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RAPID RECONNAISSANCE APPROACHES 

TO ORGANIZATIONAL ANALYSIS FOR DEVELOPMENT ADMINISTRATION 

BACKGROUND 

Administrators often make decisions that are based on incom- 

plete, inaccurate or false information. Such decisions commonly 

result from political or organizational pressures for quick 

choices among alternatives, reflecting Jos6 Ortega y Gasset's 

statement that "Life cannot wait until the sciences have explained 

the universe scientifically; we cannot put off living until we 

are ready." 

Normal remedies to a poor data base stress the need for 

rigorous data collection and formal analysis. Although they 

may support more informed choice, such remedies are more likely 

either to prolong the decision period or to produce results 

after decisions have been made. These remedies ignore the fact 

that it is the desire for scientific rigor on the one hand, and 

the need for timely information, on the other hand, which often 

tug academic social scientists and practical public administra- 

tors in opposite directions. Useful prescriptions, then, must 

place a high priority on timely information. 

This paper accepts that priority. It organizes, examines, 

and suggests ways to improve quick, impressionistic data collec- 

tion procedures. This background section specifies the nature 
\ 



of rapid reconnaissance exercises and presents the perspective 

of the paper. 

Raw id Reconnaissance 

Rapid reconnaissance surveys have two distinguishing char- 

acteristics. First, they are short-term. Although the exact 

definition of short-term may vary, an outer limit of three 

months might arbitrarily be set. Shorter periods ranging from 

a few days to a month are often appropriate, depending upon the 

nature and magnitude of the survey objective and the investiga- 

tor's familiarity with the area. Whether a team or an individual 

undertakes the investigation determines the number of person- 

days used. This choice depends upon the range of substantive 

-- backgrounds necessary to address the situation. 

The second characteristic of a rapid reconnaissance survey 

is its semi-structured nature. That is, a standardized, rigid, 

pre-set close-ended questionnaire, followed by formal quantita- 

tive analysis of the response data, is not used. Instead, recon- 

naissance practitioners use proxies for complex dynamics and 

perform spot checks of those proxies. Thus, although this 

approach does not use analytical statistics, it is empirical -- 
it is based on obsenration and investigation rather than on con- 

clusions deduced from theoretical statements, Additionally, 

although such surveys may produce descriptive cmerical measures, 

many of the data are qualitative and subjective. 



The major advzntages of rapid reconnaissance strategies 

are timeliness, low cost, flexibility, and the ability to tap 

the perceptions and conceptual frameworks contained in the minds 

of a wide variety of people while simultaneously supporting 

their participation in problem definition. 

The major disadvantages of these methods are the difficulty 

of estimating the degree of confidence that can be placed in the 

data, and -- due to lack of standardization -- the difficulty of 
judging the quality of an investigator's performance. Moreover, 

to many social scientists and decisionmakers, the conclusions 

emerging from a reconnaissance do not have the credibility that 

accompanies voluminous tables or tests of statistical signifi- 
- - 

cance. Given the inaccuracy of many hard data, however, it is 

obvious that this third disadvantage is not a weakness inherent 

in rapid reconnaissance methods so much as it is a mismatch 

between field realities and professional preferences for manipu- 

lating quantitative data. 

Nevertheless, there is an increasing recognition among 

academics that reconnaissance methods in the hands of skilled 

practitioners can be valuable tools for organizational analysis. 

For example, a favorable review of a reconnaissance-based study 

of bureaucracy in Chile made the following point: 

To get at the concrete political behaviors and organi- 
zational linkages.. . no amount of aggregative analysis 
of questionable published statistics or survey-research 
questionnaires directed to defensive respondents will 



produce a  "ha rde rn  d a t a  base.  This  i s  p a r t i c u l a r l y  t r u e  
i n  a th i rd-world  country .  One must simply e n t e r  a  
r e sea rch  s e t t i n g ,  make c o n t a c t s ,  use  them a s  windows t o  
t h a t  s e t t i n g ,  and check responses  a g a i n s t  p l a u s i b i l i t y  
and what o t h e r s  say .  ' 

Moreover, t h e  workshop on r a p i d  r u r a l  a p p r a i s a l  he ld  a t  t h e  

I n s t i t u t e  f o r  Development S t u d i e s ,  Un ive r s i t y  of Sussex,  i n  Octo- 

be r  1978, a t t e s t s  both  t o  t h e  perceived need f o r  good reconnais-  

sance methods and t o  t h e  view t h a t  t hey  should be examined a s  a  

l e g i t i m a t e  form of app l i ed  s o c i a l  s c i ence  d a t a  c o l l e c t i o n .  

Pe r svec t ive  of t h e  PaDer 
- - 

This  paper accep ts  t h e  need f o r  good reconna issance  tech-  

n iques  and s e e s  them a s  l e g i t i m a t e  s o c i a l  s c i ence  t o o l s .  Never- 

t h e l e s s ,  t hey  a r e  n o t  viewed e i t h e r  a s  an excuse f o r  s loppy 

f i e l d  work o r  a s  a  panacea f o r  budget c o n s t r a i n t s  and d e a d l i n e s ,  

b u t  r a t h e r  a s  a p o t e n t i a l  supplement t o  orthodox d a t a  c o l l e c t i o n  

methods. For t h i s  p o t e n t i a l  t o  be f u l l y  r e a l i z e d ,  however, both 

t h e  s t r e n g t h s  and t h e  weaknesses of reconnaissance  methods and 

p r a c t i c e s  must examined. 

Since  a  common c h a r a c t e r i s t i c  of i m p r e s s i o n i s t i c  methods 

i s  t h e  use  of i n d i c a t o r s  ( e i t h e r  a r t i c u l a t e d  o r  u n a r t i c u l a t e d )  

t h e  second s e c t i o n  of t h i s  paper  d i s c u s s e s  i n d i c a t o r s  f o r  r a p i d  

Charles T .  Goodsell, ( i n  a review of  Peter Cleaves' Bureaucratic P o l i t i c s  
and Administration i n  Chile, Berkeley: University of California Press, 1974) 
m i n i s t r a t i v e  Science Q ~ a ~ e r l y ,  Vol. 2 0 ,  No. 4 ,  December 1975 ,  p.  652. 



r u r a l  a p p r a i s a l .  Although t h i s  d i s c u s s i o n  de l ays  t h e  examina- 

t i o n  of o r g a n i z a t i o n a l  a n a l y s i s  methods, t h e  i n t r o d u c t i o n  of t h e  

con tex tua l  n a t u r e  of ind ica to rs ,examples  of ones found u s e f u l ,  

and sugges t ions  f o r  improved s e l e c t i o n  o f f s e t  t h a t  de lay .  The 

t h i r d  s e c t i o n  p r e s e n t s  a  g e n e r a l  model of a development p r o j e c t ,  

i d e n t i f i e s  t h e  r o l e  of o rgan i za t i on  w i th in  t h a t  model, and d i s -  

cusses  t h e  na tu re  of o r g a n i z a t i o n a l  a n a l y s i s  e x e r c i s e s .  Although 

t h e  second and t h i r d  s e c t i o n s  a r e  somewhat independent ,  both 

provide  a necessary  backdrop f o r  the  f o u r t h  s e c t i o n .  I n  t h a t  

s e c t i o n ,  a l t e r n a t i v e  reconnaissance  methods are int roduced and 

previous  d i s cus s ions  are syn thes ized  i n  t h e  l i g h t  of "those 

methods. 

This  working paper thus addressesqa  wide audience composed 

of p r o f e s s i o n a l s  i n t e r e s t e d  i n  i n d i c a t o r s  used f o r  rural appra i -  

s a l ,  approaches t o  o r g a n i z a t i o n a l  a n a l y s i s  and methods f o r  r a p i d  

reconnaissance .  



INDICATORS FOR RAPID APPRAISAL 

There have been quick and d i r t y  procedures around f o r  many 

y e a r s ,  b u t  t h e  f i r s t  formal  t r e a tmen t  of such measures f o r  

app l i ed  r e s e a r c h  may have occurred  wi th  a focus  on unobtrus ive  

measures i n  t h e  1960s. Although t h e s e  measures were seen a s  a 

way of avoiding t h e  threat t o  v a l i d i t y  which can occur as a 

r e s u l t  of i n t e r a c t i o n s  between r e s e a r c h e r  and s u b j e c t ,  they  

may a l s o  be dep i c t ed  as examples of low c o s t  reconnaissance  

surveys .  2 

For example, one d i s c u s s i o n  p r e sen t ed  a low-cost way of 

judging the p o p u l a r i t y  o f  museum e x h i b i t s  -- t h e  replacement  

r a t e  of f l o o r  t i l e s  i n  f r o n t  of d i s p l a y s  w a s  used t o  e s t i m a t e  

r e l a t i v e  popu la r i t y .  I n  ano ther  c a s e ,  r a d i o  s e t t i n g s  i n  czrs 

brought  i n  f o r  s e r v i c i n g  were used t o  s ee  i f  t h e  d r i v e r s  of 

expensive ve r sus  inexpensive  automobiles  tended t o  l i s t e n  t o  

d i f f e r e n t  s t a t i o n s .  

This  s e c t i o n  p r e s e n t s  i n d i c a t o r s  f o r  r a p i d  r u r a l  a p p r a i s a l  

and then  examines t h e  need t o  e x t r a c t  app rop r i a t e  measures from 

each d i f f e r e n t  r u r a l  s e t t i n g .  

For the c lass ic  l i s t  of threats t o  val idi ty ,  see Donald T. Campbell and 
Julian C.  Stanley, Experimental and Quasi-Experimental Designs for Research, 
Chicago: Rand McNally, 1963.  

Eugene J .  Webb, e t  a l ,  Unobtrusive Measures: Nonreactive Research in the 
Social Sciences, Chicago: Rand McNally, 1966. 

Previous Page B1an:- 



Experience With Rural Development Proxies  

In  t h e  1960s, a  campaign was conducte6 aga ins t  i l l e q a l  

lumbering i n  an Asian country,  bu t  eva lua t ing  t h e  success of 

t h e  campaign posed problems. For var ious  reasons r e l a t e d  t o  t h e  

l o c a l  s i t u a t i o n ,  repor ted  encounter r a t e s ,  a r r e s t  r a t e s ,  convic- 

t i o n  r a t e s ,  and conf i sca ted  lumber could no t  be expected t o  

se rve  as r e l i a b l e  i n d i c a t o r s  f o r  t h e  l e v e l  of i n t e r f e r e n c e  with 

i l l e g a l  a c t i v i t i e s .  Thus, another low-cost d a t a  p o i n t  was c a l l e d  

fo r .  The one which was developed w a s  based on two assumptions: 

(1) t h a t  a  major use of domesticated e lephants  was lumbering; 

and ( 2 )  t h a t  i l l e g a l  lumbering c o n s t i t u t e d  an important percent-  

age of l o c a l  a c t i v i t y .  Given these  assumptions and c o n t r o l l i n g  

f o r  i n f l a t i o n ,  unobtrusive monitoring of t h e  p r i c e  of e lephants  

i n  t h e  l o c a l  market might r e v e a l  t h e  e f f e c t i v e n e s s  of t h e  cam- 

paign,  s ince  a  success fu l  campaign would lower t h e  going r a t e  

f o r  a t r a i n e d  e lephant .  

Other development adminis t ra t ion  examples a l s o  come t o  

mind: Caiden and Wildavsky, f o r  i n s t a n c e ,  generated an ind ica-  

t o r  of t h e  r e l a t i v e  s t r e n g t h  of d i f f e r e n t  government m i n i s t r i e s .  

The i n d i c a t o r  i s  the  r e l a t i o n s h i p  between t h e  m i n i s t r y ' s  annual 

budget and i t s  budget request .  The higher t h e  percentage 

ob ta ined ,  t h e  s t ronge r  t h e  organiza t ion  s i n c e  a d e c l i n i n g  o r  

insecure  agency w i l l  f e e l  a  need t o  reques t  l a r g e  inc reases  i n  

order  t o  ob ta in  smal l  ones." Examining t h i s  r e l a t i o n s h i p  throuch 

4 See, Naomi Caiden and Aaron Wildavsky , 3lannin9 and Sudgetinq i n  Poor - - -  Countries, New York: Wiley-Interscience , -9 .4. 



t ime a l lows t h e  t r a c i n g  of ascendancy and descendancy i n  minis-  

t e r i a l  power and can uncover b u r e a u c r a t i c  dynamics which h e l p  

t o  p r e d i c t  t h e  p r o b a b i l i t y  of in te ragency  c o n f l i c t  and t h e  

chance t h a t  p r o j e c t  performance w i l l  be t w i s t e d  away from 

2es igner  i n t e n t i o n s .  

One r e s p o n s i b i l i t y  of p r o j e c t  d e s i g n e r s  i s  t o  determine t h e  

s e n s i t i v i t y  of p r o j e c t  t echno log ies  t o  management behavior .  The 

more s e n s i t i v e  t h e  technology,  t h e  lower t h e  p r o b a b i l i t y  t h a t  t h e  

p r e d i c t i o n s  of economic a n a l y s t s  w i l l  be f u l f i l l e d .  One i n d i c a t o r  

of s e n s i t i v i t y  might be t h e  r a t i o .  of v a r i a b l e  t o  f i x e d  c o s t s  i n  

t h e  o p e r a t i o n a l  budget -- t h e  h igher  t h e  v a r i a b l e  c o s t s ,  t h e  

h igher  t h e  l e v e l  of management s k i l l s  and in format ion  system 

-5 accuracy necessa ry  t o  achieve  t h e  same l e v e l  of performance. 

For example, a  pump-fed i r r i g a t i o n  system has  a  h ighe r  pe rcen t -  

age of v a r i a b l e  c o s t s  t han  a  g r av i t y - f ed  system. The need t o  

mzin ta in  t he  pump, o b t a i n  a  r e g u l a r  energy supply ,  and t u r n  it on 

and o f f  a t  opt imal  t imes  i n c r e a s e s  t h e  s e n s i t i v i t y  of t h e  pump 

technology t o  management behavior .  I f  t h e  pump runs  t o o  much, 

o p e r a t i o n a l  c o s t s  can go up; i f  it runs  t o o  l i t t l e  o r  a t  t h e  

wrong t imes ,  y i e l d s  can go down.' Thus a  s imple r a t i o  might 

This assumes tha t  the scale of the investment and e f fo r t  are comparable. 
For example, the variable costs fo r  generating e l ec t r i c i t y  from atomic energy 
would be a lower percentage of the fixed costs than would the variable t o  
fixed cost ra t ios  fo r  a water wheel or w i n h i l l .  However, the l a t t e r  two 
e l ec t r i c i t y  sources exhibit much lower levels of investment. 

Large-scale western industr ial  technology has used designs which assume 
constant pump operation. However, such designs were rooted i n  times when 
energy costs were minimal and sxpplies were both abundant and re l iable .  Their 
future appropriateness i s  questionable. I n  f ac t ,  many operational systems 
ia developing countries do not USE such a was t e~u l  ap?roach because farmer 



sometimes provide  an i n d i c a t i o n  of t h e  app rop r i a t enes s  of a  tech-  

n i c a l  des ign  i n  a  p a r t i c u l a r  environment a s  w e l l  a s  h e l p  t o  

e s t i m a t e  t h e  degree  of u n c e r t a i n t y  i n  t h e  c a l c u l a t i o n  of c o s t s  

and b e n e f i t s .  

