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FOREWORD
 

This field report is unique. Rather than simply describ­
ing or analyzing field work or a rural situation, it contains
 
two general discussions before the project-level exercise is
 
described. This approach was followed because it was deemed
 
necessary to provide some background on the management prob­
lems which are commonly associated with "coordinate" organi­
zation designs. Additionally,. it was decided to provide a
 
general introduction to the use of organizational development
 
in IR.
 

These two discussions provide a necessary backdrop for
 
the organizational development exercise held at the Bula proj­
ect -- OD can smoothe implementation processes but it cannot
 
eraso difficulties associated with coordinative designs.
 
Nevertheless, such designs do make OD more necessary.
 

Another factor also influenced the format of this report.
 
Since the project manager requested general organization and
 
management guidance, it was decided to provide directly an
 
overview of the state of knowledge relating to organization
 
designs and management strategies for guiding horizontal rela­
tionships among cooperating organizations. Thus, to respond
 
to the needs of the Bula project management, this field report
 
follows an uncommon format.
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PREFACE
 

The purpose of the service described in this report is
 
to facilitate coordination and assist in the implementation
 
of the Bula-Minalabac integrated area development project
 
in the Bicol Region of the Philippines.
 

To achieve this purpose, three people provided profes­
sional technical assistance in organization and management:
 
during an exploratory trip in the Spring of 1979, Mr. James
 
A. Carney, Jr. and Dr. Thomas Armor developed a scope of
 
work for an organizational development workshop to be held
 
in the Fall of 1979; in October, Dr. George Honadle, a de­
velopment administration specialist with prior field expe­
rience in the Bicol, accompanied Carney and Armor -- the
 
organization development specialists -- and assisted them
 
in conducting the workshop; and in January 1980, Armor re­
visited the Bicol to follow up on the workshop, provide
 
further encouragement to the participants and assess the
 
impact of the intervention.
 

The purpose of this report is twofold: first, an at­
tempt is made to document the process of providing technical
 
assistance to the people at Bula; second, an attempt is made
 
to place this particular exercise into the larger context of
 
the organization and implementation of integrated rural de­
velopment. This should serve both to record the practice of
 
rural development in the Bicol and to present some more gen­
eral observations which might be useful to field staff.
 

Each section of the report was written primarily by one
 
person: George Honadle wrote the section on the structure;
 
Tom Armor wrote the section on the process; James Carney wrote
 
the section on the experience, with some assistance from Tom
 
Armor.
 

The energy, interest, enthusiasm and cooperation of many

people were necessary for this exercise. Those who were par­
ticularly helpful include: Don Wadley, David Heesen and Ralph

Bird of USAID; Conrado DeLacruz and Jordan Chavez of the Bula
 
project staff; Salvador Pejo, Regional Director of the Ministry
 
of Agrarian Reform; David and Frances Korten of the Ford Foun­
dation; and the regional ministry staff, project staff and vil­
lage leaders who participated in the workshop. All of their
 
efforts are greatly appreciated.
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I. THE STRUCTURE: INTEGRATED ORGANIZATION
 
OR MANAGEMENT OF COORDINATION?*
 

STRUCTURE AND BEHAVIOR
 

Many attempts have been made to define "integrated rural
 

development"; none have been exceptionally insightful, most have
 

added more confusion than clarity, and few have proven very use­

ful.l/ We have adopted a broad definition -- the process of
 

combining various development services into a coherent effort
 

to improve the well-being of rural populations. Without elab­

oration, however, this definition is not likely to assist the
 

effort to understand organizational and administrative problems
 

associated with IRD.
 

For the purposes of this report, the organizational and
 

administrative dimensions of IRD will be reduced to sets of
 

structural and behavioral considerations. In such a scheme,
 

"integration" becomes a structural feature whereas "coordina­

tion" refers to behavior.
 

Integration
 

The principal difference between an integrated as opposed
 

to a functional organization is indicated by the level where
 

authority over the full range of organizational activities con­

verges. In a functional organization it occurs near the top:
 

all engineers report upward through other engineers to the
 

1/ For a sense of the definitional quagmire that is IRD, see
 
John M. Cohen, The Administration of Economic Development Pro­
grams, Development Discussion Paper No. 79, Harvard Institute
 
o-r-International Development, October 1979, pp. 32-54.
 

* This section was written by George Honadle. It is based on
 

George Honadle, Elliott R. Morss, Jerry VanSant and Peter F.
 
Weisel, Integrated Rural Development: Making It Work?, a pre­
liminary review of the state of the art of the organization and
 
administration of integrated rural development prepared for the
 
Agency for International Development, DRAFT, Development Alter­
natives, Inc.,February 1980.
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minister of public works; all aqriculturalists report through ver­

tical channels to the minister of agriculture; all medical per­

sonnel are ultimately responsible to the minister of health; and
 

only at the highest level -- the president -- does authority
 

over the three sectors converge. In an integrated organization,
 

on the other hand, convergence occurs closer to the bottom of
 

the organizational hierarchy. In an integrated area development
 

project, for instance, engineers, agriculturalists and medical
 

personnel may all be accountable to a single project manager in
 

a subdistrict area. Thus integration denotes structure.
 

This difference in structure i diagrammed in Figure X-l.
 

In this display, M represents senior management, S represents
 

field-level supervision, and A, B and C represent functional
 

specialization such as engineering, agriculture and medicine.
 

In a functional organization, the supervisory level is filled by
 

a specialist with the same background as those being supervised.
 

Senior management (M), however, might be drawn from any of the
 

functional specialities (A, B, C). In an integrated organiza­

tion, S is confronted with the same organizational view held by
 

M in the functional structure. That is, the field level over­

sess all of the various functional areas within the organiza­

tion. Thus, integration implies comprehensiveness (a multi­

sectoral focus) and control (direct lines of authority).
 

There are both advantages and disadvantages associated with
 

each of these organization designs and they can be expected to
 

be important factors affecting the type and magnitude of manage­

ment problems occurring during IRD implementation. For example,
 

integration is a form of decentralization. Since an integrated
 

structure provides a cross-functional focus at a lower level,
 

there is a decisionmaker with a "total system" perspective lo­

cated closer to the point where services are provided. Thus in­

formation about the entire scope of activities is available for
 

field decisions. This is advantageous when activities are high­

ly interdependent.
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FIGURE I-i
 

INTEGRATED AND FUNCTIONAL ORGANIZATIONAL STRUCTURES
 

INTEGRATED ORGANIZATION
 

M
 

S 	 S S
 

/I\ 	 /I\ /I\

A B C A B C AB C
 

FUNCTIONAL ORGANIZATION
 

M
 

S S 	 S
 

A A A B B B 	 C C
 

Source: 	 James C. Worthy, "Some Aspects of Organizational Structure in Relation
 
to Pressures on Company Decision Making,: in Industrial Relations Re­
search Proceedings, L. Tripp, ed., N.Y.: Harper & Brothers, 1973,
 
pp. 72-76; included in Arlyn J. Melcher, Structure and Process of Or­
ganizations: A Systems Approach, Englewood Cliffs, N.J.: Prentice-

Hall, 1976, p. 195.
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On the other hand, some problems can be expected from this
 

arrangement. For example, when an engineer is responsible for
 

supervising and judging the work of agriculturalists and nurses,
 

the latter two qroups may suffer from low morale. This is un­

derstandable. Without the confidence that their superior shares
 

a common disciplinary perspective and similar definition of ac­

ceptable approaches, professionals may be less satisfied with
 

working conditions, interpersonal relationships or career paths.
 

Additionally, there will be fewer shared perspectives among co­

workers. Integrated structures can, therefore, be expected to
 

generate more anxiety than functicnal ones. Furthermore, the
 

establishment of integrated structures is often accompanied by
 

the development of non-congruent, informal communication chan­

nels among functional specialists. For example, gossip networks
 

and lunch groups may reflect professional backgrounds rather
 

than task units. Thus, morale problems and communication com­

plexity are natural concommitants of integrated strategies.
 

These differences between functional and integrated organi­

zations also have implications for personnel recruitment and
 

staff development. A functional organization puts a premium on
 

supervisors who are less independent. Consequently, the well­

rewarded supervisors are not those with either the leadership
 

experience or the personal characteristics needed for senior
 

management. Instead, they are the narrow-focused compliant spe­

cialists. An integrated structure, in contrast, provides a good
 

training ground for management but also creates a threat to
 
senior management by providing supervisors with experience and
 

skills similar to the higher levels. As a result, there is of­

ten an unwillingness to delegate real authority to a potential
 

rival. Therefore, although inteqration creates a decentralized
 

focus, it is sometimes handicapped by centralized control over
 

decisions.
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These difficulties are further complicated by the various
 
degrees of "integration" actually embodied in field projects.
 
For example, some strategies are essentially functional ap­
proaches with a mixed qroup of interagency personnel temporarily
 
attached to a lead line agency. Moreover, the level of control
 
over these personnel may be minimal.
 

The impurity of actual field arrangements underscores the
 
need to see integration and coordination as different, yet simi­
lar, aspects of IRD.
 

Inteqration...mean(s] that action which brings previously

separated and independent functions and organizations (or

personnel, or resources, or clientele) into a new, unitary

structure; whereas coordination.. .describe(s] various ef­
forts to alter or smooth the relationships of continuing,

independent elements such as organizations, staff and re­
sources.2/
 

Coord inat ion 

A combination of the complexity of IRD and the sensitivity
 
of some activities to complementary activities suqgests that the
 
need for cooperation and coordination in IRD projects may be
 
greater than in sinqle-task, single-sector projects. Thus com­
plexity and sensitivity make a concern for coordination a major
 
management focus. 
 This requires that the nature of coordination
 
be clearly specified.
 

Coordination describes the type of managerial behavior re­
quired to produce the impact visualized by the designers of an
 

2/ Robert Morris and Ilana Hirsch Lescohier, "Service Integra­
tion: Real Versus Illusory Solutions to Welfare Dilemmas," in

The Management of Human Services, Rosemary Sarri and Yeheskel
 
Hasenfield, eds., New York: Columbia University Press, 1978,
 
p. 23.
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integrated project. The word itself provides a clue to the be­

havior it describes -- "co-" suggests joint or shared activities
 

while "-ordination" implies the ranking or prioritizing of those
 

activities. This prioritization refers to the timing, type,
 

quality and magnitude of resources applied and goods or services
 

produced. It also includes the distribution of implementation
 

responsibility. The joint effort refers to sharinq resources
 

and information to guarantee the needed mix of goods and ser­

vices. The measure of coordinated activity is thus the degree
 

of information and resource sharing, while the measure of inte­

grated service delivery is the appropriateness (timing, quality,
 

type, maqnitude) of the mixture of opportunities received by the
 

target population.
 

For an integrated structure to produce the desired results,
 

then, a high level of coordination will be called for. Thus,
 

integrated strateqies will be very dependent upon informal deci­

sion networks and communication channels.
 

This implies that any examination of the organization and
 

administration of integrated rural development must pay atten­

tion to both formal structural characteristics and informal man­

agerial behavior. The interaction between the two and the rela­

tionship between that interaction and project impact is the sub­

ject of this inquiry.
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EXTERNAL ORGANIZATIONAL STRUCTURE
 

Two issues must be resolved during the macro-design of
 

organizational arrangements: First, an appropriate level for
 

intervention must be chosen; and second, an appropriate host
 

for the effort must be chosen.
 

Each choice involves tradeoffs. In the case of level,
 

the decision can be based on local context, project priorities
 

and the advantages and disadvantages of centralization (inte­

gration with authority at a high level) versus decentralization
 

(integration with authority at a low level). The selection
 

of the host organization can also be based on local dynamics
 

and project priorities as they relate to the strengths and
 

weaknesses of the four most common placement strategies.
 

This section identifies the options available to organi­

zational designers and presents a summary of the tradeoffs
 

inherent in each alternative.
 

Centralization Versus Decentralization
 

A basic question to be answered during the establishment
 

of an integrated service delivery strategy is "At what hierar­

chical level should integration occur?" IRD efforts range
 

from the lowest level, e.g., multisectoral training for village­

level paraprofessionals, to the highest, e.g., a cabinet-level
 

coordinating committee for IRD.
 

The choice of an appropriate hierarchical point to provide
 

an integrated focus is tied to the relative advantages of
 

centralized versus decentralized decisionmaking. Some of the
 

tradeoffs are well established. For example, a centralized
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decision structure tends to overload formal communication sys­

tems and it requires more infrastructure and resources than
 

does a decentralized structure, if decisions are to be made
 

within a similar time span. It is also known that decentral­

ized structures require more elaborate informal channels.
 

Thus, the tradeoffs in this case are relatively certain and
 

defined.
 

For example,
Other tradeoffs, however, are less clear. 


some research suggests that top-level administrators tend to
 

make better decisions about linkaiies with outside organizations,
 

though different studies conclude that a combination of decen­

tralized decisions and multiple communcation channels facil­

itates interorganizational cooperation. Thus, conflicting
 

and non-parallel reports and experience indicate that some
 

tradeoffs are not yet clearly defined.
 

Additionally, culture and history influence the appropri­

a decision structure and intervention level. For
ateness of 


example, balances of power between ethnic groups, and cultural
 

preferences for autocratic versus participatory decisionmaking
 

are factors which affect the relative acceptability of central­

ized or decentralized organizations.3/
 

Potential tradeoffs between integration at high or low
 

It must be
orqanizational levels are noted in Figure 1-2. 


remembered, however, that although integrated rural development
 

implies a more decentralized strategy, the choice of level is
 

not independent from the choice of host.
 

3/ In situations characterized by strong ethnic politics,
 
administrative reforms tend to be more successful if they are
 
initiated at the provincial level, but not the national level,
 
and if the dominant group has a solid en--ivgh position to view
 
"objective" management criteria as helping to legitimize its
 
position.
 



FIGURE 1-2
 

STRENGTHS AND WEAKNESSES OF CENTRALIZATION AND DECENTRALIZATION
 

CENTRALIZATION 


* Increases speed of decision with routine deci-

sions and certain technologies; 


o Allow appropriate incentive system to affect
alw aoriateioncntlivenssem ton;
or 

focal organization and linked organizations;
 

o Raises probability that a controversial policy 

M will be implemented; 


0 If an organization is both autocratic and cen­* I 

tralized, change can be readily introduced; 


o Top-level administrators have longer tenure, 

and decisions made by them about linkages with 

other organizations tend to produce more valu­
able interactions; 


o Improves high-level morale and initiative. 


o Overloads communication systems and requires 
more infrastructure/resources than decentrali-
zation to produce decisions in a given time; 

a Changes cannot be readily introduced into a 
bureaucratic centralized organization; 

EnE Does not nourish new leadership;D 

* Sensitive to situations where national-level 
elite is not sympathetic to client group. 

DECENTRALIZATION
 

o Increases speed of decision with non-routine decisions
 
and uncertain technologies;
 

o Participative, decentralized and autonomous organiza­tions are more productive, efficient and satisfying;
 

o Decentralized decisionmaking and multiple communica­
tion channels facilitate interorganizational coopera­
tion;
 
Although the direct power in the hands of national
 
leaders is reduced, decentralization increases their
 

ability to guide society by creating more communica­
tion links within it;
 

* Improves low-level morale and initiative;
 

o Nourishes new leadership;
 

o Facilitates client participation.
 

o Requires highly developed informal communications
 
channels;
 

discretion at lower levels decen­* Without financialdireinalorlelsec­

tralized strategies will not work;
 
* A wide range of goals facilities decentralization;
 

Very difficult when inefficient disbursement systems
 

exist;
 
oOften requires a program element designed specifically
 

to improve lower-level planning capability among
 
those charged with implementation.
 

o Sensitive to situations where local-level elite is not
 
sympathetic to client group.
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Organizational Placement
 

The placement of an IRD effort is also a macro-organiza­

tional concern. Tke four basic choices for structuring a more
 

or less integrated delivery system are:
 

Using a lead-line agency .,thcooperative
 
agreements between it and other sectoral
 
agencies;
 

0 


0 	 Working at a program level through a sub­
national government unit such as a region
 
or province;
 

0 	 Oper:-ting through an integrated development
 
agency which is a permanent organization
 
deriving its authority from a president's
 
office; or
 

* 	 Establishing an autonomous but temporary
 
project management unit (PMU) to deliver
 
integrated services wlthin a specified
 
but limited geographic area.
 

