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CHAPTER I 

INTRODUCTION 

Each organizational operation ,requires a desirable procedure for 

the effective performance and successful achievement_ of objectives. The 
' 

necessity for an improved syst~, t<;> achieve the above goal, has created · 

a striving for an effectiv~ ma'J,'lqgerial and administrative system. The 

reason. bey<;>nd this is to utilize the human effo.rt, resources, an~ energy 
~ . . 

in such a way as to gain more benefit_ and advantages from the o:peratio:q 

and thus re_ach the higher level <;>f organizational performance more· 

satisfactc;:,rily. l'he outcome of this aspirati.on fr.om a. recent devefop-

ment in the managerial area is the Management by Objectives (MBO) 

approach, which provid.es any organization with a cle_ar .understanding of 

the concept of effective management. 

The idea of MBO has been popularized since early 19_50. The pro-

gress and acceptance of this .system by different _industries, corpora-

tions, and organizations is amazing. Hundreds and hundreds of -firms i.n 
. . •, ·t 

different .businesses optimistic~lly reported th,e progress which they 

made under this system. For eJ1:ample, progress anc;l improvement are made 

::i.n areas such as the .. following: rise in. level of performance, reduction 

of the cost and rise in the profit, rise in productivity and results,. 

saving of time, motivation of personnel and employees, work simplifica"".' 

tion, better use of equi.pment, c;:,rganizational clarity, inventory control, 

and improvement in growth,_of the whole sys.tem in terms of project:i,:on, etc. 

1 
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The Management by Objectives approach has been supported by the. 

behavioral science research in terms of personnel motivatioq. This is 

especially tr~e when the second level of management share their ideas 

and opinions with personnel and ·staff of higher level management. In 

fact, this sharing of opinion in the process of decision making releases 

human potential of the lower manageria+ level personnel when they 

recognize that they are accepted and;worthwhile personnel;in the 

organization. They, therefore, try their. best to utilize their efforts 

and energy mqstly in those areas which originate from their own thoughts 

ancl opinions and dedicate themselves in the performance and achievement 

in a more contributory,manner. 

Dr. Wil+iam W. Stevens.on.· (25) introduced MBO in the following 

statement in his foreward (page·ii): 

Management by Objectives is a system which allows an organi­
zation to plan its course of action to assist .the individual 
with contributing to that course and to determine progress 
toward mutually accepted goals~ It provides a mechanism 
whereby an.organization ,may concentrate its efforts upon a 
set of priorities which have been mutually determined and 
broadly accepted. This system allows every individual in 
the organizati<;>~ regardless of level and responsibility to 
know what is expected of him, where he may look for guidance 
and assistance, and who he is expec.ted to coordinate with in 
his work. The·system provides for the progress of the 
organizatipn towards certain: goals and keeps disrt1ption due 
to both outside and inside change to a minimum. ' 

Purpose of the Study 

The basic and major purpose of the study is to develop a model for 

implementing a Management by Objectives system for Agricultural 

Extension in Afghanistan. 



Problem of the Study 

The Department of Agricultural Development anq·Extension, which is 

one of the most important divisions of the Ministry of Agriculture and 

Irrigation, has a significant and contributing role in the development 

of the national economy. The department has focused its effort onthe 

development of the ?gricultural sect.or to improve the quantity and 

quality of agricultural production through continuous education of 

farmers with scientifically applied methods of farming and research 

results. The effort is also made to develop th.e knowledge of farmers 

and rural families, which comprise the :major segment of the population 

(85 percent of 17 million ;total. population), in various aspects of life 

by the introduction of educationa,l programs through all possible 

facilities, namely, the extension staff, the radio, and other published 

materials. 

3 

Conducting such a broad and most important organizational operat:i,on 

requires effective management practic;:.es. Effective management calls for 

initiative leadership and ac,lministrat;:ion, cooperation\of all levels of 

extension personnel, and involvement of all extension .staff in decisi.on 

making as well as in conducting the designed programs.in a more success­

ful way in order, to meet those needs .which are felt by society in 

general and by farm and rul;'al families specifically. In addition to. 

this, effective management creates a positive attitude·among the staffs 

to serve truly and honestly the people and the nation with more aware­

ness and pride in operation. 

Significance of the Study 

It has already been mentioned that effective management is required 
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for obtaining sati!;lfac1:ory results from the oper~tion of the Department 

of Agricultural I)evelopment. and Extension t~an at any other time. This·. 

need is due to the recent change in the system of government from 

monarchy to republic, which implies that the autoc~atic type of manage-. 

ment should also be changed into participati"'1'e and democratic type 

management in which everybody has the opportunity to.part;:icipate·for the 

willingness of the society and .the, people with a healthy operatic~. At 

the other hand, the complexity and heterogeneity of different agri-

cul tur~l program~ (with the main emphasis on. an increase in agricul turaL 

productic;m as well a$ helping the Jarmers and rural people help them-

selves via useful consultation and training by Extension personnel) 

dellU;lnds effective org~nizational operation. 

Simi.larly, tod,ay'.s programs are thought:to be.more.flexible and 

shoulq be based on long- a-q.d short-range goals and obj ectiyes. Programs 

should be planned and. design~d with full understanding~ awareness, 

co~sent., and acc~ptance of the responsibili ~ies of conducting. and per-

forming the programs by each individual according to.their. willingness 

for il!lprovement anq, progress and. desire for the .wdfa,re of the, socie.ty'. 

This goal: is achieved by,· tqe introduction c;,f an effective and productive 

system of managem~nt i,n which every~me ·has, the opportuqity t~ · perform in 

the organization to replace the. traditional .• system of Ol)eraUon. 

One of the cho.icest a~d, mast preferable systems in. the managerial 

area is the. MBO. system. Due to. this fact, the writer of this study 

thought it most necessary to.develop a model of a Management by 

Objectives system for the Agricultural -Extension Service (Departm~nt of 

Agriculture _and Exten~ion) in ~he ,hope· that the study might be a guide-. 

l"i.ne for the administrators of· the department to get .advantage of the · . . - ' . . . 



MBO system and thus increqse the performance level and bring about 

personal and organizational satisfactions. 

Need for the Study 

This study will be of greatest assistance to administrators, pro­

gram planners, decision makers, and all levels of managers in the 

following ways: 

1. To faq1.iliarize extension planners with various approaches to 

and concepts of planning and program development. 

2. To understand the concept of program development and relative 

subjects in program d~velopment. 

3. To better understand the concept and philosophy of the 

Management by Objectives systemo 
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4. To understand how to facilitate organizational operation by 

developing scheduled formulated goals and objectives under a 

system of Management by Objectives. 

5. To make understanqabl~ the formulation of goals and. objectives­

and performance objectives. 

6. To clarify the method and the processes of implementation of 

the Management by Objectives systemo 

7. To structure a functional model for developing goals and objec­

tives and achieve successful implementation of them. 

8. To better understand the.conc~pt and philosophy of decisions 

and decision making. 

9. To fully understand the importance of the decision making pro­

cess and understand the steps .used for illJ.proving and imple­

menting effective decision making. 



Objectives_of the Study 

Major object:i,.ves of the study in~luded the following:. 

1. To ,carefully review current literature dealing with concepts 

and·implementa,tion procedures for tfa,nagement by Objectives. 

2. To synthesize and adopt these concepts and procedures in 

formulating a model for possible use of Management by 

Objectives in a system of Agricultural Extensio~ in Afghanistan. 

3. l'o formulate .a series of goals and. objectives for the produc-. 

tion of certain agricultural commodities of agricultural. 

~~c,hani.zation, plant diseases and pest control, dissemination 

of agricultural information; and for accomplieihing effecti.ve 

profeE,lsional and technical training of extension workers. 

4. To obtain.an evaluation and ass.essmen'!= of the formulated goals 

and objectives from two juries--:one,a group of inte:rnati~nal 

s.tudents studying agricult:ure at Oklahoma .St:ate University at?,d 

the.other a group of pr9fess:i,onal staff members at Oklahoma 

Sta;e Universi·ty. 

S •. To project suggestions _for iJ\lplementation of the mode.l in 

Afghanis tan .• 

. Limitations.of the Study 

1. . The study. is· limited to tq.e aut.hor' s effort~ in (a) reviewing·, 

(b) i,tnalyzing, (c) synthesizing, and .(d) evalu,ating selected literature , 

and data pertaining to the ,Man~gement by Obj:ectives system, to decis:J.on 

I11qking processes and Extension Service program development, and to the 

implementation process in .Managemeilt by Objectives. Data gathered fr.om 

j1,1ry members w1:1s ],imited to m~bers of the faculty at Oklahoma State. 



University and to selected international students attending the uni­

versity at the time the study was conducted. 

2. Because of the relatively new organizationa.J,. structure of the 

Afghanistan Extension Service, only the present general objectives of 

the organization are used for a theoretical framework for this study. 

3. No attempt was made to test the projected objectives except 

through submission to a jury composed of available faculty members with 

experience in program development and international students serving in 

positions of leadership in agricultural extension and/or education. 

Methodology and Objectives of the Study 

7 

For the development of this study, the writer proposed as a first 

step to study the Management by Objectives system and its relative 

subjects--decision and decision making process, planning and agri­

cultural extension program development--via a comprehensive review of 

literature. For this purpose related material about the subject, such 

as books, pamphlets, and journals available both in the Oklahoma State 

University Library shelves or in the author's personal library, were 

car<;!fully reviewed. In addition to that, several professors at Oklahoma 

State University were contacted for securing needed information •• 

Furthermore, materials which were obtained from Afghanistan were also 

reviewed and used in this study •. 

In the second step a model of implementation of the MBO system 

was developed. The model has the necessary steps which are required in 

the implementation of such a system. As a third step the writer sub­

mitted the projected goals and objectives for agricultural extension so 

formulated to a jury of experts for their review and evaluation •. This 



jury was composed of 18 Oklahoma State University and Vocational 

Education professors who presented their views with regard to 

(1) Management by Objectives ~ystem, (2) information of objectives, and 

(3) progralll planning in agricultural ~xtens.ion and/or education. 
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Similarly, these projected goals and objectives were submitted to a 

small .group .of international students from different count.ries of the 

world to review and evaluate·from their points of view. In addition, 

these formulated goals and objectives were submitted to AfghaI). students 

at Oklahoma State University, most of whom were well aware of .the 

Agricultural Extension ,program in Afghanistan. 



CHAPTER II 

REVIEW OF LITERATURE 

The content of this chapter is based on comprehensive review of the 

literature from various sources. The writer attempted to include as 

much material as was possible so that it might serve as a good reference 

for those who might be interested. This chapter has four divisions: 

MBO, Decision Making, Planning, and Program Development in Extension. 

Concept of ~nagement by Objectives 

It has been mentioned in the introduction that MBO is an effective 

system of management. This system enables each organization to select 

the course of operation in a more productive way and thus raise the 

level of performance in all managerial areas. 

The MBO system is a participative system of management. This 

implies that both manager and subordinate have the opportunity to 

develop a plan of short-:- and long-run objectives. Raia (44) differen-

tiated a participative type of management from the authoritative type. 

His clue to participative management is MBO, where he believes: 

The subordinate shoµld be able to participate with his 
superior in the setting of.goals in respect to his own per­
formance; and that he should be given the information necessary 
to enable him to compare his actual performance with the goal 
set and thus to control his own,performance himself ••• 
The role of sµperior (in participative type management) is 
essentially one of consultation and review and consists 
mainly in assisting his subordinate.in setting realistic goals 
for their areas of responsibilities (p. 34). 

9 
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Management by Objectives has been viewed by several people from 

different angles. Each has tried to give a value to this. system in the 

modern management area. Humble (20) thinks ·that the sucGessful opera-

tion of a. conipc;l.ny (organization) is dependent upon the individual per-, 

formance of managers and'their staff under the guideline of planned 

objectives. He believes that, "MBO provides a system which .identifies 

the objectives and contribution of individuals with overall company 

(organization) objectives and perform~nce" (p. 41). He gives a short. 

introduction to MBO in this way on page 4.4: 

MBO in essenc~ is a practical .approach to the fundamentals of 
good ge-p.eral management. • It bridges the results 
orientation of the 'quantitative school' and the team work 
and personal motivation concepts of the behavioral scientists 
and it helps to develop a forward looking, vital spirit among 
ma'Q.agers. 

Humble explains the MBO system from the company viewpoint. This 

viewpoint :is not different in.any other organizationa;l operation as far 

as the group act.ion .and operation is concerned. Because healthy and 

productive performance is the comm9n goal of any organizational opera-

tion, MBO encourages ,such operation. Olsson. (42) stated it this way: 

Sinc.e people do have the basic drives and managers should not 
use the excuse for the 'humaz:i eiemertts' for failing to apply 
modern concept of management, a manager-necessarily iimits 
himself and his company if he refusea to apply new and perhaps· 
better concepts in his organization merely because. he thinks 
his situation is unique (p. 7). · 

Knew],es (21) called Management by Objectives an effective perform-

a.nee review procedure for the need assessment ·in the area of adult 

education. His brief ·introduction to MBO.was stated as follows on page 

104: 

In its. simplest form, this is a P+ocess by which each employee. 
develops a plan detailing hiEi short""run and long-run obj ec• 
tives for the operation of his job.and his personal develop­
mep.t in collaboration with. his supervisor. At .stated 



intervals (usually from three months to a year) he assesses· 
his progress toward each objective with the help of his 
supervisor, identifies obst.acles that prevent their full 
achievement and prescribes ·corrective action including 
further training. 
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The concept of MBO has been perceived by Dimock'(6) as an effective 

administration. He recognized that institutions grow in size and com-

plexity from time to time. This complexity and growth require the 

"management" to redouble its effort to "administrate··by objectives" to 

offset the loss of vitality due to inherent bureaucratic influence. The 

philosophy of administration by objectives is "consistent with democracy 

and i1:'.. is only one that seems to .promise relief from the effect of 

bureaucracy." To Dimock this system means the involvement of all ."key 

people" of the organiza~ion in the determination of objectives, working 

out of the plan and policies, and in the formulation of detailed plans. 

of operation under this system the full use of individuals' best talents 

is called and revealed (6). 

De£inition of MBO 

A brief view to the concept has been given so far to MBO. It seems 

necessary to define MBO. The following definitions are given to MBO by 

various proponents of this system. These definitions may help to give a 

fm;ther explanation to MBO. 

Mali (30) explains MBO as a "strategy of pb.nning and get~ing 

results in.the direction the management wishes and needs to t.ake while 

meeting the goals and satisfaction of its participants" on page 1. His 

definition of MBO in i~s very shortest form is stated as follows: "It 

is blending individual plans and needs of managers toward a large-scale 

accomplishment within a specific period of time" (p. 2). 
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Humble (20) defines MBO in the following statement on page.43: 

"MBO is a dynamic system which integrates the company's need tq clarify 

and ach:L,eye its profit and growth goals with the manager's need to 

contribute and develop himself." 

Odiorne (41) on page 12 defines MBO a~ follows: 

••• A process whereby the superior and subordinate managers 
of an organization jointly identify its common goals, define 
each individual's major areas of responsibility in terms of 
the result expected of him and use these measures as guides 
for operating the unit and assessing the contribution of 
each of its members. 

Leverenze, et _al. (25) stated the definition of MBO systems in this 

way on page 1: 

Management by objectives is a system which enables an organi­
zation to plan in advance.what that organization desires to 
accomplish within a specific period of time ••• It is a 
system whereby managers assist subordinates in planning their 
work, meeting their objectives and reviewing their performance 
so that: they may achieve optimum job results, and in so doing, 
assist in the accomplishment of the overall goals and objec~ 
tives of the organization.. · 

MBO is defined by Olsson(42) as follows: "MBO is a system whereby 

the organization objectives are made directional guides for the entire 

activity." ·' 

Reddin (45) has a definition for MBO on page 12 and that is: 

The establishment of effectiv-e areas and effective standards 
for ~nagerial positions and the periodic.con~ersion of these 
into measurable.time bounded opjectives linked vertically and 
horizontally and 'with'future-pla~ing. 

Also on page 12, Reddin states that MBO is a "method of associating. 

objectives with positions and liI).king these objectives together and with 

the corporation plan." 

The following last definition of this study.is quoted from 

Levinson. ( 26). He calls MBO a process and defines it as follows: 



The MBO process, in its essence, is an effort to be fair and 
reasonable to predict performance and judge it more care­
fully and presumably to provide individuals with an oppor­
tunity to be.self motivating by.setting their own 
objectives, 

The above definitions of MBO which are given by different people .. 

have some conunon elements. These elements could be noticed·as: 

1. Providing opportunity for both manager and subordinate to 

share their ideas together in better planning. 
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2. Setting objectives to be achieved in a specific period of time. 

3. Linking and blending the objectives in a more productive manner 

which can.be measured. 

4. Objectives are future-ori~nted with the full consent of both 

manager and subordinate. 

5. Motivation and enthusiasm of involved personnel in better 

management. 

Why MBO? 

It is obvious that there is qynamic tendency for implementation of 

MBO systems by different companies and organizations, This tendency. 

exists not only in the United States but also all over the world (45), 

and it is accelerating (18). This implies that there are some advan-

tages in this system that modern management tends to ask for such a 

system in any managerial area, in both companies where they are profit-

oriented and public organizations where they are service-oriented. 

Numerous optimistic statements could be noticed in MBO literature 

that give a supportive view for the implementation of MBO in modern 

management systems. Yet it is believed that the concept of MBO is 

steadily developing. 
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Mali (30) believes that this concept will remain for some time in 

the future and supports this assumption with a number of reasons. First, 

management practitioners themselves are increasingly concerned with 

improving thei.r own effectiveness. Second, initial success in using 

managing by objectives has spurred additional effort toward clarifica­

tion and refinement. Third, "managing at distance" (decentralization 

and delegation) is now recognized as a way of managerial life. Fourth, 

organizations now recognize that managerial talent is the crucial com­

ponent in the perpetuation and profitability of the enterprise. 

MBO is not a very complex system, but it simplifies and gives 

meaning to a vast mass of information. This system emphasizes identi­

fication of goals of the organization and then asks for orderly proce­

dure for the distribution of responsibilities among individuals in such 

a way that their combined efforts are directed toward achieving the 

goals. Unlike some other management systems, this system assumes that 

since the managerial behavior is more important than managerial per­

sonality that therefore this behavior should be defined in terms of 

results rather than giving some common goals for all managers of common 

methods of management (.39). 

Due to this fact a tremendous progress, which is the main purpose 

of an effective management, would be made in each managerial area, and 

the MBO system stresses this. 

MBO encourages collective decision making. Each individual has a 

basic drive and desire to have a freedom in order to express himself and 

to show his ability in perfprming and doing things. Yet this desire is 

not satisfied unless the others accept him as capable. This could be a 

type of motivation that causes each individual to try his best to do 

something acceptable to his colleagues and friends. 
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Similarly, the manager. (beyond his bossing) and subordinate . 

(beyond his subordinating) have the des.ire to work together, People in 

any organization not only have a desire to do work individually but also 

to do work with others and share their activities with each other in a 

more productive manner. By this action there is provided opportunity to 

achieve satisfaction and effectiveness, as people work together, for man, 

asserts Olsson (42), is ~ gregarious animal. 

From the <;>:ther side, individuals will enjoy working when they have 

the right to do so. Olsson (42) further pointed out that·he had con-

eluded that the most satisfying type of labor is that·which one perfc;,rms 

for his own individual enjoyment. He further quoted Gore's (15) maxim 

to the effect that when a man works in his own flower garden, he is 

undoubtedly stimulated by.his anticipation of continuing enjoyment of 

the beauty his work ~s produci~g. 

1"he participative position of the subordinate in programming, which 

, is signific;ant in the MBO system, has an important role in performance, 

for, in part, one who proposes some ideas will be well able to know how 

to practice them. This means that there will be less confusion for one· 

who knc;,ws the nature of the subject that he is going to exercise than 

the one who attempts to follow others' opinions originated from somebody 

else's frame of reference, It sometimes happens ~ha~ the same thing may 

be interpreted differently .by others and be perceived in .a different way. 

Carroll and Tosi (4) explain the importance of participation in per-

formance level and state on page 7: 

Participation can ~trengthen agreement among participants and 
thiE,\ mutual understanding may continue past the discussion 
period , • , , There is ·considerable evidence, to support the 
notion that job satisfaction increases with participation. 
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They further reviewed additional research studies and reported that 

many studies show a podtive relationship between the extent and nature 

of participation and the amount of involvement in the actual esta.blish­

ment of goals by subordinates. They also assert that since MBO as a 

system stresses participation, this may lead toward effectiveness 

because," ••. more participation leads to more discussion, which in 

turn leads to better problem identification" (4, p. 8) •· 

}IBO Helps Improvement of General Management 

Development of organizational structure, due to complexity of 

operation, requires a system to coincide and match the situation and to 

handle the problems in a more effective way. Due to this fact, more· 

organizations are·likely _to cling to a new type of management which 

seems to be a better solution to the problem. Hea (16) clearly points 

out some of the p:.-oblems that may lead a company to embark on MBO and 

then states his conviction that in the process of installing MBO an 

organization tends to eliminate unclear areas of responsibility and 

maintains that such streamlining creates an environment enabling managers 

to operate more effectively. 

We may add that MBO gives a high degree of clarity to the normal 

management functions of planning and control: "Managers are much more 

likely to achieve whatever they set ·out to achieve because targets are 

better defined" (30, p. 5). 

The impact of MBO towa~d improvement of general management is 

noticed by the 3-M Company. The company· reported, "By using the 

approach of }IBO at all levels of superv-ision, a clarity was brought 

about in the mission and the results of the unit" (30, p. 5). The 



company. further noted the following: 

(MBO) tended to eliminate the 'political' atmosphere, that is, 
the need to try to guess wha.t the boss wants and. how far to go 
in an attempt to please him no matter what he seetns to want • 
• • • MBO also estimated the confusion in direction that 
formerly ensued when there was a turnover in management at 
the higher level (30, pp. 5-6). 

