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and Technical Assistance Methodology. (PASITAN)
(crqﬁtci:'FTﬁi;ﬂidﬂjlt’0n(9§rbltlfdi7CQh;§EEidm'ﬁbr’lntirnatloﬂbl'Actlvltlés;ilnc.
Director: Willlam J. Siffin

A. Statistical Summary

~ Perlod of the Grant: 28 May 1971 to 27 May 1976
Amount of the Grant: $1,000,000. ,
Expenditures for Report Year: $137,724 . Accumulated: $231,962
Anticipated for Next Year: $549,150

B.;'ﬁ§fratlve Summary

'Ofong the period covere. by this report the administration of the grant was
reorganized, the strate¢, for pursuing grant objectives was modified, and a numbe
- of projects were developed. ’ ‘

Relatively successful efforts were made to (a) strengthen linkages with Alv;
(b) to develop a sound, workable program strategy; and (c) to continue to builld
the HUCIA resource base and the participation of MUCIA personnel.

Objectives of this grant have been clarified and somewhat modified, to reflect
developments in AlD programming and MUCIA Assumptions about desirable accompl ish-
ments. We aim to address subjects of importance to AID's technical assistance
effort in ways that go beyond the production of ''research findings." We have
moved away from simple generalizations about “institution-building", toward a
narrower, more focal attention to factors involved in effective technical assis-
tance action strategies. During the year, a basic agenda of Issues and problems
has been set out, although not all of it will be implemented in the remaining
period of this grant. .

We have also designed a strategy for disseminating, or putting into use, the
products of this grant. Basically, those products are, in the 211(d) context,
seen as ''‘capabilities". But capabilities cannot exist in an entirely latent
form. So, recognizing that our primary aim under this grant is not to produce
"'things'', we have laid a groundwork for efforts to display and apply the capabi-

lities that we are creating.

In relation to the entire grant period, the past year has largely besn one of
infrastructure development. In the year ahead we shall continue to shape a
set of program activities. (A number of such activities -- i|.e. projects --
have already begun.) The fruits of next year's program will be forthcoming
during the final phase of the grant activity, 1975 and 1976, when emphasis
will be upon dissemination and use. o '
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.The .purpose of this grant Is, In the: language of the proposal, ""to establish

}Q;pﬂpgrip%tp,)tronothbb-tﬁ!;cxPoftltnpof[thq:Hlduost.Unlvorsltlcs Consortium
for International Activities; Inc. lh»lnstltutlon*bulldlng.and'tochnologlcal

‘assistance methodology."” = R -

rThc:grqht>onvISIonuEtho'dqv.lopnpnt'of a coordinated program within the MUCIA
‘structure. The alm.of that program is to builld competence to serve the
do;lqngtcd,dvaIOpnontil\purpdsog. and to make that competence avallable
to the Agency for International Development and other appropriate users.

Research Is one of the means by which the grant objectives are to be served,
but this Is not a research program or project as such. The results of
studies are to be transmitted into training capability, consultative and
advisory capability, and other utilitarian products. :

This grant program is an outgrowth of several related developnents. The
most basic of these is the experience of the Agency for International
Development In the fleld of technical assistance, and certain lessons of
that experience. One of these concerns the importance of "institutions" of
certain types as essentlal mechanisms for the pursuit of developmental aims.
AID's own studles of Its experience, notably of the effort to build institu-
tions to serve agriculture in various parts of the world, indicated the Im-
‘portance of the Institution-building problem. Other Agency studies have
revealed the difficulty and potential limi tations of Institution=-building
approaches. . ’

On a related front, during the decade of the 1960's a group of universities

. engaged In an attempt to develop knowledge both systematic and practical
about the Institution-building as an aspect of technical assistance. The
Agency for International Development contracted with this group for several
case studies of its own projects.

Beginning about 1969 the Agency also sponsored and conducted a series of
International conferences or workshops, to explore and assess the utility

of certain ideas about institution-bullding. Representatives of institutions
in various doVoIOplng* untries as well as in the United States participated
in these conferences.” : '

The events tﬁat-gavo rise to this ﬁrant Included the establishment of AlD's
Tbchn!cllgﬂssl:tonce Bureau with the mission of improving the quality of

Lo r‘;'*lfiiitrlptlon lﬁdlltiiljubhtfbf‘thoni conferences is found In:
‘Susan Leone, "Institution-Bullding Conferences, Review and Relationship to

Knowledge Dissemination and Utilization Theory." Research Utilization Report
to Dept of Communications, Nichigan State University, September,1973. 66 pp.

‘Available from PASITA/DAC, ‘International Development ‘Rasearch Center,
Wloomington, Indlans A7801, ~ 0 T TR
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- technlcal assistance efforts. Within the Bureau thers developed, In 197071,

an opinion that a systematic effort to develop improved knowledge about
institution-bullding and related matters of technical assistance methodology
was In order. The Bureau solicited advice and suggestions. The eventua) -
response was a proposal from the Midwest Universities Consortium for Inter-
national Activities, a proposal that became the basis for the grant described
in the application of April 14, 1971. (Proposal for Support by the Agency
for International Development; MUCIA Program of Advanced Study In Institution
Development and Technical Assistance Methodology).

Assignment of the grant to the MUCIA was based upon the substantial and
ranging involvement of the Consortium and its members in technical assistance
and Institution-building operations in various parts of the developing world.

I1. Objectives of the Grant

The fundamental aim of this grant is to bulld a certain kind of capabllity
within MUCIA -- a capability to help improve the conduct of technical
assistance, and to help bulld Institutions that can serve 2s worthwhile
instruments of development. Equally basic is the aim of making that capa-
bility available to AID and other sultable users.

The primary means by which to develop this ability include the development,
identification, refinement, and adaptation of practical knowledge. Basically,
that knowledge is concerned with the planning, design, operation, and
evaluation of deliberately organized ''systems of action' to serve develop-
mental goals.

The foundation of any effective system design is a well-defined problem.

Thus, one objective of this grant is to build an improved capaclty to ''define"
or delineate technical assistance problems that are susceptible to Institution-
building solutions. To be useful, this sort of analysis must lead forward
action, or at least improved capacity for action. Therefore the aims of

the grant also include the production of relatively detalled '"guidance
material' that can be used by those responsible for managing and evaluating
on-going programs and projects.

In practice, the broad objectives of this undertaking must be given focus

and boundaries by selective concentration upon a limited number of top-priority
topics. We therefore seek to focus upon the delineation of problems and the
design of action strategies within certain program fields that are of
particular Importance to AID -- as agriculture, health and allied concerns,
technology transfer, and education. We also seek to address certaln key
problems of methodology generally -- such as problems of effective organi-
zational design. : ' -

of the results of knowledge-building work on these subjects -
arious types of training, consultative and advisory assistance
services. . 'Training" Is perceived as encompassing certain
‘and professional ‘education. o ' ’




Broject has evolved, Its objectives have taken on Incressing focus.
5, o fow of the statemsnts found In the proposal dated April 14, 1971,
“no longer describe prime grant objectives. For axample, on page two of the
“Proposs!’ Dociment, principle ‘objectives are stated to Include “adapting the
“expsrimental method to the analysis of technical assistance projects, ‘defining

‘the patterns of relationships and Interactions between technical assistance

-advisors and thalr counterparts, and comparing the effectiveness of various
“approaches to the ig)cctl@n'and;tralnlng of technical assistance personnel.'

‘ld_practico.'slnCQ April, 1971, some of these matters have been addressed

‘through other AlD-sponsored projects, and It would be inappropriate for

work under this grant to ignore or attempt to duplicate such activitles.

Thus, the Program Methodology Division of the Technical Asslistance Bureau
has Inltiated analyses intended to help improve the selection of technical
assistance personnel, along with studies of relations between technical
“assistance advisors and their counterparts. Also, the Division is currently
involved in investigations of experimental or quasi-experimental approaches
to technical assistance. ‘

We are aware of these developments because of the open communications and
relatively close working relationships that have been established and maintained
betwean the Division and MUCIA's grant administration during the past year.

We anticipate that the dissemination capability being built under this grant
will serve as one vehicle for getting products of these AID efforts to users
outside the Agency. . But we believe that, at this point, the Program Methodology
Division concurs with us In the judgment that improved personnel selection

and advisor-counterpart relationships are not among the prime objectives or
concerns of this grant. Thus, certain detailed provisiens of the original
statement of grant objectives are no longer accurate.

Parenthetically, we do not wish to imply that personnel selection and advisor-
counterpart working relations are unimportant. Obviously, the quality of
personnel can be crucial. At the same time, it is manifestly impossible for
this single grant effort to deal with every aspect of technical assistance.

We have therefore sought to focus more upon underlying methodological factors
at the expense of attention to the particular kinds of operationg techniques,
important as the latter are.

The reference in the original statement of project objectives to "adapting
the experimental method to the analysis of technical assistance projects'

s not obsolete as a description of an aim to be pursued under this grant.
Yet some clarification of the implications of this statement is perhaps In
order.

In lts-bfpidost implication, "experimental method'' means a conscious, delib-
~ erate method of activity that leads to improved or increased knowledge about
causal relationships. [n more conventional parlance, "experimental method"

means the design of an activity In which all but one variable (or set of
‘varisbles) is controlled, as a basis for determining the effects of the
“uncontrolled” or experimental variable In the situation. Glvan the power

“of the expsrimental method in the natural sciences, there is jreat interest



In applying the principles of this approach to the study of complex soclal
- phenomana. Currently much of this interest centers upon '‘quas!-experiments'
- and "'quasi-experimental approaches." One line of effort seeks to lay out the
methodology of such approaches, while another related kind of effort seeks to
apply the methodology In concrete situations. : ,

~ The Program Methodology Division has inltiated a promising effort to examine,
assess and possibly adapt elements of quasi-experimental approaches to
technical assistance needs. We have no interest in duplicating this work.

In fact, we doubt If we could mobllize expertise superior to that now serving
the Division. Thus, one of our current objectives is to monitor and learn from
the work of this project, keeping in mind the possibility that there may be
opportunities under this grant to use and develop some of the results that
emerge from the Division's project.

Therefore, so long as the project objective refering to “adapting the experi-
mental method" is not seen as an exclusive responsibility to be met through

this grant, we believe it can properly be retained as a statement of one

of our aims. The other references, to personnel selection and advisor-counter-
part relationships, are no longer pertinent as primary aims, for the reasons
stated above. To sum them: (a) AID's on-going efforts regarding these subjects
need no duplication; and (b) these subjects are not really central to the

grant Itself.

As Joel Bernstein indicated at the June, 1973 meeting of our advisory committee,
at which we spent several days considering the strategic factors that should
guide our efforts, the technical assistance needs of the present and future
include three kinds of institutions: strategizing institutions, to shape

and refine the basic agendas of action in various filelds of developmental
efforts (ie., to identify and define the key problems); design and develop-
ment institutions, to respond to strategic needs through R & D type activity
in which developing countries must also participate; and dissemination/appli-~
cation promoting institutions. '

The basic orientation of efforts under this grant is to provide practical,
concrete guidance-knowledge that con help meet these types of evolving
institutional needs. In doingso, it seeks to contribute to the me thodology
of technical assistance, not so much at the level of immediate operational
procedures, where academic expertise is seldom at its best anyhow, but rather
at the underlying levels of problem analysis and system design, where abstract
knowledge can sometimes contribute to the wise choice of actual goals, the
auspiclious arrangement of authority and resources, and the adrolt selection
of tools and techniques.

Four major means of dissemination are intended for products of this grant.

To put this in stightly different terms: It Is anticipated that the
capabilities developed under the grant will be put to work In at least four
sots of ways. One Is through the flow of documents and other materials
among ‘a selected set of users, including donor organizations and institutions
in-LDCs. By the year's end, a coordinator for the PASITAM documentation
~and analysls center had been selected and a plan of work outlined.



antation and analysis center s Intended to serve the training

Copablifty devaloped under the grant. Extensive explorations were uniorteken
~of .the possibllity of”ériqtlngucortlln'klnds.of experimental tralning ,
~programs, during the year. As a result of these surveys, we decided .(a) to
‘avold-at this time the development of any elaborate training operation, and
(b) to concentrate first upon the further development of materlals that could
be used in serving the proper cllients (not just the available participants).

Along with documentation and training, a third dissemination vehicle Is
consultation and advice. A modest amount of advisory service was provided
during the past year, to AID personnel on an informal basis, and to MUCIA iIn
connection with an IBRD-funded project for the development of the agricul tural
university in Thailand. At this point, however, no major accompiishments

‘can be clalmed. The ability to achieve them will depend to a considerable
degree upon the knowledge-building activities now underway and projected.

