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Preface
 
U. S. Uaiversities have been participating in the agricultural technicalassistance programs 'of the Federail Government since 1952. The participation was predicated on the assumptions that N'.:ile the universitiesdid not have experivnce in applying their expertise in foreign cultures,their experience in improving domestic agriculture would be of great valuein making modern science and technology relevant to the agriculturaldevelopment i:, the emerging nations. The involvement of U. S. Univers,.,ies has been largely concerned with two major activities: a) thetransfer o- scientific and technological information, and b) the development of indigenous institutions which could adequately serve local 

agriculture.
The Agency for International l)evelopment (AID) found it desirable toexamine the pat fifteen years' experience to see what lessons have lienlearned in th, process of pirovid~ng technical ar:sistance through universitycontracts. The study was assigned to the Committee fur InstitutionalCooperation (CIC), . consortium of the "Bi,-en" universities in the midwest, which in turn enlisted the cooperatio, ,f nine Land-Grant institu

tions, including North Carolina State University.

The study was worldwide 
 and involved the collection of data from allactive I)rojt-Pts overseas as well as on the U. S. Univsrsity campuses.North Carolina State's responsibility in the project included the collectionof data in the Near- East-South Asia region and the p.-eparation of rerortson specific segments of the over-all study. Numerous reports, technical papers and b(.oks have been prepared by the entire project, and three ofthe closely related papers are presented together in this bulletin.The lirst papcir entitled "Role of Technical i'ersonnel in the TechnicalAssistance-lnstitution Building 9rocess" is a construct which identifies thevarious achievemcnts which must be realized through the physical p1resenceof technical personnel overseas and which cnnot be done more eflicientlysome other way. It iescribes the changes which must be brought aboutand indicates to some extent the order in which tlh-se changes are mostefMciently accomplished. The construct has a number of implications forimproving the nanagerient and Performance of technical assistance teams 

overseas. 
The second paper entitled Optimum Rle for U. S. Overseas Advisors"attempts to oper'tonalize inaoy of the concepts in the first paper indevelopuing a generalized role of an overseas advisor which is designed toa) increase his elticiency and acce!ptability in the evrly months after hisarrival, b) to sharpen his efficiency in his major role of institution buildi'g, c) to enhance his professional capability whfile he is overseas, d) tomake his participation more palatable to his home department, and, e) tocapitalize on his experience by making him available for future
 

pa rticipation.
 
The third paper 
 entitled "Measuring Institutional Maturity in theDevelopment of Indigenows Agricultural Universities" recognizes that themajor focus of U. S. University participation in technical assistanceinvolves the development of "Land-Grant type" institutions and addresses 



the problem of measuring progress ani maturity in this direction in 
contrast t) development along classical European University lines. It also 
explores the implied changes in technical assistance needs as the host 
institutions gain maturity and technical comnetence. 

Since these three papers deal directly with the strategies of providing
technical assistanev in the building of Land-.Grant type institutions, and 
since they are ail of primary cotncern to the practitioners and administra
tors of technical assistance in agriculture, they are presented together as a 
single publication. 

-- J. A. Rigney 
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Part I
 
Role of Technical Personnel
 

in the

Technical Assistance-institution
 

Building Process
 
By J. A. Rigney and J. K. McDermott 

Introduction 
Technical a:;sistance takes three primary f rms in the proess ofinstitutMon building in the Wtveliping nati'l tiipant training programs, capital inputs and technical personl. Thu e fectivelc::, of thewhole nl'ocess is in iNrgo pat a function (If the quality aInd Oiagnitude ofthese thi_ elenLents and ,f the skill with which they art, ninaged andcoordinated. The role which the participa'.t training prltgrai antcapita! inputs play thein inshtutin:l d'vel pmnent has app ;arttd ti tvunderstood reasonably we!l by all C0ont-Iu-ied. ThlI 
 has hti'n Ilitihfusian and differece t.n-

If ,pilein, h,'wevir inpersonnl what 1*. S. te'h.,iciJare suppostl to contibut. aild what they meist ati'tmipli'liby their physical pristence, that canni, lit' dllt ll t' itl ititly s oll,. , 
way.

Attenpts to (onpare the eiT'.'ctiviti,. 5 s ,,ftlii,.erntin i 't;t1a,.iv tttt'gt>..technical assi-lanct I'd !t al i~lto.all,ri ;T:d,'tal (I* th . vi,,isrendered by 6the tcchiiic:d ltins,,aliU nit;put ,'slltsTt alt' srtlnoarizt.dtBe fh'nu of a 'tlstril,vthich tsii,. in
th. Qv K ttlhi,.:tl p".t,..nail asa small but c"it .al tvglnlelltinstitution of wit t;]l t - ',Itt'chnhi'ab,.ihlIinwg. .paptr . .etalii't''lh ill
n... lt :,,-1 the ,'f,!l-tru,.ti!1ltl,. that iti,,l
evinergted after, c,,n.-.hdrabh. ',ali.:a , lon~ ran .dn .rt. 
 illtilt.'.va:r 

East-South A siaTeehruetl ri-gion.a?.sistanrwv ill 'n-titut.i,,n }kwhl]timtp l'tlh p illgI. alldtnegotiatmng b~t, -t!,r'vl"'"I% II 
t ',,lltl/wit'V V.+'':;!h
a 1'.S. ('niv,.rsity,andt iml i.'
en onlttation 
of -., ll. 't ()Th I" l.I.5 ,.frmat l'') th:,study cover sover'd -,f th..q.h < bun,.t thfi: 

, <'?; /'l ih-aglS wxithonlythat segrw-nt of the pr, -- .-vicuh ll ,vo:.s th, t,.'hh,,.-a!a i.t c:111)a-in( the host illtitl ,,rl.W hill. thj ilrtorf...r Ich .f th. t,,talr '.con.'entrato-s ,n what s pjw 

it,
ihli,: th, .-OA ltxca] in!tt-tllll:
of h,,Ah lin',.irt
 

accomplishiletnt arlt of dflut , ffFor the l r e<. ' uti,,fth,. c tr ucrti.t
th,' sprcili,' ,..,Jntatill (,I"
the tcell"technical as;ittvce", "*:71titultiol" ;ard "hui di ng" 
n1ed !o h,.Fharp~y
delineated. 
"Technicda- v<iawl' carrihv th, ,list,wtinplhi;~ that: 
1) I'ile change is t be fEM;litat.l by "troUpi of ft'eigl technicians ftoi
 

1 Tho s:uth,,rp i.,rat,t.flly
tt'rtttw I' lit' . .:l;t ,riii', Nr. A,,itir,
It.lM ows, CittttrunLiu in for Utah Sut.,.Uinvr,itij Thi- +al)yf,rm +.f,,. i~j,,rjIF,+ ,l.
 

http:c,,n.-.hd
http:t;t1a,.iv


the specific purpose of building or altering an indigenous instituthn
2) The change process is to be deliberate, inducedc and rapid. The significance of this can be appreciated by observing that intercultur,4& changeis comnion in history and institutions are continually changing, evenautonomouslv. The characteristic of technical assistance programs thatmake them t,:usual is that they specifically set out to telescope theselong-time, autonomous processes into a short-run, deliberate procedure,

largely under the volition of the changer. 
"Institution" is used in the context of Esman and Bri .ins' who defineit as "an organization which incorporates, fosters and protects normativerelationships and action patterns and performs functions and servicesvalued by the environment". In this sense the organi,.ation will have a vital part in the formation or transformation of social attitudes andcapabilities. Therefore individuals within the institutions will relate theiractivities, i.e., research, and classroom and extension teaching to a specificsegment of the society in such a way as to be useful to that segment. 
"Building" carries the connotationadequate, that pi 3sent institutions are inthat the relevant individuals do not behave in the "correct way",

that "necessary" attitudes do not exist, and th,.s a significant clange inbehavior and attitude as well as in technical competence is needed."Building" carries the further connotation for this particular constructof the direction of change. Since this study was concerned with U. S.
University contracts in agriculture, the implied direction ol change istoward the problem solving, service orientation of the Land-tic-ant type
institution. 

This construct aims at identifying the detadled components of the processby which a group of foreigners working within an indigenous group helps
to bring about specific and deliberate changes in the attitudes, behaviorsand technical capabilities of individuals and perfects an organization thatwill foster and maintain these attributei;. If the identification is accurate,the construct will form the basis for developing a procedure that can makethe process of institution:a change n1ore rapid, efficient and effective. Theextent to which the construct cun be applied beyond typethe Land-Grant 

of organization is not resolved.
 

The construct is a generalization distilled from tht- experience of. well over a deceade of technical assistance in institutional building. Thisexperience covers a variety of host institutions, differ *it kinds of U. S.teams, and many of the major cultural areas of the world. Generalizing
from such a range of concrete experience requires abstraction, so that oae
can not expect to see the process unfold in 
 real life exactly as it is forced
to do in this construct. Further, the attempt 
 in this paper is to identifycoin ponents of a p)rocess which tend to be autononous in contrast to thosecompont: 's which are imposed or dictated fron other elementa in tketechnical .,ssistance coniplex. It is not an attempt to spell out a procedure
which tends to be orderly and sequential with each part in its proper
place with respect to all other parts. 

IMIlton J. Earns,, and t'rtd C. Bruhns. "Institution Building in National Development-An Ap r-nch to Social Ctonge in 'Trransitional Societies".Graduate School of' Public A nimeograph publishid byand International Affairs, University of Pittsburgh, Pittsburgh. Ila. 1965. 
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The construct views the activity of U. S. personnel at filr h ls of 
host institution organization for the sake of cnvenlience. Phase A foc;uses 
on the individual staff nl,,uher level where the advisor is seeking inlividual 
acceptance and is relating largely with irndividuals of the hiott ir-t:t ution. 
l'ha.e 13is the department level, where the contacts are still iroivitlu l-to
individual, but the goups they repr'sent hieri, more iopi t:lit. Phase C 
deals with tol) ahninnistrl,tion of the institutoil and the ith'titiiati-n of 
tile institutioli's role in society. Phase I) th%OWlveslinkages hetwCt 
this ilstitUtiol and tile other entilio. ill society whiCh :H'Oi iMIpoitait to 
:ts developmlent. 

The four levis are conceptually distinct, arid it is usefut to view them 
so for analysis. Empirically, (of curs-e, they art not distinct, and nairihers 
of the advisory team will have coitact arid illiunelet at variu levels siulill
taneously. Alo, by their very lature Sonle of the level anl .tagts nitlSt 

necessarily overlap, and each Iev(l inter:ets .trOlgly with th othlers tithcr 
to accelerate or impede progress. 

The Model 
PHASE A: INDIVIDUAL TECHNICAL RELATIONSHIPS 

Tile individual technic.l relat mlips relroe-lit theIt evel at which the 
principal development is an increase in the host irldividual's technical 
competence and the ti'lrnlatioll of productive attitud.,s twaril his 
professional and public r.pWorshibility. This phase i. both the fouirlati,,n 
for the process of mln-ittltiwi bilidin all te ultilNt' juStificati,.i fA)r 
buildin,,- the inistituijon. output I tL iastitotirn orcilr's at this liit, arid 
all other phases exist only t,, faiiitat activity an' liei'O.riiitlte at tis 
level. Effective perfi. iare at this lvel justii. altl atiol 'If i:lrsTgt
resources and they in turn harv, the pr1imary bjectiv 4 icr' t.ing the 
individual's output. 

STAGE 1: Rejtction-..lqUiccfnCC 

The pre ec of a forti.ii techni,:al advisor implies two things: (a) in
adequacy of the l,:;t istitutioji (Ill) dndiidul, his or'gaiiiatitlr, arid 
even his counitry all ililifient! of ch ith :ore thrvats,l1 Both. of thto 
the first to a p.rs ,n's -f-r(-ect and !ten rity and the .- econ tt the 
security of the. existilIg ,i .tiZ i i lii. I t of lIWSrO1alo-ystf',l 
relationships. Both of these threatL tond to ev, kv dvferi:e 1liechallMni. 

Tile nornial dt'fii, e mlici li-il frf li irtiviluals ik to ir(.jt,:t the 
forcign element. With sorm, thi. rejetiori is. 14 sucfh mav.r'itido that th 
developrient process lew( r st.arts. With others, tie, rjecti,.,a giv(.s way to 
an acqui,'scrice in the. pi' )-giro.Th aequie.no,, could lt I(,il 01.( 

persuasion, the nie:l to knt.ow, or ,onthit g ( se, but it i:; prerequis.L: to tile 
succeeding stages. 

STAGE 2: Personal Acceptance 
Rejection is overemne by interpersonal compatibility and is manifest 

by the ease and eagerness with which the two rezbe:rs of the pair, the 

3 
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advisor and the HI individual, associate with each other. Those action.,and activities which normally promete better human relations will b(equally effective here. While the crossing of the "personal acceptance'threshold is usually more apparent with the first arrivals of a project,it is nonethless real with laer arrivals. The fact that rejection is dormantor latent in later arrivals t the project, does not mean it does not exist.Tolerance for personal incompatibility will increase as a functionnormal progrLss of the project, and other factors may 
of the 

compensate for
incompatibility to some extent.Personal acceptance will begin with individual bi-national pairs. In agroup effort such as characterizes institution building projects,most

there has to be a proliferation of pairs. Afte'r 
a certain proportion of thetechnical assistance group is ininvolved bLnationa; pairs, the groupcan be said to have achieved the state of personal acceptance. 

STAGE 3: Technical Visibility 
Rarely is professional reputation enough

in the technical 
to give the III person confidencecapacity of the advisor. Technical ability in anotherenvirorment is not directly and automatically transferable and some of thebest technicians in the U. S. have been virtual failures in technical 

not "proven themselves" locally. The 
assistance efforts because they have 
HI technician perceives risk in too rapid acceptance of an outsider,part of which is objectively justified, and part of which results fromthe ear!ier mentioned threat to 
tangible, visible evidence 

his own position. Technical visibility isthat the advisor can make contributions inthe local environment which compensate for the negative effectspresence. It consists of of hisa demonstration of the technical capacity of theadvisor in the HII environment.
 
Some visibility be
can achieved by technical assistance team effortbut it is the advisor's own individual technical abilityproved. Demonstration that must becan be visible to many persons or only to thepotential member of a bi-national pair. The visibility effort may be intrinsically productive, or have little lasting technical value. It may beconsciously planned or it can "just happen". Visibility gives creditprestige to the advisor, and and
it is the key that opens the door to technical
 

acceptance.
An important feature of technical visibility is the impression given asto the motives of the advisor. Visibility for personal aggrandizement ofthe advisor will impair acceptance, whereas visibility for the purpose of
improving the lot of the host national will enhance it.
 

STAGE 4: Technical Acceptance 
Acceptance implies willingness to identifiedbe with the advisor acooper~ttive relationship, and certain 

in 
a threshold of acceptance must beachievid as prerequisite to progress in subsequent stages. Both technicalacceptance and personal acceptance occur in varying intensities and increaso in normal progress of a program. The time and sequence relationsbetween personal and technical acceptance are not absolute, and progressin ono accelerates progress in the oher. High and dramatic visibility 
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accelerates acceptance, i.e. it carries both technical and personal acceptanceto a higher intensity in a shorter period of time, particularly if host 
persons participate in the activities. 

