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PROLOGUE
 

The Provincial Area Deelopent Program I (PDP 1) has been
 
operating for nearly 2h years-
 nore than one half its intended life
 
and it is 
 still too early to determine whether it will achieve its
 
intenaied objectives or fail. 
 There are reasons to be skeptical, to
 
believe that once foreign ass stanoe stops tAings will 
resume the 
historical pattern of top-down planning with little regard for 
equit,. There are also reasons to be hopeful. There is real enthusiasm 
for the PDP concept in goverment bodies at all levels. Indeed, there is 
a significant probability that the PIP activities in Central Java and 
Aceh will generate sustainable development benefits. 

This is a formative evaluation. It reviews PIP I activites to 
date and suggests what should be done in the future to maximize the 
chances that the project reaches its dual goals of increasing the 
Government of Indonesia's capacity to design and implement projects 
that provide sustainable benefits to the rural poor. 
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CHAPTER ONE
 

INTRODUCTION
 

WHY THIS EVALUATION WAS UNDERTAKEN 

In .Decenber 1979 The Board of Directors of Developuent
 

Alternatives, 
 Inc. (WAI) voted to carry out its own evaluation of its
 
overseas developient efforts. 
 The notivations that lead to this 

decision were several: 

" 
DAI has done considerable research on the proper designfor "New Direction" projects, end this accumulated knowledge
shovld be applied to its 
own Implementation efforts;
 

* The evaluation should offer useful information to our
clients; both donors and host countries;
 

* Projects are very often designed primarily
In order to be approved without regard for the real problems ofimplementation; DAI is necesiarily interested In what the major
implementation problems are and our overseas efforts offer a
unique opportunity for study;
 

* If the firm is to continue to attract outstanding people, it must
find mechanisms to communicate what is being learned throughout

the entire staff.
 

PURPOSE 

The prinary purpose of the evaluation is to assess the strangths and 
weimessas of the dev lopmezat strategy being attampted. The focus here is 
not on whether the project is in conformance with m PEN chart. ather, 
the focus is on whether the developwmt strategy is likely to result in 
benofits to the rural poor that are sustairable and replicable when 
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foveign aid ends. This evaluation is the third evaluation carried out
 
by DAI for the Board. The first was done on 
 the Arusha Planning and
 
Village Development Project in 
 April 1980; the second was carried out in
 
Zaire for the North Shaba Rural Development Project this 
summer. The lessons 
fram these evaluations will be synthesixed and sent to all Mi field teom in 

early 1981. 

APPROACH AND LIMITATIONS 

This evaluation was necessarily limited by time and resources.
 
A three person team was in Indonesia 20 working days; of which only three
 
days were spent in Central Java and only six days were spent in Aceh
 
Besar. The team 
was uable to visit Aoeh Barat because of rains and 0OI
 
staff responsibilities that could not be anticipated in advance.
 

The evaluation team was experienced in the use of rapid reoonnaisance
 
surveys and 
one rmner of the team, obert DoD, had written the beck
ground agricultural papers 
for both Central Java and Aoeh for the PWP I 

project paper. 

The information for the project was obtained frcm a review of 
program files in U/lashington, DAI/Jakarta, UAID/Jakarta, and the PDP
 
files in Senarang and 
 Aceh Bosar. Extensive discussioni were held with DAI 
staff, USAID staff and M0I personnel. Sub-project site visits were limited 

t one day in Jepara, Central Java and five days in Aceh Bosar.
 

Formative evaluation efforts such 
as this aru challenged by the dual 
objectives of a rigorous analytical critique of project substance and 
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performance as well as providing real operational help to the project
 
inp1ementors in actualizing the indicated changes. 
 Evaluation per so
 
seldom focuses on the latter objectives,while 
too much of a "formative" 
approach often neglects the need for institutional learning in a larger 

and longer framework. 

We have kept both objectives in mind. The non-project staff reader 
will not be fully aware of the formative process since its essence was
 
dialogue and group discussions throughout the four week exercise. We 
have also tried to cast our written evaluative arments in a form that 
points toward action steps for project sfaff meers to consider taking. 

The utility to implerentors of evaluations and reoomawI.ticns often 
mats heavily on the credibility and legitimacy of the sources of the
 
information used or 
cited by the evaluating team. This is not to say 
those sources are necessarily correct simply because they are accepted 
by the key players. With this in mind a slightly different approach to 
this exercise has been used in Chapter VI. That approach is to focus 
on those issues identified by key project (and related) staff thuneves. 
Third party judgements are minimized. The evaluation function is carried 
out by selection, emphasis, and structuring of the issue am prented by 
the key pmrticipants in and around PDP I. Operational rem nwxatiuns are 
provided for staff considoration in each case. 
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The quotations used as points of departure in Chapter VI are often 
cmiposites and/or edited versions of lengthier conversations. Every effort 
has been made to accurately capture the essence of what was said and 
intended. They serve as literary device as well as data. The selection 
and juxtapositioning of these caposite quotations is the responsibility 

of the evaluators. 

ORGANIZATION OF THIS REPORT 

The report starts by stressing the importance of distimguishing 

between Central Java and Aceh in terms of assessing progress to date. 

Following this, an assessment is mado nf rrgram progress to date. The next 
three chapters focus on three specific issues; experientation, the 

collection and analysis of data, and the management and organization of 
the project. The final chapter looks ahead both in terms of najor thwes 

that should be followed by PD I and overall PIP strategies, 
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CHAPTER Two
 

BRIEF DESCRIP>TION OF THE 2V0 PROVINCES 

The evaluation Team detemined that separate evaluations wold need
 
to be undertaken for each of the tw 
provinces inwhich P[P isoperating
 
because of the different natural envirnnents of the tw provinces and the 
different levels of institutional capabilities. The following quotes taken 
from the Project Paper illustrate the diversity in envirrmnent. 

1. Central Java
 

Topographically, it is composed of lowlands In the northern
 
coastal areas and mountainous and again lowland areas in thesouth, with an upland plateau through its center. ... Compared
with other regions in Indonesia the level and extent of physical

infrastructure is quite good, although still low by international
 
standards. ... 
With a land area of 34,503 square kilometers

and a population approaching 24 million, It Is one of the mostdensely populated, non-urban regions In the world. Its largely

rural populace depends heavily on agriculture for its subsistence
 
yet witb very small average land holdings and large numbers
 
of rural households without any acess 
to land at all, It
 
faces severe strains.1
 

2. Aceh Province
 

The province of Aceh is located on the northern tip of Sumatra.
opposite the Malay Peninsula. 
With a land area of 55,300 squarekilometers, a population of just over 2 million and a density
of only 36 persons per square kilometer, it t one of theleast crowded provinces InIndonesia. Despite relatively abundentagricultural resources, favorable 
land and water availability,
agriculture inAceh Is far less productive than It could be....Infrastructure is a major impediment to development, with roads,
bridges, and irritatLon systems in genorally poor or neglected
conditlot. 2 

Institutionally, Cntral Java is nore advanced than kcoh. In tarms 
of technical capability, governumit officials at tho Kecamatan level 

n mxamat loss qt.lified than their ountuw;eta in Central Java. 

14Project Paper, Irdonosia Provincial Aroa DeoPnwt I, p.16 
2 "Xbid., p. 21.
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CHAPTER THREE 

ASSES"ENT OF ACTIVITIES AND ACCaPLISHENTJS 

Before assessing the acccziplishments of PDP I, a brief review is made 

of the different dovelopznoit strategies adopted in each province. Though
 

the major objective in each case can be assumed 
to be the PDP goal - to
 

inprove the well-being of the rural poor 
- the means chosen by the two
 

provincial POP teams 
 to achieve this goal are in nany ways opposites. 

ACE11 PROVINCE STRAT.GY 

The strategy followed in Aceh can be characterized as focusing on specific, 

task oriented acooiplishments rather than on capacity building. The major 

thrust of this strategy has been inproved irrigated rice production. 

It is worth noting that in kci tha Technical Assistance Tom played a 

pr.uidnent lart in the selection of the stratogy and .tho spocific coohasis 

on irrigated rice. 

A large proportion of the PDP resources are cioing to suoport the rice 

program. For example, in the first year PDP budjt total of approximately 

IR.554 million, over P.400 million went into rice production-relatKd activities. 

Thum included purchase and repair of irrigation pumps, devolopwnt of irrigation 

systwo, oouttniction of training facilities wW crodit for rico fArmmrs. 

Cloarly t)w i, ui i has been on stimulating incro.ad rice yields rather than 
tne devolorsncnt of an institutionl capacity ithin the Ajricultural (Crops) 
Sarvico, or Uh other technical or planning agencios, to plan and inplamnt 

any nuw of rural dmolopnont projucts. 

In keoping with this atratojy, training has boom primrily for quite 
specific technical tasks. Alricultural Extension Agonts (PPL) - W, by the 

uy,ouao aBiAoyA with POP fundu; uothar indication of tho functiomlim of 

tUi Acub PW - japauntly ar tUxlvdcally wll trainwd in irrigated rice 

http:STRAT.GY
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production. They are operating effectively as prmcmters of improved rice
 

production methods in the PDP target areas. 
 Relatively low Drioritv has been 
given to training inother, non-rice, technical subjects such as secondary crops,
 

livestock or fisheries. At the sameu
time, little effort nas gone into improving 

the skills of provincial or kabupaten (district) planners tr) identify, plan, 

monitor and evaluate projects - particularly ones aimed dire tly to benefit 

the poorer families. The EY 1978/79 budget providcs Rp.7 million for 

training of planners, and over Rp. 23 million for training and suppvrt of rice 
extension agents. This example illustrates the relative priorities between 

"doing" rice production and developing the capability to plan and implement 

many types of development projects. 

Part of the development strategy in Aceh was an early decision to reserve 

a large proportion of program funds for credit. 'this credit component has
 

grown frun about Rp.129 million (52% of the total PDP budget) in FY 1978/79
 

to approximately Rp.389 million (68%) in Fy 1980/81. 
The trend has been
 

from rice production loans in the first year to a 
more diversified credit program; 

including small-scale industries, secondary crops, sugarcane, fisheries and 

livestock in the third year. 

There is a need for agricultural and amall-acale industries production 

crodit in 'eh. In the rice program, where farners' groups (kolompoko)
 

are the organizing unit for making loans, most farmers in the groups applied
 

for and made good use of the credit to incroase yields. It is too early to 

toll whether this successful approach can be duplicated, as the credit program 

boomas larger and moro diveruified. Certainly, a moasure of tho overall suocoss 

of t1w PLP will be how well thu credit oamponont ismangoed. Apparently, at 

this point, tl.ro are no clear proviulons for nonlou oollected buck from initial loan 
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to be maintained in locally adinistered revolving credit funds. If this is 

the situation - and the evaluation team is unclear on this point - the long 

term impact of P1W will be greatly reduced. 