MBO is job performance oriented rather than authority oriented. 
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Under this system each individual has clear job responsibility which he 

is accountable for. The authority of ~op manager, which is somet:t.mes 

probably due to manager selfishness or prejudice, will likely not 

greatly infl~ence the healthy.opera~ion under the MBO system, while 

otherwise the .subordinate may come under direct and indirect influence. 

of the boss and thus he will follow the:same track which his boss 

follc;,ws. Hea (16) even goes.so far ~s to posit the assertion that MBO 

has led to better delegation and to less interference by the .boss. 

Relationships of workers with their bosse,s often improve and they will 

be more likely to look to their superiors for help and advice when, 

needed. In addition, Hea looks for the boss to develop more confidence 

in subordinates and thus be more prepared to adopt a counseling rather 

than the more conventional autocratic role. . . . 

In the case of confidence of the manager iri subordinates, most. 

authorities say that "confidence creates.confidence" and "trust begets 

trust." Therefore, under,conditions,conducive toward mutual confidence 

and trust, efforts of both manager and s,ubordinate are concentrated 

toward better performance rather than the subordinates defending them-

selves from the fear and threat so often ,accompanying an autocratic type 

of management • 

MBO develops a positive .relationship between subordinate and 

superior. Both subordinate and manager discuss the problem, attempt to 
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find the better alternatives for effective performance, as well as 

mutual planning and decision making, and set goals. Both of them have 

a common goal; that is, better performance, and this develops a good 

relation based on full confidence and trust between them. This may also 

lead toward full understanding and acceptance by the subordinate of his 

need for further training. 

MBO brings motivation. We discussed. that participation and good 

performance is. a self-built motivation. Under MBO the subordinate will 

find it more convenient.to suggest his ideas and opinions and propose 

those items that seem important to him. This curiosity of the sub-

ordinate develops further when his idea is accepted by the manager, who 

attempts to release the subordinatefs. potential via encouragement and 

enthusiastic attitude. The subordinate is also motivated when his 

proposed plan gives good results. In this case the subordinate attempts 

further to cling to any possible alternative which he thinks may bring 

further improvement to his performance. Motivat::!,on in the MBO system, 

therefore, is a continuous. process, 

Mali (30) has this comment on motivation of the subordinate by 

participation on page 8: 

It gives the subordinate an opportunity to contribute his 
ideas which heightens his sense of worth, recognition and 
motivation, When this opportunity is offered deliberately 
and systematically, motivation and enthusiasm can be 
intensified to even.higher levelso This in turn tends to 
stimulate further participation in improv.ements since the 
individual feels and knows his ideas, efforts and contribu­
tions may have a significant. impact on the organization. 

Olsson (4 2) believes the following: 

Involvement of people is essential. to motivation. When the 
person.is helped to integrate'his own objectives with those 
of the organization, the most effective basis for positive 
motivation is created (p. 29). · 
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Reddin (45) shares a like opinion with Mali and Olss.on and directs 

attention with an assertion that MBO leads to the manager's being moti"":' 

vated by the job itself. rather than solely by the hope of reward or the 

personality and techniques which might be used by his superior. Many 

other writers have also documented agreement that Management by 

Objectives is uniquely motivation-orienteda Throughout this study, and 

particularly with a concept dealing with MBO and motivation, an 

inescapable conclusion must be drawn which is well stated as a theory 

by Ross to the effect that (47, p, 8): 

Management by Objectives is prpposed as a philosophy of manage­
ment that will accomplish by objectives to motivate and involve 
each employee in a way that he will contribute maximum effort 
toward the accomplishment of organizational goals. 

Management by Objectives Asks for a Clear 

Goal Setting 

The task of goal setting is considered to be an important function 

of any type of organization and management. Goals give direction for 

future procedures and operation. Unclear and less understandable goals 

not only reduce organizational performance in general but also cost 

money and waste the time and energy of individuals. Therefore, modern 

management, to avoid this problem, asks for clear and well-formulated 

goal setting; and obviously MBO is that type of management, because MBO 

encourages mutual goal setting by managers and subordinates and thus each 

individual has a clear cross-cut view of his responsibility under a 

"known destination" in his work. 

Research indicates that the.level of performance in these cases 

where there are clear goals set is much higher than the non-existence of 

clear goals. Carrol and Tosi.(4) concluded after carefully reviewing 
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several research efforts that goal setting has higher impac;~ on per- _ 

formance t~an mere dissemination 'of .knowledge of res.ults. They thus 

c0ncluded that goal setting itself incr,eases performance more ;han does 

feedback alone. SimilaJ;'ly, Ro~s (47) concludes that mu~ual goal setting· 

in MBO insures ~uccess, because it gives the manager an opportunity to 

participate in determi,ning reasonable expectations for his own develop-

ment and also gives the subordinate an opportunity to assist the manage~ 

in locating areas, of improvement during their discussion of goals .• 

Since setting goals is a challenge for better performance, one who s.ets 

the goals, in reality, shows hi~ preparedness for improved perfor~nce 

t~rough achievement 0f goals in the future, 

MBO Facilitates Appraisal and .Evaluation 

MBO emphasizes setting goals and objectiv.es, the latter in measur-

able te~ms. In addition to this, the ,responsibility of each individual 

under tqis sys,tem is well determined and well known. Therefore, 

"Performance is judged more accurately since it is based on ,specific 

accomplishment within a period of time and not on subjective or 

generalized opini.ons'': (30, p. 7). Mali (30) believes that MBO provides 

a self-evaluation system for each individual which he described in this 

way on page 7: 

MBO provides an-objective measuring instrument for linking 
the evaluation of actual performance against expected per­
formance. When the conc;,ept is well developed within an 
organization, the practice·9f self-evaluation and self­
acc<;>untability becomes possible·. · An iricumbent is in the 
position to evaluat~ the result of his own performance since 
requirements are clear, specific, and measurable. Willing­
ness to appraise and .eyalua te ·subordinate is improved with 
the c<;>ncept of managing by objectives. 
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Mali(30) has also reported that many problems of the Colt·Heating 

Company were solved by the introduction of this' system into the 

managerial area of · this cqmpany. MBO also eased performance. appraisal 

and avoided waste of time 9f the, company. MBO, was, ". allowing the 

company to devote 25% of its time to Job review--that is, to looking 

back--and 75% to looking forward" (30, pp. 7-8). · 

Irregular consumption of time is really a problem in I119st of the 

managerial areas, where all staffs in the organization are tied up with 

appraisal in a specific period of -time, while evaluatidn under the MBO 

system takes place from time to time. Mistakes are corrected just 

wheneyer they happen,. rather than wai Ung for "evaluation time" to come. 

Ross (47) believes that once a goal is established with the.desired in, 

terms ·of level of aqhievement; an agreement is evident that an indivi-. 

dual can measure his achievement continuously.by comparing his results 

with the goal. This provides individuals with self contr.ol. In ,such 

cases, the pers·on occt,ipies a ·pos.ition in -which redirection .of his 

efforts _to further goals or achievements is immirten~. · 

Reddin (45) agrees that MBO is a good instrument of performance 

assessmento He states the following on page 200: 

MBO provides a sound method of -appraising management perform­
ance. A central feature of MBO is a clear method of perform~ 
ance measurement which both superior and subordinate agree is 
as objective and accurate as possible. With good measurement 
a b~tter system of rewards for good :performance is possible. 

There are several other benefits that this system furnishes .to an 

organization. Many.of these·benefits are posited to various degrees by 

Humble. (18)., Mali (30),, Odiorne (40), Reddin. (45), and Ross (4 7). In 

fact, each of these au~hors is in very close agreement with the others 

anq all form a remarkable concensus. 
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MBO as a Superior Management System 

MBO is recogn:l.zed as a most acceptable and perhaps supei;-ior manage-

ment system. MBO is distinguished from other management systems by such 

characteristics as effectiveness in .opera~ion, · higher perfoi;-mance, 

personnel motivation and ·release of human potential, personal and 

organizational development, etc/ To make this system successful, a 

consistent and continuous effo.rt is required. Humble (19) suggests the 

following continuous process f9r a worthwhile ~O system on page 4: 

1. Reviewing critically and restating the company's strategic 
and tactical plan •. 

2. Clarifying with each manager the key results and per­
formance standards he must achieve in line with unit and 
company objectives and gaining his contribution and 
c9mmitinent _to.these individually and as team members. 

3. Agreeing on. a job improvement plan with each manager, 
which makes a measurable and realistic cont:i;-ibution to 
the unit and company plans for bette~ performance. 

4. Providing conditions in which it is possible to achieve. 
the key result and carry out the improvement plan, notably 
an organization structur(:!. which gives a manager .maximum 
freedom and flexibility in operation and management con­
trol information in a form-and at a frequency which ma~es 
for more effective self control and better and quicker 
decision. 

5. Using systema.t:ic performance review to measure progress 
toward results and potential review to identify men with 
po teri.tial for advancement_. 

6.. Developi~g management training plans to help each manager 
to overcome hi1:1 weakne.ss, builc;l on his st'J;'engths, and 
accept responsibility fc;:,r self development. 

7 •. Strengthening a manager'. s mot_ivation by effective selec­
tion, salary and succession.· 

Similarly, Levinson (26) repo'J;'ted that management by objectives is 

closely J;'elated to performance appraisaJ,. and review. To Levinson, an 

"ideal process!' of MBO would intend the following, as stated on page 126: 



1. To measure and judge perfor~nce. 

2. To relate individual performance to organizational goals. 

3. To cla.rify both the job- to be done and the expe.ctatio~s: of 
accomplishment. 

4. To foster the increasillg comp.etence and growth of the 
subordinate. 

5. To enhance communication between supE:rior .and subordinate. 

6.o To s.erve a~ baE!is for judgments' about sala"J;"y and promotion. · 

7. To i;;timulate.the subordinate•s motivation. 

8. To serve as a device for organizational control and inte­
gration. 

Consideration of the above points may help to smooth. operation in 

the system of Manageme1;1t by Objectives. 

Implementation of MBO 

As an organizational manager 9r director, one maybe confronted 

with commE;mts to the effe.ct thfl,t }lanagement by Objecti'\}"es sounds good 

but how about· its implementation?.· Can we implement it in an organiza-

tion where the management techniques in the organization are different 

from those.more commonly exp~rienc~d in the formal structure of MBO? 

The answer to .these qu~stions needs careful attention because intro­

ducing a new system.and replacing the old one is similar to someone's 

trying to change the behavior of a person. With the introduction of a 

new 9ystem of management the critical problems are that (1) the new 
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system may fail in the very beginning or (2) it·may cause acme.extra 

problems which make the iin~lementation more difficulq namely, rejection 

of t~is system by J;:op administration ,as well as negative f~elings of 

other personnel in the organization toward this system. 
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Difficulty or failure in the. implelllentation of MBO may be partially 

due to the resistance of ·staff members bf an organization to s~ch a 

system. Certain basic factors which may b.e po~ited as reasons for the 

resistance are suggested by Carroll and Tosi (4) on pages 49 through 52. · 

Briefly, these are listed as follows: 

L Time expenditure: The manager :will feel that a lot of time 
is spent in clearly setting goals with subordinate and 
reporting them to the superior. 

2. Subordinate deficiencies: . Some managers may underestimate 
the competence of their subordinates to Use MBO and 
decision making or rationalize their own willingness to 
allow additional subordinate involvement and participation., 

3. Erosion' of authority: Manager will think that partici­
pation of subordinate in setting objectives may erode his 
authority due to the loss· of control. · 

4. Lack of planning ability: Since MBO emphasizes analysis 
of the future, a reluctant manager may resist MBO. 

5. Status of the group proposing the program: Initiators 
of any ~ew program who are perceived by others to be of 
low status, low cqmpetenc.e., untrustworthy, or who are 
disliked because of past behavior will have difficulty in 
gaining acceptance for their suggested progr1=1-ms. 

6. · MBO as a club: Some managers may feel that MBO is a club 
used by the organization or:superiors to compel them to 
perform at a higher level than they are able to do; thus 
they resist MBO; 

7o The MBO cycle and work cycle: Incompatability of the 
previous system's work cycle and the formal MBO cycle, 
with the latter asking for a regular evaluation and 
planning, may cause 'the manager to develop a negative 
feeling for the implementatton of MBO. 

8. Dislike of the performance review requirement: MBO 
expects performance review according to the goal set and 
responsibility assigned. If performing feedback 'is not 
fortl:icoming particularly with respect to goal set' the 
manager will be upset and frustrated and concerned with 
how he is being evaluated. Therefore, MBO creates 
expectancy for feedback which should be revealed in 
order to make sure things happen, and the subordinate 
perceives them as· feedback. 'Some managers dislike face­
to-face dis.cussion of performance with their subordinate.' 



9. Paper work problem: MBO requires documentation .of goals 
and objectives. 'This paperwork syndrome is.the.easiest 
rati'onalization for failing to use MBO.' 

Once these "cau~es to resistance" are understood, one.should find 

oui;: a solution .,to cbnv:ince. the relu~tant .manager· to, implement the MBO 

system and make him sure that MBO,, unlike his perception, does more .. 

which is helpful and usefµl fo.r himself and for the whole program con-

ducted in the organization. This could be done by effective comm.uni-

cation. 
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Before one. implements a MBO system,, Carroll and. Tosi (4) suggested 

on page 52 that the following, b.e done: "Like any new program MBO must. 

be fully understood; managers must kn~w why and how it works •• ,•• 

They must both be motivated td use i~ and have the ability to. implement. 

it.11 

They further suggested that the effort for implementation of MBO 

should take place in ,the following phases: "The learning phases" where 

comprehensive information s.hould be available to explain "what MBO isl' 

and describe management and MBO system, goal set,ting, and .apprai_sal; 

"the implementation.of MBO" is the phase where the top admin~strati?n 

not. only okays the _implementati9n but they focus the.ir effort on making 

a sound program under this system and encourage implementation of MBO 

acc9i;-ding to the policy of this system; the _last :phase is "the follow-up .. 

phase" in. which assessment .is ma~e to reveal how MBO is used. by the 

manage~ and uncovers som'7.problems that are $till exi-!:lting in .the imple-

mentation of the program and some parts of the program which are 

incompatible with the MBO system(~). 

Implementati<;>n of the }!BO system is a more crucial phase. This is 

a very important . phase for one who a~_sq.mes respon·sibility 9f implementing 
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MBO, and he. must plan very carefully before ;the; implementa~ion phase 

mentioned above. We t:herefore may review ~ome suggestions made for 

implemen~ation of this ~ystem to provide bac_kground information for 

implementation .of this system. Implementa;ion of MBO, as mentioned 

earlier, needs a thorough understanding of the concept and purpose of 

the system, In .addition ,to this., top level management sho-uld accept it· 

wholeheartedly as an effective management system, and they should sup-

port .its implementation. Operation under this system may be crude at 

the beginning; the top admini.strator should not. be disappointeq, but an 

effort should be made toward improvement of the.situation, especially 

in those areas of the program which are less compatible with the MBO 

system. This enthusiastic attitude of top management will encourage all· 

other levels of management to practice it with all poss,ible effort.· One 

very important point .should always be kept in mind; that is, the imple-

mentation of .the ~ystem s_hould never be imposed on s-ubordinates, but 

rather more effort should be focussed on explanation and de~cription of 

the ~yst·em and thus reduc~ -hesitant :attitudes· of subordinates toward 

this system. 

Lev:erenze, et al., (25) recommended some interesting points rela-

tive to implementation of the MBO system in an organization. According . . . 

t:o her suggestion, once the implementation of MBO is okayed by top 

management, a capable individual who has enough knowledge about the 

concept of the MBO system should be appointed ·to conduct orien~ation 

workshops for -concerne_d indi-viduals. He should .also be very active in 

reporting the progress made to the top administration. Then.he will 

conduct more workshops· for those ·who are involved in .the implementation 

of the MaO system. The "director" of MBO, with the help of the top 
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administrator, shou.ld be able to appoint a number of knowledgeable per""'. 

sons who are suitable for carrying out the responsibility .of the "task 

force." They are assigned to evaluate the previdus perform9-nce.in order 

to find out where the organization is and then project the progress of 

the organization in the future. Figure 1 on page 28 may explain how this 

analysis of performance appears. 

The number of the task force is recommended not to exceed eight 

persons. Ross (4 7) on pages 10 and 11 gives some reasons for the number 

of elective "charter group" (task force) to be limited: (1) Those who 

are "participating either favor the.program now or have an open mind or. 

are willing to try something new," and (2) "The group must remain· small 

enough to be permitted to experiment during the implementation." 

Now the task force is to develop reconnnendations for organizationa1 

goals and objectives and submit, them to the top management for control. 

Then the .director of MBO will conduct a three-day workshop. In this 

workshop related subjects of MBO are discussed, but the emphasis is 

made on. orientation of the .concept of the MBO system and developing 

organizational goals anq objectives and should allocate enough time for · 

any question brought up by any. participant in the workshop. Developmel)& 

of personal job functions and performanc~ objectives should also be 

included in the.agenda·of the workf3hop, 

The procedure men~ioned above·seems to be·a good guideline for any­

one who attempts to implement .the MBO system. The seque~ces of develop-

ing organizational.objectives, personal job .functions, and performance 

objectives will be discussed in Chapter IV. 

Sometimes i~ happens that the top management may.reject'implementa..,. 

tion of this system. Unc:l,er this circlttllstance, Leverenze, et al., (25) 
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recommended another alternative; that is, the director of MBO can 

implement, if possible, in a small division within the same organiza-

tion, the MBO program where such implementation seems promising. The 

success and progress of the MBO system in this small division will 

encourage both other divisions and top management to commit themselves 

for implementation of MBO in the other divisions and finally in the 

whole organization. Yet, it is also possible to select an outside 

department which is governed by the main organization for the imple-

mentation of MBO which the top administration will, consequently, 

notice the progress under this system and will encourage the implemen-

tation of MBO in the mother organization. 

Some of the "resistance to MBO" which makes the implementation of 

MBO difficult was mentioned in p.revious paragraphs. Some of the other 

contributing problems and difficulties associated with implementation of 

MBO are reported by Leverenze (25). They may help one to be aware of 

them before he proceeds with the implementation of MBO; they are listed 

as follow on page 57: 

1. Lack of commitment by the top administration to support 
the system. 

2. Lack of an adequate data base from which to develqp the 
organizational goals and objectives. 

3. Lack of understanding by the participants to grasp the 
ability to write organizational goals and objectives and 
personal job functions and performance objectives. 

4. Lack of flexibility when implementing the system. 

5. Lack of personnel to implement the system and give indi­
vidual instruction to those participants who need and 
desire it. 

6. Lack of time to implement the system. 

7. Lack of accountability or failure to follow up and periodi­
cally evaluate accomplishments of the objectives. 
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Decision~ and Decision Making 

"You can change your.future if you.know how" (40, p. 6). Changing 

the future to. prosperity or adversity is the ou~come of decisions ma.de 

by some~me. 

We make a number of decisions. for our routine everyday life. A 

sport team decides for the improvements of its members; an organization 

makes decisions on how to develop the. organization; a nation makes a 

decision to make good plans for the solving of domestic and inter~ 

national problems. Finally, decision is everyone's import~nt job in 

his everyday life; even our life is dependent upon how we.decide to 

change one situation from t~e other according to our own wishes. 

The importance of decision ;is perceived by Torgersen and Weinslock 

(51). They believe decision is both the !lending" and "beginning." Thi1:1 

implies that the decision maker should be careful to select a "conscious. 

system of decision making" by which he can make up his mind for the 

"best thing" to do done. 

The phenomena so-c,alled the "bes.t. thing" or the best alternative is 

not an entity which has been created in ·the past, but it is the 

intellectual outcome of the decision maker and his analysis of the 

situation according to his knowledge and information. 

The decision maker's knowledge, beliefs and attitude, and prejui;lice 

are based on his frame of reference. EJ,.bing (11) says .on page 15, "What 

one does at such a time--how he defines a unique situation and reacts to 

it--will reflect his personal frame of reference ~-!!,-vis the situation 

h~ . finds himself .II Several times it has been seen that "over­

specialization" in the process of program planning or.decision making 

pulled the program according to tqe dec,ision maker's field of specialty 
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due to his or her knowledge and beliefs on the specific area of his or 

her specialization. For example, Millikan and Hopgood (31) perceived 

that the problem of less development of the agricultural sector in 

developing countries was analyzed and perceived by each specialist 

according to his own specialty area. In other words, they found out 

that each specialist was discussin~ the failure of agriculture in 

developing countries according to his own viewpoint in the first level. 

Each one was giving priority to the solution of his own.kind. In a 

direct approach to this matter, Millikan and Hopgood stated the following 

on page 5: 

Each specialist would find that the factor familiar to him 
was crucial in the given situation. ' His perception would then 
be likely to read, 'Do something a,bout my factor first and the 
other will follow.' 

The problem in decision making with more than one person usually 

exists. This problem is especictlly important in group decision making 

where each group.views the subject from its own viewpoint and proposes 

a solution according to its interest and knowledge. Likert (24) is quite 

helpful in suggesting that perhaps in such a situation basically each 

person thinks his sohition is best. He further suggests that there 

likely may be only two courses of action possible, the first being con-

flict where each person seeks to force his solution on the other, while 

th,e second effects a compromise in which each person modifies his solu-

tion as little as possible, seeking through bargaining to force the 

other to make the greater change. But,. in such an attempted solution 

Likert points out that each gives up some aspect of his own preferred 

solution. 

In the case of conflict, the one.who succeeded in proceeding with 

his method of solution .is motivated to carl;'y out the solution in higher 
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rank, but the one who lost is motivated to poorly put the solution into 

practice. There is also the possibility of sabotage to show that the 

other's solution was a poor .one. In .the case of "compromise" ne.ither 

of them is satisfied with the final solution, and they don't thi.nk the 

solution is a better one. So both of them are motivated to carry out. 

the solution half-heartedly (24), 

Likert (24), to solve this problem, has developed a model called 

"Process. for Arriving at a Common Solution," summarized as his advocated 

three approac,hes. These are present~d in Figure 2. 

What·Is Decision Making? 

In shortest form, decision can be defined. as making judgment between 

alternatives, making up the mind to select an effective course of action. 

