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A. Statistical Sumry
 

Period of the Grant: 
 25 May 1971 to'27 May 1976
 
Amount of the Grant: $1,000,ooo.

Expenditures for Report Year: 
 $137,724 Accumulated: $231,962

Anticipated for Next Year: 
 $549,150
 

B. Narrative Summary 

During the period coverrf by this report the administration of the grant was
reorganized, the stratecy for pursuing grant objectives was modified, and a 
numbei

of projects were developed.
 

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

Objectives of this grant have been clarified and somewhat modified, to reflect
developments inAID programming and MUCIA Assumptions about desirable accompl ishments. 
We aim to address subjects of importance to AID's technical assistance
effort inways 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 ineffective technical assistance action strategies. 
During the, year, a basic agenda of Issues and problems
has been set out, although not all of itwill 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 inan 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
litles that we are creating.
 

In relation to the entire grant period, the past year has largely been one of
Infrastructure development. 
 In the year ahead we shall continue to shape a
set of program activities. 
 (Anumber 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. r
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o of th grant Is inthe .language,of the Proposal, "to establish&,progrm to strength the e1xertise of the Mid"est, Universities Consortiumfor IntornathOnai Activitles, "Inc. in institution-building and technological

asistance methodology."
 

The grant envisions the development of a coordinated program within the MUCIAstructure. 
 The aim of that program Is to build competence to serve thedesignated developmental purposes, and to make that competence availableto the Agency for International Development and other appropriate users.
 

Research Isone of the means by which the grant objectives are to be served,
but'this Isnot 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 Isan outgrowth of several related developments. The
most basic of these is the experience of the Agency for International
Development In dhe field of technical assistance, and certain lessons of
that experience. 
One of these concerns the Importance of "institutions" of
certain types as essential mechanisms for the pursuit of developmental aims.
AID's own studies of Its experience, notably of the effort to build Institutions to serve agriculture invarious parts of the world, Indicated the importance of the institution-building problem. 
Other Agency studies have
revealed the difficulty and potential limitations of Institution-building

approaches.
 

On a related front, during the decade of the 19
60's a group of universities
engaged Inan 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-building. Representatives of Institutions
Invarious developing countries as well as inthe United States participated

inthese conferences.
 

The events that gave rise to this grant Included the establishment of AID's
Technical Assistance Bureau with the mission of improving the quality of
 

rerlptalon dassessment of these conferences is found in:
Susan Lsone, 4'nstl tutlon.uildlng Confferences, Review and Relationship tol.D iseomination and Util IIzatilon Theory." _fResearch Utillzution Reportto Dept of CoimnuPSIcTi.ns.A ichiganState University, Sopes e r
r.1973. pp.Avalab, rom -AIA/AInternational
Developmnt NMesrcCetr.Sv1o:11ington, Indiana 474610, 
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technical assistance efforts. Within the Bureau there developed, in 1970-71, 
an opinion that a systematic effort to develop Improved knowledge about 
Institution-building and related matters of technical assistance methodology 
was Inorder. The Bureau solicited advice and suggestlons. The eventual
 
response was a proposal from the Midwest Universities Consortium for Inter
sational 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 substantil and
 
ranging Involvement of the Consortium and its members intechnical assistance
 
and institution-building operations invarious parts of the developing world.
 

II.Objectives of the Grant
 

The fundamental aim of this grant isto build a certain kind of capability

within MUCIA -- a capability to help improve the conduct of technical 
assistance, and to help build institutions that can serve as worthwhile
 
instruments of development. Equally basic is the aim of making that capa
bility available to AID and other suitable users.
 

The primary means by which to develop this ability Include the development,

identification, refinement, and adaptation of practical knowledge. Basically,
 
that knowledge isconcerned 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 capacity 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 detailed "guidance

material" that can be used by those responsible for managing and evaluating

on-going programs and projects.
 

Inpractice, the broad objectives of this undertaking must be given focus 
and boundaries by selective concentration upon a 1imi ted number of top-priori ty 
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 certain key
problems of methodology generally -= such as problems of effective organi
zational design. 

Tie dissA!notion of .theresultsof knowledge-building work on these subjects
CCeri'thio sph.rlos training, consultative and advisory assistanceteof 

ndpi!let~ ns services. I 'T rlnng ' is perceIved as encompassing certain
 

f ~ ~ 1to nd prfesional: education.
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nlonger descrie prim grant objecie.Frea*e npg w ofth 
PtoposlDaet, p0Inciple obJectilvs. are st to I I nc lude "danth e.. 

expsrm"tl od the anlysis of technical assistance projects, defining 
the patterns of relatonships and interactions between technical assistace 
ad0lvisors and their counterparts,. and comparing the effectiveness of various 
approaches to the selection and training of technical assistance personnel." 

In practice, since April, 1971, some of these matters have been addressed 
through other AiD-sponsored projects, and itwould be inappropriate for 
work runder this grant to Ignore or attempt to duplicate such activities. 

Thus, the Program Methodology Division of the Technical Assistance Bureau 
has initiated 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 iscurrently 
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
 
between 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
 

But we believe that, at this point, the Program Methodology
outside the Agency. 

Division concurs with us inthe judgment that improved personnel selection
 
and advisor-counterpart relationships are not among the prime objectives or
 
concerns of this grant. Thus, certain detailed provisions 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 ismanifestly 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 inthe original statement of project objectives to "adapting
 
the experimental method to the analysis of technical assistance projects" 
Is not obsolete as a description of an aim to be pursued under this grant. 
Yet some clarification of the Implications of this statement isperhaps in 
order.
 

In Its broadest Implication, "experimental method" means a conscious, delib
erate method of activity that leads to improved or increased knowledge about 
causal relationships. Inmore conventional parlance, "experimental method" 
mons the design of an activity In which all but one variable (or set of 
variables) iscontrolled, as a basis for determining the effect of the 
,"uncontrolled" or experimental variable In the situation. Gliwn the pwer 
of the experimental method in the natural sciences, there is jreat Interest 



In applying the principles of this approach to the study of complex social
 
phenomena. Currently much of this interest centers upon "quasi-experlments o 
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 Initiated a promising effort to examine,
 
assess and possibly adapt elements of quasi-experimental approaches to
 
technical assistance needs. We have no Interest induplicating this work.
 
In fact, we doubt If we could mobilize 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 inmind 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 alms. 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 fields of developmental

efforts (le., to Identify and define the key problems); design and develop
ment Institutions, to respond to strategic needs through D type activity

inwhich 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 methodology
of technical assistance, not so much at the level of immediate operational
procedures, where academic expertise isseldom 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 
auspicious arrangement of authority and resources, and the adroit selection 
of tools and techniques. 

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

To put this In slightly different terms: It isanticipated that the
 
capabilities developed under the grant will be put to work In at least four
 
sets of ways. One is through the flow of documents and other materials
 
a" a selected set of users, Including donor organizations and Institutions
 
In LOCs. By the year's end, a coordinator for the PASITAM documentation
 
a pndanlysi center had been selected and a plan of work outlined.
 



-- 

ldojsatuand , nalis center is-intended to Servecap t developed under the grant. the rtraIn IngExtenilVe explorations Were undertakenf e.... 
ssipil.ity ofLcreat ng certain kinds of experimental training
Programs, during .the year. As a result of these surveys, we decided (a) toavoid at this til .the developmIent
(b) to concentrate first upon the 

of any elaborate training operation, andfurther development of materials that couldbe used In serving the proper clients (not just the available participants).
 
Along with docummntation and training, a third dissemination vehicle Is
consultation and advice. 

during the past year, to 

A modest amount of advisory service was provided
AID personnel on an Informal basis, and 
to MUCIA in
connection with an IRO-funded project for the development of the agricultural
university in Thailand. 
At this point, however, no major accomplishments
can be claimed. 
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 typical products of
academic efforts 
 studies and reports on particular facets or our working

agenda.
 

III. Accomplishments
 

Major accomplishments during the year included:
 

a. New arrangements for directing and administering the grant,
for mobilizing MUCIA university resources, and for maintaining a continuing
working relationship with AID, 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 areas.
 

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 linked
with projected training activities and studies underwritten by the grant, and
that will also directly collect, assemble, abstract, and disseminate relevant
 
meterials.
 

g.
9 

Atource Book, 

Dissemination of several hundred copies of Institution-Building:to Individuals and Institutions indeveloping countries, and
A personnel 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 
University. (The current director was officially appointed as of December 1,

1972.) A now set of working guidelines was devised and approved by the
 
Advisory Committee.* This was circulated widely within the MUCIA schools,
 
and served as the basis for discussions with Interested faculty and admini
strative personnel at each of the five schools during the 1972-1973 academic
 
year.
 

