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I. INTRODUCTION

The Inter-American Institute of Agricultural Sciences (IICA)
is the specialized agricultural agency of the Organization of
American States (O0AS). The Institute began as an agricultural
research and education center in Turrialba, Costa Rica. It has
since evolved into a multi-functional rural development agency

with projects and offices located throughout the hemisphere.

In view of the increasing volume and complexity of its pro-
grams, the management of IICA decided that it would be neceséary
to take steps to strengthen its internal managerial capacity. To
this end, the Institute submitted a proposal to the U.S. Agency
for International Development (AID) for a management improvement

project.

Coopers & Lybrand was requested by AID to review the proposal
and to prepare an institutional profile of IICA. The objectives
of the consultancy were to provide guidance to IICA with regard
to strengthening its internal managerial capacity, as well as to
assist potential donors in determining the feasibility and advis-
ability of long-term support in the area of management improve-

ment.

To obtain the information used in this report, a Coopers &
Lybrand study team made two visits to IICA headquarters in San
Jose, Costa Rica, where management and staff were interviewed and
written materials were reviewed. Members of the team also inter-

viewed IICA personnel in the national offices in the Dominican






Republic, Haiti, Jamaica, Colombia, Brazil, Honduras, and Costa

Rica.

The basic frame of reference for our assessment of IICA's
needs for management improvement was the proposal developed by
IICA. We projected IICA's future needs on the basis of its
current ability to manage its programs. We then compared IICA's
needs assessment with our own in order to draw the conclusions

presented in this report.

It is important to note that we did not evaluate the effec-
tiveness of IICA's programs. Instead, we were concerned that,
given its organizational goals and program objectives, IICA have

the institutional capacity to achieve them.
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II. INSTITUTIONAL PROFILE OF IICA

This chapter of the report establishes the framework for our
assessment of the management improvement needs of IICA. It re-
views the history of IICA; describes its current organizational
structure and operational processes; examines recent and pro-
jected patterns of growth; and assesses the overall implications

of its growth.
1. History

IICA was formally established in 1942. In 1944 it became an
inﬁergovernmental institution under the terms of a multi-lateral
convention among the member states of the Pan-American Union.
Following the establishment of the OAS in 1948, IICA was recog-
nized as the specialized ;geney for agriculture of the Inter-

American System.

The history of IICA has been marked by distinct phases of
development. Originally the Institute operated in a single loca-
tion in Turrialba, Costa Rica. In its earliest years it had two
basic functions. One was to conduct research into the agricul-
tural problems of the equatorial zone relating to areas such as
crop nutrition and animal diseases and parasites. The other was

to serve as a center for education in the agricultural sciences.

The second stage of IICA's development came during the decade
of the 1950's. The main impetus was the Institute's adminis-
tration of "Project 39" of the Technical Cooperation Program of

the OAS. The project resulted in the training of thousands of
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agricultural professionals throughout the hemisphere. It also
had a permanent impact upon the functions and structure of IICA
in that it brought the Institute into the fields of technical
cooperation and extension services. Furthermore, in order to
meet the needs of the project, IICA moved beyond Turrialba and
established three regional offices. In 1955 IICA reached further
into the field of technical cooperation through the signature of

a contract with the predecessor agency of AID to provide train-

ing, consultancy services, applied research, and information

services.

The next phase of IICA's development began in the 1960's.
The growing involvement of the Institute in the broader aspects
of rural development, and its increasing emphasis upon various
forms of technical cooperation rather than research and educa-
tion, were formally recognized in a new official policy. At the
same time, the three regional offices established to carry out
Project 39 were made a permanent part of IICA and the Turrialba
Center was given operational autonomy. In a sense, activities
which began as an outgrowth of the IICA Turrialba Center had
become IICA itself.

The decade of the Seventies saw IICA further refine its doc-
trine. The key word which IICA chose to place itself among the
various agencies operating in the international development field
was "humanistic." The objective was to focus on the campesino
and his environment through programs which, in the words of the

official doctrine of IICA:






. provide not technical assistance, but technical coop-
eration in a participative collaborative way;

. concentrate on working through national institutions,
and thus reinforce rather than replace them;

. work at the level of individual countries and develop

programs in the context of the needs of the country.

