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Praise for The GhrL~ik Banker 

"A sophisticated, evenhanded take on the bank's last decade of development 
efforts. . . . Illuminating . . . Heartbreaking. . . [Mallaby] has produced a book 
chock-full of affecting vignettes. and that rarest of treats--an informed disquisi- 
tion about public policy wrapped up in a fascinating narrative." 

-The New York Timer 

"The World1 Banker sets out to be a biogaphy of hk. Wolfensohn, but it is really 
as much about the rich world's relations with the poor. Ah. kIallaby writes about 
this vast topic with vigor and wit, and in a tone so reasonable it makes you want 
to slap the people who scale office blocks to unfurl banners proclaiming that the 
'World Bank Approves China's Genocide in Tibet.'. . . MI-. Wolfensohn comes 
across as filled with 'a roaring restless hunger to do all the things that man can 
do, and to succeed at dl of them.' On the negative side, he is so vain that he 
prefers to shout at his subordinates than share credit with them. He  probably 
won't like this book. But anyone else who cares about development will." 

-The Ecorronrirt 

"Sebastian Mallaby's fiscinating book on the World Bank is both titnely and an 
excellent read. . . . [R~ldaby] has a talent for brilliant writing and penetrating 
analysis. . . . He brings to the book. . . an ability to tell his tale engagingly and 
with copious amount of the kind of 'inside' gossip that enlivens the pages of his 
newspaper. . . . Whoever succeeds hlr. TVolfensohn needs to read tllis masterly 
book." -Jagdish Bhagwati. Fitlancial Tivzer 

"A fascinating, lively account of a man and an institution grappling with the 
mammoth challenges of poverty, development, and global politics. Sebastian 
Mdabyb finely etched tale is both troubling and inspirational." 

-Robert Kagan 

"Sebastian Mallaby one of the most clear-eyed writers of his generation, has 
done something briiant with The WoTIdj Banher. In a book that grips the reader 
to the last page, he has used the oversized character of1Vorld Bank president Jim 
iVoLfensohn to provide a piercing look at world poverty and the West's ceaseless 
and sometimes contradictory experiments in fighting it." -David Marannis 

"Sebastian hlallaby has done the impossible. I-Ie's written a book about global 
poverty that is an urterly compelling read. hlIallaby uses the larger-than-life fig- 
ure of James Wolfensohn and his presidency of the World Bank to tell the tale. 
There's intrigue. gossip, color, and humor all mixed in with high intelligence. 
But throughout there is also a deeply felt desire to do something for the world's 
three billion people who live on less than two dollars a day. In writing this won- 
derful book, Mallaby has helped shine a light on what should be the great 
struggle of our times." -Fareed Zakaria 

"This readable book is much more than a portrait of a contradictory and coin- 
plex character. I t  also offers a provocative account of U'olfensohn's two five-year 
terms . . . that bookmark an intense period of change in the World Bank's sixty- 
year history. . . . The World's Banker is an engrossing story. At  its heart is a fasci- 



nating character and a lively retelling of the tortured history of an important 
institution that almost no one understands." -Brrcir~rrsl.I'eeK 

"The World) Bartker is a riveting portrait of the World Bank and its mercurial 
president of the past ten years. James Wolfensohm. . . . Mallaby's book may well 
be the most hilarious depiction of a big organization and its controversial boss 
since Michael Lewis's Liars' Poker." 

-Rahul Jacob, Financir?/ Titnes Weedend _hlngazine 

"With a bright, breezy. . . and assured style that reflects his years at The Ecmro- 
mist, the author takes the complex and (let's admit it) potentially excruciating 
topic of the Mlorld Bank and makes it accessible to the general reader. . . . It is to 
Mr. hfallaby's credit that his readers, like the developing countries the IVorld 
Bank was designed to assist, will be left asking for more." -ThcNew York Sutt 

"1 wvonder if Sebastia~l Mallaby had Stevenson['s Dr. Jekyll andM7: Hyde] in the 
back of his mind when he was writing this book, for the \Vorld Bank President 
James \Volfensohn he portrays herc appears to be almost ttxactly 50 percent 
Jekyll and 50 percent Hyde. lVolfensolm/Jekyll is the irresistible charmer seen at 
his vacation home in Jackson Hole, Wyoming, who can turn bitter foes into best 
friends (or at least 'frenemies') with a single shot of his charisma. FVolfensohn/ 
Hyde is the intolerable monster seen on IITall Street and in kV;lshiilgton, whose 
egocentric tantrums have just the opposite effect. The moral ofMallaby's story is 
that iVolfensohris presidency of the \eVorld Bank would have been more success- 
ful had Dr. Jekyll been in sole charge. But that may underestimate the usefulness 
ofIi4r. Hyde. . . . Wolfensohis career is an astonishing story in its own right, and 
Mallaby, an accomplished British journalist wvho is now a l&zshi?rgtun Post edito- 
rial writel; tells it well." -Niall Ferguson, Tbt lihshi?~gtot~ Post Book M'or/d 

"A well-researched piece of reportage . . . The l%r/di B~nker  is a dishy account of 
the intramural struggles ofkvolfensohn and the other demigods of global devel- 
opment upon whose efforts the fate of rnillions may dcpend." 

-Son Francisco Chronicle 

"What the author accomplishes in The I%riJs Banker is emaordinary: hlallaby 
has transformed the recent history of the World Bank into a page turner." 

-Richard Adanls, The Guardinn 

"A swiftly moving talc of what goes Dn behind the vaults at the \Vorld Bank, an 
institution led by a vigorous, cantankerous and polarizing boss.. . . hlallaby takes 
a breezy, human-interest approach to all of this, as scems fitting with such a 
larger-th.m-lie 'outsized ch,macter against outsized problems.' But what 
is best about this very good work is not its high-flying characters, well handled 
though they are, bur its enthusiastic effort to personfi the World Bank. . . . A 
worthy essay in institutional dynamics as much as financial history and inter- 
national development." -KirAzu Rewiews (starred review) 



P R E F A C E  

THE PRISONER OF LILLHPUT 

I D I D N IT WRITE TH I s BOOK to pick an argument. I wrote it for the 

romantic match between the two main characters. On  one side there 

is Jim Wolfensohn-screamer, schemer, seducer; Olympian, musician, 

multimillionaire; by no means a saint but by any standards a fantastic 

force of nature. On the other side there is "development," an umbrella 

term for humanity's most intractable headaches-ignorance, illiteracy, 

malnutrition, AIDS-the toughest challenges of globalization. As 

president of the World Bank since 1995, Jim Wolfensohn has grappled 

with thcse challenges, an outsized character pitted against outsized 

problems. I wanted to write a book that followed Wolfensohn through 

the villages and capitals where he fought his battles, and to see what 

larger truths those battles illuminated. 

The persistence of extreme povertJI has fair claim to being the great- 

est outrage of our times, and the World Bank is the main instrument 

that rich nations have to fight it. We live in an age when millions of 

people die because they were born in the wrong place: one section of 

humanity enjoys $2 lattes and disposable cameras; the other section 

lives on $2 a day and appears itself to be disposable. I t  costs $2.50 to buy 

a bed net to keep out ~nalarial mosquitoes, but the United States, which 

spends more than $9 billion on movie tickets annually and lands rockets 
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on Mars, somehow can't get bed nets to the African children who die 

from malaria at a rate ofroughly two per minute.' What struggle is more 

noble than the battle against this waste of human lives? Jim Wolfensohn 

feels this with a consuming passion: "It's all I think about," he said, early 

in his tenure; "I wake up in the morning thinking about it and I go to 

bed thinking about it." And yet, what struggle is more difficult either? 

Allore than any other institution, the World Bank has strived to under- 

stand the chaallenge of development: to create a delivery mechanism that 

can turn a sliver of the rich world's wealth into progress against poverty. 

The World Bank was conceived six decades ago, along with the In- 

ternatiollal Monetary Fund, when Franklin Delano Roosevelt and his 

allies bvere engaged in mortal combat with Germany and Japan. The 

founders' purpose was twofold: to relieve human suffering, certainly, but 

at the same time to control the economic chaos that threatened the rich 

world's security. The hyperinflation and mass unemployment of the 

interwar period had fueled the rise of fascism and communism in 

Europe: desperation had led to desperate isms. The International R4on- 

e t q  Fund was meant to head off a repetition by fighting currency 

crises; the World Bank had a broader mandate to develop broken-down 

economies. As the world changed, the Bank's functions evolved, but its 

role in international-security strategy has persisted. With the onset of 

the cold war, the Bank's mission was to prevent Latin Americans and 

Africans and Asians from joining the Soviet column. In  the new age of 

terror, the Bank's efforts in the poor world offer the best chance of pre- 

venting the proliferation of failed states that sen7e as havens for terror. 

hleanwl~ile poverty is the vector for other threats to our security- 

global diseases, drug trafficking, and environmental degradation- 

which can thrive uncl~ecked in desperate countries. In Kosovo, in East 

Timor, in Afghanistan, and to a lesser extent in Iraq, the World Bank 

has also emerged as a key player in the nation-building efforts that have 

become a feature of the past decade. 
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The World Bank is a strange kind of a bank, extremely good and 

frustratingly bad, not unlike its president. It lends money to poor 

countriessome $20 billion a year-but its real importmce lies in its 

influence over the developing world's policies. In  the words of one crit- 

ical account, the Bank has "more to say about state policy than many 

 state^,"^ and while that goes a little far, the general point is valid. The 

Bank's ten thousand professionals form the brightcst concentration of 

development thinkers anywhere, and they combine brain power with 

practical experience; they spend years in the toughest corners of the 

earth, fighting to get children into schools or water into villages. In many 

poor countries, World Bank economists drive government strategy on 

everything from AIDS to civil-service reform to macroeconomic pol- 

icy. Other big aid donors-the United States, Japan, and the leading 

European powers-can be influential, too. But the Bank is almost al- 

ways in the lead, partly because a multilateral institution is best placed 

to coordinate rived flag-waving programs, but mostly because the Bank's 

analytical machine has more intellectual juice in it. 

Jim Wolfensohn came to the Bank with his own kind of juice, and 

the mix has been explosive. He  grew up in Australia, represented his 

country at the 1956 Olympics, then went to Harvard Business School. 

H e  became a master deal maker in the City of London and on Wall 
Street, leading the rescue of the Chrysler car company in 1979 and 

amassing a fortune of well over Sroo million. H e  chaired New York's 

Carnegie Hall and Washington's Kennedy Center for the Performing 

Arts while running his own firm, and he performed concerts himself 

alongside the world's best musicians. He  had a swashbuckling energy 

that took the World Bank by storm, lifting it out of a dark time when it 

was surrounded by critics of both left and right who called for its aboli- 

tion. But the Bank is a proud institution, and its formidable technocrats 

did not always take kindly to Wolfensohn's high-voltage style. And so 

there followed a titanic clash: in one corner, a plutocratic financier who 
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always got his way; in the other, a phalanx of superqualified experts with 

years of develop~nent experience. I t  was unstoppable force versus 

immovable object, and both sides finished up in unexpected places. 

There could scarcely be a better time to tell this story, for however 

excellent the Bank's professionals, and however vital their mission, the 

World Bank shares the fragility common to most multilateral institu- 

tions. We veer between contempt for international bodies-the United 

Nations, the International Monetary Fund, and likewise the World 

Bank-and unrealistic pronouncements on what they ought to do: 

forge peace, banish financial instability, lift every person out of poverty. 

It has become com~nonplace to say that our global institutions are not 

up to the challenge of our unprecedented global interdependence. But 

the reason for this mismatch lies partly in our schizophrenia. Some- 

times we pour scorn on the Bank and other international bodies, and 

starve them of resources. Sometimes we talk as though they must have 

superhuman strength, and we lumber them with impossible objectives. 

When President George W. Bush took office, it was the contempt 

that seemed most threatening. In 2001 and 2002, the Bush Treasury 

assailed the Bank with a mixture of aggression and plain ignorance, as 

this book will describe later. In early 2003, the Bank was left out of the 

planning for Iraqi reconstruction by the Pentagon, even though it had 

valuable experience from other nation-building exercises. The Penta- 

gon's attitude did not prevent the Treasury from attacking the Bank for 

doing too little in Iraq; days after Jim Wolfensohn visited Baghdad in 

the summer of 2003, and days before a World Bank expert was killed by 

Iraqi insurgents, The Wall Street Journal published an editorial broad- 

side about the Bank's lack of involvement in the country. Throughout 

this period, the very idea of the international system was called into 

question; some parts of the administration believed we lived in a z~nipolar 

world-that the United States was the international system. The 

unipolar fantasy is a trap, for it is only in military matters that American 

power is overwhelming. In the economic realm, the United States is the 
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leading power, but it is not the only power; it depends on foreigners to 

open up trade, to prime the pump of global growth, and to provide the 

savings that pay for the federal government's spending habits. In other 

fields-the ones that occupy this book-the limits to American domin- 

ion are even more pronounced. You cannot fight AIDS or migration or 

environmental challenges unilaterally 

By 2004, the setbacks in Iraq had made the limits to American 

power obvious, and the contempt for international institutions had 

faded. In the meantime, however, multilateralists sometimes made the 

opposite mistake, insisting that the World Bank should tackle poverty 

as though by magic. The roots of this magical unrealism are under- 

standable: When you know that &cans die for want of $2.50 bed nets, 

you want to yell and scream that the problem must be fixed; surely all 

you need is will and money? But those ingredients are sadly not 

enough. To get bed nets to children, you need a distribution nenvork 

run by competent people; you need systems for handling the finances 

involved; you need peace where the children are living, and it helps if 

parents and health workers have not been carried off by AIDS or cvar or 

famine. The World Bank can make advances against poverty, as this 

book will describe; anybody tempted to dismiss development as hope- 

less should remember that benveen 1990 and 2015, the world is likely to 

halve the proportion of people who live below the $I-a-day line. But it 

doesn't help to set ambitious humanitarian targets if meeting them is 

going to be impossible. The world has committed itself, for example, to 

reaching a set of &ugets known as the Millennium Development Goals, 

which include universal primary school enrollment and a two-thirds 

cut in child mortality. When those goals are not met, the World Bank 

and other development agencies will be branded as failures. The critics 

of the multilateral system will be back, their contempt more poisonous 

than ever. 

The Bank is large, lavish, and has lasted sixty years; it may seem out- 

landish to suggest that it is vulnerable. Yet it is not just our schizophrenia 
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that threatens its future; the Bank is under constant attack from feisty 

nongovernmental organizations (NGOs) that ought to be its natural 

allies. At first sight this is paradoxical: the Bank's combination of pow- 

erful minds and noble motives is glorious, or at least ought to be; this 

book will introduce you to the dedicated pros who flew into war-torn 

Bosnia on military transports, who battled poverty amid Indonesia's rev- 

olution, who thought up new ways of combating human suffering in 

Africa. And yet, if the World Bank is unpopular, it is not difficult to see 

why. In large parts of the world it has promised heaven and left people 

in hell: 3 billion people, or half of all humanity, continue to live on less 

than $2 daily. Its intellectual dominance has made it arrogant, fieling the 

resentment of NGOs that feel locked out of the big decisions on devel- 

opment. Encased in their palatial headquarters in Washington, observed 

at their annual meetings hobnobbing with global finance's A-list, 

World Bankers have been too easily portrayed as pin-striped pointy 

heads, cut off from the real problems of the world's poorest people. 

The clash between the Bank and NGOs ought to concern all of us, 

because the Bank may not survive it. Over the past decade-the first 

Internet decade-it has been fashionable to predict upheaval in the 

business world: noisy, nimble, entrepreneurial upstarts, with flat struc- 

tures and low overheads, would destroy the lumbering hierarchies of the 

old era. But the triumph of the nimble is actually more a public-sector 

thing, and I believe it is a worry. In many of the world's rich capitals, 

and especially in Washington, public policy is decided by a bewildering 

array of lobbies and interest groups and advertising sneak attacks, and 

generally by people who campaign single-mindedly for narrow goals: 

benefits for veterans, subsidies for Farmers, tax loopholes for businesses. 