One Important objective of developments in program administration has been
 
the estahlishment of closer working relationships with AID. To this end,
 
the head of AID's Program Methodology Division now participates in the meetings

of the PASITA Advisory Committee, and a substantial continuing interchange

of relevant information has been developed. Aims are to minimize confusion
 
and misLnderstanding, and undesirable duplication of effort. More Important,

this continuing working association enables us to link our own program 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 health delivery, and
 
in the theory of institutional development. Pre-project planning was pro
ceeding inother 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 acti'vity 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.
 

See Appe:WIx 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,


r
incidentally , stands for Program of Advanced Studies In Institution-Building 
and TeChnical Assistance ethodology. 



It is, In a ense, premature and presmptuous to refer to the above-mentioned 
activities as oaccomplishmants" -- If accomplishments mean determinate'results. 
.Yet these statements reflect the accomplishment of a substantial amount of 
program development. Resources have' been Identified and cowl tments have been 
mode that will contribute to grant objectives.
 

Dissemination. This grant Ispredicated upon the elemental Idea that certain
 
kinds of c1Ility will be developed and that the results will be disseminated.
 

Accomplishments to this point are not very significant. The dissemination
 
strategy has four related elements: the work of the documentation and analysis
 
center, development and application of a training 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 Instltution-Building Source Book has been widely disseminated. 
Jointly, AID's Program Methodology Division and PASITAM have distributed almost 
1,000 copies, more than half of them outside AID, to.other donor organizations 
Including 50 key individuals InFAO, and to Individuals and Institutions inLDCs. 

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, Inconnection 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 individuals 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 recruited and slated
 
to begin work inOctober, 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 from Minnesota to Indiana in the fall of 1972, an Immediate
 
need was to reconstitute an advisory conmittee and to establish communications
 
between the new director and the MUCIA campuses. The MUCIA Board appointed

the following committee: 

University of Illinois: William N. Thompson, Chairman 
Frederick C. Fliegel 

Indiana University: Sara Berry
Frank W. Hoole (Alternate) 
Chris Jung 

Michigan State University: Jay W. Artis 
Timothy Hennessey 



Advisory Coral ttee(Cont,)
 

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

University of Wisconsin: 	 Geor3e 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.
 

InJune, 1973, the MUCIA Board renewed the existing Advisory Committee

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, incollaboration with the Advisory Committee, prepared a program statement which could be distributed widely on each campus soliciting

interest in the PASITAM program. 
After several drafts, "PASITAN: Aims and

Approaches" (Appendix A)
was printed in500 copies and distributed on each
 campus early in 1973, inanticipation 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 AID
and other potential 
users of training and Inconsultation within the MUCIA

universities regarding the nature and staffing of a training effort. 
A
two-day conference was organized at Michigan State University to Identify

potential training clienteles and appropriate content. The conference did not
produce declsilve results. Subsequent discussion with potential users suggested

the Wlsdemof postponing the mounting of a week-long tralningproram. in the
 



fIttlU4n.1indiVidual wes hired, to survey past training program or confer
.nes"fo_ ed on instituton-buil lding. While no training efforts were under
taken dlring'the first year under this directorate, contacts were made which 
may result In such activity during the next year of operations. The Documenta
tion and Analysis Center will soon have a limited capability for providing
 
certain kinds of tailor-made training materials.
 

A few months after assuming the direction of the PASITAM program, the Director
 
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.
 

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

Kenneth Thompson, Vice President, Rockefeller Foundation
 
Francis X. Sutton, Deputy Vice President, Ford Foundation
 
Joel Bernstein, Assistant Administrator, AID
 
Milton Esman, Director, Center For International Studies at Cornell
 

University
 
Melvin Blase, Center For International Programs and Studies,
 

Univerisity of Missouri
 
Howard Beers, Center For Developmental ChangesUniversity of Kentucky
 
N. S. Ramaswamy, Director, National Institute For Training in
 

Industrial Engineering, Bombay, India
 
Dov Ronan, 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 B); the aim
 
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 inAugust, 1973. The object is to examine assumptions
 
underlying institution-building theory and to analyze empirical cases with
 
the view of refining institution-building theory. Papers will be contributed
 
by scholars at other MUCIA universities and by several outside consultants.
 
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 (Michigan State University) on the analysis of the planning process 
In rural development projects. Intensive review of documents at the AID
 
library 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 available from AID'.
 



Followlng 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 .wsmade 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-building 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

development of a program concerning science institutions for,and technology

transfer to, developing countries. A person trained in science and history

of science was hired to undertake documentation work and coordination of the
 
program 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 isnow under review for possible funding, with a second expected

in the near future.
 

Finally, as a stimulus to further program development in the areas inwhich 
projects are now in progress, a revision and elaboration of the PASITAM program 
statement is now underway. 



ICV im tzof 1rant-Supoorted Activities InDevelopinginstitutional Capeb11 tie
 

.h 'development of ilnstitutional .apabl Itles" can be viewed In a number of
 
different weys. Simplest and most basic is the sheer acquisition of resources
 
(e.g professional personnel) that enarge the capacities existing within
 
an Institutional framework. Little of this type of institutional capability

building Iscontemplated under this grant., There are more than 20,000
 
professional staff members within the MUCIA schools; the task of developing

Institutional capabilities Isnot one of adding to this number.
 

A second approach to institutional capabilIit, development consists of "mobil
izing" or "harnessing" Intellectual resources inthe service of the problems
that concern us; or inother words, causing existing staff to adjust or 
modify their own agendas inways that will enlarge the pertinent Institutional 
capabilities. During the past year at least two substantive steps were taken 
that are expected to have impacts of this sort. At Indiana University,
Professor Vincent Ostrom and Professor Timothy Herinessey 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, the,, will involve a number of
 
advanced graduate students as well as several faculty members from other
 
MUCIA schools. One effect of this undertakilig will be a continuing concern
 
with Institutional development strategies, and the maintenance of a con
tinuing ability to provide advisory and analytical services, by Professors
 
Ostrom and Hennessey, and perhaps other of their associated colleagues.
 

At the University of Wisconsin a decision during the year under consider
ation to establish a modest project Inthe 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 extension. During the year ahead these resources
 
will be devoted to work within the framework of this grant. This work will,

Inturn, build capabilities for contributions to the planning design, opera
tion, and evaluation of rural health-delivery systems inpoor countries. This
 
capability will be available for varied uses in the field of technical assis
tance.
 

Institutional capabilities can be developed ina third fashion: by bringing

people together to work on a common problem and thereby producing a total
 
capability 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, ina cross-disciplinary, cross-institutional fashion. Inthe
 
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
fesslonal assessment of appropriate literature. Other social science types
 
are expected to be involved inthe year ahead. By this type of arrangement
 
we have begun (only begun) to build an institutional capability composed of
 
new combinations of existing resources.
 



This Is one basic feature of the strategy pursued under this grant. We
 operate on the assumption that a major need isnot the addition of resources,

but the creative combination of existing resources, to better harness estab
lished knowledge and skills to the needs of technical assistance.
 

An additional example of this approach Isbriefly displayed InAppendix B.

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 Sc:iool 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 failures of applied Industrial research Institutes, identifying

certain key organizational factors that seem to explain these outcomes. 
We
hope -tPbulld institutional caabilIity 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.
 
Meanwhile, during the past year we have found In some of the work of Professor

Vernon Ruttan (at that time of University of Minnesota) certain parallels 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 isalso likely that Utterback's work bears upon the effec
tiveness of technology transfer arrangements inagriculture.
 

Admittedly, this illustration isas much anticipatory as it isa matter of
 
established impact. But itdoes exemplify an element of the strategy that
 we have established and expect to pursue. That strategy, in essece, involves
 
the development of enlarged iistitutional capabilities by recombining erds
ting elements of competence in new ways to address significant problems.
 

V. Utilization of Institutional Resources inDevelopment
 

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 AID, institutional resources have been used
 
to help in the planning and evaluation of a proposed project to develop indicators of Institutionalilztion 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 .nd conduct of this project during the 1973-74 year. 
 (The PCI project
Is 1lmited to the health area ,
and at least three of our own people will serve
 
aWs S ltnts in order that PCI work and our own can be co-related.)
 



a rfront,t InstWil resources of this projecthve ,bnused,
 
very stmall w, in helping plan an iUR-funded study of the future
 

d lmnofthe agricultural higher education, in Thailand. Project
 
eraswrces were also used In 1e4A (and in a briefing session ai AIDNashIng
ton) to hp explore needs and feasibilities for Nepalese agricultural edu
cation and research developmnt.
 

