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Abst ralt 

This is a study ot" the potential role of organization design in 
Rural Development Administration. The study is intended to assist 
development managers identify project-related distributive impact and 

design project organizations which facilitate more favorable benefit 
distribut ion. Information, organization, systems, and cybernetic 
theories are used to isolate significant organizattonal varjables 
which are then related to project benefit distribution in an empirical 
study of fifty subprojects in Africa and Latin America. The findings 
ire: (1) an information-sharing perspective can be applied to rural 
development projects; (2) information-sharing among subprojects is 
significantlv associated with project related benefit distribution 

patterns; (3) the organizat ioni dimension of rural development pro
l,,'s should receive priority attention from those who design and 

m.tn.ilg projects in tended to promote rural equal ity. Guideli.nes art, 

thet dtvt,loped to improve projet't organ izati on design andtihost' guide
li1. .irc app Iletd to the design of a rural development prot'ict in 

W-:; ,.AI r iI. Th, guide l Ines are judgud useful Ior thots lug ippropr Mt 
ogta l .*.a iu.t I"ml ,at lonslhips nond for dent i vi d it a ne'eds tt specify 

'rg yaui,'at tactors benefit in ularionalI al fect inug distribut ion part i 
i.,liituiot'ns. The study also examines the definit ion and ma suremen t 

ofI onilit distribution, the development and use of heuristic design 

to'ln iques, and the design of project management information systems 
it :oni tor distributive impact. 

The report is presented in two vollumes. Volumo 1 contaLns a 
rte,lrc 0 summary and the action guidelines. Volume I. contains 

ighLt annexes which detail the theoretical, empirical and case studies. 
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The results of* this study are reported in two separately bound 
doliuments. The contents of both volumes are outlined below. 

VOLUME I: RESEARCH SUMMARY AND ACTION GUIDELINES
 

Part I: Introduct ion
 

Part If: Research Summary
 

Part III: Action Guidelines:
 

Organizing to Reach the Rural Poor
 

Part IV: Conclusions and Reconmendat ions
 

VOLUME II: THEORETICAL, EMPIRICAL AND CASE STUDIES
 

Annex A: Problem Statement 

Annex B: Organization and Distribution 

Annex C: Information Processing Indicators 

Annex D: Distribution Indicators 

Annex E: ]nformat [on 'rocessing and Benefit Dist ribtit itn: 

The E-mpLritnI Study 

Annex F: Information Managemen t to B0kne Iit the Ru ra1 I'oo r 

Annex G: Guideline l)evelopment 

Annex H: Organization Design Applied:
 

A Case Study of Bong County, Liberia
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I 
INTRODUCTION
 

This is study of the poLtit Ial role of organizat Ion (I, in Iii 

Itri. I 1,,veI t Admi n I trat I ont I I Is "ac t Ion ros arclh. 'T' 1i; i I; 

It 4.ou11.111. both i Itheort Ica1 foIc tis for :uecudvm Ics and a1prat itli 

focts for project managers within the Agency for International De

velopment (AID).
 

The theoretical dimension pertains to the value of information
 

analysis of organizations as a policy research tool for examining
 

distributive impact. The practical dimension is reflected in a set of
 

organization design guidelines to help AID project managers organize
 

projects which renult in greater benefit to the rural poor.
 

More specIfi lly, the study Is Intended to Improve All)'.s capincity 

to perftorm two act.tivitis. They ar,: 

" To Identify project-related distributive impact; and 

* 	 To design project organizations which facilitate more favor
able benefit distribution. 

The purpose of these two activities is to improve project management
 

for rural equality.
 

HIGHLIGHTS
 

The major findings are that the organization of rural development
 

projects influences who receives benefits from those projects; and that
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lr,1.*'t orwinizations can be designed to deliver more benefits to the 

rural poor. 

The study presents a set of action guidelines to help project 

m.,nagers design and implement more effectiveL rural development project 

organizations. A scheme for classifying benefit recipients and measuring 

hvne fit distrlhu ion also is construe ted and integrated into AlPDs 

p r' l'o s\'sivii. Two by-products of the focus on organ ization all d 

dl t r i but ion are: discussion of project management: information systems; 

and articulation of process dimensions which can contribute to an 

assessment of the managerial capability of different organizations. 

The study began with our experiences of rural development in 

Africa, Asia and Latin America. To explain the role of organizations 

in distribution, we looked to theory. From the theory, we developed 

spevuific hypotheses and conducted an empirical test. Based on the 

rosio.irch results, generalizations were made and prescriptive action

, 1nt ed guidel ines were constritt ted. These guidelines were then 

I0,s5ol il .Io;:;e study and Conclusions were drawn. The results are 

t-onta ined in this volume. 

The guidelines resulting from the research are a beginning as
 

well as an end. They are the conclusion of this research, but they
 

are hopefully the beginning of improved project organizational design.
 

Only by using them, refining them, and learning from them can we dis

(,over their actual utility. The process began with experience and it
 

must return to experience. The place of "Project Management for Rural
 

Elquality" in this learning cycle is displayed in the diagram on the
 

next page. This diagram helps us recognize the limitations of the
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study and place it in proper perspective--the most significant work is 

st i II to 10t onLe. 

FORMAT 

The report is presented in two volumes. Volume I contains 

summaries of the research findings, the action guidelines, and the 

conclusions and their implications for AID. Volume II contains eight 

annexes which detail the approach, the findings and a rural development 

projoct application. 

Readers interested mainly in designing or managing projects may 

Iliul th, guidelines section of Volume I the most valuable. Tit')S: inter

et,:ld Iii pursu iug a.'lte rnative approaches to henefit distributi ontt 

o organ I;..t ional design to tehniqtit's n1a.y wish to review spect it- ;lannUXe's 

fit Volume II. A bibliography of pertinent sources is located at the 

end of each annex to assist the further study of specific topics. 



II 
RESEARCH SUMMARY
 

This section outlines the studies which resulted in the organ

ization design guidelines by summarizing the content of each annex
 

in Volume II. 
 Those annexes which focus most directly on project
 

management related substance or illustrate critical concepts 
are given
 

greater emphasis. 
Those with less npplied content and those more
 

fully reflected in the guidelines receive less emphasis.
 

Annex A
 

PROBLEM STATEMENT 

This research is directed toward a problem with two componcits. 

The first is the lack of distribution-related project impact 
indicators
 

in AID's project management systems. The second is the need for or

ganizational design techniques 
to help improve the distributive impact
 

of rural development projects.
 

Annex B
 

ORGANIZATION AND DISTRIBUTION
 

An organization is defined as 
"a system of interacting people
 

and roles." Information is defined as 
"data which are used in decision

making." Organizations are then viewed as 
information processing entities
 

and the development literature is reviewed to extract generalizations
 

about the roles of traditional, colonial and project organizations in
 

distributing socio-economic resources. 
 The literature suggests the
 

following generalizations:
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* 	 Organizations are instruments which distribute informit Ion ail. 
other resources. 

orgalI .;|I 

who ,ithitl .Iat oIrgdll ;'.iIJol Icheves tih"it' "I 'lt' 1 I\, m;t 
* How Intl'on'llt ion I-, sh.ledtl hirl'oughout all t Ioll .I I c(:; 

t I l it 
iI vl' 

Orgaiza tions interact wILh their environments and the nature 

of the interactions is guided by whose objectives are pursued 
by the organization; 

* 	 New and old organizational forms play significant roles in 

the development process; 

* 	 Development projects are organizations; 

* 	 During implementation, project "ownership" passes from its 

designers to local actors, and project behavior reflects
 
this change;
 

* 	 Projects become absorbed into the distributive dvnamics of 

their environments through interfaces with local organi zat ions; 

* 	 Th naturte of tht, Interfact-s partly determines wit )Lic iw,: 

how much hvnei I t from t he projec t; 

* ntevina l project information sharing affects the intort aces; and 

* 	 To a considerable degree, internal project information sharing 
processes can be consciously designed. 

