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Consultants reports

Enclosed pleas find reports on June-July, 1983 consultancy
submitted by Ed. Connerly and Procalfer Implementation System,
Designing Mechanisms to maintain the Management system, May

21 to July, 1983 submitted by R. Moses Thompson.

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

Encl.
The Office of International Caoperation and Development
15 an agency of the
Unitnd States Department ef Agregivgee






COMELILTANCY REFORT

PEOCG&LEERE_IMEI FMENMT&TIAN _SYSTEM:

DPESIGNING MECHANISME TO MAINTAIN THE MAHSGEMENT SYSTEM

May 21 TO JULY 7, 198z

FREFARED FOR:

FROCALFER Coordinating Group
Ministry of éAariculture, Fortugal

and

QICD/USDA Chief of Farty
Lisbon, Feortugal

SUEMITTED EY:
F. Mocce=z Thompson
Development Project Management Center

Conzultant
OICD/USDA, Washington, D.C.

July &th, 1983
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TAELE OF COQNTENTS

IHTRODUCTION

A Background
£, Terme of Reference

STATUS OF THE IMFPLEMEMTATION SV STEM
A FPROCALFER Mature znd Context
E. FIMS Frogresse and Current Situation

COMZULTAMCY ACTIVITIES AND FRODUCTS

time.,

Group

A Developing & Learning S»stem for FIMS: An Approzach
to Monitoring and Evzlusting PIMS progress over

E. Training in FROCALFER  &nd FIMS

C. Cevelopment of a fgrarian Zone level FIMS

D, Improved Coordination between the Coordinating
and the FIMS Team

CONCLUST QNS AND ACTION RECOMMENDAT I GHS

£ Implementation of FIMS to Zona dararia level

E. Tezm Dewvelopment and Maintenance

C. Instzllation of & PIMS Learning System

b. Frovizional Leaderzhip

Annexes

A Scope of llork: Original Cable
B. Scope of Work: Actual Negotiated Scope

c. Meacuring Froject Impact



D.

Levelopment of Precurcore of PIMS Frogrecs

Meeting summaries

fazcecsing Frogrees of & Management Improvement Effort
Ouer Time

Furpose Level Achievement: An example

Frezentation Motesz: Feview of FPIME Conceptual
Frameweork and Introduction to a FIMS Leazrning Syztem
The Importance of Structuring Opportunitiecs for
Experiencing Quality

A Frecurzor Map of FIMS Mansgement Effort Progrecs
Training Guide for Training new MS & RC

M.Z, official recognition

2GIF/2A Conceptuzal Framewcork paper

Meetings/Steps in development of a SGIF/ZA
Coordinating Group Improvemente/Fecommendations
Prouvizsional Team Leaderc<hip

A PROCALFER Training Folicy Framework

A Fropeosal for & Regicnal Coordinators U.S. Study Tour
Fege & of the Inagle Mzay Consul tancy FReport

Outline for the PIMS/ZA Llorkehope: Phs
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unavailable,
Acticn Fecommengeticons

» Centinue the work on Monitoring and Ewvasluation.
Analyeie of resl demand for Froject technology has  vyet to he
identified 1n order for realistic PROCALFER Furposze and Goal
level targetc to be set, The werk cutlined by CICD Team Leader
Glenn Purnell clearly identifice thece jcsues of mescurement asnd
definez & cerice of actionz cteps that require decicionz. Means
of WVerification end & syzlem for monitoring and evalusting  the
Frojects procrezs demand immediate attention., The iccue of baze-
line data zlzc begs aticntion,

The FIMS Effort iteelf requires & clear mezzurable et of
interim indicatorse (precurscors) for aczessing progresse both by
the Tzam znd the Coordinating Group. Thie Learning Sy»etem (Zee
Annex  E) is required for dewveloping Team competence in uszinag the
FIME approsch and confidence that thew are vweing it correctly.

An integrated consultancy team i= recommended for z=cisting
the FROCALFER Coordinating Group and the FIMS Team develop a
Project znd Pims Monitoring/Evzluation Syztem which builds on the
progresz alrezdy made by Eng. Oliviera and the FPIMS Team.

E. Urnreliazble release of the budaet:

Attempts to gain  an ear)ly releaze of the FIDDAC budget heave
failed.

fAction FRecoammendation:

* It 1= recommended thet the Cocordinating Group request a
change in the FROCALFER ficcal wyear zimilar to that of cne other
Minictry project (foreztry), Inztead of askKing for an early

relezze of the budget, the FROCALFER Froject <hould a<k for  an
extension of the time the budget is available for Project wuce.
It will not be ezxsy to accomplizh this, but there ic a precedent

for a change in fiscal year. Planning Cabinet personnel remain
willing to as=icst in thie proceszs,
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Scope of Worl
Ol1CD/Thompson  Management  Consul tancy to the SGIF Team {or  the

Lol =

period covering: May 22nd to June 225, 1983

Objectives of the consul tancy:

¥ To asceist the SG1F central team in:
1. developing &end pilot testing & management system to be

implemznted at the Zona Agraria level of the FROCALFER Froject:

2. designing and refining the regional level manadement
=

inter ventions for 1987 in Regions 3,4,% 9 including the develop

ment ofs

& annual workplans
b. performance budgets
c. monitoring system

Froducts expected of the consul tancy:

1. Farticipation in a collaborative effort with the SGIF
team, and with Cerlos Santos Goncalves, in particular, providing
input 1in the development of & sub-regional/Zona Agraria level
management system in the form of:

& . outlining the criteria for a fone agraria level system
for manaqing the FROCALFER,

b. advieing on the compatibility of the 26 SGIF  (Zona
Agraria SGIF) with other systems:

€. analysing 1lhe cuwrrent management  systems uwesed  in



d. developing & prototype syetonm design and an  strateqy
for implementing 13

e. desiagmng the implencntetion interventi one and

f. prepararng the appropriate melerials to be used during
the interventionss

Q. proparing & minm~training waorlshop for the Management
bpecralicte who el bie tmplencnting the 26 QGG

b, savising on the prlot testing and the evaluation of

the pilots: and finally fac1litating the refinenents and desigr of

an annual A SEIF implementation plan.

2. AT-X 31

in

t the SGIF Team in developing a monitoring and evalua-

»‘U
Ui

tion strategy +for  the SG1F effort and the FROCALFER  FROJECT.
Conduct & short worlbceshop on developing mneane of verification of
project impact and assist the ITmplensntation Team and the Coordi-
nating Group in applying the approach to the Froject and  in

identifying the resouwrces required to implement it.

-

. Frepare & BELIF review and/or introduction workshop for new

Regional Coordinators arcl Mznagement  Sepcialists to be

implemented by the SGIF Central Team.

Related Froducts:

4. Farticipation in & collaborative process in which the consu-
Itant will provide counsel /guidance in the refinement of reglonal
and  sub-regional level SGIF interventions for the review of  the
1982 progreams of work and preparation of the 1984  Worlk: Flans,

Ferformance Dvdgets and Lhe development of o Mo toring System 1n



reglons 3,4, and 9.

4. Keview the new collaborative regional SGI1F process 1n which
Loordianting Group &nd Inplenentation Team worlt  jointly during

reglonad and sub-regqronal interventirons and meabe roecommendations.

T Frepare & report (at the request of the SGIF Team, not more
than -7 @single spaced pagos) o the consultancy roviewlng
concsultancy obhiectives, rreculte achieved and recommendations in
the area of S6GIF 1aplencnialion at the Zonas fAgraria level, 1824
regicnal and sub-regional interventions in arnnual worbplanning,
performance buda=stting, monitoring, and overcsll integrated mana-

gement effo-t to date.

