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For your attention we attach a letter dated July 14, 1983
 
from Eng. Jose Varela, Director of Planning Cabinet regarding
 
a project on Warehousing and conservation of silage.
 

Encl. 

~ The Office of Irt traunal Cooperalor, and Devuowpment 
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11~Gnbin e de Plaoamento 

Dr. Purnel
 

Team L eader USDTA/0jCD 
PROCflLFER 

L2 700 02IRIAS 

S,,,a rfer.lnci . r unicaho, . Lua . NoSii refhiincia Praei do Cum~rcIo 1194 LISBOA 

i ./_P-1.6.3.l/831l L 3 

ASSUN1TO: 

Jenho, por este melo solicitar a sua meihor atenIo para 
a necessidade de se dinamizar o projecto de "Armazenaoem e Con-

C servarao de Silagem" abrangido no Grupo "Marketing Systems", pr­forma a que o mesmo possa ser realizado com oportunidade ainda 
- no presente ano.
 

Na realidade este projecto, Virado para 
a demonstra 
 .o
 
e divulgao das tcnicas de o e conservao de siaoem 
adquiriu, na 
presente conjuntura, um interesse 
acrescido mothva
 
do pelo recente aumento de alguns factores de produgao, pelo que
consegui- o desencadear ainda em tempo de s-ent-i-r efeito na actual 
campanha. Trata-se, nesta circunstancia, de conseguir que.as ac 
t oes integradas no projecto sejam levadas ' pratica durante a 
fase de produggo de silagem ou seja durante os meses de A gosto ­

- Setembro. 

Coin os melhores cumprimentos 

0 Dire • ,Geral,
 

1'' 11I 1 ,j 
' 
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I I NTRODUCT I ON 

Arenc .
 Atr:t -- A lu, ~a
conlusonsandactIonrecommenca nso ee oslt~ci

Portugal>i::";P .y c. y-or 2 :J u :I>::8 15 'by R - ls T h cr psolr, 

mip,01 ere tIcn nd ni!iIi::,. n t a. a,:: a.geme n t: :Systemr PMlT a re a e fc , a:.:se:ir,ies iof:: Reciion IPI.nr~ !: nd Bud~x lI rigT r o.pcarn d t oa n I na kpro e. 

Prior. to arriving Portuga T.. p. '1-1: 1efed ,,--Din r h, --o.....s 

I gIe: n Wh
:-:In and Lawr n e Cooley In Was~hi r ton. w iIle: in Fo i al he.V" -::
 

.-hel d substantive discussions t,1 hmember, of the iPROCLFE Cor i
 
-~atn ing Group, the O0] CD/USDA. Technl €Ic.Assistance :Team, th,;:;11-1 S;:. 
 PIH :
 
STeam, and~ US~Ai D Off icial s. 
 ,: i :
 

.Th I s report is a colla&borative e ffor t of the F'IHS Te a, an d .the_:i; ­

consultant,. Many of the documen ts subrnl t ted here. in Enql ihhv 
been developed in Portugues~e b->, the PFIMS Team,-. Secirr,ents o~f this 

Sreport were discussed with merrbers of th-e PROCALFER Coordir,atinq
Group and the Lisbon OICD[/LiSD)A Teasn.. '7 
... " 'A"rg S mm r e -, ... . :
 

, "A:- - i . .: . .A. " A. 

~~A . Background of the. PIMS Effort.- : . .. . ' ' . ... .. 

Ir, earl 1 582, af ter extensi ve corilder.ati1on. and re v iew, t h e 
PROCALFER Coordinating Group al ong .wi.th key members !of the 

. P larinnlnrg Depar tm~en t, the Ex tens Ion Depar trnient :and: the Reg ione.l-
Directors apreed to initiate an . Innovative .and experl rnental.. 

• Program ImplIerren tat on and Hlanaerr,ent Sys..tem (FIMS); The :purpose 
of thlIs ef fort . to be under taken wlI th the -asslIstan ce, of 

' :DPMCIOI CD/USDA consul tants, and staff vias to ".dev elIop and 
installI an Integrated MACP P r oar arri Im rreen ttion Ilanaamre n t 
Sys tem (PIHS) In s_-upport of the PROCALFER Procirarri by :th.-ercld of:: 
the 1983" .' The bslc' strateg>y of .the PIMS plan w s to develop: and . 

...institutionalize a high quality r,manaaerrent unit within, the Coot ­
d 1na.tIng Group which could assist wilth the irrple e ntat ion of 
PROCALFER at the nat Icnz,. and regional levels, and could serve as 

S a, modelI of ef ec t Ive progir aim a nagerr,en t f or. the- th e HACP m~ior e 
S generallyx. See the Objlective Tree Analy'..ss below: Char~t f01 

-

.. 
-

:,.': 

-

During 15182 and early' 19863 a. small PIMIS unit w.as esta~blished In 
t hhe Coordina.ting Group., The Team, with the active support and 

-. encouragement of several Portuguese Institutions, has ach Ieved 
some. Impress Ive re.ulIts dur Inq Its, flIrst year of oper-at Ions ar, d:recIeved a favorable revIew In the Apri l1 1983 evai'uatlon, (See 

.....so the rev Iew of 
::i Annex, D,. "Iee tl rig 

PIH1S Purpose -levelI 

s 
achlIeverrient ident 141e 

II Inm 



PRO UCI YI F SP CIFIC C i-P H FE ':r7 

;7'I2.:EI,, i EY S T E1NS D OPT ED E ' :;.!: ] ; ?. T E CH!'IO L0 GI E.S .:At ,:- AGR ICULLTURAL '" AD ,.,USE 
. r TOi :! : ::;:i:'iEAR'lEF: RS ;.,:T H:A T: '" A DJ UST ED L I ~CA L : Z ON:IE S jN BE : AR E

A S 1:'.AREE ECTDoLO I TH: OF:::i(g . 
:i:::;iFERTI IZZER; LlfI-'ITOINE AllD FORRAGES . " :- :;-.. : .: L . .. , : .' 

'PROCALFER FPROJECT 11HPLEHENqTED: SUCC;SSFULILY 11CLUDING:r. : "i: 

iEX'JETIENS ION POIUEMT 

::--,RES::EAR:CH F:C1OPIOE[T 

S CREDIT COH-,POt4EN..T : ;""::.: :;" .:.. 

IFrOIDUCTIYOA-DF OF ,IECOHPONENT"DTIRIBUTION 'INC 

'I f:At%.AGEtlEEN.T CO!,PON-.ENT (SGIP) - : : :" . " i : 

RESEACH COPONET SEILETTRND 
HI GH T LIELITY t'I HT- TEM DPTED UEDI AGEEN EELOSEDT AND 
FAPLEHENT ARG IENTESYSTE' THAT IMPRONES PERFORHNCE
 
OF PROC:ALFER ACTORSEME.E...CEFL' I:. .
 

;REGIONAL INSTALLATII . CODUCTEDUTN OFLEORKSHOPS 



owe ver!, recen t consulI tartts have i ndi ca ted that: the PIHS. Team is 
currently i n nic-eedc'f increased focus., structure ar, d technical 
comrpe t e ice i n i ts orgianizat ion and operat ions i n order to ensure
I org-run , hi Qh qua1 It>x perfc'r-marice and i nst i tut i ora 1 1Zt ion. The 

The or1iina. Termrs of Reference ( see Artnex A: S-cpe of Work:V 
Orig inal Cable) state that the consultant wil 1 prov ide technical 
asss.itarce to the PIS11l Team in definirg its. regic,nal wor kshop, 
strateies. nd support it in its regiconal pIannirg ef forts . 

Upon a.rriva i n 
addition to this, 

Por tugal , the PIHS Team r-eques.ted that in 
the consultant should provide direction in the 

the: 

Development and pilot testing a maragment sys.tem to be 
implemerted at the Zona.Araria level of the PROCALFER Project. 

Design of a Professional Development Program Training Guide 
for the Management Specilists and Regiona.l Coordinators 

Design of a.Learning Sstem for moritoring and evaluating 
the effectiveness of the PIMS effort 

In a.ddi tion the consul tant would review the current progress made 
in the collaborative work between the Coordinatirg Group and the 
PIMS Team and make recommendat ions. 

The Consultarnt was requested by LISDA to provide assistance on a
 

few other related products: 

PreparatIon of a PROCALFER Tra.inlrn Pol icy Statement
 

PreparatIon of a Proposal for a.U.S. Study Tour for
 

Regional Coordinators
 

PreparatIon of a F'res.ertatior of PII,1S progress to date for
 
OICD Director
 

2. STATUS OF THE F'ROCALFER 11PLEHENTATION SYSTEM:
 

The PIMS effort is on schedule with repsect to its 1983 Workplan 
as outl ined In the L. Cooley Consultarcy report. Highlights of 
the teams overall progress Include: 

(For a full description of the current pr ogress., see Annex S: 
Ingle's May Corsultanc>y REport; pa.ge 5) 

. . . .. . . .. . . P •• , 
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But in spite of the PIMS Team'sability to achieve Its output 
objectives in a timely fashon,. there areindications that the 
PIMS effort will not be sustainable in the near term. Al I 
management improvement efforts depend on the creation and 
maintenance of certain conditions which facilitate organized 
attempts to improve project performance. When these conditions 
began to. fail, it is the responsibility of the. Consu ltart to 
bring_ attention to this fact and provide recommendations for 

mprov i n -these -- pre-cond Ft-iFons-4-f or-managementi mprovement- ...... 
cess. This does not mean that the progress of the past year of 
the management effort is.any less significant. The results. of 
the PIMS effort are proven to be worthwhile and indicators of 
success can be clearly identified. The point is that the excel­
lent progress being made by the Coordinating Group with the 
support of the maragement effort will not continue in the future
 
if action is not taken now to improve conditions.
 

The current deterioration in the facilitative conditiions
 
for PIMS success was not fully apparent during the Ingl.e May
 
consultancy and is the result of a variety factors that have
 
fallen in place simultaneously:
 

Failing Facilitative Conditions: 

I. The FIDDAC Budget has been released in the last two weeks, a 
half a year behind schedule leading to further loss of PIMS moral 
and PIMS Performance Budgetting effort credibility; 

2. The. PIMS Team Leader, just after being re-appointed and
 
leadership roles being reclarified, has announced his resigna­
tion. The lack of continuity and stability on the team hals had a
 
negative impact on team morale:
 

3. The Planning Cabinet PIMS Team member has announced she
 
refuses to continue under the current condi tions and will work
 
only half time until the current objectives have been achieved
 
and then will return to Planning Cabinet.
 

4. The .PIMS central Team is now one full-time member And three
 
part-time members from Planning CabInet; one full time computer

applications specialist. The result, in addition to visible
 
discouragement, is the Team's Inability:
 

to' absorb heavy use of consultants
 
to continue present level of effort In the future
 
to expand budgetting/monitoring efforts to implementation
 

concerns.
 
to expand regional effort to central level PIMS efforts
 

5. Tprnover in Regional Management Special Ists and Regional
 
Coordinators has led to new personnel and/or empty positions and
 
no plans to either fill the positions or train the new people:
 
(4 new M.S. and 3 new R.C.: I empty M.S. position)
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Grou p seeks 

Budget Preparation and ReQional LeveI MonIt or ing ard the PIMS
 
Tearms seems to accept "hi s l imi ted role:
 

The. PH is not getti g the technical support the Coori-

The C'or d i nat i rig .c to limit th h F't S effort to 

ting Group demands of it To dz.te it lacks represertatior, fromReesea rchTj For e s.tr.,,-Credi t, etC.-.:'- ". . 

E:. PROCALFER Leadership a.r I S eam composition a.cks
 
stabi1 ity. Proposals of resignation are announced frequently and
 
occass i ora Iy f o 1 c ted thrcough on . The resul t is a higoh degree

of uncertai nty and the g.,in of enthusiasm an effortgro lack for 

which IackVs the support of its leaJership. 
 .
 

At this point jn time, the conditions recessary for a successful 
management improvement effort do no exist. Al though there wereshort-comings in the degree to which they existed in the p:ast,- it 

Was the professional opinion of the DPMC consultants that a PIMS 
effort could make sufficient progress to satisfy the expectatons
of the PROCALFER Project's leadership. 

Man > of the changes in the Consultant's Scope of Work were based 
on' the immedi.te need to respond to some of these Ti 1 rig
conditions. Recommendations for the Improvement of these pre­
condi tons for PIS success are out] fied in section 4. 

3. CONSULTANCY ACTIVITES AND PRODUCTS 

A. PIMS Learning System: An approach to monitoring and
 
evaluation of FIHS progress:
 

Nei ther t'he PIMS Team members nor the PROCALFER Coordi nat Ing
 
Group can agree on a specific definition of what near term PIrS
 
progress should look like. In the 
absence of clear indicators of
 
success, there Is ambiguity about how to evaluate the effective­
ness. of the management improvtment effort, This. has a varelty of
 
effects.:
 

* It makes, It difficult for decision makers. to decide whether 
to continue with the PINS effort or not: 

* It creates uncertainty among Team members as to their 
effectiveness In Implementing the PIMS design and whether It
 
really produces the Improvements expected.
 

* 	 It prevents a pro-active approach to Improving the 
installatIon of the PIHlS effort. 

http:immedi.te


T he dIf ffi cu lty c-f me . n In the f act t hlat the P1Mesuremen t es 
effort is in progress and requires a set of leading indicators 
(or Precursors)' of f-finala success tha.t telI Ithe Tee am and thhe 
PROCALFER Coordinating Group, whe ther the effort is malI ngc the 
expected progress. These leadiric-i ndicators are often difficult 
to design because the PIMS objectives to be measured are USE of 
an improved management system as. w,1ell a.., the EFFECT of the USE of 
the PIMS manaoerement system.' 

The P1MBS effort is based on a. very speci fic set of cri teri a f or 
assessing managerent improvement over time and particul-arly, USE 
c.f improved maragemeri t techn iques ard prccesses. Lnt II1 r t he .ow 

consultants have not Qiven focused attention to developing Team
 
skills to design these F'urpose level precursors of success nor to
 
a process for using them to build team confidence that the PIMS 
is being implemented not only on schedule, but effectively. 

The basic defini tion of the problem was presented to the 
.Coordinating Group in the form of Annex C. Here the consultant 
Identified the, need to set PROCALFER Purpose and Goal Level 
targets that are real istic (still set by mul i tplying the number 
of hectares requiring Iimestone by the number of tons of 
1 imestone required to neutral ize the acidity to arrive at global 
regional and national figures. See the Punell letter to Sevinate 
Pinto: October 1, 1982) and to identify Means of Verification 
over time. The consultant a.Iso discussed the need for a 
clarification of how to measure the PIMS effort. 

In a presentation of a conceptual framework for the P1MS effort 
(see Annex 6), the Consul tant outl ined a Learning System that 
Team members could use to monitor their work, Identify success 
and make improvements (See Annex E) In two successive meetings 
with different Team members, the Consultant developed an initial 
1ist of precursors of PIllS success for their Purpose and Output 
level objectives in terms of the Initial PINS Implementation, 
ongoing Maintenance and Future Replication (see Annex D and the 
fi nal Precursor Map in Annex I). 

The initial Precursors summarized past success. Althpugh the 
Team felt this was extremely useful for building confidence as 
wel 1 as understanding of what they are doing and why, they also 
felt that they must now project future indicators of success. 
This did not happen during the consultarcy, however. The Team 
does understand the principles, criteria and technique for 
proceding with the Learning System. Instructions and sample 
materials are in their hands. The consultant Is not confident 
the Team wIll take the initiative to develop Its. Le arning System 
wIthout assistance. 

The Team dId t ake one specific precursor of success realted to 
the PROCALFER budget process and elaborate It In terms of 
progress that can be attributed to PIMS '(see Annex E: Purpose, 
Level LAch Ievement: An Exampl e) 

B. TrainIng In PROCALFER & PIMS 



I Th e PROiCALFER Tra.ining component is in the f inal 
stagces of rationalization into a comprehensive Training*Plan 
for the Project. A Traininci Plan Tea.m was~ ident if ied and the 
v"orI< clarfied. Prior to the initial meetings, OlCD Training 
t-.Ia re~ponsibl e, Jim Bl ack and 01lCD T eam Leader , Glenn 
Purnell Fel1t i t impor tant to el1aborate a. Pol icy Framework i n 

__kwh.Lc h.._.tode~veeop-.a.Project.Tra i;n irc -P-1 an .---T e-_Con u1-an t-----­
wi th the assi tance of J im Black prepared the Training Policy
Statemen t prov Ided i n Annex P. 

2. The PIMS-specific training program has been defined in
 
several i terat Ion over- the past year. Th c-most re cen t and 
coprehensive e fort hatd bee n Martcus Ineos Team-de ve l op .d 
plan of the Mlay, cotsul tancy. 

Due to the quickl changi n nature of training for the PIMS 
Team, the Consul tant and the Team felt It necessary to re­
evaluate the PIMS professional devel opment program in term­
responsive to the; 

Turnover in MS and RC (Regional)
 
., rover MS,in and Team Leadership (Central) 

Overall lack of advanced technical ski ll s ir mngt, 
Need for strengthenirig Regional MS capacity 

The Consul tant outl Ined an overall Professional Development

Program building on his and Ingle's previous t,iork and 
outlined a PIMS Team Training Guide for providing internal 
Team Training. The document describes (see Annex J): 

Formal MS and RC Training by the PIMS Team 
Informal/On-the-Job Training wi th the PIMS Team 
Overseas, U.S. formal and Informal professional devel­

opmen t 

The document describes ir detail a Training Guide for
 
training Ms and RC replacements. The skills for collating

the Training Guide and using it exist in the core PPMS Team. 

Informal Study Tour/Training opportunities for Regional
 
Coordinators were identified in recent DPIC 
consulting
 
effort and discussed again during this one. A proposal for 
a 1983 U.S. Study Tour (see Annex Q) was prepared based on a 
series of inter;iews with OICD Team Leader, PIMS Team 
members tand Regional Coordinators In Regions 2,3, and 5. 

C. Zona Agraria Management System 

Many Project implementation activities take place at the 
Zona Agraria level. The primary bur-den of responsibility rests 
on the shoulders of the Extenslonistas, Vulgarizodores and the 
Agricultural Extension System. In the 
absence of full deployment
of personnel and a consistent Extension Service Management 



Sys.tem, PROCALFER iriplemen tat ion wi 11I be 1 imi ted. PROCALFER/PIM,., 
has the expertise to support the Extension Service in the: . 

Desion and development of a 2ona Aorar ia PFllS, and
 
A process for installI ingsuch PIHS/ZA
 

The PROCALFER Coor d i na.t or, the PIMS Team and Regional proi ect 

surmaries of Meetings. in the design of. the PIMS/ZA). The system. ­
and the i nstal 1at ion process be ini developed are compat i lie with 
t nhoe Extension efforts implement aonoi Ser vices to nationwide
 
Extension System; wi th reoional organic structures; and with
 
PROCALFER Regional PINS.
 

The system now being developed is a. cal laborative effort 
of Reai or, al Extension Director, 2 Regional Management 
Special ists, PIMS Team Leader, Regional Coordinator, Zona Agraira 
Chiefs, Sub-regional PROCALFER Coordinator, Ext ensionistas, Vul 
garizadores and par ticipating farmers. The description'of the 
process and the steps undertaken are provided in Annex M. The 
Guiding Conceptual Framework for the PIMS/ZA is given in Annex L. 

The primary responsibility for the installation of the PIMS/ZA
will be with the Regional Managernent Specialists, as envisioned 
in the original PINS Design (see Thompson/Rizzo Report of January 
1982). Two Regional MIr agement Specialists are currently fully 
Involved in the System Design and Installation Process Develop­
ment Effort. (Regional MS from 2 and 5) 

At the writing of this report, the design team had established 
the PIMS/ZA criteria., defined the Zona Agraria Work to be managed 
and roughed out a system.(See Annex S) Next steps are to define 
the Installation process and plan phase 2 of the pilot. When the 
pilot Is complete, the Installation team will begin a region-wide 
Installation effort which will serve as a model for other re­
gions. The System and the Process can then be replicated in all 
7 regions.
 

D. Improved Coordlnatiorn of Coordinating Group and PIMS Team: 

Major Improvements in the Coordinating Group's use of the PINS 
Team have taken place over the past months. Regional 
intervention/workshops are planned as joint efforts and percieved 
as such by regional personnel . Coordinating Grbup
Reconnaissance, summarized in specific regional guidelines and 
followed by a PIMS team brief ing and the PIMS workshop represents 
an Improved markagement process. The consultant discussed this 
process with rfiembers of both the C.G. and the PIMS Team and 
prepared a list of suggestions for improving the process (see 
Annex N) 

4. CONCLUSI ONS AND,ACTI ON RECOMMENDATI ONS 
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A. The PIS Team: 

T he P1S Team cannot sustain I ts scheduled efforts beyond'
the next three months. 

Action Recommendations: 

Expand the Central PIMS Tea, to three full: time
 
merrbers and a full time Computer Applications Special istr: Full
 
time members should be recruited from Planning Cabinet and two
 
other, techn ical agen.- es whose input is required on the tea m 
(research, forestry, credit, etc.).
 

* Identify a provisiconal PIMS Team Leader in anticipation 
of Carlos Goncalves" departure. (See Annex 0 for a description
of how the Consul tant ass isted the PIIIS Team ident if> a 
provisional leader and a definition of respon sibilities when the 
PIHS Team 	 Lea.der went on vacation) 

* Begin the search for a full time PIMS Team Leader 
either from within the Coordinating Group or from without. It is 
recommended that the Team Leader come from either Extension or 
P1 ar ni rig. 

