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-'ABSTR,ACT a

: A 10w of‘f‘r‘ap:’!.d, éccurate, and i*elevéxﬂ: informational feed’bé.ék
' from village level agricultural projects to regional or area level
prograﬁfn administrators needs to be maintained if such programs are to
be as effectivé as posgsible, Program administrators require timely
and relisble information in order to (1) expedite and coordinate the
execution of projects, (2) adapt projects to local conditions and
changing circumstances, and (3) evaluate project peiformance.

On the basis of the author's observations of regional
agricultural programs in Vénezuela. and- réa.dings ':Ln the litereture 'of‘ '
agricultural development that deal with .simila.r situations in several
=‘othér developing countries', it appears as though feedback frequently
\-..‘;fe.ils to meet progrem administrators' informational needs. Further
zA"ét{_iew of the literature in agricuitural and davelopment: adminisfration': )
revealed that very little work has been done on analyzing feedback |

'.prvoblém‘sl ~§t ‘.bhe régional program level; In addition, most of the
“literature ‘rela.ted to feedback focuses ﬁpon "Western" settings and .

- dues not adeqt;é.tely refléct the institutional,_ communicative, and moti- :
va.t:;onal problems often ehcountered in less developed countries.’ |

i‘héﬂpiima.ry ciabj_.ective of this study, then, was to develop a
céhceptua.l framework 'fér a.na.lyzing. the major issues. and dimensions
iﬁherent in fhe ‘fe'edba.ck process. Such a framework can serve as~é. |

point of departure for more in-depth analysis by program administratora-
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_or e.ne,l:vsts who are ‘concerned with improving feedback in specific
fprogram contexts. Idee.s and constructs from several theoretical end
e.pplied fields such as development administration, communice.tions,
organizational theory, and economics were utilized and adapted to pro- -
vide focal points for examining the importent varia.'bles and factors
involved in the feedbe.ck process. It was concluded that the concerned
'administre.tor or analyst could begin to orgenize his own thinking gbout
how to diegnose feedback problems by a.pply_ing an analytical framework
developed sround the following three basic dimensions: |
1, A structura.l/procedura.l dimension involving s_uch factors
as feedback chamnels, nedls, and timing and {nstitutional
'end hiera.rchical rigidities. |
Q: 2,‘7_-: A 'beha.vioral/cultura.l dimension encompa.ssing such
v' ..’fa.ctors e.s bureaucratic and target group connmmica.tion
o a.nd 'behaviora.l patterns.
3. An allocative/decision-making dimension involving \
o 'resource ‘constraints and the determine.tionof f_'ee.sible'
alternatives. ' o
While the analytical framework was usefully e.pplied to feed‘back |
: pr'o'blems observed by the author in Venezuela, 1t still represents &
: prelimi‘:a.ry effort to dissect feedback problems within the context of
‘regiona.l agriculture.l programs in less developed countries. Much. more
| needs to 'be learned about the nature of the administrative environment ‘
,and decision-meking processes of specific non-Western settings before _j :

'g‘a. more deta.iled prcblem-apecific approach can be suggested.
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INTRODUCING “THE PROBLEM

While Working within & regional agricu.ltural development program
in Venezuela, the author observed thet the administrators of the agri- |
,‘_cultural agencies operating in the aree fownd it difficult to obtein
and maintain & flow of accurate R relevant ’ " and timely informational
f_eedbaok from village 1evellpro,jeots. ‘These regional, or district level :
‘ administratoral rarely had time for direct daily contact with the pro- :
gram pa.rtici'qants at the village level due to the latters' wide geo- PR
graphical dispersal and due to primitive connnunication and transportationf
systems.2 The administrators relied largely upon routine written reports
;.from the village level workers (Vms) for information concerning the i
progress, problems, and o'bstacles of programs. ‘ 'I’his information wae
“‘-"oomplemented by regular staff meetings, by infrequent field trips to the ’:
}in:plementa.tion sltes, and by oocasional interviews with :t’armer spokesmen ‘
B and. local politioians.

Nevertheless ’ theee sources of feedbe.ck often failed to provide

“the decision-maker w-ith enough a.ccurate and releve.nt information with

: lﬂierarchica.'l.ly the administrator referred to here might be
called e "second level" administrator responsible for one or more pro- .
- grams within an area or region. Interpoged between the program
‘administrator and the target group ere intermediary eommunicators such
a8 the field workers and their supervisors.

2Refer«'nces to the ' program participants at the village level" '
'_encompass 'both the village level workers and the farmers. o

1



f;whioh to eva.lua.te pro:ject performenoe, monitor on-going pro;]ects s e.nd B
‘to adept progrems to loca.l needs and: conditions., For instance, the

long and time-consuming reports filed reg;ula.rly by VLWs tended to emphe.-
v'size the quantitative re.ther then the. qualitative e.spects of their
.performence ; the number of fs.rmers visited LCLE reported but informstion

: concerning the nature or results of these conte.cts was :t‘requently

; excluded, A reported farm visit me.y he.ve consisted of no more tha.n a.n ,
: excha.nge of plesse.ntries at the fa.rmer 8 gete. Whether eny useful
.'informetion vas trs.nsmitted, whether it was accepteéd or re:]ected a.nd why
.we.s not reflected in the report. To complicate metters, the agency
,personnel who reeeived, compiled, a.nd edited these reports tended to
pla.y up suecess stories e.nd to dczrwnp:l‘esr program problems. Occe.sionelly :
& group of farmers wiuld seek & priva.te interview with an a.dministra.tor. '
.Often the VIM eccompsnied them a.nd, because of his higher sta.tus a.nd
eduoation, ected a8 their spokesmen. More often ths.n not the origine.l
query of the villsgers was sidelined e.s the VLW used the presence of

_the group to legitimize his own rec_uests ;- which somehow fe.iled to

‘ receive due consideretion when trensmitted through formal written chen- :
nels. Even on inapection tours e.n edministreuor was e.pt to be met by
‘the e.gency peraonnel e.ssigned to the villege e.nd by a he.ndpicked group
{Aj'of fa.rmers who were not likel,v +o bring up emba.rre.ssing topics. The
‘fermers who did speelc out were often those who were more powerful e.nd

h-better off. The problems the.t they brought up were not e,lwe.ys



_representative.of those facing.the greater number of ‘Leas influentia.l |
_fe."mers.s, |
As a consequence of weeknesses such as these in the feedback

process, projects often .'bec_a.me sﬁa.lled or 6cca._sioﬁally fa.j.led; to achieve
- their gba,].s. For exemple, in one Venezuelan agricultural settlement
the chief sgency engineer began & field clearing proJeet. Large
lmach_ines pushed the forest debris into low-lying arees. The farmers,
who were year-round residents, complained to the VIW and to the engineer
dir_echly that this work would block the natural dra.:l.nsges during the
rainy see.son. The engineer refused to heed the farmerg’ advice; con-

- sidering them ignorant end impertinent for questiohing his technical
, Judgment. “i'he reins did in fact bring widesprea.d floodihg. ~ The settle-
ment originelly planned &s a corn prodvcing area, ha.d to plant rice on. . .

' most of its acreage. Unfortunately, the price hed to be subsidized year« .V _‘ g
a.fter year gince input and marketing costs were higher in that ares, than
:!.n more centra.lly located rice growing areas,

The consequences of ina.dequate feedba.ck, as the example a.'bove -
_:illusbrates , Cal be extremely costly. ‘ The administrator o'bviously needs E
"o invest. egency time and resources towe.rd :I.mproving field to agency o

‘ conmnmications .

: , 3The examples cited stem from personal observations in Venezuela 4
_where the author worked for two years under the auspices of the .
. National Agrarian Tnstitute and the Peace Corps in a village level -
,.,ex‘bension progrem. During thet period he worked deily with VIWs and ’

farmers and dealt frequently with program administrators from the
National Agrarien Instituté and the Ministry of Agriculture.


http:direct.ly

'hlthough feedback and feedback related problems éppeared to
"c_:qncerri the Venezuelan program administrators, this aspect of agency
| commnications was largely neglected. The administrators were usually
'extremely preoccupied with daily routine matters and had very limited
time to spend analyzing communication problems of this nature. In
eddition to time constraints the edministretor faced an institutional
constraint on his freedom to alter existing feedback mechanisms and
procedures; Magjor overhauls of the feedback system were not feasible,
although the administrator did have the authority to chenge the system
Ain many small ways. Whatever formal training the Venezuéler; agency .
administrator had received appeared to have inadequately preparéd him
to deal in a.n‘ef"fective and comprehe:.sive way with problems per-
taining to feedback commnications. It therefors occurred to the .a.uthdrl
that prbgra.m ad:dinistrators in Venezuela, those in comparafblé“'éettings
elsewhere, and perhaps development program anslysts, might benefit from
& systematic and cohesive examination of the major issues und alterna-_-
| tives jpertinent to the feedba.ék process., It is to these actors in the
devélopﬁnent process that this study is directed.

- The examples discussed sbove illustrate some of the kinds or
“ i)roblems ericountered by the Venezuelan progrem administrators in
o'p'liaipihg' a realistic picture of the felt needs of the 'l;arget group,
th'e. sometimes urgent needs of the field staeff, and the problems and

| bottlenecks affecting or likely to affect program perfcrmance., On
the basis of & broad 'but“by no means comprehens:i:ve review of the
literatvre on agricultural program a.dmiriistra.tion end lmplementation,
and discussiéns about feedback with individuals familiar with |



o5
; p:6grams in'othei.éoﬁﬁttié55 it'ﬁould appear that prdblems‘of>gettihg o
accurate, relevant, and timély feedback fﬁam village level programs

_ 1
are encountered in at least a few comparable situations elsewhere.
. GENERAL LIMITATIONS OF THE LITERATURE

‘ In attempting to find specific suggestions in the literature 
iééﬁto how an adﬁinistrétor in the Venezuelan case, or one simllar to
) it, might begin to improve the feedback system some major'problems arose.
'Eirst, no empirical work was encountered which dealt directly with(the
feedbiack system and processes peculiar to the Veﬁezuelan situaetion
itgelf, The relevant varisbles and interactions to recelve attention
had to be based on the author's own ohservations and impressions. |
' Second, in the feedback related literature feviewed, there was a acﬁrciﬁy
of theoretical or empirical work on feedback at the level of reglonal
program administration within less developed countiies (1DCs) in general.
Very rew theorstical or practical guidelines were found which could help'
£he author to understand better the important forces at play within
the fée&bacg milieu at the level of regiqnal progrems. Third, the body

hAmong"the gources in which the need for improved feedback in_.

agricultural development projects is discussed are the following: Mak
F, Millikan and David Hapgood, No Easy Harvest: The Dilemma of Agri-
culture in Underdeveloped Countries (Boston: Little Brown and Company,
19575, PP. B6-88; Renaan Weitz, ed., Rural Planning in Developing -
Countrles: Report on the Second Rehovoth Conference, Lsrael, sugust,
1253 [Cleveland: The Press of Western Reserve University, 1965),

Pp. 55-59; John M. Fenley, "Emphasizing Certain Administrative
Processe 3 in Extension," Thoughts on Administration in Extension in
Rural Development, John M. Fenley, ed., Comparative Extension Education
Publications Mimeo, Release No. 8, April, 1961, Cornell University,
Ithaca, New York, pp. 9-20.

-
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v‘of litera.ture the.t does eddress itsel:f to feedba.ck prooesses -and o R
pro‘blems5 is confined mostly to the Western experience and may not be k‘
genera.l:!.zable to, or a.pplicable in, non-Western cultu.ral contexts., ' _Ih__,, ‘_
addition to focusing upon feedback problems within Western institutiohs
end settings, much of the literature reviewed tended to have a prescrip-
tive, as opposed to enalytical, z.mpha.sis. Thet is, rather than focusing
upon ways to increase the abiln.ty of & program administrator to recog-
.nize and analyze the major issues and dimensions involved in the feed-
back process, considerable emphasis seems to be placed on proéosing
remedies to specific feedback problems. Also, meny studies tended to
have a narrow purpose (e.g.,- improvement of reporting procedures or
‘report content) rather than focusing on the interrelationships among
'the structural, procedural, and humen behavioral components of the feed-
back process. |
It would be particularly helpful, then, if the analyst or
a.dministrator concerned with feedback problems had some speci* ic guide-
-1ines that could help him to conceptualize and evaluate in . systematic
way the constraints, important elements, dimensions, and aJLterna.tives
: :!.nherent in establishing and maintaining a flow of releva.r{t information

from grass-roots level progrems. This study is a prelimiha.ry attempt

5References to feedback, as an element in orga.niza.tiona.l conm=
rmnications, can be readily found in the literature of public adminis-
tretion, the sociology of orgenizations, and mensgerial communications.
‘More specific references to selected aspects of feedback within rural
‘development programs can he found in the literature of agricultural
program planning and implementation and in sgricultural extension.



;V"to diseect conceptually ‘some of these ma,jor dimensions and a.lterna.tives

;"'._so as to fa.ciliba.te the analys’o'a or edministrator's job a8’ they a.ttempt
to come to g'ips with the problem of getting useful and timely feedbe.ck. :

II, OBJECTIVES

Specifically, then, the objective of this study is to suggest
”f;‘;scune conceptual dimensions around which the progrem a.dministra.tor or
: ‘ana.lyst can orge.nize his own thinking about how to:
| - .1, Diagnose the problems and o'bsta.cles involved in o'btaining
| end maintaining an improved flow of feedback from the :
| program participants et the village level; end,
: 2, f‘ormule.te, evaluate, and select feedback alternatives
consistent with his particular informational needs,
‘resource constraints, and other major limitations’ likely
to be enccuntered in the task environment.
o 'ln other words, this study seeks to provide a conceptual point of
clepcrtuxga for examining, explaining, and solving informational feedback
" problems in agricultursl development progrems like the Venezuelen situ-
'a'Eion lwith which the author is a.c_:qua.inted. Its aspired contribution
‘18 to ldentify theoreticael ideas from several areas of socia.'l sclence
ﬁhgt appear to be especially relevant, to bring these concepts moz;e
sha.rp 1y to bear on agriculturel program feedback per se, and to blend
them inte a cohesive framework as a starting point for dlagnosing
| specific problems. Especie.lly in mind is the program administrator or

researcher who has to ‘begin with e limited amount of concrete facts.



The major purpose is not 'to’ draw definitive cohclusioﬁs ghout oy
'nia.nifesté.tions end causes of feedback difficulties in Venezueian local-
sction progrems, Lack of comprehensive information beyond personal
observation and recall prevents this., Instead, selected aspects of
these particular programs are used tv 1llustrate how analysis of feed-
back problems might be approached systematically, key questiqns-identj‘.-“ |

fied, and additional factual needs illuminated.
III, METHOD

g In developing & conééptual approach whi'ch can be useful in " _
analyzing feedback processes at the regional level the follm'v"ing geﬁéi‘al ‘
steps are helpful: ; ' o

1, Define clearly just what the feedback problem is, i.e.,

determine the nature and magnitude of the dlscrepency
between what information from village level programs
“i1g needed and what is received.

2_. Determine what are the relevent issues, dimensions, and

él*:.ernatives involved in improving the feedback procqsé.',

Iﬁ order to diagnose conceptuelly the variety of human, structural,
and procedvral dimensions and issues inherent in the feedback process,
literature from several formal areas of inquiry shell be drawn upon.

A pumber of constructs and ideas from such areas as commnications,
development administration, organizational theory, and economics can be
: vsefully applied or adapted to meet the theoretical and practical needs

of the program. administrator as he begins to organize his own thinking



about fxaw to g'i'applé‘with feedback problems, For e:iample , Fred W,

" Riggs in describing the milieu within which administration in LDCs tekes
place, points out several beha.viorél tendencies found within bureaucra-
cies, such as fémalism, bureaucratic political activity, and status
consciousness, which can have congiderable impact on the transmission
of feedback to the ev.dmin:l.s‘brel.to::'.6 In similar fashion, Sanl M, Katz,
'in outlining the functions thet an organization needs to perform in
6rder to be effective, provides some useful clues to the kinds of feed-
back en agency might require.7 The opportunity-cost principle and othel
tools from economics for sllocating scarce resources are also relevant
to feedback decisions. Constructs end ideas such as these which can
 econtribute to the administrator's ability to conceptuslize the major
iss_ues and elternatives pertaining to feedback will be examined in

detail in the following chapters.
IV. ORGANIZATION

: In.Chai)fe: IT a start 1s made toward the devélopment«of a
: fra.mework for viewing the feedback process. Key concepts and idea§ '
from various disciplines that cen be applied to the feedback problems
of fqhe regionel agricultural program ad:ﬁinistrator are pointed out
and diﬁcuséed.

o 6Fred. W 'Riggs, Administration in Developing Countries: The
‘Theory of Prismatic Society (Boston: Houghton Mifflin Compeny, 196L),

| T8aul M. Katz, "Administrative Capability and Agricultural
Development,” American Journal of Agricultural Economics, Vol. 52,
No. 5 (December, 1970), pp. 79u4-802.
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Chepter III focuses upon the major structural and”proee&ural»"_ -

"diﬁensions and decisions inherent in the feedback process, 'How the -
administrator can begln to identify and evaluate verious feedback
alternatives 1s'a ma.jor concern in this chapter, :

Chapter IV outlines and discusses some commonly encountered
human obstacles to feedback, Behavioral tendencies :Ln both the cha.nge '
- agency bureaucracy and the target group which can give rise to feed-v '
ba.ck problems ere examined.

Chapter V 1llustrates how an edministra.tor in a situation like
that obgerved in Venszuela might utilize the suggested analytical -

. appreach in examining his specific feedback problems. ‘ ‘
. Chapter VI briefly suggests some areas within which fu’qﬁre

. feedback related research could be carried out.



HOMHED A DIAGNOSTIC FRAVENCRK

The '.‘pro:grem administrator faces the special problem ot rele.tinéif
’\‘_a.gency programs and capabilities to the needs and requirements of a f e
.'vveriety of local situe.tions which are largely outside of his control,
FHe_must keep attuned to the task environment and to the pulse of vil;l.age' '
_1evel progrems. Unfortunately a systematic framework for viewlng the
‘issues and alternatives involved in obtaining feedback from village |
ievel projects appeers to be lacking. How an administrator ox anelyst
_-might begin to bring into focus the relevent elements of the feedback
‘process within a regional setting gimilar to that observed in Venezuela

is suggested in broed terms in this chapter,
I, -IDELINEATING THE PROBLEMATIC SITUATION

As a. first step in exemining the specific feedback process ~under -
»considere.tion here, the concerned individual. (ane.‘l.yst or administrator)
will wo.nt to delimit the probleme.tic situa.tion e.s clee.rly as poss:!.ble. '\' '1’«1
‘E'FVThe.t is, he needs to specify:
| 1, Exactly what he means by feedbe.ck, .

