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‘Agricultural Economics 4250
Agricultural and Rural Program Plapning
University of Tennessee, Summer 1971 '

SOME GENERAL NOTES ABOUT THE COURSE

This course is designed to help you deal more effectively with decisions thaj
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 sensitiﬁity to important sociceconomic 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+gey a program that you have worked with previously or may be working with in the

future.,



Also to help relate things to your partiCulér intvrests, you will be asked tc

Fo
v
SeEE

'do ﬂive "personal exploratory readings"--chaptera tie ooks, artioles, etc. They

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

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

would like you to jot down on no more than a page or. rwn the points that strike you

&% especially intereating or unique, along with’ any ihcdghts that strike you about
conceptual strengths and limitations, possible applieations, etcs These reading

notes will be turned in--three by July 7 and the otheuﬁtwo.by July 19=eand 1'1l1

return them to you. This is to encourage you to hewﬁgnotes on these readings in a

form that will be of maximum use to:you in the £utn§E. I shall give you lists of

Y

some readings related to the various sections of the\course, but your exploratory

v'ireadings certainly need not be restricted to those.1

« ,\ d

I
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Grades in the course will be determined n;:?oxlmétély as follows:

\”

'Exercisea and term report...-.......u.....e........-.....35%
Personal exploratory readlngs..-......oos,.p¢s,..........25%
Contributions in Claseoao-ooooooooooooooouavooosrso--ooosls%
“Final GXGMooooouooooooooooooooooooooooooooohoooooocsooosozs%

-

If there is anything X can do to help you to nndersténd and apply the

material, or explore ideas in further details, or provide leada to further refer- _

ences, please don't hesitate to come in to see me or tr phone me. My office is in‘

302 Morgan Hall, my office phone is 974-7231, and my'gpqe phone is 693.0147,

= ,,, —_
////’B;;ra W, ‘Brown
! International Professor of

Agricuitural Ecobcmics

T tt . e

e ——— o L



Agrfcultural Economics 4250
AGRICULTURAL AND RURAL PROGRAM PLANNING

%I;w?Program'Planning and Change-égencies in Persgective :

‘A. Introduction

B. Change-agencies as vehicles for agricultural modernization and rural
development K - P

C. What program planning is and- does

‘ILq. ' 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

"Fe Some operational methods for evaluating program alternatives
Ge. Pinpointing program needs and possibilities

“‘He Some decision complications and refinements

III, Putting Plans into Action

I. Creative organization and administration
Je Program phasing and blending

K. Geographical organization of progréma

L. Llegitimation, motivation, and leadership

M, Coordination and coamunication

Ne—aetessing Program-performance
7Ov-wyinguthinga.togather



Agricultural and Rural Program Planning

~ UNIT A, INTRODUGTION.
 THE PROBLEM OF CHANGE-AGENCY GHOLCESikiiikiiiohiibiiobiik i bbb

l. The central concern of these notes 1is improved effectiveness in designing
operational progréﬁa related to agticulturallmodernization and rural developmentes
extensién, agricultural research, production credit, soil conservation, marketing
schexes, community and regional development, land settlement and reform, aﬁd many

others in which "grass roots"” actions are involved,

2, Common to all these "change-agencies" is the fact that (a) thay usually
have only limited funds, personnel, and facilities to put to use in worktng toward
program objectives; and (b) there usually is more than one way. 1n which thene

limited resources can be utilized,

EegevesMass media vs, local meetings vs. aemonstrations in extension,..Basic
v8, 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, i8: How to allocate limited

change-agency resources among alternative possibilities, within the bounds of

institutional ccustraints, so that achievement of program objectives is maximized?

TWO KINDS OF DECISIONS*****************************************************t****f**" .

b, To simplify things, it is useful to divide change-agency decisions into g
two kinds: |

8o Deciding what to do (program content and priorities),

be Deciding how to put these coumponents into effect (implementation),


http:maximf.ed

vo‘cus;' ON SYSTEMATIC ANALYSIS, NOT PAT ANSHERSWhirkkbibbihibobikikihibbibis

5 | Program emphases and methods that are best for one ehange-agent (e.g., a
county extension director) may not be best for another. Agency resources may differ
in anount and quality; agronomic and human teeponees to a given action will vary
Eron”blaceAto place' social and politieal attitudee‘may rule out certain courses of
action in aome locales; programvneeda and objeetivee?may differ from place to place

and time to time.

6. The units that follow seek to ptovide useful concepts and teehniques to
enable change-agency technicians, administrators, and advisors themselves to do a
more systematic job of analyzing program possibilities and making deecisions,,.the

aim 18 not to prescribe hard-and-fast answers,

7; In general, effective program design will entafl an analytieal aequence ¢
the following sorts ’ S ’
E:U Aasessing.the existing situafion relative to desired>échievenent§,rv
and pinpointing obstacles to such change,
b. Formulating the action possibilities that the agency can consider and
'asseaeing the likely outcomes of each alternative in terms. -of televan
program goals and constraints, |

‘cs Using appropriate decision-making criteria to arrive at the "optimw"
 nix and/or sequence of actions, | | _
d. Developing a plan and organizational structure for.pntting tneee{'

decisions into action,


http:terms.of

8. At the heart of this approach to program planning is'theieoonomios;of |
resource use--especially the "opportunity-cost" or "equal-ijarginal" principlesss
the notion that effective decisions can be made only by knowing what will be givenr

up from other alternatives when considering any given possibility.

- -

9. But we will be. drawxng on uaeful insighta from other disciplines as well--
development adminiatration...sociologv...education...looation theory,...s8ystems

analyeis...sampling...and‘othero.
OVERALL QBJECTIVES***********i***eﬁiiﬁe******************f*************************

»10 So hopefully, this'study experience will help you in aeveral ways*’
| 'e,yiTo hawe better underatanding of the roles o£ change-agencies as
h';ﬁconnecting links between public policies and "grass roots" response
vfj;fin,ag:icultural/tural development.,
fﬁl‘.To be able to diagnose more Systematically obstacles that prevent
| agencies from being effective in stimulating change and to pippoint‘
| erelevant improvements,
}¢. To'distinguieh between "value judgments" and "technical judgments" when
;li; aoalyzing program possibilities,
yo;> To be able to apply simple concepts from economic and decision theo:y.
) in dealing with choices and priorities for action programs.
ee To be acquainted with some useful aids in program planning and
| evaluation--benefit-cost analysis...critical pathing...bench mark
surveys...pilot projects...use of targets...and others.
f« To be acquainted with possible organizational and coordination

approaches for implementing programs in creative fashion,



go .To be sensitive to the importance of human relationships ‘and motiva-

fft.i-@ﬁ} n effect!.ve pf:ogram design axid‘emution'.'



Agricultural and Rural Program Planning

INIT B. CHANGE-AGENCIES AS VEHICLES FOR AGRICULEURAL
MODERNIZATION AND RURAL DEVELOPMENT

CIRCUMSTANCES MAY BE BEYOND INDIVIDUAL CONTROLAkiciirick ki iivichektiendeiedeiohied ke ek

1, Individuals in society aspire for better things in life-nadequate food and
houeing...good health...more opportunity for their children...monoy to buy modern—
-day luxuries...more leisure...security...equity and Justice in dealings with others...

Ereedom to do what they wsnt...and many others.

2, But, especially as a society "modernizes" (specialization, greatsr mobility,'
bteakdown of close ﬁamily ‘and community "wolfare" ties), people may not be able to f

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~-euge., poot

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 disorimination, reiigious or

cultural constraints, lack of schools, poor transportation.

b. Circumstances within the individual family-~e.gs, death or disabiliﬁ?f“

of family wage earners, too many children, reluctance to change occups;
tions or location, lack of technical know=how, failure to tske 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,



DEVELOPMENT ACTIONS AS.AIDS TO’ INDIVIDUAL GHANGEHHkikiihriibinkiobiiioib ok

8o, there may “be. a need for “external" help or group action (oﬁten through
_;“nstltutiona) lﬁ changea are to take place or poverty alleviated._ Tpis;g

1& what agrzcultural and economic "development" is all about.

7 From the viewpoint of, say, a farmer or low~income rural family, develop- l
ment actione may relate to any of three types of situations:
o . Type I - You want to improve your productivity or well-being but are
A.not able to do Bo~w=low farm prices...infeasibility of building your
own dam to control floodinges.lack of nonfarm jobs in the region...etc.
b Iype 11 ; Someone else wants you to do something, bct 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 in Asia 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 changet
L eesEducation and technical assistance, |
sesNew technology (research),
" eeseSubsidies of products, inputs, or servicess
ssesDirect public finance and operation of services to achieve scale
economies (roads, irrigation, schools),

seslaxes to change incentive patterns,



;..New laws and regulations, or stricter enforcement of existing laws. to
change bafgaining peaitions,

seesInsurance to help irdividuals absorb risks.

evoCredit

ssoE8tablishment of new rights (e.g., léhdffequmj

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

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

schools, flood-control schemes, etc., wherc there are "economies of
scale" from unified organization).

be Indirect catalyzation of changed private behavior (subsidies to

stimulate more production of certain food crops, new rules to protect
farmers in tlie marketplace, tax incentives to induce industry to move

‘into depressed rural areas, etc.),

'Another useful way to characterize development actions:
Actiona to enable change (research to develop new high-yielding
“T varieties, price stabilization measures, irrigation of arid lands),

be 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 CHANGE e e dede dedede ke dedo de e dede e dedededede o de ke o 0 e de e e de de e e e e de de de e e e

9. Development efforts often fall short of hopes because they fail to inciude
all the needed elements, A farmer, or businessman, (or bureaucrat for that matter)

cannot be expected to cuange behavior in a way consistent with development objectives

unless he:



i 18- aware that such changes ‘are possible (e.g., some farmers don't ever

f;f;kﬁéﬁ tﬁat fertilizer existsj;

ﬁt?ZHAn’the capability to make these changes (technical know-how, invest-
ment capital, access to markets, etc.). | |

é. 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 ACTIONA#kikiicdirkiiiciciiiciciinkiiicikiiik.

10, New laws, péliciee, or plans in themselves achieve nothing. ‘They only
set £he stage for agricultural modernization or rural developmept. Their eventual
impacta'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, lsnd settlement, or supervised credit, will necessitate regional and
local program outlets, <his latter category will receive particular attention in

the sections that follow,
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UNIT C., WHAT PROGRAM PLANNING IS AND DOES

"PLANNING" DEFINED**kkkkidkiidksdkiokiihiiokiiohikihiihiiokkdiiihiidokionkkhkiikihiiokikikk

1. '"Planning" is used in many 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 developmehi
programs and projects...design of strategies and sequences for implementing,’

programs...compilation of agency budgets,

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

senseessolees, forward-looking snalysis, selection, implementation, and coordination

of programs 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**kdikik hk ki ddekhkdidiedhihhkiikickohkktiihtki ik

‘to The U.S, has not gone nearly as far as many countries--~Eastern Europe,
Western European countries, India, Malaysia, Latin Americe, 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

comnission 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 oﬂﬂices,a {fﬁcbnomic Advisors,

A ’5 Even where there L6, "nati.onal planning," the de@tee to whic this-has

dtrect bearing on final actions varies widely. In aome countries (e;g.,zRuas‘a)f

plannara ‘have authoritative roles...in others (e,ge, India) they are a aource ot

guidance which may or may not be followed by line administrators or legislators..
\

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

agencies'wouldylikejto do. ‘

FUNQTIONSHsEgvgolgf.yLANﬁING************************************aakt*******aaa**fj

fﬂﬁPiaﬁhing can help change~agencies in several ways:

 a. Stinulate design of programs in keeping with detined objeéti-"“?,,&:,"f

pffb. Establish specific targets to spur greater effort. | i
_,c. Provide objective measures and documentation for mote Eysfaéégiéﬁi
k decision-making,.

''d, ‘Encourage better coordination and phasing of activity.
PLANNING DOESN'T NECESSARILY MEAN "SOCIALLSM'ickiibiiickiivkiciokhinkiniibikiihik.

8., Central, regional, or local planning doaen’t necessaarily entail more
government operation of enterprise, or more controls on prodﬁction and consumptian;.
All that planning in itself does is try to improve the effectiveness with which
public efforts and funds are used to make progress toward socioceconomic 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,



Cw3

PLANNING DOESN'T NECESSARILY MEAN "DICTATORSHIP'"kkkkkiikikkaiikikiiihdhichikhhiikkich

9. The goals and means incorporated in a dev2lopment plan may to varying
degrees reflect desires of the pooulace., We may f£ind heavy stress on planﬁing both
in "command” economies (e.g., Russia, China, Cuba) and in democratic economies

where policies are formed by "partisan mutual adjustment” (e.g., India, Malaysxa).

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«agtion._
THE PLANS THEMSELVES ARE OF LLTTLE USEh iiickidokickkioiokikkiiiiiichiioh ik ik

10, In both national and programplevel planning there may be\excessive
preoccupation with the written plan itself-w~too little attentioﬁuto how to achieve :
S

implementatxon...how to relate to specific things that legislators, agency heads,

and private groupa can and cannot do something about.

Eege, a plan calling for doubling of national _food .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 "inat:umentsﬂ

that can be utilized to achieve such conditions.
SLIPPAGES IN EXEGUTION MUST BE REGKONED WITHMHkiikikiikichiiiicihiiiikiiioniiokiokiiionk

11, Plans tend to be overly optimistic about the results fﬁat wtll}ﬁé{

achieved, "Slippages" may occur at several levels:



S;)ﬁm”,;;“‘,iu

. ag",,“."“‘] " B uv&ﬂy“ bh pv&&by uyw.vn ot M

Eundxng...distortions from "polttics"

(2) tEnabling legielation o

: 1and budget allocation Tt ,

e ~ w7 UN¢. May be problems of getting needed
- facilities, personnel, materials...red
“tapessepoor program design..."'road blocks"
by opposition groups :

f35§f?rogram desxgn and
. execution by changg-,

- . agencies : v
| People may not respond to the extent,
or with the effectiveness, anticipatedyee
| may be setbacks from weather, disease, etce

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

5' Thqfun£t§,that f£ollow will focﬁa pgtticu1§r1y on'liﬁksf(3)rand'(4).
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UNIT E. MORE ON GOALS, CONSTPAINTS, AND:DECISION CRITERIA

CLARIFYING VAGUE GoALs*******************************i;*fygﬁﬁ**********************
- ,5&1’%"l" '
1. Seldom are program goals laid out in c;.ar,, consistent manner. Enabling
legislation and pollcy statements often stated in yague, glowing tetma-"help all
/ ‘ ,‘_‘

the people"..."improve farmer welfare"..."stimuléte rural development"...etc.~-

without indication of priorities or constraints xﬂplzcitly in mind.

