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Agricultural Economics 4250
 
Agricultural and Rural Program Planning
 
University of Tennessee# Summer 19Y1
 

SOME GENERAL NOTES ABOUT THE COURSE 

This course is designed to help you deal more effectively with decisions thai
 

you may encounter as a technician, administrator, or advisor associated with agri

cultural and rural change agencies. The intent is not to make a sophisticated
 

analyst out of you, or t> burden you with a lot of facts or answers about the "best"
 

ways to design programs. Rather, the hope is that you will come away from'this
 

course with greater sensitivity to important socioeconomic considerations in pro

gram planning and implementation, a more systematic thought-pattern for diagnosing
 

action possibilities and evaluating alternatives, and an exposure to some creative
 

ideas in program content, organization, and analysis.
 

A course outline is attached. I will give you thumbnail sketches -f the key
 

points to be covered under each topic. These, along with a limited number of core
 

readings, will be used as points of departure for further elaboration, illustration,
 

and discussion in class sessions, Interspersed with these will be a few "let-their
 

hair-doWn" sessions with persons who have had firsthand experience with program
 

planning and administration here-and abroad.
 

To help you apply and synthesize course content, there will be some hand-in
 

exercises related to diagnosis of needs, action possibilities, priorities, imple

mentation steps, etc. These will be returned to you with. comments for you to blend
 

together in the form of 
a report at the end of the term. In these exercises and the
 

report, you will be focusing on a program of special interest to you individually-

e.g., a program that you have worked with previously or may be working with in the
 

future.
 



Also to help relate things to your parti lae-int ests, you wLll be asked tc 

do five "personal exploratory readings"--chapt ;-_IL-rbooks, Grticlss etc. They 

could represent further elaboration of core analyticai content and/or applications 

to programs of special interest to you. For each personal exploratory.reading, I 

would like you to jot down on no more than a page or two -th points that strike you 

a.,especially interesting or unique, along with an p'ughts that strike you about 

conceptual strengths and limitations, possible arpjicationsx etc* These reading 

notes will be turned in.-three by July 7 and the other two by July 19-and I'll 
* 
 4.
 

return them to you, This is to encourage you to h~vr..notes on these readings in a 

form that will be of maximum use to you in the futuke. I shall give you lists of 

some readings related to the various sections of th&,qoursej but your exploratory 

readings certainly need not be restricted to those.. 

Grades Ln the course will be determined j;-roxWhtOey as follows:
 

Exercises and term reporto..... °o.t.., ,.;o..oo....,35%
 
Personal exploratory teasings-'-, oo o*,- ,°°°, °°z27 
Contributions in class....°........ 0o.*. .66.o15% 
Final exam.......oooo 0o.o.,....oo .o, o ,o o©* 0 . 

If there is anything I can do to help you to undert6nd and apply the
 

material, or explore ideas in further details, or provide.leads to further refer..
 

ences, please don't hesitate to come in to see me o r! phone me. My office is in
 

302 Morgan Hall, my office phone is 974-7231, and my phone is 693-0147.
 

DavidW.ron 
1, International ,:ofessor of
 
U Agricutural Iconcmics 
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AGRICULTURAL AND RLAL PROGRAM PLANNING
 

I.',,ProgramPlanning and Change-Agencies in Perspective
 

A. 	Introduction
 

B. 	Change-agencies as vehicles for agricultural modernization and rurai
 
development
 

C. 	What program planning is and-does
 

II. Deciding What to Do and How to Go about It
 

D. 	A framework for operational decision-making
 

E. 	More on goals, constraints, and decision criteria
 

F. 	Some operational methods for evaluating program alternatives
 

G. 	Pinpointing program needs and possibilities
 

U. 	Some decision complications and refinements
 

Ill Putting Plans into Action
 

I, Creative organization and administration
 

J, Program phasing and blending
 

K. Geographical organization of programs
 

Le Legitimation, motivation, and leadership
 

M. 	Coordination and communLcation
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UNIT A. INTRODUCTION 

-THE PROBLEM OF CHAINGE-AGENCY CH*IES*************************************,apa, 

1. The central concern of these notes is improved effectiveness in designing
 

operational programs related to agricultural umodernization and rural development..
 

extension, agricultural rese~arch, production credit, soil conservation, marketing
 

schemes, comunity and regional development, land settlement and reform, and many
 

others in roots"which "grass actions are involved. 

2. Common to all these "change-agencies" is the fact that (a) they usually
 

have only limited fundsp personnels and facilities to put to iuse in 
 working toward 
program objectives; and (b) there usually is more than one way in which these 

limited resources can be utilized,
 

E.g....Mass media vs. local meetings vu. Uemonstrations In extension...Basic
 

vs. applied research in experiment stations...Responsive vs. needy farmers in
 

allotting credit...Immediate relief measures vs. 
long-term vocational training in
 

alleviating rural poverty.
 

3. The basic decision-making problem, then, is: How to allocate limited
 
change-agency resources among alternative possibilities, within the bounds of
 
institutional ccustraints, so that achievement of program objectives is maximf.ed? 

TWO KINDS OF DECIS 

4. To simplify things, it is useful to divide change-agency decisions into' 

two kinds:
 

ao 
 Deciding what to do (program content and priorities).
 

b. Deciding how to put these cowponents into effect (implementation).
 

http:maximf.ed


FOCUS ON SYSTMUTIC ANALYSIS NOT PAT ASWMS***** 

5. Pogam emphases and methods that are best for one change-agent (e.g., a
 
county extension director) 
may not be best for another. Agency resources may differ 

in amount and quality; agronomic and human responses to a given action will vary 
from place to place; social and political attitudes may rule out certain courses of 
action in some locales; program needs and objectives may differ from place to place 

and time to time. 

6. The units that follow seek to provide useful concepts and techniques to
 
enable change-agency technicians, administrators, and advisors themselves to do a
 

more systematic job of analyzing program possibilities and making decisions...the 

aim is not to prescribe hard-and-fast answers. 

7. 	 In general, effective program design will entail an analytical sequence 

the 	following sort"
 

a, Assessing the existing situation relative to desired achievements,
 

and pinpointing obstacles to such change.
 

be 
 Formulating the action possibilities that the agency can consider and
 

assessing the likely outcomes of each alternative in terms.of relevani
 

program goals and constraints*
 

c. 
Using appropriate decision-making criteria to arrive at the "opti-"
 

mix and/or sequence of actions,
 

d. 	 Developing a plan and organizational structure for putting these 

decisions into action. 

c 

http:terms.of


8. At the heart of this approach to program planning is the economics of 

resource use--especially the "opportunity-cost" or "equal-targinal" principle.,. 

the notion that effective decisions can be made only by knowing what will be given
 

up from other alternatives when considering any given possibility.
 

9. But we will be drawing on useful insights from other disciplines as well.

development administration.. .sociology,*,education,. location theory.., systems 

analysis...sampling. ..and others. 

OVERALL OBJCTIVES***************** ************************************* 

10. So hopefully, this study experience will help you in several ways* 

a. 	 To have better understanding of the roles of change-agencies as 

connecting links between public policies and "grass roots" response 

in agricultural/rural development.
 

b. To be able to diagnose more systematically obstacles that prevent 

agencies from being effective in stimulating change and to pinpoint
 

relevant improvements.
 

c. 	 To distinguish between "value judgments" and "technical judgments" when 

analyzing program possibilities. 

d, 	 To be able to apply simple concepts from economic and decision theory 

in dealing with choices and priorities for action programs.
 

e 	To be acquainted with some useful aids inprogram planning and
 

evaluation--berefit-cost analysis...critical pathing...bench mark
 

surveys...pilot projects...use of targets...and others.
 

fe 	 To be acquainted with possible organizational and coordination
 

approaches for implementing programs in creative fashion.
 



. To be sensitiVe to the importance of human roelationshipsvand motiva, 

tion. n 69factive program 4ain and exection. 
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JNIT B. CHANGE-AGENCIES AS VEHICLES FOR AGRICULTURAL
 
MODERNIZATION AND RURAL DEVELOPMENT
 

CIRCUMSTANCES MAY BE BEYOND INDIVIDUAL **T************************************ 

1., Individuals in society aspire for better things in life-adequate food and 

housing. , good healtheomore opportunity for their children..money to buy modern

day luxuries, .more leisure...security,e,equity and: justice in dealings with others...
 

freedom to do-4hat they want.*.and many others.
 

2. But, especially as a society "modernizes" (specialization greater mobility,
 

breakdown of close family and community-"welfare" ties), people may not be able to
 

be productive or to improve their lot without help from others.
 

3. Low productivity and/or poor living conditions may stem from either:
 

a. 
Constraints and events in the underlying environment--e~g., poor
 

soils, drought, economic depression, obsolescence of skills arising
 

from changing technology, shifts in demand for certain goods and
 

services, land scarcity, weak bargaining position in transactions with
 

others, tenure insecurity, social discrimination# religious or
 

cultural constraints, lack of schools, poor transportation.
 

be Circumstances within the individual famile
-eg.9 death or disability
 

of family wage earners, too many childrenp reluctance to change occupa

tions or location lack of technical know-how, failure to take advan

tage of educational opportunities, lack of capital to improve farming
 

methods or absorb risks, little work capacity resulting from poor
 

nutrition and health, family breakups.
 



DEVELOPMNT ACTIONIS AS ,AID TO.'INDIVU,,, C************** 	 ******** 

4, So, there may bel a need for "external" help or group action (often through 

government institutions) if changes are to take place or poverty alleviated.' This 

is what agricuitural and economic "development" is all about. 

5. From the viewpoint of, say, a farmer or low-income rural family, develop

ment actions may relate to any of three types of situations: 

eII - You want to improve your productivity or well-being but are 

not able to do so--low farm prices..•infeasibility of building your 

own dam to control flooding...lack of nonfarm jobs in the region.o.etc. 

b. 	Type II - Someone else wants o to do something, but you don't have 

the capability or incentive--city people want cheaper food, but you 

don't have funds or technical know-how to increase productivity.. 

society wants you to conserve soils for future generations, but this
 

would be unprofitable for you in the near future...etc.
 

c• 	 Type III - You want someone else to do something, but they lack the 

capability or incentive--tenant farmers inAsia and their weak 

bargaining positions with landowners•••pollution of the stream on 

your 	farm by upstream industrial waste.••etc.
 

6. 	 A variety'of "instruments" may be used to help stimulate desired changel 

*#*Education and technical assistance. 

...•New technology (research).
 

...Subsidies of products, inputs, or services.
 

...Direct public finance and operation of services to achieve scale
 

economies (roads, irrigation, schools).
 

,.,Taxes to change incentive patterns.
 



a..New laws and regulations, or stricter enforcement otexisting lIav. 
 to
 

change bargaining positions.
 

@.Insurance to help individuals absorbrsks
 

*,,Credit
 

...Establishment of new rights (e.g., land'reform
 

7. Efforts to stimulate agricultural and rural change may entail either:
 

a. 	Direct government finance and operation (as is often done with roaasp
 

schools, flood-control schemes, etc., whero there are "economies of
 

scale" from unified organization).
 

b. 	Indirect catalyzation of changed private behavior (subsidies to
 

stimulate more production of certain food crops, new rules to protect
 

farmers in the marketplace, tax incentives to induce industry to move
 

into depressed rural areas, etc.).
 

Another useful way to characterize development actions:
 

a. Actions to enable change (research to develop new high-yielding
 

varieties, price stabilization measures, irrigation of arid lands).
 

b. 	Actions to accelerate response to new opportunities (vocational
 

counseling and employment services, extension to diffuse new
 

technology more rapidly, community development workers to help
 

organize local self-help efforts, regional planning offices).
 

NECESSARY ELEMENTS TO INDUCE CHA*GE************************************************ 

9. Development efforts often fall short of hopes because they fail to include
 

all the needed elements. A farmer, or businessman, (or bureaucrat for that matter)
 

cannot be expected to -Liange. behavior in a way consistent with development objectives
 

unless he:
 



ai Is aware that such changes-are possible (e.gj some farmers don't evei 

know that fertilizer exists). 

b, Has the capability to make these changes (technical know-how, invest

ment capital, access to markets, etc.). 

c. 	Is motivated to make these changes (need not only price incentives,
 

but may also have to overcome aversion to risk, negative cultural
 

attitudes, etc.).
 

CHANGE-AGENCIES TRANSFORM LAWS AND PLANS INTO *CON*********************** 

10. New laws# policies, or plans in themselves achieve nothing. They only
 

set the stage for agricultural modernization or rural development. Their eventual
 

impacts depend on (a)how well implementation or enforcement programs translate
 

these expressed desires into action, and (b)how, in turn, people at whom these
 

actions are directed respond.
 

11. Such public actions may or may not entail local-level programs and
 

personnel. Actions to control inflation or subsidize schools may involve only
 

national or state offices, Other actions, like agricultural extension, regulation
 

of markets, land settlement, or supervised credit, will necessitate regional and
 

local program outletse ihis latter category will receive particular attention in
 

the sections that follow.
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UNIT C. T'HAT PROGRAM PLANNING IS AND DOES 

"PLANNING" DEFNE************************* -******************************* 

1. "Planning" is used in mavy senses--eog., campus layout.,.urban land use 

and zoning...engineering or architechtural design...coordination of local, state, or 

national government activities...establishment of priorities among development 

programs and projects.,,design of strategies and sequences for implementing 

programs...compilation of agency budgets. 

2. We will refer to "planning" in the nonengineering or nonarchitectural 

sense,,.ioe., forward-looking analysis, selection, implementation, and coordination 

of prorams related to agricultural modernization and rural development. 

3. Such planning can range from very informal, disjointed efforts by change

agents, administrators, and advisory groups to very formal, highly coordinated
 

national, sectoral, and regional planning structures with specialized planners.
 

PLANNING VARIES AMONG COUNTRIES****************************************************
 

4. The U.S. has not gone nearly as far as many countries-Eastern Europe, 

Western European countries, India, Malaysia, Latin America, etc..-in establishing 

program priorities and government finance and expenditure patterns through formal 

planning mechanisms. I.e., we do not have in the U.S. a central planning
 

commission or a five-year development plan.
 

5. But there is a tendency in the U.S. to do more "planning" than in the 

past through various mechanisms--e.g., the Budget Bureau, new emphases on PPBS, 

special Presidential advisory commissions, special program reviews by the Federal 

Extension Service, Federal support of district development districts, state
 



planning offices, the Councdil of ' e onomic Advisors. 

6, Even where there Is. "national planning," the degree to which this has 
direct bearing on ftnal actions varies widely, In some countries (e.g., Russia) 

planners have authoritative roles...in others (e,g,, india) they are a source of 

guidance which may or may not be followed by line administrators or legislators., 
"N 

in still others, plans may be only a descriptive summary of what the separate 

agencies would like to do. 

FUNCTIONS SERVED BY PING****************************************************** 

Planning can help change-agencies in several ways:
 

a. Stimulate design of programs in keeping with defined objectives. 

b. Establish specific targets to spur greater effort.
 

c. Provide objective measures and documentation for more systematic 

decision-making. 

d. Encourage better coordination and-phasing of activity. 

PLANNING DOESNIT NECESSARILY MEAN "SOCIALISW************************************** 

8. Central, regional, or local planning doesn't necessarily entail more 

government operation of enterprise, or more controls on production and consumption. 

All that planning in itself does istry to improve the effectiveness with which 

public efforts and funds are used to make progress toward socioeconomic goals. 

Decisions about the extent and acceptable bounds of government action are something
 

quite apart from planning per se. A highly planned economy could at the same time
 

be one where "free enterprise" and "consumer sovereignty" are priority concerns.
 



PLANNING DOESN'T NECESSARILY MEAN "DICTTORSHIP"******************************-c**** 

9. The goals and means incorporated in a devslopment plan may to varying 

degrees reflect desires of the populace. We may find heavy stress on planning both 

in "command" economies (e.g., Russia, China, Cuba) and in democratic economies 

where policies are formed by "partisan mutual adjustment" (eog., India, Malaysia). 

Establishing priorities and stimulating responses consistent with the plan is
 

usually more complex in a democratic economy, but even command economies have
 

problems of sorting out differences within the hierarchy and of motivating actions
 

THE PLANS THF14SELVES ARE OF LITTLE ***************************************

10. In both national and program-level planning there maybe excessive 

preoccupation with the written plan itself--too little attentiOztot how to achieve 

implementation...how to relate to specific things that legislatorss agency heads,
 

and private groups can and cannot do something about.
 

Eg,, a plan calling for doubling of nationalfood .grain production will do no,
 

good unless careful consideration has been given to the essential conditions for
 

enabling and inducing farmers to make such changes and to the specific "instruments"
 

that can be utilized to achieve such conditions.
 

SLIPPAGES IN EXECUTION MUST BE RECKONED W**************************************** 

i. Plans tend to be ovorly optimistic about the results that will be
 

achieved. "Slippages" may occur at several levels:
 



Cl. 	 he plan 

7 ftund ing...distortionis fromMpolitical" 

(2) 	 Enabling .legislation
 
and budget"'allocation
 

I May be problems of getting needed 
facilities, personnell materials...red 
tapeseepoor program design..."road blocks"
 
by opposition groups
r


C3) 	 Program design and
 
execution by change
agencies
 

People may not respond to the extent,
 
or with the effectiveness, anticipated..e


I 	 may be setbacks from weather, disease, etc. 

4) 	Final responses by, and
 
impacts on, target-groups
 

The 	units that follow will focus particularly on links (3) and (4).
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UNIT E. MORE ON GOALS 9 CONSTPAINTS, 94.i2DECISION CRITERIA
 

CLARIFYING VAGUE GOALS************************************************************ 

1. Seldom are program goals laid out in cliar. consistent manner. Enabling
 

legiblation and policy statements often stated in igue, glowing terms.-"help all
 

the people".. ."improve farmer welfare",* ."stimulgit' rural development".. .etc.

without indication of priorities or constraints Liicitly in mind.
 

2. So goal clarification may becone an integral p4:rt of the decision-making
 

process, involving a two-way iterative process bet een policy-makers and implement-


Lng agencies in a sequence like the following:
 

a. The policy-maker is asked to indicato,nm ,1"rOdetailkinds ofwhat 

goals and constraints he really has Lnt aindlf
 

be 	 The program planner delineates alternative courses of action that
 

would be relevant, and estimates what _he consequesnces would be in
 

terms of these goals and constraintd,.' .
 

c. 	The policy-maker uses this informadLontq jell his thought further
 

about what will be within acceptable bounds,
 

d. 	An action "mix" is selected that meets these specifications.
 

TARGET GROUP FELT-NEEDS MAY ALSO BE REVA********* •.*************************** 

3. V!or programs aimed primarily at helping cortaLn groups to improve their 

own well-being (extension, community developnwnt, etc.) identifying their own felt

needs also becomes important as a basis for orlent'ing activity. 

E.g., policy-makers may assume that higher !,.,ome £ what they want when, in
 

fact, a target-group may be more concerned with set.u"ty, better schools for their
 

children, or more leisure time.
 



4. There are several ways for a change.agency to seek out these felt-needs..M
 

informal local contact...special surveys...use of advisory panels...etc.
 

SORTING OUT MEANS FROM ENDS*************************,*, *,*,*,** *** ,* 

5, A frequent cause of confusion in program planning is failure to distinguish 

between means and ends. The tendency is to regard certain means as goals in them. 

selves when, actually, other means could be substituted. 

E.g., modernization of farming practices is only one of several possible wayi 

to improve farmers' economic well-being. 

6. It helps sometimes to lay things out in ne acnemazic rorm or a means-ends 

continuum. (See Figure B. 1) 

THREE DlmeNSIONS*********k** 

7. In pinpointing goals, three dimensions usually need to be considered:
 

a. Whom do you want to help? 

b. What do you want to help them achieve?
 

c. When does this achievement need to be fulfilled?
 

TRADE-OFS AMONG COMPETING GOALS*********************************** ********** 

8. Few programs are attuned simply to one goal. Usually they operate under
 

mandates to work toward several objectives...or at least to avoid certain negative
 

side effects when focusing on a particular kind of accomplishment.
 

9. 
It is not possible to maximize everything. Trade-offs are often involvedp
 

in which emphasis on one goal entails sacrifice of some other achievement. For
 

example...
 



FIGURE E.I. EXAMPLE OF A MEANS-ENDS CONTINUUM IN SCHEMATIC FORM 

An extension program aimed at helping farm families to
 

improve their economic well-being may address itself
 
to any of several aspects and levels:
 

igore"'e't 
earnings 


lig net 

larm income 


-new enterprises 


-improved production 

practices 


-better marketing 

practices 


-expanded land and
 
capital resource 

base
 

etc.
 

Higher nonfarm 

earnings 


-cottage 

industry 


-off-farm 

work 


-vocational
 
retraining 


etc,
 

Wiser use of 

family earnings 


Better food 

preparation 


-Household 

budgeting 


-Less wasteful
 
purchasing of 

consumer items 


Etc* 


Greater economic
 
security
 

Increased
 
savings
 

.Wise use of
 
insurance and
 
credit
 

-Protection of
 
health
 

-Etc,
 



,,Extenuion focus on improving incomes of disadvantaged farmers may mean 

less overall gains in agricultural productivity and efficiency* 

s*Conservation of soils for future generations may mean higher-cost food 

and lower farmer incomes now. 

.oIntensive supervision of credit may help a few femorn n Inf-ih,ff,.a.
 

Imany other farmers going without technical help*'
 

10. The opportunity-cost concept still applies in assessing these trade-ofes,
 

Prozrnm'administrators need to ask:
 

"As best we can interpret society's desires, will the gains
 

from the proposed action more than offset its negative
 

effects?"
 

and
 

"Are there alternative lines of action-that would be more
 

consistent with these desires?"
 

GOALS INVOLVE VALUE ************************************************** 

11. Deciding which goal or goals to emphasize in program design involves value
 

Judgments--personal preferences about what "ought" to be. No one citizen or
 

official can say objectively on scLentific grounds that any one goal is "better" or
 

"worse" than another.
 

This is what politics, lobbying, and the legislative process is all about-

discovering and blending the preferences of the public, and formulating laws and
 

policies that are consistent with these desires.
 

In turn, program administrators and planners face the task of translating these
 

public preferences into specific actions and pointing out the likely results in
 



terms of these expressed desires. it is important for such officials to;distinguish
 

between the values that they hold personally and the objectives that have. been
 

defined for the programs which they are dealing with.
 

PROGRAM TARGETS
 

12. Targets are often used in development plans and program implementation-

"adoption of high yielding varieties by 50% of the farmers"..,"100,000 acres to be 

under irrigation by 1975".,."20% increase in average family income in three years"..
 

"100 new demonstration plots in each district"...etc.
 

These may be very useful as a means of stimulating greater change-agency
 

effort or of measuring accomplishment in tangible terms. But they should not be
 

stressed to the point that true program objectives are obscured or distorted.
 

nvfurAnrcupation with targets can carry several dangers:
 

...Targets may be imperfect "proxies" for the objectives of true concern.
 

(E.g., higher yields may or may not be consistent with such ultimate
 

goals as higher farmer living levels or cheaper food.)
 

...Agency performance may be judged in terms of measures over which that
 

program has little influence* (BE.g, community development programs 

cannot validly be "held responsible" for-or accept credit for-the 

overall changes in family incomes that take place from year to year.) 

