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PREFACE
 

The GUIDE TOINSTIrUT[ON BUILDING for Team Leaders of Technical Assis

tance Projects is a summary and interp, Lation of a considerable amount 

of reporti na and wri tLi n that han occurred over the past several years. 

The GUIDE is a direct outyrowth of the continuing concern on the part of the 

Agency for Internatioal Develoooent and various U. S. universities that 

past experlence and research efforts he exploited to the maximum in techni

cal assizLanuce activ.,.ities duri i' the I010's Pepo rts of much of that 

experience and researct, unfortunately, are still available only in mimeo

graphed form which has received limited distribution 

The authors have not attempted tn produce new materials in the GUIDE. 

Instead they have used their own exnerience as team leaders to draw 

heavily upon existing materials - even liftino language and sentcnces 

directly from them. Since the style of the GUIDE precludes copious annota

tion and referencing, we take this opportunity of acknowledging our debt 

to thosr who made the linitial contributions, A small bilbliography is 

appended which lists the publications that contributed most extensively 

to the GUIDE and whiclh deserve major credit. The authors hope that readers 

will find time to read many of the onrininal materials for deeper insigohts 

into the topics covered. 

The writers had the invaluable counsel ol a group of consultants in 

AID, USDA and the universitiv community in cutl ining the GU.IDE and in the 

writing Preliminary drafts were "evaluated" in week-lonq workshop 

seminars by three different oroups of some 20 members each - a set of U S. 

team leaders met at North Carolina State University, a group of FAO project 

managers convened in Rome, and a group of Latin American staff members 



of the InterAmerican Institute of Agricultural Sciences met in Montevideo
 

Each group gave a different perspective and their assistance was very
 

helpful,
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CHAPTER I - ABOUT THE GUIDE
 

Types of Technical Assistance
 

Technical assistance may be classified in two cateqories; the first 

representing the instal lation of a specific facility or program and tile 

-ec.-,d the (Ievel onwent of an is Li tutLion :lost technical assistance 

projects include a mixture of the two types in varving roportions There 

are many useful reasons, howeverj for dl1stinogLi hW beftween them con

ceptually, and these dis Linctions are oresented at the oseto hecause this 

GUIDE is concerned p-imarily with the institution bu4i i nj_ aspects of 

technical assistance nroiects. 

The instal aLi onr of -i fac ii tv or nroqram nay refer to bui Idinq a 

factory, a highway, a fishing fleet, or to the installation of an accounting 

system. The technical assistance contribution to tnese ventures may 

include ennineerino skills, managerial abilitv arid other i,.,ts commonly 

found in advanced industrial societies in addition to rroviding equipment 

and materials renuiring foreign exchange. The technical assistance 

advisors in such nrojects provide essential technical information at tihe 

appropr'ate time and in understandable form so that the installation will 

proceed without delay and the faci 1itv or program will function smoothly 

after completion- This tyne of nrojiect r.,7 ten includes the training of 

local nersonnel in the operation of the facility or program and in the 

technical nrincirles whIch underlie the maior aso)ects of its operation, 

The insti tution buildilng_ t[)e of technical assistance is the process 

of helping de.ve lon a new agency or orgianizaLion wi th canabil ity of having 

a specified impact in snciety, or reconstituting existing organizations 
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such that they can plan or execute more innovative programs in economic 

and social development. Such an organization might he a school, a credit 

agency, a family planning alency, a Public administration institute, etc. 

The role of technical assis tance i-, at, institution building pro~lect is 

quite different fresm that in an installation type of nroject, and the pro

cess_ of inis.(-itutimno -bui liing genera1 ly has been inadec-uately understood 

by those enyaod -in J.. 

The (GIlfE, therefore, is focused sharnly on the institution building 

tyne of nroiect It deals with the basic concepts of institution building, 

the role <,. ctrategies of external agencies in contributinq to the process, 

and the administrative approach, s in making technical -ss isLtance most 

effective. While it is written primarily for the team leader of nroiects 

whose malor concern is "institution building," it is also useful to
 

managers of other projects in which institution building is of secondary
 

importance.
 

There is abundant evidence to indicate that the transfer of new 

technology from one society to another seldom nersists unless there is an 

institution present in the new society which supports, strengthens and 

nernetuates the technological innovation It is for this reason that 

technical assistance has incre-sinly turned its attention in recent years 

to a greater concentration of effort in institution building as a necessary 

vehicle for the transfer of innovative technology and capabilities.
 

Tarret Audience 

The GUIDE is written with the "team leader" or "project manager" 

in mind as the orimary target. Putting the team leader in the limelight 
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like this runs the risk of Q inding him and of conveying the impression 

that he is the most important person on stage - the star with the key role. 

This, of course, is not so. The leaders of the host institution are the 

most important actors. They have the ori marv and continuirig responsibility 

for develonin1 the institutlion s chardcter and canability in the local 

environment The res nonsibi1ities and activities of the team leader, on 

the other hand, are temrorarv, and while they may be highly catalytic and 

helpful, they are sumordinate to those of the host institution leaders 

Important issues arise as a consequence of the differences in the 

responsibilities of the team leader and the host institution leaders The 

role of the team leader becomes a very peculiar one. He must administer 

the resources at his disnosal in such a way that the institution can function 

efficiently without them as soon as possible. His success is judged by 

how nuickly he is no 1onger needed Therefore, the GUIDE focuses on the 

team leader because his role is so complex and difficult, and not because 

he is nresumed to have the centril responsibility in institut!ion building, 

The GUIDE .o,. also be uspfui1 to the team leader's superiors 

Since the team leader is responsible to several different agencies - the 

hcst institution, the host government, the home institution and the 

external assistance agency - it would be most helpful to him if all of 

them held simil ar views of the tasks the team leader is to perform. In 

the maionritv of cases, however, there will be divergences in some of the 

goals and expectations among this group. Therefore, in outlining the 

functions and strategies of the team leader and his technical assistance 

groun, the GUI DL should also be useful to admini strative nersons who 

recruit and sunervise the team leader and the team members. It should 
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serve as a guide in the selection of nersons sought for qpecific team
 

roles, and it should also help in understanding the administrative and
 

technical backing which the team leader and his team members require from
 

the home institution and the external assistance anency
 

The host national leaders who are responsible for the administration
 

as well as the nolitical sunnort for the new institution also need to see
 

the institution building orocess in nroner perspective They need to
 

understand more clearly why various steps are proposed by outsiders and
 

how these sunnestions mav fit with their own views and responsibilities.
 

In this sense, the GUIDE should be helpful to them in realizing a greater
 

efficiency from the team's Presence.
 

Finally, the actual members of the team should find the GUIDE very
 

heloful in understanding the entire nrocess of institution building in
 

which they are engaged and thus enable them to better understand their
 

narticular role in it 

Scope
 

The scope of the book must necessarily be limited to manageable
 

nronortions There are certain assumptions which must be made by the 

team leader if he is to make most efficient use of his resources, and this 

GUIDE beqins from that narticular noint. 

The team leader must assume, for example, that a decision has already 

been made that the narticular institution which his team is asked to 

sunnort is a hirh priorivty need for the host country. He should not deem 

it necessary to begi1n his task by re-examining the basic needs of tile 

nation and re-assessing her institutional requirements. By the time the 

team leader has been identified as project manager, he can rest assured 
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that this task will already have been performed by the host country
 

leaders and by the External Assistance Agency Although adequate Pre-project
 

planning leadingi up to these basic decisinns is absolutely essential to 

project success, this area of Planninn is a full subject in itself and
 

cannot be covered in this GIKE
 

It will also be assumed in the GUIDE thait the services or Products
 

envisioned as the outputs of the host institution are among the high
 

priority needs of the nation There is no intention here of precluding
 

the team leader from re-examining periodically the institution's goals and
 

its relevance to the niatlon's high rioritv needs This must necessarily
 

be done to ensure the institution's conci nued support and to maintain
 

proner persrective and institutional relevance. On the other hand, it is
 

reasonable to assume that the project was initiated for a well considered
 

nurpose and the Leam leader was chosen to help achieve it - not change it. 

It is hoperd that the GUIDE will he widely useful in such diverse fields
 

as agriculture, educati un, public adimi nistration, population and others. 

The basic Processes and strategies of institution buildinn are essentially
 

the same in all fields, and therefore, the materil is presented in anti

cipation that it will be generally useful. An attempt is also made to 
use
 

language that is common to many fields rather than utilize the 
jargon of
 

a snecific area. While this tends to make the writing less colorful, it
 

is hoped that the results will be more widely useful
 

Plan for the Guide
 

The complexities of the team leader's role in the effective use 
of
 

external resources in institution building suggest that a careful sten-by-step
 

nreparatinn for this exacting and exciting task would be very rewarding.
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The GUIDE is designed to lead him through these steps in a logical order.
 

The first step is to scan the task itself, to identify its dimensions,
 

its constraints and its complexities. This is done in Chapter 1I.
 

The next sten is to identifv and understand some of the tools available
 

to the team leader for carrving out his task There are some basic concepts 

drawn from experience that are Provino to be very useful to all engaged 

in institution building irrespective of their narticular rnles It may be 

premature to huila these concents into a comnrehensive theory, but they give 

clarity to understandina the instituton-huildina Process. They provide 

the best man yet available for working in the maze of divergent segments 

and groups of the team leader's world These cocents are given in Chapter III. 

Similarly, there are some general stratelies for using these basic 

concepts that have been tried and found useful 
ovep the past fifteen years.
 

Special attention is given in Chanter IV to these strategies and also to
 

the potential and the limitations of external assistance in institution
 

building.
 

In Chapters V to X we look in detail at each of the four major seg

ments of the team leader's world - the host segment, the technical assistance
 

team, the home institution and the external assistance agency.
 

The last sten consists of nulling all parts together into a single 

operational role in Chapter XII. There the multi.-dimensional role of the 

team leader is brought into focus, and suggestions are made about how he 

may prenare himself further for performing it effectively and with personal 

satisfaction 



CHAPTER 1I - THE TEAM LEADER S WORLD OF WORK 

The Institution Building World
 

The Team Leader's World
 

The Institution Segment
 
The Technical Assistance Team Segment
 
The External A\ssistance Agency Segment
 
The Home Institution Segment
 



CHAPTER II - THE TEAM LEADER'S WORLD OF WORK
 

This chapter will describe the team leader's world of work, with 

its major consti tueNi parts and an indication of how the parts relate 

to each other. Before attention becomes focussed too sharply on the 

complexities of the team leader s world, however, it is necessary to 

re-emphasize that the basic reason for the project s existence is to 

build an inst i tu ti on 

The Institution Building World 

Figure 1 represents the world of the institution as viewed by the 

institution leaders and the part technical assistance may play in it. 

Their world can be divided into four major segments; namely, 

the legal authority and allocation of function by government, 

the linking agencies that are supplementary, complementary and 

competing in society, 

-the internal institutional comnonents, 

the external assisting agencies, of which the team leader may 

represent only one 

The function of the team leader is to administer his team and the 

other resources at his disposal so as to maximize the accomplishments of 

the institution leaders in bulldin - their institution His task is compli

cated, however, by the fact that theve are several additional segments 

in his world of work with which he must contend ie cannot afford to 

lose sight of the primary focus of the host inst i ttion and its needs, 

but he must a Iso satisfy the demands of his funding agency, his immediate 

employer, and the team members under his care Therefore, his immediate 
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world of work is represented in Figure 2, and the magic that he must perform
 

is to project this world on to that of the host institution in such a manner
 

that his efforts complement theirs efficiently
 

Ideally, the parts from Figures I and 2 should fit together neatly like
 

sets of interlocking gear wheels, transmitting a steady flow of movement for 

a common purpose. This, however, is seldom the case in practice The pieces 

fit together loosely, at best, because the perceptions of needs, goals and 

methods differ from one group to another There are usually strong differences 

in cultural backqround between the institutional leaders and the external
 

assistance persons, which means that each group sees the world through a
 

different pair of glasses.
 

Thus, the team leader may very well feel that he is the principal actor 

in a play which has several directors, and it will require considerable 

skill for him to satisfy eac'. director and at the same time produce a per

formance that is fully effective for the audience It is a classical maxim 

in administrative theory that an administrator, to be held responsible for 

accomplishing a stated objective, needs the resources necessary to do the 

job and the authority that accompanies his responsibility How then is the
 

team leader to achieve the objectives outlined for him when the resources
 

over which he has cortrol are only large enough to be catalytic within the
 

host institution, and his authority lies largely in the persuasion of his
 

technical and administrative skills?
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The Team Leader's World 

The world of the team leader as illustrated by the diagram in 

Figure 2 shows him at the center of his universe as though he were looking 

up at a clear night sky Around him are numerous institutions, organi

zations, political leaders and administrators, layers upon layers of them, 

in fact. The closer ones are more insistent than those further away, but 

they may not be the more influential Funds for the project, for instance, 

are increased or reduc2d by pcwerful groups on the periphery of the diagram. 

The concentric circles are divided into four major segments corre

sponding to the host government, the team in the field, the external 

assistance agency, and the home organization These are the four major 

constituents of the team leader s world Each is party to the same project 

and they have connections with each other independent of the team leader 

in addition to those they have with hiii So they form four separate entities, 

but together they envelop the team leader and govern his activities. 

The size of each segment in the diagram bears no relation to its 

relative importance; in fact, the relative importance of segments varies 

between projects and also over time in the same project The composition 

of each of the segments also varies depending on the kind of external 

assistance agency involved and the administrative location of the host 

institution In fact, the entire segment of "home institution" only has 

distinct meaning when the technical assistance task is contracted by 

the parent funding agency to an executing agency. To profit most from this 

view of his world of work, therefore , each team leader needs to insert into 

this generalized diagram the details of his particular project. He should
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use it as an administrative tool rather than regard it merely as an
 

intellectual abstraction,
 

The Institt ol Segment
 

The team leader's immediate official counterparts will be members of
 

a grou? of instituLtional leaders with whom he has close official and
 

operational dealings The diagram sujgests, however, that the counterpart
 

officials in turn have resl-onsibility to higher authority within their
 

own covernmental struutur e, and the team leader needs 
to have some under

standing of those relationships Beyond the immediate counterparts is the 

Ministry frol wh ich funds come and to which the host institution munst 

answer. The or-gani zati on wi th which the team leader is to work may be an 

office or a directorate in the inistry, or it may he a university geographi

cally remote from the capital, but in any event, the approriate Ministry 

and the Minister himself wield important decision making powers which affect 

the scope and magnitude of the institution's role in society. The project 

with which the team is associated was very likely approved at one time 

or another at the I.Iinisterial level, and while the team leader may see 

the Minister only on rare occasions, if at all, he must be aware that his 

own counterparts must work closely with their owrr superiors in government. 

The administration in less developed countries is usually highly 

centralized and, therefore, the team leader may often find that his 

counterparts are reluctant to malke significant decisions without referring 

them to the highest levels in the i.Ini stry. Thus, the teal leader must 

be aware that, although the lin laqes between his project and the Minister 

may not be highly visible, they are none-the-less of very great significance, 
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Even in the case of a university which may call itself "autonomous,"
 

there is heavy dependence on government officials for financial support 

and political hacking 

Quite likely the Minister and his staff also are influenced by other 

foreign advisors. These may be technical personnel from donor agencies 

of other governments or of international organizations The team leader 

must he aware that he and his institutional counterparts have no monopoly 

on the inister's oar WJithin the government, there will be other 

Ministries which are competing for scarce national resources and they 

may feel adversely affected bv the project of which the team leader is 

a part The team leader should try to understand the interplay of these 

political forces in order to better assess the relative importance of 

his project to the qovernment 

Beyond the government is the political setting in which it operates. 

There may he state legislatures, major political parties, labor unions, 

professional groups and other special interest groups in society to which 

the government nus t respond in a responsible manner. The team leader 

who expects the government to adopt simple logical lines of action without 

due regard for the political consequences among all these groups is inviting 

frustration in his owl, task 

The Technical Assistance Team Sement 

The team leader is directly responsible for his team members, their 

welfare, their professional performance, and especially their everall 

contribution to the institution building process. Individual team members 

are likely to pursue their own professional hopes and expectations for 
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the institution unless they are guided and coached by the team leader, 

Team members, in turn, deal directly with a large number of their own 

counterparts who are persons with technical and operational responsibilities 

within the institution Thus, the team leader's contact with much of the 

operation of the project is through the team members. It is from them 

and their observations and experiences that he gets information that helps 

him monitor the effectiveness of the project ;aithin its institutional 

setting and Lo assess the technical assistance strategies being followed-

Hence, he must manage the team both as a group of coordinated institution 

builders and as information channels. 

The External /\ssistarce Agenc Segent 

The external assistance agency normally will have invested considerable 

effort in arriving at the decision to fund the project, and, therefore, it 

will have a broad perspective on the rationale which went into arriving at 

that decision and on the expectations of various parties for the project. 

The external assistance agency typicilly will have an administrative unit 

within the country. The professional members of this Country Mission staff 

will also have broad perspective on the overall development plans for the 

country and the particular role which the project institution is designed 

to fill Therefore, the team leader will find it very useful to solicit 

guidance and counsel from this source 

It is an administrative fact of life that influence follows funding; 

i.e., "money talks-" As the supplier of the funds which support the 

team in its institution building efforts, the external assistance agency 

will insist on making sure that funus are used as intended. So there is 
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bound to be a reporting relationship between team leader and external
 

assistance agency
 

The head of the Country Mission can be a powerful and an interested
 

ally. This particular project had to have his backing in the first place,
 

and it is reasonable to assume that he is interested in its progress
 

It is therefore (ui te apropriate for the team leader to be directly in 

touch with him, not only in connection with the project itself, but also 

as a participant in the broader technical assistance effort for which the 

head of the agency is resnonsible. 

The top executive for the external assistance agency's Country Mission 

often has close contact at the Ministerial level within the host country., 

This places him in a position of considerable influence with respect 

to generation of resources and support, and team leader willthe find that
 

information and support at this level is extremely useful.
 

The external assistance agency usually has other projects scattered
 

across political and cultural boundaries They have experience, therefore, 

in the application of technical assistance that far exceeds that of a single 

team leader- The comLined experience of the Country Mission and the home 

office personnel of the external assistance agency represents a resource 

that the team leader cannot afford to ignore. lie would be well advised to 

regard their suggestions and counsel in this light rather than to resent 

them as intrusions on his prerogatives. 

The Home Insti tution Segment 

,uch of today's technical assistance is provided through contracts 

with executing agencies, and in these cases the team leader is concerned 
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with an additional administrative unit which is here called the "home
 

institution " However, some external assistance agencies form project
 

teams from their own personnel , and in these instances it is not useful 

to regard the home institution as a separate segment in the diagram.
 

The home institution is usually the team leader's permanent base 

the institution where he is permanently employed, like a university, a 

health agency or a consulting firm. The home institution contracted for the 

institution building project abroad and chose him to lead it. Therefore, 

he feels the strongest administrative responsibility to the home insti

tution. Usiallv the other teaii members are also from this institution or 

a*, least attached to it for the duration of the project.
 

The home agency usually has a single person designated as the primary
 

contact and the backstop officer for the project This person can be
 

expected to have the interest of the field Personnel at heart and to have
 

snecial interest in the project's success However, he is directly respon

sible to others within the home agency, and all of his activities must 

reflect basic policies which have been established for the administration
 

and management of the project overseas The home agency does not speak 

with one voice in that there are various segments of the home institution 

which supply resources, personnel and technical guidance; and each of them 

may have its own reasons either for enthusiastic or reluctant participation
 

in the project.
 

The team leader must manace the team so that the hoie ,nstitution feels 

justified in supplying top quality personnel and in giving them strong 

technical and administrative backing. Failure to attract such support 
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could seriously handicap the institution building project.
 

The team leader's world then is composed of at least four major
 

segments; each has its 
own hierarchy, its own set of expectations, goals
 

and purposes, and distinct clienteles to which it answers. Moreover the
 

various segments and groups have direct contact with each other 
 The
 

team leader could not possibly be a party to all of these contacts, but
 

he must know that they go on, and he would be well advised to be informed
 

of them and to understand their implications for the project as a whole.
 

If the team leader regards these constituencies as interferences and
 

stumbling blocks, he 
is beaten from the start. It is his task to mobilize
 

them as powerful allies and contributors and to orchestrate and manage
 

their inputs into a coherent and well-focused institution building project.
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CHAPTER III - BASIC CONCEPTS IN INSTITUTION BUILDINfP
 

The director of an institution building project might well begin his
 

task by asking: What is it that he is setting out to build? Does an insti

tution differ from an organizaL ion? What does an instituLtion consist of
 

besides buildings, lahs and other phvsical features? 

The basic institution buildng concepts presented in this chanter are 

focused sharply on an institution that is planned as an important and integral 

contributor to national developnment. Therefore, the project director must 

also ask: What are the characteristics that are really needed in order for 

the institution to serve society's development most efficiently? A dis

tinction is drawn in this GiIDE between an organization and an institution 

to emphasize the fact that snecific qua litieg are required if an institution 

is to have an impact on development, In drawing this distinction, the more 

general concept of an institution has been narrowed to refer to a particular 

kind of organization 

Definition of "Institution" and "Institution Building"
 

An institution is here defined as an organization that has a specified
 

new role or function to play in society. An institution has a dynamic
 

quality for introducing change and for sustalning that innovation until it 

becomes embedded in society A Public Administration Institute, for example,
 

becomes an "institution" in a technical assistance sense as it introduces
 

modern concepts into its traininq materials and begins to affect the adminis

trative style and effectiveness of various public agjencies. An Anricultural 

University becomes an 'institution" when it provides education, training 

and 'esearch that is capable of creating a "green revolution" in a t'aditianal 
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agricultural society. In either case an organization may already exist, 

but only as that organization takes on certain specified qualities and as it
 

begins tn ha\' ": influence in society, is it called an institution. Th's 

distirt'on is equally applicable to an entire organization or to a sub

section or department within the larger unit
 

This concept of an institution is clearly restricted from the broader 

u-;e of the term in the behavioral sciences, like the "institution of 

marriage." However, the narrower use has found its way into recent research 

on "inst,,ution building" and has proven to he powerful and very helpful to 

technical assistance projects Therefore, this GUIDE will use the terms 

"institution" and "institution huildina" in the narpower sense. 

Institution iuilding is defined for our purposes as a process of 

developing a new organization or reconstructing an existing one in a manner 

that will give it the desired innovative qualities and capabilities for 

affecting society in certain specified ways The institution that is built 

provides an innovative thrust in society and supports the innovations with 

technology and influence. Therefore, the institution must be able to survive 

and to acquire operational resources frc"7 the society it seeks to assist 

and change. 

Developing nations recognize that ine development process involves 

the introduction of innovative changes that are deliberately planned and 

engineered. These changes seldom take hold and persist on a wide scale 

unless they are introduced and supported by formal orgarizations. Therefore, 

when puhli,: leaders of a society decide to create a new orcrnization or to 

remodel an olJ one, they usually do so in the expectation that the new 

organization will , capahle of introducing and sustaining a particular type 
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of innovation in the society.
 

The institution buildinq task of the 
team leader is to contribute to
 

and accelerate the formation of an organization that fulfills these 

"institutional" 
expectations
 

Institution Building Model
 

The human anatomy is best understood by looking at the various inter

locking systems, such as the circulatory, nervous, skeletal, Similarly,
etc. 


an institution in Lent understood by looking at its 
systems, the way they
 

affect each other and the manner in which they 
interact with the environment.
 

An institutional model 
is presented here which facilitates the understanding
 

of the essential systems that must he affected in institution building.
 

The major features of the Institution Building M.odel are shown in the
 

following diagram.
 

Institutional Variables 
 Linkage Variables
 
(Internal) 
 (External)
 

Leadership 
Doctrine 

Enabling 
Normati ve 

Program <--[TransactionsJ---) Functional 
Resources Diffuse 
Internal Structure 

Two major categories or systems are identified in the diagram -

Institutional Variables and Linkage Variables. The Institutional Variables
 

are the internal , omponerits of the instltution itself. They are called 

"variables" because they vary - they are susceptihle to eing altered, and 

they interact with each other. 
 These are the institutional characteristics
 

on which the team leader may exert influence.
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The Linkage Variables represent the environment in which the institution 

functions. Every institution is a part of a network of organizations that 

provide services to a sector of society. Each is interdependent on the 

other for exchange of goods and services, for complimentary services to 

society, for common support and overcoming resistance. Each may exert 

influences and 
effect changes in thre other organizations with which it inter

acts. This network of inter-organizational relationships, plus the inter

relationidip between an insti tution and the general publ ic are designated 

as "linkayes" in inst itution building term1in logy. 

Linkages are vital to the institution's survival and prosperity, 

as well as to its success in introducing important changes into the society 

that supports it. The linkage variables wi 11 affect many of the activities 

of the institution by either facilitating, distorting or restricting its 

development. The linkage variables may in turn be channud by the insti

tution itself. In fact, part or the criteria for identifying it as an 

"institution" involves its influence on the linkages. 

The two groups of variables interact with each other in a myriad of 

"Transactions." The kinds, quantity, and quality of transactions are an 

index of the dynamic character of the institution and the impact it is 

having on society. 

The institution-huilding model will be used throughout the GUIDE and, 

therefore, it will be useful to define and illustrate each of the insti

tutional and linkage variables in sufficient detail to make them a part of 

the team leader's working vocabulary. 
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Institutional Variables
 

Leadership
 

Leadership involves two concepts - the people involved in leading 

and the services provided by leadership.
 

Leadership includes all 
 those persons who exercise a management or
 

decision making role for the institution. For example, in a university,
 

leadership includes the Dean and the Heads of Departments as well as the
 

Rector or Vice Chancellor. 
 It may also include certain professors or other
 

members of the staff. In addition to the formal 
leaders who have authority
 

by virtue of their positions and titles, 
there are always informal leaders
 

who exert influence because of their age, reputation, experience, or the 

sheer vigor or competence of their activity. The "power structure" may 

even include persons who do not belong to the institution but who are none

the-less important in establishing policy and institutional practice. 

Leadership in complex institutions is usually a collective process in
 

which various roles - such as external political contacts, internal 

management, and program development - are divided among the members of a 

leadership group. In many cases, 
however, one man is the dominant personality 

and if he has innovative commitments, organizational capability and politi

cal skills, the enterprise is well-equipped with a very precious resource. 