2. So goal clarification may becore an integral part of the decision-making
process, involving a two-way iterative process betxeen policy—makera and implement-
ing agencies in a sequence like the following: B o

a. The policy~maker is asked to indicata»in noE a;detall what kinds of
goals and constraints he really has i&%ﬂind.

'bs The program planner delineates alternative courses of action that

' would be relevant, and estimates what: the conseqnesnces would be £n

xr

AV
terms of these goals and conettaintsfgw¢"

¢+ The policy-maker uses this information ke jell his thought further -
about what will be within acceptable bbuhds.

de. An action "mix" is selected that meets these specifications,

TARGET GROUP FELT-NEEDS MAY /LSO BE RELEVANT*¥kiiksdd ddefkikidhikshhdihidkdiiohi ki
3¢ Jor programs aimed primarily at helping certain groups to improve their

own well-being (exiension, community developmrnt, eté;) identifying their own felt-

needs also becomes important as a basis for‘orienﬁiﬁé activity,

t

Esgs; policy~makers may assume that higher in:ome i what they want when, in
fact, a target~group may be more concerned with sééh?lty. better schools for their

children, or more leisure time,



4, There are several ways for a change~agency to seek out theseyfelt-nééds~i

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

SORTING OUT MEANS FROM ENDSdeddededededeicdededsdededededededededede Rt dedededededed fededededededede e ededede e de el e de e e o

5, A frequent cause of confusion in program planning is failure to distinguish
betwéen means and ends. The tendency is to regard certain means as goals in them~

selves when, actually, other means could be substituted.

Esge, modernization of farming practices is only one of several possible way:

to improve farmers' economic well-being,

6. It helps sometimes to lay things outvin~une scnematic rorm of a means~ends

continuum. (See Figure B, 1)

THRER DiMENSIONS*******************************************************************

7. In pinpbinting goals, three dimensions usually need to be considered:
- @¢ Whom do you want to help?
be What do you want to help them achieve?

c¢. When does this achievement need to be fulfilled?

TRADE=OFFS AMONG COMPETING GOALS*#:ikieiics s eehrieieheesehdeddrdededede i dvde e dedv e dedk i

8. Few programs are attuned simply to one goals 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 involved,
in which emphasis on one goal entalls sacrifice of some other achievement, For

example,q,



FIGURE E,1, 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:

Higher family
economic well-being

LT

More net
earnings

[

iigher net
tarm income

.-new enterprises

L.improved production
practices

Lbetter marketing
practices

.expanded land and
capital resource
base

etC,

Higher nonfarm
earnings

-cottage
industry

off=farm
work

L.vocational
retraining

rGtCQ

Wiser use of

Greater economic

family earnings security
L.Better food -Increased
preparation savings
L.Household .Wise use of
budgeting insurance and

-Less wasteful
pucchasing of
consumer items

nEtCQ

credit

L.Protection of
health

rEtCo




: ..Exteneion focus on improving incomes of disadvantaged farmers may mean
~ less overall gains in agricultural productivity and efficiency. o
«osConservation of soils for future generations may mean higher-coatﬁfoédf:
“and lower farmer incomés nows |
..Intensive superviaion of credit may help a few formera o lat_ hut masna.

many other farmers going without technical help.

10 The opportun;ty-cost concept still applies in assessing these trade-offs.
Program administrators need to ask:
"As best we can interpret society's desires, will the gains
from the proposed action more than offser its negative
effects?"
and
wire there alternative lines of action that would be more

consistent with these desires?"
GOALS INVOLVE VALUE JUDGMENTSkikkikiiicidiiihiichiciiiiekich i ki

11, Deciding which goal or goals to emphasize in prdgram:daaign involves value
judgments~-personal preferences about what "ought" to be. No one citizen or
official can say objectively on scientific grounds that any oné’goal is "better" or

"worse' than another,

- v

This is what politics, lobbying, and the legislative process is all aboutes
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: diatinguish
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. argets are often used in development plans and program implementation-=
"adoption of high yielding varieties by 50% of the farmers";.."loo 000 acres to be
under irrigation by 1975",,."20% increase in average family income in three years",s.

"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, ﬁut‘they éhould nd@ibe
stressed to the point that true program bbjectivéé afe}dbécured‘or dibtorted.‘
nvernreéﬁéupatibn with targets can carry several dangersé

«eeTargets may be imperfect "proxies" for the objectives of true concern.
(E.g., higher yields may or may not be ccnsistent with such ultimate
goals as higher farmer living levels or cheaper food,.)

«esAgency performance may be judged in terms of measures over which that
program has little influence. (E.g., community development programs
cannot validly be ‘'held responsible" Eor::or accept credit for=~the
overall changes in family incomes that take place from year to year.)

+seThe 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,)

eeeStress on numerical targets may result in '"padded" reports, spreading
of activity in auperficiél fashion, lack of true feedback about problems

encountered, and discouragement of change~agency innuvativeness,
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‘UNIT-F, SOME OPERATIONAL METHODS FOR:EVALUATING
PROGRAM ALTERNATIVES

EVALUATION NOT JUST FOR GRANDIOSE PROPOSALSH**Ak*kAARXKAXNNKNNNIHKA .

Givan information about the goals and constraints to be emphasized, present
status of target groups, and technical action posaibilities, a large part of the
taskrpf 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,

etceesethe P1anning-Programmingnsugggting,exercises recently initiated by the U.S.

Government to put proposals of the various agencies on a more comparable basiSesc

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

assistance agencies when considefing 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

decision-making situations follow:
SINGLE-~GOAL MAXIMIZATION EXAMPLE* ¥ Ak Ak kN kA nn n n n A AR R AR AR A AR A AR RARTXARR TR R AR AR RNRNNAN -

5. Suppcse 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 in nearny narmxng
areas, the agent guesses that the results oﬁ each alternative approach would be

something like:

Farmer meetings = could hold 25 meetingSe..500 farmers would attend, average

of 20 at each meetings.+20% (100) would decide to adopt improved soybean practices
eseif each has 50 acres and the resulting yield increase were 20 bu., this would

mean a total production gain of 100,000 bu.v

Maee media = could develop 10 newspaper articles, four TV programs, and eight
radio broadcasts...would expect that 2,000 local £armers would be reached one or
more times...of these, 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 lnéividual questions,...80 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 own...30% (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~bus yield increase, total increase in soybean production would be 135,000 bu,

The ex:ension ageat therefore concludes that the test demonstration approach
would be best if the goal 18 to maximize gains in soybean production. (Of course,
it could be that some combination of two or all three approaches gives even better

results,)
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: 6;; Suppose that two -alternative 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 subsidizedv
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 $300,000
Stipends ard eupporting services for three doctors ,
in each hospital @ $30,000 each 450,000
$750,00
Alt. (b): Operating and overhead costs of one central hospital $150,000
R Stipends and supporting services for 10 doctors
@ $30,000 each , 300,000
Expense of operating a helicopter ’ 50,000
$500,000

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,

MULTEPLE GOALS# kv ieiededeeedok ket e de e et ok o e o

7¢ Suppose'ihat a land reform program is planned to divide large haciendas
into small loldings 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:



Fl

Predicted Outcomes

- 50,000 Acres No. of Families Ave, Net Income Total Agr.
of Haciendas with Their of the New Output from
Divided into: Own Land Small Holders the Area

a) 25,000 farms,

2 A, each 25,000 $ 300 $20 mil,

b) 10,000 farms,

5 A. each 10,000 $ 800’ $23 wmil,
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 GOALS* ik ichkkkhdkhhkhhdhkihihickddd sk hhed i itk iohh xhk ks ddsshon ik dod ik i dk

8. If (somechowl!) a quantitative weighting of public preferences can be
ascertained, the decision about what to do in multiple-goal situations becomes

more mechanical,

In the above cxample, 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 expected social value

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

Earms :

Alt. a): 25,000 ( 50y , 300 (.25) , 20 '(.25) = 74%
Alt. 8): S )+ Taes B g (BT

| 10,000 800 23 ’
° H e Dt ° s asmn P s °
Alt. b) 35,000 (.50) + 1,200 (e25) + 5 (.25) = 57%

5,000 1,200 28
. : - S-die i . [ -5 A ° D °
Alt., ¢) 35, 000 (.50) 1500 (.25) b5 (s25) ®» 60%

THEN NO NUMERICAL ESTIMATES AVALLABLE#kikikikiciidkikiididiihdhhionahiohionion ik ionsikin

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

e available, 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
)£ various proposals in orderly manner, or at least to pinpoint the aspects most

:rltically needing further investigation,

10, If nothing more, program planners can make narrative lists of advantages

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

onsidered to be most relevant.

11. A further refinement is to prepare a plus-and-minus table, 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, Thnre 18 concern not only with long-
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term increases, but also with reaching significant numbers of persons, 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

Family Income Family Income No. of Impacts
Course of Action Gains Next Gains Next Persons on Local
Emphasized - 20 yrs. 3 yrs, Helped Business
1, More extension help
to’ farmers. - +1 2 +2 +1
2, Vocational
retraining programs - . ; o
for older persons +2 +2 +1 +2.
3. Better schooling O e s :
for young people +3° L ‘&g +2
4, Placement service to
help people find jobs S : -
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 deciaion-makihgfi

process,

BENEFIT-COST ANALYSIS************************************************************** ,

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

basis, by listing the dollar benefits and costs expected to be associated with erach,



and-summarizing with a single indicator, such as: the benefit-cost ratio,’or. rate:
of return to investment.

1‘13;, It has been ueed most Erequently intconnection with proposed constructi
projects, such as dams and roads. More recently benefxt-cost analysis has been
applied to other kinds of actzvities, such as educational and research programs,

’

pollutxon control, and welfare measures.

4e ‘biEcqooion}ond,refipeﬁeQéefotvﬁeheﬂitecostkanélYaiovhave»eepte:ed}a:an

'suehpegpeetsjaé

v far to go in including indirect benefits and costs stemming from
the ﬁrajéée?‘.

.’.How»to handle hatd-to-meaaure, intangible effects?

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

'flsafnbﬁe'eriticism that can be made of.benefit-cost analysis in its tradi— “

tional form 16 that it focuses ot total monetary effects, without systematic

vattention to other kinds of objectives or to the impacts on specific groups of

people.

PPB*?*ﬁ?ﬁ%i#****************t**********************##******************************"r

”‘16;1 An approach that the U.9. Government initiated in 1935 to review program

and budget proposals more cystematically is the Planning-Progrsmming-Budgeting

.§x§£gg. 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 accomplishment alone and with capability i~ handle multiple

objectives,



F-8
17. There have been criticisms of PPB--tendencies to favor programs with quick
or tangible impacts.ssproblems of comparing goals of different agencies,..dangers
of "padding" figures to make pet projects look good...etc. But this exercise is
resulting in administrators and personnel taking a sharper loock at alternative

means of achieving more clearly defined objectives,

STSTEMS ANALYS TS kddckkdkdkeirdededrdkieiescdesedededrdeddedessededseddedededoh koo doieied doed el deok ek e e ik

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, 1 lends itaelf to the use oﬁ

linear programming, through which the "mix" of projects that:maximizea net:incomesig

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

‘.

19. Even if mathematical solution is not feasible, viewing the - possibilitiea‘:

in a systematic tableau of this sort can help make compariaon of alternativee more -

orderly.,

sIMULArlonwwwwwwwxwxw***********************************************************#**'

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 ewants that are likely to take place were

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



TABLE F.lo SUMMARY OF PROGRAM POSSIBILITIES AND PREDICTED RESULTS FOR
AN ILLUSTRATIVE RURAL DEVELOPMENT AGENCY

Alternative Projects and Input-Qutput Relationships Per "Project.Unit"

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
duri.ng the next 10 years 7 ) $2.5 mi.lo $1.2 mil. $1.6!m1.1. $u.0 mil. ] . $1.° mi.l.
Secondary objectives:
Increase in rural et incomes of at.
least $2,000,00 3juring the first e e - e o
3 years - $500,000:  $400,000 - $300,000 - $60,000
Direct benefits to at least 6,000 ~ ‘>¢ Mﬁf,;;f f-[i:f;f}f T "jq‘7i‘ﬁﬂf593“
families over the 10 years - ffSQOf;;5‘jL:8§900 = 7500 11,000 -
Resource constraints of the agency:
No. of senior technicians (<10) R   i g‘: o1 - =  1:!, : ?:£jj ii
No. of junior technicians (<30) o 53;3  i'f];‘ 2, o »:'7v4?jfli‘§€ j3;f3.
Annual operating budget (<$100,000) © $5,000 ~$10,000 $4,000  $20,000

annual funds for loans (<3500,000) - $75,000 325,000 8 ;j1¥fff;
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21, "Simulation" may range in sophistxcatlon ﬁram 8imple narrative form all

the way to elaborate operations research "models" LﬁVOIVLng simultaneous equations,

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

response, etc., "Monte Cario" or other methods fo* p'o’ecting what would happen

under a randon series of circumstances may be amplodbd.

SENSITIVITY ANALYSIS*iikibickikkiikiiiiikiiiic ioidoikiohio oo ok

22, Another aid to evaluation of program ;roposals, especially where there is

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

others) in which this can be helpful are:

a. Estimating the amount ~£ impact that the proposal would need to have

da

in order to induce the desired responsﬁ‘by frrmers or other target

groups.