Thus it is suggested that information sharing within and between 

organizations may reveal the distributive role of organizations in 

developing countries. Furthermore, the construction of project organ

izational design techniques might begin with an information-sharing
 

perspective.
 

Annex C
 

INFORMATION PROCESSING INDICATORS
 

Organization theory and organization design literature is examined
 

to develop a typology of information processing strategies used by
 



7
 

organizatlons. Indicators of "who shares informatiun with whom" are
 

deductively extracted from the typology. Included among the indicators
 

are those which are later used in the empirical and case studies and
 

incorporated Into the guidelines. These Indicators focus upon the 

distributIon of Informaltion within an organizaition. 

Annex D 

DISTRIBUTION INDICATORS
 

This annex presents a way to classify groups of people receiving
 

different amounts of project-related goods and services and to measure
 

the distribution of tho~e benefits.
 

Systems hierarchy is used to relate growth and distribution.
 

For example, national planning decisions to distribute efforts and re

sourves among different sectors of an economy will influence the 

1owt. of Individual sectors. The same relationship appears spat ially 

as w'l as funetionally. Distribution among regions affects growth 

within regions. From a sy5Lem level, then, a process may appear as 

distribution whereas from a subsystem level the process is seen as 

growth. Conversely, the absolute growth of a subsystem may influence 

the relative distribution of resources within the system. Thus, project 

area growth influences regional or national distribution. 

This suggests a need to disaggregate project impact data in order
 

to measure the distribution of project-related growth. It is necessary
 

to know which groups of people receive how many benefits from the
 

project.
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Benefit Recipients
 

Project benefit recipients may be defined in vertical or hori

zontal terms. For example, rich/poor art quantitative categories along 

an .isvo'nding sCal" whereas mall '/lt'ma lI are not. The lat er 	are horl

orl ss of.'nio ll categot. i s . VrlI ca c.i t gortjs ar' those with more 

and so forth.some element such as income, land , cattle, caloric intake 

Vertical categories can be sector-specific. Horizontal categories
 

describe recipients with qualitatively different characteristics, not
 

more or less of something. For example, men/women, Muslim/Christian/ Pagan,
 

farmers/traders are horizontal. Sex, religion, ethnic group, occupa

tion, ritual society membership and many other groupings may reflect
 

locally preceived social dynamics and provide significant horizontal
 

vm 'egorssfor classifying benefit recipients. 

Appropria te alctvegori es for identifving benfit distribution among 

groups will be project specific. However, for situationally appropriate 

distribution data to be used in AID's project management system, they
 

must be incorporated into agency documentation. The Logical Framework
 

for Project Design appears in many documents and it can be used to
 

evaluate project-related distribution at different stages of project
 

impact.
 

Distribution Stages
 

The following is a suggested standardized scheme for using the
 

Squatter is a vertical category. It signifies no land.
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logical framework to Identify distribution stages:I 

* INlll'IS I 'fu o ret. t appIi t'd (t I i tgtl:1ug',: 11uwit l i1. 'l' 
solrce of t he Iipttl. mly i 1d I (-a t e a di stri but I %,o 11 k:g1 , 
between the proj ct and supp I Iers. 

* 	 OUPUT refers to a completed product or service which provides 
an opportunity to the target group and/or other per
sons. Who has access to the opportunity identifies 
distribution at this stage.
 

PURPOSE refers to behavioral change within the target group 
wnich reflects investment in the opportunity provided
 
by the output. Whose behavior changes how much indi
cates distribution at the purpose level.
 

* 	 GOAL refers to a changed state or condition within the target 
group or extendiag beyond it. Whose condition changes 
how much shows goal-level distribution patterns. 

A series of hypotheses are made that, if inputs are applied, then 

,output wi 11 rsul t; if output, the purpose; if purpose, t hen goal. 

The strength of the hypothetical relationships is related to the ful

fillment of the assumptions required for the linkage to occur. However, 

as we progress from input to goal, uncertainty inc:eases because con

trollability becomes less while complexity become:. greater. 

This standardized taxonomy for the Logical Framework is displayed 

in the diagram on the next page. The diagram plus the above discussion
 

can be used to incorporate comparative distribution data into AID docu

mentation. This improves evaluation capability. In Annex F we show how
 

it can also improve management.
 

iThis scheme was collaboratively developed by Robert Iversen,
 
William Pooler, James Vedder, Rudi Klauss and the authors for use in
 
the AID-sponsored Maxwell International Development Seminars held at
 
Syracuse University and in project management seminars held in Africa
 
and Asia. The authors have also applied it to a local government project
 
in the U.S. and found it analytically appropriate. See: G. Honadle and
 
M. Ingle, "Onondaga County Probation Outreach Project Evaluation Design,"

(Syracuse, NY: Onondaga County Probation Department, December 1975).
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The Vertical Axis Of The Logical Framework With Standardized Categories 

NARRATIVE 

GOAL 
Description of 
Intended State 
of Welfare (in ASSUMPTIONS 
Target Population or 
extending beyond it) 

II 
Uncontrollable I 
conditions in the 

Hypothesized . 
Ln 

. 
.. . 

\\ \ . 
.. . 

--' 
.. 

. . 
:. . 

distant environment 
which must be satisfivd 

I 

LiKfor the Purpose to 
contribute to Goal 
achievementI II 

PURPOSE L- ---- - - - - --

Intended Behavior 
Change (Investment)
in the Target Group 

SII 

II Critical conditions 

I in project environment 
Hypothesized 4.. which must be satisfied 

risk and 
facilitate behavioral

Link to lower,..,,..,,.W....wt.yN.. 

change
 

OUTPUT I_..
 

New Opportunity 
for Behavior 
Change in the 
Target Area - - - - ----

I Project conditions 
Hypothesized ... .. , .* ........... 4 which must be 

Link r satisfied for Output 
INPUTS ___to I be managed 

Description of 
the resources 
to be managed 

http:lower,..,,..,,.W....wt.yN
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Indicator Development 


G'iven an understanding of: kii the need for data to be bi,,koo dwu 

to retflet't dist ributiont n tt:l l .l'Vet'l's or tot .1ls, U ).'3Vt i,'1i h,1"olI 

zontal distribuilon categories, and (3) tie types of distribit Iol 

occurring at the multiple levels of the standardized Logical Frame

work matrix, it is still necessary to develop and use sector-related
 

and beneficiary-related disaggregated indicators. Once this is done,
 

distribution can be monitored and evaluated.1
 

The following steps can be used to develop distribution indi

cators from aggregate or average indicators:
 

* For all vertical divisions of the logical framework, make sure
 
that the narrative statements approximate the standard cate
gories described above;
 

* For all narrative statements, develop aggregate or grOwth in
dicators to measure the expected project-related changes;
 

* 	 For each growth indicator, disaggregate along appropriate 
vertical and/or horizontal distribution dimensions. Use 
information from the project area to judge which dimensions
 
are most significant. To do this, answer the following question--

Who is likely to receive disproportionate benefit (or burden)
 
shares as a result of the project?
 