Such a leader should be able to induce the key staff members to identify 

their oi ,n interests with the welfare of the orqanization and tile innova

tions it represents. Where these qualities are not present in the top man, 

it may be possible to compensate for them among other members of the 

leadership cadre. Where this is not possible, the prospects for the 
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institution to develop an innovative character will be severely limited.
 

Inmany cultures, loyalties are traditionally attached to the persons
 

who lead the institutions rather than to the institution itself. As a 

consequence, the status of the institution rises and falls with its leader

ship. The Western world's concepts of institution building tend to 

depersonalize the serviceq -n& loyalties of leadership. They are concerned 

with formation of an institution that has a life and character of its own, 

an institution which is recognized as a worthy entity and which receives 

adequate leadership services regardless of the current leadership person. 

This clearly calls for the development of depth in leadership so that the 

institution's character has stability and continuity. 

Leadership is perhaps the most important institutional variable. An 

institution without leadership may be out of control. Unless the leader

ship is committed to innovation and is technically and politically compe

tent both for its internal and external responsibilities, the enterprise may 

be in trauble even though its opportunities are otherwise favorable. 

Doctrine
 

Doctrine is the most elusive of the institutional variables, yet it 

is the banner which attracts public attention and which elicits loyalty 

and support. It is an expression of what the institution stands for, 

what it hopes to achieve, and the styles of action it intends to use. It 

is expressed in both written and oral form. Doctrine is not necessarily 

a single concept, hut rather a iroup of themes which are projected by 

the leadership to its internal and external audiences in order to gain and 

maintain un(lerstanding and support for Lhe institution and its purposes. 

It can be expressed differently to different audiences; e.g., the expression 
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of alumni thana group 

for the members of a legislative body. The former may view a university 

in terms of their employment prospects, while the latter will be more 

of institutional doctrine may be different for 

interested in its role in national development plans. Doctrine is more 

than just a listing of goals or a statement of purposes, although an 

institution with a doctrine will have goals and purposes clearly in mind. 

Examples of doctrine in the university world might be a commitment to 

providing services to the local community for one university, while
 

another's doctrine could be concerned primarily with teaching and scholar

ship for their own sake One Ministry may have a doctrine of loyalty to
 

its clientele - the people it serves. Doctrine for a tax collection agency
 

may he the efficient and uniform application of tax laws without
 

favoritism. A family planning unit may adopt a doctrine of making control 

of family size an integral part of the management of family resources. 

An insti tution must have a doctrine that is clear and consistent and 

that is understood arnong its personnel. Doctrine helps the personnel of 

an institution to communicate with each other, to develop a strong sense
 

of common purpose, and to set standards and priorities. This increases 

their satisfaction and the effectiveness of the institution in dealing 

with the outside world. The public image of the institution is established 

by its doctrine as much as anything else. Doctrine sets the tone for the 

way people think about the inqtitution, and it can he critical in the sur

vival, growth and development of the institution. 

An institution's doctrine will perhaps be the best indicator of the 

likelihood that the insti tution will satisfy the aspirations and expecta

tions of those leaders in society who placed it hi oh among the priorities
 

for national development 
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Program
 

The program of an institution is the sum total of its activities.
 

This variable has been called "the doctrine translated into action." It
 

is the set of plans it has made for its development and productivity,
 

It is the set of activities by which the institution converts its resources
 

into the products - goods and services  required by society. Program
 

becomes the means by which the institution's objectives are realized.
 

The program of a Ministry of Education is the operation of the primary
 

and secondary schools, and the teacher education, preparation of materials, 

etc., that are needed to support the schools. A Public Health Institute
 

may stress family planning, hut rely on other agencies for supplies, staff
 

training and basic research. The program of each institution will reflect
 

the influence of its current leadership and doctrine.
 

Program consists f overall institutional plans as well as the part
 

which is put into immediate operation.
 

Resources
 

The resources of an institution cover a wide variety of items. They
 

include the obvious things such as operating funds and physical facilities.
 

They include trained personnel as well as unskilled labor. They include
 

professional knowledge and skills in modern technology as well library
as 


facilities and special lab equipment. Resources also include less visible
 

items such as legal authority, political support, and a propensity to
 

channe. 
[ll together, these items represent the resources the institution
 

has at i1s 
command to convert into those items the nation needs for its
 

social and economic development
 

The availability of adequate 
resources does not guarantee outstanding
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institutional performance. But the unavailability of necessary resources
 

is certain to limit the institution's usefulness. 
 The wise and imaginative
 

use of available resources tends to increase their flow. 
 Thus the insti

tution's leadersLip, its doctrine and its 
program profoundly affect the
 

abundance of its resources. Resources in turn greatly affect an 
insti

tution's capacity to retain good leadership and to implement appropriate
 

programs.
 

internal Structure
 

The internal structure of an institution includes the formal and informal
 

patterns of authority, the division of labor among the component parts,
 

the flow of work and the channels of communication. Internal structure
 

is typically represented by an organizational chart, but it is more than
 

that. It includes a pattern for resolving differences and disputes that
 

inevitably break out over policies, priorities and resource allocations.
 

Internal structure provides channels through whicn ideas 
can move quickly
 

up or down in the organization and receive appropriate consideration at
 

each level.
 

Good internal structure facilitates effective manage:ent, but poor
 

internal structure can thwart the efforts of 
even the best leaders.
 

Internal structure can insulate personnel or segments of the institution
 

from undesirable political influences from the outside, but it can also
 

isolate them and prevent leadership from making needed changes. Therefore,
 

it is important to remember that internal structure is 
a variable,
 

and it can and must be altered to meet the institution's changing needs.
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Linkage Variables
 

The linkage variables have been separated into four categories since
 

each has a distinctive influence on the institution and must be thought
 

of in a different way. The strategies for cultivating and winforcing
 

the linkages in the four categories vary considerably, and this adds to
 

the value of this particular classification. The labels for the cate

gories may be unfamiliar to those outside the behavioral sciences, but
 

they are 
retained here because they are gaining acceptance in the literature.
 

Enabling Linkages
 

The enabling linkage variables ape those elements in the environment
 

which provide the institution with legal authority to operate and
 

which give it access to essential resources. This type of linkage includes
 

legislative acts which authorize the institution's existence and provide
 

for its support from public funds. An important linkage element here
 

is the relationship between the institution and those persons in authority
 

who influence the legal status of the organization.
 

Enabling linkages are needed to protect the institution against
 

attack and to guarantee its access to resources. This is especially
 

important during the early critical period in its life when it is developing
 

its capabilities but is 
not yet strong enough to deal with its external
 

environment on its own terms. Enabling linkages are also crucial as the
 

institution attempts to define or extend its 
area of responsibility within
 

society. For example, they help estohlish an agricultural univcrsity's
 

role in national research in relation to other universities and the Ministry.
 

Other organizations or institutions may resist such changes, and they can 
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do so most effectively if the institution can be challenged on legal
 

grounds Therefore, when a Ministry assigns a role to an institution,
 

it provides a very useful enabling linkage.
 

Functional Linkages
 

The functional linkane variables are those elements in society on
 

which the institution depends for its operation and for its contribution
 

to society. A university depends on the secondary schools for its supply
 

of raw. material, and it depends on government agencies and private business 

to employ its graduates. The university functions well or poorly because
 

of its complementary rel ations with both groups. 

Functional linkages include those entities which supply the things 

an institution needs to operate - students, data, technol ogy, training 

for personnel, complementary technical services, etc. They also include 

those entiti2s which require the product of the institution - graduates, 

training coursPs, cechnolony, information, services, books, etc. This 

is the category of 1inkanes that determines the institution's impact 

on society.
 

Tile functional linkages can be competitive as well as complementary. 

For example, the secondary schools may wish to give some vocational 

training to their students and place them in employment positions which 

are normal ly occupied by univers ity graduates. These interact*.)ns with 

the functions of the university could he distracting rather than helpful 

Functional inkages are formed with a wide network oi public and private 

agencies. Nany of these are helped by the innova Live impact of the new 

institution. They get better people, hetter services, better information 

or better products. Many other agencies find the new institution to be a 
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threat to their prestige, their prerogatives or their very existence.
 

Therefore, the functional linkages must be clearly perceived and properly
 

cultivated if the institution is to prosper. 

Normative Linkages.
 

The normative linkage variables in an institution's environment are
 

those elements thaL establish standards, that dictate norms, that protect
 

and propagate society's values. A common example is the influence of
 

religious organizations on family planning institutions. Other organi

zations that influence the, norms by which institutions are constrained are 

professional associations and government itself.
 

Nornative linkages are not always operative through specific organi

zations or agencies. They may derive from beliefs, customs and practices 

that prevail general K in a society. Imagine the influence of a Hindu 

society on a beef research institute, for example. Other illustrations of
 

normative linkages in society in general include reactions racial origin
to 


or caste, the influence of astrolocy on institutional programs, or the
 

preference for socialist principles.
 

in listing normative linkages as variables there is the implication 

that these norms can he changed - in fact must be changed if progress is
 

to be achieved There are, however, grave consenuences implied in attempting
 

to alter some of them, and such action should be undertaken with care.
 

Diffuse Linkags
 

The diffuse linkage 'ariables include those elements in the general
 

public thai: are not easily categorized. They represent individuals or
 

groups that are not formally or directly related to the institution. The
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parents of students form diffuse linkages with a secondary school.
 

Farmers in general interact with a supervised credit agency. The present 

and future clientele of an institution form the diffuse linkages.
 

The diffuse linkage elements tend to form the "grass roots" political
 

support for an institution. In the long run they may be the ones who pay
 

for the institution's support and who profit from the institution's
 

activities. Therefore, the diffuse linkages are quite important to
 

institutional development.
 

Transactions
 

The influences that the environment has on the institutional
 

variables are labeled "transactions." And the reverse flow of influence
 

by the institution on 
its linkage variables are also called "transactions."
 

This is the set of phenomena that is subject to strategies, tactics and
 

long-range plans in institution huilding. This is the door through which
 

external assistance enters the 
arena and exerts its influences on both
 

the institutional variables and the linkage variables.
 

The conversion of the static institution-building model into a
 

dynamic organism is achieved by energizing the transactions. This becomes
 

the subject of the next chapter on Implementation of Basic Concepts.
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CHAPTER IV - IMPLEMENTATION OF BASIC CONCEPTS
 

The basic concepts in Chapter III give a photographic picture of
 

the anatomy of an institution. Those who have responsibility for institu

tion building need to be able to convert the picture into 
a dynamic operational
 

scheme. Strategies must he devised for developing the qualities of leader

ship, doctrine, etc. Public support must be generated to pay for these 

institutional qualities. Institutional services must begin to flow. This
 

chapter deals with ways of operationalizing the basic concepts.
 

Why Build the Institution? - (What Outputs?) 

The praject with ,,hich the team leader is concerned has been given
 

high priority by national lanners, They have determined that the formation 

of this institution will be important to the economic and social develop

ment of the country. This means that they expect the institution to procuce 

something that will stimulate and promote development. The first thing 

that institution builders must be clear about then is the precise nature
 

of this output product, What does the institution produce that is so
 

highly prized by the public that they will pay in increasing amounts
 

for the cost of operation?
 

An institution has two types of products that "consumed" by theare 

public and which they are willing to pay for: a) current services, and b) 

influence. A third product is "consumed" by the institution itself: c) 

institutional reinvestments. Some of these products may not appear at 

first glance to be hiqhly desired by the public and therefore they require 

some explanation. 
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Current Services
 

The current services output of an institution is its most visible
 

product. It includes such things as 
research results, technological infor

mation, adult education functions, and trained personnel who are available 

for employment. These products serve as "leavening agents" for the 

development process. They are 
the tangible products of the institution,
 

and they are eagerly sought by the innovators in society.
 

Infl uence 

The influence produced by the institution is a deliberate effort to
 

change the environment so that the innovative services can be tried and
 

accepted by larger segiments of society. 
 It is also a deliberate effort 

to develop support for the institution. These services must he utilized 

by broad segmniilts of the economy if development is to occur. is partThis 


of linkage formulation of the institution.
 

Ihstitutional Reinvestments
 

Reinvestment outputs of the institution include additional training
 

for its staff members, internal reorganization for greater efficiency,
 

formulation of doctrine that keys the institution to the needs of society,
 

etc. These products are 
plowed hack into the institution to increase its
 

capability 
to produce "services" and "influence" and to keep it innovative
 

and progressive.
 

Relation of Outputs to Institutional Variables
 

The institutional variables of leadership, doctrine, program, resources 

and internal structure are not products 
thai are "consumed" by the public 
-




IV-3
 

they a? developed for the institution so that it can better produce 

"services" and "influence." These insLitutional variables have been 

identi r ed in Chlapter III as the mo st important ones to be concerned with, 

but they must be regarded by institution builders as interme(liate Products. 

It is the action of these variables that creates the output for the public 

and that curi- riute to society's development. 

The relation between the institution's variables and its ultimate 

output is represented diagramatical ly in Figure 3. 
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FIGURE 3. The Relation Between the Institution's Variables and its 
Final Product 

Intermediate Products Final Products 

(Variables) (Outputs) 

Leadership 1Action Current Services To Societ 
DoctrineProgramI Acticin I Influence To SocietyToScey 

Internal Structure Action 
Linkages 4 Institutional 

Reinvestments 

Plowed back 
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Resources for the Institution
 

The fuel that drives the institutional motor is resources. These
 

are of various kinds  some are quickly used up and must be replenished
 

regularly while others change slowly over time. The former are called 

"flow inputs" and the latter "stock resources." Institution builders must 

he concerned with both types of resources. 

Flow Inputs 

Flow inputs include funds and commodities. These are commonly accepted
 

and readily understood inputs. Funds may he made availabl as a general
 

"unrestricted budget" which can 
be used in any way the institution needs
 

them, or they may be earmarked for a specified "restricted" use. Commodities
 

include equipment dnd materials that are needed for institutional operation.
 

Stock Resources
 

Stock resources are the less tangible hut none-the-less real and
 

necessary resources that the institution must draw on 
if it is to fulfill
 

its dynamic, innovative role They include the institution's propensity
 

to change, the opaortunities for action, and the means with which to act.
 

Stock resources change rather slowly over time. 
 These, too, require brief
 

description. 

a) [Lpenresity to chanqe in an institution comes from the leadership 

or the staff members who have learned of better ways of providing services 

and who are motivated to put them into action, If the personnel of the 

insti tution are satisfied with the status quo there can he little institution 

building. Therefore, this attitude toward change within the institution
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is a necessary resource. It can be fostered by external agencies, but 

they cannot supply this resource indefinitely. 

b) Opportunity for action is provided in the form of a legislative 

law or a ministerial decree that enahles the institution to act. 

"Opportunity" might even come in the form of a new, institutional leader who 

sees a way around restrictive bottlenecks. In any case, this is the "door 

that opens" occasionally when things fit together well enough that the 

institution can move ahead. 

c) The means with which to act include the physical facilities, insti

tution's staff, the technological know-how, a planned strategy, etc. 

Thus, resources are related to the institution's other variables
 

as indicated in Figure 4.
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FIGURE 4. Relation of Institution's Resources to the Other Variables 

Institution's Resources Intermediate Products 
(Variables) 

From 
Society 

~> 

Flow Inputs 

Unrestricted Budget 
Restricted Budget 
Commodities 

.. 

-Doctrine 

Leadership 

Stock Resources // 

" -Program 

...."Internal Structure 

________________Lin/kages 

1 Propensity to Change /Li 
Opportunity for Action 
Means to Act 

PlI owed back . 
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The Institution Building Process 

In the foregoing sections we have looked at the output of the 

institution, the institutional variahles required to produce the output, 

and the resources needed to fuel the process and make it move. These 

three categories are diagrammed in Figure 5 to form the entire institution 

building process and they provide a complete framework for developing 

institution building strategies. Many details can be added to Figure 5 

for any particular institution, and the team leader is urged to fill these 

in as he develops action strategies with the institution leaders. 



FIGURE 5. The Institution Building Process 

Institution's Resources 
(inputs) 

Intermediate Products 
(variables) 

Final Products 
(outputs) 

From 
Society 

/ 

Unstricted Ludget 
Restricted Budget 
Commodities 

4 
Leadership 

Doctrine 

Program 
Internal Structure 

To 

Current Society 
Services To 

S 

Influence 2 et/ 

Institutional 
rRei nves tmens 

-

' 

Propensity to Change 
I Opportunity for Action 
,Means to Act 

___.____ (P1 ow-back) 
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Some of the details that are not included in Figure 5 hut which are of
 

importance to ins t itti on li l(ders involve the interaction anion 2 the variables 

called "intermedialte(2 products." Much of the strategy to he developed in

volves the relationships among leadership, (octrine, prograi, 
structure
 

and linkages. Much experience has been gained over the past twenty years
 

in this area, and the next section will summarize the insig hts that have
 

emerged.
 

Strategies in Institution Building
 

A strategy is a management plan for using available resources 
to
 

achieve desired results. It is couched in a set of general principles
 

that will he followed and it contains considerable flexihility in the choice
 

of tactics to be used depending on the circumstances that emerge as the 

process proceeds. Past experience in institution building can he cast in 

vets of principles that are availahle t the team leader for formulating a 

strategy. Thiq section will descrihe those principles as they pertain to 

the development of the individual variaoles described in Chapter III. 

The relevance of the principles to the overall process of institution 

building is seen iy referrino them to the diagram in Figure 5. The 

procedures for incorporating these principles into a well conceived 

management plan are decrihed in later chapters which relate the team 

leader to tile host insti ution and to the other melers of his team. 

The format for listing the inslitutional and linkage variables is 

that used in Chapter i1 in order to make easier transi tion to Figure 5. 
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Institutional Variables 
 Linkage Variables
 

ZLEADERSI
R__P_ 

Doctri ne 
 Enabl ing

Program T---- -AnsactionFunctional
 
Resources 
 Normative
 
Internal Structure 
 Diffuse
 

Leadership is a service supplied to the institution by a small group
 

of people Competent, effective leadership is 
a prime reouirement for 

success, hut it is also a very scarce commodity in any culture. Normally, 

at least one or two persons in the leadership group of the institution
 

will have many of these qualities They may, however, lack training in
 

the modern technoloay (stock resource) required to 
give the institution its
 

capability for havino an impact on society. 
 Therefore, in building insti

tutional leadersiip, these qualities must he sought among 
a wide variety
 

of institutional personnel 
and persons having such qualities must be
 

continually exposed to the new institutional doctrine and policy issues.
 

The innovativeness which is expected from the institution will 
most likely
 

come from new leadership that is carefully chosen, trained and eventually
 

placed in positions of influence Frequently, the eventual leaders will
 

not be found already in place at the beginnino of the project. Moreover, 

the doctrine or style of management requi red of the new leadership wil l 

he different from that of the older leaders. Hence, specific plans must 

he laid for (evelopment and tra1ninp of future leaders. 

All of the strategies for transformino the organization must take 

into account the quality of leadership that isavailable to thme institution. 

Certain questions should he posed in the very heginnlgf with respect to 
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leadership s1nce the an swers theseto questiors will determine the nature 

of the assistance required from the technical assistance team. For example: 

1, How fragile or how well entrenched is the leadership politically? 

technically:' 

2. 	How deep is the leadership structure? 
- one man or several?
 

3. 	Nlow intimate and influential 1is leadership among the real 

"power strLIc ture?" 

4. 	How hold and imaginative is the leadership in stimulating and
 

reward ing pe rformance? 

5. 	tHow committed in.the leadership to the innovative goals of the 

insti tut ion? 

6. 	ttow skillful 
is the leadership in linking the institution to other
 

public and private agencies so as to enhance its usefulness and
 

its success?
 

7. 	If the leadership pattern is not developino at a satisfactory
 

rate, what strategies are indicated 
for the project? 

These questions are lik ely to he emlbarrassi ng or awkward to pose and 

the answers will be subjective, poli tical ly tive and perhaps highlysens 


protective of key people 
 It 	is worth considerable effort, however, to
 

know 	 the answers to these questions even if they must be inferred from a 

variety of indirect approaches, 

The answers to the above and similar questions will dictate the 

strategies that: shmould he adopted by technical assistance efforts in 

strengthening the leadership of the institution It will he very 

important, however, to recognize holI the potori teniali and the l iii tationses 

in what can )eaccomplished from outside resources and influence on this 
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as well as on the other institutional characteristics. 

If leadership is adequate or if the potential is great, reinforcement 

from the outside must not compromise its development. If, on the other 

hand, leadership potential is inadequate the matter is a very delicate one 

and the strategy for strenithening this aspect of the institution must be 

weighed from every conceivable angle. 

The team leader is forewarned here, however, not to expect to be 

able to influence all institutional variables immediately. There are other 

aspects of the process that are available for influence even if the leader

ship category is temporarily stymied. [fforts exerted on leadership must 

not he counter-productive to the team leader's activities in the other 

aspects of institution building. 

Leadershi 1p 

FF OCT. lNE 

Prog ralli 
Resources
 
Internal Structure
 

The articulation of doctrine for an institution is the first order 

of business in an institution building project, since it sets the stage 

for the rest of the planning operation Doctrine specifies general insti

tutional goals and operational style, therefore, the elaboration, expression 

and manipulation of doctrine is an important responsihility of those who 

are guiding institution hLildinq activities. Failure to deal with doctrine 

means that the orglanization will 1 ( Ia common set of pJurposes. Its 

image in the environment, may l)e ainblg uous and lack credibility. It may 

drift opportunistically into activities which are easy hecause its sense
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of 	purpose is obscure. Leadership will thus fail to use the power of 

ideas and symbols to guide the insti tt ion in its internal development
 

and in interaction with its external environment
 

One of the dangers encountered in prokiding technical assistance in 

institution building lies in the possibility that there will be disagreement 

on 	 doctrine. Not only may there he disagreement between the team leader 

and 	 the officials of the host government, but there also is a strong 

possibhility of differences in doctrinal views among the members of the
 

technical assistance team. To the extent that a different doctrine is
 

expounded by various members of the 
 technical assistance team, the
 

total overall effectiveness in instaLinL en huilding will be reduced.
 

In 	 fact, there are a few recorded cases in which institutional progress 

has 	 almost come to a standstill because of wide divergence of opinion on 

doctrine.
 

There is, however, a degree of flexibility in doctrine. As stated 

earlier, themes can he given different emphases for different clienteles; 

they may also he modified over time as the institution faces new problems 

and 	 learns from experience. Thus, doctrine motivates personnel, establishes 

expectations about institutional performance, and helps to prepare the ground 

and substantiate shifts in the instLitution's emphasis, activities and 

outputs. 

The team leader will wish to ask a number of questions about the 

doctrine as it is being formulated for the institution, For example: 

I. 	 Is the new role for the institution a realistic one; i.e., is 

it consistent with the real needs of the country? Is it being 

accepted both internally and externally? 
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2. Is the doctrine well articulated by the institutional leaders?
 

3. Does the doctrine have the necessary innovative qualities 

that will permit the inst itution to effect changes in society? 

and to make necessary internal] changes? 

4. 	What proportion of the administrative and professional staff 

understand and actvely support the doctrine'? 

5. 	What are the social and political conflicts generated internally
 

and externally h, tne iisLi tli o s doctrine? How can these 

tensions he resolved if they exist? 

6. 	What official and public support already exists for the insti

tutin's doctrine? How can this he huilt upon?
 

It is natural t(, 
 assume that the doctrine wihich has been articulated
 

for the institution corresponds very closely 
to 	the team leader's
 

own 	feelings in the matter IHopefully, he was selected for this position
 

because he strongly subscribed to the institution's anticipated doctrine.
 

It 	is hazardous, however, for both the team leader and the 
institution's
 

leaders to make such a tacit assumption withiout an overt and explicit 

attempt to verify this assumption at several points along the road. 

Communication about doctrine is difficult 
even where two parties are using 

the same language and come from the same culture. It is even more difficult 

to le sure that there is complete un(lerstanding on such subtle matters 

when 	words come from different languages and when concepts from different
 

cultures carry completely different connotations.
 

The team leader is well adivled to participate in a number of
 

discussions and exchanges with the official 
leadership and with the
 

technical staff of the institution early after his arrival to explore
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their mutual understanding of the institution's doctrine, the implications
 

of that doctrine for the institution's capakility to influence society,
 

and also the implications of that doctrine for the personal 
and professional
 

lives of the institution's staff 
 Such exchanges will serve two important
 

purposes. 
 They will Insure that the institutional leadership is formulating 

a specific doctrine, and they will also insure that there is mutual under

standing of this doctrine by the leadership of the institution and the
 

leader of the technical assistance team.
 

The underlyinq philosophy nf the institution - its doctrine - is too
 

important to he 
left to chance development. Once there is reasonable
 

concensus and mutual understanding on the hasic 
 goals, objectives and
 

philosophy on which the institution will be developed, there is solid
 

ground for institution huildino.
 

Leadership
 
Doctrine
 

I
LPROGRAM] 

Resources
 
Internal Structure
 

Program is the "converter" in Figure 5 that transforms 
resources into
 

final products. The development of an institution's program involves a
 

set of choices about how the organization will apply the 
resources it
 

has available and what line of product or services 
it intends to provide.
 

It is through its 
proqram of action that the technological and social 

innovations for which the institotion stands are converted into specific 

products and services. It is through the program that rie institution
 

affects national development
 

Programs tUnd to be formulated in response to legal mandates, public
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pressures, opportunities for additional support, or the general
 

priorities held by the institution. Thus, the wise choice of programs
 

will 	represent a delicate balance of attempting to satisfy the most urgent 

demands by society with the relatively meager resources that are available
 

for 	the operation Program development should not only attempt to meet
 

the 	immediate needs of society for certain services 
or 	products, it will
 

also 	realize that continued support from the public will only come as
 

a result of the successful execution of programs which are already
 

supported from public funds. 
 In 	Figure 5 the "outputs to society" generate
 

"inputs from society "
 

Programs are not formulated in a vacuum. One dilemma that often
 

confronts the imp]ementation of institutional programs is that they tend
 

to generate opposition or competition among important groups in the
 

environment, Therefore, effect1ve programs 
must be perceived by the 

clients as deli veri ng a substantial ma rgi n of bencfi ts to society over 

and above the dissa:isfactions and opposition which arise i n some quarters. 

Several questions are helpful in formulating an institution's program 

and in assessing its relevance and adequacy from time to time. 

1, flow completely has the institution programmed its activities? 

Are they planned in advance rather than ad hoc? Are they well 

bal anced? 

2. 	How relevant is the program to the country's needs and the stage
 

of the country's economic, social and technological development?
 

3. 	How widely is the total program understood by the staff? How
 

strongly are they committed to it?
 