Example-~Suppose it {# proposed tp subéiﬁize the cost of fertilizer in

order to stimulate farmers to producu uucu food crops. Representative
farm situations could be budget¢d or linea programmed to estimate

how much would be produced, and how muchAﬂettilizer 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 fn Youd production,

Pinpointing of key variables about which more facte ard needed if an

informed program decision is to be made.,

Example-~3uppose an extension prugram isvye;n: planned to help low=-

income farmers improve their earnings thtoﬁgh adoption of new crops.



:Analyais 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.



Agricultural and Rural Program Planning DWB 71-16

UNIT G. PINPOINTING PROGRAM NEEDS AND POSSIBILITIES

SIZING UP ACTION POSSIBILITIES ke deh ek khkdkhkskddedds ok ek sk d deiedeodedede s

1. 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 receive
attention,

b. Formulating action proposala'fo:‘allaviatingfthebelneéda or stimulating
the desired changes. | S | |

Ce Predicting what would happan uﬁderﬁaach proposal, in terms of relevant

| ~ goals and constraints, as a baats for establishing priorities and

choosing among alternatives.
‘.KEY‘QUESTIQNS********************ﬁ*************************************************

2. To delineate the most appropriate action possibilities, several kinds of
questions need to be raised: V

eseln 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?

‘-..Where does the target group stand now relative to these objectives? -
IWhat obstacles (within the broad categories of knowledge, capability, or
motivation) have prevented these persons from achieving this?

ssoWhat could our agency do--either through modification of existing
programs or initiation of new programsw-to help enable or accelerate
these desired changes?

svsAre the proposals under consideration really feasible in terms of the

resources and capabilities of our agency? Legislative authorization?



jyéhéeptability to key interest groups?

.;Afe 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?k’opiyoulda~?

it be advantageous to mesh with companion efforts by,other‘aggnCigé?

BENCH MARK INFORMATLIONK¥:kkkiekiiddediciiiiehiedihiiicihinidkoieiiiioididiiokiiiiidiiiihk .

3. In pinpointing the courses of action to recelve special attention, several
sources of information- can'be utilizede-informal feedback from peopie who know the
sitﬁation...field ttips...sPecial‘aurveyé...natural resource inventories...results

of previoﬁs researchsesin-depth case studies...census and other aggregative dafa.

4, In such bench mark ahalysis it is important to keep in mind what you'rel
really trying to learn more about:
seoDescriptions of recent trends or present~éituati6§§?
ssolnsights about why a problem persists? |
«seThe technical feasibility, economic viability, or eocial-politica]
acceptability of proposals Leing considered?
i...Information about what others are doing to alleviata the problem?

e 0e0r 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 PROFILES*¥kdkikskikkdkddiedisk kit iioddehkiokkiothkiichdiihiridkiiihiidiiiokddiiiiks

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

several ueans to choose from when formulating a program "package.'



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

£ul 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 éach as a basis
for (a) choosing among them and/or (b) determining the nagnitude of effort needed
to fulfill the objectives. As economists would put it, program "inpute-output rela-

tionships" need to be estimated.

7. Relevant here is what actually is likely to take place were the proposal
to be implemented...not what would ideally occut if everything went well, Allowh
ance should be made for such realitiea as adverse weather, lags in response by
target groups, logistical bottlenecks, administrative inefficiencies, reluctaan bg;
program personnel to change their ways, and even outright opposition by specidlé‘

interest groups.

8, Such projection and refinement of program resource needs and performance
can usefully blend together information from several sources:
eeeThe informal judgments of program administrators and technicians who
have had experience with similar programs.
f..Reports and evaluation studies of similar programs elsewhere.
ssolBe of lay advisory groups as "sounding boards" for prorosals,
+seBuildup of estimates from component bits and pieces of information

through "simulation" or "budgeting" analysis.



FIGURE G, 1. ILLUSTRATIVE DECISION FROFILE FOR A LOCAL SUPERVISED CREDIT UNION
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FIGURE G, 1. (cont'd)
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9, In forecasting actual program performance, tWo Kinas or potenvaal "slip?-a
pages" bear keeping in mind: (a) those associated with the transformation of
change-agency resources into programs, and (b) those agsociated with the response

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

~Change=agency
'~ resources

VWV WV

CHANGE~AGENCY
INPUT-OUTPUT
RELATIONSHIPS

Resulting programs
and projects

Ll

W\J

Responses of
target grougs

LU

TARGET GROUP
INPUT-OUTPUT
RELATIONSHIPS

Fihal program
payoffs

vl vV
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ONE-SHOT OR REPEATED. NEEDS P*#hiikh ki ik hkkhk ki hihhirkhikhkhhkrihiiihtdkiitihhiiiiki

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 actions--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 group--e.g., the tendency for farmers to revert back to tradi-

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

mation to be provided on a continuing basis,

PILOT PROJEGTS ke desededededededododedeedededededededededdededededodedededded dededoh desdededededoddodesde dodede dodede e doodededode o dedede dede doe

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 1ight of this small-scale experience,

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 busis 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 whenfdfﬁwing'
conclusions from pilot projects--for example:

sesImplementation on a mass scale may create problems of a logistical,
administrative, or price-effect nature that were not encountered on a
small pilot basis,

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

: agency personnel, and maybe even target groups, to greater heights 0£ '
endeavor and response than could normally be expected.

eeeSpecial reporting or investigational needs associated with the pilot
effort could, on the other hand, impair performance.

ceelf 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 GROUPS AND BENEFICIARTES#ikiiiiiiiiriiciickkirciokikiiiiohiiiie kb it

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 which, 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..e.stimulation of

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

outlets,
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RIPPLE EFFECTSX*dckickkkkidekidehdkkddidihikikikkdkiikiidhdkdohiokkihkikikkkik ekkkkhkkkkk

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
Qervicea. 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 multjplier, 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 KNOUN 25k ek e dededesede dedesdededook de e ok e de o destedededeedede dede deoke oo e e dede e dede dedede e deoke ke e e

16, Bench mark studies, experimental projects, and other means of investigat;
ing program possibilities hopefully have the result of improving the effectiveness
of the coursc 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 agendy
resources from other activities and (b) delaying the start of the full-scale

program,

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

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



longer offset what is given-up by not going ahead with the ‘program on the basis of

what 18 already knqgh?
ANALYTICAL STEPS INTERTWINEDSS{ckiiihickikiickiirikiiicictoioh oo iokieh ik ik

17 The preceding has, for diagnostic purposes, laid out program decision-
making as a series of distinct stepa;nidentiﬁication of key problems and target“
groupsssedelineation of remedial action possibilities...estimation of likely tonw.
sequences in terms of relevant goals and constraints...use of appropriatc critéria

to éhoose among the possibilities,

In p:é§§ice, this may ueefully become aﬁ iterative process, rather than a
hatd-ahd-fast sequence, Discuesion of the side effects of action proposals may
bring to light additional goale or constraints not initiaily considered. Review of
prelininary alternatives may suggest new action possibilities that incorporate the
best features of the 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 afzer all. And 8o on.
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UNIT H, SOME DECISION-MAKING COMPLICATIONS AND REFINEMENTS

l. 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
acvive 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 dccision-maker an overall feel of what is involved so that
he can at least think more gystematically about such complexities and have some

understanding of technical analyses related to them.
COMPARING ALTERNATIVES WHEN EXTENDED GESTATION PERIODS ARE INVOLVED®#ikiiiiisekiicy

2, Some kinds of programs take years before their results are felt--é.g., land
clearing and settlement...irrigation schemes...development and testing of new
varieties...4=H Club work, How to compare such long-gestation alternatives with
one another or with quickeimpact possibilities? Simply adding up the '"cash" bendfit.
forthcoming each year is usually no: weaningful, 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 Lmproving family incomes (e.g., improved rural health
facilities), a delayed-result proposal would need to have significsntly "better"

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



Net payoff .
o - long-geatation
project

quickeimpact .

project

0 10200 30
' Yeara from now ‘

- 3, Here we often (but not alwaya) run 1nto a trade~off aituation where the
delayed~impact altetnative has the greater loqg-run total payoff, but where the
other alteraative atarts "producing" much sooner, The.choice will depend on three \
elements:

as The ti@§i§?“h (planning horizon) over which program payoffs are tq
~be ﬁaximized.

Y§;§ Tha payoffs of the viable altarnattvee during this span,

Ké;‘ The degree to which people prefer a given payofftnow over a year ‘“ﬂmg:

now, two years from now, etc,

4e If a program is concerned with increasing income or production, one needs
to take into account not only the geins resulting directly from the program each
year, but also the indirect gains that these in turn generate during the remainder

of the planning horizon,.



Examgle-;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 poasible during the next 10 years. The direct gains
stemming from the same program resources in each alternative are estimated to be as

showi: at the lefte=hand side of Table H.l.

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 program as 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 10%, $1 reinvested at the end of the first year would be worth
$2,36 by the end of the 10;year period (nine yea£;Zig§gr), so the $2 million
generated by the adult work would really amount tqnéﬁgf million at the end of the
tenth year. A dollar reinvested at the end offfhgiaecond yedr would be worth $2,14
at the end of the 10 years, so $2 million would be worth $4.3 million. And so on.

The same compounding process would be done f¢r-the ycuthe-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, bance, have less time to regenerate additional farm

income,

6. 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 Hols. COMPARISON OF YOUTH VS, ADULT WORK PAY
| ~ ILLUSTRATIVE EXTENSION PROGRAM

Youth Workk:

Year 0.1 2 3 4 5 6 7 8 910

$04 5

- $0)
$1 mile]
$2 miley
$3 milo_l_‘
$l& miloL
‘ $5 mil,
Direct total = $25 mil, $5 mil.
S ‘ 7 $5 mil.
Adult Work: o
Year012‘34‘5678910
32 mi.l.
$2 m._L
$2 wil,,
$2 mil,
$2 milo_L
$2 mil,,
$2 mIl._L
$2 mLl,
Direct total = $20 mii, $2 .
7 $2 mil,

OFFS FOR

Income generated

by end of 10 yra.&

$ 0,0 mil,

0.0
0.0
1.8
3.2
LI
5.3
6.0
5¢5
5.0

$31.2

$ “07/ m
4,3
3.9
3.5
3.2
2,9
2.7

£_’1.‘

#birect incone conpoundsd at 105 over the remainder of. the 10-year period, -

s



H-5
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;coet analysis and related project-evaluation
methods, there is frequent reference to}discounting. This is the aamg‘idea‘gs ‘
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

Bame."

8. Even if the program concern is not with income gains, discounting or coqp :
pounding can be a useful device for viewing proposals in comparable terms, ?iopf,t
would be saying in essence, "If the program impacts were delayed a.year; ﬁe 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 WHEN RESULTS ARE UNGCERTATIN#*kdddiedededeiek dedddededdesededdedndedeiedenh ok h

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.ge, agricultural research) may further confound the prediction problem,



10. - Where probabilities of outcome are known, or can be estimated within reason,

'Qhe“gan‘compare alternativeé 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
tb maximize farmer income gains over the next few years. It's pretty sure that th
fertilizer trials would result in some gains to the farmers but that these would by
relatively modest, whereas the soybean breeding work has some, but relatively low,

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

Rs, 20 mil. 0.0 0.3
10 mi1, 0.8 0.3
0 0.2 0.4

Expected payoff, fertilizer trialS..e

20 mi1.(0,0) + 10 ni1.(0,8) + 0 wll.(0,2) = Rss 8.0 mil.
Expected payoff, breeding worke..

20 mi1.(0.3) + 10 mil.(0.3) + O mil.(0,4) = Rs. 9.0 mil.

- 1ls The expected impact would be somewhat greater from the soybean variety
wérk. Even 8o, the research station might rationally decide not to follow this
route, as it may de regérded 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 ar analysis of this sort to provide a basis for sizing up this payoff

level/risk trade-off, [P



12, The above example has oversimplified decision-making under risk situations,

Twe frequent realities further complicate the situation:

a. The probabilities of possible outcomes may be vague. (Such fuzziness
can range all the way to the "complete-ignorance" or "uncertainty"

extreme where no probabilities at all can be attached,)

bs A "decision path" is involved, where the ultimate payoff depends ol

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 reliability,
thé decision-maker can follow two coursest 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 hes, or (b) he can try to obtain more 1n£ormgt£on 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, 1Increased attention is being given to systematic analysis of choices
under imperfect knowledge situations--decision theory, Markov chain analysis,
Monte Carlo and other simulation methods, etec, And some development agencies such
a8 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 automate
Lcally tell what is "best" 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 take in

hopes of improving program performance.

15. 1If 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

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

less spectacular possibilities, ]

b, Diversify = undertake a combination of two or more acticns which,
though individually may be high~risk, collectively may reducz the odds
of “everything going wrong.,"

¢+ Maintain flexibility - instead of committing the agency irreversibly to

a risky endeavor, "keep your options open" by starting out on a smalle
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 PROGRAMMkdkidkdkiiikiciiiiihhiik

16. Suppose that you are director of a new anti-poverty program in Hardnose
County. Local political leaders are opposed to the whole idea of government interw
ventiun and seem ready to "do you in." You are considering three basic lines of
initial action:

a. Sitting in your office and doing nothing,
b. Initiating several (hopefully) noncontroversial projects~~dressing up
the shopping arcas to attract more retail trade...helping unemployed

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

tourists,..ctc,



ce Shaking up the existing school board structure, and trying to lnstitute

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 results, 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.2.

It comes ouc 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 conﬁrdnts
change~agencies, whereby the accomplishments of one group are affected by the
reactions of other groups, and vice versa, Some other examples of eituations £ﬁ§£;
may call for a game-strategy approach are:

«soHarvest workers.vs. food growers vs., the government in eatablishing
labor regulations and bargaining rights.