...The target may focus on only one of several means to achieve the same
 

desired end. (E.g., there may be other, more effective ways to
 

generate higher food output than by fulfilling a quota of so many
 

extension demonstrations or issuing so many new loans.)
 

...Stress on numerical targets may result in "padded" reports, spreading
 

of activity in superficial fashion, lack of true feedback about problems
 

encountered, and discouragement of change-agency innuvativeness.
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UNIT-F. SOME OPERATIONAL METHODS FOREVALUATiNG
 
PROGRAM ALTERNATIVES
 

EVALUATION NOT!JUST FOR GRANDIOSE pROPOSAL*********************** 

1. Given information about the goals and constraints to be emphasized, present 

status of target groups, and technical action possibilities, a large part of the 

task of change-agency planners centers around empirical estimation of the likely 

future consequences of program proposals as a basis for choosing among them. 

2. Such evaluation may be very elaborate-e.g., the benefit-cost analysis
 

commonly used in connection with proposals related to multi-purpose dams, roads,
 

etc....the Planning-Programming-Budgeting exercises recently initiated by the U.S.
 

Government to put proposals of the various agencies on a more comparable basis..,.'
 

the feasibility studies frequently requested by the World Bank, AID, and other
 

assistance agencies when considering loan proposals.
 

3. But the same basic idea of sizing up trade-offs systematically can be
 

very useful, even if the proposals of concern are very small in scope or if it is
 

not possible to obtain good quantitative estimates of likely results...even doing
 

some rough "guestimating" on the back of an envelope is better thaa nothing at all.
 

4. Some examples of practical techniques that can be applied to various
 

decisLon-makLng situations follow:
 

SINGLE-GOAL MAXIMIZATION EXAMPLE**********wwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwww 

5. Suppose an extension agent is assigned the task of making a special "push"
 

this year to stimulate farmers in his area to increase soybean production next
 

year through adoption of improved soybean production practices. 
 He can devote
 



one-half man-year and $1,000 of his budget to this effort. 
He is trying to decide
 

which of three possible extension approaches to emphasize: (a) farmer meetings,
 

(b) mass media, or c) test demonstrations on selected farms.
 

On the basis of previous experience and what is happening Lu nearoy rarm~ng
 

areas, the agent guesses that the results of each alternative aDvroach would be
 

something like:
 

Farmer meetings - could hold 25 meetings..o500 farmers would attend, average
 

of 20 at each meeting..20% (100) would decide to adopt improved soybean practices
 

*..if each has 50 acres and the resulting yield increase were 20 bu., this would
 

mean a total production gain of 100,000 bu.
 

Mass.media - could develop 10 newspaper articles, four TV programs, and eight 

radio broadeasts...would expect that 2,000 local farmers would be reached one or 

more times...of these, 6%6 (120) would decide to adopi. improved practices...average
 

farmer would have 50 acres but yield gain would average only 10 bu. since mass media
 

not so effective in helping with individual questions°.°so total production gain
 

would be 60,000 bu.
 

Test demonstrations 
. could establish 10 demonstrations with influential
 

farmers in key locations...300 other farmers would attend field days or visit the
 

fields on their owns..307o (90) of these decide to adopt...if each has 50 acres and
 

(because of the opportunity to learn by actually seeing) can be expected to have a
 

30-bu. yield increase, total increase in soybean production would be 135,000 buo
 

The ex~ension ageit therefore concludes that the test demonstration approach
 

would be best if the goal is 
to maximize gains in soybean production. (Of course,
 

it could be that some combination of two or all three approaches gives even better
 

results.)
 



LEAST-COST, MAMPLE************* 

6. Suppose tha; two aLternattve ways to provide a 20-county rural area with 

good emergency medical care facilities are being considered: (a)five small 

hospitals in scattered locations or (b)one larger central hospital, with subsidized
 

helicopter service to bring critical cases from outlying places. 
Annual government
 

operating costs are projected as follows (figures hypothetical):
 

Alt. (a): Operating and overhead costs of five small hospitals
hospitals @ $60,000 each $300000 

Stipends and supporting services for three doctors 
in each hospital @ $30,000 each 450 000 

$750000 

Alt. (b): Operating and overhead costs of one central hospital $150,000

Stipends and supporting services for 10 doctors
 
@ $30,000 each 
 300,000
 

Expense of operating a helicopter 50 000
 
3500"000
 

Quality of services and other things being equal, it would be rational in this
 

case for local governments to get together and establish the central facility.
 

MULTIPLE GOALS********************************************************************* 

7. Suppose-that a land reform program is planned to divide large haciendas 

into small holdings that are owned and operated by the former hired workers* The
 

objective is to help as many workers as possible to have the security of land

ownership, and at the same time give each enough land to be efficient and to earn
 

enough to support their families adequately. The haciendas would be divided in any
 

of several ways, with the following anticipated results:
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Predicted Outcomes 
50,000 Acres 
of Haciendas 
Divided into: 

No. of Families 
with Their 
Own Land 

Ave. Net Income 
of the New 

Small Holders 

Total Agr. 
Output from 
the Area 

a) 25,000 farms, 
2 A. each 25,000 $ 300 $20 mul. 

b) 10,000 farms, 
5 A. each 10,000 $ 800 $23 mil. 

c) 5,000 farms, 
10 A. each 5,000 $1,200 $28 mil. 

Dividing into many small farms would give most of the families land of their
 

own, but would result in very low average incomes and very limited opportunities
 

for efficiencies of farm size. 
The other extreme would make some of the families
 

quite well off and significantly increase total output, but would mean many persons
 

continuing to be hired workers, 
Which of these or other alternatives is "best" is
 

not something that program workers can themselves.determine objectively. The
 

decision depends on the relative importance attached to each objective by repre

sentatives of the public in the legislative and policy formation process. Technical
 

estimates of the trade-offs involved, as illustrated above, can be very helpful in
 

making such choices, however.
 

WEIGHTED O***** **************************************************************
 

8. If (somehowl) a quantitative weighting of public preferencev can be
 

ascertained, the decision about what to do in multiple-goal situations becomes
 

more mechanical.
 

In the above example, suppose that the land reform officials "read" public
 

opinion as placing about twice as much importance to giving people their own land
 



as to either ensuring high net incomes or increasing total agricultural output. The
 

Land redistribution alternative that would be the highest social value
 

(weighted % of maximum possible accomplishment) turns out to be a), many small
 

larms:
 

Alt. a): 25P,00 (.50) e a0 (.25) 20 (.25) - 74%
 
25,000 1,200 28
 

Alt, b): 10,000 (.50) + 800 (.25) +23 (.25) = 57%

25,000 120 28
 

00 1,0 *m 28(.5 57
 

Alt. c): 5A000 (.50) + 1,200 (.25) (.25) v 60%259000 19200 28
 

EN NO NUMERICAL ESTIMATES A*AILALE********************************************** 

9. Many times, quantitative estimates of likely program consequences will not 

)eavailable, or objectives are of a hard-to-measure intangible nature. 

Even so, some simple techniques can be used to help size up the pros and cons
 

ifvarious proposals in orderly manners or at least to pinpoint the aspects most
 

iritically needing further investigation.
 

10. If nothing mores program planners can make narrative lists of advantages
 

md disadvantages of each alternative in terms of the objectives and constraints
 

onuLdered to be most relevant.
 

11. A further refinement is to prepare a plus-and-minus table s in which
 

rdinal comparisons of positive and negative effects are made on the basis of best
 

vailable judgments.
 

For example, suppose that an anti-poverty program in Appalachia is seeking to
 

mprove rural family income opportunities. There is concern not only with long
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term increases, but also with reaching significant numbers of personsp having some
 

impact in the near future, and helping local business* Relative impacts of some
 

proposals being considered are judged to be as follows:
 

Key Concerns 

Course of Action 
Family Income 
Gains Next 

Family Income 
Gains Ne~t 

No. of 
Persons 

Impacts 
on Local 

Emphasized 20 yrs. 3 yEs. Helped Business 

I. More extension help 
to'farmers." +1 2 +2 +1 

2. Vocational 
retraining programs 
for older persons +2 2 1 +2 

3, Better schooling 
for young people +3 11+3 +2 

4. Placement service to 
help people find jobs 
outside Appalachia +1 *2 +1 -1 

This kind of table does not provide any final answers and no single course of
 

action is clearly advantageous in all respects. But it does provide a basis for a
 

more systematic discussion of the trade-offs involved during the decision-making
 

process.
 

BENEFIT-COST AAS*************************************************************
 

12. Change-agencies frequently have before them lists of action or investment
 

proposals which add up to far more than could be undertaken at any one time.
 

Priorities have to be established.
 

Benefit-cost analysis is a technique for comparing proposals on a standardized
 

basisp by listing the dollar benefits and costs expected to be associated with nach,
 



andsummarizing with a singleindicator, such as the benefit-cost ratio orrate.'
 

of return to investment.
 

13. It has been used most frequently in'connection with proposed constructi
 

projects, such as dams and roads. More recently benefit-cost analysis has been
 

applied to.other kinds of activities, such as educational and research programs,
 

pollution control, and welfare measures.
 

14. Discussion and refinements o benefit-cost analysis have centered arour
 

such aspects as
 

,.*.How far to go in: including indirect'benefits and costs stemming from
 

the project?.
 

...How to handle hard-to-measure, intangible effects?
 

..What single indicator to use in comparing one proposal with another?
 

15. One criticism that can be made of benefit-cost analysis in its tradi

tional form is that it focuses on total monetary effects3 without systematic 

attention to other kinds of objectives or to the impactn on specific groups of 

people. 

16. An approach that the U.S. Government initiated in 1965 to review program
 

and budget proposals more systematically is the Planning-Programming-Budgettng
 

System, Under this each agency, from the top level on down, is requested to present
 

its proposals not only in terms of costs associated with each functional component,
 

but also with estimates of the resulting payoffs in terms of objectives relevant
 

to that agency, This is sort of a benefit-cost approach, but without so much
 

emphasis on money arcomplishment al.one and with capability .ohandle multiple
 

objectives.
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17. There have been criticisms of PPB--tendencies to favor programs with quick
 

or tangible impacts,,.problems of comparing goals of different agenciesoodangers
 

of "padding" figures to make pet projects look good...etc. But this exercise is
 

resulting in administrators and personnel taking a sharper look at alternative
 

means of achieving more clearly defined objectives.
 

SYSTEMS ANAL ******************************************************************* 

18. Taking several program constraints and alternatives into account at the
 

same time can become very confusing, There are some techniques from systems
 

analysis (operations research) that can be helpful.
 

For example, the situation shown in Table F, I lends itself to theuse-of
 

linear programming, through which the "mi.,' 
 of projects that maximizes net incomes 

during the next 10 years within the bounds of stated constraints could be derived. 

19. Even if mathematical solution is not feasiblep viewing the possibilities. 

in a systematic tableau of this sort can help makecomparison of alternatives more 

orderly@ 

20. To find out in some detail what results and problems will be associated
 

with a new proposal can Le very costly and time-consuming if one goes ahead and
 

actually tries it out on a pilot basis.
 

To reduce the odds of making a big blunder, planners are turning more and
 

more to simulation analysis in which the events that are likely t5 take place were
 

the proposal to be implemented are traced through on paper in evolutionary fashion.
 



TABLE F.1. S1MMARY OF PROGRAM POSSIBILITIES AND PREDICTED RESULTS FOR
 
AN ILLUSTRATIVE RURAL DEVELOPMENT AGENCY
 

Alternative Projects and Input-Output Relationships Per "t koj.Vct.Utit"
Breeding
 

Objectives Supervised 
 Mass Media Stimulation Program for Organization

and Production Extension 
 of Cottage Improved of Marketing
Constraints Credit Information Industry 
 Livestock Cooperatives
 

Major objective:
 

Maximum gains in rural net incomes
 
during the next 10 years 
 $2.5 mil. $1.2 mil. $1.& mi. $4.0 mil. 
 $1.0 mil.
 

Secondary objectivest
 

Increase in rural aet incomes of at
 
least $2,000,0(! luring the first
 
3 years 
 $500,000: $400,000 $300,000 $60,000 $120,00
 

Direct benefits to at least 6,000
 
families over the 10 years 
 o500 8000 '
750 - 1,000 1,500_
 

Resource constraints of the agency:
 

No. of senior technicians (<10) 1 1 1 
 1 S 

No. of junior technicians (<30) 3 2 4 3 2
 

Annual operating budget (<$100,000) $5,000 $10,000 
 $4,000 $20,000 $5,000
 

Annual funds for loans ('500,000) $75,000 
 - 259000 $40,000 
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21, "Simulation" may range in sophisticatLon krom simple narrative form all
 

the way to elaborate operations research "models" if%,olving simultaneous equations@
 

For situations where there are many uncertainties about weather, prices, human
 

response, etc., "Monte 0!,r6i 
 or other methods for'.pjoj:ecting what would happen
 

under a random series of circumstances may be mploytd,
 

SENSITIVITY A******I***************************************************f
 

22. Another aid to evaluation of program rroposal, especially where there is 

little knowledge about likely results, is sensitivity analysis. Two ways (among
 

others) inwhich this can be helpful are:
 

a. Estimating the amount 
%fimpact that the proposal would need to have
 

tn order to induce the desired respons~i ib; frxmers or other target
 

groups. 

Example--Suppose it it proposed tO subsidize the cost of fertilizer in
 

order to stimulate farmers to producal tc food cropse Representative 

farm situations could be budgetcd or lneav programmed to estimate 

how much would be produced, and how much fertilizer profitably used, 

under each of several assumed fertilizer prices, This would provide 

a guideline as to the amounts of price subsidy and fertilizer supplies
 

needed to induce the desired increase in kood production.
 

), Pinpointing of key variables about which more facts ard
 ' needed if an
 

informed program decision is to be made,
 

Example.--Suppose an extension prugram if I iri planned to help low

income farmers improve their earnings through adoption of new crops.
 



Analysis of representative farmers shows that they have plenty of sur

plus family labor, but are short on capital. This suggests that, in
 

choosing the particular crops to be promoted, extension planners need
 

to concentrate especially on information about capital needs of the
 

new crops being considered.
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UNIT 	Go 
 PINPOINTING PROGRAM NEEDS AND POSSIBILITIES
 

SIZING UP ACTION POSSB* 

I. The methods for evaluating program alternatives that were outlined in the,
 

preceding unit all hinge around three prior steps:
 

a* Pinpointing the specific problems and target groups'to receiLve
 

attention.
 

b. 	Formulating action proposals for alleviating these needs or stimulating
 

the desired changes.
 

c. 	Predicting what would happen under each proposal, in terms of relevant
 

goals and constraints, as a basis'for establishing priorities and
 

choosing among alternatives.
 

KEY 	QUESTION************
 

2, To delineate the most appropriate action possibilities, several kinds of
 

questions need to be raised:
 

•,.In operational terms, who is it that we want to help, and what changes
 

do we want to help bring about? What adverse side effects do we want
 

to avoid or minimize?
 

*..Wheredoes the target group stand now relative to these objectives?
 

What obstacles (within the broad categories of knowledge, capability, or
 

motivation) have prevented these persons from achieving this?
 

oe.What could our agency do--either through modification of existing
 

programs or initiation of new programs--to help enable or accelerate
 

these desired changes?
 

oeAre the proposals under consideration really feasible in terms of the
 

resources and capabilities of our agency? 
Legislative authorization?
 



Acceptability to key interest groups?
 

.$Are there other action possibilities, or modifications of present
 

proposals, that could achieve more, or be less costly, or have less
 

adverse side effects?
 

.Can the desired changes be brought about by our agency alone? Or would
 

it be advantageous to mesh with companion efforts by other agencies?
 

BENCH MARK INFORMATION************************************************************* 

3. In pinpointing the courses of action to receive special attention, several 

sources of information,can'be utilized.-informal feedback from people who know the 

situationoo.field trips..*special surveys...natural resource inventories.s.results
 

of previous research...in-depth case studies...census and other aggregative data.
 

4. In such bench mark analysis it is important to keep in mind what you're
 

really trying to learn more about:
 

...Descriptions of recent trends or present situations?
 

...Insights about why a problem persists?
 

..The technical feasibility, economic viability, or social-polilical
 

acceptability of proposals weing considered?
 

.. Information about what others are doing to alleviate the problem?
 

***Or what?
 

Frequently, the tendency is to focus on descriptive data alone, when in reality
 

this is only part of what is needed to delineate needs and action possibilities.
 

DECISION ***FILE******************************************************************
 

5. Usually there are several dimensions to be considered and within each
 

several aeans to choose from when formulating a program "package."
 



To keep these dimensions and alternatives in perspective, it is sometimes use

ful to lay them out in the diagrammatic form of a decision profile, How this might
 

be applied to supervised credit is illustrated in Figure G, 1.
 

GAUGING PROBABLE RESPONSES*******************************************************
 

6. Having formulated and sorted out the action proposals that seem to be most
 

germane, there is usually need to predict the likely outcomes of each as a basis
 

for (a)choosing among them and/or (b)determining the magnitude of effort needed
 

to fulfill the objectives. 
As economists would put it,program "input-output rela

tionships" need to be estimated.
 

7. Relevant here is what actually i. likely to take place were the proposal
 

to be implemented...not what would ideally occur if everything went well. 
Allow

ance should be made for such realities as adverse weather, lags in response by
 

target groups, logistical bottlenecks, administrative inefficiencies, reluctance of
 

program personnel to change their ways, and even outright opposition by special

interest groups.
 

8. Such projection and refinement of program resource needs and performance
 

can usefully blend together information from several sources:
 

...
The informal judgments of program administrators and technicians who
 

have had experience with similar programs.
 

..Reports and evaluation studies of similar programs elsewhere.
 

9..Use of lay advisory groups as "sounding boards" for proposals4
 

*.Buildup of estimates from component bits and pieces of information
 

through "simulation" or "budgeting" analysis.
 



FIGURE G. 1. ILLUSTRATIVE DECISION PROFILEIFORALOCAL SUPERVISED CREDIT UNION
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FIGURE G, 1, (cont'd)
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9. In forecasting actual program performancep two Kinaa or por.t .al "slpi

those associated with the transformation of
pages" bear keeping in mind: (a) 

resources into programs, and (b) those associated with the response
change-agency 

of the target groups (e.gv farmers) to these programs: 

III 
Change-agency 

resources
IwIiI 
CHAINGE-AGENCY 
INPUT-OUTPUT 
RELATIONSHIPS

iiil 
Resultthag programs
 

and projects
 

I-I 

Responses of
 

target grours 

TARGET GROUP 
INPUT-OUTPUT 
RELATIONSHIPS 

Final program 
payoffs
 



G-7 

ONE-SHOT OR REPEATED.,NEEDS?********************************************************
 

10. Sometimes brushed-over in program formulation is the question of whether
 

a single thrust will do the job, or whether it needs to be repeated or further
 

evolved in subsequent time periods.
 

Some actionu--such as building an irrigation system or land tenure reform--are
 

essentially once-only in character, although subsequent maintenance of these
 

improvements has to be provided for. 
But other programs may require repetition
 

with the same target g'oup--e.g., the tendency for farmers to revert back to tradi

tional practices unless reminded each year, or the need for credit or market infor

mation to be provided on a continuing basis.
 

PILOT PROJECTS********************************************************************* 

11. If there has been no previous experience with a proposed program under 

similar circumstances, one approach is to try it out on a-pilot basis, This can be
 

a 
way 	to both (a) learn more about its resource needs and accomplishments and
 

(b) make design improvements in the light of this small-scale experiences
 

12. Two basic ways to handle pilot projects can be considered, each of which
 

has 	 its pros and--cons: 

a, 	Try out one or more new ideas on an experimental basis with emphasis on
 

sticking to the original plan for each and having a "control group"
 

against which to compare results.
 

b. 	 Incorporating new ideas as an integral part of on-going programs in 

selected places with allowance for modifications and improvements in 

the original plan while the pilot effort is still underway. 



13. In any event, there are some things to be careful about when drawing
 

conclusions from pilot projects--for example:
 

...Implementation on a mass scale may create problems of a logistical,
 

administrative, or price-effect nature that were not encountered on a
 

small pilot basis.
 

..JKnowledge that they were part of a special pilot effort may have spurred
 

agency personnel, and maybe even target groups, to greater heights of
 

endeavor and response than could normally be expected.
 

...Special reporting or investigational needs associated with the pilot
 

effort could, on the other hand, impair performance,
 

...If a large part of the pilot effort is spent "ironing out bugs" and
 

gaining experience, performance later on could in fact turn out to be
 

significantly better.
 

TARGET CROUPS AND ,EEFCIAIES
 

14. One point to note when formulating program proposals is that the best way
 

to help a group may not necessarily be to work with it directly. Sometimes it is
 

more productive to stimulate another target group to make changes whichq in turn,
 

result in more opportunities for the people you really want to assist.
 

Examples Inducing agribusiness to provide more services in remot% farming
 

areas as a means of helping farmers there to improve productivity...stimulation of
 

industry in Appalachian counties to provide low-income rural people with more job
 

outlets.
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RIPPLE EPET******************************************************************** 

15. In gauging the likely impacts of some programs, there may be important
 

indirect or multiplier effects that need to be taken into account. That is# the
 

costs or benefits stemming directly from a program may, in turn, generate additional
 

gains or losses. These ripple effects may (a) have additional impacts on the
 

original target group and/or (b) extend outward to other groups or arease
 

Example - A new factory in a rural Appalachian county results in more jobs for
 

local people. These people, in turn, start to spend more for consumer goods and
 

services. This may result in not only more opportunities for local business
 

expansion and employment, but may also generate more business and jobs in the
 

regional trade center serving the county.
 

There are some techniques--such as multi r, interregional flow, Leontief 

input-output and shift-share analysis--which can help trace such ripple effects. A 

frequent question when comparing benefits and costs of project proposals is to 

what extent to take these indirect impacts into account. 

WHEN IS ENOUGH KON*********** **
 

16. Bench mark studies, experimental projects, and other means of investigat

ing program possibilities hopefully have the result of improving the effectiveness
 

of the course of action finally selected and/or of reducing the odds of making a
 

bad mistake. But this inquiry also has a cost in terms of (a) diverting agency
 

resources from other activities and (b) delaying the start of the full-scale
 

program.
 

So, a deciuion has to be made about the very process of making a decision!
 

Beyond what point will the added gains from analyzing the possibilities further no
 



longer offset what is given up: V not going ahead withthe p~o&ram on the basis of 

what, is already known? 

ANALYTICAL STEPS **T*TIN************************************************* 

'17. The preceding has# for diagnostic purposes, laid out program decision

making as a series of distinct steps--identification of key problems and target 

groupse...delineation of remedial action possibilities...estimation of likely Con 

sequences in terms of relevant goals and constraints..ouse of appropriato criteria 

to choose among the possibilities. 

In praciice, this may ueefully become an iterative process, rather than a
 

had-and-fast sequence. Discussion of the side effects of action proposals may
 

bring to light additional goals or constraints not initially considered. Review of
 

preliminary alternatives may suggest new action possibilities that incorporate the
 

best features of tho others. 
Officials, upon seeing how costly or complicated it is
 

to achieve all they wanted to do, may decide that some objectives aren't so
 

important af~ev all. And so ono
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UNIT H, SOME DECISION-MAKING COMPLICATIONS AND REFINEMENTS
 

1. In evaluating program alternatives, sometimes there are some complications
 

that call for further refinements in analytical approach* 
This unit will deal with
 

three of them--making choices when (1) some alternatives have extended "gestation"
 

periods, (2) there is uncertainty about likely program payoffs, and (3) there is
 

aci;ive opposition to program success. 
The purpose here is not to explain all the
 

ins and outs of possible methods for handling these complications, Instead, it is
 

to give the practicing dc, ision-maker an overall feel of what is involved so that
 

he can at least think more systematically about such complexities and have some
 

understanding of technical analyses related to them.
 