Examples of o t h e r  i m p r e s s i o n i s t i c  i n d i c a t o r s  have been 

r epo r t ed :  t h e  p r o v i n c i a l  governor of Aceh, Indones ia ,  has noted 

t h a t  observa t ion  of t h e  type  and amount of laundry d ry ing  i n  t h e  

sun i s  a way t o  d e t e c t  both improvement i n  v i l l a g e  well-being 

and t h e  d i s p a r i t y  of wealth w i th in  t h e  v i l l a g e .  S imi l a r  observa- 

t i o n s  of o r d e r l i n e s s  have been used a s  i n d i c a t o r s  of v i l l a g e  co- 

hes ion and welfare  i n  Thailand. '  I n  t h e  s i x t i e s ,  t h e  l a t e  Henry 

Ord used two p rox ie s  t o  i d e n t i f y  the degree  t o  which Malawi 

Government p r o j e c t s  were t r i c k l i n g  down and spread ing  t h e i r  

 benefit^.^ The p rox i e s  were soap i n v e n t o r i e s  i n  t h e  shops of 

v i l l a g e  merchants w i th in  t h e  p r o j e c t  a r e a ,  and t h e  appearance of 

new b i c y c l e s  and sewing machines i n  areas a d j a c e n t  t o  p r o j e c t  

a c t i v i t i e s .  

warer f ees  have risen rap id ly  and co l l ec t ion  is  a d e l i c a t e  problem. For 
related discussion,  see Jaw-Kai Wang and Ross S.  Hagan, "Manageability con- 
s ide ra t ions  i n  i r r i g a t e d  r i c e  production system design" i n  George Honadle and 
?.udi Klauss, eds., In t e rna t iona l  Development Administration: Implementation 
Analysis f o r  Development P ro jec t s ,  New York: Praeger Publ i shers ,  1979, pp. 
112-126. 

' See the work of the American I n s t i t u t e s  f o r  Research ane Chzrles Murray, 
A Behavioral Study of Rural Modernization: Social  and Economic Chmqe in 
Thai Vi l lages ,  New York: Praeger Publishers ,  1977. 

\ ~ t  t h a t  time he was an economic advisor  to the  Malawi G o v e ~ m e n t .  A t  
the cime of h i s  death i n  l a t e  1977 he w a s  l e c t u r e r  i n  economic development 
a t  the Centre of African Studies ,  University of Edinburgh. 



Ann S o e t o r o ,  t h e  r u r a l  i n d u s t r i e s  a d v i s o r  t o  t h e  P r o v i n c i a l  

U e a  Development Program i n  C e n t r a l  J a v a ,  I n d o n e s i a ,  h a s  com- 

p i l e d  two sets o f  i n d i c a t o r s  f o r  d e t e r m i n i n g  t h e  r e l a t i v e  p r o s -  

p e r i t y  of  t h e  b e n e f i c i a r i e s  o f  t h a t  p rogram. '  The f i r s t  se t  

f o c u s e s  on i t e m s  o f  m a t e r i z l  w e a l t h  t h a t  can be  observed  i n  and 

abou t  t h e  household  compound. The second  l i s t  f o c u s e s  on t h e  

p e r c e p t i o n s  o f  a  p a r t i c u l a r  g roup  o f  v i l l a g e r s  a b o u t  who i s  and 

who i s  n o t  p r o s p e r o u s .  T a b l e  1 d i s p l a y s  t h e  f i r s t  s e t  anZ 

Ff ~ - 2 r e  1 p r e s e n t s  t h e  second .  Al though t h e  f i r s t  s e t  i s  most 

IT-enable t o  r a p i d  a p p r a i s a l  by a n  o u t s i d e r ,  t h e  second draws 

n o r e  h e a v i l y  on t h e  knowledge and v a l u e s  of l o c a l  p e o p l e .  T:.t 

l a t t e r  approach  h a s  two a d v a n t a g e s :  f i r s t ,  it h a s  a  h i g h e r  

p r o b a b i l i t y  of  b e i n g  c o n t i n u e d  as a  y a r d s t i c k  a f t e r  e x t e r n a l  

p r c j e c t  a s s i s t a n c e  i s  withdrawn b e c a u s e  it i s  r o o t e d  i n  t h e  

l o c a l  c o n t e x t ;  and second ,  i t  improves  t h e  l i k e l i h o o d  t h a t  

l o c a l l y - d e f i n e d  s o c i a l  c a t e g o r i e s  will not be ove r looked  by 

t e c h n i c a l  s t a f f  . l o  

A n n  Soetoro,  "Prosper i ty  Ind i ca to r s  f o r  Java,  " Washington: Development 
Al te rna t ives ,  Inc. , March 1979. 

' O Locally def ineZ ca tegor ies  such a s  Moslem/Christian/Pagan o r  Merchant/ 
Farmer/Fisherman may be very important f o r  understanding benef ic ia ry  views 
of t he  d i s t r i b u t i o n  of p r o j e c t  bene f i t s .  See George Honadle and Marcus 
Ing le ,  Pro jec t  Manasement f o r  Rural Equa l i ty ,  Washinqton, D .  C . :  Agency f o r  
In t e rna t iona l  Deve lopent , l976 .  For d i scuss ions  of t h e  vzlue of indigenous 
t echn ica l  knowledge, see  "Rurzl Development: Whose Knowledge Counts?" i n  
the I D S  Bu l l e t i n ,  Vol. 10,  No. 2 ,  January 1979. 



TABLE 1 

PROSPERITY LEVEL 

I 
HIGH ! 

Brlck and P l a s t e r ;  
T e c k  

I I LOW I MEDIUM 

. I 

I 

1 Rocns :, 1-2; small 

: Roar. :, Straw; f ronds  

I Eouse : Bamboo 

! 1 

1 l o o r  : D i r t  
j 

1 -- I T i l e s  
1 I 

i 

Combination 

, 
-- 

1 Wooden with s l a t s  
i 

Many, l a rge  

Bricks covered with 
cement; l imestone blocks 

Wooden frames wit.!! 
g l a s s  panels  

Polished cement blocks 1 
- 

: Mats on f l o o r  
1 

I 

i 

Bamboo s l a t  beds wit!! 
mats 

I Wooden o r  i r o n  beds wit!! I 
matt resses  m d  nosqui to  1 1 n e t s  1 

11 
' 1 - 7  7 a+ , - L A - A . - -  : Outdoor 3o t  enclosed 

I 

I A g n t m g  : small  o i l  lamps 
t 

/ Outdoor enclosed 

, 
Hang~ng kerosene ~ v n p s  j Home genera to r  I 

1 Indoor 

Xzcc-r Souzce : N e ~ g h b o r ' s  well :  r ~ v e r ;  I -- I we l l  
: s p r u g  1 ~ 

I 

Tzzr is~o=at ion ; None Bicycle ;  d r a f t  cart 1 -  I I 
Mo~orcyc le :  scoozer:  I 

t ruck : m i ~ i v a n  

Zc-er:arnment " 
, zq'.~:-pi:ient : None 

I j Radio, Tape recorder  Batrery  TV 

* 
Sscrce: U a p t e d  from Ann Soetoro ,  "Prosper i ty  I n d i c a t o r s  f o r  Java , "  Washington, D .  C . , :  

Development A l t e r n a t i v e s ,  Inc.  , March 1979. 

Tea o r  coffee  wlt5 
sugar 3 1 ~ s  snacxs 

- - 
I 

; .?efreshnent None: t e a  wltlhout suqaz / Tea wlth sugar:  o the r  ; ae-uec to  

-- , inre:-:~ewer rn 
sweet &lnk 



FIGURE 1 

A LIST OF POVERTY INDICATORS 
SUGGESTED D U R I N G  A MEETING AT KECAMATAN WON0 S W  

I 
1. A man i s  poor i f  he has  no l a n d ,  o r  i f  he has  t o  r e n t  ' 

o u t  h i s  l and .  i 
i 

i 2 .  A man i s  poor i f  h i s  house c o s t s  l e s s  than  10,000 

I r u p i a h  ( 2  $ 1 6 )  t o  b u i l d  and nobody would want t o  buy 
i t ,  and i f  anybody bought t h e  land t h e  house i s  on 
t h e y  would r a t h e r  burn t h e  house than  use i t ;  an 

i excep t ion  i s  persons  who a r e  poor themselves b u t  who 
1 have i n h e r i t e d  o ld  t e a k  houses.  
I 

3 .  A man i s  poor i f  he has  t o  work a s  a buruh ( p a i d  
l a b o r e r ) .  ( A  man i s  r i c h  i f  he can h i r e  b u r u h ) .  

4 

1 I i 4 .  A man i s  poor i f  he has  t o  make h a n d c r a f t s ,  i. e .  , i f  ! 

he cannot- l i v e  by farming a l o n e .  

I 5 .  A man i s  poor i f  he has  t o  borrow a b i c y c l e  when he 

1 
wants t o  go someplace.  

6 .  A man i s  aoor  i f  he has  t o  mix h i s  r i c e  wi th  cassava  1 
o r  corn .  I 

I 1 
*Source: Ann S o e t o r o ,  " P r o s p e r i t y  I n d i c a t o r s  f o r  J a v a , "  

Washington, D .  C . :  Development A l t e r n a t i v e s ,  
I n c . ,  March 1 9 7 9 .  



I n d i c a t o r s  such a s  t h e  above a r e  sometimes u s e f u l  f o r  r ap id  

d i agnos i s  of l o c a l  s i t u a t i o n s .  Two impor tant  q u e s t i o n s ,  however, 

must be addressed:  "How r e l i a b l e  a r e  such i n d i c a t o r s  i n  d i f f e r -  

e n t  con tex t s?"  and "How a c c u r a t e  a r e  they i n  an app rop r i a t e  con- 

t e x t ? "  Let  us b r i e f l y  d e a l  wi th  both ques t i ons .  

The Contextual  Nature of Prox ies  

An i n d i c a t o r  o r  p rox i e  i s  a s u b s t i t u t e  f o r  a  concept.  For 

example, t h e  h e i g h t  of a  column of mercury i n  a  g l a s s  tube  i s  a  

s u b s t i t u t e  f o r  d i r e c t  measurement of h e a t  (molecular  mot ion) .  

S i m i l a r l y ,  pe rsona l  p roper ty  r e p r e s e n t s  t h e  concept  of weal th .  

The i n d i c a t o r  i s  n o t  a s  complex a s  t h e  concept i t s e l f  -- it 
merely r e p r e s e n t s  one of i t s  dimensions. S ince  t h e  importance 

of d i f f e r e n t  dimensions of a  concept  can vary  wi th  c o n t e x t ,  an 

i n d i c a t o r  can l o s e  i t s  meaning i n  d i f f e r e n t  t imes and p l a c e s ,  

j u s t  a s  atmospheric  p r e s su re  a f f e c t s  t h e  volume of mercury and 

c u l t u r e  de f ine s  measures of wealth ( e . g . ,  i n  some c u l t u r e s ,  

numbers of c h i l d r e n  a r e  a  primary measure of wealth and m a t e r i a l  

possess ions  r e c e i v e  l e s s  emphasis) .  This  subsec t ion  f i r s t  pre-  

s e n t s  t h e  need t o  examine con tex t  a s  it a f f e c t s  t h e  r e l a t i o n s h i p  

between a phenomenon and i t s  p r o x i e ,  and then sugges t s  ways t o  

improve i n d i c a t o r  s e l e c t i o n  f o r  r ap id  reconnaissance  e x e r c i s e s .  

An i n d i c a t o r  of r e l a t i v e  v i l l a g e  wealth i s  t h e  pe r  c a p i t a  

number of t i n  r o o f s  i n  t h e  v i l l a g e .  This  i s  an unobt rus ive ,  

e a s i l y  observable  d a t a  p o i n t ,  However, it can be qu i ck ly  con- 

founded by t h e  v i s i t  of t h e  Prime M i n i s t e r ' s  wife  -- resources  



normally  used  f o r  o t h e r  pu rposes  a r e  o f t e n  d i v e r t e d  t o  upgrade 

v i l l a g e  appearance  b e f o r e  t h e  v i s i t  of an  i m p o r t a n t  d i g n i t a r y .  

Thus, knowledge of r e c e n t  h i s t o r i c a l  o c c u r r e n c e s  may be neces-  

s a r y  t o  a s s e s s  t h e  u s e f u l n e s s  of  a  p a r t i c u l a r  i n d i c a t o r .  

A d d i t i o n a l l y ,  t h e  l e v e l  of p o v e r t y  and c u l t u r a l  p r e f e r e n c e s  

can b lock  t h e  u n i v e r s a l i t y  of an i n d i c a t o r .  For  example,  t h e  

Maasai h e r d e r s  of Kenya and Tanzania  measure t h e i r  w e a l t h  i n  

c a t t l e .  They l i v e  i n  cow-dung houses  and p l a c e  no v a l u e  

r o o f s .  However, one Maasai -- a c i v i l  s e r v a n t  working a t  a  

t i n  

r u r a l  t r a i n i n g  c e n t e r  -- u s e s  a p a r a l l e l  p r o x i e  d u r i n g  h i s  v i l -  

l a g e  v i s i t s .  I n s t e a d  of o b s e r v i n g  t i n  r o o f s ,  he  c o u n t s  t i n  

cans .  The czns  a r e  va lued  a s  c o n t a i n e r s  o r  v e s s e l s  and t h e y  

a r e  compat ib le  w i t h  nomadic l i f e s t y l e .  

Numerous examples e x i s t  of t h e  e f f e c t s  of t ime  and p l a c e  

t h e  a b i l i t y  i n d i c a t o r  r e p r e s e n t  concep t .  

Divorce rates a s  an i n d i c a t o r  of Z a n i l y  s t a b i l i t y  may 
be v a l i d  i n  a c o u n t r y  where d i v o r c e  i s  a normal con- 
comi tan t  of f ami ly  break-up b u t  i n v a l i d  where there 
a r e  r e l i g i o u s  o r  l e g a l  s a n c t i o n s  a g a i n s t  i t . .  .. 
I n f a n t  m o r t a l i t y  was a  v a l i d  i n d i c a t o r  of t h e  h e a l t h  
of t h e  p o p u l a t i o n  when communicable d i s e a s e  was t h e  
dominant h e a l t h  problem and l i f e  expec tancy  was low. 
Today i n  developed c o u n t r i e s  it i s  a lmos t  meaningless  
a s  a  h e a l t h  index  s i n c e  t h e  m a j o r i t y  of  h e a l t h  prob-  
l e m s  a r e  n o n - f a t a l  o r  a r e  d i s e a s e s  of  o l d  age .  1 

Sirnil- f a c t o r s  a l s o  a f f e c t  p r o x i e s  of o r g a n i z a t i o n a l  a t t r i -  

b u t e s .  Fo r  example,  an index  of o r g z n i z a t i o n a l  c a p b i l i t y  might  

" J u 1 3 t h  Innes de Neufv i l l e  , "Val idat ing Pol icy  I n d i c a t o r s ,  " Pol icy Sci-  
ences, Vol. 10 ,  No. 2/3, December 1978, p.  183. - 



be composed of such i tems a s :  (1) p h y s i c a l  f a c i l i t i e s ;  ( 2 )  

average years  of exper ience  among personne l ;  ( 3 )  educa t iona l  

l e v e l  of personnel ;  ( 4 )  average  pay s c a l e ;  and ( 5 )  tu rnover  r a t e .  

