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Managing a Rural 'Development Enterprise-

Query: How To Train for the Jobl 

Simon Will iams2 

Throughout the world, policy and financial support directed toward 

the rural sector is shifting emphasis from purely agricultural to \'1hat 

is generally designated as lIintegrated rural development." To quote 

from an infornal memorandum on "Human Resource Tr<lining for Rural 

Development in Latin American Countries,.11 prepared for discussion withir 

the Interamerican Development Bank: 

"In recent years, both latin American governments and aid 
agencies have become increasingly interested in the multi
dimensional, integrated type of rura1 investment projects. 
Such projects, generally designZ:ted as '-integral rural develop
ment ll or simply rural development (R.D.) differ in a number of 
respects from the usual type of agricultural projects .. The 
latter have typically focused on a single. aspect, (i.e., credit, 
irrigation, crop technology) \'Jhile R.D. projects tend to be more 
complex or ("systemic") and attempt to cover sim'lltaneously a 
number of aspects. Furthermore, R.D. deals not oltly with farm 
production~ but is concerned with upgrading'the economic per
formance and social well-being of rural people. In this sense, 
R.D. projects tend to be spatially-oriented, by concentrating 
on the incomes, employment and welfare of a given population in 
spr:"cific rural areas. Virtually all the multi-lateral and bi
lateral assistance agencies have ~trong policy mandates related 
to a cOlilprehensive attack on rural poverty, which favor this 
sort of an approach. 

lprepared for Presentation at the Conference on Appropriate 
r~anagement, Graduate School of International Studies, University of 
Denver, Denver, Colorado, May 8-9, 197G. 

2Director, Center for Agricultural and Rural Development, a divi
sion of IDEAS, Inc., Ft. Collins, Colorado; Advisor to and Founder of 
Coordinacion Rurlll, A.C., il subsidiary of the Grupo ICA, ~texico City, 
Mexico; and, Affiliate, Departlilent of Economics, Colorado St~t~ 
Uni vcrs ity. 
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Initially, such projects focussed on integrated agricul
tural promotion by providing severc,l of the essential compon
ents on an interrelated set of farm development (i.e.» land 
development,. credit, marketing, research, extension), but more 
recently the set of activities which make up the R.D. package 
expanded beyond farm production to encompass other needs of 
the rural population, such as social services (health, educa
tion, nutrition, water supply); economic infrastructure (feeder 
roads, electricity) and even linkages to the smaller urban 
centers (rural industries, service centers, storage and supply 
facilities, etc.). If the area in question is a watershed or 
another type of eco-system, R.D. investments may also include 
conservation measures and other ecological components. 

The majority of such R.D. projects have also become con
cerned with ne\~ institutional arrangements: the strategy 
gener~lly calls, on one hand, for strong peasant and village 
associations to insure 9rass roots support and self-help, while 
on the other, for decentralized a~ministrative mechanisms, in 
which the work of the various governmental agencies can be 
suitably coordinated at the action level and made more respon
sible to l~cal needs." 

The single most dominant obstacle to accelerating rural development 

the world over is the lack of managerial talent capable of and committed 

to th~ administration of rural enterprise. 

The single, outstanding cause of waste and project failure in rural 

development has been and remains the assignment of top management re

sponsibility to those without training in management. EverY\,/here in the 

world there is an awakening tfr the fact that agronomists or other tech-

nicians .•• economists or other social scientists ••• or politicians,. how-

ever skilled in their fields, do not necessarily make good managers of 

rural €.nterprise. Productivity increases tend to become ends unto them

selves and are equated to rural development. Planning tends to become 

an end unto itself and a "good" pliln thought to be automatically cata

lytic in the development process. National goals, fervently expressed, 

are Jssumed to generate progress among the rural poor and disadvantaged. 

So, individual elements of the process of rural development take on the 

image of the whole. At great cost. projects are implemented. At great 
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loss. resources re wasted and hope is dimmed. In the SUi total of 

cost/benefit calculations. there remains a negative quantity, expressed 

as the perpetuation and growth of human misery. 

