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Chapter 1
THE PROJECT RATIONALE AND SETTING

Introduction

The purposes of this chapter are first to present a
general rationale for trying to help public institutions
in their efforts to aid small farmers, then to lay out a
series of modules useful for thinking about and gathering
information about an organization, and finally to present
the results of the application of one of these modules--
that having to do with impact of the organization's pro-
grams cn farmer clientele--for what it discovered about

some specific projects in Costa Rica.

The Small Farmer

In this decade of the seventies, the small farmer
of the world is being talked about; not with enthusiasm
but as a subject requiring attention. In the iesser de-
veloped countries (LDCs) of the world, his sheer weight
of numbers argues for this attention. He represents
over half to three-fourths of the active labor force in
most of the LDCs. Yet his productivity is so low that he
serves as a drag on the nation's economy.

Part of the explanation for the LDCs delay in deal-
ing with their small farmers' problems was the sheer
pressure of keeping their nations politically and econo-
mically afloat in the rapid changes of this time. There
were more insistent problems demanding the time of the
thin ranks of trained personnel. Partially the delay was
based on the premise that improvements in the industrial,




manufacturing and distribution sectors would absorb the
surplus agricultural human resource, provide the needed
inputs to the small farmer and, through his improved ef-
ficiency, solve his and the nation's need for increased
amounts of agricultural products. The expected process
was so logical that few resources were devoted to finding
out if the process was working as expected, and if not,
why not.

It became apparent to those studying the problems of
the small farmer of the LDCs that neither private busi-
nesses nor pubiic institutions were providing that input
mix that would help him break out of his mold of subsis-
tence agriculture. He was struggling with poor seeds and
lack of fertilizers, pesticides, herbicides, all-weather
roads, transportation facilities and adequate markets.

But these farmers have another handicap. Many have not

moved sufficiently from traditional patterns of production
to even grapple with problems of new technology. They are
enmeshed in medusan coils of ignorance and traditionalism.

It is now generally agreed that the major efforts for
providing the input mix of services to make the small farm-
er productive must come from public organizations and in-
stitutions in the LDCs. Little attention has been paid to
upgrading the management of pubiic institutions attempting
to do development work in rural areas of the world. Yet
it seems the actions of these agencies are crucial to
rural change and development. Recognition of this lack
led to the project now being reported on. A multidisci-
plinary team with a variety of overseas experience and a
broad grouping of interests in management research, de-
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velopment and training, was put together to see what
could be done.

The desire was to develop ways of working with host
nationals to help them upgrade their management skills and
abilities, and to help them become self-sufficient in
gathering useful data about themselves and their develop-
ment programs and in taking steps to correct problems
that might become apparent; all with the end goal of bet-
ter serving the small farmer.

This report will detail a model of how "outsiders"
can help public institutions become more effective in
serving the economic development needs of the small farm-
er. Results of a partial test of this model in Costa
Rica will also be reported.

First we sought to develop a system of analysis for
those public institutions having agricultural development
responsibilities. The aim was to develop a practical sys-
tem of analysis that would aid administrators in the plan-
ning, design and implementation of rural development ac-
tivities, especially those directed to the small farmers.
We worked for a methodology that eventually we thought
and hoped could be used by in-country specialists with a
minimal dependence on outside consultants. The analytical
procedure sought to help the administrator:

1. understand his organization in a systematic
way: its existing organizational characteris-
tics and opercting procedures;

2. define the various clients of his institution
including the small farmer client as to their
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aspirations, resources and needs; and

3. recognize any gaps between the needs of his small
farm clientele and the operational processes used
by his institution to meet those needs.

The assumed purpose of this self examination by an
institution would be to: gather information with which to
specify key problems to be encountered in rural develop-
ment projects, gain information useful for attacking the
problem and get baseline data for control and evaluation
of the project.

The project directed its attention to the management
aspects of public institutions very early in its work. It
recognized that the research could point out the main prob-
lems and even give some clues to their resolution, but un-
less management believed the data and was willing to invest
the time and take the risks of implementation and change,
nothing would happen.

