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Joint GOP/AID Evaluation of Bicol River Basin Development Program

July-August 1977

The objectives of this review were stated as follov-l/ by joint
agreement of the Government of the Philippines and the U.S, Agency for
International Development:

"1. The assessment of both the level of participation of
all concerned agencies and groups and the level of accom-
plishment,

2. The recomnendation of methodology for the more
effective implementation of development objectives and,
vhere necessary, the reorientation of goals to increase
program effectiveness."”

The suggested Scope of Work included a long list of rather detailed
matters to be examired, and concluded with the following summary state-
ment:

“To summarize, the general evaluation of the total integrated
program effort will be undertaken with a view toward:

- assessing the strengths and weaknesses of the current
Bicol Program and USAID support project.

- suggesting modifications in strategy, organization,
management, and operations where deemed appropriaste.

- establishing the utility of the integrated eres approach
and institutional forms for the Bicol River Basin program,
spin-off effects to date, and the prospects for its appli-
cation in other aress of the Philippines (and other’
developing countries).

= the overall thrust of the evaluation will be in terms of
operatinnal relationships across all participating entities
including AID to bring about necessary integration, not the
internal orgsnization of the BRBDP,“

The review has been conducted through a combination of examining
program documents and by in-depth congultations with a large number of
persons in the program itself, in agencies of the Government of the
Philippines, and in USAID, Part of the process was to develop tentative

1/ See terms of contract AID/ASIA-C-1260 (Philippines)
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hypotieses early in the review and then reexamine and revige these in
several successive meetings, a week or two apart, attended by all members
of the Evaluation Team, sometimes with the collaboration of addicional
persons.

Our Report consists of a General Statement covering our najor
conclusiong about the Bicol Program. That is followed by five appen-
dices. The first reports in detail our exeamination of many of the points
raigsed in the Scope of Work, especially with respect to the program's
success in schieving its stated purposes. That is followed by appendices
on Data Collection in the Bicol, on Popular Participation in the Bicol
River Basin Development Program, on comparison with other Area Development
Programs, plus a chronology of events related to the Bicol Program.

GENERAL STATEMENT

Our major observations about the Bicol Program can be stated in tae
form of answers to five questions:

1 What is the Bicol River Basin Development Program?

II Have adequate organizational and institutional
arrangements now been set up within which the Bicol
River Basin Development Program (BRBDP) can be carried
on, or is a further period of institution-building
ad-'igable before additional major projects are under-
taken?

III Have the activities being carried out as part of the
Bicol River Basin Development Program been well chosen
to serve the goal of reising per capita incomes in the
program area, and especially the incomes of the poorer

people?

IV  Did the initial AID Bicol River Basin Development Project
generally achieve its purpose, and is the proposed new
project appropriate to the present need?

v Is the Bicol River Basin Development Program such that it
could advantageously be replicated in other placea?

In its first four years, the Bicol River Basin Development Program
hae made admirable progress. As the first effort of its kind in the
Philippines, it has had to make ita way without the benefit of historicsl
precedent. It has had to devise new institutions and procedures to serve
a _new concept. Despite setbacks and delays, it has successfully accom-
plished its basic objectives. It has:
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== succeeded in focusing national attention on the development
needs of a specific geographic area:

-- attracted to the area a range of analytical talent previously
not available;

-~ encouraged the compilation of an unprecedented amount of
information about the resources and the economic and social
life of the area: '

= identified a wide range of projects which need financing 1if
the economic and social life of the area ir to be improved:

-- establighed a competent interagency planning apparatus and
process vhich has set tsrgets, and completed prefeasibility
and feasibility studies on component projects:

-« encouraged participation by all levels of the administrative
structure, by the local political structure and by a wide
range of private interests in the decision making process;

-« provided forums for vital informal communication among
con:erned individuals and organizations., Efforts have been
made to accomnodate the formal ingtitutions to the informel
channels. As:a result, planning information is widely dis-
persed among ‘the concerned agencies:

«- increased the spending of public (and possible private)
funds to meet the needs of the program area;

-« helped prepsre a development plan for esch sub-region, the
costs and components of which are reflected in the Ter-Year
Plan published in 1977,

Perhapes some of these things would have happened withdut the existence
of the Bicol River Basin Development Program, but there is little question
that the existence of the Program accelerated and accentuated their progress.
The Bicol River Basin Development Program has systematized and institutionalized
what would otherwise have been sporadic and limited.

We attribute these achievements to three factors. First, a considerable
amount of groundwork had already been done whan the program began: the old
Bicol Development Council, the Bicol Devalopmant Authority, the Bicol
Development Planning Board, and rhe Bicol. Development Company pointed the
way and stimulated local interest. Second, a group of dedicatad and com-
petent locsl people were willing to provide leadership to the effort.

Third, the program received public vacking both from national leaders and
from international institutions.

Probably, the most serious orgsnizational problem encountered to date
has been that of making a sub-regional organization (the Eicol Program
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Office) effective among line apencies which are Manila-oriented, and

among, governmental subdivisions which are locally oriented. This effort

has not always worked smoothly, and some projects have heen slow to get
underway and otheirs are now behind schedule. As such problems have emerged,
strategies have changed and institutional arrangements have been altered to
cope with them. For example, early clashes between the Ricol Propgrem Office
and others interested in Bicol development have heen satisfactorily resolved
and working relationghipa ore now gererally harmonious.

I. What is the Ricol River Basin Development Program?

The most importent characteristic of the Program is that it seeks the
overall development of a geographic region of the Philippines. I the
case of the BRBDP, that region ia the Bicol River Basin and its influence
area which includes mostof the Province of Camarines Sur and most of the
Province of Albay. However, in developing their activities, the responsgible
authorities have recognized that development opportunities -‘ary congiderably
in different parts of the Bicol River Baain and one step which has been takert
is to identify those parts of the River Basin in which particular development
needs and/or opportunities predominate at the present time. The program ares
has been divided into sub-regions called "Integrated Area Development" (IAD)
areas, and one major activity of the Program Office of the BRBDP and par-
ticipating agencies ha. been to plan geparate programs appropriate for each
IAD, (Since, as we explain below, not all activities in an IAD need to be
"i{ntegrated'": these areas 1 ight better be cslled ''Development Districts".)

It is the decision to seek the development of a defined geographic
area, coupled with the specialized nature of governmental line agencies,
that leads to repeated uge of terms like "compreliensive" and "integrated"
to describe the BRBDP and various of its activities. Those terms tend to
be used interchangeably, but it would be helpful to use them more precisely
and to add a third term--"simultaneous programs''--also with a precise
neaning.

In the remainder of this veport, the term "comprehensive propram"
will be used to mean one which contains &ll of the elements needed to

achieve and msintain general development in the direction of risging per
capita real incomes in a d.fined geographic area.

By an "inteprated program' we shall mean a prugram of which the
separate components are all combined und.: a aingle adminigtyvative head.
An example is where an irrigation system is being installed or renovated.
Here the irrigation desipgn, planning for drainage and feeder roeds to serve
the area, and land-shaping to prepare the land for irrigation. all need to
be closely integrated, Similarly, the implementation of land reform and
the provision of feeder roads frequently need to be meshcd with each other.