A similar army of advocates pounds upon the World Bank's doors, 

demanding that Bank projects bend to particular concerns: no damage 

to indigenous peoples, no harm to rain forests, nothing that might hurt 

human rights, or Tibet, or democratic values. These constant N G O  

offensives tie up the World Bank, frequently disabling its efforts to 
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fight poverty; despite their diminutive stature, the Lilliputians are win- 

ning. Unless we wake up to this danger, we will lose the potential for 

good that big organizations offer: to rise above the single-issue advo- 

cacy that small groups tend to pursue, and to square off against the 

world's grandest problems 11 all their hideous complexity, 

So if the first threat to the multilateral system lies in our alternating 

bouts of millenarianism and contempt, a second one hides in the ca- 

cophony of our advanced democracies. I encountered this problem in 

&lay 2003, on a visit to East Africa. The World Bank was promoting a 

dam near the source of the river Nile, at a beautiful spot called Bujagali. 

Western NGOs were in revolt: the International Rivers Network, based 

in Berkeley, California, proclaimed that the Ugandan environmental 

movement was outraged at the likely damage to the Bujqali waterfalls, 

and that the poor people near the site would be uprooted from their 

land and livelihood. The activists' resistance had tied up the Bank for 

several years, delaying a project that would get electricity to clinics and 

schoolrooms that lacked lights and to industries whose productivity was 

wrecked by a lack of reliable energy. I t  is true that the Bank has a bad 

history with dams, backing schemes that have harmed both people and 

the environment, so journalists based in America or Europe often 

believe the NGOs' charges without being able to check them. But now I 
was in Uganda, a few hours' drive from the proposed dam, so I called up 

the Berkeley activists and asked for some advice. W h o  ran this Ugan- 

dan environmental movement that was so outraged? Where were these 

villagers who would be cruelly dislocated? 

Lori Pottinger, the International Rivers activist who led the Bujagali 

campaign, was not exactly forthcoming. Her 1oc.d counterparts were 

preoccupied, she said; and snooping around the villages at the Bujagali 

site would get me into trouble with the Ugandan authorities. I tracked 

down the environmental group that she worked with anyway, and tele- 

phoned the office; I was invited to come over straight away, and the 

group's young director sat me down in his office and plied me with 
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leaflets and reports, which gratefully acknowledged the sponsorship of a 

group called the Swedish Society for Nature Conservation. After half 

an hour of conversation, I asked the question that really concerned me: 

What kind of organization was this? 

"This is a membership organization," 1 was told. 

"How many members?" I asked. My host kindly got up and rum- 

maged about in his desk, returning with a blue notebook. 

"Here is the list," he said triumphantly. I looked. Uganda's National 

Association of Professional Environmentalists had all of twenty-five 

members-not exactly a broad platform from which to oppose electric- 

ity for millions. 

hlfy next move was to visit Bujagali. I hooked up with a Ugandan 

sociologist who knew the region well, and who promised to translate for 

me. At a little cluster of buildings on the edge of the dam site, she 

stopped and checked in with the local government representative; far 

from threatening to call the cops, he grinned and climbed into the car 

with us. For the next three hours, we interviewed villager after villager, 

and found the same story; the dam people had come and promised gen- 

erous financial terms, and the villagers were happy to accept them and 

relocate. My sociologist companion said maybe we had sample bias; we 

were interviewing men, who might be only too willing to spend cash 

compensation on booze, leaving their families with notling. So we 

interviewed some women, too, and they offered the same pro-project 

line. The only people who objected to the dam were the ones living just 

outside its perimeter. They were angry because the project was not 

going to affect them. They had been ofTered no generous payout, and 

they were jealous of their neighbors. 

This story is a tragedy for Uganda, since millions of Ugandans are 

being deprived of electricity-deprived by Californians whose idea of 

an electricity "crisis" is a handfd of summer blackouts. But it is also a 

tragedy for the antipoverty fight worldwide, since projects in dozens of 

countries are being held up for fe.x of activist resistance. This would not 
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happen if American and European politicians could tell good NGOs 

apart from unreasonable ones, and could close their ears to unjustified 

complaints. But this apparently is hard: time after time, malicious 

Internet-enabled groups make scary claims about the iniquities of Bank 

projects, and the government officials who sit on the Bank's board 

believe them. In  the face of this pressure, the Bank is often forced to go 

to absurd lengths to prove that its projects will do no harm--even com- 

missioning, in the case of one project I will describe, an environmental 

and anthropological study that ran to nineteen volumes. Small wonder 

that the Bank is attacked for being maddeningly slow. I t  is indeed slow, 

but the reasons lie mainly outside it. 

With great fireworks sho~vs of energy, Jim 1Volfe11sohn has fought to 

rejuvenate the Bank; the battle has been messy. He  has shaken the insti- 

tution by the hair, booting almost every senior manager out of the door. 

and recasting the Bank's structure and mission. H e  would stroll down 

the Bank's corridors in the early days and accost a random official-"I'm 

surprised you're still here!" he'd say, leaving the unfortunate target to 

wonder whether it was time to start clearing out his office. And yet, 

under Wolfensohn, the Bank has made headway. In the Balkans, it has 

demonstrated that it can be a marvelous tool of Western strategy; in 

Uganda, despite the frustrations of the Bujagali dam, it has helped to lift 
one in five people out of poverty; al l  over the world, the Wolfensohn 

Bank has opened up the development agenda to new players and sub- 

jects. But for all Wolfensohn's ferocious personality, there are limits to 

what he cSan achieve. He  cannot succeed-nobody can succeed-unless 

the rest of us wake up to the Lilliputian menace and contain our ten- 

dency to oscillate between contempt for multilateral outfits and exces- 

sive expectations. I have recounted Wolfcnsohn's struggles mostly for the 

ioy of the story, but also to show why, if the World Bank is worth criti- 

cizing, that's because it's so well worth defending. 

Jim Wolfensohn is the most ambitious man I know, and the Bank is 

the most ambitious institution. A dreamer who wants to do everything 
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in the world stands atop m organization that wants to change every- 

thing within it. We live in an era of technologists who shrink the globe 

and biologists who clone species and a superpower that seeks to remake 

the Middle East in its own image. Surely Wolfensohn's story is a sort of 

saga of our times? It is a tale of ambition multiplied by ambition, and of 

ambition's limits. 



C H A P T E R  T H I R T E E N  

BACK TO THE FUTURE 

I N 1 9 7 6 ,  a young idealist called John Briscoe arrived in Bangladesh. 

H e  had left the oppressive atmosphere of his native South Africa; he 

had earned a PhD at Hanrard; now he was coming to live in a village. 

He  chose a place called Fatepur, which was perched upon an island that 

was surrounded by the tentacles of the world's second-largest river 

system. Life in Fatepur was miserable. For four months of each year, the 

village was under several meters of water. The houses were perched on 

~ n u d  plinths, and even in the dry season the nearest market was an hour 

away by boat, The people survived by working in the teams of human 

mules that pulled barges up the river; they planted a special breed of 

floating rice in their submerged paddy fields, which looked wonderfully 

exotic but which yielded little to eat. Malnutrition and disease were 

present constantly. The average person in Fatepur died before age fifty..' 
For a y o ~ ~ n g  white South African, radicalized already by the aborni- 

nation of apartheid, Fatepur was enough to confirm Marxist sympa- 

thies. Observing life in the village "was like reading hlarx and Engels 

on nineteenth-century Europe," Briscoe wrote later; the dominant fam- 

ilies practiced the "naked, shameless and direct exploitation of the mar- 

ket," forcing the poor to sell their meager plots of land at knifepoint, 

driving their families below the margin of subsistence. When Briscoe 
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heard of a proposal to build an embankment around Fatepur, he was 

convinced no good would come of it. In theory, the wall would protect 

homes from the annual flood tide and capture water to supply an irriga- 

tion system. But Briscoe interviewed families from all social strata; he 

concluded that the rising value of land resulting from the embanlunent 

would merely encourage powerll  fanlilies to grab it. In the absence of 

revolutionary political and social change, the project would entrench 

the misery of the majority. 

Two decades later, Briscoe was working for the World Bank in 

Washington. The Bank, in a strange way, had caught up with his youth- 

ful radicalism. It no longer believed that infrastructure was the route to 

human betterment. In the 1960s and I ~ ~ O S ,  it had moved from building 

physical capital to building human capital, and now it was moving from 

human capital to social capital-which was another way of saying that 

it was promoting the revolutionary po1itic.d and social change that 

Briscoe had hoped for in his youth. In the new Bank of the rggos, Scott 

Guggenheim was out in Indonesia working to change village power 

structures under the feet of a dictator; and Hans Binswanger was 

preaching the gospel of Community Driven Development, getting 

money into the hands of the humblest villagers in h/lexico. Jim Wolfen- 

sohn himself spoke the language of solidarity with the least fortunate: 

he wanted the Bank to focus on the human aspects of development; he 

did not care about concrete. To promote a sense of identification with 

the poorest, Wolfensohn was sending his ivory-tower professionals off 

to spend a week in a village. 

John Briscoe was glad to take this opportunity, and in 1998, he went 

to Fatepur again. What he saw amazed him. The villagers who had 

always struggled with disease now looked radiantly healthy. They wore 

clothes instead of rags, and their children were in school. Bustling 

markets had sprung up, and women were newly independent. Life 

expectancy had jumped by nearly two decades. It was a transformation 

that had taken centuries in many places; here it had happened in a 
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single generation. Briscoe went back to the families he had known in 

the 1970s and asked them to explain their progress. They looked at him 

as though he might be soft in the head. "The embankment!" they 

exclaimed. 

A bit of investigation confirmed how true this was. The embank- 

ment had been built, despite Briscoe's misgivings, during the 1980s; and 

the transformation had been \vondenl. Moreover, the poor had shared 

in this progress, despite what the young Briscoe had predicted. As 
landowners had become richer, they had stopped working their land 

themselves and started running businesses. The poorest residents of 

Fatepur, who once had starved for lack of economic opportunity, now 

found jobs as farm laborers; compared to their peers in a nearby area 

outside the embankment, they felt themselves lucky. They had a third 

more income than their neighbors, according to the local government's 

statistics. They consumed 50 percent more calories. They enrolled three 

times as many of their children in school. 

Before returning to his village, Briscoe had followed Bangladesh 

only from a distance. The country was known among World Bankers 

mainly for its impressive nongoverllmental organizations. There was 

the Grameen Bank, which spawned the rnicrocredit movement by pio- 

neering small loans to poor women; there was the Bangladesh Rural 

Advancement Committee (BRAC), which has enriched the country- 

side with some fifty thousand teachers. When Briscoe went back to 

Fatepur, he asked the villagers about these NGO heroes. The way he 

recounts these conversations, they went something like this: 

"So what made a difference to y o ~ r  life here?" 

"Obviously the embankment!" 

''Well yeah, anything else?" 

"Yes, the bridges.'' 

That made sense, since bridges had greatly cut the time it took to get 

to the local market town, but still Briscoe persisted. 

"What about Grameen?" 
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"What?" 

"The Grameen Bank. Microcredit." 

"Oh, yes, that helps," the villagers responded, not wanting to seem 

ungrateful. Briscoe h e n  asked about BRAC, the N G O  famous for 

rural education. The response was again appreciative-BRAC's schools 

were part of the reason why enrollment had tripled-but it was clear 

that, in the minds of villagers anyway, having your kids in class mattered 

considerably less than having food to feed them.2 

After his year in Fatepur in the 1970s~ John Briscoe had emerged 

more radical than ever. He left Bangladesh to spend several years as a 

solidarityworker in the newly independent hl;irxist republic of Nlozarn- 

bique. After his second stay in Fatepur, Briscoe emerged no less in- 

dignant, but this time his wrath was directed at the politically correct 

nostnlms of the development business. The good people of the North 

thought that health and education were what mattered; they favored 

universal schooling, not construction projects. But the people of the 

South had different priorities. Lf they lived knee-deep in water, they 

wanted an embankment to protect their homes and fields from flood- 

ing. If they lived eight hours from a market, they craved roads and 

bridges. Shortly before Briscoe's return to Fatepur, the Bank had pro- 

duced a report on Bangladeshi poverty, and the executive summary 

mentioned education, health, microcredit, and NGOs thirty-seven times. 

Infrastructure had merited just one mention. To Briscoe's way of think- 

ing, there could be no better illustration of his institution's identifi- 

cation with its northern stakeholders-nor of its deafness to its real 

clients. 

The World Bank under Jim Wolfensohn had indeed moved away 

from infrastructure, continuing the long pilgrimage begun in the 1960s. 

Infrastructure-investment projects had accounted for 36 percent of the 

Bank's lending when Wolfensohn took office; five years later it ac- 

counted for 29 p e r ~ e n t . ~  In the meantime, social-sector lending had 

grown over the same period, from under a fifth of the Bank's portfolio 
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to fully a quarter.' The World Bank-Wolfensohn's Bank-wanted to 

focus directly on poor people. It did not want to be guilty of harming 

the environment, and it wanted to make peace with NGOs. Everything 

pushed it to stay out of controversial infrastructure projects, and it was 

incidentally convenient that a huge tide of private capital was headed 

for emerging markets, suggesting that the Bank no longer needed to 

finance water systetns or telephones. Before Wolfensohn's arrival, the 

Bank had withdrawn from the Narmada dam project in India after 

NGOs denounced it.j Wolfensohn quickly built upon that precedent, 

withdrawing from Nepal's Arun 111 dam project in August ~ 9 9 j .  

The way John Briscoe saw things, this was a mistake. Nepal had 

,almost no resources apart from water and gravity; if you rehsed to build 

a dam there, you condemned its people. In  other countries, where the 

Bank had stopped short of a flat refusal, its social and environmental 

requirements were prohibitive. In Laos, Briscoe reckoned, the envi- 

ronmental standards that the Bank proposed for a megadam project 

matched those of a country like Swcden; this was like telling the Lao- 

tians that they must not travel in motorized vehicles unless they pur- 

chased brand-new Volvos with passenger-side air bags. Laos, with a per 

capita income of $280 annually, had a hard time complying, and the 

intended dam had been delayed interminably; indeed, during Wolfen- 

sohn's first five years in office, no big new d m  projects got off the 

ground. But the Bank appeared unbothered. It was encircled, after all, 

by NGO critics, who filed dams under the same heading as structural 

adiustment and torture. Delay in Laos was a public-relations bonanza. 

Us? Build dams? You must be mistaken! 

If this was the tone of Wolfensohn's first five years in office, the pen- 

dulum swung back a little in his second term. The turning point came 

with the upsurge in antiglobalization radicalism in 2000, coinciding 

with the Bank's battle against the Tibet lobby over its project in Q n g -  

hai. These shocks showed that placating NGOs was just not possible. 

After five years of energetic outreach, the Bank remained a favorite 
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object of attack. On  the other hand, the attempt to placate NGOs ren- 

dered the Bank onerous to its borrowers. The Bank demanded too 

many conditions, both social and environmental, to the point that big 

clients preferred to borrow for infrastructure projects el~ewhere.~ You 

could see this in the decline of the Bank's infrastructure lending; and, 

even more worrying, you could see it in the decline of its overall lend- 

ing. After a spike during the emerging-market crisis, the Bank sud- 

denly found that demand for its market-based loans evaporated. In the 

year ending June 2000, the Bank's commercial operation lent less than 

half ofwhat it had the year before. 

It took the Bank a little while to react to that astonishing collapse. 

