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To : 	 Mr. Arnold J. Radi, Chief(A), USAID March 9, 1979 

From : 	 Robert Ayling, IT/OICD, USDA and Dick Vittitow, 

Consultant to USDA 

Re : 	 Report on Organization Development Training Visit 

PASA AG/BNO 388-1-77 	 ~)' 
PIO/T No. 388-0002-3-80012 
February - March, 1979 

Scope of 	Work: Organization Development Consultation and Tr.i.,'r, 

for Intensive Jute Cultivation Scheme (IJCS); (1) Provide orientatiin 

and consultation to new director, IJCS; (Z) Provide management and 

supervision training to 20Atisistant Directors of Agriculture (ADA") 

14 of whoni art! recent appointrrents; (3) Prc vide training skills in 

methods ana designs for training extension workers in developing 

farmer's absiociations (Jl,'AS). 20 Deputy Assistant Directors of 

Agriculture (DADAo) and 18 Subject Matter Specialists, 20 of 

more are yet to be approved. 

Activities: Pre-Planning February Z3-25. Met several times with 

Mr. Arnold J. Padi to determine and clarify project status, concerns, 

and interests for planning project activities. Met with Mr. M. A. 

Samad, former IJCS Director, to gain his input and support. 

Mr. Samad agreed to inuet with training participants to provide 

overview of 01) programn and goals. Met in several sessions with 

Mr. Alam, acting Training Officer to design objectives and activities 

for participants designated by IJCS. 

Managemient and Adninitr.tion Training: Feb. 26 - March 1. 

ldentificd ti.ajor con(crnis, problems and issues affecting 

20 Ausitltant Directorlo of Agriculture in their work - selected 

priority 	areas for focus of training. Training concentrated on 

decision 	- inaking procclij, supervision and nanagement methods, 

developing effective work teanI, and strategies for implenmnting 

IJCS adn'inist ration and prograin goalti. 

Roles :nd Respontibilitics - ADAS, DADAJ,S MSns March 3. 

Evaluated the roltes and responsibilities of ,0 Deputy Assistant 

Directorsi of Agriculture and 18 Subject Matter Specialists that had been 

dveloped in Novutziher vitsit. Evaluation included identification of 

probleuii uncowitertAd in imiplenenting roleti and itsues which n,,t 

to bo retolved for ov,ircouiing conflicts and confusions. Aldo, 

idontified training neudt of SMSn and DADAs for present vi'-t. 
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Training of Trainers: March 4 - 7. Based on identified needs 
of DADAs and SMSs provided training in methods for coping with 
frustration with self and those supervised which create problemr ;.I 
focusing and directing work. Also, provided training in Jute 
Farmer Association Development - leadership development, 
motivation for attendance of farmers at meetings, how to struc

ture JFAs, and how to involve farmers to marketing process. 

Other Activities: - Met with Mr. Denness of the World Bank 
and Mr. Alarn, to gain approval of 6 month study program and 

Master's Degree in Organizations Development to be completed 
by Mr. Alam in Bangladesh. Program will be financed through 

World Bank finances. 

Met with Mr. ObaiduUah Khan, Secretary of Agriculture, 
to review OD program progress and to set up and conduct orienta

tion program in Organization Development for Senior Managers 
in Ministry. 

At request of Mr. Khan and Mr. Radi, worked with 
Mr. Halim, Director of IJ(,3 and Mr. Alam in the development 
of a continuation of the OD program for IJCS. 

At the request for Mr. Toner, developed evaluation 
criteria that may be used in reviewing the OD program effc :t. 

Met frequently with Mr. Halim, newly appointed Director 
of IJCS to orient to the project, a consult on implementation of 
project, to discuss training needs. 

Developed brief project assessment paper and consulted 
with IJJCS on overseas training plan. 



To Mr. Arnold Radi, 
Officer (Acting) 

Chief Agricultural March 9, 1979 

From Robert Ayling, Deputy Director, International 
Division, OICD, USDA and Dick Vittitow, 
to USDA 

Training 
Consultant 

Re : IJCS OD Program Assessment Under PA
# AG/BNG 388-1-77 

SA Agreement 

One of our commitments in this fifth and final intervention under 

the current PASA agreement is to assess our work to date. In 

conducting this assessment we have met on numerous occasions 

with Mr. Halim, IJCS Director, Z0 ADAs, some individually and 
and 38 DADAs and SMSs, someall in a 5 day training session, 


individually and all in 5 days of training involvement. Additionally,
 

as you know, we met also with the Secretary of Agriculture,
 

Mr. A. Z. M. Obaidullah Khan. Although we have been clear with
 

all in LJCS about the need for assessment, because of the confidences
 

gained, we have not shared this communication with IJCS staff.
 

Therefore, we urge appropriate discretion in its circulation.
 

Conducting this assessment has caused us to clarify the nature
 

of the involvement USAID has had in JCS through the OD project,
 

and, at the same time, has brought into clearer focus the nature
 

of the assessment itself. Through the OD Project, USAID has
 

become a part of the process by which IJCS is endeavoring to 

make the transition from a traditional, and ineffective extension 
farmer- cuntered, problem-focusedorganization to a responsive, 

service organization. This transition has involved IJCS in major 

conceptual and operational changes, reorganizations, staff 

increases and turnover, new institutional relationships, large 

fiscal inputs and inter-agency competitiveness. The transition 

will not be complete for several years. 
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Our view is that USAID's involvement in this transition 
process through the management and supervisory training, 
trainer development and consultation on management, 
organization and implementation provided by the OD project 
has resulted in a significantly stronger, healthier and more 
stable organization than would otherwise have been the case. 
While training of agents, officers and farmers has been done, 
the major part of this work is in the future, as are some of 
the major responsibility shifts. But the successful involvement 
by USAID through this project is such that we feel it should 
continue. 

In making our assessment we have focused on several levels. 

1. TheDirector, Mr. Halim, has been on board only two 
months. Following Mr. Samad, an innovative, charismatic 
leader, who initiated this program as well as IJCS itself, we 
were interested in Mr. Halimls response to the program, his 
understanding of it, and his own commitments to IJCS stated 
goals and objectives. The work to date and any continuation 
would largely be influenced by the attitude and commitments 
of the new Director. 

Assessment: It is clear that Mr. Halim has a different style, 
approach and effect than Mr. Samad. He will have the usual 
difficulties in implanting his own approach on IJCS following 
such dynamics as Mr. Samad possesses. He is in a difficult 
transition, as would be any new Director, to not only under
stand a complex organization like IJCS, but also to act deci
sively within a short-tinxAe frame as IJCS commitments require. 

Obviously in our brief encounters at this time, we are not in 
a position to project what Mr. Halim will or will not do. What 
we can do is describe his behavior with us and with his staff. 