STAGE 5: Initiation of Joint Short-Run Activities 
The previous stages are essentially conditioning activities as far asthe HI person is concerned, i.e. they are primarily concerned withveloping his will to take full advantage 

de
of the presence of the foreigner.The conditions in the p.sevious stages are aggravated by the fact that thedecision to invite a team of foreign advisors is normally made at highgovernment and institution levels and the individual members ofinstitutiin rarely participate 

the 
in making the decision or are aware of its 

im plications.
The next stage is to initiate some activity in which the two . -rsons are involved as a pair, with individuai success or failure dependent or pairsuccess or failure. The main obje'ctive is success in a joint venture, and ashort-run aetivity with higha prbability of success is most effective.If this activity is product:;e, i.e. useful, the stimulation will be greater.But successful accomplishmenit is the essential ,!iement, and its purpose isto initiate a change of attitude from lethargy arid pessimism to selfconfidence, initiative and ointinism on the part of the host member of the 

pair.
There will btea proliferatii of activities, including other activitiesby this pair and activities by other -airs. The advisor will probably haveto initiate miost ,.ofthes, activities during this stage. While the fiistactivity of the pair is designed to devel(,p interper-sonal relations,subsequent activitie: crnphasizc usefulness and hi'mrpose and begin to

develop a sense of respisibility to society. 

STAGE 6: ('onsolidaltion of Gains 
New activities tend to initiate changes in attitude and thustoward the riecessary personal and individia] cornraijtm ent----Lut 

lead 
actions arenot enough. Permanence of the change depends on the degree to whichtho new experiences and inmights are a-similated arid inter1ted into theH I person's concept of his professional role. An important indication thatthis assizilation is being achieved is a manifest need for self-expression.
Up to this time, the advisor has been 
 dominant in the initiating role.In this phase, initiative pa.'es to the III inldividual. ThO lain function ofthe advisor bc-ine;eess to initiate new ideas and more to encourage andnurture the flow of ideas from the Ill individual. Continued initiation bythe advisor will riot develol, he necessary self-confidence in thO IIlmember. Instead, it will tend to make him deperlndent on the advisor or evenresentful of him, An warrwen-se; of the abundance aiid the relevance ofworld literature to the topics at hand is deepened to a point that superficialdopication of activity is replaced by inteligent adaptation to local conditions. In this phase overt activities of persuasion willand demnanstrationdecline, but they will not stop. There will be a consolidation and maturingof the new ideas and attitudes gained by the Ill individual. The advisor 
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can turn to other useful activities, perhaps to th- iormation of new pairswith other III persons, or to activities of i own professional int,!rest. 

STAGE 7: Formalizing Long-Run Activities 
Activities up until arenow ad hoe no matter how good theythis stage, which is intermediate betwc:en ad hoc and 

are. In 
institutionalized,activities take on a certain formality, i.e.others both they become recognizablewithin the institution and outside. to

They also acquire :, certainpersistence. Activities may evolve or be synthesizedefforts, from the inort-runor perhaps all activities 
in this stage. 

of the former stages become f 'malizedThe main criteria for projects to be formalized and continuedin the long-run are usefulness and relevance to society. The II memberwill have recognized the importance of these criteriainstitution's responsibility as part of histo the public. It is also in this stage that thepair begins to exhaust its potential for accomplishment withort supportfrom a higher echelon in the organization. 

STAGE 8: Awtreness of Personal and Technical 
Inadequacies

As self-confidence develops along with the realization thata certa--n one can havecontrol over his destiny, sohimself realistically and objectively. 
also (loes his ability to analyze 

always existed, the 
An awareness of inadequacy pe:'hapsbut HI person can nowproblem evaluat2 it objectively aasto be systematically solved, rather than subjer.tively aas threatto personal integrity and security against which defen2e must bo mounted. 

STAGE 9: Development of Institutional Perspective
By this time several things have happenedindividual. He has 

to the Hl technician as anlearned that individuals do have unused potential,with severe resource limitations. lie has increased 
even 

his confidence in hinself.He has seen 

useful activity. 

that 
lie 

he 
will 

can be useful and he sees possibility of support for
be strongly tempted to "go it alone"fight institutional battles. Ile is led 
rather than 

to see, however, thatwithout certain a.r sists which require changes 
as an individual,


in his institution,
soon be stymied. Thus he willhe tends to develop an identity withwhich '..v,lves his institutionboth his responsibility
both (.f 

to it and his dependence upon it,and these he sees as relating to the public interest. He develops,enuine setise aof personal and professional commitment. 

STAGE 10: Development of Career Plan 
The final stage in this individual-to-individual phase is the developmentof a career plan and strategy. The HI person has a well developed idea ofwhat he wants to accomplish, for personal reasons, to be sure, but also witha growing sense of responsibility, and he has a well developed idea ofwhat he will have to do in the area of self-development to accomplish it. 
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He will alsohav made some progress i executin t pln qi it grows ,out=, . . a c ti f all tha ie has gbeen through. From his ,'of: and is: o , 

point,'the bi-natiohaly~i continuesi ee bsi een touh ro'p'&iir ona 

theswlvl;alhougave mayompogetin exeting theII pansine ierv 

contacts wvith his. professional world long after his physical separation 
f rom HI. 

Summary of Phase A 
The above sequence of steps niust be taken with each; individual HI 

person who is directly affected by te'chnical' assistance. The time required 
to complete each of thei steps will vary greatly depending. on the -II 
person's background, the capability of the. advisor, and the institutional 
environment within -which the process takes place. The first four stages 
involving "acceptance" are normally accomplished in less than six months, 
and if 'a longer time is required some. administrative action is usually 
indicated, Tinie requirements for short-run a'ctivities of Stages 5 and 6 
depend upon the- technjical background of the II individual and his 
motivations -for serving the* institution itself. Many cf these activities 

5-> 
-E 

!~ ' ~ i 

.i i 

however should be completedin an a~dditional six mionths.* Formalizing the 
-long-run activities in Stage'7 is dependent on the, development of other 
-elements -in the institutions. and often must await the availability of 

additional finances. The development of, personal and institutional commit
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In the event that the advisor is changed -before the~completion of all.,, 
- of the stages in this phase, his replacement will have to repeat' the first, , , : ., ,,, :,:,: ,: i ,: ; >,,?, ; , / : , , >, S ? , S ,> , L [f , k >i> = - ' . ' , : ; ! :, : : >4, , ,,; ;: ,:,>: 

four stages before he can *pik up 'where his successor left off.-
There is an 'implied "effectiv e pairing", at' this level between P'dvisor 

and host individuals which is not to be confused with a formal administra. H ll~lso~ave'madSoe prgres inxe~tinghepan~snce:Itgows....."" : ......' " 

tive, counterpart designation. There are situations where effective pairing - ' I 
does not exist because of* the Pbsence of appropriate host personnel, the -

individualistic niature of the advisor, the type of responsibility of a 
particular position, or whatever. Although such instances can -make, 

contributions 1-i the total team effort or, to the overall--objectives of the 
project, the preponderanceI/pro$ o of pei'maiient iietivenessb'drcl0feteebcl-s~tneTh at this level will bele:eure :: : ': 

manifest through effective pairs. 
'- '. .::: .' The relationships in, Phaseope ahfteses A refer toflvr~ral thiosf! developed'eedn ato the host >..:; 

institution 'and none of the Stages have 'an essential relationship, with the 
participant'traininig program., '' 

PHASE B: DEPARTMENT-LEVEL RELATIONSHIPS' 
The term Department is used to denote any intermediate level ja. the 

institution's organization. This Phase involves 'group,> .- ~ group 
relationships. However, the critical contacts are made by individuals, and 
therefore interpersonal relationships',remain an important but not the only' 
influence' 
members 

under consideration. Bi-national 2pp~iing 'continues -but 

of the pairs do 'not act as individuals only; they also 
'the

act 'as -' 
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representatives of groups, and their decisions, therefore, have wider 
implications. Iowever, the critical contacts are those between the advisor
and the Department Head. Supporting contacts of the advisor with other 
members of the Department can help to reinforce and enhance the dovelopmen.t of departmt,,-t attitudes and in so doing tend to establish a 
departmental tradition, which is th process of institutioOOlization. InPhase C, pair members act almost completely as representatives of groups
rath(r than as individuals. In Phase D, They work as one group in dealing 
with the III environment. 

STAGE 1: Rejection-Acquiescence 

Since interpersonal relationships retain much of their importance at this 
level, the same rejection--acquiescence relationship exists between theDepartment Head and the advisor that was found in Phase A. interference 
in the program of a Department or of a Faculty tends to evoke the same 
defense mechanism as described earlier. In many cases a ri.agle advisor willfunction simultaneously in Phase A and Phase B, and in these circum
stances, there will be strong intractior between the activities in the two 
areas. Again, acquiescence is initiated as soon as the Department Head
begins to see advantages which will outweigh the adverse influences 
which caused the rejection in the first place. 

STAGE 2: Personal Acceptance 
Personal acceptance here is quite similar to that in Phase A. However,

it must be broader in scope-it involves more 14 personnel, it involves a
higher degree of institutional rupport, and therefore there is a higher
risk in acceptance at this phase. Other aspects of this relationship are also
.inportant, namely: (a) the activities of the pair members are more
visible than at the technical level, (b the collaboration has deeper con
sequences since it involves administrative policy, (c) personal acceptance
implicates various members of the department as well as the Department

Head and (d) at this lovel the advisor is dealing even 
 more with attitudes
and interpersonal rtlationships than with technical substance. Therefore,
he must win the confidence of Ill personnel that he can receive and deal 
with sensitive inforrmation safely and discreetly. 

STAGE 3: Program Leadership Visibility 
The advisor's visibility to his HI colleagues in program leadership isperhaps more difficult to achieve in this Phase than it was in purely

techiical activity. The procedures for attaining visibility are certainly
different, and must be achieved in more subtle ways. The transfer of
technical information from one culture to another is regarded by host
nationals as beirg easier than the transfer of management systems which
involve people and their peculiar personalities. Furthermore, the basicobjectives of U. S. management systems oftenare at variance with those
of the existing HI management. Thus program leadership visibility involves 
actions, activities, ideas, conversations, and general demonstraticn of 
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understanding of local conditions which will tend to inspire confidence in 
the advisor's judgment and personal qualifications. 

STAGE 4: Provisional Progran Leadership Acceptance 
Competence in the area of program leadership requires considerable time 

to denionst,-ate adequatel,, but there develapi a "provisional technical 
acceptance" which is adequate for the Departmuent Hiead to begin to assume 
a small risk in innovation. This occurs at the niomen+ he decides to take 
som action. It may any be to approach top management with a request, 
bat it imWlies a change ina policy or philosophy on the part of the Depart
n:nt Head. Technical acceptance will occur when the innovation has 
proven viable, which admits of something less than complete success. 
Competence in a teehnical area does not ens're mnpetenee in development 
of department programs and administrirtien, hut it i- h(ilpful and lay he a 
perequisite to acLioptace in program leadership. For this reason advisors 
who are attempting to exert influence at the middle management levei 
often have an ove.-t asfignment in a technical area from which they can 
more easily become visible, and thereby accelerate provisional program 
leadership acceptance. 

When -ussiv, al". with sam, thereolhis,,rs ifvolu,..d the 1leiirtnietit, 
is some trans, of fr's no to next. eachs' p frn alvisor the hIowever, 
(If te, blvt. fuu4:" e.iu ts ieli~tl lb ,vrV advisor. e',,gC'nizin that 
the road may ha',. been nad. easr r porhaps w:ore difficult by his 

predec-ssor. 

STA GE 5: lhparinen(al Drclopment Dialogue 

The role ,fthU Departiwt. 6 t, do,,l p facilitatingv orgalnizatirI to 
enhance thu :itiviAis of th individuals within that unit. -lowiver, 
orwranlzationi i C inch ala!zc a, icdolin aldequato, tnid 1lre imnprtant art. 

the attitudinal chanus of ,he role of ianalteneit ini favor J synipathete 
and -tui ati . hu,:iership ,,l away friri :it ,roit:ari;n or i,tutori:d 

roles. l)iadsgue L'.,',en bi-:mtinal pairs in :,his area viin only lie initiated 
after soinI d,,ur te 0 rapport and eoiiiid.nc, ha beyn achii','. AMfte the 

initial activity, a sort of tritIuctued dis.ssion il iitiat,14d xith respect 
to thc ,-entiro IJpartn ,r' , ts future,, its roh, its riecils, ,its Vrowth, etc. 
Pernal aept,11an .4 it rau'.,a in this stage, i'can the IfI iiiernll,'e will 

he discussng thek vualifiwatiows of his pesrsriu, with the advi:4or. S.ri us 
dicuiss: ,n of this nii;tI rpresimts a major hrakthroi;ih and i- inrlit'aive 
that etff.ti'.', ralpport i establishd. This level of aeptani, :il rapport 
ic f"-tran/fileadv isor 

' 
of it vessor.t(, t doleagues to sU Further

more a chan;ge if, Ill dofmrtiim:tal leadership will require a rilwetitior of 
these first 5 stages. At thi" small deypartnwnital irvbhnis:tage discrvt, 
are solved .1 -ti.ly and a basis is established for a wider c!.;idertion 
Of a total del rtnle.,ial plain. 

STAGE 6: Initffiion of P'rogram Planning 
The, non-Ilr,,etitd irfornial dialogue of Stag. 5 must ecoronif directed, 

and aimed at specific decisios which will orgarize the departilient's exist
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ing human resources. It will lay a frameworkresources must fit and 
within which additionalit will develop some iiactivities. An increase rities for future additionalin departmental activity resulting fromand discussion prior workwill take account of the inefficientlyand usedwill begin to find ways human resourcesin which they canproduction. be putThe developme.t to effect:veof a department's st_'ucture,posture within philosophy, andthe overall institution will reflect thepersonality, Departmentaspirations, Head'sand background, includingcharacteristics the changes in thesethat have occurred due tu the advisor's influences.planning for the Department may very well 

Program
includetechnival assistance the future inputs fromand the Depaitment Head beginssibility for deciding to s.vre responwhat these shall be. The modificationbasic phiiosophy will of attitude andbe the most importantideas input atwhich this level, andwill be most thoseproductive

require for the departmentthe greatest will perhapsdegree of statesmanship
dividual. Therefore, progress 

on the part of the HI inin this area willindividuals be particularly slow in olderwho are steeped in the traditionsand of thewho are constrained existing bureaucracyby n larger numbertional changes of personal ties. Organizacan conic faster, but they will contributebuilding of an much less to theinstitution in the absence of basic cbinges in outlook. 

STAGE 7: Acceptance in Program Leadership
At some point in the evolution the Department Headas competent accepts the advisorin dealing with the department's program.aoes not imply immediate Such acceptanceimplementation of all the advisor'sdoes suggest ideas, butthat the consequences itand alternativescarefully weighod. of each ideaRelationships will behave become stable andachieved the advisora status for hasmaking maximum impact onganization the department'sand program. or-This is distinctalthough manifestations from provisional acceptanceof this Stage are not clear. Ithowevtr, because of is a crucial stage,its potential for accomplishment,appreciate and failureit adequately toresults in loss of opportunities to capitalize on theadvisor's aceetance. 

STAGE 8: Awareness of 11C Needs and Program
Require,,wnt

Planning now begins in earnest. The Department Head isthe role his department able to seecan play in the developmenthis country. This will result partly from his growing 
of his institution and
 
sense
to his institution and his country and 

of responsibility
 
satisfaction which 

partly from increases in prestige and
he has experien.cd from new activitiesby the bi-national undertakenpair. This stage is characterizeddepartmental by articulationrole and ofthe translation of this role intoIt will begin to be specific activities.reflected in the mind and activitiesinnovative of the moreand progressive members of the department. 
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STAGE 9: 	 l)euelopment of a lDepartmental Plan 

Phas B will e oi:lohtet IhntI the Dep:IItn !nt head I s i hi.I astially 

0f a realistic overall plai for his',p:1'tieiatei in the devIe1lpnItt 

departmrent tall" Of the DUw attitufe.-, t'e ,lndAi has L1:,,dii suabtantial dogre ot un(if rstlaigitnd al)~o
accteptaniit, by 	 the detlal'tlIUCllt ...

