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2 HUMAN ORGANIZATION 

Success and Failure in Technical Assistance:
 
A Case Study
 

James W. Green* 

The objective of this paper is to describe an attempt by 
technical assistance personnel to bring about a basic change 
in a national program of community development, the suc-
cesses and failu res attendant on this attempt, their approximate 
causes, and some unanticipated consequences,. 

It is an example of achieving apparent spectacular success 
at one stage of a program followed by fewer lasting results 
of the type anticipated but accompanied by other positive 
values not originallv expected. The procedure used here is 
to describe an initial problem situation, recount the steps by 
which the apparent success was achieved, explain why the 
results were not as lasting as had been hoped for, and give a 
summary of lessons learned from both successes and failures. 

It is hoped that it will contribute to tile growing literatue 
of case studies oil planned change on the basis of which more 
valid and reliable generalizations may be made. The descrip-
tion itself may provide some insight into the problems of the 
several thousand agents of planned change now with the 
International Cooperation Administration, foundations, the 
United Nations, etc., working in underdeveloped countries 
around tIhe world, 

The Program 

in 1953 the Pakistan government had embarked upon an 
ambitious national program of coordinated development of its 
villages in which lived 85 percent of tIle population. Full 
descriptions and analyses of this program may be found else-

This article is Itearcd for piMticatior by rile linviioatl Co-
,;,:rali,,n.\tdt injlrat onT. l'iaa, ro'n, lu,ioht,I atn:ti',.s and are 

llvr.' oftrlliut anld no~t those (ift he ho~l~~r l.€'s, IC'A'\.r 5 ' 

pi.'on1954 to 1959 James WV. Green, a 5oci,,Iiotkt, AIIasigi.ei 
t, lite IT.s. opel;dlions Mi sint to..Palkati'.rkiat, sirsing first 
Chief and then Chief Community t)evelopincnrt Ad\vIkor tolht (o\-
ernmtnt of Pakiista atoThe author wishes to thank Allan Hllontierg for encouraging 

where., S,,ffie it to say that this program grew out of a 
number of previous attempts at village development extending 
back into the days of British rle(!, all of which had failed to 
make apprcciable progress owing to several reasons. Chief 
among these were: 1) tie lack of coordination between tech
nical departments each of which worked alone within its own 
limited technical perspective, with inadequate knowledze of, 
and skill in, effective methods of approach to the villagers, 
resulting in an att empt to livide village life into segments in 
the same manner that the government was departmentalized 
2) lack of sufficient resources by the technical departments 
which resulted in spasmodic efforts of the "campaign" type; 
3) imposition of programs from the top with the result that 
they were not accepted by the villagers but remained the 
'government's program'' 4) the secondary, place of develop
merit activities which were always subordinated in goo rn
meat to the mailtenance of law and order and the collection 
of taxes. 

In order to avoid these errors and to obtain coordination 
of effort and concentration of resource, it was decided to 
create a new goveromental agency which woul serve as the 
common extension arm at tilevillage level of all tile technical 

niunstries and agencies of goverrnmlenit-agriciltu re, arinial 
lusiharndry, colpe ratives, adult literacy, preventive public 
health, cottage industries, etc. The rationale of tI,. new 
approach was enocratic, beginning wih tIle villagers' 

definitions of their needs arid proceeding to assist theni in 
planning and action to achieve their goals-iln other words, 
tile process of community development. The principal means 
of providing this assistaince wias tile nnulti-purpose, village
level worker who would live in on(e village and work in the 

four or five others ne:arest to iki village of residence. Thirty 
of these workers and the villages they served constituted a 
development area in charge of a development officer assisted 
by a staff of technicians, each representing one of tlle technical"
 

him totdertake thisarticle in the inidst of a husy tchedule while a
%i-ithug professor at (ornell Universilt. lie is also much indeited 
to Wv.illia WVhyte for his constructi'e remarks ani suggestionsi F. 
for iomprovement of the nmnttseripl. As a reader will note, the lihert' 
has bern taken of directly* incorporating into the text and fortnotes 
sonte of I"ditor Whyte's more sagacious conmiments. 

1. v'illage All) Adininitration, Minis,'y lf Econom;ic Affairs, 
(1Govi-ilittl of Pakktar, I'illat; .411)li v, Year Plan, Goverrnent 
of 'akistan Press, Karachi, 1956 and James W. Green, "Rural Coin
iniyitIevetl~lI,:ut in l'.ki-tan: The Village All) Program," Corn
lttiy lJr)e-rlptnrnt Rrei Vtll, (Septemiber, 1957), 45-69. 
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3 HUMAN ORGANIZATION 

departnents.2 According to the plan, the development officer 
was the coordinator, while the technicians were teclnical 
backstoppers of the village workers, supposed to assist them 
with technical problems beyond their capacity and to give 
them additional technical training to increase their com-
petence gradually to deal with different and more complex 
problems of the villagers as they emerged. The village worker 
was to act as "cducator-organizer-planner-friend-
philosopher-guide" to the villagers in: I) defining their 
needs and problems, 2) organizing themselves for planning 
and action to meet needs and solve problems, and 3) execut-
ing these plans with a maximum of reliance upon village 
resources supplemented when necessary hy services and 
material from governmental agencies. Thus he was to be the 
link between the villagers on the one hand and the several 
technical departments on the other. 

The Problem 

13y early 1955, a total of nine training- institutes scattered 
throughout the Lountry had been established, each giving a 
y'ear of pre-service training to selected young men and a much 

smaller number of wromen, designed to fit them to be village-

level workers. Several of these institutes had graduated classes 
in 1954, enough to establish eight development areas. In the 
eyes of the Village All) officials these institutes were ade-
quately performing the functions for which they were created, 
it being assumed that minor alterations and modifications in 

curricula, administration, etc., would be necessary from time 
to time. 

