Pw-ARN- 730/(;1

- 319454

The Cultural Appraisal ¢i Dévelopment Projects
by

Glynn Cochrane



Personal service with the \ﬁnntry of Overseas Development (ODM) in the
United Kingdom and consultant experience with the World Bank (IBRD) and
the U.S. Agency for International Development (AID) in Washington, D.C. pro-
vided opportunities for me to try to apply my social sciezic: tmmng to project
work. | am indebted to many peopie in those organizations: in the ODM, to
Derek Cudmore, “Bim™ Davies, Jim Tedder, and Tom Russell; in the IBRD, to
Bernard Chadenet, John King, Mudie Bimey, and Warren Baum; and in AID, to
Dan Creedon, Jonathan Silverstone, Robert Berg, Edward Cohn, and Dick Blue.

Ruth Willis typed the first draft of this book; Gail Fuller typed the second;
and Barbara Milier helped by proofreading I would also like to thank Mary Ann
Keenan of the State Univemsity of New York at Oneonta, Michael Horowitz of
the State Univemsity of New York at Binghampton, David Brokensha of the Uni-
versity of Califomia at Santa Barbara, Francis Lethem and Michael Cernea of the
World Bank, Polly Harrison of Catholic University in Washington, D.C., and my
colieagues at Syracuse University, Jim Vedder, Dennis Rondinelli, Pauline Ather-
ton, Michael Barkun, and Guthrie Birkhead—all of whom made comments on
early drafts.

While whet I have written does not necessarily reflect the views or opin-
ions of those who have helped. it inevitably reflects their support and encourag.-
ment.



Dedication

Acknowledgnents

List of Tables

List of Figures

List of Maps
Chapter

Introduction

Changes in Development Asistance Policy
The Logistics of Cultural Appraisal of Projects
A Methodology for Cultural Appraisal

Notes

Cultural Factors in Projects

Emphasis on the Manageable A.npech of Projects
Implicit Theories about Change

Common Errors Due to Cultural Varistion
Notes

Social Mapping

Criteria for Standardization and Conyergence
Identification of Groups

. Social Orgenization

Belief Systems
Wealth Forms

—

- s _ -
O = O D -} 3 SO w

oENEs 8



Chapter

Patterns of Mobility

Access to Basic Human Needs

An Analytical Deacription of the Poor
Testing the Definition

Reservaticns about a “Basic Needs* Policy
Notes

Project Design

Contextualism

Incremental Criteria

Minimum Participant Profile Criteria
Spread Effect Criteria
Motivation Criteria
Estimating Time Factors
Benefit Incidence
Communiration and Leamning
Design of Extension Efforts
Using Indigenous Organization
Conclusions

Notes

Learning from Implementation

Critical Behavioral Factors

Proximity

Project Qose-Out

Measurement

Conceptual Approach

Recognizing Social Change in Implementation
Notes

Data Requirements for Cultural Appraisal

Questionnaire Surveys
Participant Observation
Adequacy of the Data Base
Collection of Data

Reviewing Project Design
Introduction of New Crop Types
Resettlement Projects

36
87
37
38

49
Sl
85
60
62
66
69
69

71



Chapter

Irrigation Projects

Improved Livestock Projects
Nutrition Projects
Population Projects
Education Projects

‘Road Projects

Notes

7 Infrastructure {or Data Management

Government Structures

Information Constituencies

Contracting with Institutions

Institutionalizing Social Science for Development
. In-House Capacity

Conclusions

Notes
Index

About the Author

105
106
107
108
109
111
114

115

116
119
123
126
129
131
133

135
139



LIST OF TABLES
Teble

3.1 Land Use Related to Land Tonure, Smallhoidens in Budobe. Ten
saRia

8.2 Priorities of Howsshold Expenditure Heme
5.1 Behavioral Fectors Affecting Implementastion
5.2 Monitoring and Evaluation Procedures

5.3 Construction of Statistical Semples

$.4 Sumsiary of Cultural Appraisal Systems

6.1 Construction of Questionnaires

s 2 s e 32aesw &

6.2 Required Quantitative Baseline Measuren
6.3 Investigation of Land Tenure Patterns o0
6.4 Improved Water Supply, Upper Voita "

6.5 Time and Cost Estimates for Dsta Requirerments Rt

u

7.1 Sample Conmltant Roster Form _ }

LIST OF FIGURES

Figure
4.1 Calculating the Spread Effects of New fJairy Fanuing

4.2 Project ldentification

- T - B -

4.3 Allocation of Time to Daly Activities

9

4.4 Mobility Patterns

5.1 Time, Cost, and Performance for Behavioral Change

-
-

3

3.2 Impact Measurement with Four Varishles



UST OF N

3

L 8
e

8

L B

A Tt ey of Tenguoviha

Land Ler Rdtored 40 Land Tomusn. Smallheldon in Budohe, Ten-
aanp

Mvotivotzn of bovwd Covnge
heved Owgcametonn
Wekry Postmens

Netuse and Lasotum of Poserty

Sonplus st of haws) Mapping

K |

89
40

41

s MBI o

N TSR
<« M3 WE
- M3, NT

. ML NY

- I INY

- MY N T



CHANGES IN DEVELOPMENT ASSISTANCE POLICY

In the years since World War II, religious groups and voluntary organiza-
tions like OXFAM and CARE have been concerned with providing prompt assis-
tance to those who need it most. These efforts concentrate on medicines, food,
clothing, and chelter for the poor.’ Multilateral and bilateral aid usually have had
the longer-term objective of developing the economy, thus decreasing the future
need for development assistance. These officially sponsored efforts concentrate
on projects of an infrastructural nature: irrigation, cash crops, livestock, roads,
dams, and bridges.

AID’s Response

For a quarter of a century following the end of World War II, the U.S.
Agency for International Development (AID) and the World Bank (Intemational
Bank for Reconstruction and Development, IBRD) gave loans to Third World
countries to construct, ‘plant, end market the kinds of things they believed
would cause economic growth.

Immediate giving to alleviate suffering, on the one hand, and longer-term
development plans and objectives, on the other, appeared to complement each
other. However, by the late 1960s the development assistance community in the
industrial nations had become increasingly worried because official assistance
was not achieving its development objectives, for the rich in the Third World be-
came wealthier as the poor became more impoverished. The policy of transfer-
ring technology and finance from the rich nations to the developing countries
hzd not worked as well as had been anticipated.
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With the idea of achieving a more equitable distribution of the benefits of
development assistance, a new series of objectives and priorities for development
sssistance have been proposed. Efforts are now to be concentrated on the most
disadvantaged people in the Third World, those previously bypassed by aid.
These are the people referred to as “marginal”~the “bottom 40 percent.” Of
€c e, in aome countries the miserably impoverished are the bottom 80 or even
90 perceat. The new policies aim to introduce better education, effective popu-
lation programs, better nutrition programs, as well as economic programs to raise
incomes for the most distressed. Aid is now supposed to get where it is most
needed.?

Reflecting the shift in U.S. thinking, the administrator of AID, in an inter-
nal memorandum during January 1972, stated that

programmung economic assistance more directly to meet basic hu-
man necds, rather than primarily for overall country growth, will be
and essential feature of our redirected AID. ... We have leamed that
if developm: 1t is truly to occur, it has meaning only to the extent
that genui:.e benefits accrue to those in lower levels of the social and
economic otder.

U.S. bilateral foreign assistance programs since World War 11, like the mul-
tilateral programs of the UN agencies, had been characterized by an emphasis on
economic growth, measured in terms of increase in per capita GNP. This increase
was seen as being necessary to overcome the effects of increases in population,
to provide a surplus for further investment, and, if possible, to establish a growth
in consumer goods and services. Social development was usually linked with eco-
nomic development and consequently expressed as “economic and social devel-
opment.”?

During the growth-model era, economists believed that benefits might not
be equitably distributed during the initial stages of economic growth, but that
eventually they would be shared by all; that is, the “trickle down™ or “spiliover™
effect would occur. In the meantime, economic development would be scrved by
devoting relatively small amounts to the creation of social and physical infra-
structure through fostering community development, increasing the size and im-
proving romewhat the-quality of schools, spreading preventive health services,
and so on. Benefits did not trickle down, however. Instead, increasing economic
growth caused increasing social inequality.*

World Bank's Responses

Robert McNamara, president of the World Bank, commissioned a report
on recommendations for future directions in aid giving from Lester Pearson and
a number of prominent development thinkers.
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McNamara knew that population, education, and nutrition were linked
with economic growth; furthermore, he had planners who convinced him that an
attack on poverty caused by overpopulation, illiteracy, and malnutrition would
make sense in banking terms. Among the first things that Robert McNamara did
on assuming the presidency of the Worid Bank was to support lending for popu-
lation and education programs (he also appointed an environmental adviser in
1971). Barbara Ward cites McNamara’s 1emarks at the annual meeting of the
Bank's governors in 1971:

Among the 2 billion people living in the more than 100 developing
countries the Bank serves, there are hundreds of millions of individ-
uals barely surviving on th: margin of life, living under conditions so
degraded by disease, illi* :racy, malnutrition, and squalor as to deny
them the basic humzi necessities. These are the “marginal men,"
men and women living in “absolute poverty.” It is clear that devel-
opment efforts of the past, both by governments and by the Bank,
have simply not made an adequate contribution to the welfare of
this huge and growing group.’

The same sense of priotities has been gl:owing in ¢ .veloping countries. As a
communique produced at a Third World Forum, meeting in Karachi, January 5
through 10, 1975, said:

The real focus should be on the satisfaction of basic human needs
and on a meaningful participation of the masses in the shaping of
economic and social change; the policies of self-reliance should be
encouraged, with emphasis on e self-confident and creative use of lo-
cal resources, manpower, technology and knowledge, and with'a
growing stress on collective self-reliance between the societies of the
Third World; the concepts of development should embrace the polit-
ical needs and cultural patterns of their societies, so that life styles in
the Third World do not become a pale imitation of somebody else's
experience but a proud extension of their own value systems.®

THE !0GISTICS OF CULTURAL APPRAISAL OF PROJECTS

This book is directed toward those with responsibility for the identifica-
tion, design, and implementatinn of Third Worl! development projects; projects
whose benefits are intended to veach the pooresi in those countries. The focus is
primarily on the role of the project manager in both the public and private sec-
tors and, to a lesser extent, on relationships among participants, social scientists,
and nonproject officials; and on the ways in which those relationships help or
hinder tke project process.

\0
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To achieve the goal of better development projects one must steer between
the Scylla of “real world” concerns and the Charybdis of scholasticism. The au-
thor has been giving guidance on the cultural appraisal of development projects
for almost 20 years, first as an administrator with British development assis-
tance, then as a consultant for U.S. AID and the World Bank.” His experience
has inclined him to the view that standards of cultural appraisal will improve if
. the focus of efforts to improve is upon the project process and how project man-
agers and socicl scientists can work together. A message directed either to social
scientists or project managers alone would be inadequate.

Social scientists and project managers have different work habits. A proj-
ect manager concerned with projects must constantly give opinions and form
judgments in an imperfect world. What the civil servant often wants is a social
scientist who is prepared and able to give informed judgments and opinions in a
manner that can be understood during the early stages of project design, and
who is prepared to concentrate not only on past problems with a particular proj-
ect but also on suggestions for better projects in the future.

Social Science and the Project Process

What social scientists need is a methodology to help them know the kinds
of issues and information that should be communicated to project managers. So-
cial scientists are often reluctant to commit themselves until they have all the
necessary data. The academic wants to see greater use made of social science
methods and techniques that show a high probability of contributing to allevia-

 tion of pressing human problems. However, it is not realistic to expect that every
development project can receive expert social science acrutiny. Therefore, social
scientists must leam to communicate more effectively with project managers.

Project Managers and Social Science

Also needed is a methodology that permits project managers to know,
more than they do at present, when they need help from social scientists. There
are standard tests for projects on financial, economic, and environmental
grounds.® The same standardization can be useful for cultural analysis. Too few
social scientists are involved in asystematic mannerin project work. For example,
& population project in one country, or part of a country, may have & manager
who feels he needs a social psychologist; the same type of project in another
country or area can have a project manager who does not feel the need for any
social science input. Cultural appraisal is too often ad hoc or ad hominem.

A
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Cultural Appraisal Capacity in Developing Countries

It may seem odd that officials in Third World nations often need help in
undertaking cultural appraisal in rural areas of their own countries. They need to
be able to organize, analyze, and focus the skills they do have. It is frequendy
the case that these officials have been trained overreas and thai in their own
countrics they have lived in social environments far removed from those that are

to be affected bv projects. Many of those who wark for bilateral or multilateral

development assistance agencies are also more familiar with social conditions in
industrialized countries than they are with the lives of those who have been by-
prsed by previous development assistance efforts in rural areas of the Third
World.

Cultural factors can no longer be thought of as extrinsic to project design
project design has to conform to and take account of the social landscape. Cu'-
tural factors are project design. This means that the role of the project manager
assumes a ncw importance. Either project. managers will conduct cultural ap-
praisal of projects themselves or, recognizing that a project has certain complexi-
ties, they will obtain social science expertise. Therefore, the project manager’s
skill in making an initial determination about the cultural aspects of a project is
critical.

AMETHODOLOGY FOR CULTURAL APPRAISAI;,

The decision to allczate resources within a developing country to particu-
lar projects that will benefit particular types of people is inevitably influenced
by political considerations. This book concentrates on what should happen after
such decisions have been made. Before individual projects can be identified, the
nature, location, and magnitude of social distress must be analyzed in a cultural
context. National plans and country programs, which are considered in separate
chapters, often zely too much on macroeconomic data and have in the past said
little about social and cultural characteristics of the people. This information
must be obtained if cultural appraisal is to be satisfactorily executed. Social
mapping techniques that can be used to disaggregate and overcome these defi-
ciencies are explained in Chapter 3.

In Chapter 4, the author suggests that a standard series of critcria for han.
dling cultural factors be created for project design. These criteria could be used
by social scicntists in structuring advice so that it can be appreciated by project
managers. They might also be used by project managers in determining need for
expert social science help.

Chapter 5 describes principles and processes of implementation, seeking to
emphasize the changes in project impleinentation that occur as a consequence of
increased consideration of cultural factors. This chapter also provides standard-
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ized criteria that can be used to improve the relationship between social scien-
tists and project managers. Discussion stresses the advantages of adopting an ex-
perimental approach toward projects designed to reach the poorest.

Many project managers want to know how to obtain good quality data and
timely consultant guidance: many Third World countries already have the neces-
sary resources, but these are not used to full advantage at present.

Advice on how to select and brief social scientists for project assignments
and how to interpret their reports is provided in Chapters 6 and 7. Commenta
are also made on the advisability of obtaining different kinds of social science
expertise. .

No magical formulas emerge. There can be no assurance that the guidance
given here, if followed, will result in better projects and more situations where
poor people can participate in the benefits of development projects. There are
many instances where people have changed, and will continue to change, despite
minimal attention having been paid to their culture. Such neglect is not only
morally and ethically reprehensible, it is also poor planning. Experience has
shown, however, that it is more useful to pay attention to culture, and resources
are wasted if this is not done.

The author should make it clear that he does not regard Third World peo-
ple in rural areas as necessarily irrational or fatalistic. In many instances respon-
sibility for lack of change in the circumstances of very poor people rests with
governments at national or local levels. Sometimes donors who say they want to
help the poorest people in developing countries continue to finance projects
whose main beneficiaries are the already well-off. Practically, however, one
knows that development projects represent an opportunity for change that must
involve both community members and central or local govemment officials. This
book aims to show some of the possibilities for cultural adaptation and innova-
tion among community members and the ways in which project procedures must
change in order to achieve a mutually beneficial working relationship.

In the absence of any operationally useful theory of social change the best
that can be done is to produce a project system made up from a series of criteria
that, if assessed by project managers, increase chances for project success. The
cockpit drill a pilot performs before takeoff is not a theory ahout flight, ov take-
off; rathier, it is a safety device to minimize risks. The method here advocated for
the cultural appraisal of projects is similar. What is needed is a system that can, at
the same time, increase project managers® awareness of cultural factors and in-
crease social scientists’ awareness of the requirements of the project process.

This book is not intended to present an account of how detailed, in-depth,
and finished social science or project management analyses actually look. The in-
tention is not to tumn project managem into social ecientists or vice versa: the in-
tention is to create conditions where social scientists and project managers can
collaborate in order to implement their shared concem for project quality.

The appraisal system presented in this book can accommodate varying lev-
els of project complexity; that is, it can be used by project personnel engaged in
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international missions on behalf of bilateral or multilateral development assis-
tance organizations, by Third World civil servants, or by officials of voluntary or-
ganizations acting as project managers in remote rural areas. The system has also
been designed to accommodate different levels of manpower skills, that is, an in-
ternational team or alocal team. Experience has also showr. that cultural appraisal
can be integrated with other project analyses—financial, organizational, and eco-
nomic—without any undue delay or increase in cost.
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Comprehensive project information dealing with cultural factors is not
normally available. Even when available it may not be used. Many project mana-
gers feel that there is litde order and structure in cultural accounts, and their
project managers” attempts to simplify such accounts have not been notably suc-

cessful. The nature of cultural information can be bewildering for project mana--

gere and, consequently, important factors, from the point of view of projects,
mauy be overdooked in what appears to be a universe of data. The project mana-
ger searches in vain for a norm, the average—some form cf standardization.

The social scientist searches for the unique response that university life re.
wards, yet this means that five social scientists asked to give an opinion about
the vame project might well give five different responsies. This does not give proj-
ect managers much assistance or confidence. Ther~foce, project managers tend to
uze social acientists for confirmation, to “gild the lily." A small number of social
nlzntists capable of dealing with cultural factors now do project work, but they
sre often used in self-defeating ways; for example, the social scientists are con-
sulted after the main features of project design have been decided.

Socially relevant projects are small and messy and may well g0 wrong.
There is pressurc in many development assistance organizations for large “show-
ol projects requiring large sums of money.! Social scientists and their concems
are thought to delay projects too lung and to complicate projects unnecessarily.

EMPHASIS ON THE MANAGEABLE ASPECTS OF PROJECTS

Attention is often focused during the life of projects only on physical in-
frastructure—the building of dams, construction of clinics~and on the amounts
of money obligated:
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The emphasis on investment expenditure as a propellant of develop-
ment, though misleading, is comforting. It absolves people, espe-
cially those responsible for pe'icy, from considering the possibilities
and coets of operating on the basic determinants of material ad-
vance. It encourages the facile belief that such advance is possible
without the qualities, attitudes, and efforts which it has required
elsewhere—in other words that econoniic development is possible
without cultural change.?

Obviously, thore is & need to puy systematic attention to cultural factors
in projects. Development projects are intended to create opportunities for poor
people to make a better way of life for themselves. Those who are burdened by
large families are offered contraceptive facilities; those who have low incomes
are offered employment or the chance tc produce more crops. What is impesiant
is not the fact that there may be need fora project, as appreciated by national or
international civil servants, but that, through appropriate project design and im-
plementation, people can and will take advantage of the project opportunities
offered to permanenty change their lives. Unless popular attitudes toward con-
traception are altered and remain altered after the project is over, a population
project will fail. Unless official methods of appraising the cultural dimensions of
projects change, such projects will continue to fail.

Another example of inadequate cultural appraisal concems the need for
low-income housing in St. Louis, Missouri, in the 1960s, which was met by con-
stuction of the Pruett Igoe complex. Vandalism and crime reached unbearable
levels. It was the failure of the des:gnera to anticipate that tenants would not ad-
just their behavior to unfamiliar high-rise living that eventually forced the aban-
donment of the project.’ Sociological reseaich before construction might have
revealed the inappropriateness of such housing for the community mvolved

IMPLICIT THEORIES ABOUT CHANGE

Although seldom stated in such a' way, it is a fact that all development
projects arc founded on the premise that one can predict and produce social
change. The theory of aocid change contained in most development projects is
quite simple—a combination >f need and supply: if people who want money are
shown how to get it, they will adjust their behavior accordingly; if people who
have suffered from discase and malnutrition are shown better ways, they will
adopt those ways. Each project contains an explicit or implicit stutement about
how social change may be accomplished. ‘

Increasing prices for agricultural produce, demonstration of benefits, or
erection of facilities are commonly thought of as ways to produce social change.
Since World War 11 and the rise of economic analysis in project work, the prevail-
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ing theory among project managers for social change, insofar as it has w.cen ex-
plicitly stated, has been based on economic “rationalism™ and the presumed
logic of the situation.* People with no money are presumed to want jobe, those
with large families are thought to desire contraception, ambitious parents are as-
sumed to want education for their children, and so on. However, it is doubtful if
such assumptions can be universally made:

What the native of any country, and the representative of any cul-
ture is ultimately, even if unconsciously, interested in is self-asser-
tion and self-expression. He may want some of the advantages of civ-

~ ilized knowledge, but he will inevitably want to make use of them in
the rhythm of his life and in a society he has inherited even if it is a
modified society !

If the lives of very poor people in Third Woild sécieties were similar to
those of poor people in industrialized ‘countries it would be useful to assume
that decisions would be made by project participants to maximize their mone-
tary retums if given an opportunity to do so. However, where conditions are not
comparable because cultural factors differ from those of industrial countries, the
persistence of a “rational” theory of change leads to misunderstanding that can
affect projects adversely. People in developing countries do not always want the
kind of life that people in industrialized countries want, as illustrated by the fol-
lowing story:

Wahinua went to work for the agricultural officer at Kira Kira as »
cookboy in 1960, a.short while after the death of the “big man™in
Tawani village. At the same time Wahinua’ two nephews joined the
Public Works Department in Kira Kira as labourers.

They worked for six years until they had saved enough money to
buy thirty pigs; then they stopped work and returned to Tawani vil-
lage. All moneymaicing activities in Tawani village ceased. No copra
was mide because all the coconuts were required to make puddings,
and no vegetables could be taken to Kira Kira market because they
were also needed for the feast.

Wahinua had always been an extremely hard-working man and,
over the years, through ¢ntering into a large number of reciprocal re-
lationships, and as a result of shrewd marriages he had a large num.
ber of people obligated to him. By calling on these people at one
time to tepay their obligation Wahinua was able to organize the giv-
ing of a feast.

A very large feast was made and Wahinua gained the status of “big
man.” The total cost of the feast, which lasted only for one day, was
$1,200. Wahinua had had a choice: instead of making his feast, the
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amocnt of money he had saved through hard work over the years
could have been used to purchase European goods. But Wahinua had
chosen the status of “big man” rather than the kinds of goods that
had made up the “cargo™ of “Marching Rule.” This experience
raised a doubt as to whether the Solomon Lslanders really had a
Europeanized pattem of material wants. In Wahinua's case posses-
sion of status had been more important than possession of wealth,®

COMMON ERRORS DUE TO CULTURAL VARIATION

In this chapter a case is made for raising the existing leve! of cultural ap-
praisal of development projects. Failure to assess adequately the importance of
cultural variation can be broken down into three common kinds of error (with
some obvious overlapping): ignoring factors of sufficient-magnitude to make it
unlikely that a project will achicve its intended effect, making false rssumptions
about culture that preclude project success or minimize long-term results, and
utilizing false measurements or statements that exaggerate project impact.

Ignored Factors

When cultural variation is ignored and analysis leading to corrective action
does not occur, projects may fail to reach their goals; for example, if people do
not use immigation waters, this may be due to cultural factors and not simply to
poor engineering of the ditches.” Assumptions that are basic to project success
may be insufficiently tested: for example, when it is assumed that sufficiently
high price incentives to increase agricultural production will end local resistance
to change. Insights that mightincrease project replication may be missed if proj-
ectstaff believe that, when contraceptive technology is more fully developed,
population growth can be controlled effectively. Causes for failure to achieve
project verification are often cultural rather than technical. Opportunities are
lost when cultural factors are ignored.

Two decades ago, culture was seen as an obstacle, a barrier to be over-
come. Those subscribing to this approach talked about “change agents,” that is,
project personnel who could be sent into areas to change culture: “Studies ...
called one set of persons ‘planners,’ ‘initiators,” or ‘change agents.”. . . The other
set. .. were simply supposed to accede gratefully to the well-intended ministra-
tion of the former.™

In the same vein, there is still some talk about “human constraints on de-
velopment,” that is, the existence of supposedly inappropriate attitudes, beliefs,
and values, as well as complementary institutional structures. The results of that
kind of thinking are projects like Hilton hotels. Each hotel, no matter in what
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country it is located, has more or less the same construction, more or less the
same facilities. The concession that is made to location is usually to have porters
and doormen in colorful local garb and to have a few local rugs and artifacts in
the lobby area. In the same way, projects dealing with roads, agricultural credit,
and £0 on, when designed by persons who ignore cultural factors, tum out to be
similar in most countries. People who believe in fitting universal project designs
into particular cultures ask in what way a country conforms to their previous ex-
perience. The more important question is: In what way does a country depart
from previous experience?® Technical soundness is vital to projects; but when
technical considerations dominate to the exclusion of cultural factors, there isa
danger that cultural factors affecting participation will be ignored.

Cultural Values Clash with Project Values

There are social conventions that discourage participation in development
projects. In parts of South America some peasants regard increases in material
possessions as antisocial. In such communities, the popular view is that the
things in life are in short supply. Each person should receive a share of the good
things of life. Anyone who acts in such a way as to do better than his or her
neighbors is thought to be scting in an antizocial manner. This concept is re-
ferred to as the “image of limited good. ™'

Fatalism and Apathy

Urugvayan livestock projects aimed to provide stock and fencing subsidies
to very pour people in an effort to raise income and improve ruutrition. However,
the people concerned possessed a strong sense of fatalism that made their partici-
pation impossible. Fatalism has, in other parts of South America, made very
Poor people tum away from resettlement projects, since joining such projects re-
quires a certain amount of confidence. In India, the existence of a similar belief
~that poverty and illness are one's inevitable, God-given fate~has made poor
people avoid medical facilities or participation in economic development proj-
ects. Of course, not all poor people possess either fatalism or the sense of “lim-
ited good, " but enough do to warrant investigation of such cultural factors.

The manager who says that he wants to help the poorest but does not al-

ter his project design to make wllowances for the debilitating consequences of
poverty is engaging in a classic instance of “moving the target to hit the bullet.”
Inability to innovate or adapt i not always the outcome of a belief system; it
may be produced as a consequence of hunger and malnutrition, or poor project
design and implementation. Those who have not eaten and are weak canncit
make the same kinds of buoyant, confident, entrepreneurial decisions as the
well-to-do. Persons who have been bypassed by previous development assistance
projects may have litde confidence in official assistance and are not likely to risk
their meager resources on an official project.
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‘Hom'lityvand Strife

Cultural factors can intrude even where poor people do wish to perticipste
in development projects. The Wainoni land development projects on the iland
of San Cristobal in the South Pacific gave landless peasants 20 acres of land snd
provided coconut seedlings and agricultural advice in order to incresse cash in-
come. The project was also to absorb immigrants from erowded inand actes.
From the start the project was plajued by litigation that was so tedious and pe>
tracted that several years passed without project goals being reached. Eventually,
the project had to be abandoned. The litigation over land buundaries was han-
dled by local courts, which appeared unable to resolve the problems.

