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Application of Management Techniques for improving Agricultural Extension
Introduction:
	The present situation has been created due to concentration on resource-based farmers on irrigated tracts with capital-intensive technological options for a few crops. This approach has led to social inequality by creating pockets of prosperity covering hardly thirty per cent of the area, while seventy per cent constituting primarily marginal and small farmers has to operate under constraints of extremely limited capital resource base, traditional modes of operation, low productivity of the land and abundance of family labour. Hence, for sustainable agricultural production, agricultural extension is required to reorient its concept and change its approach. Besides sustainability and increase in productivity it is necessary to bring about equality to reduce regional or group imbalances. To achieve this objective, emphasis has to be given on generation of appropriate technology through participatory research. The aim is to develop a basket of choices available to the complex, diverse and risk prone agriculture in the developing countries Extension can contribute considerably in this respect by helping the scientists to develop knowledge of the resource poor farmers and their indigenous technical know-how and by analysis of agro-ecosystem-technology interdependence. Here question comes of management of agricultural extension or in other words how extension could be reoriented and redesigned through application of management techniques to suit the present needs of clients i.e. market demand in the context of globalization in agriculture. Keeping these aspects in view, the present seminar is conceptualized with following objectives: 

Seminar Objectives are as followings. 
1. To understand the concept of management and management techniques.
2. To know different management theories and techniques
3. To know the implication of management techniques in agricultural extension
4. Review the research evidence related to seminar topic


Concept of management techniques:  
Management : The process of designing and maintaining an environment in which individuals, working together in groups, efficiently accomplish selected aims.
Techniques : It is a way of carrying out a particular task, especially the execution or performance of an artistic work or a scientific procedure.
Management techniques : It is a not short-term tricks used to motivate employees, but rather effective methods of managing that help to develop a productive workplace. There is no single management technique that works in all situations, which is why it is important to become familiar with more than one
Theory : A set of interrelated constructs (concepts), definitions, and propositions that present a systematic view of phenomena by specifying relations among variables, with the purpose of explaining and predicting the phenomena.
- Fred N. Kerlinger
Simple Definition
· An idea or set of ideas that is intended to explain facts or events
· An idea that is suggested or presented as possibly true but that is not known or proven to be true
· The general principles or ideas that relate to a particular subject
Management theories
1. Classical Management Theory
2. Human Relations Theory
3. Neo-Human Relations Theory
4. System Theory

Classical Management Theory
1. Taylor’s Theory of Scientific Management
2. Fayol’s Administrative Theory
3. Weber’s Theory of Bureaucracy
Features of management theory
· Emerged in early part of the twentieth century.
· Models were military and the Catholic Church.
· Features
· Strict control of workers
· Absolute chains of command
· Predictability of behavior
· Unidirectional downward influence
· Taylor’s Theory of Scientific Management
Frederick W. Taylor (1856-1915)
· The Father of Scientific Management
· Maximize worker capacity and profits
· Problem:  Get employees to work at their maximum capacity
· Primary Focus:  Tasks
Elements of Scientific Management
· Scientific design of every aspect of every task
· Careful selection and training of every task
· Proper remuneration for fast and high-quality work
· Equal division of work and responsibility between worker and manager
· Provide opportunities for workers to achieve greater financial rewards
· Manager is responsible for planning, training, and evaluating
· Fayol’s Administrative Theory
Henri Fayol (1841-1925) Administrative Theory
· Father of Modern Management
· Principles and Elements of Management - how managers should accomplish their managerial duties
· Primary focus:  Management (Functions of Administration)
· More Respect for Worker than Taylor
· Workers are motivated by more than money
· Equity in worker treatment
Five Elements of Management - Managerial Objectives
1. Planning
2. Organizing
3. Staffing 
4. Leading 
5. Controlling