But over the next two years the Bank's commercial lending failed to 

recover, and the Bank's non-IDA clients seemed to have settled down 

to borrowing around 50 percent less than they had before the Asian cri- 

sis. There was no way the Bank could ignore this rebuke forever. The 

old specter that haunted the Bank-that it would become more and 

more an IDA institution, and that it would suffer a UN-type depend- 

ency on its rich donors-returned now with a vengeance. Clearly the 

Bank needed to shake itself. It must not allow N G O  attacks to chase it 

out of areas like infrastructure. It must no longer shy away from rislq 

pro-jects. 

By a curious coincidence, an extremely risky project was in the works 

just as the battle wit11 the Tibet activists was raging. It was a project that 

involved infrastructure. I t  involved outraged NGOs and rain forests. 

And it involved one of the diciest countries in the Bank's portfolio. 

THE D I C E Y  C O U N T R Y  was Chad, a vast landlocked slab of territory in 

central Mica .  Nobody knows how many people live there-the World 

Bank says 7 million, the CIA says 9 million-but everyone agrees that 

Chad is among the poorest countries in the world. The life expectancy 

is less than fifty; the average daily income is two-thirds of a dollar; fully 
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80 percent of the people live in poverty. h!lost Chadians have no access 

to a banking system, or postal system, or electricity; in 1999, the country 

reportedly had ninety-seven thousand telephones, fewer than the 

World Bank Group. The one world-class institution in the country is 

the Gala brewery, which has consistently stayed open despite civil wars 

and Libyan invasions, heroically producing the best beer in the Sahel. 

Chad, you may have guessed, is not much of a dcmocracy. The coun- 

try is divided between nomadic Arab northerners, whose political 

thinking resembles that of Atghan warlords, and Christian and animist 

Africans, who cultivate the South. In the French colonial period, the 

Jesuit teachers steered clear of warlike northerners, so southerners got 

most of the education, and the country's first independent government 

was drawn from the South. The northerners resented this, and not 

without reason: at one point the southern dictator executed members of 

his civil service who rehsed to undergo his tribe's initiation rites. In 

1982, France switched its allegiance, and French soldiers installed a 

northern president, and then it was southerners' turn to feel left out. 

Chad's current northern strongman is a tall slim warrior called Idriss 

Deby, who reserves a remarkable number of key government positions 

for his own kinsmen. 

The one thing Chad does having going for it is oil. There are reck- 

oned to be about 900 million barrels of recoverable oil in the southern 

Doba Basin, a trifle by Saudi Arabian standards, but still a veritable 
treasure for a country with a per capita income of $230 a year. Western 

oil firms had been visiting Chad off and on since the 1970s: they were 

keen to start drilling, but they faced enormous obstacles. For one thing, 

you couldn't export the oil unless you built a pipeline, and the pipeline 

would have to travel through a wild stretch of Africa. I t  would begin 

near the southern towns of Doba and Moundou, scene of periodic 

uprisings against the northern government; and it would travel one 

thousand kilometers southwestward to the coast of Cameroon. On 

the way, it would pass through rail1 forests inhabited by Pygmies. The 
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combination of rain forests, oil d r i i g ,  and Pygmies seemed sure to 

conjure up a furious swarm of NGOs. 

Moreover, the oil companies $aced imother obstacle. Chad's govern- 

ment was neither reliable nor stable. A Western company might pour in 

millions of investment capital to drill the wells and build the pipeline, 

only to find itself the victim of nationalization, civil war, or other man- 

made shock Because of these risks, the oil firms found that no bank 

wanted to finance a Chadian venture. And so they came up with a solu- 

tion: persuade the World Bank to come into the project. The Bank 

could vet the developmental impact of the pipeline, and its seal of 

approval would protect the oil companies from N G O  attackers. More- 

over, the Bank's involvement would raise the cost to the Chadians of 

expropriating the oil firms, and so transform comnlercial lenders' atti- 

tude, cven ifthe Bank's own financial stake in it was minimal. 

The lead oil company in Chad was Exxon,' and its officials first 

broached the idea of a joint effort with the Bank in the early 1990s. 

Froni the Bank's point of view, there were good reasons to say no to the 

oilmen. The prospect of acting as their shield against N G O  critics was 

not especially attractive, and the prospect of guaranteeing the good 

behavior of Chad's government was daunting, since the Bank had 

poured nearly SI billion of IDA money into Chad since the 1960s and 

seen much of it wasted. Even so, it was hard to say no to Exxon. Oil 

might change Chad from a no-hope country into one that actually 

deserved the term "developing." How could the Bank denounce the evil 

of poverty and thcn inform the Chadians that their oil must stay for- 

ever undergr~und?~ 

If Exxon had approached the Bank early in the era of Jim Wolfen- 

sohn, perhaps it would have been reb~ffed.~ But this was the early 

1990s--a time before the Fifty Years Is Enough campaign, and before 

the disastrous 1994 Madrid annual meetings, and before a new and 

energetic president set out to woo the NGOs. And so the Bank hedged 

its bets and told Exxon it would move forward, consoling itself in its 
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nervous moments that a fill-blown project was a long way off.1° Once 

the Bank stepped aboard, however, it found the train was shoving 

fonvard. The usual obstacles that hold up tricky projects were being 

blown aside. 

There are few things more awesome than the power of a vast company 

that alights in a small country. The constants of life there-that there 

are no roads to get about on, that the government is hopeless-melt 

suddenly away. Over the next few years, Exxon created its own private 

air service to link the oil field to the capital; it created its own electricity 

system, with six times as much generating capacity as existed for the 

rest of the country; it built a road that bisected the oil region, and sur- 

hced it with molasses that baked hard in the sun. The compound that 

housed the oil workers came to resetnble a small piece ofTexas; it was as 

though porta-cabins and oil derricks and beefy men with twanging 

accents had been minding their business somewhere outside Houston, 

and then a magic carpet hidden underneath them had whisked them to 

another continent." When it came to the development impact of its 

project, Exxon applied the same bulldozing determination. It was not 

going to allow the usual rules of Chad to stop it. It needed the World 

Bank's allegiance, and it was out to show NGOs from Berlin to Berke- 

ley what a good citizen it was. 

The spearhead of Exxon's development effort was a small and feisty 

American antluopologist named Ellen Brown. She had come to south- 

ern Chad in 1968, as a volunteer with the Peace Corps; she remained in 

the region to do fieldwork for a thesis, and later earned a doctorate in 

anthropology from Cambridge University. For much of the 1970s and 

1980s~ through Libyan incursions and French military interventions, 

Ellen Brown stayed on in the country, working as a consultant to various 

NGOs and aid agencies, deepening her knowledge of the people and 

customs. In 1995, Exxon officials heard of her and set their hearts on hi- 
ing her to run their community outreach efforts. A Peace Corps veteran 

who spoke Chad's southern dialects? That ought to impress rhe B,mk! 
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Over the next few years, as Exxon's geologists scoped out the 

scrubby landscape, Brown was duly reaching out. She assenlbled a team 

of sixty people to work with her, and she began by making a baseline 

study of the area around the project site. She found that fully half the 

people had no access to wells or piped water, that nobody at all had 

electricity, that only one in ten had access to latrines. She surveyed the 

local farming techniques, which were astonishingly simple. Animal trac- 

tion was a novelty, with humans doing much of the plowing unaided; 

almost no vegetables were cultivated; women fed their families with 

wild Ieaves and vegetables gathered in the bush. Farmers abandoned 

worn-out fields and cleared new ones; there was no effort to conserve 

soil. Having completed her survey, Brown calculated the likely disrup- 

tion to this way of life as a result of the oil project, and weighed in on 

subjects like gravel, chicken, and land. 

Exxon's first instinct had been to dig its gravel out of a quarry, which 

seemed like a reasonable way to get it, but Ellen Brown proposed a dif- 

ferent route. By local tradition, widowed mothers earned their living by 

sifting gravel from the local rivers, so Exxon bought from them instead 

of quarrying it, boosting the income of a disadvantaged local group. 

Similarly, Exxon was planning to hire locals to do some of the less- 

skilled construction work, but it had not thought about the conse- 

quences for local prices. The new band of wage earners would drive up 

the price of luxuries like chickens, leaving the rest of the population 

worse off. Ellen Brown organized a team of villagers to check chicken 

prices in the markets weekly. If the Chicken Price Index-a variant on 

the CPI that American economists follow--spiked up a bit, Brown had 

chickens brought in from other parts of the country, so that supply bal- 

anced demand. 

Brown's biggest challenge was to figure compensation for lost land. 

The farmers around the oil site were in some ways well placed to sustain 

losses. In the slash-and-burn system of the region, they were used to 

moving on. Still, moving was costly: a farmer might lose a year of crops 
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in the transition, and clearing scrub from a new plot involved back- 

breaking labor. Ellen Brown cdc~dated the value of the lost crops and 

the labor, and then she considered how to pay compensation for it. 

There were no banks in the villages, so nowhere for villagers to store 

cash. Brown stomped around the countryside, asking people what they 

might prefer instead of money: farm carts, bicycles, and sewing ma- 

chines were the most popular choices. 

Exxon was right to be proud of Ellen Brown's efforts; the World 

Bank itself was only beginning to embrace participatory development 

in the mid-rggos, and here was Exxon, doing something that looked 

rather l i e  a participatory oil project. For Exxon, moreover, gestures of 

good citizenship were something of a novelty. The firm had sucked 

much of its oil out of offshore boreholes, where there were no local 

farmers to worry about; in places like Indonesia and Angola, its reputa- 

tion was mixed, to be polite. But now here was Exxon being represented 

by this ex-Peace Corp aidnik, half outdoorswoman and half hippy in 

appearance, clad in tough boots and floppy tunics as she set off to con- 

sult villagers. On issue after issue, Ellen Brown challenged the oil com- 

pany's usual way of doing business. And the company was usually 

prepared to listen. Tf the oil men did not do right by the local people, 

the World Bank might walk out.12 

Brown's work in the oil region was matched up and down the route 

of the proposed pipeline. Exxon sought the advice of primate experts 

so that the pipeline could avoid gorillas; it consulted Cameroonian 

anthropologists about the Pygmies in the rain forests. The World Bank 

had said there must be a "Category A" environmental assessment-the 

meticulous sort that the Inspection Panel believed appropriate for 

Qnghai-and E n o n  promptly commissioned one; the Bank said the 

assessment's verdict wasn't positive enough, and Exxon agreed to re- 

route the pipeline. The Bank also wanted the firm to invite N G O  input, 

and Exxon assigned kliles Shaw, a perpetually sunny executive, to 

globe-trot around North America and Europe, visiting every outfit that 
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Pretty soon northern NGOs were putting out the theory that oil was 

fueling human rights abuses by the northern military. Although there 

was no proof of a connection, it was a plausible thesis. Chad's military 

did indeed have an appalling human rights record, and oil gave the 

northern government new reason to subjugate the South. 

This pattern was repeated the following summer. In June 1998, 

E.uxon released a lengthy plan showing how it would mitigate the 

project's environmental and social impact; it was a monument to the 

company's determination to placate the World Bank. But the following 

month the government's behavior raised fresh questions about any 

project that might bolster it. Chad's most prominent southern leader 

was jailed after accusing a minister of corruption, and two journalists 

who had reported on his allegations were jailed as cvell.15 Meanwhile 

reports of another skirmish trickled in from Ivloundou. Was this sort of 

country really going to translate oil revenues into development? 

The fighting and imprisonments brought down the wrath of NGOs. 

German activists circulated a resolution in the Bundestag, demanding 

that I~uman rights abuses cease before the oil project went fonvard. 

Soon there was a similar resolution in the European Parliament, and 

Miles Shaw was scampering around Western capitals, greeting people 

with his cheery ha~dshake, often passing N G O  adversaries who were 

racking down the same officials in the hall\vays of the European Par- 

liament. In the United States, the Environmental Defense Fund was 

getting other NGOs fired up about the Chad issue, and the Sierra Club 

and Amnesty International joined it, and this coalition printed up some 

prewritten protest postcards, and pretty soon Exxon fielded letters from 

a thousand outraged citizens. -4t the Bank's annual meetings in the 

fall of 1998, the activists signaled their displeasure in typical fashion. 

The iniquities of Chad's oil scheme became the subject of a protest 

puppet show. 

If Chinas Qnghai project was defeated at the hands of activists, 

there was no way the Chad project should have made it through. The 



B A C K  T O  THE F U T U R E  3 4 7  

might take an interest in a central African pipeline. However high the 

Bank set the bar, the oilmen jumped over it-even when the Rank 

repeatedly moved the bar higher as the project went ahead.13 The tenta- 

tive decision to keep options open was leading the Bank inexorably to a 

position that was unusual in the cautious mid-to-late 1990s. To its own 

surprise as well as everybody else's, the World Bank was supporting an 

audacious oil project in a dicey country. It was risk and risk combined. 

J I M wo LFEN s H N was aware of this locomotive's gradual advance. 

111 February 1996, he had dinner with the Bank's critics from the Envi- 

ronmental Defense Fund in Washington; they raised concerns about 

the Chad project, and he invited them to call him personally if things 

were going wrong. Wolfensohn also spoke occasionally to Lee Ray- 

mond, Exxon's chief executive; and from time to time the French gov- 

ernment would pester him on behalf of Elf, the French oil company 

that was partnering with Exxon. So long as Wolfensohn could talk to 

both sides, he saw no great cause to worry. He could assure the Envi- 

ronmental Defense Fund that he would come down hard on abuses, 

and he could assure Exxon's chief executive of his support at the 

same time. 

Yet there was no way that the Bank could escape controversy indefi- 

nitely. African oil projects had an appalling record-from Congo- 

Brazzaville and Equatorial Guinea to Gabon and Angola, oil revenues 

have financed corrupt dictators, bringing no perceptible benefits to 

their people--and in October 1997 the Chadian adventure started heat- 

ing up. Ellen Brown went with Miles Shaw, E-xxon's sunny community- 

relations expert, to discuss their firm's environmental and social impact 

assessment with local-government officials in Moundou, the main 

town in Chad's south. A few days later, however, this outreach effort 

was buried by Chad's government, wlich attacked a southern rebel 

group that was hiding out in Moundou, killing forty of its fighters.'? 
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Qnghai scheme came after a series of relocation projects in China, all 

ofwhich had reduced poverty; the Chad scheme came after a series of 

oil projects in Africa, all of which had failed to do so. But the Chad 

scheme did have one large advantage. The World Bank's most visible 

partner in this instance was not a mistrusted communist government 

but an astute American multinational. In late 1998 and 1999, as the 

project's moment in front of the Bank's board grew nearer, Exxon was 

lobbying assiduously. Its boss was checking in with Wolfensohn, and 

President Chirac called to lobby on behalf of the consortium, and Exxon 

was rolling out its secret weapon: a small and feisty anthropologist. 

In July 1999, Ellen Brown made the pilgrimage from southern Chad 

to Washington, where she briefed officials from the World Bank's board 

representing half a dozen or so of the big shareholders. One of the 

board members had heard from NGOs that Chad's government was 

moving thouslrnds of northerners to displace local people in the oil 

region. Ellen Brown had demographic data to disprove that. The board 

members were worried that land compensation might be inadequate. 