The Aceh P1W has not so far been very experimental in the broadest sense. 

Other than the formation of working groups (keZompoko) of farmers, fishermen 

or individuals engaged in sall-scale industries, the program has reflected a 

standard, more or less sectoral approach. Even the working group idea has 

really only been tried - and is evidently successful -. in the irrigated rice 

production projects. 

The reason for the apparent lack of innovation is due, at least in part, 

to the relative homogeneity of the rural population in terms of inomies and 

living standards. Access of most people to cultivable land is another factor 

that results in less need for creative programs to reach large numbers of 

landless people, as in Central Java. Another reason for the Aceh strategy 

and the aqrhasis on irrigated rice is the widespread belief in Aeh that rural 

development essentially mans providing irrigation water for better rice production. 

All the above, and certainly other factors, have gone into the particular 

strategy and focus of the Aceh PDP. Where the program operates, because of the 

concentratod application of resources, rice production is substantially increased. 

Whether this strategy has improvod the well-being of the rural poor specifically 

is uncloar. In a numbez of situations, the program aided farmers who already 

were producing good yields to further increase and perhaps oven double their 

production. 

ACE/I PROVINCE PROJECT REVIEWV 

Cop Production: Rice an orMixodCropincg 

As outlined above, the Acdi P in placing an ain on Iinrovad rice production. 

In tho two targot krbupatom, for uxampl, about Ip. 200 million is boing spent 
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to ocnstruct and operate crop production training centers to teach extension 
wnrkers and farmers how to grow the high-yielding varieties. Funds have been 
budgeted for seed production and fortilizer trials and over Pp. 200 million is
 

to be provided by PDP for development of irrigation systens.
 

PDP has employed, 
 trained and fielded about 25 special extension agents 
(PPL) in the two program )abupatens, has arranged for motor-bike loan funds for 
these agents and is providing large amounts of credit (over Ip. 175 million 

during the first 3 years) to assist farmers to improve rice production. 

From all reports, this initial and concentrated effort has been successful. 

BAPPEDA PW managers, the BUPATI of Aceh Barat, agricultural technicians fron 

Aceh Besar, some of the PPL field agents and farmers in the program all report 
good results. Yields of participating farmers are said to have doubled from 

about 3.5 tons to 7.0 tons per hectare.
 

Oboviously PDP has made a positive impact in its support of rice production. 

The project has been important as a way to show relatively quick results and 
thus has demostrated to those involved that some real achievement can and do 

owe as a result of all the talk and paper work. 

7b capitalize on the substantial good will resulting frumn the rice production 

project should be a major goal for PP planners. The following are some suggestions 
and ideas which hopefully will help the Aceh PDP team in conidering ways to 

continue and improve not only rice, but all farm cro.ping projects:
 

B lhituic uoclo-economic data tihould he collected inorder 
 to help PD1plhIanrn1 deteriliie hoi, the cropa projectu can best help the poorer
groups of farmers. 
 For example, farmers who already grow the high-yielding

varieties under irrigated conditions should need less assistance than

those who still plant the low-yielding, traditional varieties under
 
rainfed. conditions.
 
This suggests that different types of PDP sub-projects can be developed
for different groups. The traditional, poorer'farmers without irrigation

probably should qualify for a more Intensive, full "package" type of
project, while those who already produce say about 3 to 4 tons per hectare
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might be offered less assistance. In this way the limited funds and 
manpower provided by PDP can be made available to help more farmers. 
A rice production specialist should be considered for a 3 to 5 month 
period to assist with the training and extenaion program for improved 
rainfed rice production. 

" 	Since the majority of poorer farmers will not have access to year-round 
irrigation water, PDP should make a special effort to reach these people 
by assisting in the development of appropriate multiple cropping systems 
(including rice, other grains and legumes for rainfed conditions). 
Multiple cropping mechods have been developed by the Central Research 
Institute for Agriculture (CRIA) at Bogor, which can result in 10 or 
more tons (rice equivalent) per hectare under rainfed conditions. 
As an experimental program, PDP Is a logical means to test and 
demonstrate such cropping systems. PDP planners might want to inves
tigate opportunities available for training in multiple cropping for 
four kabupaten agricultural services technicians. With these trained 
specialists placed at the two training centers, a training ppogram 
for PPL extension agents and farmers from poorer areas will be possible. 
Controlled, village pilot projects in multiple cropping, with credit 
and extension assistance for farmer co-operators, should be the next 
step. A short term consultant in secondary crop production and multiple 
cropping systems should be considered for a 4 to 6 months assignment 
to assist with this project. 

" 	A quick survey should be conducted in all those areas where special 
PDP assistance has been provided for rice production. If farmers 
have generally accepted the improved practices and there are no serious 
production problems, the PPL agents should be shifted out and re-assigned 
to adjacent or other villages where they are needed. 
The point here is that the PDP -- at least for now - works within a 
limited funding period. During that period, program resources should 
be used to stimulate as many productive processes as possible. 
Extension agents and credit provided by the program, therefore, should 
really be managed to give the widest benefits possible to the rural 
poor. 

* 	Discussions should be held between the BAPPEDA, kabupaten personnel,
 
credit institutions and the Agricultural Service concerning how best
 
to make the shift from PDP funding to regular budget funding for
 
sub-projects which have achieved an acceptable level of success.
 
This should lead to agreements about provision of credit, production
 
inputs and extension service and follow-up after PDP resources
 
are withdrawn. Without adequate provision for the gradual shifting
 
from the PDP to the regular budget, the effectiveness of PDP in terms
 
of long-range development, will be severely restricted.
 

* 	Special attention should be given to the matter of incorporating into
 
the regular Agricultural budget the funds needed to employ and support
 
the PPL agents now carried by PDP. Some targets over the balance
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of the program should be discussed In order to assure a planned
phasing of the PPL into the government service. All of this Implies
a very close working relationship between the BAPPEDA and the various
 
agencies responsible for rural development.
 

o 
PDP should shift its focus away from strictly sectoral programs toward
 
more innovative experimental activities. 
While it has provided funds
 
as more or less straight budget substitutions, this should not be
 
considered the primary purpose of the program. 
PDP has gone a long
 
way in demonstrating a successful method for making the rice project

work at least in terms of increasing production levels. Efforts should

be made now to have this project funded and supported as part of the
 
existing sectoral programs.

PDP resources should be aimed at Introducing and supporting these
 
activities which show a good chance of success but which are not now 
receiving consideration. As a start in this direction, it might be
useful for the BAPPEDA to request the services of an Agricultural
Economist, to work with appropriate counterparts in the Agricultural

Service and BAPPEDA planning sections to review the opportunities

in the agricultural sector and make a list of priority activities
 
for the consideration of PDP planners.
 
The consultant economist and counterparts should study the agricultural

market situation and the effects on production of national agricultural

pricing policies. They should prepare selected farm budgets and
 
conduct cost/return studies for various crops (i.e. soyabeans, peanuts,
 
corn, winged-bean) and for alternative cropping patterns and systems.

About 2-3 months of consulting time should be adequate for this task.
 

Crop Production: Sugarcane 

Approximately Rp. 145 i lion of POP funds are planned for developuent of 
sugarcane production in Aceh Besar during the first three years of the program. 

Mst of these monies are in the form of credit to be provided to farmers' 

groups located mainly in the gently rolling fothills of one of the kabarea aten. 

This project has been started, and quite heavy investments have been ode in 
buildings and equipment as well as in preparing the land and planting the crop. 

From discussions with farmers and visits to the sugar project, it is not 

certain that sugarcane is the best crop, eooaicaly and socially, in this 

region of the kabupaten. From all apparanes, the area looks ideally suited 
to cattle production rather than r cush crop like sugarcane. The rolling, 

hilly oountry, light soils and non-rrigated, rather dry oonditions suggest 

very good possibilities for cattle breeding and fattening using ingroved 
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pastures 	of grasses and deep-rooted forages. The area sesm appropriate for 
the production (in a rotational cropping pattern) of corn and soyabeans which 
could be a good source of additional cash inome for farmers as well as being 

useful in formulating fattening rations for livestock. 

tat we have is a situation in which decisions were made to invest in and 
p e with an enterprise for which there is little eormmdc justification.
 

During the years of PDP support the project will most 
 likely continue because 

of the substantial PDP-provided subsidies in the form of credit and other 
assistance. When PDP support is withdrawn, it is possible this project will 
have problems and not work out to be an econcuically sound agricultural 

alternative. 

The BAPPEDA and Agricultural Service planners involved should re-evaluate 
the sugarcane project. Plans should be made to limit the extension of this 

project until the initial PIP-supported unit demonstrates a capability to 

use the funds provided in organizing a successful, economically viable sugarcane 

production, processing and marketing enterprise. 

A project worksheet including a list of capital invested, loans made, 

crops grown and their yields, product produced and gross sales, and loan 

repayment schedules should be worked up by the project manager and BNPPEDA 

pLavnis. On the basis of this information a decision should be node about 

the level 	of further PIP support to this pilot sugarcane project. Only after 

onthis, and the bacis of clear economic viability as well as how effectively 

much a project reaches the poorer farmers, should the matter of expanding 

this project be considered. 

The Cnsultant Agricultural Economist, suggested above, should be able 

to assist in evaluating the sugarcano project. Also it might be useful to 

invite an Indonesian sugarcam expert to visit 	this area for 2 to 3 months, 
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to study the pilot project, review the agronomic and procesing methods in 
use, evaluate the costs and expected benefits and make recmesdations 

and banking 

for 
improving the chances of success for the project. In addition, a short-teum 

rural credit onsultant should be requested to help the Aceh BAPPEI 

insitutions and the DI long-term consultant for about 2 months, to establish 

guidelines and administrative systam for the entire credit program, including 

the sugarcane project. 

Consideration should be given for development in this awe area of an 

integrated pasture ibr-Oveent, feed crops rXOduction and cattle breeding and 

fattening pilot project as an experimental activity in cxmparison to the 
sugarcall project. At least on the basis of these two models a hore infom! 

appraisal of the area, and its best potential use, should be possible. 

Home Eoonomics Extension 

There is a good Opportunity in Aceh for a collaboratime productive 

relationship between PDP and the Syiah Kuala University's Home Ecuanuics 

Department, which is supported by the Asia Foundation. This department 

graduates about 35 women each year from its 4-year degree program. Normially 
the graduates are prepared for teaching positions at junior or socxxdary 

schools. out of the first 50 or 70 graduates, 30 have received 3 months of 
special training in howe conomics extension and have been eployed by 
Pengubangan Desa (Village Development Agency-BANGCES), with PDP funds, to 

servo as village ham oomics extension workers. At the moment, these 

young woman have finished their special extension training and are now 

spending sametium in each nine provinclal level govemtent agencies to learn 

about the various governmnt program and how th operate at the villa lel. 

