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tearns when they visit agent banks 13An important task of the

to understand the management

will bê under a tlme pressure

practices of the agent banks. The teaús

to learn ê great deal during a short

period. and they will Ír,ant to use lndirect âs well as direct means

to gain information. This memorâídum i5 designed to help teams ln

the tâsk of evaluating !hê managenent structure 1n the agent bsnks '

l{ays to obtain Informêtion

Three kinds of data-gath€ring instruments cen be useful ín field_

visits to development fiflattce inatitutions:

I. observations
2. intervievs
3. queat ionnaires

Observations yield lntuitive imptesslons and an overall uüderstandlng

of the banks. The BNDE team nêmbers alrêady have made auch obser-

vstions of eome banks. Sometimes obsetvations ÍlÂy be Eade mo.e sys-

tematicâ1ly thên at other tines. Àn examPle of a systemátlc wêy lo

evaluate an organization is attached to this memorâüdue in APPendix A.

InÊêrviews are generêl1y more syste$âtic than observatlons. Thêyi

too, can be relatively structured or ünstrúcturedr asking, fo! êxaoPle,

"what do you 1lke about your Job?rr or 'rIIoí saÊisfied are you rrlth you

pay?rr In the intêrview, the informatlon-collecting activity restticts

the freedom of the respondent more thân in observâtíons. This charâc_

!êristic has the disâdvantage that infornátion oay be lost because the

right questÍon is not ask€d, but it has lhe advantage that informatlon



Ís obtained fron everyone on questions which have been chosên as im-

Porta[t to aak.

t{ritten queslionnalrea are üsually the nost systeíâtic and atruc_

tureal íay of gatherlng informatlon about characteristics oÍ an ongoing

soclâl system, §ptcally, not only are sPecific questÍons a§ked' but

also the kind of ans\rer a Person can give ls â1so restricted' For ex-

eúple, â persoÍr askedr rrHow involve'l are you ln your \,ork?'r' is 1ikê1y

to average his f€ellngs of involvement over a period of time and re-

por! them or a scale raüging from "not very involvêd" to "comPletêly

involveal.rr He is not ablê to say that he feels very involved evêry

dey but Friday, when his a[ticiPation of the weekend dimíÍIlshês his

lnvolvement to ni1. While questlonneires rêstrict the nÚrbêr of thlngs

you can âsk about, they have the gleat advântage of Províding quen-

tltative inforúation on factors deened to be important' Such quánti_

tative ínformatíon is readily subjêctible to statlstical ánalyges in

oraler to aletefinlne the range of answers, the relatioÍlshlps of ênawera

to various questions (Íor exanPlê: sâlary and satisÍaclion)' and the

siSnlficance or imPortance of a particular factor'

Questionnâires can and should ask about factors irhich íe expecl

to chaÍrge durlng the couÍsê of the project. For êxample, we Probably

woulal predict improved comtrunlcstion beü'een the member banks and BNDE'

a greâ!êr accêPtênce of nodified BNDE PÍocedures, ând a feeling of

greatê! influence on BNDE by the EeÚrbers of the regionál banks'

Suqsest êd Procêdure in Vislts

-2-

questionnaire. wê urge that the besic pencllI. Use the basic

and paper questionnaire be aPplied uherever Possible by the field têâmg

when they visit banks. The basic questionnalre Íi11 Provide more Pre-
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cise lnforÍEtion on factors Idhich ate obteined thaÍr the less precisê

mÂnner in the observations aDd questioninS. The factors inctude such

things as corrErunlcationr motlvation, influence patterns, control pto_

cedur€s, and ideas about the developnen! bsÊkel. Thia úo!ê Precise

inforÍoatlon obtained from the bâsic questlonÍralre vill a1loÍr comPari_

sons to be made on ld€ntical questions bet\reen the varlous regional

benks ,hich are visited. ComPârÍsions cân also be mÂdê with other

organizaÊions t lthin B!4211 and outside the country, lncluding organi-

ations ln which the factors studled hâve been rê1âted to effective

operations. It ls suggested thet tldo qüestlonnÂires be edmiÍristêrêd

fátr1y 1atê ín the visit after trust has develoPed between Eeúbers

of the regional bank8 and the visitots.

2. Compl€te the Profile of Oreanízational Charâcteristics. This

one-page profile Provides a fast, convenient úay to record observâtions

of management chârâcteristics. See ÂPpendix A.

A nu!úer of spêcific3. Use the Llst of ouestlons as a Êuide

suggestions for points to observe or âsk êre 1l§têd in APPendix B' They

are useful in helping the observer learn about fftnagement characterls-

ticsJ and thêy provlde exêmPles oÍ wêys to leêrn about the arees on the

?rofí1e ín Appendlx A.

4. Study thê 3tâted and reâl dec is ion-makina Drocedures in â pêr-

ticula! êâse. IÍr addition to the use of these techniques, â falrly in_

Êensive study of a particular case should be conducted snd folloL'ed by

flo -cheÍting of the câse and quêstions about the actual êncounters

aúong the vêríous decision-mêkers involved. Ftoú a relâtively fu11

understanding oÍ a pâttícu1ar case, a better undelstard lng of the organi_

zatlon I B declslon-mêkiÍlg processes, goal setting, colúunícatÍons, ln_
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I
fluence pattêrns, motivation, ân'l 1eê'lership processes cen be obtained'

It ls suggested that the Pelson vlsillng lhe organÍzation read the

Proflle (ApPendix À) ând the questions (APPendtx B) b€forê the vislt

to fenlliarize himself lrith the importan! arees ln whlch !o seek in_

formatloÍr antl Posslble úays of obtaining this informetion' lle should

talk to people about !hê bânk, stuily a casê, and adminlster thê bâ8ic

questionnaire. At the close of the visit, he should complete the

Organizalional ProÍtle útth hi§ best estinate of the ansíers to êách

of the questions and recoral any observâtlons he feels are of Párticulâr
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Àppendix B

Suggested Questions ând Obs€rvations

].EÀDERSII IP

lloÍr much of the time is meÍragement actually ât the beÍ&?
-- I'u11? I{alf?
-- Ilor,7 many othet actlvities are they engeged in?

