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mlgd810 DRAFT 

Date: August 11, 1983 

To: Mr. Shahid S. Husain (OPSVP) 

GDavis/yw 
August 10 

From: Gloria Davis (for the Bank Social Science Group) 

Ext.: 74215 

Subject: Bank Structure and the Use of Social Scientists 

1. We are writing to you because of your role in 

promoting quality control and providing policy adviiSe- to the 

regions. 

2. In the current Bank environment of internal fiscal 

constraint, the twin objectives of limiting manpower and 

decentralizing quality control have special significance for 

social scientists. With limited budgets for staff and 

consultant services, divisions are less and less likely to 

include social scientists in preparation and appraisalj 

there is no mechanism for ensuring sound social analysis of 

projects at the regional level; and the capacity of OPS to 

undertake this task is limited. This constellation of factors 

is of particular concern at a time when internal Bank reviews 

emphasize the need for increased attention to social factors 

in project design and implementation. 

3. To address this problem, one alternative would be to 

increase the number of technical specialists, whether foresters, 

anthropologists or procurement advisors, in regional front 

offices. While no single division can support the services of 

such specialists, a region could easily do so. These specialists 
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would be available to assist divisions and to identify consultants 

as required. They could also oversee quality control in their 

fields of specialization. Such an arrangement would ensure that 

problems were identified early in the project cycle. It would 

also improve the quality of specialist work since a geographical 

region provides a manageable span of control while a worldwide 

knowledge of culture, agriculture, forestry or procurement 

practices is difficult. 

4. The most obvious objection to this arrangement is that 

it would require additional manpower. We do not believe this to 

be the case. There are more than enough social scientists, for 

example, already within the Bank to fill five regional positions 

and we believe that by rationalizing Bank structure such 

individuals would have a broader impact and potentially decrease 

the demand for short term specialists. 

s. If the Bank is not able to create these positions 

we ask that consideration be given to modifying the structure 

of OPS to ensure that projects other than agriculture have 

adequate ,quality control in social fields. One alternative 

would be to join staff working on women's issues, agriculture 

and tribal societies and resettlement in a unit responsible for 

social affairs. 

6. The present situation is structurally obsolete. We 

are looking for alternatives and would be glad to discuss 

options with you. 

cc. 
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The World Bank Distribution: Operational 
Hanual Holders 

v'\anual Transmittal Memorandum Number: 2/84 

February 6, 1984 

Revised OMS on Project Aopraisal 

1. Attached is a revised OMS 2.20 on Project Appraisal which updates and 
expands the one issued in 1971. It is intended as a codification of existing 
practices and does not involve a change in prevailing policies. In 
particular, it involves the following major changes from the existing OMS 2.20: 

(a) a more systematic treatment of the economic aspects 
of project appraisal, including, for example, 
references to the sectoral setting of projects, 
differences between the economic analysis in 
different sectors, poverty ~lleviation, sensitivity 
and risk analysis; 

(b) a new section on Institutional Aspects of Project 
Appraisal, which deals both with organizational and 
management requirements for implementing and 
operating the project, as well as with longer term 
institutional development objectives; 

(c) a more extensive discussion of technical, financial 
and commercial aspects; 

(d) a discussion of procurement issues; 

(e) a new section on Sociological Aspects of Projects; 

(f) a new section on Technical Assistance; and 

(g) an update of ·Reponsibility for Project Appraisal to 
reflect organizational changes in the Bank since 
1972. 

2. ~lease discard the previous Operational Manual Statement No. 2.20, 
dated March 1971, and replace it with the attached. 

Attachment 

Released by Records Management Division, Room B-107, Ext. 72071 

) 
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=======The World Bank====================================== 

OPERATIONAL :\1ANUAL STATEMENT 
PROJECT APPRAISAL 

INTRODUCTION 

I. The purpose of this OMS is 10 present an 
overview of(a) the general objectives of project appraisal 
(paras. 2-7); (b) the major aspects of project appraisal 
(paras. 8-69): (c) the procedures to be followed (paras. 70-
74): and (d) the responsibility of the Departments in­
\'Olved (para. 75). Greater detail is provided in other 
OMSs and in OPNs. to which references are made herein. 1 

In addition to financing projects. the Bank also suppons 
broader programs of policy reform and institutional 
change. usually directed at structural adjustment. by 
financing a general list of imports unrelated to a particular 
project: however. the OMS docs not deal with such 
structural adjustment loans or program loans. The OMS 
also docs not deal with the presentational aspects.! 

GENERAL OBJECTIVES 

2. The Bank. -' under its Articles of Agreement. is 
required to lend its funds. except in special circumstances. 
for specific "projects. ·· The Anicles do not define what is 
meant by a ··project. ·· Over the years. however. a project 
has come 10 mean a set of inten:clated expenditures 
designed to achieve. within a spedfic period. specific 
objectives of (a) increasing. rehabilitating. maintaining 
better or using more fully productive capacities or eco­
nomic and social infrastructure: (b) strengthening local 
institutions concerned with preparing. implementing or 
operating such programs through technical assistance and 
training: or (c) providing services related to such expendi­
tures (such as for design. engineering. supervision of 
construction or other assistance in impl~mentation). Bank 
loans for projects are normally associated with specific. 
time-phased actions on policy and institutional issues 
(e.g.. pricing. subsidies. cost recovery. financial manage­
ment. organizational arrangements) relating to the project 
or the sector concerned. 

3. Because the Bank can finance only a small part of 
the investment program of any country. each project in 
which the Bank panicipates should preferably include 
clements that give it special significance and have catalytic 
or demonstration qualities that make the project as a 
whole more imponant than the financial contribution 
itself. These elements could be key government policy 
decisions. the introduction of institutional or legal 
changes. demonstration of new technologies or institu­
tional approaches. or improved methods of project imple­
mentation.• 

4. Each project and its component elements must 
be as precisely defined as practicable. Such precision is 
necessary for several reasons: (a) to provide the basis for 
the decision on whether or not to go ahead with the project: 
(b) to assure consistency o(components with one another 
and.with project objectives: (c) to help realize the catalytic 
or demonstration effects sought as pan of the project: (d) 
to help achieve the understandings and prepare the 
detailed planning on which implementation and supervi­
sion should be based: and (e) to facilitate evaluation when 
the project is completed. Experience suggests that special 
emphasis should be put on planning for implementation. 
including a program for ensuring that all resources and 
actions required for implementation will materialize at the 
appropriate time. However. since projects cover a number 
of years during which new lessons are being learned and 
unforeseeable events are inevitable. the project concept 
must be sufficiently flexible to permit needed modifica­
tions as . implementation proceeds. Flexibility is 
particularly important for projects in which the imple­
mentation .process cannot be determined in advance with 
great precision (e.g._ rural development and family plan­
ning projects). 

5. Project appraisal is a stage in the project cycle 
which follows completion of project preparation.~ Project 

1For special guidance on Sector loans. see Annex A of OMS 1.19. -Sector Lending." and OPN 10.03. "Highway Sector Lending." 
!See OMS 3.04. ··Format and Content of Staff Appraisal Repons." 
'References to the Bank (and loans) also apply to IDA (and credits). 
•See OMS 1.19. -world Bank Goals in Project and Non-Project Lending." 
~See OMS 2.00. Annex I. "List of References to Various Stages of the Project Cycle.·· See paras. 70-74 below for the relation between 
project preparation and appraisal. 

This memorandum was prepared /or the guidance uf staJf of the World Bank and is rrut necessartly a wmplete tl?atment of the subjects covertd. 
It may be used unly by persunnel of the Wurld Bank and IFC or others spectftcalf.v a111hori:ed to use it. It ma_v not be published. quoted or rited 
outside the World Bank and IFC. 
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-.~is.al is the linal process by which 1he Bank detnmincs 

the su11abili1y of a project for Bank financing. It provides a 

comprehensive review of all asoectS of the projea. lays the 

foundation for its implementation after it has been ap­

prov~ fur Bank financing. and for evaluation wnen 

completed. 

6. The Bank appraises projCC'tS for two main rea­

sons. As a development institution. the Sank is concerned 

lhat the resoun:es it lends should make • sianificant 

impact on the economic: and social development of its 

bono~ And as a borrow1ng instituuon. the Bank is 

conc:cm~ to maintain its credit standing in the financial 

maritcts of the world. which depends panly on its reputa­

tion for financing sound projCC'tS. 

7. The aim of appnisaJ is 10 examine and evaluate 

lhe economic: and social objectives which a project is 

design~ to meet. lo assess whether the proposed project is 

likely to meet these objectives efficiently. and to recom­

mend conditions that should be met to ensure that the 

purposes of the project will be achieved. Appraisal covers 

both the project and the entity or entities which will 

implement and operate it.1 

MAJOR ASPECTS OF PROJECT APPRAJSAL 

8. The Bank·s approach to project appraisal reftects 

its character as a development institution. Unlike credi­

tors. promoters or suppliers of equipmenL who are pri­

marily concern~ with the net revenuc:S of an entity and· its 

ability to pay bac:k any advances or earn a reasonable 

profit. the Bank also looks at eac:h project in the framework 

of the whole economy and of the sector of which the 

project would form a pan. Thus. appraisal assesses how 

clfcctivcly the project would contribute to the achieve­

ment of the counuy·s development objectiv~ 

9. In practice. 1he Bank·s project appraisal includes 

the investigation of six dilferent aspects of projects: (a) 

economic. e.g.. project costs and the size and distribution 

of benefits (paras. 10-17): (b) technic:al. e.r- engineering 

design and environmental matters (paras. 18-25): (c) 

institutional. e.g.. management and orpnization (paras. 

26-36): (d) financial. e.g.. requirements for funds and the 

financial si1uation of the implementing agency and of 

other beneficiaries alfect~ by the project (paras. 37-45): 

(e) commercial. e.g.. procurement and marketing arrange-

ments !paras. ~.).l): and If) sociological :ISPCC'tS. c.r­

socio-cultural factors and impact on specific target groups 

suc:h as women (paras. 35-69). The six aspects are de­

scri~ in grc&ICT' detail below. While the various aspects 

;ire interrelated. 1heir relative importance d1tfers. depend­

ing on the nature of the proJCCl. In order 10 cover these 

asPCC"tS. project appraisal requires the collaboration of 

professional staff of several disciplines. e.g.. economists. 

financial analysts. 1cchnical specialists (i.e.. engineers. 

aaric:ulturists. educationists. cnvironmenw spcc:ia.lisu. 

regionaJ planners. etc.). lawyers. sociologists and cxpcns 

in mana@CTnent and public administration. Because many 

Bank projects also provide for 1echnical assisuncc. a 

sci-rate SCC"tion outlines the requirements for appnising 

such assistanc:e. Since 1he Sank appniscs a wide variety of 

projects. this OMS makes no altempt to indicate every 

question that may have to be investigated. but mentions 

only the more common types. 

10. As a development institution. the Sank expects 

that the projCC'tS it finances will make a positive contribu­

tion to the developmental objectives of the bonowing 

countries and that there are no al1ernative means of 

obtaining the same benefits at a lower cost to the economy 

(see also panL 22). A central objective of the Bank's 

economic appraisal is. therefore. 10 ascenain whethCT' the 

proposed project represents an appropriate use of the 

counuy·s resources. taking into consideration the objec­

tives and constraints facing the economy: whethCT' the 

project returns could be improv~ through changes in 

par2mctcrs such as the project scale. technology. timing. 

location. composition and the method ofimplemcntation: 

and whether the project includes adequate incentives for 

the various particii>ants. 

11. Given the fungibility of resources and that Sank 

assistance constitutes only a small fraction of the total 

investment budgets in the borrowing countries. the objec­

tives of Bank appraisal generally extend beyond 1hc 

questions of -viability" and -optimality" of a specific 

investmenL In panicular. Bank-suppo~ projCC'tS should 

be pan of a sound sectoral development program. includ­

ing an appropriate set of sectoral policies. An integral 

objective of appnisai is to ensure that individual projects 

contribute to these sectoral policies. 

'The word entity or agency in this OMS covers government agencies. as weU as autonomous cnter1'riscs in the 1Jrivate or public sector. 

Tllil -lllldulll - prrfltlJTd f"' tlr' KUidtuta of staff of tM World BanJc tllld is 110t ~ly a compw" tlWltrn"'t of tM rubi«u co-.d. 

It _, lw mfti °""by~ of tlw World BanJc tllld IFC"' 01/ms Sfl«ifically autlronttd to 11K it. It may - lw publisMd. quotH "'cittd 

oua;df tJw World Balllc altd IFC. 

-- - ------------------- -
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I 2. Normally. the broader ~ectoral issues related to 
sectoral objectives and policies would be analyzed as pan 
of the country economic and sector work well before the 
Bank undcnakcs to appraise a panicular project.' The task 
dunng appraisal is then to ;:nsurc that the project ade­
quately reflects the recommended sectoral strategy. Occa­
sionally. however. at appraisal the Bank may not have an 
adequate understanding of the sectoral issues and policies. 
Such cases require both a more thorough analysis of the 
key sectoral policies during appraisal and the development 
of a well defined program of studies needed to improve 
sectoral understanding for future operations: if necessary. 
such studies could be included in the project. 

13. Economic appraisal requires the identification. 
quantification and valuation of the costs and benefits 
likely to be associated with a project.i These tasks fre­
quently involve major conceptual and practical problems 
because. for example: 

the relationship between project inputs and 
outputs may be difficult to quantify. e.g.. the 
impact of soil conservation measures on crop 
yields: 

some project outputs may not be marketed and 
their valuation is difficult. e.g .. education. 
health. extension services. time savings: 

due to distonions caused by government poli­
cies. externalities and/or non-competitive be­
hav ior of producers/consumers. market prices 
may not be a good measure of costs and benefits 
to an economy: and 

there may be a lack of consensus within the 
country about the appropriate trade-offs be­
tween the country"s various objectives. e.g.. 
trade-offs between efficiency. equity. regional 
balances. 

Also. since economic appraisal necessarily involves long­
range forecasts of the country's future objectives and 
constraints as well as of prices of key inputs and outputs. 

there is i nhere~ tl v a large clement of unccnainty in the 
judgments maac. 

14. The c'tcnt to which the above oroblcms compli­
cate project appraisal varies a great deal among different 
sectors. so that the specific form of analysis for a project 
must be tailored 10 the ··state of the an'" in the respe<;uvc 
sector. In agriculture and industry. for example. 11.nere 
outputs can generally be valued by reti:rence to world 
market prices. '.airly comprehensive quantification of 
costs and benerits is possible and the results are usually 
expressed in terms of the net present values (NPVs) and/or 
the economic rates of return. On the other hand. in many 
public uulity prOJCCts. prices are set by governments and 
the benefits to consumers may significantly exceed the 
regulated prices charged to them. However. as the current 
state of the an docs not permit a reliable quantific:nion of 
these bencrits (panicularly of consumer surplus). the 
anticipated project revenues are often used as a proxy for 
the minimum ·economic benefits and the analysis focuses 
on whether the demand projections and tariffs arc reason­
able and whether the project is the ··teast-cost"" alternative. 
Again. for most highway projects. even tariff-based reve­
nues may not be available as measures of economic 
benefits. and .. avoided costs"' such as expected reduction 
in vehicle operating costs and/or in road maintenance 
costs. need to be used as proxies. Finally. for projects such 
as those in education. health. nutrition. population plan­
ning and sanitation. no meaningful prices exist so that the 
economic analysis focuses on providing. in the most cost­
cffective manner. service levels determined on macro 
considerations. 

I 5. Where reduction of income disparities and pov­
cny allcviationJ are imponant objectives. the economic 
appraisal should include an assessment of the project 's 
contribution to these objectives. While in many cases a 
broad qualitative assessment is adequate. in some cases 
more detailed quantitative analysis may be necessary. e.g.. 
for projects with marginal economic returns but possibly 
high income distribution benefits. A quantitative assess­
ment requires allocation of costs and benefits according to 
the income status of the affected population. In practice. it 
may be difficult to determine poveny .. target"" income 

'See OMS I.I I. .. Country Economic Analysis and Repons: · and OMS 1.13. ""Country Sector Work.'" 
!See OMS 2.2 I ... Economic Analysis of Projects ... OPNs 2.01-2. IO refer to a number of issues in appraising economic aspectS. 
'See OPN 2.07 . .. Reponing and Monitoring Poveny Alleviation Work in the Bank."" for determination of income levels defining 
poveny target groups for use in Bank operations. 

This mt'morantium ... as prpparpd (or tht' guidance of sra.tf"oftht' World Bank and is nqt necessarily a rnmplere treatment of rhe sub;ecrs cowred. 
Ir ma.v be used on(1• by personnel of rhe World Bank and IFC or others spt'ctficall.v authori:ed to use it. Ir may not lw published. quoted or med 
outsitk the World Bank and IFC. 
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le\ els of bcncliciarics and to allocate costs and benefits. 

panicutarly where project outputs arc intermediate goods 

Jnd services. Even where they can be allocated. there may 

i'C :i l:ick of consensus on the weights which should be 

given to costs and benelits at dilfercnt income levels. 

16. The 1."COnomic analysis of a project incorporates 

foreign exchange and employment effects through the 

shadow pricing of non-traded inputs and outputs. In some 

projects it may. however. be of interest to describe these 

ctfc:as separately. For this purpose. it is usually sufficient 

10 follow the common practice of including only the easily 

identifiable direct fomgn exchange and employment 

effects. However. such elfccts should not be represented as 
separate from. or additional ta. the elfects considered in 

the economic analysis.' 

17. Irrespective of the specific form of analysis 

adopted for a project. the appraisal normally includes 

assessing the Sensitivity of the l>"'ject viability to changes 

in the key parameters of the project. together with a 

judgment on the likely variation from the basic assump­

tions. For projects with m~nal returns or larJe risks. 

funher quantification of the risks through formaJ risk 

analysis is also desirable. Where necessary. the appraisal 

also includes recommendations regarding precautionary 

measures which should be undertaken to reduce the risks 

(sec also paras. 23. ~I and 61 ).: 

B. Technical AspectS 

18. The Bank requires a project to be based on sound 

design. engineering and agricultural. educationaJ or other 

technical principles. appropriate to the circumstances of 

the projccL the enterprise and the country in question. The 

Bank normally . lends for projects that m based on 

technologies and approaches that have been proven sue~ 

ccssful on a significant prototype scale. However. the Bank 

is also receptive to innovative projects provided the 

potential benefits arc commensurate with the risks. Prom­

ising but relatively un1ested technologies and approaches 

also can be supponed either through free-standing pilot or 

demonstration projects or as components of a larger 

'See OPN :?.OS. "Foreign Exchange Effccu and Project Justification." 

project ;n a rciatcd field. It IS the rcsponStbiiity uf tnC 

appraisal statf to render :i judgment on the merits :Ji :he 

technical proposals. on the adequacy of the cost estimates. 

and on 1hc competence of the bon0wer·s tedtnial uaif 

and ns .:onsultants. if any. to design and eMCUte the 

:>rojcct. and to ensure its proper operation and mamte­

n:inc:e. The appraisal rcpon should summarize the facts 

and procedures which provide the basis for such a 

JudgmenL 

19. Among the technical factors to be investigated 

arc the proposed magnitude of the project: the types oi 

proc:csscs. materials. equipmenL and technical packages to 

be used: the projcct location: its timing and phasing: the 

suitability of the plans. layout and design: the availability 

of the various factors of production. both physical and 

human: the availability of necessary infrastructure: the 

proposed methods of implementin&. operating and main­

taining the project: the contracting procedures and ar­
ran1Cf11cnts for procurement of goods. works and services: 
:ind the realism of the implementation schedules. phasins 

of the bendits and the level of benefits at full devetop.. 
mcnL .1 

20. A vital pan of the technical appraisaJ is to review 

the estimates of investment and operating cosu of I.he 

project. and to ascertain whether sufficient allowance has 

been included for physical contingencies. for changes in 

the general levd of costs during the implementation 

period. for working capital. etc.: whether the timing of I.he 

estimates corresponds with the implementation program: 

whether they are properly broken down to identify the 

costs of the projcct 's main physical clements and to show 

what proponion of the total cost is likely to be local and 

what foreign. As a general rule. project preparation should 

be sufficiently advanced :it the time of Board presentation 

that procurement and other important phases of project 

implementation can stan shonly after loan approvaJ. and 

reliable cost estimates should reduce the need for physical 

contingencies to a minimum.• AppraisaJ should be based 

:it least on good feasibility studies and preliminary designs. 

but additional studies. designs and cost estimates may be 

required during the period between appraisaJ and Board 

presentation (see paras. 70-71 ). 

:See OPN 2.02. "Risk and Sensitivity Analysis in the Economic Analysis of Projects." 

)See OMS 2AO. "Procurement": OMS 2.SO. "Services-of Consulting Finns for &nit Group Projccu and UNDP Studies": OMS 3.80. 

-safety of Dams"": OMS 4.00. "Financing of Tcchnic:ai Assis1ance and Engineering": and OPN 4.02. "Proc:uremenc Cheddist for 

Appraisal." ' · 

'Sec OMS 2.28. -State of Project Prei>aration Necessary for Loan Approval." 

T1rii -"-- P~ for tM ruitlancr of staff of tlw World BaNc ond is"°' ll«nSllrily o complrtr trPOttrm1r of thr subj«ts cowrwi.. 

It_,, lw ..0 only by~ of tM World BaNc ond IFC or orlwn Sfl«ificolly oudromrd to uu it. It lfllly not lw publWtrd. quotrd or cirrd 

0110i1* 1M Worltl /Jollk olfd IFC. ) 
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21. The difficult question arises as to the depth of 
Bank reviews of the project's technical aspects. Clearly the 
Bank cannot be expected to redo the work of the borrow­
er's technical staff and consultants who haYe done the 
detailed work. The appraisal is not responsible for design 
or engineering of proposed projects.-nor should this 
impression be given to the borrower or to consultants. 
Nevenheless. Bank staff must question and spot-check 
sufficiently to judge the project 's technical soundness. 
Where possible errors or weaknesses are identified. the 
staff should not hesitate to ask for funher explanation. If 
these inquiries lead to doubts on any significant aspect. 
additional work should be requested of the government 
agency. If staff are hesitant to make a judgment on 
imponant areas due to lack of knowledge and experience. 
they should seek the advice of colleagues specialized in 
these areas. and. if necessary. recommend that the Bank 
retain consultants. 

.,., When the mission reviews the proposed design 
with the borrower·s staff and consultants. it should review 
the degree of detail of the proposed design and the 
alternative studies. It should be satisfied that no wonh­
while alternatives have been overlooked. and that the final 
solution is the optimum from a technical and economic 
point of view. Where differences in estimated costs of 
alternatives are small and can be accurately determined 
only on the basis of actual bids. the desirability of asking or 
allowing contractors to submit bids for alternative designs 
should be considered. 

23. The Bank requires borrowers to provide ade­
quate insurance for goods and works financed under a 
project to permit their replacement or repair in the event of 
loss or damage. For large and complex projects. considera­
tion should be given to having a comprehensive risk 
analysis made by specialists in this~field to determine 
whether risks could be reduced by design changes. and 
what types and amounts of insurance are most appropri­
ate.' 

24. The project's possible effects on the country's 
environment and on the health and well-being of its people 
must be considered at an early stage. The project should 

'Sec OPN 3.08 . .. Insurance for Projects" (under preparation). 
!Sec OMS 2.32 ... Projects on International Waters." 

adapt the standards of protection to the circumstances of 
the project and country. and incorporate those environ­
mental measures that are considered essential and appro­
priate. Should international agreements exist that are 
applicable to the project and area. such as those involving 
the use of international waters. the Bank should be 
satisfied that the project plan is consistent with the terms 
of the agreements.1 In countries where the laws. rules or 
regulations governing environmental matters may be 
inadequate. the staff should consider the merits of encour­
aging appropriate legislation. if necessary. to mitigate 
serious adverse environmental consequences ofa project. 3 

25. During project preparation and appraisal Bank 
staff should judge the competence. experience and com­
mitment of those handling the project. Assessment of 
these aspects and reponing on them are an imponant. but 
sensitive. task. Even though the reputation of the borrow­
er's technical staff and consultants may be good. Bank 
experience suggests that a thorough .review of all technical 
aspects. including spot-checking details. should be a 
normal procedure. 

C. Institutional Aspects 

26. Institutional aspects of Bank-financed projects 
comprise (a) the organizational. managerial. administra­
tive and legal requirements for implemention and opera­
tion} and (b) the longer-term institutional development 
objectives. The latter objecti ves could either address a 
broad range of institutional issues of an agency or group of 
agencies. or issues related to sectoral or subsectoral 
organizational structures. or be limited to cenain aspects 
of the agency·s operations. 

27. Institut ional objectives generally aim at 
strengthening the capacity of an agency (or agencies) with 
regard to: (a) management methods and techniques. 
including monitoring and evaluation: (b) organizational 
arrangements: (cl planning; (d) staffing and training: (e) 
financial management systems and performance (finan­
cial planning. accounting and.auditing); (0 operation and 
maintenance systems: (g) interagency coordination: and 
(h) sectoral policies. 

1Sec OMS ... Environmental AspectS of Bank Work" (under preparation). 
'Sec OMS 2.30 . .. Organization and Management of Project Entities." 

This mrmorandum was P"PaTPd for thr guidancr of staff of thr World Bank and is not nrcrssaflly a complttr tTPatmrnt ofthr sub}«ts co~d. 
ft may br usrd only by prnonnrl of thr World Bank and IFC or othrn sprcijically authoflzrd to usr it. It may not br publishrd. quotrd or citrd 
outsidr thr World Bank and IFC. 
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28. The awraisal should indicate dcany tr.e proj­

ect's institutional development objectives. wnether they 

will be focused primarily on project manqcment and 

implementation. or whether longer-term instituuonal im­

provements are included. These longer-term objectives 

should be so specified that they can serve as yardsticks in 

owcssing the Bank"s role in follow-up loans to tt-e same 

borrower and for determining clearly when the institution 

is reasonably self-sufficienL 

:9. Institutional and manageriai aspects are an inte­

gral pan of project design. became technical. economic:. 

financial. commercial and institutional aspectS are interTe­

lated. Project design cannot merely assume the availability 

of institutional resoun:es which miahL in faa. not be 

available • . nor should it place an undue burden on the 

existing agencies.' The appraisal should. therefore. evalu­

ate how institutional aspectS were taltcn into account in 

the project desilJl. the alternatives considered. and the 

reasons for the final proposed desisn. 

30. Institutional development components ofa 

project are generally one phase of a lonscr term eff'on 

between the borrower and the Bank. Institutional develop. 

ment objectives are. therefore. usually punucd through a 

series of projects and their achievement may require long 

periods of time. frequently more than a decade. Thus. the 

identification and prepamion of institutional develop. 

ment components need to be undertaken as pan of this 

long-term elfon. usualiy during the implementation of a 

previous project or in the context of sec'lor work. 

31 . Borrower commitment is panic:ularty imponant 

for these components. not only because of their long-term 

nature. but also because their succ:css may depend heavily 

on actions by a large number of local officials. Commit· 

ment · should be assured not only from ·ttte agencies 

involved. but also from other key agencies. such as 

planning or finance. 

32. Institutional development components of proj· 

ects should be treated with the same care and attention as 

the investment components. and their appraisal includes 

five major topics. First. is the general situation bearing 

upon the choice of project managementarrangementsand 

institutional development objectives. including country 

and sector institutional background and objectives. and 

'See OPN 10.01. ~Project Complexity." 

(nc reiationship of these to c1ank lending programs and 

msntuuonal strategy. This requires a review oi the :mple- · 

menting agencies. the sec'lor orpniz.ation. broader uist.itu­

tiona! .:onditions (civil service or other employment 

reguiations. budgeuna and procurement procedures) 

which affect the sector. and regional. provincial and local 

level organizations. if periinenL Social. historical. icgaJ 

and other country-speciiic features that influence institu• 

tional performance may also require considmuion. 

33. Second. are project management and organiza­

tional arrangements. indicating (a) the responsibilities. 

authority and accountability of the implementing agencr, 

(b) the role of other entities involved and the provisions 

for adequate cooperation: and (c) the workload. staffing 

levels and other resources required and the adequacy of 

incentives to assure their efficient utilization. 

34. Third. are institutional development objectives. 

inc:ludina (a) the altcmativesconsidcred;(b) measures and 

aciions required by the government or borrower and the 

Bank to ensure effective implementation. as well as their 

timina. 

JS. Founh. is the detailed specification of the imple­

mentation schedule. However. since it is not possible to 

have a rigid blueprint for achieving institutional objec­

tives. sufficient flexibility should be allowed during imple­

mentation to adapt implementation methods to new 

circumstances. 

36. Fifth. are the requiremenu for monitoring and 

evaluation of the institutional aspectS and the identifica· 

tion of any special requirements to ensure adequate Bank 

supervision. 

D •. Fiaaacial Aspectsl 

37. The purpose of the financial appraisal by the 

Bank is to ensure the financial viability of the project and 

sound financial management of the project agencies. 

thereby promoting sustainable development in the bor· 

rowing country and protecting the Bank's own accounta­

bility and financiaJ standing. The nature and scope of the 

financial appraisal varies depending upon whether or not 

the project is revenue-eanung and the extent to which the 

implementing agencies are financially autonomous. The 

!QPNs 3.0 I. 3.02. 3.05. 3.06 and 3.11 deal with a number of financ1al aspec:u of projca appraisal. 

T1ris 11••-Glldum _, prrrJONd f,,, "'' ruitkurtt of 1taff of tlw World 8anlc Olld is""' n«nJlll'ily a COfflll/•t• trromwrtt of,;,, 1uhj«u cowrrti. 
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country context also has an important bearing on the type 
of analysis undertaken and on the judgments reached. For 
eAample. the potential for financing a project by raising 
loan or equity capital domestically from non-governmen­
tal sources will depend on how developed the country's 
capital markets :ire. Similarly. judgments on the account­
ing and auditing standards to be used will depend. in part. 
on the quality and number of trained accountants. 

38. The financial appraisal always includes a review 
of the reliability of the project's financing plan and of the 
adequacy of the accounting and auditing arrangements.' 
In addition. the financial appraisal may include considera­
tion of some or all of the following: project profitability: 
the financial effect on the intended beneficiaries: the 
impact on the government budget: the financial manage­
ment capability of the implementing agencies and the need 
for any technical assistance: the appropriateness of finan­
cial autonomy given to the project agencies and the need 
for any organizational changes: the adequacy of the 
proposed standards of financial performance to be 
achieved during project implementation and operation: 
and recommendations for loan covenants covering finan­
cial performance. For projects which constitute an excep­
tionally large part ofa country's total investment program. 
appraisal might also include an analysis of the impact of 
the project on the country's debt service. 

39. Whenever possible. for a revenue-earning proj­
ect (e.g .. one with marketable outputs. such as a utility. an 
industry. an agricultural estate. or a port). the expected 
financial rate of return on the project investment is 
estimated as a summary measure of the expected profita­
bility.! An analysis is also made of the amounts. terms and 
conditions of capital funds required for project implemen­
tation and of the adequacy of revenues resulting from the 
project to cover the project's operating and maintenance 
costs. provisions for depreciation. ~nd debt service re­
quirements. For these purposes. a review is made of the 
annual financial projections for the project including: (a) 
project income statements showing revenues and other 
income and costs of operation. maintenance. depreciation 
and interest on borrowed funds: and (b) project funds 
statements showing investment. working capital. and debt 
service requirements. and sources of financing including 
internally generated funds from operations and externally 
provided loan and equity capital. In this connection. 

'See OMS 2.31. ··Audits of Project Entities' Accounts." 

appraisal should examine the possibilities for :c1inancing 
from commercial. bilateral or international sources. In 
some cases (e.g.. the project is part of a large investment 
package rather than a self<ontained investment). a sepa­
rate analysis otproject expenditures and revenues may not 
be meaningful and the appraisal should. therefore. focus 
on the soundness of the implementing agency's overall 
operations (para . .+0). 

40. For projects implemented by autonomous or 
semi-autonomous entities. a comprehensive analysis of 
the enuty's historical and forecast financial performance is 
also made to cover all activities. including its existing 
operations. the project and any other planned invest­
ments. Annual financial statements detailing these activi­
ties include income statements. statements of sources and 
applications of funds. and balance sheets. Projections are 
usually made for the implementation period of the project 
and its operation period through the first fiscal year after 
full profitability or full development of the project is 
achieved. Based on the financial forecasts. summary 
measures of creditworthiness and expected profitability. 
such as debt service coverage. operating ratio and returns 
on invested capital or equity are estimated. When a 
revenue-earning entity has more than one significant 
business activity (e.g .. a water supply company also 
providing sewerage service or an industrial enterprise with 
manufacturing facilities at different locations). each major 
functional activity of the responsible agency is reviewed 
separately to ensure that the overall profitability targets for 
the entity do not conceal inefficiencies in individual 
operations. When the project is a minor pan of the 
implementing agency's overall operations and is therefore 
unlikely to have a significant impact on its overall 
financial situation. it may not be practical to expect 
comprehensive financial forecasts for the entity: in such 
cases. an analysis based on historical financial statements 
is usually adequate. accompanied by separate accounts 
and forecasts for the project and the operations associated 
with it. 

41. A key element of the Bank·s financial appraisal is 
to assess: (a) the reasonableness of the financial forecasts: 
( b) the appropriateness of pricing policies/tariff levels: and 
(c) the possibilities for reducing costs and improving 
performance in such respects as labor/output ratios. 
billing and collections. inventory management and main-

=See OPN 3.02. "Guidelines for Presentation of Financial Analysis." Section VI. 

This memorandum was prepartd for the !(Uidanct of sra.rf 1Jf the World Bank and is nor necessarily a comp/ere treatment of rhe subjects covertd. 
Ir may be used onf.v by personnel of the World Bank and IFC or others specifically aurhorired rouse it. Ir may nor be published. quoted or cited 
outside the World Bank and IFC. 
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tcnant.-e practices. Judgements are also made on whether 

the entity 1s likely to have sufficient working capaw: 

whether debt service (interest plus amonization) is likely 

to be cov~~ adequately: and 1.1.hether other commit­

mems I such as the financing of non-project investments) 

are likely to be meL Where appropriate. risk and sensitiv­

ity analyses should be used to judge the Potcntia! nnancial 

impact of cnanges in inputs or outputs. either in quantity, 

quality. timing. or in their terms and conditions of use. 

42. Fornonrcvenue-aming projectS (e.g.. highways. 

educauon. he:ilth 1. forecasts may be limited to annual 

c:tpenditures during imP'emcntation and the first two 

years of full openmon in order to demonstrate the annual 

investment commitments required by the borrower. the 

recurrent financial costs of operation and maintenance 

and any incremental tax receipts resulting from the 

project. Since nonrevcnue<aming projectS arc often im­

plemented by governmental units. appraisal should focus 

on the reasonableness of the projections. on the govern­

ment's capability to provide timely and adequatc funds to 

meet its commitments. <tnd on the project's replicability. 

To judge the government's ability to provide timely and 

adequate funds to meet the project's investment and 

m:urrent cost requirements. the efficacy of the govern­

ment's budgetary and cash allocation systems as they 

apply to the agency should be reviewed. 

43. In many projects. an imPonant aspect of the 

financial appraisal is the evaluation of the impact on the 

final beneficiaries and incentives for their participation in 

.Project implementation and operation. An examination 

should be made of the ability of final beneficiaries to pay 

for goods and services. of the Possible need for subsidized 

pricing of basic needs for poveny groups. and the possibil­

ity of generating surpluses to augment government reve­

nues.1 The subsidy questions apply panicutarly to projectS 

involving water supply and sanitation. rural electrifica­

tion. urban shelter and slum upgrading. and irrigation 

water supplies. In some projectS (e.g.. telecommunica­

tion). on the other hand. there may be scope for capturing 

the surpluses for investment requirements in the rest of the 

economy. In many agricultural projects. typical fann 

budgets arc prepared to analyze the farmers' incentive to 

panicipatc and their capacity to meet the debt service 

burden of farm crediL Similarly. e:tam1rumon of house­

hold budgeu and income proliles is necessary to analyze 

the capacity to pay of users of utility services and shelter 

bencficianes and to assess the potcnual for project replica­

biiity. 

~. In light of the financial projections. financial 

analyses and performance measurements. and in order to 

protect both the borrower and the Bank's accountability 

and financial standing. appraisal requires an assessment of 

whether the financial objectives of the project and the 

.:ntcnmsc can be achieved. In many cases. this reauires 

Jpemtent with the borrower on both the financial objec­

tives and the actions necessary to achieve them. Such 

aan:ements scnenlly take three forms: (al agreeing with 

the borrower on appropriate financial performance cove­

nants:~ (b) malting the loan conditional on actions such as 
take-or-pay contr.lcts. subordination of shareholders· in­

terests. advance equity contributions. auarantces or other 

security amngements:1 and (c)agrccingon specific perfor­

mance indicators. e.&- labor/output ratios. conuol of unit 

costs. inventory conuols. collection of receivables. or 

specified amounts to be budgeted for adequate mainte­

nance expenditures. 

45. The appraisal of the supporting systems for 

financial managemenL including accounting. budgeting. 

management information systems. financial reponingand 

auditing. is carried out in accordance with the principles 

described under Institutional AspectS (paras. 26-36). 

E. Commercial AspectS 

46. The commercial aspectS of a project deal with 

the arrangements for (a) buying the inputs and services 

needed for project implementation and. later on. for its 

continuing operation. and (b) for selling the outputs of the 

completed project. 

47. During project implementation. the Bank is 

concerned with the economic and efficient procurement of 

works. goods and services. because inefficient procure­

ment of Bank-financed goods results in higher costs and 

may delay benefits.. (The procurement of services is 

discussed under Technical Assistance. para. 65.) 

'See OMS ~15. -cost Recovery Policies for Public Sector Projects: Genera! "5pecu"; OMS J.72. .. Eneriy, Water Supply and 

Sanitation and Telecommunications"; and OPN 2.10 ... Irrigation Water Chaf1CS, Benefit Taxes and Cost Recovery." 

=See OMS 2.:?:. -Financial PerformaJ.ce Covenants for Revenue-Earning Entities" (under preparation). 

lSce OMS 1.26. -SCC:Urity Amngements." 
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48. Appraisal of a project's procurement aspects 
requires both country and project-specific information. 
Country-specific procurement information includes the 
local regulations. policies and procedures governing pro­
curement. the organizational responsibilities for carrying 
out procurement. the local availability of goods and 
services and the capabilities of local manufacturing and 
construction industries. Project-specific information in­
cludes the lists of works. goods and services required: the 
estimated size. number and types of contracts to be 
awarded: the timetable for procurement: and the methods 
of procurement to be employed.1 

49. In most circumstances. international competi­
tive bidding (ICB) best meets the project's needs for 
economy and efficiency and the Bank's interest in provid­
ing opponunities for firms in all eligible countries to 
compete. including local manufacturers and contractors. 
However. other procurement methods are suitable in 
some circumstances. and it is the appraisal team's respon­
sibility to recommend the most appropriate methods and 
to provide the justification for these choices.i 

SO. Procurement in projects which involve lending 
to intermediaries such as Development Finance Compa­
nies usually follows normal commercial practices and 
local procedures. However. international competitive bid­
ding may still be advantageous for procurement contracts 
above a threshold value. which depends on the panicular 
circumstances. 

51. Sometimes more rapid and efficient execution of 
a project may be facilitated by advance contracting, i.e .• by 
the borrower signing procurement contracts before the 
expected Bank loan is approved and signed. Retroactive 
financing refers to Bank reimbursements for payments 
made under such contracts before the)oan agreement is 
signed. The procurement plan for a project should include 
any proposals for advance contracting and retroactive 
financing and the Executive Directors should be notified 
of such proposals in the Monthly Operational Summary.J 

52. Projects involving cofinancing may have restric­
tions on the use offunds provided by other lenders. such as 
procurement tied to a specific country. In such projects. 

1Sce OPN 4.02. ''Procurement: Checklist for Appraisal." 

panicular care must be taken during appraisal to take these 
into account. to ensure that the overall procurement plan 
remains efficient. and that contracts financed by the Bank 
are based on procurement consistent with the Bank 
guidelines for procurement.• 

53. The development of project entities which can 
compete effectively is a key clement in the development 
process. especially in cenain sectors. Appraisal requires. 
therefore. a determination. in relevant sectors. that the 
project is commercially viable. i.e .. that its output can be 
sold at prices that cover costs. including an adequate 
return on capital. In the case of an agricultural or industrial 
project. for example. it would require a finding that the 
additional output can be sold profitably at estimated 
market prices. In this connection. a comparison of the 
project's capital and operating costs to those of similar or 
competing projects in both developed and developing 
countries helps to ensure that the project is competitive. 
For a railway or electric power project. it would have to be 
determined that there is a market for the services at tariff 
levels which cover costs. Appraisal requires. therefore. a 
review of the availability and the arrangements for pur­
chasing the various factors of production and of their 
future prices: of the demand for the output. the marketing 
arrangements and the probable prices to be obtained: and 
of the comparison of costs and revenues to determine the 
commercial viability to the entity, which could be either 
an individual farmer. a private entrepreneur. or a private 
or public enterprise. depending on the nature of the project 
(sec also para. 39). 

54. Depending on the nature of the project. market­
ing arrangements necessary to ensure the project's efficient 
operation may include (a) the transpon.. processing, stor­
age and trading of the project output: (b) the market 
information system concerning supplies. demand and 
prices so that buyers and sellers can make intelligent 
decisions: (c) the availability of credit to finance the sales 
and purchases during the marketing process: and (d) 
legislation involving, for example. quality standards. 
proper weights and measures. trade regulations and re­
strictions on movements of freight. Marketing arrange­
ments are particularly imponant for expon-orientcd proj­
ects. 

lSce Guidelines.for Procurement Under World Bank Loans and /DA Credits and OMS 2.40, "Procurement." 
'See OMS 2.41. .. Advance Contracting and Retroactive Financing." 
•Detailed instructions on Procurement in Cotinanced Projects arc under preparation. 

This memorandum was prrparrd for the KUidan("t! of staff of the World Bank and is not ntte:ssarily a ("Qmplete trratment of the subjttts co~rrd. 
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F. Socioioiliai A.spec:U 

55. The sociologica! aspecu of projccts comprise: the 

1!:\plicit consideration of the social orpnization. tradition 
and \3lues bearing upon the feasibility. implementation 
Jnd uperauon of projcc:ts: and the pursuit of objectives 
suctus poverty alleviation c sc:e para. 15). These aspecuare 
panicularly imponant for projecu designed to :wist 
specific benefi~iaries and/or projects whose success 
depends upon pan1cipation by the benericiaries le.s.. rum 
developmenL urban. education. population. and health 
projec:u). They may be less imponant for projecu involv­
ing primarily infrastructu~ and for some projecu they 
have ~latively little significance. 

56. Appraisal of the sociologica! aspectS should 
focus on the extent to which projecu adcquaccly take into 
ac:c:ount four main factors: (a) the socio-cultuni and 
demographic characteristics of local beneficiaries; (b) the 
social organization of productive activities of the popula­
tion in the project area: (c) the cultuni acceptability of the 

project and its compatibility with the behavior and 
perceived needs of the intended beneficiaries: and (d) the 
social strategy for project implementation and operation 
needed to elicit and sustain beneficiaries' participation. 
Each of these is described in greater detail below. 

57. The appraisal should verify that project design 
has taken into account socio-cultural and ·demographic 
characteristics. i.e.. the size and soCial struc:tu~ of the 
population in the project area. its density and stratification 
patterns. including ethnic. tribal and class composition. 
This is panicularty imponant for project components 
alfecting specific target groups (e.g.. ethnic minorities. 
resettled populations. women). It requires an undcrs1and­
ing of the ~tivity of the existing patterns c>fpopulation 
settlement and community organization to the proposed 
arrangements for supplying inputs. collecting outputs. 
facilitating access to education. health or other social 
services. and for ensuring the desi~ distribution of 
project benefits. 

58. Appraisal should also verify that project design 
is based on a sound understanding of the social orpniza­
tion of productive activities: (a) how the intended benefici­

aries have access to. make use of. and exercise control over 
productive ~un:cs available in the a~: (b) how the 
structu~ of the household and of the family systems 
p~valent in the a~ alfccts the development potential and 

constraints. labor availability and ownership patterns: (C) 

whether small producers have reasonable access to. .&nd 
information on wider markets and regionai economies: 
and Cd) how land tenure systems and usage rights. as well 
as alternative employment opponunaties. may alfect 
intended beneficiaries' interest in the proposed project 
activities. 