With this belief that host nationals in the long run
must be the ones who make decisions to change if change
is to be at all permanent and effective, the project team
wanted to develop a "colleague" attitude and atmosphere
between host nationals and the "outside" project team.
The team saw their role basically as consultants with spe-
cial skills and tools in analyzing an organization, ac-
tion research, consultation and training. These skilis
and abilities are usefui to an organization interested
in change and development and in doing a better job serv-
ing small farmers as well as other clientele.

The use of such skills and abilities would need to
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be worked out with any host organization or organizations
entering into a cooperative relation with the project team.
Thus the exact patterns of consulting, action research and
training would be worked out jointly in each specific sit-
uation.

The research team eventually was involved with three
major objectives: 1) developing a methodology of insti-
tutional analysis, 2) finding an approach that would allow
entry into sensitive institutions in a manner that would
generate trust between administrators and consultants for
Tonger-run remedial efforts, and 3) accepting the chal-
lenge that the ultimate clientele of all this effort
should be the small and medium sized farmer.

The first and third objectives were specified early
in the research. The need for entry and being legiti-
mized became a major concern to the team as the project
developed since the success of this whole effort depended
on entry.

The reasons are legion for the difficulties of pro-
jects for small farmers. Small farmers are politically
underrepresented in the developing nations. Joel Bern-
stein, Director of the Technical Assistance Bureau of
AID, adds that if the small farmer lacks political power,
he also has lacked and still lacks the public institu-
tions needed to crack the circle of poverty and make the
quantum jump from subsistence to commercial farmer sta-
tus. Gene E]]is] in his provocative paper on reaching

]E1115, Gene, "Agricultural Development Strategy in
Ethiopia: On Reaching the Peasant Sector," p. 9.

-5-



the peaseait sector in Ethiopia says, "It [government ef-
fort] reaches the peasant sector, only to destroy it.

There is no way for government to reach the peasant sector.
The efforts to date have been largely in vain."

Neither E11is nor Bernstein nor others say the job of
reaching the small farmer with effective development pro-
jects is impossible. It is more a recognition of the past
failures and tremendous difficulties encountered in imple-
menting development projects focused on him. The small
farmer is politically weak, leaderless, has Timited human
and physical resources and is spatially separated and at
the mercies of pests, diseases and weather.

Much has been written about the dual sector econo-
mies, with agriculture usually depicted as the tradition-
al sector and the urban areas as modern.1 But such high-
ly aggregated models oversimplify the the agricultural
sector, overlooking the dual nature of the agricultural
sector itself. In many, if not most of the less developed
countries, large, highly mechanized farms coexist with a
much larger numbe» of small farms employing primitive
technologies. The public sector institutions which have
evolved in these countries have tended to serve the rural
elite on the large farms to the exclusion of the more
numerous smaller farmers.

Now some recognition is being given to the need for
the entire agricultural sector to modernize if short-
lived growth is to give way to sustained national devel-

]Ruttan, Vernon ., Growth Stage Theories, Dual
Economy Models and Agricultural Development Policy, Uni-
versity of Guelph, Department of Agricultural Economics,
No. AE 1968/2, 1968.
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opment. This discovery of the small farmer and the lack
of institutional services of which he can avail himself
has raised serious doubts about past agricultural develop-
ment strategies and the lopsided growth that has resulted
in the agricultural sector.

From the point of view of the small farmer, what al-
ternatives exist? He can migrate to urban centers, there-
by contributing to the burgeoning slums around urban
centers. A less traumatic choice is to remain in a sub-
sistence state, eeking out an existence as either a small
farmer or a landless laborer. The most difficult, and
"almost impossible alternative under most institutional
systems in the LDCs is to jump from subsistence to com-
mercial farmer status.

The project team noted these difficulties as it con-
tinued assessing the problems of reaching the small farm-
er clientele in the low income countries. Case studies
from private and public development agencies were studied.
Research reports were combed. "Success" stories from
given countries were analyzed. The personal experience
of the team was added in. The evidence accumulated is
very convincing that the institutional deck is stacked
against the small farmer. Public sector institutions
have little if anything to offer the small farmer under
their present organization and operating procedures. Edu-
cational programs are for the literate. Credit is gener-
ally limited to those with clear title to the land.
Technology requires purchased inputs. And so it goes.