2. The feedback performe.nce the.t is desired, e.nd,

3. The extent to which aotne,_l‘feedbe.ck meets these desires.

iFeedback Defined

Feedback has been defined in: ve.rious we.ys and et different levels -
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‘of generality depending upon the"areé.'oi“ ééﬂcern ‘and i:érsﬁéé#iwfeé' vo_f»v:
the source.8 For the purpeses of this ‘study,*feedback will be conéeived»
in terms of the progrem and éonmmicaﬁior.xs.'context éf'the regional asri- |
cultural development agenoy. ' ” . * | ‘
What is to be meant here by feedback, then, is the followiné: :

Feedback refers j:__o_ the i’vlow of information 1;2 the effective agency

decision-maker(s) concerning the Lmportant factors end forces at the |

village level which need to be taken into account for progrem adapte-

tion, impleuentation, maintenance, and evaluation purposes. That 1s,

.feedba.ck as defined here is the communicetions procesé by which the |
agency decision-meker at the regional or area level receives informa-
tion concerning (1) the status of projects at the villege level (1.e0s

' how well they are performing and the nature of the activities that are
being undgrbaﬁen); (2) the input requirements of village level projeété';'"'
(3) the changes, obstacles, and bottlenecks affecting or likely to
affect projyects ; and, (4) the program related grievances a.nd felt-needs
‘o:C the target group (e.g., how they feel about the substance and/or the

A ‘execution of existing projects). On the basis of this info:mation'thé

- administrator cen make allocative decisions and determine fhe changes

: b:ouéh'ba‘dout by the agency's own actions 61' performance.

‘ 8A very genersl definition of feedback is given by Snyder, Bruck,
and Sapin: "Feedback refers to the messages sbout the actions or states
of the system which are roturned to the system . . . makes it possible
for the decision-makers to have a more or less current picture of the
success or failure of their actions and the relative adequacy of the
system," From Richard C. Snyder, H. W. Bruck, and Burton M. Sapin,
Decision-Making as an Approach to the Study of International Politics

{Princeton: Organizational Behavior Section, Foreign Policy Anedlysis
Project, Foreign Policy Analysis Series, No. 3, 1954), p. 88. :




'f Feedba.cl: Needs

The a.gricultural program a.dministrs.tor requires a flow of

s.ccura.te, timely, and relevant feedback about programs at the villag‘e.k
level in order to carry them out successfull;y. , o ‘

The agcuracy of the information he receives is critica.l, for hisi‘
decisions can only be as good as the informa.tion upon which they a.re
‘i‘pesed.

_ f The timeliness of feedba.ck is essentia.l for informa.tion needs to_‘ :

:'be received with- sufficient lead time to a.llow for analysis, decision, "
aad action,

v »I Of all the variebles ‘tha.t could be reported to the decision-.

| maker from the implementationlevel those' that are immediate‘ly relevant
_in. important ways %o pr'ogra.m success ‘deserve priority.

| In addition to pointing out. specific desirable attributes of

feedback, it might ‘be ‘convenient a.t this point to meke expliclt in

’prs.ctica.l terms some of the major reasons why feedback from village

‘level programs is useful. N »
| 1. The administrator's knowledge of the major forces: and

‘constraints affecting program implementa.tion at the village levei isv' ‘
jinstrumental in adapting vague natilonal plans ‘vs.nd policy directives to
local settings. For instance, in order to steni the flow of foreign o
_exchenge spent on food imports the Venesuelan national planners decided"l
to promote rice production. It was then up to the regiona.i a.dministre-i
tor to decide which were the best rice producing loca.lities in his

recion in terms of soil types. lrrigable acree.ge, fa.rmer receptivity,
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‘proximity to product and factor markets, and numerous other criteria.vv
~ How well en administrator was able to translate these nationally formu- y
ﬂlated plans into viable operational programs in a variety of local :
.situations depended on his familiarity with the region and- his ability
to keep on top of_developments.in the field as proJects were implemented;3

| 2.‘ The administrator is likely to have‘very limited resources ‘
‘eto allocate among . competing proJects and programs. Consequently, he‘may
need a flaw of information concerning the impacts that various programs
a:are having in order to Judge for their relative cost-effectiveness.
‘:Similarly he may need - information concerning the deployment and utiliza-
tion of scarce agency resources 8O as to maximize their impact and to =
keep them efficiently and productiyely employed.,

3. A flow of information during program implementation may help
 the administrator to recognize and to avoid, or at least act upon,‘
. eritical bottlenecks before mador problems and waste develop.
v k, Through a process of consultation between the decision-maker
land program participants at the village level (i.e., change agents and ;
| farmers) a greater understanding of mutual problems end capabilities
vcan possibly develop. Mbre realistic expectations of the ability of
.‘all parties to respond to change and probleus may evolv

5 - By eliciting feedback from program.participants at the village
-level a greater gense of involvement mey be generated on their part.: o
As a result, the project design may be more in tune with their felt-‘
fneeds and motivations, their attitudes toward, and response to a pro-‘~
vcsram;may be more favorable, and they may make greater personal |

‘contributions to the project.
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Actual Feedback Performance

The magnitude and nature of the feed'back pro‘blem ta.kes on some
conereteness when feedback needs and requirements are compared with
actual feedback performance,

The examples in Chepter I 11lustrate the ways in which feed'back

8 in the Venezuelan situation frequently falled to provide the program
:administrator with the ini‘ormation he needed to make adequate program-

: 'related decisions, Accuracy often suffered because of deliberate or
-unintentional distortions and/or omissions in staff reports. Frequently
'fpro'blems at the village level were not perceived or reported until a
crisis situation already existed. Formal feedback channels themselves
were slow and cumbersome, thus delaying: the transmission of even urgent
V;Lnformation. Reporting devices were time-consuming, routinized, and
_not adequately designed to provide oertain types of information needed
‘by the administrator. Information requested in reports often was no ”
"longer relevant to changing local needs and project phases.

R The humsn relationships and rapport between agency clientele and
]‘ete.ff and emong agency personnel themselves were not always conducive v
to constructive and candid feedback communications. For example ) some
'}'."‘_'farmers considered agency officials ineffsctual, slow moving, and self-.‘
,.‘,-,concerned. Agency officials, on tne other hand, frequently Jooked down

i.,..on fa.z'mers as uneducated and ignorant
T, " BASIC CONCEPTUAL DIMENSION. OF THE FEEDBACK FPROCESS '



;ffeedback performance in general tcrms, attention .can beshifted to-a
~?conceptual analysis of the feedback process,

| In deriving the major dimensions around which a disgnosis of the
_feedbaok process of concern here might be organized, ‘a"1ine of deductive
inquiry can prove to be profitable._ Three mador areas of concern stand
out as focal points around which & conceptual analysis can bn structured.
They consist of (1) 3 structural/procedural dimensiﬁn, (2) e human
behavioral dimension, and (3) 8 decision-making dimension. ‘The so-called

ructural/procedural dimension encompasses & host of issues and alterna-
tives pertaining to such things as feedback media, channels, and timing.
The human behayioral dimension pertains to the way that the feedback |
;process is affected by the motives and. perceptions of ‘the feedback comr
'municators within both the agency and the target group. The decision-v
making dimension, while less tangible than the other two, is equally
important to the program analyst or admin*strator. “TH refers ‘to:the art
iof assessing and. choosing among the verious alternatives involved in the
bfeedback proceas--whether structural/procedural or human within the

bounds .of relevant constraints.-

III, USEFUL CONTRIBUTIONS FROM EXISTING:BODIES.
OF KNOWLEDGE

A key working hypothesis in this study 18’ that certain constructs
and existing lines of thought from sevaral disciplines offer useful
points of departure for delving into the three basic conceptual dimen-

sions msntioned dbove._ Speoifically, some ideas and modes of analysis
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‘from’commuications, orgenizational theory; development "adrdiiir:tstration"',‘ | |
'and economics ca.n be adepted or’ built upon to help the analyst or o
vadm:l.nistra.tor to gain insights, into the structure.l/procedural, huma.n, ”

e.nd decision-ma.king dimensions of the feedbe.ck prooess.

ACOnmmications

Few, if any, forma.l comnnmications models dealing expressly with
. information feedback are ree.dily ave.ilable in the literature. However, :
there are some general mndels which can be e.pplied to either the die- o
r semination of information from the agency or to t’ae return florw of . ‘ |
-;_informa.tion to the agency (1. e., feedbe.ck) For example, the elements o
'.'in the Berlo or Sha.nnon-Wee,ver comxm.mica.tions model illustrated below

. i.n Figu.re 1 can be usei‘ul in analyzing .’c‘eedbe.ck.9 While models such as -

Barriers - ‘blocks to’ comnnmication
Filters - bie.ses in selecting*messa,ges

Noivee .--3. rendom elements that distort

"——’l +the message
Feedback ©_ ... 3. [FEEDBAGK| .  Feedback
.. Source encoding " . | . CHANNEL decoding Recelver .
(Farmers or ' LT (Program Officiel)

“PMald Staff) . , . .
FESVUDBAVL, Fmpo@um

Figure 1. The Berlo .or. Shannon-Weaver commmications model
»applied to- informational feedback, -

P 9Adapted from the Berlo, or Sha.nnon-Weaver, connmmications mndel
.‘as discussed. inea ‘mimeogrephed handout prepared 'by Ja.mes E. Snell,
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thia rhﬁre !io'!:; 'dleé:l;gned with the specific feedback needs of the
a.éx‘ictl‘bu;al progrem administrator in mind, they can provide a pb:!.nt
‘,"!of departure for more detailed problem-specific analysis.

In the first plece, the administrator might try to identify and
~ evaluate the effects of various barriers, fiiters, and noise upon the
_ :feedﬁack flow. Ba.rriers, for example, could be physical, such as the
'a'p‘sen.ce of communications facilities, or human, as in the case of ‘
| _‘reda.lci'bra.n‘b feedback lreporters. ‘The subordinate steff which reports
to .the administrator may intentionally or unintentionally filter the
infomation thet they receive. It is not at all certain that the infor-
mation which thg staff chooses to report or perceives as relevant will
éoincide with the decislon-muker's. inféfmational needs, The admiﬁistra-
n"tor will need to be able '-‘tq re;:ognize and see through such noise as
: padded and glossy répor‘bis which distort or conceal the ﬁature and mag-
’ nitﬁd.e of program prnblems at the village level,
The administrator might. also look into the encoding system to
" _see'i’fait is appfopriate’ for the type of information devsired. Fulfill-
'v‘,m;en'!_; of a target can be noted in terms of quantitative indicators for
.'-instanée", ‘but getting at. Just haw it was fulfilled may not adequately
be endOded by use of numbers. Decoding of informetion can similarly

' lead to misinterpretations if the symbols or units used are imprecise

Associa.te Professor, Department of Agricultural Economics and Rural
Sociology, University of Tennessee, Knoxville, Tennessee, Winter
Quarter, 1972, Also see: David Kenneth Berlo, The Process of Com-
.mnications: An Introduction to Theory and Prectice (New York: Holt,
Rinehart and wmsm
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or :é@biguouﬁ. Diffe;'ént f&pés"‘bf"infomtion'may.require different .
reporting channels, For e:éa.inplé ,» information regar‘ding an urgent need |
forb the adminigtrator to rectiﬁ credit shortages before farmers become
irate mesy reach him through a !different channel than that used to handle

| monthly progress reports.

Organizational Theory

Some concepts from /the literature of organizational theory cen
' '.a.lso be helpful in examining the feedback proceas. In pa.rticuléi', the
four basic functions of an organization discussed by Saul M. Katz
(i.e., meintenance, transformation, adeptation, and guidance finctions)
provide a point of departure for categorizing the kinds of feedback
information required by the agency.lo

Briefly, Katz's "maintenance” function refers to the need of an
organization to establish and maintain orderly internal structures and
procedures. Logistics, budgetary preparation and control, personnel

‘recruitment, training, and supervision might fall within this function.

The "transformation" function of an organization is that of
' converting agency inputs of funds, materiel, and personnel into the -
desired responses by the target group., The transformation function is
the process underlying project implementation aud execution.

The "edaptation" function helps to keep th'e agency in touch with
important developments in th_e external, enviromment, stimulating adjustf

ment of progrem content, methods, end goals to these changes. As

, Ogau1 M. Katz, loc. cit.
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examples, the need for agency adaptation could coi:ie from new ( o
le’gis}etioh, political events y cllentele wants, or publlc reactioris to
vagenc:y‘ i,rogra.ms. ' ‘ )

Katz's "guidence" function serves to qoerdinate and direct the
- gbove three functions in such a way so es8 to minimize conflict among
- them and to meke the most of their potentiel complementarities.

In looking at the feedback requirements of an agency responsible
for cerrylng out villege level programs Katz's categories can easily be
adapted to represent the kinds of information thet the agency needs.
Tha._tv is, the agency needs certain informationsl inputs from village
level programs to ensure and facilltate program maintenance, trans-
formetion, and adaptation and guldance,

» Another useful category can be referred to as program
"evaluative" feedback. That is, in addition to generating feedback
related to how a progrem is performing vis-a-vis each of the four
functions discussed above; there 1s a need for feedback about how all
of these are edding up collectively in terms of overall progrem goal
achievement.

| Perheps the feedback interrela:bionships and requirements being
diﬂcussed can best be summed up in dlegrematic fashion as in Figure 2,
| The sbove categories will be taken up and applied directly to -~
‘the feedback decisions discussed in Chapter III. Suffice it to.sey

. here that the organizational functions defined by Katz can be usefully
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[Overall Agency Performance] o -
1 3 n S~ Evaluatiye Feedback .
1 Guidance ]
T / NEEDS
: Edalﬁtatioﬂ—Feed'back about 7))

specific progrsm
[Pransformation
PaIntenance

functions
Figure 2. Interrelationships emong egency feedback requirements.

adapted to help clarify the micro-requirements of the chenge
agency/village program feedback process.ll

A more in-depth application of Katz'sideas and of those from
communications which ere rela.te@ to the structural/procedural end
decision-making dimensions of the feedback process shall be taken up in
the following chapter, But what aebout the behavioral elements that

influence feedback patterns and content? Some ideas and illustrations

1;Addi'bional feedbeck important to the egency's continuing
effectiveness may originste and stem from sources outside of the
‘agency-villege level progrem context. Information about how the
egency's actions and activities affect or are affected by a wide range
of groups, organizations end individuels is needed in the long-run if
the sgency is going to be successful. However it is unlikely that the
feedback system for gathering and trensmitting these informationel
inputs will be as formally elaborate and developed as the system for
relsayinz the feedback from villege level programs. For a detailed
discussion of the need for organizationel linkages with outside groups
see: George H, Axinn, "Principles of Institution Building," paper
prepared for the Asian Agricultural College and University Seminar,
Bangkok, September 21, 1970; H. L. Bumgardner, Welter Ellis, Rolf P,
Lynton, Christisn W. Jung, J. A, Rigney, contributors, A Guide to
Institution Building for Teem Leaders of Technical Assistance Projects,
prepared by North Caroline State University under contract No., AID
CSD2807, December 1971, pp. IV-1l to IV-31.
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fromv'bhe litera.‘buie of development ‘administration can be helpful in
identifying the behavioral attributes found within buresucracies which - |

can have an impact upon feedback communications.

Development Administration

Fred W. Riggs has developed a model that attempts to explain
‘buresucratic behavior within LDCs.12 In considerable detail he |
describes the characteristics and forces at pley within what he calls
"prismatic society." He then proceeds to depict the consequences and
resulting behavior patterns within LDC administration in general.
Riggs' model is useful here inasmuch as it begins to ldentify behavioral
tendencies that were perceived to affect feedback within the Venezueia.n
context. How feedback from the village level progrem particlpants to
the asgency decisicn-maker is affected by manifestations of bureaucratic
self-interest, formalism, status consciousness, and politicization is
of concern here, .

Riggs vfmzld argue that these behavioral tendencies sre mutually
reinforcing and when left unchecked, will consume inordinate emounts
of the agency official's time and energy to the detriment of his formal
responsibilities. It could be argued, however, thaut countervailing

extra-buresucratic forces can act 4o encourage and enforce a certain

amount of accountability and program direction within the bureasucracy.

 Influential interest-groups such as the Federacion Campesina and the

Liga Campesina in Venezuela exert pressure upon the bureaucracy at

 2gee Fred W, Riggs, loc. cit,



"viQQai ievels; At ﬁhé sﬁﬁe:fihéAif;feésioﬁai ﬁorﬁs:ghd attitudes that
-énhanéed Job performance-were ndt totally lacking among agency personnel.
| In commeﬁting on the influgpcq of professional norms upon bureéucratic
behavior, Sharkansky has noted that " . + « these norms affect both the .
brofeésional's view of the problems that he sees in the environment and

the goals he ﬁdopts in order to confront these problems."l3

Resource Allocation Concepts

Economics provides scme key concepts and decision-making tools
| pertaining to resource allocation that can be used as guidelines in
 helping the agency administrator realistically to assess his abi’ity to
act on the feedback problems he faces.

The decision-maker is confronted ﬁith matters of choice regarding:
how far to go in commitiing scarce ageﬁcy resources to get informatiqn,’
what infofmation to seek, and how best to allocate his information

gathering resources among feedback alternatives. The opportunity-cost

grincigle can be applied to help choose from amoné feedback alterna-:
tives. The notion of performance trade-offs among alternatives is
applicable also. | |

- In determining whether to invest agency resources in feedback
- a8 opposed to another agency activity, some way to estimate the value
: of feedback information is essential. While the decision-meker may

not have access to quantitative date on the costs and benefits of

131ra Sharkensky, Public Administration: Policy-Making in
. Government Agencies (Chicag0° Markham Publishing Compeny, 1970), p. 4b.




f”t?;dback informafion, he otili moy'bo'dblévpo'ﬁéké;roasooabiy”soupojl:'4
Judgments by meking all the "costs," and "booefiﬁs"'éxplicit oven ir
: they ere non-monetary in nature. ' o ‘

, In ettempting to select the most appropriate feedback alternative
or mix of alternatives, it is important to assess each in terms of its

‘ likely effects on program performance, Evaluating these effects is

apt to entail judgments not only about egency time and expense, but

also ebout the responses of people in and outslide the agency tobthe
proposed feedback alternatives. For example,. & plan to get extension
porsonnel from cooperating agencies who worked in identical projects
within the same Venezuelan villages to file Joint reports failed because
agents did not like to have their co-workers see how they padded and
distorted their reports. This type of outcome was not considered by
the admihistrators nor were any provisions made to contend with the
problem, even though it was common knowledge that petty rivalries T

flourished among the agents.