Mr. Halim has attended all of our programis. On the first 
day, after listening to our orientation of the OD program to new 
ADAs, he was remark1be in being able to identify and separate 
out the goals and efforts of the OD program. This was the first 
time he had been apprised of our efforts. 
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At our suggestion, Mr. Halim reviewed in a meeting with the 

ADAs a list of about 20 concerns, problems and issues they 

felt were affecting their management work in the zones. We 

found him receptive to those concerns, differientiating which 
ADAs told us privatelysections he could and could not take. 


that this responsiveness was very meaningful to them.
 

In our meetings with Mr. Halim, and as you witnessed in the 

Khan, he is very persistent about a continuameeting with Mr. 
tion of the project. In his meetings with us, discussions with 

aMr. Khan, and conversations with ADAs he has indicated 

serious commitment to management and training development. 

There has not been an opportunity to observe his follow-up 
however, a very experiencedcapabilities. Mr. Halim is, 

aministrator, highly responsive to support, very eager to 

learn, and, as far as we can see, very interested in acquitting 

h's responsibilities successfully. 

2. We were concerned after our last intervention about Mr.
 

Khn's commitment to this program since he did not respond to
 

oui request for an orientation session. Without the Secretary's
 

per3onal understanding and commitment, IJCS implementation
 

woud be seriously hampered.
 

Assoisment: Since you attended the meeting with Mr. Khan
 

a lot f detail about his response is not required.
 

Throuih that discussion, he demonstrated that he was not only 

familiar with the program, but expressed a strong request that 

manage-nont development must be continued. He requested a 

proposa be adopted by Mr. Halim for submission to USAID. 

He also tgreed to respond to Mr. Toner's request for a program 

evaluatici by setting up a Ministry of Agriculture Task Force. 

Ho urged that evaluation and continuation be done simultaneously. 
Halirn to invite 7-9 Senior persons to anHe requeated Mr. 


orientatioi program as a follow-up to Mr. Tonor's idea.
 

3. 	 In our ast intervention 14 ADAD had been recently appointed 

to IJCS from a number of other agriculturalto IJGS. Ticy came 
agencies an( brought with them opinions and nxet1ods of what the 

real work of IJOS should be. They expressed misgivings about 

management raining for them and akepticism about OD in general. 

Our concern vas that they might maintain real resistance to our 
to managementexplorations ol alternative methods and approaches 


and supervisior.
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were not FureAssessment: On our first day with the ADAs we 
or not. After helpingwhether we would continue the training 

them identify their management concerns and issues, we lift 

them in the training room by themselves to assess and determine 
usif there were some "real" issues they wanted to work with 

them on. We made it clear to them that if they felt there was 

nothing important to work with and conduct training on, then 

we would not conduct a session. After 45 minutes they called 

us back in and layed out the content they wanted to work on. 

By the end of our 4 day session the ADAs had expressed their 

need for such training not only to us, but net separately with 

Mr. Halim to request a continuation. 

4. We met with Mr. Samad to gain his assessment of the 

training. 

Assessment: Mr. Samad e.:pressed his view that the training 

itself had done everything he had hoped for. He felt the 

shortcoming was in his ability to follow up and ensure its 
onimplementation. fie felt that the demands his time for 

development of the World Bank program, the agricultural 

strike, and working position and policy changes through the 

Ministry had taken too much of his energy away from site 

visits to reinforce implementation. 

5. After having done one intensive session with the new DADAs 

on training of trainers we were concerned about implementation 

of the training and the development of their roles. 

Assessment: The DADAs report real conflict with the SMSs 

around their roles. One oroblem is that although they are of 

equal rank with SMSs, the fact that they are "Deputies" gives 

them added status. This ?roblem was discussed with all the 

Di&DAs, SMSs, ADAs and Mr. Halim. They are presently 

reviewing ways this conflict can be resolved. ill DADAs 

report they are actively trying to implement their training 

programs. We do not have any first hand data on how this is 

working but the kinds of questions they ask and problems they 

report indicate that efforts are being made along wit, ADAs. 

Di&DAB and other stafi to design and implement programmos for 

JEDs, JEAs and JFAs. 



5
 

Our major focus in this program has been towfold: (1) To6. 
support and strengthen top management in its implementation 

IJCS goals this has meant training and consultation with the 

Director and the ADAs; (Z) Developing a strong training 

component within IJCS to train 2750 JEDs and JEAs. This 
responsible for

training of trainees has been with the ZO DADAs 

the program training. Additionally, we have worked some, 

the work of the subject matter specialistsbut not focused on, 
(SMS) the Jute Extension Officers (JLDs) and the Jute Extension 

These are obviously vital roles in the;Assistants (JEi S). 

organization and successful implementation of IJCS goals will
 

be dependent upon their understanding of their roles and
 

responsibilities.
 

Assessment. In the 4th intervention we worked with eight SMS
 

in doing the training of trainees program. They were chosen for
 

were not on board yet. 14 a found
training because all the DADAs 

like the DADos, to bQ bright and competent in handlingthem, 
training dcqign and practices. They demonstrated real SKILL
 

in being able to use the training methods in designing approaches
 

for doing technical training of JEDs and JEAs. 

were also included for trainingIn the 5th intervention 18 SMSs 


with the DiDis. jilthough they are very receptive and can make
 

real use of the training skills, their participation does create
 

(1) It does tend to confuse the roles
two problems for U CS. 

of DADis and SMSS, D1,Dju are responsible for coordination
 

of all training. By continuing our efforts with the SMSa this
 
(2) Although SMSs 

may dilute Di DA responsibilities and role. 

to try and train 60 trainera
obviously benefit from the training, 

as opposed to just DiUD.s puts an additional strain on the external 
scope to handle. They put a

consulting team that is beyond our 
and Mr. Hlalini to be involved in

lot of pressure on Mr. Alanm 

this last training uffort. Should a cuntinuation be decided upon,
 

clearly differentiate
work with IJCS to morewe will need to 
We recommendroles and responsibilities of DADi~s and SMSs.
the 

should be kept on board with training methods and
that SMSs 
with the job description shouldstrategies, but in accordance 

group as are the DAD.s.not ,.e a primary focus 

traincd 35 JEOs in development and
In our first inturventiun we 


are now DADAs or SMSs.
training skills. Eight ,f those JECs 
In that

We found them receptive tu and valuing of the training. 
JEAs and demonstrated competenceprogram they trained almost 50 

In our second interventionin design and presentation of training. 
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also trained the 35 JEOs in action research techniques, how we 
to assess and gather data that would help them in designing 

strategies for developing Jute Farmers' Associations. Again, 

they demonstrated un-Icrstanding and skills in using these 

new methods. 

posted by the Ministry our focus movedWhen the Do.DAs wer, 
This meann thatto train them to train the JEOs and JEAs. 

have not had direct contact with them since the second we 

inte rvention.
 

in a continuation wouldWe recommend that a pilot program 
to work directly with eclected DivDAs as they workallow us 

serve both to supportThis contact wouldwith JEOs and JE i 's. 
sure the designs and mnitthuds areimplementation and to make 


appropriate.
 