«soe0ne action agency vs. another in competing for additional funds or
scope of authority. |
+soLandowners vg, “andless farmers in inf.uencing land reform brogram

provisions.
«soFarmer organi.ations vs, consumer-interest groups in establishing

pesticide-.use regulations.


http:workers.va

TABLE H.2. SIMPLE EXAMPLE OF GAME PROLEM

44Ahti4§6verty Program vs. Local Leaders -

~Jocal leaders could: Worst that
Continue could happen
opposition Be passive to the program

= lncome gains to local people -

~ | Program director,couidt
l.y»Do nothing S Y

2, Start "noncontroversial"

projects MZO{OQO“ )

3. Make big push to change
school board and improve

vocational education ’ ‘ 0

,.sq,ood'; 1

-/
; §

100,000

0

20,000

Worst that could happen to .

local leaders - 2Q;Qb§** |

100, 000.

*Your "max-min" strategy.

- **Local leaders' "min-max" strategy..




«esBusiness interests vs. conservationist groups in rural land~-use zoning.

sesTraders vs, a government regulatory agency in administering market
price controls with very limited manpower. v '

«ssGovernment community development programs vs. revolutionary forces in

alleviating rural unrest.

18. The above nnti;poverty program is an example of a "two-person’ game in
which there is a "saddlepoint"-~i.ec., there is a single action for each aide&that
will make it come out better than any other, given the circumstances. Other
situations may be vastly more complicated, requiring highly mathematical gggg'gggggx
techniques for systematic solution., For some situations, "mixed strategiéa" are
best in which 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 come
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 i 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 £ind

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

of other groups.



Agricultural and Rural Program Planning - DWB 7118

‘UNIT I, CREATIVE ORGANIZATION AND ADMINISTRATION

- Lo Up to this point we have dealt with the possible roles of change-agences .in
helping farmers aﬁd rﬁral people and with 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 f£irst placa;

2, This and suﬁsequent 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 ORGANIZATIONAL SYSTEMSA#irkikiiidihiohhihiiiicidikiikiiokiik

3, First, let's view in perspective the kinds of roles that an agency, ptogfam.
or project organizational system needs to serve. Saul Katzl has suggested a helpful

classification into four coumponents:

13¢e Saul M. Katz, Administrative capability and agricultural development: an
institutional-building approach to evaluation. Am. Jour. of Agr. Econ., 52(5):
794-802, December 1970,




1.2

a. Transformation - the effective conversion of program resources and

plans into program "outputs" that in turn lead to the desired accomplishe
ments for the terget groups...the technical business of "squeezing the

Juice out" of the program's capability to "produce," so to speake

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; smooih relations with
sources of support, companion agencies, clientele groups, and others;

documentation of decisions and actions; etc.

€. Adaptation ; keeping in touch with the continual changes in the external
environment (clientele needs and wants, new technical opportunities,
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=w

are at the heart of this function.

d. Guidarcc - 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,
TRADB=OFFS AMONG ORGANIZATIONAL FUNCT LONS ok deskcsk sk ede ik drsesed k& e skdede sk dededededed dede e

4. Domination Ly persons in a program or agency who are concerned with a
particular one of these organizational functious can be to the detriment of others,

Some examples of such trade-offs are:



sesThe extension specialist who, in his preoccupation with having an
assured "output," is reluctant to depart from triedeand-true
extension techniques, subject matter, or clientele in order to try
out some nrew approaches in response to changing needs and condi-
tions (transformation/adaptation trade-off).

sesThe program fiscal officer whu tocomes so concerned with financial
control and documentation that a technical worker who needs to
make a new kind of purchase in a Aurry is told "it can't be done"
(transformation/adaptation/maincenance trade-off).

The community development worker who becomes identified with a local
political group as a means of getting support for a particular
project he wants to promote this year (adaptation/maintenance trade-
off).

»«eThe lepartment head who discourages a young professor frow develope
ing a research project because it encroaches on the subject matter
of another professor and might make him upset (guidance/adaptation/
transformation trade~cff),

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

eeeThe county agent who spends most of Lis time responding to varied-
requests for special help rather than developing a cohesive educae
tional program (adaptation/transformation trade-off).

eeeThe éxtenaion adoinistrator who steers his agents away from helping
farm tenants be:ause this may antagonize the landowner organizationg
which have ¢raditionally supported the agency's budget proposals
(adaptation/maiatenance trade-off),

5. 1In short, capacity and readiness to innovate or to change program direction
as n. “Jd=be can be scriously hampered by preoccupation with routine houaekeeping, feacr
of taking risks, excessive coordination, lack of resourc-use “lexibility, and things
of that sort. On the other hand, extreme readiness to le: program workers charge

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

in longer-term repercussicns, such as failure to follow through, neglect of routine
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responeibilities, lack of consistent direction, lost motion in continual ressseys-
went and regearing, and‘erdeion of clientele support. But in between these extremes
there can be an orgatizational environment in which the transformation, maintenance,
adaptatioﬁ, end guidance functions are complementary to one another—~where'produc-
tivity, creativity, and responsiveness to change are encouragedes..and where coordie
nation and procedures are viewed as means of enhancing functional performance rather
than as risk-preventing roadblocks...yet where there are appropriate checks and

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

DANGERS OF SUBMERGING CENTRAL PURPOSE*kikikkidrikiedihkicicihdkihkidikdihiiihikicioiiiohki ik

6. 1In his preoccupation with personal aspirations, and a particular“functional
or organizational aspect of a progrém, it is easy for an administrator or worker to
lose sight of the prograw's basic reasons for existing., Immediate activities o
procedures may become ends in thems~lves, and personal motivations may Le incone-

sistent with maximum contribution to program succeas,

For example, a researcher, in his preoccupation with tangible "output" and
status among professional peers, may concentrate on producing journal arﬁicles and
thodological sopnistication, rather than focusing on the kinds of research most
useful for solving major problems and striving to communicate with the groups who
can use his findings. Aud this may be reinforced by tha2 supervisor who stresses

publications anc professionsl reputation as measures of good research performances

We find eimilar exanmples of distortion of program purpose in the production
credit officer who se¢es maximum number of new loans or minimum repayment losses as
his prime cbjective...in the cowmunity development worker whn gets all wrapped up in
organizing meetings and "involving' people even though this nay not be leading to

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



~d6esﬁ't want to collaborate ﬁith others for fear of not getting credit for his work
evein the progrem accountant who becomes more goncerned that every regulation be

followed."to the letter," than devising ways to help expedite program needs...in the
administrator who becomes primariiy 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 alwmys exist. But the alert program lzader 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 will 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 otganization;;i.e.. building activities and responsibilities as much as possible
around the unique capabilities, interests, and communicative linkages of individual
ataff, instead of attempting to remold everyone into hard-and;faat 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 prograa
as a whole by keeping staff informed about the broad picture, involving them in
decisions, and encouraging candid reactions in discuscing problems and future

directions,

SPECIAL FROBLEMS OF OLDER PROGRAMSH ik iirichikidiidiiciidohhiciohikiihi ikl iioicl

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, eté;jl?here may be so much
preoccupation with "busy work" that there is little el#&&ufor_new program thrusts,
Many of the positions may be filled with personstwho ?}e:;batﬁle-weary" and drained
of new ideas and who are reluctant to do anything tofgébbardize their comfortable

status,

9. TheBe (____ gt e cvor wermgun “ermavubue veup Cuvn v vepes«20CE
and the reputation of previous usefulness to help buféé; oxcasional mistakes. But
for th? energetic, innovative person who comes to wcfk.wii;.such an agency it can be
a very frustrating experience, The same can be true;Eéf:higher;ups or interest
groups outside the agency who would like to revitalizg’qr reorient its work., But all
is not necessarily lost. Whereac package proposals !Q; wajor changes or new
ventures are likely to be resisted by leadera or workers in an "aging" program, the
innovator can often have success by working toward adcﬁ_ghitte in small, less
obtrusive bits and pieces, The "outside" influentiallcaﬁ do some thingt too. Eare
marking the use of additional funds and personsel is 6ne (although this can create
gome rigidities that are hard to eliminate later cn)c5FEQQUiring the agency to
rejustify its programs "from scratch” (as is Leing ﬂq;a t: some extent in connection
with PPBS), rather than letcing it assume that éupdiné wiil be automatic every year,

is another., Threatening to let another agency iun a new program that would be more

logical for the "sleepy” agency to handle is atili another.
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SOME'KEY QUESTIONS IN ORGANIZING A NEW PROGRAMA ki ieided ek it ki ke dok

10, Now in a more positive vein, some key questions to be raised and alterna~

tives to be considered in launching a new program frequently include the following:

veosWhich 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 structurede-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?...Lat
one existing or new agency handle the whole business, even though it may

result in duplication of functions?...0r what?

seeShould the work be organized on an enduring basis, or is it more a
matter of mobilizing a temporary, one-shot effort? If a continuing
program, wili the major emphases be fairiy stable, or is there need to

build in flexibility to allow transition from one major phase to another?

sseln 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 f£irst on a single program component or a single

geographic areca?

sesShould 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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esoWhat constraints in organizational resources and capabilities are likely
to be most binding as the program starts out~-facilities...qualified
personnel...logistical support...or what? How can these most

effectively be alleviated?

seels 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?

eeoIl8 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?

ssWhat 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? O: would this be more than

offset by gains from: having activities tied mcre closely to local areas?

eseTo what extent should the agency handle the various activities itself,
as opposed to contracting out certain functions or seeking volunteer

help?

REVAMPING AN ON=GOING PROGRANM K dedkdeddedek driedsdrdededohde i dede e dededede v e drdede s dede devk ok oy de e de ok dedkdrde el e sk e de

11, Of course, 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



ngqujtotinheri' previous commitmenta. a lot of "can'ts" and "don'ts,” and maybe

evenrnggativa attitudes stemming from predecessor actions.

12, 8o, what can the person who is gtvén responsibility for moving a program
forward in such a setting do? What kinds of questions does he need to ask in |
assassing the situation and determining how best to start out? A line of appraisal

something like the following can be helpful:

eesWhat is it that my supervisors and/or clientele are looking for me to
do? 1Is 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?

eooWhat 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? 1I1f so, what could I do to avert this and

even to gain their help as a positive force toward program success?

eeolIf some major innovations seem called for, how best can I go about intro=
ducing them? Are there some success clements 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 avold
becoming identified with? Would it be well to frame my proposals as
only modest departures from what has been done before ("..onothing
particularly new, except...'") or would it be better for my idcas to take

on the appearance of a bright, fresh start? Should I present my ideas



as one big "package," or had 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 agenty.



Aorienl bural énd‘gﬁfél Program Planning DWB 71-19 -
UNIT J. PREVENTION AND ALLEVIATION OF PROGRAM BOTTLENECKS
PLANNING IMPLEMENTATION STEPS TO AVOID DELAYS************************************** 

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 dizgram 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.1. 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 in moving forward

.from one stage to anotlier, as denoted by the lines with arrows.

Note also that some segments are serial in that they must follow one another,
vhereas others are parallel and can be done simultaneously with others. This kind
of diagram {s 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 vork gets underway

and to anticipate subsequent steps needing special attention,
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A further refinement would be to estimate the amount of time needed to -
carry out each activity, as shown in parentheses in the example. Ftom this you
can determine vhen 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 ie 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,

4o AIu‘practice, the,eteps.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

recelved some use in agricultural and rurel development planning.

KEEPING TABS ON PROGRESS AND ELIMINATING BOTTLENECKS*ddesdsriddriciiokd, aedirkiddrinkink ki

5. Even with such analysis, there still may be some unforeseen problems as

the program or project actually gets undervay. 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) getting accurate, timely feedback

about what is happening and i1) 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, 1f such a climate exiéts, it becomes very important
for administrators to try to create an atmosphere--through personal example as
much as possible--vhere it is made clear that honest attempts to be constructive
will not be penalized and where candid two~-way exchange of information and ideas

1s encouraged.

7. From the administrator's viewpoint, this kind of feedback is not very
helpful--and may even "turn him off"--1if staff members are just making excuses,
or are alvays criticizing in a negative vein. (Being surrounded by "yes men" can

be equally oppressive.) It behooves the program worker to try to diagnose the
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8, Within a‘géneral~setting’ofjencoﬁraging good feedback, several opera-
tionélyquestions'need attention ia organizing such efforts. Soﬁe‘oflthese.are;'. .o

’&k;.;Frdm 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 exzanding 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 starf 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?

++oHow 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--cequesting 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 {eedback 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 oppotrtunities 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 ageacies 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 uof action,

10, In snricultural and rural programs, various systems for improving
feedback and agency response have been tried out, but there is still far to go in
most programs. The usual situation is to require regular written reports (with
numbers and/or narvatives), 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 alreaay
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 frejuent 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 vieu tovard working out constructive ways to alleviate
bottlenecks rapidly., Originally used in connection with self-help rural develop-
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 attume their research to the
limitations in resources, capabilities, and willingne-sité change actually found

among these farmeis.,

For some agricultural and rural programs of a repetitive nature, use has
been made of critical path techniques toAanalyze why previoua'bottlenecks and

delays have occurred, as’ a basis for more effective phasing,of fﬁture programa

of the same kind,

IS IT NECESSARILY .ISE TO PLAN EVERYTHING IN ADVANCE?******************************.:
J

11, The preceding has played up the. notfbn that implementation steps need
to be planned in advance, and bottlenecks avoided or eliminaxed. if programs are
to be successful. Some develcpment analysts would raisa tne point (see the writings
of Albert ﬁirschman, for example) that worrying‘about‘ali'the details beforehand
and evolving activities in "balanced" fashion may achieve less in the long run.
They o?serve that trying to do everything needed to avoiq bottlenecks can blunt
the "cntting edge" of any particular component by diffustng.attention 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 the problem. Otherwise,
it might not really be faced up to were a 'crisis' nevar to develop. Furthermore,
it can be argued, detailed analysis of all complexities in advance tends to under-
estimate human ingenuity in discovering new solutions as needs arjse and may result
in leaders steering away from -ery worthwhile activities that seuw to have over-

whelming difficulties at the outset,

12, Illustrative of this kind of dilemma are situations like lndia's where

effective strategies and sequences are beirg sought for increasing food production
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and'making it readily available to low-income‘households. ‘Should the govefnment
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, end processing facilities in response to later concern about not wasting
the grain? O would it be better to work toward improvementr in the marketing
system right from the start, even though it means diverting program resources from

the work with fermers? Arguments for both viewpoints are abundant.