Ellen Brown explained the underlying math. The board members were 

especially exercised about mangoes. Well, Ellen Brown had calculated 

the average yield of a mango tree, multiplied it by the average price of 

mangoes in the market, and multiplied the result by eight. I t  could take 

eight years, she explained, for a mango seed to grow into a mature fruit 

bearer, so Exxon was paying out enough to compensate the farmers for 

all fruit lost in those years. 
The more Exxon focused the discussion on the environmental and 

social aspects of its project, the stronger its position looked. In June 

1999, the company released the f i n a l  version of its plan to mitigate the 

impact of the pipeline, and by now any reasonable critic had to admit it 

was impressive. I t  was fully six years since Exxon first set out to do a 

Category A environmental assessment, and the latest compendium of 

good-guy promises ran to an extraordinary nineteen volumes; it did 

everything imaginable to comply with the World Bank's Volvo-style 
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safeguards. Experts from the company, the Bank, and the Chadian and 

Cameroonian governments had walked the thousand-kilometer route 

of the pipeline, double-checking data from aerial surveys. They had 

agreed that, for the whole thousand kilometers, the pipeline would be 

buried, reducing the risk that sabotage would spill black waste on the 

ground. For most of its length, it would follow existing infrastructure, 

so minimizing the disruption to virgin territory. Only about fifteen 

square kilometers of rain forest would be destroyed; and by way of com- 

pensation Exxon promised to help establish two nature reserves many 

times larger. 

Two years later, in 2001, the Bank's fearsome Inspection Panel came 

to Chad and raked through the pro-ject. I t  toured the region and took 

testimony from the project's critics; and in the end it found rather little 

to complain about, proving that Emon had been better at complying 

with the Bank's environmental and social safeguards than most of the 

Bank's partners. But the diciest part of the project actually lay else- 

where, beyond the scope of the Inspection Panel's remit. It lay in a revo- 

lutionary attempt to rescue Africa from its sorry experience with oil. 

THE C U R S E  OF O I L  in Africa is a silbset of a wider problem, diagnosed 

originally in a small country that has contributed unselfishly to eco- 

nomics textbooks. The small country is Holland, which in the seven- 

teenth century succumbed to speculation in tulip bulbs, providing a 

colorhl case study in financial nlania for economics students ever 

since.16 Three centuries later, Holland succumbed to a malady that 

came to be known as Dutch discax. In 1959, the discovery of gas in 

Holland's territorial waters seemed to promise national riches. But gas 

exports drove up the value of the Dutch currency, rendering other 

Dutch enterprises uncompetitive and destroying thousands ofjobs. 

There is nothing inevitable about Dutch disease: having learned 

from Holland's experience, countries like Nonvay pretty much avoided 
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it. The defenses are commonsensical. You relieve the upward pressure 

on your currency by saving part of the windfd in a foreign-currency 

account for fbture generations; you invest your petrodollars in things 

that boost productivity so that firms remain competitive despite a 

stronger exchange rate. But Dutch disease, although avoidable, strikes 

countries with compromised immune systems-countries where the 

government is corrupt and unaccountable and where institutions are 

weak. Iran, Nigeria, and Venezuela have seen their G N P  per person fall 

since the rnid-1970s, despite enormous oil riches. Chad's government is 

a family enterprise run by a warlord. It seemed almost guaranteed to 

waste its petrodollars. 

Early in its Chad adventure, the World Bank began to struggle with 

the Dutch disease problem. I t  could hardly regard it as unbeatable, 

since that would be embarrassing. Foreign aid is a bit like an oil wind- 

fd-it can push up the exchange rate and therefore harm exporters- 

so the Bank is almost bound to argue that this problem can be solved. 

And yet it had to admit that Chad's lousy government rendered the 

challenge enormous. In the studies leading up to its fmous  Assessing 
Aidvolume, the Bank's research department demonstrated that aid in 

poorly managed countries achieved nothing, and that imposing condi- 

tions on bad governments could not be expected to alter their behav- 

ior." If this was true for aid, it had to be true for oil windfalls. In poorly 

managed countries, oil money would be damaging: i t  would provide 

fresh incentives for corruption, and would weaken governance. There 

was no use pretending that a few World Bank conditions could save 

Chad from this fate. 

Confronted with this probability, the World Bank's Chad team came 

up with a novel trick In philosophical moments, they waxed almost 

Hegelian about it. The Bank's old-style conditionality was Thesis; the 

anticonditionality findings of Assessing Aid constituted -Antithesis; and 

now the Chad model had brought the Bank to Synthesis.The synthesis 

consisted of accepting the insight of the rcjgos-that institutions rather 
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than donor conditions determine a country's policies--and then col- 

lapsing the dichotomy: What if the donor condition was that good 

institutions should be built? Instead of merely asking countries to put 

their names to promises, the Bank would ask countries to build govern- 

ment departments to implement those promises. A promise was just a 

piece of paper with a signature. h institution was a posse of living, 

breathing officials. 

The shift to institutions-as-conditions was not confined to Chad. 

The AIDS group in the Africa region demanded that countries set up 

high-level National AIDS Councils, though with limited success. But 

the Chad effort was perhaps the most elaborate. To save Chad from the 

errors of its neighbors, the Bank devised an oil-revenue plan: a propor- 

tion of the revenue would be kept offshore in a fund for future genera- 

tions, and the balance would be spent on health, education, and other 

areas that would have a poverty-fighting impact. There would be pub- 

lished audits of the petroleum accounts to deter corruption, and regular 

checks to ensure that the money was going to the approved areas of 

health, education, and so on. All of this would be enshrined in a law, 

endorsed by both president and Parliament. And, most ambitiously, 

there would be a new institution to oversee this regimen. A special over- 

sight committee-consisting of representatives from Chadian NGOs 

as well as the supreme court, the government, and Parliament-would 

be created, with powers to enforce audits and transparency and to veto 

inappropriate disbursements of oil fbnds. 

At the end of 1998, Chad's Parliament duly embraced the Bank's 

Hegelian synthesis. The Bank set about planning the newr oversight 

committee and lined up an IDA credit to pay for the training of com- 

mittee members, which was approved by the Bank's board in January 

2000.'~ And yet, however readily Chad went along with the Bank's 

tbrmula, there was no denying this was risky. Can strong institutions be 

created by external donors, without the benefit of an insider like 

Uganda's Tumusiime? What if Chad's ruler set up the oversight college 
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and equipped it with offices and sccretaries and fancy new computers, 

and thcn, once the oil money was safely flowing, dispatched a handful 

of soldiers to close the whole operation? 

In the f d  of 1999, as the battle over the project grew heated, the crit- 

ics seized this argument. The Environmental Defense Fund produced a 

pmpldet that cunningly quoted Wolfensohn saying that development 

was impossible in a corrupt environment and then drew attention to 

Chad's lousy human rights record. Yet the Environmental Defense 

Fund, like many of the Bank's most vociferous critics, is first and fore- 

most an environmental outfit, and so the pamphlet muddied its power- 

ful governance objection with weaker ones. It claimed that the project 

threatened the rain forests, despite Exxon's nineteen-volume environ- 

mental management plan; it feared the worst for the Pygmies; it raised 

the specter of spilled oil. The flarnboyarlt Rainforest Action Network 

was no different. In August, it took out a full-page ad in I'heNew York 

Times attacking the project, and posted WANTED signs in Jackson Hole 

with Wolfcnsohn's face on them; in September, it stuck a pipeline- 

protest banner to the fa~ade of the Bank's headquarters: and in Novem- 

ber, it staged a protest outside Shell's offices in Washington, because the 

Anglo-Dutch company was part of Exxon's consortium. Much like the 

Environmental Defense Fund, the Rainforest Action Network empha- 

sized thc environmental risks in the Chad project. It denounced the 

"rain forest pipeline," charging that it would destroy pristine habitats 

that were home to threatened species and disturb native tribes. 

The muddying of the critics' message gave the Bank and Exxon an 

easy out. They rebutted the social and environmental charges easily: they 

had the facts, they had Ellen Brown and all her data, and many of the 

NGO screamers had never been to Chad. Winning 011 those points made 

it easier to slide past the tougher question about Chad's governance. 

The project was, according to the Bank's press chief, not an oil project but 

a poverty project-but that only begged the question of whether poverty 

would go down. To be sure, the Bank's revenue-management scheme 
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was impressive, but who knew whether the transplant of a new institu- 

tion into a rotten body politic wns possible? If you believed Wolfen- 

sohn's past pronouncements on corruption and governance, optimism 

on Chad was difficult. And yet, with a few exceptions like the Environ- 

mental Defense Fund's pamphlet, his critics often failed to point this out. 

Despite the critics' intellectual clumsiness, the fate of the project 

remained un~er ta in . '~  After all, utter intellectual flakiness had not pre- 

vented the Tibet activists fiom burying the Qnghai loan. When the 

WANTED posters appeared in Jackson Hole, Wolfensohn's latent suspi- 

cions of his staff-his tendency to believe what outside critics said of 

them-bubbled to the surface, and he demanded that the Chad project 

team double-check its compliance with the Bank's safeguards. His skit- 

tishness was compounded by the pressure he was feeling on Qnghai, 

and his feeling that the China team had let him down by ordering up a 

Category B environmental assessment instead of a Category A one. 

Then, toward the end of 1999, Exxon's two partners, Shell and Elf, pulled 

out of the consortium, possibly because of NGO pressure." Some Bank 

officials greeted this news eagerly Perhaps this risky venture would now 

die of natural causes? 

The withdrawal of Shell and Elf had a paradoxical effect on Wolfen- 

sohn. The boss insisted on yet another review of the project's sound- 

ness, this time conducted by managers with no previous involvement, 
and later a war-room meeting took place at nine o'clock each morning 

to examine the pro-ject's potential pitfalls fiom every angle." But at the 

same time Wolftnsohn rallied behind the venture. The collapse of 

Exxon's consortium brought out IGs investment banking instincts: a 

deal was falling through and it had to be rescued. Wolfensohn got on 

the phone with Exxon's boss, Lee Raymond, and urged him to go out 

and find new partners, assuring him that the Bank would not back out 

of the deal if he could assemble a new consortium; then he followed up 

with calls to oil firms that Exxon was courting. By early 2000, Exxon 

had lined up Malaysia's Peuonas and America's Chevron, and the 
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project had been saved.u Just as important, Wolfensohn had assumed a 

personal stake in it. In a way that mirrored 1 ~ s  broader transformation 

around this timc-the time of antiglobalization attacks on the Bank 

and the battle with the Tibet activists-the boss's allegiances shifted. 

He was now aligned firmly with his s t d c  and against the outside critics. 

There was one remaining obstacle, however. The Bank's board of 

directors needed to approve the $190 million in loans to the pipeline.23 

The Environmental Defense Fund was pulling out all the stops to block 

the Bank's participation; it flew an elegant Chadian human rights 

leader to Washington and introduced her to people who might rally 

Congress against the project.24 For a while Nancy Pelosi, the California 

congresswoman who had sunk the Qnghai project, looked as though 

she would fight the Chad one For a while, too, the Congressional 

Black Caucus seemed hostile, and Wolfensohn took the extraordinary 

step of asking the Banks African staff members to press black Con- 

gressmen to change their minds, a request that breached the Bank's 

rules against lobbying.26 The African staff duly produced a position 

paper railing that the continent would be left in a "state of nature" if the 

environmentalists got their way; eventually the Black Caucus came out 

in favor of the pipeline. The situation was so tense that Wolfensohn 

refixed to submit the project to a board vote on the appointed date, 

much to the fi.u-y of his project team. Instead, the board was invited 

merely to discuss thc project, and the argument boiled on for eight and 

a half hours. After mro more weeks of consensus building, on June 6 ,  

2000, Wolfensohn finally presented the Chad venture to his shareholders. 

The project team was anxious: if the board members raised tough ques- 

tions, perhaps Wolfensohn would desert them. But the boss defcnded 

the project through more than four hours of debate and argument. 

When the vote was finally taken, not a single board member opposed 

the project, and only Italy abstained from voting. 

It was a strange contrast with the fate of the Qnghai project. But 

the Bank had shown that, with some help from the might and muscle 
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of an oil company, it could stand up to its critics; it could defy the Rain- 

foresters and the Environmental Defense Fund and all the other 'antis, 

and it could do so despite the rising tide of antiglobalization protests. 

Having been branded an environmental criminal by the R.Jinforest 

Action Network's WANTED posters, Wolfensohn derived some satisfac- 

tion from this victory. "I think it's important that we have a proper bal- 

ance between the Berkeley mafia and the Chadians," he observed a few 

weeks later. "And I, for my part, am more interested in the Chadians." 

WOLFENSOHN'S P R O N O U N C E M E N T  could have been a manifesto 

for that second vision of the Bank: the vision that placed the Bank on 

the side of its poor borrowers rather than its northern stakeholders. It 
could have been a manifesto, too, for John Briscoe, who argued that the 

Bank needed to deliver infrastn~cture if it wanted to fight poverty, and 

that it should not let NGOs dissuade it; or a manifesto for the Bank's 

big non-IDA borrowers, who argued that the Bank needed to take 

risks-to abandon Volvo-style perfectionism-if it was going to remain 

relevant. To be sure, the Chad project was an anomaly that fitted some 

of these arguments imperfectly. It involved an oil pipeline rather than a 

dam or water system, and so the effect on povertywas less certain; Chad 

was a poor IDA borrower, rather than a big middle-income ~lient.~'But 

the Bank's withdrawal from dams in places like Brazil or China was so 

complete that Chad acquired a special status. If you wanted to cite a 

case where the Bank had taken risks in defiance of the NGO chorus, 

Chad was your best candidate. 

In the years after Chad made it through the board battle, the Bank 

grew hungry for examples of this kind. The fall in the Bank's market- 

based lending was becoming alarming, threatening the Bank's financial 

stability and political independence. At the same time, big middle- 

income clients were growing more assertive in the wake of the Qnghai 

experience, and were demanding that the Bank pay more attention to 
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their interests. The push from the middle-income group was backed by 

rich shareholders that had been reluctant members of the pro-NGO 

consensus. Japan had long believed that infrastructure was a key part of 

development, and besides, its ruling party depended upon campaign 

cash from big construction firms, which stood to win a lot of World 

Bank contracts. The French favored infrastructure, too, not least be- 

cause their powerful water companies also stood to profit. All these 

forces came together, affording proponents of infrastructure within the 

Bank's bureaucracy a new chance to push their arguments. One of these 

proponents, needless to say, was none other than John Briscoe. 

Briscoe's sense of mission had steadily grown stronger since his trip 

to Bangladesh. In the two years or so that followed, he had been in- 

volved in a body called the World Commission on Dams, which pub- 

lished a set of guidelines on how dam building should be done. Because 

the commission appeared broad-based and respectable, the recommen- 

dations were greeted as a sane compromise by polite  commentator^.^^ 
But the truth was that the guidelines were appalling: they demanded 

so many precautions and perambulations that they amounted to a vir- 

tual ban. Some time later. the chief antidam campaigner published an 

article explaining how he had secured this outcome. Because the World 

Bank had been anxious to include his group in the commission, he had 

enjoyed enormous leverage; he had used this to ensure that developing- 

country governments were kept out of the deliberations. The upshot 

was that a self-appointed activist from Berkeley had more say than the 

elected government of India. No wonder that the Berkeley mafia tri- 

~ r n ~ h e d . ~ ~  

This was the perfect illustration of Briscoe's contention: in an effort 

to reach out to NGO critics, the Bank had accorded them excessive 

influence at the expense of real clients. But by late 2000, Briscoe 

was working on his counterpunch. H e  was preparing a new version of 

the Bank's official water strategy. He was traveling the world, visiting 

the governments that the Berkeley mafia had pointedly excluded, and 
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figuring out what they most wanted from the Bank The answer was 

much as he expected. Countries like Brazil or India did not particularly 

need the Bank's assistance to perform simple tasks like building sci~ools; 

but when it came to complex infrastructure, they wanted the Bank's 

input. Indeed, big infrastructure projects seemed almost tailor-made to 

fit the Bank's comparative advantage. They involved tough judgments 

across a range of subjects-engineering, finance, social impact, and the 

environment-which suited the Bank's multidisciplinary nature; they 

often involved more than one country, which suited the Bank's inter- 

national makeup; they were the sort of capital-intensive, long-term ven- 

tures for which long-term World Bank loans were designed in the first 

place. Countries like Brazil and India would be delighted to have the 

Rank as a partner-provided it stopped pressing Volvo-style standards. 