Recognition is growing that rural development is a subtle~ complex, 

long term precess, subsuming technology~ marketing, finance, training, 

organization. human motivation, cultural form. political thrust, among 

other facets of individual and societal behavior and structure. Recog

nition is growing that the management of rural development enterprises 

calls for professional managers, with skills which are at once general

ized and specific in their application, e.g. ability to understand and 

appreciate the nature of all the constituencies inextricably involved, 

including the ~ural people at a project site, representatives of gov

ernment, technologists. industrialists, merchants, bankers, lawyers, 

accountants, teachers, humanists. unionizers, revolutionaries, reaction

aries, among other categories whose represen~tives overlap and shift in 

ti~ and place and importance; abili~ to handle inputs as investments 

for profit and to turn profit as money into gain for the rural benef'i

ciary of the enterprise; ability to relegate responsibility without loss 

of authori ty ••• to balance prudence and ri s k ••• to bear up tinder fa i 1 'lre .•. 

to admit to error ••• to make decisions ••• to plan for continuity beyorld 

personal tenure; among the myridd of other skills l'lhich have been de·· 

scribed as being basic attributes of the ideal manager. 
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An Illustrative Case from Mexico3 

For the purpose of the Conference, this paper will refer to rural 

development as an "enterprise," essentially a business enterprise. 

Since it is impossible to define preclsely what is meant by the term 

"integrated rural development enterprise. 11 the best definition is likely 

to be but a clear image, perceived from a description of an actual 

operating project which may then serve as a prototype. 

As stated, the enterprise is considered as a business, entered into 

for a profit, the product of which is rural development. The business 

creates jobs within itself and jobs for some of the rural poor. It 

catalyzes the creation of new wealth, from which it draws the income 

necessary to support its cost. The major portion of this new wealth, in 

the form Gf income and in the form of a growing body of capital assets, 

passes to the people at the project site. 

The new wealth generated derives, in part, from increasing th~ re-

turn on the capital normally found in rural areas, e.g. the land and 

skills of the peopl~. but which are underutilized. As well, wealth is 

formed as a result of input~ of fresh capital, invested inappropriately 

sized businesses which were nat there beforehand. Such businesses may 

be co~ercial, manufacturing or service in nature; they mayor may not 

be based on upgrading the value of agricultural raw materials. No mat

ter what its original source, all rew capital formed at the rural site 

becomes the property of the local people over the time necessary to 

3The case described is taken from work which began in Mexico in 
1965 and is illustrative of a process of rural development now being 
replicated throughout Mexico under the aegis of Coordinacion Rural, A.C. 
Too, current efforts to extend the application of tr.e method into 
Central America, as a test of the general utility of the scheme, arc 
being directed by IDEAS-Center for Agricultural and Rural Development, 
under the terms of a Development Program Grant from U.S.A.I.D. 
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recover equity from payments out of profit o~d to train the benefi

ciaries in.the arts and skills of maoagement and ownership. The enter

prise has the formal responsibility for training and to bear the cost 

of training. 

The mode·' rural development enterprise is a small to medium-sized 

operation, with less than 20 employees, even though it may involve it

self with thousands of people (hundreds of families) and with quite 

large land areas, e.g. in Jalisco, ~texico, the model manages approxi

mately 7,500 acres of lan~ controlled by over 400 farners in ten 

separate villages. To appreciate the play of problems and, "ence, the 

range ~f management capability required~ the model enterprise must be 

seen as being based on the following generalized characterizations of 

underdeveloped rural areas which, while very specific to the Mexican 

ambience, are believed to hold throughout latin America, Africa, and 

Asia. 

1. Every rural area selected by agents of change for a develop

ment project e~hibits two distinctly different but absolutely inter

related features. One, is that in the opinion of such agents, based 

upon knowledge not common at the project site, ~ the physical and 

human resources in evidence hold out the promise of increased produc

tivity and profit, if only what is known to do can be done. Two, is 

that rural people simply do not know how to deal with--to compete 

with--fight back against--forces external to the community which op

press and constrain. 

The management of a rural development enterprise must recognize 

both features and must relate to the changes necessary with great 

sensitivity and dext2rity. For one thing. the introduction of new 



6 

techniques with which to increase productivity requires the acceptance 

of changes in traditional \~ays, by itself a subtle and complex cultural 

shift, even if no other consideration than productivity and net income 

were involved. Dut more is involved. The net beneficial effect of 

agricultural development. for example, depends in no small way upon the 

management of the external forces referred to above. These forces in

clude the demands of the law, bureaucratic implementation of the law. 

financial arrangements, marketing systems, changing technology, cen

tralized control of education, political power, national objectives. 

among others. Managing these forces in the interest of the rural people 

is far more difficult than introducing productivity measures. The o~o 

together demand of the rural development enterprise a' level of manage

rial talent and a longevity of presence beyond anything heretofore con

ceived among the donors and receivers of development assistance. 