However, a different view was held by several of the 

ICA agriculturalists, ]ome economists, and public health 
(sanitation) technicians assigned to tile training institutes as 

advisors. They were generally agreed that both the method 
and content of teaching were very inadequate to prepare the 

trainees to become proficient village workers. 'Most of these 
advisors felt that their own efforts to bring about improve-
ment were only marginally successful ; here and there an 
institute instructor or principal would accept some assistance 
and there would be a little improvement. But even in the best 
of situations the appraisal was that the hard core of the 
problem remained. There w'ere various definitions of the 
problem but they generally added up to an almost excltsive 

use by institute instructors tf tile lecture method with the 
result that skills, both of the manipulative type (cropping 

practices, animal inoculation, castration, etc.) and the 
human-relations type (initiation of first projects, formation 

and functioning of village councils, youth clubs, etc.) were 
not learned. Instead the trainees left the institutes at the end 

of the year with a certificate and a notebook filled with notes 
garnered from tihe instructors' lectures, which, as one prin-

cipal remarked: 

. . had been copied by these instructors during college 
lectures given by college professors whose notes had been 
obtained in the same manner. 

Occasional practical application of the ideas taught was 

2. llwever, as late as 1959 only a few of the technicians had ac-
tcally been assigned. 

delegated to a "demonstrator," a jun;or member of the staff 
who often had little skill himself. 

A further complicating factor was the use of the periods 
supposed to be devoted to practical application for labor on 
the institute grounds and on the farmland attached to the 
institute instead, since the beauty and orderliness of lawns, 
gardens, etc., were major criteria of success to the visiting 
officials. There was a constant stream of such visitors, both 
domestic and foreign, and the "progress" made on buildings, 
grounds, farms and the accumulation of audio-visual aids, 
etc., elicited a great amount of praise from them. The visits 
were themselves the occasion for misuse of instructional time 
which on tile day or two prior to arrival of the visitor was 
devoted to preparation of the physical setting and on the day 
of the visit to the repetition by each instructor of a par
ticularly appealing (from the visitor's vievpoint) period of 
instruction which was staged over and over again for suc
ceeding groups of visitors. Audio-visual aids, which were 
seldom if ever used otherwise, were brought into play and 

students were coached on answers to tile instructor's ques
tions and those usually asked by visitors. It was difficult not 
to be impressed unless (rle chanced to visit the institute more 
than once or on days when no visitor was expected.3 How
ever dysfunctional these staging practices were in maximiz
ing preparation of the trainees for their roles as village work
ers, tihey were not performed solely to gain administrative 
approval. 'l'he officers concerned believed they were necessary 
t" V.ain for the new agency the approval of the public and 
the support of the visiting high government officialr and 
memnbers of the provincial and national legislatures without 
which the agency might not survive. The practices used were 
quite consistent with those usedl by other educational institu
tions in the cotintry. 

l'here was little opportunity for the senior community 
leveloptnent adviors assigned to the project to offer advice 

on the matter as there was no dpo4tion on the part of the 
institute principals, their superiors tile regional directors, or 
the provincial and central administrators to take seriously 
uch criticism and advice. To have (lone so would not only 

have meant an acknowledgment of present error and defi
ciency, but a tacit almission that the entire system of lecture 
education which had produced these officials themselves was 
lacking in its ability to inculcate skills. The inference should 

not be drawn that there was any disposition to argue tile case; 
"in the contrary the matter was ignored, or it was dismissed 
with statements that this was only a passing stage in the 
maturing of the institute staff and faculty. As final "proof," 
the accomplishments of certain villages in which village 
workers had been placed were proudly pointed out to thevisitors. Some of these accomplishments were quite genuine 

whileabove. others were as staged as the class sessions described 

Field Investigation of Roles 

In early 1955, in an effort to break through this apathy,
one of thle senior advisors (the author) decided to spend 

3. This description is a composite of dysfunctional practices from 
all of the institutes and is not necessarily a description of practices 
in any one of them. 
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several months in the villages of the development areas to 
study the graduates of the training institutes-the village 
workers. Since it was impossible to briulg about change by 
direct attack on the institute as a social system, the strategy 
of piecemeal analysis of the system products was employed, 
It was hoped that the results of such an analysis might 
provide the entree to the system itself-just how was not 
foreseen at the time. 

The enquiry employed the method of role analysis. Work
ers to be interviewed were selected from lists provided by 
development officers who were asked to list all of their 
workers in order of quality of performance. Three to four 
were selected from the top third, and an equal number from 
the lower third. If time permitted, one or more from the 
middle third were also visited. The procedure consisted of 
a semi-structured interview using open-ended questions and 
lasting from two to four hours, 

The chronological approach was found to be most useful 
in eliciting uninhibited responses and thus revealing the ex-
tent to which the worker felt adequately prepared to perform 
in consonance with his own expectations and those of the 
villagers and his supervisors. Essentially this approach con-
sisted of asking the worker to recall, in order, each act 
related to Ihis job performed since enterin.[ the village, begin-
ning with the day of entry. As each event was recounted 
nondirective questions of the type "Tell me more about that," 
and ",What made you dc it that way?" were asked to procure 
a full response regarding the worker's own rationale for his 
action. He was encouraged to talk freely about any phase of 
his work which occurred to him, the interviewer using some 
such question as "What di,, you do next?" to bring about a 
transition from phase to phase. 

In almost all cases respondents accepted the interviewer's 
explanation for the study to the effect that, as a foreign ad-
visor, he could not give sound advice to the government on 
training and administration unless he could understand the 
key role in the entire program, the village worker's, all other 

roles having their raison d'etre in supporting it. As the inter-
view proceeded and tile interviewee became preoccupied with 
remembering, lie became much less inhibited and gave in for-
mation concerning his actions and motivations and those of 
the villagers which was very frank and could not have been 
elicited by direct questioning. Usually in the course of the 
interview the worker would appraise various aspects of the 
traimning lie had received at the training institute in explaining 
why lie did or (lid not take the actions under discussion. At 

lie was asked to evaluate histhe conclusion of the interview 
training in terms of the demands of the situation as he had 

experienced them. In a final attempt to get at the adequacy of 
ke to cel u l

histn w es t ahere 
and to outline methods of teaching for three months of special 

study at a training institute which he believed would better 

prepare him to meet time expectations of his role. 

In order to provide further insight into the worker's role 
and as a check on the accuracy of his role description, time 
interview was followed by a tour of his villages (at this stage 
he had usually worked in only one or two uf them) during 
the course of which each project mentioned by him, such as 
the construction of a road, school, dispensary, or street drains, 

the establishment of agricultural demonstrations, the organi
zation of a youth club and village council, etc., was visited. 
The village people were given an opportunity to discuss the 
projects and tile role of the worker in them. In some instances 
they volunteered opinions which had a bearing on the type of 
further training they believed the worker should be given in 
order to make him more useful to their village. 