COMPARING ALTERNATIVES WHEN EXTENDED GESTATION PERIODS ARE INVOLVED****************M
 

2. Some kinds of programs take years before their results are felt--e.g., land 

clearing and settlement...irrigation schemes..,developmnt and testing of new
 

varieties...4-H Club work. 
How to compare such long-gestation alternatives with
 

one another or with quicK-impact possibilities? Simply adding up the "cash" bendfit
 

forthcoming each year is usually not meaningful, since most people would prefer to
 

have a dollar now than a dollar 10 years from now; if they had the dollar now$
 

they could either start enjoying the use of that dollar right away, or reinvest that
 

dollar to generate more income in years to come. 
Or, even if a program isn't
 

primarily concerned with improving family incomes (e.g., improve-d rural health
 

facilities), a delayed-result proposal would need to have signific4 ntly "better"
 

results in order to be preferred to a proposal that helps peopla very soon.
 



Net payoff
 

lon -estation
 

10 20 30
 
Years from now
 

3. Here we often (but not always) run into a trade-off situation where the
 

delayed-impact alternative has the greater ln-g-run total payoff, but where the
 

other alter.ative starts "producing" much sooner. The.choice will depend on three
 

elements:
 

a. 	 The time ,span(planning horizon) over which prograi',payoffs are to 

be maximized. 

b. 	 The payoffs of the viable alternatives during this span, 

co 	The degree to which people prefer a given payoff now over a year ,-

now, two years from nowp etc.
 

4. If a program is concerned with increasing income or productions one needs
 

to take into account not only the gpins resulting directly from the program each
 

year, but also the indirect gains that these in turn generate during the remainder
 

of the planning horizon.
 



Example-.-Suppose agricultural extension program is considering emphasis on 

work with farm youth vs. concentration on adult farmers* The main aim is to increase 

net farm incomes as much as possible during the next 10 years. The direct gains 

stemming grom the same program resources in each alternative are estimated to be as 

shown at the left-hand side of Table H.lo 

On the surface, it appears that the youth work would have a higher payoff.
 

But this fails to take into account the fact that farmers can save or reinvest the
 

higher income earned in the earlier years and generate still more income during the
 

remainder of the 10 years, The relevant comparison is total cumulative income 

generated by the proga a viewed at the end of the 10-year period. 

5. If the rate of return on such reinvestment is about the same from year to
 

year# one can use compound interest tables to trace this cumulative effect. At a
 

rate of return of 107, $1 reinvested at the end of the first year would be worth
 

$2.36 by the end of the 10-year period (nine yearz-'cat=r)g so the $2 million 

generated by the adult work would really amount to $447 million at the end of the 

tenth year. A dollar reinvested at the end of -_.tkSh cond year would be worth $2.14 

at the end of the 10 years, so $2 million wouild be worth $4.3 million. And so on. 

The same compounding process would be done fo%'-tbe youth-work impacts. 

We see then that the adult work comes out to be relatively more favorable than 

it first appeared, since the income gains frcm the youth work are bunched up toward 

the end of the time :span and, b,,nce, have less time to regenerate additional farm 

income. 

6s Even if the compounded gains of the adult alternative had not been as great
 

as those of the youth alternative, it still may have been rational for the extension
 



TABLE H. .*COMPARISON 
 OF YOUTH VS- ADULT WO(U( PAYOFFS FOR 
ILLUSTRATIVE EXTENSION PRORAM 

Youth Worki 

Year 0 1 2 3 4 5 6 7 8 9 10
 

.. ...$ 


$1mI .
 

$2 m . ..
$3 m1. 


$4 mi.1. 

$5 mile "6.0Direct total , $25 m.le 
 $5 mu1. 


$5 mile 


Adult Work:
 

Year 0 1 2 3 4 
 5 6 7 8 9 10
 

$2 m l.$ 

$2 
 1 


$2 


$2 mil 
$2 .±.$2 Mil± " 


Direct.total - $20 l1. 
 $2 mtl _ 


$2 m.1. 


,
Income generated


by end of 10 yrsae 

$ 0.0 mul.
000
0.0 
lea
1.
 

3.2
4A/
 

5.3 

5.5
 

5.0
 
$31,2
 

4.3
 
3.9
 

3.2
 

2.9
 

2,7
2,4
 

2.2 
2.0
 

$31
 

&'Direct income compounded at'i0% ovsr-the'remadndzr of the 10-yeBar period,
 



administrators to concentrate on adult work. 
They might be under pressure to show
 

some quick results even though this meant a sacrifice of total accomplishment over
 

the 10-year planning horizon.
 

7. In connection with benefit.cost analysis and related project-evaluation
 

methods, there is frequent reference to discounting. This is the same idea as
 
compounding, except comparisons are viewed from the beginning of the planning
 

horizon rather than from the end. 
I.e., it says in essence# "How much would you
 

have to have now in order to be equivalent to X dollars a year from now 
two years
 

from now, etc. Conclusions drawn from both discounting and compounding will be the
 

8. Even if the program concern is 
not with income gains, discounting or com

pounding can be a useful device for viewing proposals in comparable terms. -You 

would be saying in essence, "If the program impacts were delayed a year, we feel
 

we would need 12% 
(or whatever is the case) greater payoff in order to be equivalent
 

to having results right away." 
A high interest rate would be used where there is
 

strong preference for quick impacts, and a lower rate where desire for early results
 

is not so great.
 

COMPARING ALTERNATIVES 1HEN RESULTS ARE UNCERTAIN*********************************** 

9. Sometimes it is very hard to come up with a 
concrete estimate of likely
 

program payoffs. 
There may have been little or no prior experience with that
 

particular kind of program 
target group, or locale. Uncertainties about weather,
 
prices, or other possible contingencies may make the picture very fuzzy. 
Existence
 

of two or more "slippage points" between the program and final impact on target
 

groups (e.g., agricultural research) may further confound the prediction problem.
 



10., Where probabilities of outcome are knownt or can be estimated wLthinInreason,
 

one can compare alternatives using an expected value approach.
 

Example--Suppose that a research station in South India is trying to decide
 

whether to concentrate (a) on fertilizer trials with traditional food grain crops
 

or (b) on developing a new variety of soybeans adapted to this region. 
The aim is
 

to maximize farmer income gains over the next few years. 
 It's pretty sure that thl
 

fertilizer trials would result in some gains to the farmers but that these would b4
 

relatively modest, whereas the soybean breeding work has some, but relatively lowp
 

probability of resulting in a major breakthrough,
 

The "expected payoffs" are estimated as follows:
 

Probability of such gains from
 
Fertilizer trials Soybean


Farm income gains with traditional crops breeding work
 

Res. 20 mil. 
 0.0 0.3 
10 Mil. 0.8 0.3
 
0 0.2 0.A 

Expected payoff, fertilizer trials... 

20 mil.(OO) + 10 mil.(0.8) + 0 mil.(0.2) a Res 8,0 mile 

Expected payoff, breeding work.. 

20 mil,(0.3) + 10 mil.(0.3) + 0 mil.(O.4) a Re. 9.0 mil. 

11. The expected impact would be somewhat greater from the soybean variety
 

work. 
Even sol the research station might rationally decide not to follow this
 

route, as it may be regarded as too risky; the preference may be for a surer bet
 

(the fertilizer trials) even though the "expected" payoff is less. 
 It is still
 

useful to do an analysis of this sort to provide a basis for sizing up this payoff
 

level/risk trade-off.
 



12. The above example has oversimplified decisLon-malcing under rLsaituatnons. 

Two frequent realities further complicate the situation: 

a. 	The probabilities of possible outcomes may be vague (Nuch fuzziness
 

can range all the way to the "complete-ignorance" or "uncertainty"
 

extreme where no probabilities at all can be attached.)
 

b, 	 A "decision path" is involved, where the ultimate paoff dends 

chain of interconnected events. (For instance, in the above soybean 

breeding example, final probabilities of farmer income gains depend. 

not only on odds of the researchers coming up with a better variety,
 

but also on the likelihoods.-in turn--of effective extension promotion,
 

of farmer acceptance, and of favorable growing conditions.)
 

13. Where the probabilities of program outcomes are not known with reliabilityp
 

the decision-maker can follow two courses: 
 he can either (a) make a choice and go
 

ahead with that action on the basis of the shaky information or subjective guesses
 

that he already has, or (b) he can try to obtain more information through further
 

analysis or pilot projects before making a firm commitment. Once again a trade-off
 

is involved; getting more facts may result in a better decision, but it has a cost
 

in terms of delaying action and diverting agency resources from other endeavors.
 

14. Increased attention is being given to systematic analysis of choices
 

under imperfect knowledge situations--decision theory, Msrkov chain analysis,
 

Monte Carlo and other simulation methods, etc. And some development agencies such
 

as AID and the World Bank are starting to use such risk analyses in evaluating
 

agricultural project proposals. The results of such analyses still do-not automat.
 

ically tell what is "beat" for an agency to do. They primarily have to do with
 

providing more complete information about payoffs and their likelihoods; there is
 



still the subjective element of deciding how much risk to be willing to i -intke


hopes of improving program performance.
 

15. If the risk associated with the highest-payoff alternative seems too
 

great, program officials can consider any of three basic substitute strategies# all
 

of which may result in some sacrifice of expected performance:
 

a. Go ahead with a more certain line of action, even though it offers
 

less spectacular possibilities,
 

b, 	Diveraify - undertake a combination of two or more actions which$
 

though individually may be high-riskp collectively may reducm the od.s
 

of "everything going wrong."
 

co 	Maintain flexibility - instead of committing the agency irreversibly to 

a risky endeavort "keep your options open" by starting out on a small

scale trial basis and leaving room to backtrack or modify design in the 

light of new experience. 

MAKING CHOICES WHEN THERE IS ACTIVE OPPOSITION TO A PR0GAi****** ************** 

16. Suppose that you are director of a new anti-poverty program inHardnose
 

County. Local political leaders are opposed to the whole idea of government inter

vention and seem ready to "do you in." You are considering three basic lines of
 

initial action:
 

a. Sitting inyour office and doing nothing.
 

b, Initiating several (hopefully) noncontroversial projects--dressing up
 

the shopping areas to attract more retail trade...belping unemployed
 

persons to find jobs..,advertising historical sites of interest to
 

tourists.eetc,
 



Shaking up the existing school board structure, and tryLng to Lnstizuze
c. 


an updated vocational education program.
 

You figure that the present leaders can do either of two things--(a) mount
 

strong enough opposition to impair your reaults, or even run you and the program 

out of the county, or (b) maintain a passive attitude--depenuing on what you do. 

You believe the outcomes would be as shown in the game matrix of Table H,20 

It comes oac that, if you are to make the most of the worst that the local
 

leaders could do to your program, you would restrict yourself to Strategy 2--.the 

noncontroversial projects--and the leaders would reduce the payoff to $20,000 by 

still opposing everything you do, Either of the other two strategies-doing 

nothing, or attempting a major school system shake-up.-would in this case result in
 

your program having no impact. 

17. This is an illustration of the kind of problem that sometimes confronts
 

change-agencies, whereby the accomplishments of one group are affected by the
 

Some other examples of situations that
reactions of other groups, and vice versa. 


may call for a game-strategy approach are:
 

oo*Harvest workers.va. food growers vs. the government in establishing
 

labor regulations and bargaining rights.
 

oe.One action agency vs. another in competing for additional funds or
 

scope of authority.
 

,.,Landowners v. .andless farmers in inf.uencing land reform program
 

provisions.
 

...Farmer organizations vs. consumer-interest groups in establishing
 

pesticide-use regulations.
 

http:workers.va


TABLE H1.2. SIMPLE EXAMPLE OF GAME PROBLEM 

Anti-poverty Program vso Local Leaders -

Local leaders could: Worst that
 
Continue could happen
 
opposition Be passive to the program
' • . -income gains to local people
 

Program director could:
 

1. 	 Do nothing 0 0 

2. 	 Start "noncontroversial" 
projects 20000 0,020000* 

3. 	 Make big push to change 
school board and improve 
vocational education 0: 100,000 0, 

Worst that could happen to
 
local leaders 20,r000** 100,000,
 

*Your "max-mri" strategy. 

**Local leaders' "mrin-max"' strategy, 

0 



*@*Business interests vs. conservationist groups in rural land-use zoning.
 

**@Traders vs. a government regulatory agency in admilnistering market
 

price controls with very limited manpower*
 

.*Government community development programs vs. revolutionary forces in
 

alleviating rural unrest.
 

18. The above anti-poverty program is an example of a "two-person" game in 

which there is a "saddlepoint"--i.e., there is a single action for each side that 

will make it come out better than any other, given the circumstances. Other 

situations may be vastly more complicated, requiring highly mathematical game theory 

techniques for systematic solution. For some situations, "mixed strategies" are
 

best inwhich each party may employ two or more lines of action in unpredictable
 

order, and game theory can help to determine what to do how often. Further com

plexities are created when more than two conflicting parties are involved. Less
 

conservative criteria than the "min-max" solution can be used for situations where
 

the group is willing to take more risk of poor results or where it can be assumed
 

that the opponent will not be maximizing his potential to obstruct things.
 

19. Game theory is still being refined, and attempts to apply this to complex
 

situations have not always been successful, But even though he can't approach
 

such programs mathematically, the practicing program official or worker may find
 

this of help in organizing his thinking about ways to offset conflicting behavior
 

of other groups.
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UNIT I. MRUATIVE ORGANIZATION AND ADMINISTRATION 

1. Up to this point we have dealt with the possible roles of change-agences in 

helping farmers and rural people and wLth the making of decisions about what to do. 

But the best laid program plans in the world can go astray if the implementation of
 

these plans is not effectively thought through and handled and unless there is real
 

commitment on the part of administrators and workers to bring things to meaningful
 

fruition. And, what's more, relative complexities (slippages) of implementing
 

alternative program proposals can have much to do with the choice of what to do in
 

the first place.
 

2. This and subsequent units will not deal with all the facets of effective 

program management, coordination, and structuring. One can refer to books on public 

administration for useful ideas and concepts, and recently there have been writings 

in a field called "development administration" which are pointed especially at 

problems associated with less orderly or mature institutional settings. The 

attempt here will be to highlight some aspects that seem to be sources of difficulty 

when putting agricultural and rural transformation programs into action.
 

FUNCTIONS SERVED BY PROGRAM ORGANIZATIOtAL ************************************ 

3. First, let's view in perspective the kinds of roles that an agency, programs 

or project organizational system needs to serve. Saul Kate has suggested a helpful 

classification into four components: 

1See Saul M. Katz, Administrative capability and agricultural development: 
an
 
institutional-building approach to evaluation. Am. Jour, of Ar. eon., 52(5):
 

794-802. December 1970.
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a. Transformation - the effective conversion of program resources and
 

plans into program "outputs" that in turn lead to the desired accomplish

ments for the target groups...the tochnical business of "squeezing the
 

juice out" of the program's capability to "produce," so to speak.
 

b. Maintenance - setting the structural and procedural stage for enabling 

the program to survive and operate in orderly, stable manner--financial 

procurement and control; personnel recruitment, training, and manage

ment; logistics of supplies and frcilities; smooth relations with 

sources of support, companion agencies$ clientele groups, and others;
 

documentation of decisions and actions; etc.
 

C. 	 Adaptation - keeping in touch with the continual changes in the external 

environment (clientele needs and wants, new technical opportunLtLes, 

attitudes toward the program, etc.) and expediting timely, innovative 

response in program content and methods to these changes. Program
 

planning and evaluation--and more importantly, a creative attitude-

are at the heart of this function.
 

do Guidance - direction and coordination of all the organization's
 

activities so as to blend the above three components together as
 

successfully as possible. Good internal communication and resolution
 

of conflict is an important part of this.
 

TRADR-OFFS AMONG ORGANIZATIONAL FUNCTIONS*w*****************************************
 

4. 	Domination by persons in a 
program or agency who are concerned with a
 

particular one of these organizational functions can be to the detriment of others.
 

Some examples of such trade-offs are:
 



***The extension specialist who, in his preoccupation with-having an
 
assured "output," is reluctant to depart from tried-and-true
 
extension techniques, subject matter, or clientele in order to try

out some new approaches in response to changing needs and condi
tions (transformation/adaptation trade-off).
 

4..The program fiscal officer wh'j tcomes so concerned with financial
 
control and documentation that a technical worker who needs to

make a new kind of purchase in a.hurry is told "it can't be done"
 
(transformation/adaptation/maLncenance trade-off).
 

The community development worker who becomes identified with a local
 
political group as a 
means of getting support ior a particular

project he wants to promote this year (adaptation/maintenance trade
off).
 

..The Jepartment head who diacourages a young professor from developing a research project because it encroaches on the subject matter
 
of another professor and might make him upset (guidance/adaptation/
 
transformation trade.-6ff).
 

*..Thaadministrator who prepares detailed guidelines for his field
staff so that they won't "step out of line" or depart from estab. I
 
lished priorities (guidance/adaptation trade-off).
 

*..The county agent who spend8 most of Lis time responding to varl.ed
requests for special help rather than developing a cohesive educa
tional program (adaptation/transformation trade-off).
 

oo@The extension administrator who steers his agents away from helping

farm tenants beeause this may antagonize the landowner organ!L,:At.:'
which have craditionally supported the agency's budget proposals
 
(adaptation/ma: tenane, trade-off).
 

5. In short, catpacity and readiness to innovate or to change program direction
 

as n,'4-be can be seriously hampered by preoccupation with routine houaekeeping, fear
 

of taking risks, excessive coordination, lack of resources-use 1lexibility, and things
 

of that sort* On the other hand, extreme readiness to lez program workers charge
 

into new endeavors all the time--as exciting as their new ideas may be--can result
 

in longer-tezm repercussions, such as failure to follow through, neglect of routine
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responsibilities# lack of consistent directions lost motion in continual reasess

ment and regearingg and erosion of clientele support. But in between these extremes
 

there can be an orgacizational environment in which the transformation, maintenance$
 

adaptation, and guidance functions are complementary to one another--where produc

tivity, creativLty, and responsiveness to change are encouraged...and where coordi

nation and procedures are viewed as means of enhancing functional performance rather
 

than as risk-preventing roadblockso.oyet where there are appropriate checks and
 

balances to dampen the likelihood of ill-conceived ventures or inconsLstent direction.
 

DANGEIRS OF SUBIORGING CENTRAL ******************************************
 

6. In his preoccupation with personal aspirations, and a particular functional
 

or organizational aspect of ,, program, it is easy for an administrator or worker to 

lose sight of the program's basic reasons for existing. Immediate activities or 

procedures may become ends in them'Ilvesp and personal motivations may be incon

sistent with maximum contribution to program success. 

For example, a researcher, in his preoccupation with tangible "output" and
 

status among professional peers, may concentrate on producing journal articles and 

ethodologi-c'l sophistication, rather than focusing on the kinds of research most
 

useful for solving,major problems and striving to communicate with the groups who
 

can use hip findings* Aud this may be reinforced by tha supervisor who stresses
 

publications anc profession4l reputation as measures of good research performance.
 

We find eamilar exanples of distortion of program purpose in the production
 

credLt officer who ses maximum number of new loans or minimum repayment losses as
 

his prime objective,..tn the community development worker"wht, gets all wrapped up in
 

organizing meetings and "involving" people even though this Aay not be leading to
 

anything particularly usefu: to the locality...in the ambitious technician who
 



doesn't want to collaborate with others for fear of not getting credit for his work
 

...in the program accountant who becomes more concerned that every regulation be
 

followed."to the letter," than devising ways to help expedite program needs...in the
 

administrator who becomes primarily concerned with program expansion and protection
 

of his position for their own sakes.
 

7. It doesn't do much good simply to lament these propensities, for these are
 

human traits that will always exist. But the alert program leader can have an
 

instrumental effect in utilizing the individual drives of his staff as a positive
 

force rather than trying to "battle" them. He can do things like keeping the broad
 

aims of program continually in the forefront and latting it be known that staff
 

performance wLll be judged in terms of contributions to this rather than necessarily
 

in terms of some more .immediate activity. He can take a "behavioralist" approach
 

in organization-i.e., building activities and responsibilities as much as possible
 

around the unique capabilities, interests, and comnunicative linkages of individual
 

staff, instead of attempting to remold everyone into hard-and-fast roles or structures,
 

He can encourage a spirit of individual responsibility and initiative, and stand
 

ready to buffer them should there be negative repercussions from well intended
 

innovative efforts. He can instill a spirit of concern for success of the prograw
 

as a whole by keeping staff informed about the broad picture, involving them in
 

decisions, and encouraging candid reactions in discustLng problems and future
 

directions,
 

SPECIAL PROBLEMS OF OLER
 

8, Problems of losing sight of original objectives and maintaining balance
 

among the four organizational functions often become especially acute in long.
 

established programs. Self-perpetration and protection of "territory" may be
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dominant concerns, although changing times call for redirection, or even phasing down,
 

of the work, Precedence and close ties with traditional clientele groups may exert
 

severe dampening effects on proposals for new program content or approaches. A
 

large share of the effort may be devoted just to maintain the organization--report
 

writing, internal housekeeping, public relations, et* 1,
There may be so much 

preoccupation with "busy work" that there is little sl.cL for new program thrusts* 

Many of the positions may be filed with persons who Ire "battle-weary" and drained
 

of new ideas and who are reluctant to do anything to'.iebpardLze their comfortable
 

status.
 

9. These c---- .. nce
 

and the reputation of previous usefulness to help buffar o.casLonal mistakes. But
 

for thi energetic, innovative person who comes to work 
 th such an agency it can be
 

a very frustrating experience. 
The same can be true tea: higher-ups or interest 

groups outside the agency who would like to revitalizeor reorient its work. But all 

is not necessarily lost. Whereas package proposals ror major changes or new 

ventures are likely to be resisted by leaders or workers .n an "aging" program, the
 

innovator can often have success by working toward such shifts in small, less
 

obtrusive bits nnd pieces. The "outside" influentiaL can do some thingt too. Ear

marking the use of additional funds and person'ig is one (although this can create 

some rigidities that are hard to eliminate later n)r PequirLng the agency to
 

rejustify its programs "from scratch" (as is Laing forne t, some extent in connection
 

with PPBS), rather than letcing it assume that .'inning wiIl be automatic every year,
 

is another. Threatening to let another agency tu,., 
a w,-'w program that would be more
 

logical for the "sleepy" agency to handle is st.11 another. 
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SOME KEY QUBSTIONS IN CRGANIZING A NEW a * ************** ******** 

a more10. Now in positive vein, some key questions to be raised and alterna

tives to be considered in launching a new program frequently include the following: 

6..WhLch agency or sub-unit should handle the program? Can an existing 

organization do the job well, or would it be better to create a new one
 

specifically for this purpose? If the program scope is brcader than 

that of any existing agency, how can it best be structured-create a 

special new "umbrella" unit with line authority over contributing 

agencies?...Rely on an informal coordinating council of representatives
 

from each participating agency?...Have one agency spearhead the activity
 

with provision to draw on the help of other agencies as 
need-be?.*.Let
 

one existing or new agency handle the whole business, even though it may
 

result in duplication of functions?...Or what?
 