Schedule of the consultancy effort:

Weel 1

Meay ZI-Mazy 28

Work in Region S with the G5GIF team in decsigning and/or refining
the regional and subregional interventions for that region. Ee-
gin evaluating the Zona Agraria and Extension  team management

systems that arre avallable anmd begin interviews with 26 chiefs of

successful 7ZA.

Wert 2

May Z0-June 4
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project into recional structure: involuving recinal cireciors in
more and more decisions-getting better at developing sunport for
project obgectivee and budosts

* keaicnal Tesme beginning to plan months in advance: example
cf buyving inputse for Demconztrzticn fields three months befare
needed

* Fegione demonstrating & concern for control of proiect
funds: & out of 7 regionz now require that the project F.C. zion-
oft of FROCALFER e pennltures tnot true lazt yeary, In Region 2,
M.5. defended the proper evpendl turee  kefore the Fegiconal
DlrﬂLtur of ~oriculture,

¥ Adminiztrative Services now participate in the peparation of
the FROCALFER boudgets znd perticipate in the administration of
praject expenditures

* kegionzl Flans reflect more what the region wants  and iz

willing to commit itzelf to that what is impozed by the center

7. Furpose lewel /Building in replication mechanizms:

» icentrzl  Flanning Cabinst/PIDDAC Office make commitment to

learn  the SGIF znd prepzre to replicate it in other projects:

participzted in  ESGIP Central Teamsz workplanning, azeiszsted in

regionai intervention Sesigne znd implementation, ha‘e lezrned

how to uze the micro—computers in the SGIP and have idenmtified a
e rkoful

perticular person to wor time in tne SGIF team to  develop
profezsions understanincg 1 in performznce budoetting

] = ]
and computer =zpplication for lzter replticatian.

jul
n
3
a
m

n

* FIDDAC office supporting the SGIF azpproach to  Performance
Budgetting to give it & chance to work

«2
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FRECURZORS  zre indicstors of goal achievement and cuccee cf the
eifort, The vie of precurcors permite the 1dentification of &
FROCESS MODEL vhich can be used to plan/implement the effort cuer
bime . Menzoere  at a1l levelz in the improvment effort need to
krows 01 their effort are zucceding at any civen point in time and
cennot vzit o until the euzluztion pericode to verify proorecs,

FRECURSOR 211om w2 to trzck the progress of any improvement  in
the pertormance of the ceneric elements cutlined beiow. Thece
can be cstuructured in termz c

of the naturel dimencsicnszs/rhaces of &
manacement improvemsnt intervention and mepped cut by & tezm of
implementors.,  The FRECURSOR M&F can be uszed zs & monitoring tool
and &n evaluation toal. It helps & team try to wunderstzrnd the

gzsence  of & menagemsnt improuvement by “"mapping  the ezirec
results"  over time. I't can be = pro-zctive tool, <cince the

tfatlure of & PRECURSOR to take place can tell & team to take
entreprencsurial responzibility to make it happen of recanzider
he validity of the chozen FRECURIOR.,

FRECUMZOR MLFS ere beszt developed by the tezm who i< E

I't vs an dterative procezz and the basiz around which Lo orczniz

procsz: document:tion,

n

INTERFREETATION GUIDES:

L. GUIDE TO THE GENERIC ELEMENTS
2. GUIDE TO THE  MAMNAGEMENT TMFROVEMENT DIMENSI QMG

2
<
<~
o

N PRECURSOR MAFP FORMAT

i, GUIDE TO THE G514 GEMERIC ELEMENTS
A GUIDE TG TO IMNTEPRETIMG PRECURSORS:
MOST FRECURZCORS WILL FEFLECT IMFROVED Mali-sEMENT @

EMHANCED  MANAGEMENT FPERFORMANCE LIILL EE REFLECTED IM IMPROUMMENTS
I THE LAY THE FOLLOWIMG &RE IMPROVED OF M&THNTEIMED:

I MAMAGEMENT FUNCTIONS ;
¥ The deagree to which consenzus and commitment to objectives

and strategiec ic achived by Key perconnel and aroupes:



> The dearee to which weork plane, budoets and rescurces  are
realicstic and accurate:
Th tc which pewpie’s roles and rezponcibilities are

The dearee tao which tzekz of bey zctore zre coordinzated for
execution:

> The deares to which relevant, timely and credible
i &

informztion vailable to key zctore and ie ueced to  improve
future actian,

IT. HuUAaM ORGANIZATION:

» The degree to which operationa

. 1 e together around
cshared purpoze and maintzin themeelves

texme com

» The deagree to which temporary matrixsproject teams can
cperate effectively in 2 formz)l oroznizztcinal strucutre:

* The cegree to whcih their iz cultural, zccial, instituticnal
conveooence around abjectives:

* The degree to which  teame emphasize conzensus and
negoiiation tor estabiishing rolez:

* The degrec to which non—~formal authority and influsnce are
manzged to zchieve team project obiectivec,

¥ The deogree to which their jie 2 zenze of ocwnerchip owver the
project znd & zense of tezmword, cocoperaticon and enthusizasm

IIT. AMALYTIC METHODS:

¥ The deares tc which operational teeme apply znalytic methods
to problem analveic,

* "The degree  to which anzlytic methode are fitted to  the
context f(=zocial, level of scphictication, organizational,
function to be performed)

td The degree to which the analytic methode are perceived as

proeviding & bze of information from which to deviaste or adapt.

M3



’ The degree to which tesms wze ~ction lesrning proceszes tc,
meke the relevant fit of the analwtic methods

FACILITAIIWVE CODITIONS:

» The dearee to which there ic prezzure and commitment for
change from both internal and externzl enuvironmente:

* The dear ee to b e there e multi-leuel
involvement  pmarticicstion in tne improument soffort:

The deqree to which creraticnzl groups can maintain el f-

reliznce but sizo atzork extearnal help
* The degree to which there is opennecz to innovation, new
ideas and methode: & willingness to exmine dzta, information,
new opportunities with cpen mirds s

* The degree to which minimum levels of stability, confinuity
and  security both in immediate externzal environment snd in  the
crganizational context azre maintzined.
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oppertuni tyw
BEUILDIMNG TN REPLICATION MECHMMT GG

BEuilcing in replication mechanisme and procecses to
applicatione  in ditferent, new zettings and in

organtzetionzl conteite
Theze zete of ztructured activities cverlap a great dea
pozsrble  to dezign and cirry cout all three in & cingle
cset  of  suventz, In fact, it 12 decirable to have
dimenziore ceoneidered zinultanecus)y in the action and
proceszes for & perticular zpplication.,

support
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Lies zre defined,

* Coorgrnsting Group conducts a reconn&ifsance in ezch reciaon
in eorder to lzw out techniczl gquidelinmes znd zuggected erphazic
in  =:ch regian, Thne Coordinzating Graup prepzres & briefing for
the S50F Te:m =nd introcuces the regionsi specific quidelines to
Be sz in the elzooretion of the buoget,

* SOLIF Term worbing f-om o the Duidelinss and rollawing the
recemmendsiion:  of the REgional manzgement tesme, adiu:sts 1ts
Fecionzl intervent crn 2nd conducts Budoaet Frepasration workzhaoos

* sblF Teem returnz to Lisbon and does ztezféd  wiork  on the
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the Planning Czbinet

* Flanning Cebinet zendz in owverall eztimates to Finznce

» Planning Cabiinet #nd Coordineting Group discuzses FROCHLFER
budaet in detaid, ’

4 Coordinating Group preperes final Integrated budget and
submitz it to Plenning Cabinet
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FREZENTATION MNOTES

A  REVIEW OF THE SGIF CONCEFTUAL FREMEVIORK AMND TWNTRODUCITON TO AN

ACCELERATED LESRUING SYETEM:

FREZENTED EY;
By MOSES THOMRSOM, DPHS-0ICH COHISULTANT
TC:

THE &GIF IMPLEMENTATION TEAM

DeTE:  JUNNE &, 198

{

FREZENTATION CEJECTIVES:
To reuview z conceptual framework for understanding the SGIP
approach

Tao rewizw Key zlem

O

rntz in the SGIF zpproach and be able to uce
this wunderstanding in developing & chort-term action learning

cwstem for the nmext month.