Analyses of these interviews and observations in general 
supported the descriptions made earlier of the institute train
ing programs. For example, in one orcharding area village 
workers had been posted for more than a year. Yet there were 
no (elonstrations or other evidences of efforts to teach the 
orchardists how to prune their trees. The reason for this soon 
became evident when the workers described their training at 
the institute as consisting only of lectures on pruning. No 
demonstrations had been given during this training nor had 
they had an opportunity to practice any of the principles 
taught in the classroom. Consequently, tile workers were quite 
without confidence in their ability to give assistance in meeting 
the needs which a number of orchardists had expressed for 
this type of help. A later visit to the horticulturalist instructor 
at tile institute at which the workers had been trained revealed 
the reason for the lack of functional training. This instructor 
was a b'ight INoung man, holder of a B.Sc. degree in horti
culture from an agricultural college and eager to give tile best 
instroction he could. When presented with the evidence of 
time inalility of his former students to perform, he candidly 
admitted that lie himself was quite as unable as his students 
to prime trees. As lie explained it, he too had been trained 
only in the theory of pruning and had been given no practical 
training in the art of selecting and cutting. He, like they, 
did not dare to take the responsibility for possible mutilation 
of trees which constituted tie source of livelihood of the 
orchardists. 

The results were much the same in other sectors of the 
village worker's role. He had been taught to cull poultryI
but without totiching a hen. lie had been told how to or
zanlize village councils, youth clubs and literacy classes, but 
had not been given an opportunity to practice these skills 
under the supervikion of tile institute instructors, either ill 
mock sessions or in village situations. As a consequence his 
level of confidence in himself was often too low for him to 
illitiate action with time village people in areas of primary 
concern to them. 

Lest it be thought that there had been no real accomplish
nleits in the villages, further bservatios are required. In1 
village after village substantial progress was in evidence. were roads connecting villages to main roads where 
only footpaths hal served fir hlundreds of years. rbere were 

new scoolbuildings in villages with 95 percent illiteracy. 
tile demaniidSome new varieties of crops were being grown, 

for artificial fertilizer had greatly increased, small-pox vacci
nation campaigns had resulted in high rates of population 
coverage, etc. In spite of the village worker's obvious inade
quacies, he had been able to stimulate action where only 
inaction and apathy had reigned for generations. However, 
this was not so much due to his skill as to the long pent-up 
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demand for these services, a demand which was coupled with 
villagers' willingness to give of their land for road and school 
sites, of their labor to build these and other amenities, etc. 
The village worker seemed to serve as an organizer and 
"legitimizer" for these activities, functions which were given 
additional validity in the eyes of the villagers by the avail-
ability of grant-in-aid funds to assist village projects which 
couhl gain the s;upport of the people and the recommendation 
of the worker. In spite of these accomplishments the workers 
and their supervisors were aware that the "original-demand" 
type of projects was rapidly being exhausted and that the type 
of skills required by workers for the long pull were not in 
evidence, 

The Plan: Tcachi et h s W ,rks!iops 
;-Methods 

As the field work and analyses of village worker roles 
were completed for a province, the results in the form of a 
brief written report were prc.'ented to the chief administrator 
by the senior advisor who had made the study. A total of four 

were eventually suhmitted. Each was organized in essentially 
tile mnatnier beginning with a designation of the develop-same 
unent areas situlied, followed by a description of the method 
of lihd wolk afl analysis, a list of the chief findings, and 
general recommendations for correcting deficiencies. Content 
was remnarkahl v alike for all foiur. It depicted village workers 
(if st-veral deg re's of effectiveness, but nearly all deficient in 
n0.o of the baic mnal and linhoan-relations lkills recognized 
hy the workers tlicniwelves as esctial for long-term effective-
ness. l)c-criptinns by the workers of the tratining they hld 

reTiVeil iinth iiistitIIte, shW''d :dnmOst exclusive reliance o 
tillt( re ntethod by lleir instructotrs and, in general, af-
firmlled the definitions of tl.training situation reported earlierby lie advisos. 

Theby r't of the reports was ignored by the chief admin-

By the time of the arrival of the third and fourth reports, 
the chief's attitude had changed markedly and he was eager 
to discuss the matter and to ask for help from the advisory 
staff in preparing the workers to perform their roles properly. 
The analyses had clearly indicated that little improvement 
was likely unless the system of institute teaching was radically 
changed from the prevailini lectures to a functional type 
designed to inculcate both manipulative and human relations 
skills. It was also obvious that the desired changes could not 
occur simply by giving individual instructors new techniques; 
it was necessary to change the social system, the institute of 
which they were a part. This was true because in functional 
teaching the explanatory step, the demonstration, the super
vised apel!ication, and the practical testing should follow each 
other as closely as possible in order to maximize learning. 
Thus the usual 45- or 50-minute period common in the insti

tutes had to he changed and a schedule devised each week 

based on requirements of each skill to be taught. For example, 
inteachiog a simple skill in first aid it is possible to give an 

explanation, demonstration, have the students practice under 

superviion, and even conclude wvitha practical test and 

critique all in about one and one-half hours, whereas teaching 
the previously-referred-to skill of orchard pruning may re
quire :aentire day or even two days, especially if the orchard 
is some distance from the institute and considerable time is 
required in getting back and forth. For the same reasons the 
requirement for scheduling blocks of time applies to all in
structional vi.-its to Villages for the teaching of organizational 
and other hlinian-relations skills, and to most of the reminining
curricula. 