VI. Other Resources for Grant Related Activities
 

It 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 earlier collaboration with AID in the prepara
tion 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 Identity, 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 Initiated in the course of deliberations
 
of MUCIA's Health Council. Other possible project activites have been explored
 
(so far, without result) In connection with the MJCIA Education Council.
 

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

Thus, In general, the existing NUCIA 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.
 



Vii, Next Years Plan of Wrk and Anthcipated .xpendltures 

At its meeting of 25 Septuuiber, 1973, the PASITAM advisory comittee beganan annual revi0W of plans and program strategy for the current year. Earlierin the month, the budget for project administration and program developmentwas submitted to the MUCIA Board for approval at its end-of-the-month meeting.* 

Inbroad outline, the 1973-74 plan of work Includes the following:
 

1. Completing the transition of the documentation and analysis center

from "start-up"0 
 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 field of

agriculture, and --
providing necessary collaborative arrangements are

successfully completed --
actual conduct of a training program of modest
 
duration.
 

3. Development of a "training 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 inaspects 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.
 

4. Inconnection 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
 
limited 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. Inan unknown number
of cases this will lead to the establishment of projects. These fields or
 
topical areas Include:
 

a. 
Factors affecting the applicability and'effectiveness of the public
enterprise form of organization.
 

"niviual 1tdies and related types of projects, for which responsl
4tilt* its i6 ' to ani ndinviduall schlar or group of.scholars, 
 ef ndedf

4I.~t~y*U~tis- whi1h the HUI The geaneral' operating'Bor mkes. 
~Ai4esinclude funds for rga developmnt oti -WsntP.7PF pretM e 



.N, hs
b. ..- gy fr the systmtic analysis of organizational 
, gosl delopOMenti, In delmnt program fields. 

c" Appications of organizatlon theory to the design of effective 
action systens for deveIOpment 

d.Factors affecting the application and use of resarch-pr

duced technology, with Initial focus upon the case of high lycene corn. 

e. 
Factors affecting the success of organizational arrang
ments for technology transfer, with Initial attention to the (1) design of
 
research/research utilization networks, and (2) to the design of effective
 
applied V:echnological research institutes.
 

f, Factors involved in the identification of public sector
 
infrastructure requirements to serve and promote agricultural development

(an outgrowth of the so-called "Systems of Services 
to Serve Agricultureal
 
project proposal).
 

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
tions 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 prefeasibility 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 1974-75 year, concentrate upon project-type work (along with 
established headquarters/documentation and dissemination training activities).
Seek to introduce collaborative participation in project efforts, and establish
 
a basis for involving, toward the end of 1974-75 and during 1975-76, LDC
 
participation in assessing, adapting, and applying appropriate products. Also
 
as project efforts proceed, link them with donor organizations, both to obtain
 
guidance and also to encourage acceptance.
 



One other Important element of the 1973-74 work plan Includes a substantial 
conference, probably InJune, 1974, at which Institution-building capabilities

(and needs) In one or two program fields, as agriculture or health delivery, 
will be considered.
 

Frankly, any detailed 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 1973-74. But It Is 
Impossible to Indicate anything concrete about project funding. The general 
Intent is to achieve, 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. 
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TABLE I 
Line Item 211(d) Expenditures by Principal Objectives 

15 September 1972  30 September 1973
 

Salaries and Benefits" " 

Indian& (pr. 72/73)Nichigan State (T.Hennessey 73/74)
Indiana (V'Ostrom 73/74)
Nchigan State (A.Schmid 73/74)
Minnesota (R. Blue 73/74)
Wisconsin (E, Wallace 73/74)_ 

JraduateIndianaStudents(Opr. 72/73) 


.,ConsultantsIndiana (apr.r '72/73),-

l-m
Equipmt and Cop. 

viiSgpp1 ift Pllbl itatlims--
INdifaa (apr. 72/73)-
IRMID TOTAL 

Administration 

and Planning 


$ 35,082

3 


$ 35,082 


-0-


3,314 


-0-

192761 


$ 49,666 


Document
 
Center 


11'470 


$ 11,470 


820 


....
82--0-


0-r 
-0-

561-

$ 12,851 

Research Training 
 Total
 
-.
 

$ -0-
9,540 $ 2,210 $48,7629.540
 
19,000 
 5,0
15,370 90
 
169877,877
 

$ 69,787 $ 2,210 $118,549
 

-0-
 -0-
 8
 

-++
,-0-+...-0.+'-+--o+I
- .
-0-
 150 
 3 464
 

-2,767 13 A* 
0--0 

-0- 0-~ 2., z 
$ 72,554 $ 2,653 $137,724 



TABLE II
 

Distribution of 211(d) Grant Funds and Contributions fron Other Sources of Funding
 

Review Period: 15 September 1972 to 30 September 1973
 

raint Rlated 
ActtiiteS 

vintatiton 

Period under 
Review 

Cumulative 
Total* 

211(d) Expenditures
Projected Next Pojected for 
Year (Year 3) Years 4 and 5 

Non 211(d) Funding 
Amount 1972/1973) 

&rgramPlanning $ 49,666 $119,815 $ 83,200 $130,000 $ 44,116 

Dtwmntation
Center 12,851 30,949 22,050 30,000 8,424 

fesearch
Indiana (Opr.) 
Sub-grants 
Total 

2,767 
69.787 

5 

2,767 
69,787 
, 

37,400 
133,333 
17,33 

40,000 
266 667 

55,725 

Training 2,653 6,733 6,500 20,799 1,644 

TOTAL $137,724 $230,051 $282,483 
 $447,466 
 $109,909
 

. ~ u~ Tu~~uasuc 
 previous cumulative total as sub-project final actuni *vpndti tur aa 



1. Salaries &Benefits 


2. Graduate Student

Stipends 


3. Consultants 

4. Travel 


5. Equipment 

fi. I--terials, liples 

Publ.citi"s 

ToTAL . -

TABLE 111 

Expenditure Report

(Actual and Projected' 

Under Institutional Grant AID/csd2958 
Review Period 15 September 1972 to 30 September 1973 

Estimted Expenditures to Date Pro*ected E endtures
Period Under (Cumulative YearYear.Four

Review Total Three and Five(15-9-72/30-9-73) (28-5-71/30-9-73) (9-73/9-74) 
 (9-74/5-76) Total
 

$ 91,743 $151,307 $153,573 $275,246 $580,126
 

12,016 12,016 19,000 
 28,000 59,016
 
9,864 10,014 30,800 41,600 
 82,414 
20,014 40,824 53,660 97,320 191,804 

-0- 1,657 2,500 2,000 6,157 

-4;87 14,234 22,950 43,300 MO,48
 

.$137724 -$23a1,051 2$
 



Arts= A 

PASITAM: AIMS
 

UNDERLYING ASSUMPTIONS 


"Organization-building" Isone of
 

the key problems of development. The 

organization-building problem Isas 

complex as It Is commonplace. Ittyp-

Ically Involves the design and estab-

Ilshment of an action-system that Is 

highly unconventionai InIts environ-

ment, but one that rust become "val-

ued"--accepted, supported, and effec-

tively used--In that environment, 


Such orgenizatlon-building does 

not fall neatly Into the province of 

exports Inmanagement and admInIstra-

tIon. The task Isoften viewed as 

one of applying a technology, or a 

set o# technologies, to substantive 

pro.ums within a society--a task
 
that Involves more than technolog-

Ical expertise. 


This kind of orgaIzation-bul Id-
hIt I' O.f ew* dsrid bm*'a]ar. 
i to Its.prl-':!L!ha, |ze..two of 

and 
APPROACHES 

with new kinds of norms; to produce
 
significant constructive modifications
 
Intheir particular environments.
 

To address this type of problem
 
MUCIA has established a Program of
 
Advanced Studies In Institution-

Building and Technical Assistance
 
Methodology. MUCIA and Its members
 
participate Ina wide rPrige of Inter
national technical cooperation actlv-

Ities. Many of these Involve the
 
establishment or transformation of
 
organizations as Instruments for at
tacking development problems. There
fore, a basic alm of this program Is
 
to build within the Consortium an Instl
tuttonalized capacity to Improve the
 
organizational aspects of developmental
 
efforts--wlthln'lUCIA and outside It.
 

The Consortlum brings to this task 
a rich range of resources: expertlse 
Inmany fields of science and tech
nology; an array of competencles that 
bear upon the design, opWtion, and 
evaluation of organized systems of 

"ry, Wf aeu Ihgaactionacin n ag continuing esiper-' 
. to 

tar 
te in accordnce lance In international technical coopiati, 


eration activitles.. 



This program exploits those re-source$ to: 

(a)develop, assess and organize 

Institution-building knowledge

and expertise within MUCIA, 

and 


(b)establish practicel arrange-

ments for providing that know-

ledge to prospective users. 