By January 2002, Briscoe had completed a first draft of his water 

strategy. It pointed out that 1.3 billion people lacked access to clean 

drinking water, and that some of the world's poorest people were farm- 

ers whose lives could be transformed by irrigation. The strategy duly 

called for a renewed push into water infrastructure. Briscoe circulated it 

to board members, taking care to reach out to developing-country 

shareholders; he visited the Chinese, the Brazilian, the Mican,  and the 

Indian directors, and encouraged them to work together. Outside the 

Bank, the antidam radicals were denouncing him, but Briscoe re- 

sponded firmly. H e  had consulted them ar the outset, and promised that 

their views would be considered; but he never promised them the effec- 

tive veto that they had enjoyed over the World Commission on Dams. 

To defend his tough line with the activists, Briscoe produced a docu- 

ment analyzing what everybody thought of his water proposals. This 

showed that governments, the private sector, and academics in develop- 

ing countries all liked them; and that, rather revealingly, NGOs in 

developing countries were broadly onboard as well. The two groups 

that bitterly opposed Briscoe were the international donors and inter- 

national NGOS.~O In the first vision of the Bank, these were the groups 
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that Wolfensohn should be responding to. But in the second vision- 

Briscoe's vision-neither NGOs nor fellow donors had a special enti- 

tlement to be heard. 

In the first part of 2002, Briscoe waged a lonely battle. There was 

little enthusiasm for his approach among his superiors, so Briscoe 

cobbled together a committee of allies, people who had battled to mount 

big pro-jects in the field and shared his impatience with excessive safe- 

guards. The chair of his group was called Praful Patel, a manager who 

played an important role in the Chad pro.jcct; and Pate1 and Briscoe and 

their friends brainstormed about the bind the Bank found itself in. 

More and more, the Bank was fleeing projects that involved high risk, 

yet some high-risk projects ofler high rewards as well. If the balance 

of risk and reward was attractive, the Bank should go fonvard. The 

Laotian economy, for example, could be transformed by a big dam, 

and Laotians had few other routes out of backbreaking poverty. The 

brainstorming sessions came up with a way to make risk taking more 

possible-they proposed a mech.anism for taking high-risk, high-reward 

projects to the Bank's top management early on, so that people lower 

down would not be left to stick their necks out by themselves--and the 

mechanism was duly incorporated into Briscoe's water strategy. 

Toward the end of 2002, the reformers' fortunes started to look up. 

Praful Patel's efforts had started to win people over, and the rising 

star in Wolfensohn's entourage was a deft operator called Shengman 

Zhang, who had learned the art of' bureaucratic infighting in China's 

Ministry of Finance. Perhaps because he was Chinese, Zhang had a 

keen scnse of what big clients wanted; and he could see the threat to the 

Bank's own balance sheet from its declining market-based lending. At a 

management retreat in November 2002, Zhang gave the floor to Jim 

Adams, the former country director for Uganda who was now a head- 

quarters vice president, and Adams presented a set of slides on the 

Bank's sorry Project-based investment lending, as distinct 

from policy-linked program lending, was declining precipitously. In 
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each of the three previous years it had been lower than in any of the 

previous twenty. Why was this happening? "Bank requirements that 

impose costs and delays on borrowers," Adams's slide declared. And 

why did it matter? Because policy-based lending was hugely volatile; it 

had run into the billions duriig the Asian crisis, then suddenly dried 

up. The Bank needed a steady flow of project loans to stay financially 

healthy. 

Shengman Zhang's influence was formidable: with the departure of 

Sven Sandstrom, he had become the dominant figure among Wolfen- 

solm's four ~nanaging directors. But Zhang's d u e n c e  was reinforced by 

the shareholders with whom he was most in tune: the Chinese, most 

obviously, but also the Brazilians and Indians. Around the same time as 

Zhang and Adams sounded the alarm on declining investment 

lending, big middle-income countries were starting to assert themselves 

in other international forums. In world trade talks, for example, the 

Indians and Brazilians and South Africans were protesting the absurd 

intellectual property rules imposed by rich countries, which restricted 

poor patients' access to AIDS drugs. I t  was only natural in this climate 

that middle-income countries should assert themselves within the 

World Bank. 

At the end of 2002, all these forces came together: Shengman 

Zhang's emergence and Praful Patel's alliance with John Briscoe and 

the stirring of the Bank's big borrowers. In December, the board met 

again to consider Briscoe's water strategy, and the day before the meet- 

ing, the Nordic director called him. "This strategy is about doing away 

with safeguluds, right?" he asked him. 

"That depends," said Briscoe. "Eyou mean commitment to sensible 

environmental and social standards, then every borrower and every 

Bank staff nlember supports those. But if you mean an inflexible set of 

standards that nobody can meet, then yes, that is incompatible with 

what we're doing."32 
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At the board meeting the next day, the Nordic director was the first 

to take the floor. As in any meeting, the starting speaker sets the tone of 

the discussion, and Briscoe could feel his year-long effort crashing to 

defeat. But the Norseman delivered a surprising message. The Bank, he 

suggested, might consider moving to "materiality." Immaterial breaches 

of the Bank's safeguards would not trigger persecution; although the 

safeguards should not be watered down, there was a case for a sense of 

proportion. This was a sea change coming from a Scandinavian, and it 

signaled victory for Briscoe. He  knew he could count on the support of 

the big borrowers: the Chinese director had come up to Briscoe and 

huggcd him, declaring that his strategy was about far more than water, 

it was about changing the Bank's governance. But now the mood 

among rich countries seemed to be changing. They had received the 

usual mass e-mails from furious NGOs, but this time they seemed to 

takc that in their stride. Briscoe's analysis earlier in the year had shown 

how northern NGOs did not speak for people in poor countries. A 

point that had been true in countless battles before now was finally 

being recognized. 

Briscoe's water strategy was approved unanimously by the Bank's 

board that day, and more advances followed rapidly. The Chincse and 

Indian board directors built on the progress in the water sector by 

demanding that thc Bank's staff preparc a reassessment of its standoff- 

ish posture toward all infrastructure. When the managerncnt presented 

a cautious response on February 13,2003, the Chinese and Indian board 

members went ballistic. Together they issued their first-ever joint state- 

ment, denouncing the management's response for merely "tinkering at 

the margins," pointing out the contrast with the bold water strategy, 

and noting that between the two of them they spoke for more than 

2 billion people, or one in three members of the human race. The Chi- 
nese and Indians e-mailed their joint rebuke of the Bank's managers to 

all staff members who worked on infrastructure. Soon the people in the 
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trenches were replying to the board members, heartily agreeing that 

their sector needed to respond more energetically to their poor clients.33 

I N  THE S P R I N G  OF 2 DO 3, when the Bank's big borrowers were 

f indy  m ~ k i n g  their views heard, Wolfensohn was distracted once again 

by relations with his rich shareholders. In March, the United States 

invaded Lraq, throwing the nlultilateral system into crisis. However 

much he may have wanted to focus on long-term development, 

Wolfensohn had no choice but to manage the immediate threat to his 

own institution. 

The transatlantic rift caused by Iraq dwarfed the worst fights be- 

tween Europe and the United States over the Balkans. At the Bosnia 

peace talks eight years earlier, Richard Holbrooke's strong-arm diplo- 

macy had infuriated the French and even the British; but the Clin- 

to~lites had gone out of their way to repair the damage, allowing the 

Dayton peace deal to be named the Treaty of Paris, and leaving the 

Bank and the European Union to cochair the fund-raising effort for 

reconstruction. But the Bush team was less interested in mollrfylng 

dies ;  some parts of the ad~ninistration, notably the Pentagon and Vice 

President Dick Cheney, preferred to act alone in order to demonstrate 

American willpower, on the theory that this would force other coun- 

tries to accept American objectives. Because of the Pentagon-Cheney 

preference, the Bush team was of two minds as to whether diplonlacy 

was a good idea. I t  was divided on whether to seek the blessing of the 

United Nations Security Council in late 2002; then, after a first UN res- 

olution was secured, it flipped and flopped over whether to seek a second 

and more explicit authorization for inva~ion?~ In the end, it did try for 

a second resolution, but without success; and although this failure owed 

much to the unreasonable intransigence of the French, the adrninisua- 

tion's halfhearted efforts doomed its chances of winning over persuad- 

able members of the Security Council. The contrast to the coalition 
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building before the &st GulfWar was stark In  the prelude to the war 

of 1991, the then secretary of state, James Baker, made forty-one inter- 

national visits. But in the lead-up to the GulfWar of 2003, Secretarv of 

State Colin Powell did not even visit Moscow, even though Russia's 

president, Vladimir Putin, could probably have been won over.35 

Having tried and failed for a second resolution, the administration 

went to war wit11 the implicit disapproval of the UN Security Council.36 

The resulting tension was bound to spill over into othcr multilateral 

institutions, including the World Bank. In the first week of the war, 

France, Germany, and other critics of the invasion let it be known that 

they would punish the United States diplomatically; Germany's devel- 

opment minister declared that "those that do the damage carry the 

main burden for reconstructionn-a statement that did not bode well 

for American attempts to enlist help from the World Bank and other 

potential contributors to reconstruction. Moreover, it was not even clear 

that the Bush administration wanted to enlist the Bank's advice. The 

task of posttvar planning had been assigned to the Pentagon, and the 

planners sought no input from the Bank, despite its reconstruction 

experience in Afghanistan as well as in the Balkans. The contrast with 

the Clinton team's early alliance with Kemal Dervis and Christine Wal- 

lich on Bosnia was striking. The Clintonites had proved masterful at 

marshaling the Bank and the IMF as foreign-policy allies. On Bosnia 

and during the emerging-market crises, they had mined the Bretton 

Woods institutions for money, technical advice, and internationd legit- 

imacy. But the Bank and the DlF do not supply these things sponta- 

neously. They can be usefid only to administrations that know how to 

use them. 

By the time of the invasion of Iraq, the Bush administration's clumsy 

attitude toward international outfits was concentrated largely in the 

Pentagon. Paul O'Neill, Wolfensohn's old antagonist, had been fired 

from the Treasury at the end of zooz, not least for his incompetence in 

marshaling the I M F  during currency crises in Brazil and Argentina. 
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His successor, John Snow, was cannier, and while the Pentagon per- 

sisted in planning for reconstruction without tapping into the World 

Bank's expertise, Snow made a belated push to compensate for this 

error. As American and British forces advanced into Iraqi territory, 

both the Treasury Department and the State Department began to 

round up international contributions for the postwar effort. They put 

out an appeal for peacekeepers, police officers, engineers, doctors, and 

nurses. And they let it be known that they expected the World Bank's 

assistance. 

Iraq's capital fell to U.S. troops on April 9, three days before the 

Bank's spring meetings in Washington. In the run-up to the meetings, 

Snow announced that the World Bank should conduct an assessment of 

Iraq's postwar needs, much as it had done in Bosnia, and that it should 

prepare to lend for reconstruction. This put Wolfensohn in a nastyposi- 

tion. He hated to say no to his biggest shareholder, particularly since he 

was anxious to establish better relations with Bush's second treasury 

secretary than he had enjoyed wit11 the previous one, and also because 

he wanted to hold open the possibility of a third term as World Bank 

president-a possibility that he floated in a Washi7zgton Post interview 

two months later. Yet there was no way Wolfensohn could send the 

World Bank into Iraq on the back of American tanks. He  had to respect 

the feelings of his other board members?' Besides, big loans to Iraq 

might damage the Bank's finances. If the Bank lent soft IDA money, it 

would do so at the expense of other IDA borrowers. If it lent market- 

based money, it had to worry about Iraq's ability to repay. The Iraqis 

were already mired in debt, and they would need substantial relief 

before they could qualify as creditworthy. 

As U.S. troops struggled to control looters in Baghdad, the Bank 

was in a quandary. If the Bush adminiswation pressed its demand for 

help in Iraq, the Bank's board woidd be split; Wolfensohn would be 

forced to take sides; and he would alienate one of them. The Americans 

and British, who wanted the Bank's help, resented the fact that the 
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Bank's Middle East specialists leaned toward the Franco-German view 

that the invasion had been ill advised, and Wolfensohn himself did not 

always disguise his own reservations. When Wolfensohn declared that 

the Bank could not lend to Iraq until the country had a legitimate gov- 

ernment, and that that would require a UN Security Council resolution, 

John Snow pronounced himself "baffled" at Wolfensohn's r e s p o n s e  

which was Washingtonspeak for "furious." "We are prepared to go in if 
we have an authorizing environment from our board," Wolfensohn told 

a press conference on April 10. "I hope he rethinks that," Snow retorted 

tartly.'' 

Luckily for the World Bank, Snow was better than O'Neill at know- 

ing where to compromise. On the eve of the spring meetings, thc Bank 

and its shareholders worked out a deal. The Americ;ins accepted that 

the Bank could not lend to Iraq without a government that had 

been formally blessed by a UN resolution. But the Bank agreed that 

in thc meantime it could begin to assess Iraq's reconstruction nceds.j9 

The understanding kept the fight over the legitimacy of the Iraq inva- 

sion squarely at the United Nations, sparing the Bank from a divisive 

row, Bank officials soon visited Iraq to begin work on the needs 

assessment. 

Through the summer and early fdl of 2003, WolSensohn struggled to 

keep the tensions among his shareholders from flaring up again. He vis- 

ited Baghdad at the end of July, flying in on a jet lent to him by Jordan's 

king; he visited the Bank's offices in thc Canal Hotel, wanting to show 

solidarity with World Bankers working in harm's way; and he met Paul 

Bremer, the American proconsul, and Iraq's provisional governing coun- 

cil. At a press conference afterward Wolfensohn was asked whcn the 

Bank would begin lending to Iraq, and he repeated the understanding 

that there must be a recognized government to lend to. On his return he 

reaped a whirlwind. The Wall Sfrzet Journal editorial page, which was 

reliably hostile to the Bretton Woods sisters, accused him of gratuitous 

foot-dragging, and suggested he remove the Bank from Washington to a 
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capital that fitted his worldview, like Paris.@ On the day of that broad- 

side, Wolfensohn got a call from John Taylor, the international point 

man at the Bush Treasury. Taylor demanded that the Bank pledge bil- 

lions in loans to support Iraq's budget, undoing the deal reached at the 

spring meetings four months earlier; when Wolfensohn demurred, Tay- 

lor grew angry. Pressure from Congress to raise money for reconsuuc- 

tion from sources other than the US. taxpayer was driving the Treasury 

to change its position, and Wolfensohn suspected that Taylor had con- 

spired with the Jol~rnni to soften his defenses?' 

This time Wolfensohn was saved not by John Snow's tact but by 

Traqi tragedy Two weeks after Taylor's call, a glealning new cement 

mixer drove up to the Canal Hotel. which housed the UN operation as 

well as the World Rank's; it was packed full of explosives. The ensuing 

blast destroyed the three-story building and killed seventeen people, 

including the UN chief Sergio Vieira de A~Iello, my Council on Foreign 

Relations colleague Arthur Helton, and a member of the World Bank 

delegati~n."~ The Bank, like the United Nations, withdrew its staff after 

the attack, and the escalation of bombings over the next weeks deterred 

both organizations from returning. The U.S. Treasury carried on press- 

ing the Bank to pledge money even so, but it ultimately settled for a 

commitment that was partly symbolic. In order to persuade Congress to 

come up with reconstruction funds, the Bush team wanted the Bank to 

announce an impressive-sounding headline number for its Iraq lending. 

But it was content to let the lending be mainly in the far future, mean- 

ing that nobody could know whether it would ever happen. 

