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To :+ Mr. Arnold J, Radi, Chief(A), USAID March 9, 1979
From : Robert Ayling, IT/QOICD, USDA and Dick Vittitow, )&
Cousultant to USDA ( *}?AF(K
Re : Report on Organization Development Training Visit

B
PASA AG/BNG 388-1-717 C)‘L\B

PIO/T No.388-0002-3-80012

February - March, 1979 '\A,L\\/l,<

Scope of Work: Organization Development Consultation and Tr:.i g
for Intensive Jute Cultivation Scheme (LJCS); (1) Provide orientaticn
and consultation to new director, IJCS; (2) Provide management ad
supervision training to 20 Ausistant Directors of Agriculture (ADAR) -
14 of whoni arc recent appointments; (3) Prcvide training skills in
methods and designs {or training cxtension workers in developing
farmer's associations (JFAS), 20 Deputy Assistant Directors of
Agriculturc (DADAs) and 18 Subject Matter Specialista, 20 of

more arc yet to be approved.

Activitico: Pre-Planning February 23-25, Met several times with
Mr, Arnold J. Radi to determine and clarify projecct status, concerng,
and interests for planning project activities, Met with Mr. M. A,
Samad, former 1JCS Dircctor, to gain his input and support.

Mr. Samad agreed to mcet with training participants to provide
overview of ON programn and goals. Mect in several sessions with
Mr. Alam, acting Training Officer to design objectives and activities
for participants designated by 1JCS.

Management and Administrotion Traiaing: Feb. 26 - Marchl,

Identiticd n.ajor concerns, problems and issues affecting
20 aAssivtant Dircctor's of Agriculturc in their work - sclected
priority arcas for focus of training. ‘Training concentrated on
decision - making process, supervision and managemeaent methods,
developing cffective work teams, and strategics for implementing
1JCS administration and prograr goals.

Roles : nd Responsibilitics - ADAS, DADAY, S5MSst March 3,

Isvaluated the roles and responnibilitics of 20 Deputy Assistant
Directors ot Agriculturc and 18 Subject Matter Specialists that had beon
duveloped in November vinit,  Juvaluation included identification of
problems uncountered in implementing rolen and issucs which nead
to bu resolved for overcoming conflicte and confusions. Alao,
{dontifiod training nouds of SMSs and DADAs for present vicit,



Training of Trainers: March 4 - 7, Based on identified necds
of DADAs and SMSs provided training in methods for coping with
frustration with self and those supervised which create problemr ia
focueging and directing work, Also, provided training in Jute
Farmer Association Devcloprnent - leadership development,
motivation for attendance of farmers at meetings, how to struc-
turc JFAs, and how to involve farmers to marketing process.,

Other Activities: -  Met with Mr, Denness of the World Bank
and Mr. Alam, 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,

Mecet with Mr. Obaidullah Khan, Secrctary of Agriculture,
to review OD program progress and to set up and conduct oricnta-
tion prograrn in Organization Development for Senior Managers
in Ministry,

At requcst of Mr. Khan and Mr. Radi, worked with
Mr. Halim, Dircctor of IJL3 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 1LJCS to oricnt to the projcct, a consult on implementation of
projecct, to discuss training nceds,

Developed brief project asscssment paper and consulted
with LJCS on overscas training plan.
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To : ,Mr. Arnold’Radi, Chief Agricultural March 9, 1979
Officer (Acting)

From Robert Ayling, Deputy Director, International Training
Division, QICD, USDA and Dick Vittitow, Consultant
to USDA

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

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, LJCS Director, 20 ADAs, some individually and
all in a 5 day trzining session, and 38 DADAs and SMSs, some
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 IJCS about the need for assessment, because of the confidences
gained, we have not shared this communication with LJCS 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 LJCS through the OD project,
and, at the same time, has brought into clearcr 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 {rom. a traditional, and incffective extension
organization to a responsive, farmer-centered, problem-focused
service organization, This transition has involved LJCS in major
conceptual and operational changes, reorganizations, staff
incrcasce and turnover, new institutional rclationships, large
fiscal inputs and inter-agency competitivencog, The transition
will not be complcete for scveral ycars.,




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 LJCS itsclf, we
were interested in Mr, Halim's recsponse to the program, his
understanding of it, and his own commitinents to 1JCS 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 posscsses, He is in a difficult
transition, as would be any new Director, to not only under-
stand a complex organization like LJCS, but also to act deci-
sively within a short-timne frame as 1JCS commitments require.

Obviously in our brief ¢cncounters 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 prograras. On the first

day, after listening to our orientation of the OD program to new
ADAsS, he was recmarkabae in being able to identify and separate
out the goals and cfforts of the OD program. This was the first
time he had been apprised of our efforta.



