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PREFACE 

In November 1962, the Interuniversity Research Program on Institution 
Building (IRPIB), formed by Indiana University, Michigan State Univer­
sity, Syracuse University, and the University of Pittsburgh, adopted an 
"institution-building" perspective in studies of certain efforts to induce 
social change. Between 1964 and 1968, the Committee on Institutional 
Cooperation (CIC), composed of reprcsentatives of the Big Ten Univer­
sities and the University of Chicago, conducted a study of technical 
assistance in agricultural development overseas. The focus of its analysis 
was the building of institutions to serve agriculture. Other scholars have 
also been attracted by, and have contributed to, the concept of institu­
tion building (hereafter cited as IB). 

The CIC research group developed enthusiasm for the IB orientation, 
which some of its members see as a valuable tool for promoting agricul­
tural development. CIC studies have made important contributions to 
the literature, including thoughtful, experience-based prescriptive and 
evaluative statements. 

Experience led to the opinion that the IB model could be developed 
further and made more useful. This opinion, shared by Dr. George Axinn, 
president of the Midwest Universities Consortium for International 
Activities (MUCIA), and a number of officials of the U.S. Agency for 
International Development (AID), led to the establishment of PASITAM, 
the Program for Advanced Studies in Institution Building and Technical 
Assistance Methodology, funded by a grant from AID. 

In 1972, ten years after the first formal inquiry into institution 
building was undertaken, Melvin Blase, in cooperation with AID and 
MUCIA, undertook the preparation of an extensively annotated bibliog­
raphy of IB literature. Published as Institution Building: A Source Book, 
this volume brought together references to various publications and 
unpublished research reports on institution building, making this liter­
ature easily accessible beyond the relatively small group involved in 
institution-building research. 

The Blase volume is a comprehensive and perceptively informative 
bibliographic treatment of IB literature. This reader examines the 
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strengths, limitations, and application of the 1B model as noted in some 
of the literature. It both supplements and complements the Blase work. 

The first section of "his volume deals with the context in which 
institution building emerged and some of the broad considerations to 
which IB responds-considerations arising from an increased awareness 
of the problems of technical assistance indigenous to developing coun­
tries, and from an increased awareness of the impact of past U.S. tech­
nical assistance and development efforts on the complex fabric of devel­
oping countries. 

The seconid section presents an extended discussion of the conceptual 
aspects of institution building and the formulation, development, and 
refinement of the lB model. The discussion presents the model against 
a background of the needs of developing countries. Section II moves to 
the lessons of practical experience, including the problems of planning, 
operating, and evaluating the IBperspective in technical assistance activi­
ties. The fourth and final section contains two case studies of institution­
building efforts. Included in the appendix are explanations of various IB 
terms and concepts. 

The material is taken from papers delivered at five conferences: a 
workshop in 1B and rural developments, Purdue University, July 1969; 
a conference on IB and technical assistance, Washington, D.C., December 
1970; a regional conference on IB, Utah State University, August 1970; 
a seminar on IB, Kathmandu, Nepal, July 1971; and a conference, El 
Salvador, July 1971. The first two conferences were sponsored jointly 
by AID and CIC; the Utah meeting by AID and the Utah International 
Education Consortium; the Nepal meeting on the Tribhuvan University 
campus by the Centre for Economic I)evelopment and Administration; 
and the El Salvador conference by All) and the El Salvador Ministry of 
Agriculture and Livestock. The following excerpts of the papers present 
the essence of the contributions from this two-year period. By combin­
ing and reordering the relevant material the editor has eliminated some of 
the inevitable redundancy. 

Excerpts of papers are followed by page numbers where the material 
can be found in appropriate conference reports: Conference Proceedings: 
Institution Buildingand Technical Assistance, edited by D. Woods 
Thomas and Judith G. Fender (1).C.); El Salvador InstitutionalDevelop­
ment Seminar Report (El Salvador); Seminar on Institution Buildingand 
Development, CEDA Study Ser. Paper No. 1 (Nepal);Proceedingsof the 
RegionalConference on InstitutionBuilding,edited by Lyman F. Smart 
(U'ah). Papers delivered at the Purdue conference have been compiled in 
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a volume entitled InstitutionBuilding: A Modelfor Applied Social 
Change, edited by D. Woods Thomas, Harry R. Pottcr, William L. Miller, 
and Adrian F. Aveni. Excerpts presented here are from the original pa. 
pers, however, and are followed only by the notation "Purdue." 

A.G.M. 
November 1975 
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Part I
 

The Context of Institution Building 

This section examines the nature of institutions,their role in develop­
ment, and their relationto technicalassistanceefforts. In examining 
technicalassistanceactivities, this section notes certainproblems of 
pastapproachesand some new directionsindicatedby the lessons of 
experience. 



Institutionsand Political, Social, 
and Economic Development 
Joel Bernstein 
NationalAcademy of Sciences 

We have generally proceeded on the assumption that change is inevitable 
in developing countries. We have believed that change will continu" to 
occur at a rapid rate in comparison to any historical standard. The impor­
tant question, however, is not whether change will occur, but how it will 
occur, at what rate, and in what direction. The guidance of change-to 
make it better rather than worse-must be the overriding concern of 
development assistance. Development assistance may seek to accelerate 
some aspects of change, such as growth in the gross national product, in 
the literacy rate, or in the degree of participation by the country's citi­
zens in their nation's modernization. It may also seem wise to retard 
other kinds of change, such as rapid shifts of population from rural to 
urban areas or the employment-displacing effect of certain types of 
technological advancements. 

The central concern of development assistance should be how well the 
resources available to the recipient country are used; that is, how well 
total resources are allocated and combined in productive activities to 
fulfill the most acute societal needs. Effective development assistance 
cannot be achieved by simply injecting sizable inputs of capital and other 
investment resources into an economy. The real impact of development 
assistance is determined by how well the recipient country is stimulated 
to effectively use its own stock of resources and knowledge base. Margin­
al assistance resources achieve great multiplier effects when these re­
source increments lead to the improved use of the total resource stock in 
productive activities. When this results, the value of these marginal appli­
cations is much greater than the total quantitative sum of resources 
added to the system. 

Significance of Institutions 
How well resources are utilized in the development process depends to 

a great extent on the environment for human activities in the develop­
ing country. This environment is composed of many factors, including 
custom and ad hoc events, but it is largely determined by government 
policies and the set of economic, social, and political institutions serving 
the society. 
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The term "institution" is used in many ways. In this case, I refer to 
the organized capability to perfoim the important economic, social, or 
political functions in a society. Institutions are particularly important, 
providing not only the opportunities for development action, but also 
the necessary incentives to encourage individuals to react to changing 
conditions in the desired manner. This reflects the interdependence of 
institutional arrangements and policy determination and implementation. 
For example, government price policy may provide incentives to produce 
more of a particular type of cnmmodity, but the individual entrepreneur 
cannot respond in a meaningful way to this incentive without access to 
adequate credit, marketing, and other institutional services. 

Furthermore, the quality of institutions is an important aspect to be 
considered. It is not enough that an institution simply exists in a static 
sense. Rather, the institution must be a viable, dynamic unit generating 
the proper conditions for orderly change in the society through time. 
The influence of institutions on the societies they serve can either cata­
lyze or retard economic and social progress. 

Building improved institutional capability should therefore be the 
main goal of technical assistance. For the most part, the significance of 
various technical assistance efforts is not what the individual professional 
does in the developing country but rather the expanded knowledge base 
and the improved functional capabilities which he leaves behind. Perhaps 
the greatest contribution individuals can make in development assistance 
programs is to influence the character of a country's institutions and its 
governmental policies. This is not true in all cases, but by and large what 
is left behind should be the main criterion for evaluating the effective 
results of assistance. Usually, to have a lasting effect, new functional 
capabilities need to be embodied in institutional form. 

This conclusion poses a three-part question: 
1. What determines the effectiveness of institutions? 
2. How can effective institutions be built and maintained? 
3. What is the role of foreign assistance in this institution­

building process? 
(D.C., pp.5-6) 

Emergence of Institution-Building Concerns 
In the early days of foreign aid, the practitioners were not very aware 

of this question, although their concern was implicit in much of what 
they said and did. That institutions were important was more or less 
taken for granted. Little active thought was given to institution building 
as a process-a complex and difficult one at that-or to the possibilities 
and means of consciously influencing this process. Development was 
conceived primarily as a matter of applying additional resources and 
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improved techniques. This approach, however, is best suited to tacklingan engineering problem, not necessarily a social one. Development is a
social process, although it has engineering components. People are the
key development resource, and development involves their interactions,attitudes, motivations, and ways of doing things. For this reason, it also 
involves risk and uncertainty.

Experience has shown that to be effective in reaching specified institu­tional goals within a context of positive and acceptable socio-politicalside effects, there is a need for careful and deliberate planning which in­volves dl interested parties, particularly those in the country. There is aneed for feedback and the ability for quick adjustment. All of these com­plex elements are needed for institution building, but they were oftenabsent in our early assistance efforts. As the difficulties and experience
multiplied in highly varied patterns, AID and a few academics began tosee institution building as a process needing the careful attention of those
in the business of development assistance. 

(D.C., pp.6-7) 



Institution Building as 
A Guide to Action 
Milton Esman 
Centerfor International Studies, Cornell University 

Some Parameters of Institution Building 

Institution building is a generic model of induced change. It is valid in 
any country, in any sector of activity, and at any point in time. It does 
not, however, explain; nor is it useful in directing all forms of change or 
even all forms of technical assistance. Transfers of knowledge which 
are purely technical and involve no significdnt attitudinal or behavior 
change, either within the organization or in its external environment, do 
not constitute institution building: a new method of measuring the size 
of the labor force in a census bureau, for example, or a new technique 
for mixing animal vaccines in a well-established veterinary service. Simi­
larly, feasibility or pre-investment surveys with no training or organiza­
tion-building components are outside the purview of institution building, 
however valuable they may be to the host society. Assistance to certain 
kinds of action programs where the technical assistance staffs are the 
principal doers or the focus is on accomplishing a specific task does not 
constitute institution building. Perhaps many such projects should be 
reconceptualized as institution-building activities with explicit attention 
to developing organizational capabilities and inducing change among cli­
ent individuals and linked organizations. This disclaimer aside, institution 
building comprises a large number of technical assistance activities-espe­
cially those sponsored by American aid and virtually all those in which 
university contractors are engaged. 

The IB model applies both to the creation of new organizations and to 

reconstituting existing structures. Which course of action to take-when 
indeed there is a choice-is one of the strategic decisions that institution 
builders must make as part of their initial planning. A related choice is 
whether a new activity should be organized under an existing macro­
organization or allowed to develop independently (e.g., should a new 
school of management be included in an existing university; should a 
family planning agency be included in the ministry of health, or should 
they be set up independently elsewhere?). In either case, the variables or 
the factors to be considered are essentially the same. Existing organiza­
tions may have important assets that can be mobilized on behalf of 
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innovative purposes, but they may harbor conservative interests and atti­
tudes which are difficult for innovators to work with. New organizations 
are not encumbered with vested interests. They may be freer to innovate 
but may have little in skills, resources, experience, contacts, or public
image to draw on, while other organizations in the environment which 
feel threatened may have their knives out. There are no simple formulas 
to govern these critical structural decisions. Each must be determined in
its own local context by weighing both the feasibility and the costs and 
gains of the alternatives. 

(D.C., pp.11-12) 

Institution Building as Induced Change 
The basic concepts underlying IB theory are as follows: 
1. The development process involves the introduction and acceptance

of numerous changes or innovations in modernizing societies. Many of 
these changes are technological. They concern ways of manipulating the 
physical environment (water control systems, fertilizers) or of regulating
social relationships (merit systems, patterns of university organization) 
which are new to the host society. Many of these innovations combine
elements of both physical and social technologies (family planning,
agricultural extension). Many such changes which seem to be purely
technical and rational to the foreign change agent and even to domestic
leaders and innovators may, however, be perceived by local people as 
damaging or threatening to their material interests, their occupational 
or social status, familiar relationships, or well-entrenched habits. Those 
who resist innovations are not necessarily only the rich and powerful or 
the poor and illiterate; they may also be found among the most "enlight­
ened" and educated-professors who resist curriculum changes or civil 
servants who fight organizational improvements. Because innovations 
often involve important changes in attitudes and behavior and do not 
readily fit into local practices and institutions, they are inevitably impli­
cated in social change. Innovations should thus be conceived as induced 
social changes by both domestic and external change agents. 

2. In the contemporary context, most such changes do not occur by
autonomous diffusion or evolution. They are deliberately induced by
individuals or groups who see such changes as beneficial to themselves
and to society. But uncertainty exists in the introduction of changes into 
any social system, many unexpected consequences, and unpredictable 
responses, even in well-planned experiments in social change. Indeed,
they should be looked upon as experiments. These experimental ventures 
must be guided by individuals or groups who are consciously prepared to 
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engage in organizational learning from the data of experience and adapt
their technological innovations and original plans for introducing them 
to what proves to be feasible in the environment-without abandoning
their innovations as the price of survival. Institution building is thus a 
guidance and social learning process, not the "installation" of prepack­
aged foreign technologies.

3. Induced innovations require the vehicle of complex formal organi­
zations. Important changes depend on centers of competence which 
bring together, combine, and develop the variety of skills required for the 
technical phases of the job, the commitment to specific innovations, and 
the political abilities needed to guide change processes in an uncertain 
and perhaps unfriendly environment. Organization promotes and pro­
tects innovations and represents and symbolizes them to their clients 
and to society.

Institution building is thus a double-barreled activity. Change agents 
must both (a) build technically viable and socially effective organizations
which can be the vehicle for innovations, and (b) manage relationships
(linkages) with other organb;ations and groups on whom they depend for 
support and whose behavior they are attempting to influence. Building

viable organizations and managing their linkages are closely interrelated
 
aspects of a single institution-building process.
 

4. An institution has been built-and the activity can be adjudged

successful-when the organization (or organizations) and the innovations
 
for which it stands have been accepted and become a valued and func­
tioning part of the environment. To be institutionalized, organizations 
must not only survive, they must be able to acquire operational re­
sources; they must be able to exert influence on their environment so 
that the innovations they stand for are taken up and incorporated by
complementary organizations and groups with which they interact. We 
speak not of simple technological transfer but of a much more complex 
process of introducing technological and social innovations which are
assimilated into an ongoing society. Thus, the society accommodates to 
the innovations more than the innovations accommodate to the society.
While institution building is a theory of induced and guided change, it is 
not essentially revolutionary, it contemplates innovations deliberately
induced, usually through authoritative structures in the society; thus it 
is a useful doctrine and guide for cross-national technical assistance. 

(D.C., pp.10-11) 

Objectives of Institution Building 
What are the end states of the institution-building process-the direc­

tions toward which ventures should move? These must be specific for 
each activity, but in general they should meet the following criteria. 
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1. Technical capacity: the ability to deliver technical services whichare innovations to the society at an increasing level of competence,whether they be teaching agricultural sciences, enforcing income taxes,or providing family planning services.

2. Normative commitment: the extent to which the innovative ideas,relationships, and practices for which the organization stands have beeninternalized by its staff, e.g., the merit system for personnel selection orparticipative roles for students.
3. Innovative thrust: the ability of the institution to continue toinnovate so that the new technologies and behavior patterns which itintroduced may not be frozen in their original form, but the institutioncan continually learn and adapt to new technological and political op­

portunities.
4. Environmental image: the extent to which the institution is valuedor favorably regarded in the society. This can be demonstrated by itsability (a) to acquire resources without paying a high price in its changeof objectives, (b) to operate in ways that deviate from traditional pat­terns, (c) to defend itself against attack and criticism, (d) to influencedecisions in its functional area, and (e) to enlarge and expand its sphere


of action.
 
5. Spread effect: whether the innovative technologies, norms, or be­havior patterns for which the institution stands have been taken up and
integrated into the ongoing activitics of other organizations.Mere survival is not a test of institutionality. An organization maysurvive; but the price, due to incompetent or uncommitted leadership,to technical inadequacy, or to environmental hostility, may be the aban­donment of its innovative objectives. It may thus survive as an additionalorganization but not an innovating one, becoming of little interest toinstitution builders. On the other hand, though the organization may gounder, its technical and behavioral innovations might be taken on byother structures and survive and prosper in other organizational settings.But in the overwhelming majority of cases, innovations depend on thesurvival and success of the organization, and the innovations it representsmust be fostered. Both must achieve societal acceptance and integration. 

(D.C., p.21) 



Institution Development and Country 
Needs and Resources 
Aj. Coutu 
North CarolinaState University 

Since 1950, the dominant theme in U.S. technical assistance efforts has 
been the transfer of knowledge and technology by encouraging indige­
nous research and educational institutions. We now seem to be shifting 
our assistance efforts, concentrating our support in international research 
centers in order to emphasize U.S. involvement in management systems 
for resolving the slow pace of agricultural development, and seeking dif­
ferent institutional development guidelines for accelerating social 
changes. In these efforts to hasten institutional development, we have 
ignored, and seem to be continuing to ignore, what is really required­
the long arduous task of developing essential assets, such as an adequate 
commitment to science in the development process, well-trained and 
matured human capacity, and essential physical facilities. Realization of 
these hard core assets is essential to moving into a research and develop­
ment approach to increased rates of social and economic growth. 

Before focusing on the many issues raised, the rcserch and develop­
ment, or "learn how" approach to institutional development, needs elab­
oration. As is the case for most things, relatively little knowledge, few 
systems, or organizational structures are directly transferable from one 
society or culture to another. Most definitely, the essential knowledge 
and technology necessary to sustained high rates of agricultural develop­
ment are not transferable. Some attitudinal and organizational pieces (of 
the land grant system) might be transferable, but human and physical 
capacity, as related to physical, biological, and social issues, is not. If the 
above assertions arc accepted, real institutional development must pro­
vide a capacity to (to research and development on problems and issues 
peculiar to the indigenous culture and economy. 

Coutu asserts that previous U.S. technical efforts have resulted in 
several "costs" to all concerned: "the delay in commitment to the agri­
cultural sector by the indigenous countries and higher rates of develop­
ment that have been foregone"; "disillusionment by the U.S. people in 
support of efforts abroad-they were sold afalse hope that agriculture 
abroad would flourish with the transfer of U.S. technology "; "the 

limited number of essential indigenous educational and research insti­
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tutionsjust getting agood start. "Ile concludes that had the U.S. devoted 
more than 10 percent of its agriculturalinvestments since 1945 to de­
velopment efforts, "substantiallymore of the criticalassets would exist 
-a greater commitment to scienceand education, depth in human scien­
tific capacity, and the presence of essentiallaboratories,libraries,and
 
experiment stations."
 

On the other extreme, the new guidelines towards technical assistance 
in institutional development are also disturbing. The first concern is that 
a position will solidify around the view that a few international research 
centers are substitutes for strong indigenous research and training institu­
tions. Research centers (lo not offer adequate training capacity, and it is 
doubtful that the difficult adaptive research requirements can be met 
without indigenous capacity. 

Another concern is the growing enthusiasm over management systems,
and that an active or dominant U.S. role should continue.' Implied here 
is the idea that knowledge transfers are still the most acceptable develop­
ment method, but they need to be strengthened through the develop­
ment of management systems. 

Another disturbing element is the possible over-commitment to re­
search and action programs relating to normative models of institutional 
development. Some of the key elements in the analysis of the institu­
tional building process are leadership, doctrine, organization, and the
 
environtient. 2 '[he disturbing implication is that 
we will further delay
 
an adequate amount of U.S. resources being allocated to building re­
search and educational institutions because we lack a systematically

derived and broadly based theory of how the technical assistance process

operates. The U.S. failure 
over the last twenty years to adequately assist
 
in developing succcssfutl public programs in research and education can­
riot be biamed on 
the lack of adequate guidelines towards institutional
 
development, nor on a lack of 
 lesire on the part of most U.S. tiversi­
ties. The fault lies in a false belief that adequate knowledge existed and 
needed only to be transferred; and a false belief that the U.S. Congress
insisted on short-run highly visible products from U.S. foreign aid. 

Regardless of past mistakes, and with experiences gained, it is hoped
that more adequately funded programs, through some improved instru­
ments, will increase the capacity for doing csscntial agricultural research 
training. 

NOTES 

I- See Joint Statement by NPA Subcommittee on U.S. Foreign Aid and NPA Boardof Trustees, "Anew conception of U.S. Foreign Aid," National Planning Association,
Special report no. 64 (Washington, D.C., March 1969). 
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NOTES 

2- For further discussion, see Mj. Esman and F.C. Bruhus, "Institution Building 
in National Development: An Approach to Induced Social Change in Transitional 
Societies," and M.J. Esman and Il.C. Blaise, "Institution Building Research: The 
Guiding Concepts," mimeographed (Pittsburgh, Pa.: University of Pittsburgh, 
Graduate School of Public and International Affairs, December 1965 and February 
1966). 



Changing Nature of Technical
 
Assistance Needs and Responses
 
ErvenJ. Long 
UnitedStates Agency for InternationalDevelopment 

As the nature of the job to be done through technical assistance changes, 
so should-and we hope will-the structure of technical assistance pro­
grams. In the 1950s and 19 60s we have engaged primarily in institution 
building. In the 1970s, we shall, in part, be engaged in finishing this part 
of the job. More important, we shall be helping institutionalize the capa­
bilities and patterns of participation which will assure the continued 
growth and significance of institutions in societies. The basic structure of 
technical assistance operations required to achieve this is undoubtedly 
very different from that utilized in the earlier phases. 

Policy should reflect that U.S. interest in this follow-through is essen­
tially ;ndependcnt of whether or not the host country's balance of pay­
ments or short-term political situation merits U.S. financial assistance. 

First and foremost, opportunities for such a follow-through should be 
created. Policy should also recognize that the rate of return to the U.S. 
from, as well as the host country's interest in, this last increment of input
is greater than what preceded it. In fact, like the last chapter of a detec­
tive story, this part gives the payoff to what went before. 

Clearly we should think of new patterns of relationships between our 
country's professional resources and those of LDCs. Probably the govern­
ment-to-governrnent dimensions of the relationship should be greatly
reduced. So-called sisterhood institution-to-institution relationships
should no doubt continue to play a part. Formal professional associa­
tions, as well as less formal intra-discipline worldwide relationships, 
probably require expansion. Genuinely international organized research 
efforts on specific problems must evolve. Substantial reorientation of our 
own institutions to give international scholarship its due weight is clearly
imperative. T[he proper blueprint is by no means clear. Hopefully, we will 
build it around a careful analysis of the job to be done and our own in­
terest in it rather than doing minor patchwork on past practice.

Probably the most serious question for this activity in the 1970s and 
beyond deals with the extent to which an attempt is made purely 
through country-by-country activities. The development of institutional 
and human resource capabilities in less-developed countries is, of course, 
a necessary condition of their development. But it is necessary that we­
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and especially they-have a real understanding of the limitations of 
this approach: there is absolutely no possibility that any less-developed 
country can even approximate the capability of bringing to its service the 
powers of modern science and scholarship generally-at least within our 
lifetimes. Improved communications, journals, conferences, professor and 
and student exchanges, and the like will contribute greatly. But problems 
of scale will end the breakthroughs necessary to adequately change the 
parameters of the possible for these countries. 

The effort simply to aid countries to "catch up" with the developed 
countries is, in itself, a losing game. Ours is-and I hope will be-an accel­
erating momentum. 

The challenge to our ingenuity, then, is not how to enable less­
developed countries to parallel our scientific, technological, and eco­
nomic growth, but how to enable them to participate in it fully. It would 
be easy, but completely disastrous, to squander resources in unorganized 
driblets of minute, endlessly replicative bits of research and development 
on problems, which by their nature require great concentration of not 
only financial resources, but extremely scarce scientific capabilities. We 
must seriously reflect on this basic problem of scale in research. We 
should consider, for example, both the significance and the magnitude of 
an all-out effort to completely adapt plants to the human will-towards 
which we have already made substantial beginnings. WVe should realize 
that local adaptation is essential, a simple action if there is something 
relevant to adapt (like the photo-insensitive wheats or the high lysine 
and tryptophan genes in maize). We also need to seriously reflect on the 
numerical dominance of this country in scientific capability. We must 
ask ourselves how to use this as a resource for achieving worldwide devel­
opment capability, and how to avoid allowing de facto chauvinism and 
false national pride from preventing development of such a genuine 
capability. 

We can build bridges which scholars and scholarship may cross to help 
less-developed nations participate in our progress. Specifically, we can 
work with these countries to enable them to take advantage of the op­
portunities organized research can create. They can then participate fully 
with us in the trip to the new moon which is surely on this earth. We can 
accomplish this if we recognize that it is as much in our interest as theirs. 
I believe we will. 

(Purdue) 



Part il 

The Institution-Building Perspective 

Many socialscience models and theoriesare characterizedby an open­
endedness which points to the need for additionalstudy. But many of 
those models and theories are more susceptible to evaluation, measure­
ment, and "proof"than is institutionbuilding.Siffin calls 1B a "per­
spective,"a term which seems more appropriatethan either "model" 
or "theory. " Institution building is, at present, more a way of thinking 
about and analyzing certain kinds of development efforts and their effec­
tiveness than a way of actually "doing" development. The amorphous 
nature of institution-buildingwork which recommends the term "per­
spective" over "model" and "theory "also suggests a somev,hat less for­
mal mode ofpresentation. 

The following is taken from two paperspresented at the Purduecon­
ference. The papershave been excerpted and woven together to form a 
completepresentationof the various elements of the 1B perspective. 



Major Properties and Purposes
of the 1B Perspective 
Milton J. Esman 
Centerfor InternationalStudies, CornellUniversity 

William J. Siffin 
InternationalDevelopment Research Center,Indiana University 

It may be helpful to explain that the term "institution" is somewhat 
more abstract and elusive than its cousin "organization." Institution, as 
used in institution-building terminology, refers to "the normative quali­
ties of an organization, as distinguished from technological characteris­
tics," and indicates "that the 'institution' established by institution 
building is not just an organization, but a set of continuing patterns of 
action that encompass both the organization and its transactional rela­
tions with its environment." 

Elements of the IB Perspective 
The Interuniversity Research Program in Institution Building (IRPIB) 

has studied efforts to create organization-centered complexes. Describing 
what happened in each case, assessing and attempting to explain the 
outcomes, and looking for general patterns of experience characterize 
the effort, which has obtained coherence from a set of "guiding con­
cepts" that serve as the focus for collecting and analyzing data. 

One set of concepts states which features of any organization are 
important to the study of institutionalization. According to the IB 
perspective, there are five relevant features: 

1. Leadership: "the group of persons actively engaged in the formula­
tion of the doctrine and program of the institution, and who direct its 
operations and relationships with the environment." 

2. Doctrine: "the specification of values, objectives, and operational 
methods underlying social action." 

3. Program: "those actions which are related to performance of func­
tions, and services constituting the output of the institution." 

4. Resources: "tile financial, physical, human, technological, and infor­
mational inputs of the institution." 

5. Internal structure: "the structure and process established for opera­
tion of the institution, and for its maintenance." 
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The IB focus is not restricted to organizations per se. It concerns 
organization-environment interaction, "the interdependencies which exist 
between an institution and other relevant parts of the society." The re­
lation between organization and setting is perceived as one of exchange. 
The exchanges that take place between the organization and entities in 
its environment are labelled "linkages," and the lb perspective classifies 
them into four types: 

1. Enabling: relations with entities that "control the allocation of 
authority and resources needed by the institution." 

2. Functional: relations with "organizations performing functions and 
services which are complementary in a production sense, which supply 
the inputs and use the outputs of the institution." 

3. Normative: relations "with organizations which incorporate norms 
and values relevant to the doctrine and program of the institution." 

4. Diffused: relations "with elements in the society which cannot 
clearly be identified by membership in formal organizations." 

This can be taken as a classification of the types of relationships an 
organization has with elements in its environment, even though the lan­
guage used in the classification literally refers to relationships with types 
of organizations, i.e., organizations differentiated in terms of functions. 
Obviously, a relationship may be more than one type, e.g., both "enab­
ling" and "normative." 

This organization-environment exchange perspective amounts to a 
"system" perspective-not a closed, stable, explicit systems theory, but 
an implicit assertion that an "institution" is a package of behaviors and 
relationships that includes a particular organi'.ation and its interactions 
with its environment. Thus, the test of "institutionalization" in the insti­
tution-building perspective is the normative impact of the organization 
on its setting. Successful institutionalization involves an organization 
that affects standards and characteristics of behavior in its environment. 

(Siffin) 

The environment of institution building is not a vacuum into which 
innovations can be poured and absorbed, but an ongoing pattern of 
relationships in which individuals, groups, and especially organizations, 
each participating in an area of activity, promote and protect their own 
interests which are sanctioned by the larger system. Environments, how­
ever, are not closed and static systems; nor are they monolithic. They, 
too, are changing and differ in their change readiness and change resis­
tance, both to generalized change and to specific innovations. The man­
agers of different organizations may perceive their interests differently 
and thus vary in their readiness or resistance to proposed inn vations. 
The first task of change agents is to assess these environmental realities 
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in detail. They cannot assume that there is a demand in the environment 
for their product-which may be a service, organizational, or technologi.
cal product-however meritorious they conceive it to be. An unfulfilled
lemand for a new product may exist, but more often than not such a 

demand is latent. The marxet is competitive and must be leveloped.
Change agents must expect and identify environmental hostility to inno­vations. Even when this hostility is minimal, they must expect that other
organizations may compete for control of the market which the change
agents are seeking to enter and may attempt to preempt proposed innova­
tions by adopting some changes on their own. Briefly, the environment 
is essentially political and may present a broad spectrum of generalized
change readiness and change resistance as well as receptivity and resis­
tance to specific innovations. The environment also presents a complex
of intellectual, normative, technical, and iesource constraints as well as 
opportunities and capabilities to provide the inputs or accepL the outputs
of the organization, regardless of the political factors alr.-ady indicated. 

(Esman) 

Basic Premises in the IB Argument 
The IB perspective rests on an explicit view of a certain type of situa­

tion. This view amounts to an "argument" or set of assertions upon 
which the relevance of the perspective rests. 

1. Formal, purposive organizations are an important means for induc­
ing beneficial change within societies. In his "Interim Appraisal," Esman 
said: 

The Institution Building approach has a pronounced social engineering bias. Its 
root proposition is that a very large proportion of the most significant contempo­
rary changes, especially in the developing countries, arc delihcrately planned andguided, and can be distinguished from those that occur through gradual evolution­
ary processes, or as the consequences of political or social revolution. It further presupposes that the introduction of changes takes place primarily in and through
formal organizations. These organizations symbolize, promote, sustain, and pro­tect innovations, and it is these organizations as well as the new normative relation­
ships and action patterns they foster which must become "institutionalized,"
 
meaningful, and valued in the societies in which 
 they function. 

2. There is an important difference betveen institutionalizing organi­
zations for social change purposes and establishing viable organizations
within congenial settings. The essence of that difference is the hostility
of the environment in the former case which produces a double-barreled 
problem: achieving intended anl desired organizational behavior and 
getting the organization's claims anl output accepted outside. In friendly
circumstances, it will be casy to obtain suitable personnel-relatively
well-socialized, prepared, and predisposed to behave in conformity with 
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organizational needs and expectations. Likewise, in a friendly setting, 
the legitimacy of the organization and the possible utility of its output
will be more or less self-evident. But in hostile (or uncongenial) environ­
ments, the critical (though not exclusive) problem of organizing for 
social change is normative, and the effective resolution of that problem 
can be describedias institutionalization. It may be difficult and expcnsive 
to create the core of the organization; people will have to be socializecl 
and made skillful and knowledgcable. It is equally hard-- perhaps harder­
to maintain the organization. And it will promlabl be hardest of all to 
cause the organization's product to be accepted and used in the intended 
way. 

To some extent the IB perspective is a response to often-thwarted ef­
forts to transfer particular organizational forms to so-called developing 
nations, or to proinote €levelopincnt through an emphasis upon the ap­
plicatin of technologies. The IB perspective is not an ti-teclinological.
In fact, it says no thing about tcchnology per sc-a point to which we 
shall return. But its locus is on something other than technology andi 
organization in the narrower sense. 

Enhancing the Conccpt of Oiganization 

One salient feature of the IB perspective is a conceptualization of an
 
organization. This conceptualization has some real limitations. Certain
 
refinements and variations could make the IB perspective more useful.
 

An organization (i.e., of the relevant sort) is, we are told, an aggrega­
tion of significant factors: lcadershil), dooctrine, program, resources, and 
internal structure. Call these "variablcs" if you must-or even "clusters 
of institutional variables." Actually they are only labels, or the analogs of 
boxes or buckets into which to put in formation. They are a classification 
scheme for ordering data abott an organization (or a group of organiza­
tiois, a type of organization, or evcn i group of types of organization). 

If the IB perspective reflected serious pretcntions to being (or becom­
ing) "hard" theory, then one of its elements would be the statement: 
"An organization can be viewed as a set of discrete, interacting variables. 
The interactions are patterned. The patterns can be perceived (dcscribcd, 
assessed, mea urcd). The ways in which the patterned interactions take 
place will affect tihe achievement of institutionality, or tile probability 
of tlhvt achievement." 

Actually, the perspective says: "Ilere are the things we judge to be the 
important features of organizations. By collecting information in accor­
dance with this classification scheme, you may lie able to find out some­
thing about ways in which organizations (Io or do not achieve the elusive 
quality of institutionality. We have chosen this particular classification 
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scheme because we have a hunch that it focuses on the information that 
is most likely to tell us something (and to de-emphasize extraneous ma­
terial)." 

There are a number of problems in this conceptualization of organiza.
tion. For example, it covers almost everything but the kitchen sink and 
does so at such a high level of generality that some intercsting and quite
possibly relevant questions about organization remain implicit and invis­
ible. This is no fatal flaw. In fact, a narrow and highly selective concep­
tualization would be quite risky in a first-draft heurism; it might deter
the collection of important information. Yet, there are certainly oppor­
tunities for improving the III conceptualization of an organization, even
without making any radical change in the scheme itself. For example,
there is that clusive factor called "doctrine." Is this really something
distinct from leadership, program, resources, and structure? Is this a label 
for a discernible plienomenon? Arc there not other, better ways to get
at the object of concern indicated by this term? 

There are at least two other opportunities for developing and improv­
ing the "organization"facet of the perspective. One is to go beyond the 
all encompassing view of organizatiom and establish a typology of rele­
vant organizations. There are, after all, different typcs of organizations

just as there are different types of organizational environment. Extend­
ing the initial classification 
 scheme to take this into account would con­
siderably sharpen the focusing capability of the IB perspective. Even
 
more important--andi more promising-there 
are a number of different
 
ways to conceptualize an organization. Some Of these conceptualizations
 
open the door to , a more rigorous analysis of institution-building qucs­
tions. The IB perspective belongs to what is loosely called "organization

theory "-material incorporated in the IB hcurism almost entirely by

implication and, I)ecause of the nature 
and scope of' the classification 
scheme deading with organization, without much selectivity. Refinement
of the organizational aspect by conceptualizing an organization in a more 
analytical fashion would enhance the heturisni's power.