59. Projects involving local groups must be cultur­
ally acceptable. i.e_ underswidable. agRed to. and capable 
or being operated and maintained by them. For instance. 
PfOJec:tS tor J01nang herders and cultivaton in combined 
ranacland and farmland management schemes may not be 
workable if they a~ contrary to the sociaJ ~lationship 
p~ailing between the two groups. Similariy, the health 
benefiu of improved water supply or waste disposal 
systems may not materialize unless the intended benefici­
aries ap~iate the linlcap. A judgment on the project's 
cultuni acceptability and of the beneficiaries' capacity and 
willingness to contribute to its success mUSI therefore take 
into ac:c:ount their values. customs. belie& and felt needs. 

60. Effective project implementation and operation 
often requi~ a social strategy for eliciting the full commit­
ment to the project of the beneficiaries and their institu­
tions. In such cases. appraisal should verify that they wen: 
involved in project identification and preparation and that 
they will continue such panicipation in project implemen­
tation. maintenance. operation. monitoring and evaJua­
tion. If necessary. the project should be specifically de­
signed to help organize beneficiaries to carry out these 

functions. 

61. If appraisal determines that the project is likely 
to be highly risky in social terms. but inadequate informa­

tion is available to support a firm conclusion. considera­
tion should be given to either a pilot project or postpone­
ment of the project until sufficient information is avail­
able. If cenain technica!. administrative orothcr aspecu of 
a project make it socially not feasible. they willhave to be 

modified or eliminated. h may also be desirable to include 
in the project an information. motivation and education 
component to ac:celcrate the necessary changes in social 
attitudes. behavior and organization. The appraisal 
should ensu~ that the implementation process contains a 
realistic time frame and mechanisms for the expected 
behavioral responses to occur. and that there is enough 
built-in flexibility for making design changes in response 
to socio-cultuni information obtained during implemcn-
talion. . ' 
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62. Women are someumes a pamcuiarly imponant 
group of project panicipants and beneficiaries. Appraisal 
should therefore examine whether the project design takes 
into account adequately (a) the local circumstances that 
impede or encourage the panicipation of women: (b) the 
contribution that women could make to achieving the 
project's objectives: (C) the changes which the project will 
introduce that might be disadvantageous to women: and 
(d) whether the implications for women are included in the 
provisions for monitoring the impact of the project. 

63. Panicularly sensitive social and cultural issues 
may appear in projects involving involuntary population 
resettlement or affecting tribal groups. for which special 
appraisal procedures are specified. 1 

TECHNICAL ASSISTANCE 

64. The effective transfer of financial resources by 
the Bank to its borrowers is often constrained by weak 
institutions and insufficient trained manpower to plan. 
implement and operate projects. The Bank is therefore 
prepared to finance technical assistance both to ensure 
that the project is designed. implemented and operated 
effectively and that. in the future. borrowers are able to 
carry out these functions increasingly with their own staff 
resources. Such technical assistance may be required for a 
wide range of services including feasibility studies. de­
tailed engineering. training, construction supervision. and 
policy and institutional advice. An imponant pan of the 
appraisal consists of determining the type and amount of 
technical asistance required and the administrative ar­
rangements for its implementation.2 

65. When technical assistance is required to imple­
ment or operate a project. it should be treated as an integral 
pan oft he project. Regardless of the so~rce of its financing, 
its cost should be treated as pan of total project costs. A 
first step is to determine the unavailability of timely 
financing from other sources. 

66. Government commitment is panicularly impor­
tant for effective technical assistance. especially for other 
than engineering services. Equally imponant is the close 

association of :ne beneficiary in each step of the process. 
from identification through implementation and follow­
up. The appraisal should therefore venfy the agreement of 
all concerned panics to the need for the technical assis­
tance. the feasibility of its goals and their relationship with 
broader insutuuonal development objectives. and the 
government's willingness to borrow for technical assis­
tance. 

67. The appraisal of technical assistance should 
cover the nature. scope. timing, duration and cost of the 
services required. This includes. in panicular (a) the 
adequacy of the terms of reference regarding objectives. 
the tasks to be performed and their timing, and measures 
for monitoring progress: (b) the choice of the delivery 
system (team versus individuals. shon versus long-term 
expens): Cc) the capability and experience oflikely sources 
of expenise (e.g .. local or foreign consulting firms. UN 
agencies. non-governmental organizations. universities): 
(d) training requirements and alternative training meth­
ods (foreign or local fellowships. academic studies. super­
vised work. study tours): (e) expen and trainee selection 
criteria (including technical and other qualifications): (f) 
the suitability of the administrative and contractual ar­
rangements: and (g) cost estimates. Thoroughly prepared 
terms of reference and job descriptions for at least the first 
phase of the implementation of technical assistance and 
training components should be available at an early stage 
and agreed prior to or by the time ofloan negotiations. In 
addition. the borrower should be made familiar with the 
process and criteria for selection of consultants and the 
various stages for Bank review. In panicular. borrowers 
should be advised of the paramount concern for quality of 
consultant 's services and the need for prior agreement 
with the Bank if other criteria. including price. are to be 
considered when selecting consultants.3 

68. Appraisal of the soundness of the administrative 
and implementation arrangements should include (a) the 
logistical arrangements: (b) the govemment'scontribution 
(financial or in-kind) and the availability of local staff: (c) 
the coordination with other government agencies and 
other sources of technical assistance: (d) the arrangements 
for briefing, supervising and backstopping the expens: (e) 

'See OMS 2.33 ... Social Issues Associated with Involuntary Resettlement in Bank-Financed Projects." and OMS 2.34, ~Tribal People 
in Bank-Financed Projects." 

:See OMS 4.00 . .. Financing of Technical Assistance and Engineering," and OPN 5.01 ... Policy and Guidelines on Training in 
Bank/IDA Projects ... 

'See Guidelines f or the Use of Consultants by World Bank Borrowen and by the World Bank ·as Executing Agency. 

This memorandum was prr!parr!d for rhe gu1danC'e of srajf of the World Bank and is not necessarily a C'omplete tf'f!atment of the subjects C'O~red. 
It may be used onl_v by personnel of the World Bank and IFC or others specrjiC'all.v authorired to use it. It may nor be published, quoted or C'ited 
outside the World Bank and IFC. 
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the responsibilities and ~n1q retationsnaps oi 1he 

expens and the locaJ starf: t t) possible C."ttemai sources oi 

administrative suppon to the government (including the 

Bank): and (IJ the arrangements for review and follow up 

of the technical assistance results or recommendations. 

Espec1ally regarding technicai assis&ance for institutional 

development. appraisal should also consider whether the 

duration for the assistance is appropria&e. 

69. If the technicaJ assistanc:e component is not 

directly related to the project but is intended. for example. 

to prepare future projecu or to strengthen genera! planning 

or monitoring and evaluation units in other sectors. 

consideration should be given to a separate teehnicaJ 

assistance loan.• Retevant criteria include the degree of 

interdependence between the project and technicaJ assis­

tance components. the availability of grants for technical 

assistance from sources outside the Bank and the govern­

ment's preference. 

PROCEDURES 

70. If the Bank hasassistcd in the identification and 

preparation of the project. or ifit is a repeater project with 

an entity with which the Bank has had a longer-term 

relationship. the decision on whether or not the project is 

ready for appraisal is straightforward. In other cases. 

project documents accompanying requests from potential 

borrowers form the basis for the Bank's decision to 

appraise a project. Review of these documents may show 

that the information is sufficiently ·complete and well 

prepared to justify a field appraisal without asking the 

potential borrower for further data. 

71. If. however. the available information is inade· 

quate. the Bank should advise the borrower as to what 

funher information is required and shoiitd consider 

whether to assist the borrower in funher project prepara­

tion. z Depending on the nature of the missing information. 

the Bank either takes no further action until the additional 

information is received. or informs the borrower that the 

information should be prepared in time for the arrival of 

the appraisal mission. 

72. If the informauon sutJmitted shows that the 

proposed project is not oa" a type which the Banlt wouJd 

finance or that it is expected to have a low priority, the 

government should be so advised. lfthe government and 

the Bank have had adequate communicauon during 

project identiflcauon and preparation. this should happen 

only r.arely. Someumes it is clear that the Banlt would not 

be willing to finance the project unless the potenuai 

borrower were prepared in principle to taJte cenain policy 

decisions. e.g.. to adopt tariff" policies for a public utility to 

assure its financial soundness. or pricing policies for 

agricultural products to provide adequate farmer inc:en­

ti ves. In such cases. project appraisal should not taJte place 

until the borrower is ready in principle to taJte the 

necessary policy decisions (see para. 3). 

73. A visit to the country by a Banlt mission is 

always a pan of the appraisal process. hs function is to 

chedt the informauon submitted. to supplement it if 

necessary by further inquiries. todiscussvariousaspec:tsof 

the project with the potential borrower and with those who 

have prepared it. to get to know the people responsible for 

implementing the project and conc:emed with its financing 

and operation and to inspect the proposed project site(s). If 

the Banlt has been asked to help finance a project which is 

already in progras. a review of progress to date and the 

implementation arrangements already made should be 

included in the field examination. The mission should 

obtain all information required for appraisal.. but may 

sometimes request the potential borrower to prepare 

further information. 

74. The information obtained in the country and 

otherwise forms the basis for the preparation of a swr 
Appraisal Repon (SAR) and/or a President's Repon. The 

SAR describes the project. anaJyzes its merits.from seven! 

different points of view (see para. 9-). and determines its 

suitability for Banlt financing and. if so. on what condi­

tions.' The President's Repon sets out the main features of 

the proposed loan and project in the perspective of the 

Bank's strategy for the country concerned s0 that the 

Executive Directors can consider and decide upon the 

•See OPN S.02. "Use of Technical Assistance Loans to Generate Development Projects and to S1m1gthen Local Project Desip 

Capabilities." 
1See OMS 2.IS. "Project Preparation Facility." 
JSce OMS 3.04. "Format and Content of Stair Appraisal Rcpons." 
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proposed loan.' The completion of the SAR may depend 
on the receipt offunher informauon from the borrower. If 
there is a long delay. a funher visit to the country may be 

necessary to update the SAR. 

RESPONSIBILITY 

75. Project appraisal is the responsibility of the 
Regional Projects Depanmcnts. For sectors for which 
responsibility has not been decentralized to the Regions 

(Population. Health and Nutrition. Petroleum. Industry. 
Mining and Telecommunications). the relevant central 
Projects Depanments are responsible for appraisal on 
behalf of the Regional Projects Dcpanments. The Re­
gional and central Projects Depanments are responsible 
for assuring proper coordination with other interested 
Bank staff: including. for example. the Programs Depan­
mcnts. the Legal Depanment. the Office of the Controller. 
the Procurement Adviser. and the '"lead adviser" in 
OPS/EIS.1 

'See OMS 3.02.. -Format and Content of President's Rcpon and Recommendations." 
1Coordination throughout the appraisal process is discussed in detail in OMS 2.00 ... Procedures for Processing Project Loans and 
Credits. .. especially Sections C. E. F and G. OPN 1.01 deals with the .. OPS Role in the Project Cycle." 

This mrmorandum was Pff'flOff'd for 1hr l{Uidanc-r of s1aff of thr World Bank and is no1 nttrssanly a c-omplr1r lff'almrnt ·of thr subjttts c-owrrd. 
It may br usrd only by ~f'Jonnrl of 1hr World Bank and IFC or othPn sprc1jic-ally au1hori:rd to usr 11. It may not br publishrd. quotrd or mrd 
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These policies were prepared for use by World Bank staff and are not necessarily a complete treatment of the 
subjects covered. It may be used only by personnel of the World Bank and IFC or others specifically authorized to 
use it. It may not be published, quoted or cited outside the World Bank and IFC. 
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OPERATIONALMANU.ALSIATEMENT 
I PRQJ_E_CLAP~AL 

INTRODUCTION 

_____ 1. ___ The purpose of this OMS is to present an _ _ov..erYie_w_of_(a) the general objectives of 
projecLappraisal (paras. 2-7); (b) the major aspects of projecLapp.raisal (paras. 8-69); (c) the 
procedures to be followed (paras. 70-74); and (d) the responsibility of the Departments involved 
(para. 75). Greater detail is provided in other OMSs and in OPNs, to which references are made 
herein.! and OPN 10.03, "Highway Sector Lending." In addition to financing projects, the Bank 
also supports broader programs of policy reform and institutional change, usually directed at 
structural adjustment, by financing a general list of imports unrelated to a particular project; 
however, the OMS does not deal with such structural adjustment loans or program loans. The 
OMS also does not deal with the presentational aspects.~ 

GENERAL OBJECTIVES 

2. The Bank,J under its Articles of Agreement, is required to lend its funds, except in special 
circumstances, for specific "projects." The Articles do not define what is meant by a "project." 
Over the years, however, a project has come to mean a set of interrelated expenditures designed 
to achieve, within a specific period, specific objectives of (a) increasing, rehabilitating, 
maintaining better or using more fully productive capacities or economic and social 
infrastructure; (b) strengthening local institutions concerned with preparing, implementing or 
operating such programs through technical assistance and training; or (c) providing services 
related to such expenditures (such as for design, engineering, supervision of construction or other 
assistance in implementation). Bank loans for projects are normally associated with specific, 
time-phased actions on policy and institutional issues (e.g., pricing, subsidies, cost recovery, 
financial management, organizational arrangements) relating to the project or the sector 



concerned. 

3. Because the Bank can finance only a small part of the investment program of any country, 
each project in which the Bank participates should preferably include elements that give it special 
significance and have catalytic or demonstration qualities that make the project jlS a whole more 
important than the financial contribution itself. These elements could be key government policy 
decisions, the introduction of institutional or legal changes, demonstration of new technologies or 
institutional approaches, or improved methods of project implementation.~ 

4. Each project and its component elements must be as precisely defined as practicable. Such 
precision is necessary for several reasons: (a) to provide the basis for the decision on whether or 
not to go ahead with the project; (b) to assure consistency of components with one another and 
with project objectives; (c) to help realize the catalytic or demonstration effects sought as part of 
the project; (d) to help achieve the understandings and prepare the detailed planning on which 
implementation and supervision should be based; and (e) to facilitate evaluation when the project 
is completed. Experience suggests that special emphasis should be put on planning for 
implementation, including a program for ensuring that all resources and actions required for 
implementation will materialize at the appropriate time. However, since projects cover a number 
of years during which new lessons are being learned and unforeseeable events are inevitable, the 
project concept must be sufficiently flexible to permit needed modifications as implementation 
proceeds. Flexibility is particularly important for projects in which the implementation process 
cannot be determined in advance with great precision (e.g., rural development and family 
planning projects). 

5. P.rojecL apprais_aLis_a_stage in the project cycle which follows completion of project 
preparation.~ ProjecLappraisal is the final process by which the Bank determines the suitability 
of a project for Bank financing. It provides a comprehensive review of all aspects of the project, 
lays the foundation for its implementation after it has been approved for Bank financing, and for 
evaluation when completed. 

6. The Bank appraises projects for two main reasons. As a development institution, the Bank 
is concerned that the resources it lends should make a significant impact on the economic and 
social development of its borrowers. And as a borrowing institution, the Bank is concerned to 
maintain its credit standing in the financial markets of the world, which depends partly on its 
reputation for financing sound projects. 

7. The aim of appraisal is to examine and evaluate the economic and social objectives which 
a project is designed to meet, to assess whether the proposed project is likely to meet these 
objectives efficiently, and to recommend conditions that should be met to ensure that the 
purposes of the project will be achieved. Appraisal covers both the project and the entity or 
entities which will implement and operate it..Q 

MAJOR ASPECTS OF 'PROJE.CT_M~SAL 



8. The Bank's approach to proj_e_ct_apprais_al reflects its character as a development institution. 
Unlike creditors, promoters or suppliers of equipment, who are primarily concerned with the net 
revenues of an entity and its ability to pay back any advances or earn a reasonable profit, the 
Bank also looks at each project in the framework of the whole economy and of the sector of 
which the project would form a part. Thus, appraisal assesses how effectively the project would 
contribute to the achievement of the country's development objectives. 

9. In practice, the Bank's projectappraisal includes the investigation of six different aspects of 
projects: (a) economic, e.g., project costs and the size and distribution of benefits (paras. 10-17); 
(b) technical, e.g., engineering design and environmental matters (paras. 18-25); (c) institutional, 
e.g., management and organization (paras. 26-36); (d) financial, e.g., requirements for funds and 
the financial situation of the implementing agency and of other beneficiaries affected by the 
proj~ct (paras. 37-45); (e) commercial, e.g., procurement and marketing arrangements (paras. 
46-54); and (f) sociological aspects, e.g., socio-cultural factors and impact on specific target 
groups such as women (paras. 55-69). The six aspects are described in greater detail below. 
While the various aspects are interrelated, their relati_ye_imp_ortance_differs, depending on the 
nature of the project. In order to cover these aspects, pr.oj_e_ct_appraisal requires the collaboration 
of professional staff of several disciplines, e.g., economists, financial analysts, technical 
specialists (i.e., engineers, agriculturists, educationists, environmental specialists, regional 
planners, etc.), lawyers, sociologists and experts in management and public administration. 
Because many Bank projects also provide for technical assistance, a separate section outlines the 
requirements for appraising such assistance. Since the Bank appraises a wide variety of projects, 
this OMS makes no attempt to indicate every question that may have to be investigated, but 
mentions only the more common types. 

A. Economic Aspects 

10. As a development institution, the Bank expects that the projects it finances will make a 
positive contribution to the developmental objectives of the borrowing countries and that there 
are no alternative means of obtaining the same benefits at a lower cost to the economy (see also 
para. 22). A central objective of the Bank's economic appraisal is, therefore, to ascertain 
whether the proposed project represents an appropriate use of the country's resources, taking into 
consideration the objectives and constraints facing the economy; whether the project returns 
could be improved through changes in parameters such as the project scale, technology, timing, 
location, composition and the method of implementation; and whether the project includes 
adequate incentives for the various participants. 

11 . Given the fungibility of resources and that Bank assistance constitutes only a small fraction 
of the total investment budgets in the borrowing countries, the objectives of Bank appraisal 
generally extend beyond the questions of "viability" and "optimality" of a specific investment. In 
particular, Bank-supported projects should be part of a sound sectoral development program, 
including an appropriate set of sectoral policies. An integral objective of appraisal is to ensure 
that individual projects contribute to these sectoral policies. 

12. Normally, the broader sectoral issues related to sectoral objectives and policies would be 



analyzed as part of the country economic and sector work well before the Bank undertakes to 
appraise a particular project.1 The task during appraisal is then to ensure that the project 
adequately reflects the recommended sectoral strategy. Occasionally, however, at appraisal the 
Bank may not have an adequate understanding of the sectoral issues and policies. Such cases 
require both a more thorough analysis of the key sectoral policies during appraisal and the 
development of a well defined program of studies needed to improve sectoral understanding for 
future operations; if necessary, such studies could be included in the project. 

13. Economic appraisal requires identification, quantification and valuation of the costs and 
benefits likely to be associated with a project.§. These tasks frequently involve major conceptual 
and practical problems because, for example: 

the relationship between project inputs and outputs may be difficult to quantify, e.g., 
the impact of soil conservation measures on crop yields; 

some project outputs may not be marketed and their valuation is difficult, e.g., 
education, health, extension services, time savings; 

due to distortions caused by government policies, externalities and/or non-competitive 
behavior of producers/consumers, market prices may not be a good measure of costs 
and benefits to an economy; and 

there may be a lack of consensus within the country about the appropriate trade-offs 
between the country's various objectives, e.g., trade-offs between efficiency, equity, 
regional balances. 

Also since economic appraisal necessarily involves long-range forecasts of the country's future 
objectives and constraints as well as of prices of key inputs and outputs, there is inherently a 
large element of uncertainty in the judgments made. 

14. The extent to which the above problems complicate project appraisal varies a great deal 
among different sectors, so that the specific form of analysis for a project must be tailored to the 
"state of the art" in the respective sector. In agriculture and industry, for example, where outputs 
can generally be valued by reference to world market prices, fairly comprehensive quantification 
of costs and benefits is 'possible and the results are usually expressed in terms of the net present 
values (NPVs) and/or the economic rates of return. On the other hand, in many public utility 
projects, prices are set by governments and the benefits to consumers may significantly exceed 
the regulated prices charged to them. However, as the current state of the art does not permit a 
reliable quantification of these benefits (particularly of consumer surplus), the anticipated project 
revenues are often used as a proxy for the minimum economic benefits and the analysis focuses 
on whether the demand projections and tariffs are reasonable and whether the project is the " 
least-cost" alternative. Again, for most highway projects, even tariff-based revenues may not be 
available as measures of economic benefits, and "avoided costs" such as expected reduction in 
vehicle operating costs and/or in road maintenance costs, need to be used as proxies. Finally, for 
projects such as those in education, health, nutrition, population planning and sanitation, no 



meaningful prices exist so that the economic analysis focuses on providing, m the most 
cost-effective manner, service levels determined on macro considerations. 

15. Where reduction of income disparities and poverty alleviation.2, are important objectives, 
the economic appraisal should include an assessment of the project's contribution to these 
objectives. While in many cases a broad qualitative assessment is adequate, in some cases more 
detailed quantitative analysis may be necessary, e.g. , for projects with marginal economic returns 
but possibly high income distribution benefits. A quantitative assessment requires allocation of 
costs and benefits according to the income status of the affected population. In practice, it may 
be difficult to determine poverty "target" income levels of beneficiaries and to allocate costs and 
benefits, particularly where project outputs are intermediate goods and services. Even where 
they can be allocated, there may be a lack of consensus on the weights which should be given to 
costs and benefits at different income levels. 

16. The economic analysis of a project incorporates foreign exchange and employment effects 
through the shadow pricing of nori-traded inputs and outputs. In some projects it may, however, 
be of interest to describe these effects separately. For this purpose, it is usually sufficient to 
follow the common practice of including only the easily identifiable direct foreign exchange and 
employment effects. However, such effects should not be represented as separate from, or 
additional to, the effects considered in the economic analysis. I 0 

17. Irrespective of the specific form of analysis adopted for a project, the appraisal normally 
includes assessing the sensitivity of the project viability to changes in the key parameters of the 
project, together with a judgment on the likely variation from the basic assumptions. For projects 
with marginal returns or large risks, further quantification of the risks through formal risk 
analysis is also desirable. Where necessary, the appraisal also includes recommendations 
regarding precautionary measures which should be undertaken to reduce the risks (see also paras. 
23, 41 and 61).!l 

B. Technical Aspects 

18. The Bank requires a project to be based on sound design, engineering and agricultural, 
educational or other technical principles, appropriate to the circumstances of the project, the 
enterprise and the country in question. The Bank normally lends for projects that are based on 
technologies and approaches that have been proven successful on a significant prototype scale. 
However, the Bank is also receptive to innovative projects provided the potential benefits are 
commensurate with the risks. Promising but relatively untested technologies and approaches also 
can be supported either through free-standing pilot or demonstration projects or as components of 
a larger project in a related field. It is the responsibility of the appraisal staff to render a 
judgment on the merits of the technical proposals, on the adequacy of the cost estimates, and on 
the competence of the borrower's technical staff and its consultants, if any, to design and execute 
the project, and to ensure its proper operation and maintenance. The appraisal report should 

L-------------------------------------



summarize the facts and procedures which provide the basis for such a judgment. 

19. Among the technical factors to be investigated are the proposed magnitude of the project; 
the types of processes, materials, equipment, and technical packages to be used; the project 
location; its timing and phasing; the suitability of the plans, layout and design; the availability of 
the various factors of production, both physical and human; the availability of necessary 
infrastructure; the proposed methods of implementing, operating and maintaining the project; the 
contracting procedures and arrangements for procurement of goods, works and services; and the 
realism of the implementation schedules, phasing of the benefits and the level of benefits at full 
development. n 
20. A vital part of the technical appraisal is to review the estimates of investment and operating 
costs of the project, and to ascertain whether sufficient allowance has been included for physical 
contingencies, for changes in the general level of costs during the implementation period, for 
working capital, etc.; whether the timing of the estimates corresponds with the implementation 
program; whether they are properly broken down to identify the costs of the project's main 
physical elements and to show what proportion of the total cost is likely to be local and what 
foreign. As a general rule, project preparation should be sufficiently advanced at the time of 
Board presentation that procurement and other important phases of project implementation can 
start shortly after loan approval, and reliable cost estimates should reduce the need for physical 
contingencies to a minimum . .Ll. Appraisal should be based at least on good feasibility studies 
and preliminary designs, but additional studies, designs and cost estimates may be required 

. during the period between appraisal and Board presentation (see paras. 70-71 ). 

21. The difficult question arises as to the depth of Bank reviews of the project's technical 
aspects. Clearly the Bank cannot be expected to redo the work of the borrower's technical staff 
and consultants who have done the detailed work. The appraisal is not responsible for design or 
engineering of proposed projects-nor should this impression be given to the borrower or to 
consultants. Nevertheless, Bank staff must question and spot-check sufficiently to judge the 
project's technical soundness. Where possible errors or weaknesses are identified, the staff 
should not hesitate to ask for further explanation. If these inquiries lead to doubts on any 
significant aspect, additional work should be requested of the government agency. If staff are 
hesitant to make a judgment on important areas due to lack of knowledge and experience, they 
should seek the advice of colleagues specialized in these areas, and, if necessary, recommend that 
the Bank retain consultants. 

22. Where the mission reviews the proposed design with the borrower's staff and consultants, it 
should review the degree of detail of the proposed design and the alternative studies. It should be 
satisfied that no worthwhile alternatives have been overlooked, and that the final solution is the 
optimum from a technical and economic point of view. Where differences in estimated costs of 
alternatives are small and can be accurately determined only on the basis of actual bids, the 
desirability of asking or allowing contractors to submit bids for alternative designs should be 
considered. 

23 . The Band requires borrowers to provide adequate insurance for goods and works financed 



under a project to permit their replacement or repair in the event ofloss or damage. For large and 
complex projects, consideration should be given to having a comprehensive risk analysis made 
by specialists in this field to determine whether risks could be reduced by design changes, and 
what types and amounts of insurance are most appropriate.14 

24. The project's possible effects on the country's environment and on the health and 
well-being of its people must be considered at an early stage. The project should adapt the 
standards of protection to the circumstances of the project and country, and incorporate those 
environmental measures that are considered essential and appropriate. Should international 
agreements exist that are applicable to the project and area, such as those involving the use of 
international waters, the Bank should be satisfied that the project plan is consistent with the 
terms of the agreements.15 In countries where the laws, rules or regulations governing 
environmental matters may be inadequate, the staff should consider the merits of encouraging 
appropriate legislation, if necessary, to mitigate serious adverse environmental consequences of a 
project.16 

25. During project preparation and appraisal Bank staff should judge the competence, 
experience and commitment of those handling the project. Assessment of these aspects and 
reporting on them are an important, but sensitive, task. Even though the reputation of the 
borrower's technical staff and consultants may be good, Bank experience suggests that a 
thorough review of all technical aspects, including spot-checking details, should be a normal 
procedure. 

C. Institutional Aspects 

26. Institutional aspects of Bank-financed projects comprise (a) the organizational, managerial, 
administrative and legal requirements for implementation and operation, 17 and (b) the 
longer-term institutional development objectives. The latter objectives could either address a 
broad range of institutional issues of an agency or group of agencies, or issues related to sectoral 
or subsectoral organizational structures, or be limited to certain aspects of the agency's 
operations. 

27. Institutional objectives generally aim at strengthening the capacity of an agency (or 
agencies) with regard to: (a) management methods and techniques, including monitoring and 
evaluation; (b) organizational arrangements; (c) planning; (d) staffing and training; (e) financial 
management systems and performance (financial planning, accounting and auditing); (f) 
operation and maintenance systems; (g) interagency coordination; and (h) sectoral policies. 

28. The appraisal should indicate clearly the project's institutional development objectives, 
whether they will be focused primarily on project management and implementation, or whether 
longer-term institutional improvements are included. These longer-term objectives should be so 
specified that they can serve as yardsticks in assessing the Bank' s role in follow-up loans to the 
same borrower and for determining clearly when the institution is reasonably self-sufficient. 

29. Institutional and managerial aspects are an integral part of project design, because technical, 
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economic, financial, commercial and institutional aspects are interrelated. Project design cannot 
merely assume the availability of institutional resources which might, in fact, not be available, 
nor should it place an undue burden on the existing agencies.18 The appraisal should, therefore, 
evaluate how institutional aspects were taken iqto account in the project design, the alternatives 
considered, and the reasons for the final proposed design. 

30. Institutional development components of a project are generally one phase of a longer term 
effort between the borrower and the Bank. Institutional development objectives are, therefore, 
usually pursued through a series of projects and their achievement may require long periods of 
time, frequently more than a decade. Thus, the identification and preparation of institutional 
development components need to be undertaken as part of this long-term effort, usually during 
the implementation of a previous project or in the context of sector work. 

31 . Borrower commitment is particularly important for these components, not only because of 
their long-term nature, but also because their success may depend heavily on actions by a large 
number of local officials. Commitment should be assured not only from the agencies involved, 
but also from other key agencies, such as planning or finance. 

32. Institutional development components of projects should be treated with the same care and 
attention as the investment components, and their appraisal includes five major topics. First, is 
the general situation bearing upon the choice of project management arrangements and 
institutional development objectives, including country and sector institutional background and 
objectives, and the relationship of these to Bank lending programs and institutional strategy. 
This requires a review of the implementing agencies, the sector organization, broader 
institutional conditions (civil service or other employment regulations, budgeting and 
procurement procedures) which affect the sector, and regional, provincial and local level 
organizations, if pertinent. Social, historical, legal and other country-specific features that 
influence institutional performance may also require consideration. 

33 . Second, are project management and organizational arrangements, indicating (a) the 
responsibilities, authority and accountability of the implementing agency; (b) the role of other 
entities involved and the provisions for adequate cooperation; and (c) the workload, staffing 
levels and other resources required and the adequacy of incentives to assure their efficient 
utilization. 

34. Third, are institutional development objectives, including (a) the alternatives considered; 
(b) measures and actions required by the government or borrower and the Bank to ensure 
effective implementation, as well as their timing. 

35. Fourth, is the detailed specification of the implementation schedule. However, since it is 
not possible to have a rigid blueprint for achieving institutional objectives, sufficient flexibility 
should be allowed during implementation · to adapt implementation methods to new 
circumstances . 

36. Fifth, are the requirements for monitoring and evaluation of the institutional aspects and the 
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identification of any special requirements to ensure adequate Bank supervision. 

D. Financial Aspects19 

3 7. The purpose of the financial appraisal by the Bank is to ensure the financial viability of the 
project and sound financial management of the project agencies, thereby promoting sustainable 
development in the borrowing country and protecting the Bank's own accountability and 
financial standing. The nature and scope of the financial appraisal varies depending upon 
whether or not the project is revenue-earning and the extent to which the implementing agencies 
are financially autonomous. The country context also has an important bearing on the type of 
analysis undertaken and on the judgments reached. For example, the potential for financing a 
project by raising loan or equity capital domestically from non-governmental sources will depend 
on how developed the country's capital markets are. Similarly, judgments on the accounting and 
auditing standards to be used will depend, in part, on the quality and number of trained 
accountants. 

38. The financial appraisal always includes a review of the reliability of the project's financing 
plan and of the adequacy of the accounting and auditing arrangements.20 In addition, the 
financial appraisal may include consideration of some or all of the following: project 
profitability; the financial effect on the intended beneficiaries; the impact on the government 
budget; the financial management capability of the implementing agencies and the need for any 
technical assistance; the appropriateness of financial autonomy given to the project agencies and 
the need for any organizational changes; the adequacy of the proposed standards of financial 
performance to be achieved during project implementation and operation; and recommendations 
for loan covenants covering financial performance. For projects which constitute an 
exceptionally large part of a country's total investment program, appraisal might also include an 
analysis of the impact of the project on the country's debt service. 

39. Whenever possible, for a revenue-earning project (e.g., one with marketable outputs, such 
as a utility, an industry, an agricultural estate, or a port), the expected financial rate of return on 
the project investment is estimated as a summary measure of the expected profitability.n_ An 
analysis is also made of the amounts, terms and conditions of capital funds required for project 
implementation and of the adequacy of revenues resulting from the project to cover the project's 
operating and maintenance costs, provisions for depreciation, and debt service requirements. For 
these purposes, a ·review is made of the annual financial projections for the project including: (a) 
project income statements showing revenues and other income and costs of operation, 
maintenance, depreciation and interest on borrowed funds; and (b) project funds statements 
showing investment, working capital, and debt service requirements, and sources of financing 
including internally generated funds from operations and externally provided loan and equity 
capital. In this connection, appraisal should examine the possibilities for cofinancing from 
commercial, bilateral or international sources. In some cases (e.g., the project is part of a large 
investment package rather than a self-contained investment), a separate analysis of project 
expenditures and revenues may not be meaningful and the appraisal should, therefore, focus on 
the soundness of the implementing agency's overall operations (para. 40). 
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40. For projects implemented by autonomous or semi-autonomous entities, a comprehensive 
analysis of the entity's historical and forecast financial performance is also made to cover all 
activities, including its existing operations, the project and any other planned investments. 
Annual financial statements detailing these activities include income statements, statements of 
sources and applications of funds, and balance sheets. Projections are usually made for the 
implementation period of the project and its operation period through the first fiscal year after 
full profitability or full development of the project is achieved. Based on the financial forecasts, 
summary measures of creditworthiness and expected profitability, such as debt service coverage, 
operating ratio and returns on invested capital or equity are estimated. When a revenue-earning 
entity has more than one significant business activity (e.g., a water supply company also 
providing sewerage service or an industrial enterprise with manufacturing facilities at different 
locations), each major functional activity of the responsible agency is reviewed separately to 
ensure that the overall profitability targets for the entity do not conceal inefficiencies in 
individual operations. When the project is a minor part of the implementing agency's overall 
operations arid is therefore unlikely to have a significant impact on its overall financial situation, 
it may not be practical to expect comprehensive financial forecasts for the entity: in such cases, 
an analysis based on historical financial statements is usually adequate, accompanied by separate 
accounts and forecasts for the project and the operations associated with it. 

41. A key element of the Bank's financial appraisal is to assess: (a) the reasonableness of the 
financial forecasts; (b) the appropriateness of pricing policies/tariff levels; and ( c) the 
possibilities for reducing costs and improving performance in such respects as labor/output 
ratios, billing and collections, inventory management and maintenance practices. Judgments are 
also made on whether the entity is likely to have sufficient working capital; whether debt service 
(interest plus amortization) is likely to be covered adequately; and whether other commitments 
(such as the financing of non-project investments) are likely to be met. Where appropriate, risk 
and sensitivity analyses should be used to judge the potential financial impact of changes in 
inputs or outputs, either in quantity, quality, timing, or in their terms and conditions of use. 

42. For nonrevenue-earning projects (e.g., highways, education, health), forecasts may be 
limited to annual expenditures during implementation and the first two years of full operation in 
order to demonstrate the annual investment commitments required by the borrower, the recurrent 
financial costs of operation and maintenance and any incremental tax receipts resulting from the 
project. Since nonrevenue-eaming projects are often implemented by governmental units, 
appraisal should focus on the reasonableness of the projections, on the government's capability 
to provide timely and adequate funds to meet its commitments, and on the project's replicability. 
To judge the government's ability to provide timely and adequate funds to meet the project's 
investment and recurrent cost requirements, the efficacy of the government's budgetary and cash 
allocation systems as they apply to the agency should be reviewed. 

43 . In many projects, an important aspect of the financial appraisal is the evaluation of the 
impact on the final beneficiaries and incentives for their participation in project implementation 
and operation. An examination should be made of the ability of final beneficiaries to pay for 
goods and services, of the possible need for subsidized pricing of basic needs for poverty groups, 
and the possibility of generating surpluses to augment government revenues.22 The subsidy 



questions apply particularly to projects involving water supply and sanitation, rural 
electrification, urban shelter and slum upgrading, and irrigation water supplies. In some projects 
(e.g., telecommunication), on the other hand, there may be scope for capturing the surpluses for 
investment requirements in the rest of the economy. In many agricultural projects, typical farm 
budgets are prepared to analyze the farmers' incentive to participate and their capacity to meet 
the debt service burden of farm credit. Similarly, examination of household budgets and income 
profiles is necessary to analyze the capacity to pay of users of utility services and shelter 
beneficiaries and to assess the potential for project replicability. 

44. In light of the financial projections, financial analyses and performance measurements, and 
in order to protect both the borrower and the Bank's accountability and financial standing, 
appraisal requires an assessment of whether the financial objectives of the project and the 
enterprise can be achieved. In many cases, this requires agreement with the borrower on both the 
financial objectives and the actions necessary to achieve them. Such agreements generally take 
three forms : (a) agreeing with the borrower on appropriate financial performance covenants;23 
(b) making the loan conditional on actions such as take-or-pay contracts, subordination of 
shareholders' interests, advance equity contributions, guarantees or other security arrangements; 
24 and (c) agreeing on specific performance indicators, e.g., labor/output ratios, control of unit 
costs, inventory controls, collection of receivables, or specified amounts to be budgeted for 
adequate maintenance expenditures. 

45. The appraisal of the supporting systems for financial management, including accounting, 
budgeting, management information systems, financial reporting and auditing, is cani.ed out in 
accordance with the principles described under Institutional Aspects (paras. 26-36). 

E. Commercial Aspects 

46. The commercial aspects of a project deal with the arrangements for (a) buying the inputs 
and services needed for project implementation and, later on, for its continuing operation, and (b) 
for selling the outputs of the completed project. 

47. During project implementation, the Bank is concerned with the economic and efficient 
procurement of works, goods and services, because inefficient procurement of Bank-financed 
goods results in higher costs and may delay benefits. (The procurement of services is discussed 
under Technical Assistance, para. 65). 

48. Appraisal of a project's procurement aspects requires both country and project-specific 
information. Country-specific procurement information includes the local regulations, policies 
and procedures governing procurement, the organizational responsibilities for carrying out 
procurement, the local availability of goods and services and the capabilities of local 
manufacturing and construction industries. Project-specific information includes the lists of 
works, goods and services required; the estimated size, number and types of contracts to be 
awarded; the timetable for procurement; and the methods of procurement to be employed.25 

49. In most circumstances, international competitive bidding (ICB) best meets the project's 



needs for economy and efficiency and the Bank's interest in providing opportunities for firms in 
all eligible countries to compete, including local manufacturers and contractors. However, other 
procurement methods are suitable in some circumstances, and it is the appraisal team's 
responsibility to recommend the most appropriate methods and to provide the justification for 
these choices.26 

50. Procurement in projects which involve lending to intermediaries such as Development 
Finance Companies usually follows normal commercial practices and local procedures. 
However, international competitive bidding may still be advantageous for procurement contracts 
above a threshold value, which depends on the particular circumstances. 

51 . Sometimes more rapid and efficient execution of a project may be facilitated by advance 
contracting, i.e., by the borrower signing procurement contracts before the expected Bank loan is 
approved and signed. Retroactive financing refers to Bank reimbursements for payments made 
under such contracts before the loan agreement is signed. The procurement plan for a project 
should include any proposals for advance contracting and retroactive financing and the Executive 
Directors should be notified of such proposals in the Monthly Operational Summary.27 

52. Projects involving cofinancing may have restrictions on the use of funds provided by other 
lenders, such as procurement tied to a specific country. In such projects, particular care must be 
taken during appraisal to take these into account, to ensure that the overall procurement plan 
remains efficient, and that contracts financed by the Bank are based on procurement consistent 
with the Bank guidelines for procurement.28 

53 . The development of project entities which can compete effectively is a key element in the 
development process, especially in certain sectors. Appraisal requires, therefore, a 
determination, in relevant sectors, that the project is commercially viable, i.e., that its output can 
be sold at prices that cover costs, including an adequate return on capital. In the case of an 
agricultural or industrial project, for example, it would require a finding that the additional output 
can be sold profitably at estimated market prices. In this connection, a comparison of the project' 
s capital and operating costs to those of similar or competing projects in both developed and 
developing countries helps to ensure that the project is competitive. For a railway or electric 
power project, it would have to be determined that there is a market for the services at tariff 
levels which cover costs. Appraisal requires, therefore a review of the availability and the 
arrangements for purchasing the various factors of production and of their future prices; of the 
demand for the output, the marketing arrangements and the probable prices to be obtained; and of 
the comparison of costs and revenues to determine the commercial viability to the entity, which 
could be either an individual farmer, a private entrepreneur, or a private or public enterprise, 
depending on the nature of the project (see also para. 39). 

54. Depending on the nature of the project, marketing arrangements necessary to ensure the 
project's efficient operation may include (a) the transport, processing, storage and trading of the 
project output; (b) the market information system concerning supplies, demand and prices so that 
buyers and sellers can make intelligent decisions; ( c) the availability of credit to finance the sales 
and purchases during the marketing process; and (d) legislation involving, for example, quality 



standards, proper weights and measures, trade regulations and restrictions on movements of 
freight. Marketing arrangements are particularly important for export-oriented projects. 

F. Sociological Aspects 

55. The sociological aspects of projects comprise the explicit consideration of the social 
organization, tradition and values bearing upon the feasibility, implementation and operation of 
projects; and the pursuit of objectives such as poverty alleviation (see para. 15). These aspects 
are particularly important for projects designed to assist specific beneficiaries and/or projects 
whose success depends upon participation by the beneficiaries (e.g., rural development, urban, 
education, population, and health projects). They may be less important for projects involving 
primarily infrastructure and for some projects they have relatively little significance. 

56. Appraisal of the sociological aspects should focus on the extent to which projects 
adequately take into account four main factors: (a) the socio-cultural and demographic 
characteristics of local beneficiaries; (b) the social organization of productive activities of the 
population in the project area; (c) the cultural acceptability of the project and its compatibility 
with the behavior and perceived needs of the intended beneficiaries; and (d) the social strategy 
for project implementation and operation needed to elicit and sustain beneficiaries' participation. 
Each of these is described in greater detail below. 

57. The appraisal should verify that project design has taken into account socio-cultural and 
demographic characteristics, i.e., the size and social structure of the population in the project 
area, its density and stratification patterns, including ethnic, tribal and class composition. This is 
particularly important for project components affecting specific target groups (e.g., ethnic 
minorities, resettled populations, women). It requires an understanding of the receptivity of the 
existing patterns of population settlement and community organization to the proposed 
arrangements for supplying inputs, collecting outputs, facilitating access to education, health or 
other social services, and for ensuring the desired distribution of project benefits. 

58. Appraisal should also verify that project design is based on a sound understanding of the 
social organization of productive activities: (a) how the intended beneficiaries have access to, 
make use of, and exercise control over productive resources available in the area; (b) how the 
structure of the household and of the family systems prevalent in the area affects the development 
potential and constraints, labor availability and ownership patterns; ( c) whether small producers 
have reasonable access to, and information on wider markets and regional economies; and ( d) 
how land tenure systems and usage rights, as well as alternative employment opportunities, may 
affect intended beneficiaries' interest in the proposed project activities. 

59. Projects involving local groups must be culturally acceptable, i.e., understandable, agreed 
to, and capable of being operated and maintained by them. For instance, projects for .joining 
herders and cultivators in combined rangeland and farmland management schemes may not be 
workable if they are contrary to the social relationship prevailing between the two groups. 
Similarly, the health benefits of improved water supply or waste disposal systems may not 
materialize unless the intended beneficiaries appreciate the linkages. A judgment on the project' 



s cultural acceptability and of the beneficiaries' capacity and willingness to contribute to its 
success must therefore take into account their values, customs, beliefs and felt needs. 

60. Effective project implementation and operation often require a social strategy for eliciting 
the full commitment to the project of the beneficiaries and their institutions. In such cases, 
appraisal should verify that they were involved in project identification and preparation and that 
they will continue such participation in project implementation, maintenance, operation, 
monitoring and evaluation. If necessary, the project should be specifically designed to help 
organize beneficiaries to carry out these functions. 