But no longer can the assumption be made that the
small farmer can be left behind and forgotten. If inte-
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grated national development is to occur, the effective de-
mand of the small farmer for industrial products is needed.
If rapidly growing populations are to be fed adequately,
the small farmer becomes a valuable resource. Political
development and accompanying economic stability require
participation by the tens of thousands of small farmers.

The team members were fully aware that if the small
farmers were to improve their financial status, certain con-
diticns were necessary.] There would need to be access to
resources in general and the services of public sector insti-
tutions in particular. Knowledge about improved production
and marketing pracvices must be available. Credit must be
accessible. Inputs such as improved seeds and fertilizers
need to be present for purchase. Price data must be freely
exchanged. Equitable tenure arrangements are required.

The 1ist is a long one indeed. Perhaps the most impor-
tant of all is access to the political process as a means
of obtaining and maintaining these institutional services.

A nationally functioning public sector will respond to ef-
fective demands. Small farmers must gain access in an or-
ganized manner for their demans to be effective.

The Research Approach

The research approach developed by the project team
evolved from seminars, workshops and discussions and was
then modified to meet a 1imited field research budget and
bureaucratic clearances. A modular approach was created.

'Shwedel, S. Kenneth, Utility, Probability and the
Adoption of Agricultural Innovations. Unpublished Master's
Paper, Michigan State University, 1973.
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by the core group, which incorporated the premises and in-
sights of disciplines that were relevant to the studies
of agricultural institutions.

Within the modular approach, the team chose six puints
of reference for their research. These target areas are
modules or subsystems of the total model. The modules are
not mutually exclusive. They probe the institution at var-
jous Tevels of operation with different tools of analysis
seeking insights into the operation and structure of the
system and its resulting performance.

The six modules are:

1. Systemic linkages among national institutions

This module helped specify those national insti-
tutions having agricultural development responsi-
bilities. The module gave us information as to
how important one institution viewed another as
being in carrying out its development responsi-
bilities.

2. Intra-institutional status-role study
This module sought information on happenings
within the 1ife of an institution. What are the
formal and informal relationships? What insti-
tutional doctrines do they adhere to, what are
the work objectives and who sets them? We wanted
to know what subordinates thought of their bosses
in terms of being innovative, committed to their
jobs, etc. Did the organizational personnel know
about the small farm projects and what did they
think their organization was doing about them?
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Institutional interfaces

An institution lives in an environment of change
and stress. Other institutions are seeking to
enlarge their responsibilities, personnel, budget
and authority often at the expense of existing
institutions. This module sought information un
these institutional struggles and boundary dis-
putes especially as they concerned new programs
such as small farmer development precjects.

Farmer clientele

One very effective way of testing an institution's
ability to implement a small farm program is to
measure the impact of that program at the farm
Jevel. This module did such measuring and the
results are a major input into this paper.
Leadership characteristics of institutions

Few deny the critical element of leadership in
institutions but the research team was not given
clearance to carry out this part of its study. A
future study is planned to begin to test this
module.

Communication flows within institutions and te

clientele

This module sought information on channels of
information within institutions and where block-
ages seem to occur. We wanted to know the content
of the communication, how often it took place and
between whom. We wanted to know what communica-
tions took place within the various institutions
on the small farm projects and what information
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got back to the institutions from the farmer and
the agent directly serving him.

Initial Module Testing in Costa Rica--The Farmer Clientele
Module

While the modular approach was originally conceived
to produce a disjunctive "case study" of a single agricul-
tural institution, it proved adaptable to the multiinsti-
tutional study into which the project evolved in Costa
Rica.

Costa Rica became the social Taboratory for our re-
search effort and the focus of the study was two develop-
ment projects for small farmers administered chiefly by
the Ministry of Agriculture. The team used the Corn-Rice
project of Cartagena and the Corn project of San Carlos
as the tracing mechanism to determine the effectiveness
of certain agricultural institutions in carrying out small
farm development projects. The two projects were only one
part of the much larger AID loan program discussed in
Chapter Two of this report.