I f t, Departunclit lioad. The panii wil i h eI e .whieL lt 

resitllt' rujarluil ti ltS opposite the )i'ogl'ati as unt,vd li/'riim i Stage 8, 
I ltCtsa:d whicil i,tahli he.- sie lroitcs) i t p1'o 'as1111 ant 1 Oull1c14 It 

will 	 al llldc ."nle kin d rf tille table for i i'll iii 'i. Tle new 

5t)) g Servh'e aiad prol. li-sulvin- (l'it~ttioll

attitt - IN%11tt1 a 

typifited 10,,lu-(;rait" intitut.ons. The apI)roachos Contelliplatod wiil bn 

enhale tht productivity o inidiv:i,'.al stall, r ti 'l'r.Thisthos! whieh 

stage nt,cet foitthe oif'the tarot's ot illtfdvt ! pimlent .s salry tl):tnning 

dopartnlent to satisfy departinwtiltal hels, ,,hivh in
dividua- within the 

turn wI!l requre. etse CO.lkeratiol with tip mllnitnagelnt. 
plan will involv tiN tiraillig oifThe extcutifn of tMe d-rartnuental 

-
 ,f
Vl., .pil'nt. t 	 i'ICrh J t'ts,individual dcLp:.rt'eI. 1 li th' d 1 Y lIr 
and identifi.atiol Ntitn tho itti utiinfividual ,,lr.s find tricl , 

and with th, a-rii:itt " lluiloity. lhi will all take k.,l.id lt l, tilli, 

ip l'alltu " an unusual ,mtnonnt of ativity in any ie ftarid the 
t;iti iient o" & irt ,tintl initurdly.will tat eii, tilV indiiiate liiti tt 

rit ,o i voli 	 is withinIn1fat,, nd ividli:t pp, n0.11iti, pal't "I' 

t ho (lIpa !.t IIit. ! - Ot; :t ri y ; ,flt.. t p, rI!nI.i;I ,I. ,.i, v,.:I' 

(10 i t e r han a 11dtt IusI) i , lipiltn'1tt, IIh lafr oIII th. l.!I1 run , paos. 

,'tivit. ,,silhrah-t i altho,igo ,within th (i i nt I y ii 
-


MrayI ,,I . I ilii h-bu ilg vritiril. 

tp,ti ti tiltablveA ohanioc.. hi; t If,;L.!-1 v 
t itntltI trao iti,,asstago ;" I r n noi: : if 
0 V 	 iit.,i.:mi,
are sultli, , 'nii in, 

PHASE C: TOP MANAGEMENT--ORGANIZATION 
RELATIONSHIPS 

: . . i nt 'twith ti, niallittt'ille t,Tht .
 

aid i, w,l : yy'.: 	 ,. r:lty fr l, gress at this level 

thrnighI''I'wt . ,. r;.)-

, V.1) ei te lr at th,.il,, hit. .. 
,. ' ,, ir at th. bi flrlanir'i.g iiti level. 

ThL jIi 4" 

.Iivi(lhal an;il 	 iarn.,u.l 

S7'AGE 1: 	)Pcrsntialand T7',hnicl Accpfimu of Tiam 
Iader 

, 
 llia alcoi pt'l ie tltill as' w. i iii -n".l tA t -an lal.i I. 

will nit, be as 
other indivhluals il iii; ttoti, ,,vil thluL ths, stag s 

pji a rorit rau: I If th I tvdilyin;',.!Ilts (,f"!.I (-app. i'ti tittrfIirltlitw adil 

In addition, ie sha.to arentplishtho political .-,ditility ,f , p,sto. 

a higher hel of rn:!nisndtht+,hnj:al 	 acpt'it nce foIr efrt-tiveiess. 
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Although his efforts have to be adequately supported by the team'scontinued performance, and individuals can help out in specific tasks,responsibility for the project's progress in this pbhs, is almost ,ompletely
that of the team leader. Success of the project is impossible without a high
level of performance on his part. The prestige accorded the position reflects
the respect - the team, and this will give an initial impetus. Beyond that,however, he must win acceptance, which in turn actually increases the 
team's effectiven-ss. To this extent he "carries" the team. 

STAGE 2: 	Contact and Rapport vit Host Institutiun 
Leaders 

This stage will be marked by close contact with the top administrator ofthe host instituti)n and others in the power structure. Contacts will
bo both formal and informal. They will be continuous. The team leader hasto know what is going on in the institution, which means sufficient informal 
contact has to be maintained with the decision making group to gain
their confidence and retain rapport. This stage is also marked by the teamand team leader identifying with the host institution to the point that the
latter is convinced that are genuineits problems of concern to the teamleader and the team. The host institution will inevitably begin to regardUS team as somewhat distinct from other technical assistance entities andwill increasingly consider the team component of theas a 	 I. The relevant
bi-national pairings here wili involve the team theleader with influential 
leaders of the institution 

STAGE 3: 	Initiation of Institutional Development

Dialogue
 

Initiation of 	 institutional development dialogue becan from either
member of the pair This dialogue will begin to structure the many randomdiscussions neld previously. It will build upon similar dialogue by individual
staff members and Department Heads at their respective levels. This dialogue will develop concern for longer range plans, discussion of problems
and opportunities, alternative approaches -o problems and their consequences, views of host country needs and how HI can fit into them,
III capacity to meet its responsibility, deployment of present Hi resources,and the needs for new resources. It will begin to expose some of thepolitical and personal affiliations and ambitions both inside and outside the
institution which will have to be dealt with. 

STAGE 4: 	Perception of Country Needs and Definition 
of III Role 

In this stage the dialogue becomes translated into some concrete ideas 
as to I1's ro!, in the nat!onal economic development. These ideas emergeas a function of the country's existing situation and needs, the hostinstitution's special competencies and the aspirations of competing
institutions. This stage is marked by 	the concept of HI producing something the economy needs, and which in turn meritwill the support ofthe economy. There is a consensus developing in the departments of HI,
but the top management focuses and articulates this role and gives the 
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departments leadership and stimulation,. The entire advisory team con
tributes to this develepment, and a realistic appraisal of the potential of 
the 111 is Velopeis generally hi as atvis.o and III 
forah stronger in-group tits with respect t"' their external relationms. Con
tributions of the team are expected to be ome more sophisticated as this 
time is approached. 

STAGE 5: h''reopipnnt of Stratep:' by Ill for
 
Accomplishing its Function
 

Strategy develojun-at involves understanding the forces and agencies 
that are cone-,ptg with Ill as well as those collaborating with it. There 
is a recTi,litin of the nced f'r positive :ooperatie action, rtther than a 
passive crupt-t t!v% attitude. There is recognition of need to concentrate on 
ways to sorv sci,ty rath.r than ot1 ways to compete with other agencies. 
There is recognition that the dvvelopamnt of competence must precede hids 
for additinal rCsponsiil:ty, t2,ntracts are made with the host governme.nt 
and efforts at,- initiatd t,,.understand how governim.ent le~aders analyze 
country nteds and Ill role. There is recgnition that public acclaim fir 
services rendcred is;always heard in political circles, even in under
develIped natins. Therle i- tn. dis, overy that even illcountries with 
strongy socialie.tic governments, private business is interesed in IllI 
develpqnitent and is iniluential in ,government eircles. Interrtil analysir 
reveals weaknesses, ustially in the forll of iniluential but incompetent 
people, which no.-t bI accmmoated and strengthened. it also points Lip 
sharply the prioriti,.. which must I",given tilevarious p rgrnislls lndtrwlay 
or contenpla:ted. It underscores the areas for which technical assistance is 
to b0 sought and aceepted and those areas in which such help nlust 
unfortunately be d,fercvd. Ev,,,ing strategy may not be artioulaten in
 
this stage, but there is a marked change in attitude and behavior of Ill
 
personnel and son.thing uf atcomnion orientation for this behavior.
 

STAGE 6: Execution of Strategy 
Rational positiv, action in re!ating to the(- host country and its netds is 

almost alway, a new elnient in IlI thinking. This stage requires con
siderable leadership and coachingr fron th, advisory group and it involves 
risks of the advi -)rsreceiving crldit rather than Ill. tIowew.ver, in general, 
the advisors and IlI personnel act to a considerable degre.e as repre
sentatives of a singl. entity. Empha.,is is shifting tA)country needs, and 
increasing attentio)n is iven to the internal functi,,ning of IfI to bring a 
higher proportion of its aetivitie:, to bear on functions deeme.d important 
by the host government and society at large. Execution of III strategy 
in effect, involves the entre Phase D. Inherent in this stage, is the Ill 
attitude that Ill can and must be the prime mover in creating favorable 
relations with government, business and the general public. 

Changes in top management of institutions il,developing ntias occur 
with high fre;uency and tl.- likelihood of completion of the above stages 
under a single administratin is low. In the event of change ill III lewler
ship many of the above stages will have to be repeated until they become 
institutionalized. 
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PHASE D: RELATIONSHIPS WITH GOVERNMENT AND 
THE PUBLIC 

Just as action 	at each higher level within the HI is necessary to enhance
and protect gains at subordinate levels, so gains of the HI must be secured 
by action at the broader society level. Government is the management
entity of that society, but it is not the only element that is susceptible of 
productive influences. The 1,2siness and commercial interests utilize the 
products and services of III along with the agricultural community and 
they in turn affect government pclicy.

In this phase the role of the various elements of the country's technical
assistance program must be distinguish(d. The U S. University (USU)
contractor is distinguished from USAID in that its contacts with host 
government are normally not as representatives of the U. S. government,
but rather as intimate professional associates of II. Thus USU and
HI function as a single group, with the USU identifying almost completely
with HI and with III almost coniletely accepting the USU group as 
bona fide members of the family in their external relationships.

The USU team leader and members necessarily come in frequent contact 
with business and community leaders as well as with members of the host 
government in assisting HI to its fullest development. The normal role of 
USU in host government relations is a function of USU's identification 
with HI. To restrict or circumscribe this role is to deprive USU of its
full potential. However, when USU represents USAID in any other context 
in 	 its relations with HG, this must be clearly androle specifically 
identified. 

STAGE 1: 	Evaluation of Previous HI Relationships with 
Host Gorernment and the Public 

The team leader recognizes that typical U. S. relationships between 
government and public and private agencies do not prevail in the host 
country, and therefore d-weloptu,ent formulas based on U. S. conditions are 
of limited usefulness. On the other hand, HI leadership has been tradition
hound in its relations with government and other host country insti
tutions, and rapid changes dhat run contrary to these deep seated traditions 
cause tensions, frictions and problems. This necessitates, then, a ratirnal 
evaluation and understanding of the present and historic situation as 	 a
basis for developing palatable as well as effective relationships. Such an
evaluation reveals problem areas and opportunity areas. 

STAGE 2: 	Establish Multi-Level Contact with Gorernment
 
and Public Entities
 

Mutual understatdinv, respect and confidence devLlop at several
 
levels between III and government and public entities as a prerequisite to

effective coordinated planning and action. This is for the HI what much of
Stage 2 of Phase A is for technicians. It is a process in which the III
becomes visible and demonstrates competence and usefulness in areas that 
government and 	 the public consider relevant. Top management contact and 
relationships 	 develop, but they have little chance for continuing success 
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unless undergirded with funictioning relationships at middle niage iientand the production level. The ontacts at all levels must be in sutflcient
number and quality to make an impact on governIl lent and the public. 

STAGE 3: Public Realization of III Usefulness 
Effective and productive rlationships at wo kling levels b,.tween IIIand the government and the public are specifically dtigned to developj

Confidence in I1. |ptpcific contacts are made to demnonstrate all attitudeof cooperation and service ir ;tcad of a CouMptitive thre:t to tht other
agencies. Activities designed to upgrade the cOIpete.nce !nd inhance theimage of governn'tnt and business technicians ihevhl) an atmosphert,
in which they regard III as useful t t, entir. akricultural devellunent 
process. Widespread c,)ntacts with fi z.rs gen(eraLte public suppurt
potential for both I1 and government agencies. 

STAGE /: HI and Gorernmcnt Conscn.sus Reg'rdinq IIl
 
Roh, and Responsibility
 

After demonstrations of III usefulness and contacts. wich call thi:;usefulness to public attentia, thre develops a consenss be.tween I1 andgovernment regaiding thir mutual rlationships and respective roles.
This may not be articulated o)r fornialized, lit each has a viewpoint anid(an appreciati, of the other's viewpoint, an(l these two viewpoints arcaccommodatei. However, r,.Iatinships are not simply betweea the twoentities. Other agenci:s may be involved and the ri-k of jmuisdivtijnal
disputes is high. Therefore these relati nships are riot only bilateral but 
multilateral in many cases. 

STAGE 5: Maintain Contact and Rapport 
III officials may establish god rapport with governDntnt and the publicat one point in time, but the hagh rat., of turn-,v,r and the rapid changein the political scene will require a constant arind continuing efforl in this; 

area. As otlicials in government change, all has to be re-establish 1 ; thusindicating the importance of the multi-lev.l productive contact.s and
adequate rWationships wth oh'r 
entities. This rar.;ort not only enables
HI to know and intluence what is happening, but also what is likely tohappen, what giverunent wants to happen, and what Ill can reasonably
eopect froim govrnirnt. I has the task here of identifying with g,,velrn
ment as distinct frnm 
 the party in power, giving I'll Irnnt and
public the impression tha H! r.cognizs that its 

the 
naho function is to be
useful to soc:iy as represented 
 and managed by government. Th,! team

leader and team nen ers ealn be involved on a continuing basis to the
extent that they are identified with the IlI 
 and are regarded by gonriunent
and the public as a significanit part of 1II. 

STAGE 6: Publicity Support for HI and Government 
Government is the management entity for the public, and thus must make an accounting to the public. Likewise the Ill is an instrument of the 
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public and must account for itself even tb ,ugh it be regarded as autono
mous. If III is useful and necessary to the public, it is the responsibility 
of II's administration to secure adequate funds for HI's continuance. 
Similarly, if government supports the 111, it is to III's advantage to make 
this support widely known to the public. Xn adequate appreciation of the 
political nature of a pub" ,. supportet institution and the develipment of 
public information and pui5lic relations programs compatible with this 
nature is a definjt- stagc in institutional development. 

STAGE 7: Planning and Execution of Specific Strategy 

This stage is marked by consensus between HI and government on a 
fairly broad front concerning (a) what HI can do in the public supported 
agrarian program and (b) what authority, responsibility and resources 
government can delegate to HI. This will require some painful decisions, 
because government has severely limited resources, and by nature it has 
a set of criteria for evaluating alternatives that are very different from 
that of HI. HI (and its advisors) responsibility here is to educate itself 
(HI) as well as government on cost, consequences, alternatives, timing, 
etc. as a basis for public policy. These considerations may be affected 
directly by team members but they can be strongly assisted by making it 
possible for the decision makers to visit viable, productive institutions in 
other countries or by bringing in especially competent executives for this 
purpose. This stage is never finished. Both conditions and personnel will 
change. When this stage of the process can continue through changes in 
government, even at considerable discomfort for HI, one of the necessary 
criteria of institutionalization will have been fulfilled. 

Summary 
The role of the technical advisor is tiie leaFt understood of the various 

elements involved in the technical assistance-institution building process. 
A construct is presented here which describes in generalized terms what the 
advisor does and whtt he must accomplish by his physical presence that 
cannot be done better some other way. This is recognized as a small part 
of the total technical assistance complex but it is a key part of the 
national economic development of the host countries. The construct is 
divided into four phases of host institutional relationships for convenience 
of presentation; namely, the individual technician's relationship, depart
ment level relationship, top management-organization relationships, and 
relationships with government and the public. The model describes the 
rapporL which must be established between advisors and host institutions 
within each phase. It also indicates the line along which development 
must occur if progress is to be made in the direction of the formation 
of a Land-Grant type institution. 

