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MANAGEMENT PERFORMANCE FOR RURAL DEVELOPMENT:
PACKAGED TRAINING OR CAPACITY BUILDING?

SUMMARY

Development project management training has twc objectives:
a direct objective to improve organizational performance and an
indirect objective to enhaice an organization's ability to
effectively function within a changing environment. Traditional
traininag approaches that emphasize knowledge transfer fail to meet
these objectives because the are place-oriented and thus
emphasize aiving standardized training to groups of unrelated
trainees a* a particular facility; they emphasize teacning the
skills trainers ¥nowv rather than deternining management needs cr
building uncn knowladge trainees already possess; learning is
expected to occur by inference from artificial examplas rather
than by attacking real problems; trainees are generally drawn from
only one management level at a time: actual nerformance and organ-
izational incentives or disincentives to use new skills are not
examined; and training is treated as a disarete evant rather than
as just one rippla in a1 constiant stream of manadgement Jdevelovment
activity.,

Tc overcome these six weaknesses, an alternative approach is
advocatedqd. That approacn has two major characteristics: it 1is
action orianted and has an oraanizational capacity development
bias rather than a transfe: of knowladge to individuals bias. The
action orientation and enhancement orientation are described in
detail, the approach is illustrated by a Jamaican =xampla, and
implications of adopting an ac:ion-basad approach are specified.
The authors contend this .lternative apprcach 1is nractical,
necessary, and rewarding to thoss who engage in it,
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MANAGEMENT PERFORMANCE FOR RURAL DEVELOPMENT

PACKAGED TRAINING OR CAPACITY BUILDING?

INTRODUCTION

By their very nature dJdevelopment projects place added and
often conflicting demands on organizational roles and relation-
ships; planning; management an? administrative systems; and
individual skill requirements. The strains of these (demands are
particularly evident in projects planned and managed at sub-
national levels that have an area development focus.

Conventional strategies for increasing institutional
capability to plan and manage such projects view demands on
individuals, organizations, and systems as separable. Since these
strategies most frequently focus on training programs to transter
generic management skills such as scheduling, monitoring, and
control to individuals it is not too surprising that the results
have fr2quently not produced improved ©project performance.
Obscurred in the conventional view is the fact that the skills and
knowledge provided have no rela“ion to organizational job require-
ments or that the organizations are not prepared to effectively
utilize those skills. This is because conventional training

programs are designed on the basis of what "experts" consider to



be the knowledge and skilis that "effective" managers require
rather than what the organizations are actually prepared to do to
improve performance.l

This general failing of conventional training programs is the
result of particular weaknesses in the approach. These weaknesses
are identified in the next section. The third section presents an
alternative approach that has worked under fieldl conditions.

In brief, the alternative, or capacity-buildina, approach
views training as having a two-fold purpose. First, it aims to
improve an organization or project's performance in achieving
objectives. Second, training aims to enhance an organization's
capacity to cope creatively with a changing and uncertain environ-
ment. <Consequently, the long-term objective is developmental
change while the short-term objective is more efficient and
effective organizational action.

Since field staff may be unaware of the implications of
organizational change, they may suspect the intentions of
outsiders who diagnose a need for change. However, since
"training" is recognized as a legitimate dimension of project
implementation, it offers an entry point for the start of
consulting relationships and capacity-building measures. Thus
training can become the catalyst for creating an environment

conducive to organizational change and development.



WEAKNESSES IN TRADITIONAL TRAINING PRACTICES

Experience with training institutes and training activities
in Africa, Asia, and Latin American suggests six common weaknesses
in the way conventional training is provided. These weaknesses

are identified in what follows.

Weakness I: Place-Orientation

The existence of a training facility creates pressure to use
it in order to justify the high capital and operating ccsts. As a
result, there is a nlace-oriented bias in management rraining
which measur=s success in participant-days vrather than improved
project performance.