61. If appraisal determines that the project is likely to be highly risky in social terms, but 
inadequate information is available to support a firm conclusion, consideration shoufd be given 
to either a pilot project or postponement of the project until sufficient information is available. If 
certain technical, administrative or other aspects of a project make it socially not feasible, they 
will have to be modified or eliminated. It may also be desirable to include in the project an 
information, motivation and education component to accelerate the necessary changes in social 
attitudes, behavior and organization. The appraisal should ensure that the implementation 
process contains a realistic time frame and mechanisms for the expected behavioral responses to 
occur, and that there is enough built-in flexibility for making design changes in response to 
socio-cultural information obtained during implementation. 

62 . Women are sometimes a particularly important group of project part1c1pants and 
beneficiaries. Appraisal should therefore examine whether the project design takes into account 
adequately (a) the local circumstances that impede or encourage the participation of women; (b) 
the contribution that women could make to achieving the project's objectives; (c) the changes 
which the project will introduce that might be disadvantageous to women; and (d) whether the 
implications for women are included in the provisions for monitoring the impact of the project. 

63 . Particularly sensitive social and cultural issues may appear in projects involving 
involuntary population resettlement or affecting tribal groups, for which special appraisal 
procedures are specified.29 

TECHNICAL ASSISTANCE 

64. The effective transfer of financial resources by the Bank to its borrowers is often 
constrained by weak institutions and insufficient trained manpower to plan, implement and 
operate projects. The Bank is therefore prepared to finance technical assistance both to ensure 
that the project is designed, implemented and operated effectively and that, in the future, 
borrowers are able to carry out these functions increasingly with their own staff resources. Such 
technical assistance may be required for a wide range of services including feasibility studies, 
detailed engineering, training, construction supervision, and policy and institutional advice. An 
important part of the appraisal consists of determining the type and amount of technical 
assistance required and the administrative arrangements for its implementation.30 

65 . When technical assistance is required to implement or operate a project, it should be treated 
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as an integral part of the project. Regardless of the source of its financing, its cost should be 
treated as part of total project costs. A first step is to determine the unavailability of timely 
financing from other sources. 

66. Government commitment is particularly important for effective technical assistance, 
especially for other than engineering services. Equally important is the close association of the 
beneficiary in each step of the process, from identification through implementation and 
follow-up. The appraisal should therefore verify the agreement of all concerned parties to the 
need for the technical assistance, the feasibility of its goals and their relationship with broader 
institutional development objectives, and the government's willingness to borrow for technical 
assistance. 

67. The appraisal of technical assistance should cover the nature, scope, timing, duration and 
cost of the services required. This includes, in particular (a) the adequacy of the terms of 
reference regarding objectives, the tasks to be performed and their timing, and measures for 
monitoring progress; (b) the choice of the delivery system (team versus individuals, short versus 
long-term experts); (c) the capability and experience of likely sources of expertise (e.g., local or 
foreign consulting firms, UN agencies, non-governmental organizations, universities); (d) 
training requirements and alternative training methods (foreign or local fellowships, academic 
studies, supervised work, study tours); ( e) expert and trainee selection criteria (including 
technical and other qualifications); (f) the suitability of the administrative and contractual 
arrangements; and (g) cost estimates. Thoroughly prepared terms of reference and job 
descriptions for at least the first phase of the implementation of technical assistance and training 
components should be available at an early stage and agreed prior to or by the time of loan 
negotiations. In addition, the borrower should be made familiar with the process and criteria for 
selection of consultants and the various stages for Bank review. In particular, borrowers should 
be advised of the paramount concern for quality of consultant's services and the need for prior 
agreement with the Bank if other criteria, including price, are to be considered when selecting 
consultants.31 

68. Appraisal of the soundness of the administrative and implementation arrangements should 
include (a) the logistical arrangements; (b) the government's contribution (financial or in-kind) 
and the availability of local staff; (c) the coordination with other government agencies and other 
sources of technical assistance; ( d) the arrangements for briefing, supervising and backstopping 
the experts; ( e) the responsibilities and reporting relationships of the experts and the local staff; 
(f) possible external sources of administrative support to the government (including the Bank); 
and (g) the arrangements for review and follow up of the technical assistance results or 
recommendations. Especially regarding technical assistance for institutional development, 
appraisal should also consider whether the duration for the assistance is appropriate. 

69. If the technical assistance component is not directly related to the project but is intended, 
for example, to prepare future projects or to strengthen general planning or monitoring and 
evaluation units in other sectors, consideration should be given to a separate technical assistance 
loan.32 Relevant criteria include the degree of interdependence between the project and 
technical assistance components, the availability of grants for technical assistance from sources 
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outside the Bank and the government's preference. 

PROCEDURES 

70. If the Bank has assisted in the identification and preparation of the project, or if it is a 
repeater project with an entity with which the Bank has had a longer-term relationship, the 
decision on whether or not the project is ready for appraisal is straightforward. In other cases, 
project documents accompanying requests from potential borrowers form the basis for the Bank's 
detision to appraise a project. Review of these documents may show that the information is 
sufficiently complete and well prepared to justify a field appraisal without asking the potential 
borrower for further data. 

71. If, however, the available information is inadequate, the Bank should advise the borrower 
as to what further information is required and should consider whether to assist the borrower in 
further project preparation.33 Depending on the nature of the missing information, the Bank 
either takes no further action until the additional information is received, or informs the borrower 
that the information should be prepared in time for the arrival of the appraisal mission. 

72. If the information submitted shows that the proposed project is not of a type which the 
Bank would finance or that it is expected to have a low priority, the government should be so 
advised. If the government and the Bank have had adequate communication during project 
identification and preparation, this should happen only rarely. Sometimes it is clear that the 
Bank would not be willing to finance the project unless the potential borrower were prepared in 
principle to take certain policy decisions, e.g., to adopt tariff policies for a public utility to assure 

. its financial soundness, or pricing policies for agricultural products to provide adequate fanner 
incentives. In such cases, project appraisal should not take place until the borrower is ready in 
principle to take the necessary policy decisions (see para. 3). · 

73. A visit to the country by a Bank mission is always a part of the appraisal process. Its 
function is to check the information submitted, to supplement it if necessary by further inquiries, 
to discuss various aspects of the project with the potential borrower and with those who have 
prepared it, to get to know the people responsible for implementing the project and concerned 
with its financing and operation and to inspect the proposed project site(s). If the Bank has been 
asked to help finance a project which is already in progress, a review of progress to date and the 
implementation arrangements already made should be included in the field examination. The 
mission should obtain all information required for appraisal, but may sometimes request the 
potential borrower to prepare further information. 

74. The information obtained in the country and otherwise forms the basis for the preparation 
of a Staff Appraisal Report (SAR) and/or a President's Report. The SAR describes the project, 
analyzes its merits from several different points of view (see para. 9), and determines its 
suitability for Bank financing and, if so, on what conditions.34 The President's Report sets out 
the main features of the proposed loan and project in the perspective of the Bank's strategy for 
the country concerned so that the Executive Directors can consider and decide upon the proposed 
loan.35 The completion of the SAR may depend on the receipt of further information from the 



borrower. If there is a long delay, a further visit to the country may be necessary to update the 
SAR. 

RESPONSIBILITY 

75. Project appraisal is the responsibility of the Regional Projects Departments. For sectors for 
which responsibility has not been decentralized to the Regions (Population, Health and Nutrition, 
Petroleum, Industry, Mining and Telecommunications), the relevant central Projects Departments 
are responsible for appraisal on behalf of the Regional Projects Departments. The Regional and 
central Projects Departments are responsible for assuring proper coordination with other 
interested Banlc staff, including, for example, 
the Programs Departments, the Legal Department, the Office of the Controller, the Procurement 
Adviser, and the "lead adviser" in OPS/IES.36 
1. For special guidance on Sector Joans, see Annex A of OMS 1.19, "Sector Lending," and OPN 10.03 , "Highway 

Sector Lending. 
2. See OMS 3.04, "Format and Content of Staff Appraisal Reports." 
3. References to the Bank (and loans) also apply to IDA (and credits). 
4. See OMS 1. 19, "World Bank Goals in Project and Non-Project Lending." 
5. See OMS 2.00, Annex I, "List of References to Vario Stages of the Project Cycle." See paras. 70-74 below for the relation 

between project preparation and appraisal. 
6. The word entity or agency in this OMS covers government agencies, as well as autonomous enterprises in the private or 

public sector. 
7. See OMS I. I I, "Country Economic Analysis and Reports," and OMS 1.13, "Country Sector Work." 
8. See OMS 2.21 , "Economic Analysis of Projects." OPNs 2.01-2. l 0 refer to a number of issues in appraising economic 

aspects. 
9. See OPN 2.07, "Reporting and Monitoring Poverty Alleviation Work in the Bank," for determination of income levels 

defining poverty target groups for use in Bank operations. 
10. See OPN 2.05 , "Foreign Exchange Effects and Project Justification." 
11. See OPN 2.02 , "Risk and Sensitivity Analysis in the Economic Analysis of Projects." 
12. See OMS 2.40, "Procurement"; OMS 2.50, "Services of Consulting Finns for Bank Group Projects and UNDP Studies"; 

OMS 3.80, "Safety of Dams"; OMS 4.00, "Financing of Technical Assistance and Engineering"; and OPN 4.02, " 
Procurement: Checklist for Appraisal." 

13 . See OMS 2.28, "State of Project Preparation Necessary for Loan Approval." 
14. See OPN 3.08, " Insurance for Projects" (under preparation). 
15 . See OMS 2.32, "Projects on International Waters." 
16. See OMS 2.36, " Environmental Aspects of Bank Work" (under preparation). 
17. See OMS 2.30, "Organization and Management of Project Entities." 
18. See OPN I 0.0 I, "Project Complexity." 
19. OPNs 3.0 I, 3.02, 3.05, 3.06 and 3.11 deal with a number of financial aspects of prnje_cLappraisal. 
20. See OMS 2.31, "Audits of Project Entities' Accounts." 
21. See OPN 3.02, "Guidelines for Presentation of Financial Analysis," Section VI. 
22 . See OMS 2.25, "Cost Recovery Policies for Public Sector Projects: General Aspects"; OMS 3. 72, "Energy, Water Supply 

and Sanitation and Telecommunications"; and OPN 2. 10 " Irrigation Water Charges, Benefit Taxes and Cost Recovery." 
23 . See OMS 2.22, "Financial Performance Covenants for Revenue-Earning Entities" (under preparation). 
24. See OMS 1.26, "Security Arrangements." 
25 . See OPN 4.02, " Procurement: Checklist for Appraisal." 
26. See Guidelines for Procurement Under World Bank loans and IDA Credits and OMS 2.40, "Procurement." 
27. See OMS 2.41 , "Advance Contracting and Retroactive Financing." 
28. Detailed instructions on Procurement in Cofinanced Projects are under preparation. 
29. See OMS 2.33, "Social Issues Associated with Involuntary Resettlement in Bank-Financed Projects," and OMS 2.34, " 

Tribal People in Bank-Financed Projects." 
30. See OMS 4.00, "Financing of Technical Assistance and Engineering, " and OPN 5.0 I, "Policy and Guidelines on Training 

in Bank/IDA Projects." 
31. See Guidelines for the Use of Consultants by World Bank Borrowers and by the World Bank as Executing Agency. 
32. See OPN 5.02, "Use of Technical Assistance Loans to Generate Development Projects and to Strengthen Local Project 

Design Capabilities." 



33 . See OMS 2. 15, "Project Preparation Facility." 
34. See OMS 3.04, "Fonnat and Content of Staff Appraisal Reports." 
35. See OMS 3.02, "Fonnat and Content of President's Report and Recommendations." 

36. Coordination throughout the appraisal process is discussed in detail in OMS 2.00, "Procedures for Processing 
Project Loans and Credits," especially Sections C, E, F and G. OPN 1.01 deals with the "OPS Role in the 
Project Cycle. 
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October 10, 1984 
Mr. Visvanathan Rajagopalan 
The Bank Social Science Group 

The Use of Social Scientists in the Bank 

1. Those of us in the Bank Social Science Group are writing 

to express our concern about the limited and unsystematic use of 

social scientists in Bank operations and to make several recom-

mendations for change. 

2. Recent PPARs point to the need for better social analysis 

in our projects and many Bank staff feel this need in ~heir day to 

day work. However, the present Bank structure is not well suited 

to the optimal use of technical specialists including, but not 

limited to, social scientists. 

3. On one end of the continuum, divisions are generally too 

small and their workloads too diverse to support a full-time social 

scientist. Consultants may be employed when social issues are 

particularly important, but they are often of limited utility 

because they are unfamiliar with Bank practices and the time-frame 

of Banking lending. For example, few academic anthropologists have 

the experience necessary to scan a very large number of social and 

institutional variables, pinpoint those with implications for 

project implementation, make quick decisions on their relative 

urgency and propose alternatives for action. Yet these tasks are a 

normal part of the work for Bank social scientists. 

4. On the other end of the continuum, we note that there is 

no arrangement for the systematic review of social aspects of Bank 

projects either at the regional level or for the Bank as a whole. 
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Although Michael Cernea reviews social factors in agricultural 

projects and James Lee's division reviews projects touching on 

resettlement and tribal issues, perhaps 70% of Bank projects are 

not subject to such scrutiny and there is no one person in the Bank 

responsible for social soundness in the Bank's work. The fact that 

Dr. Lee's division, which is responsible for Environment, Science 

and Technology, has taken the initiative in designing the OMS on 

both tribal peoples and involuntary resettlement, is a credit to 

that division, but a clear indication of the vacuum which exists in 

the Bank's structure in relation to social analysis and review. 

5. To address this problem we propose two actions. First, 

positions should be created in each of the regional front offices 

for social scientists who would be available to assist divisions 

directly, to identify consultants, and to oversee quality control 

at the regional level. Such an arrangement would ensure that 

manpower was available to identify and address problems early in 

the project cycle and it would provide a reasonable span of 

control, both in terms of project numbers and geographical 

specificity. Ideally, divisions would have the free use of 

regional .specialists to encourage their wide deployment. 

6. Second, a unit should be formed within OPS to provide 

direction and guidance to Bank managers, staff and regional 

specialists on social issues . This unit would deal with human 

factors in project design and implementation, and it would provide 

guidance on issues such as involuntary resettlement, women in 

development, local participation in operation and maintenance, land 

tenure, compliance with the OMS on tribal peoples, equity and cost 
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recovery, and the general social soundness of projects. To the 

extent that the Bank moves away from project lending in the future, 

these staff would also assist in upstream discussions of the social 

impact of various lending approaches and support the monitoring and 

evaluation of their social impact. This unit would require three 

or four people in order to have the necessary substantive and 

geographic coverage and to appropriately represent the Bank on 

these issues. 

7. The most obvious objection to this proposal is that it 

would require additional manpower at a time of resource constraints 

within the Bank. We do not wish to avoid this objection by 

suggesting that the OPS position could be handled by one advisor or 

that these positions could be filled entirely with existing 

staff. However, there are already a dozen or so trained social 

scientists within the Bank and perhaps half of these could 

potentially be available to fill regional or OPS positions. We 

believe that by rationalizing Bank structure these staff could have 

a broader impact than they do at present and their proper 

deployment could simultaneously increase the quality of overall 

Bank work and decrease the need for short-term specialists. In the 

end, however, it is the importance of the task rather than the 

current availability of positions which must dictate staffing 

patterns; and the recent growth of staff focussed on training and 

institutional development provides evidence that expansion is 

possible when the need is clearly identified. 

8. In conclusion, the present Bank structure does not promote 

the early identification of social issues or facilitate efforts to 
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address them, nor does it promote quality control with respect to 

human and social factors in Bank lending. We, therefore, request 

your assistance in setting up a unit within OPS to be responsible 

for these matters and in calling the need for regional social 

scientists to regional managers. 
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The Use of Social Scientists in the Ba nk 

1. We would like to have a meeting on Wednesday, October 31 at 
4:00 p.m. in Rm. E 628 to discuss the attached note. In particular we 
want to discuss (i) the priority give n to various types of positions, 
(ii) the number of positions we should seek, and (iii) suggestions on who 
should receive copies. 

2. If you have editorial suggestions, I would be grateful if you 
would pencil them on your copy and give them to me when we meet. 

cc: Messrs. Michael Cernea (AGR), Michael Bamberger (WUDOR), 
Mss. Marita Koch-Weser (AGR), Cynthia Cook (TRP), 
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GDavis:esb 

P-1866 

I 

I 

I 

I 

I 

I 

I 
~ I 

I 

I 
J 

I 
j 

I 
j 



October 26, 1984 

Mr. Visvanathan Rajagopalan 

The Bank Social Science Group 

61774 

The Use of Social Scient ists in the Bank 

1. Those of us in the Bank Social Science Group are writing to 
express our concern about the limited and unsyst~matic use of social 
scientists in Bank operations and to make several recommendations for 
change. 

2. Recent OMSs and PPARs point to the need for better social 
analysis in our projects and many Bank staff feel this need in their day 
to day work. However, the present Bank structure is not well suited to 
the optimal use of technical specialists including, but not limited to, 
social scientists. 

3. On one end of the continuum, most divisions are too small and 
their workloads too diverse to absorb a full-time social scientist. 
Middle level managers are often too concerned with the economics of 
projects to allocate slots for social analysts. Consultants may be 
employed when social issues are particularly important, but they are 
generally of less utility than in-house sociologists because they are 
unfamiliar with Bank practices and the time-frame of Bank lending. For 
example, few academic anthropologists have the experience necessary to 
scan a very large number of social and institutional variables, pinpoint 
those with implications for project implementation, make quick decisions 
on their relative urgency and propose alternatives for action. Yet these 
tasks are a normal part of the work for Bank social scientists. 

4. On the other end of the continuum, we note that the institution-
alized arrangements for the systematic review of social aspects of Bank 
projects are uneven, both among OPS departments and regional projects or 
programs departments. In AGR/OPS Michael Cernea reviews social factors in 
agricultural projects; Dr. Lee's environmental office reviews projects 
touching on tribal issues in non-agricultural projects; and some social 
review is carried out in Education and Transportation. However, at least 
50% of Bank projects are not subject to sociological scrutiny and there is 
no one person in the Bank responsible for social soundness in the Bank's 
overall work. 

5. To address this problem, positions must be created in the ~ank 
which systematically deal with social analysis. To this end we have 
identified several institutional settings in which operationally oriented 
sociologists/anthropologists are critically required. First, a unit 
should be formed within OPS/PPD to provide direction and guidance to Bank 
managers and a focal point for regional specialists on social issues. 
This unit would deal with human factors in project design and implemen­
tation, and it would provide guidance on issues such as involuntary 
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resettlement, women in development, local participation in operation and 
maintenance, land tenure, tribal peoples, equity and cost recovery, and 
the general social soundness of projects. To the extent that the Bank 
expands non-project lending in the future, these staff would also assist 
in upstream discussions of the social impact of various lending approaches 
and support the monitoring and evaluation of their social impact. This 
unit would require three or four people in order to have the necessary 
substantive and geographic coverage and to appropriately represent the 
Bank on these issues. 

6. In addition to the above, the following positions are needed, and 
listed in order of priority. 

(a) Regional Front Offices. A social scientist placed in each 
of these offices would be able to serve the most critical 
needs of operational divisions, identify consultants, and 
oversee quality control at the regional level. Such an 
arrangement would ensure that manpower was available to 
identify and address problems early in the project cycle and 
it would provide a reasonable span of control, both in terms 
of project numbers and geographical specificity. Ideally, 
divisions would have the free use of the front office 
specialists to encourage their wide deployment, or would 
contribute a small share (e.g. 10%) toward the position's 
cost. 

(b) OPS Departments. Several sectoral OPS departments should 
establish the position of sociology advisor for projects/ 
programs work in their sector, as Agriculture has done. 
Priority in this should be given to departments such as PHN, 
Energy, Education, and Industry. 

(c) Operational Divisions. Certain selected divisions, where 
sociological issues are crucial (e.g. Brazil Agriculture, 
South Asia Irrigation Division) should be encouraged to 
allocate an existing slot to a trained social scientist 
sufficiently versatile to carry out the duties of a general 
project officer. 

(d) Specialist's Pools. Two positions should be attached to 
existing pools, now located in some OPS departments, but 
financed with regional funds. These specialists would be 
used 100% for servicing operational needs of the regions, 
ensuring a better cost/benefit ratio to the Bank than 
spending the same (or more) funds for equivalent consultant 
manpower. 

7. The most obvious objection to this proposal is that it woula 
require additional manpower at a time of resource constraints within the 
Bank. We do not wish to avoid this objection by suggesting that these 
positions could be created entirely by reallocating existing slots. Nor 
will it be easy to find suitable individuals. However, there are already 
a dozen or so trained social scientists within the Bank and perhaps half 
of these could potentially be available to fill regional or OPS 
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positions. We believe that by rationalizing Bank structure. these staff could have a broader impact than they do at present and their proper deployment could simultaneously increase the quality of overall Bank work and decrease the need for short-term specialists. In the end. however. it is the importance of the task rather than the current availability of positions which must dictate staffing patterns; and the recent growth of staff focussed on training and institutional development provides evidence that expansion is possible when the need is clearly identified. 

8. In conclusion. the present Bank structure does not sufficiently promote the early identification of social issues or facilitate efforts to address them nor does it institutionalize quality control across all sectors with respect to human and social factors in Bank lending. We , therefore, request your assistance, first, in setting up a unit within OPS to be responsible for social ma tters, and second, in calling the need for regional and sectoral social scientists to the attention of Bank senior management and regional managers. 

cc: 
' 
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Mr. Visvanathan Rajagopalan 

The Bank Social Science Group !_/ 

61774 

The Use of Social Scientists in the Bank 

DRAFT 
Koch-Weser/AN 

1. Those of us in the Bank Social Science Group are writ-
ing to express our concern about the limited and unsystematic use 
of social scientists in Bank operations and to make several 
recommendations for change. 

2. Recent OMSs on Project Appraisal (OMS 2.20, Section F. 
Sociological Aspects; OMS 2.33 Social Issues Associated with 
Involuntary Resettlement in Bank-Financed Projects; and OMS 2.34 
Tribal People in Bank-Financed Projects) and PPARs point to the 
need for better social analysis in our projects and many Bank 
staff feel this need in their day-to-day work. ~owever, the 
present Bank structure is not well suited to the optimal use of 
technical specialists including, but not limited to, social 
scientists. 

3. Most operational divisions are too small and their 
workloads too diverse to absorb a full-time social scientist. 
Middle level managers are often too preoccupied with the 
economics of projects to allocate entire slots for social 
analysts. Consultants may be employed when social issues are 
particularly important, but they are generally of less utility 
than in-house sociologists because they are unfamiliar with Bank 
practices, the time-frame of Bank lending and cannot provide 
continuity. In addition, few academic anthropologists/sociolo­
gists combine necessary country know-how with experience 
necessary to scan a very large number of social and institutional 
variables, pinpoint those with implications for project implemen­
tation, make quick decisions on their relative urgency and 
propose alternatives for action. Yet these tasks are a normal 
part of the work for Rank social scientists. 

1/ For the Group: Michael Cernea (AGROR),Gloria Davis (AEPA4), 
Maritta Koch-Weser (AGR), Cynthia Cook (TRP), Michael Bamberger 
(WUDOR), Jacomina de Regt (LCPED) 
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4. We note that the institutionalized arrangements for the 
systematic review of social aspects of Bank projects are uneven, 
both among OPS departments and regional projects or programs 
departments. In AGR/OPS Michael Cernea reviews social factors in 
agricultural projects; Dr. Lee's environmental office reviews 
projects touching on tribal issues in non-agricultural projects 
(however, without disposing of specialist expertise among his 
staff); and some social review is carried out in Education and 
Transportation. However, at least 50% of Rank projects are not 
subject to sociological scrutiny and there is no one person in 
the Bank responsible for social soundness in the Bank's overall 
work. At the same time, a number of staff with sociological/ 
anthropological expertise are employed in "generalist" type 
positions which by definition draw only marginally on their 
particular social science expertise. 

S. To address this problem, positions with a mandate of 
systematic social analysis must be created in the Bank. We have 
identified institutional settings in which operationally oriented 
sociologists/anthropologists are critically required and where 
they would be most strategically placed. In order of priority, 
the following positions are needed: 

(a) Regional Front Offices. A social scientist placed 
in each of these offices would be able to serve the 
most critical needs of operational divisions, 
identify consultants, and oversee quality control at 
the regional level. Such an arrangement would 
ensure that manpower was available to identify and 
address problems early in the project cycle and it 
would provide a reasonable span of control, both in 
terms of project numbers and geographical 
specificity. Ideally, divisions would have the free 
use of the front office specialists to encourage 
their wide deployment, or would contribute a 
proportionate share toward the position's costs. 

(b) OPS Departments. Several sectoral OPS departments 
should establish the position of sociology advisor 
for projects/programs work in their sector, as 
Agriculture has done. Priority in this should be 
given to departments such as PHN, Energy, Education, 
and Industry. 

) 
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(c) Operational Divisions. Sociological/anthropological 
expertise should be strengthened, particularly in 
selected divisions where sociological issues are 
crucial (e.g. Brazil Agriculture, South Asia Irriga­
tion Divisions). Such divisions should be encour­
aged to allocate an existing slot to a trained 
social scientist sufficiently versatile to carry out 
the duties of a general project officer. Divisions 
with a comparatively lower demand might benefit f~om 
a strengthening of existing specialists' pools in 
some OPS departments with sociological/anthropo­
logical positions. Such positions would be financed 
with regional funds and these specialists would be 
used 100% for servicing operational needs of the 
regions, ensuring a better cost/benefit ratio to the 
Rank than spending the same (or more) funds for 
equivalent consultant manpower. 

6. Finally, we believe that provided such sociological 
capability is establis~~t._.A t the regional and sectoral/opera­
tional levels, a unit s~'( also be formed within OPS/PPD to 
provide direction and guidance to Rank manage~& and ~ ~2£f~ ~ 
point for regional and sectoral specialistsf on so'i~ issues. 
This unit would deal with human factors in project design and 
implementation, and it would provide guidance on issues such as 
involuntary resettlement, women in development, local participa­
tion in operation and maintenance, land tenure, tribal peoples, 
equity and cost recovery, and the general social soundness of 
projects. To the extent that the Rank will expand alternative 
non-project lending in th~ future, this unit would also assist in 
upstream discussions of the social impact of various lending 
approaches and support the monitoring and evaluation of their 
social impact. 

7. We realize that the most obvious objection to our 
proposal is that it would require additional manpower at a time 
of resource constraints within the Hank. We do not wish to avoid 
this objection by suggesting that these positions could be 
created entirely by reallocating existing slots. Nor will it be 
easy to find suitable individuals. However, there are already a 
dozen or so trained social scientists within the Rank and perhaps 
half of these could potentially be available to fill regional or 
OPS positions. We believe that these staff could have a broader 
impact than they do at present and their proper deployment could 
simultaneously increase the quality of overall Rank work and 
decrease the need for short-term specialists. In the end, how­
ever, it is the importance of the task rather than the current 
availability of positions which must dictate staffing patterns; 
and the recent growth of staff focussed on training and institu­
tional development provides evidence that expansion is possible 
when the need is clearly identified. 
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8. In conclusion, it is our view that broader structural 
problems affecting the use of technical experts within the Rank 
also seriously affect the use of social expertise. The present 
Bank structure does not sufficiently promote the early identifi­
cation of social issues or facilitate efforts to address them, 
nor does it institutionalize quality control across all sectors 
with respect to human and social factors in Bank lending.We, 
therefore, request your assistance in calling the need for 
regional and sectoral social scientists to the attention of Bank 
senior management and regional managers, and in setting up a unit 
within OPS to be responsible for social matters. We would be 
grateful if you could on our behalf bring these issues to the 
attention of Messrs. Husain and Paijmans. 



PROPOSAL FOR. ESTABLISHING A HUMAN RESOURCES IEVKLOPMKNT (HRD) DEPARTMENT 

Michael M. Cernea 

Sociology Adviser, AGR 

1. This note is a proposal for establishing a "Human Resources 

Development" (HRD) Department within the future PPR complex of the Bank. 

The reasons for such a Department, its functions and composition are 
briefly described below. I would welcome the opportunity to talk directly 

to the Task Force for PPR about this proposal and its implications. 

2. The creation of an HRD Department is a logical step in the Bank's 

own development. Such an organizational development is becoming now 

virtually imperative, and is in full harmony with the other novel elements 

that senior management has indicated will characterize the Bank's 
reorganization. 

The Building Blocks 

3. The Bank has done much for human resources development already. 

Yet, in many ways the Bank's lending for HRD has outpaced Bank's conceptual 

thinking and is ahead of Bank publicly formulated policies. There is no 

systematically articulated Bank policy statement on investing in human 
capital as part of the development business of the Bank and its member 
countries. In turn, this absence of conceptualization deprives lending 

operations of needed guidance and synergistic effects. 

4. Despite significant progresses made in recent years in 
recognizing the sociological/cultural dimensions of projects, the Bank ·has 

come under heavy criticism from outsiders for underestimating the 

sociological/human/cultural aspects. These criticisms are often similar to 

those on the physical-environmental issues. Sometimes, we had to give 

defensive answers to such criticism. The establishment of a Human 

Resources Development Department within the Policy complex of the Bank will 

put the Bank ahead on this score, with a constructive institutionalization 

of these key concerns. 

5. Important building blocks for a HRD Department exist in OPS, in 

various locations. They need to be united and strengthened within a 

departmental structure, and remaining gaps need to be filled. The 

resulting qualitative changes and multiplier effects will be crucial for 

the intellectual weight and outlook of the new PPR, and for the leadership 

role of the Bank at large. 
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Basic Rationale for HKD 

6. The justification for an HRD Department is rooted in the 
fundamental relationships between economic development, human resources and 
sustainability. The Bank has given increasing attention to population 
along the family planning approach, but we should extensively broaden our 
perspective from population to human capital. The Bank has given attention 
to the technical inputs for change, but we should intensively broaden our 
perspective to cultural change mechanisms, which rely on human capital. If 
we do that, the Bank will give a strong impetus to improving the quality of 
human resources and will probably invest more in education, training, 
health, and nutrition; in institutions and particularly in grass root 
institutions; in the production of new knowledge; and in general in the 
maintenance and enhancement of the stock of human capital. These things 
are vitally needed in order to accelerate economic growth, to deal with 
poverty, and to ensure long-term sustainability. 

A Policy for Human Resources Development 

7. The implications of the rationale defined above are that: 

(a) The Bank needs to think through comprehensively its policy 
orientation vis-a-vis the role of human capital in development; 

(b) The Bank needs publicly to formulate a HRD policy and promote 
it. It should proceed much as it did with the poverty · 
alleviation policy in the _'70s, of which HRD would be a 
continuation. 

(c) The HRD policy will help guide Bank lending operations and 
introduce some measured shift towards investing more in the 
various forms of human capital that are paramount to growth. 

8. By adopting a clear HRD policy, the Bank's world-wide 
intellectual leadership in development work will be strongly reasserted. 
The potential is enormous. HRD does not mean setting aside ongoing 
directions in lending, but rather building upon them, adjusting and 
re-focusing them, by putting the actors of development -- the human 
resources -- in the center. 

9. Should management so decide, the Bank will certainly be in the 

position to become the flag-bearer of this policy for the entire 
international aid and donor community. In the dearth of ideas that has 
plagued the last years, and produced the so-called "aid fatigue" and 
various anti-development criticisms, the orientation toward HRD may become 
a new rallying idea for "Development in the '90s", with far reaching 

impacts. 
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Building Blocks for an HRD Depart~nt 

10. OPS is already in the forefront of addressing these issues in the 
Bank. Several organizational units do exist in OPS that could be 
integrated into a new, free-standing Department. There is also a clear 
organizational advantage in aggregating these dispersed units, and 
unloading some existing and over-extended OPS Departments. Among these 
existing units that deal directly with HRD issues are: 

(a) The Policy Unit in PHN 
(b) The Public Sector Management Unit 
(c) Women in Development 
(d) The tribal sub-unit in the Environmental group 
(e) The staff dealing with poverty monitoring in the AGRME unit. 
(f) The NGO Unit in IRD 

11. Additional resources are to be found in other OPS units, like the 
Education Department, Urban Department, PPD, etc. 

Functions of the H1lD Depart~nt 

12. Human resources development and poverty alleviation will be at 
the center of the policy and research work to be carried out by the new 
department. 

13. Poverty. The HRD department should exercise the central policy 
function with respect to the Bank's poverty policy and be the policy 
counterpart for the poverty lending programs in the Operations Complex. A 
strong Poverty Policy and Studies Division does not exist in the Bank now, 
and it is necessary as a focal point. 

14. Human Capital. The preparation and formulation of a human 
resources development policy for the Bank would be the central task of this 
Department (The initial statement of this policy could be launched in a 
similar way as the Nairobi statement of the then World Bank President). 
Among the other related and continuous regular function of the HRD 
Department would therefore be: 

(a) Interaction with the operations complex for translating the 
policy into the Bank's lending operations; 

(b) Methodological work for introducing a human resource focus in all 
other Bank activities, primarily in country work and sector work; 

(c) Indepth analytical work on experiences with ongoing lending for 
HRD; lessons, impact, etc.; 

(d) Research work. 
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15. A more detailed definition of HRD functions will need to be 
pursued, if this proposal is approved, along the lines of the new 
Department's subdivisions. 

CO!POsition of the HRD Department 

16. At a first cut, the HRD Department could have six or seven 
Divisions and/or Units. A group of Senior Advisers for Population, 
Sociology, Poverty respectively will assist the Department's Director in 
the substantive guidance of the Divisions/Units and ensure linkages with 
operational entities in the Bank. These Divisions/Units are: 

(1) Poverty Policy and Studies 
(2) Public Sector Institutions 
(3) Human Factors and Local Organizations 
(4) Women in Development 
(5) Population and Nutrition 
(6) Education and Social Services 
(7) Research 

17. While most of the (tentative) Unit names above are 
self-explanatory, the one in point 3 needs a comment. It will cover 
institutional/organization building at the grass root/local level, as the 
counterpart to the PSM unit which essentially deals with top government 
(public sector management) issues. This Division/Unit will also address/ 
research the social processes and human factors that are part and parcel of 
any development process, in any Bank project or program, without yet be~ng 
the special focus of any unit in the Bank. For instance, the Water Users' 
associations, the pastoral associations and other forms of production­
oriented grass root organizations, the NGOs, etc. which .are playing an 
extraordinarily important function in the dynamics of development, will be 
finally encompassed in the Bank's systematic policy (and hopefully 
operational) work. 

Staffing Patterns 

18. The staffing patterns of the HRD Department need, by design, to 
be quite innovative compared to current Bank skill-mix patterns. To carry 
out its novel mandate, and to compensate for existing skill gaps in the 
Bank, the HRD Department would need to build up a strong group with 
expertise in applied/development sociology, anthropology, human ecology, 
political science, etc., besides the economists with expertise in human 
resource/poverty issue. 

Location of the HRD Depart'IM!nt 

19. While the obvious location of HRD as a policy department is in 
the new PPR complex, various options are possible for linking this 
Department with others inside PPR. Ideally, a Vice Presidency for Human 
Resources Policies could be created within the PPR complex, which could 
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contain: the new HRD Department; EDI; the World Development Report; other 
entities to be centrally maintained from the existing WUD and EDT 
Departments. This proposal assumes that a parallel Vice Presidency, inside 
PPR, tentatively to be called the Vice Presidency for Natural Resources 
Development Policies, would bring under its fold existing OPS and EIS 
departments like AGR, EGY, IND, TRP, plus the new Environmental Department. 

20. An issue which calls for analysis is the relationship between HRD 
and Environment. It could conceivably be argued that the two should be 
merged into one single department, but this would put under one umbrella 
vastly different sets of issues. There is a stronger case to be made that 
Environment should deal with the natural resources to be protected, managed 
and developed, and that a free-standing full Environmental Department is 
therefore justified, without having to merge it with the HRD Department. 
The current anomaly under which our Environmental Unit addresses not only 
endangered plant species or wildlife but also deals with tribal populations 
like an "endangered" species, will be corrected, and the tribal policies 
and issues will be a logical component of the HRD work, as women in 
development is. 

21. One other option is to bring the two structurally new 
Departments, HRD and Environment, into the same Vice Presidency, to form 
together the Vice Presidency for Human Resou~ces and Environment, perhaps 
including EDI and other kindred entities as well. This will give 
intellectual and institutional critical mass to this Vice Presidency. 
Obviously, however, this depends on how the rest of the PPR will be 
structured. 

22. For every one of the above options, however, it will be crucial 
to ensure institutionalized interaction between the PPR complex and the 
Operations Complex. 

23. Fine-tuning further the above proposals is obviously necessary. 
If you find merit in them, I will be glad to work further. 

MMC/gmo 
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The Use of Sociologists in Bank Work 

The Directors discussed a memorandum from 11The Bank Socio­
logical Group" on the use of sociologists in Bank work. Referencing 
Section F of OMS 2.20, on sociological aspects of project appraisal, 
the memorandum noted that the present Bank structure was not well 
suited to optimal use of social scientists -- e.g., in anticipating or 
designing measures to affect people's reactions·to projects . Coverage 
in the OPS departments was uneven, most operations divisions had in­
sufficient work to occupy a sociologist fully, and therefore had none, 
and some sociologists in Operations were used mainly in generalist 
roles not requiring their special expert ise in predicting, influencing 
and explaining behavior. Consideration was urged for having a 
sociologist in each Regional projects f ront office and the sectorially­
oriented departments of OPS and EIS. Secondarily, divisions dealing 
extensively with settlement, irrigation or tribal issues should consider 
acquiring social science expertise or perhaps funding positions in an 

\ OPS pool, possibly associated with a leadership responsibility in 
; OPS/PPD. There were a dozen or so such experts in the Bank, but perhaps 
: half of them were not now deployed. to best advantage. 

Some speakers agreed that an important issue had been 
identified; behavioral implications often were inadequately treated in 
Bank work. But it did not necessarily follow that more social scientists 
were required. Much economic and sector work did take behavioral 
implications into account. Active recognition of the need for such a 
purview was more important than the number and deployment of specialists 
hired to provide it. 

A speaker said some sociologists tended to resist change, 
although change was the essence of development. Another said 
sociological expertise was often more iGportant during implementation 
than during preparation or appraisal. A last speaker said that, despite 
the benefits of scale, a disadvantage of pooling sociologists centrally 
would be that they would then be relatively remote from -- and might 
the~efore have less impact on ~- operations. Mr. Husain asked 
Mr. Richardson to look into the problem . 
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The Use of Sociologists in Bank Work 

The Directors discussed a memorandum from "The Bank Socio­
logical Group'' on the ~se of sociologists in Bank work. Referencing 
Section F of OMS 2.20, on sociological aspects of project appraisal, 
the memorandum noted that the present Bank structure was not well 
suited to optimal use of social scientists -- e.g., in anticipating or 
designing measures to affect people's reactions ·to projects. Coverage 
in the OPS departments was uneven, most operations divisions had in­
sufficient work to occupy a sociologist fully, and therefore had none, 
and some sociologists in Operations were used mainly in generalist 
roles not requiring their special expertise in predicting, influencing 
and explaining behavior. Consideration was urged for having a 
sociologist in each Regional projects front office and the sectorially­
oriented departments of OPS and EIS. Secondarily, divisions dealing 
extensively with settlement, irrigation or tribal issues should consider 
acquiring social science expertise or perhaps funding positions in an 
OPS pool, possibly associated with a leadership responsibility in 
OPS/PPD. There were a dozen or so such experts in the Bank, but perhaps 
half of them were not now deployed to best advantage. 

Some speakers agreed that an important issue had been 
identified; behavioral implications often were inadequately treated in 
Bank work. But it did not necessarily follow that more social scientists 
were required. Much economic and sector work did take behavioral 
implications into account. Active recognition of the need for such a 
purview was more important than the number and deployment of specialists 
hired to provide it. 

A speaker said some sociologists tended to resist change, 
although change was the essence of development. Another said 
sociological expertise was often more important during implementation 
than during preparation or appraisal. A last speaker said that, despite 

· the benefits of scale, a disadvantage of pooling sociologists centrally 
would be that they would then be relatively remote from -- and might 
therefore have less impact on -- operations. Mr. Husain asked 
Mr. Richardson to look into the problem. 
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August 12, 1986 

Those listed below 

Gloria Davis, Michael Cernea, Cynthia Cook 
on behalf of the Bank Social Science Group 

Minutes of the Operational Vice President's Meeting of July 23, 1986 -
Social Cost of Adjustment - Outline of a Proposed Paper 

We note with interest that a paper entitled Social Costs of 
Adjustment is to be planned by "a small group of economists from the 
regions and within OPS who are familiar with these issues •••• " Would it 
be appropriate to suggest that specialists other than economists might 
have something to contribute? 

cc: Messrs. Stern, Baum, Hopper, Husain, Inakage, Karaosmanoglu, 
Thalwitz, Wapenhans, Kraske, van der Meer, Dubey, 
de la Renaudiere, Huang, Ruddy, Nicholas 

Ms. Donovan 

GDavis:hea (99) 
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THE WORLD BANK / INffRNA TIONAL FINANCE CORPORATION 

OFFICE M.EMORANDUM 

DATE: August 1, 1986 

TO: Files 

FROM: Office of the Senior Vice President, Operations 

SUBJECT: Minutes of the Operational Vice Presidents' Meeting of July 23, 1986 

Present: 

Members: Messrs. Stern (Chairman), Baum, Hopper, Husain, Inakage, 
Karaosmanoglu, Thalwitz, Wapenhans, Kraske , van der Meer 

Others: Messrs . de la Renaudiere, Dubey, Huang, Ruddy, Nicholas 
Ms. Donovan 

Socia l Costs of Adjustment - Outline of Proposed Paper 

1 . Mr. Huang introduced this outline , noting that the views on this topic 
are extremely diverse. The paper would try to highlight that the costs 
involved in the adjustment process often stem from the policies which have been 
pursue d which militate against growth, rather than from the growth promoting 
policy adjustments which are undertaken in the reform program. These reform 
programs should be designed to moderate the social costs associated with 
changing policies to the e x tent possible. Identification and application of 
compensatory measures to protect the poor will be a main focus of the paper . 

2. The paper will also try to highlight that the Bank's role in poverty 
alleviation cannot be evaluated by reviewing adjustment lending alone. The 
poverty focus of Bank work is manifested to an important extent in the design 
of individual investment operations, as well as in the policy reforms which are 
derived from Bank economic and sector work. 

3. The Chairman noted that the "social costs of adjustment" cannot be 
evaluated through analyzing economies "before" and "after" the policy reforms, 
because the situation prevailing prior to the reforms is never sustainable. 
Therefore, the only options open to economies requiring major adjustment is to 
determine whether this adjustment will be planned or unplanned. 

4. Much of the reforms undertaken relate to reorientation and removal of 
subsidies. The paper should bring out the social costs of maintaining 
subsidies, as well as the costs of their removal, e.g., the role of 
protectionism and interest rate subsidies in promoting unemployment, and of low 
producer prices on domestic agriculture. Frequently, subsidies tend to provide 
benefits to the rich and powerful at great cost. The paper should also 
recognize that the poor are a highly differentiated group and compensatory 
measures in adjustment programs must be designed to reflect this. 

5. Speakers noted that this paper will be very difficult to write but 
that, as a first objective, it should aim at providing some clear analy sis of 
this issue. Once the analytical basis and approaches to address this issue 
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have been develop e d , a paper can be derived fr om this work for the Board. 
Ana l y sis is require d to asce rtain whether significant policy reforms can take 
pl a ce, without causing economic recession and, if so, under what circumstances . 
Clearly, the timing and sequencing of stabilization and adjustment measures 
will dete rmine the net effect of these reforms on the economy. 

6. Speakers agreed that CPD should assemble a small group of economist s 
from the Regions and within OPS, who are familiar with these issues, to assist 
them in designing the approach to be followed in the paper. The initial 
obj e ctive s hould be a clear, tightly reasoned paper which identifies and 
addre sses the issue of the soc i al costs of adjustment as explicitly as 
possible. 

Cleared w/ and cc : Mr . Wapenhans 
/ " 

PDon~~ :ml 
. ' 
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ASIA REGIONS TECHNICAL DEPARTMENT 

STRATEGY FOR A DIVISION OF SOCIAL DEVELOPMENT 

Goals and Objectives 

To enable the Bank lending program to achieve its developmental objective by 
improving the social soundness and sustainability of projects. 