S..Should the work be organized on an enduring basisp or is it more a
 

matter of mobilizing a temporary, one-shot effort? 
If a continuing
 

program, will the major emphases be fairly stable, or is there need to
 

build in flexibility to allow transition from one major phase to another?
 

O.In what sequence and how fast should the program be implemented? Should
 

all activities be embarked upon everywhere at once, or would it be 

better to concentrate first on a single program component or a single
 

geographic area?
 

*..Should this effort be played' up as an innovative new thrust, or would it
 

be more expedient to use an "oozy" approach in which the new changes
 

are implemented gradually with minimal fanfare?
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*..What constraints in organizational resources and capabilities are likely
 

to be most binding as the program starts out--facilities...qualified
 

personnel...logistical supporto..or what? How can these most
 

effectively be alleviated?
 

,.,Is there existing felt-need and public support for the new program? Or
 

will special attention have to be given to generating interest and
 

acceptance? Are there misleading rumors or active opposition to be
 

reckoned with?
 

...Is this the kind of program that lends itself to a loosely controlled
 

approach, with flexibility for individual personnel to make Judgments
 

and take initiatives on their own? Or is there need for tight top-down
 

decisions and procedures?
 

.. What degree of centralization of functions and facilities would be best?
 

Would there be significant "economies of scale" by having personnel
 

clustered in a few large headquarters? OL would this be more than
 

offset by gains frouL having activities tied more closely to local areas?
 

.,.To what extent should the agency handle the various activities itself,
 

as opposed to contracting out certain functions or seeking volunteer
 

help?
 

RBVAMPING AN ON-GOING ROAM *************************** ************** 

11. Of courne, it's exciting to be involved in designing and implementing a 

brand new program "from scratch." But not too often does a program administrator or
 

technician walk into a situation where he can start with a clean slate. He is more
 



likely to inheri previous commitments, a lot of "can'ta" and "don'ts," and maybe 

even negative attitudes stemuing from predecessor actions. 

12. So. what can the person who is given responsibility for moving a program 

forward in such a setting do? What kinds of questions does he need to ask in 

assessing the situation and determining how best to start out? A line of appraisal 

something like the following can be helpful: 

.*.What is it that my supervisors and/or clientele are looking for me to
 

do? Is it pretty much to continue the status quo? Or is it to introduce
 

new elements in program content, procedures, or overall vitality? What
 

are my own ideas about what should be done, and to what extent are these
 

consistent with others' expectations?
 

s..What decisions and actions will I have particular influence over? Whose
 

decisions and attitudes will have strong bearing on what I can do? 
Do
 

others in or outside the program regard me or my role as a threat to
 

their influence or status? 
If so, what could I do to avert this and
 

even to gain their help as a positive force toward program success?
 

***If some major innovations seem called for, how best can I go about intro

ducing them? Are there soine success elements from previous efforts-

such as clientele rapport--that I can build my efforts onto? Are there
 

some existing attitudes or conflicts that I particularly should avoid
 

becomitng identified with? Would it be well to frame my proposals as
 

only modest departures from what has been done before ("...nothing
 

particularly new, except...") or would it be better for my ideas to take
 

on the appearance of a bright, fresh start? 
Should I present my ideas
 



as one big "package," )rhad I better move in small steps? How much in
 

the way of change will "the market" bear at any one time?
 

Sensitivity to these kinds of issues can be just as important as technical
 

competency in achieving new program successes in an on-going agency.
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UNIT J. PREVENTION AND ALLEVIATION OF PROGRAM BOTTLENECKS 

PLANNING IMPLEMENTATION STEPS TO AVOID D
 

1. Given the decision to go ahead with a particular program or project,
 

there still remains the problem of ascertaining the specific steps and sequences
 

for carrying it out. Uhat needs to be completed before you can move onto the next
 

stage? Are there some things that can be started without waiting for other phases
 

to be finished? 
 How much time will be needed to carry the key steps to completion?
 

If there is a particular phase which appears likely to delay everything else, could
 

this bottleneck be eliminated by shifting more resources to it or by modifying
 

some details? If administrators have given you a certain deadline for project
 

completion, can you hope to meet this on schedule with the resources that you have?
 

Or will you have to ask for either a time extension or more help?
 

2. To shed light on these kinds of questions, it can be very useful to
 

prepare a network diagram that displays the steps involved and how they would be
 

interlinked sequentially. A simplified example of how this could be applied to
 

the execution of a local fertilizer-response trial is shown in Figure J.l. Note
 

that there are two key elements in such a diagram:
 

(1)Events - steps accomplished, as shown in the boxes.
 

(2)Activities - the time-consuming processes entailed inmoving forward
 

from one stage to anothjer, as denoted by the lines with arrows.
 

Note also that some segments are serial in that they must follow one another,
 

whereas others are parallel and can be done simultaneously with others. This kind
 

of diagram is a way to check in advance that you haven't forgotten an important
 

step. It also helps to keep in perspective where you are as the work gets underway
 

and to anticipate subsequent steps needing special attention.
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'. A turther refinement would be to estimate the amount of time needed to 

carry out each activity, as shown in parentheses in the example. From this you
 

can determine when the project probably will be completed, or--as is more appro

priate in the fertilizer-trial example--how much lead-time is needed in order to
 

have things ready on time.
 

Also, the estimated times provide a basis for pinpointing the subset of
 

activities and events that is especially binding--called the critical path--in
 

terms of preventing the project from being completed sooner or started later. In
 

the fertilizer-trial illustration, the critical path is that which connects Events
 

A-B-E-F-G-H, requiring a total of 65 days Any activity along that path which
 

could be made quicker would have the effect of reducing total project time;
 

speeding up activities not on the critical path would have no effect on total
 

project duration.
 

4. In practice, the steps involved in carrying a program to completion
 

are frequently more complex. The time required for each activity may not be
 

known for certain. Cost considerations may be important when deciding how to
 

shift efforts from one activity to another in order to reduce delays from bottle

necks. Using the basic approach described above as a point of departure, systems
 

analysts have refined some methods involving computers for handling such compli

cations. These methods--PERT (Program Evaluation and Review Technique), CPM
 

(Critical Path Method), and other variants--were first used in connection with
 

defense subcontracting and large-scale construction, but more recently have
 

received some use in agricultural and rurLl development planning.
 

KEEPING TABS ON PROGRESS AND ELIMINATING BOTTLENECKS************* ,r**************
 

5. Even with such analysis, there still may be some unforescen problems as
 

the program or project actually gets underway. Two kinds of setbacks may occur;
 



a) Responses and results may not be as 
great or widespread as expected
 

b) Action stages may be delayed for one reason or another.
 

This means that the effective organization--anticipating that some 
things
 

may go wrong--needs to have mechanisms for i) petting accurate, timely feedback
 

about what is happening and ii)responding appropriately either to remove the
 

cause of difficulty or to modify program design in keeping with new insights
 

gained.
 

6. Internal feedback about program progress and bottlenecks frequently
 

becomes distorted or smoothed over because of targets and other administrative
 

pressures for workers in the agency to show quick, tangible success. 
Or they may
 

hesitate to be candid about problems encountered or to react honestly to the ideas
 

and policies of higher-ups, for fear of being penalized or being regarded as
 

"troublemakers." 
 Visits by supervisors to program sites and field offices may be
 

viewed more as 
"inspections" than as vehicles for positive administrative help
 

and support. Sometimes these obstacles to honest feedback are more in the minds
 

of technicians and field staff than in any overt administrative posture. 
 Some

times not. 
But in either case, if such a climate exists, it becomes very important
 

for administrators to try to create an atmosphere--through personal example as
 

much as possible--where it is made clear that honest attempts to be constructive
 

will not be penalized and where candid two-way exchange of information and ideas
 

is encouraged.
 

7. From the administrator's viewpoint, this kind of feedback is not very
 

helpful--and may even "turn him off"--if staff members are 
just making excuses,
 

or are always criticizing in a negative vein. 
 (Being surrounded by "y6s men" can
 

be equally oppressive.) It behooves the program worker to 
try to diagnose the
 



Cause ot his difficulties, and to think through what could be done at one level or

another to help set 
the atAae f hAH.*I. . lts. 

8. Within a general setting of encouraging good feedback, several opera

tional questions need attention in organizing such efforts. 
 Some of these are...
 

...
From whom do you want the feedback--target-groups...program field staff...
 
or whom else?
 

...
What information do you want to have--emerging benefits to target-groups...
 
program "output"..."success stories" for use in exnanding program support..
causes of delays or impaired performance...changing target-group needs as
a basis for modifying future programs...or what?
 

...
To whom does the feedback need to be conveyed--field workers...middle
level management.. .top-level administrators.. .special trouble-shooting

units...legislators and key influentials...the general public?
 

...
How quickly and often do you need the feedback? Daily or weekly, or
much less often? At the mid-point or end of important program stages?

On a regular basis, or as need be?
 

*..How can you best go about getting the information and ideas? Should
there be formal written reports? Should numbers be stressed? Should
regular live channels be followed, or would it be bettet tc have a special

evaluation team or a cross-channel staif committee? 
Would direct visits
to program sites be useful, or would indirect feedback be sufficient?
 
Should the feedback process be distinct, or would it be better to make
 
it an incidental part of other activities?
 

...
How much time and money should go into feedback activities? Giving this
 a great deal of attention can be competitive with other things. 
 On the
other hand--up to a point--requesting staff and administrators to take
 
some time out to report how things 
are going can be an effective means
of "keeping their feet on the ground" and stimulating them to back away
from day-to-day activities to reflect on where they are headed.
 

9. 
But merely generating reports and other 1eedback information for their
 

own sake doesn't do a whole lot of good. 
There also must be mechanism, flexibility,
 

and readiness to respond to needs and opportunities brought to light by this infor

mation. This may entail something as 
simple as expediting purchase of a replacement
 

part for a piece of -quipment. 
Or it may involve working out informal agreements
 

with other age'acies at the administrative level, so that workers can have better
 

cooperation at 
the local level. Or it may even necessitate drafting of, and
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lobbying for, changes in the program's enabling legislation to remove constraints
 

against productive lines if action.
 

10. In a-ricultural and rural programs, various systems for improving
 

feedback and agency response have been tried out, but there is still Zar to go in
 

most programs. The usual situation is to require regular written reports (with
 

numbers and/or narratives), to routinely circulate them among various supervisors
 

and administrators, and then to file them away. Often, when a bit of information
 

is actually needed for one purpose or another (e.g., success stories for use in
 

getting funds for the legislature), a special request is sent out to workers on
 

a rush, top-priority basis, even though very much the same information is already
 

contained in previous reports. Or the staff member--having waited too long to
 

alert administrators to potential problems--rushes in for emergency help to bail
 

him out.
 

However, there have been some innovative attempts to improve upon this.
 

One that is frequently cited has been the "Operations Room" and "Red Book"
 

arrangement at the district, state, and national levels in Malaysia. This hinges
 

around frequent reports from local workers about program phases that are behind
 

schedule, bringing all relevant information about plans and actual progress
 

together in a single place, and having key officials review the overall status of
 

programs regularly with a vieui toward :,orking out constructive ways to alleviate
 

bottlenecks rapidly. Originally used in connection with self-help rural deve~op

ment work, this Malaysian feedback-response approach has subsequently been adapted
 

to other programs.
 

Another example is the Puebla Project in Mexico, which has endeavored to
 

bring together all the elements needed to help farmers modernize practices in
 

timely, cohesive fashion. One feature of this project has been a special effort
 



to bring agricultural researchers into direct contact with the area and its people,
 

so that they would know about priority needs and attune their research to the
 

limitations in resources, capabilities, and willingne-sl't6 change actually found
 

among these farmrs.
 

For some agricultural and rural programs of a repetitive nature, use has 

been made of critical path techniques to analyZe why. previous,'bottlenecks and 

delays have occurred, as-a basis for more effective phasing/;f future programs L 

of the same kind. 

IS IT NECESSARILY .ISE TO PLAN EVEYTHINC 11 ADViiCE?* * *J-A 

11. The preceding has played up the notion that implementation steps need
 

to be planned in advance, and bottlenecks avoided or eliminted, if programs are
 

to be successful. Some development analysts would raise the point (see the writings
 

of Albert irschman, for example) that worrying about all' tke details beforehand
 

and evolving activities in "balanced" fashion msy achieve less in the long run.
 

They observe that trying to do everything needed to avoid bottlenecks can blunt
 

the "cutting edge" of any particular component by diffusing 4ttention to too many
 

things at once...or that the very process of creating a bottleneck can lead to the
 

critical mass of concern and effort really needed to solve thi problem. Otherwise,
 

itmight not really be faced up to were a "crisis" nev2r to develop. Furthermore,
 

it can be argued, detailed analysis of all complexitieg in advance tends to under

estimate human ingenuity in discovering new solutions as needs arlse and may result
 

in leader5 steeting away from "-eryworthwhile accivitles that sewt to have over

whelming difficulties at the outset.
 

.2. Illustrative of this kind of dilemma are situations like India's where
 

effective strategies and sequences are beirg sought for inc:.easing food production
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and making it readily available to low-income households. Should the government
 

simply charge ahead and focus on stimulating farmers to modernize and expand grain
 

production, assuming that means will be found to develop new grain storage, trans

portation, and processing facLlities in response to later concern about not wasting
 

the grain? 0- would it be better to work toward improvementc in the marketing
 

system right from the start, even though it means diverting program resources from
 

the work with fcrmers? Arguments for both viewpoints are abundant.
 

13. In zonclusion, the point might be made that planning taid "imbalance" in
 

program implementation are not necessarily incompatible. A program leader could
 

be fully aware of probablc buttInecks and yet still find it expedient to incor

porate them intentionally as a lever to generate threshold level of concern and/or
 

needed additional support--e.g., going ahead with construction of an trrigation
 

system even though he doesn't now have the funds to finish it. But this wort of
 

strategy ean be dangerous too. Even though a program official or worker: may be
 

"bailed our" by others this time, he may find it very hard to gain support for
 

other proposals in the future. Herein lies a challenging analytical problem that
 

systems analysts may be able to help solve: How far to go in purposely planning
 

for bottlenecks and out-of-phasing in order to maximize overall program success?
 



Agricultural and aurai~Program Planning
 

TNT? IL MOMAPHICAL ORGANIZATION OF PaOGiIAMS 

1. So far we have discussed two dimensions of program implementation.

(a)functional organization and structuring and (b) phasing and timing. 
A third
 

set of implementation questions has to do with the spatial dimension. 
Should
 

program activities be based in only a few centers, or should there be many local
 

outlets? 
What criteria should be used to determine the area to be served by any
 

one sub-unit? If the program is 
to start small and then expand geographically,
 

what basis should be used to decide where to go next? Does itmake sense in the
 

first place to subdivide the program along geographic lines?
 

A FEW CENTERS VS. MANY SUB-UNITS-*-* * * * **AAA *
* AAA * A 


2. The decision as to how far to go in subdividing a program geographically
 

frequently involves a compromise between two opposing sets of considerations:
 

a. 	Pulls that favor a few large central units--economies of scale in 

management operations and in utilization of specialized staff, facilities, 

and equipment. . . greater ease of internal communication and coordi

nation.. ° more stimulation of effort and thought among professional
 

workers by having day-to-day contact with colleagues.
 

b. Pulls that favor spatial decentralization of outlets--more opportunity
 

for regular contact with program clientele and understanding "grass

roots" problems. . . less staff travel time and cost to program sites, 

and greater clientele convenience in seeking help. . greater flexi. 

bility to adapt program content and methods to local needs and oppor

tunities. . . less danger of excess day-to-day supervision. . . closer 

identification of local people with program progress and success.
 



3. The best: 
answer will depend on a ntmbar-of elements, such as: potential
 

cost savings from centralization; target-group numbers and densities; the extent
 

to which problems, potentials, and clientele charocceristics differ from one place
 

to another; the importance of keeping in clk& 
 'touch with field activities, target

groups, and local leaders; need for, and Avaliability of, specialized services;
 

geographical organization of other programs-ith 
ihjch Iclose coordination is
 

essential; the levels from which financial and-otiie-e support for the program
 

emanate; the degree to which standardization of prx it es is critical. And, of
 

course, the spatial structuring that is most appropriate at one time or program
 

stage may change later on.
 

Programs that revolve hoavily around clientele felt-needs and local
 

leadership involvement--organization of coops, farmer associations, or communities,
 

for example--work best with field workers in or near the localities who have
 

flexibility to modify and improvise as 
they go along. An agricultural extension
 

program in the initial stages of generating farmer interest and modernization will
 

likewise need accessible local outlets, but later on--as 
farmers become more
 

commercially oriented or travel becomes easier--it may be advantageous to cluster
 

staff at more central points. In agricultural r4,search related to "basic" tech

nological development, having large enough centers to afford good equipment and
 

libraries, as well as breadth and depth of contributing specialties, becomes a
 

dominant factor. 
Even in research for testing resultr in various locations, it
 

7y be possible to keep professional staff clustered by relying on a network of
 

unmanned experimental plots.
 

CRITERIA FOR DELINEAlING SPATIAL PROGA UNTS*****k************-**rk, j 

4. For programs where subdivision of effort hto spatial program units 

(SPU's) is appropriate, either or both of two kinds.'of criteria may be considered:
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a. H-mogeneity, where the farms, families, or'localities encompassed by
 

any one SPU are similar with respect to one or more characteristics of
 

special program relevance.
 

b. Interdependency, where the farms, families, or localities in any one
 

SPU are linked together in some special way.
 

Programs that are divided into homogeneous areas might use such features
 

as the following to delineate SPU's:
 

...
Agronomic potential (similar soil, climate, topography, etc.).
 

...
Agricultural growth potential, including not only agronomic considerations
but also marketing prospects and status of existiug infrastructufe and
technology (Arthur Mosher's IGP, FGP, and LGP nreas for instance ). 

...Dominant type of farming.
 

...Average income levels.
 

...Dominant farm size or tenure pattern.
 

...
Dominant ethnic or religious groupings.
 

...Dominant political leanings or extent of unrest.
 

...
Degree of urban (or rural) orientation.
 

...
Non-farm employment growth potentials.
 

Examples of SPU's based on within-area interde endencies would bet
 
...
Units from which traditional government services emanate (counties,


districts, provinces, states, etc.).
 

S..Areas or regions previously used for developmental planning and implementation (e.g., the Development Blocks of India, or the new Development
Planning Districts in the U. S.).
 

..."Functional economic areas," each consisting of a nodal totm, or city,
and the surrounding localities wh!.ch 
form a highly self-contained complex
with respect to living services, wholesale and retail trade, and work
commuting patterns. 2
 

ISee A. T. Mosher, Creating a Progressive Rural Structure to Serve a Modern
 
Agriculture, Agricultural Development Council, New York, 1969.
 

2See especially the writings on 
this by Karl A. Fox of lowa State University.
 



...Agricultural trade and service areas, each including a central market
 
town and a network of outlying areas where farm products are sold and
 
supplies bought. (May or may not coincide with functional economic areas.)
 

...City "breaAbaskets," encompassing the surrounding areas from which most
 
fresh produce consumed in the center comes. (Not so appropriate where
 
trade, processing, and transportation highly developed.)
 

...Community affiliations, encompassing an area with which local people

identify on historical, communicative, or social-interaction grounds.
 

...Sphere of personal influence, embodying the area covered by an inter
linked hierarchy of key leaders and legitimators.
 

...Watersheds--location in a common drainage area or river basin (e.ga,

soil conservation districts, and the region served by TVA).
 

5. In practice, a particular program may be have two or more "layers" of
 

geographical subdivision, each of which may use a different criterion for
 

delineating SPU's. 
 For example, an extension program may be structured at the
 

higher levels along political-division lines (states and districts or counties)
 

but for particular local thrusts be organized according to agricultural growth
 

potential (immediate, future, low). Or a rural antipoverty program may be offered
 

only in states that have low average family incomes but, within these states,
 

built around functional economic area delineations.
 

GEOGRAPHIC PATTEMNS OF P[%OGCAM EXPANSION****************************************** 

6. It often is not possible right away to carry out a program in all the
 

spatial units that have been delineated. Agency resource limitations may make it
 

necessary to begin in only a few places and then gradually expand, or shift, to
 

others.
 

7. 	In such situations a number of possible expansion sequences can be
 

3
considered. Five of these are:
 

3This section draws on a useful classification presented by Earl M. Kulp,

Rural Development Planning, Praeger, New York, 1970, pp. 76-78.
 



a. Contiguous spread (called by Kulp the "oilspot" or "vector" option),
 

inwhich the program moves gradually outward from the initial areas
 

into adjacent areas. The idea is to capitalize on any momentum or
 

"snowball" effects as fully as possible, as well as to minimize travel
 

and other agency support costs.
 

b. Even spread, inwhich the program starts out in, say, one district of
 

every state and then expands to a second district of every state, etc.
 

Reasons for favoring this option may include i) wanting to test some

thing new under as wide a range bf situations as possible, ii)avoiding
 

geographic favoritism, iii) hoping for some no-cost "spinoff" effects
 

in surrounding areas, and iv)making a token show of doing something
 

that is visible to as wide a segment of the population as possible.
 

c. Greatest payoff first. Priority may be in order of expected benefits
 

to target-groups (e.g., farm income gains) or something not directly
 

related to program objectives (e.g., gaining more votes or quelling
 

rural unrest).
 

d, Greatest need first. Here again, order of priority may be related
 

directly to program objactives (e.g., lowest-income counties first) or
 

to extra-program concerns (e.g., land settlement near shaky political
 

frontiers).
 

a, Highest bidder, in which the program is expanded to those places that
 

offer the most in terms of supporting contributions, interest and zeal,
 

and/or ready-to-goi organization. Other things being equal, good per

formance in previous efforts of the same kind may be a factor. -Th"
 

may be afaftx- This may or may not be consistent with expanding in
 

response to greatest pressure for help.
 



8. Of course, the objectives leading to establishment of the program in
 

the first place will have much bearing on which expansion option is rationally
 

chosen, and two or more of these options may enter into consideration.
 

GEOGRAPHIC VS. CATEGORIC BASES FOR PROGRAM ORGANIZATION******A******************** 

9. Beyond a certain point, it may not make sense to subdivide a program
 

along geographic or cartographic lines. It may be more appropriate to determine
 

eligibility for help, and priorities for program expansion, on the basis of the
 

characteristics of individual farms, families, or communities rather than how they
 

happen to be located geographically.
 

Take for example a supervised credit program aimed primarily at helping
 

young low-income farmers to get a better start. To make its special benefits
 

available to all farmers in those counties that have high percentages of young
 

low-income farmers would result in use of funds and staff time for other than the
 

main purpose. I.e., older or wealthier farmers would be eligible for this special
 

help just because they happened to be in one of the program's areas. So it would
 

make more sense for agencies like this not to classify whole counties or dietricts
 

as beirg either "in" or "out" of the program, but to define eligibility in terms
 

of categories related to individual characteristics.
 