There are numerous tradeoffs involved in the choice of
 

placement strategy. For example, limited area development ef­

forts have the advantage of providing a delimited catchment
 

area where impact can be more readily identified and hetero­

geneous conditions can be minimized. Such project approaches
 

can avoid unecological, unethnic and uneconomic boundary divi­

sions such as provinces, districts or regions. In fact,
 

limited-scope, area-based projects provide a successful strat­

egy for promoting participation and avoiding control-oriented
 

bureaucracies not overly sympathetic to rural poor benefi­

ciaries.4/
 

4/ See, for example, I. Livingston, "On the Concept of Inte­
grated Rural Development Planning in Less Developed Countries,"
 
Journal Of Agricultural Economics vol. 30, no. 1, 1979, pp. 49-53.
 



Temporary PMUs also have the advantage of a limited life­

span. Although this creates personnel management problems, it
 

is compatible with the high level of uncertainty inherent in
 

the development process. Since the most effective strategies
 

and technologies are seldom known at a project's inception, it
 

may be advantageous to use organizations that can disappear
 

rather than continue to promote a failed strategy which has
 

becomi a vested organizational ideology.5/
 

However, an argument can also be made that if integration
 

of services is to be a more permanent feature of rural environ­

ments, then a program-level efiort, grounded in established
 

subnational government entities, is required. Thus, the ques­

tion of placement is not simple: it must be based on local cir­

cumstances as well as particular priorities and can be seen as
 

a step in a strategy of sequential placements. The choice made,
 

however, will largely determine the immediate set of interorga­

nizational dynamics and coordination problems besetting managers.
 

The major tradeoffs embedded in alternative placement
 

strategies are summarized in Figure 1-3. Actual IRD projects
 

however, do not always conform to these four pure types.
 

Field Complexity
 

Field situations are often mixtures and permutations of
 

the four placement options identified in Figure 1-3. For
 

example, the Provincial Area Development Program in Indonesia
 

focuses both on improving integrated planning capabilities in
 

provincial governments and on supporting short-term income
 

5/ See Herbert Kauffman, Are Government Organizations Im­
mortal?, Washington, D.C.: The Brookings Institution, 1976.
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ORGANIZATIONAL. PLACEHF.NT ALTERNATIVES AND TRADEOFFS 

ALTERN^'fIVE 	 TRADEorFS 
N.__... Implementer Major Advantages Major_I--sadvanta,. SuprtinConttatJ!.c s 

I National Line Aqf-iicy e Provides a base in a * Limits noctora| focus of project * Iliqh capabilify in 

(permanent) permanent institution; stratew:y appropriate aqency: 

Provides hiqh-ievel (,,ecision * Often there is a preoccoipation * 111gh priority on insti­
involvement; with national problems rather tutional ization:

e 

* 	 Sometimes appropriate for than local variations; a Aqency has hIqh tarqt 
non-area focused projects; e An tnwillinqness to deloqate qroup orientation; 

significant operationaI author- o National leadership corn­0 Often simplifies initial 
mitmpnt critical for
preparation process and ity is cnmmnn; 

resource flows. * Often accompanied by jealousy success. 
3f other line aqencies. 

institutional and * Ifigh commitment to decn­2 Suibnational 	 e Provides local focus; * Often has low 
resource capability: tralization;
Government 	 Sometimes(;overment* *human helps to concen-

Elttity trate authority over project * Subnational units often have e OtJ.queness of target area; 
(permanent) activities; little leverage over line mini- * ih capabiity f larryt 

the project,.ru 	 rinain
 

mentation capability in perm­
anent entity.
 

* 	Can build planning and imple- stries whose activities affect
 

* (o od history of iter­3 Inteqrated e Ilelps comprehensiveness of e Line aqency competition can 

cripple performance; aqency cooperation;
Development project overview; 


Aqency 9 Provides local focus with * Complex communication needs. c Technology sensitive to
 
lack of complementary
(permanent) access to higher level 

inputs;
authority; 

e 	High tarqet-qroup orienta­* 	Can avoid overly oppressive 

tion and capability.
audit and control procedures. 

4 Project Ianagemei o Can be used to concentrate * Very difficult to institution- o Environment hostilp to
 

Unit authority in project area; alize; tarqet group;
 

(autonomous and * Familiar to engineers who * Temporary nature creates pernon- * Simple infrastrurture 
temlorary) staff infrastructuire projects: nel minaqement problems. focus; 

* 	Can avoid oppressive audit and e Standard operatinq prored­
ures very cummb- ame.control procedures; 


* 	Te-hlnoloqy highlye 	 Can avoid inappropriat.e bound-
uncer t a in.aries. 


Source: 	 Adapted from (.eorqe hionadle, "Implementation AnalyFis: The Case for an arly Dose of Realism in Development Adminis­
tration," in International Development Administrat on: _mplementation Analysifr. Develpment rrojlcts, Geor4e 

Ilonadle and Ruli Klauss, eds., New York: Praeqer .,iWiish rs1979, p. 	 14.-­
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generating activities in small target areas. Since it works
 

as an adjunct to provincial planning bodies but is implemented
 

through the Ministry of Home Affairs, it is a mixture of the
 

first two alternatives. Its subproject income-generation aspect
 

also introduces some of the characteristics of the fourth alter­

native.
 

The Bicol River Basin Development Program and its associ­

ated integrated area development projects in the Philippines
 

offer another mixed example. The program-level focus is embod­

ied in a planning and monitoring unit which serves an ecological
 

(the river basin) that overlaps subnational administrative
zone 


boundaries. This unit has its own line-item in the national
 

budget and draws its authority from a cabinet-level coordinating
 

committee and the president's office. This represents the
 

On the other hand, the Bicol's smaller area­third strategy. 


based project efforts use a discrete project management unit
 

within a lead-line agency but with cooperating personnel as­

signed from other functional ministries. For example, the
 

Bula-Minalabac project is implemented through the Ministry of
 

Agrarian Reform but also uses personnel from the Ministry of
 

Agriculture, the Ministry of Local Government and Community
 

Thus, characteris-
Development and other functional agencies. 


Such mixtures
tics of Alternatives 1 and 4 are also evident. 


can complicate the management process by confusing authority
 

relationships and increasing resource dependency.
 

Resource Interdependence
 

As the examples illustrate, field situations seldom ap­

proximate true integration, where all those performing dif­

ferent sectoral services are encompassed by a unitary command
 

with a program or project manager at its apex. Consequently,
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much management time and energy is devoted to horizontal
 

coordination between the primary implementor and the cooperat­

ing agencies. Since both the nature and magnitude of problems
 

encountered during management's attempts to coordinate activi­

ties are partly determined by resource dependency, the question
 

of placement is intimately related to the tradeoffs between
 

autonomous and interdependent resource control. The following
 

propositions highlight some effects of using multiple sources
 

of people, equipment, facilities or funds:
 

Proposition 1: The more a project's personnel and funds 
are contingent upon external actors, the 
less flexibility it has in influencing 
other actors. 

Proposition 2: The lower a project manager's power to 
reward and punish supporting organizational 
units and personnel, the greater the con­
flict and the more difficult it is to or­
chestrate coordinated efforts. 

Thus, the net effect of organizational strategies based on
 

multiple sources of resources, and relying on coordination
 

instead of integrated resource control, i3 increased management
 

difficulty.
 

This articulation of the costs and benefits associated with
 

various placements for IRD activities highlights the importance
 

of interorganizational relations. It also suggests that the
 

distinction between "integrative" and "coordinative" organiza­

tional designs is useful for uncovering one of the reasons for
 

many common problems in IRD implementation -- inadequate
 

attention to the consequences of external organization arrange­

ments.6/
 

This is reinforced by Klauss' comment that "requirements
 

for coordination become increasingly more demanding as the
 

sharing of information and resources increases .... Such
 

demands consume considerable time and resources in and of
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Management problems plaguing IRD project managers, however,
 

do not all derive from poorly designed external arrangements.
 

Some are created by internal organizational dynamics resulting
 

from the nature of and relationship among project subunits.
 

INTERNAL ORGANIZATIONAL STRUCTURE
 

A singular focus on exchanges between organizations can
 

miss a very important fact -- a major determinant of such ex­

changes is often a decision made within an individual organi­

zation using criteria not related to the interorganizational
 

relationship. For example, a ministry decision to centralize
 

vehicle control can lower the ability of a district office
 

to continue to informally provide most of the transportation
 

for a small multi-agency project. Although the reasons for
 

the decision may be unrelated to the project, the effect on
 

it could be drastic.
 

This chapter, then, must also be concerned with the inter­

nal decision structure of IRD projects or of the agencies co­

operatively running those projects. This concern is based
 

on the fact that:
 

themselves and may detract from the larger purpose of the
 
project, unless the interorganizational structural arrange­
ments are clearly formulated, understood and accepted by
 
participating members. Hence, this analysis warns of
 
elaborate integrated projects requiring highly formalized
 
coordinating structures too cumbersome to administer. It
 
adheres to the notion that 'simple is optimal' and recog­
nizes that complex interorganization structures inherently
 
create opportunities for problems to arise." See Rudi
 
Klauss, "Interorganization Relationships for Project Imple­
mentation," in International Development Administration:
 
Implementation Analysis for Development Projects, George
 
Honadle and Rudi Klauss, eds., New York: Praeger Publishers,
 
1979, p. 165.
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Proposition 3: 	 Interorganizational outcomes often are
 
determined by intraorganizational decisions.
 

In this section, three alternative criteria for determining
 

project subunit configuration -- function, area, and clientele 


-- support and
are discussed. Two major organizing strategies 


control -- are also presented. Finally, the relationship between
 

staff and structure is discussed.
 

Organizing Principles
 

The most common way of dividing organizations into subunits
 

is to classify the different things that people do. This is
 

called organizing by function. For example, the PMU of an IRD
 

project might be divided into the following divisions:
 

0 Monitoring and evaluation;
 

* Finance and accounting;
 

* Training;
 

* Agricultural services;
 

• Research;
 

* Procurement and logistics;
 

* Land development;
 

* Cooperatives/credit; and
 

* Road building.
 

Similar breakouts are common in PMUs throughout the develop­

ing world. One variation on this pattern is found in the Bicol
 

River Basin projects in the Philippines. Here most projects
 

emphasize irrigation infrastructure and the practice is to split
 

staff into two basic divisions based on whether the primary
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focus is on objects or people. The two divisions are called
 
"physical development" and "institutional/agricultural."
 

Line agencies, of course, are functional by definition and
 

theiz internal structure follows this general approach. In
 

fact, this is a classic organizational principle. Its main
 

advantage is an attempt to provide direct accountability for
 

activities combined with an attempt to minimize functional
 

overlap.
 

Although no earth-shattering insights result from a func­

tional perspective, it does point out that expert consultants
 

can become caught up in the fads of the day and may forget
 

that mixed and competing functions residing in one individual
 

or one unit can cause problems. For example, an agricultural
 

extension agent with a dual function of disseminating infor­

mation and managing credit repayment is a result of faulty
 

design. In such a case, little information will be "extended"
 

because farmers sighting the agent will not know which function
 

he is performing. In this situation, the most prudent course
 

of action for a delinquent debtor is to avoid contact. The
 

effect on project performance is obvious.
 

In other situations the effect is more subtle. For example,
 

a ditch tender in an irrigation scheme may be charged with the
 

collection of data which is unnecessary for 4he performance of
 

the job. Rotation schedules, water levels and ditch conditions
 

are necessary data; crop yields are not. If a ditch tender
 

or watermaster is burdened with the collection of yield data,
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two problems may result: first, time may be diverted from the
 

main task and then project performance will suffer; and second,
 

due to the peripheral value of the yield data, it may be col­

lected in a sloppy manner and then higher level decisions will
 

be based on faulty information. Thus, the basic need for an
 

appropriate functional division of labor is not always followed
 

in IRD project designs.7/
 

A second way to determine the basic units of a project
 

This is
organization is to build it on geographic divisions. 


Sometimes a project's environment
called organizing by area. 


dictates this approach. For example, island nations in south­

east Asia such as Indonesia or the Philippines may place sub­

project teams in different spots isolated from each other.
 

In other places, such as Malawi or Zaire, the proximity of
 

different ecological zones (riverine forest, savannah, arid
 

lands, alluvial flood plains) may make it more practical to
 

have semi-autonomous teams serving each zone.
 

The danger of a spatial approach is one of duplication -­

each area team may be staffed with its own accountants, etc.
 

One strategy to avoid such duplication is to centralize some
 

routine functions within a PMU or subnational/national office
 

and base service delivery units on areas.
 

7/ For further useful discussion, see Robert Chambers,
 

Managing Rural Development: Ideas and Experience from East
 

Africa, Uppsala: Scandanavian Institute of African Studies,
 

1974FDaniel Benor and James Q. Harrison, Agricultural Ex-


The Training and Visit System, Washington, D.C.:
tension: 

The World Bank, 1977; William Foote Whyte, Organizing for
 
Agricultural Development, New Brunswick, N.J. Transaction
 

Burton Swanson, Organizing Agricultural Tech-
Books, 1975; 

The Effects of Alternative Arrangements,
nology Transfer: 


Bloomington, Ind. PASITAM, 1975.
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A third basic design approach is organizing by clientele.
 

If an IRD target population encompasses both nomadic and
 
sedentary groups, then an effective service delivery system
 
must take this fact into account; mobile units or seasonally­

staffed fixed units along migration routes may separate tech­
nical teams serving nomads from those serving settled groups.
 
In other projects, different staff may be required in order
 
to deliver services to women, as opposed to men. Sometimes
 

a focus on different ethnic groups coincides with geographic
 
divisions and the organizing principle is not so obvious.
 

When two separate clientele groups are served by the same
 

unit, the level of conflict and confusion is raised and manage­
ment is made more difficult. A successful way to rectify this
 
situation is to assign responsibility for each target group to
 
different units. Such a divided focus, however, should not
 

be based on ethnicity unless the ethnic division coincides with
 
another factor such as the above examples of mobility and
 

location.
 

A better type of clientele focus is represented by a divi­
sion based on economic or class interests. For example, one
 
agricultural extension team could concentrate on services to
 
rubber estates, whereas a second team could serve smallholder
 
rubber schemes. This allows each group to concentrate on the
 
particular needs of its clientele, and lowers the conflicting
 

demands on the strategy, time and limited resources of each
 

unit.
 

This discussion of organizing principles supports a
 

number of propositions, including the following:
 

Proposition 4: 	 Organizational units based on clients with
 
common economic interests will be more ef­
fective at delivering services than units
 
based on geographic or ethnic interest.
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Proposition 5: 	 If organizational units are matched to
 
clientele groups or environmental sup­
port organizations, on the one hand,
 
and to technical functions, on the other,
 
then problems arising from improper orga­
nization will be minimized.
 

Proposition 6: 	 Divisions of costs and supervi3ion are
 
major issues blocking cooperation among
 
units and organizations.
 

Proposition Number 6 reflects common problems encoun­

tered during both internal and external organization 'esign
 

exercises. Furthermore, it introduces the very important
 

role of organizing strategies and their effect on decisions,
 

conflicts and project impact.
 

Organizing Strategies
 

There are two basic strategies that can be used to approach
 

interactions between an organization and its component parts.
 

The first is control and the second is support. The choice of
 

support or control approaches to a project subunit can be based
 

on a number or criteria, such as:
 

0 Potential 	for negative environmental impact;
 

0 Potential 	for benefit diversion;
 

0 	 Confidence in staff;
 

0 	 Degree of interdependence between unit func­
tion and functions of other units; and
 

* 	 Role of unit in relation to external orga­
nizations or actors.
 

Using such criteria can suggest whether management control
 
is wise or whether it is best to give the particular unit free
 

rein and act mainly as a supportive backstop for its efforts.
 



21
 

For example, a need for higher control would be indicated by:
 

a high possibility of the unit's operations creating human
 

or physical environmental damage (schistosomiasis, death,
 

blindness, erosion, etc.); a high probability of benefit
 

diversion (equipment improperly used, credit to non-target
 

populations, etc.); low confidence in the people running tae
 

unit; a high interdependence, either serially or simultaneously,
 

with the activities of other units; and unit responsibility for
 

controlling antagonistic outside organizations (military liai­

son section, commercial land-clearing organizations, marketers
 

of chemicals, etc.),
 

Each major project function suggests an organizational
 

component with some degree of autonomy and resources. The pri­

ority given to each function is reflected in staffing, equip­

ment and facilities. Although technical considerations dominate
 

the range of units, task difficulty and project priorities de­

termine the relative budgetary strength and operational inde­

pendence of each unit.
 