Fbr POP suprt of tiw hw, econoaica extannion workers to have any 

signiicant ijact during tho ramining 2 years of PDP iplummntation, an mll 
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as beyond that period, a nuiber of issues must be resolved. The following 

refers to these and offers same suggestions for consideration of PDP managers 

in their efforts to inplement this project: 

" 
The BAPPEDA and BANCDES should agree as soon as possible about the

posting of these home economics extension workers to their village

assignments. Since PDP is experimental ih nature, and because these
 
young women can only really function effectively if they live in the
 
village, most of them should be directed to live and work in their
 
assigned villages immediately after completing the training they are
 
now receiving in the various government agencies. Their village

work should then be closely monitored and the findings used to improve

the curriculu, for the three months training course.
 

" In addition to 
their regular home economics program (nutrition, clothing

child care, etc.), these extension workers should be provided funds and

assistance to develop projects in home gardening and poultry raising.

Staff from BAPPEDA, BANGDES, the technical services and the university

should meet to plan the program, including budgets for supplies and the
 
necessary technical supervision and guidance.
 

" BAPPEDA ahould sponsor a broad policy review of this project with
 
senior provincial and university personnel. The objective of this

review should be to establish which government agency is the most

suitable to supervise and manage the project. 
 Perhaps this extension
 
program should become part of the Extension Service of the Agricultural

Department. Another possibility worth exploring is for this project

to become part of the Village Womens PCogram (PKK). Such a move will
 
offer the opportunity for the home economics extension workers to

become employees of one or 
the other of these agencies; something that

evidently Is not possible if they remain part of BANCDES. 
The two
 
ypar experimental PDP project to field these young home economists

will not be sustainable beyond the PDP funding period if the project

remains part of BANGDES. A second purpose of this review should be
 
to establish financial expenditure responsibility and accountability.

Obviously, if PDP is providing monies for purchase of supplies, teaching

materials and equipment as part of this project, the responsibility to

decide what materials are needed and for making appropriate purchases

should rest with the staff in charge of the training. The BAPPEDA, in
 
its role as co-ordinator of planning, can be extremely helpful in
 
determining appropriate solutions to such administrative problems.
 

The proportion of the PDP budget for animl husbandry projects has increased 

rapidly baboon the first and third year program. A mjor shift has bean trd
 

development of public holdirn/fattening areas for cattle, and goat and cattle 

credit-in-kind projects. From a study of ,tiv budgets and project descriptions, 

as well a ftrn discussions with technicians of the livestock service and farmers, 



- 15 

a number of issues are raised. These are included here, with sane 

suggested ways to help make the animal husbandry project more reonsible 

to 	the needs of the rural poor. 

* 	There is an apparent conflictat least in some areas, between the
existing shortage of animal feed and the desire to have additional
 
large animals. This needs to be considered as part of any cattle,

credit-in-kind project.
 

" 
Because of the high value of the larger animals (cattle and buffalo)

the target group of PDP -- the rural poor --
are almost automatically

excluded. The poor families will generally not be selected to receive
such a prize because of their inexperience in caring for these animals.
 

" 
Even if poorer families are selected for participation, the number
 
that can be reached is extremely small because of the high initial
 
cost of the animals. For example, Rp.30 million Is budgeted to
 
purchase and distribute only 150 animals in Aceh Besar in FY 1979/80.

This kind of project does not have a very significant impact on the
 
rural poor.
 

* 
The animal husbandry projects should be conceived and planned as an

integral part of the existing cropping systems. The pattern of cropping

often determines how and where animals can be grazed and much of the

animal feed needed can come from crop re.Udues during he cropping
 
season.
 

• 
PDP, with its special focus on the rural poor, should be investigating
 
ways to increase incomes and improve the diets of these poor f~milies

by concentrating resources on v'llage level chicken and duck projects

and, perhaps, where appropriate, goats and sheep. The projects should
 
be simple and manageable for people of limited resoulces.
 

" 
Wherever possible, the livestock projects should be Integrated into the
existing farming and home garden activities. For example, a small

flock of chickens or a goat or two should be provided to a family as
 part of an improved home garden scheme. 
PPL agents -- and especially

the new Home Extension Agents -- should be assisted to start thinking

in terms of a mini, mixed animal and vegetable/fruit garden in which
 
the animals are penned, the manure used in the garden and the crop

residues from the garden are fed to the animals. 
This Is nothing more
than the old Idea of organic gardening. The results of this are richer
 
soil, better crops and more productive animals. Because PDP can work
 across the lines traditionally sepnrating crop and livestock responsibi
lities, and because the program can provide the funds and technicians
 
to 	get now ideas started, it has. in the case of this suggested organic

gardening project, a real potential to assist the rural poor. 
If say

only about 20% of the presently budgeted funds for forage trials, fencinn
of public pastures, and credit for large animals could be directed to
 
simple, integrated home garden and animal raising projects, the PDP
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could demonstrate a method that could make a,;real impact on the
well-being of the rural poor. 
The Rural Development Center of

The Syish Kuala University should be able to provide good assistance
 
to such a home gardening project.
 

" 
As a start in this direction a special planning team from the Agriculture
Service's Horticulture Section, the Extension Service, the University

Home Economics Department, the Rural Training Center and BAPPEDA
should develop a detailed implementation plan for a selected number of
mixed/organic gardening pilot projects (perhaps half with PPL agents

and half to be supervised by the new Home Economics Extension workers).
With this plan, BAPPEDA should request a meeting at PUOD to discuss

the project and ways various budget items might be shifted or adjusted
 
to permit immediate implementation.
 

" 
While duck production has received only relatively modest support byPDP, it probably is one of the better ways to assist poorer families.
It should be possible for PDP to develop, at least on a pilot basis,a c'pability to produce and distribute, as loans-ln-kind, large numbers 
of ducklings from a locally supported duck hatching andThe Animal Husbandry Service and BAPPEDA should raising facility.begin to consider thebest way to organize such a project. It might be worth locating

the initial incubators and -roject manager at thtLivestock Training
Center at Sara. 
 After some testing, plans should be made to locate

appropriate simple duck hatching units in areas where duck raising can

be an important source of Income for the poorer rural farailica,. By
Introducing the Eniok breed and simple incubators to selected farmer
 
groups, 
it should be possible for those families receiving ducks to
 
hatch their own ducklings. 

Fisheries 

The PDP in Akoh is placing a much greater ""csis on off-s'xre, salt-4.ter 

fisherlies than on fresh-water fish productlon. The approximate, respective budget 

figures for the first 3 years of the proran are Rp.175 million oapared to 

ab: "p. 33 million. A substantial part of the support for salt-tinter fisheries 

is in the form of credit for the purchase of now boats, notors and fishing gear.
 

The approximate cost of such a unit (to be operated by a tem of 3 man) is
 

P. 1.2 million. The friash-mter fisheries projects take the form of assistance 

for rtwbilitation of a fish hatchery and support for smll pond onstnction 

and fingerling distribution, 

Given the focus of PIDF .n directly assisting poorer groups in the population, 
it som appropriate to expand limited program funds on those projects thich 
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reach the largest nuters of the target group. From this point of view, then,
the most logical emphasis should be on 
fresh-water rather than salt-iater fisheries.
There is little doubt that the coastal villages contain sane of the poorest families.
There is a serious question, however, that the increased otorization of theCoastal fishing fleet by neans of a relative:y snill number of quite large loans can do much to azeliorate the general poverty. The following suggestions
are offered to assist the BAPPEDA planners to think about this situation and
hopefully design suitable alternative projects for Coastal villgs.. 

0 
fishing boat motorization is essentially a typical sectoral program.
It is a formula for dealing with declining incomes in the coastal
villages and it is not new in Aceh.
carried out The same type of project was
by the government some yearssuccess. ago in Aceh with apparentThis success, however, is measured in terms of the number
of boats with motors that are operating, the size of the catch, oto..
The objective of that program was not necessarily to provide aid to
the poorest villagers 
e 
The problem comes in using the relative
successes of a tormer program to justify inclusion In the PDP of
a similar effort, when the purposes of the two are not the same.
If done correctly, PD1W 
would seek In these coastal villages
not to repeat previous sectoral projects (successful or not) out
rather would attempt to identify new, perhaps small, projects which
give at least 
some chance for the poorer families to begin to receive
sow assistance.
 

* 
 Following on the above, the BAPPEDA should provide leadership In
developing, with the appropriate technical and social agencies, a
series of sub-projects particulirly designed for the poorer
families in the coastal villageti. 
 Some projects like the following
might be considered:
 

- Using salt from the same or nearby vlllames for Preservine the
fish now being caught, which (as reported) often spoil because of
lack of storage and transport facilities;
- Methods for sun-drying the catch;
- Production of fish-paste or other products;
Duck hatching and raising projects in the marshy areas;
Motor repairing;
 
Net making and repairing;
Pilot project smAll-sca1 poultry and organic home garden activities;Home economics extension activities;
Coconut 
improvement Including underplanting and/or interplanting with
various crops; and/or
Iandicrafts or nppropr1 itv wit:ill ocalt, induatrius. 
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" 
Brackish water fish production (twnbak) also should be explored.
A long-term AID-supported project to imprQve tambak f&sheries 
production was concluded in Aceh Besar in 1978. It 	seems
 
appropriate for PDP to investigate the results of this pr4ject and,

if suitable, to buil" on the work accomplished.
 

" 	In general, however PDP can probably have the most impact in the
 
fisheries-related swctor by providing full support to the fresh-water
 
fisheries projects. 
At a centrally located, efficiently operated

hatchery many millions of fish fingerlings can be produced and from

there easily distributed to all parts of the target areas. 
This can 
go on through wet and dry seasons, regardless of weather. The fish in 
small ponds can be harvested as needed so irobles of spoilage aregreatly reduced and, of course, there is no concern about over-fishing 
as Lhere can be with off-shore fisheries. More importantly, however,
fresh-water fisheries project3 can reach and benefit large numbers of
 
people and, becouse of the relative simplicity of raising fish in
 
small fresh-water ponds, many of the poorer families can participate.
 

In summary then, the PDP planners should re-evaluate the relative
 

enphasis now given 
to salt-water and fresh-water fisheries activities and 

consider clknnges (such as those outlined above) that will result in projects 

with a more direct, immediate benefit to the PDP target group. 