13, In conclusion, the point might be made that planning rod "imbalance" in
program impiementation are not necessarily incompatible, A program leader could
be fully aware of probablc bottlenacks and yet still find it expedient to incor-
porate them intentjonally as a lever to generate threshold level of concern and/or
needed additional support--e.g., going ahead with construction of an irrigation
system even though he doesn't now have the funds to finish it. But this sort of
strategy can be dangerous too. Even tnough a program official or worker may be
"bailed out" by othcrs this time, he may find it very hard to gain suppert 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 cut-of-phasing in order to maximize overall program success?
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| UNIT K. CEOGRAPHICAL ONGANIZATION OF PROGRANS

"So far we have discussed two dimensions of program implementation--

(a) functional organization and structuring and (b) phaéing 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? VUhat 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 it make sense in thé

first place to subdivide the program along geographic lines?

A FEW CENTERS VvSs. ,MANY "LSﬁB-UNITS**************************************************

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,

e 5;

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

vorkers by having day-to-day contact with colleagues.

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 oppore
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 - ngghéjfbf elements, such as: potential
cost savings from centralization; target-group nggbérs and densities; the extent
to which problems, potentials, and clientele cﬁS{&cceristics differ from one place
to another; the importance of keeping in c!oseﬂéouch with field activities, target- .

£

groups, and local leaders; need for, and aVEiiégi{fty of, specialized services;
geographical organization of other programﬁl%ﬁth %hfcthlose coordination is
essential; the levels from which financial andqg}@éf support for the program
emanate; the degree to which standardization qf'§;§§§%£§ea is critical. And, of
course, the spatial structuring that is most ;ppéégfieté at one time or progtém‘

stage may change later on,

Programs that revolve heavily 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 easiler--it may be advantageous to cluster
staff at more central points. In agricultural rgs;arch related to "basic" tech-
nological development, having large enough centers to afford good equipment and
libraries, as well as breadth and depth of conzg%@dting specialties, becomes a
dominant factor. Even in research for testing fé%#ltr in various locations, it
=~V be possible to keep professional staff clustéféa 5y relying on a network of

unmanned experimental plots,
CRITERIA FOR DELINEATING SPATIAL PROGRAM UNITS*****ﬁﬁ*****************************

4. For programs where subdivision of effoft”iﬁpq spatial program units

(SPU's) is appropriate, either or both of two kinds.'"»f criteria may be considered:
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”h.'-Homogeneitx, where thg farms, families, Qr‘ld¢511ties encompassed by
any one SPU are similar with respect to 6ne or more characteristics of

special program relevance,

b. Interdegendencz, 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:

«ssAgronomic potential (similar soil, climate, topography, etc.),
«ssAgricultural growth potential, including not only agionomic considerations
but also marketing prospects and status of existiug {nfrastructufe and

technology (Arthur Mosher's IGP, FGP, and LGP nreas for instance ).
++.Dominant type of farming,
«s.Average income levels.
«+.Dominant farm size or tenure pattarn.,
++.Dominant ethnic or religious groupings.
+++.Dominant political leanings or extent of unrest,

«+«Degree of urban (or rural) orientation,

+osNon-farm employment growth potentials,

Examples of SPU's based on within-ares interdependencies would be:

seoUnits from which traditional government services emanate (counties,
districts, provinces, states, etc,).

+s.Areas or regions previously used for developmental planning and imple-
mentation (e.g., the Development Blocks of India, or the new Development
Planning Districts in the U, S.).

«+.""Functional economic areas,' each consisting of a fodal town, or city,
and the surrounding localities which form a highly self-contained complex
with respect to living services, wholesale and retail trade, and work
commuting patterns,

1See A. T. Mosher, Creating a Progressive Rural Structure to Serve a lodern
Agriculture, Agricultural Development Council, New York, 1969.

25¢e especiclly the writings on this by Karl A, Fox of Iowa State University.



+esAgricultural 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 "brealbaskets," 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.g.,

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 PATTEANS OF PROGRAM EXPANS TONekvesesoseresdrsriedersiesiohiei dedrrrAnkok skt ke

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

othars.

7. In such situations a number of possible expansion sequences can be

congidered. Five of these arez3

Dl

Ihis section draws on a useful classification presented by Earl M, Kulp,
Rural Development Planning, Praeger, New York, 1970, pp. 7678,




b,

d,

. .’

K=D

- Contiguous spread (called by Kulp the "oilspot" or "vector" option),

in which the program moves gradually outward from the initial areas
1ﬁto 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.

Even spread, in which 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 of situations as possible, 1ii) 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.

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),

Greatest need first. Here again, order of priority may be related

directly to program objectives (e.g., lowest-income counties first) or
to extra-program concerns (e.g., land settlement near shaky political

frontiers).

Highest bidder, in vhich the program is expanded to those places that
offer the most in terms of supporting contributions, interest and zeal,
and/or ready-to-gn organization. Other things being equal, good per-
formance in previous efforts of the same kind may be a factor., -This

may-be-a factor., 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 vhich expansion option is rationally

chosen, and two or more of these options may enter into considerationm.
GEOGRAPHIC VS. CATEGORIC BASES FOR PROGRAM ORGANIZATION#idniriirinkinkininkinkinidikininiink

9. Beyond a certain point, it may not make sense to subdivide & 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 i1ts 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
ﬁake 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 easler-to-define geographic classification is often entailed. In general,
a geographic approach becomes relatively more appropriate where almost everyone
in a reglon is in the same situstion, 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 L. THE "HUMAN ELEMENT" IN GETTING PROGRAMS GOING-,
LEGITIMATION, MOTIVATION, AND LEADERSHIP

l. Despite comprehensive Planning, structuring, and phasing, program success is
often disappointing because people haven't respouded to the extent, or in the way,
that was expected. This may happen in an agency's reiationships with external
groups, in internal behavior, or both., How often have you heard.e."It would have
worked exceptseothe 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 ageacies,"

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 alao have important bearing on program design in the first place,
The purpose of the notes that follow is to highlight some characteristics o£ human

behavior that are frequently overlooked by program planners, leaders, and technizians,

PINPOINTING WHO CAN DO WHAT#edokisieikdeiedeihkiesdei s drdodeieesdk sk e At o e ek e

3. Failure to delineate the roles that groups and individuals do or could
have;;and how thiﬁ meshes with program needs--can lead to much frustration and dise
appointment. Vhen 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 i8 a matter of a scries of decisions and

actions involving more than one person or groups 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 f£inal 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 VIEW THINGSH #ddkkodeied ek et dedirkdedo s deioddodddoh ki

4s 1In seoking 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 aspirationc...or at least not
‘hurt them? 1Is what you're asking them to do in keeping with how they pe;ceive 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 youf
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 regulaw

tion. The idea of altruism may just not be conceivable in such settings.,

WHO ARE THE BEST PERSONS TO "OPEN DOORS" 2%k dhrditrediehdh i hhiik i irkd ki k ik

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 regior. or sociceconcmic 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

"sell,"

8, The persons who can be most influential in legitimating ideac 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 asuch 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 18 known for his sound judgment is most infiuential on
others, even though he isn't the most innovative or richest farmer in the arca. A

"local boy'" who went to college and camec back to teach school may have more finfluence



ou attitudes toward improvement of local government services than any number of oute

side exberts who are brought in,

9. Not &all persons 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
8lightly above their own status for guidance and reinforcement. There may be a nete
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 légitimators 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 INVOLVEMENT#k#dkikiseiokiohirionk i ideiod ket ke iidedodeddon oo ik

11, One lesson learned from historical experience with extension, community
development, and other local~action érograms 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 program design is more likely to reflect felteneeds and useful insights
from "grass roots" levels, and (b) there is closer pgychic identification with ths

activity and its success for having participated in its formulation.

12, This coucept of involvement is a major recson why lay advisory committeus
at county, state, and national levels are an integral part of such programs in the
Ue S, as the Cooperative Extension Service, the Farmers Home Administration. the Soil
Conservation Service, and the Agricultural Stabilization and Conservation Service,
It {8 also reflected in the use of parents ab u;u Club lecaders, and the cmphasis on

self-help and local organizational leadership in many community ifuprovement efforts,
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13, The same strategy can be‘udeful in stimulating change-agency personnel to
be*ﬁbré5feaponsive 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 consultingrwith key staff (not juat 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 SOMETHINGH ¥ iiiiriokdtedioheddhdihhickkdiiiioihiciohhiiidink

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"...and 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 éhargp" of everything, in which
line-staff reiaéionehips 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 morec behind the scenes, striving to create an environment
that--within certain bounds~-gnables his associates to "blossom out" to their fullest,
assume their own initiatives and responsibilities, and be helped with special

problems as need-be. The beat blend of ar.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 "pottled up" in their ideas and capabilities, as well as "used" toward the

glorification of the leader himself.

16. Closely related to this is the question of now fast aad 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 hi-
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
ngeeded.”" This can result in greater endeavor and accomplishment f£rom 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 .JOKKING RELATIONSHIPS AMONG

KEY P.OGRAMS OR COMPOMENTS
NEEDS FOR CROSS-AGENCY LINKAGES#icniininkiniiikirikinkdriciiriinkeiokdoiinininkinntk i ok

l. Seldom can program objectives be effectively achieved by a single change-~
agency or agent in isolation from others. Working at cross-purposes with one another
having gaps and overlaps in function, and being out of phese ail can be serious
detriments to overall performeance, Others may have useful insight, or competency,
or 'connections" to offer that would enhance your owm effor:s and, pehaps, you in
turn have contributions to make that would help them too.

Exanples: A community development progrém prcmoting a new hospital

in a small towm, while the development planning district is moving

ahead with a regional medical network. . . a campaign to encourage

use of high-yielding rice varie.ies undertaken uithout provision’

being made for adequate supplies of tie improved seed., , . latent

potentials for a credit prcgram to enhance farmer response to

extension efforts, and yice versa. . . use of interdisciplinary

regearch teams to tackle complex problems.

2. The notes which follow suggest some possibilities and considerations
in achieving closer relationships among groups or persons, either or both of
whom stand to gain by better communication or coordination--how 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 appropriatz for interrelating with other

groups with wliich a given program has "interfaces"--e.g., special interest groups

or the policymakers that undergird the progran.

POSSIBLE EFFECTS OF BENTER LINKAGESHckd dckdcdekihddihdn fdckdedekdhokdeicsokdohdddokdoit ok ik dokdekiok v

3. Closer communicative or action links with others can introduce either of
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a, 'quormation tnat will help ybu to va.ce mord aaprop.iate act.ons--iacts
\
abouc target groups vhom you want 50 reach. . . feeoback about the

.resolt.. of effoLLa by others to do somethmg similer. . , information
abcut w«\ nthers are doing, - c2 iatend to uD, so that you can make your

‘-pmv‘,f-.»a.'.cprdmgly.' . . etc
4‘ o .{ .

Gomf.auon v re.ugonses by .*uch:s 't‘xpt\\wl; te in closer accord with or
\ LN

.iugment yo:t owmn- ac\iwiues--hﬂtzter meshing of purpose, scope, and

( ‘ I ¢

focua. ‘;"{. betrm ‘time puea;hg ,. b contributions of time, resources, or

. i
‘cn'lgerr.ﬁae . ha‘lp ww@lnlng toeholds with target-groups. . . etc.
) ‘ P ‘ \\ ' "I :

Sucfl\’ mfomﬁtion or rfsponse ey or may not carry benefits to both

Qartiés. Thrcsi kmds c'f cxosa-impacts in tetms of performance are possible: ,

4 ¢
i

. -,

S
i

2 :
a. Sugg'ementa‘;xvrwhere another group can help you, with no parcicular

. guin or cost o 1t, ot vice versa. (E. 8 findmg our what a :esenrch
Y l

", (':lleap c i, doing 80 that you can plan your nen‘ prOJetr to avoid

: 'c.hplication.)

A}
R
b, Com gl»gentarx--whg*r + by keeping lhutually tnf et sd or ty linktng
artiv;ti 'i, you and another greup can enhance ‘one another s effective-

xiua. ('I.g., feedback t-om extension wotkers to rasearch specialists
7

about prodlems needing attention and, In ture, ¢imely extension
v;h‘uemmation of weu research findinga. « o+ interdisciplinary analysis

’of rucal pom‘t«j’g";broblems. + . multi-agency sharing of a computer
. o f . ‘:, ‘ [

: ?a\‘.ilia:y.) 4

. b‘.‘ h

v oL

;“nggetitg_y_g--where, by helping you, another group has co sacrifice effort

or results in another phase of its activity, or vice versa. (F.g.,



diﬁefﬁiﬁgséx§§n510n~workers from on-going educational work: to give

special help to a new land settlement project.)