The i n c l u s i o n  of tu rnover  r a t e  i s  based on t h e  assumption t h a t  

an o rgan i za t i on  capable  of holding on t o  i t s  t a l e n t e d  personne l  

s t ronge r  than  one t h a t  cannot .  Thus, f o r  t h e  f i r s t  f ou r  

i n d i c a t o r s ,  "more i s  b e t t e r , "  whereas,  f o r  t h e  f i f t h  one,  " l e s s  

i s  b e t t e r . "  

High s t a f f  tu rnover  i s  u s u a l l y  dep i c t ed  a s  a  nega t ive  

c h a r a c t e r i s t i c  -- it sugges t s  a  l a c k  of o p e r a t i o n a l  c o n t i n u i t y  

and work c l ima te  incapab le  a t t r a c t i n g  and holding q u a l i f i e d  

people.  Sometimes t h i s  i s  a c c u r a t e ;  however, tu rnover  i s  more 

complex than t h i s .  For example, a l thcugh s t a f f  changes do cause  

d i s r u p t i o n  by c r e a t i n g  new s o c i a l i z a t i o n  and t r a i n i n g  needs ,  

turnover  i s  p o s i t i v e  when it removes d i s s a t i s f i e d  personnel  o r  

b r ings  new knowledge i n t o  Furthermore,  low 

tu rnover  may be r e l a t e d  more t o  high unemployment r a t e s  than t o  

orgm.iza t iona1 a t t r a c t i v e n e s s .  

l 2  Dan R. Dalton and William D .  Todor, "Turnover Turned Over: An E ~ a n d e d  
and Pos i t ive  Perspec t ive ,"  Academy of Management Review, Vol. 4 ,  No. 2 ,  
1979, pg. 225-235. 

Proxies used by o ther  profess iona l  d i s c i p l i n e s  a l s o  e x h i b i t  weaknesses. 
For example, a g r i c u l t u r a l  engineers and economists have used the upland ver- 
s a s  bottomland loca t ions  of homesteads t o  i nd ica t e  r e l a t i v e  poverty of 
p ro j ec t  b e n e f i c i a r i e s ,  ye t  it has been shown t h a t ,  in t h e  Bicol River Basin 
Area of t h e  Ph i l i pp ines ,  t h e r e  i s  no co r r e l a t i on  between the  two. See David 
Heesen, "Relztionships Between Economic Land C l a s s i f i c a t i o n  Categories and 
Palay Farm Product iv i ty  and Incomes i n  t he  Ph i l i pp ines , "  MS '.Lhesis i n  ag r i -  
c u l t x r a l  economics, Univers i ty  cf Hawaii, 1977. 



There  i s  a l s o  t h e  dange r  of m i s s i n g  t h e  d i s t i n c t i o n  between 

s p e c i f i c  t a s k  needs  and g e n e r a l  c a p a b i l i t y .  Fo r  example ,  a  

s p i t - a n d - p o l i s h  Department of A g r i c u l t u r e  packed w i t h  h i g h l y  

p a i d  Ph.Ds may be v e r y  u n l i k e l y  t o  d e l i v e r  e x t e n s i o n  s e r v i c e s  

1 3  t o  t h e  most  rural  and most  needy f a r m e r s .  I n  f a c t ,  some o f  

t h e  b e s t  r e s u l t s  have been o b t a i n e d  i n  run-down f a c i l i t i e s  w i t h  

min imal ly  q u a l i f i e d  a g e n t s  u s i n g ' b i c y c l e  t r a n s p o r t a t i o n .  I r, 

Thus,  s imp le  p r o x i e s  can be m i s l e a d i n g  i f  t h e i r  c o n t e x t u a l  

f i t n e s s  i s  n o t  examined. T h i s  s u g g e s t s  t h a t  m u l t i p l e  i n d i c a t o r s  

shou ld  be used t o  minimize i n c o r r e c t  i n f e r e n c e s  wherever  p o s s i b l e .  

' j  Recruitment of personnel  who i d e n t i f y  wi th .  s m a l l  fa rmers ,  r a t h e r  than 
r i c n  fanners  o r  a b s t r a c t  p r o f e s s i o n s ,  i s  important  f o r  d e l i v e r i n g  ~ e n e f i t s  
t o  'them. ?or example, Leonzrd has i d e n t i f i e d  a "squawk f a c t o r . "  That i s ,  
r i c n  f-ers a r e  more prone t o  complain about poor s e r v i c e s ;  and ex tens ion  
aqents  r e c r u i t e d  from luge  farm backgrounk  p r e f e r  t o  s e r v e ,  and l i s t e n  t o ,  
t h e  wealthier farmers.  Thus t h e  c i r c l e  i s  c losed and. smal l  f a m e r s  a r e  out -  
s i d e .  See David K. Leonazd, Reachinq t h e  Peasant  F e m e r :  Orsanizat ion 
Theory and P r a c t i c e  i n  Kenya, Chicago: Univers i ty  of Chicago P r e s s ,  1977. 
Cross-nazional s t u h e s  a l s o  suggest  +chat more formzl educat ion f o r  those  
people with b e n e f i c i a r y  con tac t  r o l e s  t e n d s  t o  r e i n f o r c e  b e n e f i t  concentra-  
t i o n  i n  b e t t e r  o f f  groups. See ,  George Honadle and Marcus I n g l e ,  "Pro jec t  
Mmaqement f o r  R u r a l  E q u a l i t y ,  " Vol. 1 1 ,  U.S. Agency f o r  I n t e r n a t i o n a l  
Development, Washing-ton, D.  C .  , 1976. 

I 4  For example, on a t r i p  t o  a r u r a l  ex tens ion  c e n t e r  t h e  w r i t e r  observe? 
a d e c r e p i t  b u i l d i n g  wi th  n e a r l y  no s u p p l i e s .  Yet t h i s  a rea  w a s  s u c c e s s f u l  
i n  r a i s i n g  farmer y i e l d s .  Af te r  walking through wooded p a t h s  and along t h e  
bunds of r i c e  f i e l d s  a fanner  w a s  f  ourid weeding h i s  crop.  Before l e a v i n g ,  
t h e  extens ion worker i n s i s t e d  t h e  v i s i t o r  g ive  encouragement and p r a i s e  t o  
the farmer .  This was in d i r e c t  c o n t r a s t  with many similar s i t u a t i o n s  where 
more p d i f i e d  and equipped aqen t s  were occupied with impressing farmers 
w i t h  t h e i r  own importance. 



Fur thermore ,  a cross-check o r  p r e t e s t  should  be conducted -- 
i n fo rmants  should  be ques t ioned  about  l o c a l  f a c t o r s  t h a t  might 

d i s t o r t  an i n d i c a t o r ' s  v a l i d i t y .  

I t  i s  i m p o r t a n t ,  t h e n ,  t o  a r t i c u l a t e  t h e  assumptions t h a t  

t i e  t h e  p r o x i e s  t o  t h e  phenomena and t o  t e s t  t h e s e  assumptions 

a g a i n s t  l o c a l  p e r c e p t i o n s .  Th i s  p e r m i t s  i n a p p r o p r i a t e  i n d i c a t o r s  

t o  be d i s c a r d e d  and v a l i d  i n d i c a t o r s  t o  be g e n e r a t e d  from l o c a l  

useage and knowledge. S ince  " I t  i s  i n  use t h a t  i n z i c a t o r s  

a c q u i r e  meaning . . . [ t h i s ]  s u g g e s t s  t h a t  common s e n s e  views and 

nonexper t s  a r e  a p p r o p r i a t e  judges of v a l i d i t y . "  1 5  

Examples of a r t i c u l a t e d  assumptions appear  i n  Table  2 ,  

where f o u r  of  t h e  i n d i c a t o r s  d i s c u s s e 6  a r e  p r e s e n t e d  a long  w i t h  

t h e  phenomena t h e y  r e p r e s e n t  a s  w e l l  a s  some assumptions neces-  

s a r y  f o r  v a l i d  use of t h o s e  p a r t i c u l a r  i n d i c a t o r s .  

The d i s c u s s i o n  above has  p r e s e n t e d  a  s m a l l  i n v e n t o r y  of 

i n d i c a t o r s  t h a t  have been used f o r  r a p i d  r u r a l  a p p r a i s a l ;  it 

h a s  i d e n t i f i e d  t h e  s e n s i t i v i t y  of " o b j e c t i v e "  i n d i c a t o r s  t o  

c o n t e x t u a l  v a r i a t i o n ;  and it h a s  sugges ted  t h a t  t h e  use of prox- 

i e s  can be improved by openly a r t i c u l a t i n g  and c o l l a b o r a t i v e l y  

t e s t i n g  t h e  l i n k a g e s  between i n d i c a t o r s  and concep tua l  phenomena. 

I t  should be recogn ized ,  however, t h a t  i n  t h e  r i g h t  c o n t e x t ,  

crude i n d i c a t o r s  can be v e r y  c o s t - e f f e c t i v e .  I n  t h e  United 

' 62 Necfvi-lle , op - c i t  , p. 172. Also see Paulo F r e i r e  , Education Fcr  
C r i t i c a l  Ccnsciousness,  N e w  York: Seabury ? r e s s ,  1973, and P e t e r  Berger 
? v r a i L s  3f S a c r i f i c e ,  N e w  York: Bas ic  Books, 1974. 



TABLE 2 

TESTING INDICATOR VALIDIZ: 
EXAMPLES OF ASSUMPTIONS LINKING PROXIES TO PHZNOMENA. 

1 PHEN@l.ENON I PROXIE I ASSUMPTIONS I 
I 1. I l l e g a l  logging .  1. P r i c e  of e l e p h a n t s  i n  

l o c a l  market .  

I / l a .  Tra ined  e l e p h a n t s  used 1 
I m i n l y  f o r  l o g g h ~ .  I 

l b .  Major p e r c e n t  of l o c a l  
logging  i s  i l l e g a l .  I 

l c .  Other  i n f l u e n c e s  on ! 
e l e p h a n t  p r i c e s  c o n s t a n t  ./ 

1 
1 2 .  P r o j e c t  bene- 
1 f l t s  r each ing  

i poor v i l l a g e r s  

2. Soap i n v e n t o r i e s  in  
v i l l a g e  shops .  

21. soap  consumption more / 
l i k e l y  t o  inc,  c ease  ,I 

amonc poorer  b e n e f i c i -  i 
a r i e s  than  among r i c h e r  I 

i ones.  

2b. Merchants respond t o  I 

oemane . I 

! I 2c. Suppiy const,ca;nr no t  a ' 
1 mayor o b s t a c l e .  1 

3. Tin r o o f s  
L , 
i 3a. M a t e r i a l  a v a i l a b l e .  

I 

i 
I 1 ~ b .  V L L Y ~ S  m e  l i f e s z y l e  i 

I suppor: t i n  r o o f s .  

1 3c. NO recenz  d i i m r t ~ +  

I v i s i t .  

3d. Development l e v e l  h igh  I 
enough t o  a l l ow  I n v e s t -  
ment i n  r o o f s .  

I 

/ 4 .  O rgan iza r iona l  
c a p a b i l i t y  

1 

4 .  Rzrnover r a t e .  4a. A l t e r n a t i v e  em?loyment 1 
a v a i l a b l e .  j 

I 4b. Bes t  peaple l e a v i n g .  ! 

Source: C o q i l e d  by a u t h o r .  



S t a t e s ,  f o r  example ,  s t r e e t - c o r n e r  s u r v e y s  o f  t h e  i n c i d e n c e  of  

baby c a r r i a g e s  have a c c u r a t e l y  r e f l e c t e d  r e l a t i v e  b i r t h  r a t e s  

t h r o u g h o u t  u rban  a r e a  and c a p i t a  f i r e  h y d r a n t s  have been  

used a s  p r o x i e s  f o r  ne ighborhood  s e r v i c e  d e l i ~ e r y ? ~  When such  

rough measures  a r e  compared w i t h  d e t a i l e d  s t a t i s t i c s  t h e y  a r e  

o f t e n  f u z z y  around t h e  edges  b u t  d i f f e r e n c e s  between c o r e  a r e a s  

a r e  r e a d i l y  i d e n t i f i a b l e .  I n  f a c t ,  t h i s  h a s  been  documented 

i n  a development c o n t e x t  where rough  e s t i m a t e s  by a s k i l l e d  

p r a c t i t i o n e r  were c o r r o b o r a t e d  by more comprehensive d a t a .  Two 

examples  c i t e d  d e a l  w i t h  t h e  impac t  of t h e  g r e e n  r e v o l u t i o n  and 

p a t t e r n s  o f  l a n d h o l d i n g  and l a n d l e s s n e s s .  17 

T h i s  h a s  a l s o  been  s u p p o r t e d  by e x t e n s i v e  p r o j e c t  d e s i g n  

e x p e r i e n c e  i n  Africa, A s i a ,  and L a t i n  America. Summarizing t h e  

u t i l i t y  

obse rved  : 

d i f f e r e n t  d a t a  c o l l e c t i o n  methods ,  Micke lwa i t  h a s  

1 6  
The fire hydrant example was developed by the  lawyers cormnittee f o r  

c i v i l  r i g h t s  under law. See As t r id  Merget, "Municipal Service Equal izat ion:  
What L!e Federal  Courts Decide, the  Publ ic  Administrator Must Car,? Out," 
in Jrtaes D. Ca r ro l l  and Richard W .  Campbell, e d s . ,  In te rgove-menta l  
Adnunistration: 1976, Syracuse: t he  Maxwell school of Ci t izensh ip  and 
Pubi ic  Af fa i r s ,  1976, pp. 60-72, passim. . F o r  c r ea t ive  use of s t r e e t - c o m e r  
surveys anc2 census d a t a ,  see  Ian i.icHarg,Design with Nature, New York: 
American S i s to ry  P re s s ,  1972. 

l 7  This was reported in a  paper ?resented t o  t he  workshop on rapid ,-a1 
appra i sa l  held a t  t h e  I n s t i t u t e  f o r  Development S tudies ,  University of 
Sxsses, i n  October 1978. The c i t e d  observat ions  inc lude :  Wolf Ladejinsky, 
"The Green Revolution i n  Pun j ab: A Fie ld  T r ip ,  " Economic and P o l i t i c a l  
Weekly, 'Jol. 4 ,  No. 39, 1969 (AD./C Reprint  No. 28, June 1976), m d  Kelt? 
G r i f f i n ,  P o l i t i c a l  Sconomy of Acr l rzan Chanqe, London: MacMillan, 1974 f o r  
the  green revolution; see  a l s o  Directorate of Agr icu l ture ,  "Incidence of 
Landlessnese m d  Major Holding a?.d Cul t iva t ion  Group i n  Rural Bangladesh," 
Dacca: Bangladesh Agr icu l tura l  Research Council,  1978, and F. T .  Januzzi 
and Z. T .  Peach, "Report on the Hierarchy of I n t e r e s t s  on Land i n  Bangla- 
desh ,"  Dacca: USAID, 1977 f c r  lanclholding. 



When r i g o r  and p r e c i s i o n  a r e  v a l u e d  h i g h l y ,  t h e  a p p e a l  
of  s t a t i s t i c a l  s u r v e y s  i s  l i k e l y  t o  be s t r o n g ;  where 
a  premium i s  p l a c e d  on t i m e l y ,  q u a l i t a t i v e  a n a l y s i s  
(which a l s o  i n d i c a t e s  o r d e r s  of  maqni tude f o r  q u a n t l -  
f i a b l e  f e a t u r e s  o f  a r u r a l  e n v i r o n m e n t ) ,  t h e  recon-  
n a i s a n c e  s u r v e y  o f f e r s  obv ious  advan tages .  