- The fourth means of dissemination takes the form of.typicai products of

academic efforts -- studies and reports on particular facets or our working
~ agenda.

11, Accomplishments

Major accomplishments during the year lncluLed:

a. New arrangements for directing and administering thé grant,
for mobi1izing MUCIA university resources, and for maintaining a continuing
working relationship with AlD, and contacts with other donor agencies.

b. Redesign of the strategy for implementing the grant agreement,
to focus upon a limited number of strategic target areas.

c. Planning and initiation of efforts in several of these target arecas.

d. Examination of a number of on-going and prospective field
projects that might be relevant to work under this grant.

e. Development of a basis for a “training strategy' as one element
,of_the‘grant program.

f. Start-up work on the "documentation center' element of the grant
project, with design of a documentation and analysis center that will be }inked
with projected training activities and studies underwritten by the grant, and
that 7l:l also directly collect, assemble, abstract, and disseminate relevant
materials, .

- 9. Dissemination of several hundred coples of Instltution-Buiiding:
A Source Book, to Individuals and Institutions in daveioplng countries, and
to Flﬂ-porsonnol in Rome and in the field.



Administration and Program. During the year the administration of the grant:
was assigned to the International Development Research Center at Indiana
‘Unlversity. (The current director was officlally appointed as of Decomber 1,
1972.) A new set o; working guldelines was devised and approved by the
-Advisory Committee.”™ This was clrculated widely within the MUCIA schools,
and served as the basis for discussions with Interested faculty and admini~

strative personnel at each of the flve schools during the 1972-1973 academic
year.

One Important objective of developments In program administration has been

the estalilishment of closer working relationships with AlD. To this end,

the head of AlD's Program Methodology Division now participates in the meetings
of the PASITAM Advisory Committee, and a substantial continuing interchange

of relevant information has been developed. Aims are to minimlze confusion
and misunderstanding, and undesirable duplication of effort. More important,
this continuing working association enables us to link our own prog:-am develo-
ment strategy to AID's priority interests in the field of technical assistance.

Within this orientation, decisions were made during the year to initiate
modest projects in the field of rural development, in hedlth delivery, and

in the theory of institutional development. Pre-project planning was pro-
ceeding In other areas, including the transfer of technology through applied
industrial research institutes, the use of the public enterprise form of
organization as a vehicle for certain kinds of development purposes, and the
interplay of economic and institutional factors in the application of new
technology In agriculture. Arrangements were completed for a state-of-the-art
analysis of organization theory as a source of guidance in the design of
effective action systems for technical assistance efforts.

Under study was a proposed project that would harness contemporary computer
technology to the analysis of evolving organizational goals, including a
practical application to the study of the OAS tax program over a 12 year
period. The program is of interest as a possibly informative example of the
workings of a relatively autonomous ''network' type activity guided by a multi-
lateral organization working in collaboration with host country institutions.

Preliminary investigations of other lines of activity were underway at the

end of the year. These included the possibility of improved network design,
with particular reference to networks as tools of agricultural technology
development and transmission. A prospective case study in the development

and dissemination of high lycene corn was under consideration as a possible
source of knowledge about factors involved in linking research with utilization.

,*S.c Aprendix A: '"PASITAM; Aims and Approaches,' which summarizes the
assumptions underlying the program, sketches the general action agenda, and lays
out guidelines for projects to be undhrtaken under the grant project. PASITAM,
incidentally, stands for Program of Advanced Studies in Institution-Building

and Tachnical Assistance Hethodology.



lt lc. ln a scnso. pr.nnturo and prosunptuous to rofor to tho abovo-montloncd ,
~activities as “acconpllsbnnnts" == 1f accomplishments mean determinate results.
‘Yot these statemsnts reflect the acconpllshmnnt of a substantial amount of
“program development. Resources have been Identified and commi tments have been
_nudo that wlll contribute to grant objectives.

OIslcmlnatlon. This grant Is prodlcated upon the elemental Idea that certain
kTnds of capabl ity will be developed and that the results will be disseminated.

Accomplishments to this polnt are not very significant. The dissemination
strategy has four related elements: the work of the documentation and analysis
center, development and application of a tralning capability, development and
application of advisory and consultative capability, and the production of
significant research studies and analyses. Understandably, most dissemination
_accomplishments are matters for the future.

The Blase Institution-Building Source Book has been widely disseminated.

Jointly, ATD's Program Methodology Divislon and PASITAM have distributed almost
1,000 copies, more than half of them outside AID, to other donor organizations
including 50 key individuals in FAO, and to individuals and Institutions in LDCs.

A modest amount of consultation and advisory assistance has been delivered,
in response to occasional requests from within AID, and in one instance to
MUCIA itself, in connection with the development of a proposal for a planning
project funded by IBRD, and concerned with the development of Thailand's
agricultural university.

By the year's end, however, the design of a dissemination strategy was estab-
lished. Two Iindividuals had been identified to develop materials that would
be Inputs Into the documentation and analysis center, and one was at work.

Two consultants had been engaged to develop certain materials for the center
during the coming year. A director of the center had been recrulted and slated
to begin work in October, 1973. A sizeable backlog of materials had been
acquired.

Narrative Account of the Year's Activities. With the transfer of the direction
of the program Trom Pinnesota to Indlana In the fall of 1972, an immediate
need was to reconstitute an advisory committee and to establish communications
between the new director and the MUCIA campuses. The MUCIA Board appointed

the following commi ttee:

University of t1linois: William N. Thompson, Chalrman
: Frederick C. Fliegel -
‘Indiana University: Sara Berry
‘ Frank W. Hoole (Alternate)
Chris Jung

;Mlchlgan State University: Jay W, Artis
Timothy Hennessey



 ‘ﬁdvitoty Commlttoe(Cont;) |

: University of Minnesota: Martin E. Abel
_ Richard N. Blue

Unlversity of Wisconsin: Georje Gant
Adlowe L. Larson
Edward P. Mikol (Alternate)

MUCIA: Ralph H. Smuckler (Representative)
George Axinn (Director)

At its first meeting the Advisory Committee resolved that a repre-
sentative of AID be Invited to its sessions, and Dr. James Green has served
as AID liaison. ‘

In June, 1973, the MUCIA Board renewed the existing Advisory Commi ttee
appointments, with the exception of those of Timothy Hennessey, who will be
on leave from Michigan State University during the 1973-74 year, and Adlowe
Larson, who has taken an overseas assignment. Robert Jackman, Department
of Political Science, Michigan State University, was appointed to replace
Hennessey, and Edward Mikol, formerly an alternate from Wisconsin, was made
a regular representative from that institution.

The Director, in collaboration with the Advisory Commitiee, prepared a pro-
gram statement which could be distributed widely on each campus soliciting
interest in the PASITAM program. After several drafts, "PASITAM: Alims and
Approaches' (Appendix A) was printed in 500 copies and distributed on each
campus early in 1973, in anticipation of campus visits by the PASITAM Director
and Assistant Director.

These visits enabled the new directorate of the program to meet with inter-
ested faculty to explore potential contributions from each campus. This first
round of visits was necessarily orientative in purpose, although some of these
discussions resulted in project proposals and participation in the program
planning that followed the trips.

At the outset of the first year, the new director employed a full=time
research associate to work on the documentation and analysis and program

- activities. In the budget for the forthcoming year, this person has been
switched to work on science and technology transfer and a full=-time coordinator
has been recruited to run the Documentation and Analysis Center.

One concern of the program Is the development of training capability. Much

discussion and effort was given to this aspect, both in contacts with AlID

and other potential users of tralning and in consultation within the MUCIA

universities regarding the nature and staffing of 2 training effort. A

two-day conference was organlzed at Michigon State University to identify

potential training clienteles and appropriate content. The conference did not

‘produce decisive results. Subsequent discussion with potential users suggested
* -the wisdom of postponing the mounting of a wesk-long training:program. In the:



i~l|lntll!- an-Indlvidual was: hlrud to survcy past tralnlng prograas or confor-

. Gnces “on Inltltutlon-bulldlng. ‘While no training efforts were under-

- taken durtng the first year under this dlructoratc. contacts were made which

" may result In such activity during the next year of operations. The Documenta-
- tlon and Analysls Center will soon have a limited capablility for provldlng
cortaln kinds of tallor-made training materials.

A fow months after assuming the direction of the PASITAM program, the Dlrector
spent a month of overseas travel to Indonesia, Thailand and Nepal to attend

- MUCIA meetings and to visit sites of on-going or prospective technical assis-
tance projects.

Durlng the first week of June, 1973, the advisory committee met with a group
-of "external'' experts, including:

Kenneth Thompson, Vice President, Rockefeller Foundation

Francls X. Sutton, Deputy Vice President, Ford Foundation

Joel Bernstein, Assistant Administrator, AID

Milton Esman, Director, Center Fur International Studies at Cornell
University

Melvin Blase, Center For International Programs and Studles,
Univerisity of Missouri

Howard Beers, Center For Developmental Change,University of Kentucky

N. S. Ramaswamy, Director, National Institute For Training in
Industrial Engineering, Bombay, India

Dov Ronen, African Studies, Hebrew University, Israel

Martin Landau, Political Science, University of California

Vernon Ruttan, Director, Agricultural Development Council

James Utterback, School of Business, Indiana University

The Director prepared an agenda paper for the conference (Appendix 8); the alm
of which was to advance an improved programming strategy.

Three grants totalling $65,000 were made during the first year of the new
directorate for projects to be implemented during the next year.

Vincent Ostrom of Indiana University and Timothy Hennessey of Michigan State
University received $28,540 for a seminar on the theoretical foundations of
institutional analysis and design. This research seminar meets weekly at
Indiana, having begun in August, 1973. The object is to examine assumptions
underlying Institution-bullding theory and to analyze emplirical cases with
the view of refining institution-building theory. Papers will be contrituted
by scholars at other MUCIA universities and by several outside consul tants.
The project extends from June, 1973, to August, 1974.

A grant of $16,877 was made to Richard Blue (Minnesota) and Allan Schmid
(Michigan State University) to work with Gary Wynia (Minnesota) and Brian
Coyer Nlchlgon State University) on the analysis of the planning process
in rural development projects. Intensive review of documents at the AID
Vibrary during the summer of 1973 will be supplemented by interviews during
the next year. The grant period is June, 1973, to June, 1974. The project
has already produced a valuable inventory of documents avallable from AID.



Following a planning conference In Spring, 1973, attended by representatives

~ from each of the MUCIA universities and two consultants from John Hopkins

‘University, and subsequent proposal revision, a grant of $19,000 wus made to
Dr. Edwin Wallace, Director, International Health Affairs, (Wisconsin),
beginning July, 1973. His task Is to determine the feasibility and useful-
ness of a possible major study of rural health delivery systems from an
institution-bullding perspective. His work will be supplemented by documen=
tation analysis to be performed at Michigan State University.

At the initiative of the Director, steps were taken toward the possible
devalopment of a program concerning science institutions for,and technology
transfer to, developing countries. A person trained in science and history
of sclence was hired to undertake documentation work and coordination of the
progrem development. Following an intensive review of the literature, work
has been focused upon the problems of institutionalization of industrial
research and technology transfer organizations. At the year's end, a survey
of on-going work at other U.S. centers of expertise was about to start.

This will lead to our own programming decisions. The research associate
presently coordinating this activity will be retained during the next year
and a member of the Indiana business faculty may join in project development
early in 1974.

During 1971-72 some consideration was given to the institutionalization of
public enterprise and its role in the development process. Interest and
discussions regarding proposals in this area continued in the past year, and
one proposal is now under review for possible funding, with a second expected
in the near future.

Finally, as a stimulus to further program development in the areas in which

projects are now in progress, a revision and elaboration of the PASITAM program

statement is now underway.



- Impact ‘of Grant-Supported Activities in Developing Institutional Capsbilitle

‘The "development of institutional capabilities" can be viewed In_a number of
different ways. Simplest and most basic is the sheer acquisition of resources
(e.g. profassional personnel) that en'arge the capacities existing within

an institutional framework. Little of this type of institutional capability
bullding Is contemplated under this grant. There are more than 20,000
professional staft members within the MUCIA schools; the task of developing
institutional capabilities Is not one of adding to this number.

