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The Organisation and Delivery of Social
Services to Rural Areas’
PATRICK JOHN MUZAALE*

ABSTRACT

A critical challenge now facing social development educaton in Africa is the
urgent need 1o specify, in concrete terms, the content of social developmen,
to isolate the basic ingredients of the toles and tasks of social development
praceitioners, to determine the knowledge, skills and behaviour requirements
of those roles and tasks, to design and produce the necessary teaching
materials, and to arrange relevant field learning experiences.

Introducnon

This paper attempts to conibute to the effort currentdy being made by
social development educaiors to meet the need for rmore specific content
and tasks in social developmeni. A diagnostic profile of rural life is presented
in order to highlight the typical problems of the rural dweller thar call for
social development intervention. Social development interventon is
conceptualised here as the systemaric assessment of human needs, the
design and production of social services, and the delivery of these services.
Viewing social services as an interventional instrument, whose inherent
sirengths and limitations ought to be adequartely appreciated by the social
development practitioner, this paper proposes a somewhat wnorthodox
concepuon of social services but one which is deemed w be appropriake w
social development in poor countries. A typology of social services is
atrempted as one step towards sensitising social development practitioners
to the spectrum of non-traditional social services that might be available in
their enviranment, and to enhance their discriminating competence in
choosing services for incusion in their iniervention package.

Some of the critical issues that underlie the organisation of social services,
the common obstacles o successful delivery of benefits to intended
recipients in rural Afiica, and the implications of afl of these for social
development curriculum and research are briefly considered,

In brief then, this paper divides into five themes, namely, a diagnostic
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profile of rural life, the natare of social serwces, basic questions underlying
social service organisation, ¢hallenges to the delivery of social benefits to
rural communities, and some implicadons for social development
curriculum and research.

Diagnostic profile of rural life

The profile of wral life presented bere is necessarily selective and is
intentionally biased. Its purpose is to direct awenton to the phenomena in
rural areas thax call for social development intervention. Thus, no attempt is
made 1o describe the brighter aspects of rural life, such as the caring social
relationships that exist among neighbours and relatives, the untapped
intellectual assets of rural people, the unexploiied natural resources of the
land, the unpolluted ammosphere, and the relatively high moral standard
with which rural people normally conduct their public affairs.

The choice of the aspects of rural life 10 be described here has been
inspired by Robert Chambers’ powerful concept of the ‘deprivation trap’
{Chambers:1983a). The concept sugpests five areas of assessment for the
social development practitioner intending to make a diagnosis in 3 rural
community. These areas include basic needs, the physical fimess of rural
people, the capacity for absorbiion of episodic shocks, access to critical
services, and their abiliyy w0 influence policies and decisions that intimately
affect their lives. These are, among others, the areas of bastc concern for the
social development practitioner. The necessary data has not been collerted
which will lend empirical support to what is being said here about rural life,
bu the purpose of the exercise is to articulate personal ohservations and 1o
draw implications for intervention and research. The discussion now wurns
to a consideraton of each of these five cases.

The basic needs, of which the development literature currendy speak, are
muzition, safe drinking water, reasonable dothing, reasonable housing,
adequate health care, education, and participation in critical dedsion
miaking. If one chooses an African country at random and assesses a random
sample of rural communities on these areas of basic need, the probability is
very high that a vast majority of rural dwellers would be found o be
malnourished, drinking unsafe water, wearing very.old or tom dothing,
sleeping in poor, unhygienic houses, lacking access to health care and
education, and excluded from meaningful participation in making decisions
that are of vital consequence o them, like fixing the price of the preducs
upon which their livelihood depends. Specially designed social services, of
one form or another, are needed as a direct or indirect means of reducing
deprivation in these areas of basic need. For example, organising the peaple
of 2 community and linking them to the technical advice and other services
of public health personnel might lead to the establishment of primary health
care in the community and to the eventual reduction of morbidity in the
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comrnunity. Morbidity veduction is likely to have widespread positive
consequences for other areas of basic need, and 10 reduce poverty in the
long run.! The sad scenario is that food supplies are erratic and are
quantitatively and qualitatively inadequate, and a substantial proportion of
the yural population suffers from seasonal hunger; water supplies are far
from developed and liitle or no technology exists in the rural area 1o tap
underground water, t¢ conserve rain water, or to proiect existing wells and
springs; many of the diseases rural people suffer from are preveniable and
are associated with drinking unsafe water, and a significant propaortion of
rural people’s precicus time is spent on collecting water from very distant
sources, This scenario implies that there are many potential
areas of entry for social development intervention.