Since the relationships are presented in the form of a generalized moael, 
they do not represent any sin',le project in its entirety. Furthermore, 
the relationships cannot be operationalized directly from the construct 
although there are many implications for the development of an optimum 
strategy in particular projects. 
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Part II
 
Optimum Role For U. S. Overseas
 

Advisors 

By J. A. Rigney 

Introduction 
for an extended period

a 
which tend to discourage the bright,Participation in technica activity overseas 

of time has manyidisadvant tges 
U. S. from engaging in suchscititists in theimaginative and energetic 

inbeen well documentedthe tb'lties hasactivities. The nature of 
forth 

[1, 7, 9], but few attempts have been made to set 
previous studies 

admini strative config"urations which might prove
the organizational and 
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the activities might make. 
contributori to basic institutioO building which 
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Once such ad hoc activities were initiated, however, the time was consumed
in seeing them through and there remained an even shorter time for
serious institution building activities.
 

Under these 
conditions of vague understanding of his role in institutionbuilding, the advisor is all too often ineffective or inefficient in accom
plishing his major purpose. This breeds frustration not only on the partof the advisor but for his administrators and colleagues as well.
If he has been relatively ineffective overseas he returns home 
to face theconsequences of this two-year interlude in his professional activities.
is able to report to his many friends that he 

He 
had a wonderfully exotic

experience, and he became acquainted with and perhaps even developeda fondness for newa culture and a different people. Professionally, however, he must be vague in describing accomplishments. He finds it difficult 
to document the short run progress in the development of an institution.He did not quite know what was supposed to happen 1'tfor- he went, andhe had little opportunity to develop a strategy 6:,r'ng .. is tour o1 duty foraccomplishing certain objectives. The important elements of institutionbuilding in which he was supposed to be involved became clear to himshortly before lie returned home, if at all. In this uncertainty, he had noopportunity to pursue his own particular professional interests, and hehad no facilities or plans for doing so. Therefore, he returned home
without having advanced materially in his own profession and generally
without having maintained contact with the literature and developments 
in his profession.

Upon his return home, the advisor is requested to write a terminalreport. This is usually composed of general descriptions of the institution
with which he worked, the cultural characteristics of the people he foundthere, details of the trips he made, persons he worked closely with, andfinally a long list of problems and frustrations which he encountered.
Typically, this is "a report to the administration" and the quality ofwriting is seldom professionally sophisticated. HIe is neither required
given time to prepare a professionally analytical 

nor 
report on the institution

building process in which he was engaged, nor an evaluation of theprinciples upon which the total operation is proceeding. If he were requested to prepare such a paper to be published in a professional journalso that his observations could be judged by his colleagues in his profession,

it would indeed be a frightening prospect.


the advisor is recruited
Thus for a vague and 'incertain role, is main
tained in this role almost "incommunicado" from a professional point of
view, and finally is returned home without the privilege or the necessity of
reporting to his peers and colleagues in a professionally disciplined vein.It is for these reasons that participation in technical assistance is sofrequently referred to as a two-year interlude in one's prt, 1.-.-Sional 
development. 

The question to be examined here is whether this must necessarily beso, and if not, what are the administrative, organizational, and conceptual
changes required to give it a higher professional potential? What would bethe "optimum characteristics" of such an assignment, and would these"optimum characteristics" satisfy all parties in the venture? In the nextsection the nature of the different criteria which must be optimized 
will be examined. 
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Criteria To Be Optimized 
The activities of a technical assistanco advisor may very well appear 

to be "optinun" to c.rtain interests or at c.rtain times while serving 
little utility fr,,m ,,thlor stadirilnts. Therefore, It wili )w useful to exanlil 
the dellands of tile individual cri-ria to lie satisfied wItore atteilipting to 
derive an ve-al! "optinluni rol . Thurt, are t least five of these which 
scet to re(,lti individua l and ,olpective c'isid t in. 

A. EARLY VISIBILITY AND ACCEPiABILITY 
The modi in %hicl Riigney anld Mc-ermOtt [ Se Part I] describe what 

thc technical advisor is .;Iipp)scd to ac,pnipish by his physical presence 
in a foreign country hypothesizes that profcssional or technical acceptance 
must be achieved as a prerequisite to eficitent progress in other activities. 
This idea was strongly raffirme.d in the project interviews conducted in 
this project. For xample, nlany host nationals contended that I. S. advisors 
tend to make suggstions with little knowledge of their applicability to local 
conditions, that they are guilty of the same errors for which they accuse 
host nationals in making j:idgments and recommvndations without sufficient 
firsthand expvrience on which to base them. Perhaps most damaging of all, 
they con tend that U. S. advisors lack the professional energy and insights 
required fir s.tgnificant prorres:s :2ider the p,.culiar political and cultural 
environniort of the host institution. 

These arguments would favor the adoption of a role desiged to give the 
U. S. advisor high professional visibility and accreditation as early as 
possible after his arrival at the. host institution. The accrcdi ttion should 
not onlIv establish the, fact that the 11. S. advisor is competent in his 
particular discipline, but that he can bring that compete nce to bear on the 
solution ,f the- importaat pr,,blelo in the local envils,ntet. It should inspire 
cooperatioln and incentive to undt-rtak, new activities on the part of host 
nationals. It sh,,Id a doors for Joint activities that would otherwise 
remain inacessille t) the iA.titutional devloprernt process. Therefore, 
in order to make the advisor's tour of duty most productive, the criteria 
for an optimum rule must include inicial activities which got his program 
off to an early start. 

B. EFFECTIVENESS IN INSTITUTION BUILDING 
There are many activities performed by an advisor which may be useful 

in themselves or which may serve additional purposes but which do not 
contribute directly to the specific major objectives of building a viable, 
effective indigenous institution. As important us the extra-curricular 
activities naty be, they cannot be allowed to obseire nor detract froylii the 
institutional building objectives. Th, primary elements to be afroected in 
the institution building process according to Esman and laise [4] are 
the leadership, th, technical personnel, the organizational structure, the 
program content, the physical and fiscal r(sources, and the institutional 
tradition or atftitude. Given adequate developwnt of the.sev elenients, the 
institution can produce research results, trained personned, and the other 
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public services expected of it. Furthermore, it should eventually produce 
these products for its own society more efficiently than could be done by 
outside's. Thus, the primary objective of U. S. advisors is t, help build 
the capability rather than the end product. 

A major criterion in optimizing the role of the U. S. advisor must be to 
insure that his total effort has maximum impact on institutional develop
ment. Other criteria may be ancillary to this or they may serve additional 
subordinate purposes, but it is difficult to conceive of an optimum role 
which did not hold this as the major thrust. 

C. ENHANCED PROFESSIONAL CAPABILITY AND STATURE 
One of the greatest difficulties encountered in the operation of technical 

assistance programs is recruiting competent staff. University contracts 
have been plagued by inability to find competent, imaginative and energetic 
faculty members who arc interested in serving overseas. The major reason 
for this difficulty lies in the fact that the role of the advisor has not been of 
such nature that the faculty member is profcssionally enriched by the 
experience. Practically every study of the problem has documented the 
fact that the -dvisor loses ground within his own profession if he is 
absent from his normal University duties for more than a year [2, 7, 9]. 
University contractors recognize this fact and seldom urge their most 
active and productive staff members to accept an overseas assignment in 
preference to domestic responsibilities. There is a feeling that the overseas 
assignment represents an "interlude in professional growth" which must 
be compensated for by intensive "retreading and refreshing" upon the 
staff member's return. Seventy per cent of department heads report it 
takes up to six months for a staff member to become readjusted and 
30 per cent indicated that it takes even longer [10]. The better staff 
members generally feel they cannot afford the professional price that 
must be paid for participation in overseas programs. They appreciate the 
University's willingness to do all it can to recognize their overseas 
activities in terms of promotion and salary. However, as Storm and 
Finkle [9] point out, "the academic professional looks to his peers in the 
same field for evaluation of his contributions, his competency, and for 
awarding of prestige". It is with this segnient of his profession that he 
has lost ground. 

There are those who insist, however, that it is not necessary for a 
professional to lose so much ground in his overseas activity. They argue 
that by proper administrative provisions the overseas experience could be 
turned into a positive opportunity for pursuing his professional intercs,.s 
on a broadened ecological base. In farf. it is for this reason that some of 
the Foundations are able to recruit highly competent scientists who 
maintain an aura e' professional contact and progress that is the envy 
of their more sedentary academic colleagues at home. 

The criteria for the optimum role of the advisor, therefore, must include 
activities which will make the assignment more attractive professionally. 
The optimizing process must seek elements in the role which add to the 
productiveness of the advisor in institution building at the same time that 
it provides for enhancing his own professional competence and stature 
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to be productive. This feeling is shared by many advisors and by a!
minstrators of technical assistance programs. Much of the first two years 
of service in technical assistance is devoted to learning the new role of 
"institution builder". There are many elements oif this role which must be 
learned from experience, but once learned they have rather general applica
tion. These facts argue for a longer tour than two years or for repeated 
tours for competent advisors. Unfortunately, about 75 percent of U. S. 
University staff members who participate in technical assistance do so 
as a "single shot" D91. Those wY' do return for a second tour find their 
earlier experic,,ce most useful !, coming to grips inore quickly and
efficiently with the import.'nt acti ities in their assignment. However, if 

n ,they 5,on h second assignmeat .heir University generally regards them 
aa "hooked' and no longer useful for z-'!rious -- ntributions at home. 

The average cost of placing an advi.,or overseas is approximately $30,000 
per year [10]. This is a very exrensive operation. The cost is more 
meaningful if compared with an Alternative use of the same funds in 
training host naticnals in this :ountry. They cost approximately $6,000 
per man year. TI-us, as an alternative to a single two-year tout' of an 
ad isor, the host instituticii m.ght r-eceive two Ph.D.'s and one M.S. 
degree for its o,-'n staff. Clearly an advisor's role must be made highly 
productive if it competes on these terms. 

This issue was brought out repeatedly in interviews held in the NESA 
region. When host nationals were asked to rank the importance of 
participant training, commodity purchases and technical advisors, they
always gave them in this order. Many even went so far as to suggest reduc
ing total U. S. input by eliminating mos, of the advisor positions and con
verting the rest into participant training. This suggests that an increase 
in efficiency of the advisor's role appears important not only from the 
standpoint of wise use of U. S. funds, but also from the standpoint of 
acceptibility by host institutions. 

Some advisors have estimated thaf a competent professional could 
double his efficiency in institution building activities in a secc',d overseas 
assignment. Ilowevei, this involves the University's willingness or ability 
to spare him from his commitments at home for additional tOurs. To date, 
second-rour'd participation has almost certainly bec. a signal for separation
from th _ Ij.S. University. And yet, it is this very anchor ald involvement 
in the U. S. institution that ke.ps him professionally sharp, poductive 
and attractive overseas. This point was recognized in the rationale for the 
ill-fated, Section 21l il) of the Technical Assistance Act of 166 and the 
International Education Act of 1967. 

A final criterion to be optimized in defining the advisor's role, therefore, 
is a provision for keeping him in the midstream of his profession to such 
an extent that he can continue to contribute to it technically while away on 
assignment, and thereby be able to move quickly back into a productive
role at home upon his return. Only under such circumstances can the U. 0. 
University allow him to undertake repeated assignments. 

Experimental Approach 
This initial ideas for formulating an optimum role for advisoran began

with efforts to build a construct [See Part I] which would describe what 
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an advisor does and what he must do in the successful participation in
*institution b~uilding. 


The_ 
,'< 


_____uc__wasalidae '. 

through.an extensv,.sotofiterview t.... ..

five U. S. Uniiverrsity contract projecs i h Near East-South Asia region.
Thes interviews were also used to gain additional insight into the 
necessary elements for an "optimum role". Subsequntlya more structured 
analytic-induction approach f in thewas adlowedderiving parameters for 
the first three optimum role criteria described above. The 'procedure whichwas followed, in general, was: ' 

a) At the first project visited, a proposed "optimum role" was described 
to several host nationals and Americans in separate interviews as partof a larger data gathering oexercise. Their reactions and . suggestions for 
modification were analyzed and the model was revised to incorporate those
which seemed to have mierit. The 'revised version was' 'then used in sub

*sequent interviews.. This 'process"'encountered uniformly keen interest on 
.the part ofal respondents and; therefore, itiwas used anas "icebreaker"
in obtaining data for the other parts of the study. 

b)'After a fe'w odifiations, some of.. which were rather drastic, themodel acquired a 'reasonable degree of acceptability at that project. 
c) The final version of themodel 'developed at one "project was used as a starting point at the'next project visited,' following 'the' samie pro

cedure. The model 'tended to stabilize after tw rtre)rjcs
d) It was not possible to' explore elmeto imorethe ronecots. o 

the optimizing criteria, in a single interview. 'Therefore, as one line of' ' 

inquiry 'began to 'stabilize, another was added to the picture at subsequent 
' 

project visits, 
Following the above sequential process the interviews covered' elevenprojects, five A.I.D. Missions and the Rockefeller 'Foundation Project in''

India. The wereorder: in. which 'specific types' of individuals interviewed 
was essentially random 'with respect to the particular stage in' the develop
ment of 'the three 'criteria; That is, this line of. inquiry was "tacked on" 
to. the major data gathering responsibility and, therefore, the latter 
considerations dictated the order of visiting projects and people within~" projects.'' 


Interviews with "personnel 
' '. .
 

of the Rockefeller 'Foundation in India were 
undertaken for the specific purpose 'of' discovering, whether the unusual 
success which their 'efforts, seemed to enjoy was attributable to factors
beyond the 'reach of University contracts. Thie "interviews proved' to be
extremely valuable~and provided' the basis for many of. the elements 
included in' the final model 'reported here.. 

The elements included in 'the last 'two' criteria were derived from a
study of the recent literature [1, 7, 11] land from an examination of data
'collected in other' parts of this. project, especially the data relating to
"the commitment. of team' members" and "commitment of U. S. Universi
ties" [10]. 'The proposed elements in the' "optimum; role" relating to these 
two criteria, therefore, have~ not had the benefit of the "cut-fit-test" ap
proach used in the first three criterini. 
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An Optimum Role 
In developing an over-all optimum role the advisor's role is first 

"optimized" separately with respect to each of the five criteria described 
above. The characteristics so derived are then combined into a composite 
role which retains as many of the features of the separate roles as 
possible. While this cannot be done mathematically, it is conceptually 
similar to the process of maximization of a function with respect to several 
variables jointly. 

A. OPTIMIZING EARLY VISIBILITY AND ACCEPTABILITY 
The advisor is confronted with a variety of problems immediately upon 

arrival at the host institution. His coming has been announced as an 
important event in the institution's development and there is an unavoid
able expectation that early changes will be forthcoming. He arrives with 
little background and understanding of the cultural and political environ
ment of the institution, lie suffers from cultural shock and the agonies 
of getting his family safely established. He is confronted with the big 
decision of whether to take a little time to gL his bearings or to plunge 
in and demonstrate his usefulness. 

Social scientists have deplored the blunderings of newly arrived advisors 
in their unwitting affronts to local customs and mores through ignorance 
and inexperience, and they strongly urge a period of seasoning first. Host 
nationals on the other hand insist that the advisor can be corefully and 
sympathetically guided by them in these matters if he is engaged in activ
ities of great interest and importance to them. If he is to follow the latter 
course, the advisor will find some activity of high interest to the host 
institution that could be initiated almost upon arrival. 