Reference is often made to this as an act involving a choice between.or. 

among alternatives. Always involved in reaching a conclusion, which 

involves determination arrived c;1t after consideration as a result. 

Decision making ability in its shortest description is simply the art 

of making choiceso 

A number of definitions which further discuss the decision and the 

decision making process are included here. Lundberg (27) said on page 1, 

"Decisions are the product.of collaborative effort of individuals." He 

gave a definition to decision making and stated further on page 1, 

"Decision making is a social strategy for mounting a collective 

response to a problematic situation.". 'l;'o Easton (9) .decision refers to 

a complex process that begins with the recognition of a need for change 

and terminates with the adoptfon and implementation of a particular 

course of action" (p. 70). Gore· (l.S) states on page 130, "Decision 



1. Independent approach to achieving a common solution: 

Analyzed and interpreted in terms MY solution which I think is 
a. MY fact of MY experience yields good and to which I am committed 

Analyzed and interpreted in terms 
b. YOUR fact of YOUR experience yields 

2. Coordinated fact-gathering approach to achieving a common solution: 

Same facts 
Analyzed and inter­
preted by each person 
separately in terms 
of his experience. 

yields several solu­
tions, depending on 
number of persons and 
range of previous 
experience. But because 
·of use of same facts 
solutions are likely to 
be less diverse than in 
process 1 above. 

YOUR 
good 

solution which YOU think is 
and to which YOU are committed 

One solution achieved by con­
flict or compromise and with 
corresponding motivational 
consequences as stated in 
process 1. But conflict and 
compromise apt to be less 
bitter than in process 1 
because solutions are less 
diverse due to same facts. 

3. Approach based on coordinated fact-gathering coupled with group decision process: 

Same fact 

analyzed and 
interpreted by 
group in terms 
of experience 
which is shared 
in the discussion 
process. This 
leads to diverse 
experience being 
focused on 
decision-making 
processes. 

Source: 24, pp. 216-217. 

Figure 2. 

Wide variety of 
decisions 
examined but nar­
rowed to one 
solution. 

yields solution 
based on experi­
ence drawn on the 
sifting and inte­
grating done in 
seeking the solu­
tion. Solution 
accepted by all as 
their solution. 

Excellent solution, with 
each person highly moti­
vated to carry it out 
well. 

Processes for Arriving at a Common Solution 

w 
w 
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making is in its essence a means of formulating and activating relevant 

and appropriate collective responses." His definition .of decision 

making stated that, "Decision making is a pattern of interaction between · 

individuals through which the social mechanisms that sustain effective 

collective activities are developed and maintained" (p, 130), He calls 

the decision making a collective device for identifying the common stake 

that individuals have in a situation and for formulating a response (or 

determination not to respond) to it. More elaborately, "Decision making 

is a means of collectively structuring the activities and the environ­

ment of an aggregate of individuals so that they may collab.orate at 

reasonable cost for the benefits realized" {15, p. 130), Richmond (46) 

reviews the process of decision making by stating that the process must 

consist of two important items,.the first of which he says must be con­

sideration of a set of alternatives which may be either qualitative or 

quantitative and the second of which is the selection of the best. 

alternative in order to achi~ve a goal or objective: He further com­

ments that this may be viewed as 9ptimizing some objective functions. 

Each.of the above definitions with regard to decision and decision 

making has an ~xplanatory context. However, the writer has no intention 

of developing a· comparison statement or any type .of .criticism of one or 

the other of the definitions included in this theme. But he wishes to 

affirm that the overall. purpose of the process of decision making is to 

select rationally, not emotionally, among alternatives and in full 

awareness that the consequences lead the organizational operation toward 

effective performance and satisfactory results. 
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St.eps in Decision Making 

One of the important; elements in the process of decision making is 

the "rationality." It means a conscious and systematic process of 

decision making. It is well appreciated if the decision maker considers 

some important points in the dectsion making process to avoid confusion 

and illusion as much as possible. Some of the suggested steps in the 

process of decision making which are reported by qualified authors are 

included in this study. We hope our readers get. some advantage from 

these suggestions in the implementation of the process of decision 

making. 

Elbing (11) has developed a model which indicates the five steps in 

the decision making process which are helpful for any decision maker. 

The steps are listed as follow on pages 12-13: 

1. Identification of a. disequilibrium: Observing and becoming 
sensitive to potential problem situations. 

2. Diagnosis of the problem situation: Attempting to under­
stand what is happening in a particular situation. 

3. Definition of the problem to be.solved: Identifying an<l 
stating a problem in relation to organizational and 
personal goals. 

4. Determination of alternative methods and solutions and 
choice of the best solution: Selecting a course of action 
from a series of alternatives. 

5, Implementation of the .chosen solution: The entire process 
of actualizing the. chose~ solution. 

Elbing diagrammed his model on page 13, and this is shown in Figure 

3 on the next page. 

Folsom (14) suggests the following steps in the process of decision . 

making to assist the staff people.in management: 

1, Analyzing the situation to find out if there is a 
problem, 



2. Collecting facts. 
3, Analyzing the factors of the problem. 
4. Creating new ideas and new ways to tackle the problem. 
5. Weighing alternative courses of action. 
6, Deciding on a single definite course of action. 
7. Following up (p. 4) 

Diagnostic Problem Solution 
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Imp le-
Diseguillibrium Process Statement Strr•8I mentation 

I I I I 
Feedback· 

Figure 3. Decision Making Process 

The two suggested models show that the authors' views can be recog-

nized as almost parallel. Both agree on recognition, analysis, and 

diagnosis of the problem as well as eventual solution through selection 

of better alternatives to the problem. Also importq.nt in the congruent 

models are follow up and feedback. 

Again, it should be stressed that decision making is a problem-

solution process which requires recognition of an acceptable alternative 

to accomplish a goal and objective, as more than one alternative usually 

exists from which .to choose. It is the responsibility of the decision 

maker to search for the best alternative based on his own.knowledge and 

background and making wise use of the experiences of others. 

Analysis, identification, and evalUq.tion of alternatives is required 

for a better decision making process. The following steps of the 

decision making process have been suggested by Newman. (38) on page 3: 



1. Recognition of a situation that calls for a decision about 
what action should be taken. 

2. Identification and development of alternative course of 
action. 

3. Evaluation of the alternatives. 

4. Implementation of the selected course of action. 
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Analysis of the situation from various points and dimensions before 

the process of decision mak;ing takes place leads the decision to 

accuracy. This position .is supported by Koontz and O'Donnel (22) who 

posit as a maxim that the more an individual can recognize and solve for 

those factors that are limiting or critical to the attainment of the 

desired goal, the more effectively and efficiently he can select the 

most favorable alternatives. 

The following steps of decision making,originated from a wide range 

of experience of 300 trainees from various countries of the world, are 

suggested by Modern Management, A Key (54) on page 37: 

1. Get as many facts as possible or feasible. 

2. Analyze the facts for accuracy and applicability. 

3. If possible get.the facts to answer questions, 

4. Involve employees in developing solutions. 

5. Explore all alternative decisions. 

6. Anticipate the consequences. 

7. Weigh and balance o~e alternative against all others and 
choose the best. 

8. Announce the decision promptly .or in a timely fashion. 

9. Ask cooperation of employees to help put decision into 
effect. 

10. Give reasons if appropriate. 

11. Follow up to determine results. 



12. If a wrong decision is made, change it as quickly and 
honestly as possible. 

Odiorne (40) proposed some stages of decision making which are 

included for further explanation of good decision making. They are: 

1. Have an objective in mind before making up your ·mind. 
2. Get all (pertinent) facts. 
3. Identify the problem and the causes. 
4. Develop some sol4tions with options. 
5. Predict the effects and screen your option through criteria. 
6. Set up some controls to assure that your decision will work. 
7. Get acceptance of your decision (p. 12). 

He has also developed a diagram indicc;1ting problem solving and 

decision mc;1king which he believes could be -used by any. good decision 

maker anywhere. His model is presented in Figure 4. 
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Lyden, Shipman, and Wilkinson (28) view decision making in the public 

policy as a process of 11(1) seeking information to define the societal 

problem, (2) developing alternative problem solutions, and (3) reaching 

agreement upon which alternative will best solve the problem" (pp. 155-

156). They are opposed to centralized and autocratic types of decisions; 

Their. detailed explanation of three major steps of decision making in. 

public work is formulated in Table L This table, which gives an 

explanatory short statement _for each stage of "pre-decision," "decision," 

and "post. decision,." may give a good view for those who are involved in 

decision making in public .affairs. 

Problem Identification and Selection of 

Alternatives in Decision Making 

As a concept the term "probl~m" can be defined as "the difference 

between what we see factually to be the present situation and what we 

would like to see in order to meet our objective" (40, p. 15). 



PRESENT LEVEL- -
OR CONDITION 

DESIRED LEVEL 
OBJECTIVE. 

THE 
PROBLEM 

OPTIONAL 
SOLUTIONS 

I. __ 

2. --
3. ---
4. 

5. 
6. 

7. 

'-------------j REVIEW AND 
CONTROL 

Source: 40, p. 11 

HIGH LOW 

IDEAL 

Figure 4. A Model for Problem Solving and Decision Making by Objectives 



TABLE I 

MAJOR STAGES IN PUBLIC DECISION­
MAKING PROCESS 

Pre-d<'c i,ion 
I. Cn,:crlying prcdis­

P~'~iri,,n regarding 
problem 

2. Rcc,,gnition of 
probkm 

3. EYent or condition 
pre.:ipi1ating recog­
nition of need for 
decision 

4. Role performance 
of initiators 

5. ~fode of initiation 
6. Structure of social 

interaction of p::nti­
cipants 

7. Amount of agree­
ment on perception 
of probkm 

8. Time period: from 
recognition of prob­
lem to agreement on 
need for decision 

Dcdsion 
I. D,,Jinrating alterna­

livcs 

Post-decision 
1. Types of responses 

to decision 
a. Sources of alter-· 2. Roic performances 

of participants in­
volved in implement­
ing decision 

natives 
b. Nature of infor­

mation used in 
identifying aHer­
natives 

c. Initial expecta·· 
lions of primary 
actors reporting 
acceptable out­
comes 

2. Role p::rformanccs 
of actors in consid­
eration of alterna­
tives 

3. :Mechanism's for de· 
cision making (bud­
gets, contracts, ex­
ecutive orc1ers, legis­
lative action, elec­
toral action, and so 
forth) 

4. Mechanisms for Ic­
gitimiza1ion (same 
types of examples as 
in 3, above) 

5. Time period: from 
development and 
consideration of al­
ternatives to · Jegiti­
mization of selected 
alternative. 

3. Tactics utilized in 
implementing deci­
sion 

4. Outcome of imple­
menting c..::cision 

5. Feedback and modi­
fication of behavior 

6. Time period: imple­
menting of decision 

Source No. 28, p, 158. 
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Practical problem analysis and recognition of a better solution to 

the problem are the prime goals of the decision making process. It is 

hardly profitable to ask somebody to diagnose a problem and only give a 

few theoretical items proposing the solution of th.e problem. Careless­

ness in diagnosis of the pr?blem anc). suggesting some irrational solu­

tions to the problem not only lead the program.to failure but also may 

cause some additional unanticipated problems that·in some cases may 

actually be more serious than the original problem itself. Therefore, 

to define the problem realistically and find some solutions to it, group 

discussion and group decision making seems to be strongly indicated. 

Realistic decision making gives the opportunity to perceive the 

problem and the solution from various viewpoints and to propose reason­

able solutions to the problem. But.one point of importance should 

always.be considered; that is, each involved person in.decision.making 

should judge realistically and op~n-mindedly upon the problem and its 

solution and he should avoid any other factor which causes personal 

pessimism in the process of realistic decision making. A detailed dis­

cussion of the effective group process is too broad a topic to be 

considered in this paper. However, an outline of a five-step procedure 

for us~.of group discussion in the process of decision making as 

reported by Maier and Hayes (29) may be of assistance in forming the 

important.relationship of group discussion to decision making. The 

steps are as follow: 

1. First, one must choose the problem or objectives to be accom­

plished. In this step two types of problems are often found, 

one of which is technical and/or economic and the other of 

which is social and/or personal, the latter of which deals with 



communication difficulties, organizational preblems, intr.i­

cacies of supervision and admini~tration, i:6.tr.afriction, etc. 

2. Secondly, theJ;"e is the principle that .ii;t formulating problems 

for group discussion two important rules should be considered: 
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a. The leader should avoid the statements that imply criticism 

and threat, this because people cannot solve the problem if 

they are preoccupied with shielding themselves. 

b. Also, the leader,should avoid statements that imply pre­

conceived solutions to the problem because this helps stimu­

late objection and resistance. 

3. As a third step, the authors point to achieving tqe exchange and 

development of ideas.. A warm atmosphere of participation, dia­

cussion, and interaction .should be ·established, because attempt­

ing problem solving under too much pressure often introduces 

many emotional problems so that frustrati<;>n rather than motiva­

tion may occur. 

4. The fourth step the group must be led to is to attempt .. to 

select a solution, · A s.olution should then be tested on the 

basis of bot}:l quality and acceptance. Elbing (11) has the same 

viewpoint and·says that every proposed sqlutionmust be assessed 

from two standpoints--the first quality if the solution is 

implemente.d actually solves the problem and meets the organi-: 

za tional goals; the second quality is its acceptability to tho.se 

who must live with it and implement it, and hence its potential 

capacity to be implemented in the soci~l system, 

5. The final step is involvement of the group in continuing concern 

or follow up. Problem solving in an organization never stops; 
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so the plan of action which needs modificati.on should be taken. 

to the group, in a sense, as a new problem, not merely as 

critic ism of the previousl,y tried · and inadequate·· solution, . now 

peing reviewed.in the light of added experiences. 

Elbing (11) suggested eight· criteria f9r problem statement.. One 

who,presents the problem may take into account.the statement of the 

:problem according to t~e following criteria, which are stated ·on page .. 

236: 

1. The· problem should be stated. explicit:ly. 

2. The problem statement s.hould .i11clude a working diagnosis. 

3. The stated statement should specify the .standard violated. 

4. The problem should be stated. in specific behavi.or. 

5. The problem statement should not be expressed merely as 
an implied sol4tion. 

6. The problem statement should specify whom the_problem 
affects (that is, who is suffering discomfort and.who is 
responsible for a solution). 

7. The.problem ~tatement should differentiate the short run 
and the.long run in problem situation. 

8. The problem should be stated as a problem, not as a 
dilemma. 

The .. selection of tl?,e solution or. choic.e of the solution is another 

important; item giyen much consideration in decision-making literature. 

Most of the .literature pertaining to this concept wouLd seem to agree 

that "the chotce of the solution is a key step of the decision process 

but expe.rience shows that both managers and students a:i;:e likely. to have· 

a tendency to 'overemphasize' this step in the total process" (11, 

p. ·271). 

Problem solving as.selection of an effective alternative has a 

significant effeci;: on. the co:mpl~te pattern of. objectives which are to be 



perfqrmed in the fut;ure ~ Due· to this fact, managers. and all others 

involved in decision making must pay atten~ion to this crucial step. 

The obvious reason for this is that selection of a good a.l,ternative to 

solve the probl~m easily will gen~rally save mo~ey, time, and effort 

for those who pra~tice it. In addition to t~is, it ,is very obvious 
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that an effective alternative is the key for further success and pro"'.' 

gress in any kind of pq:,gram or c;,peration. A person will be motivated 

if he fully realizes that ther~ exis.tS' potential .for a satisfactory and 

desirable result from his performance. .A: good ·and acceptable alterna- . 

tive will pave the road for a ,better perforrru:mce. However, Elbing (11) 

puts great emphasis .on problem diagno~is and strongly as1:1erts that .if 

the diag'Q.Osis has b.een accurate and -thorough and the problem has been. 

accurately and clearly.defined·, t~en.quite likely alternative solutic;>ns 

will be unmistakeably recognized-and, therefore, the choice of a course 

of action will be easy for the individuals involved. Included in this 

position is the assertion that the lack of clarity is large~y due to the 

errors in diagnosis and definition of the problem rather than other 

causes. Elbing further concludes that, without question, decision 

making should always be .based on explicit, conscious, systematic. 

diagnostic investigation. 

From t~e above disc~ssion one can. say that· ho.th diagnosis of the 

problem and selection ,of alternativ~s are closely related to each other. 

As two _important steps of decision .making, c;,ne should pay more attention 

to diagnose the problem as accurately as possihle based on the past,. 

present, and future situation and then select a better alternative for 

an effective and successful achievement and performance a3:1d thu" reach· 

easily the u.ltimate $Oa,l in the short.est, period of time with satisfactory 
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results. The diagnostic step of the decision making process, according 

to Elbing (11), should be correspondent with the following cri;eria, 

here presented as a summary of this position: . 

1. It .should differentiate b.etween the actual events in th,e 

problem situation and the language.used to describe these 

events. 

2. It should specify the degree .of preci,sion of the available 

information by differentiating between facts and opinions, and 

by clearly labeling bits of in.formation as facts, inferences, 

speculations, or assumptions. 

3. It .should specify and explain the factors which have caused the 

given situation, rather than merely fixing blame. 

4. It should examine the mu], tiple causes and their relationships 

rather than claim a single cause. 

5. It should result in a clear and explicit statement of final 

working diagnosis. 

Selection of alternatives can well be based on the following 

emphases. First, experience is the best guide for selecting an alterna­

tive. One of the basic advantages of experience is the opportunity for 

consideration of mistakes which may have been made in the past. The 

more the experiences are shared in a logical and rational manner, the 

more 'possibility that this will result in selection of better alterna­

tives. A second emphasis which is very important it:t the process of 

selection of alternatives. is experimentation and resea.rch. This often 

provides a very accurate base for selection of alternatives, but it is 

both time and money consuming. While this technique can be expected to 

give good results in,terms of long-run planning, the need for such a 
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technique shoul<:t be carefully cons,idered to make sure that ::f,.t works as. 

well for short-run objectives-before the alternatives are.exercised. 

Thompson and Tuden· (50) believe ~hat; in the case of availability of many 

alternatives, it is incumb.ent upon the administratio-q. to provide machin-

ery for elimination of all but a few by.the voting procedure. 

Similarly, Elbing (11) developed certain·criteria which he presents 

for assessment of solutiol'!, select.ion. The following are the sulllIIlarized 

form of his criteria which seem beneficial for a mana,ger.to consider ·in 

the selection .of a solution (p. 272): 

1. The solution should .be of a quality satisfactory to meet. 
organizational goals. 

2. A selection must be acceptable to those.affected by it and 
to those who must implement it. 

3. A solution should be .. evaluated in terms of anticipated 
response to it. 

4. The choice of a.solution .should focus on present altel'.na-. 
tives, not past possibilities. 

5. The risks of each alternative solution should be considered. 

6. Multiple solutions 1;3hould be arranged in proper sequence. 

Odiorne (40) stated on page 58 the. fol.lowing as possible actions. to 

be taken to uncover the basic ca~ses and then find a.better alternative 

to the identified problem: . 

1. Make a hard specif,ication of the problem. 

2. State the problem in.terms. of end results, intervening 
variables and ro~t causes. 

3. Separate the fixed from the conditional causes. 

4. Separate the. vital few fr.om the trivial' ma,ny causes. 

5. Follow the three stages of innovation in developing new 
idea. 

6. If germa,ne, use problem solving conferen,ce. 
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Decision Making Is "Change" Oriented 

One of the other important aims of decision making is to bring a 

positive change in the previous system of operation by selection of 

better and new alternatives which fit the situation in better fa.rm. 

Substitution of the old form.of a sysitem by a new one requires more care· 

and attention to introduce highly acceptable changes at the first step. 

There is no such intention to give some explanation as to how changes 

are brought ·about in a system or organization. However, we would like 

to consider some. criteria developed by Alexis and Wilson (1) to deter­

mine which changes should be introduc.ed· in solving a social problem. 

The criteria basically deal with problem possibilities of change and 

growth. 'l'he principles are as follow: 

1. 11 The easiest possible relevant change should be selected" (1, 

p. 189), Because the easier a series of change is, the greater its 

likelihood of being successful, and success is essential to a.solution, 

2. "Select a problem area that is independent enough from its 

context to sustain.a separate solution" (1, p. 191). By outside pres­

sure it is meant pressure from other parts of one's personality, other 

values than role expectations, etc. not inclu4ed in the social area. 

3, "One should begin a solution in such a way that expansion of the 

solution is possible" (1, i,, 193), This principle, they believe, 

supplements the other principles. 

Difficulties in.Decision .Making 

It was mentioned earlier that decision making should be based on.· 

rationality rather than emotion. It means that adequate realistic 

information and facts should be made available before anything is 
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decided. This helps enlighten all the dark.and vague parts.of the sub­

ject which usually cause failure. 

Richmond (46) believes wrong decisions and difficulty in making 

decisions could 'be attributable to either (1) inadequate information, 

often incorrect or incomplete information about the various po.ssible 

alternative courses of action about'this 'implications with respect to 

the ultimate, ou~come, or (2). inadequate specified objectives, failure to 

specify which outcomes are more desirable than others. 

Several authorl!I present what may be called dangerous practices in 

making a decision. Briefly, these can be collc;Lted as follows: (1) jump­

ing tq conclusions, (2) getting ju1:;1t one side. of a situation, (3) putting 

off a needed decision, (4) failing to give reasons for decision, 

(5) overlooking possible consequences, and (6) changing decisions. 

unnecessarily. 

To this point quite an abµndant amount of information related to 

decisions an4 the decision ,making process have been reviewed. This 

information contribute!:! what might be referred to as "key words". to a 

successful and effectiv.e decision for achieving better _results and reach-.· 

ing goals and qbjectives. By _following these concepts, steps, and. 

stages presented and discussed so far., each decision maker .should ·be. 

led to perform.in such a manner as to enhance organizational ope;ation 

c;Lnd lead a desirable, satisfactory, and promising outcome. The 

effectiveness of decisiO~, as 1{aier and Hayes (29) report, is the _pro­

duct of quality and accep~anc;e; an,d they insist it ·is simply but truth­

fully: 

Effectiveness = Quality x Acceptance 

They further point out that ~his· simple expr.ession· indicate~ that .if -the 



49 

value of one of the .criteria .. (quality .or acceptance) falls to zero, the. 

value of effectiveq,ess will become zero. 

