THE WORLD BANK GROUP ARCHIVES

PUBLIC DISCLOSURE AUTHORIZED

Folder Title: Bank Administration and Policy : Food and Agriculture Organization : Food
and Agriculture Organization [FAQO] / International Bank for Reconstruction
and Development [IBRD] Cooperative Program -1975 / 1977
Correspondence - Volume 1

Folder ID: 1056311

Series: Liaison with external organizations

Dates: 01/09/1975 — 12/19/1973

Fonds: Records of the Office of External Relations
ISAD Reference Code: WEB IBRD/IDA EXT-08

Digitized: 03/31/2025

To cite materials from this archival folder, please follow the following format:
[Descriptive name of item), [Folder Title], Folder ID [Folder ID], ISAD(G) Reference Code [Reference Code], [Each Level
Label as applicable], World Bank Group Archives, Washington, D.C., United States.

The records in this folder were created or received by The World Bank in the course of its business.
The records that were created by the staff of The World Bank are subject to the Bank’s copyright.
Please refer to http://www.worldbank.org/terms-of-use-earchives for full copyright terms of use and disclaimers.

T
s

Gl

-

£
.

THE WORLD BANK

Washington, D.C.

© International Bank for Reconstruction and Development / International Development Assaciation or
The World Bank

1818 H Street NW

Washington DC 20433

Telephone: 202-473-1000

Internet: www.worldbank.org

PUBLIC DISCLOSURE AUTHORIZED



1975/77
LIAISON - FAO/IBRD Cooperative
Programme Yol. I

1056311

A1994-054 Other#.9 Box #210424B

Bank Administration and Policy : Food and Agriculture Organization : Food and Agriculture
Organization [FAQ] / International Bank for Reconstruction and Development [IBRD]




- B
§ .
.

/L /

COOPERATION BETWEEN FAO AND THE WORLD BANK

REPORT OF THE JOINT TASK FORCE
TO THE
JOINT STEERING COMMITTEE

JOINT FAO/WB/CP TASK FORCE

J. C. Peter Richardson (Chairman), OPD, Bank
Andrew MacMillan, FAQ/WB-CP

Michael Walker, AFM, FAO

James Brown, EA Projects, Bank

Henk Groen, OPD, Bank August 8, 1975

DISCUSSION DRAFT



COOPERATION BETWEEN FAO AND THE WORLD BANK
REPORT OF THE JOINT TASK FORCE TO THE JOINT STEERING COMMITTEE

TABLE OF CONTENTS
- Page
INTRODUCETION o o hsonmmdiin s pa 46 ams@at {5 aismae o9 s peasseidsasees 1T
STIMMARY . eswndc & 55 5A55% 6 0 i dpd@RUeEd 5 SO ene R 05 vEsewas sy wewe 2
THE PRESENT CONTEXT OF GROWING URGENCY .:cecevososvscsasanncs I
BASIC FACTS ..-I.l."'."‘-'l.'"-I'.I.I'Il‘lllll..ll-........ 4
SERUCLUTE .o vumavne on stiaad's s oo e b ws s v 6 n @asme s s
I L L L LTI ™
ACEIVIEY v vmmmme o 5w o § § 6 5 SEees £ L5988 ases 4 SRR
Idteracktion An ROME . vaivis iisisiifesesss sresmmme o oy am
Interaction in the FLeld . asssmmmess remaeeesss s

Direct Bank/FAO Inter8Ction ....ueeeeeeeesoeeeeesnness

4
4
5
COBEE  wumms b o5 SR F 90 0L L I R es s A e by ok D
5
5
6
UNDP DIEOSTON, wowcwss owsarsamme s w oo dresamwa s § swsarass s 5 oo 0

COMPARATIVE ADVANTAGES wwsmessasamiauassnousieassinnsos sivanm B
APPROACHES TO PREPARATION WORK.::covsucnusrvocarsssronroscanas 8
BANK/CP OPERATING PROCEDURES +s:erevsssvsvesvavssssaanssnssa 10

Project DefIiition soiwaevs os s0@eed § 55 mami e i e b CRIN |1

PTEpAYALION THEUEE PAPET & . useicis e smmsinn rwm e o s s 10
Preparation Report Tramsmittal ,...................... 11

GP/FAD RELATTONSHIPE . ouvnnsvvanedensmaas o s as s ns s e TITIE

Time EXeRANEEE ¢ wamweie i i 9@ s § 1 G9Eess 6 56 s S L
OthET MBBBULEE iy auminin st sammnmon o usvwoonsssssssnsnsss LI

CH/ AR RETERTOEREYIE o vianaws oo i dnasaas v §vmorms g o s ssswoen sy b

BAK PRIGTLETES & snmmoe oww wmmese & 3 6 SuEmesbe @6 Weeees 36 L3
Manpower va. PEOPLE wowissivuwwsisiisvninsiisseninseas L4
Project Generation Planning secicsisissscavassononvass LB
Infolinarion B1ow B8 W8 ousisanivnes s emonwe s papankengny L

DIRECT FAG/BARE RELATIONSHIDE . owxssesassutvssnnnssndsuwnesss 1B
THE UNDP DIMENSION ....uiiuiearercanoncencnsroranasnsnnnaness L6
CP MANAGEMENT W SRR E AT e AR A S e e o e e e Ll

CP Management SYSLEME .ouw.esesvamisssvwasis s s eammpis LI
Professional Development ...,.......eevvveeeneracennana 19
IC Top Management and Structure ,.,.........ccecev00:0.. 20
CP Services wesssssvmmwosesonsvnsoes s veees sy saaees 21
Operatlone OFEIcEYs sewyeeivianamessisnmimes s PR R ¢
OVERAL IMPACT

L R I I R I T I I I I O T T T T T S S S T S SR 22



TABLE OF CONTENTS: ANNEXES

i 1 Comparative Advantages: Role of the IC

Attachment 1:

Multi-Sector Rural Development Projects

2. Bank/CP Operating Procedures and Approach

Table 1:

CP Preparation Productivity

%, IC-FAO Relationships

4, IC Location, Structure and Management

Table 1:

Attachment 1:

Attachment 2:

Attachment 3:

Attachment 4:

Proposed Organization of Investment Center

Advantages and Disadvantages of Five Locational
Alternatives for the Cooperative Programme

Integration of the Investment Center -- Implications
For Those Affected

Position Responsibilities Under the Recommended Structure

Agricultural Education, Training and Extension

5. Bank/CP Cocordination, Planning, Budgeting and Control

-

Table
Table
Table
Table
Table
Table
Table

SN w N

-

Attachment

Attachment 2:

Table 1:

Attachment 3:

Table 1:

Pipeline Problems

Intervals to Appraisal, Problem Projects
Project Generatiom Plan

Project Generation Timetable

Budget and Programming Lead Times
Integrated Bank and CP Systems
Indicative CP Resource Deployment

Proposed Agricultural Project Generation Planning
and Programming Procedures

An Informed Basis for Budgeting Preappraisal Work
and CP Resources

Tllustrative Top-Down CP Size Projection

Management Information and Control: OQutline
Description of Time Reporting System

Time Reporting Activity Codes



TABLE OF CONTENTS: ANNEXES (Cont'd.)

6., Direct FAO and WB_Relationships

Attachment 1: Draft FAO Circular: Assistance By FAQ fie_ld Staff to
the World Bank and the FAO/Investment Center

7. UNDP_and WFP Aspects
Table 1: Proposed IC Role in FAO/UNDP Projects

8. Budgetary and Staffing Implications

Table 1: Some Budgetary, Productivity and Staffing Implications
of Major Recommendations

Basic Reference Data and Reference Tables




COOPERATION BETWEEN FAQ AND THE WORLD BANK

Report of the Joint Task Force to the Joint Steering Committee

INTRODUCTION

1. Approximately ten years after creation of the FAO/WB Cooperative
Program (CP), FAO and the World Bank agreed to conduct a joint study of
their relationships, with particular attention to the CP. The study was
not the result of any crisis in relationships; nor, in fact, has any such
crisis been discovered., Rather, both the Bank and FAO had undergone re-
organization and both had decided to attach increased emphasis and urgency
to their shared priority objective of accelerating agricultural develop-
ment in the developing countries., This study has been an effort to evaluate
the patterns of FAO/Bank cooperation in order to determine what measures,
if any, might enhance FAO's and the Bank's combined capacity to pursue the
objectives they share.

2, A Joint Task Force conducted the study in the first half of 1975.

This report is a summary of the task force's findings and recommendations,

They are based on interviews with more than 300 people in Rome and Washington, **
extensive quantitative analyses of activities, costs and -- to the extent
possible -- performance indicators, reviews of approximately 20 project

files, a questionnaire to CP staff and two days of comment on the ta§§*force's
detailed progress report by a twelve-man "Joint Steering Committee." Since
the Steering Committee's progress review, informal meetings with individual
committee members have provided further invaluable guidance.

* Detailed supporting annexes have been prepared for directly affected
managers.,

*%  Including interviews of all available Bank agriculture mission leaders,
division chiefs, and assistant directors, all available professional
staff and key administrative staff in the CP, and 75 FAO executives not
in the CP.

*%% The members of the Steering Committee are:
Mr. J. Kearns (Chairman), Director WB Organization Planning Department;
Mr. J, Huyser (Vice-Chairman), Director, FAO Investment Center;
Mr. M. Yudelman, Director, WB Agriculture and Rural Development Department;
Mr. M. Hoffman, Director, WB International Relations Department;
Mr, D. Haynes, WB Regional Assistant Projects Director, EMENA;
Mr. R. Picciotto, WB Regional Assistant Projects Director, S. Asiaj;
Mr. H. Casati, Chief, CP Service I;
Mr. A. Jones, Chief, CP Service II;
Mr. J. Cohen de Govia, Director, FAO Management Services Division;
Mr. H. Quaix, Chief, FAO Development Research and Training Service;
Mr. J. Abbott, Chief, FAO Marketing and Credit Service;
Mr. M. Veraart, WB/CP Coordinator



3 The key questions we (as task force members) sought.to answer were:

(8) How can CP's efficiency and usefulness to the Bank and FAO be
improved? How, consistent with its long-term institutional
needs, can CP be made more responsive to the needs of the indi-
vidual Bank managers who compete for its services? How can it
be made more useful to FAO?

(b) Given the inherent strengths and weaknesses of FAO, the Bank
and CP, what is the best role for CP to play vis—a-vis the parent
organizations and developing countries?

(c) What are the principal features of successful preappraisal work
in agriculture? What implications do they have for preappraisal
procedures, practices and the role and performance of cE?

(d) To the extent that the Bank and FAO have common concerns beyond
CP, are the two organizations coordinating adequately?

4, We have particularly sought to focus on the first question, for many
non-CP FAO managers tend to feel FAQO does not get its money's worth from

the CP, while many pressured Bank managers —— frustrated by their individual
inability directly to control CP resources —— hesitate to rely on CP and can
see advantages to having CP staff located in their own divisions in Washington.

SUMMARY

5. In our view —— based on broad areas of agreement among those interviewed --
the CP has brought to preparation assistance an investment expertise that the

rest of FAO normally lacks, a detailed awareness of Bank requirements that

most consultants lack, a depth of technical expertise often not found in indi-
vidual Bank divisions and some significant advantages that derive from its
separateness from the Bank. In helping countries prepare agricultural projects
suitable for Bank financing, the CP has rendered a vital service — usually

of excellent technical and good overall quality —- at less cost to either the

Bank or FAO than would have been possible through other means.

G Radical changes are not required, but both the Bank and CP have
significant room for improvement. The CP needs to manage itself more systema-
tically, deliberately and visibly in order to enhance the willingness of

Bank managers to delegate to it much of the task of filling their rapidly
expanding pipelines, In ‘addition to a firmer management style and some
relatively minor structural adjustments, the CP needs to institute accurate

time reporting, project timetables, and —— for maximum sustained effectiveness --
concerted measures to keep its staff au courdant with Bank and FAO thinking.

T On its side, the Bank needs to be more systematic and deliberate in
planning and monitoring preappraisal work. To improve preparation quality as
well as the efficiency of Bank/CP coordination, the Bank needs to focus

earlier in its work cycle on the likely problems of identification and prepa-
ration. It also needs to streamline the present procedures for Bank/CP opera-
tional collaboration and to increase the routine flow to CP of relevant documents
and information.



8. Lastly, both CP and the Bank need to adopt attitudes and methods of
control that are consistent with a strengthened CP capability to link the
extensive skill resources of FAO -- which has approximately 3,000 agricul-
tural specialists (compared to a Bank total of less than 300) ~— with the
broad investment know-how and financial resources of the Bank.

9. With minimum cost to Bank-related work and some benefits in a

broadened CP ability to tap the FAO resource, the CP is now uniquely positioned
to provide valuable — perhaps indispensable —- assistance to the rest of FAO
as it seeks to achieve the greater degree of investment impact it appears to
desire. Any significant enhancement of FAO's potentially great impact in

this respect would yield important long-term benefits to the developing
countries in their wvital efforts to prepare agricultural projects suitable

for international financing.

* & & *
10. In the following, after briefly outlining the present context of in-
creased urgency in agriculture, we provide some basic data —- much of which

has been developed during the study as an essential background for under-
standing the problem. Then, we discuss in turn:

- Approaches to preparation work
- Bank/CP operating procedures

- CP/FAO relationships

- CP/Bank relationships

- Direct FAO/Bank relationships
- The UNDP dimension

- CP management

- Overall impact

11. We do not have a definitive recommendation on whether to change the
Basic FAO/WB CP Agreement. The agreement has served its purposes adequately
and we see no net benefit in —— or management necessity for —— changing it now.

It is conceivable, however, that the agencies' legal staffs might find it

necessary to amend the agreement because of our recommendations concerning the
T L1}
contract.

THE PRESENT CONTEXT OF GROWING URGENCY

12, Over the past decade, the Bank has greatly intensified its activities
to promote agricultural and rural development. This emphasis is continuing,
as is the broadening In scope of Bank agricultural lending. From 1975
through 1979, the Bank intends to lend roughly $7,000 million for over 400
agricultural and rural development projects which will result in a total
investment of roughly $15,000 million.

13 Judging by interviews with most of its senior executives, FAO ——

while continuing its concern for building an "intellectual infrastructure"

in agriculture through research, technical assistance and informational
activities —— has greatly increased its desire to bring about results with
direct development impact including, as a high priority, productive investment.



14, The increased world-wide urgency of agricultural assistance and the
desire to enhance donor capacities to act in concert in providing it have
been underlined recently by the creation in 1971 of the Consultative Group
for International Agricultural Research (CGIAR) and, in the past year, by
the World Food Conference and subsequent creation of the Consultative Group
for Food Production and Investment (CGFPI), the World Food Council and the
International Fund for Agricultural Development.* There seems now to be almost
universal recognition that the welfare of most of the world's people in the
coming decade will be vitally affected by the success of efforts presently
being intensified to accelerate the growth of agricultural and rural produc-
tivity,

15 Close Bank/FAO collaboration in working towards these objectives is
indispensable and CP's role in that collaboration is central. The Bank needs
an efficient, productive CP to help fill its expanding projects pipeline;

FAO needs convenient access to CP's concentrated investment expertise. Our
study has been a review of current Bank/FAO collaboration and of the possible
need and means for improving it.

BASIC FACTS

16. Before presenting our conclusions and recommendations, we outline some
basic facts necessary to an understanding of the FAO/WB relationship and the
FAO/WB Cooperative Programme.

Structure

17 The FAO/WB Cooperative Programme (CP) is the major part of FAO's Invest-
ment Center (IC) and shares with it a common director who reports to FAO's
Assistant Director General for Development. (The IC's 10 non-CP positions are
in what is called its "Central Office" which is headed by a "“Coordinator" and
does preparation assistance work similar to CP's for IDB, AsDB, AfDB, some
bilateral agencies and a '"Bankers' Programme.") The CP has, in addition to a
50% share of the Director, a Deputy Director, two Services —— each with a
Chief and an unfilled Deputy Chief position -— and a Program Coordination and
Administration Office.** The latter provides service to the whole IC. Also,
a Senior Agricultural Adviser, Senior Adviser (50% financed by CP) and an
Editor report to the Director.

Size
18. At the end of 1974, the CP comprised 75 of the FAO Investment Center's

85 authorized professional positions. From July 1, 1971, through December 1974,
CP's on-board staff grew by 19% (to 69), while Bank agricultural staff grew by

* Because of their newness and continuing rapid evolution, our study has not
encompassed these three new entities,

%% (One Service serves Latin America (LAC) and Europe, the Middle East and
North Africa (EMENA); the other East Africa (EAF), West Africa (WAF),
S. Asia and E. Asia and the Pacific (EA&P).



roughly 70% (to 205). In the past 5 years, 467 of CP's recruitments have
been from the ranks of FAO. In the next few years, the non-CP part of the
Investment Center will be -- in proportionate terms -- its fastest growing
element, as the regional institutions, OPEC lenders and members of the
Bankers' Programme already plan to increase sharply their use of the IC.
The CP, however, is also likely to grow, as the World Bank continues to
expand its activities in agriculture.

Activity

19. In FY'74, 84% of CP's mission days (an indicator of expended effort)

were devoted to preappraisal work, compared to 18% of the Bank's agriculture

time. From FYs 72-74, EMENA, S. Asia and LAC each used more than 20% of CP's
time, E. Asia 16%, EAF 10% and WAF 5%. South Asia's usage is growing most
rapidly. Of the 164 agriculture projects approved by the Bank's Board from

July 1972 through February 1975, CP had assisted in the preparation of 65 or

37% -- 61% of EMENA's, 52% of S. Asia's and 467 of LAC's. Their proportionate
involvement was greatest in fisheries (86%), irrigation (51%) and livestock (50%).
These percentages understate CP's impact on new projects, as the base includes
repeater projects and those prepared through "piggy-backing."

Costs

20. Because of overhead costs assumed by FAO, the Bank's share of CP costs
is less than the Bank/FAO 75%/25% cost-sharing agreement would suggest.

At FY'74 price levels, a man-year of CP staff time cost the Bank $39,100 --
36% less than a man-year of Bank projects staff time ($61,000) and 207 less
than a consultant man-year ($49,000). If CP's 1974 mission travel had been
done from Washingtor by Bank staff rather than from Rome by FAO staff, the
additional cost would have been $403,000 or roughly $5,000/CP man-year.

Interaction in Rome

1., The CP reimburses -- with its consultant funds -- roughly 7 man-years
per year of professional staff time received from the rest of FAO. 1In
addition, most CP staff members draw routinely on FAO's skill and data re-
sources. They estimate that they spend 8% of their time in Rome interacting
with FAO and have an average of 1.5 '"substantive contacts" per week, 95% of
which they judge to be 'very useful" or "ugseful." 59% of CP staff view the
interaction as "important'; 17% view it as ''vital." The largest category of
contacts is for technical advice (28%); most (547%) are with FAO's technical
departments (Agriculture, Forestry, Fisheries), and only 217 of the inter-
action time is considered "primarily for FAO benefit." (51% is intended to
be primarily for CP benefit and 287 for mutual benefit.)

Interaction in the Field

22. Contacts with FAO staff in the field (who number approximately 2,000) also
are extensive. During 27 CP missions concluded immediately before May 1975,
there were 48 "substantive contacts" in the field, of which 30 were described

as "extensive.' Bank agriculture staff also often informally seek the advice

or assistance of selected FAQO field staff.



Direct Bank/FAOQ Interaction

23. Interaction between the Bank and FAO but not involving CP occurs on
numerous levels and in widely varied contexts. The two organizations are co-
sponsors of: the Consultative Group on International Agricultural Research
(CGIAR), the Consultative Group on Food Production and Investment (CGFPI),

the UN Protein Advisory Group (PAG), and the Onchocerciasis Control Program.
They have also had discussions about a proposed joint Program of International
Cooperation in Agricultural Sector Analysis (PICASA). The two organizations
have a close and continuing collaboration with respect to commodities work and
are associated in an ongoing joint study of prospects for producing more meat
in East Africa for the Near East market and a Bank-financed FAO study of small
farm statistics. There is a continuing agreement in principle for the Bank
and FAO to avoid carrying out agricultural sector studies in the same country
in the same year. 1In addition, FAO/Bank interactions may from time to time
and on an ad hoc personal-contact basis, involve research activities, EDI and
FAO training work, IFC through the FAO's Bankers' Programme, CPS or DPS
attendance at technical meetings and study groups, and the use of FAO staff

to brief or participate in Bank missions.

UNDP Dimension

24, A last major category of relevant relationship concerns FAO's UNDP-
funded projects. One hundred of more than five hundred such projects approved
from 1972-1974 were classed by UNDP Resident Representatives as having "invest-
ment potential,” and 63 were classed as having "preliminary investment
potential" (although many in each category would have been too small for

World Bank investment); 21 were classed as "investment support." For the
roughly 30 FAO-executed investment-oriented UNDP projects in which the Bank
declared a "special interest" (most of which are investment potential but

some of which are investment support), the CP is designated as the Bank's
"watching agent" -- to review reports, participate in progress reviews, and
keep the Bank informed. The non-CP part of the Investment Center has one
UNDP-funded position charged with infusing into the remainder of investment
potential projects an awareness of -~ and appropriate degree of responsiveness
to -- investment requirements.

COMPARATIVE ADVANTAGES

25 There is a wide Bank consensus that CP staff members are comparable

to Bank projects staff in professional competence. Their work is regarded

as particularly strong technically -- CP, being larger, can be more specialized
than any agricultural unit of the Bank -- but less strong with regard to
financial, institutional and managerial aspects (which tend to become ripe

for solution in the later stages of project processing).

26. Bank staff (who significantly underestimate the extent to which CP
consults FAO) do not, however, feel that CP succeeds as a vehicle for bringing

to project preparation work the full range of highly specialized skills possessed
by FAO. Most FAO managers, on the other hand, recognize CP staff (to whom they
refer as "the Bank") as an elite, as a unique source of investment know-how and
practicality, but regret that Bank and CP barriers have made it almost impossible
to bring CP's unique strengths to bear on activities of the rest of FAO.



27 Both FAO and CP staff view the Bank as powerful, fully action-oriented,
broadly effective, high-pressured, impatient and often arrogant. While
respecting the Bank's capacity to '"get things done" -- i.e. loans made -- they
criticize Bank staff members for having somewhat of a steam=roller mentality
and for appearing to be more interested in commitment than disbursement; FAO
managers criticize the Bank for tending to equate investment with development,
to underestimate the significance of activities (such as resource evaluation,
information exchange and technical assistance) which may have little direct
impact on investment but great long-term importance for development.

28. Bank and CP staff, while respecting the depth and frequent excellence
of expertise possessed by staff members of FAO-proper, find the organization
as a whole uneven, rather bureaucratic, insufficiently results-oriented,
somewhat indecisive and extremely sensitive politically.

29. There is little question or disagreement that the CP's forte is project
preparation assistance. Bank staff agree that CP's superior knowledge of

Bank requirements gives it a major advantage over consultants in most cases;
its investment-orientation gives it an advantage over most FAO staff. Compared
to the Bank, CP has an advantage in preparation assistance work because of its:

- Separateness from the Bank, which makes it more possible for the
Bank on appraisal to question or countermand the preparation work
without appearing embarrassingly redundant or self-contradictory,

- Freedom from the competing pressures of appraisal and supervision
work and capacity, up to a point, to withstand Bank pressures to
accelerate the process where this might be counterproductive,

- Depth of technical expertise, compared to any one Bank Region,
‘ and comparatively ready access to the technical resources and
expertise of FAO,

- Capacity to assist countries in reaching decisions about how to
deal with the Bank, and

- Lower cost (to the Bank) per man-year -- by more than 35%.

30. In our view, these advantages outweigh the disadvantages to the Bank

of CP's structural and geographic inaccessibility and consequent reduced
deployment flexibility compared to Bank headquarters staff, its occasional
weakness in the institutional aspects and imperfect "feel' for Bank policy and
country sector strategy, and the greater difficulty for the Bank -- when CP is
used -- in directly influencing projects at the stage when their options are
most fluid, Also, to the extent it is thought desirable to merge preparation
assistance and appraisal work without changing the staff involved, CP is placed
at a disadvantage.

3. With respect to identification work (which is discussed more fully in
the next section), we believe CP has no particular advantage or disadvantage
in the recognition of project ideas, is at a disadvantage compared to the Bank



in selecting projects for further work with a view to ultimate Bank financing
and -- because of its extensive preparation assistance experience -- has a
comparative advantage in what we have called "project definition."

32. Project appraisal and supervision are essentially non-delegable
functions which CP cannot perform for the Bank. As individual members of
Bank-led missions, however, CP staff can contribute fully to this work. They
can similarly contribute to Bank-led country economic/sector missions and
where the objectives are primarily analysis (rather than, for example, Bank/
country dialogue) have successfully been made fully responsible for sub-sector
surveys., Also, through informal consultation senior CP members can bring
useful perspectives to bear on the Bank's review and development of country
sector assistance strategies.

33. Within FAO, the Investment Center is ideally situated to serve as a
nucleus for the infusion, where desired, of greater investment orientation
into UNDP-funded "investment potential" projects, selected World Food Pro-
gramme projects and trust fund and "regular programme' activities. Also, its
Director is well situated to (and does) chair FAQ's Interdepartmental Working
Group on the CGFPI.

34, Although CP is well situated to see both the FAQ and Bank side of
policy questions, there are many areas -- e.g. research, commodities, food
balance analyses -- where it has no comparative advantage and need not be a
conduit for Bank/FAQ coordination.

35. Based on these comparative advantages, the Cooperative Programme has
had, and should continue t6 have, three objectives -- to help:

(8) Countries create projects suitable for World Bank financing.

(b) The Bank and FAO interact and coordinate in ways that enable each
to benefit from the other's strengths in pursuing the shared
priority objective of accelerating agricultural develcpment in
developing countries. :

(c) FAOQ realize the full investment potential of its activities.

36 Its principal activity should continue to be project preparation
assistance.

APPROACHES TO PREPARATION WORK

37 Before a project can be prepared, it must be identified. Identification,
in the Bank's context, entails three frequently merged but conceptually dis-
crete activities:

(a) "Recognition" =- of a project idea as potentially sound and con-
sistent with country priorities.




(b) '"Selection'" ~-- of a project for further work because it seems to
be the best available combination of intrinsic merit, country
support and consistency with Bank assistance strategies; and

(c) "Project Definition" -- development of a selected project idea
to the point at which it is prudent and efficient to commit the
level of resources needed for detailed preparation.

38. Although project preparation assistance is usually available, project
preparation is fundamentally a country responsibility. While the purpose

of project preparation in the Bank's context is to develop a project concept
to the point at which it is suitable for Bank appraisal and -- with minimum
change =-- Bank financing, the purpose of preparation assistance is broader.
No matter how excellent the project, preparation assistance cannot be fully
successful unless it also results in a good level of country understanding
of and commitment to the project and a somewhat improved country capacity to
prepare its own projiects in the future.

39. Assistance in preparing projects for Bank financing should be regarded
as a service primarily to countries and only secondarily to the Bank. Pre-
paration assistance that is well done results in projects that are easier
(and more efficient) for the Bank to appraise and -- given the resulting
country understanding and commitment -- easier for countries to implement.

A more creative though less final activity than project appraisal, prepara-
tion assistance has high leverage over both the quality and efficiency of
subsequent project work.

40, The task force found it convenient to distinguish three approaches to
preparation assistance:

(a) "Paratrooping'". The conventional and most frequently used "para-
troop" approach typically consists of a three to four-week field
visit, some interviews with key officials before leaving the
country and then a report-writing phase at headquarters.

(b) '"Bus-stopping'. The widely preferred but far less frequent "bus-
stopping” approach to project preparation assistance entails an
initial mission to map out work to be done by a local project pre-
paration team, followed by several visits to assist and review
progress and perhaps a final mission to help with "packaging."

(c) !'Sguatting''. The use of an expatriate who resides in the country
to help with preparation or pre-preparation work -- a 'squatter'
approach -~ typically is employed in UNDP and bilateral technical
assistance.

41, Each approach can sometimes be appropriate, depending on the country
conditions and the project involved. As a general matter, however, "squatting"
tends to be slow, expensive and hard to manage on a large scale although it
may have maximum training impact and good potential for building needed govern-
ment commitment and ensuring a pipeline of projects. !'Paratrooping'' -- while
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unavoidable where tight appraisal deadlines are imposed or where countries

have particularly severe skill shortages -- usually has a cost in country understand-
ing and commitment and produces little improvement in country preparation capa-
bilities. '"Bus-stopping' is clearly superior to paratrooping from the point

of view of country understanding and commitment as well as training and is

much more efficient than paratrooping in the consumption of CP applied time.

42, Bus-stopping, however, usually requires significantly more lapsed time
than paratrooping. It therefore requires better advance planning. Moreover,
because the key bus-stopping task is helping in the field rather than report
writing at headquarters, bus-stopping greatly diminishes the possibilities
for management to exercise quality control through report review. It places
a premium on mission leader abilities, careful collaborative review at the
project definition stage and before-the-fact quality enhancement through
professional development.

BANK/CP OPERATING PROCEDURES

43, Beyond taking measures (which we discuss subsequently) to facilitate
bus-stopping, Bank/CP procedural improvements are possible in CP's project
definition work and in the processing of CP preparation reports.

Project Definition &

44, CP involvement in reconnaissance (i.e. project ''recognition'") is often
desirable, although not always feasible. CP involvement in project definition
work, however, should normally be mandatory for projects concerning which CP

is going to be asked to render preparation assistance. (In special cases where
project definition has been completed without CP involvement, CP should not
undertake the preparation assistance unless it is in a position to accept fully
the definition work that has been done,)

45, Rather than the present sometimes multi-volumed '"'Identification Report,"
CP should prepare for submission to the Bank a "Project Definition Report" of
less than 20 pages (plus a list of available working papers). Its purpose
would be to provide a vehicle for Bank, CP and country agreement on the major
alternatives to be developed during preparation assistance and on the overall
financial magnitudes contemplated. Its comparative brevity would improve the
quality as well as the efficiency of review. When that review raises funda-
mental issues between the Bank and CP, they should be resolved before prepara-
tion assistance begins and, if necessary, through face-to-face consultation
(in the country, Rome or Washington) between responsible Bank staff and the CP
mission leader.

Preparation Issues Paper

46, Within 10 days of a CP mission's return from the field to prepare a
preparation report, it should write a preparation issues paper in lieu of the
present back-to-office report. The paper in less than 10 pages should summarize
the proposed project and identify (with recommendations) issues, major alterma-
tives and other aspects concerning which Bank guidance could be useful prior to
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completion of the report. The paper could be Telexed and Bank comments would
be required within 10 days.* CP would consider them carefully -- in the know-
ledge that they were likely to be reflected at appraisal -- and might consult
further with the Bank (or the country) in cases of disagreement, but would
have the final decision whether to reflect the comments in their preparation
report to the country.

47. After intermediate bus-stopping missions, Bank reactions to the back-
to-office progress reports would be an additional vehicle for early dialogue.

Preparation Report Transmittal

48. The CP preparation reports should be transmitted directly to countries
(under a disclaimer about Bank endorsement) with copies to the Bank under a

- covering letter highlighting points which might benefit from particular
attention at appraisal. The present procedure whereby the Bank clears such
reports is:

- Inconsistent with the concept of preparation assistance as a
service primarily to countries and only secondarily to the
Bank,

- Premature and perhaps even compromising, given the imminence

of appraisal,

- Unrealistic as a '"screening'" precaution, to the extent of country
involvement in the preparation work, and

- Inefficient, as the clearance does not now -- and is unlikely
ever to -- receive the level of Bank attention necessary to make
it effective.

CP/FAO RELATIONSHIPS

49, When the CP was created, the overall commonality of FAO and World Bank
objectives was far less than it is today. FAO was less concerned with creating
the conditions for investment; the Bank was less urgently concerned with agri-
culture. A conscious CP policy of separateness from FAO was, in fact, stressed
as a prerequisite of effectiveness in establishing standards, work patterns

and procedures appropriate to CP's investment-oriented objectives, While the
Bank/FAO "bridge' was under construction, the Rome end was deliberately closed
to traffic.

50. Now, however, that CP has proven its strength in project preparation
work, it is in the interest of the Bank's and FAQ's member countries to enhance
CP's capacity to (a) bring to bear on Bank-related work the full range of FAO's
agricultural skills and (b) provide support to the rest of FAO as it seeks to
achieve the greater degree of investment know-how and impact it appears to
desire. Assuming appropriate systems of management control (discussed subse-
quently), these objectives can -- in fact, must -- be served with no sacrifice
of CP output or quality.

“* The Bank is in the process of leasing a Telex line to Europe, which will sharply
reduce the Telex cost.
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Time Exchanges

51. At present, there is a significant although modest "formal" flow of
FAQ staff assistance to the CP, which is financed from CP consultant funds;
the reverse formal flow of staff time from CP to FAO is negligible. The
informal (i.e. uncompensated) flow of staff assistance also tends to be
unidirectional. As a result, CP's value to -- and impact on -- FAQ is much
less than it could be,

52. Because CP reimbursement funds are of less value to many FAQ managers
than the time of good staff (and were even confiscated last year in an FAO
budget squeeze) and because of the pre-emptive pressures of Bank priorities,
the present practices -- which make the Rome cooperation appear to be a "one-
way street" -- tend to sour the CP/FAO relationship. If continued, they would
be likely to result in less FAO support to CP in the future.

53, It is important to increase CP's and FAO's utility to each other
without decreasing CP's utility to the Bank., A system of selective exchanges
of CP and FAO staff time (up to perhaps 15% of CP's direct-hire time) should
be available for those FAO managers who would prefer it to be the "sale" of
their staff's time for CP consultant dollars.® cp managers should be encouraged
to trade or sell amounts ("slivers'") of CP staff time ranging from a week to
several months for (not necessarily equal) slivers of FAO {including non-CP
Investment Center) time -- subject, as necessary, to periodic balancing trans-
actions with consultant funds. The trade or sale of CP staff time sought

by FAO managers would (within the limits agreed by the Bank and CP) be at the
sole discretion of CP managers, provided that the quality of CP work for the
Bank was maintained and the work done by CP staff for FAO was broadly related
to investment.

54, Such exchanges will increase CP's usefulness to and impact on FAOQ
(thereby increasing the latter's investment impact) as well as CP's ability

to tap FAO staff resources for Bank-related work. For sale and exchange pur-
poses, CP's staff should be increased at the expense of its consultant budget --
perhaps by 5 people in the first year. To the extent that "sales" occur, the
consultant budget would be directly replenished; to the extent that trades occur,
the staff time would be. No net loss of resources usable by CP would result,

In fact, such exchanges will -- with some advance planning -- increase CP's
usable resources and enhance its efficiency by facilitating the conversion of
CP "down-time'" into usable time. This conversion capability will become in-
creasingly valuable as bus-stopping -- which requires more travel and less
headquarters report writing than paratrooping -- becomes more prevalent.

* FAO managers have said CP time would be highly desirable in such activities
as work programming, design of a prototype dairy investment, advice regarding
a country development plan for agriculture or an agriculture subsector,
training in project analysis, assistance with the planning or marketing work
of a "Scheme" (e.g. dairy development or meat), etc,
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e While the exchanges we have described do not raise unit costs (and,
in fact, decrease them to the extent they permit conversion of down-time),
modest allowance should be made in CP's budget for the costs of discretiomary
uncompensated FAO-related activities such as reviews of country perspective
studies, participation in interdivisional working groups, contributions to
FAO seminars and technical conferences, etc. These activities should not be
regarded as being exclusively "for FAO's benefit"; nor should preparation
assistance be seen as work done exclusively "for Bank benefit." Given FAQ's
and the Bank's shared objective of accelerating developing countries' agri-
cultural development through investment where appropriate, all of CP's acti-
vities -- including those that improve CP's capacity to function as a wide
two=directional bridge between FAO and the Bank -=- benefit the work of both
organizations.

Other Measures

56. Other measures to enhance the vitality of the '"Rome connection"
should include:

(a) Conversion of the IC '"Documents Unit" into an active, extroverted
information disseminator within FAO and the Investment Center;

(b) Designation by FAO of a contact man in each technical division
and use by CP of Senior Specialists (discussed subsequently) for
liaison purposes -- with selective cross-attendance at staff
meetings, technical meetings and debriefings;

(c) Establishment of additional "Joint Groups'" on the model of the
IC/Fisheries group -- generally, to help bring a realistic in-
vestment orientation to divisional programs and a full awareness
of technical developments to IC staff and, specifically, to
identify potential investment opportunities earlier.

CP/BANK RELATIONSHIPS

o7, Operational coordination across organizational lines or geographic
distance is never easy and seldom perfect. Given the CP's need to serve

more than 20 Bank division chiefs reporting to 7 vice presidents, the method-
ological fluidity of agricultural work and the inherent skepticism that those
who appraise projects are expected to bring to preparation work, it is not
surprising that some coordination problems still exist between CP and the
Bank. Even though the Bank's reorganization complicated the coordination
task, frictions in the Bank/CP relationship have been on the decline. Present
Bank/CP coordination problems, in fact, resemble some of the problems that
have been found between the Bank's headquarters and its regional missions

in Africa and between the Bank's centralized operating staff in CPS and the
divisions whose competing needs they serve.

Bank Priorities

58. As a general matter and subject to CP's agreed role, CP management
must be broadly responsive to the priorities expressed by Bank managers.
These, however, often conflict (e.g. where mission rescheduling is sought),
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may not be compatible with CP's long-term maximum effectiveness (e.g. requests
by some Bank managers for extensive participation in appraisal work), and may
not be discerned sufficiently in advance to permit efficient CP planning.

The foregoing factors reduce CP's responsiveness to individual Bank managers

and -- when combined with CP's lack of Bank-style project timetables and
inability accurately to indicate how much manpower will be or has been delivered
to a given Region in a given year -- make Bank managers reluctant to rely on

CP to fill their pipeline.

59. Understandably, highly pressured division-level Bank managers would
prefer to '"own'" their share of the CP resource -- or at least have it under
their full and immediate control -- in order to eliminate the uncertainties
resulting from competition with other Bank managers and remove the "screen"
of CP management. This desire to "integrate backwards" accounts for their
tendencies to see CP simply as a supplementary source of Bank staff, as a
source of inputs rather than as a subcontractor or partner accountable for
results (i.e. projects ready for appraisal). Yet it overlooks CP's compara-
tive advantages in preparation work (see Paragraph 29 ) as well as the:

- Inherent inefficiency of attempting "short-string" management at
a distance of 4,000 miles,

- Contribution of CP management,

- Broader benefits to member countries of an effective Rome
connection, and

- Likelihood that to the extent CP becomes a mere "stable" of
extra Bank manpower -~ rather than an institution in its own
right -- its leaders will find it increasingly difficult to
perform their leadership role in attracting, holding, motivating
and professionally developing the top quality staff that make
CP valuable.

60, If unchecked, the Bank line managers' tendency to substitute "tight"

Bank management of CP inputs for reliance upon CP managers to produce needed
results would not only be contrary to the established and pProper partnership
concept, but also would -~ in the longer term -- have the Pyrrhic effect of
reducing CP's efficiency and quality as well as its effectiveness as an FAO/Bank
bridge.

61. Assuming the value -- and continued existence -- of CP as more than a
"stable," we have proposed changes in Bank/CP operating procedures to improve
the relationship. Complementary changes in the Bank's and CP's management
systems are also necessary.

Manpower vs. People

61, First, to make possible the greater CP/FAQ interaction we have described,
the Bank 'contract' with CP will need to be in terms of a given number of man-
years rather than a given number of designated people full time.* To assure

* The Bank, however, should continue to approve CP recruitment actions.
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that the work derives full benefit from CP's close knowledge of Bank needs,

a ceiling will need to be agreed between the Bank and CP on the amount of

CP time that can be exchanged for FAO time -- perhaps in the neighborhood of
15% to 207 of CP's net "operational"” direct-hire time (i.e. net direct-hire
time allocated to Bank operating units). The Bank/CP '"contract" is discussed
further in Paragraph 73.

Project Generation Planning

62. Second, because of their impact on the subsequent volume and quality of
Bank operations, the preappraisal activities of the Bank -- as well as those

of CP -- should be managed more systematically. Routinely, a Bank staff member
(and alternate) should be designated as responsible for each potential project,
for overseeing and making the necessary contributions to project definition

and preparation work. In addition, the Bank should practice more systematic
and earlier project generation planning (extending at least 3 years ahead) in
order to bridge more effectively the gap between the Bank's Country Program
Papers (CPPs) and appraisal work and, more specifically, to: ’

- Improve the quality of preparation assistance work through
increased bus-stopping, which requires longer preparation lead
times,

- Have sufficient advance notice of preparation needs to improve
the Bank's and CP's scheduling, diminish preparation workload
peaks and dips, and reduce the frequency of inefficient (and
exasperating) emergency interventions, and

- Facilitate delegation to CP of the task of producing planned
results rather than inputs.

63. While no Bank planning system can entirely eliminate the need for

sudden shifts and adjustments, a system which catalyzes advance thinking

about who will be responsible for project definition and preparation assistance,
what method will be used and how much manpower will be required is likely to
diminish some of the uncertainties which the absence of such a system makes
inevitable. The CPP-based project generation planning system we have proposed
could ultimately be grafted onto the Bank's recently imstituted but less
management-oriented Project Brief system.*

Information Flow to CP

64, Third, the flow of information from the Bank to CP should be improved..
Because CP needs to remain au courant with Bank thinking, it should routinely
receive agriculture issues papers, decision memoranda and supervision reports
as well as relevant CPS and DPS working papers. As an aid to planning and
scheduling, it should have P&B's IVA and IVB lending operations tables,
agriculture project and sector work timetables, copies of the proposed pro-
ject generation reports, and Bank print-outs of CP time reporting data. For
reference, it should receive the Loan Committee summaries (confidentially), and
several copies of Central Projects Memoranda.

% Although our review has been limited to agriculture, we see no reason
why the proposed project generation planning system should not be applied
to all sectors.
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DIRECT FAO/BANK RELATIONSHIPS

65. To supplement today's essentially ad hoc and personally-based Bank/FAQ
coordination where CP is not involved, we suggest that non-CP Bank/FAO liaison
responsibilities be formally assigned to an IC Deputy Director (discussed
subsequently) and that the Washington-based FAQ Regional Office assist him as
necessary. The IC is uniquely situated to have the familiarity with both

Bank and FAQ activities that effective liaison requires.

66. Subject to the limits of available time, the liaison function would
entail keeping staff throughout the Bank as well informed as possible of FAQ
activities of potential relevance and assuring that proposed FAO liaison
points under the Assistant Directors General for Economic and Social Policy,
Agriculture, Fisheries and Forestry as well as CP are kept fully informed

of Bank work of potential relevance. The liaison activity should be a
supplementary catalyst to voluntary interaction, not an exclusive or
mandatory channel. For the Bank, a knowledge of outside thinking, work and
developments is especially important in agriculture, given the breadth,
complexities and priority of the sector and the amount of activity occurring
in it. For FAO, the improved capacity to spot opportunities for mutual inter-
action with a major financing agency will provide benefits in potential
impact as well as exposure to an intense investment orientation.

67. In addition, we suggest (and have prepared a draft of) an FAO directive
designed to encourage and provide ground rules for occasional informal "hitch-
hiking" by the Bank on FAO's extensive field establishment. The Bank would

issue a complementary directive advising its agriculture staff about the arrange-
ments.

THE UNDP DIMENSION

68. At relatively minor expense, we believe the investment and resulting
developmental impact of FAO's UNDP-funded projects -=- particularly those
designated as having investment potential -- can be significantly increased.™
This will require systematic infusions of investment expertise into such
pProjects -- starting as early, in some instances, as the FAO/UNDP country
programming stage. While the method of financing such infusions (e.g. from
FAO's 147 overhead fee, direct UNDP-funding or a separate charge in project
budgets) is beyond our terms of reference -- except that it would continue
to be CP-funded for World Bank "special interest' projects -- we believe the
infusion should be made largely through reimbursed "slivers" of Investment
Center (including CP) staff time under the purview of two full-time IC "UNDP
Coordinators." Performance of this investment infusion function through

* These projects have included such activities as: feasibility studies
(e.g. Peru Huaura Valley, Cyprus Paphos Nepal Gandak), agricultural planning
(e.g. Tunisia, Indonesia), adaptive research (e.g. Near East Cereals,
Thailand Rubber), resource surveys (e.g. Brazil Forestry, Bangladesh Land
Capability Studies, Indian Ocean Fisheries), institution building (e.g. Yemen
Agricultural Extension, Afghanistan Credit) and crop diversification studies
(e.g. Ceylon, Guatemala).
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reimbursed slivers of time from many IC staff members rather than through

the full time of a smaller number of people will bring to bear the investment
focus that results from constant contact with financing institutions combined
with the subsector expertise that IC's size permits.

69. With respect to the Bank's role vis-a-vis FAO/UNDP projects, we recommend
that CP routinely screen such projects to suggest candidates for Bank decla-
rations of special interest. When such declarations are made and when CP is
designated as "watching agent" (i.e. for the "investment potential’ but not the
"investment support'’ projects), an agreed "watching' procedure (which we have
outlined elsewhere) should be followed. CP should then report annually to

the Bank on the status of such projects and the watching tasks performed.

CP MANAGEMENT

70. The Investment Center will need to enhance its already stretched manage-
ment capabilities to cope successfully with complexities arising from:

- The sharp growth of Bank lending and the rapid evolution of Bank
policies in agriculture,

- Increased bus-stopping,

- The more extroverted role towards FAO, including time exchange,
UNDP -infusion, and the CGFPI liaison responsibility,

- The likely rapid growth of the IC '"Central Office' due to in-
creased demands from OPEC financing sources, the Bankers' Programme
and regional institutions, and

- The presently unknown impact of the International Fund for Agri-
cultural DPevelopment (which could become a factor of sufficient
magnitude to warrant re-examination of our structural recommendations).

71, The FAO/WB CP should continue to be centered in Rome to facilitate
interaction with the rest of FAO, but its internal management should be
tightened and strengthened, as discussed below. The scale and urgency of IC
activities no longer permit exclusive reliance on what has been essentially
a "family" style of management.

CP Management Systems

22 To permit the CP "contract" to be in terms of man-years rather than
full-time staff members and to provide needed management information (e.g. re
the level of non-operational time), CP must enforce an effective time reporting
system. To manage its own activities properly and provide individual Bank
managers with information sufficient to make them feel at ease looking to CP
for results rather than inputs, CP needs to maintain (and furnish the Bank with)
project generation timetables showing deadlines for key events in the process
(e.g. completion of project definition reports, preparation issues papers, pre-
paration reports). To permit the discipline required for internal management
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and control and the avoidance of excessive external second-guessing, CP needs
to aggregate these agreed timetables, combine them with its plan for non-
preappraisal activities and produce an annual CP work program.

73, For good planning and preappraisal management, each Bank Region and CPS
needs to know the net CP "operating" time it can expect to receive during the
year -- i,e. time for preappraisal, appraisal, country economic/sector worle,
supervision and UNDP investment potential special interest work. S
This, combined with the need for an agreed range of CP managerial discretion,
requires establishing the limits of '"non-operational CP activity. Such
limits should be established through agreed indicative ceilings (initially

on a trial basis) for:

- Professional development (other than appraisal and supervision
mission participation, which would have a ceiling too, but is
an "operational activity),

- Direct FAO support (e.g. assistance primarily for FAO benefit
which is uncompensated by time exchange or reimbursement), and

- Management and administration (i.e. staff supervision and admin-
istrative support provided by professionals).¥

74, Much of the FAO support and professional development activities will

be performable during what otherwise would be unavoidable "down-time" (e.g.
time lost due to mission cancellations, scheduling hiatuses or limitations

on the amount of travelling a staff member can be expected to undertake).

When the ceilings for these two activities fall below the level of unavoidable
and unconvertible down-time, the ceilings should be raised rather than have
staff unoccupied. The aggregate ceiling on non-operational time should
initially receive more emphasis than the sub-ceilings, which should be viewed
more as planning targets.

* On a base of 100 man-years, of which 80 was direct-hire and 20 for consultants,
the CP direct-hire ceilings might, for example, be management and administra-
tion -- 13 man-years (of which 7 would be for administrative support); direct
FAO support -- 5 man-years; professional development -- 5 man-years. (Two
man-years of the latter categories would be composed of 25% shares of "Senior
Specialists" (discussed subsequently)).

Total "operational" time available for Bank work would then be approxi=
mately 77 man-years or 57 direct-hire (including time-traded) man-years plus
20 consultant-funded man-years. (In deriving the sub-allocations to Bank
Regions of net usable operating time, the direct-hire man-years should be
converted to man-weeks at the rate of 40 per man-year to allow for holidays,
leave and minor overheads such as staff meetings, personal matters, etc.).
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T3 The linking of the CPP-based project generation planning system we
propose for the Bank (initially in agriculture) with our proposed Cooperative
Programme timetables, work program and budget process, and the accomplishment
of required improvements in CP's time reporting practices will, in combination,
contribute importantly to the smooth and successful meshing of Bank and CP
efforts, It will improve the level of mutual confidence in as well as the
efficiency of the Bank/CP relationship.

76, In addition to these fundamental management system improvements, the
administrative support activities of the CP need rationalization and stream-
lining along lines we have indicated elsewhere,

Professional Development

i The IC needs to be more deliberate and systematic in seeking continuously
to enhance the productivity and effectiveness of its professional staff,
Measures to this end not only will keep the IC creative and attractive to the
best staff but also == through improved preparation work -- will yield high
returns in the efficiency of appraisal work and may even improve project
implementation.

78, The CP service chiefs have a continuing and indispensable managerial
responsibility to enhance their staffs' overall capabilities and productivity,
but there is also a need -- in this complex sector of rapidly evolving
methodology -- for leadership and guidance at the subsector level. We propose
that IC designate "Senior Specialists' in each subsector to play a lead role
in professional development, policy guidance, and FAO liaison. They would
continue to report to their service chiefs but in their capacity as Senior
Specialists (no more than 25% of their time) would be under the functional
oversight of the front office.

9. In their respective disciplines (e.g. irrigation, livestock, agronomy),
the Senior Specialists would coordinate the development of preparation guide-
lines and standard formats, liaise with counterpart FAO technical divisions

and CPS Advisers, participate in report reviews and debriefing sessions,
arrange seminars and case study sessions, occasionally -- in an "elder states=-
man" capacity —— visit missions in the field to advise on particularly
difficult subsector problems, and participate in FAO's inter-divisional working
groups. Periodically, they would meet under front office chairmanship as the
"Investment Center Policy Advisory Committee." The present Senior Agricultural
Adviser would assist the Deputy Director in coordinating the non-operational
work of the Senior Specialists and would act as the Senior Specialist for

rural development,

80. To keep CP staff au courant with Bank thinking and sensitive to the
problems of project implementation, CP also should set goals for staff parti-
cipation in Bank-led appraisal and supervision missions. Specifically, CP
staff with more than one and less than seven years' experience should -- to
gain a first-hand feel for Bank policies and requirements —- participate in
one Bank-led appraisal mission (of a project they did not prepare) every

third year and —— to maintain realism =-- participate in one Bank-led super-
vision mission (of a project they helped prepare) every second year. Assuming
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no change in productivity and constant preparation workload, this would
necessitate a growth in CP staff (of perhaps 5%) but would not have any addi-
tional cost to the Bank as the participation would be in lieu of Bank staff
or consultants.

81. A further ingredient of professional development -- "feedback' -- needs
strengthening. 1In their biannual visits to Washington, the CP service chiefs
should set aside time to receive explicit feedback from Bank mission leaders
and division chiefs about work dome in the prior period. The feedback should
then be transmitted to the CP staff. For similar purposes, CP needs a simple
but formal system of annual performance reviews. In addition, each service
should institute routine debriefings after the return of project definition

or final preparation missions. They would be attended by all members of the
service and all IC staff specializing in the subsector involved. Such debrief-
ings, in addition to helping mission members spot latent issues, will help
broaden the perspective of attending staff, deepen their understanding of evolving
CP standards and reinforce the CP's collective sense of professional esprit.
Debriefings of especially interesting projects could be IC-wide.

IC Top Management and Structure

82, IC's top management level must -- in addition to its operational

duties -- provide active leadership and coherence to the staff development
efforts we consider necessary, spearhead the creation and updating of IC
policies, standards and guidelines and stand ready to advise the Bank on selected
policy issues, Also, it needs to pursue actively the goal of strengthened

IC/FAO relationships.

83. For the long term, we recommend a triumvirate at IC's top management
level -- a Director, occupied heavily with externally-oriented functions in-
cluding special priority assignments for the Director General (e.g. CGFPI
liaison); a Deputy Director for CP Operations (DD/CP0O) to oversee Bank-related
work; and a Deputy Director for Policy, Professional Development and Liaison
(DD/PPL). 1IC's Director has proposed also appointing an additional Deputy

for the IC's non-Bank-related activities because of the importance, variety
and volume of external relationships these are expected to entall in the
coming year.

84, The Deputy Director, PPL -- a "staff" executive =-- would spend a signi-
ficant portion of his time at the Bank "absorbing'" policy trends and spotting
opportunities for useful direct (i.e. non-CP-related) Bank/FAO coordination.
When in Rome, the Deputy would perform a similar and complementary liaison
function in FAO, serve as or oversee the IC representative on many FAO inter-
divisional working groups, and oversee IC's "FAO support" activities. He
would be responsible for planning, coordinating and directing the non-opera-
tional work of the Senior Specialists and would also supervise the Senior
Adviser, Senior Agricultural Adviser and the Information Center., He would
chair the internal "Policy Advisory Committee."

as. The Deputy Director for CP Operations would direct the Bank-related work,
including particularly the development and negotiation of CP's work program,

the review of quality on a selective basis, and the coordination of inter-
service staff sharing and CP/FAQ time exchange.
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86. In the near term, the IC Director expects to be able personally to

assume the responsibilities of the proposed Deputy Director for CP Operations
and personally to direct implementation of most of the recommendations of

this study. He intends, for this purpose, to diminish his externally-oriented
duties. If the Director's personal external responsibilities can be held to a
minimum (perhaps less than 20% of his time) and if the non=CP Deputy post he

has proposed is created and filled, performance by the Director of the functions
we have envisaged for the DD/CPO can be a viable alternative to our recommended
top-level structure.¥

CP Services

87. We recommend that the CP have three services in lieu of the present two.
Respectively, they should -- for the best balance of workload, travel patterns
and language ability -- encompass the work of LAC and WAF; EMENA and EAF; and
the two Asia Regions.™* Creation of a third service will have some cost in
scheduling flexibility, subsector specialization and an increased need for
inter-service sharing. The cost, however, should be outweighed by a significant
enhancement of each service chief's capacity to manage the work and people for
whom he is responsible -- i.e. to assess and develop his staff's capabilities,
enhance the quality of his service's work and maintain the necessary close
relationships and dialogue with his counterpart managers in the Bank (of whom
there are more than twelve for one of the present service chiefs). Moreover,
the reduced critical mass from a third service will be partially offset by
inter-service loans arranged between the chiefs or, when necessary, with front
office assistance. The danger of increased CP fragmentation will be overcome
by the CP-wide scope of Senior Specialists and the Policy Advisory Committee,
cross-service participation in debriefings and the Report Review Committee,

and periodic optional (perhaps triennial) rotation of staff among services.

88. By Bank span-of-control standards -- e.g. deputy chiefs for projects
divisions with 13 or more professiondls -- one could justify five or six
services. That, however, would create such a severe need for inter-service
sharing that most scheduling decisions would be forced up to the front office --
which would sharply reduce the service chiefs' individual capacities to make
firm commitments to Bank managers as well as their ability to control and up-
grade the activities for which they were responsible. The Bank's span-of-
control standards are, in any event, not directly applicable to CP's first-line
supervisors because -~ unlike Bank division chiefs who are responsible for
project administration and sector work as well as project definition, prepara-

* TFor short-term budget ﬁurposes, the additional time spent by the Director
can be regarded as offsetting the diminution of DD/PPL time devoted
exclusively to CP work.