Without doubt~ the management skills required are different from and go 

far beyond the technical skills which are so often the context of man-

agement training programs. such as fiscal control, marketing, feasi-

bility analysis, purchasing, personnel relations, among others. 

2. Every rural site selected for a development project suffers 

from one physical handicap beyond correction, namely, the small size of 

the land holdings. No mdtter if in time the l~nd is brought to its 

optimunl productivity and maximum yield of income, the net result will 

still fall short of the goals of rural development. in the sense of 

bringing to a family of six or eight the means of so enhancing the 

quality of life as to have cherished hopes touch upon reality. So it 

is that the enterprise must have the capability of creating new and 

different sources of wealth, that is, new forms of productive businesses 
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\'/hich become owned and shared by the local people. This impc es on 

management an intellectual outreach far beyond the demands of agricul

tural developrr.ent. Thi!> IS not to say that the manager rm.::;t himself be 

sufficiently expert in an almost infinitely varied range of technology. 

Rather, he mus't kno\,1 of the need and have the capability of seeking for 

and recognizing the utility of new ideas ••• where to turn, how to evalu

ate, when to act. 

3. Every rural site selected for development suffers from yet 

anothe.· physical constraint beyond correction, namely, there is never 

enough land or other physical source of income, to go around, especially 

as the years go by and population grmoJth accelerates. How can the rural 

development enterprise deal with family planning? What can be done for 

the landless? Perhaps there are no satisfactory anS\'lerS to these ques-' 

tions but management cannot put them aside as watters of no concern. If 

concerned, what is there to do? Action may call for innovations at the 

frontiers of social revolution and beyond the pale of accepted economic 

theory. For example. in our needed rural development enterprise, con

sideration is given to diffusing the ownership of ne\oJly fonned capital 

in such a' way that the landless,. the most poverty-stricken, receive 

shares in exces~ of those with land. 

4. -Ruml people needing the help of a development enterprise are 

normally traditional in their values and social relationships, in such 

a way as to restrain change. Historically, change agents have dealt 

with local mores in one of two ways. The romanticists, working as they 

say "from the bottom up," have insisted that people know what they want 

and, really, know how to get where they want if only given the economic 

means. This school of operations teaches that outsiders, e.g. the 
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managers of rural development, have neither right nor should they main

tain the effort to induce social change ••• that is "Up to the people to 

help themselves." The authoritarians. to the contrary. claim that "top 

down" control is an absolute necessity if economic and social change is 

to take place when confronted with the tenacity of custom and the 

vagaries of human behavior. However, experience in the field. world

wide, indicates that most rural people need help. sustained and formal 

help, to help themselves; that while such people can and do articulate 

their hopes with clarity and passion, they must be encouraged. directly 

helped and often. at least at the outset of change, be "managed. II As 

well, it has been demonstrated beyond doubt that people in desperate 

need will often resist at all costs a dictation of social change. 

Authoritarianism, usually expressed ~ith arrogance and intolerance, 

fails in the rural development context. Thu~, given the need for man

agement to relate operationally to social change as the ultimate, 

priority goal of the rural development enterprise~ the demand on the 

manager is further extended. He'must reckon with the needs and desires 

of the local people~ be sensitive to their values and traditions, and 

resistance to force, yet understanding of theit incapacity to induce 

the changes so necessary to the achievement of their personal~ family 

and community aspirations. 

Without going more deeply into these four elements from which the 

design of our model rural development enterprise takes its form,4 the 

form itself is built up in the following sequence: 

4The implications of what is covered by each of the four points are 
both profound and complex in their inter-relationships. Space does not 
permit a further elaboration. Hopefully, a book on these implications. 
nO\,1 being started. will reveal them all and d~monstrate more clearly the 
necessary de$ign of rural development and the full scope of the demand 
on managemcn t. 