The Rigney-McDermott model [See Part I] inricates that personal and 
professional accoptance is prerequisite to the advisor's effectiveness in the 
other institution building efforts. Therefore, his first order of business is 
to engage in activities which will take him across these thresholds. 

Tho optimum role which was derived from the series of interviews is as 
follows: 

The earliest activity of the advisor should be to engage immediately in 
the type of activity which he does best and which is closely related to the 
area in which he will continue to work. This could be to teach a special 
class, to engage in some type of research or to begin to set up sonic type of 
demonstration of a new technology or a new approach which has high 
probability for being useful in the area. If the advisor is a good teacher, 
he could be extremely useful in demonstrating various ways that a teacher 
might be effective in the classroom in some role other than the classical 
European style authoritarian lecturer. Most host universities would warmly 
welcome such an exercise if it were offered on an experimental basis in 
which both students and faculty were given an opportunity to concurrently 
seminar on the procedures as well as the content during the course. If the 
initial activity is in research, it should involve some new technique or new 
approach which could have wide appeal in resolving problems in the area. 
This would require the advisor to have available immediately upon his 
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arrival the niecvssary faviitics !'or gctting suthh activity underwaiy. The 

tone and atmiosphere ill which the researc'h is dole should he mlrc of tile 

nature of demonstrating to a niumriber (if ho.t m:ltiaills the ptonti:il for 

sone resiari techniqtlue rather thimn hejnIlding Lnitialiy upn1 the outctmne 
Yieling inljortarut r,, a:eNh lfO tln x, hich could lIc rririi,,d.it'ly put 

into ratctice. 
role tile rhtf,'rt.The 0itinIuInI ill ea!rly Stages Would, icqni lit, 

advisor to 'I" sonlethmI NO,. I1 would p ,oviil the ntc i>a'y t:irly visihil

ity" and ti ,o cgI! :tvint v t c h1it. I c e ttiliity ". It wv Ul h ivi, thl 
advantage of g.iving th it vst in-l*titnt:,,n :;ore,. co, cri.to dh,.el, ,rml t to 

'which. it cold~ 1,,,int 111Ftre l t ,l its r,,laI ,,1illhi wilt! til,. I'tibl ;,. To" 

the exten* that it attraIcted :od involv host .ntials it would pr,,vole 

the advisor with an 'ta: ity t,t g 't ac liAinttl wIth 1,cal - tl 1 ;a nd 
,

tilt host tltit ,alI),-III with w illm I ,,w ,uld It, wvi,-..ing, 'd t pti1 ,, 
tile re:1l neeqds :tn~d ojp ,,rt :n:iti,.s 1 1 th, i ll titllt.,- a1 ihill tilr ,.\cl cl0. 

The iillnulcn t:0 onio f thi s ki ldtof li ",le w',ul, ',I ir,, consider
' 

able iea lership iAd i Ler f ,! IItio0 tc;ilan t uc l i, Wilo ll t' 1iK ,-I Iy 

with the in'e :'tlpa'it A" the' prtshe i llvis ll idh.'t fyita! tin' 

particular initial ati', ity a 1c cn marlug the availai ility ,,I e :i'y 

matcials,. The antid , Icl nt' v;ty 0" th 1,, :t in-ti t i't I is vit:! 
ald uist Ii,, be prtpar,! Iq t h e tei ha ilo. Tin ttIhg of L mh's 

ariv.al with t.'pc , of the yer an! ti,. hiit in-titttiin's 

calendiar ,,f Iv t: i- ir.rtant in dec:din v'h- t lit, will d,, init:ally. All 

of these rwtit:.r, h, %, e',n., c.o,! t- w I'rkId Iut .: iif:itrily hy aI tIaytr 

lIeaI, w !i0 l l. ' ifid !t, tI and sll 0,,1rt i)f tl, Ii t ristititil u ll of 

his home un'i urity, 

B. OPTIMIZING THE INSTITUTION BUILDING PROCESS 
t ,t of . prmlitliy toIt wlii Wlt, 4liv, that th.r, fix el.m.tt be, 

la, thl. 
techrl:il jw fr -T,1,. , t!", ", t: iz i ,ra . .t~l'. Lh r iii'nl .. ,a t,'nt, 
aiff,.ct'-d :l thi: itlstit! ti;I lilildin ! jrt,,',e :: y, tile lo;tderIi;), 

tie phys a.i aind flI I* U , i,. an-i the'd ijtititiin: tl l Ii or it'itlth. 
Ai oI i ,! i b.. a f td t i,ini- i the I'. it of ithl hvis,the n;v f,. dt'rt ty r! 
w.ho i:, jphy.-b'; y ) r...'t atl h, i~i -,t t L -.n d ritI- . ! I n tr, r t. , IIi in zi ll 
his c nri 0t,,n: h,,w .: i s i< Ii III) rt~in t.) Cx~iw lin , " t ,h (!' ! 'Il "tl.' 

most slIsiO ptii to, ianij' i ' it 'hnlu g hi.- eff t siard whih cIa b,. 

done better snir other waty. 

1. The Leadership of lc Insti ithon 
Th top lote"hip in IttutItiAms.- in the dov'inin" nitt,mis i:, nrrlally 

founld to be ill tile han.d of, itit:iti 1r'e jelson Iv th,' colttidhlrtbl, aidmlins

trative experience. Hlis expacitrie has itt ne', aKarily been i i, iparticular 
kind (if institution ;vhih he now athn ist.s, hut it hais pltcd him in 

high estemi among thi r-lvnit pocer :titlure. It is nut (iadittiry 
amno,ngr thI devwlopihn natios ft plhn! ypang~ andl ine.qw.rin"A pp.rsn 

at th,- head of Inajor i-tit h. -i :,.,'!,n aid t-d tieti t of 

administrative structun,., hu ever, rte mnuch mire lik,ly to be held by 

younger persona with much ltss :olinistrativ, ,.jtrt ,.rO.The ,aiitribiltit 

to be made here in strengthening institutional 'kaVhilod:h,'l.,rtg j, to thl 

Rigney and McDermott modl [Sit l'iit I], -n lttr, d,, an t.virtirctit 
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in which various alternatives of administrative procedure canin dialogue and be examineddiscussion without the embarrassing publicadministrative uncertainty. exposure ofThe very fact that thequite likely to be a senior, 
top administrator isexperienced

for providing person underscores the urgencya medium in which alternatives can be examinedpublicly disclosing the fact that he does not 
without 

"ready made". have all of the answersThe political implicationswould of any innovationscare areto try considerable which heand, therefore,he will wish to see it is o-iite likely thatsome experimentation
before making a formal 

in them at aa informal levelcommitment of institutionaltions for the role of an advisor are 
polcy. The implicathat the latteras having must establish himselfsome competence not only in being able to conce;ve better waysof doing things or better policies to be followed, but hein exploring objectively and dispassionately must also be expert

the relative merits of severalalternatives.

In interviews with top administratgrs and with second
was echelon leaders itvery common to find a high regard for individual.- whothe pros and cons could discussof various approachesstantial and who could generateamount Af documentation a suband evidenceversely, there was on the several views. Conalmost uniform antipathyare made in for those suggestions whichthe form of dogmatic recommendationsrationale that "this based largely on theis the way we did it at home". Thus,role of the advisor in affecting the optimum 

aimed the leadership of an institutionat the exposure must beof principles upon whichshould be based. Unfortunately, policies and proceduressuch activitiesin public forum or seminars 
can seldom be performedbut instead they are usually conductedprivate, privileged cunversation. 

in 
In order for a U. S. technician

required to reflect, perhaps 
to be effecti've in this role, he will befor the firstof the development 

time in his life, on the historyof his own and other institutionsevaluate the influences ard to criticallywhich were operativeis a role which will be new 
in their development. Thisfor most of the U. S. personnel involved intechnical assistarnce overseas. 

2. The Technical PersonnelThe development of technical capability at.institution 'he personnel of the hostis normally done through theThe contribution which is made by 
p. ant training program.

the present .f advisorperspective to an is to lendthe technical background, to orienttoward the important problems the technical capabilityof theattitude or philosophy concerning 
host country, and to develop anthe institution'sin that particular area. Most these influences 

role and responsibilityof 
nature are sorr.?whatand are subtle inbest camouflaged under the aegismost of other activities.effective camouflage in this instance The 
responsibility is the assumptionfor a technical of personalor professionalmidst those activity performed inof to thebe influenced. If thesecooperation activities are performedwith host nationals, the inideal mediumfluencing attitude, ideals, is established for inand perspective. Thus,technical capability of host 

the rounding out of thenationals
generally require 

in the most efficient manner willthe U. S. advisor to be engaged in a professional 
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resporsibility wih thie host institution.
 
One of the nst successful Ulniversity coni-tracts in the
insists that tath N EA regionof its advisors be AinittId as a ,isiting prfes.-ur, andthat they serve on the 
 a"deznic couilic], be rILtibrs of the board j f Studies,and be represuteill 
 ,,nthe Catalog and statutes Crlr l 
 ,~"
ofttlthlil t,
all adviso-rs ave 
thil. in ii ,rehprojects. This level t il 'irant 

of the U. S.:ilt
iors seni t he nearly iptiniill. 

3. The Oryanizetiolq StructureA U, S. :dVi SII'r rely hrI1Ithe JpIItirti 
 tO Ilk j 1v '1V d Ilvitn. ,o)fIIri th ,, 11c,-In iiti :Ir IIfi -'lh ( . IIT - i li ila !V :iw i lli.netypi t"o t rz ization in existence, and while fi
tw t vi<o- lly pl'efer Ill
alt,'rnit , ,Irganiza:tiial 
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tl11;1ly ,t' "0 rla n 1l7Utd0]' I, lttt , therefor I, thi, : :p t o.if
 

bLldit;lr th},in.-t]
:t 
a it1 bt' deferred until others which are more
iitc .ii *lh e b, . h 
 i i of. 

Pro.f. "]hc' !Irwn (onhlen 
Thui Pn"glie Iantolt i teantiur are;. which 


,:ar l(l I 
rnhit he aipproached witht, , It nii:- I cai. ful]y tailore.d to fie host .,,untvy'sleied- ,- rI 'A i th h iot jn titution is t, play in tile ations'
dvvtlo 
mm ., int -n,, ',-ill,. : ' s hllalln, fiscal, and phiy-hal) which are
r imtia *t''.i pand for the institution [P]. The ,,tiriiu ro, ot the17. S. i'v, ! I- !hV. ( ieat illhailli "! illin-titatiorl rll tinclId, i whh wa 


,,f 
II .e hiinrIcr speiviti' i: :litirtila tndrsritanldir


this,. c'.,!i] bue,
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Th. rptimui rod, 
c,f thi advis or di i ,fluniing program coiterit irust.include, act!Vi 
 -i a i ,hri a g-renile undel.rstandii g (Ii the rl.;trainitsof the, Iocal 
 a' d ciultnIa ! in the poeratirlliof the Instittiii, aind
mls;t 'as it
o v hin a fairly wide (iltact,with the arei to elitier byinstitut ion an I ,( 

el
the to C0i1 1(,c-his u;rltr-tariding of tile uitry's roills.It is nut aliti-ipa.nd tii veryg ad.vior will ge ai-r tc a sit fiif ourntry
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 YiVapaeity to iiterpret these ruind. irnterrII(itI risownparticular discipline r frelht influenceof will be greatly coriditioned by 
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his acquaintance with the country and it., people. This would argue that 
the advisor .hould travel within the country as widely as possible early 
after his arrival, and he should develop the capability of communicating 
with the people of the host country. One of the obvious ways of doing this, 
of course, is to travel in the company of his counterpart colleagues and 
to use such travel as a basis for discussions on the institution's role in 
society. 

5. The Physical and Fiscal Resources 
It is very uncommon for the institutions in a developing nation to think 

of augmenting their resources through the development of a "grass roots" 
level of public support. They are quite sune that the basic dccislons for 
support are made among a relatively small number of influential people 
and, therefore, the normal procedure is to go directly to these with any 
appeal for increased support. The concept of an institution being sup
ported in proportion to the service it renders to society is quite novel and 
unfamiliar. 

The activities in which an advisor should engage for maximum impact 
on support for the fiscal and physical resources of the institution rarely 
include those which will make a favorable impression directly upon persons 
in high places. The most effective role which can be played in this area is 
to lead the institution into the development of a general public support for 
its activities, 

The model suggests that support must be developed at various levels of 
the governmental bureaucracy in addition to the wider nublic appeal. This 
is predicated on the fact that the legislative bodies in the developing 
nations normally allocate support for an agricultural institution to the 
Ministry of Agriculture or the Ministry of Education, and this agency 
has considerab!e power and discretion in the disbursement of appropriated 
funds. Therefore, it is important to establish the usefulness of the host 
institution to the entire bureaucracy in agriculture and education. Fortu
nately, the type of activities which generate public support normally hav 
great appeal also to Ministry personnel if the service to be supported is 
complementary to Ministry activities rather than competitive with them. 

The optimum role, thei'efore, of the U. S. advisor in developing support 
for increased physical and fiscal resr1ces woul include activities which 
make the institution highly visible and attractive to the general public, 
which bring them continuously in close contact with the public, and which 
is overly generous in sharing credit with various levels within the govern
mental bureaucracy. Furthermore, these activities must he designed to instill 
in the minds of the host nationals the advantages of this particular 
approach as a continuing activity. 

e, The Institutional Tradition and Attitude 
G..e of the greatest difficulties in offering advice on attitude and 

philosophy is that the advice which is proffered is often based on a 
different set of values than those held by the host nationals. To the 
extent that the recipients question the advisor's set of values, or more 
particularly, to the extent that they question his understanding of their 
own values, they are inclined to discount his advice. One of the few ways 
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in which ton fidetce Call be estabhlished il the Wi\ViSorI's ability to pr,,p)'y 
weigh the values if the hosL nationals is for the advisor to 'ilgage in 
professional activity jointly with those he seek.s to influence. Conversa
tions in the field, the iit, or the el.ssronl are generally iore platble 
and prodttltive than the nuore formal conversatiois illtiltoffice Or etl
feeltict ' [tn" these (Ircullst:inces eolvtersatioll relating to attitudero11. 
and hihIiNs1ihy r110 uILIchless suspect-It can he v11eeCl molt, ubjictivoly 
than if the.y at,. plts~eitCd ill a mnile forma'l fas iion. The ptiil)IIII role 
of the advi ,,r,tht'reftore, ill influnting attitude and phios ihy is tne 
which eng'ges the advisor in actity and iespons:hility which V highly 
attractive to the ho- nationals fr joint participatitn. 

The foregOillg .'nview If ways Of infltniilii the six prhnla'y einents 
in institut tn htin ihitittes that in almost all of them the most 
effictnt approach iluds a dirtet invv,-unt f the alvisir in pro
fes si ( aI actI vities an!d I Itl,,nIti!itc i11 theI ns itUtit In he ir atIt IqI tinIg 

to help. 
The Vtneral ;itivities wlich appear to he iitiniurn Atr lvfctvdtnevs 

il instatut b ldiiig. thenfore, include a large m:easire of "do-it-your
self" activities hut with a specil ptc'aitttoti to ints'ue that tOt pritiary 
objeti,t(. tt tit(t building is vot lost sigllt of i the jtocc.s. One 
reason that 'iwesuielto inein lt.5 totward direct 11-U. S. tend strongvly 

vMlvemnt in trifis -Vitl :;:i.ii fhat wany ca,s ;In, rectrded in
 
whioh the pr-fsionai activity betam the prinary fi'cu. and institution
 
!eilding was either titally fItottn -rbadly undrelllhasi;ed. Ill these
 
circ:Initanes, the professional activity died wit the di:i iule of the
 
advis.: ,ind little reiained il the way cf peilanet ciotrihutio.n. It is 
interesting that these cass are recalled m(r vividly by Alericans than 
by host nationals. 