The program Isguided by several 

basic assumptions: 


1. 2h objeotive ie utitZ tara. 
Itpresumes a collaboration between 

scholars and persons actively Involved 

Indevelopment efforts. The knowledge-

building agenda of the project ad-

dresses the needs, concerns, and expec-

tations of the latter, 


This Isnot primarily a research 
program Inthe conventional sense. 
Research of certain kinds Isan Im-
portant Instrumant Inthis undertak-
Ing; but the objective does not much 
call for original Investigation Into 
uncharted fields. The Initial emphasis isupon the Identification, anal-

ysIs, synthesis, and adaptation of 

already existing knowledge. The 

"knowledge-problem" Islargely one 

of defining that need, as a basis 

for Identifying useful kiowledge 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 
focus upon the analysis of field con-

ditions, and upon the Interaction ofInterventions and the environments 
in which they are attempted. Such 
analyses--hopeful ly--can lead to
utilitarian abstractions, 

2. Owdqpwah ie ooUsbovmiv. 
Practitioners and scholars must Inter
act. The collaboration isnot limited
 
to MUCIA personnel. Much of the rel
evant knowledge and experience, and
 
certainly most of the responsibility

for developmental outcomes, lies In
the places where developmental attempts
 
are made. MUCIA's aim Inthis program

Isto seve certain development needs,

and to help enlarge some of the poten
tials for constructive social change.

Thus Itseeks collaboration wl+h over
seas scholars, parctitloners, and their
 
Institutions. The program will succeed
 
to the extent that Itbecomes a cata
lyst, stimulator, and disseminator of
 
useful skills and knowledge. MUCIA's
 
own competence can only be developed

Incooperation 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 isopeationaZ, or'
 
aotion-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.
 

Itwill never be possible to ach
leve a precise, determinate assessment 
of our accomplishments: The results 
will be blended Into a variety of cam
plex undertakings. Hopefully, those 
undertakings will be better than what 
might have occurred without us. The 
design and operation of dovelopmental
action-systems will always to a 
con
siderable degree remain a matter of
 
art. Our objective isto help minimize
 
avoidable error, and to Impose somewhat
 
larger limits upon fortuity and caprice.
 

Such ends are served by study--pro
vided that the proper practical ques
tions can be addressed, and the answers
placed In the hands of those who decide 



and act. Therefore this program empne-
sizes tralnlrg, consultation, and other 

forms of Interaction with actual Insti-

tutlon-bul Iders. 


THE INITIAL AGENDA 


The program Initially concentrates 

upon a limited number of knowledge-

building and skill-and-knowledge-dis-

seminating activities. These efforts 

are Intended to be mutually reinforc-

ing. The crucial question Issimply:

What do we need to know? At this 

point we propose to address three 

broad, Interrelated questions: 


1.What Isknown about the effects 

of certain kinds of organiza-

tional properties or arrange-

ments, when they are estab-

lished Inspecified 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 Institu-

tion-Building Aims." 


2. What knowledge Isthere about 

characteristics of the environ-

ments of developmental efforts

that can, or should, guide In-

stitution-building strategies?

What methods can be developed

and used for analyz;ng task 

environments? 
This could be 

labelled: "Dynamic Character-

Istics of Instltution-Building 

Contexts." 


3.-What lessons can be learned 

from practIcal, development-

oriented: InstitutIon-bullding 

*fforts ,eossoo that bear 

"po methods o.f analyzing task 


e:Vioments-an upo n
theways
j*este Iihlngand 


operating action-systems with develop.

mental aims? 
This Is labelled: "In
stitutlon-Bullding Consequences of
 
Development Program and Project Efforts."
 

Concerning Organizational Design and

Operation. Planning and establishing
 
a 
system of action Involves considera
tion of three Interrelatod sets of

factors and their anticipated effect
 
upon a set of goals. The factors are:
 
(I)The task enviroawnt, the place or
 
places where the action Isto occur,

and the salient characteristics of the
 
place. ("Salient" means: likely to have
 
an effect upon what can and should be
 
done.) (2)The teohnology, or tech
nologies, available as possible Inter
vqntct:. In Me situation. And (3)the
 

fr),r:.zc:onatform t, the combination 
0t s;ructure, process, authority, re
sources, and other things that add up

to a specified action-system.
 

A great deal Isknown about these
 
aspects of organization. A consider
able amount of that knowledge undoubtedly

applies to various kinds of developmental

efforts. Itispractical knowledge

about ways inwhich organizations do
 
and don't work, the kinds of effects
that various organizational arrangements

have under specified conditlons, etc.
 

Assumptions about organizational

arrangements are Invariably built Into
 
program plans, project analyses, and
 
efforts to Install technologles--often
 
more Implicitly than explicitly. The
 
field of "project analysis," for ex*am
pie, Ismuch concerned with organizing

efforts to pursue particular develop
mental goals. But, oriented by an
 
economic approach, "project analysis"
Isprone to deal Inadequately with 
these organizational considerations 
Data about organizatlonel requIsites,
potentialitles.,iml :i ltations do not,/

comfortably fit en 
 Cm cfor* tof
analysis. 
Yet theoutcmesof .prOjects
 



m.,pr b i.dlltined by organize-
lionel factors asmch asnythling 
e ... 

One concrete aim under this part
of the programragenda Is to strengthen 
and enlarge established techniques of 
project analysis, by Incorporating 
considerations about project imple-
montatlon--whldh Implies organization: 

Other tengIbl. activities contan-

plated Include: 


I.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-
cIt set of guidelines for the 
work, Inthe form of Criteria 
of Relevance. Otherwise the 
sheer volume of materials will 
overwhelm us, and their salience 
will not be established. One 
prospective product of such 
efforts would be a series of 
papers focusing upon organize-
tIonal factors Incertain kinds 
of developmental efforts. 


2. Comparative analysis of concrete 
experience Isanother germane 
approach. A pertinent project 
area for analysis Is Health 
Delivery Systems, particularly 
because of the substantial 
amount of effort and Interest 
that now exist In this field. 
An appropriately broad view 

would envision "health delivery" 

as extending to the selection 

and establishment of medical 

technologies on the basis of 
task environment characterls-

tics. Another pertinent field 

for such study might well be 

agriculture. The broader ques-

tIon of organization of rural 

development programs also 
merits attention, 

3. Intersting end significant ques
tlons exist wlthln, the area Is
belled "Public Enterprises." Pub
lic sector organizations of less 
developed countries usually In
clude public enterprises, Intended 
to serve complex mixes of social 
and economic goals, established 
Inpreference to private enter
prise and as alternatives to con
ventional bureaucracy. Given the
 
sheer quantity of such organize
tion, and the significance Imputed
 
to this organizational form for
 
economic development purposes,
 
the analysis of factors affecting
 
the design and consequences of
 
public enterprises Ismerited.
 

4. Other empirically-oriented com
parative studies 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 Institutlon-bullding efforts. And
 
those efforts are always subject to the
 
overlapping tests of salience and situ
atlonal feasibility. 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 crucial questions
 
for Institutlon-building Is that of the
 
salience of an effort to Its setting.
 

Part of the answer to the question 
of salience depends upon characteristics 
of the situation, as they bear upon the 
prospects of Institutionalization. It 
Isusually easier to ride and shape a 
perceivable trend than to try to go 
agaInst It. And It .Iseasier to estab
lish an Institution compatible with 
existing soclo-cultural properties than 
one Involving clear conflicts with Io
portent pioperties of the established 
system. Guides to the assessment of 



S
 

environmental factors can enhance the What are their Institutional

effectiveness'of decisions about Instl-
 requisites, and what are their
 
tution-bulilding efforts, 
 apparent institutional proper

ties? Inthis way, and probab-

Tangible activities under this 
 ly Inother ways, It Ispossible


agenda Item might Include: 
 to examine aspects of the role
tlonships between science/tech1.Again, the careful, selective nology and Institution-buildlng.review of existing knowledge, 
 Given the amount of Interest inwith guidance Inthe form of a 
 science and technology as means
 

set of Criteria of Relevance, of development, knowledge about
 
such things as the Institutional


2. A comparative review of exper-
 requirements of various manifes
lences In one or more program tations of science and technologyfields, or "sectors," In a seems Important. So does know
quest for tentative and Ium-
 ledge about the extent to which
Ited generalizations about the 
 and ways by which science and
 
impact of environmental fac-
 technology are--or are not-tors upon certain kinds of 
 relatively self-institutionalizing

Institution-buildlng efforts 
 under given conditions.
 
(Including the appl icatIons of
 
particular kinds of technology).
 