Conflict was all the more odd to the govemment since the 20-acre plots
had been meticulously laid out by govemment surveyors using the letest meth.
ods. What went wrong? Settlers came from bush areas high in inlend mountain
ranges. Each man had an anc=stral shrine in the middle of his land that he would
visit on a regular basis. Peasants defined the boundaries on their ground by its
center. They practiced shifting cultivation in a circle around the shrine. The
outer perimeter of the ground was not defined. The need to visit the shrine and
family food needs defined plot size. Thus, the people failed to grasp the new
concepticn of squared-off boundaries, and endless urdenstandable conflict arose.
This practice of defining plots by their center rather than by imagnary boulike
lines on the property alxo has been noted in Africa and South America. '

Farticipation Calls for Abnormal Response

A population project in South America fuiled when it relied on condome
as the sole contraceptive technology: among those people, men used condoms
only with prostitutes, so the project was doomed through choice of inappropn.
ate technology. A project to build matemity clinics on South Sea islands started
by local midwives failed through unsuspected causes. People in the asea were
promiscucus. Tradition required a woman to reveal the names of her lovers just
before giving birth. Failure to confess was thought to expose the woman to mal-
presentation of the fetus, or she might be scized by a shark while bathing in the
sca. Women were unwilling to confess to a local midwife. The problem was
solved when midwives from other islands were brought in to staff the clinics.”

Rationalism is not universal. For example, following Wordd War Il Britain
needed all the egr the country could get for a war-tom, hungry population. The
most efficient way to get those eggs was known to involve the battery syetem,
that is, placing hens in small cages, force-feeding them, and regulating the light.
ing. The British did not take to the system because they felt it was unduly cruel
to animale. A similar exercise of irrationality caused a malaria eradication project
to founder in West Africa. People would not retum from their gardens or work.
places to open their houses for spraying teams. People were avoiding the sprayers
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despite the fact that they did not like malaria. They had discovered that DDT
spray, when left on the walls, eventually entered the bodies of small lizards. Lie-
ards were ther eaten by pet kittens. The DDT attacked the central nervous sys-
tem of the kittens and they died. People liked their pets more than they wanted
the benefits of the malaria eradication program, but they were anxious not to of-
fend powerful government officials and so did not tell them.

Incentives for Participation Are Meaningless

Ignorance of social arrangements often leads the designers of projects to
assume that the society they are dealing with is an institutional wilderness either
possessing no institutional structures suitable for economic and social develop-
ment or possessing institutions considered less suitable than those that serve in-
dustrial countries. In a Sicrra Leone agricultural project go create marketing fa-
cilities, an elaborate govenment-run organization was created. The new struc-
ture ignored the entrepreneurial role played by women's voluntary associations
in West Africa, and resources were wasted. A road maintenance project in Af.
ghanistan foundered because maintenance crews were made up on & countrywide
basis. Men on maintenance crews often had to travel long distances from home
and had to spend considcrable periods of time away from home. Afghanistan has
a number of highly independent ethnic groups and members of each group like
to stay near their homes. The problem was alleviated when road crews were lo-
calized and made responsible for road maintenance within their own ethnic areas.

A European businessman was trying to conclude a deal in an Indian bazaar
for delivery of 1,000 brass trays. The price in the bazaar being 12 rupees apiece,
he asked what the delivered price would be for his bulk order. He was amazed to
hear the trader say it would be 15 rupees u tray, and asked why this was so. The
trader replied that that was to compensate him for all the extra inconvenience.

Many housing projects have wasted scarce resources because of insufficient
atter.tion paid to local living arrangements. For example, housing projects in In-
dia put the kitchens outdoors, with the result that the kitchens were not used
because couking facilities should not be in a separate building.

Nutrition projects have failed in South America on many occasions be-
cause planners did not appreciate the difference between “cold” foods and *hot”
foods. Some foods that are thought to be *“cold,” such as fish, cannot be eaten
in the evening. The idea of ‘“hot™ and “cold™ varies but has great influence on
people’s dietary patterns.’> Many South Americans also think that vitamins are
very powerful, and it is difficult to get pregnant women to take vitamin supple-
ments. Projects paying insufficient attention to cultural factors have produced
the wrong kind of flour for making tortillas and have tried to induce people to
drink milk, which they felt was bad for their health.
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False Azsumptions

Unfounded assumptions make it impossible for projects to reach their
goals. In Peru during the 1968 reform movement, land was taken from the very
rich landowners and managed by the army. Benefits of the land reform were
eventuclly sup posed to be felt by the impoverished, landlese day laborers. How-
¢ 2r, under the management of army officers productivity fell sharply in about
80 perrent of the expropriated areas, thersby worsening the conditions of land-
less day laborers. With respect to those latifundia, government had failed to ap-
preciate that rich people are not simply rich because they have money. Rich peo-
ple are, in part, successful because they are rich in skills, education, and so on.
Poor people, on the contrary, are often poor in skills. Reform movements can
take money from rich people and give it to poor people, but they cannot instan-
taneously take skills from rich people and give these skills to the pcor. Any proj
ect concentrating on social change by means of the transfer of physical resources
from rich to poor is probably unwise.

Some nutrition projects have failed because the manner of food distribu-
tion within houscholds was not understood and was assumed to be equitable,
For example, in Jamaica men get the largest share of meat at the family meal.
There is no point in concentrating on increased food production unless the in-
crease will reach those who need the food most.' The unfounded asumption
behind many projects intended to improve nutrition is that the benefits are
reaching the right people.

Employment Produces Negative Effects

Unfounded assumptions about culture are perceived as good things, so
much so0 that they are often not vigorously checked. For example, employment
is assumed to be heneficial in any kind of project and any location. Employment
is usually questioned only on its economic merits: Would capital-intensive meth-
ods be preferable to labor-intensive methods?

Yet, there gre, inevitably, negative effects stemming from increased em-
ployment, since the social dimensions of employment are almost always ignored.
Whe e employment forces migration, asin southem, eastern, middle, and westemn
Africa, an exira burden is placed on women. The crime rate in villages denuded
of able-bodied males may increase. Employment tends to be directed toward
males at the expense of female participation. Employment, as Lord Hailey first
noted in his African Survey, also s :ves to weaken ties between gencrations in
traditional areas undergoing rapid social change.'® Young men are no longer de-
pendent on their elders for bride price; old men have few ways to gain money
and so lose power and prestige. Tension between generations increases, and old
people are no longer cared for by their relatives. As Raymond Apthorpe states,
“This atratum . . . most depends on traditional social relations of kin and mutual
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aid ... ; [nonworking older] peasants suffer most when these are abrogated, just
- th?; are lesst able to withstand the depredations of tax collectors or lané-
lords.

What relevant skills and attitudes are created and sustsined through em.
ployment generated by projects? Little of permanent value may accrue to com-
munities wherein projects are located. An example is employment created by
road projects sited in an agricultural community. The skills and techniques
learned on the project are not of a kind that participants will find useful in their
normal agricultural pursuits. Job requirements of a project should integrate with
jeb requirements for males in the project community once a project is termi-
nated, otherwize the belief that employment effects are a benefit may be un-
founded.

Road projects in westem Kenya assumed that wages eaned in construc-
tion and maintenance wonld be used to buy food and to provide the necessities
of life for the workers' familiea. Ln fact, wages were vsually gambled away and
large sums were spent on beer.!” Pattemns of expenditure of wages ure, like other
cultural pattems, the product of experience. It is too often assumed by project
designers that project participants will immediately adopt the expenditure pat-
temns of labozers in industrialized countries. However, for people who have not
lived by using money, the fimt attempts to do so can be harrowing. Many recent
immigrants to cities quickly become malnourished. In rural areas thev did not
have to buy their foud. Faced with the prcblem of buying food, they often
spend too much on foods with little nutritional value.’®

Moda! Participant Is Not Representative

In many cases project design assumes that participants can reach the level
of productivity of outstanding individual farmerc Projects to grow bananas in
Fiji and coffee in Kenya both used successful independent farmers as their
model participants. It was assumed that, given the project opportunities, others
could reach the same level of productivity. But the successful individual entre-
preneurs in many of those instances were persons whe had severed their social
ties. They did not feed or lend money to their poor relatives—they did not
share what they had. Those models of behavior were responsible for a level of
econnmic performance that project designer considered worthy of emulation,
while local people caw a pattern of social performance that was considered de-
viant.” Accumulation of resources is only one side of the coin—distribution sys-
tems that meet local convention are equally important in project design.

Benefits Are Not Used as Anticipated

Agricultural projects in Papua New Guinea concentrated all their pubi.city
on how producens who sold more could afford to buy material goods. While pro-
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duction increased, profits were used to buy trucks to take relatives to market,
boats to take friends fishing, or they were spent on large parties. Resources were
not invested but were distributed conspicuously in accordance with traditional
norms. The unfounded assumption was that, once increased productivity was
achieved, consumer attitudes would change.

False Measurements

False measurements mistakenly assess the magnitude of social change pro-
duced by projects and the time taken to achieve thos: changes. Project design
has inevitably reflected the cultural sssumptions of industrial countries. One
such prominent assumption is the need to have large projects with massive im-
pact. While it is possible to see the intellectual attraction of such conceptions as
“takeoff into economic growth,” “redistribution with growth,” “the green revo-
lution,” or “reaching the poorest overseas,” a convincing case can be made that
these are cultural manifestations of industrial countries. These theories are popu-
lar, in part, because they show the intellectual potency of industrialized coun-
tries. Development ideas promising immediate and dramatic breakthiroughs have
always besn popular in industrial countrics, back to the days of the infamous
groundnut schemes of the British in East Africa.

It is difficult for industrial countries to comprehend the hopefessness of a
situation in which progress in handling the problems of Third World countries
may have to br: measured by how little the situation has degenerated, rather than
by how much one has advanced. The cultural antecedents of industrial countries
lead to the assumption that the spplication of science and techknology, allied
with the fruits of experience, can improve any situation.

Projects often promise much more than they can realistically achieve—in-
flated claime are made, effects are exaggerated. This is understandable, since
project papers are not to be considered scientific documents, but rather docu-
ments of advocacy, aiming to persuade.

Time Required fo: Social Change

Most projects are supposed to last from three to five years. The life span of a
project is obtained by estimating how long it will take to complete the physical
dimensions: buildings and bridges take time to construct, fertilizer may have to
be applied and a certain level of productivity may have to be achieved, people
may have to be trained. The duration of a project is usually determined by such
calculations.

In Africa, Asia, and South America projects repeatedly fail when advisers
and funds are withdrawn before participants have leamed to manage on their
own. For example, a resettlement project in the Pacific took Gilbertese from the
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Central Pacific and left them in the fertile Solomons. Each family was given a
plot and expected to grow its own food as well as some cash crops. Agricultural
advice was kept to a minimum because the ground was so fertile and local people
could assist the settlers. After some months, the project was a clear failure and
the settlers had to be put on rations. The trr«.slation from coral atolls to volcanic
atolls, from scratching out a hare living to abundance, was more than could be
quickly mastered.

~ Project managem often have to design projects without any clear idea of
siitable project duration. A project to introduce wet rice-growing techniques
into Liberia would, it was thought, undoubtedly produce benefits, since existing
dry rice production techniques were inadequate for the country s necds. But Li-
berians do not like wet rice techniques. How long would adoption take? Projects
were mounted before any answer to this question was known. The project failed
within the budgeted time period.*°

Imfommce of Cultural Impact

All projects are aupposed to have a substantial impact on critical problems
or needs. The justification for a project tends to be the contribution that it can
make to the broader situation. If this contribution is to be made, then two
things must happen: very poor people need to be involved as participants and
the kinds of innavation or adaptation represented by the project must have a po-
tential to spread to other arcas with similar problems.

In the Caqueta resettlement project in Colombia, each settler was to be
given title to ten hectares of land if he followed the directions of the extension
service. Settlers were selected from among those who had already shown that
they could help themselves. Those selected were then given official assistance un-
der the provisions of the project. From a managesent point of view the decision
to help those who had demonstrated that they were “worthy ™ of help seemed
sound. From a development point of view this selection of participants was less
acceptable.

If assistance, went to those who had demonstrated self-sufficiency, what
would happen to thowr who were not selected? If the well-off were to be given
project assistance, how were the very poor to catch up? If the well-off were out-
standing and were helped, what was to happen to those who were not outstand-
ing? The logic used by managers selecting participants made for a successful proj-
ect, but it also necessarily lessened overall impact of the project.?! If develop-
ment is indeed the contribution made to the overall situation, it would seem that
a project couid be a success in economic and social terms used in conventional
project analysis and yet be a failure in terms of its contribution to development.
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sions of projects is the undertaking of a national inventory of cultural resources
and human needs. Attitudes, values, and beliefs should be viewed as important
resources for adaptation and change, rather than as constraints and obstacles.
Such an inventory serves a number of functions. :

A knowledge of cultural resources can highlight those problems that can
and should be solved, given the level of resources available. Decisions about proj-
ect location may become casicr, as may those concerned with project size. In es.
sence, such an inventory can create, at the national level, the cultural equivalent
of macroeconomic data,

Most national development plans fail to take important cultural factors
sufficiently into account. As o consequence, there can be waste when a social
scientist is initially asked to analyze the cultural dimensions of a project. The so-
cial scientist must relate Jocaj Project considerations to national considerations,

Projects may not be located in the best areas—those areas with the greatest num.
ber of poor. Projects may lack replication or spread effects. Many of these conse-

quences can be attributed to a failure to collect and analyze macrolevel cultural
data before tuming to project identification,

CRITERIA FOR STANDARDIZATION AND CONVERGENCE

Some degree of uniformity and predictability is necessary in evaluation of
the cultural dimensions of Projects. This can increass Project managers® ability to

20
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recognize both situations requiring social science expertise and those where ap-
praisal can be carried out with existing v>sources. The range of social sciences is
considerable and there is wide varistion between types of social scientists. Stan-
dardization »~ convergence between project rnanagers and social scientists can
be achieved ' / interrelating criteria to form a common reference framework.
Criteria hould lend themselves to quantitative, as well as qualitative, interpreta-
tion. These criteria would constitute a national inventory of cultural resources,
and must be estahlished before project decisicns are taken.

Project managers can then ask that rucial science consultc.. fit their re-
ports to the criteria. Social scientists, in using such criteria, will have a clearer
idea of the kinds of infurmation sought at the niacro- and microlevels, even
though individual social scientists may have limited familiarity with the develop-
ment organization. Project managers can then, also using the criteria, be more
confident about contracting for, evaluating, and using the consultant reports.

The criteria for a national inventory of cultural resources are as follows:

Identification of groups—secking the identification and location of social groups.

Social organization—describing types of indigenous social organization.

Belief systems—evaluating the significarce of ideological considerations for the
project proczss. '

Wealth forms—describing types of wealth people try to accumulate, and their
funct’ ns.

Patterns of mobility —secking the establishment of pattems of movement for po-
tential project participants.

Access to basic human needs—creating an analytical description of the poorest
together with an assessment of the causes of extreme poverty.

The inventory process produces macrolevel social data, focused on the
poorest people in the country. It is vital to appreciate that, at minimum, each of
the criteria must be satisfied. Unless this is done, the ensuing project design may
well be faulty. These criteria are interrelated in ways that have vital conse-
quences for project design. Instead of cultural dimensions being thought of, as
they too often are, after the main details of project design have been decided,
cultural factors must become an important part of project design. They are in-
trinsic, not extrinxic, variables.

IDENTIFICATION OF GROUPS

If scarce project resources are to be allocated efficiently to achieve maxi-
mum impact at minimum cost, then the number, identity, and location of poten-
tial project participants must be analyzed. Most potential project participants liv-
ing in rural arcas of Third World nations derive cultural identity from member-
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ship in ethnic, religious, or political associations. Sc<' 1 yroups in a country
should be identified and mapped out if they appear to i« distinctive groups (as
are the Hindus versus the Muslims), with mutually unintelligible languages, op-
posing political parties or tribal groups, or different ethnic identities—groups
that, for some reason, act on the kosis of a perceptior of their difference from
other groups. See Map 3.1 for an cxample of tribal groupings. When tensions

exist, each group may need a separate project. For example, in Liberia it would

not be possible io mount a project that included Mande speakers, Mandingos,
and Christians. Tensions among the groups are considerable and cooperation
could only be achieved at great cost. Where tensions are great, special project
design will be necessary.

Group Delineation Defines Project Parameters

Sometimes well-known divisio:.s are not sufficiently articulated in proj-
ects. During project identification in North Aftica, Berber, Taareg, or Maghreb
populations need to be distinguished from the descendants of Ilamic expunsion
of the sixth and seventh centuries; in Nigeria th-cre has been tension at times be-
tween the Islamic north and the Christian south of the country:in Sierra Leone
there has been tension between the Mende and Temne people; in Fiji there has
been tension between Indian descendants of immigrant plantation laborers and
native Fijians. Other divisions are less well known. Medical extension work in In-
dia suffered when attempts were made to have extension personnel move be-
tween Brahmin and untouchable clients within the same village.

Population figures must be disaggregated and replaced with numbers tied
to distinctive groups. Since social cleavages are in many instances stronger than
the ties, it is never sufficient to give aggvegate data, such as that “x" thousand
live in the northeast region. Delineation of social groups shenld also indicate the
size of the population: invelved: these may range from hundreds of tiousands,
su~h as the Ashanti or Zulu of Africa, down to a few hundred, as in the case of
an Australian aboriginal band or group of bushmen in the Kalahari Desert.

Group Delineation Indicates Project Impact

Occasionally, the differences are vital for project ontcor>. For example, a
project to rescttle the entire tiree villages of the Phioenix wlands was threatened
with failure when the Protestant villages refused to cooperate with the Catholic
village. The qucstion arises: Will a project designed with the social characteris-
tics of one group in mind have a beneficial impact on other groups that are not
on friendly terms with the project participants?

Group delineation is necessary to identify potential spread and replication
effects of projects. Unless group delineation takes place, claims about the possi-
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ble impact and spread effects may be highly inaccurate. For example, if it is
claimed that 60,000 people will benefit from a project because that is the re-
gional population, yet social mapping shows that there are only 20,000 in one
group and no friendly contacts with groups in contiguous areas, social mapping
will be useful in checking the accuracy of project claims. Social mapping is very
important during identification and desizm of projects,

Countrics such as Tanzania and Kenya have exzclien: sural surveys capable
of providing this type of information. In other instances, social mapping may
take from two months to a year to sccomplish. Social mapping should be en-
trusted to experienced social scientists (see Chapter 6).

SOCIAL ORGANIZATION

Rather than assume that existing institutions and forms of organization are
inappropriate, it is necessary to assess the nature and scope of those structures so
that every opportunity may be taken to use what already exists. Using familiar
organizations is much less' wasteful than creating entircly new structures. Rela-
tionships involving property and the production and distribution of pgooils and
services are important. Are land and property, movable and immovable, held by
tribes, lineages, families, or individuals?

Property Holding

Where projects create or attempt to change property rights, these changes
should relate to the existing environment.! Inheritance patterns are uniform in in-
dustrial countrics, but this is not the case in most Third World countries. Gener-
ally speaking, rights to immovable property descend either through meles (patri-
lineal) or through females (matrilineal). Both matrilineal and patrilineal patterns
of inheritance, in their traditional forms, may be found in a country alongside
the pattern common to industrial countries. Matrilineal and patrilincal property
systems involve related members of a tribe, clan, or lincage. See Map 3.2 and Ta-
ble 3.1 for examples of nonindustrial-type inhcritance pattemns.

Muslim patterus of inheritance in many countries emphasize division
among all eligible huirs. On occasion this can result in excessive fragmentation of
property. Even sirgle tcecs have heen subject to this law: one writer noticed an
entry in the Sri Lanka decds registry for one three hundred and forty-sixth of a
yak tree.? This inheritance pattern is the product of a time and place in which
different circumstances prevailed.

Forms of property holding need to be mapped out for the country, focus-
ing on areal distribution. Once this has been determined, an assesstient of expe-
rience with “partibility "~the breakup of group or family property through indi-
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- Guinea. The Tolai Cocoa Project (TCP) was a non-profit making in-
stitution. Each Tolai grower who wished to have his wet cocoa beans
processed and sold by TCP, registered with one of the fermentaries,
which paid cash on delivery, kept a record of quantiti:s involved and
paid a final settle-=:nt after the consignment had been sold and op-
erating costs deductzd. In spite of its obvious advantages to Tolai
cocoa growers and the pride they took in it, the project began to
face serious competition from European and Chinese tradets scon af-
ter its inception. The drift away took on increasing proportions. As
Tolai cocoa production increased so increased the proportion sold to
independent traders. According to the customary inheritance pattern
2 man’s sister’s son rather than his own son had first claim to inherit
his property, crops, money and all. In order to circumvent the tradi-
tional pattemn of inheritance and give their own sons a better start in
life, many Tolai tried to avoid having records of their property and
eamings: they planted part of their matrilirecage land with cocoa
without registering the trees and sold the wet beans clandestinely to
Chinese traders who, unlike TCP, kept no record of payments. This
enabled their sons to accumulate the proceeds from cocoa sales with-
out leaving any evidence of the amounts involved. On the old man’s
death his own matrilineal kin would thus not be able to claim the
money as theirs.

There were many conscientious and shrewd Tolai elders who were
keen to insure the project’s success and disliked the idea of selling
their cocoa to independent traders for less meney than the project
paid. Yet they were caught in a dilemma end could not see a way
out. The conflicting pulls, emanating from their customary inheri-
tance pattem on one hand and from their attachment to their own
sons on the other, account for the apparently irrational and irre-
sponsible behavior of many dignified and respectable Tolai men.

On the basis of this analysis, Epstein postulated in 1969 that unless the
project abolished growers® sales records, the drift away from the project would
continue. Shortly after, the project was reorganized and sales records abolished.
This successfully reduced the proportion of Tolai cocoa sold to independent
traders.®* Ron Crocombe has provided an organizational analysis of such socie-
ties, as follows:

Pacific island societies have neither the degree of internal cohesion
provided by common religious and defensive goals, which facilitate
extremely comprehensive cooperative action, as in Israeli kibbutzim,
nor the powerful external sanctions of the Russian Kolkoz. There is,
nevertheless, a strong disposition toward joint action, usually by kin-
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based groups, for particular purposes. There may be a case for coop-
erative land holding, the independent family farms held from the co-
operative, giving security of groups’ cohesion combined with free-
dom of individual action in the operation of the farm. . . . The evi-
dence sugzests, however, that exploitation of farms by a joint or co-
operative work {uree is likely to be [unsuccessful].$

Oh the other hand, vil palm development has been s highly successful enterprise
in Malaysia. In that country farmers are literate, their social structure permits
cultivation of palms by residential family’ units, and there are sufficient land and
capital to ensure that the projects can be widcly replicated.

BELIEF SYSTEMS

The form and content of ideological systems deterthine the nature of the
types of opportunities that can be offered by development projects. Muslim,
Hindu, and (hristian belief systems, for example, correlate somewhat with atti-
tudes toward projects. What raust be evaluated and mapped out at the rational
level is the effect of various belief systems on the relationship between sexes,
modemization, reproductive behavior, health, and food pattems. Each ideolog-
cal system presents different opportunities for change and adaptation. Fthnic
and religious groups, living in different parts of the country, may have different
attitudes and beliefs with respect o reproduction, health, or economic develop-
ment.

Relationship between Sexes

Development projects have frequently placed women in a less favorable
position than was traditionally the case. Women in rural areas have, in effect,
been bypassed by the development process. Women have not been able to eamn
money in a convenient manner. Industrialization has usually given work to men
instead of women because women cannot always leave their children. Further-
more, industrialization has often been restricted to the educated, and women
have not had the same educational opportunities as men.

Women have becn underrepresented in agricultural extenzion services.
Though women may perform a great deal of agricultural work, projects have
tended to ignore their role and have concentrated on males. Such negative ef-
fects on the status of women are among the unintended consequences of social
change. For example, introduction of Christianity has often meant removal of a
traditional taboo on sexual intercourse for two to three years following the birth
of a child. One of the consequerces of this is that female nutritional status has
* sometimes suffered.’ ‘
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Attitudes toward Modemiization

In addition to fatalism or the “image of limited good™ mentioned in the
previous chapter, there may be a range of different attitudes toward modemiza-
tion. These may vary significantly depending on their geographical location with
respect to political or religious associations. What are the desired symbols of
modemization? Are they education and a whitecollar job, material goods,
money, access to better health, or opportunities to leave home and go to the
city?

If possible, peoples’ desires should be ranked and recorded for the whole
country, together with any significant variations. In this respect, it is important
to see if women's wants are significantly different from those of men and if age
differences elicit different patterns.

Attitudes toward Reproductive Behavior

In India there is evidence that anxiety to have a surviving son in sreas with
high infant and child mortality rates has been responsible for large family size.
In other parts of Asia and South America a large family has been looked on as a
form of insurance against old age. Family size may also be perceived as an indi-
cator of male virility or female utility. Even a desire for inmortality can affect
reproductive behavior: in parts of East A’rica 28 man who dies without issue is
considersd more dead than he who leaves heirs.

What is the social meaning attached to having or not having children in var-
ious parts of a country? Does family size vary significantly with the income of
parents? Do rich or well-educated people have smaller families? Are religion and
location significant factors?’

Attitudes toward Health and Food

Knowledge of belief systems may be an important prelude to satisfactory
health projects. If disease is attributed to intrusion of an evil spirit in the body
of the patient, the indicated solution is extraction of the offending spirit. If ill-
ness is thoucht to result from soul loss, manifestly the problem is one of restor-
ing the wandcring soul. (n neither case is recourse to modem health rucasures a
logical move. An awareness of the reasons belind such rejection of health ser-
vices assists the professional personnel materially in taking advantage of oppor-
tunities to change and in substituting the concepts and practices of modern med-
icine for those of the traditional culture. It is generally easier to gain acceptance
for modern practices, such as the use of injections, than it is to instil! under-
* standing of the concepts behind them: yet, until the latter is a2complished the
graft of introduced medical culture is not genuinely established.

&

/
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What types of food are popular and which are disdained? Local beliefs
with respect to foods provide useful clues for those who prepare educational ma-
terials. Why is fish disdained? Perhaps because of religious attitudes it is not re-
gerded as “trve” food. The same may hold for pork and lard, as a consequence
of which they are only alightly exploited, even though they are available. Preju-
dice al. 2 plays an important part in limiting diet and should, if prominent in a
country, be recorded. Why does a mother refuse to give her small child cooked
animal blood, even when the latter is plentiful, inexpensive, and obviously nutri.
tious? It may be because che believes that the child who consumes blood will not
leamn to talk. Or perhaps the blood is considered more fit for sacrifice to the su-
pematural. Why is there a widespread prejudlice against raising pigeons for food?
Poesibly it is because of the conviction that they bring bad luck te the house-
hold. Why, in some areas, are beans seldom eaten? It may be because they are
thought responsible for liver ailments.'®

 WEALTH FORMS

Project managers have to consider what kinds of incentive are to be of-
fered. The number of items that are considered to be wealth must also be
mapped out on a national basis. Money income is measured in units that can be
added, multiplied, divided, and so on, whereas criteria of well-being among very
poor people are often collective in nature and cannot be thus quantiﬁcd.'? This
suggests the inadequacy of global quantitative assessments of income without
complementary qualitative interpretation of social and geographical groupings
that reflect distinct social meanings, as assigned by those whose circumstances
are quantified.