In  the end, the Bush administration also got the Bosnia-type needs 

assessment that it wanted. The Bank's staff put a document together, 

even though the work was conducted mostly from outside Iraq, and the 

assessment was used to drum up pledges of financial aid at a donor con- 

ference in October. But the World Bank's potential as an arm of West- 

ern policy had not been fully realized: whereas it had funneled money 

into Bosnia within three months ofthe Dayton accords, and had done 
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its early work there while the Serb part of Sarajevo was going up in 

flames, World Bank money had yet to reach Iraq a year after the fall of 

Baghdad. Development banks were to the new world order what secu- 

rity organizations were to the old, Lawrence Summers had remarked in 

the wake of the Bank's early work in Bosnia. But the Bush adminisua- 

tion, even after the departure of Paul O'Neill, did not see things that 

way. It had gone into Iraq without many of America's traditional allies, 

and it had paid the price. T-Iobbled by the divisions on its board, the 

Bank has been slow to assist the reconstruction. 

Meanwhile, inside the Bank, a new consensus was gelling. As he 

dodged the bullets from his major shareholders, Wolfensohn did not 

lose sight of the pressure from his borrowers. O n  April 22,2003, in the 

wake of the Bank's spring meetings, he sent out an e-mail to dl staff, 

finally addressing his need for a strong deputy by putting Shengman 

Zhang in charge of all the Bank's lending operations. The same e-mail 

confessed to a "need to sharpen our focus. . . . Infrastructure is a major 

example," and it announced the creation of a new vice presidency dedi- 

cated solely to infrastructure. In July, this department responded to the 

Indian and Chinese pressure by presenting the board with a brand-new 

Infrastructure Action Plan. Wolfensohn expanded the budget to sup- 

port the development of infrastructure pro-iects by $8 million, and Pra- 

ful Patel, the champion of the high-risk, high-reward approach, was 

promoted to vice president for South Asia. 

At  the annual meetings in the fall of 2003, the Bank's governing 

Development Committee endorsed this march back to the Bank's ori- 

gins in the 1950s~ when the bread and butter of its business was roads 

and darns and other things involving tons of concrete. In many corners 

of the Bank, the cal l  for "high-risk, high-reward projects" became the 

new mantra. The Bank must reengage with infrastructure, the mantra 

maintained; it must not allow itself to be deterred by NGO critics. And 

whenever that mantra was heard, you could bet that one model project 

would be cited in support.The model, of course, was Chad's oil pipeline. 
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I N o CTO ER z o 3. soon after the B,mk's annual meetings, I took 

a trip to Chad. My Air France jet touched down late on a h/londay 

evening. There was just one other plane in the airport, and I walked 

across the tarmac into a scruffy low-slung building. Up in front there 

stood a wide table inviting Exxon staff to show their passports, but for 

everybody else the route to the passport officers lay through a crazy 

scrum of passengers, all heaving and shoving and mixing with the gray 

shadows cast by a low-watt neon light. I squeezed my way in, and a 

small man in a white robe confronted me. 

'Your health form?" he demanded. 

"What health form?" 

"Give me that," he answered, grabbing my passport. "You pay two 

thousand." 

I experimented with charm, aggression, and all the usual tricks of 

hapless travelers confronted with bald cons. It occurred to me that this 

might be a sign of the Bank's prospects in the country, and I protested 

loudly that Chad's representatives in Washington had said nothing about 

health forms. Then a U.S. embassy official happened to come by. We 

made eye contact, just long enough for my adversary to worry that I 
knew somebody important, and I snatched back my passport and bolted. 

I had lived as a foreign correspondent in Zimbabwe and had traveled 

around Africa: I'd bribed my way onto planes in Nigeria and visited 

hlozambique's war-encircled capital and been deported from Sudan. 

But Chad still managed to shock me: the fact that big provincial towns 

had no electricity, that T could scour a commercial street for h i t  stalls 

and find that no fruit was available, that I could see the road through a 

gaping hole in the floor of one of N'djamena's cabs. The sheer remote- 

ness of the country was impressive. I spent part of the trip with journal- 

ists who had come in from Nairobi and Johannesburg. To get from 

Africa to Africa, they had been obliged to fly through France. 
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Three years had passed since the Bank's board had approved the oil 

project, and the pipeline was already done. There were modest signs of 

progress in the capital, albeit the son that mainly affect visitors. An 
international hotel had recently been renovated, more foreigners were 

passing through, and there was a boom in the security-guard business. 

Strange electronic tunes chimed from the pockets of eminent people, 

signaling that cell phones were starting to make up for the near absence 

of fixed telephone lines; the cars in Ndjamena may have been rickety, 

but at least there were cars, and Exxon's boss in Chad was proud to 

report that he had even spotted traffic jams. But none of this was going 

to be much help to ordinary Chadians. At the height of the construc- 

tion, the pipeline had generated jobs for fewer than five thousand locals; 

now that the construction was completed, most of the new employment 

was gone. So it is with oil p r o j e c t ~ b i g  revenues, few jobs. 

If the signs of progress were tentative, what of the project's down- 

side? Throughout the pipeline's construction, the NGOs had main- 

tained their critical chorus, but most of their objections looked empty. 

Exxon's new molasses-capped road, they said, was insufferably dust): 

Actually, it was less dus? than a government road I also traveled on. 

Exxon was burning gas flares, creating air pollution. Well, there was one 

flare, and it was temporary, and Chadians seemed proud of it. The flare 

was a symbol of their new status as an oil state, and it was displayed 

prominently in the propaganda posters produced to celebrate the 

pipeline's completion. The pipeline construction, said the NGOs, had 

disturbed the people of the Cameroonian rain forest. But according to a 

Cameroon-based BBC journalist I talked to, the forest dwellers were 

pleased with the construction because it had brought new roads and 

bridges. Indeed, the one big disturbance had occurred when Exxon 

explained that, to complywith its environniental promises, it would dis- 

mantle some bridges once construction finished. The villagers threat- 

ened violent resistance. Like most people everywhere, they like access 

to transport. 
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Like the northern NGOs, the northern press coverage had tended to 

be critical. It  was easy to see why. I made the rounds of various govern- 

ment officials and ministers, and they were mostly off-putting; the 

prize went to the prime minister, who convened a press conference at 

his residence and batted away questions arrogantly while a panoply of 

flunkies looked on obsequiously. In contrast, the Chadian nongovern- 

mental groups were impressive and open, and they tended to oppose the 

pipeline. They were mostly southerners, and they disliked the idea of oil 

revenues in the hands of a northerner. Visiting the oil field, the negative 

press coverage grew even easier to understand. Exxon's pristine porta- 

cabins .and oil derricks, deposited as if by magic carpet, cast the grim 

poverw just beyond the fortified perimeter in sharp relief. 

One afternoon I went to Kotne Atan, a village that had sprung up 

just outside the oil base. It was a standard stop for journalists looking 

for a graphic contrast: on one side of the l igh wire fence, a strange slice 

of Texas; on the other side, Afiica. [come Atan felt like a wild boom- 

town. Some people were drunk; some were aggressive; and my colleague 

Amelia Branczik got talking to some made-up women who probably 

tvcre prostitutes. And yet you had to ask yourself: Had oil made people's 

lives here worse, as the NGOs m d  press coverage often insisted? Kome 

Atan looked more affluent than other villages in the region. People were 

dressed better, and thc stalls sold a wider choice of products, and the tai- 

lor at the Atelier Couture Non-Violence was doing a brisk trade. 

I chatted with a tall man loungi~lg on a chair in the tailor's thatched 

cottage. 

Did he resent the wealth behind the tall perimeter? 

No, he responded. His people had been poor anyway before the oil- 

men came. 

Did Exxon cause his community problems? 

No again, came back the answer. The company had provided the 

village wirh water wells, and i t  was nice that the security floodlights 

allowed villagers to see their way around at night. 
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Above my companion's head, the thatched roof of the tailor's work- 

shop had been lined with thick plastic discarded from the oil base. 

Disused Exxon packing cases had provided the tailor with the raw 

materials to make his furniture. Why did the workshop's name refer to 

non-violence? Well, the tailor said, looking up fiom behind his sewing 

machine, customers could be impatient sometimes, what with all the 

orders coming in these days. He  didn't want fights breaking out when 

they discovered that there'd be a wait for their new clothes. 

That evening I rejoined the press group I was traveling with and had 

dinner with some local N G O S . ~ ~  The NGOs rolled out a string of 

grievances. They complained that the compensation price for mango 

trees had taken lengthy wrangling, even though a deal had eventually 

been agreed on before the trees had been cut down; they worried that 

villagers had wasted their compensation money, even though Exxon 

had offered in-kind compensation to those who wanted it. But ques- 

tions of compensation or environmental d.arnage were not their main 

message. Their chief concern was that oil money would flow into the 

hands of a northern government that had long mistreated southerners. 

Did the foreign journ.alists really suppose that northerners would help 

the people of the oil region? 

This was indeed a reasonable question. I had a long conversation 

with Mahamat h'lustapha, the head of the new institution for oversee- 

ing oil revenues that had been set up with the World Bank's help. He 

was certainly impressive: he had studied in France and the United 

States, and had worked at the INZF in Washington before returning 

home to Chad. He  was clever and forthright and insisted that the pres- 

ident would back him. I t  was in Chad's interests to see that the oil 

money was spent right, and the president himself had said as much; 

besides, the whole international community was watching. The World 

Bank was in touch with Mustapha all the time, giving him whatever 

help he requested; he had seen Shengman Zhang in Washington not 

long ago, and Zhsang had el-en come all the way to Chad to express his 
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support for his revenue-monitoring mission. With that kind of back- 

ing, surely his new institution stood a good chance of succeeding? But 

then again, who knew really': The World Bank had embarked on a 

grand experiment in central Africa, a test case for its high-risk, high- 

reward mantra, and an attempt to operate in a new way, building insti- 

tutions rather than proclaiming conditions that were ignored too easily. 

And yet the outcorne of this experiment would not be determined by 

the Bank, or anyone it had control over. I t  would depend on the polit- 

ical culture of this slice of central Africa, and particularly on a tall, slim 

warrior called Idriss Deby. 

On  October 10, 2003, the warrior appeared at a ceremony to cele- 

brate the completion of the pipeline. It was held inside Emon's oil base, 

in a huge hangar equipped with powerful amplifiers and a big overhead 

screen. Some six hundred people sat on plastic chairs, a sea of military 

hats and h/luslim skullcaps and brightly colored headscarves. The heads 

of Africa's oil states had been invited along, and a Ghanaian journalist 

summed up each of them: "Former soldier, instigator of civil war, killer, 

dictator." A warm-up speaker declared that Deby "provides rays of sun 

to light the way ahead for all the sons of Chad,'' and executives from 

Exxon and its consortium partners followed on in similar fashion; Pres- 

ident Deby had "graciouslj- consented to honor us with his presence 

here,'' according to the bootlicker from the hlalaysian firm, Petronas. 

The heat i11 the hangar was throbbing, and the guests in the audience 

were sweating and fanning themselves, and after an uncomfortably long 

time the gracious Idriss Deby took 1Gs turn at the podium. He spoke 

pompously and emptily, and then he led his fellow statesmen outside, 

ivhere a marching band struck up a tune and Deby accepted a ceremo- 

nial spanner. With some fumbling, the spanner was applied to a cere- 

monial valve on a ceremonial glass section of the pipeline; the president 

applied a presidential twist, and oil gushed into the glass pipe. The 

audience watching on a video hookup inside the hangar applauded 

dutifully. 
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Was this a triumph, or was this a disaster? The World Bank officials 

looking on honestly weren't sure.+They had shepherded the pipeline to 

its completion point, and defied the NGO predictions about its terrible 

social and environmental consequences. They had weighed the dangers 

that the oil money would be misspent. They had admitted openly that it 

might be, and they had rightly decided that if the Bank always shunned 

risks of this kind there would be no point in having it. Yet it was not 

enough in this game to be three-quuters successful. If the oil revenues 

were stolen and Chad's poverty persisted, the safe installation of a high- 

risk pipeline would count for nothing. And if the project went wrong, 

the world was sure to know about it. The critics were always out there, 

watching and waiting for the time when they could assail the Bank all 
over again. 

NOW it was time for lunch, though. The World Bankers followed 

their fellow guests out of the hangar and into the pounding heat of 

Africa. Then they boarded a yellow school bus that Exxon had trucked 

in for their convenience, all the way firom Texas. 
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A L1lON AT CARNIEGIE 

o N DECEMBER 1 , zoo 3, at sjx-thirty in rhe evening, vehicles on 

West Fifty-seventh Street in Manhattan faced more obstacles than 

usual. Outside the grand edifice of Carnegie Hall, the police had put up 

barriers that cut off one lane of the road; cabs and limousines were stop- 

ping in the middle of the traffic flow to disgorge distinguished passen- 

gers. The passengers proceeded in their tuxedos and furs up the steps 

of the Carnegie entrance, past paramilitary policemen holding stubby 

automatic guns, past the footmen in red livery who awaited them in- 

side, and into a room filled with conversation and champagne and a 

busybody photographer. There, in that reception room, stood figures 

from Jim Wolfensohn's full life: Paul Volcker and Alan Greenspan, who 

between them had run the Fed for the past nventy-four years; Barbara 

Walters and Peter Jennings; Queen Beatrk of I-Iolland and Queen 

Noor of Jordan. There, too, was Vernon Jordan, the old friend of BilI 
Clinton who had helped Wolfensohn get the World Bank job. Sandy 

Berger and Strobe Talbott, Clinton's national security adviser and 

deputy secretary of state, were exchanging views about Tailvan; Joe 

Stiglitz the Nobel laureate was holding court; A1 Gore smiled a politi- 

cian's smile; then Talbott was introduced to a small man with large 

guards, who turned out to be the president of the Icirgiz Republic. 
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Half an hour later, the guests filed out of the reception room and 

into the Isaac Stern concert hall. There was a murmuring and a whis- 

pering as the proqams were opened: What  would Wolfensohn play? 

How long would he go on for? The first piece was a Mozart quartet, 

and ifyou looked carefully at the lineup you noticed something strange: 

three pianists, all famous, would take turns at the piano, so that Wol- 

fensohn would get a chance to play with all of them. The guests waited 

and whispered. One lady was asking how a World Bank president 

had time to practice the cello, and a man next to her was wondering 

how late dinner would be served, .and up .md down the auditorium 

there was a mute conspiracy of understanding. This extraordinary 

birthday party was at once so human and so monstrous. After seventy 

years of life and seven hundred achievements, Jim Wolfensohn still 

wanted to get up on the stage, to show off to five hundred friends, to lay 

himself open. There was something adorably brave in this, and some- 

thing preposterously vain at the same time. Yort gotta lave Jim Wolfen- 

sohn, the guests seemed to be laughing. So absztrdly exhibitionist. So 

human5 in need of ndztlution. 

Wolfensohn walked onto the stage and sat down with his cello. His 

unruly mane of hair had been tamed for the evening, and the creases on 

his heavy face were thrown into relief by the stage lights; he looked his 

full seventy years, but splendidly. When the first nlovement was fin- 
ished, he smiled for the first time and wiped his bow hand on a hand- 

kerchief. The first pianist was replaced by a second one, m d  the quartet 

began to play again; and after three-quarters of an hour, the I\/lozart was 

finished sand Wolfensohn stood up wit11 a ~nicrophone. 

"We'd like to welcome you to this rather exotic and egocentric birth- 

day party," he declared, and you could almost feel the current of relief 

running through the audience. The slight squirming sensation-the 

queasy feeling that this whole evening was an egomaniac's folly- 

seemed to evaporate at Wolfensohn's remark, leaving only admiration 

and affection. So what if Jim Wolfensohn was egocentric? I l e  admitted 
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it quite openly! I t  lvas as though the guests had been given permission 

to acknowledge their friend's vanit), and enjoy the evening anyway. And 

so they settled into their scats and drank in the music: the performances 

by Yo-Yo Ma, Pinchas Zukerman, and a special Peace Orchestra with 

members from ten countries. I t  was glittering and soothing all at the 

same time. Yougottn love Jim Woye?lsohn! 