At our suggestion, Mr, Halim rcviewed in a meeting with the
ADAs a list of about 20 concerns, problems and issues they
folt were affecting their management work in the zones, We
found him receptive to those concerns, differientiating which
sections he could and could not take. AD/As8 told us privately
that this responsiveness was very meaningful to them,

In our meetings with Mr. Halim, and as you witnessed in the
mecting with Mr. Khan, hc is very persistent about a continua -
tion of the project. In his meetings with us, discussions with
Mr., Khan, and ccnversations with ADAs he has indicated a
serious commitment to management and training development,
There has not been an opportunity to ebscrve his follow-up
cepabilitics. Mr. Halim is, however, a very experienced
a¢ministrator, highly rcsponsive to support, very cager to
learn, and, as far as we can sce, very interested in acquitting
his responsibilitics successfully.

2. We were concerned after our last intervention about Mr.
Khin's commitment to this program since he did not respond to
our requecst for an orientation session. Without the Secretary's
personal understanding and commitment, 1JCS implementation
woud bec scriously hampered,

Assoisrmment; Since you attended the mceeting with Mr, Khan
a lot »f detail about his response is not required.

Throu;h that discussion, he demonstrated that he was not only
familiar with the program, but expresscd a strong request that
managenent development must be continued, He requested a
proposa be adopted by Mr. Halim for submission to USAID.

He also \grced to respond to Mr. Toner's rcquest for a program
evaluaticy by sctting up a Ministry of Agriculturc Task Force.
He urgcdthat evaluation and continuation be done simultancously.
He requested Mr., Halim to invite 7-9 Scnior persons to an
orientatiol program as a follow-up to Mr. Toner's idea.

3, In our ast intervention 14 ADAs had been recently appointed
to IJCS. Ticy came to IJCS from a number of otl/wr agricultural
agencics and brought with them opinions and mecthods of what the
rcal work ofLJCS should be. They expressed misgivings about
management raining for them and akepticism about OD in general.,
Our concern vag that they might maintain real resistance to our
cxplorations oialternative methods and approaches to management
and supcryvisior,



Asscssment: On our first day with the ADAs we were not fure
whether we would continue the training or not. After helping
them identify their management concerns and issues, we lift
them in the training room bty themsclves to asscss and determine
if there were some ''real! issues they wanted us to work with
them on. We made it clcar to them that if they felt there was
nothing important to work with and conduct training on, then

we would not conduct a scssion. Aftcr 45 minutes they called
us back in and laycd out the content they wanted to work on.

By the end of our 4 day scssion the ADAS had cxpressed their
necd for such training not only to us, but met scparately with
Mr. Halim to requcst a continuation.

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

Asscssment: Mr, Samad c¢:xpressed his view that the training
itsclf had done everything he had hoped for, He felt the
shortcoming was in his ability to follow up and cnsure its
implementation. He {clt that the demands on 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 encrgy away from site
visits to reinforce implemnentation,

5. After having donc one intensive session with the new DADASB
on training of traincrs we were concerned about implementation
of the training and the development of their roles,

Asscssment: The DADAS rcport real conflict with the SMSs
around their roles, One problem is that although they are of
cqual rank with SMSs, the fact that they arc "'Deputics!'' gives
them added status, This problem: was discusscd with all the
DiDAB, 53MSs, /ADAs and Mr, Halim. They arc presently
reviewing ways this conflict can be resolved.  All DADAS
report they arc actively trying to implement their training
programs, Wec 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 cfforts arc being made along with ADAs.
D:/DAB and other stafi to design and implement programmes for
JEDs, JEAs and JFAsS.




6, Our major focus in this program has been towfold: (1) To
support and strcengthen top management in its implementation
IJCS goals this has mcant training and consultation with the
Director and the ADAS; (2) Dcveloping a strong training
component within IJCS to train 2750 JEDs and JEAs. This
training of trainces has been with the 20 DADAs responsible for
the program training, Additionally, we have worked some,
but not focuscd on, thc work of the subject matter apecialists
(SMS) the Jute Extension Officers (JfDs) and the Jute Extcnsion
Lesistants (JEAS). Thesc arc obviously vital roles in the
organization and succcssful implementation of LICS goals will
be dependent upon their understanding of their roles and
responsibilities.,

Asscssment. In the 4th intervention we worked with eight SMS
in doing the training of trainces prograni. They were chosen for
training because all the DADAS werce not on boardyct. W2 found
thern, like the DADAs, to be bright and competent in handling
training dcsign and practices. They demonstrated real SKILL
in being ablc to usc the training methods in designing approachces
for doing tcchnical training of JEDs and JEAS,

In the Sth intcrvention 18 SMSs werce also included for training
with the DAD/As. although they are very recoptive and can make
real usc of the training skills, their participaticn docs create