Small-Scale Inustries 

The sn all industries program started in 1978/79 with the development of 
an improved stove for salt collection. This stove has becme extremely popular 

in the poorer ooastal areas of Aceh Besar and a successful credit ptogrm is now 

financing the purchase of these stoves. Lifortunately, the expansion of this 

program is limited by the area available for salt distillation ponds. Howver, 

a positive aspect of the introduction of these stoves has been to reduce the 

labor input into drying. It is recomnended that a study be undertaken of 

what agricultural or other activities might be supported by PDP in the areas 

inhabited by the salt producer to provide work for laborers ro freed fron salt 

production responsibilities (See previous section for sane suggested activities 

for ooastal villages). Other activities in the first two years of PDP I include 

research on the organization and marketing of handicrafts and training in the 

development of other small industries. 
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4ans for the 1980/81 year are a cause for concern, As table I indicates, 

Table 1: Small Industries in Ah 

(in million of RIs) 

1978/79 
 1979/80 
 1980/el
 
Sub-projects 
 8.3 
 21.0 14.5 
credit 12.7 11.1 
 101.0 
credit activities are slated to rise dramatically to about 101 million rupiahs.
 
We have no way of knowing whether reasonable credit opportunities exist. 
T-ere is, however, a real reason to be concerned as to whether there is the 
Capacity in Aceh to administer such a large credit progran. With the exception 
of credit for a limited amount of irrigated rice administered under PDP auspices, 
the history of credit programs in Aceh is not good. While in the field, it 
became apparent that a confusion frequently exists on the part of credit recipients 
as to whether they are borrowing or rc-veiving a grant. 

Without innoiiate attention to how the upxidng credit progrm's are to 
be Inplemented, very serious problans are likely to develop. It i. rocxmumnd.d 
that the BAPPEDA give top priority to working out an illmntation plan for the 
manant/udministraton of prese4t and future credit program. 

A second concern resulting f ron field visits was the technical soundness 
of ideas being propsoed. Rbr example, there was som evidence to suggest that 
where the salt-making evaporation stove was an inprovanent over pact tcchnOlogics, 
further inmroveents xuld have boon mulo. In addition, the project activities 
proposed for the next two years reflect very little t wtcalogical innvation. 
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CENTRAL JAVA PROVINCE STRATEGY 

In Central 3ava, PDP development strategy includes a broadly innovative 
attempt to develop improved capability to plant and implement all PD.) projects 
at increasingly lower levels of government. Emphasis in Central Java is on 
development of a workable system rather on immediate production of some particular 
commodity. 

This 	development stratogy takes time. It is not flashy and there is
 
no 
 at ineasily measured product; least the program's early years. Here
 

there has 
ten a genuine concern about focusing assistance on the
 

rural poor by irans of 
 innovative, experimental approaches to project planning 

and Mw.gwnt, and the early stages in developmnt of a project monitoring system. 

On the other hand, wvvr, technical sub-project inplementation, so far, has 

been 	by m w of select d but traditional mothods.
 

The Cestral Java nodal 
 for kcam'tan and village level Flanning is
 
unique in Indonesia. It is a first attaimpt to get at the probles 
associated
 

with the traditional, top-dow developnwnt strategy. 
 This nodel is particularly 

suitable for Ceantral Java %wtru,because of the high ppulation density and scarce, 

strained resource baue, large nwuxtrs of small, scattered, almost situation

specific project reaponw are rodod to roach 
 the poor families. 

Because of the high proportion of landless families in Central Java, typical 
agricultural production pmjoctu often are not suitablo. hero i a groater call 

for innoative technical and credit p:ojecta and need for new methods to start
 

and cuppOrt mall-scala indutrion 
and handcrafts. 

- Training in Central Java hao focuse on davelopinj improved capability to
 

identity, 
 plan and iplemant projects -- tim, that directly benefit the
 

nural poor -- at increasliy lowr lovels 
 of govorment. An an examplo ef tho 
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seriousness of this apprnach, over 50 per cent of the total PDP budget in
 
Pt 1980/81 will be 
for projects plann~ad at the kecamatan and village levels. 

This strategy of decentralized planning is requiring a sequential
 
training 
 program for planners at all levels from province to village. While
 
this training for planning is 
 receiving major attention, however, training
 
of technicians to implement the project has not, 
 so far, been planned and conducted 
systematically. Good, individual technical subject-matter training courses have
 
been held in Central Java, such as 
those for menbers of water-users' associations 
and the training of agricultural technicians in the planting and use of Zlnatoro
 
for better soil and water conservation as well for animal feed.
as The Agricultural 
Service also has started discussions with PDP planners about long-term crop
 
production training at the Bogor Agricultural College for selected 
technicians 
and follow -up courses for training PPL extension agents within the province.
 
While such technical training is certainly needed, 
 it will be more effective
 
when it is planned as an 
 integral part of the PDP development strategy.
 

The strategy followed in Central Java requires 
the Technical Assistance 
Tom to be closely involved with BAPPEDA counterparts to think through the 
implications of decentralization. The training for increasingly lower level 
pla ming is the first step in a omplex process. Flli.ng on planning, the 
need has been recognized for suitable monitoring and evaluation systems. At 
each level lower in the government structure, these are more difficult to achieve. 

PD 
has provided long-term technical assistance, short-term consultants, 
training opportunities and substantial funds for agricultural and wall-scale 
industries projects. While the experimental process of training and planning 
needed to generate reasonably good projects at the kecanatan and village levels 
has been occuring, a relatively traditional soctoral approach is being followed 
in project implemientation. Mmny of the agriculture projects, such as goat 
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distribution and fresh-water fish production, are functioning reasonably
 
well but are not-original project concepts. 
 In the snall-scale industries
 
sector, a 
good overall PDP plan has been developed, but implementation of the
 
plan does not indicate an evolution away from the more 
or less typical approaches 
usually followad. Here there is a particular need for nore innovative appropriate 
technological approaches to the problems faced by poorer individuals in starting 
and managing many different kinds of nall-scale enterprises. A general weakness 
of nearly all technical projects is the lack of continuity from one year to the
 
next. Apparently there is a serious need 
to review projects and build upon the 

experiences learned in a Icy ical fashion. 

Only now, as plans are mwe for FY 1980/81, is a sizable portion of the 
budget (about 54 percent) to be allocated for sub-projects originating at 
the lowest levels of government. This raises important issues concerning 
the likelihood of gaining sufficient experience and leaving in place a sustainable 
development strategy model in Central Java in the time, remaining for PDP. Fbr 
example, becauso 1980/81 funds probably will not be available until the summer 
of 1981, an evaluation of results of the first cycle of lower-level project 
planning will only be available the following summer. The DAI Evaluation Tom, 
thexefore,believes a sustainable development capability will not be possible 

before 1984. 
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CENTRAL JAVA PROVINCE PROJECT REVIEW 

Horticulture 

This is a home garden iprovement prolect aimed at increasing the 
production of selected fruits and vegetables. Because, in Central Java, many 
poor families do not have access to farm land, but do have small hte garden 
plots, it is believed this project can directly reach and assist poor families. 

In each of the five kabupatens in athe PDP, wall horticultural 
garden has been established to produce the fruit trees and vegetable seeds. 
These materials are distributed, at no charge, to approximately 50 families in 
each of twc villages in each kabupaten. Following, are some issues and suggestions 
for the consideration of the PDP planners regarding the horticultural projects. 

* The concept of assisting the poor by means of helping them to grow
more 
food for home consumption or the market is good. 
How this
 
can be accomplished is the critical point.
 

" 
 At least in terms of the fruit trees, thiE project, as structured,
will not have much impact --
even as a pilot program to demonstrate

amethod 4- during the life of PDP. 
This is because in order to findand rent land for the seed garden, to grow fruit tree seedlings, and -even as- in the case of citrus -- to do grafting, will require up to t,&eeor even more years. Even then, if the trees can be distributed within
three years and are properly cared for, the bearing of fruit will still
be some years off. 
 This hardly can be considered a quick action,

immediate impact project. 
 This is not 
to suggest the project be
stopped, but only that planners understand the above Implications.


" 
The vegetable seed distribution does, of course, have a much quicker
impact. Where possible, this aspect of the project should be expanded
to include more varieties and perhaps a greater share of the budget
relative to 
fruit tree production and distribution.
 

* 
A system for equitable distribution of the trees or seeds needs to be
worked out carefully and monitored closely. 
At this point, it includes
 an initital distribution to leading farmers in the village who in turn
are expected to supply the other people. 
Obviously, trees once given
to a leading farmer and planted cannot be moved again. 
On the other
hand, the use of leading farmers 
to receive, grow and further distribute
vegetable seeds (mainly legumes) is reasonable. To find a leading
farmer -- as the Evaluation Team did 
-- who, although, he had a hectare
of rice land, had received 40 citrus trees from the PDP horticultural
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project,indicates the need for care io the selection of participants.
Also, aminiimu should be established so that no single family receives
more than 
 say three or four trees. 
Without some controls, data collected
about the number of trees or kilogrammes of seed distributed willemplain very little about the ultimate. impact of the project on the 
rural poor. 

* 
PDP planners might want to consider a pilot project involving
integrated, mixed-small animal and home garden production as
suggested earlier in this report regarding Aceh. 
The thought
here would be work with a few selected families who would receive
chickens nr goats as credit-in-kind, as well as assistance to start
a home garden where organic gardening techniques would be applied and
the method evaluated.
 

* 
Host of the above discussions imply a need for sufficient 
 trained
extension wonkers at the village level to help in the selection of
participants and in the technical aspects of making the projects a
success. 
 One way to deal with the problem might be to assist in
organizing additional farmers' groups (klomp k).
serve as Such a group
the organizing unit through which PPprojects would enter the
village. 
A leading member of the group could be identified to receive
training in, for example, mixed,cropping, animal raising and home,gardening,
and could even be included in a study tour. 
 Contact with and support
of such individuals from kecamatan or kabupaten technical services would

be necessary.
 