The optmnit rlde ,of the U. S. advisr with respect to institution 
building effec1tiveness requires that he walk a riarrtw line hetween eli
waging in professionil activities with sufficient vigor to ilre their 
success but never lo.;:tg sight of the fact that these activities arc pri
marily for the purpse of proviling a mdiui withirn which host nationals 
can be influerved and trained. Observations in the NESA region suggest 
that one if the reasons that this role has niot been adhered to mtre 
frequently is due ti the diffiiulty of maintaining the proper balance 
between these two ubjectives. 

C. ENHANCED PROFESSIONAL CAPABILITY AND STATURE 
Increased profe:siolnal capability cones largely fron exerting ones 

energies to the fullest in professional activities vhi(h challeuge or extend 
commonly held views and practices within the prifession. Tin opportunity 
of gaining experience and insights in the applicationiof these t.icepts in 
the exotic environment of an overseas assignnint coiuld he highly prized 
if there is provision for alloeation of an adequate proportion ifoles 
time and project resources. This voutld require the anticipatiin of such 
an assignment early eniough to pi.riit the necessary ,iblioigraphic search 
and arrangement for resources pri,,r to departure. It would also involve 
concurreince by the team leader and perhapts Up ho iist iNtiattil ,s t) the 
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nature of the activity and the allocation of resources. The activity would 
be particularly productive if graduate student participation at both the 
home institution and the host institution could be made an integral part
of the total effort. This would sow the seeds for continued interchange 
after completion of the overseas assignment as well as strengthen the 
total professional output. 

The nature of the activities which will be most productive will vary
depending on the individual's interest and the compatibility with his over
seas assignment. The maximum amount of time which could be dedicated 
to this activity will depend, again, on his other responsibilities, but it 
should not be less than one quarter of his total productive effort.
 

The opportunity and the obligation to report results of these 
 activities 
to his peers in international or national circles is an essential element in 
such a plan. The excitement and challenge of the excha- e of profes
sional information and experience is a strong motivating force among
technical personnel and it would be highly efficient to capitalize on this 
source of stimulation in planning the role for an overseas assignment. 

Thus, the optimum role with respect to enhancing the professional 
capability and statuie of the individual involved would include a strong
element of participation in his own professional activities in addition 
to the "advising" or other institution building activities in which he was 
engaged.
 

D. OPTIMUM RELATIONS WITH THE HOME UNIVERSITY 
The rationale of a university president or the dean of the College of 

Agriculture in deciding that his institution should participate in technical 
assistance overseas seldom corresponds with those elements in a depart
ment head's decision as to which faculty member shall be involved. The 
department head is judged professionally by the strength of the staff in 
his department and the quality of programs in which they engage. There
fore, his decision in 
 supplying staff for an overseas commitment is in
fluenced by the extent to which such experience would enhance the profes
sional capability of the staff member. There has been a lot of 
 loose talk
 
about the broadening experience of participating in a technical assistance
 
project, but department heads are continually confronted with the prospect

of a six month "retreading" or refresher period 
 before his returned staff
 
member can become as useful as he was 
the day he left [10]. He is con
fronted 
with two types of changes in the returned staff member. On the 
one hand, he has been out of contact with his profession for an extended 
period. The other type of change is that the staff member normally is
 
involved 
 in a much broader concern for his particular profession than he 
was at home, and upon his return, he finds it difficult to compress his 
interest and concern back into the narrow mold which is required for deep
penetration in any particular topic. Thus, the department head is con
fronted with the dilem'aa of having a staff member absent from productive
duty at home for an extended period during which time many developments
in his area are postponed or handled by junior personnel pending his 
return. Upon the staff member's arrival, there is general disenchantment 
on both sides due not only to the staff member's loss of contact but also 
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to what appears to be a disaffection with the type of activity in which 

he was formerly engaged. 

If the department head wishes to capitalize upon the experience gained 

the stal 1 os ho ous1t tild ways to chanllv'g hli; ownLiLem' -, nw('\%. 
in \'. 

by 

program so th:it the forCicn expIe'ieCe can fit usefl'ly While 
have 1,oked forwarid to this type 

domestic 

top adiniiistrators in U. S. Univer.;it.ies 

of involvnietu as a moans for expanding the horizons of their own sti

tutions, it has be n difficult, if not inlpossilto. to findi ways ,,fofce, i 

i.'dating this expanded view at the dlepartnental !dv.! lP]. Thus, if t, 
' ':" 

tel, of the 1. . advisor is t, he optinized with lespet to hi.; ll ilhl 

iust take ac ant, of these tibhl'iM sto ds hme institution uponi return, it 

atd expectations. 

1. The Shorl-Run ,'eds 
tihe honleThe depmrintint:l interests represenlt the level at which 

unstitutiol relati,-.hp must\ izd the shrtn i.,th ill In. 'his is the 

l.e as to who liay g) 01n tversasisighi
level at which deci-iotIls are 

Mad what th'iruent-s, N hat the.ir rec-ptiOn will ho Upln their Ctu-n, 

future wiil hold in prfe-:sional development a, the hole int.i'ution. In 

rol. of tie U. S. advivisor with re.<p,.ct to this rclati,,llnll.ojitiinizitii the 

the activiti.s ".nich ;Itpear n',st important are those which en'1halce the 

advisor's coneept of principles ill hisliprofessio:a, appliid in wider 

ecological settings and ,he implications of his prof(-:-iol for ecolnic 

and social d.vel.,io.t in genr ral. If the advisor is to -tInt,t;I hi

overseas assiXnilont. there in.l.t bh
competence ini tlse a'eas during his 

so. These plans are N.t made ,iintlysoie well concivced plan for d.i, g 
thW N'lvi-,i prir t. his 111rtr!,)by the departnont head and 

Two iniportalnt eleIiioit5 iflleht b,eoop,.rationl with the team leader. 
tii,iinv that aii nimtually us,.ful to the tamunders('0red, il d r 

ani activityleader and the dpartinit h-ad. Il. tho first place, this must. ne 


in whih.h ths. adviz(' is .llly w ar, llitt Ii- paitilt wad wili I,,
 
n hi''h . ' f

expecting ',,fse:-ial ("-'llp . 'P i. ivc a 

gntly ecotlniz.
and direction tj his proft-sional acti\'itO.i wnh.ch zhould 

what he would underon the tite requiired for tht alviior to deennir-
which is inlprtinttake oce he ot to the prout.i-t .:ite. [he n,.,nd arpict 

is that 1),th th. ad lvt t it in':' II , ,p a'tinfirm !d 

reportinc on thi, 1spict of his expa..lined ani therefore, these activities 

will receive m,,ri, f,,ri;i izk-d attertion, ht:h in their execution arid up;,n 

appiroach will provifi olp,,rtoiityhis return to hi> h,,nie amlus. 'Fhis 
i bas-:is for nr,:t.,nalfor the advisor's jrof-..'ional g.rowth and also 

recognition. 

2. The Long-Run Needs 
The long run benefits which a U. S. institution expects from having 

assistance relate to the institution'sits faculty participate in technicaL 


general capacity to broaden its horizons of concern and application. U. S.
 

aware of their parochialism in their
Universities have become painfully 


general cour. offerings and research activities. As leaders of thought
 

among their constituency, U. S. Trniversities are ctnfionted with the 

necessity of broadening the background and experience of their own faculty 
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members. Therefore, top administrators of the U. S. Universities havemore of a long-run view of the benefits and expectations beto derivedfron. faculty participation in technical assistance. In optimizing the advisor's role with respect to his relationships with his own university, thisaspect of his development must also be taken into consideration.The activities which will broaden his understanding and experience inworld affairs and the implications for his profession will be those whichrequire him to give serious consideration to these points while he is inresidence overseas. A quarterly report to his department, for example,relating his observations and experience theand implicationsdevelopment within for futurethe U. S., would excrt pressure on him to extendown histhinking in this dimension to the fullest. The actual thoughtscorded in such rea report would not be as important as the discipline it wouldimpose on him and the professional dialogue thisit gemerated. Therefore,could not be a one-way street if it is to achieve its purpose. There mustbe institutional response, challenge and criticism, which suggests that thehome institution must put forth effort also in improving its own capability. 

E. OPTIMUM AVAILABILITY FOR FUTURE ACTIVITIES INTECHNICAL ASSISTANCE 
An advisor's availability for future assignments in technical assistancedepends on a large number of small factors, most of which are not relateddirectly to the type of activities in which he engaged in his previous assignment. Rather, they will pertain to such persohal matters as thehis children in school, the health of the elder members 

status of 
ownership of home, On 

of his family,etc. the professional side, however, his availabilitydepends on the impact of his last encounter on his professional life, thetype of activities in which he has been engaged since his returncampus, and the nature to theof the responsibilities which have fallen on hisshoulders for the home institution's program.
There is likely to be a 

as 

strong desire on the part of the advisor as wellhis department chairman to return to an overseas experience sometime
in the future if his previous experience has successfully opened
new new vistas,responsibilities, and new opportunities within his profession [9].These need henot professional activities which peculiarlyare associatedwita foreign programs. In fact, department chairmen are sensitive tobeccming supersaturated with personnel whose major cocirn is withforeign programs to the exclusion of the domestic responsibilities. Thekind of overseas activity which will make both the advisor and his department chairman look kindly on 
so 

other oppiortunities are those which have
broadened his understanding 
 of his own profession and have strengthened his capability in applying this understanding in new and differentways on the domestic scene 
acclaim [9]. 

that it has attracted widespread professional 

ment 
If the advisor is successful in permeating the entire departwith a new perspective, there will be great enthusiasm among hiscelleagues for maintaining this type of contact with the outside world.The format which is most likely to produce these results is one in whichthe entire department is aware of the type of professional insights whichthe advisor is expected to gain before leaveshe and perhaps have some 
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feel constrained to make a number of professional inputs into the advisor's 
* experience with the, expectation of reaping certain professional returns 

themselves,. 
If an advisor is to be most useful? to his department upon his 'return 

home, heiimust be capable of quickly pickinig up his reasonable load of V 

V responsibility within the department. It is conceivable that he might move 
in and ouitof teaching responsibilities with-a minimum of disruption, but in 
research and service aciiistefeiiiyi much less.The constituency 
of most instituxtions idemiainds that their own needs con ahead of the. 
institutions' commitments elsewhere and, therefore, there is great reluc- 4 

tance to see programs stopped or delayed' because the project leader is -

continually Vinvolved Vin overseas assign ments. This imposes something of * 

a mininium time which the advisor must spend at home inj order to mini
mize the deleterious effects on the domestic programs. The minimum will ' 

varIydepending on the nature of the responsibility 'in which he is involved, 
but -it will also depend strongly' on the degree of "retreading" that- is 

V required Lwhen he returns from overseas, Certain 'of the 'other optimizing 
Vproposals will have the effect of reducing this re-entry time,)

It was pointed out earlier that one of the imnportant factors in retaining 

a university- base is to. provide the opportunity of. remaining prof~ssionally 

tended number 
shar anVpt-aeti o ieyta

of years' if' the-rate 
hscudb

of participation as 
oeoe 

an advisor 
ue. 
is, too . ' 'V 

great. VFurther more, it is unlikely that Vmeaningful research could be con- 'V 

ceived, executed, and published if 'the advisor is not. located. in one place 
for a reasonable' period of years. The mental and' professional 

- involved in uprooting and moving from one place of business 
distractions 
into a 'corn

-

pletely different environment with a new set of colleagues are such as toV 
exact afair toll in efficiency at best. An advisor, could not suffer these-

V V inefficiencies with a high frequency and still enjoy an overall profession-
V - ally efficient' life. Putting these considerations together it seems~unlikely 

- -that an- advisor could remain~highly competent- and productive if heV re-
turned overseas in 'less than three years after his1 previous experience. 
It is possible, howeydr, that-he could be exceedingly productive and useful
on a 'few interim 'short-term assignments, 'either Vto his 'previous location -

or, in new configurations after he Vhas acquired a Vreasonable amount of 
-experienc e 'as an advisor. From the depart-ripnt's point Vof view, however, 

it'-does not seem likely 'that they could accommodate repeated overseas 
assignments more frequently than every three or four years Vafter the-- V 

- advisors return to the campus -without -restricting
suming major responsibilities at home., 

his capacity for as- j V 

- VPerhaps the greatest opportunity for increased efficiency in exploiting V- " . 

V the returned advisor's experience is in continuing his contacts with the ~ 
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with the outside world is desperately needed in the process of putting themon their own. This can be done with minimum cost in funds or profes
sional time, but experience has shown that it will not prosper unless it 
is specifically made a part of the advisor's continued responsibility.

Optimizing the advisor's role with respect to his availability for futureparticipation in technical assistance suggests intervals of two to three 
years overseas and three to four years at home would be an acceptablebalance. This would allow him to spend a inaximum of :35 percent to 50percent of his professional life in overseas assignments and still retain a 
productive university base. 

Generalized Optimum Role 
The role of the advisor has b.en optimized for each of several criteriain turn. It is now required to put these together in a single role whichwould jointly optimize all of the criteria considered. The characteristics

of the role are given in the chronological order in which they would have 
a bearing on the advisor's activities,

The advisor will anticipate his tour by developing plans for an initialset of activities jointly with the team leader and his Department. Theseactivities will be chosen to attract the attention of his prospective colleagues, and they would be something he could do well without extensive
background in local needs, customs, or restrictive environment. The majorpurpose of this set of activities would be to establigh the advisor amongthe host nationals as an active, effective and cooperative professional, todemonstrate his ability to do things in the local ,ivironment, and tobring hini both personally and pro.-ssionally into early communicationwith the host institution. This will give him an immediate platform frontwhich to be useful in developing ideas, attitudes, and habits of thought.It would place him in a sympathetic environment for learning localcustom, country and institutional orientation and requirements.The advisor will also anticipate his tour by determining jointly with hisdepartmental colleagues activities which might advance his own professionin the exotic environmnt to which he is going. These will be chosen to beas closely related to his principal assignment as possible, to be of interestto the departmental Colleagues, to extenl the advisor's professional capabilities and to add to the advanceient of the profession. These activities


should be conceived to require 
 no more than 50 percent of the advisor'stime, anl they iust be capable of performianice without ail undue IinancialIinvestment. The principal function of these activities is to ensure that theadvisor is professionally upgraded during his tour aiid to give his peers a 
basis for appraising his performance.


The advisor will iwrn',aliy 
 reecive some prce-departtre orientation withrespect to the country to which he is going, or alternatively, he w\llreceive such instructionl upon arrival in the host country. Sinwe littIlthis will be eoncerned with the history of institutionai development anlthe principles upon which it turned, lie must ari himself with literature 
in this area. 

Upon arrival at tle host institution lie will plunge immediately into 
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to which initial obijectives have b ,e achieved arid they must (,.tinatc a 
probable date whenl the project call be closed ou t. lII a number of 
instan es in thil past, paittiilarly in thil Far East, such evaluationrs 
have resulted inI a de."sion to te-rminat the pruject ,il thek grounds that 
the in.titutin had arrived at a suFlncient level of rllaturity to acconplish 
the Purpose fo' which tie liroject was initiated . A riviW Of the te.riri
nat((d prij(,cts in agriculture in the Flii East Recgion WamSmadh, for the, 

purpose i f d(itermin iing i I re.tr., -,ect wIether the. criteria u0,, we-re' 
ade.quato. The results are reported if' a se Jiaratf. papf.r I too, ; s4ulllar y 
(if thet firrlings is ;s f'ollows. 