James 1). Thompson's Organizationsin -Iction, pltllishmed a few years
after the IB perspective was formulatcd, is a distinguished example of 
what I have in mind.'lThompson is concerned only with "instrumental 
organizations which induce or coerce participation," not voluntary asso­
ciations, lie calls his work a "conceptual inventor," but he generates anumber of significant propositions. lie focuses on contemporary Ameri­
can organizations, but seeks to transccnd the boundaries of the par­
ticular. A central feature of his approach is the application of lTalcott 
Parsons' axiom that an organization can be disaggregatcd ilt(, three dis­
tinct levels of responsibility and control (or, for that matter, into dis­
tinctive types of action): technical, managerial, and institutional. 
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Thompson conceives of an organization as an open system, interactive 
w'th its environment, faced with uncertainty but subject to criteria of 
rationality. lie lays a foundation for a typology by which organizations 
of the general type that concern him can be differentiated on the basis 
of both technology and environmental characteristics. Finally, he pro­
duces a set of relatively limited, manageable propositions about ways in 
which organizations function under certain specified conditions. 

Without attempting to summarize Thompson's work, I propose that 
it offers the basis for a definite improvement in the conceptualization 
of an organization set out in the initial IB perspective. Other opportuni­
ties for improving the IB heurism should likewise be examined-and in 
some cases adopted. 

Taking Technology Into Account 

A significant feature of Thompson's approach is his treatment of 
technology as a subsystem of any organization. In terms of institution 
building, Lompson's concept and propositions should lead to certain 
interesting questions about technology as a factor affecting the con­
struction of institutionalized organizations for social change purposes. 

A technology, in the most elemental sense, is "a reliable body of prac­
tical knowledge." There are science-based technologies, pragmatic tech­
nologies, and (perhaps most commonly) technologies that incorporate a 
mix of science and pragmatism. Not all technologies are "organization­
centered," and organizations themselves vary in the extent to which they 
are "technology-centired." Technology is probably a vital variable when 
it comes to institution-building efforts. If so, the IIB perspective would 

be greatly enhanced if it took explicit account of this assumption, 
perhaps beginning with the primitive assuml)tion that "it is easier to 
institutionalize an organization concerned primarily with applying a well­
developei tcchnology than an organization that is not technology­
centered." 

Exploring and refining this premise poses problems, e.g., acquiring a 

good working conceptualization-perhaps even a typology-of technol­
ogy, and dealing with the premise that all large-scale organizations have 
their technohgical aspects including the technologies involved in their 
administration. It loes not take much imagination and experience to 
perceive that technology is a salient organizaiiional variable. One has only 

to compare a police department and a fire department, contrast a school 
with a pharmaceutical factory, a highway department with a welfare 
organization, i malaria eradication pr,,gram with a population control 
program. In gross and somewhat oversimplified terms, it can be argued 
that effective and powerful intervention in many situations depends on 
the availability of a suitable technology; and technological transfer is 
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quite rightly the most alluring o)ject of concern to those Who woull in­
duce social change. Obviously it iseasier to buil roads, spray mosqui­
toes, and generate electricity than to persuade people to voluntarily 
modify their breeding habits.
 

Some technIlo,)gies, ifnot all, have features that make them particu­
larly germane to efftorts at organizations ani institution )uiling- they
 
are bounded, specified, and self-contained. Within ;acertain inevitable
 
range of variance, these (cchnolhgics ire outpttt-specific. It is possible to 
Say in advance that reso urces with certain specifiable qtualitics, in certain 
amounts, and comlbineol in accordance with certain standards and pro­
cedurcs can reliably be cxptcctcd to prodhuce speciliable (otlputsover 
(leterniinate ain)ulS (itsi11tie. 

Grant that the breadth of this statlcnent is vtulncrable to attack by 
anyone who has ever attemptc( large-scale aL)plication of an established 
technology, e.g., a nvw stel mill ill Indiana. Grant that even mor vocif­
erous oljections can be raised b%anyone, involved in trlying to apply at 
technology in a truly alien setting tdiescl enginc liactory in India. Ac­
knowledge that "doing" a comnplex tcchnhv is not a rut inC, auto­
matic activity; that art and skill and .judglmcit lltin,,I0 ed; 1ild that 
mankind's fant:stic capacity to stadar(lizc and tranusilit "pat kages'' or
 
combinatia;is of skill-anIl-stan(anof is ivV Ceil" free of' thc10t'effects 

that slippery phIlclIIllICl kn,.n a "hc himts tlht_lillt." (;rnit Al
 
this, and oiuist still allit that an cstaIblishied Itchlol'gy offers dis­
tinct alvantages islle mtXIeS for cleating .1vialeh orgallizatioll M ilol
 
institutionalized change withfu a simit\y. 

Viewedt as tsocial systcll, an rgaui/ptiol-'cet-rcd ,plied techlinol­
ogy is a (dtermllinaltc sel of linked rules and actionsl markcd by a high
 
degree of rationality. If such ,atechnol(y is going to work, lith behavior
 
involved in its .ljplicatioii ,ust be specified and substantially consistent
 
with explicit and (oI)jective tc(hn1ical ,,rmls. \Within bcrtaill
fmohllofarics, all 
applied tecllology cilhcr is or it isn't; it cilicr Itucti(Ons ()I It (hcsl't. 

The relative ininiutalility of tilie e(fiClSitcs (o Such a ttf luology is 
both a prC)lelm and anl opportllity. It is a plolbdhlo b-causc Ilcre are 
inany circulmstanes ill which it Inim Iothe possible- and (c tliliy not 
easy-to obtain the r-eqIlisite behaviors. But a1tleast the hilhiaviors and 
sol1e of the Central f Skill ,and know­rT(ltirccnliits I achic\'ing thicm 
ledge requiremicnts---can bc rlather chlely S)eciie.dIhalIad of timc and 
meet more or less known iethhods. lo Ilalrge extelit, skill andl knowledge 
requirements are so intiliately linked with tecfhnical ilorIlis that Ilecting 
the former is likely to also ileall inlicnali/iing tile latter. And this, of 
course, is atform of instittitionlhizatioll. 

Furthermore, the relatively t'hosed-systeni quality of many technol­
ogies means that the )ehavio rs tihey reluire are partictular to their 
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operation, not to the larger socio-cultural system. Cultural patterns do 

tend to shape, in some ways, the structure of a technology-in-action, but 

not the central and salient features of that technology. I do not contend 

that any technology can be established in any place, but only that 

(a) there is no one-to-one relationship between technology and its socio­

cultural setting; and (b) some technologies are little (and partial) social 

systems in themselves and can function wherevcr appropriate resources 

are available, output is relevant, and there are no inexorable environmen­
tal impediments. Furthermore, technologically orien ted organizations 

are relatively easy to plan and construct. To the extent that an organiza­

tion is technlogically-centered, it contains a set of determinate action 

patterns specified in advance and subject to continuing evaluation on the 

basis of hard criteria (as distinguished from criteria that are soft, elusive, 
and often reducible to that final residual test-survival). 

Finally, as we all recognize, the application of technologies can have in­

teresting impacts on the environment. The more we know about specific 

characteristics of such impacts under particular conditions, the more we 

shall know about potential strategies of social change. For instance, I 
know of cases in which simple mechanical contrivances (e.g., pumps for 

wells) were placed in local community settings to improve the conditions 

of existence, and the arrangements work poorly or not at all. But I also 

know of dozens of villages in a Southeast Asian country where diesel 
generators and smal-scalc clectricity distribution schemes seem to work 

quite well. Not only was the technology intro(luced, Iuht somehow, in a 

relatively unplanned fashion, arrangements for maintaining the systems 

emerged. And they work in the absence of planned, specifically related 

vocational training programs for diesel mechanics. What factors seem to 
explain the evidently effective "institutionalization" of the electricity 

operation 	and the failures in the case of the water pumps? 

(Siffin) 

The Element of Time 

The original model has little to say about the duration of the institu­

tionalizing process, the synchronization and sequences of activities, or 
the stages of development, except to recogmize time in its many dimen­

sions as a problem. Clearly, the time horizons of the change agents, the 
availability of all kinds of resources, and the change readiness or resis­

tance of the environment will influence strategies. Since institution build­

ing is more than a technical activity, it cannot be equated in time with 
the building of an organization which is only one element in the process. 

Duncan and Pooler estimate that the Ill process should require at least 
eight years.2 The CIC-AID researchers have posited a three-stage 
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sequence of launching, growth and consolidation, and maturity based 
on the work of Donald Taylor.3 They identified detailed indicators of 
progress, especially for agricultural universities associated witli external 
technical assistance inputs. Sonic have questioned the conceptual and 
empirical valility of fixed sequences of stages. Taylor has proposed as 
one temporal tactic a Maoist two-step-forward.oe.stel)-back secquenc e ill 
challenging and penetrating the external environment ofit business 
school. 

(Esman) 

Leadership, Doctrine, ancl Memory
 
Some organizations have been called "nothing 
meore than the length­

ened shadows of particular Inen." Some organizations ovul),isly exert 
powerful influences on the perceptioms and vahnc-orientaticns of the par­
ticipants. Tlie IB perspective calls as ilch as possible lor organizations 
of the latter type, in which certain kinds of valtte-oielitations are effec­
tively institutionalized. 

Designing and applying organizational intiVoiry piotcsscs be aimIlust 
vital element of an instittitioll-huildintg peCslCClivc. Ilstitcitill litmlding 
must take into acCoutln the "iiorinliMtie" asptcls of ogilir.,zitiolcal Ineln­
ory and do it in a way that will cause "ieniory" io mcii noe than 
(lead files. 'he "memory' prc cess inust also be: a'l og'lt process So
 
that the organization's ideology is mlore tlh,1ci I static set ofl 
 Images and
 
"truths." Normative alaptability ,and innov.itiotl nist le kcy 
 ilisti t tionl­
building concerns. Ilihe altrnative is an alnost ctlaill gImialite of, doc­
trinal obsolescence. Tis is hardly compatihle with tite .lii of ptursuinlg
 
social change through instituitionalized o ganizttions.
 

Case stulies confirm tihe hlecisivc importimcc of leaIcrshlip. Tlie coin­
bination of attributes prescribed for sticcessitil inslittitonahl h,(Icrshil) 
has probably never been aclievecd in any hitnirall i,tioii. Several 
leaders have actially bIen av.Ilalih' in somc cascs Already, recporle . hlicir 
less than enthusiastic comnliniellelit to) iiiliovatloii or (vIi cI tIhe orgiiza­
tion itself, their"limitcd collipteteite, aind ticir dysfiictional ladcrship
styles are a soberiig exprcssion of the less thai optiniial cndjions tinder 
which many Ill ventures begii. li some iiist..cies, M)other leadership 
choice was feasible, and heitter stralegic p)lailicg iiigt~l nut have yielded
better choices. Since Icadclrshij) cat bc i grioup piit-nit non, several tac­
tics are availabhle to conic)'nsate for particulIr leadershilp d( elicices: 
the cooperation of technical assistance ilersoncil iufornnliiiino leader­
ship roles; attentiating organizationial goils to iccocitn, lc weak leader­
ship while preparing for more adequate ledclersiilp successioni; builing o l 
strength elsewhere in the organization; or even in linkage groups. None is 
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a substitute for effective formal leadership, but it may be necessary for 

change agents to either improvise or abandon their efforts. 

An embryonic institution is so dependent on its leadership that this 

cluster of variables requires more systematic attention than it has yet 

received. Analytically, one might suggest such sub-variablcs as: (a) com­

mitment-the energy the leadership invests in the new organization and 

their intellectual and emotional intcrcst in innovation (bcaring in mind 

that in some reported cases the lcaders served part-time, their main at­

to a more conservativc institution, and they were nottachmcnt was 
interestcd in innovation); (h) competencc-the technical, managerial, and 

political ability of lcalership to handle internal and cxternal tasks along 

1B lines (for this purpose it might be useful if research aimed for more 

precise statements about the actual tasks of leadership in both its inter­

nal organizational and its linkage management roles at different stages in 

institutional development, and for different kinds of organizations, i.e., 

action agencies as well as educational bodies; (c) continuity and succes­

sion-the perio l of time the same leadership group is available to influ­

ence the organization, and the cmnsequences of stability and lisconti­

nuity in lealership, planning for succession, the factors relevant to these 

choices, and tlce adjustment o,'institutions to the shock of leadership 

succession; (d) leadership styles including the degrce of hierarchy­

collegiality and aimt horitarianism-permissivcness ii internal management, 

aggressivhiess-accoimmo(lation iinexternal relations, and other attributes 

relating to style and the distribulion of influence within the leadership 

group; (e) leadership tactics -including relative priorities to internal and 

external problems, t,,caution and risk taking longer (,rshorter time hori­

zons, and tle reference groups that claim its priorities. Clearer (Iefinition 

of these or other sub-variables and the entnciation ald testing of hypotlh­

eses that wuld indicate that consequences f'dififcrent behavioral com­

binations for instittitional performance at different stages in the IBpro­

ccss, would he instructivC to those who may participate in tile choice of 

institutiinal leaders, or in influencing their decisions and behavior. Such 

knowledge might also help orient leadership to specific guidance respon­

sibilitics. 
l)octrinc las hccn the most ,.lusivc but, in my judgment, one of the 

mlost important clusters of variables inlIll strategy. I am distressed that it 

has )eeln dovngratded by tile CIC researchers as "institutional tradition 

and attitule," a pale shadow of the originally rich concept. The under­

lying assuiptiimu of the doctrine variable is that the expression of values 

is a powerful orient,(r, motivator, and gtide to behavior. It represents a 

set of criteria against which specific program decisions catl be weighed; it 

develops group cohesiveness and evokes extra effort; and it projects an 

image of the organization in the environment. The original institution­



The IB Perspective / 27 

building definition of doctrine as the "specification of values, objectives, 
and operational methods ... the stable reference point" has been proved 
by several researchers to be too static and monolithic. Fred Bruhns has 
demonstrated that institutional doctrine is a combination of themes 
which call be and are manipulated by institutional leadership to enhance 
internal cohesion and to make the institution more acceptable in the cx­
ternal environment. 

Management of values is not a trivial leadership function, especially in 
an organization committed to innovation in an environment where nei­
ther the organization nor its innovations have yet been accepted. It ap­
pears that doctrine is both a constraint and an instrmnent for leadership. 
As important O(rientors and Inotivators, valucs cannot be tampered vith 
casually. Yet, as expressed in loctrine, value tOI1encs call c anil)pilated 
to rationalize or pave the wty for changes in programs or styles of opera­
tion. Doctrine should be one of the key elements in strategic planning. 
Those IB efforts which have been most successlful, like tlie College of 
Education at the University of Nigeria as rcportcd bN IHanson, had a 
highly visible and compelling doctrilic tht socialzcd its mmclbership 
toward it common outlook, enhanccd their prodtictivity, reduced inter­
nal conflict, and made the organization aid its inniovations inore accept­
able and meaningful in its environment. The Pubilic Administration Insti­
tute for Turkey and lie Middle East, ts reported by llirkhiead, had little 
sense of identity of purpose becauitse it had in( consistent or appealing 
doctrine. There is imuch to learn about valuc naliagenint'il al different 
stages in institution building, about the orienting and iiotivaliing clTcts 
of different kinds of valute slatmnents (i (litifCrcit illntiil and external 
publics, about the cinsc(luelices of (i stylss of irticulatiig and€if'rcnl 
projecting doctiial thcics, and abolit how various tises of doctrine pro­
duce varying out cones. It is likely, for xiiple, that inconsistent dhoctri­
nal statements indicate disairccinieit within the lead.irship group; that 
ambiguous (ilictnitial stiteeinlits indicate itliced to appeil to broader cli­
entele at the expense of normative plltrposes ainl tlhiat ponon ticcd em­
phasis oil doctrinal themes indicates i (ileteriniliatioi 1 ptolisinormative 
changes rather than expand clientele o accommodate to tile cnviron­
ment. Guided social change, unless il is purely oppilrttunistic, cannot take 
place in the absence of guiding ideas and symbols relating to goals, 
means, and styles of organized action. Both for actors andianalysts, it is 
essential that this cluster of variables be proninently represented in their 
orienting models. 

The Question of Linkages 

The concept of linkages in the Ill scheme parallels the arrangement for 
conceptualizing organizations. It is a classification scheme based on the 
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must interact with its environment in cer­premise that any organization 

tain ways. As such, it is a sterile perspective, devoid of direct explanatory 

potential. The linkage element of the perspective was, of course, in­
for attempting to or­tended to he this way--to serve as a simple means 

of the hcurism could now be served
(ier information. The development 

by moving leyond this simple, sweeping classification. One way would 

be to adopt concept nal izat ion of an organization its a partially open sys­

itlliTompson) and try to specify with discrimination the keytem (i 
processes and problcms likely to characterize organization-environment 

a typology of environ­relations. To (do this, it might be useful to create 

ments, for processes and prblems prolbably vary according to environ­

(Siffin)ment. 

This concept of linkages Ias proved to he one of the most fruitful in 

treats the organization's exter­
the institution-builing schcme because it 


nal environent explicitly and disaggregates that environment into
 

structures and patterns of relationship that are both analyti­
identifiable 

cally and operationally (aal)t)lc of manipulation. It is less certain that the
 

designated classes of linkages- enabling, fitinctional, normative, and dif­

ome time, the IB consortiumfuse-- have been ainalytically helpfil. At 


hoped that it might be possibh' to devchp linkage-mappiig techniques
 
institution builder
that would graphicAly rcpresent tic universe o[ m 


and help him to pIlialnd monitor the manageinenlt of his primary and
 

secondary linkages. Into this malpping scheme would be fed the sub­

stance and the styles of action that were planned in advance--in the pro­

with each lin kage treated as a 
cess of strategic and program )laMiing ­

separate problem of tactics and rclatioislips. The concept is simple, but 

the technology has not yet Ien worked out to operationalize it. 

(Esman) 

Concerning the Use of the Perspective
 

the axiom that rational strategies of
The lB perspective is based on 


social change are possible. In some cases, at any rate, one might say:
 

be changed to a more desirable set
'These initial-state conditions can 

of end-state conditions by deliberate efforts to create a rational, purpos­

ive organization thiat can be institutionalized." The concern with institu­

a c'onviction that earlier efforts at development­tion building grew out of 

thromgh-organizationi-builing had failed precisely because they were 
on the transfer of organi­insufficiently rational. They had concentrated 

or had aimed at cstablishingzational structures to Icw environments 

for the organizational­technological competence without concern 


environment context in which that competence would have to function.
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Many of these ill-starred efforts failed to take adequate account of the 
normative aspects of organizations and of their linkages with their set­
tings. Thus, IBposits the need for, and possibility of, a more potent 
rationale for efforts to achieve social change through organization. As 
Professor Elsman in his "Interim Appraisal" has said, 

...the institution-building scheme is a rationalistic model. If the ideal type 
institution-building man is in a position of institutional leadership, what are the 
problems that he would have to deal with, and what are some of the tactics which 
he would rationally choose to employ in order to achieve his goals at minimum 
cost? 

Rational I)ecision-Nlaking Under Conditions of iligh Indeterminacy 
Rationality is a fragile and precarious value; it is more often than not 

achieved only in retrospect. It coms as no surprise that there is a well­
argued position against the feasibility of comprehensively rational 
problem-solving efforts tinder certain conditions. A potent, compact 
statement of that position was set forth by A.O. lirschman and Charles 
E. Lindblorn in an article asserting " . . . that a carefully thought out plan 
of research may be thindrance rather than a help in achieving the de­
sired goal, and that sometimes it may be easier to solve a problem if it is 
not fully understood. ''4 

According to indblom, synoptic, or comprehensive, problem-solving 
is not possible (a) to the dcgree that clarification of objectives flounders 
on social conflict or is blocked hy potetntial conflict; (b) to the degree 
that required information is not available or is available only at a prohibi­
tive cost; and/or (c) to the extent that the problem is too complicated 
for man's intellectual capabilities. Lindblom offers certain strategies (he 
calls them "disjointcd incrementalisin") that may, in developmental cir­
cumstances marked )yit high degree of indeterminacy, be preferable to 
efforts at straight forward rationality. 

I. Limit consideration to possible policies that differ only incremen­
tally from existing policy. 

2.As a variant of this strategy, limit consideration to only a relatively 
small number of means. 

3. Choose ends that seem appropriate to available, or nearly available, 
means (rather than trying to adjust means to ends). 

4. Compare alternative ends in light of assumptions about means. 
5. Choose both ends and means simultaneously or, in other words, 

without attempting to link them logically. 
6. Let ends be loose and diffuse, and (a) regard analysis and policy­

making as serial and successive while action proceeds under such strate­
gies as two and possibly five; (b) recognize that at any one point the 
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analysis of consequences isquite incomplete; and, if appropriate, (c) per­

ceive that analysis and policymaking are socially fragnented, occurring 

simultaneously at diffcrent points (and involving different mixes of 

premises). 
Lindblom assumes that, as action procecls, "adjustment" may be 

achieved through the interaction of different participants in analysis and 

policymaking, that errors of incompleteness will come to light through 
feedback, and that deliberately serialized (incremental) policymaking is 

best suited to deal with these kinds of conditions. Lindblom argues that 

there is a preferable alternative to synoptic policymaking in a wide range 
of dIevelopmen tal situations. 

I[isview stcms illpart from a rather compelling assumption that "a 
'system' or economy is never quite finishcd. Today's system ... is likely 

to turn into tolorrow'S subsystem . . . because of unforeseeable repercus­

sions, newly emerging difficulties, unanticipatcd counterstratcgics, chang­

ing tasks or teclnilues, or whatever other forccs with which the system 

or econony has to deal.'' 5 Such repercussions, problems, and changes 

can never bC fully visualized in advancc. This dcvelopmCntalist postulate 

is an argunint against SlenCling t o much early time and effort on a 
neatly balanced, integratcl "program." 

This argument has important implications for the institution-building 
perspective: 

!.The authors provide an orderly and perceptive general sketch of the 

intended enviro nment Of institution building. 'lie initial IBperspective 
dealt with the en\vil'onmcnt only in terms of linkages. llirschman, et. al. 

offer strategic premises alott claracteristics of the setting in which 

insti tt ion-l ilding c t irls Inight be unlertaken. These add enormously 
to thw substance of a comprehensive IB perspective. 

2. They raise importanit questions about the feasibility, as well as the 

character, or broadly rational social change strategies. In,their most ex­

treme form, these questions cast loubt oin the feasibility of an institu­

tion-llilhlilig Stratecgy. PlusI tile logic of these authors all the way, and 

you end ill) saying it is utterly unlikely that somebody can conjure up a 

reasonably sound strategy fo r clanging a complex set of given-and not­

so-given- social conlitions through ..,lriranizational intervention to 

produce a specified, desired ,utcome in the future. In other words, man­

kind's capacity tointervene successfully ili the terms of existence is 

undoubtedly limited and certainly doubt ful. To which the most appro­

priate rcsponse is iprobably, "Of course!" followed by three "buts": 

a. lut even if all ile arguments and all the evidence pointed toward 

the impossibility of sensible and constructive intcrvcntion into bad con­

(litions through tile use of organizations to foster social change, we 
should still have to try. 
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b. But Hirschman, ct. al. have made a general speculative statement; 
and the kind of action that concerns us is not general, but specific. Thcir 
general statement is inevitably too simple to fit and cover the conceiv­
able range of specific activities that concern us. (Otherwise, instead of 
heurisms and speculative theories, we could have "hard" theories in the 
realm of social behavior like those of the natural sciences.) There is in 
this work a vital caveat for all who would think about things like institu­
tion building and act to try to induce social change. That caveat should 
never be ignored, but neither should it be taken as sound ground for a 
fatalistic posture. Thcir perccptive hcurism is nonetheless a heurism. 

c. But it is possible to stop short of the argument that planned, orga­
nized social change is essentially impossible while making constructive 
use of this view in at least two ways. First, to improve the design of so­
cial change strategies by avoiding the synoptic fallacy, for example, and 
by sharpening our judgments of the feasibility of such things as institu­
tion-building strategies in particular circumstances. Second, by incorpo­
rating in an IB pcrspcctivc decision-making strategies that derive from 
the indeterminacy argument. 

Concerning Social Change Strategies 
An IRPIB study of the establishment of an Israeli youth movement 

makes a point that emphasizes the warning against synoptic strategies, 
as well as the major premises of the IB perspective. The youth movement 
was originally created for a relatively specific set of programmatic pur­
poses. As conditions in Israel changed, so did the programmatic activities 
of the organization. The study found that this orgaiization's meaningful­
ness to its participlants did not derive primarily from its specified pro­
grammatic goals, biut stemmed from a more diffuse purposiveness. The 
vitality of the structure persisted even though its substantive, program­
matic goals changed rather radically. 

Youth movements are rather atypical organizations, and one case is
 
no basis for a sure generalization. But it does illustrate the idea of insti­
tutionality as an attribute that can be distinguished from an organiza­
tion's program goals. And it does imply that "diffuse" organizational 
strategies may, under some circumstances, be compatible with institu­
tion-building aims (a "diffuse" strategy being one in which the organiza­
tion is not tightly and discretely structured in terms of one distinctive 
set of goals). 

(Siffin)
 
The change-oriented organization 
not only makes demands on its 

environment and on specific publics, but it is also the target of their 
demands in a cooperative and competitive exchange of services and 
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influences. Happy is the institution builder who enters a vacuum as the 
monopoly supplier of a desired or non-threatening service or, better still,
is in tune with societal demands. Often the demand is latent and must be 
brought to the surface, or program space is occupied or claimed by exist­
ing organizations .d their products. In either case, tile institution 
builder must determine what combinations of activities, including provi­
sion of useful services, the manipulation of doctrine, or the application
of power, can move linkages in the desired directions; what coalitions are 
possible; which targets should assume priority in time; and what expedi­
ent concessions may have to be made and when. Every sophisticated
institution builder deploys a battery of survival, service, and change tac­
tics and uses them as appropriate. He does not just start producing and 
wait for the environment to respond. He plans and calculates and then 
responds to what he learns-or this is how our model institution builder 
would behave. l)istressingly few do so. Many of them regard their task as 
primarily technical. They fail to plan for their linkage encounters, or 
they react to resistance by premature accommodation and the sacrifice­
or the deferment-of their innovative goals; or they move doggedly for­
ward, innocent of the environment that is closing in on them, like the 
inept leaders of the ill-fated National Resources Planning Board in the 
United States government in the 1940s. 

(Esman) 
IBand the Concept of an Institution
 

The IBperspective takes as its problem: "How 
 to build an institu­
tion." It must first answer the question: "What is an institution?" 

In his "Interim Appraisal" of the IBperspective, Professor Esman says 
an "institution is defined not as a set of sanctioned norms like marriage 
or contract, nor as a sector of action like business or religion, but as a 
change-inducing and change-protecting formal organization." Such for­
mal organizations "symbolize, promote, sustain, and protect innovations;
and it is these organizations, as well as the new normative relationships
and action patterns they foster, which must become 'institutionalized,' 
meaningful, and valued in the societies in which they function." "Institu­
tionalization" 
 is "the process by which, through the instrument of orga­
nization, new ideas and fuictions arc integrated and fitted into develop­
ing societies, are accepted and acquire the capacity to sustain themselves, 
and in turn inlfluencc the larger environment in which they function."' 6 

In short, an institation, for our purposes, is an organization that success­
fully produces clanges-"ncw ideas and functions"-within a social 
system. 

Let us stipulate that a formal organization is, for our purposes, a set of 
partially-specified patterns of action that involve the behavior of more 
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than one person. In some sense (or senses) the action is purposive: it is 
performed for some reason other than merely to be performed. By "pat­
tern" we mean action that is regularized. We mean that individual behav­
iors are related in some more or less orderly way. 

We can "name" the mechanisms that regularize and relate the behav­
iors to produce the pattern, calling them "norms," "standards,'' "conven­
tions," etc. The nomenclature is not so important as the recognition that 
patterned behavior reflects and tends to conform to underlying princi­
ples. Some of these are formal and specified, perhaps written down. 
Others are not; but they do exist and can be discovered by watching 
what goes on. Some of these principles, or norms, etc., are technical­
objective specification that must be met if a certain kind of intended pat­
tern is to be fulfilled. Others include rules about status, conventions 
about the legitimacy and limits of particular induc'ments, and so forth. 
In all organizations there is a normative dimension, most immediately 
manifest in the "rules" that show ulp in behavior. 

A complex organization will include d( zens, huldrcds, lerhaps thou­
sands of such normative premises-somc quite stable, some epchemeral, 
and others somewhere in between. Many norms will govern only little 
pieces of the overall action; others will have relatively broad application. 
And to some extent (and in ways that may be complex, incomplete, and 
elusive) sonic of these norms will ibe coherent, though inpractice they 
will never be fully coherent. But unless the organlization is rife with con­
flict ar,' confusion, norms will reflect an undlerlying "valtc-,,ricntation." 
A number of such value-themes may exist within the organization. There 
will probably be layers (ofthem. To some extent they arc almost hound 
to be potentially conflicting. But indtividualiy and collectively they pro­
duce-and reflect--tendencies toward coherent patterning within the or­
ganization. 

Another facet of an institution, or of institutionality, concerns orga­
nization-environment relations. In describing the IBperspective earlier in 
this paper, I used the term "institution" to refer to a iattern ,ofaction, 
or a set of action patterns, not located entirely inside an organization but 
reaching across some part of the organization and its environment. Any 
organization will typically be involved in many such patterns, and they 
will be different in various aspects. Any such trans-organizational activity 
could be either: (a) governed by a single value-orien tat ion existing both 
inside and outside the organization, or (b) governed by a set of differing, 
but not contradictory, valuc-irientations. (Rural people may respond to 
and partake in activities promoted by the land-grant-type institution not 
because the activities are oriented toward benefiting rural people, but be­
cause they have confidence in representatives of the orgarization, are 
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motivated by self-interest, perceive this as linked with deferred gratifica­
tions, with changes in the enterprise system, etc.) 

Intuitively, it seems that thc most common situation faced by organi­
zations is (b) rather than (a). The problem, in other words, is not often 
likely to be the construction of an "institution," in the scnse of a trans­
organizational activity made coherent by a single set of value-orienta­
tions. More likely the problem will be one of constructing an organiza­
tion that can induce attitudes, awareness, and behaviors congruent with 
elements of its own value-orientation. 

To thus induce social change, it may not bc neccessary for an organiza­
tion per se to be valued, or to be loved, in a sense. What really matters is 
that it exists and has the appropriate environmental impact. Grant that 
in some cases-in some kinds of activities-boundaries bctween an organi­
zation and elements of its setting must be low; that there must be a ful­
some normative intimacy, a set of truly shared values, l)etween agency 
and allocators or clientele. Grant, too, that changes in the normative as­
pects of behavior are a key part of what is meant by "social change." But 
also grant that organizations can conceivably have-aid do have-many 
different kinds of normative relations with their environments. Grant 
these things, and the IB perspective becomes a bit sharper, moves a bit 
more toward opcrational relevance, and becomes a question of: "low 
can we build organizations that will have normative (as well as techno­
logical and managerial) qualities that will enable them to promote social 
change?" 

If this is the question, then "institution building" is a special case of 
''organization building," its distinctiveness deriving from two factors, 
(1) the particular type of normative problem likely to be involved in cre­
ating the organization, and (2) the particular type of effects the organiza­
tion is intended to have. 

Another way of saying this is: "There are special problems in creating 
change-inducing and change-protecting organi;'ations. One set of those 
problems concerns the intrinsic organization; the other concerns its ex­
trinsic relations with its setting. The problems may be related, but they 
are also listinguishable." One can conceive of an organization that solves 
the intrinsic problem without having much Of the intended impact on its 
environment. Ii is also possible to conceive of an organization that has 
no major intrinsic lrollem to solve, but that has significant social-change 
effects upon its setting. If we view an organization in James Thompson's 
terms, we will find circumstances in which a new technology can be "or­
ganized," or put into operation in a structure that is otherwise not much 
different from other existing structures in its setting with significant 
environmental effects. A critical factor here will be the compatibility 
of existing social circumstances and the technology. For example, in 
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Thailand one can establish a road-building organization that is in many 
ways quite similar to other organizations in the existing administrative 
culture; in its fashion it will "work"-it will get tile ro-ids built, and the 
roads may be important mechanisms of developmental change. 

On tile other hand, in Thailand it will be extremely difficult to estab­
lish an effective community development program for at least two rea­
sons. First, community development has no closel system technology 
like that involved in road-builling. Second, factors in the administrative 
culture-thematic value-orientations within the bureaucracy and society­
are not highly compatible with value-orientations requisite to community 
development-type activity. In the second case, it may be appropriate to 
define tile problem in quite lifferent terms, given the aim of pursuing 
social change through community development. 

All of this illustrates an important point. It is possible to talk about 
such things as social change and institution building "in general," but 
is also possible to do them only "in particular." In moving from the gen­
eral to the particular, the more relevant factors we can identify and tile 
more statements we can make about how they seem to be related to 
other factors, the further we can go from a speculatively theoretical ori­
entation towards applicable guides to action strategies. 

(Siffin) 

The model assumes formal organizations are capable of socializing
those who come within their boundaries to new norms and action pat­
terns, and socialization is an explicit concern if the contact is long 
enough in duration. Thus, an organization can decisively influence the 
behavior of staff members and, in the case of schools, of students whom 
it processes for new roles. Organizations are not merely technical conver­
sion or service-providing structures, though they do both. They do not 
merely reflect the values of the environmental system in which they par­
ticipate. They have the capacity to act on their environment, particularly 
on the specific sub-systems with which they carry on transactions and 
maintain linkage relationships. Organizations can be dynamic vehicles 
through which change agents can impress their values both on persons 
within their boundaries and on external contacts. The type of organiza­
tion implicitly assumed in the III model is bureaucratic, with specializa­
tion of roles, fornal rules, :mnd hierarchical authority structures. Not 
only is this the most common form of organization in modern societies; 
it is also the one through which guidance methods of management can 
most readily function. Within this form of organization, there may be 
many degrees of centralization andl decentralization, or authoritarian or 
collegial decision-making, of permissiveness and control; but the form is 
essentially bureaucraticconstitutiue. 
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IB implies the process of investing in all organization, a concept not 

yet incorporated into economic theory. This implies the continuity of 

the organization and the willingness of change agents to sacrifice current 

outputs for future capacity. One invests not only in physical facilities, 

but also in the tcchnical and managerial capabilities of staff; in access to 

informational resources that are processCd and stored for future use; in 

internal communication capabilities so that information may move 

quickly and thus facilitate morc prompt and rational action; and in 

sources of social support. One invests normatively in the organization so 

that its component units and individuals may be motivated by similar 
ongoals and expectations and bring the same value premises to bear 

problems that arise. A high dcgrcc of inter-personal trust must be devel­

oped so more effort is put forth than salaries alone could evoke; part of 

their rewards are derived from the psychological satisfactions of serving 

an organization and a set of purposes they believe in. An organization is 

much more than an aggregation of individuals and c(luil)mcit; and the 

technical performance and the commitments it evokes result from what 

has been invested in it. 
The assumption that an organization must have it minimally effective 

administrative stncture before IB strategies can hope to succeed has 

been vindicated by one field research rcport. The Pittsburgh team at the 

Central University in Ecuador found that the dii'ffuse distribution and the 

absence of effective central administration in an organization that was 

already highly instituti0ialized and in nearly per[ect c(uilibrium, both 

internally and with its environment, providedtl non of the leverage that 

change agents (particularly external change agents) W huldrequire to 

move the institution along the Imnvative paths to which they were com­

mitted. Though the structure o the university was not the solc cause of 

the failure of this project, it contributcd significantly. The institution as 

an entity could not be directed. The IB model implies a leadership with 

the capacity to evoke some response from its organization and to act 

through the organization on its external environment. Where the struc­

tures and the norms of the organization exclude this possibility and thus 

deny the opportunity for guidance, the IB model of social change is not 

applicable. 
(Esman) 

Measuring Institutionalization 

One useful consequence of the IB stress on "institution" is a derivative 

emphasis on extrinsic measures of success in institution-building efforts. 