\side fronm scheduling, a seconl major relson for de:iling 
a whole was the ntcessitv fur vstallishinwith tle iltitot :ts 


ainew ett(if g)ak ior traliing, oif functional standards of 
evalation, of norims regarding.- the amount of prep:lration and 

istrtor eept for a plrfetepor ascknowled,ment. lfever, ithe collduct of teachll.', 'tc. 'Tme linotUit of work involved 

tll. one found its mark :lnd produc'd a rather violentsecond 
exploiol ilIlleforiu of a1deiial of the validitv of the data 

and tli' :itiAilyse. After :ill it-, the Chief administrator, Ihild 

,lllt Ic 'riatdeal of tie in touring both institutes and 

dvel louiil' arva-s and he kne, the situation to he very dif-
feen't f.oi that reported. IHowever, lie did calm down 
evnttually and listetn to th explanatiotiof the procedure used 
and to the ratluer blunt statement that lie too would see the 
same thii,. if lieadopted the approach of the seeker of insight 
anl umtirvtudiw, of tile vill ge vworkers, rather tIan that of 
tht. tlrit hih oflici:il who iearl only what his subordinates 
anid tile villaoers believed lie wanted to hear. As stark as it 

was, this advice was accepted.I On his next tiur, lie delved 
much deeper tha lefore with the purpose of gaining an 
appreciatiin of the roles of the workers as they themselves 
ha exper ienced them. 

utjii ,trvaiioii- i l int cowiiIIi ill a 
di,


4. 
thi,; 

1 lie 
otol,,, 0,,i,i i': ' i ,T tiI tii t . t . ua 

it 
th :u t 

uhith il ,!cautoI'ot .al
1,',floil.16,1i ;ipparlvily it'tll't. I . . 
a p, 'ep ahuo'nsee tht.tl iii !itrater ptriiui.ivct i tisuu fi,,i thir 

i qIi ,.iaii , l'h 1 : iii towxvt1.Xl iltiiui .~ig 1011't uq ',ch, 

,i, i. ,, uo1" t t il lll i itluc,. as ( ' .\:;, Ii ex-
p!iitlY takt, thislt' ii v ati",1, -(it jili Rv-I <''it tIing vit' 
,iarcti lel:thiohls in O)rgaiations," Human Orgain zaiiOn, XVII, 
No. I (Slpihug, 1958). 

for the instructor in finctiotn:il teaching, is oiouly much 

greater thatn in imple lecturin.. Unless this l:rge(r quatitim 

If worl: loc~aie the norrm, it va; reasoned, the instrutors 

would oon levert to tile lecture iltcthod. 
Accordingly, it wa;s proposed to the chief administrator, in 

respon-e to hik rcque~t for asistance, that the entire facilty 
of each instililte lie given training as a group in the functional 
inelod of teuchin._,. This was readily a.reed to and a letter 
was issued c;hCllthe provincial directors informing, himto if 

of the decision and a:kitig that lie cooperate with the group 
of advisors who hail consented to perform this task. 

preceded by informalissuance of tIs letter had been Ihe 

convc r~ations hetwcven the chief administrator and the pro
vincial directors but they had not been involved formally in 
making the decision. Although the provnces were setiauton
omous units, the community development program depended 

upon the central government for more than half of its support. 
Th is f:tc to r, toge th er w ith th e h ig h p e rso n a l esteem in w h ich 

time chief was held,, produced a willing agreement on the part 
of the directors, ;lthough very little involvement in the 

"
 

process of decision-inaking itself. This lack of involvement 
proved later to he a critical factor in institutionalizing the 

change.
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Conduct of the Workshops 

The instructional group consisted of three ICA advisors 
who carried the brunt of the teaching load, with four other 
advisors in the role of assistant instructors. A period of three 
weks was found to he the minilmun required for tihe instruc-
tion. This was usually scheduled during the interval between 
training cycles at an institute after one "batch" of trainees 
had completed their training and before the arrival of the 
next. The usual pre-workshop procedure was to discuss the 
trainitg with the provincial director and the principal and to 
gain their approval of the overall instructional plan. 

As previously mentioned, the objective of the instruction 
was to make the principal and institute instructors (a total 
of eight to fourteen per institute) proficient illthe application 
of the functional teaching method in everyday instruction at 
the institute, and to bring about such changes in the institute 
as a social system as would perm it this application. '1Tlhe subject 
matter of instruction of the workshop consist( :1 of tire live 
steps in the fillictimial teatching method: I ) thorough prepara-
tion oirthe part of the instructor ard his assistants; 2) a brief 
explarrrtio:i desigeld to motivate and to provide a scicntific 
or (titer expl:an:rtion of tire skill to be tauight ; 3) ;in accurate 
demonstration of tile skill [steps (2) and (3) were sometines 
combined] ; 4) supervised practical application by the stu-

adopted as tile usedliteral motto of the workshops and was 
as the most important measure of the quality of teaching. 

After the second workshop, it was possible to predict with 
coniderable accuracy the chan,,es in participant response. At 
first they were extremely polite, a protective device to mask 
their considerable fear of the whole procedure. After all, they 
were to be graded upon their performance and the grades 
wvere to be sent to higher headquarters which evidently 
attached very great importance to them. As soon as it was 
apparent that the advisor-intitructrs were not going to im
pose sanctions foir free exprevsion, but in fact d'enl:1ded it, 
fear betan to give way to pent-up expre 'ions of frwstr;Itior 
and indiunity. The princip:ds and senior itisiructors were 
particularlv resentful that they, with tlieir many years of 
expe rience, seniority and often aImaster', degzree, were bieng 
popped into a cla;sroon ias if they were schinolll%\s aga ln. 
I-lwever, Iy tihe time the third step, detnowstratihlt, was 
reaclied tle 'articipants had be cone quite filliyinlvoled in] 
the whole process and were increasingly committing them
selves to full effort to meet the elahs expectatiins and those 
of t:,. smln!l wtork grrips to which they were assigned. 

It was also at :bout this tine that several of tile participants 
became panic- tiicl:t'rn iii tryirng to select a kill ii. their own 
fiehl which they d:lrcd dei'inintrarte before the class. It hald 
been rela)tiely e~i-.to work up les-'n plans and to) give 
expiloaltio((rdents; an( 5) a practical and theoretical test of tire stl detlt's; oif .kilils, but it becaie quite alother thimz to 

ability to understand and to perform tire skill. 