6. 	 Aigai, because of the selected OD program focus, we have
 
This has caused us
 

not worked with the Central Office staff. 


for three major reasons: (1) feedback frcm jDias and
 
ccncern 

limited in theirothers indicates that Central Office staff are 
(2) nuw Seniorplanning and problem-solving capabilities; 


Managers, including a Deputy Directr, a foreign Project Advisor,
 
to the staff.and a foreign Marketing Adviser have been added 


clarify both their
Indications are that little has been done to 
(3) the

roles and responsibilities for themselves and others; 


demands on IJCS, to accomplish stated goals, require that
 

Central Office redirect its refourco toward becoming less of
 

and more a center fir coordination,a center of all directives, 

suppc.rt, and planning.
 

us tc believe there are
Aassesnent: Informal feedback leads 

which if nut dealt witli. immediately, will 
many serious conflicts, 
cause serious problems for IJCS in the futur,. For the moot 

IJCS Central Office utaff is still operating within the structure
part, 

that problems often
of traditional reactio.n to problems which mean 

ILDiS do not experiencereach crises before being responded to. 


as supporting prog rami implementatiun.
Central Office 

Wo conclude that through training, the deveh pinent of clear and 

appropriate roles, and the dovelupmnent of a ,nanagemunt team
 
can
Central Office can demontratt capability 	to pLhn andthat 

support th-. Director as a problemn-rolving unit. Thue alternative 

will have to emere from a careful con
roles and respnuibilitiu 

JCS Central Staff is in reachingsideratio.n av to what the purpose of 


IJCS goals and uffectivly communicating th.t purpose to field
 

program staff. 

http:suppc.rt
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In none of our visits have we worked directly with Jute7. 
Yet in all of our visits we haveFarmers' Associations (JFAs). 

- cancontinually tested both the reality of their development 
- and we have tested the commitment ofit really be done? 

is what we understand to
IJCS to develop JFIA. This, after all, 


be the real focuo of this project - to prepare and support lIJCS
 

in crganizing and developing JFAo.
 

otaff at all levels have insistedAssessment: In every visit, 

that JFAs must and will be organized. On the third visit, in 
their prinary goal fromdeveloping their mission statement, 


to "develop
which all objectives encrge, the ADAs said it was 

Qfuctive farmerf'' a'jciations". Mr. Halim has been strong 

t; staff that this mission must be achieved.in his statements 
listed a remarkably)n the fifth visit the Dj DAs and SMSs 


clear set of objectivo for IJCS of what they want to achieve
 
We do not doubt their seriousnessin the development of JFAs. 


*r commitnents.
 

believe IJCS success in developing effec-As stated before, we 

tie JFAo will largely be dependent on their ability to change
 

an

ittef from a traditional agricultural extensiun s;rvice to 

can itoelf reflect the bas.c processes it wants
orianization that 

IJCS cannot furnish leadershipto treate in JFA organization. 
in itself cannot be effectiveto 33Fis where as an organization it 


and iroblem focused.
 

result of the OD training and consultationSumr-ary: AL a 

we cat say:
 

"here is expressed commitment to and understanding of1. 
the goas and purpoues of the training in management, oupervi

sicn, ',.d training-' f-traincos from the top management of
 

IJCS an, including the Secretary of Agriculturu;
 

Z. Mz lialim ii in an important transition period in LIJCS 

and is wo'king ,,n both understanding IJCS and implementing 

its goaLs; 
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3. Although receptiveness and understanding of alternatives 

managerment and supervision methods is wide speed implemen

tation in day-to-day activities is required. 

fo;cus has been in up-grading the management4. ilthough our 
',DAas, we reccimmend

SKILLS of the iLDMu and training Skills uf 

that in any cuntinuatiGn that Central Office Staff receive special 

JEDs and JiEis be connected withattraction and that SMS, 

training activitico to ineuru imple entation reaches the Jute
 

Forests Associations.
 

5. In order for Ji S tc create problcm-Bolving effectivo 

JFAs, it must an organization iteelf be problem solving and 

affective. 



To : 	 Mr. Arnold Radi, Chief(A), USAID/AGR March 10, 1979 

From : 	 Robert Ayling, Deputy Director, ITD/OICD, USDA 

and Dick Vittitow, Consultant to USDA 

Re : 	 Recomrniendations for the development of an evaluation 

of the CD program - PASA Agreement # AG/13NG 388-1-77 

The request f-)r criteria or approach that zinight be used in 
Cultivationevaluating the 01) prjgram with the Intensive Juto 

is valid. It it important to deterinine what effectiveness this 

supporting IJCS goals and objectives. Itprogram 	hats had in 

is also important to detCrnine other applications if the OD 

programt 	 is effective. 

During this vinit, as you know, we have explored within IJCS 

and with 	Mr Cbaidullah Khan, Secretary of Agriculture, the 

request for an evaluation and they have responded by not only 

being receptive tu an evaluation process, but also by making 

manpower reources available, should that prove helpful. 

Shou'd an evaluttion be conducted, we believe that this 

receptivity uhould overcome one of the major hurdles to 

evaluation, at least in the States, and that is opennell and 

auptort ol evaluation as a procetts. 

Essential to any evaluation will be an availability to the 

evaluators the program reports and detailed interviews with 

you and Mr. Emory lit ward who has managed this program 

from Its 	 conception. 

From our viewpoint, what must be understood in developing 

approprit.tc evaluation procedure:, and metht;dt, is not only 

the context in which agricultural oi gnnizationj function and 

w(Jrk wit.xi lBangladvoh, but alsio the uniquuntii of lJCS 

itsell, wh.t it itj atte52 ipting to do withi t0o ii.any traditions 

and the m;U#stnive- changet, it ham und rgov u in the pant two yearo 

of our wore. 

For exampitph, IJ ,S has ncarly doubl:d in titafl, it hats mor, than 

doubled it., nfnior anagc.iwnt staff, added two fore ign nt.ior 
and technical ponitiom ,advisors, ado ,d 60 nuw iiiiddle iimam ge,nt 


It han rtiquesitud
and toignificant y added to it outreach workurn. 

http:approprit.tc
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World Bank loan in an amount exceedingand now implementing a 
IJCS has continued to$33 million dollars. In the nidt of thio, 

manage loans and inputs to Jute Farmer s ' Associations while 

also ccmpleting a l, gal procetit, of regititurilg the now more 

than 2, 5 0 6 J. F. iv. . In Octoler, Mr. N. A. San ad, who 

received of IJCh goal, ;d cmiitinitl nt'i aij Director, retired 

to run for parhai,aLnt ail1 1h18 ivtia rCplacud by Mr. A. 11. M. Halirn. 

During thit r .i tit rkabh.c tratitation°, we w, uld like to betliCv 

that the OD progran, hall bul..n tiupportivc and helplul ill not 

but ahiF; in quickly anJ ulicctively trant only tabiliz ng IJC, 


lating itu goals tc iienior ii anagert, partiuularly Ast ititant
 

Directorr; who hca,i livid operation3 in thc now 20 jute zones. 