Fourteen Principles of Management  (Tools for Accomplishing Objectives)
1. Division of work - limited set of tasks
2. Authority and Responsibility - right to give orders
3. Discipline - agreements and sanctions
4. Unity of Command - only one supervisor
5. Unity of Direction - one manager per set of activities
6. Subordination of Individual Interest to General Interest
7. Remuneration of Personnel - fair price for services
8. Centralization - reduce importance of subordinate’s role
9. Scalar Chain - Fayol’s bridge
10. Order - effective and efficient operations
11. Equity - kindliness and justice
12. Stability of Tenure of Personnel - sufficient time for familiarity
13. Initiative - managers should rely on workers’ initiative
14. Esprit de corps - “union is strength”  “loyal members”

Max Weber (1864-1920) Theory of Bureaucracy
· German Sociologist
· Primary focus:  Organizational Structure
· Worker should respect the “right” of managers to direct activities dictated by organizational rules and procedures
· More DESCRIPTIVE
Tenets of Bureaucracy 
1. Rules
2. Specified sphere of competence
3. Hierarchy
4. Specialized Training
5. Workers do not own technology
6. No entitlement to “official position” by incumbent
7. Everything written down
8. Maintenance of  “ideal type” - bureaucracy

Classical Theories of Organizations
1. Taylor’s Theory of Scientific Management
2. Fayol’s Administrative Theory
3. Weber’s Theory of Bureaucracy
4. All 3 theories attempt to enhance management’s ability to predict and control the behavior of their workers
· Considered only the task function of communication
· Designed to predict and control behavior in organizations

Human Relations Theory
Elton Mayo: Hawthorns studies
· Where Classical theorists were concerned with structure and mechanics of organisations.
· The theorists of human relations were, understandably, concerned with the human factors.
· Neo-Human Relations Theory
In this group we find a particular focus on human motivation including:
1. Satisfaction 
2. Incentive 
3. Intrinsic 
Theories 
1. Maslow
2. McGregor (theory X and theory Y)
3. Theory Z

Abraham H. Maslow (1908-1970)
· He developed a theory of motivation.
· His ideas had a significant impact on management.  
· He  believed that individuals fulfill lower-level needs before seeking to fulfill higher-level needs.  

Maslow’s Theory
[image: C:\Users\SUJAY\Desktop\4th seminar\photos\Maslows-Hierarchy-of-Needs.jpg]


Applying Maslow’s Theory to Management
· At the lowest level, workers are motivated by basic needs, such as the needs for wages or salary.  It also include the physical conditions in which a person works, such as heating, lighting, and noise.
· Once these basic needs are met, employers can address the next level of needs—safety or security needs.  We can met by providing employees with insurance, retirement benefits, and job security.  They need to know that in the workplace, they are safe from physical, psychological, or financial harm.
· Managers meet workers’ social needs by providing work environments in which colleagues interact by providing opportunities for co-workers to socialize with one another by providing lunch rooms or allowing employees to attend company retreats.
· Status needs can be met by providing employees with signs of recognition that are visible to others, such as job titles, awards, designated parking spaces, and promotions.
· Managers can meet employees’ need for self-fulfillment by providing them with opportunities to be creative at work or allow them to become involved in decision making.
Theory X
· assumes that people are basically lazy and will avoid working if they can.  To make sure that employees work, Theory X managers impose strict rules and make sure that all important decisions are made only by them.
Theory Y 
· assumes that people find satisfaction in their work.  Theory Y managers believe that people are creative and will come up with good ideas if encouraged to do so.  They tend to give their employees much more freedom and let them make mistakes.
Theory Z
William Ouchi, a management researcher developed this new theory of management in the 1980s
Theory Z  is a business management theory that integrates Japanese and American business practices.  The Japanese business emphasis is on collective decision making, whereas the American emphasis is on individual responsibility.
· System Theory
· Attention began to focus on organisations as 'systems' with a number of inter-related sub-systems. 
· The 'systems approach' attempted to synthesise the classical approaches with the later human relations approaches that focused on the psychological and social aspects, emphasised human needs - almost 'people without organisations'.
· Systems theory focuses on complexity and interdependence of relationships. 
· A system is composed of regularly interacting or interdependent groups of activities/parts that form the emergent whole.