First, eveni though ro.rrr-ui has Ileon made ill :lle aspects of insti
tutiiml developme.nt, none', of th;. imstitutis had achieved the l,:1141 (if 
overll rrraturity that was essential fu' them to, Sustain a dynranic, self
gncerative levil of ]erfornmrinc. It was que!t.uio,"l1. whetht.r they would 
be able to make iu.nrijigflu] ('0o t.ril)LItir.r ti tire ec(ioonit, s:i.!il an(1 
political growth of' the c,,ltry ilr which they vrre locatid. 

Second, th. 'ritiria u lld to determine institutional maturity wrere 
clearly inalequate. The decisirns to terminate prrojects wire riade ol 
the basis of' achieve('Iit ill JiAl eal ehirrirctiTrstics such urs nunbLrs 
of buildiings, faculty ;11(1 students, hut they did not take into i'count 
the spirit, traitior 1i1d in-t:,tLtiorral role which had ieen establisird. 

Third, each of the institotitris experienced a tIramaitic inte.rlude after 
the a-sistance citra.t was ternuinattid that was characterized by Periods 
of r'trogressi ald of rather Continld growth.i oss ,irp-,e teic than 

Fourth, ther, much1,-Il that neither tht. U. S. nor the hostw cievhnci 
country would realize the i:tentiill sigiificarit IividenIs fru, the 
investmonts (or Illonry, nianpower and prfessrorral skills which was spent 
in tt- institution luihling pigrar unless additional inputs could be 
made in key aroa wh('c little rowth had occurre.d. 

Fifth. there wi, 1an1y alid rirsorr which +ugesteid that it WZIs not 
in the lost interest of thc t". S. to tecrrilmte the, contricts at a tirrie 
\wh,1n riiMTV urspects of th,' istitutitiun wcire still in the ,arly stages of 
maturity. Il roost casecs, thus left a reidue of bitterniess alnd disappoirt
mcnt rath.r than the dceird 'ittitudes (if alipieciation rod confident 
internal initiative. 

Expieriece in t:hese lriii t r well as i1 sevtral which are currently 
appro h i noaturi ty hayVi hdili a iri'h dteireL' of IiigeVIrcy for additional 
insights iut.) the relevanit cwri cterstis wi)ch roost he Iserved ill 
judging irIStitutierial progress. 

Previous Measures of Maturity and Progress 
Much e.ptrliice, has liik', gainud byL'. S. Vniv'.rit:es in ass(,ssinrg their 

Own prg iss arni str i of i,,velet. In f*ret. thlre :it six Flrigllll 
associations which perfirur his fnuncetiorn fir the pllrpiso of accreditation 
of U. S. collegrus ard linivers:tit's. Whilh, the, ditails of evaluation vary 
from uit regio) to lluitlirr, til.y tellerully "atinipt tou"llrNvwr tile follow
inr questions. 

1. What is tile educational ta k of the institution? 
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TABLE 1. 	 AGRICUI TUJ UNIVERSITIES: CCUPREHE,4SIVE AINALYSES PPROJECTIOS TO SELF-DEVELOWEF-T CCYIPETF'1CY IN VARIOUS SUBJECTS 
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Land-Grant System. Increasing agricultural income and production be
comes the driving force, and publication of results in prestigious journals 
is relegated to the category of a useful by-product. New science and 
technology will be sought and developed as the developing agricz.tural 
society requires it for their continued advancement. 

4. To the extent that the service orientation of a Land-Grant Institution 
makes it a program for the rural people, they in turn generate public 
support for the institution commensurate with its public service. Thus the 
Land-Grant Institution becomes supported from public sources because 
it is providing service, andl not just because it is a mark of cultural 
distinction. 

5. Since the institution's existence is justified on the basis of its pro
duction of useful people and useful information, the internal administrative 
attitudes and relationships reflect this purpose. Thus the institution's 
administration understands its role to l-e that of facilitating productivity 
of the stair nembers, instead of regarding the stair members as existing 
for the purpuse of enhancing the prestige and of serving the administra
tors. 

Insofar as tho above characteristics are develope d within an institution, 
it can properly be said to be patterned after the Land-Grant model. To 
tho extent that they ar, perfected and find expression in normative behavior 
patterns and operating principles they become the criteria that can be used 
to evaluate maturity in this dimension. 

Measurement Variables 
The specific variables to be measured will differ somewhat with the 

criteria established for the particualr institution. In general, however, 
it appears that agricultural universities in the developing nations could 
be adequately evaiuated from measurement of the variables shown in 
Table I plus additional variables specifically chosen to reflect the degree 
of institutionalization of the Land-Grant characteristics outlined above. 

The variables listed in Table I may be measured by objective methods 
with little difficulty, and a sumniary quickly reveals the salient points 
requiring attention. They are measured by specific counts antI estimates. 
Instructions for collecting these data in India, for example, were: "Indicate 
(1) the stage of development in various areas you consider necessary from 
where the Indian Univerity would continue to develop without U. S. 
assistance. This would be the activity targets of the contractor and not in 
most cases be the long term goals of the Indian University. (2) All 
estimate of where you believe the university will be in each area by 
October 1971. If in your judgment, development in certain areas will not 
have proglu ssed sufficiently by 19,71 to permit continuation without U. S. 
assistance, this should be indicated with appropriate detailed explanation 
and projection." 

It is again emphasized that these variables are important in institutional 
development, but their assessment is not complicated an(! requires no 
further documentation here. The variables which are peculiar to the 
Land-Grant Model, on the other hand, are muci more subtle in their 
measurement and the remainder of this paper is devoted to their identi
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A. TEACHING 
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mo-c fatoal infrlwiatio or ;oltrnat:,-.into the, topics. 4than .h't which is l-fly 'orally by tli.profeszsor. Freqtuently, student livil-Af'ane is c,'aiuil bly extrial 
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examiners whose only contact with the classroom experience is a syllabu
which is formally registered with the administration. Under this systeithe assumption is implicit that the teacher's function is the oral impartin
of the factual information which the student will need for adequati 
coverage of the topics presented. 

An alternative view of the function of the teacher that is widely held ir
the U. S. is that the teacher is the stimulator, the guide, and the interprete
in covering the topics under consideration. He may cover a reasonably
large portion of the material under consideration, but he seldom considers
his own presentations as more than a small fraction of the total materialthat is brought to the attention of the students. These two extreme points of
view represent the continuum along which progress is to be measured. 

2. Teacher's Relationships with StudentsThe prevailing relationship in the developing nations is characterized
by a rigid and formal attitude which is imposed by the professor. Ile 
poses as the authority in his field and does not permit questioning, amend
ment or deviation from his points of view. Therefore, class discussion is
allowed only for clarification of a point presented and not for the purpose
of critically examining alternative o' as a process of stimulating thought 
among the student.. This authoritarian approach is designed to maintain
order and discipline, but it is frequently used as well to protect the 
inadequacies of the tsacher. 

The progress to be measured relates to the degree to which the relation
ship between teacher and student is more conducive to study, :;nuiry, andthoughtful scholarship on the part of the student as .pposed to an in
sistence on the professor as the sole and ultimate authority in the area. 

3. Teacher's Execution of His Function
It is difficult for a teacher to break with tradition in establishing a new

relationship with students. This is one of the points at which tradition
alism lays its strongest claim, and it i- generally broken first by the younger and more innovative teachers. Institutional maturity is riot
achieved, however, until a significant number of departments within the
university have succeeded in establishing a new tradition in these respects.

The level of achievement necessary 
 before the institution can be regarded

as sufficiently 
 mature to proceed under its own internal resources isdebatable but certain minimum guidelines can be considered. Most of the

institutions operate o'i a seini-denoeratic 
 basis in establishing or reorient.
 
ing internal policies in or'hr 
to protect itself from reactionary voting. Thiswould suggest that at lea.t 50 percent of the departments must share

the "modern" view 
 before the "critical mass" level has been achieved.
Alternatively, it might be regarded as sufficient when the important

decision makers within 
 the university have achieved this status. 

4. Methods to Achieve Objectives
It is not likely that the new perspectives in teaching can be achievedby following tile old format in the classrooms. New methods of presenta

tion, stimulation, examination, and certification are indicated. The best
methods available to a particular institution will depend largely on its own 
resources. For example, it can only make outside assignments for reading 
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and the preparation of term papers if thetrteare reasmnahe library facilities 
available. The alternative is a very widespreduse of a nIiuumgraph 

machine and similar facilitis. Tihe t, latioii.hilp bet ien teacher amd li
brarian is key in to fullest linitedof iniportaliwt. llsiilg the tilt library 
resources. The availability and use of :tudio visuals dthItlnds not only on 
the instituitoimn pssessiiig a slide projector but also ol th, policies of 
servicing the equipment, otC roviding rlev:ilt I:itrial f(r pI'1t, ,ctimn aiid 
tho integratioi of such niatcri:d into the cors,', w0rk. [lhls. -.il inii urinl, 

progress in the introductio:I of methods to achieve o.iectiv.s, it is neces
sary to inquire mt the institutional attitulde toward th', mitthnls, th, 
initiative eniployed in making them useful and relevat as wtll as the 
actual success :chieved in thi, introduction. 

5.RIhating Subjcct Matter ('ontent to ('ontry Needs 
There is an assuiiitin in the Land-Grzmit nodel that the musxc scie.nces 

are taught fir the specific 4frincrailnu. the stdel~t's c.apahility 
for coping with iplulrtant iblem of tht country. It. ther1,f1ier,. hioiiiePs 
important for teachLtrs of these c,rsts t0 cintiiliail rtl:it,their subject 
niatter to :nliirtant pirb.iiis: athOu!l1 it! Curlstes 111si, a- ch,amist ry, 
physics, and biology, this may he only :In illustrative fashion. Ili the 
more applied courses, h,,wevr, a fairly broad coverla t ,f the ilijr iselues 
in that laiticuiair field is ndicated.eAus.urcvlet of prvrc-> in this area 
must inquire into the de eLett,,which subijet matter il tlhe individlI 
courses is related to country needs. 

B. RESEARCH 

1.Research Productirity/of Individual Staff Members 
The Land-Grant midel suggests that ind vihlI >taff menube rs of the 

institution are possessed with a drive to obtain as nmuc inforunation in 
their field as possib)le and to find ways to bring this to hear" ill 1'i:sidviiig 

the problems of the rural areas. T,, the extent that a staff ieiher is so 
motivated, he wll be onggaed in activitie,; designed t, acquirt, rnie infor
matLonl and to relate that information to the solution of problems; there
fore, a measurement of them research energy and activity of individual 
staff nemnlbers provides a clue to the progress toward tue Land-Grant 
niodel. R(:*search activity in this cate-gory can be interpreted rathor broadly 
so long as it gets at the k.:hibition of an inquiring and dedicated alind. 

It could extend the full range fro-, purely bibliographic study, th rough 
adaptive type of experiments, to more basic types (f research. 

2. 	 Proportionof Projects Dirceted to High Priorit!y
 
Problems
 

If a country has limiteud human and financial resources for conducting 
research it must use a high proportion of these resources in introducing 
and adapting existing science arid technology. The creation of new knowl
edge receives high priority only in areas which are demonstrated to be 
limiting to national agricultural development; therefore, there is a need 
o measure the degree to which the institution's research effort is directed 

to problems of high priority in the country's agricultural development. 
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There is no clear indication of the optimum percentage for such projects,but it is assumed to be upwards of 75 percent. In the vernacular these 
are known as "Pay Dirt" projects. 

3. 	Capabilityof Staff for Documenting the Relevance 
of Projects to Country Needs

It 	 is not reasonable to expect that young, newly trained professionalswill automatically have a clear understanding of the major problems confronting the nation's agriculture; therefore, they would not be able towrite a project which is effectively oriented in this respect. There are,howeN .r, numerous sources of assistance in this respect, such theasDirector of Research, various persons within the national Ministry ofAgriculture, and individualsother representing private business or external agencies. An important measure of institutional maturity would bethe degree to which the views thoseof outside the institution are taken
into account in the commitment of 	research resources. 

C. EXTENSION EDUCATION 
1. 	 The Concept of Role and Function of ExtensionThe development of an institutional concept of 	its role and function inextension in the developing nations almost universally has involvedpower struggle between 	 athe emerging university and thr vested interestsin the Ministry of Agriculture. Ideally, these two institutions should engagein 	sufficient dialogue to develop a concensus on the role which each shouldplay in the area of extension education. One measure of maturity must 

encompass the degree to which the has outinstitution worked theseconcepts for itself as well as the degree whichto this has been resolved 
with the Ministry of Agriculture. 

2. 	Identificationof PriorityActirities with Country NeedsIt 	 is not possible for a developing nation to mount sufficient resourcesin 	 extension education to adequately cover all of the ideas which arcadvanced from orwithin outside the institution; therefore, serious choices
 
must be exercised in the commitment of extension 
 resources to thoseactivities which deal directly with the high priority problems of thecountry. Failure to 	 do this will result in inefficient utilization of 	 the
other public resources of the country. 

3. 	Coordinationof Activities with Other Public and
 
PrivateAgencies


There are various activities for which a university is peculiarly equippedto undertake in extension education. These include the training of extension
personnel and research in improved extension methodology. Other activitiesmay well be undertaken if adequate resources remain theat dispositionof the institution. There are many activities which are promoted bypublic and private agencies which can be improved considerably if thereis 	 intimate cooperation with the university activities. These include thedevelopment of agricultural credit programs, the production and distribution of fertilizers and pesticides, the organization and assistance in theprocessing and marketing of products, Anfarm etc. important measure
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acclaim for outstanding performance generally goes to the adniinistrativestaff of an institution rather than to the individual staff menibers who produce in an outstanding fashion. 'l'hee constraints impose a serious linit ofadministrative capalbility for recognizing and rewarding excellence. Animportant measure of institutinil :naturity is found in t!e ability ofadministration to break throug h these traditional barriers. 

3. Delegationo! Authority
Authoritarianisin is the comnmon rule in virtually all developingr nations.This extends throughout public life. It seriously stands in the way of aninstitution's ability to stimulate a broader base for decision making amongitt; personnel. However, the number of ideas that are generated and implemented within an institution is almost directly proportional to thenumber of pe., ns who feel a responsibility for these activities. Therefore,to the extent that an institution can authoritydelegate throughout itsranks, it holds the promise of a more imaginative type of operation. 

4. Sharinq in Making ProfessionalDecisionsIt is a common practice to participate in a departmental meetingwhich has been called to discuss a particular issue and find that no onein the departnir t dares to utter an opinion until the department headhas made his position clear. This stenis from the fact that challenging
the opinion f those in authority is a dangerous and even fool-hardyactivity on the part of an ordinary staff member. It is difficult to removethis concept in an authoritarian type of society. Again, it is pointed out,however, that the flow of new ideas and the imaginative inquiry intounknown fields is dependent upon staff ni,.*rhrs being freed from fear

of exercising their own initiatives.
 

5. Effective Use of Controls
Order and discipline are necessary within an institution if it is toproceed effecLi;ly. However, controls which are authorized to insurorder, discipline, the efficient use of public resources and the protectionof public property nre also often turned toward the aggrandizement of

personalities, the unreasonably restrictive ust, of libraries or equipment,and the prevention of experimentation with new methods of teaching.Therefore, a measurement of how wisely controls are is aused goodindication of institutional maturity. 

6. Development of Public SupportThe Land Grant criteria indicate that an institution is supported bythe public to the extent that it provides services the holdswhich publicin high es ..em. It is the responsibility of the administration to insurethat public response to provided isservices properly channeled. Thisresponse is not entirely automatic and it seldom finds efficicnt ways toexpress itself without some direction. If a Land Grant type institution isto prosper, these activities must be called to the attention of publicofficials who are responsible for institutional support; and this becomes 
an important measure of institutional maturity. 
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the other institutions also ir(licated that the, very process of measuring 
maturity can be very instructive for the n[,:;t:tution involved and may 
very well document indicatei ehaing-s it, c.:a form that the institution 
will take initiative i inipl!rwlting them with,,t furthe r outside inter
ference. 