The deprivations outlined above have the effect of undermining the
physical fitness of household labour. Because they have insufficienty
rmtritions diets, drink unsafe water, and live In unsanitary environments,
rural people are constantly exposed to debilitating diseases which, in the
absence of adequate health care, remain insufficiendy treated and
undermine physical fitness. Maiy rural houscholds often experience labour
crises, particularly during the rainy seasons [Charnbers:1983b). A recent
series of research studies in Africa and Asia have esiablished that there is a
seasonal dimension to rural deprivation and that deprivation reaches a peak
during the wet seasons when food supplies tun out, malnourishment
mounts, water-borne diseases increase, and labour-demanding activities
assurne the preatest urgency. Physically unfir, many village people fail to
undertake productive agricultural activities at the right tirne and are exposed
to further deprivations,

A very important area of raral life, that calls for continuous assessment, is
the capacity of househelds in the community ra absorb episodic shocks thar
may gccur in their environment. Episedic shocks in the rural environment
include the upanticipated, unfavourable, sharp discontinuities in conditions
of survival. They include natural hazards like drought, floods and visisations
of locusts, which may lead to total crop failure or death of livestock. They
also include man-made problems, ke civil wars conducted in the rural
areas. An outbreak of human disease may have the same effect on the
household’s econemic survival [Muzaale: 1980}, The ability of a household
or community o withstand the impace of negative events like this is a
funetion of the size of its buffer stocks, cash savings and other reserves. The
longer the duration of ihe envirenmental shock the larger the resetves
needed o sustain the household. Unfortunately, however, the vast majority
of rural households live hand o mouth and are constandy subject 1o pre-
harvest hunger, and episodic shocks are exceedingly dangerous to rural life,
Community assessment on this criterion would result in a ranking and
counting of households according to their resilience. Social development



3¢ Palrick John Muzaale

intervention would take remedial, preventive and developmential forms —
food relief, promotion of famine insurance crops like cassava — and
facilitate as well as accelerate agricultural development or otherwize create
employment for the landiess. Preventive action would require the
establishment and efficient operstion of a social mouitoring and carly
warning system. This is a critical area of social development intervention,
needed o reduce valnerability.

An equally important area of rural life that deserves assessment is the
degree wo which a communiry has physical and social access to the wital
resources of health care, schools, agricolural and veterinary extension
services, essential consumer goods, and marketing facilities. Again, even in
this regard, many African villages are isolated from these resources, either
physically or socially. Health care, educational facilities, marketing facilities,
and consumer goods tend to be concenrated in the national and discict
capitals. In some countries the cost of aanspert 1o utilise services in the
urban centres often exceeds the money value of the services likely to be
secured there. This is especially wue of health care. Moreover, even the
carriers of publically financed technical services, the extension workers, tend
to siay away from rural areas during the wet scason, a season during which
their services are most needed — the so called dry weather bias of urban
rural development workers (Charnbers:1983a/b). Even when they do visit
rural communities, extension workers tend to prefer te serve only certain
kinds of households: those of progressive farmers. The latter de not only pay
the extension workers special per 4igm, but also offer the higher probability of
suceess of extension services. Social development intervention is needed to
reduce the physical and social solation of rural households from cridcal
services.

The final area of need assessment to be considered here is thar of the rura
dweller's ability to influence decisions and policies that affect their lives, This
ability may be assessed in termns of the number of effective channels of
participation in public decision making chat are open to them. These may
take the form of pressure groups (like cooperatives) and have been
appropriately referred to as upward representation linkages (Person in
Leonard et al:1982). In most African countries these upward linkages have
cither not been esablished or not allowed to develop to levels of effective
funcioning. Thus, the typical rural dweller is unable, for example, to
influence decisions on produce pricing and on the location of social service
facilities. While this is a Jegitimare area for social development intervention,
litle consensus exists among praciitioners as 1o whether the profession has
as yet developed a “safe’ interventional technology for use in countries with
regimes that cannot tolerate concepts of power sharing. The challenge for
social development practidoners in this area is to devise strategies for
imparting leadership and management skills to the rural dweller, while at
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the same time finding ways of convincing the intolesant politician that power
sharxing is in the interest of all, including the politician himself, In this way
the day may come when the voice of the ordinary rural dweller will be
institutionalised in the conducting of natjional affairs.2 Ingtitationalisation of
that voice is 2 crucial means to, as well as a significant index of, social
development.