* 	 For clarity, a benefi incidence column can be included in 
the Logical Framework-; and 

* 	 For each distribution indicator, develop specific time-phased 

targets and measure as appropriate. 

This understanding of distribution indicators can be used to help
 

design, monitor and evaluate rural development projects.
 

1Various techniques for measuring inequality are discussed and
 
applied in Volume II.
 

2See: Modification #6 in AID "The Logical Framework: 
 Modifi
cations Based on Experience," Washington, D.C., 1973.
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Annex E 

INFORMATION PROCESSIN( AND BENEFIT DISTRIBUTION:
 
TIll' EMP IR ICA.L STUDY
 

An empirical study otf the role' of Informat[on sharing in lIbneftt 

distribution is conducted. Fifty rural development subprojects in 

Africa and Latin America are examined. The results of the analysis 

support the following conclusions: 

* 	 The information-sharing view of organizations presented in 

Annexes B and C can be applied to rural development projects 
and can be used to measure the organizational dimension of 
those projects; 

* 	 The distributive impact of rural development projects can 

he categorized and measured by using the approach which is 
proposed in Annex D and then elaborated in section IT] of 
the empirical study; 

* 	 The information sharing among subprojects is empiricallv 

associated with project-related benefit distribution patterns; and 

* 	 Given the above, the organizational dimension of rural devel
opment projects should receive priority attention from those
 
who design and manage projects intended to promote rural equality.
 

Thus field data both supports the utility and plausibility of
 

the perspectives presented in the previous annexes and strongly suggests
 

that organizational design can be used to affect the distributive
 

impact of rural development projects.
 

Annex F
 

INFORMATION MANAGEMENT TO BENEFIT THE RURAL POOR 

In Annex D standardized definitions for Logical Framework levels
 

were introduced to develop a comparative evaluation capability. Annex F,
 

because it focuses on "management", introduces the process dimeision
 

which is missing from the Logical Framework. It is this process aspect
 

which becomes crucial when aiming at the rural poor.
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Beyond the Black Box
 

hI:; a IThI I .% I -;I I Vr;Il'u ,work '.1i It o vIawed :ia , , t , ,ldi Iq u wll I&Ih 

views 11a11,wmlit 1., " |ipllt", go IIn,out 1put,'o11W,; 41,..
'1 a'k box ." 

IHow they are transformed is not important--it is the degroe of out put, 

purpose, or goal achievement which counts. Only results are measured. 

But to the project manager the conversion process itself is the source 

of trouble. S/he must produce the results. 

The assumption that "all input-output processes which produce 

equal outputs from equal inputs are equal processes" is the functional 

logic of a computer program. The program requires a certain output 

(v.g., a mean score) from a subroutine. The way the outputs art. 

rvatod (tilt- orde-r of addition, thlmethod of division, the u1st, of 

Arabic numbers or ,Tapatieso clitiracters or an abac.u, et c.) is of ni 

eoncern as long as they are accurate. No judgement is placed on the 

intrinsic value of alternative processes. However, in human systems 

this view is inadequate--anyone familiar with organizc tions or bureau

cracies knows that how you do something often determines what eventually
 

results. Channels, styles and processes count; management makes a
 

difference.
 

For example, American agriculturists combined inputs to produce
 

a product--grapes. Differences in grape quality were not noticeable.
 

Nevertheless, grapes of some producers were purchased while those of
 

others were not. If the black eagle stamp of the United Farm Workers
 

was not present, the target group rejected the legitimacy of the pro

duction process and the intended project impact was not achieved. Thus
 

values attached to input-output processes can influence impact by affecting
 

assumptions necessary for output to lead to purpose.
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Many different examples come to mind. Two farmer training centers 

can give equal days of training to an equal number of farmors, but the 

adoption of new techniques by the one group is high whereas in the 

other group it is low. Instruction methods, participant selection, 

cultural factcrs and numerous other elements can have an effect. Mem

ory of other experiences can also cause skepticism, hostility, apathy
 

or other unintended reactions. Thus, for historical reasons, identical
 

processes may evoke different responses in different places.
 

The following diagram shows the relationship between process
 

at one level and assumptions at the next level:
 

DifetenceManacement Makes a 


"" : IMPACT XINPUT A t ''"::I:.OUTPUTB 

INPUT A . .. : 'OUT i : :. :.i::: Y.:::i.i PUT B !..iii I P C 


By identifying memory and values as significant process dimensions, we
 

are moving beyond the black box view of project management. Now we are
 

confronting assumptions, processes and organizations.
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The Centrality of Assumptions
 

Informationi vategories used in project design oftel 'el*'lec't 1h
 

p'o' ss lona I tralning of the design,rs : s much as they I 'ccl t, 

Ioval si tuat ion. However, when implementation begins "mutat ion" ailso 

begins. That is, the objectives, perspectives and influence of those 

interacting with the project tend to mold its character and guide it 

away from the designer's intentions and toward their own.
 

If a designer's objectives include benefit distribution, then
 

organization design is the effort to
 

* 	Identify dynamics which affect input-output, output-purpose
 
and purpose-goal linkages;
 

* 	Predict the direction of mutation; and
 

Structure organizational relationships in such a way that 
output management processes lead to benefit accumulation within 
the target group. 

Consequently, organizational factors influencing linkage assump

tions become critical. Additionally, if project management is to
 

increase rural equality, mutation must be monitored so that adjustments
 

can be made before it is too late. Organizational factors intervening
 

between levels will need to be identified and, if possible, designed to
 

support target group improvement.
 

For example, if a cooperative society were dominated by a certain
 

ethnic group, the distribution of those receiving credit might be skewed
 

in favor of that group. Those interpreting credit rules or establishing
 

payment procedures could control the distribution of information about
 

opportunities. This would influence who invested in those opportunities
 

and could change purpose level distribution. However, another cooperative
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may have negotiated more favorable terms with a national marketing board 

and thus goal level distribution would be changed. Competition be

tween ministries (agriculture and transportation?) could also influence 

linkages. and thus distributive impact. Management knowledge of such 

trends could allow efforts to control them. 

The role of organization in distribution, therefore, appears In 

the Assumptions column of the Logical Framework. Management Information 

Systems(MIS) to monitor processes, identify negative trends and z1low manag 

ment reaction to them before effects are irreversible, can thus be based 

on Logical Framework Assumptions. Such an MIS is depicted on the next 

pdge. In this diagram, memory and values have also been incorporated. 

Information 

Annex F examines cybernetic systems management perspectives which 

C.11 bt id. ptod to dOvelopment managemnt. (athering and transmitting 

informution is discussed and related to project implementation pro

blems. The discussion leads into organizational design by emphasizing 

structural relationships and the need to have information available to 

the appropriate actors. 

Without two-way communication channels between the target group
 

and project management, however, actions may not focus on actual
 

dynamics. In fact projects may even be based on dubious assumptions.
 