Effects in the environment are what count, even though the major prob­

lem may be to build an organization that can get those effects. The de­

velopers of the IB heurism have encouraged the development of "criteria 
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of institutionality," and authors of institution-builling case studies have 
tried to specify them. The most elaborate of these endeavors has been 
that of Professor John W. lanson, whose careful and thorough study of 
the College of Education, University of Nigeria, covered an effort span­
ning more than half a decade. 

According to Ilanson, "An organization or an innovation may be said 
to be institutionalized to the extent to which it is viewed within the en­
vironment as having value, that is, ie ex tei toti which it is prized.'' In 
his view, "prizing," ofr institutionalization, could Ibe judgcd in his own 
case study in terms of six criteria: (I) usc of the services providld; 
(2) verbal approval; (3) survival and growth; (4) mctside support; (5) au­
tonomy, or frceoii f'roim external control- -particularly oliscriininatory 
externid control; (6) normative spread, ir octtsidce a(loptim of nrnmative 
themes of the organizatin. 

Numbers of buildings, faculty, and students ill all likelihood are not
 
very adequate inlices of "institutionality." Neither, untortiulately, ale
 
'"prizing" or "meaningfulness." At the l)r1caiest level ,f generality, 
 the 
ultimate test of""institultionality" is rtcally quitc sinple: l)oCs wht iwas 
sought for come about? l) es umething that was intended happen? l)oes 
the job get done? l)oes tit cIan gc -pi ress shmw signs of working? 

Once we move by d the hI.cl of gvncrality represented in a simple 
statement abLt "gCtling tile j h cmC, or hiaxicig the dcsircd Sort of 
effect, we move to the level (J the parti i the level of particularklr, orI 
types of organizatiou-settings-ai ins. Ilere the cxtrinsi" tests of efficacy 
are likewise particular. We judge the onganization ill Itris it results, ,te­
knowledging that tinder conditions (d 'ccvltyand tiicctlicct'y the results 

may not be the ces that smIlcmone iiiitiallv ,io in t1icicd. In Some types 
of effort, the results will be hard (pirhltl)s iiili)(ssilble) to, assess in any 
satisfying manner. It others, it will be possiblc ti findiout what I1ap­
pened (or some of' what happeneud) as a result (11cirgici/ed efoMrts be­
cause the organization's aims and cfflcets will be kincwable. There is ncc 
real contrast here. What effTect does "kiciwabliess (d the rganizatim's 
'aims and effects' " have (cii asscssailility? We will bc bctt', cof f if we coli­
ceive of institutioti building as creating c ganizatiis with "gci'" itcstitu­
tional characteristics. 'lhti' we can give )tir ,ttetcion tic (hIcisicnis ab)tt 
when to try ti establish crgainizatimins that phimise to be stiitatlc ill their 
"institutional"' features and relevant to sciAl chliage gocals. 

This may bec Ibjectiocnacle ti lI()st wl i) wanut )i1f'.S I()t ()I uilgalli­
zations, but oii "instiItit inalizatiin," that "p -c'ss by which . . . tlew 
ideas and functions are intcgatecld and iltd ]tilt) develcping s~wicties." 
But once it is agreed that uihliing ir caicging ccrgaiizaticics is going to 
be an acceptable e cthd for doing tilese things, it shoulul be possible to 
concentrate oti such oltuestioilS as: the cinctInistances under which 
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organizations of certain kinds are likely to achieve results of some de­
sired kind; tli strategies for developing such organizations; ancl the ways 
of assessing their substantive impacts, to the extent this is likely to be 
possible. It will not be necessary to try to construct elegant, clusive, and 
in some ways, extraneous categories of extrinsic impact measures for the 
sheet fulfillment of a prescript that calls for institutionality measured in 
terms of "prizing" or "mcaningfulness." 

This does not mean that we can ignore "linkages," or that we are not 
concerned with normative qualities of' tihe organization's environment. It 
does mean, however, that "institut;on buihling" is a particular approach 

to what might otherwise be called "organization building," that social­
change goals are the raison Wo'dre of this particular concern, and that a 
prime working hypotlsis is that advancing such goids is likely to involve 
organizations with distinctive normative features. In this view, an "insti­
tution" is an organization that can never exist ill isolation. "Institution 
building" is the study of tle ways and means by which certain kinds of 
organizations can be used to promote certain kinds of developmental 
goals. And "institutionality'"nans that the blooming organizations are 
established and are soimehow effective. 

(Siffin) 

Institutionalization means that the organization and its innovations 
are accepted and supported by the external environment. '[le environ­
ment has accommodated to the organization's innovations more than the 
organization has accommodated to the original environment. But accom­
modation in the real world is usually a reciprocal process. 'l( operative 
question is now intich "A" accom modates to "I" and 'iinwhat issues. 
This adjustmeni proccss involves functional, normative, and power rela­
tionships. Institution builders nitst sonmctiics sacrifice or dIcer indefi­
nitely a whole program in ordcr to save another. Accommodation is often 
less dlramnatic-a set of incremental concssions that results in much ac­
commodation and little innovation. The organization survives (perhaps 
to fight tomorrow's battle), but no new ;nstituttioi has bcn built. The 
Ill model implies a rclatively stable, fmommrvolutiolary (lirivioiiinmit. Too 
radical a set of deviations vill attract tllnlllagable and ((Icstritctiveofp­
position. Thus, tileiiiiagers of stu sLintive ant procedural innovations 
must make concessions to I('local milieu, identifv with well-establishcd 
popular themes, symbols, and shgans so t hat tile venture starts with a 
inmaxiinum of legitimacy, suppihl'mcniary to the services it can render and 
tile power it can gcnciratc ,and deploy. 

TIee meodel Silmlates a series of tests for institutinalization, tile end 
product of l. The survival of the organization is a necessary but not 
sufficient condition of institutionalization. Even the building of a viable 
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organization is not a sufficient test. The organization may bc functioning
and even prospering, but if its managers have made so many compromises
with its environment that the organization has sacrificed its innovative 
purposes, it represents only another example of a conventional organiza­
tion. A new institution has nt Ieen built. Thw achievement of intrinsic 
value in its environment is the second test. This can Ile measured by the 
autonomy it has gaiiictl in the development Of its i)rogfl'm, in its internal 
management, in its access i4 t'st)t'cets, illt by the influenc it is able to 
exercise on its external environment. The third lest is the spread effect of 
its activities, i.e., whether tiet relati)iships and action patterns embodied 
in tile organization have become norinati,c for other entities with which 
it interacts. A suggested fourth test is whether hit' institution (aii main­
tain its innovative thrust, that is, the ability to c(ntinue to ililovate. 
That new norms anl actioil pattt'I'ls lntist bc estialbisicld b)th withiin the 
organization and in its rtlwallt elIviroillueIVnt is Ct'ir;and b()th the organi­
zation and tile innovatio is for which it stitilis shloulI bc illstititiollaizcd 
or prized in the environment. Blit arc there circun istaiiccs wlcl the new 
norms and practiccs become so well acceptt~d by linkt'd rganlizatiM)s111(d 
generate such an innovative thrust ill thet' Oirmllillt that tilc original 
organizational vehicle foi clliige lo)ses its uc1501ll t4 strvive? Whlat arc the 
implications for the llew rpli/.;atiol whI tihis hapil)4s? Must the illsti­
tution I)evalicd lit risicaly bey( ile task at hand ()t is it sufficieiit 
for institutionalization that it be valtu d ilist rImiiIe ll\ (,l\ 1(4. the ac­

, as o igiially (1e ,l 

an intrinsic test of institutioiality to4 pro 'idti 


tual services it renders? '[lie IB md1 hiW I, calied for 
s Illb()Iic ald tillotiolal
 

sources of continuing support f'(r
ililovations, t()strcgticii its legiti. 
macy, anld thus enhallct its capacity to exercise influetnce 411 linked orga­
nizations. Is this a necessary test (of instittitioilality? And ill what cir­
cumstances may instrumental, rather thlan in trilsic, 
tests be atIe(luate? 

(Esman) 

Putting the IBPerspective to Work 
The IBperspective can be put to work ill two related ways: to develop 

knowledge to move us a little further down that endless road from iicu­
rism to hypothcsis, law, and systematic explanation; and to develop ele­
ments of actiol strategies that call I isef 'cveu, if scie'ntifically iitie. 
The (listinction Itween systemlatic: knjwledge antI attioln strategies is 

by no means definite, but it is worth making. Many peoo)l intcrested in 
institution bttilding are concteritetd with solving lrolemhis. lT'hy Wilnt 
''useful" knowledge, and not all the knowlcdgc that (;1iihe p)r(it:dtl(by
the study (f as)ects (If "institution lilding" is likely to) havc pletisc and 
particular applicatiots. Stailcilcts thtt il Il ) lislli'derstltild things (it) not 
necessarily tell us what to do in sp~ecific situatitis. On the (ther hal, 
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practical information sometimes takes the form of hunches, examples, 

unanswered questions, checklists of things to find out about (classifica­

tion schemces)--in short, material that is not a systematic explanation, 
but seems better than past conventional wisdom. A fine example is the 

statemcnt of Professor Lindblom about possible decisional strategies in 

situations of great uncertainty. These statements have much practical rel­

evance. They help us. Yet they are not, and are not likely to be, con­

verted into detcrminatc empirical theory. (For one thing, tile guides to 

action do not determinately specify the situations in which they apply, 

and the selection of itstrategic approach remains a matter of judgment.) 

In tile relativistic realn where action strategies arc formed and fol­

lowed, information is needed for three purposes: problem definition, 
problem solving, and evaluation. The IBI perspective-particularly if it is 

developed and made more powerful-can serve all of these needs. 

Problem l)efinition
 

The most significant feature of any problem isits subjective aspect. A 

problem is not an objective thing: it is neither a factor nor a concrete 

phenomenon. A problem emerges only when someone attaches a negative 

connotation to an asstlined or an evident set of facts. A problem is a syn­

thetic stateinent--- one that combines observations alOut some condition 

with a judgment that the situation should be changed. 
In practice, problcm dCfinitiom and the shaping of strategies for attack­

ing problems go hand-in-hand. Sonetimes, in fact, the order is reversed, 

and the prc blem is (Icfined in termis of the means available for attacking 

it. Ilirschman, ct. al. have notedI that this is not nccessarily an irrational 

strategy. Somnctimnes it may make sense to set out to "build an institu­

tion," evein if the circumnstances are so uncertain that we cannot be cer­

tain at tile outset that they call for buihling an institution. In such per­

plexing condIitins, the IlI perspective may at least help us prcecul. An 

expanled,, enlarged, m ire potcnt perspective should narrow the zone of 

indeterminacy and help ts decide when and whether a particular social 

change prinlemn is best definc in instituti)n-buihliiig terms. The more 

we can discver about the circtumstances in which "institution building" 

is the answer, or is not likely to be itsound and sensible way to define a 

particular pro)blcm, the better off we arc likely to be when we choose to 

act as social change agents. 

Problem Solving 

The IlI perspective makes rather obvious contributions to certain 

kinds of problmn solving. In some cases it enables people to avoid defin­

ing their problems in unduly narrow terms or too casually embarking 

upon "problem solving" efforts without having first engaged in an effort, 
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however unruly, at problem definition. And where there are plausible 
grounds for trying to solve a problem by building an organization with
the appropriate normative features in order to strive for a desired change
in society, then IB can offer guidelines, checklists, caveats, rules-of­
thumb, and occasionally even more. It can identify some of the possible
pitfalls in an action strategy. It can sensitize those who would plan and 
act to the nature of the situation. The 1B perspective, its framework en­
larged and reinforced by evidence from experience, can, in a field of ac­
tivity, reduce somewhat the grossness and vagueness of problem-solving 
strategies. 

Evaluation 
Tile basic problems of evaluation are about the same as those of defin­

ing situations and designing strategies. The main difference is the fre­
quent retrospective orientation of evaluation which asks, "What has
 
happened, how, why?" The snare 
that trips up efforts at evaluation is
 
retrospective rationality-the often irresistible tendency to work back­
ward through a multidimensional maze of ,nly partially perceivel ac­
tions and events to discover a neat se(ltuence and to imptute causation.
 

Backward looks 
can elicit the thin, sweet consolations of retrospective 
pseudo wisdom. If that were all, they might not be worth the trouble. 
But beyond this, at the tiltimate level of reduction, the only (Iiffercncc 
between evaluation, probilem definiti on, and the design of intended l)ro[)­
lem solutions is one of tense. The same cano ns ,f description anld expla­
nation apply, but their application can be easier (as well is more danger­
ous) in the past tense. More of the returns are in: more is known about 
the situation. Evaluation is faced with lower levels of indeterininacy than 
exercises conducted in the present and future tenses. In this lies the dis­
tinctive merit and appeal of cvahlation. Less unccrtainty means better 
description and analysis, and this can mean an incremental gain in knowl­
edge for the next round of action. These observations are so banal they 
would not he worth making were they not also basic, anI were it not all 
too often the case that evaluation operates as t closed system, not feed­
ing its findings into prescnt-tense and future-tense activities. 

The IB perspective is logically as appro)riate for evaluation e ffrts as 
for other uses. If it does not nurture the bcgutiling l)Scu(l, explanations
that are really rationalizations, IB evaluation call contribute much to 
knowledge Of the use Of organizations as l)ri mc tools Of social change
strategies. Without evaluation, the potentials and limitations of the IB 
perspective can never Ibe adequiately known. The potency of such evalu­
ation will not lie in discrete case examinations, but in efforts to synthe­
size the findings of such studies. 

(Siffin) 
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Strategic Planning and Elvaluative Research 

The original model does not allot enough attention to strategic plan­

ning. The case studies report numerous instances of lB ventures (with 

and without technical assistance support) whcre commitment and action 

preceded planning. Would-be institution builders, wallowing in oceans of 

ignorance about the environment in which they were operating and the 

resources avilable to them, had only tie vaguest conception of their 

goals, and improvised strategy as they Coped "pragmatically" with uncx­

pectcd situations. ()fteli political urgency (ir the pressures required to 
'"sell" projects create irresistible demands for immediate manuifest action, 

and feasibility studies are prep rograIniied to recommend coininitment. 

In how many cases has the American land-grant college extension ser­

vice family farm-model found its way into project agreements with no 

real assessment of alternatives? And even when the model chosen was 

feasible and responsive to local needs and the environment was carefully 

assessed for supports and resistence, how often was a detailed strategy 

plotted and t ime-pliased? 
Among the strategic issues that might be accounted, for in planning an 

lB venture are the ftillowing: (a) What innovations are most suitable to 

the circumstances? This decision depends on the preferences and commit­

ments of change agents, their knowledge of available altcrnativcs, and 

their detailed assessinent of the elements of change readiness and change 

resistance and of specific sttrces of' support in the envirnmient. 

(b) What organiization should Ie the vehicle? An existing one that c.m1 be 

restructured, or a new mie? (c) What leadership patterns are suitable? 

Centralized or p)ll ralistic? What are tle desired qualifications of leader­

ship? WIho are available as the initial incumbents? (d) What sources of es­

sential resources can he relied tin for such inputs as funds, personnel, in­

formation, and authority, and at what prices? Who is likely to take the 

organization's olutpluts (n acce)tal)le terms? (e) What shall the initial op­

crating program and tactics be, and how sh(ouldI activities be pliased over 

time? What shall he the relative priritics between Iuilding the organiza­

tion, providing uscfud services, and cxtending innovations? (f) flow shall 

the organizatitn be designed and staff requirements determined so that 

operating prtgranis may be consistent with the organ ization's capacities 

and synchronized with staff development activities? (g) WVhat are the sig­

nificant linkages, and how can dttctrine and program help to influence 

the behavior of each linkage in the desired direction? What combination 

of survival, service, and change tactics should be employed at successive 

points in time? (i) What control mechanisms should lie employed to 

monitor current performance and to evaluate institutional progress? 
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(i) What shall be the role of technical assistance in this venture? Whatshould be the specific relationship of foreign and domestic personnel in
the various internal management activities of the organization?

Even tie most carefully laid strategic plans may go awry as they en­counter unexpected events or the conseqlteiices of failure to assist condi­
tions or prcdict responses correctly. ltiis is why IB is a guidance activity,not only correcting for minor variances in preprograminied action, butoften requiring major adjustments to feedback, including shifts in goals
anti time horizons, pain I ltrade-of'fs between the promolt ion of' particu-
Jar innovations and tie protection of tie organization, and utnerous
unexpected adjustments in proam 
 ttt 

'Fle complex and Ihmlccrtain enviromimncit oIf 


uo ll and orgamizational structure. 
social change, including bothtechnical and political pit falls, glaralntce problems for any IBventtnc.But strategic planning can increase lI l)r obability (1 sliccess without


exacting unacceptable 
costs in delay, and it may prevent some projects
from being started. More exacting strategic )lanIning and tie rcIttUired

analysis would probably have stopped the disastrous aold costly Pitts­
burgh project at the Central Universit,' in Eciiador.
 

Allied with strategic planning, asJacobsol has indicated, is tile need
for evaluative research, 
not only to support particular projects, but also
to contribute knowledge 
 to the sciec-e and the practice of guiding social
 
change. The needi for ongoing researllch tI appraise the activitics of an in­stitution along man\'dimCnsoiMs 01' ilrformance (including internal de­velopment, program i)Crl'foIrmllance, clvirom-l 
 lht acceptnice) at olifferent
 
stages in its development w%'ts 
 ree gnized Carly in tOW iistorv of tile IB

consortium. The related nced toI idctil'\,generalized 
indicatlrs of tilt
major dimensions oI irmlinicc, ,along with spccificd indiciatrsI'or

each project, was also recognizedI. Nchnav'aysa deviscd ia comiprelClisive

scheme for the ongoing evalmlatioit of itstitutional 1 riotrnnance. The pur­pose of such research woul nlt bImercly to appraise atnd correct vari­
ances in an earlier plan, but to point (,ut necois and opportunities to ad­just strategy and tactics to new and emerging rcalitits, and to tie projectof organizational learning. The IB rcscarch consortium was never able tobuild this admittedly costly elemit into any project: its studies were allretrospective. Any such research effort woul0( have to involve imigenousscholars and research institutions. It would have to begii with the initia­tion of the project and woul represent ilnovation in societies not accus­tomed to empirical social science research of ongoing experiences, espe­
cially when governments and bureaucrats are involved. 

(Esman) 



44 / Esman and Siffin 

NOTES 

1- James P. Thompson, Organizationsin Action (New York: McGraw Hill, 1967). 

2- Richard Duncan and William Pooler, "Technical Assistance and Institution Build­
ing," mimeographed (Pittsburgh, Pa.: University of Pittsburgh, Institution Building 
lleadquart,:rs, 1967). 

3- Donald A. Taylor, Institution Building and Business Administration: Brazilian 
Experience (East Lansing: Michigan State University Press, 1968).
 
4- A.O. lirschman and Charles E. Lindblom, "Economic Development, Research and
 
and Development Policy Making: Some Converging Views," Behavioral Science (April
 
1962):211.
 

5- Ibid.
 

6- Milton .J. lsman and lans C. Blaise, "Institution Building Research: The Guiding
 
Concepts," mimeographed (Pittsburgh, Pa.: University of Pittsburgh, Graduate
 
School of Public arid International Affairs, 1966).
 

7-John W. Ilanson, Education, Nsukka: A Study in Institution Building Among the
 
Modern lbo (East Lansing: Michigan State University Press, 1968), p. 305.
 



Part III 

Lessons and Applications 
of the 1B Perspective 

Originallyconceived in the detachedatmosphere ofacademe, tile insti­
tution-buildingperspective ultimately faced the realitiesof technical 
assistanceconcernsas they actually occur in the field. The practical
applicationof the perspective has had implicationsfor the perspective
itself, as well as for the technical assistanceactivities it is intended to 
facilitate. This section deals with some of the findings of both planned 
and intuitive institution-buildingapplications. 



Field Testing the Model 
George Axinn 
Midwest Universities Consortium for International Activities 

In one sense, we have been field testing the model before it was first 
defined and put on paper. Some of this field testing is going on in places 
such as Djakarta, Bagota, Kaduna, and Lahore where people like us are 
helping government officials put model accounting methods to work, 
counseling agriculturalists in building networks of research stations, im­
proving rice varieties, or trying to help a staff insure the survival of a 
new university. 

Previously, the venue may have been Milan or Manila, Brussels or 
Frankfurt. Institutions were changing and growing; and the field test 
was in progress. As Nerle Curti and Kendall Birr notc in their book on 
American technical missions abroad, the first U.S. Customs Advisor 
was advising on institution building in the Customs 1)epartmcnt of the 
Korean Government in the late 1880s.' 

Earlier still, as people traveled from England to Australia and Incdia, 
from the Netherlands to Javt, from China to Thailand, institution build­
ing was in process. Few scholars or practitioners tried to make systematic 
analyses of the process, or even thought about conceptual models. But 
the field test was in progress, as it had been since the l';gyptians crossed 
the Mediterranean. 

The institutiol-building model is a set of concepts, a collection of cat­
egories developel for certain uses. Grounded in the history of human 
social evolution and the contemporary wisdom of the behavioral sci­
ences, it grew out of the fertile mind of Professor Milton .sman and 
many of his colleagues and contemporaries. It is an invention of thinking 
men who wanted to better understand certain phenomena, exchange 
ideas and accumulate experience, and improve the human condition. 

The catcg,,ories, concepts like leadership, doctrine, and language do 
not comprise an ultimate system but may be useful aids to thinking. 
With them, we can build and test hypotheses and ,Icvclop principles. 
These principles, in turn, can be useful guides to action. 

As is the case in other category systems, the categories are governed 
more by the knowledge, discipline, and insight of those who invented 
them than by the nature of the world. Suppose, for example, I had a 
large box of marbles. I could invent categories to analyze them based 
on my knowledge of what was in the box. I could have categories like 
large, medium, and small. Or, if I were not color-blind, I could have 
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categories like red, green, and blue. If I had a scale, I could have catego­

3 to 6 oz., and over 6 oz. If I test the categories ofries like 0 to 3 oz., 

marbles with a different box, I may have to add new categories, change
 

Much will depend on my own purposes-what I some, or discard some. 
want to do with the marbles. 

So it is with the categories in the institution-building model. Professor 

Esman, who probably deserves more credit for their invention than any­

one else, has described them in various papers. Others have testified to 

their value anl usefulness, and tile categories have been successfully field 

tested. 
Let me illustrate irom recent research in which the concepts of this 

model provide blueprints for scholars. Like a map, the instit,,tion-build­

ing model outlines the terrain. Like a geographer, each researcher tests 

the map against the real world as he observes it. Ile changes the map 

where it needs change, and improves it whcn he call. But geographers 

are not the only ones who use maps, anl researchers are not the only 

ones who have used the institution-building model. Just as a navigator or 

a motorist may use the geographer's map to plot his course from one city 

to another, technical assistance personnel have used, and can use in the 

future, the institution-building model to help them set their courses. In 

fact, it may be significantly used by people who plan tie long-term strat­

egy and the particular techniques of tile future of international develop­

ment assistance. 
As I said at the outset, all of us have been field testing the model for 

a long time. Between 1964 and 1968, however, thirty-eight individual 

research projects were dcsignmed specifically to test this model. They were 

which was, in turn, supported by the Ford Founda­supported by IRP I 
tion anct All). 

2 

lndependently at first, and then with increasing collaboration, a series 

of studies of the U.S. technical assistance efforts to build agricultural 
as the CIC­institutions arounl the world was sponsored by AID. Known 


AID studies, these have been summarized in a volume entitled Building
 

Institutions to Serve Algriculture.3
 

Some Experiences with tile Model
 

I will first report what some researchers have said about the model,
 

particularly the value and usefulness of the categories and the relation­

ships between them. Then a series of propositions which emerge from the 

principles will he suggested. I think these may have real value as we try 

to help build institutions. But keep in mind that these propositions come 

from principles which are only partially tested. Like other principles 

relating to human behavior, they are at best neither true nor false. They 
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are useful if they tend to be true more often than false and if, in trying 
to use them, we are aware of their weaknesses. 

William Siffin, of Indiana University, was one of the original theory 
builders as well as one of those who conducted some of the field case 
study research. Ile writes, "As a theory, institution building is non-oper­
ational. And in practice, institution building is and will remain an art­
an art that cannot be avoided so long as there are commitments to 
change which would improve human conditions." The III perspective
"can help refine some feature of that art, re(Lucing the indeterminacy 
of its application and effect, and strengthening the hands and judgments 
of the artists." 4 

Thinking of the model as a perspective, lie says, "An institution-build­
ing perspective would have produced a €lifferent strategy, one that was 
less marked by goal-displacement and more deliberately tailored to the 
setting." lie referred to the tendency of technical assistance personnel to 
be more concerned with building organizations or trzonsferring technology 
than with building institutions, and thls to change their original goals 
when institution-I)uilding prodilems got in the way. But with regard to 
the institution-building perspective, lic also says, "It generates salient 
questions. In addition, it helps mobilize the inevitably limited, fragmen­
tary, and tentative knowledge we htvc abolt the answers to those 
questions." 

John IHanson, of Michigan State University, after several years as a 
technical assistance practitioner in Nigeria, conducted one of the All)­
sponsored studies utilizing the III model. Ile came to this conclusion: 
"If I were to attempt any amateurish assessment of the usefulness (if the 
conceptual framework of analyzing institution building overall, I would 
point out that even in its current rough shape, the schema provides a 
series of lenses with which to examine a phenonictin. Many I found in 

'particularly sharp focus, albeit crudely grouncd and still unpolished. 
Professor Eugene Jacobson, also of Michigan State University, made 

an intensive review of four of the case studies designed to utilize the 
model, lie came to the conclusion that the 

idiosyncratic characteristics of each of the institution-building projects can be 
recognized readily even though the basic analytical concepts are the same. Each 
of the authors was able to use the concepts to enrich his account of the process, 
without forcing his analysis into a stereotyped form. And each of the reeorts sug­
gests extensions and claborations of the original conceptual framework. 

Jacobson suggests some generalizations which are useful not only to the 
research worker, but also to any practitioner: 

1. The process of institutionalizing innovation is not a simple, linear 
function. There are interruptions, retreats, accommodations, regroupings, 



50 / Axinn 

diversions and emergence of secondary goals, amended objectives, and 
altered doctrine. 

2. Technical assistance teams have unreliable means of evalating the 
success or failure of specific actions they are taking. They have only par­
tial and incomplete access to l)erformance criteria. 

3. Performance criteria appropriate for assessing operations in one cul­
ture may not be available or appropriate in another. 

4. Predicting response to innovation is difficult under any circum­
stances. In developing countries, prediction must be based on more care­
fitl and more intensive ,lata-gathbering operations. 

5. Innovation creates new sittiations which, in turn, demand innova­
tive solutions. But original objectives and doctrine, which may become
 
obsolete, will dictate programs until new dlemands become apparent.
 

6. As an institution changes anld matures, its opportunities for attract­
ing and retaining different kinds of personnel change. 

7. In a leveloping country, a new institution with an explicit program 
for selecting, training, and placing staff will, in many instances, be a 
unique resource for providing new cadres of leaders)ip throughout the 
society. 

8. Changing domestic leadership and technical assistance staff make it 
difficult to achieve continuity in expressed doctrine. 

9. Though new technologies and p~rocedures may he introduced at a 
relatively rapid rate, there may not be corresponlding complementary 
changes in relevant interpersonal relationships. 

One useful result of the research has been the refinement of the con­
cept of institutionalization itself. low do you know when it has taken 
place? ilow can you ist' it as a measurable program goal? Siffin Ias tried 
to reduce the prollem to( an elementary level by asking: "llow can such 
organizations be reated, mlaintained, and effectively linked with their 
cnvironments?'' 7 These arc hle essential quecstions which are asked in 
fhe institution-building model. 

Esman and Ilans Ila ise (define institintion building as "the planning, 
structuring, and guaidance of new or reconstituted organizations which 
(a) emhody changes in values, functions, physical anid/or social tech­
nologies; (b) establish, foster, and protect new normative relationships 
and action patterns; and (c) obtain support lndcomplementarity in the 
environ ient. 8 

In examining an organization in Nigeria to see whether or not it was 
an institution, Professor IHanson concluded: 

fly the end of five years the College of Education had sent out its first class of 
graduates, it had a Nigerian Dean and Nigerian faculty, strong relationships with 
Nigerian school teachers, and an emerging research function, and [that] it was 
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winning acceptance of its service doctrine, not only among the already convinced 
publics, but also among the original skeptics. This was reflected in changes of 
program and function in the earlier established higher education institutions in 
other parts of Nigeria. 9 

Hanson's study is i practical example of having attained a set of criteria 
by which he could measure the extent to which tile organization and its 
key innovations had, in fact, become institutionalized. 

As Jiri Nehnevajsa puts it, institutionalization cal be measured by: 
L An organization's ability to survive. 
2. The extent to which an innovative organization comes to be viewed 

by its environment to have intrinsic value, to be measured operationally 
by such indices itsits degree of autonomy and its influence on other 
institutions. 

3. The extent to which an innovative pattern in the new organization 
becomes normative for other social units in the larger social system."0 

But what else have the scholars found which is practical and useful? 
Guthrie Birkhcad, of Syracuse University, studied the lPublic AdIministra­
tion Institute for Turkey and the Middle East launched at the University 
of Ankara in 1953.II lie reviewed its activities over a fourtecn-year pe­
riod curing which it trained and cducated civil servants, supported re­
search, issued publicatioins, and p)articipatcl in government and univer­
sity related functions. lie reports that five Inajor institutionalization 
processes were C(MpIleltd. The imitial opcriattin leadership was replaced
by Turkish leadership largely through appren ticeslilp in the Institute pro­
grains. More than one thousand Turkish government officers, teachers, 
and other civil servants participated in the training progiams of the Insti­
tute. The Institute was established as i pa t of the Turkish (overunent 
through formnal legislative action, giving it status independent of the 
political science faculty of the univcrsity. '[he Institute also created it 
research function that was competent to conduct itmajor study of the 
Turkish Government at the re(1uest of that government. (;raduatcs of the 
Institute have played inportant roles inestablishing otlir agencies for 
introducing administrative improvements in Turkish Govermnent oper­
ations. 

Siffin analyzed tile instituttion-building process at the Institute of Pub­
lic Administration, Thamrnmasat University, Bangkok, which ICA sup­
ported through Indiana University beginning in 1955.12 lie observed that 
doctrine is difficult to establish and maintain. In that study, he examined 
in detail the doctrinal commitments of the staff of the Institute, and, in 
part, those of the leadcrship, illustrating the tensions accompanying the 
intent of some members of the staff to move from traditional to inno­
vative administrative patterns. 
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In another study, Hans Blaise, of Pittsburgh University, studied the 
Central University in Quito, Ecuador. 3 His report examined the interac­
tion between efforts of the technical assistance team to encourage edu­
cation and the intervening envi n)mmental factors: a military takeover in 
the country, a new law for higher education, and the return of the civil­
ian government. Blaise showed that the technical assistance team did not 
have access to the important leadership functions and could not effec­
tively introducC doctrinal changes. lIe concluded that only those inno­
vations coinciding with existing forces of change had been supported 
during the brief periold of the study. The innovative attempts to intro­
duce a basic studies program an(l to centralize adriministrative leadership 
were rejected. 

If one looks at other case studies, lie will find similar information. 
Focusing on one of' the concepts (e.g., leadership), one can find such 
guidance as the following: 

1. The development of an innovative institution depends on creating a 

structur of institutional leadership. 
2. In a hostile environment, it is less difficult to establish an institu­

tional leadership structure with a supporting cadre than it is to protect 
and maintain it. 

3. It is entirely possible to imobilize environment support for an inno­
vative institution even if there are sharp inconsistencies between the 
institution's doctrine and the value orientation prevalent in that 
environment.14 

If one compares the findings of one of these studies with the other­
for example, comparing Si ffin's work with that of Professor )onald A. 
Taylor who studied instituti o) building in business administration in 
Brazil and that of l)r. Birkhead in Turkey and the Middle East-one might 
conclude that "resident and stable leadership can more easily command 
resources for a new program and develop strong enabling linkages with 
other institutions in any society than absentee and changing leader­

5 
ship."' 

E'smaa summarized that all the case studies confirm the decisive impor­
tance of leadership. 16 The leadership category can then bc broken down 
to more detailed characteristics such as commitment and energy; tech­
nical, managerial, and political competence; continuity and succession; 
style; and tactics. 

With respect to doctrine, the following findings have been distilled: 
1.The central object of any educational institutional development is 

to embody a doctrine in the organization including norms as well as 
skills and/or knowledge content. 

2. The ability to interpret and to make innovative applications of 

http:environment.14
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doctrine in developing anl operating a program of activities is probably 
the key indicator that the doctrine has been institutionalized. 

On the basis of his field study of the Central African Research and]
 
Information Center, Fred Bruhns, of the University of Pittsburgh,
 
showed that institutional doctrine is a combination of themes manipu­
lated by institutional leadership to enhance internal cohesion and to make 
it more acceptable in the external environnent. 17 

To those concerned with carrying ,oit technical assistance, tile greatest 
value conies in the propositions which can help in strategic planning. 
David I)erge and others at Indiana University, working as part of the CIC-
AID study, developed a linkage matrix, illtstrated below." Across the 
top are the linkage variables; dhwn the side, the institutinal variables: 

enabling f'unctional normative diffuse
 
Leadership
 
Doctrine
 
Resources
 
Program__
 
Internal structure
 

In this matrix, or categoriy system, there are twenty b)xes; and l)erge
 
and his colleagues suggested hypotheses which may bccollc principles in
 
each of them. For example, with respect to leadership:
 

1. Co-membership of' the leLdership of the host institutiom in other
 
government agencies strengthens enalbling linkages of' the host insti­
tution.
 