Do ríánagers denronstrate personal knoíledge of thê technicosl
Ilames, backgroundsi fani].y sitnation, êtc.?

Are successors being trained or reêdied foÍ €ach loP ma[agemeôt

POSt?

Does top management recognlze its problems? Do they articulate
them to you?

Do people underneath speak vel1 of their bosses?

What do outsiders thlnk of the mânâgêment?

Doês maoâgement êPPeâr to anticlPate Problems, as oPPoa€d to re_
act to crlses?

Iloí long has merurgemeÍrt been there, hoÍ, Long are they going to be

therê?

Does top Ínanâgement und€tstand where and ího its potentlal en-
trepreneur-borroírers are? Is it making plâns to teach thêaê eü-
trepreneurs? Can they produce haÍd data, e.9., surveys, etc.J
âs to theír market?

10. Dôes the tean get a Íeeling that toP management
of the rêa1 forces ât wotk in the organization?

has an awareness

MOTIVATION

Ask intervie!Íees to rêlate €specially §atisfying and dissêtisfying
expêriences they have had in the bank.

Ask people if they think they arê conltibutlng as much as they
could be cofltributing to the overâ11 vork of thê bank.

Check on the turnover rate. Has âÍrybody been fired in thê last
year?

One reason for âsking this question is that turnover up to
a certain point lndicates both thât the flânagement is con-
stantly trying to upgrade the pêÍsonnel âod that it also is
in a posltion to clear out deadwood. Thís practice in tuÍn
frequently iDcreases the motivâtion and the esPrlt of the
çorkers, who do stay as part of the continuing organization,
Other possible reasons fot turnover arê dissatisfaction with
bad managêmênt and better opportunities in other institutions.
The team will need to distinguish among forces.

5.

6.

7.

I



1 Nature and frequency of meetings between managenênt and technicâ1
1eve1a,

a. For \rhat kinds of purposes are meetings called?
FoÍ exampLeJ to exchange information, to mÂke declsionr
!o announce decióio[s, to solve Problêms.
(Team ought to try to ansrer these questlons by either
following the course of a Project through 1ts file or
by asking dirêct questions of thê peopl€ they are in-
terviewing. )

b. Is therê a high degree oÍ informal comnunicationi facili-
tâted by such things as têchnlcos Í,orking togethêr in the
same room, apparent easy access of subordlnêtês to superiors'
offices, social contacts outside lrorking hours?

c. Who is involved in the meetings?
d. Hou much preparation ls therê for the different Íoeetings?

Comrunciations arüong peers and between subordiflates and superiors,
(The following questiors should be asked regarding both the com-

úunications bet\reen subordinâtes and superiors, and among People
at the same leveI. )

COMMUNICATIONS

a. Erequency?
b. t{ho initiates?
c, Hoú hard are the people to see?
d. Whât is the degree of openness and tru6t in these colúnuÍIica-

tíons?

Things to look for:
Team can ask differenl peoPle the same question in order to
check accuracy of coftnünlcations.

2

Where are the meetings held? Where do people talk?

Hon much is rhe telephone usêd for coüt[unicatlona?

Do partles put on a coat or otherrise ctrânge demeanor
when deâ1ing with â suPeriot as oPposed to dealing \rith
a peêr?

Do parties go through secretaries ehen deali[g ÍriÊh eâch
other and úith superiors?

3

What are the dÍffelent forms of writlen comunicatlon?

Ho!, much is face-to-face cosmunication used as opposed to
written or telephone c orÍEnun ic â t ion ?

In general, compare the comnunication stylês between Pêers and
betaêen dif ferent Levels.



4

5

Are corrective Plocesses esrablishe'l ând usedJ bringlng actual pro-

"r""'-i" 
i*" with whaL id desired?

Àre the best peoPle in the best jobs? It -is frequently ê sign of

;; ;;.;;;.i ii good PeoPle are in bad jobs '

INII,UENCE

The Droiect teâm should Ery to find oul liho really.has lnfluênce and

"*".';:,ii;';;; i."li'ii'" írhat rs the rerative inrluêÍce or po!"er

:;";;.";":;;t;;i reveI. the dePartmenL heads the directors' the,

p".ilã""ii""iiã-rãno,i"g "'.'ggã"iio"s 
providá sone ideas Íor sêttlry

ât this.

1- who lalks to whom, hot' oflen? Do a sociometric -diagrâm' That

" i"-";i;;t;* shoulns the frêquencv with which dlfÍerênt peoPle

tâlk to each other '

2. How alo procedüres for Project evaluation get chaBged? In other
- 

ro.as. urtrac ls ttre PÍocess by vhich e:rlsEing Procedurea are

li""".ai 
-* 

the cectrnicat Ievel have anv sav in effectlns
chanles within Ehe bank?

3. Whêre and Írhen does the ba'k têáL1v decide on â project? Be-

fore the apprâisal i" u"e" "tatttai Before it is completed?

er'irlã'-i""íii-ar leve1? Àt the 
'lePaÍtment 

heâd rev€1? Erc'

4. tho signs the processes at lhe 
'liffeÍent 

levels âÍId hor'r much
- r.iu-ãã"" he d; in the process of sisning?'' -How 

often aloes he: a' Check with the man belol'?
b Disagree or Íej€cl the declsion of

the mÂn below?

Ilov much tine 
'loes 

the Process stay at eâch level?