* The empty M.S. position be filled and a 3-part training 
progr-am be initiated for all nr~w Management Specialists composed 
of: 	 (see Annex J)
 

Apprenticeship: On-the-job Training during regional
 
workshops
 

Formal PIMS concepts and ski ills training by PIMScore 
Team 

U.S. Intensive formal and Informal training 

The Regional Management Specialists will be taking increasing 
responsibi it>y for regional level FROCALFER implermentat ion 
management. Their professional development demands Immediate 
attention.- Even a central PIMS Team of 3 cannot do all the work
 
envisioned by the PIMS effort. It is the Regional il.S. who will
 
Implement the PIMS/ZA and maintain It. Given the scope of the
 
work expected of them, formal recognition of their position (see
 
Annex K) In the Ministry Dispacho Issuggested.
 

B. The PIMS Team Scope of Work: 

The PIMS Team scope of work Is too I imi ted to achieve the levels 
of success expected of It. 

Action RecommendatIons:
 

* Enlarge the PIMS Team Scope of Work. The PIMS effort 
will not succeed if It restricts the entirety of Its wor', to 



">~m'.~ o I", r. 

Proraiebudgettirig arid mon itor inrg. The PIS effc'r t I s an 
ipIementati.on manaciement effort. The Performance Budgettiig and 

monji tor irng emnphas.i S. Was selIec ted as the mcost appropr iate oppor tu­
'nit> for installina the PIS Team. Project performance will nott 
ontinuc- iriprove without more focus on irimp Iemen tat-i con­
cerns. For examplIe, regional1 PROCALFER. teamn need P1MB. team 
support in on site imp mentation problem solviig workshops. Mcre 
co:onsuttaa i ve type ac ivi ties on request basis wil l be needed, i n 
the future. Likewi se I I nce the PIMS Terri I ac kS:-.the dep th arid 

-br -of-N ,--.exper-t of-ten-de....de d-of-.e adt h echn-i ca -se. 7 .t-by--the 
.:.i niE' it i 1-1 have to deve op al ternat ives. means to prcv ide it. 

Greater emphasis o re t echn i sp ec ifi ; probl em olvvi-ngQ at 
the regional 1eve 1I 1lV be nec ess ar y in the future. 

The fact that the PIMS Team isA.I imited 'to Regi-ona Iinterven­
t ions, cont irues i gncres that fact. that central evel agtenc ies 
par ticipatirg in the PROCALFER Project wiil.l require management

assi stance . Al though the PIMS Tear and Coordi nat in.g Group have
 
decided not to deal with, this fact at the present *time-,. it is
 
still an issue related to PINS success. If the PINS Team cannot 
respond, then additional consul tancy assi stance can be requested 
t o cloth is independently of the PIMS Team. 

C. 'The Manaaement System: 

The PIMS should be extended to the Zona AgrarIa level if Project 
implementation is to be manage d effectively. Ilany of the 
activities reIa ted to the development of demand for PROCALFER 
inputs and most of the activities related to the introduction of 
improved agricultural techniques related to the project take 
place at the Zona Agraria level The absence of effective methods 
of mariaging these act iv Ities will cont inue to prevent high objec­
t ive a.chievement . From the outseti it was clear. that the manage­
ment effort had to extend down to the Equ ip level. Again, the 
R Regi ona. levelI intervent ions were seen as the starting point from 
which to expand: 

Action Recommendations:
 

* Extend the PINS management system to the Zona Aqraria 
level. The PIMS/ZA is a set of processes that provide for a 
s>stematI c mar,agement of PROCALFER implernentatoin at the farm 
IeveI. The pilot for a PIMS/Za is underway. The installation 
tearr is compoSed of a Regional Direct'or of 'Extension, Regional 
Coordinator and M.S., Sub-Regional Coordinator, Zona Agraria 
Chief and se lected ExstenIonitsta.s* The effort can be guided by a 
team of Regional 1.S. with 1 iml ted assistance from the central' 
PINS Teamr. 

D. Measuring Project Resul ts: 

At the moment, project r.sults cannot be measured In clear
 
realiIs tIc A'terms: realistic -argets cannot be formulated, means
 
o f verification are not Identified and base line data Is sti .
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unavi lable. 

Act ion Recommenrdat ions 

Con t i nue the twork onl Hon i torrig and Eva Pt ion 
Ana. l ysis of reaI demand for- Project technol coy has yet to be 
i dent ifi ed in order for real i st ic PF:CALFER Purpose arid Goal 
1 eve 1 targets to be set. Thr.. t,.,c'rout 1 i redk by C,I CD Team Leader 
Glenn Purre11 clearly identifies these issues of measurement arid 
defines a. ser ies c,f act ions s.teps that require dc isons . f-ears 
of Yer if i cat ior, arid a. s>- tern for morii tor ino and eva 1u;, t i n the 
F'rojects p,ro gr.oPe=s dmr.;,nd irmedia,te at tent ior. The issue of bi.ee­
line dzta alsc, L, e l_-,tteition, 

The FI -3 Eff ort itsa lf requir,es a. cle rr me a.-ur-a l e Ce t of 
interim indic a.tors (precursors) for- assessing ppogr e SS, both by 
the Team .nd the Coord ina.t i n Group. Th i s. Le r-r i c yst err (Seee 
Annex E) is. required for developing Tea,,m c mpe tence in us i no the 
PINMS appr-oach and conf idence th.t they are usino it ccrr-ectl y. 

An i nteor:ted cons.ul tancy tear is. rec,--im ended for as-ist i no 
the PROCALFER Coordina.tinq Gr cup a.nd the PI MS Team 'dlevelop a 
Project end Piis -Hcn itori n /E,,l ua t ion Sy-.tem t,.,hich Lu i ds -n the 
prores-s r, y-,.. ...va8 e ai>, rn-ade En.Q 1i i era and the FIis ean-. 

E. Unrl iable relcae of the budoet:
 

Attempts to gain an early release cf the PIDDAC budget 
 have
 
fail ed.
 

Act on Recoi-rnenda..t i on
 

* It is recommended that the Ccord inat ing Group request a 
cha.nge in the PROCALFER fiscal yea.r sini lar to tha.t of one other 
- in istry proj ec t (fore try) . Ins tea.d of asking for a n ea.rly
 
r.elease of the budoet , the PROCALFER Project should ask for a.n 
extension of the tinme the budget is av,,,ai 1able for Project us e. 
It will not be easy to acco-pi sh this, but there iss a precedent
for a chance in fiscal year, Planning Cabinet personnel rera in 
will ing to ass.is.t in this. process. 



------------------------------------------------------------------

Scope of Work'
 

OlCD/]hompson Management Consul tancy to the hG.P learn 
 for the 

period covering: May 22nd to JL ne 25, 1987
 

Objectives of the consultanry:
 

A To assist the SGIF' central team in:
 

1. developing and pilot testing a management system to be
 

implemented at the Zona Agraria level of the PROCALFER Project:
 

2. designing nd refining the regional level management 

inter ventions for 1983in Regions 5,4, 5 including the develop 

ment of: 

a. annual workp] ar-,s
 

b. performance budgets
 

c. monitoring system 

Products expected of the consultancy:
 

1. Participation in a collaborative ef-ort with the SGIP 

team, and with Carlos Santos Goncalves, in particular, providing 

input in the development of a suh-regional/Zona Agraria level 

management system in the form of:
 

D. ou tIining the criteria for- a -one agraria level system 

for managing the PROCAILFER, 

b. advising on the compatibility of the ZA SGIP (Zona
 

Agraria SGIP) with other systems;
 

c. aria] yr i ng the c:urrent management systems used in 



d. dveF-l op i ng a prototype syste-m deoign and an strat .­qy
 

for inp]ementirng j t; 

V. dE mll r the: j mp] .r_,nt at on arit.?"V\'nti _rin and 

pari ri 

the iFte'rveit 1 orions; 

f. pr ,- c the ,:oppropriate, mater-i,als t, -. un;ed during 

9. Prpar nq a mini-trairi rg wor.-op for thy Iaragement 

Sprcial i--ts wh., wI.II tp n]pV,F'g, rtq 1')tIm A 5Gi,'iIF'; 

h. a 'vi - ri:g on th, ] ] cit I _istl r and the eval Lat] on Of 

the pilot; and f inal]y fac:ilita ting tleo refinements and design of 

an annual ZA SGIF' m p ric:ntat on plan. 

2. Assi st the SGIPi Team in npve]oping a monitorinq and eva].ua­

tion strategy for the SGIP effort ar-id the PFCALFEIR FROJECT. 

Conduct a wor I:shop (-iynl (.an verification ofshort or- dvelpngp of 

project impact and aasi st the Inp]ementatiorn leam and the Loordi-­

nating Group in applying the approach to the Project and in 

identifying the resources. requnirprl to i rip]eme it. 

3. Prepare a SGIP review arid/or introduction workshop for new
 

Regi onal Coordi nators and H-.naoement Sepcialists to be
 

impiemented by the SGIF' Central Team. 

Related Products: 

4. Farti cipation in a (]]aborative proc:ess in which the conisu­

ltant will provide counsel /guidance inm the refinement of regional 

and sub-re.gioral level SGIF interventiorns 4or the revi ew of the 

1903 programs of wor: and preparation of the 1904 Work Plans, 

Fcr4 ormancr IPudqc!o't.- anc th dtovlo opmo.it of a Moni tor ng Syst em in 



regions 1,4, and 5. 

4. keview the new collaborati ve regional SGI-' process in which 

Loordianting Group and Implmentation Team work jointly dur i ng 

regonO a r,d .uL,---regin nrw] i it vrnti on.s and fha 'e reciommerndat i ons. 

5. Frepare a rr.port (at the request of th- SGIP T.am, not more 

than 5-7 ,r-, sr ::ed p-g.s) or', the c o r,--u ] t r-,c y r c.,/i ewi rg 

conEoltancy shjpctii\,&-, r-- ,Iits achinCved and rpcommenrdations in 

the area of SGIF' imp] untation at the Zona Agr-aria level . 1894 

regiona.l and sub-regJonal i nterventions in annual worl.plarfnirg, 

performarce budgettng, mritorinrg: and overtll integrated mana­

gement effo-t to date. 

Schedule of the consultancy effort: 

Week 1
 

May 20-May 22.
 

Work in Region 5 with the SGIF team in designing and/or refining 

the regional and subregional interventions for that region. Be­

gin eva]luati rg the Zor, a Agraria and iUte-son te a f:eam maagemcnt 

systems that are available and begin interviews with ZA chiefs of 

successful ZA. 

Week 2
 

May 30-June 4
 



,' -~~o 

.. ...
.
 

•Devel 

in region' 5.:,.,..sppec-alist'the new Mriagement 

....
....
- I, -nIrI?.June 6 


o i 'i
f r ~
 
a mini ,teamT workshop 

op mTa ter ia)s and 

evalu,on on it6ring and 
a team workshop
Devel op 


Plan nexit s teedpsc on
 
it.
and present
impact 


sym
evaluating 
FROCALFER and SGTP 

monitoring and 

4
 
Week 


J u ne le
 
June LI13
 

Zona Agrarias
and 
see 

AZGIF' in aRegion
Conduct 
n Teami
the IRipIeientati

the Coordinating Group 
and 

5

Week 


June 20-June 25
 

Asist in the ref inement of the ZASGIP and 
the de
 

w 
for condLkitng the 

ZAESGIF' 
material%
training 


future.
 

Write consul.tancy report
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For Irn terna1 COrnUsc-e Ix 

D iscuss ion Paper 

Presen ted to Cocrdi at ino Group by 

-co'rs-ultant, R. Moses Thchpsr, n 

Ma>' 31, 1583 

MEASURING PROJECT IMPACT 

A PRO-ACTIVE PROJECT LEARNING SYSTEM &. ITS 'EA!4, OF VERIFICATION 

Preface: 

The fol owi ng paragiraphs, descr'ibe the need to install a more 
useable learnina system in the PROCALFER Project. They refer to 
an on-colrig, pro-actIve system for eval uat i nQ specific project 
learnirngs for maki nimprovements in the project desian and the 
base-i ne data by which these IearnirQgs. can ie v&'l idated. 

Summary: 

PROCALFER has just cormpleted a,prcJect evaluation in order to 
identify its current level of progress towards program objectives 
and the reasons. for short falls In achievement. We eval uate to 
find out i+ we are makIng the desoired prject Impacts and if 
not , why nmot . Good eval uati ons are pro-ac t i ve rather than pas­
sive. They are deslried to learn something that can be used to 
make Improvements. In complex projects such as PROCALFER this 

" 	 be ories unusual ly dlffi cult. To be useful the eval ua.t ion of 
project impac t must be specific. Not only must we know in detail 
whaa.t whe want to be learned, we must also design the means for 
('cr1 fyirg what we are- learn Ing. 



* *What is to Lie l earned 

* '1ezns Yer ific -- of Ile; rr, i nqof tIon 

: proj ec t is .n exper i mer-t . At the heart of a p r oj e c t i 'E a 
hyPothe t i ca. re 1at i o.neseh I p amori4 a var et cif elements. This re l.­
t ionship is. stated in a hier-rchy of cause arid effect. If we 

- p rov-ide-c e rt-i-r - scor;c: s.G- tTn ,ie, c[-. r-co'-i u-ct- -6-1 T Fe d
 
ties. If we do activities, II. chieve r
these then we.i setain 
outputs. If w.,Ie a&chieve these otpu tsC then we k 1 1 succred i ri
reaching our purpose and if we Achie our purpose 01e W i 
attain our goal
 

The quality of the project is only as good as the val idi ty.of the 
causal logic between in these relationships. As socia. scien­
t Ists the projec t mar agers. ard coordi rators try tc, bu iId the
 
projec ts logic on sournd historical experience, intui tive
 
under-standi rig arid f i rm data. But it is a.l sc- true th at wle procede
with imp Iemen tat I on even when the 1 oi I c of a.project hypothesis
i. s. Ill quest ic n..a.bl e 

In any case but par. t icul arI >, ,hen the project hypothesl s (output
to purpose 1 i nkaae) Is of concern, the project managers must 
concern themse 1ves wi th ron i tori rig i ts val i di ty during coursethe 
of Implementa.tion (as opposed to w,,aiting to the end of the pro­
ject) If the project hypothesis is Inval id, I t can le improved

through a. additions or- deletion in Outputs, b. the management of
uncertain assumptions, or c. the.dditlon of appropr'iate activi­
ties. 

The verf, Ication of the projects val idity (the val idlt>, of the 
cause and effect relationship between Outputs and Purpose leve
objec tives) does riot happen automatically. The learning procesS.
begins dwith clear boundary settino This Is done by defining ,
the internal and external variables wi th Irid Icators. tha.t are
expl icit in terms of quality, quantity and time. That Is, each 
statement of obJeective (goal, Purpose, output) In the Project
Logical Framework must be stted In mer,surable Indicators. The 
same is true for each of the exogenous var Iabl es. (or. Zs.su mpt I cni) 

But 'how will we verify these whether indicators have taken place
(whether the exper iment ha.s worked) Where are the data and how­
wlil they be collected. What are the expllclt agreed upon ;means 
of verific.ton for each objecive indlcator? 
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A t the moent, FROCALFER ha. made much prcgQress in defInnQ 
Projec t Iridi ca tors for ea.ch lev el of i ts projects. obj e ct iv e s. I r-
Most :cases ,. t hose cin be t&.rge t ted t hr-ouQh a r:-. t icoria I pla.rniri inQ 
process. But the me;-ns of v]er if i cat ion and the bse-l i nE-data 
requi red to v&. i date these i ndi c.tores are usual 1y col 1ec ted at 

z.s a4. urnp I a.r, r,e dn pr, o c e s s. 

The d ata may or may riot be necess.ary a7nd sufficient for the 
va.l idation of the project's, design. But the fundermenta.l questicon 
to be asked by the Project Tearn is: 

Do we have the data ,,,e need in order to learn wh,t we wa.nt 
to know? 

Exh i bit I bel ow prov ides a s.mple Logical Frarmework with an 
e,dditiona1 fourth coumr, for . He ans of Verific a.ticn . It 
ident 4fi es wh.t documerntat i ion will be required, where they car, be 
found and the schedule for colI]ect ing this base-1Iine data. 

Hean. of erifica.tIon rmay requirE additi ona I funds. For example, 
if the ver I f i cat i on of crop yi e l d= requ ires random samrnp I e armer 
surveys., then additionalI resources. will be required to train 
personnel to conduct the surveys, to conduct the survey and 
evaluate the resul ts, etc. AIso, addi tiona. .ct ivI ties will have 
to be added to the project Itself in order to bring.this about. 

If the Aa.1 idI ty of certain comporients of the project's causal 
logic requires early verification, then the project managers must 
phase this monitoring approprIately. For ex rr, ple If the 
rel.tionship between the number of demonstration plots for la. 
specific crop arid the participatior, of farmers. Is critic al for 
later project pl anning and the development of CoordInating Group 
Guidel Ines to the regions, then attention to this arnd the 
development of the means of verIfIcat!on must be timed 
a ccor-d Ingly 

At the moment, the PROCALFER TEAM Is fulIly Involved In the heat 
ofI atIon. It Is .implernenttypical to postpone thIs kind of 
veriftcation and push ahead wI th the hope that the project design 
is val id. This has Its dangers, pa.rticularly to projects like 
PROrALFER wh Ich are sen sI t Ive t o the technology to be developed 

. 
: 
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during the liife of the proJeCt. 

; 

res re s.. . f.or collect inrg the nncos r a n suicientor ..... cO 

arid usl nc themI to val datethe priojec:td gn.rdL!p - e 

anl led I :, rovemer ts The 01 (C) cor,sut.r t , Thomps A6r,ouA. 

dwi: 1 in g to prepare:arn outli ne and make & brief preserittioni to 

theil ir tri rg!J of a conceptual fr m eworv for iFR C A'LFEFthe Coordi nat ing-Gr~oMuP o-n 
to l itn( r t 

S~ .,- .. , 

I earnifnQ Sy.=tem compatible .wlith the sGIP management tools It -

'c .U. l= 

... 

Almeida Alves 

Implementatlon Team 

Glenn Purnell 



MEETING LriRYSHEET 

MEETING TITLE: 	 SGIP PRECURSORS MAP 

MEETING TYPE: 	 TEAM WORKSHOP 

""TE: 	 JUNE I II5E 193 

PRE SENT: 	 SAC, EDITE, ADALAIDE (FIRST MEETING)
 
SAO, HOSES (SECOND MEETING)
A 

FURFOSE: 	 To 1earn ho, to construct a precursor map for 
a SGIP effort: 
To identif>' a sampling of past precursors. and 
To begin thinking about future precursors to
 
be used for monitoring SGIP progress.
 

Results of the meeting/workshop:
 

N.E:, In order. to or,Q..nize the wIrn sections offolc,' 	 PROJECT
 
PRECURSORS refer 	 to the attached docurent "GSIA Gener-i c 
Elem 	 rits". It include a. brief descr,Iptior, of the generic elements 
and toe phases. of a 	 management improvment effort, 

I. 	 Facll itative Condltions/Plannirig-ImplemertatIcon
 

* 	 Team improves abil ity to adJus.t to regior, conditions
 
GC. open to Improvements in mngt.
 

• G.C. more aware about the externa.l conditions where SGIP
 
wor ks
 

• RegI'ona.l participants more open to need" for management 
irprovments (example: - Regions. I & 2 are conducting meetings to 
discuss using the SGIP approach In all Regi ona.1 projects: 
Regions 3 ha,s Increased involvement of the Planning Cabinet, 

,, PROCALFER SGIP ha.. provided a language for, di scuss ing 
Improvements and has'openned some doors in the regions) 

* Top level support increasing: (example: Planning Cabinet 
Director and PIDDAC Budget Director support new budget process 
and provide technicians, to learn how to use it) 

• 	 SGIP regional t,,orkshops seen as useful by regional actors.
 

* SGIP Team accepted as having technical skills for solving 
regional management problems 



----------------------------------------------------------------------

i diri in Sel- Ustatnir, Mechenrnsm2. 	 Faci Iitative condi tions/uld 

Buil di ng i n repiI cat i or iechan i sms 
*. F .c i I tat i ve coridi tionsi 

and

Tc p level mn a.gers see r eplic&tion as impor tant i-sue 

l(1 &nning Cabinet Di rector read' to
ic J tog pr.ovj.dd resources 	

v i - t f f 
out se t: vi IwIiricQ o{o7 -d et a rid

di s: u.s rep i c a.t ion f r om 
will ing to i dent i regiona.ey planning 	 off i cersriterr,z support: 

Sc :rididates for H&noer,nt Specia. i -ts: -tra tecQizino uSe of 

FROi'".?LFER Han .ement epec Ial is ts for 11irin itry .nacement n it 
for all Hinistry projects

s tr :.tegi z i ng repI ictiir of the SGIP 


protec tig GI F' process in order to develop effec t i ye s ,.tem)
 

OBJECTI'E:STATEMENT OF OUTPUT LEYEL 

A4D 	 INSTALL
HIGH QUALITY HAN,',GEMENT TEAM DEVELOPED TO DESIGN 

W1 DE:HANIGEMIENT SYSTEM PROJECT 

To improve PROCALFER actors skill s in:
 

mar,ae e'r t
en furic t ions 
hurrmarn/teamrg seecarenization g.reri c elemen ts) 

anEy.l'tic pr ocesses­

4. 	 Output Ievel/planning-ilmpl1ementat1on 

* 	 R.C. delegates budgettirg responsibilit>' to M.S.
 
meetings
* 	 H.S. prepares, conducts effective 

SGIP 	 teaem as. useful t., desirable . Regions sees. central 
* C.6. understands uses. 	fo central mngt. team 

implement high qua.li ty regc~irial
* SGIP Team can design arnd 

of consul tingindependentl>perform.?,nce budoettirg w,orkshops 

ass.i stance. 