Various Applied Fields

Some strategles and approaches for improving. the pivbtal'f .
dimensions of the feedback process (1.e., structural/p;oéedural,‘human
‘;communications, and decision-making) within sgricultural programs can

‘be drewn from the applied literature of rural sociology, progrem plan=-
f,?ning and lmplementatlion, end extension., On the basis of the kinds of
h?problems and humen responses discerned in the Venezuelan situation, it
‘ﬁouldfappear that some of these remedial possibilities for improving
. feedback hand-ups might prove useful, In particulor, general -
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 ;uggé§fioné foi iﬁbroﬁing:éeft;iﬁ:struétniéifprddedural ;épecfs of thé
feedback system (e.g., report éontent, format, timing) would seem to
be applicable within the program context observed in Venezuela. ‘Ideas _
'froh rural sociology about legitimizing agency programs with the targef
-group could concelvably be used to improve grasé-roots participation
in the feedback process, Some ideas from extension and personnel man-
agement, while reflecting a Western cultﬁrel bias, could conceivably
.be employed by the Venezuelen administrator in his contacts with feed-
back commnicators. In sum, & number of suggestions encountered in the -
litgrature for imprdving particular feedback problems might be éffec-» J
'tively adapted and utilized'byAan administrator in a situation similer 3

to that observed in Venezuela..lh

thisted below ara a few selections from the applied literature

which offered relevant suggestions for analyzing feedback problems- and
which seemed adeptable to the cultural and institutional milieu of the
‘Venezuelan progrem administrator, :

Earl M. Kulp makes some useful suggestions about how feedback
reporting formats and data elements.can be organized: Earl M. Kulp,
‘Rural Development Planning: Systems Analysis and Working Method (New
Yorx: Praeger Publishers, 1970), pp. 325-346. For a discussion on
some ways to improve human communications in feedback see: W. Keith
Warner, "Feedback in Administration," Journal of Cooperative Extension,
Vol, V, No. 1 (Spring, 1967), pp. 4i-45, Some general but useful
sources offering suggestions on how to bring about behavioral changes
within change agency bureaucracies are: Allen R, Cohen, "The Human
Dimension of Administrative Reform," Development and Change, Vol, II,
No. 2 (1970-71), pp. 65-82; Detchard Vongkomlshet, 'Innovation: The
Task of the Civil Servents," Report on Regionsl Seminar on Development,
Maleysian Centre for Development Studies, Prime Minister's Department,
Kuala Lumpur, Malaysia, 1968, pp. 27-31l. For constructive ideas on
leadership and motivation within rural development agencies see: Davld
W. Brown, "The Human Element in Getting Programs Going--Legitimization,
Motivation, and Leadership," Unit L in a series of mimeographed class
notes prepared for a class on Agricultural and Rural. Program Planniag
by David W, Brown, International Professor, Department of Agricultural
Economics and Rural Sociology, University of Tennessee, Knoxville,
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IV. SOME CONCIUDING REMARKS

Some ideas &nd concepts from commnications, develcpment
administration, orgenizational theory, and economics that appear to
provide a basis from which en enaelysis of feedback can be undertaken
have been digscussed. The very complexity of the subject seems to
necessitate an eclectic approach. Perhaps this study can meke a con-
tribution by attempting in preliminary fashion to conceptuﬁlize and
present in é systemetic way the issues, alternatives, and forces at

play within the feedbeck process at the level of regional_programé. :

- Tepnessee, Swmer, 1971, While the literature that was reviewed in
the area of menagement communications and personnel management was
directed at the practitioner, many of the recommendations were pre-
gsented as indisputeble maximes.  Unlike the other sources mentioned
above, these often lacked an analytical thrust which would have g
- facilitated their application outside of a Western cultural context.



CHAPTER III

BTRUCTURAL/PROCEDURAL DIMENSIONS AND AL'.I'ERNATIVES
IN FEEDBACK DESICN o '

The dbdective of this chapter is to examine the mador structural/
:*procedural dimensions involved in the feedback procens. These sre = .
"fremed within a decision-meking context, which emphasizes the need to

~ consider and evaluate alternative courses of action.
I. FEEDBACK AS A FROBLEM OF ECONOMIC CHOIQ.E‘-‘ -

It'is imperative that the progrem administrator take'into
v‘,eoneideration both the disposition of resonrcee for feedback purposee
vand the nature of the agency 5 feedback needs as a prelude to eeting "
on reedbeck problems.

Initially two allooetive decisions faee the administrator
 -concerned with making feedback improvemente~'-the first has to do with‘
the ellocation of agency resources between (a) information gethering
and analysia and (b) project execution; and the second hes to do with .
| the allocation of feedback resources between the search for new informa-
- tion and sustaining on-going feedback processes (i.e., thoeefinVOlved ‘-
in monitoring existing projects and expediting actions to alleviate

bottlenecks in these projects).

Feedback Versus Action

The administrator may improveffeedpeck by (e):ehanneiinﬁpnore;e

o1
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' resources into feedback aetivities,"end/or‘by (b) inmrovingfthe -
effectiveness of those information resources presently at his disposal ,
(e.g+, encouraging more effective information gathering, transmission, i‘
and analysis). In the short-run the totel emount of resources aveil-
‘able for project execution (action) and feedback is apt to be fixed.
Cooseqpently the administrator can only increase the emount‘of-egenoy, -
resources (e.g,, personnel, time) available for feedback gathering.and':‘
“analysis by shifting them away from agency implementation activities,
ﬁThe administrator can visualize action and feedback/analysis as partial -
.ésubstitutes for one another in generating maximum program performance ‘J -

‘a8 shown in Figure: 3.,~

" The égency s "production poseibility
/curve" showing alternative uses for
its resources. o

Combination of action and feedback/
N BRS¢ analysis which ylelds maximum program

: ',H~ performance.
SN P |
TN - _ Levels of program performance

" and the slternative mixes of
— action and reedback that can
‘achieve: each, - ~

T N
Feedback and analysis

A5 Figure 3, The allocation of agency resources between action
and feedback/analysis components.,



In such cases the .queetionvie ﬁhere to "dre.ﬁ the line" in allocating
resources (and/or the administrator's attention) between (1) feedback
and analysis, and (2) action implementation so as to ma.ximize tota.l
egency performance, Some considerations which may tip the balance of

sgency resources one way or another are illustrated below in Figure y, .

Feedback and Anelysis Action
--uncertainty of outcomes - p=urgency of not diverting

and reactions., : .| resources from the action
--gubjective reluctance of] itself.

officials to teke risks, Agency * |--backlog of experience and
-~consequences of making Resources awareness of local

serlous mistakes. ————3| conditions among officials.
--documentation nceds. : ..capability of the fleld

: starf,

Figure U. Factors to be considered in allocating. agency resources

:".fto 'Ehe a.c'bion or the. feedback/analyeie components of agency programs.

Clearly the best allocation of resources beﬁéenfection and feedbeek/:;
',a:.'na'.lyeie will vary from case to case.
| ~ In many situations, however, the allocation ofresdur‘ceebetyeieri
feedback and action may be predetermined by precedent and the eete.b-; vv
lished ways of doing things within the agency. The 'administratorfme&f' g
;heve 1ittle leeway to shift resources from one use to another. In such
‘instences feedback: improvemente can be more easily rea.lized by increa.sing_ :
,.the effecﬁivenese of the existing feedbe.ok resources a.nd system. . Mos'b

i—zof this ehapter will be concerned w:l.th this 1a:bter a.pproe.ch.
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Competing Feedback Alternatives .
E '.l‘he administrator may also face decisions relating to how far he
lrshould go in committing feedback resources to o'btain new or” additione.l
-information upon which t¢ make program decisions.‘ _.I;n,,,doinﬁg so_;,i,t is_;
helpful to- bear in mind the follow:l.ng points. o :
l. Information gathering and interpretation is &, continuous '
“oooend rarely completed task. | B
2. Most decisions are made on the basis of the best avail-
"{'a.ble information Bt any point in time. D
3. ivRarely do deciaion-makers possess all of the information
related to any particular issue. : Rather, they seek
,suﬁ‘icient information upon which to make reasona'bly
‘ sound decisions.l5 : s '
“The limits to new information gathering include ;(l)' the costs‘
lf,'-’:finvolv'ed, (2) the cepacity of the feedback system to handle and inter-
"'.’fpret increasing amounts of information efficiently, and (3) the com- |
’ .peting naeds for feedback resources.. With reference to this last
limitation, it will be recalled from Chapter II that different kinds of
’ ' feedback are required 'by the agency. These alternative feedback needs
- co:@ete for existing resources. For instance,‘ feed'back resources
_._ineeded to help .arrive at new program decisions may a.'l.readv be tied-up
| -.vin the monitoring of on-going projects. -, To detract from the 1atter

P 'use may have serious implications for the performance of these pro;]ncts. 3

R, 15 Ira Sharkansky discusses some information -eongtraints: which ,COm=
f_monly faoe sgency decision-makers. - Sharkansky, op. cit., rp- ho-hg '
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‘*On the other hend, the ve.lue of additiona.l informa.tion may be high in
j;_yterms of its pay-orf in total progre.m performe.nce. ’i‘or exa.mple s
»diversion of: resources toward finding out why farmers in a particular
'v:‘area frequent]y defa.ult in credit ‘repayments mey more tha.n dustify eny
discontinuities or problems ereated in other feedba.ck activities per-

:te.ining to tha’t program. .

\"Tha Va.lue of Feedba.ck Information

| To be sure, before the administra.tor can determine whether an
f‘._investment or a.gency resources for feedback purposes is worthwhile 'y .

‘ some feeling for the value of feedba.ck is needed.

The costs of obtaining feedba.ck are relatively easy to. determine.
In addition to the costs though, the administrator needs some notion of
| the net va.lue of information 80 as to be e.ble to Judge how much 'to _ |
! spend" on. information gethering (1. e., feedbe.ck) as & whole a.nd how to
.e.‘l.locate resources a.mong different: feedback needs. Altl.v...,.._absolute
‘va.'l.ues msy not be ea.sily a.tta.ched to the informetion reaching the

| 3 decision-me.ker through feedback channels y & sta.tement concerning the
v.strea.m of benefits derived from the informa.tion can be me.de. Some
[rea.dily recognizable pay-offs of informs.tion are listed: belon. ’

, --Value added by information as decisions are -made tha.t other-
wise would not be ma.de 3

.--Value added by information as declsions by anelysis prove
‘“better than decisions by insight T

--Va.lue a.dded by informa.tion as the scarce oommodity of
vinsights if freed from lower-level decisions . end can be:
' applied to higher-level problems,



-

‘-./-Vbélue added by information as decisions are made sgoner
‘because of the increased confidence of the manager,l

These benefi‘bs as well as numerous others, while not amensble to
_qua.ntification in’ every case, can be made explicit and contrasted with
the costs of acquiring information thus providing the decision-maker
wi'bh a rough egtimate of their worth to him. Even though the ambiguity
;and uncert'a.inty surrounding the feedback process ‘can be reduce@ by pine
"éoinﬁing and suggesting methods for weighing the relevant issues and
alternatives, it is important to bear in mind that:
. There is no once-and-for-all decision that reflects a
completely rational assessment of problems, goals, policies,
and the benefits and costs assoclated with each possible option,
As changes occur in the . . . enviromment, 1t 1is necessary for
participants to learn about the implications of these changes

for the current set of goals or policies and perhaps renego-
tiate.17

II, SUBSTANTIVE COMPONENTS OF FEEDBACK

‘ The 1nit1al step in tackling the feedback problem is that of
defining preclsely what the informational needs of the agricultural
program sdministrator are, The more clearly the administrator is able
-~'Eo determine the kinds of information that he needs to make timely and
reaii'stic progrpmvdeeisions,_ the more »efficiently can he ma.rshg.l his
| scarce - information-gathering. resources. Ascertaining his informational

lsAdria.n M. McDonough, Information Economics and Menagement
5, p. 113 it

Systems , (New York: McGraw-HiIl Book Compeny, inc., 1963
&so contains an interesting chapter on micro-level information econom-

ics, see Chapter 6, pp. 92-118,
| -17Sharkansky, .g;g‘. cit., p. 43.
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needs 18 not & simple task, He may be responsible for the
implementation of several villege level prOgrams (e.g., credit, exten-
,“sion, infrastructure) which involve different goals, input requirements,
personnel, target groups, levels of supervision, and even different
reporting systems. Considering all of the other demands upon his time
-1t 18 little wonder that the administrator can easily get out of touch
with what 18 really happening within programs at the village level,

Even as the administrator focuses in on a speéific program,
however,. a number of questions and decisions pertaining to informational
feedback immediately arise., What purpose does the existing reporting
systezﬁ 'rea.lly gerve? Is this purpose consistent with ‘general organiza-
tional requirements? Is it consistent with the informationel require-
ments of the program decision-meker? The type of ‘information required
by the agency decision-maker and that required by the organization Ia.s -
a.vl'hole ma.y differ. For example, the internal housekeeping function ‘of
the organizetion (Katz's "maintenance" fu.nc't;:l.cn):L8 may require that
detalled reports be filed concerning the movements of personnel, funds,
and materiel within viila.ge level programs. An immediate concern of
the administrator, on the other hand, may be determining whether the
agency inputs into the program are producing the desired responses by -
the target group (Katz's "trensformation" function).  Also, the '

administrator may want to dstect and to analyze the causes and llkely

‘lBReca,ll that Saul M. Katz classified the basic functions of an -
organization irto four parts: maintenance, transformation, adaptation,
© and guldance. ‘



'éffect's of changing conditions or attitudes at the village level
("adaptation” ﬁmction'), or ﬁo evaluate how well program components
are being coordinated and used in a complementary fashion ("guidance"
function).

It is important to note that while progrem maintenance,
monitoring (transformation), edaptive, and guidence feedback deal with |
specific functional components of the feedback process, program evalu-
ative feedback is one step higher on the means-end continuum, i.e., it
encompasses the others.:L9 Similerly, let it be noted here that while
the breskdown of fee@b‘a.ck according to basic purposes is useful for con-
ceptualizing agency feedback needs, few feedback systems will actually

be designed along these lines explicitly.

Functional Components

Before going any further a clarification of what is meant, for

the purposes of this study, by eech of the feedback types is in order.

Program maintenance, or control oriented feedback. Much of ‘t'he

reporting within government agencies is done in order to ensure person-
nel, msteriel, and budgetary accountability. The smooth and orderly
internal functioning of an organization requires that a certain amount
of control be exerted through thg feedback mechanism. Procurements,
travel requests, vehicle usage, and work schedules, for example, are

all subject to abuse a.nd/or misuse, thus necessitating some means of

198ee Figure 2, page 21,
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_'l"control snd accountability. Furthermore, budgete.ry prepa.ra:bion
| requires that deta.iled information on the level of activity within ‘the
agency be thoroughly documented. - A good share of the feedback needed

by the agency has to do with these largely internsl matters.

Program monitoring, or transformation facilitating feedback.

The role of program monitoring feedback i1s to facilitate the smooth and

- orderly day-to-dey execution of projects at the villege level. This
type of feedback relates to the agency decision-msker, or to the key
administrative sub-units _responsible for progrem implementation, what
the short-run input requirements are for a specific project and when and
where they ure needed. Transformation facilitating feedback helps to
~keep the programs inthe field operating and to meke adjustments to short-
run changes and bottlenecks. Program monitoring feedback also serves '
fhe purpose of documenting on a regular short-run basis the project

input/output relationships.

Program adaptive feedback., The administrator also has a need

for information that will help him to develop progrem strategles cone-
sigtent with locel conditions and constraints. He needs to keep aware
of changing opportunities and situations at the locel level and to

: stimlate program adaptation in resp&nse to those changes. For
example, he may need to assess hov}r farmers feel about using & new pro-

' duction input (e.g., hybrid corn) in order to determine how mich
emphasis should be given to the farmer education aspect of & production

- program, He needs. to keep 1n touch with the farmers general rea.ction



%6 the prograﬁn'once it 1s underway and to Lmake,.a.djustments':."téf'h‘fe:{f’l}f:f:..l;-:’ '

emerging problems,

Program guidance feedback, The a.dminisfrator may a.lsd‘ need to.
‘know how well agency efforts are being cbordina.ted to a.chieve‘program
goals, For example, he may want 1':0 be advised if program components
are out of phase with each other, 'or if personnel are pursuling con-
flicting ends, or if the whole program is deviating from its plenned
course. Such information cen help to minimize conflict and to ensure |

needed coordination and cooperation among the various program elements,

Progrem Evaluative Feedback ‘

| Upon the completion of a project or a major phase of ‘a. pro,jeét.
the administrator mey want to evaluate the results in terms of attain-
ﬁent of project goals and in terms of how closely ectual results and
expected rgsults .correspond. He 'may rely on an analysis of reports

and records from the previous implementation steges to see what
actually occurred and why. In addition he mey requlre new or additional

information for progrem eveluetion and review purposes,

Trade-offs and Opportunity Costs

Obtaining and assessing the information that is required to
maintain, execute, adapt, coordinate, and evaluate agency programs
poses eérta.in allocative problems. Given the diverse (but comple-
mentery) feedbeck requirements of the egency, the decision-maker must
determine how much emphasis to give each aspect of this informational

requirement "mix." Some trade-offs between one kind of information



and another will probably be involved. Therefdfe the kdecisvior;-,maker ' |
ma.y'bry to determine whet the 11ke15} effects and consequences will be
of emphasizing some types of feedback over pthers in terms of project
and/or agency goale. For instance, in the face of scarce informational
resources, the aiministrator mey decide to emphasize internal control,
ar mé.intenance: related feedback. In érriving at this decision it is
important to determine whether the sacrifices made in terms of trans-
fdrma.tion, adaptation, guldence, and evaluation are outweighed by the

advantuges gained from improving the agency's internal control .or

auditing system, (I.e,, the opportunity cost principle applies here,)
Indeed, John Dorsey points out that where the information and
.j':;‘esource surpluses are low, such as in LDCs, there is a strong tendency
-foi‘ the control and maintenance subsystem to absorb the greater sha.re_.ao
The scaﬁci‘by of information inputs in the form of accurate, systeme.tic,
and comprehensive reports on the operational environment may lead to a.
dependence upon previously stored informetion in carrying out the |
adeptation process. Ra‘bhe'r then spontaneity and flexibility in per- ‘}
forming the edaptation function the tendency is apt to be for a " . . .
reliance upon bprecedence, rules, and accepted ways of doing 'bhings."al
The ability of the organization to perceive and to adapt to chgnges
‘4n the environment is likely to be seriously impaired as a reéﬁl‘;.