Inadequacy of Monetary Measurement Alone
Many things that affect the well-being of very poor people are not in the

market: cultural integrity and social or community solidarity, parent-child rela-
tionships, religious attitudes. The performance of traditional rituals can be

thought of as income. Similarly, health, nutrition, and education bencfits are not -

materiglistic or quantifiable. Individual money incomes may be high or low and
this fact is not easily or obviously related to the availability of and satisfaction
with health, education, or nutrition services. These group sentiments are charac-
teristic of many traditional societies and, once eroded, cannot easily be replaced.

Income distribution figures do not usually show how income is distributed
with respect to variables such as ethnicity, social class, education, aptitude, geo-
graphical location, and :o0 on. Each society has a set of religious, political, and
ethical rules—some formal, some informal—that determinc who gets what, and

< ——Sa———
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why. In reality, much income distribution data describe income averaging rather
than income distribution.

Wealth and Social Values

In traditional rural communities the following have been recognized as
forms of wealth: livestock, vegetables, produce, nuts, timber, magical spells to
produce fertility in gardens, ivory and animal teeth generally, shells, cloth and
trade goods, and salt. These forms of weulth are not general media of exchange;
rather, specific forms of wealth may’ only be used in particular social transac-
tions. For example. ivory might only be used for bride price, while vogetables
might only be used to purchase timber. The use of various wealth forms must be
understood in their local setting. In many rural areas, money has limited iunc-
tions, such as for payment of licenses, taxes, or bride price (see Table 3.2 for an
example of expenditure patterns).

In troditional agricultural communities, 8 man’s reputation may be the
most valuable thing he possesses. Status may be much more imporiant than poe-
session of wealth forms or money income—prestize and admiration may be
ranked above material goods. The results often seem odd to the outsider but
they have an internal logic and consiztency when the social context is gravped.
Such values may affect the success of development projects, as in the following
example:

Traditional wealth forms are often preferred to money. Geoffrey
Masefield recalls that as a young and inexperienced agricultural offi-
cer in Uganda, newly-posted to a remote district among an unfamil-
iar tribe, [he] was instructed by the Govemment to open the first ag-
ricultural experiment station in the district, and was provided with
money to purchase, among other things, the best local cattle he
could find for a foundation herd with which to practice selective
breeding. [He ] bought some young bulls without difficulty, but then
found that, such was the social prestige attached te owning numbers
of cattle, no stockowner in the district would sell any female animals
capable of producing offspring, much less the best ones. Eventually
[he] acquired a herd of which half the female animals had to be
bought outside the district and were therefore unaclimatized, and the
remainder were stunted, maimed, or thought by their owners to be
barren—hardly a good start for what was intended to be s model
herd to be further improved by selected breeding!*?
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PATTERNS OF MOBILITY

Analysis of mobility patterns at the national level can aid conceptualiza-
tion of extension arrangements to be included in the design of projects and, as
with data on groups, where projects can he most advantageously located. For ag-
riculture it may be necexsary to consider not only human movement but also the
distribution and siting of transport, credit, and marketing components. For a
population project such considerations as location and overall geographic cover-
age of medical stations would be important in estimating the number of people
likely to be affected by the project.

Patterns of movement at the national level can be broken dovin by signif-
cant participant activity (agricultural, trade, or religious, and the iike) so that
the most frequented place of personal contact (with opinion leaders, especially)
could be identified.!> Where scasonal activities are involved, the time of the year
and the length of time involved can be of assistance. Fishing or harvesting activi-
ties are often seasonal: so, too, may be employment provided by tourism. If
Project extension activities aim to involve as many people as possible, then proj-
ect managers must consider such scasonal migratory factors.

In West Africa, for example, over lurze areas all farmers live in villages
(“nucleated settlements™) from which they travel on foot or by bicyele to work
their farms, though by no means every day and often only for a short time. In
East Africa, by contrast, there are large areas in which every farmer lives in an
isclated house on his owr holding and where villages do not exist. The effects of
these two systems on aziicultural extension work are very different. In the West
African case, it is rare that an extension worker can find the occupant of a bad
farm actually working the land when he happens to pass by, and he is therefore
denied the opportunity to discuss soils, crops, and animazls on the spot; however,
the village system makes it easy to gather together an audience of farmers for a
talk or a demonstration. In East Africa, it is much easier to find the farmer on
his farm because he lives there, but it is much more difficult to collect the scat-
tered clients at a central point for a group session.

A similar obvious connection between social arrangements and extension
work exists in the case of many grazing areas. Over most of Africa it is the cus-
tom that land not under crops or fenced is available to any local stockowner for
grazing. It is impossible in these circumstances for the extension worker to ad-
vise any single individual to spend money or effort on the improvement of open
pastures used by his stock by such measures as irrigation, drainage, or fertilizer
use. If the individual does so, his neighbors® animals will move in and take ad-
vantage of the improved growth of grass and he will get a little reward for his ef-
fort. The extension worker therefore knows he has to affect group behavior or
concentrate on getting pastures fenced before they will be improved. !

Best Avallable Document
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ACCESS TO BASIC HUMAN NEEDS

Who are the poorest, how numerous are they, and where are they located?
What access to basic necessitics do they now have? Indicating sccess is a process
of showing the existing availability and utilization of the basic necessitics re-
quired to sustain a minimum standard of living. Data should indicate the availa-
bility of income-caming opportunitics, food and shelter, and services for educa-
tion and hcalth care, with particular reference to poor rural populations. Health
care.should not only include preventive and curative measures for characteristic
diseases but also adequate supplies of potable water.'

Schools and hospitals are often sited near administrative centers whoee lo-
cations were determined during the colonial period when concern was with the
maintenance of law and order rather than with development. When assessing ac-
cess and utilization data, it is necessary to make sure that the types of service of-
fered are appropriate: for example, service by male medical technicians to Mus-
lim women may not be acceptable. Counting effectiveness in terms of the num-
ber of doctors per thousand prople, without knowing whether the usual kinds of
health problems call for a ductor’s skill —or if doctors will visit sick people living
some distance away, or if the sick will visit the doctors— is not very helpful
cither. Likewise. estimating health ~-re.in terms of hospital beds, while some-
times useful is less 80 in cultures that consider illness a consequence of fate or
that place a high value on caring for sick persons at home through use of tradi-
tional remedies.'®

Data on provision of access and the extent of utilization are not enough.
One must know the reasons for those figures. Utilization is best understood by
finding out what the service offered means to the prople concemed. Data may
show that a lergs number of hoarding schools may have been built with “x™ ca-
pacity. But such schools may ke unpopular and underutilized. Boarding schools
are often used to schieve rapid change in pupils by taking them away from what
educators feel to be the diluting influence of their “uneducated™ parents. Per.
haps the school system is too closely tied to one religious denomination. Perhaps
the school system concentrates on one ethnic or tribal group by using their lan-
guage, inaking other groups unwilling to attend.

AN ANALYTICAL DESCRIPTION OF THE POOR

As shown in Chapter 2, it is extremely dangerous to assume that creation
of access to benefits will sulve the problems of the poorest. A solution to human
needs must rely on a knowledge of cultural resources. Poverty is not merely a

matter of not having things or accesa to them; it is also a matter of how people-

. behave in particular cultural contexts.
Unless analysis of the nature and causes of poverty takes place, fundamen-
tal misconceptions about why people are poor will persist. It used to be acom-
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mon accusation by the British that the Malays of Malaya were “lazy™ farmers
uninterested in improvement, contrasting unfavorably in this respect with immi-
grant Malay farmers from Indonesia. Only a knowledge of Malay history enables
one to realize that the Malays of Malaya do not primarily regard themselves as
farmers at all. By tradition and preference they are scafarers (often making their
living by piracy in the past) and fishermen. Farming was a distasteful secondary
occupation, left largely to women and occasional idle hours.

There is no essy definition of poverty at the national level. In one area
poverty may be a consequence of a lack of johs or opportunities to make mon-
ey, in another area it may be the result of landlessness and the introduction of
sophisticated methods of agricultural production. Averages, such as average in-
come or average caloric intake, can be misleading, since the target population is
often below average.

TLSTING THE DEFINITION

Regardless of whether social scientists or civil servants have undertaken
sophisticated professional data collection or have personally produced maps and
analyses on the basis of data already on record, they can test the adequacy of
the inventory by considering the following questions.

Are comprehensive quantitative definitions of basic needs for the poorest
people available? Are the places where the poorest people live known? Such defi-
nitions would comprehend income, literacy rates, morbidity and mortality fig-
ures, nutritional status, and so on. In a country with great geographical and so-
cial diversity it is unlikely that one quantitative definition of poverty, no matter
how comprehensive, will suffice. These definitions should, as applicable, show
the education, food, shelter and clothing, medical, and monetary requirements
for raising people up to a nationally acceptable minimum standard.

Are comprehensive qualitative definitions of poverty available? Is there a
significant difference between official quantitative definitions of basic needs and
the subjective qualitative definition that people have of their own circumstan-
ces? For example, do poor people themselves helicve that they are poor, unedu-
" “cated, malnourished, and unhealthy, and do they want to make the kinds of
changes that are implied by projects?

Why do the poorest remain poor? What are the behavioral reasons for their
poverty? Do they lack skills in agriculture? Are organization and management
capability weak? ls an absence of literacy the root cause of their condition in
life? ls ignorance & problem? Is fatalism responsible for maintaining poverty?
Are hunters and gatherers in tropical rain forests or desert pastoralists so at-
tached to their way of life that they do not want to participate in wage labor or
cash cropping? Alternatively, is it the behavior of the rich that must be changed?
‘Whatever the causes and reasons, an inventory must analyze at the national level
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the behavioral roots of poverty. Unless projects reflect the fruits of such analy-
sis, scarce resources will be wasted.

Is there discemible linkage between projects and the achievement of re-
gional or national goals? Information from mapping should provide guidance not
only on where projects can be most advantageous and what size those projects
should be; it should also provide insight into the number of projects required in
particular locations in order to effect a regional or national plan (see Maps 3.3-
3.7).

RESERVATIONS ABOUT A “BASIC NEEDS™ POLICY

Although the philoeophical and humanistic content of a “basic needs™ pol-
icy is attractive, there is legitimate apprehension about the effects of such a pol-
icy on attempts to improve and institutionalize the cultural appraisal of projects.
Basic needs is successor to & number of earicr policies whose main defect was
that they supposed that all problems were similar and that solutions were always
possible, while obatacles were due to idiosyncratic cultural beliefs, values, and in-
stitutions. Those who devise policy, who plan and execute projects, and who
give advice only begin to be useful when they recognize that they themselves
may be part of the problem. Human digity and culturally inspired self-expres-
sion remain the most basic need and are not necessarily assuaged by the kinds of
basic needs program that are now often discussed.

Basic needs policies may (all into disrepute unless there is a clear staterent
about who can be helped and who cannot. Cultural appraisal procedures do not
indicate who must be helped—thcse kinds of decisions usually depend on the ex-
ercise of political or economic judgment. However, no matter who the project
beneficiaries are to be, one cannot forget that it is critically important to attend
to the need to secure increases in productivity. While a concern that the benefits
uf growth be distributed equitably is to be remembered, one must also not lose
sight of the fact thut some kind of economic growth must be achicved if an in-
creasing number of people are to be helped.

NOTES

1. See United Nations, Economic end Social Councll, Fifth Report on Progress in

Land Reform, 46th sess., egenda item 6 (February 24, 1969); Peter M. Raup, “'Land Reform
and Agricultural Development,” in Agricultural Development and Economic Growth, ed.
Herman McDowell Southworth and Bruce F. Johnston (Ithaca, N.Y.: Comell University
Press, 1967); Folke Corring, Economic Results of Land Reforms (Washington, D.C.: AID,
1970); Spring Review of Agricultural Credit (Washington, D.C.: AID, 1974), this was a ps-
per on AID’s findings and implications that pointed to a need for new agency manpower
with skills in land tenure questions.
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. 2. This and several other examples are given in Emest McLeod Dowson and Vivian
Lee Osbome Shepard, Land Registration (London: Her Majesty’s Stationery Office, 1957).

3. See, for example, Milton J. Esman, Administration and Development in Molaysie:
Institution Building end Reform in ¢ Plural Society (Ithaca, N.Y.: Comell University Press,
1972); Fred W, Riggy, Administration in Developing Countries (Boston: Houghton Mifflin,
1964); Victor A. Thompson, Bureaucracy end Innovation (University: University of Als-
bama Pres, 1969); Bernard B. Schaffer, *Comparisons, Administration and Development,”
Politicel Studies 19 (1971). This has been undemcored many times in recent years. An inter.
esting elaboration of the theme is given in Jan C. de Wilde et al., Experience with Agricul-
turel Development in Tropical Africa (Baltimore: Johns Hopkins University Press, 1967).

4. John C Wilkinson, “The Organization of the Falaj Inigation System in Oman,™
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{October 1976).
6. Ron Crocombe, Two Blades of Class, ed. Peter Worsley (Manchester: Manchester
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Winston, 1977).

8. See Daniel Lem-~r, The Passing of Traditional Society (Glencoe, Mll.: Free Press,
1958); Lucian W. Pye, Asrects of Political Development (Boston: Little, Brown, 1966).

9. Douwe G. Jongmans and Henri ). M. Qaessen, eds., The Neglccted Factor (Am-
sterdam: Van Gorcum, 1974).

10. Benjamin D. Paul, ed.. Health, Culture and Community (Chicago: Aldine, 1961).
This book provides a nuinber of examples.

11. Harold K. Schueider, Economic Man: The Anthropology of Economics (New
York: The Fre. Press, 1974), gives a wealth of useful information.

12. Based on Geoffrey B. Maseficld's paper, “Agricultural Extension Work and An.
thropology,” in Bhat B'e Can Do for Eoch Other, ed. Glynn Cochrane (Amsterdam: B. R.
Gruner, 1976).

13. Ronald G. Knapp, “Marketing and Social Patterns in Rural Taiwan," Annals of
the Association of Americon Geogrophers 61, no. 1 (March 1971),

14. Masefield, “Agricultural Extension Work."”

15. John McHale and Magda Cordell McHale, Basic Humgn Needs (New Brunswick,
N.J.: Transaction Books, J977) A report to the UN environment program, Paul Streeten,
“The Distinctive Features of a Basic Needs Approach to Development,” International De-
velopment Review 9, no. 3 (1977

16. This rests on personal observation in South America. See also the entire issue of
Joumal of Development Studies 8, no. 3, ed. Nancy Baster (July 1972), on the use of social
indicators for poverty. This was also published as a book, Measuring Development: The Role
end Adrquacy of Development Indicators (London: F, Caxs, 1972).
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Project managers, either personally or with professional assistance, who
have the types of information outlined in Chapter 3 and who then address the
criteria given here will increase the chances of having a project that is socially

_sound. As in the creation of an inventory of cultural resources, there are a num-
ber of criteria to be considered during project design, as follows:

Contextualism —assuring that the project ideas fit with the cultural landscape,

Incrementalism —assessing the magmitude-of the social change involved,

Minimum participant profiles—analyzing the social characteristics of project par-
ticipants,

Spread effects—estimating the magnitude of project impact,

Motivation —providing reasons for participation in projects,

Estimating time factors—approximating the length of time requircd for social
change,

Benefit incidence—observing who gains and who loses during the life of a project,

Communication and learning—secking ways of facilitating and encouraging inno-
vation and adaptation,

Design of extension efforts—building the organization of extension work,

Using indigenous organization—maximizing ‘the use of local management talent.

CONTEXTUALISM

The reason why construction of an inventory of cultural resources is impor-
tant is because every development project must suit the prevailing socia! land-
scape or else resources may be wasted and popular confidence in development
assistance efforts eroded. Agricultural innovations may require patterns of work

46
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that are incompatible with local work patterns, while nutrition programs may
rely on types of food that do not lend themselves to traditional methods of food
preparation. The key factor in determining whether or not a project fits into a

particular cultural milieu is participation. If participation calls for an abnormal

response on the part of a project participant, the project will be inappropriate to
the context and resources will be wasted.

Housing developments have often ignored the contextual principle, as in
the following Indian example:

The model for the new capital was New Delhi, with its broad streets
of bungalows and open spaces in the British cantonment style. Since
Bhubaneswar was to be Orissa’s symbol of modernization and
change, the cantonmentlike spaciousness was considered to be a de-
sirable part of the sought-for higher standard of living. The fact that
the dispersed settlement pattern made informal social gathering—es.
pecially for women who usually stayed close to home—very diffi-
cult; that the open spaces were impractical in a hot climate and hard
to maintain; and that people had to go further to work or to market
was less concern to the government than building a clean, modern-
lovking administrative center.!

Bhubaneswar house builders paid little attention to family living arrangements
and a good deal of money was thereby wasted.

Organizational Contextualism

Papua New Guinea, for example, entertained a contextual propoeal that
entailed legal recognition of traditional tribes or lineages as corporate groups.
Project staff from industrial countries, cooperatives, individual operations, and
small businesses would usually consider laws and regulations to treat three dis-
tinct wms of organization in their context. For the creation of cooperatives,
businesses, and land tenure entities, recognition of lineages requires rules and
regulations for lineages to trade, hold real property, and sue or be sued. Replac-
ing the traditional form of organization would require three new sets of legisla-
tion and three new sets of government workers.

. In Liberia, attempts to import U.S.style cooperativ»s failed while there
was clearly an adequate indigenous organization that could perform functions as-
sociated with cooperatives in industrial countries. Use of a traditional organiza-
tion, such as a lineage, can often maximize existing knowledge, patterns of lead-
ership, and entreprencurial skill.?

Many rural people are confused by a profusion of health, educational, agri-
cultural, or cooperative extension workers, all concemed primarily with the fur-
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therance of their own department’s interests. These individuals are usually un-
aware of their collcctive impact at the village level. The level of structural spe-
cialization in rural development organizations should, as far as possible, be deter-
mined by the social and economic organization of the potential project partici-
pants and not the degree of specialization thought necessary for the most effi-
cient dispatch of government business by the project planners. In other words, a
contextual approach is in order.

In 1971 an industrialist in Birmingham, England was exporting 115 differ-
ent varieties of garden hoe. He related his output to physique, soil type, prefer-
ence, and 80 on—an early example of appropriate technology. Attempts to intro-
duce Indian plows to parts of Fast Africa failed both because the soils and to-
pography were different from those in India and because the average Indian
zebu cow weighs around 800 pounds, while the average zebu in East Africa
weighs 400 pounds.

Ideological Contextualism

E. F. Schumacher gave an excellent example of ideological contextualism
in his treatment of Buddhist economics:

While the materialist is mainly interested in goods, the Buddhist is
mainly interested in liberation. But Buddhism is “The Middle Way"
and therefore in no way antagonistic to physical well-being. It is not
wealth that stands in the way of liberation but the attachment to
wealth; not the enjoyment of pleasurable things but the craving for
them. The keynote of Buddhist cconomics, therefore, is simplicity
and non-violence. From an economist’s point of view, the marvel of
the Buddhist way of life is the utter raticnality of its pattern—amaz-
ingly small means leading to extraordinarily satisfactory results.

For the modern economist this is very difficult o understand. He
is used to measuring the “standard of living™ by the amount of an-
rual consumption, assuming all the time that a man who consumes
more is “better off” than a man who consumes less. A Buddhist
economist would consider this approach excessively irrational: since
consumption is merely a means to human well-being, the aim should
be to obtuin the maximum of well-being with the minimum of con-
sumption. Thus, if the purpoee of clothing is a certain amount of
temperature comfort and an attractive appearance, the task is to at-
tain this purpose with the smallest possible effort, that is, with the
smallest annual destruction of cloth and with the help of designs
that involve the smallest possible input of toil.?
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INCREMENTAL CRITERIA

Projects often fail because they try to produce too much change. Succese-
ful introduction of the kinds of social change represented by development proj-
ects calls for the least amount of social disruption consistent with the attainment
of development objectives—an incremental approach is useful in this regard.
Whether one is considering machir.ery, a systematic way of bookkeeping or ac-
counting, or the use of fertilizer, it is necessary to examine the extent to which
the kinds of sucial change the project calls for are incremental. John Tumer and
Robert Fichter discuss the need for incrementalism in regard to housing:

A house is typically an indivisible product. Because of its complexity
and the fact that it is attached to a particular piece of ground. it is re-
moved from the effective demand of vast numbers of people who
nevertheless have the need and the desire to become homeowners.
And even for those who can buy this peculiarly expensive product,
its complex subsystems often require the homeowner to become de-
pendent on extremely expensive labor specialists.

The imperative here is conspicuous: if home ownership (and this
includes cooperative ownership of apartment-type structures) is to
be extended to the many familics presently excluded from the mar-
ket, the components which make up a dwelling must be made sim-
pler, must be made cheaper, and must be made in such a way that
they can be assembled incrementally.*

Contextual Technology

Failure to ensure that planned changes are of an incremental nature will
often lead to waste: '

Site and scrvice programs ar: publicly sponsored subdivisions provid-
ing building lots and (generally minimum) services or utilities for
low-income owner-builders. . .. there is a discemible trend away
from publicly sponsored low-income housing projects in low-income
countries, This is partly because they have proven to be so costly to
the public (the loss of 60 percent or more of the funds invested
through the beneficiaries’ failure to repay loans is common) and
partly because of the far greater effective demand for land without
dwelling units (which most low-income people prefer to build them-
sclves anyway).
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Incremental Benefits

_ Income for project participants should be incremental. It is not enough to

simply assume adequate income levels; rather, one must understand the financia
and cash flow needs of the poorest—what payments, social demands, ritual obli-
gations, and so on are important. Levels of income should be adjusted to the fi-
nancial needs of potential participants.

The use of incremental criteria can also enable project designers to calcu-
late an appropriate scale of assistance for participants. It often seems that every
emall farmer is to have ten hectares in a resettlement project. Why ten? If too
much assistance is given, then the project may succeed; though in other impor-
tant respects, such as potential for spr~ad or replication, the project may be un-
successful. Costs of spread or replication are often too great, and so the benefits
of such projects arc not expericnced outside the project area,

An example of a nonincremental approach comes from a project to produce
palm oil in New Britain. Settlers®incomes were projected at about SA 1,000 per
annum. Actual incomes of settlers turned out to be $A 2,000. People living out-
side the project area had annual incomes of less than $A 100 per annum. They
became antagonistic toward the project participants. The project was an eco-
nomic success and a social failure. : ’

MINIMUM PARTICIPANT PROFILE CRITERIA

Project managers who know that people are poor and motivated to partici-
pate must make explicit to them the requirements of participation. What behav-
ioral changes must occur among participants? If the very poor already possessed
the skills, attitudes, beliefs, and material resources economic development re-
quires, then many projects would not be necessary. When a project manager be-
lieves a project is necessary, a thorough description of what resources partici-
pants have or do not have is an important step in confirming the soundness of
the design calculations.

What Do Participants Need?

A profile of the potential participants should be constructed to specify the
minimum resource requirements. For example, what sex, level of education, re-
sources, skills, and attitudes will make individual participation possible? I the
project designed for men and women of a particular socioeconomic status or re-
ligious persuasion? For agricultural production projects, being able to read ferti-
lizer labels may be important; for marketing projects, numeracy may be impor-
tant. With all projects, some change is required. Is diligence, or patience, or per-
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severance important? Each project demands that participants possces certain
kinds of skills and attributes. These assumptions about the average participant
must be made explicit.

Is It the Right Target Group?

If a project is to be properly designed, then the minimum participant pro-
file should be based on the attributes and resource requirements that character-
ize the poorest in the inventory of cultural resources and human needs. It is then
possible to see who should participate, considering the location and type of
group with which a particular type of project could achieve maximum effect. It
should then also be possible to identify those who cannot be expected to partici-
pate.

SPREAD EFFECT CRITERIA

Spread effects develop when the kinds of innovation introduced spread to
areas beyond the project location. Replication is the process of executing a proj-
ect in the same way in a new location. Obviously, spread effects are more desira-
ble. Since project resources may be too scarce to allow for every poor person’s
becoming a direct recipient of self-help aid. the diffusion of effects bevond the
initial population is a critical issue in project design.® An example of spread ef-
fect evaluation is shown in Figure 4.1. Problems to be considered involve charac-
teristics of participants, replicability, conformity to the principles of contextual-
ism and incrementalism, as well as project location (see Figure 4.2).

Spread Design Focus

If spread effects are to occur, projects must be designed with the charac-
teristics of the poorest in mind—the poorest are those who are to be helped. If
the poorest can successfully participate with the help of project resources, the
well-off should have a chance to emulate their perfornnance without as many
project resources. Reveming this situation would seem to preclude the possibility
of the poorest being helped. This logic reinforces the need for a minimum partic-
ipant profile.

Anticipating Replication

Project design must pay attention to replicability.” For example, an oil
palm project in New Guinea easily exceeded its projected rate of return, produc-



$6 | APPRAISAL OF DEVELOPMENT PROJECTS

ing very high incomes for farmers. But investment costs of approximately
$15,000 per settler were much too high for the government to replicate this sub-
stantially. Further, it would have been unposslble for the govemment to obtain
the necessary land.

Poor deelgn, that which is neither incremental nor contextual, can lessen
the chances for achievement of spread effects. For example, in a project to im-
prove the management of Spanish ports, new systems of financial accounting
were introduced. The port authority was staffed by personnel with long-term ap-
pointments in the national civil vervice. Financial innovation did not really suc-
ceed because the accounting stuff, on limited tours of duty with the port author-
ity, perceived that their promotion, in the long run, depended on performan 2
in terms of national civil service criteria, not in terms of port authority account-
ing practices.

Spread can, of course, sometimes occur for reasons having nothing to do
with a project. In a serics of projects to improve Uruguayan livestock, three so-
cioeconomic levels could be distinguished—the very poor, the middle class, and
the very weahhy ranchers. Neither the very rich nor the very poor took advan-
tage of the projects. With extreme price Quctuations for meat, the poorest could
not risk plrtu.npalmn. since failure might imperil faniily livelihood. The rich did
not need additional income, The midd.: class had to participate merely to main-
tain their position.

MOTIVATION CRITERIA

Motivation criteria can help tailor resources to project needs. Too often
project designers assume that their appreciation of projects will be shared by
project participants. Yet, each group of individuals expected to participate must
be motiv. cd—the actual motivation of the group, not that of a desimner from
outside that group, must be utilized. As in industrialized countrics, some may be
motivated by a desire for increased power and prestige, others may desire to fol-
low the exampl: of opinion leaders, others may seek financial reward, and still
others may be nioved by patriotism due to the key role a project may play in the
nation's economy. Careful assessment of motivation can avert wasting of project
resources. Extension budgets need not be high when participants are highly mo-
tivated.