A second spproach to institutional capabllity development consists of “mobll-
izing" or "harnessing" intellectusl! resources in the service of the problems
‘that concern us; or in other words, causing existing staff to adjust or
modify their own agendas in ways that will enlarge the pertinent Institutional
- capabilities. During the past year at least two substantive steps were taken
that are expected to have Iimpacts of this sort. At Indiana University,
Professor Vincent Ostrom and Professor Timothy Hennessey of Michigan State
University will conduct a year-long intensive research seminar on the theo-
retical foundations of Institutional development. In this effort, which we
expect will produce some useful knowledge, thev will involve a number of
advanced graduate students as well as several faculty members from other
MUCIA schools. One effect of this undertakiing will be a continuing concern
with institutional development strategies, and the maintenance of a con-
tinuing abillty to provide advisory and analytical services, by Professors
Ostrom and Hennessey, and perhaps other of thelr associated colleagues.

At the University of Wisconsin a decision during the year under consider-
ation to establish a modest project in the health-delivery field has made

a significant contribution to the ability of the University of Wisconsin
Medical School to continue to allocate professional resources to the field

of international medical extensfon. During the year ahead these resources
will be devoted to work within the framework of this grant. This work will,
in turn, bulld capabilities for contributions to the planning design, opera=-
tion, and evaluation of rural health-delivery systems in poor countries. This
capability will be available for varied uses in the field of technical assis-
tance.

Institutional capabilities can be developed in a third fashion: by bringing
people together to work on a common problem and thereby producing a total
capabllity greater than a simple sum of the parts. Thus, for example,in
1972-73 we began to develop small ‘'work groups' focusing on particular topics
or problems, in a cross~disciplinary, cross-institutional fashion. In the
above-mentioned case of health-delivery we have put together a small task-
force consisting of medical professionals plus a young social scientist re-
sponsible for ''feeding' this group information based upon a careful and pro-
fessional assessment of appropriate literature. Other soclial science types
are expected to be involved in the year ahead. By this type of arrangement
. we have begun (only‘begun)‘to‘bulld-an institutional capability composed of
new combinations of existing resources.



This Is one baslc feature of the Strategy pursued under this yrant. We .
operate on the assumption that a major need is not the addition of resources,
but the creative combination of existing resources, to better harness estab~
l1shed knowledge and skills to the needs of technical assistance.

An additional example of this approach Is briefly displayed In Appendix 8.
During the 1972-73 year in our preliminary exploration of needs and oppor-
tunities in the field of technology transfer, we began to work with a young
professor in the Indiana University School of Business, Professor James
Utterback, Utterback, whose position is in the Department of Operations
Management, has done field studies in Central America and Mexico of the suc-
cesses and fallures of applied Industrial research institutes, identifying
certain key organizational factors that seem to explain these outcomes. We
hope t6”buf1d Institutional capability within MUCIA during the coming year,

~ In part by linking him and his expertise with certain other scholars working
on other aspects of the institutionalization of effective technology transfer.
Mearwhile, during the past year we have found in some of the work of Professor
Verncn Ruttan (at that time of University of Minnesota) certain paralle]ls and
complementarities to Utterback's work. Together, Utterback and Ruttan enlarge
the number of factors that can be used in considering the design of effective
technology transfer arrangements, for Ruttan brings economic considerations
into the calculus. Ruttan's work focused primarily upon new varieties in
agriculture. It is also likely that Utterback's work bears upon the effec~
tiveness of technology transfer arrangements in agriculture.

Admittedly, this illustration is as much anticipatory as it is a matter of
established impact. But it does exemplify an element of the stracegy that

we have established and expect to pursue. That strategy, in essence, Involves
the development of enlarged institutional capabilities by recombining exis-
ting elements of competence in new ways to address significant problems.

V. Utilization of Institutional Resources in Development

Modest contributions of two general kinds have, during the past year, been

made which fit this category. Mention has already been made of relatively
continuing Informal interaction with the Agency for International Development.
Among other things, this has Included discussions of -the program of the Division
of Progran Methodology of TAB. It has included collaboration with that divi-
sion in the distribution of the above-mentioned Blase publication. The pro-
gram has also cooperated with DPM in reviewing draft material prepared for the
Division In connection with production of an orientation manual for technical
assistance advisors. Elsewhere In AlD, instltutional resources have been used
to help in the planning and evaluation of a proposed project to develop Indi-
cators of Institutionalization that can be used In technical assistance pro-
Ject evaluation. This project has been established under contract with Practical
Concepts Inc. We have assigned some of our Institutional resources to the
shaping and conduct of this project during the 1973-74 year. (The PC) project
s limltad to the health area , and at least three of our own people will serve
‘as consultants In order that PC! work and our own can be co-related. g



ther front, Institutional resources of this nroject have been used,

very small way, 1n halping plan an IBRD-funded study of the future

“development of ‘the agricultural higher education in Thailand. Project =

“resources were also used In Nepal (and in a briefing session at AlDMashing- =

" ton).'to -hulp oxplore needs and feasibilities for Nepalese agricultural edu-
cation and research development. | : ' S

Vi, Othcriabicuréei fof'Grint Related Actlvities

-1t Is.not possible to discuss this subject in terms of funds allocated. To
this point there have been no pairing or matching of funds in connection with
grant activities (save for the esrlier collaboration with AID in the prepara-
~tlon and publication of the Blase Sourcebook.)

Yet there has been a considerable use of other resources for grant related
activities, and they deserve brief mention. First, the on-going capabilities
of the International Development Research Center at Indiana have made a worthy
contribution to the management and development of this program. The Center
itself, In exIstence for a decade, has an established ldentity, and a sub-
stantial background of experience in activities of the kind intended under
this grant.

MUCIA itself has been a valuable source of other resources. The MUCIA Councils
In Education, Science and Technology, Health, and Communications have, at no

- direct expense to this grant, provided a valuable source of stimulation and
Interchange In connection with program planning during the past year. The
above-mentioned health project was initlated in the course of deliberations

of MUCIA's Health Council. Other possible prolect activities have been explored
(so far, witnout result) in connection with the MUCIA Education Council.

The MUCIA agricultural project in Indonesia has also served, during the past
year, as a valuable means of orlentation and familiarization for the director
of this grant. MUCIA activities in Thailand and Nepal have afforded oppor-
tunities for enlarging our appreclation of field circumstances and the oppor-
tunities they may present for the future.

Thus, in general, the existing MUCIA structure represents a significant source
of support for the general program to which this grant contributes. It
provides the institutional framework within which the grant operates, as well
as the foundations for a future that presumably will extend beyond the duration
-~ of the present grant. R '



- VIi. “Mext Year's Plan of Work and Anticlpated Expend!tures

- At- I1ts meeting of 25 September, 1973, the PASITAM advisory committes began
an annual review of plans and program strategy for the current year. Earlier ,
in thelmonth;lthe.budget,fbr project administration and program development
. was submitted to. the MUCIA Board for approval at its end-of-the-month meeting.*

~ In broad outline, the 1973-7hvplan of work Includes the folldwlhé:

: 1. Compietlng the transition of the documentation and analysis center
 from "start-up" to on-going operations, including establishment of the first
phase of a dissemination interchange network involving Institutions in LDCs

that engage in training, education, research, and related activities,

2. Development of the content of an experimental training seminar
for a group of advanced participant trainees, probably in the fleld of
‘agriculture, and -- providing necessary collaborative arrangements are
succe?sfully completed -~ actua! conduct of a training program of modest
duration.

3. Development of a '‘tralning environment," consisting of a combination
of materials, available experts, and facilities, capable of providing highly
tailored training services, ranging from briefings through conferences (and
_conference/workshop participation) and short seminars, to officials, academics,
and others with particular interests in aspects of institution-building and
limited amounts of time. The training environment will include facilities
at PASITAM headquarters, available to individucls or small groups desirous of
spending as little as a day or two on briefings, examination and discussion
of reports, and similar activities. The "“environment will, however, be at
least partially portable: Material and experts will be transportable to
other sites. '

k. In connection with items (2) and (3), the development of a series
of ""training modules'' dealing with facets of institution-building and
technical assistance methodology, drawing from a variety of sources not
limi ted to on-going projects.

: 5. Continuation of on-going projects concerning health delivery, rural
development, and institutional development theory.

6. Continuing design and assessment efforts in several topical areas
where specific activities are now under consideration. In an unknown number
of cases this will lead to the establishment of projects. These fields or
topical areas include:

SR ictoré-affecting the applléablllty and effectiveness of the public
‘enterprise form of organization. - o o
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. _ b.Methodology for ‘the systematic analysis of organizational

TN g
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T ‘6. Factors affecting the success of organizational arrang-
. ments for technology transfer, with Initial attention to the (1) design of
~‘research/research utillzation networks, and (2) to the design of effective
~.applied technological research instl tutes.

) o f. Factors involved In the identification of publlic sector
.. Infrastructure requirements to serve and promote agricultural development
(an outgrowth of the so-called "Systems of Services to Serve Agricul ture"

"prqjgct'proposal).

S g. Organization design factors that are related to economic
planning and analysis, with probable attention to (1) organizational aspects
of sector analyses and sector strategies, and (2) organizational considera-
tlons in project analysis.

In addition, other preliminary explorations are under consideration that
could lead to studies and analyses in the fields of health/family planning/
nutrition, and of agriculture. In the spring of 1974 we expect to initiate
a prefeasiblility study of the design of evaluation strategies for use in
educational development programs. And it is possible that the Fall, 1973,
round of conferences at the MUCIA schools will lead to additional explora-
tions. We also expect that some adjustment and refinement of the above-list
of topics will occur as a result of these conferences.

The conferences themselves are important elements in a program development
strategy projected along these lines: During the first half of the current
year, refine and specify in detail several lines of appropriate activity

that will clearly serve grant objectives. Establish small working groups

as appropriate to each topical subject in which there is interest, commit-
ment, and competence. Charge each such group to produce a tangible and
defensible project proposal, anticipating the approval of a project by the

" MUCIA Board during the spring of 1974, as a basis for concentrated work during

the 15 following months.

‘During the 197475 year, concentrate upon project-type work (along with

establ ished headquarters/documentation and dissemination training activitles).
Seek to introduce collaborative participation in project efforts, and establish
- & basls for involving, toward the end of 1974-75 and during 1975-76, LDC

- participation in assessing, adepting, and appiying appropriate products. Also
as project efforts proceed, 1ink them with donor organizations, both to obtain

- .guidance and also to encourage acceptance.



One. other lmportant element of tho 1973=74 work plan lncludcs a substantial

| - conference, probably ln June, 1974, at which lnstltutlon-bu!ldlng capabllities

{and needs) in one or two program flelds, as agriculture or health delivery,
will be considered.

Frankly, any detalled statement about the funding of this plan of work at this
point will be misleading or erroneous, or both. The funding plan for program
operations and development is set forth in the budget for 1973-7k. But it Is
impossible to indicate anything concrete about project funding. The general
intent is to achlieve, by the end of the current year, the commitment of
substantially all of the funds that will be spent from this grant for project-
type activity. In total, that amount is approximately $400,000; of which
$69,787 had been allocated by September 30, 1973.



 TABLE I
'Line Item 211(d) Expenditures by Principal Objectives
15 September 1972 - 30 September 1973

Administration Document I DR
and Planning Center Research ~ Training - . Total -
Salaries and Benefits | | , | R B
.. Indiana (Opr. 72/73) $ 35,082 $ 11,470 $ -o- $2,210 | ‘s 43,753
. Michigan State (T. Hennessey 73/74) 9,540 | 1 9540
~ Indfana (V. Ostrom 73/78) 19,000 19,000
~Michigan State (A. Schmid 73/74) 5,370 - 5,370
Minnesota (R. Blue 73/74) 16,877 16.877
- Wisconsin (E. Wallace 73/74) 19,000 19,000 ooo
| ‘Tom. $ 35,082 $ 11,470 $ 69,787 $ 2,210 ‘3118.549
. Sraduate Students ' SR
- Indiana (Opr. 72/73) -0- 820 -0- -0- - 820
.'Consultants S
‘Indiana (Opr '72/73) 3,314 -0- -0- 150 3,464
Travel : |
- m {opr.- 72}73) 9994 =0~ 2,767
Emimnt and Comp. ©-0- -0- -0-
mmvs.smms DubTcations ™ T - SN R
Inﬂm ((br. 72/73) e 1,276 - - 561~ <0-
mmm | $ 49,666 $12,851 | $72,55 | §2,655 V‘_‘.sv_l_:q‘,‘r_zgj:



TABLE II

: :,;_Distributioh of 211(d) Grant Funds and Contributions from Other Sources of Funding

Review Period:

15 September 1972 to 30 September 1973

211(d) Expendi tures

LTS iSRG GUJUD WRCHILY MaUe TO

previous cumuiative total as sub-proiect final actim!