_This 11lustrates some of the likely consequences resulting from a

o 20501 1, Dorsey, Jr., "A Commnications Model for Administra-
" tion," Administrative Science Guarterly, Vol. 2, No. 3 (December, 1957),
‘Do 530 ' ‘

2lrpid, , pe 51,
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tra.de-off ‘between‘ prograni:ada.ptivé féedback and prograni ma’inﬁ"enanéeﬁ o
"iil’éledfpa.ck. A trade-off between transformation 'fa.cilitating feedback
i-a.nd progrem maintenance feedback may result in improved methods for
‘keeping track of how the VLW uses his time but at the expense of pro;
viding him with an effective channel through which he can request the -
support necessary to keep him productively occupied. Conversely, if -
the progrém’ inonitoring (transformation fa.cilita:birig) reedback 1is _
improved to the detriment of internal controls (maintenance feedback)
~ﬁhe inputs that the VIW requests mey be rusting é.way in a neighborin_g_
" V_‘lllage ‘or agency warehouse unbeknown to the supporting sta.ff.’ :
Again the lmportant point is that. the administrator; in choosing
t¢ divert more information gathering resources toward one type of
feedback or another, needs to give some thought to the opportunity _
‘costs involved. A systematic and objective analysis of the oppor't;ﬁnit&
cost§ of elternative feedback emphases can be a complicated and time |
consuminé task in itself. However, the administrator can a.t-leé.sﬁ |
make note of some of the likely comnsequences, in terms of program gains
a.hd losses, assoclated with emphasizing each btype of feedback (s'eeb
Figure 1).

Determinents of Feedback Emphasis
To be sure, the successful adaptation and execution of a pro;ject‘
Will depend on some combination, or "mix," of the five types of feed-

back, In fact, the nature of the project itself may indicate which

types of feedback need to be stressed. For example, where tasks are

simple and constant (e.g., recording readings from a local weather



station) program maintenance and oéé’a;s’ipna_.uy'_prbgfb.ﬁ "e”va.lup.ti'\ye h

feedback may be adequate., For rapldly cha.néing and more cémpli‘uc

projects (e.g., introducing a new crop requiring a packa.gé of new lnputs)

program adaptive and program monitoring feedback may be more cr:!.\‘ticai.
Not only might the type of project determine the domina.nt‘} |

feedback requirements but so might the phase or stage that a project is

in. Adaptijre.feedback, for example, might receive priority duriné the
earlyvsta.ges of a project, As the projelct plcks up momentum duriﬁg the
implementation stage, the need for program meintenence and progra.niv
mon:i.toring feedbeck may become increasingly important; More resou.ﬁces
m:_l.ght be shifted toward providing program guldance feedback as the
project or phasing becomes more complex., Near the end of a particular
phase or pro;jec'b » program evaluative feedback may require more aften-.
tion. |

‘ - Again, no program cen be successfully sustained in the 'l'ong-ru.n
witiiout all five types of feedback.  This is.not to say that the.most v
appropriate chennels, meé.ia., and timing employed in the feedback»pfocésg
will necessarily be identical for all types of feedback from all ﬁyﬁgg
of progrems, The administrator needs to look at these and other con-
siderations inl_neren'b in obtaining, transmitting, and handling feedback
if he 18 to maké sound decisions concerning his own feedback priorities
and arrangements. Teble I illustrates one exampie of & way in which : .
the prbs q.nd cons of emphasizing certain types of feedback can be laid

oi';’c" for'}‘evalu‘atibn by the agency decision-maker,



TABIE T -

GAINS AND LOSSES FROM EMPHASTZING CERTATN TYPES OF FEEDEACK =~

Program Gains

Program losses

Emphasis on ﬁaintenance
or Control Oriented
‘Feedback

Emphasis on Program
Monitoring, or Trans-
formation Orienteqd

- Feedback

~~0Orderly internal control and
accountability of personnel,
funds, and materiel.

--Clear and distinct procedures
for materiel procurement by
field staff.

--Budget allocations more easily
determined for field operations.

--Good records of input require-
ments and mobilization for
future programs.

--Rapid response to specific
short-run needs of programs
at the village level,

--Tmproved coordination.in
allocating project inputs.

-~-Implementation bottlenecks
reported as they arise.

--Staff time lost in filing deta.iled
reports.

-=Program delays due to red %tape. _

--Practical problems of implementa~
tion disregarded. .

--foncern of VIW with his short-run
output rather than with his impact
on the performance of the target
group.

-=Disregard for how effectively VIW
is spending his time.

--Lack of flexibility.

--Procedures become routinized and
. are not responsive to :mnovative
ways for meeting changes in the . .
working environment. S

--Little emphasis on anticipating_.
bottlenecks before they arise.
--Little emphasis on foreseeing and =

taking advantage of changing oppor-
tunities at local level in long-run.
--Slippages in program maintenance
may create problems by not having
reliable snd standardized procure-:
ment procedures and other internal
controls over agency resources.




TABIE I (continued)

GAINS AND LOSSES FROM EMPHASTZING CERTAIN TYPES OF FEEDBACK

Program Gains

Program Losses

Emphasis on. Adaptation
Oriented Feedback

Emphasis on Guidance
- Feedback .

--Adaptation of programs to local
conditions. '

~-Improved acceptance by farmers
of program methods and goals.

~--Program goals adjustei to long-
run program potential and
changes in enviromment.

--Agency rapport with farmers
enhanced.

~=Farmers may bear more of program
responsibilities and thus lower
agency requirements.

--Improved coordination and
phasing of program components.

--Internal conflicts or incon-
sistencies detected.

--Interdependencies among
separate program components
can be taken into account.

-~Short-run or transformation needs
may be neglected and the program-
may lose steam and credibility.

--Adaptation may outpace internal
gsupportive maintenance and trans-
formation ccpacity to adjust,
creating program lags and incon-
sistencies,

--Time may be spent coordinating
projects on paper rather than
following through to project
implementation.

--Highly structured guidance feed-
back may increase the paperwork
burden and volume within the

agency.




TABIE I (continued)

 GAINS AND 10SSES FROM EMPHASIZING CERTAIN TYPES OF FEEDRACK -

Program Losses

Program Gains

Emphasis on Evaluative --Can pinpoint problem areas to

Feedback o avoid in future programs.

' o : --Can begin to measure how well
program is meeting goals. May
decide to adjust goals and/or
program strategies.

--Can get a cost-benefit analysis
to see whether program or pro-
gram strategies adequate.

--After-the-fact information may
come too late to be of use. -
--5till need continuous records and’’

reports for evalustive purposes.. - -
--May create suspicion and low . -
morale among field staff.
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III." MAJOR' STRUCTURAL AND"PROCEDURAL DECISIONS o

|Tnitielly, then, & number of besic declsions need to be made with
:peference to the structux:al/procedurel dimensions of the feed‘pa.c‘]c |
" ,proceaa‘. They might include the following: - .
- A.' Deciding what specific kinds of ini’orma.tionfa.ret_o be
,co:!_'l.ected. | “ , |
EB. j ‘Deciding from whom the information might be collected.
C. Deciding who to use to collect information.
v',DQ- . Declding how to collect the inforna.tion.
5"?‘1:;“.’ Deciding to whom the information.is to"be transmitted.
‘Fv‘, Deciding in what form informa.tion is to be reported. |
'~G.' Deciding on the mechanisms for channeling information to
: ’che decision-meker, _
H. Deciding on the timing (freq_uenc'y and speed)Ao:C informa.-_'{'
" tion reporting. v' . -
For ea.ch of the major declsions above there may be several
“a.lternatives. How the - decision-maker might begin to examine the ma.;]or
. choicee with the help of a decision profile is 1llustrated in Ta.ble II.
: The a.lterne.tives pertaining to each major decision may vaery from one o
' ‘caee tora.nother. However, the practice of meking key decisions and -
.a.lterna.tives explicit a.nd arranging them in an orga.nized format will
fa.oilita.te & systematic a.ppra.isa.l of the options a.vaila.ble. ‘
| o In the rema.inder of this. chapter some of the key feedback
_decieions a.nd a.lterno,tives outlined in Table II will be exa.mined.
: ’ Specifically, the mecha.nisme for cha.nneling information to the



'TABIE IT

DECISION PROFIIE ILIUSTRATING KEY FEEDBACK DECISIONS
. AND -ALTERNATIVES

" Feedback Docision ' Alternatives

Progrem maintenence feedback
Program monitoring feedback
Program adeptive feedback
Program guidence Ieedback
Program evaluative feedback-

A, Kinds of Feedback
""" to be Obteined

: VIWs
L ' Farmers '
_31: gzggéﬁgoﬁéggback Personnel from other agqncies
e Local government officials

-Local politicians

VN

P Outside evaluators -

JCe. Who.to Use:in -

SR , Peasant representatives -
Collecting Feedbank;’ Ombudsmen S

Spies

Staff reports
Staff meetings

' Villege assemblies
Inspection tours
Perlodic surveys
Inter-agency meetings
Office interviews

D, 'How to Collect
o klnformgtion.;,

Top asdministrator
o Program supervisors ' .
M~;To Whom Informaﬁion 7 ,Special assistant to administraxorv
:.Ie: Trensmithed P 1. {gatekeeper) ‘
PSRRI #'Full planning body

Local leaders

General public

N Verbal-written
F \Whax Form tq.Use in Structured-unstructured
- Collecting. and - . Quantitetive~qualitative 3
Presenting Feedhack;’ Objective, conditional-normative, .

or prescriptive
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TABLE II (continued,

DECISION. Pnom:m ILIUSTRATING KEY FEEDBACK DECISIONS
- AND ALTERNATIVES

" . Feedback Decigion o Alterna.tives
G. Mechanisms for Cha.nneling o 'Direct indirect
Information to the Formal-informel
Decision-maker Elicited-unelicited
. . Continuous
H. Timing of Feedback Periodic
T o Spontaneous

'.‘decision-ma.ker, the form to use in collecting a.nd presenting feedbeck,:_i
,a.nd the timing of feedback will be discussed. An effort will be ma.de "
to determine which kinds of feedback might be fa.cilita.ted or hindered -

glven various structural/procedural a.lternative feedback arra.ngements.‘;

Mechanisms or Channels for Acguiring Feedback k

~ For the administretor- who! 18 villing to use them, a variety of
'possible feedback cha.nnels are at his disposa.l. By .judiciously com= |
'bining these information flows a fairly well-rou.nded picture of progra.m
needs and performance cen be obta.ined. Or conversely, where the a.dmin-
istra.tor fedls: to utilize the. potentia.'l. sources of information e.va.il-

a.ble to him, program decisions mey suffer.

Direct and indirect cha.nnels. The feedba.ck problem would be -

igrea.tly simplified if the administrator had responsibility for a very‘
Bma.ll pro.ject which allowed him the time a.nd the setting conducive to}
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- drect contect on a continuous basis with the field staff and with the
: féi'mers. Unforﬁﬁne.tely this was not the ce.sé in Venezuéla nor-iwou:l.d.it
be.a likely situation for most reéiona.l program admix_ligtrators. The
‘edministrator is apt to rely on a few direct contacts with the irillage
level program participants (il.e., staff meetings, inspection tours,
office visits by farmer delegations, end occe.siom.l informal contacts)
supplemented by more frequent and voluminous iﬁdirect informetion flows
_(el.g.', steff reports) which reach him via one or more intermedieries.
That is, the decision-msker must generally depend on others to select
aﬁd i‘ela.te to him the information that he needs to meke program deci-

| sions,

| The person most familiér with agency programs st the villege
level is the VIW, but he cennot be' so overburdened with report:l;ng duties
that his performance as an agent of change within the community is
:Im_pa.ired.) Other channels exist for getting information sbout village
level programs to the adminictrator. Diegramatically, some of the more
obvious &irect end indirect feedback channels can be illustrated as

]
follows in Figure 5:

5 3 — Farmers and/or
Declsion=- Supervisory Vlllage level other contacts
maker ¢ staff | worker  |é—] at the villege

: - level,

P

Figure 5, Direct and indirect feedback channels for getting
Anformation about villege level programs to the administrator, :
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'J.‘he arrovs indicate feedback chamnels that lizk he origin of the
;.“"-information with intermediary commnicators or directly with the progream '
"‘:a.dministro.tor. These sre by no meens the only possible sources and
l. chennels of feedback. The administrator mey also use specialized
reporters such as officlel ombudsmen, outside evaluators, or e've_:i ‘"'spievs'k'.‘
"t get information i‘o;' him, Other individuals or Vgroups outside of the .
agency could also seive as feedback sourées, e.g., politiciens, volun-
tary special interest groups, a.nt_i persornel from other agencles.

Given a variety of potential feedback sources the a.dministra.tor.\.-‘w
‘will want to select those which most closely meet hls feedback heeds and |
constraints. .One way to compare alternatives in a preliminary fashion
is by cbns’cructing a plus/minus chart. By using this simple device the
important alterha.tives s listed verticaelly, can be evaluated in terms of
the criteria. deemed relevent by the administrator which are arranged
- glong the upper horizonta.l axis of the matrix., Then each alternative |
can be a.asigned & plus if 1t meets the criterion in a positive mammer ..
or a minua if it constitutes a negative factor, Concelvably a numerical
" score, rs.nging for example from a plua 3 to minus 3, could be assigned,
thﬁs ea‘te.'blishing some feeling for the relative magnitudes involved.
Table III illustrates a hypothetical case where various alternative
~Bources of feedback are rated in terms of specified criteria and come
pared. In this exemple the operational criteria which are used are the
:_cﬁo.sts of the feedback in terms of time and.money; the comprehensiveness

of the informstion supplied, the accuracy of the informetion, 1ts time~- .

‘liness, and'the extra-agency participation in providing feedback. In



OPERATIONAL CRITERTA¥

Alternative Feedback Costs to Agency Comprehen- - Timeli- Extra-Agency
Sources : . THime Money siveness Accuracy . ness Participation

1. Extension ; :
Personnel -3 -3 +2 . +1 +3 +1

2. Farmers ’ +1 42 +1 | - +2 -1 43

3. Official _ o _
Ombudsman -1 =3 2 +2 3. S+l

L, Outside . o S i
Evaluations +1 =3 +3 L +2 4L S H2

5. Politicians +1 +3 S R +1 -2 +3

6. Personnel fram / ‘ s , SO
Other Agencies +1 +2 ' -1 _ +1 -1 ..+3

: *Certain criteria may be weighted more than others in making the final decision on R
feedback sources. E.g., cost to the agency may be of greater concern to the ~agency tha.n say, SN
“the timeliness of the information, : U
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‘applying this type of analysis some altevnatives mybe casily
disca.rded, others may erlltai.l,some trade-offs, e.nd scme ,alte’rne.tiffes ma.y
bé clea.rly' superior.in most or all e.gpects. In a.nyveve‘nt, the most '
e.pproﬁrie.te set of alternatives for serioﬁs consideration can more easily
and systematically be determined.

Bince acquiring feedback directly from the verious sources a.t the
Village level requires moré of the administrator's available time than
does indirect feedback, it might be worth considering which kinds of
messages warrant his immediate attention end time, and which might be
suitably chenneled through intermediaries. Certainly most of fhe Pro=
gram maintenance related feedback cen be received and 'compiled by inter-
mediaries. Likewlse a good share of the progrem monltoring feedback can’
ve received and dispia.tched by subordinate program officlals. The
administrator may help expedite certain trensformation related problems
however, and advise subordinates on particular day-to-dey implementation
problems. Direct channels for theée types of problems need to be pro-
vided, Program adeptive feedback mey require major changes in program -
_emphasis and direction which only the decision-meker, in consultation
with the various project heads and technical steff, is eble to authorize.
Diréct feedback channels from the village level sources may be required
in order to gain additional information and to corroborate the informa-
tion‘received via indirect channels, Program evaluative feedback may
also call for a mixture of direct and indirect feedback sources, par-
$icularly since mich of the unfavorable information may be subject to
alstortion if 1t is routed through indirect chennels. spectal



50 |
ﬁlementation prb'blems , those requiring madqz*"‘decisions , and sens_i'tiwie:. ‘
program eveluative feedback will most likgli require direct channels ;cd“ ”
the agency administrator., Other t‘y'pes_ of feedback may be satiéfe,c'torily
cha.!meled through intermediaries., |
An interesting attempt to improve the effectiireness of indirect
channels is i1llustrated by the'Malaysia.n operations room approach. In
implementing infrestructure projects the Malaysian Ministry of Rural
| Development ma.in‘bained in each regional office a speclal reporting
center. Each centocr was equipped with a large book, called the Red Book,
which contained a series of overlaying maps and project progress charts
for the region, The meps pinpointed the physical cha.ra.cteris'big:s of the
area, indicating existing facilities (roeds, bridges, land clearings),
projects under progress, and those being considereds For each project
there was & detalled progress chart which laid out the various pro,ject
"s'ba.ges along with appropriate completion detes, The chart was up-dated
every reporting period and the progress of a particular project was
noted in red if behind schedule, in green if ahead of schedule, and in
black if on schedule, The administrators needed only to scan these
charte to spot where project delays and bottlenecks were occurring.
Written reports explained delays and the remedial actions being taken.
Reguler staff meetings were held in the operations room and decislons
were made as to what needed to be done and who was to be responsible.
Although the Maleysian evaluation technique proved more
diffioult to apply to projects with non-quantitative goals and units

~ of measurement (e.gy, changes in attitudes with the target group), &



prl.'ogr:ainv'étainiﬁistrgtér might céns;l.dér th;";se Of a special ééhti'oi-réoni o
.‘:!.n “whlich to hold feedback briefings. Wheré appropriate the scheduling,
Mitude, and progress of projects could be presented gra.phicélly._ At
4a.» mininmm some visual indicators or progrem phasing requirements,
'fesource needs and allocations, and project ta.rgets might be helpf‘tﬂ.." A
- Buch devices cowld help to clarify the program objectives and me‘bhods
for the staff as well as lend an aura of impor%'a.nc“e » Dprofessionalism,

snd team effort to project repor'c:!.ng.?2

Formal and informsl channels. ;Another dimension of feedback that

bears special examination is whether :formal or informal channels should
be used. Formal channels include sucf:h official feedback mechanisms as .
ﬁritten r'ep}orts , staff meetings, insﬁection téurs , and local assemblies,
Informal mechanierms skirt or are outéide of of:icially deslgnated chan~
nels, e.g., information elicited or \.'?rolunteere.d. in casual conversations
or informal settings. : ..