Certain portions of the iastrannts wf.re tst(., informally at two other 
institutions in the r(.gion and those exp:li.taces put the, final touches on 
the instruments. 

Necessary Precautions in the )evelopment 
and Application of the Instruments 

In those projects where measurements are not part of project operations, 
great care should be taken by researchers to avoid the threats and handi
caps of an "outside" investigation. This can be avoided by the development 
of dialogue in which all persons identified witl. the institution come to 
understand the values and the uses of "taking stock". If enough time is 
taken to allow host nationals to develop ideas and make suggestions on 
areas for study and to participate in developing the instruments of meas
urement, the study becomes meaningful to tem. There are many ways 
that the essential ideas of maturity can be structured and measured. If 
the professional personnel at the host institution can help discover some 
of these, they will experience significant growth that will contribute to 
institutional development. Jn short, no measurement should be attempted
 
until the staff members of the host institution arts Vitally interested and
 
are prepared to cooperate effectively.
 

Interviewers are encouraged to be constantly on the alert for ways and 
means of validating the data obtained. Limited experience in the use of 
the measuring devices suggests that the ability and the ease with which 
administrators and staff members caii and do participate in meaningful 
dialogues and go through the exercise of evaluation by the use of these 
or similar instruments are in themselves good indications of maturity in 
terms of the Land Grant Model. 

Strategy For Moving Into Maturity Phase 
As a host institution approaches maturity it is necessary to inquire 

whether a change in type of inputs from technical assistance would be 
more effective. Are the same types of advisors needed, are the same 
formats for participant training the most efficient, are the bases for 
commodity and program support the same? There is considerable evidence 
to suggest that the requirements of a maturing institution change mn;J
edly and these should be reflected in the technical assistance activities. 
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opened several avenues for expanded contact with the professional world
new literature references, acquaintance with the work of others active in 
the same subjects and who would welcome exchange of correspondence, new
symposia or other professional convocations on matters of direct interest, 
etc. Such contacts inspire confidence and excitement, open channels of
communication and give the host institution the opportunity and dignity
of taking its place among the world community of scholars. This is a step
which is vital to the process of closing the technological gap with the 
rest of the world. 

ParticipantP'rogram
The early stages of institution building are concerned with a participant 

program for the development of stafl mniembers who possess technical 
competence and who have sufficient documentation (advanced degrees) to 
prove it to their immediate superiors. The normal process of graduate
study does not, however, include training in institution building p(r se.
Soon after returning to their posts from a program of advanced study the 
typical trainee finds himself in an administrative position where he is 
expected to help guide the formation or renovation of his institution. As 
the institution matures, it will normally develop its own capacity for
providing much of the formal advanced training required for new staff 
members. lh,wever, administrative personnel, from Department Chairman 
up to the Vice Chancellor r Rlector, n.id to travel abroad again to "study
the machine that produced them." They need to examine a wide variety of 
administrative structure.; and procedures, to develop administrative 
philosophy and (utlook that can lead their institution into the modernworld, ind to make wide contact with institutioxs and age-ncies with which 
they need to communicate in the coming years.


Professionals who completed 
 their graduate t'rgranls five years earlier
 
find theniselves 
 in serious need of visiting laboratories, classrooms and

field operations to see how programs are 
 effiently organized, and to
 
"retread" theniselves professionally. They will 
 want to visit agri-business
firms to get new ideas of how to relate their teaching, research, and

extension activities to the practical 
 world. They will bt interested in
 
interagency relationships and the principles upon which they flourish.
 
These are the leaders of the younget andstglt ileinbers ill a department,

through them the profvssional contact 
 with the outside %vorild must be 
generated. 

Under these eircunistances, the participant training program tak2s on a
completely new character. There Must be qualified help and sympathietic
interest on the cooperating U. S. Unive'rsity campus to organize and guide
such eXperiences. There must be flexibility (f operation and the opportunity
of coordinating closely one Cemntedity inputs upon his return home. 
There is a strong likelihood that in such travel the participant would 
encounter one or two scientists who cout make great technical contribu
tions by visiting his institution. This sows the seeds of the necessary
widened professional contact for the institution and should be accommo
dated wherever possible. New books, journals of great relevance, bulletins 
and periodicals useful to his area, and new teaching materials will be 
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ncountered. The ideal moment for making necessary investment in these 
is immediately upon his return while his enthusiasnm is high

not after two or three years of frustrated efforts to get -them finaunced. 
-materials 

while the participant programi early, in the project is: properly 
quite rigid in form, concentraiting ?heavilyr on 'advanced] degree programs, 
the later stages must be highly 'flexible and responsive to 'opportunities 

-- that -arise and concentrate on bringing the institutional leadership into 
wide and meaningful contact with the scientific and technical world, When -----

formal outside assistance is terminated' the institution leaders will 

-Thus, 

-have 

the enormous chore of finding internal funds 'for continued travel and 
communication. They cannot be expected to maintain the necessary niomen
tuni if at4 the same time they must make the initial -contacts outside as well. 

,Coinniodity Pu-chases 
- - The expenditures -of comnmodity---------tecearly stages is -normay 

airectedtoward equipping entire labs or acquiring rather large pieces of 
.equiprnet will the fundsnininstitution.th Such'expenditures dowhich serve general II
Ilnot require a high degree of specificity with respect to the direction or 
speed with which the institution is moving. It can safely be assumed that 
such items will be needed in any case, The Inter stages of maturity, how
ever, find the institution's programs more sharply focused, their plans 
well articulated and documented, their priaritieS evaluated and established. 

- - - - - -At this stage, the institution is in a position -to, engage, in programs that 
'have high probabilityp for early significant contibution to agricultural 
development. If the institution succeeds at this stage,' it will attract the 
support of local society, which in turn attracts international atteion 
and opens communcation channels, and it solidifies the confidence of the 

institutional leadership who up 'to now have been sustained 'by faith alone. 
This is the time then when additional inputs of 'commodity and program 
operation funds can achieve the highest benefit/cost ratio. 

Exchange of WI'ers~nnel, 
-Mamiisraor have enthused over the possibility of 

exchange professorships a's a means of cross-cultural .intercourse, In theory~ 
it is defended well, but in practice to date, it has largely been a one-way 
street. It has been difficult for U. S. institutions to find adequate justifi
catin' for spending their own resources in bringing visiting professors 
from underdeveloped' countries -to 'broaden their course offerings -or" to 
enrich their research. It has been hard enough to justify the absence of top
professors to go overseas for a couple of 'years, even 'though their costs 
are not' directly borne by the institution. ' "' 

This,exchange of personnel, however, is highly important to the~con-' 
tinuing development of~the~host institution in its 'efforts to ,close the 
scientific and technological gap. The 'more U.' S.' professionals engage in 
overseas activities designed for their own' personal improvement,. the more 

S~iely they' are .to' return home-with a broadened dimension in their~ own' 
field. For these people,it becomes attractive tobring profes ' ' increasingly 
sionals 'from other environments to the campus t capitalize ontheir 
experience, and backcground. Thus the maturing phase of the host insti
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tution is in a sense inatched by the U. S. institution's maturity in using 
technical assistance as a mean., of acquiring an expanded international 
perspective. 

Research in many fields is greatly eTJ,ianced by testing ideas in a wider 
environmental context. New relationsihips or responsf.s appear that are not 
easily discernalde in the narrower ecological base. Once this fact is ex
peric.-:'!ed by a U. S. scientist, he begins to seek acL.Itly 0 ... ys to take 
advantage of these possibil ities. At this point, flexibility in the interchange 
of U. S. and foreign colleagues becomes very useful. A little "seed money" 
available to get such interchanges startd can provide a format and a 
demonstration of potential that will encourage continuation and expansie.i 
of such activities in the future through the use of more conventional 
funding. 

Technical Inerchange 
One of the strongest channels of interchange of t-echnical inlfornmation 

and ideas that would be expected in a U. S. University contract operation 
would be between a returning staff member an(l his "counterpart" overseas. 
The relation would be expected to persist long beyond the formal contact. 
Experience shows, however, that this actually happens with only a small 
proportion of the U. S. professionals, and it tends to (die out with time 
rather than increase. The next level in the communication channel that 
might bie expected to develop is between a U. S. University department 
and a "counterpart department" overseas with which it has enjoyed 
several contacts. At this l":el, the overseas departuent might be put on a 
regular mailing list for bulletins, news itens and thought provoking in
formal papers and discussions. The various members of the overseas 
departnient would want to expiosc their research ideas or preliminary 
writings to the U. S. department for sympathetic and constructive 
criticism. Members of both departments wvould be actively scking oppor
tu nities for greater personal contact witi members of the other de partiment. 
Even student clubs might initiate exchange actiVities which cOuld later 
be expanded to broader intercultural contacts. 

One of the most difficult problems for professionals in the under-developed 
nations is to achieve lrofessional visibility and recognition outside their 
own limi(ted national circle. The international publication media have been 
virtually inaccessible to any but the most renowned authors in the develop
ing nations. There are many devices which the assisting U. S. department 
can use to introduce foreign professionals to the scientific world, including 
joint authorship, use of w idely circulated mimeograph reports, anil the 
widespread listing of good papers published in more obscure media. These 
aro services normally accorded our own gradu.tte students, and they can 
be equally beneficial to scientists in the developing nations. 

The record of performance (Ioes not, however, correspond to this expectai
tion. In the process of looking for evidence of "commitment" on the part 
of the host institution and tho U. S. University. one question was widely 
asked of both U. S. and indigenous personnel: "What contact do you have 
with the corresponding Departnien, in the U. S. University outsiide of corre
sponlenc diiec tly conceried with a resident U. S. advisor?" Answers fronm 
host nation als were alinost en ti'ely neg:i Iive, incI(liinlg individu als who had 
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taken an advanced degr~ee fin 'tha1t' U. S. department. U.' S. uvisors hadgenerated only a little correspondence with their home Depnrtment except
for correspondence -with 
 personal frienids in the Departrncpt, usually
non-professional matters.: 

on
 

Here again,'the emerging institution in an underdeveloped society 
 mustestablish such professional exch'ange with the outside worldt if it is to closethe technological gap, and it logically starts tit the departmental level inthe assisting University. 'Therefore,~ this must be a specific part of the
strategy of 'shifting, into the mature' phase.
 
Optimum 'Timinig 'In Shifting Phases

The maturation process of at scientist 'and of~an institution' has mnanyof the' same psychological characteistics. as the. maturation of at young
 
stan.Tee iesla srogesred to employ newly acquired skills and to (lemonstrte ewy-qfro'te knowledge. There is" 'a strong urge to demonstrateindependence.fo h guiding hand and to achieve recognition for 'performance ini his own rights.'This "teenage complex" in young professionals ' :and in emerging 'institutions is tit once at promising sign of deveomnand atdespairing and frustrating period of guidance.''

Several important principles must be observed if the relationship between the young professional1 and his advisor are to continue in a productiveand amicable' fashion. In the first place, the young professional must be
given overt responsibility as rapidly as he is capable of discharging it, andhopefully while the" advisor is' still around, to guide him, 'This is a criticaldecision becauseo responsibility which is given too early results in failure and
discredit in the eyes of his peers. lResponsibility which is withheld 'too long 

'<
 

contact duiring this stage is highly imporitant since 'it would permit objective''examination 'of experiences as atbasis for improvement rather than criti-"' 

A'fourth principle Awhich summarizes some 'of the earlier' points is that'tho transition should 'be smooth and gradual rather than precipitous. The
change in role from learner to decision-maker carries a, number Of im'plications and if experience can be 'gained on these implicastions gradually thedesired initiative and self' confidence are' strengthened.' There is the psy-,chological urge to gain personal credit' forK certain aictivities quite in ad'vanceoof being'prepared 'to assunte responsibility for successor failure. Thereal problems of' transferring responsibility are associated with the optimumtiming' of these two 'drives, and professional 'maturity is ach~ievedi as theybecome so blended as'to be almost inseparable in the mind of the individual
professional.'


Observations 
 in the projects in the NESA region indicated that far toolittle attention has been given to the phasing, over of responsibility, It is 
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which are not very costly, and such experiences must be used sympatheticallyas a further means of'learning'and'maturin. 
A third 'important principle is that maintaining rapport and sYMPath(,tic 

engenders impatience and'frustration on the part of the young professional 
'Vi,4 # 'x : : i; > @',:,/ ,: ;:>u I D A :! T '

which often strains the personal relationships betwveen him and the technical' 't) ; :";I kg :,Aassistance effort,.-''' !;,X 
i ! ,! F ! ~~q i : : ' .q : ! , !! i : U m: 4 ; ~ : !- i : ! i'A second 

¢ 

principle which should be observed is that the young professio~nalwvill learn' as much or more from his mistakes 'as hie will from his successes.It becomes important, therefore; for him to be' allowed to 'make mistakes 
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either "dumped on them" or it is withheld until the U. S. advisor is ready 
to return home. In one project, host nationals were extremely impatient 
becauso the U. S. advisor had held the responsibility of Department Hfead 

for seven years and was still not quite convinced that anyone else was ready 

to take it over. In (other cases, host nationals were fearful that U. S. ad

visors were about to return home an( the host national had not yet been 

given an opportunity to try certain activities on his own iUnder the watchful 

eyu of the U. S. advisor. While both of these e.trnines might be expected 

to occur on rare occasions, it is clear that their rate of incidence would be 

greatly diminished if there were a specific team strategy which exercised 

pressure in the direction of an optimum aa( preplanned rate of w ithdraval 

rather than leaving this to the caprice of personial relationship. 

Summary and Recommendations 
1. 	 A study of expired projects which were designed to build indigenous 

agricultural institutions indicated that the criteria used for assessing 

project maturity were inadequate. Furthermore, even the best evaluating 

approaches in current use fail to provide information on the degree to 
which assisted institutions are approaching the "Land-Grant type" tra

ditions which have proven so, productive in this country. 

2. 	 This study was directed toward the identification of the unique charac
teristics of a Land-Grant institution, the development and validation of 

instruments for measuring the stage of maturity of these unique features 
and the exploration of the implied changes in technical assistance inputs 

that are required in the later stages of project maturity. 

3. 	 The characteristics of the Land-Grant model are identified and instru
ments for measurement of the "institutionalization" of these character

istics were developed and tested for the specific activities of teaching, 
research, extension and institutional administration. 

4. 	 It is clear that the type of technical personnel and other inputs re

quired in the early stages of this type of project are much less pro

ductive ;is the institution matures. The later stages require m(ire highly 

specialized type of personnel and their inputs can be achieved more 

efficiently by much shorter visits. 
5. 	 Participation in the development if measurement instruments appro

priate for a particular institution can N., a very meaningful experience 

for the staff members of that institution and it will enhance the ultimate 
use of the results. 

6. 	 It is recommended that the technical assistance agencies make periodic 

evaluations of the progress and maturity of the indigenous institutions 

which they are assisting, that this exercise be accomplished in an atmos

phere of mutual interest and concern, and that the results of the evalu

ation be coisidered as the basis for determining the optimum combination 

of technical assistance inputs as well as the areas requiring concentration 

of 	host institution resources during the ensuing period. 

7. 	 It is recommended that the measurement of the variables measured by 

Liming (Table 1) be supplemented with the measurement of the other 

characteristics outlined in this paper. 
8. 	 It is further recommended that both the technical assistance agencies 

and the host institution use this experience as a means of establishing 

and re-examining the basic role and objectives of the host institution 

within the society which it serves. 
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