He goes  on t o  s a y :  

Whichever d a t a  c o l l e c t i o n  model i s  used ,  a  b e t t e r  p r o i e c t  
w i l l  g e n e r a l l y  emerge i f  p r o j e c t  d e s i g n e r s  have  l e a r n & ,  
f o r  t hemse lves  t h e  c o m p l e x i t i e s  of r e l a t i o n s h i p s  among 
p r o j e c t  b e n e f i c i a r i e s ,  between t = g e t  p o p u l a t i o n  and 
government ,  and among government a g e n c i e s  r e s p o n s i b l e  f o r  
development .  T h i s  g e n e r a l l y  means- t h a t  a  r e c o n n s i s s a n c e  
s u r v e y  shou ld  be used i n  v i r t u a l l y  e v e r y  p r o j e c t  d e s i g n  
even  i f  a  s t a t i s t i c a l  s u r v e y  h a s  a l r e a d y  been comple ted .  
Reconna issance  s u r v e y s  a r e  c o s t - e f f e c t i v e  and f a s t  -- 
from c o n t r a c t  t o  completed d e s i g n  documents i n  rwo months.  
F u r t h e r m o r e ,  t h e  knowledge g a i n e d  i n  d e s i g n  caii be con- 
t i n u e d  i n t o  imp lemen ta t ion :  Host c o u n t r y  o f f i c i a l s  who 
have been p a r t  of t h e  p r o c e s s  z r e  more l i k e l y  t o  commit 
t h e i r  time and r e s o u r c e s  t o  making t h e  p r o j e c t  work. 
Thus r e c o n n a i s s a n c e  s u r v e y s  p r o v i a e  an a p p r o p r i a t e  and 
f l e x i b l e  i n f o r m a t i o n  s t r a t e g y  f o r  des ign . "  

The pu rpose  h e r e  i s  n o t  t o  exhume c o n t r o v e r s i e s  a b o u t  t h e  

advan tages  of q u a n t i t a t i v e  v e r s u s  q u a l i t a t i v e  r e s e a r c h  s t r a t e -  

g i e s . 1 9  I n s t e a d ,  we a c c e p t  t h e  need f o r  some combina t ion  of t h e  

two t h a t  i s  c a p a b l e  of d e l i v e r i n g  adequa te  d a t a  i n  a  t i m e l y  

f a s h i o n .  A s  p r e v i o u s  d i s c u s s i o n  h a s  shown, t h e r e  i s  room f o r  

1 6  Donald R. P!cke lwai t ,  " In fo rma t ion  S t r a t e g i e s  f o r  Implementing Rura l  
Development" i n  George Honadle and Rudi Ydauss , e d s  . , I n t e r n a t i o n a l  Develop- 
ment Admini s t r a t i o n  : Implementat  i o n  A n a l y s i s  f o r  Development P r o j e c t s  , N e w  
York: P r a e g e r  P u b l i s h e r s ,  1979 ,  pp. 189-190, 196. 

1 ? 
For  good d i s c u s s i o n s  of t h e  need f o r  b o t h ,  see Thomas D .  Cook and C h a r l e s  

S . R e i c h a r d t  , eds .  , Q u a l i t a t i v e  and Q u a n t i t a t i v e  Methods i n  YPvaluation 
Research ,  Bever ly  H i l l s :  Sage P u b l i c a t i o n s ,  1979.  



improvement. Keeping this in mind, the next step is to articu- 

late the roles of organization and organizational diagnosis in 

project implementation. 



THE ROLE OF ORGANIZATION 

The major  v e h i c l e  f o r  a d m i n i s t e r i n g  economic development  

i s  what h e s  been d e s c r i b e d  as " t h e  c u t t i n g  e d q e , "  t h e  deve lop-  

ment p r o j e c t .  2 0  O u r  f o c u s ,  t h e n ,  w i l l  be  on t h o s e  d i s c r e t e  

sets of a c t i v i t i e s  which appea r  i n  m i n i s t r y  budge t s  a s  p r o j e c t s .  

S i n c e  w e  a r e  concerned  w i t h  o r g a n i z a t i o n a l  a n a l y s i s  a s  

a n a l y t i c a l l y  d i s t i n c t  from economic o r  t e c h n i c a l  a n a l y s i s ,  o u r  

n e x t  t a s k  i s  t o  c o n c e p t u a l i z e  t h e  e f f e c t  o f  o r g a n i z a t i o n  on 

~ r o j e c t  impac t .  T h i s  w i l l  a l l o w  a  more s t r u c t u r e d  examina t ion  

of t h e  p l a c e  of r a p i d  r e c o n n a i s s a n c e  methods i n  t h e  o r g a n i z a -  

t i o n a l  a n a l y s i s  of development p r o j e c t s  . 

S e q u e n t i a l  O b j e c t i v e s  

P r o j e c t s  a r e  r e s p o n s e s  t o  p e r c e i v e d  s i t u a t i o n s  where human 

we l l -be ing  does  n o t  m e e t  d e s i r a b l e  o r  a c c e p t a b l e  s t a n d a r d s .  F o r  

example ,  i n f a n t  m o r t a l i t y  r a t e s  may be  e x t r e m e l y  h i g h  o r  income 

l e v e l s  may n o t  meet even b a s i c  n e e d s .  A l l e v i a t i n g  i n a d e q u a t e  

w e l f a r e  i s  t h e  u l t i m a t e  r e a s o n  f o r  a development  p r o j e c t .  

Once a  w e l f a r e  d e f i c i e n c y  h a s  been i d e n t i f i e d ,  an  o b s e r v e r  

can  s t a n d  back and e x p l o r e  t h e  b e h a v i o r  o b s t r u c t i n g  w e l f a r e  

improvements.  For  example ,  l a c k  o f  s a n i t a r y  p r a c t i c e s  o r  

improper  f e e d i n g  of  i n f a n t s  may c o n t r i b u t e  t o  t h e  m o r t a l i t y  

J. Price Gittinger , Economic Analysis of Agricultural Projects , Beltimore : 
Johns Hopkins University Press, 1972. 



r a t e  whi l e  p r i m i t i v e  c u l t i v a t i o n  p r a c t i c e s  may be l a r g e l y  

r e s p o n s i b l e  f o r  low farmer income. Of c o u r s e ,  t h e  l i n k  between 

behavior  and w e l f a r e  may be complex and many a c t o r s  may be 

involved .  N e v e r t h e l e s s ,  each se t  of a c t o r s  p r o v i d e s  a  p o t e n t i a l  

t a r g e t  group f o r  a  p r o j e c t .  Sometimes t h e  t a r g e t  group w i l l  

be  t h o s e  whose w e l f a r e  i s  a t  s t a k e ,  e . g . ,  t h e  f a rmers .  I n  o t h e r  

c a s e s  it w i l l  n o t  be ,  e . g . ,  t h e  mothers  of  i n f a n t s .  

After s i g n i f i c a n t  behav io r  of r e l e v a n t  t a r g e t  groups has  

been i d e n t i f i e d ,  t h e  n e x t  s t e p  i s  t o  s p e c i f y  what goods o r  ser- 

v i c e s  could  be provided  t o  h e l p  t h o s e  peop le  change t h e i r  behav- 

i o r .  For  example,  t r a i n i n g  i n  improved c u l t i v a t i o n  p r a c t i c e s  

and t h e  p r o v i s i o n  of f e r t i l i z e r  might he lp fa rmers  use  b e t t e r  

farming methods . 

Once a  se t  of a p p r o p r i a t e  goods and s e r v i c e s  has  been 

chosen ,  t h e  r e q u i r e d  magnitude,  t h i n g  and means o f  d e l i v e r i n g  

them can t h e n  be used as a  b a s i s  f o r  budget ing  t h e  r e s o u r c e s  

t o  implement t h e  proposed p r o  j ec t  . 

During implementa t ion ,  t h e  most immediate o b j e c t i v e  i s  t o  

apply  r e s o u r c e s ;  t h e  n e x t  o b j e c t i v e  i s  t o  d e l i v e r  goods and s e r -  

v i c e s  t o  t a r g e t  groups .  T h i s  i s  expected  t o  induce  new behav- 

i o r  p a t t e r n s ,  which, i n  t u r n ,  should  c o n t r i b u t e  t o  improved 

w e l f a r e .  (Note t h e  way t h i s  scheme i d e n t i f i e s  t h e  p l a c e  i n  

t h e  sequence h e l d  by p r o x i e s  noted  e a r l i e r .  For  example, f i r e  

h y d r a n t s  i n d i c a t e  g o o d s / s e r v i c e s .  F i r e  Department r e sponse  t i m e  

end o t h e r  behav io r  and c o n d i t i o n s  are n e c e s s a r y  f o r  t h e s e  



s e r v i c e s  t o  l e a d  t o  improved w e l f a r e .  Measures o f  w e l f a r e  would 

i n c l u d e  such  i t e m s  as number of l i v e s  and p e r c e n t a g e  of p r o p e r t y  

v a l u e  l o s t  t o  f i r e . )  However, t h i s  i s  o n l y  t h e  d e s i g n e r s t  

r a t i o n a l  view of  t h e  p r o j e c t ' s  means-ends l i n k a g e s .  What a c t u a l l y  

happens i s  o f t e n  q u i t e  d i f f e r e n t .  

Manasins t h e  L inkaaes  

There  a r e  two major  r e a s o n s  why t h e  r e s o u r c e - s e r v i c e s -  

b e h a v i o r - w e l f a r e  l i n k a g e s  a r e  t e n u o u s .  The f i r s t  i s  t h e  uncer -  

t a i n t y  a s s o c i a t e d  w i t h  s o c i a l  change.  The second  r e a s o n  why 

t h e s e  l i n k a g e s  are d i f f i c u l t  t o  make i s  t h a t  some p e o p l e  do  n o t  

wish  them t o  be made. Consequen t ly ,  p r o j e c t  a c t i v i t i e s  a r e  con- 

s t a n t l y  under  a t t a c k  by p r e d a t o r  o r g a n i z a t i o n s  a-rid i n d i v i d u a l s  

a t t e m p t i n g  t o  d i v e r t  r e s o u r c e s  t o  o t h e r  u s e s .  Other  a c t o r s  n o t  

d i r e c t l y  a n t a g o n i s t i c  may g i v e  p r o j e c t  e f f o r t s  a  lower  p r i o r i t y  

than d e s i g n e r s  e x p e c t .  P r o j e c t  managers ,  t h e r e f o r e ,  o f t e n  must 

con tend  w i t h  h o s t i l e  o r  a p a t h e t i c  b e h a v i o r .  T h i s  becomes e s p e c i -  

a l l y  i m p o r t a n t  when p r o j e c t s  a r e  aimed a t  d i s a d v a n t a g e d  t a r g e t  

g roups  such as t h e  r u r a l  poo r .  

Managing t h e  l i n k a g e s  i s  n o t  e a s y .  I n  f a c t ,  management i s  

n o t  a  r a t i o n a l ,  d e l i b e r a t e ,  a n a l y t i c a l ,  c o n t e m p l a t i v e  a c t i v i t y .  

R a t h e r ,  i t  i s  a  s h o r t  a t t e n t i o n  s p a n ,  c r i s i s  t o  c r i s i s ,  c o n s t a n t  

bombardment o f  problems.  2 1  Thus,  t h e  c h a n n e l i n g  o f  i n f o r m a t i o n  

2 ! Henry Mintzber5, The Nature of Manaaerial Work, New York: Harper and 
Row, 1973. 



about even t s ,  non-events and new developments i s  an impor tant  

a spec t  of a  manager 's environment. Another impor tant  a spec t  i s  

access  t o  t h e  resources  t o  d e a l  wi th  t h e  problems t h a t  a r e  i d e n t i -  

f i e d .  Since t h i s  combination of r e sou rce  access  and in format ion  

access  i s  an i n d i c a t o r  of a  manager 's o r g a n i z a t i o n a l  p o s i t i o n ,  

o rgan i za t i on  can be seen a s  a f a c t o r  i n f l u e n c i n g  t h e  e s t a b l i s h -  

ment of t h e  resource- to-welfare  l i nkages .  

Two dimensions of l inkage  were noted.  The f i r s t  i s  per-  

formance c a p a b i l i t y .  Since t h e r e  i s  g r e a t  u n c e r t a i n t y  a t t ached  

t o  o b j e c t i v e  achievement, one a spec t  of p r o j e c t  o rgan i za t i on  i s  

t h e  supportof e x i s t i n g  programs o r  e n t i t i e s  which appear  czpable  

of doing t h e  job. Although e s t i m a t i n g  t a s k  performance capab i l -  

i t y  can be a  formidable under tak ing ,  some p rox ie s  have a l ready  

been noted.  The second dimension is  b e n e f i t  d ive r s ion .  Since  

p reda to r  o rgan i za t i ons  abound, an a spec t  of p r o j e c t  mznagement 

i s  c o n t r o l l i n g  p reda to r  access  t o  p r o j e c t  resources  and e x p l o i t a -  

t i o n  of t h e  t a r g e t  group. Although t h i s  can be a  s e n s i t i v e  mat- 

t e r ,  o p e r a t i o n a l  procedures ,  budget l e v e l s ,  and autonomy of 

o r g a n i z a t i o n a l  u n i t s  o r  subp ro j ec t s  a r e  o f t e n  used t o  l i m i t  

p ene t r a t i on .  2 2  Addi t i ona l ly ,  s i n c e  p r o j e c t s  a r e  u sua l ly  errbedded 

2 2  For both  a  t h e o r e t i c a l  background and a  f i e l d  a p g l i c a t i o n ,  s e e  George 
Holmes Honadle, "0rgar. izat ion Design f o r  Development A h i n i s t r a t i o n :  A 
L i b e r i a  Case Study of Implementation Analys is  f o r  P r o j e c t  B e n e f i t  D i s t r i b u -  
t i o n , "  Ph.D. D i s s e r t a t i o n  i n  P u b l i c  Admin i s t ra t ion ,  Syracuse U n i v e r s i t y ,  
1978. 



i n  h o s t  o r g a n i z a t i o n s ,  t h e  cho ice  of implementing agency can 

a f f e c t  p r e d a t o r  p e n e t r a t i o n  and t h e  subsequent  degree  anE d i r e c -  

t i o n  of r e s o u r c e  d i v e r s i o n .  2 3 

Given t h e  s i g n i f i c a n c e  of o r g a n i z a t i o n ,  p r a c t i c a l  r econna i s -  

sance  e x e r c i s e s  w i l l  be concerned n o t  only  w i t h  e s t a b l i s h i n g  

l i n k a g e  c o n s t r a i n t s  b u t  a l s o  wi th  s t r u c t u r i n g  management r e s p o n s i -  

b i l i t y ,  in fo rmat ion  f lows ,  r e s o u r c e s ,  and d e c i s i o n  c r i t e r i a  s o  

t h a t  o p e r a t i o n 2 1  responses  s u p p o r t  p r o j e c t  o b j e c t i v e s .  These a r e  

e lements  of  des ign  and r e d e s i g n .  

Design O r i e n t a t i o n  

A d e s i g n  o r i e n t a t i o n  i s  n o t  c h a r a c t e r i z e d  by t h e  q u e s t  f o r  

r e l i a b l e  g l o b a l  e x p l a n a t i o n s  of phenomena. Ra the r ,  t h e  probler .  

i s  one of d i s c o v e r i n g  t h e  n a t u r e  of a  p a r t i c u l a r  s i t u a t i o n ,  an2 

t h e n  producing an a p p r o p r i a t e  r e sponse .  Thus, des ign  i s  2 con- 

t e x t u a l  e x e r c i s e .  