Additionally, the organizing strategy influences the proj­

ect's relations with its environment. Building one section at
 

the expense of another strengthens the internal role of the
 

stronger unit and increases the likelihood that its environmental
 

interactions and their nature (control or support of external
 

actors) will shape organizational character. It can also lead
 

to imbalanced operations when one unit forges ahead while others
 

struggle to keep up, and the mix of goods and services "disin­

tegrates". Job descriptions, reporting procedures, staffing
 

levels, equipment and supply stocks, recruitment criteria, the
 

location of decisionmaking authority and the control of equip­

ment and funds should all be developed with this in mind.
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Liaison Roles
 

Due to the complexity of IRD designs and the need for co­

ordinated operations, liaison roles are often established. Some­

times a committee is given this function, such as a project-spe­

cific County Coordinating Committee in Liberia, or a Composite
 

Management Group or Area Development Committee in the Philippines.
 

In other cases the function is assigned to an individual position
 

such as a project monitor in a program office.
 

There are advantages and disadvantages to both of these
 

approaches. Individual liaison positions are often caught in the
 

middle, with no authority to make decisions and no independent
 

resource base. Committees, however, may also be composed of
 

members without authority to make commitments. Consequently,
 

liaiLon roles often lead to information-sharing without re­

source-sharing.
 

A third strategy for promoting coordination is to budget
 

funds which allow extemporaneous, temporary task forces to help
 

rectify design mistakes. Such task forces can be technical
 

(e.g., government engineers from national headquarters tempo­

rarily in the field redesigning irrigation system components
 

in a project) or managerial (e.g., organization development
 

specialists working with staff to improve communication dif­

ficulties).8/
 

Task forces may be drawn from permanent IRD staff, they
 

may be composed of short-term consultants from outside of the
 

project, or they may be a combination of the two. Due to
 

8/ See Section II for articulation of the potential role of
 
Frganization development. For views of task forces, liaison
 
roles and coordinative functions in complex organizations,
 
see Jay Galbraith, Organization Design, Reading, Mass.:
 
Addison-Wesley, 1977.
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their temporary nature and their task orientation, task forces
 

are potentially more flexible than committees or liaison posi­

tions. However, the temporary nature of this approach can be
 

costly, in terms of low impact and no follow-through if influ­

ential actors are not included in the activity.
 

Nonetheless, temporary task forces do provide a mechanism
 

to overcome the effects of overzealous designers who are overly
 

specific on how coordinating committees should act, and exactly
 

when and how units should interlate.
 

Proposition 7: "Blueprinting" contact relationships in 
design increases the frequency of inter­
action, but can also create a feeling of 
powerlessness among staff which, in turn, 
produces token or debilitating relation­
ships. 

Proposition 8: The use of temporary task forces should 
be seen as an element of a process design.9/ 

Proposition 9: Coordinating committees must contain mem­
bers who control resources if committee 
activity is to facilitate IRD implementation. 

Staff and Structure
 

Organizations are not pre-engineered, static, mechanistic
 

blueprints for service delivery. Rather, they are dynamic
 

combinations of human and material resources interacting with
 

multiple objectives. Thus, the "people" factor is important.
 

Although donor-designed projects often assume that positions
 

will be filled by "heroes on horseback," actual staff are not
 

always the most qualified and they seldom receive adequate
 

9/ See Charles F. Sweet and Peter F. Weisel, "Process versus
 
Blueprint Models for Designing Rural Development Projects,"
 
in Honadle and Klauss, op. cit., pp. 127-145.
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support or attractive terms of service. Consequently,
 

Proposition 10: 	 Programs predicated on continuing high
 
levels of competence, on expeditious
 
interorganizational coordination, or on
 
sophisticated methods for accommodating
 
diversity and heterogeneity are very
 
vulnerable.
 

In defense of a poor performance record, field personnel
 

often complain that units are understaffed or that poor office
 

locations and designs inhibit performance. Organizational re­

searchl0/ suggests, however, some very different propositions:
 

Proposition 11: 	 Slightly understaffed organizational units
 
experience fewer territorial battles because
 
there is more than enough activity to go
 
around, while overstaffing increases terri­
torial battles.
 

Proposition 12: 	 Slight understaffind promotes higher par­
ticipation, more responsibility, a higher
 
sense of selZ-competence and a greater ten­
dency to accept new members into the group.
 

Proposition 13: 	 Friendship and social patterns can be re­
inforced by a lack of spatial-physical
 
barriers but the presence of spatial­
physical barriers will not erase existing
 
friction and conflict.
 

Internal organization design, then, is likely to be domi­

nated by such considerations as organizing principles, strategies,
 

liaison roles and staffing patterns. Once the organization is
 

specified for the first time, project evolution begins. This
 

is the point where designs confront dynamics -- management
 

behavior.
 

10/ See Arlyn J. Melcher, Structure and Process of Organi­
zations: A System Approach, Englewood Cliffs, N.J.:
 
Prentice-Hall, 1976.
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MANAGING HUMAN RESOURCES
 

One of the most common complaints of IRD field staff is
 

that "the project manager does not know how to manage." This
 

complaint is often substantiated by observations and evalua­

tions. Two trips undertaken through this contract support
 
this issue. In the first example, the expatriate chief of
 

party for an East African project was a technician without
 

management skills. Project performance suffered. In fact,
 

this particular experience qualified as "unmanaged" human
 

resources.
 

In the second example, an Asian IRD project manager with
 

technical training, but not management training, was grasping
 

for assistance. Sensitive to the feelings of his staff that
 

he did not know how to manage, he was observed reading an out­

dated, low-quality management text based on limited, industrial
 

workplace experiencea. Although this text was largely irrele­

vant to his situation, it was the only source available.
 

This section focuses on the state-of-the-art knowledge in
 

two areas -- supervisory management behavior and the management
 

of horizontal relationships. Both of these factors can be
 

expected to play an important role in service delivery and the
 

present lack of field skills in these areas appear to be a
 

major influence on IRD implementation.
 

Supervisory Management Behavior
 

Project managers are often chosen for their technical
 

background rather than their supervisory skills. Consequently,
 

they must learn new skills on the job. This can compound
 

implementation difficulties by producing defensive, arrogant
 

or secretive behavior on the part of those who fear that their
 

lack of management expertise will be discovered.
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The following pages shed some light on the state of know­

ledge about how to manage subordinates. Both general character­

istics of successful managers and general management strategies
 

are noted. It must be remembered, however, that both time and
 

place affect the: relative importance of the characteristics and
 

practices noted below.
 

Participatory Decisionmaking
 

Although a functional organization design often works well
 

with a directive management style, an integrated organizational
 

structure requires a participative management style for effec­

tive operation. This is so in part because coordination is
 

more easily achieved when all the individuals involved are com­

mitted to an action and in part because of the multiple per­

spectives encountered in an integrated situation.
 

However, there is a tradeoff in terms of the time required
 

to make a decision and that needed to implement it: staff par­

ticipation in decisions shortens the time between a decision and
 

its acceptance by those who must carry it out, but the more
 

people involved in making a decision, the longer it takes to do.
 

Given the complexity of IRD and the interdependence of subunits,
 

however, both time and conflict can be minimized by joint deci­

sionmaking.
 

Even so, it is not necessary for every staff member to be
 

involved in every decision. In fact, both overparticipation
 

and underparticipation in decisionmaking can increase dissatis­

faction. Thus, 

Proposition 14: Good managers match the individual's desire 
to participate with the opportunity to realize 
that desire. 
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Task 	Supervision
 

There are four general requirements for effective super­
vision which approximate a sequential approach. The four
 

requirements are:
 

0 
 A clear work assignment;
 

• 	 The specification of what is to be done but letting

the subordinate determine exactly how to do it;
 

* 	 An opportunity for two-way communication during the
 
assignment; and
 

0 	 The recognition of successful performance.
 

The most desirable process for assignment and specification
 
is not clear. Much research supports the proposition that staff
 
should participate in setting their own work schedules, stand­
ards 	and targets. In the case of IRD, joint programming exer­

cises can be used to do this.
 

Proposition 15: 	 Joint programming exercises will improve
 
service delivery, identify contingencies

and increase staff satisfaction.
 

Other studies, however, suggest that routine work standards
 
should be assigned rather than self-set. Although this does not
 
contradict joint programming, it does suggest that the mix of
 
who specifies how much will vary.
 

During execution of a task, two-way communication is needed
 
to identify changes in the environment and provide feedback to
 
both the supervisor and the doer. This process should be
 
characterized by a "supportive" management style rather than
 
one with a penalty focus.
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When managing teams of professionals, it is better to use
 

collegial sanctions and group processes to support performance
 

rather than to rely on punitive measures. Further,
 

Proposition 16: 	 Close supervision is most effective with
 
mechanical, repetitive tasks (such as con­
struction) whereas unstructured tasks (such
 
as extension) require less intense supervi­
sion.
 

Proposition 17: 	 A combination of penalties and close super­
vision usually has adverse effects on per­
formance.
 

Recognition for successful performance may be group or
 

individual based. It may be normal, as in a project newsletter,
 

or it may be informal, occurring at a bar after work or in con­

versation. Nevertheless, an appropriate form of recognition
 

should be forthcoming.
 

Manager Characteristics
 

There is a fine line that distinguishes between what a
 

manager does and what a manager is. For example, attitudes,
 

values, ideologies and personalities are defined by actions.
 

Thus, the characteristics of a good manager are largely infer­

red from observation of behavior. For example, one proposi­

tion which emerges from both literature and experience infers
 

attitudes but describes behavior:
 

Proposition 18: 	 Successful managers view management as a bar­
gaining process and they use quid pro ug
 
axchange relationships rather nnan seeing man­
agement as a strictly rule-enforcement process.
 

This proposition describes characteristics which appear
 

to be universal indicators of good managers. There are four
 

other characteristics which also seem to be universal attri­

butes of good managers regardless of task, setting, culture or
 

position.
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Propositiou 19: 	 Managers who use informal processes to de­
velop decisions or consensus and then use
 
formal mechanisms (such as meetings or let­
ters) to announce the decisions will encoun­
ter less resistance in implementing those
 
decisions than managers who use formal chan­
nels to develop them.
 

Proposition 20: 	 Managers who are able to create a win-win
 
rather than a win-lose definition of a situ­
ation are successful in resolving conflict
 
situations.
 

Proposition 21: 	 Managers who exhibit representation behavior
 
(acting as spokesman, buffer and defender of
 
his/her group before others) are most succes­
sful in obtaining subordinate loyalty and high
 
performance.
 

Proposition 22: 	 Managers who adopt a stance of support for
 
effort are more effective than those who focus
 
on sanctions against non-performance.
 

These characteristics may be very important during IRD
 

implementation because they can affect a manager's ability to
 

induce participating agencies and organizations to fulfill their
 

roles and contribute their resources. Due to the complexity of
 

IRD organizations, the nontraditional relationships often estab­

lished as a result of an integrated strategy, the limited
 

management control possible in many complex IRD field situa­

tions, and the often contradictory nature of some subproject
 

activities, a fifth characteristic is also extremely important
 

in IRD settings:
 

Good managers avoid excessive concentration
Proposition 23: 

on organizational rules because it leads to
 
goal displacement, such that rule adherence
 
becomes an end in itself rather than a means
 
toward project objectives.
 

This proposition also applies to a manager's view of com­

munication channels. Rather than insisting that others always
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fol3 w formal procedures with specific documents, carbon copies
 

and regulated communication sequences,
 

Proposition 24: 	 Effective managers recognize that communi­
cation should be 	direct from an implementor
 
to those responsible for a constraint.
 

The seven characteristics noted above reflect a manager's
 

need to be aware 	of both the human and the tdsk dimensions of
 

implementation. They are not, however, rigid attributes that
 

either are or are not present at birth. Rather, they are per­

ceptions which can be introduced as part of a skill development
 

program.
 

This examination of supervisory behavior is largely ver­

tical, stressing interactions between the project management
 

and internal subunits. Previous discussion of the occurrence
 

of "coordinative" rather than "integrative" organizational
 

approaches, however, has identified a need to d termine ways
 

for managing horizontal relationships.
 

Horizontal Relations
 

Managing horizontal relations is a delicate task which is
 

limited to the manipulation of symbols rather than the exercise
 

of authority. Thus, one who is successful at managing or coor­

dinating horizontal relations is likely to be sensitive to
 

processes, personalities and the preferences of cooperatinq units.
 

An important function of this is the establishment of a
 

smooth interorganizational climate:
 

Proposition 25: 	 Cooperation is supported by an atmosphere of
 
respect for the operational autonomy and pre­
ferred image of each unit;
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Proposition 26: 	 The more that a project is seen as a threat
 
to the role, clientele, or resources of a
 
cooperating sectoral organization, the
 
greater the conflict.
 

An essential element in creating a supportive climate is
 
the ability to manipulate symbols, such as words, to create
 

situational definitions that are win-win, rather than win-lose.
 
However, the behavior of the IRD Project Manager may play a
 
minor role in determining the outcome of a horizontal conflict.
 
Two uncontrollable factors may be especially important in re­
stricting the manager's role.
 

The first of these is the political salience of the
 
project area/activities, combined with the visibility of project
 

operations:
 

Proposition 27: 	 Cooperation between organizations is lowered
 
when political actors can scrutinize all or­
ganizational activities.
 

Proposition 28: 	 Coordination is made easier by ambigous or
 
multiple goals.
 

The second factor is that interorganizational activity may
 
be determined by decisions made within individual organizations.
 
Thus, sensitivity to the decision processes within cooperating
 

organizations is critical. Additionally, there is a direct
 
implication for managerial behavior:
 

Proposition 29: 	 The actor least free to speak for his organiza­
tion will delay any attempt at an inter-agency

cooperative agreement, and thus full agreement
 
will occur only on the minor issues to which
 
he can commit his organization. Consequently,
 
it is best not to plan to cooperate with those
 
without authority to make commitments.
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Horizontal relations are not, however, just cross-organiza­

tional. Usually, they are also cross-professional. Recognizing
 

this, three perspectives have been extrapolated from multidis­

ciplinary team management research and experience. They are:
 

Proposition 30: Integrated organizational structures require 
an informal reward system more highly developed 
than that usually used by more self-contained 
structures. 

Proposition 31: Professionalism ergenders conservative attitudes 
which do not support radical innovations or 
social moNaments, and project management should 
sensitize staff to the occasional need for radi­
cal non-professional solutions. 

Proposition 32: When managing a temporary group of multi-disci­
plinary professionals, it is best to use a two­
stage approach, first stage being characterized 
by inquiry, team-building and blurred role defi­
nition, and the second characterized by each 
specialist performing the roles associated with 
his or her specialty. 

Normal circumstances find managers saddled with suboptimal
 

organizational arrangements. The use of either a process strat­

egy or the inheritance of an inappropriate blueprinted organiza­

tion leads to an inordinate amount of managerial time being
 

consumed by the quest for tactics to change existing horizontal
 

relationships into new ones. Four alternate approaches to do
 

this, and appropriate situations for each approach, are summarized
 

in Figure 1-4.
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FIGURE 1-4
 

TACTICS FOR CHANGING INTERORGANIZATIONAL RELATIONSHIPS
 

Tactic 	 Appropriate Situations
 

Cooperative 	 Works best when power is dispersed among organi­
zations, when each party has something of value
 
for the other, and when each is capable of
 
resisting the other's demands.
 

Disruptive 	 Works best when there is a power imbalance allow­
ing the more powerful agency to disregard nondis­
ruptive requests and when the weaker one's
 
resource sources are varied enough and certain
 
enough to sustain the resistance of more power­
ful organizations.
 

Manipulative 	 Changing funding sources to create response to
 
new pressures, or changing funding amounts to
 
affect marginal programs, requires either control
 
of funds or the trust and cooperation of those
 
who do.
 

Authoritative 	 Mandating precise activities requires a concen­
tration of power.
 