4. 	Is there agreement between the institution's program and its doctrine?
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5. 	 What qua] ity and quanti ty of results can be produced by the 

intended program? 

6. 	 Does the program utilize the hest technology available to the 

institution? 

7. 	 Is the program tailored to available resources so that it may 

yield important and visible results within an acceptable period 

of time? 

The strategies which the team leader may consider for building the 

institution's program are strongly influenced by the institution's long-range 

goals. If there is initial success by the institution, there will be 

strong pressure for it to broaden its pronram into certain areas which 

are not served by other agenc; e[; or which are served inadequately. There 

is also strong temptation to broaden the program i into new areas just because 

they seem at the moment to have strong potential for later support. It is 

difficult for the host institution to resist such pressures and external 

assistance can he very useful in holding the institution to well conceived 

plans. 

There is a tendency for developing institutions to undertake a much 

larger spectrum of activities than can be accommodated by the institution's 

meager resources. This is usually done with a view to pre-empting as many 

activities for the institution's future operations as possible. Such a 

procedure tends to lead, however, to serious dilution of resources in each 

individual area and a consequent mediocre or poor performance by the 

institution as a whole. 

The political strategies for limiting the scope of tile program to 

what is commensurate with current resources and for concentrating on those 
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aspects of the programs which are of highest priority for national needs 

require considerable planning and careful execution The institution cannot 

be innovative if its programs are seriously undersupported. At the same 

time, it cannot generate more support if it is not producing exciting 

results even with the limited resources presently at its command. The 

optimum balance between the quality and the breadth of the program under

taken is at the heart of this dilemma. Again, the normal strategy preferred 

by host nationals tends toward a broad scale program followed by attempts 

to find adequate resources to support it The experience of the last twenty 

years of technical assistance strongly docunients that this approach courts 

failure from the start
 

A common failing in past institution building strategies has been
 

an assumption that society will wait patiently many years before seeing
 

major returns on its investment. This has been particularly hazardous
 

in countrius where the political climate is unsettled and where political
 

leadership changes frequently. An important element in program strategy,
 

therefore, includes provision for producing a reasonable proportion of
 

early, visible results which can he used in public relations activities to 

generate increased support for the institution. 

It cannot be over-emphasized that good publicity on the progress 

,fthe institution is required almost every month of every year to keep 

the public interested in the inti ut ion's overal1 development. This 

means that "critical mass" levels of input must Ie achieved in individual 

segments of the overall program one by one. That is, there must be sufficient 

concentration of effort and resources at one place to insure rapid take-off 

of that part of time program. It is not good strategy to spread the 
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resources evenly over the cntire institution and then wait for several years 

before any c-e segment is strong enough to attract public attention. This 

will be a very difficult decision for the leadership of the institution. 

They must generate and maintain enthusiasm in all departments or sections 

of the institution, but they cannot afford to scatter their limited 

resources thinly over the entire program if they are to have the visibility
 

that is necessary to keep the public aware of the institution's existence and
 

its promise for society. The team leader can be an effective voice in
 

developing this type of strategy.
 

Leadership
 
Doctri ne
 
Program 

M# [ RESOWURCE[S] 

Internal Structure 

The responsibility of leadership is to so use the resources that
 

maximum benefit wi11 he derived from them, and to so manage the affairs 

of the institution and its linkages that resources will continue to be
 

made available to it. Inmost cases unlimited 
resources do not exist and the
 

institution will need to 
"make its case" for public support in competition
 

with other institutions and agencies When the benefits to the society
 

are so great that the continuance of the institution is deemed essential,
 

resources are generally forthcoming. In cases where the outputs are few
 

or where these outputs have little value or meaning to the interested 

public, resources will proIaay he channeled elsewhere. 

Perhaps the most important single resource in institution building is 

technical staff. The development of a properly prepared staff is both a
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long-term and a continuing activity and at the same time a very costly
 

one. Staff development is a major task of leadership, and possibly no 

single factor is more indicative of effective leadership than the way
 

personnel resources are developed, up-graded and used. 

Staff development is a continuing function of institution builders. 

Personnel is saldom available in the labor market with the precise skills, 

knowledge, and programmatic commitments that are rnqurred for effective 

performance by an innovative organization. The development of appropriate 

skills may require 1ong-term investments Meanwhile, inadequately skilled 

personnel will he performinn at a modest level and on a limited range of 

activities despite the ligh hopes arid expectations of the public. There

fore, the instit ution must he prepared to make some sacrifice in the output 

of services while it is investing in the more advanced training of its 

sta ff The balance hetween services to society and reinvestment in the 

institution will always he important, hut it is particularly difficult 

in the early stages of institutional OIevelopment This is when the tam 

leader must he most skillful in utilizing external resources to achieve 

this balance.
 

Facilities and equipment are major iteis of expenditure in the develop

ment budget of tIre institution. To maintain the status quo requires little 

additional funding. / corimirent to change, an innovative program, poses 

a substantial probl em since it frequeniny reruires rore facilities and new 

equipment. There is qreaL temp tation for iristitutiona1 leaders and tech

nical assistance agr rcies to s[lurge on hihly expensive, sophisticated 

facilities that are "r i. ge pieces" which neithier contributehut strongly 

to the institution's total program nor can he justified by the institution's 
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own budget. These "white elephants" are found in virtually every develop

ing country and are lonurents to poor judgment on the part of external 

assistance agencies. Imagine how much high priority, practical research 

could he supported by the cost of nstallinc and maintaining an electron 

microscope! 

Information about new technolog ies and their" potential in the environ

ment of tire inst itut1on 1.san indispensable resource It must he 

collecLed, analyzed, processed, stored, retrieved, and disseminated 

and applred when needed The uns Li Lu L on must he sensi ti ve to changes in 

the environroment which might represent ne. opportuniiLes or potential dangers 

for the instLitotion's programs, Therefore, 1eadership must invest energy 

in es ta b li sri ng an inforra tion sys tem and mai nta i ni ng i ts informational
 

resources 
at a high level of efficiency. This includes library facilities, 

technical contacts with the outsirde world, technical knowledge of staff, etc. 

The 0 d cl i che tLa L "money may not he everythi ng but i t 1s far ahead 

of anything in second place" is just as appl icaIrle in institution building 

as in any other activit'y, and leadership is responsihle for insuring a 

reliable flow of funds. It must do so, however, without sacrificing the 

important innovative objectives of tie institution. It cannot afford 

to compromi se its doctri ne or to dil ute its program for the sake of momentary 

support for activities whichi are not consistent with the institution's 

major objectives This is perhaps one of the hardest lessons to learn and 

to adhere to. 

The team leader would be well advised to ask the following questions 

about the institution's resources. 

1. What are the propsects for continued and increased financial
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support from sources inside the country? Are they commensurate 

with the requirements being built into the institution or must 

the institution's future depend on continued externa1 support? 

2. 	What is the capacity of the staff to Lrino their full technical 

training to hear on the instit ution's outputs? Are they over

trained for the 
resources available? Are they too specialized for
 

the tasks at hand? Is their traininn only applicable in other
 

cultures?
 

3. 	What provisions are developed for uporadino the capability of
 

the existino staff and for a continuino sunly of new, better
 

trained staff? 

4, 	What provisions are made for maximizinn the use of library facilities 

and the scarce sophisticated eouipment and laboratory facilities 

within the institution? Is their mananement philosophy one of 

protectinn and preservina these resources, or of exp1oiting and 

utilizing them to the fullest extent possihle? 

5. 	What stratenies are contemplated for improvino all catenories 

of resources for the institutiion? Especially the "propensity 

to chance" and the "opportunities for action?" 

The team leader will need to consider not only what strateqies are 

appropriate for the leadershilp of the institution to undertake iiiimprovino 

its resources, hut he will1 also need to nive caref|:ul1 consiJeration to the 

relationship between external resources and those that 	are neneratei from 

local support. At some pre-determined point in the future they must all
 

be provided from local sources, and the team leader's every move should have
 

this 	clearly in mind. 
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Leadership
 
Doc tr ine
 
Program
 
Resou rces 

F _NT[Rf TLC[R 

The internal structure is the vehicle through which institutional 

management is performed The existing structure perhaps emerged as a 

compromise between institutional needs and personal desires It is 

likely to be protective of the "power structure" that installed it It 

undoubtedly served many use ful purposes in Limes past However, if the 

internal structure does not. efficiently serve the present institutional 

doctrine, program and resources, then iL should be carefully re-examined. 

Internal structure is an institutional variable, and it should vary 

over time in a manner that will serve the other variables most effectively; 

i e , re(organization must take place from time to time. 

Many organizational patterns derive from local custom or from norms 

prescribed by higher units of government These may seem odd to the team 

leader from the outside who is unfamiliar with the local environment. The 

team leader may feel a strong temptation to suggest radical organizational 

changes soon after his arrival His thoughts should be strongly guided 

however by the principle that the primary purpose of organizational 

structure is to facilitate the productivity of individual staff members, 

He should answer the following questions either formally or informally 

before proposing serious changes in organizational structure: 

1 	 Are there serious deficiencies in the organizational structure, 

or are most of the difficulties traceable to personnel weaknesses 

and conflicts which no amount of reorganization will cure? 
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2. 	 Has the institution been over-organized to the point of having 

"all chiefs and no o;rkers"?
 

3 
 Dues the orgarization facilitate the guidance and leadership
 

services or management as well as the usual control functions?
 

4. 	Does the organization provide incentive for good performance and 

a sense of cohesion and loyalty among the staff? Does it encourage 

staff commitment to the institution s innovative doctrine? 

5 Does the orlaniza ion strike an appropriate balance between a 

sufficient "centraiization of authority to provide leverage for 

change," and a sufficient decentralization to encourage ideas, 

decision maLing, and responsibility at middle-management levels?
 

The team leader should assure himself that major gains in efficiency 

of operation can be realized from possibly traumatic changes in organiza

tional structure before he embarks on paying the price There is the 

possibility that the existiny structure may he just as efficient in coping 

with the local environmen t as an organizational structure introduced from
 

a foreign culture On the other hand, it is possible that a different
 

organizational structure is part of the innovative process required by the 

institutional doctrine.
 

Effecting a new organizational structure is usually complicated by
 

the presence of incumbents in inportan t positions who are either unproductive 

or uncooperative but who are protected by political support to such an 

extent that they cannot be removed or "organized out" of thieir present 

positions Thus, reorganization of the institution's structure may not 

be 	 feasible in the immediate future, but plans should be made to take 

advantage of the opportunity when it presents itself at some unexpected 

moment in the fu ture 
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Linkage Variables 

Effective institution building requires simultaneous attention to
 

building the organization and to managing its environment relations,
 

Figure 5 shows linkages as part of the intermediate products and also as 

channels for part of the final output (influence) Some leaders are more 

interested and more effective in the internal management of their organiza

tions than in guiding their external relations The development of an 

institution, however, is not done in isolation It responds and interacts 

with a wide range of organizations, groups, and individuals "Influence 

on them" is a vital part of the total institutional output An 

"institution in the present context cannot be effective and at the same time 

be isolated from the on-going activities of the community which it must serve, 

It was common practice in the past for technical assistance agencies 

to avoid participation in the development of institutional linkages. That
 

bordered on involvement in internal political affairs that was reserved
 

i:or host nationals It is now apparent, however, that the development of
 

the linkage variables is so important to institutional progress and success
 

that it must necessarily be the concern of all who are interested in seeing
 

the institution prosper
 

Linkage Variables
 

Leadership ENABLING I4
 
Doctrine Functional
 
Program Noaansactions
N ative 
Resources D iffuse 
Internal Structure 
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A public institution cannot function very long without benefit of 

official authorization from government. The particular role which a 

new or remodelled institution plays in national development can be greatly
 

enhanced or severely restricted 'iythe status of its legal backing
 

Official pronouncements, at whatever level and in whatever form, are 

important elements in an irstitution s environment If they are favorable, 

they need to be cultivated and strengthened If they are unduly restrictive 

to institutional development, a corrective strategy must be devised
 

It is common experience for an agricultural university to undertake 

a program of agricultural research and extension only to find itself 

challenged by the ilinistry of Agriculture which holds legal authority 

and responsibility for these activities 
 If the university is to move
 

into this new activity in a successful manner, it will need strong
 

enabling linkages, and these will probably come from the Ministry itself., 

Similarly, a family planning program that is challenged by a religious
 

group will 
be in less serious trouble if it is backed by legal authority-


The team leader is cautioned that enabling linkages are likely to
 

involve sensitive political issues, therefore, his most effective influence
 

will be 
in developing ideas and strategies with institutional leaders and
 

not in their actual execution
 

Linkage Variables
 

Enabling 

[FUNCTIONIAL I 

No rma ti ve 
Diffuse 
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Functional 1inka 9,5 are the essence of getting the "current services" 

output of Figure 5 to society The "service" that is stored within the 

institution is useless Functional linkages involve cooperative relations 

with other agencies, and the efficiency and effectiveness of any single 

institution is highly dependent on the performance of the other units in 

the system It is vitally important for the team leader to recognize that 

the new institution is only one of several elements in a complex of 

institutions providing related services A proper understanding of how the 

host institutions fit into the system will be immensely helpful in planning 

a linkage strategy for the consumption of the institution's "current 

services" output 

Ideally, the many institutions providing all of the services to a 

particular sector of society form a coordinated system In reality,
 

there is often fierce competition among them for resources and jurisdiction,
 

and the emergence of an innovative institution in the system may be
 

resisted as a threat There exists, then, a real need for all of the
 

participants in the system to realize that they are part of a system.
 

Noreover, they need to establish mutually supporting relationships (func

tional linkages) rather than antagonistic relationships or no relationships
 

at all
 

A useful tool in planning functional linkage strategy is a chart
 

which relates the services required by a sector of society to the system 

of organizations providing the services The services that are
 

needed by the clientele of host institutions can be listed along the 

horizontal axis of a table On the vertical axis can b. listed all the 

institutions and organizations providing these services The matrix will 
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show that some services are provided by several institutions and other
 

services are not now provided by any of the institutions This kind of
 

table will help institutional leadership to identify points of potential
 

conflict and areas where cooperation w-ith other institutions is needed-


Linkage Variables
 

Enabling
 
Functional
 

[NORMATIVE
 

Diffuse
 

Normative linkaaes are largely concerned with the "influence" output
 

of Figure 5. They involve relationships with other groups who share an
 

overlapping interest in the objectives and methods of the new institution.
 

They are closely associated with religious beliefs and cultural values and
 

other "norms" held in society, and therefore they are likely to involve 

emotional rather than economic reactions. These linkages are more likely 

to be fraught with traditionalism As such they may represent the very 

antthesis of the institution s attempts to change and modernize various
 

elements of society
 

The existence of these norms and values in sectors of the society
 

will affect the feasibility, process and strategy of institution building.
 

Depending on the nature of the normative linkage, it can enhance or hamper 

the institution building process, and it is a strategic element for action
 

and analysis
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Linkage Variables
 

Enabling
 
Functional
 
Normative 

DIFFUSE
 

Diffuse linkages are the relations with the general public, and the
 

vehicles for delivering the "current services" in Figure 5. These are
 

the objects of institutional reporting on radio, TV and newspapers.
 

The general public is usually relatively slow to react to institutional
 

activity, but in the long run these "grass roots" elements are the ultimate
 

benefactors from the institution's production. In the long run they
 

exercise considerable political influence on government, and therefore
 

their support is very important to an institution.
 

Strategies for cultivating and reintorcing the diffuse linkages may
 

be the ones in which the team leader can be most helpful. The techniques 

of i,. Lummunication are available and useful. The political sensitivities 

are less here than in the other linkages The entire staff of the
 

institution can be brought into these activities. And best of P", they
 

pay handsome dividends in institutional support.
 

In summary, Figure 5 portrays the dynamic system in which an insti

tution operates Strategies for influencing the system can be developed
 

logically and efficiently by starting on the right hand side of the diagram 

with the "outputs" thaL are expected from the institution The efficient 
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production of these outputs requires certain "intermediate products" 

the variables of the institution building model. The fuel required for 

action is the "inputs" on the left side of the diagram. Optimum use of 

external resources requires careful examination of the needs of the various
 

components in the entire system. 
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CHAPTER V - THE TEAM LEADER AND THE HOST INSTITUTION AND HOST GOVERNMENT
 

First Things First
 

The first requirement upon arrival in the host courtry is for the team
 

leader to have a very clear understanding of why lie is toere and what he is
 

supposed to accomplish. It will help to state a few unacceptable reasons
 

for his being there in order to sharpen the focus on the positive side, He
 

is not there to enhance the image or the power of his sponsoring agency.
 

He is not there to keep peace among his team members. His purpose is not 

to save project money or to help individual people. All of these may be
 

useful and desirable by-products of the nroject, but they are not the
 

central, primary reasons for his presence,
 

The basic purpose of the nroject is to assist the host country leader

ship in building their institution. It is their institution that must be
 

designed to serve their country, and primarily it is their resources that
 

must be committed to its development and continuity. The team leader must
 

prepare himself mentally from the very beginning to gear his own efforts
 

and those of his team members to this central focus. The diagram of the
 

team leader's world in Chapter II places him in the center of his universe.
 

That was done to betteir portray the various facets of his managerial
 

responsibility. The center of the project's universe, however, is the host
 

institution as indiated in Figure I. The institution's leaders and their 

colleagues and supporters in host government are the main actors. The team 

leader -ind his team are supporting cast. 

The detail with which the team leader's role is spelled out in formal 

documents varies with different assisting agencies and with different types
 



V-2
 

of projects. In some cases the ternls of reference are very specific and
 

leave little to the imagination or the ingenuity of the team leader. In
 

other cases the role is vague and the team leader must develop his own 

guide lines as well as a specific plan of operations. In every case,
 

however, the team leader will first need to assess the stage of development 

of the institution, and then design his project activities in a manner that 

will aid and complement the institution's efforts. He will determine what 

the technical capacity of the leadership is and what is the level of their 

experience in forming the particular kind of institution being planned, 

This will indicate whether the team leader must initially provide some 

leadership services to the institution or whether his role is more appropri

ately one of a colleague and staff member. If his role is to include some 

initial administrative responsibility in the in-itution, it is urgent to 

have a definite plan for phasing out of that role at the earliest possible 

moment A plan of operaLion thal is shared with the host institution and 

government promotes trus'. and close relationships, and it leads to the 

development of a common set of expectations among all concerned. 

If the project is new, the team leader has a wide latitude within 

which to establish his role and style of operation If, however, he takes 

over an on-going project he will find that a network of activities, 

expectations and relationships already exist Under these circumistances 

the team leader must first understand these conditions before setting out to 

develop his own plan. 

The team leader can expect "overload" on the part of host institution 

and government officials as well as on himself The process of national 
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development characteristically produces overload. There is over-commitment
 

resources and severe 
overload on key leaders and decision makers. Under

development has often been equated to undermanagement; i.e., people in top
 

positions are so few that they Lend to be involve6 in too many things at 

the same time They move fast between positions and only a fraction of their
 

time and attention can be allotted to any one nroject 
 Under great pressure,
 

these people must necessarily assume that the data on which they operate are
 

reliable and that even hurriedly reached agreements with colleagues will
 

stand up in practice. Often, they have no 
Lime for follow-up or follow-through.
 

For them a mere idea often implies a plan, the plan a well worked out project,
 

and the absence of objections a commitment to act.
 

The team leader has not
to be careful to be caught up in this overload
 

maelstrom and find that he too is committing the same errors. The key
 

solution to this problem is to make a careful 
plan of what he is to devote
 

his energies to, and then be sure that these activities and functions have
 

a priority claim an his time and efforts
 

Settling Into The Project
 

When the new team leader arrives in the host country, he becomes the
 

team's primary contact with top management of the host institution. He 

carries the major responsilhility for progress at this level There is a 

useful sequence in his relationship with Lop management which he can 

follow, and this is described in detail in Chanter VI. If he joins an 

ongoing proiect, he wil pick up the relationship somewhere along this 

continuum, the precise location depending in part on the performance of
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the previous team leader, his personality, his style and his success.
 

But even in an ongoing project the new team leader has to start at the 

beginning with becoming personally acceptable to his hosts and in demonstra

ting his technical competence. 

Personal and Technical AcceLptance of Team Leader
 

For the host institution, accepting the team leader may involve a
 

belittling admission of inadequacy If its 
 leaders like the team leader
 

personally, his help is easier 
 to accept Developing good personal relations 

with the insLitution's leaders therefore has high priority for the team 

leader when he is new When this is achieved, then he must show that he is
 

technically comoetent to 
provide the help needed to accomplish the task 

building an institution
 

Although the teami leader's 
efforts have to be supported by the whole 

team and individual team members can help out in specific tasks, respon

sibility for the project's pro,!ress with the institution's leadership is 

almost complei:ely his Success of the project is impossible without a 

high level of performance on part. must win acceptance, inhis lie which 

turn actually increases the team's effectiveness. 

Contact and Rapport with losL Institution Leaders 

The team leader mumLst have frequent close contact with the top adminis

trator and others in tle leadership group, hoth inside the institution and 

in the government an( other centers of power. This is not melely a matter 

of getting to know what is going on in the institution. Sufficient informal 

contact has to be maintained with the decision making group to gain their 
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confidence and retain rapport. Only through such rapport and by under

standing the power structure, can strategy be successfully employed to 

accomplish project objectives. 

Basically then there is nothing more urgent for the newly arrived 

team leader than to get to know the people lie will work with, and to enable 

them to get to know him. lHe needs to know, most of all, the leadership 

of the institution and relevant sectors of the Tgovernment. his means 

that "people" activities take precedence over "things" activities. The 

team leader must. devote time to listening and being listened to, to 

checkingi out his priorities and preferences with those of the leaders of 

the 	host institution, to asino about an( clarifying unstated assumptions, 

to being a person open to influence and questioning. 

Perception of Country Needs and Definition of Host Institution Role 

The basic concept of the host institution producing something that 

society needs, which in turn will merit public support is both sound and 

useful, The team leader can help the top management focus and articulate 

this institutional role and give the necessary leadership and stimulation. 

When the institution's attention is sharply focused on country needs, it 

is ready to pay increasing attention to its internal functioning, 

Once the institution has a clear concept of its role and its potential 

contribution to country needs , it will engage in a number of activities in 

which the team leader can be he lpfu l 

1. 	 [valuation of previous rehaLionships between the institution and 

its government Mid public
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2. 	 Establishing productive contacts with government and public entities 

at many levels. 

3, Developin, public realization of the institution's potential 

usefulness 

4, Achieving concensus between the institution and the government 

regarding the institution's role and responsibility. 

5. 	 Maintaining contact and rapport. 

6. 	 Ensurinj nublic support for the institution and complementary 

government agencies
 

7. 	 Planning and execution of specific strategies for institutional 

devel opment: 

Changes in the leadership of institutions in developing nations occur 

with high frequency and the likelihood of completion of all of the above 

activities under a single administration is low. When institutional 

leadership changes, many of the above stages will have to be repeated, until 

they become "institutionalized-" 

Elements of the Institution to be Affected 

The institution building model in Chapter III listed five institutional 

elements - leadership, doctrine, program, resources, and internal structure 

and four linkage variables. The team leader needs to make two judgments 

with respect to these characteristics; first, which are most in need of 

improvement, and second, which elements that need improvement arE most 

open to his influence 
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The Leadershi_ of the Institution
 

Inyears past the top leadership of institutions in the developing
 

nations was 
often in the hands of a senior person He had considerable
 

administrative experience but this was usually not acquired in a single
 

type of institution. 
 The second and third echelons of the administrative
 

structure, however, were much more likely to be occupied by younger persons
 

with much higher technical competence but with little administrative
 

experience. The delicate but essential part of the task of building
 

leadership has been to strengthen this middle layer of management personnel
 

while still retaining the experience and political strength of the senior
 

persons. Ways had to be found through which these better trained persons
 

gained experience inmaking institutional decisions and were available
 

when changes in leadership could be made.
 

The help which the team leader can give to institutional leadership
 

lies not so much in his ability to conceive better ways of doing things or
 

better policies to follow but in his capacity to explore objectively and
 

dispassionately with various institutional 
leaders the relative merits of
 

several alternatives 
 ligh relard is quite common for the team leader who
 

discusses the pros and cons of various approaches and who documents the
 

several views well On the other hand, team leaders who make dogmatic
 

recommendations on 
the basis that "this is the way we did it at home"
 

serve little purnose To affect the leadership of an institution, the
 

team leader is, therefore, best concerned with exposing the principles upon 

which policies and procedures should be based. For this, private, privileged 

conversntions with the senior man usual ly provide a more effective setting 
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than public meetings and seminars. The team leader may find it useful
 

to prepare himself for this line of activity by reflecting, perhaps for
 

the first time in his life, on the history of his own institution and
 

critically analyzing the influences which helped or hindered its development.
 

Doctrine
 

One of the greatest difficulties in offering advice abroad on attitudes
 

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 in which confidence can be established in the team 

leader's ability to properly weigh the values of the host nationals is for 

him to engage in professional activity jointly with those he seeks to 

influence Conversations in the field, the lab, or the classroom are 

generally more palatable and productive than formal conversations about 

attitudes and philosophy in the office or conference room. Influencing 

doctrine, like influencing leadership, is a delicate matter- The safe 

way of doing it, and often the most effective way, is indirectly through 

other doors that are open. 

Prorai 

Program must l)e carefully tailored to the country's needs, to the 

role which the institution is to play in the nation's developlment, and to 

the resources (human, fiscal, and physical) which are realistically anticipated 
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for the institution The team leader is not particularly expert in 

advance in these matters and he needs first to gain perspective and 

understanding of them himself This means resisting the strong temptation
 

to urge 
 the adoption of program elements based more 3n previous experience
 

than upon a realistic appraisal of the institution's environment.
 

The. optimum role of the advisor in influencing program content must 

include activities which give him a genuine understanding of the restraints 

of the local culture and custom in the operation of tile institution. He 

must have a fairly wide contact with the area to be served by the insti

tution to enhance his understanding of the country's needs. His capacity 

to interpret these needs will be greatly conditioned by his acquaintance 

with the country and its people One of the obvious ways of doing this, 

of course, is to travel within the country in the company of his local 

colleagues. Such forrays provide a forum for discussion of the insti

tution's role in the country's development and the realistic programs which
 

can give this role expression
 

Pesources
 

Institutions in developing countries are short of many resources, and
 

the most basic and persistent among these shortages are trained personnel,
 

Developing the institution's staff is therefore the team leader's best means 

for working himself and the rest of the team out of their overseas jobs. 