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

of DiDss and SMSs, DADAas are responsible for coordination

of all training., By continuing our cfforts with the SMSse this

may dilutc DADA responsibilitics and role. (2) Although SMSs
obviously bencfit from the training, tu try and train 60 traincrs
as opposcd to just DinDsis puts an additional strain on the external
consulting tecam that is beyond our scope to handle, They puta
lot of pressurc on Mr, alam and Mr. Helim to be involved in

this last training cifort, Should a continuation be decided upon,
we will need te work with 1JCS to morce clearly differentiato

the roles and responsibilitice of DADAS and SMSs. Weo recommend
that SMSs should be kept on board with training mcthods and
stratcyics, but in accordence with the job description should

not be¢ a primary focus group as arc the D/iDesu8e

In our firset intervention we trained 35 JEOs in development and
training skills, Eight of those JECS aro now DADA8 or SMSs,

we found them receplive to and valuing of the training. In that
program they trained almost 50 JEAs and demonstrated compotence
in design and prusentation of training, In our sccond intorvention



we also trained the 35 JEOs in action rescarch techniques, how
to asscses and gather data that would help them in designing
stratcgies for developing Jute Farmers' Associaticns. Again,
they demonstrated understanding and skills in using thesc

new methods.

When the DaaDAs were posted by the Ministry our focus moved
to train thern to train the JEOs and JEAS, This mcans that
we have not had direct contact with them gince the second
intcrvention.

We recominend that a pilot program in a continuation would
allow us to work dircctly with sclected DinD/is a8 thcy work
with JEOs and JEas. This contact would scrve both tu support
implementation and to make surc the designs and methods are
appropriate.

6., Again, because of the sclected OD program focus, we have
not worked with the Central Office staff, This has causecd us
ccncern for three major rcasons: (1) feedback frcm ADAS8 und
others indicates that Central Office staff arc limited in their
planning and prcblem-solving capabilitics; (2) new Senior
Managers, including a Dcputy Dircctur, a forcign Project Adviser,
and a forcign Marketing Adviscr have been added to the staff.
Indications arc that little has been dene to clarify both their
roles and rcoponsibilities for themselves and others; (3) the
demands on 1JCS, to accomplish stated geals, require that
Central Office redircct its resources toward becoming less of
a center of all directives, and more o center for coordination,
suppurt, and planning.

Assessment:  Informal fecdback leads us te believe there aro
many scrious conflicts, which if not dealt with immediately, will
cause serioun problems for IJCS ia the futurc. For the most

part, 1JCS Central Office staff is still operating within the structure
of traditional rcactien to problems which mcan that problems often
reach crises before being responded to. LD/ do not experionco
Ceontral Office as supporting program implementation,

Weo conclude that through training, the development of cluar and
apprupriate roles, and the dovelupment of a management team

that Central Office can demunstrate capability to plan and can
support the Dircctor as o problem-golving unit. Thuse altcrnative
roles and rcoponsibilitics will have tu cmorge from a careful con-
pideration an to what the purpuse of LJCS Central Staff is in roaching
LJCS goals and offuctively communicating the.t purpousce to field
program staff,
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7. In none of vur visits have we worked directly with Jute
Farmers' Associations (JEAs8). Vet in all of our visits we have
continually tested both the reality of their development - can

it rcally be donc? - and we have tested the commitment of
LICS to develop JFAs, This, after all, is what we understand to
be the real focus of this project - to prepare and support LJCS
in c¢rganizing and developing JFASB.

Assessment:  In cvery visit, staff at all levels have insisted
that JEAs must and will be organized.  On the third visit, in
developing their mission statement, their primary goal from
vhich all objectives emcrge, the ADAS said it was to "'devclop
oifcctive farmers! associations!,  Mr. Halim has been strong
in his etatements to staff that this mission must be achicved,
A the fifth visit the DADAs and SMSs listed 2 recmarkably
ciear sct of ubjectives fur LICS of what they want to achicve

in the development of JEA8. We do not doubt their seriousnoss
ar commitiments,

As stated before, we belicve LJCS success in developing effec-
tire JFAs will largely be dependent un  their ability to change
ittclf from a traditional agricultural cxtension s.rvice tu an
or@anization that can itsclf reflect the basic prucossces it wants
to 'reate in JFA organization. 1JCS cannot furnish leadership
to J5As where as an organization it in itsclf cannot be effective
and »oblem focused.

Sumrary: As a result of the OD training and conpultation
WO cu 8ay:

l. "here is oxpraessod commitment to and underatanding of
the guas and purposcs of the training in management, supervi-
picn, nd training-cf-traincos from the tup ranagement of
LICS ant including the Sccretary of Agriculture;

2, M: Halim is in an important transition period in LJCS
and is woeking on both understanding LJCS and implomonting
its goals;



3. Although receptivencss and understanding of alternatives
management and supervision metheds is wide specd implemen-
taticn in day-to-cay activitics is required,

4, Although our fccus has been in up-grading the management
SKILLS of the iaDas and training Skills of DADAB, we recommend
that in any continuaticn that Central Office Staff roccive special
attraction and that SM5, JEDs and JEis be cunnected with
training activitics t. insurc implemientation reaches the Juto
Forcsts Asscciations,