Source: 	 J. Kenneth Benson, "The Interorganizational Network as
 
a Political Economy," Administrative Science Quarterly,
 
vol. 20, no. 2, 1975, pp. 229-249.
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CONCLUSION
 

Organizational structure affects the problems encountered
 

during IRD implementation. This is especially true of "coordi­

native strategies" used in the Bicol projects. In such strat­

egies, managerial skill in guiding horizontal relationships
 

among cooperating agencies plays a very important role.
 

Over thirty propositions about the effects of organizational
 

structures and management practices have been noted. Among the
 

options is the use of task forces and the potential role of
 

organization development interventions as a means for promoting
 

information-sharing and improving horizontal relations. This
 

is discussed in mo:e detail in the next section.
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II, THE PROCESS: USING ORGANIZATION DEVELOPMENT
 

TO SUPPORT INTEGRATED RURAL DEVELOPMENT PROJECTS*
 

THE OD APPROACH
 

Organization development (OD) has no single, narrow, well­

established definition. Broadly speaking, however, organization
 

development has evolved as an applied social science approach to
 

manaqement. It is most concerned with the processes of-change
 

in the behavior of organizations, groups, and individuals. It
 

seeks to bring into management's domain the interpersonal pro­

cesses that are fundamental to the functioning of any organization.
 

In the typical technical assistance (or engineering) model
 

of utilizing a consultant, a consultant studies a problem and
 

develops a solution, usually spelled out in a formal report.
 

This is a prescriptive solution. Organization development con­

sultants, on the other hand, work with a client organization to
 

help that organization develop its own solution and undergo the
 

processes of change inherent to implementing the solution. This
 

is a nonprescriptive approach focused on facilitating the client's
 

own problem-solving capability.
 

Organization Development and the Administration of IRD
 

IRD implementation is a process of facilitating mutually­

supporting dimensions of socioeconomic change in rural environ­

ments. Organization development is an applied social science
 

* This section was written by Thomas Armor. It is based on 
"Annex D: Using Organization Development in IRD," in Honadle, 
et al., op. cit. A greatly expanded version will be issued as
 
an IRD working paper.
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approach to management focused on the processes of change within
 

organizations. This essential concern with change processes is
 

a common element of both IRD and OD. Indeed, since the imple­

mentation of an IRD project takes place over several years and
 

in an unpredictable context of changes (e.g., macroeconomic,
 

political, environmental, personnel, etc.), the most important
 

skill for IRD implementors is successfully adapting the project
 

to rapid, unexpected occurrences. By this reasoning, the skills
 

and methods of organization development are important management
 

skills for an IRD implementation team.
 

The team concept is often underscored in IRD implementation
 

work. In many cases, this team concept goes beyond the func­

tional needs of the project, depending on the isolation of the
 

project site. Family and individual personal-social issues often
 

cannot be separated from the daily management of the project.
 

Organization development is most noted for its team-building
 

methods and concern for integrating personal needs with those
 

of the organization. This is perhaps the clearest example of
 

an OD intervention having direct application to IRD implementation.
 

Beneficiary participation is often held to be one of the key
 

elements of an IRD project's success and eventual continuity.
 

Nevertheless, truly effective local participation ic often
 

difficult to achieve regardless of the attention it receives in
 

the project design. It is likely that local beneficiary partici­

pation in an IRD project will be directly related to the degree
 

That is
of staff participation in the management of the project. 


to say, a highly centralized, top-down, authoritarian managed
 

project will not achieve the level of local beneficiary partici­

pation that the same project design would achieve if managed in
 

a more participatory and decentralized manner.l/ Management in
 

Empower­1/ See Derek Brinkerhoff, "Inside Public Bureaucracy: 

ing Managers to Empower Clients," Rural Development Participation
 

Review, vol. 1, no. 1, 1979, pp. 7-9.
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this instance refers to style and approach more than to formal
 

organizational design and job descriptions. Organization devel­

opment provides an approach to changing such management style
 

variables if project team members feel the current style is a
 

constraint.
 

The actual achievement of integration of effort is greatly
 

dependent upon project design. Very good designs are by nature
 

prescriptive, in that one group of people prepares instructions
 

for another group to carry out. In this situation, integration
 

can be pursued by trying to see that the self-interests of the
 

various implementors and their suborganizations are heavily
 

overlapping and minimally competitive. Another approach is to
 

emphasize a strong central or overreaching authority in the
 

implementation organization whose direct responsibility is to
 

enforce integration. Yet another method is to create a variety
 

of coordinating bodies, committees, or task forces with special
 

responsibility for integration.
 

These design approaches are important, and necessary; but
 

they are limited by their prescriptive nature. Even the most
 

well-designed integrated project will eventually have to rely on
 

peoples' ability and willingness to "cooperate and coordinate"
 

beyond that which can be prescribed by design. A strong factor
 

in developing the necessary ability and willingness to cooperate
 

and coordinate in acnieving goals and objectives is participation
 

in forming those goals.2/ This is where organization development
 

methods can be so useful in the pursuit of integrated service
 

2/ See Thomas Armor, George Honadle, Craig Olson and Peter
 
Weisel, "Organizing and Supporting Integrated Rural Development
 
Projects: A Twofold Approach to Administrative Development,"
 
Journal of Administration Overseas, vol. XVIII, no. 4, 1979,
 
pp. 276-286. 
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delivery. Within the established goals of an IRD project, there
 

exists great opportunity for the participation and involvement of
 

those who will carry out the project to review project goals and
 

establish operational objectives. These opportunities are seldom
 

realized because project managers often feel c.nstrained by the
 

project design or are unskilled and uncomfortable with very much
 

staff participation in project management. Organization develop­

ment represents a methodology for aiding project management to
 

realistically and responsibly increase active staff participation.
 

Organization Development Strategies For IRD
 

Organization development's involvement in the implementa­

tion of an IRD project may or may not be explicitly reflected in
 

the project's design. Nonetheless, the actual points of entry
 

for actively designing and carrying out an organization develop­

ment intervention may be usefully C4vided into two categories:
 

problem oriented and event oriented.
 

Probleia Oriented
 

Here organization development skills and methods are called
 

upon to help solve a particular problem recognized by the project
 

staff. Organization development is seen as a resource, typically
 

embodied in an outside consultant, that can help the project to
 

better understand a problem (e.g., inter-unit conflict) and work
 

toward its solution. The problem may be only a symptom of a
 

more fundamental issue or it may not be defined the same way by
 

all concerned. These dynamics might be an organization develop­

ment consultant's initial concern as he gains entry to a project
 

experiencing difficulty.
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Event Oriented
 

Here the point of entry for organization development involve­

ment is an event in the project's ongoing implementation activi­

ties. This might be project start-up, change in key personnel,
 

transfer of functions into or out of another organization,
 

manaqement training activities, planning exercise, etc. Orgaiiza­

tion development can provide important and useful methods for
 

carrying out these events in ways that increase the project's
 

capacity for and understanding of ito own dynamics, and for hand­

ling change.
 

These two categories are not necessarily mutually exclusive.
 

A consultant requested to help resolve an important problem might
 

focus an intervention around an activity that is a part of the
 

project's ongoing business. Likewise, the use of organization
 

development methods in the planning and carrying out of a project
 

activity might bring into focus a difficulty the project staff
 

had not fully recognized. With that recognition, however, the
 

staff consultant team would now be able to plan organization
 

development interventions for solving the problem.
 

There are a variety of interventions or approaches an organi­

zation development consultant would consider once entry to the
 

project had been made. The choice of approach would be based on
 

project needs, consultant skills, project staff experience and
 

familiarity with organization development, size of project staff,
 

support for organization development effort at other management
 

levels, and many other considerations. The interventions and
 

approaches presented here are not exhaustive nor mutually exclu­

sive, but illustrate the breadth of organization development
 

methods:
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* 	 Team building;
 

Inter-group conflict resolution workshop;
0 


* 	 Goal setting/planning workshop;
 

* 	 Organization diagnosis/problem identification
 
survey feedback;
 

* Process observation-feedback;
 

0 Inter-organization joint planning;
 

* 	 Transition workshop (new staff);
 

* Organization redesign effort; and
 

0 Interpersonal skills development workshop.
 

CONCLUSION
 

In summary, organization development is concerned with the
 

process of change in the behavior of organizations, groups and
 

Although it is built upon a nonprescriptive approach
individuals. 


to facilitating problem-solving and is thus an unfamiliar action
 

mode in many environments, it is nevertheless very compatible
 

with and complimentary to the concept of integrated rural devel­

opment since it attempts to facilitate change. Moreover, because
 

IRD is especially prone to organizational difficulties, it is a
 

fertile environment for OD assistance.
 

Organization development is potentially useful for dealing
 

with difficulties arising from interagency relationships, inter­

actions between project staff and beneficiaries, and staff
 

interactions within the project or with higher lever authori­

ties. Either problems or events can provide an entry point.
 

Moreover, the utility of OD encompasses:
 

The Project Design Process (managing a multi-disci­* 

plinary design team);
 

The Design Substance (budgeting and organizing to
* 

allow the usp of OD during implementation); and
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The Implementation Process (helping to raise problem­
solving capabilities).
 

0 


Thus, it is argued, an appreciation for the potential of
 

organization development is a factor that can be expected to
 

improve the implementation and success of integrated rural develop­

ment efforts. OD alone does not guarantee success, but without
 

OD assistance, project teams may be needlessly handicapped in their
 

efforts to improve the quality of rural life.
 

The remaining task of this field report is to provide docu­

mentation for the process used to apply OD methods to the coord­

ination problems of a particular project. This process docu­

mentation and descriptive analysis is the subject of the final
 

section.
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Ill, THE EXPERIENCE: BULA-MINALABAC PROJECT
 

ORGANIZATION DEVELOPMENT WORKSHOP*./
 

BACKGROUND
 

The two preceding sections of this report presented, in
 

general terms, structural characteristics of "integrative"
 

versus "coordinative" service delivery organizations and the
 

potential role of organization development during the implementa­

tion of IRD projects. Such discussions contribute two items to
 

field managers: first, they explain some of the reasons why the
 

implementation process at Bula is so difficult; and second, they
 

suggest some ways for coping with those difficulties. This
 

places the Bula-Minalabac project into the wider context of IRD
 

implementation experience while setting the stage for a descrip­

tive analysis of a particular attempt to use OD at Bula.
 

Some further background is needed, however, before present­

ing the workshop experience. First, the funding mechanism which
 

supported the exercise -- AID Project 936-5300 -- should be
 

identified. Second, the nature of the Bula project should be
 

presented. Each is noted below.
 

Organization and Administration of IRD
 

In September 1978, Development Alternatives, Inc., and
 

Research Triangle Institute signed a four-year contract with AID
 

to assist donor agencip- -nd host governments with the organiza­

tion and administration of integrated rural development. The
 

*/ This section was written by James A. Carney, Jr., with
 

assistance from Thomas Armor.
 

Previous Page Blank
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contract supports rural development efforts by simultaneously
 

addressing two objectives. The first objective is to provide
 

field staff with technical assistance in the organization and
 

The second is to learn
administration of ongoing IRD projects. 


more about what organizational arrangements and management
 

actions have contributed to project suc.cess.
 

During field visits, an attempt is made to relate the
 

general knowledge of the organization and administration of IRD
 

to the particular situation encountered on site. This supports
 

a two-way learning process that allows both the consultants and
 

the field personnel to gain from the experience.
 

Using this contract to assist IRD implementation in the
 

Bicol was supported by two factors. First, the Bicol River
 

Basin Development Program is one of the major examples of the
 

implementation of an IRD strategy and any serious attempt to
 

learn about IRD cannot ignore the Bicol experience. Second, two
 

of the people staffing the DAI/RTI contract have prior 
Philip-


James A. Carney, Jr., had previously conducted
pine experience. 

George Honadle,
organization development workshops in Manila. 


the senior development administration specialist on the contract,
 

had previously worked in the Bicol and had been associated with
 

the Bula-Minalabac project.l/ Thus, both learning and assistance
 

objectives converged to produce field work in the Bicol.
 

Bula-Minalabac
 

The Bula-Minalabac Integrated Development Area covers a con­

tiguous land reform area of 2,286 hectares. The two major
 

1/ See George Honadle, "Integrated Area Development -- What is
 

It?" The Basin Reporter, June 15, 1977, p. 12; also see George
 

Honadle, "Farmer Organization for Irrigation Water Management:
 
Organization Design and Implementation in Bula and Libmanan,"
 
Final Report, Washington, D.C.: Development Alternatives, Inc.,
 
1978.
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emphases ef the project are resettlement and irrigated rice pro­

duction. The final configuration of the irrigation system will
 

have 12 separate water sources -- three river pumping stations
 

and nine groundwater pumps. Each separate source-based system
 

will have a discrete irrigator's association.
 

To obtain some economies of scale for maintenance, a federa­

tion may be formed. Additionally, some of the drainage structures
 

will be shared by multiple systems.
 

The organization design of Bula follows a "coordinative"
 

strategy. Basic divisions, as noted earlier, are "physical,"
 

"institutio.ial," and "administrative." 2/ A rather unique char­

acteristic of this project is its "composite management group"
 

or CMG. This is a project-specific committee composed of the
 

regional directors of line agencies. This committee is an attempt
 

to avoid the weaknesses of previous experiences with liaison com­

mittees without the power to commit resources.i/
 

Major sets of management problems for this effort encompass
 

national-project interaction (releasing funds), contractor moni­

toring (poor technical performance in infrastructure construction),
 

and horizontal relations (coordinating the efforts of cooperative
 

agencies). The visits depicted in the following pages document
 

one attempt to use the behavioral sciences to alleviate the
 

difficulties associated primarily with the third problem set.
 

2/ For details, see pp. 13, 14, 16-17, 30-33.
 

3/ See pp. 22-23.
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RECONNAISSANCE VISIT
 

The workshop described below resulted from conversations
 

between the USAID/Manila project officer, the Bula Project
 

Manager and two DAI organization development consultants. These
 

conversations took place during a visit by the consultants to
 

Manila and Bula in April 1979. This visit, made at the request
 

of the USAID/Manila project officer, was intended to explore the
 

possibility of utilizing the consulting services available
 

under the IRD contract. In addition to the Bula project,
 

the consultants visited another project and spent consideratle
 

time briefing mission staff on the IRD contract's purpose
 

and potential utility.
 

While visiting the Bula project site, the consultants met
 

with the Project Manager, Deputy Project Manager, several
 

key staff and, finally, with the Project Director in Legaspi.
 

A brief tour of the project site was conducted and an extensive
 

explanation of the project's design, objectives and current
 

organizational and administrative issues was given.
 

At the conclusion of these discussions, the consultants
 

and the Project Manager agreed in principle that a team­

building workshop of approximately one week's duration in the
 

fall of 1979 would be a useful activity, with the expectation
 

that it would be the beginning of an ongoing organization
 

development effort at the Bula Project.
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Upon returning to Washington, a formal proposal was made
 

by letter to the Project Manager. It was proposed that two or
 

three DAI staff spend approximately two to three weeks at the
 

project site to prepare and conduct a team-building workshop.
 

Details regarding possible participants, logistics, ti,.ng of
 

activities, etc., were also outlined. The objectives of the
 

workshop, as described in the proposal, were to:
 

0 Increase the level of cooperation and collaboration
 
among those people and organizations critical to
 
the implementation of the Bula Project;
 

* 	 Identify areas of potential conflict and initiate
 
problem-solving behavior;
 

0 	 Facilitate the transfer of learning from other
 
projects (e.g., other IAD/IRD implementation work);
 

* 	 Assure the continuing and effective participation
 
of intended project beneficiaries in the decision­
making process; and
 

* 	 Identify critical organizational constraints
 
beyond the direct control of Bula personnel, and
 
develop strategies for overcoming them.
 

A favorable response was forthcoming from the Bula Project
 

Manager, with the concurrence of the USAID/Manila project officer.
 

Plans and dates were finalized and it was decided that a three­

person DAI team would return to Bula in early October. The
 

team would consist of a rural development specialist with
 

extensive Bicol experience as well as the two organizational
 

development (OD) specialists.
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FIELDWORK VISIT
 

The two OD consultants arrived at the Manila Mission on
 

the morning of October 1, 1979. The Rural Development Specialist
 

arrived the following morning, Two days were spent meeting with
 

various Mission personnel and several GOP personnel with an
 

interest in the upcoming workshop. Materials were prepared and
 

travel arrangements were completed. Although the consultants
 

felt that it was imperative to get on-site as quickly as possi­

ble, a Mission Director visit scheduled for Wednesday morning
 

(October 3) delayed on-site preparation until Wednesday afternoon.
 