Current Obligations and Requirements 

Overall Operational Support - In addition to the ASTEN sector work the 
requests for operational support from ASTEN by the CDs for FY 1991 and 1992 
increased as follows: 

FISCAL YEAR 

FY 91 
FY 92 
FY 93 

PLANNED 
(Cammed) 

126.9 
120 
169.6 

ACTUAL 

112.8 
187. 41 

During the past two Fiscal Years requests to ASTEN for technical advice has 
expanded beyond support to resettlement (although this remains our major 
task)' to GEF/Bio-diversity projects, consultation with affected groups in the 
EA process, indigenous people's issues, poverty reduction, gender issues, and 
social factors in natural resources management. The planned (cammed) figure of 
234.4 staff weeks for FY 1993 includes all social sectors covered by ASTEN, of 
which 47% is for resettlement, 35% for gender work and 18% for participation 
and natural resource management. 

Resources 

The cam requests for operational support during FY 1993 provide a full 
mission schedule for five to six staff with only four at present, but does not 
provide for the important activities of developing and delivering in-country 
and in-Bank training, bringing new consultants up to speed for Bank mission 
work, or for providing the analytical and planning work required before full 
scale support can be provided in the important areas of poverty reduction, 
consultation and participation in project design, and in social appraisal of 
projects. To partly meet the shortfall in resources ASTEN social team during 
FY 1991 and 1992 secured the following support from bi-lateral sources: 

$200,000 
380,000 
100,000 

SIDA for People's Participation 
Norway for WID 
Japan for WID 

In addition requests have been made for $430,000 from the Netherlands for 
Agriculture WID REview, $120,000 from the Ford Foundation for Finance and 
Micro-enterprise work in India, and about $900,000 from Sida for Consultation 
and Participation. However the likelihood of receiving even a small part of 
these additional funds appears low at the moment, meanwhile ASTEN is unable to 
meet its commitments to the Bank's priority programs. 

Resettlement - South and East Asia have 57 projects under implementation with 
resettlement which will displace a total of 1,228,160 affected people. In so 
far as can be determined at this stage the pipeline up to FY 1995 contains 20 
projects in South and East Asia which will displace an estimated 1,026,025 
people. Experience within the Bank shows that as projects move along the 
project cycle the numbers with resettlement increases as do the original 
estimates of affected people. Assuming that about 50% of the cam time for FY 
93 is for resettlement the social team could allocate an average of only one 
week per project with resettlement. Experience shows that an average of about 
four weeks per year per project is required which would mean an additional 240 

1/In addition ASTEN hired local consultants for a total of 9.2 weeks 
.. 



staff/consultant weeks if the topic is to be properly covered during 
preparation and implementation. 

Consultation and Participation - Consultation and participation are required 
in two principal types of project. In one, the need is to identify the 
adverse impacts which projects may have on the affected people and design 
measures for their mitigation. The second is to take the views, ideas and 
culture of the people affected into full consideration when preparing the 
project itself. This latter process is also applicable when planning 
mitigation of adverse effects, e.g. involuntary resettlement. The are a total 
of 55 category 'A' projects in South and East Asia Regions. All require 
consultation with affected people during the EA process. ASTEN has assisted 
with review and preparation of terms of reference and the nomination of 
consultants, mainly without cammed time. Experience over the past fiscal year 
shows that an increasing number of task managers are becoming concerned that 
projects actually require participation with the beneficiaries during the 
preparation stages if their projects are to achieve their objectives. Through 
a grand from SIDA the social team has assisted twelve Task Managers to 
mobilize people's participation to enhance their projects. The SIDA funds are 
now exhausted and no further support can be provided until further funds are 
secured. 

Indigenous Peoples - A number of projects under recent preparation have at 
late stages in the project cycle been detected as requiring tribal action 
plans. The presence of indigenous peoples had escaped task managers scrutiny 
and had not been picked up by ASTEN because they were not category 'A' 
projects, the only ones which staff have time to look at an then only in 
limited respect. The importance of indigenous peoples in Bank work now 
extends beyond the requirements of OD 4.3 to forest dwellers in general, 
especially those in protected areas, mainly through the growing number of bio­
diversity projects funded through GEF and other sources (20 projects to date). 

Natural Resource• Projects - The social team has provided a considerable 
amount of support to natural resources projects, especially on the management 
side. This support has included both ESW and projects work and covers 
forestry, watershed protection and management and recovery of marginal and 
deteriorating land. The principal member of the social team providing this 
support has now left for a position in LAC and a replacement needs to be 
found. 

Gender - ASTEN's main efforts have been in setting up training programs for 
task managers in several sectors, and in developing a capability to provide 
support to projects seeking to improve women's economic productivity either in 
the area of agriculture or by making finance and enterprise development 
services available to poor women. Although toe income earning emphasis will 
be maintained in the future, the ASTEN social team will with the objective of 
poverty reduction seek to identify opportunities to enhance projects aimed at 
providing social services to the poor. 

Poverty Reduction 

Although covered by an Operational Directive (No.4.15) ASTEN has not 
(except for some finance and micro-enterprise projects in Nepal and India) 
paid much attention to this important part of the Bank's work program. Again, 
this has been in part due to the absorption of most staff time on review and 
operational support of 'A' category projects, which are not necessarily those 
with the best opportunities for reducing poverty. As the issue of poverty 
underlies all of the subject matter areas of concern the social team needs to 
review the scope of projects with a view to identifying those with the most 
scope for poverty reduction through good social design and participation. 
Following this an analytical framework and set of procedures would be 
established which would enable the social team to provide a significant input 
to the FY 1994 work program. 



Issues 

The work of the ASTEN social team is 90% demand driven, with the demands 
of high profile projects with resettlement problems constantly assuming 
priority over other projects. Staff, therefore spend most of their time on 
resettlement and yet are unable to give all projects the attention they 
deserve. There are currently two positions for resettlement and a further 
three plus one or two long term consultants are required if the Asia Regions 
are to really get on top of the problems. 

A further limitation of ASTEN capacity is reflected in the preoccupation 
with 'A' category projects because of their major environmental impacts. This 
has led to the ignoring of the majority of most 'B' and 'C' projects (the 
majority) which contain the most potential for poverty alleviation, planning 
through participatory design and for improving women's access to services and 
production resources. 

There is a growing concern among Bank staff about the ever growing 
number of Operational Directives. Although only a small proportion of the 
total number directly affect the work of the social team their mandatory 
nature has led to an over emphasis on seeking out projects with OD 
implications, rather than seeking out projects which can be enhanced through 
social design. Thus guidelines which are intended within a climate of careful 
project preparation to provide guidance on handling certain situations have to 
an extent become the main reason for task mangers consulting the ASTEN social 
team. The tail is now wagging the dog. The new social unit of division is 
seen as a way of putting the various Oda into their proper perspective as 
guidelines for specific situations, and not as obstacles to be sought out and 
overcome or avoided at the expense of otherwise good project preparation. The 
new unit would achieve this through the process described below. 

Participation is now cited in 20 different Oda as being important to 
project effectiveness and yet two ASTEN staff had one week each in FY 1992 to 
handle participation. 

While the existing ASTEN social team can easily expand into an enlarged 
role to deal with resettlement and gender, and to some extent, consultation, 
there are a number of related topics which will require further review and 
analysis before ASTEN or the new unit will be in a position to provide 
substantial support to the CDs. The topics referred to are those concerning 
poverty, social design and appraisal and natural resource management. This 
critically important work needs to be carried out during FY 1993 if the new 
unit or division is to be in a position to provide the necessary support the 
following year. for this additional staff are required as well as 
consultants. 

Proposed Strategy 

The new unit or division will take a pro-active stance, i.e. look for 
projects with social impacts at the earliest stage possible rather than wait 
for OD related problems to become apparent at late stages of the project 
cycle. This strategy would provide better preparedness for issues as mandated 
by ODs, and would also improve project design. 

This strategy would facilitate the covering of a range of themes such as 
bio-diversity/GEF, poverty reduction, environmental assessment, resettlement 
and natural resources management in the context of social issues which would 
also accommodate the specific measures required under any ODs which might be 
applicable. 

A key entry point for looking at social issues would in all cases be the 
institutional aspects, including formal, informal (traditional), the 
interfaces between each and the scope for building on them, with or without 
modification. 

Resettlement 



The strategy for FY 1993 is to recruit two additional staff to work with 
the social team on resettlement. Two additional staff would be engaged by the 
India and China CDs to work full-time on resettlement. The main thrust of the 
1993 and 1994 fiscal years would be in the preparation of training materials, 
(videos, guidelines, etc) and the running of training programs in selected 
countries and in the Bank to develop capabilities for preparing and 
implementing resettlement components successfully. The social team require a 
sum of US $150,000 (already requested by Ms.Davis) to cover the costs of this 
training program. 

With the growth in demand for resettlement specialists and social 
scientists with development experience in many donor agencies the supply of 
consultants is becoming critical. In order to overcome the shortage the 
social team will hire promising candidates and take them on an average of two 
missions each to teach them the Bank's ways and bring them up to speed. 

Consultation, Participation and Social Design 

An experienced consultant has been hired on a short term basis by ASTEN 
to get the program in consultation underway. With an additional post being 
created for the purpose the intention is to hire this consultant on a regular 
basis. During FY 1993 training programs for in-country and in-Bank training 
will be planned and organized and operational support provided especially for 
Environmental Assessment work. In FY 1994 an expanded training program for 
consultation in the EA process will be launched, and training programs 
designed to assist task managers in participatory project preparation 
(design). An appropriate methodology and appropriate procedures for this will 
be prepared during FY 1993. ASTEN are currently actively pursuing possible 
sources of bi-lateral funds to support prepare audio-visual training material 
and finance training in selected countries. 

Indigenous Peoples, Protected Areas and Natural Resource Management 

During FY 1993 a full time specialist will be appointed to a staff 
position to develop conceptual frameworks and operational procedures to 
provide support to the CDs in the important fields of natural resource 
management, protected areas and indigenous people's issues. Priority will 
given to projects affecting indigenous peoples, protected areas and bio­
diversity projects including GEF projects, as well as forestry and watershed 
management projects. 

Gender and Poverty 

In order replace the part time support of a long term consultant 
anthropologist working in WID issues in agriculture, the team has prepared a 
proposal to a bi-lateral donor for funds to not only replace the lost 
consultant but to expand the work on WID in Agriculture. General guidelines 
will be developed by the team in the course of providing operational support 
to the CDs. The team plans to extend this work into a program for women and 
the environment. 

Building on pilot work in Nepal the team will undertake a major 
assessment of the ability of various financial service delivery systems in 
India to reach poor women in financially sustainable ways. The results will be 
used to improve effectiveness of Bank lending in this sector. The team plans 
to extend this work to East Asia during FY 1994. The team will also prepare 
guidelines on enterprise development services for women in Asia in FY 1993 
based on a completed review. 

Process 

The social team will develop a system to identify and categorize all 
projects with significant social impacts or requiring consultation with 
affected groups ('A's) and/or people's participation in project design. 

Unlike the categories used in respect of environmental classification 
which indicate the severity of impacts, the social categories will indicate 



qualitative differences, with possibly the exception of the first category 
including all those pertinent to ODs. 

This system will enable the team to review projects (IEPS and at stages 
thenceforth) for applicability of ODs, WID and/or participation and or design 
and follow-up as appropriate with task managers. Follow-up activities could 
include: 

Advice to TMs and assistance with project preparation. 

Appraisal of projects for 'social soundness' and sustainability. 

Provision of training to Bank staff and in selected countries 

Maintenance of a roster of skilled consultants 

Prepare guidelines on selected topics as mentioned in the above. 

Structure 

The main structural features would be around the process, rather than 
strict boundaries between specializations, although staff would tend to work 
more on some topics than others, e.g. Ashraf on resettlement, Al on 
consultation/participation, Lynn and Rekha on WID. There would be four main 
teams as follows: 

Resettlement 
Gender and Poverty 
Consultation, Participation and Social Design 
Natural resource management, indigenous people, protected areas. 

An Program Assistant (Myrtle) would take over a copy of the data base 
from Denise and assume a parallel role in ensuring appropriate staff review 
IEPs, FEPs, YCs, etc and provide classification, and would track projects 
according to supervision schedules. 

Staffing 

Division Chief -
Anthropologist -DB, social appraisal, resettlement, 
Anthropologist -AG, resettlement, training 
WID Coordinator-LB, finance, credit, WID 
WID Specialist -RD, health 
*Participation Spec. - AF 
*Anthropologist - Indigenous Peoples, Natural Resources, Social appraisal, GEF 
*Anthropologist - Resettlement, participation 
*Ag. Economist -LT, China Resett. Review and EA2 
*Anthropologist -To be recruited, SA3 (Resettlement) 

Program Asst. 
Admin. Asst. 
Secretary 
Secretary 
Secretary 

Consultants 
Sumi la 
WID 

-MD 
-To Be Identified 
-Nona 
-Christy 
-To Be Identified. 

Long term resettlement spec. 
Short term consultants for resettlement, consultation and gender. 

* = new positions 

Incremental Development of Work Program 

Projects work 



• Sector work 

Staff/consultant training and development 

In country training 
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read in the proceedings or- a11other ·world Bank symposium that 
somebody, after hours of debate on U-1e Bank, suddenly asked the 
fol lowi11g question, "Wi 11 the real World Bank please st and up?" 

This question may be particularly pertinent for this morning's 
top i c • am q u i le sure that i f started to make c r i t i ca I 
corrrnents on specific Bank projects related to the problem of 
poverty alleviation, somebody \tvould quickly get up and tel I us 
about this wonderful project in ivial i or in the Phi I ippi nes and 
shut me up for the rest of the morning. So I am not going to do 
that. Nor wi 11 try to compete with the economists who 
d om i n a t e d mu c h of t he d e b a t e y e s t e r d a y and w i I I p r ob ab I y con t i n u e 
to do so today. If can make any contribution on the important 
subject of the V/orld Bank and poverty alleviation - where our 
record is rather appal I ing and where what has happened to the 
poor in the developing world can not be a source of complacency 
to any of u s , i n c I u d i n g t he Bank - i t mu s t be by a pp roach i n g i t 
from my own professional background as a social ant h ropologist. 
As an anthropologist, one of my main tasks is to analyze and 
understand how people try to I ive in worlds which they largely do 
not create themselves - a task which believe must be at the 
heart of any debate on development. 

No one who knows the Bank would say that it is not concerned with 
poverty. In order to make sure that we do not make that kind of 
:;tatement, the Bank has attached some material with the progranrne 
which strongly indicates that poverty is very mucl1 in focus for 
Bank act i v i t i es • I t i s a I so q u i t e c I ear that sen i or r nemb er s of 
the Bank wl10 have spoken during this syniposiurn, bet ieve in ll"le 
importance o'f this aspect of the Bank's work. 

ivly concern this morning, therefore, is not so much going to be, 
"Has the Wor Id Bank abandoned its focus on poverty a I lev i at ion?" 
Rather, I sllal I ask the fol lowing questions: 

. ' 
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1 • Has t he r e bee ri any sh i f t i n 1.: orrrn i t me n t ? 

2. If ti1e Bank is concerned with poverty alleviation, does 

it have the capacity to µut that intention i11to 
practice? 

3. Does the Bank have any comparative advantage 

direct I y on the prob I ems of the poor, or 

rather leave it for others who may be able 

better job? 

in acting 

should it 

to do a 

Regarding a possible shift in connlitment, shall be brief. It 

has been claimed that tt1e Sank of the 1980s is being thrust into 

the role of manager of the global economy and moving · avvay from 

financing the alleviation of poverty; that with the departure of 

McNaniara and the arrival of Clausen, the Bank shifted its 

explicit "focus on poverty" to what Clausen called a "balanced 

strategy", i.e. one of "faster econornic growth combined with 

p r a gma t i c meas u r es t o r e d u c e ab so i u t e p o v e r t y " • I n p r a c t i c e , 

that rneant greater ernphasis on free market economics, pressure to 

p r i vat i z e many fun ct i on s ass ume d by t 11 e pub I i c sect o r , and t he 

promotion of "effic;ient" policies that would act as incentives 

f o r com ne r c i a I b a n k s to coop e r a t e i n de b t r e s t r u c t u r i n g a n d t o 

significantly increase their capital flows to de-capitalized 

economies (cf. Annis 1986:96). 

Has this shift acted at odds with the ne eds of Lhe poor? The 

official Sank answer would be that it hasn't - that yrowth helµs 

the poor as much as it helps anyone; that a rising tide I if ts al I 
ships; 

lesser 
thC:tt the signals have changed, yes, but not b ecaus e of a 

commitment to puverty alleviation but because of a 

rec.:ognition that the foc;us in the 1970s - wlJich was to increase 

the productivity of tile poor tiHough investment projects oriented 

towards (and including widespread participation by) the poor - is 

vital but not enough by itself; that it is essential also i:o have 
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an institutional and policy envi ronrne r1t that 
t h e s e i n v e s t men t s ( V/o o d 1 9 8 6 : 9 5 ) . I t w i I 

is s up po rtive of 

a lso be a E3ank 
a r g urne n t t I 1 at , a I though there i s not a p rec i s e co r r es pond e nc e 
between the pol icy reforms t.hat would benefit the poor and the 
policy reforrns which are required for stabilization, neither is 
there complete conflict; and many of the reforrns in the pricing 
area, particularly in agricultural pricing, do benefit the rural 
poor (ibid.:96). Softeniny of the poverty focus, then, is 
I a r g e I y a ma t t er of r he to r i c and t he j u g g I i n g of n urnb e r s • 

Dr. Sheldon Annis, a US economist presently with the Overseas 
Developrnent Council, has argued that the shift is deeper than 
that, and tl1at there is much to suggest that, fundamentally, the 
direction of the Bank is changing. He shows that there ilas been 
a relative decline in lending to the "p o verty sectors'' (rural 
development, education, population, health, and nutrition, srnall­
scale enterprises, urban development, and, water and sewage). He 
also suggests that there has ueen a non-poverty orientation 
reflected in the use of staff resources, and a new faith in the 
fa i r n es s of g row th comb i n e d w i th a host i I i t y towards U-1 e pub I i c 
sector which, he thinks, repres ents 

as a s e t o f de v e I o pme n t p r i n c i p I e s • 

an i de o I o g i c a I age n d a ma s k e d 

This is I ikely to hurt tt1e 

d e p e n d o r 1 t ii e s t a t e f o r poor, who, amongst other things, 

equalizing opportunity (op.cit. :96ff). 

do not believe that a discussion of a possible shift in 
comnitment, if uased mainly on tt1is type of statistical-numerical 
type of information, would get us very far thi::; morning. The 
distinction f.ex. between poverty and non-poverty sectors is 
cleariy artificial, and in itself a highly imperfect measure of 
t he deg r e e o f t 11 e 6 an k ' s c orm1 i t me n t t o e r a d i c a t e po v e r t y • A I s o , 
it may we i I be that there are a numb e r of projects where poverty 
alleviation results by conse.quence rather than by intention. 

propose, therefore, 

briefly about poverty 

t o t a k e i t f r om a no t 11 e r a n g I e , 

anci poverty analysis in order to 

to talk 

identify 



4 

some of the crucial requir ements that r11ust be met for dealin g 
with poverty alleviation. 

I t h i n k t h e mo s t i mp o r t a n t a s p e c; t o f po v e r t y f o r o u r p u r p u s e he r e 
this morning, is that it has to do with relationships. You are 
poor relat i ve 

your poverty 

relationships. 

to somebody e I se who is rich or not so poor, and 
is related to and maintained through systems of 

When you are poor, you often survive because you 
somebody else, which, in turn, to a large extent are a client of 

puts constraints on what you · can do. 

Ever y body knows th a t th i s i s so ; yet , a s u r pr i s i n g amount of 
planning and implementation of projects proceeds as if this is 
not irnportant. They often treat the poor as a statistical 
category wh : ch is somehow supposed to be able to act as a group, 
pr o v i de d the y a re g i v en t he co r rec t i n c en t i v es . "Ou r ma i n ta r get 
group is the poor 20 per cent"; "our µroject aims to extend 
benefits to the poorest 10 per cent of the population". You have 
a I I hear d and po s s i b I y even u s e d s u ch s t a t eme n t s • Yet to d i r e c t 
money and projects to the poor ~ii_ they were a group whose 
situation does not depend on tile ties tl1ey have to others 
represents an approach generally doomed to failure. 

This approach is often also supported by a type of "basic needs" 
and poverty surveys which seem tremendously wasteful in terms of 
time and money spent - surveys which, on the basis of a number of 
(often highly disputed) indicators try to categorize people 
without trying to disentangle essential relationships and causes. 

The analysis which is required of us, and which must precede any 
attempts of intervention is, in most cases, the kind of rnicro­
macro analysis which some people in the audience were ask in g for 
at the end of the session .. Yesterday. Let me ther efo re talk 
b r i e f I y ab o u t t h i s i n mo r e gene r a I t e r rn s • 

Ass er11b I e d here th i s rno r n i n g are p e rsons fr on1 rna n y d i f fer en t 
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disciµlin es . V/ha t we a ll ha v e in corrrnon is th a t when we ma ke 

investigation s we try to isolate wh at we ca ll " s y:;tems" or "sub­

systems" of interconnections on wl1ich we focus our a ttention. 

Thus the economist w i 11 try to define what sh e /he regards as main 

elements in an econo1ni c syst ern or sub-syst em . She/he rnay study a 

re g i on a I ma r k e t o r i n t e r n a t i o n a I co t t on t r ad e ; t he e c o I o g i s t ma y 

s tu d y I i f e i n a s ma I I pa r t of a r i v e r s y s t em ( e • g • a po o I ) ; an c.J 

the anthropologist may study a village corm1unity, or, for that 

mat t er , f am i I y con versa t i on around the breakfast tab I e on a 

tv1onday morning. \'./hat we al I have in corrmon is that we proc ee d to 

build up our understanding of lar9er interconnections by defining 

s u c h s u b - s y s t ems , bu t w i t h o u t c I a i m i n g t h a t I i f e i n a v i I I a g e , i n 

a family or in a river pool can be understood in isol a t ion from 

otl1er, wider aspects of life beyond the family or beyond the 

vi I I age. So when I ive in a 

peop I e go to town to buy and 

together to pray five t irries 

observations as aspects of 

Sudane s e vi 11 age and observe that 

sel I products, or, that they gel 

a day, cannot just i st such 

local life, because through such 

actions people are tied to other people a nd net works, be yond th e 

b o u n d a r i e s o f t h e i r c o mm u n i t i e s a n d s o rn e t i me s o f e n o r rn o u s 
dimensions. 

VJ h a t ha s t h i s t o do w i t h po v e r t y a I I e v i a t i on o r w i t h t h e \'fo r I d 

Bank? come to this now. 

Livestock devel()prrient projects in Africa, which are supposed to 

reach s orne of t he po o r es t g r o u p s i n t he w o r I d 
1 

a r e g e n e r a I I y 

regarded as failures. The Bank has bee n involved in many of 
them. 

If we look at what has been Hie C()rrlr1on type of projects in areas 

charcicter i zed by a 11 i gh degree of depend en c e on Ii v es tock 
1 

vie 

w i I I f i n d t 11 at they i n c I u 0 e management i n t er v e nt i on s I i k e L he 

establishment of ranches, water-uri 11 ing prograrrmes, and plantinu 

of trees or bushes in order to arrest sand dunes or generally to 

prevent erosion. 
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In a report issued by the Worlc.J Bank or1 tile Sa l1 e l in Afric a , it 

i s a r g u e d t ha t d e v e I o prne n t e f f o r t s i n t h a t a r e a , i n c i u d i n g t h o s e 

of the Bank, tend to share the fol lowing weaknesses: 

(1) planners have often misunderstood the logic of traditional 

production systems, and have thereby over e stimated the ease 

with which improvements coulci be introduced and 

underestimated the negative consequences of intended 

improvements; 

( 2 ) the r e ha s bee r1 I a ck of pa r t i c i pa t i on by t he o s t en s i b I e 

beneficiaries; and 

(3) there has been an underest irnat ion of (a) managerial 

weaknesses of existing institutions and/or the difficulty of 

setting up new institutions, and (b) the remaining strengths 

of local institutions. 

It seems to me that the typical approach to developrne11t has been 

to treat symptoms, to pay attention to the easily visible, but 

often superficial phenomena, a tendency to assume that the 

i rnme d i ate cause of e co I o g i ca I deg rad at i on i s the s i ~ n i f i ca r1 t 

cause, to look no further for causal interconnections, but to 

prescribe simple remedies like those just mentioned and expect 

t hem to be ea s i I y and e f f i c i en t I y i inp I erne n t e d • 

And here am back to my Sudanese vi I I age. What happ e ns in a 

vi I lage is affected by so many factors beyond its boundaries and 

if du not grasp such forces, cannot really understand th e 

life situation of those people who live there. It is like trying 

t o s t op a s a n d du n e by p I a n t i n g t r e e s • I f we a r e u n a b I e t o 

r emo 11 e t he f a c t o r s w Ii i ch p r o. d u c e e r o s i on a n cJ s a n d d u n e s a n d w h i ch 

often are large-scale, regional pressures, often between 

different ecological zones, our chances of stopping erosion and 

sand dunes are pretty slight indeed. Or to take another example: 
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if the farmers on th e Ge zir a Sc;h eme in t he Suda n, the w o rld' s 
largest irrigation projec; t, inv e st in ani ma l s L>eca u se tl1e inc omes 
d e r i v i n g f r om t he p r o d u c t i on o f co t t on a n d pe a n u t s f o r t he w o r I cJ 
ma r k et are i n s u f f i c i en t , and i f i n so do i n g they con t r i but e 
towards the destruction of grazing areas, it seems unrealistic, 
both politically and ecologically, to combat desertific a tion by 
looking for management solutions just for the grazing ·areas. Yet 
this has been the approach comnonly adopted by a lar ge number of 
agencies and organizations which have i mplement e d development and 
c o n s e r v a t i o n p r o j e c t s i n t h e v a s t a r e a s of t he Su d an - S a 11 e I i a n 
belt. 

We have here some real cha I lenges which go beyond the pov e rty 
issue, but which are general problems of analysis and p l a nning . 
It seems that we sti 11 face real p roblems in analyzin g major 
constraints or bottlenecks in such a way t ha t we are able to 
identify ~entry points for interventions. This seems partly 
due (a) to our failure to pursue chains of causation that cut 
across the boundaries of many disciplin e s (belonuing to a 
specific discipline makes us selective in terms of th e Lju e sti o ns 
we ask and the data we collect), pa rtly (b) to our f a ilure to 
de a I w i t i1 the prob I ems of s ca I e , i • e. to t race t rends and 
processes within and between regions, 
between different ecological zones 

the transfer of pressures 

as we I I as re I at i on sh i p s 
between different sectors of economic activities. 

personally believe that our failure to deal with the problems 
of scale also d e rives much from the pl anning appro ach which still 
dominates much of our development efforts. Proj ects have bee r1 
the principal instrument of the Bank as well as other a genci e s. 
They are place- and time-specific, and their s tr eri g ths a r e a lso 
weaknesses. They focus on specific popu I at ion g roups or 
geographical areas, they .are seyrne nted units of int e rv ention 
which often bypass existing structures, and th e y tend to d e velop 
atypically. In my opinion, one of th e ir main wea knesses is that 
they are often run like isolated efforts, a nd, c onsequently, they 



are oftt~ n "over-run" or un dern1i neu by exte r na l f o r ces (cf . the 

sa11cJ dune exa1Tlp I e). 

Also, we know by now that the long-terrn sustainability of 

projects depends on the active involveme nt of the poor them­

s e I v e s • T 11 i s i s pa r t i c u I a r I y t r u e i n p r o j e c t s w h e r e i n f r a -

s l r u ct u re re q u i re 8 ma i n t e ;1 an c e or w he re the poor a re expected to 

as s urne an expand i n g s 11 a r e of r e cu r r i n g cos t s • Yet t he 6 an k i s on 

f a r mo r e f am i I i a r g r o u n d de a I i n g w i t h ta r get s t ha n w i t h pa r t i -

cipants. Many of its rural development projects seem to imp 

along weakly or disappear when external subsidi e s end because the 

projects are unable to mesh with co1nplt:rnentary grass root s 

o r g an i z a t i on s t ha t a I I ow t he po o r t o i n v e s t i n an d f u I I y be n e f i t 

f r om t h e p r o j e c t :( c f • a I s o An n i s , o p o • c i t . : 9 3 • ) • I w i I I r e t u r n 

to th i s . be I ow. 

Po v e r t y a I I e v i a t i o n , t h en , I i k e so rna n y o t he r r u r a I an d u r b a n 

p r ob I ems i n t he Th i r d Wo r I d l o d a y , c a n no t be me t a n d s o I v e d 

without our trying to come to t e rrns with the (oft en ) very comp l ex 

causal relationships involved in its mai ntenanc e . Only then c an 

we start to identify key interventions for its alleviation. 

There is unfortunately a tendency, however, to produce lon g 

I i s t s of the pr ob I ems fa c i n g de v e I op i n g co u n t r i es • 6 u t as I on g 

as they remain ike sandwich menus rather than as coh e rent 

statements about the interconnections between various eleme nts 

(be they population, labour, technology, µrices and so on), the y 

are rather useless for planning purposes. False theories lay the 

ground for wrong interventions. hlothing is more practical than a 

sound theory. 

If these are some of the important requi r erne nts, wha t, then, 

about the role of the Bank? Obviously it mu5t be very important 

in terms of its enormous resources, its abiiity to use 

leverage, and its highly qualified staff, However, think there 

are a number of limitations in the way in which tile Bani< 

pres e ntly works. 



9 

For one th i n g , i t rna y be s e r i o u s I y q u es t i o n e d , as i t w a s 

yestei· day, wheth e r the Ba n k has th e man powe r to dea l w ith t he 

social, human and ecological dime n::;ion s th a t it r e gularly 

announces it ne eds to d e ai w ith. Th e Ban k r emains, as ever, 

d orn i n ate ci by econ om i st s , e n g i nee r s , I a w y e r s a nd f i n a n c i a I 

analysts. According to Annis, among it s more than 3 0 00 

profess ion a I s , the 6 an k emp I o y s f. ex • o 11 I y one soc i o I o g i c; a I 

advisor, one full-time prof e ssional ecolo g ist, on e (until 

recently) full-time specialist in women in de velopme nt, a nd, 

curiously, one person who spends half his time e ncour a gin g 

attention to poverty issues (op.cit.: 102). One might a r gu e that 

the Bank is able to recruit al I those non- econom ists as ex p e nsiv e 

consultants. That is true, and the Bank do e s so r e gul a rly, but 

consultants will always remain peripher a l p e rson s . If you want 

t o t r an s I a t e a spec i f i c c orrrn i t me n t i n t o i n s t i t u t i on a I p r i o r i t i e s 

that guide day-to-day decisions, you need the crucial e xperti s e 

and competence inside your organization, not on the outside. 

S e c on d I y , t he 8 a n k , as a h u g e bu r ea u c r a t i c o r g a n i z a t i on , ma y n o t 

be particularly suitable for tile l\ind of flexible, pa rticipatory 

and learning approach to planning which is particularly required 

of us when working with rural developrnent or acting dir ectly on 

the problems of ti1e poor. The very cumbersome procedur e s it uses 

when preparing project documents may also not be conducive for 

such programnes. Obviously this does not mean that the Bank 

should stay away al together from funding sucl1 v entures, only that 

one probably needs to investigate, dev e lop and use a whole s e ri e s 

o f a I t e r n a t i v e s t r u c t u r e s a s me c h a n ! s m s w h i c h do n o t c r e a t e 

centralized bureaucratic structures (hlGOs are on e e xampl e .) 

Thirdly, if poverty is linked, as we know it is, to e xisting 

political systems, it fol low_s th a t poverty all e viation o f t e n w i 11 

depend on r a t he r fa r - r each i n g po I i t i ca I ch an g e s • I t se ems l o me 

t hat the 6 an k has been somewhat e v as i v e on th i s i s s u e • I t i s 

clearly wiiling to use its leverage for certain pur p o se s - for 
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exarnpl e , liberaliz a ti o n, or in c r eas in g tile a ino u nt o f fo r e i g n 

capital; t h en c a nnot (li ke B r e tt 1986 : 82 ) s e e th a t th e y can 

I e g i t i mate I y so. y t ha t U1 e y s il o u I cJ n o t u ~ e t h e i r I e v e r a g e f o r 

extracting from government f. ex . a ma ssiv e l a nd d istribution 

process, particularly if it cl early w ould h a v e ma jor positiv e 

effects on the balance of pa yme nts probl em . Condition a lity is of 

course a hot issue by itself, but do not see a clear dividing 

line between economic conditionality of the arm-twisting type on 

the one hand and tryiny to influence pol i tic a l processes on the 

other hand. One aff ects the other and the re is only a continuum 

between them. 

Somebody might say, in response to th is ki nd of di scu ss ion, t hat 

the Bank should embrace its new rol e a s a ma r1ager of t he VJorld 

economy . and play down its role reg a r d ing pov e rty all e viation. 

The Bank is a bank, we need it as a bank, we definit e ly do not 

want it to be run by ecologists or anthropologists, and it should 

be concerned with macro-economics rather than running srnal I-scale 

projects for poor farrners where it has no cornµarat i ve adv antag e . 

There would seem to be two answers to this. For one thin g , th e 

Bank has found that poverty oriented projects a re often cost­

effective, socially equitable and economically viable; that the 

poor are not less reliable borrowers than the non-poor, and that 

investments in poverty alleviation and human capital formation 

are not less productive than investments in infrastructure, 

energy, or. industry (cf. Annis op.cit.:90). Poverty alleviation, 

then, can be seen as a fully bank-lik e activity th a t r e quir e s no 

special justification on humanitarian grounds. 

t.ily s econd point, though, 

argument earlier, where 

is mor e import ant. It fol lows 

used the Sahe I as a n e xamp I e , 

fr om my 

that it 

is impossible to separate ·~ma cro"-issu e s frorn ''rnicro"-i s sues, 

just as it is impossible to fully separate politicdl from 

economic issues. They are of course closely r e lated, int e rwov e n 

an d con t i n u o u s I y an d rnu t u a I I y a f f e c t e a c h o t he r • I f we lJ r i e f I y 
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consider the conditionality which llas been apµ I i ed 1ri the 1980s, 
it is normally a package which focuses only on 1riacro-aggregates, 
leaving tt1E:ir distribution laryely to be determined by the norrnal 
political and economic systern. But macro-aggregates emerge, in 
the fi11al instance, as the result of a multiplicity of decisions 
by individuals, households, bureaucracies and companies. It is 
not ::.;imply the sum, however, of all those decisions. In order to 
a g g r e g a t e t he be h a v i o u r of s u c h m i c r o - u n i t s , we mu s t u n d e r s t an d 
how they partly cancel each other out, partly destroy each other, 
partly stimulate and reinforce each other. 

Any pol icy which fai Is to take such processes into account­
which fails to take into account the particular political and 
social environrnent within which policies 
likely to have a high failure rate. 

are imp I eme n t e d are 

The desirability of 
particular policy instruments and institutions must depend on a 
non-dogmatic view of the workings of an economy and society and 
t he ca u s a I me c ha n i s rn s i n v o I v e d ; a n d t h e s o c i a I a n d p o I i t i c a I 
realities need to be incorporated into the design of any 
prograrrrne, whether it is mainly concerned with macro-economic 
measures or regional/local interventions. The goal of 
de v e I o prne n t i s o f ten a mac r o - I eve I go a I con c e r n e d w i th a g g re g a t e 
o u t p u t , co I I e c t i v e i n s t i t u t i on s , and systems of organ i z at i on • 
Yet only if we understand the interconnections of micro- and . macro-levels can such goals be predictably reached. 

I see several weaknesses here and a number of problems related to 
the Bank's present work, but we are dealing with ·areas where the 
Bank will continue to play an important role in the years ahead. 

Based on tile above considerations, it seems to rne that one of the 
ma i n fun ct i on s of the Wo r I d Bank i s to c r ea t e I a r g e um b r e I I as 
under which local efforts tbrive and decisions rest in the hands 
of t Ii o s e w Ii o mu s t bear t he i r con sequences • arn u n c e r ta i n ab o u t 
the extent to which it ::.;hould, so to speak, compete with other, 
smaller organizations in doing jobs it may not be particularly 
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~uitable to do. But of one thing am cert a i n : i r1 o r de r to 
create those ur11brel las, the Ba nk needs the i< in d of cc;mpetence 
which fol lows frorn my discussi on above. 

Annis, Sheldon 1986 

Brett, E.A. 1986 

V./ood, D. Joseµll 1986 
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ABSTRACT 

Recent years have witnessed the explosive emergence of 
nongovernmental organizations (NGOs) as a major collective actor 
in development activities. Although NGOs are not a novel social 
phenomenon, the proportions, scale and pace at which NGOs have 
been multiplying and expanding, the new functions and roles they 
are taking up, and their increased sophistication and 
mobilization capabilities represent new and significant trends. 

Social development at the local level is the broadest 
arena within which NGOs provide their contribution. This paper 
discusses five sets of issues relevant to NGO's contribution and 
strategic issues for NGOs' future development. 

The first part identifies 
current NGO growth: expansion 
constituencies; broadening functions; 
institutional structures. 

three 
of 
and 

characteristics of 
their numbers and 
more complex internal 

Section two deals with international resource transfer 
through NGOs for development purposes. It is argued, however, 
that despite the growing flow of financial resources for 
development that is channeled through NGOs, the mainstay of NGOs' 
contribution to development is not financial, but organizational. 
The essence of the NGOs' approach is not to financially induce 
development, but to organize people into structures for group 
action. 

The paper's third section discusses the nature, 
functions and types of NGOs vis-a-vis the local government and 
the state. A category of "economic NGOs" is identified within 
the typology of grassroot organizations, as being most closely 
related to the economic/productive activit i es of their membership 
and their needs for various kinds of services. 

The fourth section analyzes the main patterns of NGO 
strengths and weaknesses i~ working for local development. NGOs' 
capacity for outreach to the poor is emphasized, and such 
constraints as the limited replicability of NGO activities, 
limited self-sustainability, limited capacity for technical 
analysis and lack of a broad programming strategy are discussed. 
Several substantive areas of NGO activity at the local level are 
delineated and their potential roles in natural resources 
management are emphasized. The dilemma between the small scale 
of NGO activities and the need for large scale impact is 
discussed. 

The fifth section discusses how international and 
bilateral development agencies can work with NGOs and strengthen 



- iv -

their role, in light of the World Bank's recent experiences in 
cooperating with them. Four main areas are delineateds 
operational collaboration; development education; policy 
dialogue; and public policy frameworks for NGOs. The recent 

(August 1988) policy guidelines issued by the World Bank to 
direct its work and collaboration with nongovernmental 

organizations are summarized here. 

The final section outlines two strategic issues for 

further NGOs development: organizational build-up and the need 
for favorable policy and administrative environments. 
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NONGOVERNMENTAL ORGANIZATIONS AND LOCAL DEVELOPMENT 

"The vast majority of the (NGO] bodies 

are national or local in nature, and a 

successful transition to sustainable 

development will require substantial 

strengthening of their capacities. To an 

increasing extent, national NGOs draw strength 

from association with their counterparts in 

other countries and from participation in 

international programmes and consultations. 

NGOs in developing countries are particularly 

in need of international support - profes­

sional and moral as well as financial - to 

carry out their roles effectively ... 

Governments should establish or 

strengthen procedures for official consulta­

tion and more meaningful participation by NGOs 

in all relevant intergovernmental organiza­

tions." 

OUR COMMON FUTURE: The Bruntland Report . 
World Commission on Environment 

and Development (1987) 

I. THREE CHARACTERISTICS OF NGOs GROWTH: INTRODUCTION 

The historical period we live in is one in which the 

dominant role of government agencies in the planning of develop­

ment activities is firmly established, and growing. Yet in 

recent years we have witnessed the explosive emergence of 

nongovernment organizations (NGOs) as a major collective actor in 

development activities and on the public agenda in general. This 

is a significant political, social and economic, trend. Within 

the traditional areas of encounter between the state and the 

people, this new actor is asserting himself with increasing 

force. 

NGOs are by no means a novel social formation, a 

"product" of the 70's or the BO's . Such organizations have 
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existed for longer than most governments, even if NGOs were then 

known by other names. 

Taking a closer look, however, there are at least three 

characteristics of the recent NGO development that are new: 

First, the scale and pace with which organizations of 

such nature have been multiplying and expanding during 

the last 10-15 years, both in numbers and membership, 

have no match in past development. Numerous NGOs have 

come to life in both developed and developing countries 

in virtually all areas of public endeavor and are 

active on either local or national interests: 

Second, old nongovernmental organizations have taken up 

functions that are new for them, adding development­

oriented and production-support activities to their 

traditional concern for relief and welfare (e.g., agri­

cultural development work by charity organizations: 

religious groups militating 

environmental concerns: etc.). 

selves powerfully much beyond 

for secular causes: new 

Thus, NGOs assert them­

their zone of traditional 

specialization, including domains conventionally 

regarded as the exclusive prerogative of the government: 

Third, NGOs, in particular the poor people's organiza­

tions, have become internally more sophisticated and 

better organized, more aware of their power, and thus 

have increased their militancy and mobilization 

capabilities. This strengthening of their internal 

organization has been complemented by a trend towards 

establishing linkage systems among NGOs. Webs and net­

works of NGOs are being created where before only 

discrete NGOs existed, and coordinating bodies or NGO 

councils and federations have been established at 

national levels, particularly in the countries of the 

South. 
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The recent explosive growth of nongovernmental 

organizations~/ does not mean, however, that their potential has 

already peaked, the same way, for instance, the community 

development movement in India reached its apogee in the 50's and 

60's. The NGO curve is still rising . 

Nongovernmental organizations 

broad spectrum that ranges from strong 

from international and central to local 

can be arrayed along a 

to very fragile and weak; 

and peripheral; from very 

large and federated to small and isolated, from durable and grow­

ing to ephemeral and short-lived . Twin processes are at work 

now: an inner-oriented one by which NGOs are striving to over­

come structural weakness, dispersion and amorphousness within 

their own house, and a parallel outer-oriented process, by which 

NGOs are learning to contribute more effectively to the broader 

societal goals they pursue. 

A widening international discussion about their 

prospects, constraints, weaknesses 

being fuelled by the very growth of 

can their fragility, small scale, 

overcome? How can their voluntary 

can voluntarism as a major resource 

and strategic objectives is 

NGOs. Where to go now? How 

and lack of replicability be 

nature be reinforced and how 

be expanded? Which are the 

areas of comparative advantage for NGO activities? How can they 

confront and overcome political obstacles? How can new 

relationships with international development organizations be 

formed? 

Some of these widely discussed questions will be touched 

upon in this paper. 

Local level social development is the broadest arena 

within which NGOs provide their contribution. The present paper 

will address several key issues relevant to NGO's local contri­

bution, as well as strategic questions pertinent to future NGO 
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development. The paper's next section will deal with inter­

national resource transfers through NGOs for development purposes 

and the relationship between NGOs' financial and organizational 

contributions; the third chapter will discuss the nature of NGOs 

as grassroots organizations, particularly the production-related 

and economic NGOs, and their function vis-a-vis the state and 

local governments; the fourth will analyze the main patterns of 

NGO strengths and weaknesses for local development; the fifth 

section will explore how international and bilateral development 

agencies can work with NGOs and strengthen their role, in light 

of the World Bank's recent experiences in, and new guidelines 

for, cooperating with NGOs; finally, the sixth section will out­

line some strategic areas and issues for expanding the organiza­

tional capacity of NGOs and their impact on development. 



- 5 -

II. INTERNATIONAL RESOURCE TRANSFERS THROUGH NGOs 

A key factor, but definitely not the only one, that has 

contributed to the enhanced recognition given to the NGO movement 

is the increased role played by international and national NGOs 

in raising private funds for development and channelling them to 

developing countries. 

Financial Flows 

Table 1 shows that over the 1970-1985 period, NGO yearly 

disbursements for development in the third world increased from 

an estimated $0.9 billion US$ in 1970 to $1.4 billion in 1975 and 

to $4 billion in 1985. The bulk of this amount (about three 

quarters) represents private funds raised by the NGOs themselves, 

due to their development information and education work in 

advocating private voluntary contributions. 