When the music was over, the stage was arranged with dinner tables, 

and the guests took their places. There was some eating and some 

schmoozing, and a soprano sang "Happy Birthday," and there were 

mini-cakes garnished with chocolate cellos, and Wolfensohn's son, 

Adam, called upon the most distinguished friends of Jim to say a few 

words. Vernon Jordan spoke, and Senator Edward Kennedy spoke, and 

UN Secretary General Kofi Annan spoke, and New York's mayor, 

lLlichael Bloomberg, spoke, and so did Queen Beatrix. But the best 

speech of the evening came from VCTolfensohn's daughter Swa. 

Not many people, Sara said, have a father who calls up and an- 

nounces he's just met three presidents, two chiefs of staff, and a finance 

minister; and then sounds annoyingly surprised that you are not doing 

much yourself because it's eight-thirty in the morning. But then not 

many people have a father who calls in a wave of excitement to announce 

the selling of his firm, calling it a glorious chance to expand the family's 

philanthropy. Wolfensohn, said his daughter, never forgets where he 

conles from. The memory of little Jimmy, growing up in a modest 

apartment in Australia, has stayed with him always; and despite seventy 

years and seven hundred achievements, he remains surprised by what 

he has and is instinctively charitable. 

PEOPLE ASK BI G R A P H  ERS  whether they like their subject, and my 

answer is two-sided. A friend who read parts of my manuscript said 

he couldn't figure out which character was dominant: the noble Wol- 
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fensohn or the manic one? Ben Kingsley or Danny DeVito? Well, 

Wolfensohn is both, as his daughter suggested; yet there is something 

delightfd in a person who is so transparently honest about wmting to 

know everyone, outshine everyone, and be the best at everything, who is 

constantly reaching higher and frequently falling, only to leap up again. 

It is as though Jim Wolfensohn were born with a triple dose of all the 

contradictory energies that animate our lopsided progress: avarice and 

generosity, egocentricity and compassion, curiosity and insecurity, and 

most of all a roaring restless hunger to do all the things that man can 

do, and to succeed at all of them. 

Is James Wolfensohn a good World Bank president? That is the 

more important and difficult question. He  came to office with three con- 

nected goals: to sharpen the Bank's management, to escape from the dead 

end represented by structural adjustment, and to rebuiid the Balk's re- 

lations with three key stakeholders-shareholders, NGOs, and borrow- 

ers. To judge Wolfensohn's presidency, one has to judge him against 

each of those goals in turn, and then to ask whether those goals were 

the right ones. 

The managerial goal is the one that Wolfensohn scores worst on- 

not so much because of the ultimate result, but because of the costs 

of getting there. The Bank when he arrived was in need of a shake-up, 

but its troubles did not justify the hand-grenade treatment he adminis- 

tered. Wolfensohn formed an exaggerated view of the challenge partly 

because the demon inside him was blind to the accomplishments of 

those who came before, and partly because in the mid-to-late 1990s ,all 

public-sector institutions suffered from comparison with supposed 

private-sector excellence. To an extent that is clear perhaps only in hind- 

sight, the stock market bubble of the times created a reputational bub- 

ble for corporate America as well, and Wolfensohn fell prey to it. He 

was right to look to the private sector for management ideas, but wrong 

to suppose that he could ever match the inflated managerial reputations 
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of hot private-sector CEOs, many of whom were turfed out in disgrace 

when the bubble burst a few years 1;atcr. 

The truth is that the Bank will never match the managerial prowess 

of private firms, even postbubble deflated ones. The World Bank's man- 

agement is not at liberty to fire people; it has to put up with a resident 

board that breathes down its neck xt biweekly meetings; it has a com- 

plex set of stakeholders, ranging from shareholders to borrowers to 

advocacy NGOs, who muddle the Rank with contradictory objectives. 

To an extent that Wolfensohn did not appreciate at first, even hand- 

grenade reformism is not enough to blow away these shortcomings. 

They are imprinted on the Bank's DNA, and nothing can erase them. 

Consider, for example, the Bank's clannish nature, which Wolfensohn 

sought to change by imposing meritocratic personnel practices irn- 

ported from the private sector. If you are a Pakistani or Nigerian water 

specialist with twenty years' experience at the Bank, losing your job 

means losing both your income and your U.S. visa, and uprooting your 

baseball-playing kids from the culture they grew up in. The DNA of 

the Bank is therefore fixed: people are desperate to protect their jobs, 

and clan structures chat afford some measure of security will spring up 

almost inevitably.' Wolfensohn's ~neritocratic personnel system may 

have weakened the clans a bit, but it could not blow them clean away. A 
survey of the Bank in 2003 found that only 51 percent of the staff 

believed that promotions were made on an objective bask2 

Given the limits to what the management shake-up could achieve, 

Wolfensohn was wrong to burn up so much time and energy on it. He 

came to the Bank never having run a large outfit, and he was in awe of 

those who had; he convened buddy groups of CEOs to tell him what to 

do, and like many novices he tried too hard, forfeiting goodwill in the 

process. Wolfensoh~l's battle over the Strategic Compact-his bid for a 

temporary budget expansion of a quarter of a billion dollars--alienated 

the Bank's board for several years; the subsequent implementation of 

the compact caused a near revolution among staff, which bubbled up at 



the start of 2001, just as the Bush administration arrived in office. This 

friction would have been easier to justify if Wolfensohn's management 

reforms had been lifting the Bank to a whole new level. But, despite 

Wolfensohn's inspirational speeches, the expectation of a quantum leap 

was n.,iive in retrospect. 

This is not to say that the management reforms achieved nothing. 

The two clear benefits were the decentralization of country directors 

and their st& and the related upgrading of the Bank's technology. I t  

would have been harder to push decision makers out into the field if 

they had not been newly linked to the head office via computers and 

video-conferencing facilities. As of 2003, p percent of country directors 

were based outside Washington, up from nothing eight years earlier; for 

reasons to which I will return, this is an important development. More- 

over, by zoo3 Wolfensohds early grenade throwing was long past, as 

was the extravagance of the Strategic Compact. The Bank's budget had 

fallen to a level lower than it had been at the time of Wolfensohn's 

arrival, in idation-adjusted terms;3 and two-thirds of the staff felt 

good about their jobs, up from a mere two-mhs in the early hand- 

grenade e ra .Wi th  the belated appointment of a single deputy, Wolfen- 

sohn had found his footing in the end. His failure lay in the disruption 

that he caused along the way, not all of which was necessary. 

WHAT OF WOLFENSOHN'S ATTEMPT to break away from structural 

adjustment? From his first months on the job, when he absorbed the 

criticisms of the Fifty Years Is Enough campaign and made his early 

trip to Africa, Wolfensohn understood this challenge right: the rnacro- 

economic prescriptions of structural adjustment were correct; but they 

were also too narrow, and they were politically toxic. The way forward 

lay in ramping up the rhetorical focus on poverty, in broadening the 

Bank's agenda beyond macroeconomic policy to challenges such as 

corruption, and in retreatiilg from some especially unpopular stances, 
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such as the refusal to countenance debt relief. All these changes im- 

proved the Bank's image, a pressing task in the wake of the NIadrid 

annual meetings. But they were correct substantively, too. Wolfensohn 

was right to see that the macroeconomic prescriptions of structural ad- 

justment were not enough to deliver growth; he was right to put cor- 

ruption on the Bank's agenda; and he was right to tackle debt relief. By 

the mid-~ggos, the refusal to countenance debt relief had locked the 

Bank into defensive lending of the sort Wolfensohn confronted in Cote 

dlIvoire, and debt payments to the Bank constituted an impossible drag 

on countries like Uganda. 

On  corruption and debt relief especially, Wolfensohn's instincts were 

ahead of his peers'. Since the early ~ggos, the Bank had produced 

research papers on "governance," but it had never confronted corruption 

in a direct, high-profile way; indeed, the Bank's chief counsel insisted 

fiercely that denouncing corruption would violate the Bank's apolitical 

charter. Since the early ~ggos, equally, the Bank had been coming under 

pressure to relieve debt. But before Wolfensohn's arrival, the Bank's 

staff was wedded to the traditional argument that multilateral debt re- 

liefwas wrong; moreover, the Bank's shareholders and the International 

Monetary Fund opposed debt relief firmly. On  both corruption and 

debt relief, Wolfensohn took on fights that his predecessor had ducked. 

The result was that the Bank reformed its policies faster than it would 

have done without him. 

Thanks to Wolfemohn's early leadership, therefore, the Bank largely 

succeeded in moving beyond structural adjustment by stressing poverty, 

embracing debt relief, and speaking out against corruption. The ques- 

tion, however, is what to make of Wolfensohn's second phase: the 

period from 1999 when he and the wider development community went 

beyond a tweaking of structural adjustment and offered a replacement. 

The new vision of development did not repudiate the orthodox eco- 

nomics of the old approach. But it did replace donor conditionalitywith 

the idea of "country ownership"; and it called upon aid recipients to 
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draw up comprehensive development programs ranging far beyond the 

macroeconomic framework, and to do so through a participatory pro- 

cess involving NGOs as well as government. In Wolfensohn's mind, the 

new vision was the one laid out in the Comprehensive Development 

Framework; in the mind of the Bank's staff and shareholders, it was 

encapsulated in the Poverty Reduction Strategy Papers that were re- 

quired of poor countries from the time of the 1999 annual meetings. 

Both replacements were essentially the same: in this case Wolfensohn 

was not championing anything that the Bank would not have done 

without him. 

Was the new approach a good idea? Perhaps its most criticized 

aspect is the call for comprehensiveness. Even if development is multi- 

faceted, it's impossible to fight on all fronts at once, or so the critics 

charge; remember the lesson from hlao Tse Tung, as retold by Uganda's 

president, I~luseveni.~ The attack on comprehensiveness achieved great 

currency in 2001, when the multiplication of mandates was listed 

among the causes of the Bank's management malaise, and when "mis- 

sion creep" was attacked in Jessica Einhorn's Foreign Afiirs article. But 

the problem with the argument for selectivity is that, at least when 

you're talking in grand global terms, nobody knows what to select. 

There is no robust body of economic research showing that particular 

development interventions--darn building or malaria fighting or civil- 

senice reform-consistently relieve more poverty than other ones. It is 
hard enough to measure poverty and economists vary widely on its 

e ~ t e n t . ~  I t  is even harder, and probably in~possible, to measure the rela- 

tive impact of dozens of interrelated strategies to relieve poverty across 

scores of countries. 

The impossibility of showing which interventions trump the rest is 

easily forgotten, because development advocates generate a steady 

stream of claims to the contrary: The key to kick-starting development 

is said to lie in microfinance, or population control, or greater rights for 

women, or various other worthwhile challenges. Perhaps the most 
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impressive recent claim of this genre comes from Hernando de Soto, a 

Peruvian economist, who points out that the poor often lack legal title 

to their land. Change that, de Soto says, and you give them collateral, 

and therefore a chance to borrow money and start small businesses.' 

But although de Soto's insight is important, land tenure is not a silver 

bullet. If the poor gain land title but women remain downtrodden, for 

example, half of all adults will not actually gain access to capital, and 

population pressure will not abate either. 

There are similar problems with another kind of selectivity proposal. 

In a Foreign A'airs article published in 1997, Steven Radelet and Jeffrey 

Sachs of the Harvard Institute for International Developnient agreed 

that a lot of things have to go right simultaneously for development to 

take off; but they suggested it might be a mistake to try to achieve this 

on a national level. Rather than address that impossibly vast challenge, 

Radelet and Sachs argued, it would be better to follow Asia's strategy of 

creating enclaves of efficiency. Most of the East Asian Tigers created 

export-processing zones in which corruption and red tape were elirni- 

nated, security was reliable, and electricity and transport links were 

excellent. These enclaves attracted investment, and prosperity radiated 

gradually outward. China, for example, set up several special economic 

zones along its coastline, starting in 1980. Within a few years, one of the 

world's greatest export booms created millions of new jobs, despite the 

fact that China's national institutions were frequently rotten with cor- 

ruption.8 Yet the enclave argument, for all its persuasiveness, raises its 

own set of questions. What good are export zones if corrupt national 

institutions lay you open to financial meltdown? And if national insti- 

tutions are corrupt, won't national politicians be tempted to extract 

bribes Gom supposedly uncorrupt enclaves? Rather like Hernando de 

Soto's land tenure idea, enclaves might start you down the road toward 

development. But in the end you can't duck the question of national 

governance, however daunting it might be. 



A  L I O N  AT C A R N E G I E  3 E 3  

Because neither the kick-start theories nor the enclave arguments 

are fully convincing, Wolfensohn was right that the Bank should be 

comprehensive. H e  was wrong in other ways, however. H e  introduced 

his development framework clumsily, claiming too much originality 

and alienating the Bank's board. He insisted that a comprehensive 

vision of development had to include some subjects that in truth were 

marginal, such as cultural heritage, and some subjects that were bitterly 

divisivc on the board, such as religion. hflost important, however, Wol- 

fensohn's grand global development strategy tinted his perception of 

humbler national plans, blinding him to the fact that a t  th2 rzntio~zal 

level selectivity is crucial. Even if you can't get all the way to prosperity 

without a comprehensive approach, and even if you can't generalize 

globally about which type of development effort works best, countries 

have to make choices. Particularly in poor places where trained admin- 

istrators are scarce, comprehensirreness can be disastrous. 

Wolfensohn will not concede this. In one of our discussions, he 

assured me that successful developing countries do eveq~hing at once, 

and challenged me to name one intervention-education? health? elec- 

tricity? roads?-that I would be happy to call ~ n i m ~ o r t a n t . ~  But if 

you're thinking about a country, rather than the whole world, you can 

choose priorities. If literacy is already widespread and most people have 

electricity, you let the schools and the power sector coast along while 

you try to fix the roads; if' AIDS is destroying the country, you drop 

other distractions and focus on containing it. The point here is that 

development investments, like most investments, have diminishing 

marginal returns: if' you build a new power plant in a country that is so 

starved of electricity that even vital factories can't get what they need, 

then you'll get a huge payoff; if you build the same power plant in a 

country where emergency needs are already covered, the payoff will be 

less impressive. The right developlnent strategy depends on what a 

country has already. 
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Because of this law of dinlinishing returns, it makes eminent sense 

for cortntries to ask themselves what their development priorities are, 

even if global generalizations on this subject are nonsense. Yet poor 

countries with scarce manpower co~lstantly fail to absorb this point: they 

do not set priorities. Instead, they launch into banking reform or some 

other difficult venture because a donor has offered to fund it, and the 

result is that they dissipate the energy that should have been directed at 

a first-order challenge. Moreover, World Bank project teams sometimes 

encourage this error. After five years as the Bank's head of economic 

research, spanning 1997 to 2002, Paul Collier of Oxford singled out this 

failure to prioritize in weak countries as one the Bank's chief problems.10 

The irony is that the Bank is perfectly suited to helping poor countries 

set priorities. As a fi-iendly multidisciplinary brain trust, it understands 

most of the development options that confront national planners; its 

chief role should be to advise on which will be most fruithl. Up to a 

point, this is what the Bank's country directors already do, and moving 

them out into the field has encouraged them to see the trade-offs that 

face borrowers. But the country directors remain less effective than they 

ought to be, because they are locked in a struggle with the Bank's tech- 

nical specialists-the education people, the environmental people, and 

so on. The managers of each specialist unit want to foist their own par- 

ticular type of project on as many countries as possible; in the view of 

many country directors, they are Little more than trade-union leaders, 

bent on ensuring a steady flow of work for their departments. One 

of the jobs of a World Bank president is to restrain the technical de- 

partments from pressing this supply-driven lending. But because he 

believes in comprehensiveness, Wolfensohn has played this role reluc- 

tantly. He  has boosted the technical departments' budgets in some 

cases, increasing their ability to push projects on clients. He has sub- 

scribed to the h,Iillenniurn Development Goal outlook, which imagines 

that all countries should aspire to Ineet al l  seven millennium targets- 

and never mind about their priorities. 
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In sum, the comprehensive development vision was right for the 

Bank as a whole, and right as a grand theory of human progress. After 

more than a decade of macroeconomic adjustment, it was time to 

broaden the development agenda. But the comprehensive vision was 

wrong at the level of individual countries, where greater selectivity is 

necessary. 