First, a development company is formed, intended to operate at a 

profit as a prcducer of integrated rural development. This company, 

called FORUSA, attracts its equity and loan capital from private and 

public sources, outside of the rural area to be helped. Diagramat-
... 

ically, the first step looks like this: 

.General Manager 
Professional Staff (7) 
ffice Support 
onsultants 

FORUSA is considered to represent the manager or promotor of rural de

velopment whose function is thought of as permanent. Initially and for 

any necessary per:,od of time, the General Manager and his technical 

staff come from Qutside the rural site. Whether or. not th-is staff is 

eventually replaced by local people is not a priority consideration. 

What is vital is that FORUSA and its staff become a living part of the 

rural corranunity ••• an everyday presence which is neither "top down" or 

IIbottom-up li in its relationships and which irrunediately as it is formed 

extends the capability of the community to deal ~~ith the world around 

it. 

Second, FORUSA organizes the first group of fanners who volunteer 

to place their capital (land and themselves) under management. This 

organization is vital to the proce5~ of development. Governance within 

the organization is under full 'ontrol of the fanners. However .. land 

of the members is aggregated for management by FORUSA. While land 

tenure relationships arc untouched, farmers under contr(lct yield control 
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of their agricultural practices to FORUSA. The management contract 

provides for three services. One, is technical assistance or farm 

management covering new technologYt credit and marketing. Two, is 

training. so that each member of the organization learns about the new 

technology~ about organization, savings, profit and, as time goes on, 

about political action~ the use of wealth for long term investment in 

diverse sources of profit and, the use of wealth, rather than its simple 

accumulation, for enhancing the quality of life in the community. 

Three, is contact with outside influences which restrain or encourage 

integrated rural development. The members of the organization, pay for 

the services and, in 50 doing, start FORUSA on the road to self

sufficiency, in terms of income to cover costs. The fanner organization 

itself is profit-making, with the members as shareholders and no shares 

may be sold to non-members. The organization receives, distributes, 

controls and is responsible for credit, derived from private and/or 

public banks. The banks must be persuaded to provide the· credit, since 

no collateral other than crop insurance is available. Diagramatically, 

the build-up by now may be shown this way: 

!Investorsl equity I [FORUSAI. wor~inL[[3anksl . . .. capltal 

Source of income 

Technical Assistance 
ement Contract {Training 

Interface with Outside 

I--_c.;...;.r_e_d_it __ .... " r anizationl-----+I distributes credit 
=~ 

I 

\(: \ 
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The banks give credit because FORUSA provides skilled technical 

supervision on a constant basis. The farmers pay for the services 

because the line of credit includes the contract cost and because with-

out FORUSA supervision~ the banks will not pr~vide the credit. FORUSA 

must charge tor its services in order to earn income, a necessary part 

of self-sufficiency and the only way to ensure FORUSA presence over the 

long term. 

Once the FORUSA-FARr·1ER ORGArHZATION-BANK relationships are es tab-

lished and new levels of productivity and income are attained, more 

farmers tend to join the organization and a dynamic element of enter

prise growth is set in place. 

Third, FORUSA enters the stage of new capital formation. Feasi-· 

bility studies are ur.c.'~rtaken. If the studies are interesting in terms 

of investment, FORUSA management proposes to the Board of Directors that 

new capital and loans be obtained to support the businesses to be intro

duced. If financed, 100 percent of the risk during the early years of 

development is taken by the outside investors since neither money at 

risk nor the concept of long term investment exist~ as a rule, among the 

people at the rural site. Diagramatically, the growth of the FORUSA 

enterprise may now be shown to be --

".0 j\V 
, \ 
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=~...".., .. _~C;;.;:o~nt ract 
Source of [. for serVice,'" Source of 

Forusa income. Forusa income 
orranunlt 

L..-------I Organization I.credit !Banksl 
~ew Investments 

Store, for example 
Agri c u 1 tura 1 ~tach i nery Center 
Dairyjf·1eat plant 
Oil liiiTl 
etcetera 

§r2~~~_E~~~~r!l. 
ne\·, 1 eve1 s of product; vity 
increased member income 
technical training 
organizational training 
values education 

savings 

crop diversification
upgradi ng 

In plan, all ne\oJ investments., once they are profitable, are bought from 

FORUSA out of profit, in the name of the farmer organization. These new 

investments are intended to provide a source of income for the landless; 

to diversify the income base of the farmers. and, to provide jobs. 