In an era of declining financial resources available for 

development purposes in most debt burdened third world countries, 

the incremental resources supplied by NGOs are particularly 

valuable. At present, over 2,200 NGOs mobilize financial and 

human resources in DAC member countries2/ for projects they 

operate directly or in partnership with countless associations 

and groups in developing countries (OECD, p. 72). 

At the same time, the major donor governments of OECD 

countries have allocated a fraction of their official development 

assistance (ODA) to NGOs for use in NGO-initiated activities. 

This fraction has increased eleven times between 1975 and 1985 to 

a total of $1.1 billion, although in 1985 this amount decreased 

in both absolute and relative terms, compared to the prior year 

(1984). We will discuss further in this paper the significance 

of the increased allocations of official aid funds for NGO use. 

But it is to be noted that even without counting the government 
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allocations, the private funds raised and used by NGOs came to 
represent in 1985 a full 10 percent of the ODA funds provided by 
OECD countries. 

Table 1 

The Financial Contribution of Nongovernmental Organizations 
to Development Assistance 1970-85 

(US$ billion, at current prices and exchange rates) 

1970 1975 1980 1983 1985 

Flows through NGOs 
Private grants 0.9 1. 3 2.4 2.3 2.9 
ODA contributions N.A. 0.1 1.0 1. 3 1.1 

Total disbursements N.A. 1.4 3.4 3.6 4.0 

Development assistance 
DAC ODA - net 6.9 13.8 27.3 27.5 29.6 
Private grants - net 0.9 ~ --1..d. ~ ~ 
Total 7.8 15.1 29.7 29.8 32.5 

Percentage of GNP: 
ODA 0.34 0.36 0.38 0.36 0.35 
Private grants 0.04 0.04 0.03 0.03 0.04 

Other: 

Developing countries' 
current account deficit 
(US$ billion) N.A. 57.1 129.3 97.5 80.0 

NGO disbursements as 
percentage of current 
account deficit N.A. 2.5 2.6 3.7 5.0 

ODA contributions to NGO 
as a percentage of NGO 
distributions N.A. 7.1 29.4 36.1 27.5 

ODA contributions to NGOs 
as a percentage of ODA N.A. 0.7 3.6. 4.7 3.6 

Source: DAC/OECD (1987) Paris/van der Heijden 
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Increased financial resources did not come without 

problems; on the 

raised about NGO 

contrary, difficult questions started to be 

independence, about geographical allocation of 

resources, about interference in the NGOs own agenda and 

approaches, about priorities, etc. These are important questions 

(see, in this respect: Dreesmann, 1987; Smith, 1987; van der 

Heijden, 1987; Hellinger, 1988; Gordon-Drabek, 1987) but they are 

not the object of the present paper; various sections of the NGO 

community are currently engaged in re-examination and discussion 

to provide their own answers to these often difficult questions. 

Organizational Capacity Building: Putting People First 

Despite the considerable increase in the volume of 

financial flows channeled through NGOs, it is, however, beyond 

any doubt that the mainstay of NGOs contribution to development 

is not financial, but organizational. 

The organizational capacity that comes to life through 

NGOs and becomes engaged in development action represents its 

fundamental strategic resource and crucial contribution. While 

important, financial resources in themselves are not everything. 

Often they are quite a secondary factor in triggering genuine 

development. 

The essence of the NGO approach is not to induce 

developm~nt financially, but to mobilize people into organized 

structures of voluntary group action for self-reliance and self­

development. NGOs themselves are one expression of such 

voluntarism incorporated into organized structures. In turn, 

NGOs mobilize voluntarism further, thus amplifying the social 

energy put in the service of people's self-development. 

The first and foremost NGO emphasis is on purposively 

organizing people for reaching their common objectives. This 
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way, NGOs are "putting people first" in their work as a 
methodology and as a goal (Cernea, 1985, 1987b), particularly the 
poor groups, and are themselves an embodiment of this principle. 
They organize people to make better use of their own local 
productive resources, to create new resources and services, to 
promote equity and alleviate poverty, to influence government 
actions towards these same objectives and to establish new 
institutional frameworks that will sustain people-centered or 
actor-centered development. 

The NGO priority on first organizing the people embodies 
a philosophy that recognizes the centrality of people in 
development policies and action programs and the importance of 
self-organization. This is often tantamount to a reversal of the 
conventional approaches that 
financial resources alone, and 
afterthought. Putting people 

focus on technology alone, or on 
deal with people virtually as an 
first is a reversal because it 

means taking a social-capacity building starting point in the 
very thinking, planning for, and organizing of development 
activities. 

The remainder of this paper will therefore explore, in 
more detail, the various issues and requirements related to NGOs' 
role and growth as builders of organizational capacity and as 
social (rather than financial) mobilizers .in development work. 
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III. NGOs AS GRASSROOTS ORGANIZATIONS 

In considering NGOs potential as capacity building 

agents for local development, it is necessary to understand their 

origin and nature as forms of social organization. 

Location, Origin and Content 

At first, the term "nongovernmental organizations" seems 

deceptively simple. But the residual nature of the term itself 

offers such a broad umbrella for a kaleidoscopic collection of 

organizations, that attempts at simple definitions are quickly 

rendered meaningless. It is necessary to recognize that existing 

NGOs are of several different · categories and that their charac­

teristics only partly overlap. The collection is suffici~ntly 

heterogeneous to require internal analytical distinctions by 

various criteria. 

By location of NGO activities, a distinction is usually 

national and local NGOs. Inter-made between international, 

national NGOs are those which represent either a federation of 

national organizations or a nationally-based organization which 

defines its area of work as encompassing countries other than the 

home country. These are often powerful and influential agencies 

in their own right. National NGOs represent an intermediate 

level, best understood flexibly as supra-local organizations 

grouping together a number of local NGO units more or less 

similar in their objectives, even if they achieve only partial 

rather than full national -- coverage. The immense majority of 

NGOs, however, are grassroots organizations, that grow out of 

local communities and are committed to having an impact on their 

constituents' lives. Making a rather rough approximation, these 

are usually organizations whose territorial radius stays within 

the subdistrict level. The local or grassroots NGOs are the main 

subject of this paper. 
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By origin, and by activity content, NGOs are again very 
different and hardly lend themselves to analytical common 
denominators. They are often typologized as "development", 
"environmental", "philanthropic", "vocational training", 
"research", "advocacy", or "emergency aid" nongovernmental 
organizations. But these compartmentalizations are abstractions 
and real life bursts out: if one is what one does, the same NGO 
may fall in several categories at the same time. 

Many, probably most, international NGOs did not start as 
explicit development organizations at all: they were often drawn 
to development goals after first providing relief in emergency 
situations, and came to understand that in developing countries 
relief was not enough. In moving towards new development goals, 
they do not necessarily have to give up relief or welfare goals. 
Moreover, there are new NGOs being established these days 
purposively for relief work, for circumstances that make such 
work imperative and urgent; such NGOs are as legitimate and 
deserving of respect as any others, even if they do not inscribe 
the word "development" on their flag. 

While the large majority of NGOs have been created with 
the objective of asserting the interests of their own member­
ships, there are also NGOs established by groups of activists who 
support a certain cause and who create their organization with 
the explicit goal of helping people other than their own member­
ship. These later NGOs are sometimes called "professional" NGOs, 
in the sense that working in such activist organizations becomes 
a full time professional commitment and specialized activity for 
their animators. Such organizations are often built around 
various environmental objectives, protection from hunger, help to 
vulnerable groups, etc. 

A significant phenomenon over the recent two decades, 
now occurring in both developed and developing countries, is the 
voluntary entry of a growing number of young and technically 
well-trained specialists, researchers, lawyers, economists, etc., 
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into development-related NGO activities. Their professional 
expertise sharpens the capabilities and impact of these NGOs and 
is a good expression of what Chambers (1987) calls "the new 
professionalism" in putting the "poor rural people first" in 
development thinking. Such expertise . and thinking gives added 
weight and voice to NGOs in their interaction (including their 
confrontations) with official agencies. Motivated by moral, 
philosophical, religious, or political values, such skilled 
professionals either form relatively small but specialized NGO 
(e.g., a research NGO or an advocacy NGO), or join a large 
membership NGO. Overall, the recent emergence of such 
professionals in large numbers within the arena of voluntary 
action has strengthened NGO work areas like the protection of 
natural resources and the environment, the promotion of low-cost 
technologies affordable by the poorer groups, resettlement, the 
policy dialogue on economic issues between NGOs and the industry 
or the government, etc. 

Altogether, the picture emerging for the overall NGO 
movement is one of a growing stream which gradually gathers its 
waters from innumerable affluents of various origin, location, 
and content, at every turn running into barriers or being 
constrained by straits, but nevertheless converging into an ever 
wider flow with multifaceted strength. 

NGOs as Actors in Local Development 

The two fundamental actors in local development 
processes are the local governments and the local communities. 
But "community and bureaucracy are two evidently antithetical 
styles of social organization" (Robertson, 1984), which serve to 
distinguish the two major protagonists in planned development: 
the people and the state. In the interaction between these two 
actors, NGOs insert themselves not as a third and 
different/independent actor, but as an emanation and representa­
tion of the community (or of a community subgroup).~/ Beyond 
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their various differences, they appear as an organizational 
response, most often instrumental and sometimes political, of the 

community or its subgroups, in pursuit of alternative strategies 

(Padungkarn, 1987) for local social development. 

A key question in the developing world is the degree of 

intervention and control that central governments can and should 

exercise over development planning in general. This, of course, 

includes local development planning and administration. As the 

nation-state is being built and strengthened, and as the power of 
the center asserts itself ever more strongly over the 
peripheries, the need to decentralize is in turn felt with 
increasing force. 

Decentralization takes several typical forms: 

(a) deconcentration; (b) delegation to semi-autonomous or 

parastatal agencies; (c) devolution to local governments; and 
(d) transfer of functions from public to nongovernment institu­
tions or joint exercise of such functions (Rondinelli, 1981; 
Cheema, 1983). Against this background, it is clear that the 
natural evolution of the state and local government in the 

developing world creates room and indeed calls for increasing the 

role played by nongovernment bodies in local development, local 
planning, local service delivery and local administration. 

Over the last 

become the central stage 

tions have appeared the 

10-15 years, Third World countries have 

on which new nongovernmental organiza-

f astest. They join other, traditional 
forms of local associations that still survive. Their organiza­

tional cohesion varies, but strong or loose, formal or informal, 

as they may be, they represent an organizational response to the 
needs of their constituents and to the governmental patterns of 

managing or servicing development and administrative require­

ments. Whether or not they will be able to parcel out new 
territory for themselves within such decentralization processes 

depends on their strength and skills, on the way their own 
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genesis has stamped their nature and goals, as well as on the 
political attitude of governments. 

In tracing the genesis of this new kind or organization, 
NGO representatives point to causes that are quite different in 
nature: (a) societal conflict and tension; (b) the need to 
respond more effectively to crisis situations or new demands when 
traditional structures break down or become unresponsive; 
(c) ideological and value differences with the powers-that-be in 
development planning and implementation; (d) the realization that 
neither government nor the private business sector has the will 
or capacity to deal with certain acute socioeconomic problems; or 
(e) the determination to help people at the grassroots to get 
organized and involved in ongoing governmental development 
programs. (Garilao, 1987; Padron, 1987) 

Many such associations are also organized as adaptive 
mechanisms for people transplanted from one social context to 
another, such as migration from rural to urban areas. This 
adaptive role is, for example, widely documented in the anthropo­
logical literature for Asia and Africa. 

Keeping in mind the many different causes for NGOs' 
birth helps explain the differences in their nature and organi­
zational behaviors, as well as the different patterns of govern­
ment reactions to NGOs. 

Some definitions currently in circulation about NGOs are 
narrow and sectarian. They overlook an outstanding aspect of 
NGOs: their enormous variety and the differential capabilities 
of the extended NGO family. Third World NGOs (sometimes also 
called Southern NGOs) are not a mirror image of First World NGOs 
(sometimes called Northern NGOs). Voluntarism in association is 
a key organizational characteristic of all NGOs, but many NGOs, 
particularly those that pursue a special interest of their own 
membership, do not describe themselves simply and only as 
voluntary agencies. This fact makes the concept of "private 
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voluntary organizations" (PVOs), that is often used in the United 
States as a synonym, somehow more restrictive than the broad 
term NGOs. The voluntarism that is a cornerstone of such 
nongovernmental organizations is not in conflict with the fact 
that they pursue a specific general interest or a group interest 
of their membership. 

Economic NGOs 

The sociological concept of "voluntary associations" 
applies to NGOs in developing countries, but sometimes this 
concept is defined by sociologists in a narrow manner, so as to 
include the "not-for-profit" characteristic. This restriction is 
disputable. For some voluntary organizations created with the 
purpose of helping constituencies that are largely outside the 
organization, the "not-for-profit" characteristic may be regarded 
as definitional. However, for nongovernmental voluntary 
organizations that aim to provide a service to their own group 
membership, -- often a production related economic service -- the 
"not-for-profit" characteristic is inadequate and exclusionary. 
In fact, a strong tradition in the anthropological/sociological 
literature defines voluntary associations as "common-interest 
associations" (Kerri, 1976). The definitions that I call narrow 
(and the international agencies · which are using them) 
inadvertently leave out the grassroots economic associations of 
people on the grounds that these cannot be described as "not-for­
prof it" because they pursue an economic interest of their 
membership. Some studies of voluntary organizations similarly 
exclude!/ many voluntary economic associations of people from 
their purview on the grounds that they pursue economic 
objectives. Those definitions that I regard as narrow would also 
not consider peoples' cooperatives (e.g., marketing co-ops, 
credit co-ops, etc.) as NGOs because they are set up to protect 
and generate economic benefits for their members. 

In my view, because these 

oriented and production-related 

and similar types of service­

organizations are clearly 
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nongovernmental they should not be defined out of the concept. 

As a generic name, they could be called economic NGOs, in the 

sense that they directly support people's productive activities. 

These economic or production related NGOs include the water users 

societies found in many countries, grazing/pastoral associations, 

credit and consumer cooperatives, milk collection and processing 

co-ops, farm equipment purchase or lease associations, tree­

grower associations, fishermen cooperatives, and so forth. These 

organizations are probably more crucial for local development, 

for promoting "self-reliance as a strategy for development" 

(Galtunig and assoc., 1980) or for facilitating "assisted self­

reliance" (see Uphoff, 1988) than the charitable associations 

(important as these undoubtedly are); they are more instrumental 

in generating economies of scale, in engendering collective 

concerted actions, in resource mobilization, more adequate for 

receiving outside support/assistance and for channeling and 

distributing it equitably, as well as for cultivating group 

awareness and solidarity. Institutionally, such NGOs perform not 

just "delivery" functions but mainly "enabling" activities (Vyas, 

1988). 

The pursuit of an economic goal is a powerful incentive 

for people to organize themselves for coordinated action. The 

resulting organization, caeteris paribus, may be as legitimate an 

NGO as is one which pursues noneconomic objectives. 

The above distinction, far from being just a conceptual 

subtlety, leads to another consequential conclusion: the 

relationships to be established between government agencies or 

international aid agencies, on the one hand, and the various 

categories of local/indigenous or international NGOs on the other 

hand, must vary accordingly and must be built on what each type 

of NGOs can do best. 

It is correctly emphasized (Annis, 1987a; Padron, 1987) 

that the diversity of NGOs found within developing countries 

warrants other, more refined distinctions as well. For instance, 
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as suggested in the previous section, some researchers make a 
distinction between the organizations they call NGDOs (nongovern­
mental development organizations), that in third world countries 
cater to the needs of the grassroots sectors, and the GROs 
(grassroots organizations) which actually comprise the people at 
the grassroots; others (Uphoff, 1986; Esman and Uphoff, 1984) 
suggest a distinction between "membership organizations" and 
"service organizations".~/ Together all these various attempts 
to categorize such organizational forms in light of their 
manifest functions point to their common essence: the underlying 
advance in the degree and specialization of people's social 
organization. 

The self-aggregation of people into economic NGOs 
magnifies their capability to reject paternalistic interventions, 
to act for their own development and to assert themselves as 
organized and power wielding groups in the dialogue with local 
governments. In the post-colonial situation of most third world 
countries, the massive appearance of grassroots economic NGOs is 
such a significant trend on their social landscape because it 
follows or parallels the establishment of local (elected or 
appointed) government and of local branches of central-state 
agencies in these countries. The obvious implication is that 
local government bodies are not seen as the only, or necessarily 
the best, exponents of the local people. NGOs are germane to the 
issues involved in local (and general) development because they 
articulate and multiply the capacities of mostly powerless rank 
and file individuals and slowly but gradually increase their 
bargaining power as groups. 

A key question for the post-colonial situation is who is 
extracting the surplus from rural areas, from whom, and how. The 
growth of grassroots NGOs may still be an incipient process, but 
it reflects a shift in power articulations. They can only 
lightly, if at all, influence the outcome of current resource 
allocation and surplus extraction processes, but they may 
gradually put their membership in a more favorable position to do 
so. 
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IV. PATTERNS OF NGO STRENGTHS AND WEAKNESSES 

How effective can NGOs be as a patterned alternative to 

government intervention in development activities? What are 

their comparative advantages? 

empirical, rather than in a 

important for both approaching 

Answering these questions in an 

conceptual/hypothetical manner is 

immediate tasks in local develop-

ment and defining strategic orientations for strengthening NGOs. 

While skepticism about NGO effectiveness is gradually 

decreasing, there are many contradictory views about the 

weaknesses of NGOs. These views range 

NGO effectiveness to hyperbolic 

assessment study sponsored by AID 

comparative advantages or 

from quasi-denial of 

exaggeration. An empirical 

(Hursh-Cesar and assoc.) on the development effectiveness of 

private voluntary organizations (PVOs) in four sectors (health; 

nutrition; water supply; sanitation) has derived two sets of 

conclusions about the typical "strengths" and "weaknesses" of 

these organizations as a program vehicle for development work. 

Comparative Advantages 

The main NGO strengths identified are the following: 

(a) Capacity to reach the rural poor and outreach to 

remote areas. Although NGOs work in both urban and 

rural areas, they tend to focus on poorer 

communities that have few basic resources or 

infrastructure, often located in hardly accessible 

places, where government programs either are 

limited, don't exist, or are ineffective. 

(b) Capacity to promote local participation. NGOs are 

often themselves part of the population whose 

involvement is sought. If they come as outsiders 
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to the given area, they tend to develop bonds with 
the people they serve: they work with community 
groups as partners, emphasizing local self-help 
initiatives and local control of programs. 

Ca2acity to 02erate on low costs. The largely 
voluntary nature of NGO activities, their 
commitment to use low cost technologies and 
streamlined services, and low staff costs, enable 
them to operate efficiently on low budgets. 

(d) Ca2acity to innovate and ada.Qt. Being rooted in 
the communities they serve and oriented towards 
promoting initiatives, NGOs have a comparative 
advantage in identifying needs and building upon 
existing resources. 

services, they can 

elsewhere and adapt 

well as work out 

local needs. 

More flexibly than government 

transfer technologies developed 

them to local conditions, as 

innovative responses to these 

Comparative Limitations 

The main weaknesses identified by the same empirical 
study in NGO activities are: 

(a) Limited replicability. 

activities are too small 

Many NGO 

and localized 

sponsored 

to have 
important regional or national impact. NGO 
activities depend on a highly motivated and 
culturally sensitive staff, and where staff 
intensity and motivation cannot be replicated, the 

activities themselves cannot be replicated. 
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Limited self~sustainability. 
projects are not designed so 
they can sustain themselves 

Many NGO sponsored 
that in the future 

with little or no 
outside aid to the beneficiary communities. 

(c) Limited technical capacity. Local NGO projects are 
still often initiated with insufficient limited 
technical feasibility analyses and weak data bases. 
This is often the result of their lack of 
sufficient managerial or economic staff/skills, 
which is understandable given the circumstances of 
many NGOs, yet affects their overall results. 

(d) Lack of broad programming context. Although it may 
vary by region or sector, NGO projects often are 
implemented individually, not as part of a broader 
programming strategy for a region or a sector. 
Often NGOs carry out their initiatives and projects 
individually and relatively or completely 
unconnected with other NGOs or programs, a tendency 
that hinders the establishment of country-wide or 
region-wide programs. 

The very nature of NGOs as voluntary organizations is 
both a source of strength and of certain limitations; and the 
activities for which they are best fitted must be selected with a 
realistic sociological understanding of what can be best 
accomplished through voluntary endeavor. 
not belittling to analyze the weaknesses 

It is important, and 

of NGOs, precisely 
because altogether they are going through a period of impressive 
organizational growth which they could steer towards overcoming 
these problems. Insightful observers have noted that NGOs are so 
frequently lost in self-admiration that they fail to see that 
even the strengths for which they are acclaimed can also be 
serious weaknesses (Annis, 1987): for instance, in the face of 
pervasive poverty, "small scale" can merely mean "insignificant"; 
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"politically independent" can mean "powerless" or "disconnected"; 
"low cost" can mean "underfinanced" or "poor quality"; 

"innovative" can mean simply "temporary" or "unsustainable". 

Not everybody agrees in regarding the strengths and 

weaknesses indicated above as general. Indeed, some specific 

NGOs, or some of their projects, may already have overcome those 

general weaknesses and are no longer prone to them. It can be 

also argued that the contribution of NGOs should not even be 

expected to come from unlimited replicability, since the NGOs 

themselves are so different in nature, structure, size and 

purpose that they must not carry out similar activities; rather, 

the contribution of NGOs may come primarily from the multiplicity 

of their activities, from their ubiquity and ability to trigger 

many individual, albeit idiosyncratic, initiatives, which exert 

influence in a cumulative manner. This, too, is a valid, factual 

argument. 

On the other hand, competent evaluators point out that 
in many projects NGOs, despite their efforts, do not or will not 

reach the poor majority. Upon inspection, many NGO projects turn 

out not to be participatory despite their rhetoric, and involve 

"enlightened" top-down control by the NGOs themselves, sometimes 

along with control of decisions by local elites (Tendler, 1982). 
But these are not intractable problems either. 

The essential conclusion, in my view, is that the 

recognition of the key contribution that NGOs can and do make 
should not be accompanied by the mistake of idealizing them. 

NGOs have great potential, but they are not the ultimate panacea 

to the contradictions and difficulties of planned change and 

induced development. An objective approach to the limitations 

and weaknesses of NGOs is required for strengthening their own 

structures and performance, as well as for making their activ­

ities technically and economically sounder, and more replicable. 
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Substantive Areas for NGO Activities 

At the local development level, the areas in which NGOs 

could make their strongest contributions are specifically the 

areas in which either local government intervention is weak or 

nonexistent, or is present but done in a manner that dissatisfies 

the local population or some of its subgroups. There are three 

basic types of small scale projects that NGOs can undertake: 

(a) small production oriented projects (e.g., the 
establishment of a tree nursery by a women group; 
or the construction of a small tank irrigation 
system, etc.); 

(b) production support service projects (e.g., building 
village/group storage facility or a road, setting 
up a village to market transportation service, 
etc.); and 

(c) social service projects (e.g., a health room or 
community hall, creating an ambulance service, 
building a sports terrain or a house for a teacher, 
etc.) 

Another way of classifying the key activity areas at the 

local level into which NGO can make their contributions 

selectively, was suggested by Uphoff (1986), who distinguished 

five domains: (a) natural resource management; (b) rural infra­

structure; (c) human resource development; (d) agricultural 

development; and (e) nonagricultural enterprise. These all are 

areas requiring local institutional development both in terms of 

government decentralized structures and agencies, and in terms of 

people's nongovernmental associations. NGOs may carve out for 

themselves a distinct "niche" by establishing themselves as an 

alternative to the role of government institutions -- either as a 

complementary organization, or as a substitute organization. Of 

course, this depends also on how the planners of local develop­

ment, i.e. the local governments, see the NGOs, and whether or 

not they are ready and receptive to work with the NGOs. 

A telling example of what NGOs can do for local 

development by initiating [one or another type of] such projects 
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are the accomplishments of the Orangi Pilot Project (OPP), an NGO 
guided by a charismatic leader and experienced organizer, Akhter 
Hameed Khan, that works among the people of Orangi, Pakistan. 
Orangi is the name of a large suburb of Karachi, within which 
settlement begun spontaneously and rather anarchically in 1965; 
it grew rapidly after 1972 to more than 100,000 families, and 
continues to expand. The settlers built their houses without any 
government help. Most municipal services have been lacking or 
supplied in an unsatisfactory manner. 

As a nongovernmental organization, OPP has chosen not to 
itself set up welfare clinics or schools or economic enterprises, 
but to take a "capacity building approach", by concentrating on 
model building and stimulating community participation (Khan, 
1986). OPP considers itself primarily a research NGO; first it 
studies and analyzes the outstanding problems of Orangi and then, 
through prolonged action research and extension education, 
proposes solutions to them. An integral part of their research 
and education work is to enable people to organize themselves for 
implementing these solutions (Khan, 1986; Ghafoor, 1987). 

OPP has undertaken several model building programs, 
which touch upon the social services for Orangi and the people's 
production/income generation activities. These are (a) the 
program for introducing low cost sanitation; (b) the low cost 
housing program; (c) the women work centers; (d) the women 
welfare program; and (e) school education. Low cost sanitation 
is OPP's oldest project. Started in 1981, the objective was to 
improve the dismal sanitation and drainage of Orangi neighbor­
hoods, which were the causes of recurrent epidemics, high child­
morbidity rates, waterlogging, low house values, etc. OPP's 
research discovered four "barriers" which explained people's 
relative passivity and resignation in spite of the abysmal 
sanitation conditions: the "psychological barrier"; the 
"economic barrier"; the "technical barrier" and the "sociological 
barrier" (Khan, 1986). The perceptive understanding of these 
obstacles led OPP to identify appropriate solutions to energize 
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the community, to lower the costs of constructing improved 

sanitation, to carry out 

designs, maps, plans, and 

activities. OPP worked 

surveys and provide the residents with 

to carry out training and information 

systematically to remove each of the 

"four barriers", set up a team of social organizers and a team of 

technicians, identified the social units (the "lanes" of 

inhabitants) which would sponsor the construction work and 

carried out many other "social engineering" arrangements 

(Ghafoor, 1987; Khan, 1987). 

The achievements have been outstanding: between 1981-86 

about 28,000 families joined the low cost sanitation program, 

constructed underground lane sewerage lines with a total of over 

426,000 feet, built secondary drains, introduced over 28,400 

sanitary latrines, and have themselves invested close to 30 mil. 

rupees in this development. Whole sectors of Orangi have 

improved their sanitation dramatically and the demonstration 

effects are so powerful that the program is being continued in 

the remaining lanes through the same self-managed and self­

f inanced approach. 

Thus, a well guided NGO has succeeded in an area in 

which the municipality government and agencies simply were not 

able, organizationally and financially, to provide the needed 

services. It has had a profound impact on improving the quality 

of life of the Orangi population. The other programs, 

particularly the housing program and women's work centers, are 

achieving comparable results. The lessons of Orangi deserve to 

be studied in detail: they hold much wisdom and hope for 

replication in other similar NGO initiatives for local and 

regional development. 

Social Organization for Resource Management 

Another priority domain for both NGOs and local 

governments is the area of natural resources management -- one of 
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the five domains mentioned above. NGOs can and must support the 
unorganized or weakly organized poor or small users struggling to 
acquire control over productive resources. 

Poverty eliminates many opportunities for individual 
farmers acting alone; jointly organized use is not just a 
virtuous bit of cooperation but an economic necessity. The 
management of natural resources (e.g., rangelands, forests, lakes 
with fishery resources, etc.) requires strong social organization 
capable of enforcing incentives and penalties in order to elicit 
rational and equitable behavior by individual users. Absence of 
such patterns of social organization allows open access, which 
almost always leads to resource destruction and environmental 
degradation. Technocratic development programs that attempt to 
stop such degradation only by financing a new "technology" but 
without putting in place a pattern of social articulation apt to 
organize people according to the demands of that technology are 
inevitably doomed to fail. Much too often, management of such 
common resources by government bodies has not been effective and 
has left a huge "organizational vacuum" which may be filled 
effectively by the people themselves, constituting themselves 
into an NGO. 

Discussing the concept of resources 

observed 

for local social 

that the very planning, Conyers (1986) 
identification of something 

that thing itself, but also 

has 

as a resource depends not only on 
on the attributes of the potential 

users, including their knowledge, skills, their status, their 
access to other complementary resources. Natural resources are 
only potential resources until a certain form of social organi­
zation transforms them from parts of nature into parts of the 
social production process. Nongovernmental organizations may be 
an appropriate form of social/economic organization for enhancing 
people's ability to identify, gain access to, appropriate, or use 
and manage natural resources such as 
fish, etc. 

rangeland, water, trees, 
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It is, in turn, incumbent upon local development 

planners, -- in other words, upon the planners acting on behalf 

of the government to include in such plans not only the 

physical resources for the available capital, but to be equally 

concerned with the social capacity for managing these resources. 

In practice, however, local planners rarely recognize the 

centrality of people in planning, in other words, they do not 

put people first are little aware of the critical socio­

cultural attributes of the local population (e.g., its stratifi­

cation, organization, etc.), and take as their starting point the 

capital and physical resources or constraints. 

The Small Scale-Large Scale Dilemma 

Probably the most important question that persists about 

the effectiveness of NGOs is the one regarding the limited 

replicability of their activities and the intrinsic smallness of 

their interventions. Can this limitation be overcome? Can 

micro-level interventions be aggregated on large scale? 

It is recognized 

that the breadth of NGOs' 

location-specific nature 

nonstandard, idiosyncratic 

even by the strongest NGO supporters 

impact is necessarily limited by the 

of their interventions and the 

character of NGOs 

perhaps only one 

are available to 

as organizations. 

option with two 

break out of this 
Two strategic 

complementary 

dilemma: 

options (or 

sides to it) 

one is that small scale NGO activities could, 
conceivably, proliferate on such a vast scale as to 
gain macro significance (i.e., significantly affect 
development at the regional or national scale) by 
aggregation, rather than remain a scattering of 
limited, isolated initiatives. In this scenario, 
it is further hypothesized that the grassroots NGOs 
would not only multiply independently of each 
other, but also interlock into systems and webs of 
organizations capable of influencing macro-scale 
processes, affect state policies, mobilize large 
human resources, develop alliances and networks and 
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thus wield more power. Based on a study of NGOs in 
Latin America, Annis (1987b) has argued that such a 
process is already occurring; his argument starts 
with asking "how large can small become, 
ultimately?" and contends that, as a result of the 
expansion of "webs" of grassroots organizations 
that have "thickened" and entered in relationships 
with the public sector, small interventions tend to 
become institutionalized, reach a larger number of 
people, transfer more political power to the poor, 
and create the premises for making small scale 
change into a development policy for large scale; 

another strategic option for achieving replication 
of NGOs' small scale initiatives, rather than 
leaving them confined to their initial locations 
only, is a gradual linking of NGO activities with 
administrative or international organizations 
including (in one form or another) government 
bodies; this approach can also facilitate and 
promote some micro-policy reforms (Korten, 1987) 
with support from official government agencies. 
Hidden within this option are the risks and 
trappings of NGO co-optation; yet if linkages are 
built from a position of NGOs strength and growth, 
NGO independence might be protected at the same 
time with increased influence over state policies 
and administrative environments. 

Are such strategic orientations realistic, or simply 
instances of wishful thinking? Are there other alter._,.natives for 
breaking out of the small scale-large scale dilemma? These are 
crucial questions for the future of NGOs and they invite the 
examination of ongoing actual experiences. 

Two areas are particularly propitious for such 
examination: (a) the interaction of developing country NGOs with 
the government bodies (national and local) which they attempt to 
influence, and (b) the interaction of NGOs with large inter­
national development agencies and organizations. 

In this paper I chose to address mainly area (b), by 
examining the interaction between NGOs and a large agency as the 
World Bank. Indeed, if 

actual programs of large 

NGOs could influence the policies and 

scale international organizations like 
the World Bank, then their contribution and impact can gain a 
significant multiplier. 



V. INTERACTION BETWEEN LOCAL NGOs AND INTERNATIONAL 

DEVELOPMENT AGENCIES: THE WORLD BANK'S EXPERIENCE 

To be genuinely effective, the development policies and 

programs to of large international organizations must ultimately 

be able to cause change at the local level. In this sense, every 

macro policy and program must by definition be aware of its 

implications and consequences for local level development. The 

multilateral or bilateral aid agencies which financially assist 

such macro programs are therefore bound to interact not only with 

central governmental agencies but also with the key actors at the 

local level: local governments, the local communities and, when 

these exist, their various nongovernmental organizations. 

Such cooperation with local NGOs still has a limited 

record: there are not many fully successful experiences; there 

are quite a few failures and missed opportunities; and new 

approaches are ongoing and still being tested. A good deal of 

the territory is still simply uncharted. 

Weaknesses and hesitations have been visible on both 

sides. The programs supported by international agencies have 

frequently been conceived and executed in a top-down and 

paternalistic manner, little informed by an adequate sociological 

knowledge of the local social fabric. This has proven to be a 

key reason for failure or underachievement, particularly in 

poverty alleviation programs. In turn, local NGOs often have not 

known how, and sometimes did not want, to get involved in joint 

programs, or how to influence them and contribute to their 

effectiveness. 

It is therefore useful to explore strategies for 

intensifying such interaction and particularly for enhancing the 

roles of indigenous NGOs. This is a timely -- maybe even urgent 
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-- task, since at this moment virtually all multilateral donors, 

bilateral aid agencies, as well as many international and 

national NGOs, are expanding their working contacts. Learning 

processes must be refined at both ends, to overcome past mistakes 

and carve out new models for cooperation. With a view towards 

the lessons to be learned, I will briefly review some aspects of 

the World Bank's interaction with .NGOs. 

As an international development agency, the World Bank's 

record in this area is certainly far from optimal. Many Bank­

financed development projects have not adequately pursued 

participatory approaches and the interest in systematically 

involving NGOs is relatively recent. Empirical evidence of the 

consequences suffered by Bank-financed projects from not 

sufficiently involving the grassroots organizations of benef i­

ciaries in these projects has come, inter alia, from the findings 

of an OED study on 25 Bank-assisted projects which were re-

evaluated several years 

evaluations found that 13 

after their completion. The impact 

out of these 25 projects failed the 

long-term sustainability test. Among the five main causes that 

led to lack of sustainability, the one identified by the study as 

ranking first was failure to involve local grassroots organiza-

tions and thus to ensure 

1987). Conversely, the 

beneficiaries' participation (Cernea, 

same study concluded that when such 

organizations existed, they acted as enduring structures support­

ing the project initiated activities long after project 

completion. They thus became instrumental for long-term project 

sustainability. Other sociological analyses have corroborated 

this conclusion with similar findings (Kottak, 1985; Paul, 1987; 

Uphoff, 1987). 

While more or less 

place in the '70s and even 

projects [Hellinger, et al., 

sporadic cooperation with NGOs took 

earlier (e.g., in urban development 

1988]), the World Bank began to 

develop its relations with NGOs more systematically in the early 

'80s. In 1982, a World Bank-NGO Committee was established, which 
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provided a formal coordinating forum and a focal point for the 

Bank's dealings with NGOs. The multiple activities currently 

underway can be summed up under four main areas: 

(a) operational 

programs; 

collaboration, 

(b) development education; 

in projects and 

(c) policy dialogue between the World Bank and NGOs, 

particularly on poverty alleviation and environ-

mental issues; and 

(d) public frameworks for NGOs. 

Looking beyond the case of the World Bank's experience, 

I believe that these four domains may be regarded as key areas 

(although not the only ones possible) for any general strategy of 

interaction between official aid agencies and NGOs. 

What is the substantive content of these interaction 

areas, in practical terms? How does this cooperation occur and 

can it enhance the role of NGOs in development? 

Operational Collaboration 

The main reason for the Bank's operational interest in 

NGOs is that NGOs of fer a significant and far from fully utilized 

potential to involve people, particularly the poorest strata, in 

the processes of development. The Bank's guidelines for project 

preparation and ex-ante evaluation specifically require that a 

"sociological appraisal" be carried out at the same time as the 

economic, technical, and financial appraisal of projects. It 

must take into account, and rely upon, the local patterns of 

social organizations (Cernea, 1985; 1987). As discussed in the 

previous section of this paper, NGOs have a comparative advantage 

in helping poor people articulate their needs to government 

officials and to representatives of foreign aid organizations as 
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well. The programs of foreign agencies can be enhanced by 
relying on NGOs as sources of local information, inter alia, able 
to convey people's perceptions, felt needs, priorities.~/ NGOs 
and grassroots organizations are (part of) the people whom the 
foreign aid-assisted projects attempt to reach. In addition, 
many NGOs embody considerable general expertise and indigenous 
knowledge, and a variety of local perspectives on development 
issues, often with a keen sense of the subtle cultural, economic, 
moral and environmental aspects. 

We will examine below the 
contributions in two types of situations: 
Bank-assisted projects in three sectors 

NGOs' operational 

first, within regular 
(health, population, 

nutrition) which are more usual areas of interaction between the 
Bank and NGOs; second, within certain less than usual project 
situations, such as the involuntary resettlement of people 
dislocated by dam projects from their socio-economic systems. 
The latter is an area in which NGOs are making an increasingly 
consequential and welcomed contribution. 

(a) Population, Health and Nutrition Projects 

Three sectors in which the need for NGO contributions is 
acute are the programs for population (family planning), health 
care and nutrition (PHN). While Bank financing flows primarily 
through public sector channels, the Bank's PHN projects have made 
significant use of three main alternative resources outside the 
public sector: mobilization of 
community workers; and financing 
service delivery. 

community support groups; use of 
of previously existing NGOs for 

A systematic review of all Bank-financed PHN projects 
appraised between 1981 mid 1987 (Heaver, forthcoming) found 
that 69 percent of all projects feature community workers and 
provide support for their training and supervision. 
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Community support groups have been used in a variety of 

ways. Most commonly (59 percent of the projects), they have been 

mobilized to serve as channels for community information, educa­

tion and communication, aimed at service acceptance. But in 29 

percent of the projects, community groups, usually women's 

organizations and groups of community leaders, were trained at 

the expense of the project in how to provide education and infor­

mation to the rest of the population. And in 27 percent of the 

projects, community groups were involved in providing services: 

for example, women's groups in Malawi (a 1987 project) are to be 

trained in health surveillance and in the provision of simple 

care: in Ghana (a 1985 project) the project was to finance grind­

ing mills for women's groups to produce weaning food. In at 

least three projects, communities were intended to have a major 

management and implementation role in the health system. Thus, 

in Morroco (1985), health management committees were set up to 

participate in health program planning with the Government and to 

manage health resources at the local level: in both Peru (1982) 

and Nigeria (the Imo project, 1987), funds were included in the 

project to finance small scale health projects proposed and 

implemented by local communities: and in Nigeria Imo, the Village 

Health Development Committees were also to undertake health 

surveillance and identify individuals at high risk of disease. 

Finally, in 23 percent of the projects, communities were 

mobilized to provide in-kind or financial support for the govern­

ment health system: in the Indonesia Fourth Population Project 

(1985), for example, village volunteers assisted in local health 

centers, and in the Niger project (1986), project beneficiaries 

were expected to finance the maintenance of their health centers. 

About 21 percent of the reviewed projects provided 

finance for activities carried out by NGOs already existing and 

operating in the project areas. Three types of assistance are 

and materials to assist NGOs to being given to NGOs: training 

carry out IEC activities, as 

and ~esotho (1985): small 

in the Sierra Leone project (1986) 

amounts of money (US$0.1-0.5m) for 

innovative activities to be carried out by NGOs, as in projects 



- 32 -

in Zimbabwe, Botswana and Jamaica; and assistance for NGOs to 

take over and run health centers, as in the Pakistan and Kenya 

Integrated Rural Health projects. In Bangladesh, family planning 

activities carried out by NGOs have been financed more 

substantially: some US$4 million have been channelled through 

NGOs. 

The findings of that review highlighted three 

characteristics that place the not-for-prof it NGOs in the PHN 

sectors in a favorable position to complement public health 

agencies: (a) their ethics and high degree of commitment are a 

strong incentive to perform despite low wages; (b) NGO self 

reliance makes most of them dependent on fees from user charges, 

and if service quality falls the NGOs existence may be 

threatened; (c) their integration into local communities and 

flexible management facilitate organizational learning (Heaver 

op. cit.) . 

More or less similar involvement of grassroots 

organizations can be seen in projects in other sectors, primarily 

in agricultural and urban projects (Cernea, 1981; Beckmann, 1985; 
World Bank, 1983 to 1987); projects in the "hard" sectors (trans­

portation, other infrastructure, etc.) tend to have a consider­

ably lower frequency of NGO involvement. 

Clearly, however, in World Bank activities the 

recognition of NGO's potential is due not to financial reasons, 

but specifically to sociological reasons. The increasing 

recognition of NGOs is part of the growing awareness of the 

centrality of people in development work, part of the gradual 

move away from the technocratic/financial bias in conceiving 
development interventions. 

Although the involvement of NGOs in the Bank's projects 

is noticeably on the increase, to a large extent it is still ad­

hoc and dependent on circumstances rather than occurring system­

atically on the basis of a fully structured policy and set of 
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normative procedures; the extent and depth of such involvement is 
also greatly dependent on the policy and openness of the govern­
ment of one or another borrowing country. NGOs are usually 

participating as delivery mechanisms or implementors of project 
components, with a relatively rare say in the very formulation of 

the project concept and its strategy. A policy-cum-operational 

statement on the World Bank's collaboration with NGOs, prepared 
in consultation with a number of NGOs (see ICVA, 1987) was issued 
in August 1988 (see World Bank, 1988, and further in the paper, 
pp. 42-47) is expected to broaden and diversify Bank-NGO coopera­
tion considerably. 

(b) Involuntary Resettlement 

A 

situation 

less usual, but 

in which NGOs 

nevertheless frequent 

have demonstrated their 

type of 

special 

potential, occurs when 

population displacement 

development projects entail involuntary 

and relocation (Cernea, 1988): for 
instance, dam reservoirs which submerge long segments of river 

valleys, highways which cut across farmers' cultivated lands, 
etc. The involuntary resettlement of people affected by such 
projects causes profound economic and cultural disruption, 

depriving people of their habitats, lands, means of production 
\ 

and sources of incomes. Unfortunately, the compensations and 

assistance provided by government agencies to the affected people 

has been in many cases unsatisfactory, including in some of the 

projects financed by the World Bank. 

Nongovernmental organizations have in many instances 

proven that they are able to take the initiative for effective 
assistance to people subjected to involuntary resettlement. 

Historically, some NGOs have even been established as an 

expression of the need of relocatees from urban and slum areas to 

get organized, in order to defend their rights better. Some NGOs 

have flatly opposed any resettlement and the projects that cause 
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them. Other NGOs have asked for many years for a recognition of 
their capacity to assist displaced groups, but many governments 
have strongly opposed such NGO participation. This situation is 
changing now in many places. The World Bank recognizes the 
right, capacity and role of NGOs in providing significant help to 
people displaced, not only in emergencies created by floods, 
droughts, etc., but also in development-induced relocation. 
International NGOs -- like OXFAM (UK), the Environmental Defense 
Fund, Survival International, and others have repeatedly 
criticized poor resettlement performance under Bank-financed 
projects and have signaled to the Bank cases when resettlement 
does not proceed satisfactorily. Such signals have proven 
beneficial as they triggered additional Bank and local government 
efforts and led to definite improvements in the standards and 
conditions of resettlement. 

A similar positive role is being exercised by some 
national NGOs. For example, in India the "Centre for Science and 
Environment", "Myrada", "Avard", and "Lokayan" have carried out 
in-depth field studies and developed a special expertise about 
involuntary relocation caused by development projects. Some of 
these studies have exercised considerable influence over 
government or donor agency programs related to resettlement. 

When involuntary resettlement cannot be avoided, NGOs 
are well placed, due to their linkages with local communities, to 
both express resettlers' needs and defend their rights. In the 
Philippines, for instance, church related organizations helped 
the Kalinga and Bontoc tribes defend their rights against the 
displacement planned by the Marcos government for the Chico river 
dams III and IV under conditions that would have meant the 
destruction of these tribal societies (Winnacker, 1979). In 
other cases, (e.g., the activity of the ARCH-VAHINI group in 
Gujarat, India) NGOs enable the resettling populations to under­
stand better their legal entitlements to replacement land, fair 
compensation, housing allowances, etc., thus providing a needed 
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service needed always, and particularly needed when one or 

another 

rights. 

government 

NGOs have 

agency 

played 

fails to correctly respect these 

a constructive role helping tribal 

people articulate their needs and concerns, for example in 

India's Narmada river projects. In various countries, NGOs have 

acted on behalf of resettlers by bringing their grievances to 

court, when necessary. Their role was further legitimized and 

reinforced when the courts ruled that resettlers' rights had been 

disregarded and ordered appropriate reprieve. Such actions did 

create some tension between NGOs and the government agencies at 

. fault, but more importantly they helped improve the 

implementation standards of the projects under which such 

resettlement took place. 