* 
The PDP is developing a plan to provide crop production training at the
Bogor Agricultural College for a selected number of kabupaten agricultural
officers. 
Because these agriculturalists are a very critical- link in
getting improved farming technology to the village level, this training
should be provided as soon as possible. These trained technicians will
be particularly important in training and supervising the proposed new,
PDP-supported PPL extension agents and/or the PPL who are presently
assigned t:o 
work in the PDP target area. Regarding the new PPL (50
have been proposed for one year); these should be employed with PDP
funds only if some assurances can be given that after the one year
period they will be considered for regular Agricultural Service
employment. 
 In addition to crop Froduction training, Central Java
PDP planners need to consider tech"Ical training in livestock
( smallruminants) and poultry production as additional top priority

activities.
 

e because of the many needs expressed above (and throughout the restof this chapter) for training and technical help in all agricultural
sectors, the long-term Rural Public Works/Agriculturalist position
in Central Java should be extended for at least one year. 
Many important
projects require his attention at this critical point as projects
are now starting to be generated at kabupaten and lower levels of
 
government.
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Crops (P Z ,,do) 
The Provinial Agricultural Service, with POP suLort, has
 

Conducted 
a number of secondary crops dmnstrations. Whnical
 
support And assistance 
for the research were to 	be provided by 
the entral Research Insitutes of Agriculture (CRIA). Fbr 
various reasons, thwever, a close working relationship between 
these two agencies has not developed. This is unfortunate because
 
this represented 
an opportunity for effective collaboration between
 
the agricultural research and extension 
 functions so 	needed throughout 

Indonesia.
 

Because of the inportance of this research-extension =xnnectionj 
PDP 	planners should continue to 	seek the involvanent of CRIA (and 
interested universities as well) in designing and inplenenting effective, 
experimental crop production projects. Such projects, supported by PDP 
on 	a pilot basis, should include: 

* 	A basic understanding and otatement of the objectives in
terms of experimentation and extension.
 

* 
Agreement on specific responsibilities of the research and

extension specialists.
 

* 
Training for the Agricultural Services technicians who will
manage the project. 
 Here, the crop production training at
Bogor, planned for some of the kabupaten technicians, will be

ideal.
 

0 Training for PPL assigned to the project by the returned. trained
technicians above. 
 Here too the Agriculture Service ta discussingplans for such training. 

* 	Training leading farmers by the PPL.
 
* Agreement on necessary production inputs such as fertilizer and seed.
 
* 
Provision of production credit-in-kind (or as cash for the purchase


of the inputs).
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A Demonstrations, meetings, visits, etc.. 
to teach participants how to
 
use the inputs.
 

" Continual supervision support and follow-up*
 

* Collection and evaluation of data on results.
 

* Modification of project; plans for expansion.
 

Training provided under the grant provisions of the PDP is an imiportant
 
additional project input. 
 Crop production training at Bogor, requested by the 
Agricultural Service, for example, is a key part of an integrated secondary crops 
production project. Such training should not be viewed as scmething that stands 
alone; an input that can be included in a project when and if funds are available. 

Assistance to Irrigation Water-Users Groups 
Mtch of the PDP area in Central Java is included as part of one or another 

major irrilation scheme (such as the Jra uiseluna Project). While these projects 
are concerned with water delivery systens, they generally do not get involved
 
in the use and management of the irrigation water 
at the farm level. PDP has
 
made a 
start at training to inshove the capabilities of water-users groups;
 
to help then get organized 
 for better control and use of irrigation water.
 
In April of this year 40 people from each of 21 kecamatans in the pOp target
 
area participated in one week workshops. in irrigation water managamt. 
 Fblow-up 

is ontinuing. 

The T.A. Rural Works Agricultural Advisor has a strong background in
 
irrigation and 
an accellent working relationship with 13APPEDA and his technical
 
services counterparts. 
 A good strategy has been devised to provide information 
and help for urall, water users groups. The work done here has been reportad 
as a concise. appraisal of the methods being used to help organize and improve 
the effectiveness of small, water-userc, groups. This sort of reporting is a 
good exanple of where such information becnos a valuable addition to the PDP 
"data bank" and can thus serve as a useful guido to individuals attrt-ing other, 

similar projects. 
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Goat and Sheep Diotribution 

Animal Raising projects are an Imortant part of the PDP strategy in 
Central Java. 
Goat and, to a lesser extent, sheep distributions as loans-in-kind
 
are well received and apparently reaching the poorer families. The choice 
between goats or sheep seen to be related genthrally to a preference, in each
 
village as a whole, for one or the other animals. These animals are perceived 
of as being very valuable by poor villagers. 
The process of selecting participants
 
is relatively easy, the assistAce is direct and immediate and, because a goat 
is a 
very evident possession, monitoring ismade simple.
 

Further attention should be given to managonent of the animals once they 
are placed in the villages. Technicalassistance to organized groups of people 
who have received the goats or sheep is necessary. It should be possible, by
 
working through a leading miber of such 
a group, to got the people to provide 
better shelter and food for their animals. 
Short visits by the kocamatan-levwl
 
specialists for very specific skill-trainng (such as castration of young male
 
animals) should be planned as an integral part of the project.
 

Theme io euidonoc thia piroluot io dirotly benofiting a larc nwnber of
 
the umaZ poor-.. It is 
 a good projoct that should be expandod and infpmved. 
Thought might be given to how linkages can be established betwen goat or 
sheep distribution an improved hczn gardening.
 

Continuod care i 
 nodod insolOcting particimnts for the initial antal 
distribution and suitable nwhaninsm must be workod out for the further 
distribution of animals rOturned as loan-in-kirg raparymnts. Should thin 
returned animls ronain in the village or be roturned to the hirlculture Servioe? 
How is it to be docidod who gets thezo animalg if they do rtmin in tho 
village? W4at sort of reords nod to be maintainad, who kop thaM, whwro arM 
they to be kept and wat incontivo ioUre for a parson to kep nuct rooords? 
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The main question, of ourse, is: to what extent is this project being
 

insitutionalized so that a ontinuing and growing revolving 
 loan-in-kind
 

program will survive after direct PDP assistance is ended? The BAPPEDA and
 
technical services 
PDP planners ned to consider this sort of question, not only
 

for the animal distribution projects, 
 but for all PDP-supported projects. 

C"Hicken DNati'ibutjon 

A similar program to provide villagers with chickens was tried during the
 
first year; it 
 failed for various reasons and now is no longer included in POP.
 
This is unfortunate because 
 the chicken project probably has more potential to
 
reach large nunbers of poor people 
 than most other PDP projects.
 

Ifere it is important 
 to remawber that PDP can and should Ie a learning.
 

experience and thould 
not be ooncernod exclusively with immediate "success". 

The failure of the chicken project; because of poor purchasing and holding 

procedures for the chicks, improper attention to disoase prevention, and an
 

ill-onceivod notion about mixing improved and 
 local chickens in the village
 

free-for-all, should be the 
 reason to improve the project, not cancel it. 

If every failure rasults in a cncollation, POP in Central Java could end up 

one large goat dintribution project! 

The chicken distribution and raising project should be revlewed, to learn 
what wnt wrong and to dkvise a better way to iqplw-o.nt this project. Perhaps 

training for seloctod technlcana in needed. Cbviously, an improvod purchasing, 

hxdling and dintribution ayrtuit In rwuired. Probably all crouljng of Inprovad 

and loml chickens ahould be done at U kabupaton or provincial level where the 

nocoAm ry tochnical skills are proetct. 1w availability of 'nvc.inoas, and the 

skills to administr tkp, muut Lu nxmidorct aM providtk at all lavala Includin 

the vilLgo. Arnt1or tluight, lntrrndud oarlier in this pajr, might be considerod: 

U int gration of animah (In thia cauo chickns) Into an organic , to gardaning 

pilot project. 

http:iqplw-o.nt
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An inportant distinction should be made between what ws attqptad 

during the first year and what is suggested here. Basically this is to keep 

quite separate the chicken crossing (of improved and local breeds) and the village 

chicken production activities. Certainly in the early years, the crossing should 

be strictly controlled by trained technicians at the province on kabupmten levels. 

The results of the crossing - the jijproved cross-bred hens - should then be 

distributed to villagers as part of the PDP. 

In any case the main point here is that chicken projects have an importazt 

place in a program designed specifically to assist the rural poor. PIP, because 

of its flexibility ard ability to operate across .ines traditionally swparatinq 

livestock and cropping activitiies, can outand should be the logical program to work 

the details of a village chicken production project. 

Duck Distribution 

The PDP-supportod duck distribution and production project has bow 

relatively successful. As reported by the Rural Public Works/Agricultural 

Advisor, the project works best in areas having prior expurience with ducks and 

when a minimun nunber of ducks (about 25) are distributed to a family. Mch 

the sae things can be said here as were coverod in the goat distribution projoct, 

about the need for a wll-plamod and nwwmaod pystan to assure a oontinuinq 

revolving loan-in-kind project after the initital help frm POP. 

Fisheries 

First year PDP support for fisherio included assietance for rehabilitation 

of fresh-water fish hatchorien in each of the PDP(one tArget ItAbu~pton) and 

financial and tochnical help to 4ndividual famLlios for onatruction and stocking 

of fish ponds. The rehabilitation works havo boon oaloted and the hatcdierl 

are producing millions of fish fingorlibin annumlly. 
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A large number of fish ponds have been, and continue to be, onstructed 

under this project. Because of limited time, the DAI tea was not able to 

adequately assess the inpact of the fisheries project. For this reason, the 

following are only some general thoughts and ideas about the prcject that might 

help PDP planners in determining the future scope and direction of the fresh-water 

fisheries project. 

" 
Continued care must be taken In the selection of families to participate

in the fresh-water fish production projects. 
 In areas where there is
 
not 
an all-year water supply or where flooding occurs, it will be important
to work closely with the participanrs to adapt the fish stocking and 
management system to the particular physical circumstances. 

" 
ne fisheries Service nhould evaluate how successfully the project
roaches poorer families located in ureas of flooding or where water is 
not available all year. Given the difficulties In raising fish in these 
areas. it is necusuary to determine if the fish ponds are maintained as
 
productive units following a flood or dry season. 
With this information,

it should be possible to adjust the technical management to increase the

likelihood of such fisl 
ponds remaining in production.
 

" The shortage of woll-trailed extension agents 
to work at the village

level In promoting improved fish production is evidently acute. The
 
PDP should be able to develop a training scrategy to help the
situation. 
Once again, it clght be possible to identify villagers who
 
could be trained in a very practical short course and who could begin

to provide information and guidance to other villiaters. At the
 
kabupaten level. PDP should establish a target of at 
least one
wel-trained, full-time PDP fisheries specialist to supervise and
assist tho available PPL and the village group leaders.
 

" Other projects being tried, such as stocking of public waters, the

placing of cages in public waters for fish raising, and eel production

should be evaluated carefully for their beneficial impact on the rural
 
poor. 

Smll-Scle Industrion 

71 first tw yoars of mtvill zcalo industrios activity in Central Java 

have bewi t intrduction of two credit program xiministured by UM. The 

first one was for raw mtrial supplies whilo the second one was for "appro

priate" olu~pnt. 
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An evaluation conducted on the first credit progam suggests it was quite 

successful. It was found that 78% of the loans went to the rural poor while the 
rerAywKtnt rate is 100%. There is some concern that the repayment rate is being 
forced to the point that it discourages innovative activities. Clearly, the 

program has removed a bottle-neck to the expansion of small industry and in so 

doing has played a useful role. 