The cumbersomeness of totally integrated comprehensive programa.
coupled with the genuine need for administrative integration of smelier
constellations of propram activities, lead to the usefulness of a t-‘rd



concept: that of "simultaneous programs." This term we shall use to
describe those situations where a number of different elements of a

comprehensive program are carried on simultaneously in a given geographic
arca but without being administratively integrated in or by a aingle agency.
An example of such a situation is where elementary schoola are administered
by a department of education, public health clinica by a department of
health, road construction and maintenance by a province or a nacional
department of public highways and the provisions of farm inputs by private
merchants without any overt effort to coordinate all of them,

The optimum situation is usually one in which certain activities
are similtanecusly present but not inteprated, while certain cluasters of
activities are interrated under sinple management, and that is precisely
the nature of the BRBDP. It develops intepgrated projects in cases where
those are needed. Meanwhile, it seeks to stimulate & number of simultaneous
activities by various line agencies, largely through consultation in the
Area Development Teams, of which there is one for each Development District.
It also tries to encourage the private sector to undertake activities that
can increase total production and employment in the area covered by the
Program,

The Role of the Program Office. The distinguishing characteristic of
the Program Office of the BRBDP is that it has a full-time steff to

facilitate the development of a defined geographic area without having
authority over governmental line agencies or administrative responsibility
for implementing integrated projects. :

All line agencies have programs in and for the Bicol. However, they
have national responsibilities, limited resources, and, without the help
of some faciliteting agency like the Program Offico, they have no organized
arrangements particularly for planniug integrated projects that need the
collaboration of two or more line agencies.

Under these circumstances, the Program Office hss three difficult,
although very important, roles to play. First, either itself or by con-
tracting, it collects and analvzes data related to development needs and
to progress toward meeting those needs. Second, it devotes a considereble
amount of the time of its staff to identifying potential capital and socisl
projects for the area and arranging for their planning. Its staff per-
ticipates in, but also enlists the cooperation of line agencies end
congultents in that planning. Third, the Program vffice fosters the
formation of Area Development Teams and Advisory Councils to facilitste
the on-going programs of line agencies in Development Districts and monitor
the implementation of integrated projects.

In view of the foregoing, we view the BRBDP, and the role of the
Program Office in particuler, as an extraordinery arrang .ent, limited in
time and space, and not competitive with the estahblighed arms of government.
We are distucbed by the apparent implication in the Ten-Year Plsn that the
Program Office 1s about to begin 4 new role of project adminigtretion.
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The Ten-Year Plan estimates total investment needs for the Basin at about
six billion pesos, of which one billion would flow through the Program
Office budget. If this means that the role of the Program Office is to
change from that of planner, promoter and monitor to one of active project
management, we helieve it to he a mistake. We feel that the role of the
Program Office should be as an organizer, planner, gad-fly, stimulator,
conscience, and lobbyigt. It should educate in the broadest sense. It
should continue to build up informetion about the area as a hasis for
future projects and programs. It ghould stay lean and agile.

While some increase in the size of the staff of the Program Office
will be needed in the next four years, we feel the size of the staff ghould
not be doubled, as is contemplated in the Ten-Year Plan.

Furthermore, we donbt the wisdom of extending the domein of the BRBDP
to encompass a wider geographic area. The present concept of covering the Bicol

River Basin and its immediate influence aress seems to us to be logically and
economically defensible,

II. Have adequate organizational arrangements now been set up within
which develoEment sctivities within the BRBDP area can he carried

on?
Our answer is '"Yes'.

It has identified ten sub-regions (IAD's or Development Districts)
and has set up an Area Development Team for each. Each Area Development

Team both:

a. provides local participation in the implementation of the
local activities of 1ine agencies: and

b. contributes to planning through its discussion of locel
problems and of local line agency activities.

The Progrsm Office of the BRBDP provides a planning capacity to

translate local needs in different Development Districts into operationsl

rojects. The implementation of integrated projects is left to appro-
priate line agencies, with leadership in implementation being exercised
by one designated line agency. The Program Office hss a modest line
item budget of its own, adequate for its own pienning and information
flow activities but not sufficient to finance the various integrated
projects that may be undertaken. Fundes for the latter purpose are
included in the budgets of the line agencies involved in each integreted

project.

Both program coordination and the maintensnce of staff morale are
achieved by a rather intricate vattern of consultation among and between
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1) members of ADT's:

2) provincial governors and their staffs:

3) members of the Program Uffice:

4) regional representatives of line agencies: and

5) the Cabinet Coordinating Committee and staff in Manila

Good progress has been made in staffing and in staff development.
These arrangements are working well, Plang have been made to obtain the
limited number of additional staff personnel and the additional specialised
training that ectual work on the Baain has shown to be necessary. an
important cuntributor to staft development has been the expnrience gained

in sctual project planning.

III. Heve the activities being carried out es part of the BRBDP been

well chosen to gsrve ths goal of raiging per capita incomes in
the incomes Of the poorer Te?

Basically, there are four ways to raise per capita real incomes of
form families: (1) through incressing fearm incomes; (2) through non-farm
employment; (3) through increasing public services available free or
subsidized; and (4) through transfer payments of one kind or another.

The BRBDP utilizes the first three of those methods but the fourth can
be used only by the GOP at the national level. Several Program activitics
strengthen or expand free or subsidized public services.

To seek to increase non-farm employment is within the purview of the
BRBDP and & number of actions have been initiated to serve that end. These
consist principally of an assortment of prefeasibility and commodity studies.
As yet, no overall strategy has been articulated. ''his area needs further

attention.

With respect to raising the incomes of familiea from their ferming
activities, our conclusion is that the activities of the Program have been
well chosen, At the same time, we would caution that prougress in this field
is likely to be slower than the projections of the BREDF assume.

For the next few (3 to 6) years, incresses in the in-omes of farm
femilies from farming must come either from the land reforw (which is
progressing, but slowly) or from increases in rice production on lands
that already have well-controlled irrigation and reasonable transportation
access to the wider economy, The Basin area has already done reasonably
well in exploiting aveilable technologies fur rice production; perhaps
75% of that potential has already been exploited. Hence, while modest
incresses in rice yields will continue, they cannot be expected, within
the next few years, to be speactaculer.

The ares sarved by the BRADP has primarily a future, rather than an
immediate ¥otontg=l or egricultural growth. at future potential ia
great but it cannot be expected to result in substantial gains before
about 1932, Tlat is because it depends on (1) bringing new irrigation
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facilities to completion, (2) successfully completing applied agricultural
research for the area, much of which haa not yet been begun, and (3) in
some cases completing far more secondary and feeder roads than are con-
templated in the A,I.D, financed project that is now begun but is etill in
an early stage. All three of these activities require considerable time
before they can begin to affect per capita real income.

The major agricultural Fro]cctl already undertaken by the BRBDP are
well chosen in view of this "future’ nature of the potential for agri-
cultural growth in the P;gegam area. They deal with water control and
transportation, both of which, although their “oestation periode" are
long, are essential to mikin; nore and more of the Program area highl,
produvctive, The importart activity that has lagged is edaptive agri-
cultural research, not for the valley floor alone but including much
greater attention to the hilly areas.