2. lligh frequency ,,f intcractiin between host institution leadership
 
and government leadership can serve to strengthen enabling linkages with
 
the host institution.
 

3. lost institution leadership will be most effective when it is free
 
from frequent government interference.
 

4. When host institution leadership is comimitted to change, accep­
tance of host institution leadership into social, political, and economic 
elites of tile host ucuintry strengthens the enabling linkages of tie host 
institution and facilitates attainment of its broad goals. 

5. lost institution leadership which is persomally and professiomally 
acceptable to clientec leladership will bc more effective as a bargaining 
agent of the host institution and thus have the potential to strengthen 
the host instituticn's functional linkages. 

6. The prospects for institution leadership being effective agents 
of the host institution are greater if this leadership does not transgress 
the values or deviate from the dominant social consensus of the host 
country. 
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7. Host institution leadership which can convert favorable public 
opinion into intrinsic evaluation of the host institution will increase 
the prospects for survival. 

The concept of doctrine has proved to be one of the most useful and 

practical of the categories in the institution-building model. It has been 
defined as "the specification of values, objectives, and operational meth­
ods underlying social action." l)octrine is viewed as the stable reference 
point of' tile institution to which its interaction with the environment 
and all other variables are related. I)erge and his colleagues have sug­
gested the following as sone l)ropositionis relating to doctrine: 

1. Where there are other client groups besides the host government in 

the environment, the concept of service, without 1eing tied to any insti­
tutional form, can be imnportalit for promoting enabling relationships. 

2. The host iistittition doctrine should be at such a level of specificity 
that, while allowing for personal differences in leadership, philosophy, 
and ability, the main thrust of the institution inia national dcvclopment 
context will be clearly defined. 

3. The ability of the host institution to obtain resources and approval 

from tile host government is related to the degree of total and active 
commitment on tlie part of tle host government leadership to the doc­

trine ,of the host instituttion and tie host government. 
4. 'Tliec higher tile level of specificity of host institution doctrine, the 

less frecdom tihe host institilio leadership Ihas ill major policy changes, 
but the more clearly the host institution is dclebicd to competing and 
complementing organizations in the cnviromnt. 

5. As the relevant publics iii the environment increase, tie doctrine 
of the host institution will have to bc sensitive to the religious, ethical, 

and cultural norms prevailing within those publics. 
6. The intcrlpretation and conveyance of host institution doctrine to 

the environment by t ie mass medlia will Facilitate achievement of host 
institution goals when that environment is co,mposcd of potential clien­
tele groups for host inistitution Outputs. 

A "programn" category which included "those actions which are re­
lated to the perf'ormance of functions and services constituting the out­
put of tile institution" was established iii the institution-building model. 

Propositions: 
1. As long as the host government is the major clientele group in the 

enviromnnt, the prograim of the host institution must be responsive to 
host government leadership. If host government leadership is committed 

to change and developient, the host institution pr,,gram will reflect this 
commitment. If host government leadership is not committed to change 
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and development, the host institution program will reflect this lack of 
commitment. 

2. To the extent that the host institution program is developed with
clientele group needs in mind in order to attain "high visibility" of the 
output, the outputs will come to be perceived as valuable by the clientele 
group. 

3. A program should be designed so that it (toes not come into immedi­
ate and obvious conflict with existing and competing programs until the 
host institution has established securc linkages in the environment. 

Resources: 
1. For institutional survival, the host government and/or other clien­

tele groups must provide adequate financial resources after the with­
drawal of outside assistance.
 

2. Given the low level of social mobilization in most developing coun­
tries and the resultant lack of potential clientele groups for relationships
with the host institution, most indigenous organizations are dependent 
on the host government for providing inputs, for consuming outputs, and 
ultimately for institutionality. 

3. To the extent that publics exist in the environment, efforts ex­
pended through the mass 
media to give the host institution a high visi­
bility will serve to create a favorable climate for increased support in
 
terms of human, physical, and technological resources. 

Suggested PrinciplesRelatcd to InternalStructure: 
1. The success of a host institution is related to the internal structure 

which maximizes the institution's ability to negotiate with the host gov­
ernment and enabling institutions through one spokesman with political 
influence in the host government. 

2. The higher degree of social mobilization in a country, the better

it is to place the project in 
 an entirely new host institution free from 
other institutional control and domination. The success of such new
institutions is related to how well the internal structure is organized for
serving the needs of the host government and other possible clientele 
groups, and the continuity and stability of tile structure. 

Conclusion 
The model has been and continues to be ficld tested. The tests are 

promising. They demonstrate the need for more research, but also indi­
cate that the practitioner cannot afford to ignore the institution-building 
model. 

An All) administrator, program officer, or on-the-spot institution
builder can profit by keeping the institution-building model in mind, 
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and establishing goals and measuring programs in accordance with these 
categories. Let him consider leadership, doctrine, program, resources, 
and internal structure and take into account enabling, functional, norma­
tive, and diffused linkages. He can then build a strategy of institution 
building which increases the probability of achieving his goals. 
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Learning Practical Things 
from Experience 
W. Warren Haynes 

State University of New York at Albany 

A study of field experiences does not produce simple formulas or models 

for institution building, nor does it proluce a list of "principles" for the 

successful management of new institutions. Such a study can, however, 

indicate the most crucial areas in which we can do a better job of plan­

ning new institutions. The planning of leadcrship styles, for example, and 

of the quality of' organizational relationships can make a major contribu­

tion to the smooth development fia new institution. The issue of leader­

ship style is a central one in many (lCvcl ping countries, and to leave this 

issue to haphazard shifts of opinion is to invite fears and unproductive 

debates which may veaken the organization or even destroy it. 

can also reduce misunderstandingsPlanning cross-cultural relationships 

and te;sions. Because tihe in fluence of f'oreigners must shift from stage to 

stage, planned shifts art mo re prodluctive than unl)lannel ones. The chief 

purpose of strategic planning is well-exprcssed in a leading hook on busi­

ness policy: "lroiu the point of vi'w of implementation, the most im­

portant function of strategy is to serve as tile focus of organization ef­

as the source of constructivefort, as the object of commitnmcnt, and 

In educational
motivation and sell-control in the organization itself.'' 


have a coin m tl
understanding of the
institutions, it is a great asset to 


mission (f1the organization and of the general lines of action which arc
 

of' tile institution's purpose is also likely to

proposed. A clear "iinagc' 


make it more visible and ac-cptable to outside agencies, and thus to con­

tribute to stroiger enabling and functional linkages.
 

This paper is a condcnsed version o1 several chapters in a study which 

Thomas lill, loward Batingartel, and I are completing on institution 

building inl India. The study is c(cerned l)rimarily with two major man­

agcment education institutions in which the Sloan Sclhool of Management 

at the Massachusetts Institu te of'lehino hgy and the Ilarvard Business 

School have beet involved. The main purpose of the study has been to 

learn about the design of elcct ivC intsittution-bUilding projects from our 

experience in India. 
The two proj'cls under study were both in management eCducation, 

the result of identilying a need in the Central Government of India lead­

ing to the involvement of the Ford Foundation. 
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Calcutta, one of the two major centers of commerce and industry in 
India, was the natural site for one of the institutes. Although Bombay 

was expected to be the second center, Ahmedabad was selected because 
of the unusual interest in the project there. The result was the forma­
tion of the Indian Institute of Management, Calcutta, in 1961-62, and 
the Indian Institute of Management, Ahmedabad, in i962-63. Tile two 
institutes soon became leading centers of management education in India. 

Strategic Planning 
The most important stage in building new institutions is that of initial 

planning. A major error in tile initial assessment of tile environment or in 
the design of a strategy to deal with that environment is not easily cor­
rected in later stages. The most dedicated administrators cannot over­
come the handicap of a misconceived plan; a well-designed project 
reduces the risks of weak implementation and is carried on by its own 
momentum. 

A systematic study of strategic planning in overseas institution-build­
ing projects has not yet been made, although a few case studies are avail­
able. An unsystematic review of tie available materials on post-World 
War II projects suggests that initial planning is often neglected in the 
eagerness to get on with the job. In developing countries such impatience 
is understandable. One of the problems of development is that too much 
time is often spent on surveys, debates on the nature of the problem, and 
discussions of the merits of various alternative approaches, and too little 
on implementation. 

Institution building, therefore, requires a trade-off between the belle­
fits of more careful planning and the opportunity costs of delays in imple­
mentation. If a systematic study of the planning stage can both increase 
the benefits of planning and reduce the delays, it is conceivable that the 
terms of the trade-off call be shifted sharply so that better plans and 
more timely implementation can be achieved. Planning may delay the in­
itiation of a project but should accelerate the later stages of development. 

Conceptual Framework 

One definition of strategy is "tile pattern of objectives, purposes, or 
goals, and major policies and plans for achieving these goals, stated in 
such a way as to define what business the company is in or is to be in, 
and the kind of company it is to be." 2 This definition will serve our 
purpose if we substitute the word "institution" for the word "company." 
Strategy is concerned with the major decisions, usu'illy with long-term 
implications, which set the general direction of the institution. In this 
study, therefore, we are not concerned with detailed policies and deci­
sions, but rather with the overall plan within which such details arc deter­
mined. 
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Strategic planning of institutions involves a series of major decisions 
which do not occur in a definite sequence but rather overlap. The plan­
ning is not necessarily formal and systematic; in gentral practice, even 
in progressive business firms, it consists of both predetermined lines of 
action and a series of ad hoc decisions. In fact, a major issue in planning 
is determining tile ratio of formal planning to flexibility to meet chang­
ing or unknown situations. 

The key elements in the strategic planning of institutions are: 
1. Identification of a need and an evaluation of its importance in terms 

of alternative needs. 
2. A forecast of the capacity of the proposed institution to fill this 

need. This requires all analysis of the environment and its receptivity to 
the institution, as well as of the resources likely to be available for the 
purpose. 

3. The planning of "enabling linkages." These are the linkages with the 
organizations and groups which will provide the resources required. 

4. The planning of "functional linkages." These are linkages vith tile 
suppliers and customers of the institution-the agencies which supply 
inputs or use the outputs. This might be called marketing planning and 
procurement planning. 

5. The planning of relations with similar institutions which provide 
similar services, including plans for cooperation or competition in doc­
trine, marketing, or the acquisition of resources. 

6. The planning for environmental constraints, especially government 
regulations or restrictions. 

7. The selection of an institutional site and de" Jopment of a building 
program closely related to the institutional requirements. 

8. The selection of top institutional leaders and planning for succession 
in leadership. 

9. Determination of a leadership style. 
10. Determination of the "mission" or objectives of the institution. 
11. Determination of tile institution's "doctrine," that is, definition 

of the general way in which it proposes to carry out its objectives. 
12. Design of the internal organization of the institution, especially 

the character of superior-subordinate relationships and of horizontal re­
lationships among the personnel. 

1 3. Determination of the time dimensions within which various pur­
poses will he achieved, and a preparation for the phases of growth and 
consolidation through which the institution will pass. 

Succsssion in Leadership 
The planning for the top leadership of these projects was of crucial 

importance. This is a conclusion of previous studies and is so obvious 
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that it hardly requires stating. Yet, I think I have son thing to add to 
the subject. 

The initial indigenous directors of both projects m .re intelligent, ag­
gressive, and respected lea&rs who were fortunate in their connections 
with government officials and the business community. They can be 
given major credit for the initial success of these projects; without their 
vision and energy, confusion in the faculties and attacks from external 
forces jealous of the financial support won by the projects froni the 
Government of India and the Ford Foundation might have hampered 
the institutions' development. 

Surprisingly, both leaders suffered from the same two limitations: 
(1) they had diverse interests outside the institutions they headed; and 
(2) they failed o plan for succession in leadership. At Ahmcdabad, the 
small amount of time the director had for the project reduced vertical 
communications to dangerously low levels. Some faculty members had 
access to the director, others did nut; and competition for access became 
a source of tension. In Calcutta, this development came later, hut it was 
far more serious when it caine. It was clear that the dircctor would even­
tually leave the institute, and an internal battle of succession produced 
wounds which have not yet healed. 

In both cases, development would have been smoother if a successor 
had been founi before the uncertainties and jealousies had accumulated. 
In neither case was adequate energy devoted to the search for a successor. 
In Ahmedabad, a strong leader was found after two years of intermittent 
search, which at times appeared to be aimed at proving that no one was 
available. Fortunately, the project has progressed successfully since a new 
director was found in 1965. In Calcutta, the agony of succession was 
even more prolonged, and the scars remain. 

Leadership Styles and Internal Organization 
I strongly believe that the style of leadership and the allocation of in­

fluence within an institution are among the most crucial determinants of 
its internal health. Institutions may survive in the face of tensions arising 
from poorly designed leadership styles or confused allocations of influ­
ence, but only at a heavy human cost. Unfortunately, our knowledge of 
these human factors is still limited, and we continue to suffer fron dog­
matism and ideology on the subject. My conclusions are necessarily ten­
tative, but my belief in the importance of this factor is firm. 

Educated Indians appear to be highly sensitive about organization 
and leadership. It is possible that no organizational design will satisfy 
an Indian faculty, or any other group brought together for a common 
purpose. Traditional Indian faculties are frequently subject to degrees 
of hierarchical control which Westerners would find intolerable, 
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especially when that control appears to conserve traditions which re­

quire modification and resist innovation. The two institutes under study, 
however, had deliberately broken with the Indian university traditions, 

part of the strategic plan on which everyone agreed. The problem was 

that few seemed satisfied with the organization which resulted. 

Some of the American participants in these projects became involved 

in the issues of organization. In retrospect, it appears doubtful that these 
Americans, even the behavioral scientists among them, always served a 

constructive role in the debates on the subject. Some of them saw threats 

to academic freedom which never existed, but their pronouncements on 

the subject strengthened the Indian fears that the "hicrarchy" was indeed 

threatening such freedom. Some of the Americans insisted on degrees of 

participation and degrees of openness which are seldom experienced even 

in American institutions. Some of the Indian and American teachers, in­

experience with faculty traditions, the reaction against these traditions 

in the Indian universities, and the overly dogmatic criticisms of some 

American advisers created tensions. They were offset, however, by the 

high degree of commitment on the part of most of the Indians and 

Americans involved. 
Observers ,0not even agree on the facts in these two cases. In 

Ahmedabad, there were many complaints about hierarchical or authori­

tarian control, but the fact is that the original director had little inclina­

tion or time for authoritarianism. More recently, there have been as many 

criticisms of "permissiveness" as of "authoritarianism" and there is con­

siderablc evidence to support this position. Perhaps a more accurate cit­

icism is that the leaders have been "personalistic" in their approach to 

the faculty. They have proviled access to some more than others-not 

always, it appears, on the basis of merit. The leaders have left themselves 

open to charges of favoritism or nepotism and have taken too little care 

to protect themselves from misunderstandings of their reliance on some 

advisers more than o1hers. 
It may be argued that the real problem was over-reliance on bureau­

cratic organization, inchling placing limits onldiscussion of topics de­

fined outside "erms of reference." But it could also be argucd that the 

leadership was not bureaucratic enough, and failed to clarify the criteria 

for evaluating faculty performance, for salary increases, and for promo­

tion. 'erhaps the problem was the uncertain wavering between bureau­

cracy and its opposite. 
It can be argued, persuasively that these institutes needed firm leader­

ship to clarify objectives and define major lines of action. Strong leader­

ship is preferable to spontaneous policy formulation by the faculty, 

especially in India where faculty consensus isextremely difficult to 

achieve. In Ahmedabad, such firm leadership seems to be evolving to the 
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benefit of the institute; in Calcutta, past hostilities make it more difficult 
to win faculty support for this approach. 

Another view, also of considerable merit, is that a status gap between 
an "in group" close to the director and the bulk of the faculty was a seri­
ous source of tension. Indians are extremely status conscious, and highly
educated Indians are probably unusually sensitive to status differences. 
My observation is that Indians arc frequently jealous of rewards to others 
when those rewards carry status. In Ahmedabad, the pattern of leader­
ship has been to maintain a day-to-day status gap but to permit pressure 
from protesters to overturn decisions on major issues. 

It is easy to criticize someone else's style of leadership in a period
when academic leaders everywhere, particularly in the U.S., have diffi­
culty finding the right mixture of participative involvement and the main­
tenance of basic policy. The question is whether it is possible to plan an 
effective leadership style and an organization which will be productive
with a minimum of tensions and misunderstandings. I think it is possible, 
even imperative, to do so. I am reluctant to provide a formula, but I think 
the answer must lic in the development of a so-called organic organiza­
tion involving high degrees of participation and openness with willingness
to explore differences of opinion and emotional problems in open 
meetings. 

I believe that it is possible to plan leadership styles and organizational 
patterns for more effective performance. In the Indian projects, such 
planning might have reduced the risks of failure and increased the re­
wards of personal involvement. The projects have survived and, by mea­
sures which I cannot summarize here, have been successful. But the 
outcome might have been a failure in at least one of the two projects. If 
the risks of failure te to be reduced, much more conscious and planned
attention must be given to orgamizational design and leadership style 
than that found in these two projects. 

The Role of the Foreign "lxperts" 
Similarly, much more planning of the role of foreign experts would 

contribute to the productivity of projects like these and would reduce 
the misunderstandings and tensions arising from unclear relationships. 
The foreigners arc expected to have influence or they would not have 
been invited in the first place; but the type of influence should vary from 
individual to individual, and from time to time. 

I strongly believe that it is a mistake to apply the label "consultant" 
to all of the foreigners engaged in an educational project such as this. 
This title conveys the impression that all of the foreigners, junior and 
senior, are qualified to advise on top policy issues. The result may he that 
all of them see themselves as chairmen of the board whose views are to 
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be taken with great seriousness by the director. The Americans at these 
two projects expected to have more access to the directors than their 
Indian colleagues, a fact which inevitably wam resented on the Indian 
side. Therefore, in planning these projects it must be made clear which 
foreigners are to have a special rcsponsibility for policy and which are 
to assume more precise responsibilities for research and development. 
This does not mean that the non-policy foreigners must suppress their 
views; they should be given the same opportunities as the host country 
nationals to express their views on policy, but not greater opportunities 
and greater influence. 
One of our major conclusions is that the role of the foreigners must 

change from one phase of the project to another and that it is desirable 
to plan the change rather than leave it to chance. In the early months, the 
foreigners may play a central role in formulating the mission of the insti­
tution, in recommending appropriate models to carry out that mission, 
and in suggesting ways to implement these models. The relative influence 
of the forcigners must diminish over time, and eventually they must take 
a completely secondary role as they are "phased out." In the two Indian 
projects under study, this was understood intellectually but not emotion­
ally, and the process of withdrawal was more confused and painful than 
was necessary. Finally, the Americans saw that the solution was to aban­
(ion all claims to "rights" over these projects and to turn all authority 
over to the Indians. When this was (lone, the communication bet% een 
the Indians and the Americans immediately improved, presumably be­
cause American influence was no longer a threat. 

I would like to add a brief comment on the role of U.S. and Indian 
behavioral scientists on these projects. They were all fully committed 
to the projects and showed great energy and zeal in developing courses, 
in research, and in curriculum planning. My view, however, is that they 
at times permitted their missionary fervor to carry them into doctrinaire 
positions which were not always constructive. My view, as one who is 
not a behavioral scientist, is that action-oriented behavioral scientists 
sometimes work from ideological positions which are contrary to the 
scientific spirit. Extremists of this type often withheld support from 
the leadership unless itcon formed to their models of what was right; 
they became intolerant of alternative mio(lels and occasionally joined 
with some Indian colleagues inundermining alternative ap)roaches. This 
kind of behavior may he destructive, but further research is needed 
before a firm generalization can he made. 

In fact, the whole subject of the relationship between host country 
and foreign personnel requires additional thought. The problem is much 
more complex than the frequently discussed gap between two cultures. 
The Indians in these projects were not of a single "culture." Some had 
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been educated abroad and were sympathetic with U.S. educational mod­
els. Some were more sensitive to hierarchy and nepotism than others.
The Americans also differed in their views. Informal coalitions, there.
fore, cut across national lines complicating relationships. Some Indians, 
at Ahmedabad at least, looked upon the Americans as Supporters in a
battle against undemocratic Indian leadership ani as protectors of aca­
demic frecdom. Those Americans who refused to take a firm stand 
against the Indian hierarchy werc sometimes consideredi defectors from
the movement to reform Indian authority relationships.

If t'e complexity of these relationships is more fully understood, the 
foreigners should Ile able lo plan their roles for grcater effectiveness.
 
This view has been well expresscd by Margaret Mead:
 

The objectivity which combines reslpect for the values of another culture, adetermination to bring about change in ways which promote the mental health of
the population, and a certain amount of ,letachmcnt from the clash of old and 
new values going on within the culture, are invaluable assets which come from
long experience in working with memb~ers of other cultures. Many of the members
of technical assistance teams will not, however, have had that experience, that 
sum total of memories of felicitous suggestions and disastrous mis-steps, of plans
that misfired and plans that succeeded inexplicably, which make up the delicate 
certainty of the experienced expert. 

NOTES 

I- E. D. Learned, et. al., Business Policy: Text and Cases (Hiomewood, Ill.: Richard 
D. Irwin, Inc., 1965). 

2- Ibid. 
3- Margaret Mead, ed., Cultural Patterns and Technological Change (New York: 

18Mentor Books, 1955), p. . 



Project Planning Applications 
Ira L. Baldwin 
University of Wisconsin 

The following discussion is organized around certain suggestions which 
arise primarily from the findings of the Pittsburgh-CIC studies. It is diffi­
cult to give specific credit to one or the other of these studies since many 
of the suggestions arise, in fact, from tile findings of both. In general, 
the Pittsburgh stulies were concerned with the institution-buildilng pro­
cess and the CIC studies with the ways in which technical assistance can 
best be given to an institution-building project. hlowevcr, each study was 
to a degree concerned with these two different aspects of the total pro­
blem. 

The planning process naturally divides into two broad areas: (1) the 
overall planning at the national level which leads to the decision to esta­
blish an institution-building project; and (2) the more specific planning 
associated with the initiation anl conduct of the institution-building 
project. 

As a basis for planning at each stage, the planners must first assess the 
present situation as accurately and completely as possible, and second, 
estimate the changes which will cctur over finite periods of time. There 
is never as much information available as desired. Particularly in the 
developing nations the quantity of the available data is often mcager 
and the quality questionable. In tlie first stage, the planners must have 
enough reliable data tojustify action on the decision to initiate an 
institution-building project. The first decision may well he to secure the 
needed information. Info rmation sufficient to justify tlie establishment 
of an institution-building project is usually adequate for the initial plan­
ning. The hazards of making plans (,ii less than adequate background 
information can be minimized by immediately collecting the vital data 
and maintaining flexilhility in the plans to allow for changes in operations 
based on new information. 

Planning to Determine the Need for an Institution-Builing Project 
Although tlit two stages of the planning effort merge with each other 

in actual practice, at the theoretical level they can be sharply diffcrenti­
ated. The items to be considered in the first stage are fewer in number 
than those of the second stage, but they are of overriding importance. It 
is impossible for a project which should not have been started to succeed, 
with the possible exception that the passing of ';me may correct mistakes 
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in the timing of project initiation. 

Nationalneeds. Institution-building projects should emerge from a 
thorough assessment of national needs and the development of a list of 
priorities. The logical approach first establislics an order of priority by
broad categories such as agriculture, industry, transportation and coin. 
munications, education, national defense, etc. The next step involves 
determining the shifts in resources, men, and moncy which will be re­
quired not only to insure the areas of high priority, but to establish what 
new or improved pI)blic functions and services and what new resources 
will be neeled. Accelerated growth rate will bc achieved only if past
conditions arc in some way changed. Usually this change involves both 
additional resources and additional or improved pubIic services. The 
need for new andi improved services will aimost certainly bc greatcr than 
the available resources can support. Again, an orler of priori ties must be
established. Additional or improved public services or functions call only
be provided through new or rebuilt institlutions. Ins ttutin-luilding

projects established as a resul of' such studies have a good chance of
 
success. They will serve an important national necd. 

Creatingor rebuildinginstitutions. If the desired service or function is 
a new one, there is probably an existing institution with a related service 
or function. If the mission is one d' improving an existing service, there 
certainly is an existing institoti(n. Will the new function or the improve­
ment of the old be better scrvcd by building a new institlitlon or by re­
building an old one? There is never an easy answer to this question.


At this stage in the planning process, it ofteun seems easier to rebuild 
an
old institution than to build a new one. Building a new institution may
necessitate liquidhating the old to avoil undesirable dtuplication. It is 
lifficult to buill it strong, vigorous, and effective institution; but it is
 

also difficult to liquidate an old institution which has outlivcd its useful­
ness. 
At the stage of actual institution Iilding, it is usually far more 
difficult to rebuild an old institution with th necessary changes in doc­
trine, program, and structure than it is to build ianw insti tition. Staff 
members quite naturally view the disruption ,,f establishcd doctrines, 
programs, organizational patterns, and habits as a threat to their security. 

Long-term nature of institution building. lIstit ion Iuilding is a long­
term process and should not be started without a full realization of this 
fact and a strong coinmitncnt by the hst country. A (donoir country or 
agency should not offer technical assistancc unless it is willing to make a 
strong and long-tcrm coimmitment to, the project. Under appropriate cir­
cumstances, however, ,,ie-time capital assistance by a foreign lonor to 
an institution-building project may lbe useful. 
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Examination of past institution-building projects which have received 

U.S. technical assistance indicates that, with few exceptions, ten to fif­
teen years of operation should be considered tile minimum for satisfac­

tory results. A few examples of apparently successful technical assistance 

efforts in institution b1uilding with five or fewer years of operation can be 

found. The far more common result of short-term technical assistance 

has been the failure to give the host institutiot any permanent help; in 

many cases, positive damage has been done by short-term technical assis­

tance efforts. Both host country and donor country shouhl le (leeply 

committed on a long-term basis before starting an institution-building 
project. 

Donor Country or Agency Role at This Stage of Planning 

Both the host country anl the donor country or agency are inevitably 

concerned in the planning of the institution-building project. lowever, 

in some cases the host country has reached a decision to establish an 

institution-building project before the prospective donor country or 

agency is aware that such action is contemplated. In this case, the pro­
spectivc donor imiust conduct its own planning and evaluation studies to 

determine whether it should join efforts with the host country on the 

particular plroject. In other cases, a lonor may indlcpenlcntly carry out 

planning studies which lead to the c,,nclusion that the host country needs 

a particular institution-building project, and then ,lffer to provide the 
host country withi a large icasturc of support ftr stuch a project. Rarely, 

however, is such a proposal mnade in an open fashion. Offers of assistance 
have often cncouragcd h,,st govermnents to engage in projects in which 

they had little genuine interest, usually doomed to failure regardless of 

their intrinsic worth. Fortunately, in most cases, the host country and the 

dontr country or agcncy are aware of the other's ideas, at least in a 
general way, at an early stage in the planning process. 

Even where there is joint participation in the decision to proceed with 

an institution-liding project, there is not always joint agreement, either 
actual or apparent ; and applarent agreement often dhoes not represent 

actual agreement. Joint planning will not always secure complete agree­
ment on all items, iu t it does provide the coitinuing forum which is a 
prerequisite for establishing confidence ailid actual communication. Of 
course, joint planning may feimonstrate that the ,Iiffercnces between the 
host and donor arc so great that abandonming either the institution-build­

ing project itself*or the donor's technical assistance to the project is 
desirable. If such differences do exist, the sooner they are discovered the 
better. 
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Improving Technical Assistance Efforts 
All who have studied the situation agree that efforts should be made 

to improve the quality of our technical assistance efforts. The U.S. 
started its technical assistance efforts with little knowledge of the pro­
blem and with little relevant experience; predictably, some of the early
technical assistance efforts did not succeed. Perhaps we should have been 
surprised at the many which were at least moderately successful. Over
 
the years, we have learned much about technical assistance efforts.
 
Unfortunately, we do not always 
use what we have learned. Three areas 
need attention. First, projects shouhl he designed to attract the most 
competent people. Second, overseas workers generally need better orien­
tation in technical assistance than they have been receiving. Third, few 
U.S. institutions which now conduct, and will be askcd 1() conduct,
technical assistance projects arc adcquately pircl)arVed for tile task.
 

To counteract the inherentt di [ficll 
 tics of any such project, it is neces­
sary to establish certain. guidelines, to diefinc who tocs what, how, when, 
anti where, and to determine how and whien needel resources are to be

supplied. Thus, strategic planning is crucial to the success 
ofI institution
 
building. The men and institutions dedicated to a project must be given

the opportunity and tle icans to 
overcone the obstacles which can be 
foreseen.
 

The Value of the Model 
The 11 model provides a useful framework around which the institu­

tion-huilding project can be planned by insuring that certain important
factors will not lieoverlooked, lowever, the model only characterizes 
the areas illwhich lrobhlems will occur; each case prsetlits its 4)Wli prob­
lems and each must find its owl sdhttioiis. The ease of the modlel in plan­
ning gives a degree of protectin against tuforeseen prioblens. '[lie model 
is extremely valuable in its p~resent form and should be widely used by
those concerned wit instiltlti,,i bumilding. Neverthcless, futrthcr research 
can be expcctedl to,bring refinements aInd imphrovements. 

Certain findings of the CIC study have been ,issuned to have universal 
validity even though they were (lerive(I from a study of a single class of 
institutions. I hope that those with wide experience in areas other than 
my own will give their opinions about ime universal validity (f these 
findings. 

(D.C., 48.58) 



Goals and Strategizing 
Melvin Blase 
University ofAlissouri, Columbia 

The IBanalytical framework is merely a means to an end and not an end 
itself. It is only worthwhile if it provides insights into improved methods 
of project planning and implementation. Therefore, attention should 
turn to the question of how project plans can be formulated with the 
assistance of such a conceptual model. 

Aniapparent consequence of using tile model is the tendency for host 
institution personnel to focus initially on flow inputs rather than on sys­
tem outputs, an orientation which must be changcd if institution building 
is to be meaningful. That is, host institution personnel are receptive to 
having technical assistance teams primarily lbecause of the availability of 
the additional resources proviled by the donor. But in many cases they 
do not realize the consequiences of changing the output of the system 
over time and, thus, the very nature of the institution itself. Technical 
assistance personnel involved in the project planning process will almost 
invariably find that their counterparts have much inore ,Iifficulty per­
ceiving the ends (lesireI han the means for bringing them about. 

This difficulty brings us to the first essential element of the project 
plan: the identification ,tofintertemlporal goals with respect to the output 
of the host institution. If institu tion building is to occur, a clear under­
standing of the goals of the system must bc achieved. The identification 
of multilaterally acceptable goals is a time consuming process. Ilowcver, 
within the first year or eighteen months some understanding of output 
goals should eelrge. If no comn,,n agreement can be found at this point, 
serious questions c'onccrning the contintation of the technical assistance 
effort should bc raised. 

Once a set of agreeable goals has been reached, the implications of the 
changes can be it aced throughout lie system. One 'fthe objectives of 
this system is to use conventional l)rincilples of economics in determining 
resource allocation. Those trained in eco:,nomics will recognize that we 
have conceptualized ;amnlti-proluct, mnlti-phased, multi-lateral produc­
tion unit. What is sugg.sited is that iIc t chnical assistance team disturb 
the host institultil's cquilibriiui with iesl),ct to product mix. Subse­
quent points (all then be idecntified on the production functions in sub­
system B and subsystem A. In laymiu's terms, this process involves the 
following steps: (I) changing preferenccs of decision-makers with re­
spect to the outputs of the system over time; (2) identifying necssary 
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changes in the production of the services of the functional characteristics 
in order to reach the newly identified output goals; and (3) identifying
the changes required in the flow and stock of resources in order to alter 
the production of functional characteristic services identified previously.
In most instances this process can be done in a number of ways, col­
firming the need to prepare a strategy for goal accomplishment, i.e., 
institution building over time. 

In reality two strategies are usually needecl in a technical assistance,
institution-building effort. The primary strategy muist le developed
jointly by the technical assistance team and key dccision-makcrs in the 
host institution. The other is a variation of' this strategy in tcrrns of its 
implications for the technical assistance team. F,,r example, personality
conflicts among key host institution personnel which represent a primary
constraint to developing an institution obviously necessitate action by the 
technical assistance team. If host insLititin (ccisi)n-miakcrs cannot 
agree in the solution, the team's strategy cal hardly be tmultilateral one, 
nor can it be puiblicizecd. Nevertheless, some strategy will be required to
 
avoidihamstringing the project at this point.


Before discussing strat egy as an 
,aspect of project planning, the term 
needs to be dcefinl. Strategv, as usedlhere, is iset of predetermined
actions designed to accomplish tgiven goal. While strategy is a necessary
element of' project planning, it canno0t scrve all situations. Institution
 
building must he done ill
the presece of' inany stcochastic variables, so a
large (lose of pragnmatism is required as well. This does not negate tile 
need for strategy, but rather emphasizes thfat it nlist be frequently re­
examined and updated. In all to 
many cases technical assistance team,;

have attempted to "fly by 
 tle seat f their pants" with disappointing
 
resuts for all concerned.
 