The pature and role of social services

A careful examination of the social history of any society would reveal thai
social ‘services are an important instrument of social intervendon, Their
substance, specific purpose, and manner of provision may vary over tme, as
social policies vary, but their essential role remains chat of collective
provision designed ro meet selected human needs. To use an imperfect but
wsefol anzlogy, the role of social services in dealing with individual and
collective needs is like that of medical drugs in curative and preventive
health care. Just as medical practitioners must thoroughly understand the
nature of the drugs they preseribe, so also must the social development
pracdtioner undersiand the nature-of the social services he prescribes. This
section of the paper proposes what the present author assesses to he the
conception of social services that is appropriate to the unique concerns and
conditions of social development in poor countries, The set of social services
that is suggested by the conceptualisation 1o be presented here will indude
many that are, admittedly, unconventional social services. Bui conventional
social services cover only a suhset of the concerns of social development in
peor couniries. In order o sensitise the social development practiGoner o
the specorum of unconventional social services that may be available or
organisable in his environment, and to enhance his discriminating skill in
the choice of serviceg and in the composition of his interveniion packages, a
typelogy of social services is also presented. The presentation is prefaced
with a brief review of convemtional conceptions of social services.

Concepts of social services in Western Europe and North America, which
inform much of social work education and practice in Africa today, were
originally developed from a residual view of secial policy. Socal services
were originally conceived as social benefits organised and financed by the
many, that were well-off, for the individual consumpdon of the few, that
were assessed to be deficient and incapable of fending for themselves. They
addressed the recognised needs of the minority seeking 1o overcome
personal, rather than systemic defects (Rrown:1977). While this conception
of sacial services sull appeals to the conservatives of the West, it is being
abandoned by.an increasing number of social amalysts in favour of the
institutional view, which confers a much wider societal role upon social
services (for instance Wilensky and Lebeaux, 1985; Wolins, 1967}, But even
this emerging, wider role of social services in advanced countries has the
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human problems of industrial soctety as its focus, and is only partiallv
relevant o the primarily rural, agrarian problems of mass poverty in
developing countries. There being very few rich prople in Poor counnies,
social services must be arganised for, and sustained bv, the majority of the
poor themselves, to address primarily rural, agrarian problems of living,

Now the discussion mrns w the construction of a concept of social
services that is relevant to social development in Africa. The concept
includes the material benefits, technical services and emotional support
services provided by government technical ministries, voluntary organisa-
dons, and local mutual aid groups. They are distinguishable not by the
occupational identities of those who produce the individual services but by
their divect focies on increasi ng the capacity of households to improve their
own resource base and to apply it effectively 10 the sohution of problems and
the satisfaction of felt needs. This set of largely unconventional social
services includes, among others, agricultural extension; public health;
health education; marketing services; the construction of various infia-
structural services, like roads and food storage; water development schemes;
and producer and service cooperatives.® As their large number and diversity
indicates, they are scartered and are to be found in all governmental and
non-governmental organisations. They are not concentrated in one single
mtimistry, as conventional social services tend to be. They are distinctively
social services if they are produced, synthesised, and defivered 1o the
recipient individuals, households, or communities, guided by an all-
embracing vision of the beneficiaries’” needs and social sitation, Since the
social development practitioner’s intervention is typicaily guided by an
aggregated view of the needs of a human being, it is normally the
participation of the social development practitioner in the organisation and
delivery of these services that is likely to give them the distinctive character of
a social service, as here defined. This also means that any other kind of
professional may converr these discrete services into social services, if he is
guided by that all-embracing view of people’s needs. Social services are
validly evaluated if they are examined in terms of their conmibution to a
timely identification and cotrect assessmemt of needs, and increasing the
capacities of individuals, households, or instutions o meet the needs.

At this siage it is necessary vo present a typology of these very broadly
conceived social services in order to darify their important dimensions and
to deepen the social intervener’s undersianding of his tool. A social service,
ot set of social services, may be classified by its dominant obective, its
primary auspices, or the dominant form it takes. On the basis of these
criteria a number of social service typologies may be generated. Each of
these dimensions will now be considered in turn.