The Bank encourages NGOs' participation in the timely 

preparation of the technical and social resettlement plans that 

must be included into the Bank-financed projects that cause 

population dislocation (Cernea, 1988a, 1988b). Such recognized 

NGO participation is also a relatively recent development, 

compared to resettlement operations in the '70s or early '80s, 

and there is scope to expand it considerably in the future. 

Sociologists and anthropologists who work as project officers or 

consultants in Bank-assisted projects entailing resettlement 

(Cernea, 1988c) have provided empirical evidence that an 

effective approach to broadening people's information on 

resettlement is to involve knowledgeable local NGOs, on a long­

term basis, in preparing relocation plans.~/ Based on recent 

positive experiences, the World Bank institutionally encourages 

borrowing agencies to cooperate 

resettlement matters occur and 

projects. 

with NGOs when such complex 

need to be addressed through 

Preparing resettlement plans aimed at rebuilding a 

viable socio-economic base for the re-establishment of displaced 

people allows NGOs to enter into a negotiating process with the 

relevant agencies for obtaining adequate support to the 
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resettlers. In Brazil, for instance, a coalition of local NGOs 
(the Union of Rural Laborers) played an effective role in 
defining the content of the resettlement plan that is the 
centerpiec~ of the Bank-financed Itaparica resettlement and area 
development project, approved in 1987. 

An interesting example is the preparation of the 

resettlement plan for the Karnataka - Upper Krishna Irrigation II 
project. Aimed at resettling over 100,000 people, this plan was 
prepared by the technical agencies of the state government, but 
was found by the Bank to be insufficient for proceeding to the 
appraisal of the project. The appraisal was postponed; the 
Karnataka state government contracted the help of MYRADA, an NGO 
specialized in resettlement, to assist in improving this plan. 
MYRADA started with a sound social survey of the affected 
population and its needs, assessed the potential for relocation, 
etc. and prepared a much more complete resettlement plan, in 
cooperation with the government agencies. Two successive Bank 
reviews proposed further improvements in this plan, before 
appraisal could take place, and these were made jointly by MYRADA 
and the relevant technical agencies. Although state agencies had 
invited the Bank to appraise the project, the Bank postponed 
appraisal with over 15 months in expectation of a resettlement 
plan improved to the standards of the policy requirements. When 
appraisal finally took place in February 1988, the resettlement 
plan, with a substantial NGO contribution, offered a much better 
base for the next project and fully justified both the 
postponement and the NGO's involvement. 

In virtually every 
involvement of NGO was apt 

case when it was 

to address better 

attempted, the 

the social and 
cultural complexities of people's involuntary resettlement. NGOa 
are also making an exceptional contribution worldwide to the 
effectiveness of international donors assistance for refugees 

from natural disasters, or from war and other political turmoil. 
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Thus, besides the "normal" or regular development 

project interventions, it appears that institutionalized 

operational collaboration with NGO in the context of less-than­

usual, complex, disruptive, but sometimes unavoidable projects is 

also at least as effective as any other "normal" activity. 

Development Education 

A second area of cooperation between the World Bank and 

NGOs is development education. This effort is directed primarily 

to the public in advanced industrial countries, in order to 

increase general awareness about development issues, constraints, 

objectives, needs, difficulties. The Bank's main partners are, 

in this domain, the international NGOs and the national and 

international federations of NGOs. The Bank provides some 

support to their development education work, participates in 

national and international NGO conferences, symposia (OISCA, 

1986; 1987), and sustains a substantial publication and media 

program. 

International NGOs have become influential in shaping 

public opinion and sometimes official policies in developed 

countries; the increased financial resources channeled through 

NGOs, described in Section II, are one of the results of those 

activities. Bank-NGO cooperation in development education may 

help fund-raising efforts both for NGOs and for the Bank's 

concessionary lending through IDA to the poorest borrowing 

countries at below market rates. 

Less effort has gone, however, into providing direct 

Bank assistance to development education activities carried out 

by NGOs in third world countries, and this is definitely an area 

in which more support is required. 
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Policy Dialogue 

Policy changes are usually more consequential for 

development than specific projects. Recent experience has shown 

that NGOs can also influence the policies of large development 

organizations. Discussions between NGOs and the World Bank on 

policy issues regarding, in particular, poverty issues and the 

environment, have contributed to the evolution of World Bank 

policies in the content of structural adjustment programs (Schuh, 

1987; World Bank, 1987). 

Partly in response to NGO concern, the Bank has taken a 

number of steps to sharpen its focus on poverty and to lighten 

the social costs of adjustment especially by targeting better the 

support for social expenditures. Compensatory programs are being 

started in several countries and will benefit poor people 

adversely affected by adjustment. Some NGOs have argued that 

what is really needed is a chance for local NGOs, especially 

organizations of poor people, to influence adjustment policies, 

not just the small compensatory programs that help cushion the 

impact of harsh policies. 

For several years, environmental NGOs have waged an 

international campaign to get the World Bank and other 

multilateral development banks (MDBs) to pay more attention to 

the environmental aspects of development. Some Bank-assisted 

projects and policies have been subjected to close analysis and 

questioning. NGOs have convinced a number of Bank's member 

governments to join them in asking for increased emphasis on 

environment (Aufderheide and Rich, 1988). The results have been 

significant, leading to considerable improvements in some 

specific projects, to changes in policies and in the internal 

Bank organizational structure and staff allocation. 

Specifically, in the environmental field, the Bank has developed 

its dialogue and collaboration with organizations like the World 

Resource Institute (WRI), the Environmental Defense ~und (EDF), 
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the International Union for the Conservation of Nature (IUCN), 

and others. Even though their criticism of certain Bank-assisted 

projects has sometimes been harsh, it was received with respect 

and professional consideration and it has helped the Bank and 

some of its borrowing agencies become more keenly aware of some 

projects' implications on vulnerable groups, on resettlement, on 

nonrenewable resources, etc. 

NGOs of developed countries have also successfully used 

their considerable influence to obtain more Bank, donor and 

borrower governments' attention to the issues raised by the NGOs 

of developing countries, thus gaining both public legitimacy and 

more resources for the resolution of these issues. Such policy 

and program-related dialogue will continue to be part of Bank­

NGO relationships. 

Public Framework for NGOs 

An important gain for local and national NGOs from their 

interaction with international organizations is increased 

legitimacy, visibility and support in their own countries. The 

Bank has in a number of cases helped establish a favorable public 

policy framework for NGO activity by giving explicit advice to 

government agencies in borrowing countries, and direct support 

for such interaction through Bank-to-Government contacts. 

In Bangladesh, for instance, the Bank has strongly 

supported the reformulation of the Government's policy on NGOs, 

particularly in the direction of streamlining the administrative 

and legal framework within which they operate, so as to enhance 

NGO contribution. An important poverty alleviation project 

currently under preparation with Bank assistance, is an impetus 

towards this policy reformulation through the key role given to 

NGOs. 
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In Pakistan, as a condition for Bank financing of large­
scale on-farm water management projects, the Bank has asked the 
Government that special national and provincial legislation be 
issued to establish a legal framework for creating grassroots 
organizations of water users along each watercourse. Indeed, 
such legislation was issued before the project became effective; 
more than 8,000 water users' associations were subsequently 
established as part of the implementation of the Bank-assisted 
water management project. Fragile as many still are, these 
associations are making a valuable contribution to watercourse 
lining; but they also face growth difficulties -- they tend to 
remain single task oriented, often lack continuity in their 
activities and some become ephemeral or fail. Nevertheless, the 
mass establishment of such grassroots organizations, resulting 
from a development intervention and facilitated through a 
government-enacted legal framework, represents significant 
progress that is apt to expand and yield long-term benefits. In 
other countries as well, Bank-assisted projects have provided 
multisided support to the establishment and strengthening of 
communal water users associations, like in the Philippines (see 
Bagadion and Korten, 1985) or in Thailand, where a special 
project started in 1987 to revitalize a number of traditional 
"people's irrigation systems" that existed 
of the country but were threatened 
disappearance by recent adverse factors. 

in the northern part 

with disruption and 

The Bank is actively encouraging national governments to 
consider structured NGO participation in Bank-financed projects 
and to explore new forms of partnership between governmental 
institutions and the growing numbers of nongovernmental organiza­
tions. In several countries (Indonesia, Togo, Kenya, Rwanda, 
etc.), the Bank has initiated trilateral meetings between NGOs, 
government agencies and the Bank to jointly examine sectoral or 
national development strategies. The Bank has started to 
indicate to governments the value it attaches to drawing on NGO 
experience and information for improving its own programming and 
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the quality of the policy positions it takes into dialogue with 

government; it also underscores the comparative advantage that 

NGOs have in some cases for assuming responsibility for parts of 

certain public programs. 

This road, however, is not an easy one: more than a few 

governments (at the political level) and numerous government 

agencies (at the technical level) oppose formal NGO involvement. 

The feel directly or indirectly threatened by NGOs growth and 

empowerment (Berg, 1987) and often react with suspicion and 

hostility to NGO activities. They may regard some NGOs activ­

ities as attempts to subvert government policies and/or as an 

unwelcome involvement in politics. In turn, NGOs sometimes face 

the dilemma of accepting some government funds and putting their 

credibility or full autonomy at some risk; this is why they some­

times decline association with certain programs that have a 

government imprimatur. In certain contexts, they distrust 

government agencies on a wholesale basis, fear the power of 

governments, but they also sometimes fail to see the potential 

gains to be obtained by giving or getting support through 

involvement with selected government-assisted programs. 

While I referred above primarily to the World Bank, 

comparable changes and the trend towards more trilateral coopera­

tion are occurring within some other multilateral and bilateral 

aid agencies (Hirono, 1987). The point of it all is that new 

patterns of relationship are gradually evolving not only on the 

local scene, but on the international one as well. These new 

relationships (a) put NGOs firmer on the agenda of development, 

and (b) connect more tightly the local level NGOs and the issues 

of local social development with the trends and processes that 

govern international aid. 

To sum up, the micro-level is increasingly moving into 

the limelight. This offers new strategic opportunities for many 

local NGOs. They must still learn the most effective ways to use 
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them so that they can bring significant incremental benefits to 

their local constituencies. 

World Bank Policy for Collaboration with NGOs 

Based on accumulated experiences and on recent general 

Bank policy documents, an Operational Manual Statement (OMS) was 

prepared in the Bank on collaboration with NGOs. After consulta-

tion with a number of NGO 

the 

representatives, it was issued in 

first time that such a statement was August 1988. 

formulated by 

This is 

the Bank on NGOs, and a summary of its main 

provisions follows.* 

The policy guidelines start by stating a basic premise: 

that collaboration with and advice from NGOs may benefit the work 

of the World .Bank. The Bank's policy position in this domain is 

therefore formulated in order to guide staff in advising country 

governments and their agencies on how to make use of NGOs in 

Bank-financed programs and in order to help staff understand the 

advantages and benefits of working with NGOs. The OMS lays down 

guidelines for handling general issues, formulates procedures for 

project-related activities and delineates responsibilities for 

pursuing Bank objectives in fostering the collaboration with 

NGOs. 

* Throughout the summary given in this subsection, indented 
single-spaced passages are used for highlighting or para­
phrasing the key elements of these guidelines. Although OMSs 
are generally treated as internal Bank documents, that are 
issued to provide guidance to staff, OMS 5.30 on the Bank's 
collaboration with NGOs is available for NGOs with which the 
Bank works. 
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In defining the NGOs with which it seeks to collaborate, 

the Bank's policy takes a broad, nonrestrictive position. It 

refers to 

a wide variety of groups and institutions that are 
entirely or largely independent of government and 
are characterized primarily by humanitarian and 
cooperative, rather than commercial objectives. 
Setting aside terminological and name differences 

. that vary from one country to another, the Bank's 
policy recognizes the nature of NGOs as private 
organizations that pursue activities to relieve 
suffering, promote the interests of the poor, 
protect the environment or undertake community 
development. Production-related NGOs are seen as 
particularly relevant to the Bank's development 
objectives, and such grassroot organizations 
include: water users' societies, pastoral 
associations, consumer and credit cooperatives, 
farm equipment purchase and lease associations, 
tree-grower associations and other similar groups. 
Environmental and emergency relief NGOs are in turn 
relevant to the Bank's objectives regarding the 
environment, support for resettlement and 
reconstruction, etc. 

;··,;: .: .·: r 

The policy guidelines clearly state that, although the 

Bank's primary relationships are with governments, collaboration 

with NGOs can improve the effectiveness of many Bank-supported 

operations, particularly in terms of increasing the long-term 

sustainability of development initiatives and alleviating 

poverty. 

Because of the Bank's relationship to its member 
governments, staff must also respect government 
policies regarding the involvement of NGOs in Bank­
supported activities. At the same time, staff 
should, where appropriate, explain to governments 
how collaboration with NGOs could strengthen the 
development process, and should encourage construc­
tive working relationships among governments, 
donors and NGOs. 

The Bank's policy encourages cooperation with various 

NGOs -- either based in the developing, or in the developed 

countries -- and with apex federations or councils of NGOs. The 

strengths and constraints that characterize NGOs are 
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considered.~/ . It is also noted that the fact that some NGOs 

combine development with political or 

limit the extent to which the Bank 

religious objectives may 

can work with them while 

safeguarding 

governments. 

the primary relationship with its member 

Types of collaboration. The guidelines explicitly 

encourage staff, as a "matter of Bank policy", to develop 

contacts and operational collaboration with NGOs along a wide 

range of activities. These include the 

analysis of development issues, in which Bank staff 
and governments can learn from NGO assessments of 
official development programs, especially regarding 
the concerns of low-income groups. A role for NGOs 
may be among the measures of an adjustment program, 
especially concerning the social dimension of 
adjustment; where appropriate, NGOs should be 
consulted at an early stage. The Bank's analytical 
country economic and sector work on poverty-related 
issues could benefit from both NGOs' views and an 
analysis of the role of NGOs. 

The project cycle offers many "entrance points" for NGO 

contributions. While many such "entrance points" had been used 

even before the new guidelines were issued, they are now 

explicitly defined in order to point out the available options 

for more systematic NGO incorporation into the preparation and 

execution of projects. 

During project identification and design, for instance, 

the guidelines suggest that staff should consider involving HGOa 

as either 

(a) sources of 
ciaries and 
innovation. 
become the 
project; 

information on intended banef i­
on technological and institutional 

Small NGO programs may sometimes 
model for a larger Bank-financed 

(b) consultants for the Bank, government or local 
communities during project preparation, who 
should be involved at an early stage; 
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(c) resource contributors: for project financing, 
some international NGOs may cof inance a 
project or, more likely, finance activities 
complementary to a Bank-financed project. 

The project implementation phase opens up additional 
opportunities for collaboration with NGOs. The guidelines 
identify at least six such key roles for NGOs, such as 

(a) a contractor or manager engaged by the govern­
ment and financed from the loan proceeds or 
through Trust Funds; 

(b) a financial intermediary or a supplier of 
technical knowledge to local beneficiaries; 

(c) an adviser either assisting local benefi­
ciaries to apply for project resources (e.g., 
credits) or organizing local communities to 
make use of project facilities; 

(d) an independent partner implementing activities 
complementary to a Bank-financed project; 

(e) the recipient of government grant or loan 
funds; or 

(f) the beneficiary of an NGO funding mechanism 
established by the project. 

Project performance monitoring. Performance monitoring 
and feedback about ongoing impact on the area population is 
another type of contribution for which NGOs often have a compara­
tive advantage in terms of access to information and objectivity. 

bureaucratic eyes are astigmatic, NGOs 

what is really happening at the 
The Bank's guidelines state that 

As was aptly said, "where 

provide vivid images of 

grassroots" (Qureshi, 1988). 

NGOs may assist the government, a project entity, 
or the Bank in monitoring project progress or 
evaluating results. As outside observers, NGOs are 
often more objective and independent in reporting 
about performance, outcomes and impact. Where 
feasible, their contribution to monitoring should 
be included in the project design. 
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Of course, NGOs' 

implementation, or monitoring 

handling of information about 

area that of ten is fraught 

The guidelines recommend that 

participation in project design, 

will raise questions regarding the 

projects and related issues, an 

with difficulties and controversy . 

staff should be responsive -- and encourage govern­
ments to be responsive to NGOs that request 
information or raise questions about Bank-supported 
activities, subject to preserving the confidential­
ity of privileged information. Staff should also 
observe the Bank's administrative provisions which, 
while adhering to the general principle that the 
Bank should be open about its activities, 
prescribes specific restrictions on utilizing data 
on Bank operations. Similarly, if NGOs give the 
Bank information, the extent of confidentiality 
should be agreed in advance. 

Information-sharing and coordination among NGOs can 
improve their effectiveness and facilitate their 
dealings with the government, but Bank staff should 
discourage governments from imposing coordination 
or over-regulation. NGOs should take the lead in 
deciding whether and how they will work together or 
with one or another formal agency. 

Project Financing Aspects. Because NGOs find i t 

difficult to finance their involvement in the relatively long 

planning processes required for Bank operations, the Bank some­

times makes small grants to NGOs from its budget for studies or 

meetings related to Bank operations. For instance, for projects 

in Africa a special funding arrangement (the Special Project 

Preparation Facility) can be used to launch innovative NGO­

related activities; the Bank has also a special program of grant 

funding for African NGOs active in population planning. Grant 

funding to facilitate NGO involvement in a Bank-financed project 

can also be sought from an international NGO or from anot her 

official development agency (e.g., bilateral development agencies 

and the European Economic Community). A few bilateral a gencies 

(like CIDA, SIDA, NORAD, etc., or UNICEF and UNDP) provide grants 

directly to developing-country NGOs and NGO associati o ns . Such 
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grants can be requested for supporting project-related 

activities. 

A Bank-supported project may sometimes finance NGO­

managed components. However, the Bank realizes that too much 

official funding can destroy an NGO's grassroots character; some­

time, the administrative costs of funding small NGO projects is 

disproportionate to activity costs. Therefore, Bank staff are 

directed to carefully take into account NGOs' need to ensure that 

their special status is not compromised as a result of official 

funding. Moreover, beyond funding per se, any major 

collaboration with NGOs may need to be accompanied by management 

assistance, for example, to improve monitoring and accounting as 

a way to foster institution-building in indigenous NGOs. 

The new guidelines also formalize the possibility of 

NGOs participation in project execution as contractors or 

suppliers, in which case the usual procurement criteria should be 

met. As a special way for facilitating NGO contracts which are 

usually small and involve community participation, when open 

competitive procurement is not always feasible direct contracting 

may be justified if an NGO is the only entity capable of carrying 

out an activity (e.g., maintenance of feeder roads in remote 

areas, or the transfer of a particular technology). 

Finally, the policy guidelines also establish clear in­

house responsibilities for implementing all these provisions and 

for further developing the Bank's policy toward NGOs. The Bank­

NGO Committee will continue to act as a formal forum and focal 

point for the Bank's discussions with NGOs. Altogether, it is 

expected that the new statement of August 1988 will give a strong 

impetus to the Bank's efforts for further collaboration with 

nongovernmental organizations. 

----- -
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VI. STRATEGIC ISSUES FOR LOCAL NGO DEVELOPMENT 

In summing up this paper, I would like briefly to focus 
on two issues which I regard as being of central strategic 
importance for expanding the NGO movement and its impact on local 
social development. 

Organizational Build-Up 

The immediate progress, as well as the long-term 
influence of NGOs as a social movement, depends first and 
foremost on the build-up of their organizational capacity. This 
demands expansion of their coverage and comprehensiveness, i.e. 
extensive development; it also demands intensive development. 
This will require strengthening the many fragile and ephemeral 
NGOs that risk disappearing without a trace, by reinforcing their 
internal organizational scaffolding, improving their account­
ability mechanisms both to their own membership and to the public 
at large, and fortifying their internal decision making, self­
maintenance and reproductive processes. 

The contribution of those NGOs that work for building 
other NGOs and for organizing people within structures adequate 
to their culture and focused 
able. Social organization 
accelerating development and 
resource that can be built up 

on achieving joint goals is invalu-
is a strategic resource for 

improving people's livelihoods, a 
patiently and systematically. This 

is an area in which social scientists, particularly sociologists 
and anthropologists, may make a significant contribution, since 
the genesis of grassroots organizations of various kinds need not 
be a result of spontaneity alone: efforts to establish new 
associations and institutions and strengthening existing ones 
could gain from specialized sociological knowledge. 
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Support for establishing grassroots organizations must 

be given on an increased scale by public bodies and international 

development agencies. This requires financial investments as 

well. But there is still too little knowledge and even fewer 

imaginative approaches about how to invest in grassroots organi­

zation building. But without allocating resources, supporting 

institution building only rhetorically is insufficient. In this 

area again, "the Bank's experience ... is that strong organiza­

tions of poor people of ten help public programs respond to the 

real needs of the poor. With public participation, programs are 

also more likely to keep working after the Bank's involvement 

ends" (Qureshi, 1988). 

Organizatidns, like knowledge, are forms of capital 

accumulation. People's propensity for organizing is an immense 

development resource and NGOs are an adequate vehicle for tapping 

it. As emphasized earlier, NGOs should not be regarded just as a 

conduit for funds or as a means for implementing programs, but as 

a resource in themselves, a type of development capital. Thus, 

building them up is development. In turn, NGOs would amplify 

their capacity faster by putting more of their scarce resources 

into training their own membership and leaders (Sazanami, 19841 
see also Holloway and Watson,!/ . 1987) and into strengthening 

their management patterns and internal authority and 

accountability systems all basic prerequisites for durable 

impacts. 

Policy and Administrative Environments 

The area of NGO-Government relationships is decisive for 

the strategic development and impact of NGOs. To achieve wider 

relevance, and to gain replicability for their initiatives on 

large scales, NGOs must influence government bodies, local and 

national. 

The first requirement is to develop a more favorable 

policy and administrative environment for NGOs' existence and 
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activities. More decentralized patterns of development work, 
/ 

particularly in regional and local planning, offer important 
opportunities both to governments and NGOs for "appropriate 
administration" (CalavanlO/) and for organizational strategies 
for managing local level development (Gunawardena, 1987). 

Paradoxical as it may sound, the progress of nongovern­
mental organizations depends, partly, on government support. But 
governments are often reluctant to collaborate with, and some­
times are directly hostile to, NGOs. In turn, NGOs themselves 
often put restraints on their cooperation with governments. This 
may be out of a concern with being co-opted, or because they 
don't see much potential in such cooperation, or because 
rivalries among NGOs themselves. Perhaps a reversal of thinking 
and posture is called for among NGOs: NGOs may consider 
strategies for act~vely trying, in their own turn, to "use" 
governments, for getting the government's policies, mechanisms 
and resources to be more responsive to the development needs and 
initiatives of the people they represent. 

In practice, this is not an easy and short-run goal, but 
there are indeed many ways of working patiently towards it. Its 
achievement will depend largely on solving the question discussed 
before -- the organizational build-up of NGO's strength. There­
fore, once again, constructing the link between relevance, 
organizational capacity and replicability appears as the 
cornerstone for an expanded NGO impact on development. 
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NOTES 

ll In commenting on a prior version of this paper, Kamla Chowdhry observed that while the recent mass multiplication of NGOs is indisputable, the earlier NGO movement also reached very significant levels in certain periods. For instance, in India during the Gandhian period, thousands of NGOs emerged and made a historic contribution to the Gandhian objectives. Before that, various missionaries groups had set up many education and health facilities in India. 

£/ The member countries of DAC (Development Assistance Committee) are the following: Australia, Austria, Belgium, Canada, Denmark, Finland, France, Germany, Ireland, Italy, Japan, Netherlands, New Zealand, Norway, Sweden, Switzerland, United Kingdom, United States. The capacity of NGOs in these countries to raise private resources for development aid varies widely from country to country. Given fluctuations in exchange rates, this is best expressed by the share of NGO grants in the countries' gross natural product. In 1985, the highest ratios were attained in Ireland (0.13 percent) and the Netherlands, Norway and Sweden (0.08 percent), compared to the average of 0.03 percent for the DAC countries together. The absolute amount of private grants has gradually increased over years, as visible from Table 1, but for the DAC countries combined their share in GNP fell from 0.04 percent in 1973 to 0.03 percent in 1985. 

JI Although distinctions do exist between the NGOs that are village-based or urban-based and incorporate a segment of the community itself, on the one hand, and the so-called professional NGOs, advocacy NGOs, etc., which consist of a specialized group of activists, on the other, both the former and the latter see themselves as agents acting on behalf of the community's interest. 

!/ For instance, a rather solid and comprehensive study by Gorman and assoc. (1984) of the contribution of voluntary organizations as development agents excludes from its analysis "the thousands of voluntary agencies which are engaged primarily in local or domestic pursuits", and explains this exclusion as follows: 

" excluded from our analysis are all profit-making organizations. While these may make considerable contributions to development through investment activities and through donations to 
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private charities, their primary purpose does not 
lie in the direction of philanthropy. By contrast, 
PVOs have as their raison d'etre the provisions of 
resources and services to others without profit as 
a motive". (Gorman, 1984, p. 2). 

~/ Norman Uphoff defines membership organizations as "local 
self-help associations whose members may seek to handle 
(i) multiple tasks, e.g., local developmental associations 
... (ii) specific tasks, e.g., water users associations ..• 
or (iii) needs of members who have some particular 
characteristic or interest in common, e.g., mothers' club 

Service organizations are the local organizations 
formed primarily to help persons other than members, though 
members may also benefit from them." (Uphoff, 1986; see 
also Esman and Uphoff, 1984.) 

~/ Projects financed by outside donors must assess in advance 
what the local people need and expect. However, such 
programs are sometimes based on preconceived ideas, and the 
manner of superficial "consulting" of local people may 
become just a means for justifying these preconceptions, 
rather than for authentic learning about local needs and 
priorities. John Mason gives a very telling example from an 
AID evaluation study: 

"We [project designers] went to the villages 
to ask what they wanted. They said -- give us an 
improved water supply. We asked what else? They 
said -- a hospital. We asked what next? They said 
-- a school .... All the time, in the backs of our 
heads, we knew they were going to get maize 
production." (Mason, 1987). 

The implication is that if the intended beneficiaries of 
such projects would be organized and would act as 
constituted groups, their capacity to express and assert 
their needs and demands would be more effective. 

11 Personal communications from Maritta Koch-Weser, Thayer 
Scudder, Abdul Salam, William Partridge, and Daniel Gross 
provided considerable factual confirmation of the positive 
role of NGOs in many resettlement projects. 

~/ Much along the lines of the discussion contained in chapter 
IV of the present paper. 

~/ Richard Holloway and David Watson have prepared an 
interesting manual entitled "Changing Focus" -- one of the 
very few based on direct field experience that is available 
for planners at the local level and that focuses on poverty 
aspects. Such a manual could be used effectively in 
training NGO activists as well; among other things, it 
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suggests ways in which NGO methods can be integrated into 
the policies and approaches of government agencies. 

10/ Michael Calavan has developed a useful six-pronged set of 
recommendations for creating an "appropriate administration" 
framework for NGO-government collaboration: 
(a) recommendations to government bureaucrats and 
politicians; (b) recommendations for external donor 
agencies; (c) for external private voluntary organizations; 
(d) for local leaders and groups; and (e) for researchers. 
(See Calavan, 1984) 
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BY DAVID BUTCHER 

1. INTRODUCTION 

Anthropologists have been employed by research 
institutions, universities, international 
organizations and governments, but too often under 
such job titles as 'sociologist', 'social planner', 
'social scientfst' and various others. Why this 
should be so I offer no explanation, other than it 
would appear that while some individuals appear 
useful to such employers, their discipline is best 
disguised. Notable exceptions to this seem have 
been the old British Colonial Service, the United 
States USAID and the Canadian CIDA. 

This paper is very much based on personal 
experiences, and those of other applied 
anthropologists whose work I am familiar with, and 
such reference material as is available to me. 

The examples are taken from a variety of rural 
development type projects in a number of countries. 
The paper discusses the role of the applied 
anthropologist in various types of project and 
operating at various levels of organization, from 
the level of fishermen and farmers up to that of 
ministers. Some attempt has also been made to 
describe the role of the applied anthropologist 
during the various stages of the 'project cycle'. 
It is, I'm afraid , a somewhat personal paper, 
because after being invited to make a presentation 
at this symposium, which is also a farewell for •Y 
old tutor and friend, Professor James Littlejohn, I 
feel required to account for myself after all these 
years. 
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There are a number of characteristics which 
differentiate the applied anthropologist from the 
academic anthropologist or the amateur 
anthropologist. The applied anthropologist 
deliberately involves himself, and if he is being 
useful, influences the taking of decisions which can 
change peoples~ lives~ This involvement frequently 
means that the applied anthropologist enters an 
ongoing interactive role with project beneficiaries, 
or subjects, project administrators and collegues of 
various disciplines on the same team.1. The 
applied anthropologist almost by definition also 
works for a client, and work interests are to a 
major extent dictated by the client, though often in 
consultation with the applied anthropologist. The 
main output of the applied anthropologist is in the 
form of reports, memoranda and notes. Unfortunately 
many of the reports produced are restricted in 
distribution by clients. 

The anthropologist, as distinct from the 
applied anthropologist, may study a culture or a 
society, or a part of it, for its own sake, because 
there is a desire to understand it, and possibly to 
to abstract the principles affecting peoples 
behaviour and eventually build models for general 
application. Should the same anthropologist make 
recommendations on what should be done for, or by 
the people studied, the first step has been taken to 
becoming an applied anthropologist. The second is 
taken when the anthropologist assumes an interactive 
role. 

In my own case my enquiries into the migrant 
Fula in Lunsar, Sierra Leone 2. were undertaken as 
part of a team from the University of Edinburgh 
studying various facets of urbanization, financed by 
the Nuffield Foundation. In retropect I suppose I 
could have remained on, or returned to the path of 
"straight" social anthropology , but instead I made 
an evaluation of the resettl~ment of Tema as a 
deliberate step to prepare fo~ work on the much 
larger Volta resettlement.3. ~en years of direct 
contact with proje~t beneficia~ies or target groups 
in a variety of projects followed, and the next ten 
years working within bureacracies with 
responsibility to car r y out development projects, 
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The process of becoming an applied 
anthropologist is generally incremental. The 
anthropologist going from project to project and 
becoming more and more cut off from the mainstream 
of thinking among his more academically inclined 
collegues. By way of compensation the applied 
anthropologist encounters a wide range of cultures 
and development Ii. ssues. 

As already mentioned the applied anthropologist 
works for a client, it also being generally 
understood, at least by the anthropologist, that his 
efforts will benefit or in some way assist a number 
of people on whose behalf a project is implemented, 
consisting, for example, of the management of a 
factory or farmers coming within a new credit 
scheme. There is usually a triangular relationship 
between the three parties, viz: 

action 

I 
I 

~ 

Client 

II~ 
I 

I 
\ 

\ 
\ 

\ 
\ 

\ 

information and 
recommendations 

Project ________________ ~> 
beneficiaries data ;,? 

Applied 
anthropologist 

The anthropologist gathers information, analyses and 
prepares reports which are passed to the client. 
The client then uses the data for planning, and 
hopefully the anthropologist~s recommendations to 
influence project de·sign or modes of implementation. 

The applied anthropologist can only see action 
he has recommended being implemented if the client 
first accepts that it will be useful. It is then 
directly carried out by the client agency following 
a policy ruling or decision. The applied 
anthropologist cannot implement anything on his own, 
as he has neither the authority nor the resources. 
Therefore much thought has to be put into 
indentifying not only what should be done, but how 
to present it to the client so it will be accepted. 
In the case of applied anthropology, as with any 
other provider of ~dvice, "a solution which is not 
implemented is a poor· solution".4. 
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Often the applied anthropologist has to take 
other types of factor into consideration. As it is 
not totally unknown for some individuals within the 
client group to benefit personally from the 
development project for which they are responsible , 
the applied anthropologist has to consider any 
recommendation carefully to make sure that it does 
not infringe on 'somebody~s income, or even more 
important, their prestige or status. If a 
recommended action is even seen as a threat in these 
regards it will never _see the light of day no matter 
how important it may be to the project 
beneficiaries. In such a situation the applied 
anthropologist can either stand on his high horse, 
in which case he will probably lose the credibility 
and trust of the client, or accept that as an 
anthropologist it is not his job to pass judgements 
on what other people in other cultures and countries 
consider important, but rather to identify what is 
important, and to whom. 

Besides the client and the farmers, fishermen, 
settlers, traders, or whoever, whom the applied 
anthropologist works with, there are often the 
professional colleagues of varied disciplines, who 
together make up a project team. If there is a need 
for budding applied anthropologists to receive so•e 
professional training, there is an equal or greater 
need for some engineers, agronomists and economists 
to be at least informed about what an applied 
anthropologist can do, and what he cannot do. The 
difficulty of extracting data from farmers on crop 
production or their incomes; or the convincing of a 
government official on the merits of a new type of 
project organization pales into insignificance when 
the applied anthropologist tries to explain to an 
agronomist of HollandP.~ origin why farmers will not 
follow his proposed cropping pattern; or convince a 
North Sea or Icelandic master fishermen of the 
merits of developing artisinal fisheries in 
developing countries before trawlers are introduced. 
Regretfully too many so called technical experts 
know a great deal about soils, about water 
mangement, about tractors and nearly everything 
else, but very little about people and what they 
want. One engineer, when it was pointed out to him 
that an irrigation project disi'lcated a large number 
of people who did not ben fit from the new 
irrigation facicities, remark d that "you cannot 
make omelettes without breaking eggs"~5. 

I 
Acceptance by team collegu~s is a must, if the 

applied anthropolog ~ st is to be .effective in what is 
often his most impor~ant role, as a bridge or 
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facilitator between the ideas of technicians and the 
people who are supposed to benefit from the 
technology. A surprising number of technically 
trained people are convinced that a person without 
their own professional training cannot understand 
anything about their discipline. This is 
unfortunate because the job of the applied 
anthropologist is to understand the problems and 
constraints of people (beneficiaries> and to try to 
tap the ideas 'and skills of the technicians, and 
tailor and channel them in a form acceptable and 
useful for the people. In recent years there has 
been a welcome swing _in the direction of improving 
indigenous techniques, and as a first step in more 
thouroughly finding out what people in non Western 
cultures already know.6. In general they know a great 
deal about soils, crops, seasons, sunlight, planting 
techniques, and quite often they are more than 
adequately able to adapt to new seed varieties or 
crops, if they are approached initially in the right 
way. The right way is to go in a spirit of watching 
and learning from the farmer or fisherman, rather 
than to assume that whatever he and his forebears 
have been doing is a waste of time and should be 
abandoned, in favour of some new <untried) methods. 

A point often not fully appreciated by 
professionals who have mainly worked academically, 
or looked at development projects from outside 
rather than from within, is the bureaucratic morass 
in which the applied anthropologist or other change 
agent, find themselves. In order to carefully 
formulate or tailor recommendations to make them 
acceptable to t~e client, it is essential to 
thouroughly understand the various rules and 
procedures to be followed, and the collective and 
individual bureacratic mind. The inertia and 
resistance offered by such entities is often 
frustrating, especially when some otherwise sensible 
way of doing some~hing is blocked. However the 
forces behind such frustrations are usually 
directional, not static, and by reformulating the 
proposal, or by waiting until there is a change in 
personnel or policy, these same forces can be used 
to advantage, rather as a Judo expert uses his 
opponant~s own momemtum to throw him. 

Almost regardless of which type of project the 
applied anthropologist finds himself, he has to work 
within ~n ~veral 1 environmen·t

1 
made up of sevei:-al 

parts ~hich include; the projeft work p~a~ and its 
objectives; the structur~~ policies and 
personalities of the client or\ executing agency of 
the government; the policies bf the funding agency 
and the views and opinions of ~ ts representatives; 
the team leader anc the technic.al col leagues on the 
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team; and finally the people who are supposed to 
benefit from the project. To quote from various 
American field workers, " When you~re up to your ass 
in alligators, it is important to remind yourself 
that the objective is to dra i n the swamp". 

It will be apparent that no mention has been 
made of any particular theoretical framework upon 
which the appliet1 anthropologist can draw. This is 
partly because there is no such thing, and partly 
because the applied anthropologist has to use 
whatever bits and pieces of the anthropological 
theories are relevant, and whatever techniques of 
survey, interview, or psychometric testing will be 
useful. 

The applied anthropologist is not only 
concerned with a limited part of human behaviour and 
organization as such, but the total project 
environment of which he is himself a part. In order 
to , disaggregate and analyse situations a knowledge 
of general systems theory and systems analysis is 
invaluable as it enables the app l ied anthropologist 
to develop an overall picture of a situation. It 
helps to clarify the . relationships between the 
farmer, fisherman or whoever and his land, labour 
availability during the farming and family cycles, 
his housing needs, their subsistance and cash 
requirments, their skills and knowledge and the 
technologies adopted. Through gaining an 
understanding of · these and other interrelationships, 
including government policies, the applied 
anthropologist can eliminate many unworkable 
development proposals at an early stage - providing 
he is consulted in time, and not brought in 
afterwards to pick up the pieces. It was once said 
to me that shooting down unworkable or useless 
projects was more importa~t than designing new ones. 
<Robert Chambers in 1965.> 
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· 3. DEVELOPMENT AND DEVELOPMENT PROJECTS ------------------------------------

The whole notion of development assistance is 
open to question, and this is not the place to 
discuss the mer i ts or otherwise of replacing 
malnutrition and the problems poverty brings, with 
the ailments and dangers of industrialization. 
Whatever its merits, development is considered 
desirable by governments, bankers and even 
missionaries. 

Development should be a process by which people 
can improve their standards of living through their 
own efforts, and preferably produce a surplus which 
makes a net contribution to the income or value of 
the state. The way s this can be achieved are 
numerous and include, the provision of irrigation 
and water mangement, improved seed and fertilizer, 
pest control, credit programmes, rural road 
con~truction, swamp reclamation and land settlement 
to name but a few. In appropriate circumstances, 
the introduction of some or all of these facilities 
gives direct benefits to many people in the form of 
more food and disposable income. The point is that 
those projects which involve the people, reflect 
their wishes and aspirations, and build on their 
e x isting knowledge and skills have the best chances 
of success. 

There is a particular category of projects 
which although benefiting some sections of the 
population, cause hardship and suffering to others. 
These are the huge man made lakes, the airports and 
highways which by causing dramatic changes in land 
use necessitate many people to relocate themselves 
or be resettled, often under another project. 

... ,. 

There are probably development projects in the 
World which cover just about every field of human 
endeavour. They range from those yielding very high 
economic rates of return, i.e. over 25%, to those 
with no immediately foreseeable return. Normally 
projects with rates of return of 20% and up are left 
for commercial banks to finance. In practice the 
World Bank looks for an internal rate of return 
which equals or exceeds the relevant shadow interest 
rate before deciding to finance a project. Other 
lending institutions such as the Asian Development 
Bank <AsDB> and th~ African Development Bank CAfDB> 
have similar requirements, but agencies which give 
grants, are usually not so stringent in their terms. 
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Institutions such as the World Bank have in 
recent years developed policies whereby they try to 
provide assistance to the poorest sections of 
recipient countries. There are however three sets 
of difficulty facing the development agencies in 
achieving this laudable objective~ First of all 
such assistance is always via the government and its 
institutions and not to the beneficiaries directly. 
The implication being that only those projects which 
are perceived by government officials as pertinent 
and useful are approved. While this is not 
necessarily detrimental it does restrict the range 
of opportunies open to the agency. 

The second factor is the scale of the projects. 
There is little doubt that under small scale 
projects genuine development can be encouraged; that 
is to say the peoples problems can be elicited from 
them together with their own ideas as to how their 
lives would or could be improved. A good example of 
this type of project being the FAQ Asian Small 
Farmers Projects carried out in a number of villages 
in Bangladesh and Nepal. Under the ACCARD projects 
as they are called, locally recruited and trained 
change agents form small groups of small farmers and 
landless people and elicit from them ideas that they 
could carry out given small loans. Having decided 
on what they want to do, arrangements are made with 
a local bank to provide loan finance to the groups, 
but with each individual being personally 
responsible for repayment. FAO guarantees the 
loans. 

The ACARRD projects have assisted several 
hundreds of poor people to improve their living 
standards through fattening of livestock for the 
market, vegetable production, providing rickshaw 
services and several others. The beneficiaries 
having progressed from absolute poverty to being 
poor but able to stand on their own feet, then 
requested advice on family planning, as they 
realized that only by limiting their numbers of 
children could they keep above the poverty line. 
Inspi te of some opposition fr.om some of the 
wealthier villagers, who lost some of their very 
cheap labour, the projects were a success. At this 
point the UNDP and the World Bank showed interest in 
e x panding the projects tol become national 
programmes. However in the c t se of Bangladesh the 
government office~ 7 in charge', an 
anthropologist, pointed out th t any attempt to do 
the same thing on a large sca~ e would cause it to 
collapse. It had t aken a great effort to even spend 
$ 3 0, 000 dollars in 'i ve villages, and to increase 
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the amount to several million would in his view, 
destroy the project.? •• 

The ACCARD project being of small scale was 
able to benefit from the advice of an applied 
anthropologist and other specialists who were able 
to interact dirpctly, at least on an intermittant 
basis, with the people who were benefitting from the 
project. In this case the applied anthropologist 
was involved in the various stages of the project 
from preparation to implementation and evaluation. 

The larger lending institutions such as the 
World Bank, the AsDB and the AfDB tend to assist 
larger projects. This is partly because it costs 
nearly as much to set up a small scale project as it 
does a large one, and the business of such agencies 
is lending money. As a result of the difficulty of 
involving more than a limited number of people in 
the decision making process in their o~n 
development, the agencies <or the borrower> take the 
decisions as what is best for the people concerned. 
The recommendation to grow a certain cash crop such 
as rubber is made by an agronomist, the economists 
then calculate the costs and returns, and if these 
are reasonable the project goes ahead. During the 
project formulation period, no one as ks Mr.X how he 
feels about planting rubber, nurturing it for seven 
years and then tapping it for the next twenty five: 
It is assumed _ that Mr.X, and others like him will. 

Most projects pass through more or less the 
same steps regardless of donor, lender or recipient 
country or government.a. These are: 

The 
role to 
they are 
near! y al 1 

identification 

preparation 

appraisal 

negotiation 

implementation and supervision 

evaluation 
! 
I 

applied anthropologi~t has an important 
play in all these phases and the earlier 

involved the better. This is because 
projects either involve or effect people. 
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In this paper I shall describe some examples of the 
applied anthropologist working in the survey and 
identification phases, including field trials which 
are very important, and also some examples from 
projects during implementation. 

As a preludp to actually identifying a specific 
project, various studies and surveys are usually 
made. These may be 'regional development studies' 
which aim at understanding the overall situation in 
an area and the various problems faced by its 
inhabitants. In the developing countries of the 
World there is an increasing utilization of applied 
anthropologists during such study periods.9. 

In my own case there have been a number of 
times that I have been required to carry out surveys 
and studies primarily to collect facts about people, 
what they do and what they own. A case in point 
being the census type survey of the people to be 
displaced from their homes and farm lands by the 
Volta Lake in Ghana. 

It was mostly factual information that was 
initially required; the numbers of households, 
people, livestock etc. Later more interesting 
problems arose, such as how to coalace 750 hamlets 
and villages into 52 new villages without putting 
groups between which traditional animosities existed 
as neighbours. The solution was to use sociometric 
analysis, which in the event actually worked.10. 