Ill carr' Illg inlif l(Illilts of s-teps,
ot . mleach these tile 

advisor-iistructors reticulously followed each of tile five 
steps. For :'Xllllpl" ill tI'2chill,step I, prepanration, the 
advi-or-ihlstructor, tllt .i-lglypri'pared thtetiselhe andr the 
asi-tant in1rlr:c:or-; e:;1 p 'i, traininl aid-,prep:reudl les51 
etc.; g:lve ;l rief explanlltion of the bases :anitd Imethods (If 
prtp;r'altiOll; pr'rforred I thorough demlostratilOn of hOw to 
pr'p:lre :rI;lirtoculr skill for te:rcing; suipervi-ed tile class 
as tiley prep:lred :ale.On plan and made ready for two skills 
in their own field oif spl'ciait:lton;and fio:d.\y, ave a test, 
intwo parts., on preparLtion, onil oilthe theor*y and the other
crnsistirg of 'sIIollanilI for a third skill in their fil1. The 

whole was followed by :r Critique of tire entire teaching proces 
c~licereled with prepar:atlti (step I). Each of tire whiler step 
was similhrlyv treatCd, the mem'tbers rf the clas following 
throti with the three skills from their own fields as described 
for step 1,prepla ration, 
Thel'whh'lprlcess (If instrtuctior wns carried on in a highly 

permissive rtirorlphere which was very different fron tire 
llst complete authoritarian pattern followed in tire schrols 

anld colleges from whiclh thu workslop participants (institute 
facultis) had comie Intd which they used iii their own classes 
at the instititues. For example, participants were enicoiuraged 
to ask qulestions at anyirtine, to express dis:rgreenent with ariy' 
views, andl ahlive all tor check on the performance of the 
instructor to deternine the extent lf conformitY or deviation 
of his perforimnce from tire idearl patterns established for 
each step. ' ensrure that p:rticipants would actually nieasire 
tile instructorl's performrrce, each participant wias giver a 
score card with weighted criteria. At the end of each presmita-
tion, time was alltted for discussion of the performance of 
the instructor and of each classniember. Thelilold saw "Iftite 
student Is not lcatrned, the teacher has not taught" was 

follow thnilzi with :a delnilostrartiin ii' front of their cul
hagues each (f wlin was scm ithe performanct. 'I'e first 
tNvo reqltirel onile verbal skills, hut tire demontratiolr required 
an ability to perfuormn the skill, -tep by stcp, with :ade'.'reev of 
proficiency tZ.linl only thrull,,gh cmsidter:rble r'xtvii'e. '"lie 
panic resulted iil attet'rpts to hr:iye thil' rl'i*r-hitrtctors 
assume the respl,,ribilite of st.'lt'ctioni. \'henr thi failed, a 
irliber (if tile plticipl :it, I down allbhlrri'r, and cyilfe' vd 
to tile' alleis(Ir-a:-taiit t'llhcs that they didIlot feel cn
fident el'lihr If their ai ilitto thlvionil-lat ;ra e irril iigl ,kill 

theih (Iwn tililicall ield!L'iTe eXpll:ltioir wav simple: lw'Y'
 
thlniiiel'ee lhrd twcll tluilw illa h'tlire s\I'rln and had never
 
Perti~rii.'lItiii' ,kjllr hII ll l.lnlIv1 l y or twice. lliher 

wer vetrlinari;as who had nirlyer cai~trated a 1lu11cadir: iiii.ill 
lllsb;dry*men who ad nei1 culled illrym; hoirticiiltrit;i ve 
who hald never pruned a tre'; exteir'-iorr-rethiods eIlilcArttI's 
who had never orgatnized aniv kind rf ;ctivtv, club or clircil 
in tile village, etc. 

Corfv-iohns of this sort were always gi'en in 'ontfidnce to 
tile advisor-teachlers \\'tlw to help the participantthen soughlt 
:ll(trlye hi fiel,1 sehict tho)e skills with which ie hahrldlle 
greratet allilint of experience, al practice tleq' privately 
until liehad gain'd tire reIpuisite le'el of confidence illhis 
abilit*y. 'ihis led to succe.ful th'onstratiois before the class 
whicr hrorlirt :lblit a radic:ll chlie illlttitid.--foil one 
(if c:lrpilg criticism to pride of accolrpli-liment, frmr fear 
and panic to confidenrce ii hiis techical and profrs;ial coin
petence. 'l'hi.; iurrther e'.iliced during the fourthciliige wl.r 
atil fifth steps, sl pervised applicationi anl te'til, wrlen to 
itchilica and profes iollal c(Ilnip'ttence were added confidence 
imrtheir own telching ability. (oups of tranees had been 
ritaind at the institute for the durtimn of the workshop 
for use of tie participants. Each participant presented each 
step (explanation, demonstration, etc.) to the trainees with 
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the workshopthe other participants seated in the rear. As 
it 	becameprogressed to the application and testing stages 

evident to the participants that the functional method actually 
for it: in an amazingly shortproduced the results claimed 

period of time the trainees were able not only to perform the 

skill with efficiency but to teach it to others. Thus it was not 

uncommon to have "testimonies" given during evaluation 

sessions by the participants to the effect that they had "never 

really taught before this workshop" but had only "lectured 

at" the trainees, 

aReconstruction 
Curricula Rstration 

it had been obvious from the beginningAs indicated above, 
that functional teaching could not be practiced successfully 

within a framework of 45- to 50-minute periods but required 
to meet its own peculiar time andscheduling of each period 

timing demands. Accordingly, two to three days were set 

aside at the end of the workshop for this purpose. First, each 

member of the institute faculty listed all of the skills in his 

field which he thought necessary for the training of the 

village workers, the blocks of time required for teaching each 

skill to maximize learning, and the time of the year when 
it should be taught. Using our previous example of the tree-
pruning skill, it might be decided to devote an entire day to 

the four steps of the teaching process on the assumption that 

it requires eight hours for complete teaching of the skill. 
3 0 

This might be divided as follows: 	explanation- minutes; 

deiontstration-60 minutes; supervised practical work-5 

hours; and testing and critique- 9 0 minutes. Devotion of an 
if the orchardsentire day w hould particularly desirablebe 

the other hand, if the 
were distant from the intitute. On 

orchards were adjacent, the practical work might be divided 
oninto halves thus making 	 two four-hour periods scheduled 

skills such as organizing a villagesuccessive days. Other 
council might require a successioni of visits to a village in the 

for about three hours each when the villagers wereevenling 
all sorts of hour coon-available. Other skills are adaptable to 

bin:ations such a,1-3, 2-4--1, etc. 