Considered in ierms of typical dominant objectives, social services divide
ineo three categories, corresponding to the three conceptually distinguish-
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able emphases of social development, namely, the developmental, the
proventive and 1he remedial. Developmental social services include, but
are not limited to, formal education, exsension education, and the services
of all organisations that serve producers, The consumption of developmental
social services are hypothesised o result in an increased quality of life based
on increased higher produciive capacity, both acmual and potencial.

Prevenuve social services include, among others, family planning
programmes, youth service programmes, public health and health
education programmes, soil conservation and aforestation programmes,
meteorological data, devices of social monitoring and the early warning
signals they might provide, and the steps caken o encourage the production
and maimenance of buffer stocks, as well as to promote famine-insurance
crops, such as cassava. As can be seen, preventive social services are highly
diverse and, accordingly. demand the co-ordinative contibution of the
social development praciitioner. Preventive social services are hypothesised
to reduce the vulnerability of, especially, rural households and communities,
by increasing their ability to absorb episodic shocks that may occur within
their environments. By episodic shocks is meant, as earlier defined, the
unanticipated, nnfavourable, sharp discontinuities in the survival situation
of a social entty which could serfously endanger its life, unless there are
back-up resources available. The main purpose of preventive social services,
therefore, is o increase absorptive capacity and social resilience by
increasing social preparedness against episodic shocks (Muzaale: 1980).

Remedial social services, alwernatively known as social welfare services, are
the more familiar category of social services. These largely correspond to
those originally conceived in Western Eurpoe and North America, as
already explained in the preface to this description, and do not need further
claboration here. Remedial social services jnclude, but are not limited to,
services for the mentally and physically handicapped, probation services,
services for the abused or battered child, various child welfare and adoption
services, marital counselling services, and reformatory schools. Professional
skills for dealing with these problems are regarded as social development
skills only to the extent that they incdude a capacity and concern for relatdng
correctional actions in this area to long tenn, developmental ohjectives. The
common feamre of this category of services is that they are highly resource-
demanding, although their social benefits are highly uncertain and ypically
take very long to be realised. Tt is assumed thac, where developmental and
preventive social services are effective, the need for remedial services will
decrease rapidly, though nor disappear altogether,

If social services are categorised by auspices three sub-categories are
discernible as followws: stafufory, veluntary, and communa! social services.
The significance of viewing services in terms of auspices is that it direcis
attention to the policies of the supplying agency regarding who is entitled to
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services, methods and sources of funding, and mechanisms of delivery o
Tecipiéies. Statutory social services are eswblished by social legislation,
which specifies the target group, sanctions which iax revenue shall finance
the services and establishes the bureaucracies that will produce and
distribuee the services. Siatatory social services include all the technical
services and other social benefits administered by governmental
bureaucracies, as earlier explained.

Voluntary social services are provided voluntarily by, and on the inftiadve
of, philanthropic private agencies, like the Red Cross, Save the Children
Fund, Oxfam, the YMCA, YWCA, and Family Planning Associations. These
services are conceived, financed, produced and delivered by these private
organisations. Aldhough private charitable organisations receive govern-
ment subventions through the national councils of sodal services, the hall-
marks of voluntary social services are private initiative and private funding.
Further, it is important 1o note that these services have historically been
critical to the growth of statutory social services, in thar the former have
typically pioneered the identification of some needs and the creation of
provisions for them, thereby stimuladng social legislation to establish
corresponding statutory social services. It must be pointed out, however,
that social legisladon has alse influenced voluntary social services,
encouraging or veiarding their growth, through the legal provisions that
govern the establishment and operation of those services.

Communal social services are those ovganised informally for a household
in need by local muwal aid groups, under the supervision of ad hoe
waditonal village leadership.* A good number of services that are of grave
imporiance to rural families fall into this category. The first example of these
are the services organised for a bereaved family by others in the
neighbourhood, which consist of contributions of food, funeral expenses
and spending a number of nights in the home of the bereaved family in
order to provide social-emotional support. Other examples include the
benefits of rotating credit and saving groups and those of labour-sharing
groups, especially during such perieds of acute Iabour demand as the
planiing and harvesting seasons. It would be a good idea for social policies ar
the national level to formally recognise, support and build on these local
mutual aid groups, in the same way they support formal volunary social
service agencies.