In addition to goal dcefinition, anotlher emphLsis is the intcrtemporal 
nature of institution builcing. Since instittitional change per unit of time 
is probably the best spdcomcter toIuse in gauging progress, explicit
attention shouild be focused ()I the time cleinciit itself. Vith ile use of'
 
the Program 
Eli ation ancd Review 'lechn iqcue (I'iR'I'), tile timing of 
both the strategy as a whole and its variotis conpoien ts can )e consid­
ered. That is, each component of the strategy should he identified with 
regard to the acticoni to he taken and tlhe estimated time required for its 
completicn. Il light of' the i)rooal)ilislic naturc of' Ilisc liic require­
ments, the P'ERT proccdtirc of weighing activity times by optimistic, 
pessimistic, and miost likely estim ics has considcerahle valhe. E;ch of'these, in lurn, call he fitlled into the total systemll so that expected con­
pletion times can Ile idcentificd. At the same lite the components are 
being fitted into the entire ilimc.l-hased system, responsihilies of the 
host institution and teclnical-assistance teams can be identified. The end 
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result of this systematization of strategy selected will result in: (1) agree­
ment about project goals; (2) agreement about responsibilities for achiev­

ing project goals; and (3) time estimates for completing the components 

of the total strategy itself. 
Thie type of detailcd activity suggested above is not a definitive strat­

egy; rather, it should 1w continuously reexamined to determine if (1) 

superior alternatives are available for the accomplishment of plan objec­

tives, and (2) changes in the availability of resources or inputs into the 

system might alter its optimization. Opportunities should be regularly 

scheduled for both host institution and technical assistance personnel to 

reexamine goals and strategies to make the project plaul more meaning­

ful. 
There are no merous implications of this analytical framework and the 

resulting project plan. Only one will ble used as an illustration. In the 

past, personnel requircmenits for technical aissistance teams have charac­

teristically been identified by disciplines. The above conccptualiza tion 

suggests that (lisciplinat y orientation is merely a means to an cnl. That 

is, if a technical assistance person is rcquested in a given area, compet­

ence in that area may provide him a lcgitimate opportunity for both 

working in his discipline and contributing to the institu tion-building 

process. IHowever, if that person merely continues to do the same kinds 

of teaching, research, or extension activities that Ile has been accustomed 

to performing in his home institution, the institut ion-building process 

will be left largely to chance and intuition. If, on the other hand, the 

technical assistance person understands the institution-building process, 

he will realize that his primary objectives are not the same things that 

gave him legitimization. In bricf, tcclnical assistance teams need to be 

composed of individuals who are both rich in the substance of their 

discipline and sophisticated with respect to institution-building tech­

niques. 
(Utah, 126-128) 



Role of Practitioner 
D. Woods Thomas 

InternationalProgramin Agriculture, PurdueUniversity 

With respect to the group of concepts constituting the theoretical institu­
tion-building models, two things have become quite clear. First, these 
models have stood up well under the confrontation of experiences and 
"data" provided during this conference. They provide an analytical 
mechanism that can be highly useful when sorting the many phenomena
involved in institutional development. They also provide a framework 
for assessing types of individual and aggregate behavior that otherwise
 
have been difficult to handle. However, while the models have proven
 
their utility, they have not met ,il of our dcmands.
 

Secondly, it appears that the practitioners of nivcrsity development 
have found the currcnt stage of theoretical development lacking in spec­
ificity and operationality-the models are limitcd in dCfinition, identifi­
cation, and measurcmcnt. lere, I would make three observ'ations. One
 
is that practitioners hold expectations and aspirations far greater than
 
any theory is likely to embrace. Theories designed to explain complex

human and institutiomal behavior seldhin, if ever, account 
for all variabil­
ities. Fortunately, the explanatio of' such variability is not necessary
for the constructs to bc useful. A second point is that practitioners
 
should not expect a thcory to be capable of handling each specific phe­
nomenon 
they encounter. Rather, the practitioner must modify, adjust,
and expand the general theory to fit the particular phcnomenoll with 
which he is concerned. ''his method may require such things as the dis­
aggregation of broadly (Icfined variables in to more careful and precise
definitions, or the construction and testing of concepts specifying the 
functional relationships between such variables and exlpectedl changes in 
universities or other institutions of interest. Finally, it may be necessary 
to develop means of quantifying variables in order to inake the theoret­
ical models operational. 

The foregoing analysis emphasizes my first comment on the practice of 
institutional development. Efforts to bring about change in educational 
and research institutions would seem to provide a unique laboratory for 
evolving, testing, and re formulating theory. Because expcriences have 
not been adequately reported, much of the potential contribution of 
past activities to this purpose has been lo,'t. The same is true of many
such efforts currently in progicss and could very well bc true of future 
programs. It is my belief that each activity should have a built-in 
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mechanism to permit the expansion of verified knowledge about the na­

ture of this most fundamental process. Payoffs would be extremely great, 

not only to this specific area of concern, but to a wide range of problems 

associated with bringing about desired change in all social institutions. 

Another significant fact which has surfaced in different ways is that 

both the theoretical and empirical knowledge about institutional develop­

m ut are little understood and little used by those engaged in the pro­

cess of changing the world's educational and research institutions, repre­

senting a major limitation in our joint efforts to meaningfully expand the 

research and educational capacity of the world. That is, we have not pro­

vided for systematically acquainting ourselves with what is known, both 

conceptually and empirically, about the process in which we are engaged. 

In my view, this has been and continues to be 11major failure on our part. 

It is a situation that we cannot allow to continic. It clearly suggests the 

need for a major educational effort to provide all those ergaged in these 

activities with adc'luate knowledge about the phienomena with which 

they are working. Failure to take aggressive, positive action to ameliorate 

the situation will constitute negligence of a most serious ordCr. 

Tie entire exercise of university development, both theoretically and 

practically, isconcerned with the process of deliberately bringing about 

change in the nature of an institution, a process which assumes a set of 

rational goals for the institution. Consequently. there must be a compre­

hensive strategy which will stand a chance ,reffecting the change. It 

follows that the question of strategic courses of action and reaction is 

central to the entire process. 'rhe CC-AI) study pointed out the dearth 

of well-conceived strategies fHr reaching the desired goals of insfitutional 

development. This workshop has oil, c again demnonstrat,.d (a) the signifi­

cance of such strategies, and (b) our lack of conceptual mid empirical 

knowledge about this aspect of' the dcelopmcit process. It scemns reason­

ably clear that ile technical assistance-institutional (lvelol)lnt:nt com­

plex, as now known and practiced, involves several kinds and levels of 

strategies. For example, it involves questions of appropriate iltcrpcr­

sonal, inter-instit t ional, and inter-country strategies, 01(d the several 

permutations of these sets. Yet we have done very little to conceptualize 

and test the !iinds of strategic behavior involved in this process. I would 

argue that this particuila element of the process deserves and demands 

far greater attention, both theoretically andl operationally, if the mu­

tual ends of host countries andl asisting nations arf. to be effectively 

attained. 
The theory of institution building considers the issue of an institu­

tion's environment. To succeed, practitioners of institutional develop­

ment mrust recognize, and in some way account for, the social, cultural, 

economic, political, and physical environment of the institution. Effec­
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tive institutional development activities presume near perfect knowledge 
of these environmental factors. Yet many such activities continue in a 
state of imperfect knowledge about the environment, and make little or 
no systematic provision for perfecting that state of knowledge. There is 
only one way to expand knowledge about an institution's environment­
through systematic research. The implication here is quite clear: all insti­
tutional devel.ipment ought to allow for an assessment of its impact 
upon the institution's environment to the point where the value of addi­
tional environmental information no longcr justifies the additional costs 
of investigation. 

Another subtle but pervasive element important to the practitioners 
of institution building seems to have permeated many of the papers and 
discussions. This element consists of (a) the importance of raanagement 
in the efficient change, growth, and dcclopnicnt of educational and re­
search institutions; ainld (b) the dearth of' managerial information and 
training and, more specifically, personnel capable of providing this most 
crucial of all inlj .ts. It is imperative that specific attention be given to 
the decision-making functions associate(d with the management of e(­
ucational institutions and technical assist:mice projects a sisting in the pro­
cess of institutional development. Managerial processes can be rcsearched.1

Management can I)e taLght. ligh )ay)offs resulting from managerial re­
search have 'wen demonstrated in other arenas. There is no reason to 
question the high ralt s which will accrue to well-conceived and properly 
conducted research and educaiOll programis in tlese situiati,,ns. 

Let me make onc final comment with respect to the theory and prac­
tice of ins titutioal development. Attentio1 has beci largely focused on 
the individual institution, an important and wor' hwhile concern. flow­
ever, I was impressed with suggestions that all the needs of the develop­
ing world can hardly be met, even if we enjoy perfect success in the 
micro-elements of institutional develolment. The problem, of course, is 
creating an instituti,,nal framework whereby requisite scientific and 
educational capacity might be brought to bear on ther problem of the 
developing nations. The existing international institutional mncranisms 
are entirely inalequate. The implication is clear. A major job of "insti­
tution building" still remains to be (one. It seems imperative that "insti­
tution builders," both theoretical and applied, focus on the problem and 
get on with this crucial aspect of the "work of the world." 

(Purdue) 



Evaluation of Progress in 
Institution Building 
William N. Thompson 
InternationalAgriculture Program,University of Illinois 

My pleasant task is to share the experience of using the institution­
building model as a framework for evaluation, euphemistically referred 

' ' 
to as "assessment of progress. 

The so-called "Punjab Agricultural University Evaluation Project" was 
conducted from November 1969 to March 1970 by a Joint Indo-Ameri­
can Study rean of which I was one of four members. This team was 

appointedl by the Government of India with the concurrence of the In­
dian Council of Agricultural Research an-I the United States Agency for 

International Developnent (All)). The team was external to the institu­
tion being evaltiated, but thcrc was full concurrcncc and support among 
the top leadership of PAU on the desirability of the project. 2 

The primary objective was to develop a procedure for assessing pro­
gress of the several agricultural universities in India being established with 
the assistance of All). Since PAU was used as a case study in developing 
the evaluation mct hod, an important seconlary objective was to evaluate 
the progress of PAU. Reports on each of the two objectives were pub­
lished by the Indian Council of Agricultural Research in April, 1970: A 

Mettiod of Assessing Progressof Agricultural Universitiesin India (128 
pages), and The Punjab Agricultural University: An Assessment of Pro­

gress to 1970 (153 pages). 

PAU-Institutional Antecedents 
PAU was founded by a legislative act of the Punjab State government 

in October 1961. The lPubjab is a small state in northwest India with 
an area of al)proximately 50,376 square kilometers and a population of 
about 14 million, some three-fourths of which is rural. Since 1967, high­
yielding varieties of wheat and bajra have been widely adopted in this 
area. At the time the univvrsity was created, the Punjab State included 
what was later to bccomei Haryana State (1966). The university began 
with two campuses located on the sites of agricultural colleges that were 
transferred to the new university: the College of Agriculture, Ludhiana 
(Punjab), and The College of Veterinary and Animal Scicnce, llissar 
(laryana). A third campus was added at Palumpur, in the territory of 
limachal Pradcsh. 
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When our study began, it was known that the Hissar campus of PAU 
would soon become a separate university, which occurred in early 1970. 
The Palampur campus was to be associated with a university in Ilimachal 
Pradesh. Our evaluation was therefore confined to PAU at Ludhiana, serv­
ing the reorgan;zed Punjab State. 'he importancc of this institutional
 
history cannot be overemphasized. 
For example, all work in veterinary 
medicine was located at lissar until November 1969, when a decision 
was made to establish a new College of Veterinary Medicine at Ludhiana. 

Although PAU was created in 1961, its institutional roots have dievel­
oped over a longer period of time. For example, to the question, "When 
was your department founded?" the head of the Soils Department re­
sponded, "1909 at Lyallpur; 1962 in the PAU." I [is office was lined with 
the pictures of those who had servel as department heads, beginning in 
1909. 

Upon partitioning of the Indian subcontinent in 1947 to form India 
and Pakistan, there was a mass migration of non-Muslims from tha area 
that is now West Pakistan, including faculty members and students from 
the old Punjab Agricultural College at ,yalll)Ll and the Punjab Vcterin­
ary College at Lahore. A facility for the continuation of the students'
 
educaiion and professional employment of the displaced faculty 
was
establi:;hed at Khalsa College, Amritsar (India Plunjab) in November 
1947. In June 1949, the Agricultural College was moved to a rented
 
school building in Ludhiana. In early 1950, 500 acres of land at the edge

of Ludhiana was allotted for a permanent hone for the college. This area
 
was taken over by the college in 1953, and tie building that now houses
 
the College of Agriculture of' PAU was started in 1955.
 

About the time the new building was occupied, the principal of tile
 
College of Agriculture was given the additional title olJoint Director
 
of Agriculture, while some of the research officers of the State 
 )epart.
 
ment of Agriculture were moved into the laboratories and offices of the
 
building and provided with research lanl oin the college farm. A block of
 
10 villages in the LIudhiana District was used as a labora tory for training

students in extension methods. Extension advisory committees incluled 
farm people, and(the college sponsored farmers' days on campus as early 
as 1956. 

This College of Agriculture was transferred to PAU upon its creation 
in 1961. At the same time, all agricultural and veterinary research was 
transferred from the state government to the university. The act creating
PAU also provided for shifting the extension functions primarily of an 
educational nature. Thus, prior institutions showeml the integration of 
teaching, research, and extension education functions- an idea that is a 
major element in the doctrine of the Punjab Agricultural University 
as well as the other agricultural universities in India. Study of the 
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antecedents of PAU also reveals the spirit of determination of the Sikh 
agricultural leadership that migrated from the Western Punjab. 

PAU-A Brief Sketch 

Though colleges offer resident instnction in agriculture, primarily at 
the undergraduate level, PAU is the one agricultural university in Punjab 
State with responsibility for undergraduate and graduate instruction in 
agriculture, veterinary melicine, home science, research, and extension 
education. 

PAU began with a College of Agriculture, with other colleges estab­
lished as follows: Basic Sciences and Ilumanitics, 1964; Agricultural 

Engineering, 1965; 1homc Science, 1966; Veterinary Medicine, 1969. 
Bachelors degrees are offered in all colleges except Basic Sciences and 
lumanities. Undergraduate enrollment increased from 779 in 1962-63, 

to 1,437 in 1969-70 (see table). Graduate students increased from 118 to 
383. In 1969-70, MSc degrees were offered in nineteen (epartments and 
Phl)s in fifteen departments of the Colleges of Agriculture, Basic Sciences 
andl lumanities, and Veterinary Medicine. The MSc legree was also of­
fered in Agricultural Engineering. In 1969-70, sixty-one stulents came 
from n eiwforeign countries, with the largest numel)rs from Nepal and 
Malaysia. All undergraduate stulents have practical field training pro­
grams in addition to classroom and laboratory work. The university is on 
a trimester system with internal examinations. 

Faculty members are employed full time. The number in all ranks 
has steadily inraleased from 198 in 1963 to 560 in.january 1970. Staff 
housing on campus is provided for 3 19 faculty members at a rent not 
exceeding 10 percent of their salary. Additional housing units are under 
construction. 

About 40 percent of'PAU's budget is spent on research in some 800 
projects. There is heavy concentration in plant breeding, field crops, 
soils, veterinary medicine, and horticulture. There is a 1,203-acre re­
search farm at Ludhiana and seven regional research stations with 1,195 
acres. The research of graduatc students is made an integral part of the 
research program. 

The extension education program with about 10 percent of the bud­
get is carried out through the Agricultural Infformation )epartment of 
the College of Agriculture, wit h responsibility for release of information 
and recommendations; a training branch of the l)epartment of Extension 
Education which conlucts short courses for agricultural leaders; and an 
off-campus Farm Advisory Service which promotes the use of new meth­
ods and materials. There is a close working rclationship with state gov­
ernment pcrsonn,1'l who have -he major responsibility for disseminating 
information from the district level to the farmer. 



ENROLLMENT OF STUDENTS AT PAU BY COLLEGES AND YEARS, 1962-63 TO 1969-70 

1962-63 1963-64 1964-65 1965-66 1966-67 
BSc Agriculture 

BSc Agric. Engineering 

BSc Home Science 

BV Sc 

779 

-

.-

806 

-

-

810 

-

-

819 

119 
922 

214 

25 

Total Undergraduates (779) (806) (810) (938) (1,161) 
MSc Agriculture* 

MSc Agricultural Engineeing
MV Sc....8 

114 

-

172 318 

-

244 

-

202 

-

M
Total MSc 

c--

(114) (172) 
-

(318) 
-

(244) 
-

(202) 
PhD Agriculture* 4 3 17 35 41 
PhD Veterinary Medicine 

-
Total PhDs 

Total Graduates 

(4) 

(118) 

(3) 

(175) 

(17) 

(335) 

(35) 

(279) 

(41) 

(243) 
Total Students 897 981 1.145 1,217 1,404 

*Includes postgraduate students in departments of the College of Basic Sciences and Humanities. 

1967-68 

866 

229 

58 

-

(1,153) 

305 

-

-

(305) 

53 

-.. 

(53) 

(358) 

1,511 

1968-69 	 1969-70 

925 931 
267 237 
90 136 

- 133 

(1,282) 	 (1,437) 

262 	 257 
-9 

- 8 
(262) 	 (274) 

69 	 99 

10 

(69) (109) 

(331) (393) 

1,613 1,820 
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The PAU physical plant has greatly expanded since 1961 when the 

only major building housed the College of Agriculture with 109,000 

square feet. Office, classroom, laboratory, and library space has been in­

creased fourfold; there are dormitory facilities for 1,350 students, staff 

quarters for 319 faculty members, and conference facilities for 250 per­

new construction was under­sons. When I revisited PAU in March 1971, 


way for the College of Veterinary Medicine and additional research fa­

cilities.
 
The budget of 'AU increased from 2,325,269 rupees in 1962-63 to 

39,335,556 rupees in 1969-70 (for all three campuses). About 80 per­

cent of the funds are received from the state government, 10 percent 

anl tle rest from a number of sour­from the India Central Government, 

ces including U.S. P1,480 funds, and Ford and Rockefeller Foundations. 

The Ohio State University (OSU) has assisted in the development of 

PAU through All) technical assistance contract. Ohio State began this 

assistance in 1955 to five cooperating agricultural and veterinary institu­

tions in Punjab, Rajasthan, Ilimiachal Pradesh, and l)elui states. Trhe 

group leader :nd s vcr;dl technical specialists were located at the Govern­

ment Agricultural College at Ludhiana. Assistance included planning for 

the new agricultural university. The OSU effort in the Punjab was con­

1961. Since then, eighteen OSU faculty memberscentrated at PAU in 
have served at Ludhiana. Participant training has been received by sixty­

five staff memibers (since 1955), twenty-six of whom are PAU faculty 

of the others hold responsible positions in govern­members, while most 
ment or in other univcrsitics. The Ford Foundation, through the OSU 

I)epartment of Agricultural Enginccring, has assisted in the development 

of the College of Agricultural Engineering. The Rockefeller Foundation 

has provided stibstantial support to PAU for a variety of purposes: de­

vclopment of tlie main research station; puchasc of books, periodicals, 

and equipment; prcparatin of architectural and -,t uctural plans for the 

honc Science; and travel grants and fcllowships for facultyCollege of' 
members. 

The Elvaliation Method and Framework 

With this background of the university used as the case study for 

developing the evaluation method, we can now proceed to discuss the 

method. 
We visualized that the development of a method for evaluating the 

lndiau agricolttiral tuiversitics woull require designing a proposed 

method, (esting the nethod, and then modifying it on the basis of ex­

perience gained in the testing process. The limitations of testing the 

method at only on, university were recognized; however, it seemed 

preferable to make an in-depth evaluation at one university instead of 
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sacrificing intensity by testing the method at two or more universities. 
Given the time constraints, this proved a wise decision. 

The evaluation method was designed to give depth of understanding of 
a university's progress, its strengths and weaknesses, and its potential for 
future service to society. l)evelopment of the method, the evaluation of
PAU, and the preparation of reports required about twelve mhan-months 
of time spread over a period of four and ,,me-half nonths. Two team 
members spent four and one-half mtonths at PAU, and one team member 
spent three months. The other member joined the team at PAU for proj­
ect planning, interviews of university adhninistrators, and preparation of 
reports. Future evaluations using the method that has been developed
 
will require less time; however, it must be ciriphasizetl that this type of
 
evaluation cann(ot be dloe in a few days.
 

The method was developed to evaluate the progress made by the entire 
university and its structural components. It (loes not focus oin the effec­
tiveness of the All) contract project or tlher technical assistance efforts. 

7"he Ealuatiot lrimiezwork. The Esnlial-1lUise inst it (tion-l uilding
model was usel as the coilc)t(.llal frame'work 1'0r tle ('valuation ILecause 
it W-is tlS L1gIt) O ticlht' hc;:t a1vailableh Set (1 guitlulict's oI1 assessing 
progress in an agricultonl university. As tihe elcmnts 44 this framework 
are well known to the l)articipaiits in this coifderc-:c, it is not necessary 
to define andl discuss tile institutioin varialblcs, (ix., resources, structure, 
program, lea(ltrship, and doctrine) and the Iur typts o tnviro i-ental 
linkages (enabling, flunctional, normativeand dilfused). Nor should it be 
necessary to rceniphasize the imiportantce of tile relalionships between the 
institution and the environ inelt. 

CriteriaandstandardsJar assessingprogrcss. IwlB model provides a 
framework for evloatii in that it idlh'itifics the broad categories of insti­
tution variables and types of tCiviroimnmtciati' linkages. Ihowcvcr, it does 
not specify the d(etatils of the. variables and linkages significant for a par­
ticular type of institution. Neitlr d es it specify criteriai ttestilg

whether an institution is making all 
 icc'eJ the degrce o)f progress. 'T"o 
illustrate, the "program'' variable suggests ioclegradiate teaching, grad
uate level teaching, research, and extension education as programs of' an 
agricultural university. But lhait crittriai should be used tojuilge Ote pri­
ority given to each of tie four programs a i(I to aissess lht progress of 
each one? What is Ihe( dcsirable internal struiclirc t;r agricultural uni­
versity? Andi how does ont judge wht her a t eltale progress is being 
made toward attainme'nt of this stricliore? Siinilr questions arise for 
resources, leadershiii, doctriic , and ciuirounetitl linkages. 

The criteria and standards i)rol)lein is a (iflficuill oie in evaluation. 
The solution to thc problem I(,, tie 'AU EIvalhation Projec:t is shown in 
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"A Method of Assessing Progress of Agricultural Universities in India." 

Chapter 2, entitled "The Agricultural University-Essential Features," 

outlines goals and objectives and specifies the basic elements of an agri­

cultural university under ten headings: university administration; univer­

sity development plan; colleges; departments; tenure an1d promotion 

policy; resident instruction; research program; extension program; li­

brary; and spirit and doctrine. 
A careful reading of the report will show that the PAU Elvaluation 

Team drew from several sources in setting forth the goals and basic ele­

ments, including Govcrnment of India reports that reflect higher educa­

tion policy with respect to reports of conferences of Indian agricultural 

educators. Fortunately, India has an identifiable policy with respect to 

levelopment of the agricultural universities. They horrow heavily from 

the U.S. land-grant university experience. Government reports provide 

guidance not only in terms of the general objective of establishing the 

agricultural universities but also in more specific terms relevant to the IB 

model. For example, the Model Act drafted by the Indian Cmncil of 

university structureAgricultural Research gives guidelines to the states on 

and methods of operation. It A,) ilhistrates tlic functional linkate Ibe­

tween center and state govenmcnt institutions. Several agricultural uni­

versity doctrinal elements are well establishIed in Inldia, although nxt 

unanimously accepted or tunlersto(d., lxamples incldtc thc orientation 

the rural society; the problem orientation of research;of the university to 

integration of teaching, research, and ex tenlsioll; interl A assessment of
 

students; and practical as well its theoretical training.
 

lisclose that the team (Irew on a considerableCareful reading will also 

store of coivcntional and team wisdom in setting ill) criteria and stan­

dards which oftcii remained general and lacked(quantification. Thc most 

lesirable timing of dcvchbping variouis aspects oI the iiistiluition is left un­

specified. Additional work on this type of -v-alutation will ptg some of 

these gaps, but Isirrmgly sUspuco t that soimc ' df rtcom­these apparent sh 

:ngs arc both an inherent andl (lesiril)le part of instituition buillding.
 

The evaltation procedur'. 'Ihe institution-biuilding model and the es. 

sential features or basic elentws providld the broad ouitline for assessing 
f1)1c bWehI1)y the (level.progress of the aguichiltural university. Th'Iis was 

opment of iaplan for gathcring nce.ssary infornation. )ata collection 
and Ag­was planned concurrently with the stt(ly if Indian Govciinmcnt 


ricultural University uhicoicits and reports to establish goals, c:riteria,
 

and standards.
 
in detail ill
The data collectionl and analysis procedures art ,lttlined 

Chapter 3 of the report, and the eight qucstionnaires ate shown ill the 

appendix; details will not be repeated here. The general procedure calls 
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for maximum use of information available from reports supplemented by 
questionnaire data and interviews of department, college, anl university 
level administrators. )ata from faculty and students were (btaifled by 
questionnaires. Observations o canpls activities were madIc, and off­
campus interviews were conducteI. Of'-campus )ersonnel interviewed 
included those res)onsible for rescauch stati(s and extension programs, 
state and center governinl('l flli'irls, re'search and education leaders, 
members of (he university governing b)a(Ird, and farmers. 

l)ati collection was followed by analysis ann iterl)retatioll, decisions 
on recommcndations t bt, mnic by t( evatiatin (in, and report 
j)rpcaratioi. lhl( re-porl illustrates ih( tyle that resilts frorm this type of 

4 
evahlial inli.

Recommindl(Itions Rcstilting irlon tl( i'v',ultation 
The r'lpirt of tir PAl vltiat 1(1l Projc,(t cannot be briefly summar­

ized. It inhcludes an analysis of e y'rymljo lclmnt of lie university and 
the work of each depart mnt. A listing (If Ic fil'teen recommenndations 
with tnivcrsity-wide. Significanc, is uh,ips l; best way to indicate the 
types of recolnmninnItrltions 111t cail Icsnilt iltln such ali evalatition.S 

I ilM fur U/c i, .	 aI. C.rualte t/',,% 4,1 e' ] I 1 rutgtio II is ictininviti(h.( that 

m l 

tlot of Riescar I l l ir l(1 f . 1 I mtllsitlt.II is ttiitttdetd ilti this po((si replate the 
post (to 441Ioiftlgl.ltt.nll ', idtlts. I lii t t44(o ilt I tttpor .ihlitl. 5ile guide­
linies for Isc r ctis and 

post of Dilvl ft I dl'itt lti t ion (t,i it-nt l il par %sith ithl post of Dircc­

llpiig .i st.itctnI lit ipo it1i Ittins oi It( 1](1W po0st.
 
T'fI lle Irshtll i , iit lionl4 (4n ll of111IhteJ I'tilit.i1 Xgt litllll.i1 t7IivrI-sily hiaSn4ll
 

kept pa(' with Oir" r 4,i i ,Ittnd ':i1l1 4itlliiiitton , ,i lestil o I te dispirity ill 
etmplibis luiiing lw (,ii ll i of1 %Alesivn4thitei h ni e t r il('StRst.4ge, 	 i t iil rcsilth 

it the f4lth wa of illipthAt oli(1 hr f iritt1 W,45 4t i it l it e. Ihbe54vcr, Ih ti lit. as 
cOfl ()1 ill( (li,ihtl of Il ili tiitth'gridh teiialli l lpoigr.ithi.tri (rttgrhiliills ,ind 
teachiing to , ii grt.aily irelitl tll ocii l. I his, 55(1l- , llitif i4i 4 invii liojis, arek%4 i 

inte'lide'd it) iililtillll. tol this 1.li41.
 

2./hr tt,l the< /lfrct h' t tloti sit (.,ll cI* c.At VAll illegr,11ion oit tc;,.ch­

ing, rrsciari It and4 (-xitlm i i i% ('lltIt i .a it iti iilti l Ill (1elihirandl1 iwepairl­
nciIl Irv ltww. ter, trIe is .i tiil1.ii-iiluj si ti rttlili'tg fromSll( 11,11 Wclli(ss 
lj(k ofI inllegr~iliiii i Oi" 1( ( l ( I II'l di.ins, "husi(tre Iht' 4oot(l(idili, inil inle­
graling hi ii.ls sttottil lilt .nlli itlily i tlotit , Is.h olirc. it is iicllillin'idriI 
that I tIi 	 i 4llt li t I(l ii iial %'titn ilitlily lirt l i Ica 

lii'. 111.Ihti b1(4.44li( lit- Dean If 

llc i.iltt i 	 tiing, rtewcardt And 
exte li ill it s lit , It.4l4of 444 c resptlldi lto 
flet (C'llh-.l !(o Ile lc.m hilig, I( %'c(.llh ,and(t xlitiimi at llitic ofl ill( c f lillnel inl 

iis fepillin itI,i44 - h tr R f lntill. 11(4' 	 .44ll lit,tl (iriiti iit i lt l (i i In­
strutli inli l Iii ill44 l4 l.ilig Ioi ilt Iit mhi tg gl,llllli., Io Iiii i itl rhte fRe­

li'lw.ml mid l ill~r'di (ill 	 )h piolgtimllinv .ltl1% 14 alild It) Ow( D illet l I.Xtls~liolll oil1 

Inilltf s lI'Lilillg 141 ( t'llr'i ll ili t llolli. 

3. 1)et' liop Iiltt V Sfa, 4,ts, Pif it i 1(t pi., I 't re ant:d I'mritltflto , |.( iipn lit|v e and 
uni t aliilig 	 41111J1i1i4( i.iliilli i O 11 lnivclhil 's iieiii inii (iuraging (aldl)ICy 

and produ( I l ict l i rii r', h Irhi ivi styily ihoidh 4levi'lop a iilik y slaidtmcnt 
oln provisions irinide regardinig ataderii rinks, inuiire Ai1 pioirn ion lefore suchh. 

http:li'lw.ml
http:litllll.i1
http:I'tilit.i1
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a statement is finalized, representatives of the faculty at all levels should be invited 
to offer suggestions. This statement should be distributed to all faculty members 
and to new faculty when employed.

4. Make Academic AdministrativePosts Fixed TenurePositions. It is recom­
mended that the positions of department head, dean and director be made tenure
positions, with provision for reappointment or return to nonadministrative aca­
demic posts without salary decrease. This will provide for flexibility ill moving
from administration to academic work anti vigorous leadership at all levels. 

5. Assign Each Faculty Member to Parent Discipline Department.Each teach­
ing, research, antil extension person should be appointed to and budgeted in the 
department representating his disciplinc. For example, all agronomists should be 
appointed in the Department of Agronomy. This will encourage professional stim­
ulation of the individual and provide for efficiency in use of valuable professional 
man-power. 

6. Attach Newly Devcloping Areas to Related Departments. It is recommended 
that disciplines which are expected to eventually grow into full-fledgedldepart­
ments be entrusted to the administration of a 
related departnent until sufficiently
developed in stall froin both tile nubner and qualitv standpoint to justify a sel­
arate departient. For examiiple, physics should remain with inathcmatics until it 
develops the staff and programme th1t would justify a Selimrate departinent.

Similarly, tile NIic rbiology staff might be administered by tlie Department of
 
Botany and lant 'atho logy until ti e (liscipline is well decloped.


7. Delh'gate lIt, lg, IA(harly to Deansand Heads. It is retniicIftlidld that tie

budgets of all I lie tolistituett departments ot 
a college be supervised by the Dean 
of the College to whih tlie )cpartinent belongs. li turn there should be budgetary 
delegation to departinent icad . 

8. Organize R'g dar I"eai hing Sin'inars. It is recoinneicd that teachIing semi­
nars be organized and oltlercd at regular intervals to acquaint new staff members 
with the trimester system, internal evaluation, grading system, use of library refer­
ence tnaterial, visual aids, inetliods of teathing, etc. 

9. Developt'd Depth 1,] .1dmintrativ,'Leader.ship. )epthI in adninistrative 
capability should lie developtid at all levels b enouraging greater taculty partici­
pation and responsilbility ii depiartneli t, ( ollege and university connittces, boards 
and councils. 

10. Broaden Depth olResar h and Extension. 'Tol date, the major research
 
thrust has bcen iti the sopirollutction aica. Conltinued growtli in sornie of the de­
partments whillh ontribute to (rop iroduction, parti( ilarly soils and agronomy,

should lie eni ouraged.I Ihiw-vr, during tie pe.rioid itnn(liately aheail, greater

emphasis should lie given to animal 
 irodul tion, agricullural engineering and home
 
sciel(e. Thus iii( reased ik-veloiient of extensioin and resi-art Ihprogrammes in
 
these three arcis is a parli(tOatly urgetineed.
 

11. A quire,Mor, I.,Lnd 'I o lirvile for luture expansion, it is recommended
 
that additional lainil 4onligiiius to tilt present holdings be 
 cl(uirei. 

12. Improve Cohinti nit ioni with Mtudenitv. It is ri-oi enie il that a median­
ism be developied for ,ilainig sld-rnt opiiiion regarding matters of direct con­
cern 
 to thin, and used to bring about iinlriiveinints iil stuih-nts' welfare and 
academic achievemntts. J1he t onstr( live role that tlie stuilents' welfare organiza­
tion pIlays eeis tole si iupported by tie ll culty.

13. Establish a I'lati oent Serice. It is recomiended that a I'lacement Service
be developed to locale suitable positions for the university graduates and to expand 
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employment opportunities in the agro-industrial sector and in the agenciesserving rural people. This Service can also influence the faculty to reorient cur­ricula to meet the needs of employers.
14. Develop and Fosteran Alumni Association. It is recommended that anAlumni Association of the PAU he organized under tilesponsorship of tileUniver­sity to maintain the link with its graduates. While the responsibility for organita­tion and coordination should rest with the Director of Students Welfare, thecolleges should play an active role in developing and maintaining the Association.15. Improve Record Keeping. We recommended that with the Tables given inthis Report as a starting point, a system of record keeping he devised whereby theprogress of the development and growth of 'AU callbe followed from year toyear. The data recorded should be illsuch form that they can Ibecompared fromyear to year with little effort. Included should be such items as: number of stu­dents and graduates by curricula; number of faculty by ranks, departments andcolleges; financial data on budget, resources and expenditures; research and exten­sion data on a comparable basis from year to year; and ipublications by collegesand departments. The excellent records of the Library should continue to bemaintained. )ata on the agricultural economy of the area to he served should besummarized annaally and distributcd to all segments of the University to serve as aguide in tiledevelopment of lrogramnes. 

Reflections on the Evaluatiol l'XJ)Criencc
 
I have given only a brief review of what 
was doi.e in the PAU Evalua­tion Project. The task now is to reflect on that experience in a way that

will be useful to thiose interestcd ill institution development. 
Is tMe evaluation methodan efi'cthive one? 'To answer this question re­quires another evaluation exercise. ILiving Iecn immersed in the Projectfor five months, I am in no position to argue that I am free front vestecdinterests and biases. The weakness of, testing the nictliod at 
 only one in­stitution hts been pjointed out. An ah-rniative method was not developedand tested. Vith these disclaimers and with conlidence that the method
 can be improved up)on or displaced by a better onte, I slhall proceed to
defend the method as an effective one. What is the evidence?

First, use of the me thod at PAU revealed a necd Ilor majo r improve­ments and resulted in fifteen recoimuniltions of iuiversity-wide signifi.
cance 
which, if' implemented, would lead lo substantial additional pro­gress in (levelopinent 
 of the institution. Each of the elemllts of theinstitution-biiliing framework is involved ill these rec mtmeidatiotis.

These recomnendations were disciussed with the .,AU vice-chancellor attile conclusion of, the study, wvlmo igiced that each 
was wo lly of seriolus
consideration. The repoit also inclildes a large miniber (,Iexplicit anid im­
plicit suggestions to tle leadership oof l'AU. 