When all skills were listed Ivall instructors and a total 

obtained of the linors reqhired, it was usually found to be 

fifty to one hiiindrel percent greater than the hours available 

in a year's course. This made it necessary for each instructor 

to rank his skill in order of priority of importance. Wrhen 

a review board composed of the institutethis had been (lone 
principal, the regional (provincial) director when available, 

one or two development officers, and one or two advisors was 

convened. Each instructor in turn presented his proposed 

to 	 the review board and defended it as best hecurriculum 
cotld against cuts. In some instances hours were added to the 

con-
instructional time for certain skills which the board 

sidered of highest priority, especially when it was evident 

that the instructor had not taught this skill before and had 

no base of experience upon which to judge the time required, 

lore comnmonly, the board eliminated so-called skills which 

were considered marginal to the needs of tile village workers. 

Through this process the offerings of the instructors waz 

brought into line with tilehours available. 
The final procedure was one of teaching the principal 

up ofand instructors how to 	put together a schedule made 

the various time blocks required by the skills to be taught at 
One of the advisors had had experiencea 	particular season. 

a staff officer in thein such schedule making 	while serving as 

army and had presumed that the technique could be learned 

easily, an assumption which proved to be quite false. In addi

tion to this factor, both the advisors and faculty were quite 
the workshop. Otherexhausted from the arduous work of 

demands, deferred during the workshop, were making them

selves felt especially on the principal and the advisors. As a 
result, far too little time was scheduled for this exercise and 

even less given to it. In terms of our functional teaching 
model, 	 instruction had progressed little beyond the demon

stage and the institute was usually left with only two 

or three weeks of a schedule worked out and ready for appli

cation. Before this period had expired, the advisory group, 
to the institute, were usuallyincluding the advisors assigned 

type of 	workshopoff to another teaching-methods or other 

and were not available either to stimulate the faculty to 
construction or to assist themundertake further schedule 


with its mechanics.
 
The author agrees with the comments made by the editor
 

at 	this point:
 

I suspect that your advisors were happiest when they
 
were actually teaching and demonstrating and looked
 

Quiteupon curriculum revision as more of a chore. 

naturally they underestimated the complexities of the 
task involveI in curriculum revision. The workshop 
could he handled on a direct person-to-person basis. 

really involves redesigning theCurriculum revision 
of 	 the interperwhole institution, including reshaping 

uonal relations among the members of the teaching faculty 

and between teachers and principal. 5 

Apparent Success and Failure 

Although these workshops were 	 very demanding on the 
high. Their feeling ofadvisory group, their morale was 

take place faraccomplishment was great for they had seen 


greater changes in the competence of the faculties than had
 

been observabhle since the institutes opened. They felt that
 

their efforts were highly important in raising tilequality of
 

values they shared. There was no
 a pro grain whose basic 

the changes they had helped to
doubt in their minds that 

bring about were pernanent because they had followed all 

the "rules" in makingl the changees possible. 

As further proof of accomplishment tIle advisors were 

recipients of earnest requests from participants for assistance 
in tilein conducting subject-natter workshops on skills 


various fields represented by the participants-agronomy,
 
animal husbandry, health, cottage industry, adult literacy, 

pro.ram planning, youth work, home economics, etc. These 

requests represented a complete about-face from the prevail

i.g attitudes before the workshop. To have admitted pre
additional subject-matterviously that one needed to have 

trainiig was impossible, but now it was accepted by practically 

all that each one needed to increase his technical competence. 
into great demand for arranging aThus the advisors came 

highly effective method of technical assistance which continued 

5. Contained in a personal letter to the author. 
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for several years, a result which had not been anticipated 
before the first workshops were held. From the position of 
being largely tolerat'd, the advisors were suddenly in great 
demand. Although the accounts of these subject-matter work-
shops is not a part of our present story, it may be noted that 
many series of such were held not only for institute principals 
and instructors but also for administrators, development 
officers, and specialists from the various agencies involved in 
community development such as communications media, agri-
culture, etc. 

Yet, a 'ear after completion of the teaching-methods work-
shop series a survey revealed that all institutes were back 
on the ol 45- or 50-minute period schedule, altered to be 
sure to permit more time in the field but not conforming to 
the basic prerequisites of functional teaching methods. 

What then was the explanation for this apparent failure 
of the institute as a social system to change when such large 
resources of time and manpower had been invested; when 
the canons of good planning and good teaching had been 
followed; when marked changes in individual attitudes and 
in the level of competencies had been observed? The answer 
to this question was not difficult to find; in fact, it became 
evident during the process of discovering the failure, 

The first and probably most important reason was insuffi-
cient involvement in the project of the significant power 
figures, the provincial directors. As indicated above, these 
directors were the immediate superiors of the institute prin-
cipals and as such largely determined institute policy. The 
position of institute principal was a rather high and sought 
after one in the Village AID hierarchy. However, since the 
agency itself was temporary, the principal had no long-term 
right to his position but could be removed at the will of the 
director. [Only some years later were the positions filled 
under civil service rules.] Tihus at this time the principals 
largely took their cues from the directors. 

Involvement of the directors was insufficient in two 
respects: the decision to have the workshops and the actual 
conduct of the workshops themselves. At the conclusion of 
the initial field analysis of worker roles in each region, the 
advisor had discussed the results with the region's director. 
But the decision to run workshops was made later entirely 
by the chief administrator who told the directors of his 
intentions and obtained their consent. Not being satisfied 
themselves with the institutes they readily agreed particularly 
since the work was to be done by others. Each one was 
invited to the opening exercises of the workshop in his insti-
tutes, but he was not encouraged to stay as it was felt that 
the participants (principal and instructors) would be in-
timidated by his presence. It might be added that it is highly 

unlikely that any of the directors would have participated as 
students or even as observers since they were extremely busy 

with many duties other than those pertainingadministrators 
to the institutes. Each of the directors was invited to the 

last sessions of their institutes for reconstruction of the 

two of the five were able to comL As acurricula but only 
result, the directors failed to change their criteria for jL Iging 

the institute performance to include measures of either func-
tional teaching or of block scheduling which would make 

such teaching possible. Since the director did not follow 
through with requirements for the institutes, the principal 

could see no point in going to all the trouble involved. Besides 
things were never quite so orderly and systematic under this 
procedure with classes often scattered far and wide. For 
example, it was not possible to gather them quickly and to 
put on the usual impressive show for visitors arriving on 
short notice. 