FATIONSLE FOR THE PREZENTAHTION:

On <ceveral occcasions in the p

a
o

<t team membere have exprecced the

on—-going need to review the Key conceptsz and principles of the

approach being used in the SGIPFP, Thic zecsion waz decigned to
rezpond %o thoze requects, In additi=n, & number of team members

were concerned with the degree of lezrn ng that wzs taking place.

or each of the team

"
-+,

Lhere in  the past, the learning curve

membere  wz2z unusually hich and concerns

LU

ocut the quantity and

quality of the learning waz not an issue, the team now wanted to



have more control over what wes actuz 1y being learned. Carught

in routines of regicnal interventionz, the tezm wented fo be able

to adentify whethr 14 wae sctualiy zchieving what it et cut to
do. Liere they mplementing the minagement effort correctly and
whst  could they do o te improve it They had no clear way 10

recoond te e1ther of theze guesticons, Their lack of control over
their oon learning proces: we: beComming &h important iezue Lo

team morale,

In the pacst, learning had tbeen ztructured for them by the

consul tant, but nou, in the abzence of someone to pnerform  this
function, structured learning wzxs not  taking place &t &
eateiadfactory pace., Moliwztion iz tied to ocpportunitiez to learn
and g, Jher theee oooortunitiez to learn and use new ideas
confidently do not occur at sutijcfactory intervals, people become

diecour aged.

The prezentation tried to open the diccussion that wouid rezpond

N

to this important bLeam development need.

FRESEMTATION FLIP CHART CUTLIME:

WHAT 15 THE DEVELCOPMENT FROCESS

WHAT 1S THE RURaAL DEVELOFMENT FROCESS

THE COMPLEX LIMKING OF

N

O
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ACTIVITIES, INSTITUTIONS, GEOGRAPHICAL AREAS,GROUPS AND

[HD IV DUALE
TO ACHIEVE SHORT TERM RESLILTS
LMDER COMDITIONS OF UNCERTAINTY

TYFICAL O2JECTIVES RRE

N

FARMER TINCOME INCRFESSE
L=LTTY 0F LIFE THFROVED
AGRICULTURSL PRODOCITION ITMNCREAZED
TYFICAL EFFORTS INCLUDE WARICOUS COMEIMATIONEG OF:
CrREDIT, EXTEMNSTON, FESEARCH, SEED FRODUCTION, ANIMAL

FRODULCTION, ETC.

THE COMCEFRM 1S FOR THE ACRICULTURSL FRODUCTOIN SYETEM
Halis Ur UF st THE FUOMCTIONS &b IHSTITUTTONS

THE MIMISTRY OF AGRICULTURE WAMTS 0T GUIDE THIS SYSTEM

THE SYSTEM PROGRESSES THROUGH &M INTEGRATED FPROCESS OF

FLAMANG/ THMPLEMENTAT IO

WHY PLANMING AND THMPLEMENTATION
INTEGRATION IMFROVES FERFORMANCE
ADDS REALT SM
COtMITHMENT
COUALITY TO FPLANS
THE SOGIF LTS 7O GUIDE THE FLANIING/ ITMFLEMENTATION FROCESS

IF 1S STRUCTURED ~TTEMPT TO IMPROVE THE EFFECTIVENESS OF

Uy
[

THE P/1 FRFOCESS

w



ExCrGROILND TO THE S6G1F;
MEHSLENENT BY OLJECTIVG
Pl GEOIENT SCTLNICE
OEGANTZaT JON DEVELOFMENT
FROTECT MMy P e
SYRTEMS THEORY
LEcRIIIN THEDRY

FUFFOSE OF 2h1F=

TO IHEROVE TOTAL FPERFORMAMCE EY IMFROVING FEFFORMSNCE OF THE

MAMISGENENT SysTEM

UZES THE FPRINCIFLE OF VaLID LEARMING

 COMFIDCNCE
e S e
ALTION — AUOFTION & RE-AFFLICATOIN

\\‘\\§> COMFETENCE ///;

-

CR EMOLILEDGE

|"'TTCC)

ACTION PROCESS (PLANMMING IMPLEMEMTATION PROCESS



SGIF TRIES TO STRUCTURE THIS ACTON PROCESS INTO

AN ACTON LEARNING FROCESS

[As]
1]
—
-

AFFPROSCH USES
RESULTE ORIENTATICON
CONFIDIENCE BY
BUILDING O WHAT WORKS
STEF-BY-STEP SHCCESS
COMFETENCE
LEARNING BY DOING
EREAKIMNG COMFLEX IN SIMPLE TASK

NEGOTIATED CEJECTIVES

VALID LEARMNMING

REQUIRES MOMITORING & EVALUATIN THAT TELLS YOUR
IF YOU ARE GETTIMG THE DESIRED RESULTS

~ARE THERE bLIAYS TO IMPROVE THE EFFORT

UaLID LEARNING  ABOUT SGIP REGQUIRES CONFIDEMCE
PROGRESS TOWARDE:
GOAL, PURFOSE AMND QUTFUTS

ARE WE CONTARGET TODAY

IN

OUR



TTEURIGH QUALITY MANAGEMENT TEAM THITALLED
e !
/ e

\(HREQ OF LERBRNING OFFORTUNITY) \

FRADUCTIVITY IMREASED

FROJECT AS AN EXFERIMENT

ADULT LEMRNING CYCLE

= (—\3
C
-

ECINDING THE EXFERIMENT FOF LEARMIMNG PURFOSES
ExtPLF /
\/

INCREASED USE OF NEW TRECHNOLOGY

d/

SET OF FROJECT CQUTPUTS CINCLUDINMG SGIPY IMFLEMENTED

SGIP IMSTALLED



HIGH QUALITY TEAM DEVELOFMENT

SO WHAT DO LE WANT TO LEARN

FRECUREORS AS TOOLS FOR LEARNING

WH~T &RE THE PRECURSORS OF THE GEMERIC ELEMENTS DURING &4 FEGIONAL

INTERVENTI O

(This waz as far as we proarescced)

FH~SES 0F AN EFFORT FRECURSORES FOR

UTPUT LEVEL PURPOSE LEVEL

PLANNING/

IMFLEMENTATON

SUILING IN SELF
SUSTAIMNING MECHAMNT ME

FLAMINING FOF RE-
AFFLICAHTOIN
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cself ‘sustaining and replecation mechaniems
Systems approach
Frodect manaaement Concepts and toole

Logical Freamework tocle & conceptes

BacKaground reading:
(cee attatched biblicgraphy)

H=sing SGIF Too.= and Technigues
Introduction FRegiconal Procecss
The Manzcement Specializst Rolec
Central and Regional
FE.C. and M.S. role relaticnship

The regional and the Zona Aagraria SGIF

The bzsic Process of the system
Working with the quadros
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SESSTONSTITLEE
SESS1 0N TYFRFE:

TIME REOGLIIRED:;

MRTERIALS RECQUIRED:

ERCHKGROUID RERDING:

FURFOSE :

s |

FRESENTA

[0 NOTES :