The crucial issue is to link staff development closely to institution building, 

its progress and its prosnects This puts inst itutional concern with positions, 

nuwbers and tilHing squarely along side the more comnonly considered question 

of selecting particular people for training. 
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Personnel training is such an important part of the leader's responsi

bility that it will be considered separately in Chapter X It is emphasized 

here, however, that the initial resources for staff training come largely 

from external sources and therefore the team leader has an active, nurturing 

part to play from the beginning 

It is somewhat uncommon in developing countries for institutional 

leaders to think of augmenting their funds and public support through culti

vating the great body of "rrass roots" constituents. Experience suggests 

instead that the basic decisions for support are made among a relatively 

sma1l ruber of influentaial people and, therefore, the normal procedure 

is to appeal directly to these for increased support The concept of an 

institution gaining support in accordance with the services it renders 

is quite novel and unfamiliar The most effective role for the team leader 

in this matter is to lead the institution into developing this general public 

support for its activities 

The team leader usually has at his disposal a limited amount of funds 

for program operation and to purchase certain commodities The wise use of 

these funds can assist the institution in initiating useful programs and in 

acquiring needed equipment that is otherwise unavailable. The unwise use 

of these funds, however, can persuade them to become involved in programs 

which the pul) ic will not continue to sunport, and it can litter their labs 

with "white elephant" pieces of equipment that are too expensive or too 

sophisticated to operate locally 

Commonly, the team leader will use his equipment Funds for purchase 

cf comiodities from abroad. This contributes to institution building only 
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if it is carefully timed with staff training and program development,
 

In the early stages the requirements are usually pretty standard and
 

predictable: whole laboratories, standard sets of books for the library,
 

vehicles of appropriate types and numbers. As the institution develops and 

its program is sharply focused or, the needs of society, however, commodity 

requirements become quite specific, and external assistance must be care

fully weighed to avoid enticing the institution away from high priority 

concerns.
 

Internal Structure
 

The team leader rarely has the opportunity to be involved in the
 

development of an institution's organizational structure from the beginning,
 

There is nearly always some type of organization in existence, and while
 

the team leader may prefer an alternative organizational arrangement, he
 

should carefully weigh the probable consequences of reorganization. Most
 

organizational changes which are suggested on first sight are normally con

ceived as means of getting around bottlenecks caused by existing personnel,
 

If the offending persons were appointed to their present positions because 

of Political influence, it is not likely that they can be "reorganized 

out of the picture," On the other hand there are basic organizational 

principles which affect the efficiency of management and of servicing 

institutional programs. Such principles must form the basis for reorgani

zation proposals. 

tinkages
 

The main point to be made about linkages is that this aspect of
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institutional development has been neglected far too much in the past. 

Therefore, the team leader has to plan for their develonment with more
 

determination and imagination than he needs for the other more obvious
 

elements of inrtitution building Through linkages of various kinds 
flow 

the institution's resou;'ces :nd its products, they constitute the network
 

of its essenti relations with the world outside
 

Hence, their development is central to institution building, Failure
 

of linkages is very common and very costly. New institutions, like newlyweds
 

and new Presidents, have a honeymoon period of hope and public acclaim. 

By the time that is over the new institution is ,Judged by how good its 

services are, how helpful and cooperative it is, how competitive it is 

for scarce public funds, and how many people demand its continued suppcrt.
 

Institutional linkages even important its
become more when purpose is 

highly innovative and when the Political environment is highly unstable. 

Dilemmas in the Team Leader's Work 

Dilemmas are at the heart of the team leader's work, and experienced 

team leaders have identified the following as some of the most important 

in institution building 

Dependence and Independence vs Collaboration 

The institution to he built is to be innovative. It must develop a 

life and character of its own, but it cannot be ,u innovative that it 

loses touch with those it is to influence On the other hand, it cannot 

permit tradition to suffocate its innovative character. It is the strategic 

task of the institutions leadership to manage these conflicting tendencies. 
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Mo team leader is often confronted with leadership in the host country 

that is imbedded with tradition, and he is forced to represent the major 

innovative element for the institution's leadership. How innovative, how 

different, can the team leader be and still be effective? Too little would 

mean ;iot making the major difference that external assistance sets out to 

make, Too much would mean either "taking over" the new institution and being 

its head in all but title, or getting walled off by the institution's leader

ship. 

The dilemma can be addressed in a variety of ways if the team leader
 

is conscious of the problem and does not 'ose sight of the ultimate objective;
 

namely, the development of innovative leadership.
 

What matters most in developing a suitable strategy is not the speed
 

and degree of innovation the team leader can get away with on his own, but
 

what he can get the institution to accept and stay with over a long period,
 

What he wants to avoid are the extremes of a leadership so dependent on him
 

that it will be disabled when he departs at the end of his tour, versus a
 

leadership so independent that technical assistance has little effect.
 

Immediate vs long-Term Gains
 

Immediate demands will continue to crowd in on the team leader's time
 

just as they do on the leadership of the institution. It is easy to become
 

so involved in short-term action programs and internal structure problems
 

that the basic needs for development of doctrine are ignored, The greater
 

the rapport with institutional leadership the greater will be the pressure 

to participate in solving immediate problems. The most lasting contribution
 



V-14
 

from the team leader, however, will be in the full adoption of a doctrine 

that is adequate for the innovative role of the institution. 

One solution of this dilemma lies in the continual involvement of 

appropriate team members and their counterparts in resolving some of the 

immediate demiands Th is wi I I heave the added advantage of bringing a 

broader institutional base into the administrative decision making process, 

For instance, the team leader iiay be asked to sit on all staff selection 

boards A\fter doino this a few times he may be able to advise his counter

part to delegate preliminary screening to department heads, This strengthens 

the institution's internal structure and saves the team leader and the 

institution's head needless hours of work -Iore basically it is an example 

of a principle which can be incorporated in the institution's doctrine: 

that tasks will be distributed according to functional efficiency and
 

economy.
 

Extensive vs Intensive, Fast vs Slow
 

One of the changes that development brings is that new institutions 

are assessed more by what they produce than by their traditions or the high 

social status of their leaders While the team leader supports this view, 

he recognizes that this could pruduce a multitude of short-term, uncoc:'di

nated programs deliberately designed for high visibility- The alternative 

extreme is to commit the entire program to long-term priority needs that 

,.i 1l require many years to show results 

The resolution of this dilemma Iies in helping the institution to 

commit its major program resources to the longer term needs and use external 
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resources to accomplish the more transitory activities, This will assure
 

a reasonable mixture of the two, and it will leave the domestic support
 

where it ought to be in the end 

Programs for Resources vs Resources for Programs 

Programs and resources must be planned together if the project is
 

to be successful. Experience has shown that when programs and resources 

are not carefuDy coordinated, one of two situations develop: either a 

broad-scale program is scheduled in the hope of attracting funds later or 

resources are aggressively solicited with little regard for the type of 

program on which they must he used This poses the serious dilemma of 

whether to wait patiently for sufficient funds to execute the innovative 

programs that the institution is being designed for, or to acquire staff, 

equipment and operating funds for other activities in hopes of eventual 

return to the primary role. 

Again, a middle course is recommended, but only if the institution 

realizes the constant danger of being lured off course by temporary grants, 

Resources are the one component in the institution building model where
 

the team leader has some power as well as influence. Directly, he can ensure
 

that external assistance resources get well used 6eyond that, the team
 

leader can regulate the rate of flow in accordance with fhe quality of
 

program planning. For instance, he can refuse to entertain requests for
 

additional expertise, equipment or participant training that do not sprin', 

from carefully considered and projected program and resource plans. The 

flexibility of his resources is a more powerful influence than the actual 



V-16 

magnitude and in this 
sense they become a strong lever in institution
 

building
 

Handing Over vs Continuin9_Professional 
Contact
 

One criterion of success in institution building is the speed with
 

which external assistance can be terminated - in fact this becomes almost 

an obsession with project evaluators Project termination implies the 

end of funding For professional interchange between technical personnel 

in the developed and developing countries One cause of institutional 

underdevelopment in third world countries is the lack of resources for contact 

and interchange with more developed institutions Experience has already 

demonstrated that abrupt termination of technical assistance projects is 

followed immediately hy a s vere sense of isolation and abandonment in the 

host institution
 

The dilemma is how to anticipate and plan for handing over the full 

institutional support responsibility and at the same time maintain the 

momentum of inrtitutional develonment What are the minimum achievements 

required before withdrawal is initiated? 

The team leader must lay plans early in the life of the project for 

the phasing of the external inputs away from direct support of institutional 

operation 
 toward facilitating the continued international interchange. This 

aspect of planning has been seriously neglected in the past, but in the 

next decade many programs currently in operation will be ready for such 

changes Failure to plan specifically for this type of phasing of external 

assistance will almost certainly result in abrupt termination of the project 

at some point. 
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CHAPTER VI - THE ROLE OF EXTERNAL ASSISTANCE IN INSTITUTION BUILDING
 

The primary objective of technical assistance in institution building
 

projects is to help form an institution that is staffed with competent
 

host nationa's and that is adequately supported from local government
 

sources. Two crucial issues arise constantly in the administration of
 

outside personnel and outside resources in keeping the above objective
 

in sharp focus. The first issue is "what aspects of institution building
 

can be effectively influenced by external resources; i.e., what
 

procedures lead most rapidly to national self sufficiency in sustaining
 

the institution's functions?" 

The second crucial issue concerns the specific role to be performed
 

by outside personnel. What must be accomplished by their personal presence
 

that cannot be done cheaper or more effectively some other way? 

hoth of these issues are central to the team leader's administrative
 

responsibility since they guide his management of all the resources
 

that are provid2d through his project. They are particularly relevant
 

to the management of the team members, and therefore this chapter provides
 

useful background for Chapter Vii on the team members. 

The Role of External Resources in Institution Building
 

The resources that are provided through external assistance seldom 

constitute more than a minor part of the total resources committed to an 

institution building project. Theref- ., these exter"nal resources can only 

l)e regarded as catalytic and stimula .and they should be directed 

mainly to those institutional characteristics that respond positively to 

external influence. 
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The team leader should recall that the basic phenomenon of 5nstitution
 

building may and often does proceed entirely independently of technical
 

assistance. The major function of an institution building technical
 

assistance team, therefore, is to facilitate and accelerate the institution
 

building process
 

Provide Change Models
 

It is difficult to generate new 
ideas about how to do things differently,
 

to conceive of different styles of operation, or to imagine a different
 

role for an organization in society without stimulation from the outside.
 

There is considerable inhi hition to the imagination in knowing too much
 

about the local environment. Thus, the local leadership can see too many
 

reasons why new approaches would not he successful or should not Le triad.
 

They will know of many political conflicts that will be generated by certain
 

innovative thrusts. They are often inclined to believe that the costs of
 

confronting these difficulties will he too higcjh and therefore their 

imagination is stymied in the development of ciange models.
 

Outsiders are not so restrained by detailed knowledge of customs, 

political currents, or inadequacies of support when they are looking for 

better models for Wre organization. They rely on the experience or the 

intellectual achievements of other societies to supply ideas for new 

models, and they usually have the technical ana managerial know-how to 

help local people in using these instruments. 

The very fact, however, that they are capable of dreaming new dreams 

does not make them omniscient inmold1nrg these models to fit local needs 

and local circumstances. Technical assistance personnel, therefore, are 

frequently perceived as spearheads of channe, hut this can le dangerous
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or counterproductive unless the local leadership collaborates strongly
 

to dilute with real ism the foreigners' enthusiasm for thei r faiiiliar 

models. The adjusting of exotic models to the realities of the 
local
 

situation requires the combined attention from both sides. 

Participate in Providina Leadership Services 

In the framing of doctrine, the establishment of priorities, the
 

development of programs, and especially in the building of the 
internal
 

organization, outsiders can often 
provide qenuine help to institutional
 

leaders. They are sometimes in a position to break through formal adminis

trative or social channels and thus to intercede with government on behalf 

of the developing institution. An outside "expert" often gains the ear of
 

a Minister when it is inaccessible to the institutional leaders.
 

Introduction of new elements into an institution requires not only
 

the basic conceptualization of the ideas, but also needs the guiding hand 

of someone experienced in the operational techniques that are required to 

make the new system work. A new teaching system or a new service role for 

the institution is virtually impossible to introduce if no is experienced
one 


in making it work. The technical assistance team may be able to provide
 

this experience The caution flag to 
raise, however, is that institutional
 

leadership must acquire these skills 
at the earliest possible moment.
 

Provide and Allocate Valuable Resources 

Such resources as technically trained personnel, staff training 

opportunities, equipment, operatinq funds and information are valuable in 

themselves, ;ut they also facilltate the process of change by providing 

both inducemen,: and independence for the local leadership. These outside 
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resources have the side effect of legitimizing and increasing the influence
 

of foreign technical assistance personnel, which in 
turn provide opportuni

ties for experimentation t.,ith new and different innovations. 

While these valuable external 
resources may be regarded as opportunities
 

for improvement, they also carrly with them grave responsibility for
 

encouraging institutional development along proper lines. There is often
 

irresistabl]e temptation to use external resources for elements 
 of the
 

institutional prociram which are not entirely central to the high priority
 

goals and objectives of the institution. Once started on the wrong
 

path, they can easily drain off scarce institutional resources into activities
 

that are not of great importance in national development.
 

Outside resources are generally necessary for initial changes to occur
 

since it is virtually impossible to supply them from local resources in 

adequate amounts in the early stages of institutional change. These new 

reseurces normally represent additional expenditures over and above the
 

traditional 
costs rather than real locations oF existing resources. Outside
 

assistance, therefore, may be crucial 
to making institutional changes,
 

even though the proportion of resources provided from the outside may be
 

small relative to the entire institutional resources.
 

Assist in Transfer and Adaitation of Technoloj2
 

The early years of technical assistance proceeded under the assumption
 

that transfer of technolony was simple and th-t it could be accomplished 

with very little adaptive research. It is now clear that most technology 

must be carefully adapted to the local envi ronment by systematic testing 

and altering if it is to succeed It is one thing to have "book knowledge" 
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of a technology, but it is quite another to understand the technology so 

well that symptoms of malfunction are recognized and causes removed as the 

innovation becomes "institutionalized." Technology in this instance
 

includes modern admi nistrative-management concepts and practices as well 

as scientific knowledge and techniques. Technical assistance personnel
 

help to build confidence among local personnel in transferring and adapting 

technology, and this is indispensable to the major institution building 

purposes. However, technical inputs are emphatically not the totality 

of the institution building function, and therefore this must not be 

regarded as an end in itself. 

Provide Operational Monitoring 

Operational monitoring refers to the continual examination of strate

gies for achieving the goals set for the institution, the shifting of the 

resources and structure to accomplish the primary objectives, and the taking 

advantage of changing opportunitiOs in the environment. Monitoring is a 

relatively recent function that has been provided from technical assistance, 

and it is to be sharply contrasted with the usual "control" or auditing 

type of evaluation. 

It is important to note that all of the above five functions which 

may be performed by outsiders are actions which eventually must be taken 

over by the institution itself. Therefore, the best strategies for the 

team leader are those which are designed to leave these activities to tile 

institution's own resources as quickly as possible, but not before they 

are well enough established to operate efficiently under local initiative. 
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General Guidelines for Using External Resources
 

Overall guidelines in the development of strategies that utilize
 

technical assistance inputs in the most efficient possible manner is the 

subject of other chapters in the GUIDE. There are, however, a few 

generalizations which be here and which will theshould made introduce 


detailed presentations in subsequent chapters.
 

1here are three major 
 inputs which can be made through technical 

assistance. These are 1) services of professi~nal personnel, 2) training 

for staff members, and 3) commodity arid program support for the local 

institution. These inputs are not equally productive at the same stage 

in the institution's development. There is considerable evidence from the 

past fifteen years of technical assistance experience to show that some
 

of these inputs are much more productive early in an institution's develop

ment and others become more efficient in the later stages. A few guidelines 

emerge from a study of past experience, 

Develop "Critical Mass" in Staff 

In the early phases of institutional development the most urgent
 

requirement is to get 
a "critical mass" of staff members who have sufficient
 

technical background to he able to initiate effective programs in their
 

respective departments or areas. 
 This is the part of technical assistance
 

which takes the longest time and therefore it should be started at the 

earliest possible moment. This cannot be done, however, without some 

pre-planning of the institution'c new doctrine and some idea of the programs 

which will be undertaken. Thus, all of the elements of an institution 

must receive some attention from the very beginning, but it would be
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preferable to concentrate external resources in the area of staff training 

much earlier than has been customary in the past. (See Chapter X) 

Supply "Advisors" at Proper Time 

As soon as staff members begin to return from advanced training 

abroad, it is urgent to capitalize on the enthusiasm which they bring 

with them and to provile them with guides and some resources for getting 

programs underway. it is at this point that technical assistance 

"advisors" can be of greatest utility, and it is at this point that a 

small amount of program support funds will go a long way. "Advisors" can 

contribute very little to institution building while their "advisees" 

are away on a study grant. 

Sensitive Timing of Program Support 

As tW institution matures, its programs become well identified and 

the staff has good technical training. At this point the lack of other 

types of resources such as equipment, laboratories, resedrch facilities,
 

etc., L)ecome the most restrictive aspect of institution building.- By
 

this time the institution should be producing some exciting results that
 

attract local support, and the wise management of external resources will 

be specifically directed toward the encouragement of local support. This
 

means that it will he just as important to determine when to withdraw
 

a particular kind of external support as 
it is to supply it to the institu

tion in the beginning.
 

Support IHigLh Prior ityrams 

The wise allocation of external resources implies that they must be
 

applied to the activities which are important to the nation's highest
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Priority needs. It would be little hcrt of criminal to encourage the
 

institution to develop alonq lines that 
arc of low priority in national
 

planning nd therefore have little prospect for developing local support.
 

Realistic Level of Support
 

The allocation of external resources needs to be carefully tailored
 

to the institution's capability for continuini programs once they have 

been started. It is not urcommon, for example, to find outsiders waxing 

enthusiastic over the (levelo pment of a segment o the institution fa., 

out of proportion to that institution's later needs. It would be counter

productive to lure a derartment or a section of the institution into an 

oversized involvement alcng one particular !;no oly to find later that 

the institution could not in fact, justify such development within its 

overall program priorities.
 

The Role of Team fVemhers in Institution Building
 

There has been much confusion and difference of opinion as to what 

outside technical personnel are supposed to contribute in enhancing and 

accelerating the ins" i tution bui 1ding process. One helpful way that has 

been found to understand this process is to descri be the entire series 

of changes that occur in the inshtut ion from the beginning to toe end, and ,: 

to weave the interplay and contributions of outside technical personnel into 

this chanqe process. This mak'es it possible to illustrate the specific 

role for a team member at whatever stage or level hc may find himself 

involved in the formation of a neo institution or the reformation of an 

existing one. 

rhie following description is a "construct" that has been distilled 
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from the experience of more than a decade of technical assistance in 

institution building, and it is generalized from a wide range of host 

institutions. The process cannot be expected to unfold in any single 

project as it is forced to do here, hut the basic principles illustra :ed
 

have been found to have wide validity and application.
 

The "construct" is diaorammed ill FCIure 6. 
 For the sake of convenience
 

it viewls the role of team members at four levels of host 
 institution 

organization; namely, the individual staff level, the mid-management or 

Department level, the top management level , and the linkage relations with 

government and the public. The changes occurring within each arelevel 

presented in seouential order, hut that order may vary somewhat in different 

projects.
 

Relationships at Individual Staff Level 

Team members normally find themselves working with a number of indi

viduals with varying levels of responsibility. Here we are concerned with 

the relationships at the individual staff member level. The development to 

be achieved at this level is an increase in the host staff member's 

competence and the formation of productive attitudes toward his professional 

and Public responsibility: i e., a stronn commitment to the institution's 

doctrine. This phase is both the foundation for the process of institution 

building and its ultimate j'istificj.Lion. The output of the institution occurs 

at this point and all other nhases exist primarily to facilitate activity 

and performance at this level. 



FIGURE 6. A "Construct" of the Role of the Technical Assistance Team
 
in Institution Building
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Rejec tion-acquieeceuxco Stage 

The presence of a foreign team member may imply two things to the 

host staff: (a) inadequacy of the host staff member, his organization, 

and even his oountry, and (b)imminence of a change. Both of these are 

threats - the first to a person's self-respect and security and the second 

to the security of the existing organization or the present system of his 

personal relationships. Both of these threats tend to evoke defense 

mechanisms, and the normal defense for the host staff member is to reject 

the foreign element. With some, this rejection is of such magnitude that 

the team member's participation in the development process starts.never 

With others, the rejection gives way to an acquiescence to his involvement 

in the program. The acquiescen:e could result from force, persuasion, the 

need to know, or something else; but it is prerequisite to the succeeding 

stages. 

Technical Vi ti Stage 

Rejection is overcome by inter-personal compatibility and is manifest 

by the ease and eagerness with which the team member and the staff member 

associate with each other. Those actions and activities which normally 

promote better human relations will also be effective here in bringing 

about early personal acceptance,
 

Technical acceptance, however, requires a different manifestation on
 

the part of the team member. Rarely is professional reputation enough to 

give the host staff member confidence in the technical capacity of the 

team member. Technical ability in another environment is not directly and 

automatically transferable, and some of the potentially best team members 

have been virtual failures in technical assistance efforts because they have 



VI-12
 

not "proven themselves" locally. The host staff member perceives risk in 

too rapid acceptance of an outsider, part of which is objectively justified 

and part of which results from the earlier mentioned threat to his own 

position. Technical visibility is tangible, visible evidence that the 

team member can make contributions in the local environment which com

pensate for the negative effects of his presence. Some visibility can be 

achieved by the efforts of the entire team, but the individual team member's 

own technical ability must also be proved. 

An important feature of technical visibility is the impression given 

as to the motives of the team member. Visibility for personal aggrandize

ment of the team member will impair acceptance, whereas visibility for the 

purpose of improving the lot of the host staff member will enhance it, 

Acceplanew W'taL 

Acceptance implies willingness to be openly identified with the team 

member in a cooperative relationship, and a certain threshold of acceptance
 

must be achieved as a prerequisite to progress in subsequent stages of
 

technical assistance.
 

Both technical acceptance and personal acceptance occur in varying
 

intensities and they increase in the normal progress of a program. It 

is important to note, however, that acceptance of one individual is not 

transferable to his successor. Acceptance may be easier or more difficult
 

for a new team memher dependinp on how his predecessor performed, but 

in any case, it will he necessary for each new team member to cross 

these thresholds also. 
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Initiation oZ Join s'hort-rt-n ctOi ies 

The previous stages are essentially conditioning activities for both
 

the host staff member and the team member. They set the stage, they 

make a favorable environment, but they do not actually contribute to 

institution building. This is accomplished in the following stages. 

One of the earliest aspects in which the team member actually becomes 

involved in institution buildino is the initiation of some activity in 

which the two persons are involved as a pair, with individual success 

or failure dependent on pair success or failure. The main objective is 

success in a joint venture and a short-run activity with a high probability 

of success is most effective. If this activity is productive; i.e., useful, 

the stimulation will be greater. But successful accomplishment is the 

essential element and its purpose is to initiate a change of attitude 

from indifference and pessimism to self-confidence, initiative and optimism 

on the part of the host staff member. 

New activities tend to initiate changes in attitude and thus lead
 

toward the necessary personal and individual commitment by the staff member. 

This commitment must be guided and reinforced in the direction of commit

ment to the iost institution's new doctrine, new program, and to the 

formation of linkages which are required for successful institutionalization. 

The team member and the host staff member are operating as a pair, as 

colleagues; but it will be inevitable in many cases that the team member 

will assume a dominant role in the early stages by suggesting new ideas, 

new techniques, new programs and new linkages. It is important that as 

the staff member gains new insights and begins to develop new commitments 
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that the team member makes sure that the initiative passes over to the 

host staff member. The team member's function gradually becomes less one 

of initiating new ideas and more the encouraging and nurturing of the flow 

of ideas from the staff member. Failure to recognize the appropriate 

opportunity for such a shift in emphasis will result in continued dependence
 

or even resentment on the part of the staff member.
 

ormat :Mng Lo.j-p,: AJc iat: 

Activities up until now are ad hoc no matter how good they are. The 

time will come, however, when sufficient confidence is gained bv the 

staff member and by his administrators that they wil1 want to entrust 

to him important, long-range institutional programs and responsibility. 

It is the role of the team member to aid in identifning the appropriate 

long-range programs to which this staff memer can most fruitfully devote 

his energies and to help him with the planning and the initiation of these 

activities. The role now is one of grnuine colleagues where both members 

of ie pair are productive professionals with the common goal of executing 

these long-range programs in the most efficient manner. 

Deve lopmen t of'i nti P r tu iona i-of3rG'cto 

Throughout the above stages several things have happened to the 

staff member. lie has learned that individuals do have unused potential 

ewen with severe resource limitations. He has increased his confidence in 

himself, lie has seen that he can be useful duld he sees possibility of 

support for useful activity, lie may be strongly tempted to "go it alone' 

rather than fight institutional battles. He is led to see, however, that 

he will soon be stymied as an individual without certain assists which 
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require changes in his institution. Thus, he tends to develop an identity
 

with his institution which involves both his responsibility to it and
 

his dependence upon it; 
and both of these he sees as relating to the
 

public interest He develops 
a genuine sense of personal and professional
 

commitment. The role of the 
team member is to accelerate and deepen
 

these changes in every way possible.
 

Dev iopma uja,of;: 


The final stage in this individual-to-individual phase is the
 

development of a career plan and strategy. 
 The staff member has a
 

well developed idea of what he wants to accomplish, for personal reasons
 

to be sure, but also with a growinn sense of responsibility; and he has
 

a well developed idea of what he will have to do in the area of self

development to accomplish it. le will 
also have made some progress in
 

executing the plan, since it grows out of and 
is a continuation of all
 

that he has been throuqh. From this point, the relations with the team
 

member continue on a peer basis. This is the culmination of the contri

bution that must be expected from the team member at this level; although
 

he may continue to bring the staff member into wider contacts with his
 

professional 
world long after their physical separation.
 

Relationships at Mid-manalement Level
 

The team member may also find himself working with staff individuals
 

who have administrative responsibility for a Department, a Division, or
 

a Section of the institution. Thus, the team member may deal with several
 

levels of relationships concurrently. His relationships at the mid

management level are 
trot independent of his other relationships, but it
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is helpful to describe them separately here in order to draw certain 

distinctions. iWe will use the term "Department [lead" to refer to this 

mid-management groLIp although in any particular institution the appropriate 

term may vary widely. 