It must not be assumed that all motivations are conducive to development
as the planners perceive it.* Motivation is twofold, comprehending both the in-
centive or perception needed to make a given population interested in a project
and the population’s perception of the probable gains from the project. In Tur-
key a printing press with modern machinery failed even though there were many
orders due to motivation factors. The managers did not like to take large orders
that would take up all their working time, since they then were unable to £l
small orders from their friends for wedding invitations and so on.
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An assesement of perceived need is important becsuse it points to the
kinds of extension work that may be necessary. A health project will usually re-
quire much more explanation than a road. If people perceive a need for an inno-
vation or change, then chances for adoption without significant resources being
devoted to extension work are good. For example, when able-bodied males left
their villages to work in Zambian copper mines, thase who remained at home
wanted to leam to write so that they could communicate with the migrants—
education projects succeeded.

By assessing the degree of risk from a potential participant’s viewpoint,
project managers can estimate the likelihood of participation. New seeds and
plant types will often be adopted if they can first be tested, but most farmess
are unwilling to commit all their resources to an unknown innovation. This is
true of farmers all over the world, since failure threatens family security and
well-being. Can the innovation or change be brokef down into small or simple
tasks? Can a small amount of a new crop be planted to see how well it does? One
cannot assume a desire on the part of participants for profit maximization or
cost minimization without supporting evidence: increased income may not be
welcome if it obligates participants to support a whole new ‘vave of relatives, for
example. It should be possible for individuals or groups to participate without
incurring a heavy penalty. For example, those who have increased incomes must
- be able to continue to discharge their traditional social obligations.

ESTIMATING TIME FACTORS

Every project is an expcriement in social change. Sound project design re-
quires an assessment of time required for new kinds of behavior to become so
well established that they will survive and spread after the withdrawal of exter-
nally provided project resources. If participants leam how to grow coffee from
expatriate advisers teaching new methods and techniques, will they continue to
care for the trees in the same manner after the advisers have left? In projects to
train teachers of Engish as a second language, the same question arises: Will it
continue after the experts have gone?

Termination of Resourzes and Social Change

It is necessary to distinguish two dates—the date on which all project asais-
tance will cease to be delivered and the date by which social change will have
been achieved. For exanple, clinics to improve nutrition may be constructed
and all personnel trained within two years, but the behasioral change in the pop-
ulation in response to the provision of these project inputs may take four to five
years. Education projects may not achieve social change for five to ten years;
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livestock improvement projects may last for five years, although changes in ani-
mal husbandry may take from 10 to 15 years; family planning programs may last
for three years, although reproductive behrvior may only change after a decade.
If contextual and incremental principles have been followed, there should al-
ready be some individuals who have successfully adopted the innovation. Time
estimates in the project should reflect the fruits of this experience.

Time a3 a Test of Feasibility

Time allocation by males and females, including scasonal variations, must
be evaluated (sce Figure 4.3). A livestock improvement project in Papua New
Guinea encountered difficulties when designers of the project decided that twice
as much pig food, and higher incomes, could be produced if farmers gave up
their “leisure time"; however, the activitics to be abandoned for fulfillment of
this plan were more highly valued than pig food production, thus Melanesians re-
jected one of the fundamental assumptions underlving the project. Adult liter-
acy programs in some rural villages in Ghana failed because it was not realized
that between June and December many young Ghanians were fishing or working
on cocoa fanms. Similarly, tourist resorts that rely on labor from surrounding
rural areas should relate their needs to seazonal agricultural Jabor requirements.

Simple recoriing of time spent in the ficlds by various family members is
inadequate, since their presence in the fields may only be poasible as a result of
the work of other family members. What must be estimated is the total allocs-
tion of family labor throughout the year. What effect do age, sex, ur family se-
niority have on the allocation of family labor? Are there significant differences
between families with high productivity and those with low productivity? What
kinds of labor are most highly valued and which are least valued”

In addition to family labor and individual performance, it is important to
record occasions that call for village work forces or the combined labor of a
number of families. Such occasions are the construction of new houses or stor-
age facilities and the initial clearing of new ground. These data will be of great
value in project design, since projects should, as {ar as possible, take cognizance
of existing work patterns and their time implications.

BENEFIT INCIDENCE

Increasing concern with benefiting poor groups that were largely bypassed
by earlier development processes creates a special need (o identify the social im-
pact of a project.’® The best opportunity to do this is at the initial stage of proj-
ect conception and formulation, when it is still poesible to reject a project if its
social impact is regressive, to modify it to make it more compatible with equity
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objectives, or to consider appropriate compensatory measures to rectify the
damage or loases to those who are likely to be adversely affected. It is important
that the groups the project is intended to help, those who are likely to be ad-
versely affected, and those who may be indirectly affected, either positively or
negatively (for example, ultimate consumers of a basic product, the price of
which is reduced or increased), be identified at an early stage.

In assessing benefit incidence, one must bear in mind that the recipient of
the goods or services provided under a project is not necesaarily the person to
whom the major benefits of the project accrue. A tenant farmer, for instance,
may receive new secds, fertilizer, and cizdit to pay for them, thus raising his
yield, yet the landlord may raise the rent and so appropriate the lion's share of
the incremental income flow. In order to continue to hire the land at the new
(higher) rent the tenant farmer must continue his new practices, but this may in-
volve much more labor on his part and perhaps greater risk. How much benefit
does he get? .

Identifying the incidence of benefits is similar to identifying those who
bear the burden of indirect taxes—both are affected by how much of the benefit
or cost is passed on. Assessment of the distribution of benefits and costs utilizes

data and insights obtained about the project population in connection with the

study of the sociocultural feasibility of the plan. In considering equity and bene-
fit incidence, a limited number of criteria—access to resources and opportunities;
employment situation: rural displacement, migration, and urbanization; and
changes in power and participation—seem especially important for assessing the
social costs and benefits of projects.

Access to Resources and Opportunities

Access to land, capital, credit, education, health, nutrition services, and
markets, and the ways and extent to which such access is broadened or narrowed,
must be assessed. The issues to be identified and analyzed under this heading in-
clude, in the case of an agricultural loan, for 2xample, trends in land tenure ar.
rangements and how they would be affected: the availability to target farmers of
improved inputs (seeds and fertilizers), implements, and the credit with which to
finance them; access to technical information and to markets, including the exis-
tence and extent of farm-to-market roads; and how price policy, including taxes
and sulmidics, affects the target group. Such criteria measure the potential effect
of the project on the distribution of wealth and income.

Measurement of access is more useful than measurement of money in-
comes alone, since the very poor do not always use money. Poor people with
low money incomes might be quite satisfied with their lot and with the level of
govemnment services; thoee with high money incomes might be completely unsat.
isfied with government services, such as health and education. Recent experience

V>
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in parts of rural Mexico has shown that standards of nutrition may even decline
a8 income increases.

Using the criteria developed for the national inventory of cultural resour-
ces and proiect designs, the number of persons with access to basic necessities
prior to the project can be estimated together with changes in the nature of ac-
cess and numbers of those having access due to the project. It should be possible
to estimate how many more people will have new or improved access to health,
nutrition, and education as a result of a project. It should also be possible, using
the criteria developed, to demonstrate the demopraphic and sociveconomic im-
plications of the new accens distribution,

Employment

Among the issues to be in an assessment of employment benefits are fac.
tor intensity and the related question of the amount and type of employment to
be generated or eliminated as a result of the project. Employment may be part-
time, employing people whose major effort is in agriculture in locally situated
light industry and fitting into agricultural slack periods. It is especially important
to consider and predict the implications for target groups characterized by seri-
ous unemployment or underemployment, such as both rural and urban vnskilled
workers and the educated unemployed.

Employment policies, besides being directed toward males, are associated
with the money-using sector. Employment is created and sustained in this sector.
Thus, & choice of life-styles appropriate to the monetized sector is forced upon
those wishing to receive govemment assistance.!’ This contrast between sectors
is also encouraged by the fact that measurements of development, or lack of the
same, are in terms of the money-using sector: success becomes the degree to
which the money-using sector can encroach on the other sector. Instead of con-
centrating on creation of wage-eaming jobs, there are many instances in which
efforts should be concentrated on achieving productive increases in the subsis-
tence sector.

Rural Displacement, Migration, and Urbanization

What groups might be pushed off the land or otherwise uprooted as a re-
sult of the project, where would they likely move, and how would they be reab-
sorbed into the economic and social life of the country? Public works projects
often uproot people. Since project participants are often middle- or upper-class,
poor people sometimes must move if they are to survive.

Because contemporary rural development planning overemphasizes in-
creases in agricultural production at the expense of the integrity of the rural so-

U~
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cial systems, economically sound projscts often produce unintended and unde-
sirable social consrquences. For example, production could perhaps be increased
among an African or Asian family working as a group to produce goods and eer-
vices from family lands by individualizing tenure arrangements; however, those
land tenure arrangements would be socislly disruptive while group sentiments re-
mained strong. The weak and unskilled would be forced off the land. Models of
behavior encountered in rural education may lead rural pupils to seek an urban
existence as a nurse, engineer, government clerk, or construction worker. Urban
migration as a consequence of such education constitutes a social cost.

Changes in Power and Participation

Changes in power relationships and participation may take place among
the target group and different socioeconomic, regional, ethnic, and other group-
ings. As each of the preceding criteria (accese, employment, and displacement) is
related to the redistribution of power and opportunities for participation, ways
in which such shifts affect the capacity of different groups to influence public
policy must be recogmized.

Nigeria provides two typical instances of such issues, both concerning an
important cash crop, the oil palm. Here the advice to plart oil palms of high-
yield varieties, instead of collecting fruit from low-yield wild palms, was at first
resisted by local chiefs on the ground that it would lead to claims of individual
tenure of land and thus undermine tribal authority. A little later, the introduc-
tion of oil presses and of nui-cracking machines to obviate laborious manual
methods of preparing oil and kemnels was bitterly resisted by the women because
they had previously done the manual work, eaming useful cash that custom al-
lowed them to keep for themselves. In the case of the chiefs, it would have been
useful to involve them in discussions at the project design stage. The opposition
of the women to the introduction of new machinery was probably inevitable and
should have raised doubts as to whether the innovations were appropriate tech-
nology.

COMMUNICATION AND LEARNING

As every project is an educational project, project managers must articu-
late a pedagogical model that will highlight exactly learning needs of the project
participants, how this leaming is to take place, and how long the process should
last. Communication with potential participants in the project and nearby areas
is a priority issue in estimating spread effects. This is often complicated by the
cultural distance between change agents and participants, especially when the
latter are rural, poor, uneducated, and may belong to different ethnic, linguistic,
or religious groups.
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* Social Context of Leamning

Some years ago short residential courses for practicing farmers were
started by the agricultural extension service in Uganda. People to attend these
courses were at first selected by extensjon officers on the basis of what appeared
to be outstanding ability or interest. Such a process naturally collected individ-
uals from different areas, usually not near neighbors. Follow-up soon after the
courses revealed that most soon gave up using any improved methods that they
had been taught and relapsed into using the methods piacticed around them. It
was diagnosed that three things were wrong: isolated individuals soon forgot
much of the detail learned in the course, whervas a group with the opportunity
to discuss it together might have had a better collective memory; isolated indi-
viduals attempting improvements not understood by those around them, and
who often provoked scom or hilarity, tended to lack the strength of mind to
pemist with them, whereas a neighborhood group mighg have provided moral
support; and, in soirie parts of the country, control of land use was in the hands
of the extended family, and a single, generally young, member of the family
group could not alone make the changes required for improved methods.

After this diagnosis, a different policy was adopted, one of selecting course
participants as neizhborhood groups and, in relevant cases, as groups (usually of
varied age and status) within extended families. It was found that although this
method resulted in fewer individuals of cutstanding chara. ier being selected the
ultimate effects in farm improvement were greater than under the former policy.

In West Africa, an agricultural extension service urged farmers to give
cropped land a periodic rest under planted grasses to restore fertility. When a
few farmiers bepan to adopt this methad, a problem arose with these grassed
areas because other farmers claimed that, under customary law, land not actually
planted with crops was available to the community either for free gra-ing (which
in this case usually meant overstocking and conscquent erosion) or for realloca-
tion to other fanners who wished actually to plant crops. A solution was even-
tually found when the extension workers discussed the matter with the tribal
chiefs, who decided that they could interpret the customary law so that planted
grass was deemed to be a crop and thercby given protection against encroach-
ment.

Technology for Learning

Projects need an explicit statement on the leaming model to be used and
the strategy to be employed in conveying the message. Projects involve behav-
ioral change. Decisions need to be taken as to whether participants’ learning
should be based on example, reading, or secing.!® How, for example, are illiter-
ate peasants supposed to learn how to use condoms? A medical team was trying
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to enlist the cooperation of villagers in a malaria eradication project by showing
movies of a greatly enlarged anopheles moequito. The team got little cooperation
because villagere, never having seen huge mosquitoes, did not think the program
related to their needs.

Rather than assuming that all peasants should leam in the same way, an at-
tempt must be made to find out how leaming is best accomplished in a specific
cultural milicu. Attempts in East Africa during World War II to encourage Afri-
can eristment in British armed forces tried to whip up martial enthusiasm by
showing George VI reviewing the air force, the army, and the navy in three dif-
ferent uniforms on three different occasions. The advertiscment drew little re-
sponse from the intended audience becavse the idea of any man having three
suits of clothes was not believable." It was found in the South Pacific that assis-
tant medical officers could promote cocoa growing better than could radio, poe-
ters, or contact with agricultural extension workers: assistant medical officers
had much more status than agricultural assistants. Solomon Islanders watched
the assistant medical officers when they went home on annual leave. When they
saw them grow cocoa they did the same. Had the Agricultural Department taken
advantage of this situation the results might have been interesting.

Successful communication requires a strategy—identification of points of
origin and destination for communication, identification of roles of planners and
participants, and the establishment of frequency of communication. News media
links—~for example, radio, newspapers, and personal contacts—have to be insti-
tuted. Decisions should be made on which media to use and on how to facilitate
feedback so that necessary improvements can be made.

DESIGN OF EXTENSION EFFORTS

Relying on what has been leamed from communications analysis, the com-
position of project teams can proceed. The sex, ethnic, religious, or linguistic
background of project personnel should correlate with local learning needs. Spe-
cial gttention should be paid to estimating the social distance between project
personnel and village people. Where social distance is considerable, extension ef-
forts will have little impact on the behavior of potential project participants. For
example, an extension worker in South America, anxious to demonstrate that he
was an “educated person,” much superior to ‘illiterate peasants,” reguladly ar-
rived in the fields to talk to his clients' wearing a pinstripe suit and a homburg
hat.

Mobility Patterns

Extension design must take people’s movements, seasonal or permanent,
" into account. Where do they go to work, to market, to shop, to look at demon-
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stration farms, or for leisure? See Figure 4.4 for a comparative e cample of such
pattemning. Each group has a radius of mobility, or outer limit, beyond which
there are few personal contacts. !

Mobility pattems for official- .:culd be planned on the same basis, reflect-
ing the maximum distance traveled from home stations, location of home sta-
tions and arcas to be visited, activities, duration of contacts with clients, and fre-
quency of such contacts. Since in planning agricultural extension work it is often
difficult to reach village people working on their farms, evening visits may be the
most useful. In a project to improve maternal kealth care in South Asia, fixed
facilities were constructed to handle serious cases; however, since the most ill
preferred to stay home by their fires, and the medical staff did not like to walk
long distances through rough terrain, health care remained inadequate. If demon-
stration farms are to be visited by women, then the farms must be in close prox-
imity to villages, since women with respunsibilities for child care cannot travel
far or be away from their hoines for long periods.

Epidemiologists have made great usc of mobility ‘patterns. In the fight
against smallpox in West Africa, an understanding of mobility pattems proved to
be crucial in containing the spread of the disease. It was noticed that the disease
spread less rapidly during the monsoon season when poor weather made travel
difficult. With this knowledge, the most efficient way to contain and eradicate
the disease could be planned.

Joba and Training

Jobs should be designed with the contextual and incremental criteria in
mind. Project managers should be careful about uncritical use of industrial coun-
try expertise and “know-how.” Jobs of a particular historical type-teacher,
lawyer, doctor, agronomist, and so on—are often the product of the unique ex-
perience and development of industrial countries. The appropriateness of train-
ing for these jobs often needs to be questioned. For example, in West and East
~ Affica there are African barristers who follow British legal training and tradition.
These barristers have, however, little knowledge and understanding of traditional
African law and custom. It might have been better to try to design these African
legal jobs to cover the totality of African legal experience. llow can specializa-
tion be made congruent with the maximum utilization of indigenous manage-
ment potential?

Training deemed necessary to promote the modemization process should
be designed, in terms of its organizational concomitents, to mediate between the
traditional and the modem. Instead of providing agricultural officers in develop-
ing countries with professional training primarily based on cash cropping and in-
dustrialized-country agriculture, they should be taught more about traditional
agriculture in their own countries and how increases in productivity in the sub-
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Mobility Patterns
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Note: A and B represent towns visited: C and D represent distances traveled for purchase of clothing and yard goods by C (the “modem™
Csnadian), and D (Old Order Mennonite populations of southwestern Ontario). The Mennonites wear simple homemade clothing and use the
horse and buggry as the sole means of transportation. In contrast to the modem Canadians, they purchase all yard goods from nearby communi-
ties(compare Cand D) and thus ignore the study arra’s hierarchy of central places based upon functional specialization. This is not true, however,
for the use of banks, appliance outlets, and medical services, where the Mennonites behave like modem Canadians.

It is not always nccesnary to have highly sophisticated modeling of mobility. The important thing i is to record significant countrywide mo-

bility pattems that cculd offact project design and execution.
Source: Robert A. Murdie, *Cultural Differences in Consumer Travel,™ Economic Ceography 41 (July 1965): 221, 231. Used with per
mission of the author and Economic Ceography. .
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sistence sector might be achieved.!® In this way, the unforturate and unnecss-
sary dichotomy between agricultural models emphasizing cash eropping and
those emphasizing subsistence can be avoided.

Training is a fairly pragmati~: process in the development business. Training
programs convey a sense of agrcement between: donor and recipient about what
is to be done."” Training, often depicted as the transfer of skills, is in some sense
removed from the kind of dcbate that engulfs employment policies, income dis-
tribution, and so on. “Institution building” is thought to be accomplished by
strengtliening the middle management and reviewing the salary structures and
promotion procedures. Typrs of training used by trainers combine to foster the
idea that training is & universal problem in development, with a more or lexs uni-
versal set of reaponses.

It is not helpful, in a consideration of training, to make plans for the trans-
fer of institutions or the transfer of resources. One cannot transfer institutions
from one society to another: such an attempt represents an effort to graft ideas
about institutionalized items of behavior that originated in one culture onto a
situation that appears to have similar needs, although situated in another culture.
For example, one could transfer the institution of marriage to a promiscuous so-
ciety but there is no way to ensure its having the same meaning in its new setting
that it had in its original setting.

| Designing projects on the assumption that the process is one of a transfer
of resources is also a mistake. When a physical training instructor gives muscle.
building advice, the physical developinent of the pupil is not the result of a re-
source transfer. When a doctor cures or helps a patient he does not think of him-
self as transferring resources. Both pupil and patient play their part and deter-
mine the final course of things. The notions of “transfer™ and “‘counterpart“are
misleading in a training context because they downplay the most estential ingre-
dient, the participant’s contribution. It is, however, possible to identify practices
that have been successful in diverse societies in the formation and operation of
institutions.

USING INDIGENOUS ORGANIZATION

Project managers must decide on the basic organizational design for a proj-
ect. This means deciding what existing organizational forms will be suitable and
what kinds of adaptation may be necessary. A lack of management capability for
local action cen create a serious impediment to the suczess of rural development
projects—which are fundamentally “people™ and “community ™ oriented and the
effective execution of which ultimately depends upon indigenous management.
They not only elevate production levels, but attempt to do this in ways that
serve distributive ends. However, attempts to improve management often do not
work because over-trained people may be unwilling to do work not consistent
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with theie level of training. It may be useful to experiment with innovative pro-
grams involving cycles of work and training over an extended period of time. In
this fashion the desire for and desirability of higher levels of edu:cation can be
aligned with practical requirements for carrying out the specific tasks of devel-
opment activity.

Projects to promote rural development must be carried out in an extraordi-
narily complex social and economic framework.'® Conceptualization of rural de-
velopment has to start with an appropriate mode for production and distribution
of goods and services. Later, health and nutrition measures must be linked to

_those productive and distributive activities. The kinds of education required to
prepare for such a life must then be designed. The interactions and inter2cpea
dencies of these complex elements make it highly unlikely that any alien organi-
zational form will be highly successful.

The basic decision to be taken involves, initially, an assessment of the
workability of the local institutions. There is nothing new about such decisions.
British colonialism rested laraely on it ability to work with and through local
rulers—indirect rule. Indircct rule concentrated on social control rather than so-
cial change. Perfected by Lord Lugard in northem Nigeria, it meant governing in
cooperation with local chiefly structures.”® The problem with indircct rule was
that it usually buttressed an archaic social system. It often strengthened the posi:
tion of chiefs who had previously been tottering on their thrones. This govemn-

ment structure was suited to collecting taxes and having orders passed down, but -

it neither favored widespread local participation nor rewarded local development

initiative. When colonial thinking swung in favor of social change, it did not al-

ways meet with success, partly due to a failure to realize that northemn Nigeria
had a social structure suited to indirect rule, and was thus very different from
countries without central institutions and elaborate class hierarchies, such as
Sierra Leone and Guyana. This situation has not changed. In some instances new
institutions must be created; in others old institutions must be modified. In all
instances the principles of contextualism and incrementalism must be applicd.
Organization design redquires judgment: the exercise of judgment can be aided by
the application of a number of criteria.

Organizational Charter

What is a local organization’s charter? What range of things are forbidden
and disallowed? For example, age-graded orgunizations made up of young men
of a particular age in East Africa provide help and assistance to visiting grade co-
horts; however, such organizations, if composed of men living within a wide geo-
graphical area, have limited potential value for projects requiring large-scale lo-
calized organization. The compadrazgo ritual kinship relationships of South
America and the slametan mutual aid relationships in Indonesia are localized and
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personal and would not easily lend themselves to adaptation s project-epecific
forms of organization. Secret societies for males, Duk Duk of the New Hebrides
or Poro of Liberia, are obviously dedicated to activities unhelpful to project
work.

On the other hand, voluntary associations made up of Mexican urban mi-
ganty to the United States have organized projects ranging from provision of
bars and clube to hiring of teachers and arranging of health insurance. Lineage
and clan organizations have, in addition to performing traditional kinship rol--,
operated storen, plantations, milling facilities—a whole host of entrepreneurial
activities. Experience sugzests that voluntary associations and traditional kinship
groups have the kinds of'charters that are most easily adapted to project organi-
gation.

More specialized forms of traditiona: organization may suggest their appro-
priateness because traditional and modem functions appear to be similar. Fol-
lowing this thinking, “barefoot doctors™ have been given health roles and tradi-
tional priests have been given teacher roles. These attempts have seldom worked
because the charter under which barefoot doctors and traditional priests work is
not easily redefined to include modemn functions. The functions may appear to
be similar, but modern health and modem teaching are neither understood nor
recognized within the beliefs that constitute the organizational charts.

Membership and Affilistion

It is important to assess the utility of organizations that are already widely
representative. If such oiganizations are to become involved with a project,
membership or affiliation ought to encompass both sexes and s many able-
bodied adults as possible. Membership is usually not a card-carrying matter in
-rural areas, nor it it necessarily a fact of daily life. Kinship groups and voluntary
associations usually have more flexible membership rules than religious associa-
tions. Many important organizational memberships are activated only when spe-
cific work tesks have to be accomplished or when seasonal harvesting is neces-
sary. Considerable judgment is required to make these asscssments and it is likely
that project managers will seek professional guidance.

Functions and Leadership

The full range of functions performed by a traditional organization should
be fully investizated. For the most part, rural organizations in the Third World
are multipurpose, that is, they perform a wide range of functions consistent with
their charters. Degree of technical skill, as re “caled by task completion, literacy,
and numeracy of organizaticn members, should be covered by the investigation.

Lo
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Project managers can then compare the results with project organizational re-
quirements.

It is im] >rtant to delineate the characteristics and functions of leadership
in assessments of traditional organizations. Where individual choice is not cir-
cumscribed by social ollizations or institutional regulations, it will be useful to
know who opinion leaders are and where they are located. To what extent are
they enthusiastic about the project?! To what extent can their support be en-
listed? Successful projects always need positive publicity.

CONCLUSIONS

Anticipation is the cardinal principle of project design. If future problems
are recognized at the design stage, then implementation becomes easier. Stress
on anticipation as a principle is all the more iwiportant because, hitherto, social
science assistance has usually been sought after prohlems have ariren. While it is
not poesible, in the absence of a satisfactory theory of social change, to correctly
forccast all eventualities, it is possible to disign projects to minimize negative
factors and to ensure that should negative factors intrude they can be spcedily
reconized. The criteria examined in the initial stages of project fonnulation as-
sist in assessment of a particular project’s prospects for success.

The only really valid assumptions in a discussion about project design are
those for which data can be supplied. Une cannot assume that opportunities pro-
vided for the poorest will be utilized by the f sorest. Food can be made avail-
able, incomes can be raised, birth control materials can be made accessible,
schools and hoepitals can be constructed—project designers must assure that
these will be advantageously used by the intended beneficiaries.
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During the implementation stage project managers concentrate on testing
design features against results in three ways, by assessing: time, to see if they are
ahead or behind schedule; cost, to see if they are over or under budget; and per-
formance, to see if goals are being met. Cultural considerations reinforce these
concerns. There are four cultural criteria in project implementation: identifica-
tion of critical behuvioral factors; establishment of the greatest powsible proxim-
ity between project events and implementors; establishment of a system of mea-
surement to determine whether or not project goals are being achieved; and ar-
ticulation of a conceptual approach toward the cultural aspects of projects that
enables such lessons to be drawn as can serve as the basis for better projects in
the future. If project managers or their consultants pay attention to these cri-
teria', time, coet, and performance of implementation should benefit.

CRITICAL BEHAVIORAL FACTORS

In every project certain kinds of social change are critical to project suc-
cess (for examples, see Table 5.1). By critical is meant the fact that, unless such
social change takes place, the project will fail. For example, during the course of
2 successful nutrition project it may become obvious that the project will have
minimum spread effects because new methods of food preparation will remain
unpopular without incrcased demonstration. In an education project, the in-
struction may be eéxcellent, yet all the graduates go to the cities: an indication
that graduates will stay is thus a critical behavioral factor. In a resettlement proj-
ect, the participants may simply walk home: an indication that permanent resi-
dence will be established is thus a critical behavioral factor.

n
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TABLE .1

Behavioral Factors Affecting Implementation

Type of Project

Example of Critical
Behavioral Factor

Necessary Innovations
and Adaptations®

Population

FEducation

Improved livestock

Nutrition
Rural development

Malaria eradication

Children are wanted as old-age insurance.

Population planning i considered morally
wrong.

Whitecollar education is considered best for
children.

Education for gitls is not accepted.

Numbers of catile owned is valued, rather
than quality of livestock.

Cercal with a particular taste is used for tra-
ditional dishes.

Fatalism prevails: position in life ordained.

The belief that malaria is unavoidable persists.

Smaller family size is now being sccepted a0
economically sound.

It is considered morally better to have well-
cared-for family.

New enthusiasm has developed for nonformal
education as a consequence of secing that
whitccollar education leads to unemploy-
ment.