Period under [ CumuTative | Projected Next Projecied for Non 211(d) Fundi' |
Review | Total* Year (Year 3) Years 4 and 5 Amount (1972/1973)
o $ 49,666 $119,815 | $ 83,200 $130,000 $ 44,116
5';Doc|nnta*1on
- Center . 12,851 30,949 22,050 30,000 8,424
]; hsearch ;
g g:diana (opr. ) 5,767 2,767 37,400 40,000 55,725
b-grants 69,787 69,787 133,333 266,667 '
 Total 7Z.55% 72557 > 306.667
| Tn'lning 2,653 6,733 6,500 20,799 1,644
TOTAL $137,724 $230,051 | $282,483 $447,466 $109,909

exnandituree ara



Review Period 15 September 1972 to 30 September 1973

TABLE III

Expenditure Report
(Actual and Projected!

Under Institutional Grant AID/csd-2958

LTOTAL-

.$282,483

Estimated Expenditures to Date Projected Expenditures
Period Under CumuTative Year Year Four ,
Review Total Three 1 and Five R
(15-9-72/30-9-73) (28-5-71/30-9-73) (9-73/9-74) (9-74/5-76) Total
1. Salaries & ST
~ Benefits $ 91,743 $151,307 $153,573 $275,246 $580,126-
2. Graduate Student ,~‘ ‘
- Stipends 12,016 12,016 19,000 28,000 59,016
,3;‘Consultants 9,864 10,014 30,800 41,600 82,414
Q.'Travel» 20,014 40,824 53,660 97,320 191,8047’
5. Equipment -0- 1,657 2,500 2,000 6,157
5. !hterials, Sapplie | L
~ Publications | 4087 18,23 22,950 | #3300 | Bviemy
= $137,724 - . .$230,051 = .. $487.,466 .- ,e_$]o°00g000~



APFRMDIX A

 PASITAM:AIM8
o and

UNDERLYING ASSUMPTIONS

"Organization-buliding" Is one of
the key problems of development. The
organization-building problem Is as
complex as it Is commonplace. It typ-
ically involves the design and estab-
| Ishment of an actlon-system that Is
highly unconventionai in 1ts environ-
ment, but one that must become "val-
ued"--accepted, supported, and effec-
tively used--In that environment.

Such orgenizetion-building does
not fall neatly into the province of
exports in management and adminlistra-
tion. The task Is often viewsed as
one of applying a technology, or a
set of technologles, to substantive
proviems within a society--a task
that Involves more than technolog-
ical expertise.: '

__This kind o orgen|zation-bul Id-
Is.otten described as inetitution-
“fo emphasize two of Its pri-
ws: - establishing action-

ot

~eration activities.

APPROACHES

with new kinds of norms; to produce
significant constructive modlfications
in thelr particular environments.

To address this type of problem
MUCIA has established a Program of
Advanced Studies in Institution-
Bullding and Technical Assistance
Methodology. MUCIA and its members
participate In a wide rrige of Inter-
national technical cooperation activ-
itles. Many of these Involve the
estab!ishment or transformation of
organizations as Instruments for at-
tacking development probiems. There-
tore, a basic alm of this program Is
to bulld within the Consortium an insti~
tutional ized capacity to Improve the
organizational aspects of developmental
efforts-=within MUCIA and outside It.

The Consoi*ium brings to this task
a rich range of resources: expertise
in many fields of science and tech-
nology; an array of competencies that
bear upon the design, operstion, and
evaluation of organized systems of
action; and a large continuing exper-
lence in International technical coop=



.”u‘:fﬁ'ifbfbfr!h*nkploifs those re-

- (a) develop, assess and organize
~ Institution-bullding knowledge
ang expertise within MUCIA,
an ‘

(b) establish practice! arrange-
ments for providing that know=
ledge to prospective users.

The program Is gulded by several
basic assumptions:

I« The objective is utilitarian.
It presumes a collaboration between
scholars and persons actively Involved
- In development efforts. The knowledge-
bullding agenda of the project ad-
dresses the needs, concerns, and expec-
tations of the latter.

This Is not primarily a research
program in the conventional sense.
Research of certain kinds Is an Im-
portant instrument In this undertak-
Ing; but the objective does not much
call for original investigation Into
uncharted flelds. The Initial empha-
sis Is upon the identification, anal-~
ysls, synthesls, and adaptation of
already existing knowledge. The
"knowledge-problem" Is largely one
of defining that need, as a basis
for identifying useful knowledge and
considering the ways and means of

applying it

To harness established knowledge

~ to practical needs, the two must be
related. Much of our effort must

‘tocus upon the analysis of fleld con-
ditions, and upon the Interaction of

~ Interventions and the environments

in which they are attempted. Such

.. analyses=--hopeful iy--can lead to

~ utllitarian abstractions.

2. The approach is collaborative.

Practitioners and scholars must Inter-

act. The collaboration is not |imited
to MUCIA personnel. Much of the rel-
evant knowledge and experience, and
certainly most of the responsibility
for develiopmental outcomes, 1les in
the places where developmental attempts
are made. MUCIA's aim In this program
Is to serve certaln development needs,
and fo help enlarge some of the poten-
tials for constructive soclal change.
Thus It seeks col laboration with over-
seas scholars, parctitioners, and their
Instltutions. The program will succeed
to the extent that I+ becomes a cata-
lyst, stimulator, and disseminator of
useful skllls and knowledge. MUCIA's
own competence can only be developed

In cooperation with the people who
really "own" the problems that concern
us. And that competence must be shared
with, and tested by, those owners.

3. The method ie operational, or
action-oriented. Skills as well as
knowledge are the Intended products.
The value of the program cannot be
Judged by the volume of studies com-
pleted and reports produced.

It will never be possible to ach-
leve a precise, determinate assessment
of our accomplishments: The results
wiil be blended Into a varliety of com=-
plex undertakings. Hopefully, those
undertakings will be better than what
might have occurred without us. The
design and operation of dovelopmental
actlon-systems will always to a con~
siderable degree remain a matter of
art. Our objective is to help minimize
avoldable error, and to impose somewhat
larger |imits upon fortulty and caprice.

Such ends are served by study--pro-
vided that the proper practical ques-

~tlons can be addressed, and the answers
" placed in the hands of those who decide



~and act. Therefore this program empha-~
sizes tralning, consultation, and other
forms of Interaction with actual Insti-
tution=bul lders.

THE INITIAL AGENDA

The program initlally concentrates
upon a limited number of knowl edge-
bullding and skl | l-and-knowledge-dis-
seminating activitlies. These efforts
are intended to be mutually reinforce
Ing. The crucial question is simply:
What do we need to know? At this
point we propose to address three
broad, interrelated questions:

. What Is known about the effects
of certaln kinds of organiza-
tional properties or arrange-
ments, when they are estab-
lished in speclified kinds of
settings, with the aim of pur-
suing particular kinds of goals?
The agenda Item that addresses
this complex question might be
called: "Organizational Design
and Operation to Serve Instltu-
tion-Building Aims."

2. What knowledge Is there about
characteristics of the environ-
ments of developmental efforts

. that can, or should, gulde in-
stitution-bul Iding strategles?
What methods can be developed
and used for analyzing task
environments? This could be
labelled: "Dynamic Character~
Istics of Institution=Building
Contexts." =

3. What lessons can be |earned
~ from practical, development-
lented. institution-bul Iding

effort *-'os-on,-,rh:t t'mrf )
upon: .analyzing tas
5;33" nd: upon: the ways

e tebl ishing and

-operating actlon-systems with develop-

mental aims? This is labelled: "In-
stitution-Bul lding Consequences of .
Development Program and Project Efforts.®

Concerning Organizational Design and
Operation. Planning and establishing

8 system of action Involves cons|dera-
tion of three interrelated sets of
factors and their anticipated effect
upon a set of goals. The factors are:
(1) The task enviromment, the place or
places where the action Is to occur,
and the sallent characteristics of the
place. ("Salient" means: Iikely to have
an effect upon what can and should be
done.) (2) The technology, or tech-
nologles, avallable as possible Inter-
vanticn: In the situation, And (3) the
urgaiiza’ional format, the combination
or sivucture, process, authority, re-
sources, and other things that add up
to a specifled action-system.

A great deal Is known about these
aspects of organization. A conslider-
able amount of that knowledge undoubted|y
appllies o various kinds of developmental
efforts. It is practical know|edge
about ways In which organizations do
and don't work, the kinds of effects
that varlous organizational arrangements
have under specified conditions, etc.

Assumptions about organizational
arrangemsnts are Invariably bullt Into
program plans, project analyses, and
efforts to Install technologles=-often
more Implicitly than explicitly. The
tield of "project analysis," for exam=
ple, Is much concerned with organizing
efforts to pursue particular develop-
mental goals. But, oriented by an
economic approach, "project snalysis"
Is prone to deal Inadequately with
these organizational considerations.
Date about organizations! requisites,
potentialities, and |imitations do not

 comfortably f1t an economic format of "
. onalyels, th,?hoaqufcq1lliQﬂfprpqccfla‘~'



z}m.,.:* m. “ méh is inmlng

Ono concroﬁo llm undor fhls parf
‘ow the program sgenda Is to strengthen
and enlarge established techniques of
project analysls, by Incorporating
_considerations about project Imple-
,munfaflon--whléh lmptlcs organlzoflon.

Other tangibla activities contem-
~plated Include: ,

1. The careful, selective review
‘of major elements of established
knowledge about organizational
design. The essential require-
ment for doing this effectively
must be a comprehensive, expli~
clt set of guidelines for the
work, In the form of Criteria
of Relevance. Otherwise the
sheer volume of materials will
overwhelim us, and their salience
will not be established. One
prospective product of such
efforts would be a serles of
papers focusing upon organiza-
tional factors In certain kinds
of developmental efforts.

'~ 2. Comparative analysis of concrete
experience is another germane
approach. A pertinent project
aroca for analysis Is Health
Dellvery Systems, particularly
because of the substantial
amount of effort and interest
that now exist In this fleld.

An appropriately broad view
would envision "health del ivery"
as extending to the selection
and establ!shment of medical
technologlies on the basis of
task environment characteris-
tics.  Another pertinent fleld
for such study might well be
agriculture. The broader ques-
tion of organization of rural
development programs asiso
merits sattention. . .

3. Interesting and signiticant ques-
~tlons exist within the ares la-
belled "Public Enterprises." Pub~
11c sector organizations of less
‘developed countries usually In-
clude public enterprises, intended
to serve complex mixes of social
and economic goals, establ!shed
In preference to private enter-
prise and as alternatives to con-
~ventional bureaucracy. Given the

. sheer quantity of such organiza-
tion, and the significance imputed
to this organizational form for
~economic development purposes,
the analysis of factors affecting
the design and consequences of
publlc enterprises is merlited.

4, Other emplirically-oriented com-
parative studles of questions
concerning organizational design
and operation should be considered.

Concerning Dynamic Characteristics of
Institution-Building Contexts. A lot
of things besides the direct efforts

of change agents affect the outcomes

of Institution-bullding efforts. And
those efforts are always subject to the
overlapping tests of sallence and sltu-
atlonal feasibllity. No one would set
out to establish drive-in theaters In
Antarctica; yet at least a few Institu-
tion=building efforts have been almost as
absurd. One of the cruclal questions
for Institution-bullding Is that of the
sallence of an effort to its setting.

Part of the answer to the question
of sallence depends upon characteristics
of the situation, as they bear upon the
prospects of Institutionalization. It
is usually easier to ride and shape o
percelvable trend than to try to go
against It. And it .is easler to estab-
tish an institution compatible with
existing soclo-cultural properties than
one Involving clear contlicts with Im-
portant properties of the established -

~ system. Guides to the assessment of



environmental tactors can enhance the
effectiveness of decisions about Insti-
tution-bul lding efforts.

Tangible activities under this
agenda item might Include:

l. Again, the careful, selective
review of existing knowledge,
with guidance In the form of a
set of Criteria of Relevance.

2. A comparative review of exper-
lences in one or more program
fields, or "sectors," In a
quest for tentative and |im-
Ited generalizations about the
impact of environmental fac-
tors upon certain kinds of
Institution-bul iding effoi'ts
(including the applications of
particular kinds of technology).