Plan~ing 

The concept of planning is defined.by various organizations ancl 

institutions differently. Each plan is based on certain assumpt~ons 

that reflect the basic i;;trategies and policies of the organiza,tion 

according to .. the nature and type of organization, but in any case the . 

process of planning has tra,ditionally been recognized as one of the .key 

elements of the managerial proc.ess in any type of organization. . ' . - . . . 

Planning is· the most basi.c function of managemen,t and deals with 

the selection from among alternatives of future courses of action.· But 

the future is not clear to simply pick up some of the alternatives and 

proceed with them. A careful analysis of the situation based on the 

facts that are likely to help us go in the correct direction is needed. 

Ward (55) pointed out that the fµture is inevitablyabstract; that is, 

he maintains that we cannot see it, measure it, or taste it; we can only· 

think about.it. Therefore, we tend to simplify its structure and its 

content in our minds. In this context he defines planning as the 

purposeful programming of .acticm, · with reference. to ·available resources. 

and the predictive context, which means an .indicated or c!l!).ticipated · 

futur~subject to continuous reformulation :in which the proposed action 

is likely .to be taken.. 

Since the future is not known, only in a very few cases can we be 

very exact in predictions, Nevertheless, this is the planning which 

bridges the gap,from where we are.to where we want to go, whereas 

otherwise .the· events would be.left to chance. Planning, therefore, is 
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the i~tellectual proce~s., the conscious· det;erminator of courses of 

action, the basing of decision1;1 .on ·purpose, facts, and·. cq~sidered 

est:i,mates. +his is the conc],usion of Koont.z and O 'Donnel (22)·. 

Definitions of Planning 

Even ·the aimple concept ·of planning is 'defined by differen1;: _ _people· 
. . . . ' . . . . . 

in several ways •. Some.of these are presented as follows. 
. ! ~ . 

Ewing (13) believes· that planning 11 • • • ·is .a method of guiding 

managers so tha;t their discussion~ a·nd. actions affect ·the future of the 

organizl!ltion :in a con.sisten~ arid ratio.na:1 manner; and 'in ,a 'o/ay .des'ir.ed 

by top man~gement11 (pp. 17-18). 

Egerton and Brown simply.refer t9 planning as thEl systematic method 

for continuous. maintenance of the ·effective and vital ·interests of the\ 

organization _(lo). 'l;'hey point o~t on page· 2 tha.t:one conference bol:J:rd 

defined planning as II • the setting of objectives: and goals and the 

formulation and s.election of alternatives, strategies, and courses :of 

action to reach ;he goa:ls and objecti'?'es .''' 

Smiddy (4~) is essentia],ly in agreement in as.ser;ing that; the _major. 

planning ·fu1;1cti<;ms · of .a manager, in any organization is to set objectives 

ancJ to out1ine policies, plans, programs, anq timetab:J,es an.d perfo-rm-

anc.e standards in. such. a manner. as to get· them ac.complished i~ as 

effe~tive a way.as p9ss.ible. 

Planning, whatever .. definition may be attempted·, can truthf~lly be 

interpreted as ·the systematic effo.;rt toward rational formulation and 
' . ' ; " . ' 

scheduling of·obj~ctives and.goals and select'iqn of better methods and . ' . 

alternatives to achieve .the goals . in ·the future, but always according ·· 

to the wishes of the organization •. 
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Some;tilil,es plans and polici,es are confused, and ·many· consiq.er' them 

the same.· To differentiate between.the~e two, we may·g9 with Start; (49), 

on the differentiation of· t1:1e mat:ter.. Starr say1:1 'on page 305, "Policies 

c'ilre sense.d by members of the system ·to .be. dii::ectives sent down ,as rules 

to, be foll9wed and plans are transformed irito policies .• " He bel~eves 

policies definitely follow plans ·and contends that once plans · are. 
. . ' ' . ' 

accepteq., p9licies are automatically· followed for achieving the goals· 

planned. This refutes. the.statement some wouJ,.d ·make·to the effect that; 

programs are planned according to the policy of the organization. 

Plans,; therefore, can .be recogni,zed as 'havirig the function of initiating 

the policy for achieving the ultimat_e goal. If the _ul,timate ,goal is 

replanned and changed, polic·ies for ~ew goals are also automatically 

changed. 

Le Breton and Hennip.g (23) state.d on page 18: 

••• Significant fact -is that as a plan is prepared it will 
often -require the ;creation ef ·-p.ew ·.policies or the .re­
defil:litio-q. of exi'sti;ng. policf:es. For example, ···the policy ,of · 
the company .might be to. hire . co·ilege trained sale· engineers•. 
If the plan. should' cal],.' fo_r· ljl.J;l. :increase of. l,O.. percent _in the 
sales fo~ces .and" .pa1:1t ~xperience has indicated that marke;t· 
condit_ions are such that:it wouJd be unlikely that; the com­
pany_ could obtain the qualit;y of .people needed "at the exbting 
salary range .consi_deration may. be. given to e;hangi:,;ig the' . . 
selection or cqmpeasation policies •..•• · .• It; shquld 'be "not.ed 
that the real test of a' soun4 realistic policy comes when 
specific plans are prepared'and -implemented. 

Plans and decisions should not be. considered the salil,e. As a matter 

of fact, they. are differ-ant bodies of .thO\~ght. According to Le Breton . 

and Henning (23) on page 5, "Any plan .must have ·the three characteris~ 

tics, or elements: Futurity, action, and personal or organizational . 

identification or. causition. '1 Decision is. different; as the .same 

authors stat~ .on page·. 7 th~ .following: 



Decision is the resolution of conflicting .alternative choice.s 
and is not needed to involve either action or the future. · 
However, decision is interrelated.to pianning arid could be 
u,sed at every step in the planning 'process, and is poss,ible 
to use a plan to arrive at a decision. ' . · · 

St~ps in Planning 

A good· plan is the 04tco)lle of comprehens·ive thought and wise 
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analysis of the situation before planning. Anosoff (57) recommends two 

steps which are required in the plan making process: 

l. To solve the planning problems, which needs analysis of · 
problem and .formuiation, to determine available resources. 
and delineate, compare and choose ·alternative cour.ses of · 
action. 

4• To prepare a plan based on .the solution (p. 11) ~ 

The latter step involves translation of selected strategy into a 

time phased action and.consequeI).ces and scheduling them irt a manner to 

be compatible.with materials and.organizational resources of the· 

business.. Le Breton and Henn:l,ng (23). reported that planning is not an , 

automatic process. It does not ju,st happen. They sugg'ested some. 

sequences in the planning process. which g:t,ve good sense to a planner~ 

The sequences are listed as follow and appear.ed on page 14: 

1. Becoming aware of a possible need for formulating a plan. 

2. Formulating a precise statement of .the objectives of the 
plan to be prepared. 

3. Preparing a broad .outline pf proposaL 

4. 01;,taining approval of the proposa.L 

5. Organizing plan1;1ing staff and assigning responsibility. 

6. Determining the: specif.ic·· outline of the plan. 

8. Obt;aining necei;;sary .data. 

9. Evaluating data. 



10. Formulating tentative conclusions and preparing tentative 
plans. 

11. Testing compc;ments of tentative plans. 

12. Preparing the final pla+i, · 

13. Testing the plan. 

14. Obtaining approval of the plan. 
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Planning and plan making, to artic4la.te the effort of the personnel 

toward achievement, is required mor~ in today's organization than at any 

time in. the past. This is due. to the. fact: that vast social, economical, 

and technological changes take place -from time to time in the society 

and in the organizations. This situation stimulates a strong desire ,to 

keep organizational.operation and performancecqrrespondent with these 

changes, E;fforts .should be focUf;lsed to direct ,the operation .towat"d the 

achievement of the ultimate goal and-to meet ·the needs of the soci~ty 

and the organizat,ion. 

Briefly, some advantages of planning which are reported by Erving 

(57) on page 14 are listed as follow: · 

1. It ·would lead to a better position or standing _for· the , 
organizaticin. 

2, It would help the organization progress in the ways that 
its management considers most suitable, 

3. It -.would help every .manager .think,. decide, and act :more· 
effectively for progress _in the desired direction~ · 

4, It would help keep th.e organization flexible. · 

5. It would stimulate a cooper.ative, integrated, enthusiastic 
apprc,acb to organ:i,za tional problems. · 

6. It ·wo4ld indicate to manag_ement how to evaluate and check 
up on.progress toward the planned objectives. 

7. :i:t would lead to socially and, economically usefµl results, 
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Th~ question of good and poor planning is also an important: item in . 

the managerial area. A poor plan not only cannot achieve the objectives 

of the organization but'.also causes tnuch confusion, which, of course, 

would be considered one of failure tn the form of disrupting healthy 

organizational operation. This -.is what most of .the literature empha'-

sizes--a rational and conscious plann.ing procedure based on ,.all available 

facts and realistic analysis of conditions existing within the organi..;. 

zation, In .other words., the planner s,hould pa¥ enough attention td 

consider all the factors and elements which have an influential effect 

on the scope and nature of the plan and also upon the atmosphere.main-

tained by the organizational per1sonnel engaged in .plant1:ing. It is also 

necessary for a gqod·plan to be'flexible enough to correct short,;.cqmings 

of the plan at any stage and with :possibilities for minor modifications: 

Derbyshfre (5) .reported .on page 17: 

It is essential to maintain flexibility in any planning state­
ment at any stage in the process, because one has to keep 
lqoking at the effects of implementation analyzing their 
implication and then going back.to amend the.objectives of 
the plan. This continuous recycling procees if it is to be 
done properly implies that never. at any given moment Jn time 
should more planning be done than is.essential in order to 
achieve the inunediate physical objectives. 

Therefore, mistakes· should be cor:rect;ed before they; are. practiced 

and bring some unwanted side effects. 

It was mentioned earlier th.at the concept of a plan ,is ccmsidered 

as a predetermined course of action •. In this case, it is ·nec.essary to 

understand the dimensions reported by Le .Breton and Henning (23), 

included in Appendix A, which giv.e a view of both the ,dimension and the·. 

rel;g,tionship of each.dimension to various parts of the planning proce,.. 

dure as well as their. combined influence on. the planning process. 
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Program, D~vel'opment in Extension 

The Agric4ltul'.al Ex;ten~ion _,program i~ 'people-9ri~mted and strongly. 

deals with the :impr0vement of the living standard of. the people.. This 
- I -' ·' ,I ' • 

means that the Agr_icul.tural Extension program is designed to bring about 

a desired ch~nge in both_ s.ocial and· ecq~ontic status · of ·farm and rural 

families. In aocial change we may include four types of changes;. 
' . . . - . 

namely, cq.ange of knowledg~ f change 9f a tti_tudes, change of skills and . 

motiyatic;,n, ~nd economic 'change, which means a .desi:rable rise irt the per 

capita income of ~ach individua,l, especia,11:y :of 'farm families. The 

ab,ove assertion is summarized ·well ,_in a UN/FAO Ec:onomic Commisston . 

report '(52) • 

Such changes cannot .be i1,1t;:roduced or ·imposed im the. people -.un_less · 

the:y understand .the concept of these ch,;:1.n.ges .and beli·eve that these 

changes ·will bring improvemerit 'in .their. present situation of :life. . . . ' . ~ . ' ' 

Agricultural Extensio.n progralJIS ~ ther-ef9re, demand· conside.ration pf· the 

qeha;vioral aspect;:~ of individua,ls~ both before· and during tq.e pro.ces~. of 

making rules. and regulations, towa;4 the achievement _of ·goals· an,d 'objec-. 

tives_. 

Extensi9n in. general is considered as the proc~ss _by which desiral;>le .. 

c~anges are ·produced ·in, the way in ,which people (the target group) 

beh,aveo Tc;, . change the behavior of peop~e is t10.t · an . ea_sy _ task. A strong. 

effort ·i1;1 requi,red to be wholly -devoted. to the educat:i,_ona+ phas.e of .. the 

program, and to drive tow~:i;-d · the· k:l.nq. of cqnside,ra:t,le ac~ion which ena~les 

each individual to. develop his know~edge ,and to lead him. to a l>etter 

life by hi,s own. ef:l;o.rt. Becaui;e edUrca tion ._is the proc.ess,. accordin~ to 

Evans (12), the .true -.educator'.s at;,tempt~ are focuss~d to: 



• • • Improve the .student by increasing (a) his awareries.s, 
(b) his. rai;ige and level ·of knowledge, (c) his depth and com­
prehensiveness of understanding, . (d) his objectivity of 
reasoning, (e) his. intellectual or physical skills, and 
(f) his attitudes about those things which affect his well 
being (p. 4). 

On the other ,hand, Agricultural Extension seeks all opportunities 
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to wisely utilize natural resources with full participation by the people 

using their own. knowledge, effort, and energy for the wel,fare of them-

selves and of the s9ciety as 1:1 whole.. This fact is confirmed by a 

report 'of the Program Development Ad Hoc Committee of the Cooperative 

Extension Service of the United States (43) which stated on page 8: 

The service conducts educ.ational programs which result in the. 
developtne:nt of skills, attitudes and unders.tanding of people 
which will enc3:ble thetn to conserve and effeCtivdy .use natural 
resources; efficiently produce range, farm and forest products; 
increase effectiveness of marketing distribution system; 
optimize their development as individuals ari.d as members of the 
family and ccitnmunity; improve their community organization ser­
vices and environment; develop.as informed leaders in a demo­
cratic. society;, and raise their level of living through wise· 
resource management to achiev~ family goals. 

From the .above discussion it. is obvious · that in any t:y-pe of 

extension program emphasis and priority is given to the clientele edu-:-

cation. The educational part·of the program is.based on the various 

needs and interests of the group involved, especially those needs which 

are· felt by the people. The basic concept of the program is based on· 

the principle "helping people .help themselves," which implies that _the 

extenslion program is not .a formal education type .to be .conducted in -a 

specific perie>d of time under specific circumstances. Conversely, it is 

an informal educational program which aims at· teaching rural people how 

to improve the:i,r level of living by the:i,r own efforts through wise 

utilization of resources at their _disposal, including better systems of 

far. ming ,and: hom,emaking for the benefit of the individual, and family, . . . . . 



57 

the nation, .and the world. This goal is achieved by giving guidance, 

consultatic;,n, and advice fo.r the·,. peop],e to learn from each othE!,r as well 

as fr.om t~emi;ielves' which is. called "leal;'.ning -hr-doing ... 

The. Program Developmen~ 'Ad Hoc Committee. (43) strcmgly suggests .-that; 

an ~ffective extension type program should be ·:based on·: 

1. Exi:>res sed -o.eeds of ·people •. 

2~ Analysis Qf e,nvironment .,and other. c~nditions ~ · 

3. Emergi~g rei;iearch results. 

4~ · Administrative response to recommendation arid .. pressure .. 
of c9operative extension support group (p.14). · 

'l;'o know th.e .concept of extension ,progr.am development, we may. ref er 

to the following statem,e,nts in ·a _mimeograph developed by Dr. Nethert~m 

(37; p. 1). 

Program devel<;>pment consi.sts of a set of planned,. purp~seful 
cqorciinated activities involving extension staff at various 
lev·els · and their c.l,.ientele in determining .needs and . design-
ing and carrying out . learning experiences. The purp<;>se is .. 
to bring about' desd:r:ed change iti a~titudes' kriowledge or. 
s~ills of _individuals, g'I'oups, · organizat.±ons, and conm11,mi ties •. 
Evaluation and feecibac~ to a51sure program viability and organi'"' 
zatic;m renewal are an essential 'part :of :effec;ive prog'I'am. 
development. · 

Raudabaugh (57) commented on page 4 the following, in which he 

fc;,ll9ws the same concept: 

Extensi.on program planning ·has becqme the process by which a 
council, or COllDllittee of locai ·peopie, ext~nsion, staff: membe'I'!:I . 
and other resource persons. cie~erm:i.ne their educat;:ional pro- .. 
gram. It. is a process of identifying .and making deci~ions 
about the peo_ple' s cc;,ncerns and. important needs or problems 
in -a county. · 

Development 'and projection of a program requires some characteris-

· u·cs anc;l .. criteria.. These cri.teria are useci_ as guidelines for th~ 

development 'of any type of_ program to avoid confusion and guarantee.the 

effectiveness of· the program .to a po.int~: No one cal} suggest a few 
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CI'.iteria to be t;he unique,method used in.a ~ett;er program dev~l<;>pment. 

However, some of _the criteria a!'.e, 'based -e>n long-time experiences. · Her:e 

we tend to get t:he ,beriefit from t}:lese .expe:dences · an.d use· some of them, 

in the . development of a good· program. -· 

Be~! (2) agrees with the chara.c1;eristi:-c~ which are given by.the 

Federal Exten1;1ion Service of the T,Jnited. States for a P,rogram projection, 

as sta.ted on pages 2~26: 

1. It ,encompasses cons;i.der1;1.tion of -the major problems• needs, 
and potentials as. vie_wed ·by a widely-representative _group 
of the people. whom extension serv.es. · ' 

2. It is based on the belief that pe<;>ple armed wit;h the per-: 
tinent fa,cts.systematically·analyzed'ang well understood 
a:i;-e cap.able of ~king . the ,most intelligent decis;t.on ·. 
regarding programs.to meet ·their needs and to solve their 
problems. · 

3. It _recognizes that participation in thorough problem 
analysis provide~·much, of the motivating force necessary· 
to . carry out , .recommended programs~ .. 

4. It _is a continuous educational process, focussing atten­
t;ion upon a .sig1'i.ficant period of years ahead in addition 
to. yearly <;>r short ·raI).ge problems, re-appraisal, (Jr condi"'.' 
tion change •. · · · · · · · 

5. It .involve·s ,a ;hgrottgh study and. understa,11ding of .many .. 
facts about 'friends and .poten.tials ·poip.ting up . oppor:- · 
tunities tha.t ar'e the ,basis fo·r program decision by the 
people. 

6.. It provides an oppc;>rtunity .for the people to ·discover 
other agenc:j,es a'Q.d organizations~ pt1bl:ic or 'private, 
whose services can J1elp. to solve' their ___ problems. 

8. 

. ' ., ... 

It: provides the extension service with a more definite 
and s~ielltifi.c bas:i,.s fo,r deterni::i,ning program adjus.tments 
and resources needed to carry OUt program recoiilmE;\lldat:icms. 

It ·provides a basi~ for de.termining pr:i,.9rities where 
resources are. not adeqt,1ate. to d_eal -with all of the recog­
nizeq problems and sets ,objectives aga,inst which progress 
and change 'can be 'measured·. ' . . . 

The· characteri~tics listed above will serve .to answer-. tJ:i:e questipn 

as to why and how well p~anned pi::ograms deyelop and. are projected. irtte: 
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the future. 

How to Devel9p a Program 

This is the question most 'program planners are conce.rned with, To 

provide a relatively better 04tline in this matter, it seems essential· 

to refer to those references ,which are directly involved in extens.ion 

;ype program devel9pment. 

Since the development of a goodprogram has an influential impact 

on.the progress ,;ind the directing of the operation toward success, a 

planner m,;iy have a str1:mg desi.re. tow,ard the development of a sound pro-

gram. · Knowles (21) has developed s9me gu:i,delines. which provide a sound 

basis for plannit}g in. the development of an adult education extension-

type program, He asks for the involvement of all staff members who may. 

serve in the different levels as well as local constituents and any 

other. relevant. group or organization ,which might be concerned. These 

guidelines include.the foll9win~ .items, as found on page~.251-252: 

1. Appropriate organizational, plan and procedure. for program 
planningo 

2.. Col.lection of data useful in the ,identification of con­
cerns and proble~. 

3, Analysis and interpretation of situational facts and 
bac~ground information. · 

4. De1;:ermination of priority .of p.roblems; neede,i, and 
interests, 

5, Determination of general educational objectives (or goals), 

6. Coordination with ~rograms of other groups, organizations, 
and agencies. 

7. Records and evaluation of planning activities,. · 

Netherton' s (~7) model for program d~velopment emphasizes the 

recognition of so.cial, e~qnomic, political, and educational forces, · 



These forces have a.real influence on program developmen'I; everywhere. 

The mo.de!, (37) ·on page· 61 has a. cleat'. se]:f,..,explanator)' nat~re. The 

steps _and the direction of the process are indicated by arrows •. The 

first step in the model is .the recognition of social eco.nomic, 

political, and educational forces, and the.last step is.evaluation and 

reporting. 

Similarly, Houle .. (17) repor.ted some . basi.c steps · to be· cons.idered . 
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in-program development. These steps were listed in two phases,on page·3: 

1. The 'initial phase' which covers the. following steps: . 
a. · Make a honest appraisal of ·the current ··situation. 

2. 

b. Make an initial judgment about ,appropriateness~. 
c. Develc;,p a statement of broad ·objectives. 
d. Determine _specific objectives for ~ specific period· 

of time. 
e. Design or adjµst programs and service~ in such a.way 

as to aqc,omplish these ubjectives.. Some of the pro­
blem areas which must -often be dealt with in this 
connection are these:. 

f. 
g. 

The 
~~ 

b. 

c •., 

d. 

e. 

(i) The clear rel~t;icinship of people .to one another. 
int<;> an.effe.ct:i,ve.organiza.tion. 

(2) The de'lelopment of effectbre program· id.eas. 
(3) The select;iotl and training of leaders. 
(4) The proper use of nietho'ds. · 
(5) The, locat;:ion of· effective 'use of __ suitable. 

materials of instr~ction. 
(6) The development .of plans fo.r guidi11g and counsel­

ing individuals who help. 
(7) The building of group morale. 
(8) The interpretat:i,on of the _program to the _public 

infl ueric ed by · it. · · 
(9) .The financing of the pr9gram. 