One of the major objectives of the AID agricultural
lToan was to improve the small farmers' economic conditions.
If the loan was to improve these conditions, the best
place to verify that performance was at the farm level.
The farm level research module was designed to test the

performance of agricultural institutions in implementing

such agricultural development programs. It should be

remembered here that the so-called agricultural sector
toan was composed of a numbor of small, not necessarily
related, projects. The research effort at the farm level
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was directed to the two projects upon recommendation of tne
respective regional directors because these projects were
in operation when our field research began. A project was
chosen in each of the two regions to reflect climatic dif-
ferences and a reported difference in the management style
of the regional directors.

Agricultural Project of Cartagena]

Location: This project was initiated April 13, 1971
in Cartagena de Santa Cruz, under the direction of the
Agricultural Extension Office in Santa Cruz. The object
of the project was to organize the small- and medium-size
farmers into an association to facilitate the introduction
of certain changes which would permit them to increase
their yields of corn and rice, thereby raising their stan-
dard of Tiving.

Objective: 1. Establishment of the Agricultural Aid
Committee (Comite Agricola Auxilair) and Associa-
tion of Producers (Asociacion de Productores).

2. Obtain credit.

Establish an agricultural input warehouse.
Establish the buying agency of the National Pro-
duction Council (CNP).

Goals: 1. Construct a building to store agricul-
tural supplies.

Tp1an 11, for the second term of 1971, DOC-CAN-45-
Rev. 2; August 11, 1971, pp. 27-28.
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2. Have the national banking system establish loan
1imits which are relevant to technical agricul-
ture.

Long-Run Goals: 1. Create an Agricultural Coopera-

tive.
2. Establish an installation for drying and storing
grain.

Present State of Project (as of 1971): 1. A neigh-

borhood level committee has been established and
an agricultural organizer is now in the zone.

2. In 1971, 55] manzanas] of rice (959 acres) and
390 manzanas of corn (679 acres) were financed,
the expected yields were 46 quintales per manzana
and 35 quintales per manzana respective]y;2 the
number of farmers involved is 187.

3. The warehouse for agricultural inputs has been
established. As a result, the price of fertili-
zer and other inputs has been substantially re-
duced.

4. Technical assistance has been extended through
courses, audio-visual aids and farm visits.

2586
acre.

]One manzana = 1.74 acres.

2One quintale = 100 pounds, so expected yields were
pounds per acre of rice and 37.6 bushels of corn per
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Corn Cultivation Project]

Location: The Regional Agricultural Center of San
Carlos has selected an area around the villages of EIl
Tangue and Los Angeles as the most appropriate to carry
out the project using modern methods of corn production.
The topography and soils are appropriate to carry out the
project.

Objectives: 1. Increase the production of corn with
the intention of more nearly supplying the na-
tional demand for this grain.

2. Elevate the standard of living of the farmers of
this zone through agricultural activities.

3. Introduce changes in the traditional methods of
cultivation in order to achieve an increase in
output per land area.

Goals: 1. Farm an area of 600 manzanas of corn by
the second half of 1971 with a production of 64
quintales per manzana.

2. Increase output per manzana by 24 to 40 quintales.

The project expects participation of 66 small

(93]

farmers with an average area of 20 to 30 manzanas.

Present State of Project (1971): The project is in
its organizational period. Nevertheless, the Center has
conducted tests with the local variety "Maicena-Tusa Mora-
da" which has proved better than other hybrids and local

TP1an 11, for the second term of 1971, DOC-CAN-45-
Rev. 2; August 11, 1971, pp. 31-32.
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varieties. Also, fertilizer tests have been conducted.
At present the participants are being selected and contacts
are being made to receive credit.

The National Environment

The purpose of the AID agricultural Toan to Costa
Rica was to provide a better 1ife for the small farmer,
This would be accomplished through increased production,
an improved marketing system, the provision of credit and
other inputs> needed to help the small farmer gain some
control over the physical and economic bottlenecks that
had so Tong blocked his progress. The announcements by
public figures and the objectives set forth in the capital
assistance paper of AID left no doubt that the small farm-
er could expect more attention and resources.