10. Of course, using a "categorical" approach has its costs too, for it
 

requires detailed information about the individuals or groups who seek program
 

assistance--what social workers call a "means test." So a trade-off between this
 

and the easier-to-define geographic classification is often entailed. In general,
 

a geographic approach becomes relatively more appropriate where almost everyone
 

in a region is in the same situation, and the categorical approach becomes more
 

suitable when the persons or groups of special concern to the program are scattered
 

in the midst oi others who don't merit special attention in terms of program aims.
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UNIT Le THE "HUMAN ELEMENT" IN GETTING PROGPA GOING... 
LEGITIMATION9 MOTIVATION, AND LEADERSHIP 

1. Despite comprehensive planning structuring, and phasing, program success is
s 


often disappointing because people haven't respouded to the extent, or in the way,
 

that was expected. 
This may happen in an agency's relationships with external
 

groups, in internal behavior, or both. 
How often have you heard..o"It would have
 

worked except...the farmers didn't adopt the practice being promoted...or, the local
 

leaders opposed the program...or, old-timers in the agency resisted the new leader

ship...or, there was a lot of in-fighting between two agencies."
 

2. So, underlying much of what has been discussed in the previous units related
 

to program planning and implementation is a strong need to be sensitive to the roles
 

that people have, how they are motivated, how they interact with one another, who can
 

influence their behavior, and what can spur them on tc greater accomplishment.
 

These considerations will not only affect how a program is most effectively put into
 
operation, but will also have important bearing on program design in the first place.
 

The purpose of the notes that follow is to highlight some characteristics of human
 

behavior that are frequently overlooked by program planners, leaders, and technicians.
 

PINPOINTING WHO CAN DO
 

3. 
Failure to delineate the roles that groups and individuals do or could
 

have--and how thin meshes with program needs--can lead to much frustration and dis

appointment. 
When a planner or consultant writes 
a report saying "...such and such
 
must be done..." as 
though some all-encompassing individual or agency has the scope
 

and authority to accomplish this in one blow, chances are that the ideas will end up
 
just there--in a report. 
For usually it is a matter of a series of decisions and
 

actions involving more than one person or group. 
And the change-agencies themselves
 



may only be able to set the stage and try to induce certain behavior by others,
 

rather than having much directly to do with final response or accomplishments. So,
 

it behooves program designers to think through in some detail who can make the needed
 

decision, or take the needed action, or provide the needed help...and, in turn, what
 

strategies would be most effective toward gaining the desired responses by them.
 

HAVING EMPATHY FOR HOW OTHERS VIEWTHiGS*******************************************
 

4. In seaking desired response or cooperation on the part of others, either
 

within or outside an agency, you won't usually get very far unless you try to envision
 

how they perceive your proposals and actions. Will what you are suggesting or doing
 

make them better off in terms of their felt needs and aspiration-...or at least not
 

hurt them? 
 Is what you're asking them to do in keeping with how they perceive their
 

own roles and status? In what you're doing or proposing, do they see you as "stepping
 

out of bounds" beyond your own accepted role or status? Do they have confidence in,
 

and liking for, you and the group you represent?
 

5. One thing to note in this regard is that, although what you are proposing
 

for other persons or groups to do doesn't make them worse off than before in absolute
 

terms, they may resent being "used" for the benefit of you or a third party. I.e.$
 

an element of jealousy may enter in, and in relative terms they may perceive them"
 

selves as being hurt by the proposal.
 

6. Moreover, these other individuals or groups may be suspicious of your
 

motives. Even though you may be able to demonstrate how they too can gain by
 

cooperating with you, doing what you suggest, or accepting your offer of help, they
 

may wonder if you aren't "empire building" or up to something else at their expense.
 

This reaction can be common among rural people, professional workers, and agencies in
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societies where it has traditionally been a matter of "dog eat dog" just to survive$
 

or where the government has had a history of concern only with taxation and regula

tion. The idea of altruism may just not be conceivable in such settings.
 

WHO ARE THE BEST PERSONS TO "OPEN *ORS******************************************** 

7. In inducing people to listen to new ideas or to agree to do something,
 

careful attention must be given to who has rapport with, and influence on, them. As
 

sociologists would say, there is need to legitimate proposals and actions through the
 

use of key influentials or opinion leaders.
 

For example, a farmer may not be inclined to join a new marketing co-op unless
 

other farmers whose judgment he respects decide to join too and say it's a good
 

thing. County agents in a meeting with their supervisors may not respond enthu

siastically to a proposed new program thrust until and unless key influentials among
 

them react favorably to the idea. A community development worker who comes from
 

another region or socioeconomic background is not likely to get very far if he doesn't
 

soon gain the help of local opinion leaders in reinforcing the ideas he's trying to
 

"sello" 

S. The persons who can be most influential in legitimating ideas and programs 

will not necessarily be those who hold official leadership positions, or who are the 

wealthiest, or who have the most education, or who are the most popular, or who have 

the highest social standing. In fact, relying on such individuals can be a fast way
 

to "turn off" some groups you're trying to reach. In acceptance of new practices,
 

it may be that a farmer who is known for his sound judgment is most influential on
 

others, even though he isn't the moot innovative or richent farmer in the area. A
 

"local boy" who went to college and came back to teach school may have more influence
 



ou attitudes toward improvement of local government services than any number of out

side experts who are brought in.
 

9. Not all persona in a group or locality will regard the same individual as
 

an opinion leader. A hierarchy may exist, whereby people tend to look to persons
 

slightly above their own status for guidance and reinforcement. There may be a net

work of subspheres of influence stemming from aspects of life beyond the immediate
 

activity-.family ties# ethnic groupings, political affiliations, religion, etc.
 

10. Any one individual may regard different persons as 
legitimators for
 

different kinds of issues. For example, a farmer may value the opinion of a
 

neighboring farmer when considering new practices, but may weight heavily the
 

opinion of his clergyman when deciding how to vote on community improvement proposals.
 

THE APPEAL OF
 

11. 
 One lesson learned from historical experience with extension, community
 

development, and other local-action programs is that people are much more inclined
 

to have favorable attitudes 
toward, and dynamic response to, a new activity if they
 

actually have a hand in its design and execution. 
This is true for two reasons:
 

(a) the final proram design is more 
likely to reflect felt-needs and useful insights
 

from "grass roots" levels, and (b) there is closer psychic identification with tbi
 

activity and its 
success for having participated in Its formulation.
 

12. 
 This coticept of involvement is a major reason why lay advisory committees
 

at county, state, and national levels are an integral part of such programs in the
 

U. S. as 
the Cooperative Extension Service, the Farmers Home Administration. the Soil
 

Conservation Service, and the Agricultural Stabilization and Conservation Service.
 

It is also reflected in the use of parents 
as 
4-i Club leaders, and the emphasis on
 

self-help and local organizational leadership in many community improvement efforts*
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13. The same stratey can be useful in stimulating change-agency personnel to
 

be'more responsive too. 
The agricultural research administrator who decides on his
 

own to divert his personnel to a special campaign to stop the spread of corn blight
 

is likely to meet with much internal resistance; many researchers don't want to stop
 

their "basic" studies and, as independent-minded professionals, resent being
 

"allocated" by others. 
 But by consulting with key staff (not just supervisors) as
 

soon as the corn blight problem comes to his attention and involving them in the
 

decision about what and how much to do toward curbing it, the administrator is much
 

more likely to gain their support and even enthusiasm.
 

LEADERSHIP--THAT CERTAIN
 

14. In discussing the "human element" of successful program design and conduct#
 

one could get into the usual list of desirable leadership traits--being knowledge

able# alert, dynamic, pragmatic, and willing to take risk...having broad perspective
 

poise, and the ability to "keep his cool"..oand so on* But a keystone to all this
 

is the less tangible art of knowing when to "lead" in the first place--how and to
 

what extent to employ these attributes in helping others to contribute and achieve
 

their best.
 

15. One dimension of this has to do with the basic role for an administrator
 

or lay leader to assume. One approach is to be "in charge" of everything, in which
 

line-staff relationships are emphasized, initiatives come from the top down$ the
 

administrator is the primary public spokesman, etc. 
 An alternative extreme is for
 

the leader to operate more behind the scenes, striving to create an environment
 

that--within certain bounds--enables his associates to "blossom out" to their fullest,
 

assume their own initiatives and responsibilities, and be helped with special
 

problems an need-be. The bent blend of a .proaches will, of course, vary according
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to circumstances. In general, the "in-charge" leadership approach is likely to
 

result in greater continuity, ease of changing program directions, and less danger
 

of mistakes. But often offsetting this is reduced productivity because associates
 

feel "bottled up" in their ideas and capabilities s as well as "used" toward the
 

glorification of the leader himself.
 

16. Closely related to this is the question of uow fast and far to "push"
 

people and activities. A leader who always imposes very high expectations, or who
 

is always two jumps ahead of everyone else in terms of imagination and pace of ideas
 

can have a very dampening effect on the interest, energies, and creativity of hii
 

associates. Sometimes it is better to tone down his own targets and ideas a bit,
 

and leave "elbow room" for others to amplify the notions and activities that he has
 

"seeded." This can result in greater endeavor and accomplishment from workers by
 

feeling they're doing something extra on their own, rather than always falling short
 

of some higher expectation.
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UNIT M. ENHANCING JOIKING RELATIONSHIPS AMONG
 

KEY P1OGf0lS OR COMMUENTS 

NEEDS FOR CROSS-AGENCY L
 

1. Seldom can program objectives be effectively achieved by a single change

agency or agent in isolation from others. Working at ctoss-purposes with one another
 

having gaps and overlaps in function, and being out ,f phase all can be serious
 

detriments to overall performance. Others may have useful insight, or competency$
 

or "connections" to offer that would enhance your own efforts and, pe-:haps, you in
 

turn have contributions to make that would help them too.
 

Ex&mples: A community development program prcmoting a new hospital
in a small to,m, uhile the development planning district ismoving
ahead with a regional medical network. . . a campaign to encourage 
use of high-yieldlng rice varie.ies undertaken vithout provision'

being made for adequate supplies of ti.e improved seed. . latent 
potentials for a c:edit prcg am to enhance farmer response to 
extension efforts, and vice verse... . use of interdisciplinary 
research teams to tackle complex problems.
 

2. The notes which follow suggest some possibilities and considerationa
 

in achieving closer relationships among groups or persons, either or both of
 

whom stand to gain by better communication or coordination--hcw far to go in
 

fostering and institutionalizing such linkages, and how to undertake such most
 

effectively. 
The focus here will be on linkages among agencies, or units within
 

such agencies that have common concern with a particular problem or target-groups.
 

Much the same line of thought would be appropriata for interrelating with other
 

groups with whlch a given program has "intexfaces special interest groups 

or the policymakers that undergird the progract.
 

POSSIBLE EFFECTS OF BETTER LII(GES****, *********************************** 

3. Closer communicative or action links with others can introduce either of
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'a. Information that w;.1 help ybu to 'ke' .pa• .... morw a:) ropriate actions--facts 

about target groups whom you want 
.o reach. feedback about the 

resdIts of efforts by otlhers to do something simile,:. information
 

abc-ut xhi .t 3thr-s are doing, cv intend to 'o, so that you can make your 

-p1Ea n a..cordingly. . . etc 

Gerf.' hi'on cJ r4ponses by c,%Ot , LM in closer accord with or 

, ugment yoir own.aivities---better meshing-of purpose$ scope, and 

fcu,. ertime p -,t .. contrxbutions of time, resources, or
 

.qer'Sie... help I tning toeholds with target-groups. . . etc. 

SuA .i©korAton or r,ponse 
ay'or may not carry benefits to both
 

,arttis. Thrcgi kirds 'f ctezs-impacts in teims of performance are possible: 

a. Su ementar . here another group can help you, with no partic lar
 

gmin or ,nt" o "t, or vice iel_. (E.g., findivw ou. what a zesearcY' 

2llea ic 6oing so- that you can Vlan your ne.,',projett, to avoid
 

4 plication.)
 

b, CooL^lentary--whtr:.; by keeping mutually ivnft.,-$d or iy li.c ng 

activti",,'Jou and another group can enhance one another's effective-

Aiss. QT.g., feedback t.'om extensioi& workers to research specialists
 

about prodlems needing attention and, 
In tn,, timely extension
 

*tsemination of vewi res'erch findings. . . interdisciplinary analysis 

of ru;al po' ,"tiq. blems.., multi-agency sharing of a computer 

:+ ~mvtitve-wheeby helping you, another group has co sacrifice effort 

or results in another phase of its activity, or vice versa. (F.g.,
 



diverting extension workers from on-going educational work to give
 

special help to a new land settlement project.)
 

5. The kind of cross-impact that results will affect the extent to which
 

intro-group linkages can be usefully sought and the way that this can best be
 

accomplished.
 

If supplementary, you normally can expect to obtain voluntary help up to a
 

point but, if the other party is pressed too far, this may start detracting from
 

its regular work; i.e., it may become competitive.
 

If complementary, you can expect the other party to want to cooperate without
 

any coercion or compensation.
 

If competitive, it may be necessary to obtain the desired help through
 

special inducement, such as imposition of authority, or financial reimbursement,
 

or threat of cutting off current assistance to the other party.
 

WHAT STRUCTURAL FORI4S SHOULD LINKAGES TAKE?*
 

6. To carry this one step further, there is a continuum of possible struc

tural avenues that an agency or worker can consider inhis effort to generate help
 

or response from others. 
These range from informal exchange of information all the
 

way to imposition of authoritative control to induce the desired action.
 

7. In general, as one moves doim the "C-chain" shoim in Figure M.1, an
 

increasing degree of "forcefulness" and structural complexity is entailed. 
 But
 

there is less possibility of "slippage" in obtaining the desired help or response.
 

The decision as 
to how far down the chain to go centers around two considerations,
 



Figure 11. 1. "C-Chain" Showing Gradients of P6axlble Means to Induce Intra
and Inter-Group Linkages
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a. The inherent nature of the linkages being sought (whether 'supplementary, 

complementaryp or competitive).
 

b. The skill used in handling the linkage at any one level, and the other
 

party's receptivity to it (behavioral approaches and reW.tionships).
 

In other words, by fostering clear understandings and good informal relation

ships among the groups or individuals involved, it may be possible to obtain the
 

desired reinforcement without having to resort to as much structuring or inducement
 

as may otherwise be called for.
 

14AKING THE MOST OF GIVEN LINKAGE F
 

8. Here is wh-re some concepts discussed earlier can usefully come into
 

play--empathy for the insights, capabilities, and motivations of others. 
. . 

legitimation. ° . involvement. . .behavioral approaches to organization. . . gaming. 

And there is a whole body of emerging thought encompasses in information-t comuni

cation-, and persuasion-theory that is very relevant.1 

9. So the agency worker or administrator wrio wants to make the most of 

opportunities to establish closer working relationships--or at least establish
 

better communication--with another group mi',ht usefully ask himself the following
 

kinds of questions:
 

...
Uhat is it I basically seek from the other group--some information, more
 

productive links between their activities and mine, a commitment of some
 

of their resources, or something else?
 

iFor r,comprehensive review and synthesis of concepts for effective inter
group information exchange and use, 
see ilonald G. Havelock, Planning for Innovation
 
,h;ough Dissemination and Utilization of Knouwledge, U. of Mich. Institute for Social 
Research, Ann Arbor, 1969. 

A text that focuses moue on potcntal-conflict (competitive) situations hi:
Eriin B. Bottinghann, Persuasive Communicction, Holt, ilachart, & Uinston, 1. Y., 1968. 



--

•.,As 	they perceive things, will this enhance their own endeavors, or will
 

my request be an imposition? Is their perception accurate? Am I asking
 

them to do something that is beyond their authority or capability? Is
 

there a way that I can modify my request or proposal to be more compatible
 

with their capabilities and aims?
 

,If my request is in fact competitive with their activities or concerns,
 

is 	there a way that I can induce their help without resorting to authority
 

eg., offering to help them in return for their favor, or reimbursing
 

them?
 

...
How tan I best establish contact and interest in my proposal--explore
 

things informally with a friend of mine in that group, and ask him to
 

help get me in touch with the appropriate people. . . ask my boss to make 

an official approach to the head of that group. . . involve a representative 

from their group in the formulation of our plans. . . get an "outside" 

person for whum they have respect to "say a good word". or what?
 

DOES MUTUAL HELP MAKE SENSE IN THE FIRST PLACE?************.......**********
 

10. Sometimes getting other persons or groups to help or 
to work jointly
 

with you can be more trouble than it's worth. 
There may be serious negative
 

attitudes to overcome, or a lack of vigor and imagination that would have a
 

dampening effect on your efforts. 
 Or the very procesi of opening up and maintaining
 

coummunication oc coordination channels may involve so much time and effort that it
 

detricts seriously from actual program progress-e.g., having to check with a
 

coordinating group every time you w&nt to try something new.
 



11. If getting others to work with you seems hopeless, or too complex,or' 

costly in terms of effort, two substitute courses can be consideredi
 

a. 
You could threaten to embark on the desired action yourself, even
 

though it lies within the other party's "territory," in hopes that it
 

will spur them into doing the things needed to make your program more
 

effeutive.
 

b. You could "take the bull by the horns" and actually perform the needed 

actLyity yourself, even though it means duplication of facilities or
 

effort.
 

12. Such strategies are usually employed as "last resorts," but it could
 

be quite rational--having weighed the benefits and costs of these against trying
 

to get others to cooperate--to turn to them before that stage.
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XAM - July 20, 1971
 
Agricultural Economics 4250
 

Agricultural and Rural Program Planniug
 

Indicate by encircling the appropriate letter whether you agree with (A),disagree with (D), or ar unsure about (U) each of the statements belw. Underlninug
is used to emphasjLz kay points. 

If you agree, briefly elaborate or Illustrate. 

It you disagree or are uncertain, briefly explain why. 

Complete sentenceo are not Deeded; write just enough to maim your points
clear. 

to An example of 
of covmty personae 

iyrtunLty cost" is 
travel-OxponN 

the direct marginal outlay--added numbers 
etc.- sssocLated With the Introduction of 

a new nutrition education program. 

A D U 

2. It is not nmessarily true that a :chanp-aSacy mot be primrly dVot to 
helping its target groups to l1rove their omwell-bLng. 

AD U 

3., One way to eliminate all "ali a " between plans for agricultural Moderniza.tof and the actuSa c a ta glplace an fare is to place all farming
operations unid direct control of gowrent agencies. 

A D U. 



2 

4. 	The moot effective wvy to make rational decisions about how to allocate change
agency resources among alternative possible uses is to estimate the total 
benefits 	and tot#l costs associated wLth each alternative. 

A D U 

5, 	In deciding which target groups to Lve priority to, about the only thing the 
administrator of a multi-purpose camunity improvement program can do is M 
his me peronal prferences (value J gmntsA V).A D U 

6. 	 As w have used the torm in this course, m exmple of a"1faE -ff is whe 
one agency ofters to assist mother agency in return fot its I41P in working 
toward te sam objective. 

7. 	 A Plus-and-emnus chst is a way to show schamatieally how action proposals 
compare in terms of each relevant objective or consttaint, but in itself dovjan 

u11 	whi! - -i t h e.be t.Ach 	ro MoL I 

of oomoetional bft.t-Cotfit 	 to establish8. 	 One criticim that am be made 
project prLort rs is that it doexn't ma h e ally W 
loses. 

A D 0 



3 

9. 	 To predict the lyL)l F outcmos of a new extension progrM. it could be more 
accurate to use the sobjectLve judgaents of personnel who know the area than to 
depend on the quantitative results of a pilot progra ronducted elsewhere. 

A 	 D U 

10. 	 The main rationale for ciglunding (or dco-atint- ) benefits and costs of long
term project proposals is that ntersst cost of rring funds to finance the 
projects ueed to be reflected in the comparisons. 

A 	D U 

Ho 	 Suppose that two anti-poverty progra proposals are being considered: (A) "con
servation corps" jobs for those who can't fLrd work and (B) Improved vocational 
training in the high scbools in low-incomis eommnties. By the end of a IS-year
"economic horLzon," the direct annual income generated would be the same for 
both--$60 million. The gains from Alternative (A) would be spread evenly over 
the 15-yoar period; the gains from Alternative (B) would be bunched toward the 
and of the period. It would therefore be advantagous to choose Alternative (A). 

A D U 

12, Linear progreming in a technique that can be used to dete rine optintu strategies 
where a change-agency is encountering active opposition from another group. 

AD U 



4 13. Suppose 	 that experts guess that sleeping 	aiLcknaes-control"expected payoff" 	 research will have anof $80 miLlion and the odds of 	a new breakthrough will bewhereas emphasLs on 	 30%,livestock nutritton
of $50 million and be 90%sure 

research wil I have an "expected payoff"of accomplishing something. It would thereforebe rational 	to concentrate on the slepig sickness research. 

1.In order 	 o maxhiies u-u
 

8attv..t e.ngr 
 progrp tayf , it wirll &lwtyg uudW sens 

A
15. Inorder8 	 D Ut~oomaxi 4alongtovai Drgam n-a=- , Itvi aw- ai es 

15. TZobe as 	y. orous and , an vm-nnovatve,,Wit is very 	important to ae to ittha a progrm is wcll eoord ated t ly -ade-Liter.d. 
A 0 V 

16. Following is a PERT-type diagrm for implementing a comunity 	dovelopmutproject, showing times 	involved in days: 

Te cl 

The critical 	path would be -_3-4-8-1. 



17. 	 Suppose that activity 4-8 had to be lengthened to 4 days. The critical path
would then bae 1-- , 

A D U 

18. 	 Making law-interz loans available to all farmers located in counties which 
have average farv sins" of 50 acres or under L% an example of a categorical 
criterion for determining eligibility. 

A D U 

19. 	 To be moet afficLats agricultural extension progrms should be organised into 
districts that coincide with functional economic areas. 

A D U 

20. 	 A coal mine owner would probably be a good Is Ltimator for convincing his miners 
that it would be a good thing to raise vesgt= "ains to aupent their 
earnings. 

A D U 



Ag. 	 Econ. 4250 

A169~ if for NOw Jun 21 

OVERVIEW OP CHANGE-AGMC ROLES AND ICISIOMS 

Core Rvadinas 

Unit A summary, Introduction (handout).

Unit B summary, Chaue-Agencies as Vehicles for Agricultural Moderntstio ad
 

Rural Developget (handout),-

David W. Brown, Putting Rural Development Policies into Action (handout).

David W. Brown, RuraL Deve).pent Agencies as Decision 1akera (handout), Read
 
pp. 	1-2 and scan the rest.
 

ZaE 	 discussion inclass 

I. 	Thinking of a place where you have lived or worked, what are some key
educational, research, and action programs aimed especially at farmers or
 
rural people?
 

2. 	 In terms of my awareness-capability-motLvation framework, what function(s)
does each of these programs serve in stimulating these target-groups to Make 
changes or in improving their well-being? I.e., what elements do these
 
programs facilitate that would not be puJssible were the farmers or rural
 
people left "on their own"? 

3. 	For each of these programs, is the basic objective to help farmers or rural
 
people improve their own well-being, or is it to induce these target-groups
to make changes desired by other groups in the area or nation? 

4. 	Thinking of a change-agency that you have special knowledge about or interest
 
In,what are some major alternatives that can be considered in deciding
 
w to reach, what to do, and bow to go about it?
 

5. 	 (If you have previous experience with this change-agency) What in your
judgment hav:, been the most important elements that have impaired fuller 
effectiveness--shortsighted planning? poor organization? vague objective.l
oversensitivity to political pressures? poor relations with other groups?
lack of resources? or what?
 



Ag. Econ. 4250 
Ausaimpnt #2 f Tuesday, J 22 

WHAT PROGRAM PLANNING 18 AND DOIS 

Unit C summary, W Progran Planning Is and D (handout)
Rainer Schickele, Motives and Criteria f Nlational Aricgltural Plannig (Ag. 