This decision to focus its programs at the country level led
to a further fundamental change in the structure of the Insti-
tute. Over the past decade, IICA established permanent offices
and staff in each of its member countries. At the same time, the
role of the regional offices in the management of IICA's programs
was then gradually reduced until finally in 1979 they were abol-
ished. IICA now consists of 25 national offices reporting

directly to headquarters in San Jose.

Thus, the history of IICA has been characterized by contin-
uous change. From a single center located in Turrialba, it has
evolved into an organization with a permanent hemispheric pres-
ence. From an institution whose main objective was to promote
research and provide education in the agricultural sciences, it
has been transformed into a development agency which carries out
technical cooperation programs touching upon broad aspects of

rural development.

2. Current Organization and Functions

The operations of IICA are carried out in its headquarters in
San Jose, Costa Rica and in its 25 national offices in Central
and South America and the Caribbean. (IICA continues to maintain

a formal relationship with the research center at Turrialba.) The
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institution is chartered and operates under the auspices of the
Organization of American States. It receives quota funds from

its members as well as funds from contracts and agreements with

external institutions.
A description of the IICA organization follows:

. The Board of Directors. The official Board of Direc-
tors 1s composed of the permanent representatives of
its member countries to the OAS. For purposes of
program planning, the board delegates its authority
to high level representatives from IICA member coun-
tries, usually from their ministries of agriculture.
A technical advisory board is empaneled before the
annual meeting to discuss issues which will affect
future program planning and budgeting.

. The Director General. The Director General has over-

all responsibility for the operations, administration
and performance of the Institute.

. The Deputy Director General. The Deputy Director
General has line responsibility for all IICA country
and multizonal projects. He serves as an advisor to
the Director General and acts as Director General in
the absence of the latter from headquarters. He
chairs special committees created to study specific
issues of concern to the Director General and is re-
sponsible for the recurring operations of IICA head-
quarters and its general administration.

. National Office Directors. The National Office
Directors are the principal line managers of IICA.
They operate within the framework of program policies
established by the Director General and under the
general supervision of the Deputy Director General.
Office directors normally have three to eight perma-
nent IICA employees assigned to them. They may hire
additional national staff locally on a contract basis
to meet country project requirements. The office
director is responsible for establishing a working
relationship with the host country government; iden-
tifying programs or projects that fall within the
operating policies of IICA and are in accord with the
country's development plans; and ensuring that they
are properly carried out. The national director has







managerial, technical and administrative responsibil-
ity for his office and reports office performance on
a periodic basis to headquarters.

Regional Coordinators. Reporting to the Deputy
Director General are four -regional coordinators.
They support the national offices within their re-
spective zones and act in an advisory role to the
Deputy Director General. They have no direct author-
ity over country office performance.

Assistant Sub-Director General for Planning. His
office 1s responsible for planning, pollicy analysis
and project evaluation. It has formal responsibility
for medium-term planning. It is also responsible for
the annual plan which identifies and assigns operat-
ing budgets to projects. It evaluates selected IICA
projects for purposes of making interim adjustments
or improving future project design or execution.

Multi-Zonal Pro%gcts. The multi-zonal projects unit
1s responsible for the oversight and coordination of
IICA projects that extend to more than one country.
Multi-zonal projects may be developed internally by
IICA to test projects before recommending them to
countries, or they may be carried out at the request
of an external sponsor interested in fostering agri-
culture or rural development in more than one coun-
try.

Simon Bolivar Fund - The Simon Bolivar Fund receives
Tunding principally from Venezuela and, to a lesser
degree, other countries in Latin America and the
Caribbean. Projects are used to support rural devel-
opment, resource utilization and preservation, and
the transfer of technology. National directors, fol-
lowing the guidelines of Simon Bolivar funding, are
encouraged to 1identify, in conjunction with 1local
officials, suitable projects for implementation.

Other Projects - IICA creates special project groups
to undertake wunusual or larger scale projects.
Currently such a group has been put together for an
animal health project.

Assistant Sub Director General for External Coordina-
tion - The Assistant Sub-Director General for Extern-
al Coordination 1is responsible for coordinating
IICA's efforts to obtain funds from external sources.
He also has the role of maintaining relationships
with international agencies, foundations, and univer-
sities, and developing policies concerning IICA's
relationship with national institutions.