In contrast, there have been problems with both the types of equipment 

purchased under the credit program and the selection of the recipients of the credit. 

There is an awareness of these problems, but it appears that a person trained 

in the techni-al aspects of appropriate technology should be brought in as a 

long term advisor. 

One of the most impressive elements of the small industries work in 

Oentral Java are the evaluations that are being conducted on the sub-project 

work. They have been reasonably inexpensive and lirectly relevant to policy 

issues. 

Under current arrangements, credit monies that are paid back go into BKK 
where they become part of a revolving credit fund. But it is not clear that 

un~ar e'istinq arrAnC0aants, the credit would be earmarked for small industry 

projects. 

Beyond the two credit programs discussed above, future plans for small

scale indwtry expansion need further development. Sane thought should be given 

to organizing individuals into groups for training, buying and selling purposes. 

In addition, therv is a need for tochical assistance in the design of appropriate 

technologies for tho aroa. 

With the departure of the Small-Scale Industries Advisor fram Central Java, 

thore is a real danger that the imprescive work done on credit and evaluation 
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will be lost. It is recmended that another long-term person be assigned to 

carry on this wrk. Ideally, the replacement would have training and experience 

in both the social and physical sciences and thereby be able to contribute to 

the further developrient of appropriate technology for small industry. 

It claZt. be expected that small industry development will proceed at the 
pace that it has in recent years. There is no small industries representatives 

below the kabupaten level, and the stimulation of small industries has not 

been a popular governent activity in the past. However, the necessarily important 

role that off-farm employment activities should play in Central Java demand 

that they be given a continuing high priority. 
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CHAPTER FOUR
 

EXPERIMENTATION
 

PERCETIONS 

PDP is viewed as experimental and prooe.s-oriented, in that
it attempts an introspective and evolutionary approach to
improve local project management. 1 

There 	are various ways "experinntal" can be defined in the context
 
of the above quote, and the evaluation tam was interested 
in what the term 

meant 	to various key PDP participants. 

CKI officials in Jakarta saw the e.tire P)P effort a. one grand
 

experiment that might eithier succeed of fail. 
 They pointed to the bottan
up emphasis in planning 
as well as targeting benefits to the rural poor as 

being 	 the truly novel/experimental curonents of the project . Jakarta
 

officials also expressed 
 the view that while PDP was experimental, the same 
dkocwuentation for expenditures should be provided for PDP as for any other 
government expenditure programs. As a generalization, it is fair to say 

that as one wpes nmm the MDI goverment hierarchy, perceptions as to 

distinctions bet ..en the experimental nature of POP as compmed with other 
government progras becomes less clear. L knerstandably, at 1cR lowr GI 

levels, PDP is not viewed as experlimental; but rather as now resources with 

which 	to expand existing programs. 

A number of DAI staff have orewhat different perceptions of what 

experimentation muns. For eowple, a DAI staffer said that oxperimentation 

muent a higher sub-projoct failure rtw ws acceptable than if POP was not 

experimental.
 

16PDP project Paper, p. ii 



AID personnel indicated that much can be learned from various 
ongoing POP efforts. They also expressed a frustation over rot having the 
infonution needed to make cnparative assessments of different approaches, 

e.g., training. 

CONCE'PTION 

Any form of experimentation is expensive relative to the cost of 
pursuing a single strategy. The additional cost is justified on grounds that 
it will provide useful comparative information on the benefits and costs
 
of alternative approaches. However, if the benefits of the higher cost
 
experimental approach 
are to be realized, acme advance planning must be 
done so that the inforniation needed to make comparative assessments amng 

alternative approaches can be collected and analyzed. 

ASSESSMENT
 

Little advantage is being taken of the opportunities that PDP offers 
to make cmparative assessments between alternative strategies. It is 
reomwidod that new initiatives be developed in the area of oxperimantations 

both within and between provincial programs. 

Consider first what might be donoe within a single province. A 
common question concerns3 the relative costs and benefits of tw approaches 

to incroaning production in non-irrigatod rice lands. The popular Indonesian 
solution is to irrigate the area. Others believe that the most cost
effective way to increase in ms in such areas does not involve irrigation 

infrastructure investments. Rather, they call for: 



" 	Use of high-yielding rice varieties and increased and batter use 
of fertilizers and pesticides; 

* 	 Establishment of year-round multiple cropping systems that include 
rice and such crops as corn. soyabeans and cassava; and
 

* 
Better crop cultural practices and improved harvesting, processing

and storage of crops.
 

It should be possible to try both within a 
PDP area and comare the outome.
 

Consider another example. It is agreed that bottm-up planning is a
 
new approach in Indonesia. 
Nobody really knows what training approach is
 

most appropriate for the generation of good project ideas. 
Grantir this,
 

itwould be appropriate to try several approaches and compare the outcomes.
 

It might be argued that within the confines of a single provincial
 

area, experimentation of the sort described 
 Dbove 	cannot be expected.
 

There are two possible reasons for this conclusion. Firstly, it is
 

sometimes hard for one to believe he or she is not pursuing the best approach. 

Secondly, lower-level GOI ant-hrities might not want to use PDP funds for 

experimentation.
 

In 	such circum sesexperimentation is still possible. It could be 

aocmplished by comparing approaches being taken in different PDP provines. 

A uoiparative exercise of this sort could best be mn-aged by the 0Ol or UEAID. 
It would involve asking the contractors and their GC. counrorparts inPIP
 

areas to describe and assess the approaches they are using to realize various
 

PEP objectives. To take a concrete e3cirple, the 00I or USAID might ask PDP
 

contractors to:
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" 
Describe the various approaches to training they are taking;

and 

" 
Assess the strengths and weaknesses of each approach.
 

With such informition in hand, comparative assessments could be of the
 
alternative approaches.
 

It should be noted that a 
form of comparative assessment/experimentati 
is already taking place in Indonesia. The highly popular visitations of
 
persons in one area 
to successful approaches being taken in other areas
 
permits the visitors 
to make their own coparative assessments.
 

It is recumended that 
a number of comparative assessments be under
taken within and betwoen provinces. 
 While it is recognized that allowances 
for different enviromental and organizational settings will be needed it 
is believed that such c risons will play a useful role in realizing the
 
expermnental objectives of PDP.
 

INCENTIVES 

Experimentation is not ocmonly soen in Indonesian gvernment programs. 
It will not occur to a significant extent in the PDP programs unless incentivos 
for it are created. Right now the oppisite aplppars to be the case. I'rn 
insists on detailed blueprints of kow nonles are to be spent, and MUAID, 
by withholding decisions on w~tuther to reimburue for sub-project activities 
until after they are inplzmuntod, discourages risk-taking/expormontation in 

PDP activitas. 
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These negative icntives to experimentatior -uld at least be 
neutralized. Both PED and USAID should explicity offer enoouragement to 

experimentation and consider ways in which they could reward efforts to 
experimant with new approaches. As a starter, exper entation could be 
made an agenda topic at the annual project review meetings. 
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CHAPTER FIVE
 

THE COLLECTION AND ANALYSIS OF DATA
 

INTRODUCTION
 

If PDP is to succeed, various data collection and analysis efforts 

will have to be performed. Specifically the planning, nxitoring and 

evaluation of projects contemplated under PDP call for data collection and 

analysis activitiesas does training. 

Same activities under each of these headings have been carried out 

in the PDP I areas. It should be noted that with the growing number of PIP 

projects approved and into the irpleantation phase, the needs for 

monitoring and evaluation activities will increase. 

The purpose of this chapter is to review data collection and 

analysis activities to date and make recommendations for the future. Particular 

emphasis will be given to possible unitoring and evaluation strategies 

because of the projected growth in demand for them. 

TRAINING 

In order to have a more concrete discussion of future data collection 

and analysis needs, it is useful to distinguish between two types of training. 

On the one hand, efforts have gone into training (DI staff in bottm-up 

planning. Training for this purpose has included provincial level governmnt 

officials through field workers who will attarpt to generate project ideas 

from villagers. The second type of training has bew of a technical kind 

for extension workers aid other specialists in Aceh. 
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Traditionally, one does not think of data collection and analysis. as
 

being critical for trainingfrather, the thought is that trainers transfer
 

knowledge they already possess to trainees.
 

One of the most interesting aspects of the bottm-up planning 

program in Central Java was that it started with an assessment of training 

needs. That is, a serious effort was made to determine what the training 

participants felt their training needs were. This was a useful effort 

and it stands in stark contrast to the ways in which most training programs 

are foralated; i.e., with little or no participant input. 

It is critical that the results of the training activities be carefully 

assessed and that new training programs are developed to suit new needs. 

Rbr example, the training program for this sumer/fall DUP exercise has been 

ompleted. The results of this training should manifest themselves in the 

DIPS and DIPS now under preparation. There is need for further training 

of persons who have participated in the first training program. There is 

also the need to extend training to lower levels in the goverrnt. 
Such assessment should occur shortly after omrpletion of the current DIP 

writing effort so that the training can be undertaken before the next budget 

cycle gets underway. 

An illustrative list of questions that might be addressed in such 

an assessment incliues. 

9 In Central Java, was the training provlded to field vorkers to
elicit sub-project Ideas from vA;llagers adequate, ox4,are there 
Saps that need to be filled? 



" 	In Aceh, what is the tier of government below the kabupaten
level that should receive training, and how should training
materials be developed?
 

* 	 In Aceh, was the training received by 	 the home economists 
adequate?
 

" 	For both provinces, when should the training for the monitoring
and evaluation of sub-projects start and who should be involved? 

In sum, PDP I is off to a good start with the preliminary training 

needs assessments in Central Java that was undertaken. This assessment
 

should be made in 
 Aceh. If training is to play an effective role in
 

PDP, its results must be carefully monitored and fed 
 back into the plans 

for training in the following year. 

Monitoring Sub-Project Aotivitia 

As 	mentioned earlier, there is an increasing need for sane mechmnism 

to 	monitor PDP sub-projects. As Table I indicates, there will be a very 

large number of sub-projects underway once 1980/81 monies are diAjbuMd. 

Table II 
Number of Sub-Projects Proposed under pIp I 

1978/79 1979/80 1980'81 1otal 

Aceh 34 53 48 135 

Central Java 62 4848 	 156 
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It is 	clear that if they are to be of effectively Uonitcrd additional 

resorm ad mchnium are nedgd. 