5, In order for LJICS te create problemesolving cffcctive
JF4s, it must as organizaticn itsclf be problem solving and
cffcctive,



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

Recommendations for the development of an evaluation
of the CD program - PASA Agreement # AG/BNG 388-1-77

The request for criteria or approach that might be used in
evaluating the OD program with the Intensive Jute Cultivation
is valid. It is important to deterinine what cffectivencas this
program has had in supporting 1IJCS goals and objectives, It
is also important to determine other applications if the OD
program is cliective,

During this visit, as you know, we have explored within LJCS
and with Mr. Cbaidullah Khan, Sccretary of Agriculture, the
request for an cvaluation and they have responded by net only
being receptive to an evaluation process, but aloo by making
manpower resources available, should that prove helpful,
Should an cvaluition be conducted, we belicve that this
receptivity should overcome onc of the major hurdlces to
cvaluation, at lcast in the States, and that is openness and
suprort of cvaluation as a process,

Essential to any c¢valuation will be an availability to the
evaluators the program reports and detailed interviews vith
you and Mr. Emory Howard who has managed this program
from lw conception,

From our vicwpoint, what mnust be understood in developing
appropricte cvaluation procedures and metheds io not only

the contest in which agricultural organizations function and
wourk witlin Bangladesh, but aluo the uniquencenss of LJCS

itscll, what it in atteaipting to do within so n.any traditions
and the moneive chanpos it has undergone in the past two yoearo
of our worr,

For example, 1JCS has nearly doubled in staff, it han moro than
doubled ity nenjor management ntaff, added two foruign nenior
advisors, adaid 60 now nmidddle management and technical position,
and nignificantly addod to it outreach workors, It has roquostod
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and now implementing a World Bank loan in an amount exceeding
$33 million dollars. In the midst of this, 1JCS has continued to
manage loans and inputs to Jutc Farmcra! Associations while

also ccmpleting a legal process of repistering the now more

than 2, 500 J, F. A,8. In October, Mr, M, A, Samad, who

roceived of IJCS goale and coramitments ag Dirvctor, retired

to run for parharmcent and has been replaced by Mr. Al H. M, Halim,

During this reonarkable trantiton, we w. uld like to believe
that the OD program has been supportive and helptul in not
only stabilizing 1JCS but also in quickly and cticctively trans -
lating ite goals te senior managers, particularly Asnintant
Directors who head ticld operations in the now 20 jute zones,

For cxample, i Novembor, 1977 and January, 1978 we trained
10 ADAB. In May 1978 we trained and criented 8 additional ADAs
who were new o LICS along with the 10 ADAs already an place,
by November, 1978 the new aDas had been replaced becaude
those positions were up-graded by the Government, We again
re-oriented and trained 14 new aDas, By this tinae only S of
the oripinal ADAs we first trained wore still in their positiond,
Through vur training, the new ADAS were able to identify and
clarify IJCS guils and « bjectiven, as well ay practise manage-
ment and supervision anethods, which without the OD program
would not have been ponmble for JJCH ituelf,  We beliove that
an cvaluation procesy, in order to measure thue OD program
cffective neos, must consider these and other sunilar factore,
Thercfore, a thernugh briefing by you and Mr., Howard, au
woll an project reports, and any other anformation that will
add to developing the (5CH context wall be moust helpful,

The major goal of the OD program hans beon to support JCS
through manapcment developoent and training of trmaners to
organize cffective Jute earieras’ Aopocintiony throughout the
jute producing arcan ot Banpladesh, For cvaluation purposes,
it would be nuportant to deternnne in what wayn the O program
hau introduced methodns and strengthened 1JCS i unplementing
this highly innovative concept. Weo reconmend that ovaluation
attention bo given to four important IJCS ntaff levelo: (1) The
Dirvctor; (2) Thuo aDau; (3) the Deputy Ansiotant Dircctors

of AQriculture; (4) the Training Officor (ncting),



1, Director

Tho 1JCS Dircctor has been in his post for 2 months. He has
participated actively in all of our scesions during this last visit
and we have met with him in sceveral private sessions.  Admittedly,
he Lo s peat sauca of hic thoac amcy culdag on board just trying

to understand LICS, its program, staff, and resources. Thure

has bueen little time to actively plan where and how to direct

LICS capability,

In cur offort here, woe have ondeavored te help him clardy LIJCS
goals and objuctives, becourne quicrly familiar with the problemes,
concernt, and issucs it faces as an organization, and to determine
for himwsclf what prioritics and requircments must be catablished
to muecet LICH ubjectiven, particularly the development of Jute
Farmcoers' associations,