3. This agenda Ttem Is particularly

- sultable for case analyses--par-
ticularly the comparative analy-
ses of cases that appear to heve
some common features. Such anale
yses should be undertaken with
two objectives in mind: To Iden-
tify salient task environment
features, glven certain kinds of
developmental Intents and meth-
ods; and to develop practical
methods for performing task
environment analysis in connec-
tion with program and project
planning.

4. The analysis of certain rela-
tions between aspects of "sclence
and technology" and particular
types of task environments. Put
In utterly primitive and prefa-
tory terms, the assumptions ere:
Glven the sppropriste stipule-
tlons or spacifications of what
s masnt by "sclence," "tech-
nology," or "sclence and: tech-
nalogy” 1t Is possible to ask,
at various levais af ahatractlian:

5

What are thelr Institutional
requisites, and what sre their
apparent Institutional proper-
tles? In this way, and probab-
ly In other ways, it Is possible
to examine aspects of the rela-
tionshlps between sclience/tech-
nology and Institution=bullding.
Given the amount of Interest in
science and technology as means
of deveiopment, knowledge about
such things as the institutional
requirements of various manlfes-
tations of science and technology
seems Important. So does know-
ledge about the extent to which
and ways by which sclence and
technology are--or are not--
relatively self-institutionalizing
under given conditlons,

Concerning Institution-Building
Consequences of Development Program

and Project Efforts. Obviously this

Is not a discrete category of analysls.
It Is a particular perspective of ap-
proach to concerns identifled In the
other agenda items. The alm Is to draw
lessons from ongoling . expsrience, and to-
"test" knowledge from other sources.

Experlence-oriented efforts might
take any of a number of diffsrent forms,

Including:

I. The on-site monitoring of a par-
ticular institution-bullding pro-
Joct, or--preferably--a group of
comparable projects, to seek
Insights about critical factor .

-and to examine and perhaps advance ‘
the utllity of premises developed
elsewhore In the program. Such

~efforts ctter distinctive oppor-
tunities for collaboravion by _
nationais of the country or coun=
tries In which projects are lo~
cated. |+ would be desirsble to
have a relatively common technolog-
Ical component to a set of projects



- treated comparatively. From

this view, hesith delivery pro-

-~ Jocts might be highly sultable,

Water resource development pro-
Jocts would also be sulted to

this spprosch, and there are

other possibliities. Exper-
lence~oriented studies might

- also focus upon sctivities In
- such flelds as education and
sgriculture, glven the volume

2.

3.

of- knowledge and effort one

finds here.

A somewhat difterent approach
would focus upon efforts to In-
stitutionalize new norms within
a glven soclety, or some compo-
nent of I+, without the estab-
lishment of a specialized or-
ganizetion as the primary car-
rler or “enactor" of such norms.
Examples can be found In the
fleld of femily planning, In
efforts o bring about nutri-
tlonal changes, and In such
flelds as public heslth and
sgriculture. Perhaps on the

.. alblver reaches of this cate~

gory would be found efforts
to Institutionallze entrepre-
neurlal behavior.

The "experlence" that Is ger-
mane here includes efforts to
carry out sector analyses and

‘sector planning, and to orge-

nize both these activities

and: the Implementation of the
proposals they generate. An
object of study would be to
ascertaln the extent to which
Ingtitution=buliding conslidera-

_tions are, or might be, incor-

porated In these developmental
activities,

Germane fleld analysis 'mlghf
oanine efforts to modernize
or transform one element within

& larger orgenizacsicnel struc-

Ture-~such as a department or
school within a university, or
within 8 unit of government.

IMPLEMENTING THE AGENDA

Iimplementing this agenda Involves
sevoral related |ines of activity.
They Include:

Continuing to refine and develop
our own program strategy, In |ight of
our own task environment and our abliity
to serve It.

The establishment of a Documentation
and Analysis Center.

The establishment of a set of know-
ledge-bullding projects.

The development of dissemination
arrangements.,

The Advisory Commlttee plays a key
role In shaping, assessing, and heiping
develop program strategy. Its contribu-
tions Include the Identification of
needs and opportunities for action,
passing judgment on proposed projects,
and In various ways keeping the pro-
gram properly aligned with Its aims
and Its setting. In addition to Its
own meetings, the Advisory Committee
wiil participate In meetings with the
so~called External Committee* of the
program, to consider and assess Impor-
tant Issues and opportunities affecting
the program as It develops. -

The Documentation and Analysis Cen-
ter serves as a repository for program
materiais, and as the Instrument for

*The External Committes Is o "¢lcating”
group of consultants and sdvisors,
Including academic experts, practi-
tioners, and representstives of LOC
Institutions, - -



o Mlﬁlng determine the state of the art
~ as this relates to our concerns.,

Products of various projects flow
into the D & A Center, as do materials
germane to our agenda. The Center
undertakes, on-site or otherwlise,
analyses and syntheses of existing
materials. It monitors the products
of ongoing scholarship and experience
as these are reflected in publ ications
and reports. It serves as a studies
center that can support scholarship,
and thus Is considerably more than an
archive or reference room. |ts mate-
rlals and Its work support the dis-
semination efforts of the program in
impor *=at ways. Some of the analyslis
that serves the needs of the D & A
Center Is fostered !n part through
support and assistance for masters'
theses and doctoral dissertations.

A major part of the overall pro-
gram consists of knowledge-bul Iding
projects undertaken within the frame-
work of the agenda sketched above.

The dissemination effort of the
program includes training, consulta-
tlon, workshops, and applications of
assumed expertise to varlous projects
conducted by donor agencies, and by
development agencles in Individual
countries and regions. A first step
Is a projected 10-day experimental
training program, for the team !ead-
ers of Institution-bullding technical
assistance projects, scheduled for
September, 1973. Consideration Is
also being given to the establishment
of one or more courses and/or seminars,
probably within one or another profes-

sional school within the MUCIA comp lex,

To lay out an Institution=bullding
approach to the design and creration
of technologicel ly-centered action-
systems for development. Publice-

* PROJECT GUIDELINES

Projeots are an Important feature
of the MUCIA Program of Advanced
Studies In lnsfl?uflon-aulldlng and
Technical Assistance Methodology.

The project device Is used to develop
knowledge about pertinent problems
and questions, to undertake axper|-
mental activities, to develop mate-
rials for dissemination, and to sorve
other piogram aims.

The MUICIA schools are the primary
source of proposals. Projects mey be
proposed by Indlvidual faculty members,
informal faculty groups, MUCIA Coun-
clls, the Program's Advisory Committes,
or others.

Project proposals are submitted to
the program director, evaluated by the
Advisory Committee, and approved for
funding by the MUCIA board. Formal
proposals are usually the products of
informal descriptions and discussions
of contemplated work. W|thin the
IImits of its budget the Program defrays
the cost of small-scale meetings for
the purpose of exploring and/or deve-
loping project proposals.

Projects need not be Iimited to
knowledge=-bullding activities; at
present they Include sne projected
experimental training program for
the leaders of technical assistance
teams, and other "applled" projects
will be entertalned. '

Basic phllosophical questions about
development are outside our project
boundaries. Our Interest in theorles
and modeis Is utilitarian and Instru= ,
mental. We ask three gonrrllD:::n:lcns
sbout any project proposal: N
promise an operationally-useful product?
How consequentis! Is the product Ilkely
ﬁmﬂMhmmrmHWMMNM&



Institutionalized competence within
MCIA? -

- The Program's Advisory Comlttee
hai”ldOpfod‘thsi:guldollnoa for pro-

JbCfs:
e

Scale. We do not entertain
large-scale projacts, but wil|

~support feasibllity studies and

- seed=money ventures that ant|-

- 2.

3.

4,

3.

Time.
anticlpate a product within six

" Academic 1nvolvement.

clpate possible large projects.

We prefer projects that

to elghteen-twenty months of
getting started.

MUICIA involvement. we prefer
projects that draw resources
and facilities from more than

one of the MUICIA schools (i.e.,

that do so not as a concession
to our preferences, but because
It Is Intrinsically advantage-
ous to the project).

Support
for graduate students, and for
ongoing academic Interests of
faculty, are Important instru-
mental aims.

LDC involvement. Whenever
possible, we prefer collabora-

“tive participation In projects

by LDC Institutions or members
of thelr statfs,

Incrementalism. We favor pro-
Jects related to established
knowledge or to ongoing enter-
prisas--e.g., adding a dimen-
slon to a technical assisiance
project through monitoring,
bullding on past efforts or
Investigations by collecting
materials on a set of particu-

lar ‘ventures and enalyzing for

themes and le-sons, or under-

‘taking a "stete of the art"

7.

-contributions to the Prog

~Investigation. in genersl,

we minimize emphasis upon
de novo research. <

Nature of results. We desire
rogram's
Documentation and Analysis
Center, and applications of
findings In programming, admin-
Istration, consultation, train-
Ing, and education.

~ We ask the following questions
ahout knowledge-buliding project-
proposals:

2.

3.

4.

5.

6.

Does the project promise to
produce knowledge that can
influence practice? Who are
the potential users? Do they
include less developed coun-
tries?

Is the product likely to be
strategically significant?

How Is the proposed project
related to (a) the current
state of knowledge In. the
fleld I+ addresses, and (b)
other ongoing studlies and
activities?

If the project Is concerned
with "model buliding” or
"theory bullding,”" will the
models or theorles be useful
to our aims and Interests?

If the project Involves empir-
ical description and analysis,
then: Are data avallable? ODoes
the study promise scme useful
generalizations? Will the data
obtained or generated have any
potential additional utility?
is the project action plan
plausible?

How does the project relite to

_ other MUCIA Intereits and actl~

vities? - '



o 'Hhof' sort or sorts of dlsscm-

~Inatlon arrangements are in-
- cluded?

l?or further reading on IB, see:

Joseph Eaton, ed. Institution Muild-

ing and Development. Sage Publica-
tions, 1972, | g |

| o 9
0. Noods Thomes, et al., ods.
Institution Building, Schenkman, 1972.

Melvin Blase. Inetitution Milding
Sourcebook. MICIA-Pasitam, 1973.
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APPENDIX B’

 INSTITUTION-BUILDING: - COMMENTS CONCERNING MUCIA PROGRAM STRATEGY

 Preface

. This paper is not a definitive statement. It contains no con-
- clusfon. It seeks only to provide a perspective, in terms of which
. we-can think and talk about institution-building, and thus to.stimulate
- some judgments and decisions about the main elements of our strategy
- for the months and years ahead.

‘ -The paper implies that certain lines of investigation may be
valuable. It indicates that certain kinds of assumptions should be
reflected in our view of aims and obligations. Hopefully, it offers

some judgments that can be reflected in decisions about our program,

even when individual items on that rogram are not labelled "organiza-
tion design," "task environment analysis," or anything of the sort--

but rather are concerned with such possible things as health delivery

- Systems; the institutionalization of management strategies for
development, public enterprises, the design and operation of intermediar-
fes for technology transfer, or what have you.

During the course of our conference/retreat, we shall discuss
the institution-buildin? perspectives of experts from foundations and
the Agency for Internationa) Jevelopment. We will look rather closely
into Ruttan's argument and Utterback's findi:ss (with papers available
ahead of time). We will talk with foreign and American experts in
efforts at institution-building, in fields rangin? from agricultura)
higher education to management and industrial engineering.

Hopefully, while doing this we will be thinking about the con-
Clusions we want to reach for ouselves--about the ways we want to
90, and about some of the concrete action items that should have a
high priority on our agenda.

Thus the value of this paper lies not in what it says, but in any
- contribution 1L makes, along with the rest of our efforts in June, to
you, and to al’ of us. ' B ' ‘



~ The State of the Art
" About ten years have passed since Milton Esman's article, "Insti-

tution Building in National Uevelopment," was published in the International

Uevelopment Review.' That statement set forth elements of a perspective
- that, with some change and addition, provided the basis for the study and
discussion of institution-building in the decade that followed.

Uuring the 1960s an Interuniversity Research Program in Institution-
Building (IRPIB) was created. Atout forty studies were mounted, the
results of which are summed in Joseph W. Eaton, ed., Institution Building

and Jevelopment: From Concepts to Agglication.2 and in Melvin G. Blase,
Institution Building: A Source Book, published by MUCIA in conjunction

with the U.S. Agency for International Uevelopment, in 1973. Conferences
and seminars were held in the United States and abroad, one of which

led to the publication of Institution Building: A Model for Applied
Social Change.3 U. Woods Thomas et al, eds. And the Agency for Inter-
national Development made a grant, under section 211 (d) of the Foreign
Assistance Act, to the Midwest Universities' Consortium for International
Activities (MUCIA) to further develop institution-building capabilities
for use in technical assistance efforts and for related efforts.