The current Indonesian monitoring system calls for three reports 

quarterly on every sub-project. These reports oover physical inputs, financial 

inputs and whether work is progressing on schedule. Every year a mummary 
report is required. These reports go to the appropriate Dinas and the 

BAPPEDA. In addition, they aU go, without any summarization or analysis, 

to PUOD. 

Various DAI consultants (Ioth, [nlnah and B.hari) have assessed this 
reporting systa with Indonesian counterparts and have found it wanting in 

several respects. Firstly, the central govexrmmt has compLained that 
reporting is irregular and does not provide policy-MAkers with the 

infomtion they need to have about sub-projects. Lower level governments 

omPlain that the directives haded down by the central governmet are too 

vague 	to be useful in project implementation. 

The ocnsultants have oncluded that the reports focus too much on 

acoountirg-type information and that they should be stronlined. Little 

attention is given to: 

* The impaot the projeoto are having; 

* SpeOia oirowotanooo that oaZZ for olangeo in impZawrintatio
pZana. 

In Central Java, a threo-parnon Indonesian consultant taim has boen 
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hired to assist the BAPPED in design, testing and demnstratiYq a snAtwing 

systm for PDP prcjects. Discussions with the consultants suggest that they 

ae an the right track. They argued that the "systm: 

* 	 Should complement existing systems; 
" 	Should be limited to information absolutely critical for planning/ 

management purposes; 

* 	 Should require limited time; 

* 	 Should be coordinated by the BAPPEDA unit-responsible for monitoring 
and evaluation; and
 

• Will require training for GOI staff in it% dwV'Uj44L .IIJ usU. 

We endorse this approach. We also believe that sane attention should
 

be given to the need to analyze and summarize the reports at various stages
 

as they me up through the goverruent hierarchy.
 

If nything, the need for impovents in monitoring systam in Acah 

are greater than they are in Central Java. In part, this is because a major 

thrust in Aeh involves ivplmmting credit program in areas wre there 

has been little or no previous experience. Also, the physical isolation 

of 	kAoh Barat from hAch Beasa increases the noad for improved reporting 

machaniums. It is ryuvdWJ that immeliate attention be given to 

impr'oving moitoring caailities in Ach. 

A critical question concerns what should be doe with the informstion 

reported through the system. There are clear and obvious instanes whe 

a report that an unaxocted event has oocured can be extrmely useful, provided 

that information gets to a decision-maker who has the authority to make 

apppriate policy changes. 



Beyond this, it wuld be useful if some infoatIon an how a project is 

progressing (this might entail both monitoring and evaluation inforation) 

be 	 included in DUP and DIP dcmnts that request funds for a oontiumtiiV
 

expansion of a particular sub-project activity.
 

EVALUATION 

For the sake of clarity, a few remarks about the major differenoes 

beteen the purposes of mmitoring and evaluation are warranted. 71w primary 

function of a nmMtoring systan is to report on develonts that have a 

significant bearing on whether and when a project will achieve its ultimate 

objectives. The primry purpose of evaluation activities is to determine the 

extent to which a project has achieved or is achieving its objectives. Uslg this 

distinction, the evaluation activities of PDP I will be reviewed. 

To 	date, there have been only six PDP evaluation activities that qualify 

urder the definition offered above. These include: 

" 	The original concept paper written by Alan Roth on informatioo 
systms for PDP;
 

* 	 The baseline/studies for Central Java carried by UNDIP andout 

Satya Macana Universities; 1)
 

* 	 The baseline study for Aceh carried out by Syiah Kuala University 
(with the assistance of Lance Castles); 

* 
The five week sample survey of project beneficiarien for all 
1978/79 PDP projects in Central Java;
 

1) 	Dae to dlys in the impleuntation of the UNoIP baselinr sarvey, the
study wa mdified to include a large evaluation omqpit. 
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* The evaluation of the Impact of the general eall-industries
credit program InCentral Java; and
 

* The evaluation of impact of the small-Industries equipment credit 
program In Central Java.
 

A brief assessment of each of these activities follows. 
Alan Both wrote an interesting pa on infont.ion system that includes. 

a number of valuable points on how inforvation systems for PDP shauld be 
developed. Little use has been node of this paper, and it Wseasy to docuent 
that little or no use is currently contwpIated for it. 

The Di tow has oncluded that the baseline study being prqpared for 
Central Java canxot be relied upon as an effective element in PDP I evaluation 

efforts I and no assesmant has yot been nido of the utility of the baseline 
study work that has been carried out in Aceh.
 

The five wek evaluation effort oonducted 
 in Central Java generated m
 
interesting information, but it 
 has yet to be analyzed. The resourcs ommitted 
to that effort were siply too largo for it to seve as a prototyp for othe
 
mluation activities in PDP areas.
 

Tto bD evsluations doe for mmall-wale indhastries credit pL ;rms in 
Contra Java were ell done at reoable cost. In addition, they urznd up 
a interesting ftidings that have potentially useful policy applicatims. 

Stwviing bock frmz the activities briefly described above, what can be 
oad about evaluation efforts overall? In the first place, the tixe seqmling 
to date has bew all wong. Before getting too serious about evaluation 
activte, it aiould be established that tw aDI mss it as a high priority 
ite. Ths reality today is that Ut CMD has abiuos feelings about having 

Seke Qutely Rwt Five wad Six, ftwry 14, 1960, p.15. 
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foreigners assist them with evaluation activities. on the positive side, the 0OI 

appreciates the usefulness of constructive evaluation work. At the same tioe, 

there is some fear that the evaluation activities might serve toas a vehicle 

inform outsiders of shortoxings that the GOI would prefer to handle in other 

ways. 

Given this situation, a selling job on the utility of evaluation
 

activities is needed. Instead of promoting a major evaluation effort at Lhis 

time, it is recommended that a number of relatively simple, inexpensive evaluations
 

be undertaken, perhaps similar to the snil industries efforts, that were done 

in Central Java. If such activities generate an unambiguous interest in evaluation 

within the BAPPEDA, it is reoommended that saw~ in-country training in evaluation 

methods be conducted for the staff of the monitoring ard evaluation offices of 

the BAPPEDAs and for other DINAS representatives. 

Beyond this, roammendations are premature. Hmcever, there are several 

S.zirtant guiding principles that should be kept in mind. The first is that 

suxh activities are expensive; they take time and resources. This fact suggests 

three further guiding principles: 

" 
Determine what data is essential for an evaluation, and limit the data
 
collection and analysis to that essential data;
 

* 
Try to build on existing data collection and anlysis activities; never*
 
recomend new activities until one has a couprehensive understanding
 
of what is already being done; and
 

" 	It recomendations for new activities are to be made, they should include
 
what the activities will cost and who should undertake them.
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CHAPTER SiX
 

MANAGEMENT AND ORGANIZATION
 

INTRODUCTION 

In the context of conducting and reporting on an evaluation such as 

this, it is perhaps useful to recognize several foci. One might be termed 

the strategic or substantive aspect dealing with issues of policy and per

formanoe. Another might be termed the technical aspect dealing with the 

particular decisions about resource inputs, utilization, and outputs. 

The third might be termed managent and organization dealing with the 

effective use of the inpluentation team as a human resource. This chapter 

addresses the third aspect with the clear understanding that daily inplemen

tation realities do not recognize any such three way division of effort. 

One view of evaluating the management aspect of any organization 

holds that consequent recommendations can be readily inplemented because 

management, by dafinition, can simply institute the changes in how it 

goes about doinjg things. Another view of this process recognizes a 

subtle but pervasive resistance to change in human behavior when it is 

judged and challenged by outsiders. 

The formative evaluation approach that we have taken throughout 

this effort is afphasited heavily in this paper. In addition, wo take the 

second view outlined above when considering how to affect management 

behavior most functionally. Definitive judgements are not made. Sam 

will find this frustating; others will find it more holpful for affecting 

real change.
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The reomwdations and suggestions made regarding the issues discussed 

are not perspective solutions. They more often than not point to action 

steps for project staff to take in developing their own solutions. Again, 

this is felt to be of more real inpact if there is oonitment to 

resolving issues. Without that outitment, even the nost detailed perspective 

solution is of little value. To seize upon those suggestions as impurative 

would be to miss the opportunity of utilizing thon to spark more creative and 

adaptive action. 

In this chapter a slightly different presentational approach has 

been taken than in previous chapters. As outlined in the introductory 

chapter, composite quotations have been used as points of departure. This 

grounds the commrents and suggestions in the direct (or indirect) experience 

of the inpleswentation team. These quotations have been selected, edited, 

reorganized and often reworded to serve the iurpose of this evaluation. 

No other warranty, expressed or inpliod, can be offered. 



CONTRACT MANAGEMENT 

Several opportunities exist to improve the management of the PDP contract 

both in response to external factors and internal DAI concerns. Indeed the 

recent establishment of a Jakarta-based chief of party as well as two sub

team leaders with contract management responsibilities has been a first 

step. This new arrangement only became operational in early September 

and the acmuents below are best understood as building on this recent 

reorganization. 

The evaluation team's arrival coincided, b design, with the first 

complete DAI/PDP team meeting Wednesday Septembcr 24, the evaluation tam 

participated fully in that meeting as a way to begin this evaluation exercise 

in a truly formative manner. Many of the issues discussed below were dealt 

with at that meeting and are sinply recounted here for follow-up* 

DOCUMMATIM 

We have a continuing concern that reports are often late, too 
lengthy and lack enough future orientation.-UAID Staff member. 

Iaeue: Required rcporto are not f.ZZy aooeptabZo to USAID in timoZinaoo, 
format and oubotanoo. 

This concern ws discussed in terms of monthly activity logs, 

Qwrterly fleports,and Annual Reports. 
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" 	A diary format is being prepared for distribution to all team
 
members, with a due date in Jakarta of the 5th working day of the
 
following month. Where appliceble (Central Java presently)
 
the sub-team leader will review the log(s) prior to forwarding
 
to Jakarta for team planning as well as-anticipation of quarterly
 
report preparation. The logs will be forwarded to USAID by the Z0th.
 
working day of the following month after review by the Project
 
Director.
 

" 	Each team member will also prepare and submit a short narrative piece

adiressing issues of importance dealt with that month and
 
implications for future activities. These narrative pieces will be
 
used for internal, DAI short and long term policy discussions
 
and will be reflected in the quarterly reports even though they
 
will not be forwarded directly to USAID.
 

The quarterly reports have historically been the most inconsistent 

output of the DAI contract reporting documents. Not only has MAID noted 

this prcbleu but it has been a source of concern in DAI/Washington 

as 	well. It was discussed at the team meeting along three dimensions: format, 

information base, and timing. 