Through an intervicw procedure, cithur clused or upen-endud,

it could be determined how well the Dircctor is able to underatand
LICS goals and objectives, what major problems he identifics

for LJCS in mucting thuse objectiven, ane what strategy he hoae
developed for implementing 1IJCS goals as well as overcoming
current and future problennn,

at a measurce of evaluative comparison, « similar interview
could be conducted with other Dirccturs in the six agricultural
extunovion orpanizations to compare their skille in underatanding
and communieating vrysnizational goals, prioritics, waucs and
dircetions,

Comparinon could alsc be made with the Diroctor's underatanding
of IJCS pouale and thy stated gouals in the 1IJCS handbook which
fs in Bangla,

Inturviews could also be conducted with Contral Office Statf,
ADan, and othor hicld perasonncd who have diroct contact with
the Dirvotor to deteromane if he han hiproved in or clarifiod
his unduratanding of LJCL goala, wbjuctiven, fusucn, and
dirvcetion ainco the OD traming as compared to bolure,






2) Compare ADA responses and understandingc with other
managers of similar rank in other agricultural organizations

to determine if they can specify and articulate "alternative
methods' of supervisicn and managemcnt to present practice

in IJCS.

3) Compare cother supervision practices and management over
junior staff within IJTS to determine if there is a difference

in attitude and managerment practice,

Sixtcen LaDAs and cight SMSs

This group participated as pcrsons newly pested in our November
program. A8 a result of our training it would be impcrtant to
evaluate:

1}  Skills in design and method. Ask them on paper to develop
2 hr. training design in any subjcct arca or cxtension practico
they arc required to 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 mecthed they will use,

2) 4Ask them to specify what skills and information is required
of JEOs in supcrvisicn and JE48 in practice to develop effective
Jute Farmers! nsscciations.

3) Ask them to list what specific actions they have taken and
what progranmc they have initiated in training as & result of
their work in the OD prugram.

4) Interview JEOs and Jfae in gclected zenes to see if they
can identify any change in the skille ur bohavicr of DADsAS in
working with them since the niiddle of December,

Comparc the DaDau/5MSs okills in training design, use of
methods, and practice with any group in Bangladesh, either in
oextension or note It inipght be usctul to particularly compare
them with the okills of the instructurs of the major rescarch
training institutus,

Compare the skillo of the DiADAs/SMSo who participated in the
Novumber/March intervontion with aiDas - who are more expor-
fencod and senior to sou the difference in training skill and design.



Compare DADAS/SMSs understanding of JFA development with
goals and cbjectives 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 USD/A in Washingtcn. Since he is responsible for

the implementaticn of LJCS training it wculd be particularly
important tc assess his skills, knowledge, and values in training,
management and supervision, OD applications in a traditional
organizaticn, and strategies fur implementing goals and
cbjectives in IJCS.

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

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

3) Have the training officer define the specific relationship
and purposz of OD training and rnanagemcnt to the implemen-
tation of JFAs.

4) Have the training officer conduct a training session in an
area of managernent and supervision for a selected group of
managers,

- Compare the IJCS training officer's skills and kn.owledge
with any other person in a Bangladesh agricultural unit,

- Compare tac LJCS training officer's knowledge ¢f problems
cf the organization and strategics for implementation with any
other officer i1 IJCS or an cutside crganization,

- Compare tic results of the training officer's training of a
test group beforc and after the training,

Two other apprcaches in cvaluation might also contribute
to the desired citcome.



1. We recommend that an interview be conducted with the
Secretary of Agriculturc, Mr. Obaidullah Khan, to determine
what pricrity 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 scen as helpful
or not helpful. If in fact, there is commitment at the very
to) this would certainly be a measure of chances of overall
effectiveness.,

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



PROPOSAL FOR
EXTENSION OF LIJCS OD PROJECT

Introduction

This proposal outlines a limited extension of the IJCS Organization
Development Project (November 1976 to March 1979) funded by
AID and implemented by the International Training Division,
OICD/USDA. The proposal has been developed jointly by 1JCS

and USDA in response to requests from Secretary Obaidullah

Khan and Mr. Arnold Radi, AID Agricultural Officer (Acting),

This proposal is submitted concurrently with suggestions for the
identification of status and the assessment of progress in the CD
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 LJCS 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 continuiag support advisable.

The LJCS 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
anu DADASs; 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 atly, 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.



Through the OD Project, USAID has become a significant part

of the process by which LJCS is making the transition from a
traditional and ineffective administrative organization to a
farmer-centered problem-focused, support organization. There
is no question that LJCS 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,

Summaryv 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 sc¢nior management with management and supervisory
practices required for implementation of inncvative 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 LJCS.

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 LJCS 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,



February, March 1979

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

Focus of Proposed Extension of OD Program

I1JCS is a significantly different organization today than it was
8ix months ago. It has doubled its Senior iManagement 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 millivn. 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 LJCS' stated goals and cbjective will depend
largely on its ability to absorb, direct and develop its expanded
manpower and program resources. For the new LJCS 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 1IJCS within the last
six months, and half of whom will be replaced in the next few mouths,
must understand the LJCS mission and be able to not only manage and
supervise their ficld staffs, but be able to interpret the IJCS mission
to their field and support staff. The DADAS need the wurther 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 LJCS 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 OL 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 duplicate, the technical training selected LJCS staff and
farmers are scheduled to receive through World Bank funds.