Library Reserve). Read pp. 1-16 especially. 
Ben 	 W. Lewis, Jordan Is People: So Is Economics (handout).
David W. Brown, Some Thougts About Agriculfural DevelogMt Planning (handout), 

Skim, noting pp. 11-12 especially. 

For 	Discussion in Class
 

I. 	Based on the readings you have done so far and your own comon sense, what 
purposes c~a planning at the national policy levels, as well as at operations 
program levely, verve? 

2. 	 Schickele distinguishes between two kinds of plannings allocative planning 
and institutional framework and incentives planning. Thinking particularly
of your home area or places where you have worked, what are some examples
of public actions and programs that relate to each category? 

3. Sometimes policymakers and planners and national or local levels are prone 
to think thht passing laws, appropriating funds, formulating long-term plans, 
or establishing targets will automatically insure desired socio-economic 
changes In agriculture or other sectors. What kinds of "slippages" may take 
place that impair or distort actual achievement of results? 

4. 	 Som. persons stress agricultural program and policy planning "from the top
downs" whereas others would build up regional and national plans from felt 
needs at the "grassroots" level. What are son pros and cons about this? 
Can the two approaches be blended together? 

5. 	 In one important sense, a county agent, or a community development worker, 
or an agricultural researcher can be a "planner" just as much as persons in 
national government departments and planning agencies. Explain how this is 
true. 



Ag. 	Soon. 4250 
Asaigmaient #3 for Wednsday, tun 23' 

COMUsUCrS FOR PROM* D3G3SIL%~iA4M=11 

Co Readns 

Unit D sumary, A Framwork for O-.1rationa1 Decision..Yul-1ng thand~qt).David W. MroM,,, AVaxo aon n 
 (hAout). Read pp. 2-6.(If 	 you aveI had much backg d--ikIn economict you May.i. ft.helpful also to
review sectionsa it,an Lntroduc.or,-econowiLca or agricultural economics textbook
 
related to the "o' iportunity-cost" or "equ-~ux £ual" 
 'rinc~ple.) 

To be Uan'. l in 

As xV'Vaz-up" tir 	 the program design problem that you individually w1ll betackling during the remaln i of the teem in exercises and 	in the end-of-term
diagnostic report# Jot dowi 
Lin outline Zor if you wish) some notes about the
 
following: 

I- What specific egency, pzogram, or decilon-situation are you pltu.ing to focus
 
on?
 

2. 
What group or grocps is the progra'i trying t help?
 

3. 	What goais (kinds ct changes or accomplLi ments) n,* of primary concean? 

4. 	What crae.r&tanto need espec.ally to be taken into eacount--e.g., liitatf.ow 
in pars7Lnl, facilities, lunds or adminitrative capacity; pressures for quickresults' avoiding negative effects on other groups; attitudes of people--when
pinpoint-ing tf.e relevant posabilities? 

5. 	 What key pernons - groups .irv involv?,S in makin% ,! 'iLioas for &he program? 

6. 	With ths scope of the problem as ja hava delineated it, what 1rky decisions
have to.,. noAao, and what basic alteruatives can ba considered for each? For
each daciaian, kv this prd'zarily a mattqr of ei:her-or, ardorinv,of priortiea
,aguenco., or "ix" of activities? 	 =2ei r, fproite, 

7. 	Is this a situation that 
!ends itself Lo a .ynotic decision-making approach(6.g., designing a major new 	 program from sraiaic"or wo:ld a partial incremental approach be more appropriate ,eog., evaluating proposals for 
 ost
 
mgdifiLttions in an on-goLng program)?
 

The 	purpose of this aercies is to help you relate the decision-making constructs
in your readings to the particular situation that you have in mind, as well as 
to

let 	me know what ,you propose to focus on. 
 If you have difficulty in selecting a
problem or in delineating a specific aspect, I'll be glad to help you.
 

http:liitatf.ow


Ag. Ncon. 4250
 

Assignnt #4 for Thursday, June 24 

*COMGoAS MAm, AID'DBCISiOWgRITWRA 

Core Readings 
Unit D sumnary, More on als Constraints, and Decision-CrLtsria (handoUt). 

David W. Bro u,a Development Agencies asDecisio kers (handout), pp. 6-7.David W.Brown, Sore abot 	 lAin
DavdBrwnScuV Thugts UToC-Ultural Developuent Planning (handout), 

pp. 7-9.
 

To be Handed im
 

Thinking again of the t-eazproblem that you are focusing on... 

1. 	What primary criteria (operational objectives or results) would seem to be
 
appropriate for evaluating the program alternatives that can be considered?
 
Are there any secondary criteria (side effects, time constraints, etc.) that 
apparently need to be taken into account too? 

2. 	Is this the kind of situation where there are. important "trade-offs" among 
competing objectives when considering program alternative%? Or is it more a 
matter of how to work towr.rd a single dominant objective most effectively? 

3. 	 If you were a planner or decision-maker with the agency and the objectives 
were not clearly defined or weighted, how might you go about pinpointing thase 
more precisely? 

4. 	Is this the sort of. situaton that lends itself to use of quantitative targets 
for either stimulating greater effort or measuring progress? If so, would these 
best be at the level of final impacts (e.g., farn income changes), 
response (e.g., no. of farmers adopting new varieties), agency "output"-(e., 
no. of local demonstrations), or what? What specific measurable indicators 
would be most appropriate?
 



DWB 71-40
Ag. Scon. 4250 
Assigmant #5 for Moday,Jme 28 

MCTIIDS FOR EVALUATINO ALTUUKTIVRS MND ETALSMUG PRIORITIES 

Core Readings 

Unit F suary, Som Orational Methods for Evaluating Program Alternatives 
(Handout). 

George Waldan, s--an Progam Budgeting in the U. S. D ment of Agriculture 
(Handout). Skim, 

To be Handed in
 

In connectin with your trm problem example, chances are that there is a key 

decision to be made for which two or more courses of action can be cosidered.
 

And chances are that these alternatives need to be judged not only in terms of
 
terms of additional consideraimpacts on a certain major goal or group, but also in 


tions such as effects on other groups, drain on agency resources, difficulty of
 

administering, or speed of results.
 

Try to develop a "plus-and-minus table" that shows the relative effects of
 

these alternatives in terms of each criterion, as best as you can Sss at this
 

stage. (See pp. 5-6 in the Unit F sumary.)
 

Is one alternative clearly advantageous in all respects, or is a "trade-off" 

involved? 



DWB 7.47
 
Ag. Econ. 4250 

Assiguent #6 for Wednesday, June 30
 

SIZING UP PROGRAM NEEDS, FORMUTING PROOSLS, ANUD STIMTING OUTCOKS 

Core Read mas: 

Unit G Summary, Pinpointing Pr Nrmdsand Possibilities (handout). 

P L Situation in Rural Develogment and Agrarian ReformDavid W. Brown, Siziga 
Planniu (handout). Skim. 

To Be Handed Ins
 

Focusing once again on your individual tam example:
 

I. Is yours the kind of situation for which it would be helpful to conduct a
 

benchmark study to identify priority target-groups, to pinpoint 
existing
 

obstacles that prevent them from making the desired changes, and/or 
to
 

delineate courses of action within the scope of your proposed program 
that
 

would be most relevant for consideration in helping to alleviate these
 

obstacles?
 

If so, what kinds of information would you seek, and from what source(s)
 

would you get this?
 

2. Based on what you now know (or have assumed), develop a "decision 
profile"
 

which summarizes schematically the alternatives that can be considered 
for
 

each of the major kinds of decisions that need to be made in connection with
 

(See page 4 in the Unit G Summary for an illustration.
 your example. 

. Credit Program, notIncidentally, the title of that figure should be.. 


Credit Union.)
 

3. For one or more of the key decisions that have to be made in
your example,
 

how might you go about estimating the likely results ("input-output 
relation-


What possible

ships") associated with the alternatives that can be considered? 

"slippages" between the program-input stage and the final impacts on target
 

(You may want to tackle this question
group need to be taken into account? 

in terms of the alternatives and just one or two of the criteria 

shown in
 

your earlier plus-minus chart.)
 



Ag. 	Econ. 4250 INB 71-48
 

Assignment #7 for Friday, July 2
 

DECISION COMPLICATIONS AND REFINEMENTS 

Core Readia 

Unit H Sumary, S Decl.sion-Makina Complications and efinemAts (handout).
 

(For some sources of further detail, see reading Lists #71-31 and #71-33.)
 

For 	Discussion in Classt
 

1. Explain in your own words the underlying rationale for using "discounting"
 
or "compounding' to compare project proposals with differing gestation
 
periods.
 

2. 	In program planning you may encounter (among others) two situations that 
seem to be paradoxical: (1)a high-risk situation inwhich there is 
perfect knowledge about possible outcomes, and (2)a low-risk situation 
inwhich there is little knowledge about possible outcomes. How can this 
be? Can you think of examples of each? 

3. Ic your individual term problem of such a nature that (L)discounting,
 
(2)risk-analysis, and/or (3)game theory would be useful as aids to makina
 
any of the decisions involved?
 

4. Can you think of other program-decision examples from your own experience
 
for which these analytical approaches would be appropriate?
 



Ag. Scon. 4250 	 DVB 71-49
 

Assignment #8 for Wednesday, July 7 

(REATIVE PROGRAM ORGANIZATION AND ADM ISRATION 

Core Reading: 

Unit I Sumaary, Creative Organization and Administration (handout). 

A. T. Mosher, Administrative Experimentation as a "Way of Life" for Development 
Projects (handout).
 

W. S, Sayre, Organizing for Innovation within Government (handout). 

Also, as one of your personal exploratory readings, you may find very helpful the 
article by Saul Kats, Administrative Capability and Agricultural Development: 
An Institution-Building Approach to Evaluation (on reserve and in the Dec. 1970 
issue of the Am. Jour. of Agr. Icon.). 

Questions for Discussion and Thought:
 

1. 	As you read Sayre's article, think of an agency or program that you know about
 
that does not seem to be as progressive, dynamic, or effective as it could be. 
What appear to be the major causes of its failure to be more innovative or
 
productive--unwillingness of administrators to "stick their necks out" or to
 
offend certain groups...excessive red tape...lack of enthusiasm and dedication
 
...poorly qualified personnel.o.constraints of enabling legislation or low
 
budgeto...or what? Is the failure to innovate more (1)policy (program
 
content) or (2)procedural in nature? Does this stem primarily from external
 
or from internal sources?
 

2. 	Suppose you took a middle-management position with this program. What are 
some things that you might do to help generate greater innovativeness and 
productivity within the scope of your responsibility and influence? 

3. Dr. Mosher favors trying out, modifying, and evaluating new program ideas as 
an !ntegral part of on-going programs, rather than starting out with pilot or 
experimental approaches that are more separate, visible, and rigid. What an 
pros and cons of this? 

4, 	In thinking about the implementation of the program related to your individual 
term problem, are there one or;uore basic organizational approaches that seem 
especially appropriate? Are there some unique problems that need special 
attention in getting the program going--e.g., getting diverse groups to 
work together, locating personnel with scarce skills, organizing logistical 
support, etc.? Are there some particular dangers to avoid when implemenng 
the program? 



Ag. Scon. 4250 1WB 71-50-

Assignment #9 for Moday, July 12 

PROGAM6 PHASING AND S(YTLUBCK SUMMAITION 

Core Reading: 

Unit J Sumary, Prevention and Alleviation of Progra Bottlaneeks (handout). 

Office of Economic Opportunity, PERT for CA Plansingg Vol. Iv Sections 1 through 
4 (on reserve in the agricultural library). 

Clair Wilcox, alaysia's Experience in Plan Preparation and Impleentation (handout). 
Especially pp. 5-10. 

We shall be discussing this in class on Thursday, so doing so=u of the above 
reading before then would be very helpful. 

The main thing is to start studying OKO'a PET for GAA Planning, which is a 
programd instruction manual that explains the idea of network pathing in as simple 
and systematic fashion as anything I've seen. It will take you threw or more hours 
to go through the four sections assigned, and you probably will want to do it in 
two or more sittings. There are five copies on reserve but, even ao, you' 11 want 
to got started on it well in advance to avoid the last-minute rush. Copies of the 
second volume are also on reserve in case you care to dig into 2T further. To 
enable the next person to learn as much eas possible, please do not write anything 
in the manual itself[ 'Usescratch paper. 

I won't expect you to know all the ins and outs of PERT (even if I knew), 
but there are some key concepts and terms that I hope you will become fmiliar with. 
These include: activity event, milestone, PERT chart (or network), critical path, 
dM actLvity, *itimted ist tie ,s and latest allowable time. 

To be Handed in (Monday, July 12): 

For either the analysis or implementation stage of the progrma related to your 
term problem, develop a PERT-type chart showing the key activities and events and 

how they relate sequentially to one another. For this exercise, there is no need 

to put in estimated times unless you care to do so. 



Ag. Soon. 4250 WI 71-51 

Assignment #10 for FrLday, July 16 

FINAL RZPRT FOR YOM ZNDIVIDUAL THR PIOBLIS 

Now comma the time to bring together your previous hand-Ln exercises, and .thoughts 
about improvement you've done since then, to prepare a diagnostic think piece about 
the planning and execution of the action program or research project you have in mind. 

What I would like to be handed in is a cohesive, systematic analysis of the 
objectives and constraints involved, key decisions to be made and the alternative 
possibilities associated with each, methods and informational needs for evaluating 
the alternatives (it the best decision isn't obvious), and the steps entailed it
 
implementing one or more of the liuis of activity being considered. 

Hake it clear from whose eyes you are viewu g the planning problem. You could
 
assume the role of a consultant who has been asked to cow up with a briefing paper 
on issues and alternatives related to a program proposal at a help to administrators 
in making decisions about program components and organization. Or you could cast 
your report as the initial analysis that you could usefully go through, in your mind 
at least, if you were assigned the job of getting the program underway. Or you 
could focus on the very process itself of assembling and analyzing information for 
guiding decisions. 

There is no need for your think piece to be lengthy or in fancy prose. In 
fact, the more efficient you can be in presenting your line of analysis (e.g., using 
diagrams), the better. Yet, it should be understandable to others and not so 
sketchy that your ideas are in broad generalities or an incoherent jumble. If you 
find soa of the constructs and devices used in class and in previous exercises 
helpful (e.g., the awareness-capability-motivation framework, the plus-minus chart, 
the "slippage" diagram, the decision profile, or the PERT network), fine; but don't 
feel you have to twist things around to employ these if they don't seem appropriate
and/or you have come up with better approaches for viewing things systematically. 

If the above suggestions don't seem to fit your particular problem very well, 
please feel encouraged to se* m about ways to adapt your analysis and report 
appropriate!'y. 
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Asai 	pint #11, for Wad esday, July 14 

80w.AHmCAL CRNZTZlU 0OEnF~ I 

Core Readin~s t
 

Unit X 8uMWy, eoIaphicl Organization of Progrms (handout).
 

Karl Av Fox, A Nw Strategy for Urban and Rural AMrica (hsndout). Skim.
 

Almo, you arm ewouraged to browse through A. T. Mosher's little book* 
ePr ssive Rural Structure, as me of your personal readings (on resm In the 

ag. library). 

Ques~ftfor Thou&gh Discussion: 

the basic idea underlying the concept of a "functional1. 	 Deacribe in your own words 
economic area." Can you think of some examples of agricultural or rural programs 

for which JA's might be appropriate as spatial program units? 

2, 	What other possible bases for delineating spatial program units can be considered? 

the 	sort of activity that lends itself to sub3,. 	 Is your term problem example 
If so, what are the pro'a and con's ofdivision into spatial program units? 

large outlets or program areas, as opposed to operating through
having only a few 
many local units? What basis for delineating spatial program units would sees 

to be most appropriate? 

4. 	If the program example you have in mind cannot be impleuented everywhera at
 

onc, what criterion for expanding the program, either to more spatial rogram
 

units or within SPU's, would appear to be most appropriate? 

In your case example to organize the program along geographical
S. 	Donse it make sense 

Or would it be better Lnstead, or in addition, to evolve and expand the
lines? 

program along categorical lines?
 



W1 	71-53
Ag. Econ. 4250 
Assignment #12 for Thursday, July 15 

THE HUMAN EL1EMENT
 

Core Readins:
 

Unit L Suaary, The "Human Element" in Getting Programs Going--Legitimation, 
Motivation, and Leadership (Handout).
 

Questions for Thought and Discussion: 

1. 	 Explain and illustrate the concept of "legitimation." 

2. 	Explain and illustrate the concept of "involvement."
 

3. 	 From your own experience can you cite some examples of reduced progrm 
effectiveness that resulted from 

a. 	 failure to relate to the motivations and perceptions ofkey, person's 
or groups?
 

b. 	poor leadership?
 

4. 	In connection with the action or dissemination of information related 
to your term problem example, is there a need to "legitimate" with key 
influentials or to "involve" local leadership? If so. whose help would 
you seek, and how would you utilize them? 



Some readiug on... 

OVERVIEWS OF A%ICULTURAL AND RURAL PRO(" PLANNING 

3aum, Warren C. The project, cycle. IMF/IBRD Finance and Develoment. 7(2): 2-13.
 
Junie 1970. 

Beal, George H. and othei:s. Social Action and Interaction in Program Planning. S544 
Iowa State Univeraity, . 1966. Se asjcciaiIy pp. 5-12. .B35 

Brown, David W. Puttin[ Rural D-x1.' 1entPolicier into Action. Himeo 69-39, 
6 pp, Way 1969. 

Brown, David TAY.Rural ev,1c ant A 'nciceo as -eacisioa-Makers. Mimeo 68-1, 15 pp. 
August 1968. 

Br.-m, David W. Some .Thpuphtaabout the Who's, What's and Hc,'s of the Texas Ama 
Fama naemet Progr=. Imimso, 12 1p. May 1961. 

Food and Ariculture Organization, U.N. I.ntreduction to A rcultural PlaMnn . 
Agr. Planning Series No. 12. 1970. 

Joy, Leonard. Problems of agriculturttl adrui.nistration and extension services. HD14O 

East African Jour. of Rural Develoan.t. 2(l): 1-8. 1969. .E27 

Katz, Saul H. Adminiptrative capability and agriciult!ral dcvelo r.,:Cnt: an S560 
inetitution building aproach to eva'luati".n. Am. Jour. of Ar. Econ. .J6 
52(5): 794-802. (See alro dilZCt slion, -()5-8-0-7.December 1970. 	 4p. 

Ktip, Eairl Rural __ 1annina: Systm ind WorinSHN7.5H. IDevelM cj~aq 
,lthod. acer, N.Y. 1970. See c ipcially pp. 3.-24. .K8 

.1L 2e;n 	 luSo'_ocot£ i 

North Carolina State. University. • Chau e. Agricultural 

Policy IniiLitute, 11aleigh, 1964. 
.. Structural Continuity and the proceris of planiting change, pp. 29-52. (Also 

discussion: pp. 53-56.) 
•.. A political science approach to planning chaw;K pp. 57-69. (Alo
 

discun:Nkion, pp. 71-475.)
 

North ChroliMa taU:c Iniversity. Selected Pernapectives for Communitv Resource 1 15 
Deoveig(nti. . Agricultural Policy Institute Seri-s 39, Raleigh, 1969. .S44 

...Community econowic grL'th--traps x d opporLutities, pp. 17-23. 

...Some important consideration, in regional ecoromic develowint, pit. 25-38. 

Solomon, Morris- J. Ana ysis of Projects for Econotaic Growth. Praeger, N.Y. 	 HD82 
.858951970. See especially: 


*..Ch.1, Projet analysis: a step in economic development, pp. .5-36.
 
... Ch. 2, Decision.-making and implem.ntation, pp. 37-58.
 

Tichenor, Phillip J. and Vernon W. Ruttan. Resource Allocation in Agricultural
 
" .... of Minnesota r-
Itesearch: The Minnesota 13It 


repot.1969...
 



Spring Review of the New Cereal
1.S. Agency for International Development. 

en asta. May 1969.
Varietie's - M.anag 

H14D15
Western Reserve
Rural lnning in Developi Countres

Weitz, Ruanan (ed). 


University, Cleveland, 1966. -R4
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Som readings ones* 

CfLNGE-AGENCIES AS VEHICLES FOR SOCIO-EOONOMIC TRANSFORMATION 

Beal, George M. and others. Social Action and Interaction in Program Planning. S544_ 

Iowa State University, Ames. 1966. . 835 

...Apperdix Ill, 1cm. does social change occur? pp. 484-495. 

Galjart, Benno. Rural evolopment and sociological concepts: a eritique. 1T401 
Rural Socioloy. 36(1): 31-41. March 1971. .RB 

Gallaher, Art (ed.). Perapectives in Develovnental Change. University of Hi8
 
Kentucky, Lexington. 1968. *P4L 

Hapgood, David and eridin Bennett. A&enta of Chan A Close Look at the HG60.5 

Peace Cor . Little, Brown, Boeton. 1968. .A33 

Hunter, Guy. Modernizi.U Peasant Societies. Oxford University, N.Y. 1969. 111980
.H83 

llchman, Warren E. and Norrman Thoaas Uphoff. The Political Economy of Ch L. 
University of California, Berkeley. 1969. JP60 

.15
 

Iowa State University. Rese;rch and Education for Regional and Area Develoeent. 
Center for Agricultural ind Economic Development, mes. 1966. HT391 
...Ch. 6, Adaptin[; social institutions: the Appalachian region, pp. 110

120.
 
...Ch. 7, Political process and feasibility of regional developments
 

pp. 121-127. 
*..Ch. 9, Altcrnative legal structures for regional development, pp. 133-144. 

Kulp, Earl M. Rural Development Planning. Praeger, N.Y. 1970. 11N17.5 
.. Ch. 2, The development process: concepts and elements, pp. 26-44. .K8 

... Ch. 3, The development process: stages and phases, pp. 45-64. 

... Ch. 4, Institutional structures and options, pp. 65-80. 

Michigan State University. Development and Change in Traditional Agricult ire: 
Focus on South Asia. Asian Studies Center Occasional Paper. Novembe7: 1968. 
...Ralph W. Cummings, Technological change in agriculture, pp. 30-39. 
...Joseph W. Elder, Cultural and social factors in agricultural development, 

pp. 40-51. 
... Kusum Nair, Inducing change and mass participation in development, pp. 52-62. 

Mi1likan, Max F. and David lapgood. No Easy Varvest. Little, Brown: Boston. 11D1415 
.R
1967. 


Montgoiuery, John D. and William J. Si.ffin (eds.). Approaches to DeveloPment: J 3'32 
Politics, Administration and Change. McGraw-Hill, N.Y. 1966. ,M6 

Mosher, Arthur T. Geting Arriculture M . Agricultural Development DI1415 

Council: N.Y. 1966. -see also companion publications-Training Manual, .M155 

Case Studies, and 2 vols. of Selected Read:ngs.) 



Vyren, Delbert To (ed.). Strategies for Increasing Agricultural Production on MAIL 

Holdings. CIMl Puebla confer encc report. August 1970. (e e aclally 
pp, 11-18 and 63-68.) 

North Carolina State University. Selected Perspctives for Cpmunity Resource U15 

Development. Agricultural PoVlcy Institute Series 39, Raleigh, 1969. .S44 
. 
...A description and assesswn of comnunity development, pp. 143-180.
 

...The cormunity setting, pp. "85-192.
 