(10). '.!;'he va'iuati·on of tl).e program. 
Carry out .the pr9gra.m. 
At thE:1 close of. the specific ·perio.d of time, appraise 
the ,acc9mplis,hment of ·the specific· 9bject_:f,~es. . 

recurrent _phases which are: 
Re-examine tl).e app.raisal to determine how. the. current 
general situation has been changed. 
Re-examine and revise the .statement of broad objectives 
in the light .of ·present knowledge. · 
Select a new set 'of specific ·objectives f9r. a specific 
period of time. 
Adjust programs and sei;vices in. such a "!a;f. as. to. 
accompli$h these new objectives, 
At the close of'· the ·specific perioq of time,- appraise 
the accomplishment :of ·specific objectives. 
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One of th,e basic ele.men.ts of a good extension: p:rogram i~. its moti­

vatio.nal, natµre. · Du.e. to ,this fact, the. pr·ogram- should be de,v~l9ped irt 

such a way to meet all .levels of .the needs which are ,felt _by the people 

and the society. Consideration ·of needs. and interests of the people .. 

causes a strong motivation of the people to participate and help 

increase .the perforiru;tnce. of the prog:ram to a higher level. Identifica-

tion of these needs and interestei'requires a C(?mprehensive survey of the 

situation .and identification of those,obstacles. which sl~w down the pro-,, 

cess of reaching to me~t theEfe nee.ds •. · The more the pro_gram is oriented 

toward the needs of t}:i,e peo,ple ,and· the I119re ·these are l!let., the more the, 

people are, motivated ·and interested' i~ the ,program •. 

Basi~ally, the purpose ,of the extension program is to sati9fy ,.three 

di1;1tinct setl:l. of needs: the :needs and goals of the individual, the 

needs and goals of institutions., and ·the, needs and goals of -society (21). . . , - ' "', . '. ' ' . ' . 

As a matter of fact, institt1tic;mal and societal needs are· directly and . ' - . . . ' ·. 

indirectly 9riginated from. the eyolutionary _ changes which :occ-ur from 
• . I ' . 

time to q.me in. society, and thus the nature of :ne.eds pf ·e~ch · individual-

is changed in one way or the other· •. 

There is a very clear interpre~at:i;on az:i.d categc,riz·ation ,of i-qdi­

vidul!l,l needs.· In the _textb_ook The MQde:tn Practice of Adult Education 

Knowles. (21) present~ the. model dev,elqped by Ma~low depict,ing a hier-

archy of individual n,eeds, which are clas~ifi.ed in.to· five categories. 

A copy of Masl9w' s hierarchy' of human ne~ds, as prese.nted on .page. 63 as· 

Figure 6, gives a'good and clear view for. any,plaml:er to recogni21e indi-

vidual needs and consider them in the program he may be.planning. 

Maslow (21) also proposes the f9llowing principles of operation \for 

these needs: (1) gratifie;ation for. the .needs on each level, starting 
i , . ,· , • 



A~aslow emphasizes that the 
need for self-actualization 
is a healthy m,3n's prime 
motivation. 

Esteem Neecls 

Self-adualization meaf1s 
actualizing one's potential, 
becoming everyt.hing one is 
capable of becoming. 

Love, Affection, and 
Belongingness Needs 

Safety Needs 

Physiological or Survival Needs 

Most basic needs have to do with survival 
physically and psychologically. 

On the whole an individual 
cannot satisfy any level 

unless needs below are satisfied. 

Source 21, p. 24 

Figure 6. Maslow' s Hierarchy qf Human Needs 

63 
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with the lowest, frees a person f9r higher level of gratif:i,cation;. 

(2) these persons in whom a need has been satisfied are best equipped to 

deal with deprivation .of that need in, the future; (3) the ,healthy person 

is one whose basic. needs have been met .. so that he is principally moti­

vated by his needs to actuali.ze his higher potentialities. 

Summary 

A variety and good deal of information has been iµcluded in. this , 

chapter. The combination of the explanation, models, steps, criteria, 

key worc;ls, etc. in this chapter will help every concerned individual to 

develop his understanding .and increase his knowledge in each related sub­

ject. The.writer h9pes that his efforti;; in the collection ,of these 

materiah and information from various sou];'ces will be helpful to those. 

who seek and need such information. The information is the ba~is for 

the model presented in.Chapter UI and Chapter IV. 



CHAPTER III 

PROCESS OF 11.ANAGEMENT BY·,OBJECTIVES 

The system of MBO is of great assistance to an administrator in 

planning, organizing, and delegating the work and operation. The con-

cept, definition, pr9blems associated with MBO, and implementation of 

this system were discussed in detail previously (see Chapter II). In 

this chap;er a model has been developed to introduce a MBO system into 

an organization. The model will provide some essentLal steps to be con~ 

sidered in practicing this system. 

How to Start With MBO System 

Establishment and implementation of a new system, to be effective, 
' ' . ' : . 

reqµires a few careful s;eps. If these steps are well desig11ed and 

understood and followed carefully, the system will lead toward progress 

and success. The steps may als9 serve as a.useful outline indicating 

how to proceed with, and thus avoid mistakes in, the implementation of a. 

new system. This is especially required in a MBO system where mutual 

negotiation and agreement on, two to three. J,eve+s of m9-nagement are 

involved. 

The. model on page 66 includes some basic steps which seem very 

necessary to be considered by those .who wish to practice a MBO system. 

Th~ s~eps are as follow: 

1. Understand the .concept of MBO thoroughly. 

6.5 
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the areas of aubordinates re:s­
ponsibllties, 

Basic Steps for Implementing a MBO System 
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2. Analysis of organizational performance, understanding the pro­

blems, and recognition of-needs. 

3. Projection of organizational goals and obj-ective!3. 

4. Conducting a meeting with higher level management for negotia­

tion and agreement of organizational goals and objectives. 

5. Mutual determination of subordinate job function and perform-

ance objectives. 

6. Implementation of organizational goals and objectives"l 

7. Continuous mutual review of acti.on. 

8. Mutual assessment and evaluation of overall objectives. 

Some of the other st;eps which are shown in the model are incorpor- . 

ated in one or another of the main-steps. 

Adequate information is avail.;i.ble in Chapter II to elaborate and 

enlighten the content of some of the stages mentioned above. There is 

no need to rediscuss them in this chapter. However, the following para­

graphs focus on explanation of steps 3, 4, 5, 7, and 8. 

Projection of Organizational Goals and 

Objectives 

MBO is goal-oriented, and this step is the most important step in 

the system. Goals and objectives are stated by manager and sub­

ordinate. But the presence of a task force which has adequate knowledge 

about the whole organization is especially important when the new system 

(MBO) is implemented. In this case the task force may directly be 

involved in setting fundamental goals and. objectives of the organization. 

Goals are defined; broad statements of intent and the basic purpose 

of organization effort, they are not quantifiable and have long term 
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validity and meaning, define the condition to be achieved year after. 

year if the organi:z:ation is to be ~uccessful, and give the orgai;i.ization 

a direction aI).d give the. management a future (25 and 42). Organiza­

tional goals should be .based realistically on ·the "background· 

inforlru;ltion" obtained in,step 2 (analysi,s of organiza.tional perf·ormance, 

understanding .the problems, and recognition of.needs). Organizational 

goals aJ;1.d objectives shoulcf not overestimate or underestimate; .both 

cases are not desirable and decline the level of ·pe,rformance·bec.ause, in 

the.first case, availability of .financial, technical, and personnel 

resources are the determinant factors which rule the operation and pe1-

formance and with less availability of these re~ources nothing can be 

done more.than that which is possible and, in the second·case, it is 

unwise not. to utiliz.e the available resources. 

Objectives are the short statements of intent which are specific, 

quantifiable, and more conc:rete steps along the way to the achi.eveme.nt 

of the goals; they indicate what is to be accomplished iri what specific 

time (25 anq. 42). Objectives are formulated in ~uch a way.as to achieve 

the goals in the .least amount· of time with the. lowest expense. formu ..... . ' . . 

lation of objectives has. specific importance in the MBO system, Under 

nQrmal circtµnsta,nc~s a well-formulated objective meets the following 

criteria (36): 

1. It starts with th:e word "to" ·followed by.an act:ion verb. 

2. It specifies a singll;! key resul; ·to be accomplished • 

.3~ It Sl)ecifies a target date for its accomplishment •. 

4. It: .specifies maximum.cost .factors. 

5. It is specific aµd qua'Q.titative (and hence. measurable 

and verifiable) as possible. 
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6. It relate.s directly to. the ~ccountable manager's role1;1 .and 

missions and to higher level roles, missions, and obj ectiv.es. 

7. · It is readily understandable by those who will be contributing 

to its attainment; 

8. It is realistic and attain.ab.le, but still represe~ts a 

significant challenge; .. 

9. It provides maximum payoff on the.required investment in time 

and resource~, as compared with other objectives.being con~ 

sidered. 

10. It is consistent·with the resources available or anticipated. 

11.· It avoids minimum. dual account1;1,bility for achievement when ,joint 

effort is required. 

12. It is consist~nt with basic .company and orgat;tizational policies 

and practices. 

13. It is willingly agreed to by .both superior and subordinate, 

without·undue pressure or coersi9n. · 

14. It is recorded in writing, with a copy.kept and periodically 

referred to. by both superio,r an,d subordinate. 

15. It is cormnunicated _not .only in·,writing, but also face-to-

face discussicm between the accountable manager and those . sub-. 

ordinates wh9 .will be conttibuting ti;, i~s attainment. 

HowAre,Organizati6nal Goals and Objectives. 

Develop_ed? 

There are several suggestions and-recommendations for the develop­

irient of goals and objectives. On~ of them is. the ,procedure selected by 

Leverenze, et al.., (25) in their.study. The-procedure ie, well organized_ 
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into sequences .. and is thought. the best procedure ~hich is requi~~d fo.r 

better dev~lopment of goa.],.s anq. objectives. The writer would also lil<.,e 

to _use these.comprehensive procedui;:es in this study. The sequences are• 

reported·in.the order.illustrated it;i: Table II. 

Conduc tinp Meeting With Higher Level -of 

Management for Negotiation and Agreement . ). . . . . ·; . . 

of Organiz1;1.tional Goals .and Ohj ectives 

The more discussion of the ,goals and objectives, '(:he more r~liable · 

they are. In. this step .a yery important :meeting is held. The me.et:ing 

sho.1.\ld cqnsia, t of task force, malJ.ager; anc~ high level mana~ers. In , 

addition to thie, the .sub9rdin,ate should h,ave opportut1ities -;to attend· 

this. m~eting. · The purpo.se of the meeting. shduld not be limi;esJ. to -the 

approval qf. goals 'a1:1d objectives by the ,top adm:i.nis,trators ~higher. 

level managers) but considera,ble effort should be. made to discµse1 .these 

goals ·in,sl,\ch.a way.to avoid al}y type .of .confu,sion, Suggestions, and 

modificat:i,on of · gc;,als · and objectives should not be limi·te4 to the top 

Subordinate managers alld the task· force should b_e 
-. . 

al~owed to. ·ma.ke .comm.ents as w~11 ··as the- top administra~ore. for tq..e 

correct.ioP. of weak point~ that may cause -less .achievement _in ,the future., 

Each goal and relat-E;!d obj~c.t:i,ve should be carefully- reviewed, and it 

should. be made stJ;e that cqmplete' a~re~merit: _is obtait1ec;l, The mee.~ing, 

should be well org1;1.nized, ang allocation of time for eac~ sub_ject _should 

also·be r~gµlarly ~o~sidered' •. After the agreement on each-element is 

discussed, the go ale\ and objectives are re-stated for their i~plemen-

tation. 
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TABLE II 

PROCEDURE·OF SEQUENCE FOR DEVELOPING ORGANIZATIONAL 
GOALS AND OBJECTIVES 

Responsibility 

Task force 
appointed by the 
top administration 

Step 

1. 

Activity 

The purpose of this task 
will be to: 

A. Study where the organiza­
tion has been in the past; 

B. Determine where the organi­
zation is at the present 
time; 

C. Decide where the organiza­
tion will likely be at 
some future date if it 
continues along the trend 
line it has set; and then 

D. Determine where the organi­
zation would like to be at 
some future date, focusing 
on the.key result areas 
which will determine the 
goals for the organization. 

The key result areas 
become the organizational 
goals, or those broad 
stat~ments of intent which 
are not quantifiable, and 
define conditions to be 
achieved year after year 
if the organization is to 
be successful. 

2. The process of determining 
the goals from the key result 
areas is best achieved by the 
following steps: 

A. Compile a list of those 
things the organization 
must do, or.would like to 
do concerning a particular 
key result area. This 
list should encompass 



Sequence 

72 

TABLE !!--(CONTINUED) 

ResponsibilHy Step Activity 

those accomplishments the 
organization would ~ike to 
achieve; those concerns 
the organization would 
like to overcome; or those 
opportunities the organi­
zation would like to take 
advantage of in this are~. 

B. Repeat Step A until every 
key result area has been 
studied and a list of goal 
statements.has been com­
piled. 

C. Make sure each item on 
every list is a broad 
statement of intent which , 
is not quantifiable. 

D. Rank or arrange the goal 
statements in order of 
their priority. 

3. Once !:he goals have been 
established, the task force 
then determines what the 
~rganization _must do in.order 
to achieve these goals. This 
becomes the second crucial 
step of developing the organi~ 
zational 'objectives or those 
short statements of intent 
which are quantifiable. 

4o The process of determining 
the organizational objectives 
is best achieved by the 
following steps: 

A. Consider eac.h organiza~ 
tional goal individually. 

B. Specifi.cally state what is 
to be accomplished and by 
when for each goal state~ 
ment. 
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TABLE !!--(CONTINUED) 

Responsibility 

Top Administra­
tion 

Step Activity 

c;:. List results to be accom­
plished or major activities 
leading to the res.ults. 

D. State the expected results 
or major activities in 
measurable terms. 

E. Be realistic in terms of 
available resources. 

F. Be realistic ,but provide 
challenge and growth. 

G. Identify "must'' and "want." 
objectives.and weight them 
accordingly. 

H. Include qualitative as 
well as quantitative 
results. 

I. Put the obj ectiye into a 
t:Lme frameo (Organiza­
tionai objectives are 
usually put within a fis­
cal time frame.) 

5. Present the task force 
reconunendations for organi­
zational goals and objectives 
to the top administration for 
modification .and approval. 

6. Reviews the task force's 
rec.ommendations, and modifies 
the organizational goals and 
objectives as appropriate. 

7. Conducts a meeting with. the 
first level managers. 

A. Distributes a copy of the 
organizational goals and 
objectives to each first 
level manager. 
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TABLE !!--(CONTINUED) 

Responsibility 

First Level 
Managers 

Step 

8. 

Activity 

B. Reviews the organizational 
goals and objectives with 
the first level managers 
and s~ggests some tenta­
tive goals and objectives 
that the first level mana­
gers should consider, when 
they write their organi­
zational goals and objec­
tives for their areas of 
responsibility. 

C. Requests the first level 
managers to develop, for 
their areas of responsi­
bility, the organizational 
goals and objectives that 
will enable the total 
organization to achieve 
its goals and objectives. 

Develops the first level 
management organizational 
goals that he feels must be 
achieved in his area of 
r~sponsibility, in order to 
meet.the total organization's 
goals and obj ectiv.es for the 
set time period. This can 
best be .achieved by the 
following steps: 

A. Study where the manager's 
area-of responsibility has 
been in the past; 

B. Determine where the mana­
ger's area of responsi­
bility is at the present 
time; 

C. Decide where the manager's 
area of responsibility 
will be at some future date 
if it continues along the 
trend line it has set; 
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TABLE !!--(CONTINUED) 

Responsibility Step Activity 

D. Determine where the mana­
ger's area of responsi­
bility would like to be at 
some future date, focusing 
on .. the key result areas 
which will determine the 
goals for the manager!s 
area of responsibility. 

The key result areas be­
come the organizational 
go~ls, or those broad 
statements of intent which 
are not quantifiable, and 
and d~Une conditions to 
be achieved year after 
year if the manager's area 
of responsibility is to be 
successful. 

9. The process of determining the 
goals from the key result area 
is best achieved by the 
following steps: 

A. Compile a list of those 
things the manager's area 
of r~sponsibility must do 
or would like to do con­
c~rning a particular key 
result area. This list 
should encompass those· 
accomplishments the. 
organization would like to 
achieve; those concerns 
the organization would 
like to overcome; or those 
opportunities the organi­
zation would like to take 
advantage of in this area. 

B. Repeat Step A until every 
key result area has been 
studied and a list of goal 
statements has been com­
piled. 
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TAaLE ·· I:t-- (<;:ONTINl]ED) 

Re~ponsibili ty . . . 
Step Activity 

c. Make sure each item on 
every list is a broad 
statement of :int~nt which 
is no~·. quantifiable. 

D. Rank or arrange the goal 
.statements in order of 
their. priority. 

10. Once the goals have been 
established, the first level 
manager then determines what 
the manager's area of respon­
sibility must do in order to 
achieve these goals. This 
becomes the second crucial 
step of developing the 
organizational objectives or 
those short statements of 
intent which are quantifiable. 

11. The process of determining 
the organizational· objectives 
is best acnieved by the 
following steps: 

A. Con~~der each organiza­
tional goal individually. 

B. Specifically state what is 
to be accomplished and by 
when for each goal state­
ment. 

C. List results to be accom­
plished or major.activities 
leading to the results. 

D. State the expected results 
or major activities in 
measurable terms. 

E. Be realistic in terms of·· 
available resources 

F. Be realistic but provide 
challenge and growth. 
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TABLE !!--(CONTINUED) 

Responsibilit:r 

Top Adminis­
tration 

First Iievel 
Manag~r 

Step Activity 

G •. ldentify "must" and "want" 
objectives and weigh them 
accordingly. 

H. Include qualita~ive as 
well·as quantitative 
results. 

I. Put the objective into a· 
tim~ frame •. (Organiza~ 
tional objectives are 
usually put within a fis­
cal time frame~) 

12. Determine and list the 
coordination with other 
agencies and/or departments 
that will be necessary in 
order to carry out the obj ec-. 
tives that relate.to the goal. 

13. Discuss the information and 
assistance needed with other 
agencies and/or departments 
concerned, outlining specific 
requirements and fully 
explaining the reasons for 
the.requirements. 

14. Meet with the top administra­
tion t;:o present the organi­
zational goals and objectives 
for negotiation and approval. 

15. 

16. 

Reviews,. reconciles, conse>li­
dates, and approves the 
organizational goals and 
objectives of the first level 
manager at the negotiation 
'Session. 

Conducts ,a meeting with the 
second level managers in his 
or her area- of responsibility. 
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TABLE !!--(CONTINUED) 

Responsibility 

Second Level 
Manager 

Step 

17. 

Act:f,vity 

A. Distributes a copy of his 
or her organizational 
goals and objectives to 
each second level manager. 

B. Reviews the first level 
manager's organizational 
goals and-objectives with 
the second level managers, 
and sugge~ts some tenta­
tiv.e goals and objectives 
that the second level ' 
managers shou.ld consider . 
when they write their 
organizationai goals and 
objectives for their area 
of responsibility. 

C. Requests the· second levd 
mana$ers to develop, for 
their areas of responsi­
bility, the organizational. 
goals and 0bjectives that 
will enable the first level 
manager to achieve his or 
her goals and objectives. 

Develops the second level 
management organizationa,1 
goals that he or she feels 
must be. achieved in his or 
her area of responsibili,ty, 
in order to meet the first 
level manager IS Organiza­
tional goals and objectives. 
for the set time period •. 
This can best be achieved by 
;he following steps: 

A. Study.where the manager's 
area of responsibility has .. 
been in the past; 

B. Determine where · the mana.­
ger' s area of responsi­
bility is at the present· 
time; 
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TABLE II--(CONTINUED) 

Responsibility Step Activity 

C. Dec.ide where the manager's 
area of responsibility 
will be at some future 
date if it continues along 
the trend line it has set. 

D. Determine where the mana­
ger's. area of· responsi­
bility would like to be at 
some future date, focusing 
on the key result areas 
which will determine the 
goals for the manager's 
area of responsibility. 

The key result areas 
become the organizational .. 
goals, or those broad 
statements of intent which 
are not quantifiable, and 
define conditions to be 
achieved year after year .. 
if the manager's area of 
respo:p.sibility is to be 
successful. 

18, The process of determining 
the goals from the key result 
area is best achieved by the 
following steps: 

A. Compile a list of those. 
things the manager's area 
of responsibility must do, 
or would like to do con­
cerning a particular key 
result area. This list 
should encompass those 
accomplishments the 
organization would like to 
achieve; those concerns 
the organization would 
like to overcome; or those. 
opportunities the organi­
zation would like to take 
advantage of in this area. 
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TABLE II--(CONTINUED) 

Responsibility . Step Activity. 

B. Repeat Step A until every 
key result area has been. 
studied and a list of goal 
statements has been com­
piled. 

C. Make sure each item on 
every list is a broad 
statement of intent which 
is not quantifiable. 

D. Rank or arrange the goal 
statements in order of 
their priority. 

19, Once the goa:J_s have been . 
es tab1ished, the second level 
manager then determines what 
the manager's area of · respon­
sibility must do in orde.r to 
achieve these goals. This 
becomes the second crucial 
step .of developing the 
organizational objectives or 
those short statements of 
intent which are quantifiable. 

20. The process of determining 
the organizational objectives 
is best achieved by the 
following steps:. 

A, Consider each organiza­
tional goal individually. 

B. Specifically state what is 
to be accomplished and by 
when for each goal state­
ment. 

C. List results to be accom­
plished or major activities 
leading to the results. 

D. State.the expected results 
or major activities in 
measurable terms. 
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TABLE II--(CONTINUED) 

Responsibility 

First Level 
Manager 

Step Activity 

E. Be realistic .in t~rms of 
available resources. 

F. ·Be realistic but·· provide 
challenge and growth. 

G. Identify "must" and "want11 

objectives artd weight them 
accordingly. 

H. Include qu.alitative as 
well as quantitative 
results. 

I. Put the objective into a 
time fram~. (Organiza­
tional objectives are 
usually put within a fis­
cal 'year time frame.) 

21. Determine and list the 
coordination with other 
agencies and/or depart~ents 
that will be necessary in 
order. to carry out the obj ec­
tives that relate to the goal. 