It must be recognized that a great deal has been achieved and that
the Progream Office has been very busy. The time has now come, however,
to make & much bigger push on agricultural research, and to give much
more attention to the hilly lands. The latter is important partly because
of the congiderabls production potential in the hillg, and partly because
appropriate management of the hille is critical for the future productivity
of the valley floor. Soil erosion must be controlled, and the rate of
surfece water runoff must be controlled to reduce the incidence of flooding
on the valley floor. !

The question of whether the Program is oriented to meet the needs of
small farmers is a minor issue on the valley floor because all farme
there are already small, This issue will arise as problems of the hilly
lands are tackled.

Iv. Did the initial AID Bicol River Basin Development Project gcncrollx

schieve its purpose, and is the proposed new project appropriste

to the present need?

The USAID Migsion, working closely with key GOP technicians,
developed the first formal documentetion on the Bicol River Bssin Project
io May 1973,

That proposal was substantially redesigned before it was finally
approved. In the review process, references to indicators related to
the general level of economic sachievement in the succeeding yesrs were
largely eliminated from the purpose level and established at the longer
range goal level. The approved Statement of Purpose was as follows:

"Creste an organizational structure and institutional capsbility
to formulate, plan, manage, monitor, and evaluate an integrated program
of development for the Bicol River Basin, including establighment o’ a
feasibility and data base to permit identification @.f projects/progrems
which can be implemented through loan or grant financing from externsl
donors and/or with Philippine Government resources.’”
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The purpose iudicators (Conditiona Expected at the End of Project)
focused on objective evidence that the structural and organigetional
institutions were working and producing, e.g., that the macro and project
level planning process was going forward, that feasibility studies were
being completed, that valid baseline data was in fact being gencrated,
and thst projects were being financed, etc. The retionale for the grant
project was that a whole new gset of inatitutions, procedures and relation-
ships was to be created, and that, until these were functioning effectively
and accepted as a part of the administrative structure, epecial support for
them would be required. This process was expected to last up to six years.

In 1974, 1975, and 1976, the AID Miseion provided some technical
expertise, a moderate level of participent training snd certain sssential
commodities. The technical expertise was designed both to help train

Program Office and participeting agency staff end to fill geps end bolster
veak spots. Prior to 1977, a total of 30 technical specialists were attached
to the Program Office or associated technical agencies, mostly for short
periods, and contracte wvere undervritten with five ingtitutions for specific
studies. The bulk of the specialiste and studies were in the field of water
resources; others were in agribusiness, agricultural credit, sgricultural
education, transportation, land consolidation, and surveys and research.

An item-Ly-item review of the Conditions Expected at End of Project
(FY 1979) listed in the approved project document is contained in Appendix 1.
The review indicates that many of the '""Conditions Expected”" were achieved
by mid-1977, that some hed been made irrelevant by changes in the GOP
stratagy and organizational arrangements,and that some progress had been
made in connection with all activities which remained relevant. The result
is generally positive; it suggests that the AID project purpose and indi-
cactors were properly drawn, and that project inpute wers sppropriate to
fulfill that purpose. Other evidence presented in this evaluastion also
supports this conclusion, The organizational and procedural arrangements
thet were established to tackle the problems of the Bicol River bsein
vere operating effectively in mid-1977, and tha counsensus vas that USAID
support had played a role in bringing thlo about,

In October 1976, ofter an exchenge of cables with AID/W, the USAID
Mission prepared a new project paper entitled Bicol Integrated Rural
Development Project. This was to cover an additionsl five years of grant
funding, beginning in FY 1977,

The new project was conditionally approved by AID Washington for the
four-year period 1978-1981, and the Mission was asked to revise the 1974
PROP to cover FY 1977.

The new project proposes higher obligation levels and different
purposes than the initisl project. The purpose shifte from support for
institutional development to the packeging of capital projects, facilitating
private sector investment and evaluating the impact of the program on the
poor majurity. B8riefly, the new project is designed to:
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1. Provide the USAID Missfon with the capacity to track and
evalaate, together with the GOP, a substant:icl level ot
A.1.D, loans and grant projects in the Bico),

2. Provide the Bicol Ilrogram Office with funds with which tu
hire external amd domestic techmicians that GOP determines
to be needed under host country contracting procedures to
help fasure that project proposals for capital financing
wecet the standards of the fnstitutions providing the funds,

3. Provide a moderate level of training of Program Office and
participating agency technical personnel, and

.4. Provide essential commodities not available from GOP sources
for Bicul program operations and management.

Each of those inputs is considered to be essential to the successful
operation of the acceleirated Bicol Program. Project funds could be reduced
if U.S. direct-hire personnel were paid from non-project funds, and a shift
in this dicrection would be desirable. In any case, however, adequate monitor-
ing and evaluating are essential.

The USAID economist now assigned to the project provides the economic
analysis for USAID-assisted projects and scrves as a friendly critic of
the planning process and of documents developed by the Program Office. The
USAID ¢ngineer is working with the Bicol Program Office and follows the work
of the increasing number of contractors involved in infrastructure projects.
A wvater managemcent specialist is tracking the large number of irrigation
projects which arc being undertaken to help insure that adequate attention
is given to the need for the water user to improve his water management and
cropping practices. ’

The second major AID {nput of the project is to provide short-term
consultants, if requested by GOP, to fill in the gaps in project identi-
fication, design, technical feasibility analysis and documentation, with
a view to developing high quality investment-grade project proposals.
Some assistancc may be needed to help develop a Bicol agribusiness and
rural industry strategy and to work on selected pre-feasibility studies.
However, hard investments in the private sector will depend mostly on
feasibil ity studies made by the investors themselves.

Public financing institutions--both domestic and international--
will require that high quality fcasibility studies be made available before
they consider [inancing. The Bicol Progiram Office should be able to driw
on both domestic and external sources to supplement Bicol and line agency
staff or to fill gaps where specialization 18 required. Grant funding for
host country contracting of local experts as determined by GOP will provide
the flexibility and speed nceded to mecet this need.

A third input of the project is to finance some staff training,
primarily at regional fastitutions, und a fourth is the procurement of
tpeclal commodities which are either not available locally or for which
locul funds are not available.
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A third fnput of the project is to finance some staff training,
primarily at regional inscitutions, and a fourth is the procurement of
special conmoditics which are either not available locally or for which
focal funds are wot available,

Although {t is not possible to anticipate with precision exactly
what consultants will be needed, the general categories have been identd fied
in the new Project Paper and program documents. The number of USAID person-
nel assigned to the project is being reduced from four to two with a
proposed reduction {n the total project cost.

FY 19738-1979 is vicwed as the peak period for project preparation
and packaging. At this stage, we have uo basis for recommending changes
in the proposed funding levels for technicians, craining or commoditics.
Any reduction would run the risk of hobbling the project at a timc when the
need for project packaging is reaching its peak. Ilowever, the nced for
U.S. grant funds might well decline in the final two years of the project.

During the next joint biennial evaluation (1979), it should be
possible to have a clearcr idea of the nced for technical assistance during
those two years. We reconmend that a review of the requirements for AID
inputs be made at that time. We would also propose an updatiug of the
Project Paper mid-way through the four-year project.