*¥ The split of Africa reflects the comparative ease of North/South and
difficulty of East/West travel in Africa, the possibility of travel from
West Africa to Latin America and the fact that many of CP's people speak
both Spanish and French,
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tion and appraisal -- the CP service chiefs are responsible only for pre-
appraisal work. Moreover, in overseeing this work they supervise primarily the
mission leaders, who at any one time constitute perhaps a third of their
subordinates and who absorb some of the leadership and development tasks with
respect to more junior staff.

Operations Officers

89, The CP service chiefs should each have an operations officer to assume
much of the burden of expediting report production and consultant recruitment,
overseeing filing, arranging debriefing and report review meetings, coordinating
time reporting, assigning and handling problems of clerical staff and assisting
with mission scheduling and the maintenance of project timetables. We do not
believe these functions require deputy service chiefs or justify the diversion
of valuable senior staff and additional layering that such deputy positions
would entail.

OVERALL IMPACT

90, Taken together, our recommendations can have an important impact on

the future activities of the two parent organizations and the benefits received
by their member countries, We believe that significant productivity improve-
ments will result over time ~= e.g. from improved Bank and CP planning, in-
creased bus-stopping, better communication, accelerated CP staff development,
streamlined operating procedures, strengthened CP management and improved
administrative support -- but recommend that these productivity gains be used
to finance the staff time needed for long-term quality improvements. The
quality improvements will themselves further increase productivity.

- Better prepared projects will result from having staff whose
potentialities are fully and rapidly developed and who have more
complete up-to-date policy guidance. Such projects are likely
to be easier and more efficient to appraise.

- Greater country understanding and commitment can flow from the
increased bus-stopping our recommendations facilitate. Such commit-
ment and understanding is likely to result in improved and more
efficient implementation,

- Increased levels of agricultural investment in the developing
countries are likely to result from improvements in the investment
orientation of FAO/UNDP investment-potential projects -- and the
investments that.do result from such projects are likely to be
more productive,

* We also considered the alternative of two Services each with two subordinate
managers, but rejected it because of the need it would create for six rather
than three senior service managers, the additional layering it would involve
in a context already suffering from a flat senior grade structure, and the
further loss of critical mass that would result if each service's staff were
divided between its two subordinate managers.
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- An improved capacity in IC and the rest of FAO to complement each
other's strengths can enhance the impact of both -- while at the
same time increasing their productivity and facilitating direct
Bank/FAO cooperation (which can have similar effects).

- Better Bank preappraisal planning can contribute importantly to
an expanded and better-prepared pipeline of financeable agricultural
projects as well as a more effective Bank/CP partnership. It can
thereby help improve and accelerate Bank lending to -- and related
agricultural and rural development in -- the member countries.

* * * *

91, We have made no recommendations about the CP's growth rate. It will
depend on such diverse and hard-to-assess factors as the:

- Bank's rate of lending for agriculture projects which need prepara-
tion assistance and are not prepared through "piggy-backing' or
with the help of consultants or Bank field staff -- a rate that.
cannot usefully be predicted until a Bank project generation planning
system exists,

- Willingness of Bank managers to use CP -- which could be significantly
affected by this study,

- Rate of increase of bus-stopping (which can increase CP productivity),
- Willingness and ability of CP to compete with the non-CP part of IC
and the International Fund for Agricultural Development for suitable
‘staff,
- Development of a Bank '""Third Window,' and
- FAO budget priorities, which are hard to predict.
92. We would be surprised, however, it the level of CP man-years did not
increase at a rate of at least 5-10% per year. For time exchange reasons

already discussed, the number of direct-hire CP staff members could grow more
rapidly than the man-year budget.



COOPERATION BETWEEN FAO AND THE WORLD BANK

ANNEXES

The following annexes provide further analysis and data
to support the points made in the report. They also, as
appropriate, discuss alternatives that the task force rejected
and provide detail useful in implementing the recommendations
that have been made.

There are =2ight annexes:

Annex 1 Comparative Advantages: Role of the CP

Annex 2 Bank/CP Operating Procedures and Approach

Annex 3  IC/FAO Relationships

Ammex 4 IC Location, Structure and Management

Annex 5 Bank/CP Coordination, Planning, Budgeting
and Control

Annex 6 Direct FAO/WB Relationships

Annex 7 UNDP, WFP and TF Aspects

Annex 8 Budgeting and Staffing Implications

Following the annexes is a section entitled "Basic Reference
Data" (BRD) which contains facts about the IC, the FAO/Bank
relationship, the UNDP dimension and existing practices and
procedures. Those not having a detailed familiarity with the
subject may wish to peruse this section before reading the
annexes.
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COMPARATIVE ADVANTAGES: ROLE OF THE IC

In this annex, we review in turn (1) widely held viewpoints about
the strengths and weaknesses of the Bank, FAO and CP and the proper role
of the latter, (2) our conclusions about the three organizations' areas of
comparative advantage and CP's proper role, and (3) our resulting recom-
mended objectives for the CP. The attachment to this annex addresses CP's
role in complex rural development projects.

I. CONCENSUS DATA

A. Strength and Weaknesses
While no task force such as this can have the competence,
knowledge or time to reach its own definitive judgments
about the quality of substantive work being done, we
have been able to garner the opinions of large numbers
of people whose collective viewpoints are not likely to
be far from the truth.* We summarize the opinions below
in what might be called '"consensus portraits' of:
1.s cp
2. The Bank
i FAO
Although these consensus portraits are perhaps a bit sensitive,
any assessment which wholly ignored the quality dimension
would be irresponsible. Moreover, judgements about the
proper roles of CP, FAO and the Bank must, to be logical,
be based on conclusions about their comparative strengths
and weaknesses.
Lo v BB
(a) Overall. The CP is seen by itself, as well as
by FAO-proper and the Bank, as isolated within
FAO even though all three recognize the potential
value of greater interaction. FAO, though bothered
by CP's apparent air of superiority, sees the CP
as a potentially valuable source of action-oriented
ideas and staff. Bank managers see CP as the single
most valuable source of preparation assistance but,
lacking confidence in its responsiveness to the
pressures under which they operate, would prefer
to control its staff directly.
* We have not gone to the recipient countries to judge quality, because

the time was not available to canvass a sample adequately diverse to
assure representativeness. Nor have we sought to reach quality judgments
based on case studies, because this would have required a full knowledge
of the contexts and special factors involved - which would have (at

least in our time-frame) been impossible to obtain.
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(b) Professional Competence. There is wide Bank con-
sensus that in overall professional competence CP
staff members are comparable to Bank projects
staff. There is also wide FAO consensus about CP
staff members' high competence.

(c) Technical vs. Non-technical Competence. CP work
is thought by Bank people (and CP people as well)
to be particularly strong technically but less
strong with respect to financial, institutional
and managerial aspects (which tend to become
ripe for solution in the later stages of project
processing).

(d) Compared to Consultants. For preparation assistance
work, a large majority of Bank agriculture staff
consider CP better than consultants except where
detailed engineering is required. CP can be more
conceptual than consultants, requires (and usually
receives) less explicit instructions and is much
more aware of Bank needs and requirements. Also,
Bank staff believe that CP can usually produce what
is needed faster, more compactly, and at less
cost than consulting firms.

(e) Compared to Regional Missions. CP and the Bank's
regional missions in Africa are viewed by Bank
staff but not all CP staff as somewhat interchange-
able with respect to preparation work. They have
very similar capabilities and inherent sources of
difficulty. The latter include such things as
the somewhat ambiguous role between countries and
the Bank, problems of communication with Bank
headquarters and a diminished susceptibility ——
compared to Washington staff -- to control by Bank
projects Division Chiefs and Assistant Directors.

(f) Subsectors.* CP is widely viewed in the Bank as
especially strong in forestry and fisheries work
and weak in agro-industries. Also, its superior
linguistic versatility compared to that of any
single Bank Region is a recognized asset. As a
general matter, the East Asia Region 1s less
satisfied with CP than the other Regions. FAO
forestry people share the Bank's high regard for
CP's:forestry skills, but FAO fisheries people

* A summary of the comparative advantages and roles
of CP and the Bank in the preparation of Integrated
Rural Development Projects is presented in Attachmemt 1.
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doubt that the two CP fisheries staff members —-
though recognized as highly competent specialists —-
can alone provide the breadth of coverage that is
needed.

2. The Bank

(a)

(b)

(c)

(d)

3. FAO

(a)

Overall. The Bank is seen by its own staff as well

as by CP and FAO as powerful, usually effective,

inner-directed, super-busy and somewhat arrogant.
It is seen to need (and, at least in the opinion

of its own staff, is seen to value) strong linkages
to external sources of expertise, development
assistance thinking, and constructive criticism.

It 1s regarded as the preeminent development
financing institution.

Investment vs. Development. In FAO and CP eyes,

Bank staff are widely seen as too prone to equate
development and investment, to underestimate the
significance of activities (such as resource
evaluation, information exchange and technical
assistance) which may have little direct impact

on investment but great long-term importance for
development. Bank "lending program pressures"
(i.e. apparent greater concern with commitment
than disbursement) are seen sometimes to generate
unreasonable impatience with developing country
(and FAO) desires and constraints and are sometimes
thought to endanger the quality of projects.

Inconsistency. Since its reorganization, the

Bank has -- in CP eyes —— developed inconsistencies
of approach among its six Regions, and between
them and CPS.

Identification. CP and the Bank concur that Bank

"project identification'" -- meaning, usually,
project definition -- work is of highly variable
quality.

Overall. FAO-proper —- although viewed by most

Bank and CP staff as insufficiently action-oriented
for Bank and CP tastes, uneven in the quality of its
staff, politically sensitive, bureaucratic and not
strong administratively -- is widely seen by both
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CP and Bank staff as having a large number of
extremely able staff whose knowledge and
capabilities are relevant to Bank, IC and other
investment-oriented work.

(b) Depth of Expertise. The principal strength of FAOQ

is seen (in all quarters) to be its great depth
of authoritative expertise in the widely varied
subsectors of agriculture.

(c)

(d)

Subsector Compartmentalization. There is CP and
Bank consensus (and much agreement in FAQ) that --
at least from the point of view of investment
results —— FAO is in many activities weakened by
problems in bringing to bear a multi-disciplinary
approach (within agriculture). There is, however,
broad recognition in the CP and FAO of numerous
recent efforts to offset this perceived weakness.

Skepticism. Bank and CP staff (together with many
in EAO-proper) -— while acknowledging the utility
of an expanding intellectual infrastructure to
underpin development-related and other decisions --

are uncertain about the relative priority that
should be accorded to some of FAO's information
exchange and data collection activities.

Variant Concepts of CP's Role

Between Rome and Washington, somewhat different concepts of

CP's general role emerge, although the differences tend to
be differences of degree.

1.

CP Concept. CP tends to think of itself as ideally
being an impartial and disinterested adviser to
countries when compared to the Bank ——- which CP sees
as less disinterested because of its eagerness to
lend. A legitimate CP role is seen to be to help
the developing country, when necessary, "stand up
to" Bank-pressure and, in other cases, advise the
country to do things the Bank favors but the country
would rather avoid. CP people find Bank pressure

to have them prepare projects to pre-determined
specifications which they have not been instrumental
in developing contrary to this concept of their role.

Bank Concept. Bank people readily concede that the
country -— not the Bank -- is CP's proper ‘''client"
in preparation assistance work; that the CP should,
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under strong substantive leadership, exercise
independent judgment in providing advice and assist-
ance and not hesitate when necessary to disagree
with the Bank or a developing country. Five of the
six Regions believe CP does now strike a reasonably
good independent balance between responsiveness to
Bank and country desires. They believe CP should be
willing to recognize, when this is clearly explained
by the Bank, that because projects are sometimes
means to broader institutional changes rather than
simply ends in themselves, the technical dimensions
of project excellence may not always deserve pre-
emptive emphasis.

CP'S COMPARATIVE ADVANTAGES AND RECOMMENDED ROLE

Based on the strengths and weaknesses of the three organizationms,
we believe that with respect to the various categories of FAO and
Bank activity, the CP has the following comparative advantages
and disadvantages. These judgements underlie our conclusions
about CP's proper role.

A. Bank Work

1. Country Economic/Sector Work. CP has no comparative
institutional advantage in Bank country economic/sector
surveys except where a subsector is concerned in
which they have the advantage of special expertise.

To the extent that a given piece of sector work is
intended to promote Bank/country dialogue, CP is, of
course, at a disadvantage.

2 "Identification"

(a) Project Recognition. CP has no comparative
advantage or disadvantage vis-a-vis the Bank in
the recognition of potentially viable project
ideas. Its extensive country exposure and pre-
investment experience do, however, in most cases
give it an advantage over the rest of FAO.

(b) Project Selection. Project selection, in its
narrowest sense, is a non-delegable Bank functionm.

(c) Project Definition. CP is given an advantage in
project definition work by its great depth of ex-
perience in preparation assistance. Beyond that,
many of the advantages it has in preparation
assistance also pertain to project definitionm.
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Y Preparation Assistance. Project preparation assistance
is the forte of the CP. Its superior knowledge of Bank
requirements gives it a major advantage over consultants
in most cases. It generally also has an advantage over
the Bank in preparation work because of its:

- Separateness from the Bank, which makes it more
possible for the Bank on appraisal to question or
countermand the preparation work without appearing
embarrassingly redundant or self-contradictory

- Depth of technical expertise, compared to any one
Bank division

- Comparatively ready access to the technical resources
and expertise of FAO

- Freedom from the competing pressures of appraisal and
supervision work

- Capacity, up to a point, to withstand Bank pressures
to hurry up the process where these might be
counterproductive

- Capacity to assist countries in reaching decisions
about how to deal with the Bank

- Extensive and multi-regional preparation assistance
experience

- Lower cost (to the Bank) per man-year -- by more than
35%.

These advantages, in our opinion, outweigh the disadvantages of:

= Structural and geographic inaccessibility, compared
to Bank staff

- Occasional weakness in institutional aspects and
problems due to inadequate CP "feel" for Banmk
policy and strategy

- Greater Bank difficulty in influencing projects at
a stage when the options are most fluid

- Inability, when CP is used, to merge preparation
and appraisal work without changing the staff
involved

- Increased delays after preparation.
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4., Appraisal and Supervision. Appraisal and supervision are
essentially non-delegable Bank functions. CP cannot
perform them for the Bank. Individual CP staff members,
however, certainly can -- from time to time -- participate
in and contribute fully to such work and benefit from the
consequent exposure to Bank methodology and thinking.

S+ Other. It should be mentioned that some Bank Regions feel
that CP's collective linguistic virtuosity gives it a
capability they can well take advantage of (e.g. Spanish
in WAF, French and Italian in EAF, Portuguese, etc.).
Also, the CP, with its proximity to FAO, has a comparative
advantage over the Bank in the latter's very lightly
staffed fisheries and forestry sectors.

FAO-Related Activities

1. UNDP Work. Compared to FAO and UNDP, the IC is uniquely
equipped to serve as a nucleus for the infusion, where
desired, of greater investment expertise into FAO-executed
UNDP funded projects. This comparative advantage stems
from its intense investment orientation and expertise,
constant close contact with financial institutionms,
extensive country exposure and its capacity -- because
of its size -- to bring to bear a meaningful level of
subsector specialization within the framework of an
integrated multi-subsector approach (see Annex 7 for
further discussion).

2 Agsistance to Other FAO-related work. The considerations
listed immediately above also pertain to IC's advantage
to the FAO regular programme, trust fund and WFP projects
as a compact source of investment-oriented expertise.

FAO/Bank Policy Coordination

CP is in a unique position to see both the Bank and the FAO
side of policy questions. It is, however —-- and should be --
predominantly operational in its orientation. While it may

be best situated to coordinate all FAO's relations with

CGFPI and some areas of Bank/FAO interaction, there are

many areas of Bank/FAO interaction where it has no comparative
advantage (e.g. commodities work, food balance analyses,
research, etc.). (see Annex 6 for further discussiom).
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III. OBJECTIVES

Consistent with the foregoing assessment of comparative advantages,
we believe that the CP has three key objectives -- to help:

1. Countries create projects suitable for World Bank
financing;

2, The Bank and FAO interact and coordinate in ways that
enable each to benefit from the other's strengths in
pursuing the shared priority objective of accelerating
agricultural development in developing countries;

3. FAO realize the full investment potential of its
activities.

In general, it is performing the first objective effectively,
although significant process improvements (which we discuss
in subsequent annexes) are possible. There is room for
substantial improvement, however, in its performance of the
last two objectives.



ANNEX 1
Attachment 1
Page 1

MULTI-SECTOR RURAL DEVELOPMENT PROJECTS

While we did not focus our detailed attentions on multi-sector
or integrated rural development projects, we were requested to review the
subject in the context of our examination of CP's role. Our findings and

conclusions follow.

A. Profile

j

Innovative Nature. Preparation assistance for
multi-sector or integrated rural development ("IRD")
projects is a relatively new, somewhat experimental
but rapidly expanding activity both for the Bank
and CP. Methodologies are extremely fluid and

each of these projects tends to be unique.

"Softness". IRD projects are characteristically
"soft" and politically highly sensitive. Because

of the special importance and complexity of their
institutional dimensions and the country-specificity
of their political aspects, criteria concerning the
design of these projects tend to be particularly
loose and open-ended. The judgments to be made,
therefore, are even more subjective than in other
sub-sectors and, as a consequence, the difficulty

of anticipating Bank preferences is greatly magnified.

Fluidity. IRD projects are also unusual in the
extent to which precise definition at preparation

or appraisal is less likely to preordain the pattern
of implementation and is of less significance than
effective management during implementation —- given
the possibilities for natiomal policy (and power
relationship) shifts during implementation and the
-desirability of responsiveness to evolving local
wishes.

Multi-sectorality. While usually having a major
agricultural development component, many IRD
projects are multi-sectoral.

B Assessment

1.

Bank Involvement. Deep and direct Bank involvement
in preparation assistance for IRD projects has been
justified on the ground that this is a pioneering
field where preparation experience can accelerate
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the evolution of effective appraisal criteria. A
second reason has been the Bank's feeling that it

can be more effective during preparation than during
appraisal or implementation in nurturing the requisite
political willpower and commitments. A third reason
is the Bank's comparative advantage in coping with

the inter-sectoral aspects (e.g. Mexico, '"'Presidencia"
project; Algeria, Rural Development Program).

CP Involvement. The CP tends -- because of its
staffing, general orientation and affinity with
country agriculture ministries -- to see rural
development from an agricultural starting point and
is well equipped to assist in the preparation of

IRD projects with a major agricultural component
(e.g. Yemen, Southern Uplands; Y.A.R. Wadi Hadramaut;
Philippines, Mindoro; Mexico, Papaloapan, etc.). It
is capable also of addressing non-agricultural
aspects with the help of consultants.

Importance of Project Definition. Whether preparation
assistance is offered by the Bank or CP, the project
definition phase of multi-sector IRD is particularly
important, partly because of its extreme difficulty.

Bus-stopping. Because of the critical importance of
country commitment and follow-through in multi-sector
IRD projects a bus-stopping approach to preparation
assistance is clearly essential.

Recommendations

I

Comparative Advantage. Both the Bank and CP have
experience in preparation assistance work on IRD
projects but the Bank has a comparative advantage
with respect to those which have major inter-
sectoral or national policy implications.

Process. Full and early involvement is especially
necessary in IRD projects. Moreover, where CP is
involved the Bank/CP dialogue after (or during)
project definition is particularly important. It
should -usually occur face-to-face, and perhaps

begin in the field at the end of the project
definition mission(s). For multi-sectoral national
policy-laden IRD projects, inescapable prerequisites
to successful preparation are:
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(a) Unusually detailed project definitionm,
(b) Local preparation teams, and
(c) A bus-stopping approach.

Task Force on Training. There is little doubt that
the managerial challenge of multi-sector IRD projects
is awesome -- given their emphasis on integrationm,
multi-sectorality, decentralization and local
participation and given the number of ministries

and levels of Govermment likely to be involved. Yet
good middle managers in developing countries are in
critically short supply. The Bank with FAO assist-
ance should, we believe, begin to focus frontally on
this problem rather than purely on a project-by-
project basis. Probably, a task force should be
established to examine whether an institution -—-
perhaps, for example, an EDI satellite —- is needed
to exert a leadership role in developing methodologies
for such training, training trainers and better
defining what skills need to be imparted. (Probably
the task force, in addition to FAO, EDI and Bank
CPS/ARD representation, would benefit alsoc from
inclusion of two or three developing country
officials with relevant and successful experience

in multi-sector IRD).
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BANK/CP 'OPFRATING PROCEDURES AND APPROACH

: o ASSESSMENT

In the following, we address in turn Bank/CP operating procedures affecting:

A. Country economic/sector work
B. Project identification

C. Preparation assistance

D. Appraisal and supervision

Country Economic/Seotor Work

The present occasional and ad hoc participation of CP in Bank-led
country economic/sector missions is satisfactory, as is the use of CP to
perform selected sub-sector analyses (whetherregional or limited to one
country). Because the Bank's broad agriculture-wide country sector
surveys usually have objectives beyond mere sector analysis - - i.e.

of promoting Bank/oauntry dialogue, providing an occasion for developing
or reviewing the Bank's assistance strategy and selecting projects that
will further it — - these are not normally amenable to full performance
by CP.

Project "Identification®

1« Project Recognition and Selection. The present ad hoc partici-
pation of CP in Bank-led reconnaissance missions and occasional
leadership of its own such missions on a sub-sector level is
satisfactory. The CP gtaff feeling that the Bank does not welcome
its project ideas may result from application by the Bank of
broader criteria of selection than intrinsic project excellence
(e.g. oriteria such as project utility as a vehicle Br institutional
reform, IDA fund availabilities and country debt service capacity,
the possible desire to focus effort on ome particular sub-sector,etc.)

2. Project Definition.

(a) Report Lenmgth. The CP "identifiocation" — — i.e. project
definitien - reports that are written are usually far
longer than necessary for the purpose to be served.
Sometimes such reports are several volumes long and
include some of the detailed preparation work that
project definition work is designed to render more
efficient, The possibility that the Bank or the country,
in reviewing a project definition report, may wish back-
up data does not justify (at that stage) preparing in
publishable form such a large amount of material.

(b) Accountability. Where CP has not done the project definition
work and is agked to do the detailed preparation, it is
difficult and probably unfair to hold them acecountable in
cases where they may come to believe that the concept
itself was faulty.
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Preparation Asggistance

In several respects, the approach to and procedures governing preparation
assistance are susceptible to improvement.

1. Approach to Preparation Assistance.

(a)

(v)

(e)

CP Preference. CP ie seeking increasgingly to emphasize the
bus-stop over the paratroop approach, to rely more heavily

on local project preparation teams to do the work, subject

to overall CP guidance. In our view, this preference is
entirely sound because of the increased country project
understanding and commitment likely to result and the training
by-product. Bus-stopping also may make it possible sometimes
to omit the formal CP preparation report (as in the Bangladesh
Barisal Project).

Productivity Impact. The fuller country participation that
usually results from (and permits) a bus-stopping approach
greatly increases CP productivity, at least in those instances.
With respect to CP-assisted projects whose preparation was
completed in CYs 1973 and 1974, the average number of missions
per project with "substantial country participation" was 2.2
(and 5 projects out of 31 had 4 or more missions); +the average
CP man-days devoted to such projects was 201. In the same
period, for projects with "minimal country participation" the
average number of missions was 1.8; none out of 29 had mere
than three migsions, but the average CP man-days applied was
316 - = 56% more than in the cases of substantizl country
participation. (See Table 1.)

Bank Constraint. While Bank managers almost uniformly favour
bus—-stopping in principle, weakmesses in their present advance
planning of pre-appraisal activiiy, combined with the
significantly longer lead iimes that bus-stopping requires,
constitute a barrier to bus-stopping and sometimes leave no
alternative to the paratropp approach.

2. The Bank Role. Related to many Bank agriculture divigions' weak—

nesses in planning in advance for project generation activities
(see Annex 5) is their frequent failure to designate specific
individuals to be accountable for the pre—appraisal stage of each
project. The result is often a lack of continuity in the Bank's
monitoring of pre-appraisal activities.

(a)

Pre-Misgion Stage.

(1) The terms of reference of CP preparation missions ftend
to be rather open—ended, stereotyped, and are reviewed
only lightly by the Bank in most cases. Especially where
there has been prior CP project definition work, this is
not a root cause of major problems; considerable flexi-
bility at this stage is desirable and a strength of CP
- = and Bank reason for using it - - is its capacity to
know or anticipate what the Bank will want.
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Where CP preparation missions (or their leader) come first to
Washington Tor briefing, the Banlt often is poorly prepared and the
briefing not very useful,

Pogt-migsion, Bank comments on CP Back=to-0ffice Reports are often

inadequate and delayed even where issues have been highlighted for
attention,

Report Clearance., There is nearly universal agreement in the Bank and CP

that the Bank's comments on the yellow cover preparation report are
almost always deficient., There are several reasons:

(1)

(ii)

(iii)

(iv)

(v)

Arpraisal and supervision work have higher Bank priority than
preparation, as a result of which the task of reviewing the often
multi-volumne draft preparation report is frequently performed
hurriedly or assigned to a junior staff member;

Because of the above, Bank managers tend to have a fairly low level
of confidenee in the draft{ comments and "water them down' bhefore
transmitting them to Rome; poor communication and friction can result;

There are few if any criteria for the yellow-cover review, At
one cxreme it could constitute 2 desk appraisal; at the other
it couldsimply be an effort to assure that no fundamental flaws
are evident;

The whole review has a premature air - - especially where the country
has been involved deeply in the preparation work — — as the
imminent appraisal task will constitute the "ultimate® review;

The very process of Bank review prior to country receipt of the
revort seems ineonsistent with the premise that CP preparation
assistance is a service rendered primarily for the benefit of
the developing country and only secondarily for the Bank.

Post—1leport

(1)

Without lmowing how common it is, we have heard of inastances where
appraisal mission members (and leaders) arrive in the country
without a good lmowledge of the contentes of the preparation report.
Obviously, this is undesirable and likely to be discouraging both
to CP and the country;
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(ii) Although it often does happen and is useful if preplanned, Bank
missions en route via Burope to appraise a CP-prepared project
do not routinely - — where there is to be no CP "bridging" role in
the field — — stop in Rome for briefing by the CPj;

(iii) The failure of the Bank routinely to transmit issues papers and
decision memorands to GP concerning projects CP has helped prepare
makes it harder for JP staff to evaluate their own performance and
sharpen their understanding of Bank thinking and preferences.

3. The CP Role. Preparation assistance procedures within the CP
are reasonably effective.

(a) Pre-miseion Stage. It is probably a weakness that Washington
consultations en route to LAC projects are only sometimes
held. Also, more frequent consultations in advance of work
in other Regions might — - despite the extra travel outlay — -
yield high returns in the productivity of subsequent
prearation work.

(b) Post-mission. Despite CP management exhortation, Back-to-
Office reports still tend to be insufficiently issues—
oriented. Debriefing meetings are held ocoasionally but
not routinely.

(¢) Report Clearance. CP's process for reviewing its yellow-
cover reports is considered genmerally satisfactory by
CP's staff as well as its managers. It has been acknow-
ledged, however, that the review -- given the pressures
to deliver — comes too late for fundamental changes to
result except in the most serious cases and that there is

considerable variability in the standard of completed CP
reports.

(d) Post-Report. The very useful "bridging" function is often not
performed.

Appraisgal and Supervision

We do not see any problem with the present ad hoc procedures for
arranging CP participation in Bank-led appraisal and supervision
work, but believe that targets should be set for the level and
digtribution of such activity, given its training value.
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RECOMMENDATIONS

With respect to Bank/CP operating procedures and approach, we have
two broad recommendations under which specific measures are

proposeds:

A, Increasingly use the preferred bus-stopping approach
in preparation assistance

B. Streamline the Bank/CP procedures for project preparation

Recommendations on a related planning system for project generation are
presented in Annex 5.

A, Increasingly Use the Preferred Bus-Stopping Approach in
Preparation Assistance

1. Advantages of Bus-S5iopping. The preferred "bus-—stopping"
approach in preparafion assistance - — though slower in
lapsed time = — should be used more frequently in lieu of the
"paratroop" approach by CP because it:

~ Tends to enhance country understanding of and commitment
to projects, both of which are normal requisites of rapid
appraisal and successful implementation

-~ More effectively trains country nationals in the work
of projeet preparation, a task of major long~term
importance

- Facilitates the telescoping of preparation and appraisal
work — — for example by making it possible in some cases
for the Bank to appraise on the basis of country-prepared
annexes plus a brief introductory section written by CP
in lieu of a full preparation report

- Increases the efficiency of CP's preparation assistance
work .

24 Implications for CP Management. Increased use of bus-stopping
will have several implications for ihe management of CP. Because
missions will be smaller, a higher proportion of mission leaders
will be needed. Because of the greater reliance on local pre-
paration teams, preparation reports written in Rome will become
less numerous, less directly indicative of the quality of work done
by the CP team and less suitable as a vehicle for quality control
by CP Managers. As a result:

(a) Professional Development. CP management's role in
professional development - — baefore the fact quality
enhancement rather than post facto quality control = —
will become more important. (Annex 4 contains
recommendations on this subject.)
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(b) Guidelines. CP's development and refinement of manuals,
guidelines, standards, formats and other instructional
material will become more important,

(¢) Multi-mission Travel. To minimize any increase in
staff travel time, a premium will be placed on
management's ability to combine in one trip visits to
several local preparation efforts and possibly the
work of more than one client bank. (This will make
Bank intervention in CP mission scheduling more harmful
tham it is today).

(d) "Down-time". Because CP staff now spend as much time away
from home as is appropriate (roughly 100 days/year) and
because the Rome report writing task will decline as a
proportion of total effort, it will be necessary to find
alternative uses for CP staff time in Rome and to involve
more FAO staff (under CP mission leaders) in preparation
assistance work. (This will be aided by our recommendations
for facilitating increased interaction between CP and the
rest of FAO. See Annex 3).

(e) Direct Training. While we have not had time to explore
its practical implications, it is poseible that the change
in emphasis would make time available for — - and
logically be accompanied by = — CP activities aimed
dirsctly at enhancing the project preparation capacities
of developing country nationals. These could include — —
on & secondary and time-available basis — — such activities
as development of training materials, participation in
FAO training and EDI activities and perhaps even the
conduct of occasional seminars or inclusion of developing
country "apprentices'" on preparation missions.

Streamline the Bank/CP Procedures for Project Preparaﬁion

Briefly our recommendations are to:

1.  Meke CP project definition work a normal prerequisite
of CP preparation assistance work and shorten project
definition reports

2e Increase Bank/CP person-to-person interchange during
project generation

3. Rely on an issues paper prepared in Rome -- for fuller and earlier
Bank/CP interchange before completing a full preparation report

4 Transmit CP preparation reports directly to countries,
without Bank review at the yellow cover stage

5 During appraisal, provide CP with the Bank's issues papers
and decision memoranda relevant to the projects they have
helped to prepare.
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These recommendations are framed in an assumed context of paratrooping = -
for simplicity and because, despite our recommendations, we recognize
that paratrooping is likely to continue to be common for some time.

1. Make CP Project Definition a Normal Prerequisite of CP
Preparation Assistance Work

(a) Normal Requirement. CP "identification" — — i.e., in this
context,project definition work = = is not always
explicitly done in advance of CP preparation work. It
should be, in almost all cases. When CP is asked to help
prepare a loosely and, in their opinion, poorly identified
project it is hard to hold CP accountable for the result.
Moreover, to the extent that major conceptual disagreements
are found to exist or changes of direction are required, the
preparation assistance effort is likely to be greatly reduced
in efficiency. 1In the future, in those special cases where pro-
ject definition has been completed without CP involvement, CP
should not undertake the preparation assistance unless it can
fully accept the project definition work that has been done,

(b) Project Definition Report. The project definition report
normally should not exceed 20 pages. That should suffice
for its purpose of raising major questions and alternatives
(with recommendations) in order to promote the reaching of
fundamental decisions before the detailed preparation work
begins. BSometimes after a project definition mission much
more material is available than needed for this purpose;
sometimes al3o detailed work is necessary to narrow or
illuminate options. When such additional material is
produced, it should be retained as working papers — - not
published, A list of such working papers could be attached
to the report. Publication of them at this stage is not
worth the exira work and expense required and may create a
bulk of material that discourages careful Bank and country review.*

(c) Transmittal. The project definition report would be sent to the
Bank for comment. Attached to it would be the CP's detailed
proposal for conducting the preparation assistance work required.
In cases where particularly difficult issues are discovered,
face-to-face or telephone discussions should then be held to

resolve them.

(d) Debriefing. As the options at the time of project definition
are particularly fluid, a service-wide debriefing session (to
which selected FAO non-CP staff would be invited as well as
specialists in the same subsector from other IC services) should
be held within three days of the mission's return from the field.

*  For reports other than Project Definition, no changes in format are
recommended. Bank opinions differ widely on the preparation report.
Some like as much detail as possible and a full background section;
others would prefer a briefer format. To an extent, CP may already
take into account divergent Bank Division Chiefs' preferences.
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24 Increase Bank/CP Person-to-Person Interchange. As we
have implied above, personal (and secondarily telephone)
contact can often pay major dividends in the increased
efficiency that comes from not retreading trod ground,
working at cross-purposes or exploring in depth futile
possibilities. It should be sanctioned more routinely
- = especially whenever it can be accomplished through
Washington or Rome stopovers and contemporanecus field
visits = = and also encouraged in other cases of fundamental
disagreement.

3. CP should Prepare a Preparation Issues Paper. Bank inputs
to CP preparation work should take pPlace before — — not

after - - the major effort of report writing:

(a) Issues Paper. Within 10 days of a CP mission's return
to Rome to write a preparation report, it should pre-
pare an 'issues paper" of less than 10 total pages
summarizing the project, identifying issues, major
alternatives and other aspects concerning which Bank
guidance could be useful and indicating CP's actual
or likely position on the issues. This paper should
replace the present Back-to-Office report (which, in
any event, CP management has been seeking to make
more issues oriented).¥

(b) Bank Comments. The issues paper should be telexed to
Washington. Bank comments should be provided, also by telex,
within 10 days.** We believe the Bank comments will be not
only of greater utility because of their earliness in
the cycle, but also of much higher quality because of
(i) the brevity and focus of the document on which
they are based (which will permit Bank managers to
become involved); (ii) the likelihood that they can
have an impact, and (iii) the existence of a pre-
designated responsible Bank staff member.

(¢) In-Service Debriefing. Based on the issues paper, the
CP service concerned should hold a service-wide de-
briefing session (chaired by the service chief) after
which the paper might be modified before transmittal
to the Bank. (Notice should be given of this meeting
so that interested FAO staff and specialists in the same
subsector from other IC services can attend.) Report writing
would begin immediately afterwards, focussing on areas
where Bank comment is not anticipated. For particularly
interesting cases, the debriefing session might -- for staff
development and esprit purposes -= be IC-wide.

* Except where there is a Project Definition Report or Preparation Issues
Paper, the Back-to-Office Report should be retained, as it is a vehicle
for informing the Bank of progress in project preparation and high-
lighting key issues on which Bank views are sought. Brevity, however, should
be emphasized. -

%% The Bank is in the process of leasing a line to Europe, which will sharply
reduce the cost of Telex,
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(d) Assimilation of Bank Comments. Once received in CP,
Bank comments would be carefully considered -~ in the
knowledge that they were likely to be reflected at
appraisal -- and then incorporated in the report or
rejected at CP's sole discretion. wWhere difficult issues
were raised, it might occasionally be desirable for the
Bank and CP to meet on the subject or further discuss it
by telephone. Where CP intended to reject the Bank's
viewpoint on a fundamental issue, it should notify the
Bank in adwvance.

4, Transmit Preparation Reports Directly to Countries. The Bank's
clearance of yellow cover CP preparatinm reports should cease
because it12

(a)

(b)

(c)

(d)

(e)

Is inconsistent with the preposition that CP preparation
agsistance is a service primarily to countries and only
secondarily to the Bank

Tends to further the failure of countries to distinguish
between CP and the Bank and therefore — — on appraisal - —
heightens the likelihood that the Bank will seem embarrassingly
redundant and self-contradictory if it re—examines preparation
conclusions and makes major changes

Is premature and perhaps even compromising, given the imminence
of appraisal

Is unrealistic as a "screening' precaution, to the extent of
country involvement in the preparation work

Given the size of the documents and the competing pressures of
appraisal and supervision, is unlikely to receive from the Bank
the quality of attention needed for a useful review -- and is
therefore inefficient.

CP is used by the Bank because it has competence at the management
and journeymesn levels to do acceptable work. The Bank review at
this stage is unnecessary as well as inappropriate.

Ha Bank Issues Papers and Decision Memoranda

For CP to obtain the feedback it needs to remain au courant with

Bank thinking and the implicit criticism it needs io be able to evaluate
ite own work, it should.routinely receive from the Bank issues

papers and decision memoranda concerning agricultural projects, whether
these have been prepared by CP or not, Within the CP, these should be
screened by the appropriate subsector Senior Advisor(s) for their overall
" relevance to CP preparation approaches.



CP PREPARATION PRODUCTIVITY }/

# DBETWEEN CY's 1973 AND 1974, AVERAGE CP INPUT PER PREPARATION COMPLETED DROPPED 3?_% caes

Country Participation: Minimal Substantial All Projects

‘ 1973 1974 Change 1973 1974 Change 1973 1974 Change
Completed projects 15 14 - 6,7% 16 ) b - 6.3% 31 29 - 6.5%
Average missions/project 1.7 1.9 +11.8 2.3 5.1 - 9.5 2.03 1.97 - 3.0
Average CP man-days/project 393 255 -35.1 260 152 -41.5 324 202 -37.5

# SUBSTANTIAL GOVERNMENT PARTICIPATION INCREASES CP MISSIONS REQUIRED PER PREPARATION BY 0.4 = 22% ...,

Missions per Country
Project Participation: Minimal Substantial All

Projects E Projects % Projects X%

1 10 34% 9 29% 19 32%

2 15 52 14 45 29 48

3 4 14 3 10 7 12

4 - - 4 13 4 5

5 or more - - A 3 ¥ 5

Total 29 100% 31 100% 60 100%

X% Average: 1.8 ' 2.2 2.0

* ,,. BUT DECREASES CP INPUT PER PROJECT BY 118 MAN=DAYS == 36% +u..
Man-Days per

Project

0- 99 5 17% 8 26% 13 22%
100 - 199 10 34 13 42 23 38
200 - 299 2 7 6 19 8 13 a?%
300 - 499 3 10 1 3 4 5 = g
500 - 699 6 21 1 3 7 12 »
700 or over & _10 B _1 N _8 Hiro
Total 29 100% 31 100% 60 100%

* WA Average: 326 208 265

1/ Projects on which preparation was completed in CY's 1973 and 1974 (based on
retrospective data provided by CP Service Chiefs).
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IC-FAO RELATIONSHIPS

Assessment

Although interaction between CP and FAO is more intensive and
fruitful than is recognized by the Bank or acknowledged by CP,
there is no question that the CP is still far from the wide or
sympathetic bridge between the Bank and FAO - imparting to
each the strengths of the other - that it could be. Part of
the problem is attitudinal, part historical and part of it

a function of Bank/CP relationships. 1In the following, we
discuss:

A. The past IC/FAO relationship
B. Barriers to closer relations
C. The changing climate

A. Past IC/FAO Relationship

The contacts that have occurred in the past (and are
outlined in Section VI and Tables 11 and 12 of the
"Basic Reference Data' section at the end of this report)
have been modest but significant, although somewhat
one-gided -~ i.e. mainly for IC's benefit.

1.  FAO Contribution. FAO, both in the field and Rome,
has often contributed expertise (through briefings,
consultations, and research work) to the solution of
IC problems and has provided a stimulating and
professionally developmental enviromnment for agri-
culturally-oriented staff. It has pioneered some
types of project subsequently of interest to the
Bank (Seeds, Disease-free Zones, Food Security and,
some would claim, Rural Development) and through
its UNDP-funded work (to a limited extent overseen
by CP in the case of Bank '"special interest"
projects) has sometimes laid the groundwork for
the preparation of Bank projects.

2. IC Contribution. IC, in turn, has had a gradual
impact on the attention paid by FAO to agricultural
investment, has helped attract funds into that sector
and — mainly through personal interactions but also
through occasional visits to UNDP projects and
participation in selected working groups -- has
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made some contribution to FAO's growing aware-
ness of investment needs and opportunities, as
well as its project preparation methodology. IC
has also been a valued (though difficult to access)
source for FAO of up-to-date country information.

Barriers to Closer Relations

Despite these examples of interaction, essentially the
"Rome connection", while useful to the IC and very
valuable on a personal basis to IC staff and some FAO
staff has — institutionally speaking —— been uneasy,
somewhat inhibited and almost never systematically
pursued. One reason is the Program's history —-
characterized by CP determination from the outset to
be "outside' FAO. Another reason is the Bank's tradi-
tional reluctance to see CP staff occupied at all on
FAO business. There are additional reasons.

i General Attitudes. In CP eyes, although FAO is
"a vast source of in-depth agricultural expertise
it is limited in its development (and especially
investment) impact by a fundamentally academic
orientation, a complex bureaucracy, and the
absence of an action-oriented focus. FAO, in
turn sees CP as '"the Bank", respects its com-
petence and action-orientation, but resents its
air of superiority and what it sees as a ''one
way street" of cooperation.

(a) The FAO Viewpoint. While often responsive
to CP requests for assistance and grateful for
the country exposure and action-orientation
that CP mission work can give to individual
staff members, FAO units tend to resent CP's:

- Failure to reciprocate, even for informal
assistance rendered. (They complain that
CP comes to them for briefing but never
returns after the mission to debrief;
that when they want to borrow CP staff,
Bank-related duties are always claimed
to make this impossible.)

. Secretiveness, particularly over releasing
documents

- Ignorance of the existence of much of
FAO's country knowledge and staff skill
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- Hiring away of many of FAO's best staff
- Isolated, superior air

- Use of FAO members as '"consultants',K not
partners, on missions

- Frequent failure to acknowledge FAO
contributions

- High grade levels

= Relative freedom from the stringent
budget restraints (especially on travel)
that affect the rest of FAO.

(b) The IC Viewpoint. The historically-based impulse
to refrain from involvement in FAO work has
reflected —— as well as a possessive attitude by
the Bank —— IC fears that:

- Participation in FAO affairs could become
a bottomless pit

- Intensified contact could reduce IC's
partial immunity from FAO's bureaucratic
problems characteristic of a large
specialized agency

= The need to assure continuity in IC
contributions to FAO efforts could add
an additional constraint to already severe
scheduling problems

- IC staff, when on loan, would be less
productive in promoting investment than
when in IC itself.

Formal Exchanges. The direct contact that comes
from staff loans or exchanges is one of the best
means of increasing cross-fertilization and
improving relationships, but the purchase by

CP of FAO staff time for CP missions (roughly

7 man-years/year) is likely to be increasingly
difficult to arrange in the future. There are
several reasons:
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(a) FAO Work Programmes. FAO divisions have their
own work programmes to complete and, in many
cases cannot use the CP-provided money
effectively for this purpose

(b) CP Barred. CP at present feels barred from
offering its own staff time to an FAO division
as a quid pro quo for a loan of that division's
staff

(¢) Credibility at Budget Time. If an FAQO division
can lend staff to CP and still implement its
work programme, there is an implication that it
was either under—-programmed or over-staffed

(d) Other Demands. Divisions are being called on
increasingly to meet demands for non-budgeted
staff assistance from other sources (IC, Country
Programming, Food Security, CGFPI, etc.) —--
often for shorter assignments than those
sought by CP

(e) Confiscation. This year, money paid by CP
for FAO staff borrowed was confiscated from
the lending departments by FAO's financial
department during a budget squeeze.

The Changing Climate

Under present ground-rules and the psychology that has
prevailed in the past, the level of FAO manpower released
for CP work would be unlikely to rise and could even
decline. This would be harmful to FAOQ, the Bank, the IC

and member countries. But there is evidence that the
underlying psychology is changing and there is little reason
to believe that the ground-rules cannot also be changed.

1:

FAO Climate. FAQ, in response to the greater sense

of urgency in the world about food problems (exemplified
by the World Food Conference and the subsequent establish-
ment of the World Food Council, CGFPI and the nascent
IFAD) seems to be searching for means of developing

a more action-oriented programme. This will, it re-
cognises, involve intensifying efforts to increase the
immediacy and breadth of impact of its Regular Programme
activities. It also frequently will involve the
conscious and deliberate infusion of a more substantial
investment orientation into some of its activities.
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. Bank Climate. The Bank, while immediately concerned
to assist with the generation of projects it can
finance, has also clearly and unequivocally declared
its wider interest in spurring the promotion of
agricultural and rural development in the developing
world.

3. Mutual Interest. It is therefore increasingly in the
interest of both institutions to make the Investment
Center a wider and more effective bridge between

them. Failure to succeed in this task could ultimately

weaken the impact of both institutions on the urgent
world problems they are seeking in common to address.

RECOMMENDATIONS

For the CP's long-term maximum utility to the Bank, FAO and
their member countries, it is imperative to vitalize the CP/FAO
"Rome connection'" beyond its present significant but modest
scale. The Bank should, through the CP, be able to draw
selectively on the full range of FAO's resources. FAO, with
the help of the IC, should be enabled to heighten its own
investment know-how and impact. We therefore recommend that:

A. The Bank actively encourage selective exchanges of CP
and FAO staff time

B. IC designate operational staff as '"Senior Specialists"
one of whose duties would be liaison with FAO's Divisions
who, in turn, would establish contact points for IC
matters

Ci IC take positive actions to improve its communications
with FAO

D. IC initiate establishment of additional investment-
targeted "Joint Groups' on the model of the IC/
Fisheries Group '

E. The name "FAO-WB Cooperative Program' be changed.

(It is possible also that consideration should be given to
elevating IC's status within FAO to reflect better the growing
importance and pervasiveness of its concerns and the scope

of its external relationships as well as to facilitate the
intensified internal interactions we foresee. In additionm,
such a change would alleviate present flatness in the I.C.
grade structure and allow service chiefs a higher rank than
their subordinates. We have not, however, explored this
question and have no recommendation other than that the
question be considered.)
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Encourage Staff Interchange

Staff interchange, both formal and informal, is the most
effective way of bringing FAO's technical expertise to
bear on the CP investment program, assisting FAO divisions
to realize the full investment potential of their own work,
and building stronger CP/FAO relationships. To the extent
that CP staff assigned to work with FAQ divisions will be
concerned principally with investment-related activities
and FAO staff assigned to CP will be exclusively involved
in Bank-related work, exchange arrangements will increase
the aggregate FAO time applied to promoting investment.

1s Informal Interchange. CP (with the Bank's full
support) should be more willing to reciprocate for
short-term informal services currently rendered by
technical divisions but seldom accounted for. (These
CP services should be distinguishable in the time
recording system and subject to a mutually agreed
ceiling.) Where FAO staff contributes informally or
formally to project preparation, CP should acknowledge
it in the report.

2. Formal Interchange. Within pre-agreed ceilings, CP
management should be free to offer staff for FAO
and IC Service assigmments in return for equivalent
amounts of staff time furnished to CP. As a pre-
requisite, the Bank should agree to contract for
man-years rather than people in the CP. The
accounting required for such an arrangement demands
an effective time recording system. This would
not be prohibitively difficult, as time accounting
is, after all, the basis of billing in many types
of legal, public accounting and consulting work
(See Annex 5).

3 Reimbursement Option. TFAO staff time assigned to CP
would be reimbursable either in money or equivalent
staff time, at the discretion of the directors concerned
who would meet annually to determine the likely magnitude
of the exchange. Divisions releasing staff for CP
work would have first claim on CP staff time, but
CP staff assignments would not necessarily be confined
to these divisions. CP staff time also could be
purchased rather than bartered for.
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CP Preference. Because exposure of FAO staff to CP
staff and CP's investment-related work can often
contribute a better informed investment orientation
and ultimately a sharper investment focus to many
FAO activities, CP should seek to use FAO staff
rather than consultants whenever feasible. (If

the time exchange programme were to involve 7 man
years per year, in average tranches of one month
per assignment for CP staff and 3 months for FAO
staff, 112 exchanges would be made per year with

a direct potential impact on nearly 10% of FAO HQ
staff per year and a probable indirect impact on many
more.)

Staffing Implication and Impact. CP should increase
its regular staff at the expense of its consultant
budget to accommodate the demand for its staff services
by FAO. Experience during the year following the
initiation of the scheme would indicate the likely
level of such demand. There would be no additional
cost to CP. To the extent CP time was purchased,

the consultant budget would be replenished; to the
extent it was traded, CP's available direct-hire

staff time would be replenished.

CP Benefit. In addition to benefits resulting from an
increased (or at least not decreased) FAO contribution
to CP work, the larger number of CP direct-hire staff
that the arrangement would permit might facilitate
further sub-sector depth. Also, to the extent that
the CP staff time used for exchanges would otherwise
be downtime (e.g. due to scheduling hiatuses or
practical limitations on staff travel time), such
exchange arrangements will permit its conversion to
productive operational time. This will increase CP's
efficiency.

Directive. It is possible that arrangements of this
type would be facilitated by an umbrella directive
from FAO management to the effect that investment

orientation is an implicit purpose of most FAO

work programmes and not exclusive to the IC.

Implementation Problems. The proposed staff time
exchange option will require close and careful CP
management to assure that it is pursued with
deliberation and subjected to reasonable safeguards
such as:
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(a) Upper Limit. Periodically, in consultation
with the Bank, an upper limit should be established
on the level of staff time to be exchanged (as
should an overall CP limit be agreed for the
informal -- i.e. non-traded, non-reimbursed --
overhead interaction activities). Basic charging
and accounting principles will need to be agreed
along lines outlined in Annex 5.

(b) CP Flexibility. To enable CP effectively to
contend with the scheduling aspects, more
freedom from explicit Bank intervention in
scheduling decisions will be required. After
reaching agreement with the Bank on its role
in the preparation of a project and on the
manpower required, CP should have wide discretion
on the timing and composition of individual
missions.

(¢) Responsibility. Use on loan of FAO staff will not
free CP management from any of its present
responsibilities to assure delivery of quality
work on time. It will need to be highly selective
in borrowing and lending staff to achieve maximum
benefits both for CP and the rest of FAO. CP
management should normally require that staff
loaned to FAO be assigned to investment related
work.

Establish Technical Liaison

IC should designate Senior Specialists (and alternates)
within each of its technical disciplines and make them
responsible for liaison with counterpart technical
divisions in FAO on technical (but not operational)
issues. FAO division directors should designate an
officer, preferably in their own office, as the contact
point (though not exclusive channel) for CP matters.

The Senior Specialists should be invited to attend
technical meetings arranged by their counterpart divisionm,
and the liaison staff from FAO should be invited to re-
levant IC meetings, including debriefings. Also on the
advice of lialson staff and by agreement between the
directors of IC and the FAO division concerned, IC should
be able to employ on short-term secondment proponents of
innovative proposals with investment potential to work on
guidelines, develop seminars, prepare papers, etc. (The
role of Senior Speclalists is discussed further in Annex 4.)
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Take Positive Action to Improve IC/FAO Communications

The vitalized IC/FAO "Rome connection' that we consider
necessary to full effectiveness requires, in addition to
the changes recommended above, steady inculcation (with
Bank support and due regard for the needs of the work
program) of an outward-looking IC attitude.

1. Routine Interactions. Routinely, selective cross-
attendance by liaison people and managers, for example
at staff meetings, should occur:; announcements of
debriefings should be made and legitimately
interested FAO staff encouraged to attend, and the
Senior Specialists should hold occasional seminars
not limited to IC staff.

2. Information Center. The Documents Unit -- which now
plays a passive reference-oriented role -~ should be
renamed the "Information Center" and given the
responsibility actively to take whatever initiatives
are needed to assure that IC and FAO people derive full
and timely benefit from IC, Bank and FAO documents.
Beyond the reference function, this will entail follow-
ing the mission schedules of IC people and systematically
providing to mission members at least two weeks in
advance of departure, such documents as the most recent
relevant Bank sector and appraisal reports, any FAO
studies or reports that could be pertinent, and relevant
IC material. Also, it could perform a brief search
of the FAO staff registers to determine (and provide)
the names of people at Keadquarters and in the field
who are likely to have relevant specific knowledge.

In addition, the Information Center should:

- Take the initiative actively to acquire the
material and knowledge necessary for the
above-described functions.

- Prepare and circulate to IC, FAO and Bank
agricultural staff a quarterly IC Newsletter.

- Circulate in FAO: IC mission schedules, lists of

newly acquired documents, debriefing agendas
and the like.*

* New ground-rules establishing confidentiality of
Bank and FAO documents, and the extent to which
they might be circulated within each agency
should be developed at the instigation of the

- Head of the proposed Information Center.
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- The Center would need professional direction
and probably should be placed under the Editor/
Information Officer (See Annex 4).

Establish Joint Groups/Task Forces

T« Purposes. IC should initiate the establishment of
additional "Joint Groups" on the model of the IC/
Fisheries Group, with the purposes of:

- Identifying sub-sector and project investment
needs and opportunities

- Keeping IC aware of new and relevant technology

- Briefing divisions on lending ecriteria and modus
operandi of financial institutions

- Adding investment orientation to divisional
work programmes.

2, For Each Joint Group, the involved division directors
should specify aims, identify priority topics, determine
composition, level of formality, reporting system and
life span. (In our opinion, the Groups should operate
under technical division leadership, have no more
than 5 members, and designate sub-groups for specific
tasks.) For topics for which large Interdivisional
Working Groups already exist in FAO but which require
particularly concentrated attention -- such as
Trypanosomiasis, River Blindness, Pesticides, Arid
Lands, Fertilisers, Adaptive Research, Food Security --
the "Joint Group" might be constituted as an Investment
Sub-Committee.

: {8 Costs of CP participation in such groups should --
within an agreed ceiling for '"Direct FAO Support" —-
be considered a legitimate charge to CP (See Annex 3)s
This will be justified by enhancement of CP's staff
expertise, an increased flow of investment projects,
informal quid pro quo and ultimately an enhanced FAQ
investment impact.

Change Titles

The name of the FAO/World Bank Cooperative Program
creates confusion. FAO and developing country people
regard it as ''the Bank'". Some even think it is
concerned with cooperatives. We believe it would be
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useful to rename it the "FAQO Investment Center". It
would contain four "Services" —- Service #1, Service #2

and Service #3 (which would handle WB project work) and

8ervice #4 (which would carry out work for other client
financiers).
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IC LOCATION, STRUCTURE AND MANAGEMENT

I. ASSESSMENT

A.

Location and Structure

The present location and structure of the Investment Center,
including the FAO/WB Cooperative Programme, are fundamentally
what they should be, although the growing complexities of

the management task suggest the need for greater management
capacity. We present iIn turn our assessment of:

1. The location issue
2, The present structure

{37 The Location Issue

(a) General Criteria. As a general matter, the
following criteria are relevant to the question of
location:

- Access to FAO thinking, skills, data resources
= Access to Bank thinking, skills, data resources

- Responsiveness to or independence from Bank,
FAO or country pressures; impact on reporting
relationships

- Country knowledge, accessibility and impact
- Value of IC's critical mass

- Potential for favourable IC impact on FAO
or the Bank

- Costs (travel, administration, personal
services, etc.).