A second reason, perhaps of equal importance with the first, 
for nonadoption was the lack of sufficient skill by the prin
cipal and faculty in constructing the schedules. This was 
aggravated by the almost continuous absence from the insti
tutes of the assigned advisors in the weeks following the 
completion of the workshops when they might have consoli
dated the gains made. Although their knowledge of the 
scheduling procedure was not entirely adequate, they would 
probably have been able to assist the principal and faculty in 
its mechanics. But even more importantly they would have 
provided an impetus to continue it. Their participation in the 
workshop in nost cases had considerably raised their status 
with the principal and staff who had been their students. Also 
to some extent they were now identified as agents of the chief 
administrator and it was obviously his desire that the results 
of the workshop be applied. However, this was not to be, as 
all available advisors were pressed into service to complete 
this series of workshops at other :,-.,titwes or to arrange for 
other series on subject matter, a strong demand for which had 
been generated by the first. Thus the advisors swept on from 
workshop to workshop usually with the feeling of great 
accomplishment in upgrading the competencies of the partici

6 
pants, but with no one at home "minding the store. ' 

These additional series of workshops further served to 
unsettle the institutes and to make more difficult but by no 
means impossible, the application of the new procedure. Each 
required from two to three weeks which, according to the 
principals, so reduced their already inadequate faculties that 
they could not continue the system. In some instances this 
\\,as quite valid in that the absent instructor was the only one 
who had really learned the process of functional scheduling. 
In others it was only an attempt to shift responsibility for not 
doing something they felt only marginally competent to do. 
Besides it required more work which was apparently not 
sufficiently appreciated by the directors. 

In addition to these observable causes, it is probable that 
there was a latent element of aversion remaining from the 
first few days of the workshop experience. As explained 
earlier, considerable apprehension and fear of the workshop 
was felt by the participants which eventually found expression 
during later workshop sessions. After all the workshop repre
sented a direct attack upon some of their most fundamental 

6. The editor's co,mment here is most appropriate: "This experi

eite al', sutiets a further general pIint. In a country ishich needs 
mn of the skill of these ad visors so badly, the chIances are that 
a hnoever thit, achieve a success at one location, the% are likely to 
k, in Lgreat d,.mand to go elsewhere and dI,the same task in aiothrr 
lwit:on. in other words, the administrative pressures it, spread ttie 

to stay with a givel hallr,grani rapidly weigh against thie need 
situatihn until the new was of doing things are firoly established. 
1 iuspvt this is a very gencr:,l problem. Related to this is protbahly 
the ver.v natural reaction of the advisors who f,,ind th wort:shop 
experience higtly rewarding psychologicaly. Having achieved such 
a tr ten,,its s.tccesN here, the y %%ere itaturally inclined to repeat 
the psychologieally rewarding experiences rather than becoming 
involved in the less exciting complexities of curriculum revision." 
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and cherished assumptions about their own status and the basic 

functions they performed. In addition, in spite of the radical 
change which did occur in attitudes and overt behavior during 
the sessions, the workshops always remained an imposition 
from the top. Since the participants had not been consulted 
and sold on the idea before its initiation (which would prob-
ably have been impossible to do) they were anxious to corn-
plete their formal obligations. These they felt, were ended 
with conclusion of the workshop. Thus the authoritative 
approach which had brought about the workshop itself may 
also have been a factor in lack of follow-up action once the 
basic requirements of the authorities had been met. 

A fifth and final factor will be mentioned, the inevitable 
relaxation of effort following three weeks of very strenuous 
work-declared by many participants to be the most arduous 
of their lives, 

Unanticipated Consequences 

It should not be thought that, because the avowed purposes 
of the workshop had been only partially achieved, there were 
no positive, although unanticipated, results. In fact, later 
evaluations showed the workshops to he the turning point in 
V-AlD history-the point when improved quality became a 
goal, and training at all levels the accepted method. 

First of these specific consequences was a much greater 
acceptance by the V-AID administration of the methods of 
scientific analysis and evaluation as tools of administration, 
It was recognized that the workshop could not have taken 
place without the analyses of tie roles of village workers 
which preceded it and which were compelling forces on the 
chief administrator to order them in the face of the contrary 
forces nf traditional education. As mentioned above, his own 
subsequent behavior was considerably altered in the approach 
to lower-level echelons in the administration, especially the 

village workers and villagers. From the visiting high official 

an(l inspector lie became more of an enquirer, a seeker after 
thle kind of inderstanding~s which the village worker and the 

villagers had, less inclined to take the usual symbols of prog-

ress at their face vahne. 'rue same may be said for some of the 
immediate superiors of the village workers, the supervisors 
and development officers who were present for many of the 
interviews of their workers. It was obvious that they too 

were gaining a great deal of new information, an(d in many 
cases were reforming their judgments of the village workers 
and reconstructing their conceptions of his role. Even more 

important, they, were gainin,, a respect for tile point of view 

of their workers andi an appreciation for the method of 

investigation which produced these insigz. However, it IS 
not known to what extent they applied tile method in the 
subsequent conduct of their daily supervision. 

The second, and perhaps the most significant, result of tIle 
workshops wa the almost complete change in the acceptance 

From one ofof the advisors and tIle use made of them. 

attitudes shifted to active seeking of assistance.toleration, 
Quite suddenly, advisors were in great demand to arrange 

other workshops and short cotrses to assist in evaluating 

other phases of the field work and to advise on all aspects 

of the program. In the following three years they were kept 

so busy that vacations and ordinary leisure became only 

memories. For those who had been there in the pre-workshop 
days, the change was almost intoxicating-to feel wanted, 

to have one's capacities used to the utmost, to be able to see 
drastic changes taking place in individual capacities and in 

the ability of sub-units to function more effectively. 
However, the opportunity to use the advisors' talents 

required their display. The workshops had set very high 
standards of performance and these were used by the Paki
stanis to judge the contributions of the advisors. This proved 
to be the undoing of a number of them, especially those whose 
training was in technical agriculture and whose experience 
had been confined to the teaching of agriculture in an 
American high school or to the role of county agricultural 
agent. Their "practical" skills had made them quite useful 
in the early Nears of the program for ordering and assembling 
farm machinery and equipment, for assisting in the construc
tion of the institutes, for establishing the basic curricula, in 
short for "getting the program started." During the teaching 
methods workshops these advisors were used as assistant teach