Fducation for girls is seen to be potentialy
useful.

Smaller numbers of high-quality animais come
to confer status similar to that accruing to
those with large numbers of animals.

New hybrid varieties with diffcrent taste char
acteristics sre azcepted.

Confidence that they can improve their own
circumsatances grows among parlicipants.

Knowledge of nature and ceuses of malaria,
and willingness to take measures to reduce
incidence of disease, increases.

®Within an estimated target population of “X,™ i! is necemary 10 have changed perceptions among “ Y™ families within two yessa
Source: Compiled by the author.
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Jdentification

The best way to identify critical behavioral factors is to know the existing
social landszape and then to assess the opportunities for new uses of traditional
knowledge and values. What cultural perceptions cause people to act as they do?
Which perceptions are critical? For example, poor people may, for good reason,
have little confidence in government extension agents. If those attitudes remain
unchanged a project may not be fully successful. Project implementors need an
inventory of participant perceptions that imperil project outcome. In the field of
education, negative attitudes toward educating women or toward village life may
exist (for example, among young educated males)—unless these attitudes are
changed, project outcome will be imperiled.

Occasionally, critical behaviora! factors stand out. If growing certain kinds
of crops is considered women's work, male participation in an agricultural proj-
ect may be imperiled: fear of adverse soci?; comment may be critical because it
threatens those who decide to adopt innovations. :

Obviously, not all behavioral factors are critical. For example, population
control projects in two different culture areas felt that the route to success was
through stressing small families’ ability to enjoy life. In India, one of the culture
aress, attitudes toward family size were strongly influenced by economic argu-
ments, that is, the coet of having children. In South America, the other culture
area, attitudes toward family planning were influenced by child care considera-
tions: smaller families made for better child care. The Indian attitude was not
critical to project success since similarity existed between local perceptions and
project goals. In South America, changes in local attitudes were critical because
the project would fail without them.

Selecting Criticrl Factors

With every successful project, social change must take place; if no social
change is to take place there is probably no need for a project. These social
changes must be described, ranked, and given some weight #0 that tire most criti-
cal can be identified. For example, in a livestock project in Mali aimed at increas-
ing livestock production of drought-stricken nomads by improving pastures
through prevention of overgrazing and by improving livestock quality, the be-
havioral factors to be considered are the following: (1) ability to learn the new
range of manapement techniques, (2) participants® ability to alter their perspec-
tives that owning large numbers of poor cattle is preferable to owning small
numbers of high-quality animals, and (3) willingness of nomadic peoples to
adopt a sedentary way of life. The critical behavioral factor is probably (3), fol-
lowed by (2), and then (1).

In a population project in South America, key obstacles to change might
involve male perceptions of reproductive behavior; the contraceptive technology
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employed; the behavior of medical personnel to their clients; religious beliefs;
perceptions of infant care, mortality and old-age needs; and educational attain-
ments of participants. These factors must then be ranked so that the degree of
change in thuee deemed to be critical can be assessed during the implementation
process.

An agricultural population project in Turkey seeks to persuade farmers to
produce new cash crops so that the supply of opium poppies can be more rigidly
controlled. Obviously, there are a number of behavioral opportunities for change;
however, the critical behavioral issue in this type of project concermns whether
farmers can abandon production of a crop that they do not perceive to be dan-
gerous and that is tied in with so many facets of their lives. Once behavioral fac-
tors have been assessed and the most -critical identified, attention can shift to
other important stages in the implementation process.

Concems that have surfaced during the inventory of cultural resources and
the design stages must be highlishted, discussed, sharpened, and acted on during
the implementation process. This means that designers and implementors must
ask themselves what kinds of opportunities exist and what sorts of things must
change if the project is to succeed. Project design will have evaluated ways of
leaming, the extent of existing motivation to leamn, presence of any real cultural
berriers, andsoon. However, changes arc yet to occur, and the task of implemen-
tors is to assure occurrence of such change in those areas critical to project suc-

PROXIMITY

An accurate and timely flow of information during the life of a project is
emential for effective management and ensuring that project redesign, where
necessary, will be properly handled. Because the outcome of projects designed to
reach the poorest is uncertain, it is very important to be able to effect changes as
necessary. Prompt action can save a project or take advantage of overachieve-
ment. As a rule, it is best to concentrate on only the kinds of information that
are essential, that is, critical behavioral factors, as opposed to information that
“it would be nice to know.™ Qose scrutiny of performance is essential: the

longer the lines of communication, the greater the danger that significant events
will go unobserved.

Project Implementation Organization
It is vital that an integrated project organization be established in close

proximity to the participants. By integrated is meant having all specialist compo-
nents—medical, social science, and agricultural—report to, and be subordinate to,
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TABLE 5.2

Monitoring and Evaluation Procedures

Changes in behavior associated with a project must be shown to have taken
place s a consequence of project activities. Evaluation and monitoring must
make it clear that those changes would not have occurred without project inter-
~ vention. This means that full information on the project area and those areas
where spread effects are anticipated must be available prior to the initiation of
project activities.

Impact can be measured through answering such questions as: What kinds
of change have or have not taken place, and in what areas? lHave changes taken
place in accordance with predictions made during the design stage? Do these
changes involve the kinds of people the project was designed to affect? What
components of the project have been responsible for what kinds of behavior
change? To structure evaluation and monitoring to answer these questions, it
is best to begin by designing a suitable instrument for measuring impact. Atten-
tion can then turn to design of a suitable sampling procedure that will be neces-
sary to supply valid data. Following this, attention can tumn to estimating causal-
ity. Though a range of statistical methods may on occasion be employed, it is
unlikely that multivariant or regr-ssion analysis will be useful. '

Source: Compiled by the author.

the project manager. These lines of authority should last for the life of the proj-
ect. The implications of such an organization should be agreed on by all depart-
ments concemned prior to project initiation.? The project authority should be
given discretion to undertake redesign, to increase financial provisions, and to
initiate project close-out, if this is earlier than planned, all without reference to
higher authority. Only with proximity can the significance of data be assessed.
The need during the implementation phase is not simply for data collection but
also for understanding why certain kinds of data are being produced.

Evaluation and monitoring carried out by the implementing srganization
should both utilize the data base provided by the inventory of cultural resources
and human needs. This referval process can help to verify whether the project is
having an impact on the target group. When the spread effects are also revealed,
this may aid in determining where future projects ought to be located.

Monitoring is usually conducted with the object of obtaining data for man-
agement use in ensuring that the project design is being adequately implemented.
Evaluation is usually conducted to show that a project meets or has met certain
policy, audit, or legislative criteria, or with the object of applying what is learned
from the evaluation process to other projects. It is preferable to have the same
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data base for evaluation and monitoring; the means of information generation
should be the same and the data base should be capable of serving both needs.
Differences between monitoring and evaluation should relate to the time when
sampling is undertaken and uses of the data. Often an immense amount of ef-
fort is expended by a group producing data for monitoring purposes, and then at
a later point another group, charged with evaluation, independently produces a
similar data base. Table 5.2 describes procedures for monitoring and evaluation.

PROJECT CLOSE-OUT

If behavior of participants is changing sooner than anticipated, project
life should be shortened. Proximity is also necessary to establish when projsct
close-out activities should begin. Close-out can be viewed as a progressive series
of actions that terminate each stage of the project, such as design or implementa-
tion. Termination is not to be considered only when a project nears the end of
its scheduled life; termination needs to be considered throughout the life of a
project. If the level of projuct input proves to be more than adequate, it should
be scaled down. If it appears that there will be too many trainees, plans should
be altered. All such possibilitics must be constantly reviewed (see Figure 5.1).

The later stages of project close-out should be triggered when it is deter-
mined that behavior changes introduced by the project have become institution-
o' +d among the target number of project participants. An assessment of spread
ei.cts should then be made; if minor uncertainties exist, the project might be
continued (if costs so permit) until the requisite data are obtained.

The traditional project sequence—~three to five years of problem aralysis,
followed by project evaluation and redesim—may not be practical. Where a
pilot project addresses a vitad national or regional problem that continues to
worsen during the life of the project, it may be necessary to make decisions about
mounting similar projects before the scheduled completion date of the ongoing
project. The management information system for project monitoring and evalua-
tion should be constructed so that it can produce the necessary information at

short intervals. Traditionally, projects have been supervised as they progressed
" and evaluated only at the end of project life. In many countries the problems of
poverty cannot await such a learnmg sequence. * .

The duration of most projects, three to five years, still reflects the needs
of infrastructural development projects. Construction, training, and so on can
usually be accomplished within five years (although tree crops may take longer
to mature). However, 10 to 15 years may be a more realistic period when be-
havioral change is a factor. Time is a variable: instead of maintaining rigid fore-
casting and keeping to rigid schedules, it may be necessary to make changes as
performance is reviewed.
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Although an estimate of the time factor will have been made during proj-
ect design, it is necessary to check continuously the progress of these (timely)
behavioral changes. In an agricultural project the fme required for the arrival of
commodities, fertilizer, machinery, and so on will usually figure prominently in
project calculations. So, too, will the point at which project output emerges in
the form of trainees or crops. These considerations are often thought to be the
real substance of implementation. Such reporting comments on the delivery of
project assistance and the effects, in physical terms, of delivering that assistance.
Infrastructurs| development projects concerned with bridges and dams are quite
well served by this kind of treatment of time factors. It is usually the case with
such projects that if men and materials are supplied, then, within a predictable
period of time, results in the form of miles of road completed, perticipants
trained, or bridges or dams built will emerge as project output.

With rural development, population, nutrition, or education projects, these
traditional input-to-output calculations, while they continue to be important,
must be supplemented by other considerations. A most important characteris-
tic of such projects is that they seek to produce behavioral change: calculations
about when the change must occur within the project cycle are vital. For exam-
ple, how long will it take for new management and cultivational practices to be-
come institutionalized? This kind of calculation is the most important, and the
most sensitive, in the entire process of managing the brhavioral dimensions of
projects. It will constantly require *fine tuning,” so project designs should allow

for this.

MEASUREMENT

Some years ago, community development was verv popular. One reason
why community development lost favor was because it was not possible to mea-
surc the achievements of such an approach. Legislatures tend to distrust claims
that a policy is being carried out in the absence of reliable measurement. Sooner
or later there will be widespread appreciation of the fact that most of the mea-
surements now employed, although they are useful, say too litde about social
change. ' :
Neither input nor output statistics of the type now produced adequately
measure social change. Nor is the length of time such changes will take mezsured.
Records of monies disbursed, fertilizer supplied, or machinery delivered say too
litde about the consequences of those activities. P2havioral change, time, and as-
sociated costs must be linked (see Figure 5.1). Social change may well have not
occurred even at a time when the delivery of physical input is escalating sharply.
For example, despite the influx of bullion from the New World in the fifteenth
and sixteenth centuries, Spain continued to decline as a Furopeat power. In the
Anglo French Condominium of the New llebrides, copra production was around
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25,000 tons in 1939; by ‘1960 govemment development expenditures had in-
creu:d by well over 2,000 percent, yet copra production still stood at 25,000

The reckoning of success of the “green revolution™ depended largely on in-
creases in production. In many Asian countries these increases were spectacular
and it was assumed that, notwithstanding technical difficulties, the social impact
was beneficial. In many instances, however, well-off farmers found it more prof-
itable to use more fertilizer and less labor, and so the position of many poor peo-
ple worsened (see Figure 5.2).

Increased Productivity, Equity, and Utilization of Benefits

Without any clear data indicating how the benefits of increased production
heve been distributed within a population, it may be that a project that has in-
creased production has widened the gap between rich and poor. For example, ag-
gregate production figures from an area where well-to-do farmers as well as poor
tenant farmers may both be project participants must be disaggregated. We need
to know which individuals are producing what amounts, since it might easily be
the case that all production increases derive from a few prosperous individuals,
For example, in a South American livestock project directed toward small hold-
ers, production incrrased as the number and type of project participants de-
clined. The smallholders, under pressure from large landowners, either sold out
or abandoned their new property, and the small units were absorbed in the larger
and more efficient latifundia. Therefore, where increased proc.ction is envisaged
a8 a project output, a series of samples of the poorest must be identified and
monitored, with their output being compared to gross production (sce Figure
5.2). Simple arithmetic will produce the sought-after comparison to the total
number of project participants.

A common mistake is to measure the success of a project in terms of de-
sired consequences. This is really a process of measuring assumptions. For exam-
ple, population programs are claimed to have an impact because buildings have
been constructed or so many condoms handed out. A Kenya population project
that spent almost $20 million on the construction of physical facilities has had
small impact on reproductive behavior. Condoms were eagerly reccived in one
South Asian country; however, later study showed that they were being sent to
urban houses of prostitution. Constructing a food processing plant or distribu-
ting food is no final indication that a project will improve the nutritional status
of project participants. A livestock production project in Papua New Guinea was
claimed to have beneficial consequences because it would increase the quantity
of nutritious food available to poor prople. What was not made clear was the
Zact that a pound of meat cost more than a laborer's daily wage, and there was no
evidence to show that poor people would eat meat on a regular basis at such a

7
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TABLE 5.3

Construction of Statistical Samples

Sampling strategics require close cooperation between social scientists and
statisticians. The social scientist must describe all the variables thet, from his
point of view, may affcct samplea. Ordinarily, among issues to be considered are:

adequate and inadequate construction of questionnaires,

poor or efficient administration of sampling instruments,

social distance between surveyors and those interviewed,

ethnic or religious differentistion.

socioeconomic differentiation by class,

interregional or district variation,

timing of sampling, that is, frequency and duration necessary,

variability in the above issues duc to different project types, and

determination of respondent settings, that is, should instruments be adminis-
tered to groups or to individual men and women?

However, if the steps already recommended for the inventory of cultural
resources and project dexizm have been follow: d, tiie number of variables that
must be considered will be considerably reduced. Areas with high degrees of sim-
ilesity that are suitabl~ as p.oject areas, project spread areas, and control group
arcas will already be identifiable.

Questionnaire survey methods are not so usefal when dealing with atti-
tudes. In instances where i. is important to gain accurate attitudinal data, it will
be more uscful to select a number of areas for participant observation. Social
scientists should livc in the areas selected for a period of at least several months.

Source: Compiled by the author.

price. The need is to measure the number of people who have benefited, to show
that :ey are the target group identified in the inveniory of cultural resources
and human needs, and to show that bebavior has changed and that the changed
behavior will endure after the withdraws. of project assistance (see Table 5.3).

Quantitative versus Qualitative Measurement
Population projects can be measured quantitatively, in terms of lower fam-

ily birthrates and, qualitatively, in terms of the socially sanctioned behavior
change giving rise to that figure. Nutrition projects should not be measured in
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terms of food processing or storage plants erected, or amounts of food distribu-
ted. Measurem snt sh-uld be quantitatively and qualitatively related to behavior
change in order to show the numbers of poor people utilizing and enjoying the
new opportunities for better nutrition. Participation figures require accurate v
cording of who has participated, where these persons live, and which other indi-
viduals may reasonably be expected to participate as time pasaes.

It is always difficult to measure achicvement in education projects quali-
tatively. In addition to describing the quantitative aspects (for example, numbers
trained), however, one can describe individual changes. To what use has the edu-
cational experience been put? Have the roles of men ané women, or those of
their parents, been affected? Are educated people prepared to live in rural areas?
Many people may have been trained or educated: was it the right training, the
right education?

Although the nature of development projects changed substantially during
the 19705, methods of measurement have not. Input and output measurements
still dominate project papers. Important as they are, such types of measurement
are not enough. As Robert McNamara said at the 1970 Conference on Interma-
tional Economic Development held at Columbia University in New York Gity:
“We . .. require . . . relevant ‘development indicators® that go beyond the mea-
sure of growth in total output.”

CONCEPTUAL APPROACH

Many project managers now talk of carrying out projects directed toward
the poorest in an experimental mode.® The virtue of this is that it emphasizes
the uncertain nature of project outcome and it also stresses the need to leamn
from projects. Using this analogy, project design can be thought of as hypothesis
setting; implementation then becomes refining and restatement of the hypothe-
sis.

Donor Performance

Innovation and adaptation concern donors as well as recipients. This is why
‘the total project environment should be examined. It is all too frequently the
case that projects never really examine the efficiencv and effectiveness with
which their assistance is delivered. Project papers usually justify a project and
then show how it is to be carried out. Many official evaluations of projects com-
pleted after all project funds have been disbursed examine how well the partici-
pants porformed. They may even mention how well a ministry or other entity
* given responsibility for executing the project did. But there is also a need to eval-
uate the work of those who originally approved the project, as well as these who
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supplied finance or who continued to monitor performance. A!l aspects that af-
fect a project must be examine:d, and their respective influences weighed, if proj-
ect managers arv: to aseess correctly the reasons for under- or over-performance.

The whole system used by donors needs to be examined in terms of the
principles of contextualism and incrementalism.® To what extent do donor re-
quirements fit a particular country’s needs? Are allowances made for the nature
and availability of locally trained manpower? If the object, for donors, is grad-
«ually to work themselves out of a job, those donors must question the reality of
a particular country s ever bcing able to operate its project system satisfactorily.
It may be necessary for donors to adjust their requirements.

Increased Organizational Implementation Capacity

The second thing to consider, since an object of most project assistance is
to increase the capacity of the executing organization to carry out such projects,
is whether indeed that orzanization will be in a better position to carry out this
kind of a project at the conclusion of groject assistance. After al!, one of the im-
plicit notions undrerying any project should be that the implementation capacity
of the executing organization will be increased.

It is important continually to simplify the project process so that the proj-
ect cycle can be carried out by local govemnment units rather than central gov-
emments only. To this end, the financial requirements, personnel requirements,
and operating procedures of the iraplementing organization should be examined
to see if changes should be made. Project procedures may themselves be an ob-
stacle to progress.®

Many projects are completed satisfactorily but then collapse when project
assistance is withdrawn. The easiest way to guard against collapse is to design the
project so that support is withdrawn before the end of the project. If perfor-
mance is maintained, it can be rrasonably assumed that the organization’s imple-
mentation capacity has improved. The actual decizion as to when to withdraw
advisers is best left to the implementation stage; it is a matter of judgment based
on performance. )

To make such a judgment about withdrawal, those responsible for project
implementation nfust use their knowledge of the state of the project and their
proximity to events to establish and continually adjust two dates. The first is
the date when project participants will be able to function without project as-
sistance because they have institutionalized new behavior pattemns. The second
date is deduced by estimating when the maximum feasible number of partici-
pants will have institetionalized the new pattems. Thus, the project assistance
completion date and the project goal achievement date will be different. These
datcs ought to be finally determined by project implementors.

N
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Participant Performance .

Should the design of this type of project be altered in the future? Were the
incentives meaningful and were the intended participants able to take advantage
of what was offered? Was the training or extension work as good as it should
have been? Did both men and women join in? Were some people against the
project? An assewsment of how the participants viewed the project's impact is re-
oaired.

Project managers need a bottom-up view—the view of the participants—as
a check on other kinds of performance data. Most official reporters do, after all,
have a vested interest in ensuring that project performance is on schedule. Par-
ticipant views are very important not only during the life of the project but also
during redesign, since other projects may benefit from participant sugzestions.
While it is important to find out why people are participating in the project, it is
equally important to find out why others are not participating, particularly if
their participation was originally sought by project desiym.

Spread Effect

The final consideration involves the need to make some assessment of
spread effects generated by the project. Location, type, magnitude, and time are
all things that should be considered. Where are the spread effects being experi-
enced? What kinds of things are spreading? How large is the impact and what
numbers of people are involved? How long will the process take before some def-
inite results are to be seen? Are there any ohvious lessons on spread effects to be
lcarned from this project that can be applied in future projects? This involves an
assessment of the likelihood of xpread or replicability. Before proceeding to ex-
amine hew these necds can be met, project managers need to consider their proj-
ect goals carefully.

Establishing Broad Success Indicators

Where increased production is the index of success, a projec.t might be
thought unsuccessful if it reached 60, 80, or 90 percent of the target production
figure of the original design plans. An advantage of specification of different im-
plementation assessments is that it enables project managers to estimate success
and failure of their projects in more realistic and accurate terms than is the case
when success is measured solely in terms of levels of production, levels of in-
come for project participants, or construction of buildings or miles of road.

Using the four assessments propoeed above, and bearing in mind the need
to leam from projects, it can be seen that a project might fail to meet design esti-

14
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mates of performance for participant involvement and yet be successful. For ex-
- ample, a project may fail to meet increased production estimates, but achieve
substantial spread effects. Another project may fail to achieve either spread ef-
fects or increased production targets, but substantially increase the implementa-
tion capacity of the organization executing the project. Projects that have been
defined as successful becanse during the life of the project they achieved certain
levels of production may, in fact, have minimal behavioral consequences. In-
creases in production, even when attributable to the project, may decline when
advisers leave: the results may have been obtained at a much higher cost than nec-
essary, the participants may not have acquired any new knowledge or skills, or
spread effects may not have developed.

RECOGNIZING SOCIAL CHANGE IN IMPLEMENTATION

Projects whose success depends primarily on achieving social change are
more difficult to implement than projects where social change is subsidiary toa
primary goal of construction. Infrastructural projects mvolnng engineering and
" construction are examples of the latter type. The desigmers of such projects can
form predictions with some confidence and thus Le f:nrlv certain about the out-
come of construction efforts within a given period of time. With infrastructural
projects, the implementation phase can be distinguished from the p"anning phase.
In such projects lmplemenuhon is soinewhat mechanical it can often be moni-
tored from site records, engineers reports, and so on. Problems are likely to in-
volve the nonarrival of commodities, a delay occasioned by bad wvalher, labor
disputes, faulty engineering work, and so on: the range of problems may be
faidy narrow and predictable. The social change elements in the projects, al-
though they do, of course, ultimately affect people, are secondary and often as-
sumed rather than explicitly treated by project papers. Obviously, construction
projects do have severe problems on occasion; however, the state of the art is
fairly advanced-there is a body of knowledye, a reservoir of successful experi-
ences about how to do things. In addition, those who actually engage in con-
struction and so on have done it many times before: apart from problems of
training, moat of the problems they encounter are of a physical nature.

' The nature of implementation in rural development, education, nutritior.,
population, and health projects where social change is a primary goal, is a differ-
ent matter—and even more so with projects directed toward the poorest. In these
projects it is not usually possible to draw a neat line between the desigm and im.
plementation phases: design may intrude upon implementation and implementa-
tion must constantly be considered (see Table 5.4). In fact, implementation be-
gins during the design stage. There are a number of reasons why this is so, among
then the fact that it is difficult to calculate the reaction of project participants
to future events and stimuli. The ways in which a road can efficiently be built



TABLE 54

Summary of Cultural Appraisal System®
Project Cycle Forward and
Process Criteria Backward Linkages
Identifying poorest 1 Identification of 56,10,14,15
(Chapter 3) groups
2 Social organization 1,3,7,8,11,15,16,18,19
3 Belief systems 1,24,6,7,11,1517
4 Wealth forms 1,23.6,11,13,15,17,20
5 Pattems of mobility 1210141517 °
6 Analytical description
of poorest 1-20
Designing projects 7 Contextualism 16,13,14,15,16
(Chapter 4) 8 Incrementalism 2,10,11,12,13,15,16
9 Minimum participant
profile 6,7.8,10
10 Spread effects 1,2,7,8
11 Motivation 16,13,17
12 Time factors 16,11,17,19
13 Benefit incidence 1,2,11,14,17
14 Communication 13,5,9,15,16
15 Design of extension
efforts 1,2,5,10,16,17,18
16 Using indigenous
organization 1,23,7,14,17,18
Leamning from im- 17 Critical behavioral
plementation factors 1,239
(Chapter 5) 18 Proximity 1,2,5,12,15,16
19 Project close-out 10,12,17

*The criteria advanced for the appraisal of projects form a system, thus change in one
of the criteria inevitably affects othcr criteria. Since the criteria are logically interconnected
it s important to appreciate the forward and backward linkages that emphasize the unity of

the system.

Source: Compiled by the author.
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are known to a degree, hut knowledge about how one produces behavioral
change is much less certain.

Of course, it would be preferable to make the social change goals of infra-
structural projects primary. Certainly a good number of road projects would
have been more successful had they been thought of as experiments in social
change rath.. than construction projects. Every project involving construction
or other infrastructural coraponents has an impact on people. New opportunities
for travel or work, which ultimately affect behavior, will be created. What pres-
enty distinguishes the infiastructurzl project is that success, which should be
measured in behavioral tenns, tends to be measured in physical terms. Tokyo's
new intenational airport should have been viewed in terms of its social dimen-
sions rather than as a construction project: as a construction project it might be
considered successful, as a socially relevant project, disastrous. Success should
also be measured in terms of social change, seeking to know what people have
done with cpportunities created as a consequence of project construction.

NOTES
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Project managers who have to handle the cultural appraisal of projects
usually have two questiont, both equally important: how do you get the data
you need and how do you know when you have the right data? As with project
design, the simpler the dat. collection, the better. High-powered team research
and sophisticated mathemstical analysis, perhaps using computers, will usually
be out of place. Data colle:tion systems should, as far as possible, be contextual
and incremental.

The guidance given in this chapter is not intended as a comprehensive blue-
print, a teaching *“how-to-do-it.” For the project manager with sufficient social
science background, this chapter should serve as an aide-méinoire. For the proj-
ect manager with little social science background, this chapter should reinforce a
disposition to obtain suitable social science assistance. If a project manager needs
thorough instructions, extemal assistance is undoubtedly required. In such cases
the chapter can illustrate the general advantages of various kinds of data so that
project managers can enter into a useful dialogue with social scientists. Social
scientists may find the analysis of project types a useful aide-mémoire. The data
is based on personal experience in various countries and an in-depth analysis of
World Bank projects.

Previous chapters have identified principal data requirements for mapping
cultural resources and for project design and implementation. Existing data must
be matched against the requirements before decisions on design revision are tak-
en. Quality of quantitative data roughly corrclates with a particular country's
level of socioeconomic development: very poor countrics hase very poordy devel.
oped data collection systenws, and what is collected is usually not very sccurate.
In such countries, accurate quantitative data conceming attitudes, *olues and be-
liefs, o¢ production output (acreage, milcage, and so on) are ususlly unavailable.
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Assessments of what pecple want or feel may be based on supposition. Often fig-
ures on rew trees planted or new lands cleared or placed under cultivation are
produced by people who have no idea of what an acre or hectare actually is—
kilos and tons of production may be counted by pecple who have only a vague
idea of what a kilo or a ton actually is. In parts of West Africa, for example,
weight is equated with lorry load.

There are a number of rcasons why yields are hard to estimate from farm-
ers’ own records and data: harvesting may be spread over some months so that
totals are neither noticed nor recorded: harvesting may fail to record the amount
used for family consumption and for barter, recording only cash sales in local
markets; figures may be deliberately falsified to avoid taxes or rent increases by
landlords; and markets may be officially controlled, resulting in extensive smug-
ging and black-market trading.