5, The kind 6f cross~-impact that results vwill 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

1ts 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 STRIUCTURAT. FOWMS SHOULD LINKAGES TAKE 2¥iiciiciciicicieiokiriviiiicieirisdeiciob ek doirkdeiioict ok

6. To carry this one step further, there is a continuum of possible struce
tural avenues that an agency or worker can consider in his 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 dowvn the "C-chain' showm in Figure M.1l, an
increasing degree of '"forcefulness" and structural complexity is entailed. But
thers 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 l.l., "C-Chain' Showing Gradients of Pusiible Means to Induce Intra-

and Inter~Group Linkazes

If helpiny one
another is
potentially
complementary
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If helping one
another is
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1f efforts to
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fail................
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1]Coordination
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.Contracting

[Control

konnolldatton

ompetition

onfrontation

Secking {rformation from others

aw means to reduce overlaps
ang gaps

Sending and receiving information

to keep ‘each other posted on
plans snd activities

Involvement vi other group

. yepresentatives in decision-

making process (e.g., advisory
board membership)

Informal 2-way ties to avoid
conflict and/or to enhance
one another's efforts

Planned meshing of ceparate
activities, perhaps entailing
formal agreement or coordi-
nating agent without line
authority

Voluntary pooling of resources
for certain projects on joint
basis

Inducing others to take
needed actfions by providing
funds

Using .irtervnal or external
rutlority to ''force" desired

'response

. ComLaning groups into one
uudar siuple authority

Stimulatipyg better effort by
athers bv threatening to
"take ¢ver" thelr roles

Dlrectly seeking resolution
of linkage problem through
decision of outside authority

@@
Oe®

OO



é,f‘The inherent nature of the linkages being sought (whether aupplementary,

complementary, or competitive).

b, The skill used in handling the linkage at any one level, and the other

pavty's receptivity to it (benavioral approaches and re)ationships).

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.
MAKING THE MOST OF GIVEN LINKAGE FORMS dciricicieioledeiniedeicieikdoinioiiciciciiniciiekinioookokaroriook

8. Here is whore some concepts discussed earlier can usefully come into
play--empathy for the insights, capabilities, and motivations of others. . .
legitimation, ., . involvement, . . hehavioral approaches to organization. . . gaming.
And there is a vhole body of emerging thought encompasses in information-, communi=

cation-, and persuasion-theory that is very relevant.1

9. So the agency worker or administrator who wants to make the most of
opportunities to establish closer working relationships--or at least establish
better communication--with another group might usefully ask himself the following

kinds of questions:

««sihat 1s 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?

lror + comprehensive review and synthesis of concepts for effective inter-
group information exchange and use, see lonald G. Havelock, Planning for Innovation
Thiough Dissemination and Utilization of Knowledpe, U. of Mich. Institute for Sccial
Research, Ann Arbor, 1969,

A text that focuses move on potential-conflict {competitive) sltuvations iss
Ervin B. Bettinghans, Persuasive Communicction, Holt, ifnehart, & Uinaton, N. Y., 198,
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++¢A8 they perceive things, will this enhance their own endeavors, or will
my request be an imposition? 1Is their perception accurate? Am I asking
them to do something that is beyond their authority or capability? 1Is
there a way that I can modify my request or proposal to be more compatible

with their capabilities and aims?

¢os1f my request is in fact competitive with their activities or concerns,
is: there a vay that I cen induce their help without resorting to authority

--@.8., offering to help them in return for their favor, or reimbursing

them?

+soHow can I best establish contact and interest in amy 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 wbum they have respect to "say a good word". . . or what?
DOES MUTUAL HELP MAKE SENSE IN THE FIRST PLACE 7¥dededededriciedekdeieioadriedebdedriedriedeink ek ddedede

13. Sometimes getting other pevsons 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 process of opening up and maintaining
cormunication o:s coordination channels may involve so much time and effort that it
detracts seriously from actual program progress-e.g., having to check with a

coordinating group every time you want to try something new.



11, 1f getting others to work with you seems hopeless, or too complex or

costly in terms of effort, two substitute courses can be considered:

a. You could threaten to embark on the desired action yourself, even
though it lies within the other party's "territory," inm hopes-that it
will spur them into doing the things needed to make your program more

effective,

- b. You could "take the bull by the horns" and actually perform the needed

activity 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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RXAM - 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 are unsure about (U) each of the statements below. Underlining
is used to emphasiza koy points.

1f you agres, brisfly elaborate or illustrate.
If you disagree or are uncertain, briefly explain why.

Completa sentences are not needed; write Just encugh to maks your pointe
clear.

1. An example of "gggrtunu_.x cost" is the direct marginal outlay--added numbers
of county personnel, travel oxpense, etc.--associated with the introduction of

& naw nutrition education progrem. ,
A D U

2. It is not necessarily trus that a:changa-agency wust be primarily devoted to

helping its targst groups to improve their own wsll-being,

A D U

3. One way to eliminate all "sli 8" batween plans for agricultural moderniza~
tion and ths actual changss tgﬂg place on farws is to place all farming '
operations under direct control of govermment agencies.

‘ A D V-



4.

6.

7.

2

The most effective way to make ratfonal decisions about how to allocatse change-
agency resources among alternative possible uses is to estimate the total
benefits and total costs associated wiih each alternative.

A D U

In deciding which target groups to give priority to, about the only thing the
sdninistrator of a multi-purpose community improvement program can do is go by

his owm perzoaul prefersnces (valus judgments). b 1
A

As we have used the term in this course, an example of a " =of£"” is where
one agency offers to assist another agency im return for its p in working
toward the same cbjective. A D U

A plus-and-minus chart is & way to show schematically how action proposais
corpare In terms of each relevant objective or constraimt, but in itself dorsn't

tull which proposal {s ths best.
A 1 0

One criticiem that can be mads of conventional fit-cost enal to astablish
projeat prioritizs is that it doesn't say much epe: ally gaios or
loses.

A D U



9. To predict the likely outcomss of a new extension program, it could be more
accurate to use the sub Fct[n Judgments of panonmi EE; know the area than to
depend on the quantitative results of a pilot program conducted elsewhere.

A D U

10. The main rationale for compounding (or dhco\ntmg) benefits and costs of longe
term project proposals is that interast costs o rroving funds to finance theo
projects need to be reflected in the comparisons. ‘

A D U

11. Suppose that two anti-poverty program proposale are bsing considered: (A) "con-
servation corps” jobs for those who can't find work and (B) improved vocational
training in the high schools in low-income communities. By the end of a 15-year
“economic horizon,” the direct annual income gemerated would be the same for
both--$60 millfon. The gains from Alternative (A) would be spread evenly over
the 15-yoar period; the gains from Alternative (B) wouid be bunched toward the
end of the period. It would therefore be advantageous to choose Alternative (A).

A D U

12. Linsar programming is a technique that can be used to determine optimmm strategies
whers a change-agency is encountering actice opposition from anothur group.
A D U



13.

14,

15,

16.

4

Suppose that exparts guess that sleeping sickness-control research will have an
"expected payoff" of $80 million and the odds of a new breakthrough will be 0%,
whereas emphasis on livestock nutrition reeaarch will hava an "expected payoff"
of $50 millfon and be 90% sure of accomplishing something. It would therefore

be rational to concentrate on the sle,eping sickness resesarch,

A D U

In order to maximixe long-cun RIOSTam payoff, it will always wake sense
, divnnstz activities.

A D U

"To be as vigorous and innovative as s_nlblg. it is very important to ses to it
t a program well coording tightly administersd. .
A D U

Following is a PERT-type diagram for fmplementing a community development
project, showing times involved in days:

g A0
()
’) (&) LQ‘/

7)— >~

)

The critical path would be 1-3-‘&-8-!.



17.

18,

19,

20,

Suppose that activity 4~8 had to be lengthened to 4 days. The gritical path
would then becoms 1-3-li-8-,
A D U

Making low-interc:i loans available to all farmars located in counties which
have average farv: sizses of 50 acres or under £{» an example of a categorical
criterion for datermining eligibility.

A D U

To be most efficient, agricultural extension programs should be organized into
districts that coincide with functional economic areas.
_— A D U

A coal mine owner would probably be a good legitimator for convincing his miners
that it would be a good thing to raise vegstable gardens to augment their
earnings.

A D U



Ag. Econ. 4250
Assigoment ¢1 for Mouday, June 21

OVERVIEW OF CHANGR-AGENCY ROLES AND DECISIGNS

Cora Readings

Unit A summsry, Introduction (handout).

Unit B sumary, Change-Agencies as Vehicles for Agricyltural Modernization and

_ Rutal Development Ehandout).

David W. Brown, Putting Rural Development Policies into Action (handout),

David W. Brown, Rural Development Agencies A8 Decision Makers (handout), Read
pp. 1-2 and scan the rest,

Yor discussion in class

1. 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-motivation framework, what function(s)
does each of these progrems 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 pnsaible 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 sbout or interest
in, what are some major alternatives that can be comsidered in deciding
whom to reach, what to do, and how to go about 1t?

3. (If you have previous experience with this change-agency) What in your
Judgment ha»i been the most important elements that have impaired fuller
effectiveness--ashortsighted planning? poor organization? vague objectives?
oversensitivity to political pressures? poor relations with other groups?
lack of reasources? or what?



Ag. Econ. 4250
Assignuent §2 for Tuesday, June 22

WHAT PROGRAM PLANMING IS AND DO®S

Core Readings
Unit C sumuary, What Program Planning Is and Does (handout)
Rainer Schickele, Motives and Criteria for Natiomal Agricultural Plamning (Ag.

Library Reserve). Read pp. 1-16 cspecially.

Ben U, Lewis, Jordan Is People: So Is Economica (handout).

David W. Brown, Some Thoughts About Agricultural Development Planming (handout).
Skim, noting pp. 11-12 especially.

Por Discussion in Class

L. Based on the rcadings you have done so far and your own common sense, what
purposes caa planning at the natiomal policy levels, as well as at operational
program levele, saerve? -

2, Schickele distinguishes between two kinds of planning: allocative planning
and institutional framework aud incentives planuing. Thinking particularly
of your home area or places whare you have worked, what are some examples
of public actions and programs that relate to each category?

3. Bometimes policymakers and plunners and national or local levels are prone
to think that passing laws, appropriating funds, formulating long-term plans,
or establishing targets will automatically insure desired socio~ecomomic
changes in agriculture or other sectors. What kinds of "slippages' may take
place that impair or distort actual achievement of results?

4. Soma persons stress agricultural program and policy planning "from the top
down," vhereas others would bufld up regional and national plans from felt
nseds at the "grassroots” level. What are some pros and cons about thia?
Can the two approaches be blended together?

3. In one important sense, a county agent, or a community development worker,

" or an sgricultural rescarcher can bs a "plammer" just as much as persons in
national government departmenta and planning agencies. Explain how this is
true.



Ag. Beon. 4250 o
Assignment #3 for Wednesday, Sune 23)

CONSTRUCTS FOR PROGRAM DECISI(SLMARENG

Core Readings
Unit D summary, A Fremsssork for Opurational Decision-¥aking thwdw_t).‘

David W. Brown, Kural Davelopment Agencics ar Declision-Make '8, (homlout). Read pp. 2«6,
(I£ you dhaveu't had much backgrouwd in economice, you may fiad Lt helpful also to i
review sections ir an introductory economics or agricultural econownics textbook

related to the "ovportunity-cost" or "equel-aa:ginal™ principle.)

To bs Hendel in

As & "warm-up" €or the program design problem that you individually will be
tackling during the remaindic of the tecm [n ezercises and in the end-of~term
diagnostic report, jot dosm . (in outline lorm {f you wish) some notes whout the
following: o ’

1. What specific egency, pi‘ogram, or deef;}f.on-aituation are you planning to focus
on?

2, What group or groups 1s the progran trying to kalp?
3. What gozls (kinds ct changes or accomplisiments) szv of primary concexn?

4, What ccascraints nead especiaily to be taken inte aceount--a,g., ilmitatfon:
* in persiuael, facilities, funds or administrative capacity; pressures for guick
results: avoiding negative effects on other gToupa; attitudes of peuple-~-when
pinpoincing e relevant possibilities? -

5. What key persons o~ groups are€ involvel in ugkiny Jarisions for the program?

6. With tha scope of the problem as Jou aave delineated it, what oy decisions
havs to v made, and what basic zlternatives can be considered for each? PFor
each decioion, i« this primarily a mattsr of either-or, crdering of priorities,.
sequencs, or 'min' of asctivities? : ‘

7. 1s this a situation that lends itaself Lo a eynoptic decision-making appreach
(4.¢., designing a major wew program from scratch) or would & partial incre-
mental approach be morz appropriate {e.g.. evaluating proposale for modest
medifications in an on-going program)?

The purpose of this axercise {s 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 m@ know what you propose to focus on. If you have difficulty in selecting a
problem or in delineating a specific aspect, I'l1 be glad to halp you.


http:liitatf.ow

Ag. Bcon. 4250
Assignment #4 for Thursday, June 24

GOALS, CORSTRALNTS, AND' DECISION-CRITERIA

Core Readings

Unit D summary, More on Goals, Constraints, and Decision-Criteria (handout).
David W. Brown, Rural Devslopment Agencies as Decislon-Makers (handout), pp. 6-7.

David W. Brown, Some Thoughts about Agr cultural Development Planning (handout),

BP. 79,

Zo be Handed in

1.

2,

3.

4.

Thinking again of the tsimi problem that you are focusing on...

What primary criteria (gperational 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, etec.) that
apparently need to be taken into account too? '

Is this the kind of situation where there are. important "trade-offs” among
competing objectives when coneidering program alternative»? Or is it more a
matter of bow to work towrrd a single dominant objective most effectively?

If you were a planuner or decision-maker with the agency and the cbjectives
were not clearly defined or weighted, how might you go about pinpointing these
wmore precisely? :

Is this the sort of situation 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., farm’ income changes), target grou
rasponse (e.g., no. of farmars adopting new varieties), agency "output” ze..'g.. '
no. of local demonstrations), or what? What specific measurable indicators
would be most appropriate?



Ag. Bcon. 4250 DWB 71-45
Assignment #5 for Monday, June 28

METHODS FOR EVALUATING ALTERNATIVES AND ESTABLISHING PRIORITIES

Core Readings
Unit 1(? summary, Some Operational Mathods for Evaluating Program Alternatives
Handout).