For example, a project introducing two rice crops per year may have all
 

calculations of returns based on two harvests. However, the important
 

return to the farmer is not yield per acre but rather days of labor
 

saved during a certain time of the year. Thus, for social reasons, the
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Management Information System Implications of the Logical 	Framework 

for Monitoring Distribution 

~PROJECT
 

GOAL 	 MANAGEMENT 
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ot condition state chaliges by 

how much 
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I DISTAL ENVIRONMENT)CI	 I 

PURPOSE L J 
Changed be- Distribution 
havior or indicators of who 
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group opportunity r
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OF ORGANIZATIONAL 
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.. WITH PERFORMANCE AS 
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I (ORGANIZATIONS IN THE 
OUTPUT 	 I PROXIMAL ENVIRONMENTI 
Ploduct 01 	 L 
service pro. Opportunities 
viding an available for whom MEMORY.VALUE5 

"oppoftun, 

ity" to 
target group I ASSUMPTION INDICATORS I 

__ABOUT PROJECT -
SUBPROJECT ORGAN-
IZATION WHICH ALLOWS 
THE LINKAGE TO BE 

_ _ _ _ _MANAGED 

INPUT (TIME AND COST ARE 
Resources Input sources, TRANSFORMATION 
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op ortuni tv cost of I :bor may virv st,.Isona lIv And may ' nI tt impIt' 

p i ,,*t .ts l, t Ions . Wi t hoit t his. i IlI orm, t iou, .rtd it ma v. I L.Id 

!lit-ll ' 1ll I hlt' t .11*'. t't ol lp .1 id1 t 11Cl'. o dist r ibu ion . 

Tlhus Alnc\ F oxpands upon Anlt,'\ I by int ', ducin, the p',ct's 

dinmosion. This focuses management attention on organizational factors 

affecting distributive impact and emphasizes the role of information in 

both organization design and the project mutation process. An MIS, based 

on an AID programming technique, is suggested as a tool to be used in 

organization design for distribution and project management for rural 

Squil Iit V. 

Annex G
 

GUIDELINE DFVEI,OPMENT 

The nature of a design problem, the Heuristic approach. and the 

development of guidelines from experience, theory, applied systems
 

techniques and the empirical study are outlined. This demonstrates
 

the transition from descriptive information-sharing generalizations to
 

prescriptive action-oriented guidelines for field application. The
 

methodology of guideline construction is explained and placed into the 

context of a social learning process. This depicts guidelines as
 

"intervention principles" or "action hypotheses" to guide future
 

management and research efforts.
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Annx II
 

ORGANI 'ATION )I'S h:N AI'I'I.1 EI: 
A CAS S'iDY o1: IONC: COUNTY. I1,:10IA 

The guidelines that were developed in Annex G are used to design
 

the organization for an actual rural project. 
 Guideline application is
 

done partly in the field during project appraisal and partly in 
retro

spect. 
 The guidelines are found to be helpful for identifying distrib

ution-related organizational dynamics and for designing a more appro

priate project organization to deliver benefits to 
the rural poor. 

They also help identify data requirements for assessing distributive 

dynands ; tidorganizational capabi lit ies. 

This case study exaimines the organizat ion;I design (if Lit, Hong
 

County Project at only one point in time, but finds guideline applica

tion both appropriate and practical at 
that point.
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ACTION GUIDELINES:
 

ORGANIZING TO REACH THE RURAL POOR
 

"l'hi. soct ion is intended t,, assist tht" designers and mna.lgers of 

AID-sponsored projects to appraise, design, implement and institu

tionalize ,reanizations which promote rural equality. The general 

guidelines and the more specific action principles are placed under 

three headings. They are: 

* 	 APPF.%iSAL: This is an exarmination o" organizations which are 
,:pLctLu to afe,'t a pr,,.ect or :ts t.W' t trou-. TVh c' orgni

7.i 	 in c xis: prior t,, til cetion (f hL ' 
.Ip 'v.i<l s .]n ;In, .)- , ,Ill 0\is Liu k u :i,: 

,;.h ijp._c:b,nd in t'thc, 1)0r 00s'd0 p1r' ec t. "osit's ' s ,. '' t'od Wi 
int,,rna I prIoiiec: ,,r/:,t a i' ,n, !ink.' :es >. ,,': :'L': t , ,,,: , 

. 1 orzanizizic .s anlo 00:, be:..cf!t s::'ib-::CI. 
-	 "I!,MLFTYENATTON AdND lZ:-- UTI:NAI~izA :cN 

7 ~ ~ ~ Z ~ ,,-C-,';F -- i .:n..:e--n,I-N' 	 44 

direction o- or reaction to "'trocra-.-uta:c'. 
v:.,nitorinc. ccntr . r7cZE .- -r7ti a-. :.Z ator 

ject :'erations have bzu'n. 

The qc : r- hEadin zs uS , occur n ch-rcnor ochra orer * 

thc en tir process m-,av e repeated t hroucut : th r oct planning and 

ce. it in themanagemntn , Additicnally, should be kent .ind that 

guidelines provide a focus for inquiry--not rigid steps to fo,:ow. 

"lcv are suggested because experience, study and theory all indic-te 

that they may bc useful. However, the-,- should not be approached in a 

20
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m,'chanisti(: manner. Rather, t hey should be viewed as "learning aids" 

to help focus our attention on organizational elements which, if not 

identified and deallt with, Ima\y verse ly al etroI jcc IllipIt'llhn'lltal Iill 

:ild the restlit i ig di stribut ionl ol bollt I It . 

;UIDEIINES FOR APPRAISAL 

This section is concerned with analyzing the expected organi

zational environment of a rural development project.
 

GUIDELINE Al: IDENTIFY PROJECT TARGET GROUP SINCE AN OB-

JECTIVE OF DISTRIBUTING BENEFITS TO THEM WILL DETER-

MINE THE SIGNIFICANCE OF ORGANIZATIONAL RELATIONSHIPS.
 

What group(sl won ld be appropria te recipients of project bene

it,, What g"roupings art seen as significant hy local people' T ibe, 

r. li gio , ra e. class., lanidholdi n sI;auls, Caste-, tctupat lol, we Ith, 

sox. peographIck-1 'gin, and ri tua soc Ie ty membership are a I among', the 

many categories which may be identified.
 

ACTION PRINCIPLE Al.l: USE THE VERTICAL/HORIZONTAL CATEGORY SUGGESTIONS
 
IN ANNEX D TO HELP CHOOSE AN APPROPRIATE TARGET GROUP.
 

]We would also like to suggest that four recent books be made
 

available to project designers and managers as further "learning aids."
 

We found these volumes exceptionally useful and extre-,ewly down-to-earth.
 

They are: 
Robert Chambers, Managing Rural Development: Ideas and Experience 

from East Africa (New York: Africana Publishing Co., 1974). 

Erwin Hargrove, The Missing Link: The Study of the Implementation 
of Social Policy (Washington, D.C.: The Urban Institute, 1975). 

Bryant Kearl, ed., Field Data Collection in the Social Sciences: 
Experiences in Africa and the Middle East (New York: Agricultural 
Development Council, 1976). 

Jack Rothman, Planning and Organizing for Social Change: Action
 
Principles from Social Science Research (New York: Columbia University
 
Press, 1974).
 



If the target group definition is out of touch with local per

ceptions, actual social processes affecting that group may be missed.
 

ACTION PRINCIPLE A1.2: USE A COLLABORATIVE APPROACH TO TARGET GROUP
 

DEFINITION.
 

The locally-significant definition of the target group can then 

le related to AID's poverty benchmarks suggested by the Congressional 

Iiialitda tto 

GUIDELINE A2: DETERMINE WHICH ORGANIZATIONS ARE MORE LIKELY
 
TO SERVE OR EXPLOIT THE TARGET GROUP.
 

