
constant improvement of the plan of operations of the These young technicians will need guidance from more 
agricultural program. experienced people in preparing detailed plans of operation, 

The Puebla Project has had one member of the team, selecting the best procedures for their work, resolving social 
well-qualified to carry out socioeconomic evaluations, who and technical problems that arise during the execution of 
has assumed 'the responsibility for identifying, studying, programs, and analyzing and interpreting the results of their 
and helping resolve problems limiting farmer use of the new endeavors.  
technology. In larger, programs, this function may require In Puebla, the Project staff received technical assistance 
more than one person. - from specialists at the Graduate College at Chapingo and 

A second major responsibility of the Puebla Project CIMMYT, and from a sociologist working with a private 
evaluator was the collecting, analyzing, and interpreting of organization. Countries that choose to undertake regional 
the data needed to measure progress in the Project. This agricultural programs of the Puebla type will need to 
involved the collection of data on the socioeconomic develop a corps of highly trained and experienced tech
characteristics of the farming population and their agron- nicians who can provide backing to the staffs in the regional 
omic practices at the beginning of the program, and at least programs. Initially, this technical backstopping might be 
one other similar study after the program had been operat- provided by a corps of experts from another country that 
ing for an appropriate period. are familiar with local problems. As the regional program 

It can be argued that the function of evaluating progress staffs in a country become more experienced, however, the 
in an agricultural program should be assigned to an outside country can organize its own team of technical advisors.  
agency. Regardless of how this evaluation function is hand- The advisory team should be a part of the national research 
led, however, it is necessary that the socioeconomic data and extension organization or of a national institution of 
collected in the surveys be made available to the program higher education in agriculture. It is expected that the team 
evaluator as promptly as possible. of advisors'will both provide assistance to program teams 

and participate in the training of staff for such programs.  
Coordination As the number of regional programs in a country be

Perhaps the most complex function in a regional agricul- comes larger, it will probably be necessary to part ition the 

tural program is the coordination of the activities of farm- country into two or more zones, and to organize a team of 

ers, program staff, and service institutions. In Puebla, the advisors for each zone. Again, it is expected that these 

coordinator performed three distinct but closely related teams will have the responsibility for both technical as
sistance and training within their corresponding zones.  roles: 

(a) Administration of the program: was responsible for 
the hiring of Project staff, participated in defining 
policy on personnel matters, approved the expendi- Capable, Highly Motivated, Well-Trained Staff 
ture of funds, etc. Successful regional agricultural programs require a (b) Direction of the program: personally directed the dedication of time and effort by the staff far above that activities of the staff in the preparation of detailed necessary in most technical and professional careers, due to plans of operation, the execution of these plans, the large number of farmers and groups served. The personand the summarizing and reporting of accomplish- nel selected for these programs should be highly motivated ments. Important matters affecting the functioning to know and understand the farmer, his family, and comof the program were fully discussed by the members munity; and to assist them to improve their production, net of the team before the coordinator made a decision. income, and general welfare.  (c) Acquisition and maintenance of the support of the In addition, the team members of a small farmer proinstitutions that can assist in achieving the goals of gram should have personalities enabling them to gain and the program: informed the representatives of the hold the confidence of the farmers and to work harmoinstitutions of the plans of the program, its accom- niously with their coworkers. They should have the acaplishments, and the needs of the farmers. When demic background and capability for rapidly learning the problems arose that required action by the institu- technology corresponding to their jobs, for applying this tions, he provided relevant information and Worked knowledge effectively, and for identifying new problems closely with them in finding a solution. and proposing ways to solve them.  

New team members should be instructed in the general 
Technical Backing for Program Staff aspects of the program (philosophy, objectives, character

istics of the area, accomplishments, etc.) and the specific 
The staff members in a regional agricultural program techniques that each will employ in his particular part of 

should interact on a continuing basis with highly trained the undertaking. Some of this training can be given in 
and experienced technicians who are active in their respec- formal classes and discussions, although most of it should 
tive fields. The field staff will normally be composed of be done in the field, with the trainees assuming direct 
capable young people with good fundamental preparation responsibilities in the program (closely supervised by 
but with little specialized training or previous experience. experienced people).  
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