From the beginning, “institution-building? has been concerned with
the promotion of development through the effective organization and
delivery of technology. It posits the organization problem as one of

Vuecember, 1962,
?Beverly Hills: Sage, 1972,

?CQMbri¢gQ: Schenkman, 1972.



:f (e) devising effective organizations that (b) will bring ebout
;desireble nomtive chenges in their environments.‘ Une significent
,epplicetion of the institution-building perspective during the 19605 -
wes the ClC/AID study of a group of technical assistance efforts aimed at
Buildin Institutions to Serve A riculture. to cite the title of the -
| ~smmery report thet resulted.”  One produci. of this venture was
-;-%enother. somewhet different perspective on the institution-building
process, known as the Rigney-McUermott model.® The aim of this state-
ment was to add a temporal dimension to the IB framework, by laying out a
sequence of major steps and cvents seen as characteristic of an ideal was
institution-building technical assistance broject. The perspective
inspired by experience in technical assistance-based efforts to develop
iand grant-type universities overseas.

The Rigney-McDermott statement illustrates and in a sense epitomizes
one approach that institution-building efforts have teken--attempts to
distill lessons from practical experience for the benefit of persons
faced with similar tasks.

Other institution-building studies have sought to "test" the original
model by using it in individual case studies, and to apply it in training
practitioners.7 An attempt to apply the Esman perspective to proagram

: 4Tlroe perspective is described by tsman in: Eaton, Ch. 1; and in
Thomas et al, Ch. 5. It {s also summed in Blase, Ch. 1. Coments on
its characrristics. by Siffin, will also be found in each of these sources.

S1.L. Baldwin, project dirsctor. Published at Lafayette, Ind.:
Committee on Institutional Cooperation, 1968, under contract with the
~ Agency for Internetionel uevelopnnt.

ske. which see: Thomas, cmpters 9, 10.

| Tfor a characterization of such efforts see Siffin: in Eaton,
; at pp. 53-57. , o



' opsration and review was also undertaken by‘Thomas W. Thorsen, an -
AID official. 8 He developed an institution- -building profile and used
it to evaluate progress over several years in the developwent of a :
particular organization. One effort at generalizing analyses was also
made, by William Pooler and Richard Duncan. The aim: to see if the
Esman-institution-building perspective could be used to evaluate the
effectiveness of organization-building technical assistance efforts and
thereby to produce criteria for effective project design and implemen-
tation. This study involved a comparative analysis of more than 40
technical assistance projects, of which 30 had existed for at least
.lght years. The results are reported in Eaton 9

Among the conclusions of the Pooler-Duncan study were these findings:
The number of organizational variables addressed in the strategy spelled
out for a technical assistance project correlated with the adjudged
success of the project--the more variables covered by the action program
the greater the likelihood of success. In other words, a project with
built-in attention to leadership, program, organization, resources, and
internal structure was more likely to succeed than one addressing fewer
of these factors. Of these five factors, Pooler and Duncan found that
leadership, internal structure and resources seemed to correlate most
highly with success, within the terms of their analysis.

Project success correlated also with the extent to which the host
country was willing te grant authority to the organization; and with
the extent of éfforts to establish complementary activities, i.e.,
outreach arrangements stemming from the organization-building project.
For example, project success correlated highly with efforts of the host
country to promote or encourage development of a clientele fbr the
results of the project. '

1l¢r and Richsrd L. Ouncsn. “Technicsl Assistance
jldino* An Empiricsl Tsst. pP. 183-225.;, o



The success of projects also varied with the degree to which the
) fceuntny controlled actual or potential competing activities.
ﬁﬂather obviously. the consistency of host country support also affected
_project success.

, -Fin&11y. there was a relation between project success and the degree
,to;uhiehﬁthe,prbject.wes "similar” to on-going activities fn the host
country. Sixty-four percent of all projects that were dissimilar to on-
going activities in their content, function, and philosophy of operation,
“and also at variance from the societal value system, failed. (For an
n of 33 projects.) The Pooler-Duncan study is suggestive rather than
definitive. This type of research always poses difficult questions about
the comparability of the cases covered, and about the larger applicability
of findings. Yet this was one of the most distinctive and broadly
analytical research efforts carried out in the first decade of institution-
building studies. It sought to generalize about the effects of different
approaches upon the outcones of organization-building technical assistance
efforts.

Uther studies and assessments were also made during the decade,
including Edward Rice's comprehensive retrospective evaluation of efforts
to develop extension services in Latin American countries, studies of
such ventures as the Comilla project, Vicos, the program of the Joint
Comnission on Rural Rehabilitation on Taiwan, and many other case studies
~ noted by Blase. Kenneth Thompson, in his Technical Assistance: A View

from the Private Sector, described and reflected upon Rockefeller Founda- -
~ tion experience in institution-building. And there were other reports,
deﬂ:gg with cooperatives, land tenure institutions, conmunity development,
etc.

After at least a decade of inquiry,. ergument. and elucidation where
_do we stand? What is the state of the institution-building art, and uhat
_are the inplications for the future?

~ hotre vame, Indtana: Untversity of Notre dame Press, 1972.



. _For one thing, a sizeable number of practical questions have been

~formulated to guide and inspire would-be institution-building.n In

~their most pristine form they ask: What innovations might be suitable
and why? How should an effort be organized? What leadership arrangements
are appropriate? Where will the resources come from? What are the key

. linkages? Etc. There is testimony from such sources as the Asian

Agricultural College and University Seminar of 1970 that questions (and
general statements) about such IB ideas as linkages are useful to the
managers and other officials exposed to them.

Question development has probably been pushed to its fullest
development in the Thorsen evaluation profiles of a particular organization,
There are two profiles, respectively concerned with institutional charac-
teristics, and administrative-nanagerial characteristics, amounting to 74
specific questions, each to be answered in the form of a rating on a
five-point scale, ranging from excellent to unsatisfactory. The Thorsen
approach involves the disaggregating of general Judgments about the
adequacy and promise of an organization into a large series.of detailed
Judgments. It is assumed that the factors embedded in Thorsen's questions
are the ones that really matter--the factors whose characteristics
determine substantive outcomes.

For people who are truly ignorant of organizational matters, such
questions about institution-building considerations can be quite useful.
Informed impressionistic profiles of the condition of an organization can
provide some guidance for a management strategy. They may also help a
group of people shape a common perspective upon a situation of shared
concern. In short, these tools are not to be scorned.

Neither should they be overvalued. If these indeed are the right
questions, the real value 1ies in their answers. As things stand, the
8 thstions-and checklists are largely predicated upon the assumption
that ‘knowing practitioners will find answers suitable to their particular

Vror an iilustrative 1ist see Eaton, pp. 34-35, the Thorsen profiles
: 1735f'19;g§nq;116; and. the 11lustrative quest{ n53pqsed hy’Smuck1qrg_ ;
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,situations. fron their own expertise or from sources that do not to a
large extent 1nclude IB literature. It is fair to conclude that the
1nitial question-generating phase of institution-building studies has
run a sufficient course.

- Of course. some answers have been provided as a result of institu-
tion-building undertakings. They have tended to focus upon the technical
assistance aspect of institution-building efforts. Major examples are the
. studies and judgments of McDermott, Rigney, and their colleagues in the
CIC/AID project. These offer answers to questions about the ways in which
technical assistance can build indigenous strength and capability. They
include assertions about the importance of building self-confidence
among host-country staff; of indoctrinating suitable standards and attitudes
(e.g., in favor of the land grant college idea, in support of bureaucratic
neutrality and efficiency norms, etc.); of viewing a technical assistance
process as running through a series of phases. These include: start-up,
where things are quite flexible and personal relations are primary;

3 second phase that concentrates upon internal aspects of organization-
building; a third phase focusing upon the building of support in the host-
country political environment; and a final phase wherein the organization
becomes valued in its own social context.

At first glance such statements may seem obvious or trivial. But

this is not necessarily so0. In their time-phasing sketch McDermott and
Rigney say a number of noteworthy things, and assert that their prescriptions
apply generally to such ventures as efforts to develop agricultural colleges
~ through technical assistance. First they note that the actual content

and thrust of a project is likely to be shaped and changed as the effort
proceeds--and not really beforehand. How it shapes will be much affected

by personal factors. If these are auspicious, then personalized arrange-
ments will lay a real basis for organizational development. Then an
established entity can begin to lay claim to support within its socio-
~political environment. The Rigney-Mcuermott view can be related to the
‘pcnctrlting strategic prescrlptions of Lindblom and Hirschman about the }
shaping of action-strategies for development under conditions of considorable.i



| indetgfminacy.lz

One problem of such statements, however, is that they are at best
quasi-recipes. ‘

Recipes themselves are throughly valuable things: they tell you

- precisely how to do something that you want to do. But in the case of
quasi-recipes the values of key variables aren't actually specified,
nor are the parameters precise and explicit. One cannot know if three
hours per day of substantive interaction with a host country colleague
over a four month period is equal, metaphorically, to thirty minutes of
salt pork's immersion in water heated to 212 degrees at sea level.

For some types of activity, quasi-recipes are as much as we can
hope to achieve, and the institution-building studies and analyses
that have them are well summed in Melvin G. Blase's Institution Building:
A Source Bonk.]3

In 225 pages, Blase has reported the finding of 134 different 1B

studies. By a somewhat heroic stretching of his boundaries he

manages to include 11 of what he refers to as "Cross-sectional Analyses

of Institutions." Of these,three are primarily concerned with technical

assistance approaches and techniques. Only two are comparative analyses

of sets of prnjects leading to findings about some of the factors that

generally appeared to affect institutional outcomes. None the less, Blase's
material could fruitfully be mined for relatively systematic, 1imited,
- practical generalizations about aspects of the conduct of institution-building
efforts. Contradictions and inconsistencies in various findings themselves
raise some interescing questions.

- ‘Zégcononic:uevelopunnt. Research and UeVeIOpment.'Policy Making:
Some_Converging Views,* Behavioral Science, April, 1962, pp. 211-222.

o Yigiam, ers,



Thc uord “limitcd“ must be applied to the findings documentcd

nﬂin olasc for several reasons. Many of the prescriptions and recommen-
dations derive from {ndividual case studies. Also, it is hard to

- interpret some of the statements, let alone act on them. Viz: “Institu-
tionality will result if the leadership, doctrine, and program of an inno-
vative organization realistically take account of (that is, adjust to,
balance and reorganize) the significant elements in a related environment
so these are marshalled in support of the organization and its innovations.
"Doctrine must be sufficiently specific to obtain authority to operate.
Specificity in excess of this minimum, however, may place undue restric-
tions on program development.” "Host institution doctrine is meaningless
until there is a body of knowledge and information accumulated tnat

will have importance and relevance for the potential clientele groups in
the environment."

Yet it would be possible to construct out of the Blase volume at
least a prefatory guidance manual for would-be institution-builders, and
for planners and evaluators of proposed institution-building projects.
The manual would never be a sure guarantor of success, and it would be
incomplete in a number of ways. It could, however, at least identify
and array some of the lessons of experience that have been gained at
no small cost in time and talent. Humble in tone and Machiavellian in
tinge, such a manual could be a source of sensitization for certain
kinds of operatives. But it would still be subject to a limitation that
runs through the existing literature--the inherent limitation of al)
"now to do it" treatuents.

To some small extent the existing body of institution-building
miterial does address the question: What to do? But only in a limited
negative fashion--by raising issues that might in some cases lead to
conclusicns that the contemplated action is {mpossible, or thoroughly
unlikely to succeed. More salient questions for those who would plan
and implement social change--questions about strategies and targets--
are not handled here.



~ Even the ”hou to" aspect of present knowledge is marked by
significant limitations. One of these is the a priori nature of
much of it. Thus, the extensive formulation of 32 stages within four
phases in the ideal evolution of a successful institution-building
project, perceptive and suggestive as it is, calls for a tightly-knit
sequence of unfolding activities that would be worthy of a detective
thriller: It posits more than it derives, and thus offers more of a
scenario than a format. The sketch does indeed illuminate the com-
plexity and difficulty of an institution-building venture in technical
assistance. As education the illustration is valuable; as prescription
it Teaves more to be desired than is ever likely to be attained. So
too with other existing materials. They leave uncovered some large
realms of unknown territory, although they have helped produce an
awareness of these voids.