- =1 = L | =9 L~~~ | L_—r ] |~ ] - ——



. Assistant Sub-Director General for Administration -
The AssIstant Sub-Director General 1s responsible for
the Institute's financial management, accounting and
budgetary control. He 1is also responsible for the
maintenance and upkeep of headquarters buildings and
facilities and for other general support functions.

. Assistant Sub-Director General for Rural Development
Because it 1s relatively new, Rural Development is
still defining its role and functions in practical
terms. Presently it 1is conducting research relating
to IICA's future role in the field of rural develop-
ment. The unit also provides technical support to
project managers. Rural Development is also respon-
sible for the technical information services provided
by the Inter-American Centre for Documentation and
Agricultural Information (CIDIA). CIDIA, in turn, is
responsible for maintaining the Institute's computer
facilities and providing computer services to the
organization.

. Human Resources - Human Resources carries out the
personnel administration and support functions of the
Institute. It assists directors in 1locating and
selecting project staff, maintains the personnel
records of all IICA employees, and administers the
Institute's classification and compensation system.
It reports to the Deputy Director General.

. Other Staff Support - Individual positions exist for
the following: official (public) relations; agricul-
tural policy advisor; and Board of Directors Cabinet
Secretary. IICA also has an office in Washington.

3. Description of Current Process of Operations and Management

(1) Planning Process

IICA uses three planning documents. The General Plan
states the broad goals and objectives of IICA under seven
major "lines of action" and defines in general terms what the

Institute intends to accomplish in a ten-year period.
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The Indicative Plan addresses more specifically IICA's
operations for a five-year period. It is intended to be used
by national office directors and headquarters management to
set priorities and to provide programming guidance. The

Indicative Plan is updated every five years.

In theory, the Annual Program Plan is revised annually
on the basis of the perceived needs of member countries as
they are interprefed by the twenty-five national office
directors. It serves as the basis for the annual program
budget. In practice, the national offices are apprised of
the quota funds authorized for the coming year. Histori-
cally, this allocation has been based on the previous year's
budget plus an 1increase to account for inflation. This
method has been primarily used for quota-funded activities.
Extra-quota-funded projects are budgeted on the basis of

costs estimated to be incurred during the fiscal year.

A summary of IICA'S lines of action and programs for 1981

is contained in the following exhibit.

(2) Operations

Projects at the national level are carried out under the
overall control of the office director. Projects are usually
managed by a permanent IICA employee and in the case of
extra-quota projects are frequently staffed by technicians
and support staff hired on a contract basis for a particular

project.






IICA
LINES OF ACTION AND PROGRAM AREAS

. INFORMATION AND DOCUMENTATION FOR RURAL DEVELOPMENT
1. HEMISPHERIC INFORMATION SYSTEM
2. NATIONAL INFORMATION SYSTEMS
3. PRODUCTION AND DISTRIBUTION OF INFORMATION
Il.  EDUCATION FOR RURAL DEVELOPMENT
1. EDUCATION PLANNING
2. IMPLEMENTATION OF EDUCATIONAL POLICY
. AGRICULTURAL RESEARCH AND TECHNOLOGY TRANSFER
1. RESEARCH AND TECHNOLOGY TRANSFER
2. MULTINATIONAL COORDINATION OF RESEARCH AND TECHNOLOGY TRANSFER
IV. AGRICULTURAL PRODUCTION, PRODUCTIVITY AND MARKETING, ANIMAL HEALTH, PLANT PROTECTION

1. FOSTERING PRODUCTION AND PRODUCTIVITY
2. AGRICULTURAL MARKETING
3. ANIMAL HEALTH
4. PLANT PROTECTION
V. REGIONAL RURAL DEVELOPMENT

1. REGIONAL DEVELOPMENT PLANNING
2. IMPLEMENTATION OF REGIONAL RURAL DEVELOPMENT POLICIES

VI. STRUCTURAL CHANGE AND CAMPESINO ORGANIZATION
1. AGRARIAN REFORM
2. CAMPESINO ORGANIZATION
VIl.  FORMULATION AND ADMINISTRATION OF AGRICULTURAL POLICY

1. FORMULATION OF AGRICULTURAL POLICY AND SECTORAL PLANNING
2. RURAL DEVELOPMENT MANAGEMENT







Project technical performance is reported quarterly by
project managers to headquarters through the national office
director. The reports are narrative in nature and address
progress made, accomplishments to date, and problems encoun-

tered.