There are advantagos associa.téd with the!use of both formal and
-informal feedback mechanisms. The administrator, in drawing upon fofmal
and informel channels for feedback, might seek tc; combine them so a8 to
~ maximize (1) the potential complementerities in fhe kind of infoz;ma:bion

provided, and (2) the relative adventeges peculiar to one or the other

A description of the Malaysian scheme is found in: Clei¥ -
Wilcox, "Malaysia's Experience in Plan Preparation and Implementation,”

Development Digest, Agency for International Development, Vol, IIT,
No. 2 EJuly, 15355, pp. 2-10,

22
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"::channel. Some of these popsible complementa.rities a.nd relative o

”a.dvantages ca.n 'be diacerned fron Table IV.' G

TABLE :v

SOME POTENTIAL COMPLEMENTARITIES BETWEEN AND RELATIVE. ADVANTAGES
OF FORMAL AND INFORMAL FEEDBACK MECHANISMS o

Formel Channels : Informal Channels

_==A formal structure may already --Opportunitieg'for informel infor-
exist through which feedback mation seeking erise frequently
can be channeled. ' and can be taken advantage of,

--Formel channels are best sulted --Informal channels are useful for
for relaying descriptive facts in-depth probing into the reasons
that can be easily quantified for unenticipated bottlenecks or
and verified, _ unexpected progress.

--Routine events and program needs --New insights and peraspectives can
can be transmitted in e regular be brought to bear on program
and organized fashion. , activities and performance.

In meny instances, then, informal ‘cha.nnels can provide va.lu_a.'_blel
:i._;:l,r'irsights -and compiementary information to that gelned through formai
chbmiels. In addition to helping the administrator better understand
v}hat is really going on at the implementation level, informel chennels
pey help him to recognize the wesk points or aspects of the formal

reporting apparatus itself,

Elioited and unelicited feedback. Another useful distinction

‘tha.t ca.n be ma.de by the administrator as he takes stock of his

-ln-ana-l--lnn_an'l'hn'n'lnu nnarihil1tien 18 to divide feedba.ck into tha.t



'_;'_‘j-‘;which is eiicited (rescurce comeuming) and thet which ia unelicited b
(reaource saving), Most of the feedback for program maintenence and -
monitoring purposes-1s not likely to cone in with sufficient regularity ;
~and detail if not actively elicited by the agency. For this rea.son
VIWs periodically file reportgs » 8taff meetings are regularly scheduled,
: end field trips occasionally planned.

| However, the agency can encourage and initially help develop
;valua'ble sources of unelicited feedback that can become self-sustaining_ ‘
a.nd which cen provide spontaneous informational inputs. This can be
: brogght about by encouraging and providing feedback channels for
~,';'special interest groups that exist or that can be formed within the
| farm commnity so that they can actively participate in the feeciback »
process by volcing their program related needs, complaints, and sug-
-geations, - Agricultural cooperatives, comnmity development commlttees
or villege counclls are examples of potent.ia.l..sources of unelicited
"f“.eedbac‘k. In Ind.ie, for instance, village councils (Panchayats) are :
»iinked very closely with the decision-making process within the agri-
cultural development agencies, A formal, structured, and legal rele;
tionship has been established., In ot.her instances, an agency may
maintain conta.ct with locel groups in u less etr_uotured and binding
fashion (e.gs5 in the United Ste‘tes the extension ser\rice has utilized
‘ count.y edvisory committees)., In some ‘situations an agency may have no
.formal channels for unelicited: feedba.ck at all,

To encourage such groups to become involved on a continuing

,basis in the feed‘beck process the a.gency would have' to take two ma.jor :
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steps, | First, a structure through which local groups can gain a.ecess
to the agency feedback process would need to e provided. - Second, the |
agenoy would have to respond to at least some of the requests from the |
target group in order to meintain credibility. By the same token, if
logcal groups are given a structured and effective mechanism througn
which they can channel needed information on a continuing basis , -gome |
agency resources can posai‘bly be freed to perform other program

activities,

Forms of Recording Feedback

In addition to 1ooking at feedback chennels and mechanisms the
B.dministrator may want to examine the media used to convey messages
within these channels, Certain informational needs may be most effi-
clently ’and/or effectively met by written reports while still others
by verbal messsges. It is up to the sdministrator to determine how
feedback accuracy, clarity, ease of interpretation,.'and speed ,of«“f
delivery are affected by particular feedback media,‘ what ad\fanta_ges L
certain media have over others, and how he might best utiliz'e ithi‘e‘_‘ media
types at hie disposal. R

Structured written reports are those which adhere quite closely
to~predetermined categories of information end formate, €480y tabularg ,
-graphic reporting forms snd standardized information items. ,Some'dof' |
the advanteges of structured written reports are' o

1, Informa.tion can be grouped into distinct categories for

| concise end easy reference (e.g., according to pro;]ect

or for special use such as publicity).



' W:!.'bhin each category, key inglicatdrs of project status -

m&;';ﬁrogress can be set apart ant.l highlighted for rapid |
review, | |
"3 l"’va'ca.;c‘:a‘.’cegories and wnits of measurement can be used
| ,.;.w'hich-correspond with those required at higher levels
of the organization., This may reduce the time end
‘resources required for such things as agency 'budg_ejbgp_ff
requests a.nd‘ annuel reports. . ' |
Unstni\ctured,modes of presentation, in contrast to structured
| ,ryeports, ere more open in format end content and allow for greater
| flexivility in gathering and interpreting information. Unstructured
written reports are particularly valusble where descriptive or dleg-
nostic narretives are called for.2 | | _
Iﬁ looking at the feedback requirements of an agency it wouid,
aia.lfg'apee.::;i that highly structured written reports are c,los‘ely associated
. with- progrem maintenance feedback. Without this fype of comnmicgtidii,: :
internal control end housekeeping efforts would be futile, FProgram u
monitoring feedback 1s also associated with structured reporting
although the degree 6f flexibility required is greater than that for -
.progrem maintenanée feedback. Reports related to the trensformation

_process need to be able to reflect any novel occurrences and chenges

“3por additional ideas concerning report formats and content
the following sources may be helpful: Earl M. Kulp, op. cit., pp. 330~
334; Kenneth F, Smith, "Management end Agricultural Development," War
on Hunger, a report from the Agency for Internationel Development,
Avgust, 1971, pp. 12-15; Administration of Development Progremmes and
Projects: Some Major Issues (New York: United Nations Department of
Economic and Social Affairs, 1971), pp. 85-86.




lvthat affect the ingnlemente.tion effort. For:exemple, & short-run

4 cha.nge “In project input needs or an unexpected need to substitute
production inputs may require explanations involving some unique, a.lnd :
unanticipated circumstances. o e

- Less structured reporting 'is' a necessary- ingredient for program
.edaptive feedback, Here considerable flexibility both. in format and |
content 1s valusble since unexpected qualitative ckanges may point to
progrem related pro'blems that cannot be clearly discerned from struc-
tured or quantitative reports. The seme comments apply to program
guidance 'a.nd eva.luatiire feedback., In cases of substentive program

| criticism much of what needs to be reported may stem from completely
‘n’ew perspectives and ways of looking at program goals and activities.
Some of the a.dvantages and disadva.nte,ges, of written and verbel feed-

| be.ck are shown in Table V.

| Agein it would appear that, where the informe.tion required is:

;. ea.sily; identifisble, measurable, aend needed on,avregular routine basis,':_i
- structured written reports would be most effective. Verba_l feedback
might best be utilized to get at some of the more ~‘qua.fLitative s.spects"'~","

of program performance-and as' a check on written feedback.

. Forms of Presenting Feedback
' When trensmitting verbal a.nd'uritten Peedback reports: it is
necessary to decide how the contents or recommendations can best be

‘presented., Three approaches to presenting information are discussed

here--the factual approach, the conditional-normative approe.ch, a.nd thev

prescriptiv approeach.



TABIE V' -
'BOME ADVANTAGES AND DISADVANTAGES OF WRITTEN AND VERBAL FEEDBACK

Written

Verbal

_Adventages

'Disadvan~

--Eaglly stored and per-
manently recorded.

-=Eaglly duplicated and
transmitted to various
receivers similtaneously.

=-Can be limited to specific
‘or preclse iiems of infor-
ticn only,

-=Eeglly distorted.

~-Difficult to immediately
check or verify.

~-May 1nhlbit the free flow
of constructive criticisms
-gince sender mey not want

%o "go on the record.”

--May become excessively
burdensome.

~ ==Opportunity to clarify or

comprehend precise meanings
in face-to-face erchanges.
--Most accepteble form of
feedback from sources
outside the bureaucracy.
--Communicetions may be more
open and candid when verbal,

-=-Involves conslderable time
on the part of the sender
and the receiver.

-=Feer of reprisals or
-unpleesant consequences may
lead to reticence. :

-=Precision may be lacking.

~=Less apt to be direetly to
the point.

The fectual a.pproa.ch consists of merely’ recording a.nd pessing

- the "q.es:!.red facts on to higher levels,

The burden of interpretation

:»e.,nd enerEie."falJ.s on persons whe are specielly trained or positioned

‘o perforn this Job.

be a.ccounte.n'bs or supply offlcers.

Iy the case of maintenance feed'be.ck, they might °

In the case of progra.m mon:l.toring .

feedba.ck they migh’o be sgricultural specialistis or pro;ject supervisors.

~In the ceee of program adeptive, guidance , and eva.luat:We feedbeck the

program edminis‘cretor will also become d..rectly involved.

o The conditional-norma.tive approa.ch req_uires the.t the informa‘bion]

_'ndt ‘or;ly 'be-collected end e.na.lyzed but the‘b concrete._recomeudetions
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}‘bé‘%‘féxv_wér‘cie!“aibﬁ the besis of the analysis. 'The repert is presented in
"if oo o o then , o o "context. This tvpe of reporting presents :
: speoific alternatives to the decision-ma.ker that have been formulated
'Iwith progra.m goals and constraints in mind. His role is restricted to -
vthat of choosing among the various alternatives. vHe is not apt to be |
directly involved with the. data analyses from which the. alternatives
are derived, For feedback of 8 highly technicalnature requiring pro-
‘fessionally trained analysts such as & disease-control ca.mpaign, the
conditional-normative approach may be suitable.‘ For other types .of
feedbacl: the decision-maker may want to spend more time looking at the :
,facts 'nehind the reconmendations which are made to him by his staff. A
The prescriptive approach to presenting feedback recommends to
1the administrator what he "should" do, with the bulk of the factual -
?‘evalua.tion and alternative selection done by others. In this case the, :
‘choices are by end large made for the administrator with only limited :
,involvement on his part. For most types of feedback such en approach
would probably prove- inadequate since the: decision-maker is likely to
vhave expertise and insights that need to be 'brought into the decision
process at early stagcs. In particular the administratcr can (a) con-
tribute his knowledge and insights pertaining to viable program
vimprovement possibilities end their likel}r outcomes 5 and (2) decide
which criteria (or value Judgments) are to be used in arriving at the
most appropriate choices.v
- The likelihood and magnitude of program miscalculations due to

,data &istortion and/or biases would appear to increase ‘a8 the;forms of
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;freporting go from factual to conditional-normati ve to: prescriptive. On
the other hand, the investment of time and effort on the administrator 8
P’fft increases as reporting becomes more prescriptive and 1ess ob;]ective.‘
1;.;'Here again ‘the administrator is faced with a matter of choice. He cannot
'v"-,spend all of hie time analyzing raw daba to be: sure, Nor can the admin-»
~istrator rely entirely on his subordinates to come up with solutions to .
: 'program problems, . Some combination of ob,jective s.nd conditional-
normat:we reporting will probably be relied upon. In an.v event efforts
k,can be mede by the, administrator to improve the content and readability
of ob,jective reports a8 well a8 to’ check .on the q_uality of decision-
making\.ﬁ_within the supportive staff.

_T__im_i_._ngg_f; Feedback .
_Another dimension of feedback thet has not been touched on but

‘ which deserves “the administrator 8 attention hes to do with the timing--

‘both gpeed and frequency~-with which feedbeck is reported.

'Freqtsncx and speed of reporting. Ideally' the feedhack process

~would provide & rapid and continuous flow of information related to aZL'L

five agency informational feedback needs. This is generally not: feasible
nor: could the individuel decision-maker act if he spent aZL'L of. his time -

.‘ assessing and reassessing the- implications of each new item of incoming

; information. The administrator is faced with the problem of ad;justing
‘his informational needs to the time he and his staff can’ a:L'Lot to ﬂol-

‘ ‘_lecting and assessing this information. The frequency and speed of '_
~reporting may be determined in part by the purpose for which the agency
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E needs the information (:I..e., ma.intena.nce ) transforma.tion, a.da.ptation,
’guide.nce > eva.lua.tion), end . in part by 'bhe na.ture of the pro:}ect itself
_‘or by the pha.se tha:b a perticular pro:}ect is in. '
Program ma.intena.nce a.nd program monitoring feedba.c.k are" essen'b:l,al
‘to keeping a pro;ject in motion. and may consequently require continvous
(e.g., daily or weekly) and si)eeiv reporting. Given thet mich of the
informationﬁ needed for these purposes can be coded and 'transmi'b'bed in
Va,rela.tvively.simple and rou'binized{manner (i;e., structured quantita-
tive written reports)’:continuous maintenance and monitoring'oriented
feedba.ok is feasible if bottlenecks and ‘gélgys in the feedback delivery |
system cen.be ironed out. R |
- On the otker hand, distiact and clee.rly iden‘bifia.ble cues in the:
‘:t"'a.'sk ,env:l.ronment calling for progrem edaptation may not always be
6‘bv:t.ous in the short-run. Consideraﬁle ‘agency timé and effort may be
'r.eqﬁired;v.to' detect and analyze these more subtle indicators. .‘Importah'br-‘
cha.r;ges in the task environment can, however,. arise rapiély, ﬁécessi-
‘.tating 8 concerted and immediate agency response. Ad hoc or spontaneous
feedback structures are needed to keep ‘abreast of significant prdgram
réia.ted occurrences, especlally since these mey arise at any time.
Programs lnvolving easlly measured goals and units of progress

mu.,vbe more ameneble to continuous reporting then those progrems where
goals and sgency progress are less tangible (e.g., projects dealing with
. infrastructure versus projects aimed at changing attitudes). In the

| 1a.t'bei' 'c'a.se, precise-repofting 18 more elusive and time consuming.
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Tt might be noted also tha’q Quiék; tangible feedback becomes o
| more @ifficult to obtain as the measurement of the final prograﬁ
‘responses and outcomes is underteken. For example program inputs and
~ direct "outputs" (e,g., so many man-days for demonstrations, the nuniber.
- of fermers attending) are relatively easy to monitor. But the number
of farmers actually adopting a new practice or the real effect of |
denbnstrations on crop ylelds 1s more difficult to determine. Moré
" reliance will need tq be placed on qualitative judgments and ProxXy
indicators, Skilled and experienced observers ﬁay be required, Cbnse.-
quently this type of informatipn may teke considersble time to compile
and cannot reasonably be expec{:ed on & continuous basis,

Reporting "hyperﬁequencﬁ" 1s another problem to be avoided. In
_the f:l..rstvpla.ce short reporting i‘iinterva.ls may result in the field
reporters doing little other tha%n information gathering. In the gecond -
vlace, the administrator may no’ci have enough.t-ime to thoroughly digest
end act on lengthy repoz;ts cominfg to h:im in rapid succession. Some
seridus thought might be given t; the most practical reporting interval,
In some cases a few key indicatc;.rs might be reported oh a continuous,
or Interim, basis while the other required information is reported on
& more manageable periodic basis. Agency reporting intervaels may also
be made to correspond with reporting periods of the organization as a

whole 80 &s to minimize duplication of effort.

Project staggg__a.nd feedback timing. In addition to the nature

of the projé'ct, the phases or stage ‘which a project is in may determine

the frequency of reporting. In the early stages of a project the
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freq_uency _.of program adaptive féedb}a.‘c‘:k‘may 'pecome lessfrequent ami |
‘more on a .spontaneous basis. Progrém maiﬁtéha.ncé a.nd monitoring feed;
back might need to be brought up to and sustained at 1ts meximm level
fi'om the early stages of a project on. Program evaluative and guidaﬁcé
feedback, however, might be elicited less frequently in the early steges
and wlth increasing frequency near the compJ.etion of importah’c progrem

- agpects, |

B In agricultural projects particularly, criticel seasons may

_ dictate a need for stepped-up frequency of reporting, e.g., daily
reporﬁs on the input needs during planting season. Similarly, feedback
oh particular "problem" aspects of a project might be intensified until..
they are brought under control, . Increased use of radio or telephone |
coimmnications and/or increased field visits could be used in some

- cases tolgpeed up infbrma.tion flows., To be sure, theconcentration of
feedback resources upm a specific problem may decrease feedback activi-
.,ti.es An otiler projects or progifam aspects., Consequently an intensified

feedback effort cannot realistically be sustained indefinitely.

Feedback "scale effects." Another time dimension in addition to

reporting frequency and .speed has implications for feedback. As a pro=-
g_ram"grows in size and complexity, the capacity of the organlzstion to
he.ndle end store an increasing quantity and .va.riety of informetion will
need to ,be;jﬁdeve_:l.oped. Karl Deutsch refers to the effects on the infor-
';'nhtiqnal'fé;edback system caused by increased program size as the "scale

_effect,"
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L The. agency . . . must resist the trend towards self- |
.. preoccupetion and isolation from the environment; ., . . must
‘reorgenize end transform itself encugh to overcome the problems
:i é?::::gﬁl conmmunication overloar.‘i.and Jaming of the message
| Not only will the quantity of information increase but so will
~ the sccpe of specialized problem-specific’ infdrma.tiona.l inputs. As
- projects move from cne stage to another new factors and problems will
"beoome evident, For exsmple, as a development program shifts its
| emphasis from production to marketing, new areas of vital information
arise. The agency thu.s needs to maintain enough flexibllity to adapt
3ts reporting devices and informetion s‘ouroes t0 new problem areas,
Since the field worker is apt to bear the burden of increased
feedback requirements stemming from new or expanded projects, some
thought might go into finding ways to lessen this time consum;l.ng respon-
sibility. Every item on reports might be examinéd closely in térms of
(1) the purpose(s) which it presently serves, and (2) whether it can be
eaglly obtailned from other sources. Redundant or obsolete items may be
deleted or combined into more useful forms, and some item§ of infor- -
mation can be acquired through alternative means. . ‘
Other strategic simplifications in the feedback system might also
be necessary. For instance, when the volume of} program meintenance end

some of the more routine items pertaining to program monitoring feed-

back rea.ch certain proportions it might well pay in terms of efficiency

21’Kta.rl W. Deutsch, "Commmnication Models and Decision Systems,"
Contemporary Political Anﬁsis, Jemes C. Charlesworth, ed., (New
York: The Free Press, 1967}, p. 295,
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""_-andz‘speed to introduce computerizéd data processing, if availeble, tol
help eliminate data log jams. More attention can be pald to the feed-
back process itself (feedback guldance) in order to detect structural
rigidities or human constraints that might be obstructing or distorting

the inflow of necessary information,
IV. A DECISION-MAKING FRAMEWORK FOR FEEDBACK

 This cha.pter- has undertaken in some detail a conceptual :
exémination-of the major structural and pioccdural issues inherent in - |
the feedback process. By outlining the types of feedback required by
the agency (i.e., program maintenance, monitoring, adeptive, guidaqug ’
and evaluative feedback) the administrator or analyst can begin to
decide in which areas particular feedback problems lie. By taking |
opportunity costs into consideration, limited feedback resources can. be
marshalled more effectively. Allocative declsions can be made with a
more precise understanding of the likely impact that they might have
upon the feedback process. By meking the major decisions related to the v
feedback process explicit and by considering the feasible alternatives
for !e'ach, a more systemstic and objective treatment of feedback problems
is p‘ossib,le. The relative merits and disadvantages of using particular
feedback channels, media, and timing can similarly be made explicit and
tﬁeir effects on the_va.rious types of feedback required by the agency
can 'rfé determinegl. Ultimately, however, how an agency édministrator |
selects the ingredients for his own feedback "mix" will depend not only

upon the factors discussed above, but upon the likely human responses
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andrea.c'b:lons “to agency feedbac overtures as well. It is'to thig huma.n 3

dimension of the feedback process that the following chepter is directed.