Moreover, trainee selection is likely to be based un "who is
available" and "what organizations will pay" rather than on whose

involvement is needed to produce and implement improved project

{

performance. Training is often viewed as a bonus, a trip away
from the project site rather than as =2 process leading to improved
performance. Those sharing the training experience may not share
any working relationship. Thelir return to work 1is often
accompanied by frustraticn since rcolleagues are apt to be
disinterested in or skeptical about the need for change. The use

of new methods too often ends up as only vague recollections of

"how we 4id it at the institute".
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This is a common weakness. Bringing together unrelated
trainees from different levels and organizations and processing
them through a standard skill package in a neutral location has
not been a demonstrably successful way of improving project

performance.,

Weakness II: Dictation-Orientation

Much management training assumes a one-way transfer of
skills--from trainers to &trainees. Instenad of cmphasizing the
exciting possiblities of a mutual learning 2xperience, a more
common emphasis is con dictation and o> sorption.

There are four important nroblems with this approach. First,
it assumes that a relatively limitedl sa2t of management and
crganization skills exist in the 1ocal environment . However,

. : e .43 .
axXperlience sugqdests that both technical® anl managerial skills

often =2xist within the local environment, which indicates that

=
i

this assump-ion is often false.

~
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Second, a “dictation orientatinn assumes that a reasonably
well-definad body of project management skills exists. If£ thosge

skills are tranferred to individuals--so the logic goes--the

result will be organizational change. This connection is not

supported by our experience. (Hannah, 1981; Hannah, Owens, and

Mickelwait, 1931; Honadle ==. 21,, 1980b; Walker, 1981).

Third, +=his approach assumes “hat =rainers' skills are the

vest ones for the traineess +o learn. In a s

n

e *this is profes-

]
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s the solution to

[

sional ethnocentrism. It says, "My experience



your problem." Thus the emphasis is on the supply of techniques
ratner than the need for decisions and actions. 1his discourages
the developmen: of new solutions and may compound the difficulties
(Moris, 1981).

Finally, 1in  a era when a MNorth-South dialeque and

-
n

interdependent view of human relationshiiips s esponsed, there
doubt about this approach as a style of interaction. But it is
not a good example of the way the development process could be
structured.

This weakness 1is most pronounced in activities where
standardized, predeterminad training programs are used,. It
suggests A ritualized rather than developmental anproach to
training and is often based on a belief that methods developed and
applied within infrastructure orojects can be r2adily transferred

across culhtures, projects, sectors, and oraanizational settings.

Weakness IIT: Inference-Orientation

The place-orientation and dictation-orientation of many
training programs leads to arother problem. Since the trainees
come from a variety of organizational settinas, they oft2n do not
share a common experience base from which axampleas can be Jdrawn
and to w'.ich techniques can be apnlied. Instead the instructor
builds a hypothetical case and the trainees are expected to bridge
the gap between the fiction and reality.

9,

This 1is learning by inference rather +han learning ™y

demonstration. A wide rang- of experience suggests that behavior



is more likely to be influenced by demonstration than by inference
(Honadle, 1981). The artificial nature of much training actually

obstructs the transfer of skills into an action setting.

Weakness IV: Single-Level Focus

How many workshops are titled for "supervisors", "middle
managers"”, "senior management", or "executives"? Such a
stratified approach implies either that each level requires a
different set of skills or that those higher up the ladder are
reluctant to mingle with those on lower rungs. The first
implication is suspicious since there is often ilittle substantive
difference among the various courses in prepackaged nrograms. The
second implication may actually reinforce the problen,

Organizational vnrablems are not 211 horizontal: coordination
amona =2qual units is not the only implemertation difficulty. Many
lssues relate to interactions amona levels and =hus a multilevel
involvement is necessary to resolve many crucial operational
guestions.

Furthermore, imnproved organizational performance requires
dealing with the organization as a unit rather than just as a
collection of individuals. This means that effective training
will go beyond a single-level focus to an emphasis on both
vertical and Thorizontal linkages which affect performance.
Trainee groups should include representatives of multiple levels.

This logic also extends to actors outside the oproject

organization. To resolve problems and gain commitments by the



critical actors it may be necessary to involve either villagers or
capital city-based bureaucrats, or both in project-level

workshops.

Weakness V: Over Emphasis on Organizational Stock

A commor assumption in project management training is that
improved knowledge is a sufficient condition to improve behavior.
However, this is seldom true.