Project financial performance 1is reported monthly.
Monthly project expenditures are sent to headquarters where
they are entered into the Institute's accounting system.
Financial reports are then returned to the national office

directors.

Project evaluation is carried out on a limited basis by
the headquarters planning office. Projects are chosen for
evaluation based on requests from the board of directors and
sponsors (e.g , Simon Bolivar Fund) or on the nature of the

project or when problems are encountered.

IICA also manages projects from San Jose. These tend to
be multi-zonal projects involving two or more countries and
can be experimental in design. Multi-zonal projects most
often are financed from extra-quota funding by development
assistance agencies such as the Agency for International

Development or the Inter-American Development Bank.

(3) Administration

General office adminiptration is left to the national
office directors using regulations established by headquar-

ters. Financial administration at the national office level

10






is a relatively simple process. Cost data is forwarded
monthly to San Jose for review, consolidation and financial

reporting.

Personnel administration is supported by headquarters in
the form of recruitment, selection screening, and classifi-
cation to establish proper compensation levels for permanent

and contract employees.

Patterns of Growth

The basic concept which underlies the management proposal of

IICA is "growth". The senior management and staff of IICA fore-

see a period of rapid growth and change for their organization.

They believe that at the present time and under current condi-

tions IICA is performing satisfactorily. They are, however,

concerned that IICA have the managerial capacity to respond to

the increasing demands for its services.

This section of the report analyzes the growth recently expe-

rienced by IICA. It also describes the growth projected for the

future by IICA, and thus provides a framework for assessing

IICA's needs for organizational development.

(1) Recent Growth Patterns

We examine here the patterns of IICA's recent growth in
terms of the geographic sphere of its operations; the volume
and type of its financial resources; the size and composition

of its staff; and the nature of its programs.

11






. Geographic Sphere of Operations

IICA began the decade of the 1970's with a formal struc-
ture which consisted of a headquarters and three regional
offices. The current Director General established the policy
that IICA's fundamental strategy would be to work through
national institutions at the country level. To carry out
this policy, IICA created permanent offices within each mem-
ber country. The decade also saw the addition of the Carib-
bean states as members of IICA. As a result, IICA now is
responsible for the activities of 25 offices located through-

out the hemisphere.

. Volume and Type of Financial Resources

Within the past ten years, the total budget of IICA has
grown from approximately $5 million to 332 million, with the
most rapid increases occuring within the past six years. 1In
the period from 1972 until 1976 IICA's budget doubled from $5
million to $10 million. By 1981 the budget will have tripled
again to more than $30 million.

Even more important than the growth in the budget is the
change in the composition of the sources of funds. Until
recently, IICA obtained most of its financial resources from
quotas provided by its members. While the relative aize of
each member's contribution is established by a formula, an-
nual increases in the overall level of the quota budget have

not kept pace with inflation. Thus, the quota portion of the

12
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IICA budget has shown only modest increases and in real terms

has actually diminished.

The principal reason for budgetary growth has been the
dramatic increase in funds received by IICA as a result of
agreements or contracts with national institutions, private
foundations, and international agencies such as the Agency
for International Development and the Iqter-American
Development Bank. In 1972, these resources amﬁunted to $1
million and accounted for only 19% of IICA's budget. 1In 1981
it is estimated that extra-quota funds will total $17.4
million and will provide 544 of IICA's resources. Again, the
rate of growth of non-quota funds has accelerated over the
past 6 years. They have increased from $2.8 million in 1976
to $17.4 million in 1981. While quota funds have increased
100%, non-quota funds have grown 500%. Furthermore, whereas
IICA began the decade with extra-quota funds representing
only a minor share of its overall budget, they now make up

more than half of its annual budget.
. Personnel

Over the past 6 years, the total staff of IICA has
nearly doubled, from 450 to 877. This growth has two note-
worthy characteristics. First, as might be expected, the
most significant growth has occurred with respect to person-
nel supported by non-quota funds. International profession-
als in this category have increased from 22 to 166, and na-

tional professionals from 76 to 197. IICA has reached the

13
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point where its traditional core staff consisting of inter-
national personnel financed out of quota funds now make up

only 23% of the total.