(b) Rome Location. On balance, after examining the
likely alternatives in the light of these criteria,
we have concluded that Rome is the most suitable
location for the CP. This conclusion is based
on three principal considerations:
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(i) Access to FAO. CP now draws extensively and
beneficially on the resources of FAQ (see
Basic Reference Data Table 11) and will
do so to an even greater extent in the future
if our recommendations (in Annex 3) are
accepted.

(i1) Utility to FAO. CP has very great potential
utility within FAO -- utility which can be
enhanced we believe, by measures described
in Annex 3. This utility would be largely
lost were the CP not in Rome -- to the
detriment of the Bank's as well as FAO's
member countries and agricultural development
objectives.

(ii1) Bank Relations. We believe that the problems

of Bank/CP relationships that a Washington
location might alleviate can be greatly
reduced by the measures proposed in Annex 5
without incurring the costs of moving the CP.

Outposting. 1In considering whether to outpost
staff, the added complications of back-stopping
and supervision as well as the danger of losing
objectivity and impact within the country have
to be taken into account. Nevertheless, in the
context of a Rome-based CP, we can recognize

the merits of a very limited and selective
outpasting of CP staff directly to countries
(but -- to keep the reporting relatiomship
simple -~ not to FAO field posts). Where the
reporting relationships were to be directly to

a Bank field post (or Bank HQ), we believe

the realities of the situation should be recognized
by secondment of the CP staff member to the Bank
with the Bank paying 1007 of the costs.

Regional Banks. We have not examined the location
issue in the context of IDB, AsDB and AfDB staff
who are outposted from the IC. Our conclusions
with respect to the World Bank are not necessarily
relevant to the other institutions where the scale
is entirely different and many of the qualitative
aspects may be too.

Attachment. In Attachment 1, we summarize the
advantages and disadvantages of the various major
locational alternatives.
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The Present Structure

IC, despite its fundamentally sound structure, presently
suffers from six significant problems, solutions to which
might be facilitated by at least modest structural change.

(a) Weaknesses/Needs. Today's IC, we believe, needs:

(1)

(1i)

(1i1)

Stronger Top Management Capacity. The ratio

of 5 substantive supervisors -- Director,
Deputy, 2 Service Chiefs, Coordinator, -- to
roughly 80 professional staff is light,
especially at the top. (There is provision

for Deputy Service Chiefs, but the positions
have frequently been left vacant in order to
avoid diversion of two mission leaders - key

CP operating resources.) In the Bank's projects
departments of equivalent size it would not

be unusual to have 9 line supervisors, not
counting Deputy Division Chiefs (i.e. Director,
3 Assistant Directors, 5 Division Chiefs).

Of course, CP functions are more homogeneous
than those of a Bank Regional projects department
and for that reason CP is probably easier to
manage, but -— with the Director's growing
activities regarding FAO's relations with

CGFPI, the already apparent rapid growth
pattern of the IC Service and the accelerating
evolution of Bank and FAO policies regarding
agricultural investment -- the IC's overall
management task is becoming too heavy for 2 top
managers (with 2 advisers) and 3 middle managers
to handle.

Smaller CP Services. Despite the homogeneous
nature of CP work and the extent to which mission
leaders function as an intermediate layer of
management, the present 2 CP services are too large
for fully effective management and control by
single service chiefs. The problem is particular-
ly difficult in Service II which presently does
work in four Bank regions (EAF, WAF, S. Asia,

E. Asia and Pacific).

Better Interaction with FAO. The quality and
quantity of CP interactions with FAO have
improved in recent years but still have much
room for further improvement.
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More Flexibility in Coordination and the Use

of Staff. It has been difficult for the

IC as a whole to make the most appropriate

and efficient use of staff "locked'" into
specific services. In particular, this has
limited the IC Service's capacity to benefit
from or coordinate with the two CP services.
There have sometimes, for example, been overlaps
or embarrassing sltuations of non-coordination
within countries (e.g. parallel but separate
work for IDB and WB on what is essentially

the same project).

Better Administrative Support. Weaknesses
in the administrative area have exacerbated
managers' problems.

More Systematic Professional Development. This

problem is discussed in Section B.2,
below.

(b) Major Change Unnecessary. We do not conclude from

these weaknesses that major structural change is
required. Procedural and attitudinal changes
(which we discuss subsequently) can help offset
the weaknesses and some minor structural

ad justments can provide further relief. Moreover,
it is important to recognize that any other
fundamentally different structure would have
weaknesges too. For example:

(1)

(11)

Technically-Based Structure with Area Desks. A
technically-based structure with area desks
would simplify staff development and FAO
relations and might permit more subsector
specialization — but it would greatly com-
plicate the infusion of a multi-disciplinary
approach to the work, force scheduling
decisions to the top level (which already

is over-loaded), and (because of the Bank's
opposite structure and the desk officers’
individual lack of power to resolve conflicting
priorities) reduce responsiveness to the Bank.

Decentralized Structure —— Technical Core in
Rome; Remainder in Field. A decentralized
structure (with a supervisory and technical
core in Rome and remaining staff in the field)
would improve country knowledge, simplify
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bus-stopping and reduce travel costs -- but
it would compound alarmingly the already
significant management relationship problems
(given the potential roles of FAO headquarters,
Bank headquarters, IC headquarters, the

FAO country or regional office, UNDP and the
Bank resident mission, if any), significantly
reduce the CP's utility to FAO, risk a loss
of professional objectivity and access to
senior-level officials by field staff, and
increase costs.

(i11) "Integrated IC". An "integrated" IC (with
geographic services serving all client
financiers and charging them on a man-years-
of-effort basis) could:

- Permit some missions to serve the needs
of more than one donor, with resulting
effic;encies

= Increase the strength of IC country
contacts and IC's capacity to give
impartial investment advice

- Bring a familiarity with Bank standards
to the work of non-Bank financiers

- Give non-Bank financiers a wider spread
of IC skills on which to draw, and

e Reduce IC's present rather dominant
linkage to the Bank;

But it could also:

- Complicate the task of resolving conflict-
ing scheduling priorities without alienating
the financing agencies

- Reduce IC's capacity to adapt flexibly to
‘inevitable short-notice changes in
financier priorities

- Diminish the confidence of each lending
agency, particularly the smaller omes,
that it would receive the desired
attention and priority from IC -- perhaps
with a resulting reduction in IC usage
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- Reduce IC staff members' knowledge of
individual lender requirements and policies,
which could make subsequent appraisal
more difficult and possibly impair the
chances of rapid project financing

- Arouse Bank fears that a Gresham's
Law effect of projects being directed
to the least demanding donor could over
the long term reduce project quality,
and

- Require protracted negotiations, given
the sensitivities involved, the number of
organizations and the complexities of
~ systems that would have to be agreed for
' charging, reimbursement and the resolution
of conflicting priorities.

Because of this alternative's complexity, we
have listed in Attachment 2 further advantages
and disadvantages from the viewpoints of those
who would be affected. Even if the integration
alternative were to be preferred, the time
delay involved in negotiating it would require
that the structural problems identified in

this assessment be faced and resolved on an
interim basis.

Separate Services Parallel to Bank Regions.
Creation of five CP services corresponding

to the Bank's Regions (because of the low scale
of activity, one would have to serve both
Africa Regions) would enhance country knowledge,
diminish the span of control of service chiefs
and permit one-to-one Bank relationships at

the supervisory level. It might also increase
the collaboration between Bank and CP superiors
on questions of country sector policy in
agriculture. However, there would be numerous
serious disadvantages:

- "Stable" Status. The one-to-one relation-
ship in 4 of the 5 services would almost
surely result in the Bank Regions viewing
each CP service as a mere "stable" of
extra manpower —- one which they would
seek to manage in detail from Washington.
This would produce disadvantages in:
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Efficiency, given the problems of
"short-string' management at a
distance of 4,000 miles

The loss of benefits to member countries
from CP/FAO interaction —-- which requires
less direct Bank control

. The loss that would result from a gradual
exclusion of CP top management from the
supervision of operations

. The long-term loss that would result
from diluting the IC managers' leader-
ship role in attracting, holding,
motivating and professionally developing
the top quality staff that make CP
valuable.

Reduced Scheduling Flexibility. The benefits
in responsiveness of the one-to-one relation-
ship would be offset by the reduced schedul-
ing flexibility resulting from smaller

units and the heavy dependence of the CP
service chiefs on arrangements to borrow
staff from each other (as no one service
would be self-sufficient).

Reduced Quality. Each service could support
only a minimal degree of subsector special-
ization -- which is particularly important

in preparation work. Moreover, those in

a service who were specialized by sub-

sector would lack daily opportunities for
professional dialogue with service colleagues
having the same subsector specializatioen.

Diversion Danger. The service chiefs would
be less able to resist Bank managers'
tendencies to divert their resources into
high priority appraisal work, supervision
and inevitable trouble shooting —- which

is not the most efficient way to use CP
staff.

Narrowed Experience. CP people would lose
the benefits of constant multi-Regional
exposure (benefits already lost to Bank
divisions).
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- Dimished Separateness. The advantages
inherent in having preparation assistance
rendered by an entity other than the Bank
are reduced to the extent that CP's
institutional separateness is reduced.

- Increased Overhead. A greater proportion
of CP's most senior staff would be occupied
with overhead and non-operationmal functions.

Four CP Services. Based on present and projected

workload, the four services would have to serve:

South Asia

EMENA

LAC

East Asia, Eastern Africa and Western Africa

Three of the four services would have all the
advantages and disadvantages of a one-to-one
relationship (as discussed above). 1In addition,
the fourth service's travel patterns would be
anomalous. With four services, given present
staffing, there would be 18 instances of one or
less subsector specialist per service. (With
three services, there would be only 11 such
instances.)

The span-of-control problem for CP service chiefs
is not comparable to the problem for Bank
division chiefs because — while Bank division
chiefs are responsible for preoject

administation and sector work as well as

project definition, preparation and appraisal —-
the CP service chiefs are responsible only for
pre-appraisal work and supervise primarily the
mission leaders (who at any given time con-
stitute perhaps a third of their subordinates .
and who absorb some of the leadership and
development tasks with respect to more junior
staff).

The IC is no longer the small intimate group it used to be

in which primarily personal relationships could adequately
serve the purposes of leadership, adminsitration and management.
Without in any way sacrificing the personal relationships that
still exist -- for even from a purely clinical management
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viewpoint they are of inestimable utility —- there is need

for an overlay of more formalized and systematized methods

of internal IC management and for an increase in IC's managerial
capacity. There are at least three areas where it is clear

that IC's present managerial capacities have been stretched
thin:

1. Work programming, scheduling and control
2, Professional Development
3 Administrative support

1. Work Programming, Scheduling and Control. As long as
CP programming and scheduling remain largely driven
by Bank needs and the Bank is uneven in the quality of
its own pre-appraisal pipeline planning and therefore
tends to manage CP schedules rather than results,
there will be limits to the improvements possible in
CP's own programming and scheduling. Nevertheless,
the absence of explicit and published CP project planning
tables is hard to justify. CP's own reliance on travel
schedules as the primary planning tool is, in fact,
an inducement to Bank reliance on such schedules as
a primary control tool. Similarly, from a budgetary
standpoint, CP's failure to submit reliable time
reporting data has left the Bank no alternmative but
to seek to control IC's delivery of the prescribed
number of designated ''bodies' (full time) rather
than of a specified quantity of man-years.

2s Professional Development. Long-term quality enhancement
through professional development is more effective, ef-
ficient and instructive than exclusive reliance on quality
control through report review. Moreover as bus-stopping
and the role of local preparation teams increases, the
possibilities for quality enhancement and staff training
through report review will decline. Therefore, a premium
will exist (even more than today) on measures —- such
as formal in-house training, professional cross-
fertilization, development of guidelines and standards,
feed-back, etc. —— that increase staff competence. The
present structure -- with little front office capacity
for policy development and with two (harassed) service
chiefs each supervising roughly 30 people while handling
Bank relationship problems and administrative matters —-
is not well suited to giving professional development
activities the attention they deserve. Yet an active
multi-faceted program for professional development can
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contribute importantly to the IC's esprit de corps and
consequent capacity to attract and retain superior

staff . It can also help maintain the atmosphere of
intellectual vitality that is essential to IC's continued
creative performance of project preappraisal tasks.

Administrative Support. Severe weakness in the admini-

strative support area place unnecessary burdens on IC
supervisors and impair the IC's efficiency. There are
at least 6 broad problem areas which we summarize
below. (They are addressed more fully in a Task Force
working paper made available separately to the

IC management.)

(a)

(b)

(c)

@)

(e)

(£)

Confidence. As it presently functions, the Program

Coordination and Administration Office is not --
as it should be -- used in every way possible to
remove administrative burdens from substantive
supervisors and staff.

Consultant Processing. Consultant processing is

a bottleneck area in the IC, and its procedures
are not geared to the tight deadlines that are
hard to avoid.

Work Distribution. The organization and distribution

of work within the administrative unit is inefficient —-
e.g. consultant work now involves 3 people in

different sub-units. Financial reporting to the

Bank and FAO —— while based on the same data -- is

done by separate people reporting to separate
supervisors.

Documents Unit. The Documents Unit has had a passive
posture unsuited to the needs of IC and FAOD (See
Annex 3).

Secretarial Support. IC management decided (March
3, 1975) to introduce automatic typing and modified
arrangements for secretarial support -- which we
consider sensible -- but this decision had not
begun to be implemented by mid-May.

Equipment. Electronic desk calculators are not as
widely available as could be justified and travel
calculators are in short supply.
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RECOMMENDATIONS

The significant coordination and relationship problems that

exist today, can, we believe, be largely resolved through the
procedural improvements proposed in Annex 2 and the integrated
planning and control systems proposed in Annex 5. For that
reason and for the reasons stated in the foregoing assessment,

we recommend no radical change in IC's location or fundamental
structure. We do, however, recommend some structural adjustments

to strengthen IC's management capacities and its internal techmical

leadership, professional development and administrative support.
Our principal recommendations are to:

A, Strengthen the IC Front Office

B. Create a third CP service

C. Assure continuing enhancement of IC staff capabilities

D. Appoint Operations Officers in each CP service

E. Strengthen the administrative support unit
Table 1 is an organization chart illustrating the structure as
it should look after these adjustments. Attachment 3 states
the duties of the key positions that would exist under the pro-
posed structure. We briefly discuss our proposed adjustments

below.

A. Strengthen IC Front Office

g Complexity of Management Tasks. In future years the
management task of IC is going to be rendered
significantly more complicated by:

- The sharp growth of World Bank lending

- The likely rapid growth of IC non-WB activities
due to increased demands from OPEC financing
sources, IDB and the Bankers' Programme

- The presently unknown impact of the International
Fund for Agricultural Development (which could
be of sufficient magnitude to warrant re-examin-
ation of our structural recommendations)

o Increased bus-stopping

- Time exchange
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- UNDP infusion

5 The more extroverted role towards FAQO

- The rapid evolution of Bank policies in
agriculture

- Work arising from CGFPI.

Overall Recommendation. To strengthen IC's top

management capacity to meet the challenge these
factors will pose, we recommend creation of an
additional deputy. The Director would continue to
be occupied heavily with externally-oriented functioms
including special priority assigmments for FAQ's
Director General (e.g. CGFPI Liaison). A Deputy
Director for CP Operations (DD/CPO) would oversee
Bank-related work; a Deputy Director for Policy,
Professional Development and Liaison (DD/PPL)

would perform internal "infrastructural" functions.
(IC's Director has proposed -- and we see no problem
with -- also appointing a Deputy for IC's non-Bank-
related activities because of the importance, variety
and volume of external relationships these are ex-
pected to entail in the coming year.)

Deputy Director, CPO. The Deputy Director for CP

Operations would direct the Bank-related work,
including particularly the development and negotiation
of CP's work program and budget, the review of quality
on a selective basis, and the coordination of inter-
service staff sharing and CP/FAO time exchange.

Deputy Director, PPL. The Deputy Director, PPL -—- a

"staff' executive -- would be responsible for planning,
coordinating and directing the non-operational activities
of the IC — e.g. development of guidelines and standards,
conduct of "off-line" professional development, and
coordination of IC's contributions to the policy
formulation of client organizations. He would chair

an internal "IC Policy Advisory Committee" and would
oversee the non-operational work of the Senior Specialists
(see paragraph C.2, below). He would supervise the
Senior Adviser, Senior Agricultural Adviser and the
Information Center. Also, he would assist in direct

(i.e. non~CP-related) Bank/FAO coordination by spend-

ing a significant portion of his time at the Bank
"absorbing" policy trends and spotting opportunities
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for useful Bank/FAO interaction and -- when in Rome —-
performing s similar and complementary liaison function
in FAO. Lastly, he would serve as (or oversee) the

IC representative on may of the FAO inter-divisional
working groups and oversee IC's "FAO support"
activities.

5 Interim Alternative. In the near term, the IC Director
expects to be able personally to assume the responsibilities
of the proposed Deputy Director for CP Operations and
personally to direct implementation of most of the
recommendations of this study. He intends, for this
purpose, to diminish his externally-oriented duties.

If the Director's personal external responsibilities

can be held to a minimum (perhaps less than 20%Z of his
time) and if the non-CP third Deputy post he has
proposed is created and filled, performance by the
Director of the functions we have envisaged for the
DD/CPO can be a viable alternative to our recommendation.

B. Create a Third CP Service

1. Trade-Offs. Creation of a third CP service will not
remedy all present problems and will, in fact, have some
cost in scheduling flexibility, subsector specialization
and an increased need for inter-service sharing, but we
believe it will provide the best balance between:

- Fully adequate supervision and the diversion of
CP's most experienced staff to overhead tasks

- Complexity of serving several Bank divisions
and independence from detailed intervention
by WB Regional managers

- Subsector specialization and the problems of
1argeness

- Country specialization and the need for variety
of professional exposure

- Effective quality control and maximum scheduling
flexibility (with minimum need for inter-service
borrowing) .

With three services, their size in the next several
years would probably range between 20 and 30 professionals.
This is a bit too large from the span-of-control and
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professional development viewpoint, but with four
smaller services the service chiefs would be less in
control than is desirable -- because they would have
to borrow staff more frequently from each other. As
a result, they would be less responsive.

Regional Allocation. The three services would serve
ags follows:

Service I = - Latin America, Caribbean;
West Africa
Service II - Europe, Middle East, North

Africa; East Africa
Service III - South Asia and East Asia

Based on past patterns of usage, this regional
allocation would result in the best balance of
workload (5 year average of mission days: Service
I, 267%; Service II, 34%; and Service IT1I, 39%).

To the extent it can be projected, the allocation

is likely to maintain a good balance in the foresee-
able future, as it combines South Asia (the fastest
growing source of CP work) with East Asia (the
slowest growing). The proposed regional allocation
would in addition:

- Permit the best intra-service travel efficiencies

- Permit Washington visits by staff of two of the
three services at minimal cost and travel time

- Enable Service I to capitalize on the facts that
many CP staff speak both Spanish and French
and that travel between Western Africa and Latin
America is comparatively convenient.

Rejected Alternative., We considered the alternative

of two Services each with two subordinate managers,

but rejected it because of (a) the need it would create
for six rather than three service managers, (b) the
additional layering it would involve in a context
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already suffering from a flat senior grade structure,*
and (c) the further loss of critical mass that would
result if each service's staff were divided betweéen
its two subordinate managers.

Assure the Continuing Enhancement of IC Staff Capabilities

Because the quality of preparation assistance has a key
impact on the efficiency of appraisal work and may also
improve the quality of project implementation, measures to
enhance the capabilities of CP staff will yield high returns
for the Bank, FAO and member countries. Such measures
should be vigorously and systematically pursued. We have
recommended increasing the number of CP service chiefs,
which will give them more time to discharge their pro-
fessional development responsibilities, and creating a
Deputy Director (PPL) to coordinate professional develop-
ment activities which are IC-wide. We also recommend that:

1 CP Set (and Then Meet) Goals for Staff Participation in
Bank-led Supervision and Appraisal Missions. Supervision
experience (preferably on a project one has helped pre-
pare) can heighten one's awareness of the problems
projects encounter during implementation and thereby
increase the operational realism brought to subsequent
preparation work. Participation in appraisal work
(preferably on a Project one was not involved in
preparing) can sharpen one's appreciation of the
Bank's approach, policies and requisites for
financing and thereby improve substantive com-
munication and make subsequent preparation work
more responsive to Bank needs. Therefore, we
recommend that specific targets be set to achieve
systematically such CP staff exposure and to assure
that the desired exposure does not —— through over-
use -- become a pretext for the Bank to direct cp
energies away from the priority CP preappraisal tasks.
We would suggest a target of perhaps one supervision
mission every second year and one appraisal mission

* The flatness of the grade structure also is perpetuated --
in the FAO context -- by CP's realization that if it fills
a vacant D-1 position with a person not eligible for the
D-1 rank it will forfeit the D-1 position and risk losing
the appointee when he eventually is qualified for the
rank. (We believe CP should be able to promote qualified
staff to non-supervisory positions up to the D-1 level on
the basis of professional growth rather than having to
"reclassify" the position first.)
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every third year. Staff with more than 6 years'
experience could be exempted from both types of
mission as they are not at that point in a position
to derive maximum benefit from the experience.

(It is significant that 87% of CP staff stated on

the questionnaire that it would be valuable for them
occasionally to participate in a Bank-led supervision
mission and 74% had that opinion with respect to
appraisal missions. See Basic Reference Data, Table
11.)

IC Designate Senior Specialists to Provide Technical

Leadership and Liaigon. In each major subsector,

the IC should designate "Senior Specialists'" to

play a lead role —- in their respective disciplines --
in professional development, liaison and policy
guidance. Senior Specialist tasks should, we
estimate, occupy about 257 of each designee's time.
This time cost should be more than compensated by
resulting improvements in their own and their
colleagues' productivity and work quality. The
Senior Specialists would continue to report to their
appropriate service chief, but would be under the
functional oversight of the Deputy Director, PPL,
when performing Senior Specialist duties. These
duties would be to:

(a) Develop (or coordinate development of) guidelines
and standard formats and analyses for work within
their respective disciplines

(b) Liaise with their counterpart FAO technical
divisions and CPS advisers

(c¢) Participate in the proposed new "IC Policy
Advisory Committee"

(d) Screen technical publications and Bank and
FAO documents to identify and circulate
material relevant to the work of colleagues

(e) Participate in selected inter-divisional
working groups

(f) Visit missions in the field occasionally
in an "elder statesman' capacity to advise
on difficult issues within their respective
disciplines
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(g) Participate in IC report reviews at the request
of service chiefs

(h) Chair occasional seminars and selected IC-wide
case study sessions

(1) Take the lead role in technical orientation
of new staff.

Assure Feedback. People develop best and most rapidly

in a context of candid and constructive criticism.
"Feedback" to IC staff about the perceived strengths
and weaknesses in their work is therefore essential.
It occurs now through daily supervision (including
that by mission leaders) and report reviews, but

it should be more systematized in at least two
respects.

(a) From the Bank. CP staff routinely should receive
for information Bank issues papers and decision
memoranda concerning projects they have helped
prepare. (Also, of course, as usually happens
now, they should routinely receive the appraisal
reports.) Beyond this, each CP service chief
should set aside time in his semi-annual visit
to Washington to receive explicit feedback from
Bank mission leaders and division chiefs about
the work done during the prior period. This
should include specific feedback where Bank
decision memoranda or appraisal reports have
gone in a direction contrary to CP recommendations.
The feedback should then be transmitted personally
by the service chief to those affected in the CP.

(b) Performance Evaluation System. The absence of a
formal employee performance evaluation system in
IC deprives staff of the opportunity all staff
need at least once a year for summarizing per-
formance strengths and weaknesses and professional
development needs. Such an employee performance/-
potential evaluation system should be designed and
introduced promptly. It need not be elaborate.

Other Measures

(a) Debriefings. Debriefings, as we have recommended
in our section on IC's operating processes (Amnex 2),
should be reinstituted on a routine basis. They
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have important development value for staff members
(particularly new ones) as well as benefit to the
mission members involved.

(b) Bank Documents. In addition to the documents already
mentioned, CP staff should have more ready access to
Central Projects Memoranda and the Bank's manuals
(copies should be in each service as well as the
Information Center). Working papers also should
more frequently be made available.

(c) FAO Technical Meetings. Participation in selected
FAO technical meetings for staff development
purposes should be encouraged.

(d) Orientation. More systematic arrangements should
be made for the briefing and orientationm of new
staff (perhaps initially by the Information Center)
including, as feasible, enrollment in the recently
created World Bank operations course.

(e) Staff Exchange. The Bank and IC should study
incentives to encourage exchanges of staff on
secondment .

(f) Secretarial Guide. A more comprehensive IC
Secretarial Guide should be developed. (This
is discussed in a task force working paper
furnished separately to IC management . )

Appoint Operations Officers in Each CP Service

After careful consideration of the CP service chiefs'
needs for deputies (the positions for which now exist

but remain vacant), we rejected the idea. The scheduling
task, however, is difficult and time consuming. The

two existing service chiefs estimate that it, combined
with administrative chores (personnel management, consultant
arrangements, etc.) consumes more than half their time,
with the balance left for providing guidance, leadership
and quality control. At least half of the non-substantive
burdens, they believe (and we agree), could be lifted by
a qualified Operations Officer. Further improvement will
result when the IC's administrative unit is made more
effective. It would be undesirable and unnecessary we
think, to divert a senior mission leader -- the critical
CP resource — to perform chores which can be performed

by a far more junior person and to retain thereby an
unnecessary layer in the line structure.
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E. Strengthen the Program Coordination and Administration
Office

We have numerous specific recommendations for administrative
support. They are detailed in a task force working paper
that is being separately furnished to IC management.
Essentially, we have recommended:

15 Supervision. The supervisor of the Program Coordination
and Administration Office should, in additiom to
running the office, be able to function effectively
as a member of the IC's management team. He should
gerve the director as a management adviser and should
also provide the services' Operations Officers with
functional leadership.

2. Work Supervision. Six people, some of whom will
have subordinates, should report to the supervisor:

- His secretary

- An outposted Persomnel Officer to be in charge
of all recruitment and staff servicing

- A Budget and Finance Officer —— to be in charge
of all budget, financing, accounting and reporting
functions and administrative matters for on-board
consultants

- A person in charge of "word processing' and report
production

= A person in charge of maps and charts
- A person in charge of files.
3. Secretarial/Clerical Support. The IC Director's March

1975 recommendations concerning secretarial/clerical
support should be implemented.

4. Further Study. Further study should be given, with
FAO assistance, to the advantages of more flexibility in
consultant recruitment policies and to possibilities
for improvement in reproduction services and space.
It is ultimately highly inefficient to have professional
staff share offices. Also, IC should establish a small
working group to examine (with Bank input) whether the
fullest desirable use is being made of existing computer
analytical packages; if not, it should review the budget
and IC staff training implications of changing the situatiom.
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ADVANTAGES AND DISADVANTAGES OF FIVE LOCATIONAL ALTERNATIVES
FOR THE COCPERATIVE PROGRAMME

ROME

Located in Rome, the CP can draw heavily on FAQ resources, and have
a major impact on FAO programmes and policies. This more than offsets
the problems created by distance from Bank thinking and management.,

Advantages Disadvantages
a) Access to techniocal and data a) Lack of access to Bank
resources of FAO thinking, methodology and data

b) Opportunity to contribute to in-
vestment orientation of FAO's UNDP
prejects and regular programme, and to
quality of projects prepared for other

finenciers

¢) Freedom to concentrate on project b) Reduced Bank certainty of
identification and preparation timely and efficient delivery

of agreed work :

d) Enhanced opportunity to act as ¢c) Risk of influencé by FAO
independert Bank critic and to political considerations and
recognise country viewpoints dispersion of effort inte

FAQ activities

e) Avoidance of internal Bank d) Inherent difficulty and cost

problems that could flow from of communication with Bank

having a '"preparation department"
under CPS aegis.

WASHINGTON

While location of the CP in Washington would satisfy Bank managers' desire
for more control, increase CP awareness of Bank policies and reduce com=—
munications preblems, it would nullify the considerable advantages of the
"Rome Connection",

Advantages Disadvantages
a) Increased awareness of Bank a) Loss of FAO technical and data
policies ; input

b) Loss of impact on FAQ activities

b) Basier, more effective and ¢) Higher travel costs ($5,000/
less costly CP/WB communications man year) and higher travel -
time

d) Danger of diversion to
appraisal and supervision
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¢) (For Bank) Increased opportunity e) Danger of becoming de facto Bank
for management intervention in CP, staff “pool", with consequent loss
and greater confidence in performance of second opinion in project cycle
f) Loss of "bridge" between FAO and

WB

g) Loss of many trained employees
unwilling to relocate

h) Loss to FAO of identifiocation
with inveestment related work

BANK REGIONAL OFFICES

Outposting of CP staff to Bank regional offices would lead to lower travel

costs and improved country associations but these advantages would be more

than off-set by loss of FAO input and identity and increased communications
problems,

Advantages Disadvantages
a) Reduced travel cost and time a) Increased communication difficulty
and cost
b) Higher staff costs
b) Better country knowledge c) Loss of FAO technical input and

impact on FAO

c) liore conducive to working with d) Loss of "critical mass"
local project preparation teams

e) Risk of becoming de facto Bank
field staff

FAO REGIONAL OFFICES

The problems associated with outposting of staff to FAQ regional offices are
similar tothose associated with locating them in Dank regional offices, but
would tend to be accentuated by the complexity of the reporting situwation,

Advantages Disadvantages
a) As 3a, b, ¢ (above) a) As 3a, b, d (above)
b) Close ties with FAQ field staff b) Isolation from both FAO and Bank

thinking and policies
¢) Difficult reporting situation
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CP, BANK OR FAO COUNTRY OFFICES

The advantages of close association with national preparation teams that can
ge gained by outposting may — in a few cases — more than compensate for high
cost and isolation problems associated with country posting.

Advantages Disadvantages
a) Greatest benefits from 4a, a) Most serious expression of dis-
b (above) advantages listed under 4a, b, ¢
‘ (above)
b) Loes of objectivity on country
issues

c) Reduced access to senior echelons
of Government

d) CP is not geared to manage out-—
posted staff
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INTEGRATION OF THE INVESTMENT CENTRE — - IMPLICATICONS FOR THCSE ARFECTED

Below, we define the concept of n"integration"” and list its major:

I.
1is
III.
Iv.
vl

Implications for IC
Implications for WB
Implications for other lenders
Implications for countries
Implications for FAO

An Operational Definition of "Integration'

A. Features

1.

Regionalized multi-disciplinary services, each serving (potentially)
all lender clients active in given regions;

24 Lender clieﬂts and FAQO finance IC on man-year rather than position
basis;

3. Tdentification at the request of a lender continues to be exclusively
for that lender;

4. Preparation always done for a predetermined lender at its request;

D Reconnaissance and identification at IC initiative need not have
fixed lender in mind;

6. ghare of IC time for activities other than lender-requested is limited
to residual over agreed lender time budgets: FAO would underwrite total
coste.

B. The Essence of the Change
e Lenders would buy man-years of effort rather than positions; and
2 The work of all lenders in a given region would be the responsibility

of a single operating unit.

I. Implications for IC

A. Advantages

l.

Increased efficiency of resource utilization (and hence increased
productivity).

(a) Migsion schedules and TORe combine complementary tasks for

: different lenders;

(o) Data collection, analysis and presentation serve more than
one user;

(c) 3alanced services facilitate manpower axchange;

(a) lequisite forward planning increases usefulness of downtime;

Duplication and in-country conflicis reduced since each Service Chief
is responsible for the timely execution of the work load of all lenders
in his region;
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3 More independent of any one lender with respect to scheduling
of given work load, in view of need to accommodaie require—
ments of other lenders;

4. Smaller regions and conseguent better country
knowledge;

Se Greater independence of scheduling facilitates "own initiative"
project generation;

6. More latitude — - given greater staff knowledge of various
lenders' requirements — — to match "owa initiative" and UNDP
projects with most suitable lender;

T Higher absorption capacity for new recruits.

Disadvantages

Ly Complexity of work programming;

s Administrative burden of accurate time recording system (but this
may be necessary anyway for internal management);

3. Dilution of specialized knowledge of lender requirements;

4. Loss of consistent identity with lenders, possibly reducing
access to officials and information in countries;

B Reduced capacity to place client financier interests above FAQ's

when they conflict,

II. Implications for WB

A.

AdVantages

Ao Increased efficiency results in reduced cost per project;

24 Independent critic r8le of IC greatly strengthened;

£ Farly notice of opportunities and needs for activities to com=—
plement those of other lenders;

4. Increased capacity to bring familiarity with Bank standards
to the work of other financiers.

Disadvantages

1. Reduced control over timing of WB workload in IC;

23 Increased lapse time for reports from multi-task missions;

3 Reduced flexibility in IC timing to accommodate short-notice

changes in WB priorities;
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4. Fear of reduced work quality as result of - -
(a) reduced awareness of WB requirements;

(b) high calibre CP men no longer full-time on WB projects;

5e Uncertainty of "getting its money's worth™ in view of other claims on
individuals,
Implications for Other Lenders
A, Advantaoges
1, Access to broader range of technical staflfj
2a Work of former CP staff would be to WB standards, with spin off to
other staff;
B. Digsadvantages
Lz Tear of competing for common manpower pool, especially in view of
relative size and seniority of WBj;
2e Loss of "special attention" management of present Coordinator;
3 reduced certainty of timely report delivery;
4. Same "money's worth" fears as WB, probably aggravated by size
differences.
Implications for Countries
A, Advantapes
1. IC more responsive to project ideas introduced during field work;
2. Increased certainty of IC objectivity in project formulation;
3. Better consecl by IC staff on funding prospects from range of
lendersy
4, Wider perspective of IC staff for project potential at recognition
stage;
De iteduced ageregate counterpart time required to deal with multipurpose
missions,
B. Disadvantafes
L Increased uncertainty of lender endorsement of IC position;

2. Increased risk of major changes at time ol appraisal.
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Implications for FAQ

4.

B.

Advantages

1. Reduced domination of its IC by WB;

2e Greater influence over staffing and work program, especially use of
down~-time;

3 - Increased certainty and forward planning of IC input into UNDP and
regular program;

e Flexibility to respond to requirements of '"new" lenders (e.g. IFAD);

Se Reduced isolation of IC, especially if time exchange with non—IG staff
introduced;

6e Standard financing formula could simplify budgeting for IC.

Digpadvantages

1. Possibly reduced effectiveness of IC as result of looser ties with
financiers;

2, Greater administrative burden of time-exchange system if it is 1o
include non-IC manpower;

3 Less direct working-level contact with WB through full-time "Bank" men
in IC;

4o Greater complexity of confldentlallty problems with IC documents could

reduce non-IC access,
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POSITION RESPONSIBILITIES UNDER THE RECOMMENDED STRUCTURE

Director

Plan, direct and control the activities of the IC; supervise the
Deputy Directors, UNDP Coordinators and the Chief of the Program
and Administration Office

Represent IC at the management and policy level with all external
agencies and with other parts of FAO

Interpret parent agencies' policies in the conduct of IC activities
Oversee time exchange between CP and the non-CP part of the IC
Through the UNDP Coordinator(s), oversee the timely infusions --

on a reimbursable basis by IC personnel -=- of investment expertise
into UNDP, WFP and Trust Fund activities

Coordinate FAQ's relations with the CGFPIL

Special assignments for the Assistant Director General, Development
Department, and the Director General of FAO '

Deputy Director, Operations

(a)

(b)

(e)

(d)
(e)
(£)

Oversee preparation and execution of the CP work program and budget;
supervise the CP service chiefs

Conduct liaison with the World Bank on operational matters, including
priority setting among Regions, program implementation and policy
application

Coordinate staff lending among CP services; with Bank managers, as
necessary, resolve conflicting priorities for the use of CP resources

Review project preparation issues papers
Review project reports on an exception basis

Oversee the scheduling and execution of CP/FAQ time exchanges

Deputy Director, Policy, Professional Development and Liaison

(a)

(b)

Plan, coordinate and direct the non-operatiomal activities of the
IC; supervise the Senior Adviser, Senior Agricultural Adviser, the
Information Center and the non-operational work of Senior Specialists

Initiate and oversee studies of IC policy and conduct broad evaluation
of IC activities; chair the IC Policy Advisory Committee
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Oversee the development of guidelines and standard formats to
facilitate preappraisal work and increase the utility of reports
to countries and financiers

Plan, coordinate and oversee professional development activities

Coordinate IC's contributions to the policy development of parent
agencies (including FAQ)

Liaise with other parts of FAQO and serve as or oversee the IC
representative on FAO interdivisional working groups

Oversee IC's direct FAO support activities

Conduct non-operational liaison between FAQ and the World Bank
keeping key staff in each organization as aware as possible of the
other's activities of potential interest or relevance (assisted in

Washington by the CP Coordinator and the FAO Regional Office)

Review identification reports, BTOs, Issues Papers, and, on an
exception basis, preparation reports

Serve as Acting Director in the absence of the Director

Senior Adviser

(a)

(b)
(c)

(d)

Assist in the discharge of IC's responsibilities with respect to the
CGFPI

Contribute to quality control on an exceptional review basis

Assist in the interpretation of parent agency policies of relevance
to the work of IC

Perform special assignments as requested

Senior Agricultural Adviser

(a)

(b)

(c)

(d)

Assist Deputy Director, PPL, in planning, coordinating, overseeing and

integrating as necessary the non-operational work of the Senior
Specialists

Serve as the Senior Specialist for integrated or multi-sector
rural development

Assist missions in the field on difficult or innovative agricultural
components of projects (field time should not exceed 25% in any

one year, and regular report-writing assignments should not be
undertaken)

Represent IC in multi-disciplinary technical groups (e.g. IDWG-
Rural Development, TAC) and other FAQ fora, as assigned
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Frequently serve as member of the Report Review Committee

Perform special assignments as requested

Senior Specialists (25% of time)

(e.g. in Agronomy, Irrigation, Livestock, Fisheries, Forestry, Educationm,
Economics, Credit)

(a)

(b)

(e)
(d)

(e)
(£)

(g)
(h)
(1)

Develop (or coordinate development of) guidelines and standard
formats and analyses for work within their respective disciplines

liaise with their counterpart FAO technical divisions and CPS
advisers and serve as member of Joint Groups

Participate in the IC Policy Advisory Committee

Screen technical publications and Bank and FAO documents to identify
and circulate material relevant to the work of colleagues

Participate in interdivisional working groups

Visit missions in the field occasionally in an "elder statesman'
capacity to advise on difficult issues within their respective
disciplines

Participate in IC report reviews at the request of service chiefs

Chair occasional seminars and selected IC-wide cause study sessions

Take the lead role in the technical orientation of new staff.

Chief, Program Coordination and Administration Office

(a)

(b)

(c)

(d)

Serve the Director as a management adviser; supervise the central
administrative units -- i.e. Personnel, Budget and Finance, Registry,
Report Production and Maps; provide functional leadership to the
services' operations officers

Monitor systems for providing administrative and secretarial/-
clerical services

Interpret and satisfy managers' overall information needs, including
the design and production of regular and ad hoc reports

For the Director, monitor the timely provision by services of complete
and accurate time reporting data

Service Chief (and head of non-WB investment assistance group)

(a)
(b)

Plan, direct and control the service's activities

Assure the quality of work performed
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Assure the training and development of subordinate staff; evaluate
their performance; provide and convey feedback

Plan and control work schedules (by project and by staff member);
recruit and assign staff

Select consultants (with mission leader)

Oversee service administration (with Operations Officer)
Conduct liaison with counterpart managers in the Bank (or other
financing agency) with regard to work to be done, schedules,

substantive issues, priorities, etc.

Supervise the conduct of necessary activities regarding special
interest UNDP projects within the service's purview

Operations Officer (one for each CP Service)

On the Service Chief's behalf (and subject to the functional oversight
of the Program Coordination and Administration Officer):

(a)

(b)

(c)
(d)
(e)
(£)

(8)

Assign support staff within the service in response to workload
demands

Coordinate and assist in the preparation, maintenance and distribu-
tion of project timetables and mission schedules

Assure the prompt accurate submission of time sheets
Supervise service filing and intra-service distribution systems
Assist with arrangements for debriefing and report review

Assist in expediting and coordinating report production and con-
sultant recruitment

Other tasks as assigned.



ANNEX 4
Attachment 4

AGRICULTURAL EDUCATION, TRAINING AND EXTENSION

We were requested to review the organizational and conceptual status
within CP of education activities. Our conclusions are summarized below.

A. Profile

1. Dimension of the Task. Agricultural education,
training and extension to remove the human resource
constraint on agricultural production has at least
three dimensions - =

- TFostering the recipients' desire to learn or change
- Imparting the necessary skills, and
- Increasing farmers' micro-economic awareness

2 Collaboration. Involved with agricultural education

are the Bank, FAO, UNESCO and ILO. Collaboration
arrangements include:

- FAO/WB Cooperative Programme (3 agricultural
education specialists) ‘

- UNESCO/WB Cooperative Programme (2 agricultural
education epecialists) and

-  FAO/UNESCO/ILO Joint Advisory Committee on
Agricultural Bducation, Science and Training
(no permanent staff)

3, COP Activities. The FAO/WB/CP participates in UNESCO
and WB missions on education projects with agricultural
components, identifies and helps prepare agricultural
education projects for the Bank and participates in
CP missions involving agricultural extension and training.

B. Assessment

1. Role Unclear. Because the role of educators in the
CP has not been clearly defined problems have arisen.
Some of the symptoms include a:

-~ Divergence of opinion about priorities among CP
educators

- Fealing.thét CP's educators have become isolated
from CP's agrioultural staff
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~ Tendency for UNESCO and education divisions of the
Bank to use cp as & "hiring hall" for individual
education specialists

= Lose of opportunities to use CP educators to the
maximum extent in addressing the human resource
dimensions of CP agricultural projects

= Tendency for agricultural education to have
difficulty competing with other subsectors for
management attention.

The problem has, we suspect, been compounded by vague lines
of responsibility for agricultural education in the Bank's
Regions and by lacunae in the FAO/UNESCO relationship,

Recommendations

Our recommendations follow:

n Integration Within CP. Education staff should be fully

integrated within the service structure of the IC and
one of the educators should be designated as a "Senior
Specialist",

2. Clarify Role. The role of CP's educators should be
clarified. We suggest that it be primarily to focus
on the immediate manpower and training needs of (p—
prepared agricultural and rural development projects.
While such needs should be addressed in the context
of national education policies, Cpts educators
should generally avoid being drawn into broad issues
of human resource development at the national level,
except in research and extension projects. If this
view is accepted it should be developed in a written
circular to Cp staff and then adhered to,

3. Non—CP Use. Use of CP educators directly in the
work of UNESCO and the education divisions of the WB
or in providing leadership in the formulation of
agricultural education projects should be subordinated
to the fulfillment of the primary role.

4. YVehicles. Vehicles such as working papers and
Seminars should be developed (and held) to close the
gap between educators and agriculturalists among CP
staff and help clarify the distinctions among education,
training, extension and man-power planning and their
implications in project work,

5. Internal Procedures. To ensure adequate attention
to the human resource elements of agricultural projects,
terms of reference for identification and preparation
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missions should include explicit reference to the

need to determine possible human resource constraints
and an educator should participate in all identifica-
tion mission debriefings and in preparation missions

for projects involving extensive or difficult training
and extension components. Also, educators should be
involved in the Review Committee for preparation reports

pertaining to projects with a significant manpower
dimension.
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BANK/CP COORDINATION, PLANNING, BUDGETING AND CONTROL

ASSESSMENT

Close coordination is an inherently complicated task —— rendered
particularly difficult between the Bank and CP by distance, organiza-
tional separateness, fluidity of methodologies involved and the Bank's
geographically-oriented structure. Considering these obstacles —-

and even given the large number of recommendations we have for improve-
ment -— we are impressed by the comparatively good relationships

" between the Bank and CP. Of course, the relationships are not perfect.

It is useful, therefore, -— for purposes of improved dialogue as well
as analysis -— to examine some of the common causes of frustrations
that arise and some of the attitudes held on each side about the
overall relationship. We examine in turn: -

A. Communication problems

B. Bank managers' desire for control

C. Danger of Bank's control impulse

D, The impact of planning, programming, budgeting and control
problems

A. Communication Problems

Where scale and distance permit, more frequent and informal
personal contact can be the easiest and best solution to communica-
tion problems, but more systematic solutions are also needed
between the Bank and CP.

1. Bank View. In the Bank view, although CP knows Bank needs
and thinking better than most consultants, it is thought not
to be fully au courant with or sympathetic to the Bank. Bank
managers usually concede that the Bank is not diligent enough
in communicating expectations (project-by-project and on a
policy level) or frank and conscientious enough in conveying
its reactions to CP work,

2. CP View. CP people concur with the Bank view. They desire
more substantive feedback, want more Bank documents and also —
as the largest single agriculture unit —— want to be heard
and consulted on project policy questions.

3. Specific Documents. CP managers would like routinely to
receive the P&B IVb lending operations tables and the agri-
culture project timetables as aids to scheduling. The
Service Chiefs apparently learned only recently that specific
amounts of CP manpower were budgeted to each Region; they
would like to know more (and so would many Bank managers) about
the process through which each Region's allocations are made
and priorities established. In our questionnaire to CP staff
(see Basic Reference Data, Table 11:6), the following docu-
ments were:
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Seldom or Never

Wanted By: Received By-
Supervision Reports 87% 78%
Issues Papers/Decision
Memoranda 87 78
Policy Papers/Guidelines 92 65
Central Projects Memos 87 89
Working Papers (CPS and DPS) 79 90

The CP Coordinator Position in the Bank's Central Projects

Staff. As a CP/Bank communications link and facilitator ——

principally through signalling of each side's likely view-

point to the other —- the present Washington CP "Coordinator"
position is (and is considered to be) most useful. Inherent
limits, however, are imposed on the position's

potentialities by the Bank's decentralized structure.
Moreover, the position has an administrative and operations-
oriented focus that has not encompassed broader Bank/FAO
relationships.

(See Annex 4 and Annex 6 in addition to Part II of this Annex for
recommendations affecting the communications problem.)

Bank Managers' Desire for Control

1.

Integration Backwards. Although more resources are widely
considered necessary for project preparation assistance and
can be used if placed in the CP, many Bank line managers
would prefer that any additional staff be added to the Bank
Regions rather than to CP. Most Bank line managers intellec-
tually recognize the existence of broader comsiderations such
as the advantage of a second professional opinion (although
they tend to be unaware of the cost implications and of the
extent to which CP draws support from FAO) but, if given the
choice, would also prefer to have CP's present staff assigned
to their own divisions rather thanm to CP., This attitude
reflects their desire to control the largest single feeder
of their project pipeline, to "integrate backwards," and to
eliminate uncertainties resulting from competition with other
Bank managers for the resource. It is the natural and
understandable reflex of a pressured line manager. Also, it
reflects the desire for greater flexibility that might come
with a larger staff.

Danger of Diversion. Despite the above desire, Bank line
managers are quite willing to admit the danger that the
pressures of supervision and appraisal work would be likely
to lead them to divert staff under their control away from
preparation work —— with deleterious results for the long
term. They also see the potential for internecine frictions
if the Bank were to create in CPS a separate department for
preparing agriculture projects.
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3. "Screen" Effect. Because of CP's remoteness and necessary
intermediate layer of management, Bank line managers feel
they must (in the words of one of them) manage the CP resources
through a "screen." Because detailed Bank-style timetables
are not available on CP preparation work, and because Bank
managers (lacking reliable time reporting system data on CP)
have no way of knowing whether they receive the level of
resources from the CP that has been allocated to them in
their budgets (and suspect -~ probably incorrectly — that
they do not), they hesitate to become reliant on the CP
resource; they tend to hold down their requests for CP service
at budget time. : :

Danger of Bank's Control Impulse

To the extent that the Bank seeks to use == and direct =— CP as a
supplementary source of Bank staff rather than as a sub-contractor

or partner accountable for results (i.e. projects ready for appraisal),
the leaders of CP will tend to lose the confidence of their staff

and will find it increasingly difficult over time to perform their
leadership role in attracting, holding, motivating and professionally
developing top quality people. This explains their reluctance to
respond favorably to requests on short notice for named staff to
participate in appraisal missions. It should be recognized, however,
that occasional participation in Bank-led appraisal, supervision

and sector missions and overall responsiveness to the Bank's needs
for flexible scheduling are not incompatible with the exercise by

CP managers of independent professional judgment or leadership.

Bank tendencies to use CP as a "stable" of extra manpower also
overlook the long—term benefits of an effective Rome connection

arid the inefficiencies of trying to manage staff from a distance

of 4,000 miles.

Impact of Planning, Programming, Budgeting and Control Problems

While some Bank Divisions have instituted systems for preappraisal
planning, most have not. Partly as a result, CP's advance

planning has also been extremely limited —— in most cases confined,
in fact, to the six-month travel schedule. Moreover, the time
reporting system necessary for controlling CP's preappraisal manpower
utilization against a plan and for improving planning and budget
estimates in the future is not functioning adequately. This
failure systematically to translate the lending programmes outlined
in Bank Country Program Papers into forward programmes for pre-
appraisal work —— coupled with related uncertainties as to the
levels of "net" CP time allocated to and received by Bank operating
units —— 1is a root cause of many Bank/CP relationship problems,

for 1tz

- Tends to force "short string" crisis management and increase
the tendency of scheduling imperatives to drive inter-
regional CP resource allocation decisions.
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-~ Impedes recognition of the long lead times generally
required for fully effective project preparation and
thereby causes opportunities to be lost for providing
early preparation assistance to local preparation teams
where this would be desirable.

— Forces decisions on the CP budget -- which may affect projects
scheduled for Board presentation as much as five years ahead —-

and decisions on the sub-allocation of CP resources among Regions

to be subjective and incremental rather than workload-based.

Below, we discuss the impact of these problems in more detail.

1.

Uneven Pipeline Planning. While some Bank managers are
diligent about preappraisal pipeline planning (e.g. EAF has
preappraisal timetables), many agriculture division chiefs
allow their proper concern for meeting the current FY's
lending targets to weaken planning for future years. Our
pipeline analysis, made on the basis of data supplied by
Bank Division Chiefs, showed, for example, that of the 95
projects programmed for FY77 as of March 31, 1975, 29 were
"unidentified" and preparation work had not begun on 32 that
were "identified."® This overall state of the pipeline
masks what appear to be more serious situations in EMENA and
South Asia which between them had 19 out of 34 projects un-
identified for FY77 and in those Regions the situation

also appeared serious for FY76. (See Table 1.) Of course,
we have not examined the programs in detail and it is
possible that factors of which we are not aware make the
situation less serious than it appears.

Tendency to Manage CP by Schedules Rather than Results.

Beyond its intrinsic undesirability from the Bank's viewpoint,
the apparently tight pipeline situation reinforces the

tendency of Bank Division Chiefs to seek to manage CP schedules
rather than CP results. By reducing the lead times that can
be permitted in preparation, it induces paratrocoping and
diminishes the possibilities for full country involvement in
the preparation work. It may also contribute to rather erratic
patterns of Bank response to CP preparation work. For example,
with respect to CP preparation reports completed in the four=-
year period from 1970-73:

*

If the unidentified projects are identified within four months of our

survey date; if 3 months later preparation begins and is entirely concluded ——
i.e. the blue cover report is forwarded to the Government — 5 months after

it began (this, of course, assumes paratrooping); if an appraisal mission
departs 4 months after that and 9 months then transpire until Board
presentation; the now unidentified projects will be approved in May of 1977.
(Data from one division was not included in the overall figures,)
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— 30% were followed by departure of the appraisal
mission within 2 months of completion;

- 36%, however, "sat" for 9 or more months before an
appraisal mission departed;

— the median interval was 4 months.

We are not sure of the explanation, but these data may suggest
an intense bunching of effort followed by significant loosening
of pressure after a year—end deadline is missed. (See Table 2.)

Penalties of the Short String. The syndrome of uneven pipeline

planning followed by very tight and short-notice preparation
scheduling (and what has occasionally been referred to as a
tendency to seek to manage CP from Washington through a
"shower of cables") has costs.

a)

b)

c)

d)

Preparation Quality. Most fundamentally, because of its
important purpose of building full country understanding and
commitment, preparation assistance is less likely to be
fully successful when it is rushed.

Preparation Efficiency. The increased paratrooping that
short-notice scheduling induces tends to consume more
CP-applied time than the bus-stopping that better planning
would facilitate (see Annex 2, Table 1).

Post-Preparation Efficiency. Corners that have to be
cut during short-notice preparation tend to increase the
difficulty, cost and time lapse of subsequent appraisal
work and may even impair implementation.

CP Efficiency. CP's efforts to respond to rapidly changing

signals (although, ironically CP is considered comparatively
inflexible by Bank managers) may conceivably increase

Bank efficiency, at least in the short term, but they
diminish CP efficiency by:

- Causing situations of insufficient mission
"gear-up" time and converse situations of wasted
gear-up effort;

- Accentuating workload peaks and dips;

- Complicating time management between missions;

- Inducing a greater use of consultants, sometimes
under crash recruitment conditions which may be

costly, particularly in terms of quality;

- Straining relations with confused government agencies.
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e) Credibility and Morale. The frequent rush requests and
changes of priority caused by "short string" management
tend to impair Bank credibility and lower morale in the
ranks of CP. The erratic intervals between preparation
and appraisal are sometimes construed as a somewhat
frenetic "hurry-up—and-wait" pattern. The impression
held by many in the ranks of CP that the Bank wishes from
it an almost Pavlovian responsiveness is —— although false
in our opinion —— demoralizing.

4, Costs of Weak Control Information. While accepted in principle
by CP management, the CP time recording system has not yet
been made to work in practice. As a result, its potential
long-term value as a source of information on manpower require-
ments (i.e. coefficients) for preappraisal tasks and as a
management tool for tracking inputs against plans has not been
realized. Bank Division Chiefs grow uneasy because they do
not know how much '"net" CP time has been devoted to work on
projects under their purview or how much usable CP staff time
they can expect for the remainder of the year., CP managers
do not know with precision how CP time is spent =-— how much
time, for example, is "down-time" (i.e. time lost to Bank
operations because of scheduling hiatuses or limitatioms on the
amount of travel a staff member can be expected to undertake),
how much time might be available at minimal cost for long-
term activities such as professional development. The Bank
as a whole is forced to look to CP for full-time people rather
than for managed man-years, which impedes CP/FAO interaction
and the benefits that could result from it.

RECOMMENDATIONS

Earlier and fuller delegation to a more systematically-managed CP is

needed to permit bus-stopping, CP accountability and long-term efficiency

as well as fully productive working relationships. Systematic Bank and

CP methods for planning, programming, budgeting and controlling preappraisal
activities are prerequisites to earlier and fuller delegation. They can
also help:

Ly Assure a future pipeline of projects ready for appraisal which
is neither -- after discounting for slippage and drop-outs --
larger than the Bank's appraisal capacity (and therefore
wasteful in terms of the preparation work done) nor smaller
than the Bank's financing capacity (and therefore a constraint
on project lending);

2, Give more lead time to preparation work so that it can be
done better and with a degree of local participation that
enhances country understanding and commitment and, as a
result, the efficiency of appraisal and quality of implementa-
tion as well as the country's capacity to prepare its own
projects in the future;
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B Contribute to realistic manpower planning and budgeting --
both by the Bank and CP -- to assure a sound balance of
resources available for preappraisal and other activities;

4. Facilitate Bank and CP scheduling by giving more advance
notice of preparation deadlines, thereby broadening the range
of scheduling alternatives and reducing the inefficient
tendency to manage CP on a ''short string";

5. Permit the CP-Bank contractual relationship to be expressed
in terms of operational targets and expended time rather
than simply numbers of full-time on-board staff; and

6. Improve the mutual confidence between Bank and CP managers -=
and the efficiency of their units == by surfacing problems
before they become crises.