The relationships with the Department Head involves groLips and 

inter-grouip relationships. However, the critical contacts are still 

made by individuals, and therefore, inter-personal relationships remain 

an important but not the only influence under consideration. It is 

helpful here, however, to recall that the Department Head acts as a 

representative of a group and his decisions theretu.e have wider implications 

than if he were acting for himself alone 

The relationship between the team member and the Department Head 

involves the same personal interactions as described for individual staff 

members. Jnterference in the program of a Department tends to evoke 

the same defense mechanism as described earlier. Acquiescence and acceptance 

are initiated as soon as the Department H-ead begins to see advantages 

which will outweigh the adverse influences which caused the rejection in the 

first place. 

The team member's visibility in program leadership at an administrative 

level is more difficult to achieve than in a purely technical activity. 

The transfer of technology from one culture to another is regarded by 

host personnel as being easier than the transfer of managem.t systems 

which involve people and their peculiar cultural implications. Furthermore, 
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some of the basic objectives of a foreign management system are often at
 

variance with those of the host institution. Thus, technical visibility
 

in shaping administrative units within the institution involves actions,
 

activities, ideas, conversations and general demonstration of understanding
 

of local conditions which will tend to inspire confidence in the team member's
 

judgment and personal qualifications.
 

Accpwa:o, ,:uy
 

Personal and technical acceptance must be broader in scope. It
 

involves more than a single person - it involves a higher degree of
 

institutional support, and therefore, there is a higher risk in acceptance
 

at this level.
 

There are other aspects of this relationship which are also important;
 

namely, a) the activities of the team member and the Department Head are
 

more visible than at the staff member level, b) collaboration has deeper
 

consequences since it involves administrative policy, c) personal acceptance
 

implicates various members of the department as well as the Department
 

Head, and d) at this level the advisor is dealing even more with attitudes
 

and inter-personal relationships than with technical substance. Therefore,
 

he must have the general confidence of host personnel that he can receive
 

and deal with sensitive information safely and discreetly.
 

Program PAP~ng 

The role of the Department is to facilitate and enhance the activities
 

of the individuals within that unit. Therefore, concerns for organizational
 

changes are less important than attitudinal changes about the role of
 

management in favor of sympathetic and stimulating leadership and away
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from authoritarian or dictatorial roles Dialogue between team members 

and Department Heads in this area can only be initiated after some degree 

of rapport and confidence has been achieved. Initial discussions in 

these matters are usually unqtr, tur'd and d(eal more with principles
 

than with the specific departmenta1 problems. They might involve the
 

Department's role, its needs, 
 its growth, its Future and its relationships 

with the rest of the institution. Sooner or later, however, these general 

discussions will give way to discussions ai, d at specific decisions which 

will organize the department's existing human resources. They will
 

lay a framework within which additional resources must fit, and they will
 

develop priorities for future Cepartmental activities. These discussions 

will take account of the ine ficiently used human resources in the 

Department and will seek ways in which they can be put to more effective 

production. 

The Department's structure, philosophy, and posture within the overall 

institution will reflect the Department Head's personality, aspirations and 

background, and they will include the changes in these characteristics 

that have occurred because of the team member's influences. The modification 

of attitude and basic philosophy wil1 be the most productive changes 

and they will perhaps require the greatest degree of statesmanship on 

the part uf the Department Head. Therefore, progress in this area will 

be particularly slow those individuals who are inin steeped the tra

ditions of existing bureaucracy ahd who are constrained by a large number 

of personal ties. Organizational changes can come faster but they will 

contribute much less to the building of an institution in the absence of 

basic changes in doctrine. 
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The result of the above activities will be the development of a 

realistic overall plan for the Department which has a substantial degree 

of understanding and acceptance by the Department staff. This will 

include the new attitudes, new approaches and new perspectives that are 

registered by the Department lead. The plan will be one which carefully 

estimates resource reouirements for the programs that have been conceived 

and which establishes priorities on programs and resource allocations.
 

It will also include the planning of the careers of the individuals within 

the Department to satisfy departmental needs, and this in turn will 

require close cooperation with top management.
 

By now the Department Head is able to see the role his department 

can play in the development of his institution and his country. This 

will result partly from his growing sense of responsibility to his insti

tution and his country and partly from increases in prestige and satis

faction which he has experienced from new activities undertaken by the bi

national pair. This state is characterized by articulation of departmental 

role and the translation of this role into specific activities. It will 

begin to he reflected in the minds and activities of the more innovative 

and progressive members of the department, 

Relationships at Top Managiement Level 

The team leader will be the primary contact with the institution's
 

top management, but there will le many occasions in which team members 

can also make useful inputs at this level. 
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Acceptance Stage 

A team leader must achieve personal and technical acceptance much
 

as the other members on his team. The various stages through which he 

passes, however, will n1ot he as apparent because of the modifying effects 

of the team's performance and the political sensitivity of the position. 

He must accomplish a higher level of personal and technical acceptance for 

effectiveness. Success of the project is almost impossible without a 

high level of performance on his part. 

This staqe will be marked by close contact with the top administrator 

of the host institution and others in the power structure. Contacts will 

be both formal and informal. They will he continuous. The team leader 

has to know what is going on in the institution, which means that 

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 team and team leader identifying with the host institution 

to the point that the latter is convinced that its problems are of genuine 

concern to the team leader and the team. 

Initiation of institutional development dialogue will begin to 

structure the many random discussions held 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 opportinities, alternative 

approaches to problems and their consequences, views of host country needs 
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and how the host institution can fit into them. The dialogue will examine 

the institution's capacity to meet its responsibility, the allocation of
 

present resources, and the needs for new resources. It will begin to 

expose some of the political and personal affiliations and ambitions both 

inside and outside the institution which will have to be dealt with. 

The institution's doctrine emerges full blown as 
the dialogue becomes
 

translated into concrete ideas about the institution's role in national
 

economic development. These ideas 
are a function of the country's existing 

situation and its needs, the host institution's special competencies, 

and the aspirations uf competing institutions. The institution sees 

itself as producing something society needs, and if it produces efficiently, 

it expects the economy to support it well. concensus develops among 

the Departments of the institution regarding the institution's doctrine,
 

and top management articulates the doctrine as a means of stimulating 

loyalty and productivity. 

Long range institutional plans emerge as a consequence of under

standing the nation's needs, the resources available to the institution 

and the political environment in which the institution will 
function.
 

Rational, positive action which full of thesetakes account factors 

requires strategies for moving from existing patterns and programs. 
 Plans 

are carefully made for obtaining necessary physical resources, for 

upgrading staff competence and for reorienting institutional programs 

to high priority needs.
 



VI-22
 

Relationships with Institutional Linklages
 

The planning of institutional strategy for development involves
 

understanding the forces and agencies that are competing as well as those 

that are collaborating with the institution. Just as action at each 

higher level within the institution is necessary to enhance and protect
 

the gains made at sul)hrdinate levels, so gains of the total institution 

must he secured by actions at the broader society level. Government is 

the management entity in society, but there are other elements in 

business, the professions and the general public that are also interested
 

in the products of the institution.
 

Hutual understanding, respect and confidence develop at several 

levels between the ins itution and its environment as a prerequisite to 

effective coordinated plannino and action. Aqain, this requires initial 

demonstration of instilutional competence and usefulness in areas that 

go 3rnment and the public consider relevant, Top management contacts and 

relationships develop, but they have little chance for continuing success
 

unless undergirded with fuitctloning relationships at middle management 

and staff levels. The contacts at all levels must be sufficient in number
 

and quality to sustain a favorable impact on government and the public. 

TI 

Nothing succeeds like success. Therefore, effective and productive
 

activities at all levels have as an integral part of their design giving
 

public visibility to the institution Continuing support cannot be
 

expected if neither the public nor government are aware of the institution's
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presence or its activities. The development of competence must precede
 

bids for additional institutional responsibility. Thus, institutional
 

visibility becomes a key part of its development strategy.
 

After demonstrations of the institution's usefulness, there develops
 

a consensus with other government and private agencies regarding their
 

mutual relationships and respective roles. This serves the institution's
 

purposes best if they are articulated or formalized, but each has a view

point and an appreciation of the other's viewpoint, and these viewpoints
 

are accommodated. lowever, since other agencies are involved, the risk
 

of jurisdictional disputes is high. Therefore these relationships are
 

not only bilateral but multilateral in many cases.
 

Cor;t u g FAT vslnt. w 

Institutional officials and staff rlay establish good rapport with 

government and the public at one point in time, but the high rate of 

turn-over and the rapid change in the political scene will require constant 

and continuing effort in this area. As government officials change, 

much has to be re-estahlished; hence the necessity for productive multi

level contacts and adequate relations with other entities in society.
 

The development of a public information and public relations program that
 

is compatible with the institution's doctrine therefore becomes a continuing
 

process.
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CHAPTER VII - THE TEAM LEADER AND THE TEAM 

This chapter is primarily concerned with the management of the
 

technical personnel who form the technical assistance team. It builds
 

upon the background of Chapter VI which describes the general role of
 

external assistance in institution building, Various factors which
 

influence the team members' effectiveness are considered here, including
 

a) the basis for tieir selection, b) guidance of the inter-personal
 

relations which insure a team approach, c) personal accommodations which 

make for a high level of performance, d) professional considerations
 

which affect the team members' future, and finally, e) evaluation of
 

team members' performance, 

Selecting Team Members 

The size and composition of the team will have a major influence 

on the management strategies required from the team leader. The team 

might be composed of persons with a very homogeneous background such as 

a single College within one U S. university. Such a team would be 

expected to have similar views with respect to the appropriate doctrine, 

organizational structure and program content for the host institution; 

and they would normally be motivated nrofessionally by similar expectations 

from their peers and their superiors. On the other hand, an international 

team from the United Nations or the Organization of American States would 

be composed of members from several with a widedifferent nations diversity 

of background and nerspective. Obviously, the management of these two 

teams requires quite different tactics from the team leader. Where 
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members are drawn from the same country, and especially from the same
 

institution, the team leader can trust his own perceptions and managerial
 

instincts much more 
than if the team members come from diverse backgrounds.
 

There are many reasons why it would be desirable for the team leader
 

to participate strongly in the actual selection of team members. 
 This
 

would be particularly true if the te., leader had some experience in
 

che Project and understood iiL imately the particular role that a new team 

member must play. While most organizations make every effort to obtain
 

the best judgment of the team leader in selecting team members, the logistics
 

of project oneration are such thai. team leaders must generally rely heavily
 

on the judgment of other people in supplying individual team members,
 

In United Nations sponsored projects, for example, project managers can do
 

little more than indicate the particular skills required in a position.
 

The actual screening and hiring of the new team member will be done by
 

the U. N agency itself. Thus, the team leader is normally confronted 

with the task of taking an assigned set of team members and guiding their
 

collective activities to achieve the best possible institution building
 

results The team members will have been selected against a prepared
 

staffing plan which prescribes the general accomplishments expected from
 

each position. It is the team leader's responsibility to fulfill these
 

expectations as fully as possible with the human resources at his command.
 

There are, however, several useful recommendations that can be followed
 

in ascertaining the "kind" of person and skills required for a team position.
 

These apply to the position of team leader as well as for a team member.
 

Since the job of institution building requires much more than mere technical
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skills, other factors such as human relations, character, temperament,
 

personal drive and initiative must be recognized and stressed. The
 

following are examples of questions that ought to be asked in the selection
 

of 	team leaders and team members 

1. 	 Is lie careful and methodical in attending to details, or is he
 

undisciplined in his work habits?
 

2. 	 Is lie fairly aggressive in getting things started and moving them
 

forward, or is he inclined to wait passively for them to happen?
 

3. 	 Does lie try to keen administrative red tape to the minimum necessary 

for effective operations, or is he ultra-bureaucratic in imposing 

procedures ind structure? 

4. 	Does he delegate responsibiiity, or does he try to do everything 

himself? 

5. 	 Will lie use his authority and influence honestly for the best 

interests of the project, or will he exploit them for personal gain? 

6. 	 Does he go all out in giving a job the time and energy that excellent 

performance requires, or is he inclined to cut corners to avoid 

inconveniencing himself? 

7. 	 Is he a reasonably decent human being in responding to the problems
 

of others, or is lie somewhat cold-blooded and callous?
 

8. 	 Does he behave himself, or is he prone to trouble via liquor or women? 

9. 	 Does lie resoect confidences, or is lie inclined to be indiscreet? 

10. 	 Has lie the patience to be effective in situations that require tact 

and persuasion, or is lie inclined to be argumentative and pushy about 

getting his way? 
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1]. 	 Does he review and check out his ideas before taking action, or is
 

he inclined to make snap judgments?
 

12 	 Will he be perceptive in his treatment of local counterparts, or 

insensitive to their feelings and needs?
 

13, Will he be sensitive to local pride and sensibilities, or is he
 

apt 	to ignore the dictates of courtesy and good taste? 

14. 	 Can he operate within the constraints of established policy End 

prior agreements, or is he apt to ignore these and proceed on the 

basis of his own convictions? 

15. 	 Will he take firm and appropriate action on personnel problems, 

or will he try to avoid such confrontations? 

16. 	 Is he committed to the development of local capabilities as a 

primary project objective, or is he likely to miss or pass up 

opportunities for capability-building? 

17. 	 Will he be prepared to work with or through people less capable than 

he, or will he be inclined to write them off without really trying? 

18. 	 Is he rea- .,bly astute in selecting the right levers and buttons 

to overcome inertia or resistance, or does he tend to be naive about
 

bureaucratic and political dynamics?
 

19. 	 Will he go out of his way to cultivate individuals and institutions 

whose support some day may be important, or will he be inattentive 

to needs and opportunities for constituency-builling? 
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Guiding Team Members
 

In Institution Buildinq 

One of the most important functions which the team leader performs 

with team members is guiding their activities so that the collective 

effect is to accelerate institution building A team member is expected 

to be professionally competent in his own field but he is seldom selected 

for his expertise in the process of institution building. Therefore, he 

cannot be left entirely t his own judgIment in determining his total activi

ties Chapter VI indicat.es the various Lransformations whichl must occur 

because of the team member's preserce on the proiect. These transformations 

are found at all levels of relationships within the institution, The team 

leader has the best overall picture of what is required from his team's 

efforts, and therefore he must provide continuous guidance to his team 

members. The primary objective of the team is to help build institutional 

capability rather than to produce the end products of the institution, 

,lany of the activities performed by team members may be useful in 

themselves or may serve additional purposes which do not contribute 

directly to the primary objectives of building a viable, effective 

indigenous institution, As important as the extra-curricular activities 

may be, they cannot be allowed to obscure nor detract from the institution 

building objectives. Activities of team members must be carried out at 

all times with the full knowledge of the team leader and within the context 

of project team activities, 

The primary institutional and linkage variables to be affected were 

described in Chapter III. Given adequate development of these variables, 

http:indicat.es
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the institution will produce research results, trained personnel or the 

other public services expected of it, Furthermore, it should eventually
 

produce these products for its own society more efficiently than could be 

done by outsiders 

In Activities with Host Staff HIembers
 

The team member 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 

una-oidable expectation that early changes will he forthcoming. He arrives 

with little background and understanding of the cultural and political 

environment of the institution. he may suffer from cultural shock and the 

agonies of getting his family safely established. He is confronted with 

a decision of whether to take a little time to get his bearings or to plunge 

in and demonstrate his usefulness as early as possible. The team leader 

can do much to ease problems of settling in for new arrivals. A sympathetic 

understanding of the cultural adjustment required in a foreign setting will 

help to assuage negative feelings. Help from established team members will 

show the new family how to be flexible and able to adapt to their new 

surroundings.
 

Social scientists have deplored the blunderings of newly arrived team
 

members in their unwitting affronts to local customs and more through 

ignorance and inexperience, and they strongly urge a period of seasoning 

first. [lost. nationals on the other hand insist that the team member can 

be carefully and sympathetically guide(] by them in these matters if he is 

engaged in activi ties of great interest and importance to them. 
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The optimum role for the team member in the early stages after his
 

arrival requires 
 him to do something which will give him the necessary 

"technical visibility" and "acceptance" as quickly as possible. 

The tean leader S!Iould asSiSt the team member in immediately engaging 

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 some type of derinstration of a new technology or a new approach which 

has high prohahility for being useful in the area The objective is to 

integrate the new team member into the institution as an effective member 

as quickly as possible. Implementation of this type of initial role 

requires prior planning, leadership and support from the team leader. 

The anticipation and receptivity by the host institution is vital 
to 

early effectiveness, and therefore the timing of the team member's arrival 

with respect to the institution's calendar of events or the season of the 

year has considerable effect on his first activities The team leader will
 

find it much more efficient to guide these early activities across the 

crucial "acceptance" thresholds than to take corrective administrative 

action later. 

The newly arrived eam member will be counseled by both the team leader 

and the institutional leadership in understanding the stage of professional 

development of his counterpart staff members. Ic will add greatly to the 

team member's efficiency if he neither assumes too little nor muchtoo in 

this respect. 

The team member is expected to work with staff members to lend 
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perspective to their technical background, to orient their technical 

capability toward the important problems of their country, and to develop 

a productive attitude and philosophy concerning thp institution's role 

and responsibility 1,ost of these activities are somewhat subtle in 

nature and are best camoutlaged under the aegis of other activities. 

It is for this reason tlhat many team leaders insist that the team members 

be assigned a specific instLtutional responsibility, in any case, the
 

team leader will need to he]lp the team member find the set of activities 

which will make him most effective in his institution building objectives, 

In Activities with iPlid-i'anagement 

A team member usually has responsibility for influencing all the 

staff members in his technical speciality, and this often includes the 

Department or Section Head. The contribution to be made at the mid-management 

level is to provide an environment in which various alternative admin

istrative procedures and decisions can be examined in discussions without 

the embarrassing public exposure of administrative uncertainty. Since 

the political implications of administrative innovations are likely to be 

conside 'able the [)epartment Hlead will wish to experimlent with them informally 

before making final commitments The objective in institution building is 

to assist management in strengthening its own administrative competence. 

Hence, the team ,umber, in full consul'ation with the team leader, should 

assist the Department Head in formulating alternative strategies for Depart

mentel development. This can be accomplished when the team member establishes 

himself as being competent in conceiving better ways of performing Depart

mental responsibilities and of devising improved policies, He Must also be 
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expert in exploring obyectively and dispassionately with nid-management
 

personnel the relative merits of several alternatives rather than pressing
 

for adoption of his own suggestions. ThIls can only be done through a 

broadened understanding of the culture and society in which the team 

member is func Li oni ng 

The team leader needs to establish a forum in which individual 

team members can seek broader guidance on the problems of his particular 

clientele. ie also needs to keen 1)epartmental guidance in harmony with 

the broader institutional obhectLives and doctrine. It is again emphasized 

that the Loam leader s relationshilps with team members is inost productive 

as he welds them together into a unfied force for institution building, 

with each team member contributing to a commion set of objectives, doctrine 

and programmatic commitment It is all too easy for individual team 

members to lose sight of the overall institution building effort in their 

zeal for accomplishment in the area with which they are primarily responsible 

Because of this, the team leader must constantly maintain perspective and 

coordination among the activities of all the teamn members. The team must 

function as a team 

In Activities with Topj'lanagement 

The team leader will be the primary contact with top management of 

the institution, but there wi 11 be many occasions in which team miembers 

can make useful inputs at this level, The team leader will find that team 

members can greatly reinforce perspectives, attitudes, and technical 

information for which he has been responsible, but it will be counter-productive 

to attempt to use them if their input with top management is divisive or 
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antagonistic It is extremely important, therefore, in the contacts between
 

team members and top management that a common doctrine be reflected and that 

the team member doe; not lose sight of the whole institution as tile object 

of the nroject rather than the particular segment with which he is 

persona I Iy concerned 

The team leader will find it very helpful to solicit views and 

perspectives of team members in his relations with top management. But 

this implies continual sharina with team members of the various strategies 

and decisions which the team leader has under consideration 

In Activities in Buildinq Institutional Linka(ges 

The team leader and the Leami meminer. necessarily come in frequent 

contact with business and community leaders as well as with members of 

the host government in assistinc tihe lost inlstitution to its fullest 

development The normal role of the team in host government relations 

is a function of the team's identification with the host institution, 

They hold a rather peculiar place as foreigners within tile environment 

and because of this they often have access to individuals in government 

and in the business community that is not always available to the host 

institutiorn These represent unique opportunities for each member of
 

the team to assist in the development of appropriate linkages between 

the host institution and its environment They can also reprPsent
 

inadvertent traps into which the incautious foreigner can fall ,jith 

serious conseouences to the entire project.
 

The Team 1ember's Persomal Welfare 

There is a strong argument as to the appropriate level at which 
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team members should be supported while they are engaged in an institution
 

building project overseas. If they are treated too well, their affluence
 

could easily alienate them from the host nationals who must necessarily 

live at a much lower economic level Furthermore, the cost of maintaining 

a team member and his family at the level of affluence to which they are 

accustomed at home may he very expensive and at times very difficult to 

accomplish in a developing nation On the other hand, much is required 

of the team member. He is expected to marshall all of his personal, 

technical and professional competencies and bring them to bear imaginatively, 

innovatively and aggressively on t.he institution building exercise He 

cannot he expected to do this if either he or his family are seriously 

distracted by concerns for their personal health, safety or general welfare. 

Therefore, the team leader fin.ls himnself continually seeking an optimum 

balance between the extremes of supporting team members completely out of 

proportion to the local scene, versus supporting them at such a low level 

that their total attention to tne project is compromised. Obviously, it 

is unwise economics to .in too far in either direction, 

The team leader has the immediate responsibility to see that newly 

arriving team meHbers are received and established in quarters that are 

consistent with tie overall policy established for the project. While 

this administratlv2 function is normally delegated to non-professional 

assistants, the Nam members still regard the team leader as having responsi

bility for their general welfare The managewent problem to be resolved 

is how to con\ey the feeling that he is personally concerned for their needs 

without commi :ting an unreasonable amount of "leadership" time to such 
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mundane matters. In the past, team leaders and team members alike have 

complained bitterly that the team leader has to spend far too much time 

on routine and mechanical toLs, laviliq too little effective time for the 

guiding and coordi na tLi no acti11iies which only he can do. 

lany effective tactics have' been reported for relieving the team 

leader from diverting too MUch of his personal attention to these matters, 

Perhaps the best is to eiploy a local administrative assistant who can 

usually find his way among the maze of locai regulations and customs much 

better than a foreigner A "buddy system" where new arrivals are allocated 

to a team member who already knows his way around has many advantages. 

The team leader can save much of his own time by planning these acLivities 

in advance rather than allowing thei to fall to his personal responsibility 

by default
 

Several publications have appeared lately that give useful suggestions 

for preparing team members and their families for living overseas and 

these save hours of personal attention
 

Professional Development of the Team Member
 

One of the greatest difficulties encountered in the operation of
 

technical assistance programs is finding competent, imaginative and pro

ductive team members who are interested in serving overseas One of the 

major reasons for this difficulty lies In the fact that the role of the 

team member has not been so rewarding professionally that he returns home 

enriched and advanced in his professional capability. There is a feeling 

that an extended overseas assignment represents "an interlude in professional 
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growth" which must be compensated for by intensive retreading and refreshing
 

upon return to the team member s home institution There are many who
 

insist, however, that it iq ot necessary for a team member to luse so much
 

professional ground in his overseas activities It is the function of the 

team leader and his administrators, not only to recruit highly competent
 

staff members, but to desigqn for them a role which will be in their best 

professional interests
 

There are many activities whicn can be designed into the team member's 

role with the host institution which will be quite rewarding in terms of 

his own professional growth and stature, but thes, generally must be 

planned for in advance Experience has shown that he becomes most productive, 

both as an institution builder and as a professional, if he is assigned a 

specific responsibility within the host institution rather than being 

regarded as an outside "advisor " In carrying out his assigned tasks as a 

member of the institutional staff, he will he required to call upon all of 

his professional abilities and background, and he will be given the oppor

tunity to exercise these in a completely strange environment - a task which 

in itself will deniand considerable imagination, flexibility and professional 

expertise Such an assignment will require himn to narshall new reinforce

nents in the way of teclhnical literature from all over the world, and the
 

absence of sophisticated equipment and supplies will extend his ingenuity
 

to the limits. These conditions could be regarded by the team member as
 

severely limiting his professional productivity, but, in fact, it provides
 

him with the opportunity to demonstrate to his host colleagues the type
 

of inventiveness and flexibility in solving problems which they themselves
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must eventually display This process of being requireJ to implement
 

certain principles of his discipline in a completely exotic environment
 

usually throws new light on the team member's understanding of his own
 

professional field
 

If the team member's activities in the host institution are to be
 

most rewarding professionally, they should be anticipated and plans made
 

for their execution prior to his arrival Certain supplies and equip

ment may need to be ordered well in advance of his arrival so that their 

delivery will not unduly delay progress in his professional activities. 

It is quite possible that the host institution or the team member's own 

home department wi11 have rather strong preferences with respect to 

activities which the team member can perform and which will be most 

rewarding to them as well as to him If the host institution and the home 

department participate in identifying these activities, their cooperation 

will be insured 

Each team member should be required to report both to his home insti

tution and to the project Progress on his professional activities should 

be in the form of papers or reports that are prepared for his professional 

peers and not just as reports to the team leader or to the project admin

istration. One of the greatest dangers to the team member during his 

particination in thie institution building project is that he will allow 

himself to become professionally stagnated because he does not feel the 

resnonsibility for reporting on professional innovation and insights as he 

would at his home institution, Thus, the team member should not only be 

given the opportunity for reporting in his activities professionally, but 
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he should clearly understand that such reporting will be an 
integral part
 

of the total evaluation of his performance.
 

Warding against the stigma of lost professional advancement for
 

potential 
team members requires the team leader to emphasize the opportuni

ties that are present in the assignment. These possibilities should be
 

adequately explained during the 
recruiting of team members and continuously
 

pursued throughout the member's tenure 
on the project. Membership with the
 

institution building team carries with it untold opportunities for applied
 

research, the gaining of administrative-managerial experience, new opportuni

ties for publication and writing and for developing new teaching techniques
 

and materials, 
These are all facets of one's professional activity and
 

growth, and as 
such, need to be positively emphasized and acknowledged.
 