Actually the country of Costa Rica has many advan-
tages not present in many of the countries seeking to
change their traditional agricultural sectors. It has a
high literacy rate, a concerned government, unexploited
land resources and a developing infrastructure. Conse-
quently, there were high expectations that this loan plus
additional committed funds of the Costa Rican government
would make large changes in the Tives of the Costa Rican

farmer.

The farm-Tevel questionnaire was designed to test a
number of variables considered important in the adminis-
tration of rural development programs. It was expected
that some of these premises would be better predictors of
the 1ikely success of development projects, and so future
research would focus on these more definitive predictors.

-15-



The farm questionnaire gathered daia on the farm fami-
1y characteristics such as number of children, age of mem-
bers of family, how long they had lived in the region, etc.
The object was to gain a better understanding of the farm
clientele involved in the projects. A limited amount of
information was gathered on the infrastructure of the com-
munities in which they lived. These data included access
to all-weather roads, schools, running water, electricity
and communication systems.

The questionnaire was designed to record the impact
of the AID loan projects at the farm level on the farmer's
income, his use of new technology, his organizational pat-
terns, attitudes toward governmental institutions, com-
munication patterns and his participation in the project
decisions. The questionnaire gathered information on how
adaptable the program was to local conditions and how in-
novative the institutions were to meeting this new clien-
tele's needs. The questionnaire probed the farmer as to
the objectives of the project, who asked his opinion, to
whom did he register his complaints.

It was hypothesized that the political articulation
of the farmers would be important for continued govern-
mental efforts in small farm projects. It was also a
premise that strong political and administrative commit-
ments would be needed to add to the possibilities of suc-
cessful small farm programs. One of the elements of the
AID loan was a partial decentralization of the Ministry
of Agriculture (MAG) to regional offices. The farm-level
questionnaire revealed some information on this decentrali-
zation effort.
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The questionnaire tested the farmer's attitudes that
could be used as a measure of his potential for change.
Such a measure would be helpful in deciding how quickly
farmers might adopt new programs.

Public institutions assuming developmental roles as
contrasted to their traditional management functions must
make major changes in their operations to be effective.
This research studied Costa Rican institutions, largely
MAG, to note their attitudes and performance toward small
farm projects. It probed their communication flows, know-
ledge of projects and their personnel linkages at the farm
level.

The following is a brief review of information taken
from the farm questionnaire. The data presented are se-
lective in seeking to test the effectiveness of institu-
tions in administering agricultural development projects.

The main objectives of the AID loan and the political
elaborations of the objectives were briefly four:

1. increase farmers' income through increased pro-
duction of needed grains and other agricultural
products;

2. secure farmers' participation in decisions af-
fecting them;
employment generation in rural areas;
lessened income disparities.

What Did We Find?

We found that drought conditions in Cartagena and
Tess rain than normal in La Fortuna caused both first-year
crops to be economic failures. Diseases, insects, lack
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of knowledge of soils and fertilizers, late clearing of
brush from fields and late plantings all had a contributing
effect. There were no new seed varieties available and

the traditional varieties had a Timited response to addi-
tional fertilizer inputs.

The Toan foresaw that there might be losses incurred
by farmers undertaking this new technology and provisions
were made for an income supplement. However, a year after
the projects were started the agents in the field were not
as yet informed about this provision.

The two crop years covered by the study gave too
short a time span on which to evaluate whether production
for the individual farmer and the nation could be increased
by such projects. The fact that only eleven of the first
year's 48 participants in the Corn project at La Fortuna
signed up for the second year indicated the seriousness
of the problem. The project was dropped after the second
year. The comments of the farmers leaving the project
indicate that MAG Tost considerable credibility in that
area.

Our data would suggest that many of the farmers were
worse off economically after participating in the project.
However, the land that was cleared in La Fortuna will be
available for future crops and the new technologies adop-
ted for the project were not being completely dropped,
only partial reversion to previous levels occurred.]