' CHAPTER TV
HﬁMAN DIMENSIONS OF THE FEEDBACK PROCESS‘

Administrative reforms often fall beceause methods and approaches

are . . » inclined toward excessive concentration on changes
 in structure, administrative methods and techniques, neglecting

the behavioral aspects of orgenizations and adminlstration., The

regults have tended to be formel with little effect on actual

operationg.25 '

In the commnicetions process that linked the village level program
participants with the agency administrators observed by the author, the
motives and responses of the communicators a.ppea:red‘ to influence to a
lavge exteni the information transmitted. Any effort to improve_ fee_d-
_back in that setting would have hed to teke into account the human as
well as the structural/procedural obstacles involved, To illustrate
some of the human problems the following exemple mey be helpful.

Farmers in a credit program needed pre-harvest ellotments for
.fe.mily consumption purposes. Although this need was pointed out to the
VIN end the credit program supervisor no action was taken to ameliorate
the situation., In part this was because of institutional rigidities in
the oredit program itself, as ﬁell as the egency officials' feeling that
the farmers would misuse the funds. Lacking other resources, the

farmers turned to re-selling some of their production inputs (esge,

25Arne F. Leemans, "Administrative Reform: An Overview," Devel-
ment and Change, Vol., II, No, 2 (1970-71), Institute of Social
Ssuﬁes','—ﬂfhe Hegue, D. 4.
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'"'f‘e'rtilizer‘, 1nsect‘icide)‘t0vmakevends ‘meet, cOnsequezi'biy,' crop"yie'ids.
~ fell below those which ‘bﬁe VIH ha.d somewhat optimistically iaro;jec'bed

| for the commnity. vThe VIW, fearing criticisms and reprimands from his

| superiors, exeggerated in reporting village production totals. His |
immediate supervisor, who was concerned with getting a transfer,

Juggled production data from.the various villages under his responsibil-
ity 80 as 'bo hide eny deficlencies. The figures reaching the adminis-
trator told him little ebout the problems of the program nor did they |
disclose the network .. distrust, personal apprehension, and status

seeking affecting the feedback process,
I, INTERNAL AND EXTERNAL FEEDBACK LINKAGES

For analytical purposes the feedback behavior among agency
Eersom;el can be distinguished from that typlcally encountered between

agency personnel end the terget group, How egency personnel act and

respond when commmniceting emong themselves can affect the quality and
content of feedback considerably. How the farmers perceive and react
to egency feedback overtures can also influence the content and voluume
of the feedback fliow.

The administrator or analyst may find it helpful in conceptually
analyzing the human motives and obstacles affecting feedback to look
-into three basic questions., First, whet 1s the nature of the problem?
What types of behavior are likely to block, dlstort, or otherwise inter-
fere with the flow of feed‘baék? Second, how and in what specific ways
are 'bhesé forms of 'beha.v:l.br likely to influence feedback? Third, what



‘} 'a.re some ways to cope with, or at leas'b to reoogn:l.ze a.nd aw:l.d, somer'_ =
: of 'bhe more serious feed'be.ck distort:l.ons resulting from human comnmni-

cations problems?

Bureaucratic Behavior

To provide some analytical cohesiveness té'-bhia.»discl:ﬁs'a’izoﬁ. on “
bureaucratic behavior several of the principal 'Behavioi'al tende'nc‘:l.e’a"
discussed by Fred W. Riggs ir_x h:l.s work oﬁ administretion in LDCs a.re v |
| en_n,)ha.s:l.zed.26 The repercussions that such behavioral tendehciea a8 | __
lack of value-neutrslity, formalism, status and rank consciousness, and
politicizetion--in sum, bureaupathetic behavior--cen have upon the feed— '
‘back process 1s of interest here. These patterns of behavibr_ , according
to Riggs, are likely to be encountered to oné degree or another in most
- buresucracies, whatever the cultural context, To be sure, evidenca of
"tureaupathetic” tendenc‘iesbwere observed by the author in Venezuela.
. Some reading in the literature of agricultursel programs in India. indi- |
cates that "bureaupsthetic" behavior effects feedback in that culture -
_9130.27 In some cages 1t would sppear that the extent to which
"tureaupathetic" behavior manifests itself and affects feedback in
Indisn progrsms is greater than that observed in Venezuela.

®p1ggs,. loc. cit.

' 27Bome specific references from the literature on Indian agri-
culturel bureaucracies are: Stanley J. Heginbotham, "The Bureaucratic
Environment in India," from Chapter II-IV, Part II of an unpublished
Ph.D. dissertation entitled Patterns and Sources of Indian Bureaucratic
Behavior: Orgenizational Pressures and the Ethic of Dubyine Tamil in

the Na.du Development Program, Massachusetts Institute of Technology,
February, 1970; V. R, Gaikwad, Panchayati Rej and Bureaucracy: A Study




To put these observa.tions in clearer perspective a. continuum of

] \'burea.ucra.tic behavior can 'be conceived, ranging from a Riggsean
"'Uuree.upa.thetio" situation at one extreme to a bureaucratic "jdeal |
: _type similar to that described by Max Weber a.t the other.2_8' Diagrama.ti-’_ '.
cally on such & continuum' the Venezuelan exemple (V) would s.ppear to fa.ll
somewha.t toward the "buree.upa.thetic extreme but perhaps not a.s fa.r a8 .

- the Indien case (D).

Riggsean e T oo  Weberien

"buresupathetic" IV - "ideal type"

‘buresucracy - . - bureaucracy

g In similar fe.shion & continuum could be constructed for ea.ch opntri‘butingv.
| ‘:fbeha.viora.l ‘pattern as: illustra.ted in Figure 6. Aga.in, these are but J
i‘ff._'f rough a.pproxime.tions used here for illustra.tive purposes. By,no meems. "‘, a
does the placement of Venezuela and Indis relative to the t;vo"ﬁolarw o
i;'bureaucra.tic types or reletive to each other reflect an attempt to ‘ ;'
expiricelly determine these relationships. Rather, their ple.cement on
’ thercontinuum reflects some subjective judgments made on the basis of :
field‘experienc'e in the Venezuelan case end a cursory review of several

'reievs.nt gtudles in the Indien case.

of the Relationghip Patterns (Hyderabed: National Institute of Come

manity Development, 1969); A. P. Barnabas and Donald C. Pelz,. Adminis-

tering Agricultural Development (New Delhi: The Indian Institute of
Public Administration, 1970).

_ 28See Max Weber, The Theory of Social and Economic Organizetion,
trans. and ed. by A, M. Henderson and Telcott Parsons (New York:
_Oxford Press, 1947), pp. 329-33k.




Riggsean ‘Weberian

.Lack of velue- . Value neutrality
newtrality Lo (Orientation toward
(Self-interest) .the office rather

“then the person)

Formalism ea T Institutivnelized -
(Institutionalize TV formal procedures
unofficial e , '
procedures)

Status conscious~ e _ |
ness . I v Public servant

Policitally I | L
sctive (partisan) V. “Policitally neutral
Intra- v ’k :
bureavcratic . "Advancement 'by seniori’oy
politics IV -and/or achievement

o Figure 6 An illustration of. how bureaucratic behavior: in"
" Venezuela and India. might be compared,

It would appear, however, tha.t a5 “the motives a.nd interactions
of personnel within an asgency approach the. "burea.upe.thetic exbreme . :
;more than the "ideal type" extreme, the beha.vioral dimensicn of feed-r
""back will have an increasingly large'r’ impact on communication flows.
~-.The amount of agency resources and the stra.tegies required to improve
Vthe feedba.ck process could vary conslderably depending upon where along
the continuum a pa.rticular situa.tion lies, In the discussion of the -
,_Riggsean behavior types to follow, the extent’ to which any of these a.re -
'L‘ma.nifested a.nd a.ffect feedba.ck in the Venezuelan situation 1s condi- ,

..tioned by a8 unique set of culture.l and institutiona.l fa.ctors. : Therefore,‘__
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'Venegvelan (or ‘sny other) instance may be fairly unique.

’ Lack of value~neutrality. Toassert that hureauoratsf\in'.“

7performing thelr Job, transcend personal desires for vealth, security, 5
power, status or prestige and concern themselves only with public
service and the efficient execution of POSDCORBag would probably make
‘even Msx. Weber wince._ Fred Riggs postulates that individuals within t
TLDC bureaucracies are apt to be inordinately concerned with enhancing
itheir gself-interests. He argues that in the absence of strong counter-f
Cvelling forces outside of the bureaucracy little cen be done to effec-‘.
ftively ensure that public policies and prograums will ‘e effectively
icarried out.3o_ _ - J

o In the Venezuelan cage it was observed that 1ocal groups (village

‘councile, cooperatives), and particularly those with some political

eclout (Federacion Cempesina, Lig'A Campesine), could bring pressure to p
bear on individuals in the agency who were flagrantly: remiss An the B
performance of their official duties cr who serlously abuseq the poyer“:J
of their poaition. Feedback on the more chronic ceses of ueglect'or°' §

abtuse of official capacitles for personal gain brought ahout gone ..

29POSDCORB is an acronym for Planning, Organization, Staffing,
Directing, Coordinating, Reporting, end Budgeting., See Iuther Gulich,
"Notes on-the Theory of Organization," Luther Gulich end L. Urwick,
eds., Papers on the Soience of Administration (New York: Institute of
Publéc Administration, 1937), Ppe 1-Bo. Cited in Riggs, op. cit., '
0.
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; g:cha,nges in this t;vpe of 'beha.vior, a.'.l.though oftentimes the - :merovements
’._ziv‘were short-lived._ Some officia.ls even gave. the impression tha.t they |
”"‘rega.rded efforts 'by the ta.rget group to force agency personnel to .
' ‘improve their performa.nce as undue "interferenoe" with the "preroge.- ‘
| “tives" of thedr office.3l |
The implica.tions for feed'back cozmnunica.tions of a tendency to
,'view one's position as a. mee.ns i‘or persona.l adva.ncement ra.ther then as
fffa. pa.rt of the progrem effort are fa.r reaching. Where the self-interest
of the Venezuela.n credit program supervisor seeking a transfer dictated
f’j"-vtha.t he. should mainta.in the goodwill and favors of his superior he
f'ﬁ refra.ined from reporting -any disconcerting or u.nplea.sa.nt news, It was
7--lobserved that -VIWs occasionally showed a considera.ble emount of .'b"ié.s

and seiectiv:lty in the.t;ype of information that they reported.t . Con=-
~'siderable time was spent arranging, adj_nstingg and .even fstric:et'iné.' tne'
’ .informat ion. that went into reports. "Second;gue_ssing" the kéind’“of
'vs'.nswer,s a.nd information that would please the sgency .e.dministra.tor
was & common preoccupation 'a'xnong ' egéncy_ personnei; |

" The reactions of the target gronp $o manifestations 'of self-

‘interest on the part of egency officials als0 worked to the detriment
:of- feedbeck. In the first pla.ce, the motives of the officia.ls were
_ Vusually suspect since they came from outside o:E‘ the community.' Subse-

yfq_uent self-serV'ing behavior ’ especially when perceived by the farmers

. 31 Apparently thia type of ree.ction on the part of off'icials was
*more prevalent in the Indian case studied by V. R, Galkvad, V. R.
Gaikwad’ _‘E. Cit., ppo 28‘3"". ’
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s being oa:cried out e.1. their expspse, e.cted to. undermine whatever basis

ﬂof tmst and working rapport that’ might possibly heve been established.

_This s consistent with o’cher.s postula.’ces that trust and mutual confi-

.dence are importent ingredients in a cons’cruc’cive communica.’cions rela.- '

'Hionship.3 Where the farmers lost confidence in ’che mo’cives of even

) p. few agency personnel they appea.red to become more - suspicious of |

‘ 'agency s.,aff in general, It was not uncommon ’co find fa.rmers who ha.d

| become indifferent to, disillusioned with, or even hostile to agency

personne. end progra.ms. In such cases the e.gency s’ca.ff wes ha.rdly per-v

| _ceived as an- effective channel through whioh program rele.’ced problems |

could be tra.nsmit’ced. ' ‘ ‘
:5n the flna.l a.na.lysis, then, the likely upshots of a tendency

on ths part of even a few agency officlals ’co seek their sel’—in’cerest

over and apart from the agency's goa.ls a:ce (1) a considera.ble amount

of dis’cortion and ma.nipulation of information included within reports, - -

and (2) the disaffection of a veluable and iwportant gource of infor-

mation, i,e., the farmers., As a result administrators may be mlsi_n-

formed or be forcedt‘o spend additional time and resources findin‘é_ out

through other channels what is really going on at the village level. .

Formalism. Since the officially designated feedback channels

may fail to provide the administrator with much of the information

3%ponald G. Havelock, Planning for Innovation throug,g Dissemi-
nation and Utilization of Knowledge, Center for Research on Utiliza-
%ion of Bcientific Knowledge, Institute of Social Research, University
of Michigan, July, 1969, p. 5-1T.




e
f;‘, 'bha:b he needs ’ pr the fa.rmer with an effective vehicle for connnun:.ca.ting
- with' the egency, unofficiel feedback mechanisms may be created to meet
theaeinee_ds. - This is one manifestation of formelism--i.e,, the inability
| “Of j{bhe formal struotuzfes‘ of the orgenization to perform adequately--that
glves rise to one or more unofficial but accepted ways of getting thing;s
. d.on'ev".. I ‘Venezuela it was frequently observed that farmers, and even
| VLWa ; were relucté.nt to' relay unusually important.or.urgent program
needs through the formal reporting spparetus. Instead they preferred
to go directly to the program administrator with their requests and i
‘information, In part this was because subordinate officials often
lacked the power to resolve major problems. However, this prectice
reflected a reluctance to rely on the slow and distortion-prone formsl
feedback channels as well, ' To gain‘access:to, the administrator the:
assistance of an influential from inside or outside the bu:ée(a.ucre.cy was
fréquently sought. Such an. individual (usnally a personlw_i‘bh good - *
political connections) acted as a facilitator in circumventing a.gency‘
subordinates and directly reaching the administrator. Perﬁons lacking
the proper contacts usually had their messages: intercepted at lower
levels of the formal feedback system, - They then had to wait as the
information passed from one staff member to the néxb, sometimes suf-
fering alterations .or:even disappearing in the process.

.. A variation of formalism that was .not obser\red in Venezuela
is ‘reported»vby‘r Barnabas and Pelz in their study of communications
With;l,nm'severgl Indian block (regionel) agrlculturel programs, In

that study several formal. patterns of commnication were eveluated by



egency personnel ._vte" determ:].ne(l)which _patte;jge ‘Were »preferred by the |
B officié.ls , and (2) which Hja‘.t‘terns. :they”:conside';;ea’? mosﬁ effective.
Surj:z_'isingly, the most formsl pattern (formal written reports) was pre-
feri'ed even though a less formal pattern (formal meet:;.ngs gupplemented
by personal contacts) was rated as the most effective form of communi-
cations, >

© Another possibility as to the impact of formalism on feedback in
more "bureaupathetic" situations than that encountered in Venezuelea
might be envisioned. As‘an example, it is conceiveble thet an excessive
emphasis on formal modes of commnication and commmicative 'b‘ehe.vior
might tend to confine discussions among agency personnel to things that
the egency is "supposed" to be doing and to how projects are "supposed"
to be carried out, i.e., formal goals and formal methods. . An atmos-
phere conducive to candid end realistic discussions of substantive pro-
gram problems and alternatives mey not be permitted to develop. While
this type of situation wa.e not observed in Venezuela this do#s.not .
exclude the possibility that 1t could occur elsewhere.

The discussion above should not be construed to imply that

formal channels and modes of feedback are not or cannot be useful to
the agency end the administretor. The agency requires e steady flow
of information if it is to maintain orderly intra-agency accountabillty
and control and if it is to continue sﬁbporting' the day-’ee-aay imple-

mentation effort. (I.e.,’fi‘b requires maintenance and transformation

33Barnepas and Peiz, op. cit., pp. 752103,
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- _related feedback, ) Much of this detail can e and is tranamitted :
through regular formal channela in a fairly routinized menner. How- '
ever, formal channels may prove to be too unresponsive or slow moving
for urgent or novel types of information. If major changes in the
.formai feedback system are not possible, the admiﬁigtrator might well
look to ways to menipulate and improve the contentvand delivery of |
mofe informa). channels., At least, some ways:to tapping these informe-

. tion flows where they exist might be considered.

Status and rank consciousness. In generel, an excessive concern

for maintaining strict status and renk barriérs was not percelved as

veing & major factor governing relationships among agency personnel or

between sgency officials and the farmers in the Venezuelan case.su

'3hV. R.. Galkwad observed that status barriers between Indian
officials and farmers created considerable tension and conflict:

"The officials resented these individuals (village spokesmen) and
expressed considersble ill-feeling and even hostility toward them,
Among the reasons explaining this attitude of contempt end resent-

- ment are the following:

1) Feeling of superiority due to higher educatlon, urban back-
ground, higher social status and better economic conditions;

2) Feeling of superiority due to the position of status, power,
and suthority, along with special privileges enjoyed as & govern-
nent servant in the soclety;

3) General contempt for the illiterate and semi-illiterate
villagers from which class most of the non-officials are elected;

4) Feeling of resentment toward the emerging local leadership
because of its effort for more powers and better status; and

5) Fear of loss of pawer, prestige, and privileges enjoyed
so far." V, R, Galkwed, op. cit., p. 6k.