22. Discuss the information and 
assistance needed with other 
agencies and/or departments 
concern~d, outlining specific 
requiremen;s and fully 
explaining the reasons for 
the requirements. 

23. Meet wi t,h the. fir at; level 
manager to,present the 
organizational goals and 
objectives for negotiation 
and approval. 

24. Reviews, reconciles, consoli­
dates, and approv~s the. 
organizatio.nal ·goals and 
objectives 'of the second level 
manager at the negotiation 
session. 
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TABLE !!--(CONTINUED) 

Sequence 

8. 

Responsibility 

Second. Level 
Manager 

9. Cc;mtinue, on as · 
before until the 
cycle has.reached 
ev.~ry l~vel of 
management in t.he -
o~ganization. 

Step 

25·. 

Activity 

Conducts,a meeting with the 
third level managers in his 
or her area of responsibility. 

A. ·Dis tributes a copy of his 
or her.organizational 
goals and objectives to 
each third level manager. 

B. Reviews the second level 
manager's organizationa,l 
goals and objectives with · 
the th~rd -level managers, 
and suggests some tenta­
tive goals and objectives· 
that the third level mana­
gers should. consider when 
~hey write their organi­
zational goals and objec­
tives for their area of 
responsibility. 

c. Requests the third level 
managers to develop, for 
their areas of responsi­
bility, the organizational 
goals and objectives that 
will ~nab le the second. 
level manager to achieve 
his or her,goal~ and 
objectives. 

NOTE: Manager's Area of Re.sponsibility: All the individuals within the. 
Unit, Section, Department, Division or any other subdivision in 
the organization that the manager.is responsible for. 

SOURCE NO. 25, pp. 8-16. 
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Determination of .Subordinate Job Functio.n 

and PerforI11B,nce .Objectives 

Job funct~on,. or "key responsibility" ·areas, of ·the jobs fo·r the 

subordinate are mutually determined by the manager and subordinate. 

After. negotiation and agre.ement on the jop function, the subordinate 

develops his performance 9bjectives for.each identified job function. 

Performance objecUv~s are dev~loped as "short statements of in.tent"· 

which are quantifiable and scheduled for a specific period of time. 

In ,other words, performance .objectives are realistically developed both 

by the manage.r and by the subordinate to indicate .wha:t is to be done and. 

by when, stating the expected results in measurable terms. and. categoriz-

ing each of ·.them accc;,rding to tqeir nature as extremely. difficult, 
; 

difficult,. s_ome difficu~~y, easy, and, extremely. easy.· Onc,e the sub-

ordinate develops hi"S performance ~bjectives and.the manager develops 

suborc;linate performance objectives, both manager and subordinate 

negotiate and decide and mutua],.ly ag_ree on the. importa,nce and df:eficulty 

of· the obj actives •.. The following are consequenc~s reported by Leve:i;-enze 

e~ .al;~ (25) ·(see.Table III). 

Jqb functic;m and perfo:r~nce objectives are. dev~loped under 'the 

gu:f,.c;leli11,e of organ-iza,tional. goals· and objectives, which giye the. direc-

tion fo.r the achievement 9f ·measurable· targets by the, . total manq.gemen t 

area •. The following example, which describes and. identifies job func-
• • . • • • J 

~::l,ons and perforniance objectiveS! for the firs,t quart.er activities pf· 

fi.scal .year 19.74 (corr.esl)o.ndent ·tc;, ,1353 ;Elejr:l Afghan Calendar) for the · 

General Direct9r of Agricµltural Development ·and Extension of a pro~. 

vin~e, is deyeloped as .a sampl.e fo.r any other· department. ,in -the­

Ex~e.nsion ·s.~rvic~ in Afghan,::l,stan. (See Table, IV.) . 
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TABLE III 

PROGEDlJRE OF-SEQUENCE·FOR :\)EVELOPING PERSONAL JOB 
FVNCTIONS AND PERFORMANCE OBJECTIVES . 

Responsibility 

Manager. 

Subordinate 

Manager anc;l 
Subordinate 

Subordinate 

Step 

1. 

2. 

3. 

Activity 

Writes the major job func..,._ 
tions of his or her subordin.,. 
ate. 

A. Keeping in .mind ·the major . 
functions are those key 
result areas or ge~eral 
objectives for Which the 
subordinate.is 'held 
accountable. Tqey are the. 
major responsibiliti·es of 
qis or her position., 

Writes his or her own major 
job functions, (NOTE: · 
Step 1 A. above). · 

Meet and discuss the major 
job ·fµnctions and mutually 
agree on the job content and 
the relative importance of 
each major job function. 

4. The manager suggests tenta­
tive performance objectives 
for.each job function of his 
or her subordinate. 

5~ Manager requests the suI?­
ordinate to develC;>p spe_cific 
performance objectives for 
each job function, that the 
subordinate feels must be 
achieved in his O+ her area 
of responsibility to enable 
the management area to m~et .. 
its organizational goals and 
objectives for the. coming 
year. 

6 •·. For each job function, the 
subordinate-lists the speci­
fic results he cir.she expects 
to accomplish during .the time 
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+A:QLE ·III-"". (,CON+INUED) 

Sequence 

5. 

6 

R~sponsibility 

Manager and · 
Sub9rdina te 

Subordinate 

SOURCE NO. 25, pp. 24-25. 

Step 

7. 

8. 

Act:ivity 

period covered. Performance. 
objectives sho'4ld: 

A. Specifically state what is 
to be accomplished and by 
when. 

B. List results, to be accom­
plished or major activities 
ieading to the results. 

C. State the expected results 
or major activities in 
measurable terms. 

D. Complement or support the 
manager's organizational 
goals and objectives. 

E. Be realistic in ,.terms of 
available resources. 

F. _Be realistic but provide 
challenge and, growth. . . ' 

G. Id~ntify "must" and "want'.' 
objectives and weigh them 
accordingly. 

H. Include·q'4alitative as 
well as quantitative 
results. 

Meet and negotiate the .sub­
ordinates' performance 
objectives and mut4ally agree 
upon the importance and diffi­
culty of the objectives. 

Begins working on the per­
formance objectives with the 
realization that he or she 
will be held accountable for 
the accomplishment of the 
negotiated performance obj ec­
tives. 



TABLE IV 

PERSONAL JOB FUNCTION AND PERFORMANCE OBJECTIVE EVALUATION 

Major Job Functions Job Objectives Performance Review 

Evaluation Comments for Interview 

oaticulty of Achievemenl of 

Ust. in order of imporunce, tho 
the Objective · the Objective 

For each Job Function. list tho ,pec:ific rfl',1111 you upect Use this c:olumn t4 con1:iriu,ni 
koy rupon,ibility areos of your job. to accomplish during the tim• period covered. Objec1ivn 

~ I:" ; update objectives or to 1n1er po'"° 
ITholO gener.i orus within which ohould include whit i, 10 bo accornpliohod, by whll dale. .. I:" bl• reaM>ns why some objectivn 
you are hold -~ lot pr~ at what cost end quality. etc. i5 1 1 ... il il ~ g :! were exceeded Md others not met 
dwcing , .... 11a.1 ; }': "' J }': 0. when cona..cting the performenc• > ~ ~ ~ l i5 ... ~ 

;;; .. , ... w. 
Q ! s: M 

~ :S D 

t M 
... z 

M JI ... ... 
Pl&IIAiD& l. To develop a priority list Jor the pro-

grams he is going to accomplish in the 
future for the Fiscal Year 1974 by 
March 10. x 

2. To conduct tvo meetings wHh Di rec tor of 
Extension and other director• of Miniatry 
of Agriculture and Irrigation to discuss 
and understand budgetary and financial 
requirements of the department of Agri-
cultural Development and Extension and 
other divisions for Fiscal Year 1974 by 
March 15. x 

3. To plan at least one ·tour to each unit 
understanding nature of the problema 
existing in each unit before March 20. 
1974. x 

llu4pt1D& 1. To prepare and propose a detailed report 
which ia baaed on the previoua nego-
tiation with his depart...,nt ataff for . 
four quartera of the fiacal year for the 
province with the president of J.&ri-
cultural DevelopMDt and Extenaioa :I.a 
Eal»w. bJ Marcil 20. 1974. x 

00 
O'\ 



__!:!ajor Job Functions 

Bu~getina (continued) 

Staffina 

TABLE IV--(CONTINUED) 

Job Objectives Performance Review 

2, To pro1>ose provision and purchase of Evaluation Comments for Interview 
stationary and other facility requirements l--r---,..--r--.---.---.--,--.,..-,.--1--------------------------~ 
of his department for Fiscal Year 1974 to 
the Department of Agricultural Development 
and Extension by March 20, 1974, 

1. To identify, recruit, transfer, and 
exchange appropriate staff ·for 1974 
within one month before March 21, 1974. 
(It may differ from province to province 
according'to the climatic and other 
conditions.) 

2. To review· the work load and progress of I 
each unit at the end of each quarter 
during Fiscal Year 1974 in order to 
determine staff requirements and make 
recorr.mendations tp the director of 
extension, supervisors of the units, and 
other directors of agriculture working 
under his supervision about better per-

x 

formances. X 

l, To plan and conduct two educational 
courses and scrr.inars· for his extension 
workers in early March. 

2, To p1an and conduct weekly meetings of 
directors working under him for guidance 
and consultation, supervision, and 
control of their performances, 

3, To review, revise, and approve the job 
objectives and job functiona of his etaff 
merobers who report directly to him for· 

"Fiacal Year 1974 by ¥.arch 30, 1974. 

x 

x 

x 

x 

i ; 

00 

" 



TABLE IV--(CONTINUED) 

l!,1ajor Job Functions Job Objectives 

Superviaion and Direction 4. 
(continud) 

To review, evaluate, and act on monthly 
reports from director of extension pre­
pared by agriculture unit supervisor 
after one week from time of submission 
to him. 

Adllint. tratioo 

S. To review and decide on allocation of 
improved seeds and subsidized fertilizer 
to be distributed to the units according 
to the requirement of the farmers growing 
crops during that season. 

6. To supervise and control the distribution 
of seeds and fertilizer in all of his 
areas of operation by touring to each 
place. 

7. To supervise and direct the program of 
agricultural machinery and equipment 
workshops within his area of operation 
whenever these are needed, 

8. To program and conduct "field day" in a 
desirable location in the end of seasons. 

9. To supervise traJning and guidance 
centers in his area of. operation and make 
recommendation Jor bettering the program 
from time to time. 

l. To write briefly monthly reports to one or 
more of the departmenta of the Department 
of Agricultural Development and Extenaioa 
which have requested such information. 

2. To report monthly performan"a to the 
raaiooal auparvisora. 

x 

x 

Evaluation 

x 

x 

x 

x 

x 

x 

Performance Review 

Comments for lntliiviewl 

00 
00 



l!,1ajor Job Functions 

Adminia tration 
(continued) 

Other Dutiea and 
Asaigned and 
Miacellaneoua 
laapo,;uiibilitiea 

TABLE IV--(CONTINUED) 

Job Objectives 

3. To submit quarterly report at the end of 
the third month on the performances during 
the quarter to the main Department of 
Agricultural Development and Extension. 

4. To evaluate performances and accompliah­
ments of his subordinates during the first 
quarter of Fiscal Year 1974. X 

1. To establish priorities and objectives 
of special assignments within one day from 
time assigned during Fiscal Year 1974. 

2. To participate in some of the meeting• 
conducted by the governor of the province 
from time to time and discuss the agenda 
of the meeting which relates to his 

x 

Evaluation 

x 

program. X 

3. To supervise and help development of 
farmer leadership in his area of operation! X 

4. To cooperatively help other extension-type 
agencies such as Program of Agricultural 
Credit and Cooperatives, Agricultural 
Development Bank, etc. in improvement and 
expedition of the nature of the per-
formances. X 

5. To participate in some of the traditional 
ceremonies of the farmers in order to 
learn the situation of the rural community 
and develop a good confidence betwee~ hia 
and hi• ataff and fanaera. X 

Performance Review 

Commenu for Interview! 

00 
\0 



90 

Implementation of Organiza tiona.l Goals· and . 

Obj.ectives 

In this. step both managers, and. subordinates are well prepared and 

well ~ware.of their areas of responeibility. They have no confusing 

points in.their minds·abou,t the implementation of goals and objectives. 

Yet, motivation and encouragement of the subordinate by the.manager is - . ' ' 

very necess1;u::-y · and required •. ·· 

Continuous Review.of~Actic;,n 

One ·of· the contributing factors of· success and progre.ss is con-

tinuous evaluation .of each· sequ,ence of performanc.e. In this step it is 

strongly recommended to ev:aluate ~he performances ·continuously; for it 

detects· troubles before they reach· the serious. poitit. · Both·. subordinate 

and manager sh_ould be well aware .. of ·what is going on:, what. obstacles 

hinder progress~ how mµch progres1s he. makes on,a daily basis, etc •. 

Each individual should.informally and.privately review his daily per-
. ' . 

formances and see if he makes pr:c;,gtess .toward achi~ve;ment. If he 

notices any weakness and less. achievell}.ent due to. some probl~ms, he 
. ' . ' ' 

should ask the manager .for negofia.tic>n and correction of the si.ttiat:ion 

very .soon. Hesi tat:i,on to. do · so may. further .complicate .. the ,problem·. 
' ' . . ,r 

Similar+y, mu,tual .review of. action bet~een the ,manager and· sub-

or<;iinate · shoulq tak~ place ··frqm til!le to time .and correct:;· the undesirable. 

situati\'.)n anyt~me .it 'hal)pens. · Retl).~ber, mo.tivation is very importan~; 

the ,man1:1ger shoulq. encourage his sub.ordinate . toward goqd performances · 
' . , . ' . ' 

r 1:1 ther . than:)>lam:L,ng hi:m for. ~he ,mis tB(kes ,,he has. made •. 

MBQ tr-aining .should be made available from ti-qi.e to time .to deyel<lp 

the knowledge of the in,vo~yed personnel. Both. formal and in:forma.l 
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training may help iil].prove performance. Sharing the experience.of 

managers and subordinates from the same department and from other 

departments which practice }IBO may alelo help to advance their knowledge 

about healthy operations.. The "Director" of MBO may keep iri contact 

with each department head (manager} to explain his experience, and he· 

may use these experiences for providing some published.materials for 

others. 

Evaluation of Overall Achievements 

+his is the last step of an effective MBO system. The MBO system 

asks for schecluling the goals .and objectives in a specific period of 

time. At the end of this period, the subordinate, manager, and some 

members of the task force will have a strong desire.to evaluate the 

achievement, Evaluation helps to understand the causes for less 

achii~.vemen t 1;1.nd thus avoid them in future pro gr ams. Al though the 

continuous. mutual review of action during the process will avoid' 

troubles, in some cases some ·ser,ious problems ~uddenly happen, and they 

are·difficult to control easily. +he other advantage,.of ·this type of 

evaluation i$ that it provides adequate data for the future. 

~alu,ation of ach:i.eveme.nt ·and performances is a good. motivational. 

device. Since the appraisal .. in t.he MBO sys·tem i.s based <;>n results, each 

il).volved iI1,dividU1;1.+ is very anxious to se.e th.e. resultsi of his activity. 

Odiorne (39) stated that the theory of appraisal is that employees can 

be posi~ively m9tivated to considerable degree b.Y their superior's 

following tw9 basic, precepts: 

1. He ·lets his. subordinates kriow ~hat is expect.ed of them; 

what constit~tes. good performance,; and .what constitqtE\S 

uns,atisfactory, performance. 



2.· · He uses th.ese sta.~dards of good and poor performance subs.e­

quently to .let the employE!e .. know how well--or po9r.ly--_he has 

per.formed ayer a specific period just completed •. 
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Job perf9rmance eval,uation .takes, place between the s"Qb(?rdinate and·. 

'l;.'h:J_s may .. tak~. placE! on a . quarterly basis~: at which time 
. . ' . 

the subordinate and the manager. develop tho'.se scheduled pel;'formance 
r . . . . . \ .. 

objectives which each .. staff member· is responsible, for performing. 

Leverenze, et al~, (25) reported that performance evaluation " ••• is 

the review of. the performance obj ec:tives of eac.h staff .. member in terms 

of ho:w well previously .. established performance ·obj ect:i,ves have been. 

accomplished" (p. ,45).. In .general the .following of three .steps is: 

basically important for an ·effective evalu.ation in the Ml30. sy~tem: .. 

1. . Rev:iew the performance by .objectives for the .tillle ,conce1'.'ned .•. · 

2. Measure the job. performance. The achievement ~ould be 

classified: (s.ee performance.evaluation on. page . 86} 
~ ' . . 

a. Level I -- ~o activity 

b •. Level II -- Littl•e -:done 

c. Leyel III -- Partially m,et. 

d. Level IV ...... - Exceeded 

3. I?etermination o.f .the ca.uses for not· meeting the performance. 

obJec,tives_. Causes. to· fail ~ould be fully disc~sed and the 

nature ,of 'the failure ~ho~ld b~. fully understood il'l: order ·to 

improve fu.ture performa:nce._ Failure.may be due ,to eit.her 
·• . 

fault of nl.c\inager,. ~itua~ion,: or S'Qbordinate '(or any .. combina­

tion of. each ·of .these to· each other or a CO\D,binatiqn of all). . ' . . . . . 

Evaluation shoul4 be ba.sed on c~mplete ·impartiality. Personal 
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bias and prejudice. s,hould be ~speci;~lly avoided when sanctiqn is 

offer.e.d for performanc~s., becaus.e · unrealistic reward ~ystems 'cau1;1e a 
: . \, ' . . ' ' ' . 

great deal of dissatisfaction and disappointment,. which. decline mot·~v:a-

tion. 



CHAPTER IV 

Jl)RY ASSESSMENT OF FORMULATED GOALS AND OBJEC­

TIVES UNDER SYSTEM OF · MANAGEMENT BY ·· 

OBJECTIVES 

This ch~pter consists of goals _al\d· objectives formulated under th~. 

~O syst~m for the following main .areas operated by the Department of· 

Agricultural Extension Service: 

1. Wheat production 

2. Corn produGtion 

3. Rice produc;tion 

4. Fruit and vegetabl~production 

5. Fibers and industrial crops 

6. Training technical personnel 

7. Dissimination of information and research work. through radio . 

and publications 

8. Educational and guidance centers. 

9. P+ant protection and disease control 

10. Mechanization of a~ricul~ure 

During the pas~ few years UD:der the new organizational struct_ure a 

greater attempt haa been made to incr_ease agricultural,. production by 

utilizing any poasible resource. For example, a considerable amount of · 

improved seeds of different crops, chemi.cal fertilizers, farm machines 

and equipment, etc. have been imported fr9m different countries and then 

94 
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provided for th~ .farmers with' relatively lawer cost under the government', . . ,. . ' ' . 

sub~idy pro,gram. Similarly, new guidanc~-and consultation centers were 

to be established and, a number of ;rained personnel.were to be hired to 

help farm ,families and rural people in various aspects of their lives. 

It is hoped that these types of changes are further extend~d in the new 

system of government and focus on the ,solutions to problems of the 

majority of· Afghan . people. , 

The main purpose for the formulat~on of goals. and objectives are: 

1. To formulate goals and objectives under the MBO system to be an 

example and serve as a·model for program planners and whoever 

practices the MBO system. 

2. To submit the formulated goals and objectives to tho~e staffs 

which have,adequate knowledge about the MBQ,system for their 

evaluation in order to provide :f;urther useful guidelines, 

whether they are well formulated according to the pol,icy of the 

MBO system. 

3. To submit them to those. staff members and international stu"":' 

dents who pursue their graduate work a~ Oklahoma State 

University and who are involved in'.agricultural education and 

extension P!"ograms back in the,ir home countries to see if such 

goals and objectives are appl:f,.cable :from their viewpoints-and 

their situations where the extension service helps farmers in 

various areas of agri~ulture and farming. Students selected 

fo;r this purpose represent the following countries: 

a. Afghanistan f~ Saudi Arabia 
b. Korea g. Thailand 
c. Ethiopia h. Tunisia 
d. Phil,ippines 
e. Somalia 
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l'he, goals and obj e.ctives a,;e based partially on the informat:f,.on , 

ol:>tained.from.the Afghanis~a:n govern'Dlen~al publications and partially 

on the author's own frame of reference and idea:s. However, they a:i;-e·· 

developed just to ~e a "model" and guide+ine--how to f<;>rmulate goals. and 

objectives. U:nder the MBO sys~em--rather than t9 .be' thought of as b_ei-o.g 

only organizational goals and -objectives for ~he ,_Extensipn Service of 

Afghani~tan. Therefore, the~e goals and obje.ctives are subjected to. 

any. type. of change and modification, according to the natllre, of · the · 

organization and .program •. 

The jury member~ were categori~ed into two groups. The first-.• 

grollp consisted of·18 prosp~ctive prc;:,fessors whose.major areas of pro-

fession were ass9ciated ·with agricultural -education and. extens:lon,. 

extension planning, administration and ~upervision, vG>cat:lona+ and 

tec~nical edµcati~n, re.se-arch _a'Q.d planning, curriculum development. andc 

programming, and consultant.and coorc;Iination of internationB;l training 

affairs. Their names and specialty ,areas are.listed·in.the appendix. 

The second gr<:>up was compased of 12. international students-from 
; ' 

different coun~ries of the world who, were directly involved in agri-

cultural extension programs and some,.;i.n agricultura~ research and who. 

were serving as administrato.rs in one.way c;>r the .other in agricultural 

progrE1J11s b_ack in their own countries; ~hich hav~ -been ._listed previo~sly. 

Most of these s~udents. were aware of th.e MBO system •. 

The jury members were. asked to respond to goals and objectives in 

terms of (a) ·realistic, (b.) cleS:rly .. formula'l::_ed,- (c), applicable, 

(d) ·quan;ifiable, and· (e) evaluatic;>n potential. · Jury members were al!iked 

to. respond and evaluate each i1;:.em in terms as fc,llows: 
' ' 
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4 Very go?d 

3 Good· 

2 Fair 

1 Poor 

O JNot acceptable - (see appendix} 

For evaluation of jury respons:es it was d~cided to usie. means of 

3. 5. The· reason for. this "7a'3, that ._the higher the ,average SGore sel·ected 

as a criterion of eval,.uation .of goals and objectiyes.for each item, the 

more accur1;tte resiults will be obtained from the goals .and object.ives. 