The objectives of increased farmer incomes, in-

. ]Dickey, Thomas, A Mechanized Corn Project in Costa
Rica: A_Case Analysis, Chapter IV, Thesis for MS Degree
at Michigan State University, 1973.
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creased production and the lessening of income disparities
were not achieved by these two projects during the two
years studied.

How did the objectives of farmers participating in
decisions affecting them come out? The farmer was little
involved as to his opinions and evaluation. In La Fortuna
he was well informed on the project goals and objectives
but few asked his opinion. In Cartagena, only a few knew
they were even in the project, so eQen a minimal communi-
cation did not take place.

The small farmer of Costa Rica is poorly organized,
weakly Ted and lacking political clout. He is generally
passive and neither expects much from his government nor
does he receive much. Our research in two regions of
Costa Rica on two agricultural projects verified most of
these general observations about the Costa Rican farmer.
In spite of the reported effort in Cartagena to organize
the farmers, the data gathered there showed an almost
total lack of knowledge of and participation in such or-
ganizations. Few of the farmers had ever been asked their
opinions about the way the projects should be organized
and none nad been asked for suggestions and criticisms
of the projects after they were initiated. MAG officials
and the farmers were accustomed to the top-down approach.

The fourth objective was employment generation in
the rural areas. The almost complete mechanization of
the Corn project of La Fortuna resulted in a lessening of
farm labor used for this enterprise. However, these farm-
ers have other enterprises and the data are not adequate
to indicate the effect on total labor utilization in this
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area. In Cartagena the increase of loans allowed some
laborers to rent land and thus move out of the precarious
agricultural labor class into the precarious land rentor
status. Our field workers reported an increase in the
total land in cultivation and some increase in labor uti-
lized in the Cartagena area through conversations with
farmers and merchants. The questionnaire didn't include
these questions.

Our research gave us other insights concerning the
Costa Rican small farmer. He is generally receptive to
government efforts in spite of known past failures. He
does not blame the government for things outside the
government's control but is intelligent enough to place
the blame when government requirements lead to failure.
He has criticized the government agencies for poorly
trained agents and agents that show off their “knowledge;"
those who talk and do not listen. He complains, but not
Toudly, that no one asks his opinion on the project. When
he complains, nothing happens. He is critical of an or-
ganization that requires his rigid adherence to the pro-
ject rules yet itself failed in getting land cleared on
time, provide improved seeds, test their recommerded fer-
tilizer application or develop market outlets.

He has some knowledge of the regional organization
that was set up to make such small farmer projects more
responsive to the small farmer's needs. Some of his
neighbors sit on these regional boards, but he knows 1it-
tle of what goes on or why "things" have not changed.

The research indicated the small farmer was more
willing to change than many of the administrators
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in the public institutions serving him. He has Tong used
credit to finance his needs and when new credit was to be
coupled with other technological inputs, he agreed. He
adopted fertilizers, herbicides and new seeds in both re-
gions. In La Fortuna he signed for mechanical land clear-
ing, corn planting, cultivation and even corn harvesting
by mechanical means in addition to the use of better seeds,
fertilizers and herbicides. When most of the farmers
dropped out of the La Fortuna project the second year, they
didn't completely revert to their former level of technol-
ogy. Most still plowed their land but fewer used fertili-
zers and herbicides (or used less amounts). There were
fewer farmers using machinery for cultivation and harvest-
ing.

Some farmers voiced their concern as to how long
these projects would last. The farmers spoke of projects
on cotton and beans that were dropped after a year or two.
Only the cotton gins remain along the road side, and such
projects are remembered with bitterness or apathy by those
involved. They know that new projects are already being
talked about, that the technician and the agent are direct-
ing most of their attentions to this new effort.

As we reflect about some of the information gained
from the clientele's responses and note the neqativism,
the client's lack of information about the project, his
apathy and lack of sensing of how to get the institutions
to meet his needs we need to make some premises concern-
ing what went wrong. The AID Toan objectives were given
earlier but this statement taken from the Capital
Assistance paper is worth repeating.
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"The keystone of the strategy of the Agricultural
Sector program is the education of the small farmer: edu-

ca*ion in modern production practices, education in the
value and techniques of organization. Without such educa-
tioa, the credit, storage facilities and markets will be
of 1ittle use. With such education, the credit, storage
facilities and markets become important links in a chain
which can T1ift the small farmer out of poverty. But, the
first and indispensable link is education.”]