V. 1Is the BRBDP such that it could advantageously be replicated in other
places? .

Four features of the BRBDP are clearly replicablef

First, dcveloping a program that concentrates on developing a defined
geographic arca instead of on a particular sector of an economy is clearly
replicable. The BRBDY nhas demonstrated that it can be done.

Sccond, the division of a defined-area program into smaller
geographic sub-areas (Development Districts) for operational efficiency
has Leen dcmonstrated by the BRBDP to be feasible, and is replicable.
Having the boundaries to these areas identical with those of governmental
administrative units is fmportant in implementing and coordinating both
simultaneous and integrated activities. In the BRBDP, it was decided
that the barangay is always too small and the municipality is sowmetimes
too small for this purpose. Consequently, the BRBDP established {ts
own subdivisions each of which embraces one or more municipalities.

In the BRBDP, cacl: Development District faces somewhat different
current development problems. In any replication of the program, where
there is more homogeneity of existing conditions, several Development
Districts might call for almost identical programs, The dominant con-
sideration in ertablishing the boundaries of Development Districts should
always to be to establish areas of optimum size from the standpoint of
wpexational clfectivencuuy rother than the geographic extent of development
problems. It appears that ..c BRBDP has acted sensibly in this matter,
and the principle is clearly replicable.



Thivd, organizing an Arvea bBevelopuent Team for each Developuwent Diu-
trict has proven to be effective, and is replicable.  As meationed pre-
viously, the role of each ADT is two-fold. It {s to expedite iwplewmentation
by promoting interaction among both siwul tancous and inteprated activities.
It also can strengthen planning by a constant review of what is actually
happening and by drawving attention to curreat needs that are not being
adequately scerved. In both of those roles, each ADT can substantially
increase local pavticipation in the Program,

Fourth, a Program Office that serves the entire Program arca s a
key part of the system, and is replicable, Like the Area Development
Tecams, the Program Office serves both planning and a coordination and
monitoring role in implenentation,

Developing individual projects for each Development District requires
planning competence, yet considerations of both financial cost and avail-
able trained manpower make it infeasible tc have a separate planning office
for cach, It is feasible, however, to have one fully competent planning
staff for the entire defined-arca of the Irogram. A Program Office,
drawing on interagency participation can do much of the planning itself, and
arranging through consultants and contracts to uu other portions.

The other major role of the lProgram Office is to oruunize, stimulate,
and scrvice the work of the Arca Development Teams and to monitor the
implementation, especially of fntegrated projects. 1t is important that
the ADT's have considerable autonomy, but they need the constant urging
and help to keep them active and moving ahead,

In general, it is the methodology of the BREDI that is replicable,
rather than its relatfve emphasis on different program activities. This
is particularly true of the pre-project studies to gather all the facts
on water, soil, social conditions, etc., and lay out a framework plan
with reasonably valid data and technical information.

There are two features of the BRBP that may need to be modified in
any replication. One is the nature of the fntegrated projects undertaken.
In each Program, those projects need to be tailored to the major nceds
of tts arca. The other is the arrangements for tying the activities of
the Program into the regional and national arrangements and programs to
cxpedite gencral development in the Philippines. Up to now, there hav.
been relatively f{ew “defined-geographic-area" Programs--Bicol, Mindec:io,
Cagayan, and Samar, If that number fncrecases, some modiffication of thelr
present relationship to the Cabincet Coordinating Committee may nced to be
considered, Also, with the strengthening of vegional offices of the
National Economic und Development Authority, different arrangements may
need to be worked out.

Each ol theuse delined-arca programs has had, and will have, experience
‘hat would be instructive to the others, Conscquently, we strongly recome
wend that the chief officera, and posuibly other members of their staffs,
meet periodically as a group to discuus their programs and their problems,



Appendix NHo, |

A REVIEW OF A I.D. GRANT SUPYORT ‘TO THE
GOP BICOL RIVER BASIN DEVELOIMENT PROGRAM

Summary. A review of the Conditions Expected at End of Project
(Y 1979) contained in the vevised PROP for the Bicol River Basin Develop-
ment Project (October, 1976)1/ shows that, out of about 25 conditions
listed, (a) a considcrable nunber already were achieved by mid-1977,
(b) others were overtaken by events, particularly the issuance of Presi-
dential Decree 926 and the decision to organize the program more along
geographic than sectoral lines, and (c) some progress has been made on all
of the "conditions expected" which are still relevant, The project is
considered to be a qualified success evaluated against these 1979 criteria,
and the Mission acted correctly in proposing that it be replaced by a
Phase 11 project (Bicol Integrated Kural Development) which more accurately
reflects the current status of the geographically expanded and accelerated
Bicol Program. Certain suggestions are made in connection with Phase II1,
which began during the final year of the first four-year grant project
(FY 74-77) as a period of transition leading to a four-year follow-on
project ('Y 78-81).

The Bicol River Basin and the expanded program area have benefited or
will benefit from a nuuber of AID-{inanced projects, including rural elec-
trification loans, the Tiwi geothermal generation and transmission loan,
and the loan for feasibility studies. ‘1wo loans have been made in direct
support of the Bicol River Basin Development Program--Libmanan/Cabusao
Integrated Arca Development (1975) and Bicol Secondary and Feeder Roads

(1976). Other loans are under consideration.

The rationale for support of the Bicol River Basin Program, however,
appears in connection with the grant project which was approved in late
1974 (No. 492-55-199-260). ‘This project o1 iginally totalled $1.75 million
(later expanded to $2.15 million) and was ecxpected to extend over six years
through FY 1979. 1The Mission belicves, however, that the project had
achieved {ts institutional objectives, as stated in the PROP, earlier than
expected, and that in any event conditions had changed sufficiently to
warrant closing out the old project and beginning a new one. A new grant
project was proposed to cover a four-ycar period between 1978 and 1981, at
a4 total cost of $2,890,000. This project received counditional AID/W
approval in December 1976. Final approval and authorization is subject to
the results of this evaluation and assurances that other donors are being
requested to participate in the financing of capital projects in the Bicol.

The grant project under which the program is still operating for
cvaluation purposies was approved in 1974 and does not include the logical
framework used for later projects. lowever, it does include a Goai Stute-
ment, a Statement of Purpose, a section centitled Conditions Expected at
End of Project (I'Y 1979), and Project Outputs, It is these latter two sec-
tions which can be used to measure whether the original purpose has becen
achicved,

1/ UsAID/Manila revised the IROP in October 1974, expanding the targets
and naintaining the final year at FY 79; the final ycar was changed to
FY 78 by AID/W. A sccond I'ROP revision approved in AID/W fn December
1976 changed the final year to I'Y 77,



1oe original purposes dealt wmainly with the institutionalization of
the Bicol River Basin Program--the cstablishment of a stable orgenizational
structure, the development of satisfactory working relationships with
related governmental organizations and private groups, and the evolution
of workable operating procedures, As presented in the PROP dated October
1976 and eatitled Bicol Iategrated Rural Development, Phase II of the AIL
grant program is to support an accelerated packaging effort to obtain
funding for capital projects, accelerate private scctor investment pro-
jects, and monitor current AID loan projects as well as the overall GOP
Bicol Program. Phase II was proposed on the grounds that the institu-
tionalization process was largely completed, and the time had arrived to
move from institution-building to project preparation and implementation,
with the institutional capability being further strengthened in the pro-
cess, To test this proposition, it is necessary to review the Conditions
Expccted at End of Projgct in the revised project paper, They are as
follows:

a. "Bicol River Basin Council created by June, 1973."Y This con-
dition was met. MNowever, the arrangement was superseded by
Presidential Decree 926 on April 28, 1976. The Council's func-
tions were assumed by the Cabinet Coordinating Committee on
Integrated Rural Development, the new Bicol River Basin Coordi-
nating Committee made up of 17 regional directors and two
governors, and a strengthened Program Office.