.}i67£§ ;ure”a:gé;£gin amgunﬁqu deféié@#e vas observed in interaépigﬁsii j
féﬁétﬁeén‘field ahd?lower echelon staff?with their superiors. Feedback
waé not as candid and to the point as night have been desired. Between
" farmers and agency officilals, status differences acted to a greater
| extent to curtail free and open discussions of problems. Farmers often
seemed 111 at ease, somewhat embarrassed, and reluctant to.present
theip case before the agency administrator, They did, however, "speak
their mind" to lower egency personnel who in some cases resented what
they regarded as & "lack of respect.” By the same token, agency per-
sonnel who treated the farmers in a condescepding or arrogant manner
encountered considerable resistance and open aﬂ%ﬁgonism from the
‘farmers, In situations such as these a constrﬁctive and positive feed-
beck relationship rarely developed. |

. Rank consciousness .acted in additlenal weys to hinder feedback.

Some officlals were very sensitive to what they considered to be

encrbacbmsnts upon theilr formally designated areas of responsibility.

Consequently most incoming information was forced to flowiﬁhrough well

Heginbotham notes that in staff meetings status differences among
Tndien officisls were frequently emphasized to the detriment of feed-
back. The VIWs were subjected to harsh criticisms and reprimends

by their superiors. Even the seating arrangements emphasized status
differences by placing lesser staff toward the back of the room.
Heginbotham, op. cit., p. 16. Also Fred Riggs comments that in
Theilend status and renk barriers interfere with intra-bureaucratic
commnications. "Yet the principle of deference to superiors makes 1t
unlikely that a subordinate Thai official could bring himself to offer
'gdvice' which would appear to those sbove him as critical." See Fred
W. Riggs, Thailand: The Modernization of a Pureaucratic Polity
(Honolulu: East-West Center Press, 1966), D. 369.




defined ra.nk levels, even though this process was slow a.nd susceptible .
to: distortions.' In such’ &’ case efforts on the part of the: e,dmin:l.strator |
; to speed wp or redirect feedbe.ck channels would proba.bly ‘w.ve encountered,

some resiatance from thos.e with vested interests.

Politicization, The political motives of the individuels

ihvolved in the feedback process can h:p.ve an effect on .ité content, It
was apparent in Venezuele. that partisan politics played a major role in
numerous aspects of program administration, feedback included, For_'
example, the reports filed by fleld workers from two Venezuelan agencies
which hanpened to be linked ideologicelly to two opposing politicel -
parties often placed the blame for program fallures upon the activities
of the other agency or upon those members of the target group who |

- belonged to the other party. Too frequently the perceived nature and
causes of program related problems were dependent upon the political
affiliation of the reporter.

The extent tnd nature of intra-agency politics and its impact
upon feedback was difficult for the casual outside observer to de‘ter-
mine., That ‘fe.ction‘s existed within the bureaucracy was discernible.
Presumebly the intra-asgency political aspirations and motives of
officialsb could leed them to use feedback reports to cast certain
individuals or groups in a favorable cr unfavorable light.

Aj»art Prom the effects of political motivations on feedback,
the existence of political activity at the village level may mean that
."bhe administrator will require feedback about the village level political

situation., Foreseeing and determining the effects of politics on agency
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Eprbgrams can bela valuable input into the agency decision-meking
 pr6Qess. Fbr éxanple, politicalAintereéts consisting of the larger,
'ﬁore poWerful farmers may push for cooperatives which, once under their
dominétion, will give them access to the lion's share of the low cost
credit, Where the‘égéhéylis concerned with helping the smaller disad-
vantaged farmers, then stipulations end safeguerds can be buillt into
the credit program to meke the distribution of potential benefits more
equitable. But without some foreknowledge of the intentions of groups

at the villege level, such planning is unlikely to be underteken.

Bureaupathetic behavior. The combination of attitudes and

motivations mentioned above can be described as bureaupathetic behavior.
In its extreme form bureaupathetic behavior can be characterized by:
. + . excessive efforts to maintain aloofness from subordinates;
ritualistic attachments to formel procedures; petty insistence
on the rights of one's status; insensitivity to the needs of
subordinetes or clientsy « o . ¢37
The elements teken together can be likened to a syndrome which could
afflict certain individuals or even groups of individuals within the
change agency bureaucracy. T vltimate effects of the bureaupathetic
syndrome upon the feedback process could be disastrous. What the
Venezuelan administrator is likely to be up against, however, is a
tendency of officials to drift toward practices and patterns reminiscent
of bureaupathetic behavior. He might therefore keep alert for signs of

such behavior and bear in mind how it can effect the content and flow

of feedback that he needs for decision-msking purposes.

3% Sharkansky, op. cit., p. 45,



-Fe'ed'b‘ack Related Behavior within the Target Group

Some of the effects of various bureaupathetic tendencies within
the change agency on feedback from the target group have already been
-disoussed. In terms of improving feedback, however, it is unlikely that
i strict adherence by agency personnel to formal feedba.ck roles, rules,
-e.nd regulations would have helped in Venezuela. The illiterate farme;'
appesred to have l:!.ttie understending of, or appreciation for, the
-impersonsl, efficiency-promoting, and rule-laden epproach to bureau-
cratic communications. . ’

Indee"d,' one of tke challenges facing program administrators
appea.red to be that of educating the farmers to the "rules of the game"
peculiar to the relatively new institution represented by the change
agency, The agency, unlike inst:!.tutions associated with a more tradi-

36 To carry

tional order, provided only a narrow range of services.
out these problem-specific services effectively the agency, needed an
input from the target group of constructive feedback regarding the
performance and adequacy of agency programs and personnel. Most of
the farmers appeared to be unfamiliar with Just what the agency could
and could not do for them, or with how they could act to provide the
feedback required by the agency. Manifestations of bureaupsthetic

behavior among agency personnel acted to discou:_rage some farmers from

comminicating with the agency sltogether.

' 36For an interesting discussicn on the differences between the
role and modus operandi of "traditional" and "modern" institutions
see Fred W. Riggs, Administration in Developing Countries: The Theory
of Prismatic Society (Boston: Houghton Mifflin Company, 196%).




Tojiﬁvolie and instrﬁct the target'grqup in sgency operations
ﬁhslpd easy task in'%he Venezuelan situation. In some cases & village
ieve; "ombudsman" was hired and tréined to serve as an intermediery
betwéen the farmers end the agency. These individuals were useful in
that they helped direct people and feedback from the village to the
relevant program officiels., They also performed a political function
in the villaege which often occupied much of their time end lessened
thelr credibillty among certaln village groups. Village councils
could have possibly served es effective vehlcles for providing the
farmer access to the agency and the agency wlth feedback about village
programs, From limited personel observations it appeared that, where
such groups did exlst, they were usually unfamilisr with agency capa-
bilities and procedures. This was the case even where the councils
were encouraged by the agenclies. They were conceived of more as
vehicles for promoting and helping to execute agency projects than as
vehicles for feedback. The counclls, which were created in response
to agency prodding, were often composed of individuaels who lacked the
opinion leadership qualities'necessary to give the council an aura of

legitimacy in the villagers' eyes.37

“'For ideas concerning the identification and use of opinion
lesders as communication links between change agencles and farmers
see: Everett M. Rogers and Floyd Shoemaker, Communication of Innova-
tion: A Cross Cultural Approach (2nd ed,; New York: The Free Press,
19715, PP. 193-225; also Reginald W. Seilders and Robert V. Thurston,
"Opinion Leaders," a research paper prepared for Frank O. Leuthold,
Associate Professor of Rural Soclology, Department of Agricultural
Economics end Rurel Sociology, University of Tennessee, Knoxville,
Tennessee, Spring, 1971,
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ch the a.dministra.tor could best (a.) encoura;ge a.nd educa.te -
'farmers to ma.ke effective use of the a.gency, (b) a.dapt and meke agency o
__pra.ctices and procedures more intelligible to and compatible with the
needs o._f the illiterate farmer, and (c) redu_ce the bureaupathetic
behavior of agency personnel who deal wiﬁh the farmers ‘is difficult to
answer on the basis of limited cbservations only. "ieiea.rl.y, the cul-
tural, resource (funds, personnel time and qualifications), and |
institutional constraints would have considerable beai‘ing on the tactics |
and approaches which could be considered in any given case. Even where
the administrator's abllity to act is greatly constrained, however, he
could try to determine the problems involved in ;:btaining and trens- |
mitting feedback from the target group"a.nd try to an'bicip"e.te the Jikely

effects that these problems will have on his information requirements.
II. PINPOINTING HUMAN SLIPPAGES

How then do the various behaviorsl propensities discussed here
cbme into the picture when an atteﬁpt to Judge or lmprove feedback is
being made? The administrator, upon receiving a perticular item of
feedback information, might ask questions such as the followlng:

| 1. What or who is the source of this information?

2. Has this source proved reliable in the past?

3. Are there any special reasons (e.g., self-interest, status

seeking, p'ol:l.’c:].cs) why this information might be distorted?

4, Are intermediary commnicators involved and, if s0, in

what ways end for what reasons might fhey have edited or

changed the information?
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'-:‘From Whom/To Whom Interfaces '

One wa.y of systematica.lly eva.lua.ting the potentia.l huma.n impact
on the content of feedba.ck messages is to examine each interface between

sender and receiver along the feedback system. The from whom/to whom

| interfaces involved in transmitting certain kinds of feedback from the

’ village level to the administrator could conceivably be meny. For
instenée s 8 tyiaica.l feedback process mey involve exché.nges of informa-

: tion at interfaces between the following commnicators: farmer/VIW; |
VIW/supervisor; supervisor/administrator; farmer/edministrator; and
VLW/a,dministra.tor. Other program related feedback interfaces could
indlude those between agency officials and personnel from other agencies
and between farmer orga.niza.tions and. agency officials.

Some of the most frequently encountered humen commnications
problems likely to occur at several of these interfaces have already
been explained., It will be recalled, for example, that the farmers
were likely to be suspicions of the motives of the VIW and that commu-
nications could all but stop if they felt that he was attempting to
teke advantege of them. Again, where an agency official was more con-
cerned with asserting what he considered his "superior status" then
with fostering good working relationships with his subordinates, com-
lmunica.tions were apt to suffer. In the case where farmers had
unreaiistic expectations of the VIW's role and capabilities, his
inability to respond to their non-program related demends diminished

their confidence in him as an effective communicator.
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Another problem. m"‘ﬁhe"véiiéz‘uéian”éésefﬁh’ifc’ﬁ’ ‘sppeared to hinder
”oommunicatiOns-was that the administrators (or supervisors)--often‘ |
Jturbanlreared and educated--and tne illiterate'farmers were unlikely totx
Aiperceive probiems'within the same frame of reference. Within the con-.ﬁ
text of a face-to-face encounter, the career civil servant often .
appeared not to comprehend how the subsistence farmer, whose 1ive1ihood”
and.well-being;were tied to a small yearly crop of corn, felt.about
-edopting, say, a‘nEW hybrid seed. Nor did the farmer appear to have
mich empathy for the problems of the administrator. 'The demands made
by the farmer and the responses or alternatives offered by the adminlis-
trator were apt to be unacceptable or irrelevant from the other's point
of view. Whiie‘these types of built-in cultursl differences affected
communications, theyiaid not appear to be irreconcilable. However,
until efforts are made to overcome them, a certain amount of misnnder-
standing and confusion was llkely to persist between the sender and
the recelver of feedback at thias interface.

A particnlariy eritical. interface in terms of its effects on
feedbeck was observed in Venezuela. In one instance an administrator
“employed an edministrative assistant, or "gatekeeper," to receive,
~aggregeate, and to convey feedback messeges (whether written or verbal)
to him. Such en agent, while often saving the administrator time and
effort, sometimes had an undesirable effect on the flow of feedbaok.
Supervisors and other officials of higher rank than the "gatekeeper"
regented his interference with and influence over whet mesdsages the .

administrator received, Reporters did not appear to be confident that



-_;;;‘fthe ga.tekeeper" v'rould a.lways rele.te information on to the administra.tor.
lyv_"‘The buffer role of the gatekeeper" created hostilities a.nd consequently
b'n’ha.d an adverse effect on the content end volume of informe.tion going to
the edministrator. The ’ga.tekeeper in fact showed. some favoritism and
-was prone to let ‘his biages and: value Judgments interfere with how and

: wha.t he .comun,ice.ted to the administrator. - This is not to say tha.t» a

) gatek’eeper should not have ‘been employed. | An effective 'Ygetekeeper"

. could usei‘ully sort end gather related information for more systematic

| "review. He could a.'l.so save the e.dministra.tor time by referring certa.in "
pro’blems end messages directly to the: a.pnropria.te officials. The
a.dmixiistra.tor, ‘however, had a need to ma.inte,in a.dditiona.l and supple-'

: ‘menta.ry feedback channels open.

~ Sender/ receiver Mstrix

" One way to summerize some of the most likely humean obsta.cles to
-the communication of feedback is by constructing a matrix with a.ppro- "
’ pria.te feedback senders along the vertical axis a.nd receivers o" feed-
,ba.ck a.long the horizontael axis as in Teble VI. = The interfacea. and the.
| kinds of interachions depicted in this bable are for illustrative
purposes. . An a.dministra.tor could use such a"" layout to highlight the -
prevalent humen ohstacles to feedback epcogntered within his specific
.gettins. Given a fix on.soine of tﬁe_likely' human commnication
problems the adminidtrator could then proceed to seek a.ppropria.te
"solutions. B | :
In summary, this cha.pter ha.s exe.mined the human a.ttitudes s

motives N and beha.vior that a.ppea.red to impede or distort the flow of -



_ TABLE Vi

SOME FREQUENTLY ENC(IINTERED HUMAN OBSTACLES TO FEEDBACK AT VARIOUS
: SENDER/RECEIVER INTERFACES AS OBSERVED N VENEZUELA :

Feedback ] Feedback Receivers ' I
Senders VIN Supervisor Administrator .
--VIN’s motives may be --Status differences may -=Status differences. -
suspect. - interfere with communi- --Cultural differences.
~-Farmer may misunderstand cations,’ --Spokesmen for farmers may -
VIW's role and function. -~~Cultural differences may represent special: m‘er-
‘-=Farmer may not perceive interfere. ests, '
Farmer VIW as effective com- --Supervisor might not be --Administrator may not be
municator, perceived as being able accessible. .
to get things done.
--Farmers may be unfamiliar
with supervisor's role
function.
--Status and rank barriers. --Status and ra.nk ’bam:iers.
--VIN may fear reprimands  -~VIW may fear reprma.nds
and only report favorable and criticisms,
VI results. --VI¥ may be concerned with
--VIWN may not perceive look:mg good, :
supervisor as effective --VIW may represent own
commmiceator:of his interests only
needs.
--Supervisor may only report,
favorable results. , g
-+ ==Supervisor may have- jpolit-
Supervisor ; ical motivations. -

-~Administrator may feel -
that supervisor is une.me
of realities, -

o]
bo 2



TABLE VI {continued)

SOME FREQDENTLY ENCOUNTERED HUMAN OBSTACIES TO FEEDBACK AT VARIOUS
SENDER/RECEIVER INTERFACES AS OBSERVED IN VENEZUELA -

Feedback . -

Senders

Feedback Receivers

VIN

Supervisor

Administrator

Village

“Evaluators

--Status and rank c¢on-
flicts.

--TFetty rivalry and com-
petition.

--Ombudsman and VIW may
Pavor different persons
Oor groups.

-=-Ombudsman may be per-
ceived by VIN as a
threat and a spy.

--Status and rank con-
flicts.

~~Cmbudsman may represent
special interests.

-~Ombudsman may not see
supervisor as an effec-
tive problem solver.

--Status and ra.nk con-
flicts.,

~-=Supervisor may feel
that eveluator is spying
and prying into his
activities,

--Supervisor may be seen
as a naive outsider.

=--Ombudsman mey represent -

special interests.
--Ombudsman may not have
ready access to ‘adminis-
trator. .
-~Ombudsman may be per-
ceived as unqualified to
offer ‘solutions.

--Evaluators may not be
aware of all the facts.
(e.g., politics).

--Evaluators may be biased .

towards particular pro-
grams and activities.
--Administrator may fear
reprisals from his
superiors due to evalua-
tor's repurt. .

18



‘,feedback that the Venezuelan administrator needed to. make sound prog
~declsions. In such a case the administrator might want to deterndne
_where and to what degree manifestatione of bureaupathetic behavior, such
as self-seeking interests, formalism, status and rank consciousness, )
‘mdmhﬂwlmuﬂmsﬂutmdﬁ&wf%%mh Amﬂuﬂcwuéi'
ness of the human obstacles and impediments to the flow of feedback
which can be expected at the various interfaces between communicators

1n the feedback process can make the administraxor 8 attempts to rectify‘j

and adJust for these problems more effective,



 CHAPTER V-
AFPLICATION OF THE ANALYTTCAL FRAMENCR

In 'bhe preceding chepters a conceptua.l dissection of the fecdbeck ‘
g process and problems lil:el;r to be encountered at the level of reg:!.ona.l‘
7egricultura.l programs was undertaken. Pa.rchle.r emphasis wes placed
.on the structure.l/procedural, huma.n/culture.l, and allocative/decision-
making diwensions. of feedback and feedback related problems. '

The purposes of this chepter a.re (1) to ‘suggest an opera.t:!.ona.l
"'framework that the "second level" agency administrator or the progra.m
. enalyst can use as a point of departure in exs.mining possibilities for
_' improving feedba.ck,‘ ~and (2) to 1llustrate how such a framework might

‘. “be applied to a specific problem within 8 cultural and institutional

"setting like that observed by the authar in Venezuela..
I, THE OQFERATIONAL FRAMEWORK N CAPSULE'FORM

For &nely‘tica.l purposes the edministra.tor or a.na.lyst mew find
,v;,.-"it helpful to orga.nize an exemina.’cion of feedbs.ck problems and poss:l.ble
}‘?anlutions around the f‘ollowing problem-solving steps: o

_1,‘7,' definition of the pro‘nlemetic situation, .

2, dlagnosis of why feedback performence falls short,

3. delineetion of remedis.l‘possibilities , :

b, decision on ‘a specific cour_se of action.



‘;41'-"_",_Bu11d:lng a.round these four steps ,y an opera.tional fra.mework for
| :appra.ising feed'back problems end possi’bilities can be illustrated
dia.gramatica.lly as in Flgure 7.