The relationship with my client, the VRA, in 
this work was I admit a bit hit or miss at times. 
The VRA never knew what problems would crop up from 
day to day and expected the anthropologist to have 
the answers very quickly. In one respect at least 
chance played an important role. While interviewers 
slogged from house to house in the hot sun in the 
Krachi area, I carried out a study of clan 
organization and the interrelationships between 
clans, land ownership and the main god of the 
Krachi.s, Krachi Dente. Later the Krachis sent an 
enormous bill for cer2monies for the pacification of 
various gods by the clans prior to leaving for the 
resettlement area, and my earlier report was used as 
a basis for negotiation by the VRA for reducing the 
cost of the ceremonies to a more realistic amount. 
Perhaps because of inexperience I was not always 
able to anticipate the needs of the client, just as 
the client did not realize either the potential ' of 
the anthropologist, or his limitations. 
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From having studied the resettled people of 
Tema, I realized that people who are forced to 
vacate their houses and move to new ones provided by 
munificent governments, tend to dislike them 
whatever they are like , whatever they cost, or 
however much 'better' they may be in the eyes of 
architects and planners than those formerlly 
occupied.11. Freak floods in 1963 forced some of 
the Volta Basin inhabitants to move to their new 
houses in resettlement areas several months before 
the planned date, and before impoundment of the lake 
had begun. The reaction of the people from the Ewe 
Tongu tribe to the houses was to register 
themselves, collect the keys and go back to the 
riverside, to continue living in temporary houses 
while they carried on with their primary occupation 
as fishermen. 

An attempt was made to persuade the VRA to not 
give houses to the fishermen on the grounds that 
boats and gear would be more useful to them, and 
that in any case they would continue to move around 
the new lake, and would not stay in the houses 
provided for them. The recommendation was rejected 
mainly on the grounds of equity; if farmers got 
houses then so should fishermen. Four years after 
the resetlement of 80,000 people had taken place, 
67,000 of them having been provided with some 12,000 
new houses, I found about 307. ' empty and virtually 
abandoned. Most of them wer-e houses built for 
fishermen. 

This example illustrates the point that the 
applied anthropologist has to understand the 
political climate surrounding his client as much as 
he appreciates ·the problems and needs of the people 
supposed to benefit under the project. Although in 
this case socialist 8~1ana could not afford to use 
the US Sl.S million on such an unproductive 
investment as empty houses. During a subsequent 
survey of the population living in the flood basin 
of the Black Volta north of the projected Bui dam, 
all the fishermen made it clear that they would 
appreciate boats and fishing gear rather than houses 
as compensation for· being disturbed; farmers 
however, chose houses and land as was expected.12. 

A rather different exmample illustrates 
difference between creating an opportunity for 
development, and e~onomic development through 
capital investment from external sources. 

11 
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In the 1970's there was a UNDP/FAO fisheries 
project on Lake Victoria, 13., with a range of 
professionals working on stock assessment, 
limnology, fish biology, fish capture techniques, 
and so on. The research showed there to be a 
standing stock of 600,000 tons of a small bony fish 
called ~§Q!Q£bCQilli§ <Swaheli,g~gg§>, of which 
200,000 tons per annum could be caught without 
reducing the !¢ock. Trials showed that 30 foot 
trawlers were the most effecient way to catch this 
fish and such a boat was built at Entebbe. 

At this point -in time someone raised the 
question of the apparently large number of local 
fishermen around the shores of Lake Victoria, and 
what effect might the introduction of a trawl based 
fishery have on them. As a result I was assigned to 
the project together with an associate sociologist 
and two Norwegian volunteers under the NORAD 
programme. 

14 
A survey of the entire lake sho~ed there to 

be over 12,000 fishing units <canoes with crew and 
fishing gear>, well over 30,000 men directly 
employed in fishing, and a further 67,000 men and 
women also earning their living from the fishery in 
one way or another. 

In contrast the proposed ,trawlers would each 
employ four men, one more than most canoes, and with 
a catch rate of SOOkg. per hour, would harvest the 
same weight of fish in 16-20 hours as the average 
canoe would catch in a year. With some 300 to 400 
trawlers the 200,000 tons per annum could be caught 
and would directly employ 2,000 men. With a capital 
cost of EA shs.300,000 per trawler, most of the 
finance would have to come from the banks of the 
larger cities in the region, with most of the profit 
returning to the citias. 

The canoes are built locally with local funds 
by people living around the lake. The investment per 
job in the canoe fishery was Shs.500, compared with 
Shs.75,000 per job on a trawler. However, studies 
by Jansen15. had shown that although a successful 
canoe owner could make enough to buy a second, or 
third boat, management and supervision became 
difficult and further profits tended to be invested 
in small shops or some other enterprise. 

I 
In keeping with the idea 9f initiating a form 

of self developl!lent we d~cided to try an 
intermediate type of boat and gear which would be 
more effecient than the canoes with their gill nets, 
employ more men, and be within the financial reach 
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of local <lakeside> entrepreneurs. The project gear 
technologist16. made up a Danish seine net which we 
tried out in the Nyanza Gulf using an old 24 foot 
wooden boat, lent by the Kenya Fisheries Department. 

The trials showed that this type of fishing 
unit could employ about eight men , and catch between 
80 to 160 kgs. fish a day. The cost of such a 
fishing unit wps about Shs6,0 •0 , and within the 
reach of canoe owners who had r e ached the management 
limit of three canoes. 

Unfortunately, because of events in Uganda in 
the late 1970s, the UNDP stoppe d the project before 
any demonstration and extension work could be 
carried out among the local fishermen. Later there 
was a report that trawlers had indeed started to 
operate out of the Kenya portion of the lake! 

In this example the anthropologists and 
sociologists performed three mutually supporting 
activities; they made an assessment of the 
magnitude of the problem, they made in-depth studies 
of local fishing communities, and they attempted 
together with technologists, to propose a new 
technology which could be taken up by the local 
people, without the intervention of the city based 
banks and entrepreneurs. 

The applied anthropologist is often effective 
in assisting with trials an~ . demonstrations, in 
collaboration with technical professionals. Not only 
can the applied anthropologist often communicate 
more effectively with the people involved in the 
trials, but because of his training and ·experience, 
tends to more carefully observe what is happening~ 
ask more questions, and not take anything for 
granted. The applied anthropologist can also 
project his thinking c.nead and forsee some of the 
ramifications and effects of a new technology. These 
points are illustrated by an example from another 
fisheries project, this time in Ghana. 

After the formation of the Volta Lake, the 
numbers of fishing units increased far beyond the 
predictions of the Jackson report,17. Also, instead 
of an annual catch of 6,000 tons, a maximum of 
60,000 tons per annum was achieved18. The main part 
of the catch was thi'·ough the use of gi l lnets naade of 
multi filiament nylon. However in the 1960,s, a new 
material, mono filiar.1ent, was developed in Japan and 
although un tried in Ghana was reported to catch two 
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to three times the weight of the older type of net. 
Scepticism was openly expressed by various 
expatriate advisers who opinionated that the mono 
filiament nets could not increase the catches of the 
Ewe fishermen on the Volta Lake. They argued that 
the net required a different knot unfamiliar to the 
fishermen ; the nets would, because of their 
springy nature, spill out over the sides of the 
canoes when bei~g carried; the nets would beco•e 
clogged with Mayfly larvae in certain seasons; the 
fishermen would not know how to set the nets 
properly in the water. 

Finally the project purchased some 110no 
filiament gill nets and the Project Manager 
instructed myself and an adviser from New Caledonia 
to carry out trials cum a controlled e>:periment to 
see if the sceptics were right. The trials were 
conducted over about 100 square miles of lake using 
two or three fishermen in each of a number of 
fishing camps. By comparing th~ catches taken by 
the new nets with those of the old ones of similar 
mesh size, we established that the mono filiament 
nets caught two and a half times as much fish as the 
older multi filiament gillnets. 

The objections of several experts were in this 
case overcome empirically; the fishermen did know 
how to tie the new knots, they could set the net 
properly, they prevented it from springing out of 
their canoes by laying a spare ' paddle or two on top 
to weigh them down. The Mayfly larvae seriously 
clogged up the nets, but were easily cleaned by 
laying them on the ground and allowing the chickens 
to peck them clean. 

The trials and demonstration of the mono 
filiament nets were so successful that the project 
stores were broken into and most of the stock stolen 
shortly after. The Ghana Government then issued 
import permits to make the new nets generally 
available. 

As an example of a systems approach being 
adopted, a number of fishermen ..ere selected for a 
study of how they utilized their time. A number of 
volunteers wrote down everything the fishermen and 
their wives, did and the amount lof time spent over a 
ten day period. As a result of this enquiry it was 
ascertained that the provisio? of small outboard 
motors would not in~rease the ~ncome of fishermen, 
but actually reduce it, as the time taken to paddle 
to their nets was insignificant in comparison to the 
time taken on net repair, marketing, social events 

14 



_:· .. :. -. .; ..: . ~:.. .:' .. : .. ,. .. __, . ...:.. .. -

19 
and ritual. 

It was found that Tongu Ewe fishermen already 
had their own system of expanding the capacity of 
the basic husband and wife team, through the use of 
assistants <~g~q~Q~~) whose number were increased or 
decreased according to the productivity of the lake 
at different times of the year. Labour not required 
by the fishery t:)ien engaged in farming, which acted 
as a buffer. 
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An applied anthropologist working in the pre­
implementation stages of projects has a fair amount 
of scope to help shape the design of the project. 
During implementation , the opportunity for 
introducing new ideas is limited because by the time 
the project ha~ reached this stage the objectives, 
scope, numbers of beneficiaries and the organization 
have already been set. 

This is not to say that modification cannot or 
does not take place once a project has started. 
There cannot be many large scale projects which end 
up exactly as planned, for all the careful analysis 
and preparation which has been made. In fact, as 
Hirschm~n in his book describes20, a common result 
of problems arising during project implementation, 
is modification which considerably improves on the 
original concept. 

There is a distinction to be made between 
programmes being undertaken by national agencies, 
government or otherwise, and projects which are a 
subset of activities within an existing programme. 
Most of the assistance provided by donors is to 
projects, and in cases where capital in being 
provided by the donor, changes in project design, 
organization or modes of implementation can be 
insisted upon by donors, and even made a condition 
before the loan or grant is approved. In cases 
where technical assistance in ·the form of advice 
only is being given, changes can only be effected 
after careful fact finding, analysis, synthesis, and 
powers of persuasion have been utilized. Technical 
assistance unlike capital aid has very little 
leverage, but can have great influence over an 
entire programme, which also includes capital aid 
projects. However there are many cases where 
innovations introduced in projects with loan funding 
have later been adopted for national programmes. 

For the applied anthropologist the question of 
scale is crucial, as it determines where in the 
project and its organization he should direct his 
efforts in order to ensure that some benefit for the 
farmer or fisherman (for example> will follow. As 
mentioned, in a small scale ~roject the applied 
anthropologist can get to know the people who are to 
benefit from the praject persorally in many cases. 
As a result thei~ views an~ concerns can be 
accomodated in project implementation. In contrast, 
in a very large programme like the Indonesian 
transmigration of rural poor from Java and Bali to 
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the less crowded outer islands a different strategy 
is required. In a very large project or programme 
where it is impossible to meet even a small 
proportion of beneficiaries, the applied 
anthropologist must try to identify from field work 
in selected areas the main constraints to 
development. The next task is to identify what 
impediments to useful changes in design or 
implementation ,,exist, and then to select as few as 
possible and attack these by preparing short reports 
and memorandum followed by discussion with those 
people who can influence policy. 

By way of example, in 1974, having visited a 
number of transmigration settlement areas of various 
ages I discovered that although each family were 
given only two hectares, there was an assumption 
that irrigation would be provided, which would more 
than double agricultural output. However on 
checking with the Irrigation department it was 
ascertained that they had neither the capacity nor 
plans to provide irrigation for new transmigra tion 
projects. As the governmen t intended to move 
250,000 families in the second five year plan period 
it meant they, like their predecessors would wear 
out the soil on their two hectare holding, and be 
reduced to the poverty line after 5 to 8 years. 

At this time the World Bank and the FAQ were 
trying to persuade the government to provide tree 
crops to settlers, which would provide a cash income 
not attainable through the usual food crop 
cultivation. This would ho11tever require a larger 
holding than two hectares. Having clarified from 
the various laws, statutes and directives that there 
was no legal or administrative objection to 
providing larger farms it was suggested to the then 
Director General of Transmigration, that Q~ propose 
to plan and implement a large scale settlement 
project in which each family would be given five 
hectares. In this case the technical reasoning was 
that it would be good if the governement provided a 
tree crop <rubber> and cattle, but if it did not, 
and it certainly could not provide all familes with 
these expesive inputs, the farmer could in the very 
worst situation practice land riotation on his land, 
allowing most of it to lie fa~low while he grew 
enough for his dome~tic needs. 1 The recommendation 
was never made formaJ.ly, but ' ntroduced by the DG 
himself as his idea, which ma~e it more palatable 
and enabled the project to go lahead. The applied 
anthropologist shcu1d to the e~tent possible, use 
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the power structure which exists, and not concern 
himself with accruing credit from lengthy and 
complicated reports. 

The settlers have been in Pematang Panggam for 
eight years now, and although they received a few 
rubber seedling? and lately, cows, the rubber was 
not properly managed, and the farmers are practicing 
shifting cultivation, or land rotation on their 
holdings. At least they have survived and have not 
deserted the settlement, and there is a plan to 
introduce a second stage development project for the 
20,000 or so people in the location. Elsewhere the 
government has provided some 400,000 families 
settled since with from between three point five and 
five hectares on unirrigated settlement areas. 

The recommendation to provide a larger land 
holding was made by an applied anthropologist on a 
technical assistance project. The accompanying 
recommendation to provide a tree crop-rubber, to the 
settlers was all but ignored. However, rubber was 
provided to settlers under the World Bank assisted 
Transmigration I project because it was a part of 
the loan and credit agreements. As a result of the 
success of the Trans I project, as it is called, a 
national programme, E~ct~~~G~G Irr~~ 8~t~~~ CF'IR>, or 
Peoples Nucleus Estate programme has subsequently 
been developed to provided many ·other settlers with 
estate crops. Quite clearly there are limits to the 
influence an applied anthropologist can exert in 
persuading governments to make new and high 
investments unless he is backed up by a source of 
funds. 

A further way in which the applied 
anthropologist can pr ·omote development programmes 
and projects is through the analysis of major 
governement institutions, even Ministries and 
Departments. An analysis of the office of the the 
Junior Minister reponsible for coordinating the 
Indonesian transmigration programme was made, more 
or less as an adjunct to an evaluation of the 
programme as a whole. A brief description of the 
organization and its inherent weaknesses in terms of 
responsibilities and powers was put in a report, 
with three optional arrangements put forward, 
ranging from a full scale Ministry with executive 
authority down to a slightly strengthened Junior 
Ministry. In the event the full Ministry was 
created, largely because the government as a whole 
was pleased with the success of the new Minister in 
his former more limited capacity as Junior Minister. 
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By definition capital projects financed with 
loan funds must have a positive rate of return. To 
achieve this in the case of projects based on 
agriculture, the farmers must progress beoyond 
subsistance and produce a surplus for the market. In 
the case of th~ Trans I project, a combination of 
foodcrops, cattle and rubber production by the 
settlers achieves this. A major problem of 
developing countries is the general introduction of 
improved technology, . such as high yielding crop 
varieties, the use of fertilizer, and so on. The 
technologies themselves are often well known and 
readily available, but the management and technical 
advisors necessary for their introduction are 
usually in short supply. To overcome the lack of 
strong direction and mangement within government 
programmes, donors frequently insist on special 
~rrangements being made to make sure that ~bg!c 
project is a success. 

The concept of a project management unit, or a 
development authority is commonly employed, usually 
to ensure the project is implemented according to 
plan. The more advanced the technology to be 
employed, and the less familiar the beneficiaries 
are aquainted with the crops to grown or the work 
regime to be followed, then the stronger the 
management unit. 

A good example of this is to be found in the 
Awash Valley Authority Settlement in Ethiopia. The 
Afars, a nomadic tribe were settled and expected to 
grow cotton on irrigated land, both of which were 
unknown to them. An evaluation mission by 
consultants noted "It is expected that the AVA can 
never abdicate its role as planner, controller and 
advisor of present and future settlements in the 
area of its jurisdiction." This conclusion having 
been reached after noting, "the present organization 
is paternalistic and aims at minimizing risks."21. 
The mission also noted that the socio-economic 
background of the Afars had been ignored, the 
trainers did not speak their language, and although 
their earnings were good by local standards, the 
trainees were little better than labourers. Their 
initiative had been stifled thus perpetuating the 
need for supervision. 

This type of project organization not only 
turns people into labourers, but by destroying their 
initiative weakens their ability to make .any kind of 
dee i si ans on their o >,4n behalf, with the consequence 
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of reduc ing them to becoming d e pendant 'wards of the 
state.' It is possible to design development 
projects which take the socio economic background of 
people into consideration, along with their skills 
and lifestyles, and still show a positive rate of 
return. Yet another World Bank project provides 
such an example, this time the Savannah Development 
Project in the Sudan. This project involved 35,000 
families made )JP of pastoral nomads and farmers. 
The farmers having progressively encroached onto the 
transhumance routes linking the summer and winter 
grazing. 

The project made extensive use of local 
tradi~ional leaders, a move initially opposed by the 
government but later vindicated by success, and took 
the needs and aspirations of both nomads and farmers 
into consideration. The project is moving 2,500 
farmers to 30 new settlement sites where they will 
eventually crop 16,000has., leaving the cattle 
routes clear and again permitting seasonal grazing. 
The objective of the project was i:jo "reverse the 
trend of ecological degradation within the project 
area"22.; however in achieving this objective, it 
has been realized that people are both the causes 
of the problem and the appropriate beneficiaries of 
the project. 

These two examples illustrate some of the 
principles already mentioned ' and which can be 
usefully followed by the applied anthropologist, or 
any other professional, i.e. to promote or encourage 
people to develop themselves, and where necessary 
provide them with the means to ·carry it out. Also 
to use the forces or momentum which are already in 
society rather than to try and oppose or block the•. 
And keep in mind that people should reap the rewards 
of development as well as the state, and people 
should not be reducad to being the mere tools of 
development. 

It is hoped that this paper has provided some 
impression of the kinds of activity applied 
anthropologists find themselves involved with, and 
the various levels of bureacracy they must work at. 

There is a serious shortcoming of the 
profession, that of providing training in the 
application of anthropological skills to real world 
problems and situations. In the case of engineers, 
architects, agronomists and even some economists, 
there is an apprenticeship period which is often 
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followed by~·J a junior professional period of work, 
often under .supervision by an e>:periericed person of 
the same profession. Anthrologists on the other 
hand, seem to be expected to come up with instant 
advice and solutions once they have completed a PhD 
thesis. 

Too often clients having acquired an applied 
anthropologist /off the peg' are disappointed that 
quick and simple answers are not forthcoming, and 
the applied anthropologist for his part becomes 
frustrated because his employer or client does not 
appreciate the boundaries of his skills, and 
therefore cannot write him a clear job description. 
This often results in the anthropologist folloNing 
personal research interests of little value to the 
client. Universities should recognize the important 
role that anthropologists can play, and develop 
programmes to adequately prepare them for it. By 
ignoring this need, the proponants of the profession 
may in fact be damaging the image of anthropologists 
in general. 
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...... . . 
1n 1s paper i s a bou t t h e S 1:Jc 1 ol oq 1c 3. l informal, 

in - h ause g r oup of ~he Wor ld Ban k a nd its contr i bution to t he 

l.Jor l d Ban k ' s a ct ivit ies 3. S - · l ~rge-=:cci. l e Qr g anization. The 
::1embers o f i nf~rmal g roup a re t he Ban k s taf f members, who 

ar e mostly s oci a l =:cient i sts by traini n g. I \.'1i 1 1 describe 

v arious act iv ities of this Group, a nd anal y ze show how 

f unctioned s ince i ts i ncept ion i n 1977 1 n t wo ;lla j or 

:ii ·::; ::;emi nate ::now l edg e ~nd r ese~rc h f indi n g s i n 
1 

it 

ways: 

Drder 

the 

has 

t o 

t o 

c reat e awareness and t-ecogn i t ion soci ol ogic a l i ssues among 

s taff members, and to elicit the s upport o f t he 111anagement so 

that sociological issues are incorporated systematically in the 

Bank's project, program and sector work. 

The establishment of any dir-ect causa.ti an the 

acti v ities of the Sociological Group and t he i ncorporation of 

soc i ological knowledge in Ban k a cti v iti e s is a pr o blematic one, 

b ecause of the d iff i cult y i n v olved in separ-ating o ut the Gr-oup' s 

pre·::;sures for- c hange from other pressures. The Sociological 

Grc,u p i s o ne " peg" i n this puzzle, ::iut there a re, o f course, man y 

~ther factors that need to be t aken into a ccount f or an in depth, 

systematic explanation of the response to sociolog i cal issues in 

t h e Sank. 

~hat I propose to do h ere is t o f ocus Gn t he c ontr i butions o f 

the Sociol o gic a l Sroup, as 2. n i nf o r ma.l ,;iroup, t o t he Ban k' ·:::; 

incorpor a tion o f s ociological knowledge i n i ts a cti v ities. To 
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place ~he contr ibutions of th e Soc1o log1 c& l Group i~ context ~ I 

will f irst off er a theoreticai framewor k that shows how one may 

~nal yze the p r o cess of incorporation of n ew issues in larg e s cal2 

~ormal organ izat ions a nd th e p lace of in formal groups wi th in this 

precess. 

f ull dssessmen t o f t he i ncorpor2t1on o f ~oc1o log1cal 

knowledge in t he Bank's a ctivi t ies woul d r equir e t he ex amination 

of t he p rogramming, procedural, budgeting and staf fin g changes o n 

behalf of it. The extent to which this goal has been achieved 

can be assessed by using the following indicators: The use of 

sociological/anthropological knowledge i n the Bank's project, 

s ect or~ c ountr y a nd r esearch wor k ; the c hange i n pol i c y 

guidelines t o l ncorp o r at e s uch ~ nowledge; staffing changes , i .e. 

th e i ncr eased e mpl o y ment of s oci al scientists and the1~ 

part i cipation at all l evels of Bank a cti vi ty; a nd th e a llocation 

o f r esources for th e i ncorporaticn of sociological k nowledge. 

The e x tent o f t he i ncorporation of s o ciological k nowledge ma y 

be ~x plained as t he result of an i nteracti o n ~ etween t he 

particular Qrganizatio~al condit i ons of th e Bank and t h e internal 

b argai ning pr~c esses . The o rgani= ationa l conditions may b e 

categori=ed ~ s the nature af the Qrgani=ation ' s ~~ teraction wi th 

t he environmen t ~ o rg a nizat ional structure ~ and 



,:Jrocedures. 

From a theoretical perspecti v e, t he "p ara.do:·:" ·::Jf i nternati on al 

a gencies is that, a lthough they are by d ef i nit i on t he c reatures 

o f a greements among sovereign s tates, ~ hey are a lso among the 

most f ormall y i nsti tutionalized -f eatures t he i nt12rnat i o::::m.:..l 

economic regime. 7hey have large professional-technical 

fu ll-blown bureaucratic structures, a nd in g ra ined r outines, 3.l l 

b 2 by o f p r ofessi o nal a nd 

-:::irganizationc:-.1 nor-ms j i st i net f ram " ·:::tate i nterests" or- "regime 

nor ms :ind principles". As organizat: o n theory suggests, 

organizations are not simple mechanical tools obediently doing 

the ~~ark of their creators, or following the norms, rules and 

procedures set by an "international regime". Instead, they are 

li v e collectivities i nteracting with their environments, and they 

contain members who seek to use the organization for their own 

a nds, often struggling with others over the content and 

'3.llocation of the product. These dynamics produce a distincti v e 
2 

organizational character o ver ti me. 

Organizational sociology has made an important contribution to 

the study of organizations by discussing :iow o rganizational 

p erformance -effectiveness and efficiency - is affected by an 

i nterre lated =.et conditions. It has shown that the 

interaction cf o rganizational environments, goals, structure and 

procedures affect the and performance of 

·-· 



.:wgan i za.ti ons. 

'Jt-ganiz a ti o n s i ;1 f 1 u enc2 e n vi t-on rnent a nd i n turn a re 

i n f l u enced by i t; i n o ther wor d s, t hey .:;. re i n terdependent with 

t heir environment. T he nat ure o f t he en v ironment can b e 

characterized .:;.s -3. "networ k " wit h in which o rgan i zations e x change 
4 

political support, i nformation a nd f i~ancial 
~-esources. l>Jithin 

'- l.... • -
;_ J 1 i '::; "neti,.ic::rk", actor s e nter i r:to alliances 1.·ii th others i n 

p ursuit af c er t ai n g oals, wi thi n o r b e y ond ~h e o rg a n i z at i o n. 
c=­
. _J 

Organizations 3ttempt to s hape t he e:-:ternal environment i n a 

manner that will safeguard t he organiz a tion. At "':. he same ~ -
c. l me, 

en v ironmental forces shape goals, boundaries and internal 

activities of organizations. In the case of international 

development agencies, their activities are i nfluenced by other 

multi 1 ater.:al, bi l atera.l or pri v ate funding agencies which may 

c ofund their projecs, =: uppl y personnel. o r How 

i mportant 2.ctors in 3n a genc y 's environment s ee 2 p articular 

i ssue will ~+feet its treatment within that agency . 

Organizational goals a lso affect performance and if a new issue 

fits i nto the o rganizational goals, i ts i ncorporation i s more 

likely. All organizations are cree.ted to achieve identifiable 

ends o r goal s . There are the ''overt" goals, i,.ihat agencies are 

set o ut t o d o. These goals do n ot change, even though different 

e:-: ecuti v e h eads may emphasize d ifferent "::;trategies" t o a chieve 

t hem. By -=hoosing goal over another o ne organizations also 
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choose p art i cular ·• i nterpretati en ·::: f +: he environment"~ a 

n ormati ve basis on which the c hosen goal r ests. 

In order to ac~ieve :;ioal s ~ argan1z2tions adopt certain 

procedures, methods an d t echnologies. The particular approaches 

a nd strategies ut l ized cal 1 f or particular k ind o f s taff 

members with :;; pec1 a l skills, t:: nowledge a nd t r ai ning. S ince 

dif ferent prof essi o ns b ring different p olic y .jefinit i ons, data 

an •j . n et hodol :::i ·~1es ': o t h e pol ic y ar en 3. ~ the f i t o f a n ew i ssu e o r 

~ e t o f i ssues into the existing procedures an d i ts acceptance by 

the professional staff who utilize these p rocedures would 

increase the chances of their i ncorporation. 

The organizational conditions set the stage within which 

indiv i dual actors bargain over implementation. One "means" of 

bargaining is to set u p an i nformal group that s er v es a s a focal 

p oint for "ch ange a dvocates" .• t hat helps th em t o elicit 

:nana.gement s upport f or, a nd i ntel l :=ct~_t al a cceptance 

recognition of a set of n ew issues. Such groups are limited b y 

the o rgani zational conditions t hey find t hemsel v es i n; a t the 

s.ame ti me, by acquring "political clout" and by disseminating 

information, they contribute t o change. The L>Jorl d Bank's 

Soci ~ logic a l Group : s a good e:-:ampl2 of such a n i nformal group. 

The -r ollowing sec tion focuses on in terna l barg aining p rocess and 

th2 r o le o f ~n for mal ~~Qups ~ith i n thi s p rocess. 



::::ome staff members ;-;-ia/ 3C1: a ·=: " po l i c ,1 2.dvocates " -f or n ew issues 

both in their ~crma l 3nd i nfor rn .~. l ~- oles. \.Jha 2.r2 -'::.hese "polic y 

ctO'lDcate: J•7 i= olsb y suggests that policy i nnov ations belong to 

interest groups 3n d persans who t ake a n interest i n i denti f y in g 

issues -~nd speci;;ilize 
8 

in acquiring a nd deploy ing 

knot.,,l edge about p ol1c1es. He calls these people "pol i C'/ 

entrepreneurs" who~ by t he skillf ul mobilization of substanti v e 

justifications ~n d the 3ccur at e i den~i f icaticn ~nd thought f~l 

culti v ation o f a ll ies, =an and do b ring a policy i nt o being. 

!t is the professional staff agencies who are charged with 

designing and implementing policies; therefore, they a re the ones 

who are likely to act as policy innovators~ as well as the ones 

who will ultimately determine the acceptance and i mplementation 

of .a new policy. According to Rourke, for e:-:ampl e, managemer.t 

can only prov ide guidel ines b ut, i n f act~ i t i s t he professional 
C? 

staff who implement policies. Different professions b r :. iii;] 

different polic y definitions, data and methodologies to the 

policy arena so that the professional norms, v alues and paradigms 

that the staff work 

factors in e x plaining 

Wilsdavsky argue 

with and feel accountable to are important 
10 

change. For e x ample, Levy, Meltsner and 

in severa.l p ol i c:v in u rb.::.n 

government, p rofessional conceptions policy determine t he 

t '/ pes of ~ct:ons ta ken 
11 

j,_ •. I 

L- )" city departments 2 nd th e ~utcomes fe r 

6 



The values deri v ed in .~ pro+~ssi on iT;-3 . \ / -~l 'Ti a ·\,/ . . 

not clash wit h th e v alues p ursued by ~ ~e =~g2ni ~ at1on ~r i mplicit 
12 

in ~nat ~ he cr;a~ : :~~:~~ ~all s ~pon t he p r ofessional t o d o. 

Whereas ~~~?sucrats can d ef in e their 35 p ursuing the 

o bjecti v es specified b y th e i nst itution , prof essionals i n 

burea~crac y have an ::tciditi onal :'..ayer o f disc: plinar y standards 

and objec tives that enter i nto t heir r~l e conception . This does 

not .nean, o f course, that th e o bjecti v es a nd ru les of discipline 

But it 

c:! oes .nean t hat professionals may experience con f l ict between the 

b eha\ii or they are called upon t o pursue on b ehalf of the 

organization and the s tandards they interpret as consistent with 

professional obligations. They can object righteously. One way 

to turn such objections i nto new policies that incorporate and 

deal wi th them i s through th e formation of informal networks. 

Pol icy innovators, through i nformal networks, ma y try to bring 

3.bout change through knowledge d issemination, as well as .. 01,n 

active involvement i.n " bur:!aucratic politics". 

In organization theory, fo rmal structures purposefull y designed 

ta regulate behavior in the service of specific goals are seen t o 

be greatly affected - supplemented, 2roded, transformed - by the 

e mergence of i nformal structures. One way t o distinguish between 

for mal a no : ~formal s tructures i s t o equate -f orma.l 

with those n orms and b ehav ior p atter~s t hat exist of 

I 



th e c har ac t er i stics o f t he i il di v i ci u a l a c to r- s . 

s~ructures a r e tho s e b a sed on t he ;:J er sona l ·=h ar a c t er- i s': i cs Dr 

r esou r ces of t he s pec ific p ar ticipan ts i n t h e situat i on. 

On e o f t h e most i nterest in g i nsight s o f t he 11at ur al s ystems 

perspecti v e o rgani:;::at i on t heor y i s t hat t he f ormal and 

i nf onna l s tr u c tures by s ide a nd t hat i nformal 

·str-uctures not i d i osyn c r- a t i c a re beliefs a nd b e h aviors of 

i ndi ·li dua l po.rtici p a nt s . :=arti c ipan ts ~..ii thi n f ormal 

organizations generate i nf o rmal r1orms a nd b ehavior patterns: 

s tatus and p ower communication networ ks, sociometric 

structures, and working arrangements. 

Participants in informal networks, just as those within formal 

ones, enter into alliances with others in the pursuit of certain 
14 

goals. One such 
15 

goal is to affect change by acting as "policy 

entrepreneurs". 

What makes "policy entrepreneurship" possible? What are some 

of the incentives to form and work within informal networks? A 

network of professionals from s imilar disc i plines, holding 

similar v alues may be a ble to promote t hei r i ntel l ect u al growth 

better i n such a network than i n their formal positi o ns. Such a 

network highlights t heir r ole a s e x perts i n their discipl i ne and 

i t p rovi des 
focus o n i ssues o f =ommon i ntere st fo r members o f 

t he n eb~or k . In a dditi r::m f •_in c t i on i ng mutual 3. S -=; up p o r t 

g rou p, in f o rmal n etwor k s ;Tiay a id i n th e i nstitu t iona l izati o n of 
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n ew p olicie·s ~y dissemi n a t i ~ g ~nd legit~ ~ iz 1 ng n ew k nowledge a nd 

by engaging i n acti v ities t hat b ring about polic y =hange. 

Such groups ~ay f u nction as support ~ etwor k s i n b ringing those 

members ·='- d isciplinary outlook 01nd 

enables them share ·=oncept u al ·Fr .::.mewor k ·::; and 

They may alsa f unction as a for u m where i nformatio~ is 

disseminated to staff members outside the group. L.:..st out ilOt 

l ea. st~ ·:.uch ;;JrDups 11 a.y :~: e ~ii i"t.i2~ ti \: e·5 CJf 

leaders, "the polic y entreprer.eur-:::"; :: he y· :".'la ·/ s .er v e for u m 

where discussion of new policy guidel in es, and :;tr-uc tu.r 2, l 

changes needed to incorporate new policies take place. 

I now turn to the World Bank's Sociological Group and discuss 

it as a case study that i 11 ustr ates holl-J informal grCJups 

contribute to the incorporation of new i SSLJ.es :i.n the of 

large scale formal o rganizatiGns. 

Why would a World Bank ::taff member promote or 8ppose a new 

development strategy within the range cf discretiwn established 

by organizational constraints? The straightforward model cf the 

staff member ~s 2 bure3ucrat motivated tc 3.dvance a career =r t o 
jef end the Bank ~gainst the world ou~s~ae is n ot 

Sne cf the most impc~tant ~ curc2s Gf 

a. ·:.uf -Ti :=:'.. en t 

pressure f or 

c h ange for t he Wor ld Sank l := the ::..pparent i.n tr -3.ctibility 
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d e v elopmen t ~roblems :~ th e ~ace cf th e =~cc2ss1c~ =T 
emplo '(ed dev e l cpmen t b oth :?.genc1 es, n a ti onal 3 1-; d 

i r; ter nat i on a.l. Yet -;: : , 1 s i s =~n s t r a i n ed b y 3ttr i b u tes =T 
the o rganiz a t ion's p ersonne l J.. • 

SL E!l'lffil n g 

positions within t he ~r gan i zation~ as t.h e i ~- =-·~ 

pr 2f essicnal e~ perts 3nd in te!l sct u al s . 

Beyond the sta.f f 1T1embers. • stat ~ . ..t s of 

crgan 1zati ~n, t hei r e ther a tt r i tut es 

t ~. eor y . th e 

ec~nomists, s ociologists, or enginers, +:. hey a re profession al=· 

bound by the ethics and standat-ds of the discipline . In 

constrast to genera.Ii st bureaucrats, who their standing 

almost e :-:clusivel y to their position within the m-gai1ization, 

Wor ! d Ban k professionals =-re ~i k el y to h old :=et of v al i..:es 

der ived from membership in the profess i Qn. 

~h e members of th e S ac:ological Group ·:=ci ent:. ;::":.::: 

whose formal responsibil i t y may o r may riot full ~; ;_r_se the soci c: .. l 

science training the y h a v e r ecei v ed. The Group was ~crmed t y a 

small number o f l i ke-minded staff members <the sf 

member=: do not exceed ten ) ~ ith s i milar concerns. 

The Sociological Group a s an 

strengthened leader, 
=- ~ 

So c iolog y Advi ·ser. ~t 3 1 ·so 
SOCi 3. l 

s c ie n".:ists~ ~'1ho ~r~ o therwise isolated in the S a nk , !egitimi~i~g 



their work .;:;.n d enabli'lg i ndi v idual st2.ff member s to make 

:::uggestiGns f or pali=v a n d p r og rammi ng changes to th e managemen t 
:oi.s .:;, "g roup " . 

The Sociology Group meetings c2 .. n b e divid i:a in to t hree 

categories according to what type o f audience ~hey t argeted: a) 

Seminars for members Gf the Sociological Group; b ) Seminars 

~. t a nd d es:gned f ar sacial :::cien tist s in mi nd 

and; .- \ _ , ~ . 
.~ em1 nars for Bank s taff at larg e 

16 
s.nd cjes i ~ned economists 

a nd t2chn ica l s pecialists in mind. 

Out of 80 meetings held between May 1977 and September 1988, ' , 
were for the members of the Sociological Group only. The rest of 

the meetings have been aimed a t the Bank staf f at large~ either 
designed part icular ly for social scientists or f or economists and 

technical specialists. 

The seminars have been held e n a wide range of topics t o 
h ow sociological knowledge can be 1--<t i 1 i ::.ed and i ncorporat ed in 
different substanti v e areas i n the Bank's ~.,,ar k . These c:.reas 

involuntary settlement, credit, tourism development, 

pastoralism, lives.tock development, tr ansport2.t ion, rural 

development~ nutrition, i rrigat ion, .-1at2r suppl y =-.nd waste 

disposal, pooulation. tribal ::iopLtl c.t ions, urban 

s helter, -~ppr opr-i at e technology, commun: cati or.s, rur2l 

- 11 -



cooperat ives~ loc al l e v el p art i c:. :i at ~ ,:in 3.nd n ature: ::. 

managemer,t. 

3 0 o ut o f a total 80 .neet: :-i g s d evoted directl y to 

sociological i ssues i n B ar: k h OY,t ·=oci o cu. l t u r-21 

considerations. or the lac k t hereof i nfluence Ban k pr-ejects, 35 

how Ban k as be ,nade c a.n ;nore 

i ncorporating these v ariables. Some meetings fOCLl'3Ed on 

:iarticular s ect o rs of ~ pop u lati on sue ~ as women, ~ri b 2 l ;::ieople. 

farmer::. Amer i ndi a ns were a ffected bv 2 an k p rojects :::uch 

seminars "Implications on for ~i.Jomen of Bank "The 

Pygmies of Congo a nd the Impact of Bank Projects"• "Indian 

Protection Issues in Rural Development Projects in ~Jorthwest 

Brazil". Others emphasized how sociological variables could be 

incorporated into Bank projects to increase their effecti v eness 

such as "Impact of 

in 

Socialogical Fesearch Findings o n Ban k 

Operational 

Sociological 

"Eliciting 

Research 

F'opulati on 

the Education SectcJr 11
, 

.:_ nto Operationall y Usable 

Part i cipation i n 

Implementation"~ "Sociologicol Workshop an 

Var i ables Affecting ;'.:\gri cul tr_u-a.l F'roj ects.". 

"Translatin •:;i 

Findings" ~ 

Design .and 

Sociocultural 

29 out o f the 80 meetings have been held on general development 

topics of ~-el eva.nce the Bank staff's wor k , but n ot direct! ; 

related t o p roject a cti v ities. the ::;emir.ars .:in 

"Common Proper-t y Resource ;--.-1.anagement" ~ "!_ands a t Risk i n the 
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Third Wor-l •j" ~ " Irr : g a t i on Man a.gement ~·;it ri :=-=. r- mer ~· .3. :tic i p .at ion 11 
:' 

"Ca rmer Ir r i g at i .:::n 

ccme u nder t his categor- y . 

Be<.::i des s.nd dev el Gpment topics, 

meetings of the Sociology Gr-cup have foc u sed on t he f ollowing: ·-=· 

have been devoted ~o Wor kshop / tr ai n i ng 5 to the 

discussion o f poli= y guidelines, 4 to the r eor-g a n i zation the 

9ank, 3 to the position o f sccial ~ci2nti sts i n t h ~ Ban k , ::.nd 

t o p lanning sessions of the Group ' s fu~ure acti ~it ies. 

Over the y ears, certain t opics have 

treatment than others. Two topics that stand out in ter-ms of the 

number of meetings that focuse on them are land resettlement 

issues and issues related to tribal populations. Out of :30 

meetings, 9 focused on involuntary resett!ement i ssues and 6 i:Jn 

tribal issues. 

Usuall y , outside experts have been in v ited to gi v e seminars ~n 

general develooment issues of r elevance to the wor- ~ of t he Bank 

staff, or to conduct workshops, while :::taff members ~ave been 

invited to talk on thei r experience with speci f ic p r-ejects ar ~he 

findings of 3 study they have conducted. Out of 6 6 speakers, 

h a v e been i nvited f rom outside the Bank~ some more t han once. 

The QUtside speakers are :nasty academics .. ( sociologists, 

anthropologists, pol it i c . .::i.l s cientists> worki n g development 

i ssues frcm uni versities such as Cornell, Cal i f o rnia In:::itute of 
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Technology, Uni versi -I: ' / ~'Ji sc cnsi n ~tadi :on. 
!Jni v ersit v o f Boston 'J ni ·1ersi t y , they 
d e v elopment p ract itioners representing institutions such 3.S t he 
U.S. Agency for I ntern .::.<.t ion al Development, Cul tur .:<.l SLtr-vi v .3.l, 
World Wildlife Fund, e r the Food and Agricultural Organizat i on 
<FAD). The rest of the speakers h ave been Bank st~ff members, who 
present their field experience or research. The l i st of meeti~gs 
shows that, t he core members cf the Soc iologic a.l Group h E•.Ve 

p resented materia l 2 r led ~iscussions mor~ t han o nce. Among -':'!i s 
group are, Michael Cernea, Glor ia Davis. , Maritta Koch-Weser , 
Gloria Scott,_ Michael Bamberger. Stephen Hevn emann, J. de F:::gt 
and Cynthia Cook. 

After the above desctiption, I will turn to the question of why 
was this Group was formed, and what purposes it s erved. 
though his formal responsibilities d o n ot include leadinq an 
informal the activit ies of t he Group have been 
complement ar-v to the leader of t he group Michael Cernea's formal 
duties as the Ban k's Sociolog y Adviser. These formal dutie<:. 
include, among others, "ad vising ma.na•;iement on the f ormul ati on of 
Bank policies on socio-cultural issues 2 nd to take d irect chc.. ~- c: e 

for ~·lri ting such Bank policies: to ensure the treatment of the 
r-ange of social issues that are present in a.gri culture~ to 
identif y emerging socio-cultur-al issue in the implementation of 
Bank policies and pr-ejects, to feed forwar-d lessons of experience 
into the formulation of guidelines and approaches for Bank 
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operations; to sponsor new research and to absorb in-house the 

findings from outside sociological research that are relevant to 17 
Bank work". 

As organization theor y suggests~ the personal characteristics 

of i ndividuals are very important in determining the nature of 
informal arrangements. In the Bank's case~ the leadership and 

dynamism of Cernea played a major role in the formation and 

evolution of the Sociological Group. Many staff members mentioned 
in interviews that it was his "dynamism" 2.nd "access to senior 

management" that has played a major role in the Group's 

effectiveness. 

One person, of course, without the support and cooperation of 

others cannot make a group activity effective. In an 

organization dominated by economists and technical specialists, a 

number of social scientist staff members supported and actively 
participated in an informal group that emphasized "the relevance 
of sociological knowledge +or Bank activities". They saw this 

informal network as a mutual support mechanism that strengthened 
and complemented their formal roles, and served the dual purposes 
of contributing to the recognition of sociological knowledge on 
the one hand, and to policy changes on the other. 

The members of the Group menti o ned i ts i mportant role as a 
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~~~~~~~~~~~~~-1 

mut u al s upp.:wt n e two r k th a t b r in g s t o gether :::.oc 1 c:-. 1 s c i entists 

~-.ior ki ng o n J if fe ren t i s sues and e n cour ag es a nd s trengthens t heir 
wor k . ~s o ne s t a ff member c o mmen t ed : 

I a ttend t he Soc io logi ca l 
shows th a t o ne is n ot a l one~ 
i deas ; we learn from e a c h 
interpret Ban k pol icy . 

As a no t her s t af f member p ut i t : 

Group meetings because i t 
that o thers have the s ame 

o ther's e x p e r ience a nd 

";h e Sociologic a l Group 

i n itia l l y a s mall g r o u p wh o ~anted t o ~a k e a d if f eren c e 3nd g ain 
credibilit y O T t heir v iewpoint. They supp o r t ed each other~ 

c r iti cized each other 's wor k before . +-1 ~ 

~-.ianted t o make e ach other successful 

organization. " 

t o o thers. They 

i n a quantitative 

The Group also s erv ed a s a " s ound i ng board" f or members who 

wanted f eedback on new i deas b e f ore presenting t hem to others. 