Aan illustration of the weakness of this assumption is drawn
from an Asian experienca. In one project responsibility {or each
project vehicle is assigned to one individual. That person
receives a standard monthly cash allotment to cover fuel and
routine maintenance costs. Though the practice does minimize
false expense claims, it provides a strong incentive not to make
freguent trips to isolated rural areas because this increases both
fuel costs and the likelihood of minor repalrs. Since any unspent
funds can be kept by the individual but any costs exceeding the
allotment must come from the individual's own pocket, the
procedure is an effective deterrant %o delivering services to
rural areas, monitoring fisldwork, or working collaboratively with
villagers (Honadle, 1979).

Thus raising the stock of organizational resources by
providing vehicles (material resourcas) or training (human

resources) is not alone 1likely to influence performance. Until

the incentive system is examined it is impossible to determine “he

probability that ranagerial training will have any meaningful



impact upon management behavior. Unfortunately, most training
programs ignore this fact and proceed as if individual skill

improvement were a necessarvy and sufficient condition for

. . . . 4
1mproving oraanizational performance.

Weakness YI: Training as Discrete Activity

The combination of the weaknesses already noted produces a
situation where each course or workshop gains an independent
identity and becomes a discrets, time-bound occurrence rather than
just one ripple in a constant stream of nanagement  developmant
activity, This situation 1is unsatisfactory. When training is
isolated as a separate event it becomes an end rather than a
means.5

The line of causali*y, then, 1is circular: discrete treatment
of training leads to an 2mphasis on inference, organizational
stock, single-level ¢treatment, dictation, and site boundedness.
In turn, these emphases reinforce discrete training at the expense
of continuous management ievelopment. The result 1is 1less

2ffective training and less believable trainers.

Meither of these results is desirable. Moreover, both can be
avoided to a large deqgres,. Strategies for cvercoming these

weaxnesses comprise the next section of this paper.



AN ALTERNATIVE TO TRADITIOMAL PRACTICES

The strategy described here is based on numerous efforts to
improve the management of rural development. Beginning with
empirical research on factors contributing to project success

(Morss, et. al., 1976), an experience base has accumulated with

project designs, long-term tachnical assistance for implementa-
tion, and short-term activities amphasizing management develop-
ment .

Since 1978 Development Alternatives, Inc. (DAI) has been
providing short-term management development Aassistance to 23
integrated rural development programs in 18 countries in Africa,
Asia, the Caribbean, an? Latin America. Along with that assist-
ance, DAI staff have 2ngaged in action research to improve the
practice of rural Jdevelopment manaqement.6 Based on this
experience and research, an alternative to traditional practices
has evolved and been applied both within projects where DAI is the
prime contractor and programs where DAI provides only short-term
assistance. This alternative approach is predicated on +wo
important characteristics which attempt +to confront and rid
training activities of the six weaknesses of conventional manage-—

ment training.
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Orientation

used.

4

nstead of a place orientation, an action orientation is

This includes the following characteristics:

Work groups rather than individuals collected from
numerous unrelated settings provide the basic units of
training;

Real problems provide the subject matter for workshops:
Workshops demonstrate thz application of methods to actual
problem situations;

Multiple organizational levels are involved because many
problems cannot be resolved without the participation of
critical decision makers;

Activities are usually conducted a: or near the project
site to lower Ccosts, examine local performance
constraints, allcw participants to return to their homes
at night, and introduce action-oriented training as an
integral part of project management;

Workshops are treated as activities which blend into
planning, counseling, coordination, and evaluation
functions and are seen as concentrations of normal
processes:

Decisions, commitments, and actions are expected to be
emphasized; and

An examination of incentives or disincentives for targeted
behavioral changes 1s incorporatad intc group discussions,

exercises, and decisions.



These eight attributes of an action orientation deal directly
or indirectly with most of the weaknesses of traditional training:
the place bias is minimized, multiple organizational levels are
involved, use of real problems involves Jdemonstration rather than
reliance on inference, the discrerteness of training is de-
emphasized, and the focus goes beyond organizational stock to
incentives and performance. The one wealkness not touched by the
action orientation is the reliance on Adictation as the style of

interaction. This is dealt with by an emphasis on enhancement.