Finally, as the economic activity of the community is stimulated, 

as people are excited and can begin to take the necessary time to think 

of alternative ways of shaping their lives, the enterprise fosters or

ganization for social development. Whereas FORUSA itself is the prime 

source of ideas for economic nrowth, the community is the prime source 

of ideas fa r soc i a 1 change and FORUSA res ponds with techn i ca 1 help, fi

nancial help and formal efforts to use the change process as an experi

ential base for values education. Diagramatically, then, FORUSA in all 

its complexities, looks like this 
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Contract for [Caoital services 1 
Social Oraanization 

potable water 
sanitation projects 
plaza and other 

aesthet;~ projects 
youth projects 
values education 
school projects. 
civic cellt2r 
etcetera 

old projects 
transferred 

new projects promoted 
training for 

operation and shift 
in ownership 

The Characteristics of Management 

Production Or anization 
new levels of 

productivity 
increased income 
diversification of 

agriculture 
t~chnicaT training 
Clrganizational 

training 
values education 
other members than 

farmers 
savings 
investment - ne'", and 

self-generated 
ownership of enter

prise~; trans ferred 
by FORUSA 

Given the foregoing model of a rural development enterprise from 

Mexico and, assuming this model or something analogous is what must be 

managed anywhere in the world, what characteristics should the manager 

have. ideally, in order to bE effectivp.? 

For two years, in Mexico, a committee of rural developers, meeting 

with representatives of the Graduate Faculty of Business Administi4 ation, 

National University of Mexico, tried to confront this question. Cur

rently) jn Colorado. the IDEAS Center for Agricultural and Rural 

Development is conducting a seminar with staff and con~~ltants from the 

fields of learning dynami..:s and business management education. again 

seeking an answer which might contain both an adeQuate desLription and 

guidelines for a training program. The result of all this, to date, has 

been enlightening, amusing and confusing. For example, some of the 

"basic" characteristics so far ~ is ted are these: 



Controller 
Creative 
Systematic 
Cha ri smatic 
Problem solver 
Facil ita tor 
Coordinator 

Organizer 
Humanistic 
Leader 
Pragmatic 
Realistic 
Optimistic 
Entrepreneurial 
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Planner 
Articulate 
Decision Maker 
Sense of Humor 
Accountable 
Healthy 
Toughness 

Sensitiveness 
Openness 
Resilient/Elastic/ 
Tm~gh 

Sound in judgement 
Broadly interested and 

knowledgeable 
Supportive 
Loving 

Some of the t;JSk5 of management have been described in these tet'.1S 

Increase farmer income 
Increase FORUSA income 
Increase local participation/increase national participation 
Change values 
Improve utilization and conservation of resources 
Increase skills of political participation of others 
Skilled political participation by management 
Increase competence in dealing with outside forces 
Rationalize conflict 
Bring about new investments 
Effect the transfer of ownership/diffuse the ownership of capital 
Create farmer organizations 
Train in relevant technical areas 
Train in or~anization 
Develop new .nanagerial talent 
Enlarge partir.ipotion in decision maldrlg 
Motive staff~ fanmers and others 
Catalyze community interest in social goals 
Involve youth 
Relate the rural areas to regional and national activities and goals 
Inspi re hope 
Eliminat~ fear of change 
Demonstrate value of the FORUSA system and obtain public support 
Encourage replication 

Where in the world are managers. ideal or even a rough approxima

tion of the Ideal. to come from? Can people be found an~ can a training 

program be designed for them to the end of creating a pool of managers 

capable of forging a systematic and dynamic interaction of personal, 

cultural, social, political, legal, technical, financial and other 

economic factors? Obviously, practical considerations dictate some com

promise in defining both job and the necessary minimum set of character-

istic5 of the manager. 
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Vet ••• caveat emptor, let the buyer of compromise beware! To the 

extent that a project or program of rural development fails to take 

into account all the factors involved, as well as the manner in which 

their interdependency may shift with time, the risk of failure and 

wasted resources increases. Further. even if the system is taken into 

account and brilliantly integrated into a plan of action, the quality 

of management remains the critical variable affecting success. Intel

lectual brilliance combined with emotional instability; competence 

wi thout the abil ity to cOl11llunicate; moral conmi tment \'/i thout tenaci ty 

of purpose; success orientation so strong that fear of failure becomes 

obsessive; orthodoxy which constrains flexible responses to· unpredicta

ble events; these and other qualitative aspects of human behavior can 

dominate the odds that a project succeeds or fai1~. 