George Waldman, Seminar on Program Budgeting in the U. S. Department of Agriculture
(Handout). Skim. ~

To be Handed in

In ¢onnection with your term problem example, chances are that there is a kay
decision to be made for which two or more courses of action can be -considered.
And chances are that these alternatives need to be judged not only ‘in terms of
impacts on a certain major goal or group, but also in terms of additional considera~
tions such as effects on other groups, drain on agency resourcaes, 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 bast as you can gusss at this
stage. (See pp. 5-6 in the Unit F summary.) -

Is one alternative clearly advantageous in all respects, or is a “trade-off"
involved?
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Assigoment {6 for Wednesday, June 30

SIZING UP PROGRAM NEEDS, FORMULATING PROPOSALS, AND ESTIMATING OUTCOMES

Coxe Readingst
Unit G Summary, Pinpointing Progrem Needs and Possibilities (handout).

David W. Brown, Sizing Up the Situation in Rural Development and Agrarian Reform
Planning (handout). Skim.

To Be Handed Ims

Focusing once again on your individual term example:

1.

2.

3.

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, end from what source(s)
would you get this?

Based on what you now know (or have assumed), develop a "decision profile"
wvhich sumnarizes schematically the altermatives that can be considered fcx
each of the major kinds of decisions that need to be made in conmnection with
your example. (See page 4 in the Unit G Summary for an illustration.
Incidentally, the title of that figure should be. . . Credit Program, not
Credit Union.)

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-
ships") associated with the alternatives that can be considered? What possible
“glippages” between the program-input stage and the final impacts on target
group need to be taken into account? (You may want to tackle this question

in terms of the alternatives and just one or two of the criteria shown in

your earlier plus-minus chart.)



Ago Econv 4250 m 71‘48
Assignment #7 for Friday, July 2

DECISION COMPLICATIONS AND REFINEMENTS

Core Reading:
Unit H Summary, Scme Decision-Making Complications and Refinements (handout).

(Por some sources of further detail, see reading lists #71-31 and #71-33.)

For Discussion in Class:

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 plamning you may eancounter (among others) two situatiomns that
seem to be paradoxical: (1) a high-risk situation in which there is
perfect knowledge about possible outcomes, and (2) a low-risk situation

in which there is little knowledge about possible outcomes. How can this
be? Cen you thimk of examples of each?

3. 1Ig your individual term problem of such a nature that (1) discounting,
(2) riske-analysis, and/or (3) game theory would be useful as aids to making
any of the decisions involved?

4. Can you think of other program-decision examples from your own experience
for which these amalytical approaches would be eppropriate?



Ag. Rcou. 4250 DWB 71-49
Assignuent #8 for Wednesday, July 7

CREATIVE PROGRAM ORGANIZATION AND ADMINISTRATION

Core Reading:
Unit I Summary, Creative Organisation and Administration (handout).

A. T. Mosher, Aduninistrative Bxperimentation as a "Way of Life" for Development
Projects (handout).

W. 8, Sayre, Organizing for Innovation within Govermment (handout).

Alsc, as one of your personal exploratory readings, you may find very helpful the
article by Saul Katz, 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. Bcon.).

ststions for Discussion and Thou

1. As yo1 read Sayre's article, think of an agency or program that you know about
that does not seem to ba a2 progressive, dynamic, or effective as it could be.
What appeur to be the major causes of its failure to be more innovative or
productive--unwi.llingness of administrators to "stick their necks out" or to
offend certain groups...excessive red tape...lack of enthusiasm and dedication
«soprorly qualified personnel...constraints of enabling legislation or low
budgets...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 wmiddle-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 rasponsibility and influence?

3. Dr. Mosher favors trying out, modifying, and evaluating new program ideas as
an integral part of on-going programs, rather than starting out with pilot or
experimental approaches that are more separate, visible, and rigid. What are
pros and cons of thias? :

4, In thinking about the implementation of the program related to your individual
term problem, are there one orimore basic organizational approaches that sesem
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 implementing
the program?



Ag. Econ. 4250 DWB 7130
Assignment #9 for Monday, July 12

PROGRAM PHASING AND BOTTLRNECK ELIMINATION

Core Reading:
Unit J Sumary, Prevention and Alleviation of Program Bottlenecks (handout).

Office of Economic Opportunity, PERT for CAA Planning, Vol. X, Sections 1 through
4 (on raserve in the agricultural library).

Clair Wilcox, Malaysia's Experionce in Plan Preparation and Implementation (hendout).
Bspecially pp. 5-10.

We shall be discussing this in class on Thursday, so doing some of the above
reading before then would be very helpful.

The main thing is to start studying OEQ's PERT for GAA Planning, which is a
prograumed fnstruction manual that explains the idea of network pathing in as simple
and systematic fashion as anything I've seen. It will take you three: 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 co, you'll want
to get 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 ZERT further. To
enable the next person to learn as much «8 possible, please do not write anything
in the manual itself! Use scratch 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 familiar with.
These include: activity, event, milestone, PERT chart (or network), critical path,
dummy activity, gotE—ated earilest time, and latest allowable time.

To be Handed in (Monday, July 12):

For either the analysis or implementation stage of the program 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. Beon. 4250 VB 71-51
Ani.guuqt #10 for Friday, July 16

PINAL REPORT FOR YOUR INDIVIDUAL TERM PROBLEM

Now comes the time to bring together your previous hand-in exercises, and .thoughtb
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 1ike 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, methcds and informational needs for evaluating
the alternatives (it the best decision isn't obvious), and the steps entailed in
implementing one or more of the liras of activity being considered.

Make it clear from whose eyes you are viewiug the planning problem. You could
assume the role of a consultant who has been asked to cowe up with a briefing paper
on issues and alternatives related to a program proposal a§ a help to administrators
in making decisions about program components and organization. Or you could cast
your raport 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 analysing information for
gulding decisions. :

There is no need for your think pisce to be lengthy or in fancy prose. In
fact, the more efficlent you can be in presenting your line of analysis (e.g., using
diagrams), ths better. Yet, it should be understandasble to others and not so
sketchy that your ideas are in broad generalities or an incoherent jumble. If you
find some of the comstructs 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/er you have come up with better approaches for viewing things systematically.

If the above suggestions don't seem to f£it your particular problem very well,
Please fesl encouraged to Bee me about ways to adapt your analysis and report
appropriate’y.



Ag. Econ. 4250 DWB 71-52
Assignment #11, for Wednesday, July 14

GEOGRAPHICAL ORGANIZATION OF PROGRAMS

Core Readings:
Unit K Sumnary, Geographical Organization of Programs (handout).
Karl A. Pox, A New Strategy for Urban and Rural America (handout). Ikim.

Alao, you are encouraged to browse through A. T. Hosher's 1ittle book, C in
mg_zu!.vo Rural Structure, as one of your personal readings (on reseive in the
ag. library).

Questions for Thought gnd Discussion:

1. Describe in your own words the basic idea underlying the comcept of a "functional
economic area.” Can you think of some examples of agricultural or rural programs
for which FEA's might be appropriate as spatial program units?

2, What other possible bases for delineating spatial program units can be considered?

3, 1s your term problem example the sort of activity that lends itself to sub-
division into spatial program units? If so, what are the pro's and con's of
having only a few large outlets or program areas, as opposed to operating through
many local unite? What basis for delineating spatial program units would sesm
to be most appropriata?

4, 1f the program exmmple you have in mind cannot be implemented everywhere at
once, what criterion for expanding the program, either to more spatial program
units or within SPU's, would appear to be most appropriate?

5. Doas it make sense in your case example to organize the program along geographical
1ines? Or would it be better instead, or in addition, to evolve and expand the
program along categorical 1lines?



Ag. Econ. 4250 e;m:7‘1-53_’,
Assignment $#12 for Thursday, July 15 '

'THE HUMAN BLEMENT

- Core Readingst

Unit L Summary, The "Human Element" in Getting Programs Going--Legitimation, .
Motivation, and Leadership (Handout). o

Questions for Thought and Discussion:

1.
2.
3.

&4,

Explain and illustrate the concept of "legitimation."
Explain and illustrate the concept of "involvement."

From your own experience can you cite some examples of reduu‘d.,p'tdg_tfqin
effectiveness that resulted froms

a. failure to relate to the motivations and perceptions of key persons
or groups? ‘ '

b. poor leadership?

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?



Scme readings on...
OVERVIEWS OF AGRICULTURAL AND RURAL PROGRAM PLARNING

3aun, Warren C. The project cycle. IMP/IBRD Finance and Development. 7(2): 2-13.
June 1870. : '

Beal, George ¥. and others. Social Action and Interaction in Propram Pienning. -S54l

Ay oty @, gt Mt

Iowa State University, fmcs. 1966, “Gew cspecially pp. S -12. .B35

Brown, David W. Putting Rural Developsent Policies intc Action. Himeo 69-39,
6 pp, May 1969, <

Brown, David W. Rural Develcpment Ageancies ag Decision-Makors. Mimeo 68-1, 15 pp.
Auguat 1968,

Brown, David W. Some Thoughts about the Who's, What's and How's of the Texas Hrea
Farm uanagcmqu Progran Mimeo, 12 pp. Hav y 1961,

Food and Agriculture Organizatiofn, U.N. Intreducticn to Agricultural Planning.

-y

Agr. Planning Series No. 1Z. 1970.

Joy, Leonard. Problems of agriculturfl aduinistration and exiension services. HD1401
Bast African Jour. of Rurai Development. 2(1): 1-8. 1669, .B27

€atz, Saul M. Administrative capability and agricultivral developuent: an §560
inetitution bullding approach to evaluntion. Am. Jour. of Azr. Econ. «J6

52(5): 794-802, Deocenmber 197C. {Scz aleo as.scva«u"n"n, op. ADI-80%.3

Kulp, Earl M. Rural Dzvelopment Dlanning: Systems Analysis and Horking HN17.5
Method. ZPracger, N.Y. 19707 "Sce cupacinlly pp. 320, X8

North Cavolina State University. Plauning Socio-Seoncnmic Change, Agricultural
Policy Inatitute, Raleigh, 1954,
...Structural continuity and the procers of planeing change, pp. 29-52. (Also
dizcussion, pp. 53~56.)
.»+.A political science approach to plauning chaase, pp. 57=69. (Als0
discussion, pp. 71«75.)

North Carnlina Stats University. Selected Perspectives for Comnmunity Resource HN15
Development. Agricultural Policy Institute Serios 39, Raleigh, 1969, Sl

.. oCommunity cconowic growth--traps and opporLunLtLes, pp. 17-23,
.-nuOﬂ“ important considerations in regloral ccorcaic d?velonment, pp. 25-38.

Solomon, Morris J. Analysis of Projects far Econouwic Growth. Praeger, N.Y. HD82
1970, See especially: , .85895
..+Ch. 1, Projent analysis: a step in economic developuent, pp. 15-36.

.+»Ch. 2, Decision-making and {mplementation, pp. 37-58,

Tichenor, Phillip J. and Vernon W. Ruttan. Resourrn Allocation in Agricultural
Research: The Minoesota Symposium. ?rivw63zty of Minnesota prelIELnary
report. 1969,




1. S. Agency for International Development. Spring Review of the New Cereal
Varieties - Management Systems. May 1969.

Weitz, Roanen (ed). Rural Planning in Developing Countries. Western Reserve HDVI-'V&IS'
. «R4

University, Cleveland, 1966.
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Some readings on...
CHANGE-AGENCIES AS VEHICLES FOR SOCLO-ECONOMIC TRANSFORMATION

Beal, George M. and others. Social Action and Interaction in Program Planning. SS44
Iowa Ctate University, Ames. 1966, B35
.. «Appencdix 111, How does social change occur? pp. aau-a9s. e

Galjart, Benno. Rural developoent. and sociological concepts: a eritique. HTQOI
Rural Sociology. 36(1): 31-41. March 1971, WRB
Gallaher, Art (ed.), Perspectives in Developmental Change. University of w18
Kentucky, Lexington. 1968. Plib
Hapgood, David and eridan Bennett. Agents of Changg:' A Closc Look at the HC60.5
Peace Corps. Little, Brown, Botton. 1968. +H33
Hunter, Guy. Modernizing Poasant Societies. Oxford University, N.¥. 1969. IIN9RO
HB3
Ilchman, Warren E. and Norman Thomas Uphoff. The Political Economy of Change.
University of California, Berkeley. 1969, JR6O
oI5
Ilowa State University. Research and Education for Repgional and Area Development.
Center for Agricultural and Economic Development, Anes. 1966. HT391
«..Ch. 6, Adapting social institutions: the Appalachian region, pp. 110- JSb
120.
.«.Ch. 7, Political process and feasibility of regional development,
pp. 121-127.
«+.Ch. 9, Altcrnative legal structures for regional development, pp. 133=-144,
Kulp, Earl M. Rural Developument Planning. Praeger, N.Y. 1970. HN17.5
.+.Ch. 2, The development process: concepts and elements, pp. 26-4l. K8

«++.Ch. 3, The development process: stages and phases, pp. 45=64.
«..Ch. 4, Institutional structures and options, pp. 65-80.

Michigan State University. Uevelopment and Lhangp in Traditional Agricultuce:
Focus on South Asia. Asian Studies Center Occacional Paper. November 1968.
...Ralph W. Cumnings, Technological change in agriculture, pp. 30-39.
.+.Joseph W. Blder, Cultural and social factors in agricultural development,
pp. 490-51.
o+ .Kusum Nair, Inducing change and mass participation in developuent, pp. 52-62.

Millikar, Max F. and David lapgood. No Easy larvest. Little, Brown: Boston. Hp141S
1967, R8
Montgowery, John D. and William J. Siffin (eds.). _Qproaches to Development: JPLIZ2:
Polivics, Administration and Change. McGraw-Hill, N.Y. 1966. ' M6
Mosher, Arthur T. Getting Apriculture Moving. Agricultural Develiopment HD1415

Council: N.Y.” 1966. (See also companion publications~~Training Manual, MBS
Case Studies, and 2 vols. of Selected Read ngs.) T



Myren, Delbert T. (ed.). Strategiea for Iacreasing Agricultural Production on

Holdings. CIMMYT Puebla conference report. August 1970.  (See especially
pp. 1i-18 and 63~68.)

Hocth Carolina State University. Sclected Perspectives for Community Pesource
Development. Agricultural Policy Institute Series 39, Raleigh, 19569,
-..A descriptfon and assessmen of community development, pp. 143-180.
«s.The community setting, pp. 185-192.