Concerning Institution-Building

3. This agenda ttem Isparticularly Consequences of Development Program


suitable for case analyses--par- and Project Efforts. Obviously this

ticularly the comparative analy-
 Is not a discrete category of analysis.
ses of cases that appear to have It Isa particular perspective of apsome common features. Such anal-
 proach to concerns Identified Inthe
 
yses should be undertaken with other agenda Items. 
 The aim Is to draw two objectives inmind: To Iden-
 lessons from ongoingexperience, and to

tify salient task environment "test" knowledge from other sources. 
features, given certain kinds of 
developmental Intents and meth- Experience-oriented efforts might

ods; and to develop practical 
 take any of a number of different forms,

methods for performing task Including:
 
environment analysis Inconnec
tion with program and project 
 I.The on-site monitoring of a par
planning. 
 ticular Institution-building pro

ject, or--preferably--a group of
4. The analysis of certain rela-
 comparable projects, to seek
tions between aspects of "sclenco Insights about critical factor 
and technology" and particular 
 and to examine and perhwps advancetypes of task environments. Put the utility of prelses developed
In utterly primitive and prefa- elsewhere In the program. Suchtory terms, the assumptlons are: efforts cffer distinctive oppor-
Given the appropriate stipula- tunitles for colleborayIon bytlons or seifllcatolne of what nationals of the country or coun|s m tby"iscienco," "tech- I*tries In which projects are
,nol ," or,"scNie and: tech- cated. It would be desirable tonog" i.At iso possible to ak, have a relatively .coOn teschnologat arlan- levls af "Zoha+ranltf Icl component to.a set of projects 



_ _ _ _ 

tretel coaratlvely. From
this vieOw health delivery pr 
Jets might be highly suitable,
iter resource developmet pro
Jests would also be suited to
this approach, and there are 
other possibilItles. Exper
lence-orlented studies mightalso focus upon actlvltlie In 
such fields as education end 
agriculture, given the volume 

of knowledge and effort one
 
finds here. 


2. A somewhat different approach 

would focus upon efforts to in-

stitutionalize new norms within
 
a given society, or some compo-
nent of It,without the estab-
lishment of a specialized or
ganization as the primary car-

rier or "enactor" of such norms. 

Examples can be found Inthe
 
field of family planning, In 

efforts to bring about nutrl-

tIonal changes, and Insuch
 
fields as public health and 

agriculture. Perhaps on the 


L r reaches of this cate-
gory would be found efforts 
to Institutionalize entrepre-
neurlel behavior, 

3. The "experience" that Isger-
mane here Includes efforts to 
carry out sector analyses and 
sector planning, and to orga-

nlze both these activities 

and the Implementation of the 

proposals they generate. An 

object of study would be to 

ascertain the extent to which
 
Institution-buliding considers-

tions ere, or might be, Incar-

porated Inthese developmental

activities.
 

4. enmano field analysis might
exlane offorts to modai n ze 

tre--such as a deparuent or
school within a university, or
 
within a unit of government.
 

IMPLEMENTING THE AUEiM 

Implementing this agenda involves 
several related lines of activity.
 
They Include:
 

Continuing to refine and develop
 
our own program strategy, In light of
 our own task environment and our abiliti
 
to serve It.
 

The establishment of a Documentation
 
and Analysis Center.
 

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

The development of dissemination
 
arrangements.
 

The Advisory Cowmittee plays a key

role Inshaping, assessing, and helping

develop program strategy. Its contribu
tions Include the Identification of
 
needs and opportunities for action,

passing judgment on proposed projects,
 
and Invarious ways keeping the pro
gram properly aligned with Its alms
 
and Its setting. Inaddition to Its
 
own meetings, the Advisory Comeittee
 
will participate inmeetings with the
 
so-called External Comittee' of the
 
program, to consider and assess Impor
tent Issues and opportunities affecting

the program as Itdevelops.
 

The Documentatlon and Analysis Cen
tar serves as a repository for program
mterlals, and as the Instrument for 

_ _ _ _ 

*The External Comilte Is a "floating"
group of consultants and advisors,
eaInseffortso
odeniz hIncluding academic experts, practior transform one element within tioners, and repre1ntatives of WUC
 a larer orgmnlzelinal struc- Istittions. 



helping determine the state of the art 

as this relates to our ':oncerns.
 

Products of various projects flow 

into the D & A Center, as do materials 
germane to our agenda. 
The Center 

undertakes, on-site or otherwise,

analyses and syntheses of existing

materials. Itmonitors the products
of ongoing scholarship and experience
as these are reflected Inpublications
and reports. 
 Itserves as a studies 

center that can support scholarship, 

and thus Isconsiderably more than an
archive or reference room. 
 Its mate-

rials and Its work support the dis-
semination efforts of the program in 

impor'nnt ways. 
 Some of the analysis

that serves the needs of the D & A 

Center Isfostered Inpart through

support and assistance for masters'
theses and doctoral dissertations. 


A major part of the overall pro-

gram consists of knowledge-bullding

projects undertaken within the frame-
work of the agenda sketched above. 

The dissemination effort of the 

program Includes training, consulta-

tion, workshops, and applications of

assumed expertise to various projects

conducted by donor agencies, and by
development agencies InIndividual

countries and regions. 
A first step

Isa projected 10-day experimental

training program, for the team lead-

ers of Institution-building 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-
slonal school within the MUCIA complex,

to lay out an Institution-buildlng
approach to the design and oeratlon
of tachnolOllcelly-cnterd action-
System for ,loImsnt. publics,tions are aoWh meens of dlssmln-
t. 


PROJECT GUIDELINES
 

Po4e0" r On Impor+nt feture 
of the MUCIA Program of AdvancedStudies InInstitution-Building and

Technical Assistance Methodology.

The project device Isused to develop

knowledge about pertinent problems

and questions, to undertake axperl
mental activities, to develop mate
rials for dissemination, and to serve
 
other program alms.
 

The MUCIA schools are the primary

source of proposals. Projects my be
proposed by individual faculty members,

Informal faculty groups, MUCIA Coun
cils, the Program's Advisory Comittee,
 
or others.
 

Project proposals are submitted to
 
the program director, evaluated by the
Advisory Comittee, and approved for

funding by the MUCIA board. 
 Fomal
proposals are usual ly the products of

Informal descriptions and discussions
 
of contemplated work. Within the
limits 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 limited to
knowledge-building ictivities; at
 
present they Include nne projected

experimental training program for

the leaders of technical assistance
 
teams, and other "applied" projects

will be entertained.
 

Baic philosophlcal questions aboat
development are outside our project
boundaries. Our Interest Intheories 
and models IsutilItarlan and Instrum1tal. We ask three general questions
about any project proposal: Does Itpromise en operationally-usful product?
'ew consequontlel Is the product likelyto e,, and towhom? Ni Ithelp buld 



intitutionalized competence within
MUCIA 


Th Program's Advisory Committeehasadpted these.guldelInes for pro-
Jects: 


I. Scale. We do not entertain
large-scale projects, but will 
support feasibility studies and
seed-money ventures that anti-
cipate possible large projects. 

2. Tim. We prefer projects that 
anticipate a product within six 
to eighteen-twenty months of
getting slrted. 


3. MCLIA involvemnt. We prefer
projects that draw resources 
and facilities from more than 

one of the 14CIA schools (I.e.,

that do so not as a concession
to our preferences, but because 

It Is Intrinsically advantage-

ous to the project).
 

4. Acadmic involvemnt. Support
for graduate students, and for 
ongoing academic Interests of 
faculty, are Important Instru-
mental alms. 


5. 	 LC involvlemnt. Whenever 
possible, we prefer collabora-
tive participation In projects
by LC Institutions or members
of their staffs. 

6. Incremntalim. We favor pro-
jects related to established 
knowledge or to ongoing enter-
prises--e.g., adding a dimen-
slon to a technical assistance
project through monitoring,
building on past efforts or 
Investigations by collecting
materlols on a set of partIcu-
lar ventures and analyzing for
thems end lersons, or under-taking a "state of the art" 

Investigation. in general, 
we mln;mlze emphasis upon

do neO research. 

7. Nature of reults. We desire 
contributions to the Program's

Documentatlon and Analysis
Center, and applications of
findings In programming, admin-
Istration, consultation, traln-
Ing, and education.
 

We ask the following questions

about knowledge-building project
proposals:
 

I.Does the project promise to
 
produce knowledge that can
 
Influence practice? Who are
 
the potential users? Do they

Include less developed coun
tries?
 

2.Isthe product likely to be
 
strategically significant?
 

3.How Isthe proposed project

related to (a)the current 
state of knowledge In the 
field Itaddresses, and (b)
other ongoing studies and 
activities? 

4. Ifthe project Isconcerned 
with "model building" or
"theory building," will the 
models or theories be useful 
to our alms and Interests? 