Finally, it is alse important to classify social services according to the form
they take.* Some forms of benefit offer a greater degree of choice to the
recipient as to use and to delivery agency. The greater the freedom of choice
as 1o use, as in the case of cash, the more difficult it is to ensure that the
benefit shall be used for the socially intended purpose. Gilbert and Specht
(1974) discern six categories, namely, opportunities, services,® goods,
credits, cash and power. This is 2 much more precise way of analysing social
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services than limiting the categorisation to *cash” and *in kind’ forms, and a
grasp of these very many forms should be helpful to the social develapment
practitioners in creatively concepmalising or discerning social services
within their operaticnal environment.

Considering the many criteria for classification of social services thar have
been discussed here, numerous forms may be discerned. If the sub-
categories discernible under the main criteria of objeciive, auspices, and form
are juxtaposed, numercus other sub-categoties may be generated and
further precision achieved, but there has w be a limit o the pursuit of
precision, and this wiil of course depend on the practical purpose under
consideration. It must be pointed out, in conclusion, that a social
development praciitioner needs o be acquainted with a wide specorum of
social services and understand what professional objectives he can achieve
with each type of social service.

Critical issues in social service organisation

As may have become evident, social services are benefits collectively
organised and provided te consumers on non-market criteria The
organisers are normally employees of sponsoring agencies, the organisa-
tions under whose auspices the services are provided, When goods and
services are prowcled to consumers through the market, the critical
organisational questions invojved, like what should be produced, how
much, for whom, who shall pay for them, how they shall be produced and
distributed to the iotended consumers, are all answered through the
technical market signals of supply and demand, which every experienced
business manager can, by and large, decipher. When it comes to the creation
and delivery of social services, however, the policies of the sponsoring
agency, and the professional judgement of the social development
practitioner who implements therm, must take into account the role of the
market mechanism in assessing need, determining the extent of need,
gathering information concerning the location of intended recipients, and
designing an appropriate mechanism for delivering the services to them. In
the forthcoming paragraphs these issues are ¢laborated, except the issue of
service delivery, which is separacely dealt with in the next section, Given the
limited amount of time and space available, these issues and questions are to
be considered only briefly.

On the question of need assessment, the diagnostic questions thac are
relevant 1o work in the rural areas have already been elaborated upon in the
presentation of a diagnostic profile of rural life. The role of the social
development practitioner is to interpret, and apply imaginatively, the
policies of his employing agency in determining the areas of need and target
groups that his agency allows him to serve. He muse, of course, provide
information to the relevant agencies regarding needs and the target groups
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which he identifies but which agency policy does not permit him to serve, In
principle, the issue of whom to serve is determined by agency po]icy as
interpreted by the implementer, while the questions of how much service to
provide is determined by the assessed extent of need, on the one hand, and
by the agency budget and-other organisational constraints, on the other.

Determination of what service to produce is joindy determined by agency
policy and the professional judgement of the implementer. The later is
guided by his theories regarding the causal relationship between assessed
needs and the available alternative need-satisfiers, the social services. It is
here thar a deepened understanding of social services, as instruments of
social development intervention, becornes one of vital importance. The
social intervener must use both theory and practical experience about needs
and services o compose his soctal service interventdion package.

Answers concerning the question of financing soctal services differ,
depending on the type of auspice involved and have been largely dealt with
already in the discussion of social services by auspices. Suffice it 1o say here
thar sodial services have rediswributional effects if the group dhat pays for
them is different from that which consumies them. In the case of statutory
services, for example, resources are transterred from the rich to the poor, if
such services are financed by revenue from a progressive ax and consumed
predominanily by the poor. If, on the other hand, a stamtory service is
consutned predotninantly by the rich and financed by revenue derived from
alargely regressive Lax systern, as is the case with urban-based social services,
like education and health in devetoping countries, it rediseributes resources
from the poor to the rich. Export taxes, which are levied on export crops via
marketing boards on a flat tax rate basis, and which governments in poor
countries are best able to use, are examples of a regressive tax, In a regressive
tax system, the propeoriion of the fax payer's income paid out in taxes
decreases as income increases. This is an imporant organisational issue to
remember in designing stattory social services and in thinking about their
consequences with regard to socdial justice.

The question of how to produce social services is exceedingly difficult to
answer in definitive termns. Social services, as they have been concepmalised
in this paper, ofien require to be produced in relevam: packages, which are
rarely produced by one single agency. There has 10 be established a number
of operational inter-agency linkages through which a social service package
may be produced and implemented. The type of social development skill
needed here is one of use of inver-agency collaboration. It requires a
tharough knowledge of the geography of local services and the policies
under which they are provided.