The consultants arrived in Naga mid-morning Wednesday and
 

proceeded to the Libmanan project site, in order that the OD con­

sultants could see that project and meet some of the staff.
 

Their arrival coincided with a project staff meeting. Despite
 

this event, they talked with both Ramon Caceres, the Project
 

Manager, and Clarence Escober, head of the institutional-agri­

cultural development division. Both men expressed interest in
 

what was being planned at Bula and, during the drive back to
 

Bula the consultants discussed the possibility of including them
 

in some way in the Bula Workshop.
 

Upon arriving at the Bula project site, the consultants
 

met with Conrado de la Cruz, the Project Manager; Jordan Chavez,
 

the Deputy Project Manager for Institutional Development; and
 

Julian Israel, the Administrative Officer. During that meeting,
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substantially more information was exchanged and several decis­

ions were reached.
 

The Project Manager told the consultants that he had been
 

waiting to discuss plans with them before making any firm
 

decisions on the workshop, which helped to explain why only
 

limited preparation had been done. He planned to include in the
 

workshop not only the 22 professionals on the staff, but also an
 

additional 18 people, including local mayors, farmers' representa­

tives and key people from regional Ministry Offices in Legaspi and
 

national offices in Manila, although these invitations had not yet
 

been sent.
 

The 18 external representatives were to be included for all
 

three days of the workshop, tentatively scheduled for Wednesday
 

through Friday, October 10-12, and would have created a group of
 

40.
 

The consultants made several suggestions based on their
 

experience and somewhat different expectations. The suggestions
 

were to split the workshop into two phases, one for internal
 

project staff development for the full and part-time members of
 

the staff, and the second phase for external interface and
 

relationship-building which would include all the other invitees.
 

They also suggested that the workshop begin on Monday, October 8,
 

with the second phase beginning on Wednesday, October 10. While
 

this proposal added one day to the workshop design, it solved
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several problems. By beginning on Monday afternoon, the project
 

staff would have 1-1/2 days by themselves to work on project team­

building, considered very important by both the Project Manager
 

and the consultants because of the complex multi-agency makeup
 

of the staff, particularly in the Institutional Development
 

Division. Also, it allowed for those from outside the staff
 

already invited to maintain their plans for attendance on Wednes­

day. Finally, it enabled the consultants to complete the Work­

shop by Thursday afternoon, and to fulfill their commitments to
 

the Mission for briefings on Friday.
 

De la Cruz, Chavez, and Israel accepted these suggestions
 

without difficulty, and the basic format and schedule was
 

decided. They also agreed to draft both letters and cables of
 

invitation to those Ministry representatives in Manila whom they
 

wished to attend, and get them out by Friday.
 

The final issue to be dealt with was the interview schedule.
 

The consultants decided that they could hold individual inter­

views with each of the participants from the project staff by
 

dividing up the participants. Though there was no way that the
 

external representatives could be interviewed prior to the ses­

sion, that would not be a significant problem in workshop design
 

or conduct.
 

The following two days were spent conducting the staff
 

interviews. These interviews were designed to identify
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those issues, concerns and problems seen by the staff as
 

limiting the effectiveness of project implementation or
 

reducing the staff's effectiveness in carrying out their
 

responsibilities. The interviews were open-ended, informal
 

discussions, allowing the participant to raise whatever issues
 

were on his mind. Staff members were asked to share their
 

views on the strengths and weaknesses of the project, and what
 

issues they felt should be addressed during the workshop.
 

While some of the interviewees were initially shy, and a few
 

somewhat uncomfortable in English, the interviews went well.
 

The participants were not reluctant to be open, once they
 

understood the consultants' role in data collection and
 

workshop design, and what was expected of them. Considerable
 

insight into the dynamics of the project and of the staff
 

was gained through the interviews.
 

Given that many of the staff were only part-time, (the
 

remainder of their time being devoted to the other work
 

of their regional Ministry office), it was at times difficult
 

to locate some people. An exploratory visit to the town of
 

Bula one afternoon enabled them to find two staff members in
 

their agency offices. Also, the inclusion of four more part­

time staff, originally listed as part of the external group,
 

increased the staff group to 26. By close of business, Friday,
 

October 5, the interviews were completed.
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One additional form of data gathering was used. On Friday
 

morning, the Bula staff was having its monthly staff meeting.
 

The consultants asked to be allowed to sit in and observe
 

the process of the staff working together in this way, in
 

order to gain additional insights into the dynamics of the
 

project. For two hours the consultants observed the staff
 

in action. A rather remarkable degree of openness was evident
 

in the proceedings, though the process was on the surface
 

somewhat formal. Humor and a free dialogue from the floor
 

with the Project Manager was the usual mode, and in one
 

case a salary increase for a group of technicians was granted
 

on the spot. Several lectures by the Project Manager on
 

increased productivity, attendance, and efficiency were
 

accepted without hostility. It was, for the consultants, a
 

useful and educational experience.
 

Having completed the data gathering phase, the consultants
 

returned to Manila on Saturday to pick up materials and
 

generate the workshop design.
 

Design Preparation
 

A flexible workshop design was established by the con­

sultants over the weekend. The primary issues were how to
 

run two workshops in tandem and how to incorporate 10
 

to 20 new people into the process on the third day. The
 

exact number of newcomers would remain undefined until midway
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through the third day, since no one knew for certain who was
 

coming oz when.
 

The design for the first two days was to be a combination
 

team-building and problem-solving session to classify partici­

pant expectations, identify issues, and collaboratively trans­

late those issues into action recommendations. The design
 

called for several different group configurations at various
 

stages of the sessions so that participants could work with
 

various sets of people.
 

Throughout that process, using the heterogeneous mixes at
 

some stages and natural work teams (e.g., Physical Development,
 

Administration, and Institutional Development) at others, the
 

design promoted identification and discussion of interpersonal
 

and intergroup issues. Moreover, toward the end of the team­

building phase, a role clarification and negotiation exercise
 

allowed the participants to interact one-to-one on specific
 

behaviors affecting their working relationships.
 

The session with outside participants was more complicated.
 

The major problem was that no one knew exactly who, repre­

senting what, or even how many would attend the session.
 

As a result, it was very difficult to anticipate which issues
 

could be worked, ,;ince the issues would be largely agency
 

and organization dependent.
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The consultants dealt with this problem in the short run by
 

concluding that, while the basic format would be some form of
 

intergroup activity, the specifics of the design would have to
 

wait until there was more information on attendees.
 

With the design in place as much as possible, and the materi­

als in hand, the consultants returned ti Naga on Monday morning,
 

October 8, to begin the Workshop.
 

Workshop Day One, October 8
 

The session for the 26 project staff members was scheduled
 

from 1:30 p.m. to 5:00 p.m. on Monday, and from 8:30 a.m. to
 

5:00 p.m. on Tuesday, with appropriate breaks.
 

The group had assembled by 1:40 and began with some opening
 

remarks by Conrado de la Cruz, the Project Manager. The consult­

ants followed with an explanation of the workshop format and the
 

roles they would play.
 

For the first activity, participants individually wrote
 

down their expectations for the Workshop. After about 15 minutes,
 

heterogeneous groups of 5-6 were formed, and the participants
 

were asked to share what they had written individually within
 

their sub-group. This would result in a synthesized list of
 

expectations which the four sub-groups would report out in
 

general session.
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The reports demonstrated substantial staff agreement
 

about what needed to be done. The expectations ranged from
 

project discussions with the national government to inter­

personal interactions among project staff. Some examples of
 

key expectations follow:
 

* 	 Coordination/Cooperation of Government agencies
 
towards the development of the project;
 

a 	 To be able to understand the problems of the
 
people in the project area and to solve these
 
problems;
 

0 	 To achieve harmony and unity among personnel
 
of the project and line agencies concerned, in
 
order to complete the project at the earliest
 
possible time;
 

0 	 To identify each personnel's job description in
 
relation to the PMO's over-all implementation of
 
the project; and
 

0 	 To minimize if not totally eliminate individual­
ism/cliques and other unhealthy subgroupings now
 
existing within the PMO.
 

(A full reproduction of all the output work sheets from
 

the Workshop can be found in Appendix A. Excerpts from
 

these and other work sheets will be used in the body of the
 

text to illustrate points and develop linkages of thought
 

and action.)
 

The expectations indicated that the needs of the group
 

and the design of the Workshop were congruent, and that the
 

data generated were consistent with that obtained in the
 

interviews. Team work, collaboration, and improved commu­

nications and interpersonal relations, both within the pro­

ject staff and with the relevant government and community
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representatives, were seen as keys to the success of the pro­

ject.
 

Following the expectation reports, a discussion was
 

opened on the meaning of "Integration" to the project staff,
 

referring to the theme of cooperation and integration that
 

appeared in the expectation lists. Having developed that
 

theme briefly, the participants were asked to think of two
 

situations:
 

* 	 One in which they had had to collaborate with
 
someone or some group, and that the experience
 
had been successful;
 

0 	 The second in which they had had to do the same
 
thing, but the result was unsuccessful.
 

The participants then wrote down, individually, the
 

words or phrases they would use to describe the successful
 

experience and those they would use to describe the unsuc­

cessful collaboration. It was suggested that they not limit
 

themselves to project experience necessarily, but that they
 

might use appropriate examples from their broader life
 

experience.
 

After about 20 minutes, the participants formed trios,
 

shared their lists of positive and negative experiences, and
 

came to some agreement on words or phrases that tended to
 

describe the two situations.
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Active discussion in the trios led to an oral reporting
 

session in which the consultant took the input from the trios
 

and wrote a master list as they reported. Moving back and
 

forth between positive and negative elements, the group gener­

ated a pair of lists which described their perceptions of the
 

characteristics of "Good Coordination/Integration" and "Poor
 

Coordination/Intergration." This output is reprinted in Figure
 

III-1.
 

One interesting element in the parallel lists of charac­

teristics is that the group created discrete elements for
 

"Good" and "Poor," rather than just flipping the coin and
 

presenting the converse of an element. This quality of ana­

lysis was produced with little prompting, and indicates the
 

level of sophistication in management concepts which exists
 

in the project staff. The lists provide good insights into
 

the perceptions of the staff on management processes and
 

a startling clarity of what they wanted to see in a well­

managed and "integrated" project office.
 

A closer look at the lists also reveals an implicit
 

diagnosis of the problems of the project, since the "Good"
 

list contains a number of elements which the staff felt
 

were lacking on the project, while the "Poor" list contains
 

elements which were all too present.
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FIGURE III-I
 

FIELD STAFF VIEW OF CHARACTERISTICS OF GOOD AND POOR
 
"COOPERATION OR COORDINATION OR INTEGRATION"
 

GOOD COORDINATION/INTEGRATION 


" Good Motivation 


* 	 Full Knowledge of Work 

to Be Done
 

* 	 Good Human Relations 


* 	 Full Trust 


* 	 Sufficient Resources 


* 	 Recognition for the Work 


* 	 Functions Clearly Defined 


* 	 Proper Delegation of 

Authority
 

* 	 Conducive Working Condi-

tions 


* 	 Manageable Group Six 


for the Task
 

* 	 Compe' -nce & Confidence 


* 	 Enthusiasm & Interest 


* 	 Proper Information 


* 	 Proper Communication 


* 	 Performance Oriented 


* 	 Program/Task Is Accept-

able to Those Doing It
 

* 	 Resourcefulness of People 


a, 	Good Leadership
 

POOR COORDINATION/INTEGRATION
 

a Poor Orientation to the.Job
 

* 	 Lack of Interest
 

* 	 Poor Management
 

* 	 Poor Classification of Resources
 

• 	 Laxity in Performance
 

* 	 Individualistic Tendencies
 

* 	 Inadequate Knowledge & Skills
 

* 	 Negative Attitudes & Habits
 

* 	 Lack of Clear Understanding
 
of the Goals
 

Professional Jealousy
 

* 	 Favoritism
 

* 	 Unwilling to Share Infor­
mation & Experience
 

* 	 Poor Rapport
 

* 	 Reluctant Attitude
 

* 	 Lack of Training
 

* 	 Insecurity About Self
 

* 	 Lack of Respect for Values
 
of Others
 

Source: Team-Building Workshop, Bula Minalabac Integrated Area Develop­
ment Project, Camarines Sur, Philippines, October 8-11, 1979.
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The first day was concluded with these reports on inte­

gration/coordination characteristics, and with a sense from
 

the participants that the first day had been productive.
 

Workshop Day Two, October 9
 

In order to provide a conceptual framework for the
 

group's interaction and to legitimize the concepts of sharing,
 

feedback, risk taking, and trust and caring, the second day
 

began with a short lecture on the Johari Window. The discussion
 

which followed explored the implications of that model for
 

managing project teams.
 

After the discussion, the participants were handed three
 

3 x 5 cards, on which they wrote a "request for feedback" to
 

each of three other members of the staff. It was emphasized
 

that the exercise was to ask for feedback on the cards, not
 

give it, and to request it in terms that had been explored
 

during the Johari discussion. After several minutes, the
 

group was given the "Eight Points of Feedback" which high­

lights some basic ground rules for giving and receiving feed­

back. They were asked to check their cards to see if what
 

they were requesting fit within the guidelines, and to remem­

ber the "Eight Points" as they gave the feedback requested by
 

others.
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The actual process of giving and receiving feedback was to
 

be done outside the workshop: at breaks, meals or other free
 

times. This process would be augmented by the Role Negotiation
 

exercise later in the workshop.
 

The Workshop then moved to a new stage. The staff was
 

divided into Administration, Physical Development, and Institu­

tional Development. Institutional Development was further
 

divided into two, because of its size; a natural break was to
 

have one group from the Bureau of Agricultural Extension (BAEx),
 

and a second group made up of all other agency representatives
 

on the Institutional Development staff. (These agencies were
 

the Ministry of Agricultural Reform (MAR), Ministry of Local Gov­

ernment and Community Development (MLGCD), Ministry of Health
 

(MOH), and the Bureau of Plant Industry (BPI).
 

The task for the four groups thus established was as
 

follows:
 

Describe, in short phrases, the "Good Characteristics"
 
and the "Poor Characteristics" of the working relation­
ship your group has with each of the other three groups.
 
Thus, each group will produce three flip chart sheets
 
with the two columns of characteristics on each one.
 

It was suggested that the general list of Good and Poor
 

Characteristics developed the previous day be used as a guide,
 

but that these group lists should be as specific as possible
 

in describing the characteristics of the other staff groups.
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After about an hour, the groups had completed the task and
 

were ready to share the work they had done.
 

Each group was to meet with the other three, one at a time
 

(see Figure 111-2).
 

FIGURE 111-2
 

UNIT GROUPS INTERFACE MATIX
 

Adminis- Physical BAEx Non-BAEx ID 

rmtion Development 

Administration C2 A1 B2 

Physical Development C2 B1 A2 

BAEx A1 B 1 C1 

Non-NAEx ID B2 A2 C1 

Source: 	 Team-building Workshop, Bula Minalabac Integrated Area
 
Development Project, Camarines Sur, Philippines, October
 
8-11, 1979.
 

(There were three rounds of interface meetings, repre­

sented by letters A, B, and C. Within each round, there were
 

two interface sessions occurring, represented by the numbers 1
 

and 2. Thus, Admin. and BAEx met in round A, group 1, while
 

Physical met in the same round (A) with Non-BAEx Institutional
 

Development, in group 2.)
 

The task of these interface groups was to share the charac­

teristics lists that they had written about each other, and zo
 

discuss them in terms of what each group might do to improve
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its working relationships. These improvements might be strength­

ening a "Good" characteristic, or changing/reducing a "Poor"
 

characteristic.
 

Some common types of characteristics which were listed by
 

the groups about each other were:
 

Good 


Task orientation 


Full knowledge of work 

to be done
 

Good human relationships 


Adequate resources 


Enthusiasm and interest 


Proper delegation of 

authority
 

Properly communicate with 

recipients and other
 
agencies
 

Recognition for work done 


Conducive working condi-

tions
 

Poor
 

Absenteeism
 

Individual approach
 

Ineffective communications
 

Resources not properly provided
 

No follow-up of activities
 

Reluctant attitude
 

Favoritism
 

Uncoordinated work plan
 

Professional jealousy
 

(See complete output listings in Appendix B.)
 