5.Ifthe project involves empir-
Ical 	description and analysis,
then: Are data available? Does 
the study promise scme useful 
generalizations? WiII the data
obtained or generated have any
potential additional utility?
Is the project action plan 
plausible?
 

6. How does the project relite to
other MICIA interests anl actl
vltils? 



7. What sort or sorts-of dlssem-
 D. Woods Thmms,Inatlon arrangements are in- INlt 
et at., ads. 

tutr.u etld, S n , 1972.cl uded? 
Melvin glase. ziwntium jwzaqFor further reading on 
iB,see: bwwoobk. NUCA-Pasitm 1973.
Thomas and Fender. ads.
Joseph Eatons ad. umtitut~,i d- Confvena onI"s
in#*sa Devzopmnt. Sage Publica- tas. AID, 1969.tions,r 1972. 
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INSTIIUTION-UILDING: NTS CONCER N CA PROGRAM STRATEGY 

Preface 

This paper isnot a definitive statement. It contains no conclusion. 
1t seeks only to provide a perspective, in terms of which
 we can think and talk about institution-building, and thus to stimulate
 some Judgmnts 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 inour view of aims and obligations. Hopefully, it offers
 some Judgments that can be reflected indecisions about our program,
even when individual items on that program 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 intermediaries for technology transfer, or what have you.
 

During the course of our conference/retreat, we shall discuss
the institution-building perspectives of experts from foundations and
the Agency for International Development. We will look rather closely
into Ruttan's argument and Utterback's findings (with papers availableahead of time). We will talk with foreign and American experts inefforts at institution-building, in fields ranging from agricultural
higher education to management and industrial engineering.
 

Hopefully, while doing this we will be thinking about the conclusions we want to reach for ouselves--about the ways we want to
 go, 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 inwhat it says, but inany
contribution itmakes, along with the rest of our efforts inJune, to
 
you, and to all of us.
 



The State of the Art
 

About ten years have passed since Milton Esman's article, "Insti
tution Building inNational Uevelopment," was published in the International
 
Development 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 l960s an Interuniversity Research Program in Institution-

Building (IRPIB) was created. 
About forty studies were ,ounted, the
 
results of which are summed in Joseph W. Eaton, ed., Institution Building
 
and ilevelogment: From Concepts to Application.2 and inMelvin G. Blase,
 
Institution Building: 
A Source Book, published by MUCIA inconjunction
 
with the U.S. Agency for International Vevelopnent, in 1973. 
 Conferences
 
and seminars were held inthe United States and abroad, one of which
 
led to the publication of Institution Building: 
AModel for Applied
 

Social Change,3 i.Woods Thoms et al, eds. And the Agency for International 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. Itposits the organization problem as one of
 

luecember, 1962.
 

2Beverly Hills: Sage, 1972.
 
3Cambridge: 
 Schenkman, 1972.
 



(a)devising effective organizations that (b)will bring about 
desirable norative changes in their environments. 4 One significant 
application of the institution-building perspective during the 1960s 
was the CIC/AID study of a group of technical assistance efforts ainmed at 
Building Institutions to Serve Agriculture, to cite the title of the 
sumary report that resulted., One product of this venture was 
another, somewhat different perspective on the institution-buildingprocess, known as the Rigney-4ciermott model. 6 The aim of this state
ment was to add a temporal dimension to the IBframework, by laying out a
 
sequence of major steps and events seen as characteristic of an ideal was
 
institution-building technical assistance project. The perspective
 
inspired by experience intechnical assistance-based efforts to develop
 
land grant-type universities overseas.
 

The Rigney-Mc~ermnott statement illustrates and in a sense epitomizes
 
one approach that institution-building efforts have taken--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 
imwdel by using it in individual case studies, and to apply it in training 
practitioners.7 An attempt to apply the Esman perspective to program 

4The perspective isdescribed by .sman in: Eaton, Ch. 1; and in 
Thomas et al, Ch. 5. It is also summed inBlase, Ch. 1. Comments on 
its characrie'stics, by Siffin, will also be found ineach of these sources. 

5I.L. Baldwin, project director. Published at Lafayette, Ind.: 
Committee on Institutional Cooperation, 1968, under contract with the 
Agency for International Development.

6Re. which see: Thoneas, chapters 9,10. 

7For a characterization of such efforts see Siffin: inEaton,
 
at pp. 53-b7. 



operation 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 developmient of a
 
particular organization. One effort at generalizing andlyses was also
 
made, by William Pooler and Richard Uuncan. The aim: to see if the
 
Estmn-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 irple, en
tation. This study involved a comparative analysis of more than 40 
technical assistance projects, of which 30 had existed for at least
 
.Aght years. The results are reported inEaton.9
 

Among the conclusions of the Pooler-Ouncan 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. Inother 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 Juncan found that
 
leadership, internal structure and resources seemed to correlate most
 
highly with success, within the tenns of their analysis.
 

Project success correlated also with the extent to which the host
 
country was willing to grant authority to the organization; and with 
the extent of efforts 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 for the 
results of the project. 

But In: C#. 6,9 
$M and 


t soisbldit., .iA Eqrcal Test," pp. 183w22S.
 
Vi i S. Pl|r chard L, luncen,, ,"Technicalt Assistance 

In 



TMe success of projects also varied with the degree to which the 

host country controlled actual or potential competing activities. 
.Ratherobviously, the consistency of host country support also affected 

project success. 

Finally, there was a relation between project success and the degree
 

to which the project was "similar" to on-going activities in the host 
country. Sixty-four percent of all projects that were dissimilar to on
going activities intheir content, function, and philosophy of operation, 

and also at variance from the societal value system, failed. (For an 

n of 33 projects.) The Pooler-Ouncan 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 inthe first decade of institution
building studies. Itsought to generalize about the effects of different
 

approaches upon the outcomes of organization-building technical assistance 
efforts.
 

Other 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 Conilla 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: AView 

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

After at least a decade of inquiry,.argment, and elucidation where 
do we stand? What is the state of the institution-building art, and what 
are the Implications for the future? 

Il tre OAme, Indiana: University of Motre Dam Press, 1972. 



For one thing, a sizeable number of practical questions have been
 
formulated to guide and inspire would-be insttitution-buildng.11 
 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 16 ideas as linkages are useful to the
 
managers and other officials exposed to them.
 

Question development has probably been pushed to its fullest
 
develolmient inthe Thorsen evaluation profiles of a 
particular organization.

There are two profiles, respectively concerned with institutional charac
teristics, and administrative-managerial characteristics, amounting to 74
 
specific questions, each to be answered inthe 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 detdiled
 
judgments. 
It isassumed 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 imtters, 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 lies intheir answers. As things stand, the 
[B questions and checklists are largely predicated upon the assumption

hat knoWing 'practitioners will find answers suitable to their particular 

1 for i lsr1 
ig 1 9,1ii*, 

at've list see Eaton, pp. 34-35, the Thorsmn profiles74'and '176; and the illustrative questions posed by Smuckler, 
l 

http:insttitution-buildng.11


Sittions, from their own expertise or from sources that do not to a
 
large extent include 1B literature. It is fair to conclude that the
 
initial 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 inwhich
 
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; 
a 
second phase that concentrates upon internal aspects of organization
building; a third phase focusing upon the building of support inthe host
country political environment; and a final phase wherein the organization
 
becomes valued inits own social context.
 

At first glance such statements may seem obvious or trivial. 
 But 
this isnot necessarily so. 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. 
Ifthese 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 
penetrating strategic prescriptions of Lindblom and Hirschman about the 
shaping of action-strategies for development under conditions of considerable 



indeterminacy. 12 

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 isequal, metaphorically, to thirty minutes of
 
salt pork's immersion inwater 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 inMelvin G. Blase's Institution Building:
 
A Source Book. 13 

In225 pages, Blase has reported the finding of 134 different IB 
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 projects 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, limited,
 
practical generalizations about aspects of the conduct of institution-building
 
efforts. Contradictions and inconsistencies invarious findings themselves
 
raise some interecting questions.
 

12"Economic:Uevelopmnt, Research and Oevelopment, Policy Making:
 

Some. Converging Views,* Behavoral Science, April, 1962, pp. 211-222. 

14UCIA/AI, -1
973.
 



The word "limited" must be applied to the findings documented
 
in a'se for several reasons. Many of the prescriptions and recommen
ditions derive from individual case studies. Also, it ishard 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 ina related enviroment
 
so these are marshalled in support of the organization and its innovations.
 
"Doctrine must be sufficiently specific to obtain authority to operate.
 
Specificity inexcess of this minimum, however, may place undue restric
tions on program development." "Host institution doctrine ismeaningless
 
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 itwould be possible to construct out of the Blase volume at
 
least a prefatory guidance manual for would-be institution-builders, dnd
 
for planners and evaluators of proposed institution-building projects.
 