To be systematic in their project generation planning, Bank managers need
to know not only what work has to be done and what portion of it they
would like to have done by CP, but also what CP is likely to be able to
do. The process is somewhat circular, or at least iterative. Bank
Regions have to know the scale of CP resources that will be delivered to
them each year -- i.e., net CP operating time. The overall size and
budget of CP, in turn, should reflect Bank preappraisal demands (to the
extent compatible with FAO objectives for investment-related work)
augmented as necessary by agreed time allocations for CP activities

such as management and administration, staff development and FAO support.
Performance against plans and budget then needs to be monitored to reveal
departures and improve the accuracy of future planning and cost estimation.

The overall system we propose has three broad interlocked components:
A, Preappraisal planning and programming
B. Budgeting
G Control

Below, we summarize our proposals with respect to each component.
Attachments 1, 2 and 3 provide detailed implementing instructions.

A. Preappraisal Planning and Programming

In order to ensure the timely and efficient preparation of projects
suitable for appraisal at scheduled dates, each Bank Region and CPS
needs to translate its broad lending program outlined in the CPPs

into a 3 to 4-year preappraisal work program.* We propose for that

* We suspect that there is no good reason to limit the preappraisal planning
and programming system we describe to the agriculture sector, but have not
in the course of this study addressed the problems of other sectors.
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purpose Introduction of standard periodically-updated
"Project Generation Plans" (PGPs). Tor projects

involving CP, the PGP data should be derived from CP/Bank-
agreed "Project Generation Timetables," which should be
updated quarterly.

In a few Bank Regions project genmeration planning systems

already exist, but to serve as the basis for Bank/CP

consultation and permit aggregation of workload commit-

ments into a draft CP work program (which would also include
‘non-appraisal assignments), they need to be consistent from Region
to Regiomn.

1 9 The Project Generation Plan. (Our proposed PGP format is
Table 3 and related procedures are presented in
Attachment 1). Each agriculture project division's
Project Generation Plan should summarize its plan for
accomplishing its share of the preappralsal work
required by the five-year operations program. For
each project, the PGP should indicate the entity
responsible for preparation, key dates in the project
cycle and the manpower requirements (both Bank and CP)
for preappraisal. Although this information should be
as complete as possible for all projects in the
divisional pipeline, it will necessarily be less
precise -- particularly on preappraisal manpower
requirements —-— for projects entering the pipeline in
outer years. The plan should be updated quarterly
and reviewed with CP at the Bank/CP semi-annual program
coordination meetings in order to provide division
chiefs with current information on the status of their
preappraisal pipeline and the manpower available to work
on it. The updating would involve reflecting new CFP
and timetable data. The initial work (perhaps four hours
quarterly) could be done by support staff or perhaps by
the Program Coordinators' offices. Every second year,

Every second year, the Bank-wide aggregation of PGPs will provide a
basis for determining the overall demand for CP services, and
hence the appropriate size and budget for CP. In all

years, the PGPs will also provide the basis for estimates

of the Bank's overall preappraisal resource requirements

and for Regional and divisional allocations of the CP
resource. The latter will be made by P&B, with the advice

of the CP Coordinator, by reconciling demand, as expressed

in the PGPs, with a "reasonable" indicative allocation

based on a review of past levels of CP utilization and a
Bank-wide relationship between the level of CP resources

and total preappraisal workload. The allocation would be
adjusted as necessary to reflect such constraints as

FAO policies on regional concentration or Bank policies

on staff growth.
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2. Project Generation Timetables. (Our proposed CP time-
table format is Table 4 and instructions for using it
are presented in Attachment 1.) For projects in the
PGP for which the CP has preparation responsibility, the
CP should complete and maintain Project Generation Time-
tables. These timetables would summarize the main
features of the project, CP's understanding of its
role in preparation assistance, target dates and manpower
requirements. They would be approved in principle and
initialed by the Bank division chiefs. Their approval
would make unnecessary the Bank approval of detailed
terme of reference for individual missions consistent with
the timetables although such approvals may still be
sought where questions of coverage or timing exist. The
Bank, however, should continue to receive information
copies of CP's mission terms of referemce. CSubject to
quarterly updating, the timetables would:

~ Provide CP with an agreed basis for its own planning,
scheduling and control;

- Provide Bank managers with the data on which the CP
portion of PGPs is based;

- Effectively serve as the "contract" between the Bank
and CP for work on a given project.

Key information from the CP timetables would be transferred
to the preappraisal section of the Bank's standard project
timetable (modified to allow manpower requirement estimates
and utilization to be recorded). During the preappraisal
phase, these should be kept by the Bank projects divisions
rather than programs departments.

Budgeting

The planning system will permit more rational budgeting for
preappraisal work in general and for CP in particular. Because
the CP budget, in keeping with that of FAO, is biennial and
because the gestation period for agricultural projects —- from
initial identification to Board approval —- is often as much

as three years, the system ideally should have the capacity to
identify workload for projects scheduled for Board presentation

at least five years ahead. For the fourth and fifth-year projects,
this can be established only notionally.

i = Logical Approach - Aggregated Workload. The logical
approach to establishing the required size of the CP
and hence its budget would be for the Bank division chiefs
to assess, on the basis of a project-by-project review
(using the PGPs), the number of projects becoming suitable
each yvear for CP preparation and the manpower required, by
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vear, for the preparation of each. The aggregated manpower
estimate would be equivalent to the total CP preappraisal
resource requirement. That, in turn, could be converted

to the required size of CP as a whole, making allowance for
other demands on CP time such as management and administration,
direct FAP support, professional development, leave, etc.
Levels of resource allocation for these non-preappraisal
functions and their relation to "down-time" would

be reexamined at the beginning of each C? budget cycle by

FAO and the Bank. ' ' ’

Inevitably -- given that Bank planning for individual
projects is increasingly tenuous in outer years -=- this
""ideal" approach will be subject to considerable

errors in the estimation of (i) the number of projects

to be prepared by CP, (ii) the manpower requirements

per project, and (iii) the impact of slippage and drop-
outs, Taken alone, the approach could also lead to

sharp inter-annual variations in the estimated CP workload.

"Top-down' Approach. The logical "bottom-up" approach will,
therefore, need to be complemented by a "top-down" review
based on an assessment of the global proportion of projects
in the Bank agricultural pipeline which might be prepared
by CP, assumptions about productivity and lead time changes,
estimates of hiring and funding constraints, and considera-
tions of the need to avoid the inefficiencies of sharp year-
to-vear size fluctuations.

Reconeiliation. Final recommendations on CP budget size

would result from a reconciliation of the bottom-up analyses
and top-down estimates. The budget recommendation thus

derived would effectively summarize the CP work program,
expressed in man-years and converted to dollars. Main items to
be specified would include professional manpower (staff and
consultant) allocations for:

"Net Operating Time" (expressed in direct~hire man-years
of 40 man-weeks -- to exclude leave, holidays, staff
meetings, etc. —- and divided between the Bank Regions
and CPS) consisting of:

- Preappraisal time (including UNDP investment
potential "special interest" work)

- Appraisal and supervision time (estimated, subject
to a global CP ceiling)

Professional Development
Direct FAO Support

Management and Administration
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Within the CP, each service chief would maintain sub-
sidiary work programs which would summarize manpower
allocations and target dates for specific projects and
indicate the time allocated for "non-operating" work.

The latter would be programmed against specific tasks by the
Deputy Director for Policy, Professional Development and
Liaison.

4. Links Between the Bank's and CP's Budget. Because FAO has
a biennial budget, changes in the amount of CP manpower
resources can be contemplated only once every 2 years
(i.e. when preparing the Bank's budget for FY76, FY78, FY80,
etc.). In the alternate years, the CP resource should be
considered as fixed. The Bank's budget is approved in
June; in odd-numbered calendar years when FAO's (and CP's)
budget is changeable, FAO budget approval occurs in November
(See Table 5). The Bank cannot be certain that its desired
and budgeted changes in CP's budget will be reflected in
FAO's budget, but because they usually have been, they can
gerierally be assumed as approved for Bank planning purposes
until there 1s evidence to the contrary.

Management Information and Control

Planning and scheduling information will be conveyed by PGPs and
project generation timetables. Deyond that, the strengthened
Bank/CP management information and control system needs to

indicate to Bank and CP managers the levels of CP manpower expended
on the various types of budgeted activity. This will help assure
that CP commitments of resource levels to Regions and programs

are met or, if they cannot be met (perhaps because of scheduling
impasses),that this is discovered early emough for alternative
arrangements to be made to get the necessary work done and suitably
employ the available resources.

For these purposes, an effective time reporting system is
essential. Also, it is indispensable to the man-vear approach
to CP budgeting that CP/FAO time exchanges will require. Tt
is almost as important to be diligent, self-conscious and
accountable in tracking expenditures of time as it is in
tracking expenditures of money. Just as reimbursable services
rendered or received should be entered into CP's financial
accounting system, time should be registered in the time
recording system.

Time expenditures against plan should be shown, broken down by
CP service and Bank division, by Region, by:

- Category of Activity (management, preappraisal, pro-
fessional development, etc.)

- Project

- Subsector
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~ Source of Staff Time (e.g., CP staff, consultant,
other FAO).

(Attachment 3 contains suggested modifications to the
existing time recording and reporting system.)

The Integrated System

The interrelationships between preappraisal planning, budgeting
and control within the proposed system are illustrated in

Table 6. The proposed systems are not automatic or self-managing
and do not diminish the need for judgement. They are designed

to provide timely data that can inform -- and thereby improve

the quality of —- the judgments that are required. More
specifically,

- The PGPs will provide a bridge from the Bank's Country
Program Papers to preappraisal timetables and will
give visibility to the manpower implications of pre—
appraisal work. Also, they will be the key vehicle for
allocating CP resources among the Regions and CPS.

— The CP project generation timetables will facilitate
CP's management and scheduling of preappraisal work on
individual projects, serve as the basis of CP's agreed
preappraisal work program and budget and constitute an
input vehicle for updating the CP elements of PGPs
and the Bank's overall program of preappraisal work.

- The CP work program and budget will be built up princi-
pally from the Bank's CPP-driven PGP-based preappraisal
work program, augmented (in approximately pre-determined
proportions) to encompass the non-preappraisal activities.
(Table 7 illustrates what appear to be reasonable pro-
portions.)

- The CP's time recording and reporting system will permit
managers in the Bank and CP to track the utilization of
available resources against the work program, foresee
resource shortfalls or surpluses early enough to plan
remedial action and, over time, develop better baseline
data and coefficients for future plans and estimates.



STATUS OF AGRICULTURAL PROJECTS PIPELINE AS OF MARCH 31, 1975

APPRAISED OR PREPARATION IDENTIFIED
REGION AND READY FOR :
FISCAL YEAR TOTAL | APPRAISAL
HRear Less than Planned but Yes ¥o
Completion | Half Done not Begun
LATIN AMERICA 76 18 8 6 1 2 - 1
CARIBEEAN 11 22 i 4 5 1 2 4
78 17 i/ - - 1 2 9 4
(Partial) 19 9 - - - - - 9
EMENA 76 15 1/ 7 2 1 2 1 1
i 16 - - 1 3 2 10
8 12 - - - 1 1 10
_ ?_9“ € '»H:q = - - £ - 16
SOUTH ASIA 16 21 5 7 4 3 - r=alf
e il 18 1/ - - 4 4 - 9
78 16 - - b 1 - 14
( Partial) 19 6 - - = - A 6
EAST ASIA/
PACIFIC 16 19 8 8 2 - - 1
17 15 2 - 2 2 3 2 2
78 17 3 - - - 2 1 11
( Partial) 79 8 - - - 2 - 6
EAST AFRICA 76 21 9 10 2 - - -
T 15 b 2 3 3 3 3
18 18 - - 1 - 5 12
79 18 - - - - 5 13
WEST AFRICA 16 10 9 - - 1 b =
cludes one 77 ) 3 2 5 - 2 1 1
Division; T8 15 - : S = 4 2 8
(Partial 79 2 - - - - - 2
BAFK TOTAL 16 104 1/ 46 33 10 8 1 5
Fxcl. 1 WAF 77 95 3/ 4 10 15 22 10 29
Division) 18 95 2/ - 1 3 10 - 18 . 59
( Partial) 79 60 - - o 3 5 52

elalel,

Status of 1 project unreported (
Status of 4 projects unreported (Ko World Bank or CP inpui
Status of 3 projects wmreported
Status of 5 projects unreported

No World Bank or CP input)

¥o World Bank or CP input
Fo World Bank or CP input

31-

2

3.

4.

HIGHLIGHTS (as of 3/31/75)

Bésed on division chiefs' datas

Of the 104 FY '76 projects
for which data was supplied,
57 had preparation work
remaining (including 14 on
which preparation work had
not begun).

In S, Asia, 9 of the 21

FY '(6 projects were less
than half prepared (of
vhich 2 were unidentified
and on 3 of which
preparation had not begun).

In EMENA, 5 of the 15 FY '76
projects are less than half
prepared (1 of which is
widentified, and on 3 of
which preparation work has
not begun).

For FY ‘T?!s presently

ro. ed projects, on 61
of the 91 concerning which
data was supplied,
preparation work had not
begun. (29 of these had
not been identified).

T ?T9EL
S XHNNV



'INTERVALS: 9 MONTHS AFTER COMPLETION OF THE YELLOW COVER CP PREPARATION REPORT,
CEEIET AT TR

36% OF CP-ASSISTED PRQOJECTS HAD NOT YET STARTED TO BE APPRATSED;
- HOWEVER, FOR 30%, THE APPRAISAL MISSION HAD DEPARTED WITHIN 2 MONTHS ....

Between Dej;a'rture Bank Appraisal Mission and CP Report Date

Number of Y 0,1 or 2 34 or 5 6,7 or 8 9 Months 12 Months
Reporis Months Monthse Montha or More or Hore Median
69 30% 284 A 36% of which 14% 4 months

PROJECTS DROPPED: 22% PROJECTS DROPPED AFTER CP YELLOW COVER PREPARATICONS SEEMS HIGH, BUT MAY NOT BE;

- COULD, IF HIGH, INDICATE POOR BANX PLANNING AND FOLLOW-THROUGH,
POOR CP PERFORMANCE OR THE INHERENT UNCERTAINTIES INVOLVED IN OUR WORK ....

Yellow covarg/ Followed by  Approved ;/ Appraised but Not yet 6
Reports Appraisal by Board not yet to Board Appraised E/ Dropped -/
82 60 50 ﬂ/ 10 4 - 18
100% 7% 614 13% 5% 224,

PROBLEM PROJECTS: CP-ASSISTED PROJECTS ARE SCMEWHAT MORE LIKELY TO BECOME PROBLEM PROJECTS,
]

- BUT THIS WOULD BE EXPECTED AS THE NON-CP ASSISTED GROUP INCLUDES MANY REPEATERS ....

(1) (2) (3) (4)
Date of Total, Excluding T
Problem Project,, Problem  Apparent Political CP-Assisted CP-Assisted, Excluding  (4) as of
Review L/ Projects Problem Cases Folitical Problem Cases % (2)
Oct.,'T3 25 22 11 11 50%
Feb,, 'T5 43 & 38 18 17 455
% of Agriculture Projects Approved in the Past 44 Months that were Prepared by CP: 374
1./ Reports dated from 1-70 through 6~T4, but omitting reports j/ Not yet appraised as of April 1975
that were net follewed by appraisal, ‘ o
2/ Reports dated from 1-1-T0 through 12-31-73, but omitting 7 that 6/ Dropped from World Bank operations program as 5‘%
canmot be linked to a World Bank project identification number,. of April 1975. ol
3/ CP records show preparation assistance to another 23 projects 7/ Source: Periodic reports prepared by the regions on prob— \lun
approved by the Board in FY 72 — FY 74, where no Yellow Cover lem projects. The two msets of reports analyzed were the
report was produced, only ones available before the Task Force left Washington,
CP records understate substantive CP involvement, listing only 45 Only egriculture sector projects are included in the analysis,
of the 50 cases approved by the Beard in the period shown. _8/ Seven of those in Feb,1975 were also "problem proiects” im

Oct. 1973.
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T

Tate: & e .l o Aenion: g Division: j
(Update quarterly) e i ,c . ENERATIOH_PL;N West Africa - Agriculture Z
Key Targst Dates & Preappraisal Manweeks &/
Project Ermity Campletion Bark . "Reasuns tor Change
e Co Respansibl e ‘ cp
ldﬂﬂ:;v:ﬂon al:':!"v “g:n: ) Ru::“hla 01‘ D;:,:: " | Board b o (asterigh changed kams)
Project Officer i Mission FY | FY FY | FY | kY FY | FY | Fy FY | Fy . ;
i ' Preporstion | idane. b/ | prep./ | T 76 |77 |78 |79 | 80| 76 | 77 {78 |79 | 8o
1976
3CAMAPOS| Cameroon Bank 10/73 A| 9/74A| 1/75A| 8/75. | O 0 0 0 0 o] ¢
Rubber Plantar.ion
3JCHDADO3| Chad Govt. 10/74 A|12/75 | 3/75A112/75 | O 0 0 o |0 0 :
Rural Development
1977
3GAMADO2| Gambia . CcP 3/74 A|3/75 A| 5/75 | 2/76 |0 0 0 0 0 0
Rural Development 1/ .
3SENAPOL| Senegal ce 9/75=" |9/76 10/76 | 6/77 0 15 10 1/1d.mission delayed
Casamance Rice IIL by 3 months, country
3TOGAIOY Tege . Barnk 3/74 A|&/75 A| 6/75 | 7/76 | O 2 0 not ready.
Maritime Agric.Dev L .
3IVCAPO4| Ivory Coast CP/Cons. | 6/74 Al12/75 | 1/76 [|10/76 |2 0 25
.| Rubber II
- 11978
3GUIADQ2| Guinea Bank 9/75 9/76 | 12/76 | FY78 |5 25 0
= B Rice
JIVCAL Ivory Goast CP 10/75 |12/76 | 2/77 | Fy78 |1 2 10 20
: Livestock
INIRALO2| Nigeria cP 8/76 B/77 | 9/77 | 6/78 |1 0 2 B 15 | 10
Livestock l— | — }— [HE -
Totals?® 9 29 2 55 35
. [}
3
" ==
o |
i
P . e S et - _;"_ S ot =  ;
&/ ponth and Year only; put “A" sfter “actual” dates , & Complation of preparation mesns Bank roceipt of finsl Properation Report.
b/ Comptetion of idantification in casa of GP mesns completion of Projact Definition Repert; a7 Put “A” after “actual” manwoeks.

in the case of some mulmnu’ work, complation of feasibility survey!

omit in case of “fiagy-becking”.




1. €. PROJECT
GENERATION
TIME TABLE

&

World Bank/Client Bank:

Project Name:

roject Identification:

ANNEX 5

World Bank Projects Division:

Division Code:

Bank Projects Officer:

Planned for Board
Presentation in FY:

Country:

A

Table 4

Investment Center Service:

Investment Center Officer:

Alternate |. C, Officer:

Consultant:

Local Prep. Team:

ves[J ~o[J

Project Description and Role of C. P.: (See Project Brief dated

Date of first inclusion in I. C. work program:

Proposed Borrower:

Other Financial Partners:

L. KEY DATES Manweek |Reasons for Changes:
TIME TABLE - Estimates
Original Previous Current Plan
Plan Maonth's Plan or Actual (A) " |Rept.
T - < - Field 5
MISSIONS Kind 1/ Day | ¥r. | Mo. | Day| Yr.[Me. [Day[ ¥r. |A Writ.
Departure
Tst Return
ond Departure
Return
e Departure b
Return
Departure
4th i
Return
De
sis parture
Return
De re
6th e B
Return
Depart
Tth el
Return
Debriefing after Final Preparation Mission
Issues Paper to Bank
Receipt of Bank Comments
Draft Report Review Meeting
Distribution of Final Report Grand | Total MW by FY
Departure of Bridging Mission Total |
Departure of Bank Appraisal Mission MW |Fy FY EY
Possnbl-e Causes for Future Slippage/Remarks: TOT:ALS
I. C. Officar: Initial: | Date: Servjce Chief: Initial: | Date: "[World Bank Division Chisf: _ [initial: | Date:

(approval in principle)

_-_4{](]_11;! of Mission: R = Reconnaissance; PD = Project Definition; P = Preparation; PF = Final Preparation Mission.




BUDGETING FOR PREAPPRAISAL WORK REQUIRES LONG-RANGE ESTIMATES :

BUDGET DECISIONS NEED TO REFLECT WORK ON PROJECTS FOR THE BOARD AS MUCH AS 5 YEARS LATER:

BUDGET DECISIONS ABOUT THE FAQO BIENNIUM'S SECOND YEAR WOULD (ASSUMING ONLY PARATROOPING) DETERMINE

CP RESOURCES 887 OF WHICH WILL BE APPLIED TO PROJECTS SCHEDULED FOR BOARD APPROVAL MORE THAN

3 YEARS LATER ... ccc0cvae

BUS-STOP PREPARATIONS:
(3 years to Board)

Il

PARATROOP PREPARATIONS:
(2 years to Board)

1.

Caleadas Yeus ! 1576 18977 1879 1980 1981 1982
: - E T T
| {
Fiscal Year ' 1977 1978 1979 | 1980 ! 1981 198z ! 1883 :
"o Board ;
) S e o : ! ] i
T’ | ]/ /r&‘" /‘/,ﬂ' /%// )// l o
Preparation | - o o H
Gomiils te L =l = ¥ s el 4‘ o E il :
//f/// ; AT > L3f < /,/;’/// »
’ | | | 4 ; g i
2 o | il ;45524 : | ik ! 5 :
= { = ' | ; . ] - | i
Start Id./ | A" o /’M' I !
arv La 1 o -
Preparation p £ l 2 | E fJ
! A
(Bank Budget Approval) 2né yr. FAO
(FAO Budget Propcsal ) Biennium
1 v ’
w5
To 3oard 3 7 '
3 L o :
i i A ! g / i
. . | /1/ A A A | ;
Gonintes Lol Nl B 4 TRV !
Hys Ba - | I 3 7 T |
//! EOE T | |
e : Pyl R ol | i
Start Id. 3 i 1 : g £ A : r
Prepsraticn = : - P = 22 - :
Shzcded areas 3how, ir each case, CP work in CY1976 on rprojecis for gg
Board presentation in: bl
| _— o |
il FY 81 Zh%: it
tjlil}jFY 80 E FY @ FY 83 wujw
Figures show ths percentage that gach shaded area rapresenis of the tetal work
in Y 79 for each type of praparation.
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UNDER OUR INDICATIVE ASSUMPTIONS :

- 68% OF USABLE TIME WOULD BE AVAILABLE FOR PROJECT GENERATION

- lOi OF USABLE TIME WOULD BE AVAILABLE FOR FAO SUPPORT AND STAFF DEVELOPMENT

TOTAL MANPOWER

RESOURCES (100)

TIME EXPENDITURE BY ACTIVITY AND STAFF CATEGORY®

STAFF

MANAGEMENT

(13)

% of % of % of Category

Total | Usable Total| Usable

Weeks | Time Time Weeks | Tire Time

PROJECT GENERATION 28641 55 | 68 - - -
APPRATISAL & SUPERVISION| 400 8 | 10 - - .
STAFF DEVELOPMENT 208 & 5 - - -
FAO SUPPORT 208 4 5 = = =
MANAGEMENT & ADMIN, 520, 10 12 520 | 77 | 100

LEAVE AND HOLIDAYS,ETCJ 1004 19 156 | 23

TOTAL 5200{ 100 | 100 676 |100 | 100

SENIOR OPERATIONS
SPECIALISTS (8) CQISULTANTS (20) STATF (59)
% of Category % of Categorv 7% of Category
Total| Usable Total } Usable Total| Usable
Weeks | Time Time Weeks | Time Time Veeks | Time Time
1970 47| 62 . 1000 96 | 100 1667[ 55 71
401 10 12 ~ - - - 360 12 15
42 10 13 - - - 166 5 7
41| 10 13 - - - 167, 5 7
96| 23 40| 4 708 23
Lh16|100 100 | 1040] 100 100 3068 100 100

* "Consultant" time may actually be provided by non—CP FAO staff in return for consultant funds.

Operations staff time may actually be provided by non-CP FAQ people through time exchange.

L ®T9eL
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PROPOSED AGRICULTURAL PROJECT GENERATION PLANNING AND PROGRAMMING PROCEDURES

This attachment describes the proposed procedures for project generation
planning and programming in agriculture. (Proposed formats for the Project
Generation Plan (PGP) and IC Project CGeneration Timetables are tables 3 and 4 of
the Ammex. The system of which these procedures are a part is described in the
body of the Annex.)

A. Overview

T The PGP is each Bank division's work program and time budget for
preappraisal activities. With one line for each project in the
operations program, the PGP shows the: project number, country and
name, responsible projects officer, target dates for completion of
identification (project definition), preparation, departure of
appraisal mission and Board presentation, and preappraisal man-
week estimates by FY broken down by CP and Bank (including consultants).
Essentially, it summarizes and aggregates the division's preappraisal
timetables.

2 The IC Project Generation Timetable is, for each Bank project, the
CP's Bank-agreed overall preappraisal terms of reference, work
program, time budget and schedule. The CP timetable is initially
prepared by CP (usually after a Bank/CP coordination meeting) and
then approved in principle (i.e. with respect to project concept,
preparation approach, and final deadline but not each intermediate
deadline) by the Bank. In the aggregate, the CP's project genera-
tion timetables are the heart of the CP's work program. The time-
tables show each project's purpose, major issues and likely causes
of difficulty, the number and timing of missions, the manpower needed,
the deadlines for related documents, and the names of those responsible
in the Bank and CP.

3. Updating. The Project Generation Plans are updated quarterly, based
on CPPs, Bank and CP timetables and Bank/CP consultations about man-
power availabilities and scheduling feasibility. The timetables are
updated whenever necessary but always in time for the quarterly reviews.
The year-end PGP update differs from the other quarterly updates because
it is also used to provide a basis for the subsequent budget
determinations.

B. Preparing and Updating Preappraisal Timetables

1. Non-CP Projects

a) The Form. For projects whose preappraisal work is not assigned
to CP, Bank timetables should be used by the projects divisions
for planning and monitoring. In addition to descriptive and
deadline data for which space is now provided, the Bank and Bank-
financed consultant manpower required for preappraisal by fiscal
year should be noted on the timetable, as should the name of the
projects officer responsible for monitoring the project during
preappraisal.
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b) Initial Completion. The first timetable should be prepared by the
projects division chief as soon as the project enters the Bank's
long-term operations program and a decision is made that it will
not be assigned to CP. This may be immediately after approval of
a CPP, after a sector or reconnaigsance mission resulting in
"recognition" of the project possibility or in connection with a
Bank/CP coordination meeting. Completing the initial timetable
will entail reaching preliminary decisions (usually in sequence)
about when the project might be expected to go to the Board, when
preparation will have to be completed, what method of preparation
will be employed (on the paratrooping/bus-stopping/squatting
spectrum), the nature of the Bank's involvement with the
preparation work, the duration of the preparation effort and the
necessary resulting starting date.

c) Updating and Review. While the concerned "responsible project
officer" should retain a copy of the timetable and normally should
update it whenever the status of an item changes, the projects
division chiefs should review all the preappraisal timetables

. quarterly in relation to the division's overall planning and
programming of preappraisal work and in conjunction with the
quarterly PGP review. Copies of the projects division chiefs'
approved updated preappraisal timetables would be furnished quarterly
to the programs division chiefs for concurrence and to the CP
for information.

2. CP Projects

a) Initial Completion. The IC Project Generation Timetable is com-
pleted by the responsible officer, reviewed by the appropriate
service chief and forwarded to the appropriate Bank projects
division chief (through the CP Coordinator) within 10 working days
of CP's acceptance of preappraisal responsibility for a project.
The completed timetable summarizes CP's understanding of the
project, its role in the preappraisal work and the preparation
approach to be taken. It contains deadlines for the various
steps in the process, estimates of manpower requirements (by
step and FY), and didentification of who in the CP will be
respongible. The Bank division chief, unless he disagrees with
some fundamental aspect of the completed timetable (such as the
approach, project concept, final deadline or CP's role), initials
the timetable and returns it to CP (through the CP Coordinator)
with copies to the respomsible projects officer and the appro-
priate country programs division. If the projects division chief
disagrees, he seeks to resolve the issue with the CP service chief.
If necessary, the projects assistant director and CP's front
office become involved. If the issue cannot be resolved and is
fundamental, either the Region or CP may decide that CP should not
become involved in the preappraisal.
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Updating and Review. The responsible CP mission leaders update
CP timetables for their own purposes whenever changes occur.

Quarterly, but earlier if necessary, they forward them to their

CP service chief for review and, if changed, transmittal to the
Bank ten days before the quarterly coordination meeting. Bank
concurrence is assumed unless its disagreement is registered
within 3 weeks of the timetables' dispatch to Washington.

Mission Terms of Reference. Bank clearance of CP terms of
reference for individual missions is not necessary where they are
wholly within the scope of the pre-agreed project generation time-
table (although they should nevertheless be sent to the Bank for
information). However, where questions of staffing and timing

' exist, consultation might usefully occur at a quarterly Bank/CP

coordination meeting, by telephone, by mail, or through the Bank's
reaction to a previous mission's back-to-office report on the same
project. i

C. PGP Updating Procedures

1s Quarterly Updating

a)

b)

c)

Draft PGP Update. Quarterly (before the coordination'meeting), the

Bank agriculture projects division chiefs' secretaries verify with
the "responsible project officers" (i) the acceptability of any
changes that have been made in the CP timetables and (ii) the
continuing validity of Bank timetable data for preappraisal work on
non-CP projects. Then, based on the updated timetables, they revise
the previous PGPs, identifying changes made to them.

New Projects. At this time, support staff add new projects selected

since the quarter began for possible Bank financing (e.g. through

CPP updates, reconnaissance missions, or substitution for a "drop-ocut").
If the first timetable has already been prepared for such a project,

the relevant data is entered on the draft revised PGP. If not, the
need is called to the division chief's attention. If the division
chief 1s sure the preappraisal work will not be assigned to CP,

he designates a responsiblé Bank project officer and (with his
assistance, as desired) prepares the first preappraisal timetable. If
the preappraisal work might be assigned to CP, he defers the initial
timetable until after the Bank/CP coordination meeting.

PGP Review. The division chief then reviews the draft revised PGP.

He assures himself that the revisions that have been made are sound

in terms of the individual projects. Next, he totals the pre-
appraisal manpower resources needed for the remainder of the year

-- by subsector, as necessary —— to assure that there is no shortfall.
Tor this purpose, he may consult reports of CP time atilization to
assure that the CP "operating time" allocated to him is not in danger

of being overdrawn or underutilized. He also assures himself, taking
appraisal and supervision schedules into account, that timetable changes
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to the non-CP projects do not create irreconcilable conflicting
demands on his staff's time. If they do, he determines what changes
are necessary and makes them or decides first to solicit CP help.

Bank/CP Coordination Meeting. At the Bank/CP coordination

meeting, proposed changes in the CP project generation timetables

are discussed, as are the possible new tasks (whether country

sector work,preparation, appraisal or supervision) that CP might under-
take. Decisions are reached on both categories of question. In
quarters when the meeting is in Rome, the CP Coordinator takes the
draft revised PGPs with him together with division chiefs' guidance

on programming and scheduling matters that may be at issue. When

the meeting is in Washington (mid-year and end-year), the

Coordinator attends and helps CP resolve unavoidable conflicts between
Regions for CP resources. (Even where no change is involved to the
overall budgetary suballocations to Regions, there may be conflicting
demands within a given subsector which may necessitate scheduling
changes.) The meetings are also used for substantive discussions

of project issues and of work already or about to be performed.

Post-Coordination Meeting Tasks. After the coordination meeting,

CP prepares (within 10 days) timetables for the new preappraisal
work it has undertaken. The CP service chiefs relay to their
subordinates feedback from the Bank about past work and necessary
input for future work. The Bank division chiefs -- after receiving
and approving the CP timetables for new projects -- issue the

revised PGPs, with copies to the CP (through the CP Coordinator), the
programs divisions chiefs and the Regional program coordinator.

The Year-End PGP Update and the Budget Process. The year-end PGP update

has a dimension that the other 3 updates lack because of its relation to
the budgeting process. Every vear, it has an impact on the allocation of
CP resources among the Regions and CPS; in the odd-numbered fiscal years,
it also has an Important impact on the total size of the CP. The year-end
PGP updating procedure therefore differs from the routine quarterly
procedure in the following respects:

a)

b)

Indicative CP Allocations. In November, the Bank's Programming and
Budgeting Department (with the advice of the CP Coordinator) provides
the Region and CPS with an indicative allocation of CP recourses

for the coming fiscal year and —— in odd-numbered FYs —-- for the
coming 3 fiscal years. The P&B estimate is based on the Five-Year
Work Program tables and, in the odd-numbered F¥s, on a rough
"top-down" analysis of the sort described in Attachment 2 of this
Annex.

Out-year Coverage. The year—end coordination meeting always looks

at least 18 months ahead. In the odd-numbered FYs, however, the year-
end coordination meetings in Washington look ahead for budgetary
purposes, insofar as possible, to 3 years of preappraisal work.

This entails notional estimates with respect to projects scheduled

for Board presentation as much as 5 years hence.
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Draft PGP Transmittal. The draft revised PGPs are sent to the
CP by the end of November so that CP management can review them
in advance of the December coordination meetings.

Proposed PGP. After the meetings and with the advice of the

CP Coordinator and CP management, the Regions submit to P&B
"proposed PGPs" for the coming fiscal year(s) either reflecting
the indicative allocations for the coming fiscal year(s) or
accompanied by a statement why they believe the indicative alloca-
cations of CP resources to be inappropriate.

Allocation Decision. With respect to CP resources for the coming
fiscal year(s), the PGP remains tentative until the decision is
reached (based on P&B, CPS and CP recommendations) on how to
allocate the CP resource in the coming fiscal year(s) and on how
large those resources in total are likely to be.

Adjustment. If the CP resources finally allocated to a Region (or
CPS) for the future fiscal year (and tentatively indicated for
out-years) differ significantly from those anticipated in the
Proposed PGPs, the Proposed PGPs and related timetables will need
to be revised to reflect the new levels.
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AN INFORMED BASIS FOR BUDGETING PREAPPRAISAL WORK AND CP RESOURCES

INTRODUCTION

In the past, the size of the CP budget has been fixed somewhat arbi=-
trarily. With more attention to preappraisal planning, as proposed
in this Annex, a basis will be created for determining the total
professional manpower requirements for the Bank's preappraisal work
in the agricultural sector and for identifying the share to be met
by the CP. Since preappraisal work occupies the major proportion of
CP usable time —— and the other uses can be determined reslatively
easily -- this would be a key factor in establishing the optimum size
of the CP and hence in formulating budget requests.

Because decisions about the CP budget affect the level of CP preappraisal
manpower available to work on projects due for Board presentation as much
as five years ahead and because the manpower needs of such projects are
necessarily somewhat conjectural, an aggregation of the annual manpower
estimates from Project Generation Plans cannot be relied on ex-

clusively as a source for recommendations on CP size. Hence this
"bottom-up'' approach must be supplemented by a "top-down" approach which
seeks to relate CP size to the overall Bank lending program for agricul-
ture. Below, we describe both approaches and the process of converting
such analyses into a CP budget.

PROCEDURES

A. "Bottom—up' Approach

s Odd-numbered F¥s — Determining CP's Biennial Budget and the

(a) Aggregate from the Project Ceneration Plans the annual
preappraisal manpower requirements for all agriculture
projects in the pipeline on which work will be done in
the next 3 fiscal years. Where not available for the
outer years, manpower estimates should be derived from
past experience (e.g. coefficients developed by the
Time Reporting System). The total number of projects
under consideration should include potential "drop-outs"
and an allowance for slippage.

(b) Decide —— with CP management —— on the portion of proj-
ecte for which CP's assistance will be sought. (See
Attachment 1: "Proposed Project Generation Planning
and Programming Procedures" for detailed procedure,)

(¢) Identify Bank demands on CP manpower for other oper—
ational purposes (appraisal and supervision). Quantify
these demands and add them to the preappraisal manpower
requirements.
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(d) Compare the total CP manpower requests with the ind-
icative allocations to each Region and CPS. Review
requests which are inconsistent with the indicative
allocations.

(e) Make adjustments in allccations and/or requests to
reflect any changes introduced.

(f) Add to the net number of CP man-weeks needed a per-
centage for:

— Leave, holidays and sickness
= Management and administration

- Staff development (excluding appraisal
or supervision)

- FAO support
and arrive at the total CP man-years requested.®

(g) Convert to dollar equivalents and add an allowance
for support services, etc.

(h) Refer to "top-down" analysis of CP budget requirement
and finalize budget request. (See Sections B and C
below.)

2. Even-numberedFYs —— Determining the Coming Year's Sub-
allocations of CP Time to Regions and CPS (CP Budget
fixed).

(a) Aggregate the PGPs to determine total preappraisal
manpower requirements in the coming FY and the est-
imated share to be provided by CF.

(b) Quantify Bank demands for other CP operational
assistance and include them to arrive at the total
net CP resources requested.

(c¢) Compare total requested with available CP resources.
Within the fixed ceiling of available CP resources,
decide what, if any,shifts in the sub-allocation
pattern between the Regions and CPS are desirable,
(Take these decisions into account in arriving at
final non-CP budget allocations through the Bank's
normal budget process.)

% A discussion of time allocation between preappraisal work and other CP
activities is presented in Section D of this Attachment.
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"Top—Down' Approach

Taking into account the number of agriecultural projects forecast
in the Bank's five-year lending program —— extrapolated for one
or two more years —— and the recent average size of the CP (in
man-years), judgments should be made on the following issues to
arrive at an informed basis for determining CP size and the
number of new projects to be put in the CP pipeline annually.

The proportion of all Bank agricultural projects to
be prepared with CP assistance

The CP manpower input per project in relation to
recent levels of input

The average lapsed time per project between initi-
ation of preappraisal work and Bank Board

presentation

The proportion of CP total resources to be applied to
pre—appraisal work, and

Other constraints.

Factors which should be considered in arriving at each judgment
are summarized below.

i A Proportion of Bank Agricultural Projects to be Prepared

with CP Assistance. The judgment to request and fund CP

to assist in preparing a similar, greater or lower pro-—
portion than previously of the projects in the Bank's
agricultural lending program should be based on consider-
ations such as the following:

— The extent to which projects in the pipeline can
be prepared without external assistance (e.g.
second phase livestock and credit projects; some
irrigation projects, etc.)

- The comparative advantage (including cost to the
Bank of the CP vis—a-vis other sources of prep-
aration assistance);

- The preferences of Bank managers (analysis of the
proposed Project Generation Plans will indicate
in broad terms — at least for 3 to 4 years of the
5-6 year budget horizon -- the extent to which the
Bank managers seek CP assistance);

- The need for reasonable year-to-year continuity in
staffing of the CP.
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The CP Manpower Input per Project in Relation to Recent
Levels of Input. A change in the dominant style of prep-—
aration assistance from paratrooping to bus-stopping as
recommended could be expected to lead to a progressive
reduction in the aggregate CP manpower expended per proj-—
ect (although the ratio of mission leaders probably would
have to increase). This trend, however, could be offset
to some extent by the growing complexity of projects for
which the Bank lends.

Changes in Lapsed Time Between Initiation of Preappraisal
Work and Board Approval. Despite the reduction in applied
time per project, increased bus-stopping and a growing
proportion of complex projects will increase the lapsed
time required for preappraisal work. This means that the
number of projects being workeéd on in any one year by CP
will need to be increased even to maintain a constant
number of projects completed annually. Projects will need
to be assigned to CP further in advance of anticipated
appraisal.

The Proportion of CP Total Resources Available for Pre-
appraisal Work. We discuss in Section D,below, the
allocation of CP time between preappraisal and other
activities, including participation in supervision and
appraisal work, staff development, direct support to FAO,
and management and administration. After making allowance
for these activities and for "unusable" time (leave, etc.)
all residual time would be available for preappraisal work.

The Average Drop—out Rate for CP-prepared Projects. As long
as the average drop-out rate for CP projects remains con-
stant, this has no impact on required CP manpower resources
since these can be determined in relation to Board approvals
rather than projects worked on. If a reduction in drop—out
rate were anticipated, however (perhaps in response to
changed methods of preparation assistance), the CP could —-
with a given level of manpower —-- prepare a greater number
of successful projects than otherwise. This would necessitate
either reducing CP's manpower or raising the project entry
rate.

Other Factors. Other constraints to be taken into account —-—

more subjectively -- in formulating CP budget proposals might
include:

- Recruitment capacity of CP

- Possible Bank or FAQO policy not to have CP
compete for additional preparation assist-—
ance staff with other claimants on IC staff
resources (e.g. LFAD, regional banks)
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— Overall Bank staff growth limitations
— FAO and Bank budget resource availability

- Broader institutional relationship con-
siderations.

Conclusion. By quantifying each of the proportionate

changes anticipated, integrating them, making allowance

for the lead time required between initiation of pre-
appraisal work and Board presentation, and relating them

to the professional manpower size of CP in the pre-budget
period, it becomes practicable to estimate the proportionate
change in overall CP size required to meet the probable pre-
appraisal assistance demands of the Bank's lending program.
This can also be a means of deriving the indicative sub-
allocation levels provided to the Regions and CPS in advance
of their year-end PGP update exercise. (An illustrative
example of the "top-down" approach is given in Table 1 of
this attachment.)

Reconciliation of the Two Approaches

1.

2.

Compare the CP size arrived at in the "top-down" method with
the one found through the "bottom-up" method.

If no significant difference exists, use the total number of
man-years thus estimated in the budget request.

If a significant difference exists, identify which regions
have diverged from the indicative CP resource allocations,

Discuss and make compensating adjustments in the sub-
allocations if possible. Alternatively, reevaluate the
assumptions in the sub-allocations and the "top—down"
projections as well as those underlying the resource
requests, Reach decisions on the CP resource level
needed for preappraisal work.

Time Allocation Between Preappraisal Work and Other CP Activities

CP prbfessional manpower may.be directed toward the following pur-
poses:

- "Unusable" time -- leave, holidays, sickness, personal
time, staff meetings, etc. —— (total 12 weeks per staff
man-year and 2 weeks per consultant man-year)

- "Usable" time (40 weeks per staff man-year and 50 weeks
per consultant man-year) '

— Preappraisal assistance for potential Bank-funded
projects (including UNDP "special interest" projects)
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- Professional development

— Direct support to FAOQ activities

- Participation in appraisal and Superviéion missions
— Management and administration,

Table 7 of this Anmex illustrates for a CP budget of 100 man-
years (of which 80 are direct-hire staff and 20 consultants)
the 1likely amounts of time available for each category. We
discuss the categories and their interrelationships below.

Ty Management and Administration. CP's management and
administration will, assuming acceptance of this re-
port's recommendations, occupy 13 staff members (520
man-weeks —— 12% —— of the aggregate CP usable time).
While part of this time may be used for FAO support,
staff development and Bank-related operational work,
this will generally be in a managerial capacity and
hence should be classified as such.

2y Participation in Bank Appraisal and Supervision Missions.
The report's recommendations for a minimum level of CP
staff participation in appraisal and supervision missions
require the allocation of approximately 400 man-weeks per
year (107 of usable time) for these purposes.

3. Preappraisal Work and Other Activities; "Down—-Time.,'" The
residual net CP staff time available for preappraisal work,
staff development and FAO support activities is thus about
3280 man-weeks per year or 78% of ussble time. No matter
how well managed its preappraisal activities, CP will have
some staff "down-time" (caused especially by scheduling
hiatuses and staff reaching a reasonable limit to annual
travel time). Though this down-time has not been specif-
ically measured in the past, it could well equal from 107%
to 15% of met direct-hire staff operational time (i.e. in
the range of 300 man-weeks per year).

To the extent the CP professional development and direct
FAO support activities we have recommended entail assign-
ments which do not have to be pre-scheduled and to the
extent that specific periods of down-time can be predicted
and utilized even for pre-scheduled activitity, these
activities can be accommodated as down-time filler work
at no additional expense. Alternatively, time "traded"
under exchange arrangements with FAO can effectively be
converted to preappraisal time. Thus, if the total re-
sources allocated for professional development and direct
FAO support work were less than the anticipated down-time,
only time—specific assignments which could not be keyed
to unconvertible down-time would lead to a reduction in
the resources otherwise available for preappraisal work.



ANNEX 5
Attachment 2
Page 7

The proportion of CP resources allocated for FAO support
and staff development should be reexamined annually by
the Bank and FAO. In our view, a reasonable initial
target would be a total of about 10 man—-years (400 man-
weeks) divided roughly equally between the two purposes.
CP would have full discretion in using this time, whether
or not it fell within down-time, though it would be
anticipated that it should be largely accommodated within
down-time. The CP would normally consult with the Bank
on a case-by-case basis on the utilization of time for
non-preappraisal work beyond this target,

On this basis, the net time available in a CP with 100
man-years of professional staff time for Bank preappraisal
work would be about 2900 man—-weeks per year or almost 70%
of usable time. This should be regarded as the ceiling
which —— after discounting for a reasonable vacancy rate
(perhaps 5% of direct-hire positions) —- should correspond
for planning purposes with the aggregate annual manpower
resource requirements estimated in the Project Generation
Plans.

ITI. RESPONSIBILITY AND TIMING

Final decisions on the budget are taken by the FAO Conference, but take
into account the level of contribution pledged by the Bank. To provide
an informed basis for the budget proposals, the Bank's Programming and
Budgeting Department —— in collaboration with the CP Coordinator —-—
should take the lead in identifying preappraisal manpower needs by
following the two approaches proposed above.

As CP's budget is biennial and based on calendar years (i.e. beginning
on January lst) in contrast to the Bank's financial year (beginning on
July 1lst), the lead time required for preparation of the budget is con-
siderable. Since, under the cost—sharing arrangements, the CP and Bank
budgets must be linked, changes can only be introduced every two years.
Moreover, because of the long pre-budget preparatory phase in FAQ (over
one year), recommendations on CP size must be made well in advance of
the budget dates.

Key dates are as follows:



CY Month
1

November - December
2 June
July
November
3 January

June

July

November
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Action

Prepare draft CP budget proposals
for Bank and FAO budgets.

Bank FY1 budget finalized and ap-
proved; FAO draft budget finalized.

Bank FYl budget active.

FAO biennial budget approved; Bank
FY2 budget being prepared (CP re-
sources fixed).

FAO biennial budget active.

Bank FY2 budget finalized and
approved.

Bank FY2 budget active.

Bank FY3 budget being prepared
(CP resources fixed for first

1/2 year and contingent on FAO
2nd biennial budget for second
half of year). Prepare draft

proposals for CP 2nd biennial

budget.
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ILLUSTRATION OF "TOP-DOWN'' APFROACH TO PROJECTING THE SIZE OF THE CP
STEPS
1. Projects to be Worked on by CP FY1972 1973 1974 1975 1976 1977 1978 1979 1980 1981 1982 1983
Base Years :
a. Number of Bank agriculture projects ,—"“*‘H—————ﬁ\ .
to the Boardl/ 36 47 57 68 75 81 87 93 100 108 119 131
b. % of projects to Board to be pre- I
pared by CP 50 34 30 37 36 36 36 36 36 36 36 36
c. Number of projects to Board to be pre- l
pared with CP assistance 18 16 17 25 27 29 31 33 36 39 43 47
2. Projects to Enter CP Pipeline [
a. Gross number required to come into CP ,
pipeline to produce necessary tgfough-
put -- unadjusted for drop-outs= 21 26 28 30 35 39 42 47 51
b. Total worked on in year= /(memorandum I
item) 79 89 100 114 129

¢. Work units to be completed, expresaad
in "baseline project equivalents"

(i.e. the amount of work tzday needed e - i I -
35 38 41 45

to complete a preparation) % i

d. Adjustment to reflect greater thro7gh- |
41 51 56 60 66 72

put required by drop-out factor2
3. Man-weeks Required per Completed Project l
Preappraisal
a, Man-weeks 9er completed base-line I
projech- 53 50.4 47.7 45.1 42.4 39,8
b. Adjustment to reflect 5act that drop— |
outs take less work’ 47.7 45.4 42.9 40.6 38,2 35.8
4, Net Man-Weeks for Project Preappraisal l
(2c x 3b) 1956 2315 2402 2436 2521 2578
5. Proportion of Usable CP Budgeted Profes- l
sional Time Used for Project Preappraisal
(See Table 7 of this Annex.) 687, 68% 68% 6B% 687
6. Total CP Man-Years Needed On-LineE/ 61 ! 81 84 85 88 90
7. Total CP Budgeted Man-years Needed?/ 82 | 97 101 102 106 108

* Both the assumptions and methodology of this table would be refined from year-to-year.

1/ perived from Bank 5-year plan, after 1976

2/ Asgumes average lead time increases gradually from 2-1/2 to 3 years between 1976-1980, because of
increased "bus-stopping.’'

3/ Derived from number in CP pipelina and average time in pipeline. Takes into account a gradual shift from 2-1/2 to
3 years preappraisal time in process.

4/ In FY78, for example, CP will assumedly work on 100 different projects, 75 of which have 3-year lead times and have

1/3 of their "work" dome in the year; 25 have a 2-year lead time and have 1/2 'work' done in the year. Thus,
(1/3 x 75) + (1/2 x 25) = 38«

5/ Assumes an overall drop-out rate of 35% of projects entering the pipeline. (We found a 227 drop-out rate after
completion of yellow cover preparation report.) Being in "baseline" project equivalents, the figure somewhat
understates the number of projects to enter the pipeline, given assumed efficiency increase.

&/ 53 Man-weeks per completed preapp-aisal job is average of time actually spent in 1973 and 1974. (See Annex 2,
Table 7.) Our projection assumes a 257 increase in CP efficiency over 5 years.

7/ Assumes that on average 10% less time per project is spent if one includes dropouts,

E? Net potentially usable time per weighted average of comsultant and direct-hire man-year (at 50 and 40 weeks respec-
tively) is 42 weeks. 687 of the 42 weeks, i.e, 28.6 weeks per weighted CP man-year is available for project pre-
appraisal work. For 1976, therefore, with 2315 net usable man-weeks needed for project preappraisal and 28.6
man-weeks available for such work per CP man-year, the number of budgeted man-years required is 81
(i.e. 23152 28.6) =-- with no allowance for vacancies or for down-time that is unusable for non-preappraisal
activities.

9/ To convert the 68% of on-line time usable for preappraisal to a percentage of total budgeted time, subtract 6% to
account for budgeted positions that remain vacant and 5% for unusable down-time. Then take 57% (68%-11%) of 42
man-weeks (23.9 man-weeks) and multiply by Line 4.
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MANAGEMENT INFORMATION AND CONTROL: OUTLINE DESCRIPTION OF TIME REPORTING SYSTEM

1.

Lis

OVERVIEW

Until recently the Investment Center's need for detailed time expenditure
information on the activities of its professional staff was not great.
Most staff worked substantially full-time on the assignments of their
service. Exchanges of time were most unusual. Tasks were normally
scheduled on a six-months time horizon. Activities such as staff develop-
ment and training were handled on an ad hoc basis. Decisions about the
size of CP were based mainly on intuition.

These conditions should change. Under special charging or trading arrange-
ments, CP professionals will sometimes work outside the CP and vice versa.
Project preappraisal work will be timetabled through to completion. Activi-
ties other than preappraisal (such as staff development and direct FAO
support) will be formally recognized and planned, subject to man-year
ceilings. The CP's future size will be heavily influenced by forecasts

of the volume of projects needing CP assistance converted, via experience-
based coefficients, into a demand for CP professional time.

Tn such an environment, CP managers will need accurate information on the
expenditure of time -- as well as the achievement of deadlines -- against
plans and programs. To monitor exchange arrangements, they will have to
manage and monitor time as well as subordinates -- and the two will cease
to coincide. Moreover, retrospective data on results achieved vs. time
expended will provide a useful and steadily improving basis for building
future budget projections on the basis of future results required.

In the following sections, the principal features of a system for meeting
managers' needs for time expenditure information are described in terms of:

A. Data required
B. Processing of Data
C. Management reports

As there is more work to be done on the detailed systems design (probably
by FAO's Management Services Division in consultation with IC management
and with the advice of Bank systems specialists), what follows should be
viewed principally as illustrative.

THE TIME REPORTING SYSTEM: REPORTS AND PROCEDURES

A, Data Required

To produce the reports needed by Bank and CP managers so they can know
how their resources are used, monitor time expenditure ceilings, and
build towards meaningful workload coefficients, time expenditure data
needs to be categorized by:
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: Activity (See Table 1 of this Attachment for "major'" and
"minor" work categories. TFour of the former -- i.e. Pre-
appraisal, Economic and Sector, Post Preparation and Pro-
fessional Development -- have components which it will often
be useful to total; together the first three activity cate-
gories constitute what we have defined as 'met operating time');

User (i.e. Bank division and CP service, Other (specified));
F Chargee (i.e. CP, Other (specified));

. Basis of charging, if other user (i.e. Reimbursement to CP,
time exchange, non-reimbursable, undecided);

¥ Source of Time (i.e. specified CP Service, non-CP IC,
Other (specified) and (at least for IC staff) staff member
identification).

B. Processing of the Data

In the CP, the Operations Officers (acting in behalf of the service
chiefs) would be responsible for assuring that time expenditure data
was submitted accurately and on time. Staff would be provided a
simple instruction containing the necessary codes and time recording
groundrules.® The IC Program Coordination and Administration Office
would screen the timesheets received from the Operations Officers as
a last check before transmitting them to the Bank for computer pro-
cessing,

Given the modest volume of data (encompassing approximately 100 man-
years per year) and of required reports, it probably does not make
sense to rely on the Bank's computer for all the data manipulation and
report assembly that may be desirable. Using "intermediate" computer-
produced reports in some cases (where special programming or coding is
impractical), the IC's Program Coordination and Administration Office
could manually generate some of the output information required by
managers and, where useful, manually combine aspects of different
machine~produced analyses. The precise manner and mix of machine and
manual data handling will have to be worked out in detail based on joint
Bank/FAO assessments (for each category of output report desired) of
the relative ease of machine and manual production and manipulation,

C. Management Reports of Time Expenditure

The principal reports would display at least the following information,
with each item showing data for the year-to-date and the most recent
reporting period:

* Development of this instruction has been started by the Task Force and should
be completed by FAO before the end of the year.



ANNEX 5
‘Attachment 3
Page 3

1. Report for Bank Division Chiefs and Assistant Directors (Quarterly)

. Expenditures of net operating time totaled by project and
broken out by minor activity code (see Table 1 of this attach-
ment for code structure)

. Divisional totals by major activity

. Divisional grand total

. Regional totals by major activity

. Regional grand total

. Regional post-appraisal (i.e. appraisal and supervision) as
percentage of Regional grand total

2. Reports for CP Service Chiefs (Monthly)

a) Time Delivered. Same as above for Regions served; also:
. Multi-Regional grand total and major activity totals

. Totals for direct FAO support, professional development,
absences and overall grand total

. Professional development, direct FAO support, and post-
preparation work each as a percentage of overall grand
total

b) Source and Application of Time

. By each non-CP unit, time delivered to the service broken
down by basis of charging

. By each non-Bank, non-CP unit, time received from the
service, broken down by basis of charging

. Service grand totals of delivered and received time by
basis of charging

3, Report for Deputy Director, PPL (Quarterly)

. Direct FAO Support and Professional Development time of
designated Senior Specialists —-- by man and assignment

. Total Direct FAO Support by recipient unit
. Total Direct FAO Support by service
. Total Professional Development by service

. Total time applied to specified assignments
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4, Reports for Overall Bank and CP Management (Monthly)

a) Time Delivered. For each minor and major activity:

. Crand CP total, total by service and Front Office

. Percentage that grand CP total for the activity bears
to total of all CP time expended

. Percentage that service total for the activity bears to
all time expended by the service

b) Source and Application of Time

. By each non~CP unit, time delivered to CP, broken down by
basis of charging

. By each non-Bank non-CP unit, time received from CP
broken down by basis of charging

. CP grand total by basis of charging for all external units

c) Special Reports. Special annual reports may be useful
for special purposes —- to provide, for example, a basis
for recruitment decisions. These might include reports of
consultant time, exchanged time or total time by subsector,
subsector time by Bank Region or CP service, CP time by
UNDP special interest project, etc.