WHAT O F  T H E  O T H E R  ASPECTS of the post-structural-adjustment 

formula? Its best feature is the shift away from old-style conditionality 

and toward "country ownership."The experience with structural adjust- 

ment taught that conditions simply don't work: Remember Pakistxn, 

which signed twenty-two loan agreements between 1970 and 1997 

promising to cut its budget deficit, then failed to do any cutting at all 
throughout the entire period. The better approach, which the Bank 

rightly adopted under Wolfensohn, is to ask borrowers to select their 

own development targets and say when they'll reach them. If a coun- 

try's targets look scnsiblzifthey reflect important development prior- 

ities, as tested against the law of diminishing returns-then the Bank 

should back them with a loan, reviewing the country's progress against 

its own benchmarks at regular intervals. By shifting from Rank- 

imposed conditions to country-adopted targets, the Bank has a better 

chance that its money will be soundly used, and that poor people will 

benefit. 

Another part of the Bank's post-structural-adjustment formula was 

the shift toward participatory planning of the sort pioneered in 

Uganda. This innovation turned out less well than the shift away from 

conditions. From the time of his first trip to Africa, Wolfensohn 

grasped how the development dialogue needed to be broadened. Part of 

the reason why structural-adjustment programs were seldom imple- 

mented was that they lacked popu1l:u legidmatry. Uganda-style par- 

ticipatory planning is one way of building legitimacy for a national 
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development strategy, just as consulting farmers on rural prqjects boosts 

the chances of the projects' working. But participation is no magic 

elixir. When it first became fi~slionable, consultations and discussions 

were seen as a chance for the Bank and governments and NGOs to 

bury their old arguments. But the truth is that consensus often remains 

as elusive as ever. In Bolivia, Jorge Quiroga's participatory efforts did 

not save his country fiom violent political unrest in the years that 

followed. 

The elusive nature of consensus has been equally visible in Washing- 

ton. By 2002, John Briscoe was telling NGOs bluntly that, although 

they might have participated in forging the Bank's new water strategy, 

their views would not necessarily prevail. NGOs, for their part, were 

denouncing the Bank for inviting discussion but then ignoring their 

opinions. A new version of this argument bubbled up again at the start 

of 2004. The Bank had comnlissioned a review of the extractive indus- 

tries, and the N G O  participants had dominated the proceedings. The 

review recommended that the Bank withdraw from all oil projects. Not 

surprisingly, the Bank rejected this a d v i c ~ i f  rich countries consume 

oil, why shouldn't poor ones aspire to produce it?-triggering a furious 

outcry from NGOs. The Third Way hope was that by consulting every- 

body, hearing everybody, the Bank could escape the discord of the past. 

But this hope, like the hope of a quantum leap in managerial prowess, 

looks mdive in retrospect. 

The truth is that participation can be constructive, but you can't 

expect it to work consistently. Wolfensohn was right to foster discus- 

sion with NGOs, but the Bank should have been more selective in its 

choice of interlocutors-discussions with the screamers fiom the 

Berkeley mafia will not get you anywhere. Equally, participatory devel- 

opment planning may work well in Uganda. But it may be unnecessary 

or unworkable elsewhere. Brazil, for example, is justifiably proud of its 

electoral process. Its government has a democratic mandate, so why 
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should it convene forums of unelected NGOs to hash out its national 

policies? On the other hand, the idea of participation in authoritarian 

Zimbabwe is a nonstarter--and it's not just participation that won't 

work there. The idea of country ownership makes no sense either: 

Imagine the folly of writing condition-free blank checks to the odious 

President Robert Mugabe. 

In some countries, in other words, the Bank's new post-structural- 

adjustment outlook holds out little hope. In the past, the old faith in 

conditions allowed you to believe that undemocratic, corrupt countries 

could be reformed: bribe them with a massive loan, and they will put 

their house in order. But if conditions don't work, you have to accept 

that such countries perhaps can't be helped: aid is better spent on coun- 

tries that \dl use it wisely. The implication is that the Bank needs to 

give aid more selectively. 

Has the Bank absorbed that lesson? Without much Fanfare, it has. 

In the first half of the ~ggos, there was no relationship between the qual- 

ity of a country's institutions-measured by rule of law, democratic 

accountability, and so on--and the amount of IDA lending it received. 

But from 1995 on, countries with better governance got significantly 

more soft loans, whereas those without the capacity to "own" their 

development got significantly less money." Even apparent counter- 

examples suggest that the Bank has learned its lesson. The Bank's loans 

to Chad for its oil pipeline, for example, went ahead despite Chad's 

poor development record. But rather than imposing conditions m d  

praying that they would be met, the Bank helped to create a new Cha- 

dian institution to oversee the oil revenues. Equally, Scott Guggen- 

heim's Kecamatan Development Project in Indonesia was part of this 

pattern. Indonesia had proved too corrupt to merit traditional lending, 

and there was no way that Bank conditions could change that. So 

Guggenheim built new institutions in the countryside that could 

absorb aid usehlly. 
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THE G O O D  PARTS of Wolfensohn's managerial and development 

reforms fit together logically. His chief managerial achievement-the 

decentralization of country directors-is important because it supports 

the chief contribution to the development agenda during his tenure- 

the idea of "country ownership." Thanks to decentralization, the Bank 

is spending less time at head office and nlore time listening to the real 

owners of develop~nent. Rather than handing down idexible condi- 

tions from Washington, the new, decentralized Bank aims to be out 

there with its borrowers, figuring out how it can help. This is a humbler, 

less hectoring vision of the Bank: a Bank, in the end, like Linda 

McGinnis, the feisty country rep in Mali. 
Which brings us to the third goal that Wolfensohn set himself: to 

shore up the Bank's relations with shareholders, NGOs, and borrowers. 

One could discuss each category in turn. On NGOs, as I have argued, 

Wolfensohn did as much as any Bank president could do; yet he found 

that some campaigning anti-Bank outfits do not have an off switch. On  

the shareholders, particularly the biggest one, Wolfensohn got off to a 

good start with Bosnia; he later squandered it by allowing the Stankoist 

Joe Stiglitz to throw rocks at the U.S. Treasury; and still later he was 

faced with Paul O'Neill, a sort of right-wing Stankoist. But the big 

point about the Bank's relations with its stakeholders is the one that 

animates the last part of this booli, and it relates to a goal that Wol- 

fensohn failed to set himself initially. Rather than trying to rebuild 

the Bank's relationship with :dl three categories of stakeholder- 

shareholders, NGOs, and borrowers-Wolfensohn should have been 

more sensitive to the trade-offs among them. And he should have put 

the borrowers' interests a clear first.That was what the promise of man- 

agerial decentralization and country ownership demanded. 

Sixty years after Bretton Woods, the trade-offs between the Bank's 

competing stakeholders constitute the institution's main challenge. The 
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rich countries that dominate the Bank's board, together with the NGOs 

that lobby rich Parliaments so well, want to make the Bank an agent of 

their own values: protect rain forests, preserve Pygmies in their "natu- 

r a l  habitats, send signals to China. The Bank's clients, on the other 

hand, have a different agenda. They want money and advice; they want 

the fast road to modernity. The Bank's fundamental problem is that 

the northerners who set its rules have no reason to exercise restraint, 

since they will never borrow from the Bank themselves; the borrowers, 

to whom the rules do unfortunately apply, have little power to change 

them. To respond to its clients-to fulfill the promise of "country own- 

ership" and its new decentralized structure-the Bank needs to hold the 

northern rule setters at bay. Otherwise its best clients will abandon it, 

and the Bank's financial foundations will be in jeopardy." 

The northerners, to be fair, have a right to be heard. Part of the 

Bank's function is to futher their enlightened policies. The Clinton 

administration was right to make the most of the Bank's help in Bosnia, 

and it's a pity that the Bush team did not learn from that model when it 

was planning Iraq's reconstruction. Equally, NGOs raise legitimate 

issues, and in the 1980s the pressure that the environmental movement 

exerted on the Bank was largely constructive. But since the ~ggos, espe- 

cially, the northerners have overplayed their hand. The shareholders 

have used the triennial IDA replenishment discussions to foist their 

values on the Bank's borrowers. In the IDA round concluded in 2002, 

for example, the donors imposed twenty-three "objectives" on the Bank 

and sixty-two "recommendations"-one of which was "increasing se- 

lectivity."13 The NGOs, for their part, have presumed to tell the Bank 

what its policies on dams or oil investment should be, and their recom- 

mendations have been at odds with poor countries' priorities. Because 

of the combined pressure from northern NGOs and shareholders, the 

Bank's project managers labor under "safeguard" rules covering ten sen- 

sitive issues, from forestry to dam safety, from pest management to "cul- 

tural resources." No other development lender is hamstrung in this way. 
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The Inter-American Developn~ent Bank has safeguards in just four of 

these ten areas. The European Bank for Reconstruction and Devclop- 

ment has rules in just one of them. 

The northern rules, moreover, are enforced in an overbearing way, 

m d  the result is to slow the Bank's efforts to fight poverty. The Inspec- 

tion Panel, which the Tibet activists used to great effect, has sometimes 

lost sight of the fact that the goal of the Bank is to relieve terrible 

suffering-and that expensive delays over technical infringements do 

not further that objective. The Bank's board, similarly, is too intrusive 

and rule bound: no private-sector institution could possibly function 

with such pedantic oversight. The combination of the  Inspection Panel, 

the board, and the fear of NGO assault combine to breed a sluggish 

caution at the Bmlq especially since there's no profit-seeking drive 

pushing in the opposite direction. As a result, the institution is fes- 

tooned with rules that are absurd but difficult to change, because 

changing would require a complex bureaucratic fight, perhaps involving 

board approval. I f a  project manager decides, for example, that a project 

could usefully absorb more money than originally planned, it can take 

nine months to gain approval from on h i g h s o  most project managers 

don't bother. 

Looking back over some of Wolfensohn's battles, they seem like dis- 

tractions from this central issue. The premise of the management 

reforms-that the Bank could deliver faster if only it were managed 

well-missed part of the point. The root cause of the Bank's slowness 

lies outside its doors, with the northerners who insist upon all kinds of 

rules, driving the Bank to tie itself up in its infernal safeguards. Equally, 

the early drive to encourage the Bank's managers to share their knowl- 

edge better missed the point. The lack of knowledge sharing reflected 

externally imposed red tape, which left little time for creativity. Other 

battles of the Wolfensohn era look in retrospect like disguised attempts 

to escape the tyranny of northern rules. The Bolivia experiment, which 

aimed to dilute the oversight of the Bank's board, was one such effort to 
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escape; the Africa region's AIDS initiative, which streamlined the 

board's involvement by asking it to preauthorize programs, was a sec- 

ond one. But for much of Wolfensohn's tenure, the need to push back 

against northern rule setters was not clearly acknowledged. The north- 

erners, after all, had to be charmed into replenishing IDA--and into 

giving Wolfensohn the second five-year term he wanted. 

By late 2002, with the fight over John Briscoe's water strategy, the 

tension between northern stakeholders and borrowers had burst out 

into the open. In that episode, and in the broader push for infrastruc- 

ture lending that followed in 2003, the borrowers won; and meanwhile, 

the Rank launched an effort to s i m p Q  its rules and stem the flight of 

its strong emerging-market clients. Yet the pendulum swung back only 

partway: the new focus on the needs of borrowers rubbed sho~dders 

with thc old efforts to please northerners. Throughout zoo3 and into 

2004, Jim Wolfensohn continued to talk the A~lillennium Developrnen t 

Goal talk. H e  burnished the Bank's image by convening one conference 

on the Roma people (Gypsies) and a second one on "youth" (whatever 

that meant). Thesc grandiose initiatives fit with the vision of the Bank 

as a secretariat for the North's global ambitions. But they distract from 

the more important vision of the Bank, which is that it should focus its 

energies as much as possible on its poor clients. 

To lead the Bank through its next decade, Wolfensohn and his suc- 

cessors must push forward with the si~nplification of the Bank's rules, 

preserving core values like environmental protection and anticorruption 

financial oversight, but discarding the Byzantine excess that contributes 

nothing to those objectives. They must consider reforming the Inspec- 

tion Panel, unless it can demonstrate that the Tibet episode will never 

be repeated. They must push for longer-term donor commitments to 

DA-the existing process of passing the hat every three years puts 

the Bank constantly at risk of shareholder pressure. They must ask sen- 

sitive questions about the board: Do the shareholders need permanent 

representatives who pester and delay the staff? What are the costs and 
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benefits of this suffocating oversight? All these reforms would have the 

effect of freeing the Bank to move faster, take more risks, and deliver for 

the world's poorest people. The Bank's northern paymasters, who in- 

tersperse their oppressive meddling with complaints about the Bank's 

slowness, need to experience a Pogo moment. "We have met the enemy 

and he is us!" said the character in Walt Icelly's comic strip. 

After sixty years of development experiments, it is time for humility 

among donors. The prescriptions of northerners have often failed to 

reverse poverty, and the most startling development successes (commu- 

l ist  China, most notably) have come in countries that have taken 

donors' advice selectively. The factors that drive progress-strong insti- 

tutions, stable societies, the presence of technocrats of Tumusiime's 

ilk-cannot be conjured up by aid donors; despite its portentous name, 

the World Bank is not a proxy for world government. Instead, it is a 

small institution relative to the problems it faces; its lending represents 

a fraction of total investment in its client countries; and its ten- 

thousand-strong staff is dwarfed by the government payrolls of major 

borrowers. Even though the Bank remains the world's premier develop- 

ment institution, and even though it is one of the rich world's best 

instruments for fighting economic chaos, there is a limit to what it 

can do, and its shareholders and NGO critics need to accept that. The 

Bank can play an important role in poor countries, as we have seen in 

Uganda. But it cannot be a magic wand for G7 summiteers, who love to 

gather every year and proclaim development targets. 

Despite his early enthusiasm for Linda McGinnis, and despite I is  

relationship-banker's affinity for clients, Wolfensohn could never quite 

embrace the idea that the Bank needed to be humble. His model and 

inspiration was the messianic Bank of Robert McNamara, and his 

response to challenges of every kind was usually to think bigger. He  

perceived a management problem: he threw a quarter of a billion dollars 

at it. He  confronted the dead end of structural adjustment: he broad- 

ened the development agenda. He faced critical shareholders: he 
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cranked up the ambitious rhetoric. He  was hounded by NGOs: he 

promised them all kinds of partnerships. The World Bank's next presi- 

dent will need above all to have three qualities: managerial experience, 

communications flair, and fluency in the issues of development. But 

Wolfensohn's successor might also gain from considering his record and 

leaning toward the opposite approach. Think humbler. Talk smaller. 

Reduce the expectations of those northern stakeholders. 

Is that politically possible? It be diicult,  for sure. The northern 

stakeholders don't want a humbler institution, just as they don't want to 

pay for an ambitious one. They like calling on the Bank to act on this 

and that; they like denouncing it for failing to deliver. But so long as they 

veer schizophrenically between exhortation and contempt, it will be 

hard for the World Bank to be what it should be--the best source of 

development lending and advice there is for the world's neediest people. 
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