ScIP Tea.m can conduct more effective pr.oblem solving and 
2, 5 and 4 ..orkshops).objective setting sessions. 	 (region I1, 

PIA ski l ls mor e 
* 	 SGIP Central/Regi onal Team using 

using Androoog> decision making system
systematically (examplesl 

to organize meetings)
 

5. Output level/BuIldin9 	 in Self-Susta. ininQ Hech anIsms: 

to maintaln regIonal tezams: meetIrigs, work­
* 	 RH.S. beginnirng 


shops, ngeotIations, etc.
 

conduct meetIngs (regi ons" 
* R.,S. Impr'ov ir g the way the>, 


and 3. 1 was always effective)
 

2 

2 

http:pr.ovj.dd


--------------- ---------- 
-- 

R.P ,.~ne . i nerted .team toCe:t 9 ,t&.n.. V.S R aridd Ce n t r a! I C',eP o r i e nt..orthe:_~~ ~~~ t v r e . 1.. o r m o 
..... t e r 1,e n tr 

•~ ~~~ i .. ~ or,: 

to 0 iel
nnc "r~.r~~
tairn i nr trin-AS
des.igri~Team.iPen..tra i .. p ove r a l c r te vt 1 

cra P t h ein t o" e e.S. Its- . 

. tU 
pAp r- a n_ r sh p ,­we .oocu- rfVae t h SGI. _appr.op, andr 

ori of the 
r &I, eframewori'. rC|oroe 

PIA(recent 

repl i ca.ti on r iechatn s 
, Ou t 1 evel/E I n9 i n 

4
e n grated in 0 anfnficeO ect r r / 
Freino er roecs 

for .fur ther { Ot e p-uppOr5 proJCC t i5
Top levuel n otr 

:"' "-" * unerEGor, i Zt i
deve loped.tc 

* Pppani being b ir4e t corm an n in C 

IIIFCIT1U'B£I;DB€,c'c 

' T.C PP c t- nSTA1E'~EI v m S(31r eoPrn ,. r G. r t rlidTubCut d fr'9P....OSE perf~rf i 
JC 

T T..-E1NTTEPR
PA TCIA 

IODF pROCALFER 

procei(aoirmr, gt. comprehensiethe ari!E'l~in nriatedO d ce coordi"edr "'iin' r­
e* ,,..d.t.I.G turpo ' e ~' t 

* 

' 5)

regiorthetoout 
' D=u l . , CiAFjt g1 -I. 
_ .
 drnemr~t
o


effect ive ue h
,irne n 

C.G. ma-,.Kini.g more 
-P dnonal gu hngiig* I r l inalconduct re oC.G , , the form of 

ining' intevenition'rdr eglonl.libTe~trle 

inj 4), .final>'documentprotnOa. formal new ,oafor Identi!>'23,and nd need~egon n deC 
re C ,6,. ea uigrCnn&i~i 

..* 

tdvc e~~ - . on ?ourC 

._~uen _guidanceTC ne I taTI re uCo
a" .- i d C re ec pRo CALFERlevel4 comingoLibnfrrrot project) (regionCentrMlc troC.Grnid 
a, , RtonRegional 

Pr
 
o
rach e 

n S dnCV
Ja 


http:loped.tc


r&tinil b- :i _-for-n eotiatlon, o e . budget hearing, regiconal 
dcc urne r tat ion) 

* R i or, l Coordi nat ors are char,qi ring the way they wor. 
R .C s are improving abi I ity get consensus by i nvol vi ino regi oral 
dir. c tor c,- P ann iri and Ex teris i crn and Admi ni c trati e er v ice s 
in -.et t i rio annual objectives and develop i ni regional proJect 
budge ts. 

* RegcicnIal Coordiritors irr,proving abil i ty' o 1 ink FROCALFER 
ObjectjvI s_ ,. i th o eeral regione : objectives. 

Regi onalS P1 a,nng O ff ice0 are- ask i ng the PROCLFER MS. 
to prepare the anr, ual bucge t before they did them al one 

* 	 C.G. and Fl ann ing Cabi net re- ine role def in It ions i n the
 
budgetary process
 

* C.G. and PlarIr, ing Cabinet redifine budgetary cycle ar d 
schedu l e 

Regional Planning Offices sending budgets to PROCALFER
 
Coordinating Group for integr-at ion istead cf directly to Central 
Pl ann inc Cabi net 

* Regi oral budgets. becorrimi rig more real is tic; ta.r-gets becc'rmrinn 
more r ealistic. (example: Region 2 taroets were increased for 
come Zona Agr ria and in Region 1 targets. were reduced because cf 
last year's experience 

C.G. us i ng SGIP developed data for making budgetary 
dec i si ons 

* Routine project expenditures. (Demonstration Fields, -for 
example) are more accurat­

* an agemer t Speci al.ists (Pl ann ing Cabi net personnel) are 
going to the Zona AQraria and Extensionist level to visit 
demnr, strati on plots and figure out how the project really torks: 
M.S. are col lectIng project Informatoin at the farm level an d
usinr it to Improve quality of regional plans (regions. 3& 2) 

* RegIon al and Central level PROCALFER actors are negotiating
objectives, and schedules more effectively 

* 	 C.G. and SGIP Impimentation Team working more systematically 

8. 	 Purpose level/ Building In Self-sustainng mecharisms: 

* Regional Coordinators more confident about Integrating 

4 



project into regional structure: re al or.sinv 'lo,,iro ir-gi cirec in 
more and more deci icirs-at tini be tt;.r at deve lopin suppor t fcr 
project objecties ard Ludgets 

S Regior,a1 Tea.ms beg inrnri g to p1 art nior,ths ir advance: emp le 
c f buyi ng inputs for [emonristrat ion fields three riTorths before 
needed
 

* Regioris demonstratin a concern for control c-f project 
funds: 6 out of 7 reqicrs riot rpquire that the project P.C. sion­
ct - cf FROCLFEF expenditures (not true last year). In Fegior 2, 
Mi. S. de-fended the proper "pendi tur.es La-' ore the Re i oral 
Director cf A-r iou 1 ture. 

*cAdministrative Services now participate in the peparation a-W 
the PRiCALFER budgets and partic ipate in the adminiistra.tion of 
project expendi tures 

*qRegi onal 1 ans reflect more wha.t the recgi on van t s and is 
wi11 ing to commit itself to tha t .ha.t is. imposed by the center. 

9. Purpose level/Eui 1ding in repl1 ication mecha.nissn : 

S C~-:entra. Flanning Cnabinet/PIDEtiC -ffice make commi tment to 
1 earn and prepare repli inth e £GIF to e ricate it other projects: 
part i c i pa ted i n SGIP Centra.l Te ams work plann ing, ass i st ed in 
regi on a irtervention ,ne-sions and impl ementat ion, have 1 earred 
how to use the micro'-coomp'utars it the $,G1P nend h-,ye i dent iied a 
part i ul ar person to work -ii it ime in the _GIF team to deve oc­
professi onal understaninn aend ski ll in per-formance budoetting 
a.nd compu tera ppl i ca t i on for I ater rep i ca t i on 

* F IDDAC of-fice supporting the SGIP approach to Peraormence 

Budgettino to give it a. chance to work 



Ec ­".,:''cI - ,~r. LiE"L"'0 WE • T ilurL:'l ,, 'I.IEI I £':' TILEUi. L E 

FRECURSORS are indicators of goal achievement and succes of the 
eitort. The use of precursors permits_ the identification oi & 
FROCE.S IODEL '.hich c-n Le uscEd to plan/impilement the effort oer 

the rerf :,mnce 

time. ierajers at cil levels in the improment effort need to 
know. i 
crrnct 

their ef-ort 
''ait Jnti the 

are succedinci at an>' 
evaluaticin periods 

gi,',en point in time 
to verity pro-rcss. 

and 

FRECUS-I .: 1 1 n'. us to track the prcgness of an>' improvement in 
of th cener ic elements outi ined bi ow. These 

can Lie s tur'j ctured in termrs of the natura dimn on, s/rha s e o & 
rrnaement improvement intervent i on and mapped out by a tezm of 
impl1em entcr., The PRECURSOR AP can be used as. a monitor in too1n 
and an eualuation tool. It helps team try to understand the 
esence of a manageme nt improvement b> "mapping the des i rec 
result'" over time. It can Le a pro-active tool q since the 
failure cf a PRECURSOR tci take place can tell a team to take 
entrepreneurial responsi i it>' to make it happen of recorider. 
the i-h idi t cif the chosen FRECURSOR. 

PRECUSIOR H2'PF-S are best devel1ciped Li> the team who is to use them. 
It i an i terativye proces s end the Lasis around Jhich to org.ni e 
pr ces - o, .,ren':- t i on, 

INTERFRETATION GUI iES;: 

1 . GUIDE TO THE GENERIC ELEMENTS 
2. GUI DE TO THE MANAGEMENT IMF'ROVEHENT DIMHENSI ONS 
S. PRECURSOR MAP FORMAT
 

1. GUIDE TO THE GSiA GENERI C ELEMENTS
 

A GUIDE TO TO INTEPRETING PRECURSORS:
 

MOST FRECUR ORS W ILL REFLECT IMFRO''ED MAlA,:EMEl-IT: 

ENH' tCED 4PA!iAGE"IENT F'ERFO-RMANCE W.IlLL E:E REFLECTED I N IMFROt-1ENTS 
IN",THE A"Y THE FOLLOIi..lNG ARE IMPROEDL' OR [MAIINTAINED: 

MANAGEMENT FUNCTI ONS; 

* The degree to whiclh consensus and commitment to objectives 
and strategies is achined by ke> personnel and groups: 

I 



The deoree to whicth Lcork plans., budoets a.nd reso:,urces ar-e 
rea.l is tic ard accurate: 

* The deciree to t~iich pe,,plie's role_ Ard re.-porsil,ili ties re 
c 1ear 1> ar t i c u 1 t e d: 

* Tlhe deoree to .hi ch t. s.ka c,f key Ac to rs z,re cocr d in ted for 
execut i or,: 

" Th dc-ec- tc. 'h i ch re 1eva.nt timely ard credi ble 
inform .t ion is .va.i a.ble to key ..c tors a.nd is used to imp r ov e 
future action,
 

II HLI!i. CR GAN IZAT IOH : 

* The de,_-4r,ee ,..,.l opoer.at i ora l te ms ome t cjQe th er aroundto hi ch 
shared purpos'e ard m. i rlt, i n themse ves. 

* The dearec to .hiic-, temp,oar r.;,,ni:tr i x./prcij ec t teams. c an 
ope r te c t i ,, in -rmal *.ri tee& e 1x a orF7 ntoina 1 E rucu tre: 

,-er. to 1u : * The Ee ,.,hc ih their is c tur l s c i i n .t tu t I orIl. 
cor'ev ? erc .-,,. ct ik,,es.e u rd cb.i 

to -I 
neQoo : a t ic,n or es ta-,l i s irQ r.ol es.: 

The de r-ee h'.'ich t e..M.S erM ,h._. Ize c: crn ri-.us a.nd 

* The degree tc ,,hi ch or,-ornal a.u thor i t" .nd i rf 1 uc nce are 
rana.n ed to ach ie,.,e te.rnproi ec t object i ves.. 

* The de-r cc tc .,h i ch the i r isa E esr E c-f ok,.,ner-sh i p o'er the 
project .:rd a. -eris e cf te._Dmwor k: C c,per.Zt icn a.rid erlthus.i Zsm 

III. NIALYTIC METHODS: 

* The der.ee to vh i ch op er.a.t i cn .. t e ars. app >' anal >'t i c methods 
to prc'blerr, rm .I. i s 

* The degDree to which aralxtic methods a.r e fi tted tc. the 
c or t e X t (soc iZl , 1eve I of sop h i s-ti c. t i o , or- a rli za t I on .1 
fuinc t i or to be pier formed) 

* The degree to ,,hich the an>z.ytic methods. are perceived a.s 
providirc9 a. sce of infcrrnat ion fr om ,.,hich to deviate or ada.pt 



The decre e to oh i c h t e = usu c e.. c t i o n I c I n a cp roc, e t o, 
ma ke the relevant fi t of the analy'tic methods 

Fo4CI II_ I lVIE C UIDITIOIS: 

The de or- c to kh i rh t her e i s pre E--ur e and COMIT I trMnerr t 1or 
c hanoe f rom both i ri ter r,a and externra I enr, er,tS :i ror IT, 

* The degree to .I ch there i s Mu! ti-level
 
i r'o'lverTI rit/",t r ci .t Orr r t.ce r .r.ttmrr,t e ffort:
 

* The deoree to 'i ch op,.ra i c.r._ 1 or :,,Ju_,car ra.irit& r, self­
rel i.nce but a .-o ,O:,r. e:.terr , [a p 

* 	 Vhe deoree to which there i s op er,rie E to i rino.,at iron nev, 
idea. zrid meth ods: a vi 11 i rirQ e to', e:'mi ne data, iror ,wt io,, 
new opportuni t ie. t,.ith o,'rermnri,d,­

* The decgr-ee to k,..,hi m ir,irmum a .to.iI i tr,y o'r.i r i tych 1eve of : 
and sacur i ty Lot h i ri mm e di ate x ter n. en.,' i rormer, n t 0ri d i n the 
or Arza.ticnai conteX.t are r,.intair ed. 

2. DIHEN".6SI OHS OF & IIENTI "'FF'0O.EHE-.IT EFFORT:
 

There a.re ma.. or r, up i rE of t i ., i t i es related to a ma.z rr,
en t 
mirrpror r nt Ef- r,t ich o.ar be or ou eo *-5 thee 

F'W'.H rIw.1¢ tT.IfON :. _ .N IF 'L E I / ,i 0 11' !' 71 

These are the a.cti ui tice.= rel ated to the des ign z4.er +f co aci 
r eassp -, en t of t h e i m pru,,im er t e fo rt ar d the :t 1 
,ppl] i oat i or o -f a mr ne-p e r,t pcrf crrrro-. i rr, m en t y s tem, ce proe 

Thi s direri i or refer-s to the ,','uricu r,, sett inc pr.c,,-n h oh 
de =.cr i bes the ba-- i i nt-r,.,ert on and the inp e e tat ion of 
the impr o',ere t I t e i t IIrco,-r, p rp ' e ou&, t icn ty 
cpera tora. 1 Cr C,ujp s 

E:I LE)I,'t II &ELF- ,I.T,1111111- 11EC.HV-,' 1 !S 

Bui idin in seIf-:u.tainn- rICr, i-M and procoe-ss f or 
co L-,tir,r, ac t i or Wi thir, the .,',ur,dar>' of thei pro.ic t _ .=-tem. 
This iri t i tu t i or al straerothtt - i no set deals wi th cont i ru i n 
act ion over time, fo., I g the ini tiaI irpr,ovemrn t 

3
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op por tur itv 

ELIIL[,I rc Ii, REF'L I& T]Cif]ON "ECSHW ]St IS: 

Eiji ldirlQ in re l icatonlechanisms and processes to su.por t 
aZpp ic at icr s i n di4: erre t , r eti e t t i ng s a.rd i n di -ferer t 
or g rgi z a t i or, a c,r-,n te. t s 

The ez-sc-t c - t - J i red c f i,,i t ies ov.'er lap a. 9r-ea.t dea.1 I t i 
poss le to ezi cir ard carr.;y' out a.ll three in a. s irnle evcent or 
Set c-f evens. I -fact, it is des ir ab',le to have all thr.ee 
dinle- ior. ccrc i ered -mu t. -recus!y in the .ction and 1ear n in 

-,r.c-,c E t r a .r t icu 1 r a.p p ica. t i c n 
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F'RO CAL FE R 
F'LIRPOSE LEVEL ACHIE.-EHENT: 

-.1 EXA iF'LE: 

ImproCJerrierts.s the Pr-oc . fer Ludce tar>" c'c 1 e o: a -,e seen as. 
direi:tly t tr i-ut.o L, le to the SGIF m r,.E,Q Mern t i rlpr oken! c t e oCr t 

i r Frioe rThe mpro,.,emerts the PFroiect- t prct_.= hu i, rr,.,erd the 
1 eV -e] 4: ar- e m e ri t cr n r eo g- i O r1 .7 1 n-d c nr t r 1 i ek - e r or m. r: c e 

cbj cc t i e irrpr-o,.-ed the r.. tic, r,. 1 rel ti c hip Letl,,eer, retu1 tc 
desired and the r .,-urcec rea ,ir-ed to pay or thoe C,Itpiit-z 

mPro,.,ed the ac cu r ac o-: Liu ,et e t i t e- d, lz, ed L r. e r . 
sense- of i b -cr. c tF Cro o projectr, fspo-r i i ty t he r.F 1 Lu,d e t s 

ncr-e sed the ocer._] 1 ccor-dirAt ic, n ct Certra.1 arId F e ,-__1n 
Pl aInn i n Q Cat i n e t re ap orsabi e Feq or a 1 E".t -ni on Di recor s arid
1 c1 ' 1ele I F r o..i e c t a t or s tr .he de.. e I op rr, n t o- FF-ii>:LFER 
b-,i d a e, t s 

At the tire -f r-,GIF' imr emeritat i Cr FF CCLFEF' did r,ot prerr e an 
-irite - r t orl bt u oIet Fe_ i.r-I oi cer _ se it their Lud.-_,et 

s t . T.-r.I-, to t' " F : ri riir, : b i re t F ,DD1" : c. ,ci er- d i r-c-c y 
o cc - .. 1 1 copie- r i oh t be - ent to he F'FOC. LFER C cr-di r, .t ino 
GrCouL, Lu, t t s ,h s riot = r.e qu i r emen t The -:rrr-d i n i r, r-cc-uc, 
.. =. 'It i ri,.,i ted to i rteQr .kt- the Luicj:,but. . The re-.Eu It s.. , 

pr-ojeicea.-t.- art ech i th d fr-f-erert per-pecti oc r prc,ject 
de- irni t icr anrd the a oc- Projet e'fr-,0r di tur.--, The rro:es- was 
ba. i cal 1>-: 

* 1 nir i rio C:.,oi re t sers d i n truc t i ons :r F I CE,i4C to the 
Re io, s , r Eli e~tin erh pr eDpare a FFRC,CLFER Lidoet. 

* ReQio r.reLare Lu,JdQet= i rdeP!,ert 1, cf C c-c-rdir,. t i nri Group 
cuidel r, es arid serid them dir-ectlx tc PlanriinQ Cabir,et../Liibor, 

* Plaririin Q C:a.L i net r-.i ... , LudeQt and c.er, d collated set of 
FROCL.FEF: budoets to H1i ri tr; ,f F i narce, 

* F i r, a r, c e lip c i d e c ;cir, d m e r,e, a,. i 1 a Ll1e. 

The SGIF decided t thc it their ofTeam t h - hoh a.b.s oevcrd scope 
resors il lit>', the;' 'Iuld have to. rmanke chior,,: in the Eudoet 
process i the prcject t,1er-e t c, irmpr c,.,P its r,er c rr, ce . The 
Coordiriat ir, Group ccrcurr c rid a- .ed the 1-21F Team to do iha t 
it couId. Th, E:ud jet F r c £cs for this >'ea.r is the -foi . .'-,iri: 

* Ccr-,rdir, a. t i i r cup m et t .e, i t h the Regi on 1 Dir-ectc,rs arid 
PF:OC(-LFER Coor. dir,ators tC Iax out ar o,,erall stra t(:Qx and a 
pr oposed schedule for. the ,cr- k of the .GI F tea.r, 



* C,IF' Tet r rr'eet,C'-,mert ,.,th iE- endS e-c ii .z ?. F.eoiorel 
Cor d i f t c,r s r L i L,c-. to d I-Ei t rrr it .e 

C"ic - t r:rc .re .r,t cu t to e ch Pe 4ioi to the 
Coor dir r I r,' G r c,up 

R E,c r . C',r d ir -r- , d ai i ecialc lct -lo.-. r e r de" 
pl n ,rTe:rr; -F- in, a much dc.tz, i -s the> car cme (1 
-r. ,ut 1 irt e, "-ortr_.i. : , r'-re t- T the ' -rFC cI the>'y . r,
the &.,,icrL F C ' -. tc-', k i n the FEci, ,c 

7.F~o 
 o r-i r,:,, rT,..r t t7:-:r, s cdz:et.i led p lan s i th the 
SC F _T r inn 

* m -d CoondirF rz,t ir' up prep,are a. coordina ted rnd 
de t.i 1ed re i,r,a hck hedu ie
 

W SGIF Team ,-lr ..! an imp I erer, ta.t i cn p1 an aind rcil es E
arid 
rceps c-ri i ties arc dc-f i r d. 

r.,-,I t 

in c,der -, l.r cutl e h nic l ,uido.I ine ar.rs E , sotteed c-r,,hesis
i n e bh c - 1. T he r i .t ig i r o ',F'r e .r.e= z, L,rie.fic, for 
the 'FE Te 71 -nic ,trc, u&cS the re ior, p,e.crpoi 1i dr-Iiei n e to 

f 'D,- iF1 'r! C ,r IU-t- a. r eccon ri a - r,ce i r e.? r, re c-r 

e ,ced in, aticr cl the,he _-s, o-f Luccet 

t 131wF c-i-in, 'cr. iroe #-one the C-'uidei ire-: *;rd foil i,_-,.irn tIhe 
rc cren . . i rf-- iT the q r,.:;1.I M r-r II ,ri t t -rTic- a d ci 'e t
 
r cci 'CrI._ i i rr r--randc-dr, jc - F:tudce t Frep- r.t iL. kolo''c_,
r..:or 

I- Tean, retur sr to , d ...- tc,I Li-L.rni nd ,o orln the 
i Fi t-,d. ti rmbld-je trcduct UC rio h m," '"i - o r the ,c r-,-colo iit rs 

* rl : toe ic,_ .ma ,--e, erit, teams come L i .-or, arid sar t i c i te r 
rric r" c puiiuter -p i rz,t or, ar, fl cir-, p , t, tl -a,, udno 

*- COcir-dnit ir G r our r - I e,' , , -c..-J Lr- e . 
* EJ d, t s pr e en to- d to Reai cr,c I Di r cc ors ofr pp.r ck.1 

* Fl r', ina CrL ie, o ,ui i he- ou i de1 i ric, -for the .udife t and 
Ccordir,.ti n '/-.IF -rr i rit.er. te the omerl 1 budoetrro.. o T r 

* F'eci,, l Dir c tc c-rd fin bu' oc FlI oon e asLU- t' rnin biriet 
Far t o t tie, ir F--i on-: 1 F uc) je t 

* FF- r E-FF' Coo de, t i r, Grcloup. aubii tS ir,tergr.?ted budget to 
the Pi a ,n ,n-: i,, t 

F'Iri r irj Cab:ir, et -enids i ri o.er al e-tir,a tes to irie.rce 

* F-i -r, r,i Caibr et and Coon di nt i noar oup discuses Fi C,-LFER 
Ibudoet in de tzil 

* Cc, rdir,.t iFQ Group F,repares -final Irterated bludQet a.rid 
subrm,it it to P1 z,rr irig CzL,ir,et 

C 
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Eecre t:r">', c,c .zf t .. c. riani i t &r,d s-erd i t tc F i n .rce 
S -_-.MlI> Z C.prCe.E at ;rid rce rions are rot i ied 
Re.QIco ris b a:ir, us i ri the r . funds, 
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eboco. So,2// 6 3,B 

F'repara-cao do aF1cm e Orcamento 1984 - Actividades 

1. Reuniao do Grupo Coordenador com Directores e Coordenedoret..Regionai : acomuLni cadi estrategia global e propooto calendaria de 

2. Aproveitando estadia corn Equipa, dosa
microcorputadores, E.G.s para {orpsacao emfoi apresentado urM piano preliminar para as 'egioe,E propostas alternativas qLie melhor se ajustasSern a situacao regionalZ. Envio de Oficios a todas as Direccoes Regionais ,sobre Objectivos 4Calendario propos.tos
4. E.G.s preparam I'ntervencao regional corn C.R.s5. E.G.s disCuten ;em Oeiras, Equipacor SGIP piano final pa-ra a
 
intervencao estrategia
e6. G.C. e Equipa discutem estrategia regional e acertam, datas7. Plano e implementado, consoante responsabilidades definida
3. G.C. condut.z reconhecimento regional e define corn a regiao linhas diorientacao para o projecto
9. Equipa trabalha com Regi.aIo para preparacaoa do Plano e Orcamento10. Equipa continua trabalho sobre Orcamento, utilizando os 
mi crocomput adores 
11. E.G. finaliza corn Equipaa a Proposta Orcamental12. E.G. prepara com C.R. docLumento final e leva a aprovacao pelo D.R.13. Gabinete de Planeamento envia linhas de orientacao para orcarnento.
 
do ano seguinte

14. D.R. envia' proposta orcamental procalfer para G.C.15. G.C. integra proposta, orcamentais regionais
16. 
G.C. envia prop. orcam, para Gab. Planeam.
 