Assistance in assessing the time reports and initially determining
where they indicate needs for corrective action would be provided

to CP's top management by the Program Coordination and Administration
Officer, to CP service chiefs by the Operations Officers, and to
managers in the Bank by their own assistants and the CP Coordinator
in CPS.
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TIME REPORTING ACTIVITY CODES Table 1

MAJOR ECEEY LYY

MINOR ACTIVITY

Major
Description Cédqj

Minor

Description tode

Travel: Time spent on travel should be reported against the activities and projects for which the travel is intended:
If a trip involves work on more than one project, the travel time should be allocated against the projects roughly in

proportion to the effort expended in the field on each project.

No more than eight hours of travel should be recorded

against a single day including days spent in authorized atopover, or, in lieu of stopover, for rest at the end of the

trip.

Preappraisal: All project= PP Technical Assistance: Work in relation to pre-investment programs, | TAS
oriented preappraisal work; in e.g., UNDP
the case of the World Bank this
work will have been agreed with Project Definition: Project-specific work culminating in a Project | PDR
CPS or regions concerned, Definition Report or equivalent.

Preparation: Project-specific work culminating in a report to be PRN
used by the funding agency as the basis for loan appraisal or
decision; the report may or may not be IC-prepared.

Combined Identification/Preparation: To be used when no useful IPR
distinction can be made between the two activities.

Economic and Sector: Preappraisal ES. Economic Work: Preparation of economic reports, studies or ERA
work not related to a specific pro- memoranda.
ject.

Sector Work: Preparation of sector surveys, reviews and studies. SRA

Reconnaissance: General project recognition work preceding Bank REC
selection for project definitionm.

Post-preparation; Operations not PP Appraisal: Appraisal of projects, whether IC-prepared or other- APR
directly concerned with preappraisal. wise. -

Supervision: Supervision and implementation assistance of on- SUP
going projects.

Direct FAQ Support: Work primarily for FS
FAO benefit which is uncompensated by
reimbursement or time exchange.
Professional Development: The prepara- | TR Material: Preparation/presentation of training material, e.g., MAT
tion/presentation of, and attendance lectures, guidelines, senior specialist assignments.
at, courses/seminars/workshops
directed towards the development of Study of training material; attendance at lectures, seminars, STU
IC staff knowledge and professional debriefings or other meetings with a staff development objective,
gkills; other work with these
objectives.
Management and Administrationm: Full MA
time of supervisors, operations
officers, professional administra=
tive personnel.
Absences: All categories of time absent. AB Leave: Home, annual, or compensatory leave. LEV

Holidays: Official FAO holidays. HDY

Sick Leave SIK

Ungaid absence of any kind. UNP

General: This code should be used only GE
when none of the other above activi-
ties apply; specifically includes
interviewing, staff meetings, personal
time and non-operational general read-
ing in work hours.
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DIRECT FAO AND WB RELATIONSHIPS

ASSESSMENT

There are many direct links between FAO and the Bank, but

the two institutions fail to exploit fully their areas of com-
plementarity. The mutual and, in the ranks, rather pervasive
lack of knowledge in FAO and the Bank of each other's work
programmes greatly increases the chances of duplication and
must cause the loss of numerous opportunities for creative
synthesis. While it is true that in some cases (e.g. joint
studies) speed and clarity can be a casualty of over-
coordination, it is also true that where the desire to
coordinate is thwarted by absence of knowledge or lack of

the necessary mechanisms, likely results can be waste, friction
and a loss of potential benefits.

We discuss below:
A. Possible areas of increased coordination
B. Institutional constraints
C. The need for system

A. Possible Areas of Increased Coordination

While the task force has not made a detailed assessment of
the potential complementarity of the two organizations'

work programmes, it has identified the following non-project
activities on which there is little collaboration at
present, but appears to be room for more deliberate, routine
interaction in the future.

In FAO In the Bank
Perspective Study for World Mini-Link Model
Agricultural Development
Food Trade Statistics National Accounts Statistics
Food Production Statistics Income Distribution Statistics
Food Consumption Patterns Development Research Program

Land Classification/
Resource Inventory

Trypanosomiasis Control

Technical Seminars Meetings of Experts
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B. Institutional Constraints

Because large institutions usually should not and cannot
mold their organizational structures primarily around

the purpose of coordinating with each other, their basic
internal structures must be taken as constraints on the
coordination problem. Nevertheless, small changes can
sometimes be made that do not violate other considerations
but have an important impact on coordination capacities.

C. The Need for a System

While there is much ad hoc and purely personal coordination

today and numerous specific means for regularized contact

on given subjects, there is in the non-operational areas an overall
absence in each institution of a facility or system for:

- Keeping each generally informed of the other's
activities

- Bringing to the attention of the right person at
the right time relevant work done in the other
institution

- Actually promoting collaboration or coordination
when appropriate.

IL. RECOMMENDATIONS

To improve collaboration between FAQ and the Bank on non-
CP matters:

A. Make the IC's Deputy Director, PPL, responsible
for helping stimulate direct FAO/Bank interaction.

B. Designate Bank contact points in four ADG's
(Assistant Director Generals') offices in FAO.

C. Encourage FAO field staff informally to
provide, on request, minor assistance to the
Bank (and IC).

A. Make the IC's Deputy Director, PPL, Responsible for Helping
Stimulate Director FAO/Bank Interaction

The task of bringing into the Bank knowledge of outside
thinking, work and developments is one that in agriculture
deserves special attention, given the priority of the sector
and the amount of activity occurring in it. Because FAO --
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the largest of the UN specialized agencies -- is becoming
increasingly active in matters which also concern the
Bank and conversely, it makes sense to have a specific
assignment of responsibility for non-operational liaison.
between the two organizationms.

We have recommended in Annex 4 that such responsibility

be assigned to the proposed IC Deputy Director for Policy,
Professional Development and Liaison. His other activities
(as well as his proximity to the IC Director -- who chairs
FAO's Interdepartmental Working Group on the CGFPI) will
complement the liaison function. In Rome, he will be able
to work with designated FAO contact points (see below) ;

in Washington he will have the assistance of the CP
Coordinator and the FAO Regional Office as well as access
to the Director of CPS's Department of Agriculture and
Rural Development. He should not seek to be a coordinator
in the "exclusive channel" sense, but should be a catalyst
to voluntary interaction, a point of consultation or "marriage
broker" for staff of either agency who wish knowledge of
the other's activity in a specific area. In general and

as time permits he should:

- Keep staff throughout the Bank as fully informed
as possible about all FAO actdvities of potential
interest

- Bring to Bank staff members' attention in timely
fashion —— i.e. before they begin a study or depart
on mission -- FAO material of relevance, and the
names of FAO staff (in Rome or the country) who
may have useful knowledge of the subject

- Assure that the FAO liaison points (see below) are
kept fully informed of Bank work of potential interest
to FAO.

He would have no responsibility for Bank/CP operational
coordination.

Designate Bank Contact Points in Four ADGs' Offices in FAO

FAO's ADGs in the Agriculture, Economic and Social Policy,
Fisheries and Forestry Departments should each designate a
staff member to be responsible (in addition to his other
duties) for Bank contacts and liaison. This officer would

work with the IC Deputy Director, PPL, to assure the exchange
of work programmes, publications, special papers and the like
and to see that his department's staff are fully aware of Bank
activities of relevance. For FAO's Development Department, the
IC Deputy Director, PPL, would be the contact point.
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Encourage FAO Field Staff Informally to Provide, on
Request, Minor Assistance to the Bank and IC

To the extent not incompatible with their primary assignments
(in terms of deadlines, loyalties or confidentiality) FAO
field staff should be encouraged to cooperate, on request,
with the Bank and IC. They should do so with minimum
formality in their personal capacities and not as represent-
atives of FAO, the Bank, UNDP or the country government.

A draft directive that could set the appropriate tone for
this type of collaboration is presented as Attachment 1.

The Bank should issue a complementary circular to its agri-
culture staff contemporaneously to advise them about the
arrangements.
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DRAFT FAO CIRCULAR

ASSISTANCE BY FAO FIELD STAFF TO THE WORLD BANK AND THE FAO/INVESTMENT CENTER

Introduction

A recently completed study of cooperation between FAO and the World
Bank has highlighted the fact that FAO's large field-based store of
experience and expertise in developing countries could more fully be
brought to bear in the preparation, appraisal and implementation of
projects financed by the World Bamk. Where FAO and the Bank have
collaborated in the field, both have usually been careful to keep
the relationship at an informal level so as to avoid any problems of
protocol. :

Policy

In the interests of member countries, FAO has agreed with UNDP and

the Bank to encourage greater collaboration in the field between FAO
staff and Bank and IC missions, provided that the assistance requested
by the Bank or IC and given by an FAO staff member does not conflict
with his primary duties. Such a conflict might arise where the Bank-
related work:

- Could jeopardize the timely completion of the staff member's
own work;

- Is known to arouse national sensitivities which could prejudice
the outcome of FAO-sponsored activities;

- Could endanger the confidentiality of materials or opinions
to which FAO staff have had access in the course of their own
work.

(The World Bank and the IC recognize that such conflicts ﬁay
sometimes bar FAO field staff from giving the assistance requested.)

Procedures

1. Informal and Semi-formal Collaboration

Informal collaboration would be confined to the country of
assignment of the expert and might involve requests to assist

a World Bank or IC mission with the assembly of data, to
accompany it on field visits, or to accept minor assignments, —
e.g. providing occasional advice to a local project preparation
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team or, at Bank request, to the management of a Bank-financed
project between or during supervision visits. In such cases,
FAO staff would act as technical advisers to the Bank or IC

but would remain wholly accountable to FAO and (where applicable)
the Government of the host country. Normally, no reimbursement
would be made by WB or IC for such assistance although where
necessary UNDP through FAO could be reimbursed for per diem and
travel expenses. ;

Staff members should use their discretion in deciding on the
level of formality to be used in seeking Government clearance
for the participation in such Bank-related activity if it lies
outside their terms'of reference. Any request for assistance
from the Bank or IC which could cause problems of the type
mentioned under "Policy," above, or would involve more than
three man-days of work should be made (or, if not made, relayed)
to FAO HQ. The latter will view favorably proposals for
collaboration of this kind.

Formal Collaboration

Where comparatively large amounts of help are requested — e.g.
where the World Bank or FAO/IC requests the full participation
of an FAO field staff member on a mission —- the Bank or IC
accept responsibility for full reimbursement to FAO of costs
(i.e. salary, expenses and travel). The FAO staff member becomes
wholly accountable to the Bank or IC mission leader, must act
as an individual adviser to him and cannot make any commitments
on behalf of the host country or FAO. Authorization for such
full-time participation in Bank or IC missions must be obtained
in writing or cable form through the Operating Unit in FAO
from: -

- the FAO Project Manager;
- the UNDP Resident Representative (on advice of the SAA/FAO
Country Representative) who will also certify that the

Government concerned has no objection.

The World Bank may be able to assist in obtaining Government
clearance for release of staff from their normal duties.

Communications with the World Bank

In order to improve the effectiveness of the contribution that
FAO field staff can make to the World Bank's or IC's work,
individual staff members are encouraged to correspond freely and
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without formality with World Bank or IC staff provided that it
is made clear that such correspondence is of a personal nature,
implies no commitment on behalf of the host country or FAO, and
does not jeopardize the staff member's primary assignment.
Information copies of such correspondence should, where
appropriate, be sent to FAO HQ and the Project Manager. Where
an FAO position is stated, correspondence must be through
formal channels.
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UNDP AND WFP ASPECTS

1 BANK "SPECIAL INTEREST' FAO-UNDP PROJECTS

A. Assessment

Both the Bank and CP recognize that CP -— although designated
as "watching agent" -- has had little impact on the
approximately 30 FAO-executed UNDP projects in which the Bank
has a declared 'special interest''. CP has not been involved
in the selection of such projects and is not systematically
apprised of the rationale underlying their selection.
Moreover, what should be included in CP's role as "watching
agent" has not been clearly agreed. Little time is devoted
to the activity.

B. Recommendations

CP and the Bank need more systematic procedures for the selection
and monitoring of "special interest” FAO-UNDP projects.

- With Bank advice, CP should develop proposed criteria
for Bank "special interest" declarationms.

- Based on those criteria, CP should routinely screen
the FAO-UNDP projects to propose to the Bank (at the
sewi-annual Bank/CP reviews) 'special interest"
declarations as appropriate.

- CP and the Bank should agree, as a general matter,
on the former's role with respect to Bank 'special
interest" projects and — with respect to specific
projects — should agree where departures are anti-
cipated from the general procedure (See Table 1 for
our proposed procedure for IC monitoring).

= Annually, CP should report to the Bank on the status and
work performed with respect to each '"special interest"
project, the average CP man-weeks expended per special
interest project, and the time spent per Bank Region.

Ll. FAO-UNDP PROJECTS OTHER THAN BANK SPECIAL INTEREST

A. Assessment

In total, there are approximately 600 ongoing FAO-UNDP large
scale projects which cost roughly $100 million/year. Roughly
one third of them are "investment oriented". Whatever the
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benefits of this FAO/UNDP technical assistance programme

in the training of skilled manpower, accumulation of

resource knowledge and creation of development ideas,

the direct investment impact of pre-investment work has

clearly fallen below reasonable expectations. By a

recent staff estimate, the total investments directly resulting
resulting from FAQ/UNDP pre-investment work have roughly
equalled the cost of the pre-investment studies. While

the specific ingredients of the estimate are arguable,

there is no disagreement about the room for improvement.

(Despite the unimpressive overall record —- which, of course,
could improve with time as more projects mature -- it should

be noted that several FAO/UNDP projects have led directly to
World Bank-financed projects (e.g. Yemen, Southern Uplands;
Egypt, Tile Drainage) and many others have provided substantial
inputs to support World Bank investment project preparation
(e.g. Nepal, Teral Settlement; Brazil, Lower Sac Francisco
Polders).

By funding one investment follow-up post in the IC, UNDP has
acknowledged the need that exists to infuse a greater invest-
ment orientation into this important and potentially high
long-term impact work. But it 1is clear that one man cannot
adequately provide FAO's needed investment-oriented input to
200 on-going projects. Unfortunately, in our view, FAO's
UNDP work today suffers from: :

1. Inadequate investment-oriented intervention
2 Inadequate investment follow-up staff.

1 Inadequate Investment-Oriented Intervention. At present,
the application to FAO/UNDP's so-called investment potential
projects of the investment-oriented expertise that -- at
relatively minor expense and dislocation -- could greatly
increase their potential developmental impact is too late,
far too sparse and too unsystematized. As a result,
important opportunities for magnifying FAO/UNDP's invest-
ment impact are being foregone.

2. Inadequate Investment Follow-up Staff. It is not realistic
to expect staff throughout FAO — generally without an
investment orientation or 1lnvestment expertise —— to see
that "investment potential" projects have the maximum
investment impact compatible with development needs. Nor
is it rational to rely on one qualified man in the IC
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Service to accomplish this result for 200 such projects.
Moreover, it is clearly impractical to expect the requisite
infusion from staff located in UNDP's Regional Bureaux

in New York which are not only remote from the executing
agency and the project site but also lack the relevant
sectoral expertise. Lastly, it is not normally possible
to rely on project field staff for the requisite infusion,
as most projects are too small to support a project
economist and, even where this is not the case, a

project economist would only in the rarest cases have

a good knowledge of the requirements of major financing
agencies. '

Recommendations

To increase rapidly and to its fullest desirable extent
the investment return from UNDP investment-potential
projects (as well as other similar projects undertaken
by FAO for bilateral donors through trust fund arrange-
ments), it is necessary to: ;

1: Increase the staff devoted to investment infusion
25 Locate the staff in the Investment Center

I Supply the needed infusions of investment
- orientation earlier and more systematically.

1. Increase the Staff Devoted to Investment Infusion. The
IC central office has estimated that at least 6
man-years of HQ time are needed for an adequate
infusion of investment expertise into the approx-
imately 60 new investment-potential projects per
year and the 200 that are ongoing. This estimate
does not seem excessive, given the numerous points
at which such infusion is desirable and the high
possible returns. Whether the staff time other
than field time (which now is chargeable to the
projects) should be funded by UNDP (as with the
present position), charged to the projects (perhaps
through a flat fee or percentage), or borne by
FAO as the responsible executing agency and recipient
of the 14% UNDP management fee, is a question beyond
the scope of this study. We do, however, recommend
that the question be promptly resolved and that
the necessary staff time be provided as soon as
possible.
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Locate the Staff in the Investment Center

(a) Location. The additional staff effort we
recommend should be located in the IC, but
should consist of two full-time follow-up
coordinators plus planned "slivers" (equivalent
to perhaps 4 man-years per year) of the IC's
nearly eighty investment-oriented specialists.
In this way, the expertise brought to the task
will have the full benefit of IC's critical
mass; it will have sub-sector-specific knowledge
in addition to the overall investment expertise
that can make it most effective. Also, the
constant and intensive exposure of IC people to
the task of investment preparation and their
continuing interaction with major financing
institutions {(Government, private and multi-
lateral) will guarantee the focus that the
task requires.

IC people —-- whose principal job is to assist
country nationals in preparing projects for
investment -- should not find it difficult to
agsist FAO/UNDP people in the same task.

(b) Management of the Infusion. It is most important,
under our proposed "sliver' approach to the FAO/-
UNDP investment infusion task, that the infusion
effort be managed conscientiously and closely
within IC so that the function does not become
lost and the resources dissipated in the overall
rush of other IC work. To assure this result, we
have proposed having 2 UNDP Coordinators report
to the IC Director. They would be responsible
for selecting projects for investment infusion
and arranging to have the infusions made at
appropriate points. They would also assist
personally as appropriate, in the early stages
of UNDP programme formulation.

Supply the Needed Infusions of Investment Orientation
Earlier and More Systematically. 1In Table 1, we
display 18 steps in the UNDP project cycle and indicate
the various points (there are more than 10 of them)

at which an investment-oriented infusion should be
considered. If properly staffed and managed, the
utility of such an infusion should be evaluated at

each such point in each investment potential project.
The first opportunity occurs in the earliest pre-
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programming stage, when project ideas are being con-
sidered by Governments, field staff and FAO's DDF.
Then, infusions can be appropriate during the pre-
paration of project documents and at the various key
stages of implementation. Finally, a last contribution
can be made through review of the draft final report.
At any stage during the project's evolution, the IC
might try to interest specific potential financing
institutions in the project.

III. WORLD FOOD PROGRAMME (WFP)

A. Current Situation

1. WFP-FAO Links. WFP is institutionally separate from
FAO, but FAO provides, on contract, the technical
services to backstop the planning and implementation of
WFP agricultural projects. FAO also provides personnel
and adminsitrative services. Aside from notable
exceptions, IC involvement with WFP projects has been
limited.

24 WFP Agricultural Projects. WFP prepares and approves
gome 50 projects annually, of which 20-25 are in the
agricultural sector and 10-15 might be classified as
having non-food investment implications. Although
there is no systematic orientation of WFP projects
towards non-food investment goals, several have
already been associated with Bank follow-up invest-
ments (e.g. Egypt, Tile Drainage; Ethiopia, Resettle-
ment) .

3 Investment Potential. In contrast to the UNDP, WFP
has no system for classifying its projects according
to their non-food investment implications.

4. Investment Opportunities. Based on the present level
of resources at the disposal of WFP, investment
opportunities in projects assisted by it should be
considerable. The Programme expects to commit
approximately $300 million during the year 1975,
mostly for agricultural development projects of one
or two years duration. In terms of quantities,
WFP hopes to move at least one million tons of food.
Among the new projects will be major schemes in Egypt
(Land Reclamation, Settlement, Tile Drainage), South
East Asia (Rural Rehabilitation Works, Construction or
Improvement of Roads, Canals, etc.), Central America
(Production of Basic Grains), Tunisia (Rural Cooperatives)
and Pakistan (Watershed Management). In several of these




ANNEX 7
Page 6

new projects as well as in smaller projects of a more
pllot character, WFP food input could be complemented

with World Bank or other investment. Likewise, World

Bank projects could be examined with a view to identify-
ing areas for complementary WFP food inputs. Institutional
arrangements are needed whereby WFP-FAO-IC-WB are likely

to identify suitable opportunities for collaboration at

an early stage.

Recommendations

We recommend that possibilities be explored between WFP, FAO,

IC and IBRD for instituting more formal arrangements both for
bringing investment expertise to bear on WFP-assisted agri-
cultural projects and to incorporate food inputs, where desired,
in World Bank assisted investment schemes.

Given the nature of WFP's resources, it is likely that food
will usually be a secondary input in what are primarily
investment schemes, rather than the leading resource to be
supplemented with non-food investment of the kind usually
provided by the Bank.

Possible Procedures

1. WFP Projects. WFP (Project Management Division) should
consider as a matter of nmormal project processing
any possibility for non-food investment, as should the
WFP/FAO Liaison Unit which receives all agricultural
project requests for technical scrutiny. Proposals
for non-food Investment should be screened by IC who
would then take the necessary follow-up (contact
potential investors, arrange for participation in
appraisal missions, etc.). In cases in which WFP
projects are designed as pilot schemes for potentially
larger non-food investment programmes, investment
orientation could be provided by arrangement with the
IC, as in the case of UNDP projects. A system to enable
financing institutions including the Bank to declare
""special interest'" in these projects might also be
introduced.

48 Bank Projects. When CP becomes aware of proposed Bank
agricultural projects which might profit from
complementary food inputs, it should bring them to
the attention of WFP.
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Institutional Arrangements and Funding. Arrangements

for staffing and funding of IC inputs into WFP projects
should be negotiated between WFP and FAO. For Bank
"gpecial interest" WFP projects, arrangements similar
to those proposed for '"special interest' UNDP projects
should be instituted by CP with Bank agreement.



PROPOSED IC ROLE IN FAO/UNDP PROJECTS

Phagze X1 Aoction by FAO . IC R8le
Formulation] 1 G(;vemment and FAO Technical Divisions generate project ideas Propose projects; review project proposals
i for IP; suggest modifications
2 | FAO (DDF) assembles pipeline ideas; assists Government and UNDP Comment on overall investment implications,
to define projects Indiocate operational implications for in-
vestment orientation
3 | UNDP Res.Rep. negotiates pipeline with Government, and develops multi-
sectoral country pregramme, classifying projects for IP : l
4 | USDP Res.Rep. forwards draft country programme to FAQ (and Banks) for | As for 2 (above)
comment, FAO (DDF) seeks Divisions' comments, Banks indicate
ngpecial interest®
5 | UNDP Res.Rep, finalises country programme ]
{
Approval Government submits country programme as T/A request to UNDP M
UNDP presents country programme to its Governing Council ‘
After approval the document is accepted as a joint Govanment/UNDP
programme
4 |Executing agencies are assigned responsibility for preparing project DDF involves IC in preparing project
documents, For small-scale projects this is a desk elaboration of documents including IPPA, A field visit
the country programme description. For large projectis, FAO may may be necessary. IC may alert financiers
provide preparatory assistance (6=12 months) for detailed plamning
in the field, Project documents may include an IPPA
5 | Project documents are signed by UNDP, FAO and Government,
i | FAO (AGO) assumes operational responsibility
IS o _
Implement- 1 [FAO (AGO and Technical Divisions) select and appoint project managers Advise on selection if IPP project
Fti_on 2 | Project staff are briefed at FAO HQ Brief IP project managers/economists
3 |Bi-annual and technical reports are submitted by project to FAOQ May review for IP projects
4 | Project staff visit Rome and IC missions vigit project couniry AGO may advise IC to contact project
(for other purposes)
5 | UNDP mounts ad hoc or mid-term review migsion to project Participation desirable for IP projects
- to set framework for IPA report o
Project submits draft fingl report for FAD review Comment and propose adjustments
T | Project suhnits,f_:i.z;al report Contact financiers
8 |oceasionally UNDP mounts end—of—project, follow-up plamning Ic participation desirable
L missions .

2

o |5
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BUDGETARY AND STAFFING IMPLICATIONS

The growth rate of CP will depend on the demand for its services,
trends in its productivity and other factors outlined in Paragraph 91
of this report and in Attachment 2 of Annex 5.

Important to the growth rate will be the extent to which pro-
ductivity gains are realized directly through an increase in CP output
per man-year or indirectly through an improvement in the quality of
CP's work that brings about long-term productivity gains for the Bank
and FAO. We have recommended the latter option and detailed some
of the relationships in Paragraph 90 of the report.

Also important to gauging the impact of our recommendations
on CP's size will be the relationship of "down-time" to the pro-
fessional development and direct FAO support activities we have pro-
posed. Although bus-stopping is more economical for the CP than
paratrooping -- as the missions tend to be smaller and CP's report
writing burden lighter -- it could (because of travel constraints)
raise the level of down-time.

If the current and likely rates of operationally unusable down-
time exceed the time needed for professional development and FAQO .
support, these zctivities will entail little additional cost or growth.
On the other hand, to the extent the time exchanges we have proposed
effectively convert down-time to operationally usable time -- by
yielding a future FAO mission participant in place of a currently
idle CP staff member -- the proportion of down-time available for
professional development and direct FAO support will shrink.

Because of the problems of tims reporting that have been
described, we (and CP) have not been able accurately to measure the
level of down-time. Consequently we cannot confidently gauge the
additional cost, if any, of concerted professional development and
direct FAO support. We can,  hewever, hypothesize that if the former
is properly done it will (in addition to improving quality) increase
productivity by more than enough to offset its entire cost. The
latter, if properly done, sheuld yield immediate benefits to FAO well
in excess of the total cost to CP and -- to the extent it increases
the frequency with which FAOQ activities create a practical basis for
investment -- will also yield major long-term benefits to the Bank
and, of course, to the member countries of both organizations.

To suggest illustratively some of the factors and magnitudes
that might be involved, we attach a table of some of the more signi-
ficant staffing and productivity implications of this report. It
assumes the present volume of work and level of CP budget.
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Even with a constant budget, the staff size of CP could expand
significantly. Time exchange is likely to cause an increase in CP's
staff at the expense of its consultant budget. UNDP, World Food
Program and Trust Fund investment infusions will result in staff
increases which are financed outsids the CP budget.

Given all the factors and constraints that exist and the time
lags implicit in the budget process, our guess would be that the
CP's budgetary growth rate in the next several years would fall
between 5 and 10 percent annually (in constant prices). The growth
rate of staff would exceed that -- by a margin dependent on the growth
rates of time exchange and reimbursed investment infusion.

Overall, we would expect that there will be significant in-

creases in the demand for and scope of CP service, in the productivity of
CP, and in the quality and impact of CP work.
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Table 1

CHANGE

Time exchange with FAQ
and non-CP IC

Additional Deputy, CP
Operations and Secretary

Ssnior cialists (25%
of perhaps © men

gnmhasis on professional
development

More guidelinss, models,
formats

More routine project
definition by CP prior
to preparatien

Issuss Paper replaces
BTO

Yellow Cover Clearance
by Bank eliminated

More bus-stopping

Participation in Bank
appraisal and supe ion

missions (in lieu of Bank
staff or consultants)

Dirsct FAO Suppert

UNDP_and WFP infusion

Third service chief

roved administrative
support services (in-
cluding creation of 3
Opsrations officers)

Improved management
systems -- i.e. project

gemeration planning, time-

tabling, time reporting,
programming, budgeting

Total increase in profes-

ESTTMLTRD STAFFING IMPACT ON CPF¥

COMMENTS

RESULTS

CP staff increasingly engaged in non-
CP work; greater likelihood of FAD
men on CP missions

More top level management time to pro-
vide 1sadership, liaison, quality con-
trol, ete.

Improved professional development and
technical leadership will help the
staff mature faster and becoms more
productive and effective. The produc-
tion tims for policies, guidelines,
ete, should be more than offset by
resulting reduction inm report writing
and review time, more useful reports.

Small number of additional missions and
reports; briefer reports, but easier
more efficient preparation

Rarly Bank input will reduce the 1likeli-
hood of CP's work being subsequently
altered or rejected

Reduction in lapsed time from report
complation to country receipt and in CP
waiting and revising time.

Smaller more frequent missions, mlti-
project missions, but countries assums
much of report preparation burdsn

Time lost to CP work soamewhat offset
by more effective identification and
preparation. (Present 7.75 CP man-
years per year should be more evenly
distributed among CP staff). Cross re-
quirement is 10-11 man-years, i.e. a
net increase of 3} man-years.

Working group, seminar participation;
preparation and review of papers;
advice and assistance

Increased investment pay-off far in
excess of additional input

Improved service management

Reduced administrative burdem on
managers, faster word processing,
better use of available data

Better resource utilization and im-
proved Bank/CP relationships

sional staff (excl. Iteml #12)

* il

c

No net additional cost despite esti-
mated need for from 3-6 new positions.
Positions financed from UP consultant
budget and FAO reimbursemants; FAO
staff input offsets reduced CP usage
of consultants.

No immediate cost if Director assumes
these responsibilities at the expense
of his external duties

Assuming resulting 5% decrease in
overall report writing time

Assuming resulting 5% increase in
overall productivity.

Perhaps savings to the Bank from
avoidance of CP "false starts," mis-
directed effort; reducticn in post-
preparation "drop outs."

Assuming resulting 5% increase in
productivity of repert writing

Savings for Bank of parhaps 1 man-
year (after subtracting time to
comment on Issuss Paper)

A guess, as rate of increase cannot
be predicted but productivity with
bus-stopping appears to bs more than
30% higher (See Annex 2, Table 1)

_ No supplementary cost to WB or FAO --

although total cost should be shown
in CP budget -- as CP gtaff replace
Bank staff or consultants and WB pays
full cost of CP staff on Bank
missions. Probable long-term guality
and productivity gain from resulting
professional development, increased
convergence of Bank and CP views.

Benefits accrue mainly tc FAD, but
also -- in the long term -- to Bank
through increased project recognition
and FAO investment impact. No net
direct cost to FAD. Cost to CP
depands on relation to down-tims, the
pregent lsvel of which is unknown.

Possibla & additional man-years in
IC, but they would be funded ex-
ternally -- i.e. by UNDP, WFP, or FAO.

The produstivity gain from enhanced
managerial capacity will more than
offset the additional overhead cost.

3 junior professional and T new GS
positions offset by reduction of 9
present GS posts (working paper
furnished separately to IC manage-
ment), release of service chief time
for non-administrative tasks. 5%
productivity increase likely from im-
proved support and reduced administra-
tive distraction of managers.

The cost of planning and coordinating
systematically probably is less than
the present cost of improvisation,

‘The cost of good time reporting is

additional, but compensated by result-
ing increases in the capacity to plan,
manage and control.

# This table is highly conjectural and should not be regarded as anything more than a suggestive aid to contemnla-
tion of some of the. productivity and cost implications of our principal recommendations.
#% Baged on preseént size and workload.



1I.
11T

IV,

VI.
VII.

VIII.

10.
11.
12,

13.

BRD

Page 1
BASIC REFERENCE DATA - ﬁ
CONTENTS
Page

ST 0 T o rgreod s AR WO KA SRS RS RS A VAR
APPROACHES TO PROJECT PREPARATION WORK +oveveveveveeseosocens
HANE/CE DPBRATTHG PROCEDINES o «ssn@nnamnn 1o vy see s bsdasannss
INTERNAL MANAGEMENT OF THE INVESTMENT CENTRE «eoeveecescscses
CP STAFFING AND COSTS
CP RELATIONS WITH THE REST OF FAO 4ueveecececscacacsesnsannes
FAO/BANK RELATIONS NOT INVOLVING CP 4eeveveeecssssnssassasces
THY UNDPR DIMBNEION o s wnissisn s anmssssn s s asa@sbashanssngasssss
TABLES

CP Mission Days by Activity as a Percentage of Total
CP Mission Days for Each Region (FYs 70 - 74)

Distribution of Bank Agriculture Effort (Staff Man-
Weeks) and CP Effort (Mission Days) Among Regions
by Activity

CP-Assisted Projects Compared to all Agricultural Projects
Approved by the Bank

Percentage Distribution of CP Mission Days by Subsector
Within Regions

Percentage Distribution of CP Mission Days by Region
Within Subsector

Each Region's CP Mission Days as a Percentage of World-wide
CP Mission Days for Each Activity (F¥Ys 70 - 74)

Comparison Between Bank and CP Agricultural Staff Manpower
Source of CP staff Hired from 1970 through 1974

Comparison Between Cost of Bank and CP Man-years

Bank/CP Travel Cost Comparison

Analysis of CP Questionnaire Responses

Summary of Formal IC/CP - FAO Relationships

Summary of Formal FAO-World Bank Relationships

Page
2

7
12



BRD
Page 2

BASIC REFERENCE DATA

WHAT CP DOES IN RELATION TO BANK ACTIVITIES

Primarily, CP helps developing countries identify and
prepare projects that the World Bank can then appraise
and finance.

In the following, we summarize quantitatively:

A, The relationship of Bank and CP effort

B. CP's impact on the Bank's approved lending
program

C. The distribution of CP mission days by
subsector and within Regions

D. The distribution of CP subsector effort
among Regions

E. The distribution of CP mission days among
activities

F. Other activities
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Ae Relationship of Bank and CP Effort (Tables 1 and 2)

l. While in FY 1974 only 18% of Bank agriculture time was
consumed in preappraisal work, 84% of CP's mission
days were for pre-appraisal - = 50% for preparatiem,
34% for identification/reconnaissance. The Regienal
distribution of these efforts was as follows:

CP Mission Days for Preappraisal Bank's Preapp reisal Time
Preparation Ident./Reconn,

South Asia 43% 16% 15%
Bast Asia 26 20 ) |
BAF 11 9 22
EMENA 9 21 19
WAF 6 1 ' 6
140 4 o ou 21
99 101 100

All Regions' %
of Total 50 34 18

2. WAF's low usage reflects its small share — — 6% - - of
total Bank preappraisal effort and the extensive use of
FAC by WAF couniries. Their use of CP is expected e
increase as the proportionate reliamce on FAC decreases.

3, EAP's use is held down by the presence of Regional Mission
t Africe, Nairobi; but is still significamt in
forestry and in francophone countries.

4. LAC's low usage for preparation and high usage for
Tdentification/recomnaissance in FY 1974 may reflect the
techniocal capabilities of many countries of the Region,
but alse is at variance with the five year totals.

5. Eoonomic and sector work consumed 11% of Bank effort and
2% of CP's mission days in FY 1974.

6. Appraisal werk consumed 12% of CP's mission days and
34% of that was for the S. Asia region. ;

e
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B. CP's Impact on the Bank's Approved Lending Program ( Table 3)

1s Of the 164 agriculture projects approved by the Bank's
ard from July 1972 through February 1975 CP had

assisted in the preparation of 65, (37%) --

EMENA's ’gT% %
South Asia's 52 12
LAC's 46 12
East Asia's 30 7
EAF's 25 8
WAF's a3 9

Because many of the non-CP-assisted projects in the period
were repeaters or prepared through *piggy-backing",

the 37% figure significantly understates CP'e impact on
new project work in agriculture,.

2 By aubsector the rp;.t{érn varies widely:

Fisheries 86%

Irrigation 51

e.g. South Asia's 100%
EMENA's 83
Bast Asia's 14

Livestock 50

Area/rural development 19

e.g¢ South Asia's 100
EAF and Bast Asia's 0%
3¢  The overall trend of CP's contribution is upwards in

South Asia, downwards in East Asia and Africa; unolear
in EMENA and LAC. :

LR X}
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Sﬁbiiét or and Within

gions
1. Most CP miseion days in FY's 1972=74 were used ing
 Area/rurasl development 27%

Irrigation 18
Forestzry 10

2., In 1LAG8, 56% of CP's mission days for the Region were for
ares /rural development in the three year period,
in FY 1974.

3. In Bagt Asia, 22% were for ares/rural development in
The three years; 43% in FY 1974

4. EMENA's and Soukh Asia's largest shares in FI's 1972-T4

were For irrigation — — 38% and 23% respectively.

D. Distribution of CP Subsector Effort Among Regions (Table 5)

1.

2,

3.

4e

5e

In_ares/rural develo;g{ﬁ%t, the greatest share of CP
miss 3 consistently been devoied to LAC = =

45% for FY s 1972-74.

In idpigation, EMENA had a dispropertionate share (76%)
ﬁ—%l as did South Asia (B6%) in FY 1974;
East Asia's usege has been negligible.

In' forestry, South Asia used more than half (71%)
in FY 1975 and 1973 (61%); BEast Asia (37%) and
EAF (40%) were heavy users in FY 1974.

In education, EAF has been a disproportionately heavy
aBer = = 2% for FI's 1972=74; South Asia's use has
been erratic — — 66% in FY 1974, 0% in 1973.

Credit days went 72% to LAC in FY 1972 and 92% in
FY 1073 but dropped to 7% in FY 1974.



E. Distribution of CP Mission Days among Activities (Table 1)
Over the past five years, CP mission days have been expended
as folluwls
FY'70='74 ¥Y '73 ¥ '74
Preparation 55% 67 50
Ident./Reconn. 25 16 34
Appraisal 9 8 12
Ecenomic/Sector 8 7 2
Supervisien 1 p L
Other _ 2 1 2
1. Mm have varied widely from luu- to
year; LAC, for example, used 78% of its 4
for identification/recomnaissance and 13% for
preparation in FY 1974, while in FY 1973 the proportiems
were reversed - - 12% and 78% respectively.
2. - Usage patterns over time within each activity also fluctuated
1y in the regions (Table 6):
Share of CP Missmion Days on Sha.re of CP Missien
Preparaiion
k) SRR M2 B o3 12
Bast Asia 264 9% 12% 20% 35% 6%
South Asia 43 ; 26 28 16 21 0
EMENA 9 26 39 21 19 16
LAC 4 30 11 34 19 66
P, Other Activities

BRD

Page 6

CP also is responsible for:

" 3.

1. Ovei-éde% FAQ—executed UNDP-funded projects in which
the Bank b declared & "special interest"

2. Advising the Bank on request = = both directly and,
as appropriate, on FAO's behalf -« — with respect to
policy statements issued, needed, or in preparation
Amaisting the Bank in locating suitable FAO staff for
spooI 3 assignments

4. Formulating Project Preparation Guidelines

5 In general, bui as one of many channels, helping assure

that the Bank and FAObecome more fully aware of each other's
activities, concerns, resources and constraints.
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: 5 B "APPROACHES TO PROJECT PREPARATION WORK

In this section on approaches to project preparation work we discuss
in turns

4.

e Sources of'prepm‘l;ion asgistance
B, Preparasiom for preparation work
Ce The preparation task

D. Methods of assisting preparation

E. Relationships during the preparation process

Sources: of Preparation Assigtance

1.

2.

Country Responsibility. Unlike appraisal, which is a
nﬁlogasle Bank responsibility, preparatian is properly
and primarily a country respomsibility.

Asgistance Required. Occasionally projects suitable for
EE a.ppraf- ss? and financing have srrivef from countries
without any prior form of external assistance, but usually
some form of preparation assistance is required.

.....

Fumerous Sources., Preparation assistance can be funded or

proﬂdsa Trom numercus sources?

(a) Bilateral denors (e.g. FAC, WUSAID)

(v) UNDP:

(c) A UN specialised agency

(d) Consultants — either separately, in conjunctien with
another source or through "piggy-backing™ en an
existing Bank-financed projeect

(e) The :?ank itself (whether from Washington or a field
post

(£f) A "cooperative program" between the Bank and another
agency

"dentification' Work :

Before the Bank can oonsider measures towards the prevision of
needed preparsation assistance, it must identify a potential
project which it might be prepared to finance,
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2

3
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"Identification”. The term "identification" is usually
used loosely (with some resulting confusicn) to encompase
three activities:

(a) Project Recognition. Recognition of a project idea
as potentially viable and consistent with couniry
degires

(b) Project Selection. Selection of a project for
Preparation (and perhaps pre—preparation) werk with
a view to Bank financing - - because it seems to be the
best available combination of intrinsic merit, country

support, and consistency with Bank assistance strategies

(¢) Project Definition. Development of a
selected project idea to the peint at whioch it iam
prudent and efficient to commit the level of resources
necessary for detailed preparation.

Purpeses of Project Definitién. The purposes of project
definition are to: :

(a) Reach a decision that further detailed preparation
work is justified

(v) Idenﬁfy major issues, options, and alternatives
and make some initial choices.

(¢) Establish a broad range of financial magnitude for
the project

(d) Establish a preliminary preparation program.

Bank "Identification" Systems. Reconnaissance missions
and country secior work are routine means of project
“recognition", but much recognition also occurs thremwgh
other meens (such as supervision work). Project
"gelection" is often a result of country economic sector
work and Bank countiry programming systems. ''Project
definition", the least systematized of the three, is
sometimes hastily or superficially done and sometimes not
done separately at all — - i,e. merged with the detailed
preparation work.

Pipeline Planning. Attention paid to the planning of
selection,project definition and preparation work varies
widely from WB divieion to division; there is no Bank-wide
or agriculture sector-wide system for planning project
generation work and no consiptent pattern of assigning
responsibility within divisions to see that it gets done.
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Ca The Preparation Task

l. Creative Aspects. Although the judgments made during
preparation are not irrevocable (in contrast to those
made at appraisal), preparation work is widely
considered by Bank staff to be the most difficult and
creative aspect of the project cycle.

2. Preparation's ose, The purpose of project preparation
!in ‘tﬁ Bank ccmterti is to develop a project concept to
the point at which it is ready for Bank appraisal and — -
with mininmum change = — subsequent approval for financing.
This ideally requires development of a project demign
that satisfactorily resolves all major technical, ecomomic,
financial and managerial issnes (although — — because of
broader implications which may not be susceptible to
resolution until appraisal = = the lattier may sometimes
have to be addressed through optioms).

3. Purposes of Preparation Assistance. The purpose of
preparation assistance is not only to enable a country
to develop & suitable project for financing and to present
in its loan application the required technical, ecemomic
and financial justifications, but also to:

(a) Assure that the country fully understands the
project

(b) Help bring about full ceuntry commitment to the
project, and

(¢) To the extent feasible, leave the country betier
able in the future to prepare its own projects.

D. Methods of Assisting Preparation

1, Three Methods. The joint task force found it useful
To distinguish among three methods of assisting countries
in project preparation., In practice, the differences are
differences of degree.

(a) Paratrooping. Typically, the "paratroop-style"”
preparation assistance team will spend four weeks
in the country, summarige their early findings to
key country officials at the end of the vieit and
then return to HQto write the preparation report.

(1) Blii-‘-litopg%‘ 7o The "bus-stopping" approach typiocally
entalls an initial vieit to map out work to be done
by a local preparation team, followed by periedic
visits to review progress and provide assistance and
perhaps by a final visit to help with "packaging" a
report written principally by the local team. A
variant of "bus-stopping" could be termed "shutiling"
in which the visits (often from a regional field post) tend
t0 be much shorter and far more frequent.
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(¢) Squatting. Typical of bilateral donors and UNDP,
the ®squatter" approach entails residence in the
country of an expatriate who sometimes may have
technical assistance duties beyond preparation
_assistance.

2. Presewmi Patterns. For the 60 projects whose preparation
was completed in calender years 1973 and 1974, CP averaged
$wo missions per project. 32% had one mission, 48% two missions,
12% three missions and 8% had four or more. (See Table 1 of Annex 2)
From the World Bank's regional mission in Nairobi, it is
not wmsual to have g2ix or more missions to help with
preparatian. Of FAO's UNDP-funded projects involving
"gquatters” overseas, approximately 257% are estimated to
entail investment potential.

3. Concensus. There is wide agreement that:

(a) If the speed of project preparation were an overriding
consideration the paratroop approach would be best

(b) Paratrooping sometimes is the only feasible
approach

(¢) Speed of preparatinn should omnly in rare cases be
a paramount congideration = - given the possibilities
for advance planning and the disadvaentages of cutting
preparation corners

(d) Bus-stopping tends to improve country understanding,
commitment and capabilities - = and hence implementation.

E. Relationships During the Preparatien Process

le Prime Responsibility to Country. No matter who is

' providing it Ie.g. a Bank resident misesion, consuliant,
CP) or what method is used, Bank-related preparation
assistance is primarily and properly a service to and
for the benefit of the developing ceuntry. While the
pressures and constraints inherent in the objective of
developing a project that meets Bank standards — -
combined with the knowledge that the Bank is at least
partially financing the preparation assistance effort — —
may sometimes create an apparent duality of accountability,
CP and Bank staff are close to unanimous in acknowledging
the prime and immediate responsibility to the country.



2.

3.

Fiduciary Role. Responsibility does not mean subservience.
A8 in any ?Iauciary relationship, the provider of the
service (e.g. CP) is responsible for exercising independent
professional judgments - — i.e., for resisting pressures to
do or recommend things which are considered unsound = =
and, in the case of CP, for rendering advice as to what the
Bank may or may mot find accepiable.

Bridging Procedure. A common procedure, widely approved
in both institutions, is for one member of the CP team
that was invelved in preparation assistance to be

present during the first week of the related appraisal
mission,to help the country describe and defend the project
to the Bank team and to accelerate the Bank team's
comprehension of alternatives and issues.
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BANK/ ¥ UFERATING PROCEDURES

In this section, we briefly outline present Bank/CP operating
practices and procedures affecting:

A. Country economic/sector work

B. Project “identification™

C. Project preparation assistance

D. Project appraisal and supervision
A, Country Economic/Sector Work

CP's ocoasional participation in country ooanomic/aeotor work
is through provision of staff members to Bank-~led missions
(or facilitating arrangements for FAO staff to participate)
except that in a few instances, CP has mounted and led

sub-sector analyses (e.g. Forestry and Livestock in West
Africa). ‘

B. Project "Identification”

1. Project Recognition. CP occasionally participates in
Bank-led reconnaissance missione and sometimes leads
its own on a sub-sector level of detail (e.g. Irrigation
in Ghana, Fisheries in Indonesia.) Also, it can lead
and conduct oversll agricultural recennaissance missions
(as in Turkey).

2. Project Selection. This is a non-delegable Bank function - —
there is no formal role for CP except to the extent that
selection decisioms may be implicit in reconnaissance and
sub-sector analyses.

3. Project Definition. CP frequently does project definition
work, usually as a prelude to its own preparation work.
The so~called identification reports are subject to the
same procedures as preparation reports (sea below), except
that the pre-preparation Bank/CP dialogue tends to be
somewhat fuller where there has been a project definition
stage than in those cases where the stage has been omitted.
Project definition work, however, frequently does not result
in a comprehensive report.
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Project Preparation Assistance

Essentially, the normal preparation assistance procedure

is as follows. (Further quantitative data are pro-

vided in Tables 11:6 and 11:7.)

1.

2.

Pre-misaion Prdakduro

(a)

(b)

()

CP prepares draft terms of reference at Bank request
(often made in the CP/Bank semi-annual coordination
meeting).

Bank clears or comments on terms of reference and approves
staffing; mission does preparatory work in Rome (average
of 4.5 man-weeks, 2.2 weeks lapsed time); mission departs.
(On average, a CP mission has 5 members, 1.3 of whom are
consultants. An average CP staff member goes on 3.2
missions per year.)

'If the miseion is for LAC, it will wsually:step in

washington for consultation en route; if it is to
another region, Washington consultation may still
occur in special caeses. (Prior to or during each first
CP mission on a sample of recent projects, there was
mission leader/Bank dialogue in 96% of cases; when
there was such dialogue, 58% was "face-to-face").

Post-misgion Procedure

(a)

(o)

(e)

(a)

When the mission returns (usually via Washington from
LAC) it prepares a Back-to~Office Report which is
circulated in the CP with a copy to the Bank. Where
no preparation report is necessary, usually a
"Back-to=0ffice—and-Full-Report" is prepared. (The
field work — = including Washington stop-over as
applicable — — lasts an average of 4.6 weeks).

Occasionally (e.g. where there may be particularly
interesting issues), the CP will hold a "debriefing"
gsession for its Rome staff, based on the Back-to-Office
Report.

Occasionally, the Bank will comment on the Back-to-—
Office Report — — especially if it has highlighted key
questione concerning which guidance is sought.

Where, as is usually the case, there is to be a CP
preparation report, the mission writes it. (The

report writing, through release to the Bank of the yellow
cover, consumes an average of 8.1 weeks or 24 men-weeks ).
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INTERNAL MANAGEMENT OF THE IC

W& outline in turn IC's present:

A Structure
B. Work programming, scheduling and control
C. Staff development
D. Administrative support
A. Structure

Located in the Development Department of FAO, the Investment

Centre consists of the FAO/WB Cooperative Programme which has

two regional services (Service I covers Europe, the Middle

Bast, North Africa and Latin America; Service II covers

West Africa, Bast Africa, South Asia and Bast Asia/Pacific),

and a third unit which serves cooperative programs with IDB,

AsDB and AFDB and manages the "Bankera' Programme" *. Each

CP Service is headed by a Service Chief and has a position

for a deputy chief. These Services have 31 and 29 on-board
professional staff respectively. Bank approval is required for

all new appointments. The IC Service unit is headed by a
Coordinator and has 7 professionals on board at HQ as well as
several outposted staff., The "front office' of the Investment
Centre has a Director, a Deputy Director, and two Senior Advisers, _
one of whom is now engaged primarily on work for CGFPI. The
Programme Coordination and Administration Office has 3 professionals
and consists of four sub-units: Documents, Personnel, Budget

and Finance, and Registry (files).

B. Work Prqgrammingi Scheduling and Contrel

Essentially, CP's work programming and scheduling are driven

by Bank needs. Semi-annually, the CP Service Chiefs and

Director confer in Washington with Bank Assistant Directors and
Division Chiefs (in the presence of the CP Coordinator) to

discuss the future work to be done by CP. Decisions about

what CP will do and when are unavoidably as much a resalt of

the anticipated availability of particular sub-sector specialities
(with the right language competence) as of overall more abstract

criteria. Travel schedules are then produced by CP each month by project.

and staff member. Changes (mostly Bank requested) are frequent.
No project timetables as such are printed. Financial control
is exercised using the FAO-wide system. The Bank's time
reporting system is in place but not used (or not usable) for
management purposes.

*  The Bankers' Programme involves 15 national development banks
and 16 national and private financing institutions in developed
countries.
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Staff Devnlugmsnt

For professional staff development, reliance is placed
primarily on on-the-job training during missions. There

are also occasional seminars, formal discussion meetings,
debriefing sessions and — - to a diminishing extent — -—
gemi-formal meetings of staff members with the same technical
speciality. There is no formal orientatien for new employees
of the IC, no employee performance evaluation system and no
conscious planning for staff development.

Administrative Support

1z By FAO. Under its agreement with the Bank, FAO-proper pro-
vides to the IC space, personnel services, financial
services, reproduction services and office maintenance,
supplies and equipment. Space is extremely limited and
report reproduction facilities are primitive for the work
volume involved.

2. Within the Services. Secretaries are provided to the
services on a ratio of about one secretary for two professionals.
CP's services also have statistical assistants; 1 in
Service I, 2 in Service II.

3. Program Coordination and Administration Office. The IC's
Program Coordination and Adminisirative Office is
responsible for travel arrangements, recruitment ,budget

and accounting, time-reporting coordination, files,
report production and the Documents Unit.

4. Front Office. Reporting to IC's Director are a Reports
and Liaison Officey and a cartegrapher.
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Yo CP STAFFING AND COSTS

A, Staffing

1. Size. At the end of 1974, CP had 69 professionals (75
suthorized) and 47 secretarial/clerieal staff (53 authorized).
of these, the "Program Coordination and Administrative Office"
(PCAO) had 3 professionals and 12 general services. In
addition, the Investment Centre "Service" (now called
"Central Office") had 10 profressionals (2 - — 4, as of
May 1, = = worked with IDB in Weshington, 1 with the Africa
Development Bank in Abidjan (2 as of May) 1 worked on the
Asia Development Bank, 1 on UNDP activities, 1 on the
Bankers' Programme and one report and liaison officer) and
6 general service: staff (of which 3 were working in the
PACO and included in the PCAO general services total).

2. Growth of CP, From July 1971 to December 1974 CP staff
grew by 19% (from 58 to 69) while Bank agricultural staff
grew by roughly 70% (from 120 to 205). In the same period,
total CP man-years — - staff members plus consultants plus
CP funded FAO man-years — - grew by roughly 23%. The B
proportion of total CP-furnished man-years (excluding consultants) to
total Bank agriculture staff declined from 53 to 37. (See Table 7

3. Origin of CP staff. In the 5 years from 1970 through 1974,
CP recruited 52 people: 46% came from FAO, 35% had been
consultants, 19% had some other background. (See Table 8.)
Their median age at recruitment was 41 years. The average
tenure of today's CP staff members is just under 5 years,
though nearly ome in five has been in CP since its inception.
Over the past 4 years, the level at which CP has "borrowed"
FAO staff (on a reimbursable basis) has stayed at approximately
7 man-years per year, i 2

B. Costs

l. Cost Sharing. The Bank/FAO 75%/25% cost sharing arrangement
for CP does not fully describe the relative cost of CP staff
to the Bank. At FY'T74 price levels, a man-year of CP staff
time cost the Bank in tetal 36% less than a man-year of Bank
projects staff time; 20% less than a man-yearaf Bank
consultant time. (Bank : US$61,100/man-year; CP : USH39,120;
consultant : US$49,100). The CP man-year cost FAO a total
of US$18,325, a figure that would increase by about US$6,000
if the office space cccupied by CP were not provided free
by the Italian Government™ (see Table 9).

2. Travel Cost. Because Rome is closer to most developing
countries than Washington and FAO's travel rulee somewhat
different than the Bank's, there is a further significant
cost consequence. If (based on 1974 data) CP's mission travel,
which is more extensive per capita than the Bank's, had been done
from Washington by Bank staff, the total additiomal annual _
cost wonld have been about US$403,000 or roughly US$5,000/man-year
-=- gee Table 10, (It ig true that the difference would have been

* The IC is likely to be relocated socon in a separate, rented building.



BRD
Page 17

reduced slightly be a decline in CP/Bank Rome/Washington
travel for coordination purpeses, but this could well have been
offset by an increase in the need for such travel to help
‘coordinate the Bank and FAO proper in the absence of CP).
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VI. CP RELATIONS WITH THE REST OF FAO

There is significant interaction at all levels between CP and the

rest of FAO, bui it is usually based on personal relationships (&s more than
half of CP's staff come from FAO). Little of it is planned or

systematic and most of it is for CP's benefit. We explored the nature

of such interactions through a questionnaire to CP staff. (The aggretated
responses are displayed in Table 11.) Below, we summarize:

A, Director's contacts
B, Working Group participatien
_ 6.‘ Staff contacts
8 Contacts in the field
B. Contacts by Non-CP IC
A. Director's Contacts

IC's Director participates fully in the management of FAOQ.

He is a member of The Director-Ceneral's Policy, Planning and
Advisory Board (PPAB) and has recently been appointed Chairman
of FAO's Inter-Departmental Working Group for the CGFPI.

B. Work Croup Participation

1. Inter-Divisional Working Groups (IDW@s). CP belongs to
I®TDWGe and Steering Committees (See Table 12). but
is regarded by FAO as a reluctant participant except
when there is an explicit investment objective (e.g.
the Pulp and Paper Study). The CP contribution — — partly
because of extensive travel - — also suffers from a
lack of continuity of representation.