Over the past decade, perhaps three million dollars have been
spent on studies and investigations explicitly of institution-building.
Whether that is a lot or a little depends in part upon your view. In
any case, it is testimony to a concern shared by quite a few people.
Whether the results of those expenditures justify the outlay is also
a matter of opinion. No grand and powerful new discoveries of strategi-
cally potent knowledge seem to have emerged. In fact, one somewhat
surprising impression of the review of a decade's work is the very
small amount of “social science” input that has been made, and the
equally small amount of "social science" output that has been achieved.
Understandably, institution-building has been, and remains, a concern
of practitioners and prescribers of practice. For various reasons,
they have not found much wonder working power in sociology, anthropology,
and the 1ike. Hor have the economists, qua economists, been of great
help.

- The decado's work can serve as the fit foundation for a further
.,round of lnalytic effort--a round that probes more deeply and concludes



{lort dotorniultcly about organizational strategies of social change.
fThis will roquirl some adjustment in the balance of involvement in
‘1nstitution-build1ng 1nvest19¢tions. General concerns with such

matters as “Jeadership" and "organization" will have to be disaggregated,
in order to achieve statements about how particular kinds of leadership
~and organizltion are likely to. work, in particular circumstances, in

the service of more or less ‘specified ends. The role(s) of technology
will need to be spelled out in ways that apply to issues of concrete
cause and effect. Tangible strategies for analyzing particular task
environments, or types of task environments, will have to be devised.

To the extent that these second-decade needs are net, the concerns
" that have stimulated institution-building inquiry will be served. In
the broadest sense those concerns are with "the organized capability to
perform the important economic, social, or politi al functions in a
society.... The influence of institutions on the societies they

serve can either catalyze or retard economic and social progress....
Institutions along with government policies are the major variables
determining what people do in developing countries. They are prime

~ determinants of the course of political, social, and economic progress
and offer the greatest potential for influencing the direction of
development.“]4

From this perspective, institution-building aims and interests
are not 1imited by the immediate scope of technical assistance under-
takings. And the essential need at this point is to shape and sharpen
the agenda that will dominate our own thoughts and efforts in the
months and years ahead.

Targets for a Knouludgg-auilding Strategy

1. Guidence for Goal-Setting. In the existing IB literature the
institution-building problem is frequently treated as a situation

i"J. Bernstein, cited in Blase, p. 253.



facing the manager, entrepreneur, or advisor whose general goals

are given, and whose challenge is to achieve them. The Rigney-Mcbermott
perspective is an example, although it does note that goal-secting is
not something entirely settled before the action begins, but ratner an
activity that continues, within boundaries, as the work proceeds. The
prime emphasis, however, is upon flexible implementation of a generally
specified objective under novel and complex conditions of action.

There is much to b2 said in favor of guidance for people who must
operate in typical technical assistance settings. Sometimes, however,
their biggest problems are the result of failure to address adequately
another problem--one of great importance and even greater complexity=--
the problem of deciding what ought to be done. In fact, if ‘the wrong
things are done reasonably well, the effects may be even worse than
failure, and the ?rinciples and preference that gave rise tq. or at
. least justified, a line of action may be perverted.

It remains true that, as Lindblom, Hirschman, McDermo:t, and others
have noted, that in complicated endeavors whose outcomes are not entirely
predictable, goal-setting is not a one-time a priori thing. Yet projects,
programs, and the like are responses to some purposive orientations, and
the rationale of project design, program planning, and evaluation are
largely predicated upon the idea that some sort of goal can be stipulated
at the outset. If "bad" goals are to be avoided, and if institution-
building's aims continue to be the effective use of organization to achieve
desired social change, then goal-setting cannot be excluded from IB's
strategic concerns.

Some people argue against the very idea of a ratjonal goal-setting
- calculus, but this argument is irrelevant to our interest. Guided
_ soctal change efforts are invariably suboptimizations. They are instru-
,fllntll to llroor purposos within or among societies. They are, in other
“words, @apng 45 well as ends, and there is nothing illcgical about

Mnl h mlulh m suinbilitv of means.




In tﬁo broudut tcm. gonl-ntting amlysis involves tm relatod
f'lSU‘S‘f!!!llhlli&[_lﬂd giggbilitz. Efforts that seem doomed to fhilure
fprobnbly ought not be mounted. “Nor should efforts. that do not promise
\positﬂvo ausulrs to the question. Will the undertaking. if successful,
make & uorthy contrihution to econonic. social, or political objectives,
or. soue cnubinatlon thereof? :

ol A usifql, stirti'ng’ L‘;mt for an analysis of feasibility and suitability
1s this assumption: that the outcome of an institution-building effort
;1: determined by the interaction of four kinds of factors: goals,

gg!_m rg_a_niutional format, and task environment.

, For example, both the suitability and/the feasibility of a given

goal or goal-set are affected by characteristics of the environment

“upon which the goal may be imposed. Feasibility is not merely depen-
dent (though people sometimes act as 1f it were) upon a seemingly
suitable technology; it depends also upon capacity to organize or enact
the technology, and upon both the likelihood of doing so in a particular
task enviromment. Again, the requirements of any particular technology

- will determine some of the characteristics of an organization. At the

same time, the organizational potentialities in the task environment

influence the probability that the technology can be installed and made

effective. And so goes the complex interplay of these different types

- of interdependent factors--of which goals are one.

Because real goals are part of a set of interdependent variables,
it 1s logically possible to partic'ly calculate the feasibility and
suitability of prospective goals, on the basis of information and
Judgments about the other factors. An obvious example is the kind of
determination made when agric:ltural scientists decide whether a
f;articular technology will work in a given place. OUn the basis of
~ this sort of analysis they recommend a particular crop rotation, a
'7particul|r fertilizer use, and so forth. They set a goal (admittedly a o
,rlthcr obvious one), when they recommend: Uo this in order to accomplish



“that, for this will work fn the given circumstances.

- When an organtzation for the delivery of such expertise is already
‘established; when the properties of the task environment are easily
known; when therg is tested technology, then this ltogically complex
calculus of change or development is in practice not very formidable.
Many of the relevant factors can--quite properly--be taken for granted,
Trouble arises when they can't be, and the fact is ignored. These are
the circumstances under which the wrong technology is established,
maladroft organizational arrangements are established, intrinsically
sound practices fail because they aren't environmentally acceptable--
and, for one or another such reason goals turn out to be inappropriate
and ynattainable.

In summary, the argument here is that goals are one of the crucial
concerns of institution-building analysis, and that they nust be
treated as one element of a set of interacting factors. Une product
of this approach is the promise of answers to a question that was
only acknowledged during the first decade of IB studies: What are
the right institutioas?

Vernon Ruttan offers a practical demonstration of this znalytical
approach--one that shows how a combination of general nomms and task
environment characteristics can be combined in an analysts that, in
certain circumstances, can contribute to an improved calculus of
~ institution-building goal-setting.

He starts with the axion that fnstitution-building should be
regarded as & response to the emergence of new technical opportunities,
rather than as a source. |

onal Chang _19-A?r1Cu!tural nnv?)opp-nts

! _51r§nsfir.~lhktitutional Trlnifir.'v




In'this view, technology and Anstitution-building ¢ are inter- o
- P don Tocnnology can he transferred in more ways than one; - B
._hut one 1nportont form 1s the transfer or establishnent of “local
: clpocity for: fnvention and 1nnovation of a continuous .stream of
»locolly adopted technology wis

, Ono 1nportant 1nst1tutional form that has been used to promote
such transfer of capacity has been intermediate institutions, exem-
“plified in agriculture by CYMMIT, IRRI, et:c.l6

As mechanisms combining the mastery of technology with a particulai
organizational format, these intermediaries are manifestly promising.
But there still remains the question of what technology or technologies
to transfer to various possible places. (I.e., what goal or goals to
adopt. )

Ruttan offers illustrations of ways in which task enviromment
characteristics, combined with certain general economic criteria, can
lead toward auspicious answers to this question.

Citing Griliches' study of hybrid corn diffusion, Ruttan notes
that "differences among regions in the rate...and level...of acceptance
are [in Griliches' analysis] both functions of the profitability of a
shift from open-pollinated to hybrid corn.“]7 ..relative factor
prices affect not only the choice of existing technology but the

“direction of technical effort and hence the direction of factor bias

ls“Technology Transfer.... p. 5.

l63"or other observations about 1ntornediate institutions see .
.Londou.'“Linkogo. Coding, and Indeterminacy," in Eaton.

~ Muttan, ibid., p. 12.



| In the new production functions that become available to producers
~over time and among areas."18

Where this line of reasoning applies--i.e., in fields where
economic criteria are liable to affect production functions--the Ruttan
perspective offers important premises for institution-buildihg strategy.
Grant that technology should aim at the exploitation of unique environ-
mental resources in areas of actual or potential comparative advantage.
- Potentialities of this sort are subject to an economic calculus that

can guide the choice of goals. :

There s also the caveat: “Studies in LDC's have demonstrated
that institutionally determined biases in relative factor prices have
induced patterns of technical change that have been inconsistent with
reiative resource endownents."!? Certain kinds of ihstitution-building
can have adverse economic consequences.

‘Ruttan also notes that it was “an institutional lag in the'develop-
ment of research capacity" that delayed the transfer of high yielding
rice technology to the tropics.20 Where economic circumstances were
auspicious--including such infrastructural factors as land tenure,
credit, access to tertilizer, and an acceptable distribution of the rewards
of productivity--removing a technological constraint through institutional
development gave a powerful impetus to productivity growth. In this
case, the effect was not so much a normative change in the environment
as the elimination of an impediment to the working of established norms
well-established within the rural sector.

e ——————

Bpid., p. 14.

Pipig., p. 14.
w—'—'-’-!-‘-' p..20.


http:tropics.20

Fvnl Ruttan's view. one nced 1: fbr effective strategies of what

,;;n.*callt capucity transfer.” To do this ‘meaningfully in the field of

ffycconénic activity. it is necessary to specify the - socio-economic con-

ffﬂditions under which capacity transfer will stimulate the exploftation
—of ccononic opportunitics. He sees the “possibility of developing

N models of orglnizational behavior induced by either technical innovation
oor 1nst1tutional innovation.” And he notes that one important general

- _problen of transferring technology through institutional means is

'that of allocating the gains and costs that result from the transfer.

'Conccrning this problem he finds the JCRR experience on Taiwan sugges-
tive. : :

The Utterback study of applied }esearch institutes in Latin America
supports Ruttan's assertion that institutional evolution tends to be
a response to existlng economic and technical opportunities, rather than
.4 source.

“In sum, projects initiated by recognition of a need, directed
toward a specific or narrow group of clients, and involving an area in
which institute personnel had direct personal experience...would be
expected to have a greater frequency of technical success and use. Con-
versely, projects initiated in response to available technology, directed
toward a general need or group of clients, and involving ar area in which
primary knou1edge of the relevant technology is drawn from sources other
than face-to-face contact would be expected to have a lower frequency
of technical success and use, "2

Utterback investigated 20 projects in fields ranging from construc-
‘tion to nutrition and agriculture. iwelve produced applications or
‘ware about to, at the time of his study. Nine of these projects had

2ibid., p. 29.

 Zyererback, p. 15,



groun out of previously specified needs. Un the other hand. of eight
projncts whose results were not in use, seven had been stimulated

hy the knowledge of a technological means and the aim of promoting |
its application.

There is a suggestive parallel in the Utterback and the Ruttan
perspectives. Both offer guidance for the goal-setting aspect of
development strategies that involve technological transfer through
fnstitutional means, and their positions reinforce one another. From
Ruttan's view, institutional characteristics and economic criteria
must be taken into account in formulating effective and appropriate
technology transfers, and illustrative evidence in agriculture appears
to bear out the argument. From Utterback's view of what has and hasn 't
worked in 20 efforts to apply technology, the existence of prior need--
e.g., receptivity and utilization capability--is enormously important.
In effect, the "needs" seem to fit the sorts of institutional and
economic factors that Ruttan refers to.

Both Ruttan and Utterback offer contributions to meeting one
crucial requirement of effective technology transfer through institu-
tional means--the requirement that task environments must be describeq,
analyzed, and assessed in terms of the feasibility that an intervention
will have the intended effect.