Each round of the interface lasted approximately an hour-


The discussions were
and-a-half and consumed most of the day. 


lively and intense.
 

Each interface group had been asked to come up with a
 

statement of at least three changes in behavior to improve
 

the working relationships between those two units. These
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behaviors were to be as specific as possible and to address
 

those issues identified
 

When the staff met at the end of the day to share these
 

reports, it was clear from the nature of the changed beha­

viors listed that many of the issues had been addressed
 

directly. While some of the behaviors tended toward the hor­

tatory and ideal, e.g., "100 percent attendance with cor­

responding work accomplished" and "to establish effective com­

munication among the personnel for better output," most of
 

the commitments were practical and specific. Some examples
 

of agreements which addressed organizational issues directly
 

were:
 

* 	 Prompt action on papers submitted to the PMO
 
within 24 working hours (i.e., 3 days) (Administration);
 

* 	 Revive weekly IADD conference every Wednesday after­
noon, and have constant dialogue among Line Agency
 
personnel (Institutional Development);
 

* 	 Anticipate needs at least 5 months ahead of the
 
scheduled program (Physical);
 

0 	 Honoraria will be transmitted to mother agencies
 
monthly, provided that torm 48 is submitted 1 week
 
before closing of the month (Administration);
 

* 	 Start recruiting personnel in preparation for
 
more construction work (Physical); and
 

* 	 "Punctual monitoring of monthly performance report
 
(Inst. Dev.). (See Appednix B, Workshop: Good and
 
Poor Characteristics, subsection entitled "Behavioral
 
Change Commitments and Agreements.")
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These commitment lists were not reported in full until
 

the following morning, because of the limited time at the
 

end of the day. Instead, the discussion of the total group
 

focused on those action commitments which affected all three
 

Divisions. It became clear during the dialogue that the
 

Project Manager and the division chiefs were committed to fol­

lowing through on the agreements, since the commitments were
 

seen as accurate reflections of real issues. The Project Mana­

ger in particular emphasized the need for commitment to fol­

low-up
 

The staff members themselves appeared enthusiastic about
 

the work that they had done. There seemed to be little of
 

the cynicism about the "do-ability" of the commitments that
 

is sometimes present in staff groups. They behaved as if they
 

genuinely felt that, by airing these difficulties and making
 

mitments to each other, they had overcome a significant
 

hurdle in the project's operations.
 

The consultants then moved the discussion into what the
 

staff wished to do the next day when the external people
 

arrived. The group consensus was that they wanted to obtain
 

feedback from the outsiders on how they saw the project, as
 

well as their support for project activities. Since it was still
 

unclear who in fact might be at the session the next day,
 

particularly whether anyone in a decisionmaking capacity might
 

attend, the consultants suggested the possibility of some sort
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of workshop product which could be presented to a decisionmaking
 

body at a later date. The group picked up the suggestion and
 

discussed how a set of workshop recommendations might be pre­

sented to such a body. The Deputy Project Manager for Physical
 

Development suggested that the appropriate group for such a
 

presentation would be the Combined Management Group (CMG), made
 

up of the regional agency representatives of the various
 

Ministries and Agencies concerned with the project.
 

The day concluded with that discussion, and with the
 

understanding that the following day would be designed based
 

on the staff's desires and on the types of people who came
 

to the session.
 

Workshop Day Three, October 10
 

By starting time there were few new people in the room.
 

Raul Nocus, the mayor of Minalabac, a small town north of
 

Bula and within the project area, had arrived as had two
 

senior members of the Farmers' and the Irrigation Associa­

tions. A few minutes later, a representative from the Pop­

ilation Commission (POPCOM) arrived, as well as three
 

people from MEC (Ministry of Education and Culture). Later
 

in the morning, Dr. Johnny D'Alliqo, the Regional Director
 

for the Ministry of Health, appeared, as did two representatives
 

from the Commission on Audit.
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In order to inform the new participants of what had
 

been done over the past two days, Conrado de la Cruz gave an
 

overview of the workshop activities leading up to the Beha­

vioral Commitment listings of the previous afternoon.
 

These lists were then reported to the total group, with
 

some short description of the kind of discussions which
 

had led to these agreements, Questions from the newcomers,
 

particularly from the MEC representatives, made it apparent
 

that the Workshop was considerably different from what they
 

had anticipated, and that they were still quite unclear
 

about what was expected of them. They had come, not surprisingly,
 

with the idea that they would speak to the group about their
 

programs and answer questions. An explanation of the process
 

being used and the expectations of the new participants seemed
 

to ease their minds.
 

At the break, the consultants explored several alter­

natives for guiding the exercise through the day. They
 

decided to link together each unit of the project staff
 

with those external representatives with whom they must
 

deal most directly. The groupings were as follows:
 

0 
 Administration and Physical Development staff
 
with the two COA (Audit) repzesentatives;
 

0 
 Institutional Development (less BAEx) with
 
POPCOM, MOH, and MEC; and
 

* 	 BAEx staff with Mayor Nocus and the two Farmer
 
Groups representatives;
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The task of these three groups was:
 

To identify and discuss those issues and problems
 
that the project staff and external representatives
 
can work together and solve.
 

The groups went to work immediately and there ensued
 

lively and protracted discussions in all three groups. The
 

intense dialogue was carried on in Bikol, Tagalog and Eng­

lish. The issues discussed and debated were specific
 

and detailed, ranging from procurement of medicine and supplies
 

for the midwives, to the delineation of political boundaries
 

between the Barangays in the project area. (See Appendi: C
 

for the Issues Lists developed in this process).
 

Issues and problems were raised from both sides, staff
 

and external. Information was exchanged and recommendations
 

for solutions or further action were developed.
 

By mid-afternoon, the groups were ready to report their
 

work. Each group had approached the reporting differently.
 

The Administration/Physical COA group listed and reported all
 

the specific details they had discussed and agreed to.
 

Examples were:
 

Emergency purchases should not exceed five per­
cent annual MOE;
 

0 


• 	 To provide COA copies of contract documents
 
5 days after the perfection of contract; and
 

0 
 Construction material delivery [to be] received
 
by Materials Control Engineer.
 



These issues indicated the kinds of information exchange
 

and learning that went on in that group. The opportunity to
 

obtain this information and clarity on procedures was seen
 

as highly useful on both sides.
 

The Institutional Development group with POPCOM,
 

MEC, and MOH became so involved with their discussion that
 

they forgot to write up a report. As a result, their issues
 

list was only a broad summary of the discussions that occur­

red. The oral report was given by Dr. D'Alligo (MOH)
 

who elaborated on the list extensively. He also stated that
 

a part-time Rural Health Midwife would henceforth be full­

time, as had been requested, and that he would obtain an
 

additional examining table for the midwives to use. It was
 

also agreed that the addition of a POPCOM staff member to
 

the project would be pursued, as would additional teaching
 

staff for the school at the project site.
 

The third group, BAEx staff with Mayor Nocus and the
 

Farmer Group representatives produced an excellently detailed
 

report, covering ten problems, each with its solutions, respon­

sibility designations and time frames for completion.
 

While a few of the solutions were to refer the issues
 

to the PMO, the Physical Development Division, and local
 

government, most were for specific actions that could be under­

taken by the staff in conjunction with local groups and
 

government agencies. This interaction contributed substan­

tially to the project implementation plan.
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The day concluded with the Project Manager's closing re­

marks. He thanked the participants for their help, input and
 

support, and stated that he felt the work that had been
 

dune would be of great value to the project and the staff.
 

He also announced that the following day would be for pro­

ject staff only, to complete the team-building phase of the
 

Workshop.
 

There was a remarkable amount of creative work done dur­

ing the day. The external representatives, once their role
 

had been clarified, participated fully and with great en­

thusiasm. The project staff used these resources well; get­

ting answers to questions, raising serious issues concern­

ing the project, and making demands for the support of both
 

agencies and individuals. The staff were not intimidated by
 

the agency people, and they worked hard to get at project
 

problems in a non-defensive way.
 

The work output showed the quality of the process. Speci­

fic answers to administrative problems, engineering support,
 

and staff personnel and equipment needs were addressed. Com­

mitments were made on both sides, and if maintained, could go
 

a long way toward improving the functioning of the project.
 

While the inter-group interface model of working was un­

usual to some, it proved uninhibiting and served to encourage
 

the kind of personal and professional dialogue that was needed.
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Workshop Day Four, October 11
 

The final half-day of the workshop was designed to speak
 

directly to the roles and responsibilities of the project staff,
 

as well as to their specific working relationships. Each mem­

ber of the staff was given four "Role Negotiation Worksheet"
 

forms and asked to choose any four members of the staff
 

and complete a Worksheet on each one. After completing
 

all four forms, they were to sit with each person they had
 

chosen (one at a time) and discuss both what had been writ­

ten on the Worksheet and any other issues that emerged in
 

the discussion. If only one person in the pair had com­

pleted a Worksheet, the other could either respond orally
 

or fill out an additional Worksheet for the initiating party.
 

The purpose of the exercise was to create conditions for
 

one-to-one feedback on roles and relationships. The group
 

was referred to the Johari Window discussion and to the "Eight
 

Points of Feedback" paper to refresh their memories on how
 

to give and recieve feedback. Since the issues of mutual
 

understanding of roles and responsibilities, and of poor
 

interpersonal work relationships and communication had been
 

identified as significant issues, it was deemed appropriate
 

to address these issues directly.
 

Writing the Worksheets took about an hour, at which
 

point the staff began to pair up and begin their discussions.
 

The noise level in the room began to rise as more and more
 

of the participants got into dialogues. Some had trouble
 



71
 

thinking of four others to write about, and others were con­

cerned about what and how much to write. However, after one
 

or two experiences in pairs, the participants picked up the
 

exercise with considerable energy.
 

Some key people, such as the Project Manager and the
 

Administrative Officer, had a line of people waiting to see
 

them. Others finished their four and looked for someone else
 

with whom to talk. No one appeared to hang back or be unin­

volved.
 

A fifth sheet was introduced at the mid-morning break.
 

This fifth sheet was to be filled out for someone who was not
 

at the Workshop, but who was a significant professional or
 

work-related interface. Examples given were an agency super­

visor, an absent colleague, or perhaps a member of the local
 

community. This last sheet was filled out only by some of
 

the staff, since it was introduced at a late stage and most
 

people were still very involved in completing the dialogues
 

with those present.
 

After an hour and a half of dialogues, the staff was called
 

together for a final summary session. Although a few of the
 

dialogues remained to be done, it was agreed that they would
 

take place later in the day, after the formal ending of the
 

Workshop.
 

Initially, the summary session was designed to provide
 

a time for noting any issues that had not been completed ear­
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lier in the Workshop, so that some commitment to work on
 

them further could be made. Also, it was intended to be a
 

period in which future follow-up activities could be dis­

cussed. Since the Project Director, Attorney Salvador Pejo,
 

had arrived mid-morning, the staff was also asked to summarize,
 

for him, their concerns.
 

The participants raised no new or incomplete issues, jut
 

spent this time in two useful ways. They brought up the idea
 

again that the issues and recommendations from the Workshop
 

should be carried forward to the Composite Management Group
 

(CMG) and asked for Attorney Pejo's support. As the chairman
 

of the CMG, Pejo strongtly supported that idea.
 

The remaining time was used for reviewing the Work­

shop itself. Several attempts to draw out additional topics
 

for discussion met with no success, so the group wrapped up
 

the session by presenting feelings of accomplishment.
 

The Workshop concluded with written evaluations atid pre­

sentation of certificates. The evaluations proved to be an
 

extension of the positive statements about the Workshop. The
 

staff also expressed a strong desire to continue the process
 

in the future, with periodic follow-up sessions over the com­

ing year. These comments were discussed with the Project Mana­

ger as part of the planning for future activities. A general
 

agreement was reached for a short consultant visit within 3
 

to 4 months to review developments since the Workshop, and
 

examine possible future efforts.
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Workshop Summary
 

The two-phase workshop was perceived as a successful
 

event. Feedback from the staff, as well as from the external
 

participants, was positive about the process, the quality of
 

interaction and the output of various sesoions.
 

There are strong forces in every organization to return
 

to the status quo some days or weeks after a team-building
 

session. This tendency to revert to "business as usual" is
 

normal in work groups. What is important is that signifi­

cant commitments be carried out. Reinforcement of the new
 

norms and ways of doing business is necessary. For this
 

reason a follow-up visit after three months was proposed.
 

The Bula staff showed an unusually high commitment to
 

maintaining their work. It will be most important for the
 

Project Manager to ensure, through Attorney Pejo, that a
 

report of the workshop recommendations be brought before
 

the CMG. Given the absence of any national office repre­

sentatives, and the participation of only some of the re­

gional offices involved with the project, the CMG approach
 

provides the Bula project with a significant vehicle for
 

obtaining the necessary increases in agency support.
 

In order to ensure greater participation of external
 

agency people, both national and regional, it will be im­

portant for future activities that the scheduling and plan­
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ning be done sufficiently in advance so that invitiations
 

can be sent in a timely fashion. Since many of the issues
 

concerning the project had political implications, local,
 

regional and national, it becomes important that the right
 

mix of key people be able to participate and gain the kind
 

of insight and understanding of the project that comes from
 

this intensive workshop participation.
 

The consultants were impressed with the energy and eager­

ness of the staff members. Despite numerous problems, both
 

technical and bureaucratic, the staff retained a high energy
 

level and an apparently strong commitment to the project's
 

success. The Workshop helped reinforce these norms, rather
 

than being an experience which ran counter to the group's
 

behavior. As a result, the Bula staff was easy to work with
 

and wds able to accomplish more in four days than many staff
 

groups with whom the consultants have worked.
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FOLLOW-UP VISIT
 

At the completion of the team building workshop conducted
 

in October of 1979 with the staff of the Bula Project, a follow­

up visit by one of the DAI consultants was discussed. This
 

follow-up visit was again reviewed with Don Wadley and David
 

Heesen of USAID/P in November while they were in Washington,
 

D.C., and a letter outlining the visit was sent to Conrado
 

de la Cruz for his concurrence. When that concurrence was forth­

coming, Tom Armor arranged to spend January 22 through January
 

29 in the Philippines, primarily to review the workshop, its
 

consequences, and future activities with the Bula project staff.
 

After conversations with USAID officials in Manila, the
 

consultant flew to Naga on January 23, 1980. In the afternoon
 

he met individually with five administrative and physical de­

velopment staff members at the project site office. All felt
 

the October Workshop had been beneficial. The effect, however,
 

was felt to have been most dramatic for the first two months
 

after the Workshop. One person had not been able to attend
 

the Workshop itself; his comments about the positive effect on
 

staff behavior were particularly credible. Another interesting
 

comment was that a recent annual planning exercise had been
 

significantly easier because of the October Workshop. Also,
 

a meeting with the entire staff had been scheduled for 1 p.m.
 

January 24.
 

The morning of January 24 wa- used to prepare a brief
 

questionnaire to use in the afternoon meeting. In the after­

noon, 16 staff members completed the questionnaire and private
 

conversations were held with three of them in addition to
 

Jordan Chavez. The general tone of comments in these interviews
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was that the October Workshop had significantly improved the
 

working relations among the staff. This had been quite evi­

dent during the preparation of the annual operational plan in
 

early January. There were several comments that previous
 

confusion about overlapping responsibilities were noticeably
 

reduced during this planning activity. Jordan Chavez, as
 

well as two others, made the point that another similar work­

ship would be very useful this spring -- especially with the
 

participation of local community leaders.
 

The remainder of the afternoon was spent reviewing and
 

transcribing the questionnaire data. The transcribed responses
 

to Question One ("In the several months since the October Work­

shop, what three things seem better about the way the staff
 

works together?") and Question Two ("What three things that you
 

hoped would change did not or only changed very little?") were
 

attached to copies of the six sets of commitments developed as
 

part of the October Workshop. (See Appendix D, Follow-Up:
 

Questions and Responses and Appendix B, Workshop: Good and
 

Poor Characteristics, subsection entitled "Behavioral Change
 

Commitments and Agreements."
 