17. G.Plan. inscreve montantes globais no orcamento do Ministerio 

18. G.Plan. 
pede propostas orcamentais por rubricas
19. B. C. di tcute corn C.R. s propostas orcamentai s e p1 anos " 20. G.C. integra orcamento do programa
21. G.C. enviia Orcamento do F'rogiama.para G.F'lan.22. Secretario de Estado assina orcamontos e envia ao DCP . OGE e aprovado pela Assembleia da-Republica e sai em D.R.
T4. Regioes sao notificadas 

5. Regioes podem comecar a usar os dUtidecimos. 



F'F:E -Er.TlT I CH 1OTES
 

A REYIELI OF THE ZGIF CCOJCEF'TLIL FR"IE.IORh ( IHE Ir'JTRODLICITON TO AN
 

ACCELERAITED LE F.-.ING Si':-ITEH:
 

F REzEEI.ITED EY;
 

F:. HCSES THO' iFSiO>: [,P LC..Ol C.D COJSULLTAT
 

T0:
 

THE ESGF' IHPLDEHTFTION TE H'
 

DfL TE: JUINE F, 15'3
 

FRE-ErJT' 'I Oj OE:JECT I 'v'E.,
 

To r e,.,i ew conceptu&1 fr..me'ork for unders.taridina the SGIP
 

;i. P,P r o" 1':
 

To re: I., key element. ir, the S'GIF' .Ppr.oa.ch and be Zble to use
 

thi s ,iderstaridin in developing a. short-term action Iearnino
 

sys tem for tthe next nor, th.
 

RAT 10..- 1L- FOR THE PF E --.EiT"TI U .: 

On seer a.1 cc ior s i n the p.ast team rner, ber s. have e xpr e=--,ed the 

on-Qci ng need to rev ei,, the key concepts and pr i nci ples of the 

approach b n u7-d in t hehe F'. Thi s a e s_.=i or ..,a. - des cir ed to 

respond to those r-eues ts. In a.ddi t i : r, a numtber cf team r, emr bers 

wc,.ere ccncern,ed vii th the d Qr.e-L of I earr nQ that tj= ta.k i r, pace. 

Wher e in the pas t , the lea.rr, ir curves for each of the team 

memb,er s v .- s.iunuscua. I y h i qh a.nd conc ernrin E out t he qu ant i t>' anid 

qua.1 i t" of the I ear i t,.as not an the team novs wan ted tonrn issue, 

I
 



' I ' bi- r le rI ed. c', I 
have mror e c ritr. oI over ha t WaS &c tu 

L', e 
-	 i crv , the te.-.r r,. rted to be b 

n rout e c- rec il r i ntervent 

vrethrr t . &ctual "a' IEet ,h..t iCt cut toY Zchievir,1.o aurti 

c or re.c t >' a rd 
x.r, im 1 eV- i t rio tl mhi[ 'i4 rM rt e i fcr t 

dc,. i--re ­

cl ear tW,.>" t0
d to, impr-o,, it. The had no

a.hat cl d t ey 

r e icr d to cl i ther cf t,h e que t i-,ria The ir lack ,-, contrcl I cver 

prc c. t'. LLL. cOmmr n a, i rnpor tr , Eu- to 
the r u.F 1 e. r i n 

t e *_.m rT r. a 1e . 

by 	 thetruc tured -for them 
In the pa.st , 1ea.rr i nc ha.d been 

-of someone tc. per+for m th is 
rot'. i the ab.encec cnc.u 	I tra.rt b u t 

a.ot tca.k.VtI ici pa.ce1 ee.rrn i n, in 1 .sunction, tr-uc tured 

Moc l .i.:i:_t o il E tied to op portuni ties to learn 
sgts. 	<.!-'tsctor." pace. 

ii.e net,,, i dea.si t i es 	 to, 1 Arr, anid
nd ,Ihr r e-s:, cr,cr t ir, 

iE.tif actory i r terval s, peopl e become 
ccnf 	i dert1>' d,.:, not occur a.t 

di s.c our a.Oe d.
 

tr ied to open the di scusiron tha t c,.cu I d re.=pond
The pr esrte t i or 


this important team devlopmrent need.
to 

FLIP 	 CHART OUTLINE:PRESENTATION 

WHCIT 	 IS THE DE.ELOP'PMEIT FPOZc.EE3 

WHAT 	 IS THE RLIIfL DE, ELOF'IEIIT F'i'nc:ES,;
 

THE COHIPLEX LIl*JIr.JG OF
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HCTIUITIES, I14'TITUII."s 	 GiR4 .IDC'O'PHC, 	 ,'oiJps 

TIC, HHI EVE SH -.1RT TIR 1 RESLuLTS 

LQI!DEFR COIPITI O!,) . OF _'tIC EPTtIIJTY 

TYPFI C-L HfJETI..ESAE 

F~f4AIEF, I ['JCICI-1 I NCREASEc 

I~LIT~ DRL IFE i;-LKE
 

f~G IC:I LT_IF"'-L PER--CIUC I T I OH I [ICREASED
 

T'-'P I CL EF FORTS I [1C LUDE :ILSCtIIDIAiT I OHSFY OF: 

CPE DIT, EX,,T El I1S 1011, RESEARCH, S EED F)PRODUICTIC0'N, AH'IH-IL 

F'RCI-DIJuT JON, ETC. 

THE CC~iFCEFI4 I'S FOR THE &RiCTLRLFROD"[LICTCOIN SYScTEMl 

LIF THE 

THE l'1 IHI STRY' OF LLLF: 4T OT GUID[E THI S SYS',::TEM 

UP'~' 	 ILI FLLT I ; IS- i' IHlIST ITIJT IfOHS 

THE S'YcTEII FF0GfREc,-ES THFCiLDH A!H. 11HTEGP",TEE PROCESS OF 

F'L4.r-irm I 1LEHE IH'T 'AOHAit 

t1,IHY PL~it'~1I IC Al- D IPLE1ENHTF-I ~N 

I HTEGRA.T I 14 I MFRO'EcS FEPRfFORMA'lCE 

A~DDS 	 RE( LI SM
 

CC1.-UV1 I TH EI4T
 

C.'Li~iL ITY' TO PL(rJS
 

THE CGIF IACleiTS- TC, GUIDE THE FWLi'ltJHC./I1F'LEMEH-tTfiTIOHl PROCESS 

sci3IP i SSFLTLEDfl-lTDIFT TO IllPRUYE THE EFFECT I I'EI ESS OF 

THE P/I FICifCEcSSI 



E'~C~GRO1 ID TO THE SG IF;
 

t1~~OE IE iTE;Yt [E--JEFT IY S
 

[1-. J.~61. .CI LiI
l~ ~T 


OFI~VJI CUDE)ELCIR1EN~T
~1 


TfE'JCrT 1r!..' F 1EriT
 

FUFPC5.--E OF ~3IF 

TO T .:CE FERFORFJt-C:E EBY 1HFPRC'Y)1.c F'EFFO.:4i4,t4CE OF THETCYiL 

rH1'-'-&Eh E;lJT cSiSTEH-

LEETHE PRINCI PLE OF VALI D LEi~iR.MlUG 

OtAi~i ( iDOFTl rIO RE-A~F'FL1IUTcllF 

C01r1P~ET Et4CE 

OR Lr:.1oJLEDE 

ACTION PROCEcS (PLk'ThVillJC. i1F'LEiME'-4,TATA'OtN PROCESS) 



SGIP TRIES TO STRUCTURE THIS ACTON PROCESS INTO 

AN ACTON LEARI.41IG PROCESS 

SGIP 	 APPROACH USES 

RESULTS ORIE1,jTATION 

COI 'FI DI ENCiE BY 

BLIILDING ON WHAT WORKS
 

STEP-BY-STEP SUCCESS
 

COMPF'ETENC:E
 

LEARNING BY DOING
 

E:REAKI NG COMPLEX IN SIMPLE TASK
 

NEG:OTIATED OBJECTIYES
 

VALID LEAF:1NING 

REOUIRES MONITORING & EVALUATIN THAT TELLS YOUR
 

IF YOLU ARE GETTING THE DESIRED RESlLTS
 

ARE THERE I '.AS TO IIF'<O'.,.'E THE EFFORT
 

VALI D LEAR4ING ABOUT SGIP REQLII RES CONFI DENCE IN OUR 

PROGRESS TOWARDS: 

GOAL, PURPOSE AND OUTPUTS 

ARE WE ONTA'RGET TODAY 
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~4.~~1NT"il CH -~MI~TE~D1 l.hLE' 

LEl'JRi I rJ'3K-REOF jG rI FiTii T ( ) 

F FC'LIC 1r~2LFl'.'!TY 

PRO'JECT AS, "&A E>',FERIENT 

A~DULT LE-RHIrJ6 CYCLE 

EOLI!DIfl!G THE E'-XFEFI'1EI-'T FOPIR LEAPFt1IG FPUIRPOSES 

E',14tP LFI 

I IACRE, -I'lE USE OF NEI,!) TF.CH14LCIGY 

v 
SET OF PROJECT OUTPUITS ( INCLUD.111C3 SCGIP) IM1PLEI-EN:TED 

SGCIP If-IE.TALLED 
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HIGH OLIiLITY TEAM DEk)ELOFM-'ENT 

SO WHAT DO 

FRECURSOR: 

W.tE 

AS 

WIANT TO LEfARN 

TOOLS FOR LEARNING 

0,H"T "'RETHE FRECURSORS 

I NT ERk, ENT I ON ; 

07 THE GEHE:RIC ELEMENTS DURING A REGIONAL 

(This w.s a {s-far a.. . we progressed) 

FH"SES uF fN EFFORT 

OUTPUT 

FREC:URSORS 

LEk,'EL 

FOR 

PURPOSE LEVEL 

PLAN1N I 11Gi 

11MF'L El El ITAT 014 

BUILIIAG IN 
EU,'T IrHIr1.4G 

SELF 
I"IECH41 I S!S 

PL(-IMA4ING FOP RE-
A-F F'L I C o0 114 



kleare co ti nual~x c n r n edlyte re a in h p betl 

m;:'not the 	 to va l id Thivet.ion and .cpporituni t> experience larnno. 

:mor e oppor tun tIes there are 
for va id 1learn ina te Igher the 

e rt onC€orrMmi trr, level the part of" th;e managemen~t tea~m; meMber iandclient groups.

t e are cnonteinac ion frome w,1ith te crlaooshppeteneo nwdee
 

"..Val id, Learning_ is defined ,as an,-e>,pe'r-i~ernce.,,,i.ni.,wh~i.h.-ape r son-_, 

moivti to adopt
:si s/con cepts alon themw and re-appythem.conf idencedeveloped and IcrQ Ith I t enough Vl dLearn; ir those 
the spor,
oprov ppod o thereo discover somethrra of vlaariu e t the
 

Searner . os exposure to qu nte In the formeof a
Ite the 

meani ul rnrf.
act 


Ones, the pcuritous elementscabout the development of ' the
 

management teams 	 importance of
has been the 	 participating in a

rmeaningful set of activities. 
 Long hours and di 1 cult schedules 
were acceptable as: long as there were possibilities to experience 
melan Ingful and val uabl e I earn Ings. 

On June 4th, 1983, approximately a year after the SGIP Team
 
started It work, Edlte Azinha, one the
of teammembers., announced
 
she wanted to become a part-time member of 
the team and return to
 
the Planning Cabinet of 
the Ministry of Agriculture, her original

office. She had 
 given no obvious indicatcilj that there was
 
sorrething wrong prior to this.
 

Her key reason, although there were others, 
was: The team's 
Inability to maintain quality standards in its. regional
interventions. "I cannot be satisfied with my work and myself if 
I 	do not feel I am doing good work".
 

The discussion of work quail ,y has come up before among group
member, but a recentthis has been phenomena. At the outset of
 
the SGIP management impro fTient effort, the amount and dear'ee of
 
learning that took place was significant. None. of the team
 
members 
had had any previous exposure to management development

and accelerated learning technologies. Since so much was new and
 
of immediate value to them, valid learninr1 was taking place on a
 
constant basis. In fact,' the team's, curves
iearning were
 
exhaustingly steep. They were bing exposed to qyallty events on
 
a daily basis. That Is., they were achieving rome meaningful

result perceived as valuable to "hem personally and to their
 
client. The validity of this learning was demonstrated in their
 
rapid adoption and re-applIcation of the new concepts,

information and skills they were discovering.
 

For the most part, the consultant designed and guided the
 
unfolding of those learning opportunities. The possibilities
 

-.
.'	:
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were so nurnerouc that little attent ion zs civen to the need for 
structurinq these learning opportunities in the later ph a s e i  o'f 
the process. Certainly. training events were bui lt into the 
des:i n .'But the -day-to-day experience of meaningful events be Qan 
to slow as the tearr grew from a start-up group to an on-goI ng 

r managing routines of work. As this happened the val idgroup) 
l earn i rg oppor tun i ties. became 1ess dramatic and less irequent
In the absence of the consultant, the team has had not way to 
build in the qual it> experiences it needs to maintain it original
excitement. 

Edite Azir,ha is saying she cannot maintain quality standards. 
This can certainly be taken at face value on one hand, but I 
beI leve she is saying something additional. What she is riot able 
to ma inta In may not be the qual i ty of the actual work that is 
being performed (observation by the ccnsultant verify that the 
quality of the team's work is considerably higher than before)
but the qual i ty of the l earn Ing exper I ences for her. She i s 
saying she must have continued and frequent opportunities to get
closer to experience what she values. Val Id learning events are 
limited in their capacity to satisfy. Once the need to 
exper ience a k ind, of learn ing has been sat i sf i ed , that qual I ty 
event less power to satisfy in the future. It is less valuable. 

Edi te AzInh's and the team's problem is that they do rot have 
the capaci ty to. design increasingly more satisfying valid 
learnrig events ard to structure them Into thier work. Research 
on successful manaoers observes that 
a common attribute of these 

*managers Is that they, design numerous opportunities, to succeed 
and ther' by build confidence that they are capable and growing. 
The team has. made some efforts to structure these experierces;
 
some curious. For example, It is quite possible that the team 
uncon .ciously avoides smooth implementation of it regdonal plans 
as a means of creating the same kind of pressure it felt during
the initial and exciting months of the S(31P Ef4ort. Only
recently, the team sta.yed up most of the n i ght 41pIan an 
intervention for. the following day: an unnecessary addltional 
pressure on .themselves. 

The ability to design quality events depends on the ability to
determine what will be called quality and what it will look lIke 
over time. For the management effort an example might be: mutual 
consensus on objectives. The quality event is a progressive one. 
The Interest Is in the degree to which a group of people can
 
develop consensus on their objectives. For the managememt team,

meaningful lfearnirng comes from participating In a progressively 
Improving process of attaining this pa.rticular dimension of
 
quality.
 

For the management teams, the definition of quality events in the 
Improvnent of the mnagment process Is particularly difficult. 
They can define , the impact of improvements In terms of 
producitIvity increases, etc. But the Incremental process of 
Improving the managerial process and the relationahslp of their 



SGIP work to those irmprovements, is not so straightfor,)&.ard. The 
use of precursors. of the Generic Elements (see 
GSI': I li terature)
wiII help map Out the unfolding of the qualit>y events.c of. the 
process over time. Such a.charting of the desired opportunities
for va-lid learnin g will civc the team more confidence that it 
knows.s how to sat i sfy it's need for personal and team gjrowth and
for a s. nse of rrea.ningQ .ul accomp iishmerit. At the heart of it i_.
the experience that psychol iaical survival is easier., wi th e­
ab l 1- to -de_. gn mean nqfuI future events. that take on a. 1 ife of 
their own draw,,ing the designer toward them. 



TRAINING GUIDE FOR THE PPOCALFER SGIP MA4NAGEMENT SPECIALIE Ts 

FREPARED BY: 

R. HOSES THOMPSON, 

COICD/P/E)IPMC. iHANAGEHENT C.Oi.J ILTANT 

FOR THE:. 

ScI P/P1MS I PLEIEiTAT I ON TEAM-

JUNE 17&21, 15'83 

INTRODUCTION TO THE TRAINING GUIDE: 

Purpose.:
 

The purpose of the Training Guide is. 

* outl tne the integrated Management Specialist staff 
devel opme ot progravm of In-service Training, Internal Team 
training, and Overseas., U.S. Tralning. 

. outline the Internal SGIP Orientation Program in 
detail: 

• to provide a comprehensive set of training notes to be 
used by an experienced Management Special ist In conducting an 
orientation program for net,, M.S. 

Rationale: 

If the SGIP management improvement effort Is to continue to maV.e 
Its intended Impact, important self sustaining mechanisms must be 
built into the process. Maragernent Specialists are being trined 
for the central and r:,gional teams through whom the SGIP will be 
developed, installed and maintained. 

Turnover In these Managemrent Specialists should be expected. 
Although motIva tIon tends to be high, there are a varlety# of 
reasons to expect a transI tion In personnel over time: 
transfers, private sector offers., positions In other projects, 
etc. The original SGIP design envisioned a 40;/ turnover rate 
over the life of the SGIP effort. This process has already begun 
at the regional and central level 

I 
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Tra inig new rt,ee!e 

TriainIn ,new members mu Et be planned for. ProiJect s.pec ifc
 
training, as oppo-ed to general tra n I rig can al-so be a deterrent 
to.C early Ioss of person niel because, al though i t takes. the 
professional developmrent needs of the individual ser ioCuSlx, it 
tr ains the person for the specif ic ijob , rather than generaI 
positions in the related fields .
 

To insure that ana.gQemert Specit- Ists qual ity is. maintained as.
 
new members are recruited,


-.:s-t and ar d! the CGIP team .?desires to develop a
-.. zed---. - Or: i ennta t-i onr -?P r og ram-:+ forF t h'- -rnew :---
Hanraq-effl( rlt-


Specialists and new)ly appoin ted ReQiional Procalfer Coordinators.. 
The Orientationr Program should also be ppropriate for additionalI 
Procalfer actorss who wi I be involved irn SGIP irmplerrentaton at 
the Zona Agraria level 

Standardized Orientation Program:
 

The SGIP effort has not been a, 
"E:lue Pr int" managemer,t
 
improvement intervention: 
 rather It has been a flexible design.
The management system and the specific kinds of organizational
 
interventions used were developed over the life of the effort 
in
 
response to a rap idly changing erv i roment, and s.et of 
assumptions., The Innovative 
use of the key SGIP concepts and
 
tool s has evolved- over time into a "standardized" set of
 
proce ie ca.lld the SGGIP rri..nagement system. 

What the Orientatiorn Program will attempt to do Is present this
 
standardized SGIP and its underlying principles and the 
char acterisitics of the approach in the form of a set of trianing 
notes to be used for introducing new people to the SGIP process. 