For cxanplk, ii NuvcnbL. r, 11)77 and January, 1978 we trained 

10 ADAti. I May 19)78 we t'aiikd and ,rivitt'd 8 adlitional ADAs 
10 ADA ti alrcady in place.who we r' new to LI(CS along with the 

by NovuI lmbe r, 1 )78 tilt new ,d)ittj had bectn rI.piacci becaust 

thorne po-litionvi .ore U)-gradc d by the (ovYc u'int. We again
 
tin-,, only ) of
re-urientt'd and train'-i 1I new A)Aj. fly thii 


the original AtDotj ,vHeirut t rained were still in thu-ir puitiuns.
 

tht new itDit we rt abl.. to identify andThrough our training, 
clarify IJCS goals and , l,je.vktivu, al; well as practific ranagu -


Ilent and Uiiperviiion otthodt,, which without the 01) prugram
 

would riot htvC IvC: l.s t1(;Ir LJGC5 it:telf. We belivek that
 

an evaluatl(i )p"Crt-iti, ill ord,:r to riu atiure thu OD prograri
 
and other aiinilar factorn.
cffec(tiv, lit-fil, z llit coln idet thtese 


as
Thert.for,., a th r,,ugh brilirig by you and Mr. Howard, 


Well at; proJ- :' rt:p tfi , and any other tnforllatiton that will
 

add to etvelopiai" tilt I CSckntxt will b. Iorit . iclpf ul. 

The major goal of tlt 01) prgraii hai 1,-t in to Uupport IJC'S 

through it nagtlp iie txit dtjVi-lopi; l 	 t aid tra ininig o! trimle ri to
 
' 
orgaiiiz.: cflitive .ti tt r r.'ri w/i;juciatiotli throughout the
 

jute producifil, V-ti t t 1ta1ilJd"hflh. Fur ,Viltatiitl ppurptof I,
 

it would le illiptirt'11nt to detc-riine iii whlat W,%yti tlt 01) program
 

hati introdoc tid and rigtheted lJ i rpjlae-,ntinginthodti :tt tzi I,i 


this highly inlovativt, (nonupt. W rke colillicnld that ovaIlualIo
 

atteintion il, given to lour il plortant IJCS staff Lveil : (1) 'he
 

Dirvcte r; (Z) Tho i)tsA; (3) tilt; Deputy Arisstaant Direttor"
 

of Agriculturo; (4) the 'Training Officur (i%.ting). 
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1. Director 

The IJCS Director has been in his post for Z months. He has 
participated actively in all of our s,-siona during this last visit 
and we havu mk-t with him in several private sessions. Admittudly, 

heV L. )t .u kA 14- L. Jii ic. ci"..ni LOIAI'd juut trying 
to understand LJCS, i t t program, staff, and resources. Thure 
has buen littlc time to actively plan whure and how to direct 
ICS capability. 

In uur ellfrt here, we vu endeavor-d tL. help him cLarily IJCS 
goals an(I oujcctivc.i , bIcuitiu qui-crly familiar with the problme, 
concernnl, and issues it facub mi a: organization, and to determine 
for himseulf what prie ritivs and requiremvntr must b kiftablihed 
to meet IJC:; ,bjcctiv.u, particularly thu devulupment of Jute 
Fie imrt ai tociationn, 

Through an int. rvi,.v prtmedurv, .ither closod or upen-endud, 
it could bt. duttrnintd how w-ll thlw Director in able tw understand 
1JCS goalts and (ijbjctivcn, whmt major l)rollvints hv idrntil itn 
for lJCS in inucting th ,nc ,objuctivtis, an,- wAlt stratt-gy ht. ins 
duvelopud for implum nting IJCS guals as wvll an uw, rctm ing 
current and tuturu probluims. 

,nn a manure A, cva..lua-tivc ctopa riston, ,. iimilar inttorview 

could b c.onductcd with oth-r Directors in thu njix agricultural 
cxtenoion org-.nization: to compare thuir skills in undce rntandlng 
and cuszunctitkng organirattiunal guatls, prioritieS itflnuvs and 

dirct timm)I. 

Compa rit n c.ould altt, I), tadi' with thu Diroctorl d wdortAnding 
of Ii JU tjalt, and the nta.ted goa.lt in the IJCS h}ndbook which 
it in I:ingl ia. 

Inturvi wi' d hit, 1)4, c,tductud with .:vntral Officv Staff, 
ADitin, 111dt ,thor hl ilpur sint1 who Itviw direct t outatt with 
thu Dirt, o.tor to) (vtv rma tle i hit, i ia)r)ovk(l in '.,r clariitid 

hin undlrstan'nin, of IJ(2:, gonls, ,*hJjCtivun, illuesn, and 
dtrection i sicu tho O1) tratuisiki an tomparod t, buloro. 
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staeymgtfcso inigasestoao 	 t followin 

-~ asamjo the deoomn 	 sA) Cnt Idntf o 	 of J'A 

Since asoftntcome torJS fof ogiutuerearclua xeso 

seice sucpEtension andllD bneasl anpaicipated training 
tiotnt 14 fine paut iciae InA two.Au xeon#are rtls ot 


sotae mia fommitmont ofthe
finin anwe fr.osme folowng 

A) HaneAhes identify oal aor wrtn eoa gn entheemetos, 

serviane men andxsupvsion leanemintO romDand twudb 
imporetate om tnd it real e extenssioion 	 becadsuothe 

agricultural management? 

f! i ! i;7!! ! !i-	 iii~ ii~kkS! ;ii i i ; i i ] 5 ! ! ! : i
C) Have them articulate strategies they have attempted to 
.44- utiLise inL working>< ~with their staff44!'.44where they are using-i ''.4'''.. OD - !!: !iT! i ~ !!!:i --	 7 '.4'. 4.!'' H ! H 

, ,' 	 '.: ! i t 	 i i *-k ! ''' '. f' .D - -. D < ; 7*i '.~.~ -< '.4 4'.44, fmethods In 	developing JWAs. 

Since ADAs are considered within 1TCS as the mnost traditional 
SN........ , -, ,. .4:. '.
and unchanging of the LTCS staff, it would be Important to determnine 

what ways they see themselves as changing, or feel the need to 
change as a direct result of their work and exposure in the OD 

u s'.' , 44 l-'.''--	 ....... ..................
4:4:,'. .. 	 ' 4.4-'4:- .4' ' "'.'--..'.- . . :.,............
programs (for 14 It Involves a total of about 8-10 days). 
-- . ; '.44: 	 '4] A-

D) Ask the ADAs to write or report the roles and responibi-
Uities of the DADAs in their zones,. Originally most 'ADA& saw 
the DADAs as 'Udmlnistrativa assIstants". It would be important 
now# after ODtraining# tos* itthay can clarify and specify the: 
different roles and responsIbIl~tIs of the DADAs and 8MB.. 
Particularly important would be their skil in articulating the 

7.role ofthe DADA as &trainertotrain JAs and :ZOs in~ 
developing 	farmers$ association.4 

.wo' 	 .'.'For purposes of comparisons 

-' ~ 	 1) Compare ADA responses with 1708 goal and objective 
statements (which they had not read prior to,OD training). 
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2) Compare ,DA responses and understandings with other 

managers of sirnilar rank in other agricultural organizations 
to determine if they can specify and articulate "alternative 

methods" of supervision and management to present practice 

in IJCS. 