& 10N

S UMM AR

ACCELERATED
ADULT LEARIING

COMCERT

T

T0O EXFLRIN
ACCELRATED
USE IH

TO CLARIFY THE
ADLLT LEARNING
RELATICOHSHIP TO
DES] GRS

SHEET

10 RMNDREOGOGY,
THE
LEARMNING
SGIF TRAIMING

E4SIC METHODS

LERNMING METHODLOGIES
FROCES

.
et

FRESENTAT 1O

SECTIOME

ErcIC COMEFRTE
TECHMIQUES AD
INTERMENT I QIS s

OF
THETR

OEST HE
~D ITS
REGIGONAL

CY.CLEE
THE SHIP




SESSION SUMMaRY SHEET

SESSTONSSTITLE: COMCEFTE  AND FRACTICE  OF MANAGEMENT
IMFROVEMENT

SESSION TYFE: CONMCEFRT PRESENTATION

TIME RECUIRED

MATERIALS REGUIRED:; RIRRIS
EACKGROUND FEADING: SEE ATTACHED MATERIALS
FLRFPOSE ; TO IDEWNTIFY THE UMDERLYING CONCZEFRTUAL

FRAMEWORK FOR THE DEVELOPHMEWT OF A
MAMAGEMENT TMFROVEMENT INTERVENTION

TO IDENTIFY THE BASIC CHARACTERISTICS OF
THE GUIDAMNCE SYSTEM IMPROVEMENT AFFROACH
Al D THE FACILITATIVE CONDITIONS
MECESEARY FOR SUCCESS,







candidates are recognized officially and given inctitutional

commi timent,

There are a variety of newly appointed Regional Coordinatore and
Mansgement Specialists joininag the PROCALFER Project. This would

be an appropriate time to take such action.

c.C.
Rlmeida Alves
SGIP Tzam

Glenn Purnell
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C. Generic Functions And Specidfic Adjustments:

Managers have been looling {for one "right way " of maneaging Afor
aQes, Weree it possaible to 1dentify it, it could be pacleged and
tought to troubled managers worldwlde. In the absonce of such a
universeal manaaemnent system, 1t eppears that some managerial
functione coan be 1oolatoed oo generic whlle olhers are contostual.
Our  experlence suqooste cuccesasful manasgement systems worldwide,
devel oped under varying poliical and cul tura conditions, per—

form the following functions:

¥ an evolving conz=ensus and commitment to development

objectives and strategles by bey personnel and groupss

* relistic and &agreed—-upon  workh plans, budgets,

resowrces, and. scheduless

* clearly articulated and urnderstood roles and

responsibilitiess for executing activities and tasks:

X coordinated eiecution of tecsks by key actors: and
* relevant, timely and credible information for all key

actors about systemn performance in relation to their particular

context and with options for future action.

When these management guidance functions are  provided, factors

that frequently limit progress are reduced.
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Identity and review current systems % approaches

identify system objecltives and criteria

identify implementation team

develop straleqy for implementing system and prepare schedule
1dentify start-up Zona Aararia and rotify them

conduct & pre-pilot woting

develop S6IF/ZA6 1ntervention and materials

conduct pilot

evaluate pilot and make changes/improvements

prepare HGIF/ZA orientation for Management Specialists TOT
devielop malerials: SGIF/ZA Training. Consulting Guide

Flan overall implementalion

Implenent the plan and moni tor

Evaluate the results



STEPS IN THE IMFLEMENTATICON OF A AGFRRIAN ZO0ME LEVEL  IMFLEMENTA-
TION MANAGEMENT SYSTEM FOR THE PROCALFER FROJECT

The following events and meetings dezcribe the procecsz which was
uced by the SGIP team and the DFMC Consultant to develop and
install a SGIFP/Z2A prototype for the PROCALFER Project.,

¥ MEETING
for a Zona fararia level

]
te chracterisitice; and a
zigning &and implementing

Furpcce: to define the coneptual mode
management <cwvstem; a description of i
brief ocutline of the procedure for de
the SGIP/ZA

Precent: Carlos Goncalves; SGIFP Team leader: R, Moses Thompeon:
DFMC Consul tant

Recut te: The rezulte of the memeing z2re summarized in a working
paper  drawn up by Goncalwes and Thompson describing the basic
raticnzle for extending the SGIF down to the farmer through the
Zona ~areria team. The paper identifies the conceptual framework
of the COIF/Z2A and.itz relationzhip to the SGIF. The kKey
princiolies, the charactericitice of the azpproach and a basic
strateqy for SGIP/ZA implementaticon are outlined.

Site-~zelection critierial for the pilot pha
identified and a lict of appropriate meetings outl
eleabocration of & SGIF/ZA strategy could not proce
institutional actorse had been invalwved.

<& were aleo
ined. Further
e until other

It was clear that the SGIP/ZA had to be integrated with the
Extension EErvices efforte at implementating management syetems,
Therefore, the FADO Conzultent to DGER wae identified as a Key
collaborator,

If the SGIF/ZA effort were to be suztained over time, then it
chold be integrated into the cngoing ztaff development proarams
of the DGER Training Divizion, Meetinges with Training Director,

Guinote, were <cet up. SGIF/2ZA management training cold be
introduced through the Zone Agraris Chief’c Supervicion Training

Frogrem now being ronducted by the DGER,

Meetings with ZA Chiefs were identified and arranged. Meetings
Mezetinos with the Regional Hezds of Flanning, Extencion, the
REgicnal FProcalfer Coordinator and the Manegement Specialis in

REgiconal § were arrznged in order to develop support for the
development of a pilot SGIP/ZA.



* Development of a Document:

The Z0ONA AGRARIA SGIP Working Paper was produced immediately and
decstributed to the PROCALFER Coordinator, the CICD Team leader
and the rect of the management teazm. (cse attzched)

* Meeting:

Furpoce: Briefing nf the FROCALFER Coordinator. The prupose fo
this meeting was to clarify the retoinal for the SGIP/ZA effort
at this time and an identification of the ctaff resourcesc
required for the implementation of the pilot phzze.

Frecent: Almeida HAluvesz, FREOCALFER Coordinator: Fro  Meozes
Thempszon, DPMC Cornzultant.,

Rezulte: PROCALFER Coordinator Aluves gave aqresment in
principle to the ecffort, He defined the Zona Agraria Level
implementation ac the approprizte place for the SGIP team to
concentrate ite effort beyond the budgetting work. @& =z=chedule of

meetings was outlined and the sffort given approuval.

* Meeting:

Furpoce: Toe  identify the mutually chared cobjectivee of the
FROCALIER  SGIF/ZA effort  and the Train and Yieit Extenzions
Sretem beinag implenented through the Fal Concsultant, Grozaovincki.
Toe identify avenues for complementary collaborative waork on  the
dona Agraria management improvement .

FPresent: FAD  Conzultant, Grozovinzkis S0IFP Team Leader,
Goncalves: DFMC Concultant, Thompzon

Resulte: The following agreemtnz in principle were reached among
the threz participantsz:

PROCALFER SGIF/ZA&  and the Extension Service T & VU Syestem
shared the caine overall objectives,

FROCALFER SGIP/2A could be a usefull meanc for implementing
the T & VU System more fully.

cGIF/ZA and T & U Sycteme could be complementary and a
SGIP/ZA Training module chould be integratyed intc the Extension
Service’s cource on 24 Supervicion conducted for all  new Zona
Agraria Chiefe,

Caldas would be an zppropricte cite for a pilot

SGIF/ZA  would attempt to functicn within the boundaries of
the T & V Extencion System Fremework,

A  PROCALFER Specialist should be appointed in each 2Zona
Agraria The came is done for the other projecte. The PRUOCALFER

/l b



Specialict and the Zona Agraria Chiefs would require a management
system and the necezcary training for orqanizing approximately
€-20 other extencicnicstas and vulgarizadores,

The meeting was unucsually <cuccessful, Fact micundercstandings
about chiectives were clarified and & renewed <ence of
collaboration developed., Further meetings were requected.