Crop-cutting surveys are one method of getting inore accurate data. A sam-
ple area of land is harvested under supervision. From this sample yields can be
calculated with some accuracy. tHowever, to be valid this method needs crops
that are customnarily harvested at one time and well<:leared, open lands of uni-
form fertility. Crops produced in tropical rain forests or in rough, broken coun-
try are not suited to the crop-cutting technique. In some instances, the number
of economic trees and the number and weight of bunches of fruit must be
countcd comprehensively. Samples can only ° : constructed when there is assur-
ance that data are representative. A satisfacto: y methcd, assuming that plots and
families have been linked, is to assess yields prior to hervesting. Cocoa, coconuts,
coffee, and 60 on can be estimated by an experienced agriculturalist. as can grain
crops, tubers, and various legumes.

Project managers should guard againat bias in reporting. Figures may be in-
flated to please or impress: figures may be r=duced to avoid scrutiny, jealousy,
or even higher taxes. Productivity might even b¢ inflated by biased data collec-
tors who are secking an indication of ethnic superiority and leadership in the
struggle to modemize. When asked to collect data on the attitudes and aspira-
tions of very pour people, collectors often produce the kinds of data they know
their superiors want to see: thus, data collection often confirms planners’ ideas
of what poor people really want. It is important to ensure that alternative or
contrary ideas—to those suggested by a particular preject— have a chance to ap-
pear. Data should be able to deny as well as confirm.!

QUESTIONNAIRE SURVEYE

With quantitative date, project managers must be able to feel confident

_that the figures are valid and reliable. Houschold surveys and other kinds of
questionnaires are often required for project design calculations.? These surveys
seck figures on production, distribution, consumption, attitudes, values, beliefs,

0
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income, aspirations, and so on. Project managers can question themselves and
those responsible for the collection and dissemination as to which quantitative
data will reveal the important strengths and weaknesees of project implementa-
tion.

General Characteristics

The strength of well-designed questionnaire surveys lies in their ability to
answer specific questions that project managers may have, and to answer these
suthoritatively by means of sampling. A further advantage is usually thought to
lie in the fact that administration of questionnaire suiveys can be carried out by
low-level manpower. The methods and techniques associated with questionnaire
surveys are also better known and more readily accepted by most project mana-
gers than are qualitative data. ;

The weaknesses involved with questionnaire suiveys spring from their of-
ten having been desiimed by people with no real understanding of the social cir-
cumstances of those who are surveved. Une must know what kinds of questions
are permissible. Can one properly ask what kind of education a man wants for
his children, or whether he and his wife want to have children? Is it permissible
to ask about incomes? Will people fear that giving hon:st answers will cause their
taxes to increase or that they may have broken some law? People may be ashamed
of their position in life and may not want to have th:ir distress recorded. It is a
matter for wonderment that people who would not, in their home communi-
ties, address a stranger unless introduced—and whose decper feelings are scldom
revealed to their wives and cloeest friends—should habitually assume that ques-
tionnaire surveys will, in soine miraculous way, evoke a completely diffecent re-
sponse in othem.

Design Considerations

Expert advice is needed to determine what kinds of questions can be asked
and also how such questions should be phrased.> Questions must take language
differences into account, as well as values, beliefs, and attitudes. Expert advice is
also needed to determine who should be asked which questions: whoever designs
questionnaires should know about socineconomic status and about differences
between groups, occupations, and sexes. Finally, expert advice is required to de-
termine who should administer the questionnaires. Will the best results be ob-
tained by training people drawn from similar commeinitics to administer ques-
tionnaires? What level of education, what status, what ethnicity, or what sex
should those administering the surveya have? How long must survey staff spend
in a village before administering questionnaires? These considerations are espe-

1



TABLE 6.1

Construction of Questionnaires

A small amount of high-quality data is preferable to a large amount of er-
ror-ridden data. Questionnaire construction is a “chicken-and-egg" problem be-
cause a certain amount of information must already be available. Consideration
of the following factor is recommended.

Presurvey Resources

Qualifications and experience of those who will construct questionnaire: An an-
thropologist or sociolog'st at M.A. level familiar with the language and cus-
toms of those to be studied is essential.

Training for those who will administer questionnaire: What age and educational
level should those administering the questionnair:s possess? How many ad-
ministrators are needed? Should men work with viomen respondents, or vice
versa?

Implications of project characteristics: How long & period should questioning
sover and when should questioning take place; for example, is harvesting
piecemeal or seriatim? Must one wait five t< seven years till tree crops ma-
ture? Is there a known calendar of important ritual events spread over so
many months?

Motivation of respondents: It is useful to require rdministrators of question-
naires to asscxs why it is that respondents answer questions? What do respon-
dents think the dat- . for?

Length and content: Une way to assess whether designers of questionnaires are
sensitive to matter of length and content is to ask vhat would be too long and
what kinds of questions cannot be asked.

Sample design: Staiistical analysis will be useful in handling sampling errors, pre-
cision, reliability, and so on.

Instead of relying on one presurvey and then launching into full-scale ad-
ministration, it may be better to gradually perfect the instrument and the
method of administration. It may be necessary to vary methods for different re-
gions or sexes. Administration of the questionnaires should consider the follow-
ing factom. '

Format of questions: Because those who administer questionnaires w* inevita-
bly be associated with officialdom, questions asking farmers to say what they
learned, or did not learn, from extension agents are unwise. It is better to say
“some farmers think this, some think that, what do you think?”

Context: Sometimes administration to a group will he more accurate than indi-
vidual administration. Sometimes short lists will be preferable to long lists.
Sometimes it will be better to ask the questions and record the answers later
rather than asking respondents to reply privately.

’ ~ Source: Compiled by the author.
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cially important where data are to be collected in communities with low literacy
levels and little history of having received benefits from officials (sce Table 6.1).

There are advantages and disadvantages of various staffing options. Weli-
educated survey workers may be reluctant to spend adequate amounts of time in
“backward" villages and may wish to emphasize social distance between them-
selves and the village. If local people are trained as survey workers and they tum
out to be unsatisfactory, then it may be hard to dismiss them because they may
then have adverse effects on the project. The best survey workers are unrelated
to thoee in the svzvey village, possess appropriate langage skills, and have career
prospects.

Past Events

In assessing data, project managers must decide whether data have been
collected with sufficient frequency and if there have been adequate time inter-
vals between collection. Can one usefully ask farmers about agricultural input
used two or three years ago? Data on social conditions are frequently out-of-date.
For example, many anthropological and sociological sccounts are 10 or 15 years
old. If rapid social change is taking place, this is a dangerous situation for valid-
ity and reliability.

Frequency and periodicity must be explicitly considered for agricultural
production in most projects where social change is vital. Very often farmers re-
member only siymificant events, such as a very lean year or a very good year, and
questions about seeds used, labor input, and manure or fertilizer may not be use-
ful because such things are not considered worth remembering. It may be neces-
sary to collect data as farming operations take place instead of waiting till the
next growing season. A conscientious decision about reporting periods should be
taken, based on actual, on-the-ground investigations.

In most rural communities, the time when an event being investizated can
. be established by referring to particularly sigmificant past happenings—World War
IL an earthquake, when a bridge was built, when a particular government official
was in charge of a district. In the Solomon Llands, examples of such events were
the landing of the U.S. Marines on Guadalcanal in 1942, the murder of a well-
known district officer in 1928, and so on. A schedule of such events can be
drawn up for most areas.

If is often necessary to try to understand the age structure of a population
in the absence of reliable demographic data. There are simple physical tests for
age, such as the loss of milk teeth, the onset of menstruation (12-14 years) for
gitls, and the growth of underarm hair for boys (14-16 years). Where more so-
phisticated calibration is required, tests can often be obtained from police (who
need such data for criminal cases) or physicians.
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Sampling

Pruject managers concerned with population or nutrition projects should
pay attention to ensuring that their data cover valid and reliable samplez. Popula-
tion samples, when broken down by age, sex, and class, have often been too
small to establish etatistical significance. Regardless of whether samples are of in-
dividuals, families, lineages, (ribes, or villages, one must be aware of the social
landscape before determining sampling units: what is a typical individual, a typi-
cal family, or a typica: vilage? Samples must be based on an understanding of
the representativeness of the data to be employed. Social mapping, if it has been
properly carried out, can be: very helpful here. '

Samples must also be constructed in such a way that surveys con be carried
out speedily, as required for management decisions. If few survey researchers are
available, the sample may pave to be small; where large numbers are available, it
may be possible to survey an entire village. Surveys based on questionnaire ad-
ministration should not last more than a month. If surveys take longer, memo-
ries may lapse and respondents may have inaccurate preconceptions about the
purpoees and meaning of the survey.*

Samples must be comprchensive if at all possible. The population from
which samples are drawn covers the entire area where project effects are antici-
pated. A common mistake is to survey the participants while failing to survey
project staff or cooperating officials. Samples should cover the project environ-
ment and meet the criteria advanced in the chapter on implementation. Care
must also be exercised to ensure that samples deal with a broader social scene
than villages and houecholds alone.

Village information built up of household data may obscure sigiificant
factors affecting the acceptance or rejection of innovation. For ex~nple, men on
the Micronesian island of Yap wanted as many children as possible, yet their
wives privately disagreed and habitually aborted themselves: the principles un-
derdying reproductive behavior on Yap might not he discovered through house-
hold samples. Where power is exercised by religious leaders or by male secret so-
cieties, household samples will also have limited utlity. Data should cover the
criteria given in the chapters on cultural resources, mapping, and project design.

PARTICIPANT OBSERVATION

Project managers seeking to assess the validity and reliability of data on at-
titudes, values, and beliefs will encounter the anthropological methods ar 1 tech-
niques known as “participant obscrvation.” This refers to the means n.v.: an-
thropologists have used tc collect their data since Bronislaw Malinowski's pio-
neering work in the Trobrand Lslands of the Western Pacific in the years follow-
ing World War L Anthropologies! field work begins with a sustained period of
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immersion in the culture. The anthropologist “joina™ the community for a pe-
riod of one to two years, learning the J>:\guage, livirg as a member of the com-
munity, and recording data as a participant observer. Familiarity with language,
ccasonal activities, and the entire round of community affairs allows tkz anthro-
pologist to get close to events.®

Method

The anthropological field worker relies on a number of informants te sup-
ply data. Ideally, information from one informant car. be checked against that of
anothe:. Anthropologists usually try to use a number of informants of different
sex, socioeconomic status, age, and so on. The informants should be representa-
tive of the social milieu; their number should permit adequate crosshecking of
the data.

The one to two years allowed for field work is the usual time period asso-
ciated with a first visit. The first visit is usually associated with pursuit of a doc-
toral dissertation. Subsequent visits to a field work area should not require more
than a few months. The length of the initial visit is not merely occasioned by the
fact that the first visit is a tzaininp visit for the anthropologist; it is also necessary
that the entire environment be surveyed before decisions on appropriate research
strategies for spreialized issues are made.

Strengths and Weaknes 23

The strength of this method of data c.ollection is that it can produce data
of high quality. It becomes possible for th: anthropological investigator to un-
derstand why certain kinds of data are produced: he or she can understand why
production figures are hizh or low, why people want more land, or why heaith
facilities are used or unused. A further strength in this kind of data collection is
the fact that any anthropologist exposed to this initial field experience inevita-
bly develops a reservoir of experience that is not apparert in publications. Ques-
tions can be asked of ruch an anthropologist long after he or she has left the
field. In this way the full value of the ficld work can b: gaered.®

Some weaknesses of field work are that it is cirried out individually and
that it is hard to druw results of wide-ranging geographical significance from such
studies. Ar individucl anthropologist, if male, may have trouble collecting mate.
rial on female aspects of childbirth. A female anthropologist may have similar
problems assessing male attitudes. Anthropologists choose particular locations
because the social conditions are urique: it therefore becomes important to ask
what general considerations can bz extrapolated from such studies.
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ADEQUACY OF THE DATA BACE

The data base, a mixture of quantitative and qualitative elements, must be
wuch that it permits constant monitoring of project participant behavior in the
light of the criterin advanced in previous chapters. Does the government have
good sources of infonnation on the people where the project is located? How are
data collected and analyzed? When singlcsource informational resources are be-
ing ussessed, covering, for exumple, farmers’® attitudes, women's aspirations, or
the sociocconomic position of adopters of new innovations, two tests can be em-
ployed.

The first test is an assessment of authenticity. Where data are produced
from a single source, as with official statistics, is any independent verification, or
means of verification, of the data provided? Are the data accurate and represen-
tative?

Where independent verification of singe-source data cannot be carried out,
project managers should themselves attempt .o ackieve such verification if the
integrity of the data is vital to project success. Quantitative daty derived from
questionnaire surveys should always be checked very carcfully 1o ensure that
there is no distortion. The methodology employed in questionnaire 2urveys, per-
sonnel used, represcntativentss cf the spmple, and manncr in which investigators
are regarded by the people living in the sample area skould always be indicated.

The second icst of single-source data assesaes objectivity. Where official in-
formation is collected and disseminated, one must assess the motivation undzrly-
ing the donation of data. Why do respondents snswer personal questions? Why
are certain ki ds of data collected and disseminated! Information can be relied
on only when underlying motivation has been estatlished. Project participants
and officials may have a nuvinber of reasons for giving information, such us fear,
pride, hope of promotion, or patr.utism. People do not usually provide infr-ma-
tion simply because they believe in well-designed projects.

COLLECTION OF DATA

Project managers should personally cl.>ck quantitative and qualitative data
on the ground leve!. In addition to assessing the accuracy and rel'ability of data,
they can use these observations toward development of adequate data collection
procedures. The ainds of data that need to be checked on the ground level in-
" clude, as previously mentioned, production, incomne, calorie intake, births,
deaths, acreages, and so on (see Table 6.2). The data inust make clear the project
gituation and ruust include not only infonnation on the project location but also
on areas where spread effects are anticipated.



Table 6.2

Required Quantitative Baseline Measures

Evaluation of the Preproject Situation

Characteristics of the situation, such as a reproductive rate of 35 per 1,000,
caloric intake of 2,000 per day, literucy rate of 2 peicent, the monetary income
of poorest, and the presence or abeence of particular skills and knowledge, are
important.

Definition of Samples
Three (six, if possible) groupe should, at minimum, be identified:
A. In the area to receive project input,

B. In the area ultimately to be affected by spread effeets,
C. In ar area similar to .*, but where no project impact is anticipated.

Choice of Samples

Sample groups should be as nearly identical a¢ possible in respect to, for
example, size, social structure and organization, values and beliefs, resources,
and language and environment.

Schematic of Samples
Samples can be represented graphically as iollows:

B A c

|| i | l

Mom’ton‘ng and Eveluation

Time, coat, and performance should be monitored and evaluated in A, B,

and C:

By comparing A with B and C, results attributable to the project can be estimated.
By comparing B with A and C, results attributable to spread effects can be esti-

mated. )
By comparing Cwith A and B, results attributable to the project can be estimated.

Source: Compiled by the author.

9?7
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ldentification of Groups

The best way to uncover differences among groups that are significant
enough for recording is to visit widely, interactiug with the widest possible range
_of people. The problem does not lend itself to questionnaire survey methods;
rather, participant observation by one or more persons (depending on country
size) is preferred. Three scts of queations will uncover most differences. One
secks information about different ethnic groups and how they usually interact.
b there tension, fighting, or cooperation? A second refers to “modemization”
and the progress of various groups or geographical regions. Which groups are
thought to be advanced, which backward?

In many nations where tensions between ethnic groups are high, discussion
of ethnic differences is strongly discouraged. Natienal unity and the need to
project a national consensus discourage attempts to identify ethnic separateness.
Another objection sometimes raised against social mapping is that mapping can
be thought colonialist in ideology. Those who make this charge suspect mappers
of wishing to preserve archaic social distinctions whereas they, the critics, seek
extraordinary or revolutionary social change.”

An answer to these objections is that there it no necessary evil in social
mapping; rather, it is an attempt to produce better projects in order to avoid
wasting resources. It can be shown that in most countries where strong inter-
group antagonisms exist failure to allow for such situations in project planning
leads to poor results. Social mapping is not judgmental—it mercly seeks to de-
scribe the existing situation as it is.

In North Malaito, in the Solomon Islands, differentiation exisiz between
social groups that live in the inland hills and worship their ancestors and those
that live within easy reach of the sca, which are Chiistian. Ethnic cleavages are

not so strong. The Christian group views itself as progressive, literate, money-

making, and healthy. The ancestor worship group views itsclf as backward, un-
healthy, and malnourished. Members of the vwo groups do not cooperate and are
either hostile toward ecach other or, at best, indifferent. The distinction between
the groups is based on geography, siace the coastal people iiad greater access to
government and missionary perconnel. The inland people had no way to eam
money because copra and cocoa were not suited to their environment. The same
kind of distinction can be secn between plains people and hill people in Burma
and other Southeast Asian countries, such as Thailand, Laos, and Cambodia.

The third series of questions about social classes was not important in Ma.
laits, although elucidation of cluss differences may be very important in other
countries. For example, in Peru there are several well-defined social classes: at
the top are the descendants of Spanish colonists: at the bottom of the social py-
ramid are the aboriginal Indian inhabitants, or Qholcs. In India, there were tra:
ditionally four well-defined classes: priests, warriors, merchants, and untoucha-
bles. Although the passage of time has lesaencd the impact of some of these di-
visions in Indian society, some of them must still be tuken into account.®
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The best way to test whether intergroup differtnces have been discovered
is to make sure that some are identified in the course of a survey. No country is
without some such distinctions, whether among ethni: groups, between the sup-
poced advanced ard the backward, or between thos: of high social status and
thost of low status. This process, if undertaken on a full-time basis, should not
take raore than two man-months.

Social Organization

it is almost impossible to appreciate the nature of land tenure arrange-
ments in a country solely by reading books v-ritten by anthropologists or legisla-
tion on land tenure. Anthropological coverage is seldom complete and may cover
only a small number of traditional areas. Land tenure legislation is usually di-
rected toward primogeniture and thus may not affect wide arcas held under tra-
ditional tenure,

Within the chosen sample, the land belonging to or being used by each
household or family should be mapped out. That is, a plan of the village should
numerically identify each houschold. Each houschold should be associated with
its lands in nearby forming areas, the size of the plot or plots beiny, carefully
measured. Often boundarics are hard to identify, particularly in broken country
or wootled areas. It is often the case that fumilics may have different parcels of
land—one used for grazing, another for gardens, and another for producing tim-
ber and other materials used in house construction (sec Table 6.3).

In areas where population fluctuates due to sessonal er ~' vment, urban
migration, or dramatic incrcases in population growth. itis es. .das that data on
landholdings be checked, since official records may be: misleading, This can help
establish whether plots are becoming smaller in response to population increase
. or because certain socioeconomic groups are increasing their landholdings at the
expense of others.

Local court records are the most satisfactory way to obtain land tenure

data. Recent cases provide a commentary on social change because they illus-
trate both pressures for new kinds of land terure an¢ those for maintenance of
traditional arrangements.’ Sufficient case data must be collected to permit a
map, detailing tenure arrangements and their distribution, to be made. Court
data can usually be supplemented by data from the 'local lands and survey de-
partment, which will have all recent surveys on recard. Records should show
which pieces of ground have been registered in the numes of individual owners,
which registration requests are pending, and which areas have the lowest number
of requents.’ Collectior of such data can be accomrlished within two six-man
months, depending vn the size and social complexity of the country involved.
To obtain data on types of family structure and work organization, inves-
tigation might begin with what happens at markets. Sensitively designed ques-

ol
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TABLE 6.3

Investigation of Land Tenure Patterns

PWhat Is Held?

It is essential that the nature of all available types of interest in land be de-
lineated. Ownership is a bundle of rights. These rights should be specified. In
many societics, there is nothing akin to the concept of lendownership found in
industrial countries. For example, the owners of topsoil may be different per-
sons than the owners of subsoil. Perhaps neither subsoil nor topsoil owners own
trees that stand on their ground. These categories of rights, or what is held, must
be investigated. There may be few rights that resemible ownership: instcad, land-
use rights may only be usufructuary. However, even in those countries where
substantial areas are held under traditional tenure, it will usually b the case that
large arcas are also held by primogeniture, that is, the common pattem for in-
dustrial countries.

How Is It Heldl!

For all categories of interest in land, some performance is required on the
part of the holcers of those interests. For those with ownership rights, land may
have to be used productively or it will be confiscated. Those with lesser interests
may have to pay rent, perform ritual or economic services for kinsmen, or follov.
the customs of their ancestors.

Aho Holds It?

In any country there will be substantial areas held or used by individuals.
Other areas will be held by groups of people. The nature of the qualifications for
membership in such groups must be expicred. It is equally important to describe
the circumstances of those who have no land-use rights.

Source: Compiled by the suthor.

tionnaire surveys can be uszd to elucidate how goods are produced and how the
proceeds of sales are distributed. This will reveal pairi- or matrilineal features.
Questioning in villages should be directed toward the manner in which capital as-
setshave been ereated. How are houses, roads, wharves, churches, clinics, schzols,
and so on constructed? These kinds of structures ar: bevond the construction
capability of one household. By asking such questicns it should be possible to
uncover the existing f~.cms of work organization~what their membership crit::ria
are, how often they meet, and what constitutes the permissible range of fur.c-
tions under thcir charter. The investigations should be completed within two
man-months.
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Belief Systems

Both questionnaire survey and participant obeervation techniques should
be used in studying belief svstems. Samples should ngain be made up from the
groupe that social mapping has shown to be significant. Establishing the geogra-
phy of religions can be a complex business: census data may be available, and
missionaries can often fill in the gaps. Further useful data can sometimes be
fleaned from police records, since there may be records of complaints aguinst
. «08¢ who break religious injunctions. A useful way to highlight differences be-
tween belief systems is to examine the role of women.

Aititudes voward social change can be uncovered by using questionnaire
survey methods to assess which cultural features respondents feel should be
changed and which preserved. However, personal questioning is usually better
than administration of guistionnaires where population issues are involved. The
first thing to be determir.ed is how decisions about having children are made.
Such questioning shouls be directed separately toward men and women drawn
from different social g.oups and rociocconomic ievels

One obvicus way to determine attitudes toward health is to consult medi-
cal personnel in hospita s and at dressing or first-aid stations. Both male ard fe-
male personnel should be consulted. The demand for medicines and services is an
important indication of attitudes. What kinds of illness are brought in for treat-
ment? This kind of information can be supplemented by interview material
drawn from sample villages. Questions should be dir:cted toward older women
and men and indigenous healers. They can be asked to list the most dangerous
illnesses and appropriate kinds of cure or treatment.

Beliefs about distrilution of goods and services are importan? to investi-
gate. A careful record hould be kept of amounts and types of food retained
from yields and used for family consumption or reserve. This record should in-
clude livestock as well as grains, tul. i, fruits, and other vegetables and tree
crops. In addition, it is useful 2 record the most common methods of food
preparation and actual food distribution within the family. What citeria are
used for intrafamily food distribution? Do males get niuse than females? Do por-
tions increase with age and seniority or with ph) slcal size?

Within the community itself, food given in exchange for zoods and services
enjoyed by the family should also be recorded. How much goes to the landlord
or other familics for satisfaction of debts contracted with stores and so on®

The portien of family production offered for sale should be recorded.
Sometimes farmers are forced to sell all their marketable surplus when prices are
low, sometimes they have poor leverage and must sell individually to well-orga-
nized middlemen, and sometimes they seli only whien cash is required.

Productivity may be thoupht to be affccted by failure to perforra an im-
portant ritual, such as giving a feast for dead ancestors. Productivity might alro
be affected by exposing lunds to impurity: a menstruating woman is thought re-

ql
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sponsible for infertility ‘in certain parts of the world. Does land have to be
blessed? Do important and coetly rituals have to be carried out to ensure fertil-
ity?

If undertaken at the same time as other basic duta gathering, collection of
this type of data should require two man-months.

Wealth Forms

Weslth is a difficult topic to investigate in poor rural communities. Ques-
tionnaire surveys tend to produce inaccurate data be:ause people are unwilling
to give a precise reckoning of their wealth lest they be assessed extra taxes. Addi-
tionally, many surveys concentrate only on monetary holdings, thus ignoring im-
portant categories of indigenous weaith. However, it thould be possible to cover
this topic in one man-month. .

Among the poorest people in any developing community, money may not
be the general medium of exchange. The first task is to find out what forms of
wealth exist and which kinds of social transaction those wealth forms are used
for during a year. Most of this information can be obtained from studies of mar-
ket transactions, analysis of household possessions, and discussion with such
people as bankers and anthropologists or other social scientists wo, .ng in the
arez. Samples should 7gain be drawn from all groups found to be significant.

Family income may arise from a varicty of sources: saie of produce, sale
of labor of family members, rental of lands or equipment, sale . livestock or
artifacts, remittance from urban relatives, pensions, and so on. Care must be
taken to compile a representative sample and to menitor data accuracy, since
people in most poor rural comniunities are reluctant to discuss monetary in-
come.

Farmers’ reasons for wanting a monetary income should be recorded. Is
money wanted for consumer items, such as soap, salt, clothing, kerosene, bicy-
cles, radios, and mosquito netting? Is money requir:d to pay rents or govern-
ment taxes ¢ various kinds? Are large amounts of money required for security
or as an index of status? Is money in the form of coins or specie preferred, or
paper (many traditional communities dislike paper money because it quickly de-
teriorates)? (See also Table 3.2.)

Mobility Patterns

This data can be collected in about two man.-months. Well-constructed
questionnaire surveys taken at markets can establish significant pattems of
movement. In most rural communities these patterns ure affected by the need to
reach markets, stores, medical services, police, churchis, and workplaces. Partici-
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pant obeervation inquiries directed toward medical personnel and police officials
can help establish patterns of scasonal movement.! Medical personnel often
have valuable data on the spread and containment of discases based on mobility
patterns, while police officials often have to know where to find people at par-
ticular times in a year. Local government officials also tend to know a great deal
about mobility pattemns. Tax officials can be a useful surce for this kind of data,
since they study the movements of those who pay tases—and those who do not;
agricultural, medical, or educational extension workers, on the other hand, are
often not affected by the presence or absence of particular individuals in villages
when they visit. They tend to see their jobs as involving visits to villages ruther
than contact with people.

Basic Human Needs

The matter of which categories of poor in what areas can realistically be
helped is a political decision. However, that decision-making process can he
helped by a supply of good, accurate data on the pour and their problems. Un-
derstanding of basic human needs is an outcome of a national inventory of cul-
tural resources. This process cannot be satisfactorily avoided or circumvented.
If national fizures—income, caloric intakes, and so on—are relied on, it is un-
likely that they will be cither comprehensive, since narrow samples are often
biased, or accurate, since a tendency to ageregate and average data dominates
such exercises. Useful data can be collected within one man-month.

REVIEWING PROJECT DESIGN

Previous chapters have concentrated on project managers who must iden-
tiy, design, and implement projects while handling the cultural dimensions them-
selves or obtaining assistance from social scientists. There are, however, many oc-
casions when project managers inherit projects identifisd and designed by others.
Guidance is given below on the kinds of behavioral problems typically encoun-
tered with some common project types. This treatment focuses on issues that
should, as much as possible, be viewed along lines suggested in previous chapters.

INTRODUCTION OF NEW CROP TYPES

Frequently, projects to introduce new types of crops pay insufficient atten-
tion to existing forms of social organization. The issues treated in the chapter on
project design, Chapter 4, need einphasis. The cultivation of certain types of
crops entails a cycle of activitics that have social, and possibly ritual, significance.
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Change may affect the utilization pattern of land and labor. Distribution of time
calculations by potential project participants will be important.