3) Compare cther supervision practices and management over 

junior staff within IJ-S to dutermine if there is a difference 

in attitude and management practice. 

Sixteen LjkDAs and ight SMSs 

This gruup participated as persons newly posted in our November 

prograrr. As a result uf our training it would be important to 
evaluate:
 

1) Skills in design and method. Ask them on paper to develop 

2 hr. training design in any subject area 6r extension practice 
they are required tc train in. Their design shculd specify how 
they will a)use their time; b) the subject for training; c) how 
they will train the group - what nethud they will use. 

Z) iisk them t, specify what skills and information is required 

of JEOs in supervision and JE ,s in practice to develop effective 
Jute Farmers' iiss<ciations. 

3) Ask tLhni to list what specific actions they have taken and 
what progranie they have initiated in training as a result of 

their work in the OD program. 

4) Interview JEOs and JPtra in ,iiccted zunes to see if they 

can identify any chlantge in th skills ur blhavi..r of DADiis in 

working with thea ijince the ,,.iddlu (,f December. 

Cornpart! the Lh'),,u/SiMSt. skills in training design, use of 

methods, and piacticu with any ,,roup in Bangladesh, either in 

extension (,r n,,t. It nillht be usduul t,particularly compare 

then with the skillt of the. intitructors ,fthu major research 

training inotitutus. 

Compar. the skills of the DDiAo/SMSo who participated in the 

Novmber/March intervention with ADja - who aro more expur

lencod and senior to seu the difference in training skill and design. 
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Compare DAD,-is/SMSs understanding of JFA development with 
goals and objectives of IJCS and determine if appropriate for 
implementation. 

4) Training Officer (Acting) 

The training officer has participated in the training in November/ 
March, 1978-79. He also has participated in the OD program 
offered by USDA in Washington. Since he is responsible for 
the implementation of IJCS training it wculd be particularly 
important tc assess his skills, knowledge, and values in training, 
management and supervision, OD applicatins in a traditional 
organization, and strategies for implementing goals and 
objectives in IJCS. 

1) Have the training officer specify difference between traditional 
Bangladesh training methods and those presently used in IJCS; 

2) Have the training officer specify the major management 
and supervision issues in IJCS and define a strategy for 
responding to these problems; 

3) Have the training officer define the specific relationship 
and purpose of OD training and managemcnt to the implemen
tation of JFAs. 

4) Have the training officer conduct a training session in an 
area of management and supervision for a selected group of 
manage rs. 

- Cornparc the IJCS training officer's skills and knowledge 
with any other person in a Bangladesh agricultural unit. 

- Compare Vie IJCS training officer's knowledge uf problems 
of the organization and strategies for implementation with any 
other officer ix IJCS or an outside organization. 

- Compare tao results of the training officer's training of a 
test group befo.e and after the training. 

Two other apprcaches in evaluation might also contribute 
to the desired cGtcome. 
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1. We recommend that an interview be conducted with the 
Secretary of iAgriculture, Mr. Obaidullah Khan, to determine 
what priority IJCS commitments have within the Ministry and 
what relationship management development and training has 
to that priority. This would be helpful in gaining an over
view of just where the OD program might be seen as helpful 
or nut helpful. If in fact, there is commitment at the very 
tou? this would certainly be a measure of chances of overall 
effectiveness. 

2. An irnpurtant test we would recommend is for any of the 
participants in the training of trainers or management and 
supervision programs to arrange for a meeting with farmers. 
Evaluate their overall sensitivity, methods of approach and 
discussion, and success in communication. 



PROPOSAL FOR 

EXTENSION OF IJCS OD PROJECT 

Introduction 

This proposal outlines a limited extension of the IJCS Organization 
Development Project (November 1976 to March 1-979) funded by 
AID and implemented by the International Training Division, 
OICD/USDA. The proposal has been developed jointly by IJCS 
and USDA in response to requests from Secretary Obaidullah 
Khan and Mr. Arnold Radi, AID Agricultural Dfficer (Acting). 

This proposal is submitted concurrently with suggestions for the 
identification of status and the assessment of progress in the GD 
Project to date. However, it is proposed that the limited conti
nuation be implemented immediately, and results of the assessment 
be utilized to provide guidance on continuing directions. The size, 
nature and incomplete status of the transition IJCS is undergoing, 
the numbers of new or unhired staff, senior personnel changes, 
and the, as yet, unknown impact of massive non-AID donor inputs 
make continu'ag support advisable. 

The IJCS has responded in an overwhelmingly positive manner to 
the project to date. Through the dual focus our organization 
management and training capability, inputs have been provided 
at a number of levels to assist IJCS cope with its current transition. 
Training in management and supervision for central staff, ADAs 
and DADAs; training in problem-solving, training and group 
building skills for DADAs, SMSs and some JEOs; and organization 
and management consultation for the Director and ADAs have begun 
to build a capacity for problem-solving, management and training 
into IJCS. Perhaps, most import ,itly, they have created access 
and acceptability and the desire for continued support. 

This proposal recognizes the incompleteness of IJCS's transition, 
the inadequacy of training support input to this point and the need 
for pilot testing of training strategies and materials down to the 
farmer and Jute Farmer Association level. It proposes a limited 
extension with continued assessment so that IJCS may itself be a 
pilot test of ways untried in Bangladesh for improving the social 
and economic well-being of small farmers. 
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Through the OD Project, USAID has become a significant part 
of the process by which IJCS is making the transition from a 
traditional and ineffective administrative organization to a 
farmer-centered problem-focused, support organization. There 
is no question that IJCS is stronger and healthier as a result of 
this involvement than would otherwise have been the case. The 
impact to date and potential for continued assistance warrant 
consideration of continuation. 

Summary, of Work-to-Date 

Five consultation and training visits have been completed and 
detailed reports submitted to USAID on these activities. In 
summary, the purpose of those visits were: 

November-December 1976 

Acquaint so-xior management with management and supervisory 
practices required for implementation of innovative projects; 
provide training skills and methods for middle-managers and 
their senior staffs in training field agents. As a result of this 
visit, it was determined that further organization development 
work was appropriate for IJCS. 

January 1978 

Train senior and middle level personnel in practices and 
approaches for collecting information and identifying problems 
in their work with farmers. 

May 1978 

Assist ADAs in identifying and clarifying IJCS mission for 1981 
and develop a specific action plan based on goals and objectives 
to be achieved in following 6 months. 

November 1978 

Provide intensive training of trainers' program for 23 DADAs and 
SMS in methods, skills, and practices in training JEOs and JEAs 
in their work to develop and support Jute Farmers' Associations. 
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February, March 1979 

Provide orientation and consultation support to the new Director 
of IJCS; provide management and supervision training to ADAs; 
follow up on previous DADA/SMS training program and its 
implementation; and assess OD program work to date. 