'

b. "Bicol River Basin Program Office created by July, 1973." This
condition was met. The Program Office is, in fact, in a stronger
position than was anticipated. It was originally endowed with a
vague "“supervising" role which created jurisdictional problems.
I1ts role was clarified by the issuance of Presidential Decree 926
and implementation guidelines which ewphasized ccordination rather
than supervision, The decree also gave the Program Office its own
line item in the national budget--a move which strengthened its
position considerably.

c. "All BRAD-PO (Program Office) positions defined and staffed and
technfcal criteria for job performance established by July 1,
1975." This condition was met and was spelied out in the Presi-
dential Decree 926 implementation guidelines approved in October
1976, The Program Office is a viable institution, with qualified
staff.,

d. "Tables of organizat.on, work routines/procedures and intcragency
working agrecements defined and in cffect for BRBD-PO and all inter-
agency vorking groups by June, 1976," 1In substance, this condition
was met as far as the Program Office is concerned. It has developed
harmonious working relationships with other governmentecl agencies
and provincial and rural municipalities in the area, after a diffi-
cult beginning, The role it is cxpected to play has been clarified,

1/ The underlined statements within quotation marks that open this and sub-
scquent paragraphs are direct quotations from the VROP entitled Bicol
River Basin Deveclopment Project, No. 492-55-199-260 dateJ October 1, 1974,
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both by cvents and by Presidential Decree 926, llowever, [ormal
interagency working groups did not becouw a permanent part of the
Bicol's organizational arrangements, and the reference to them in
this context 1is inoperative. Ad hoc "task groups," "working
groups,” and “interagency teams' continue to be organized and
function as required, Formal, interagency Project Managewent
Offices (1MO) are organized to implement major infrastructure
projects.

“A comprchensive planning, data zeneration, budgeting, management
information and evaluation system installed and operational by
December, 1975. The system will be compriscd of the following

‘compounents:

1. “All twelve 'BRBC Interagency Sectoral or Commodity Task Groups

functioning effectively by establishing prioritices, defining
projects, preparing or wonitoring preparation of feasibility
studics and pilot projects and maintaining effective technical
supervision of contractors (local and foreign) and participating
agencies., Fully operational by June, 1976." This condition
was not met, since the interagency and commodity task groups
did not become a pernanent part of the organizational structure,
Rather than organize the basin program along commodity and
sectoral lines, the Program Office organized project work along
geographic lines. 1In the place of the sectoral task groups
which were originally intended (except the transport and health
teams), the program arca has been divided into ten sub-areas
called IAD's (Integrated Area Development units), Planning is
oriented around these areas, cach of which has an Area Develop-
ment Team/Area Development Council (ADT/ADG) to help plan,
coordinate and monitor activity within the area. Wherever a

ma jor infrastructure project is proposed for any of the sub-
areas, a "lead agency" is selected to implement it with assist-
ance from other affected agencies. Part of the condition
quoted above is thus relevant to the Area Development Team,

and part to the "lead agency" concept. Ten Area Development
Teaws are operational, one for cach Integrated Area Development
area. Plans for each area have been drawn up, with priorities
determined for five areas and preliminary work underway on the
second five. Where a major project has been identified, the
Program Office is responsible for feasibility studies. Action
responsibility for project implementation is given to a "lead
line agency,'" which is responsible for insuring that the work
of related agencies is properly coordinated under a formal
Project Management Office, The Program Office assumes an over-
all coordinating and monitoring/evaluation role. Uhile this
system {8 not perfect, it probably is superior to using an
Interagency Task Group for implementing purposes. Additional
orientation and in-scrvice training for personnel involved in
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integrated project implementation and operation would probabiy
be appropriate, in order to reduce as much as possible the
built-in frictions to which such an arrangement gives risec.
This institutional form is unique to the Bicol Program and,
while still evolving, is a valid operational model for other
regional projects.

"BIRED-PO management amd planning structure and staff cfflec-

tively interrelating and inteprating Interagency Task Group
work and providing overall planning and management dircction.

Fully operational by June, 1976." This condition has also
been made inoperative by the fact that the Interagency Task

Groups were not formalized. If, instead of "Iantciragency Task
Groups" above, one rcads Arca NDevelopment Teams aand PFroject
Management Offices within "Integrated Area Development" areas,
the condition is relevant and has been partially met, The
Program Office and the governor's offices are providing both
icadership and staff planning services to the Area Development

. Teams, The Program Office provides "management direction” in

planning but not in inplementation; a line agency is normally
responsible for the latter function.

."Special Fund Account System to fund institutional development

activitics, feasibility studies and interagency pilot projects

fully operational by June, 1975."' This condition has been over-
taken by events. Instead of depending on the uncertainties of

a Special Fund Account J3ystem, the Program Office was given its
own line item in the national budget by Presidential Decree 926
and line agencies earmark special Bicol funds in their budgets.
Thus, while the condition was relevant at the time the PROP was
written, it is now redundant, except in special cases (e.g., a
fcasibility study funded by NEDA and DPW).

“"Managewent Information System effectively monitoring on a
monthly basis project progress and budpetary status of the
Program. Fully operational by June, 1975." This condition
wvas met by the date scheduled. HNHowever, work on an expanded
Management Information System is still going on; the GOP con-
tract results will be available in December, 1977. ‘The
management Iinformation unit was recently upgraded to a full
division with a staff of 13 berause of its priority functions,

"Social Survey Resecarch Unit systematically conducting socio-
cconomic and technical surveys to support feasibility appraisals
and periodically conductinp basinwide panel surveys and publish-
ing results which evaluate and measure impact of Jrogram over
time, Fully operational by July, 1974." The Sovial Survey
Rescarch Unit of the nastitute of Philippine Culture (IPC/SSRU)
conducted a namber of baseline and special surveys in the Bicol
Basin, and i¢s published reports have been used by the Program




Office to help deterwine priorities and support funding pro-
posals for feasibility surveys and capital projects, Its
surveys to date have not, however, provided adequate data

which would “evaluate and wmeasure impact of Program over time."
During the past year, the Program Office and personnel from

the SSRU, working with a U.S., consultant, have devised a com-
prehensive, multi-purpose survey instrument which would accom-
plish this purpose. The survey will be administered by a
contvactor and applied to a carefully sclected sample of the
Bicol population. The results obtained from this comprehensive
effort which will be almost unique among AID recipient coun-
tries, should more than fulfill the requirements of the Program
Office and other agencies working in the area. (See also