The manual would never be a sure guarantor of success, and itwould be
 
incomplete ina number of ways. Itcould, however, at least identify
 
and array some of the lessons of experience that have been gained at
 
no small cost intime and talent. Hum.ble intone and Machiavellian in
 
tinge, such a manual could be a source of sensitization for certain
 
kinds of operatives. But itwould still be subject to a limitation that
 
runs through the existing literature--the inherent limitation of all
 
"how to do it"treatients.
 

To some small extent the existing body of institution-building
 

iterial does address the question: W to do? But only ina limited
 
negative fashion--by raising issues that might insome cases lead to
 
conclusions that the conteiiiplated action is Impossible, 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 "how 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 inthe 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: Itposits more than itderives, and thus offers more of a
 
scenario than a format. The sketch di)es indeed illuminate the com
plexity and difficulty of an institution-building venture in technical
 
assistance. As education the illustration isvaluable; as prescription
 
it leaves more to be desired than isever 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 de?ends inpart 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 isalso
 
a matter of opinion. No grand and powerful new discoveries of strategi
cally potent knowledge seem to have emerged. In fact, one somewhat
 
surprisinn 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-buildlng has been, aid remains, a concern
 
of practitioners and prescribers of practice. For various reasons,
 
they have not found much wonder working power insociology, anthropology, 
and the like. Nor have the economists, qua economists, been of great 
help. 

The decade's work can serve as the fit foundation for a further 
rnd Lof elytic'effort--a round that probes more deeply and concludes 



ideterminately about organizational strategies of soctial change. 

This will requitre some adjustment in the balance of involvement in 
institution-building investigations. General concerns with such
 

matters as "leadership" and "organization" will have to be disaggregated, 

in order to achieve statements about how particular kinds of leadership 

and organization are likely to work, in particular circumstances, in 

the service of mre or less specified ends. The role(s) of technology 

will need to be spelled out inways 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 met, 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 polit- 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."14 

From this perspective, institution-building alms and interests
 

are not limited 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 f9r a Knowled-Buildint Strategy 

1. Guidsnce for Goal-Stting. In the existing 1B literature the 

institution-building problem is frequently treated as a situation
 

J. Bernstein, cited in Olase, p. 253. 



facing the manager, entrepreneur, or advisor whose general goals
 
are given, and whose challenge is to achieve them. The Rigney-Mcoermott
 
perspective isan example, although it does note that goal-seiting 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 impleientation of a generally
 
specified objective under novel and complex conditions of action.
 

There is much to ba 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 de;iding what ought to be done. In fact, ifthe wrong
 
things are done reasonably well, the effects may be even worse than
 
failure, and the principles and preference that gave rise tq, or at
 
least justified, & line of action may be perverted.
 

It remains true that, as Lindblom, Hirschman, McUermo.;t, and others
 
have noted, that incomplicated endeavors whose outcomes are not entirely
 
predictable, goal-setting isnot 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 1B's
 

strategic concerns.
 

Some people argue against the very idea of a rational goal-setting
 
clculus, but this argument is irrelevant to our interest. Guided
 
social change efforts are invariably subptimizations. They are instru
mental to 1arger purposes within or among societies. They are, in other 
w a&awel a ends, there is nothing illogical aboutAs and 



In the broadest term. gal-setting analysis involves two related 
,1ssue5-figgkJbJ.i and suits ty. Efforts that seem doomed to failvr' 
pobably out not be mounted Nor rshould efforts that do not promise 
positive answers to the question: Will the undertaking, if successful, 
make a worthy contribution to economic, social, or political objectives, 
or soa combination thereof? 

A useful starting pint for an analysis of feasibility and suitability 
isthis assumption: that the outcome of an institution-building effort
 

is determined by the interaction of four kinds of factors: goals, 
tochnol-o, organizational 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 if itwere) 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 environment. Again, t.he requiremnents of any particular technology 
will determine some of the characteristics of an organization. At the 
same time, the organizational potentialities inthe 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 Is 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 agricultural scientists decide whether a 
jarticular technology will work in a given place. On the basis of 

this sort of analysis they recommend a particular crop rotation, a 

particular fertilizer use, and so forth. They set a goal (admittedly a 
rather obvious one), when they recommend: Do this in order to accomplish 



that, for this will work inthe given circumstances. 

When an organizatlon for the delivery of such expertise is already
established; when the properties of the task environment are easily

known; when there is tested technology, then this logically complex 
calculus of change or development is in practice not very formidable. 
dany 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, 
mal.rott 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 unattainable. 

In sumary, the argument here isthat goals are one of the crucial 
concerns of institution-building analysis, and that they nmust be
 
treated as one element of a set of Interacting factors. One product

of this approach is the promise of answers to a 
question that was
 
only acknowledged during the first decade of IBstudies: 
 What are
 
the right institutionis?
 

Vernon Ruttan offers a practical demonstration of this 4.nalytical
 
approach--one that shows how a
combination of general norms and task
 
environment characteristics can be combined inan analysis that, In
 
certain circumstances, can contribute to an improved calculus of
 
institution-bui ldt g goal-setting.
 

He starts with the axiom that institution-building should be 
regarded as a response to the emergence of new technical opportunities, 
rather than as a source. 1 5 

.Technolo Institutional Transfan Iuei1s~c Wn Insti-tutional Cha iin Agricultural Wevel oet 



1n this view, technology and institution-building are inter
dnt. Technology can he transferred in more ways than one; 

but one important form is the transfer or establishment of "local 
capacity for invention and Innovation of a continuous stream of 
locally adopted technology., 1 

One important institutional form that has been used to promote
 
such transfer of capacity has been intermediate institutions, exem
plified inagriculture by CYMMIT, IRRI, etc. 16
 

As mechanisms combining the mastery of technology with a particula
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.)
 

Nuttan offers Illustrations of ways inwhich task environent
 
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 inthe rate...and level ...
of acceptance 
are [in Griliches' analysis] both functions of the profitability of a 
shift from open-pollinated to hybrid corn.',17 "...relative factor 
prices affect not only the choice of existing technology but the
 
direction of technical effort and hence the direction of factor bias
 

i
 
1 "Technology Transfer...," p. 5. 
16For other observations about intermediate institutions see
 

Landau, "Linkage, Coding, and Indeterminacy," inEaton.
 

uttan, ibid., p. 12.
 



in the new production functions that become available to producers
 
over time and among areas.",16
 

Where this line of reasoning applies--i.e., in fields where
economic criteria are liable to affect production functions--the Ruttanperspective offers important premises for institution-building strategy.Grant that technology should aim at the exploitation of unique environmental resources inareas of actual 
or potential conparative advantage.
Potentialities of this sort are subject to an economic calculus that
 
can guide the choice of goals.
 

There isalso the caveat: 
 "Studies inLDC's have demonstrated
that institutionally determined biases in relative factor prices have
induced patterns of technical change that have been inconsistent with
relative resource endowments.,,19 Certain kinds of in'stitution-building 
can have adverse economic consequences.
 

Ruttan also notes that itwas "an institutional lag in the development 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 fertilizer, 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.
 

1gI_b!d., p. 14. 

19o . 
1 p. 14.
 

.v20.
 

http:tropics.20


Frm .uttan's viw, one need is for effective strategies of what 
ho 5calls-ncPacitY transfer." To do this meaningfully inthe field of
economic activity, itisnecessary to specify the socdo-economic con
ditions under which capacity transfer will stimulate the exploitation
of economic opportunities. He sees the "possibility of developing
models of organizational behavior induced by either technical innovation 
or institutional innovation." And he notes that one important general

problem of transferring technology through Institutional means is
 
that of allocating the gains and costs that result from the transfer.

Concerning this problem he finds the JCRR experience on Taiwan sugges
tive. 21 

The Utterback study of applied research institutes inLatin America
 
supports Ruttan's assertion that institutional evolution tends to be
 
a 
reslonse to existing economic and technical opportunities, rather than
 
a source.
 

"Insum, 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
 
expecteO to have a
greater frequency of technical success and use. Con
versely, projects initiated inresponse to available technology, directed
 
toward a general need or group of clients, and involving an area inwhich
priury knowledge of the relevant technology isdrawn from sources other 
than face-to-face contact would be expected to have a lower frequency
of technical success and use."22 

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

2 11bid., p.29. 

22Utterback. 
p. 15. 



grow out of previously specified needs. On the other hand, of eight 
projects whose results were not in use, seven had been stimulated
 
by 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
 
institutional means, and their positions reinforce one another. 
From
 
Ruttan's view, institutional characteristics and economic criteria
 
must be taken into account informulating effective and appropriate
 
technology transfers, and illustrative evidence inagriculture appears
 
to bear out the argument. From Utterback's view of what has and hasn't
 
worked in20 efforts to apply technology, the existence of prior need-
e.g., receptivity and utilization capability--is enormously important.
 