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

Organization Development Interventions Required

In its joint assessment, LJCS 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 1 week
Inlerventions. 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 20 zone offices, Consultation
with LJCS Director in developing plans and implementation of 1JCS
mission by 1981,

2. Training for DADASs, 3 - 3 week Interventions.,
This involvement skills development for 20 DADAs will
Training Officers in training design, methods, practice,
and implementation of programs.




Focus: DADAs would receive training in major areas of
responsibility: supervision skills for JEOs; Jute Farmers'
Association development for JEAs; information gathering,
diagnosis, and action planning for JEOs and JEAs; coordination
and design of technical training for Subjeci 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 Implementing 1JC35 Goals and Objectives.

2 - 3 week interventions.,

This involves selection 4 - 6 pilot zones based on selective
criteria for implementing 1JCS 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 JEAs8) and some Jute Farmers' Associaticns.
Training would be in clarifying roles and responsibilitics and in
working at each of the zonal levels to test and revise plans for
achieving 1JCS 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 LJCS
Program Goals and Objectives, Threc - 1 week interventions.

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

FFocus; Training in management and supervision for ADAs based
on the work of the pilot zone teams. Requires a presentation of
planning and implernentation requirerients, use of materials
developed, and development of action stratcgics for cach zone.



V.

Proposed Schedule for Continuation

The following schedule is suggested for the extension of the OD

Project.

The imniediacy of the continuation is proposed to

enable late interventions to reinforce activities up to this point.
Dates suggested are:

1,

3.

5,

7.

Intervention 1
Central Cffice Staff
ADA's

Intervention 2
Central Office Staff

Intervention 3

DADa's

Intervention 4

Pilot test in
gelected zones

Intervention 5

DADA's
ADA's
Central Office

Intervention 6

Pilot test in
Selected zones

Intervention 7

DADA's
ADA's
Confral Office

May, 1979

2 weeks
1 week
Total time

October, 1979
2 weeks
Total time

January, 1920
3 weeks
Total time

May, 1980

3 wecks
Total time

October, 1980
3 wecks

1 week

1 week

Total time

February, 1981

3 weeks
Total timce

May, 1981
K] weoFs
1l weok

1 woeek
Total timo

3 weeks

2 weeks

3 weeks

3 weeks

3 weeks

3 wooks

3 wecks



VI Bud get

‘The budget fur the proposed contemination is as follows:

1 Intervention -

2 trainecs, 2 weeks $ 12,680
6 Interventions -

2 crainces, 3 weeks 102,120
Materials development specialist

10 weeks 25,000
Program Manager

24 months, 25% time 15,000
Materials prcparation and printing 5,000
Contingencies 5,000

164,800

USDA overhead 20% 32,960

$ 197,760
SR



EVALUATION OF INTENSIVE JUTE CULTIVATION SCHEME
(1JCS) 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 compatability with such management
components as, organizational design or structure, the reward -
value system and with manual orders or operational proceedures.

In theory OD would scem to fit the operational requirements
of an extension scrvice. Such services are designed to influence
choices made by farmers, the acceptance of new technologies,
the decision to join a miarketing association or credit union and
to influence the gencral well being of farm families. Since the
Government of Bangladesh can not mandate or force farmers to
organize, dictate the choice of sceds or require acceptance of
specific agricultural practices. It must rely on persuasion,
leadership, training and communications for acceptance. There-
fore training of extension scervice personnel in OD could provide
skills which would allow the cxtension workers to increase their
influence over the choicen farmers and farm families make (This
assumption is madc without an understanding Bengali management
culture and its ability to absorb/or inodify western management
techniques for its own use),

Evaluation of c¢fforts to introduce behavioral change into any
organization are difficult. So in the evaluation of such efforts, In
tho case of the 1JCS's OD program building c¢valuation check pointe
into the over all denign would have provided a more acceptable
evaluation procedure, However it {o very unlikely that auch a
procedurce would have insured clear sharp answors to quustions
of succeas or failure of the OD cflort or to decislons related to
continuing to support the project,

One strategy for obtatning information on which te evaluate
the offoctivenons of the ALD-USDA PASA traininy agrevmoent would
bo to aggrogate tho training objectivas of goals of the five training
offorts into the following four major categorivaes



Category One: Initial Training of Individuals

By name identify each specific Agriculture District Agents
(ADAs), Deputy Assistant Directors of Agriculturc (DADA's);
Subject Matter Specialists (SM's); Jute Extension Officers
(JEC's); and Jute Extcnsion Agents (JEA's) who was trained,
This category is comnposcd of those individuals who roceived
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 basc (Mr. Alam's training and staff) and services
to guide and help LICS official who received training to train
others. Hence this category is concerned with the capacity
of the LJCS to train its own staff,