On January 25 a meeting was held at the Libmanan/Cabusao
 

project site. It was proposed that a joint activity be held
 

at Libmanan in the fall to focus on management problems sur­

facing after the water began to flow in the irrigation system.
 

On the same day, a meeting was held with the Bula project
 

manager, who had been in Manila until that day. Before perusing
 

the comments of his staff, he mentioned an interest in another
 

workshop in the spring. He further suggested that he meet with
 

his staff to discuss the agenda of such a workshop. He was
 

planning to use the feedback data for such a staff meeting, to
 



77
 

take place within the next few weeks. He agreed to write a
 

letter outlining the agenda he and his staff wanted to pursue.
 

A review of the visit with USAID officials in Manila led
 

to an agreement to proceed on three items: (a) Possible in­

volvement with the Bicol Integrated Health Project; (b) A
 

second O.D. activitiy, focused on the Bula Project for spring
 

1980; and (c) A joint workshop in the fall of 1980 for Bula
 

and Libmanan staff (possibly to include concerned others as
 

well), focused on the operational experience of the Libmanan
 

project.
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APPENDIX A
 

WORKSHOP: GOALS AND EXPECTATIONS
 

GROUP A
 

1. To be able to understand the problems of the people in
 
the project area and to solve these problems.
 

2. 	Everyone to understand everybody's duties obligations
 
and limitations.
 

3. 	To achieve harmony and unity among personnel of the pro­
ject and line agencies concerned in order to complete the
 
project at the earliest possible time.
 

GROUP B
 

1. 	 Coordination/Cooperation of Government agencies towards
 
the development of the project.
 

2. 	No overlapping of functions/activities among personnel.
 

3. 	 Proper channelling of authorities.
 

GROUP C
 

1. 	That all personnel in the "integration scheme" as well
 
as other government agencies playing an important role
 
in the implemencation of the project and with the cooper­
ation of the end-users will be able to build up a coordi­
nated efforts in the successful implementation of the
 
project.
 

2. 	 That the project implementors will carry out effective
 
team approach.
 

3. 	To be able to understand the benefits of this workshop
 
in carrying out the program effectively and later to pass
 
to others for further development.
 

GROUP D
 

1. 	 Identify each personnel's job description in relation to
 
the PMO's overall implementation of the project.
 

2. 	Be able to establish rapport among personnel/section/di­
visions of the project.
 

3. 	Minimize if not totally eliminate individualism/
 
cliques and other unhealthy subgroupings now ex­
isting within the PMO.
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APPENDIX B
 

WORKSHOP: GOOD AND POOR CHARACTERISTICS
 

BAEx staff and Institutional Development (Non-BAEx)
 

BAEx Staff Perceptions of Institutional Development (Non-

BAEx).
 

Good Characteristics
 

1. Good human relationship.
 

2. Full knowledge of the work to be done.
 

3. Good motivation.
 

4. Program oriented.
 

5. Enthusiastic and interested.
 

6. Functions clear.Ly defined.
 

7. Confidence and competence.
 

8. Excels in leadership.
 

9. Innovative.
 

10. Unselfish.
 

11. Full trust.
 

12. Manageable group size.
 

13. Approachable.
 

14. Cooperative.
 

Poor Characteristics
 

1. Sometimes not punctual in monitoring.
 

2. Sometimes have reluctant attitude.
 

3. Sometimes not coordinated.
 

4. Absenteeism.
 

5. Sometimes lack of interest.
 

http:clear.Ly
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Institutional Development (Non-BAEx) Perceptions Of BAEx Staff.
 

Good Characteristics
 

1. 	 Full knowlcdge of work to be done.
 

2. 	 Task oriented.
 

3. Good human relations to clients.
 

Poor Ciaracteristics
 

1. 	 Individualistic approach to group activities.
 

2. 	 Absenteeism.
 

Behavioral Change Commitments And Agreements.
 

1. 	 Revive weekly IADD conference every Wednes­
day afternoon and have constant dialogue a­
mong line agency personnel.
 

2. 	 individual coxTmt.itment 100 percent attendance.
 

3. 	 ianctual monitoring of monthly performance re­
port.
 

4. 	 Proper coordination of personnel on group
 
activities.
 

Administration and BAEx Staff
 

Administration Perceptions Of BAEx Staff.
 

Good Characteristics
 

1. 	 Full knowledge of work to be done.
 

2. 	 Recognition for work well done.
 

3. 	 Enthusiasm and interest.
 

4. 	 Conducive working conditions.
 

5. 	 Proper delegation of authority.
 

Poor 	Characteristics
 

1. 	 Individualistic tendencies.
 

2. 	 Professional jealousy.
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3. 	 Laxity.
 

4. 	 Reluctant attitude.
 

5. 	 Lack of follow-up of activities.
 

BAEx Staff Perceptions Of Administration.
 

Good Characteristics
 

1. 	Good human relationship.
 

2. 	Trust among personnel.
 

3. 	Adequate resources.
 

4. 	Approachable.
 

Poor 	Characteristics
 

1. 	 Resources not properly provided.
 

2. 	 Individualistic tendencies.
 

3. 	Lack of personnel management training.
 

4. 	 Ineffective communication.
 

5. Poor delineation of function.
 

Behavioral Change Commitmentis And Agreements.
 

1. 	 To conduct personnel management training
 
to improve performance and working rela­
tionship.
 

2. 	 To process and act on vouchers and other do­
cuments submitted at earliest possible

time 	provided that it is within the rFsources.
 

3. 	 To delineate functions and responsibilities
 
of personnel.
 

4. 	To establish effective communication among
 
the personnel for better output.
 



B-4
 

BAEx 	Staff and Physical Development
 

BAEx Staff Perceptions of Physical Development.
 

Good CVaracteristics
 

1. 	 Approachable both in and outside project area.
 

2. 	 Proper coordination in attaining the objec­
tive of the project.
 

3. 	 Provide facilities as need arises.
 

4. 	 Respect functional duties.
 

5. 	 Full trust.
 

6. 	 GHR.
 

7. 	 Full knowledge of specific functions.
 

8. Willingness to work with other section.
 

Poor Characteristics
 

1. 	 Project/facilities not accomplished on time.
 

2. 	 Unavailability of resources.
 

Physical Development Perceptions of BAEx Staff.
 

Good Characteristics
 

1. 	 Good human relationship.
 

2. 	 Full knowledge of work to be done.
 

e. 	 Function clearly defined.
 

4. 	 Manageable group size for the task.
 

5. 	 Enthusiastic and interested.
 

6. 	 Proper information and communication with
 
recipients and co-workers.
 

7. 	 Program acceptable to those doing it and
 
beneficiaries.
 

8. 	 Open to suggestions of others.
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Poor 	Characteristics
 

1. 	 Lack of interest in following up results of
 

training and demonstrations.
 

2. 	 Insufficient resources.
 

3. Poor communication with other agencies.
 

Behavioral Change Commitments and Agreements.
 

1. 	 Anticipate your needs to give ample time
 
for procurement in time.
 

2. 	 Be willing 1:o work with the project until
 
completion.
 

3. 	 To commit oneself to updated project po­
licies and individual goals.
 

4. 	 Contribute to weekly division conferences­
problems and solutions.
 

Physical Development and Administration
 

Physical Development Perceptions of Administration
 

Good Characteristics
 

1. 	 Loving and charitable people.
 

2. 	 Recognition for their work.
 

3. 	 Sufficient resources.
 

4. 	 Program and acceptable to those doing it only (sic).
 

5. Conducive working conditions.
 

Poor Characteristics
 

1. 	 Unmanageable group.
 

2. Inadequate human resources.
 

3, Individualistic tendencies.
 

4. 	 Professional jealousy.
 

5. 	 Reluctant attitude.
 

6. 	 Negative attitude and habits.
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Administrative Perceptions Of Physical Development
 

Good Characteristics
 

1. 	 Full knowledge of work to be done.
 

2. 	 Recognition for work well done.
 

3. 	 Enthusiasm and interest.
 

4. 	 Conducive working conditions.
 

5. 	 Proper delegation of authority.
 

Poor 	Characteristics
 

1. 	 Duplication of functions.
 

2. 	 Poor classification of resources.
 

3. 	 Negative attitudes and habits.
 

4. 	 Disorganized maintenance personnel and
 
equipment operators.
 

5. Uncoordinated work plan.
 

Behavioral Change Commitments And Agreements.
 

1. 	 To provide atmosphere conducive to working
 
conditions.
 

2. 	 Prompt action on papers submitted to the PMO
 
within 24 working hours (i.e., 3 days).
 

3. 	 Reorganize setup of equipment personnel
 

4. 	 Institute new system of procurement.
 

5. 	 Start recruiting personnel in preparation
 
for more construction work.
 

Administration and Institutional Development (Non-BAEx)
 

Administration Perception Of Institutional Development (Non-BAEx).
 

Good Characteristics
 

1. 	 Full knowledge of work to be done.
 

2. 	 Recognition for work well done.
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3. 	 Enthusiasm and interest.
 

4. 	 Conducive working condition.
 

5. Proper delegation of authority.
 

Poor Characteristics
 

1. 	 Poor in attendance.
 

2. 	 No follow-up of activities.
 

3. 	 Poor rapport.
 

4. 	 Laxity in performance.
 

5. 	 Reluctant attitudes.
 

Institutional 	Development (Non-BAEx) Perception Of Administration.
 

Good Characteristics
 

1. Sufficient resources.
 

2. PM is approachable.
 

Poor Characteristics
 

1. 	 No proper delegation of authority.
 

2. 	 Poor management of resources.
 

3. 	 Individualistic tendencies.
 

4. 	 Favoritism.
 

5. Laxity in performance of duties.
 

Behavioral Change Commitments and Agreements
 

1. 	 Honoraria will be transmitted to mother
 
agencies monthly-- provided that form 48
 
is submitted 1 week before closing of the
 
month. Also the liquidation report will
 
be submitted to the PMO on time.
 

2. 	 100 percent attendance with corresponding
 
work accomplished.
 

3. 	 Hold weekly division conference.
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Physical Development and Institutional Development (Non-BAEx)
 

Physical Development Peri.eptions Of Institutional Development(Non-BAEx).
 

Good Characteristics
 

1. 	 Good leadership.
 

2. 	 Function clearly fiven and defined.
 

3. 	 Good human relations.
 

4. 	 Proper delegation of authority.
 

5. 	 Good human resourcefulness.
 

6. 	 Conducive working conditions.
 

7. 	 Performance oriented.
 

8. 	 Enthusiastic and interested.
 

9. 	 Properly communicate with recipients and
 
other agencies.
 

Poor 	Characteristics
 

1. 	 Insufficient .esources.
 

2. 	 Insecurity about self.
 

3. 	 Lack of clear understanding of goal.
 

4. 	 Individualistic tendencies.
 

5. 	 Poor classification of zesources.
 

Institutional Development (Non-BAEx) Perception of Physical Development.
 

Good Characteristics
 

1. 	 Competence of personnel.
 

2. 	 Functions clearly defined.
 

Poor 	Characteristics
 

1. 	 Poor zlassification of resources.
 

2. 	 Overlapping and underlapping in the per­
formance of duties.
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Behavioral Change Commitments And Agreements.
 

1. 	 Anticipate needs at least 5 months ahead of
 
the scheduled program.
 

2. 	 Re-activate the weekly meetings within the
 
division and results be madeknown to other
 
divisions. Everybody is committed to par­
ticipate.
 

3. 	 Follow-up training results and demonstra,­
tion within the project.
 

4. 	 Help contractors accomplish their contracts
 
within the plans and specs.
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APPENDIX C
 

WORKSHOP! ISSUES LISTS
 

Issues Discussed with Representatives from MOH, MEL and Popcom
 

1. 	 Integrated reporting.
 

2. 	 Supplementary feeding program.
 

3. 	 Medicines and supplies.
 

4. 	 Skills training program.
 

5. 	 Income-producing projects.
 

6. 	 Teaching staff for S. Jose.
 

7. 	 Popcom personnel at project.
 

8. 	 Timing of conferences.
 

9. 	 Continuity of representation from regional
 
directors.
 

10. 	 Additional personnel from line agencies.
 

Issues Discussed with Representatives from COA
 

1. 	 Appointment to project completion (not feasible).
 

2. 	 RIVs should be specified by items and by ceiling.
 

3. 	 Construction material delivery received by Ma­
terial Control engineer.
 

4. 	 Emergency purchases should not exceed five per­
cent annual MOE.
 

5. 	 To provide COA copies of contract documents
 
days after the perfection ofcontract.
 

6. 	 Procurement of supplies for quartery consumption
 
and by division by stock cord.
 

7. 	 Opening of canvass in the presence of committee on
 
canvass and award witnessed by COA auditor or his
 
representative.
 

8. 	 Updating PIL products liquidation consumption per
 
month.
 

9. 	 Annual inventory of equipments and properties of
 
the project.
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TABLE C-i
 

ISSUES DISCUSSED WITH MAYORS AND F1,RMER REPRESENTATIVES
 

PROBLEMS 


Roads and irriga-

tion facilities, 


Electrification of 

the project area. 


High cost of com-

modities and agri-

cultural inputs, 


Low repayments of 

production loans. 


Financing institu-

mers in the pro-

ject.
 
Barangay homesites 

and rice fiels w/o 

drainage.
 

Delineation of po-

litical boundaries 

for BGY, Sn Agus-

tin, Sn Isidro,
 
Sto Domingo-Sn
 
Jose and Baliwag
 
Viejo. 

Insufficient a-

mount of produc-

tion per hectare. 


SOLUTIONS RESPONSIBILITY TIME FRAME
 

Refer to the PMO PMO and physical di­
and physical divi- vision.
 
sion.
 

Refer to PMO, local PMO, local govt.
 
govt. and Casureco 


Encourage farmers 

to organize a full 

pledge consumers
 
cooperatives.
 

Rigid loan collec-

tion campaign thru 

the assistance of 

BGY officials and
 
other Govt. agen­
cies. 

To have one perma-
tion to assist far- nent lending in­

stitution.
 

Refer to PMO and 

physical division, 


Casureco III
 

MLGCD, SN, and 1980
 
farmers
 

FMTS, BGY officials Phase XIV
 
SN, and other govt.
 
agencies.
 

FMTS, LBD, and PMO Phase XV 

PMO and physical
 
division.
 

Dialogue with Brgy. PMO and local govt. October to Dec.
 
residents and of-

ficials.
 

Make recommenda-

tions to F.I. t 

increase the a-

mount from 1300-

1500/Ha.
 

1979
 

FMT, farmers' or­
ganizations and fi­
nancing institu­
tions.
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TABLE C-i (Continued) 

PROBLEMS SOLUTIONS 

Awardees of farm- Conduct premember-
lots/homelots, not ship training. 
SN members . 

Delay in the comple. Request for the 

RESPONSIBILITY 

MLGCD, MAR r-nd 
IADD staff 

PMO, physical and 

TIME FRAME 

Oct. 23-26, 
1979. 

tion of Phase I- A 

affects the viabi-

lity of SN and re-

payments of M-99 

past due loans, 


status of the con- contractors.
 
tractors and for
 
the PMO to effect
 
on the immediate
 
completion of
 
structures within
 
their administra­
tion.
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APPENDIX D
 

FOLLOW-UP: QUESTIONS AND RESPONSES
 

1. 	In the several months since the October Workshop what 3
 
things seem better about the way the staff works together?
 