III Focus of Proposed Extension of OD Program 

IJCS is a significantly different organization today than it was 
six months ago. It has doubled its Senior Management staff and 
increased the number of administrative zones from 10 to 20. A 
World Bank loan is providing technical, facility, and transporta
tion resources is an amount exceeding $30 million. Sixty new 
middle management positions have been developed to provide 
both technical and extension training to the 2, 500 Jute Extension 
Agents. By 1981, it is committed to develop, register and 
support over 3,000 Jute Farmers' Associations to organize 
and improve the marketing and production of jute in Bangladesh. 

The implementation of IJCS' stated goals and objective will depend
largely on its ability to absorb, direct and develop its expanded 
manpower and program resources. For the new IJCS Director 
this means putting into place a Headquarters staff that understands 
its roles and responsibilities, is capable of planning and directing 
the support resources required, and can provide the required 
administrative and coordination services for the zonal offices. 

The ADAs, three-quarters of whom are new to IJCS within the last 
six months, and half of whom will be replaced in the next few months, 
must understand the IJCS mission and be able to not only manage and 
supervise their field staffs, but be able to interpret the IJCS mission 
to their field and support staff. The DADi s need the xurther skills 
required in training design, methods, and practice to enable the 
JEOs and JEAs to develop the Jute Farmers' Associations and 
provide them with the technology, inputs, and organizing support 
they require. Appropriate training curriculum and materials 
should be provided to facilitate implementation of the training 
programs within the shortest possible time. 
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Through the OD programs to date the IJCS Director and Senior 
Managers are aware of the necessity to develop its management 
and training systems in order to implement and achieve its 
mission by 1981. The extension of the OD program is focused 
on responding to the immediacy of that need. This extension 
request is designed so as to support, integrate, and supply, 
but not dupiicate, the technical training selected IJCS staff and 
farmers are scheduled to receive through World Bank funds. 

IJCS is at this stage prepared and receptive to recezive the 
support required to enable it to move toward meaningful imple
mentation of its commitments. It has indicated its strong deaii , 
to continue the involvement of the OD project as a part of its 
ongoing transition. 

IV Organization Development Interventions Required 

In its joint assessment, IJCS and USDA, recommend that a 
4-phase management development and training skills program 
be provided over approximately the next two years. 

1. Headquarters Management. Two 2 week and two I week 
Iterventions. This would involve the Director, Deputy Director, 
Project Adviser, Marketing Adviser, Training Officer, Publicity 
Officer, Fiscal Officer, Technical Officer, and other Senior 
officers and staff. 

Focus: Clarify roles and responsibilities, develop and imple
mentation of appropriate headquarters staff structure, adminis
tration policies and procedures manual. Training in organization 
management and administration and the development of support 
and coordination requirements for Z0 zone offices. Consultation 
with IJCS Director in developing plans and implementation of IJCS 
mission by 1981. 

2. Training for DADAs. 3 - 3 week Interventions.
 
This involvement skills development for 20 DADAs will
 
Training Officers in training design, methods, practice,
 
and implementation of programs.
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Focus: DADAs would receive training in major areas of 
responsibility: supervision skills for JEOs; Jute Farmers i 

Association development for JEAs; information gathering, 
diagnosis, and action planning for JEOs and JEAs; coordination 
and design of technical training for Subject Matter Specialist. 
- Development of Instructor's Manuals for Developing Jute 
Farmers' Associaticns for 250 JEOs and manuals for organiza
tion of JFAs for 2, 500 JEAs. 

3. 	 Pilot Programs in IEnlementing IJC3 Goals and Objectives. 

2 - 3 	 week interventions. 

This involves selection 4 - 6 pilot zones based on selective 
criteria for implementing IJCS goals and objectives. 

Focus: Training would be conducted in 4 - 6 pilot zones with 
all zonal office staff (ADAs, SMSs, and DADAs), some zonal 
field staff (JEOs and JEAs) and some Jute Farmers' Associations. 
Training would be in clarifying roles and responsibilities and in 
working at each of the zonal levels to test and revise plans for 
achieving IJCS objectives. 

Based on this field work appropriate materials and methods 
would be developed for Training Officer and DADAs to implement 
in other zones. 

4. 	 Management and Supervision Training for ADAs in IJCS 
Program Goals and Objectives. Three - 1 week interventions. 

This involves application of the pilot program learnings in each 
of the other non-pilot zones. 

Focus: Training in management and supervision for ADAs based 
on the work of the pilot zone teams. Requires a presentation of 
planning and irnplernentation requirerients, use of materials 
developed, and development of action strategies for each zone. 
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V. Proposed Schedule for Continuation 

The following schedule is suggested for the extension of the OD 
Project. The immediacy of the continuation is proposed to 
enable late interventions to reinforce activities up to this point. 
Dates suggested are: 

1. 	 Intervention 1 May, 1979 
Central Office Staff Z weeks 
ADA's 1 week 

Total 	time 3 weeks 

2. 	 Intervention 2 October, 1979 
Central Office Staff 2 weeks 

Total time Z weeks 

3. 	 Intervention 3 January, 19,O 
DADaIs 	 3 weeks 

Total time 3 weeks 

4. 	 Intervention 4 May, 1980 
Pilot test in 3 weeks 
selected zones Total time 3 weeks 

5. 	 Intervention 5 October, 1980 
DADA's 3 weeks 
ADAIs I week 
Central Office I week 

Total 	time 3 weeks 

6. 	 Intervention 6 February, 1981 
Pilot test in 3 weeks 
Selected zones Total time 3 weeks 

7. 	 Intervention 7 May, 1981 
DADA's 3 weeks 
ADA's I week 
Central Office 1 week 

Tota 	 time 3 weaks 
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VI 	 Budget 

The budget fur the proposed contemination is as follows: 

I Intervention 

2 trainees, 2 weeks $ 12,680 

6 Interventions 

2 trainees, 3 weeks 102,120 

Materials development specialist 
10 weeks 25,000 

Program IvIanager 
24 months, 250/c time 15,000 

Materials preparation and printing 	 5,000 

Contingencies 5,000 
164, 800 

USDA overhead 20% 32,960 

$ 197,760 



EVALUATION OF INTENSIVE JUTE CULTIVATION SCHEME 
(LTCS) ORGANIZATIONAL DEVELOPMENT PROJECT 

Organizational Development (OD) is a planned intervention 
into a management syctem designed to achieve behavioral change. 
It is but one oi many ways of intervening in an organization. 

Because management is a system or a collection of systems an OD 
effort is dependent upon coinpatability with such management 
components as, organizational design or structure, the reward 
value system and with manual orders or operational proceedures. 