Catcegory Three : Organizational Bohavior Change

Check the introduction into the day to day operations of

1JCS of spucific problem solving tuchniques (Action Research),
decision making techniques, increasced team effectiveness and
other associated behavioral skills,

Catogory Four :  Tho Interfonce Between the Farmer and the
Extension Sarvice

Through OD techniquues an offort is being made to increasc
the effectivencan of the 1JCS to providu neodod sorvices

to the farmers and to improve both the quality and quantity
of jute production and the general well being of the farm
famnily, Although the JEO and JEA appear to be the primary
change agoents in this effort they arc in fact dopendent upon a
top down donipn,

& roviow of the consultants roports, othor basis documonte
rosulting (rom training efforts and discussions with Mr. slam,
Mr. Halim, Mr. Samad, Officors in AlD's Officu of “.griculture
can rosult in the identification of the scopo of and ovaluation offort
for each of the four catogorles,



In the First category curricula, training design and materials
used in training should be identified and evaluated. Where trainees
were required to set or define action to be taken after formal
training periods and attempt should be made to determine if such
action were indeed taken. This 'vould be a strong indication of
the acceptance of the training by the traince. To the extent that
such actions result in some type of change this chould be noted,
Finally individual who reccived training should be identified and
their current location noted. A sample of these individuals
should be interviewed,

Catcgory Two should be divided into three components. One
dcaling with the number of trainces trained by the ADA's ctc. an
another with the quality and cffectivencss of the training and the
third with the cffectiveness and/or utilization of Mr. Alam's
services, In this category it will be necessary to do somne inter-
viewing in order to collect information. Lf it is necessary to
usu personncl who are not trained interviewers it will be csocential
to give them somo training, In all cascws it will be necessary that
who ever carrien out the interviewing understand the basic
principles of OD and the associated jargon. The purponc of the
interviews io to determine if the individuals receiving OD training
understood the management skills and techniques he recceived in
training, the propur application of the techniquos and whether or
not he had uoed them in his work environmnent, and acted as a
traincer.,

Category Three is an extennion of the work begun above,
Interviewers should ulicit examples of change occuring in the
organization over the past two years that can be attributed to the
OD offurt. Inturviewing in this category docn not have to be lunited
only to thuse who received training. Mr. Alam may be a useful
sourco in identifying people to be intarviswed,

Category Four both Mr, Alam and Mr, Halim claim that
the results of the training have reach somue farmers and that
thoro io increcaned activities around the formation and operation
of farmaur aanociationn, 'I'o veryly this and evaluate the oxtunt
of such changon information need to be colloctod from a npacified
sample of (armers and the JEA or JFEO who verve the farmers,
Important information to be sought in this category is the farmer
porcoption of the JEO/JIEA's role and tho typu and quality of
information provided by the extension workora, Interviewing



should not be done with the extension worker presont (if possible),
The interviower should be someone who can ask nontechnical
Gguesticn that the farmer can suupond to and yot get at the connec-
tion between the OD effurts and the quality and kind of scrvicen
provided to the farm femily,

Rosources
w

This undortaking will require onc porscn knowledg. . .le
in sampling techniques and processing of information au weull as

two or three interviewers,

In designing the ovaluction cvery

effort should be made to involve Mr, Alam in the design and
oporation of the gvaluation,
monthe of OD training in the States on 20 May i* will be necessary
to act quickly, Incidentally and perhpas not inconscquently the

World Bank is tunding his training.

Since M., aAlam duparts for six

The following estimatus of time required to complote the
ovaluation ar« made on the assumption that a p.imary ovaluator
will be working more or less {ull tin - for four wecks on this
project and that he has the support .
intorviewors (trajne ao noccesary,

Deeign phase coe

Category One ‘e

Category Two vee

Catogory Threo ...

Catggory four “ee

Pruccesing Informatiun
and Roport writing

Ar. Alam as well as thres

five days working with Mr., Alam

three days working with two
people

throue to four days working
with two people,

two to three days working
with two people

Gne weok wourking with three
peuple transportation would
ba nuconanry

One waok,



The mission 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
con'inuation in some form or other. In a breoad sense this is an
extencion service activity that just haprens to be concerned with
jute. As an extension activity it reaches small farmer with a
view of improving their gkills and abilities to form more productive
farmer asgocjations, Already there is an indication of efforts
made by JEAs to bring to farmers,family 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
benefite that may be derivad from further association.

There is onc serious weekness in the current project and
that is the lack of depth in internal LJCS 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., FHence you havea very
thin organization structure., Some thought might be given to
establishing a small firm consisting of Mr, Alam and two other
trained professionals (India provides training in this fields
as well as the University in Kuala Lumpur) to service not only
the iute extension gervice but elements of the public and private
sector, This was done with same success in Ecuador and Panama.,

D.“ Cregdon
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 pecple from different points of
view, In this papcr, let!s try to look at Organization Development first
from a simple, cperaticnal point-of-view., What would the components
cf OD activity lock like, if they were going on in my crganization?