Characteristict, of Lhe Training Guide:
 

The Trail.ng Guide 
i.,i11 b based on a needs assessment of the MS 
position and based on the skills required for peformin the
 
responsibilities of the job. The 
basic logic Is the followi.ng:
 

* MHS job description/tasks
 
* Skills requirements to perform job
 
* Expected deficiencies of new MS 
* Training Modules required
 
* Module Summary Training Notes.
 

* The Management Special ist Position:
 

The fcllowing Is a set of the distilled skills requirements
 
for the HS position:
 

Facilitate development of regional procalfer, plans. 

http:followi.ng
http:Trail.ng


facili tate development of regional procalfer budgets. 

moni tor/eval uate reaional procalfer act Ivi t ies ard" " ' .ccompl ishrnents . i 

build and maintain project irplementation teams at the 
regi onal , sub-relorional and zonal levels 

conduct managernent workshops as needed 

* Expected Deficiencies arong the new MS 

It is expected that the above areas will be deficient in a ll 
new MS. However, that are some areas that must receive priori ty 
treatment:
 

Training and developing management skill in others
 

devel op I no operational groups/tearrs
 

monr ltorIng e-valuation of regional effort
 

For the cont-ral level manaiement special Ists emphasIs on the 

fol 1owi ng will be required: 

Pl.nning , Programming & Budoetting, 

Manaernent Information Systers 

Concepts of manacgemerit improvement and institutionaa.l 
Streengh ten i ng 

(see table Included) 

* The Tra.ining Modules Required: 

Training will be provided in three forms: 

1. In-servIce apprenticeship training: 

New MS will join the central team during Its regional 
Interventions ard central level work. Durirg this period 
each will be exposed to the process used In the SGIP 
apprc,.ch arid become f.rn I I Iar wi th the sys tem and its 
detalIls. They will participate In: 

The design of regional workshops 
The Implementation of those workshops
 

exposure to tools and techniques
 

http:apprc,.ch
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c
They will work wIth other reQ onel- as tell a certr.l
n 
level MS in order to get a fuller picutre of t,,hat iS
 
expected of them.
 

2. Overseas Train ing:
 

The Irol e Report of Ma.> , 1'e3 outl ines the LI.S. traininga 
required for MS. Based on the experience of las t year, the 
tea.m has a much clearer idea of what the esential tra ining 
effort shoulId l ook i ke . See tabl e 03 on page 10 of theC 
report for details of the training. 

3. Internal SGIP Team Orientation Program 

This will be the formal effort to provide introduction 
training for the new MS. It will included the following 
basic presentations: 

Concepts and practice of management improvemerrt 

The GSIA to management Improvement
 

Fundemental principles
 
Operational Teams & Objectives
 
The Guidance System 84 The Action Process
 
Val id Learning and Adopt ion of man.gement
 

Improvmen ts
 
Ouldance System Elements
 

The SGIP EFFORT
 

Objectives
 
Strateg y 
History of implementation to date
 
brief description of SGIP
 

Characteristics of the SGIP Approach:
 

Developing Operatonal Teams around Objecties
 
Definition of Operational Teams and
 

Importance to SGIP Process
 
Life of teams and team maintenance
 
Teams in organizations:
 

Formal vs. Informal teams
 
Project vs. formal structures
 

Adult learning Principles/Learning by Doing
 
Training for Application vs Prep.aration
 
Work breakdown prnciple
 
Adult learning Cycle
 
7-Steps to Androgogy
 

Building on what works In local context
 
unified learning action process and building In
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self 'sustainirng arld repIc:tio n mech z.nIs m E 
S>'. tems apprc, .ch 
Project mna .aement Concepts and tools 

LogI cal Frerner,,cr, tool s L concepts 

BacgkQrourd readi ni: 

(see a.tt a tched bbi i ogra.phy) 

UsinQ SGIP Toos .nd TechniquesE 
Intr.duction Regiconal Process. 
The tia.ragement Specia.list Roles 

Central and Reglonal 

R.C. and M.S. role relationship
 

The regional and the Zona Agraria SGIP
 
The ba.sic Process of the system
 
Working with the quadros
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SESSION, TIT.E: 


SESSI1" TYPE: 


TIME REOUIRED:
 

MATERIALS REQUIRED:
 

BACKGROUND READING: 


PURPOSE: 

F'RESENTAT I ON NOTES:; 

SESSION SUMMA'Y SHEET 

ACCELERATED LERNIIG METHODLOGIES 

ADULT LEARNING PROCESS 

CONCEPT PRESENTATION 

7 STEPS TO ANDROGOGY, SECTION'JS 

TO EXPLA ! N THE BA'I C CO'NEPTS OF 
ACCELRATED LEARNING TECHNIOUES AND THEIR 
USE IN SGIP TRAINING INTERVENTIONES: 

TO CLARIFY THE BASIC METHODS OF 'THE 
ADULT LEARNI NG CYCLE AND ITS 
RELATIONSHIP TO THE SGIP REGIONAL 
DES I GNS 



SESSION SUIMMARY SHEET
 

SESSION TITLE; 

SESSION TYPE: 

TIME REOUIRED 

BACK'GROUN,1D READING: 

FURPOSE : 

PRESENTATION NOTES; 

CONCETPTS Al[ PRACTICE OF MANAGEMENT 
IMPROVEMENT 

CONCEPT PRESENTATION 

SEE ATTACHED MATERIALS 

TO IDENTIFY THE UNDERLYING CONCEPTUAL 
FRAMEW'JORK FOR THE DEVELOPMENT OF A 
MANAGEMENT IM1PROVEMENT INTERVENTI ON 

TO IDENTIFY THE BASIC CHARACTERISTICS OF 
THE GUIDANCE SYSTEM IMPROVEMENT APPROACH 
AND THE FACILITATIVE CONDI TIONS 
NECESSARY FOR SUCCESS. 



CONSULTANT RECOMHENOATION NUMBER 3
 

For Internal Use Only
 

The following recoMMendation is made to the Coordinating Group b>, 

Consultant, R. Moses Thompson 

May 2'th, 18 

OFFICIAL IDENTIFICATION OF THE REGIONAL MANAGEMENT SPECIALISTS IN
 

THE DISPACHO:
 

The position of Regional Management Specialist Is. becomming more 

significant than. was originally expected. The person is an
 

active participant in the guidance of 
the Regional managerial 

proces% and r-10 b: expected to take on even greater 

responsibilitle% a the SGIP is extended to the Zona Agrarla 

leve I
 

This projict Implemrentor needs the same recognition that the
 

Regional Coordinators 
-,, vrv,un.J for m.rv of the same reiisonst
 

* Credibility In the region among colleagues; 

* Informal authority to call, co"duct and follow-up on 

meetings required by the M.S. r-ponibilItes I 

Hotivation that comes dbrough recognition of position 

and additional work reql rementsI 

* Justification for traininp. Regions and donors are
 

more likely 
to support tire and effort required by triinIng If
 

1 t) 



candidates are recognized officially and 
 given institutional
 

commi tITent. 

There are a variety of newly appointed Regional Coordinators and 

Management Special ists joining the PROCALFER Project. This would 

be an appropr iate time to take such action. 

C . C. 

Almeida Alves 

SGIP Tc-Arn 

Gl enn Pu,"rie 1 1 
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The following document is the result of a collaborative effort
 
between the GGIP Implementation Team (Carlos Santos Goncalves, in
 
particular) and the USDA/DF-MC Consultant., R. Moses Thompson.
 

I. INTRODUCTION - - -.- . 

The SGIP is a Project Implementation Management System that has
 

been designed, installed and is maintained by the implementors
 

of PROCALFER. The core system -itself was developed in a workshop 

(Lisbon, May 1982) by the key central and regional level project 

actors. Although the system continues to undergo change as the 

ceni., it and g.ional teams make adjustments to local conditions 

and on going experience, the principles of the system are the 

same ,," 

The PROCALFER Coordinating Group appointed a special Implementa­

tior Team -.o install the SGIP: an installation effort that was 

to be phased over time. The Coordinating Group ,and the 

Implementation Team identified the region as the point of entry 

for the system "installation effort at the regional level. From 

the regional level the system would be extended upwards and 

downwards. The Coordinating Group has already begun its process 

of integrating the regional SGIP into it annual planning of 

regional projects in ternis of performance budgetting and workpla­

nning. In addition to speclfc attempts to rationalize the pro­

ce~s of regional and national program development, the Coordina­

ting Group has begun the process of integrating planning and (9
 "
 

oemontpticn thrucih rnormotic f~ortVL to• woIt-l closely with the 



------------------------------------------------------------

regional project implermentors. 

The F3GIFP Team and the Coord i nat ng Croup recognize that 

substant.iaI has been made inprogress assisting the Regicins to 

develop their own annual PROCALFER plans during the past year. 

"However, the plans still lack technical rigor and realistic cost 

and time e 31.jmates. .01scSo withsvrlecpinth on~ 

do not yet have adequ ate ski 1 Is and i nter-nal worki ng procedures 

to continue the p) anning and management process without 

substantial external assistance. Moreover, the monitoring and 

replanning process is only beginning this year and will need at 

least one more full cycle of development before the process can 

be carried out effectively and efficiently." (Consultancy Report
 

on PROCAL.FER Implementation System, May 6, 1983, Marcus Ingle) 

In order to achieve the benefits from the PROCALFER management 

effort, the SG(IF' must be fully installed at all project levels. 

The SGIP is being implemented downwards to the sub-regional level 

in some regions and in a few the zona agraria chiefs are being 

involved in the regional planning/implementation process. The
 

SGIP Implementation Team is now prepared to extend the SGIP to 

the extntionistas, vulgarizidores, participating farmers and 

Zona Agraria Chiefs. 

I. THE ZONA AGRARIA LEVEL. SGIP 

Since the installation of the SGIP/ZA is concerned with both 

short-term project results and long term institutionalization of 

Extension Department capacity, the implementation of a SGIP/ZA 

can be viewed as an integral component of the E).Itension Program. 

A, nutih. tho P'A/30 -nLuft bo: 
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responsive to conte' tspecific needs 

compatible w ith e:isting e)tension systems
 

compatible with the SGIF concepts and tools
 

Therefore, the PURPOSE of the SGIF'/ZA is: 

A modern agriCLI] tural management system integrated with the na­

tional/regional SGlP, compatibiIe with existing and/or successful 

e,.,tension systems of management, USED by Zona Agraria FROALFER 

Implementors to identify, organize and monitor PROCALFER related 

activities and resources. 

The GOAL of the SGIP/ZA is the same as the SGIP: increased
 

productivity in -accordance with the PROCALFER objectives.
 

The SGIF/ZA will be implemented by the Regional Management Spe­

cialists. In order for them to be capable of this esponsibility,
 

the central SGIP Implementation Team will conduct a SGIP/ZA
 

Workshop., including follow-up activities to the regional MS.
 

Before this can be undertaken, the SGIF' Central Team will
 

development an initial design and pilot test it in a Region and
 

Zona Agraria selected by the SGIP Implementation Team and ap­

proved by the Coordinating Group:
 

One ZA'in an advanced stage of Extension Implementation
 

One ZA in early stages of implementation
 

The result of this start-up activity will be:a proto-type system 

a prototype SBIP/ZA system 

a plan for nationwide implementation 



a workshop design arid currIcuLi.nh 

a set of trainng materials 

a training of trainers design for the regional MS. 

III. UNDERLYING PRINCIPLES OF THE SGIF'/ZA 

' FLieiuehnta]. principles that sUpport the SGlP' ap~proach at every 

level are: 

A. Unity of Planning and Implementation: 

Planning and Implementaton are seen as one process 6nd not 

as seperate activities conducted by seperate groups of ALtors. 

Therefore, those responsi.bile for implementing activities should 

participate in defining and planning those activities for which 

they, ..re aL:.oLntnahl. it the core of this principle is the empi­

racalty reliable fact that people who set their own objectives 

are more motivated over the long run to achieve them than those 

who are told what to do; that implementors" participation in 

setting objectives and planning activities helps to adjust those 

objectives and plant For r-oalism during implemeitation, thEt 

implementors' experience can improve the design of project stra­

tegies.
 

B. Integrated Systems: 

The management system is that component of a development effort 

that mobilizes and directs resources toward the accomplishment of 

desired objectives. The management system guides the use of 

resources through uncertain nd charqging situations so that a 

desired product, (or end point) is reached and the journey (pro­

coess) is pleasant. 

http:currIcuLi.nh


C. Generic Functi on, A rid Spc-ci i c Adju5tments: 

Manaagers havc bc-cr oIeol i nr for one "r ight way " of marnzaging for 

ae,- W(re it pw-:ss i bIe to:, i denti fy it, it COuLI d be pacl:aqred and 

tought to, trothb Icd c, r-a,gor £ wor']dw.i di. In Itic. dcb :rice of £LIC h a 

Itt Ve , ja I (Tj.F a i-r S t I t th soMrP i a I-n t s -m, Cppr ars 0at (rinaLter 

fLAr ct. C-,Fi - C Fi-- ti' I, .- 2ddJ ,r r t *l I C- ctho r- i re- C CIr t e;: tua L 

t2r I Lt IICE- S C'-. t 5.1 -- .' uLI ri, f(_M c !y5v5t cms; wor I d o i d e. 

deve pp ,dr- Jcr vzr 7,1 n qo . i caI and cuL tura] condi tion£, per­

form Lhc-f cil I own rg fUnrCtt 1 jrs 

[LIr G- I E, ((I n. rnflt 

+'. an evl v i nc Co ncn:crES and comri tnient to deve] opment 

objecti ves and [tr.,t r i cs bv .ey personnel and groUps; 

re,-tl isi: c7 and agreed-upon work plans: budgets, 

res'urces, and, schedules; 

-k clearly- articul ated and understood roles and 

resi,.nsibi i. Li ie for ee':Lting activities and tasks; 

•M. coordinated e':ecution of tasks by key actors; and 

relevant, timely and c.redib]e ir-formation for all key 

actors about systnm performance in rC-] ation to their particular 

context and with opt icns for {uture action. 

phn the se ma r~iaCP.'fr-anI. gti dcncr functions are provi ded. factors 

thiit freqtefantI y I i ai t prorjr, r are reduced, 



IV. ISO APFROACH: 

HUMAN OR'AN IZTON
 

/ I 
INTEIS
 

/ !- \ ,.
 

GENERIC, 

F 10UNCT ION 

SYSTEMAT1C DECISION 
MAKING PROCESS 

The SOIP Approach to project management is a cooperative strategy. 

for improving -and sustaining good guidance functions in A 

development effort. In practice, the strategy involves actively 

bringing tuether operational groups oF key actors in a develop­

merit effort to focus on important tasks directly related to the 

accomplishment of development results. 
 In the process of lenr­

ning how to work together to achive consensus and execute tasks,
 

the groups build competence and confidence for working together
 

on future'tasks. This strategy produces Immediate results wh'le
 

helping ensure that institutional capacity is strengthened. In
 

the process, it is our hope that dysfunctional cotripetxtion, 

fragmentation, isolation, and differentiat.ot, will decrease as 

cooperation, consonsus, coordination, reassessment, learning, 

confidence and the availability of good and credible information 

Increase. 

A. Developing Operational Groups Around Purposeful Action 

A purposeful action is a met of significant tasks that 

must be done in order to achieve an objective. It can ba used ( 

http:differentiat.ot


as the basis for working together. Implementors come together 

around Epecific action rather than organization charts.
 

As we have Iearned, there should be a feel irig of
 

MEMBERSHIP: that is, each person is the group should feel that 

s/he belongs and is important to the group's effective functio­

.ing ... Scondthere should be a clear RELEVANCE between the 

individLal'~S and the group's objectives. Third., there must be a 

COMMITMENT to cooperation; that is, a willingness to give and 

take information necessary to understanding or carrying out the 

action. 

By building these operatoinal teams, the SGIP approach 

builds in several dimensions of organization development: 

* tense of ownership of the project that is sus­

tained and strengthened for all the key actors at every stage of 

the process, regardless of their position in the the traditional 

bureaucratic hierarchy or in the work force; 

* a spirit of teamwork, cooperation, and enthusiasm 

so that . participants' performance becomes increasingly self­

motivated; and 

* positive experionces (designed and structurod into 

the management process, itself) so that participants gain 

confidence in their own and in other's ability to work in new 

arrangements
 

E. The Docision Making Proceans
 



In addition to Managerial Functions and Human Orgranizational 

Process, the SGIP approach attempts to introduce improved 

processes of Decision Making. Experience in successful 

operational groups demonstrates that it performs it managerial 

functions (guides the management process) in a rational way. 

There is a pattern to the decision making process that can be 

learned and internalized in individuals and group. 

C. The Tools of The SGIP Approach 

Tools are selected based on their ability to assist implomentors
 

to organize into teams to perform the managerial functions and to 

use an improved systematic decision making process. The tools 

can be adapted or developed in response to the specific needs of 

the Zona Agraria implementors. It is envisioned, for example, 

that there will be a greater emphasis on activity charting, sub­

routine identification and improving, as opposed to objective
 

hierarchies and indicators.
 

V. FACILITATING CONDITIONS 

There are certain conditions which contribute to the performance 

of the guidance system functions: conditions which currently 

exist in many regions: 

* pressure for and commitment to change from both the
 

internal and external environments: people really want to see 

development results and management improvements. 

* multi-lavel involvement or participation in the 

manAgement offorts; willingness and desire to work across 



traditional organizational boundaries;
 

* openness to innovation, new ideas, and methodfs, a 

willingness to examine data, information, and new opportunities 

with open minds and a receptivity to learning; 

* a minimum level of stability, continuity, and security 

both in the immediate external environment and in the 

.	 organizational context- (the_lack of a.sense of.,continutity.was.a,,­

concern in the past and may still be a limiting condition in the
 

future)
 

* operational groupb want to be self-reliant 'and want 

help that promotes competence and confidence. 

VI. 	 STRATEGY:
 

Revi3- of Current Zona Agraria level management systems and
 

approaches:
 

There is currently a variety of approaches to managing Extension 

activities at the local Equip level. FAO consulting assistance 

is being provided to develop an overall framework in which to 

manage these activities. Individuals, Equipes, and Zona Agriara 

have developed their own systems independently of any centralized 

effort. The SOIP/ZA effort will review these approaches and look
 

for ways to achieve compatability between-what exists and the
 

SOIP. We may find that a suitable system already exists and take
 

it over as is.
 

A. 	 Strategy of Activities
 

Several lkey activites are required for the implementation of the
 

OIP/ZA
 



Identify and r_,v'iew.* current systems & approaches 

i dent i f y system obj nct ivus a nd cr i ter i a 

idr-ntify i tf-amrpIc-nrnntat r-nfl 

duvelop £traiI-ly for implementing system and prepare Schedule 

idcntify .start., Zuna Anrari, Cnd noLi-fy them 

ctnciiiCt A pr -p i ] Ut i. :tir g 

de vcelup 55jIf-/ZA, inter vc-rtion and materials 

coriduct pi] ot 

evaI uate pi lot and maIe charges/i mprovefents 

prepare £GIF'/ZA orientation for Management Speciialists TOT 

deve]op i aLeri al s: SGIF'/ZA Trainir-,g, Ccjnsultir-,g Guide 

F'l -n over a1 1 i mp 1eent at ion 

Imp]ement the plan and monitor 

Evaluate Lhe results 



STEPS IN THE IMPLEMENTA TION OF A AG'HRIAN ZONE LEVEL IMPLEMENTA-
TION MANAGEMENT SYSTEM FOR THE PROCALFER PROJECT 

The following events and meetings describe the process which wias 
used by the SGIP team and the DF'MC Consultant to develop and 
install a SGIP/ZA prototype for the PROCALFER Project. 

* MEETING 

Purpose: to define the coneptual model for a Zona Aor.aria level 
manaoement system; a description of its chr.acterisi tics; and a 
brief outline of the procedure for designing and implementing 
the SG IP/ZA 

Present: C.--.r-los Goncalves; SGIF Team ILeader: R. Moses Thompson: 
DF'MC Consul tar t 

Resul t.: The resul ts of the mere i n a.re summarized in a working 
paper dr an up by Goncal. yes and Thomp._=on descr i b i ri the basi c 
rationale for extending the SGI P dcowi.n to the farmer through the 
7ona. -ar aria teari. The paper identifies the conceptual fr amework 
of I he S I F'/ZA and. its r-e a t i onsh i p to the SGI P. The key 
princLip es the char cterisi tics. of the approach a.nd a Lbasic 
strategy for SGIPZA impl er-en tat i n are outl ined, 

Si fe--s.election crit ier i a.l for the pilot pha.se w.)e r e also 
identified and . l is t of apIpropriate meetinos outl ined. Further 
eleaboration of a. SGIP/ZA stra.teo> could not procede until other 
ins t i tu t i onal ac tors had been i n voIed. 

It ."as clear tIhat the SG1 F/ZA had to Lie inteora.ted w,ith the 
Extens.ior SEruices ef fc r,ts at imp 1 emen tat i no manacerment systems. 
Therefore, the FAO Consultant to DGER w.,.a.s identified as a key 
col abora tor. 

If the SGFI/ZA effort wer e to be s usta.in ed over time, then i t 
shold be inteorated into the ongoing staff development programs 
of the DGER Tr-ain inc Divis ion. Heetings_ wi,th Training Director, 
Guinote, t.1e r e set up. SI P/ZA m nr, -,grme n t tr aining cold be 
in iroduced through the Zona A ra.r. i a Ci e f' s Superv is i on Training 
Program notwu be i no .onduc ted by the DER, 

ieetings with ZA Chiefs t,ere identified and ar r anQed. Meetings 
Meet i nos ji th the ReQi onal Heads of Planning, Ex tens ion, the 
REgional Procalfer Coordinator and the '1a.n&,gemen t Special is in 
REo iona.1 5 ,,ere arranged in order to develop support for the 
development of a pilot SGIP/ZA. 