In summnary, the organisarion of soctal services calls for a very wide range
of skills, al} of which have 1> do with deriving answers to questions about
preduction and distribution, which are answered through the markes signals
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of supply and demand in the case of goods and services provided to
conswiméers on market criveria. Other skills bave to do with establishing and
using inter-agency collaborarion.

Ohstacles to social service delivery in rural areas

A most elusive, yet critical, objective in social development is to deliver
social benefits (o those whom social agencies have assessed as needing them
for the purpose of improving their own situasion and society at large. The
obstacles to social service delivery are baffling, particularly where the
recipients to be served are rural dwellers. The search for explanations of the
problem and for analytical frameworks to guide diagnosis and improved
firture performance has engaged the auention of many outstanding social
analysts over the past decades. The achievements made by the analysts so far
are primarily analytical, and many incisive observations of the magnitude of
the problem, as well as tentative prescriptions, have been reported in the
literature’ {Esman et al, 1980; Leonard, 1982:1). Indeed, the comparative
difficulty of the wask of rural development has been aptly summed up by
Leonard {1982} in an interesting note:

President Nyerere once remarked that while the United States was trying

wg reach the moon, Tanzania was striving to reach its villages. It appears

that Tanzania had the harder task and one more critical for development.
While the United States reached the moon seventeen years ago, Tanzania
is siill groping for an effective organisational arrangement and optimum
skrategies, as well as linkages, through which development agencies at the
centre might reach the villages at the periphery with needed services. The
number of alternative institutional approaches ried in Tanzania is a vivid
testimony to the incricate nature of the task of delivering services to the rural
dweller.” In this paper, four basic obstacles 10 service delivery have been
distilled from the growing literamre on the subject. In brief, these four basic
ochstacles, which are presently o be considered here, are bad rural roads
and sparseness of rural populations, unfavourable rural social structures,
problems of personnel adminisration, and inadequate inwer-agency
collaboration.

Bad rural roads and sparseness of rural population are the problems of
access and isolation already described in the diagonstic profile of rural life.
The majority of African countries have few all-weather roads in the
counuryside, with the resule that a siguificant proportion of Tural
communities are inaccessible to service providers during wet seasons and
many cannot be reached with relief food in cases of severe famine, In fact,
this accounts for what Chambers has termed the “dry weather bias’, ‘lammac
bias’, ‘road side bias’ and ‘urban bias' of technical service providers
{Chambers:1983b}, The sparseness of rural populations also presents a
serious problem for service delivery. To enhance the access of the scattered
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people to services means spreading the available.resources thinly over wide
geographical areas, which may not only render some services meaningless
and too costly per person served, but also in some cases techmically
impossible. The situation implies a choice between centralisation and
decentralisation of services. For example, a curative emphasis in health care,
which often imvolves indivisible echnology, would require services to be
centralised, while a preventive emphasis. permits a greater degree of
decentralisation. It has been said that it was the need o overcome the
problem of a sparse rural population that led Tanzania to adopt the Zanmaa
approach to rural development. It appears, however, that this highly
innovative social policy did not receive the complete support of the Tural
population which it was designed to serve. The present paper has not had
the benefit of exposure to the literamure documenting experiences and
pracesses of the government's “villagisation' ¢campaigns in the rural areas,
and can only speculate that the participation of the affected rural population
in the programme was inadequate. It is entirely possible, for example, diat
the very people whose condition called for the interventional package of
services developed in Ujzmaa villages did not perceive the move as a helpful
solution. Tanzania's villagisadon experience confers in this respecta degree
of validity to Leonard’s prescription that, given the always incomplete
knowledge of the rural environment, implementation of rural development
programmes need to be adaptable and prepared to adjust their procedures
and assurnprions in the light of the incremental knowledge obtained from
unfolding programme experiences. Leonard discerns and explicates four
organisational requirements for implementing agencies, and these are of
relevance here: a special comminnent of programme staff to che delivery of
services 10 the poor; adequate programme resources and technical
resources; adapeability; and community participation.