It was difficult for tqe first group t~ evaluate the goals ancl 

objectives for the.1rwo _items, realistic and·applica,ble, due,to their 

unfamiliar!ty .with the situat;ion ,of Afghanistan.· Yet; they used the:i,r 

judgments to score the goals and. obje.ctiyes for. the two i terns 

(teali~tic and appli:ca,ble) as well as the other items acc.ording · to the 

t:ypes of experiences ·they had had •. 

Meanwhile, the mef!lbers of t}:i_e second group faced 'with less diffi-. ' ' 

culty the .evaluation of the goals _and objectives of th.e items realistic, 

and applicable due, to the relative similarity of developing cauntrie!;I-- to 

each other, ~specially in.this field. 

The following table (Table V) indic1;1tes, the avera.ge -score of- the 

responses for ·each of the item,s evaluated by both grc;:mps. 

The ju:ry ass_essment of th.e .formu~at;ed gaal,.s an~ -ob,jectives were 

projected in;o t~e future and were in~erpreted as follow: 

1. Goals. and objectives which had 1;1n average. score of 3. 5 ... 4. 0 

for each eval1,1ation criteriqp. use4 in,this study may be ranked accepta~le 

acq.ording to the poli<rY of . the MBO sys tern;: therefore;, there. may be no 

need to reetate them. 



TABLE V 

AVERAGE SCORES OF RESPONDENTS FOR THE TWO RESPONDENT GROUPS 

WHEAT PRODUCTION 
Goal: 

Goals and Objectives 

To increase and improve wheat production i_n the country to meet the 
domestic need as well as to.provide some excess for export. 

Objectives: 

1. To establish the following farms in different provinces for the purpose 
of improved seed production by 1975. 
--A 600 hectar farm in Chardiwari area of Ghazni Province 
--A 400 hectar farm in Tarnak area of Kandahar Province 
--A 100 hectar farm in Ningrahar Province 
--Improve Dashti Asuqan farm of Kapisa, Parwan Province 

2. To distribute totally 4,711,100 tons of urea and 97,350 tons of 
di ammonium phosphate to wheat growers by the end of 1976. 

3. To distribute 4,000 tons of different varieties of improved seed, 
according to climatic condition of each locality to the farmers by 1976. 

4. To plan a program of farmer guidance in production of improved seeds to 
involve 80% of the farmers who grow improved varieites in the program 
by 1974. 

5. To increase the farmers' knowledge on improved wheat cultural practices 
and farming methods by direct teaching, mass media, and information 
dissimination to enable each wheat grower to maximize his yield from 
85-90% compared to the past by 1976. 

6. To encourage and increase the number of farmers in production of 
improved seeds to meet 80% of the need of their own village and 
community by 1976. 

7. To grow·totally 1,200 tons of improved seeds in mentioned governmental 
farms with application of 652 tons of urea and 1,097 tons of DAP for 
the purpose of· improved seed production by 1976. 
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TABLE V--(CONTINUED) 

Goals and Objectives 

8. To establish seed certification division within the Department of 
Agriculture Development and Extension to certify 80-90% of all seeds 
in the country by the end of 1974. 

9. ·To re-open seed cleaning centers in Kabul, Baghlan, Kandahar, Herat, 
and Balkh provinces in order to clean 70-80% of the improved 
varieties of seed by 1975. 

CORN PRODUCTION 
Goal: 

To increase total production of corn to make the country, self­
sufficient and improve the quality of corn both for food and feed purposes. 

Objectives: 
1. To provide 1, 68.0 tons of improved varieties of corn seed and dis tri­

bute to the farmers by 1976. 
2. To grow 25 tons of improved varieties on governmental farms for the 

purpose of improved seed production by 1976. 
3. To distribute totally 11,094 tons of urea and 4,646 tons of DAP to 

corn growers by 1976. 
4. To increase number of demonstrational plots by 50% by the end of 1975. 
5. To raise level of kno.wledge of farmers in modern and improved methods 

of growing corn to maximize average yield of corn by 70-80% compared 
to previous years by 1976. 

RICE PRODUCTION 
Goal: 

To increase total production. of rice to make the country self­
sufficient and improve the quality of rice by introduction of improved 
higher yield varieties. 

Objectives: 
1. To ·crop 23 tons of improved varieties on governmental farms with 

application of 26 tons of urea and 15 tons of DAP by 1976. 
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TABLE V--(CONTINUED) 

Goals and Objectives 

2. To distribute 990 tons of improved seeds and 2,856 tons of urea and 
1,821 tons of DAP to the farmers by 1976. 

3. To increase the percentage of demonstrational plots.by 50% by the 
end of 1976. 

4. To lead 80% of the farmers to grow improved varieties by the end of 
1976, 

5, To establish a cooperative-type program for the village farmers to 
sell their produced rice 20-30% via cooperatives by,the end of 1976. 

FRUIT AND VEGETABLE PRODUCTION 
FRUITS 

Goal: 
To increase productivity of fruit trees and improve the quality by 

introduction and distribution of improved high yield varieties of fruit to 
the farmers and control of insects and disease throughout the country in 
order to increase the supply of good quality fruit to foreign and local 
markets. 

Objectives: 
1. To introduce and familiarize farmers with modern cultural practices 

such as pollination, distance between trees, weed control, scientific 
pruning, fertilizer application in such a manner to increase fruit 
production of each locality 80% by the end of 1976. 

2, To control 60-80% of the diseases and· insects in both governmental 
and private orchards by most economic chemicals and methods by 1976. 

3. To establish 84 demonstrational almond orchards in Zabul, Balkh, 
Semengan, and Chardighorband Parwan provinces, planting 6,320 improved 
trees and application of 672 tons of urea and 712 tons of DAP by the 
end of .1976. 

4. To distribute 136,200 improved varieties of almond trees to the 
farmers in Balkh, Semengan, and Zabul provinces by 1976, 

5, To establish 50 nurseries in required areas in order to provice 80% 
of improved fruit trees for the farmers by the end of 1976. 
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TABLE V--(CONTINUED) 

Goals and Objectives 

6. To distribute 11,760 tons of urea and 12,220 tons of DAP to the grape 
and almond growing farmers by 1976. 

7. To graft totally 140,000 trees of almonds in Zabul, Balkh, Semangan, 
and Parwan provinces by 1976. 

8, To establish at least one small cooperative type market (conducted by 
unit supervisor) within each fruit producing area to facilitate trans­
portation of fruit to main market without damage by 1975. 

9. To build a space for culling and storage of fruit and vegetables in 
the Kabul area and complete 100% of the construction by 1976. 

VEGETABLES 
Goal: 

To grow sufficient amounts of vegetables to fulfill the need of the 
country by introduction of new and improved varieties of vegetables to the 
farmers and lead farmers to get higher yields from their vegetable crops. 

Objectives: 
1. To i~troduce improved resistant to diseases and more productive 

varieties of vegetables to be grown in 4,309 hectars by 1976. 
2. To inc·rease 80% of the total production of vegetables by encouraging 

and training farmers to practice new methods of cultivation, 
fertilizer application, chemical application to control diseases, 
insects, and weeds by 1976. 

3. To introduce resistant-to-cold varieties in cold areas in order to 
meet 10% of the need deficiency of vegetables during cold seasons 
by 1976. 

4. To provide 5% of radiated seeds of vegetables at the beginning and 
grow them in at least 50 demonstrational plots for the purpose of 
observation and distribution of starting plants (seedlings) to the 
farmers by 1975. 

S. To distribute 1,354 tons of improved potatoes with 16 tons of urea 
and 15 tons of DAP to the farmers by 1976. 
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TABLE V--(CONTINUED) 

FIBERS AND INDUSTRIAL CROPS 
COTTON 

Goal: 

Goals and Objectives 

To increase total production of cotton to allow textile and oil indus­
tries of the country to develop and extend and to export the excess fiber to 
foreign countries 

Objectives: 
1. To plan 100 tons of improved varieties of cotton seed annually on 

1,900 hectars in Kunduz, Balkh, Herat, and Faryob provinces to provide 
improved high germinating seeds to the farmers. 

2. To introduce 10,828 tons of high yield and superior quality varieties 
of seed according to their adaptation to different climates to cotton 
growing farmers by 1976. 

3 •. To distribute 22,000 tons of urea and 5.762 tons of DAP to the farmers 
by 1976. 

4. To introduce 4,250 Ariana plows and encourage farmers in cold areas to 
grow 14,900 hectars of short season cotton by 1976. 

5. To increase the number of pilot plots by 30% within farmers' farms 
compared to present time in each locality by 1975. 

6. To train at least 60% of cotton growing farmers to practice modern 
practices, apply chemicals for insects and disease control, sorting 
according to the standards of textile and oil mill industries by 1976. 

SUGAR BEETS AND SUGAR CANE 
Goal: 

To increase production of sugar beets and sugar cane to fulfill 
sugar needs of the people within the country and/or at least to reduce 
sugar imports a considerable amount. 

Objectives: 
1. To increase acreage of sugar beets in prospective provinces and to 

introduce improved varieties and provide well organized farmer training 
program to increase the production of sugar beets from 70,000 tons to 
135,000 tons and sugar cane from 62,000 tons to 68,000 tons by.1976. 

" .... 
.... 
" .... 

M 

! 

3.55 

3.27 

3.11 

3.27 

3.38 

3.22 

3.44 

3.50 

3.16 

Professional Group 

'"Cl 
Q) .... 

>, "' MM 
... " "' a Q) ... 

M O 
u f« 

3.55 

3.33 

3.55 

3.50 

3.55 

3.55 

3.38 

3.38 

3.22 

3.72 

3.55 

3. 61 

3.11 

3.61 

3.55 

3.38 

3.61 

3.61 

Q) 

M 
.g 
..... 
4-< .... .... 
g 
" O' 

3.44 

3.61 

3.66 

3.55 

3.61 

3.11 

3.27 

0: 
OM . ... "' ........ "' .... "0: M Q) "' .... > o 

"'"' 

3.16 

3.44 

3.38 

3.55 

3.44 

3.44 

3.11 

3.11 

3.27 

International Students Group 

" .... .... 
"' . ... 

M 

"' ~ 

3.83 

3.75 

3.58 

3.58 

3.67 

3.75 

3.75 

3.75 

3.67 

'"Cl 
Q) .... 

>, "' MM 
... " "' a Q) ... 

M o 
ur.. 

3.83 

3.58 

3.67 

3.58 

3. 83 

3.50 

3.58 

3.67 

3.41 

3. 83 

3.67 3.83 

3.58 3.75 

3.67 3. 67 

3.50 3.67 

3.67 3.75 

3.58 3.67 

3.75 

3.66 3.66 

0: 
OM 
.... "' .... ..... "' .... "0: M Q) 

"' .... > o 
"'"' 

3. 58 

3.67 

3.75 

3.67 

3.67 

3.67 

3.75 

3.67 

3.58 



TABLE V--(CONTINUED) 

Goals and Objectives 

2. To distribute totally 3,000 tons of both urea and DAP to the farmers 
growing sugar beet and sugar cane by 1976. 

3. To increase the number of pilot plots by 30% to attract attention of 
farmers to practice modern methods of farming, fertilizer, and 
chemical application by 1976. 

TRAINING TECHNICAl PERSONNEL 
Goal: 

To increase the number of extension workers and other technical 
personnel and train them with up-to-date information accordi~g to the 
need of each area to develop their knowledge and information to help 
farmers in a more satisfactory manner. 

Objectives: 
1. To employ 1,950 extension workers to raise the total number to 4,000 

by the end of 1976. 
2. To offer one training center in each province for extension workers 

to train them with current knowledge and materials recommended by 
subject matter specialists at the beginning of each season by 1976. 

3. To increase audio-visual and other educational facilities by 50% to 
expedite, ease, and increase productivity of training program by 1976. 

4. To establish two educational courses within each unit and one seminar 
in province level in each three months. 

S. To provide on-the-job training program by subject matter specialists 
touring at least twice a month to the units which are supervised 
by him. 

INSEMINATION OF INFORMATION AND RESEARCH WORK THROUGH RADIO AND PUBLICATIONS 
Goal: 

To guide, teach, advise, and provide scientific information and research 
data and work to the farmers via mass media in order to develop their knowl­
edge and thus increase their production and raise their standard of living. 
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TABLE V--(CONTINUED) 

Goals and Objective 

Objectives: 
1. To increase number of publications in following manner by August, 1975: 

--Agricultural extension type publications, two per month 
· --Pamphlets, according to the number of literate farmers for each crop 
--Posters, of the required number 

2. To expand radio program for the farmers and rural people from one hour 
to one and a half hours, airing more scientific and useful information 
by August, 1974. 

3. To increase number of monthly "Karena" to the number of educated and 
key farmers by 1974. 

EDUCATIONAL AND GUIDANCE CENTERS 
Goal: 

To train farmers and other people involved in agriculture in order to 
familiarize them with modern agricultural practices and solve their 
specific problems by demonstration and observation of demonstrational 
centers. 

Objectives: 
1. To establish 100 additional demonstrational centers for the purpose of 

education and guidance of farmers by 1976. 
2. To train 20 key farmers of each locality in each center to cooperate 

with extension workers in training other· farmers and develop a leader­
ship type program in agriculture by 1976. 

3. To train 20 young farmers in agricultural marketing and agricultural 
cooperative areas as leading farmers in each locality by 1976. 

4. To establish 12 educational guidance centers for the purpose of 
guidance and production of improved seeds as weil as observational 
center by 1976. 

5. To establish 120 well-organized farmers' committees to discuss and solve 
their problems among themselves and cooperate with extension workers in 
the development of an effective extension program for the rural areas 
by 1976. 
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Professional Group International Students Group 
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PLANT PROTECTION AND DISEASE CONTROL 
GRASSHOPPER CONTROL 

Goal: 
To prevent grasshopper damage within the country and perform inter-

national responsibility in control of grasshoppers, especially with 
neighboring countries where the attack of grasshoppers is foreseen from 
country to country. 3.48 3.33 3.50 3,27 3.66 3.75 3.58 3.58 

Objectives: 
1. To survey and explore 100% of the northern, northwest, south, and south-

west areas where grasshoppers swarmingly attack the crops and lay eggs 
and to exchange the information obtained from the survey with neighbor-
ing countries by 1975. 3.27 3.38 3.50 3.61 3.50 3.58 3.66 3.41 3.66 3.41 

2. To provide sufficient amounts of insecticide to spray 50% of the 
infested areas by the end of 1976. 3.38 3.55 3.50 3.44 3.55 3.41 3.66 3. 58 3.58 3.41 

3. To establish one center equipped with all control facilities in each 
surveyed area to control grasshoppers from time to time and prevent 
possible attack of grasshoppers from area to area and from outside 
of the home country and make the control more effective by 1976. 3.33 3.00 3.50 3.16 3.22 3.50 3. 58 3.25 3.58 3. 50 

4. To train a number of technical personnel to fulfill 80% of the need 
for grasshopper control by 1976. 3.38 2.94 3.44 2.61 2.94 3.58 3.58 3.58 3.50 3.33 

DISEASES, PESTS, AND OTHER INSECT CONTROL 
Goal: 

To control diseases and insects damaging the crops annually and pre-
vent the spread of problems from area to area and thus increase total 
agricultural production. 3.44 3.33 3.61 3.27 3.75 3.66 3.58 3.50 

Objectives: 
1. To initiate seed pre-treatment program in wheat growing areas and 

provide 13,000 Kg of chemicals to control bant diseases to the 
farmers by 1976. 3.38 3.44 3.55 3.55. 3.44 3.83 3.66 3.58 3. 66 3.58 
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TABLE V--(CONTINUED) 

Goals and Objectives 

2. To provide required amount of chemicals (coprovit, lime, and sulphur) 
for the control of anthracnosis and powdery mildew of 8 million vines 
in Kabul-Parwan area and 1 million vines in Song-Charak-Jawzjan pro­
vince area by 1976. 

3. To survey 80-90% of suspected areas to various diseases, insects 
(other than grasshoppers), and rodents by 197 5. 

4. To practice a quarantine program in the borders of the country to 
inspect 100% agricultural products imported and/or exported abroad by 
1974. 

MECHANIZATION OF AGRICULTURE 
Goal: 

To introduce mechanization and equip most of the farms of the farmers 
with modern equipment and thus change the traditional agriculture into 
modern and more productiv-e agriculture, save man's energy consumption, and 
increase productivity of soil and land. 

Objectives: 
1. To provide and introduce 4,250 sets of Ariana plows to the farmers of 

Herat, Helinand, Badghis, Faryab, Jawzjan, Balkh, Semengan, Baghlan, 
Kunduz, and Tekhar provinces by 1976. 

2. To provide and introduce 400 additional medium-size tractors to the 
farmers of the country by 1976. 

3. To provide 3,000 seats of fertilizer and seed, small size distributer 
machines and wheat thrashing machines to the farmers of the country 
by 1976. 

4. To introduce 1,000 rice planters, harvesters, and thrashers to the rice 
growers by 1976. 

5. To provide 500 seats of seed cleaners machines (in addition to the seed 
cleaning centers mentioned earlier) to the farmers by 1976. 

6. To introduce 5,000 hand large sickles and scythes for harvest purposes 
of grain and forage crops by 1976. 
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7. To introduce 2,000 small sprayers to the farmers by 1976. 3,44 3.72 3.77 3. 77 3.66 3.83 3.83 3. 83 3,91 3.83 
8. To provide 1,000 other miscellaneous tools and small equipment such 

as hoes, shovels, ricks, and so on to the farmers of the country 
by 1976. 3. 66 3,66 3.61 3, 72 3.50 3.75 3.75 3. 66 3.66 3.75 

TRAINING TECHNICAL PERSONNEL IN MECHANIZED AGRICULTURE 
Objectives: 
1. To train technical personnel in such a manner to fill 100% of the gap 

of personnel deficiency in those areas where farmers practice modern 
agricultural equipment and machines by 1976. 2.94 2.83 3.38 2.66 2.83 3,50 3.66 3.75 3.75 3,66 

2. To improve 80% both qualitatively and quantitatively the existing 
situation of agricultural machines and equipment repair workshops and 
provide traveling repair workshop to meet 60% of the needs of repair 
work in farmers' farms by 1976. 3,00 3.00 3,44 3,05 3.11 3.50 3,58 3,58 3,58 3.58 

3. To publish and provide pamphlets discussing the application of farm 
equipment in order to meet 100% of the needs of farmers practicing 
for machine and equipment by 1974. 2.66 2.66 3.38 2, 77 2.72 3.50 3.33 3,41 3,41 3.41 
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2. Those goals and objectives which are averaged between 2.5 and 

3. 5. may be considered barely ~atisfactory. Yet one should attempt to 

find the weak point in the statement·of tlie goals and objectives (for 

those ctiteria which are ranked low) which need to be corrected. 

3. Objectives falling lower than a 2. 50 average score need a 

complete restatement. One should consider that such objectives are 

vague enough to reduce. th.e performance level. Correction and restate­

ment of th.ese goals and objectives 'are very necessary. 

In general terms, international students·scored the goals and 

objectives higqer on each item tha:p. did the professional group. Among 

the total 79 objectives, 61 objectives were .scored sa1;::f,.sfactoi;-y 

(3.5 - 4) on all items, and 64 were scored satisfactory on three items. 

The professional,groups scored nine objectives (objectives 2 and 5 in 

rice production, 8 and 9 in fruit production, 5 in training, 2 and 4 in 

education, and 2 and 8 in agricultural mechanization) higher (in the 

3. 5 - 4 range), and they scored 29 other objectives satisfactory on 

three item~ •. 



CHAPTER V 

SUMMARY AND CONCLUSION 

Effective and productive organizational operation to meet the 

individual, organizational, and societal needs is the number one goal 

of each organization, Achievement of this goal calls upon effective 

administration, better coordination among all staff members and 

pers~:mnel, incentive leadership, and, finally, healthy overall manage.,..· 

ment. In ad_dition to this, th~ characteristics of participative manage­

ment are to involve personnel other than top management in decision 

making and program planning and let them express their opinions and 

suggestions.and feel as though they are responsible persons to the 

organization and to society. In _this case., their human potential .is 

released, and·· each individual is motivated toward productive performance. 

The MBO system is one.of the effective management approaches which 

encourages all the above desirable features. 

From the different definition~ given to MBO, the following 

connnonalities are noticed: 

1. Providing opportunity for both manager. and (:!Ubordinate to share 

their opinions in program planning. 

2, SE,!tting objectives to be achieved in a specific period of time, 

3. Linking and blending the objectives. in a more productive mann~r 

which could be measured, 
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4. Orient.ing objectives to the future with the full consent of 

both manager.and subordinate. 

5. Motivation and· enthu~iasm of involved personnel in. b,etter 

management. 

MBO has the following objectives: 
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L It is easily implemented -by .a1;1y type of organization and raises , 

the level of performance. 

2. It motivates the subordina,tes for better performance. 

3. It asks for more participation of people, which means more 

alternatives are sought for better performances. 

4. It gives a higher degree of clarity to the normal management 

f~nctions of planning and control. 

5, It improves relationships between managers and subordirtates and 

eliminates threat and fear. 

6. It i$ performance orient.ed rc;tther than authority oriented. 

7. It facilitates the gen~ral management· area by formulation of 

goals an4 obje,ctives which results in a higher performance 

level. 

8. It facilitates apprais,;1.l and evaluation of performance. 

9, It improves general management b.ecause individuals· under this 

system are well aware of their responsibilities. 

Implementation of MBO requires careful attention to be practiced· 

with success. The following steps are thought necessary for this 

purpose: 

1. Understanding the concept of MBO thoroughly. 

2. Analysis of organizational performance, understanding the 

problems and recognition of needs. 
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3. Projectic;m of organizational goals a'Il;d objectives. 

4. Conducting a meeting with higher level management for negotia-

tion and agreement of organiza~iona+ goals and objectives. 