Which traditional organizations have target group members? What
 

percentage? What government organizaLions have them as members? What
 

perc(entagc? What organizations have those members in significant posi

tions of authority locally or nationally? What groups ire allies or
 

Tompetitors of the target group? What organizations are locally
 

identified as representing or serving what groups? What are the rela-

Slive rt-sources or organizat ions with target group identi fication or 

IIIeI1I)Iml,.hip vs. those without? P11ivate e ('lor organizations (R''Lary, 

Chambers of Commerce, Freemasons, churches, families, businesses) should 

also be noted. 

ACTION PRINC:PLE A2.1: WHEN POSSIBLE, REVIEW PERSONNEL LISTS, MEMBER-
SHIP DOCUMENTS, ETC.
 

Although quantitative answers to the above questions may be
 

useful, they may not be desirable. If examination of readily available
 

records is possible, then quantitative data may be revealing. However,
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if by collecting that data people are alienated, then qualitative
 

judgements based on a wide range of interviews might be better. 

InformalI relationslhips slould be explored. For example: whio 

s ttid led togetlher abroad or iota I I'?; what peopi e prev Ion ily worked 

for or belonged to other organizations?; and what contacts between them 

still occur? 

ACTION PRINCIPLE A2.2: INTERVIEW TARGET GROUP MEMBERS 1'0 DISCOVER
 
THEIR PERCEPTIONS OF THEIR RELATION TO VARIOUS ORGANIZATIONS.
 

ACTION PRINCIPLE A2.3: USE IMPRESSIONISTIC INFORMATION IF QUANTITA-

TIVE DATA IS UNAVAILABLE OR INADVISABLE--CROSSCHECK INFORMATION
 
SOURCES.
 

Once this has been done, the organizations might be separated 

Ilo two cat egories: 

* Those which appear to affect projects aimed It the target 

group; and 

* Those which do not. 

For the former, the operating procedures of the organization should be
 

examined to see how centralized it is, where the power centers lie,
 

how recruiting is done, what sections have budgetary priority and
 

other factors which appear to be locally significant.
 

ACTION PRINCIPLE A2.4: RATE ORGANIZATIONS AS HIGH-MEDIUM-LOW IN TARGET
 
GROUP ORIENTATION. (SEE ANNEX H FOR AN APPLICATION)
 

This assessment will be useful for decisions to be made during
 

the design stage.
 



GUIDELINE A3: IDENTIFY HISTORICAL FACTORS INFLUENCING RE-

LATIONSHIPS AMONG ORGANIZATIONS WHICH INTERACT WITH
 
THE TARGET GROUP AND/OR WILL INTERACT WITH A PROPOSED
 
PROJECT.
 

This can he seen as constructing an organizational history of 

the forces leading to project appraisal and the interest of different 

organizations in the project. This includes the interest of differpnt 

organizat ions in: 

* The project area; 

* The provision of project inputs; 

* The use of project outputs; 

* The target group; 

* Using the project to achieve other organizational goals such 

as expanding their own domain or limiting the influence of
 
others; and
 

* Diverting project benefits to other groups. 

We are looking, then, for trends, changes or contests in tile
 

organizational environment which will influence the roles of different
 

oranizat ions in project implementation. Who will most likely cooperate
 

and who will most likely resist project efforts? Are personnel changes
 

expected?
 

This may also require an assessment of the career goals or future
 

plans of ministers or local leaders, and possible changes in taxation
 

or other rules which might increase target group vulnerability.
 

Historical factors in both the project area and at the regional
 

or national levels should be considered.
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GUIDELINE A4: 
 DETERMINE LOCAL ORGANIZATIONS MOST CAPABLE
 
OF MEETING TIME, COST AND PERFORMANCE CRITERIA IN THEIR

LINKAGES WITH THE TARGET GROUP ANDiOR PROPOSED PROJECT.
 

This 
Is a rudimentary assessment of managerial capabiliLy, which
 

is the ability to produce output results along the time, cost and
 

performance dimensions of project management. 
 Without results there
 

can be no distribution.
 

ACTION PRINCIPLE A4.1: 
 DETERMINE LEGAL JURISDICTION OF INDIVIDUAL
 
ORGANIZATIONS.
 

AC'I'ION PRINCIPII A4.2: NOTE TECHNICAL CORES AND SECTOR LOCATIONS OF 
ORGANIZATI ONS. 

A(TION PRINCIPLE A4.3: DETERMINE GEOGRAPHICAL DISPERSION, NLBER OF

IIIERARCIIICAL LEVELS, MANAGEMENT
AND BOTTLENECKS WHICH HAVE BEEN 
ASSOCIATED WITH SPECIFIC GEOGRAPHIC OR OPERATIONAL UNITS.
 

ACTION PRINCIPLE A4.4: 
 OBSERVE RELATIVE CONDITION AND AMOUNT OF PHYSICAL
 
FACILITIES, EQUIPMENT, LEADERSHIP, BUDGETS AND CLIENT-GROUP
 
SUPPORT FOR THOSE ORGANIZATIONS AT DIFFERENT LOCATIONS--BUT
 
ESPECIALLY IN THE TARGET AREA.
 

ACTION PRINCIPLE A4.5: EXAMINE RELATIVE PAY SCALES AND/OR LOCALLY-

PERCEIVED STATUS OF LOCAL ORGANIZATIONS. 
ALSO EXAMINE EDUCATION
 
LEVEL OF KEY PERSONNEL.
 

ACTION PRINCIPLE A4.6: 
 INTERVIEW IN-COUNTRY PEOPLE WHOSE PROFESSIONAL
 
TRAINING OR ORGANIZATIONAL MEMBERSHIP GIVES THEM TECHNICAL, MANA-

GERIAL OR SOCIAL KNOWLEDGE OF OTHER ORGANIZATIONS' ACTIVITIES.
 
CROSS-CHECK INFORMATION.
 

1TIME is completion within the schedule; COST is completion within

budget; PERFORMANCE is the completed project's ability to do what is
 
required of it.
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These action principles can give information which allows the 

ranking of the estimated managerial capability of different organt

:' I I Ins .and c:lU lit IIp i'Ihoose pro t ! placement and/or sub1pro. c ' I0,0-

HhIIqS to co""rrect det, itc Ilcu los. It can also quickl v highlig'ht the 

v l' od' and tlw yVry h;.ad organ i :'at tons and focus at t out ion on thlse 

with potential project roles. 

More specific data is required, however, to be used during
 

project design.
 

ACTTON PRINCIPLE A4.7: DETERMINE COSTS PER UNIT OF SERVICE DELIVERED
 
OR PRODUCT COMPLETED (OUTPUT) FOR POTENTIAL ORGANIZATIONS FOR
 
PROJECT INVOLVEMENT.
 

This is not just cost/unit of a national organization, but should
 

include comparat ive costs to the target group or in the target area. 

I~twmh'cr a lso lhat whore appropriate, trad it tonal , pub lIc, ,ind private 

sect'or or'1;tlliza ions should all be considered. Some of th,.Se may bV 

colsumers of goods and services rather than producers, but they may 

have capabilities which could be adapted to project functions.
 

ACTION PRINCIPLE A4.8: NOTE ANY "MANAGEMENT SYSTEMS" OR UNIQUE LOCAL
 
"FOLK MANAGEMENT" CHARACTERISTICS WHICH ARE NOT INCLUDED ABOVE
 
AND WHICH SEEM SIGNIFICANT.
 

The data should, if possible, also be noted as primarily related
 

to the appropriate project management dimension (time, cost, perfor

mance) and, if appropriate, related to specific linkages with or outputs
 

of a proposed project.
 



