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EXECUTIVE SUMMARY

GENERAL

The overall objective of the research described in the two volumes
of this report 1s to determine whether civilian government agencies and
nongovernment organizations (NGO's) engaged in international development
assistance are employing methods or techniques that might profitably be
adopted by U.S. or allied armed forces to enhance their capability to
perform military civiec action (MCA) missions.

In accordance with Technical Requirements No. 1444 of Advanced
Research Projects Agency (ARPA) Order No. 1444 and U.S. Army Missile
Command (USAMICOM) Contract No. DAAHO1-70-C-0949, completion of this
objective required: (1) a comprehensive literature search on civilian
government and private agencies, (2) a comprehensive literature search
and visits within the continental United States (CONUS) to document MCA
experience, (3) in-depth interviews and data collection from selected
civilian Government agencies and NGO's, (4) comparison of military and
civilian techniques, and (5) development of recommendations to enhance
military capability to perform civic action missions. The findings with
respect to these objectives are reported in two volumes with the follow-
ing titles:

Volume I = Evaluation of Civilian Techniques in International
Development Assistance.

Volume II - Summary and Recommendations: Comparison of Civilian
and Military Techniques.

Data on MCA experience is reported in a companion study entitled Military
Civic Action (Evaluation of Military Techniques).

Pertinent findings, conclusions and recommendations from the study
are summarized below under the headings: Philosophy and Objectives,

Organizational Structure, Personnel Policy, Planning Policies and Project

Implementation, and Evaluation. Although civilian government agencies

were reviewed in the study, primary emphasis in this summary is on informa-

tion obtained while comparing NGO techniques with the MCA experience.




PHILOSOPHY AND OBJECTIVES

U.S.-supported MCA is an instrument of U.S. foreign policy and follows
a self help and mutual aid philosophy which is not unlike that of the
civilian organizations. Priorities under the Military Assistance Program
(MAP) are dictated in large part by the location and intensity of Communist
inspired and supported subversion. The NGO's differ from MCA in that
their mission makes their international development assistance activities
their primary function, while the international development assistance
activities of military forces are either subsidiary to or part of their
primary military mission.

While most of the civilian agencies have relatively clear, concise,
broad formulations of functional general objectives, the overall objec-
tives of U.S.-supported MCA are not clear from the Joint Chiefs of Staff
(JCS) definition, and the companion military experience study shows that
various interpretations in different parts of the world contribute to
misunderstanding and difficulty in evaluation. Military programs which
can be labeled nation-building MCA by indigenous military forces with
U.S. advice and assistance have objectives which are not unlike those of
civilian agencies. The objectives of MCA are least 1like those of the
NGO's when the programs can be labeled image-building MCA by U.S. military
forces overseas.

Currently there are two basic and sometimes conflicting objectives
of U,S.-supported MCA programs: (1) economic and social development,
and (2) improved standing of the host country military. The almost
universal statement of clear, concise, and broad formulation of general
objectives by the NGO's suggests that the military could benefit by
developing clear and specific objectives for MCA. MCA objectives in areas
of the world where subversive and external attack is not imminent are
more congruent with those currently in use by NGO's, and it is in such
areas that civilian techniques have greater potential for tramnsfer to
MCA programs. However, in order to fully capitalize on the NGO experience,
it will be necessary to develop an unambiguous system of objectives and

clarify the constraints under which MCA programs must operate.




Recommendations

1. Revise the current JCS definition of MCA to remove the ambiguity
and permit consistent objectives to be derived by each Service.
The revised definition which would be most appropriate for
international development assistance, selected from the set
proposed in the military report, is as follows:

Military civie action (MCA) is the participation
of military forces in projects useful to a local
population in such fields as education, training,
public works, agriculture, transportation,
communications, health, sanitation, and others
contributing to economic and social development.

Indigenous MCA is that actively
conducted by armed forces among and
with their own people.

Nation-bui lding MCA has the objective
of contributing to a national program
of economic and social development.

Contributions of foreign armed forces are categorized
by the nature of the assistance:

MCA advice and assistance includes
those activities of foreign military
advisors directed toward instructing
and encouraging the use of indigenous
armed forces in MCA projects.

MCA support includes the activities of
a foreign govermment, including its
armed forces, in the provision of funds,
manpower, or materials to another
country for MCA.

28 Use Country Team input to develop a system of MCA objectives
which is consistent with and measured in terms of each country's

overall plan for development.




ORGANIZATION

The specific nature of NGO objectives does not require the cumber-
some bureaucratic organization usually found in their government counter-
parts. Most of the NGO's maintain small staffs within relatively simple
structures with clearly delineated and defined channels of authority.

Such an arrangement enhances communications and flexibility, characteristics
which have been found by the NGO's to be important in internmational develop-
ment assistance.