Cne visible compoenent would be ongeing action research. There
would be a continual pre-occupation with diagnosing practical, everyday
prcblems. These diagnostic activities could take on a variety of forms,
ranging from staif mcetings tc discuss problems tc circulating ques-~
ticnnaircc and survey forms., The thrust of the research activity
would be beyond merely identifying problems, into trying to find out
what is behind the prcblems, and thus figuring out how to solve the
prcblems,

This leads to the sccond visible component, action directed tcward
solving prublems. Once again these acticns, or OD interventions as
they are called, could take on a variety of forms including data fecgdback,
tearn-building activities, training, or planncd re-structuring of work
units., The interventions cculd also be focused in a number of different
ways within the crganization, tcward a variety of mixes cf people and
issues, Therc are fcur categories, cr ''farnilies' of interventions
most OD action falls intc., The {irst are Tcam Interventions where the
focus is on increaging the competency of a werkgroup to wurk more
effectively together, The secend arc Intergroup Interventions where
the focus is on increasing coordination among workgreups which must
covperate cr arc intecrdependent. A third are Total Organizaticnal
Interventicns where the total crganization ic to be brought intu the
improvement process for a specific activity, Any cf these three kinds
of interventions might be attempted cither by OD practioners from
within the organizaticn, or in scine instances you may prefer to get
cutside help frum consultants, Th« fourth category of OD intervention,
are Third Party Interventions, where ar cutside expert is required to
assist the develcpment effort through personal, interpersonal or
group process interventicns,

The next visible com:ponent 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 somectimes difficult, becausc evaluation actually constitutes a
"re~-diagnosis! of the same problem area to ascertain if some further
action is rcquirced to solve the problem.

This summary is bascd in large measurc, and is consistent with Organization
Development; Behavioral Science Interventions for Organization Improvement,
by French and Bell, Sce Chapters 4, 5, and 10 - 13,
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Soime Characteristics and Foundations of OD

First, it is important to understand that Organization Development
is an ongoing and interactive process. Itis a visible flow of events,
connected to one another, moving over time toward some pre-determined
goals. It is impor;ant to undcrstand that OD is a process, not a thing,
Organization Developruent activities will change emphasis, change
direction, alter focus, and move throughout an organization like an
amoeba looking for probleias to solve, so that the problem-solving
capacity of that part of the crganization is thereby strengthened.
Further, it is not just active, it is interactive, in the sense that every
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 we know from the behavioral sciences to organizations.
Some examples of some of the practical things we can learn from the
bchavioral sciences, and apply in organization, include what motivates
peuple 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 Dcvelopment is also a normative, re-cducative
strategy for change in organization, There are three basic theories
about how to bring about oryanizational 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, A sccond is a power-coercive strategy based on the assump-
tion that the most efficient way to bring about change is to build a power
basc 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 norrns can be unlearned and new ones learned
through thoughtful educational interventions. That is what is meant
by "normative, re-cducative!' strategies,

Organization Development views organizations from a systcim approach,
There are two fundamental elcments in a systems approach. Onc clement
is that intcrdependency nf parts, and the sccond 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 onc part,
or subsystem of the organization, whilc taking into account the probably
conscquences in other subsystems. /Ainotheir advantage of systems
thinking is that it encourages analysis of problems in terms of multiple
causes, rather than simplistic searches for the cause., A third advantage
of systeme approaches is that systems thmkmg focussecs attention on the
forcces present at the timc 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 apprcaches are predicted cn the understanding one
cannot chanye systems by changing components,

Organization Development is a data-based approach to planned
change. A key issuc 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 cncugh idea to accept. But you will find as you get into OD
activities that many people are not empirical-rational beings. Thus
this issuc will emerge time and time again in any effort to undertake
Organization Development activitics,

Organization Development is experience-based. This flows
naturally from the above tenet, and is also traceable to the ties betwean
OD and the Laboratory Education movernent, 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. Expericntial 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 arcas are often the focus of OD interventions.

Crganization Development ecmphasizes goal sctting and planning
skills, Cne 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 scctor, are surprisingly in-efficient
in tneir goal-setting and planning skills, Organization De¢ relopment
interventions not only often introduce goal setting procedures as a
desirable, ncew organizational norm; but the OD intcerventions in and
of theriselves set a good example for the organization to follow by
having their own measurablce intervention goals and objectives.

O zanization Development activities focus on intact workgroups and
tcams. It is this focus on the workyroups and tcams which separates
Organization Decvelopment from management development efforts, which
can takc placc in isolaticn from fellow managers. Only by focussing on
intact work tcams can vcal or;anizational problems bc surfaced and
worked on cffcctively.,

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 claborate and provide additional
examples of thesc points,