To view institution-building as the design and enactment of a
system of action--1.c., to posit that goals, technology, organizational
format, and task environwent are tne interdependent elements of the
system--does not abandon other institution-building perspectives. “Link-
ages” remain as important as ever. To the extent that the task
environment of a particular institution-building effort can be described

-and assessed, the basis for a linkage strategy can be esiablished. ,
Thl til.-d'ﬂlnsion of I8 concerns, addressed by Rigney-Mchermott though
“ba &nallodond in the earlfer 18 perspective, is not ignored

) ’Z’H 6f ll as the develomnont of a system over time. Actually,




“the system parspective has no power, no magic of its own. It merely .
i gqggggginrjfifoss and general way, what things have to be taken
 nto  account 1f one 1s serfous about efforts to foster particular
‘developmental changes through organizational-and-technological mepns.
One of those things is goals. And goals cannot be effectively treated
in isolation. To the extent that we can develop methods of analysis
and design of the sort suggested and 1llustrated above, we can help
'prodUcc a better basis for the goal-setting aspects of IB efforts,
and in so doing, get at the kinds of problems on which IB efforts
‘have sometimes foundered before they were ever really launched.23

2. Strategies and Tactics of Organizational Uesign.

A strategy for determining institution-building goals does not
automatically tell how best to implement them. Planning, designing,
and enacting arrangements to transfer technology through institutional
‘mechanisms can be served by better knowledge of organization design.

(a) Organizational Networks and the Function of "Intermediaries."
In a technology transfer arrangement,one of the crucial problems is

"bridging" between technology sources and target areas where applications
are sought. The contribution of "intermediaries"--organizations

located somewhere between technology sources and technology targets--

has baen noted. The practical success of certain international inter-

23lncidcntally. and parenthetically, Ruttan's concern with goals
1s not limited to the aims of particular social change ventures. In
the concludin? sectfon of his paper he raises an interesting (harrowing?)
{ssue concern n? the very ?oals of social science, when he asks: Might
the returns to investment in social science be subject to measurement?
Might the test of such measurement be “...the new income streams made
avatlable to society as a result of institutional changes resulting
from new knowledge produced in the social sciences and professions™?
(p. 32.) If this question cannot be entirely ignored, it can fortunately
be deferred. But its general import for us ought not go unnoticed:
relevance and utility are the criteria that should both inspire and
Justify our efforts. :



_,nmry ormiutions in agriculture, technology per n. nmmt
“-and elsevhere Ms spurred esulation. A nusber of interesting and 1mr-
"unt quutions about such intermediaries might be studied with mﬂt.

- There are “extrinsic* questions,about environmental factors that
“help determine the relevance of intermediaries, and the limits theory.

There are also "intrinsic® questions, about the organization of

inte-mediaries and the design of formal 1inkages.

| For insunce. Utterback's above-cited study addresses a crucial
'qucstion. the actual dynamics of an intermediary organization as it
goes about the business of trying to foster technology transfer.
Examining 20 projects involving attempts to apply established tech-
nologies, Utterback noted that “a few individuals in informally defined
roles are able to serve as intermediaries [here using this term in

3 different sense than in the preceeding paragraph] in the transfer

of technology. These 'gatekeepers' seem to be able to translate
between the coding scheme of the environment and that of their own
organization.... w24 |

A distinctive characteristic of these individuals was the fact
that they had worked abroad. They had the ability “both to establish
contacts abroad and to communicate with foreign experts at the insti-
tuu.“zs One implication--as obvious as it is elemcntal--is that
intermediary institutions for technology transfer must include arrange-
ments for providing substantial work experience to prospective members
of “customer” staffs. This will facilitate bridging or linking into
~particular target areas for technology. Interestingly enough, it seems
that education abroad is not a substltute for work abroad, in this
urticular context of concern.

© 11 further evidence supports the Utterbick finding, then one.
additional ftem of concrete knowledge can be used in helping design



. Intermeaiary organizations to serve effective technology transfer.
(b) *Intern ) Structure,” “Organizational Format," or the
- Fynctional ts of Particular Types of Organizational Arrangements.
“At:Teast one school of architecture has tried to make an axiom of
‘the aphorism that “form follows function.” If grievous aesthetic sins
have been justified by this slogan, there fs still something in the
idea. In practice, organizational arrangements for trying to transfer
as well as to “"do” technologies are often unevaluated copies of
‘established models. The organizational slogan, "form follows function,
given context,” meaningless in itself, can open a number of strategically
important, utilitarian inquiries. First-decade IB studies have already
noted some of the issues, although not in a definitive, systematic
manner.

A need at this point is to lay out an orderly agenda of inquiry,
for the possible 1ines of investigation are numerous. They range from
socio-psychological questions concerning inducement and reward arrange-
ments in organizations (some of them touched on by Uerge et al in
the CIC/AID project) to issues concerning the uses of such entities as
"public enterprise" forms of organization to do things. There are
also complex questions about the organization of management and infor-
mation, and the structuring of authority. And there are questions about
arrangements for continuing inter-institutional associations. These
are particularly important where the object of technology transfer is
to build capacity--the ability to invent and adapt.

The present need is for guidelines--for an agenda--that will lay
out the key topics on which we need concrete information about the
organizational aspects of institution-building. Perhaps this subject
might be assigned to a specific task group--one that could and would

26Thc experience of the National Institute for Training in Indus-
trial Engineering at Bombay is one germane source of it, as N.S.
_Ramaswamy, one of the participants in our meeting and the head of NITIE,
~ can perhaps attest. _ ,



lddress the issue within the general framework of our I8 oricntation. -
~ In other words, it would have to specify the important organizational
~ issues in terms of an awareness of the interplay of technology, task

~ environment, goals, and organization.

(c) “Innovative organization." Over the years there has been

spasmodic discussion of the question of "innovation versus institution-
alization." It is often assumed that these two things are inconsonant,
thus posing the paradox: "How can we design organizations that will
continue to innovate?"

This really is the wrong question--wrong because it is misleading.
It implies that the crux of the problem of innsvation is getting the
right kind of organization. While this is indeed an important considera-
tion, it is not necessarily the crucial one.

A better form of the question is: Under what conditions will an
organization he likely to have an innovative impact upon its environment?
In part, the answer depends upon organizational properties. You can't
make a silk purse out of a sow's ear, and you can't expect innovation
from routinized, stultified, ignorant and insulated organizations. But
not even the most dynamic and creative organizations can have innovative
impacts upon environments unless the conditions are right. Given such
conditions, organization with technologically-based innovative capability
may be, as Ruttan has noted in the case of rice production {n tropical
areas, the vital constraint.

Thus innovative potentials are affected by organizatiunal factors.
But task enviromment characteristics must also be assessed. '

Given the Ruttan view of institution-building for technology transfer
as responsive rather than cssentially initiatory, and the evidence
offered by Uttarback, “need” is a factor of profound {mportance to
=1naovltion.; ln soni “development” situations the fundamenta) problem



j‘iil to atcortain thl noeds-—especially the needs that are also oppor-
jﬂ‘tunitics.v:“Nood-scoking” sometimes degenerates into sheer dingalingery,
a8 the evidence from some past community deve:opment programs suggests.
"'At other times it dcgcnerates into something else--into the specification
of & “need” in terms of the presumed response capability of a particular
tlchnology. Thus do 1ivestock specialists, cotton specialists, dam -
buf1ding specialists, and other specialists often determine “needs."
4vThlykdcftne»tho»problcm in terms of the kind of "solution" at their com-
mand. If this is entirely understandable, it is also sometines disastrous.

Establishing needs that are also opportunities requires an assessment
of the response notential that is inherent in the situation. The pro-
pensity for worthwhile and continuing innovation depends upon the exis-
tence, discovery, and exploitation of such potential. Worthwhile
innovation often involves the elimination of the salient constraints.

This can be a continuing process, as the removal of one constraint leads
to another. For example, once a technological constraint to increased
rice production is removed--through the right new varieties--then
irrigation facilities may become a primary limitation on the next

round of production increases, etc.

This Vine of argument has a number of implications for institution-
building as an instrument of technology transfer for development. In
some types of situations the strategic need is for analysis that can
locate the substantive needs/opportunities that actually do exist.

In others, meaningful needs are so latent that rather careful preliminary
analysis must precede any efforts at realistic, auspicious problem-
- defining. Thus, “technology spraying" can be just as bad as institution
peddling.

¢

The rather: bbv1ous implication is a very real need for policy-
program-project analysis capability not bounded by or focused upon
technology per se or institution-builidng per se. Even if the generic
aim of institutional transfer were technology transfer, the aim could



_ ot be sufficiently served by information about the intrinsic properties
of particular technologies, and the attributes of orqanizations-viewed-
“as-institutions.

To strike for continuing innovation in truly primitive domains,
one crucial need is for mechanisms that can define unfolding sets
of ranging problems. This, of course, is the presumed object and
intent of planning agencies. Al too often, however, they are them-
selves (a) poorly designed in organizational terms, (b) narrowly bounded
by their own analytical technologies; and (c) poorly linked with the
relevant task environments. In many cases, they are further constrained
by the sheer lack of important information.

From the view of a concern with organization and innovation, at
least two questions seem germane: How can planning mechanisms, as
intended mechanisis of innovation, better be organized? Alternatively.
are there certain kinds of needs/opportunities for policy analysis
arrangements, other than relatively conventional planning agencies, to
foster effective problem-defining in settings where development is
a proper aim?

Task Environment Analysis.

The original institution-building perspective dealt with its
environment in terms of the idea of linkages--enabling, functional,
noruhtive. and diffused. General statements about linkages stimulated
specific thinking about organization-environment relations, and
encouraged pecple to perceive an organization's dependencies, comple-
mentarities, and impact targets, and the interrelations among them.
The perSpqctiug generated good questions, and left individuals to find
their own answirs.

v'jv Ovlr the: yolrt. experiene with such questions has produced some
usoful transfhrrablc pragmatic information about various kinds of



f}lintagls thlt unttor in various kinds of situations. They have not

_ produced much in the way of operational methods for analyzing task

~ environments. ‘There remains a gap between the generalities of the 1B
, porspectivo and the particularities of concrete action.

The gap will never be completely closed. By nature developmental
‘situations are in some ways novel or unpredictable. There will always
be unknowns, and they will aluays include parts of the answer to
the question: “What 1s out “here that really matters, that determines
the feasibility and utflity of a possible intervention?"

Ideally, we should have a formal analytical methodology for
answering this sort of question--a methodology whose rules and methods
will surely apply to any situation of interest, or at least to any
situation in a given class. Then, by knowing the properties of the
situation, and the characteristics of a given intervention, we could
predict the results of intervening.

Alas! Relations between the particular and the general always
involve trade-offs. When particular situations vary, then the more
we generalize about them, the more we wash out the variances. Assuniing
that some of these variances may matter a great deal, we have to be
careful about trying to use the same method to analyze all of
the situations. -

But to some useful extent, methodology for task environment analysis
can be developed further than it has. The systems perspective itself
is one beginning, one not entirely free from danger. To examine something
as a "system" 13 to posit the existence of certain actual or potential
prog. rties and. relationships among them. Even if this is an admittedly
sound lssunption. the difficulties that can inhere in it are suggested
by the fact that a chess game can be viewed as a system....

The aim of task environment analysis is to identify the salient
properties of a situation in order to predict the probable effects of



an intervention. In saying what matters abaut a situation we also.
in effect, say what doesn't matter, for the analysis must always
eliminate and simplify. Thus economic analysis analyzes in terns
of economic properties, in accordance with economic criteria of
relevance and economic premises about cause-effect expectations.
Engineering analyses proceeds in terms of physical properties and
relations. Unfortunately, social and behavi.ral analyses tend to
proceed by guess, by God, and by precedent.

One way to move beyond this circumstance is to deal with
particular types of task environments, and to deal with each of them
in terms of certain bounding or limiting assumptions about goals,
orgunization, and technology. For exanple, soniewhat as Thorsen has
drawn up lists of questions about assumedly relevant characteristics
of organizations, checklists of assumedly relevant characteristics of
rural environments can be prepared, on the basis of experience and
Judgment. The content of a checklist will vary according to the
contemplated aims. The derived information can be related to
knowledge about relations between perceived characteristics and the
feasibility of a possible action. The conclusions can help sustain "Go/
No Go" decisions. And the analysis can serve as a baseline for evaluating
results over time.

This relatively primitive, limited approach to analysis only
formalizes and extends an activity that project designers and program
planners perforni in any case. Where project analysis is explicit,
systemtic, and economic in mode, then such checklisting can add a
dimension.

There ancﬁother possible methods of task environment analysis .
pertinent to our concerns. They range from the field reconnaissance of
“wise men" to elaborate computerized simulations. OUne of our own
nocds 1s to lddrcss the general question--or, wore precisely, manageable
,llntcts of tho quo:tion. How can task environments better be anaiyzed
fbr cf'nctive tcchnology transfer through institutiona)