5. Mutual determination of subordinate job function and perform-

ance objectives. 

6. Implementation of organizational goals and objectives. 

7. Continuous mutual review of action. 

8. Mutual assessment ·and ev1;1.luation of overall .objectives. 

The overall purpose. of effective decii,don making is to select 

rationally, not emotionally, some alternatives and·consequences which 

lead organizational operation toward an.effective performance and satis­

factory results from the performance. Better dec·ision making brings a 

positive change in previous organizational operation according to tq.e 

need of giving solutions to societal problems. 

Diagnosis of problems and selection of al.ternatives are the basic 

elements of effective decision making, and this requires more attention. 

A decision maker has to make sure that. the problem is carefully 

analyzed and thoroughly recogni.zed; then a better alternative is 

selected, because both less understanding of the problem and the giving 

of poor alternatives to solving the .problem have an adverse effect on 

overall performance and both situations create some additional problems 

and undesirable side effects. 

The basic steps in decision ~akin,g are reported as follow: 
' . \' 

1. Recognition and analysis of the problem 

2. Giving .and finding a better solution to the problem 

3. Follo~up 

4. Feedback 



Planning could be defined as a systematic effort of rational 

forml;llation and scheduling of objectives and goals and selectipn of 

better methods and alternatives to achieve the goals in,the future 

according to the wishes of tl),e organization. 
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Plans should be flexible enough to match the social, economical, 

and technological changes which occur from time to time in each society. 

Program development in extension has to be education~oriented in 

order to positively . change the behavior of the people in such a way as 

to help themselves in various aspects of life. Such changes are diffi­

cult to bring about on people's behaviors unless they are familiarized 

with the concept of changes. Once people understand that extension 

programs are -i;:o help them solve their problems, they tend to use their 

skills, knowledge, and their physical and mental ability for better 

utilization of natural resources. Extens,ion programs cover better the 

needs of individuals. This helps involve more people and then motivates 

them to find a better way of life by the.ir own efforts. 

Implementation of MBO System in 

Agricultural Extension of 

Afghanistan 

The investigator will attempt to implement the system in 

Afghanistan through adherence to.the following: 

1. First, the ,effort will be made in the investigator's own ·area 

of the organization--the program of in-service training for extension 

specialists. 

2. A series of seminars ,will be held for the approximately 50 

persons who are members of the training division. 
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3. Subordinates will be given opportunity to make input into the 

formulation of goals and objectives and will have a major role in the 

development of job performance objectives. 

4. After two to three years of application within the.extension 

in-service training division, an -offer will b.e extended to provic;le 

information to the total Agricultural Extension Division. 

Conclusions 

In this study we reached the conclusion that: 

1. An effective organizational operation is partially dependent 

upon effective program planning and partially on.effective 

management. 

2. Accurate program development requires involvement of all 

managerial personnel in the process of program planning in 

order to understand realistically their area of responsibility. 

3, Extension type pr?grams are educationally oriented to change 

the behavior of the people toward acceptance of new and 

scientific ideas to help themselves to raise their standard of 

living. 

4. Effective decision calls µpon a.well diagnosed problem and then 

giving good alternatives. to solve ·the problem in a b.etter way. 

5. Due to the. numerous advantages of the .MBO syst~m over othe.r 

types of management systems, it. is agreed that ~O is an 

effective and .more desirabJ.e system of management, 

6, The MBO ·system is goal oriented; vague and unclear goals and 

objectives reduce the level of performance. 



7. From the jury assessment of fo.rmulated goals· anc:l. objectives 

under.the MBO system, one,can take ;into account that: 
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a. Those goals and objectives which have an average score of 

3. ~ to 4 are a~ceptable . 

. b, Those .which are ranked with average scores :between 2,5 and 

3.5 need a 1:i,ttle modification and restatement. 

c. '!'hose.which fall below 2~5 need to be restated thoroughly. 

Recommendations 

Cons id era tion of the following important points is recollll!le:nded: 

1. The, extension program, to be effective, ~hould be based on the 

people's needs and interests.· 

2. J;mplementation of the MBO system is recommended for better 

organizational operation and better performance. 

3. For an effective MBO system, complete use of thia eight steps of 

implementation (of the MBO system). i~ recommended. · 

4. For b.etter performance. under an MBO system, the top adminis.­

tration and management should develop and practice a confidential ·atti­

tude toward and with subordina·tes; this. is condµcive of a warm 

atmosphere and enhancing of a positive relationship, 

5.. An impartial and consistent system 9f sanctions 'and rewards 

should be. estab~ished. Prejudice and bias should be avoided as much as 

possible, 

6,. In.dividuals should be motivated to develop their self­

confidence .. in such a. way that all personnel in th.e organization accept 

responsibility, together achieving a better depa~tment or organization. 



115 

This effort should not be made only to secur.e the satisfaction of the 

boss and/or supervisor but for the achievement of organizational goals 

and, finally, meeting the needs of the people and the society. 
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TABLE VI 

RELATIONSHIP OF EACH DIMENSION TO VARIOUS PARTS 
OF THE PLANNING PROCESS 

DlMBNSIONS OP A PLAN 

122 

Com· .· E...,o/ 
Com- Slgnl/i· Compre- . . plele- Confidential/ Authoriza.. lmplemenla· F.a<e of 
plnlly cance henslvenes, Tlme!ln .. , Speclfi,;ily ,..... Fleribility Frequency na1111e · Formality lion lion Cantml• 

Planning Process (G) (G) (M) (L,.) (L) (L) (G) (M) (M) (G) (M) (G) (C)' 

A. Establish means for the 
early determination of need 
for formulating a new plan 

. or revising an existing plan. X 
B. Take special care to prepare 

the proposal in tenns easily 
understood by the approv· 
Ing agent. This ma)' include 
the use of non-technical 
terms and examples to clar-
ify tho proposal.. X 

C. Include on the planning 
staff represel)tatives who 
possess the necessary tech-· 
nical knowledge and experi­
eoco not possessed by the 
planner. X 

D. Include on the planning 
staff representatives from 
major org~nlzation units 
· which will be affected by 
the plan. X 

E. Make formal contact with 
cooperating units to Insure 
understanding of the nature 
of the project and the role 
to be played by the cooper· 
atiogunits. X 

F. Uso sophisticated tools for 
data collection and process­
ing as well as for decision-
malciog. X 

G. Subject Signi&cant compo­
nents of the plan to care­
ful tests to determine the 
soundness of the plan and 
to discover possible difficul­
ties in attempting to gain 
approval of the plan. X 

H. Prepare the final · plan in 
such a way that jt is not 
only technically accurate 
but also persuasive in na­
ture and easy to understand 
by approving and imple-
menting units. X 

x x 

x x 

x x 

x x 

x x 

x 

x x 

x x 
• G = Greater; M = More; La. = Longer; L = Lt.'Ss. 

Source: 23' PP, 54-55 , 

x 

x 

x 

x 

x 

x 

x 

x 

x x x x x x x 

x x x x x 

x x x x x x x x x 

x x x x x x x x 

i x x x x x x x 

x x 

x x x x x x x 

x x x x x x x 
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JURY ASSESSMENT OF FORMULATED GOALS AND 
OBJECTIVES FOR EXTENSION SERVICE 

IN AFGHANISTAN 

Names of Jury Members 

Please rate each item in number: 

4 Very good 
3 Good 
2 Fair 
1 Poor 
O Not acceptable 

Goals and Objectives 

WHEAT PRODUCTION 
Goal: 

To increase and improve wheat produc­
tion in the country to meet the domestic 
need as well as to provide some excess for 
export. 

Objectives: 
1. To establish the following farms in 

different provinces for the purpose of 
improved seed production by 1975 • 

. --A 600 hectar farm in Chardiwari area 
of Ghazni Province 

--A 400 hectar farm in Tarhak area of 
Kandahar Province 

--A 100 hectar farm in Ningrahar Province 
--Improve Dashti Ashuqan farm of Kapisa, 

Parwan Province 
2. To distribute totally 4,711,100 tons of 

urea and ~7,350 tons of Di ammonium 
phosphate to wheat growers by the end of 
1976. 
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Goals and Objectives (continued) 

3. To distribute 4,000 tons of different 
varieties of improved seed, according 
to climatic condition of each locality 
to the_ farmers by 1976. 

4. To plan a program of farmer guidance in 
production of improved seeds to involve 
80% of farmers who practice improved 
varieties in the program by 1974. 

5. To raise knowledge of farmers on 
improved wheat cultural practices and 
farming methods by direct teaching, 
mass media, and information insemination 
to enable each wheat grower to maximize 
his yield from 85-90% compared to the 
past by 1976. 

f· To encourage and increase the number of 
farmers in production of improved seeds 
to meet 80% of the need.of their own 
village and community by 1976. 

7. To grow totally 1,200 tons of improved 
seeds in mentioned governmental farms 
with application of 652 tons of urea 
and 1,097 tons of D.AP for the purpose 
of improved seed production by 1976. 

8. To establish seed certification division 
within the Department of Agriculture 
Development and Extension to certify 
80-90% of all seeds in the country by 
the end of 1974, 

9, To re-operate seed cleaning centers in 
Kabul, Baghlan~ Kandahar, Herat, and 
Balkh '-provinces in order to clean 70-
80% of the improved varieities of seed 
by 1975. 

CORN PRODUCTION 
Goal: 

To increase total production of corn 
to make the country self-sufficient and 
improve the quality of corn both for food 
and feed purposes. 

Objectives: 
1. · To provide 1,680 tons of improved 

varieties of corn seed and distribute to 
the farmer by 1976. 
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Goals and Objectives ( continued) 

2. To grow 25 tons of improved varieties 
on governmental farms for the purpose 
of improved seed production by 1976. 

3. To distribute totally 11,094 tons of 
urea and 4,646 tons of DAP to corn 
growers by 1976. 

4. To increase number of demonstrational 
plots by 50% in the end of 1975. 

5. To raise level of knowledge of farmers 
in corn modern and improved methods of 
growing to maximize average yield of 
corn by 70-80% compared to previous 
years by 1976. 

RICE PRODUCTION 
Goal: 

To increase total production of rice 
to make the country self-sufficient and 
improve the quality of rice by in trodt,ction 
of improved higher yield varieties. 

Objectives: 
1. To crop 23 tons of improved varieties 

in governmental farms with application 
of 26 tons of urea and 15 tons of DAP 
by 1976. 

2. To distribute 990 tons of improved 
seeds and 2856 tons of urea and 1,821 
tons of DAP to the farmers by 1976. 

3. To increase the percentage of demon­
strational plots by 50% by the end of 
1976. 

4. To convince 80% of the farmers to grow 
improved varieties by the end of 1976. 

5. To establish a cooperative-type program 
for the village farmers to sell their 
produced rice 20-30% via cooperatives 
by the end of 1976. 
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Goals and Objectives (continued) 

FRUIT AND VEGETABLE PRODUCTION 
FRUITS 

Goal: 
To increase productivity of fruit 

trees and improve the quality by intro­
duction and distribution of improved high 
yield varieties of fruit to the farmers 
and control of insects and disease 
throughout the country in order to increase 
the supply of good quality fruit to for­
eign and local markets. 

Objectives: 
1. To introduce and familiarize farmers 

with modern cultural practices such as 
pollination, distance between trees, 
weed control, scientific pruning, 
fertilizer application in such a manner 
to increase fruit production of each 
locality 80% by the end of 1976. 

2. To control 60-80% tliseases and insects 
in both governmental and private 
orchards by most economic chemicals 
and methods by 1976. 

3. To establish 84 demonstrational almond 
orchards in Zabul, Balkh, Semengan, and 
Chardighorband Parwan provinces with 
planting totally 6,320 improved trees 
and application of 672 tons of urea 
and 712 tons of DAP by the end of 1976. 

4. To distribute 136,200 improved varieties 
of almond trees to the farmers in Bulkh, 
Semangan, and Zabul provinces by 1976. 

5. To establish 50 nurseries in required 
areas in order to provide 80% of 
improved fruit trees for the farmers 
by the end of 1976. 

6. To distribute 11,760 tons of urea and 
12,220 tons of DAP to the grape and 
almond growing farmers by 1976. 

7, To apply grafting in totally 140,000 
trees of almonds in Zabul, Balkh, 
Semangan, and Parwan provinces by 1976, 
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Goals and Objectives (continued) 

8. To establish at least one small 
cooperative type market (conducted by 
unit supervisor) within each fruit 
producing area to facilitate trans­
portation of fruit to main market 
without damage by 1975. 

9. To build a storage for maintenance of 
fruit and vegetables in Kabul area and 
complete the construction 100% by 1976. 

VEGETABLES 
Goal: 

To grow sufficient amounts of vege­
tables to fulfill the need of the country 
by introduction of new and improved 
varieties of vegetables to the farmers 
and train farmers to obtain higher yields 
from their vegetable crops. · 

Objectives: 
1. To introduce improved resistant to 

diseases and more productive varieties 
of vegetables to be grown in 4,309 
hectars by 1976. 

2. To increase 80% of the total production 
of vegetables by encouraging and 
training farmers to practice new 
methods of cultivation, fertilizer 
application, chemical application to 
control diseases, insects, and weeds 
by 1976. 

3. To introduce resistant-to-cold 
varieties in cold areas in order to 
meet 10% needs of deficiences of vege­
tables during cold seasons by 1976. 

4. To provide 5% of radiated seeds of 
vegetables at the beginning and grow 
them in at least 50 demonstrational 
plots for the purpose of observation 
and distribution of starting plants 
(seedlings) to the farmers by 1975. 

5. To distribute 1,354 tons of improved 
potatoes with 16 tons of urea and 15 
tons of DAP to the farmers by 1976. 
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Goals and Objectives (continued) 

FIBERS .AND INDUSTRIAL CROPS 
COTTON 

Goal: 
To increase total production of cotton 

to develop textile and oil industries of 
the country and to export the excess to 
foreign countries. 

Objectives: 
1. To crop 100 tons of improved varieties 

of cotton annually in 1,900 hectars in 
Kundµz, Balkh, Herat, and Faryob pro­
vinces to provide improved high 
germinated seeds to the farmers. 

2. To introduce 10,828 tons of high yield 
and superior quality varieties accord­
ing to their adaptation to different 
climates to cotton growing farmers by 
1976. 

3. To distribute 22,000 tons of urea and 
5,762 tons of DAP to the farmers by 
1976. 

4. To introduce 4,250 Ariana plows and 
encourage farmers in cold areas to grow 
14,900 hectars of short season cotton 
by 1976. 

5. To increase the number of pilot plots 
by 30% within farmers' farms compared 
to present time in each locality by 
1975. 

6. To train at least 60% of cotton growing 
farmers to practice modern practices, 
apply chemicals for insects and disease 
control, sorting according to the 
standards of textile and oil mill 
industries by 1976. 

SUGAR BEETS AND SUGAR CANE 
Goal: 

To increase production of sugar beets 
and sugar cane to fulfill sugar needs of 
the people within the country and/or at 
least to reduce sugar imports a considerable 
amount. 
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Goals and Objectives (continued) 

Objectives: 
1. To increase acreage of sugar beets in 

prospective provinces and to introduce 
improved varieties and provide well 
organized farmer training program to 
increase the production of sugar beets 
from 70,000 tons to 135,000 tons and 
sugar cane from 62,000 tons tu 68,000 
tons by 1976. 

2. To distribute totally 3~000 tons of 
both urea and D.AP to the farmers by 
1976. 

3. To increase the number of pilot plots 
by 30% to attract attention of farmers 
to practice modern methods of farming 
fertilizer and chemical application by 
1976. 

TRAINING TECHNICAL PERSONNEL 

Goal: 
To increase the number of extension 

workers and other technical personnel and 
train them with up-to-date information 
according to the need of each area to 
develop their knowledge and information 
to help farmers in a more satisfactory 
manner. 

Objectives: 
1. To employ ~50 extension workers to 

raise the total number of 4,000 by the 
end of 1976. 

2. To establish one training center in 
each province for extension workers to 
train them with current knowledge and 
materials recommended by subject matter 
specialists at the beginning of each 
season by 1976. 

3. To increase audio-visual and other 
educational facilities by 50% to 
expedite, ease, and increase produc­
tivity of training program by 1976. 

4. To establish two educational courses 
within each unit and one seminar in 
province level in each three months. 
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Goals and Objectives (continued) 

5. To provide on-the-job training program 
by subject matter specialists touring 
at least twice a month to the units 
which are supervised by him. 

INSEMINATION OF INFORMATION AND RESEARCH 
WORK THROUGH RADIO AND PUBLICATIONS 

Goal: 
To guide, teach, advise, and provide 

scientific information and research data 
and work to the farmers via mass media in 
order to develop their knowledge and thus 
increase their production and raise their 
standard of living. 

Objectives: 
1. To increase number of publications in 

following manner by August, 1975: 
--Agricultural extension type publi­

cations, two per month 
--Pamphlets, according to the number of 

literate farmers for each crop 
--Posters, to the required number 

2. To expand radio program for the farmers 
and rural people from one hour to one 
and a half hours, airing more scientific 
and useful information by August, 1974. 

3. To increase number of monthly "Karena" 
to the number of educated and key 
farmers by 1974. 

EDUCATIONAL AND GUIDANCE CENTERS 

Goal: 
To train farmers and other involved 

people in agriculture in order to 
familiarize them with modern agricultural 
practices and solve their specific pro­
blems by demonstration and observation 
of demonstrational centers. 

Objectives: 
1. To establish 100 additional demon­

strational centers for the purpose of 
education and guidance of farmers by 
1976. 
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Goals and Objectives (continued) 

2. To train 20 key farmers of each 
locality in each center to cooperate 
with extension workers in training 
other farmers and develop a leadership 
type program in agriculture by 1976. 

3. To train 20 young farmers in agri­
cultural marketing and agricultural 
cooperative areas as leading farmers 
in each locality by 1976. 

4. To establish 12 educational guidance 
centers for the purpose of guidance 
and production of improved seeds as well 
as observational center by 1976. 

5. To establish well organized 120 
farmers committees to discuss and 
solve their problems among themselves 
and cooperate with extension workers 

.in the development of a productive 
extension program for the rural areas 
by 1976. 

PLANT PROTECTION AND DISEASE CONTROL 
GRASSHOPPER CONTROL 

Goal: 
To control grasshopper damage within 

the country and perform international 
responsibility in control of grasshoppers, 
especially with neighboring countries 
where the attack of grasshoppers is fore­
seen from country to country. 

Objectives: 
1. To survey and explore 100% of the 

northern, northwest, south, and south­
west areas where grasshoppers swarmingly 
attack the crops and lay eggs and to 
provide and exchange the information 
obtained from the survey with neighbor­
ing countries by 1975. 

2. To provide sufficient amounts of 
insecticide to spray 50% of surveyed 
areas by the end of 1976. 
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Goals and Objectives (continued) 

3. To establish one center equipped with 
all control facilities in each surveyed 
area to cbntro1 grasshoppers from time 
to time and prevent possible attack 
of grasshoppers from area to area and 
from outside to the country and make 
the control more effective by 1976. 

4. To train a number of technical 
personnel to fulfill the need of grass­
hopp~r control program at least 80% by 
1976. 

DISEASES, PESTS, AND OTHER INSECT CONTROL 

Goal: 
To control diseases and insects 

damaging the crops annually ana prevent 
the spread of problems from area to area 
and thus increase total agricultural 
production. 

Objectives: 
1. To apply seed pre-treatment program in 

wheat growing areas and provide 13,000 
Kg of chemicals to control rust 
diseases to the farmers by 1976. 

2. To provide required amount of chemicals 
(coprovit, lime, and sulphur) for the 
control of anthracnosis and powdery 
mildew of 8 million vines in Kabul­
Parwan area and 1 million vines in Song­
Charak-Jawzjan province area by 1976. 

3. To survey 80-90% of suspected areas to 
various diseases, insects (other than 
grasshoppers), and rodents by 1975. 

4. To practice a quarantine program in 
the borders of the country to inspect 
100% agricultural products importing 
and/or exporting abroad by 1974. 
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Goals and Objectives (continued) 

MECHANIZATION OF A9RICULTURE 

Goal: 
To introduce mechanization and equip 

most of the farms of the fanners with 
modern equipment and thus change the 
traditional agriculture into modern and 
more productive agriculture, save man's 
energy consumption, and increase produc­
tivity of soil and land. 

Objectives: 
1. To provide and introduce 4,250 seats of 

Ariana plow to the farmers of Herat, 
Helmand, Badghis, Faryab, Jowzjan, 
Balkh, Semengan, Baghlan, ·Kunduz, and 
Tekhar provinces by 1976. 

2. To provide and introduce 400 medium-­
size tractors to the farmers of the 
country by 1976. 

3. To provide 3,000 seats of fertilizer 
and seed small size distributers 
machines and wheat thrashing machines 
to the farmers of the country by 1976. 

4. To introduce 1,000 rice planters, 
harvesters, and thrashers to the rice 
growers by 1976. 

5. To provide 500 seats of seed cleaners 
machines (in addition to the seed 
cleaning centers mentioned earlier) to 
the farmers by 1976. 

6. To introduce 5,000 hand large sickles and 
scythes for harvest purposes of grain 
and forage crops by 1976. 

7. To introduce 2,000 small sprayers to the 
farmers by 1976. 

8. To provide 1,000 other miscellaneous 
tools and small equipment such as hoes, 
shovels, ricks, and so on to the 
farmers of the country by 1976. 
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TRAINING TECHNICAL PERSONNEL 

Objectives: 
1. To train technical personnel in such a 

manner to fill 100% of the gap of 
personnel deficiency in those areas 
where farmers practice modern agri-
c~ltural equipment and machines by 
1976. 

', 2. To improve 80% both qualitatively and 
quantitatively the existing situation 
of agricultural machines and equipment 
repair workshops and provide tra~eling 
repair workshop to meet 60% of the 
needs of repair work in farmers' farms 
by 1976. 

3. To publishand provide pamphlets dis-
cussing the application of farm 
equipment in order to meet 100% of 
the needs of farmers practicing for 
machine and equipment by 1974. 
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