GUIDELINES FOR DESIGN
 

These guidelines focus on the actual determination of organi

zational arrangements to carry out project activities.
 

GUIDELINE BI: 
 LOCATE PROJECT WITHIN APPROPRIATE HOST OR-

GANIZATION S)o 
GIVEN THE EXISTENCE OR CREATION OF AN

ADEQUATE TECHNICAL CORE.
 

This appears, at first, to be common However,sense. 
 the data 

generatod during appraisal may indicate that all Ls not as it appears. 

An A2 or A4 appraisal may show that the "logical" ministry, in fact, 

does not operate in a manner which is expected to consider the target
 

group's interest.
 

This generates the following questions:
 

* What is the nature of the organization-target group inter
act ion?
 

* What measures could be taken to change it? 

* What are the costs of those measures? 

* Are any of them reasonable?
 

If It 
 is possible to isolate practical measures it may he de

siraite to build them into the project, thus providing input to 

"guarantee" what was previously an 
input-output 
or output-purpose
 

assumption. 
Or, such measures may be stipulated as "conditions pre

cedent" to final approval by AID. Additionally, guideline A3 may have
 

shown bureaucratic conflict likely to hamstring the project. 
 The
 

following should also be considered:
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* 	 Tle possibility of placing the project in a different ministry 

or in another division within the same ministry. 

In an integrated rural development project, placing different 

elements in different ministries may be desirable, especially if the 

goals of the two units conflict and the conflict is related to 

target group betterment. For example, in a project where the pro

bability of schistosomiasis increase is high, a monitoring unit in 

the Ministry of Health (MOH) ai.d a production unit in the Ministry 

of AgrIii'ilture (MOA) would be more appropriate. If"the monitoring unit 

were in the MOA, organizational pressure to suppress negative findings 

would be great, whereas in the MOH there would be incentives to pub

licize it.
 

The appraisal might also show that key personnel recently trans

ferred elsewher,. Ind that the project should not be approved.
 

Thus, the appropriate organization to implement the project should 

be considered early to avoid negotiation problems later, as well as 

eventual implementation and benefit distribution problems. 

I1 	 tle L'o.Sts of improving existing organizations are too high 

(this inc'luIdes financial costs and political costs) it may be lesirable 

for the project to create a unit to carry out activities normally managed 

by an "undesirable" organization. However, these questions arise: 

* Where will capable staff come from? If they come from the 

original organization, they may ca-se the project unit to
 
function the same way;
 

* If they come from elsewhere, will the original organization be 

able to muster environmental support to block the new unit's
 
efforts and demonstrate the need for their participation?
 



ACTION PRINCIPLE Bl.l: SPECIFY MAJOR PROJECT OT'rPuIS. 

ACTION I'RINCII',l IlBI'2: FOR EACH 01"l1111'T RANK Il '11IIR'.. I'RO, IWT I M.NSIONS 
BY TIEIRINI IANCE TO GROUi'TARGET WEILFARE.. 

The most important would be ranked 3 and the least ranked 1. 
For
 

example, in 
a food relief program the three dimensions would probably
 

appeIr as follows for the delivery of food (output x). 

Time 3 

Performance 2
 

Cost I
 

This weights the relative importance of each dimension and begins to
 

devetlop dtit'islon cri teria. 

ACTION PRINCIPLE BI.3: EXAMINE THOSE ORGANIZATIONS WITH TECIIN[CAL CORES,
JURISDICTION, ETC. RELATED TO THE OUTPUTS ABOVE. 
GIVE THEM
 
RATINGS ON A LOW (I) TO HIGH (3) SCALE FOR THEIR ABILITY TO

DELIVER SPECIFIC OUTPUTS ACROSS EACH OF THE TIME, COST, PER-

FORMANCE DIMENSIONS.
 

For example:
 

Output x
 

ORGANIZATION 
 TIME COST PERFORMANCE
 

A 3 2 1 

B 3 3 2 

C 1 2 3 

ACTION PRINCIPLE B1.4: 
 MULTIPLY THE TWO RATINGS OBTAINED IN THE ABOVE
 
ACTION PRINCIPLES TO GET DESIRABILITY RATINGS FOR EACH ORGANI-

ZATION RELATED TO SPECIFIC OUTPUTS.
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For example:
 

Output x 

MLajoir Dimension--Timc(3) 

Organization A: 3 x 3 = 9 
Organization B: 3 x 3 = 9 
Organization C: I x 3 = 3 

Secondary Dimension--Performance( 2)
 

Organization A: 1 x 2 = 2
 
Organization B: 2 x 2 = 4
 
Organization C: 3 x 2 = 6
 

Total of the Two Major Dimensions Desirability
 

Organization A: 9 + 2 = 11 2 
Organization B: 9 + 4 = 13 QD 
Organization C: 3 + 6 = 9 3 

In this case, organization B might be chosen as the appropriate 

host for tho projoct or a subproj ect focusing specificallv on that 

out put . 

ACTION PRINCIPLE B1.5: GIVEN THE "ORGANIZATIONAL HISTORY" OF GUIDELINE 
B3 ASSESS THE IMPACT OF ALTERNATIVE PROJECT ORC4A.NIZATIONAL ARRANGE-
MENTS ON THE ORGANIZATIONAL ENVIRONMENT. 

ACTION PRINCIPLE BI.6: TO WHAT EXTENT IS EACH ALTERNATIVE LIKELY TO
 

CREATE REACTIONS WHICH INCREASE TARGET GROUP %LNERABILITY?
 

Then choose the most feasible placement strategy which is
 

least apt to increase target group vulnerabiltiv.
 

GUIDELINE B2: DESIGN A TECHNICALLY-APPROPRIATE ORGANIZATION
 
STRUCTURE WHICH MAXIMIZES COMMUNICATION INTERFACES
 
WITH POSITIVE ORGANIZATIONS AND PROTECTS AGAINST THE
 
PENETRATION OF NEGATIVE ORGANIZATIONS INTO THE PROJECT.
 



Designing the structure of an organization is ossentially: 

* 	 Specifying the number and sizo of units; 

* 	 Determining the authority and responsibility relationships 
linking them;
 

* 	 Establishing the salary ranges and privileges attendant to 
each position; 

* 	 Listing the qualifications required to fill specific positions; and 

* 	 Creating linkages between an organization and its environment. 

Much of this is contained in the writing of job descriptions. 

Ilowever, the micro-elements of job descriptions reflect previous 

dec Isions. The number and diversity of technical cores (tasks) partly 

dtetrmint, the number of discrete operational units included in an 

organization. For example, an integrated rural development project
 

may have a number of technical "cores" such as road-building (engineering),
 

resettlement (social science/architecture), crop research (biology),
 

animal disease research (veterinary medicine), and so on. Each core
 

implies a separate organizational component with a certain degree of
 

autonomy. The priority given to each focus is reflected in staffing,
 

support, equipment and facilities. Technical considerations dominate
 

the range of units, but task difficulty and project priorities determine
 

the relative budgetary allocation for each unit. Thus designing,
 

staffing and budgeting for a project organization is, by implication,
 

operationalizing project priorities.
 