4 Meeting:
Furpoce: To identify a Fegicon S SGIRP/ZA decsign team and propose
a pilot effort cstrateqy,. To develop commitment to the Ffull

development, tezting and refinement of a SGIP/Z2A pilot effort.kkk
Prezent:

SGIF Team Leader

Fegional Esxtencion Head
Sub-reqgiconal Coordinator

Zona fgraria Chiedf

Planning Cabinet reprezentative
DPMC Conzul tant

Fecul t=:

The Caldaz Zona Agraria persconnel precented the management <ystem

they &are currently wucsinaq. They agreed to submit it to the
criteria of an effective manzgement system and to particpate in a
deciagn effort for the SGIP/ZA. The dates of the workKehop were
identified,

The participants of thic meeting agrred that farmere who have
demonstration plots on  their land should be included on the
management team and set targets with the extenzioniztas,

* Meetinag

Furpoze: To brief Froviziconal Team Leader, Saoc Goncalves and
Feqgional Manazgement Specialicst, #Adalaide (Region 2) on the
current cstatue of the SGIF/ZA develcopmente,

Frecent: Sao Goncalves, Adalaide, OPMC Consultant R. Moses
Thompzon
Resul te: The baszsic purpoze of the pilot design workshop was

clarified; the participants, the <cschedule and the products
expected,

Adalaide, FRegion 2’s Management Specialist sarees to develop the
desiagn for the 1-week workshop, and submits it to the team.



* Meeting

Purpoce: Te pltan the fircet day of the Regional S interwvention:
Meeting for Devleoping Support:

Frecent:

Team Leader Goncalvues,
Fegion 2 MS, Adalaide
Region S MS, Lopo Carvahlo
DFMC Concsultant, Thompeon

Resul te: The afterncon meeting is strategized and
respoeneibilitiecs dictributed for the prezentation.

* Intervention #i

Furpoce: Develaopin, Top level regicnal support for the pilot
€GIP/ZA and getting commitments about the schedule of activities,

Precent:

Regional Director, Feqi
Regoinal FROCALFER Cco
Regionz]l Manegemant Specialict
Regicral Flannming Uirectar
Regioral Extenzion Qire
Sub-Regional FROCALFE
Zona Agrarie Chief, Caldas
Extencsiaonista, Caldes

EGIF Team Leader, Goncalues
LFMC Comsultant, Thomp=zon
Region 2 Manzgement Specialist

T

(
S

Resulte-

n

Agreement on the objectivez of the SGIrP/2x, the basic concepte,
the basic characteristice, aareement on the phasing and the
scheduling of the pilot effort, clarification of the roles and
recponzibilitiez of the Sub-Regional perzonnel and the FROCALFER
Mernagement Speciazlict.

The etfort wae now ready to beqin.,

* Meeting:

Purpose: Team meeting to deciagn the owveral) Workshop in qgeneral
and the first 1§ day in detail.

Frecent:



SGIP Team Leader
Region 2 and
FRegion 5 Management Specialicts

OLFMC Conculant Thompeon
Rezults:

A syetematic approach to problem colving was used as the beis for
the overall decign effort:
Introductions
leveling Expectatione and Setting Objectives
averall objectives
Fhzze | Obliectivec
Todaysz Objectives
Consenzus on cchedule & responcibilities
Introduction:
Definitions
SGIP/Z2¢é Criteria
Wlork t2 be managed by a SGIP/2A
Regional Objectives
FPROCHLFER Regicnal objectives
PROCALFER Activities at the 2A level
Foles and Fecsponcibilitiee for activities

* Intervention #H2
Purpese:

To sgree on the criteria for a SGIP/2A and define the work to be
manged by the Sycstem,

Frecent:

Regional Extension Director
Reqgional Coordinator
Fegional M.5. (2 and 5>
Sub-reqicnal Coordinator
Zons Agraria Chiefes
Extencionistac

SGIP Team Leader

DFMC Concsultant

Rezsulte:

0

Meeting obiectives met. Important team building taking place.
It is becoming clear that thie ic a poscible implementation team
for the nationwide SGIF/ZA effort.

At the time of this report’s writing, the meetings were on
schedule for Fhice 1 of the Filot and commitmente were being made
to complete Phacze 2.



CONSULTANT RECOMMENDATI O Number 2

T T o e o o o e o e e o e e e e o o e m 4 e e e e e i e e e o e it = S St B s e e = e o T — ¢ o

For Internal Use Only

Presented foir discussion to the
Coordinating Group and the Implementation Team
by Consultant, R. Moses Thcmpson: OICD/TA/DPMC

May 27, 1983

REVIEW OF COORDINATING GROUP IMPROVEMENTS IN REGIOMNAL MANAGEMENT

INTERVENTION STRATEGIES

I. ABREEMENTS IN PRINCIFLE
As a resul*: of the SGIP Team regional interventions in Regions 1
and 7 the Coardinating Group came to the following intzrnal

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 ebject ves.

b, Coordinating Group and SGIP Te m must work in a more
integrated fachion, providing a consistent, confident and
competent aszicetance in coordination and management, In

addition, the Ziordinating Group would take cteps to increase tae
legitimacy of the SGIP Team in the regions,

c. The Coordinating Group would provide the appropriate



technical inputs into the Regional 3GIP intervention process. It
was agreed that the SGIP Team lacked <pecific technical expertise
in such a~eas as Extension, Credit, and Research. The specific
technical assicstance would be identified, organized and provided
during the regional interventions of the SGIP Team by the

Coordinating Group.

I1. REVISED APPROACH

The Coordinating Group took a ceries of stepe toward implementing
each of these agreements. The current revized approach to the
regional interventions ic:

The Coordinating Group conducts a reqgional evaluation of the
facilitative conditions for PROCALFER implementation p ior to the
arrival of rthe .SGIP Team. It ic intended that the Ccordinating
Group would draw conclusions from this initial reconnaissance and
provide them as guidelinecs to the regicon for program development.,
The SGIP Team representative on the Coordinating Group would

explain these quidelines to the SGIP Team.

ITI. CONSTRAINTS TO ACHIEVING IMPROVVMENT OBJECTIVES

The constrainte given below were identified during a discucscion
with the C.G. Coordinator and from feedback provided from SGIP
Team members,

a. The Coordinating Group Regicnal Intervention

1. The time is too short:



Members felt that 1 and 1/2 days is not long

enough to produce a set of comprehensive guidelines in completed

form.

2, The Purpose and wuse of the guldelines needs
greater clarification. The idea is sound but not fully
developed,

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
gquidelines does .not take place.

9. SGIP Team does not get the guidelines in the form
of a briefing prior to their regional intervention.

é. Regional PROCALFER implementors are uncertain how
the Ccordinating Group and the SGIP Team intervention are re-
lated. The oppartunity to integrate planning and implementation;
Coordinating Group and SGIP work; Central and Kegional ccordina-

tion is not taken advantage of fully.

IV. RECOMMENDATIONS

The conceptual framework and the objectives of the Coordinating
Group’s current improvement effort are sourd. The motivation and
the follow-through are positive, But there are a few ways it
might improve the interventions that would facilitate objective
achievement,

a. Move the Coordinating Group intervention up | week



b. Extend the scheduled time from 1 and 1/2 days to | week
C. Agree upon a purpose for the Regional Guidelines:

For example,

region specific

the basis for the budget proposal

the basis for buogqet Justifiéation

included in the anaual plan

hasis 1or identifying the <cpecial technical

aszistance to be added to the SGIP team for that
region

d. Guideline <criteria and format <should be agreed to by
all C.GZ., members and used during the reconnaissance visit

e conclusions and final typed guidelines <hould be
completed, presented and agreed to by Regional Team and the SGIP
team should Le biriefed.

+ The " meeting described in e. would be the bect
opportunituy for a joint C.G., SGIP Team, Regional Team meeting
in which the relationship between the C.C. guidelines and SGIP
Team activities is clarified and legitimized,

Y. SGIP Team report to the C.G. following the

interventions could be based on these guidelines.