Enhancement Aporoach

An e¢nhancement approach to management development emphasizes
the organization and attempts to focus participant knowledge and

skills on pertinent 1issues rather than transferring trainer

knowledge and skills to trainees. 7o do this, it is necessary for
the consultant 5 discover critical issues and priorities.
Interviews and observations before the workshop may bhe used to
gather this data. Exercises during the workshop may also prove
useful.

Once critical issues have heen identified, various organizing
mechanisms can be used as the basis for large and small group
exercises in applying the mechanisms. In such a situation, the
trainee provides the knowledge while the trainer/consultant
introduces the organizing framework.

An example of such a framework is presented in Figure 1.

This decision tree forces participants to consider problems caused



Figure 1:

Decision Tree
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by different solutions to an initial problem. It serwves to
sharp=n and concentrate Knowledge they already possess onto a
specific issue.

When such a framework is used in a session where senior
managers, supervisors, fielAd technicians, an- farmers are
represented, it can mix knowledge in new ways as the different
actors learn about the o*hers' uncertainties and difficulties.
Moreover, it can be used as the basis for group problem solving
and follow-up action.

Ar. enhancement approach, ther, has the following character-
istics:
" Respect for participant knowledge;

Use of frameworks to focus trainee knowledge;

Constant trainer <Zlexibility to readjust schedules and
exercises in light of new data presented by participants;
Interactive approaches involving participants in
redesigning workshops to meet performance needs:; and

An engagement by trainers with the substance >f the
development process and the establishment of a partnership
among "outsiders" and "insiders" involved in efforts to
improve village conditions and promote self-sustaining
development.

Before concluding this paper, the following section provide
illustration of this alternative approach as it was used in an
actual field situa:ion which will help to make this approach more

concrete.
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FIELD EXPERIENCE

4

One example o an action-oriented enhancement approach
occurred with the second Integrated Rural Development Project
(IRDP) in Jamacia. 1In this case, exercises were bpased on actual
situations occurrinag during IRDP implementation, involved project
staff in generating m»nlans for their own action, and focused on
raising the ability of project personnel to deal with new
situations as they arose. Furthermore, although the visiting
consultants provided hoth a framework for confron:ing problems and
a process for generating group initiatives, the workshops were--in
a very real sense--self-designed by the participants.7

One of the objectives consistently articulated by project
staff was the self-reliance of village organizations called
Development Committees. However, these committees commonly lacked
self-reliance and depended too much on the IRDP for guidance and
resources.

To address this issue, IRDP staff conducted an analysis of
the forces encouraging self-reliance and those inhibiting it.
“This force field analysis" was the first step towards a strategy
for strengthening local Development Committees.

The next step in the strateqy development process, was to
identify the present condition of the Development Committees,
articulate what they should be like at the end of the project, and
suggest some ways to reach an intermediate point. This exercise
focused on four dimensions: membership, resource base, functions,

and skills.



Small groups were used to develop attributes of the
committees' present and future conditions. A plenary session was
then convened to synthesize the views. The present attitude of
most Development Committee leaders was depicted as "dependency on
IRDP." More specifically, the present status of the Development

Committe2s was described as follows:

' Membership: Older, male, wealthy landowners, agricultural
society members;: varies from place to place; not

representative of their community.

Resource base: Dependent upon IRDP funds and skills,

reluctant to use their own individual resources, lack of
collective resources.

Functions: Grousing (complaining) forum; public relations
Asslstance to project; identifying community needs, two-
way communication; providing advice on IRDP-fund use:

helping farmers to organize themselves.

' Skills: Some craft skills, traditional farming skills,
limited management and organizational skills, highly

skilled at begging, low membership skills, little ability
to identify and act on their own needs (varies), some
communication skills.

By the end of the prcject, however, the goal was for the
Development Committees to look very different from their existing
configuration. The ideal was to have them achieve a heightened
sense of community awareness and responsibility. More specific-

ally, the objectives for each dimension were described as follows:



Membership: Broad-based, revolving.