The Training Problem 

The traditional and essentially correct answers to the question-

where are the manager~ of rural development enterprise to come from?-

is: from trainirg institutions devoted to the purpose. The fact is 

that there is no such institution in the world, today. 

True', there are bits and pie::es of such training manifest every

where. 5':lOols of Business, Agriculture and Engineering,. as well as 

Departments of Economics, Sociology. J\nthropology and Psychology, all, 

to a greater or lesser degree provide skill and sensitivity training 

which could be basic elements in the equipment of a manager of an inte

grated rural development enterprise. The ConmomoJealth Development 

Corporation (England) offers some relevant training in its center in 

Swaziland. The U.S.D.A. includes some material in the courses offered 

I 
I! 
t. " 
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by its Foreign Development Division. The Project Planning Centre for 

Developing Countries of the University of Bradford, Bradford, England, 

does the same in special short courses .•. and so does the World Sank, 

in Washington, D.C. The Central Amerlca School of Business 

Administration in Honduras; the Ph.D. program in rural development at 

the Davis campus of the University of California; the bachelor1s degree 

program in the "management of agribusiness" at ~10nterrey,. Hexico,. 

Institute of Technology; occasional (ourses set up by ORT of Geneva. 

Switzerland; among others. also touch upon the training required. The 

Israeli Settlement Center in Rehovot; the Centro de Capacitacion del 

Desarrollo (CECADE) in Mexico; the Instituto Colombiano Agropecuario 

(lCA) in Colombia; the- Catholic University in Ecuador; the College of 

Agriculture in La Molina, Peru; the University of Costa Rica; the 

Universidad del Valle, Cali, Colo~bia·; these and no doubt other institu

tions in Latin America, Africa and Asia have all made course and program 

adjustments. which approach the training of administrators of ~ntegrated 

rural development enterprises. 

However, nowhere is to be found a relevant academic content, 

brought together solely with the objective of training the managers-to

be or upgrading the performance of current managers of integrated rural 

development. Such a curriculum, ifit is even thought reasonable to 

bring one together, has yet do be invented. In any event, <ldaptations 

to the trend away from purely agricultural development toward the more 

complex and demanding field ~f integrated rural development seem to have 

been largely ad hoc rearrangements of standard academic fare and, for 

good reason. To date, the necessary time, talent and financial support 

has not been committed to the task. 

/ 
.I\! 



Looking back at the list of the characteristics and tasks of a 

manager of rural development. a first demand on a training program is 

obviously care in selection of students. Many of the traits listed 

must come already packaged in the personality of the candidate. While 

somethi ng may' be knm-:n about hei ghtening a\'/areness of many bas ic human 

virtues and "'/eakness. there is little kno ... m about how to develop such 

characteristics through formal substantive courses. flo field of work 

could possibly call for a better balance of personality than the man-

aqement of rural development and~ hence~ no training institution de

voted to training in this field can turn its back on weaknesses in the 

process of selection of students. It is 'agreed that selection tech·· 

niques are notoriously inexact even when used; it is equally notorious 

that in education devoted to the Dbjectives of economic and social de

velopment even the techniques available have not been systematically 

used. Training for managerial respor.sibility in rural development 

clearly calls for: a) the best selection possible, now; and, b) a 

serious commitment to research leading to better methods. 

Beyond selection, a second demand not yet met is tr;~ call for novel 

content in the training program. Because so little research has gone 

into the justification of course de~i9n~ we have little cumulative 

stock of ~nowledge about what to teach or skill at teaching classical 

content, e.g. decision making in organizations~ group behavior. leader

ship and motivat'on, human resource management. economic development, 

development issues, politics and power, the nature and management of 

conflict, sociology, anthropology, among others found in the outlines 

of program after program, in a manner both relevant to the unique 



18 

management tasks of the rural developer and unforgettable in the future 

operational setting. 