That method restlted in recomnncindttions of stibstamitial imlport atan institution generally recognizedi as anmong tlie hest of Ithe agricultural
universities iii India would seem to speak well fir the metlod. Il otherwords, if it is effective at a relatively strong institution, it is likely to be 
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fully as effective in identifying needs for improvement at a weaker insti­

tution. 
Second, the team was satisfied that the method provided insight into 

the current status of and future needs for improving the institutional 

development of PAU. From the standpoint of long-run growth of the 

institution, this may he more important than the specific recommenda­

tions that were made. 
Third, other Indian agricultural university leaders have expressed inter­

est in using the method at their institutions. 'rihe vice-chancellor of on 

of the recommendaticof these universities recently told me that some 

applied equally well to his univcristy, and lie planned to implement tl ri 

The Indian Council of Agricultural Research and All) are encouraging 

use of the metlhod at other universities anti the current plan outlining 

cooperative work between the two organizations provides for evaluation 

of this type. A member of 	 lie PAU Team has headed a two-man team 
one of the Indian agricultural institutes. 6 

using the method in evaluating 

One of the U.S. university team leaders has stated: "The PAU study 

provides a measure of achieveinent of cerlain goals. It has the advantage 
many piece-meal evalua­of being comprehensive. 'T'liere have been too 

tions. S-!veral vice-chancelhors have asked for an cvalwu.ion. '' 

Fourtl,, the Ohio State University has indicated staisfaction with the 

report in terms of its accuracy and identification of significant needs for 

further development of PAU. The report is being used in planning for 

future U.S. assistance to PAU. 
leader at PAU has stated: "The eval-The Ohio State University team 

real measure of the situation. Tle Vice­uation will le of great value -a 

Chancellor will have a mine of information to help in (ecision-making. 

The study presents a balanced viewpoint, and will help him avoid undue 

influence by deans and depart Inent heads. The evaluation will help in 

guiding plans for technicians, consultants and participants. The faculty 

will have qualins about some features, such as the concept of term ap­
' 

pointmcnts for administrators." 8 

Essentialsfrr success of this type of evaluation. 'rle degree of success 

of this type of evaluation depcnds on a number of tihings, among which I 

woull cinplhisize the following. 

1. Administrative support for this type o]'evaluation.This must in­

clude 	not only Support at the top level of the institution but at all levels 

dficcrs, collcge deans, and department heads.in a university-university 

reflect their support of the evaluation to
In turn, administrators must 

faculty, staff, and students. 

2. Understandingof objectives andprocedures. There must be an 

reasons for and objectives of the evaluation, theunderstanding of tlh 
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general method and procedures to be followed, and the type of results 
that are expected. It must be clear that the evaluation is a broad evalua­
tion of the university, not one of individuai performance. 

3. Evaluatorsrecognizedas qualified. Obviously, the evaluation team 
should be competent to (10 the jol, individually and as a team. But in
 
addition, the evaluators should Icrecognized as competent at all levels
 
in the institution. This means that team nenbers must have wide Cx­
periencc in developing the type of institution under study. Experience 
in evaluation is highly desirable, if not absolutely essential for some 
team members. 

4. Adequate time anl other resources. This type of evaluation takes 
time. As a general guide for an Indian agricultural univeisity we recoim­
mended that "four team members should spend about nine laln-months 
...spread over a period of two and (ine-ialf to three nonths." The time 
could be reduced somewhat if some of the basic data were gathered in 
advance by university lersonnel. Suppoiting resources are imlortant for 
the effective use of time: stenographic and clerical assistance, office 
space and equipment, and transportation fr off-canipis observations 
and interviews. 

5. Evaluatorsat lh institution.The evaliators shold live anI work at 
the institution except for tile time needed tostudy Eiikages, institution 
impact, and respect anl sul)porl fIr tle inst ituiioil. By livin g at the insti­
tution, evaluators can make niany in formtlal (Jl)seIvations ani(l condtct 
discussionls that give a "feel" of the institutioins' moralte and spirit-partic­
ularly important in fornling judgnnts )ii the leadership and doctrinal 
aspects of the organization. 

6. lositive recomni'endations. For tlie evah.itIl illt I lIe effective,
 
it must be willing to make positive reconimen(iions for imiproving the
 
institution. It is not sTifTicient to mnerely J)oillt (it llIollenis and leave it
 
to the institution's lealerslip to devise and inl'ri, 11tmIt imlrovcmnents. At 
the same time, time team should not feel recquireid to imake striong rcclm­
mendatins oilevery conceivable aslpect lile' Universityof lmlliversil. 
leaders can lie dependedl (it(lr'iw their (ovni ineiieit'es from a careful 
presentation of' the situition. To lIresent a large iminber (ofrecommen­
dations may (letract froi the snaller lilmnber (If rei(milneialions deal­
ing with major needs. 

7. R)eport on tli' evaluation. FioIit(li Ieginniiingif tie evaluation, 
it should be Ulderstodl that tile evaliators are to reli-t (0i1 lheir work, 
and that the rcplrt is to be available to anyone interested within the 
institution. Tbis understiniig will allhviate fcars that iivcrsity per­
sonnel imiay contribute toi the evaluation but gail little from it, or that 
only a few individuals at tile top level of alninislration will be informed 
of results. It .uld also encourage tile use of tile evaluation, which may 
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expose weaknesses but which will encourage the evaluators to do the 
best possible job within the constraints that are inevitably a part of this 
type of exercise. One can be confident that weakness in findings or rec­
ommendations will be detected by institution leadership and the nec­
essary corrections made prior to implementation. 

Does widespread availability of the report impose serious constraints 
on its content? It certainly does not make it easy to write! If the results 
are to be used to improve the institution, the report must not reflect un­
favorably on particular persons. Can this be done without omitting major 
findings that are clearly associated with, for example, one or two key 
administrators? I think so and would hope that the PAU report would be 
evidence. It may mean that the full significance of some aspects of the 
report are not understood by those unfamiliar with the institution under 
review. It may also mean some divergence of the report outline from the 
IB model. You will note that the PAU report does not have a chapter 
entitled "Leadership"! 

The report should be available shortly after the evaluation is com­
pleted and should be reproduced in the best available form. 

The complexity of the method. Some may look at the seventy-five 
pages of questionnaires in the repot: and conclude that the method is 
overly complex. Could it be done with fewer questionnaires completed 
by fewer people? Why are essentially the same questions asked of dif­
ferent individuals? Could not some of the information be obtained from 
reports? 

The team was conscious of the need to make the method as simple as 
possible and at the beginning of the project hoped for more simple pro­
cedures. It became clear, however, that there is no simple way to obtain 
depth of understanding of a complex institution. One cannot understand 
a university by reading reports and interviewing the vice-chancellor and 

a few key administrators. I suspect that the biggest problems with eval­
uations of technical assistance IB projects lie in oversimplifying the task; 
committing too few resources to it, and developing findings that have 
little positive, perhaps even negative, impact on the future course of the 
university. 

The method is not as complex as it may seem, particularly now that 

the method and procedures are specified. The method does not require 
an unreasonable amount of time of any individual. A good share of the 
data requested from administrators can be supplied by office staff 
members. 

Data compilation can be simplified by having faculty and student ques­
tionnaires completed by a sample of each group; however, there are 
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advantages in using a 100 percent sample. Some feel "left out" if they
are not asked to complete a questionnaire along with their colleagues.
Also, participation in the evaluation is likely to result in better support
of the changes that may be implemented. With clerical staff support, tile 
extra data from a 100 percent sample can be handled without difficulty. 

The 1B model. I have considerable enthusiasm for the IB model as ageneral framework for the type of evaluation conducted at PAU. Know.
ing of no equally good substitute framework, we would have been lost
without it. It provides a set of variables for evaluating an institution. But 
as one uses this framework in evaluating tile progress of anl institution,
he finds that the institution variable and environmental linkage "boxes" 
are very large. For example, the "programs" of a university include manyoutput-producing activities, some of which strengthen the university
directly while others serve clientele groups in the environment. "Resour­ces" include such diverse things as personnel, financial resources, techno­
logies, and legal and political authority. Likewisc, "functional linkages"
of an aLgricultural university comprise a complex network. But if it is re­
cognized that the institution variables and environmental linkages are
broad categories, there are no particular problems in using the institu­
tion-building model as a conceptual framlework for evaluation. It does
indicate the need for specifying the elements within each of the variables 
and linkage categories. 

Applicability of method beyond Indian agricultural universities.The
PAU project focused on a method of evaluating agricultural universities
in India. Could it be extended? Using the IB Model as a framework gives
a broad application of the ge~cral method. Insofar as the "goals, objec­
tives, and essential components" of agricultural universities (as set forth
in Chapter 1 of the report) are applicable to other agricultural universities,
the method should not be limited to use in India. For other types of
institutions, similar guidelines would be needed along with the IB Model
and data collection instruments, and techniques would require modifi­
cation accordingly. 

Externalvs. internalassessment. One might well ask why nine man­
months of time plus supporting personnel and other resources should be
invested in evaluating one institution by an external assessment team.
There are strong arguments for pre-projcct planning, including planning
for review and evaluatior and internal evaluation on a continuing basis
by institution leadership, with assistance of technical assistance agencies 
where they are involved. 

Perhaps the strongest argument for external evaluation is that internal
evaluation just does not get done. There are tremendous demands on 
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the limited leadership in newly developing institutions. Evaluation exper­

tise is particularly in short supply. We have not yet given higher priority 

to this type of work, even in educational institutions in the U.S. 

The type of evaluation done at PAU should not substitute for internal 

assessment on a continuing basis, which would make the task of an exter­

nal or joint cxternal-intcrnal team considerably easier. There are some 

features of an external assessment, beyond making resources available for 

the specific task, that may be important. It may be more impartial and 

objective than an intereal group. Thus the results may have more impact, 

both within tile institution and in the environment. The results and re­

commendations of an external team may have more status, depending 

on the stature of team members, performance on the specific evaluation, 

and the wisdom shown as reflected by the evaluation report. There may 

the part of an internal evaluation group to come to
be a reluctance on 
grips with important questiov due to being so close to the institution 

and its operations. Or there may be sensitive issues that the internal group 

may be reluctant to deal with. There is the possibility that some may be 

over-anxious to become involved in some issues, thereby risking internal 

frictions. 
Internal vs. external evaluation probabiy boils clown to the conclusion 

that it is not an either-or proposition; that internal evaluation is to be 

encouraged to the maximum extent possible within the limits of resour­

ces; that external evaluations have a place where in-depth review of an 

institution is needed for reasons agreed upon by the responsible leader­

ship. 

Maturity. I deleted the word "maturity" from the original title of this 

paper. The PAU Evaluation Project provided considerable time to think 

about institution "maturity." a concept that has been defined as a level 

of achievement essential "to sustain a dynamic, self-generative level of
 

But it must be noted that the term "maturity" was not
performance." 9 


used in either project report. My feeling, after one intensive evaluation
 

is a very elusive concept if one attempts toeffort, is that "maturity" 

apply it to an entire institution, particularly one in a developing nation.
 

Maturity is a moving target, since the environmental demands on the
 

institution change if it is innovative and successful.
 

While the concept of maturity is elusive when applied to the entire 

institution, it bccomes more manageable when used with respect to a 

college or department, to "leadership" or "resources," or to an "under­

graduate teaching program." It also becomes meaningful if applied to 

a particular aspect of the institution's work in terms of some particular 

question such as, "Ilas department X reached the point that technical 

assistance of type A (personnel or participant training or commodities) is 
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no longer essential to a 'dynamic, self-generative level of performance'?" 
The PAU experience emphasized the tremendous range in maturity

of different aspects of this university, an institution but eight years old 
that is glibly referred to by some as well developed. To be sure, some 
departments are well developed in terms of external assistance needs. On 
the other hand, every department in two of the five colleges has major
needs. Some of these variations are due to the variations in priorities that 
must be established in the time phasing of a new institution. Others are 
associated with political changes in the environment, specifically changes 
in the geographic area to be served by thc institution. 

The evaluation method aadtechnicalassistance. It has previously been 
emphasized that the PAU Evaluation Project developed a method of eval­
uating the entire university, not the technical assistance component.
Clearly this method was not intended to, anl (toes not, give any firm 
basis for judging the effectiveness of the technical assistance inputs. One 
could argue that the basic method might be used to focus on the inputs
and returns from AID and other assistance efforts within the total 
university development effort. But this we did not (1o, and I am not in 
a position to argue that attempting to identify results from one portion
(relatively small) of the resource inputs is likely to be a fruitful effort. 

I will argue that the method and the results of its use at PAU provide 
an excellent foundation for planning technical assistance needs. The 
current status of the university is well documented, as are its strengths 
and weaknesses. Those presently supplying assistance are using this
 
report and other knowledge they have to work with PAU leadership in
 
planning technical assistance for the future.
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3- See A Method of AssessingProgressof Agricultural Universitiesin India, Ch. 2

(Indian Council of Agricultural Research, April 1970).
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Council of Agricultural Research, April 1970).
 



92 / Thompson 

5- Ibid., pp. xi-xiv.
 

6- J.S. Patel, and P. Bhattacharya, Institute ofAS Iture, Anand: An Evaluation
 
(October, 1970).
 

7- Statement of Dr. D.M. Thorpe, University of Tennessee, reported in "Proceedings
 
of the Third Annual Conference of the Council of United States Universities for
 
Rural Development in India and Campus Operations Committee" (Columbus, Ohio,
 
19-21 July 1970), p. 44.
 

8- Statement of Dr. Cecil A. Lamb, The Ohio State University, ibid., p. 40. Dr.
 
Lamb was at PAU while the evaluation was conducted and has continued service
 
there to the present.
 

9- J. Thompson, et al., Building Institutionsto Serve Agriculture (Lafayette, Ind.:
 
Purdue University, Committee on Institutional Cooperation, 1968), p. 117.
 



Transcultural Transactions 
Abraham Hirsch 
United States Agency for InternationalDevelopment 

Technical assistance involves transcultural transactions. I have used the 
word "transcultural" rather than the more common "intercultural" 
because the latter term evokes a situation in which two or more cultures 
are involved equally. In technical assistance, the transactions take place
largely in one culture, involving alien advisers from another culture. The 
match is unequal, for advisers meet their counterparts on the cultural
terrain of the host country. They may think that they have created an 
enclave of their own culture, or at least an environment on which the 
transactions may occur largely according to the advisers' prescriptions.
But many technical assistance projects are doomed to fail because the
rules of the game are (quite naturally) those of the cultural matrix of the 
host country and not those that the alien advisers think they have success­
fully introduced. 

Complicating the subject further is a fact that the alien adviscr often 
glosses over: in the less developed countries there may be, and likely are,
considerable differences in the cultural climate from one region to 
another, differences far greater than those encountered in the more 
developed countries. To the adviser, all host personnel may be Indians,
but Bengali know well that they are neigher Tamil nor Punjabi. 

The Character of the Institution 
Westerners, and perhaps Americans more than most, tend to ascribe 

to institutions an identity, character, personality, life, mission, destiny,
self-interest, and gamesmanship all of their own, largely disconnected 
from the people who lead them and function within them. This is a dis­
tinctly Western concept. In other parts of the world, an institution is seen 
as a collection of people who, loyal to a leader, or at least nominally led 
and organized by him, are essentially extensions of his personal power.
(Although Latin American leadership is more personal than in the U.S.,
it is more institutionalized than in Asia or Africa.) The institution assumes 
the character of the power and self-interest of the leader. The staff of 
such an institution are his vassals, his "tribesmen," his "kinsmen," his 
supporters and devotees-they are his, not the institution's. In this sense,
then, institutions as we know them do not exist in most of the less­
developed world. If institutions do exist, they do so much more on their 
terms than on ours. 
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The alien adivser may have come to help develop the University of 
--. ;his counterpart sees hit.. as working on the personal staff of the 
vice chancellor, or the dean of the science faculty, or Professor X. The 
alien adviser perceives Dean Y as the dean of the faculty of education, 
when in fact Dean Y sees himself as a leader of faculty and perhaps of 
students in much more personalized terms than the phrase "dean of the 
faculty of education" would imply. 

Similarly, power is personalized in most other countries more than 
in our own. In the less-developed countries (LDCs), power is still exer­
cised by the man, not by his position. Moreover, in defining who the man 
in power really is, a major role is played by criteria of family, ethnic 
group, class or caste, and relationship to other personalized leaders. 
Thus in the twelve deans assembled around a table in the vice chancel­
lor's office, none of them may be equal in fact, though their institution­
al titles may all be the same. It is quite plausible that one or more of 
them might exceed in power the vice chancellor who is nominally in 
charge. Such discrepancies between real power and formal power exist, 
of course, in any organization, regardless of cultural orientation. In our 
institutions, however, these variations are nearly always based on fac­
tors deriving from within the organization; in the LDCs, the variations 
derive largely from factors outside the organization. 

Where power is personalized, not institutionalized in our sense, it also 
tends to be nonfunctional. It is power for its own sake. It is a situation 
in which every man aspires to be emperor. It is a game in which accre­
tions of power are sought not in terms of function or purpose, but for 
the sake of more power which presumably will lead to still more power. 
Thus it is that in many countries every cabinet minister wants his mini­
stry to have its own motor pool, its own printing plant, its own ware­
house, its own personnel system, its own supply and purchasing system, 
etc. These are all accretions of power and leverages for further power, no 
matter how little related they may be to the basic function to which the 
institution is nominally dedicated. 

Obviously, linkages between institutions are characterized by the 
character of the institutions they link. Linkages in personalized power 
settings tend to operate not through transactions of function but trans­
actions of personalized power. Inter-institutional functional cooperation 
is difficult to achieve. What is possible to obtain is the collaboration of 
two leading personalities who decidi that such collaboration gains some­
thing for each, perhaps at the expense of a third or fourth personality. 

An alien adviser enters this atmosphere of personalized power. An 
agent of institution building, institution building in our sense, may be­
come bewildered, frustrated, and often less than fully effective. He sees 
a game being played but does not understand. He associates the playing 
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field with the rules of tile game as he knows it and has difficulty compre­
hending the behavior patterns of the players he sees. 

The counterpart is equally puzzled. The alien adviser speaks of univer­
sity, department, and director-general as if he does not recognize the 
person who occupies these offices. The alien adviser assumes that there 
can be loyalty to an institution, while in the host country this may be 
perceived as a peculiar aberration, an adoration of a form that has no 
reality and does not seem to exist. 

A further complication results. In the LDCs, there are multiplicities
of institutions which, through their personal leaders, influence each other 
and the rest of the country, but which the alien adviser may have 
access to, and in many cases, may hardly be aware of: the royal family,
the council of tribal leaders, thc head of the caste, the religious organiza­
tion andi hierarchy, the court astrologer, the family councils of the lead­
ing families, the extended family, the leading social club reserved for the 
elite of the elite in the capital. It is in these various arenas of discussion, 
through these institutions and their linkages, that the real decisions may
be made. These are the real institutions, and they form a set of linkages
far more real, far more effective, and far more established than the new 
institutions of which the alien adviser speaks and the linkages that he 
seeks to create. It is in these indigenous institutions that men meet and 
decide. Some of these same men, or their agents, may use the facade of 
institutions in our sense-the ministry, the university, the labor union,
the teacher-training academy, the community development setup, the 
hospital-as pieces in their own chess game. But these pieces arc not
 
really bishops, knights, or rooks; at most they are pawns.
 

The Importation/Adoption Variable 
Tile transcultural transfer of skills is not a new phenomenon. It is 

nearly as old as the history of man's organization into cultural entities. 
From the very beginning, societies have accepted skills from other 
societies and made these skills their own. (By skills I mean any technique 
or technology and the knowledge of how to perform and how to use 
them.) 

However, cultures differ in how they handle this problem. Their 
manner of handling the intake of skills could be plotted on a line, one 
end of which can be termed "importing" and the other end of which can
be called "adoption." Let me explain these two extremes, noting that the 
usual practice seems to lie somewhere in between or uses a combination 
of both. 

Importing skills involves obtaining, in one way or another, persons not 
of the particular society or culture who can perform services for the bene­
fit of the importing society. Means of getting hold of such skill-holders 
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vary from capturing them and enslaving them, paying them for their 
illingness to migrate to the host culture and to work there, enticing 

them to become immigrants who ultimately may at least partially accul­
turate to their new environment, or-more recently-obtaining their 
services through intergovernmental or interorganizational agreements. 

Adopting skills involves inducing members of one's own culture or 
society to acquire these skills, either by sending them abroad or by giving 
them the opportunity and incentive to acquire these skills from those 
who have been imported. 

Most cultures have practiced both techniques at one time or another. 
However, some cultures seem to have a tendency to import rather than 
to adopt, while others tend to adopt rather than to import. The Japanese, 
for instance, especially after the Meiji Restoration, have been great adop­
ters. Until recently, Central Asians-Iranians, Afghans, North Indians­
have tended more towards importing. 

The implications of the two methods vary. Importing can have 
immediate impacts if desired. A country wishing, for instance, to have 
a full-fledged faculty of iclear physics could hire five or ten nuclear 
physicists, and immediately such a faculty would exist at the local univer­
sity. This method isa great time saver. It also enables the importer of 
skills to acquire not just one individual, but a whole team or organization 
which can collectively perform in some established manner. On the other 
hand, importing skill-holders does not result in a transfer of skills. In fact, 
there may be no transfer at all. All that is really acquired through this 
process is the immediate availability of whatever product is desired. 
Presumably, tile society that imports skill-holders feels a need for them, 
but it is not always clear how widely this need is felt or how widely the 
resulting product will be utilized in the host country. Finally, but signifi­
cantly, importing skills requires very little accommodation or adjustment 
to tile new technology and to those that wield it. 

The adoption of skills is a more drawn-out process. Not only is time 
involved in training one's own people, but they often require preliminary 
training before the training process can begin. Adoption also involves the 
decision-often political and always complicated-of whether the transfer 
of skills should occur abroad or at home, and where and how one may 
best acquire the trainers involved in the adoption process. Inevitably 
adoption also requires adaptation, for no process or technology is exactly 
the same in different cultural settings. Last, but not least, adoption also 
involves creating a "system"-an institution and its linkages-designed 
auspiciously to acculturate the adopted technique or technology into the 
host society and social structure.' A knowledge of tile prevailing pattern 
in recent experience in the particular culture is important information 
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to be applied in the design of technical assistance and institution-building 
projects. When a society adopts skills, it must reward those of its own 
who have acquired the new skills. This is a point that project planners in 
technical assistance do not always keep in mind when designing projects­
with the encouragement and agreement of the host government-which 
in some ways penalizes the host country nationals who are to be the 
counterpart personnel. They are penalized (or see themselves as penalized 
or threatened) by being yanked out of their normal occupational pat­
terns or expected career tracks and joinedc, sometimes willy-nilly, to the 
dangerously new project and the institution to which it is to give rise. 
Motivation of counterpart personnel is a key factor in the success of al,y 
project. This is one of the advantages of skill importation. The imported 
skill-holder may serve for a while in a demonstration project, initially 
without immediately involving any host country personnel. After a 
decade or two, perhaps, after the demonstration has been successful, host 
society individuals may feel encouraged and motivated to start taking 
over by acquiring the requisite skills. (As we know, donor countries hesi­
tate to commit themselves for such time spans.) In such situations im­
ported skill-holders and their organizations may have to operate in a 
vacuum for some time. 

Where the technique of "importing" is used, an institution may well 
come about, but it will be isolated from the mainstream of the importing
society anl will largely operate in a vacuum. Linkages will be very ten­
uous, if they exist aL all. Probably the imported institution will have 
really only one line-upward to the particular personality (e.g., a cabinet 
minister) who caused the importation. It may operate in isolation from 
the local culture, unable to establish linkages, unable to transfer any 
skills, leading a precarious existence as a peculiar technological encrusta­
tion, endangered by any change in the political climate. The institution 
will rise and fall with its protector. It may appear splendidly successful 
for as long as he remains in power and continues to be interested in it. 
It may collapse if he loses power or becomes disinterested in its progress. 

Where adoptions take place, the time frame for institution building is 
much greater. Initially, a period of adaptation is required pr,-cisely in 
order to make the new institution an adopted rather than an imported 
one. Adaptation itself in many ways creates the linkages required; or 
conversely, the linkages serve to hammer out the adaptations required. 

Attitudes to the Foreign Adviser 
Societies and cultures vary in their attitudes to the foreigner. Historical 

experience structures the manner in which the contemporary society 
reacts to the alien in its midst, assigns him roles and functions, tolerates 
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him and his ideas, is receptive to his efforts, and is motivated to accept 
what he may have to contribute. Few are the cultures in which xenopho­
bia is rampant. In most societies xenophobia is present, but it is selective. 

Attitudes towards the foreigner affect the alien adviser in many ways. 
For instance, on the Fersonal side, societies vary in their tolerance to 
speakers of foreign languages. In some cultures a foreign language (be it 
the language of the alien or a third language used for transcultural com­
munication) is more acceptable than in others. Cultures vary in the de­
gree to which they tolerate the alien's speaking the indigenous language, 
albeit badly and with an accent: in some societies hc is welcome, in 
others he is an object of ridicule, and his effectiveness is impaired when 
he tries to speak the local language. Cultures differ in their tolerance of 
aliens of different races or ski ' color. Recent or current political factors 

may make aliens from some countries more welcome than others. 
To these variations in attitudes toward the individual alien must be 

added differences in attitudes to ar adviser-any adviser, regardless of 
origin. In many cultures it is demeaning to accept advice, or at least to 

accept it overtly and manifestly. In such cultures, what we call advisers 
are acceptable only if their advice is funneled through complicated chan­
nels, or presented in complex indirect ways through which the origin of 
the advice is lost. 

Combining the variations in reactions to aliens with the reactions to 
advisers, we get a feel for how complex the attitudinal variations to the 
foreign adviser are. Advisers in technical assistance, and would-be insti­
tution builders, must accommodate their techniques to the prejudices 

of the host culture. 
Here is an area that has not been explored adequately, and it is a fertile 

ground for research. Conducting this research is a complicated process. 
Within any national culture there may be variations in each of the factors 

mentioned, and the very conduct of such research may be politically and 
culturally sensitive. 

Where there is antagonism either to the alien-limiting his functions 

and roles within the society-or to the adviser-requiring him to be covert 
rather than overt-it may be desirable to go through a stage at which 
some techniques and technologies are first imported rather than adopted. 

In this manner, a demonstration period is created during which the for­
eigner is less an adviser than an operator of a demonstration institution, 

acting under observation. At this stage few linkages will be created, and 
the institution will be vulnerable. On the other hand, at this stage it may 
also be demonstrated what can be (lone, and a demand may be created 
by the host society. Then the adoption will take place after the neces­
sary adaptations have been made, and real institution building can take 
place. 
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As observed in numerous ex-colonial countries (and of particular 
relevance to technical assistance and institution-building efforts), some 
host societies are reluctant to switch from techniques and technologies 
implanted by the former colonial power to newer ones, urged by alien 
advisers from neithcr the host society nor from the ex-colonial country. 
Americans often have observed, for example, that in a former Britisi 
colony or possession it is difficult to convince anyone to make the 
transition from a 19th century British technology to a 20th century 
American or international one. It matters little in this context whether 
the particular 19th century British technology still survives in England; 
it may have been discarded long ago. What is significant is that, some­
how, the first "modern" foreign technology seems to create a resistance 
to further modernization. In many current technical assistance efforts, 
the problem is not to create a "modern institution" in an indigenous 
matrix, but rather to replace institutions that are no longer modern 
(though they were never indigenous) with one that is more modern. 

This, too, is a cultural barrier. ]low great is the loyalty to institutions 
imported or adopted during the colonial period? Ilow receptive is the 
host society to replacing colonial traditions with non-indigenous, inter­
national, or alien ones? 

Conclusion 
The existence of a great many cultural variables affecting institution 

building (toes not weaken the concept of institution building. In the long 
run, and whatever the intermediary steps, institution building is obvi­
ously the most effective manner in which transfer of skills and technology 
can take place. lowever, when the theoretical formulations of institution 
building are applied, cultural variables that affect it in any given location 
must be considered. In the last analysis, institutions are collectives of 
people; and the characteristics, motivations, aspirations, and prejudices of 
these people are part of the environmental setting in which new institu­
tions are built by foreign advisers in the less-developed countries. 

(Utah, 71-8) 

NOTES 

1- See Abraham Hirsch, " 'Importing' and 'Adopting' Skills," Human Organization 
24(Summer 1965):124-7. 



Host Country Uniqueness 
Jagadis Sharma 
CommunicationsCommittee, 
Royal Palace, Nepal 

In Nepal, the modern concept of institution building dates from the early 
1950s. The introduction of this concept resulted from political change 
with tile advent of democracy after one hundred years of isolation. Some 
of the new institutions were an independent judiciary-the public service 
commission and the planning commission. 

It would be worthwhile to consider the setting of these new institu­
tions. Although political change had occurred, the setting remained tradi­
tional. King Tribhuvan activated political change, and with the help of 
India set up a bureaucracy modeled on the Indian pattern. But there 
were few educated people in the country to run the bureaucracy. The 
educated were taken from the new institutions and placed in the adminis­
tration of the bureaucracy. With so few people to handle institutional 
innovations, all institutions, political and otherwise, were soon in diffi­
culty. Also the new innovations were simply borrowed from the west and 
transplanted without being adapted to Nepal, causing further problems. 
These unfamiliar institutional forms were hard for the people to manage. 

In 1955, King Mahendra ascended the throne. Ile introduced a stable 
and more familiar form of government, the Panchayat System. This sta­
bility allowed for greater development efforts in other areas-educational, 
economical, and international. This effort was spurred on in the sixties 
by the presence (in government and other institutions) of young, trained 
personnel. 

Nepali administration is now at a crossroads. There is dissatisfaction 
with the operations of the various institutions and an awareness of the 
need for change. This dissatisfaction is a positive sign, indicating that a 
number of people have acquired a knowledge of administration anti 
institution-building theory. They can recognize the areas that need im­
provement and want to begin remedying them. 

The roots of our present difficulties lie in the past. The advisers who 
came to help us did not have the proper perspective on Nepal. They did 
not consider the institutions that already existed. Modern administrative 
structures were established without considering whether they would be 
successful in such a society. 
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The maladies in our institutions must be remedied in such a way that 
the institutions become compatible with Nepali society. Simply copying
other institutions or prescribing solutions that have been found helpful
in other countries does not solve our problems. 

(Nepal, 182-3) 



Intra-cultural Conflict 
Mohan Man Sainju 
Centerfor Economic Development and Administration 

As the experience of other developing countries indicates, the develop­
ment phenomenon is a very complex one. It is not just a question of 
increased production, but of economic, political, and social change. After 
World War II, many former colonies became independent nations. These 
countries expected instant development. The countries had the man­
power and were provided with skilled help and capital. But the results 

were frustrating, and development was slow. 
The reason for failure seemed to be that skills and knowledge were 

imported directly from already developed countries. The techniques 
needed to be adapted, and they were not. The soft state characteristics 
and the social realities present in these countries were not considered. 
Institution building must be done within these environmental facts of 
life. 

During this seminar there have been many provocative and scholarly 
doctrines presented-many concepts relevant to institution building. But 
there is doubt that we could really apply these concepts to our institu­
tional development. This does not mean they are useless; only that Nepal 
has its own particular characteristics. Institution-building concepts must 
be made to fit Nepal and not vice versa. 

To illustrate this problem we can look at the Panchayat Training Insti­
tutes. How far can the model be applied? We have to consider that Nepal 
has a very different environmental situation. One of the basic problems 
of the Panchayat Training Institutes is the clash of two classes of people 
in Nepal. One class is orientated to new modern values and the other to 
traditional ideas. These two orientations evoke constraints which prevent 
the establishment of the linkages the institutes need. Ilow can we build 
institutions when we cannot communicate among ourselves? 

In any developing country, development is a process of creative de­
struction. In other words, we have to try to destroy traditional schools of 
thought and organizations in the process of creating new organizations. 
In Nepal, we are trying to create new ways without removing existing 
structures. How we can resolve the basic problem of creative destruction, 

which is really the problem of development, remains to be seen. 
(Nepal, 184-5) 



Institution Building and Unbuilding 
Sol H. Chafkin 
American TechnicalAssistance Corporation 

In one of the preceding papers, reference was made to a public adminis­
tration institute which seemed to perform very well. Most of its one 
thousand graduates obtained jobs in tile government; host country 
nationals took over the administration from foreign technical advisers; 
and Lhe government assumed responsibility for financing the institute,
presumably replacing foreign assistance. The question remains: What 
happened to the quality of public administration in the country. If a 
positive change in that quality occurred, was it attributable to the 
institute? 

It is easy, in some respects, to satisfy the lB criteria for a success­
ful institution, and yet have an inconsequential one. An inconsequential
institution may not need much money. It tends to achieve certain kinds 
of linkages because it attracts support and provides jobs or otherwise 
dispenses power and money. Its innovations are non-controversial. 
Consequently, it might be worthwhile to consider injecting the cost­
benefit concept into thc institution-building theory. This focuses on the 
societal consequences and, in effect, defines the importance of the 
institution. 

In my experience overseas and in the U.S., I have become aware of
 
the number of institutions strewn around the landscape, partly as the
 
result of stimulation by AID programs. They all exhibit one of the ele­
men s of the theory, namely, to preserve and foster the institution. Each 
institution should have built into it a self-destruct mechanism that goes
into effect five to fifteen years after it starts. It is precisely because of the 
rapidly changing shape of the world and because of the commitment 
made by leadership, staff, and foreign technical assistance agencies to 
sustain the life of an institution that we now have fairly unresponsive 
institutions preserved, fostered, and protected. 

Foreign assistance agencies are perhaps particularly guilty of this be­
cause of their commitment and investment: the thing has to work. I 
often wonder why it is that we have but one development bank in those 
countries. One reason may be that the financing agency would prefer 
not to have competition for the bank. The self-destruct mechanism idea 
is semi-facetious, but there are variants. The "five-year flush-out" 
invented for the Peace Corps requires that everyone must leave at the 
end of five years. It is an interesting pay-off: you destroy memory for 
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new blood. But the issue of why an institution exists and how long it 
can avoid being locked into a mold is very important. 

For example, suppose there exists in country X an agricultural develop­
ment corporation, an industrial development corporation, and a small 
business devlopment corporation. If the projects which demand atten­
tion do not fall into any of these categories and no communication exists 
among these institutions, necessary change will not occur. If no self­
destruct mechanism exists by which unresponsive institutions will be 
eliminated, the system will stagnate and chances of new institutions 
arising to handle crucial problems will be remote. 

We may now be suffering from a glut in institution building that pre­
vents us from most effectively serving the process of change. In order to 
meet the objective that Dr. Esman has set forth there is a need for some 
type of institution "unbuilding" tc reduce the number of institutions. 

(D.C., 26-8) 
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Case Studies
 



CIDIAT 
Cesar Garc~s 
Inter-American Centerfor Integrated 
Land and Water Resource Development 

The Inter-American Center for Integrated Land and Water Resource De­
velopment (CIDIAT), Project 213 of the Program of Technical Coopera­
tion of the Organization of American States (OAS) is directed and ad­
ministered by Utah State University. CIDIAT was established with the 
specific objective of providing training in the field of water and land de­
velopment and administration, and of creating within a Latin American 
university the institutional capability of a self-sustained program without 
the continuous assistance of the original donor. 