Additionally, priorities influence the project's relations with
 

its environment. Building one section at the expense of another
 

strengthens the internal role of the stronger section and increases the
 

chance that its linkage role, and the nature (control, support, etc. of
 

environmental factors) of that role, will shape organizational character.
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Tl'o dustign pro e-:L organiz;t ions for benefit distribution, then, 

(geographic location) and
 Internal project resources, personal access 


st afflng priorities should be distributed in favor of those units whosv 

o.it:iIns pro ivct benefits.
aclvitt.s are tiiost critical In dct ermining who 

of deci-
Job de,scriptions, reporting procedures, the location 

and control of project equipment and funds should 
s Ion-making authority 

in mind. Additionally, the location, re
all be developed with this 

a project management information
 sponsibility, resources, and content of 


system should relate time, cost and performance 
data to benefit dis

Two-way internal information flows and flexibility of
 tribution. 


authority relations should focus on units relating to positive envir

ones should be 
onemental elements, whereas those relating to negative 

more tightly controlled. 

ACTION I'R INC] PLE, B2. 1: PROJECT ORGANIZATIONAL DIVISIONS WIOSE OPIE"R-

ATIONS ARE VITAL TO TARGET GROUP WELFARE SHOULD HAVE PRIORITY.
 

DIVISIONS SHARING INFORMATION WITH POSITIVE 
ACTION PRINCIPLE B2.2: 


EXTERNAL ORGANIZATIONS SHOULD BE THE MOST AUTONOMOUS.
 

DIVISIONS ATTEMPTING TO CONTROL OR COUNTERACT
 ACTION PRINCIPLE B2.3: 

BE MOST DIRECTLY CON-

UNDESIRABLE EXTERNAL ORGANIZATIONS SHOULD 
THE RESOURCETROLLED BY THE PROJECT MANAGEMENT AND DIVISION'S 

NEEDS SHOULD BE ASSIGNED ON THE BASIS OF TASK DIFFICULTY 
( IN-


CLUDING AN ASSESSMENT OF THE RESOURCES AVAILABLE TO THE 
EX-


TERNAL ORGANIZATION).
 

ACTION PRINCIPLE B2.4: VEHICLE ASSIGNMENTS SHOULD BE MADE ON THE BASIS
 

OF PREDICTED SEASONAL NEEDS FOR OUTPUT RATHER THAN ON POSITION
 

STATUS WITHIN THE PROJECT.
 

ATTEMPTS TO INCORPORATE TARGET GROUP MEMBERS
ACTION PRINCIPLE B2.5: 

INTO THE PROJECT SHOULD BE MADE.
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ACTION PRINCIPLE B2.6: IWIEN RECRUITING PERSONNEL, FROM OTHER ORG;ANI-
ZATIONS. AN ATTEMPT SHOULD B. MADE TO OBTAIN THOSE WO HAVE 
INTERACTED POSITIVELY WITH ORGANIZATIONS WiI Cli ARE 11i C01 OR 
MEDIUM IN TARCET GROlIP ORIENTArlON. 

ACTION PRINC IPLI.E B2.7: TIHE MORE TIi, IoRCIANIZATIONAI, EI'NVIR)NMII'NT IS 
TAR IT (;Ro , i iOST'riIl 'riie ;REATER THE DEGRI,, OF PROJ E T AIrI'ONOMY 
REQII I REI). 

GUIDELINE B3: WHEN THE PROJECT ORGANIZATION HAS BEEN DE-

SIGNED, ANTICIPATE IMPLEMENTATION AND ,MUTATION"
 

PROBLEMS BY ASKING A SERIES OF QUESTIONS AND REFINING
 
THE DESIGN UNTIL THE ANSWERS ARE SATISFACTORY.
 

I. What cooperation of other government agencies and private groups is
 
likely to be needed for successful implementation?
 

2. What client groups of other organizations will have their interests 

adversely af fec ted? 

I. What may thev do to ohstruct the project? 

4 i.oes th, projec't tirvaten th jobs or status of officials who 
cotild block implementation? 

5. What internal resources or external support will allow the project
 
to overcome Items 1-4?
 

6. Are staffing requirements reasonable and what incentives exist for
 
staff to perform in the spirit of the job description?
 

7. Does the project reflect target group needs and objectives and what
 
evidence supports or contradicts this?
 

8. Does the project require different behavior by other government
 
employees and how realistic is this?
 

9. To what extent has public debate already occurred and what effect
 
is that likely to have upon public acceptance of this project as
 
presently designed?
 

10. Will required space or facilities be difficult to obtain?
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11. Does the project contain significant technological uncertainties
 
and if socio-economic or other burdens result, who will receivo them? 

12. 11%h1.t 'v¢nl?.- hI'Vc rce 1v:. kcn pl.ce in i lt' ir,'nrcn h. 

I1 til' .or t o q tl lt,.'n 5- 1 il'' 1il.Sltisfa torv, re 'turnto. 

Citidclino A! ind r'pt', t c.l1h guilidelinet. until thtc answer. to i1iI these 

qiic.s i,"ns .1r't .lc,'ept-bh ,. 

GUIDELINE 34: EXAMINE PROJECT ASSUMPTIONS CRITICAL TO FACTS
 
REVEALED BY GUIDELINES I-B3, REDESIGN THE PROJECT
 
ORGANIZATION UNTIL THE ASSUMPTIONS ARE REASONABLE AND
 
INCLUDE A MANAGEMENT INFORMATION SYSTEM TO MONITOR
 
THEM,
 

ACTION PRINCIPL F2 .2: SCRL'TINT2r -H ASSLz52TIOS COLL2.9; OF THE LOG-
IC.AL F'<.MTWORK FOR STATED ASSLT.h2TIONS ;m"HIC1. .xRE NOT PLAUSIBLE. 

ACTION ' IIN IPLY B.."': LOOK FOR 'NSTATFD ASSLW'LTION .OUT ORANIZATION/ 

S'I.'RI1W'T.ON FACTORS ;,!T CH 'Oil.D CAUSE TROUBlIE TO THE TAT 
' !'Rvi _*'NAGi:M!NTTEAM. 

ACTION I'RINC iP1. B-.3: IF ANY FURTHER STUDIES OR ANALYSE.S A?,K CBENG 
PL_ANNED, HAVE THEM[ ADDRESS ThE ABOVE CONCERNS. 

Consult Annex F for -.cre details about values, -e-r.rv. assu-ptions 

and organizational linkeage.
 

ANDGUIDELINES FOR I1LE- .MEN-ATION INSTITUTIONALIZATION 

These guidelines focus on the project once operations have 

begun. They deal with actual "program rutation" and tIhe need for 

careful consideration of the perpetuation or institutionalization of 

rural development projects.
 



GUIDELINE C]: AID PROJECT MANAGERS SHOULD MONITOR PROJECT
ORGANIZATIONAL ENVIRONMENTS AND ESTABLISH TWO-WAY
COMMUNICATION FLOWS WITH PROJECT EVALUATION UNITS. 
 THEY
SHOULD ALSO DEVELOP CONTINGENCY PLANS AND OBTAIN RE-
SOURCES TO MINIMIZE PROBLEMS IDENTIFIED AND/OR REDE-

SIGN PROJECT COMPONENTS,
 

This activity will focus 
on (1) personnel changes, (2) commodity
 

delays, (3) benefit diversion, (4) new environmental occurences which
 

threaten project assumptions and/or affect tile 
target group. Especially
 

political and legal changes muFt be noted. 
 Also, recorded burden
 

incidence would trigger plans for intervention in tile 
ongoing situation.
 

GUIDELINE C2: INSTITUTIONALIZATION SHOULD ONLY OCCUR WITH
ORGANIZATIONAL FORMS WHICH DECREASE TARGET GROUP
 
VULNERABILITY.
 