The second important point is that staff increases have
not occurred in a uniform manner. The southern 2zone and
headquarters, after a period of relatively modest increases,
have grown rapidly in the past three years. In the other
three 2zones, the pattern is the opposite. They expanded
rapidly from 1976 through 1978 and have since stabilized.

. Types of Programs

According to IICA, its fundamental doctrine has remained
constant. The strategies adopted to fulfill that doctrine,
however, are changing. One basic trend, as previously men-
tioned, is the increasing reliance upon funds from sources
outside of member country quotas. The number of agreements,
convenios, and contracts now in force has doubled since
1976. Related to this movement is a change in the character
of the activities now carried out by IICA. Traditionally,
the principal activity of the Institute was technical cooper-
ation with national institutions by a core staff financed by
quota funds. In a sense, the activities of IICA in a given
country depended upon the technical expertise of permanent
office personnel operating within the context of the agricul-

tural plans and policies of the national government. Results

14
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would be defined largely in terms of the quality'of the rela-
tionship established between the IICA technician and his na-
tional counterpart, long-range changes in the country's poli-
cies, and the extent to which the country eventually contrib-

uted resources to a project initiated by IICA.

IICA
COMPOSITION OF STAFF
1976 - 1981
~STAFF | 1976 | 1981 [ 1976-1981
CATEGORY | NUMBER | $ OF TOTAL | NUMBER | % OF TOTAL | % increase

QuoTA | i i | }
International : 149 : 33 : 200 : 23 } 34
National , 203 Il s ll 3 l| _36 : 45
Sub-Total : 352 = 78 = 514 : 59 ,

Now-goTs o L |
International 22 : 5 : 166 { 19 ’ 655
National 16 { aid ’ 197 i 22 159
Sub-Total o | 2 s | owm |

o wo | w00 lem | w0 | s

In recent years, however, the character of projects sup-
ported by IICA has changed. From an emphasis upon agricul-
tural development and associated skills in the agricultural
sciences, IICA has been shifting toward efforts to promote
rural development in a broader sense and is requiring person-
nel with more diverse technical skills. At the same time,

the character of the activities conducted by the Institute

15







has been changing. Instead of "projects" which consist of

whatever a single permanent technician can accomplish over an

—

extended period of time by working with key counterparts in

national institutions, IICA has gradually been assuming
-
responsibility for more complex, multi-disciplinary efforts
which are subject to performance standards established by
contract with outside entities. At the present time, for
example, it is carrying out the following large extra-quota
projects:
. an agricultural credit insurance program financed
by AID
. project preparation for the Caribbean Development
Bank, the World Bank, and the Inter-American
Development Bank
. the integration of women into rural development
. assistance in the execution of a World Bank loan to
a development agency in Haiti.

The following exhibit summarizes the extra-quota projects

budgeted for 1981.

(2) Projections for the future

In many ways, IICA now stands at another important junc-
ture in its history. There are two impending developments
which are 1likely to have an impact upon its future. The
first is the new convention which will shortly go into ef-
fect. The convention provides de jure recognition of the
fact that IICA has evolved over time into a different insti-
tution. The convention will change the Institute's name to

the Inter-American Institute for Agricultural Cooperation

16






11CA
EXTRA-QUOTA PROJECTS BUDGETED FOR 1981
FUNDING SOURCE

AMOUNT
A. International Institutions

IDRC - Documentation Project Peru) 11,000
IDRC - Project on Andean Cropping Systems Peru) 108,420
CDB-1ICA-Project Identification and Formulation 60,000
IBRD/UNDP/ IFAD/IICA-Project Preparation (Cen.Amer.) 280,000
UNICEF-Training Projects (Mexico) 159,900
AID-Women's Project 400,669
ROCAP-Information, Central American Isthmus Cen.Amer.) 136,567
IDRC-Information Project Uruguay) 16,000
10B/Govts. Southern Cone IICA-Research Project §Sout.Zone) 1,245,875
AID/IICA-Information Systems Chile) 45,000
Ford Foundation-Technology Transfer 10,000
Gov. Netherlands-Technology Transfer 340,000
IDRC-Information and Documentation-AGRIS 86,146
AID-Agricultural Credit Insurance Project 568,900
AID/MSU/ISU-Planning 161,811
Kellog-Planning and Project Management 550,786
10B-Project Preparation 500,000
IFCC-French Cacao and Coffee Institute 60,000
ORSTOM-French Overseas Scientific and Technical Research 60,000
Sub-total 4,801,074