The international civil 
servant whose professional career is devoted
 

to technical assistance, has special professional needs and objectives
 

different from his university counterpart temporarily engaged in institution
 

building. Opportunities must be made available which will provide increasing
 

degrees of responsibility, often leading to the position of team leader,
 

Periodic opportunities should be 
provided for sabbaticals or "educational"
 

leaves of absence for the specific purpose of up-dating his technical skills.
 

And the same opportunities, supports and encouragement for professional
 

writing, association membership, and travel to conferences and professional
 

meetings should be afforded him as to the university person.
 

For the professional team member going 
 abroad, this experience carries 

with it the opportunity for extending not only his 
own professional horizons,
 

but the extension of the profession itself. 
 By assisting in the professional
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development of others he to growth of his ownadds the profession. This
 

fact requires emnhasis for the home institution and the sponsoring depart

ment, Furthermore, successful institution building in 
technical areas
 

requires the building of sound professional linkages and ties on an inter

national level through which the 
 host institution can continue its innovation 

and growth by keeping up with changes in technology. This will be realized 

best by the host institution if it has adequately developed meaningful
 

associations with visiting professionals. The extent to which these pro

fessional linkages develop should become 
one of the measures of project
 

maturity
 

Thus it is clearly a responsibility of the team leader to guide the
 

performance of the team member and in helping him find the proper 
 balance 

between his own professional development and the institution building
 

activities for which he is employed. 
 The team leader is a catalyst in the
 

area of professional development. He performs much the same function for
 

team members as does 
a department head in the home institution, He encourages 

professional development and expression, supports it through the allocation
 

of resources, and rewards qood performance through additional resources, 

promotions and salary increases. The team leader must be consious of these 

responsibilities.
 

Evaluating the Performances of Team Members 

In his administrative role, the team leader not only has the function
 

of influencing the professional development of individual 
team members;
 

he also has the responsibility of evaluating their performance. 
 This
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evaluation is a necessary part of the team member's professional record.
 

It will be used by his home institution in deciding whether the team 

member's performance merits salary increase or professional advancement 

It will also be very helpful in determining the team member's usefulness 

in future overseas an: ,niments . Handling the tensions which the evalua

tive function sets up between the team leader and the team members is not 

peculiar to institution building projects, but overseas assignments tend 

to bring the team leader into especially close touch with the personal 

as well as the professional lives of teamn members- The evaluative pro

cedures therefore need to reflect this closer relationship. 

A word of caution needs to be introduced here, both for the team 

leader and for the external assistance agency whom he represents. The 

evaluation of a team member's performance must necessarily be done within 

the framework of the assignment which was given to him and within the 

linitations which were imposed upon him by his administrators. Therefore, 

if a team member was improperly guided in the institution building activities 

to which he was assigned, and if he was unnecessarily constrained in the 

professional activities which he wished to undertake, it is both profess

ionally unethical and administratively impractical to hold the team member 

responsible for these deficiencies in evaluating his performance. Thus, 

the evaluation exercise takes on the dual characteristic of judging the 

team member's response within the environment in which he found himself as 

well as judging the team leader's capability in making that environment 

as productive as possible
 

The appraisal of team members' actual performance and capacity to
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perform more effectively is greatly complicated by the very nature of
 

the institution building team and its assignment. Team members are 

highly trained professionals representing several different disciplines 

or professions However, for many, this assignment will be the first 

with an institution building team, It may be their first experience 

living abroad Many team members are short-termers in the sense that 

their long-range loyalties and careers span back to their home institution 

and to their professions Work in a foreign setting may be under quite 

difficult conditions. Problems of family adjustment will be carried 

to the job, Team members wi II not be performing the same professional 

functions that they did at home. All of these factors must be taken into 

account in judging an individual team member's performance. They can be 

mitigating factors that explain slower progress, but they cannot be acceoted 

as excuses for lack of personal and professional initiative and dedication 

to the nroject objectives 

What standards of performance are to be used? The most effective 

standards of performance are those that are developed jointly by the team 

leader and the team member immediately after his arrival. These should 

include a clear, written statement of what the team member is expected to 

accomplish and a reasonable timetable of action This is a continuous 

activity for the duration of the team member's stay vii th the project, As 

objectives are accomplished, new ones must be added through mutual agree

ment between team member and team leader, This provides the basis for a 

continuous evaluation and should reflect the growth and increasing contri

bution of the individual team member Evaluation against these standards 
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can 	then take account of extenuating circumstances beyond the team
 

member's control. 

Appraisal should not be tied to the team member's normal advancement 

which lie would expect were he back home,--including pay raises or promo

tions in status. Agreements with the individual's department head prior
 

to 	the person's departure should be made covering promotions and pay
 

raises based on his normal progress whi le a member of the team. In other 

words, the team member is making a contribution to his home institution's 

commitment to international programs The team leader, in this instance, 

has the responsibility to insure that the home institution will look upon 

the individual's assignment with the team as part of his proiessional 

development as well as an addition to the institution's overseas program. 

In turn, the team leader and the team member jointly share the responsi

bility of reporting his progress and activities back to his parent body 

on a regular basis. 

Any number of performance questions can be developed by the team
 

leader to facilitate his appraisal of the team member, The following are
 

but examples:
 

1. 	 How well does the team member understand the operational objectives 

and goals of the institution? The doctrine? 

2, 	 How well does the individual interact with his counterpart host 

nationals? With oLhers in different organizations? With the host 

institution clientele? How long did it take him to cross the 

threshold of personal and professional acceptance? 
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3. 	Does the individual carry his share of the team load well and
 

cooperatively?
 

4. 	What are his attitudes toward his major function: teaching,
 

research, extension, etc.?
 

5, How well does he execute his function?
 

6, How well does he contribute to the professional development of
 

the host institution and its members? 

7, Is he having difficulty adjusting to his foreign setting? 

8. Is his family having adjustment problems which affect his work? 

9, Does he exhibit leadership qualities in his professional area? 

10, 	 Does he attempt to extend the institution's linkages to other
 

groups?
 

11. 	 Are his activities innovative - adjusted to local conditions 

and needs? 

12. 	 Does he understand the significance of institution building and
 

how he personally fits into the scheme?
 

13. 	 Is he imaginative in developing alternative strategies for
 

accomplishing the goals of his work? 

14. 	 What is his potential for further institution building assignments? 

Does he have potential as a team leader? 

Any appraisal system for team members will have the additional benefit 

of providing a bit ot self-appraisal for the team leader. An assessment of 

team performance, capabilities and potential is also a test of the team 

leader's leadership, How well the team leader can provide for the needs of 

the team, develop them into a cooperative, working team toward the objectives 

of the host institution will determine how effective the team leader has been. 
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CHAPTER VIII - THE TEAM LEADER AND THE HOME INSTITUTION
 

Much of the institution building activity that is supported by funds
 

from external assistance agencies is contracted through an executing
 

agency. The term "home institution" is used here to distinguish between
 

the contracting agency and the funding agency. The home institution may
 

be a university or a consortium of universities; it may be a department
 

of the Federal Government which has sub-contracted with the Agency for
 

International Development to assist in an overseas project (PASA); it may
 

be one of the family of action agencies of the United Nations such as FAO
 

or UNESCO; or it may be a private foundation or corporation, The team
 

leader is project manager for the contracting agency and in this role he
 

must clearly understand the expectations of his home institution, and the
 

home institution in turn must recognize him as the "on-site manager" if he
 

is to perform his complex administrative role with a high degree of
 

efficiency.
 

The Home Institution's Basic Expectations
 

If the home institution is a university, a consortium of universities 

or even another Department in the Federal Government, it will have a 

variety of reasons for being involved in technical assistance overseas, 

The home institution may conceive its own institutional pr-jranis as being 

greatly enhanced if its staff members have the opportunity of broader 

contacts overseas. This would permit theiin to bring wider experience and 

insight to the home institution's own programs - insights that perhaps 

coul( not he gained more efficiently through some other approach. The home 

institution may feel a moral responsibility to assist in discharging 
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national commitmenits for providirg technical assistance, especially
 

where institution building involves the home institution's peculiar
 

capabilities. The home institution may have a large number of staff
 

members who personally would like to participate in overseas activities,
 

and these desires can better be satisfied through a contract by the home
 

institution rather than through uncoordinated participation on a
 

leave-of-absence basis. Often a small number of faculty members become
 

interested in a particular area and persuade their university to accept 

a contractual responsibility. Home institutions may also regard the 

"income" from indirect charges as a useful degree of flexibility in utiliz

ing their total resources
 

If the home institution is an operating agency of the U, N, family, 

it will have a specific charter which requires it to implement all pro

jects in a particular field that are funded by the United Nations, Within 

this overall responsibility, however, there is considerable latitude for 

competing for additional projects that will enhance the image of the agency, 

that will keep its permanent staff fully occupied, and that will expand and 

strengthen its world posture 

Private corporations are involved in international development 

activities for purely business reasons. They may be organized specifically 

to engage in international technical assistance, in which case their image 

as an efficient implementer of technical assistance projects is crucial. 

On the other hand, much of their activity may be domestic but the inter

national projects are highly complementary to their her activities in 

the full utilization of their corporate resources.
 



VIll-3
 

Foundations see their role 
as providing experimental approaches for
 

innovative programs, and 
their commitment has traditionally been to pro

vide "seed money" to get a program started- Foundations and non-profit
 

corporations may also he committed 
to institution building as a means for
 

the advancement of human we]fare 
 Their flexibility in operational style
 

permits them to start activities which may later be picked up by more
 

bureaucratic resources
 

It is obvious that the team 
leader must know what priorities the 

home institution attached to these overlapping purposes when it engaged 

in this project if he is to he successful in their eyes. They have en

trusted him with creating and defending their image abroad, They will 

give him a certain degree of financial responsibility and they will entrust
 

to him many actions d: a personnel manager- It is highly necessary that
 

he understand not only what is expected of 
him but also what level of
 

responsibility has 
been delegated to him, what authority he has to act on
 

his own decisions, and to whom he reports 
 Hany agencies provide the team
 

leader with an Overseas i-anual 
which details policy and procedures to be
 

followed as well as agency expectations in the project.
 

The home institution will have an efficer in the home office who has
 

primary responsibility for overseeing and servicing this project. 
 What is
 

the division of responsibility and authority between him and the team leader?
 

Much grief and misunderstanding can 
be avoided if this question is answered
 

explicitly prior to the team 
leader's departure for the overseas assignment,
 



VIII-4 

Institution Building First
 

The team leader will 
normally have a document which describes the
 

agreement that was 
finally reached between his home institution and the
 

external assistance agency He 
 may also have a different document which
 

describes the agreeiient between the external assistance agency and the 

host government or the host institution These documents represent the 

legal and binding commitments by the various parties However, the team 

leader must recognize from the outset that these agreements were probably 

reached after a series of compromises and trade-offs which were made
 

by each of the parties involved He would be well advised to learn as much
 

of the barckgiound of tile negotiations as possible, This will give him much 

more insight into the full expectations of his home institution than he 

could possibly gain from just reading the final 
documents which emerged,
 

The central fact still 
remains, however, that the home institution 

has agreed to assist in an institution building,project, and whatever else 

is expected from the team leader, he will be expected to be quite efficient 

in institution building. He might ask several pertinent questions, In 

agreeing on the project, did the home institution discuss the institution's 

doctrine or its program? Were expectations developed which never became 

expressed in the formal documents? If so, do they agree with what the team 

leader would have assumed from the public documents? Is this project of 

highest priority, or is it a reluctant part of a larger aid package? These 

are matters which are too important to be left to chance or conjecture 

they should be determined explicitly by the team 1(.ader 
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Communication
 

Communication is basic to coordination and to smooth working relations
 

with the home institution It is difficult, at best, because of the time
 

lags inherent in the situation Communication takes many forms and it
 

serves many purposes, and the team leader would be well advised to place
 

good communication high on his priority list of activities. 

There are Department Heads who will be supplying team members but who 

are not enthusiastic over the project; others are strong supporters who 

are anxiouF to hear how well 
things are going; and there are responsible
 

home institutioi. administrators who need to keeP abreast of the general 

development of this ,rniecc along with many others. All these need to 

receive frequent information. 

Formal reports are required by every contract and 
by every pa-ty to
 

the project. Writing reports becomes 
 the bane of a team le,-Jer's existence, 

especially if he allows report writing to be looked upon as 
a chore which
 

cannot be avoided rather than an opportunity to inform colleagues and
 

administrators of activities and developments and 
to generate interest in 

the project The next section will deal with the Iiatter of reports and how 

these might be written to satisfy the largest number of interested persons 

with the least amount of effort Whet we want to emphasize h,re, however, 

is the need to go beyond the foral reporting that is required of the 

project and to encourage a continuous flow of communication between the team 

leader and various members of the home institution who have reason to be 

interested in the project's performance This will include Department Heads, 

Division Heads and selected technical personnel. 
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Imagine, for example, the fine communication that might go on 

between the team leader and superior at home if they could have coffee 

together every morninrig They would, of course, discuss many inconse

quential matters but they would also exchange views which over a period 

of time build a rationale, a philosophy, and, ultimately, project policy 

wlich undergirds mutual confidence and respect. It is unrealistic to 

expect that the home institution will continue a strong flow of back

stopping services or that it will -ontinue to delegate responsibility 

f it hears little from the team leader or the team members concerning 

the progress and activities an the project. A single letter to a home 

coordinator with copies to three or four other people could build interest 

and support with the home institution much faster than simply relying on 

the coordinator or the project officer to circulate a report each time 

it is written There are very few recorded cases where a team leader 

sent too much rather than coo little informa tion to the home institution, 

There perhaps are still fewer recorded cases where the team leader sent 

copies of his communications to too many different individuals. Ten minutes 

of a team leader's time in thinking about the individuals in the home 

institution who might be interested in a particular report and asking the 

secretary to send copies to those individuals can often save many days of 

developing background and interes: when some later service or assistance 

i s needed 

The team leader will find himself -eset by a large number of activities 

which make demands on his daily routine In spite of all of this activity, 

however, he will feel very much alone and isolated at times. le will 
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succumb to the feeling that he is carrying the burden of the entire 

project alI by himself, lie will long for the opportunity to share 

some of his problems and to solicit judgments and suggestions from 

sympathetic colleagues back home, This can be done via mail, but only 

if he has been careful to keep those individuals informed and interested 

in the project's activities. 

Communication with the hone institution is not a one-man job. It 

is highly important for every member of the team to communicate with 

appropriate individuals in the home institution Each of the team members 

will have a persnective or a set of activities to report which will be 

of interest to different persons in the home institution, and the team 

leader should constantly encourage team members to keep a running corre

spondence with their colleagues .ack home, It is advisable, however, for 

the team leader to impress upon team members the need for providing him 

copies of all journal reports and correspondence that they transmit to the 

home institution, the external assistance agency or host institution and 

government This courtesy will prevent the possihility of embarrassment 

for both team leader and member by keeping the former on top of communi

cations 

The team leader will normally visit the home institution periodically 

to attend to other administrative matters lie would be well rewarded if 

he allocates some time during each visit to closing the communications 

gap, I\ phone call or a thirty minute visit in the office of each adminis

trator who has supplied a team member would provide opportunity to report 

on the team member's progress and needs These simple, personal gestures 

are richly repaid in backstopping interest. 
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Formal Reports
 

Recent surveys of project reports indicate that they leave much to
 

be desired in conveying clear and objective descriptions of institutional
 

progress Many reports give the impression that the writer did not 

really know what facets of the project were important to the reader and 

hence the report is cluttered with inconsequential details, Other reports 

are obviously so defensive in character that they distort minor develop

ments to obscure difficulties that have not been resolved Good reporting 

is not an easy task for any team leader, and many people have difficulty 

in expressing their thoughts succinctly wi thout an enormous expenditure of 

time and effort Even so, a painful fact of life is that every technical 

assistance project requires periodic reporting 
 It would be helpful, 

therefore, fer the team leader 
to develop a strategy for producing the most
 

useful reports with a minimum expenditure of energy-

The first point to tackle in report writing is to reduce the number 

of different reports required to a minimum Recall again the number of 

different groups or agencies that have a vested interest in the project.
 

Each of them will want a periodic report, and each will tend to specify 

both content and format There is the force of logic, however, that 

insists that all interested parties will wish to be informed on certain 

basic materials, and will the bulk of thethese normally comprise information 

requested from all quarters. Therefore, a good starting point in developing 

a reporting strategy is to outl ine this core informa tion that each group 

will want Develop a reporting format that you are comfortable with and 

is acceptable to its users--and stick with it in successive reports. 
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The basic information desired by all parties is a report on progress,
 

problems, needs and plans for each of the basic elements of institution 

building. A rough outline for the core report, therefore, could lift 

the topic headings from che institution building model presented in Chapter 

III Factual reporting on the development of institutional leadership, 

doctrine, program and resources, and linkages is at the very heart of each 

agency's interest in the project Details are useful in documenting general 

observations on these issues, and they take on much greater significance 

when placed in this context The team leader could use much the same outline 

for each succeeding report if it spoke to the project essentials in this 

fashion Once he became accustomed to thinking and writing in this vein, 

the team leader would find the reporting chore greatly reduced 

Almost every ore is interested in the team leader's projection of 

project needs Again, this can be outlined, documented and defended 

concisely and convincingly if it is cast within the framework of the 

key elements of the institution building process. The estimates of time 

required for achieving specific goals can he derived in meaningful terms 

if one thinks in terms of the time needed to develop leadership to a given 

level of experience in a specified number of positions. Acceptance and 

commitment of the institution's staff and leadership to certain doctrinal 

features can be described in terms of strength of commitment or the number 

of staff who have changed from one attitude to another, rather than in

sisting vaguely that "these matters take a long time." 

Changes in the social, political and economic environment of the 

host institution are of interest to all parties insofar as they affect the 

institution's ability to develop and interact with society.to The 
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linkage categories described in Chapter III 
are useful guides in focusing
 

attention on the important aspects of the environment and the types of
 

interaction that deserve attention
 

What is suggested here is that 
reporting can be greatly simplified 

and made more widely useful by identifying the major topics that all 

parties are likely to he interested in, and where possible, by developing 

a single report for the use of many readers. There may be a few sensitive
 

points which require more discreet treatment, or there may be a few details
 

that are required by only one pdrty. 
 These can be added in separate reports
 

where needed. The home institution is likely to require the broadest and
 

most inclusive reporting, and if the team leader writes for it, but with
 

the other groups in mind at the 
same time, he can perhaps save himself many
 

hours of producing separate reports.
 

Recruiting Team Members
 

The team leader's relation with the home institution must encourage
 

a strong recruitment program to 
supply top quality team menbers.. The 

team leader has several responsibilities in this respect In the first
 

place, he must keep the home institution informed of the staffing needs as 

far in advance as possible. Ideally, a team staffing pattern for the
 

duration of the project would be maintained as a normal working document
 

of the team leader. 
 It would be reviewed at regular intervals with the
 

host and the home institution and the external assistance agency 

It is very difficult to interrupt the program of 
a highly productive 

staff member of the home institution on short notice and send him overseas 

for an extended tour If the home institution is able to anticipate such 
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staffing requirements in time to make reasonable adjustments in their own
 

program itwill be much more inclined to supply its best personnel. 

In selecting the new team member both the team leader and the home 

institution must look at the effect of the overseas tour on the team member's 

subsequent professional career In anticipating staffing requirements, 

it would he most helpful if the team leader also described the professional
 

opportunities that are available in connection with the position that
 

would enhance the new team member's professional background Itwill often
 

require considerable imagination and initiative on the part of the team
 

leader to attract from his home institution outstandingly qualified
 

professional individuals
 

In anticipating the need for new team members, the team leader should
 

continually attempt to estimate the time required for the team member to
 

make specified progress in the institution building exercise. What should
 

the new team member be expected to accomplish within a one or two year
 

period? Should he he recruited for a short period of time and then extended?
 

Or should he be recruited for a longer period of time with the possibility
 

of changing his role after he has been with the project for 
a couple of
 

years? These are questions which the home institution needs to answer in
 

recruiting new team miembers The team to
leader would do well remember
 

that good team members make his own job easier while poor team members
 

make it impossible.
 

In retrospect, many former team leaders the need to consider
see 


the qualifications of the wife of a prospective teamm member right along
 

with the qualifications of the team memlber. The question becomes one of
 

"to what extent the wife will be a genuine asset to her husband rather than
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a culture-shocked, complaining foreigner who is likely to be more of a 

liability?" Arriving at judgments about a wife prior to her coming to
 

the field is not as easy as assessing the husband's qualifications. But
 

experience suggests that any insights about how well 
a team member's wife
 

will stand up under the strains of living abroad, especially under more
 

primitive conditions, is a necessary part of a realistic recruiting program.
 

Depth of CommiLment of the Home Institution
 

A decision to engage in a technical assistance project is often
 

reached by top administrators in the home institution with a minimnum of
 

involvement by the Department or Section Heads who have to supply the
 

personnel Even if they have beeh advised that 
the home institution is
 

undertaking a contractual responsibility they may often hope that they
 

will not be "raided" for their best pcrsonnel Furthermore, a Department
 

lead may well feel that his department's primary responsi)ility is to
 

the domestic scene and therefore his support of the overseas project will
 

receive secondary consideration Such an attitude would be reflected in
 

the quality of personnel he will supply as team members, in the type of
 

technical backstopping he will provide to them,and to 
the type of treatment 

afforded host institution staff itmembers who are sent to his department 

for training. 

The team leader has many tactics available to him for deepening the 

commitment of responsible individuals throughout the home insti tution to 

the successful prosecution of Lhe overseas project. One of the ,most obvious 

tactics in generating strong support on the part of a Department lead
 

from the home institution is to invite him to visit the project with
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a view to his assuming considerable responsibility for the technical
 

structuring of the program in his particular discipline This will provide
 

a useful input in terms of the quality of technical programming, but an 

even more useful asset to the project will be a continuing interest on the 

part of the Department Head in an activity which he has helped to design 

and about which he knows a great deal 

A second tactic that generates strong support from the home institution 

at the department level is to design collaborative activities between 

the host institution and the home institution Most professional people 

are happy to engage in exchange of technical information, to design collabor

tive research exercises, to exchange students or junior staff members, or 

any other type of broadening professional intercourse. This type of 

activity will be extremely useful in bringing the host institution staff 

into broad contact with individuals outside of their own country, and it 

will lay the groundwork for continuing exchanges long after the technical 

assistance project has expired. The important element addressed here, 

however, is the need to have a departmeint of the home institution to develop 

a broad sense of professional kinship with the host institution. This 

will greatly deepen and strengthen the home institution's commitment to 

the project and it will enormously increase the quality of backstopping 

which the team leader can expect 

A third tactic for deepening the home institution's commitment to the 

overseas project is to be sure that each team member is engaged in 

professional activities that so broaden their vision and understanding 

of their professional field that they become even more productive 

when they return home. This has already been alluded to earlier but it is 
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so important that it is underscored again at this point. 

Not all inst itution building projects will draw the team members from 

the same home institution. This is the common situation, for example, 

in population projects where the professional team member requirements 

are quite diverse. Moreover, the project team leader may not come from 

the same home i nsti tuti on that has contract respons i bi Ii ty for the project 

and has supplied the team memhers. These situations challenge the home 

institution's depth of commitment to the institution building process 

and considerably increase "ts backstopping obl iga tions. 
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CHAPTER IX - THE TEAM LEADER AND THE EXTERNAL ASSISTANCE AGENCY
 

The term "External Assistance Agency" (EAA) is used to denote the
 

primary agency that supplied technical assistance funds. It is
 

represented by the Agency for [oter,-aLional Development, the United
 

Nations Development Program, Foundations, the Organization of American 

States, etc., and is distinguished from the operating agency such as 
a
 

contracting university, FAO or a private consulting firm.
 

Team Leader's Relation to [AA
 

The following diagram illustrates the normal flow of interrelation

ships between the team leader and the External Assistance Agency.
 

A' [EAA - Field Office I 

Team 
 External 
Leader --- I-lost Government Assistance 

L -IAgency 

Host Institution 

Home Institution 

The diagram implies several things about the interrelationships
 

between the team leader and the External Assistance Agency. For example:
 

1 He almost never approaches the home office of the External Assistance
 

Agency directly. Instead he goes through one of the intermediate contacts 

to whom he is subordinate. This procedure is followed to insure that all 

parties to the contract are fully informed. It underscores the Fact that 
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planning and executing the institution building project is a multi-faceted
 

effort Though the procedure of going through intermediate contacts is
 

important, it tends to aggravate the comnunication problem.
 

2. The External Assistance Agency may have other projects or contracts
 

with each of the intermediate agencies The team leader must expect,
 

therefore, that judgments about requests or recommendations he makes
 

are bound to be influenced by wider considerations than just his project.
 

For example, AID may have several contracts with a single U. S. university,
 

or it may be supporting several projects with a single host country
 

Ministry. Broad strictures on allocation of funds could well override
 

urgent requests from the team leader for his project.
 

3 It is reasonable to assumne that the development of the host
 

institution is a high priority objective of EAA; otherwise it would not
 

have been funded in the first place, However, there are many additional
 

requirements of host government for development and therefore the host
 

institution must continua to make its case before EAA. In this sense, 

the EAA is considered as another institutional linkage that must be cultivated.
 

Basic Expectations of EAA
 

The team leader's relationships with the External Assistance Agency 

will be greatly enhanced if he understands rather completely the basic 

expectations of IAA with respect to this particular project. What were 

the various considerations that motivated FAA to fund this project: How 

does this project fit into the system of projects which EAA funds in this
 

country? What are the basic policies of EAA with respect to funding
 

technical assistance projects in general, and institution building projects
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in particular? What is the general time frame within which institution 

building projects are funded by EAM? Such questions point up the under

standing that the team leader can use to develop strategies For meeting 

EAA's expectations for the project 

FAA's expectations are normally described in concrete terms it; the 

basic contract wiLth the Leain leader's home institution. This contract 

will contain sections entitled "scope of work" or "terms of reference," 

and they often include a "plan of work " The team leader will soon learn, 

however, that the details in the contractual document are seldo adequate 

in providing a full understanding of [LM's expectations. 

It can be taken for gran ted that the basic and most important 

expectation is that tie project will contribute efficiently to the institu

tion buildin.u_ process at the host institution. EAA has undoubtedly deter

mined through prior study that the improvement of the host institution 

would contribute significantly to national development, and on the basis 

of this finding, has; 'lecided to allocate some of its funds to this end. 