Appendix 3.)

f. "Revised plans and targets for Bicol River Basin Program completed
by December, 1975. Annual operational plans completed by December,
1975, _Annual operational plans completed by February each year
thercafter,"

A Comprchensive Development Plan 1975-2000 for the Bicol was pub-
lished in July, 1976. In February, 1977, a Ten-Year Plan, a Five-
Year Plan and an annual development budget were published. The
first Operational Plan and Budget, CY 1977, was published in
August, 1976. A Propram of Work which provides funding for twelve
agribusiness surveys and ten other projects in the IAD's and the
transportation, urban and water sectors, was published in December,
1976. A sumnmary publication entitled Thrust of Project Development
Activities CY 1977-78 was issued in March, 1977. This identifies
ten high priority projects and specific dates for feasibility
studies, project implementation and project completion. A CY 1978
Operational Plan and Budget has been submitted as part of the
national budgetary process. Thus, while the dates do not conform
to those fixed in the "conditions expected" (annual plans and

- budgets are nov submitted by Mérch of each year), the Bicol Program
Office has produced an extensive set of planning documents. Both
long-range expectations and short-range implementation requirements
have been covered. 1This condition is considered to have been met:.
The thrust of the planning process now is to improve the quality,
spelling out program interrclationships and updating the plan based
on revised national guidelines.

g. Y“BRBD and its Program Office dcwmonstrate capability to formulate

and prepare programs/projects, negotiate and secure financing from

domestic or external donor sources, and manage implementation of
programs/projects, as follows:1/

1. “Water Resources Program by FY 1973." A five-volume Compre-
hensive Water Resources Development Study was cowmpleted by a

1/ The programs themselves are outputs whereas the capability “o
formulate the progiams, ncgotiate and secure financing for .nem
are an end of project purpose. We use some examples of outputs
as indicators of existing or developing capability., Recognizing
wvhen to call in a specfalist or coordinating line agency personnel
to accomplish work is an ifmportant part of "capability."
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U.8. contractor in dugust, 1976, This study will, in tura,
lecad to [easibility studies on particular projects which look
cconomically attractive and socially sound. Meantime, a $3,5
million AID loan to help cover the costs of a 4,000-hectare
frrigation, drainage and {lood control system and an agricul-
tural sapport component in the Libmanan/Cabusao area has been
secured and work is in progress. fIhe Libmanan project is
behind its original schedule, and sowe problens have been
cacountered in fwmplementiug the project using the "lead
agency" concept, These problems are now recciving atteution,
Start-up problems have been part of the process ol getting
experience and are not serious enough to jeopardlze the
program,

It was probably unrealistic to imply in the 1974 PROP that

a water resources program could be put into final form in the
Bicol by 1978. The program will contipue to evolve as addi-
tional data are generated and will not be considercd final
until it is completed., Additional analysis is required on
ground water sources and low-flow period storage, etc., Mcan-
time, priorities arc being fixed, projects are being subjected
to fecasibility studies, both in-house and by contract, pro-
ject documentation is being prepared, funds are being obtained
and some projects are under construction. An acceptable gtart
has been made.

“"Secondary and Feeder Roads by FY 76." A feasibility study
covering the rural road system within the Bicol River Basin

was completed in 1975 and a $10 million AID loan was authorized
on December 31, 1975, The GOP peso contribution is $14 million.
While some delays were cencountered, engineering and design is
almost completed and construction is expected to begin in
October, 1977. A Project Management Office has been established
in the Bicol and is working cffectively. The project provides
an cxcellent example of the capability of the Bicol Program
Office to formulatec a project using an interagency team, secure
financing, turn it over to a lead agency (Department of Public
Nighways), and coordinate, monitor, and cvaluate implenentation.

"Internodal Transport Program by FY 1979." An interim study
was completed in December, 1976, Surveys are now in process
which should lead to the development of comprchensive program
by 1977.

“Asribusiness Propram covering three agribusiness fndustries
or commodities by FY 1976,"

"Apribus iness Program covering all remaining industries and
comodities by FY 1978." Neither of these two activities was
actively pursued by the Bicol Program Office after prelimivary
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work by a Kansas State University/GOP team., Commodity or
business studies in the abstract have proved to be of liwmited
value and, in any eveut, they probably should not go bLeyond
the pre-feasibility stage. The Program Office should explore
alternative strategies wvhich would provide incentives to
potential investors. In addition to the commodity pre-
feasibility studies which are underwvay by a GOP contractor,
an accelerated effort is nceded if the potential of the area
is to be exploited. A GUP feasibility study of an agro-
industry couplex between Legaspi and Tiwi is just starting
after being dclayed for two years. Stimulating the private
sector i8 one of the weakest areas in the Bicol Program.

"6, DBasinwide Compact Farm Program by FY 76"

"7. Basinwide Crop Development Program by FY 77%

"8. Basinwide Livestock Program by FY 76"

"9, Basinwide Fisheries Program by FY 78"

"10. Basinwide Farm Mechanization Program by FY 77"

None of these conditions has been met in the scope cnvisaged. lather
than pursue basinwide programs, the Bicol Program Office and the “lead
line agencies" involved decided to break the program area into ten sub-
arcas, each of which has its own program and schedule for implementation.
This was probably a wise decision, since agricultural conditions vary
considerably from area to area. By focusing on smaller areas, more
local participation is being obtained and better performance can be
expected, The compact farm concept is well developed and a core of
farmer leaders has becn trained, but it is only implemented in limited
areas, Pilot and demonstration projects on specific crops are under-
way throughout the Bicol program arca, under the direction of the
concerned line agencies, The livestock pilot program has been absorbed
by the Bureayof Animal Industry. Expansion is-constrained by lack of
slaughter or cold storage facilities, and of an adequate applied
research program in the region. Pilot projects and special lake studies
in the fisheries sector are underway in certain areas, and major
fisheries componente are included in several Integrated Arca Deve)opment
Projects, The National Science Development Board is sponsoring a farm
mechanization pilot project., A post-harvest technology applicd study
is being undertaken by IRRI under a USAID Bicol grant,

Pilot studies were carried out in cach of the five substantive
areas by mid-1977, Follow-on programs are being developed by the con-
cerned line agencies on an area-by-area basis, as determincd by local
necds and local willingness to participate, rather than on a sectoral
basis. We believe this is a recalistic way to proceed, and that these
five “conditions expected" in the 1974 PROP were unrcalistic in the
senge that they anticipated arca-wide action on programs which are
better handled on a local basis,
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"Agricul ture Collepe Improvement Propram by FY 77." 4 feasibility
study to npgrade the Camarines Sur College of Agriculture was
completed in March, 1976, and support for the project is being
sought, In addition, a GOY/USAID education and training revicew

in mid-1977 by Public Administration Service and an interagency
team considered the problem of trained manpower in the larger
Bicol Region and made a series of far-reaching recommendatious,
The limited condition has been met. This i{s an cxample of a
major change in scope as the nced was further defined.