The above recommendatione are meant to cupport the siginificant
progress made at the intiative of the Coordinating Group. The
consultant, Thompeon, ie prepared to expand upon these brief
suggestions or participate in a problem solving session aimed at

developing an action strategy.



CICI
Alme ida Alves
Implementation Tean

Glenn Purnel)
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and involvement:

*® Encourages and gquides ongoe nq evaluation of team and
individual performance

¥ veec that tewn information or presentations are typed
up and cshared.

In all thesc c¢xpectatione of the coordinator, it ie azzumed that
the Cocridinetor will craanize others to do these the above and
nat nececzarily do them zlone.

2. The team celected Sao0 Goancelues as  the tempor ary Team
Cocrdinztor for the up-coming regicnal interventcione.

3. Team Coordinator, Goncalves, cset her expecttions of the
Team:
¥ Team Hember will offer special technical “pertice when
requected: (example: lWhen & member ie particularly
familiar with & region ar zituatian or hac a qood  rappor
with perzonnel in a reqian, then that rercon may be

requested to zpeak for the group)

» Team Monbere will freely Jjoin in  on meetings  ohen
called:

x Team Menbere will atiempt to raintain profescicnal
ciandards during reqgional interventions.
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PURPOSE AhND BACKGROIUMD OF TASK FORCE

TRAINIMNG FOLICY FRAMEWURK

PURFOGE OF TrRAIHNING PLAN

LOGIC FOR DEVELOFING A TRAIMIMG FPLAN

CHARACTERISTICS OF TRAIMIMG PLAN

INTEGRATION (OF PROCALFER PLAN WITH MINISTRY TRAINING PROGRAM



THE TASK FORCE FOR PROCALFFR TRAINING

The purpose of the FPROCALFER Training Plan Task Force is to quide
the preparation of a comprehensive and dynamic Training Plan that
identifies the profecsional development requirements necescary to
achieve FROCALFER objectiives. The importance of this work is
indicated by the fact that alnnzt cne—-half of the U.S. dccictance

funde are budaeted for trainin.g.

In 1981 a Training Plan was developed to provide a general cet of
training estimates for planning purpoces. “Although these general
projections were adequate during the planning phacses,  cspecific
project related training needs had to be ascecced for implementa-—

tion purposes.

The Ayling Report of 1982 cuqggested a step-by-ctep strategy for
producing this comprehensive trainng plan. Basically the
approach was built on the belief that the training plan cshould be
constructed by MACP per .onnel. The strateqy emphacized building
capacity to do each of the COMPONENTS of a training plan and then
integrating 'nJese into a WHOLE. UWorkzhope on conducting HNeeds
Accescments, Training of Trainere, Adult Learning Me thodaloqies,
Training Desian are all escential incstitutional <Kills for deve-

loping treaining plans.

The Tack Force on Training Flan Development comes at an enpro-

priate time. Many of the requicite skills ncw exict among MACP

w



personnel - to undertake thiec effort. However, one component is
etill misesing. To date, there is no agreement on what a training

plan should include, nor how it would be implemented.

Effective Training Plans are based on sound TRAINING FPOLICY

FRAMELIORKS, Without this framework, there is no rationale or
syetematic way to make training decicicne, The Training Folicy
Framework outlined below is a suggeszted starting point for the

Tazk Force’s work. UWhat followe ic a decscription of:

* The Inaredients of a PROCALFER Training Policy

* Training Policy Development Icczue=s

* Bazic ‘Decign Loaic of a Training Policy

* Characteristice of Effective Training Policy
¥ Institutionalizing Project Trzining

3t Accelerated Training fechnologies

* Next Steps

INGREDIENTS IN A FROCALFER TRAINIMG POLICY:

—-.-.—_._.—-._.—_._.-._...-..____.__._—-_.-.——-————.—_.._—_._—.n_—-——-———--————.—————.‘—-—..

Ideally, a PROCALFER Training Policy should state:

* the objectives and =cope of all training activitiesg,

* approaches to the training neede azcezement,

* the prioritics and financing arrangemente for training,

* the roles and functlione of diffcerent calegories of training

institutions and mechaniscme for coordinating their work,



* the 1long term institutionalization of proJecf training
efforts into the Department’cs ongoing training program,

* linkages of training to career planning and development,

* and quidelines for the monitoring and evaluation of

training.

TRAINING POLICY DEVELOPMENT 1SSUES

The goal of FROCALFER perconnel development efforte ie to realize
henefits from the Portuguese Agiricultural Sector under 1limiting

conditions and dur.ing a period of uncertainty

Projects have |imited recources and time horizons. Within thece
barrier project eeponsgables are expected to produce near and
longer iterm project cpecific resulte, _ Training is uszed as a
means to that end. Training is used to build the capacity among
project actorcs and institutioncs to perform the taskKs required to
achieve FPROCALFER Project recsulte. Therefaore, training {or
capacicy building, as a meane to an end, i ¢pecific, rather than
general, in ite. project related content and inctitutional

development,

The purnoce of the FROCALFER Training Plan ics to:

IDENTIFY AMD PROVIDE SKILL AND KMOWLEDGE TRAINING THAT  CON-
TRIBUTES TO THE GCHIEVEMENT OF SHORT TERM 4ND LONG TERM  FROJECT
OBJECTIVES AND IS INTEGRATED INTO THE OHGOING TRAIMNING PROGRAMS

OF THE DEPARTMENT OF AGRICULTURE.,



A. Rationale for a policy:

In many countries, past attempte to improve public sector perfor-

mance through broad training proarame have produced
diccappointing recults, Unresearched and unedapted training
colutione were peddled widely and in an adhoc manner. Training

efforts were often piecemeal and uncsystematic. The abzence of an
integrated cet of training policy interventione resulted in inef-
ficient uce of government and donor rescurces and duplication of

efforis,

EB. Alsence of a Folicy & Training Effectiveness:

The abszence of a well defined policy for guiding the design of

training programe results in:

) the lack of adequate guidelines for needs ascescment
2, unclear recpconcibilities for training proaram development
3. poor design and implementation of training activities

4, lack of monitoring and evaluation of training

effectivenecs,

Thie <came lack of a comprehensive training pelicy leade to poor
management  of the training institutions who are to provide the

training, characterized by:



!. poor use of training methodologies

2. lack of attention to faculty devleopment & motivation
2. non-innovative training decigns and materials
q. failure to develop trainers

5. disregard for R & D

Absence of an intearated training policy results in a failure to

inter-relate training with cupportive personnel policies, such as

performance and review, promotional and career path policies.

cC. Harrsh Conditions & Training Policy

Attempts to dewvelcop an integrated PROCALFER Training Policy must

recpond to the’ difficutt conditione now confronting the
Depor tmenl of Agricul ture Low salary ceilings, scarcity of
cKilled technicians, incomplete deployment of the Extencion Ser-

vice Uystem, qapz between headquarters and reqional cervicec,
scarcity of government funde, late releace of development budgete
and a continued uncertainty i1 the staffing structures of the
Department muet be taken into concsideration when deciqning this

Training Policy.

THE EASIC LOGIT OF A TRAINING FOLICY

e - G r e e B S " L . e e G Fee G e M et e e o . o - - - e e e A Ran M GE MmN G S e St MEN Geh e B v G R . By B (e B e S -

The fundemental principle of accelerated learning technolcgies Is

to focus on the work to be done and only that work. The first
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step in the development of & cc prehensive  and dynamic
(continually adaptive) training policy is the <clarification of
that work in the form of objectives, The basic logic for

developing a Training Plan ie ocutlined below:

FROCALFER ODUTPUT OBJECTIVES: (Reaqional & Central)

N

ACTIVITIES REGUIRED (TASKS TO BE PERFORMED BY EACH ACTOR)

SKILLS REQUIRED

SKILL DEFICIEMCY

TEAIN G REQH: PED

TRATNING ALTERMTIVES:
Institutions
Trainers
Courcse availability
location
priorities

sthedules

The fundemental logic of effective project training policiee is
that it is tack cpecific. 1f project obiectives can be defined
then project sctore can define the activitiec required to achicve

those objectives, A training committee con evaluate Lthe skills

(]
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charing experiences and cuccecsful ways of handling problems
chared by each of the team members.