National Institutions
Ministry of Agriculture Colombia) 35,000
Ministry of Agriculture-0PSA Colombia) 200,000
IDEMA-Agrarian Fund, Bank of Republic,others-Tr. COIonbia; 200,000
CENICARA Colombia 31,415
Ministry of Agriculture and Livestock Ecuador) 50,000
SEDEGE(CDG/IDB)-1ICA Ecuador) 100,000
Ministry of Agriculture and Livestock-Irrigation (Venezuela) 23,300
Ministry of Agriculture and Livestock Venezue'la; 74,766
Natfonal Agrarian Institute Venezuela 34,900
National Agricultural Insuror Venezuela) 331,200
Price Stabilfzation Institute Dom.Rep. 34,808
Secretary of State of Agriculture Dom. Rep. 33,238
ODVA/1DB/IICA-Artibonite Haiti) 68,207
CEIDER/IICA-Education Haiti 127,742
SENACA/ACDI/TICA Haiti 33,500
DARNDR/ACDI/IICA-Planning Haiti) 189,000
Gov.Jamaica/1DB/1ICA-Al1sides Jamaica) 186,000
Ministry of Education/OFIPLAN/IICA Costa Rica; 58,000
MAG/OFIPLAN/CAN Costa Rica 182,000
Secretariat of Natural Resources Honduras; 643,225
Agricultural Policy Commission Honduras 64,779
PROMECAFE Cen.Amer. g 240,000
PRACA Cen.Amer. 84,000
GOBHOL-PRACA/IICA Cen.Amer.) 450,000
MAG/IICA (1DB)Education Proj.(Contr.l and 2) Paraguay) 269,728
MAG/IICA (1DB)Technific.Proj.(Contr.3 and 4) Paraguay) 529,836
Ministry of Agriculture Brazil 11,374
SUDEPE Brazil 75,100
CEPLAC Brazil) 225,000
Sec. of Educatfon and Culture (Pernambuco) Brazil 43,834
Sec. of Education, State of Cear§ Brazil 62,467
EMBRAPA/ IBRD Brazil) 3,314,152
EMBRAPA/1DB Brazil) 1,480,000
Gov. Rio Grande do Sul Brazil) 107,000
SUDENE (MINTER) Brazil) 130,000
CODEVASF Brazil) 139,300
Ministry of Agriculture Chile} 86,000
Ministry of Education/IBRD Chile 6,000
Sub-total $ 10,054,871

c.

Simon Bolivar Fund

$ 2,500,000

TOTAL

$ 17,355,945







and, according to a statement by the President of its Board

of Directors cited in a recent annual report,

"... redefines the goals of the Institute, identi-

fying it more explicitly as an organization devoted

to promoting and stimulating agricultural develop-

ment and rural well-being".

A second major factor is that IICA has begun the process
of a change in its leadership It would be difficult for an
observer not to conclude that IICA's development over the
last ten years can be attributed to a great extent to the
personal vision and energy of its current Director General.
A change in leadership may be expected to have a substantial

impact upon IICA's operations.

With regard to its programs and policies, we did not
obtain evidence to suggest that IICA intends to change sub-
stantially the recent trends in its programs. IICA does not
engage in medium-term planning which combines financial and
program planning for more than one year (although with the
new convention it will have a biennial rather than annual
budget). The following observations on the growth patterns
projected for the future result from interviews with IICA
management:

. One authoritative projection would have IICA's
overall budget grow to $100 million by 1990, with

the majority of funds derived from extra-quota

sources. This projection function assumes that the

permanent quota-funded staff would remain constant

at about 200.

. However, IICA is now under consideration for extra-
quota contracts with a total value in excess of

$100 million 1If a substantial percentage of these

potential contracts materialize, the above projec-
tion may, in fact, prove conservative.

17






. It is also likely that IICA will continue to in-
crease its reliance upon extra-quota contracts, and
to carry out work related to rural development in
the broadest sense.

. Finally the projects themselves are likely to in-
crease in complexity. For example, IICA is under
consideration for the execution of a $45 million
effort to eradicate swine fever in Haiti. This
would be a major management responsibility, which
would be at the extreme end of the continuum away
from a traditional technical cooperation project.