Chr i s topher  Alexander d e s c r i b e s  a des ign  problem from an 

a r c h i t e c t u r a l  p e r s p e c t i v e .  H e  s a y s  t h a t :  

Every des ign  problem beg ins  wi th  an e f f o r t  t o  ach ieve  
f i t n e s s  between two e n t i t i e s :  t h e  form i n  q u e s t i o n  
and i t s  c o n t e x t .  The form i s  t h e  s o l u t i o n  t o  t h e  
problem; t h e  c o n t e x t  d e f i n e s  t h e  problem. I n  o t h e r  

See Georqe Honadle, "Implementation Analysis: The case for an early 
dose of realism in development administration" in George Honadle and Rudi 
lilauss, eds., International Development Administration: Implementation 

Analysis for Development Projects, New York: Praeger Publishers, 1979, pp. 
3-2G. 



words,  when we speak of d e s i g n ,  t h e  r e a l  o b j e c t  of 
d i s c u s s i o n  i s  n o t  t h e  form a l o n e ,  b u t  t h e  ensemble 
compris ing t h e  form and i t s  context . "  

Development p r o j e c t  d e s i g n  i s  a l s o  a  c o n t e x t u a l  e x e r c i s e .  

P r o j e c t s  a r e  n o t  t e s t s  of t h e  u n i v e r s a l i t y  of g e n e r a l  t h e o r i e s ;  

i n s t e a d ,  t h e y  embody a  se t  of a c t i v i t i e s  c o n s i s t e n t  w i t h  s p e c i f i c  

hypotheses  about  how t o  ach ieve  i d e n t i f i a b l e  r e s u l t s  i n  a  p a r t i c u -  

l a r  e n ~ i r o n m e n t . ~ '  Thus t h e y  are c o n t e x t u a l  -- t hey  emphasize 

s i t u a t i o n a l  d i a g n o s i s  and i n t e r v e n t i o n  r a t h e r  than  i n f e r e n t i a l  

e x p l a n a t i o n .  

However, p r o j e c t s  p r e s e n t  a  d e s i g n  dilemma. S i n c e ,  i n  o r d e r  

t o  succeed,  t h e  p r o j e c t  i n t e r v e n t i o n  must f i t  i n t o  i t s  envi ron-  

ment and, s i n c e  t h e  o b j e c t i v e  of t h a t  i n t e r v e n t i o n  i s  t o  a l t e r  t h e  

environment ,  t h e  q u e s t i o n  i s  one of " t r a i t - t a k i n g  v e r s u s  t r a i t -  

making." ' s  I f  t h e  p r o j e c t  does  n o t  f i t ,  it w i l l  n o t  have any 

s i g n i f i c a n t  impact ;  i f  it f i t s  t o o  w e l l ,  it w i l l  on ly  p e r p e t u a t e  

t h e  s t a t u s  quo. Determining a  s a t i s f a c t o r y  ba lance  i s  p a r t  of 

t h e  a r t  of d e s i g n .  

2 4 Chris topher  Alexander, Notes on the S-vnthesis of Form, Cambridge, Mass.: 
Harvard Univers i ty  P r e s s ,  1964, pp. 15-16. 

2 5  This  has  imp l i ca t i ons  f o r  t h e  i d e a  of r e p l i c a b i l i t y .  I t  sugges t s  t h a t  
reproducing t h e  same p r o j e c t  in d i f f e r e n t  con tex t s  can be 2 i s a s t r o u s .  I n  
f a c t ,  such an approach t o  r e p l i c a t i o n  can be depic ted as an automobile "assem- 
S l y  l i n e  men t a l i t y "  which concen t rz tzs  on +A,e "Model T" bu t  ignores  family  
s i z e ,  f u e l  c o s t ,  a v a i l a b i l i t y  of p z r t s ,  road cond i t i ons ,  a l t e r n a t i v e  uses  
and t h e  many o t h e r  f a c t o r s  con t r - ib*~=ina  t o  con tcu tua l  f i t .  

' See Alber t  Hirschman, Develocne?-.t ?ro j e c t s  Observed, Washington: Brook- 
i ngs  I n s t i t u t i o n ,  1967. 



Even so, the situational view should not obliterate all 

other vistas. There is some general scientific knowledge that 

can be applied. For example, one factor commonly associated 

with successful rural development projects in Africa and Latin 

America is beneficiary involvement in deci~ionmaking?~ A factor 

associated with success in Asia is a division of responsibili- 

ties among more than one level of local government. 2 8 Such 

knowledge does provide insights for designers. Nevertheless, it 

does not tell how to achieve beneficiary involvement or how to 

divide responsibility in a situationally approriate manner. What 

works one place may be disastrous in another. The design pro- 

lem, then, is creating something workable in a specific place zt 

a particular time. 2 9 

A middle ground between particularistic and universalistic 

approaches is occupied by a contingency perspective. This view 

accepts the general knowledge, but focuses on contextual factors 

that determine more or less effective ways of using the knowledge. 

Elliot Morss, John Hatch, Donald Mickelwait and Charles Sweet, Strategies 
for Small Farmer Development: An Ehpirical Study of Rural Development 
Proiects, Boulder: Westview Press, 1976. 

Norman T. Uphoff and Milton J. Esman, bczl Organization for Rural 
Development: Analysis of Asian Experience, Ithaca: Cornell University 
Rural Development Comittee, 1974. 

George Honadle , "Beneficiary Invclvement in Project Implementation: The 
Bicol Experience, " Rural Development Participation Review, Vol . 1, No. 1, 
Summer 1979, pp. 12-13. 



It parallels an examination of environmental stresses before 

choosing building materials or creating an architectural form. 

In fact, a contingency perspective is the essence of a design 

orientation. 

Since organizational analysis aims to discover contextual 

constraints to project linkages and then to develop effective 

interventions to strengthen those linkages, it must be considered 

a design exercise. 

Oruanizational Reconnaissance 

Proxies can be developed for linkage processes. For example, 

an indicator of interdepartmental coordination might be whether 

a departnent head, a lowly substitute, or anyone at all, gener- 

ally attends scheduled meetings. Quantification, although some- 

times possible, is seldom necessary because those conducting 

such meetings usually know the response they can expect from 

different departments. 

Other indicators suggest whether organizational dynamics 

do or do not accommodate to target group characteristics. For 
v 

example, extension material prepared.in a colonial language 

rather than the community dialect implies a barrier between the 

thinking of organizational staff and the target group. 

Simply establishing the existence or absence of organiza- 

tional conditions supporting the resource-to-welfare linkages is 

not the only task of organizational reconnaissance. Due to the 



design orientation, it is also necessary to project the probable 

impact of alternative courses of corrective action. This need 

affects investigation procedures. 

During development project design and implementation, organi- 

zational investigators do not require randomized responses to 

inquiries because they are not attempting to explain the distri- 

bution of satisfaction, efficiency or other traditional concerns 

of organizational researchers. 3 0 Rather, development specialists 

focus on the responses that will result from alternative inter- 

ventions. The trick, then, is to estimate the probable reactions 

of those critical actors who can make or break an intervention. 

The probability of success is linked more to their reactions and 

resource mobilization than to the preferences of the general 

membership. Thus, data collection strategies must isolate the 

coalitions, ultagonisms and likely behavior of those persons 

exercising various forms of power. Moreover, this must be accom- 

plished without polarizing or antagonizing them. 

Such estimates are not based on attitude surveys. The 

gap between attitude and behavior is too great. Since the best 

'' T r a d i t i o n a l  concerns and methods a r e  p resen ted  in Elmer Burack, Organiza- 
t i o n a l  Analysis:  Theory and Appl icat ion.  Homewood, I l l . :  The Dryder. P r e s s ,  
1975. A more u s e f u l ,  bu t  s t i l l  f o r m a l i s t i c ,  pe r s2ec t i ve  i s  presen ted  i n  
Harry Levinson, Oraan iza t iona l  Diaqnosis ,  Cambridge, Mass.: Harvard Univer- 
s i t y  P r e s s ,  1972. Also,  f o r  appropr ia te  use of formal surveys f o r  des iqn ,  - .  
s ee  Robert Bechte l ,  E n c l o s i n ~  Behavior, Scranton,  Pa. :  Dowd, Hutchinson and 
Ross, 1978. 



p r e d i c t o r  of f u t u r e  behavior  i s  p a s t  b e h a v i o r ,  o r g a n i z a t i o n a l  

r econna i s sance  s t r e s s e s  t h e  need t o  unders t and  p r e v i o u s  u s e s  of 

power by s i g n i f i c a n t  pe r sons .  Thus, d a t a  q u a l i t y  i s  l a r g e l y  

determined by a c c e s s  t o  key in fo rmants .  P o t e n t i a l  in fo rmants  

i n c l u d e  o r g a n i z a t i o n  members, long-term r e s e a r c h e r s  working i n  

t h e  a r e a ,  b e n e f i c i a r y  g roups ,  p o l i c y  makers,  l o c a l  l e a d e r s ,  m e r -  

c h a n t s  and e x p a t r i a t e s .  Any of them may p o s s e s s  c r i t i c a l  know- 

l e d g e .  Gaining a c c e s s  and e x t r a c t i n g  good d a t a ,  however, remain 

i n t u i t i v e  and u n a r t i c u l a t e d  p r o c e s s e s .  

There i s  a l s o  ano the r  d i f f i c u l t y .  S ince  t h e r e  is no way 

t o  fo rmal ly  e s t i m a t e  t h e  sampling e r r o r  of r econna i s sance  exe r -  

cises, it i s  ext remely  d i f f i c u l t  t o  know when t h e  job i s  done. 

Consequent ly,  it i s  hard  t o  ach ieve  c l o s u r e .  And, s i n c e  key 

i n s i g h t s  may n o t  appear  u n t i l  n e a r  t h e  end of t h e  e x e r c i s e ,  much 

of t h e  c o l l e c t e d  d a t a  i s  u s u a l l y  d i s c a r d e d .  

These c h a r a c t e r i s t i c s  have helped t o  r e l e g a t e  t h e  p r a c t i c e  

of o r g a n i z a t i o n a l  r econna i s sance  t o  t h e  murky world o f  a r t ,  

i n t u i t i o n ,  p e r s o n a l i t y  and s u b j e c t i v i t y .  I t  i s  c l e a r ,  however, 

t h a t  a  more r i g o r o u s  d e s i g n  approach must be developed i f  t h e  

p r a c t i c e  i s  t o  be improved. Fur thermore ,  t h a t  approach cannot  

i g n o r e  t h o s e  c o n s t r a i n t s  which have caused formal  survey methods 

t o  be r e j e c t e d  a s  i n a d e q u a t e ,  i n a p p r o p r i a t e  and i m p r a c t i c a l .  



ORGANIZATIONAL DIAGNOSIS 

For o r g a n i z a t i o n a l  a n a l y s i s  t o  be u s e f u l  i t  must p e n e t r a t e  

t h e  b u r e a u c r a t i c  e t h e r  and i d e n t i f y  a c t u z l  human behav io r .  Thus, 

t h e  f o c u s  must go beyond formal  o r g a n i z a t i o n  c h a r t s  t o  t h e  c o n t r o l  

and use  of r e s o u r c e s .  When s u c c e s s f u l l y  done,  t h e  r e s u l t s  can 

be ex t r eme ly  v a l u a b l e  b u t  sometimes t h e y  a r e  a l s o  embar ras s ing ly  

r e v e a l i n g  and s imple .  

For  example,  a  Peace Corps v o l u n t e e r  was asked by t h e  D i s -  

t r i c t  A g r i c u l t u r a l  O f f i c e r  t o  s e e  i f  t h e  deployment of Landrovers  

might be improved. Examination of mi l eage  and v e h i c l e  l o c a t i o n  

c e r t a i n  times of t h e  day seemed a$ v a r i a n c e  wi th  a c t i v i t y  i n  t h e  

2 i s t r i c t .  Upon f u r t h e r  examina t ion ,  however, on ly  two b i t s  of  

info,mat ion were r e q u i r e d  t o  p r e d i c t  where a Landrover w a s  most 

l i k e l y  t o  be i n  t h e  early e v e n i n c  -- t h e  name of t h e  d r i v e r  and 

t h e  l o c a t i o n  of  h i s  s i r l f r i e n d .  

P r a c t i c a l  o r g a n i z a t i o n a l  d i a g n o s i s ,  t h e n ,  must d e a l  d i r e c t l y  

wi th  t h e  h idden  agendas t h a t  make o r g a n i z a t i o n s  a c t  a s  they  do .  

Th i s  s e c t i o n  c o n c e n t r a t e s  on t y p e s  of d a t a  r e q u i r e d  t o  do t h i s ,  

ways f o r  r a p i d l y  e l i c i t i n g  t h o s e  d a t a ,  and t h e  r e l a t i o n s h i p  

between these methods and p r e c e d i n g  s e c t i o n s  of t h i s  pape r .  

S t r u c t u r a l - B e h a v i o r a l  Focus 

A development a d m i n i s t r a t i o n  p e r s p e c t i v e  t e n d s  t o  seek  cer- 

t a i n  k i n d s  of e x p l a n a t i o n s  f o r  o r g a n i z a t i o n a l  behav io r .  For  



example, d i f f e r e n c e s  i n  performance may t e n d  t o  be a s s o c i a t e d  

wi th  a c c e s s  t o  r e s o u r c e s  -- i f  p e r  diem i s  p rov ided  f o r  t r i p s  

t o  urban l o c a t i o n s ,  a g r i c u l t u r a l  e x t e n s i o n  o f f i c e r s  may d e v i s e  

j u s t i f i c a t i o n s  f o r  towr, v i s i t s .  Other  o r g a n i z a t i o n a l  p o l i c i e s  o r  

p rocedures  can a l s o  d i v e r t  e f f o r t  from job r e s p o n s i b i l i t i e s  and 

d u t i e s .  For  example,  p r e a u d i t  r e q u i r e m e n t s  combined wi th  a  

l a c k  of l o c a l  a u t h o r i t y  f o r  pu rchases  and low i n v e n t o r i e s  can 

cause  g r e a t  d e l a y s  i n  such  t h i n g s  a s  v e h i c l e  r e p a i r s .  S t i l l  

o t h e r  f a c t o r s ,  such a s  o r g a n i z a t i o n a l  l o y a l t y  combined w i t h  

in t e r -agency  c o n f l i c t ,  can l e a d  t o  behav io r  which b locks  t h e  

achievement of p r o j e c t  o b j e c t i v e s .  

An under ly ing  assumption i s  t h a t  b u r e a u c r a t s  and o t h e r  

o r g a n i z a t i o n a l  members ac t '  r a t i o n a l l y ,  based on t h e i r  view of 

t h e  behav io r  o p t i o n s .  3 1  Thus, a l though  a  t r e a s u r e r ' s  r e f u s a l  

t o  d i s b u r s e  a u t h o r i z e d  funds  may s e e m  i r r a t i o n a l  from a  2 r o j e c t  

p e r s p e c t i v e ,  from t h e  i n d i v i d u a l ' s  view it may be  v e r y  s e n s i b l e .  