All projects should not 
be continued. 
 Interim evaluations should
 

use 
the MIS and previous guidelines to determine if 
target group
 

welfare has improved, deteriorated or remained constant.
 

ACTION PRINCIPLE C2.1: 
 AT THE END OF THE PLANNED PROJECT LIFE, NO
PROJECT SHOULD CONTINUE IF IT HAS HAD THE WELFARE OF ITS TARGET

GROUP DETERIORATE IN RELATION TO OTHER SIGNIFICANT AND COM-

PARABLE GROUPS.
 

ACTION PRINCIPLE C2.2: INSTITUTIONALIZATION SHOULD FOCUS ON FUNCTIONAL
 
ARRANGEMENTS 
 WHICH PROVIDE TARGET GROUP BENEFITS--NOT SPECIFIC
 
FORMAL ORGANIZATIONS.
 

ACTION PRINCIPLE C2.3: 
 DO NOT APPLY THESE GUIDELINES IN A MECHANICAL
 
FASHION. 
THEY ARE AIDS TO LEARNING-NOT RIGID FORMULAE.
 



IV 

CONCLUSIONS AND RECOMMENDATIONS
 

ad infin itum.Rlsea rch seems to generate further research 

have equity implications. Tn fact.
Fo l'zhernIore, studies thmsc'olves 

are

it sometimes seems that tile major beneficiaries of research 


as 
true of applied research as any other
those who do it. This is 


For example, research by plant pathologists is apt to lead

kind. 


new seed varieties which are more susceptible
to the development of 


be protected by various treatments. Under the
 
to disease but can 


plant breeders may
direction of researchers with other interests, 

giv, higher priority to developing disease-resistant strains. 

priorities have different equity implications. ForThese two 

eIa
\Itll) 10 : 

may powerful Iy.. The IIIteomt of those al ternat ives 


affect rural income distribution. in tile first case,
 

the new higher-yielding variety may require an ex

pensive protective spray which is beyond the reach of 

tile small farmers and which extension staff deliver
 

only to larger farmers. In the second case, the new
 

disease-resistant variety may benefit the better-off
 

farmers less, byt may be accessible to many of the
 

poorer farmers.
 

Thus, in this example, the recruitment of research personnel
 

role in the distribution of research-related benefits.
 can play a pjaJor 


Siihqtantlve focus can influence equity results; who does the research 

decision oftencan influence substantive focus; and a management 

IRobert Chambers, Managing Rural Development: Ideas and
 

Experience from East Africa, (New York: Africana, 1974), p. 136.
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determines who does the research. The implication of this for AID

sponsored research is discussed below.
 

CONCIUS IONS 

WO hav., stud ieed the organ izat lion of mailagmenlt d(ecislon-nmik ing 

Iii i ira deve 1opin pr' by ontiiI i'oj ts focusing formila t Iont-pro'ess Ing. 

Otir objective was to determine if organizational alternatives in

fluence benefit distribution and if organization design can be used 

to 	affect that distribution. 

We concluded that organization does influence who gets project 

benefits and that organization design can help deliver benefits to 

(lie rural poor. 

llowever, during the research, we also discovered the following 

,ms: 

* 	 Although numerous studies suggest that local organizations 
and project organizations are important factors in rural 
development, there is a lack of direct data useful for 
analyzing the nature of their significance; 

* 	 Although the Foreign Assistance Act of 1973 directed 
(evelopment assistance policy toward the poorest majority 
of LDC populations, there is still no project-related 
data base to measure policy achievement; and
 

* 	 Although proxy data were derived from project studies, 
AID's project management system does not directly generate 
disaggregated impact data related to the rural poor, partly
 
because very few people within the Agency are asking the
 
right kind of questions.
 

These findings are directly related to the previous discussion
 

of 	the implications of research priorities. If a serious effort is
 

to be made to reach the rural poor, then the distribution of research
 

and development funds must reflect that intention.
 



Robert Clhnmbers, in his dise-jssion abve, expanded his theme 

to incorporate the small farmer's perception of risk and dependency 

which results in a stable, syntheticinto tile implications of research 

seed va ricty vs. research which produces an tinstable hybrid lie 

'onel I Iidtes 

Oil equitv grounds there is indeed a strong case for
 

Iias ing research and development programs towards
 

those improved varieties which require fewer and
 

which do not require seed renewal.cheaper inputs and 

Chambers then extends equity considerations to other research 

choices. For social scientists a choice may be "to pursue tradi

or questions of social
tional ... concerns of kinship and ritual, 


and political relationships bearing on access to resources." For
 

to focus on problemsmanagement consultants the choice may be whether 

the point where policiesof higlh-level mnagement or to "go down to 

mke ronLinlt with rural people." 

Our report is social science-oriented and management-oriented. 

It focuses on both relationships influencing resource access and 

the point where policies interact with rural people --- the develop

nent project. Our recommendations reflect this orientation.
 

RECONNENDAT IONS 

Our primary recommendation, of course, is that the organization
 

design guidelines presented in this report be used as a "learning aid"
 

for the design and implementation of rural development projects.
 

However, additional recommendations flow from the conclusions pre-


IIBID. p. 137.
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sented above. Our suggestions are the following:
 

* 	 An improved organizationial design methodology could resitlr 

from: (i) tile refinement and application of the encIosed 
guidelines to project design, coupled with (2) longitudinal 
monitoring and evaluation of the distributive Impact of 
those projects; 

* 	 A major study of "Institutional capabil ity" as it r1elates 

to Li time, cost, and performance dimensions of project 
management could greatly assist project design. Such a
 
study would need to include a way of assessing "folk
 
management" skills which would allow identification of the
 

capability of local organizations;
 

Two identical projects, one operating in a centralized,
 

administrative system and one operating in a decentralized
 
system, might function quite differently. A study of
 
various organizational environments might help improve
 
project design and implementation;
 

A study of relationships between administrative reforms1 

such as reorganization or decentra I ization in various 
geographic, social and economic environments, cotild focus 
on the different impact of such activities on benefit 
distribution under differing conditions: 

* A study relating applied research organizat ion and subs.incl 

to Ahanges in small farmer vulnerabili ty could give hetter 
direction to the organization of reserch efforts; 

* Alternative approaches to the role of information in rural 
development could be used to improve the design and man
agement of rural projects; and
 

* 	 A study of the process of feasibility studies and appraisals 

might highlight ways of incorporating rural poor perspectives 
into the early stages of project design, thereby avoiding
 
costly downstream miscalculations.
 

All such studies, of course, should be problem-oriented and their
 

results should be presented in a format which can be incorporated into
 

AID's project management process. Otherwise, the researchers may
 

remain the primary beneficiaries.
 



POSTSCRIPT
 

The research reported here has been very rewarding to us. We
 

have grown from the experience and we are now more strongly con-

vinced of the practical value of theory - in order to change
 

things, one must have a theory about what makes them operate the
 

way they do. However, we also are constantly reminded of a state

r ,nt made by the eminent anthropologist, Sir E.E. Evans-Pritchard:
 

facts never give meaning to theories."
"Theories give meaning to facts; 


We used theory to bring a semblance of order to the infinite 

complexity surrounding organizational dynamics in development. We 

m ke no claims upon "truth". We merely entertain hope that this 

report may assist the development and application of less crude
 

techniques for organizing project management for rural eaualitv. 

IFrom an address delivered at the University of Edinburgh,
 

Scotland in the spring of 1972.
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