Resource base: Drawn from other organizations, community

contributions, financed from operations, organized with

Treasury Committee,.

" Functions: Seek solutions to community problemns, become
independent of government/foreigqn donor funds, provide

information to the community, identify their own purposes
and develop programs to achieve them.

' 8kills: Organization and management, leadership, finan-
cial management, technical (agricultural), education/com-
munication; ere=ativity and ability to respond Lo new
ideas; ability to accurately identify community needs.

To help close the gap between the immediate reality and long-
term ideal, the project staff generated some indicators for
intermediate objectives and actions that could help achieve the
intermediate stage. These objectives and actions are displayed in
Table 1. This can be seen as a significant step toward creating a
strategy for building the capacity for post-project survival
within the Development Committees.

This topic's choice was based on intensive preworkshop
interviews as well as on data generated during the workshop. A
preliminary +trip one month ©before the intervention and a
substantive follow-up six months later set the pattern for such
exercises as a normal dimension of IRDP implementation.

Similar approaches were used elsewhere. 'or example, the
same methods were used in mixed groups of farmers and civil

servants to help build capacity within an irrigation association
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Table 1 An

Intermediate Point in Development Committee Evolution

Dimension

Characteristics

How to get there

Meinbership

Resource
base

Functions

Skills

Increase rurnover in membership, meetings

consider fewer individual problems and more

community ones; balanced membership.

Fund raising activity beginning; begin to
Systematically identify their own re-—
sources; fewer demands on the proiect;
non-procject funded activity accurring;
h0/40 farmer project participation in
resources used,

Accomplish commr'nity tasks with little
help from project; committee pases tech-
nical information to farmers not directly
contacted by the project.

Improve orqanization and leadership;
ability to select new memmbers, takss less
time to do things; fund raising.

Monitor meetings, integrate local
extension staff into formation of
committees; develop rules for
revoelving memhbership and interest®
group; geographical area
representation; incroase numbers;
Farmers without farm plans.

Train/educate committees; help
committees to hegin their
activities.

Training in carrying out the
tasks.

Give them experience with
quidelines; let them develop their
own proposals for solving problems
and identifying community needs
instead of just individual ones;
training; demonstrations; field
days; fund raising assistance.

LT
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in the Philippines; combinations of personal one-on-one consul-
tations and group workshops were used to enhance performance in
Liberia; willage arouns and senior Jdistrict officials engadged in
similar activitiess in Indonesia; and an intermifttant vattern of
training and action is seen as 2ssential %o the process of admin-
lstrative Jdecentralizatisn in Faypt. Thus ©i211 experience
sugaests that an action-oriented enhancement approach is practical

and can bhe implemented.'q

CONCLUSION: BEYOND PACKAGES AND TOWARD PERFORMANCE

This paper has identified major problems with traditional
training approaches and offered an action-based/enhancement

strategy as an alternative. That alternative depicrcs training as

)

an integral part of the ongoing process of Srganization,
management, Aand system development. Training 1is also seen as a
legitimate entry point for more comprehensive aporoaches to
improving organizational performance.

Adopting such an alternative approach has practical
implications involving project management personnel arnd training
staff. Some include:

Training staff must “ecome involved actors in  the
implementation process rather than remaining aloof from
the issues involved in maxing programs work.

Training must focus outwari on issues of organization and

policy rather than inward oa curricuium development and

training techniques.
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The training substance should make more use of knowledge
and skills already in the environment rather than
emphasizing the importation of new skills.

Training should be recast as management development and
pre-training consultatinn. Follow-on consultation and
evaluation shoul:l be secen as continual, overlanning pnarts
0of the management development and performance process.

" The training *arget should be organiza'ional rather than

~3

just indiviiual, herefore, on-site, workX group-focused,
multilevel fZraining shouldl become common.

Such changes would make trainers and implementers partners in

a learning and acting pror ess. 'his is, in fact, the essence of

develooment, It moves bevond packaged training for individuals

toward an action-based approach to 2nhancing organizational

performance and capanility. Although muc remains to be done,

some of the most rewariing moments in rural development will be

experienced by those who take up the challenge.