5. 'Overall Implications of Growth

If growth is considered as a measure of success, it can be
said that IICA has been very successful. However, growth pro-
vides both opportunities and risks for IICA. IICA has the oppor-
tunity to enhance its capabilities, increase its prestige, and
broaden its contribution to the hemisphere. IICA is also running

the risks inherent in sudden and sustained expansion.

IICA is now reaching beyond its traditional fields of exper-
tise. At the same time, sponsors that provide external funding
will demand greater accountability for technical performance and
financial control. The demand placed upon IICA's institutional
capabilities will be much greater in the future.-

If growth is to continue to be to IICA's advantage, it must
be managed. It is not possible to predict with absolute cer-
tainty what effect growth will have on the organization, manage-
ment and operations of IICA. However, it is possible to draw
upon the experience of other organizations that have grown at
similar rates into diverse fields and suggest that IICA may en-

counter the following needs:
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A greater need for shared decision-making. As the

organization grows in terms of activities and staff,
particularly at the national office level, the abil-
ity to control and manage from headquarters may be
greatly diminished. More decision-making responsi-
bility (e.g , personnel selection and budgetary
changes) may have to be delegated to the national
office level.

Further, as the complexity of the organization in-
creases, more minds will be needed to become actively
involved in studying 1issues, testing alternatives,
and making decisions.

A greater need for professionalized management.
Evolving organizations often cannot afford the luxury
of hiring professional managers. In organizations
such as IICA, technical specialists wusually assume
administrative and managerial responsibilities in
addition to their technical duties. By training,
experience, and inclination, they remain technicians
first, and managers and administrators second.

However, as the organization progresses in size and
in terms of the complexity of situations it faces,
the need for managerial skills tend to overshadow in
importance the technical skills of the incumbent man-
agers. They need to become managers first and tech-
nicians second. This shift in priorities is often
difficult and can lead to frustration on the part of
the manager.

IICA will, in the future, need to provide training to
its administrative and staff managers (at least for
those who choose to remain in that capacity) to refo-
cus their primary fields of expertise, or hire new
managers specifically for their administrative and
managerial expertise. In IICA's case the need for
this will be exacerbated within the next few years as
much of the senior managerial staff becomes eligible
for retirement.

A need to define organizational identity. Growth
‘often creates a need to redefine organizational iden-
tity. Existing policies, practices, and management
style may be no longer appropriate for the organiza-
tion and its environment.. In growth periods there is
a natural inclination to reach out for all available
opportunities. The inherent danger is that the
organization may extend itself beyond its capabi-
lities and organizational resources. This in time
may lead to a deterioration in its responsiveness and
the quality of its services, and in the longer run
thwarts growth. There is no guarantee that this will
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happen to IICA. However, it has been a frequent
phenomenon in other organizations which can be mini-
mized by proper planning, a carefully conceived
growth strategy, and a realistic assessment of
organizational capabilities.,

. A need to analyze the trends and patterns of growth.
Growth cannot be looked at solely 1In macro- terms.
To do so would be misleading. For example, not all
of IICA's national offices have grown at the same
rate. Some offices, such as Brazil, have experienced
tremendous growth. Others have been more stable.
This makes growth planning more complex. IICA will
need to consider each country on an individual basis
to ensure the proper allocation of technical re-
sources and to focus its external coordination activ-
ities to minimize imbalances that may result from an
"order-taking® approach to growth.

. A reater need to institutionalize managerial, ad-
nistrative and control capabilities. A natural
consequence ol growth 1s the loss ol personal con-
tact. People who in a smaller organization were able
to communicate directly or had a first-hand knowledge
of organizational and staff resources, no longer can
maintain this personal approach. Nor can managers
rely on personal observation to be informed of the
many and diverse operations and problems of their
organization. They must rely on information systems
and other institutionalized tools to manage, control,
and make decisions. IICA will need to recognize this
phenomenon and build the systems required to properly
manage its growth.
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III. ASSESSMENT OF NEEDS FOR MANAGEMENT IMPROVEMENT

Our basic objective was to assess the need for the management
improvement proJject proposed by IICA. This chapter of the report
summarizes the IICA proposal and assesses the need for it in the
light of the growth patterns and overall needs described previ-

ously.