Management techniques 
1. PERT
2. TOWS Matrix
3. Delfie Technique
4. Managerial Grid

Program evaluation and review technique 
· The program (or project) evaluation and review technique 
· Commonly abbreviated PERT
· It is a statistical tool
· Used in project management 
· Which was designed to analyze and represent the tasks involved in completing a given project. 
· First developed by the United States Navy in the 1950s, it is commonly used in conjunction with the critical path method (CPM).
The new technique takes recognition of three factors that influence successful achievement of research and development program objectives:
1. Time
2. resources and 
3. technical performance specifications. 
PERT employs time as the variable that reflects planned resource-applications and performance specifications.
· PERT was developed primarily to simplify the planning and scheduling of large and complex projects. 
· It was developed for the U.S. Navy Special Projects Office in 1957 to support the U.S. Navy's Polaris nuclear submarine project.
· It was able to incorporate uncertainty by making it possible to schedule a project while not knowing precisely the details and durations of all the activities. 
· It is more of an event-oriented technique rather than start- and completion-oriented, and is used more in projects where time is the major factor rather than cost. 
· It is applied to very large-scale, one-time, complex, non-routine infrastructure and Research and Development projects. 
· An example of this was for the 1968 Winter Olympics in Grenoble which applied PERT from 1965 until the opening of the 1968 Games.
Terminology
1. PERT event: a point that marks the start or completion of one or more activities.
2. Predecessor event: an event that immediately precedes some other event without any other events intervening. 
3. Successor event: an event that immediately follows some other event without any other intervening events. 
4. PERT activity: the actual performance of a task which consumes time and requires resources. It can be understood as representing the time, effort, and resources required to move from one event to another. 
5. PERT sub-activity: a PERT activity can be further decomposed into a set of sub-activities. For example, activity A1 can be decomposed into A1.1, A1.2 and A1.3.
6. Optimistic time (O): the minimum possible time required to accomplish a task, assuming everything proceeds better than is normally expected
7. Pessimistic time (P): the maximum possible time required to accomplish a task, assuming everything goes wrong (but excluding major catastrophes).
8. Most likely time (M): the best estimate of the time required to accomplish a task, assuming everything proceeds as normal.
9. Expected time (TE): the best estimate of the time required to accomplish a task
10. Float or slack is a measure of the excess time and resources available to complete a task
11. Critical path: the longest possible continuous pathway taken from the initial event to the terminal event. 
12. Critical activity: An activity that has total float equal to zero. 
13. Lag time: the earliest time by which a successor event can follow a specific PERT event.


Features of PERT 
· PERT is a time event network analysis system 
· In which the various events in a program or project are identified with a planned time establishment. 
· These events are placed in a network showing r/s of each event to the other event. 
· PERT as the potential to reduce both the time and cost required for completing a project. 
· PERT chart is tool that facilitates for decision making. 
Steps in PERT  planning process 
1. Identify objectives and mailstones
2. Determine proper sequences of activity 
3. Construct a network diagram.
4. Estimate the time required for each activity
a) optimistic time- shortest time in which general activities can be completed 
b) Most likely time- completion time having highest probability 
c) Pessimistic  time- longest time an activity might required 
1. Determine the critical path 
2. Update the PERT chart as project progress   
· A Gantt chart created using Microsoft Project (MSP).
· The critical path is in red
· The slack is the black lines connected to non-critical activities
· Since Saturday and Sunday are not work days and are thus excluded from the schedule, some bars on the Gantt chart are longer if they cut through a weekend.

TOWS matrix: A modern tool for analysis of the situation
· It is a conceptual framework for a systematic analysis that facilitates matching of external threats and opportunities with the internal weakness and strengths of the organization
· The TOWS matrix model starts with the threats because in many situations a company undertakes strategic planning asa a result of a perceived crisis, problem or threats.