2. Joint Groups. "Joint Groupe" between the IC and the
Fisheries and Forestry Departments have been set up to act as
task forces to identify investment projects. The CP/
Fisheries (Group meets regularly and is considered highly
productive by both parties. The CP/Forestry Group has not
yet met but is intended to formalise important existing
informal relations.

Ce Staff Contacts in Rome

1l Quantity. The average CP staff member spends almost 8% of
his work time interacting with FAO. He averages 1.5
contacts per week, 70% of which - = in the aggregate — — are
informal.

2. @Quality. According to mission leaders, 95% of these contacts
are either "very useful" or "usefulv. CP gtaff comasider
their capacity to tap FAO HQ as either "vital" (17%) or
"important" (59%).
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3. Nature. CP's main contacts are with the technical Departments
{e.8+ Agriculture, Forestry and Fisheries) (54%), and
Divisions of the Economics and Social Policy Department (25%): 51% of
the interaction time is intended primarily for Bank or CP benefit;
21% is intended primarily for FAO benefit;  the balance is seen
by CP as being for mutual benefit. The contacts are
predominantly for technical advice (28%), country advice (16%)
and data (15%).

4. Other Contact.

(a) FAO Input. FAO staff provide about 7 man—years/year of
service to CP — — about 30% of its consultant—budget-
funded effort.

(b) CP Contribution., CP in 1974 had 10 formal but not reimbursed:
assignments exceeding one week to FAO, totalling 29 man-weeks,
of which 50% was in the field. The CP time formally loaned to
FAO was roughly one-tenth of the FAO time received by CP.

(¢) Professional Development. CP staff make considerable use
mz(ﬁ_rticululy of an econemic and
statistical nature) and sometimes attend semimars amd technical
meetings organized by FAO.

Contacts in the Field

A mide benefit of the relationship ne¥ %v be overlooked is the

. use — — usually informal - — of FAQ field staff. FAO field staff

in 1974 numbered roughly 2,200 on UNDP-funded activities and 780
on other programs. With respect to 27 of CP's most recent missions
(as of 4/25/75), there were 48 "contacts" with FAO field staff,

30 of which were described by CP staff as "extensive". Of the
total, CP conmsidered 94% "very useful" =r "usefulf. . '

(See Table 11:2.)

Contacts by IC Service

The IC Service makes relatively heavier use of FAO's resources
than the two Bank-related services for at least the follewing
reasons:

l. Famkers' Programme. The Bankers' Programme, with its
""commercial" approach to development financing and
interest in agro-industries, has established close links
with the FAO Industry Cooperative Programme.

2, FAO Regional Office Funding. Some of the IC Service's
; aotividi

otivities are financed by funds administered by FAO
regional offices, staff of which sometimes participate
in the missions.
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UNDP,: The UNDPwfinanced post for investment follow-up
is located in the IC Service.

Staffing, The IC Service is staffed mainly by economists

and project analyste whose need for FAO technical input
is greater than that of the more specialized CP staff.
FAO gtaff are invariably involved in reviews of IC reports,
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The CP has not been and should not be an exclusive channel for
relations between the Bank and FAO, In some cases the CP has
promoted new links while in others extensive coordination has oocurred
with no CP involvement. Points of FAO/Bank interaction, outside the
formal ACC heads—ef-agency meetings, include the fellowing (See also
Table 13):

A.

B.

Ce

Formal Inter-agency Agreements

- Commodities., FAO's Commodity Division reviews and clears
all Bank appraisal reports with agricultural commedity
implications.

- FAO/WB Cooperative Research Project on Small Farm Statistics,
The Bank is sponsoring an FAO inter—-divisional study of
small farm characteristics and development potential.

- FAO/WB East Africa/Near East Meat Study. This is a joint
study of prospects for producing more meat in East Africa
and marketing it in the Near East.

- Sector Worke. . FAO and the Bank have agreed in principle not
to carry out agricultural sector studies in the same country
in the same year.

Jointly Spensored Committees/Institutions

FAO and the Bank, together with other institutions, meet as
joint sponsors of several inter-agency groups including:

- UN Protein Advisory Group (PAG)
— Consultative Group on International Agricultural Research (CGIAR)
- Consultative Group on Food Production and Investment (CGFPI)

— Onchocerciasis (River Blindness) Control Programme

Informal Contacts

Numerous informal contacts between FAO and Bank staff (both at HQ
and in the field) exist, are of significant value to both
organizations and also frequently serve as precursors of more
formal relationships. The commodity staffs of each inetitution
generally exchange draft papers for comment and meet st commodity
group consultations. Bank staff are frequenily invited to, and
occasionally attend, FAO technical meetings and study groups
(e.g. the Pulp and Paper Study). FAO forestry staff amsist
regularly in EDI teaching. EDI provides training materials for
FAO's project analyeis training courses. Bank and FAO staff have

conferred about the nascent PICASA (Programme of International
Cooperation in Agricultural Sector Analysis). "
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Field Contacts. Bank missions frequently contact FAO field

staff for advice and sometimes assistance. Although there
are occasional formal arrangements; gontacts are usually made
informally to save time and avoid the complications of "channels."



VIII.

BRD
Page 23

THE UNDP DIMENSION -~

In this section on FAO—executed UNDP-financed projects, we outline
in turn:

A.

A. Magnitude of the task
B, The UNDP project cycle
C. The "investment orientation" process

Magnitude of the Task

FAO employs epproximately 2,200 field staff to implement
roughly 600 UNDP-funded large—scale technical assistance
projects which cost approximately US$100 nillion/&ear.

The total value of UNDP-projects now under administration

is US$400 million. In 1974, 395 new projects (of which

138 were large-scale) were started. Of the 184 investment-—
oriented projects approved in the 3 year period (from 1972=-
74), 21 were classified by UNDP Resident Representatives as
"Investment Support", 63 as "Preliminary Investment Potential"
and 100 as "Investment Potential™, The Bank has declared a
"special interest' in approximately 30 current projects =--
which entitles it, with country approval, to receive all the
documentation and suggest modifications. For Bank "special
interest" projects, CP is the Bank's designated ''watching agent.,”

UNDP Project giglt

_The UNDP project cycle is detailed in Table 1 of Annex 7.
‘Broadly, it is as follows:

1. FAO, through Programming Missions, assists the country to
define an agricultural project pipeline

2. UNDP Resident Representatives negotiate a country programme,
including agricultural projects, with Governments

3, After revision by the executing agency and finalisation in the
country; the ecountry programme is presented by UNDP to its
Governing Couneil

4. BExecuting agencies are assigned implementation responsibility
and prepare & Project Document for signing by the agency,
Government and UNDP. (FAO receives a management commission
of about 14% of the value of commitments) ,

5. Executing agencies recruit staff and activate the project

6. UNDP mounte a mid-term review missien

Te Project staff prepare technical and final reports
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Ce "Investment Orientation” Proceses

1.

2.

g

Eggggﬁgggg, From 1967 to 1970 CP organized annual UNDP,
WB and FAO reviews of all FAO /UNDP projects and then
underteok to follow=up those large enough to be of interest
to the Bank. In 1970, UNDP established an Investment
Follow=up Division at UNDP HQ and appointed Investment
Officers in each Regional Burean. At the same time, it
financed 2 (later reduced to 1) Investment Follow=up
officere in the FAO IC Service. FAO as Executing Agency
is now responsible, through its Investment Follow-up
Officer, for preparing (or arranging for an IP project to
preparos two reports — = the "IPPA"™ (Investment Potential
Preliminary Analysis Report, normally produced in ihe
preparatory phase of the project) and the "IPA" (Investment
Potential Analysis Report, assembled towards the completion
of the project). The CP services retain the respemsibility
of overseeing the Bank's "special interest" projects.

Purpose of IC Service Involvement. IC has sought, within
Severe stall limitations o3
() TIdentify those FAO/UNDP technical assistance projects

of potential relevance to the invesimeni programs and
gtrategies of fimancing institutions.

(b) Help key FAO/UNDP projects to the methodological
requirements of financing institutions

(c) Present IP projeote to financing institutions fer
inclusion in their pipeline

Bxtent of Imvolvement. Since 1971, the IC Service has
Teviewed 15 Country Programs and combributed to 120 projects
through:

- 20 field missions

-~ T3 desk reviews (technical, progress and final reports)

- 42 comments on project documents

= 19 project staff briefings

- 9 "Task Force" meetings
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ACTIVITY ANALYSIS'

* ; = i =
CP MISSION DAYS BY ACTIVITY AS A PERCENTAGE OF TOTAL CP MISSION DAYS FOR EACH REGION (FYs 70 - 74)
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Preparation work accounted fer 55% of CP's mission days in FYs 70-74; identification/reconnaissance work, 25%.
In S. Asia, 697 of CP's mission days in the 5-year period were for preparaticn, only 14% for identification/
reconnzissance. The highest proportions of identification/reconnaissance work were for LAC (39% of the
HIGHLIGHTS ‘region's CP mission days) and E. Asia (34%7).
Usage patterns of the regions vary widely from year to year:
LAC, for example, used 786% cof its CP mission days for identification/reconnaissance ard 13% for preuara-
tion in FY74, while in TY73 the proportions were reversed -~ 127 and 78% respectively;
. EMEXA, in F¥74, used 34% for preparation, 52% for identification/recomnaissance; in FY73, 76% and 14%
respectively. BRD
Table 1

WAF (which used 6% of CP's total mission days) used 42% of its share for appraisal work in FY74.

* TIncludes consultants and FAO staff on loan.
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11%=100 19%=100 «27=100
26 21 3
11 10 1
8 16 95
24 i1 1
- 21 1
30 21 E

Preappraisal work consumed 187 of Bank time in agriculture in FY74 and 847 of CP's mission days (50% for prepara-

tion, 34% identification/reconnaissance).

South Asia in FY74 consumed 15% of Bank agriculture preparation time but 43% of CP's mise

paration and 16% devoted to identification/recounaissance,

o
2 e

days devoted to pre-

Eastern Africa in FY74 consumed 227 of Bank agriculture time devoted to preappraisal, but only 11% of CP's mission

days for preparation and 9% of those for identification/reconnaissance.

Western Africa's very low CP usage in preappraisal work (6% of the total for preparation, 1% for identification/

reconnaissance in FY74) reflects its low proportion of the total Bank preappraisal effort -- 6% =-- and extensive

use of FAC by the WAF countries.

Appraisal Effort.

also the largest share of Bank time (20%).

Economic and Sector work consumed 11% of the Bank's effort,

2% of CP's mission days in FY74.

S. Asia has used the largest share (347 in FY74) of CP mission days devoted to appraisal and

BRD
Table 2



. T amy | mvoeer: | remses | gemno uvestox | posoy | moecne rRRSTT
Approved A m‘rxf 174 “ 2 3 3 g 7 " 47 . a2 - 1z k ol ¥ 3 5 ) @I_GEI—S_
faril 57 7 11 z 2 L | 3 & i
7 &7 3 3 2 u 9 & 8 i
" » T & 2 ] 8 i 3 4 2 " = =
Lot Toual |43 & ‘. L L 5 . - 5 37% of agriculture projects
m i 2 e e o i o o = 5 " s approved in the past 44 months
an " > - g ¢ ¢ quT . ¢ had CP assistance:
EAF Total n 1 ) 11 - H 9 ; 1 g & i 1 i
T T I B : ', : - : " . 61% of EMENA's
Lad . - - -
oz ! - : | < ! 8 L M 3 i 52% of S.rAsia's
Total 8 - - 2 4 1
™S :am::; H . 2 e T : = ) = ; 1 - o ) b ) g e ) . LF7 ~f TAC's :
o2 “al*. = t 3 1 : - - - . 130% of E, Asia's
" - _ st .
wAF . Total &0 1 1o - 12 $ . 1n & 1 25% of EAI"S
B . N L s ¥ . 4 ) A bl * £ i s . 23% of WAF's
Y73 6 1 K - 1 - = & 3
CP mssisted z::g 9 i - " 1 ) - i 3 I 1 : - i 1 : L )
. : ; - : fa. : s , A Subsectors:
s 2 - - ! - - - y - 4 e e e
m; 1 & 4 - = - g - ¥ 2 : 2 . i -
, . Fisheries 867
EHENA o thrur:::.l 28 - L3 s . - 4 " : u n ; 3 . ) - F o : X = » Irrigation 51%
s ‘m‘ ‘-, "a B ‘. 2 . : (100% of S. Asials,
2 - = o = ' #
CP_asslste: oty - 2 - g - mg =
l‘::rufmf " 3 £ - - = 4 - = 3 - B ® ) = i 2 ) 831 Of S:
2:: & 5 Sz - 3 1 3 3 1 . - - 147% of E. Asia S)
e > : i p : 5 ° - ) . Livestock 50%
ue -_— . : 1 6 . 2 1 g . Area/rural develop-
FY?3 thru Peh 3 1 1 - - 1 = = E - 9z
rer w 6 " & " 2 . = s ment i b
. 5] o if 3 -1, 1 3 " #] 2| | 5 (100% of S. Asia's,
A , 5, ' " - v - - : 0% of EAF's,
e z - # * z :
e ' T s 1 . T ' " g i 0% of E. Asia's)
tasla Tocsl 5 2 7 2 ‘2 4 -
FY75 thre ,_; _ I : A3 . :, g L - . = g The praportion of Bank-approved
i i ¥ b = o 5 - b = . piojects which received CP-
e | 7. * e % 8 ¥ " * s g = Te assistance has grown sharply
‘ o s = ¥ = - " ']
E; 2:3 - - " o % 1-_ - - in S. Asia and declined
in W. Africa, E. Asia and
Tat T, 3 o - 5 1™ . o B E. Africa. Trends are less
73 ‘s ' E Y ¥ t 2 i s clear in EMENA and LAC.
FY72 5 z - - = 1 - 2 - -
Total 12 - 3 3 1 2 - L
FY75 thru Feb. 5 - 1 - 2 1 - = i
Y74 & - 2 - 1 - 1 - -
73 2 - - 1 - 1 -
e ' i i i . 1 ) ) BRD
= Table 3




SUBSECTOR ANALYSIS
PERCENTAGE DISTRIBUTION OF CP MISSION DAYS BY SUBSECTOR WITH

IN REGIONS”

In FYs 72-74, 27% of CP mission days were in area/rural development,

Other subsectors were smaller.

. In LAC, most of the CP mi
3-year period and 80% in FY74;

. In E. Asia, the largest share was for
43% in FY7h;

. EMENA's and S. Asia's largest shares were

*

Includes consultants and FAO staff on loan.

ssion days were for area/rural developmen

t -- 567 in the
area/rural development —- 22% in the 3 years,

for irrigation —- 39% and 23% respectively;

BRD
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in irrigation, 10% in forestry.

__TOTAL IRUS THY PORESTRY EDICATION - SUBSECTOR
aii smomss| CF HISSTON WAV

Tozsl 17736 2 10 ] 7 7

IS 6137 F 11 10 ] &

¥{73 ] & 10 9

(k] 5519 5 9 9 11 9
EAP Total 1759 3 3 -] 10 0 .

FYT4 39 25 g 16

baca! 661 28 12 H 27

72 598 1] - 21 23 18
HAF Total 858 100% 3 26 22 - - 9 i 3 ]

PiTh g 100% - ] 5 ¥% - 18 - 5 13

Y73 249 100% 45 - 2 - - 21 2

FY72 167 |10C% 14 o 25 12 - - - 3 - -
EA Total | 2914 100.§ 8 22 17 2 11 - ] 3 16 10

T4 1343 100% 10 &3 - & 17 19 2 3 2

P73 935 100% 2 8 3% - 4 - 4 27 16

¥2 536 | 100% 15 - 27 - L] - - 5 28 12
S& Total worl 3 15 - 23 9 5 17 13 7 5

¢l 1928 woil 7 7 - 38 10 4 20 - 1

FY73 1494 100% 22 7 L] 12 21 - 2 7

FY72 1067 |100% 2 - - 16 - 20 % 18 - 10
EMEMA  Total | 3889 1W00Ll 2 23 5 39 16 <5 2 2 6 7

FY74 825 100% 11 2 - 29 28 - - 3 6

FY73 1388 1007 45 4 43 1 - - 4 7

Fi72 1676 |100% - 6 7 40 18 - 5 5 11 8
LAC Total | 3827 1002 § 16 56 2 8 H - 4 3 2 4

FY74 100% 3 80 - 13 3 1 - - -

FY73 1553 100% 69 - 2 2 & 6 - 2

172 1375 |100% 25 26 6 11 9 - 5 2 ] 10

HIGHLIGHTS




amﬁm% ABALYSIS
PERCENTAGE DISTRIBUTION OF CP MISSION DAYS BY REGIOR WITHIN SUBSECTOR
a2 pecions - e 4738 " e 167 208 1% 1703 18 1301
Fi14 6137 N Pk % 1307 93 18 34 80 393 L 1]
FT13 7 218 4%0 793 m - s 512 134 o1
72 3519 488 478 1\84 1a3e (21 w0 43 513 | - 522 583
1 100 100 100 100 100 100 100 100 , 1090 100 100 100 | 100 100 1060 ld 100 106 100 100 | 100 100 100 100 | 100 100 100 100 | 100 100 109 100 | 100 100 100 100 | 100 100 100 100 | 100 100 100 160
EAT .:-;;:1 10 & V - . 3 i -~ ¥’  } B 14 e 0 . - = % “ 3 n - 13 i
s 7 - - - 3 % - - -] 3 &
Y72 1 - 2 - 2 n - - - 3 ¥
VAP Total 3 2 5 ? [ - - B4 3 [ ] 2
Fi7s ] - 3 100 ; 12 - . - 1t - 15
Fr73 & - 3 - f - - - n a 73 »
FY72 3 5 2 ld 1 - - » - il -
o 1 EN 2 19 =
- :-c;:' _“ 2 e k1] 2 - 4 on - . - . ” . 4 = 3
Fr73 15 s 9 L = 10 = Ly - w o, 4
nn 12 0 - 41 - L} - & - ' n
BA Totel 15 13 1% 1 n 1 7 1 “ & 2
FY74 n. 3 ié - 56 : 8 - 100 ie [+ -
7 1 . 15 22 it & - - 6 . 54
e 19 3 . - 1% - 7 - n » "
- r‘:;:l = 13 . 24 = L ] “ = “ i = 3 . 100 - - ' - - i
o1 b7 - 2 10 N s - . i ~ ”
F2 - - ) t 6 4 - - v *u
IAC Total 12 L TO &5 (] 10 1n - - ] ] [
74 15 7 » - L] . 4 - = = 3 . %
il % ” &8 - ] w L] - 13 -4 - |
o 1 n ™ 1,' " L - - " s .
HIGHLIGHTS
In srea/rural development, the greatest share of CP mission days has consistently and by a large margin been
devoted to LAC -- 45% of the total for Fis 72 - 74.
In irrigation, the pattern varies —- with EMENA having & disproportionate share (76%) in FY73 and §. Asia a
disproportionate share (56%) in FY74. E. Asia's usage has been negligible.
In forestry, the third largest subsector, S. Asia used more than half in F¥s 72 (71Z) and 73 (612);
E. Asia (37%) and EAF (40%) were heavy users in FY74.
In education, EAF 1s a consistent disproportionately hesvy user (27% for F¥s 72 - 74); S. Asia used 66Z of
CP mission days in FY74, but nome in the prior year.
Credit CP miseion days were predominantly devoted to LAC in F¥s 72 and 73 (727 and 92% respectively), but in ERD

Fi74, LAC use dropped to 7%.
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ACTIVITY ANMALYSIS

| FACH RECION'S CP MISSION DAYS AS A PERCENTACE OF WORLD-WIDE CP MISSION DAYS FOR EACH ACTIVITY (FYs 70 - 74)

in WAF
exceeds 8%); EAF accounted for 257
Although 50% or more of CP mission dzvs have bzen
been devoted to preparaticn in each of the past
five years, the four non-African regions' share
of that work has fluctuated sharply:

Y74 Y73 V72
E. Asia 20% 9% 12%
S. Asia 43% 267 28%
EMENA 9% 267 39%
LAC 4% 30% 112

The share

of identification/reconnaissance

work also has fluctuated:
FY75% FY73 FY72
E.Asia 20% 35% 6%
S.Asia 16% 21% 0%
EMENA 21% 19% 16%
LAC 34% 19% 66%

-~ was devo..ec to econcnicz/secter work than in the other regioms (in nona of which the proportion
of all CP mission days for ecomomic/sector work, WAF acccunted for 18%.

: gy, 0S¥ /RECCRN. ArTmAL SIEEIIION omagy AL
#LL BECIORS SFY |5292 5958 2528 : 12 51 ]-'.u _ 27583
74 3050 2070 7 146 &1 113 6137
3 4892 90 =51 0% 16 85 5070
n 3154 1351 139 486 120 6 3519
71 2572 L487 59 309 &d » 4570
10 2624 1060 62 788 19 186 4887
3T Tioo 1ov 100 100 100 100100 100 100 100 100 100 130 (G0 100100 100 100100 106100100 1001 100 100 100 100 100 100 100 _1 100_100] 100 100 100 100 100 100
EAF SFY | 9 [] 15 25 i ) 17 T e
b 11 ] 9 29 - ] 11
13 4 4 kY 3 - - 8
12 8 8 28 19 16 n 1L
n; 5 5 s 53 - - ?
TDI pr—— = o Mel 15 p——— = = 13
YAF W 6 a 11 '3 13 ] ]
“ | € 1 2 8 - 7
7 s 1 7 - - = &
T2 2 4 il - 19 - 3
7n 16 2 3 i - 100 12
— ] 5 - 4 100 I ;)
fasfa STr i} o1s F13 14 10 15 L 18
7% 26 20 10 23 39 - n
2] 9 35 & 3 50 58 15
7 12 & u 15 28 - 1
n 24 29 21 = & s 24
, L] 13 7 — . - - 6
Thsia SEY ! 26 5 6 iz 7 10 1
74 43 16 " 11 & - 1
73 26 21 22 21 36 18 24
72 28 % 18 2% 18 - 19
n 19 16 31 - 2 3 18
10 ¥ - 17 4 - 7l 6
EMENA SFY | 26 25 0 15 ] 3 6
Th 9 21 9 - 17 &0 13
73 26 19 14 1% 16 25 n )
b 39 16 28 : 23 8 n 1)
7 23 38 27 - = d 26
[ s s 28 0 - % 32
TAC 3HT 18 iz 14 71 [] [ 0
7% & 34 1z = ~ = 15
73 kL] 19 26 6 - - %
n 11 &6 - 19 10 &5 5
7 12 10 10 15 20 - 11
7 22 29 21 37 s 27 26 |
HIGHLIGHTS
S. Asia's share of CF mission days has been increasing -- 19% in FY72, 24%Z in '73, 317 in '74; so has
E. Agfa's ~- 11% in '72, 15% in '73, 22% in '74. EMENA's Lzs been decreasing —— 30% in '7?, 23%Z in '73,
13% in "4,
In the past 5 years, a larger preoporiion of CP mission days in the Africa regioms -- 19Z in EAF and i9Z

BRD
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* SINCE 1971, BANX AGRICULTURAL STAFF INCREASED BY 71¥%, CP BY 19% ....
# FAO-PROPER CONTRIBUTED ROUGHLY 8% OF CP-FUNDED MANPOWER ....

PROFESSIONAL AGRICULTURAL STAFF HANPOHER-L/

Bank CP Funded
FAQ Total
CP Staff Y Consul tants & FAO Staff &/ Total (axcluding
Consultants)
3/ ; % of % of as percent
Staff % Incr. umber % Incr. Number Total Number Total Number % Incr. of Bank
1971 120 - 58 e 13 17.1 5 §.6 76 . 52.5
1972 142 18.3 59 e 14 1745 7 8.8 80 Y 46.4
1973 164 15.5 63 6.8 18 20.2 8 9.0 89 11.3 43.2
1974 190 15.9 61 0 16 19.0 7 8.3 84 -5.6 35.7
End
1974 _2@—5/ 7.9 69 13.0 E_S/ 18.3 _‘_7_2/ 1.5 51 8.1 37
Growth :
over
full
period‘_gg 70.8 &) 19.0 4 1.2 2 0.9 7 22.4 -15.5

1/ Staffing figures are taken at July 1, except those for end 1974.
Regional Projects and CPS; 1974 figure includes Assistant Directors.

IR

Source: Monthly Report of FAO Team Assignments.

K g

Estimated,

Total effective CP staff; includes WB staff on loan, excludes CP staff loaned-out,

Full-time staff equivalent; calculated over the calendar year assuming 10 man-months per year,

ERD
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* (OVER THE PAST FIVE YEARS 46% OF CP RECRUITS HAVE COME FROM FAO.....

cY
CcY
CY
CY
oY

1970
1971
1972
1973
1974

Totals

% of all
Recruits

SOURCE OF CP STAFF HIRED FROM 1970 THROUGH 1974

Median Age at
FAO Consultants Other Total " Recruitment
6 3 2 AL 43
3 -~ 3 6 30
1 7 3 11 46
5 1 o | i 40
9 T 1 17 42
24 18 10 52 41
46 35 19 100

Current median age of all staff is 46

BRD
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AT FY74 PRICE LEVELS, CP COST THE BANK
. 36% LESS THAN BANK STAFF

. 20% LESS THAN CONSULTANTS ....

Cost to Bank Cost to FAO
Y e
Bank Regional Projects Staf $61,100/man—year -
2 ~
CP Staff - 39,120 (75% share) $13,040 (25% share)
: + 5,285 (overhead) 4/
18, 325
3/
Bank Consultants 49,100 -

l/ Includes regular salary at $22,575; other personal services (retirement, dependency allowance, staff
benefits and tax reimbursements) at $10,560; overhead (office occupancy, representation, staff
hospitality and contractual services) at $7,675; the full cost of secretaries and assistants at
$9,780; and travel at $10,500 (P&B data).
Total CP costs {excluding consultant fees and pro-rated consultant travel) divided by CP professional
man-years; includes 36,383/han—year for operational travel, but no allowance for physical overheads.
Includes fee at $38,600 per man-year, operational travel at same level as for Bank staff ($10,500)
although it is probably much higher, but the data are available; no physical or clerical overheads
included (which are viewed as fixed costs); no procurement or Bank management cost included.
4/ Estimated value of indirect services (Personnel, Finance, Accomodation Services, etc.) provided by
FAO but not charged to CP, Figure would be gbout $6000 higher per man if FAO paid for rental of buildings,but
these are provided by the Italian Government. ;

Q

BRD
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#IF CP TRAVEL WERE DONE FROM WASHINGTON BY BANK STAFF

THE TOTAL ANNUAL EXCESS COST WOULD BE ABOUT $403,000;

OR ROUGHLY $5,000 PER CP MAN-YEAR ....

: 1
CP Hissions‘/ Excess Costs from Washington BY BANK STAFF (US$)
h
Round Man-days ‘ Air _/ &/ Lost Time
Region Trips on site2 Fares Subsistence in Transit Total
East Africa 33 623 $ 40,020 § 9,525 $ 15,180 $ 64,725
West Africa 15 305 17,680 1,625 6,900 26,205
EMENA 54 888 69,730 17,845 24,840 112,415
Latin America 52 1,000 (28,170) 7,065 (23,230) (44, 335)
Fast Asia and Pacific 57 1,537 41,910 14,615 (13,340) 43,185
South Asia 84 1,858 148,190 13,910 38,640 200,740
TOTAL: 295 6,211 289, 360 64,585 48,990 402,935
Per man-year 6/ 57 77 3,595 802 609 5,005

QN ke

Based on actual missions, FY 1974 but excluding attendance at meetings, seminars, etc. Source: CP Semi-Annual
i.e, excluding travel time T Reports
Long-term round-trip fares to capital cities, as at end 1974. Sources: WB Secretarial Guide;
FAQO travel office and FAO Manual.
Including allowances for travel stopovers and rest periods. Sources: as for g/
To achieve the same man-days on-site, Bank man will generally spend longer in transit.
Calculated as (extra days in tran51t) % (cost of Bank man per working day (US$230) ).
Of total CP-funded input, i.,e, CP Staff + FAO staff + consultants (87.5 m.y.) less
7 non-mission staff (gives 80.5 m.y.).

—BRD __
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ANALYSIS OF CP QUESTIONNAIRE RESPONSES

I. RESPONDENT PROFILE
1. HNumber of Years in CP: 7
More than: 0 2 5 10
but less than: 2 2 A8
% of sample: 287 26 28 20
2, Previous employment by FAO:
HQ & FAO
HQ Field Field Total Consul tant Other
% of sample 21% 24 13 58 18 24
11, SUBSTANTIVE CONTACT WITH FAO
3. Number of substantive matters (e.g., questions, issues, etc.) on
which contact was made with FAO from 1 January - 31 March 1975.
. 2 Number per . % of total
Contacts initiated: respondent contacts
By CP staff: 6 47%
By FAO HQ staff: 3 23
By FAO field staff: 2 15
Mutually: 2 15
Total: ) 13 100%
4, Average time at HQ during period: 8.5 weeks
5. HQ divisions with which frequent contact has been made over the past year:

Department/Programme Percent of total number of mentions
Agriculture : 48%
Economic & Social Policy 25
Development ' , : 10
World Food Programme 7
Forestry 4
Fisheries 2
General Affairs & Information 2
Administration & Finance A
100%

% Analyses are based on a sample of 53 questionnaires.

HIGHLIGHTS f

Of present CP staff, one in five

has 10 years or more of CP
experience; 28% less than 2 years,

-

i

Fifty-eight percent of respondents
have previously been with FAO,
either at HQ, in the field or both,

Substantive contacts average 1.5
per CP-man per week at headquarters,

CP is the primary initiator of
CP/FAO substantive contact.

Over half of frequent contacts

are with Technical Departments
(Agriculture, Forestry, Fisheries),
one quarter with Economic & Social
Policy Department,

BRD
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6. Degree and usefulness of contacts with FAO (outside IC but including - | HIGHLIGHTS
field staff) during mission cycle. *

Degree of Contact Usefulness of Contact Total - During each preparation mission
Mission Very useful Little use embe
Phase Contact Extensive Moderate Slight or Useful or Useless No. % cyde' - r? hixd an-average
e e = of 5 substantive mission-related
Pre- Agriculture Dept, 6 12 4 20 2 22 49 contacts with FAO,
mission Econ. & Soc, Policy Dept, 3 6 4 12 1 13 29
Forestry Dept. 1 1 1 3 - 3 7 - Mission FAO/HQ contacts out-
Fisheries Dept. - - 1 1 - 1 2 2 "
i gl Oy 5 > = 5 - % b number f1e]_.d contacts bs‘r 231,
World Food Programme 5 1 A 2 e 2 _4 but each field contact is more
Total 12 22 1 42 3 45 100% extensive.
27% 49 24 94 (3 100% -
* _ - Mission-FAO contacts are given
" Rield  FAO Country/Rep./SAA 1 5 2 16 3 19 40% a high utility rating.
. UNDP Proj. Managers/staff 17 8 - 25 - 25 52
World Food Programme Repr. 2 | A _4 - 4 _8
Total 30 15 3 45 3 48 100%
% 63% 3 6 94 6 100%
Post- Agriculture Dept. 8 18 4 30 - 30 65
mission Econ. % Soc. Policy Dept, 1 5 2 7 1 8 17
Forestry Dept, 1 2 1 4 - 4 9
Fisheries Dept, - - = - - - -
Development Dept. ) - 2 - 2 - 2 4
World Food Programme - A 251, 2 - 2 _4
Total 10 28 8 45 1 46 100%
% 22% 61 17 97 3 100%
Overall Total 52 65 22 132 7 139 100%
% o8 a7 15 a5 5 100%
Average per mission 1.9 1.4 0.8 4.8 0.3

# Table covers 27 missions and shows the aggregate number of contacts estimated to have been made by
mission members in connection with those missions.

BRD
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7.

Purpose of substantive contacts with

FAO HQ or Field Staff in Rome:

Technical Advice

Country Advice

Data

Review of Documents/Reports
UNDP/Bilateral Projects
Working Groups/Seminars
Staff Consultant Selection
Policy Advice

Other

Weighted %
of total

28%
16
15
14
12
6
4

3
2

100%

Mode of contact with FAO HQ or Field Staff in Rome, ranked most

frequent (1) to least frequent (5):

Informal meeting

Fhone

Formal meeting

By-product of social contact
Writing

Weighted %
of total

29%
28
17
.13
13%
1007

Estimated proportion of total working time (excluding FAO non-CP

mission-related work) spent interacting with FAO/Rome:
% of total ¥ of interaction

work time time
Interaction intended primarily for: :
- Bank or CP benefit 4,0% 51%
= FAO benefit ' 1.6 21
- Mutual enefit 2.2 28
Total 7.8% 100%

HIGHLIGHTS

In almost 60% of cases, purpose of
contact is technical/country advice
or data, '

Only 6% of contact (0.5% of total
working time - see 9 below) concerns
working groups/seminars.

About 70% of CPB/FAQ contact is
outside formal channels (amd
probably stems from FAO proximity ).

About two-thirds of interaction time
is for CP benefit, one-third for FAO
benefit.

Contact time at HQ represents about
6 man-years/year for CP as a whole,

BRD
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10. Non-CP FAO assignments exceeding one week in which CP staff participated
in the last 12 months:

No. of Time (weeks)
Department Assignments Field HQ Total
Development 1 4,0 6.0 10.0
Agricul ture 2 3.0 2.0 5.0
Economic & Social Policy 2 - 2.0 2.0
Forestry 1 - 1.3 1.5
Administration ) 4.0 1.0 5.0
Total 10 14. 14.5 29,0
11. Work for FAO (Non-IC) during last mission:
% of missions
Yes: 11%
No: 89
IiI. CP USE OF FAO DOCUMENTATION
12, FAQ publications received regularly:
Reading Intensity

(As ¥ of Total Responses).

Publications Alvays Often Sometimes Total
Monthly Bulletin, Production/Trade

Yearbooks (ESS) 22%  19% 6% 47%
AGL Technical Reports, Publications 11 3 2 19
Commodity Review, Projections (ESC) 9 1 7 27
State of Food & Agriculture (BSP) 11 4 3 21
CERES - . e el 6 " 2 19
FAO Conference/Council Reports 4 1 2 17
FAO Library - Lists, Selected Articles 2 11 2 )
Forestry Yearbooks, Reports 7 4 2 13
AGS Publications, Reports 7 2 2 11
UNDP Mission/Tech. Reports (unspecified) 4 2 2 8
Others ; 1 40 4 55
Use of FAO Library by CP staff: 11% 30 49 91%

HIGHLIGHTS

Total CP time spent on FAO
assignments (29 man-weeks) is
equivalent to only 1% of CP
staff man-years or only 10% of
FAO staff time made available
to CP, (See Annex A)

Only in a few cases do missions
undertake FAO assignments

CP staff use a wide range of FAO
publications,

Statistical publications (ESS, ESC,
FO) predominate.

41% of respondents make extensive
use of FAO library.

BRD
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IV, UTILITY OF FAO HQ TO THE CP
13. Perceived value of CP's capacity to tap FAO Headquarters:
% of Replies

Of little significance 9%
Useful but not important 15
Important 29
Vital 17

V., CP/BANK INTERACTION

14, Participation of CP Staff in Bank Missions and CP staff
visits to Washington: '

During CY'74% During CY¥s'72-'74%
Positive Average Positive Average

replies per replies per
as ¥ of reply as % of reply
total total

Appraisal missions where CP

a. was involved in preparation 12% 1.0 31% 1.8
b. was not involved _6% 1.0 15% 1.8
c., Overall: 18% 1.0 46% 1.8
Supervision missions 9% 1.0 12; 1.3

Bank economic/sector review
migsions 9% 1.3 27% 1.6

Other Bank-led missions (i.e.
identification, reconnaissance,

preparation) 18% 1.5 38% 2.2
Visits to Bank Headquarters: 62% 2.0 100% 4.3
Number of CP missions during

the period 100% 3.4 100% 9:1

For each period, 1st columm shows the perceantage of respendents who had bees on|.

at least ome of the missions/visits specified, as a pércentage of the total
nuwnber of respondents; 2nd column shows the average mmber of missions/visits
by those respondents included in the first column.

HIGHLIGHTS

Over three quarters of CP staff
maintain that their capacity to
tap FAO/HQ is important or vital.

Less than one CP man in five went
on an appraisal mission in CY 1974,
less than one in ten on a
supervision mission,

Only 54% of CP staff were involved
in any kind of Bank-led mission
over the same peried.

Only 12% of operational staff who
have been in CP for over 3 years
have been on a supervision mission,
almost two thirds have not been

on any Bank-led reconnaissance,
identification or appraisal
missions,

Almost 40% of respondents did not
visit Bank HQ in CY 1974, but those
with more than 3 years in CP
average nearly 1.5 visits/year —
almost once per 2 missions,

BRD
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15. Perceived value of participation in Bank-led missionsa:
CP staff desire for occasional
participation in: % of total
-~ Supervision missions 87%
-~ Appraisal migsions 74
- Sector review missions 60
16. Receipt of relevant Bank documentation:
As % of those who want document "Want'as %
Document Alwvays Often Seldom Never of replies
Economic reports 44%  33% 15% 8% 91%
Sector studies 39 41 12 8 92
Appraisal reports 45 29 18 8 92
Supervision reports 5 17 52 26 87
Issues papers/ N
decision memoranda 7 17 30 46 87
Policy papers/
guidelines 8 27 49 16 92
Central projects
memoranda 2 g 33 56 87
Working papers - 10 38 52 79%
Overall 174 20% - 33% 30%
VI, CHARACTERSTICS OF CP PREPARATION MISSIONS *
17. Identification missions preceding last completed CP
preparation:
Replies as
% of total
CP-led recomnaissance/identification mission  53%
Bank-led reconnaissance/identification mission 22
Joint reconnaissaacq/identification mission 16
None of the above 9
100%

# Information based on responses of 27 mission leaders concerning

their most recent preparation mission,

HIGHLIGHTS

= Nearly 9 out of 10 staff want to
participate in supervision
missions, three-quarters in
appraisal missions

- Overall, 63% of CP staff seldom or
never receive Bank documentation
they want;

- There is a strong unsatisfied CP
demand for Supervision Reports and
Issues Papers, as well as for
Policy Papers and CPS memoranda,

- About 70% of the reputed missions
were preceded by recnnnaissancq/
identification with CP involvement.

BRD
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18, Mission Leader/Bank dialogue prior to first CP mission om project:

As % of "yes"

replies
Yes: 96%
in Washington 50
in Rome 19
in field 35
by phone 19
by correspondence other than routine
terms of reference clearance 35%

19. Staff composition of missions:
Total CP FAO Bank Consultants
Average no. per mission 5.0 3.0 0.6 0.1 1.3

20. Lapsed-time and man-weeks by phase of mission cycle:

Mission Member
weeks lapsed man-weeks

Average ¥ of total Average ¥ of total

Mission breparafion in Rome 2,2 1% 4,5 9%
Field work (including Washington) 4.6 23% 18.3 35%
Report writing and CP review

(i.e. up to release to Bank) 8.1 40% 24,0 47%
Sub-total 14.9 74% 46.8 9%

Clearance and revision
(i.e. from release to Bank to

release to country) 5.3 26% 4.8 9%
Total , 20.2 100% 51.6 100%

HIGHLIGHTS

Almost invariably CP mission leaders
had dialogue with the Bank before
the first CP mission;: half of all
dialogue took place in Washington,
(Further analysis of this data shows
that dialogue vas 'person—to-person'
in 58% of cases).

The average preparation migsion
consisted of 5 persomns, of which
3 were CP staff,

Typical CP preparation mission
cycle is 5 months in all, with
Yellow Covers completed in under
4 months; lapsed time for
clearance through Bank and
revision of Yellow Covers is
equivalent to about 60% of CP
report-writing and review time,
(Compare to appraisal lapse time
of 48 weeks, applied time of 61
weeks, Source: Bank project
timetables and time reporting
system).

About one third of total mission
manpower resources is used in the
field, two thirds at HQ.

BRD
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STHMARY OF FORMAL IC/CP —~ FAO RELATICNSHIFS

SPONSORING
LINKAGE FAO IC/CP ROLE
DIVISION
FAO/UNDP Projects AGO/DDF Actives invesiment orientatien
IG/B‘isherius Joint Greup FI Active: project oriemtatien
IC/Forestry Joint Group FO Heswttly Teumiled
International Scheme for Coerdinatien eof Contributery: briefing, debriefing, reports
Dairy Development (ISCDD) AQL review
International Meat Development Seheme (IHZDS) AGL Contributory: briefing, debriefing, reperts
review
Inter=Divisional Werking Group on Rural ESH Participatory: meetings, decuments review,
Development (IDWG-=RD) occasional drafting
Inter<Divisienal Woerking Group on Agri- DDD Participatory: meetings
cultural Research (IDWG-AR)
Inter—Divisiorial Working Group on AGL New group
Fertilizers (IDWG-F)
Inter-Divisional Working Group for the DDC Active: IC Director is Chairman and IC
Censultative Group for Food Production and Senier Adviser, Secretary
Investment (IDWG-CGFPI)
Werking Party on FAO Development Research ESP Participatory: meetings
Centre
FAO/CARIPLO Agricultural Credit Study AGS Active: review and preparation of papers
BRD
FAO/UHIP Pulp and Paper Study FOI Active: meetings and review of papers “Table 12




SUMMARY OF FORMAL FAQ — WORLD BANK RELATIONSHIPS

LINKAGE

CP INVOLVEMERT

Ao Direct Linkages

1. FAO/WB Cooperative Research
Project on Small Farm Statistics

Study on small farming systems (statistics,
agro-meteorology, land capability, farm

management). (Financed by $120,000 WB grant)

limited

2. FAO/WB East Africa/Near East

Joint supply and demand study

active but

Meat Study limited
3, Commodities Programme FAO reviews Bank reports with sommodity none
implications. Exchange of data
4. Programme of International Coo- Development of agricultural sector analysis limited
peration in Agricultural Secter methodology (Bank and FAO preliminary dis-
Analysis (PICASA) cussions)
| 3. CoSpensership Linkages
4. UN Protein Advisery Group (PAG) Planning and data for nutritienal work by none
FAO, WHO and WB
2, Censultative Group on Inter— Promotion, establishment and operation ef

national Agricultural Research
(CGIAR)

agricultural research centres (FAO provides

gecretariat for technical advisery committee)

very limited

3. Consultative Group on Food
Production and Imvesiment (cGFP_I)

Assesament of needs and priorities for foed
production, and premetien of investiment

active in FAQ

4., Onchocersiasis Control Programme

Control of river blindness and subsequent
resettlement of affected areas

limited in mj

BRD
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Mrs. Olive Rae Peterson, Chief, Documents quuis:ltion November T, 1977
and Control Section

Vittorio M&soni(:u IRD
FAO/IBRD Cooperative Programme: Change of Director
The new Director of FAO/IBRD Cooperative Programme is

Mr. Cedric Fernando. Please note and make the necessary change
on the Reports Desk Manual, page 2-30. Thenk you.

VMasoni:az
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14

. QCTOBER 19, 1977
5320

TELEX

THAILAND NORTHERN RURAL DEVLEOPMENT PROJECT. WE FULLY AGREE WITH
RECOMMENDATION RMB CONTAINED CABLE OCT. 14 THAT CP ;END FUll PREP=
ARATION MISSION ASAP TO COMPLETE PROJECT PREPARATIO&, BASED ON
REQUEST FROM MINISTRY OF AGRICULTURE IN LETTER OF SEPT. 14 FOR
FURTHER ASSISTANCE PREPARATION, DISCUSSIONS NARTINUFEN AND LUHMAN
WITH THAI OFFICIALS SEPT. 19-30, SUBSEQUENT DISCUSSIONS RMB AND
CONCERNED AGENCIES AS INDICATED OCT. 14 CABLE, AND %ROGRESS PREP-
ARATION BY LDD AND HTD TO DATE. BY END SEPT. LDD HAD COMPLETED
SURVEY OF PHYSICAL CHARACTERISTICS OF POSSIBLE SITE? AND HAD ABOUT
ONE MONTH'S SOCIO-ECONOMIC SURVEY WORK REMAINING. FTD HAD COM-
PLETED SURVEY WROK. OUGHTON EXPECTED ASSIST LDD AND HTD ANALYZE
DATA AND PREPARE REPORTS FROM BEGINNING OCT. RE ISSUES RAISED
YOURLET SEPT. 2 WE FEEL THAT, CONCERNING UPLAND COM#ONENT, LETTER
FROM MINISTRY OF AGRICULTURE INDICATES SUPPORT FOR FROJECT, RFD
INTEREST SUGGESTS IMPROVED COOPERATION FROM THIS AGENCY, AND NESDB
POSITION REFLECTS DECISION NOT TO IMPEDE PROJECT PREPARATION.

WE ARE NOT AWARE OF ANY DECISION ON LDD FUNCTIONS, BUT THIS AND
OTHER ORGANIZATIONAL QUESTIONS WILL HAVE TO BE OWRKED OUT DURING
COURSE OF PREPARATION AND APPRAISAL. WE DO NOT SEE|POSSIBILITY
RESOULUTION THESE QUESTIONS WHILE GOVERNMENT LANDS REORGANIZATION

IN PROGRESS AND DO NOT BELIEVE PREPARATION SHOULD BE DELAYED ON
lc

cc: Ms. Murphy
G. Luhman

Agr. & Rural Dev. Dept.
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WORLD BANK OUTGOING MESSAGE FORM (Telegram, Cable, Telex)

IMPORTANT (PLEASE READ INSTRUCTIONS BELOW BEFORE TYPING FORM.,)
—r TELEX ae. . OCTOBER 19, 1977 .
vt B ) o __ adialhasess i S 2P0
' — e el S, = . 0
0 IS?AR_T
'”“fa THIS ACCOUNT. CONCERNING HIGHLAND COMPONENT, WE FEEL THAT THESE
1 R - - — ———
ISSUES ALSO WILL HAVE TO BE RESOLVED DURING PREPARATION AND
CITY/COUNTRY | _ — = - S — —— I )
escace| APPRAISAL. A SPECIFIC DECISION ON PWD RESPONSIBILITY FOR HIGHLAND
NO.: — R, —
AGRICULTURAL DEVELOPMENT AND AN ASSURANCE ON RECLASSIFICATION OF
4
_ VALLEY BOTTOMS ARE UNLIKELY TO BE FORTH COMING AT THIS STAGE. RFD
APPEARS TO HAVE SOME INTEREST IN PROJECT AS WHOLE AND MAY BE WILLING
(7]
CONSIDER USEFUL ROLE IN BOTH COMPONENTS BUT NEEDS HELP IN PREP-
7
ARATION. HTD WILL INCLUDE ANALUSIS OF WATER USE A#D RIGHTS IN RE-
| PORT, BUT THIS MATTER ALSO WILL REQUIRE FURTHER ATTENTION DURING
PREPARATION AND APPRAISAL. WE RECOGNIZE THAT POPPY PRODUCTION
10 |
BY PROJECT BENEFICIARIES WILL CONTINUE, ALTHOUGH PROBABLY NOT ON
11 |
|
DEVELOPED LAND. THE QUESTION OF ABANDONMENT CANNOT BE ANSWERED
12
IN ADVANCE, BUT SELECTION OF SITES WITH SUBSTANTIAH POPULATION
13
. PRESSURE PRESUMABLY RAISES THE PROBABILITY OF PERMANENT SETTLEMENT.
. WE AGREE THAT THESE ISSUES YOU RAISED ON BOTH COMPONENTS ARE IM-
- PORTANT, BUT WE BELIEVE THAT PREPARATION SHOULD PROCEED WHILE
- | SOLUTIONS ARE SOUGHT, AS LONG AS THE AGENCIES INVO%VED WISH TO
!
o | PROCEED. THEREFORE WE HOPE CP WILL AGREE TO SEND A FINAL PREP-
- [ ARATION MISSION AS SOON AS IT CAN BE ORGANIZED. PdEASE ADVISE.
- |
- | REGARDS VERAART.
20 |
21 END ‘ |
OF i ‘
FEY\T)E :
- =

CLEARANCES AND COPY DISTRIBUTION

CC: Ms. Murphy
G. Luhman

é Agr. & Rural Dev. Dept.

SECTION BE FOR USE OF CABLE S

| HECKED FOR DISF ]
) -, % — =
Copy CANARY Copy ILUE
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ORGANISATION DES NATIONS UNIES POUR ORGANIZACION

L’ALIMENTATION ET L’AGRICULTURE

/(' /52(@'# ALD—GO

DE LAS NACIONES UNIDAS

"PARA LA AGRICULTURA Y LA ALIMENTACION

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

DDC REGISTEY

ln Reply plcase menlion our reference
and dale of Ihis letter

Via delle Terme di Caracalla, 00100 - ROME Cables: FOODAGRI ROME

Ref. BK 3/10

SEP. - 2 1977

Dear Mr. Veraart,

Please find enclosed 25 copies of the Missi
September 1977

for

Telex: 61181 FOODAGRI

Letter Nbej

Telephone: 5797

r 5 L
259

N>
/G,{ F4 Granieri
Programpé-Coordination Officer
FAO/World ank Cooperative Programme
Date Received _________ ?’ /_L \|
Div. Log Mo. -____ oA G |
Mr. M, Veraart i . - “!
Planning Officer/FAO Coordinator FVKEWIRUDE O 100B): cantican ez ]
Agriculture and Rural Development Dept.,|CPS o i ‘ |
World Bank : : RO 1Y VER) i i |
1818 H Street, N.W, Birtetial s i
Washington DC 20433 CURI SR 10 ]
W. A, Files (date) ______ - i




FAO/WORLD BANK COOPERATIVE PROGRAMME — SERVICE IT (AFRICA, ASIA AND FAR FAST)
SCHEDULE OF MISSIONS, SEPT. 1977 — FEBRUARY 1978 *

SEPTEMBER 1977

Page 1
1. EAST AFRICA
Country Project Respons-— Tyr= of Compogition Timing and Location and Iocmarks
ibility Mission Duration Duration of
(Activity in Field  Report
Code) Writing
KENYA Fisheries  CP PREID Muller—Praefcke 20 June Rome Capoluongo (WB)
SKENATFOL Krist jonseon 3~4 wks 3-4 wks to join mission
(Fa0) for final week
Tang (FAO) in field
- ditto =  CP PREPN - ditto - Oct /Nov. Mission subject
% to WB reaction
to report of
first visit
MADAGASCAR Morandava II CP PREID . Economist Dec/Jan. Awaiting WB
SMAGADO2 Agronomist & confirmation
Engineer
Forestry I WB SPN McFarlane 15 Octe. Wash.
T (serv. I) 2 wks 2 wks
) irobi
i WB Completion Beal Jan.'T8 Nairo
SRS ?g?catlon Report 2 wks 2 wks
- - T ) o ) E&OE

%  Including missions writing reports as of 1 Septs 1977-



SEPTEMBER 1977

IT. WEST AFRICA Page 2
CAMEROUN Rural Dev. cp/wB PREID Cole 30 May Wash.
3CAMADO4 2 wks 3 wks
- ditto - CP PREPN Cole 31 Oct. Rome
Adeniyi -4 wks 6 wks
Bright (c)
de Fays (c)
Research Specs
(c)
Forester
- ditto - Cole Jan ?
GONGO Forestry CP/WB PREPN Gorse (WB) 28 Nov.
Melhuish (FAOQ) 3 days
LIBERIA Forestry I WB APR Zurbrugg 15 Septs Wash.
(Serv. I) 2 wks
MALT Sahel CP PREPN Delon 20 Nove. Rome Timing may have to
IWANA Afforestation Grut (Serv. I) 3 wks 4 vks slip because of
Forester Niger commitment-
Bright (c)
NIGER Sahel CP PREPN Baudelaire 3 Oct. Rome Smeyers to partici-
ANIGATO1 Afforestation Grut 3 wks 4 wks pate for first weel.
' Forester Gorse (WB) for last
two weeks
SENEGAL Fisheries WB,/CP PREPN Bourgois 4-8 July Mission led by
3SENAFOL de Raet (WB)
- ditto - CP PREPN Bourgois 1 August Rome Discussions with
1 wk 1 wk INTECSA (see BTO
dated 28.7.7T)
UPPER VOLTA  Sahel CP PREPN Grut Feb.'78 Smeyers to partici-
3UPVA Afforestation Ferester pate for 1 week




SEPTEMBER 1977

Page 3
UPPER VOLTA Niena Dionkele CP PREID Smeyers 1 Octo. Rome Stop-over in
(cont'd.) 3 days conjunction with
Niger mission
ZATRE Industrial WB
Sector Study
(a) Forestry Melhuish (FAO)? 25 Sept. Wash.
2 wks 2 wks
(b) Sugar Fenn Rome
Sugar Spece. 3 wks 3 wks
Forestry WB Sector Jan.'78
Review o4
SOFIDE CP SPN Delon 25 Oct. Tentative timing

1 wk agreed with FAO

—t——




FAST ASIA AND PACTIFIC

SEPTEMBER 1977
Page 4

INDONESTA Transmigration CP Recce Macartney 20 Sept. Rome Jones also
TINSAP13 participating
- ditto - CP PREPN Macartney ? Rome Timing, etc.subject
to outcome of
September mission
Rubber CP PREID Brookson 3 Sept. Rome Brookson to stop—
Replanting Williams (FAO) 4 wks 6 wks over Bangladesh on
Weatherhogg (c) return route to Rome
- ditto - PREPN Brookson Decs Rome
Weatherhogg 2 wks 3 wks
Livestock CP Sector Groenewold 18 sept. Rome
Review Otte (FAO) 5-6 wks 6 wks
Almond (c)
Chew (c)
- ditto - PREPN Groenewold 1st gqtr. '78 Mission compositi&n
¢ Almond subject outcome of
Chew Sector Review
LAO Agri. Dev. 11 WB/CP PREID Delon 1st gtr. '78 Awaiting Govern—
ment confirmation
PAPUA Agri. Dev. VI CP PREID lMuller—Praefcke Jan. '18
NEW GUINEA Williams (FAO)
Sugar Spec.
THATLAND Credit WB/CP PREID Smeyers 30 May Rome
TTHLAGCOIL Crossing 4 wks 3 wks
- ditto - PREPN - ditto - 31 Octe Rome Crossing until
3 wks 17 Nov. prior to

home leave




SEPTEMBER 1977

Page 5
THATLAND Northern Area CP FREFPN Masterton 9 May Rome Masterton to visit
(cont'd.) Development Guinard 3 wks 3 wks Wash. 18 July for
Oughton (FAO) discussions on
Kidane progress of
preparation
- ditto - GCP PREPN Masterton 7 Rome
Kidane 4 wks Allen also to
Agri. Eng./ participate for
Soil Conserve. 10 days but mission
Specialist return subject to
outcome issues
papers now under
preparation
CP PREPN Macartiney ? Rome Awaiting action
g:igﬂitation Economist 3 wks  Resident Mission (VWB)
regarding Government
acceptance
i i Delon 27 Aug. Wash. Mission led by
VIETNAM Irrigation WB PREPN : Wk:g Sy s, b

e e £t e e T e o

== osEseseE=




SEPTEMBER 1977

IV. SOUTH ASIA Page 6
BANGLADESH Sugar WB/CP Recce de Brichambaut 22 July - Coconut specialist
8BANADOS de Nuce (c) 12 August to participate for
10 days only,
followed by report
writing Paris.
Brookson to stop-
over en route from
Indonesia
Forestry CP PREID Zurbrugg 5 Dec. Subject to discuss—
(Serv. I) 2 wks ions Spears (WB)
with Gov't in Oct.
BURMA Torestry WB SPN Zurbrugg 15 Oct.
8BUAATO3 3 wks
INDIA DPAP WB SPN Groenewold 15 Aug.
2 wks
Fisheries WB Sub-Sector Tang (FAQ) Jan.'78 Wash.
Study 4 wks 4 wks
8INDA126 CAD Campbell 20 June — Rome Preparation to be
Haryana II CP PREPH Moir 6 July 2 wks completed by mid-
Deguin October. Campbell
to vieit Wash.
8-10 August
CAD WB PREPN Baudelaire 22 Aug.
Karnataka 2 wks
CAD CP PREFN Campbell 19 Sept. — Rome
Punjab U.P. Moir 8 Oct. 4 wks
Dequin
Branscheid
Silvestri
CAD
Maharashtra WB/CP PREID Cempbell 12-19 Sept.