Phillips, Hiram S. Cutde or D e- oent. Praeger, N.Y. 1969. HC60 
,P49 

Schickele, Rainer. Arqarian Revolution nnd Economic Progres. Praeger, N,.Y 
RD14151963., 


.832 
The Puebla Proj . A/D/C Reprint. June 1970. 

Vilcden, Arthur F. QLrinajNu y 52M &. Bedminster Press, Totowa, N.J. 1970. 1f17.5
 

...
Ch. 4, Conflicting philosophies of community development, pp. 66-77. .W554
 

.... Ch. 5, Backgrounds of historical experiance, pp. 78-103.
 
..Ch. 12, Action the goal of community development, pp. 239-260.
 



Some 	 readings on... 

wnIAr 	 PLANNING IS AAD DOES 

Brown, David W. Sme T - about Agricultural DevelopMnt ,ininZ." Himieo 
71-8, 12 pp. 1965. 

Clawson, Marion. National cdevelopment planning and agricultural planning. Devel-	 HCIO 
o ent DijEjs, 2(3): 43-53. January 1.964. 	 .D4 

Food 	 and Agriculture Orgail'ation, U.N. Introduction to Agricultural Planning. 
Agr. Plan.ing "-:tudix.s No. 12. 1970. (See especially pp. 2-6, 104-1I16.) 

E'riedmann, John. The uses ol. plijinir.. Develropln Uit.t, 6(0): 11-16. KClO 

January 1963. .D4 

Geiger, Theodore. Why private sector parrticipation in development planning. IClO 

Developnt p 6(14): October 1968. ,D4,st 17-22. 

Georgulas, Nikos. Some operational problems of r Iral development planning. JC36' 

International DI-:vloc ant P.eview, 11(2): !9-21. June 1969. .Ail5 

Griffin, Keith B. and John L. Enos. Plannii DeveloU!.ent Addison-Weslay, 	 10D82 
.1559Reading, Mass. 1970. 

Kamarack, Andrew M. PlnG and planning for Africa. Developent Digest, K1om 

6(): 23-29. January 1969. D4 

Kulp, Earl M. Rural Developmnt Planning. Praeger, N.Y. 19'0. HII 

... C.h 5, Planning systems: concepts and criteria, pp. 81-99. 17.5 

Lcvin, Melvin R. Community and Regional Planning. Praeger, 11,Y. 1969. See 	 3S341 
.1,4especially: 


...Planning: from now nationalism to Great Society, pp. 1-16.
 

Levy, Fred D. The uses of politics. Developuent Digest, 6(l): 6-10. 	 "ClI 
,D4January 1968. 


Lewis, Ben W. Jordan is peoplo: so is economics. Oberlin Alumni Magazine. March 

1960. kReproduced in uhi..co 69-11.) 

Michigan 3tate Univc-rsity. Development and Change in Traditional A&riculture: 
Focu. on South Asia. Asian; Studies Center Occasional Paper. November 1968. 

... Edward S. Mison, Planning for economic and agricultural development: How 
(om:phienalive should t~he planning process attempt to be?, pp. 9-18. 

Kasher, Arthur T. Organizing and Plannin , to Create a Modern Ariciultura. Draft 

ot lectures presented at the Indian Agricultural Research Institute, February 

1971.
 
---A .tsr& I- Plnnninv to create a modern agriculture, pp. 73-121.
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North Carolina State University. Planning Socio-Sconoic Chan . AgriculturI" 
Policy Institute, Raleigh, 1964. 
... Planning'change in the underdeveloped countries, pp. 121-129. (Also 

discussion, pp. 131-133.) 

North Carolina State University. Selected Perfspctivaq r Cawinity Resource HO15 

Developnt. Agricultural Policy Institute Series 39, Raleigh, 199. .$44 

.. The role of government in social action and resouree planning, pp. 285

300.
 

Schickele, Rainer. Motives and Criteria for 1tiqwl A(gcultural Planning. 

Paper presented at Rehovoth, Israel, 1963. 

Singh, Tarlok. Towards an Integratoe Societ . Greemwood, Wetport, Com. 1969. HG34.2 

(Deals with India.) See especiall"!L/ 
... Part II, Planning and plan implemtation, pp. 251 4 . Indtan 

Sirkin, Cerald. The Visible Hand: The Fundau..ntal 0 _concaic Plauninge. 	 W62 
.3559kGraw-Hill, N.Y. 196 . 

Stolper, Wolfgang. Plannin Without Factat Lasaone in 4sousce Allocation M1I0 

froim Nigria's Dev 6,-T See also rei eivFS7vjid .C453 
Cultural ChanLe, -18 ):!30-133, October 1969.) 

Waterston, Albert. Development Plan :n,Lessons of Experience. John Hopkins, 11)82 
.W28Baltimore. 1965. See especially: 


.. Ch. 2, The many meanings of planning, pp. 8-27. 

Waterston, Albert. An operational approach to development planning. Inter- JC362 

national Development Review, 11(3): 6-12.. Sapftfe '1969. .AI115 

Waterston, Albert. A pragmatic approach to planning. DevelopMit Digest, 6(): 
11-16. October 1968. 

Planing pmnt--
.I7'W4

Weitz, Rannan and A. Rokach. Agricultural Plveloet and 	 S471 

tion. Praeger, N.Y. 1968. 

Weiti, Raanar and Y. Landau. Regional agricultural development to the meM BIH0 

for implementing national agricultural development planning. Devlovmnt .D4 

Dt.t, 2(3): 54-60. January 1964. 

Weitz, Raanan. Rural develolxent through regional planning in Israel. Joui.,. 	 8560 
.36
 

o. Farm Econ., 47(3): 634.65. August 1965. 


WJledon, Arthur F. Comunity Develoveme.. daRzister 1 rss, Totowa, N.3. 1970. M17.5 

.*.Ch. 9, The need to formuLate ihort-rangs end long-range plans pp. 15?- .X554 

170. 
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Some readings on...
 

CONSTRUCTS FOR WOM.AM DECISICN-MAKING
 

Braybrooke, David and Charles E. Lindblo . A Straty o Decision. Free Pr ss: 1161 
N.Y. 1963. (See especially pp. 6-19 and 61-70.Y ,B6 

Charlesworth, James C. (ed.). Contcmporarv Political Analysis. Free Press: JA73 
N;Y. 1967. .45 

Fishel, Walter L. The Systematic lnin cf Public eseach-An Applcation to 
Human Nutriticn Research. Dittoed paper, University of Minn., Dept. of Agr. 
iad Applied Ecoh. October 1970. 

Gore, V. J. Administrative Decision-Making: A Heuristic Model. Wiley, N.Y. 1D38 
1964. (See especially Ch. 4, Decision theory fragment, pp. 128-154.) .G64 

main 
Gore, W. J. and J. W. Dyson (eds.). The Making of Decisions: A Reader in RD38 

Administrative Behavior. 1964. G644 
main 

Hirschman, Albert 0. DeveloEent Project. Observed. Brookings Institution: l1D82 
.Washington,D.C. 1967. .H487 

Isard, Walter and others. General Theory: Social, Political, Economic, and 1183
 
R!ejional with Particular Reference to Decision-Making alysis. M.I.T.: .182
 
Cambridge, Mass. 1969.
 

Kaldor, Donald R. A fram,:wo~k for establishing research priorities. Jour. 8560
 
of Farm Econ., 48(5): 1629-1640. December 1966. .J6
 

Kulp, Earl M. Rtiral i!r-eLop'ent Planning. Praeger, N.Y. 1970. HNL?.5 
...Ch. 11, A overview oE the system, pp. 201-222. AR 
...Ch. 20, Decentralized planning, pp. 399-419. 

Lindblom, Charles E. The I lience of Democracy. Free Press: N.Y. 161 
1965. .B64 

North Carolina Str,te University. Selected PersEctives for Community Resource HNIS
 
Development. Agricultural Policy Institute Series 39, Raleigh, 196. .S44
 
...Planning and lower-status people, pp. 271-283.
 

Papanek, Gustaf F. and others. Decision-Making for Economic Development. Houghton 
Mifflin, Boston. 1971. 

Ronningen, T. S. Systems research in agriculture. Agricultural Science Sl
 
Review, 6(4): 1-6. Fourth quarter 1968.
 

Siffin, William J. Outline ot a Management Training Program for Middle Management
 
Agricultural Personnel. Draft memo for D/C RTN workshop, Februar 97I.
-
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Without Facts--Lessons in Resource Allocation from
 
Stolper, liqlfgange. 

Nigeria's VeloIlnt. d University, Oambrdge, See also 
18(1): 130-133.nd Culural Chagreview by Glenn Johnson in Econ. 


October 1969, Part I.)
 

scientific management thwarts innovation. Transaction.
 
Thompson, Victor A. lHo 


June 1968. pp. 51-55.
 

Resource Allocation in Agricultural
Tichenor, Phillip J. and Vernon W. Ruttan. Dept. of
sumpo....University of -nn.,Research. Prelimitiry report of a 


rT. 0nd Applied Econ. 1969.
 

HN17.5
 
Wileden, Arthur F. Communitvy Developent, Bedminster Press, Totowa, N.J. 

W554 
1970. 

need for group decisions, pp. 141-156. ... Ch. 8, The 
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Some readings on...
 

GOAs, CONSThAINTS, AND MhCISION C.TEIRIA 

Breimyer, Harold F. What We Want Agriculture to Do: The Nebulous Matter of
 
SettigCoals tor Agricultural Policy. University of Missouri Ag..Econ.
 
Paper 1971-4 prepared or USD--- D$ Agricultural Policy Shortcourse, August
 
1971.
 

Center for Agricultural'and Economic Development. Research and EducatLon for RT391 
Resional and Area Development. lows State University, Am&. 1966. .R4 
...Ch. 8, Process and reality in implementing planning goals, . .18-L a. 

Davihson, W. 1. Public investment criteria. Land Recmmies, 40(2): 153-162. H15
 
Hay 1964. .J65
 

Food and Agriculture Organization, U.N. IntraAction to Agricultural Planning. 
Agr. Planning Series No. 12, 1970. 
...Ch. 5, Target setting, pp. 55-65. 

leady, Earl 0. Public nurpose in agricultural research and extension. L S560 
of Farm E-on., 43(3): 566-581. August 1961. .J6 

Henry, Harold W. Management by objectives. Tenn. ,uw of Business, 6(3): 13.
 
November 1970.
 

Hopper, W. David. The essentials for payoff in agriculture. Development Digest, lCl0
 
6(4): 23-30. October 1968. .D4
 

Marglin, S. A. Public Investment Criteria. M.I.T., Cambridge, Mass. HC4"5
 
1967. .M3
 

North Carolina State.University. Selected ftrapectsLb Cimr Resource 1N15 
Develoant. Agricultural Policy1stitutegarIi 39olaleigh, 1969. .S44 
...Problems in measurin, the goal attainment of volumtary organizations, 

pp. 301-311.
 

Schickele, Rainer. Arrarian Revolution and Economic Progress. Praeger: NY. HD1415 
1968. .932 
... Criteria of selecting land and water deveopmnt projects, pp. 244-249. 

Solomon, Morris J. Analysi of Projects for Economic Growth. Praer: N.T. 1082 
1970. -85895 

... Ch. 6, Economic yardrticks for pro,.sed projects, pp. 128-164. 
... Ch. 14, Erploring altcriativei: facts vs. slogans, pp. 317-322. 
...Appendix C, A mathcmntical note on pairwine combinations, pp. 381-384. 



Scat readings on...
 

METIODS 	 1OR EVALUATING PROGRAM ALTERNATIVES 
AND ESTrABL1S1LING PRIORITIES 

Hoaewood, Ii] HB34 
Am. Econ. Assoc. S of Economic Theog, Vol. 3. Irwin: 	

.A48 
1966. 

*..Ch. 8, A. R. Priest and R. Turvey, Cost-benefit analysis: 

a survey,
 

pp. 155-207.
 

HEI

application of cost-benefit analysis to the work-experience
Bateman, Worth. Al 


80-90. May 1967.
program. Am. Econ. Review, 57(2): 	 .826 

JF13SI
 
The Application oC Systems Analysis to Government Operations.
Black, Guy. 


196b.
Praeger, N.Y. 


The Washington Monthly, 1(11): 78-80.
Carlson, Jack W. Can we do anything right? 


December 1969. (Review of a Congressional Leport on the PPB System.)
 

H52005

Jr. (ed.). Problems in Public Expenditure Analysis.

Chase, Smnuel B., 

Brookings Institution, Washington. 1968. .P7
 

Robert (ed.). asurinc Beiv'fts of Government Investments. Brookings 11N5 
Dorfmvi, 

Do~f
institution, Washing~ton. 1965. 

Earl n. (ed.). Economic Hodels and 2uantitative Methods for Decisions and
lleadj, StatePlanninc Ln .crcu-luur: Proceedings of an East-West Seminar. Iowa 


University, Ancs. 1970.
 

JF135'
Ilodgs.n, J. S. Public Administration. McGraw-Hil1, N.Y. 1969. 

p. 118-152 on PPB. --H6 

Horey, It. A. The r I__ni__-_ A-to tgro=ing-Budget 11J2052Government 

.1163elscision-Making, Prae-cr, N.Y. 1968. 

PubicL 	 land policy in the context of planning-programmi.ng-budgeting S56(
Kelso M. M. 

50(5): 	 1671-1685. December 1968. .J6
Gystens. A42,.,Jo'-r. nf A,r. Econ., 

(See jiso discursioi, pp. 1655-1687.)
 

Kulp, -;art H. Purlal Dcvlo? ,cn't Planning. Praeger, N.Y. 1970. See especially: HN17.5 

.Ch. 12, I'h projec- p!an, p?. 223-247. .K8 

... Ch. 16, Progr;wnunin , b intormal constrained maximization, pp. 302-323. 

.Ch. 21, Plan narr;tiv. , pp. 421-433. 
... Ch. 26, Comnputri:at.ucn, pp). 515-539. 

Levin, Melvin R. Conmunit. and Rcuional P].inning. Pranger, N.Y. 1969. 

... Ch. 2, Ytrdnt.c(1k' tot j,ovcrrnuent: the role oV PPBS, pp. 39;-63. .14 

... Ch. 3, Co:ti, bencfiAt:, and social indicators, pp. 64-82. 

A HJ2O'
ind Ernest ;. Miller. PlanningPro;,rnm.ing, Budgtn:Leyden, Fremont J. 

_cstms Apr h to Mnncrcnt. MarIhaa: Chicago. 1967. .L9 

http:PlanningPro;,rnm.in
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Maass, Arthur. Benefit-cost analysis: 
 its relevance to public investment 1101

deciiiofis. Quartcerly Jou. 
of Econ.. 80(2): 208-226. May 1966. (Also in M
Leyden and Miller, P lanning, Programming:, Budgeting, pp. 221-240.) 

Me..ier, Carald M. ediuil Issues in rconomic Mavelopent (2nd" cd.). Oxf.ord I0182 
University, N.Y. 
 1970. --
 ..
 
•..Programing approach to resource allocation, pp. 359-362.
 
...
The budget and public expenditure policy, pp. 371-374.
 
... Sector evaluation using accounting prices, pp. 374-377.
 
... Cost-benetit analysis uo projects, pp. 377-397.
 

Myren, Delbert T. (ed.). StrategLes for Increasin ricultural Production on Small
Holdins. ClIYwl, Publa co:iferew.,e repurt, August 1970. 
... Beneit-cost analytis of the Puebla project, pp. 51-62. 

-

:orth Carolina State University. Policies Affecting Rural People. Agricultural
Policy lilstitute Series 20. April 1966. 
.. J. C. Willlamron, Jr., Costo and benefits of past agricultural programs,

pp. 29-50. (See also comments by D. C. Horton, pp. 51-57.) 

Novick, favid (ed.). Program Bugetin: Prog Analysis and Federalthe IL2052Bude. Harvard, Cambridge, -Hass. 1967. .N6 

Paulsen, Arnold and Donald P. Kaldor. Evaluation and planning of research in S560the expeciment station. Am. Jour. of r. Econ., 50(5): 1149-1161. .J6 
Dccewber 1968. (Also disc-usion pp. 1161-1163.) 

Ross, W. B. A proposed LCthodol.ogy for comparing federally assisted housing 1181 programs. Am. Econ. Rrtvinw, 57(2): 91-100. May 1967. .E26 

Satin, Lowell R. 
Next steps to sustain the agricultural revolution. Interna- JC362
tional DeveloMnCL Review, 11(l): 20-23. 1969. .A1115 

Schmid, A. Allan. Publir. A[propriationo Structfire and Performance: The Case of
PPBS in Water Roscurcs. ',ich. State Agr. Econ. 153. 1970.Report No. January 

Simon, Julian L. 
Basic Reseairch Methods in Social Sciences: 
The Art of 1162
Emniric.A Inv hi':at:Lon. 11andoa House, N.Y. 1969. .S475 
... Ch. 1.5, tlow to assess thz potential value of research projects, 

pp. 220-227.
 

Solomon, Morris 3. Annlysis of Prolects for Economic Growth. Praeger, N.Y. HD821970. See. r2peci,.ly: -- *S5895 
.. Ch. 12, :,gric;ultit7. proj-ct-, pp. 251-296.
 
.. 'Ch. 11, Set:si.tivity ;mna.ysis, ri. 231-250.
 

... Appcndi: , The bri(-Ut-cost criLtrioi, pp. 447-459.
 

Waldman, George. Progr.ri _udetinl in the Kinist of Food and Acriculture of HisMajesty's Governint. o . USDA/ S Vicld Report 2. June 197O. ?Uee
especially appnd on USDA program budgeting.) 

http:Progr.ri
http:r2peci,.ly


FLiance and Ijeve1onnecnt, 
among proposals: 

3(2): I2-5. June 
the making of investment decisions 
1971. 

Klein, David. The [mining process of a budget agency: form and content. Pinance 
and Developnent, l)(2): 20-25. June 1971. 

Lima Netto, Robert P. Choosing 



PINPOINTING PROaLAM NEEDS AND POSSIBILITIES 

A Tennessee district helps a rural county plan future developent. age per. 
A~palachia, 30'): 16-23. February 1970. 

Adas, Dale W. and A. Eugene llavenn. The use of uocio-economic research in PC1O 
developing a st*ategy of change for rural coamiunities: a Colombian example. .Cl53 
Economic Develojixent and Cultural Change, 14(2): 204-216. January 1966. 

Appalachian Ohio's ni,4 growth area indicators. Appalachia. December 1968- ag. per. 
Janurarv 1969, p*,: 29-36. 

&eal, Ceov-g:, M. and ,thers. Social Actioni and Interaction in Progran lannin . 
1c.a State !Unimtrsity, A:cs. 1966. B35 

Beers, lkcward Vt. Aj..ication -F Soioroy in D.veo1.n;: P!rEMz!. CFCA Paper. 
Jituary 1.963. 

Berg, Alan. Incrvanid income :rid improved nut:rition: a shibboeth examined. JC362 
littr aationa. !'velopment fcview, 12(3): 4-7. 1970. (Good example of .A1115 
snec.ific que.st~ris to be ::ofsidered in pro{ram formuLatioi.) 

Brown David W. Chejlist of .1.levatt Information for Recotnaissane Study of 
Rural Community ?roblems -..,d Possibilities. 1imeo 70-29. 7 pp. November 
19)64. 

Brown, David W. '3Lzijj Rp the Situation in Rur'l Development and A rarian Reform 
PLanniny. Mimc: 70-30, 8 pp. 1964. 

Brown, David W. SouE Thouhts about Facts and tceonomic Planninf. Mimeo 69-25, 
5 pp. 1960. 

Cleave, .7. H. Agricil.tural dal: a starting point in developwat: planning. Modern 
Govern=.nt and .'tional Dfeloent, 12(4): 39-48., May 1971. 

Computeri oid Appalackita data Erotem eatablinhed. A~Iachio.. Dprepmbor 196L3- ag. per. 
J&nuary 1969, p|. 20-22. 

Cooper-, WAlLiam h. j clinical :.conomiat ini rural poverty. 1w.. ?coa. Review, HBI 
48(2)t 521-52; May 1968. .E26 

Fobd and Agricult-ust Organlzatioi, U.N. l,.troduction to Aricttlur 1_P1 annir. .1970.riee".. No. !.!, 

... Ch. 2, Agrn.:;ltural eiorcc and ti'ends, pp. 7-34. 
.&Cho 3, Dem.r'l projectio to, pp. 35-45. 

... Ch. t4, Prod :.ioni proj2-:.:ion, pp. 46-54. 

... Ch. 6, Irap!',.entation arl choice of measures to achieve targets, pp. 66-84 

Agr. Planning 

http:Govern=.nt
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Groeiveld,. D. R. The preparation of projects for agricultural development. HD1401 
East African Jour. of: Rural Davelornt 2(l): .26-.34. 1969. E27 

ag. Vke. 
Hal)good, Dv-d (ed.). Poi Iivies for Promnoting A~ricu.tural Developen . 

' l .'. Corh:rec: Rc-.ir C/t. 3. 1965 reprint.
 
... Appcnojdx C, 1'iasotring a goverrinent's "will to develop" in agriculture,
 

pp. 155-161, 
...	 npp-ndix E, Behavtoral science research and its potential role in agricul

turai£cve lopxncnt, pp. 171-176. 

Hfi.rachman, Albert o. The principle of the hiding hand. Develoment Digest, ICIO 
6(2): 1.0. April 1968. D4 

Kulp, Earl M. Rural Developmn. Planning. Praegvr, N.Y. 1970. See especially: IM.1 
...Ch. 13, Basic planning data, pp. 248-264. .K6
 
...Ch. 14, Strategy formu lation, pp. 265-281.
 
...Ch. 15, Local module formulation, pp. 282-301.
 

Levin, Melvin R. Co~auity and ioi Planin. Praeger, N.Y. 1969. JS341 
...Ch. 5, 'he perils of projections, pp. 108-126. .L4 

Power3, Ronald C. Background information on planning. Jour. of Cooperative S544 
Zxtension. Spring 1966. pp. 11-22. 	 .AIJ7
 

Schickele, Rainer. Farm management research for planning agzicultural develop
ment. Indian Jour. of Ag..Econ., 21(2): 1-15. April-June 1966. (Also
 
available as A/D/C reprint.) 

Stolper, Wolfgang F. Planning without . Delpnt Digest, 6(1): 1-5. HCIO 
January 1968. D4 

Tagumpay-Castillo, Gelia. A new look at old concepts in rural development. JC362
 
International DevelopLment Review, 9(4): 24-26. December 1967. .Al1l5
 

Warren, Roland L. Studying Your Conua .. Free Press, N.Y. 1965. 1N29 
.W39 

Wileden, Arthur F. Community Development. Bedminster Press, Totowa, Z.Jt 
1970. HN1I7.5 
...Ch. 7, The need to gather and understand facts, pp. 123-140. .W554 



Some readings on...
 

DECISION ODMPLICATIONS AND ';"FINME 

Black, Guy. The Application of Systems Analysis to Government Operations. JP1351
 
Praeger, N.Y. 1968. .B53 

Charlesworth, James C. (ed.). Contemporary Political Analysis. Free Press: JA73 
N.Y. 1967. 
 .C5 
... T. C. Schelling, What is game theory, pp. 212-238. 
...MartLn Shubik, The uses of game theory, pp. 239-272. 