A first step is to examine the incentives from the individual’s, ana tnen
from the association's, point of view in order to assess motivation. Are changes in
the design of the project called for? Shifts in the distribution of power, wealth,
and status and their cffects on the gronp can be asuessed along lines suggested
when benefitincidence was discussed with respect to project design. Are long-term
structural realimments within the group called for? \re credit arrangements sat-
isfactory? What will the consequences of the new income generation be on pur-
chasing power and leisure time? Will migration to cities he affected? Will crop
specialization have any marked effect on nutrition and reproductive behavior?

Estimation of spread effects is particularly important. If macrolevel di’ « are
available, experienced consultants should be able to collect these kinds of data in
two weeks. What is the relationship between this project and the widier society?
Is the project special to this region or group of people? Are the results capable of
emulation and are the necessary measures an explicit part of the project design?
What kinds of evidence suggest that the project will be enthusiastically support-
ed? What is the attitude of local leaders and opinion makers? What decisions are
asked of participants? Can the positive and negative features of these decisions
be elucidated? Given a basic concern with subsistence needs, does the project al-
ter the basic confidence of the participant in his or her ability to provide fora
family? If success seems to depend largely on the quality of government or other
official intervention, what is the local opinion of officialdom?

RESETTLEMENT PROJECTS

A starting point in seeking critical behavioral factors is the pattern of re-
cruitment: reasons for participating in projects and the kinds of satisfaction of-
fered. The dissatisfied can oftc.: simply walk home.'? This action in itself is a
critical behavioral problem. Disgruntled peaple who have not heen notably sue-,
cessful in one community do not always have the potential for success in an-
other. The best form of recruitment involves the total community —the removal
of a viable community from one arca to another. No matter what the method of
recruitment, onc must know what the setiers have been told they will obtain.
Random selection of settlers is problemnatic when the people come from differ-
ent ethnic groups and communitics. It may be difficuilt to achieve a viable settler
community. Will the rescttlement be viewed as a lowering or raising of status?
To what extent has the group been consulted before resettiement? Data on moti-
vation can usually be collected within two weeks.

The next factor is the envisaged paitern of orjanization for the new com-
munity. Is there a departure from traditional forms and, if so, is there reason to
believe that it will be unattainable? Here it is nccessary not only to envisage pat-
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terns of ofganization in the economic sphere but also the political, the social, -

‘and the religious forms of organization common to the settlers. What is the rela-
tionship envisaged between the new community and neighboring communities?
Will the neighboring communities view the scheme, for instance, as an attempt
to preempt their uncultivated (but cultivable) lands?

As alrcady indicated, dexign of such projects must pay special attention to
contextual and incremental factors. New settlements appear to present opportu-
nities to devise new systems of tenure capable of overcoming what are thou
to be inappropriate featurrcs of traditional systems. But there is a need to appre-
ciate that a tenure system is a reflection of a social system, not a capricious or
arbitrary feature, the alteration of which will autor atically be greeted with re-
lief by settlers. What are the functions of the traditional system: to what extent
are these made redundant by resettlement? How was the arca of resettlement ob-
tained, and from whom?

What is the nature of the residence pattern proposed under the resettle-
ment scheme? Are the proposed pattems different from exieting patterns; do
they, for instance, envisage nuclear family residence as coposed to joint family
residence? Does the new pattern alter family relationships and authority? Is it
lowering the status of women, or increasing the domestic burdens of some mem-
bers of the family? Does it result in diminished care “or children through the dis-
persal of relatives formerly residing together? What types of house construction
are envisaged: how is a house to be constructed, by whom, and when owned?
What wil! the effect of new residence and housing patterns be on reproductive
behavior?

It should be possible to estimate how long social change will take within a
iwo-week period by examining other resettlement projects.

IRRIGATION PROJECTS

Two types of irrigation projects are of concem: the first involves the open-
ing of new lands; the second, the improvement of access to available water. The
degree of control and coordination required from all who are associated with
such projects is exceptional. The engineering required to ensure the proper and
timely supply of water is of an exacting nature, and the maintenance required is
no less difficult. The social problems are of equal complexity. An adequate in-
vento-y of cultural resources is very important.

Rights to water have usually gone hand-in-hand with the development of
sophisticated legal systems to regulate thoee rights. These legal systems arz part
of the wider system of social control, and they need to be thoroughly under-
stood. Primarily, they regulate aceess that springs mainly from one’s position in
society. Any alterations of the existing social control of access to water must be
closely regarded.
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Benefi incidence requires special attention. Chinges in access to water fre-
quently alter the social position of one or more individuals, giving them a pre-
eminent position and an ability to control others that was not traditionally their
right. Very often the social consequences of redistribution have not been fully
studied. Because irrigation projects demand such clcse social control, one. con.
cern is with utilization of existing instituticns, both in the supervision and the
collection of such charzes as may be levicd, as well as arrangements made for
maintenance. Such data can usually be collected within two weeks.

Of more hasic concern is the question of whether the resources provided
will actually be used. There are instances of tube wells in India and irmigation
schemes in Iran and Thailand where dams have been constructed but the waters
are unused. The form of agriculture—disciplined coordination, residence require-
ments, relative inelasticity in terms of production—are all facts of life that have
been mastered only after many centuries of experience by hydraulic communi-
ties. Therefore, this type of project requires thorough evidence that the social
calculations are correct (sce Table 6.4).

TABLE 6.4

Improved Water Supply, Upper Volta

To reduce the incidence of water-home diseasc:. in northem Upper Volta a
number of wells were to be constructed by AID. Existing wells. while useful,
tended to silt up. Deeper well construction was planned. However, similar proj-
ects executed in other areas of the Sahel had experienced severe problems.

When water supplies were improved in North }\Mali more cattle were intro-
duced into the area. Despite attempts to get villagers. to follow improved range
management, overgrazing and destruction of grasslands resulted. Improving
water supplies was not a technological problem but vather a social one.

Leaming f.om previous experience in West Africa, the AID project studied
the social landscape—social groups, social organization, inobility patterns—in or-
der to decide on the optimum location of wells. By dispersing the wells over a
wide geographical area rather than augmenting existir g village supplies, overgraz-
ing was prevented. Anticipation through analysis of sccial dimensions was impor-
tant.

Source: Compiled by the author.

IMPROVED LIVESTOCK PROJECTS

Projects to improve livestork form a major part of agricultural project
work. In many parts of the world, traditional methods of animal husbandry are
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inimical to the establishment of modern methods of livestock management. Ini-
tial inquiries relate to the social significance of the animals: are some sacred, as
in India, or is possession an indication of social status. as among the Mesai? What
ia the relationship between the social system of keeping animals and the kinds of
changes called for with improved husbandry? Some want to seil cattle, some
want to increase herd size and, thereby, their prestige, and soine, like the Nilotic
Nuer, may want to keep animals and drink their blood.
A second point of interest concemns the ownership of livestock. Does own-
ership rest with men, women, groups. or even with the gods? What are the group
~gard . . . ;
in cerights re .

e R

individuals or groups, or are they dispersed through the sociely? What happens .

to cattle when they die or are slaughtered—are they u source of protein for the
community? If 50, are there important questions of taste to be taken into con-
sideration? How are decisions made about castration, calving, the relationship
between the numb. - of cattle and pasture resources? What food resources are re-
quired for animal husbandry and what are the conseqaences of improvements in
these factors? )

Have opportunities for change been correctly identified and is it possible
to mount extension programs that take these concerns into account? What is the
riationship between access to grazing or water and the improvements? Is im-
provement in livestock leading to a diminution of other richts locally considered
inportant? What is the pattemn of inheritance? Is catle ownership a significant
factor in the relationship Letweer: generations? All cf these factors will be im-
poitant in determining appropuiate ~ommunications ¢trategics. This can usually
be accomplished within a two-week period.

NUTRITION PROJECTS

Nutrition projects sometimes suffer from the same problems as population
projects in that misunderstanding can arise between technical personnel with
biochemical training and social scientists. Nutrition projects have sometimes
found it difficult to stop distributing food in favor of increasing local capacity to
produce a eapply of nutritious food.

Food patterns are deeply ingrained in most communities and often associa-
ted with intricate systems of religious belief or social standing and status. Intro-
duction of new fouds or even selection of traditional foods for fortification
needs to be done with care and, as with population projects, the progress of nu-
irition projects must be carefully olwerved to ensure that initial design assump-
tions are valid and that unforeseen participant reactions do not threaten project
success. The following issues should receive attention:
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What is the social meaning of food? What is the place of a particular type
of food in a community? s it associzted with sickness or health, with feast or
famine? b it associated with old or young people? Do the wealthy people and
the poor both eat it? Does the food have & religious or ritual significance?

What is the system for food distribution and food preparation? Do men
get the larget share? Is there some logic behind th . method of apportionment
within fam?.es? Is food prepared in a way that results: in a lous of valuable nutri.
ents? Can the food be stored for long periods so that. a balanced supply is avail.
able?

Are taste and preparation characteristics important? Do the new foed
types meet important taste needs in the community and can they be used in tra-
ditional recipes? Are the food types introduced related to those that can be pro-
duced locally? If food is grown, will it reach the right people in sufficient quan-

tity?
POPULATION PROJECTS

Population projects often reinforce the idea that a major difficulty in im-
plementation comes not from project participants but from officials. Medical

and social science personnel traditionally have had diff:rent approaches, philoso-

phies, and ways of working. Policy issues are also far nom clear since some coun-
tries want to increase population while others want to reduce population growth
sharply.

Reproductive issues—conception, spacing between children, abortion, and
80 on—are potentially explosive and devisive: population projects are among the
most sensitive undertaken. It is therefore necessary, a3 early as possible during
the implementation process, to ensure that initial design calculations are accu-
rate. The following questions are designed te identify commonly encountered
problems:

Have the advantages and disadvantages of not having children been cor-
“recty identified? Are children a form of insurance against old age? Are children
an indication of womanhood so that to be barren carrics a heavy social penalty?
Do men feel social pressure to have children as an indication of virility? Are men
and women who die childless thought to be more dead than those who leave
children behind? ,

How is a decision to limit family size reached? Is it a decision that can be
made by women alune? ks it a joint decision of husbands and wives? Does the
project recognize the decision-making context?

Is the methud of birth control convenient? Is it understood by men and
women? Is there a pessibility of pain or discomfort s a result of using this
method? Is there a cost factor involved that may limit: adoption? Is literacy a
key factor in reproductive Lehavior?

q

0
+



DATA REQUIREMENTS FOR CULTURAL APPRAISAL | 109

Are project personne! able to establish rapport with clients? Is it easy for
pemsonnel to talk to women? Does the local indigenous system of medicine treat
reproductive behavior?

Is the media campaign hardling the right kinds of incentives and controls?
Is the reaction favorable?

EDUCATION PROJECTS

An inventory of cultural resources is a necessary prerequisite to education
project identification. The language of instruction, the nature of instructional
technology, the social position and attitudes of the teacher are all important.
Equally important arc the process whereby pupils are selected, the forces that
tend to encourage or discourage attainment of individual goals, the opportunity
costs for individuals, the attitudes of parents, the lacation of the schools, and
the kinds of thinys taught.

Education projects are not oidy concerned with the transmission of cul-
ture but also presuppose planners® conceptions of a future state of socicty. Insti-
~ tutional barriers to educational reform must be viewed in an attempt to speli out
the value conflicts involved; for example, in many countries the educational sys-
tem teaches that the highest expression of cultural values is found in careers in
government, the church, or the army.

Reform of such a system may have to address itself to the problem of in-
culcating attitudes and values more conducive to busincis and commercial ex-
pansion. Tiie same is truc in the rural areas. One mus calculate the potential for
social change inherent in proposed educational reforms.

This leads vo an asscssment of the social realism involved in educational
planning against the background of that socicty's beliefe and values. The ques-
tion becomes “Education for What?" ks the syst2m satisfving local aspirations is
addition to producing peaple who are motivated to work in certain key posi-
tions? Will they remain in those positions for some titne? What ate the structural
consequences of the system with respect to creation of new roles, effects on so-

cial stratification, and results in terms of ncwly emerzent forms of access to
~ power and status? Is there a good fit between the educational environment and
the social environmuent, oz is the system producing too many people for the lim-
ited number of positions available?

With formal education there is a more or less captive audience, a fair de-
gree of consensus among adminisirators and adiinistered about what education

is or ought to be, a definite time period for inst-uction, a possibility for feed- .

back, and an assumed motivation to learn on the part of the student.

Are educational goals meaningful to participsnts? Since the traditional
classroom situation is not usually replicable on the desired scale, there is often
heavy use of mass media. These can serve % “ccus attention and raise aspirations


http:expression.of

130 | APPRAISAL OF DEVELOPMENT PROJECTS

while #* the same time indicating the means for achieving wish fulfillment. This

being the case, it is axiomatic that media messages have a good cultural fit. The
need for continuous monitoring and adjustment is a firit requirement.

How is knowledge passed on and who is responsible for this process? What
are the aims and objectives of traditional education? Who is responsible for what
kinds of inotruction? Is instruction by example, by prictice, through discussion,
or writing? What are the rules {or participation with respect to age, sex, parental
constellation, or beliel? New programs must be grafted in attempts to introduce
entirely new and untested forms of instruction.

~ The following issucs must be considered in an cvaluation of {formal educa-

tion programs:

What are the social characteristice of sctual or potential pupils in terms of
sex, age, parental constellation, religion, and ethnic or tribal origin? What are the
mechanisnis makisg for exclusion or inclusion of particulaz groups?

What are the social characteristics of the teachers, with regard to the lan-
guage of instruction and their likely attitudes toward s selected series of occupa-
tions and roles?

Ir: the case of nonresidential institutions, what is the degree of reinforce-
ment attained by different home backgrounds during nonschool periods? Are in-
struction methods culturally relevant or failing to minimize the development of
potentials?

Does contert analysis of instruction methods indicate the existence of
value conflicts or tend to downgrade use of training in occupations cor sidered
key in economic develcpment?

What procesces aad influences are at work when students select their ce-
reers? Is choice primarily a result of access to particular kinds of information,
the example of parents and peer group, teacher attiwudes, or media presenta-
tions? .

What are the structurs! consequences—creation of new social distinctions
based on education attainment—of education for new jobs? What are the socially
conceived components of job success, and is it possible to attach these compo-
nents to sectors of the economy with a demand for high-level manpower? What
does it mean to be illiterate or without education in urban and rural areas?

What are the political consequences of education for tribal or religious ten-
sions? Is education seen as a way to promote national integration? What are the
consequences of promoting denominational education!

What is the relationship between new methods and traditional forms of in-
struction; is too great a break presupposed? Is it possible to reform and build on
the traditional methods?

What is the local perception of education in tems of what it should do,
who it should provide for, what should be taught, how it should be financed and
controlled? Is the system responsive, or can it be made so?
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The following issves must be considered in an evaluation of nonformal
educgtion pro Tams

What are the social characteristics of the audience? Li instruction or advice
being directed to the right groups and the right people in these groups? Is the
traditional division of labor appreciated, and the social motivations behind that
division? Is the mearage too broad in its design to have necessary local impact?

What is the sctual or asumed motivation on the part of recipienta? Is in-
struction relevant enungh to focus attention und raise aspirations? Is regional or
tribal variation required?

Are both the time ailotted and the place of instruction conducive to suc-
cens?

Is the messag: cognitively relevant and is it likely to be understood by the
average person in the target area? Does it pay sufficient attention to what people
already know and feel about the subject matter?

Where media are employed, have the right kinds of media been used and is
there sufficient provision for feedback? Has the messt.ge a good balance between
repetition and demonstration to ensure leamning atd yet prevent boredom?

Has attention been paid to the need for develcpment of community asso-
ciations and the importance of seeking their udvice? Docs the message take into
sccount existing forias of organization and ways of dcing things?

What is the Jocal perception of media-arc they thought to be unduly po-
litical or biased? Can media succeed although ncceasiry backup and supporting
organizations fail, thus imperiling future work!

Where local people are to be trained as teachers, has sufficient attention
been paid to ensuring that they poesess the requisite personal characteristics and
social backgrounds for access to all members of their community after training?
(See discussions of *Proximity " and “Measurement™ in Chapter 5.)

ROAD PROJECTS

Often only minimal attention is paid to cultural impact of road projects
because roads are seen as having considerable economic appeal and because the
design and implementation of road projects are generally considered engineering
problems. Many engineers feel that the need for roads is so great that any road,
no matter where located, will bring sizable benefits.

Roads poos other interesting problems. One is the fact that, once a decision
is made on the location of a road, issucs of participation are not as important as
in other types of projects: people living in the project area will be affected by
the irapact of a road project whether they like it or not. Project managers there-
fore have a special responsibility to identify in the fullest way possible the
stream of coets and benefits that will be created by a2 road project, to ensure that
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full advantage is taken of the benefits and that full precautions are taken to
ameliorate the negative consequences of road construeticn to the extent poesible.

Another problem concems the location of roads. Since the effects of roads
normally extend nine to twelve kilometers from the roadbed, a lccation decision
should be based on needs of suitable beneficiaries, as identified by the inventory
of cultural resources. Normally, however, location is decided b, a combination
of engineering requircments and political pressure.,

When the matter of location has been decided, attention can tum to three
problem areas that account for most of the costs and benefits associated with

types, provision of easicr access to markets, an! meze rcadily available agricul
tural advice. On the negative side, land may become more precious and scarce,
excessive fragmentation of plots may take place, and there may be pressure to
register lands held under traditional tenure in the names of single owners. Family
members who must leave their home areas and go to towns as a consequence of
this registration process constitute a cost to the project. Litigation in local courts
may increase over lands located beside roads.

Many of these problems can be prevented by a suitable land utilization
Plan. Such a plan must recognize the tendency to alter traditional cultivation cy-
cles beside roads. Road construction can result in a loss of food Cropa, as a conse-

quence of substituting cash crops, and a loss of fertility because land beside the

roads no longer goes through the traditional fallow cycle.

ere is increasing emphasis on labor-intensive rond projects. Among the
important considerations lere are the manner of recruitment and the relation-
ship of the technology employed to normal work patterns. Where there are large
numbers of unemployed, attention must be paid to some locally acceptable
method of job distribution. This can be done on a geographical basis; that is,
thoee living in a particular district are employed when the road is constructed in
their district. When construction moves to another area, the people of that dis-
trict are given jobs. The disadvantage resides in the need to train new groups in-
stead of accumulating skills, ‘

The ways in which construction gangs are organized and the kinds of
methods and techniques they use for road construction should, as far as possible,
fit in with normal work pattems. If this is not done, constiuction may take long-
€r, cost more, and may fail to leave many permancnt contributions of value to
the community. Skills leamed during “oad construction should benefit the com-
munity when construction has been completed. Data on organizational factors
can usually be collccted within a month by experienced personnel.

With respect 1o the provision of services—medical, educational, agricul-
tural—it is necessary to identify positive and negative acpects 8o that these can be

treated by project design. In what ways will the access of poor people be widened

i



TAILE'6.S

Time and Cost® Estimates for Data Requirements

Time in Cost
Type of Data Components Man-months  (dollars)
Cultural resources 1 Social mapping 6 30,000
and humasn needs 2 Social organization 6 20,000
(Chapter 3) 3 Belief systems 4 20,000
4 Wealth forms 4 20,000
S Patterns of mobility 4 20,000
6 Access to basic hu.
- man needs 8 40,000
Subtotal 32 160,000
| If foregoing is available,
the following times
can be as follows:
Project design 7 Spread effects % 2,500
- (Chapter 4) 8 Motivation % 2,500
9 Estimating time factors % 2,500
- 10 Benefit incidence % 2,500
11 Communication 1 5.000
12 Using indigenous
organization 1 5,000
Subtotal 4 20,000
Project implementation 13 Critical behavioral
(Chapter 5) factors 1 5,000
14 Project close-outP - -
15 Measurement - -
Total 37+

185,000

8Based on foreign expert probable costs.
bDepends on project life.

Note: The larger the country, the better the existing data base.

. Source: Compiled by the author.

113



116 | APPRAISAL OF DEVELOPMENT PROJECTS

or narrowed 23 a concequence of road construction? In many instances, motor-
ired visitation will become common in place of foot patrols. This can mean that
fewer service perronnel will be in villages overnight 3o that those who work all
day in the fields may not receive attention. There may be reluctance among ser-
vice personnel to visit inland because of a feeling that those wanting services
should visit roadside stations. Critical behavioral factors of this type can be col-
lected in about one month (see Table 6.5).
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Data collection for cultural appraisal should be accomplished within a year.
Project managers will not themselves be primarily responsible for data collection.
Instead, they will arrange for data collection, and evaluate and interpret data as
they are produced. A strategy for data collection should begin with an inventory
of existing cultural rerources in order to estimate which can provide the kinds of
data called for by the social dimensions of projects. The same methodology used
in projects can be useful, that is, definition of groups and so on. Social science
faculties at local universities, colleges, and training institutions should be as-
sessed together with all other groups poesessing distinctive information collec-
tion and interpretation capacity. Oversers resources should be examined next.
With respect to organizational issues, what kinds of institusional resources are al-
ready available? Should grants be used to expand caparity in certain areas?

Without a strategy for collecting macrolevel sacial data to complement
macrolevel economic data, wastage and error are inevitable. The social scientist
asked to advise on a project must try to sclect the kinds of data required of an
inventory of cultiral resources and human needs before going on to tackle de-
sign and implementation issues. Since different social scientisis are employed on
different projects, duplication is inevitable. It is more likely that the real nature

of poverty will not be determined and that, due tolack of information, project

design will be faulty. Location of the project may also be. noor.

A lack of macrolevel social data is more serious ‘when important design de-
cisions are being made because cultural factors that should be part of project de-
sign may be ignored or, if thought important. may be considered too late in the
project cycle. This creates a situstion in which cultural factors are “added in" a8
if they were extrinsic variables; thus, design cannot adequately anticipate posi-
tive and negative cultural factors.

Since information functions are not markedly different from economic
functions, they can usefully be examined to see if they are contextual and incre-

1s
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mental. For example, questionnaire surveys have loag been used in India: to at-
tempt the same thing in Burma would probably be dissstrous becsuse Burma has
fewer people with the required skills. Statistical interpretations should be incre-
mental, otherwise there is a danger that, when intreduced, they will have mini-
mal spread effects. Therefore, any attempt to improve the information resources
should kegin by assessing the functions of central govemment, local govemnment,
and the academic community. Following this, contracting and research needs
can be assessed.

GOVERNMENT STRUCTURES

It is the author's view that the collection and analysis of the types of infor-
mation requircd for the cultural appraisal of projects must increasingly become a
local government responsibility in developing courtries. Improvement of resour-
ces for government collection and analysis of data can be viewed in terms of
“centralization™ versus “decentralization.™ In centralized systems, powers, du-
ties, and responzibilities are concentrated in the capital; with decentralized sys-
tems the reverse is true. Information gathering, analysis, and discrimination func-
tions - "¢ embedded in the relationship between the center and the field. There
are, however, disadvantages to this kind of dichotomiy. Discussion of decentrali-
gation implies that things are being transferred from the center to rural areas.
Yet it is not true that the center and the ficld are equally suitable locations for
similar sorts of powers, dutics, and functions: the powers, duties, and responsi-
bilities of central and local govemment are different. Treatment of information
will also differ. )

With respect to information, which powers, duties, and responsibilities are

.best exercized at the center, which in the ficld? In some instances—for example,
customs or national defense—decentrulization is not really plausible. It is often
clear that the center must have responsibility for national policy making and al-
location of scarce resources. But local government regulations and bylaws can
only be made at the local level.

All govemment activities can be classified on a departmental basis into
control or extension departments. Those responsible for control would be (na-
tional) police, judicial, audit, posts and telecommunications, and so on; decen-
tralization is not relevant to most of their work. There is broad agreement on
how such departments obtain and use information. Those responsible for exten-
sion might be agriculture, health, education, and so cn. Devolution or, more im-
portant, decentralization is necessary for such depariments. Controlling depart-
ments administer nationally determined .decisions in local areas and exercise a
minimum of personal discretion. The personnel asiociated with such depart-
ments may serve in local areas end coordinate their activities with local officials
but they will, in the main, answer to central authority.

\0(0
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With extension departments, the question is more difficult. Within the na-
tional guidelines the question of which information functions are to be carried
out Jocally, and how these are to be sccomplished, is a matter for local determi-
nation. The sharing of responsibility is between the central government, which
may indicate broadly what is to be done, using as positive and negative sanc-
tions, legal penalties, and financial incentives, and local government, which must
plan and implement to suit the local context.

The object of creating more genuinely democratic structures at the local
level is not simply to promote economic development or to obtain maximum cit-
izen participation (it is, after all, known that many people in industrial societics
do not participate in elections—to use this as a test of the visbility of democracy
might be dangerous). The need is to create a multipurpose information frame-
work that enables local people to plan, execute, and review a wide variety of
activities. Local government must become responsible for more and more project
work. For example, what is taught in local schools, whether education should be
the same for boys and girls, what is the best emphasis in agricultural planning,
what should the nature of health care be—all these iusues are best settled at the
local level.? And it is at the local level also that the best chance is to be found
for the identification and alleviation of the probl=ms of the poorest.

The means of achieving the best mix of powers, duties, and responsibilities
between field and center for information needs is not to divide up what already
exists but to look at the overall allocation of powers and then make the new al-
location. Many developing countries have incorrect ministerial portfolios; many
should completely reorganize their ministerial structures. Reorganizing local gov-
emment information functions cn the assumption that the center is correctly or-
ganized will often be self-defeating.

Colonialism initially concentrated all simmificant information, powers, du-
ties, and responsibilitics at the center (district administration personnel were
agents of the central government). As,the competenc: and capacity of local gov-
emments increased they were, vear by year, given more responsibility. The aim
would, ultimately, have been ar. adequate division; however, in many countries
this process was arrested at the time of independence. Postindcpendence sctivity
often meversed the trend to stronger local zovernment, strengthening central gov-
emment instead. In some instances, so little war known of the real meaning and
nature of local govemment that district administration personncl were consid-
ered part of local govemment.

The search for a methodology to deal with local government would be bar-
ren if it were not part of a larger exercise directed not only at the reorganization
of all government activities and delincation of the distribution of powers, duties,
and responsibilities but also at the identification of racans of coordinating field
and center activity and the extent to which local sccial patterns are explicitly
recognized in any ensuing arrangements.?
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Loeal Government Ficance

Someone must pay for information functions. Few local govemment au-
thorities have access to regular, substantial revenue snd as a consequence their
development activities and the quality of personnel that they can attract and re-
tain suffer adversely. Forest products, minerals, trade, fishing, indirect taxation,
custom tariffs, most direct taxation, and proceeds of international development
assistance usually accrue to the central govemment in the first instance.*

Local governments ~btain most of their revenne from licenses (firearms,
radios, otores, and so on', from rental of facilities such as markets or abattoirs,
from flat-rate toxes }~.sed on all able-bodied males, and, so on. The characteris-
tics of local government finance are that the amounts are usually small, the ad-
ministrative costs of tracking down those liable cre heavy, and the incidence of
improper avoidance is usually hizh. It is bad for contidence to know that many
do not make their proper contributions. It is bad for inorale of local govenment
officials to know that a high proportion of what is collected goes for their per-
sonal emoluments.