The proposal submitted to AID was developed by a working
group of senior managers and staff of IICA. The impetus for the
program came from a concern that TTCA have the institutional
capacity £o meet the management needs of an international devel-
opment assistance agency confronted by increasingly complex de-
mands. The rationale for their proposed program is to take
action in a measured and systematic way in order to prevent prob-
lems, instead of finding themselves in a position where they are

forced to solve them after the fact in an ad hoc manner.

The stated goals of the project are to "improve the 1living
conditions and income of the rural poor by reinforcing the capa-
bility of IICA to act more effectively as an agent of change
throughout Latin America's rural sector and to augment IICA's
capabilities as a program administrator." The following exhibit

summarizes the components of the project.
Each component of the project is divided into five phases:

. an orientation phase of seminars to explain the proj-
ect to IICA personnel and incorporate modifications
resulting from the seminars

. a diagnostic phase consisting of in-depth analyses by
consultants of seven priority areas:
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IICA
SUMMARY OF MANAGEMENT IMPROVEMENT PROPOSAL

¢ ORGANIZATIONAL STRUCTURE

— ANALYSIS AND MODIFICATION OF ORGANIZATIONAL STRUCTURE

— STRENGTHENING OF OFFICE OF MANAGERIAL ANALYSIS

— PERIODIC WORKSHOPS TO BRING FIELD STAFF TOGETHER WITH HEADQUARTERS ADMIN-
ISTRATION TO EVALUATE ORGANIZATION AND FUNCTIONS OF IICA

e CAREER MANAGEMENT DEVELOPMENT

— ASSESSMENT OF MANAGERIAL NEEDS

— FORMULATION OF MANAGEMENT DEVELOPMENT PROGRAM

— STRENGTHENING OF MANAGERIAL ANALYSIS AND HUMAN RESOURCES OFFICES TO ENABLE
THEM TO IMPLEMENT AND EVALUATE THE PROGRAM

¢ INTERNAL CONTROL
— DEVELOP AND IMPLEMENT IMPROVED OPERATING AND ADMINISTRATIVE PROCEDURES
— STRENGTHEN CAPABIUTY OF OFFICES OF ADMINISTRATION

o PERSONNEL SYSTEM

— REVISE CURRENT PERSONNEL ADMINISTRATION POLICY
« — DETERMINE PERSONNEL REQUIREMENTS FOR BOTH QUOTA AND NON-QUOTA
FINANCED PROJECTS
~— FORMULATE HUMAN RESOURCES DEVELOPMENT PROGRAM

¢ FINANCIAL, BUDGETING AND ACCOUNTING SYSTEM

— IMPROVE BUDGETING SYSTEM FOR QUOTA AND NON-QUOTA PROJECTS
— DEVELOP ACCOUNTING SYSTEMS COMPATIBLE WITH DONOR INSTITUTIONS
— DEVELOP UNIFIED ACCOUNTING SYSTEM FOR QUOTA AND NON-QUOTA FUNDS

¢ INFORMATION SYSTEMS
— ASSESS INFORMATION NEEDS BY DECISION MAKERS
— DEVELOP INFORMATION SYSTEM

* PROJECT ADMINISTRATION

— REVIEW CURRENT PROJECT MANAGEMENT PROCEDURES

— REVIEW CAPACITY OF HCA TECHNICIANS TO MANAGE A LARGE NUMBER OF PROJECTS

— ADJUST PROCEDURES TO MEET REQUIREMENTS OF THE INSTITUTE, COUNTRIES, AND
DONOR INSTITUTIONS







organization structure ,

career management development

internal control

personnel system

financial budgeting and accounting system
information systems

project administration

a review phase during which working committees of
IICA personnel will study and modify as needed the
recommendations of the consultants

implementation and evaluation of the recommendations

institutionalization of the new processes.

The expected result of the project is to institutionalize the
capacity of IICA to continuously improve its management capacity,
and ultimately increase its effectiveness in carrying out its
present and expanded programs in the future. An assessment of

each area of the IICA proposal follows.

1. Organizational Structure

Organization is the first item listed in IICA's institutional
strengthening proposal. It suggests the need for creating a
permanent capacity within the Institute to analyze structure and
functions, readjust them when necessary, and make changes known
through workshops and seminars. While we believe the intent is
sound, we also believe these suggestions should first be tested

against several premises of organizational life.

. Premise Number 1 - An organization reflects the
needs, desires and management style of executive man<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>