Sometimes management p rocedures  a c t u a l l y  p r o v i d e  d i s i n c e n t i v e s  

f o r  performance.  I n  I n d o n e s i a ,  f o r  example,  r e s p o n s i b i l i t y  f o r  

a  v e h i c l e  i s  o f t e n  g iven  t o  one person .  Th i s  i d e n t i f i e s  t h e  

person  accoun tab le  f o r  t h e  v e h i c l e  and s i m p l i f i e s  management. 

However, when t h e  r e s p o n s i b l e  s t a f f  member r e c e i v e s ,  i n  c a s h ,  

a  s t a n d a r d  monthly a l l o t m e n t  t o  cover  t h e  cast of  g a s o l i n e  and 

r o u t i n e  main tenance ,  t h e r e  i s  an i n c e n t i v e  n o t  t o  make f r e q u e n t  

See Robert  Chambers, Managing Rural Development: I d e z s  a d  Exper ience  
from E a s t  A f r i c a ,  Uppsala: Scandinavian  I n s t i t u t e  of African S t u d i e s ,  
1974. 



v i s i t s  t o  i s o l a t e d  r u r a l  a r e a s  because t h i s  i n c r e a s e s  g a s o l i n e  

c o s t s  and r a i s e s  t h e  p r o b a b i l i t y  of minor r e p a i r s .  S ince  any- 

t h i n g  over t h e  a l lo tment  must come from t h e  c i v i l  s e r v a n t ' s  own 

pocket ,  such a procedure can be an e f f e c t i v e  d e t e r r e n t  t o  d e l i v -  

e r i n g  s e r v i c e s  t o  r u r a l  a r e a s ,  moni tor ing  f i e l d  a c t i v i t i e s ,  o r  

i nco rpo ra t i ng  v i l l a g e r s  i n t o  p r o j e c t  decisionmaking. Organiza- 

t i o n a l  a p p r a i s a l  , t h e n ,  must a l s o  i d e n t i f y  both i n d i v i d u a l  per-  

c ep t i ons  and formal procedures which suppor t  unan t i c ipa t ed  

behavior .  

Two major t ypes  of da t a  requi rements  can t h u s  be s p e c i f i e d .  

They are: 

Formal s t r u c t u r a l  f a c t o r s  such a s  promotion c r i t e r i a ,  
power t o  commit r e sou rce s ,  p r i v i l e g e s  a t t e n d a n t  t o  
p o s i t i o n s ,  personnel  payment systems,  r e p o r t i n g  
channe l s ,  check-of f procedures ,  f i l e  systems, 
check-off procedures ,  f i l e  sys tems,  budgetary 
r ec ru i tmen t  p o l i c i e s ,  e t c . ;  and 

channe l s ,  
p roces se s ,  

Informcl f a c t o r s  such a s  how promotions a r e  r e a l l y  
made, f r i e n d s h i p  .networks and antagonisms,  mo t iva t i ona l  
v a r i a b l e s ,  informal  communication channels ,  i d e o l o g i c a l  
b i a s e s ,  e t h n i c  a l l i a n c e s ,  how o r g a n i z a t i o n a l  r e sou rce s  
a r e  d i v e r t e d  t o  o t h e r  u s e s ,  e t c .  

Although ga in ing  access  t o  t h e  documents may r e q h i r e  con- 

s i d e r a b l e  s k i l l ,  t h e  f i r s t  type  of data i s  u s u a l l y  a v a i l a b l e  i n  

w r i t t e n  form. For example, c i v i l  s e r v i c e  r e g u l a t i o n s  and t h e  

co-exis tence  of dua l  pe rsonne l  systems ( e . g . ,  n a t i o n a l /  

d i s t r i c t  o r  GS/FS) a r e  s t r u c t u r a l  f a c t o r s  t h a t  a f f e c t  behavior  

and t h e r e  i s  documentary evidence of  t h e i r  ex i s t ence .  I n  o t h e r  

cases a  combination of record  examinat ion,  key informant  i n t e r -  

views,  and s i g h t  surveys  can y i e l d  needed informat ion.  For 



example, using a map and payment records to establish a pattern 

of extension agent deployment and then observing local settle- 

ment patterns and bus routes, bicycles, and motorcycles used by 

the agents can help to identify the appropriateness of a staff- 

ing pattern or extension strategy. (West African villages and 

East African homesteads having similar extensionist-to-population 

ratios would suggest very different performance levels since the 

distance between homesteads will require more extension agents 

to produce the same level of farmer contacts in a given period.) 

The second type of data is much more difficult to get, 

however, and a high level of creativity may be necessary to 

even surmise the existence of significant factors. For example, 

in rural areas of some of the poorest nations, copying machines 

are practically non-existent, mimeograph stencils are rare, 

carbon paper is difficult to obtain, and even paper itself is 

very scarce. In fact, memos may be written on the back of out- 

dated bureaucratic forms. When this scarcity of communication 

materials is combined with cultural factors, management capa- 

bility is affected . In one country, intra-departmental memos 

often have only one original copy. The memo is routed to all 
e 

those concerned, in order of status, and then it is placed in 

the file. If five officials are to see it and the third one 

is on safari it will not be passed to the last two until he 

returns and initials it. Thus, a rigid adherence to formal 

process combined with a shortage of resources can significantly 

alter the time required for administrative action. Knowledge 



of such p r a c t i c e s  i s  impor tan t ,  bu t  t h e i r  e x i s t e n c e  i s  seldom 

obvious and i s  sometimes hidden.  

One way of i d e n t i f y i n g  seemingly p e r i p h e r a l  f a c t o r s ,  such 

a s  va lue s ,  models of conduct ,  o r  c u l t u r a l  changes,  i s  t o  examine 

f o l k t a l e s  and modern nove l s .  For  example, i n  a very c r e a t i v e  

s t udy ,  Kenneth L i t t l e  used t h e  r o l e  models and s i t u a t i o n s  pre-  

s en t ed  i n  contemporary Af r ican  novels  a s  a  s o c i o l o g i c a l  d a t a  

base .52  Thus, even t h e  d e f i n i t i o n  of d a t a  may have g r e a t  v a r i -  

a b i l i t y  when i n v e s t i g a t i n g  in formal  f a c t o r s  t h a t  a f f e c t  organi -  

z a t i o n a l  behavior .  This  imp l i e s  t h a t  an uns t ruc tu r ed  approach 

w i l l  be necessa ry ,  s i n c e  t h e  c o l l e c t i o n  process  i s  a l s o  an 

i d e n t i f i c a t i o n  process  seeking unorthodox types  of impor tant  

informat ion.  

Given t h e  s t r u c t u r a l - b e h a v i o r a l  focus  and t h e  a r t i s t i c  

nature of d a t a  needs d e f i n i t i o n ,  some dangers  cf d a t a  c o l l e c t i o r ,  

may be o u t l i n e d .  

Informal  d a t a  i s  u s u a l l y  h igh ly  b iased .  I n  f a c t ,  most 

informants  w i l l  have u l t e r i o r  mot ives ,  o r  hidden aqendas,  which 

s e l e c t i v e l y  p r e s e n t  and a c t i v e l y  i n t e r p r e t  t h e  in fo rmat ion  they 

possess .  Determining t h e  e x i s t e n c e  and degree  of  t h e s e  b i a s e s  

i s  one of t h e  cha l l enges  f a c i n g  t h e  i n v e s t i g a t o r .  Moreover, 

32 Kenneth Little,  African Women in Towns, London: Cambridge University 
Press, 1973. 



r e c e n t  even ts  can a f f e c t  t h a t  b i a s .  For example, a t t empts  t o  

c o l l e c t  d a t a  i n  one r u r a l  s e t t i n g  were thwar ted  by a r e c e n t  

dea th  -- l o c a l  people were unwi l l ing  t o  provide  informat ion 

because they thought  t h e  r e s e a r c h e r s  were p o l i c e  o f f i c e r s  i n  

d i s g u i s e .  3 3  

A l l  i n t e rv i ews ,  t hen ,  begin wi th  t h e  assumption of b i a sed  

responses and t h e  need t o  uncover t h e  b i a s .  This  r e q u i r e s  

crosschecks  of m u l t i p l e  sources .  Add i t i ona l ly ,  t h e  informant  

and t h e  d a t a  must be matched. That  i s ,  r a t h e r  than  r e l y i n g  on 

heresay,  eyewitness accounts  must be obta ined and t h e  ques t i ons  

must be geared t o  t h e  competence of t h e  person prov id ing  t h e  

informat ion.  For example, p a s t  income e s t i m a t e s  cannot  be 

based on memory and bank p o l i c y  cannot  be i d e n t i f i e d  by t a l k i n g  

wi th  eng ineers .  A s  commonsensical a s  t h e s e  cavea t s  might be ,  

s i t u a t i o n s  have been observed where they were n o t  fol lowed and 

where, i n  t h e  h a s t e  t o  make a quick f i x ,  mis leading conclus ions  

w e r e  drawn. 

E f f e c t i v e  d a t a  c o l l e c t i o n  approaches must t a k e  t h e s e  con- 

s t r a i n t s  i n t o  account.  This  paper  no t e s  f o u r  d a t a  c o l l e c t i o n  

s t r a t e g i e s  and then  p r e s e n t s  examples t h a t  demonstrate  how each 

can be used both  t o  r e i n f o r c e  t h e  o t h e r s  and t o  improve t h e  

r e s u l t  of t h e  i n v e s t i g a t i o n .  

T.B. Kabweqyere, "Community Mood Affects Climate f o r  Interviews, " in  
Bryant Kearl, ed. ,  Field Data Collection in the Social Sciences: Ex2eri- 
ences in Africa and the Middle East,  New York: Agricultural Development 
council, 1976, p .  163. 



Data ~ o l : l e < t i o n  Avvroaches 

The f i r s t  approach i s  o b s e r v a t i o n  of w r i t t e n  r e c o r d s .  This  

method i s  s e l f - e x p l a n a t o r y  and it i s  used by v i r t u a l l y  a l l  pro- 

f e s s i o n a l s .  F e a s i b i l i t y  s t u d i e s ,  d e s i g n  documents, e v a l u a t i o n s ,  

a d m i n i s t r a t i v e  r e p o r t s ,  o r g a n i z a t i o n a l  by-laws and academic 

s t u d i e s  a l l  may p rov ide  p o t e n t i a l l y  u s e f u l  d a t a .  Such documents, 

however, a l s o  of t e n  c o n t a i n  l i t t l e  in fo rmat ion  about  a c t u a l  

behavior .  

The second approach might be c a l l e d  an i n f o r m a 2  deZphi  

technique .  I t  i s  a group d i s c u s s i o n  approach t o  consensus- 

b u i l d i n g  which engages informed pe r sons  i n  a d i a l o g u e  t h a t  

exposes v a r i a t i o n s  i n  t h e  i n t e r p r e t a t i o n  of  e v e n t s ,  p o l i c i e s  
- - 

o r  o b j e c t i v e s .  An example of t h i s  appear s  as p a r t  of an i n v e s t i -  

g a t i o n  i n t o  t h e  t r i b a l  l and  law of t h e  Nyakyusa people  of Tan- 

z a n i a .  By pursu ing  a  g r a d u a l l y  narrowing series of "What i f ? "  

q u e s t i o n s ,  d i s p a r a t e  r e sponses  were r e f i n e d  i n t o  a more coher-  

e n t  and more a c c u r a t e  p i c t u r e  of a c t u a l  p r a c t i c e s .  For example,  

t h e  r i g h t s  of  r e t u r n e d  v i l l a g e r s  were i d e n t i f i e d  by beginning  

w i t h  a q u e s t i o n  about  whether o r  n o t  t h e y  would be a b l e  t o  

resume p l a n t i n g  t h e i r  former f i e l d s  o r  l i v i n g  i n  t h e i r  former 

houses.  The i n i t i a l  r e s p o n s e s  ranged from "yes"  t o  "non .  

Gradual ly ,  c o n t i n g e n c i e s  were i d e n t i f i e d  ( o t h e r  occupan t s ,  

t ime away, a c t i o n  of v i l l a g e  headman, t r e e  c r o p s  v e r s u s  o t h e r  

c r o p s ,  upland v e r s u s  swampland p l o t s ,  znd s o  on,  and a  consensus 



was developed about when t h e  answer would be yes and when it 

would be no. 3 4  

S k i l l  i s  r equ i r ed  f o r  s u c c e s s f u l  use  of t h i s  approach. 

The i n v e s t i g a t o r  must be equipped wi th ,  o r  ab l e  t o  develop,  a  

l o g i c a l  sequence of ques t ions  t h a t  focus p a r t i c i p a n t  a t t e n t i o n  

on con t ingenc ies  and r e f i n e  percep t ions  of dec i s ion  c r i t e r i a .  

I f  the e x e r c i s e  begins wi th  a hypo the t i ca l  s i t u a t i o n  it can 

usua l ly  be transformed i n t o  an examination of r e a l  cases  t h a t  

r e v e a l  a c t u a l  p a s t  behavior .  Moreover, t h e  e x e r c i s e  i t s e l f  

may d i s c l ~ s e  much about t h e  i n t e r a c t i o n s  among those  who 

p a r t i c i p a t e  i n  it. 

The t h i r d  approach, c o n f i d e n t i o Z  i n t e r v i e w s  w i t h  keg i n f o r n -  

a n t s ,  i s  a l s o  se l f -exp lana tory .  It can be used as  a r e s u l t  of 

networking. That i s ,  as  one informant i d e n t i f i e s  someone who 

is  deemed t o  be p a r t i c u l a r l y  knowledgeable on a c e r t a i n  s u b j e c t ,  

t h a t  person can be contacted and in terviewed.  3 5  Such in t e rv i ews  

can provide crosschecks.  I n  f a c t ,  they  may be necessary  i n  

order  t o  have a l l  s i g n i f i c a n t  informal  d a t a  v e r i f i e d  by a t  l e a s t  

34 Godfrey Wilson and Monica Wilson, The Analysis of Social Change, 
London: Cambridge University Press, 1945, pp. 55-56. 

3 5  For discussion of network approaches, see: Jeremy Boissevain and J. 
Clyde Mitchell, Network Analysis : T h e o ~  and Applications, The Hague : 
Mouton, 1973, and Jeremy Boissevain, Friends of Fr iends :  Networks, Manipu- 
lators, and Coalitions, New York: S t .  Martin's Press, 1974. 



two independent  s o u r c e s .  Such d a t a  i s  most r e l i a b l e  when two 

people  who d i s a g r e e  about  t h e  d e s i r a b i l i t y  of  an occur rence  

a g r e e  on i t s  e x i s t e n c e .  j 6  

The p o t e n t i a l  u s e  of c o n f i d e n t i a l  i n t e r v i e w s  i s  h igh  and 

t h e  v a l u e  of in fo rmat ion  produced i s  a l s o  o f t e n  h igh .  Conf iden t i -  

a l i t y ,  however, i s  n o t  always p o s s i b l e .  Even though t h e  sub- 

s t a n c e  d i s c u s s e d  i s  p r i v a t e ,  t h e  v i s i t  may be w e l l  known. For  

example, an i n t e r v i e w  i n  a  r ice  f i e l d  may be ove rhea rd  by no 

one ,  y e t  i t s  occur rence  i s  i n  p u b l i c  view. I n  o t h e r  c a s e s ,  

be ing  surrounded by c h i l d r e n  may n o t  d i s r u p t  t h e  p r i v a t e  n a t u r e  

of a  c o n v e r s a t i o n  i n  Eng l i sh .  I n  s t i l l  o t h e r  s i t u a t i o n s ,  con- 

f i d e n t i a l i t y  may be sha red  because  t h e  informant  may n o t  be  t h e  

a c t u a l  in fo rmat ion  s o u r c e .  For  example,  i n  many Af r i can  and 

Asian s o c i e t i e s  much communication o c c u r s  through i n t e r m e d i c  

ar ies .  Such customs can be u t i l i z e d  f o r  r econna i s sance  pur?oses  

by making t h e  i n v e s t i g a t o r  a v a i l a b l e  t o  t h i r d  pe r sons .  I n  f a c t ,  

v e r y  v a l u a b l e  i n s i g h t s  o f t e n  s p r i n g  from i n f o r m a l  c h a t s  l u b r i -  

c a t e d  by l o c a l  l i q u o r .  