Given weakness in the selection process, inexactness in the deter

mination of course content and inexpertness in teaching or adapting 

traditional courses to the particular needs of rural development ad

ministration ••• and, given the widespread lack of support for the neces

sary research on method, our own approach to training is taking the 

following steps; 

1. Candidates for managerial posts will have as a prerequisite 

for the job at least a college degree which reflects a reasonable blend 

of courses in the social and physical sciences; IIreasonable-" in the 

sense of satisfying the selection committee (itself a reflection of 

broad educ,ational inputs and a wide range of experience) that the base 

of an lIeducated man," has been forged, if not tempered. ~le are working 

to establish a clear image- of such a man, in the end with the intention 

of trusting our judgement rather than seeking for quantitative measures. 

2. Candidates will also be required to have at least two years of 

work e~perience, not necessarily in an administrative post. Favor will 

be given to those with more e~perience. Hm·/ever,. it is in the revela

tion of what the experience has meant in terms of the integration and 

utility of formal education as a tool for performance on the job, that 

we shall be searching for relevance to the job of manager of a rural 

development enterprise. 

3. Other than using education and experience as criteria of se

lection, we \11111 base selection techniques, e.g. tests and intervie~"s, 

on their value in identifying the personality traits we already have 

identified (together with others that may suggest themselves). Our 
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search for techniques of proven 'Jalue, however careful one must be in 

their use, will go on for some time yet; in any event, tests for 

knowledge will not be used, except indirectly and, possibly, in the 

course of interviews. 

4. Our "course" \,/il1 have as its goal the attainment of a clear 

appreciation of the total process of managed change as all that any 

training effort can aspire to achieve. It is true and undenianle that 

methods of effecting change should always be sought out, defined and 

tl'ansferred to new situations when possible. HOlllever,. a unique set of 

variables, which can confound the application of a preset formula for 

change. is always at work, as is demonstrated conclusively by experience 

in the field world over. Any training program (and particularly one of 

short duration) which concentrates on providing a hm'l-to-do-it handbook 

to cover every contingency in the field, is simply doomed to frustrate 

teacher and stude~t alike, and in design lacks integrity. Its goals 

are unattainable and should not be allowed to go unchallenged. Thus, 

a training program such as is envisioned must focus on achieving a 

clear, sensitive, unforgettable appreciation of what must be taken into 

account, but leave it to the adaptive intelligence of the learner to 

guide him toward greater effectiveness in his particular assignment. 

The" "adaptive intel1igence" referred to is most liable to see 

through to a ne~ level of understanding and to more efficiently apply 

new knowledge when generalizing from the specifics of real projects 

analogous to those in which the learner will find himself. Thus, in 

one form or another, experiential educational techniques will be used 

to highlight understanding. Most obviously, this will call for a mix

ture of vicarious contact with reality, through case studies and actual 
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contact with reality th:'ough field work. Ca5e studies 'in the classroom 

will serve to illustrate a much \'Jider variety of site conditions than 

is practical to introduce through field activity but, in practice, the 

intent is to alternate exposure to ensure that" the meaning of each type 

of learning contributes to the other to form a whole. Our way to help 

this process of emotional and intellectual integration will be to have 

field work take place at the actual sites from which cases used in the 

classroom have been extracted. 

Hm·/ever, case studies in the classroom, supported by field experi

ence, is not the only kind of experience judged important to attainment 

of the goal of a clear understanding of the managerial role in rural 

develop~ent enterprises. At least two other components of the training 

experience are thought important and will be built in to the experiment 

short course (time yet undecided) being worked out, namely: 

a. observation of and interaction with "the art of manage
ment" as practiced in complex, successful enterprises 
which mayor may not be located in the Third Horld, to 
the end of establishing an appreciation of management 
as a quality in the organization of human endeavor 
which can be understood and felt even though its es
sence may at times defy precise definition; and, 

b. contact with the totality of the rural environment in 
an inspirational way ••• in a way which attrncts to 
rather t!'!an causes rejection of 1 ife in the country. 
This phase of experiential learning is concerned to 
help overcome two obstacles to the acceleration of 
rura 1 developmen1: evr.ry\·/here, namely--one ~ is the 
difficulty of drawing educated, intelligent and sensi
the people into rural areas with a commitment to stay 
for enough years to make an impact--two, is the break
down of family life or the failure to make life 5uffi
ciently satisfyin~ so that the man, tile woman and their 
children make light of their deprivation and tak~ joy 
out of the poetry and endless creative opportunity for 
them all provided by nature and aspiring mankind. 