* Development of a Document: 

The ZONA AGRARIA SGIP Uorking Paper ,as produced immediately arid
destributt.,d 
 to the PROCALFER Coor.dinator, 
 the OICD Team leader
 
and the rest of the mna~gemer t te-m. (see at t.ched)
 

* Ilee t ino : 

Pur.pose: Briefiro oQcf the PROCALFER Coordina.tor. The prupose fo

this ree t i n was clar ify
. to 
 the r& toi ra.l for, the SGIP/ZA effort
 
at this t ime a.nd a.n ident if i cat ion 
 of the s ta.ff resources 
required for the imp I emen tat i on of the pi lot ph_=se. 

F're sent : AlIne ida. Al ,es, FR-CiLFER Cioor d ir,. tor : R. [lcs e s
 
Thompson, ['P11C Consul tant.
 

ResuI ts.: PROCIALFER Coo-,rd na tor. Al I.wes nQa-ive aQreemE r t in
principle to the effort. He defined the Zona Anrar.ia. Level
 
irmpl emen tat ion a.s the appropria te place fo r the SGI P t1 am to

concentrate 
 its. effort be>-ond the budcettinQ .orl,. A schedule of
 
ree t i nqs w,,,,as
cut 1 i ned and the ef for t g i''en approval 

* Meet i n : 

Fur-pos.e: Tc. i'ent ify the mu tus. I y shared c'bj ec t i o f the

PROCIL FER c,GI ,"ZA effort arid the 
Train and d isi t E./tensions

S;stea be ir i, eren ted thr oujh the FA Consul t7.nt, 0 roo.' i nsk.

To i dent f y k erue s pc,pI ermen tary col 1.o a.t i ye v, r k on the
fo r c rrr 

Zona AQr.r i a. mnar,a.gem ent imp r overne n t
 

Present: FAO Consul tant, 3rozo, insk i: SGIP Team Leader,

Goncalves.: DF'MC Conr sul ta.nt, T hm-,r, pson
 

fol oResu I ts.: The o,,.i n a rieemr, tns in principle were reached armon
 
the thr-,ee pAr tic i pants:
 

PROCALFER SGIP/ZA and the Extension Service T & V Sys.tem
shared the same overal 1 objectives, 

FROCALFER SGIP/ZA could be a. useful1 means for irplementing

the T & V System more ful Ix.
 

G IF/ZA and T & V S>s tems could be comp I emer,ta-ry and a

SGIP/ZA Trainir, module should be 
interat yed into the Extension
 
'ervice's cour 
se on ZA Supervis.ion corducted for 
aIl ne,w Zona.
Agraria Chie+-s.
 

Ca&lda. ,,ould be an zappr,c,p riate site fo r a pilot
 

SGI P/ZA would attempt to funct io
n w ith in the boundar ies of
the T & V Extersior, Sys tem Fr ne,cworl, 

A PRCiCALFER Specia.1ist should be 
appointed in each Zona
 
Agraria The same is done 
for the other projects. The PROCALFER
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Specialist and the Zona Agra.ria Chiefs would require a mar gernent
 
system and the necessary training for organizing appro>'imately
 
8-20 other extensi onistas arid vulgarizadores.
 

The meeting w,.as unusual ly successful. Fast misunderstandings 
&bou t objec t i ,es we r e cl ar i-f i ed a.nd a r e n et,.e d serse of 
col laboration de-,-.eloped. Further meet inQs were requested. 

* IleetinQ: 

Purpose: To identify a ReQior 5 SGIIP/ZA desiQn team and propose 
a pilot effort strategy. To develop commitment to the full 
development, testing and refinement of a. SGIP/ZA pilot effort.kkk 

Present:
 

SGIP Team Leader
 
Regional Extension Head 
Sub-reQi oral Cordinator 
Zona AQraria Chief 
Plarinirc Cabinet representative
 
EDPHC Consu I t...n t 

Re sw 1 t s : 

The Cal da._ Zona Agcrar i a per.sonnel presented the managemen t sys tem 
they are currently usi n. They agreed to submit i t to the 
criter ia of ar effective manageement system and to particpate in a 
desigjn effort for the SGIP/ZA. The dates of the w.orkshop were 
identified.
 

The participants. of this meeting acgrred that farmers who have 
deironstraticon plots on their lar,d should be included on the 
mar,agereri t team ard se t targets wi th the ex ter si or i stas.. 

* Ieet i'n9 

Purpose: To brief Frovis ional Team Leader, Sao Goncalves and 
Reoional 1a.na.aement Specia.l ist, Adalaide (Region 2) on the 
current status of the SGIP/ZA developments.. 

Present: Sao GoncaIves, Adalaide, DPMC Consul tant R. Moses 
Th omp s orn 

Resul ts: The basic purpose of the pilot design workshop was
 
clarified; the participants, the schedule and the products
 
ex plec ted.
 

Adal aide, Region 2's M4anagerrent Specialist agrees to develop the 
design for the 1-week workshop, and submits it to the team. 
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* Meet ing 

Purpose: To plan 
the first day of the Regional 5 intervention:
 
Meeting for Devlsoping Support:
 

Pre sen t:
 

Team Leader Goncalves,
 
Regior, 2 MS, Addalaide 
Region 5 MS, Lopo Carvahlo
 
DPMC Consul tant, Thompson 

Resul ts.: The afternoon meeting is strategi zed and

responsilbilities distributed for the presentation. 

Intervention f1
 

Purpose: Developin', Top level regional support for the pilot 
SGIP/ZA and getting commitments about the schedule of activities. 

Preser t:
 

Regional Director, Region 5
 
Regoins.. FR'OCALFER Coordinator, 
Region.l Hanegwmen Special it 
Regicp al la.:nnn g irectcr 
Regioa;i Extension ir ectcr 
Sub-Regional PROCALFER COORDINATOR
 
Zona Agraria Chief, Caldas 
Extensionista, Caldes
 
SGIP Team Leader, Goncales
 
DPMC Consul tant, Thomp son
 
Region 2 Han_.germent Special ist
 

Resul ts-


Agreeierm t on the objectives of the SGIP/ZA, the basic concepts,

the basic characteristics., agreement on the phasing and the 
s.cheduling of the 
pilot effort, clarification of the roles and
 
responsibili ties of the Sub-Regional personnel and the PROCALFER
 
Menagement Special ist.
 

The e-fort was now read>- to begin.
 

* Meeting: 

Purpose: Team meeting to design 
the overall Iorkshop in general

and the first I day in detail.
 

Present:
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SGIP Team Leader
 
Region 2 and
 
Region 5 Management Specialists
 
DF'C Consul ant Thompson 

Resul ts: 

A systematic approach to problem solving was used as the bsis for 
the overall design effort: 

I n troduc t ions
 
leveling Expectations and Setting Objectives
 

overall objectives 
Phase I Objectives
 
Todays Objectives
 

Consensus on schedule & responsibil i ties
 
Introduc t i on :
 

Definitions
 
SGIP/ZA Criteria
 

Work to- be managed by a SGIP/ZA
 
Regional Objectives
 
PROCALFER Regional objectives 
PROCALFER Activities at the ZA level 
Roles.._.nd Responsiibilities for activities 

* intervention 02 

Purpose-


To Agree on the cri teria for a SGIP/ZA and define the work to be 
manged by the System. 

Present:
 

Regional Extension Director 
Rpgional Coordinator 
Regional M.S. (2 and 5) 
Sub-cegicnal Coordinator 
Zona Agraria Chiefs
 
Ex tensi on is t as 
SGIP Team Leader 
DPMC Consul tant 

Resul ts:
 

Meeting objectives met. Important team building taking place.
It is becoming clear that this is a possible implementatiorn team 
for the nationwide SGIP/ZA effort. 

At the time of this report's writing, the meetings were on 
schedule for PhAse I of the Pilot ard commitments were being made 
to complete Phase 2. 
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CONSULTANT RECOMMENDATIOrI Number 2 

For Internal Use Only 

Presented f,-;, discussion to the 

Coordinating Group and the Iriplerrientation Team 

by Consultant, R. Moses ThcTpson: OICD/TA/DPMC 

May 27, 1983 

REVIEW OF COORDINATING GROUP IMPROVEMENTS IN REGIONAL MANAGEMENT 

INTERVENTION STRATEGIES
 

I. Af3REEMENTS IN PRINCIPLE 

As a resul t of the SGIP Team regional interventions in Regions 

and 2 the Coordinating Group came to the fol I owi nu i n t rnal 

agreements:
 

a. Regions required region-specific Coordinating Group
 

Guidelines .for the elaboration of performance budgets and
 

workplans: guidelines which refelcted the 
appropriate spatial 

and crop specific emphasis in relationship to regional resources 

and overall object yes. 

b, Coordinating Group and SGIP Te m must vlork in a more 

integrated fa.hion, 
 providing a consistent, :onfident and 

competent as~istance in coordination and marnagerrien t. In 

addition, the ,,ordinating Group winuld take steps to increase Lie 

legitimacy of the SGP Team in the regions. 

C. The Coordinating Group would provide the appropriate
 

I
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technical inputs into the Regional :3GIP intervention process. It
 

was agreed that the SGIP Team lacked specific technical expertise
 

in such a-eas as Extension, Credit, and Research. The specific
 

lechnicP'1 assistance would be identified, organized and pro,ided
 

during the regional interventions of the SGIP Team by the
 

Coordinating Group.
 

II. REVISED APPROACH
 

The Coordinating Group took a series of steps toward implementing 

each of these agreements. The current revised approach to the 

regional interverntions. is: 

The Coordinating Group conducts a regional evaluation of the 

facilitative conditions for PROCALFER implementation r ior to the 

arrival of the .SG P Tearn It is intended that the Coordinating 

Group would draw conclusions from this initial reconnaissance and 

provide them as -guidel ines to the region for program development.
 

The SGIP Team representative on the Coordinating Group would
 

explain these guidelines to the SGIP Team.
 

III. CONSTRAINTS TO ACHIEVING IMPROVWMENT OBJECTIVES
 

The constraints giver, below were identified during a discussion
 

with the C.G. Coordinator and from feedback provided from SGIP
 

Team members.
 

a. The Coordinating Group Regional Intervention
 

1. The time is too short:
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Members felt that I and 1/2 days is not long 

enough to produce a set of comprehens;ve guidelines in completed 

form.
 

21 The Purpose and use of the guidelines needs
 

greater, clarification. 
 The idea is sound but not fully 

deve 1oped. 

3. The guidelines lack an agreed upon criteria and 

structure by the Coordinating Group members. Each member is 

taking notes in a different format.
 

4. Mutual 
 agreement on final conclusions on
 

guidelines doesnot take place.
 

5. SGIP Team does not get the guidelines in the form
 

of a brief ing prior to their regional intervention. 

6. Regional PROCALFER implementors are uncertain how
 

the f.:ooidinating Group arid the SGIP Team intervention are re­

lated,. The rpporturi t>' to integrate planning and implementation; 

Coordi-ating Group and SGIP work; Central and Regional coordina­

tion is not taken advantage of fully. 

IV. RECOMMENDAT I ONS 

The conceptual framewjork and the objectives of the Coordinating 

Group's current improvement effort are sour d. The motivation and 

the follow--thrugh are positive. But there are a few ways it 

might i mprov'e the i ntervent ions that woul d faci I i tate object ive 

ach i evermen t, 

a. Move the Coordinating Group intervention up I week 
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b. 	 Extend the scheduled time from I and 1/2 days to I wee.k
 

c, 	 Agree upon a purpose for the Regional Guidelines:
 

For example,
 

region specific
 

the basis for the budget proposal
 

the basis for buonet justification
 

included in the aniual plan
 

basis -for identifying the special technical
 

ab:istance to be added to the SGIP team for that
 

region
 

d. Guideline criteria and format should be agreed to by
 

all C.P. members and used during the reconnaissance visit
 

conclusions and final typed guidelines shoul d be 

completed, presen Fd and agreed to by Regional Team and the SGIP 

team s.LouIld blu bi e-fed. 

t The : meeting described in e. would be the best 

opportunituy for a joint C.G., SGIP Team, Regional Team meeting 

in which the relationship between the C.C. guidel ines and SGIP 

Team activities is clarified and legitimized, 

(4. SGIP Team report to the C.G. followinq the
 

interventions could be based on these guidelines.
 

The above recommendations are meant to support the siginificant 

progress made at the intiative of the Coordinating rroup. The 

consul tar t , 'ri or is pr (-pared to expand upon these brief 

suggestions or participate in a problem solving session aimed at 

devi-lopincg an action st-ategy. 
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C . C. 

Almeida Alves
 

Implementation Tean
 

Glenn Purnell
 



MEETING SUMMARY SHEET
 

MEETING TITLE: LEADERSHIP DURING REGIONAL INTERVENTIONS
 

MEETING TYPE: SGIP TEAM MEETING
 

-. PRESENT: . .. Saoy- Ed ite Anna-, MiguelIMoses 

DATE: JUNE 13, 1583 

PURPOSE: To identify a team coordinator for the up­
coming regional interventions and agree
 
on team expectations of a Coordinator
 

In preparation for-the-Regional Interventions In LRegions 3,4,6
 
and 7, the SGIP Implementation Team took steps to identify pno
 
tempore leadership of the team. Since the Team Leader, Carlos
 
Goncalves, was taki.ng his vacation at tnis time, the question of
 
Inter.im leadership was an appropriate one to raise In the group.
 
Three isues required discussion:
 

.1 WHAT DDFS THE TEAM EXPECT OF A COORDINATOR 
' WI-In WILL BEF THI (COORDINATOR 

: WHAT DOS THE COOROINATOR EXPECT OF THE TEAM 

1. Team's.expectation of the Coordinator 

A coorindator of regional interventions must be:
 

* preoccupied by the indentlfication of all the 
activities required to achieve Intervention objectives; 

N prepares some kind of daily plan, written or verbal 
before hand and sees to daily Implementation of those 'plans: 

* Identifies and looks for linkages among activitles and 
brings these to attentlosn of the team: 

* Maintains the overview and sees linkages between teams' 
objectives and those of the region: 

provides the 1Ink between the team and the region
 
represents the team at meetings:
 
clarifies their objectives,
 
relates team objectives to those of the region
 
provides feedback to team about all activities
 

N attempts to dynamizt others, encourages participation 
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and involvement: 

* Encourages and Qu ides orioo rig evaluat ion of team an d 
individual perforrrn-sce 

*.ee that tezrri iformation cr pr-eseritations are typed 
up and 'shared.
 

In all these expectations of the coordinztor, it i. SE- 'ued that 
the Coor- idina tor- will orr.jani ze others to do these the above and 
not necessiar i I .y do them .- one . 

2. The te S: I 'L.o nM e Cted r-7, 1 .,aes &s. the tc mpor ary Team 
Coor di n to'r for the up-coni r r.e i ional inte'er- rI orns 

3. Tez-m Cor diriztor, Goncalvees set nen expectticns of the 
T e am 

T c.m [lembe r,wi 1 cf fenr , ec i a. t ec ni i ca l e>.per t I se when 
requested: (ex. mp I e : LO.h en & member is particularly
f amil iar with a regci on or itua i or or has. a gcocd r,&ppc,r 
w i th pe r or,rie 1 in a r-egi on , then that r en sori r.h>' be 
reque Eted to pe -for the croup) 

Temm ! ti 1 -ee join in on meet r ti henV'I,brLens 
cal l ed: 

Hemhers. ,,,i
jX Te-Am 1 1 atLemp t to r ai ntt in professE icnal 
s andard, du- r. r,eQi onal I r tervent ons. 
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-----------------------------------------------------------------
THE TASK FORCE FOR PROCALFrR TRAINING
 

The purpose of the PROCALFER Training Plan Task Force is to guide
 

the preparation of a comprehensive and dynamic Training Plan that
 

identifies the professional development requirements necessary to
 

achieve FROCALFER objectives. The importance of this work is
 

indicated by the fact that alnost one-half of the U.S. Assistance 

funds are budgeted .;or trainin.
 

In 1981 a Training Plan was developed to provide a general set of 

traininrl estimates for planning purposes. Although these general 

projections wer- adequate during the plm.nnng phases, specific 

projec', related traininc, needs had to be assessed-for implemerita­

tion purposes.. 

The Ayl ing Report of 1982 suggested a step-by-step strategy for 

producing this comprehensive trainng plan, Basically the 

approach was built on the belieF that the training plan should be 

constructed by MACP per.onnel . The strategy emphasized building 

capacity to do each of the COMPONENTS of a training plan and then
 

integrating ,iese into a WHOLE. Workshops conducting Needs
on 


Assessments, Training of Trainers, Adult Learning Methodologies,
 

Training Design are all essential institutional skills for deve­

loping training plans.
 

The Task Force on Training Plan Development comes at an Er)pro­

priate time. Many of the requisite skills now exist among MACP
 



------------------------------------------------------------------

personnel to undertake this ef-fort. 
 However, one component is
 

still missing. To date, there is no agreement on what a training
 

plan should include, ror how it t,lould be implemented.
 

Effective Training Plans. are based on 
 sound TRAINING POLICY
 

FRAME-ORKS. Without this framevork, 
 there is no rationale or
 

s>'stematic twa> to make traini ngq decisions.. The Training Pol icy
 

Fram ework out ined below is a suggested sta-ting point for the
 

Task Force's work. What -Fc, l ows is a description of:
 

* The Ingredients of a PROCALFER Training Pol icy 

* Training Pol icy Development Issues
 

"* Basic "Design Logic of: a Training Policy
 

* Characteristics of Effective Training Pol icy 

* In!.titutional izing Project Training 

* AccL.ler.a e:i Traiiing fechnologies 

* Next Steps 

INGREDIENTS IN A PROCALFER TRAINIUAG POLICY: 

Ideally, a PROCALFER Training Pol icy shoulJ state:
 

* the objectives and scope of all training activities,
 

* approaches to the train ing reeds , e':rnent 

* the priori ties and f inanci n zrr ngrere ents for training, 

* the roles and functions of diffc-rnt cztegcries of training 

institutions and rnecharirris for coordinating their work, 
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* the long term insti tutional ization of project training 

efforts into the Department's ongoing training program, 

* linkages of training to career planning and development, 

* and guidel ines for the moni toring and evaluation of 

training. 

TRAINING POLICY DEVELOPMENT ISSUES 

The goal of PROCALFER personnel development efforts is. to realize 

benefi ts from the Portuguese Agji cul tural Sector under limiting 

conditions and dur-ing a pe-riod of uncertainty 

Projects have Iimited resources and time horizons. Within these 

barrier :prJe,7 t- . sponsabl es are exper. ted to produce near and 

longer term project specific results. Training is used as a 

means to that end. Traininq is used to build the capacity among 

project actors and institutions to perform the tasks required to 

achieve PROCALFER Project results.. Therefore, training for 

capaci ./ bu.ilding*, as a means to an end, is specific, rather than 

general, in its. project related content and institutional 

deve 1opmen t. 

The purpose of the F'ROCALFER Training Plan is to: 

IDENTIFY AIHD PROVIDE SKILL AND KNOILEDGE TRHINING THAT CON-

TRIBUTES TO THE AC.HI EVEHENT OF SHORT TERH (IND LONJG TERM P'ROJECT 

OBJEC'IVES AND IS INTEGR,'-TED INT1O1 HE OINGOING TRA1II,1G PROGRAMS 

OF THE DEPARTMENT OF AGRICULTURE. 
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A. Rationale for a policy: 

In many countries., past attempts to improve public sector perfor-­

mance through broad tra i n ing programs have produced 

diss.appointing results.. Unresearched and unadapted training
 

solutions were peddled widely and 
in an adhoc manner. Training 

efforts Qere often piecemeal and unsystematic. The absence c.f an 

inteoi-ated set of training pol i c>' interventions resul ted in inef­

ficient use of. government and donor resources 
 and duplication of
 

effor is.
 

B. Absence o'f 
 a Pol icy & Traininq Effectiveness:
 

The absence of a. well defined pol icy for guiding the design of
 

tra.in~ng programs results in:
 

I. the lack of adequate guidelines for needs assessrrent 

2. unclear responsibilities for training program development 

3. poor de.sign and implementation or training activities 

4. lack of monitoring and evaluation of training 

effectiveness. 

This same lack of a comprehensive training pol icy leads to poor 

management of the trainir, institutions who are to provide the 

training, characterized by: 
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1. poor use of training methodoloQies 

2. lack of attention to faculty devleopment & motivation 

3. non-innovative trainirng designs and materials 

4. failure to develop trainers
 

5. disrecard for R & D 

Absence of an integrated training pol icy results in a failure to 

inter-relate training with suppportive personnel policies, such as 

performance and review, promotional and career path policies. 

C. Haish Conditions & Trainin g Pol icy 

Attempts to develoI p an integrated PROCALFER Training Pol icy must 

respond to the" difficult conditions now confronting the 

Depe. rten L o f Agc icuL ture Low =i,I W eil i ,I j., .La-C I ty uf 

skilled techniciarns, inccmplete deplo>'ment of the Extension Ser­

vice ".3ystem, gaos between headquarters and regional services, 

scarcity of governrment funds., late release of development budgets 

and a continued uncertainty in, the staffing structures of the 

Department must be taken into consideration when designing this 

Training Policy.
 