TOWS matrix for strategy formulation
The WT Strategy (mini-min)
· In general, the aim of the WT strategy is to minimize both weaknesses and threats. 
· An organization faced with external threats and internal weaknesses may indeed be in a precarious position. 
· In fact, such a firm may have to fight for its survival or may even have to choose liquidation. 
· But there are other choices. 
· For example, such a firm may prefer a merger, or may cut back its operations, with the intent of either overcoming the weaknesses or hoping that the threat will diminish over time (too often wishful thinking). 
· Whatever strategy is selected, the WT position is one that any firm will try to avoid. 
The WO Strategy (mini-max)
· The second strategy attempts to minimize the weaknesses and to maximize tile opportunities. 
· A company may identify opportunities ill the external environment but have organizational weaknesses which prevent the firm from taking advantage of an opportunity. For example, lack of Skills/technology in certain areas.
·  One possible strategy would be to acquire this Skills/technology through cooperation with a firm having competency in this field.  
· An alternative tactic would be to hire and train people with the required technical capabilities. 
· Of course, the firm also has the choice of doing nothing, thus leaving the opportunity to competitors.
The ST Strategy (maxi-min)
· This strategy is based on the strengths of the organization that can deal with threats in the environment. The aim is to maximize the former while minimizing the latter. 
· This, however, does not mean that a strong organization can meet threats in  the external environment head-on.
The SO Strategy (maxi-max)
· Any company  would like to be in a position where it can maximize both, strengths and opportunities. 
· Such an enterprise can lead from strengths, utilizing resources to take advantage 
· Successful enterprises, even if they temporarily use  one of the three previously mentioned strategies, will attempt to get into a situation where they can work from strengths to take advantage of opportunities. 
· If they have weaknesses, they will strive to overcome them, making them strengths. If they face threats, they will cope with them so that they can focus on opportunities. 