SEPTEMBER 1977

Page 7T

INDIA (cont'd.) Maharashtra WB/CP PREID Campbell 20 Nov.

8INDA126 Component 2 wks
CAD CP PREPN Moir 13 Nov.- Rome
Ba.Ps Dequin 3 Dec. 4 wks

Wyatt
Baudelaire
NEPAL Rural CP PREPN Siméon 10 Nov.
Cittati (c)
Jones (c)
8NEPATO?2 Forestry WB/CP Sub-Sector  Zurbrugg 12 Nov. i ———
- Survey Devitt (FA0) 3 wks pate for 2 weeks only

IﬂKISTAN' Extension CP PREPN Spinks 1 August Rome Yates participating

B8PAKARO?2 and Agri.Dev. Yates (c) 2-3 wks 3 wks one week only
(Punjab) Rayner (c)

- ditto - WB APR Cotton Research 13 Sept.

Spece.
- ditto - CP PREID Spinks 14 Avg. Romne Preliminary discuss—
(NWFP) Rayner (c) 1 wk ions with Government
Lgri. Dev. & Subject to prelimi-
(Baluchistan) CP PREID ? ' nary discussions with

Government

Dairy cP PREID 7 i - ditto -
(sind)

SRT LANKA Rainfed Agri. CP PREID Hocombe 26 Sept. Rome Allen to participate
(N.E.) Goseco 3-4 wks 4 wks after Thailand visit
~ ditto - cP PREPN Hocombe Jan/Feb. Rome

0seco 1978 4-6 wks
B I e e

e e e e e R R TR RS ES

———————— T T T R S S RS —— ===
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WORLD BANK / IFC

OUTGOING MESSAGE FORM

(TELEGRAM/CABLE/TELEX)

& 18RD
[ oA

[ iFc
[] tesip

TO: MR, JOSEPH SWIDERSKI

FAO
COUNTRY: ROME

CABLE NO. & TEXT:

DATE: JULY 11, 1977

ORIGINATOR’'S EXT.: 6651

CLASS OF
SERVICE: TELEX 64286

e R

UNDERSTAND FROM MR, DEWEY THAT YOU ARE PLANNING TO VISIT WASHINGTON

SOMETIME END OF THIS MONTH.

WE WOULD BE HAPPY TO MEET WITH YOU ON

JULY 28 MORNING AT 1000 HOURS IN MY OFFICE. HOPE TIMING IS CONVENIENT

FOR YOU. PLEASE CONFIRM. REGARDS.

NAYAR
INTBAFRAD

|
NOT TO BE TRANSMITTED Vs

REFERENGE:
FAO Cooperative

AUTHORIZED BY (Namej:
Sivaram P. Nayar

DRAFTED BY:
SNayar mgm

DEPARTMENT:
Industrial Projects

CLEARANCES AND COPY DISTRIBUTION:
cc: Messrs. Dewey, Oberdorfer, Becher,
Walstedt, Dehejia (IFC)

SIGNATURE (Of individua! authorized to approve):

SECTION BELOW FOR USE OF CABLE SECTION

CHECKED FOR DISPATCH:
&-« s

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Capy
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[T INTSRFRR WASH 0T
64237 FOODAGRT

LI PR 1RRD fosrrie,

DICONTNG_ TEE Fros Rame =
e TOZC _
*._;;' T x NO. 3
| vERaART (Telex §O.) K June 1k 77
' Slatrdbutiond
139
& Rur 1 D"n

ONE FORESTY SEMINAR SCHYITHUSEN FAO FORESTRY DEPARTMENT AL 30

ARRIVING WASHINGTON SYNDAY MINCTEEN JUNE STO PLZASE BOOY PARK

CENTRAL HOTEL AND CONFIRM | |

TVO COULD YOU ARRANGE APPOTNTMENT FOR WATZINGER ASSISTAT

DIRECTOR GEWERAL FISKERIES DEPARTMENT WITH CHRISTOFFERSEN

STOP WATZISGZR IN WASHINGTON 29 JUNE TO § JULY INCLUSTVE
__J . THAEE SRAZIL AGRIGULTURAL EXTENSION FOR APODACA Th SEING =

PROCESSED 5 J "

ABUSHARR

L

INTBAFRA WASH DCTe

INTEAFRA WASH DC

G T
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BUENOS AIRES ORIGINATOR’S EXT.: 5320 u/f
COUNTRY: ARGENTINA CLASS OF ﬁ&(()j
SERVICE: L&~

CABLE NO. & TEXT:
FOR HASSID, FAO/CP FROM ABUSHARR STOP RAMASUBBU AND EYE AGREE ALL YOUR

PROPOSALS
CORAGGIO
VERAART
NOT TO BE TRANSMITTED
REFERENCE: AUTHORIZED BY (Name}:
Mr. Marius Veraart
DRAFTED BY: DEPARTMENT:

Ag. & Rural Dev.Dept.

CLEARANCES AND COPY DISTRIBUTION: ‘ATDRE (07 mdrwdual ay to approve):
ce: Messrs. Ramasubbu, Abu Sharr

QECTmm BEI QW EGRIISE OF rAR| E SI:CTJON ’

CH ECKED FOR DISPATCH:

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Copy
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y ,,up_? J;Of -ICE MEMORANDUM &(a{
TO: Pistribution . - DATE: June 2, 19¢7 v.
7 ' ):;;i\'l o p 0‘* \)"“\gf
FROM: G. Le ho1ona, Acting Assistant Directer, Projects EMENA iy \
- . ' ; . S ah 9
SURJEGT: FAO/IBRD Cooperative Program — Semi-Annual Review \ i L\f\“ﬁ
E— . w e s m— - "f"“"""/
*MWWNMM‘MM . MWM
P " The semi-annual review of the work program of the FAQ/IBRD CP \

in support of the EMENA Region witl be held in Rgom A-72] on June P 197F,
Messrs. Huyser and Abu Sharr will be repres enting the CP. During the
review we will cover the CP's work program fer FY/73. In view of the
shaky condition of the project pipeline, the major focus will be on
DFFPQFHLIOP activities although CF support for supervision, appraisal and
sector missions will also be covered. There will alse be an opportunity
o discuss with CP and Education PPO}“C s claff those agricultural projects
involving considerable training and educational components.

B The formet of the meeting will be the same as that followed in

previcus reviews, i.e., a country by country review. The timetable will
be as follouws: .

10:00 a.n., - 12:00 noon = Country Programs Department I1

10:00 = 1022l sl bivision 2A: Cynrus, Greece, Israel, Oman, Turkey
1020 = W45 @i bivisicn 2B: Algeria, Libya, Malta, Tunisia
10445 = 11:00 a.m. Break
11:00 - 11:30 auita - Division 2C: Iraq, Jordan.Lebanon, lierocco, Syria
2:00 p. w. ~ 4:00 p.m. =~ Country Programs Department I
2600 -~ 2863 p.m.?l%&{ﬁf bivision 1A: Egypt, Dehrain, Kuwaii, Qatar, t
: \Saudi Arabia, UAE 1
| #
2:45 = 3:15 p.m. PRD VW D1v1fi on 1D Iran, Portugal, Yemen PDR, Yemen AR
|- : l N AL & Ko )
i 3s1H = 3430 p.m.fx=1 bnvfsifgrjc: Ireland, Spain, Yugoslavia
i o i - R :'1 /L'* J./ \N (1 9 L, . . . .
2150 ~ 4:00 p.m. O .* | Division 1D: Afghanisten, Finland, Icetand, Romaivis
General Session for Policy Matters and Miscel Laneous h
£:00 = 4:30 pame Agenda will dnclude in particular a discussion
of a draftt papnr on Fisheries Projects in EMENAL
49 Agriculture Projects Rivision Chiefs will prepare (for June 4, 1977}

discussion worksheets as in the past for CP supported activities in their
respective Divisions. Progaama D1V1°1ﬁd thefa are invited te L”nﬁ rP>!Cb(ftat1”e$
te the respective counury SESSIONS.

R i — ol



Distribution ol June 2, 1977

Mﬁ’
b For background information 1 have attached a copy of the latest :
FAO/IBRD CP Forward Mission Schedule for the Programs Division Chiefs. cljfo,

Attachment Atﬁth
Distribution: {ﬁ ’
Messrs. Pollan, Fish, EL barwish, Jones, Lachman, Finzi, Veraart, Huyser,
Abu Sharr
Agriculture and Education Division Chiefs, Projects EMENA
Directors and Division Chiefs, Country Programs Departments I and II, EMENA

Gl.elMoigne:ak

s —




FORM NO. 27
(11=75)

Al - f?i-r',f?/,,-'.fx;f) B0p g twe Srofram.

WORLD BANK /IiFC . [X teRo
OUTGOING MESSAGE FORM O ioa
(TELEGRAM /CABLE/TELEX) L L11Fc
C/ [Jicsip

e FOODAGRI

ROME

COUNTRY: ITATY
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FOR ROCHE RECEIVED YOUR TELEX RE COST VARIANCE JAN,-JUNE STOP
PLEASE SEND COPIES FAO/WB CP ALLOTMENT LEDGERS AS OF MAY 31,
1977 TO ARRIVE NOT LATER THAN JUNE 21 STOP ALSO CABLE BY
LATEST JUNE 23 BANK'S SHARE FOR JUNE 1977 COMMITMENTS BY

TRAVEL COMMA CONSULTANTS FEES AND PERSONAL SERVICES COST

DATE: JUNE 1, 1977

ORIGINATOR’S EXT.: 61457

cnsor CH28C (97
SERVICE: TELEX NOT 62327

JONES

INTBAFRAD

NOT TO BE TRANSMITTED

REFERENCE: AUTHORIZED BY (Mame):
STANLEY J. PERCH
DRAFTED BY: DEPARTMENT:

[~ RRetiro/plm %

CONTROLLER/S /

CLEARANCES AND COPY 'DISTRIBUTION:
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oo WORLD BANK /IFC . [ erRD
OUTGOING MESSAGE FORM » e B:Eg
(TELEGRAM/CABLE/TELEX) 2 5
TO: HUYSER DATE: MAY 31, 1977
- FOODAGRI
ROME ORIGINATOR’S EXT.: 5320
COUNTRY: ITALY CLASS OF
SERVICE: TELEX
CABLE NO. & TEXT: # 95

ONE BURMA PADDYLAND DEVELOPMENT II STOP KINDLY TELEX STATUS PREPARATION AND
TIMETABLE COMPLETION PREPARATION REPORT
TWO ECUADOR STORAGE FOR ABUSHARR STOP HAVE NOT YET RECEIVED REPORT OR WORKING
PAPERS STOP PLEASE ADVISE ADDRESS YOU WISH FOUR COPIES SENT
THREE WOULD H APPRECIATE RECEIVING COPY FINAL REPORT AND TECHNICAL PAPERS IF
AVAILABLE OF FAO/UNDP PROJECT INDONESIA INS 72-006 UPPER SOLO WATERSHED
MANAGEMENT
FOUR TURKEY LIVESTOCK IV REURCAB 115 WOULD APPRECIATE COPY REPORT
REECARDE
XERAART
FIVE PLEASE CONFIRM THAT GUCKIAN VISIT TO WASHINGTON FEBRUARY 12 TO 26 WAS FOR
PURPOSES OF WRITING PDRY REPORT AS INDICATED YOUR MONTHLY ASSIGNMENT SINCE WE
ARE CONFUSED THIS END
REGARDS
VERAART
NOT TO BE TRANSMITTED
REFERENCE: AUTHORIZED BY (Name/:
Mr. Marius Veraart
DRAFTED BY:

CLEARANCES AND COPY DISTRIBUTION:
(1) - cc: Messrs.

(3) - cc: Mr. Lindahl

(4) - cc: Mr. ffrench-Mullen CHECKED FOR DW/

.
\DEPARTMENT ( \
N\ _——JAg. & Rural Dev. Dept

Naylor, Hunting, Tadros

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Copy
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(10-76)

IMPORTANT (PLEASE READ INSTRUCTIONS BELOW BEFORE TYPING FORM.)

Class of Service: TELEX Date: ‘APRI.L 8, 1977 —

elex No Originators Ext: 2393

i g GFs @9~ 6F 304
(L - FHOYIERD (0. &(Qf .

JOHN S. SPEARS

0 START
HERE
1 TO
CITY/
COUNTRY
MESSAGE
NO.:
4
5
6
7
8
5
10
1
12
13
14
15
16
18
19
20
21 END
OF
22  TEXT

00100 ROME, ITALY

C/0 FAO/IBRD, VIA DELLE TERME DI CARACALLA

CHECK LIT 336.528,

FURTHER OUR CABLE JAN 10 AND YOUR COMMUNICATIONS REG

AMOUNT STILL NOT CREDITED OUR AC

BANCA D'ITALIA INFORMS CHECK NOT IN CONFORMITY WITH
REGULATIONS AND MATTER SUBMITTED TO UFFICIO ITALIANO
CAMBI ROME FOR DECISION. CANNOT UNDERSTAND THIS END
FOR HOLDING UP CREDIT. APPRECIATE YOUR CLEARING UP

CASHIER'S DIVISION, INTBAFRAD

ARDING
COUNT.
ITALIAN
DEI
REASON

MATTER.

"+ 'NOT.JO BE TRANSMITTED.

SUBJECT

DRAFTED BY: \i;""
mih |/

DEPARTMENT:
TRE RER'S
CHECKED FOR DISPATCH

CLEARANCES AND COPY DISTRIBUTION: AUTHORIZED BK (Nam ;HUMWW
L TOPOﬁSKYi Y,

OF CABLE SE

DISTRIBUTION: WHITE—File Copy

WHITE — Bill Capy CANARY — Transmittal

BLUE — Originator to Keep

PS 8Z44/1 AG) (T282)
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Merch 2 77

INTBAFRAD
HASHINGTON

FAD /F 3652
4

'FOR FELDSTEIN JANUA

6161% EP 1116  EF- 3
6761C EC 8 ET
L §T62K EP 14251 EF
6762C EF & EC
6TTIX SP 6% $6
gp 223 . &Y

A )Jsrric €p 150 EC

ROCHE HOME+

5

450095 #ORLOBAKK

RY

61219 FOODAGRI sane-

EM
£C
ET
YP
(4

et

Ui v Gop -

INCOMING TELEX From Rome
Digtribution:
Mrs Feldstein E610
SHARE
147 ET 287 EM 6 £7 1586 .
¥ £ 18
g8 ET 158 &M 8 £7 1983
60 W 2 £1 960
5,75 YF 0.19 NE 0,97
229 Y§ 6491 Y& 3.83

B2z EZ 1.562

T R K




INTBAF RA

e 6152 EP
6752X% EF
§761% EP
6761C EC
3 6762% P
Ye

f.g;)s?szc EF

240098 WORLUBANK

61219 FOODAGR)

o

FASHINGTON

j FAG/F 3853

FOR FELOSTEIN

1284
5
1116
4

10

DECEMBER W8

EF 24 el
EC &0 el
gF 56 - EC
ETa gM
SG 46
E7 %4251 &F

£C 20 ei

RUCHE ROME+

SHARE

{77 EM & EZ 1576

1 - E1 88

267 EM & 1 1566

.46

025 ¥C 0,77 Y5 6.85
98 &7 158 &M 8 £Z 15863

2 -EZ 90

2

LJ*- 'FEF?) ,Cbu7p.¢%¢1q.

Distribution:
Mr., Mrs. Feldstein £610
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FACEELCE FOR VOORHOEVE REYRTEL 16/0 MEETING 1=4 MARCH

L

HOPF RANK CAN BF REPRESERTED STOP AGENDA PROVITES
“, FOR DISCUSSION ORJECTIVES Mf THOTIOLOGIES ETC OF
; ouﬁntuajnwapcsrr GLORAL PEP*PfrT!UF STUNIES OF
L AGRICULTUE AKD EXCHANGE  VIEWS ON SCOPE FOR
- COOPE RATION STOP FOLLOWING ORGANIZATIONS wiLlL BF .
Lw. REPRESENTEY FAO 11ASA DUTCH GROGR LEONTIEF TE A
(W IFFRI STOP BARILOSHE ALSD INVITED;

ﬁ%)‘cm%m

FOODAGRL"Y

B2

VORL PHANK WSH

e

Elg‘; .. £1181 Fﬁf‘?\k(‘\?i‘,...
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INCOMING CABLE

¢

..... q;A,L::f”
ZCZC 248424 RCOl] PDEQ46€6 RMF6331 PMUT3! TL-0444/PEN-039/CON
URWT HL PHMA 054
MANILA 54/53 15 1957 Distributions
Mrs. Boskey
Feb. 15 77
LY Eg
INTBAFRAD ;
WASHINGTONDC ?ﬁ

1

040334
LE:L K 8l 833 L6l

FOR BOSKEY GEORGE GWYER WAS INVITED BY JONES O% FAC COOPERATIVE
PROGRAM TO PARTICIPATE IN FAO/CP IDENTIFICATION. PREPARATION MISSION
TO INDONESIA SCHEDULED FEBRUARY 21 STOP APPARENTLY CABLE CLEARED

BY SOMEONE IN BANK STOP APPRECIATE PRIMO CAUSE JONES WITDRAW
INVITATION SECUNDC TRY INQUIRE WHO CLEARED CABLE STOP INCIDENT
EMBARASSING REGARDS

RAPHAELI

COLL LT INTBAFRAD WASHINGTONDC FAO FAO/CP W@ RPT 21
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AGENDA -~

PORTUGAL — FAQ/CP Program Review —- Februapy 2,.1977

Items to be discussed:

Agricultural Credit (79S)

The preparation mission staffed by FAO/CP is scheduled to
arrive in Portugal February 13. Since the mission will be preceded by
a visit of the Consultant, Mr. Romero-Chavez, on February 8, the
suggestion has been made that Mr. von Oppenfeld and one of the FAQ/CP
mission members arrive.earlier than February 1l4. Since at the last CP prograq
review, the February 14 mission was agreed; the only question that now requires
confirmation is the sending in advance of one mission member with
Mr. von Oppenfeld.

Irrigation (80S)

At the last program review it was agreed that an identification/
prepération mission staffed by the CP would arrive in Portugal in April.

The date of this mission should be confirmed.

Livestock (79)

Discussions have been held on sending a CP preparation mission

‘to Lisbon in October 1977. If possible arrangements to send this mission

should be confirmed.



AGENDA

Yemen Arab Republic (YAR)
FAO/CP Program Review
February 2, 1977

Items to be discussed:

Basic Economic Mission to YAR

FAOQ is to provide an agricultural economist to participate in

the mission. This should be confirmed.

Fisheries (80)
Preparation work now underway--should inquire status and see if

any additional mission would be necessary.



AGENDA

People's Democratic Republic of Yemen (PDRY)
FAO/CP Program Review
February 2, 1977

Items to be discussed:

Wadi Tuban Agricultural Development (78)

A project preparation mission staffed by FAO/CP visited PDRY
in December 1976 and is now back in Rome putting together a report.
We should inquire about the status of the report and when it would be
available. A delay in the completion and receipt of the report would

also adversely affect our processing schedule.

Fisheries II (79S)

A project identification mission staffed by both the Bank
and FAO/CP is presently in the field but would, however, have completed
their work by the time the review meeting takes place. No particular
issues to be discussed. However, should we learn of any new developments

on the mission's return, we would raise them at the meeting.

Wadi Beihan

At the last review meeting, FAO had indicated that they might
look into the potential for an agricultural development project in
this Wadi. We should check on the status as our lending program
envisages a Third Highway project (FY80S) which would link the Wadi to

an existing highway going to Aden.



WORLD BANK / INTERNATIONAL FINANCE GORPORATION

Ci FICE MEMORANDUW,

TO:; Mr. David W.M. Haynes DATE: January 27, 1877

FROM: Hans~Eberhard Kgpp{ Acting Director, EMERA I
[

SUBJECT: FAO/IBRD Cooperati#e.Prngram ~ Half Yearly Review

Lia In response to your memo of January 18, following is a list of
items which we want to discuss with the CP:

A, Afghanistan

a) Rural Development Project - Status of the report of the
FAD CP mission which wvisited Afghanistan October 1976.

b) Agricultural Development Bank ~ Status of selection of
consultants for ANSCO.

* B. Egypt

Future agriculture work in Lgypt (Sohag Minufiva and
Fruit & Vegetables II projects).

C. Portugal

a) Agricultural Credit - Confirmation of preparation mission.

b Jrriestion = Conilrmstion of Identificaticgfvrepsration wisss
2R LR GO :

@) Livestock = Status of arrangements tco send a CI’ preparation
mission in October 1977,

a) Basic Economic Mission tec YAR - Confirmation that FAQ is to
provide an agricultural economist to participate in the
mission.

b) Fisheries - Status of preparation work.

L. PDRY

a) Wadi Tuban Agricultural Development - Status of preparation
wission report.

b) Fisheries 1I -~ Status of identification mission now in field

which will have returnad by the time the review takes place.

‘ol Status of an agricultural development project in Wadi Beihan.
& 1 i



Mr. Hayoes -2 - Janwary 27, 1977

i Yuposlavia -

a) Macedonia Irrigation - Status of preparation of the
agricultural aspects of the project.

b) Boenia Rural Development — Status of preparation missicn.
ey Sava Multipurpose -~ Status of preparation mission,
L In connection to Egypt discussions, the Division would like to

schedule the meeting for late afternoon (after 3:30 el ) «

0
o
=
©
"]
0
H
i
=
i

schenberg, Moini, Kaji, Noon

LiMoreauisap
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U26T
TO: UNDEVPRO DATE: JANUARY 26, 1977
ANKARA ORIGINATOR'S EXT.: 5320 (
COUNTRY: TURKEY CLASS OF w /
SERVICE: .

CABLE NO. & TEXT:

o6

FOR BONO, FAO/WORLD BANK COOPERATIVE PROGRAM MISSION STOP SECOND YUGOSLAVIA

CREDIT PROJECT PROVISIONALLY INCLUDES FOLLOWING COMPONENTS FOR BOSNIA STOP
TOTAL PROJECT COSTS IN MILLION DOLLARS STOP FOR PRIVATE SECTOR ONE LIVESTOCK
15.75 CONSISTING DAIRY FARMS 9.25 CATTLE FATTENING 4.5 PIG FATTENING 2.0

TWO FRUIT VINEYARDS AND VEGETABLES 6.0 FOR SOCIAL SECTOR PROCESSING PLANTS
L6

REGARDS SNELSON

200 110

TTTNOT TO BE TRANSMITTED

REFERENCE:

AUTHORIZED BY (Name]):
WSE 3 38 "H las Mr. a”hl:arius Veraart

DRAFTED BY:

b

EPARTMENT: P,
KESnelson:cms '\ Ag & Rural Dev.

CLEARANCES AND COPY DISTRIBUTION: DI LVICKHE!] * Sl UFIE idual authorize
cc: Mr. Snelson

ION BELOW FOR US ABLE sscrloN\

CHECKEDWR DISPATW

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Copy
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DATE:

January 25, 1977

NAME

ROOM NO.

Mr. Moreau

CcT702

APPROPRIATE DISPOSITION

NOTE AND RETURN

APPROVAL

NOTE AND SEND ON

CLEARANCE PER OUR CONVERSATION
COMMENT PER YOUR REQUEST

FOR ACTION PREPARE REPLY
INFORMATION RECOMMENDATION
INITIAL SIGNATURE

NOTE AND FILE URGENT

REMARKS:

L

— Half Yearly Review

/IBRD CP Operational Program

note on'this subject.

Please find attached Mr. Ijichi's

The items proposed

in the note may not fall into the cate-
gory of special items, but we would like
to confirm that the proposed items are
on the agenda for discussions.

FROM: /iTIL' K~
Nicholas W. Noon

EXTENSION:
523

ROOM NO.:
Gl




WORLD BANK / INTERNATIONAL FINANCE CORPORATION

OFFICE MEMORANDUM

TO:  Mr. N.W. Noon, Acting Division Chief, CPDI, ID, DATE: Japuary 25, 1977
- EMENA Region.
FROM:  John 8. Ijichi

SUBJECT:  FAO/IBRD CP Operational Program - Half Yearly Review

Concerning Mr. Moreau's memo of January 21 on the above

subject, I would like to ineclude the following items to be included in
the agenda:

Afghanistan

1. Rural Development Project - Status of the report of
the FAO CP mission which visited Afghanistan October 1976,

(5]

2. Agricultural Development Bank - Status of selection of
consultants for AMSCO.

JSIjichi:bs



M -

Mr. Blay has to be in the meeting
but will be held in a seminar until
3:30. Could Egypt come up late p.m.?

Would like a private meeting with
Mr. Abu Sharr. 1Is it possible to
arrange one?
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WORLD BANK / INTERNATIONAL FINANCE CORPORATION

FFICE MEMORANDUM

TO: Messrs. Eschenberg, Aiyer, Kaji, Noon DATE: January 21, 1977

FROM: Lucien E,. Moreav.a\

SUBJECT: FAO/IBRD CP Operational Program — Half Yearly Review

The next FAO/IBRD CP review is scheduled for February 1-4, 1977.
Thfi__E_:_M__E_NA_mgetings will take place on February 2, 1977 in Room A-720.

Would you please send to Mr. K'c;pp by c.0.b. Tuesday, January 25,
any special items that you would like to include in the agenda.

ce: Mr. Ko \
o = i woe Uy Als
LEMoreau:sap -F‘W/ i ) }—V\"‘
£e
U-
. Mawwhuﬁ

%‘;& EWF sy vy L B o
5@

,?

. h—og/p-e; o ETJP{' W fo{ 3%33&4?

provede M':jv%lﬁ?%wSM gﬂm
ﬁ””“ﬁ%ﬁﬂ&mdl

144 St



) WORLD BANIC / INTERNATIONAL FINANCE CORPORBATION /A / ;

OFFICE MEMORANDUM G bl

.

(o™

TO.  Distribution . DATE: January 1i&. 1377

g

FROM: D, W, M. layneg A~

-

SUBJEGT: B '(1/1 BED €1 f)l.ierc..r ional Program -~ Hall Yearly Beview
_allnLnaryrhnn_

The next veview is scheduled for February l1-4, 1277.
The EMENA meetdings will takse place on Febriary 2, 1977 in Room A-720.
SR

Weuld you please let me know by January 26, 1977 c.o.b.
1f you have any Lpecial items that you.would like to include in the

Agenda, /

Distribution: Messrs. Knex, Finzi, Bart, Paijmans, Lachman, Vercart

All Projects Division Chiefe, EMENA

Phaynes:ak
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FROM:

SUBJECT:

WORLD BANK / INTERNATIONAL FINANCE CORPORATICN

OFFICE MEMORANDUM

Files DATE: November 19, 1976

< .
D. 5. Ballantinem

Meeting with Mr. Jan Huyser of FAQ, November 11, 1976

I met briefly with Mr. Jan Huyser, Director of the FAO Cooperative
Program team, Mr. Veraart, and several other FAO staff to discuss the contri-
bution to our work in project related training for agriculture which might
be made by the Bank/FAO Cooperative Program. Mr. Huyser recognized in prin-
ciple the rising importance of training in agricultural projects. He seemed
to feel that much of the formal or institutiomal agricultural education might
be dealt with by Unesco, and also pointed out that Mr. Lesire, one of his
three team members for agricultural education/training, was currently in
India learning the approach of the Bank's agricultural extension guru, Mr.
Benor. He thought that one training expert in the CP program ought to be
able to sensitize and guide the functiomal specialists sufficiently to meet
the need. I disagreed with his view on the ground that adequate attention
to training programs required more functional knowledge than any one person
could have for all the specialities covered by the Cooperative Program. I
did not feel, however, that I had persuaded Mr. Huyser.

ce: Mr. Yudelman
Mr. Veraart

DSB/hl
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T
FROM:

SUBJECT

WORLD BANK / INTERNATIONAL FINANCE CORPORAT!IMIN

Ll
OFFICE MEMORANDUM R

Distributioniq _ _ DATI. November 8, 1976

X
Richard Frankf/£cting Assistant Director, Projects EMENA

FAO/IBRD Cooperative Program ~ Semi-~Annual Review

i The semi-annual review of the work program of the FAQ/IBRD CP

in support of the EMENA Region will be held in Room E-754 i November 11, 1976.
Messrs. Huyser and Abu Sharr will be representing the CP. During the review
we will cover the CP's werk program for the remainder of FY77. In view of
the shaky condition of the project pipeline, the major focus will be ou pre-
paration activities although CP support for supervision, appraisal and sector
missions will also be covered. There will also be an opportunity to discuss
with CP and Education Projects staff those agricultural projects involving
considerable training and educational components.

2. The format of the meeting will be the same as that followed in
revious reviews, i.e., a country by country review. The timetable will

P ’ s ¥ ey ¥

ba as follows:

10:00 a.m. ~ 12:00 noon ~ Country Pregrams Department T

sﬁt/QJLA 10:00 = 10:20 a.m. Divisicn 1C: Yreland, Spain, Yugoslavia

ey

. 11230 a.m. =
&%fykk 12:00 : ?" Iceland, Finland,

igai\ 10:20 - 10:45 a.m. Division 1A: Egypt, Bahrain, Kuwait, Qatar

Cin 1045

I
é aﬁ
| =

]

Saudi Arabia, United Arab Emirates

11:00 a.m, Break

11:00 - 11:30 a.m. Divisicen 1B: Yemen AR, Yemen PDR, Iran, Portugal

noon Division 1D: Afghanistan, Icel Remanda

2:00 p.m. 4:00 pom. — Country Programs Department TIL

2:00 2345 puns Division 24A: Cyprus, Greece, Oman, Turkey, Israel

[

2145 FiS wam, Division 2B: Algeria, Tunisia, Libya, Malta

I

3:15 3:30 pom. Rreak

3230

4:00 p.m. Division 2C: Jordan, Moruvceco, Syrila, Iraq, Lebanon

Gengxal Session for Policy Matters and Migcellaneous

/
/ x e o s S = = £ 3 % . >
[ 4200 -« 4:30 p.m, Items. Specific Agenda to be determined on
| November 11 and could include educaticnal and
/| training aspects of agrviculture prejects.

> 3 axf_” il
o _&/\wj f iy



Distribution -2 - November &, 1976

Bie Agriculture Projects Division Chiefs will prepare discussion
worksheets as in the past for CP supported activities in their respective
Divisions. Programs Division Chlefs are inv1Led to send representatlvc
to the respectlﬁc country &LS&lOﬂS.

4. For background information I have attached a copy of the latest 7
FAO/IBRD CP Forward Mission Schedule for the Programs Division Chiefs. 5 '
Attachment

Distributicn

Messrs. Knox, Fish, El Darwish, Jones, Lachman, Finzi, Veraart, Huyser, Abu Sharr
Agricultural and Education Division Chiefs, Projects EMERA
Directors and Division Chiefs, Country Programs Departments I and IL, EMENA

EFrank:ak
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TO: ANZIEC

AUCKLAND

COUNTRY: NEW ZEALAND

CABLE NO. & TEXT:

XOKR

DATE: Qctober 22, 1976

ORIGINATOR'S EXT.: 3491

CLASS OF TELEX 7?/
SERVICE: NEW ZEALAND 269

FOR DAVID IVES SOMALI GOVERNMENT HAVE NOW AGREED THAT BAY AREA

FEASIBILITY STUDY BE DONE BY IBRD/FAO COOPERATIVE PROGRAM STOP

AM LIKELY TO HAVE VACANCY FOR EXPERIENCED ACRICULTURAL ECONOMIST

ARQUND JANUARY 1977, PLEASE SEND CV OF PERSON WE DISCUSSED

REGARDS

COLIN BRUCE

INTBAFRAD

NOT TC BE TRANSMITTED

REFERENCE: AUTHORIZED BY (Namej:
Golin Bruce
DRAFTED BY: DEPARTMENT:
Agricultur velopment

CLEARANCES AND COPY DISTRIBUTION:

SIGNATURE (Of inc@m to approve):

&

SECTION BELOW FOR USE OF CABLE SECTION

CHECKED FOR DISPATCH: w

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Copy
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FORM NO. 27 WORLD BANK /IFC™ . = 7 'O m.ro
{11-75) R V 1 oA
OUTGOING MESSAGE FORM

(TELEGRAM/CABLE/TELEX) E]' :Z;D
TO: FOODAGRI DATE: AUGUST 31, 1976
QUITO ORIGINATOR'S EXT.: 5320
COUNTRY: ECUADOR CLASSOF [ﬁ#/ﬁ/

SERVICE: ¥F

CABLE NO. & TEXT:
FOR CASTELLI FROM SNELSON FAQ/WORLD BANK COOPERATIVE PROGRAM STOP GRATEFUL
YOU ENQUIRE AVAILABILITY JACQUES MARTINOD FORMERLY DIRECTOR INERHI FOR
CONSULTANCY WITH CP MISSION TO BRAZIL LOWER SAO FRANCISCO PROJECT ABOUT
OCTOBER 17 FOR TWO OR THREE WEEKS STOP HIS ADDRESS APARTADO 79 QUITO
PRIVATE TELEPHONE 241483 STOP PLEASE CABLE RESPONSE TO FOODAGRI ROME FOR
ABUSHARR AND POUCH HIS CV SOONEST REGARDS

SNELSON
FAO

NOT TO BE TRANSMITTED

REFERENCE: AUTHORIZED BY (Namef:
Mr. Marius Veraart
DRAFTED BY: \ DEPARTMENT:
KSnelson:cms \ Ag. & Rural Dev. D@

CLEARANCES AND COPY DISTRIBUTION: {Qf individual authorized to

i onN

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Copy /
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TO: FAQ DATE: May 20, 1976
ROME ORIGINATOR’S EXT.: 6525
COUNTRY: ITALY CLASS OF {__ C/

CABLE NO. & TEXT:

FOR
AA

BB

REGARDS

SERVICE: TELEX

SARGENT FORESTRY DEPARTMENT.

IDB CANNOT RELEASE SIMONS HONDURAS REPORT AS IT WAS DONE FOR
CLIENT CODEFOR IN HONDURAS. YOU MAY BE ABLE TO GET DIRECT
FROM THEM. SR. REYES IS GENERAL MANAGER.

IDB FINAL REPORT INVESTMENT OPPORTUNITIES AGRICULTURAL SECTOR
TRINIDAD/TOBAGO IS NOT YET COMPLETE.

EWING
INTBAFRAD

NOT TO BE TRANSMITTED

REFERENCE:  pao/IBRD COOP PROGRAMMES

AUTHORIZED BY (Name):

A. BEwing
DRAFTED BY: DEPARTMENT: :
ABEwing stqr 7 Industriaﬁro i )
CLEARANCES AND COPY DISTRIBUTION: SIGNATURE (O indjvidual authbrizgll tgfporave]:

cc: Messrs. Dewey, Tarnawiecki

CHECKED FOR DISPATCH: U

PINK - File Copy; WHITE - Transmittal Copy; YELLOW - Bill Copy
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61181 FOODAGRI / '
pap (Telex Mo.) _ DIazh IRUTTO8: CC Pl

FEOM: ROME, R Industrial Prolects wpe yay 19 Py 2 &

CEMMUNICATIONS
SECTION

FAOB17365 FOR EWING INDUSTRIAL PROJECTS DIVISION 111

MOST GRATEFUL YOUR ASSISTANCE OBTAIN ONE COPY AAA) SIMONDS
REPORT ON HONDURAS AND BBB) I1DB FINAL REPORT INVESTMENT 0OP~-
PORTUNITIES AGRICULTURAL SECTOR TRINIDAD/TOBACO FOR URGENT

USE PPPIDP CARIBBEAN BASIN STUDY STOP |F AVAILABLE SEND DIRECT
TO SIMULA JAAKKO POYRY HELSINKI STOP REGARDS=

SARGENT+



WORLD BANK / INTERNATIONAL FINANCE CORPORATION

wFICE MEMORANDUW] e
TO: Messrs, Asfour, de Lusignan, Kaji, KBpp DATE: April 1, 1976 -~
FROM: Pierre Biraben @) .

SUBJECT: FAO/CP Half-Yearly Review

With reference to paragraph 2 of Mr. Haynes' memo of March 31,
CP I divisions will be invited to the 10 am meeting on the basis of their

involvement in sector work program.

‘With reference to paragraph 3 of the same memo, this will be
cancelled as the review of individual projects will be done in divisional

meetings.

PBiraben:sap
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LYOOMING TELRX

| DISTRIBUTIONST o~ "
€350% FOODAGHI S Agrie. & Rural Dev.
(URABLE RCACK PAR1S BUMBER SENDING DIRECT) W
FROM: Fi0, ROME i

;
: VERAART

NO €8

wc:j ONE SUDAN FISH GRATEFUL YOU SEND SOOREST ONE SET SUDAR ROAD
TRAEKSFORT STUDY PREPARED EY FRENCH CONSULTART BCECA

& TWO SENEGAL FISHING WHAKF PROJECT DAXAR REURCAE 10 MARCH PRINO

; BOURGOIS MAS JOIFED DANK MISSION PARIS T0 DISCUSS SCET SOWED i
REPORT SECUNDO GUCKIAN AUBRAY JOIRING MISSION DARAR 22 MARCH ‘
TERMS OF REFERENCE DRAFTED AS SURGESTED YOURCAS ;

JORES +

o i S
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January 28, 1976

Hr. J‘ c‘ m"

FAO/World Bank Cooperative Program,
Food and Agriculture Organization,
Uni ted Nations,

Via Delle Teme di Carazcalla
00100 - Rome

Italy

Dear John,

Thenk you very much for the CP preparation guldelines. They are most
interesting eand should help me become more organized. You will certainly be
seeing us in Orissa if you are still there when we srrive sbout March lst.
Plesse find enclosed the instruction manusl =nd input sheets for our project
program. I hsve found the data set excellent for listing budze! data in =
logical way apart from its comnection with the program. It looks a bit
frightening but is really quite simple to use after the sgony of the first
time sround. Exsmples of print-out sre givem in the Instructiom Mamual. The
system is being improved upon so that it can be used for ba'ch processing ss
well as time-sharing. This program is excellent for basic budgeting and
interacting with cropping patterns and thelr consequences bui ig insdequate
for handling perennisl crops, animsl husbendry snd complete invesiment schedules.
Our shop is working on = more comprehensive alternative.

We shall meet somewhere south of Caleutta.

Yours sincerely,

¢

Bill Cuddihy

Enclosure
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INTERNATIONAL DEVELOPMENT |NTERNATIONAL_ BANK FOR INTERNATIONAL FINANCE
ASSOCIATION RECONSTRUCTION AND DEVELOPMENT CORPORATION
OUTGOING WIRE
TO: S DATE: JANUARY 19, 1976
o CLASS OF
SERVICE: TELEX
Z/ (,x.._../
COUNTRY:
ITALY
e (EXT 3641)

Cable No.:

ATTENTION OFFICE DIRECTOR-GENERAL.

PLEASED TO INFORM

YOU THAT BANK WILL BE REPRESENTED BY MR. GERHARD THIEBACH

ECONOMIST COMMODITIES AND EXPORT PROJECTIONS DIVISION AT

TWELFTH SESSION OF LATIN AMERICAN FORESTRY COMMISSION IN

HAVANA CUBA FROM FEBRUARY TWO TO SEVEN.

BANK WOULD

APPRECIATE ASSISTANCE IN HOTEL ACCOMMODATION FOR THIEBACH.

PLEASE CABLE THIEBACH INTBAFRAD,

WASHINGTON, CONFIRMATION

AND NAME OF HOTEL. REGARDS.
BURNEY
INTBAFRAD
NOT TO BE TRANSMITTED

AUTHORIZED BY:

NAME

DEPT.

SIGNATURE

M.A. Burney

International Re.laticmsc.‘c;4«;‘j

CLEARANCES AND COPY DISTRIBUTION:

|| lees Messrs. Thiebach, Messerly

REFERENCE:

(SIGNATURE OF INDIVIDUAL AUTHORIZED TO Awiy\

ORIGINAL (File Cop¥)
(IMPORTANT: See Secretaries Guide for preparing form)

For Use By Communications Sectidn_ ™

Checked for Dispatch:
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Mr. R. Piceciotto, Asst.

Director, ASPDR. January 6, 1976

William H. Spall, Chief, ASPAD

FAOQ/Bankers Prfs':g&

As requested by you I have the following comments on the
summary record of the last FAO/Bankers Program meeting sent to us
under cover of Mr. Huyser's memorandum of December 16, 1975. The
following references are to the page numbers of the summary record
(copy attached) unless otherwise stated:

Page 2

ol %He
covering
memorandum

of December
11, 1976

Page 6 para 27

Page 8 para 38

Pages 10 and 11 -
ﬁ’a'ras Te) ffﬁ-‘ou@

Page 10 para L6

Page 11 para 19

FAQ studies on forest industries and fisheries

in Asia.

T would like to lnow whether the studies being
undertaken for the Asian Development Bank in

Nepal and Bumma (forestry) and Pakistan, Bangladesh
and Buma (fisheries) in any way duplicate what

we are doing.

It would be interesting to know the TORs for the
proposed working group on seeds industry and
regsearch and training in view of proposals
particularly for India.

I find this paragraph on the Agricultural
Finance Corporation of India (AFC) somewhat
misleading. I am not aware that AFC has a
direct line of credit fromthe World Bank.

I find the amphasis on fisheries development
somewhat extraordinary. FAO has 100 professionals
at HQ and between 300 and ;00 in the field and
the inference is that these are available to
assist the Bankers Program. In fact (para 7)
assistance has already been given in preparing
three fisheries projects. What I find extraordinary
is that FAO/CP have had the greatest difficulty
in staffing one mission for us in India and that
was wrongly staffed in any event. Camnot FAO/CP
call upon all ‘this FAO expertise if the Bankers
Program can? ;

I would like to know what the fishery task force
is doing in India. Is it duplicating our efforts?

We have recently decided not to go in for fishery
projects in Pakistan at this stage.




Page 11 para 50

Page 12 para 57

Page 13 para 60

WHSpallt je

-2 -

Fruit and vegetable processing in Pakistan
could be of interest to us. Again cannot
FAO/CP draw upon this expertise? When I
raised the possibility of fruit and vegetable:
projects in India with FAO/CP it was indicated
that they had very little expertise in that
line.

Wnat is the mission to India (New Indian fisheries),
plamed for the first half of 1976, going to do?
FAD/CP has not yet provided us with the

preparation report for three states which will
probably be all that the GOI Department of
Fisheries can handle at one time.

It is interesting to note that in future
sponsoring ‘Barks will be called upon to pay the
cost of preparation missions.
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From! J.=. lHuyser
Directory-—LC

Fubject: LG/ s “rocramme

Attached for your information is a copy cf the latect nevrs Iettcr' _,ent cut
tc mambers of the 7 /L /Benkers Frogramme, together with the summary r'enur‘:l
of the Programme!s Cetober Zenerel Cormmittee meeting. : _

) : =

In the summary reccrd 1 weuld f'r"wr your attenticn in particuler to the
Chrirmen's statement (parecraphs 5-8) and to the newlyma‘ji"vmmtei e bership
of the Zxecutive Ccommittes (para. ). Par‘a.-r'c_v:’"g <360 give an idee of the type
of projects worked on by the “rojremime over the last few months

BK 54/1
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FAO/BANKEERES PROGRAMME
PROGRAMME FAO/BANQUES
"PROGRAMA FAO/BANCA

FOOD AND AGRICULTURIE ORGANIZATION OF THE UNITED NATIONS

Via delle Terme di Caracalla, 00100 - ROME Cables FOODAGRI ROMI: Telex G181 FOODAGhi‘ ’ Telephone BT97T
L

Ref: BK 54/1 "

il December 1975

Dear

"I enclose the summeary record of the last FAO/Bankers Programme
meeting. If you would like extra copies, please let me know. I hope you
received the minutes of the Business Meeting which were sent to you on
27 October.

*** The FAO/Bankers Programme report on grain snd _sugar storsae i
the Philippines for the Philippine National Bank is nearly completed. The
projects involved call for investments in medium and large scale storage’
and handling facilities, mainly for rice and sugars : You may have read in
the newspapers recently that the present Philippines rice ercp is being -
stored in makeshift facilities including schools and churches, thus pointing
to the importance of the project we are developing with the PNB.

¢ LT il
b o T ¥ - .f_

.« Concerning sugar, additicnal capacity is required to secure an extra

omestic market buffer stock and to enable greater holding flexibility in:-
the free market conditions faced by -the Philippines for sugar ekports. = -
Storage, handling and processing facilities for copra and tobacco were also
investigated by the mission but storage/handling investments for these
crops appear less urgent. ' IR e ;

The Bankers Programme mission to Venezuela and Colombia,
invited by the Corporacién findina de Fomentd to appraise the Zulia_sugar
projecty; will be in the field from January 20 for threc to four weeks, -
The project proposel is a relatively large one, involving not only sugar
development and milling but alsc by-product processing facilities. Cur
mission will of course be cocperating closely with Centrales Azucareros
of Venezuela and COFIAGRU-Agrozulia of Colombia. We have this month

e



i o

had a special sugar irrigation consultant working in the Zulia project

area to firm up water supply, land development and related cost estimates
before the mission's arrival. The project proposal was developed by =
Tate & Lyle (U.K.) and Arthur D, Little (U.3.A4) for the CAF end the
two national agencies menticned above.

£ Bankers Programme reconnaissance mission has been invited by
the Banco de la Nacidn to visit Peru carly next year. The mission will
cocperate with the Corporacién Financiera de Desarrolle (COFIZDE) and
other developrment institutions in the country. Fotential projects will be
discussed in sugar, forestry end the raticnalization of fiching cperations.

The Central Bank of Nicaracue has reguested a mission to help
identify & project for caceo development. The project will probably be
similar to the Nicaragua palra cil preject which the Bankers Programme
prepared early this year in that it would involve both a planting programme
and a commercial processing element. Cacao preduction is being given
priority by the Government which is anxicus to diversify its export crops.

We are closely following studies being undertaken in FAG on
investment possibilitics in forest industries and fisheries in fisia,

A specicl consultont is ccllaborating with the FAG Forestry Depart-
ment in a desk study of potential projects in forest industries - logging,
saw milling, plywood and particle board, ctc. = covering & nuraber of
Lsian countries. Countries include Indonesia, halaysie, Nepal, Burma,
Papua and MNew Guinea, Solemon Islands and Fiji. his study 15
primarily for the Asian Development Bank, but it will alsc point up
associated investment cpportunities cf potential interest toc the Bankers
Progremme. The idea is to produce a pipeline of priority projects for
future lending support. Based on the infrastructure which would be
provided by the Asian Bank, project possibilities of interest to the
Bankers Programme can be expected to result.

A similar exercise is being carried out in collaboration with FAO!s
Fisheries Department, covering Fiji, Korea, Pakistan, Bangladesh,
Indonesia and probably Burma. '

Results of these studies ~ in the form of briefs for discussicn -
will be ready in early January. If you arc interested in receiving
copies, please let me know. /it the same time, if you or your clients
are considering or working on specific projects in these sectors,
please let us know so that we can consider incorporating them in cur
programme of work. :
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_ At the FAC Conference last month a new Director-Gengral,

Dr. Edouard Jaocuma, was appointed. Dr. Jaoume, aged 49, at present
Dircctor of the FAG Land and VWater Develepment Division and Chairman
of the Interdepartmental Working Group on Natural Resources and the
Human ZEnvironment, will become F/U!'s sixth Director-General and tliie
secend from a developing country. Defore joining FAO in 1962, Dr.
Saoume held a number of senior positions with Lebanese agricultural
academic and research institutions and with the Lebanese government.
From 1955 to 1962 he participated in all sessions of the FAQO Conference
and Council as delegate of Lebanon., On 13 Getober 1970 he was
nominated Minister of Agriculture of Lebancn.

I enclcse a photocopy of an interview Dr. Saouma geve to "he Monde!
recently which gives an idea of the direction in which he feels the FAO
should be develcping.

VWe hope to arrange & meeting with Dr. Sacuma with the members of
the Sxecutive Committece in February.

_ I have to tell you the sad news which we received by telex today

of the death after a short illness of Charles KR. Beddows, Jenior Vice
Precident, Bankers Trust Company. Charlie Beddows will always be
remembered at FAD for his services to the United [Natiens and to
developing countries through his long chairmanship of the FAO/Bankers
Programme. :

VWith all good wishez for Christmas and the New Year from all of
us at the Investment Centre,

Yours sincerely,

Kichael Carrcll
Liaison Gfficer
Fr& /Bankers Programme
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FAG/BANK ERS PROGRAMME MEETING

Rome, 13-14 Getober 1575

UMM ARY RECQID

3 Mr. G.J.B. Green (Deputy General [Manager, Barclays Bank Inter-
national, Chairman FAC/3Bankers Programime), opened the meeting which was
attended by representatives of %7 of the 40 rnernber banks, and 7 cbservers.
Memberz attending for the first time included Cassa di Rigparimio delle -
Provincie Lombarde (CARIPPLL), The Arab Investment Company, Lazard
Fréres, ltanufacturers lHational Bank of Jetrcit, FPhilippine Naticnal Bank,
Uganda Cocperative Uevelcpment Bank, Industriel Finance Corpereation of
Thailand and the Investment Bank of Ghana. Ubservers included the Bank of
New souti “Jeles, the Cverseas Private Investmment Cerperation, U Def,;
the Agricultural Finance Corporaticn, India; the Gairnbia Central Bank, the
Bank of Thailand, and UG,

2. During the meeting, participants lieard & staternent by Mr. J.F. Huyser,
Director, Investment Centre, on recent internatiovnal and Ul -developments
relating to food and agriculture; a talk by Frof. Zdith i“enrcze, London
University, on "/id, Oil lMoney and Foreicn Investrient in J.criculture, and a
statement by Dr. L. Deserti, Chairinan, .AC/Industry Cocperative Programme.
Lfter introductory statements by new menber banls! representatives and
observers, a talk was given on investiment pocsibilities in cuimmercial fisheries
by kir. “7.P. fippleyard, Chief, F/\C Fislieriec Industries Development Service.
In thic summary record, reference is first imade to these items. £in acecunt

is then given of FAC/Bankers Programinie present and future prcject activities.

35 In the course of the meeting, members also attended the opening
session of the ‘Jorld Coenference on Credit fur Fermers in Jevelcping Countries.

4, During the F/AAC/Bankers Frogramme Business Meeting, minutes of
which are circulated tc members separately, an Zxecutive Committee was
elected, consisting of th.e following merabers:

Members of the FExecutive Cominittes

Bank ‘Country Representative

Mational Investraent Bank Chana J. 3« Adde, Managing Director

The firab Investment Coumpany Zaudi firebia  A.f. El Rufaie, Menager

Vlells Fargo Bank UeSaAe H. Perigh IlI, Managing Director

Banque naticnale pour le Moroceo C. Kerdoudi, lManaging Director
dévelcppernent éconormique ‘

Banco do Brasil Brazil G. Linhares, Director

Cassa di Rigparmic delle Italy F. Tambussi, Manager

Provincie Lombarde

Ex-Cfficio Members

Barclays Bank International N.Ke G.J.B. Green, Deputy General
_ ' Manager
Investment Bank GCreece D.ll. Kotsonis, Deputy General

Manager



o B

Chairman!s Opening itatement

S In his statement opening the meeting, Mr. G.J.3. Green, noting that
this was his first meeting as Chairman of the I“r-c.wr‘am;::_,, Utlined the directicn
!

in which he felt the "rogramnie was raoving. The objective of the FProgramme had
always beeu to make a rezl contribution towards inereasin~ the flow of investment
to the agriculture of developing countries. The means by vhich the Programrre
set out to achieve this aimn was to uze the technical eyp rtize of FAGlg Invedtment
Centre to assist naticnal ¢ ovbl_,p:‘:.ent banl:c and otlier finaneing institutichs in
developing countries to fermulate end eppraice viable, self-sucstaining projects.

6. In the laszt two years, & sicnificant number cof such projects had been
prepared, had been financed by the naticnal develcprent iastitutions themselves,
and were now being '...pierr ented. Thus the regults were im .edlately seen by
the developing countries. The counsequent growing nuinber of requests to the
Pr-c;gr'ammc froin national develcpiment banks of the third werld for technical
assistance in project formulation conctituted the main theme of the Frogrammels
work and wag thé bacis for its future growiti:.

Tn Turning to the other financing institutions which were merabers cof the
Programme -~ the inter'nnticvmlly-ar‘it_,rtud coummerciel banks bazed in indus
trialized countriss - the (_,nfur'ma‘l said that these banks '\rjpr‘ematod the
Programme as a forum in which they could become acquainted witlh the major
problems involved in agricultural developrnent and sv gein a deeper understanding
of these proeblems. /it the same time their memberchip of the Pregramme also
demonstrated their willingness to make a positive contribution, in their capacity
as lending institutions, te the FProzrammelz invectrment project work. It was
Mr. Greenlz hope the.t during the twe yesrz of his chalrmanship, & nuinmber of
priority agriculturel projects could be identified in su;}t:.ur't of which the inter-
nationzal banks as & grcup could syndicate and r'r:nf'e substantial leans for
developing country acriculture.

a. The increasing demand from nati;mal develupment banks for project
formulation essiztance had now reached a point where it eould not be satisfied

by the humean and financial rescurces within the Investirment Centre that could be
meade available for F/iC/Bankers Programme wcrk. An 1mportant objective over
the next two years must therefore be to set the Frogramrme on a firner financial
basis. iDiscussion of possible soluticns to t..L, problem would be tak mg place
during the meeting, and especially at the Business Meeting.

Food and fioriculture: [lecent Internaticnal eveloprients -
Dtatement by Vr. J.i7. [Huyser, irector, Investiment Centre

Q. Summarizing recent develcpments in the internaticnal field relating to
food and agric ulture, Kr. [iuyser szaid that there were now signs that pr'oblems
of food and agricultural development were beginninz to receive priority attention
internationally and particularly in the LUnited | MNatione. The world fcod situation
had been dramatically brought to the attention of ordinary people threughout the
world by the gx‘ain deals between tle Ui.. ../ .., Canada and the U.Ce35.R. /it

the same time there was increasing récognition that develepment in many of the
poorest countries was contingent upon pricr development of the rural sector.
This feeling had been demonstrated by the recent special session of the UN where
instead of the usual cunfrontation that had bezn expected, there had been a
willinr*ncw.., to talk and to negctiate. Food and agriculture had been in the lime-
light and would probably remain there.
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10, Lnother result of the U cpecial cezsion was a step forward towards the
oreation of the International Fund for Agricultural Jevelopment (IFAD). Although
- there were still many uncertainties surrounding tre Fund's future, & clearer
outline of its possible chape end cumpusition wac reached by aswerking group of
government delegates which v, Huyzer attended a few wesks agu, 1t was
planned that rmermbership of IF. would be composed of three groups of countries:
developed doncr countries (mainly Me.Je e and Zuropean countries), developing
denor ccuntries (bagically LP=C countries), and develuping recipient ccuntries.
All three grcups would be represented on the Ixecutive Buard. /ith a funding
level set et &1 billicn to stert with, the rmain emphacis of the Fund would be
concessicnary lending, though a simall grant elernent would also be included.
Besides IFAD, there were other pogsibilities of further rescurcec for food and
agriculture arising cut of follow-up of the “Jorld Feod Conference, such as the
Verld Food Council and the Consultative Group on Foud Froduetion and Investment;

however, it was too early to sey inuch about these at precent.
b}

Talk by Frof. =dith Penrouse, chool of Griental and African Studies, London
University and irzsctor, Cormraoonwoealth sevelounmont Corsoratiions
Tiome Cornments on lid, Cil Money end Foreien investinent in foriculture

4 Seeisions taken in Cetober-December of 1573 on the price of ail rarked a
fundamental chance of a long-terse nature in the world econor.y. This was not
necessarily becaure ¢il was supposed to be running out, but simply because it
broucht energy and the poscession of energy racources into a new perspective
whiclk was probebly irreversible. The very large increase in ¢il prices brought
loud cries of pein from the importing countries and fears were expressed of
rmonetary instebility and internaticnal erisis.

i2. There was much talk about the impertance of, and remedies for, the
problem cf recyeling surplus oil revenues. Froposals were meade for redueing
the consumption of ¢il and reliance ¢n ¢il in the larce industrial countriec.