Social structures ave a variable of exceedingly great impornance to service
delivery, miore especially in rural areas, First, cheir characieristics tend wo be
the critical determinant of the ease, or lack of ease, with which meaningful
community participadon may he incorporated into the delivery process.
Secondly, they influence she likelihood of a social programme being
“hifacked’ before its benefits are delivered to the intended recipients. In this
regard, Leonard has observed that certain kinds of social soructures “are
more likely than others’ io permit the local elites to ‘appropriate’
programme benchits, and, further, that certain types of social programmes
are more likely than others to be “vulnerable’ to such appropriation.
Vulnerable programmes are to he found in all sectors, be it in agriculture,
education, health or public works. One pertinent example of the kind of
programme that is likely to be vulnerable in agriculture is one involving
monopolised input or product marketing facilities. Social development
practitioners need to be keenly aware of thes¢ unfavourable possibilities and
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to act accordingly, both in programme design and implementation.

Another set of service delivery problems in rural areas lies in che
dimensions of programme personnel administration. To maintain morale
and motivation among field swaff requires the provision of favourable
working conditions, including reasonable housing, impartial weatment,
timely payment of salaries and allowances, consistemt personnel policies,
and promotion based strictdly on merit. Secondly, in order to ensure efficient
and effective field performance, as well as adequarte accountability within the
programme, effective field supervision is critical. All of the above
mentioned personnel management requirements are likely to be a missing
ingredien: in most of the Tural service delivery systems operating in Africa
today.? It is situations like this, among other faciors, that often make for
inadequare commitment to the delivery of services, especially to the rural
poor, by programme staff.

Finally, there is the prablem of achieving adequaie inter-agency
collaboration. As peinted out at the beginning of this paper, the social
services that are relevant to social development are best conceived as
consisting of an intervention package made up of specialised services
mobilised from different service agencies in order to address complex
human needs. From that perspective, it can be readily realised that the social
service delivery system of a counury, considered as a whole, may suffer from
the sibling rivairy and selfishness that commonly exists among service
agencies whose collaboration is essential to the processing and delivery of a
package of needed services. For example, the field staff of the minisiries of
health, agriculture. veterinary services and education can ofien be seen
going to the field to meet “their own dients’ individually on different days of
the week, each teamn using its own transport, and some teams not visidng at
all for lack of wanspord It is impossible under such a system to produce and
deliver an integrated and ecffective bundle of services to the rural
community. The remedy lies in the establishment of some effeciive, co-
ordinating authority equipped with adequate administrative resources as
well as inter-agency collaborative skills. In the Ugandan example the Prime
Minister’s office is responsible for co-ordinating the numerous rehabilita-
tion programmes that have been offered by both national and international
relief agencies. However, becanse of the magnimde of the task and the
service delivery botdenecks referred to earlier, co-ordination is being
performed with limited success.

Implications for social development curriculum and research

The observations made in this paper concerning organisation and delivery
of social services to rural areas have such wide implications for social
development curriculum and research that all that can be attempted within
the dme and space available is wo categorise them and to discuss the resuitng
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categories briefly. The implications to be considered here relate i
knowledge and skills requirements, teaching methods, teaching materials,
and the relevant areas of research.

The demands of rural development require that che training of a social
development practitioner equip him with a systernatic knowledge of rural
life and crucial aspects of the rural environment. He needs to know, for
examnple, what is making it difficult for the rural dweller to adequarely meet
the basic needs of nuirition, clothing, shelter, health care, education, safe
drinking water, and participation in vital decision making, He also needs io
know what forces are acidng together to increase the vulnerability of rural
households, especially sulnerability w sharp seasonal changes in his
livelihood-producing environment. Unformnaiely, there exists litle reading
material that can provide information in down-to-earth terms.

In addition to this knowledge, the development praciidoner needs to
acquire such imtervendon skills as human assessment, ineerviewing,
preblem formulation, social programme development, resource mobilisa-
tion, programme implementation and programme evaluation. To acquire
these skills, there must be a fieldwork component in the training. Among the
most suitable placement agencies for this purpose would be those agencies
operating in the rural areas, and which have suitably trained swaff 1o
supervise the student. Since few agendes employ suitably trained student
supervisors, aining institutions ought to mount regular training work-
shops for field supervisors in order to prepare them for that responsibility,

The choice of teaching methods in social development needs to take into
account the namure of knowledge, skills, and artimudies that a student must be
enabled to acquire. Theoretical knowledge calls for systematic lectures,
followed by small group discussions or serninars. The acquisition of relevant
skills requires the involtemnent of the student in carefully designed field
experiences. This requires the mraming instiution to find out the types of
experiences that corventy-implemented field programmes are generating.
In this regard, thete is a need for close collaboration between training
instimutions and rural development agencies. The two need to cooperate in
order to enable students to learn from suitable practical experiences.