DELPHI  - DEFINITIONS
	The Delphi method is method for the systematic solicitation and collection of judgments on a particular topic through a set of carefully designed sequential questionnaire interspersed with summarized information and feedback of opinions derived from earlier response”
Van de Ven, and Gustafson(1975)  
· The Delphi Method
· It is a group decision making technique
· Olaf Helmer and Norman Dalkey
· It is seeks to achieve a consensus among group members through a series of questionnaires. 
· The answers are summarized and sent back to the group members along with the next questionnaire.
· This process is repeated until a group consensus is reached.  
· This usually only takes two iterations, but can sometimes takes as many as six rounds before a consensus is reached
DELPHI PROCEDURE
Fowles(1978) describes ten steps for the Delphi method
1 Formation of a Delphi team to undertake a Delphi on a subject. 
2 Selection of expert panel(s)
3 Development of the first round questionnaire 
4  Testing the questionnaire for proper wording
5 Transmission to the panelists. 
6 Analysis of 1st responses 
7 Preparation of 2nd round.
8 Transmission of 2nd round questionnaires to the panelists 
9 Analysis of the 2nd round responses (7 to 9 may be repeated to get consensus)
10  Preparation and presentation of report
Managerial grid
The well-known approach to defining leadership style
1. Impoverished management
2. Team manager
3. Country clib manager
4. Autocratic task manager
· Blake & Mouton
The Management Grid
Three Organizational Universals
· Purpose-productions of things or services -“activities in which people engage towards organizational purpose”.
· People-the human aspect. Organizational purpose cannot be achieved without people.
· Power-Some are bosses/some are bossed. Organizational Hierarchy.
· The Managerial Grid
1,1 Orientation Impoverished Management
· Low Concern for Production
· Low Concern for People
· Contributes little to the organization
· Doing only enough to keep job
· Someone just waiting on retirement
9,1 Orientation Authority/Obedience
· High concern for production
· Low Concern for people
· Autocratic 
· Expects compliance to orders-Controlling
· Exercises power and authority
5,5 Orientation Middle of the Road 
· Moderate concern for production and people
· Adequate organizational performance could be achieved through compromise.
· Group dynamics play a vital role-Acts in response to group norms
· Wants to be liked- does not want to “rock the boat” Goes along with the majority.
· A 5,5 manager operates well within informal groups. 
1,9 Orientation Country Club Management
· Places high emphasis on feelings and emotions of employees.
· Neglects production aspect of the company
· 1,9 manager desires to be liked by the employees.
· High Profit Margin/Low Competition
9,9 Orientation Team Management
· Seeks to integrate both the production and the human aspect-high concern for production and people.
· Engages the work force
· Empowerment
· Teams
· Communication
· Blake and Mouton- Best leadership approach
· Implication of Management Techniques in Agricultural Extension
1. Application of Management Principles and Techniques in Agricultural Extension
2. Changing Role of Extension Managers in the context of Globalization in Agriuclture
3. Management of Agriculture and Rural Development Programmes
· Application of Management Principles and Techniques in Agricultural Extension
· Traditional notions and simple rules of thumb have long vanished and have gradually given place to principles and methods derived from a systematic study and application of scientific management making it more efficient and effective for achieving better economic results or output.
·  New concepts and techniques available in modern management science are fast changing to meet fresh requirements. 
· More sophisticated information processing technology, qualitative and quantitative analytical techniques are reshaping planning, decision-making and controlling. 
· There is a growing managerial understanding and use of behavioural concepts, which are fast altering our thinking in organizing, leading and staffing.
It would be meaningful to understand how scientific methods can be applied effectively and efficiently in agricultural extension management to accomplish the desired objectives of it. 
Generally, there are seven important steps involved in the application of scientific methods in management and its strategy building. These are:
1. Identifying the proposition of extension programmes and projects
2. Preliminary examination of the proposition in relation to its implementation
3. Stating tentative solutions to the proposition
4. Thoroughly investigating the proposition through monitoring and evaluations;
5. Classifying the data/information received or obtained as per the programme structure;
6. Stating tentative answers/solutions to the proposition and
7. Stating answers to the proposition for adjustments and final evaluation.
· Changing Role of Extension Managers in the context of Globalization in Agriuclture
1. In the context of globalization in agriculture, extension officer major role would help the farmers to become competent decision maker in their farming. 
2. How well a extension officer can coordinate the efforts of the specialists to reach farmers
3. An effective extension manager has to 
· Function as a leader, 
· Function as a coordinator, 
· Function as a decision maker, 
· Function as a human relation practitioner and 
· Function as a motivator 
	to enthuse clients, farmers and other extension personnel to be inspired to attain the mandated objectives of the programme and helping each other for every stakeholder’s satisfaction and contentment.
· Management of Agriculture and Rural Development Programmes
· Rural development programme which encompasses agriculture and other essential areas must be seen in totality and as part of the organizational function or responsibility. 
· As we all know an organization is a structure made up of two or more people who accept coordinated direction to achieve certain goals. 
· It refers to a total system of relationships, arrangements and procedures of which the structure is a part. 
In an organization, there will be a 
1. Formal structure consisting of a pattern of positions, and parts created by those in-charge of an enterprise which forms the institutional framework within which it operates
2. Informal structure, a pattern of relationships which grows up as a result of interaction between people in the organization.
3. 
Research Evidence
Research Evidence No. 1.
Extension Agents as Administrators of Volunteers: Competencies Needed for the Future
Barry L. Boyd (2002)
· MATERIALS AND METHODS
· The Delphi technique was the method used to develop group consensus. 
· Three rounds were required to achieve consensus among 13 experts in volunteer administration.
· The panel of experts consisted of administrators of volunteers, directors of regional volunteer centers, Extension volunteer development specialists, and university faculty members from across the nation. 
· These experts were identified by their reputation and level of involvement in the profession and by their research and publication record in the field.
· Results
The following steps are necessary to enable Extension agents in all program areas to be able fully to utilize volunteers.
1. Systematic and ongoing faculty development in volunteer leadership is needed based around the five competency areas identified in this study. 
· Organizational Leadership
· Systems Leadership
· Organizational Culture
· Personal Skills
· Management Skills
2. Special attention should be paid to assessing and developing skills in the areas of systems leadership, developing a positive organizational culture, and personal skills.
3. Extension organizations should make the acquisition of these competencies a part of the employee's performance expectations.
4. Extension organizations should make faculty development time and resources for the acquisition of these competencies a high priority as they allocate scarce resources.