Economic Research Service, U. S. Dept. of Agriculture. S Impact3 of Public
 
Investment in Natural Resources (Proceedings of a Symposium). USDA/ERS 
Misc. Pub. 1177. August 1970. 

Isard, Walter. General Theory: Social, Political, Economic, and Regional. U83
 
MIT Press, Cambridge, Mass. 1969. .182
 

Johnson, Richard A. and others. The Theory and Management of Systems. McCraw- HD20.5 
Hill, N.Y. 1963. .J6 

Lima Netto, Roberto P. Choosing among tho proposals: the making of investnmnt 
decisions. IMF/IBRD Finance and Development, 8(2): 42-45. June 1971. 

Miernyk, William H. The Elements of Input-Output Analysis. Random House, M.Y. 
1966.
 

Miller, David W. and Martin K. Starr. Executive Decisions and Operation. HD20.5 
Research. Prentice-Itall, Englewooa Miffs, N.J. 1960. .065 

Raiffa, Howard. Decision Analysis: Xntroductory Lectures on Choices Under HlD69 
Uncertainty. Addison-Wesley, Reading, Nass. 1968. .D4R3 

Reutlinger, Shlomo. Techniques for Protict Appraisnal Under Uncertainty. World 
Bank Occasional Paper No. 10. Johns_Hopkns: Baltimore. 1970. 

Shubik, Martin (ed.). Game Theory and Related Approaches to Social Be.avior. 
John Wiley, N.Y. 1961t. 

Solomon, Morris J. Analysis of Projects for Economic Growth. Praeger, N.Y. HD82 
1970. 
 .S5895 
...Ch. 4, Time-phasing and discounting, pp. 93-109. 
...Ch. 5, Shaping the project, pp. 110-127. 
...Ch. 8, Some complicating factors, pp. 193-211. 

Vondruska, John. Estimatim Small Watershed Project Benefits: A Computer
 
Systemization of SGS Procedures. Mich. State Ag. Econ. Report 120. February 
1969.
 

Williams, John D. The Compleat Srqateit. McGraw-Hill, N.Y. 1954. QA270 
.W5 

NOTE: See the list on Methods for evaluating program alternatives and establishing 
priorities. (DWB 71-31) See alno various materials from the World Bank Economic 
Development Institute Agricultural Projects Courve. 
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Some readings on...
 

CREATIVE PROGRAM ORGANIZATION AND ADMINISUATICE 

A new life for the country. Appalachia, 3(7): 20-24. April. 1970. ' ag. 1er. 
(Summarizes the report of the President's Task Force on Rural Developmnt.) 

Arson, 1. Organizntion'and Administration cCf Agricultural Research. Blsvi'r, 5439 
N.Y. 1968. .A75
 

Axinn, George II. Principles of Instit.ution Buildin. Paper prevented at the 
Asian fgricultural Colleg and University Seminar, Bangkok, Saptnar 1970. 

Barnabas, A. P. and Donald C. PFel. Administering Agricultu Develomnt: S4i71 
Coordination, Initiative, and Couununication in Three North IndianStats. .13B37 
Indian Institute ol Public Administration, Niiw De.1hi. 970. 

Chambers, Roberts. Executive capacity as a scarce resource. International JC3bi
 
Development Review, 11(2): 5-8. June 1969. .A1II5
 

Dubhashi, P. R. Rural Development Administration in India. 1970.
 

Etienne, Gilbert. Studies in Indian Agriculture: The Art of the Possible. HD12073 
University of California, Berkeley. 1968. A6B.] 

India 
Fen .i;, John M. (ed.). Thoughts on Administration in Extns;4m and R Develo.

ment. Cornell Comparative Et-ni o o April TRI. 

lood and Agriculture Organization, U.N.- Introduction to Arltur PljannIng. 
Agr. Planning Series No. 12. 1970. 
&..Planning organization, pp. 104-114f. 

Hannah, H. W. Resource Book for Rural Universities in'the Developing Gotatrzs. N531
 
University of Illinois, Urbana. 1966. .H3295
 

lapgood, David (ed.). Policies for Promotin Agricultural eo"E t. HT 
Conference Report C/65-3. 1965 reprint. 
... Ch. 6, Organizing agricultural development, pp. 61-70.' 
...Appendix D, The bureaucracy as a modernizihg elite: can govermnt
 

routines lead to deveiopment?, pp. 163-169.
 

Harper, Edwin L. The Appalachian experLment--regional couiatsoionss pro and col. ag. per. 
Apalachia, 3(10): 12-14. August 1970.
 

Hunter, Guy. Modernizing Peasant Societies. Oxford Univermity, N.Y. 1969. HN9!) 
...Ch. 8, Administration, pp. 11-217: .H83 

Hunter, Guy. The Administration of gicultural Dave lopeent-Leaonk fr_* India. 
Oxford UnivaRity, N.Y. 1970. 

Joy, lIonard. Problems of agricultural administratii a -extnoou'ervice. HD1401 
East African Jour. of Rural DevclopMent, 2(l) 1-8. 1969. .E27 
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Joys 	Leonard. Problems of Agricultural Administration and Extension Services. HDI,4C 
Proceedings uf the InteritilLal Conference of Agricultural Econolsts, .16 
13th Conference, 1967, pp. 433-441. 

Katz, Saul 4. Administrative capability and agricultural development: 
 an S561)

inatitution-building approach to evaluation. 
Am. Jour. of Agr, Econ., .J6
 
52(5): 794-802. December 1970. (Sqq also Ais~ssion, -p. 802-804.)
 

Magrabi, Frances M. 
A systems approach to the organization of agricultural Sl
 
research. Agricultural Science Review, 7(2): 26-.32. Second quarter 1969. 
 .AIS5
 

Malaysian Centre for Development Studies. 
Report on R Seminar on Development
 
Prime Mini.iter's Department, Kuala Lumpur. FebrupiirT968.
 
.. Innovation, the task of the civil servant, pp. 27-31. 
 (Also pp. 67-68
 

and 79-V2.)
 
...The creation of an environment that leaft to a willingness to change-

the role of the politician, pp. $2-40. (Also di cUbsion, p. 69.)
 

Manickavasagam, V. 
Politician and civil servant an development implementers.

Develoiment Forum, 1(4): 1-5. December 1968. (Also in The Mission of Agri
culture, Vol. 2, Malaysian Centre for Development Studies, Kuala Lumpur,
 

Meguid, A. R. Abdel and R. D. Loken. Pragmatic economic development: a regional JC36'. 
approach. International Developrment Review, 9(3): 7-11. Septeinber 1967. .AlIf' 

Montgomery, John D. and William J. Siffin (eds.). Approaches to Develoaentz JF1321 
Politics, Administration and CLane. McGraw-Hill: New York. 1966. .M6
 

Morgan, Robert J. Governing Soil Conservation: Thirty Years of the Nay H111765 
Decentralization. Johns ltopkins, Baltimore. 1965. 1965
 

Moseman, Albert It. Building Agricultural Research Systems in the Develop 39
 
Nations. Agricultural Dcvclopment Council, N.Y. 1970. M68
 

Moiher, Arthur T. Administrative experimentation as a "way of life" for. IC362 
development projects. International Developent Review, 9(2): 38-41. .A1115 
June 1967. 

Mosher, Arthur T. Organizing and Planning 
to Create a Modern Agriculture. Draft
 
of lectures presented at the Indian AgriculturL Research Institute, February
 
1971.
 
.*.Lecture 2, Organizing to create a modern agriculture, pp. 33-72.
 

Ness, Gayl D. Bureaucracy and Rural Development in Malaysia. 
University of IC445.5
 
California, Berkeley. 1967.TSee also review in Econ. Devel. and 
 .N4
 
Cultural Ctange, 18(3)476-4180, April 1970.)
 

North Carolina State University. Planning Socio-Economic Change. Agricultural 
Policy Institute, lIalLigh. 1964. 
...A new role for the behavioral sciences: effecting organizational change, 

pp. 77-109. (Also discussion, pp. 111-120.) 
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Razak, Turn Abdul. The art ot gf-tLing things done. D lnt Forum, 1(l): 1-4. 

June 1967. 

I[CIOgovernment. Development
Sayre, Wallace S. Oreani7Lfl$, for innovation within 

.D4January 1964.Research Direst, 2(3)t 23-30. 

Principles or Organization for Effective.Program Manageent.
Si.£fin, William 3. 

Draft paper for USU!-AID Agricultural Policies Course. February 1971. 

Westport, Connecticut. 1tC435.2 
Singh, Tarlok. Towards an Entegrated Societ. Greenwood, 

S547
 
1969. 


pp. 392-406. ... Ch. 23, Administration Lor developmxent, 1969 
India 

that can be taken in organizing alist o[ actionsSulaiman bii Osman. "Menu card" 
Decemberlevel. Development Forum, 1(4): 33-40.

padi campaign at district 
1968. 

ag. per.3(4): 14 and 
The role ot planiting and development districts. Appalachia, 

18-19. January 1.970. 

1fow scientific management thwarts innovation. Transaction,
Thompson, Victor A. 


June l% ,, pp. 51-55.
 

the task of the civil servants. Report on
Innovation:
VongkonolshcL, Vetchard. 
Reg ioSal Seminar on Develop5innt, Kuala Lumpur, Malaysia, pp. 27-31. February 

1968.
 

role of the politician.Wamaiwa, William. The implementation of developent-the 

Delmlormncnl. Fortni, 1(1): 11-16. June 1967: 

Modern Government
Watts, E. R. Acceleratrimn the pace of rural deveopment--Kenya, 

1971.and National Dcvehlpmen , 12(2): 46-47, 52.%54. March 

fributar DeveloMent Program. University of Alabima, JSL45 
Wells, Donald T. The YVA 

,A24
 
University. 1964. 


in plan preparation and implementation. U10
 
Wilcox, Clair. Malaysia's experienc 
 ,D4
 

DevlopMnt , 3(2): 2-10. July 1965. 


0I?17.5

Comunit DeveloMent. Bedminster Press, Totowa, N.J. 

Wileden, Arthur F. W554
 
1910. 


10, The need tor agreement on suitable organization, pp. 171-193.
 ... Ch. 
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Some readings on..
 

PROCRAM PHASING AND SCHEDULING
 

Baum, Warren C. The project cycle. IHF/lBRD Finance and Developent, 7(2):
 
2-13. June 1970.
 

Brown, David W. andl James E. Kirby. The Strategy of Ge.ttiLn Extension Public
 
Affairs into Orbit.. Paper pr(sented at the Southwestern Soc *al Science
 
Association annual meeting, April 1963.
 

Davis, James B. Why not PMT your next resource management problem? Jour. of SuI
 
Forestry, 660(5): 405-408. May 1968.
 

Dooley, Arch R. and others. Opcraitions Planning and Control. Wiley, N.Y. 1964. Hm6,

(See especially pp. -13-179) 
 P71)'
 

Federal Electric Corporation. A Programmed Introduction to PERT. Wiley, N.Y. 01)69.

1963. 
 .P7'I.:
 

Goodwin, Joseph B. and others. 
A development planning model for technological S56U 
chanZe in agriculture. Ain't. Jour. of Agr. Econ., 52(1): 81-90. February .J6
 
1970.
 

Hirschman, Albert 0. Development Projects Observed. Brookings Institution, lt)82

Washington, D. C. October 1907. 
 .1I".7
 

Hodgson, J. S. Public Admin istraLion. McGraw-Hill, N.Y. 1969. JF1351 
op. 118-153. .16 

Kulp, Earl M. Rural Devulopmen t Planning. Praeger, NY. 1970. 
 lN17.F 
..Ch. 22, Scheduing by simplitied progam evaluation review technique, .1(8 

pp. 434-457. 

Office of Economic Opportunity. PERT for CAA Planning: A Programmed Course of
 
Instruction in PIURT, Vols. I and II. OEO Training Maruai 6121. January 1969.
 

Shroder, William R. 
PERT, a prospective aid to better management. Canadian 111)11

Jour. of Agr. Econ., 11(2): 1-11. 1963. 
 .C.'
 

Solomon, Morris J. A,,nysis ot Projects for Economic Growth. Praeger, N.Y. IL9b 
1970. .SS '95 
...Appendix 1, Planning and carrying out a project by use of 
a network,
 

pp. 463-485.
 

Voeikner, Harold E. and Jerome T. French. 
A dyaiamic model for land reform HUh1 
analysis and public policy formulation. Background paper #7 in AID Spring .S67 
Review of Land Reform, Vol. 12. June 1970. 197o,) 
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Some readings on...
 

SPATIAL ORGANIZATION OF PROGRAM
 

Beckmann, Martin J. Lucation Theory. 
Random House, N.Y. 168. 
 l0D5i 

Bluestone, Herman. 
 Focus L.ur Area Development Analysis: 
Urban Orientation 
 11D107
of Countics. U3A/iER.i Agr. Econl Report 183. May 1970. .U5
 

Center for Agricultural aihi h,cottomic Development. No. 1-3

Research and Education forRerional and Arva Tcv( iopmuttt. Iowa State University, Anes. 1966. iH3T9I 

*..Ch. 1, Delineating tunctional economic areas, pp. 
13-55.
 
...Ch. 2, ReflecLions on the functional economic areas, pp. 56-64.
 

Chisholm, Michael. Rural SeLtlL:nent and Land Use--An Essay in Location (rev. 111)1 IIed.). Hutchiqon University Library, London. 1968. .C4/
 

Dt:velopment districts and regionalism in Tennessee. The Tennessee Planner, 29(2):
65-120. Spring 1970.
 

Ensminger, Douglas. 
Growth centers and viable rural-urban communities. Develop- I(.I0ment Digest, 8(2): 55-60. 
April 1970. 
 .1)4
 

Fox, Karl A. 
A new ctrategy for urban and rural America. Appalachia. 2(10): 
 netPLO
10-13. August 1969.
 

Georgulas, Nikos. 
 Operational problems in African rural development planning. 
 101(
Development DiLCsL, 8(2): 61-64. April 1970. 
 +.D4 

Hloyt, Eugene G. Regional educational service qgencies: a priority for',

Appalachian growth. Apn.ilachia, 3(6): 
 1-8. March 1970.
 

Kulp, Earl M. Rural D4'vCiLupmcnt Planning. Praeger, N.Y. 
1970. 
 1;L7. 
.. eugraphic c:.pansion opt ion, pp. 76-78.' 

Levin, Milvin R. CuuunuititX a-ind 
Regiun Planning. Praeger, N.Y. 1969. iS',,"
 .. Gh. 6, The cconotuic dcvelojxnent districts: new planning regions, .1#4 
pp. 169-186.
 

... Ch. 12, The big rc:gions; pp. 245-270.
 

Ludwig, Attain K. Determining land size limits in agrarian reform--Brazil.
 
M,,,icrn Gove''ranent nol: Vaion:al Developraent, 12(2): 46-51. March 1971.
 

1a~ine, Alan S. (ed.). Invet.ments for Capacity Expansion: Size, Location, and IIC..
Time Phasing. wIT Press, Cwbridge, Mass. 197. .M , 

Mosher, A. T. Creatin a Progressive Rural Structure. 
Agricultural Develop-
 I1C10
ment Council, N.Y. 1969. 

. X. , 

National Council of Applied Economic Research. Market Towns and Spatial Develop- tDT, IPkent in India. NCAER, New Delhi. October 1965. .121N,
 

lad i I 
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North Carolina State University. Land Settlement Policy. Agricultural Policy
Institute Series 32, Raleigh, 1969.
 

North Carolina State University. Selected Perspectives for Community Resource HNI5
Development. Agriculturai Policy Institute, Raleigh, 1969. .S44 
...
Economic models for area development research, pp. 67-96.
 
•..Multicourity units as a basis for domestic change programs, pp. 211-226. 

Ratchford, C. B. Trends ALLEctina Rural Institutions. Talk presented to the USDA 
Annual Agricultural Outlook Conference, February 1969.
 

Solomon, Morris J. 
Aialsis of Projects for Economic Growth. Praeger, N.Y. 1D82
 
1970. 
 .S5895
 
...Ch. 10, Choosing the location, pp. 225-230.
 

The impact of Appalachian development highways. Appalachia, 3(7): 1-13. a.|rr. 
April 1970. 

Virginia organizes regional planning districts. Appalachia, 2(6): 13-18. 
 us.PUL. 
March 1969.
 

Wileden, Arthur F. Community Development. Bedminster Press, Totowa, N.J. 1w17. 
1970. 
 .W554
 ... Ch. 3, !1ki to delineate the dispersed farmstead comunity, pp. 48-65. 
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Some readings on..
 

PROGRAM LEGITIMATION, .MOTIVATION, AND LEADERSHIP
 

.B39
 

Beers, Howard W. Testing old rules for suitability in new places: 
adaptive research. Community Development Bul. 15(3): 74-83. 

proposals for 
June 1964. 

011 
.X6 

(Also as A/D/C Reur.nt No. 4, August 1965.) 

Branscome, James. Youth leadership development program emerges. Appalachia, ag.per. 
3(1): 12-16. Septimber 1969. 

Beal, George M. and others. l.4adership and Dynamic-Group Action. Iowa State, HMII 
Ames. 1962. 

Byrnes, Francis C. 
Some missing variables in diffusion research and innovation
 
strategy. PhilipPine.Sociolojical Review, 14(4): 242-256. October 1966.
 
(Also as A_)/C Reprint, Marcl 1968.)
 

Ekker, Charles. The O-B-C-DL technique of human resource development. Inter- JC362
 
nntional Development Review, 8(l): 19-22. March 1966. 4All5 

Hunter, Guy. Modernizing Peasant Societies. 1969. HN980.1183 
*..Ch. 3, Status, pojer and politics at village level, pp. 55-78. 

Levin, Melvin R. Conrunity and Regional Plannin. Praeger, N.Y. 1969. JS341 
...Ch. 10, Public entrepreneurship in distressed areas, pp. 202-219. .L4
 

Katz, Saul M. A model for educating development administrators. Public Adminis
tration neview, November-December 1968, pp. 530-538.
 

Kiefer, ChLrles F. Some Underlying Questions Confronting an Administrato': in 
Developina and Developed Countries on Which New and Refreshed Answers are 
Frequently Needed. Memo prepared for A/D/C RTN workshop. December 1970. 
4 pp. 

McClelland, David C. and David G. Winter. Motivating Economic Achievement. 1iD82 
Free Press, N.Y. 1969. .M29 Indi,. 

McDermott, James K. Notes on the Administrative Mentality. Memo prepared for 
A/D/C RTN workshop. March 1971. 5 pp. 

Malaysian Centre for Development. Report on Fifth International Seminar on 
Development. Prime Minister's Department, Kuala Lumpur. January 1970.
 
...Apathy: the disease of social and cultural stagnation, pp. 6-16. (Also
 

p. 17 artd pp. 117-122.)
 
.. Approaches to innovation and change--a case study, pp. 19-25..
 
...Development implementation in India with special reference to human
 

communication foctors, pp. 54-72.
 
•.. orks programme: an experiment in public participation in planning,
 

pp. 127-132.
 
.. (See also papers on communication in stimulating change for five other
 

Asian countries.)
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Malaysian Centre for Development Studies. Report on Regional Seminar on Develop
mert. Prime Minister's Department, Kuala La pur. February -
...Community development as a technique of leadership formation, pp. 41-48.
 

(Also pp. 70-71 and 83-85.)
 
...Farmers' associations: the development of decision-making bodies,
 

pp. 49-63. (Also pp. 72-74 and 86-112.)
 

Mosher, Arthur T. Interrelationships Between Agricultural Development, Social
 

Organization, and Personal Attitudes and Values. Cornell Comparative
 
Extension Pub. No. 12. June 1960.
 

Nichoff, Arthur and Juanita. The influence of religion on socio-economic develop- JCs6.!
 

ment. International Development Review, 8(2). 6-12. June 1966. .AlT5
 

Michoff, Arthur It.and J. Charnel Anderson. The process of cross-cultural JC367
 

innovation. International Developnent Review, 6(2): June 1964. .AlI.1'J
. 

(Also as A/D/C Reprint No. 2, September 1964.)
 

North Carolina State University. Selected Perspectives for Community Resource UN15
 

Development. Agricultural Policy Institute Series 39, Raleigh, 1969. .S44
 

...The problem of participation in comnunity development, pp. 229-250.
 

...Overcoming human resistance to change, pp. 251-258.
 

e..The analysis of influence in local communities, pp. 259-269.
 

A Study in the Sociology of Formal H31
Selznick, Philip. TVA and the Grass Roots: 

1949.
Organization. University of California, Berkeley. .C17
 

main h cig. 

Son, Lalit K. Opinion Lcadership in India. National Institute of 1IM261 

Comnunity DevclojlxenL, Ilyderabad. 1969. 
Xndia
 

Singh, K. N. and others (eds.). Towards a Dynamic Agriculture. Government of
 
1|[207J
India and USAID, New Delhi. 1968. 


...Social-psycliological considerations in bgricultural production, T61
 
Ind Ipp. 233-239. 


Singhs Tarlok. Towards an Integrated Society. Greenwood, Westportp Conn. HC,35.2
 
..3's 71969. 


1969 India
 

Viravaidya, Mechai. Systematic development support communication for effective
 

project implementation. Development Form (Malaysian Centre for Development
 

Studies), 2(2): 31-37. December 1969.
 

Wiledenj Arthur F. Community Development. Bedminster Press, Totowa, N.J. II17.5 
W554
1970. 


...Ch. 6, The need to motivate co munities to action, pp. 104-122.
 

... Ch. I1,The need for selection, training, and servicing of community
 
leadership, pp. 194-238.
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Soons 	 readings on... 

PROCRM COORDINATION AND COJN"ICATION 

Barnabas, A. P, and Donald C. Pelz. Administering Development-- S471 
Coordination, Initiative, and Communication in Three North Indian States. .13B37 

Indian Institute of Pub ic AdMnitrati0n, N l March 1-W . 

Belshaw, D. G. R. and Malcolm Hall. Economic and technical coordination in HD1401 
agricultural development: the case for operational research. East African .27 
Jour. of Rural Development, 2(l): 9-25. 1969. 

Brown, Dorris D. Agricultural Developamnt in India'3 Districts. Harvard, IUD2073
 

Cambridge,, Mass. 1971. 1971 .B76 India
 

Cleland, Charles L. Regional project organization and data comparability. HTL401
 
Rural Sociology, 29(2): 194-199. June 1964. .R8
 

Glass, Max R. Managemnt's coordination function. Virginia Aricultural HD1I01 
Economics, pp. 12-14. March 1969. 	 .V5 

Havelock, Ronal.d G. Plannin!g for innovation Touh Dissemination and Q360 
Utilization of Knowledoe. Institute for Social Research report to HOW. .H3 
University of Mich., Ann Arbor. July 1969. 1971 

Kiehl, Elmer R. An information network for the agricultural sciences. Agri- Sl 
cultural Science Rcvi w, 4th quarter, 1970, pp. 11-15. .A185 

HAlaysian Centre for Development Studies. Reort on Fifth International Seminar 
on Develonnent. Prime Minister's Department, Kuala Lumpur. January 1970. 
... Ccmnunication between thp policy- maker.and the agent of change, pp. 3.-36. 

(Also p. 37 and pp. 111-116.)
 
*..The employment of mass communication to stimulate changing attLtudes,
 

123
pp. 38-46. (Also pp. 47-48 and pp. r126.)
 

Malaysian Centre for Development Studies. The Mission of Agriculture. Prime 
Minister's Department, Kuala Lumpur. 19'69..
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