"Bas{nwide llealth and Nutrition Program by FY 77." A health,
nutrition and population program for the Bicol has bceen prepared

- and, subject to Mission review, is expected to be presented to

ATY/W for financial support. This condition has been fulfilled.

“"Municipality Based Integrated Area Development Program'

(a) "Libmanan/Cabusao IAD Project b FY 76." An AID loan for the
Libmanan/Cabusao Integrated Area Development Project (IAD I)
was authorized on June 28, 1975. Physical construction is
underway. It is behind schedule and some problems have been
cncountered in integrating the activities of the various
line agencies involved. This "condition expected"” has been
met,

(b) "Five additional municipal-bascd IAD projects by Fy 79,"
An Integrated Arca Development project for the Bula area
(IAD II) has been prepared and presented to AID for consi-
deration. A second area project for Rinconada (IAD III) is
also in AID hands, Planniang for other iotegrated areca pro-
jects is well along in the Naga-Calabanga area (IAD 1V),
the Baliwag-San Vicente areca (IAD V), and Quinali (IAD VI).
A portion of the engineering/design budget has becn provided
Ly the GOP for these five projects, Studies are being conduct-
ed in the Quinali arca, Tiwi-Legaspi (IAD Y1I), the Sipocot-
Gallego arca (IAD VIII), the Partido area (IAD IX) and
Caramoan (IAD X). Four IAD-based projects are scheduled to
be ready by FY 79, and it ic likely that the targecof five,
in addition to Libnanan, will in fact be exceeded.

To summarize, a number of the "conditions expected at end

of project (FY 1979)" ‘and outputs had in fact been met by
mid-1977. Sowe couditions not accomplished by that date had
been overtaken by events, Overall, the project must be
considerced as a qualiiied Success, accomplishing most of its
institutional purposcs and some of its critical carget outputs
by mid-1977,



Financial Inputs

The U.S. Agency for Liternational Development has been intimately
associated with the Bicol Irogram since {ts inception, and USAID finan-
cing of technical services, participant training, and commodities
boistered the work of the Program Office during its formative stages.
During those early years, some technical assistance proved to be too
sophisticated or tvo expepsive to continue (such as the systems planning
simulation model at the Asian Institute of Technology). Requests for
technical services are now subjected to a more rigorous screening.

As of June 30, 1977, USAID had obligated $2,1 million (and expended
$1.4 million) under the grant Bicol River Basin Development Project,
broken down as follows:

§000
- USAID direct-hire costs 380

- Technical Services (U.S., Regional, and
Filipino institutions and firms) 1,310

- Participant Training (primarily Asian

institutions) 140
- Commoditics 320
Total $2,150

USAID inputs of approximately $500,000 per year during each of the
past four years appear to have been adequate.

During the current transition year, certain changes are occurring
which will affect the need for funds in the period 1978-81,

1. The number of dircct-hire AID employees charged to the project
is being reduced from four to two.

2, Technical services, which until 1977 served primarily institution-
building purposes, will hereafter be directed primarily toward
filling technical gaps in the work of project identilication and
packaging. Most of this work will be doune by the Bicol staff aand
that of the line agencies, but the AID Mission should be in a
position to respond promptly when called upon to fill special
requests for technical services, either in project identification
and packaging or in the follow-on project itself,

3. The need for special outside technical scrvices should change
as the packaging process proceeds and the capability of the Bicol
Program Office staff improves. The last two years of the project
should show a decline in the neced for U,S5. funds,.
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.Flcxiblltty in the use of funds for technical services should

be provided in order to peruit the AID Mission to adjust to the

nceds as they arise. As pre-feasibility and feasibility studies
proceud, sowe projects will fall out and others assume priority,
It is not possible to predict how these developments will affect
the need for specialists over the four-ycar period.

As investment in the Bicol incrcases, the problem of monitoring
project implementation will become more complex. Some flexie
bility should be provided to permit the use of funds for addi-
tional wonitoring 1f this should prove necessary.,

The grant funds proposed are mainly to fill three principal
purposes.,

(a) To permit the AID Mission to continue close and continuous
liaison with the Bicol authorities;

(b) To cmploy selected specialists and technical personnel to
assist in packaging project proposals, implementing approved
projects and tracking project implementation.

(c) To continue in-service and on-the-job training.

These are purposes for which grant funds are appropriate. While
we believe that the total might be reduced from that proposed by
the AID Mission, that cut should not Le substantial. Ve believe
that the evaluation scheduled for 1979 will be able to get a
clearer view of how the project is progressing under the changing
circumstances, and that a firm reconmendation can be made at that
time as to the level of funding for the final two years of the
project,



Appendix No. 2

Popular Participation in_the Bicol River Basin Development Program

The Bicol River Basin Development Program involves popular input in
three ways: (1) local government officials are included on coordinating
comnittees and have an effective voice on such committees; (2) various
groups--villager, farmer groups, industrial, urban, mass media, religious--
are included on advisory committees; (3) large scale village surveys are
utilized to ascertain baseline data, to obtain villager preferences and,
ultimately, to obtain villager feedback on implemented pro jects.

Our observations indicate that a good start has been made in obtain-
ing popular participation., The most successful "popular" inputs occur
in the mixed technical and governmental organizations, such as the Bicol
River Basin Coordinating Committee and the Area Development Teams. Poli-
tical officials representing provincial, municipal and barangay interests
meet jointly with line officials and Bicol Program Office personnel.
Technical planners are able to obtain “popular" feedback on their pro-
jects from such meetings. Information necessary for governors to adjust
provincial level plans for compatibility with Basin Programs also flows
from such meetings. Provincial and local governmental officials are
exposed to the tradeoffs between projects and to the choices which have
to be made when project needs exceed available resources.

In documentary sources, both the Bicol Program Office and USAID have
indicated team support for popular involvement, Both organizations are
concerned about the social soundness of their projects. Both organiza-
tions want their actions to be of benefit for the people.

. No clear philosophy emerges on the extent to which such actions
should originate from the people:on the extent to which the Program Office
is to be directly responsive to popular inputs. The problem is by no
means simple. Feedback is necessary for project choice; the Area Develop-
ment Team is one mechanism that provides such feedback. Surveys are
another such mechanism, However, to rely entirely on the advice of an
Area Development Team composed mainly of local elites and officials might
lead to policies that exacerbate problems of rural stratification. On

the other hand, villager demands as expressed on survey instruments are
difficult to incorporate directly in the planning process. A regional
body such as the Bicol Program Office cannot act simply to satisfy imme-
diate villager demands.

Its responsibility is to examine villager preferences, among other things,
and, after incorporating technical factors, establish priorities based on
factors much broader than simply the expression of individual preferences.

As part of {ts institutional development program, the Bicol Prcgram
Office, in conjunction with the line agencies, is encouraging the develop-
ment of villager organizations to develop and manage communal projects.



The work done in instructing villogers to run cooperative groups and
Irrigation associations typilics this activity, 1In these cases, the
Program Office should continue its policy of stimulating villagers to
comnit themselves to such groups, develop their own activities, and
invest their own time and money in those activities. The extent to
which such groups are seen by villagers as their own organizations,
recady to cope with their felt needs, and not merely as means of extract-
ing resources from the government, will be a major factor in determining
their success or failure.