The f o u r t h  approach i s  direct observation of behavior. 

This  mkthod i s  a l s o  s e l f - e x p l a n a t o r y .  Althouqh it seems t o  be 

3 6  Not only i s  independent v e r i f i c a t i o n  des irable ,  but it i s  a l s o  good t o  
increase the range of  views. Often those who interact  in tense ly  tend t o  
share misconceptions that  become b a s i c  assumptions underlying surface varia- 
t i o n s  in t h e i r  perspect ives .  See ,  Irving Janis ,  Victims of Groupthink, 
Boston: Houghton, M i f f l i n  Co., 1972 .  



t h e  most n a t u r a l  way t o  c o l l e c t  d a t a ,  o b s e r v a t i o n a l  s k i l l s  must 

be developed and r e f i n e d .  Untrained obse rve r s  o f t e n  impute 

f a l s e  meanings t o  p e o p l e ' s  a c t i o n s ,  b u t  t r a i n e d  r e s e a r c h e r s  

d e s c r i b e  only  what people  do. S k i l l e d  obse rva t i ons  can expose 

behavior  t h a t  t h e  a c t o r s  themselves were unaware of e ~ h i b i t i n g . ~ '  

D i s t i n c t i o n s  between t h e s e  f o u r  d a t a  c o l l e c t i o n  methods 

may sometimes be more a n a l y t i c a l  t han  r e a l .  For example, an 

e x e r c i s e  t h a t  begins  a s  an in formal  d e l p h i  may end a s  d i r e c t  

obse rva t i on  of i n t e r a c t i o n s  between p a r t i c i p a n t s ,  o r  a con f i -  

d e n t i a l  i n t e rv i ew  may suddenly t u r n  i n t o  an in formal  d e l p h i .  

Never the less ,  s p e c i f y i n g  t h e  a l t e r n a t i v e s  does h e l p  t o  i d e n t i f y  

t hose  s t r a t e g i e s  most u s e f u l  f o r  d i f f e r e n t  s i t u a t i o n s .  I t  i s  

p r e f e r a b l e ,  of course ,  t o  use  a l l  f o u r  i n  combination. Th i s  
- 

minimizes t h e  weaknesses of  each whi le  s imul taneous ly  promoting 

t h e  two-way communication s o  va luab l e  du r ing  p r o j e c t  des ign  and 

implementation, 3 8 

The advantages and d i sadvan tages  of each approach a r e  sum- 

marized i n  Table 3. Some examples of o r g a n i z a t i o n a l  r econna i s -  

sance  us ing  t h e s e  i n v e s t i g a t i o n  s t r a t e g i e s  may now be examined. 

'' See Chris Arqyris and Donald Schon, Theory in Action: Increasing Pro- 
f e s s iona l  Ef fec t iveness ,  San Francisco: Jossey-Bass, 1974.  

3 8  See Charles F.  Sweet and Pe te r  P. Weisel, "Process versus  Blueprint  
Models fo r  Designing Rural Development P ro j ec t s , "  i n  George Honadle and 
Rudi Klauss , eds . , In t e rna t iona l  Development Administration : Implementa- 
t i o n  A n a l y s i s  f o r  Development P r o j e c t s ,  New York: Praeger Publ ishers ,  



TABLE 3 

DATA COLLECTION BY W I D  RECONNAISSANCE" 

DISADVANTAGES 

1 1. Can provide  'hardm d a t a .  / 1. Dependence on r e c o r d s  ! Record / Examination I 1.  Demonstrates formal a c c e s s  which are o f t e n  incom- 1 
1 t o  s t o r e 6  in fo rma t ion .  I 

p l e t e  , i n a c c u r z t e ,  and I 

! i n a p p r o p r i a t e .  i 
Language b a r r i a r  i s  

I 

- -  - 
2.  D i f f i c u l t  t o  e s t i m a t e  I 

samole b i a s .  1 
4 .  Low c o s t .  

?. L i t e r a c y  l i m i t s  
v a r i a b l e s .  

I 
! Informal 

Delphi 
1. F a c i l i t a t e s  p a r t i c i p a t i o n  

and exposes i n t e r p e r s o n a l  
dynamics. 

1. Minimizes extremes and 
range of p e r s p e c t i v e s  by 
inducinq consensus.  

I 3. Lncrerses sample r e p r e -  ( 4 .  Exposes views of inform- ' 
s e n t a t i v e n e s s  . I ers . 

I 2. I n c r e a s e s  accuracy  of 
meanings imputed by 
r e s e a r c h e r .  

Genera tes  d a t a  beyond. 
i n t e r v i e w  des ign .  

5. Lowcos t .  

2 .  Emotionally t a x i n g .  

3. May r e q u i r e  i n t e r p r e t e r .  

5 .  S u s c e p t i b l e  t o  domination 
by a scaong p e r s o n a l i t y .  

I C o n f i d e n t i a l  
In t e rv i ew 

1. P r o t e c t s  informer .  

2 .  Mlows a c c e s s  t o  examples 
of a c t u a l  dynamics. 

3 .  I n c r e a s e s  extremes and 
range of p e r s p e c t i v e s .  

4 .  L O W  c o s t .  

1. Usual ly  h i g h l y  b iaeed .  

2 .  Emotionally t a x i n g .  

3. Requires l e a d s  from o t h e r  
irlformants. 

4 .  I f  i n t e r p e t e r  r e q u i r e d ,  
p r o t e c t i o n  l o s t .  

5.  Sample may be limited o r  
conf i d e n t i c l i t y  impos- 
s i b l e  i n  some s e t t i n g s .  

: Direct 
Observat ion 

1. Provides  primary d a t a .  1. May be confounded by 
i n v e s t i g a t o r  ' s presence .  2 .  Does no t  d i s r u p t  r o u t i n e .  

3. Can avoid much informer  2 .  S u s c e p t i b l e  t o  mis in ter , -  
p r e t a t i o n  by inves i~ga to : .  b i a s .  

5. LOW cost. I 

4 .  Can expose d a t a  n o t  
a n t i c i p a t e d  by i n v e s t i -  
g a t o r .  

Source : Compiled by au tho r .  

3. May con ta in  s e a s o n a l  b i a s .  



F i e l d  Experiences 

Two ca se s  of o r g a n i z a t i o n a l  i n v e s t i g a t i o n s  w i l l  be b r i e f l y  

noted.  The f i r s t  example d e a l s  wi th  an i r r i g a t o r  a s s o c i a t i o n  

and t h e  second focuses  on t h e  implementing o r g a n i z a t i o n  of an 

i n t e g r a t e d  r u r a l  development p r o j e c t .  Thus, t h e  a p p l i c a t i o n s  

encompass both  b e n e f i c i a r y - l e v e l  and p r o j e c t - l e v e l  o r g a n i z a t i o n s .  

The f i r s t  i n v e s t i g a t i o n  occurred  when a c o n s u l t a n t  was 

asked t o  assess t h e  o p e r a t i o n s  of an i r r i g a t i o n  a s s o c i a t i o n  and 

determine  whether it would o r  would n o t  be d e s i r a b l e  f o r  t h e  

a s s o c i a t i o n  t o  be changed from a  s ingle-purpose  o rgan i za t i on  

i n t o  a  mult i -purpose coope ra t i ve .  S ince  t h i s  p a r t i c u l a r  a s s o c i -  

a t i o n  w a s  commonly p resen ted  a s  t h e  most s u c c e s s f u l  farmer-run 

i r r i g a t i o n  group,  some l o c a l  p l anne r s  hoped t h a t  an examinat ion 

could provide  some i n s i g h t s  u s e f u l  f o r  developing a  model s t r u c -  

t u r e  f o r  r e p l i c a t i o n  w i th in  t h e  reg ion .  

The e x e r c i s e  began wi th  an a n a l y s i s  of r e c o r d s ,  i n c l u d i n g  

t h e  o rgan i za t i on  c h a r t  and bylaws, i r r i g a t i o n  system o p e r z t i o n s  

manual, i r r i g a t o r  f e e  payment r e c o r d s ,  e t c .  These documents 

provided b a s i c  in fo rmat ion  about  t h e  de s ign  of t h e  a s s o c i a t i o n .  

An in fo rmal  d e l p h i  e x e r c i s e  was then conducted wi th  t h e  

o f f i c e r s  of t h e  a s s o c i a t i o n .  Ques t i ons  focused on t h e  use of 

o r g a n i z a t i o n a l  r e sou rce s .  For example, i f  a  problem a r i s e s  

and it must be r e p o r t e d  t o  t h e  eng ineer  i n  t h e  n e a r e s t  town, 

how is it done? Who must approve spending t h e  bus f a r e ?  Is it 



approved b e f o r e  o r  a f t e r  t h e  t r i p ?  and s o  on. The h y p o t h e t i -  

c a l  s i t u a t i o n s  q u i c k l y  produced a c t u a l  examples of how l e a d e r s  

were chosen,  how r e s o u r c e s  were c o n t r o l l e d ,  and how c o n f l i c t s  

were managed. I t  a l s o  became obvious t h a t  t h e  bylaws and o rgan i -  

z a t i o n  c h a r t  w e r e  n o t  a c c u r a t e  r e p r e s e n t a t i o n s  of o r g a n i z a t i o n a l  

behavior .  

Given t h e  n a t u a l  b i a s e s  of  t h e  a s s o c i a t i o n  o f f i c e r s  it was 

deemed n e c e s s a r y  t o  e n l a r g e  t h e  range  of p e r c e p t i o n s  of o rgan i -  

z a t i o n a l  dynamics. C o n f i d e n t i a l  i n t e r v i e w s  were used t o  do 

t h i s .  Those t o  be in te rv iewed  were i d e n t i f i e d  by t h e  o f f i c e r s  

i n  response  t o  a  q u e s t i o n  s i m i l a r  t o  t h e  fo l lowing :  I n  a l l  

o r g a n i z a t i o n s  t h e s e  i s  a t  l e a s t  one pain- in- the-neck,   here i s  

always someone who d i s a g r e e s  w i t h  a l l  d e c i s i o n s  and promotes 

t r o u b l e .  Can you t e l l  me t h e  names of t h o s e  people  i n  your 

a s s o c i a t i o n ?  Answers were immediate and e n t h u s i a s t i c .  " The 

persons  named were t h e n  in te rv iewed  i n d i v i d u a l l y .  The i r  r e s -  

ponses provided v a l u a b l e  cross-checks and r e v e a l e d  u s e f u l  

i n s i g h t s  t h a t  d i d  n o t  r e s u l t  from t h e  i n f o r m a l  d e l ~ h i .  A6di- 

t i o n a l  people  knowledgeable about  t h e  h i s t o r i c a l  development 

of t h e  a s s o c i a t i o n  were a l s o  v i s i t e d  a t  t h e i r  homes. 

A f t e r  an inves tment  of less t h a n  one man-week of e f f o r t ,  

it was p o s s i b l e  t o  make a  convinc ing  c a s e  t h a t  t h i s  a s s o c i a t i o n  

I t  should be noted  t h a t  in many Asian c u l t u r e s  t h i s  ques t ion  would be 
Ciisastrous. I n  the case noted  i n  the text ,  however, it w a s  c u l t u r a l l y  
acceptable. 



was n o t  y e t  an e f f e c t i v e  s ingle-purpose  o rgan i za t i on  and a  

t r a n s i t i o n  t o  a mult i -purpose r o l e  might cause i t s  c o l l a p s e .  

Furthermore, it was s e rv ing  only  a  smal l  percentage  of i t s  mem- 

be rs .  Although some l o c a l  bureaucra t s  were no t  happy wi th  t h i s  

conc lus ion ,  they  were unable t o  provide  a s t r o n g e r  zrgument t o  

t h e  con t r a ry .  Thus, wi th  a l l  i t s  weaknesses, a  r a p i d  reconnais-  

sance produced s t ronge r  behav io ra l  d a t a  than had prev ious ly  

been a v a i l a b l e .  

The second i n v e s t i g a t i o n  occured i n  response t o  a  r e q u e s t  

f o r  a s s i s t a n c e  dur ing p r o j e c t  implementation. The i n s t i t u t i o n a l /  

a g r i c u l t u r a l  d i v i s i o n  of an i n t e g r a t e d  r u r a l  development p r o j e c t  

was exper iencing performance problems and both t h e  donor agency 

and t h e  r e g i o n a l  p lanning agency,wanted an assessment of t h e  

s i t u a t i o n .  

This  e x e r c i s e  consumed approximately one man-month. The 

process  began wi th  an examination of des ign  documents and then  

proceeded t o  a t tendance a t  s t a f f  meetings and i n d i v i d u a l  i n t e r -  

views. I t  inc luded  a  s t a f f  workshop t h a t  i d e n t i f i e d  organiza-  

t i o n a l  c o n f l i c t s  and it ended wi th  a  r e p o r t  which presen ted  

t h e  d i f f e r e n t  pe r spec t ive s  of t h e  va r ious  a c t o r s  and i d e n t i -  

f i e d  i s s u e s  t o  be reso lved .  

A major f u n c t i o n  of t h i s  reconnaissance  was t o  e s t a b l i s h  

t h e  c r e d i b i l i t y  of t h e  i n v e s t i g a t o r  s o  t h a t  a follow-up v i s i t  

cauld  5e used t o  f a c i l i t a t e  behav iora l  changes. Thus, un l e s s  



t h e  c o n s u l t a n t  was a b l e  t o  conv inc ing ly  p o r t r a y  t h e  complexity 

of t h e  o r g a n i z a t i o n a l  dynamics, c l i e n t  ( p r o j e c t  s t a f f )  a t t i -  

t u d e s  could  q u i c k l y  t u r n  t h e  r econna i s sance  r e p o r t  i n t o  a n o t h e r  

d u s t  c o l l e c t o r .  

The r e p o r t  s t r e s s e d  t h e  i d e a  of muta t ion .  That  i s ,  a c t u a l  

s t a f f  i n t e r a c t i o n  d u r i n g  implementat ion w a s  q u i t e  d i f f e r e n t  

from t h a t  a n t i c i p a t e d  i n  t h e  o r g a n i z a t i o n  d e s i g n .  Correspond- 

ence was used t o  document both t h e  changes i n  formal  s t r u c t u r e  

and t h e  n a t u r e  of i n d i v i d u a l  behav io r .  For  example, memos 

showed t h a t  t h e  p r o j e c t  was moved o u t  of a  r e g i o n a l  o f f  i c e  and 

p laced  under a  n a t i o n a l  o f f i c e  and t h e y  a l s o  showed t h a t  cooperz- 

t i n g  a g e n c i e s  d i d  n o t  deploy pe r sonne l  a s  expec ted .  Extens ion  

agen t  r e p o r t  f lows were used t o  document t h e  n a t u r e  of o rgan i -  

z a t i o n a l  r e l a t i o n s h i p s .  I n  t h i s  c a s e ,  a c t u a l  behav io r  fo l lowed 

an agency-spec i f i c  r e p o r t i n g  p a t t e r n  r a t h e r  than  t h e  i n t e g r a t e a  

team approach d e p i c t e d  i n  t h e  des ign  documents and o r g a n i z a t i o n  

c h ~ f t .  I n  f a c t ,  t h e  geographic  d i s t r i b u t i o n  of s e r v i c e s  ( t r a i n -  

i n s  f a r m e r s )  w a s  l i n k e d  t o  i n d i v i d u a l  agency p r i o r i t i e s  r a t h e r  

than  p r o j e c t  p r i o r i t i e s .  