As o ne staff member mentioned: 

When y ou come u p with a new i dea~ y ou 
to support i t before y ou even air it 
5-6 peop l e will tell y ou who else will 
idea. That way y ou b uil d a networ k . 
Group was u sed ~ n t his wa y . 

need 5-6 people 
out. And those 
support the new 

The Soc 1 ological 

The Soci~l og ic 3l Group h as a lso served a liason function . The 
Gr oup memb e r s h a v e made c ont.:.cts t hose u ni t s 

c ompl ernen t2r y i nt e r e s t s . For ~x ampl e. t he Grou p members hav e 

s u pp o r t ed t he ~"Or k o f the Women i n De v el cpment o ff ice. As o ne 
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member c.f the c:iroup . . . t . 
~ n d1 ~a _e el iii a. !T1 e1T:o: 

Quite a bit ~f i nteresting wo~ k i s being done in preparation fo r ~h e for~hcomi ng workshop a n Women i n Development. Mos t of the Sociologic a l Group may alreadv have been co-opted i nto ~hi s e ffort, but perh~ps the Group could also serve as a liaison and / or di5semination f unction ln c onnec tion with this workshop. We snould at l east be sure to get on the distribution li st f or case studies and conference proceedings. 

Besides th e n etworking f uncti on among social scientists~ the 

acti v ities have ser ,/ed to sociological 

k r.owledge to a Bank-wide audience~ to increase awareness and 

recognition for such social issues. Most of the meetings <except 

7) have been open to staff members and attendance has ranged from 

about 15 to 50 in general. The mast recent series of seminars, 

t h e Roundtable 5eries on ·• Agriculture .a.nd NatLtt-al Resources 

Management: Soc i ol ogi cal Di men ·5i ons 11 i n 1988 have, according to 

one staff member, lifted the Sociological Group meetings to "a 

jiffer-ent plane" . In these meetings attendance have e:-:ceeded 

100 ; di v ision chiefs have acted as discussant-::; and ;11any ::;ta ff 

.Tieil1wers have becc.me aware of t he Group f or ~he first time. <In 

fact~ one staff member ~hought t hat those seminars were the first 

anes organized by the Sociological Group. ) 

The Sociological Group has 

~ ublic s eminars, but has also 

n ot just created a wareness thr~ugh 

or gani::ed 

1"7 ... , 

wor kshops and training 



Soc 1o l .~ :;; 1~c.. l. t ra.1ning .::; f Ban~:: .J... .- .-
S 1.. a T T 

l~r cugh ct sar: e s cf disc reet -f OC'...L~ed C...:1 1J =:ubsector .=:.l 

t ~pics, fo llowed t y a general =curse t o acquaint 

t he methods a v ailable t o the1T1 f or soc: al issues 

These include the '"or k ·::::.hop 11 T!1e on 

·3 ,..J c i o logic .=.. 1 Di mens i c :-js Settlement F rojec t s, 1977, 

nor ~ shop on Soci o log i c a l D i mens1~ns o f West Afric a n Pastoralism~ 

'"orkshop c.n =:oc:.olcgic.=\l ' / ar i .=ib l es .:;f Irrigation 

Resources f or Development i n th e Yemen Republic, 

November 1981, ~-Jor k shop ·:Jn Rapid 3ocial Methods, 

October 1982, "Soc1 ol OQ/ for Non-Social ogi sts '' a Three day Course, 

proposed January 1983, Sociological :..Jorkshop on 

v ariables affecting agricultural projects, June 
t . . _ra1n1ng courses Gn "Tt-eatment of F:esettlement in 

projects, 1986. 

2ffort : n ::. nformati0n dissemination 

contribution of ~he Group members to a book 

,oembers of the !:op 111anageinent in the Bank, 

invited the authors to their meetings t o discuss 

Sociocultural 

1983 and ti·JO 

Bank-Financed 

~ he 

authored by t -.·10 

l!:!~~.§ii!Jg ___ i!} 
18 

The Group 

i.n the planning 

~tage of t heir t oo k ~ Q discuss social anal y sis i n projects. As 3. 

r- esul t, a chapter :::in "Social Anal ·1si s" wt-it ten by the ,11embers of 

'.: he C3roup 1.-.ias included i. n -t he book. 
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F i n al l y , t he acti v i ties o f th e S o c iological Grou p d o n ot o nl y 

.cu.nc ti on :=ut 

h a v e also c ontr ibuted t o pc l i c y changes. As i s we l l known, n ew 

k now leJge iS not absorbed a utomatically; what i s also necessary 

l S ; ' b LW ea c r .=i. t i c po 1 i t i cs " , t h e a.bi l i t y t o i nfl u ence policy, 

:;; taffing changes so ~hat n ew knowledge may be 

incorporated in to an agenc y 's acti v ities. 

The Scciolcgical Group has engageo i n a number ~ f what I will 

call "policy relevant acti v ities" tha.t i ncl L<de the d iscussion of 

policy guidelines, the position of professional social scientists 

in the Bank, the restructuring of the Bank that took place in 

1987, as well as the written communication of the core members of 

the Group i'li th the management on the i ssue of :;;oci al ogi ca.l 

knohledge and i ts place in the Bank. 

The Sociological Group met to discuss the drafting of 

guidelines on the "sociological appraisal of projects", 

"involuntar-y r-esettlement" and "tribal populations." and 

"Guidel i ne·s far F'roject Preparation". These discussions served a.s 

a focal point that legitimized and endorsed the drafting of new 

guidelines ~n these issues by the Saciolcgy Adviser- and others i n 

their far-mal r oles. The d isc~ssion of policy guidel i nes in the 

Group's meetings h ave not direcly led to policy changes ( and they 

1-ier-e 11ot meant to since the Group has n o polic y - making power-). 
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Howev~r, t he meeti n gs d id =:er v e to l egit i mi z2 issues , '::. ~ p rovide 

- f or u m f ar t ~a ~ nput o f members a nd t o s er v e as d soundi n g board 
f o r ':h ose 1r1ember s - ~ armal r esponsibil ity i n c luded 

~ eview of po l i c y i mplementation ~n d the d r aftin g o r r- e vi sing 

pol i cy guidelines . 

Th e o n "Soc iolog 1cal Appt-aisal o f P rojec ts " <OMS 
,.., 20) v.Jere di sc u ssed and r-e· .. ,i s ed with t he i npu t c f th e Gr oup. The 
..:.. . 

n e\·J -,rer -:=: en ·Jf Gt'1S ~ =o i ·=s u ed il 1984 -r- or ':he t irst t i !Ti e 
~- ... 

i ntroduced form a lized r equiremen ~s for t he soci~l og ical a ppraisa l 
of B2l_n k tJro jec-ts . The Gr cL~p met o n rebr uar y 1984 t o discuss 
how t o ::;up por t t he i mplementation of t he new OMS 2.20. The 
director of the Projects Policy Department CPPD> was invited to 

this meeting. 

Guidelines <Operational Manual Statement, ~o. 2.34~ i ssu ed o n 

February 1·982 ) on t ribal l SSLtes discussed i n t he 
Group's meet ings . in Sept e mber 1988 ~ t he r esearch director 
with Cul tur- 2<.l Sur-vi va l •'. Boston ) who i s c arryi ng out a s tudy on 

the a pplicat ion of th e Bank's guidelines on tribal p opulat ions to 

Afr ic a was invited t o d i s cuss his v iews. 

Another s et o f guidelines that the Grcu p met to discuss a re 

t hose on i n volun tary r eset tlement. In Febr u ar y 1980, a special 
p ol ic y statement COMS ~ ~~ '. 

..:... . ·-··-· / \.-.i as issued, entitled "Social issues 
associated with i n v o l unt:::.. ry ::;ett :.. 2men t .i. n Ban k - fi nanced 
,:irojects". This ~s t he ~ irst p o licy st atemen t issued by a n y 
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.'..nt er n ational d e vel8pment a gency o n th is subject . 

sarlier, 9 meet ings of ~ he Grou~ fo c u sed on ,--eset t l ement i s.su.es 

~nd ~h e guidelines. 

~n operational poli=y r eview was undertak en :n FY1985-86 by the 

~GR Sociology Adviser o n the implementation Qf Bank ~olicy for 

r esettlement 2nd th e iessons learned. The r2port discussed h ow a 

toward t he p ol icy statement 

invol~ntar y r esettlement had graduall y set i~~ ~art! y due tQ t he 

~ea k structure for ~olicy enforcement~ guidance 2nd f ollow-up i n 

the Bank's r egional d epartments. 

In June 1986, this report was discussed at a meeting of all 

Operational Vice-Presidents who endorsed the report's findings 

and recommendations. The OVPs took the decision to a) issue a 

n ew Operations Polic y document~ incorporating the r-eview' s 

recommendations, b>allocate two new positions i n OPS and EGY to 

~ddress r esettlement i ssues and c) start a Bank-wide correcti v e 

action effort for improving ongoing projects i n midstream and for 

r esol vi ng outstanding r esettlement problems identified by the AGR 

t-e v i e11-J. 

~s a result the new lessons and findings fr om t he operational 

r e v iew were issued by OPS/AGR to all Bank staff ~s ~he Operations 

Fol icy Note 10. 0 8: "Cperation·s ·poli c y Issues i n the Treatment of 

F:eset tl ement in Bank-Financed Proj ects ." to the 

Pr o gress Report of t he AGR Of fice, "The polic y effort Cthe new 
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OP N> a nd the a na l y tical 2 ffcrt a re produc i n g a s1 gn i f i cant imp a c t 

Bank ~-eg1 on s " . I n Apr i l 1988, t he Wo r ld 

Ba nk 7 e chnical Fap e r No. 80 wa s p ublish e d , ::..utho:--ed b y Michae l 

=e r nea, o n ' ' The Invo l u n t ar y Re s et t lemen t l n Devel o p ment P~o j ects: 

Folicy C:iu i del ines i n Wor l d Ba.n k - F i n anc e d P r-eject s " . 

; ::; o ne s"i:a f f member :=tated, n i n n~set tl ement, both ::.. d v ocac y ::..nd 

c o n t :--ol has been a ch i e v ed, There i s n ow veto power; ~rejects wi th 

r eset tlemen t h a v e ·:; oc io l ~ 1~1st ·=. 1 '. 

a c h i evement h as b een t h e r esult of t he int 2r ac ~ion 

and i nformal r oles ( a s members of t he Socio logi c al •:3roup ) of t he 

relev ant s taff member s . 

Besides t he contribution to the formulation and a ppl i caticn of 

policy guidelines, the Sociological Group has made a n effort to 

h elp e nhance t he p osi t:. on o f soci al scient i st s i n t he Ban ~ a nd 

ma k e ::;ure ~.: hat the r est r ucturing process t ook t ~e c ons i derati o n 

sf s ociological i s s ues Cwi t h its 2.mp l i cations o n s ta.f f i ng 3.nd 

pr a~ramming c hanges ) i nto account. 

The g r oup member s h a v e wor k ed t o e nsur e t ha t soc ial 

i n th2 Ban k h ave s ati::; f actory a nd t h a t :T1ore ::: c.ci.:. l 

sc ientists b e h ired i n progr a m 2 nd ~ r oJ sc ~ sffi c e r p o::; i tions 

.-1el: i il 
- 'I They h a v e done t his 

holdin g on h ow s o c ia l s c i entists c an enhance ':heir 

c .=..reers wi t h i r; t he Ban k , a s well a s wr i ti n g l e tt ers t o the Bank 

manag e men t o n t he r ol e of soc: ~l s c i2n ti s t s i n Ban k :::..ct i v i t : es. 
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ror ex amp le, they have p~in~ed out t ~at: 

Sta~f in g ~atterns of many ~ajor d e v elcpment a gencies are n ot conson ant with their jec lared ;oal s and strategies. Current staffing mix es are o ften 2 f rozen remnant of prior ~hilosophi~s a nd policies . We have t o 
s~ress th e professional side of th e s oci al analyst, that th ey have a t echnical expertis2. Thei r expertise has to be ~ecogni zed a nd deemed necessar y . Development p rac titioners aon 't r eal ize that on e n eeds professional know ledge, trai n i ng methods to do social analysis, but that they just n eed 'common sense· 1 

t he ~ er icj c~ ~the Eank's ~Gb ~2grading >?:-:ercise :n 

i983 t hat i n volved ;- egr ad ing staff ;:iositions and changing 

position descriptions, the group met to discuss the implications 

of t his e x ercise f or t he career developments o f social scientists 

in th e Bank. The memo written by a member of the group who worked 

on the jOb regrading exercise concluded t hat: 

The grading exercise can work f or u s as well as against us. We can make t he most o f it by sharing information about what we do a nd what we t hink should 
~e d one by people in our positions; a lso about discrepancies between our own perceptions and those of o ur managers. We need to be in close touch with each o t h er as t he exercise proceeds and~ if necessar y , to stand together i n defense of the discipline. We s hould take this opportunity ( among others 

to articulate to the management the fundamental role of social 

-:;cience i n understanding the development p rocess, t he necessi t'/ 

of h aving competent advisers in this area in every branch of Bank 

op2r at i cns~ a nd th e d esirability of recruiting and promoting Bank 

staff with social science backgrounds. ) 



Members of th e Soc io log i cal Gr o up wrote ~ o sen i or management on 

"The Use Gf Social Scienti::;ts .:. n t he Bank" and t-ecommended that 

-:.oci al scientists be placed in Regional Front Offices, OPS 

departments and Operational Departments and a Unit on social 

issues be formed within OPS "to provide guidance to Bank 

ma.nagement, and a focal point f or regional/sectoral 
20 

specialists 

c;.nd for Bank borT ::::iwers". 

Thi s m2mo conc ludes ~y p~i Gtin g o Jt t hat: 

The present Bank structure does not sufficiently institutionalize quality control across all sectors with respect to human and social factors in Bank lending. We, therefore, request your assistance in calling the need f or positioning social scientists centrally, regionally and sectorally, to the attention of regional and senior Bank management and in setting up a unit within OPS t o be responsible for social matters. 

The Sociological Group has a lso sought to t a ke 2.dvantage of 

pl a nned structu ral chang2 in the 3an ~ by o fferi ng suggestions on 

h ow to integrate sociological /human/cultural .::1 ement ·:s into the 

Bank's activities. Cernea, the C:iroup' ·::; ;:ir-oposed the 

est a blishment of a human r 2sou rc2s CHRD ) depart~ent i n ~ h e Bank . 

This department would carr y out policy .::-nd ,-esear ch th .~t 

-f O C 'i...1. S es o n h uman ~ esourc25 ~ 2vel opment a nd po ver t y s. l l = ·.' i at:. ;:m • 

The ~ allowing d i v i s ions / unit::; would =0mprise the HRD depart ment: 
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( 1) Pover t y policy ~nd 3tLdie3 
(2) Publ ic 2 ect o r ! ~ stituti cn s 
(3) Human F~~tc~s and Loca l =~ g ~Giz~ti~n s 
r 4) 
( 5) 
U :i ) 
! '";"' '. 
\ / 

Wo men i n D2v2l~p~eGt 
Population a nd N~ t ~ itiG~ 
Education an d Soc ial Ser ~ := ~ s 
F:esear-ch 

suggests 

Department n eed, by design, t ~ te qu i te 

th e 

cur rent Bank skill-mi x patter~s. ~a car r y out its nc v el man dat e, 

Ba.n k , 

in ap~lied/development h uman ecclcgy, 

political s cience. 2tc. 

human r esource / poverty : ssues. 

The Group invited the task force charged with the mandate of 

studying human =:tnd n atural resource environment of Ba.r. k 

projects an d project ta a meeting .::n "The Respcn·:;e ~ - . 

En v ironmental c.nd :3oc i al :: ssue·s" o n Piugust ...:... 1-• .J ' thi ·::; 

~eeting suggestiQns were of~ered ~y ·'.:. ?-ie 3roLp members en how t= 

expand the Bank's in-house resources fer t he scci~logic3l a spects 

cf both projects a nd p rogr a ms. 

,.-ec;:;mmenda ti en .=ociolcg:sts >-J i th 

~per3tional skills in · projects a nd program line positions . Ther-e 

a.lso '-­
'....JC ~ pEci .3.list 

:= 5.l: .=::t 

.co r 

i ·= ·3u.es 

;: o ·=.i-:.: ~;-1 :. n tt-.e 



. .:if : .... 
soci olo ; ~ · ~d ~ iser~ 

=everal k e y d2partment:: in OPS ;f or ex amp l2 , 1~ =· ·_; ~, \ . . " .. ' 
ur ban and others ) F~nal: j , the creati~n :.n ~PS 

":~1e ·=-per .3.t i on 2.l d2pc.i-trri2nt s .2.r:d 

=: ome 

'-1 •_\ ffi a. I i 

~esou~c2s, a nd a Depart~ent =f En 'l! ronrn=:=r::. '. ."Ji t ~-. i ; , 

Planning a nd Research Compl e:-: . There is - 'l - -·::t . ..1. ·:::>w ::hvision :if 

Environment in each Technical Department in 

sociological expertise is housed. 

It i s clear that some c hanges t hat s.oc:. ol og1 c.::-.::. 

knovil edge in Bank activities t2,ken place . Staff 

s~ciclagists and anthrQpologists can now v e to 

not ~allow guidelines on involuntary settlement. Anthropol ogists 

: -~settlemen t i ssues -~ 1-e :ncreasingly being 

included on •.·mrljwid e ::·.=..r, \:: .T: i=:sicl':: a t d i~ f erent ::.2 'v'els of 

;::;roject cycle : 

As indication of 
contributions in 
resettlement]~ i s 

the i ncrease :. n .::- nt~ ~c~ol =gica l 
this topical a rea [invo l u ntsr y 
the number ~f 2an k f ie!j missions 

that ~ave included anthropologists ~ s 9 x perts. During 
1986 3nd : 0s~, ~he Bank s ent s peciall y =cnt~~ct2d 
a nthropologists an d sociol ogists, as well 3 5 staff 
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'i':::JQ/ "l_ 
.!. • ·~ ·' -· • ~ mul t~fc ld inc~2ase a ver 

3n~1 i='ast =i111:.ls.r ~ eriod. 19 E: an ~: --f~ .!a.nc=~ ;.:- ~- C!ject : that inc lud e r eset t lemen ~ =omponents we re 1 is~ted jy a nthropologi sts ~ n 1986 ~nd ~~ projects were 
~ie!d-~eviewed in 1987 •.•.. the ? 4 fi eld ~ i ssions 
attended bv a nthropologists were, i n ~ roject terminology, of dif~erent =~tggori es: : 3 were ~ r o jec t preparation miss ions .. ; =7 were project p reap~raisal and apprasial m1ss1ons ... and 44 were project 
supervision missions. 

The i ncreased hiring cf social scientists ,T1ay ;: art l y be +:.he 

-' .-.-' 1~. sociological / anthropological +:. he :ilanei.gement. 

The Bank has recently hired additional resettlement s pecial ist s a 

regular :;taff: anthropologists to ~'lar k f rom l~ashington 

headquarters and a third specialist as a regular staff at the 

Ban k 's New Delhi resident office. Two other anthropologists have 

been invited to jOin -':he Bank -3.S long-term ==onsul t~nt ·s, 

ccncentrating fu ll-time on resettl2ment ~or k . 

Some staff members suggested that "s:acial h ad "lost 

out" i n the reorganization of the Bank i n 1987. A Department o f 

Environment has been formed but no Dep a rtment of Social Issues or 

~ff3. irs 1-·Jas f ormed, a nd social scientistE h ave been absorbed 

within Environment un its. Furthermore, t here is n ow a n ambiguity 

regarding 1-'l ho is r-espon:.1ble for " ;-2settl2ment issues " . As one 

staff member: s tates: 

+:he n eed 
·.·;here the 

..:or 3. cle=:-.r 
present and 

i. ;-istitut::ma.l 
f uture focus 

.:ef i. r:iti::Jn of 
::-f BankvJide 



including r 2sponsi~ilit~ ~or th e pr~duction of 
Sankwide guide li~es, 2v3l~~ticns. and training = c~rses. ) 

The -=:ociological GroL•_o h c._s tr.e ' 2o:iTS. Its 
2volution ~ arallels :ncre~sed aware~ess of so=iologic~l issues in 
tt-'.e 93r.l-~. 

-L 
· - · ! 

self-sel~=ted ssc:~l scisntist s~a r- i t 
r,on - pu.b 1 i c a rid the rneEti ngs 

Group tried to identify sociologicall y o riented people i n the 
Bank. Later~ t he Group began to i nvite staff members by writing 
memos to r-el evant division chiefs and asking them to br i ng the 
seminar~ that might be of particular interest staff's, 
att2ntion . As one of the members ~f the Group put i t, the earl y 
stage constituted a ·=cnspiratic,nc..l, de-f2nsi v e st2.ge. The ne :-:t 

-=-t tend an c -= •:)T 
·• r-·,_ ~ ,.-, ..._ ,_1 ·- ___ , 

;:ieopl e . The 

continued i +. • 
- - !' now its 2volution has taken jiff e;--en t forms: 

meetings o f i nformal · . .;or~-::inq i SS.LI.ES-

s rganized by members of "':he Soci ·~l ogi c=tl Group 

in formal ~·Jar k i r, ·~ group en human resettlement~ 2nd 

structured and r sundtabl2s fo r 3ank 

including technical s pecialists ::<.nd econoi:ii st s. An ~ :-: ample of 
the :atter i s the ser ies :- i:Jundts.bl e:s Dr •;Jani;:: ed ::\ rc.und the 

'"'.'Cl 
....:... '--' 



i n 1987 and 1988 ~n d were ~ent i~ned i r. i ntsi :--·..-1 2',·is ==· \-, .:3.\i l n g been 

i nfluent ial :n i ncreasi ng th e 1 isibili~ ~ --!'.: 
....J . :=ociologic.3l 

issues. These roundtables have ~ttract~d a large number of staff 

(around 100 people including management) They attracted a mi x of 

staf + members from o pera.ticnal department::: :::..nd the Policy, 

F'l .:i.nni ng ::.nd F:ese3rch CDinp l ~ :-: . chiefs :::-.cted 

discu.ssa.nts :::-.nd su.11imed i_\ p ~::i ·:=cu. ;::;ions b '/ 

3ug gesting o~er3ti2nal =onc lusions c ==·:-- ~·.?.nk 

The Grouo also evol v ed in terms of its emphasis. 

members put it, 11 the Social ogi cal Group from emphasizing 

what is missed out by not examining social issues to how one can 

incorporate soc i a.l i =.sues 11
• In other words, as the Group gained 

confidence, the appro .ach ha.s become positive and . 

=onstructive, emphasizing concrete in ::;ociological 

L:r. m·Jl edge can be u.t i l i:::: ed ;- 3.ther than focusing en the •-iec:i.knesses 

and failures of Bank's work as a result of the lack of attention 

to sociological issues. 

As the Sociological Group evolved c..nd a nd 

more staff members and contributed to the ~crrnulation of policy 

::;;ui deli r.es on s pecific i SS Lt es~ so has th e ,-ecognition of 

:=ociologica.l L:nm·1l edge :. n the Bank ::::ome staff 

indicated. ':!-:e '3a.n k l S i ncreasingl y cf ':he 
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~~~~~~~~~~~~~~! 

imoortanc e ci -f inst i t~tt i c:-i-3.l .:.nd !--,1_·.ma n =-f .j e v el c·p me r; t 

:.. ss:_~ es a nd . t hat ther :: i ·s ·:o·. ";;en ..:=r .::..l f eel i n •;; "':hat : c c.r.c mic s i s n o t 

T!! ese par .~. 1 1 2 1 cha~g2s do net ~ 2ces saril y i mp l y c~usation . I n 

o f ': h e wi der ~udien ce d r a wn in r ec 2 n t y ear s , ·=n e should 

keep i n mind ':hat t h e Grcu p"s imp a ct st i ll r e ma in s s ma l l . 

l ar-gest 
.l- -
·- - ' 1 sci pe <::' p l ':::! 

a ttendance o f meet ings i s ::.. ppr o x imate l y :(' !) 

~ut even ~!!is number : :: ~ mall 

S r- oup :na'l b e most : -:; 

In shor t, i t ma y st ill be t he 
case that a large n umber o f s t a f f member s ~r e of t he 

e x istence af the Sociological Gr-oup o r- i ts acti vities . 

The i ncreased inter e st in s oc i ologic a l i ssu es ,7J a ~/ b e due to 

F or ~x amp! 2, s ome st~ff memb e r s were menti o n 2 d 

th a t the height e ned i nter-est = a n p ar t l ~l b e 

" e:-: ter n al p ressure" f o r ·=h~. ng e th a t c on v i ne ed t he :: .=..n k o n ~h e 

" n on-economic aspec ts c f dev el o pment" . The cur ren t e mphasi s o n 

e n vi r o nmen t issues 3 S evi denced by t he creati o n t he Cepar tmen t o f 

~nvi ronmen t '. ·J i thin ~ h e Po li cy ~ 0 lan ning a nd Rese ar=~ Compl e x an d 

Div i s ion s .:J f within "': he F:eg iona l Techn ic .=.l 

De p a rtment s may have '?ncou r .:i.g ed "':he ·=onsi der- 3.t i e n CJ f the " r1uman 

2 n '1i rsnmen t " ?. S Gr ouo, •-:omb i n i ;-, ~ 

iss u es Qf ~he ~2tur al ~n d h uma n 

"Soc i o l c g : c: :=:l ~i mensi •:Jr,s 
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o f Natu r .al F.'. es o tt. r c~ h a v e b een =.b l e 

·-:i i_t c t"-: ·, ·~ i der 

The Soc iolog i c a l Gr ouo has , ~ ir~t ~n d ·:= er '/ ed -:?. 

l i k emi nd ed i ndi v iduals . com in g t ~om = soc i a l s cience 

':= h a.re i de2.s . =md ; =s- 2 2.rc~ . -fi:1 dings. 

demonstr a ted t o e a ch memb e r t hat he / she- wa s n e t a lon e; b e fo re n e w 

'i deas +:.ak en -fu r ther , .::. nd 

s ug gest-i o ns e n ~ ach ~th ~r·::: wor k so t h at t he 5 r o u p f ~n c t i cned ?S 

3_ " -:::: cund i ng bo a.rd" . 

The Grouo, as an informal networ k , compl e mented the f ormal 

roles of members. For example, the discussions o n resettlement 

issu e:, lent legitimacy and contributed tc the final formulation 

o~ p olic/ ']Uideline: resettlement , ~-ih i ch o ne of the 

·soci~logy Adviser' ::: formal duties .. The S ociolcgi ca l Gr cup has 

con t ributed most directl y to the f ormul .:;.. ti on 1".) f g uidel i nes 

r e: et t ! ement 2.nd tribal population i ssues, a nd to procedural an d 

sta f ~ i ng c hanges t hat make its implement a ti o n possible. Ho\.'iev e r , 

or,e ~1 .~S ta k eep i n mind that even thou gh the contt- i bu ti on 

" po l ::. c y guidel i nes" i s a n import a nt Dne, u lt i matel y t he quest icn 

the gLti d2l i ne: a re f ol lowed a nd to what ex ten t . 

._:; ne :; taf f 
'h : . . e :; t a.to=d: ,11ember l iCJ ,= on sei: '5U.S Dn - .-

- :::> 

imp l .?mentat i o n of ,~ u. i d el i n e:. ; .=.. nd ;i u. i d el ines 
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Al ong ~ ith can~r~buting ~isEeminat1cn of 3ociologi=~ l 

k n cwled~e, t he Eo~:ologicai Group h2s ~ er ved ·-'- '= 2>'. 2'.:npl = 
o thers a nd have enc~uraged th e ~ ~rmat i ~n ~f .;~ou.ps . .:. n 

r elated i s slues . F or example, o ne Group member i ndicated that h e 

was i nsp ired by t he Sociologic a l Group t o o rgani ze .=.:. n i nfor mal 

g r oup t o discus s issues o f organiz at i ona l d es i gn a nd d e vel opment 

communicat i an. member s Df th e Socio logical :~ l'""oup have 

recentl y or ganized wor k~n g •;i r oups o n particul a r i ssues, s uch 2 s 

r esettlemen t , tribal i ssues a n d .., - ~ 
i ·:1,nl._J t enur e . 

i ndicated t hat bag ·::;eminar s ah d b ecome = t ool of 

policy -making and s er v ed t o d isseminate n ew knowledge as 

evidenced by the huge difference between t he number o f brown bag 

seminars in late 1970s and now. 

As is the case with informal structures, personalities of 

individuals have been instrumental in determining the focus and 

objectives of the Group. The most influential ind i v idual in this 

cse has been the Sociology Adviser, Michael Cernea, who h as been 

its leader, along five or six staff memoers over t he 

years, remained active members. Many staff mentioned 

that it with his clout, access t o senior 

management ano energetic l eadership, nas oeen instrumental in the 

continuation 6 nd t ne v isi bility of the Group. 

t hi s l'"" esearc h r-eveal s tt-1at t he Sociological 

'..: he ~ari d Bank, ~s a n i nformal group, ~ as play ed three 



major- 1- 01 es. For t he ,01emoer- s 0 1" the Group, lt has served a s a 

'' n e;:work l n•;;i mecnani sm " an o c omp1 emen-ced t heir f ormal r oles. 

·=ont.ribut ed t o t he ;-ec ogn::. -::ion soc::.olog::.cal ano 

anLhropological kncwledge, e speciall y ~ nrough its f ormal seminars 

for the Bank B y i ts f ocus an ::. nvol untar-y 

resettlement and trioal populations, it has also contributed to 

policy, staffing a nd p rocedLu-al cnanges on these issues. 

,:: o.nmuni ca ti on of the Group members 

1-.2 ··-./ :? b rought to t. tle -~- t tent ion cri t he iflana.gemen-;: th e :·-el evance o i 

soc1olog1cal t:.nowl edge a nd : he necessity to iJlace social 

scientists in both o perational and positions a.nd involve them 

at all levels of Bank activity. 

Clearly, complete understanding of the e:-:tent of the 

incorporation of sociological / anthropological knowledge in the 

Bank's act:vities requires e x tensive r esearch b eyond the scope of 

::;tuoy. Such ·=" :::;tuoy :,.,iouid define a set of 

~ociological/anthropclogical issues and then l ook at a sample of 

projects, the anal;Lical and review work, :::;ector work and countr y 

pt- ogr -3.ms .=..na the Bank research program to assess the extent of 

::. ncorporation; it would a lso e:-:amine the policy gLtidelines, 

procedural and programming changes, as well sta.ff composition 

1..J f 
.... . Lime. ri s 2xplanatory v ariables, would 

2 >; pl 0 1-E m-gani zat ion al conditions ~ the organi z ati ona.l 

~~ruc~ure, goals, general procedures), as ~"'ell a s the internal 

~rocess '"1 thin >·Jhich individual in t heir-



f o ;- ,r.-.:i . .i a.nd in-ror-mal ~- oles ~ s tr-i ··.e :: o 

;,·1ane.gemen i::. ,;, n d a no c,_ccep~ anc:e '- ·. , 
....; l 

~ \ / 
1 

.1. 1J ·311or t, a s students 0 1 Gr ~ ~~lzati cns and practitioners 

~ n ow, in c or ~orat icn 

~nc " int e l:i.2ctu.ei.l input .:=.. nd -~c cc=p t . .=..nce " by t!-;e 

-:-h e -1=1_ 1. ric~icr-1 

.:= ne 

~cmplemeni::.i n g a nd ~ treng~hening the i ormal . .:Jf ~ he 

::..nd s er-·,· l ng a s a f orum -f m - eliciting i ntellectu.21 

recognition, as well as management suppor t . 
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r;FPENDI X 

Seminars and Meetings organized by the Sociological Group 
of the World Bank 

Date Title Speaker/leader 
of discussion 

=================================================================== 

,;_ . s-:s-1 977 

.--, 
7-1977 

·-' . 1-16-1978 

4. 2-1-1978 

c:: ::-15-1978 

..s. :::-1-1978* 

/ . 3-15-1978 

a . .a.-s-1979 

Wor kshop on the Soc1ological 
Dimensions of Settlement 
Pro::J j ec ts 

Sociological Dimensions of 
Agricultural Credit Projects 
Mobilizing Farmers Savings: 
The Indigenous Savings and 
Credit Societies 

Social Issues in Project Wor k 

Social and Policy Issues of 
Project Work <Cont'd.) 

The Social Impact of Tourism 
Development on Women: A Case 
from Me:-: i co 

Discussion of Draft of Section 
4 of the OMS on Project Gene­
ration and Design 

Implications for Women of 
Bank projects 

Assessment of Workshop on 
Soc. Variables of Livestock 
Projects in West Africa; 
Comments on G. Scott•= paper 
on "Implications for ~·Jomen 
of Bank projects; 
F'aper •:Jn "The Social 2.nd Human 

- 1 -

i . 2cudder. 
California 
Institute :if 
Technology 

Janet t:::ennedy 
Tony F:ussi n 

Francis 
Leth em 

Gloria Scott 



'? . ..l - 19-1978 

10 . S-24- 19 7 8 

11. 6 -7-1978* 

Aspect: c-f ~: 1_n- a.l F~ '=a.d F' r- i:Jj ~ct=. '! 
by Heli Perr e tt. 

Soc. Aspects of Population 
Pro j ec t s: Ed u c2tion fo r Famil y 
F'lanni ng 

Soc io- cultur a l I ssu es i n 
Transmigration : n I ndcnes i a 

Review c f Group' s Acti v i ties 
dur in g the Pas t Year ~nd 
Ex chan ge c f Vi ews about 
Object ives f or Ne xt 

12. 6-14-1978* Trends in the Use o f Soc. 

13. 7 -1978 

14. 10-1978 

Inputs o f Ru r al Develop me nt 
Projec t ·s.; 
Wor k P l a n fa r ~h e Group' s 

Meetings in F Y 1979 

Sociology of Agricultural 
Research: Implications f o r 
Nutrition and for the Pro­
duction of Poor and Rich 
Farmers 

Workshop on Sociological 
Variables of Irrigation 
Projects 

15. 22-11-1978 Involuntary Settlement of 
Rural Populations in Bank 
Financed Pro j ects 

16 . 12-6-1978 Behavioral and Social 
Aspects of Water Suppl y 
Waste Disposal Project Work 

17. 12-20-1978 Scclalogical Aspects of 

Popu l ~tion =o~==~sn ts i n 
Non-Population Ban k ?- ~ j ects 

18. 1-24-1?79t 

1 9 . b - 1 S'-1 979 

Sociological Variables ~n d 

Methods in Projects Monitoring 
and Ev aluation S y stems 

World Ban k Projects and 
L..Jomen 

2 0. 3 -26-1°80* Dis=ussion a nd Plans for 

D. Butcher, 
FAD, Ba.ngladesh 

Heli Perrett 

Y. Shanawany 

Gl •.::i ri.a Scott 

P. Ha.mmond 



Future Meetings Qt broup after 
break in meetings due to temp orar y 
depart~re on sabbatica l o f group 
l eader, Michael Cer n ea 

21. 5-21-1980 

22. 6-26-1980 

Strategies fo r I mplemen ting 
Social Anal yses i n Large­
Development Agen c ies: The 
Case of AID 

Trickle-Down Revisited: 
Problems o f Local Level 
Stratification 

23. 7-30-1980* Planning Session for Ne xt Year's 
Presentations 

~lan Hoben, 
Over5.e .:!s De­
v elopment 
Council 

C. Bledsoe, 
University 
of tJew Me:-: i co 

24. 10-30-1980 Use of Consultant Mic h ael Cernea 
Sociologists in Ban k Work 

25. 11-13-1980 Tribal F'9ople and Develop­
ment Projects 

26. 12-18-1980 Eliciting Population Parti­
cipation in Project Design 
and Implementation 

27. 2-1981 

28. 6-4-1981 

29. 6-17-1981 

30. 7-2-1981 

31. 7-30-1981 

The Creation of a Water User 
Association in the Philippines 

Social Dimensions of Educa­
tional Inequality: Lessons 
from Bank ' s Lending Policy from 
a Rural Urban Survey at the 
Primary School Level i n Eastern 
Africa 

Experimental Designs for th e 
Sociological Evaluation of 
World Bank Urban Shelter Projects 

Translating Sociological Research 
Findings into Operationally 
Usable Findings 

Sociological Aspects of Irriga­
tion Projects 

31. 10-28-1981 Application of Bank Social 
Guidelines <OMS 2.33) o n 

""'.!' ·-· 

R. Goodland 

M. l<och-Weser 
F. Lethem 

J. Maas 
G. Cri el 

M. Bamberger 
A. Sant'C1.nna. 

.] . De Regt 
M. Kon an 

N. Coletta 
M. Cernea 

J. De F:egt 



32. 1 1-23-1981 

33. 12-11-1981 

34. 12-16- 1 981 

Resettlement: Field Ex perience 
in Yac y reta Project, Latin Amer ica 
"Issues in ::3ocial Gu idel i nes " 
I mplementation in Ban k Pro jects 

Farmers ' Adootion of New 
Technologies: Appraisal Estimates 
versus Actual Project Performance 

Village Organizations a nd Resource 
Mobilization f or Development: 
Ex per i ence i n the Yemen Arab 
Republic 

Bank Experience and Potential f or 
Supporting Water Users Associations 
in Irrigat ion Proj ec ts 

1-13-1982 I mpact of Sociological Research 
Findings on Bank Operational Wor k 
in the Education Sector 

36. 1-27-1982 

37. 2-10-1982 

38. 3-31-1982 

39. 3-1982 

40. 4-4-1982 

41. 5-5-1982 

42. 5-1982 

43. 6 -28-1982 

Indian Protection Issues in Rural 
Development Projects in Northwest 
Brazil 

Support Networks and Survival 
Strategies of the Urban Poor 

Rural Mobilit y and Communicat ions 
in Mexico: findings of a Bank 
Sociologial Study 

Discussion of A.I.D. Guidelines 
on Social Soundness Assessment 

Institutional Factors in Feeder 
Road Projects 

Assistance to Amerindians 
in Brc;.z i 1 

Typology of Sociocultural 
Problems in Bank Project Design 

Tribal Host Populations and 
Afghan Refugees in Pakistan: 
Alternatives for Development 
Assistance 

- 4 -

M. Cernea. 

,J. Russel 
J. Lesuever 

Drs. Lewis, 
Swanson and 
Tutweiler, 
Cornell U. 

M. Cernea 
S. Paris 

S. Heyneman 

M.l<och-Weser 

M. Bamberger 

C. Cook 

C. Cook 

M.l<och-Weser 

L. Brownrigg. 
Consultant 

D. Maybury­
Lewi s; 
E. Ahmed 
Harvard 
University 



44. 10-12-1982 The Pygmies of Congo and t he 
Impact of Bank Projects 

45. 10-1982 

46. 1-25-1983 

Workshop on " Rapid Soci a.l 
Appraisal Methods" 

Can we train Bank staff i n 

A. Hoben, 
Boston 
University 

A. Hoben, 
Boston 
University 

Sociology? Discussion of the Proposal for 
a "Sociology for Non-Sociologists", 
a 3-day Course 

47. 2-16-1983 Bengkoka Afforestation/Resettle­
ment Project: Stabilizing 
Shifting Cultivators 

G. Davis 

48. 5-1983 

49. 6-23-1983 

Participant Observation in 
Project Supervision and Monitoring 
<Necessity of Local Leadership) 

Sociological Workshop on Socio­
cultural Variables Affecting 
Agricultural Projects 

50. 10-13-1983 The State of Soviet Agriculture 
Success of Failure? 

51 . 12-8-1 983 Sociological Aspects of Agri­
cultural Extension Services 
in Africa 

52. 2-28-1984* Sociological Appraisal of Projects: 
The New OMS 2.20 and How to Support 
its Implementation 

L. Salmen, 
Consultant 

C.P. Kottak 
University 
of Michigan 

K.E.Wadekin 
U. of Giessen, 
West Germany 

J. Moris, 
Utah State 
University 

53. 6-26-1984* Social Aspects in Development Projects: 
The Baum/Tolbert Volume 

54. 8-29-1984* Job Regrading and Its Implications 
far Social Scientists/Non-econom1sts 

55. 10-4-1984 

56. 11-6-1984 

Workshop on "African Farmers' 
Behavior in Tree Planting: Socio­
logical and Economic Variables in 
Reforestation" 

Can Rural Cooperatives be Successful? 
The Experience of the Maharastra 
Sugar Cooepratives 

5 

D. French 



57. 11-14-1984* Memo topic: OPS Trends a nd Patterns­
Form Sheet - Soc i ological :terns; 
Memo topic: The Use of Social 

Scientists i n t he Ban k 

58. 12-18-1984 An Anthropological Perspective o n 
Development Making in Ariquemes, 
Rondoni a. 

59. 6 -13-1985 

60. 7 -1-1985 

Land Settlement Workshop 

Soc ia l a nd Economic Effects of the 
Brazilian Pro-Alcohol Program 

J.W.Wilson 
U. of 
Florida 

T.Scudder 
California 
Institute of 
Technology 

D.Gross 
National 
Science 
Foundati c n 

61. 5-14-1986 Transmigration Cite Selection 
in Indonesia 

G. Davis 
J.F'.Baudelaire 

62. 8-6-1986 

63. 8-20-1986 

64. 9-3-1986 . 

65. 10-1-1986 

Sociological Observations on 
Training Processes - The EDI 

E:<perience 

The Bank's Response to Envi­
ronmental Issues - Environmental 
and Social Issues in Bank Wor k 

Brazil, An Innovation: The 
Community Development Fund 

Involuntary Resettlement: Social 
Indicators 

66. 10-14-1986 Farmer Organizations for 
Sustainable Irrigation 
Development 

67. 10-22-1986 Poverty in Latin America: 
The Impact of Depression 

68. 11-11-1986 Brazil-Carajas: Sociological and 
Envir o nmental aspects 

S.Heyneman 
M.Bamberger 

T. Ruth 
R.Batstone 

D. Mithcnik 

N. Uphoff 
Cornell 
Universit y 

G.Pfeffermann 

L. Davies 
de Freitas, 
S. Bunker 

69. 11-1986 Training Course organized by the Sociology Office i n AGR t o disseminate new policy on "Treatment of Pesettlement i n Bank-financed 
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70. 2-25-1987 

71. 3-1987 

72. 4-15-1987 

Pro j ects 

Bank's Reorganizat i on and I ts 
Sociological/Anthropological Resources: 
Meet i ng with Mr. J. Bur k i~ Director IRD 
and Mr. Hans-Eberhard Kopp, Director PPD 

Social Skills in Bank ' s Reorganization 

The Bank Culture and Its 
Reorganization; 
The Implementation of Women in 
Development Issues in the Bank 

D. O'Hare 

N. Kardam 
Michigan 
State U. 

7 3. 10-27-1987 Conservation in the Amazon: 

74. 12-2-1987 

75. 1-20-1988 

76. 2-25-1988 

77. 2-25-1988 

78. 4-14-1988 

Tropical Forests and Primate 
Conservation in Brazil; 
Conversation and Ethno­
botany in the Amazon 

First meeting of the Informal 
Working Group on Human 
Resettlement -organized by 
S. Davis 

Sri Lanka - Socio-political 
Dimensions of the Mahaweli 
Development Program 

Meeting of the Informal Working 
Group on Human Resettlement 

Common Property Resource 
Management 
Bank discussants: 
I<. Marshal 1 
J.H. Cleave 

Lands at Risk in the 
Third World 
Bank discussants 
K. Cleaver 
M. Cohen 

79. 5-18-1 988 Irrigation Management 
with Parmer Participation 

- 7 -

R.A. Mittermeier 
Wor-ld Wildlife 
Fund; 
M.J. Plotkin 

S. Davis 

T. Scudder 
California 
Institute 
of Technology 

E. Ostrom, 
Indiana U.; 
P. Peters 
Harvard U.; 
D. Bromley, 
LI.Wisconsin 

P. Little, 
Institute of 
Development 
Anthropology; 

D.Messershmidt 
Washington 
State U. 

N. Uphoff 
Cornell U. 



= 

Bank discussants 
D.M. Dowsett - Coi rolo 
R. Reidenger 

80. 9 -15-1 9 88* A Critique of the Ban k's 
Tribal Guidelines 

Jason Clay, 
Cultural 
Survival 

============================================================~========= 

Notes: 

1. The star* next to t he date of a particular meeting means that it was for Sociological Group members only. 2. When there is no institutional affiliation with a speaker, it means that t he speaker is a Ban k s taff member. 3. Some entries have n o d ate of t he particular day that meeting was held, but onl y the month a nd year. This means that I have been unable to find that information 
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