Aggendlx No. 3

Data Collection by the Bicol River Basin Program Office

Many of the strengths of the Program Office in coordinating line
agencies and in integrating technical consultants into the project
implementation process can be seen in its efforts to collect data.

Effective planning, packaging, and monitoring of projects require
the existence of a large, reliable comprehensive data base. Prior to
the estgblishment of the Bicol Program, minimal background material on
the Bicol River Basin or its inhebitents existed. A wajor accomplishment
of the Procram Office has been to collect such data itself or to coordinate
technlcal agencies and consultants in the acquisition of the data. Some
of these data have been provided to the line agencies to assist them in
their planning: some have been incorporated within the pre-feasibility
and feasibility studies used in seeking project asesistence.

Difficulties occurred in the initial ettempts to acquire baseline
socio-economic material, through a jointly funded survey. Unfortunately,
many of the queations asked on the instrument were not useful for plenniug
purposes, and the analysis was not done in a fashion that could be easily
utilized by project planners,

The Program Office has now instituted more effective supervigion
of such surveys. In preparation for the plenned Bicol Multipurpose Survey,
<enior Program Office officials, experts from the line agencies, research
experts in various substantive specialties and survey consultants joined
forces. In collaboration, an instrument addresaing questions of health,
nutrition, farming practices, economic progress, etc., was prepared.
Such coordinated work would have been imposeible without the guidance of
the Bicol Program Office.

Several recommendations can be made on the use and collection of
needed dats:

1. The Program Office should insure that mesningful and
interpretible results from all data collection exercises
are presented to the concerned line agencies. Though data
analysis frequently requires sophigticated astatisticel work,
conclusiongcan be presented in the form of understandable
action statements. It is policy implications snd not gubtlety
of analysis which are important to the action agencies.

2. The Progrem Office should continue its role in guiding end
coordinating data collection efforts of agencies within the
Basin. To fecilitete this role, the Program Office should
insure that a aufficient number of its personnel sre adequetely
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trained in data analysie and interpretetion. Specialised
training with ectuel personal date handling experience ie

required for some of the staff.

Whether or not resulte are favorable to on-going projecte,
they must be made aveilsble to the appropriate personnel.
Accurate plenning and timely implementetion require truet-

worthy deta.

Efforte should be made by the Progrem Office to acquire
dets collected in the Besin by national agencies. WNationsl
egencies should be made to realize that regional agencies
require disasggregated data for local planning.



Appendix No. &4

Comparison with Other Area Development Propgrams in “he Philippines

The Bicol River Basin Development Program is one of four on-going
geographically based development programs in the Philippines. The other
three--Mindoro (with IBRD assistence), Cagayan (with Japsnese assistance),
and Samar (with proposed Australian and IBRD support)--are esch in a
different stage of development, Mindoro is well-launched on infre-
structure development; Cagayan is in en advanced planning stage while
Samar is at the preliminary planning stage.

The three more active projecta show several major similarities.
Each involves an attempt to asssure complementarity between developmental
inputs. Though differing in their conception of integration, the program
strategies are in fact converging. The three Program Offices have found
that effective coordination batween line agencies requires long term, low
key efforts at informal interaction.

A second similerity appears in the evolution of all three programns
from area-wide pleanning to & sub-srea focus. Narrower geographic areas
with similar prohlems within each region are receiving concentrated
attention, The Bicol Program Office, however, is involved in plenning for
e larger number of sub-areas than are the others.

A third similerity appears in the relationship between the program
officees and the central offices of both line agencies and budgetary
authorities. Each has had parallel difficulties in obtaining prompt
releases of funds by central suthorities. Also, coordination problems
have occurred hetwean the line agencies responsible for large scale infra-
structure development and financially less involved agencies.

Though similarities exist, each of the programs differs hoth in
terms of the scope of its essignment and in the means used to accompligh
its objectives. Mindoro is most heavily oriented towards large scale
infrastructure development; Cagayan is more focused on the technigques of
agricultural development with special attention paid to locelized agri-
cultural research, the Bicol River Basin Program is more balanced as
between institutional and infrestructure development.

These differences in focus are reflected in differences in the
operations of the respective program offices. The fuct that the Bicol
Program Office is located in the region iteelf has tended to . mphasise
its tiee to the community s 4! to local groups. The size of the program
offices also reflects their differences--Mindoro with sixty individuals:
Cagayan with 7 or 8 and the Bicol with 102, Both Mindoro and Bicol attempt
to coordinate with the line agencies by placing some of their technicel
staff in the line agencies' offices. Mindoro. however. has based most of
its personnel in Menile,
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A second major difference appears in the efforts of the Program
Office to encourage popular involvement. Mindoro has a province-wide
Area Development Coordinating Committee roughly paralleling the Provincial
Development Committees found elsewhere. However, no structure exists or
ie contemplated in the other areas that compares to the Bicol River Bessin's
sub-regional Area Development Teams/Area Development Councils.

It would be premature st this time to attempt a detailed evaluation
of the affectiveness of each strategy. It is clear, however, that esach
program has had experience which would be instructive to the others. All
could benefit from a sharing of these experiences. We strongly recommend
that periodic meetings between Program Directors take place.



Aggendlx No. S

chronologx of Events Related to Bicol Development Program

Sept

Feb

May-

June

Nov

Oct

1965

1967

1968

1970

1972

1973

1973

1373

1974

1975

1975

Establishment of Bicol Development Council,
Bicol Planning & Development Roard, Bicol
Development Authority, aud Bicol Development

Company

Publication of U,S., Bureau of Reclamation
Report on Bicol River Basin

Pubiication of Physical Regional Planning
in_the Philippines, U,N, Development Program

Volcanic eruption and typhoon, U,S, relief
operation, incressing popular unrest.

Publication of Report on the Province of
Camarines Sur & the Lower Bicol River Basin,
by an Interagency Survey Team

Publication of The Bicol River Basin

Development Program, by an Interagency Survey
Team (Blue Book)

Iesuence of Exec. Order 142, creating Bicol
River Basin Council and establishing Bicol
Program Office )

Issuance of Letter of Instruction 99,

eatablighing Cebinet Coordinating Committee
on Integreted Rural Development Projectes

Publication of ILO Repori, Sharing in
Development, A Program of Employment,

Equity and Growth for the Philippines

Issuance of Presidentiasl Directive 805
establighing Secretariat to serve Cabinet
Coordinating Committee with Pedro N. Prado
as Managing Director

Reshuffle of Bicol Program Office personnel
with Salvador Pejo designated Acting Director



Apr 1976
May 1976
July 1976
Aug

Feb 1977
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Issuance of Presidential Decree 926
enlarging program area, designating
Secretary of Public Works as Bicol
Coordinator, and establishing line item
budget for Bicol Program Office

Organization of Bicol River Basin
Coordinating Comnittes

Publication of Bicol Comprehensive
Develogment Plan 1975-2000

Publication of Bicol River Basin

Comprehensive Jater Resources Develoggent

Study

Publication of Ten-Year Development Plan
CY 1978-87, Bicol River Basin Development
Program