Ineffect, the "needs" seem to fit the sorts of institutional and
 
economic factors that Ruttan refers to.
 

Both Ruttan and Utterback offer contributions to ieeting one
 
crucial requirement of effective technology transfer through institu
tional means--the requirement that task environments must be describeu,
 
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--i.e., to posit that goals, technology, organizational
 
format, and task environment are the 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 
enviroruent of a particular institution-building effort can be described 
and assessed, the basis for a linkage strategy can be established. 
The time-diuseuion of 1B concerns, addressed by kigney-Nciermott though 

re a 10edged in the earlier 1S perspective, is not ignored 
ipa o of I as thy devielogmnent of a system over time. Actually, 



the s4sto.p00"ctIve,has'no, power, no magic of its own. it -merely
 
indiLeteis in a gross and general way, what things have to be taken
 
iy, Laccountone
if is serious about efforts to foster particular 
developmental changes through organizational-and-technological means. 
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 Illustrated above, we can help 
produce a better basis for the goal-setting aspects of 1B efforts, 

and in so doings get at the kinds of problems on which IB efforts 
ever really launched. 23 

have sometimes foundered before they were 

2. Strateoles and Tactics of Organizational design. 

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) Orgnizational Networks and the Function of "Intermediaries." 

In a technology transfer arrangementone of the crucial problems is 

"bridging" between technology sources and target areas where applications 

are sought. The contribution of "intemediaries"--organizatlons 
located somewhere between technology sources and technology targets-

has been noted. The practical success of certain international inter

231ncidentally, and parenthetically, Ruttan's concern with goals 
is not limited to the aims of particular social change ventures. In 
the concluding section of his paper he raises an interesting (harrowing?) 
issue concerning the very goals of social science, when he asks: Might 
the returns to investment in social science be subject to measurement? 

ight the test of such measurement be ".. .the new income stream Ade 
available 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. 



adiary organizations in agriculture, technology per so, management 
an elsewhere has spurred emulation. A numer of interesting and impor
tant questions about such Intermediaries might be studied with profit. 
There are "extrinsic" questionstabout environmental factors that 
help determine the relevance of intermediaries, and the limits theory. 
There are also "intrinsic" questions, about the organization of 
intpmediaries and the design of formal linkages. 

For Instance, Uttorback's above-cited study addresses a crucial
 
question: 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 tem in 
a different sense than in the preceeding paragraph] inthe transfer 
of technology. These 'gatekeepers' seem to be able to translate
 
between the codivg scheme of the environment and that of their own
 
organization.... 24
 

A distinctive characteristic of these individuals was the fact
 
that they had worked abroad. They had the ability uboth to establish 
contacts abroad and to communicate with foreign experts at the insti
tute." 25 One implication--as obvious as it iselemental--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, itseems
 
that education abroad isnot a substitute for work abroad, inthis
 
particular context of concern.
 

Iffurther evidence supports the Utterback finding, then one. 
aMitional Ito of c'ncrete knowledge can be used In helping design 



inwrmolary organizations to serve effective technology transfer. 

(b) *'nternalStructure." "Organizational Fornat., or the 
Fuctional Effects of Particular Types of Organizational Arrane-ents.
 
Atleaist one school of architecture has tried to make 
an axiom of 
the aphorism that "form follows function." Ifgrievous aesthetic sins 
have been justified by this slogan, there is 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 hive 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 lines of investigation are numerous. They range from 
soclo-psychological questions concerning inducement and reward arrange
ments inorganizations (some of them touched on by Uerge et al in
 
the CIC/AIU 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 4genda--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 

26The experience of the National Institute for Training in Indus
trial Engineering at Bombay is one germane source of it,as N.S.

AtIswft, one of the participants in our meeting and the head of NITIE, 
cn perhaps attest. 



address the issue within the general framework of our IB orientation. 
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 innonvation 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 'e likely to have an innovative impact upon its environment?
 
1n 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 in tropical
 
areas, the vital constraint.
 

Thus innovative potentials are affected by organizational factors.
 
But task environment characteristics must also be assessed. 

Given the Ruttan view of institution-building for technology transfer 
as responsive rather than essentially initiatory, and the evidence 
offerd by Utterback, "fneed" is a factor of profound importance to 
umoton. Insme 'development" situations the fundamental problem 



its to ascertin the needs--especially the needs that are also oppor
tunities. "Need-eking" sometimes degenerates into sheer dingalingery, 
as the evidence from some past comunity deve.opnent programs suggests. 
At other tims it degenerates Into something else--into the specification 
of a "need" in terms of te presumed responie capability of a particular 
technology. Thus do livestock specialists, cotton specialists, dam
 
building specialists, and other specialists often determine "needs."
 
They define the problem in terms of the kind of "solution" at their com
mind. Ifthis isentirely understandable, it is also sometimes disastrous. 

Establishing needs that are also opportunities requires an assessment
 
of the response otential that is inherent inthe 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 isremoved--through the right new varieties--then
 
irrigation facilities may become a primary limitation on the next
 
round of production increases, etc.
 

This line of argument has a number of implications for institution
building as an instrwnent 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.
 
Inothers, 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 Ibvious implication is a very real need for policy
program-project atalysis capability not bounded by or focused upon 
technology gr se or institution-builidng per so. Even ifthe generic 
aim of institutional transfer were technology transfer, the aim, could 



not be sufficiently served by infonmation about the intrinsic properties 
of particular technologies, and the attributes of organizations-viewed.
 
as-institutions.
 

To strike for continuing innovation intruly primitive domains,
 
one crucial need isfor mechanisms that can define unfolding sets
 
of ranging problems. This, of course, is the presumed object and
 
intent of planning agencies. All too often, however, they are them
selves (a)poorly designed inorganizational terms, (b)narrowly bounded
 
by their own analytical technologies; and (c)poorly linked with the
 
relevant task environments. 
Inmany 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 mechanismeis, as
 
intended mechanisms 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 probleiu-defining insettings 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,
 
normative, and diffused. General statements about linkages stimulated
 
specific thinking about organization-environment relations, and
 
encouraged people to perceive an organization's dependencies, comple
mentarities, and impact targets, and the interrelations among them.
 
The perspfctim generated good questions, and left individuals to find
 
their own answers. 

Over the:years, experie,-e with such questions has produced some 
vsfulitransferrable pragatic information about various kinds of 



linkages thatmtter in various kinds of situations. They have not 
Produced rch In the wy of operational methods for analyzing task 
environments. There remains a gap between the generalities of the 1B
 
perspective and the particularities of concrete dCtiOn.
 

The gap will never be completely closed. By nature developmental
 
situations are in some ways novel or unpredictable. There will always

be unknons, and they will always include parts of the answer to 
the question: "What is out '.here that really matters, that determines
 
the feasibility and utility of a possible intervention?"
 

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

Aldsl Relations between the particular and the general always
 
involve trade-offs. When particular situations vary, then the more
 
we generalize about them, the iire we wash out the variances. 
Assuming
 
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 firther than ithas. The systems perspective itself
 
isone beginning, one not entirely free from danger. 
To examine something
 
as a "system" is to posit the existence of certain actual or potential
 
prop-rties and,.relationships among them. 
Even ifthis isan admittedly
 
sound assumption, the difficulties that can inhere initare suggested
 
by the fact that'& chess game can be viewed as a system....
 

The aim of task environment analysis isto identify the salient 
propertie. of a situation inorder to predict the probable effects of 



an intervention. Insaying 
hat matters abaut a situation we also,
 
in effect, say what doesn't matter, for the analysis must alway.
 
eliminate and simplify. 
Thus economic analysis analyzes in termis
 
of economic properties, in accordance with economic criteria of
 
relevance and economic premises about cause-effect expectations.
 
Engineering analyses proceeds in terns of physical properties and
 
relations. Unfortunately, social and behavi.ral analyses tend to
 
poceed 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,
 
organization, and technology. 
For example, somewhat as Thorsen has
 
drawn up lists of quest-ions 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 perform in any case. 
Where project analysis is explicit,
 
systematic, and economic inmode, then such checklisting can add a
 
dimension.
 

There are other possible methods of task environment analysis
 
pertinent to our concerns. 
They range from the field reconnaissance of 
"wis4 ,men"to elaborate computerized simulations. One of our own 
needs is to address the general question--or,, wore precisely, mnageable 
aspets of te question: How can task environments better be ana;yzed 
asa !lsisfor effective technology transfer through institutional
 