To be sure, Figure 7 presents a broa.d overview of the ma.jor
‘cha.ra.cteristics of the a.nalytica.l process that has been dea.lt with in
more detail in preceding chapters, Recall, for example, that :Ln
examining desired feedback performa.nce the feedback required wes broken
dowm into five ca‘begoiies--progra.m meinten'ance, monitoring, edaptive,
| guidance,. and eva.lué.tive feedba.ck. Also, in diegnosing possible
struc,tural/procedural elements which might cause feedback pefformance/
"to fall short of that which is desired three basis types of mecha.nism.e :
| or channels were discussed--direot/indirect, formal/informal, and |
elicited/unelici‘bed.

" While it may be convenient- for analy'bica.’l. purposes to exami.ne
fthe feedback process by disszcting it into separate ca.tegories, the
'interrelationships among them need to be emphasized, Structura.l/

’ pi‘bcedu.ral edjustmente in the feedback process may be determi:hedv in

| ‘part by behavioral/cultural factors and vice versa. 'Take, for

‘ .eJFamble’, a case where farmers are prevented from contriButing valuable
‘ finsights into project and personnel performénce beca@se of anta,gehisme
) which exlst between the farmers and the ‘agency feedback reporters at

_‘ 'bhe v:!.llage level. In this situe.‘cion new channels linking village
’,_igroups d:),rectly with the program decision-ma.ker mignt become impera.- .
'_g;‘tive.
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In any case 1t might be helpi‘ul to mustrate how bhe ’
» ‘operaticnal framework can be applied to feed’back problems in a epecific

program context..
'II, APPLICATION OF THE FRAMEWORK TO A PROBLEM IN VENEZUELA

Rather than examining the feedback system observed in Venezuela
&8 a whole, & particuler problem aspect of ‘it is focused on here. Thié
.:].s necessitated in part by the lack of conmreheﬁsive information about
the broeder Venezuelan situation which was beyond the author 8 personal
experience, Nevertheless, the same analytical fremework provides a
cor_lceptua.l basis for examining a wide renge of feédback situations--
from the very simple to the very complex. While an attempt is made to
_adhere to the mejor steps and categories outlined in Figure 7, in prac-
tice a certein amount of overlepping may occur. For instance, in the
'prodeﬁa of looking at reasons why feedback or a particular aspect of
feedback falls short of that which is desired, some alternatives may
become irmediately apparent. These may be g:_lven gome conslderation at
that point in the analyticel process before dia.gnosea‘of additional
aspects of the feedback. process are undertaken. This is t_o say "tha.t:

. the steps and categories within the analyticel framework should not

be: rega.rded as rigld gu.idelines but rather as pivotal points a:cound

\ which an evaluation of the problem can be facilitated. Prel:l.mina.ry

, comments aside, an examina.’cion of the Venezuelan ca.se in po:Lnt is now. .

in order.



‘The Problematic 3ituation

| Referring back to the discussion in Chapter I on the feedba.ok.
‘.pro'blems faced by the Venezuelan administrators s 1t will be rece.lled :
'-vthet the author observed & number of what appeared to be form:lda.'ble ‘

V ‘ohstacles to quick, accurate, and relevent feedback in tha.t prcgram
‘sett:il.ng. It was observed, for exanxple; that while the agency adminis-
_ trator needed honest and frank reporting by the VIWs on pro.ject' |
inq:lemexitation problems and bottlenecks, this information iras not
wa.lways provided in a prompt and straightforward menner. In prect:lv.ce?
1t appeared as though the VIWs were often reluctant to report 'pro,j‘ec’t,_

obstacles or fa.ilures .

Diagnosing Why Feedbaeck Performa.nce Fell Short

Among the behevioral/cultural factors which appea.red to affect
: the honesty and candor with which reports were filled out wes the fear
tl;a.t project problems or failures would reflect ba.dly upon the personel
jperformanoe of the VIW, This notion was occasionally reinforced by a.
"pro;]ect superv:l.sor or a higher ranking agency official who would hold
a VIW responsible for project fallures--whether this was .justifia.'ble
or not, While this was not always the ca.se, it only had to happen
_:ono'e in & while to keep the village level reporters on guard. Another |
‘observe.tion as to what might have perpetrated this reporting pro'blem |
gywaa that the VIWs appeared to be reluctant to point out to their .
superiors how they felt e'bout the use of reports as a control dev:i.ce.
They seemed to feel thet their suggestions for che.nges in the system ’

would be misconstrued 'by their su'periors as ettemots to :zet out of



doing their work ‘and as behavior bordering on the impertinent or
preaumptuous for persons of low renk, To copplicate matters more, the
,VLWs appeared to be reluctant to solicit advice or assistance on
pro.jec’cs-even if the nature of the project wes beyond the rea:!.m of their
expezvtise. Partly this was due to & fear of oritioisms or rebuffs e.s B
mentioned e.bove. _

Structursl/procedural factors also cbni;ri‘buted to & reliance
upon VIW reports for personnel control.a.rivd. e_,écountability purposes. o
Some of the. items within the reports were .ﬁs’éd a8 ché_cks on VIW Iier--
: fqrm&nce, ‘Aga.in, more emphasis was placed on the qua.ntité.tive aépeots
oi' personnel ggmg (e.ge, number of hours worked, number of \:t'a.rvm |
visits, number of demonstrations given, number of persons attending
demonstrations) than on the substentive results of their efforts. (e.g‘,,,v:
number of faimers adopting a new practice ,: rate of discontinuance oi‘ ‘
néwpre.c_:ticés and reasons for this). Certain rigidities in the agency
" reporting system also contributed to the problem. Report content was
gtandardized to provide oompare.'bility and éonsi‘stency throughout the
country. It was common practice to use VLW reports for control
_MOses within every regional agency, Because the reports were u,sed‘
‘in a variety of settings and situations, certain general and ee.sily
measured a.spects of personnel output were required while more loce.tion
-a.nd project specific measures of performence were neglected. Unfor-
: ﬁine.tely the regional agencies e.ppeﬁred ra.rely to éxpe.nd on or adapt
‘the reports to reflect local conditions nor did they a.ppea.r to seek

' altez_'na.tive means for evaluating personnel perfoz_'ma.nce. The regione.l ;



‘95:
'progra.m administra.tors ’ while obligated to compile end pa.ss on much of
. the informs.tion from the standardized reports, could choose how to use
that informetion in their own decision-meking process;‘could -authorize
the reporting of supplementary information, and could exﬁ;.)loy,certain.

-other mea.ns_to check on personnel performance,

Deiineatigg Possible Remedial Alternetives
’ In this Venezuelan context it s.ppeare'q. that a progrsm
: Ea.dminist:;ator concerned with de-emphasizing sgency reliance upon VIW
reports for personnel control purposes would not .ha.ve had the-re’sosrce_s
(tinie and. influerice) to effect an org'anizs.tion-vfide chat;ge relative to,
"this practice. Sirce such an undertair.ing .wooid necessitnte a felrly
‘thorough review of the purpose and intent of the reporting‘ system,
individusls high in the agency hierarchy would have had to be per--
suaded to sponsor and a.ctivel& support tlcis endeavor. It is coubtf‘ul
1!1 the Venezuelan case whether a. regional administrafor could stir up
,enough concern among high 1evel officials to bring about the necesse.ry
visions.
| Within the regions.l program itself, however > the administra.tor
hs.d the pcwer to influence end a.'l.ter in many incremental wa.,vs the |
breporting process. Severs.l possi'bilities for reducing the control
‘a.spect of VIN pro,ject reports are listed 'below.
1. The administrator. could delete, or. a.t 1east de-emphasize
1n pra.ctice ’ the control items within pro;)ect reports.
He cou.ld cle.rify for his sta.ff the agency's need for a.nd

use of all items in reports.



2, 'The wdministrator could use other meens to check on
i"p‘ersonnel performance.,
‘8, ' Bpecial reporters cquia ,,‘dé'f,u'é'ﬁed to 7 periodically
- check on pzfoject andpersonnelperformancein
| "vea:ah village. “ .
'b. _iSepe.ra.te reporting devices could be:employed
| A' rfor project feedback e.nd personnel eva.luation.
vi';cv.vf_'i..-Periodic encounters with members of the ta.rget
;_v,group could be used to inouire a.bout personnel
performance.
3. The e.dministra.tor could coznmend reporters who bring’;
. lﬂpro,jnct pro'blems to light oy who oﬁ’er constructive'
' suggesti.qns for progrem improvements.
;Noné of the remedial possibilities a.bove would a.ppeaLr tobea -
_‘ ',';i:'a‘.ﬂ'a'.cea. for the reporting problem at hand, Still, by combining severa.lz",’
of these practices an improvement .in reporting quality and a.ccurza,ca,r
- eouid be forthooming.
Prior to deciding on a specific course of 'a.cfilqn» the remedial.
possi‘bilities listed ebove might be evaluated in terms of (1) thé céét’s’
%o 'ane agency (1. e, :E‘unds, .personnel time, administra.tor 8 tiwe), and |
:.._‘;(2) the likely outcomes , ‘both poaitive and negative, that might result,
':‘To ma.ke & prelimina.ry comparison ‘of the relative costs a plus/minus
. cha.rt as illustra.ted in Table VII might be he'LpfuJ.. A minus aign,is '
"»,used to indica.te a. rela.tively high cost, and a plus sign to denote a |

 relatively low cost.



TABLE f"vI: j

EVﬁIUATION OF REMEDIAL FEEDBACK POSSIBILITIES -IN TERMS
' OF COSTS TO THE CHANGE-AGENCY

Costs -
- . : e Personnel Administrator’ s ‘
Alternatives . "~ Funds Time Time

i1, De facto de-emphasis

S+ of control aspect of

- reports; educating staff
on use of reports;
encoureging honest
reporting.

2, . Speciel agency reporters |
f to do pevsonnel evaluations.

‘53‘ Separate reporting devices
.+ for personnel and prodect
evaluations.

j:h. Information on personnel
- performance soliclited: from
’target group. .

Ik

The relative costs alone may not constitute sufficient grounds
fupon which to select or reject an alternative., Each strategy may have:
i-certain other advantages and disadvantages in terms of its effect on
{feedbeok and program.perforumnce that need also to be weighed’ The kinds
“of "performance responses that the Venezuelan administrator might

-anticipate for each. of the four alternatives are. indicated in Figure 8

.Decidigg on & Specific Course of Action
‘u’ﬁzzijpon examining the likely outcomes of alternatives one through

ifourhasishown in Figure 8 it would appear that no single strategy, or



= Likely Positive Outcomes
--Over time the VIWa' fear of being held per-
sonally responsible for project problems and
failures may decline,
--Some improvement in honesty and speed: of
R CNCe : " reporting project obstacles.
| ALTERNATIVE ‘i | --Some increase in new types of information
. o and insights being reported.
Likely Negative Outcomes
--Tendency on part of some VIWs to work less.
' m=Tendency on part of some VIWs to see thelr
role as reporters only and not problem solvers. -

‘Likely Positive Outcomes '
.=-=More relisble and thorough evaluation of per-.

.sonnel performance. . s
==Blame for project pro'blems not a.lways pleced

on VLW. g

TR I - Likely Negative Outcomes -
" | ALTERNAT'IVE 2 | e apt to ve suspicIous and fea.rful of .

C S evaluator, S
=-Checks on personnel performance mey be infre- e
quent., Co
--VIWs may pe.1'ronize evaluator in order to

_obtain favoruble reports. "

- Likely Positive OQutcomes
--Project feedback separated from personnel
evaluation.,

. . - -=VIW less apprehensive e.‘bout pro,ject pro‘blems

| ALTERNATIVE 3 | being essocilated with his personel performa.nce.

: A Likely Negative Outcomes > A ’
--Extre peperwork created.
--Some VIWs ere still ept to feel tha.t pro,ject _

feedback will be used to evaluste them direc'bly,‘ :

Likely Positive Outcomes - , B : :
--More quelitative aspects of VIWs' per;t‘ormance
reportced.
i L -~Outside perspectives on. p“o.ject a.nd personnel
[ALTERNATIVE 4] . . performence obtained.
PR ~ + Likely Negative Outcomes -
‘--VLWs may become overly concerned w:!.‘bh pu'bl:l.c :
relastions aspect of their Job.
--Farmers may bleme all program ills on VIW.

e su.re 8. Likely positive and. negative outcomes rela.ted to feed
“back alternatives. .
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grdup of strategies would completely eradicate the’ fears a.nd anxieties
_ of the VLWs a.nd thus induce completely open and. honest reporting. Among |
‘the more costly approaches (Alternatives Two and Three), the use of
special agency reporters (Alternative Two) would appeer to have some
distinot adva.ntages which are not provided by other means., Where the
administrator is willing and able to invest his time, Alternative One
woul‘d».& ‘elso appear to yield fairiy high net returns in terms of obtaining
more honest and acourate reporting. By the same token, Alternative Four
could, with very little additionel effort, be used uhenever appropriate
opportunities arose. ' |
Further questions that might be asked 'before putting the a'bove

sugge‘stions into practice are the following" '
S 1, ‘How cen the suggestions for de-emphasizing the personnel

evaluative component of pro;ject reports be implemented?

.What steps need to be ta.ken? What changes in current

v'fprastices need to be made? Who is to be involved?
: 2. .‘How far ¢an the administrator go in committing agency
. Wresources and his own. time towa.rd improving this aspec.t

.of feedback?
3. Will the pa.y-offs in terms of program performance'

resuiting from this particu.‘!ar use of scarce agency

"'. accrued to alternative uses of these same resourees?
’-l-.How can improvements in the quality a.nd honesty of

"y eva.luation practices be s.ssessed?



fEQQfA
: 5 How can the receptivity and reactions of agency -
| personnel to these changes e evaluated?
.Only one aspect of the feedback process observed in Venezﬁeia’v'~9
was analyzed in the preceding discusslon, The analytical approach used .
fto dissect the problem of obtaining more honest and frank reporting
could be applied to other feedback obstacles as well., For example,
examinetion of the problems and obstacles involved in getting relevant
- and regular feedback from the target group could be undertaken. Or,
. an analysls of ways to speed up the reporting of importent develapments
at the implementation level could be carried out.
- The general utility of the analyticel framework is only suggested
JFnefe. Until the framework has been tested by administrators or enelysts
'51n‘the field, its value as an operational‘@QQIvcannot really be_deter-
{mined. The - analytical framework did providehghe authof ﬁith a systemafic
'iway of examini:g feedback problems in the Venezuelan program context.‘
;;It would appesr that the framework could serve at leest as & poimt of
yvdeparture for practitioners concerned with analyzing informational feed—

,.back‘in similer settings.



CHAPTER VI
 FURTHER RESEARCH NEEDS ON FEEDBACK

_ " The main purpose of this study has been to suggest to
e,gricultural program administrators a.nd enalysts several conceptual
a'.nd decision-meking tools which can be helpful in diagnosing feedback
problems from vlliage level progrems. The sources of feedback |
problems end the specific strategies needed t0 correct them may differ
from one cultural and institutional setting to another. However the

" analytical approach suggested in this study could conceivably be
‘utilized to dissect feedback problems in a wide variety of situa.tions‘._

It has been shown that an aedministrator, like the researcher, ca.n '

begin to tackle his problem (1) by cerefully defining the problematic

isituation; (2) 1y exsmining the reléva.nt variables, dimensions, and

relationéhips involved; and (3) by 'specifying and evaluating viable

~alternatives. Key elements arcund which an examination of Aspecific
'.':'.feed'ba.'ck pro'bléms can be developed include a structural/procedural

" mlc'limension- and a behavioral/cultural dimension, both of which are tem-

éered by agency resource and hiera.rchica.l constraints.
In sea.rch.’mg through the literature on development program

_ administra.tion, J.ittle theoretical or empirical work was discovered

- which dealt with feedback per se. In attempting to bulld up an opera-

- tional framework with which to a.néi'y'ze Teedback problems _relevé.zit

- congtructs and ideas from cammunications, development administration,

101



102

' “orgenizational theory, and economics were ‘drawm upon. In short, a L
'prelind.na.ry effort was made to br:.dge the gap between ‘selected theo- ,
retlcal bodies of knowledge and the real world exigencies fa.cing-pi'a;c‘-
titioners concerned vfith feedback. i
Two brosd areas for future research are :imnediately suggested
: by this study, The first has to do with gaining more insight into and
_'uxk_zderst.a.nding of the probléms and processes of regional progrsam a,dminis-'-v
tration in LDCs. The second involves research a.:Lmed. at equipping |
development progrem administrators with the conceptual and decision=
meking tools that they need in oi‘der to tackle problems like the feed-

back problems,

__gione.l Program Administration

v There is a need to delve more deeply into the va.rious facets

(procedural, institutional, political, cultural) of regional program
- administration within IDCs, More empirical knowledge is needed about

. the various factors contributing to program successes and failures.

. Too often recommende.tions i‘or improving program problems like the
feedback problem considered here, concentrate upon conventional
strﬁctural/procedural changes alone, An equal amount of attention
needs to be glven to such factors as administrative behavior and '
‘oultural proclivities.

Further investigation into the decision-making process within
development projects alsv needs to be undertaken. Very little appears
to be known about the decision-making and thoﬁght patterns of middle-

| level program administrators in ILDCs. How d_o regional administrators
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in fa.c‘b perce:!.ve and eva.lua.te problems ‘end e.lternatives? What kinds of:
ini‘ormation do they percelve as relevan'b for decision-making purposes?
How do they go a.'bou’c. getting the informaiuicn that they want? How do
they use the information that they receive? These are but a few of the
kinds of questions that a researcher concerned with decision-maeking -

w:lthir regional prograems might begin to ask-.

Adé.p‘bing Decigion-Making Tools

In a similar vein more work needs tb 'be done: in ade.ptinéWes%ern
decision-making concepts to the specific needs, constraints, And capa-
bilities of IDC program administrators, At least in the Venezuelan
case observed by the author , the programn edministrators were faced with
meking progrem decisions within a situation cheracterized by (1) inade-
quete end often inaccurate information, (2) projects involving qualite-
tive goals and measures of progress, (3) institutional rigidities, and
(4) a high degree of human and political uncerteinty. To camplicate
x;w.’c.tera the administrators were often recruited from the ranks of
te(_chnica.l speclalists who gznerally hed 1little training administration
or management, .

| Considerably more effort needs to be made, then, to dzvise
| problem-solving techniques and e.pbroaches that are geered to the
problems and skill levels of project managers. In every case, ’bhe
| complexities of the decision-meking enviromment cannot be ignored if
admiﬁiétrators are going to be given the kind of preparation that will
help them to deal effectively with the problems of choice and strategy

inherent in development programs.
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