THE BASIC LOGIV OF A TRAINING POLICY 

The funde'mental principle of accelerated learning technologies Is 

to focus on the work to be done and only that work. The first 
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step in the development of a cc,, .prchensive anL' 
 dynamic
 

(conti nually adaptive) trairnin9 pol icy is the clarification of 

that w or k in the form o+ objectives. The basic logic for 

developi-g a Trairiigq Plan is outI ined be low: 

* ROCAL.FER OUTPUT OBJECTIVES: (ReQional & Central) 

ACTIVITIESA REQUIRED (TASKS TO BE PERFORMED BY EACH ACTOR) 

SKILLS REQUIRED
 

SKILL OEFICIENCY 

( Rp I ri ,;.c.. PEU!!i E[ 

TRAIr1-41 NG ALTER*TIYES:
 

Institutions
 

Trainers
 

Course avai 1ab Iiity 

1 oc at i on 

priori ties
 

sr he du I es 

The funderrental logic of efiertive project training pol icies is 

that it is task specific. If project objectivces can be de, ined 

then project acctois car, defiri e the z-ct ivi t i ,s required to achi eve 

those objectives. A tr;ij iing comnri tte coan evaluzte the skiIls 
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--- -----------------------------

required to perform these tasks and determine the relative defi%­

ciency of the project actors involved. With a clearer 

understanding of the skills requirements and the specific deli­

ciencies among project personnel, training can be designed and 

prioritized.
 

Failure to assess training needs carefully, will result in
 

ineffective use of project training funds, duplication effort
of 


and gaps in training coverage.
 

Attached is a sample matrix worksheet for conducting such a 

needs Ar sesment,. -Currently, some elements of PROCALFER training 

efforts are using this.approach. Since the PROCALFER central and 

reglonii teams now have a clearer idea of project objectives and 

required tasks th-an last year. The elaboration of of a PROCALFER 

needs assessment :matri, would be relatively straight-forward. 

CHARACTERISTICS OF AN EFFECTIVE TRAINING APPROACH: 
------------------------ *14~~ -- --

Under the limiting conditions'outlined above, the PROCALFER 

training approach c4n make use of the following design 

characteri st Ics: 

1. Too management articulation of PROCALFER objectives and 

willingness to demand achievement from all proect actors: 

2. High level priority given to assuring minimum levels of
 

support to all actors In terms Qf toolso supplies and budgets
 

necessary to perform tasks for which they are trained: 

3. Focus on 
skills, knowledge and behaviour needed for the
 



-------------------------------------------------------------

accomplish of PROCALFER objectives; ti,oth short terrri and long
 

term.
 

4. Where tsks of a group are inter-connected, train- as a-­

group, in country, in Portugal , where feasible.
 

5. Multiple training interventions:
 

Instead of a fragmented, (though useful), training efforts, an
 

Integrated set of training interventions phased and responsive to 

project implementation requirements: 

6. MIul tip'le use of personnel : 

Where staffing Is limited, personel may be required to peform
 

both project and regular tasks
 

7, Enhanced use of non-financial incentives
 

e Use of"Ac,-elerated Learning Technologles for Trainning
 

INTEGRATION OF 
 PROJECT TRAINING INTO THE DEPARTMENT'S GENERAL
 

TRAINN PROGRAM:
 

PROCALFER Training Policy has an institution building dimension.
 

To be effective over the long term, the project specific training
 

designed and Impelomented through PROCALFEH must be Integrated
 

Into the general training program of the departrnvnt. For exam­

ple, a workshop training, effort for Improving Zona Agrarla 

Chiefes management techniques could be conducted through the 

Extenslion Service's "Zona Agrarla Supervisor Training Program". 

The Service's trainers could participate In the design and pilot 
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testing of the training and receive a Training of Trainers for
 

performing the 
new program. This kind of approach assures insti­

tUt.Qonal ization. of.. train ing byinvo!ul ing ,organ izat.ion -tri ning­

staff, upgrading their skills, introducing new content and metho­

dology and building in the ability to review and improve the
 

training design.
 

TRAINING TECHNOLOGY:
 

Project dependenc'e on early results 
to remcive current roadblocks
 

demands training %Lpproaches that can accelerate learning. Train­

ing methods are available that focus on the improvement of 

performance through direct ".appl[cation of new skills -on the 

actual 'to be "erformed (as opposed to preparation for appl I­

cation at a later date). 

These new technol-ogies emphasize a results orientation, engaged 

learning by doing, lear.ning by step-by-step success -on tasks, 

progressing from general to specific, si.mplification of the com­

plex activities i'nto manageable routines, and 
team training. The
 

PROCALFER is currently using some of these advanced techniques in
 

certain skill development areas, In addition, a team of.Trainers
 

of Trainers Is being developed to Introduce this Improved adult
 

learning methodology in the project traning program, In-service 

Workshops designed to respond to specifically defined Project 

skll1s are replacing the more traditional classroom lecture 

methods. 



I. The 'first step for the- Task Force Is develop agreement on
 

the basic structure of it Training Pol icy. Based that policyon 

framework, It can define the form thePROCAI.FER Training Plan
 

should take: content and methodology. Based on that a'greement, 

the Iask Force can 
 define- the minimum set of activities 

.workshops, wor.king sessions, interviews, etc.) and implement 

them. 

, is, es-g-iptia! toprotedrtQ'conduct. Interviews with 

agenc irc o4.,.- MA(G roicernad wI'1ti-PROCALFER tasKs ..to. det.elIop. an. 

inventorv of Lra-nn .the'agencies and thelr% taf'f - . 

3. fhen the "ci'IterIa of traning needs assessment should be 

applied to the.-inventory and-a-final plan for train;rg under
 

PROCALFl'R agriedJ'.to. 

K,~:.;3 
 3 
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MEMORANDUM
 

To: 	 Glenn Purnell OICD/Procalfer Team Leader 

From: 	 R. Hose s Thompson, OICD/DFVMC Corisultant 

Date: 	 June 20th, 1983
 

Re: 	 Proposal for a U.S. Study Tour for the PROCALFER
 
Regional Coordinators.
 

Based on discussions with OICD/PROCALFER Team Leader, Glenn
 
Purnell, the SGIP Implementation Team, two Regional Coordinators, 
and DPMC Washington, the consultant prepared the following
 
proposal for a U.S. Study Tour for the Regional Coordinators of
 
PFOCALFER.
 

PROPOSAL FOR U.S. STUDY TOUR: REGIONAL COORDINATORS
 

PURPOW; The jp~rpose of a Regional Coordinators U.S. Study Tour 
I s ti'reefold:. 

1. To provide an opportunity to observe how public
 
organizations In the U.S. use projects to meet organization
 
objectives; to discuss the issues surrounding inter-agency and
 
infrainstltutional linkages and organizational patterns for inte­
grating projectu itito administrative structures; 

2. To provide an opportunity to discuss the issues surrounding
 
the relationship between extension and research; to observe a
 
sampling of approaches and discuss regional applications In 
Portugal I ' 

3. To continue to build a national team of PROCALFER Regional 
Coordinators with a shared set of national project objectives and 
an Informal strucutre for sharing experiences. and learnings .fror. 
Implementatonl experience to date. 

BACKOROUNDI For the past year, a U.S. Study Tour for Regional 
Coordinators has been disucsed, often In significant detail. In 
January of 1982 and again during the February Evaluation the idea 
and the rationale for such a professonial visit was discussed 
among Purnell# Riizo. and Thompson and then later among Purnell# 
Alves and Ingle.. Most recently the discussion was raised by'SOIP 



Team Leader, Santos Goncalves, w, kh PROCALFER Coordin,,tor, 
r'Al eida Alves, in Iarch, during the Ingle Consul tancy. 

For the most part, the idea has been received'with approbation,
The decIs lon,. maki ng, .process seems.to have-been s-lowed .- by. .. ,the.. 
issue of the most propitious timinq and the par ticUlar, content of 
the visit. Below is:
 

.1 a suggested rationale for each of the three objectives. 
ident ifIed above and 

a draft outl iIne of how OICD mright respond to each a 
suggested time frame for such a Study Tour; and
 

* an initial definition of responsibilities for program 
implementat ion, 

No budget information is provideci, I si'nce .this is; readily
avai lable. 

INTRODUCTION- To me.et PROCALFER arid 0I CD-Part.icrpant Train i.ng
and/or Professlonal Visitors program objectives, any study tour 
design must respond to the project ubjecti.ves and 
responsibill ties of the PROCALFER actors, It i.s :important that 
the content of 'the, Study Totir Latie. to past 'Projec:t texperIetnce 
as well a the' future;Projec.t"demands: to. b, .f-kc.ed :by the 
par l, I pan ts .'h f r Vt1. owVt. PoposJ..Ih s a.t Lornp t d t'U du, th ihu ;b' 
rev ewing PROCAVL'ER . Regiton&f obje'(tiIes *and b,. trvying. to 
anticipate what.wil-1 be expected of theIRegional,;Cooi..cLnator-I ifr 
the future; by conductIng' I nterv Iews wIth two 'Regloia.l
Coordinators, (Regions 2 & 3)v and by interviewing members of tle 
SGIP Implemenitation 'team and drawing on their- experience with 
Regional Coordinators during the past year of PROCALFER Implernen­
tation. The following Proposal .is designed within the parameters
of a limited time frame of 3-weeks. Therefore, what is presented
Is ronsidered -to be the prlorlty'objectIves of such 'a Study' Tour. 

DETAILEO DESCRIPTIONL
 

1. Intergovernmental Operationsi
 

Successful us&- of projects to Implomen', national development
 
p.,olrams I not widespread and uncertainty remains whether pro-

JectI can be used effectlvely wIthIn a hIghly formal adifilnIstra, . 
tive structure such a the -i1nIsty of AgrlIcuIture. 

From the beginning, Regional CoordinAtors have been struggling
with the Issue of ImplementIng a short term project that demands 
a variety of Informal relationships within units and across 
agencies within tho context of a formal organic structure of 
traditional departmental and professional boundaries. For Many
the Issue is debated as the "dual Structure" problem and the 
desire on the Part of Project Coordinators tq acquire 
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instItutiona I territory in order to implement the project. ' 

Although some Regional Coordinators are beginning to experience
 
greater success in using projects to develop these Informal
 
patterns of coordination *, the>y procede with great uncertainty. 
Many hav expressed- 'thieir 'de'sire to see amd-l 6 hoo oth~r 
managing the inter-governmental relationships necessary to 
successfully implement national projects such as PROCALFER. Those
 
interviewed confirm the need to learn more about intergovernmen­
tal operations and to develop their abilIty to use projects more
 
ef fec t I v e I y. 

(* Ex .mple: wl tness rece'nt efforts in regons 2,3,& 4 to 
Integrate Planning Cabinet, Extension and AdmInistrative SErvices
 
in Project dec'sion making processes)
 

Because inter-governmental coordination will be an increasingly
 
central responsibility for the Cooridnators, the following 
component is suggested: 

PROCALFER Regional Coordinators can visit a specific project
 
where they can see for therrmselves the interaction between
 
Federal, L.o al and farm level organizations. This case study
 
would be an opportunity for the team to observe and dis.cuss.
 
Infrrmally with those in volved, the same kinds of issues they are 
exposed to in -ortugal 

Sugge-,fE. piopl~e 'to contact -for -arranging this componenet of theS tu~ r>g'=our 


Catherin Thomas at University of Californla, Riverside, 
a special ist on Inter-governmental Operations 

* Dr. Dubin at the University of Kansas, a specialist 
oil local and federal agency Integration and Involved in 
relevant case studles'of interest to-the RC's. 

Two sites are recommended: one emphasizing the Lnterface
 
between local agricultural organizations and the farmer and
 
another that focuses on the integration of multiple governement
 
agencies and actors In the Implementation of a regional project.
 

4., 

2. The Relationship between Extension and Research:
 

Some of the Regional Coordinators exrpessed the desire to Improve
 
their understardIng of the relatlonthip between extension and
 
research. The PROCALFER Regional Coordinator has the
 
responsibility to integrate the results of the project*s research
 
component with the del ivery of Improved technical Information, to
 
the farmer through the extension component, Also, the project Is
 
de$igned so that technical Information necessary for project
 
success must be developedduring the life of the project.
 



Therefore, Project Coordinators continue to require an effective
 
approach to this integration of -esearch results and the 
exprience of the extension services with the farmer. 

SCoordi orF also e xpresd the E i to ow mc-r-e but.... 

the, experience others are having in the use of limestone on
 
forrage production. In particular, that wish to bi:,tter understand 
the relatiunship between limestone, certain forrage varieties and 
available technology and its impact on production. 

It Is in this context, that the. team of Regional Coordinators 
wishes to improve their understanding of how to most effectively 
use research to impact on increased production.
 

There are a variety of opportunities. availble in the Lni ted 
Statses for fullfilliing this need. 'This may be the right
opportunity for exposirg members of F'ROCALFER to Farming Systermrs 
Research and the University of Flori.da's program on-an integrated 
approach to Research and Extension. OICD has strong .contacts 
there and could. set up a program readily.
 

Persons to contact for setting up this component are;
 

Marcus Ingle, OICD/DPIC
 

3. VuUII dr i a'i lf ,.ational T amn of -Regina) Codrdinators.. 

We know that ai' successful .eff.orts -begin wi th a htgh degnreo ui 
mutuMl agreement of objectives. Reconf I rmaton of, those 
objectives is a-necessary part of the developing consensus. This 
study tour to the U.S. can function as a opportunity. to review 
and reaffirm commitment to project objectives and look at was to 
Improve approaches to regional imprriementation. 

Over the past year, v'euponsib.l ity -or settinn national project 
objectives has shifted gradually from the central level-
Coordinating Group to the Regional PROCALFER Teams. We know that 
the nore.. a person/teams t.re Involved in setting- their own 
objectives, the-!more committed they are to Implementing them, The 
Study Tour- can *be an opportunity to further develop this. kind of 
c omm I tme n 1: 

There Is much. that Is shared In common about the Regiomal 
Coordinators eperlence with PROCALFERp but there are Important 
varieties in their experience with project Impleiaentation, The 
discussion of both the shared and the different exper4enceoi of 
the regions provides Important learning opportunities. Already, 
Regional Coordinators and their Maagement Speciallists are 
crossing regional boundaries to discuss their approaches to 
projec t problems (Regional Management Specialists from 1,2,4,& 5 
work with the central SGIP Team In all other regions). They 
expreess the importance of continuing this informal way of 
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probI emshandl i ng
aid successful ways of 

exper i encesshar i nQ 
of the team members.

by eachshared 
a. team 

is a.way of bringing
the trip itself 	 takeFirst, 	 wi iSuggestions: 	 informal di scussi or, s 

Invaluable 	 teamof people together. 	 By leaving Portugal, the 
the team. 	 1 

place among members of 	
SC,me psychc og i ca di stance 

to oa i 
wi 1 1 ha e a. brief oppor tun i t> 

at it more objectively.
to lookin orderprojectfrom the 

be usedcouldtea.m work-hops 
of one-day 	 aw"a. series 	 iSSues suchSecond, 	 implementationspecificsurfaceeffectively to 
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i n i.,.a.h i nator, 
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of the issues; 
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Three weeks, inclusive is suggested, includirg:
 

Settl irg in
 

* 	 Or ien ta t i o Fr ogr am &
 
Se t t i ng Expec ta f i ons/Objec t i ves
 

* 	 SQightseeing (I di.y) 

* i i ts. to Karsas ard Cal iforni a to observe ittergovernental 
operatons_ at the :-deral, oc-il and farm level
 

Visits to 
Flor ida. and other si tes to explor e issu.es r e I , ted to 
the inte-4ratior of of Ex.ter,.ion ard Rese.rch 

Internal Team 1Wcrks-hcps..on r gional FRCIC( LFER irmplermer tation for. 
1'Y83 	 & 1 

'leeting of -ul 11PROCALFER Team of 
Cocordi na.tor's and Mranagemen t 
Secial ists. 

* 	 [)ebrie ing and Plarningr Ne>xt Steps 

* 	 tDicjSightseein (I d.y) 

ROLEFN 'NfiiD R1"1R%'F~i,:::'I, I ES,-

OIWCD 	'. ':,1 k,.h 1 I ON 

If the prop-sal is accepted in principle and OICD/Li s.bon desires_.
 
to in.lemen it, 
 a detailed daily schedule will be prepared by

DPHC, DF'1C .jil.1 make 11 cont atcts and travel arrangeme r ts i thin
 
the Hni ted States, and coordinate the Stud' Tour works.hops.
 

-rraipem1for La nag.ae Escor t In terpr e ter-s rd/or Tour
 
Coor-di nator .il1 be the resriors.ibi 1 i ty of O CD/ash irgtot .
 

01CCD,"I sbon 

0ICD/Liabon w i be reponsib ile for making all internratonal 
travpi arrangements, processing visa app ications, h-,.dling
perdi prn :.nd t reve 1 advances arid cc duct i ri pre-depar tures 
brie -injgse nd -post arrival debri e'f in s, F necessary. 

PROC FE R CO 	 RUP 

The 	 PROCA-LFER Coor di ra t ino ", OU id be respons i bi !e for 
inv i inQ Fe ion a I Coordinators to part icipate in such a Study
Tour of-ficially and ior making administr.:ti..e arrangeme ncs -for 
the period cf 1ea,.,e and stEnlJa.:rd t 3vel ar rangements. The 
Coordirtatirng :.oup wIould also be re-po,rs:ble to clarifying Study
Tour objectives with l the team and with OICD 
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the FrocALFER Frogram. 11/G /Vll~y £1 A IIAIF 

D. PMS Progress and Current. Situation
 

The PIMS effort is on schedule with respect to its 1983 Workplan as
 
outlined in the L. Cooley Consultancy report. Highlights of the
 
Team's overall progress include:
 

First, the Team has accepted the clear and limited statement
 
of its function and purpose as "To establish and support an
 
effective system for planning, budgeting and monitoring/evaluating
 
PROCALFER at the regional and national levels"
 

Second, the current 1993 Workplan appears realistic and
 
feasible. Actions are needed by the Coordinatinig Group and
 
OICD/Lj sbon Team in Lhe near future to provide the consultants, 
training, and resource support called for in the revised Workplan.
 

Third, with the assignment of Carlos Goncalves a 
rec.arification of internal Team responsibilities has been possible 
and is oCcuring, In general, the geographical and functional 
divisions of responsibiility suggest by L. Cooley are being 
mai ntai ned. 

Forth:, everyone has agreed that it is appropriate for the 
PIMS function to remain within the PROCALFER Coordinating Group and 
that a small Uore of management specialists will be needed to 
ope:-ate and maintain this system for the remainder of the Program. 

;-ifti- i[nl:s bet,een the PIS Team and Coordinating Group 
arL ri .A ',-tuh "iriproved' as a result of the assi gnment of a permanent 
FIMS Coor-Jinator in FROCALFER. 

Si-:th. the PIMS Team is working closely with the 
Coordinating Group and the Regions to that the 1994assure PROCALFER 
plans incorporate enhanced technical content. 

Seventh, the microcomputers are now operational and will be 
used by the PINS "rtom in their upcoming regional workshops. 
Ho-,iever,. to assure full and continued use of this equipment the 
recommendations of the E. Connerley and N. Berge report deserve 
immediate attention. 

Finally, the Team still lacks the requisite management 
sk Ils and systems to ensure a high quality and sustained PROCALFER 
manag.ment system at the national and regional level. Continued 
consultant and training assistance is scheduled during 1983 to deal 
with these needs. 

III. CONSULTANCY ACTIVITIES AND PRODUCTS 

A. Developing and Maintaining an Appropriate Management System in 
PROCALFER 

During the consultancy period, a series of sessions were held to 
review the 1993 RIMS workplan within the context of overall 

, ,' r -) r-,fr - rvii T- 1 ( -r-. r-nF'rt r r-T r, n i i-ii1U flg"-, n,+ ir4 r.x- e -4 r k .1T "- . ­



DRAFT 0121-LINE FOR SGIP/Zg, 1 IAORIKSHOPS-: IN REGION4 5 

d.-T., 51 H, 98.3 

F.,- 1RFD IN REPO-llJSE TO'Jl TI-. &E(3T0HAAL LEV2EL PLAR11F'J*IG 1'2 
HEErIG HELD OF JULY 4, 1 83 (I EETING !:LIMMgiRY) 

FH"gi'.E 1: (iRE; DEFIN.ED B:Y THE REGI CIgIIL FY RTI CIPFWTS IN, THE MEETIN.G) 

giber tura: 

In tr oduc t icr
 
Levce! 1irQ Expectations
 
SettIQ -iJverall1 Objective
 

; t t i ni Friase I ObjectikieF
 
bettiiiq the da'sobjective---


Cl e.i fyinq the aschedulIe for Ph. .e 1 a.%nd 2
 

I. L)EF 1i-. 1 flHCi 

WJHAT .F't1'rI 

W.HAiT ( A .T"H* S --lEf-

U.L~ OF PRCIT':C*T - I N C;C'k'RI-IENT A-Df'1 11 STRAT ICN 

THE- FROJEI'-T. t HIUAL C)"CLE 

THE CONItCERT OF r-&YE~I~ CO-TROL, 

THE COFCEPTEOF RESILTS ORI ENTAiT ION 
IN..F'LIT VS. COUTFur giF'FROACH 
EFFIC14CY~ VS EFFECT IVENE'SS 

II, FACIL I TAT IVE C:ONL*I TI OHNE; FO;R Ii*4TFC'DUL.Il ;'I; -GIFV 

TOP LEk.)EL CC)1hir'i IEI NT*O 1l1-:' J AG I HlP:iT'QI lEB 4T S (-',IO~iE
giT:SSEE Nl!-I'GEtr1Err I(M-F:CIR lENlFT AS 11lPFm-mR-rli1 

OPPEII ESS TO CHW41GE (4,JE) I1-1hJ.1.)AT101-iJ 
STgiEI LIT'Y INl THE E~lIIY FCHE[JT 

RES:IUCESgi'JgIlL4 IELE LJiTH EEII.: HELE FFEIP-I.J'EtNCY 

111. CRITERgIA FOR A t-1illiGEHENT Sv:.Y!:rEt­

0RGgiIZES OPERAiTIONAiL T'EgiNS- giROUWD OBJECTIVES 

http:Ii*4TFC'DUL.Il
http:DEFIN.ED


USES PARTICIPATION TO GENERATE COMI ITfENT 

IT PERFORMS THE 5 MANAGEHENT FUNCTIONS: 
MUTUAL AGREEMENT ON OBJECTIVES 
CLEAR ROLES Ar4D RESPONI EIBILITIES 
ACCURATE SCHEDULES AND BLIDGETS 
MECHANI SEIIS FOR FOLLOW THROUGH 
ABILITY TO MONITOR AND ADJUST 

IT USES A RATIOr.IAL DECISI ON.. HA-l kING PROCESS/SYSTEM TO SOLVE 
MANAGEHENT PROB LE IS 

IT'S SIMPLE AID EASY TO USE 

IT'S OI.JNED BY THE USER AID CAN BE HAINTAINED BY HIM 

IT BUILDS ON 1JHAT IUORKS 

IT FITS THE CONTEXT (E.G. EXTENSION SYSTEM, PLANNING CYCLE ETC.) 