New impetus wag given to findinz. new scurces of energy. In fect, few countries
had done rmuch in that connection since the wer.

3. The increase in cil prices brought with it the expected econormic effect of
reducing il econsumpticon, coupled with a world recession. However, the
relation between cil prices and both receccion and inflation was difficult te
discern - altliouch there probably was some relationship. i“aradoxically, the
cries on behalf of the third world were loudest from the United Ctates and they,
together with other rich countries, did a great deel of cemplaining on behalf of
the less developed countriec.

14, Cddly enouch, the less-developed ccuntries did not meake much noise on

the internaticnal scene about the cil-price rige. Frof. Penrose saw two reasons
for this. First, for many of them, CPLZC had only done what they themselves
would like to do with their own raw rmaterials. Indeed, there was for a chort tirne
a great deal of discussion about the possibility of other O ECsY for other
commmodities, particularly the pucsibility of some of thegse being financed by cil
money. rrof. Penrcoe doubted, however, that this would happen.



i5. The seccncl reascn why the develsping countries did not complain too

loudly was the human response: Yif you canlt beat them, join themn!", The
industrizlized countries! recerd for aid and development had not been impressive.
The outcome of the LN Zevelopment secade, as waz well known, had been equally.
unimpressive. In the view of the LOCs, there was perhaps a better prospect for
getting escistence and funds from cil-experting countries, provided of course

they were not put off by eriticism. 7 5 ' ' J
8. There had of course been zone re~thinkin- about develepment stf‘%tegy for
L3Cs as a result of the latest increese in the price of cil, This, however, had
bean developing since at least 1570, and in fact the chilt in attitude had gone

quite far‘. It had meant the "‘uunddnu‘! ant of & great dzal cof the thinking character-
istic of the 1550g :md early 1 UU..;, vinere ﬂjch factors as capital cutput rativs,
savings ratiug and so forth formed the basis of I‘GCUI’]L“.G"ldqtlcﬂ._, about development
polmles and tocok up many pages in academilc texts.,

1% The recensideraticn of the nature of developrent had led to a greater
understanding of the role of agriculture and of the i nral sector., I\’lany pewple
had px“eacned this for a long time. In 1967 and 1968, when Prof. Fearvse was in
Baghdad and had tcld her st laenth, t 13, they had replied that this was just an
1r"pc31*1.:1hct fantacy. ouch a view had been extremely corirnon arnong decision-
makers in the less-develuped world generally, anJ it liad alse been widespread
in the develouped world.

18. Cne of the most difficult things to bring about wes agriculturzl change, or
transformation as it wav 'x,pwlc,r'ly called. ithout atternpting to deal comprelhien~
sively with this preb blem, IFrof. i—a,"nw:e pointed cut that thers had been emphasis
on the formation of eutoncsrcus and ,er_:lma.ztvnqmo-,w banks, agencies, companies
and so on which could menace agricultural chenge. Creating such institutions
required a c;nmdernulc input of thought, time and scarce personnel. This was
not necessaruy a subsidized -"t1v1ty, in the sense that educatlon 1s evor'y"mer\.,
subsidized; tie groups formed must be well structured, since their economic
and finar ﬂ1L1 sueccess was easily tracked. Management for such institutions - 1.e.
thuse created by Governrrents to prumofe agriculturel transicrmation - was as
scarce or searcer a factor than actual funds for projects.

19, To the extent that tie kind of developriient nesede referred to could be
satisfied by the input of external res Mﬂr‘c._,.,, straight aid could deal with the
problem:. It would seeim that the + n problems for a group of interested bankers
was in securing d--«velopa ant eff vt: frorr; the projects they finance. '1hok,u
im:titutwns viiich were not actually develupment banke, for instance the Common-
wealth Development Corperation, raust find ways and r*ecm,_, of 1nver't1nr'
profitably for developiient, and of desicning viable develcprzent projects that

beth promote develeprment and have an acce 3tablc rate of return.

0. There was a great deal to be done; the money was oftan aveilable but
bankable projects were difficult to find. The Cominonwealth Develcpment Corpora-
tion now intended to invest in rural devels pu ent on a larce scale, with priorities
aiming at the pocrest countries and th.e pocrest peoplo in those countries. This
was necegsary for develcpment but 1'..:igizt no t enhance bankability.

i Prof. Penrose thon went on to diceuss the usefulness of joint ventures
and tcchnalo'-- transfers for rural developrnent. Thi=z was tollowed by a
diccussion, the main points of which are ncted as follows.,
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22 It was generally agreed that the rm.ain constraint to developrment was not

<o tnuch the availability of money to finance projects, but the lack of hankable
projects themselves, and above all the lack of manageraent skills, However, it
was not enough to iraport managernent from more develuped countries. It was not
normally the iob of banits to provide manageiient, but develcpment benkz often
hed to do this. In develcping countrics every benk chould learn to perforr this
function of developi ;

53. Infractructure develupiment in backwerd areas waz essential, and this
could be provided from: concessicnary fands such as UPEC, the Vorld Bank and
reultilateral agencies. A regionel sounzirie approach, rather than a country
eppreach, was sormetimes sppropriate. But not only manacement was reguired.
The appropriate crganization waz nseded. It was not just a quection of providing
loans to farimers: credit rmust be converted to agro-services. Lepending cn the
human resourcec of a development bank, it should at least provide advisory
services. Perhapo managertent should be included in a project and financing for
it ubtained from internaticnal egencies. iiultinational corperations had the
ckills available to provide menazement, Lut should not be allowed to cperate
withcut ecntrols - which could perhaps be provided by developrrent banks.

3

24, The political envircninent of e country ac & whole had alsc to be considered.
Ilanegement cepability tended to gravitate tewards those countries which had
the backorcund of rescurces, seourity and psychological attitudes towards
accepting investment and tho costc of providing management, Countries, both
developed and developing, were citen their cwm worst enerties; they must be
allowed to raake their own decicions, and sornetimes mistakes. There was a
danger that availability of money aould lead to iraplementation of projects which
were not really self-sustaining and which chonld never have been started. The
role of botl: develuprment and cornimercial banks was crucial here and a new
appreach to develeprient, whick included not only the provision of financs but
also other essential inputs, was recuired.

o

“itatement by r. L. ieserti, Chairman. FA0/Industry Cooperative Hrocramine
(Icr) : L :

254 Tip. Teserti believed that the rapid growth of the Bankers ["rogrammn:e wac
indicative of the inereased interect today in investinent in agriculture end agro-
inductry in develeping countries. The Denkers Frogramme and ICF each had
erucial roles in the develuprnent process, eapecially since the World Food
Cionference which defined techinical ard cocial fields in which strength in both
financial and m anagerial inatters could be put to the rmest effective uze.

26, A pattern was emerging whereby Governments were showing e preference
for a tripartite arrangeraent in which they rotained cwnership while negotiating
project finaneing froin one source, cuch as the Bankers Programrne, and manage~
ment from another, such as ICP. The Ul cystem ceuld ascist in putting
together these three components. 100 at precent wac nct ac project-oriented

as the Bankers Frogramise, tending till now to be in the wider field of
harmonizins government planning vith action by foreign industry. [Fowever,
1C2 was aware of the need for detailed studies at project lovel, and hoped to
collaborate with the Bankers Programiae in thic field. :

2¢. In the ICP prograrmme of work for 137 5/176, 1CF working groups would
continue to assist F.i. Through tiie Pesticides “Jorking Group, agro-industry
was able to make a positive contribution to the ad hice Government congsultation
on pesticides in agriculture and public hezlth at FAC in fpril, Joint tack forces
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on enirmal health and wa_l locs prevention had cume into cperation in recponse

to resclutions of the “Jerld 1"00..1 Counference, and alco to f"i:u_ly pr'l\,e stabiliza-

tion of dairy ;r’oducts for develuping eountries and food packaging for emerg cncmu.
‘lorking groups on sceds industry end rostr*cl- and treininz are beiny gongidered,

a*ncl r.ore recently, one vin cu mr,,quty rrarketin and "tc_ulllzu'.tlu”l has been

envisaced, at the reguest of the Jirector-Ge n,ral aof FAG, to establish closer‘

relations between co:.panies mvc,lvod in trede and cormmmerde end FAG

Introductory tatements by Mews Liszobers and Choervers

(a) Jiezobers

2k, Cacos i igpariiio de llo Provineie Lombarde (CLUAPLL), Italy

{lMr. F. Tasbuss ). £ Ml 1L was well known ac the worldls largest cavings

banlk, vith services covering the entire range of banking cperaticns. fis a

result of its activities cver recent years, it had clsc becume known for its
esistance to develeping countries. C;’*L{IL—"LG was invelved in every type of

scticn to promcie and nobilize uL.vm s in Lfricas training of local ctaff,

previding nelp in settl“r up savinge banks end technical assistance to tl.\;ge
alrzady established. e bank acted as a link batwcen credit institutions in
Airice end interna .,wnal 1*13t1tut1.uw such as tie Uli, g,‘;d in particular with the
Seonomic Commission for Lifrica, F/U, the World Bank and the Internaticnal
.-.:"J:u:.Vi B

1‘14 "‘r‘l I

Fa a a

c
Banl: Inctitute. C"‘-'ﬂli’l..l'.._', jointly vati. I 4G, vias sponsor to the

{ T oo 2 i '._
cnference on Credit for Farmers in Zeveloping Countries being held at
the carne tir—e eo the present FAAO/Bankers Frogramie meeting.
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23.  Lazerd Frires, France (lir. . de Pourtalés). Lazard was a mmerchant
bant specializing in _Zuruc'_nﬂr-rwcv lending. and in the promoticn and coordination
cf exper t p["u_} ects in a varic oty of countries throuchout the world. }1-‘0 bank also
acted as advigser to overn::cntJ, and in particular was one of tn invectrment
banks advising the Indoassian Governr.ent in its finance and cr‘ugvct activities.
Lazard hLod been ;ct;ve in many agricultur ' for example palm cil
znd grain storage, and I';opc,d by joimng the L 5} Irirc,”“'wm*_Ae to learn from
F/L!'s experience in agricultural project vor 1, and t - contribute to tie needs

of the developing countrize, in 11.;@ with their prior
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30, Iianufacturers lationel Benk of Jetroit, .t 4, (Lir. Co anderc). fis a
regicnal banik based in Liickizan, [isnufacturers iiztional supported agricultural
projects in developing cour ries throuch its cr,.‘-_-wda.ty xmancmf activitics.
Internaticnelly, the bank had been involved in reizing funds in difforent parts of
the world throuzh a censortiur benit baced in Lr.-;d.m, Ltlantic International - a
recent _np\.,]:"(..tluﬂ had invelved reising 15 millicn for the large st fertilizer
organization in Central Ammerica. The bank!s recent exp ancion in lending to
the United .itates agricultural sector l:ad stimnulated the bank's intercst in

agriculiural lending internationally.

o Py

ks . 1,11113'31*13 [ational Benk {(I4r. [. Jcliven)s Zscentially a commercial
bank, the i-kilippine Ivaticnal Sank was the largest in the country. The bank!s
resources repre cented more than 35% of the coizbined m,c-rwr'co of the
comraercial banking - cystemn vwhich in turn reprecented 05 % of those of the entire
finenecial ccn.:aumty in the “hilippines. The FIID had been clousely involved in
acriculture since its founding 50 years agot abcut cne-third of its rescurces
went o the agricultural sector, and about two-thirds te agri-business. /A
successiul small farmer procraraine initiated two years age had now produced
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large increases in production of rice andmaize; the problem wac now proper
handlin~ and storages of thece products. 1t wes for this reasson that the bank had
callod upon the Investment Centre fur acsiztance in a mejcr project which it

vras Loped would be implemented witl: Bankers Programme guidance in the near
future.

32, Industrial Finance Corporatiopn of Tlailand (Mr. Jaree Shoncsvejl 1FCT
was a Government-zupported develuprment Danlz cet up in 1552 with the principal
abjective of assisting the establichiment or expancion cf private inductrial eater-
prises. Thoirty-five percent of projects financed were agro-industry related. ‘
Priority was given to projects ucing locally-available resources ac the main part
of their raw materizl input. IFCT worled clogely witiz the Governrzent in
developing the agricultural sectour, not enly for production but elsv on the
marketing side; and thwrouch: the provisien of eredit it was attempting to

inctitute & more formal eori-buciness coeior. 10T wae also cocperating 1n a
State land reforsn programine. Under the Bankers Pregrame IFCT had

worked with the Investment Cenir: a successiul oil pelm project in southern
Thailend, and hoped for further Dankers Progremime cooperation in cther projects.

W

cn

33 The frsb Invectment Cormpany, igudi Lpabia (Lir. .. El Rufeie). The
ZIC wes a neweomer to t-c develinment arcna. lts capital was being inereased
to 500 million and it was envisaged thet all ccuntries in the frab region would
perticipate. Tue [1C couoperated clocely with the lou iait iTund, the freb Fund,
the 1slarmic Bank and other regicnal develuprnent instituticns; uiten tie projects
which it financed were based upw tho infrastructure provided by thece institu-
tions. i’rcjects supported by the SIC were thoce accorded priority in a countryls
déveloprrent prosramme, and must Ye ecrrmercially vieble. The AIC was
locking forward to help from the I . 4./ DBankers Prceoraraine in the preparation

of feasibility studies. ’
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! ; 1 (lir. ©. Bukumunhe). The
Bank wes set up in LLU4, to crecte Finds-for the cooperative movement, but it
. ] = - - " 1 - 1 . L- - . ,
wiac not until 1671 that the bant becaite an offective instrument in egriculturel
financing. f.oout 75 % of opersticns were in agriculture and agro-indusiries,
with recent lendinz for sugar cane, meize, cotion ~inneries end ectton-based
= e oy - ._.‘I1 3 ? = 3 fh < < g .
projeets. The bank visiied to 1mprove the cuelity end quantity of its services,

ey

and hoped to benefit from associaticn with the 40/ Benkers Frogramries

34, The Uranda Coonerative “evelopizant Ban

o

35,  National Investiment Banl, Chena (I'r. =. _fori}). The bank wac the
countryls mein financial develcpment inctituticn, providing rnainly long-term
thouh also short-terss lvans to industrial, acricultural and co rmercial enter-
prises. i riority was civen to projects providing raw rmaterials for local
industry end for import substitution, roainly for food procduction, seedc produc-
tion, foud processing, raining, saw nilling, forest industries such as pulp and
paper, and production of cotton, rice, oil pal:n, rubber. The bank had recently
ostablished a company to undertake land ploughing end harvesting at a reascnable
cost to fermers, and hed also assisted in ectablishing a seads project and a
fertilizer plant.

O
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(b} Ubgervers
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36. Dark of Maw Jouth Vlsleg, i tralia (l4r. J. Green)s The bank was
closely connected vati: food end agriculture, and SOU of its 1,300 branches

t ts
serviced credit needs of farmers for cropo and livestoci throuchout fustralia.
The bank alco cperated in Mew Zaalend, Fill, Fapua 7 IJew Cuinea and in the
Pacific iclendz. By errancementwith the Llegerve Nank it offered long-term
financing under the Farm evelopient IF urigd for farm irnprovernents and

censolidation.

3. Cverceas Frivate Invectinent Copporation (Lir. P MeCallua), Vith iis
main objcctive to prorcte tre role of the U... private sector in the inter-
naticnal developrzent process, GO had in recent months decome perticularly
intercotad in the food cycle industries. CFLC had twe basic prograinmes:
pcliticel rick insurance, anc project financing. The latter was carried out by
direct loang and elso througin Ueo. Covernizent cuarantee to an eligible U, .
lending inctitution which in turn would cupport & project 1n a developing country.
(FIC gave privrity to projects in ccuntries wihore per caput incories were

&L5C or less, and was prepared to finance projects in hich-righk countries.
CIIC was interested in finding ~uiteble projects and hoped to link some of itc
activitics in this field with the Bankerc Frogramme.

30,  /wriculturs! Finance Corperastion, India {{‘r. G. Chouse). AFC cbjectives
wiere to help nationalized and ot-or banlcs to tormulate bankable projects in
backward areas. ::1 & o of the Reserve Bank of Indis, it also had o direct
line of eredit from the Yorld Ban.t. [ FC was elso consuliant to the loolan
Developrment Banit. ./iih itc own cxpert stail for idertificaticn, appraisal,
irrplernentation and ecpiteping of projects all over India, S.FC was involved in
every acpect of arri cultural financing. 1t was hoped that the iFC and the

' Bankers Frocramime could cucperate in project formulation, and that the
Government would soon clear the Corporationls reguest to beeorne a full rember
of the Progrzmize. ‘ .

L

g, UVHIDC (Lir. U. Loeser). Under the UNI DG/ Danks Programime, technical
ascistance had been given to a nu ber of banks beinz set up 1n develcping
countriss. The Programinels recently expanded activities included annual
meetings in varicus world capitels which provided husinece contacts for

of all types. ‘ihe rmost recent meeting, in Caracas, vas aft nded by 250 banks
developrent banks, including banks from Zastern “upcpe. Two-thirds of thie
banks attending were fror: developing countries. 1he Programnce also had an
informaetion exchance scheme for inductriel projecto. i
recocnized the potential of agro-industry and vished to i
viith the FAG/Bankers Programmie.

4

't

he UIIDC FProgramme
:ave close cooperaticn
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Tealk by Mr. V.17, Lp_plc:var‘d, C-isf, Fichery Inductrics Doveloprnent service,

F .U, on Figheries Investinent -ozsibilitics
40, Ti:irty-—five years ago the fighing industry was not an ...ttr‘.-_ctlve invectment
area for Dc;"l. ers B3ut this period ad seen tremendous chances in the industry,

from the lkind of p ople vl ran it, to tire way it vrac run. liew processing
mmethods, such as freezing, had arrived. lMajor corupanies Built fleets of ship el‘
an_l c'uppor‘tOf' them with distribution ""}".)ten'l._. and processing factories. In the
18505 and i530s a new group of pecple kad talzen an interest in tL fishing
‘industry. IVQDOC].Y vreald have thou ght 30 years aco t.;at VHLLES ‘:.‘1 would cvm
the bizgest fishing {leet in Cerrany, ti.at Irnperial Tobacco Co. of Britain
viould own the biggest | c_,\l crganizaticn out side of Unilever, tihat Generel

F:illg would be qurut- g fiching {lects in the Camercons, or that Union Carbide

of Indie would be takine a inajor rcle in the cihriinp industry there.

r
better c:zpitah"o £y .._om, prc ssigf_a ly mnene-ed and better abl vitostand
the ebbs a‘ad lows of fortune thet haunts inductricc w hicl: have to aunt for their
putentxal of the
scas. fane pr'e-—_9.,, world nus_m industry ecausht ebout 50 million tong of fich
& year; thke ficure was now &L 270 wrillion tone 2 yo zar, witl. conservative
estimates cf Lm.-‘; able to catelr ancther 20 million tons. How comrerciel is
it to catch that additional tonnace? ‘here is it, viaat are the opem_tr"fr cocts?
SG:-'.G of it was quite c.cce..)sml_,, for examaple in the firebien Lea, and greater
esults cc..,..lrj‘ be expectad frorm the Say of Bongal, C_,f the existing cateh,
A.) million tons (rather more tltc.n one-third) was converted into fighrieel for
indirect hurmmen consul ptpn, ieee anizngl 1eed. ';}ti:' sources o1 wastage were
in the world shrimp inductry - for every 1 “ton of ghrimp, 3-% tons of trass
fish were caught vizich liad no convenient use. 'These provided ind
areas for further investizent. Fiow could existing activitiec be

41, The fishing industry was now iaore r'cr-pc,ctﬂ_:ale and regpengible. It was
cie ')

pr-oduct. Also, pecnle now r-euli ed t;.:,g need for food and th:

42, In develeped as well as developing countries, moct fishery activities

could be carried out more wuﬂmdul‘r vith: bettor 11'1ve::tme;.t. flso, world
ecqueculture | T‘DCLJCthI’J was sbout b rmillicn tons, of vhieh 2-2 million tons
viere from 1.-.,_4{31(,,1'1& China. There were oppY rtunities to c;’pa“o this repidly
and it was lioped that tno t.;tal viould double in u-z’ years. i.coguaculture was
not necesserily a large-scale investrment; ruch of it was carried cut by t the
equivalent of tne cmall ferrmer. There was also & lerge potential for increa sing
production from inlend waters and lekes, particularly in (frica. In tie
fmtb.r‘ctlc, ti- ere was @ SO 100 rmillien ton reczource of krill, & srzall crustacea
/4 to 3/2 zn inch lonm. This was the traditional food of v-rl_ale“, but as wheles
beearie fewer, this trermendcus resource reinained unexpleited. Many nations
were now studying rmeans of c;.pt.ll"l‘lg the .Lr'lll an ‘ convomln-- it into food.
There were also pussibilities of producing fich rmeal for huiman as opposed

to aniiral consuizption.

43. V/hat was the FAU Fisheries Uepertrent duing about all this? FAOC
iRegular rogramone act1v1t1c3~ were cuncentrating more and more cn the
con.;.'.\..r'cml aspectz oF nsa_emehj. Ia the 19505, AU was concerned with
vihere the fich was, in the 1%0Us witl. wiiat could be done with it, and would

it pay. The 23705 was the period of doing suinething ebeut its The Departrent
Las been helped by cil en:inpanies Laving rzoney to 1ngcct inte fisheries of the
Gulf countrics of the :.rabien jea and the Gulf of Uinan. The Jepartment wes
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developins more erxpertice on jomt vontures in the bruadest senset the rmarrying
of technclogy, fm--:.cu, astablishing cbjectives agrecable to both parties.

Lieny venturcs had failed becauce oF different ranacement philoscpkies,

dividend requireinents, cultursl attitudes and dll‘;lc..lltlcf of corminunication. The

Fisheries l_',-epar't .ent tried to act as an hiinect uf‘C‘.LA . It had written -

cuidelines for joint venturos, particularly for 7. ffrican and Indian Ccean

countries, to Lelp attract interosted parties. In the next biennium, it would

be organizing more courses on inana] <ercent of fishery enterprises and thalr'

planning.

no |

a4, The Lepartment had 10U profecsicnels at Headguarters and betwoen SO
and 400 in the ficld. In 1874, Fizlierieg! chare © 20 field prograrar.es had
almioct doubled, and was nowr ebeut &l 0%. t.ne reacon for thic was that fisheries
prograinmes Ic,nd therncelves to regionalization, which weas net 5o easy for
&Grlcult are cr forectry. llecional ”'.L.,:)r'ulc.” prwectﬁ in cperaticn for V.. .frice,
Vi Caribbean, Indian C‘cc.a“, e Cnina ,un :.,-,u the Macific Izlands had cerved

to identify new nationel projects, many of which were r'west;.u_,ht—omented.

U

45, fimcther reacon wac that the Law of the .iea Conference was likely to result
in a 200-raile econursic zone, and Teny oW 1_‘1f}1"i0’3 vwere feced with the chellenge

and responsibility of teking meaxirnum adv ntace of this for

They wanted foreizners to gv away, orpay r eali._;tm licence fees, or enter into
joint ventures witl- & luceal cormpany, or per'!'.:.ps tiiey wanteu te aevcbn tarough
the private sector or parac atal Hodies fishin~ companies, preees sing compeanies,
ote. fo taze advanteze of the nevr zone. iz kad resulted in mmany requests for
=rls advice. In contrest, sorme countries witi: big fleets would nec longer be
eble to fish in traditicnal waters and would have to reloccte and diversify their
investent.

9.

their own beneiit,

S

46, The Figheries ﬁepar'tl.ac,“xt had two relaticnships vwith the Investraent Centre,

tre formal one laid dovm by in cr‘m.tlcneﬁ bur uu"crgcy, end an inforizal one

with Figherics str 22 in daily touds with raermbers of the Invectment Centre.

Hr. . _pplcyarcl hoped that ways could be developed to bring investient

opportunities to t‘“ nctice of the Dankers Frogramme. Line pus'~1b1h*y was the

Jomt Figh BPIC,QIIHVth“L@nt Centre groups vibiok set up tc.u;. forces whieh co

far coverod T zn‘ey, India, o alia, Creece, liorocco and Tanzaria and were

at pregent wcr ting on Venezuela, CGuinee, and tl.c fizorec. These task forces

had resulied from private and official q.-lsf‘lu"' infermation thet more investinent

in these fisherics wes justified. The jmm, croup could perheps errange to
distribute to ir.embers of the Bankers Programize tack force reperts on ti:os

countries of interect.

T

’ % The Fig! ‘.emcs Departiment was available for advice and infermation, and
had given help with: the threc fishery projects alxﬂcady preparcd for members of
the Bankers Preograinime. /U regl ional prdjec hould le a.d to rhore banliable
ﬁub-pr'cqect In recent montl.s, duris 1o the com se of varicus meetings
Ifr. .pplcy;;r- had noticed that there vac a ._."JP cial place for the uam:erf
Programime obc:mfe of the cpeed »ntu yiuch the Procramnn.e could act. Inter-
national :u":mn:; acencies by nata. of tieir congtitution had to takke a 5 circuitous
route to provide mvo::tr:.o nt, wh 1&; vies often very frustrating to tae recipient
cou“try. Throuch ti.e Ja“uvr‘z Frogramie, finance could be mebilized more
rapidly.
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Recent Proiect Jorik

40, Reports were civen by Invectizent Centre ctaff (Mr. 0. Forbes-'Tatt,
Zenior Cificer, [/ n(-’J7.LJc,ﬂ_LLaY‘._; Frocrainime, c.nn FLO Imrer trnent Centre
project anelyzts lessro. i I“_r-mu, Z. Guicke, R el rrmann) on recent
Bankers Prograrmine project vorks

49. Pakistant C,.)r:r:- reizl Fisheriez. 'ihe project, based in Karachi
would produce about 1wl tons of frouzen shrir.p ior export, 500 teng of fichreal
for export or locel corz:a.r."ptl.;n. L ftal coct of the proj ect 1: e:,tmm.tod at

Gl 2

% 1.6 raillion ecuivalent, mt Ve 0.5 roillion reguired in foreign exchange.

/i second stage iz plan.‘m,d vrith ,441t*0nu1 invectment costs of Ui 0.7 million.
The project would be run by t-.e imti._..nl Loriculture Lid., a fully-o vmecl
subsidiary of the Hationa =l Danlt ¢f iPa 1’1Sfc.-., or & private coispany set U under
Mefiels, probably in e joint venture vith a forei:m partner. i“roject sponscr,
Maticnal Benk of Palidstan.

59, . Pakistant Fruit and Vecotable i“rose acinc, The project would esteblish
ng

a plant near ~echeavar to Process iU, GLU tons of fruit per year. The plant
viould alseo inelude & Cc.u—-.._u-.ll’l’ line b..‘d an anirmal feed inill to utilize vastec.,
Frait and vegetablez would be ¢ .pplio | by about 1,250 crowers in nearby
producing ereas. i‘urenacing ce.‘tr'es viti: storage "‘*\c.ahtle sot up at key

points weuld buy frait dire sotly frorm the farmers and engure a regular flow of
ravs raaterial to the plant, Tetal custs of the proj cct are Bf‘tlf.".(lte’ ab L0 1.2
I"lllllc.»ﬂ, including about GU% in forelyn excnance. ihe pr'ojecu viculd be

carried cut by & pPqutO sinpany, with the ljational frriculture Ltd. teking
an ecuity holding. Frojeet cpunsord llational Dank of Pelkistan,

5i. Indonesia: Fisherieg. Dased at Kupong, the project would invelve two

purchase, in & first phase, <f O trawler o of 200 GRT *n-:l % carrier vescels

000 GIYT, the tctal being inereaced to 2 tr'awler'r* d € carrier vessels at full
devel opment stage. The vod::cl: wold operate in ts“_, Tim or crd lrafura ceas
and would catch aogut u,_«ma tons of sl i; Frhase I end ”.'J, A0 tons et full

1

nevelopr:_e:zt. The fish would be sold priiuerily cn the . 1;,... rt wrarket through
a corzprehensive retail marketing chair. to be u.*,tc.ph._,“ d under the prujcct.
Total project cocts are eﬁtn,-ated at 155 15 mmillion for ; hage I vith e further
W% 27 mmillion for full developrient. e prwg ject viould be run by 4.7 T
(fersero Terbatack a 11‘.-1te'1 liability company wlidehn 'vm“l Le established

by the Covernment, possibly w1u. tize LJ.’).I"ti.clyatl on of pmvt,.{:e enterprise in
ovmership and operatw“x. “roject cponsors Denlt Surni Daya.

53, Philippines: Grein . toraczs. Linder the project, tiie 1'hilippine [iaticnal
Benk, through its lly——uwm,m ub 'idiar‘y the i ational I.:d.rtmnl aevelopment
Corporation, would acquire SU-1.0 warehouses, includin~ rice mills and nalze
drierc, in arseas where the PliD is heavily involved in erup financing. J.baat
kalf the warchgusefr: ould be built, the remainder leased. Project costs ere

]

VI
estiraated at Uf 5=7 wmillion. iProjeect sponsors Philippine Hational Bant

v

5 B =

Y

B34 Micaracaas ©il Palin., The proposed project, about 50 lav dovn river from
isan Cc,.rlov, coraprises about .,,C-.TC' 1 .ectares of cil palin cstate in conjunction
vith an 1O~ ton-pgr----' Lur proces clhty Snnual pr'ode;.ctic:n would reach
about 12,000 tons of palm cil ar d ? C D tong of kernels. stintated costs

amount to abu at WDE 11 r‘.‘-llhon, WLtL. ubOL.t 50% in 1(;r=e1nn exchange. i“roject
sponsor: Central Bankc of Nicaragua.
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54 The Garrbis: Li~e Frogegsing. The project would establizh and
operate a factory to extract line juice and escential cil from fresh limes
produced in an area near Banjul. _upply would eome both from existing
plaentings and lime trees to be plarnted by farmers over about 500G acres under
a linked scheme backed by a eradit programame by the Gambia Cemmercial
and Development Bank. The project would receive technical agssistance from
a comimercial cormpany to be formed by Gambien interests including the GCDB
and possibly foreizn invesiors 1 ’

L=
<)
. Tctzal costs of the project are estimatea at
uss 1.35 million. JSpongor: Gambia Ceramercizl and Uevelcprment Barik.

55. Jiorcoco: Tomato Processing. Based upen irrigation infrastructure to
be provided by @/orld Bank finaneing, the t roject would establich a tomate paste
factory producing G,CL0-7,0C0 tuns per ycar in the Uoukkela regicn. Fresh
tomatoes would be supplied by i,000-2,000 emell and medium cize growers.
Costs of the project total UL 3.1 millicn with & foreign exchange ccmponent

of ULS 1.9 million. The project would be cperated by a new company with the
prcbeble participation of a number of private interests, the Bangue naticnale de
développement Seconorrique, Stete develeprient acencies and possibly IFC and/cr
other foreign participants. Project zpongsor: ilaticnal Jevelopment Bank of
Moroeco.

56, Lrab Republic of Saypt: Citrus and Tomato Processing, The project
would establish a factory et Zdkoe near Alexandria to process citrus fruits and
tomatoes from surrcunding crowers. rroject costs are estimated at about

Us$ 5.3 millicn, all of it in fureign currency. The project would be owned and
cperated by a new comapany, Zdke Focd Industrics, to be furmed under Egyptian
Free Zone leciclation, with the pussible participation cf IFC and an international
fcod corapany. Project sponsorst the Jrab African Bank and the firab Inter-
national Bank.

Future Frosrammme and Deope of fcotivity

57. Kr. 3. Forbes-/att, Zenior Gificer fur the Fi0/ Bankers Programime,
introduced the discussivn. Mere requests from national develepment banks for
project identificaticn and preparation were beino received then eould be met fror:
the available otaff and financizl rescurces of the Investment Centre. Hewever,

it was planned to keep up the Frucram mels project activity to 14-15 migsicns

for 1876, about the same level ag last year. lissions were planned for the

first half of 1976 to Nicaragua {(cacao identification), Drazil (omall farmer
development and settlement), ¥ara (general reconnciscancs), Venczuela

(#ulia sugar project), Fhilippines (grain storage preparation), India (New

India fisheries), Indonesia (forectry and general recunnaissance) and Soypt
(dairy). Other possibilities included Korea gencral identification), Sierre
Leone (finalization of rice preject), Kenya (cugar end cther projeets), CGheana
(general identification), Uganda (general identificaticn), Morocco (fisheries and
Morth-=Sast) and pussibly Oman (fishericz).

58. Missions were oxpensive. ldentification migsions cost Ui, 20,000 -
25,000, Preparation missicns averaged W35 45,008, but if very detailed
feasibility studies were required could cost up to UL 70,000 - 3L, B0,

59. Lir. J.P. Huyser, Directer, FAU Investment Centre, explained that unless
additional funds could be found, the Programme would soon find itself in
difficultics. Do far identifiezticn missivns for national developrent banks had
been financed cut of general Investment Centre and Regiunal Cunsultants funds.




wi TR e

Thiz expenditure was justified as seed money for further project preparatiocn.
However, as the procramimes of cocparaticn with regicnel banks became more
_active, there would be less of this rminey available. FAL had mmany demeands
en its Regular Frosrarmme budget and had to get its pricrities cerefully.
CGeovernments tended to aveid giving reney to nun-covernmental'programmes
which they felt should be able te finence themselves. Tre F/iU Investment
Centrea provided the bacic infrastructurs for the Bankers Frograrmmels werk.
Unless cther sources of funds cculd be found it weuld be better to restrict
membership rather than dizappeint new e bers. It was important to
sustain the quality of the Frogrammels werk, but guality was not achieved

cheaply.

60, £, discugsion fellewed in which it was generally agreed that cponsoring
banks should pay for half the coct of prepareation miscicns, and the balance

on finencing of the project. ldentification missicns, which clerified the concept
and definiticn of e project, would be paid by the F/\C Investntent Centre. Thic,
together with the question of the strueture of the Bankers Frogramme and the
orcanizaticnal chencec which its recent rapid growth now riade necessary,
would be diceuaseed at the Businecs kiesting.
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Letter Ho. 04 December 9, 1975

Mr. Erich Becker-Boost

Pirector, UNIDO/IBRD Cooperative Program Unit
Office of the Executive Director

P.0, Bex 707, :~1011

Vienna, Austria,’

Dear Erieci:

As indicated in my telex today, enclosed 1is a copy of
the August 8, 1975 report of the joint Bank/FAD task foree on
Cooperation between FAO and the World Bank. I am also emclosing
a copy of 2 sumary of a discussion on the study at a CPS meeting
on Bovember 12.

s

The August 8 draft of the report is in effeect the final
version. its recommendations have been acecepted by Bank management

and are in the process of being carried out.

You may find this report particularly relevant to the
Balirain project identification exercise, .hich is to be discussed
with you by Chris Pratt in Vienna on Decewber 22-23.

‘Best yegards.

Sincerely,

George Kalmanoff
Deputy Director

Les o b

Industrial Projects Department

Enel.

cec: .essrs. Fuchs, Dewey, Peter Richardson

M&Q



Mr. E.H. Chittleburgh, Training Adviser, EDPDR December 5, 1975
Bernard M. Woods

Report on Co-ocperation b_om FAQO and the World Bank

Despite their very intensive study of the role of the
Co-operative Program, the authors apparently do not feel that the
"human resource constraint™ warrants increasing the CP training/education
establishment above its presemnt 5% of total establishment
(’“ Annex § Table 1)-

This is at varisnce with their own recommendations for
an increased emphasis on training : Ammex 1 Attachment 1 pp.3.
Ammex I Attachment L. Recommendations
in section C ~ particularly Nos.) and 5.

As this is a "discussion draft" would it be appropriate for us

to offer an opinion on the sort of training persornel we feel CP should
employ.

9

B.M.Woods/jdg ﬁ, ’
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‘ORGANIZACION DE LAS NACIONES UNIDAS
PARA LA AGRICULTURA Y LA ALIMENTACION

ORGANISATION DES NATIONS UNIES POUR
L'ALIMENTATION ET L'AGRICULTURE

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS ;
tLitE/
Via delle Terme di Caracalla, 00100 - ROME Cables: FOODAGRI ROME Telex: 61181 FOODAGRI Telephone: 5787

Ref. -
ef. G/X/ESC-720 27 November 1975

COMMITTEE ON COMMODITY PROBLEMS (CCP)

Invitation to the Tenth Session
of the Intergovernmental Group on Hard Fibres

Nairobi, Kenya, 9-14 February 1976

Reply requested by 5 January 1976
et

The Director=-General of the Food and Agriculture Organization of the United Nations has
the homour to invite attendance at the Tenth Session of the Intergovernmental Group on Hard Fibres
which will be held in Nairobi, from 9 to 14 February 1976, at the kind invitation of the Government
of Kenya.

The Session is being convened under the Regular Programme of the Organization as approved by
the FAO Conference. It is open to all FAO Member Nations and to observers.

The Session will be conducted in English, French and Spanish.

Ve The Provisional Agenda and Notes are enclosed. Further documentation will be forwarded as
soon as available.

The Director-General would appreciate receilving by 5 January 1976 the names, official titles
and addresses of the representatives designated to attend.

As will be noted from the Provisional Agenda informal meetings of research scientists are
also scheduled during the Session. These will be conducted in English. Governments and
organizations may wish to include in their delegations scientists involved in hard fibres research.

b

IDEC -3 WH 2 @¢

The President
World Bank
WASHINGTON
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FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

ORGANISATION DES NATIONS UNIES POUR CCP:HF 76/1
L’ALIMENTATION ET L’AGRICULTURE Kovenber 1978

ORGANIZACION DE LAS NACIONES UNIDAS
PARA LA AGRICULTURA Y LA ALIMENTACION

A.

B.

D.

E,

H4122/2

COMMITTEE ON COMMODITY PROBLEMS

INTERGOVERNMENTAL GROUP ON HARD FIBRES

Tenth Session
Nairobi, 9=14 February 1976

PROVISIONAL AGENDA

Administrative Matters

I. Election of Chairman and Vice-Chairman
II. Adoption of Provisional Agenda

Review of the Current Situation

III. Sisel and Henequen: Current Situation and Impact of Synthetics
IV, Abaca: Current Situation and Medium-Term Cbjsctives

V. Coir Fibre

Vi. Coir Yarn and Products

Intergovernmental Adtion
VII. Informal Arrangements on Sisal and Henequen for 1976

VIII. Indicative Price Arrangements for Sisal and Henequen Harvest Twine
IX. Medium=Term Objectives for Sisal and Henequen
X, UNCTAD Integrated Programme for Commodities

Research and Promotion
¥I. Research and Promotion Project Items

a; Programme of Work of the Advisory Working Party on Hard Fibres Research
b) TAC/CGIAR Decisions on Research Priorities for Agricultural
Raw Materials

(c) Regional Coir Research Institute
(d) UNCTAD/GATT ITC Coir Promotion Survey, including
Trensfer of Technology

Closing of the Session

XII. Date and Place of the Eleventh Session
XIII, Any Other Business

XIV. Adoption of the Report of the Tenth Session




AGENDA NOTES

The Tenth Session of the Intergovernamental Group on Hard Fibres will open at 9.00 hours

in the Kenyatta Conference Centre, Nairobi, Kenya, on Monday 9 February 1976.
producing sisal and henequen will meet informally during the late morning and, if necessary,
afternoon of Monday 9 February; provision has also been made for informal meetings between
abaca producing and consuming countries on Tuesday morning.

include an informal meeting of sisal and henequen research scientists on 9=11 February 1976.

The Tenth Session will also

For more details, see the provisional timetable at the end of this agenda.

A.

B.

Administrative Matters

Item I. Election of the Chairman and Vice-Chairman

The meeting should elect a Chairman and two Vice~Chairmen, one for abace
and one for coir. - At its Ninth Seesion the Group elected Mr., C.J.A. Parade
(Madagescar) as Chairman, Mr. R. Karunakaran (India) as Vice~Chairman for coir
and Governor C.Z. Lanuza (Philippines) as Vice-Chairman for abaca.

Item II. Adoption of Provisional Agenda

Review of the Current Situation

Item III. Sisal and Henequen: Current Situation and Impact of Synthetics

Delegates are invited to present statements on the current sisal and
henequen situation, and prospective supplies and requirements in 1976. As a
background the Secretariat will table a summary of the statistical situation,
drawn from the latest replies to the questionnaires and other available data.
On the basis of this information, the Group can examine the development of the
market since July 1975 and prepare estimates of the possible level of world
export availabilities and import requirements in 1976.

It has been decided that statemenis reviewing the outlook for synthetics
be prepared for each session so that this matter may be kept under the closest
review. In this connection the Secretariat hopes to table for the meeting's
congideration a brief assessment of the competitive price situation of synthetic
and sisal harvest twines manufactured in importing and producing countries, as
requested in paragraph 19 of the Report of the Ninth Session.

Item IV. Abaca: Current Situation and Medium-Term Objectives

The Group may wish to review the current abaca situation and the outlook
for synthetic competition in the abaca market, and make such recommendations as
are felt appropriate. In eddition, the Secretariat will table a summary of the
statistical situation to assist the Group's review.

At recent sessions of the OUroup, the delegation of the Philippines has
reiterated its country's strong interest in ensuring an orderly development of the
world market for abaca particularly by means of adjusting output to changes in the

The countries



proportions of the various gredes of abaca required and by searching for a stable
price level that would be mutually acceptable to both exporting and importing
countries.

The results of the revised questionnaire sent to the main end-users of
abaca in the principal importing countries on the volume of the various grades
of abaca required over the next few years, so as to enable the Philippines to
better plan its current crash programme, could not be examined by the Ninth Session
as only a few replies had been received due to the short time available. A final
report will be presented to the Session based on further replies to the questionnaire
and a statistical analysis of the Philippine exports by grades during the past five
years will be tabled as requested in paragraph 31 of the Ninth Session's report.

In the view of the Ninth Session the only other currently feasible means
of achieving stability were those which would keep farmers interested in maintaining
adequate levels of production and in guaranteeing sufficient supplies. As a con-—
sequence it encouraged trade circles to intensify forward contracting for abaca.

The Session may wish to review the degree of forward purchasing which has taken
Place as a result and what additional measures the Government of the Philippines
has taken to assist abaca farmers. i

Item V. Coir Fibre

Delegates are invited to present statements on the current coir fibre
situation and outlook in their countries. In addition the Secretariat will table
a summary of the statistical situation to assist the Group's review. The Group
may also wish to discuss possibilities for increasing consumption of coir fibre end
measures for revitalizing the coir fibre market envisaged at the Ninth Session,
including reduction of prices for mattress fibre, improvement of cleanliness and
quality and stimulation of home consumption in producing countries.

Item VI. Coir Yarn and Coir Products

Delegates ars invited to present statements on the current and expected
future coir yarn situation in their countries, and on the outlook for synthetic
competition in the coir yarn market. 1In addition the Secretariat will table a
summary of the statistical situation to assist the Group's review. The Group
may elso wish to examine possibilities for increasing consumption of coir yarn
and coir products, including preduct development and definition of standards
(new designs, minimum sizes of doormats, etc.) and quality improvement of yarn.

Intergovernmental Action

Item VII. Informel Arrangements on Sisal and Henequen for 1976

In the light of its assessment of current prospects for sisal and henequen,
the Group may wish to re-examine the situation with regard to export quotas and a
possible indicative target price for 1976. It will be recalled that:

(1) the Ninth Session agreed on a reduction of the global and
national quotas by 20 percent for 1975 as follows subject
to review by the producing countries at the Tenth Session:



Quotas for 1975 GQuotas prior to
Ninth Session

kv o m %o+ 0000 % w5 % & % G

Tanzania 148 000 185 000
Brazil 124 000 155 000
Mexico 68 800 ) 86 000
Angola 43 000
Mozambique 21 800 ) 81000
Kenya 40 000 50 Q00
Madagascar ; 20 000 25 000
Haiti 15 200 19 000
Other countries a/ 23 200 29 000
504 000 630 000
Rt VI TR

a/ China, Cuba, South Africa and Venezuela.

(ii) no indicative price range could be agreed upon, producing
countries holding the view that prices below $500 + $75
per metric ton for Bast African Rejects (UG) c.i.f. Europe
would be unremunerative, while consuming countries suggested
that any price significantly above $300 would accelerate
inroads by synthetics.

Item VIII. Indicative Prite Arrangements on Sisal and Henequen Harvest Twine

The Group expressed its wish at the Ninth Session to continue discussions
at the Tenth Session on the possible extension of the current informal arrangement
to an indicative price range for sisal and henequen harvest twine. The discussion
may be assisted by the Secretariat's assessment of comparative manufacturing costs
of polypropylene and sisal harvest twines in importing and producing countries
requested at the Ninth Session (see Item III above).

Ttem IX. Medium—term Objectives for Sisal and Henequen

In pursusnce of the Group's repeated wish to examine means for stabilizing
the sisal market in the medium term, a number of countries felt at the Ninth Session
that a move towards a more formal agreement would be a more effective assurance that
measures agreed by the Group would be implemented. However, it may be recalled
that other countries thought that they had not sufficiently studied the practical
problems and implications of such a move. In order to assist the Group to further
discuss this matter if required, document CCP:HF 75/6 on Pricing Policy for Hard
Fibres is again placed before it under this agenda item,

Item X. UNCTAD Integrated Programme for Commodities

The Group was informed of UNCTAD's new integrated approach to commodity
problems at its Ninth Session. The representative of UNCTAD may wish to report on
the progrees made under this programme since July 1975, as well as the prospects
for the forthcoming UNCTAD IV in Mgy 1976.




D,

Research and Promotion

Item X1, Research and Promotion Project Items

(a) Programme of Work of the Advisory Working Party on

Hard Fibres Research

An informal meeting of research scientists will be held simultaneously
during the first three days of the Tenth Session. The Group will be informed of
the deliberations of this meeting.

The Sixth Session of the Advisory Working Farty on Hard Fibres Research
held 30 June =2 July 1975 adopted a number of recommendatioms for future action
which were endorsed by the Group (see paras. 54 and 55 of the Report of the Ninth
Session). A progress report will be given on this programme of work.

(b) TAC/CGIAR Decisions on Research Priorities for
Agricultural Raw Materials

The Group may wish to note the progress of the action being undertaken
by various international agencies to interest the Technical Advisory Committee (TAC)
in the need to finance research for non-food commodities. It will be recalled that
the Tropical Products Institute prepared an independent consultant study on priorities
for research as between various raw materials. The Group will be informed of the
reaction of TAC and the Consultative CGroup for International Agricultural Research
to the TFI's recommendations regarding sisal and henequen.

(c) Regional Coir Institute

The UNDP/UNIDO/FAO Feasibility Study Team for the establishment of the
above Institute will have completed its work by the time of the Tenth Session. The
Group will be informed of the Team's findings relevant to the Group's work.

(d) UNCTAD/GATT ITC Coir Promotion Survey, including
Transfer of Technology

It may be recalled that Volumes II and III of the Coir Promotion Survey
(CCP:HF 75/20 and 75/21) had been discussed at the Ninth Session (see paras, 61 and 62
of its Report). The Group may now wish to discuss the findings of Volume I of the
UNCTAD/GATT ITC Coir Promotion Survey, and the progress of the further studies on
marketing and freight requested at the Eighth and Ninth Sessions.

Closing of the Session

Ttem XII. Date and Place of the Eleventh Session

The Group may wish to consider the most appropriate time and place for
the Eleventh Session. :

Item XIII., Any Other Business

Item XIV, Adoption of the Report of the Tenth Session



PROVISIONAL TIMETABLE

Sunday, 8 February evening Welcoming cocktail party and
registration of delegates

Monday, 9 February morning Items I, II and

—~ informal meeting of sisal and
henequen producing countries;

- informal meeting of research
scientists

afternoon - informal meeting of sisal and
henequen producing countries;

= informal meeting of abaca pro-
ducing and consuming countries

- informal meeting of research
scientists
Tuesday, 10 February morning Items III, IV and

= informal meeting of coir pro-
ducing and consuming countries

=~ informal meeting of research

scientists
afternoon Items IV (cont.), V, VI and
informal meeting of research
scientists
Wednesday, 1l February morning Items VII, VIII and informal
meeting of research scientists
afternoon Items VIII (cont.), IX, X and
informal meeting of research
scientists
Thursday, 12 February. morning Items XI, XIT and XIII
afternoon Excursion to Nairobi National Park
Friday, 13 February all day Excursion to sisal production,

research and processing units

Saturday, 14 February morning Item XIV and Closing of the Session
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To enable the Host Government to welcome delegates on arrival at
Nairobi airvort, facilitate passport and customs procedures, and
arrange for transport to hotels, delegations are reguested to
supply the following information as soon as possible to:

Mr. D,T. Wanjuki

Deputy Permanent Secretary
Ministry of Agriculture
Kilimo House, Cathedral Recad
(P.0. Box 30028)

NATROBI, Kenya.

Official title:

Address:
2e Flight Number and date and time of arrival:
34 Hotel accommodation (please indicate first and second choices and whether
single or double room required):
Less than one kilometre to Conference Centre: :
—] Hotel Intercontinental Shs. 256.00
— Hilton Hotel Shs. 216.00
- Sixeighty Hotel Shs. 145.40
1 Hotel Ambassadeur Shs. 117.00
] New Avenue Hotel Shs. 99.45
[::] Brunners Hotel Shs., 95.00

One to two kilometres to Conference Centre

] Norfolk Hotel - Shs. 231,00
[:] Heron Court Hotel . Shs. 180,00
] Panafric Hote! Shs. 168.35
] Milimani Hotel Shs. 146.40
[::] Hotel Boulevard Bhs. 115.00

ZPN.B. The above prices for single rooms were quoted in early September 1975
and are subject to change;7



TO:

FROM:

SUBJECT:

PRESENT:

INTERNATIONAL DE JIPMENT | INTERNATIONAL BANK FOR INTERNATIONAL FINANCE
ASSOCIAT I RECONSTRUCTION AND- DEVELOPMENT CORPORATION

FICE MEMORANDU/\A

Department Directors and Projects Advisory DATE: November 18, 1975
Staff in Central Projects Staff
A. Israel, Office of the V.P., Projects Staff f}

Items of Interest at November 12 Meeting of Directors and Advisers

Messrs. Baum, van der Tak, Hultin, Jaycox, Kalmanoff, Kanagar: Rer
Kearns, Richardson, Rovani, Tolbert, Yudelman, Carmignani,. Figne,
TIsrael, Lithgow, Raizen, Ray and Weiss. v ol

7~

A
I

i @ el (16 .6
United Givers' Fund —1 wé A
DISCA} .
Mr. Baum reminded the participants about the importance o%
contributing to this Fund, but stressed that staff participation is
on a voluntary basis, and that management has no knowledge of staff

members' contributions.

The FAO/IBRD Cooperative Program

Messrs. Kearns and Richardson from the Organization Planning
Department summarized the results of a jolnt study of cooperation
between FAO and the World Bank. They principally discussed the
FAO/WB Cooperative Program (CP). The original purpose of the
Program was to pool the two agencies' interests and comparative
advantages, the Bank's management capabilities and investment
orientation and FAO's expertise in agricultural matters. The study
was carried out partly because there were doubts in both agencies
as to whether they were getting the full range of possible benefits.
The Program is part of the general cooperative relationship that is
essential among UN agencies. At present, about half of Bank projects
in this field are being prepared by the Cooperative Program.

The study recommended that more should be done to base project
preparation on a serles of visits to a particular country with a ™
Tocal project team dolﬁgwmost _of the work, as a way of assufifig-mot
only tHAE good projeét re prepared but also that the Borrower “had
a clear und“rstanélng of the project anda commltment to 1t. Ihis
approach would require better, earlier planning of pre-appraisal
activities and the study suggested a system for doing it. The system
is now beginning to be implemented in the agriculture sector but

probably is appropriate for other sectors too.

The study also recommended changes in procedures for operational
coordination. The present Bank clearance of CP preparation reports
would be discontinued, but before writing the report CP would submit
for Bank comment a ''preparation issues paper". Also, a "project
definition report" would summarize the characteristics of the proposed
project and main issues in lieu of the present, rather cumbersome,
project identification reports, The stuuy also made several recommen-
dations designed to improve the Program's internal management and to
improve the linkage between the CP and the rest of FAO.
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Department Directors and Projects Advisory November 18, 1975
Staff in Central Projects Staff

Mr. Yudelman added that his Department had suggested the study
in view of the key role the CP plays and of the important changes
that had occurred in both organizations since its creation. He found
the study valuable in spite of some doubts on a few points and what
may be an underestimation of the practical difficulties of pre-appraisal
planning. He thought that the changes proposed would help to improve
performance. The study should also serve to clarify the sovereign
role played by both agencies in the Program.

In the ensuing discussion, the issue was raised of the resident
missions, particularly the two regional ones in Africa, as alternatives
to the Program. It was indicated that the resident missions do use
the Program for specialized activities (e.g. fishing and forestry). 1In
the course of the discussion, it was also pointed out that the cooperative
programs with UNESCO (education) and WHO (water supply) have many
problems in common with the WB/FAO Program. T
As a general matter, the Program has resulted in a relatively
inexpensive and adequate way for the Bank to profit from FAO's
agricultural expertise. The studies' recommendations have Mr. Knapp's
broad approval and are in the process of being implemented under
Mr. Yudelman's direction. Implementation of some recommendations also
is proceeding in Rome, although certain proposals will require the
attention of FAO's new Director General.

Annual Performance Review

Mr. Jaycox expressed his dissatisfaction, which was then
supported by most other participants, about the lack of flexibility
for granting merit increases above the standard in this year's
personnel evaluation. He wondered whether the present system is an
improvement over those applied in previous years. There was agreement
that pay incentives were becoming relatively less important at the
Bank and that, at least at the professional level, the possibility
of other incentives should be studied. The alternative of an annual
bonus to reward unusually good performance was also raised. Mr. Baum
recalled the difficulties that the Bank has had in devising a reason-
able incentive system within its budgetary constraints., He added
that Personnel is always open to suggestions on how to improve the
system, ‘
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Department Directors and Projects Advisory November 18, 1975
Staff in Central Projects Staff

Christmas Party

Mr. Baum confirmed that the CPS Departmental Christmas parties
will take place simultaneously on Thursday, December 18, although it
is still unclear in which part of the Bank premises each of the
parties will be held.

DISTRIBUTION: Messrs, Ballantine, Fuchs, Jaycox, Kanagaratnam,
Lejeune, Rovani, Tolbert, Yudelman, van der Tak, King,
Carmignani, Israel, Lee, Lithgow, Raizen, Ray and
Weiss.

cc: Messrs. Knapp, Baum, Bell,Chadenet, Chaufournier,
W. Clark, Husain, Krieger, Stern, Wapenhans, Weiner,
Alter, Gabriel, Gordon, Kearns, Richardson, Burmester,
Finne, Golladay, Koch-Weser, Overby, Tixhon,

Alsrael:lic
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