One is tempted to relate only the successes, but it might be better 
to relate the whole story and let you conclude what is successful and 
what is not. Please share your conclusions with us. We at CIDIAT wel­
come comments and suggestions that can be used for improving our 
program. 

In presenting this case study, reference will be made to the processes 
undergone to form CIDIAT and later to the activities of CIDIAT in fulfill­
ing its objectives in the area of land and water resource development 
and administration. 

The technical cooperation activities of OAS are the result of twenty 
years of experience and constant evolution. Today, these activities have 
many components geared to fulfill diverse specific objectives within phil­
osophy and strategy suited to such a regional international organization. 

Institution building is not an encl in itself nor is it the only objective 
of CIDIAT. Nevertheless, CIDIAT's philosophy and doctrine are oriented 
towards providing part of the training component of the institution­
building process within the economic and social development policies 
of the OAS member-states in the field of land and water resource (level­
opment and administration. 

According to the guidelines of the Program of Technical Cooperation 
(PTC) of the OAS, technical assistance cannot be provided until the re­
cipient country has identified its needs within the framework of a general 
development plan, specified the availability of its skills and know-how, 
and indicated additional requirements to be met by the requested tech­
nical assistance. In this sense, the OAS has gradually evolved a philosophy 
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acceptable to regional international organizations, respectful of the pre­
rogatives of independent member-states, and with the operating proce­
dures for meeting the economic and social development objectives of 
the region. 

The system adopted is oriented not to the immediate optimization of 
technical assistance, but to the continuous growth of a development 
potential. As the countries acquire the experience necessary to use a 
technical assistance program, they will optimize the benefits. Technical 
assistance cannot be imposed and be successful. 

In Latin America, tile concern with technical assistance as a tool of de­
velopment policy resulted from two well-known events: (1) the develop­
ment of the United Nation's doctrine on development and international 
cooperation; and (2) the Point Four Program announced by President 
Truman in his inaugural speech in 1948, and the ensuing Act for Inter­
national Development of 1950 that incorporated as a principle of U.S. 
foreign policy a committment "to assist the efforts of the peoples of the 
areas less economically developed, mobilize their resources, and improve 
their living conditions." President Truman described the "bold new pro­
gram" as the task of "making available the benefits of our scientific 
knowledge and our individual progress for the improvement and develop­
ment of the areas not sufficiently developed .... the material resources 
that we can make available to assist other peoples is limited, but our 
immense resources in technical knowledge grow constantly and are 
inexhaustible." 

'[le U.S. program of technical assistance emphasizes the transfer of 
abilities, skills, and know-how. The concept of the transfer of technical 
knowledge replaces the previous theory of economic development based 
only on the transfer of physical capital as a means to reach an expected 
growth of the rate of savings/investment. Today there is no doubt that 
the transfer of skills and knowledge necessary for the self-sustained 
growth of developing economies is the principal objective of all programs 
of technical assistance, be it of a bilateral or multilateral source. 

Three institutions were directly involved in the creation of CIDIAT: 
the Program of Technical Cooperation (PTC), Utah State University 
(USU), and the Universidad de Los Andes (ULA). A fourth institution, 
the government of Venezuela, representing the host country and directly 
financing about 40 percent of CIDIAT operating costs, has played a 
lesser role. 

The initiative for Project 213 was clearly taken by PTC. In 1961, it 
requested authorization from the Inter-American Economic and Social 
Council (IA-ECOSOC) to launch the project: 

There is a fundamental need to develop the natural resources of water and land 
by means of an integral (comprehensive) utilization, particularly through the 
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development of hydroelectric power, provision of water for domestic and indus­
trial consumption, irrigation of agricultural lands and river and other water naviga­
tion with the double objective of stimulating agricultural and industrial develop­
ment of an area through the integrated utilization of the lands and waters of a 
region. 

The project authorization called for establishing a center within a 
university of one of the member-states to carry out trainingactivities at 
a post-graduate level, to promote exchange of technical information, and 
to improve existing operating institutions dealing with the development 
of land and water resources. In addition, the project would have a five­
year duration and would be financed by contributions from OAS, the 
host government, and the host university. 

Of the five countries approached to host the center, Venezuela 
showed the greatest interest and willingncss to provide support. Vene­
zuela is well situated from the standpoint of travel from South America 
and Central America. The recently completed underwater cable provides 
excellent telephone communication between Caracas and the offices of 
the OAS in Washington, I).C. Venezuela also has a wide range of climatic 
conditions. The country has many wvater projects that cncompass a wide 
potential of educational experiences in planning, implementation, and 
operation. Field trips to such projects enhance the value of the courses 
taught at CIDIAT. 

Merida was the site chosen for the center. The pattern .. f the center is 
similar to that of several centers previously established by PTC. The ULA 
noticed the availability of the project and appointed a committee of the 
Deans of the Schools of Engineering and Forestry and three professors 
to study the possibility of offering Venezuela's facilities and contribu­
tions to the OAS. In May 1962, the committee produced a report acknow­
ledging the feasibility and advantages of the project and recommended 
that it be established in Merida. The report also contained a list of univ­
ersity staff that could collaborate with the center as well as a proposed 
budget for the first four years of operations. 

The University Council declared that "the field of land and water re­
sources study in Merida was an opportunity for the Universidad de Los 
Andes to expand activities, strengthen the academic staff, e.tpand facili­
ties, increase technical, scientific and cultural prestige, and as a conse­
quence to make an important contribution to the social and economic 
development in the local region, the country, and in Latin America." 

A delegation of ULA staff members participating in the Latin Ameri­
can Congress of lydraulic Engineering in Chile in 1962 obtained from 
the Congress the recommendation of Merida as the seat of Project 213. 
At the same time, the PTC explored tile possible interest of USU for the 
provision of technical support, guidance, and administration for Project 
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213. On 16 June 1964, the Secretary-General of the OAS and the 
authorized official of USU signed a contract which required that USU 
"provide the technical support, guidance, and administration in the 
organization and development of the ccntcr.... the purpose of such 
assistance will be to facilitate the establishment of a permanent educa­
tional institution at the University of Los Andes in land and water resour­
ces development." 

In February 1965, an agrcement was signed between the government 
of Venezuela and the Secretary-General of the OAS for the establishment 
of Project 213 of the PTC at a university in Venczuela. The Universidad 
de Los Andes ratified the agreement and assumed the obligations of the 
host university. 

The agreement stated that the major objectives of CIDIAT were: 

To train through regular short and intensive courses, professionals and high level 
government officials; to develop their administrative capacity in order to increase 
the effectiveness of their present work in the adequate use of natural resources; to 
coordinate the operation of existing facilities and improve the maintenance and 
administration of land and water projects. 

To promote the interchange of technical information and ideas between pro­
fessionals and administrators in this field. 

To improve existing institutions concerned with land and water development 
projects. 

The agreement further stipulated that "the training program should be 
carried out by means of seminars, short courses, regular courses, and re­
search related to training ... and the Project will have a time limit of six 
years as of the 1st of January 1964." 

To assure continuation of the aims of CIDIAT, the agreement pro­
vided that 

ayear prior to the termination of the project, the two parties will initiate the ar­
rangements for the definite transfer of the Project, and adds that once the Project 
has been transferred, the host university will continue the activities of the Center 
as a regular program of the University without the financial assistance of PTC. 

The Government of Venezuela has stated that continuing the inter-
American character of the center for several additional years will be 
beneficial to the country and that other institutions of higher learning 
in Venezuela should also become involved as recipients of thc benefits 
of the project. 

Continuation of the project is thus assured. In December 1969, the 
ULA created the Centro de Investigaciones para el Desarrollo Integral de 
Aguas y Tierras, referred to as CIDIAT Nacional. The center started 
operations in January 1970 with part of the Venezuelan staff of Project 
213 and constituted a regular program of the Universidad according to 
the terms of the agreement. 
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Implementation of Project 213 
With contract negotiations completed, USU faced the problem of 

how to develop a program that would provide the kind of training needed 
in Latin America. Answers were needed to the following questions: What 
should be taught at the center? How? And to whom? 

When considered in clepth, each question raises additional problems. 
Of prime importance is the idcntification of needs and their priorities. 
Could a general curriculum serve all countries when the development pro­
blems vary from country to country? Participants would have different 
backgrounds and training, adding further complexity to the problem. 
The criteria used in selecting participants would influence subjcct-matter 
requirements. Flexibility would have to be maintained in course content 
so that changes could be made to meet participant necds. 

To provide answers to such questions, a series of conferences and 
seminars was organized at USU by the on-campus project coordinator. 
'I he first conferences involved (leans and faculty of the university. LIter 
conferences included two groups of consultants and a third group of 
selected leaders from Latin America. The consultant groups were com­
posed of specialists in agronomy, geography, forestry, engineering, eco­
nomics, water-resource development, sociolog), and private business who 
had had previous experience in Latin American countries. 

It is interesting to note that all consultant groups reluired time to 
solve semantic problems. Terms and concepts had to, be defined in mutu­
ally acceptable language before members of each group could communi­
cate well enough to focus on the specific luestions unoler discUssion. 
The language barrier was quite difficult to Overcome for the seminar 
group from Latin America, despite the competence of simultaneous 
translators. 

The seminar group raised many questions about the center. Why was 
it located in Venezuela instead of some other country? Ilow could the 
center, with a limited number of scholarships, hope to train the number 
of professionals needed by all countries? Where would competent staff 
be obtained without raiding national organizations? Ilow would students 
be selected to assure the training or people who would be of use to the 
country? How would countries individually profit from the center? flow 
would the policies and programs of the center coincide with the real 
needs of each country? Such questions had to be resolved before the 
group could deal with specific recommendations. 

Venezuela had received favorable attention from the OAS as a pos­
sible site for several reasons, some of which have already been discus­
sed in this paper. Large expanses of low-lying lanos or plains areas 
flood during the wet season and dry out during the dry season. In 
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arid areas, nothing grows without irrigation. In mountainous regions of 
variable rainfall, compesinos eke out a meager living on small farms with 
and without irrigation. The many water projects being developed in 
Venezuela offer a wide range of possible educational experiences in 
planning, implementation, and operation. 

Since only twenty-five scholarships were available for each CIDIAT 
international course, national training courses seemed essential to train 
large groups. It was recommended that a country request the center to 
prepare technicians and specialists to cope with its special national inter­
ests. Budget and staff limitations would automatically restrict the num­
ber of such courses that could be offered each year. 

In discussing the selection of students, seminar participants pointed 
out that many full-time professional students supported themselves by 
obtaining scholarships to study abroad. They seldom remained in a coun­
try long enough to work and contribute to the common welfare. A care­
ful screening of candidates and an endorsement by the organization for 
whom they work was suggested. 

The discussion of staffing the center revealed the reluctance of devel­

opment organizations to continually lose their better men to interna­
tional agencies. The participants realized that CIDIAT had to be staffed, 
but they resented international groups whose adequate budgets make it 
virtually impossible for national agencies to compete in salary negoti­
ations. 

The participants stressed practical applications in the course work. 
It was suggested that seminar participants should select a committee to 
meet once each year and review the work of the center; but it was not 
feasible to immediately act upon this suggestion due to budgetary limit­
ations. Finally, emphasis was given to maintaining close contact with 
national universities and involving them whenever possible in national 
training course programs. 

Following the discussions, the seminar group proposed specific recom­
mendations to guide CIDIAT. It was recommended that training be con­
ducted at three levels: 

(1) One- or two-week high-level seminars for persons in policymaking 
positions. 
(2) Short courses lasting approximately two months for persons at the 
mid-management level with eight or more years of work experience. 
(3) Courses of approximately six months' duration for professionals 
with two to eight years of experience working with land and water 
problems. 

These three levels of training were considered sufficient to reach the 
people most important in land- and water-development programs. With 
discussion of development philosophy in all three groups, a basis for 
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communication would be established among individuals from each level
in a given organization who attended the CIDIAT courses. The groupemphasized the need for maintaining contact with the high-level group as 
a way to keep abreast of current problems and training needs.

It was also recommended that one- to four-week national training
courses be given at a country's request. These courses would provide
instruction in a subject area suggested by the country. Through thisapproach, greater numbers of students would receive specialized training
oriented to national needs. 

Perhaps the most arduous task assigned to the seminar participants 
was the consideration of the curriculum. Only a few participants camefrom educational institutions, and after much delibaration they approved
most of the curriculum proposed by the USU consultant groups.All of the courses are organized around a five-point outline general
enough to be adapted to particular areas of interest, allowing individual
professors to define the specific focus. Major points in the outline in­clude: (1) an introduction to theory of economic growth, including socialfactors affecting use and development of resources, anod concepts in inter­disciplinary and systems approaches to resource planning; (2) collectionand evaluation of resource data, including physical, economic, legal,
institutional, and socio-anthropological data; (3) general principles of re­
source planning, considering social and political objectives, scope ofdevelopment, constraints and limitations, preparation of alternative plans,
cost allocation and financing, and priorities and scheduling of develop.
ment; (4) logistics of project development, including finance, personnel,
administration, procurement, property, and organization; and (5) project
operation and maintenance. 

Activities of CIDIAT 
The center began operations in May 1965 at the ULA. The first pro­gram was held in July 1965. The ULA provided facilities, including office space, classrooms, and access to simultaneous-translation equipment.


From its initiation to the end of June 1970, the Center held three Iigh

Level Seminars, six International Short Courses, four International

Regular Courses, two Regional Courses, and twenty-four National
Courses. Through June 1970, 1,044 persons participated in the trainingprograms, representing all countries of the OAS except Barbados, which 
was only recently admitted to the Organization.

CIDIAT has been following the general outline of courses recom­
mended at the first High Level Seminar. A short description of each 
course follows: 

Two-month short course. The two-month short course is the basic program of CIDIAT, designed to give participants maximum learning 
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experiences in a minimum time. After a brief orientation, participants 
are introduced to principles of group dynamics to establish an atmos­
phere in which mutual trust, acceptance, and teamwork maximize the 
learning process. 

Early in each course, participants are divided into groups and assigned 

an actual project as a case study. To save time, data are supplied by tile 
staff, but a short field trip of three to five days allows participants to 

check data, collect additioml data, and become familar with the project 
through contact with professionals in the field. Tile data are then used 
for a report or a feasibility evaluation prepared by each group. 

The laboratory experiences are complemented by lectures and discus­

sions on (a) philosophy of land and water development; (b) economic 
considerations at national, regional, and local levels and the mechanics of 
project formulation; and (c) techniques of data collection and analysis 

for meteorology and hydrology, soils, water-supply and irrigation-water 
requirements, crops and cropping patterns, urban and industrial water 

requirements, human resources and institutional problems, and benefit­

cost ratio. 
The case studies selected by the staff vary to assure diverse experi­

ences. For example, in one course the case study emphasized a project 
for which very little data was available, presenting the problem of mak­

ing decisions based on assumptions and scarce data. Another study in­

volved a river basin that had a well-advanced urban and industrial area 
and new agricultural lands. Another project centered on the problem of 
colonization in a region where land and water was plentiful but where 
no infrastructure existed. 

Two courses provided insights into the broad problem of develop­

ment and helped to alert administrators about the need for considering 
alternatives. lin addition to the technical problems, the human social 

factors have been emphasized; while the world has the tools, the under­

standing, and the experience to solve most technical problems, solu­

tions to social problems continue to evade us. Thus, technical people 

-engineers, scientists, and administrators-need some training and 

background to assure their support of programs and research in socio­

economic areas and to bolster their knowledge and acceptance of 
the advantages of an interdisciplinary approach to project development 
and management. 

The six-month regular course. The six-month course is designed to 
increase technical skills rather than administrative competence. The 

participants tend to be younger and less experienced than those in the 

two-month course. The emphasis on mastery of academic material is 
greater, and classroom activity is more intense. 
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Some elements of the two-month course are utilized. The orientation 
and group dynamics are essentially the same. A case study is also used to 
foster a better understanding of all the factors that must be considered in 
land and water development. Keeping these aspects common to both 
courses sets the stage for better communication between management 
and technical personnel. 

During the six-month course, the staff presents material on topics such 
as irrigation, drainage, soils, and crops. Tile academic work is at the level 
of a master's program. Participants in the third six-month course (com. 
pleted in June 1969) who wanted to work towards a master's degree 
were given credit for the course by the ULA. 

Nationaltrainingprograms.National training programs vary each time 
they are offered, since requests for such programs come from different 
countries. A number of the courses dealt with irrigation and drainage 
problems. Another course considered the problems of operating and 
maintaining an irrigation district. Perhaps the most innovative national 
training program undertaken by CIDIAT involved a course in manage. 
ment and did not include any material of a technical nature. 

Regional trainingcourses. Some courses wcre organized on a regional 
basis. Nearby countries were invited to participate in what was originally 
intended as a national course. These courses em)hasized host country 
problems but had more extensive l)otential applications. 

High level seminars. The high level seminars for government and 
educational leaders from seveial member-states significantly contributed 
to the success of CIDIAT. They provided a clearing house for ideas, pro­
grams, and curricula. Discussions includcd concepts of development phi­
losophy, management techniques, the process of project formulation, 
and individual country needs. Participants exchanged ideas and obtained 
feedback on their approach to development problems. Undoubtedly a 
close contact with the leaders of development organizations ani educa­
tional institutions is necessary to CII)IAT's future. 

Experimentalcourses. Evidence of the success of CII)IAT is the re­
quest for special programs from several sources. For example, the direc­
tor of INCORA (Agrarian Land Reform Institute of Colombia) requested 
a program since he could send only one or two participants to the regular 
courses. Using techniques to hluild teamwork and to develop understand­
ing of administrative purposes, CII)IAT sponsorel a one-week course to 
help INCORA administrators with training in communication processes. 

The experimental course was so well received that the director of 
INCORA requested additional courses for his staff and for other Colom­
bian organizations. Within a year, Colombian agencies arranged for and 
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financed thirteen additional courses, including a two-month course in 
operation and maintenance of irrigation distras. 

The irrigation district management course was originally planned as 
a national course but was broadened into a regional program including 
El Salvador, Honduras, Nicaragua, and Venezuela. The course provided 
training to project managers and prospective managers in the operation 
and management of irrigation districts. The Roldanillo Irrigation Project, 
the site of the course, provided real problems and actual field situations 
for classroom discussions and laboratory exercises. 

The teaching staff included professionals from CIDIAT and INCORA, 
consultants from other Colombian agencies, and two specialists in opera­
tion and maintenance from the U.S. Bureau of Reclamation. Financed 
by U.S. AID/Colombia, the USBR men provided technical assistance to 
the project and filled teaching assignments. 

One week of sensitivity and management training allowed course par­
ticipants to look seriously at their own management techniques and oper­
ational procedures. The concepts of self-analysis and introspection helped 
participants achieve a new approach to management problems. The im­
pact of the course was such that the Venezuelans requested a similar pro­
gram for management and personnel of their irrigation districts; Ecuador 
also requested a national course in operation and maintenance. CIDIAT 
complieJ with both these requests as quickly as possible. 

Other benefits from the Roldanillo course included INCORA's reali­
zation that the shortage of experienced, trained personnel to cope with 
the expansion of inigation in Colombia was critical. Subsequent eval­
uation of personnel needs indicated that a mininl, mof 300 persons per 
year for the next five years must receive trainD:g and experience in 
various aspects of the operation and maintenance of irrigation districts. 
INCORA requested that CIDIAT establish a subcenier to help train its 
personnel. This has been done and Colombia now has a subcenter of 
CIDIAT called PADE (Program for Training, Demonstration and 
Research). The director of PADE is furnished by CIDIAT, with support­
ing staff from INCORA and from USU with AID financial support. 

Courses and Instruction 
Experience with all CIDIAT training shows that the teaching process 

must be oriented to the needs of professionals who are mature, respon­
sible adults. Class schedules, therefore, provide ample opportunity to 
discuss and absorb class material. Large groups are subdivided to encour­
age additional discussion and exchange of ideas and experiences. The 
structure of each course is kept flexible to allow changes. In interdisci­
plinary training programs of short duration, it is admittedly difficult to 
provide students sufficient background in all areas of study related to 
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land and water development. CIDIAT courses are, therefore, designed to 
provide at least sufficient material in each discipline so that those not 
knowledgeable in that area can understand its importance and potential 
contributions to the development process. 

For example, instruction in agronomy emphasizing the relationships 
between plants, soil, and water is provided to engineers who usually 
concern themselves with the physical features of the project. Empha­
sizing the fact that structures and distribution systems serve only to 
provide water to farmers for use in growing crops encourages engineers 
to consider the end use of development, not only the engineering aspects 
of the facilities to divert, store, and transport water. The economic 
aspects of water resource systems are presented to all participants so that 
alternative uses of money can be evaluated by dccision-makers and ap­
preciated at all levels. In addition, all courses include a case study that 
provides the participants with a realistic opportunity to test new kon­
cepts relative to project formulation. 

Introductory courses in sociology provide engineers, agriculturali,.s, 
and economists with insights into social problems that must be solved 
before a project is successful. Often the social problems present the 
greatest challenge, especially when the people who will live with a project 
are never consulted about their part in the development process. 

Scholarships and Admissions 
CIDIAT awards twenty-five scholarships per course for each regular

six-month course and for each two-month short course. The scholarship 
includes a travel allowance, a housing and living allowance at Merida, 
accident insurance, books, and classroom materials. It is customary for 
the home institution to continue the full salary for the individual during 
the course. 

Brochures sent to selected agencies outline the next course to be of­
fered and provide sufficient information to assist administrators in select­
ing applicants. Applications come mainly from government agencies and 
institutions, although private institutions and agencies receive consider­
ation as well. 

A committee of representatives from CIDIAT, the PTC, and USU re­
views the applications and awards the scholarships. The committee at­
tempts to match participants to the objective of the course in order to 
obtain as much group homogeneity as possible, minimizing unproductive
conflicts within the group and fostering a better learning atmosphere. 

To test the value of course content and the effectiveness of teaching
procedures, the CIDIAT staff has adopted a system of student evaluation 
for national and international programs. Each lecture or contribution by 
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a staff member is evaluated by the participants. The material is rated 
with reference to the student's previous knowledge of it and according 
to its degree of helpfulness to him. The professor is rated on the effec­
tiveness of his presentation. The results of the student course evaluations 
are used during the staff's planning conferences. Professors' ratings are 
used to stimulate the development of better methods and techniques in 
teaching. Participants have continually stressed in these evaluations the 
need for competent professors who can teach in Spanish, since simul­
taneous translation is often inadequate. 

Conclusions, Evaluations, and Observations 
The chain of events that led to the sponsoring of CIDIAT by PTC and 

the government of Venezuela indicates a logical and sound approach to 
international cooperation. The OAS is duty bound to promote social 
and economic development for its member nations; it depends on host 
countries to provide sites for its programs. Venezuela, by accepting the 
responsibilities of being host country, including the financial obligations, 
displayed its willingness to work with and support the OAS-PTC Pro­
gram. It is possible that a host country could place undue pressures on 
such a center to give considerable attention to national problems. Thus 
far, this has not been a problem for CIDIAT. Both the government of 
Venezuela and the ULA have given CIDIAT every opportunity to de­
velop and carry out its programs. 

Undoubtedly, one factor in CIDIAT's success was that the Latin 
American countries themselves guaranteed the concept of the center. 
Although the overall need for resource development in relation to pop­
ulation growth presents a gloomy picture, any solution imposed from 
without would be resented. The plan to expedite the training of per­
sonnel in management of land and water resources was further enhanced 
by the knowledge that money was available to develop sound resource 
projects. 

The early use of South American consultants to advise USU assured 
invaluable insights into the problems of South America and resulted in 
recommendations that focused the curriculum on real needs. The fol­
low-up work by selected consultants provided CIDIAT with course ma­
terial oriented to specific Latin American conditions. The first High 
Level Seminar deliberately brought together department heads, direc­
tors of agrarian land reform agencies, university professors, aml others 
knowledgeable about their countries' problems. By continuing contact 
with these leaders, CIDIAT gained excellent sources of potential parti­
cipants as well as some staff members. 

The pattern of involving the Latin American leaders in planning the 
training program and of subsequently training members of their staffs 
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was designed to promote a vertical integration of thought and action 
within each country's land and water agencies. High level administrators 
were exposed to the same philosophy of development in much the same 
manner as individuals at mid-management and technical levels. This gave
a basis for understanding when changes and innovations are suggested.

In a review of the program, it is obvious that the desire of the ULA 
to expand and become involved in international programs was important
to CIDIAT's success. The university administrators saw the cooperative 
program with the OAS as an opportunity to expand its international 
activities and to provide additional services to its own country. They 
were fully aware that their staff would need training and that additional 
facilities would be needed on campus to support the program.

The project would have faltered and perhaps failed without adequate
supporting and technical guidance during its formative stages. These have 
been the functions of USU. 

One of the most significant reasons for the success of CIDIAT has
been its dynamic nature. Personnel and programs have not been locked
into an inflexible pattern. Participants in the 1967 seminar evaluated 
the program and recommended the changes summarized below, many
of which have been implemented. 

1. Combine periodic high level seminars. Orient the two-month course 
to directors of planning departments, project leaders, or directors. Re­
view and modify or eliminate the regular course in favor of more national 
courses. Intensify national course training efforts and include sub­
professional training. Carry out such courses 
through local universities.

2. Participate in research in water management, human social factors,
economic factors, water pollution and quality control, and water rights
 
and legislation.


3. Provide technical assistance in water resou'ce development on an 
increasing scale to development organizations and to universities con­
cerned with graduate and undergraduate training programs in water 
resources. 

4. Compile and distribute (and publish if appropriate) data and re­
search results pertinent to land and water development. 

5. Continue CIDIAT's program on a permanent basis and assure finan­
ces for the center. 

The doctrine of PTC seems a logical and sound approach to establish­
ing specialized centers within a LItin American university. The centers 
can draw additional resources from the overall technical assistance pro­
gram to help fulfill not only its limited objectives but also the country's 
development needs. 

One danger is the tendency of the centers to expand activities beyond
their objectives and staff limitations instead of coordinating their 
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programs with the additional component programs of the organization or 

the other multilateral or bilateral technical assistance programs. 

The Future Role of CIDIAT 

CIDIAT's role, while admittedly small in relation to the burgeoning 

need for training, has been sufficiently important to justify continuation 

and expansion. Under terms of the OAS-USU contract and the OAS-

Government of Venezuela contract, CIDIAT must develop a permanent 

educational institution at the ULA. Approximately four to five years 

were necessary for a smooth transferral of responsibility and financing 

of Project 213 to the ULA. During this period (1970 through 1975), 

the international aspects of the present program at Merida necessarily 

assumed lesser importance, even though some international activity con­

tinued, especially in the national training courses. 

A continuation and expansion of CIDIAT as a permanent organization 

has been proposed. The present commitments of CIDIAT would con­

tinue to be honored with such a center, and additional activities would 

be undertaken to further facilitate the development of land and water 

resources in Latin America. 
A full-time coordinator from ULA is working with a committee of 

professors and CIDIAT personnel to develop plans for the permanent 

program in land and water resources at the Universidad de Los Andes. 

As these plans are approved and implemented, ULA will gradually assume 

full responsibilities for the program. Selected ULA staff members are 

involved with presenting CIDIAT courses; others are taking advanced 

training as preparation for the new university undertaking. The perma­

nent program at ULA will consider strengthening undergraduate training, 

developing continuing educational programs at various levels, giving 

graduate training, conducting research programs, and providing some 

technical assistance to national and regional development organizations 

of Venezuela. Students from other countries will be welcome in the 

training programs. 
The creation of a national training center in Colombia with CIDIAT 

assistance hopefully portends a trend. Countries actively involved in land 

and water development and agrarian land reform programs do not have 

the personnel to cope with many of the details. As a result, much of the 

work is contracted to private firms and international agencies. Local 

technical competence must be developed to operate such projects and 

provide continuity to the overall program. Much of the competence that 

is lacking can be provided by short course programs and on-the-job 

training. National centers can satisfy these needs on a continuing basis. 

Where possible, such centers should work in conjunction with local 

universities or educational centers. They should not try to usurp the 
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basic training offered by local universities; instead, they should augment 
the universities in areas of specific need and provide additional oppor­
tunities for professional improvement and growth. Each national center 
should be flexible enough to develop the courses needed by that coun­
try. 

It is expected that CIDIAT will furnish technical guidance and support 
to the national centers during their formative stages. It will make profes­
sors available in special areas on a short-term basis. It will provide assis­
tance to national universities interested in developing and improving 
programs in land and water resources. The ULA program will be consid­
ered as a national center and be entitled to receive continuing support 
from CIDIAT. 

It is planned that CIDIAT's program of providing national training 
courses to countries upon request will continue, since not all countries 
will or can develop national training centers at the same time. CIDIAT 
will also continue to supply technical competence and will lead in demon­
strating the applicability of technology to local problems of resource 
development. 

The 1967 high level seminar recommended that CIDIAT involve 
itself in research, since a serious lack of data and information hampers 
the solution of development problems in Latin America. For instance, 
very little, if any, reliable information is available regarding the maxi­
mization of crop production under irrigation. Although drainage pro­
blems exist in every country, very little is known about solving them. 
Experience in designing effective subsurface drainage systems is practi­
cally nil, yet the success or failure of many projects involving irrigation 
depends on the associated drainage system. 

CIDIAT will cooperate with universities and research organizations 
to identify and initiate research in strategic areas. Many graduates return­
ing to their countries fail to develop research competence when left with­
out some guidance and support. An international center could provide 
support and technical guidance to such persons. The proposed cooper­
ative programs would train researchers in addiion to generating data and 
information. 

The need for technical assistance in land and water resource develop­
ment will continue and will undoubtedly increase with time. CIDIAT 
has succeeded in the past with national courses that provided some 
technical assistance as well as training classes. If professors or consul­
tants assigned to a national training course can be available one to three 
weeks in advance of the course, they can give technical assistance to the 
project and use the information obtained to illustrate lectures or labor­
atory exercises or in problem assignments. Thus, both the project and 
participants in the course benefit. Another benefit inherent in such a 
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program is that the staff members involved become acquainted with field 

problems and enhance their own abilities to provide service. 

Another of the 1967 seminar's recommendations was to involve 

CIDIAT in a program of gathering available information pertinent to 

land and water development and sending it to each country. The need 

for such a program is self-evident. The emphasis on research should soon 

produce a continuing flow of data and information. This information 

should be collected and made available to interested agencies and people. 

Researchers and extension specialists should be encouraged to publish 

their work to increase the flow of data and information on Latin 

American problems. 
In addition, there is a serious lack of up-to-date Spanish textbooks and 

teaching materials in the land and water field. Hopefully, CIDIAT will 

develop textbook materials for use by educational institutions and tech­

nical personnel. Another desirable development is a library connection 

with up-to-date sources in the U.S. and other countries. This material 

should be screened and made available in Spanish for use in Latin 

America. 
A continuing CIDIAT program will require a change in orientation 

while capitalizing on past experience with, and acquired understanding 

of, Latin American problems. It should continue to support the program 

at Merida, Venezuela, but reduce its direct responsibilities as ULA as­

sumes leadership. It should act as a catalyst in other Latin American 

countries to generate national training centers oriented to national needs. 

Ideally, the CIDIAT program of national and regional training courses 

will be continued at an accelerated rate in cooperation with local univer­

sities and development agencies. Local universities wishing to strengthen 

their undergraduate course work or to develop competence in graduate 

training for work in relevant fields should receive technical assistance, 

preferably in connection with the sponsoring of a national training 

course. CIDIAT personnel should instigate and cooperate in research and 

help identify problems needing study. In these ways CIDIAT can make 

an increasing and lasting contribution to the economic, the social, and 

perhaps even the political stability of Latin America. 



CEDA 
Prachanda P. Pradhan 
Institute of BusinessAdministration,Commerce 
and PublicAdministration, Tribhuvan University 

Established just over two years ago, CEDA has been progressively culti­
vating strong linkages with the administration and general public. Anyorganization with innovative goals must face great difficultues before itcan be institutionalized, for proposed changes in the existing patternsof administrative and social behavior are not always readily acceptcd.
Within this context, CEI)A as an institution will not he able to play itsrole unless it becomes an important national resource and contribtites
toward realizing the government's goals of economic and social dlevelop­
ment. In order to make such a contribution, CEI)A must reassure itselfthat its goals relate to the national goals and that its programs are infused 
with greater breadth. 

In the socio-cultural context of Nepal, CEDA occupies a doubly uniqueposition. First, CEI)A is the only institution in Nepal that offers trainingof a varied nature, especially at the policymaking level, to high-level gov­ernment employees and officials of private enterprises. A cabinet decisionto allot more responsibility for high-level training activities to CEDA is anindication of the government's faith in CEI)A. Second, the fair degree ofautonomy CEDA has established has helped it bring an impartial and ob­jective policy analysis to various sectors of the government. Before goinginto the details of CEI)A's performance as an institution, let us analyze
CEDA as an institution with the help of the III model. 

Leadership is accepted as the single most critical element in institution
building. The head of the institution may receive many tempting and
lucrative job offers, but a Lader dedicated to the program will continueto provide leadership amid the hardships an1d bitter experiences insidethe institution. The leadership at CEI)A is deeply committed to innova­tion. It seems to be both technically and politically competent (the termpoliticallyhere indicates the capability to interact with the policymakers
of the government), as the following discussion of linkages achieved and
innovative goals fulfilled within two years will indicate. The leadership's
success in gaining support from His Majesty's Government, The Ford
Foundation, U.S. All), and The German levelopncnt Institute (GDI)West Berlin testifies its competence. This success has resulted from theclear enunciation of CEI)A's doctrine. It is an autonomous institution
with definite commitments to high-level training for innovation, useful 
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consultancy, and research. Recognition of the competence of CEDA's 

leadership can also be judged by the publication of their articles on the 

critical problem areas of development both in the country and outside; 

their participation in national and international seminars and confer­

ences both at home and abroad; and the appointment of one of the 

CEDA staff to a short term in the Investigation Centre at the Royal 

Palace. 
There has always been a lack of manpower trained for planning, pro­

gramming, and developing in a manner specific to the Nepalese environ­

ment. CEDA plans to help overcome this gap by providing such training. 

We hope to run high-level seminars for those who play a crucial role in 

the development process. The stated objectives are: 
(a) to assist 11MG in improving the planning management and adminis­

trative techniques; 
(b) to assist Tribhuvan University in upgrading its curriculum; 

(c) to assist the private sector in increasing its activities; and 

(d) to provide consultation and conduct research. 
CEDA plans to establish training facilities both in administration and 

business management. At a time when industry is just beginning to be 

an important sector in Nepal and management as a trained and scientific 

activity has not really been introduced, CEDA, by entering into the field 

of management, thus fulfills a highly felt need. 
CEDA's training programs are not limited to the production of train­

ees. The process of training is viewed is a catalyst which will help prag­

matize the university's academic system. While the major target of its 

three activities is management in government, CEI)A believes that it 

must include private and public er terprise as much as possible in the 

scope of its efforts. As it result, CEDA views its role as a unique one in 

Nepal, a triangular bridge between government, university, and business­

independent of all three, yet serving all three entities. 