In theory OD would seem to fit the operational requirements 
of an extension service. Such services are designed to influence 

choices made by farmers, the acceptance of new technologies, 

the decision to join a narketing association or credit union and 

to influence the general well being of farm families. Since the 

Government of Bangladesh can not nandate or force farmers to 

organize, dictate the choice of seeds or require acceptance of 

specific agricultural practices. It must rely on persuasion, 

leadership, training and communications for acceptance. There

fore training of extension service personnel in OD could provide 

skills which would allow the extension workers to increase their 

influence over the choices farmers and farm families make (This 

assumption is made without an understanding Bengali management 

culture and its ability to absorb/or modify western management 

techniques for iti; own use). 

Evaiuation of efforti to introduce behavioral change into any 

organization are difficult. So in the evaluation of such efforts. In 

the case of the IJCS' 01D plrogran building evaluation check points 

into the over all detign would have. provided a more acceptablo 

evaluation procedure. t towover it in very unlikely that such a 
procedure would have intired clear sharp antowere to questions 

of succens or failurti of thu 01) effort or to deciaions related to 

continuing to nuport the project. 

One ntrattigy for obtaining infor mation on which to evaluate 
the effectivenens of the AID-USDA PIASA training agreement would 
be to aggregate the training objectivote of goalo of the five training 

efforts into the following four major categories: 
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Category One: Initial Training of Individuals 

By name identify each specific Agriculture District Agents 
(ADAs), Deputy Assistant Directors of Agricultur( (DADAI'); 
Subject Matter Specialists (SM's); Jute Extension Officers 
(JEC's); and Jute Extension Agents (JE 's) who was trained. 
This category is composed of those individuals who received 
training by or under the supervision of the American 
consultants only. 

Category Two : The Capacity to Train Others 

One of the goals of each intervention was the development of 
a support base (Mr. Alamlo training and staff) and services 
to guide and help lIJCS official who received training to train 
others. Hence this category is concerned with the capacity 
of the JICS to train its own staff. 

Category Three : Organizational Behavior Change 

Check the introduction into the day to day operations of
 
IJCS of specific problem solving techniques (Action Research).
 
decision making tuchniques, increased tearr effectiveness and
 
other associated behavioral skills.
 

Category Four : 	 rhu Interfuce Between the Farmer and the 
Extenoion Service 

Through 01) techniques an effort is being made to increase 
the effectivencst of tithe IJCS to provide needed n, rvices 
to the farimern and to improve both the quality and quantity 
of jute production and tie gneral wel being of the farm 
faminly. Although the JP:O and Jd.'A appear to be the primary 
change agents in this effort tl,,y aro in fact dopendout upun a 
top down dielgn. 

, ruvitew of the conoultanto roports, uther banin documents 
ronulting from training efforta And dtiNcunionD with Mr. idals, 
Mr. iialian, Mr. Samad, Officer in All)'Oa Office (.1 "griculture 
can reault in thb Identificntion of the scope of and evaluation effort 
for cacti of the four categories. 
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In the First category curricula, training design and materials 
used in training should be identified and evaluated. Where trainees 
were required to act or define action to be taken after formal 
training periods and attempt should be made to determine if such 
action were indeed taken. This would be a strong indication of 
the acceptance of the training by the trainee. To the extent that 
such actions result in some type of change this chould be noted. 
Finally individual who received training should be identified and 
their current location rioted. A sample of these individuals 
should be interviewed. 

Category Two should be divided into three components. One 
dealing with the number of trainees trained by the ADA'S etc. an 
another with the quality and effectiveness of the training and the 

third with the effectiveness and/or utilization of Mr. Alarn's 
services. In this category it will be necessary to do sorte inter
viewing in order to collect iniormation. If it is necessary to 
use personnel who are not trained interviewers it will be essential 
to give them some training. In all cases it will be necessary that 
who over carries out the interviewing understand the basic 

principles of OD and the associated jargon. The purpo-,e of the 
interviews is to detcrnine if the individuals receiving 01) training 
understood the management skills and techniques he received in 

training, the proper application of the techniques and whether or 

not he had used them in his work environainent, and acted as a 
trainer. 

Category Three is an extennion of the work begun above. 
Interviewers should elicit examples of change occuring in the 
organization over the past two years that can be attributed to the 
OD effort. Into rviowing in this category does not have to be lunitod 

only to those who received training. Mr. Alani may 1)4- a useful 
source in identifying people to be interviewed. 

Category Four both ?Mdr. Alan and Mr. lialim clim that 

the results of the training have reach somei farmers and thAt 
there is increaned activities around th,, formation and operation 
of fnrnier asnociationn. To weryfy thin and evaluate the- extent 
of nuch changen inforination need to b, collected from a pecificd 
sample of larniern and the JE'A or JE..O who serve tho farmntrr. 
Important information to be sought in thin cattegory in the farnor 
perception of the JEO/JI'A'u role and the type and quality of 
information provided by the extension workers. Intorviawing 
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should not be dons with the extension worker present (if possible). 
The interviewer should be someone who can ask nontechnical 
qctirin that the farmer can &,s.pond to and yet get at the connec
tion between the OD efforts and the quality and kind of services 
provided to the farm fumily. 

Rfsourcus 

Thin undertaking will require one person knowledg . Ae 
in samplig techniques and processing of information at, well as 
two or three interviewers. In designing the evalution every 
effort should be made to involve Mr. Alam in the design and 
operation of the ovalhation. Since M. . itlain duparto for six 
months of OD training in the States on 20 May i will bi- necessary 
to act quickly. Incidcntaliy and parhpau not inconsequently the 
World Batik in lunding him training. 

The following cstimatues of tine required to cornpleto the 
evaluation art nad on the assumption that a p.itnary evaluator 
wil be working inure or less full tin for fuur weeks on this 
project and that he hnn the support . Ar. itlam an well as three 
intorviewors (traint-1%a necessary. 

Doeign phase ... .. .... 	 f..five dyn wurking with Mr. Alam 

Category One ... .4.. .... 	 threr 4aya workinig with two 
pe ople 

Category Two .,. . .. ... 	 throu to four days working 
with two peuple. 

.... 	 two 

with two lImoplo 
Category Three ... 	 t.w 14) tbreri dayn working 

Catovory four oo oo ... 	 Oni weok wurking with throu 
pooplu tr s wuuldanportAttoiw 

Prouesaknl ilnformati-,
 
and lHeport wrtin; . o.. ... • Ono wook.
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The mispion is not involved in jute production and marketing
and therefore may not feel any obligation or need to support further 
work in this area even though the evaluation may recommend 
coninuation in some form or other. In a broad sense this is an 
exten, ion service activity that just happcns to be concerned with 
jute. As an extension activity it reaches small farmer with a 
view of improving their skills and abilities to form more productive 
farmer associations. Already there is an indication of efforts 
made by JEAs to bring to farmersfamily planning service personnel. 
Before a decision is made on the base of absence of AID projects 
in the jute industry it would be well to examine the secondary 
benefits that may be derived from further association. 

There is owu serious weekness in the current project and 
that is the lack of depth in internal IJCS OD support activities. 
Right now Mr. Alam plays a very key role. Considerable time 
and money has and is being invested in his training and Mr. Halim 
term us director is limited to two years. Hence you have a very 
thin organization structure. Some thought might be given to 
establishing a smal firm consisting of Mr. ilam and two other 
trained professionals (India provides training in this fields 
as well as the University in Kuala Lumpur) to service not only 
the Jute extension service but elements of the public and private 
sector. This was done with same success in Ecuador and Panama. 