Let's follow the above analogy. The keystone is the
central topmost stone of an arch which supports or holds
together the others. Education is the keystone according
to this AID report--education in modern production prac-
tices and education in the value and techniques of organi-
zation. Education is understanding the relationships or
principles upon which decisions may be made. It is not
being told what, when and where to do it.

Perhaps the "keystone" statement about education vas
idealistic considering the human resources available and
the time horizon of the project. Certainly most farmers
interviewed had minimal knowledge about the fertility
characteristics of their soils nor did they understand
the nature of the fertilizers recommended nor the amounts
prescribed. If we take into consideration the limited re-
search information available and that that information was
borrowed from another area, we begin to realize the risks

]Capita1 Assistance Paper, AID Costa Rica: Agricul-
tural Development Program, June 16, 1970, p. 31.
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the project coordinators were recommending that the small
farmer take. There were some attempts to reach the small
farmer with an educational program in Cartagena via the
mobile bank and in La Fortuna through small group meetings
on modern production practices according to the project
coordinators. The educational "take" in modern production
practices was minimal.

It is the second part of our keystone analogy "educa-
tion in the values and techniques of organization" that
the project fails, at least in the Corn-Rice project of
Cartagena and the Corn project of San Carlos (La Fortuna).
Our research data showed farm organizations in both areas
as weak or nonexistent, and leadership of organizations
equally weak. The tendency to tell farmers what to do,
the minimal efforts to find out what were the farmer's
opinions of the project, his suggestions, criticisms, etc.,
are a heavy condemnation to the goal of education in the
values and techniques of organization. The keystone was
never put into place and the projects collapsed!

If MAG has not reached the small farmer with an ef-
fective program that is improving his life, what happened?
Did the research modules give us enough information about
MAG that we might expect the results that did occur? The
data gathered by our various modules certainly raised
warning signals as to the possibility. MAG may carry out
effectively other functions and projects in which it is
involved, but it failed in the implementation of two small
farm projects in two regions of Costa Rica. Why did this
happen?
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The Ministry of Agriculture

MAG is multifunctional having research, extension,
development and regulatory responsibilities. It is multi-
layered with national, regional and local offices. It is
a traditional institution that in recent years has had de-
velopmental responsibilities thrust upon it. It is a
relatively large institution in Costa Rica, yet only one

of many institutions serving agriculture.

MAG Tives in an institutionally competitive situation.
The National Production Council (CNP) is one such aggres-
sive, competitive institution whose budget now equals that
of MAG. The land reform organization (ITCO) and the or-
ganization for municipal governments (1FAM) are aggressive-
1y expanding their programs and budgets.

In gaining perspective it should be remembered too
that although the AID loan for Costa Rican agriculture was
sizeable, not all the loan was to be administered by MAG.
It included portions for marketing facilities, training
of personnel at the national university, improving local
government, etc. Nor wac this the first major loan to MAG.
There were loans from the World Bank, the Inter-American
Development Bank and previous AID loans.

As we think through what MAG was attempting to do in
the two regions and the problems, frustrations and fail-
ures encountered, additional insights are gained. The
droughts undoubtedly had their effect on the farmers' atti-
tudes towarc the projects. But most of the farmers have
Tived with droughts and didn't blame MAG or the project
for these losses. They did criticize administrative
weaknesses of the project. These weaknesses included:
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lack of program adaptability to meet locational variation,
rice varieties recommended that were highly discounted in
the market place, corn varieties not locally tested, MAG
personnel lacking credibility, the storage and supply
center in Cartagena poorly managed and the drying shed in
La Fortuna used only minimally since farmers sell to
truckers. In La Fortuna the farmers complained that they
had to feed Tunches to caterpiller operators and they ob-
jected to being charged on a per land unit basis rather
than per hour to clear the brush and for plowing and disc-
ing operations.