As far as resources are concerned, 11MG provides the necessary funds 

for the continuing operation of CEDA. During its first year, the grant 

from IIMG was supplemented by contract funds provided by the Na­

tional Planning Commission, the Ministry of Commerce and Industry, 

and the Ministry of Public Works, Transport, and Communication to un­

derwrite the l)hangadhi-l)andhelhura Road Survey, the Birgunj-1letauda 

Industrial Survey, and the l'ra-msport Project Analysis Seminar-Cum-

Workshop respectively. In thc second fiscal year the government is under­

writing the entire cost of the Centre's administrative and educational pro­

grams through a regular budget. Major research and consultancy pro. 

grams, however, will continue to require outside funding. The govern­

ment is underwriting one-fourth of the cost of the CEDA's building and 

one-fifth of the LoSt of furnishing and equipping it. The Ford Foundation 
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has supported the Centre by providing advisory services, funds on a fifty.
fifty basis for construction of the CEDA building, architectural support,
construction supervision, instructional services, study fellowships, equip. 
ment, library materials, and support for the case study program. One­
fourth of the cost of the CEDA building, as well as half of the cost of 
furniture and equipment, is being provided by AID. UNDP has also pro­
vided architectural and technical advisers. '[ie UN Asian Institute for
Economic Development and Planning in Bangkok has similarly provided
substantial instructional assistance, training, and advice. The Centre has
also received important support in the form of travel grants, fellowships,
and ibrary materials from the governments of the USSR, Canada, Israel,
GDI West Berlin, the British Council, and the Organization for Economic 
Co-operation and I)evelopment (OECD) in Paris. 

CEDA is highly equipped as far as staff resources arc concerned. 
CEDA has been successful in maintaining very strict recruiting standards 
and accepting only those outstanding in their fields of study.

Having considered objectives, let us briefly review what CEI)A has
 
already offered. The following conferences and seminars have already
 
been organized.
 

1. Conference of Secretaries 
2. Agricultural Planning in Underdeveloped Countries 
3. Transport Project Analysis 
4. Program Budgeting (two courses) 
5. Industrial Estate Administration 
6. Development Administration 
7. Plan Implementation and Project Analysis 
8. Law Seminar 
9. Training Methodology Seminar 
10. Financial Management Cum Workshop 
A regular Public Administration Diploma program is also offered by

CEDA in collaboration with Tribliuvan University. Realizing the need
for Nepal-oriented teaching materials for use in its various courses, the 
Centre has also instituted a case study program. A Documentation Centre 
for the acquisition of published and unpublished materials on Nepal is to 
be established at CEI)A. With the aim of having a specialized staff, a 
long-term staff development program has been drawn up, providing for 
overseas training with the cooperation of foreign universities and educa. 
tional foundations. 

The internal structure of CFIDA is flexible, cohesive, and dynamic.
Since there is a continual shortage of staff resulting from absences of
members for further training and other various reasons, the internal 
structure must be mobile. The absence of any staff member is compen­
sated for by giving added responsibility to other staff members and 
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bringing in compensatory short-term staff members.' Research, consul­

tancy, and the Documentation Center are under a Chief Specialist. The 

training, diploma in public administration, and case study programs are 

under the deputy director. The executive director delegates overall au­

thority to the various divisions. The policy coordination for CEDA's 

long- and short-term programs is achieved through committee meetings. 

To keep the CEDA staff involved in all its activities, regular staff meet­

ings are held. The meetings are also used for assigningjobs and reviewing 

performance. These meetings help strengthen communication within the 

organization at all staff levels. 
Enablinglinkages. In accordance with a tri-partite agreement between 

HMG, Tribhuvan University, and the Ford Foundation, CEDA was es­

tablished on 16 July 1969 to (teal with the serious constraint on goal and 

problem definition and on desired program achievements due to lack of 

trained manpower. Directed by a seven-member board of governors, its 

primary purpose is to train personnel to support the nation's economic 

development planning, implementation, and administration. 

Dr. T.N. Upraity, Vice-Chancellor,Chairman (Ex-officio) 
Tribhuvan University 

Mr. K.B. Malla, Chief Secretary andVice Chairman (Ex-officio) 
Head Administrative Management 
Department, 11MG 

Dr. B.B. Thapa, Secretary, MinistryGovernment appointees 
of Finance 

Dr. B.P. Shrestha, Member, National 

Planning Commission 

Dr. Y.P. Pant, Governor, NepalUniversity appointees 
Rastra Bank 

Dr. K.P. Sharma, I-lead, Department 
of Economics, Tribhuvan University 

Secretary (Ex.officio) 	 Pashupati S.J.B. Rana, Executive 
Director, CEDA 

During the past two years these enabling linkages with the government, 

the Ford Foundition, and Tribhuvan University have been continuously 

strengthened. The cabinet decision to extend to CEDA the responsibility 

of training undersecretaries, and 	the agreement to shoulder CEDA's en­

tire administrative cost are examples. CEDA's leadership has also been 

an agreement with the Ford Foundation for fi­very effective in reaching 
nancing the case study and research programs and consultancy, anti with 

U.S. All) for the Documentation Centre. Through a series of interlocking 

linkages, CEI)A has organized a number of seminars in cooperation with 
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the UN Asian Institute, Bangkok, and U.S. AID. Working relationships 
were recently established with the German Development Institute, the 
University of Pittsburg (U.S.), and EROPA, Manila. 

Functionallinkages. As mentioned above, seminar training has been 
provided to many high-level government officials and other intellectuals. 
That the level of officers attending tile courses has steadily risen is a 
reflection of the increasing goodwill achieved by these courses and other
CEDA activities. For the program budgeting course, fifty-six applications 
were filed; twenty-one had to be turned down in order to keep the num­
ber of participants at a manageable level. The growing interest among
government personnel in participating in CEDA seminars indicates that 
the utility of services offered by CEI)A is appreciated; and further sup­
port for this new institution can be anticipated. The acceptance of CEDA 
programs by the government, industrialists, employees of private enter­
prises, and lawyers indicates that the output from CEDA is welcomed in 
the environment. The participation of guest lecturers also indicates the
strengthening of CEDA's functional linkages with the governcnt and 
the public. High ranking government officials, Nepal-based foreigners,
and other foreigners have lectured; and their participation has brought
these visitors to CEDA and made them aware of its operation, location, 
and program. 

Furthermore, the give and take between guest lecturers from 1HMG 
and the participants has provided the beginnings of highest level training.
As a result of the intercommunication with government departments,
CEDA can count on firm and highly cooperative links with all ministries 
and important corporations in Nepal. 

Concerning the state of training facilities in Nepal at the time CEDA 
was started, Naradcommented that 

one can come across with three potential administrative training facilities; longand short term training programs undertaken by the Administrative Management
Department, The Centre for Economic Development and Administration and thePublic Administration Program of Tribhuvan University. One has to accept the
training as an essential requisite to develop administrative skill. However, thesethree potential training facilities have been in different directions making the 
man and material resources underutilized. It is high time for us to give aprudent
thought to organizing an integrated and comprehensive training program and2 
institution. 

Some months later, while inaugurating the third in-service training con­
ducted by the Administrative Management Department, The IHonorable 
Minister Giri Prasad Budathoki was already expressing the view "that 
Nepal cannot depend on foreign countries all the time for the training of
her civil servants. Therefore Ilis Majesty's Government is planning a 
comprehensive plan to provide training facilities to all levels of civil 
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servants within the country. On behalf of His Majesty's Government, 
CEDA is conducting a series of Training-Cum-Seminars for high level 

government officials." 
By 28 October 1970, sixteen months after its initiation, the Cabinet 

designated CEDA as the training place for all higher level civil servants 

and allocated the job of training section officers and below to adminis­
trative management. Thus, within a short period, CEDA moved from a 
situation in which three agencies were functioning in the same activity 
without definition to a situation in which its role was not only clearly 
defined, but defined in such a way as to give it the most important func­
tion. The government's decision came at the same time as the univer­
sity's decision to allocate the dip!oma course in public administration 
to CEDA. This, too, meant greater coordination and clarity of roles. 

Normative linkages. Besides the content of the training programs, 
CEDA's normative linkages with other organizations and the public have 
been strengthened by a series of critical policy analyses presented by 
CEDA staff members in articles, speeches, and outside seminars. There 
is a dearth of well-informed evaluation of government policy. By entering 
this field, CEDA has won popularity among the general public. The role 
undertaken by CEDA has, we believe, been of great importance to Nepal. 
It is vital for all systems to produce alternative ideas to those of the es­
tablishment, and to test these ideas in the caldron of public opinion so 
that the establishment dioes not close itself to outside influences. We be­
lieve that CEDA is providing this for the three groups it has chosen to 
serve in Nepal. Until now, this type of policy analysis has had tremen­
dous impact in bringing CEI)A into the spotlight. For instance, the gov­
ernment's committee on Trade and Transit invited CEI)A's director and 
deputy director to serve itsconsultants to it. This invitation followed a 
series of articles and speeches on the trade and transit problem by these 
members of CEI)A's staff, a series which caused a great deal of stir in 
Nepal and India. Such policy analysis has increased intellectual curiosity 
in Nepal. 

Also, the Morang Ilydro-Electricity Co., for whom CEI)A acts as a 
consultant jointly with NIDC, has provided the basis for the Board's 
determining a policy to set that ;ndustry on its feet. It is interesting that 
this company has started making proi;fs this fiscal year for the first time 
in many years. An analysis of the Balaju Industrial Estate is also under 
way at CEI)A. 

Diffuse linkages. Press coverage of CEDA activit*es has been both ex­
tensive and positive; all the research projects and the training programs 
undertaken have met with praise from the press. CEDA's occasional Paper 
No. 1, "Trade and Transit: Nepal's Problem with her Southern Neigh­
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bour," was welcomed by the intellectuals. At a time when the press
expresses its dissatisfaction with cheap publicity, CEDA is said to "ser­iously tackle important questions in a spirit of pragmatism and generalusefulness." 3 The press coverage also indicates that CEDA has received

wide recognition as a real intellectual organization.


One of CEDA's main characteristics has been its autonomy, and the
leadership jealously guards this. As a result, it is becoming increasingly

clear to the government and the public that the survival of CEDA islinked with its autonomy. This has definitely helped CEDA make its in­dependent standpoint felt, which has in turn increased its normative link­ages. Having played a bold and dashing role as an innovative institution,
CEDA has revealed its influence in a wider environment. This strengthens
CEDA in such a way that the path toward becoming an established insti­
tution seems very clear for the years to come. 

(Nepal, 79-86) 

NOTES 
1- A senior staff member in CEDA can, for instance, earn ten times his salary in th,U.S. or in some international organization; whatever degree of loyalty or cohesive­ness may exist generally cannot outweigh a ten times greater compensation else­where. This will be a continuing problem for CEDA.
 
2-Narad 1(3 May 1970).

3- Rising Nepal (13 September 1970).
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Appendix A- Institution- Building 
Terms and Concepts 

CHANGE AGENT: One who deliberately works toward inducing change 
through creative thinking and innovations. 
DIFFUSE LINKAGES: Relationships with individuals and groups who 
are not aggregated in formal organizations or collectivities but influence 
the standing of the innovative organization in its environment. An exam­
ple might be the parents of present or prospective students in an cd;zca­
tional institution or the "clients" of a tax collection agency. 
Those relationships with generalized interest groups--such as farmers,
bankers, students-which are not organized in recognizable, concrete en­
tities. This linkage may be considered as the "public," as in "public rela­
tions." 
The expression of what the institution stands for, what it hopes to 
achieve, and the styles of action it intends to use. 
That combination of themes which can be and are manipulated by insti­
tutional leadership to enhance internal cohesion and unity and to make 
the institution more acceptable in the external environment. Encom­
pas :ed in the combination arc those values, standards, and philosophies 
which proclaim the identity and legitimacy of the institution, its goals
and the means of attaining them, and its service and progress orientation. 
Those organizations through which the society provides the institution 
with both the authority and the resources that eirable it to function. 
These almost always include a legislature, either state or federal, and 
probably elements from the executive branch of government. Involved 
will be charters and regulations as well as appropriations, contracts, and 
grants. 
Relationships with organizations that control the allocation of authority 
or resources. 

DOCTRINE: The values, standards, philosophies, and mentalities that 
prevail in an organization. )octrine is reflected in policies, programs, and 
operations of the organization. 

These definitions were prepared for the Utah Conference based on the writings of
.MiltonEsman,J.K. McDermott, R.W, Roskelley, and Bruce Anderson. 
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ENABLING LINKAGES: Those relationships which the university as an
 
organization must build with other organizations and social groups con­
trolling the power to allocate authority and resources which the organiza­
tion must have to function.
 

FUNCTIONAL LINKAGES: Those relationships with other organiza­
tions which make use of the target organization's output in serving tile
 
society. These include agencies and organizations that hire graduates,
 
that diffuse or use directly the new technology or products, and that
 
send personnel to be trained by or seek counsel from tile target organiza­
tion. These also include other similar organizations with which coopera­
tive programs arc developed.
 
Relationships with organizations that supply needed inputs or which take
 
outputs.
 

INNOVATIONS: New technologies, new patterns of behavior, or
 
changes in relationships among individuals or groups.
 

INSTITUrION: A set of integrated and complementary ideas, concepts
 
(intellectual blueprints) covering the broad areas of elemental and essen­
tial variables, and linkages which give direction to behavioral patterns dc­
signed to achieve the goals defined by society in such areas as education,
 
family, economics, politics, and religion.
 

A new or remodeled organization which induces and protects innova­
tions.
 

INSTITUTION BUILDING: The planning, structuring, and guidance of
 
new or reconstituted organizations which (a) embody changes in valu,-s,
 
functions, physical, and/or social technologies; (b) establish, foster, and
 
protect new normative relationships and action patterns; and (c) obtain
 
support and complementarity in the environment.
 

Planning and guiding organizations which induce and protect innovations,
 
gain support, and thus become viable in their society.
 

INSTITUFIONALITY: 'File end-state of institattion-building efforts char­
acterized by the following conditions: (a) a viable organization has been
 
established which incorporates innovations; (h) the organization and the
 
innovations it represents have been accepted and taken up by relevant
 
groups in the environment.
 

INTERNAL STRUCTURE: That organization of resources into formal 
and informal patterns of authority, division of responsibility among the 
different units of the organization, channels of communication, and 
means of resolving differences and formulating consensus on priorities, 
policies, and procedures. 
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The technical division of labor, distribution of authority, and the lines of 
communication within the institution through which decisions are taken 
and action is guided and controlled. (See Variables.) 
flow individuals inside the organization relate to each other, who has 
freedom to make decisions and take action, how decisions are made, who 
gets rewarded and by what criteria, and other items of this sort. 

LEADERSHIP: Those persons occupying the functional positions of 
authority and responsibility at the several levels of a complex organiza­
tion who are concerned with the internal organizational matters and the 
external environmental relationships expressed through linkages. These 
persons actively engage in structuring tile organization, formulating poli­
cies and programs, cultivating resources, translating and manipulating 
doctrine, delegating authority, clearing channels of communication, 
managing all linkages of the organization, and implementing, all of its 
activities. 

The group who directs the institution's internal operations and manages 
its relations with tile external environment. 

The persons who actually participate in or influence the formulation of 
policy and program of the organization and its operation. This may 
include some persons not apparently a part of administration. This group
becomes the effective management of the institution or organization. 
(See Variables.) 

LINKAGES: Patterned relationships between the institution and other 
organizations and groups in the environment. These relationships com­
prise the exchange of resources, services, and support, and may involve 
various degrees of cooperation or competition. 
The organization or institution must be tied into the society or environ. 
ment. It must be an integral part of a larger mechanism which includes 
other similar parts, i.e., other institutional organizations. In the Pitts­
burgh concept, linkages refer to other institutions through which the tar­
get institution or organization is tied into the total society or economy. 
(See Enabling, Functional,Normative,and Diffuse Linkages.) 

NORMATIVE LINKAGES: Those relationships with other organizations 
in the society which act as guardians of the society's values, norms, and 
standards. These include churches, political parties, and ideological 
groups. 
Relationships with other organizations which share an overlapping inter­
est in the objectives or the methods of the new institution. These may 
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be reinforcing or hostile. Thus, a family-planning institution may have a 
normative link with a church group which may be either supportive or 
hostile, and a school of public health may have normative linkages with 
the organized medical profession. 

ORGANIZATION: A social unit having a complete stratified structure 
of positions that is systematically coordinated. It is goal-directed and 
task-oriented as enunciatcd by its doctrine. It is characterized by a hier­
archy of positions and roles, the performance of which is socially regu­
lated according to the goals and tasks undertaken. 

A body of persons organized for a specific purpose. 

PROGRAM: 'T'hose planned and organized actions that are related to 
the performance of functions and serviccs, i.e., the production of tile 
outputs of the institution (teaching, research, extension). Programs are 
designed to fulfill the goals of the organization as set forth in legal man­
dates or official doctrine, and are neceled and demandecl by tile environ­
ment to bc served. 
Tile activities performed by the institution in producing and delivering 
outputs of goods or services. 
Constituted )y the output of the organization. This usually includes 
services, such its education or training, but it could be translated into 
numbers of stulcnts graduated, publications issued, new crop varieties 
developed and seed stock producdcl, or simply information on new tech­
nology. In somfle cases it woull be an actual commodity, such as seed. 
(See Variables.) 

RESOURCES: Those inputs of the institution that are converted into 
products anl services and into increases in institutional capability. These 
include financial resources that can be Used for construction of physical 
plant, equipment, facilities, and employment of personnel services, and 
also such intangibles its legal and political authority, individual and collec­
tive knowledge of staff members, and information about technologies 
and the external environment. 
Includes the inputs into the organization. Just as program is what the 
organization provides for society (or the environment), resources are 
what the organlization receives from the society to be used in producing 
the outputs. (See Variables.) 

TRANSACTIONS: In the Pittsburgh conceptualization, linkage refers 
to another institution that has a relevant relationship with the target in­
stitution. The linkage concept (toes not refer to the actual interpersonal 
contacts and interactions that occur between and among individuals who 
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represent the groups. These contacts and interactions are included in a 
sub-category of concepts labeled transactions. 
Transactions are the actual concepts which representatives of the institu­
tion have with representatives of the linkage institutions. In these con­
tracts, goods and services or power and influence are exchanged. Trans­
actions serve at least four functions: 
(1) they strengthen or create bases of support for tile institution and its 
program; 
(2) they acquire resources for operation;
(3) they seek to bring changes in other organizations which enhance the 
chances of the institution in achieving its objectives; and 
(4) they seek to transfer values and norms of the institution to institu­
tions. 

UNIVERSE, INSTITUTION-BUILDING: The institution in its environ­
ment has been designated the IB Complex or Universe, or as McDermott 
described it, the Host Country Complex. )ifferent writers have pre­
scribed minor differences, but the IB Universe is usually rendered sche­
matically as follows: 

Host Institution Other Institutions 
InstitutionalVariables Linkage Variables 

Leadership Enabling Linkages
Doctrine Functional Linkages
Program Transactions Normative Linkages
Resources Diffuse Linkages 
Internal Structure 

VARIABLES: The various ingredients or elements that identify each in­
stitution in varying degrees are referred to as institution variables,which 
are essentially concerned with the organization itself, and the linkage
variables, which are mainly concerned with external relations. 
The operational relationships of the model have been described as fol­
lows: "We see leadershipas being the intervening variable between insti­
tutional variables and their environmental linkages. The function of
leadership is to translate and manipulate doctrine to normative linkages
which, in turn, activate enablinglinkages to provide the resourceswith 
which internalstructure is built and programsare provided for the func­
tional and diffuse linkages thus building relationships in the environment 
which provide identity, legitimacy, and support for the institution." 

(Utah) 



Appendix B-Key Institution-
Building Concepts 

I. LEADERSHIP 
A. InternalFunctionalCharacteristics 

1. Competence 
Leadership of an institution should: 

Have an understanding of the development of scientific facts
bearing on all the phases of agriculture and industry.
Be capable of taking the critical and pivotal steps in organizing
the institution; that is, defining the character of the work to
be done by the institution. 
Have a breadth of vision of the relationship between agricul­
ture and the natural, mcchauical, physical and social sciences,and economics and engineering which will enable them to mapout programs to demonstrate the beneficial effects of practical 
knowledge. 

2. Commitment 
Leadership of an institution should:
 

Be enthusiastically committed to innovation 
as a means toward
achieving recognized goals of the institution. 
Have the dedication and foresight to lay a foundation broadenough to provide for the future needs of the institution and 
the public it serves. 

3. Style 
Leadership of an institution should: 

Be capable of resisting pressure toward specificity in favor of 
flexibility in decision making. 
Strive to achieve a balance between authoritarianism, demo. 
cracy, and permissiveness in internal management which willbest serve the purposes of the institution at the time. 

4. Tactics 
Leadership of an institution should: 

Provide a free-flowing, two directional information system
within the organization of the institutional staff. 
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Provide an opportunity for young professionals to actively 
participate in institutional policymaking 

Provide an opportunity for young professionals to demon­
strate, in productive use, their newly acquired knowledge. 

5. Continuity and Succession 

Ieadership of an institution should: 

Provide that leadership responsibilities, and thus leadership 

status and reward, be shared by all members of the leadership 
group. 

Continually recruit for leadership positions in the institution 
those individuals recognizecl as the most progressive scientists. 

Assume tile responsibility and obligation to put into effect an 

explicit program for the selection, training, and placement of a 
new cadre of leadership. 

B. ExternalFunctionalCharacteristics 

1. Linkage Management 

Leadership of an institution should: 

Be articulate in voicing the goals of the institution, and the 
means by which they are to be achievd. 

Be able to mobilize the natural, human, and service resources 
of the environment to the support of the institution. 

Provide a free-flowing, two-directional information system 

with environmental linkages. 

2. Style 

Leadership of an institution should: 

Develop a sensitive balance of aggressiveness and accommo­

dation in its external relations in such a way as to achieve 
maxinun cooperation and support from the environmental
 
linkages.
 

Preserve the peculiar emphasis and point of view of the institu­

tion, that is, its unique "character."
 

3. Tactics 

Leadership of an institution should: 

Increase the prestige of the institution and if it is already ex­

tremely high, ensure maintenance of that prestige. 

Manage programs so as to keep costs as low as possible through 
efficient use of time and space, reduction of duplication in 

courses, experiments, research, etc. to illustrate to environmen­
tal linkages the best use of resources. 
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4. DoctrineManipulation 
Leadership of an institution should: 

Be capable of the elaboration, expression, and manipulation
of doctrine so as to maximize environmental acceptance of the 
institution and its innovations. 

II. DOCTRINE 

A. InternalThemes 
1. Themes directed towardstaff members 

The institution: 
Should protect the faculty's right to academic freedom. 
Should make sure that on all important issues (not just cur. 
riculum) the will of the full-time faculty shall prevail. 
Should ensure that faculty and/or staff members have maxi­
mum opportunity to pursue their careers in a manner satisfac­
tory by their own criteria. 

2. 	Themes directed toward students 
The institution: 

Should provide a full round of student activities.
 
Should offer tap quality in all programs offered to the student.
 
Should keep up to (late anti responsive to professional trends
 
so as to prepare students for available positions upon comple­
tion of legree program.
 

B. External Themes (directed to the external environment) 
1. Identity Themes 

The institution:
 
Should provide a substantial education to men ancl 
women­
general information and the discipline of the mind and charac­
ter to make intelligent and useful citizens.
 
Should maintain an educational policy, in spirit as well as in
 
form, which is consonant with the language of the legislative

acts which defined the purposes of the institution.
 
Should devote itself to the special needs of the state, to dis­
cover its natural resources, and to train men to successfully
 
develop those resources.
 

2. Purpose Themes (Goals) 
The 	institution would see its purpose to: 

Provide an education aimed at preparing men and women for 
the real work of the world. 
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Teach the application of science to the common purposes of
 

life.
 
Work increasingly in behalf of the advancement of the state.
 

Educate to his utmost capacity every high school graduate who
 

meets the basic legal requirements for admission.
 

3. ProgramThemes (Ways and Means)
 

The institution:
 

Should engage in research that is problem-orientcd.
 

Should teach courses of study in which subject matter is re­

lated to the important problems in the basic sciences.
 

Should provide that new methods of presentation, stimulation,
 

and examinatiot, are used in the classroom and laboratory. 

Should provide programs to resolve the problems of the rural 

and industrial sector of the community and to communicate 

the solutions of the problems back to the community. 

4. Service Themes 
The institution: 

Should provide special training for part-time adult students 

through extension courses, special short courses, correspon­

dence courses, etc.
 

Should offer cultural leadership for the community through
 

university-sponsored programs in the arts, public lectures by
 

distinguished scholars, etc.
 

Should assist citizens directly through extension programs,
 

consultation services, and by providing useful and needed fa.
 

cilities and services other than teaching and research.
 

5. ProgressThemes (Change and Growth) 

The institution: 
Should be continually alert to the challenge to improve exist­

ing conditions. 
Should work continually to maintain top quality in all pro. 

grams in which it engages.
 

Should keep up-to-date and responsive to progress in scientific
 

fields.
 

III. PROGRAMS 
A. InternalPrograms 

1. Teaching Programs 
The program of the institution should provide that: 
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The relationship between the teacher and the student be con.ducive to study, inquiry, and thoughtful scholarship.

Students learn to apply principles of scientific methods under
actual farm, community, and industrial conditions.
 
Discussion group techniques be used within the classroom and
time be allowed for groups to function as part of the instruc­
tional program.

Teachers schedule regular and frequent office hours when they
are available to students who wish to discuss problems of mu­
tual interest.
 

2. ResearchPrograms 
The program of the institution should provide that:

Research be problem-oriented with high priority being given
to the most urgent problems of the region served.

Research staff shall have had a significant research experience
 
as a major qualification for a position in research.

Experimental research be promptly completed, the data re­corded, details and results or findings reduced, reported, pub­lished, and distributed to the farmers.
 

3. Innovative Programs 
The program of the institution should provide that: 

All departments, even those least concerned with agricultureand industry, be encouraged to develop programs of service tothe rural and industrial communities. 
Individual staff members be encouraged to develop "pay dirt"projects having a direct effect upon increasing productivity,
creating wealth, and making contributions to the community
in other ways. 

4. Evaluative Programs 
The program of the institution should provide that:

The courses or projects be evaluated from a practical, usable
 
point of view.
 
The programs be evaluated in terms of the impact resulting

from the information-dissemination processes.
 

5. Service Programs 
The program of the institution should provide that:
 

The institution assume the responsibility of providing on­
campus housing for students where necessary.
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The institution offer medical care for minor health problems 
of students. 

B. ExternalPrograms 
1.Extension Programs 

The program of the institution should provide that: 

Teaching methods used be tailored to specific jobs to be done. 

All teaching procedures be continuously evaluated and im­
provements made in light of the evaluation. 

Adequate materials and support be given local leaders to deal 
with the growing complexity of problems it encounters. 

Other agencies be given the opportunity to become fully famil­
iar with extension personnel and programs. 

2. Service Programs 
The program of the institution should provide that: 

The staff of the institution stimulate the development of ade­
quate community or area organizations and provide guidance 
and assistance to such organizations. 

Staff of the institution cooperate with local people, other 

public agencies, and lay organizations in community improve­
ment and resource development. 
The staff of the institution assist community groups in obtain­

ing information and other assistance needed from organiza­
tions. 

IV. RESOURCES 
A. Internal Resources 

The institution: 
Should seek staff personnel with the precise skills, knowledge, 
and program commitments that effective performance requires 
for an innovative organi-,ation. 
Must recruit and retain different kinds of personnel as the 
institution changes and matures. 

In order to expect real performance, must provide the necess­
ary resources for the educational task including physical plant, 
land, apparatus, and a library. 
Should seek to acquire the best trained and most knowledgeable 
scholars and scientists for staff positions. 

B. ExternalResources 
The institution: 

Should guarantee the financial support of federal and state 
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legislative bodies by fulfilling its legislative mandates with in. 
dustry and integrity. 
Should mobilize the natural, human, and service resources of
the state by giving the degree and kind of service that will 
enhance the community as well as the institution. 
Should meet with industry and integrity the conditions under 
which government grants are made. 
Should continually seek new resources and should maintain 
present financial resources by continually developing the ca­
pacity for service of the institution and its staff. 

V. INTERNAL STRUCTURE 
A. Design of Organization 

The internal structure of the institution should provide that: 
The governing body of the institution organize itself into a 
working group for the division of responsibility and tasks. 
The governing body of the institution establish positions in 
the organization and lefine their relationship to one another. 
The departments be complete in themselves and autonomous 
in their operations and programs. 

B. Delegationof A uthority 
The internal structure of the institution should provide that: 

Department heads, and through them the staff members, be
placed in charge of, and made responsible for, all work of their 
respective departments. 
Committees of faculty members be assigned to study and make 
recommendations concerning questions of importance relating 
to the educational work and policies of the institution. 

C. Division of Labor 
The internal structure of the institution should provide that: 

Patterns for the division of labor be practiced at all levels and 
among all staff personnel. 
Each staff member have a clear and definite understanding of 
the nature and extent of his task obligations. 

D. Staff Orientation 
The internal structure of the institution should provide that: 

The teaching staff all be specialists in their lines-men and 
women whose interest extends beyond the mere consideration 
of salary to the important question of professional success. 
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The ambitions of teachers be to accomplish all that is possible 
for the individual students under their charge, as well as to suc­
ceed in the field of research and of investigation. 

The internal administrative attitudes and relationships reflect 
its dedication to the production of useful people and useful 
information. 

E. Staff Requirements 
The internal structure of the institution should provide that: 

The administration understand and accept its role as that of
 
facilitating productivity of the staff members.
 
Staff members participate in the development of the policies
 
and programs of the institution and of their respective depart.
 
ments.
 
Staff members be obligated to participate in the development
 
of the budget for their respective departments.
 

F. Staff Development 
The internal structure of the institution should provide that:
 

Very excellent teachers and/or research workers receive a
 
salary equal to or greater in amount than that of adminis­
trators.
 
Administration provide stimulation for professional improve­
ment on the part of the staff.
 
Staff members participate in the selection of staff members for
 
their respective departments.
 
Staff members be encouraged to exercise initiative in securing
 
opportunities to participate in professional improvement ac­
tivities.
 
Order and discipline be exercised in order that institution's
 
work may proceed effectively.
 
Should meet with industry and integrity the conditions under
 
which government grants are made.
 
Should continually seek new resources and should maintain
 
present financial resources by continually developing the ca­
pacity for service of the institution and its staff.
 

G. Staff Evaluation 
The internal structure of the institution should provide that: 

Teachers be evaluated according to their ability to stimulate 
intellectual curiosity and the quest for new and more know­
ledge on the part of the student. 
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Teachers and other staff not be shown partiality or preference
because of race, religion, or political affiliation. 
Staff members not feel that exercising their own initiatives 
will jeopardize their positions. 

H. PerformanceRewards 
The internal structure of the institution should provide for: 

The institution issuing a firm and explicit policy statement 
regarding its principles and practices of staff advancement.
 
Conditions under which staff members qualify for "merit pro­
motions" being well defined.
 
The possibility for junior staff members to advance in rank
 
within their departments strictly on a merit basis.
 
Staff members being rewarded directly for excellent perfor­
mance.
 

VI. LINKAGE VARIABLES 
A. EnablingLinkages 

The institution should sense its responsibility to develop enabling 
linkages by: 

Identifying with well established themes, symbols, and slogans
so that the institution can maintain maximum legitimacy. 
Seeking through proper channels the financial support from 
legislative bodies granted by legislative acts. 
Seeking information and support from the national congress
and the state legislature when they are in session to represent
the interests of the institution. 
S-nding a representative to the national congress and the state 
legislature when they are in session to represent the interests 
of the institution. 
Inviting the legislative assembly to visit the university, giving
the grand tour and treating them royally. 
Making effective use of the mass media-press, radio, televi­
sion-to advertise the institution, and gain interest and support
of public. 

B. Normative Linkages 
The institution should sense its responsibility to develop norma­
tive linkages by: 

Inviting prominent church and civic leaders, elected officials,
and successful businessmen to be platform guests and speakers
at the official occasions of the university. 
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Accepting community standards of morals as a criteria for
 

behavior and upholding these standards in institutional regu­

lations.
 
Assuming the duty to look after the intellectual and emotional
 

welfare of the students.
 

C. FunctionalLinkages 
The institution should sense its responsibility to develop func­

tional linkages by: 
Maintaining genial relations with city and county officials. 

Graciously accepting the very real material commitment of 

property and water offered by local community. 

Allowing and encouraging staff members to atLend and partic­

ipate in professional organizations' meetings. 

Maintaining an open forum for discussion of problems relating 

to the community. 
Conducting all business legally and using courts and other legal 

means of settling disputes when necessary. 

Bringing acknowledged scholars and scientists to the university 

as visiting lecturers for students, faculty, and interested towns­

people. 
Encouraging staff members to visit different parts of the state
 

to speak in the interest of the institution.
 

Cooperating with lusinessmen of the community in advertising
 

the community and the institution in a brochure.
 

Conducting a survey of schools in the state to determine
 

future enrollnents.
 
Contacting individual teachers at high schools, etc. to identify
 

possible college students.
 

Sending an explanatory pamphlet and a catalogue of courses
 

offered to possible students of institution.
 

Cooperating with the local Chamber of Commerce in matters
 

that affect the institution.
 

Soliciting and accepting material and financial gifts from indi­

viduals, businesses, or industries.
 

Cooperating with federal, state, and community agencies in
 

community welfare.
 

Utilizing the mass media (radio, press, and television) in pub­

licizing the activities of institutional staff.
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D. Diffuse Linkages 
The institution should sense its responsibility to develop diffuse 
linkages by: 

Maintaining a thorough, non-sectarian, non-partisan character 
in the administration of the institution. 
Advertising the institution as a people's university in the news­
papers of the state. 
Acquainting the public with the activities of the institutional 
staff by offering speakers for civic, educational, and cultural 
groups. 
Advertising the institution by sending exhibits of the products
of its programs tn country, state, and world fairs. 

(Utah, Appendix B) 

NOTES 
1- Dr. R.W. Roskelley of Utah State University assisted by Mrs. Lila L. Garr devel­
oped a conceptual elaboration of the IB model. In cooperation with several graduate
students they examined the historical record of a land grant university in terms of itscomponents. The statements used to flesh out the outline were paraphrased by Ros­kelley and his co-workers from official records, board minutes, speeches, newspaper
accounts, etc., and were chosen to demonstrate the basic concepts that served asguidelines in giving direction to what and how things were done during tile formativeyears of the university. Modern scholars can observe, in retrospect, how the institu­
tion builders anticipated IB theory, and how they might have been more effective. 
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