D. Creedon 
3/15/79 



AN OVERVIEW OF ORGANIZATION DEVELOPMENT 

As should be clear to the reader by now, Organization Development 
can be viewed as many things, by many people from different points of 
view. In this paper, let's try to look at Organization Development first 
from a simple, operational point-of-view. What would the components 
of OD activity look like, if they were going on in my organization? 

One visible component would be ongoing action research. There 
would be a continual pre-occupation with diagnosing practical, everyday 
problems. These diagnostic activities could take on a variety of forms, 
ranging from staff meetings to discuss problems to circulating ques
tic-nnairci and survey forms. The thrust of the research activity 
would be beyond merely identifying problems, into trying to find out 
what is behind the problems, and thus figuring out ho w to solve the 
problems. 

This leads to the second visible component, action directed toward 
solving prblems. Once again these actions, or OD interventiins as 
they are called, co.uld take on a variety uf forms including data fedback, 
team-buildh-ig activities, training, or planned re-structuring of work 
units. The interventions could also be focused in a number cf different 
ways within the organization, toward a variety of mixes of people and 
issues. Theru are four categories, or "farnilies" of interventions 
most OD action falls into. The first are Team Interventions where the 
focus is on increasing the competcncy Jf a wcrkgroup to work more 
effectively together. The second are hItergroup Interventions where 
the focus is on increasing cordination among workgroups which must 
cooperate or arc interdependent. A third are Total Organizaticnal 
Interventions where the total organization ic to be brought into the 
impruvement process fcr a specific activity. Any of these three kinds 
of interventions might be attempted either by OD practioners frun 
within the organizaticn, ur in s,,me instances you may prefer to get 
outside help from consultants. Thy; fourth category of OD intervention, 
are Third Party Interventions, where an outside expert is required to 
assist the development effort thr(.,ugh personal, interpersonal ur 
group process interventions. 

The next visible component of OD activities, after action as 
described above, is some sort of systematic evaluation activity. Since 
this evaluation will be of necessity connected back to the diagnosis which 
uncovered the proolem, the distinction between diagnosis and evaluation 
is sometimes difficult, because evaluation actually constitutes a 
"Ire-diagnosis" of the same problem area to ascertain if some further 
action is required to solve the problem. 

This summary is based in large measure, and is consistent with Organization 
Development: Behavioral Science Interventions for Organization Improvement, 
by French and Bell. See Chapters 4, 5, and 10 - 13. 
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Some Characteristics and Foundations of OD 

First, it is important to understand that Organization Development 
is an ongoing and interactive process. It is a visible flow of events, 
connected to one another, moving over time toward some pre-determined 
goals. It is impor;ant to understand that OD is a process, not a thing. 
Organization Developrnent activities will change emphasis, change 
direction, alter focus, and move throughout an organization like an 
amoeba looking for problei,-is to solve, so that the problem-solving 
capacity of that part of the organization is thereby strengthened. 
Further, it is not just active, it is interactive, in the sense that ev. ry 
action causes a response, which in turn must be responded to, and 
so forth. 

Organization Development has as its basic foundation, the 
applied behavioral sciencc .. Put directly, OD is a practical form 
of applying what w_ know from the behavioral sciences to organizations. 
Some examples of some of the practical things we can learn from the 
behavioral sciences, and apply in organization, include what motivates 
people in the workplace, what are the most efficient ways to resolve 
conflict, and how to help a group of people become a cooperating team. 

Organization Development is also a normative, re-educative 
strategy for change in organization. There are three basic theories 
about how to bring about orbanizational change. One is that empirical
rational strategies will work - all you have to do is point out the 
obvious, and people being rational will change. Unfortunately, it does 
not work. j-i second is a power-coercive strategy based on the assump
tion that the most efficient way to bring about change is to build a power 
base sufficient to demand it. Unfortunately, such strategies usually 
result in unproductive competition, and game-playing to avoid compliance 
with the demanded change. The third, and the one OD is based on, is 
based on the assumption that norms in the organization contribute to 
behavior and that old norms can be unlearned and new ones learned 
through thoughtful educational interventions. That is what is meant 
by "normative, re-educative" strategies. 

Organization Development views organizations from a system approach. 
There are two fundamental elements in a systems approach. On( element 
is that interdependency of parts, and the second is the wholeness or 
Gestalt of the parts taken together. This dual way of thinking about 
parts of an organization enable OD activities to be focussed on one part, 
or subsystem of the organization, while taking into account the probably 
consequences in other subsystems, Anothel advantage of systemF; 
thinking is that it encourages analysis of problems in terms of multiple 
causes, rather than simplistic searches for the cause. A third advantage 
of systems approaches is that systems thinking focusses attention on the 
forces present at the time of an event and a problem, rather than getting 



into an historical analysis of "what might have been if. " Thus, systems 
thinking increases focus on the "here and now" that can be changed. 
Finally, systems approaches are predicted on the understanding one 
cannot change systems by changing components. 

Organization Development is a data-based approach to planned 
chan~c,. A key issue which organization members involved in OD 
must commit themselves to is that data about the organization itself 
is the most relevant and useful information on which to take action. 
Theory about what management or a ministry think the data ought to 
be are irrelevant in Organization Development. This sounds like a 
simple enough idea to accept. But you will find as you get into OD 
activities that many people are not empirical-rational beings. Thus 
this issue will emerge time and time again in any effort to undertake 
Organization Development activities. 

Organization Development is experience-based. This flows 
naturally from the above tnet, and ia also traceable to the ties betwean 

OD and the Laboratory Education movement. This belief is based on the 
assumption that people learn how to do things by doing them, and 
by having time to reflect on that learning and figure out how to apply 
it regularly. Experiential training methods seem particularly suited 
to OD because they work best and have been most extensively developed 
and used in training for increased interpersonal competence and social 
skills. These skill areas are often the focus of OD interventions. 

Organization Development emphasizes goal setting and planning 
skills. One of the most widely used tools in OD is introduction of 
management by objectives procedures in an organization. Many orga
nizations, particularly in the public sector, are surprisingly in-efficient 
in teir goal-setting and planning skills. Organization Dc .elopment 

interventions not only often introduce goal setting procedures as a 
desirable, new organizational norm; but the OD interventions in and 
of thcrnselves set a good example for the organization to follow by 
having their own measurable intervention goals and objectives. 

Org'anization Development activities focus on intact workgroups and 
teams, It is this focus on the workgroups and teams which separates 
Organization Development from management development efforts, which 
can take place in isolation from fellow managers. Only by focussing on 
intact work teams can veal or,;anizational problems bc surfaced and 
worked on effectively. 

These are some of the basic components of Organization Development, 
and some of the foundations or cornerstones on which OD is based. 
Further reading in French and Bell will elaborate and provide additional 
examples of these points. 