Suqgestions: First, the trip itself ie a way of bringing a team
of pecple toge ther. Invaluable informal discussions will take
place zmecng membere of the team. By leaving Por tugal, the team

will haee & brief oppor tunity to qQain some psychological distance
from the project in order to lock at it more chjectively.

Gecond, & ceries of cne—day team workehope could be uced
cffectively to curface zpecific imp]ementation iccues such av

* Planning How to Improve the ze of Projecte in
Formal Gdmirnistrative Organizations

4 Flanning How to Improwve the Integration of Extencion
and Rezearch in the PROCALFER project.

* Plannina How to Effectively Inztall the SGIP
management sysiem at the Zona fgraria Leuvel

% Planning How to Guild & Fegional Team

# Planning How to use Menitoring to Make Quick
Hidjustments Under Conditions of Uncertainty.

that the team can identify at the initial
tion meeting in Washington)

¥ (ciher
orient

o

n

The wvicites during 41 and #Z will provide the opportunity to
oirqanize onooing working cessions to discuse <SCme of the<e
i zsues., Other Workehops may be =chedule during the periocd spent
irn Washinaton.

This component of the Study Tour cah be croanized bv the DFMC
office of OICD.

TIMING:

1t iec <cuggecsted that the Study Tour overlap one week with the
Participant Training of the S3IP Manzgement Specialists. Thie 19
suggested for & variety of reasons:

* ﬁuguet/%eptember i the =loweczt time of the yeal for
FROCALFER;

¥ There would be an opportunity for activities that would
facilitate the development of an overall PROCALFER team;

¥ come of the Workzhops deczcr ibed in HT would be improved

by a full team discuzzion of the issues;]

LEMGTH:
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Three weeke, inclucive is suggested, including:
Settling in

¥ Orientation FProaram &
Setting Expectations/Objectives

* Sightzeeing (1 day)

¥ Vieite to HKanca

operatone at the f=deral, 'ocal and farin level
* Visite to Florida and other zitec to explore iscsues related
the integration of of EvterZzion and Fezearch

* Internal  Team Vlorbehopse on regional FROCALFER impiementzticn
1783 & 4

* Meeting of FullPROCALFER Team of Coordinators and Ms nagement
Secialicte,

* Pebrieiing and Planning Mext Stepe

* Srghteezing (1 day)

FOLES anD RFSPOGSTRIT Y CTES:

OICD. ol b tHITRGTON

It the propusal is accepted in principle and OICD/Lickon decires
to wplement it, a detailed daily zchedule will be prepared by
DPMC.  DFMC will make 2)) contacts and trzvel arrangemente within
the lnited States and cocordinate the Study Tour werkzhops.
Arrencemnen i for anouage Escort cInterpreters  and/or Tour

L 2
Coordinator will be the responzibility of OICDAWazhinagton.

CICD. izbon

OICDALisbon will be rezponsibile for making all internatonal
travel arrangsmente, procecssing wvisa applications, hzandling
perdien nd travel advances  and co ducting pre-departures
briefinge and -post arrival debriefinoes, ¢ nececzzary.

FPROCAHLVER CUORDIMETING GROUF

The PROCALFER Coordinatinag Gooup  woulid  be rezpcocnzibile for
inviiting Fegional Coocrdinztorz to participate in such & Study
Tour ofticially and for mebing zdminicirative arrangemencs for
the veriod of leave snd ztzn<sard t =vel  arranc ﬂmpnt_. The
Coordinating G oup would aleo be rezpone ble to clarlf)lng Study
Tour objectivee with the team and with QICD

and California to cobeerve intergovernmental
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B. FIMS Frogress and Current Situation

The FIMS effort is on schedule with respect to its 1982 VWorkplan 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
FROCALFER at the regional and national levels"

Second, the current 1982 Workplan appears rcalistic and
feasible. Actions are needed by the Coordinating Group and
DICD/Lisbon Team in the near future to provide the cornsultants,
training, and resource support called for in the revised Workplan.

Third, with the assignment of Carlos Goncalves a
reclarification of internal Team responsibilities has been possible
and is occuring. In general, the gecgraphical and functional
divisions of responsibiility suggest by L. Cooley are being
maintained.

Forth, everyone has agreed that it is appropriate for the
FIMS function to remain within the FROCALFER Coordinating Group and
that a small core of management specialists will be needed to
cperate and maintain this system for the remainder of the Frogram.

ittt lanlks between the FIMS Team and Coordinating Group
arc nuw auch 1oproved as a result of the assignment of & permanent
FIMS Coordinator in FROCALFER.

Sixth, the FIMS Team is working closely with the
Coordinating Group and the Regions to assure that the 1984 FROCALFER
plans incorporate enhanced technical content.

Seventh, the microcomputers are now operational and will be
rused by the FIMS Team in their upcoming regional worlbshops.
However, to assure 4ull and continued use of this equipment the
recommnendations of the E. Connerley and N. Berge report deserve
immediate attention.

Finally, the Team still lacks the requisite management
sk 1ls and systems to ensure a high guality and sustained FROCALFER
management system at the national and regional level. Continued
consultant and training assistance is scheduled during 1983 to deal
with thece needs.

ITI. CONSULTANCY ACTIVITIES AND FRODUCTS

A. Developing and Maintaining an Appropriate Management System in
PROCALFER

During the consultancy period, a series of sessions were held to
review the 1983 FIMS workplan within the context of overall
FROCO FEFR manancment and Smm)oment 2t s an roeore Thiea (PTMEC Tioem e ed
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DRAFT OUTLINE FOR SGIP/ZA WORKSHOPS IN REGION S5

JUi STH, 19R3

FREtARED TN REZFONSE T0 IMITTw. REGTONAL LEVEL SGIP/ZA
MEETIMNG HELD OF JuLY 4, 1782 (LZE MEETIMG SUMMARY)

FLAMNHTMG

FH52E 1: (AS DEFIMED EY THE REGIONAL FARTICIFANMTS IN THE MEETING)

fAbertura:

Introductions
Leve!lling Expectations
Selting averall Objectives
Setting Fhase | Objectives
cetting the cdar’=z cbiectivesn
Claritying the schedule for Phase 1 and ?

I. LEFIROT TOk% s
Makis s ZHENT SYSTRN R
WHAT 15 ME S EEMENT
LIHAT (5 A SYESTEM
USE OF PROJECTIS IN GOVERMMEMT &bMIMISTRATION
THE FROJECT WMHUAL CYCLE
THE COMCERT OF MANMAGERIAL COMTROL
THE COMCEPT OF RESULTS ORIENTATION

THFUT Vs, QUTFUT AFFROACH
EFFICIEMCY US EFFECTIVEMNESS

IT. FACILITATIVE COMODITIONS FOR TWUTHEODUCTHG A SGIF/2A

TOP LLEVEL COMMITHMENT TO MAKIMG THMPROVIENTS (N MEMECEMENT
ACTORE SEE MAMSGEMENT IMPROVHENT A% [MPOFRTAHT

OFFEMMESS TO CHANGE AMD THNOUET [0

STAHEILITY IM THE EMUIFOMMENT

RESUURCES WA LABLE WITH DEFENDHELE FREGUENCY

I1T. CRITERIA FOR A MAMGGEMENT SYETEM;

ORGANIZES OPERATIONAL TEAMS AROUND OBJECTIVES
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USES PARTICIPATION TO GEMERATE COMMITHMENT
IT PERFORMS THE 5 MANAGEMENT FUNCTICHS:

MUTUAL AGREEMENT ON OEJECTIWVES

CLEAR ROLES AMD RESPOMSIEILITIES

ACCURATE SCHEDULES AND BUDGETS

MECHANI SI1S FOR FCOLLQW THROLUGH

ABILITY TO MONITOR AMD ADJUST

IT USES A FRATIONAL DECISION MAIKING FROCESS/SYSTEM TO  SOLVE
MANAGEMENT PROELEMS

IT S SIMFLE &AMD EASY TO USE

IT S OWNED BY THE USER AMD CAN BE MAIMTAINED BY HIM

IT BUILDS ON WHAT WORKS

IT FITS THE CONTEXT (E.G. EXTENSICMH SYSTEM, FPILAMNING CYCLE ETC.)