Block grants are often given to local governments on a per capita basis or
as & result of specific local government proposals made in answer to central gov-
emment announcements of fund availability. The block grant has the disadvan-
tage that money is often taken from the rural area and then brought back again,
a process that throws a heavy strain on srarce administrative resources. On the
other hand, the grant proposal method requires repeated application for specific
sums and thus tends to favor the local authorities with large staffs possessing the
necesaary grantemanship skills.

Obvioutly, the size of the tax base is a crucial issue. In many countries the
size of local government reflects divisions suitable for purpozes of colonialism,
instead of reflecting economic factors. Extreme variation in size operates to the
disadvantage of the smaller authorities—a minimum local government entity
should probably be created by law.

Personnel

Information furctions require sufficiently well-trained personnel. Colonial
local government failed 0 manage staffing successfully. Third World countries
have to live with this heritage. The most able peopls often wanted to join the
central government. In all too many cases there was no unified local government
service with comprehensive pensions and other benefits and provisions. It proved
difficult to transfer local personnel from on~ authority to another. Those who
were of local origin in a particular local authority were often too closely tied to
kinsmen. It proved to be very diffcult to get Bnancial personnel to audit local
government accounts. Often personnel who had been sent overseas on expensive

n
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‘training courses and had begun to make real progress were lured away by the
- higher salaries offered by private enterprise.

INFORMATION CONSTITUENCIES

Information means different things to different people in government.
Therefore, it is important to delincate different infonnation conatituencies. Min-
istries will sometimes conceal information from each other; some kinds of infor-
mation will be ignored or suppressed. Delineation of information constituencies
is not simply a matter of mapping different groups, but of understanding the
values responsible for their treatment of information.

Although many Third World universities are orjanized on interdisciplinary
lines, it is important to appreciate the strength of traditional disciplinary inter-
este. Academic communities have information constituencies like those found in
government. Each discipline has its own values ani beliefs, and solutions to
problems are favored to the extent that they support the values and beliefs held
important by the discipline.

Anthropology

The discipliue of anthropology has been collecting data on poor people for
over half a century, yet these resources are at present little used. Anthropologists
can collect high-quality data and have considerable abilities for analysis of func-
tional relations at thelocal level. The discipline contains specialists in population,
putrition, education, and rural development; an increasing number of younger
anthropolugists are interested in practical careers. If consulted early enough,
they can offer very valuable insights on most of the s'eps outlined in the chapter
on project design,

Anthropologists have tended to shy away from involvement in governmen-
ta! affairs; thus, organizationol experience is rarely available i {:¢ teaching insti-
tutions, which has affected the discipline’s views and attitudes. Basic textbooks
still show litle awareness of contemporary development policies, problems, and
practices. Teamwork, as in most other disciplines, is not very strong, demo-
graphic and quantitative skills are not emphasized, and litte attention is paid to
communications media. Anthropologistd have concentrated on first-hand, per-
son-to-person contacts.

The practical consequences of this situation is that numbers of anthropolo-
gists would be required to help with countrywide or “egional social mapping, be-
cause the real strength of the discipline is at the village level. Ideally, anthropolo-
@ists should be given a period for leaming about orzanizational requirements be-
fore being given aswignments. On the other hand, they are expert at data collec-
tion and should, if poesible, be asked to evaluate data collcetion.
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It is advisable to draw up a roster of anthropalogists for a whole country
or region where projects are to be carried out. The number included in the roster
should permit geographical as well as functional (for example, education proj-
ects, nutrition, and so on) coverage. When this roeter is being drawn up, care
should be exercised to record the extert of each anthropologist’s experience
with projeet work. It is alko wise to ensure that each anthropologist on a roster is
basically ... sympathy with the known philosophizal axsumptions underlying
project work. Development is, after all, a political process and some anthropolo-
gists participate quite vigorously in that process.®

Economics

Economists have considerable strengths and weaknesses for project work.
Strengths stem from several decades of highly successful leadership in project
work in developing countries, the fruits of which have: filtered back into teaching
in the universitics. The simple vizor of project caleu'ations is a testimony to the
common sense approach of economists and their ability to focus on the essen-
tials of a problem. Given their strong quantitative skills, economists can, in addi-

tion to normal financial and economic analysis, give valuable help in disaggregat-
ing national figures and statistics and in estimating benefit incidences, project.

" impact, and spread cffects.

Economists usually have no firsthand experience of social conditions in re-
mote rural ereas of developing countries. Where they have experience as econo-
mists in developing countries has usually been in regional urban areas or the
capital. Economists are usually not interdisciplinary and ico few take the trou-
ble to see what other social scientists can do.® A cormon problem amang econ-
omists involves their. tendency to adopt an oversimplified view of positive and
negative incentives to production, an approach sometimes revealed in the atti-
tude of economists who believe that a problem that has not been quantifiedis a
problem not yet sufficiently thought through. As with anthropology, @ consul-
tant roster should be drawn up.

Geography

Geographers are in some ways similar to anthrcpologists, especially if they
cal} themselves “human geographers.” Human geographers undertake ficldwork—
their real expertise lies in handling spatial relationshins. In this connection, they
perform valuable work in mapping—in working out the location of projects and
the probability of achieving spread effects. Geographers can also contribute to
an undemstanding of the relationship between society, culture, and envireament
insofar as these concepts are related to incremental and contextual considerations

P
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a8 described in the chapter cn project design. Geographers usually have had good
‘quantitative training.

Modemn geography involves a considerable degiee of specialization, some-
thing that is only natural in a discipline trving to span the gap between the phys-
ical and social scicnces. Economic and human geographers will usually b/: useful
in project work. They will. however, generally be of more utility st the macro-

planning—land use rather tha
they are to

Political Science

Development is a political process and political scientists have a great deal
of useful information about how things happen as a result of events in the politi-
cal arena. They are particulardy adept at analyzing how development programs
can gain and maintain support, how institutions can be strengthened, and what
the role of factions and minority groups is likely to be. As such they can do valu-
able work on matters euch as delincation of groups, leadership, benefit inci-
dence, and identification of obstacles.

Much of this work, however, has been concentrated on national politics at
the expense of the local level. This concentration does not illuminate the posi-
tion of the poorest, many of whom do not participate in national or even re-
gional political life. Atteinpts to build models, use statistics, define modemiza-
tion processes, and s0 on have usually added a good deal to the basic phenomena
being studied. In the past, too few political scientists have been trained in ob-
taining high-quality data at the village level. This position is changing and an in-
creasing number of political scientists should be able to offer valuable assistance
on qu:stions involving local government and its relationship with central govemn-
ment.

Public Administration

The traditional concerns of public administration with management, bud-
geting, and personnel have now been augmented by » concern with analysis of
public policy. Past interest in local govenment of developing countries has died
away and most work in the iast few years has centercd on large public bureauc-
racies. Public administration specialists know how these organizations should be
run and how people can be trained to run them. They also have skills in what has
been called “institution building™ and the devising of management information
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systems to fit local capacity. Since the contribution of public service to develop-
ment is vital, public administration specialists are important people whose views
should be considered at both the mapping and the projict design stages.

One weakness of public administration involves the fact that many grad-
uates have little administrative *xperience. Because the subject matter—public in-
stitutions, civil servants, and their responsiveness to the public will—is by nature
interdisciplinary, there is a certain theoretical self-consciousness among public
administration teachers. This self-consciousness results in frequent self-examina-
tion and attemj 's to gain academic respectability by vhat can be called “scienc-
ing,” for example, using theories and computers in a way that sounds good but
really helps understanding very little.

Specialization can be a weakness of public administration since what dis-
tinguishes the good public administrator is humanity 2nd an encompassing grasp
of societal matters, combined with an ability to see relationships and possibilities
where others ree none. If management is wanted, the anawer is to be found
among the praduates of business schools: if quantitative methods are wanted, the
answer is to he found amony statisticians and econometricians; if policy analysis
is required, the answer is to be found among political scientists; and if one
wishes to see how these elements combine to lift performance in the public ser-
vice, the answer ought to lie with public administrators.?

Social Psychology

Social psychologists have good quantitative skills and an increasing number
are capable of collecting high-quality data at the local !evel. They can play a very
valuzble role in handling data about local pereeptions of development and pover-
ty, motivations for change or nonchange, appropriate role behavior, and ways in
which people learn to innovate. These factors are potentially of great importance
to population, nutrition, and education projects. It is vital that more social psy-
chologists become associated with projects at the earliest possible moment.

Because social psychology has little field data cf value on record, there is
often delay because requests can only be met through new research. Social psy-
chologists are usually better working with microlevel problems. Most social psy-
chological research has been executed with rescarch, rather than operational, re-

quirements foremoet in mind. The most operationally relevant work has been

done in the communications ficld (for example, what do figurez 2nd symbols on
posters mean in other cultures—what do size, shape, color, and form convey toa
cross-cultural audience?).’® These posters have been used in several countrics to
promote health and agricultural development program:. :

The great strength of mont social paychologists is that they have good
quantitative training and can perform well in questionnaire surveys. Further-
more, they do not require excessive amounts of time to carry vut their fieldwork.
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Sociology

Sociologists have Jood quantitative skills and have worked well with econ-
omists in recent years. They can perform valuable service at the mapping stage
and at all stages of project design. 'l'hey have the capacity to obtain high-quality
date. They are problem- and issue-oric nted and are used to giving judgments and
opinions. They are al:o cnpablc of carr'ing out origiral research within a reason-
ably short period of time.!

Most of what has been said about anthropology also applies to sociology.
The difference between the two is that generally the [srmer has been attracted to
problems in developing countries while the latter has concentrated on problems
in industrial countries. The practical consequence of this is that sociologists usu-
ally have, duning their training, been less exposed to data from developing coun-
trics than have nnlhropolomt.s Though the problems chogen by an anthropologist
and s\';c.do;:m may differ in nature and setting, the methods and techniques
used in anazlysis are similar. Many antlvopologists, however, call themselves so-
ciologists because of the feeling in many developing countries that having an an-
thropologist study one’s socicty imiplies that the society is primitive.

CONTRACTING WITI INSTITUTIONS

When information needs have been assesscd, contracts may be given to
suitable institutions. The capacity of academic institutions, particulardy where
univsmsities in industrial countrzs are concerned, is very difficult to estimate, and
great care should be taken to study an insti:ution before scarce resources are
committed to contracts that may benefit "he institution more than the govern-
ment. Many academic institutions have a good deal of window dressing: they
may have well-known academics on board and may obtain visibility from a few
high-level studies, but most of the day-to-day business and research is carried out
by low-level people. A weakness of many research inxtitutes is that not only are
they unwilling or unable to commit their best people hut often their best people
have gocd academic reputations and all too little practical experience. Unless
employment of persons known to have practical experience is stipulated, or the
project manager himself has access to someone with extensive academic experi-
ence, .¢'racting may be a most dangerous business.

A contract for mapping or project design should be given only after solicit-
ing proposals from a number of institutions. Part of this may be a psychological
problem arising because these may be the project rnnngcr's former teachers,
part may be due to the idea that institutes and universities are nonprofit organi-
zations. Academics do go through the equivalent process when they apply to re-
search grants. A competitive process is the most satisfactory way of awarding re-
search contracts.
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. Govemments also have an interest in developing research capacity so that
it can continually be drawn upon. The information needs of a country, both in
the short and the long term, may supgest the advisa’ility of an institution build-

ing grant.®

Consultants

When a countrywide or regional inventory of cultural resources and kuman
needs is completed, and this should be accomplished vrithin a year, attention can
turn to project work. A first atep is to assess the natute and scope of project op-
erations planned for the next five-to-ten-vear period {o¢ within nationa! plan lim-
its if this i different). This can be broken down on a sectoral and regional basis,

that is, transport or population projects in the north and south. This will estab- .

lish the nature and 2cope of projects to be camicd out. Cultural appraisal data
can then be identified and the rosters for various disciplines can be consulted.
Thereafter, if a nutrition project i2 contemplated in a locale, it should be possi-
ble to contact someone with the appropriate kind of expertise. When that indi-
‘vidual has finished, a report on her or his work should be kept. The inventory of
future project work should be matched by an inventory of individuals with the
necessary skills to work on such projects (see Table 7.1).

Consultant Management

Construction of a roster of capable individuals Joes present some problems.
Not every well-known academic is suited to project work. Teamwork, the subor-
dination of self in favor of common enterprise, and the capacity to take a back-
seat on occasion are qualitics and attributes not alviays highly rewarded in uni-
versity life. Where an individual’s technical contribation to a project is seen as
vital, something about his or her personal outlook and bureaucratic sbility must
be known well in advance of the award of an assignmr ent.

The most economical way of managing social ecience consultanis is to as-
sume that the relationship between project staff and academics or consultants is
to be long-term und mutually beneficial. A first ated before any specific ansign-
ments are given is to ensure that the individuals being considered for assignments
are given an opportunity to learn about organizational procedures and practices.
The object of such familiarization is ensuring that those who are being consid-
ered know what kinds of data are required in projects, what kinds of judgments
and opinions are needed, and when these things must be accomplished. Anyone
accepting an assignment from an organization without knowing it absorptive ca-
pacity is unwise. The best report in the world is only as good as the capacity of
thoee who receive it to translate it into an organizationally relevant document.
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A second step for oificials writing descriptions of the scope of work for
consultants is to become familiar with the ways in which universities, institutes,
or consultant firms operate. They need to know the kinds of research carried
out, the kind of writing usually done, what the rewards and penalties are, and so
on. Contracting for social science expertise has to be a bilateral affair in which
each party gets something of value and each tries to accommodate the other'’s
needs and desires.

The final step in the precontracting process is 1 meeting to discuss the na-
ture of the assimment. Here the project manager need: to demonstrate that he or
she has clear, substantive areas in mind and a firm series of expectations. The
project manager should stress that the format of the report must address already
identified categorivs and frameworks. for example. steps presented in the chap-
ters on inventory of cultural resources and project design. In addition, the spe-
cific possibilities suggested by the project type checklists can be referred to, and
highlighted during, discussion.

The actual timing and nature of the work output should al<o be discussed
at thls time so that both parties are quite clear about what is required and when.
Of course, it is not always poesible to settle all itenis at the precontract stage.
Where ficldwork, quantitative surveys, or original rescarch are involved, it is well
to allow six months to a ycar. Where the data are already availuble or the re-
searcher is familiar with the area, three months will probably suffice. Some field-
workers may insist that they need a year or twoin the field, hut this is not nec.
essary where assignments are given on the basis of experience. The point of con.
tracting is not to asist the universitics in the training of new graduates—that
takes years—but to employ those resources alrcady created at public expense.

INSTITUTIONALIZING SOCIAL SCIENCE FOR DEVELOPMENT

The history of social science usage in U.S. development assistance illus-
trates some common problems. Anthropology provides a good example. Why, in
1974, in a country where some anthropologsts are household names, was there
no anthropolagcal Ph.D. permanenty emploved by AID (or the World Bank)-
and this at a time when development assistance was supposed to go to the poor-

est overreas? The emphasis on programs to reach thos» hypassed by previous de- .

velopment assistance called for the kinds of expertise that anthropologists poe-
sess.

It is almost 20 years since anthropologists and other noneconomic social
scientists were first used by AID. The last usage was with community develop
ment programs during the 19303 and early l960x Bur, despite the fact that it is
still prominent in the applied amhropolog) literature. community development
was discarded because 20 years ago AID wanted to be able to measure the results

of its development programs and the benefits of community development were

\\§
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cemed with creation of training courses to meet the demand for new social
scicnce skills. The third strand involves snsuring that an agency obtain its own
permanent core of social science specialists to provide supporting services in the

field.

Learning from Consulting Firms

~ If one compares the intellectual resources available to most universities
_and those available to medium-sized consulting firms in industrial countries, it is
hard to see how many of the conmuting firms specializing in social science sur-
vive. Of course, a few universitics do not use their best faculty in fulfilling re-
search contracis. However, this in itself is not a satisfactory explanation for the
relative success of consulting firms. By and large, the universities do have better
talent, but the consulting firms are reputed to turn in a more operationally rele-
vant product. )

Consulting firms begin by studying the client organization. They know
what their clients can and cannot use. They do not feel the necd to appear schol-
arly, to show intelligence or brilliance, or to rebut what so-andso wrote a few
years ago. They seem to be reasonably objective professionals at the job of meet-
ing their clients’ needs. Consulting firms adapt their ¢affs and organizational re-

sources to the task at band, without being bound by trade unionizm or jurisdic- .

tional disputes.

Research Strategi=s

Frequently, research into such areas as reproductive behavior, agricultural

credit, or education fails to have any impact on project designs. Many problems

result from industrial countries® ethnocen’ ic approach to research and develop-
ment rather than Third World countries® reactions. One example of this is secn
in the industrialized countries’ stress on participation-the idea that development
assistance projects should secur2 the maximum participation of the poorest citi-
gens. In a sense the issuc is wrongly stated: the issue it not to secure “their™ par-
ticipation in “our " projects, I'ut is rather to justify “orr” participation in “their™
development. .

The level of skills called for in particular developinent assistance projects
must be reluted to the level of existing shills in a particular developing country
rather than the level found in an industrial country that can produce a scmewhat
ideal solution. This draws attention to the fact that projects and program sys-
tems cannot usefully be drawn up at a global level. Project systems—even with
useful gobal suggestions—must be designed to fit Jocal capacity, otherwise de-
pendency is increased.
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The greatest obstacle to genuine participation is the fact that many devel-
opment systems are so complicated that communities cannot gain confidence in
their development ability: the systems introduced only work with the import of
outside experts. Yet local communities need to gain confidence in their ability
and capacity to manage their own affuirs.

As a general proposition, it scems reasonable 1o suggest that any develop-
ment system devised completely in industrial countsies has a limited chance of
success. Such an approach may wrongly imply that the brains are all in industrial
countries, whereas research should be collaborative. Furthermore, local idiosyn-
cracies are part of the research and not something to ke added in later. Research
is not a privileged niche that is somehow exempt from the concept of collabora-
tion. Research methodologies, like planning, must recogmize the need to begin
from the bottom and work up to the top.

Linkage: Operations and Research Manpower

Even allowing for a necessary time lag while research findings trickle down
to projects and programs, it does seem clear that there is a wide gap between re-
search and operations. The actual calculations made, for example, in the course
of the World Bank's project cycle, have not changed significantly in the last dec-
ade." Too little of such costly social science research becomes operational.

There must be a clearly stated linkage hetween the manpower capacity of
the research organization and that of the development assistance or other organi-
zation that is supposed to implement the rescarch. *ith each picce of research,
the kinds of manpower skills that will be needed to operate the ideas must be
specified: these skills should be compared with the existing inventory of man-
power skills and early arrangements made to adjust for any shortfall. If a research
team is made up of famous academics straining their brains and using all their
skill to find an elegant solution, how will the reseaich be operationalized?

IN-HOUSE CAPACITY

Some organizations operate under the assumption that their own perma-
nent manpower core of skills is not vital to operatinal effectiveness, the logic
being that the entire range of skills that might be required cannot possibly be
used on a permanent basis. Unusual demands should be met through consultancy.
It is better to get specialists on demand from the univesitics—they will be tech
nically fresh.

Such a manpower utilization procedure, however, requires at least a mini-
mum of in-house (that is, within an azency) capacity in the specialty in question.
Without this minimum the agency usually does not even know where to look for
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a specialist. How can the terms of reference be drawn up? If there is no in-house
capacity it is hard for the agency to know what the person in question actually
can or cannot do. It is equally hard for the epecuhst to know what kinds of
things the agency should be told.

The danger is that, through lack of in-house cavacity, funds will be wasted
and rescarch duplicated. This has probably happentd on numerous occasions.
Weak, uncconomical research results are usually attributed to the weakness of
researchers, instead of being attributed to the initia inefficiency of the people
concemed with drawing up terms of reference in the agency.

Research Drafting to Operational Specifications

Social science research is too often carried out far from where operations
are executed. Research should be drafted to meet operational specifications. For
example, instcad of always increasing general knowlidge about income distribu-
tion a group of researchers could. on occzsion, be required to develop their con-
tribution and new methods and ways of han.ling in:ome distribution. based on
research findings, could be instituted so that not only the operation of the orga-
nization but also iis level of perfurmance would be permanently affected.

Researcliers too often meet only their research counterparts in an organi-
zation. In fact, they should spend a great dea) of time with those who will carry
out the operations. llowever, one very seldom encounters operational people
when agency and academnic perconnel hold conferences to discuss research mat-
ters.

Responsibility for Implementation

Most of those in organizations exercising oversight on behalf of agencies
are not in an operational division. Many have never been in operations or have
been away from the ficld for years. When a research contract is first envisaged,
thought must b gven to having one person associaved with the research team
and another associated with the dewelopment assistance agency, both of whom
will be re onsible for implementation of relevant rescarch findings. It is too late
to think about implementation when a contract is finished; research must be car-
ried out with implemnentation firmly in mind. Project managers who are effective
in implementing rosearch findings are not overly concemed with whether a piece
of work is economica or public admtinistration—their sole concem is to get the
job done well,

Universitics, particularly in industrialized countries, are still orpanized along
fairly medieval lines. Too few universities have a nutrition department truly inte-
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grated with the social sciences. Too few social scierce departments or develop-
ment centers have agriculture integrated into their activities. Too fcw univemities
are organized along intellect sal lines (o produce the kinds of thinking that rural
or urban development require.

CONCLUSIONS

Popular theories about development assistance: produced in industrialized
countries, and the policies that reflect those theories, have usually ignored idio-
syncratic cultural factors. Projects with the emphasis on achieving economic
growth and increases in productivity have been planned without sufficient atten-
tion having been paid to the cultural context of the society in which the projects
were to be located. The recent adoption of a “basic. needs™ policy may not be
helpful, since it contains assumptions about the nature of problenis and their so-
lutions in too supecficial a manner. This is no less tue for private voluntary or-
ganizations than it is for official assistance.

Cultural factors are still not handled systemalically in development proj-
ects. The norms of many private and official development assistance organiza-
tions responsible for projects still stress spending of’ funds rather than achieve-
ment of social change. Lines of communication are ¢till too long. Responsibility
for the project cycle must be localized and the local people more involved in

lanning and executing their own projects. This is an important goal for those,
P g € proj P g ,

who recogmize a need for participation in the planning process by the recipients
of project assistance.

Identification of the possibilities for productive social change is vital to an
improved project process, Cultural appraisal can be eystematically carried out in
an economic fashion, Regardless of which project beneficiaries are selected as a
consequence of cconomic and political decision mabing, a national inventory of
cultural resources and human needs is still necessarv for project identification.
The treatment of cultural factors at the project identification stage must be sys-
tematized. When an inventory has been constructed, it becomes possible to plan
where it should be located and to estimate where benefits will be experienced.
Without such an inventory, scarce resources may be wasted or not used to their
maximum advantage, and such quantitative data as exist may be misunderstood.
This is 8o because quantitative data on income, caloric intake, or education mey
mean very little to thore not living in the project arsa unless complemented by
information about the social cirrumsiances of those concemed.

Project desizn can be molded to the social landscape of project partici-
pants in a systematic manner rather than molded to the intellectual landscape of
plannere. Project desiyn must reflect the cultural context and can then provide a
basis for the integration of the various fonns of project analysis—the organiza-
tional, financial, econumic. and s0 on.
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Instead of each piece of analysis being separately undrtaken, and separ-
stely evaluated, by project managers. it is possible to examine each of the crite-
ris for cultural appraisal and then to have the different analyses address the same
criteria. For example, organizational criteria. discusscd in the chapters on proj-
ect identification and project design, can be examined by an anthropologist (or a
sociologist or social psychologizt), by an economist undertaking economic analy-
sis, or by a political scientist undertaking organizational analysis. Motivation cri-
teria can be handled in the same manner.

Implementation to minimize costs and maximize performance requires
that project managers have local dixcretion, a sound undentanding of the range
of poseibilitics fur social change, and good sources of data. From a cultural ap-
praisal perspective, the implementation phase has two lessons: the vital impor-
tance of project managens’ analyses of the various dimensions of the social
change process and the advisability of project managers undertaking small, man-
ageable projects. . _

" To create a suitable data Luse for the cultural appraisal of projects réquires
both funds and time, not an unrrasonable investment, but, rather, one that can
be shown to result in savings through production of better projects. For project
managers, better datamean an increased ability to make timely project decisions.

It is not necessary for project managers to conceptualize “hard™ and “soft™
data. Hard data must be interpreted in enltural context, that is, they need a soft
component to be fully comprehensible. Soft data nerd a hard component to be
useful in project work. Project managens, using cultural appraisal, can focus at-
tention on criteria that have both a quantitative and qualitative dimension. An
excess - f quantitative or qualitative dats alone is likely to be misleading.

Project managers in the field need support frora their headquarters. Most
multilateral and bilateral development assistance organizations are not organized
to carry ot policies that emphasize reaching the poorest overseas, and they have
provided Third World countrirs interested in the cultural appraisal of projects
with: few examples. Thicd World govemments have undertaken their own initia-
tives. Consequently, disparity between the resoutces devoted by the major multi-
laterals and bilaterals to improving economic and technical analyses and those
devoted to improving cultural analy sis continues.

Progress has been made in AID hut the Worlc. Bank still has 1.000 staff
members with economic and business qualifications for every one staff member
operating as an anthropologist or sociologist.

Because of the absence of a suitable cultural appraisal methodology, social
scientists and project managezs have remained at anr.’s length from each other.
Social scientists have traditionally resisted gving “how-to-do-it™ advice because,
recognizing the complexity of cultural arrangements. they feared appearing to
endorse what to them appeared to be simple, mechaical procedures that might
do more harm than good. However, there is a fundamental difference between
*“how-to-du-it* kinds of miidance and cultural appraital information zimed at in-
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cressing a project manager’s awarencss of “who-can-do-it. " Project managers are,
after all, the linchpin in the process of undertaking cultural appraisal. Decisions
that project managers make—whether help is needed, what kind of help, and s¢
on—will continue to determine standards in the cultural appraisal of projects.

The implications of this analysis for cultural appraisal are similar to the les-
son anthropologists have learned from the study of culture. Cultural appraisal of
development projects procedures must be holistic and must be undertaken com-
prehensively. Appraising individual projects with the kinds of data developed
from an inventory of cultural resources or project design alone would be as mis-
leading as the current practice that allows cach social sticntist to interpret the
meaning of cultural appraisal. '

New policies require new inputs. If the now popular development assis-
tance policics continue to stress the need to reach the poorest developing coun-
tries (and there may well he arqument or dispute with whet is written here),
there cannot be a denial of the need to explore such ideas on a more energetic
basis. ' |

“Cheshire Puss,” said Alice, “Would you please tell me which way
1 should go from here?™

“That depends a good Jeal on where you want to get to,” said the
cat.

«] don't much care where,” said Alice.

“Then it doesn’t matter which way you go, " said the cat.

“_golongas I get somewhere,” Alice added.

“Oh you'rc sure to do that,” said the cat, “if only you go far
enough.™
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