Within this assumption, however, the team leader needs to understand 

what doctrine and program of the host institution are regarded as high 

priority needs by EAA. He needs to know how EAA expects its inputs to 

be related to the host institution's input and commitment. 

There are a number of ways thre team leader can find out these 

expectations when they are not explicitly spelled out in the contract 

or supplemen tary documents, His predecessor may be aware of them, the 

EAA country representative finy be helpful, and other answers can come 

through communications directly with the EAA. 

EAA will expect several contributions from the team leader, It will, 
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of course, expect him to be an efficient manager cf the resources which
 

they have provided through the contract The earlier chapters have
 

delineated many ways in which this efficiency be realized. EAA will
can 


also expect periodic progress reports on how well the project is doing.
 

These reports will indicate the degree to which the contractor is complying 

with the details of the agreement, but even more importantly, they need 

to provide a continuing repoit un the institution building progress, on 

the changes in inputs whicn iru required, and on the time frames within 

which their funds are needed. Thus, they will look to the team leader 

to keep them informed through appropriate channels, and the wise team leader 

will look upon this obligation as an opportunitv to prenare the ground 

for changes he wouid like to attempt and to build a generally favorable 

climate for the pyoject in EAA. 

Building a Working Relationship wit, EAA 

It is not uncommon for the team leader to find himself so closely 

identified with the host institution and its problems in obtaining 

resources that he loses perspective on the specific function of external 

resources in institution building. Such resource inputs should always be 

regarded as "seed money," and the justification for their coming from 

external sources lies in their capacity to 
introduce innovative change
 

and to support such innovation until it is sufficiently institutionalized
 

that it becomes supported From local funds. It is incumbent upon the team
 

leader and the E/A to constantly review Lhe institution building process 

and to alter strategies in such ways as to encourage the development of
 

local support It often becomes the lot of the EAM field office to apply
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pressure where necessary and to clarify the perspective of the team leader
 

through the monitoring process to accomplish this aspect of institution
 

building (See Chapter Xf) At the same time, the team leader's closeness
 

to the host institution makes him more expert than EAA in assessing the
 

institution's capacity to absorb external help in various forms and to
 

judge its most efficient timing and duration.
 

The External Assistance Agency also has an important input in the 

monitoring process in determining the degree to which this particular 

project is being coordinated with other development projects in the country. 

The various institutions making up the system of services which support 

a particular sector in the country need to be coordinated and become 

complementary to each other rather than antagonistic and competitive. 

The utility of any one institution has a ceiling imposed upon it if the 

other elements in the system of services are poorly developed. This 

perspective is normally not the sole responsibility of the team leader, 

and therefore he needs the assistance of FAA in the monitoring process 

to insure that his project will have major impact and a proper place in 

total national development. 

EAA is under its own set of bureaucratic pressures and is strongly 

tempted to turn the flow of resources off and on with more regard for 

EAA's own problems than for those of the host institution. The team leader 

can perform a useful service to both institutions by mediating these demands. 

Again, it is emphasized that the monitoring process is extreely 

useful to the team leader in keeping the project efficient and productive, 

If it is performed in an atmosphere of helpfulness and coordination, 

it can give the project additional value in the host society. It is 
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incumbent upon the team leader, not only to require a continuous monitoring 

exercise, but to insist that EAA participate in the monitoring. 

Communication and Reporting
 

The importance of communication was pointed up in Chapter VIII in
 

speaking of the relationships between the team leader and his home insti

tution Many of the same arguments and points of emphasis are pertinent
 

in the relationship between the team leader and EAA. 
 Communication with
 

EAA country mission may be more difficult than with the home institution
 

because the team leader does not belong to 
the EAA organization. Under
 

these circumstances communications tend 
to be more guarded and bureaucratic
 

in nature. 
 There are, of course, formal reports which are required by
 

the contract and these are designed to be as informative and helpful as
 

possible, 
 Recognizing that the collective reporting requirements from
 

all 
the agencies involved in the project could absorb a disproportionate 

amount of the team leader's time, a number of suggestions are made in Chapter 

VIII for reducing this chore to a minimum while still satisfying the basic
 

needs.
 

There is, however, an additional set of communications which can be
 

very useful 
to EAA, and the tean leader's relationships with EAA will
 

be greatly enhanced if he provides many of these 
 One type that is
 

extremely useful to EAA is a continuous flow of vignettes of interesting
 

experiences in institution building. 
 These might be portions of case
 

studies, interesting anecdotes 
or simply an account of an exciting develop

ment within a small segment of the host institution. The reporting of 

unusual strategies that were attempted and the circumstances which caused 
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them to be either a success or a failure are always of interest to EAA,
 

Notes on personal recognitions or successful accomplishments of host
 

institution staff or team members are welcome news. Few of these items 

find their way into the formal reporting process, but they add a great 

deal to IAA's understanding of the environment and the progress within the
 

institution These items are also often used by EAA for publicizing and
 

justifying its program Reporting "small victories" should be identified
 

to the [AA, however, as just that -- small victories. The object is to
 

keep the EAA abreast of what is happening to insure continued support for
 

the project, but also to keep them from blowing out of proportion situations,
 

circustances and components of the project that are of relatively minor 

importance. You don't want the energies and direction of the project
 

sidetracked.
 

Bare facts should be accompanied by as much analysis as possible when
 

they are reported Take the following situation as a lesson. A vasectomy
 

camp was held in a certain district with the help of Foundation "X" 

consultants Over 400 men underwent the simple twenty minute procedure 

and each received payment for his travel to and from the camp. This 

indeed is worthy of reporting But now look at the facts which the
 

consultants discovered after reporting their accomplishments. At least
 

half the men were over 50 years old, some with no wives and a few who
 

had had an earlier vasectomy The subsequent information was published
 

in the host country, the effort was discredited, and Foundation "X"
 

received unfavorable publicity.
 

Recent studies of formal project reports indicate that in general
 

they leave much to be desired Many read as though they were briefs for
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defending a client. The team leader seems to search the team's 

experience for successes and to hide their difficulties in the bottom 

file, While this is a perfectly human approach to project reporting, 

it is far from the most effective way to pass on information about the 

institution building process to EAA If the team leader can 
bring himself
 

to a frame of mind in which he feels that both he and EAA have a strong
 

commitment to the same purposes, and that his reports would be read more
 

in the vein of discussing objectively the project's status, he would
 

provide a much more useful document. This of course requires a high degree
 

of mutual trust and respect. The team leader needs some assurance
 

from EAA that these "negative" facts will be taken in the vein they are 

given Frank discussions with EA and experience will tell whether they
 

are. Reaching an agreement on this is important, for more than one team 

leader has experienced feelings of crucifixion after having been honest
 

in his reporting. If FAA is to have high confidence in the team leader's
 

performance and in the overall value of the project itself, there must
 

be a high degree of credibility in the reporting process. This would
 

require a much more analytic style of reporting than is commonly found 

at the present time. 

Team leaders have raised the question of whether the External 

Assistance Agency is required to respond to correspondence transmitted 

from the project For several types of correspondence, such as reports, 

no suhstantive answer is indicated But the FAA should alway be 

required to acknowledge receipt of any kind of correspondencc on project 

business. This is somethiing the team leader should insist upon. Remember, 

the EAA is part of a larger bureaucracy. If a report is due at a specified 
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date, you want to know it has been received and not be embarrassed six 

months lU:er to discover that it was lost in the mail.
 

Formal reports are best considered as chapters in a continued 

story which dealwith the basic processes of institution building, the 

influences which affect the rate of development, the strategies that have 

been attempted, and mix of inputs that have been employed and the rationale 

for their continuance or change, This type of documentation will not only 

be helpful to EA/, but it will be most rewarding to the team leader him

self in maintaining appropriate insight and perspective of the job at hand. 

It would be very instructive for the teamm leader to spend a few hours 

reading past reports from his own project, or better still, looking at a 

series of reports from some other project with the specific objective of 

gaining real insight into how well the project was performing,
 

Information like the above can he gathered into 
an "information 

kit" containing charts, graphs and tables which tell the sto y of what 

the project stands for, what it has accomplished and what it proposes 

to accomplish An information kit can take the part of a local "Chamber 

of Commmierce" doing a public relations job by telling the project's story 

to visiting dignitaries and interested parties in EAA and the home insti

tution The little extra effort to prepare this kit will pay handsome 

dividends in the public relations job it does. 
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CHAPTER X - STAFF TRAINING 

Every institution building project will 
involve additional training
 

of institution staff members, and it is 
common for technical assistance
 

projects to have access 
to funds for the further training of selected
 

staff members overseas. This "participant training" program is one of
 

the most highly prized elements of technical assistance as far as host
 

institutions are concerned. It may be only a small part of the total
 

staff training that is provided, but it represents a major force for
 

improving technical 
 competence, for broadening technical perspective, 

and for developing "propensity to change." Therefore, the team mustleader 


be sure that the strategies employed in the staff training program are
 

closely related i the overall institution development plan.
 

Major Purposes of Overseas Training
 

Three major purposes are satisfied through the overseas training
 

program; namely, 

.. develop institutional leadership
 

.provide basic technical training
 

.update staff 

These purposes are normally fulfilled through quite different types of 

programs. Therefore, programming flexibility is of great importance. 

Develop Institutio al Leadership 

Institutional leaders need to see alternative ways that programs 

similar to theirs are conceived and implemented. They need to talk to 

administrators of other institutions, to see new technologies at work, 
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and to excite their imaginations about alternative ways to structure their
 

own institution. They need to 
inqire into institutional doctrines used
 

elsewhere, and they need to 
see how others develop institutional linkages.
 

This form of leadership training -isneeded very early in the life of 

the project. In fact, it is probably most productive when performed as 

a prelude to actual initiation of the project. It involves one to two 

months of visitation to locations carefully selected to give a broad
 

spectrum of programs. It is most effective if two or three institutional
 

leaders travel together and have opportunity to discuss the relative merits
 

of each program as it is visited 

This type of leadership training helps establish the basis for future 

training of staff members throughout the institution. Initially it will 

involve only the key members of the top administration. Later it will 

include mid-managemen t personnel who will have responsibility for satisfying 

the training needs in their own Departmenits, This will be particularly 

important for the highly respected, older administrative personnel. They 

perhaps cannot be expected to go abroad for an advanced degree, but they 

will continue to be useful and effective institutional administrators of 

younger staff members if they have the benefit of a short, stimulating 

exposure abroad 

Basic Technical Training for Staff 

hasic technical training will absorb the major part of available 

training funds. It will involve programs of six months to three years 

depending on wh ether a narrow field or skill is required or whether an 

advanced dlegree will best fill the institution's needs. 

The urgent requirement is to form a "critical mass" of technically 
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trained staff as quickly as possible. This means having a sufficient 

number of staff trained so that the" mutual1" relnforce each other in 

doctrine as wel 1 as in technical matters, Recall that the total number of 

such trained persons iii the environment will be smal 1 at best, and it will 

be very easy for a trained person to become frustrated and discouraged 

if he is isolated technically. 

Staff members who have received good training abroad tend to rise 

quickly in the administration of the institution or to be lured away by 

other governmental agencies arid t;ris usually occurs before they can 

train their own replacements. Therefore, the total number of trainees 

required by the institution normally will far exceed the initial estimates. 

Updating of Staff
 

Updating or refreshing staff is a never-ending process, and it usually
 

begins soon after the other training programs underway.are Again this 

usually involves a short tour of up to six months, but it is vital to the 

institution's ability to continue to serve society. 

Timing of Training Programs 

The training of institutional personnel takes the longest time to 

accomplish, and therefore it should be started at the earliest possible 

moment and should receive highest priority early in the project. Whi e 

this wi 11 requ ire cons i dera) 1e pre - pI anrn i ng off the ins t i tu tion' s new 

role and doctrine and some idea of the programs which will be undertaken, 

it would be preferable to corr-enLrate external resources on staff 

training much earlier than has been customary in the past 

\n accelerated training program early in the project requires close 



coordination with other aspecLs of building the inst*tution, If staff 

are sent for training in large numbers, the institution's operations are 

severe',v impaired during their absence, This is often offset by asking 

team wember. to take over their responsibilities while they are away. 

This is a very costly way to replace staff members, More importantly, 

this usual ly sacrifices the opportunity for the team muember to work with 

the staff membetr - which is the major purpose for his coming in the first 

place. On the other hand, the team member can accompl ish a great deal 

more if the staff member has a I ready received his basic training. 

The dilemma of early timing for most of the training program is not 

easy to resolve The team leader is warned to give this part of the 

project vigorous attention if the other aspects of his project are to be 

efficient Again, experience says - emphasize training early in the project. 

Major Steps in the Training Program 

Five major steps are outlined in the training program, and failure 

to give adequate attention to any one of them could compromise the entire 

program. 

Establish Institution's Needs and Priorities
 

The first major step is to determine the competencies needed by the 

institution to achieve its goals and purposes The emphasis is on 

positions to be filled - not on persons wanting to study abroad. The 

team leader will confer with many people including team members and 

institution officials. le will think about various aspects of the project, 

such as: 
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.development plans of the institution
 

... gaps in staffing pattern
 

...purposes of the project
 

The initial decisions about training programs may need to be altered 

in later stages as institutional progress occurs, However, a firm staff 

training plan that extends over several years will help guard against 

temptations to accommodate personal rather than institutional needs. 

Selection of Trainees
 

Selection of trainees is frequently a trying experience. Many
 

individuals would like to be sent and the need is great. There are 

several criteria to be weighed in making selections: 

,..institutional priorities as indicated by a list 

.. competence and professional potential
 

.commitment to the institutional position
 

, language facility
 

, .professional orientation 

Team members will be particularly helpful in suggesting an6 screening 

candidates, fluch responsibility resides in the selection of trainees. 

If they fail , either in the training program or upon their return, they 

will cause great anguish to all parties concerned, and they will have 

denied other candidates an opportunity 

Perhaps the most difficult decision in the selection process arises 

when "the candidate is not qualified but he is the best we have to choose 

from. " Tlie re are few if any recor (ed i ns ta nc es where the deci s i on to 

proceed wi i, tiLe inqual i Lied candidate proved to h)e wise. Even if he 

completes his tra ilinig course, the insLit tLion will be "stuck with a lemon" 
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Another difficult decision in selectiLon of candidates is presented
 

by pressure to include the son of a political figure even though he does
 

not appear on the institution's list of priorities Training selection
 

committees are 
useful both for guidance and protection in such matters,
 

but a firm policy must be established and adhered to
 

Plan Individual Proqrams
 

The team leader and other members of the team are in a favored
 

position for orienting the prospective trainees before they leave for
 

foreign study. The team has idea of tile needs of the
an institution and
 

they know the kind of training which is available outside the host country, 

The trainees should have 
a clear idea of the kind of training they expect
 

to receive and how this training will contribute toward the goals of the 

institution
 

The participant trainee will probably be studying abroad in 
a language
 

different from his mother tongue- The first few months of such study 

are extremely difficult and frustrating, even if language no handicap.were 

Graduate schools are becoming increasingly selective in adissions, and
 

language facility is a first requisite Therefore, tile team leader must 

insist that adequate language training is provided to overcome this 

probl em In some instances the technical assi stance team wi 11 have to 

take the lead in organizing a program to insure that trainees arrive in 

the foreigi Country with a sufficient knowledge of the language in which 

they will -1)0y,i.rn I-ailure to take this precaution will tend to frustrate 

and destroy the individual's usefulness to his own institution rather 

than enhance it 
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The actual training program for the staff member must be closely 

coordinated with the overall strategies for institutional development. 

The training is not provided primarily to satisfy personal desires of the 

host staff member, but it is provided as a means for building an institution., 

Planning the individual's program must be done in this frame of reference 

if the funds provided for the purpose are to achieve their highest 

accomplishment This suggests that programming should be highly flexible 

to accomplish these purposes On the other hand it needs to be 

relatively inflexible in departing from institutional needs in order to 

accommodate the individual participant's desires It is essential that
 

the team leader and EA\ speak with one voice in executing policies for
 

these purposes
 

Follow-up During Training 

The investment in a trainee is very heavy, both for the host insti

tution which must carry the program in his absence, and for the sponsoring
 

agency Therefore, the investment merits careful attention and follow-up
 

during the training period 

Many problems arise during the course of study, and a large proportion
 

of them can be resolved by a simple phone call. They may involve decisions 

about the program of study, the payment of unanticipated costs, or the 

welfare of his family Whatever the problem, it can be distracting to 

maximum accomplishment if allowed to go unresolved. The follow-up by 

someone Sho is familiar witi the participant's training program and with 

his institution's needs can he very productive. The team leader's home 

institution is usually best equipped to performn this service even when 

the site of training is at another location. 
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Again, close coordination is required between the follow-up servicing 

of the participant and the institutional development plans It is quite
 

common for a parCicipant to attempt to change his course of study in mid

stream if lie feels it will iinprove hiis market value upon his return home. 

This is often done without regard f)r his own insti tution's staffing needs. 

The participant's research program or his professional training needs 

to be tailored closely Lo his intended role in the host institution. The 

team leader needs to depend on the home institution for this careful 

guidance of the partici(ant It is obvious, however, that the home 

institution cannot provide such guidance if they do not have adequate 

information on the entire process. They need to know the participant's 

background, why he is sent to a particular institution, the line of training 

he is expected to receive and the role he must perform when lie returns home, 

Furthermore, they must know the time that is allotted for the training 

experience, With this information in hand, they can perform outstandingly 

useful service and can relieve the team leader of much worry and responsibility, 

Re-entry to lost Institution 

As soon as the staff member returns from training abroad, it is urgent 

to capitalize or the enthusiasm which lhe brings with him and to provide 

him with guides and some resources for getting hi.s prograis underway 

It is at this point that technical assistance advisors can be of greatest 

utility, and it is at this point that a small amount of program support 

funds will go a long way. Yet it is surprising how many times technical 

assistance teams and host institutions seem completely unready for the 

return of a trai nee This may le understandable int cases of early return 

of a participant, Nit not: so for the orderly return on schedule of a 
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participant whose return date has been known from the start of his 

training program, The team leader and the host institution have, in 

many cases, wasted much precious investment because the returnee was 

abandoned at the wrong moment The team leader should recall that upon 

returning home, the participant may be the target of jealousy and political 

competition from is peers and even his administrators. He usually needs 

reinforcement and encouragement and at times temporary funding to get 

some projects underway. This type of investment is often highly productive 

in protecting the investment already made in providing participant training. 

Employment Policy for Trained Personnel 

It is not uncommon to find institutions still trying to build a 

competent staff after 10 years of active training programs. This results 

when institutional employment policy fails to recognize the increased 

market value of trained personnel. Returnees quickly find that other 

agencies of government also need trained staff, and they naturally seek 

the best jobs available There is no denying that if he accepts another 

position the investment in training will still do some good in the country. 

However, if the institution's development is given high priority by host 

government and EAA, a favorable personnel employment policy must be part 

of the price they pay to huild the institution 

Much is written about brain-drain and defection of trainees, and 

often strong contracts are designed to ensure that trainees return to 

their institution The ultimate solution, however, lies in relieving 

the causes of defection The most basic cause is the poor climate for 

professional development and the low rewards in his own institution 
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Typically, a returning PhiD. is paid the same salary he was receiving three 

years previously, /\dvancement is withheld until he develops political 

strength and support. lie is returned to the same menial tasks he performed 

before he went away It is little wonder that he begins to look elsewhere 

to have his capability recognized.
 

Institution building requires the formation of reasonable and effective
 

employment policies that stimulate staff performance and that elicit
 

institutional loyalty This often goes against the grain of bureaucratic
 

restrictions, and institutional leadership may need some outside assistance
 

in introducing and maintaining such policies The team leader will find 

that external assistance is usually welcome in "topping up" local salaries,
 

and that may be necessary as a short term solution in a few cases. But
 

institutional doctrine and program cannot succeed for long if an adequate
 

employment policy cannot be developed as an integral element of the
 

institution. 

Employment policy is a delicate matter. It has many traps and pitfalls, 

It is best approached as an important issue in the initial project 

negotiations when top leadership in government have the matter under 

consideration This seldom happens, however, and the team leader is 

left to work it out with institutional leadership. He is strongly 

advised to meet this issue squarely in the early stages of the staff
 

training program.
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Assessment of the project will 
be made periodically because certain
 

information is essential 
in making decisions about:
 

-,whetherthe contractor is performing according to contract
 

specifications
 

... whether to alter the course of the project or the mix of external 

inputs 

.. whether changes are required in the relationship of the contractor 

and the host institution 

... whether reasonable growth is being made by the institution 

...whether the institution has developed to a stage where external 

assistance is no longer necessary 

. whether to continue the investment of technical assistance resources 

Unfortunately, it is not uncommon for the team leader to feel that
 

his personal performance or the performance of his team is being evaluated
 

rather than the institution building process per se. This places the
 

team leader in a defensive mond, and it often 
 impairs his objectivity 

assessmentduring the process, even though the assessment exercise may be 

intended to be helpful rather than critical 

This chapter will explore various types of assessment and will 

indicate those which are particularly helpful to the team leader in the 

prosecution of institutionhis building activities. 

Assessment Difficulties 

Many studies and suggestions for assessment of projects or institutions 

have been made but there are still a number of difficulties involved in
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the process, and these can 
be partially relieved by a thorough understanding
 

of the project objectives and the proposed institutional role. Difficulties 

are general ]y of the fol lowing three types. 

h per Standards 

The appropriate standards for any assessment must satisfy two criteria. 

In the first place, they must agree with the standards set forth at the 

beginning of the project or as they have been altered in subsequent 

amendments, lo perform an assessment against other standards than 

these leads to considerahle frustration on the part of those who are supply

ing information or who are the subject of assessment. The second criterion 

for appropriate standards is that they should yield the correct type of 

information needed by the decision makers 

'lany assessment documents which are r-eated by a large bureaucracy 

tend to require such a high degree of uniformity from one project to 

another that they fai to satisfy the above criteria. The team leader 

may find it useful to invoke these criteria in responding to assessment 

pl anning. 

Measurement of Inappropriate Variables 

An institution is not composed of brick and mortar alone, nor is its 

excellence determined by such obvious criteria as the number of volumes 

in the lihrary An assessment which yields useful information to decision 

makers must, therefore, address those variables whic h describe the 

institution's true chardcter, its capability to serve society, its 

dynamic quality, its potential for growth and its capacity for survival 

These varial)les are usually subtle in character and difficult to measure, 
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and therefore, assessment exercises often measure only the physic&l attributes
 

of an institution rather than its "heart and soul
 

Inaccurate Measurements
 

The variables which need to be measured to describe an institution'c
 

growth and vitality usually must be measured by subjective means; which
 

immediately poses the problem of how to remove personal bias from such
 

measurements 
 Obviously, this cannot be achieved completely as long as
 

value judgments are involved, but certain safeguards can be built into
 

assessment activities that will be helpful
 

Considerable research has been devoted to the preparation of
 

questionnaires and other assessment instruments. These usually serve a
 

very narrow purpose for the agency that develops the instrument and they 

seldom prove to be widely applicable to different projects, 

Types of Assessment 

There are at least three major types of assessment and each has its 

specific purpose and style. Itwill be helpful to the team leader to 

recognize these distinctions in order to gain maximum utility from each 

of them. 

Insec tion 

Project inspection is characteristically performed by official 

visitors to the project from the home office or home institution. They 

will wish Lo see the highlights of project activity, to interview a Few 

"typical" team members and host staff individuals, and they will perform 

certain protocol activities required by the project. The primary purpose 
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for an inspection is to give the home office an overview and a "feel" 

for how the project is proceeding It does not provide time for delving 

into details of strategy heing employed, but it will give consideration 

to overall policies under which the project is operated,
 

An inspection can he viewed by the team leader as an opportunity to
 

use the prestige of the inspectors to further the project's purposes on 

the local scene 
 This may include a wide range of activities, such as
 

supporting project policies or 
requests, urging top management of the
 

institution to commit itself to certain decisions, or to "pour oil on 

troubled waters" within the team oroup. 

The team leader should remember that these inspection trips occur 

annually and that he can only satisfy a limited number of needs during any 

one visit He would (io well to give some thought to the high priority
 

issues that need to he settled during the inspection trip.
 

tonitorintg 

The monitoring process is a careful scanning or listening to the
 

project operations with a view to immediately providing the institution 

leaders and the team leader with information that is useful in altering 

or re-inforcing strategies and tactics being used in the project. In 

this sense, monitoring differs from evaluation since it is conducted 

to assist the projecL leaders rather than to inform other administrators 

associated with the project, Honitoring is designed provide immediateto 

feedback into the insti tution building activities. It is primarily 

advisory and consultative and is made for the explicit purpose of helping 

tie project leaders to do a better job With thnis outlook, the Inonitoring 

process can he performed best in close cooperation with top management. 
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The major distinguishing feature of the monitoring process is that it is
 

performed in a climate of helpfulness and cooperation rather than as 
an
 

exercise to be critical of the project performance
 

M.onitoring can be done in many ways but two essential features
 

should be observed. In the first place, the team leader usually finds
 

himself so preoccupied with daily activities that he does not have time
 

to stand back and look at his strategies and tactics for more than a
 

few minutes at a time Therefore, monitoring needs to be provided for
 

as additional staffing requirements of the project. In the second place, 

monitoring requ ires sympathetic object:ivity /\gain, the team leader 

becomes so immersed in hiis routine and so committed to activities in
 

which he has invested much time and thought that his objectivity in
 

assessing their value or in looking for alternatives can be seriously
 

handicapped Outside persons can be extremely useful in discussing pro

ject tactics, procedures, decisions and accomplishment on an impersonal
 

basis 

The value of using questionnaires or other instruments in the
 

monitoring activities is a ,moot question and will depend on the specific
 

goals, objectives, and plans of action If such an instrument is prepared,
 

it should be done in cooperation with the teami, the external assistance
 

agency and others interested and involved in the entire process,
 

The time required for such an exercise will vary according to the 

complexity of the project It is extremely important, however, to achieve 

an atmosphere of helping the team leader in his overall operations rather 

than as an exercise in evaluating or critizing his performance, Therefore,
 

the team leader could well participate in the selection of the visitors
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and the timing of their visit. The monitoring activity should provide 

opportunity for candid and searching discussion of the institution building 

progress and should provide broad perspective and helpful alternatives 

to existing patterns of approach. 