IT 7S SEEN AS HELPFUL BY USER (S)

IV DEFIMNITION COF WORK:

QUTLINE 'HE  ACTIVYITES  OF THE 24 CHIEF, EXTENSIONISTAS,
VHILEST U2 00RES

FOR PROCALFER FIRST
THEN FOR TOTAL EXTEMSIONE FROGRAM

DEFYNE THE TYPICAL CALENDAR OF WORK ORGANIZATION

(MORED
V. PRESENT SG1F MATIOHAL/ZREGTUMSL &S EXaMPLE OF PROTOTYFE

D0 REGIONAL/SUBREGIONAL/Z2A  ACTORS RESPONSIEBILITY CH&RT  AS
EXAMFLE OF A GOOD SYSTEMS TOOL

GERALT PRESENTS HIS ZOMN&a 4
GEMERIC ELEMEMTS

)

RAakIA SYSTEM RELATING IT TO THE

TEAM IDENTIFIES AREAS OF WEAKMESS

WORKEHOFPS MEET TO TAKE EACH OF THE GEMEKRIC FUNCTIONS AND
IMPROVE THE EXISTING ZU0NA AGRFARIA SYSTEM

VI. DESIGN THE SYSTEM

DESIGN THE OVEFALL STRUCUTRE (EI-WEEKLY, OR WEEKLY, T & V )
IDENTIFY THE TEANMS AND MEMEERSHIP



IDENTIFY MINIMUM SET OF INFORM&4 10N NECESSARY

DESIGN THE PROCESS OF MEETINGE, VENTS FOR USING THE SGIP/ZA
DESIGMN THE FORMATS

(MORE)

DEVELOF & ZTEATEGY FOR INETALLING A4 SGIF/ZA IN A

20MA ALRARTA (LWHAT ARE THE STEPS INUVOLUVED)
RN AN

CLEABORATE A CALENDAR AMD A SET OF RESFONMSIEILITIES

D2 (PLAN THIS AT THE END OF PHASE i)

wW
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Report on June-July, 1983 Consultancy
1. INTRODUCTION AND BACKGROUND

1 arrived June 12th and departed July 8th. Before coming to
Portugal 1 participated in a two day brietfing session with Dr. Marcus Ingle
in Washington, D.C. concerning the scope of work of this consultancy. On
tuesday, June 14th, 1 was briefec by Dr. Glen Purnell and by Sao Goncalves
and Ana Varela of the PIMS team. On friday, June 17th, I met with Eng.
Almeida Alves and Dr, Purnell to review the March, 1983 RBerge/ Connerley
consultancy report and to receive further orientation to the proposed work
for this consultancy.

The objectives of this consultancy as established by the scope of
work statement prepared by 01CD, Washington, are as follows:

"product {#f 1: PIMS Management Specialists at the National.and Regional
level are assisted in developing the PROCALFER 1984 Regional Budgets.

Task la. Travel to Washington, D.C. for a briefing from DPMC on the
current status of the budgetting and microcomputer effort.

Task 1b. Travel to Portugal to assist Management Specialists to
refine methodology of budget cycle to meet with the needs of the
Coordinating Group and the microcomputers.

Task lc. hssist PIMS members and the Coordinating Group to develop a
quality 1984 program budget for the regions.

Task 1d. Train Management Specialists and other regional personnel
in the use of the microcomputers for program budgeting and other
management applications.

Task le. Prepare a final report for the Coordinating Group, the 01CD
Lisbon team, and 0JCD Washington on the con.sultancy and debrief the
Coordinating Group oD consultancy findings prior to dcparture.from
Portugal. Include findings and recommendations for further action.

Task 1f. Return to Washington, D.C. and discuss consultancy findings
with DPMC staff and provide a debriefing for 01CD personnel.

Product 2: A report will be completed outlining the use of
microcomputers in management applications.

Task“2a. While in Washington, 3.C. meet with ppMC staff to discuss
potential microcomputer applications and to agreec on an R&D approach
to the topic of microcomputer applications.

Task 2b. While in portugal pursue the use of microcomputers in
various management applications; such as regional applications
development, monitoring and evaluation, trial formatting, and
additional training in country and abroad.

Task 2c. Prepare a report citing {ssucs involved in adopting the
microcomputers and assuring thelir continued use in the Portuguese
context. This report ¢hould be submitted to the Coordinating Group,
the OICD Lisbon team and DPMC. 1t should contaln findings and
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3. In order to maintain continuity with the March consultancy work, the
consultant met with Eng. Almeida Alves and Dr. Glen Purnell to
emphasize the importance of speedy implementation of some of the
reccomendations of that report. These included the reccomendation that
a consultant be brought out to do applications development work with
the stuff of the Coordinating Group, the reccomendation that the
ownership of the microcomputers bhe speedily transferred to the
Portuguese, the reccomendation that applications development workshops
be held as soon as possible, and the reccomendation that the Portuguese
character set should be available from the microconputers.

4, Eng. Mario de Carvalhlo asked whether ¢ not a particular statistical
test could be performed using the microcomputers and the software that
we presently have available. Tt - orned out that these tests could be
done and they were done in order to facillitate Mr. Carvalho's work.

5. Considerable time was spent in pathering information about the necds
of those who will be using the microcomputer systems which PROCALFER is
carrently purchasing and exploring the possibilities for further use of
microcomputers in PROCALFER and associated agencies. This included
several conversations with Glen Purnell and Jim Black, a wmeeting with
Barbara Hoffman of the Policy team, a meeting withSevinato Pinto of the
Planning Cabinetl and Francisco Aviles of the University of Lisbon, and
a meeting with Soveral Dias of the Laboritorio Ribheda da €391va,

respect to budpgeting, the following activities werce undertaken:

1. PIMS team members were assisted with problems they encountered in
preparing budget requests for Regions T, 11 and 1V.

2. 1 participared in the preparation of the 1984 budpet request for

Beira Interior. This work took place in Castelo Eranco, June 27-July
1.

3. Work was bepun on a system to be used in analyring and couparing
regional budget requests. This included discussions with the PIMS
team, specification of the logic of such an analysis system and the
content of two VisiCalce templates used in the system and a meeting with
Edite Azenha and Elvira Hugon to discuss the partially completed
product.

FINDINGS

With respect to microcomputers the findings during this consultancy are as
follows:

1. The management team has made effective use of the microcomputers,
particularily in thelir regional budgeting work. Using the
microcomputers enables the team to quickly and accurately prepare cost
estimates and budget requests. They are able to discuss with regional
wvorkshop participants the fmplications of unusual costs before leaving
the regfon, which allows regional participants to reconsider costs

“which scem to be exceptionally high or low.

2. Othier PROCALFER staff have been cencouraged to use the mlcrocomputers
and have done so to a Hwited cxtents Pedro Damiao has produced four
VislCale templates to process Information with respect to the four