Phillipa, Hiram S. Guide for Development. Praeger, N.¥. 1969.

Schickele, Rainer. Acrarian Revolution and Economic Progress. Praeger, N.X.

The Puebla Project. A/D/C Reprint. June 1970.

Vileden, Arthur P. Copmupity Developmens. Bedminster Press, Totowa, N.J. 1970.
«««Ch, 4, ConElicting philnsophies of community development, pp. 66~77.
.. «Ch. 5, Backgrounds of historical experience, pp. 78-103,
eesCh. 12, Action the goal of comuunity developwent, pp. 239-260,
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Some readings on...
WHAT PLANNING IS AND DOES

Brown, David W. Soare Thoughts about Agricultural Development Planning.. Mimeo
718, 12 pp. 1965, ' ’

Clawson, Mcrion. National developrent planning and agricultural planning. Devele HCIO

opment Digrest, 2{3): 43=52, January 1964.

Food and Agriculture Organizaticn, U.N. Introduction tno Agricultural Planning.

Agr. Planning Studics No. 12, 1970. (Sec especially pp. 2-6, 104-116.)

triedmanu, John. The uses ot planning. Development Uigest, 6(1): 11-16.
Januacy 19¢3.

Geiger, Theodore. Why private sector pacrticipation in development planning.
Development Dipest, 6{4): 17-22. October 1968.

Georgulas, Nikos. Some operational problems of rural development planning.
International Development Review, 11(2): 19-21. June 1969,

Griffin, Keith B. and John L. Enos. Planning Development. Addison-Wesley,
Reading, Mass. 1970,

Kamarack, Andrew M. Pl:ins and planning for Africa. Development Digest,
6(1): 23.29, January 196%. '

Xulp, Earl M. Rural Developwent Planning. Praeger, N.Y. 1970,
++«Ch. 5, Plauning systems: concepts and criteria, pp. 81~99,

levin, Melvin R. Community and Regional Planning. Praeger, N.Y. 1969. See
especially:
...Planning: from new nationalism to Great Society, pp. 1l-16.

levy, Fred D. The uses of politics. Development Digest, §(1): 6-10.
January 19638.

Lewis, Ben W. Jordan is people: 8o is economics. Oberlin Alumni Magazine. March

1960. (Reproduced in uimco £9~11.)

Michigan 3tate University., Development and Change in Traditional Agriculture:

Focue on South Asia. Asian Studies Center Occasional Paper. November 1968.
s .Eduard S. Mason, Planning for economic and agricultural development: How

corprehensive should the planning process atiempt to be?, pp. 9-18.

Mosher, Arthur T. Organizing and Planning to Create a lModern Agriculture. Draft
of lectures presented at the Indian Agricultural Research Institute, February

1971.
.. .lecture 3. Planning to create a modern agriculture, pp, 73=-121,
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Morth Carolina State University. Planning Socio~Beoonomic Chang. Agricultura?
Zolicy Institute, Ralelgh, 1964,
. «+Planning change fn the underdeveloped covatries, pp. 121-129. (Also
discussion, pp. 131-133.)

North Carolina State University. Selccted Perspectives for Commeunity Resource HN15

Development. Agricultural Policy Imstitute Serics 39, Raleigh, 1969. Suh
«««The role of govermnent in social actioa and resource planning, pp. 285-
300. .

Schickele, Rainer. Motives and Critetin ‘for Natiomal Sgricultural Planning.
Paper pmsented at Rehovoth, Israel, 1963.

s:.ngh, Tarlok. Towards an Integrated Society. Gmtmmd, Uutpor.t, Conn. 1969. MOW3Y.2

(Deals with India.) Sce especially: o354/

...Part 11, Planning and plan mplemntation, PP 251-%8. Ind’an
Sirkin, Gerald. The Visible Hand: The Fundamentals g_g Bconamic Pl ing. we2
Stolper, Wolfgang., Planning Without Pacts: 1sssons in ousce Allocaticn | 4010

from Nigeria's Development. 1966. (See al#o review og\.-ﬁvai. and LU53

Cultural Change, 18(1): 130-133, October 1969.)

Wateraton, Albert. Development Plannim: lessons of Experience, John Bopki.ni. HD82
Baltimore. 1965. See especially: . W28
«+.Ch. 2, The many wmeanings of planning, pp. §=27.

Waterston, Albert. An operational approach to developmsnt planning. lnter. JC362
national Development Review, 11(3): 6~12.. September '1969. «AlIl5

Wateraton, Albert. A pragmatic approach to plamning. Developuent Digest, 6(11)
11-16. October 1968.

Weltz, Raanan and A. Rokach. Agricultural Davelopssnt: .Plaiml.ng xnd Implement;~ Si7l

tion. Praeger, N.Y. 1968. JI75Wu
Weits, Raanar and Y. Landau. Regional agricultural davelopment 28 the means HC10
for implementing national agricultural development plamning. Developmont .Di
Digent., 2(3): 54-60. .January 1964,
Weitz, Raanan. Rural development through regional planning in Israel. Jdu:c’.“ 8560
* of Faow Feon., 47(3): 6304-551. August 1965, T «J6

Wiledon, Arthur F, Community Develcpment. Badmincser Press, Totowa, N.J.. 1970. HN17 .5
«e«Ch. 9, The need to Lormulate ahort-range amd long~range plans, pp. 137-  .W554
170. i
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Some readings Onee.
CONSTRUCTS FOR PROGRAM DECISI(N-MAKING

Braybrooke, David ard Charles E. Lindblow. A Strategy of Decision. Free Press: -~ H6l

N.Y. 1963. (Sce especially pp. 6=10 and 61=70.) - . .B6!
Charlesworth, James C, (ed.). Contcmporary Political Analysis. Free Press: JA73
N.Y. 1967. ' : (05

Fistkel, Walter L. Tae Systematlc Planning «f Public Reseacch--An A _pglication to
Human Nutriticn Research. Dittoed paper University of Winn., Dept, of Agr.
and Applied Econ. October 197Q.

Gore, W. J. Administrative Decision-Making: A Heuristic Model. Wiley, N.Y. AD38

1364, (See cspecially Ch, &, Decision theory fragment, pp. 128-154.) .G64
main
Gore, W. J. and J. W. Dyson (eds.). The Meking of Decisions: A Reader in HD38
Adrinistrative Behavior. 1964. G644
main
Hirschman, Albert O. Development Project. Obsarved. Brookings Institution: HDg2
Washington, D.C. 1967, JH487
Isard, Walte:r and others. GCeneral Theory: Social, Political, Economic, and ng3
Regional with Particular Reference to Decision-Making Analysis. M.I.T.: 182
Cambridyge, Mass., 1969, )
Kaldor, Donald R. A fram:wo.k for establishing research priorities. Jour. 8560
of Farm Econ., 48(5): 1629~1640. December 1966. oJ6
Kulp, Earl M. Rural O Seve topoent Planning. Praeger, N.Y. 1970, , HN17.5
«esCh. 11, An overview of the system, pp. 201-222, KA
«esCh, 20, Decentralized planning, pp. 399-419. .
Lindblom, Charles E., Thc Intclligence of Demociacy. Free Press: N.Y. H61
1965, «B6U
North Carolina Stcize University. Selected Perspectives for Community Resource HN15
Development. Agricultural Policy Institute Series 39, Raleigh, 1969. -S4l

«+.Planning and lower-status people, pp. 271=283,

Papanek, Gustaf P. and others. Decision-Making for Economic Development. Houghton
Mifflin, Boston, 1971.

Ronningen, T. S. Systems research in agriculture. Agricultural Science 13
Review, 6(4): 1-6. Fourth quarter 1968. «AlH45

Siffin, William J. Outline ot a Management Training Program for Mdele Man emant
Agricultural Personnel. Draft memo Lor C RTN workshop, February 1971.
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Stolper, Wolfgang. Planning Without Facts--lessons in Resource Allocation from
Nigeria's Development. Harvard University, Cambridge, Mass. 1966. (Sce also
Tovicw by Glenn Johnson in Econ. Devel, and Cultural Change, 18(1): 130-133.

October 1969, Part I.)

Thompson, Victor A. How scientific management thw:rts innovation. Transaction.
June 1968. pp. S51~55. .

Tichenor, Phillip J. and Vernon W. Ruttan. Resource Allocation in Agticultural
Rescarch. Preliminary report of a sumposium. University of Minn., Dept. of
Agr. and Applied Econm. 1969,

Wileden, Arthur F. Community Developuent. Bednminster Press, Totowa, N.J. HN17.5
1970. JW554

.»sCh. 8, The need for group decisions, pp. l41=156.
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Som2 readings on...
GOALS, CONSTRAINTS, AND DECISION CRITERIA

Breimyer, Harold F. What We Want Agriculture to Do: The Nebulous Matter of
Setting Coals Lor__g;xcu]tural Policy. Univeraity of Missouri A Ag. 5. -Boon.
Paper 1971-4, preparcd tor USDA/F Agricultural Policy Shortcourse, August

1971.

Center for Agricultural and Economic Development. Research and Education for HT391
Regional and Arca Development. Iowa State Univeraity, Ames. 1966. R4
+eeCh. 8, Process and reality in implementing planning goals, pp.. 128-132.

Davisson, W. 1. Public investment criteria. Land EBconomics, 40(2): 153-162. HB)
May 1964, «J65

Food and Agriculture Organization, U.N. Introdustion to Agricultural Planning.
Agr. Planning Serics No. 12, 1970.
«+sCh. 5’ Tﬂl'get Betting, PP 55-65.

Heady, Earl O. Public ~urpose in agricultural research amd extension. Jour. §560
of Farm Ezon., 43(3): 566~581. August 1961. «J6

Henry, Harold W. Management by ob;ectives. Tenn. Survey of Business, 6(3): 13.
Novemter 1970.

Hopper, W. David. The cssentials for payoff fn agriculture. Development Digest, HC10

6(4): 23-30. Cctober 1968. D4
Marglin, S. A. Public Investment Criteria. M.I.T., Cambridge, Mass. HCL25

1967. ’ M3
North Caroclina State University, Selected Peraggcti;iu.é% cmmunity Hesource HN15

Development. Agricultural Poliey institute.dar , Raleigh, 1969. Sy

...Problems in mcasuring the roal attaimment of voluntary organizations,
pp. 301311,

Schickele, Rainer. Asrarian Revolution and Economic Progress. Praeger: N.Y, HD1415
1968. «832
+o.Criteria of selecting land and water development projects, pp. 244=249.

Solomon, Morris J. Analysis of Projects for Pconomic Growth. Prasger: N.Y, Hp82
1970. 85895

««+Ch. 6, Economic yardsticks for propascd projects, pp. 128-164.
«esCh. 14, Exploring alterpativea: facts vs. slogans, pp. 317-322,
«.sAppendix C, A mathematical note on pairwice combinations, pp. 381384,
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Some readings on...

METHODS FOR EVALUATING PROGRAM ALTERNATLIVES
AND ESTABLISHING PRIORITIES

Am. Bcon. Assoc. <Surveys gg.Economic Theory, Vol. 3. Irwin: Homewoodgylfl
1960. ~ :
««sCh. 8, A. R. Pricst and R. Turvey, Cost-bencfit analysis: a survey,

pp. 155"2070 '

Bateman, Worth. An application of cost-bencfit analysis to the wotk-expetience
program. Am. Econ. Review, 57(2): 80-30, May 1967. ’

Black, Guy. The Application of Systems Analysis to Government Operations.
Pracyger, N.Y. 190&.

Caclson, Jack W. Can we do anything right? The Washington Monthly, 1(11): 78-80.

December 1969, (Review of a Congrcssional report on the PPB System.)

Chase, Samuel B., Jr. (ed.). Problems in Public Expenditure Analysis.
Brookings Institution, Washington. 1968,

Dorfman, Robert (ed.). Measuring Benefits of Govermment Investments. Brookings
Lnstitution, Washington. 1965.

Heady, Earl 0. (ed.). FEconomic Models and Quantitative Methods for Decisions and
Plannine in fyiriculiure: Proccedings of an East-West Seminar. Iowa State
University, Awes. 1970.

llodfson, J. S. Public Administration. McGraw-Hill, N.¥Y. 1969.
ype 118=152 on PPB.

Horey, H. A. 1}@.P1nnning—Prongmning-Budgeting,Approach to Government
lecision-Making., Praeger, N.Y. 1968.

Kelso M. M. Public land policy in the context of planning-programing-budgeting
systems. Am, Jour. of Agr. Econ,., 50(5): 1671-1685. December 1968,

(Sec alSo discuesion, pp. L655-1687.)

Kulp, sarl M. PRural Devcloprent Planning. Fraeger, N.Y. 1970, See especially:
«.+Ch. 12, The prejec. plan, po. 223247,
...Ch. 16, Programming by informal constrained maximization, pp. 302-323.
© . JCh. 21, Plan nacrativas, pp. 423-433.
«.sCh. 26, Computerizaticn, pp. 515-539,

Levin, Melvin R. Communitv and Regional Planning. Praeger, N.Y. 1969,
vvsCh. 2, Yordaticks tor govermoent: the role of PPBS, pp. 39-63.
...Ch. 3, Costa, bencfitz, and socicl indicators, ppe 6442,

Leyden, Fremont J. and Ernest G. Miller. Planuing-Prograrming, Budgeting: A
Systema Appreach to Manacement. Mackhan: Chicago. 1967.
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Maass, Arthur. Benefit-cost analysis: its relevance to public investment HBL
decisions. Quarterly Jour. of Econ., 85(2): 208-226. May 1966, (Also in .Q3.
leyden and Miller, Planning, Programming, Budgeting, pp. 221~240.) '
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NOTE: See the 1ist on methods for evaluating program alternatives and establishing
priorities. (OWB 71-31) Scc also various materials from the World Bank Economic
Development Institute Agricultural Projects Courge.
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