0 	 Working relation between the administrative and
 
institutional division was greatly improved upon
 
both 	reluctancy was emphasized
 

0 	 Greater output of accomplishment
 

* 	 Personnel right and privilege were taken into con­
sideration under proper discipline 

• 	 Recognition of function in one's section or office
 
and proper coordinAtion to achieve certain action on
 
the needs in carrying out the office work nrogram
 

0 	 Personal dialogue dealing on matters to speed up
 
certain accomplishments in the usual office process
 

0 	 Recognition of every individual regarding their
 
role in the integrated approach in the project
 

0 	 Harmonious relationship among the members of the
 
staff
 

0 	 More accomplishments performed after our workshop
 
last October
 

* 	 Effectiveness in his/her job among personnel have
 
been 	implemented
 

0 	 The staff works with proper coora2.nation
 

* There is a good working relationship among the staff
 

0 There is an increase working output among the personnel
 
of the institutional division
 

& In team approach there is much better coordination
 

• 	 Good relationship among the personnel
 

* 	 There is increase working output 

* 	 Released supplies and materials (for farmers training) 
on time 

0 
 Good 	team ,ork/coordination (improved)
 

q6~ 
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* 	 Attendance improved
 

0 	 Procurement and releases of office and construction
 
materials are on time
 

* 	 Good cooperation and team works between line agencies
 

and PMO staffs
 

* 	 Functions and responsibilities of personnel are good
 

0 	 For the several months since the October workshop
 
there is now a slight change as far as management is
 
concerned. If there's a problem we can now open the
 
topic and discuss with our project manager
 

0 	 Our project manager agrees already if there's a
 
problem and if possible it will be solved immediately
 

Over 	the past three months there have been good changes
* 
after the seminar workshop on team building. I hope
 
there will be more seminar workshop to be held from
 
time to time to guide or help us to have a good
 
management
 

After that workshop last October, personnel here in the
* 

project are all aware of their duties and functions/
 
responsibilities rather their job .descriptions that
 
overlapping of function has been minimized
 

* 	 Absenteeism was also minimized
 

0 	 A team approach especially in the institutional can be
 
seen right away in their day to day field work. No more
 
individualism can be seen
 

* 	 The system or manner of requisitioning office supplies
 
has improved a lot
 

0 	 Attendance of the staff is quite commendable now with
 
corresponding accomplishments
 

* 	 Coordination among line agency becomes more efficient
 
than the previous
 

Discharge of respective duties and responsibilities are
* 

improved
 

0 	 There is better relationship between institutional
 
division and physical division
 

0 	 There is no more overlapping of functions and duties of
 
personnel in the administrative division
 

Better monitoring of reports and requisitions of supply
* 
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* 	 On time procurement of construction materials and 
office supplies 

* 	 Proper coordinations of divisions concerned for the
 
implementation of the project
 

* 	 Provision for good working conditions
 

* 	 They have become output/goal-oriented
 

6 	 Team approved have become better
 

* 	 Inter-relationship among/between sections/divisions
 
have become more established
 

0 	 Every now and then, section chief have an exchange of
 
mind to find a way for a good relationship among other
 
section
 

* 	 Subordinate were treated as brother or sister in order
 

to get their support
 

0 	 Cooperation improved considerably
 

* 	 One's role in the project was clearly defined
 

* 	 Work habits
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2. What 3 things that you hoped would change did not or only
 
changed very little?
 

* 	 Schedules based from the guidelines of the project
 
study were not almost carried out
 

* 	 Construction of agricultural facilities
 

0 
 Most 	of all is the irrigation system
 

0 	 Employees attitude to comply with the usual require­
ments in order that unusual delay maybe shortened in
 
the compilation of reports, particularly in matters
 
affecting supplies/materials and equipment
 

* 	 Personnel staffing in sections that require additional
 
personnel
 

0 	 Updated accomplishments required per accounting and
 
auditing process
 

0 	 People in the project area are reluctant to seek the
 
services of the health team because they know very well
 
that we have no supplies of medicines
 

9 	 Due to some work load (specially interviewing activities)
 
division conference was sometime neglected
 

0 	 Hold of weekly meeting within the division
 

0 	 Individual 100% attendance with corresponding work
 
accomplished
 

* 	 PMO monthly meeting
 

* 	 Well on my part the one thing that did not changed is
 
the overlapping of responsibility, because although it
 
is already my own responsibility, still other chiefs
 
of their section wants to be the boss in my section.
 
So, this really makes me confused
 

0 
 In the requisition of supplies there is a little change.
 
However, this might be due to some circumstances beyond
 
control
 

0 
 Absenteeism has been changed or minimized only but some
 
personnel still practice it
 

No personnel management seminar/training has been con­
ducted yet as prescribed by the administrative section
 

0 
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0 	 Attitude of contractors in the completion of their
 
contracted project did not change
 

0 	 Promises was only up to promise especially in compu­

tation of honorarium but not in action
 

* 	 Procurement of supply and materials is still slcw
 

* Proper chanelling of authority
 

0 Absenteeism
 

* 	 Demarcation of responsibilities among divisions
 

* Attendance
 

0 Individualistic tendences/attitudes
 

0 Allotments of funds were very strict because of so many
 
restrictions of COA and Ministry of Budget
 

0 Processing of vouchers were also delayed due to lack of
 
inspection of the auditor who is in Legazpi. She comes
 
here 2 times a week
 

0 Submission of requirements
 

• 	 Attendance
 

0 	 Heads of office still too bossy specially in the pres­
ence of individuals from outside
 

* 	 Untoward comments
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3. 	 What groups, organizations, people, agencies, local or
 
Regional Offices, Ministries, etc. should be included in
 
a future workshop?
 

Officers of the farmers association, samahang nayon
 
officer. Personnel from the MEC and staff of the
 
Regional Offices
 

0 


* 	 Accounting group
 

• 	 Auditing group
 

* 	 People/individual with the knowledge/authority to set-up
 
proper specifications, affecting construction materials,
 
equipments and supplies
 

* 	 The president of farmers organization for every barangay
 
should be included in the future workshop so that he will
 
be able to disseminate information to the other farmers
 

* 	 The RIC president should be also included to represent
 
for the mothers
 

* The anak bukid to represent the youth
 

0 Municipal mayor
 

* 	 MHO of MOH assigned in Bula Rural Health Unit
 

* PHO of MOH
 

0 Farmers, or samahang nayon officials
 

a Municipal officials
 

* 	 Otier health personnel such as the PHO & MHO
 

* 	 Commission on audit
 

* 	 All officers of an organization (samahang nayon)
 

* 	 Barangay officials/local officials
 

* 	 Farm services development corporation
 

* 	 Commission on audit
 

* 	 Commission on budget (on releasing budget)
 

* All agencies that functions are related to this project
 

0 
 More competent and well trained lecturers from differ­
ent fields of other agencies or ministries
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* Personnel from COA & Budget Commission
 

0 Rural improvement club and its officers or active
 
members
 

0 Bureau of Animal Industry representative
 

0 Farmers and anak-bukid (an organization of youth in
 
the project)
 

* 	 Catholic Relief Service (SAC) of Naga City personnel or
 
representative
 

* 	 Cam. Sur provincial committee headed by Miss Amparo
 
Olano
 

* 	 The supervisors/provincial official of mother agencies
 
of personnel detailed in the project
 

0 	 The beneficiaries -- farmers, mothers and youth be
 
represented
 

0 	 Officers of the irrigators association shall be
 
included
 

* 	 Promotion committee members of the project shall be
 
included
 

* 	 Barangay officials who are under the Pilot Land Con­
solidation Project area
 

* 	 Officers of the existing organizations in the PLCP
 
area
 

0 	 No other group except us who is running the project.
 
For future workshop maybe division chiefs section
 
chiefs only
 

* Municipal heads of offices of line agencies involved
 

0 Provincial heads of offices of line agencies involved
 

* 	 Barangay captains and samahang nayon officers
 

* 	 Ministry of Budget
 

* Commision on Audit
 

a Same group
 

lot
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4. 	 Please describe 3 specific groups, organizations, people,
 
agencies, local or regional offices, Ministries, etc. from
 
which you would like to have questions asked that would
 
help you do your job. Assume these people would not be
 
able to attend the workshop but would respond to specific
 
questions. What questions would you like to have asked of
 

them?
 

* 	 MAR director
 

0 	 PMO
 

* CMG
 

0 MAR accounting
 

* 	 MAR COA auditing
 

* 	 MAR BIDA II requisitioners in the usual function in
 

carrying the needs of the project as programmed
 

0 Discuss new innovation in audit under new circulars
 

* 	 Discuss accounting interpretation on the emergency
 
purchases in the project level, covering cost of
 
equipment repairs and supplies or administrative needs
 

Matters on the function of the requisitioners describ­0 

ing in full or specify certain items on property/
 
supply need
 

ex. farmer -- a farmer leader -- is showing
0 People: 


a good leadership to every individual farmer
 

0 Local office: mayor
 

We would like to ask the Provincial Health Officer of
* 

Camarines Sur to supply the project enough and regular
 

supplies of medicines
 

0 	 To brief our Municipal Health Officer about the job
 

descriptions of the health personnel assigned in the
 

project so that the functions of said personnel will
 

not be disrupted
 

How could I do my job well if there was always short­0 

age of supplies especially for medicines
 

• 	 All lending institutions to provide loan to project
 

beneficiaries
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0 	 Cam. Sur Provincial Nutrition Committee headed by Miss
 
Amparo Olano -- I think with her presence in the work­
shop she can help a lot in eradicating the malnutrition
 
problem in the project. Could the project be given the
 
promised cups and saucers or cooking utensils for the
 
supplementary feeding if we can present few tables and
 
chairs for pre-schoolers which is the pre-requisite
 

Can we still avail of the CRS commodi­* 	 Question to CRS: 

ties for the 20 malnourished children after submission
 
of their weights? If so, how many months before the
 
commodities arrive?
 

* 	 Lending institutions -- PNB, Land Bank and Rural Bank
 

- What strategies/approaches could you extend to the 
farmers with oast due loans, so as to help them 
for the availment of new production loans? 

What 	are some ways the LI could adapt in order to
 
minimize delays in loan releases?
 

* 	 National Grains Authority
 

Aside from the on-going marketing scheme they
 
adopt, what measures could they offer to encourage
 
more farmers to sell their farm produce to the NGA?
 
Say, delay in payment, and others
 

* 	 NIA
 

0 	 Land Bank of the Philippines
 

0 	 Philippine National Bank
 

* 	 The dire need of the farmers in Phase IA is the irriga­
tion facilities as far as Masagana 99 is concerned
 

* 	 My difficulties in processing application of farmers
 
for loan in Land Bank of which farmers have their past
 
due loans with other Banking institutions. Strategy
 
of loaning operation.
 

How to intensify the collection of farmer-beneficiaries'
* 
past due loans in Masagana 99 within the project
 

* 	 Project management office -- there is no specific area
 
where to establish my research work
 

* 	 Ministry of Budget -- Budget Commission or Ministry of
 

Budget can help this office by relating some of rules
 
which hindered payment of creditors
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-- the auditor representing the
 e 	 Commission on Audit 

Commission on Audit should also relax some of the rules
 

to conform with the office procedure as long as this
 

office is not deviating from auditing rules and regu­

lations. Fiscal responsibilities rest on the agency
 
head
 

• 	 Civil Service Commission
 

Ministry of Labor
 

to14
 



.OTHER DOCUMENTS AVAILABLE FROM THE IRD PROJECT
 

I. FIELD REPORTS
 

1. Rural Development Strategies in Thailand: A Review of the
 
•Organization and Administration of Rural Development for AID, by

Donald R. Mickelwait, Charles A. Murray, and Alan Roth,(June

1979).
 

2. Organizing and Managing Technical Assistance: Lessons from
 
the Maasai Range Management Project, by George Honadle with
 
Richard McGarr (October 1979).
 

3. Management Assistance to-LCADP Transportation Logistics:
 
Observations and Recommendations, by David W. Miller (October
 
1979).
 

4. Community Based integrated Rural Development (CBIRD) in the
 
Special Territory of Aceh, Indonesia, by Jerry VanSant with Peter
 
F. Weisel (October 1979).
 

5. Honduras Small Parmer Technologies: A Review of the
 
Organization and Administration or Rural Development tor USAID,

by Richard L. Smith, Donald R. Jackson and John F. Hallen, with
 
George Honadle and Robert af Klinteberg (October 1979). Also
 
in Spanish.
 

6. Addressing Problems of Middle Level Management: A Workshop
 
Held at the Lofa County Agricultural Development Project, by

Thomas H. Armor (October 1979).
 

7. Coordination and Implementation at Bula-Minalabac: An
 
Example of the Structure and Process of Integrated Rural
 
Development, by James A. Carney, Jr., George H. Honadle and
 
Thomas H. Armor (March 1980)
 

8. An Information System for the Rural Area Development - Rapti
 
Zone Project, by David D. Gow (May 1980).
 

9. Implementing Capacity-Building In Jamaica: Field Experience
 
in Human Resource Development, by George Honadle, Thomas H.
 
Armor, Jerry VanSant and Paul Crawford (September 1980).
 

10. Supporting Field Management: Implementation Assistance to
 
the LCADP in Liberia, by George Honadle and Thomas H. Armor
 
(October 1980).
 

11. Institutional Options for the Mandara Area Development

Project, by A.H. Barclay, Jr. and Gary Eilerts (October 1980).
 

12. Supporting Capacity Building in the Indonesia Provincial
 
Development Program, by Jerry VanSant, Sofian Effendy, Mochtar
 
Buchori, Gary Hansen, and George Honadle (February 1981).
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13. Management Support to the Jamaica Ministry of Agriculture
 
Second Integrated Rural Development Project, by Jerry VanSant,
 
Thomas Armor, Robert Dodd, and Beth Jackson (April 1981).
 

14. The Abyei Rural Development Project: An Assessment of Action
 
Research in Practice, by Gene M. Owens, A.H. Barclay, Jr., Edwin
 
.G.Charle, and Donald S. Humpal (May 1981).
 

15. The Botswana Rural Sector Grant: An Assessment After One
 
Year, by Roger J. Poulin and others (November 1961).
 

16. Planning for the Communal First Development Areas in
 
Botswana: A Framework, by A.H. Barclay, Jr. (November 1981).
 

17. Differing Agendas: The Politics of IRD Project Design in
 
Panama, by David Gow, John Bishop, Edwin Charle, Robert Hudgens,
 
Joseph Recinos, and Humberto Rojas (July 1981).
 

18. Institutional-Analysis and Design for Ecuador's Rural
 
Development Secretariat, by Donald R. Jackson with Alex Barril
 
(October 1981).
 

II. STATE-OF-THE-ART PAPERS
 

Integrated Rural Development: Making It Work?, by George
 
Honadle, Elliott R. Morss, .Jerry VanSant and David D. Gow (July
 
1980). (a preliminary state-of-the-art paper.)
 

Integrated Rural Development: Making It Work?, executive
 
summary, by George Honadle, Elliott R. Morss, Jerry VanSant, and
 
David D. Gow (July 1980).
 

Executive summary available in French and Spanish:
 

Develo pement Rural Integre: Le Faire Reussir?, Sommaire
 
Executif (July 1980).
 

Desarrollo Rural Integrado: Puede Tener Exito?, Resumen
 

Ejecutivo (July 1980).
 

III. RESEARCH NOTES
 

1. Integrated Rural Development: Nine Critical Implementation
 
Problems, by Elliott R. Morss and David D. Gow (February 1981).
 

2. Implementation Problems in Integrated Rural Development: A
 
Review of 21 USAID Projects, by Paul Crawford (June 1981).
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IV. WORKING PAPERS
 

#i. Rapid Reconnaissance ARproaches To Organizational Analysis
 
for Development Administration, by George Honadle (December
 
1979).
 

#2. Integrated Rural Development in Botswana: The Village Area
 
Development Programme, 1972-1978, by Hugh Snyder (December 1979)
 

#3. Technical Assistance for IRD: A Management Team Strategy,
 
by Donald R. Mickelwait (September 1980).
 

#4. Technical Assistance for IRD: 
Jerry Silverman (forthcoming) 

A Field Team Perspective, by 

#5. Technical Assistance for IRD: A Counterpart's Perspective, 
by Soesiladi (June 1981).
 

#6. Using Organiiation Development in Integrated Rural
 
Development, by Thomas H. Armor (June 1981).
 

#7. IRD in Colombia: Making It Work, by Donald R. Jackson, Paul
 
Crawford, Humberto Rojas, and David D. Gow (June 1981).
 

#8. Fishing for Sustainability: The role of Capacity Building
 
in Development Administration, by George Honadle (June 1981).
 

#9. Beyond the Rhetoric of Rural Development Participation: How
 
Can It Be Done?, by David D. Gow and Jerry VanSant (June 1981).
 

#10. Building Capacity for Decentralization in Egypt: Some
 
Perspectives, edited by Tjip Walker (October 1981).
 

#11. Water User Associations: A Capacity Building Approach to
 
Organization and Management Issues, by Gene Owens and George
 
Honadle (forthcoming).
 