ers under the close supervision of two senior advisors and 
their performance generally met expectations. But as they 
began to move out on their own and to be confronted with 
problems with which they had not previously dealt, the 
inadequacies of their frames of reference and of their training 
in the scientific methods of analysis and problem-solving 
became painfully evident. They had no ready-made answers 
and no means of finding answers to such problems as: 1) 
institutinz systems of personnel managnement which would be 
democratically oriented and permissive enough to encourage 
the type of initiative required for development, as opposed 
to the authoritarian type which had worked quite well in a 
system dedicated to preservation of law and order and the 
collection of taxes; 2) the establishment of procedures for 
self-evaluation in the development areas and of ad hoc units 
for somewhat more formal evaluations at the regional and 

provincial levels; 3) the creation of staff training centers for 

training development officers, specialists and administrators 
to administer a program in such a manner, for example, as 

to keep open the channels of communication from the village 

upward on which the whole rationale of the program rested 
4) the analytical procedures for long-range comprehensive 
program planning at the lower levels as a basis for construct
ing national "five-year" plans and bringing about operational 

coordination with the field representatives of the ministries 

of agriculture, health, industry, cooperatives, etc., which the 
V-AID organization was created to serve, and whose per

sonnel were more often than not jealous and afraid of this 
new agency. 

'here were two or three exceptions: intelligent individuals 
who were able tn grow somewhat with tile situation and to 

exploit unique phases of their previous training andi experience. 
But for the most part these types of advisors, not only in 

a lesser extent in health, cottage industry,agriculture but to 
askedand home economics, were found wanting and few were 

to return for a second tour. Instead sociologists, anthropolo

gists, and public administrators were in demand, based partly 

on the performance of the few such individuals in Pakistan 

and partly on contacts made with university professors during 

training in the United States. 
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The editor's summary comment at this point is quite valid: 

.. . perhaps in the beginning stages of such a program, 
there is a great demand for people who know specific 
techniques. At a later stage, the man who only knows 
techniques is of little help, and the demand is for men 
with skills in planning, organizing, and administering. 7 

Not only did the teaching-methods workshops lead to 
instruction in substantive technical areas, but they were in-
valuable guides in the formulation of curricula and methods 
for training abroad of the institute principals and teachers, 
development officers, directors, etc. The workshop experience 
made it possible to construct tailor-made programs of training
at American universities, and in third countries, which would 
have been impossible without the insight acquired through 
prolonged and intensive interaction in the workshops. 

Retrospect 

It is probably obvious that field investigation and analysis 
at the lowest levels of the bureaucracy were essential to 
initiation of any change in the system. There was compara-
tively little resistance to analysis at this level as it seemed to 
pose little or no threat to those interviewed. The method 
used, role analysis, was actually enjoyed by many of the 
respondents. It is a highly personalized approach consistent 
with the norms of a primary group society. It proved to be a 
powerful tool for procuring insights not otherwise obtainable 
(many of which were not described in the above account.) 

Thus, research of this operational ad hoc type may be 
necessary to the success of the change agent. Research tech-
niques must be adapted to the problem context to meet current 
needs and not for the sake of research or for meeting the 
publication needs of the researcher. In fact, the agent must 
usually be willing to forego publication until it can in no way 
be viewed by the administrators as damaging to either them-
selves or to their organization. 

Training as a means of instituting change is most effective 
when the entire instructional process can be controlled and 
directed toward one goal. Thuis is necess:.ry to be able to 
create new norms which can oe accepted and applied by all 
the members. For example, tile instructors learned a number 
of new skills which they wanted to practice. Many of these 
skills required them to get their hands dirty and to perform 
menial operations, both of which were inconsistent with the 
usual norms considered appropriate to their status as men of 
superior education occupying government positions. For two 
years they had observed the examples of advisors carrying out 
such operations as removing manure and building compost 
pits without being moved to do so themselves. But they were 
not only willing, even eager, to engage in dirty-hands jobs 
when all of their colleagues did likewise and when the 

7. Contained in a personal letter to the author, 

functional necessities of doing so became apparent to them 

in the workshops. 
A final observation may be made on the "success" side con

cerning the effectiveness of the five-stage functional teaching 
method. In tile workshops it was found to be as highly 
efficient in teaching both the manipulative and human-relations 
skills as it had been in the allied armies during World War II. 
Perhaps its more widespread usc would similarly result in 
reducing the time required for the underdeveloped countries 
to train their millions in tle multiple skills equired for reach
ing the takeoff into sustained economic growth before they 
are inundated by their own population increase. 

Let us turn now to a final examination of the failure to 
institutionalize tle complete process of functinnal teaching for 
which Jie workshops were initiated. In looking back, it is easy 
enough to point out the deficiencie in procedures followed 
and to state that had this or that been (lone, or done in a 
different manner, or not done, the consequences would have 
contributed better to the attainment of the goals sought. How
ever, it is by no means certain that the central "error" could 
have been avoided and tile directors bron ght into a more 
positive commitment to the decision to hold the workshops or 
to have participated more fully in them. rhis is because of 
the suspicion and fear in which four of time five directors held 
tihe advisor who made the villa-e-worker role analyses. Since 
lie was known to be a trained sociologist intent upon analyzing 
their personnel, he posed a threat to them, especially as his 
findings were to go to the very top of the administrative 
hierarchy. This fear and suspicion were not dispelled by tile 
advisor's disclaimers that his findings were only for tile pur
pose of gaining a better understanding for policy guidance and 
not a tool of administrative inspection. 

The central point here is that the directors did not change 
their attitudes to the advisor until after the teaching-methods 
workshops, and some of the technical ones which followed, 
had demonstrated that these were positive tools for use by the 
directors and not potential punitive ineasuies. "rhus it would 
probably not have been possible to have gained their enthu
siastic support at the particular time required to institution
alize the workshop results. Perhaps the lesson here is that in 
technical assistance we should not expect to bring about so 
drastic a change as tile one attempted and described in this 
paper by m-ans of one sequence of actions no matter how well 
planned and executed, because certain actions of a sequence 
may be dependent for their execution upon a chlante which 
can occur only consequent to the actions themselves. lis does 
not argue for less thoroughness in planning and in execution, 
for less effort to involve in the planning all those required in 
execution, for application in full measure of tile best teaching 
techniques we know, etc. Rather, the conclusion is that we 
may expect success only up to the point where actions are to 
occur which are not dependent upon subsequent actions, and 
that we may expect other positive results which are not fully 
or at all anticipated. 

http:necess:.ry