Research Evidence No. 2.

Strengths, weaknesses, opportunities and threats (SWOT) analysis for farming system businesses management: Case of wheat farmers of Shadervan District, Shoushtar Township, Iran
-Ahmad Reza Ommani (2011)

MATERIALS AND METHODS
· Areas : Shadervan district, Shouahtar Township, Iran. 
· n=165
· Selection of respondents  by random sampling.
In this study, the following phases were used:
1. Designing external and internal factors matrix.
2. Analyzing SWOT matrix.
3. [bookmark: _GoBack]Designing quantitative strategic programming matrix (QSPM).
4. Priorities identified strategies.
· The important strategies that must be considered are:
1. Development of poor local market opportunities and infrastructure.
2. Planting of crops with high economic values.
3. Development of governmental supports.
4. Preparing strategic plans for development of organic farming.
5. Considering the quality of crops.
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Seminar – I
Application of Management Techniques for Improving Agricultural Extension
Synopsis
During green revolution the extension system concentrated on resource-based farmers on irrigated tracts with capital-intensive technological options for a few crops. This approach has led to social inequality by creating pockets of prosperity covering hardly thirty per cent of the area, while seventy per cent constituting primarily marginal and small farmers has to operate under constraints of extremely limited capital resource base, traditional modes of operation, low productivity of the land and abundance of family labour. Hence, for sustainable agricultural production, agricultural extension is required to reorient its concept and change its approach. To achieve this objective, emphasis has to be given on generation of appropriate technology through participatory research. The aim is to develop a basket of choices available to the complex, diverse and risk prone agriculture in the developing countries of the world. Extension can contribute considerably in this respect by helping the scientists to develop knowledge of the resource poor farmers and their indigenous technical know-how and by analysis of agro-ecosystem-technology interdependence. Here question comes of management of agricultural extension or in other words how extension could be reoriented and redesigned through application of management techniques to suit the present needs of clients i.e. market demand in the context of globalization in agriculture. Keeping these aspects in view, the present seminar is conceptualized with following objectives: 
5. To understand the concept of management and management techniques.
6. To know different management theories and techniques
7. To know the implication of management techniques in agricultural extension
8. Review the research evidence related to seminar topic
Concept of management and management techniques
Management : The process of designing and maintaining an environment in which individuals, working together in groups, efficiently accomplish selected aims.
Management theories

1. Classical Management Theory
2. Human Relations Theory
3. Neo-Human Relations Theory
4. System Theory
Management techniques
1. PERT
2. CPM
3. TOWS matrix
4. Managerial Grid
5. Delfie Techniques

Research studies related to seminar topic

Barry L. Boyd (2002) identified 33 competencies required by persons leading volunteers. These competencies included skills in the broad constructs of organizational and systems leadership, developing a positive organizational culture, personal skills that will help them in developing effective teams and managing change, and skills in daily management of volunteers.
Ahmad Reza Ommani (2011)  reported that the strategies for farming system management were prioritized and they include: development of poor local market opportunities and infrastructure, planting of crops with high economic values, development of governmental supports, preparing strategic plans for development of organic farming, considering the quality of crops, considering farm sustainability indexes, using sustainable water resources management and development of extension programs based on farmers’ needs.

Conclusion 
	Agricultural extension is a part of the technology transfer system, which is primarily concerned with transmitting information and knowledge of important agricultural technology from research to farmer. As with research, extension requires adequate human and financial resources with the technical and management skills and knowledge associated with new technology to be disseminated to farmers. The extension personnel must be fair and firm, tactful and resourceful, sympathetic and considerate, knowledgeable, have broad social outlook, and have competence and confidence. These qualities will make him/her successful in his/her profession. In agricultural extension work, the extension personnel are the key in linking source of technology and its users. Therefore, their qualities and competencies matters most in effective transfer of technology to the clients
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