The c o n s u l t a n t ' s  r e p o r t  downplayed p e r s o n a l i t i e s  and empha- 

s i z e d  s t r u c t u r a l  i n t e r p r e t a t i o n s  f o r  d e v i a t i o n  from p l a n  and 

l a c k  of c o o r d i n a t i o n .  Moreover, it demonstrated t h a t ,  a l though 

t h e  o v e r a l l  p i c t u r e  showed a  withdrawal  from t h e  p r o j e c t  s t r a t -  

egy,  each  a c t o r  was behaving r a t i o n a l l y  and a c t i n g  c o n s i s t e n t  

w i t h  t h e  competing demands t h a t  were p l a c e d  upon him o r  h e r .  



During t h i s  i n v e s t i g a t i o n ,  pe r sona l  i n t e r v i e w s ,  d i r e c t  

obse rva t ion  and in fo rmal  d e l p h i  e x e r c i s e s  were used both  t o  

i d e n t i f y  a c t u a l  o r g a n i z a t i o n a l  behavior  and t o  de termine  what 

r ecords  miqht be used t o  document t h a t  behavior .  Thus, t h e  

p rocess  of c o l l e c t i n g  in fo rmal  d a t a  l e d  t o  t h e  s p e c i f i c a t i o n  

of t h e  necessa ry  formal  d a t a .  Fur thermore ,  low c o s t  r a p i d  

reconna i s sance  methods w e r e  a b l e  t o  i s o l a t e  t h e  performance 

problems which l a y  h ideen behind r o u t i n e  a d m i n i s t r a t i v e  reports 

and i d e a l i z e d  p lann ing  documents. 

Diagnosing t h e  Organ i za t i ona l  Dimension 

The exper iences  and approaches no ted  above can be b e t t e r  

app rec i a t ed  i f  t hey  a r e  p laced  i n  t h e  c o n t e x t  of t h e  organiza-  

t i o n a l  dimension of implementat ion.  

Organ i za t i ona l  d i a g n o s i s  c o n c e n t r a t e s  on t h e  l i nkage  

between r e sou rce s  and s e r v i c e s  and on t h e  jump from s e r v i c e s  t o  

behavior  change. Also of concern are o r g a n i z a t i o n a l  f a c t o r s  

l i m i t i n g  t h e  behavior-welfare  l i n k .  The f i r s t  se t  of l i nkage  

r e l a t i o n s h i p s  e n t a i l s  t h e  o r g a n i z a t i o n  of i n t e r a c t i o n s  among 

p r o j e c t  s t a f f  and between t h e  p r o j e c t  and suppo r t  i n s t i t u t i o n s .  

The second set  of r e l a t i o n s h i p s  a l s o  i n c l u d e s  b e n e f i c i a r y  o rgan i -  

z a t i o n s ,  such a s  c o o p e r a t i v e s ,  i r r i g a t o r  a s s o c i a t i o n s ,  secret 

s o c i e t i e s  and t h e  l i k e .  The t h i r d  se t  does n o t  invo lve  t h e  

Lnplementing o r g a n i z a t i o n  so  much a s  it encompasses b e n e f i c i a r y ,  

p r e d a t o r  and policymaking o r g a n i z a t i o n s .  



F ac to r s  t h a t  a f f e c t  t h e  l i nkages  between o b j e c t i v e s  a r e  

much more e l u s i v e  than  t h e  o b j e c t i v e s  themselves and, conse- 

quen t l y ,  l inkage  dimensions a r e  f a r  more d i f f i c u l t  t o  measure. 

For example, r ecord  examinat ion o r  d i r e c t  obse rva t ion  a r e  ade- 

qua te  methods f o r  de termining o b j e c t i v e  achievement: funds 

r e l e a s e d  i d e n t i f y  committed r e s o u r c e s ;  numbers of  f a rmers  

t r a i n e d ,  f i r e  hydran t s  i n s t a l l e d  o r  c a n a l s  b u i l t  i n d i c a t e  l e v e l s  

of qoods and s e r v i c e s  provided;  t h e  p r i c e  of e l e p h a n t s  o r  t i l e  

replacement  r a t e s  sugges t  t a r g e t  group behav io r ;  and t i n  r o o f s ,  

i n f a n t  m o r t a l i t y  and income l e v e l s  show wel fa re .  However, 

measuring coope ra t i on ,  uns t a t ed  p o l i c i e s ,  o r  p a r t i c i p a t i o n  i n  

d e c i s i o n s  may a l s o  r e q u i r e  c o n f i d e n t i a l  i n t e rv i ews  and in fo rmal  

d e l p n i s  because i n t e r p r e t i n g  t h e  s i g n i f i c a n c e  of o r g m i z a t i o n a l  

forms and d e c i s i o n  p roce s se s  i s  a  h igh ly  con t ex tua l  e x e r c i s e  

t h a t  r e q u i r e s  informed d a t a  which a r e  n o t  n e a r l y  a s  e a sy  t o  

o b t a i n  o r  i n t e r p r e t  a s  a r e  l e v e l s  of t a r g e t  achievement.  

Neve r the l e s s ,  it i s  i n  t h e  d i a g n o s i s  of t h e s e  dimensions 

t h a t  r a p i d  reconna i s sance  methods have t h e  g r e a t e s t  con t r i bu -  

t i o n  t o  make. The major s t r e n g t h  of  o r g a n i z a t i o n a l  r econna i s -  

sance i s  i t s  s e n s i t i v i t y  t o  c o n t e x t u r a l  nuance. Thus, what 

f i r s t  appears  as a major weakness becomes a  b a s i s  f o r  optimism. 

Table 4 p r e s e n t s  t h i s  d i s c u s s i o n  i n  a  more conc i s e  and 

compiete manner. I t  d i s p l a y s  the p rox i e s  noted  i n  t h i s  e s s ay  

a s  r e p r e s e n t a t i v e  of t h e  s e q u e n t i a l  o b j e c t i v e s  and l i n k a g e s  

conta ined i n  t h e  l o g i c  of p r o j e c t  implementat ion.  A d d i t i o n a l l y ,  
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each s t a g e  i s  r e l a t e d  t o  the a p p r o p r i a t e  d a t a  c o l l e c t i o n  methods,  

t h e  major  i n t e r e s t s  o f  o r g a n i z a t i o n a l  a n a l y s i s  a r e  n o t e d ,  and 

the r e l e t i v e  s i t u a t i o n a l  s e n s i t i v i t y  o f  t h e  i n d i c a t o r s  and 

s t a g e s  i s  i d e n t i f i e d .  

T h i s  d i s p l a y  s y n t h e s i z e s  t h e  c o n t e n t  o f  t h i s  p a p e r .  

Although the pape r  i s  an a t t e m p t  t o  b u i l d  on c u r r e n t  p r a c t i c e s  

2nd d e v e l o p  " l e s s  c rude  methods f o r  t h e  examina t ion  o f  i n s t i -  

t u t i o n a l  and d i s t r i b u t i o n a l   factor^,"^' much more remains  t o  

be done.  

4 0  Uma L e l e ,  D e s i q  f o r  Rura l  Development: Lessons from A f r i c a ,  B a l t i -  
more: Johns Hopkins U n i v e r s i t y  P r e s s ,  1975. Such examinat ions  shou ld  be 
conducted i n  a way t h a t  suppor& indigenous  c a p a b i l i t y  t o  conduct  and use  
them. See ,  Thomas Armor, Georqe Honadle, Cra ig  Olson and P e t e r  Weise l ,  
"Organizing and Suppor t ing  I n t e g r a t e d  Rura l  Development P r o j e c t s :  A TWO- 

f o l d  Approach t o  A d m i n i s t r a t i v e  Development," J o u r n a l  o f  Admin i s t r a t ion  
Overseas ,  October 1979. 



CONCLUSION 

The g e n e r a l  o b s e r v a t i o n s  r e s u l t i n g  from t h i s  d i s c u s s i o n  

a r e  t h a t  r a p i d  r e c o n n a i s s a n c e  methods d o  p r o v i d e  p u b l i c  adminis-  

t r a t o r s  w i t h  a  u s e f u l  t o o l  f o r  i n f o r m a t i o n  g a t h e r i n g  and t h a t  

s o c i a l  s c i e n t i s t s  s h o u l d  g i v e  s e r i o u s  a t t e n t i o n  t o  t h e  s t u d y  

and improvement of  e x i s t i n g  methods.  More s p e c i f i c a l l y ,  a 

number of c o n c l ~ s i o n s  and recommendations f l o w  from t h e s e  

o b s e r v a t i o n s .  

The f i r s t  c o n c l u s i o n  i s  t h a t  t h e  p r a c t i c e  of  r e c o n n a i s -  

s a n c e  o f t e n  o c c u r s  i n  an i n t u i t i v e  and u n a r t i c u l a t e d  way. T h i s  

i s  n o t  d e s i r a b l e  because  it l e a d s  t o  a s sumpt ions  n o t  b e i n g  

s c r u t i n i z e d ,  e x p e r i e n c e  n o t  b e i n g  s h a r e d  and methods n o t  b e i n g  

improved.  To a l l e v i a t e  t h i s  s i t u a t i o n ,  t w o  s u g g e s t i o n s  s e e m  

a p p r o p r i a t e .  F i r s t ,  when usincj r e c o n n a i s s a n c e  methods,  p r a c -  

t i t i o n e r s  s h o u l d  p r e - t e s t  t h e  s i t u a t i a n  by examining t h e  prob-  

l e m  c o n t e x t  and s t a t i n g  t h e  a s sumpt ions  l i n k i n g  p r o x i e s  t o  

phenomena. T h i s  c o u l d  a l s o  s t r e n g t h e n  t h e  a b i l i t y  t o  judge  

t h e  q u a l i t y  o f  an i n v e s t i g a t i o n .  Second ly ,  academics  s h o u l d  

s t u d y  t h e  c o n t i n g e n c i e s  t h a t  t e n d  t o  i n v a l i d a t e  d i f f e r e n t  t y p e s  

o f  i n d i c a t o r s .  Such s t u d i e s  might  improve d a t a  c o l l e c t i o n  

methods by i d e n t i f y i n g  warn ing  s i g n a l s  o r  p roduc ing  g u i d e l i n e s  

f o r  i n d i c a t o r  s e l e c t i o n .  

The second c o n c l u s i o n  i s  t h a t  r e c o n n a i s s a n c e  s t r a t e g i e s  

s h o u l d  n o t  be p r e s e n t e d  a s  i n h e r e n t l y  i n f e r i o r  o r  s e c o n d - r a t e  

Previous Page Blgsri:; 



alternatives. In some cases (such as organizational diagnosis) 

they may be preferred because of the type of data required for 

management decisions, because of their potential for collabora- 

tive problem-solving and decisionmaking, and because of budget- 

ary and scheduling constraints. Moreover, when conducted by a 

skilled practitioner, a rapid reconnaissance study can stand 

on the shoulders of those involved in long-term, in-depth 

research. Thus, by comparing and synthesizing traditional stud- 

ies and adding more immediate considerations, impressionistic 

techniques can often produce superior data for decisionmaking 

and administrative development. 

Two recommendations flow from this second conclusion. The 

first is that academic social scientists should study the 

tradeoffs between reconnaissance approaches and in-depth 

methods. Questions to be addressed might include: What are 

the tradeoffs in time, cost and accuracy and under what circum- 

stances and for what purposes is each alternative preferable? 

What combinations can capture the strengths and avoid the weak- 

nesses of each? Such studies would include the value of using 

comprehensive longitudinal studies to verify impressionistic 

surveys as well as the use of the latter to check the appropri- 

ateness of the measures used in the former. The second recom- 

mendztion is that practitioners should try different combina- 

tions and that they should view the promotion of reconnaissance 

skills both as an element of administrative development and as 

an objective of in-service management training. 



The t h i r d  c o n c l u s i o n  i s  t h a t  t h i s  e x p l o r a t o r y  d i s c u s s i o n  

h a s  been based on a s m a l l  sample of t h e  p r a c t i c e  of r a p i d  recon-  

n a i s s a n c e .  C e r t a i n l y  t h e r e  are many more approaches  i n  u se .  

They shou ld  be documented, c o d i f i e d  and c r i t i c a l l y  examined. 

Th i s  s u g g e s t s  t h a t  s c h o l a r l y  s t u d i e s  s h o u l d  f o c u s  upon t h e  f u l l  

r a n g e  of  e x p e r i e n c e  w i t h  r e c o n n a i s s a n c e  methods t o  i d e n t i f y  

t h e i r  s t r e n g t h s  and weaknesses ,  as w e l l  as t h e  c o n t i n g e n c i e s  

a f f e c t i n g  t h e  c h o i c e  of approach .  The j o i n t  t a s k  f o r  s c h o l a r s  

and p r a c t i t i o n e r s  would t h e n  be t o  improve t h e  s u b s t a n c e  and 

a p p l i c a t i o n  of  t h e s e  methods. 

I n  summary, r a p i d  r e c o n n a i s s a n c e  methods a r e  n o t  a panacea 

f o r  budget  c o n s t r a i n t s  o r  d e a d l i n e s .  N e v e r t h e l e s s ,  t h e y  do  

sometimes p r o v i d e  a p r a c t i c a l  a l t e r n a t i v e  t o  c o s t l y  o r thodox  

approaches  t o  s o c i a l  s c i e n c e  d a t a  c o l l e c t i o n .  Observer  a r r o -  

gance ,  however,  must be avoided .  Tha t  i s ,  t h e  ~ e r c e p t i o n s  and 

i n s i g h t s  r e s u l t i n g  from c l e v e r  r e c o n n a i s s a n c e  shou ld  n o t  be 

a l lowed t o  c r e a t e  an i l l u s i o n  t h a t  the v i s i t i n g  e x p e r t  h a s  dis-  

covered  t h e  T r u t h .  Al though qu ick  methods r e q u i r e  an under-  

s t a n d i n g  of h i s t o r i c a l  f a c t o r s  p r e c e d i n g  t h e  moment of a n a l y s i s ,  

t h e y  n e v e r t h e l e s s  p r o v i d e  on ly  a momentary s n a p s h o t  of an 

e v o l v i n g  s i t u a t i o n .  

When g i v i n g  r a p i d  r e c o n n a i s s a n c e  i t s  due r e c o g n i t i o n  as 

a l e g i t i m a t e  f o n n  of s o c i a l  s c i e n c e  d a t a  c o l l e c t i o n ,  t h e  impera- 

t i v e  i s  n o t  t o  make a v i r t u e  o u t  of n e c e s s i t y ,  b u t  t o  make t h e  

n e c e s s i t y  more v i r t u o u s .  S i n c e  r a p i d  r e c o n n a i s s a n c e ,  l i k e  



development administration, blends art with science, the chal- 

lenge is to make the science more practical and the art more 

disciplined. 