IT IS SEEN AS HELPFUL BY USER (S) 

IV DEFIrTI. ON OF WOIRK: 

OUTLINE CHE ITIES OF THE ZA CHIEF, EXTENSIONISTAS, 
VL: U-~ " f 1 .E , 

FOR rF"I'RCAL.FER FIRST 
THEN FOR TOTAL EXTENSIC011. PROGRAM 

DEFINE THE TYPICAL CALENDAR OF WIORK ORGANIZATION 

(MdORE) 

V. PRESENT SGOI FNATI C.AL/REGI'UiAL AS EXAPLE OF FROTOTYPE 

DO REGIONAL/SUBREGIONAL/ZA ACTORS RESPONSIBILITY CHART AS 
EXAMPLE OF A GOOD SYSTEMS TOOL 

GERALT PRESENTS HIS ZOIA AGRARIA SYSTEM RELATING IT TO THE 
GENERIC ELEMErITS 

TEAM IDENJTIFIES REAS OF.-,. 

WORKSHOPS MEET TO TAKE EACH OF THE GENERIC FLNCTICINS AND 
IrIIPROYE THE EXISTIN-JG ZONA AGRfP-RIA SYSTEM 

VI. DESIGN THE SYSTEM 

DESIGN THE OVERALL STRUCIJTRE (BI-WEEKLY, OR WEEKLY, T & V ) 
IDENTIFY THE TEArS AND ME1BERSHIP 

2 



IDENTIFY I-IIIMUM SET OF I1-F'CRIA. ION NECESSARY 
DESIGN THE PROCESS; OF HEETII.IGS, :-VENTS FOR USING THE SGIP/ZA 
DESIGN THE FORMATS 

(MORE) 

VII ',E'ELOF' A '7,TI:ATEG'e FOR IHSTALLIN1G A SGI P."ZA IN A 

4.OU-A .R )RIA (I.,.IHAT ARE THE STEPS INVOLVED) 
1,L GI 0.1,i 

ELE(EF:'ORTE .A CALENDAR AIID A SET OF 'ESF'OIS.BILITIES 

FH.,E 2: (PLAN M-HIS AT THE END OF PHASE i) 

3
 



REPORT ON JUNE-JULY, 1983 CONSULTANCY
 

SUBMITTED TO 
DR. GLEN PERNELL 
CillEF OF PARTY 
PORTUGAL AGRICULTURAL PRODUCTI ON PROJECT 
OFFICE OF INTERNATIONAL COOPERATION 

AND I)EVELOPMIENT 
UNITED STATES DEPARTMENT OF AGRICULTURE 

SUBMITTED BY 
ED CONNt RLEY 
JULY 8, 1983
 



1983 Consultancy
on June-JulY,
Report 


JON AND BACKGROUND
I. INTRODUCT


Before coming to
 
12th and departed July 

8th. 

I arrived June Dr. Marcus Ingle
 

On

Portugal I participated 

In a two day brie-fing 
session with 

consultancy.this 


in Washington, D.C. concerning 
the scope of work of 

and by Sao Goncalves 
by Dr. Glen Purnell

1 was briefed Eng.June 14th, I met withtuesday, June 17th,On friday,PIMS team.of theAna Varela 1983 Berge/Connerleyand the March,to reviewDr. Purnell workthe proposedAmeida Alves and orientation tofurtherto receivereport andconsultancy 

for this consultancy.
 

by the scope of
 
as established

of this consultancy
The objectives follows:are as

by OICD, Washington,preparedwork statement 

Regional
at the National.andSpecialistsPIMS Managemient11 1:"Product 

assisted in developing the PROCALFER 
1984 Regional Budgets.
 

level are 
the
 

to Washington, D.C. for 
a briefing from DPMC 

on 


Ia. Travel
Task 

the bicdgetting and microcomputer 

effort,
 
current 
status of 


to assist M~nagement 
Specialists to
 

Travel to Portugal
Task 1b. 


refine methodology of budget cycle to meet with the 
needs of the
 

and the microcomputers.

Coordinating Group 

to develop a 
the Coordinating Group 

I'IXS members and
AssistTask. Ic. 

for the regions.

1984 program budgetquality 

and other regional personnel
SpecialistsTrain Manageement otherTask 1d. for program budgeting and 

microcomfputersin the use of the 

management applications.
 

for the Coordinating 
Group, the OICD 

Task le. Prepare a final report and debrief the 
on the con.;ultancy

0]CD Washington
Lisbon team, and prior to departure from 

findingsconsultancyGroup on action'Coordinating for further
and recommendationsInclude findingsPortugal. 


discuss consultancy findings
andto Washington,Task If. Return 
D.C. 

for O1CD personnel.debriefingprovide astaff andwith DPMC 
ofthe use 

A report will be cOmpleted outlining 

Product 2: 


applications.in managementmicrocomputers 
to discussI)PMC staffD.C. meet with

in Washingt-on, approachTask 2a. While and to agree on an R&D 
applicationsmicrocomputerpotential appl ications.

of mil crocomputierto the topic 
in 

use of microcomputers
in Porttigal pursue the 

Task 2b. While 
such as regional applications 

applications;managemlent andvarious trial formatting,
and evaluation,monitoringdevelopment, and abroad.in countrytrainingadditional 


in adopting
citing issites involved 

the 
a reportTask 2c. Prepare use in the Portuguese

their continued:.nd assuringmicrocomputer" to the Coordinating Group,be submittedThis report ;liould andcontext. contain findings
and I)'MC. It should 

the OICD Lisbon team 



5 PROCALFER REPORT PAGE 2 	 JULY 8, 1983 

reccomendat ions.*"
 

The scopeb *of work proposed by other key participants (Eng AImelda
 
Alves, Dr. Glen Purnell and the PIMS team) were in general agreement with
 
the above, but also added a few tasks to the list. The PIMS team had a long
 
list of specific tasks related to budgeting and microcomputers that it
 
wanted accomplished. Dr. Purnell wanted the consultant's advice and
 
involvement in preparations for the purchase of 5 additional microcomputer
 
systems.
 

-'--'Thle-'- 1rege nc€e:-"f' .co ndi: t i'ons ---wh i h-thefb-c-l 1 tat -' f el-s'-t en-h- d - to------ ,:. < 

limit 	his effectiveness in performing certain tasks should be noted. A key 
participant, the leader of the PIMS team, was unexpectedly on vacation for 
the first two weeks of the consultancy and was working intensively with 
another DPMC consultant (also unexpected) for much of the remaining time. 
The leader of 'The PIMS team spent a total of approximately one day with this 
consultant. Another limiting condition was the fact that preparation of the 
budgets for Regions 1, II and V slipped behind schedule. It had been 
expected that three budgets would be ready for analysis on the consultant's 
arrival. In fact, only one budget has been completed to date.
 

II. ORGANIZATION OF THIS REPORT
 

The report is divided into five major sections --- Introduction and
 
Background, Organization of this Report, Activities During Consultancy,
 
Findings, and Reccomendations.
 

III. ACTIVITIES DURING CONSULTANCY 

The first two weeks of the consultancy were spent working at the
 
Oeiras office of PROCALFER. A great deal of this work was with Ana Varela.
 
The consultant spent the following week in Region IV, Beira Interior,
 
working with Edite Azenha, Ana Varela, Elvira Hugon and Lopo de Carvalho in
 
their 	regional intervention. Most of this .work dealt with the preparation
 
of the 1984 Region lV PROCALFER budget proposal. The final week of the
 
consultancy was spent in Lisbon. This work included helping with the
 
completion of the Region IV budget request, working on budget analysis
 
methods, interviewing the prospective recipients of the five new
 
microcomputer systems to determine their specific needs and writing this
 
report.
 

With respect to microcomputers the following specific activities
 
were undertaken:
 

1. A meeting and several telephone converstations were held with
 
representatives of APAL to determine what had nct yet been delivered
 

* 	 from PROCALFER's January order and to seek delivery of the remaining
 
items.
 

2. Problems have eherged with the functioning of some software -­

notably, Wordstar, SuperCalc and Spellstar. The consultant was asked
 
to solve these problems.
 

3. The configuration of software and hardware to PROCALFER's specific 
applications and systems took considerable time. Examples of such 
configurat.ion include setting up the printers and word processing 
software so that they will print an "A4" page size, 'or other page 
sizes, at the users choice and configuring the Wordstar word processing 
program to function with the particular monitor, printers and computer 
that P4RdCALEER has.' 
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3. In order to maintain continuity with the March consultancy work, the 
consultant met with Eng. Almoida Alves and Dr. Glen Purnell to 
emphasize the importance of ;peedy implerentation of some of the 
reccornendations of that report. These Included tie reccoH(,ndation that 
a consultant be brought out to do applications development work wi th 
the st ,ff of the Coordinating Group, the recconiendation that the 
ownership of th( microcomputers be speedily transferred to the 
Portuguese, the reccomendat ion that applications devel opInent workshops 
be held as soon as possihle, and the re'rcontndation that the Portuguese 

character set should be available fion the microconiputers. 

4. Eng. Hario de Carvallo asked whet her o not a particular statist-ical 
test could be performed using ti, :,icrocomLpteirs aind the software that 
we presently have availahle. It ' ,rned out tlhat these te sts cornd be 

done and they were clone in oider to facillt ate Hr. Carvalho's work. 

5. Considerable time was spent in gathering information about the needs 
of those who will e using thlie microcomp er systeiis which PI.:OCAIFER is 

currently purchasin g and exploring the pqsibilities for further use of 
microcomputers in POCA1FER and as;sociated agencies. t'his included 
several conversations with Glen Purall and Jim Black, a mctiing with 
Barbara Hoffman of tle Policy t (am, a mr-iting with[;,vinato Pinto of the 
Planning Cahinet ard Francisc'o Avilez of the, University of Lisibo i, and 
a meting with Sovenra Dias of the Lhorit orio -b,. i dia F' ,'a. 

With respect to budgetting, the follo 'ing activitics were undertaken: 

1. PIMS team nitwiber s were assis t ti with prohlems, they encountered in 
preparing budget. requests for legi ons I, 11 and IV. 

2. I participaLed in the preparation of the 1984 budget request for 
Beira Interior. This work took place in Castelo Branco, June 27-July
1.
 

3. Work was begun on a system to be used in nnalyving and comparing 

regional budget requests. This included discu;sions with the PINS 
team, specification of the logic of such an anialy!;i; s'St em and the 
content of two ViOM template; in a with;alc used the system and iii'eting 

Edite Azenha and Elvira ltUgon to discuss the partially coileted 
product.
 

FINI NGS 

di th respect to mi crocoMputers findings 1ng s are astlhe durn tLli corn.sul tancy 
follows:
 

1. The manag,ement team has made vffecLive use of tIhe mI crocomput trs, 
part I cul ar I y in tLiei r regi onal Iudyet ing work. lsing the 

microcomputers enables the t eam to quickly and accurt-ely prepare cost 
Pstimates arid budget requpe;ts. Thuy are able to disc;r's;s; with regional 
work',hop part ici pants tlit Imli cations o)f unuual co;ts; lo forc 1 e \,lng 

the region, which allows ig ioral pa it icpain I; to ecoin.; i der costs 
which epn to be ,xcf.-ptfonally liigl!. or low. 

2. Other I,)(:/jI,"p staf I have lien elicroiaed t o use t lit' tiAci ocoinput ers 
arnd have ()ne ;o to) a 1 ilited ex!t . Piudio DanII aO has pr OdllcPd four 

VfI: Calc lise pl at ,; Io ioce!'; irll'i a t I fon with re'pect t o thbe four 
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limestone subsidy records. Because he was busy working with Jim Lauth 
for much of April and May, hie has not yet made the input forms, but his 
interest remains high and he expects to make the templates soon. Ana 
Varela lias worked with both of these individuals and continues to 
support their work. 

3. Several details of the management of the microcomputer systems seem 
to need attention. Diskettes were in veryshort supply during my 
visit. Diskettes ordered from the United States in March have not 
arrived. No spare printer ribbons are on hand; although they have been 
ordered from APAL. No backup copies are being inade of data diskettes. 
The policy on not eating, drinking and, especially, smoking in the 
computer room is only loosly followed. Diskettes are carelessly 
handled. They are often left lying around without jackets and are 
sometimes poorly labled. Some of the software and hardware has not 
been configured to work correctly with the specific printers, monitors, 
computers, paper sizes, etc. that PROCLAFER has. Configuration has not 
been done in part because there is little time for it, and in part 
because no-one is specifically responsible for it. The original disk 
for the Spellstar program is missing. The computers are in a room that 
is really too small for them and that does not contain a telephone to 
be used in connection with the modems. 

4. A certain amount of confusion and resentment is begining to emerge
 
among PROCALFER central and regional staff with regard to who has
 
computers and who will eventually receive computers. Regional project
 
participants, for example, sometimes indicate that they were "promised"
 
computers almost two years ago in the early stages of the management
 
effort. There are actual and latent disputes in the Planning Cabinet
 
over which offices will receive computers.
 

5. Lisbon support capabilities for Apple microcomputers have grown very 
rapidly in the last several months. I have been told that there are 15 
Apple dealers in Lisbon. While I cannot verify that exact number, it 
is clear that there are several and that the capacity of some of these 
dealers to provide sophisticated support to both hardware and software 
is steadily increasing. Also, the number of microcomputer users is 
-growing rapidly; including, of course, a large number of Apple users.
 
Several other AID financed projects are using microcomputers.
 

6. A step has been taken to resolve the "ownership" problem cited in
 
the March, 1983 Be'rge-Connerley consultancy .report. Dr. Purnell has
 
written a letter to Eng. Almelda Alves which will turn over control of
 
the three microcomputer systems purchased In January to the
 
Coordinating Group. Transmission of the letter is awaiting a complete
 
inventory of the equipment.
 

7. Edite Azenha, Ana Varela and Elvira flugon have indicated very 
strongly that they feel that certain regions, notably Regions 1,11 and 
III, are ready to receive and effectively use microcomputers at this 
time. They argue that regional participants cannot rensonabley be 
expected to learn how to-use a microcomputer until they have, one at 
their disposal. They feel that a detailed plan for further training 
and the delivery of microcomputers to these Regional projects sliould be 

prepaired and nhared with the Regions In question. 
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Ana Varela are ofGoncalves and
9. Almeida Alves, Edite Azenha, Carlos 

s effectively use the
that PCALFER hadquarter cannot
the opinion 


currently has. The Coordinatingthree microcomputer systems that it 	
the*the idea of giving one of the systems to

Group Yias-endorsed 
one or two of these systemsThe, others believe thatPlanning Cabinet. 

--t prpit PROCALFER regional projects as
 shudb-addoe 

soon as possible. 

of this consultancy, the findings are 
.With respect to the budgeting aspects 
as follows: 

is very difficult to
 
1. Standardization of the regional budget requests 


PIMS team members have 	 developed a number of 
maintain in practice. 	The 

rules, but it has been 	 difficult
useful standard assumptions and ground 

The team has had to be 	flexible
 to apply them equally in all regions. 
this makes the team's work more 

in applying these standards. All of 


difficult and the results more complex.
 

2. There is a need for more coordination and follow-up with regard to 

That is, the budget requests are not fullyregional budget requests. 

a tendency for
 

completed when the teams leave the region, but there is 

return to Lisbon and
 

the budget requests to 	be dropped when the teams 


next regional intervention. A final, fully

must prepare for their 


completed version of the budget request may 
be weeks in coming, which
 

undermines many of the 	advantages of using microcomputers to 
prepare
 

the budgets.
 

1983 PROCALFER regional project activities 
has been
 

3. Monitoring of 

Financial monitoring has not been attempted; 

which may be
 
very weak. 


yet been released.
 
wise since the 1983 PIDDAC'budgets have not 


Monitoring of results, 	spot checks of claimed 
research and
 

been done. "Monitoring" to date has
 
demonstration fields, has also not 


consisted of asking regional participants 
to review this years work and
 

regional workshops. The PIMS team is
 
progress against targets in the 
 qualifiedThey argue that they are not 
extremely wary of this topic. 


to monitor Campos De Demonstracao and Campos 
de Ensaio since most of
 

them are not Agronomists.
 

4. The general practice in regional workshops 
this year appears to be
 

a base and to only examine
 use last years budget and activities as
to 

This greatly diminishes the work
 in depth proposed new activities. 


load on the team. It may also diminish the project's ability to,
 
too early to
 to changing circumstances, but it is 


anticipate and adapt 

Ideally, the regions will take up more of the analysis and
 

tell. 

formerly done by the PIMS
 consideration of alternatives that was 


central team.
 

RECCOMENDATIONS 

to microcomputers the following reccomendations are made:
 
With respect 


1983 consultancyfrom the Berge-Connerley March,
1. The< reccomendations 

sense and should be implemented as soon as
 
still seem to make good 

to proceed with applications
possible. It is partIcularily important 

quickly


works ops at both regional and national levels as 
development 

ao posible. The evident interest in microcompUterhb ashopeful sign j 
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appear to be arbitrary in our response. 

2. As soon as control of the three microcomputer systems has been 
officially accepted by the Coordinating Group, they should establish 

formal policies about the use of these systems. Someone should be. 
appointed to be the "responsavel" for the microcomputer systems and 
software. Eating, drinking and smoking in the microcomputer room 
Should be proh11fbIf dTK -- copies aIl-d-n '--dW'fdsks6- shot661- e- -­~k'-p o6f -- Ib i d 6 
on a routine basis. One of the computers should have access to a 
telephone line. Suitable storage arrangements.must be made for the 
diskettes. All of these actions are rather simple to accomplish. The 
basic requirement is that someone be given authority and accept 
responsibility for managing the systems. 

3. Management consultants, including microcomputer consultants, were
 
only approved by the Coordinating Group for the first six months of
 
1983. The Coordinating Group stated that it would review the
 
experience with management consultants for the first six months of the
 
year before approving the coming of any more such consultants. Unless
 
this review is completed by the end of July, it is unlikely that the
 
applications development workshops mentioned above can take place this
 
year.
 

With respect to budgeting activities my reccomendations are as follows:
 

1. Renewed emphasis should be placed on efforts to more closely
 
standardize the regional budget requests and the regional workshops for
 
generating these requests. By accepting a rather high degree of
 
variation in the assumptions which are made and the processes followed,
 
the PIMS team creates for itself a large additional work load. It
 
takes a great deal of time to deal with the "small" exceptions allowed.
 

2. PROCALFER suffers greatly from little and/or very poor budget
 
policy. In part, this stems from the lack of effective budget policy
 
of the Portuguese government. Never the less, there are measures which
 
PROCALFER should undertake on its own. Much of this effort must be
 
undertaken by the Coordinating Group, which has taken positive steps in,
 
recent months by initiating its regional visits before the PIMS
 
interventions. In addition to setting policy and establishing
 
priorities on a region by region basis, the Coordinating Group should
 
also set national PROCALFER policies and priorities. For example,
 
after a review of the experience with this years budgeting work, the
 
Coordinating Group might want to formally adopt an annual budgetng

cycle and cal6ndar. Based on an analysis of this years budget
 
requests, the Coordinating Group might want to establish guidelines as
 
to the activities to be emphasized in the 1985 budget. Since it seems
 
likely that cuts will have to be mrde in this years budget requests, it
 
is highly desireable that these cuts be made in accordance with policy
 
established by the Coordinating Group in consultation with the Regions, 
rather than leaving the cutting to the Planning Cabinet and the 
Dopartamento Central de Planeamento,of the Ministry of Finance. Only a 
coordinated effort from the Coordinating Group, the Regions and the 
PIMS 'team can produce a rational cut in the proposals, probably by 
reducing the proposed targets. 41
 

3. In addition to improving its own eitrnal budget policy and cycle, 
PROCALFER should do whait It cnn to Improve the bodget policy and 'cycle 
of the Ministry and the Govrnmeont. 1 nm suggesting odst efforts to. 
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Cabinet to revi w.hem. 

4. In the next several months the PlMS team should give special 
attention to creating the capacity in the regions to do much of the 
costing and budgeting work which has heretofore been done by the 

Central team. The PIMS team has done an outstanding job of training 
the Managemet Specialists from the four northern regions. As the tear 
works in all seven regions, it is important to (a) transfer more 

responsibility to the regions, (b) maintain the high quality of 

training that was given to the northern Management Specialists and (c) 

decide whether "regional capacity building" (referring specifically to 

the capacity to do the PIMS work) is more than training Management 
Specialists. Are there other persons that should be trained or new
 

roles to be created?
 

5. A key task of the next several months is the monitoring work. A
 

primary objective of the first year of work should be to establish the
 

legitimacy of monitoring by central authorities. Therefore, monitorinL,
 

visits and reports should be as helphul as possible to the regions,
 

should include attention to the positive aspects of regional work as
 
well as the negative, and should includc suggestions for solving any
 

problems encountered. The rigor of monitoring visits and reports can 

be improved in future years. Monitoring is absolutely essential to 

maintaining the integrity of our budgeting and planning work, but it i: 
more important to establish acceptance by the regions than it is to 

rigorously monitor this year's regional activities. 

a.Q 