Whether large or small, the civilian agencies have organizations
which are dedicated to their missions in international development
assistance. The U.S. Military, in conformance with Congressional policy,
has no dedicated system for performing MCA and is constrained by law from
financially supporting host country military forces maintained solely for
civic action. U.S.-supported MCA is performed as an adjunct to and in
support of normal military missions. This sometimes has resulted in a
lack of direction and purpose in MCA projects and programs. U.S. and
host country military establishments are often hindered in following the
principles of self-help and mutual assistance by higher priorities of
other military missions and by the absence of a dedicated organization
for international development assistance.

Within the constraints of existing military organization and responsi-
bilities, there appears to be a need for a more precise and exact assign-
ment of MCA planning and operational responsibilities at the staff and

unit level.

Recommendation: Establish clear staff responsibility for MCA program

planning, operations and evaluation within each Unified

Command and subordinate elements in which MCA programs

are to be encouraged.




PERSONNEL POLICIES

In personnel recruitment, most of the civilian agencies employ active
recruitment combined in many instances with referral. U.S. civic action
personnel (with few exceptions) are selected from available personnel
to fill slots required by military missions. However, screening (through
referral and records review) usually precedes assignment to the military
advisory system and to service schooling for preparation for such assign-
ments.

The NGO's and the Peace Corps are more meticulous in their selection
of personnel than are the other civilian agencies or the military. The
civilian agencies cite and rank specific criteria for selection of inter-
national development assistance personnel. No specific selection criteria
were found in the military study, except that the U.S. Navy reports that

rigidly prescribed standards are used in the selection of personnel for

assignment to Seabee Teams. Of the criteria cited.by the civilian agencies

in this study as applied in their personnel selection process, the most
important appear to be those which relate to experience--professional
and international experience related to the position; education; language
aptitude or proficiency; adaptability; job competence; references; ability
to communicate; and ability to withstand cultural shock.

In general, the NGO's do not maintain intensive training programs
as the emphasis placed on experience, job competence, and education tends
to obviate extensive training programs. The Peace Corps, which is a pri-
mary source of recruits for the NGO's, maintains an intensive training
program. The military typically trains for a particular military occupa-
tional specialty (MOS) or career goal with training in civic action as a
special and usually small unit of instruction. The Military Assistance
Of ficer Program (MAOP) and the Marine Corps Personal Response Program,
although not civic action training programs per se, are valuable training
units for nation building civic action.

The duration of overseas tours among civilian agencies is generally
more than two years. No generalizations can be made about military tours
because of the variety of MCA programs, but mobile training teams for

civic action are on temporary duty tours of six months or less.




Civilian agencies emphasize a role of advice and assistance for
their personnel involved in international development assistance; much
of the doctrine of MCA emphasizes the same role for U.S. military personnel,
but the field experience review suggests that this MCA role is subordinate
to that of other military duties.

The NGO's place emphasis on continuing personnel evaluation because
of their belief that project success is generally more a function of an
individual's ability to adapt and innovate than of any doctrine, methods
or techniques in which he is trained. Evaluation instruments apply spe-
cifically to the NGO missions. Military personnel evaluation instruments
are designed to measure performance in a broad range of assignments.

While it is recognized that the NGO's dedicated mission permits the
development and use of personnel policies specific to international develop-
ment assistance, their criteria and procedures appear to be applicable to

the military in the selection of personnel for specific MCA assignments.

Recommendations

1. Incorporate within personnel selection procedures for MCA advisors
the relevant criteria used by the NGO's.

2 Use these criteria to select personnel for overseas advisory posi-
tions who have the personal attributes and professional experience
which are most closely correlated with success in international
development assistance.

SE Train and then assign personnel thus selected to countries in which
the U.S. will encourage and assist in military participation in
nation-building.

4, Permit the personnel thus assigned to concentrate upon their nation-
building role for two or more years. (A news release, as of this
writing, indicates that the Army is initiating a program to permit
up to a six year tour in long tour areas of the world).

oF Continue to place emphasis on the MAOP/Foreign Area Officer Management
System (FAOMS) program.

6. With respect to training of officers and enlisted men who may par-
ticipate in training or advising at the project level, adopt training
such as that represented by the U.S. Marines' Personal Response

Program for use by all Services.




PLANNING POLICIES AND PROJECT IMPLEMENTATION

The categories of development assistance used by the civilian agencies
are much the same as those listed in the JCS definition of civic action:
education, training, public works, agriculture, transportation, communica-
tions, health, and sanitation. The civilian categories include all of
the MCA list as either primary or subsidiary elements. There is a general
trend away from giveaway programs on the premise that such programs tend
to rob the recipients of their dignity.