As already pointed out, there is litde locally-relevant reading maierial
available to recommend to students. There are a variety of textbooks on
roral development, but these tend to be too global in focus and are in nearly
all cases generated by international researchers, many of whom generalise
from limited obhservations. There is, therefore, an urgent need for the
production of locally relevant materials based on adequate observatons and
conceptualisations of the local scene. Among the reading materials of
poteniial value that are immediately accessible to many African training
instinitions and which could be creatively used, are the field reports and
dissertations of past students, as well as research reports of the teaching staff.
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Unfortunately, however, the focus of the latter tend to be dictated by
research funding agencies which nearly always determine the areas of
research to be undertaken.

Potentially imporiant areas of relevant research in social development
include those concerning the emerging survival strategies of rural people;
the factors that tend to make them successful or to frustrate them; the
diseribution of vulnerable households in the countryside; the trends that are
generating various types of vulnerability and the characteristics of local
social structures in rural areas, together with their impact on rural service
programmes, to mention a few. Since the knowledge sought through
research is to be used collaboratively by the social development practitioner
and his clients, students and their teachers need 1o engage in participatory
research. In this type of research, the villagers and the researchers wili joindy
define the problem that needs to be scudied, agree on the reasons why it is
necessary (o carry out that study, agree on the strategy for collecting the
necessary information, co-operate in the analysis of the collected informa-
tion, attempt 1o achieve a shared interpretation of the findings, and discuss
together the issue of what is to be done in the light of the findings. Thas type
of research is likely 1o lead to the production of a more retiable fund of
knowledge abour the rural situation and to increase the knowledge of rurat
dwellers about their own situation. Above all, it is likely to make teaching,
learning, and social development intervention more effective.

FOOTNOTES

L It is now believed by a growing number of development professionals thal the most
meaningful indicator of development and poversy-reduction is the degree to which hasic
needs are met in a community. See Jossy Bibangamlsah, “Approaches to proliloms of rural
poverty in Africa™ in Kiros (ed) Challenging Paverty, 1953, OSSREA.

% The current government of Uganda {since January 1956) of the Naional Resisance
Movement has enablished a hierarchy of dleciive comminees of the Movement, front the
village to the naticnal level, 1o which people of any palitical party are freely elected by the
lecal people. These commiiess conld become important upward representational linkages,
ifthe top national leaders are genuinely commiced oo the idea of power sharing at all levels of
sociery. Itis now, perhaps, too early to assess this and the committess thernselves are yet 1o
mature into effectively performing groups perceived by the people as viable problem-
solving instruments.

3. A recem series of studies on decentralisation and organisational linkages brings cut the
social service components of the work of ihese organizamions and offer conceptual
frame works for analysing the organisational requirements For serving the rural poor. See
David Levnard. oLal ied) Institations of Rural Development for the Poor, Berkbey (1982).

&, The local committees of Uganda's National Resistance Movemen [see fivunote no 23 may
in time earn leadership roles in this ficld of welfare, if they establish theinselves as vizhle
ptoblem-solving instruments.

5. For an extended explanation of the social importance of providing benefits of one form
rather than another, see Neil Gilbert and Hartv Specht, Dimensions of Social Welfare
Folicy, Englewood Cliffs, New Jersey: Premtice-Hall, Inc 1974, pp 82-102,
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6. Nowe that in Gilhert and Speche's Scheme of analysis “Services” rebers primarily w social work
services. In our scheme ewerything is services, except that the words *technical services” are
used to identify all bencfies in insangible form.

T. For an amalyical review of some of Tanzania's frustrared experiments in insinationsl
budlding for rural development, see Dan Mudoola's chapter “The Pathology of Instinutional
Building', in Kiror jed) Challenging Poverty, OSSREA, 1953,

3. Tn a recent study conduoted by the author and associates for USAID Kampals office,
concerning the contribwiion of ceniral government institudons to the survival steavegics of
rural households in Uganda, the following service delivery boalenecks were identified in
the field: lack of oanspoct, lack of progamme fonds, kxk of houwsing and office
acoommodarion for field seaff, lack of stadonety, and lack of contace with the Headguarters
m Kampala. In many cases techiical assistance was only being delivered o honseholds
which could meet the expenses of extension workers. See Carol Jaenton, fosephine
Harmsworth, T Kabwegyere, and ¥ | Muzasle, “Social and Institwrionat Profiles of Uganda™,
HSAID Kampala, 1984.
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