The monitoring activity has been used sparingly in the past, but 

there is considerable evidence that it merits much wider use. When the home 

institution participates in this type of monitoring activity, it enhances 

their confidence in tile team leader's overall performance and in the 

efficiency with which the project is proceeding under the particular 

environment in which it is beiig performed. It also strengthens the support 

and technical backstopping from the home institution. 

Evaluation 

Evaluation is a more inclusive term than either inspection or monitoring
 

and it is all essential part of the overall process of assessment, It
 

includes four major categories of evaluation; namely, compliance, effective

ness, sijnificance, and effici[ncy Evaluation is used to judge the 

devel op men t and growth of the institution It is an essential part of 

the insti tution building process and is done primarily with a view to 

determining how far along the entire project has progressed, The results 

of eval ua tion usual ly form the bas is for major deci si ons regarding the 

total level of support as well as the timing of external inputs. 

The evaluation process must necessarily include some judgment as to 

the quality of service performed by the contract team, and ths in turn 

is determined to a high degree by lie competence of tile team leader 

himsel f It i,1 very important, however, for tile Leam leader to anticipate 

tile kinds of questions which tile eva]uators are Iikely to ask and he should 
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be prepared to answer such questions with a high degree of objectivity.
 

Useful Variables to Measure 

If the purpose of the project is to develop an institution which 

has capability for impact in society, the evaluators will need to determine 

how well developed are the various features of the institution which 

give it this capability Three types of characteristics are important 

in this respect; namely, 

'institutional variables 

.linkage variables
 

.the criteria of institutionality 

Institutional Variables 

Tile institutional variables described in Chapter III include all of 

the internal characteristics of the institution which are important in 

describing its capability Therefore, an assessment of the project would 

include an indication of the degree to which leadership, doctrine, 

progral, resources, and internal structure have been developed. The 

standards against which this development is judged should have been set 

forth early in the project. There should be some description of tile 

minimum leadership which must be achieved during the course of tile project, 

the kind of doctrine that the institution would acquire and the level 

of commitment to it, the nature of the program which would make the 

institution most useful to society, the level of resources sup)plied from 

local sources and the adequacy of the organizational structure of the 

institution. \i of these fea tu res would receive attention whether the 
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assessment is in the form of inspection, monitoring or evaluation. 

In Chapter IV, various questions posed for each of thesewere insti

tutional variables, and any assessment activity could well start by asking 

these same questions. There will undoubtedly be other questions about 

these variables that will also be useful. The important concept here is 

that these are the variables which are essential to the institution's 

performance, and therefore tLhese are the variables which must be assessed, 

It is common practice for evaluation forms to insist upon a measurement 

of the quantity and quality of product coming from an institution as 

the ultimate criterion of the institution's capability. Unfortunately, 

the measurement of the value of the institutional product usually requires 

many years of observation and, therefore, such information is seldom 

available in adequate quantity during the life of a technical assistance 

project. It is for this reason that the characteristics of the institution 

itself - its intermediate products - must be used in judging project performance. 

Institutional Linkages 

The impact of t1,P institution on society and society's feelings toward 

the institution are also important measures of project success. Certain 

aspects of the institution's linkages are more easily measured than others. 

It is relatively simple, for example, to determine whether the institution 

has adequate legislative authority It is much more difficult to determine 

whether the pub lic relations program and the diffusion of "influence" 

coming from an institution are adequate. Even so, these are the real 

measures of the institution's impact, and they must be assessed in some 

manner. 
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Information on these criteria can be very useful to the team leader 

or other administrators in judging day-by-day progress in the project. 

One EAA field office, for example, used the descriptive categories from 

the institution building model to maintain an administrative-managerial 

profile for all of the institution building projects that were sponsored 

by that office Periodic evaluations were performed using a scale of 

"e'xcel lent'', "good", "satisfactory", "poor", or "unsatisfactory" for each 

of the categories Administrative use of these evaluations was made by 

posting them on large charts in the office where everyone could follow 

the progress of each project, Color coding was used to represent successive 

periods of evaluation, and this form of display for each of the institutional 

variables made it easy for all administrative personnel to see those areas 

that required immediate attention. 

Criteria of Institutionality 

A final approach to evaluation of the project is to examine whether 

the "organization" has become an "institution " This is the ultimate 

evaluation in determining the need for external assistance- Following 

are three basic clues that are useful in judging progress in this dimension. 

The survival of an organization is a necessary, but not a sufficient 

condition, for institutionalization. If the organization dissolves, if 

its budget is cut off or its staff resigns, obviously it no longer has
 

potential for becoming an institution However, the organization could 

persist with staff members still on the payroll and with budget still 

coming to it', and yet fai l to develop a capability for having anr innovative 

impact inl society That is why survival of the organization is considered 

to he a necessary, but not a sufficient condition, of institutionalization. 
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The second measure of insLi uLional i ty is the degree to which the 

institution is valued in its envi roniment. This is indicated by the degree 

of autonomy it has gai ned in the development of its program, in its internal 

managemrent, and in its access to resources, It is judged by the influence 

it is able to exercise in its external environment 

I\ third test is the spreadoffer_. of its activities - i.e., whether 

the relation.hips and paLterns of action which the institution has developed 

become normal for other units within the society Is new technology which 

has been introduced hy the organization becoming normal for other elements 

in society? Are the institution's ways of doing things, its new outlook 

or its new values beinrg adoped by other groups or organizations? 

These criteria for judging the institutional Ity of an organization 

will become useful in the later stages of the project as the team leader 

and his superiors begin to ask the question of whether the project has 

served its purpose in institution building. 

Assessment Related to Planning 

The several forms of assessment -- inspection, monitoring and evaluation -

can be regarded as devices for strengthening the hand of leadership; 

for making their job easier, more successful and rewarding. However, the 

benefits to he gained from assessment do not occur automatically - they 

too must he actively planned for and pursued One of the weak links in 

the assessment process is the tendency to allow it to stop with the writing 

of a report or the convening of a debriefing session If the process 

stops there, the major value will have been lost, Assessment is the factual 

basis for rational forward planning of the project, and the real payoff 
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comes 
in the quality of forward planning which it generates.
 

Assessment in one form or another provides a continuous stream of
 

facts and information required for continuous project planning. Since
 

planning is the process of designing future activities to accomplish goals
 

ii the most effective way, it must be based on the soundest possible
 

information. 

The end objective,therefore,of inspecLion, monitoring and evaluation,
 

as far as the team leader and the institution leaders are concerned, is
 

to have informnation upon which they can make recommendations for continuation 

or for change in the project. Forward planning and recommendations on level 

of support, types of project activities, and strategies to be pursued are
 

essential to all parties involved in the project. The team leader is in
 

a key position to convert assessment information into forward planning, and
 

he, therefore,cannot leave thi!. step to someone else. If the assessment is 

worth doing., it is worth i!sing! 
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The Team Leader's Role
 

The various parties to the team leader's performance present him
 

with a dizzying array of perspectives and demands. It would be very easy
 

for him to get lost or swamped in such a maze unless he has a reasonably
 

good map to guide his activities, decisions, and functions.
 

Let us briefly recapitulate what each of the four key relationships
 

has in store for him.
 

With the Host Institution and Host Government
 

The team leader is to bring in from the outside ideas for improved
 

institutional models, new skills and technology, additional external
 

resources (such as equipment, operating funds and information) and
 

opportunities for staff members to gain outside training and experience.
 

The application of these resources is to be managed in such a way as to
 

contribute most efficiently to building the institution's capability to
 

become an innovative influence in its society. Thus in a real sense the
 

team leader becomes a joint manager of the host institution's external
 

resources, and he realizes that while they form a minor part of the
 

institution's total resources, they represent its major potential for change
 

and innovation.
 

With the Team
 

The team leader's role with the team is to guide their professional
 

energies in the process of institution building and to administer their
 

activities in such a way that they are professionally rewarding and
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upgrading. The team will, 
of course, look to him for many of their personal
 

and family needs, and as a channel of communication to their home institution
 

and to the other agencies with whom the project is workinq. 
The major role,
 

however, which the team leader cannot delenate to anyone else, is 
to manage
 

the professional activities of th, team members 
so that their customary
 

professional performance is converted to 
institution building ends.
 

With the lome Institution
 

The team leader's role is the "on-site mananer" of the contract with
 

the external assistance agency. lie must ensure that all 
of the provisions
 

and constraints of the contract 
are met. lie must Hirect the activities
 

of the personnel entrusted to his care and make provision for the safety
 

and qeneral welfare of their families, lie is the designer and the executor 

of the major stratenies of the institution buildino project, and he is the
 

evaluator of the performance of the members of his teami lie is the pro

jector and protector of the image of the home institution.
 

With the External Assistance Alency 

The team leader's role with the external assistance aqency is that of 

the direct contact person on the project site. In this position, he is to 

provide monitiring information to EAA on the progress of the project, 

estimates of its resource nee(Is, and a continuing evaluation of the importance 

of the project to the overall country development.
 

The team leader's role looks complex and almnst unmanageable even 

when viewed piece by piece like this . Yet he has to put the pieces 

together and manage them as a whole. It is usful, therefore, to develop
 

some feeling for how he will orchestrate the entire set into a single
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manageable role for himself. 

In the first place, all demands will not come at him as soon as 

lie arrives. Host nationals and team members will simply not ask him, 

or even expect him to function far beyond the capacity of any newcomer.
 

At least they will not persist with unrealistic expectations if they
 

see him trying honestly to learn, and big enough to admit, his early
 

ignorance and his need fnr help. 
 Initially, therefore, he may take
 

responsib4,ity for only the routine 
aspects of managing of the technical
 

assistance team. Only as he nains experience and develops the confidence
 

of his colleagues and his administrators will lie be relied upon to interpret 

policy, to make judoments on allocation of resources, to evaluate personnel 

performance, and to render opinion on the staoe of the development of the 

entire project.
 

The role of the team leader also chanqes as the project itself matures. 

In the initial stages, the team leader's major concern is with getting 

a team into the field, gettinn their housin and family accommodations 

worked nut, settini up administrative structure and makinn contact with 

the host institution and host government. As the project gets underway, 

however, these activities will become so routine that they wil' be 

delegated to sub-professionals, and the role of the team leader increasingly 

takes on the more complex features of determininq strategy for the many 

facets of the institution buildiin( operations, establishinn priorities in 

the further use of external assistance resources, creatina opportunitles 

for more effective team involvement, and providing general leadership 

to the whole enterprise. 
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Desirable Role Characteristics 

Whatever the stage of development of the team leader or of the project, 

experience shows that his work will be better if it has three characteris

tics: careful planning, a style that is open and engaging, and is the 

outgrowth of thoughtful homework and basic personal preparation. 

Careful Planning
 

Very simply, the greater the complexities, the more important it is
 

to have a plan. A long-term, detailed plan is not meant here, important
 

as that is, but a disposition and skill to work systematically to estab

lish and keep updating simple work plans for his activities. Such an 

approach will permit the team leader to give his attention in an orderly 

manner to the most important functions which he must perform first, leaving 

the less important furtions to others or for later disposition. Experience 

warns that the most dedicated and persistent administrator cannot overcome 

the handicaps of misconceived or planless work. The most frequent complaint 

registered against team leaders in the past is that "they do not find time 

to be a leader," but rather find themselves entangled in the minutiae of 

administrative chores. 

An Open and Engaging Workstyle 

Again, whatever the stage of development of the project, there are
 

certain administrative practices which the team leader will wish to 

bear in mind because of the complicated nature of this particular assignment. 

The fact that he is looked to for administrative leadership by such a wide 

variety of clients makeq it extra important that his manaqement style be 

open, that he discuss problems freply with a large number of people, and 
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that he seeks inputs and information from many quarters. It must be 

obvious to all that his decisions are clearly based on considerations
 

devoid of personal benefit, and that he has a dedication to the project's 

purpose. To violate any one of these features in his administrative style 

is to invite serious restriction on his capacity and usefulness in this 

demanding role.
 

Advance Preparation and Continued Learnina 

Team leaders who manage their complex role well are those whose 

preparation has depth - the depth that allows them to work and think below 

the continuous disturhancas and distractions at the surface of events. 

This preparation must be both personal and nrofessional and it starts way 

back. 

As far as advance preparation for the particular institution building 

project is concerned, it is very important to safeguard it from the many 

pressing demands on the team leader as he closes up his work at the home 

institution and attends to the exacting details of getting himself and his 

family organize6 for departure. lie should be given adequate time to become 

familiar with the principles and processes of inscitution building that 

are covered in this GUIDE. lie must nive some thought to the political and 

social forces which affoct the institution's proqress. lie also needs to
 

develop some feel for the host country, for the political and cultural 

setting and the people with whom; he will he working. And he may need time 

for the all-important languane trair;ino. 
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Preparation for Role
 

Quantity and Nature of Study 

People differ in the amount of study they find useful as preparation 

for going to a new situation. Some read everything they can lay their 

hands on - a kind of saturation. Others prefer to study later, in relation 

to issues as they arise in the actual situation. They want to let the 

situation speak to them and to listen with understanding. The quantity 

of preparation the team leader is comfortable with is the mode for him to 

adopt. However, some useful hints can be given as to the nature of the 

study and what to avoid. 

What is important is to net a feel for the patterns of living and 

working in the host country. flow do people there perceive and experience 

their world and manaqe themselves in it? It is particularly important 

that the team leader gain this understandinn about the people with wholl 

he will work both in the new institution and in the part of the country 

in which the institution is located. The aim is to develop a capacity 

for seeing the world "through their eyes" so that lie can relate himself 

and his contribution accurately to their view. The difference between 

their point of view and his own lies, not in the amount each has experienced, 

or that one experience is better than the other, but that they experience 

differently, give different importance to siiiilar events, and attach 

different meanings to those events. The same is true, of course, between 

different groups in the hos;t county 

The danner of most conventLio .erature arid study about other people 

is that they emphaize the differences. The reader becomes an interested 

onlooker on strange events. The host country does not appear to be a place 
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in which relationships can be developed and a new 
institution built in a
 

systematic predictable manner when the readinns make the country seem
 

remote. What the team leader needs 
to study is inside facts. Analyses
 

by outsiders need not be avoided, but the team leader can best build his
 

understanding through studying the country's own 
literature and scholarly
 

work, autobiographic journals and papers. 
 By reading the indigenous
 

material, 
the team leader will learn how the facts hang together for the
 

people in the host country. It will describe the world they know. 
 Ignorance
 

of "facts" is inevitable and may in fact be advantaneous because the team
 

leader will have more reason 
to ask local people for information. They will
 

then he in a position to nive him somethino; and they usually enjoy being
 

asked.
 

Scanning the Current State of the Project
 

Scanning the contract and the current state of the project is also
 

necessary preparation. 
 It is the team leader's personal responsibility
 

to satisfy himself that the goals and the arringements make sense to him.
 

This need for a personal estimate does not belittle the estimates made by
 

the parties which entered into the contract, or by his predecessor, if the
 

team leader is joining an ongoirn project. Instead, it is prerequisite to
 

his deep personal ommitment to accomplishinrq the objectives.
 

Feasibility in the abstract is 
a first check. Reasonable certainty
 

that the various contractual commitments can he carried out is a second.
 

The team leader needs to appraise to his satisfaction the relationships 

between key aqencies involved, and the different stakes which the host 

government, the external assistance anency and the home institution may
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have in the project; whether they match and mesh well enough. 
 Whether, 

if they do not, they can be made to do so. 

Preliminary Travel 

After the team leader has scanned the current state of the project, 

some preliminary travel is hirrlily recommended. The travel should include 

a visit to the host country, esnecially if he has not been there before. 

This trip can firm up the team leader's estimates of institutional climate 

and commitment, and yield myriad details relevant to his understanding of 

his task and new situation. Equally important will be a better under

standinn of the tasks and roles of others in the project.
 

It is important 
 that the team leader also meet with nersons in his 

own country or elsewhere who have experience in the host country. They 

can share their estimates of its strengths, weaknesses, and its ways of 

workin . They can help the team leader explore the questions he has at 

this preliminary stage. Most important, the team leader needs the 

reassurance and confirmation that comes from discussinq his own perspective 

with one or two experienced and respected persons. 

Self Appraisal 

Along with qainin this preliminary understanding of the project, 

its potentialities and pitfalls, the thouqIhtful team leader reflects also 

on the demands the project will male on him. W4hat combination of personal 

strengths and] weaknesses does he bring i to the task? Does lie find himrself 

likinq his prospective host colleanunes, and they him? Does the task and 

situation encompass the things lie enioys and does well? Do its demands 
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fall 	within his personal capacities and tolerances, and those of his
 

family? Successful team leaders operate out of an internal peace which
 

gives them strength and sureness and also the freedom to try new ways,
 

to take risks, and to live with uncertainties and low control. They feel
 

right about themselves in this role. Calm competence, not frantic activity,
 

is the hallmark of their work. 

Self 	Renewal and Reassessment
 

The team leader may we ll plan to take a few days soon after arrival 

to review his role in relation to what he finds the state of the insti

tution to be -in fact - a kind of mappina of the terrain in whichli he will 

work. An outline for such a mapping exercise is cliven by the following 

questions.
 

. low are the project's objectives understood by the host nationals 

engaged in it? low do present objectives compare with the initial 

rationale for establishinq the project? Htow do the major inputs 

to be made frc.in the external assistance project match what is
 

needed?
 

2. 	What functions seem to be required from the technical assistance 

team to attain the basic objectives? 

3. 	What is the state of the resources to support the above functions
 

(money, supplies, eqJuipment, material, facilities, skills) and
 

what is their prospective flow?
 

4. 	What actions are waitini to be taken, in order to perform the 

above functions? (establish various linkages, build new leadership, 

train new pers onne I , etc.) 
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GLOSSARY OF TERMS USED IN
 
THE GUIDE
 

Assessment: (l) Inspection - conducted for official visitors to the
 
project to provide a general understanding of activities, policies :nd
 
objectives Should be viewed as an important part of project's pub ic 
relations; (2) onitoring - periodically initiated by project leaders
 
to gather pertinent information from which to judge whether strategies,

tactics and plans are working satisfactorily Information gathered is for
 
internal project use; (3) Evaluation - used to judge rate ofproject

development, accomplishment, success and movement toward iristitutionality.
 

Chanqe 'lodel: A set of nlans, design or description which will serve as
 
an example of new ideas and of activity for doing
patterns things differentl, 
or for conceiving different styles of crganization in society Change
models serve as blueprints for bringing about innovation 

Constituency The persons, qroups, organizations and other institutions
 
in the society who are served by the project. The members making up the
 
project's relevant world
 

Counternart(s): The person in the host insti tLtiOn with whom a foreign
technical assistance man works most closely; co-equals from host national 
group and outside technical assistance team who have a shared responsibility 
for project activities 

Criteria of Institutional ity: Factors used to judge whether an organization
has become an institution: (1) Survival of the organization over time;
(2) The degree to which its services (products) are accepted and valued; 
(3) Whether and are related toits functions services society's requirements;
(4) Whether its internal structures reflect commonly held norms and values 
of the society to which it is related; (5) Whether its achievements over time 
have included influencing the environment in positive ways, as, for example,
through the values it creates and makes available to other institutions 
which are related to it These criteria suggest the ability of the insti
tution to continue successfully and maintain its innovations in society
without further technical assistance 

Critical Hass: Sufficient concentration of manpower and resources in one 
activity to brinn about a concerted effort to insure rapid development of 
that part of the program. Often 'sed to gain early visibility for project.
 

Cross-Cultura l Communication Problems: The complexities of communications 
resulting from working in a second language and dealing with different 
gestures, custors and :annerisms 

Diffuse Linkages: The interdpendencies with various individuals and groups
in society who are not directly, formally or visibly connected with the 
institution, but who may indirectly influence project activities. 



Doctrine: The expression of goals, the operating philosophy and expression 
of what the institution stands for, what it hopes to achieve and the styles 
of action it intends to use The base from which operating strategies 
are planned
 

Enabling Lit-Iaqes: Interdependencies or rclationships with social , economic 
and political groups ,wjhich control the allocation of authority and resources 
needed b)Y the ins LiLuLi o O fo Li n 

External Assistance /\gency (E_A. The donor agency which provides resources, 
manpower ind technical ass i stance to the recipient country Such resources 
may he provided directly to the recipient or channeled through a third 
party LIde r C01tractual aIrrangement ixamples of External Assistance Agencies 
would be privarte FoundaLtions , 11 -) Agency for International Development, 
The United tiations and the )rganilzation of Ameri can States 

Functional linlajs Interdeendencies or relationships with those 
organizations nerforiniig functions oiil services which are coiuplemirentary 
to the nrojoct and whiclh supp Iy che needed inputs and use the outputs 
of the nroject. 

Grass Roots: The groups and undifferentiated miiihers of society who provide 
or wi thhold pol i tical and social support for the institution 

Green Revolution: The peaceful social revolutien brought about by technical 
advancements in agriculture that wi1 llelp to raise the standard of living
in delveloping nations, and for many, bring about agricultural self-sufficiency

1landinq Over: The team leader tuirning over his role and responslibility to 
a successor. fla,/ also he used to refer to bie withdrawal of the technical 
assistance team with host nationals assuming full responsibility for all 
project olieratirns 

flome InstitUtloi, The organization from which the technical assistance team 
is drawn and which has contractLal oligations with the External Assistance 
Agency and Host Country to provide technical and administrative backstopping 
for the team. In international agency snonsored projects, the Horne 
ITustitution may also be the External Ass istance Agency 

Host Segment: Another term for "host ins.itution," the group of institutional 
leaders and membhers with whom the tech nical assistance team has close official 
and oreratilnal contacts 

Innovation: A technology, practice, process or wav of doing something which 
is new or a denarture flrom prevailing practices in a society An adaptation 
to a changing situation 

InStitution: An established organ1zation that has a specific "new" role 
or function to perform in society; an organization that has a dynamic
quality for introducing change and innovation and for sustaining that in
novatinn until it becomes irlhedded in societ\/ An organization whose services 
or products have become valued. An organization whose functions and services 
are relatcd to society's commonly agreed requirements, as tested by its 
adaptability over time to human needs and values; vhose internal structures 



embody and Protect commonly held norms and values of the society to which

it is related; and, whose achievenents over time have included influencing

the environment in positive wavs, as, for example, through the values
 
its creates and makes availahle to other institutions which are linked to it. 

Instituti on Building ; The process involved in deliberately forming a new
 
nstitution or refori.ng an existing nne in a manner that will 
give it the
 

characteristics of an institution instittlion building as 
a part of
 
development, u"phasizes the role and ..ratg ies of external agents il
 
contri huting to the process and admin i strati ve/management apprrciches iln
 
making technical assistaice most effective Stress is placed on the im
portance of institutions because development cannot le achieved without 
 them 

Ins itutional Variable. One of the five internal c haracterist ics generic 
to all organizationa Iinstitutions: leadership, doctrine, program, 
resources and internal structure which are icentified for analytic purposes 
as the most important organizational characteristics for survival and success
The absence of any one variarle in the inst i tntuion will prevent it rrom 
functioning 

Institutional Visibil ity: Public and governmental awareness of the institu
tion's presence and the value of its activities and services Early visi
bility to the institution av be gained from selected activities, witM, the
 
objective of gaining acceptance for the institution and continued support
 
from society and government
 

Institutionalization: The temporal process through which an organization 
moves in order to reach the point of instrtiitionality; thus, possessing
 
the characteristics of an institution (see institution) 

Internal Structure: The formal and informal patterns of authority,
organizational hierarchy, division of labor and specialization among the 
component parts and the channels of communication 

Linkage The institutinn's ties with various components of society; the 
interdependencies or relationships with a particular institution elsewhere 
in society The means by which the institution builds interconnections 
with other organizations which are important to the institution and from 
which continued support and resources come The linkage variahles represent
the relevant coponents of the institution's world. 

Norm: A rule or standard of behavior defined by the shared expectations
of two or more people regarding what is to be considered socially acceptable 

lormative linlane: Relationships or ties to other institutions which 
incorporate norms and values (positive negative) whichor are relevant to 
the doctrine and program of the institution 

Operational lonitoring; A self-evaluation which involves a continual 
re-examination of strategies for achieving the qoals set for the institution;
provides the hasis for shifting resources and structure to acconplish
primary objectives and taking advantage of changing opportunities in the 
env i ronment. 

http:refori.ng


Power Structure: The distribution of influence and authority among persons,
 
groups, organizations and institutions within a defined political or social
 
commu n i ty 

Proram. The sum total of the institution's activities, or, the sum of 
related, functional activities which form the component parts of a program. 
The means by which objectives are realized and the institution secures its
 
desired social impact
 

Resources. The variety of items such as monetary funds, authority, physical 
facilities and staff which the institution has at its command to convert 
into programs the nation needs for its social and economic development. 

pal: A pattern of behavior, structured around specific rights and duties 
which are associated with a particular psition within a group or social
 
situation A person's role in any situation becomes defined by the set of
 
expectations for his hehavior held by others and the person himself 

Strategy. The pattern of objectives, purposes, or goals and major policies
 
and plans for achieving these goals, stated in such a way as to define
 
what kinds of actions the institution ir to engage in and what the nature
 
of the institution is to be Strategies normally cover long periods of
 
time They serve as blueprints for action
 

Leadership; The groun of persons who are actively e jaged in the formulation 
of the doctrine and program of the institution and woo direct its operations 
and relationships with the environment Leadership is considered to be the 
single most critical element in institution building because deliherately
 
induced change processes require intensive, skillful, and highly committed 
manaqeilent both of internal and of environmental relationshins Leadership 
is considered primarily as a group process in which vdrious roles such
 
as representation, decision-mali ng and operational control can he distributed 
in a varietv of matterns among the leadershipo group The leadership group 
comprises both the holders of formally designated leadership positions 
as well as those who exercise important continuing influence over the
 
institution's activities A number of 1eadership properties are identified 
as variables, among them political viability, professional status, technical 
competence, organizational competence and continuity High ranking on 
each of these nronerties is expected to correlate with leadership success 
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5. 	 What types of personnel and what additional competences are still 

needed? (how many and what qualifications) 

6. 	 How can the team member; he committed to various roles to perform 

most effectively in institutionr buildinq? 

7. 	 What will be the measure of success in institution building that 

should be looked for at the end of the first year? the second?
 

and 	 the third? 

8. 	What are the most urgent steps required of the team le&jer during 

the next two or three months? 

9. 	 Which attract him most (least) and which blind spots of his own 

does he need to guard against? 

Similar reviews deserve to be inserted from time to time into the 

team leader's schedule, some involving other team members. He needs to
 

keep on reflecting and learning, as he also helps others learn.
 