There were other weaknesses of the project that be-
came evident in our research:

1. Credibility
There was great variation in reporting crop
yields. MAG reported 50 quintales for the ex-
pected harvest, the farmers reported 16.8 quin-
tales as the actual yield. The bankers believed
the farmers were not reporting their production
so as to avoid the loan payments and canceled
further loans. I11 will was generated.

2. Communications
Farmers listen to the radio every day yet little
use is made by MAG of this medium of communica-
tion to transmit agricultural information to the

farmers.

3. Competition
There was jealousy between institutions. In
Cartagena, between MAG and the National Bank; in
La Fortuna, between MAG and CNP.
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4. The Project Package Was Not New in Cartagena

The new element would have been there if technolo-
gy and loans were implemented as a package, but
the package was not put together. Land clearance
costs in La Fortuna were prorated over four years.
The Tand clearance benefit would last much longer.
5. Participation

It would seem essential that since so little was
known about reaching the small farmer with devel-

opment projects, he would be involved early in
project planning. His input would be in project
priorities, how to administer the project at the
local level, how to build a continuous interac-
tion between the farmer and the institution. The
plans for farmer-administrator interaction were
made but not implemented.

As our research probed the crganization and its re-
sponse to the development loan and its new small farmer
clientele, we saw that the major export crops of Costa
Rica including coffee and livestock products, were speci-
fically excluded from this loan. The livestock loan for
large producers came from another loan. In brief, most
of the traditional commitments of MAG were to powerful
clients excluded from this AID small farmer-oriented loan.

If we reflect on the structure of MAG, the institu-
tional matrix of competing organizations, MAG's tradition-
al functions and clientele and the new agricultural devel-
opment effort thrust upon it, would we Togically expect
MAG to operate differently than it did? If so, why? We
must remember that this new clientele is not likely to be
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able to protect MAG in any way from competing institutions.
The projects studied constituted only a small part of
MAG's total human and financial resources. The loan, too,
is for a limited period. 1Is there sufficient incentive
for MAG to make organizational and personnel changes for
the projects of such limited duration? The question ma}
be rhetorical but the answer is crucial. Under present
conditions it probably isn't worthwhile for MAG to make
the changes needed to assure success for such small farmer
projects. This may well be the situation for most public
institutions in the LDCs' assigned small farmer develop-
ment projects. How then can the total cost benefits to

an institution be changed to make it worthwhile for them
to reach this new clientele? We will return to this ques-
tion in the concluding chapter of this report.

Summary
Our project team worked to develop a system of analy-

sis for public institutions that would aid these insti-

tutions in their agricultural development responsibilities.
Costa Rica became our social laboratory but we as-
sumed that the general guidelines and thinking of the pro-
ject were more important than the Costa Rica data presen-
tation. The project assumed a world-wide audience of
development practitioners who would read the report for
new information that could help them, that they could
adopt or adapt, or that would trigger new ideas.
The approach says:

1. the overall goal is to achieve better life in
rural areas;
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2. a less general objective is to help rural-serving
governmental agencies operate more effectively in
serving the rural family and small farmer;

3. even more specific objectives of this management
research project were to help these agricultural
development institutions:

a. better understand their own organizations,
programs and impact on small farmers.

b. become more aware of trouble spots in their
organizational programs, relations with other
rural-serving agencies and impact on clien-
tele,

and then to offer them a variety of ways, as appropriate,
to grapple with such trouble spots. Such measures might
include further action research, alternative actions that
management might take, and training programs as appropri-
ate to these problems, such as problem-analysis-and-solu-
tion conferences, knowledge-and/or-skill-upgrading.

The problem focus of this project was the small farm-
er of the Tess developed country and more specifically of
Costa Rica. It was assumed, however, that the system of
analysis developed would have general application to the
study of public institutions serving agriculture. The
model of inquiry developed on the basis of the Costa Rican
data was to be a first approximation, a first-stage test-
ing of the model.

The next cnapter will present the more extensive find-
ings of our research approach. It will include a general
view of the agricultural task environment including the
small farm setting, the agricultu