Other than Vietnam, the U.S. resources for civic action are small
and receive little attention in Washington. While program decisions
appear to be made at Unified Command or Country Team Levels, the process
is not adequately described in CONUS literature. MCA program/project selec-
tion criteria for areas of relative politico-military stability are quite
similar to those applied by civilian agencies; however, no formal procedure
was disclosed by which such MCA criteria are applied in either the selec—
tion of countries in which MCA programs would be assisted or in the projects
to be performed. The NGO planning process is usually formal and can be
described systematically.

Several of the U.S. civilian agencies and NGO's have developed guide-
lines and even detailed manuals to facilitate development assistance
project implementation and operation in the field. Military guidelines
for MCA project implementation are contained in field manuals and standing
operations procedures. Most military programs reviewed are concerned
primarily with the completion of short-term, high-impact projects which,
ideally, will create a desire among the recipients for continued self-help
activity. The NGO's may begin with a high visibility short range project,
but the emphasis is upon developing the abilities necessary to carry on
future projects. Although many MCA documents agree with these principles,
they would require a commitment of time which is often not feasible for
the military unit. However, these same MCA documents caution against
initiating projects which do not have a high probability of successful
completion within available time and resources.

In general, the emphasis in NGO development assistance operations is

on careful selection of the project and personnel rather than upon detailed




field operating instructions. The civilian agencies emphasize the
implementation of pilot, demonstration, and self-help projects; several
also advocate feasibility studies and employ the Food-for-Work concept
effectively. Several of the NGO's have developed techniques that appear
particularly useful in international development assistance training,
such as the utilization of visual aids.

Of factors cited by the civilian agencies, personnel, advance planning,
and flexibility are considered as most important in pre-determining project
success. Motivation, of the organization and its personnel, and of the
recipients of the assistance, also plays a major role.

The criteria considered by the civilian agencies to be most important
in measuring project effectiveness appear to be the assumption of control
of the project by the indigenous population; the determination that the
project has filled a felt need; the development of local skillg; and
the cost/benefits realized.

If the military is to adopt the project implementation techniques
of the civilian agencies, it is necessary that they be willing to advise,
assist, and/or support community workers in a neighborhood for an extended
period of time; the alternative for countries in which this is not feasible
is to increase the extent of cooperation with civilian agencies so that
the successful military project may be incorporated into a longer range

program of international development assistance.

Recommendation: A clarification of MCA definitions and a change in

personnel policies are required in order that the
presently adequate MCA planning and operational policies

can be successfully implemented.




EVALUATION

The military report discusses the available reports on MCA evalua-
tion in which the subjective judgment of an individual is reported, and
details a review of after-action and situation reports which give some
information on the material accomplishments of MCA projects. However,
the study concluded that objective program or project evaluation pro-
cedures are lacking in the military sector. Most of the civilian agencies
have some form of evaluation as part of the planning process in order
(1) to determine whether they should continue to exist, (2) to select
proposed programs/projects which are most likely to accomplish their
stated goals and development objectives, (3) to assess the operational
efficiency of programs which are initiated, and (4) to evaluate the
effectiveness of completed projects. These are essential for organiza-
tions which must report to sponsoring bodies and contributors, and they
are aided in implementation by having an organization dedicated solely
to accomplishing stated objectives.

The military study reviewed the problems and potential of evaluat-
ing image-building civic action, and the civilian study could add little to
this review. Where nation-building is the objective, the evaluation tech-
niques of several civilian agencies could be profitably adopted by the
military. However, some means must be devised to factor out the specific
effect of MCA from the complex interrelationship of all facets of military
operation. The techniques used by CARE are most appropriate for use as a
model in designing an MCA evaluation system. These stand out because they
are consistent from proposal evaluation through project completion. The
forms which are used are based upon a system of initial, interim, and final
objectives rather than against final material or institutional goals.

While nation-building MCA has common characteristics with the NGO's,
unlike the NGO's the military does not have a dedicated reporting and
evaluation system. MCA programs normally receive only ad hoc evaluation.
While there are some grass roots evaluations, the results are aggregated as
they move up the command hierarchy with specific impacts of MCA becoming

buried with the results of other aspects of military operations. The most




successful NGO's operate under a clear set of program and project objec-
tives which permit consistent and continuous evaluation. Where nation-
building is the MCA primary objective, the techniques used by civilian
agencies offer promise as the basis for an MCA evaluation system. The
CARE system of evaluation, which is most comprehensive and has been tested
and proven through many years of use, would probably serve as the best

model for the development of an MCA evaluation system.

Recommendation: When objectives have been clarified and staff responsi-

bility assigned, the CARE system of evaluation should
be used as a model in developing an evaluation system

for nation-building civic action.
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