* 	 In the instance of format it was decided a specific meeting to 
address this question was needed between the Project Director and 
the appropriate USAID staff. The meeting would take note of the 
new organization of DAI/PDP as well as the new USAID Project Officer's
 
responsibilities. The concern with length would be specifically
 
addressed and guidelines developed.
 

* In regard to the information base to be utilized for preparation

of quarterly reports, it was noted that the monthly logs and
 
monthly narrative reports were to be augmented by specific request
 
(and self-initiated) essay pieces identified by the Project Director
 
in consultation with the sub-team leaders. (These pieces would
 
also serve another purpose apart from the quarterly'reports;as
 
discused below.)
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9 	The timing of the quarterly reports, both as a final document 
as well as of component information, was to await the DAI-USAID 
meeting about format. 

The Annual Report form and content is to be reviewed after the next
 

Quarterly Report has been completed.
 

Much of the experience of the team is not being captured in the 
reports. We would like to be able to understand and learn about the
 
differences between the provinces as seen by those team umbers who
 
have worked in both. What different models have team members them
selves tried? How do different team members operate? How do they 
see the future of their own efforts? - USAID Staff mumber, DAI/ 
Washington Research Director.
 

Ise : 	 A need for eyoteraatic doaementation of experienoce and Zearning in 
a format (a) that; beat serves the needs of development profeaionaZa. 

Quarterly and Annual reports serve management and monitoring needs 

first and develop.ent strategy secondly. PDP is very much an experimental 

program 	from several perspectives. To gain the most from the "develophent 

strategies" perspectiveja separate documentation effort is deemed necessary 

as 	well as useful for the project and its professional staff (Beyond the 

PDP audience it is a corporate policy of DAI to encourage such efforts.) 

* 	To cest these needs it is suggested that the chief of party will 
consult with the sub-tam leaders at least on a quarterly basis to 
review the issues that might be productively written about by 
various team members. The specific requests would reflect: 

- team members' ldividual interoets and recent experiences;
 
- sub-team leaders'neede;
 
- Project Directois need for policy guidance from USAID as well as
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background for preparation of quarterly and annual reports; 
- DAI/Washington's needs for expanding its knowledge base; 
- desire to contribute to USAID and other PDP contractors; and 
- most Importantly, to provide GOI with substantive thinking 

about their program. 

CNSULTANT RESOURE MANAEEN 

le must be able to respond quickly to GOI requests for short 
term technical consultants. We can expect greater demand for short
 
term technicians and less for long term generalists. - DAI Sub
team leader. 

The implications for an increased demand in the identification and 

provision of short term consultants falls most directly on DAI/Jakarta 

and DAI/Washington. The first and most obvious step is to develop as long 

a lead time as possible in anticipation of such requests. 

A critical consideration here is the potentially great differences in 

acceptable uncertainty along the path from GOI (BAPPEDA) to sub-team leader 

to DA/Jakarta to DAI/Washington and finally to disemarkation from an 

internal Garuda flight. Experience has shom that there are few really 

excellent consultants in any given field and they make cummitients far in 

advance. Identification and location of appropriate consultants often taxes 

the personnel function of a regional office as well as the Washington 

office. Finalization of terms of reference (TOs) can often be kept in 

abeyance by counterpart organisations that are wary of undue TA team influence 

on such IVRs. 

Sowe reoauuinded steps in reconciling these differing ldvels of 

uncertaint.y are: 
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" 
Develop conscious strategies for team leader involvement in
GOI TOR development. 
This might simply be a frank discussion

and explaination of DAI needs with the appropriate local
counterpart. 
It 	might be appropriate to distinguish at that time
between influenoe of TORo and infownmtion about TORa at the

earliest stages.
 

" 	Clarification of roles and expectations for all key DAI/Asia staff ofthe process in' short term consultant provision. The recentreal example of misundertanding in this regard might provide
 
a useful case discussion.
 

* 
A visit to Jakarta by the key DAI/Washington personnel staff
member (This could be co-ordinated with visits to other DAI

projects). 
 Such a meeting should be scheduled as part of a
DAI/PDP quarterly staff meeting and include brief meetings with
appropriate USAID staff. 
This would be an apportunity to review

the initiation/response relationship between DAI/Jakarta and
DAI/Washington; recognizing that the relationship is not uni
directional.
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M'AGEMENT OF PDP TRAINING 

The design and execution of training at various levels within ODI
 
institutions and for various purposes in.sPxort of PEP*s 
 institution and
 
capacity building objective has been an inportant part of the DAI 
 development 
strategy in Indonesia. Evidence of this strategic commitment is reflected 
in the recent decision to add a 
staff member to the IDI/Jakarta office with
 
a major responsibility for PDP I training activites.
 

The specific activites and responsibilities 
for this Indonesian Training 
Advisor have not been finalized as yet. 
For that reason this section
 
is directed more towards the potential of this now position. Several important
 
aspects of training assessment are addressed in Chapter V.
 
In addition, attention is 
 directed to specifies of the technical appropriateness 
of training activites in Capter III. Taken together, these omments will
 
hopefully provide the new Tining 
 disor with soe initial guidunce in
 

his new role.
 

I don't know what has been done vis-a-vis training in Central
Java. 
I an not aware of what materials or documentation ighteven exist. - Aceh sub-teim leader. 

Issue : Coordination and saring of training experien.s and reeouroe. 

Although the differences between Central Java and Aceh are often
 
characterized as being so 
 great as to preclude direct transfer of 
experienoe, we feel it is time to test and modify that opinion. PDP history,
 
culture and UDI staff capacity differencos as well as geographic isolation
 
have all been factors in this situation. Sam ways of maximizing the 



overall PDP traiN inpact are: 

0 
Review all training activities undertaken to date within PDP I
and categorize these activities in such terms as:
 

- GOI institutional (or communicty) level addressed;
 
-
 Location of activitiy;
 
-
 Training staff background or preparation;
 
- Training objective of activity;
 
-
 Linkage with other activitiies;
 
- Methodology utilized --
how/if modified;
-
 Relative staff and/or PDP learnings about 
success and/or limitatiot
 

and
 
- Transferability potential, documentation and/or materials that 

resulted.
 

Based on a review such as 
that described above, establish a eimple
reporting system that will allow the documentation of future
training activities. 
The purpose of such a reporting system is
primarily to support sharing between various PDP staff. 
 It will
also porvide a resource base for DAI training.
 

sub-team leaders and the Training Advisor might want to attend a
training activity together with the express purpose of considering
the wider applicability and transfer potential of that activity.
 

An overall stragegy or plan for the continued use and development
of training in PDP I should be prepared. This would consider what
training would be emphasized to assure continuity at the end of PDP
Loan Funding; what non-PDP training resources might be identified and
utilized (e.g., SCF); 
new methodologies and materials that might be
tried; national level "training" opportunities for support of PDP;

and so forth.
 

The training Advisor and Aceh Sub-Team Leader should develop a specific
strategy for transfering the planning training experience of Central

Java to Aceh in an appropriate manner.
 

DAI staff training needs and opportunities should receive on-going
attention. 
This is perhaps a responsibility of the Chief-Of-Party
with the assistance of the Training Advisor. 
Seminars, workshops and
similar porfessional development activities (and written materials)
are often available in Indonesia but are not widely publicized;
especially outside of Jakarta. 
Contact with several appropriate
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local associations should be Made. Getting on ailing lists
and maintaining informal contacts should be a priority for 
the DAI/Jakarta office. 

" Once a cornitment has been made and some overall guidelines
established for the preparation of "handbook" materials to helpIn establishing PDP activities in new locations, the Training
Advisor can initiate efforts for the training component. 

" The value of the Training Advisor to PDP will be increased if he cangain experience working as a short term consultant to other relatedDAI projects (e.g., The Arusha Planning and Village Development Project;
IRD work in the Philippines). 

Training has been too general, it has been more effective when
modified or even specifically developed to meet the expressedneeds of the particular participants. - National (level) WI staff 
Mbr. 

I have been skeptical of participatory or experience-based training
methods. 
Howeverwe had success with role playing, for instance, and
I want to try other less didactic methods.- DAI Sub-toam leader. 

Issue : Developncnt of effeotive training tcchniqua or methods.
 

* 
In addition to the management of the overall training function,
the new Training Advisor's role might Involve some basic R 4 Dregarding training techniques. Many ideas and information about'
 successes (or failures) of new innovations in techniques can Ad
should be addressed to the Training Advisor. 
 This might include

the consideration and testing of such things as: 

- Development of brief cases or "critical incidents" that could

be used for discussion in a training context;
 

- Review of simulations and exercises that have proven useful
in PDP (or stellar) training activities (e.g., many "planning"
games or exercises exist; which ones are potentially or 
actually relevant and effective?); and
 

- Video (or even audio in som cases) recording and playback

methods which can be useful in training if rvjoprZ utiZined.
In addition to use for imnediate playback as a training technique,

there is high potential transfer of experience between Provinces.
For instance, a kabupaten training activity in Central Java mightbe video recorded and then made available for viewing in Aceh. 

W In addition to use 
for Irmediate playback at a training technique,

there is high potential for transfer of experience between Provin
ces. 
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MANAGEMENT OF INFORATION AND COWJUNICATION 

There are various types of information that a program such as PP
 
must manage, analyze, distribute and act upon. Oapter V has 
 addressed the 
issue of generation, ollection and initial analyzing of Information bearing 
directly u program issues. This section takes that effort a next step. 

In part the recent establishment of the chief of party role in Jakarta 
was to overcome previous difficulties in the information and ommuinication
 

functions of the project. 
 The cuments and suggestions below will be 

useful in delineating this role.
 

A. InteiaZ Cirnunioationoand In fonwation Exohange 

We need more transfer of ideas, Information and experience betweenthe two provinces. Aceh neds this especially. -WAID staff miber 
- DAI Sub-Team Lader. 

ZIaue: Now to ,Taximl:o the orooo oharing of Icarningo betwoon aZt PDP I 
looatione. 

This issue can be operationallyoorwidrod in regard to written (or 
potentially written) information and to information and oumunication that 

lose value if only transmitted in writing (a.g.. for reasons of timeliness 

or the need for interaction). 

Domwwted information can be exchanged bemeen provinces through the 
facilities of the Jakarta office by sinply establishing criteria of what 

inormation is useful to ec*ange and assiqning respnsibility for the 

nocessary loqistics. No doubt such stops are being taken in the norml 
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course of establishing the chief of party's role inJakarta.
 

* 	 Other similar endeavors have proven vulnerable because of: 

- Neglect in actually (physically) transmitting such 
documents on time; 

- Unclear criteria for deciding what to transmit and when 
(e.g., to send a draft or wait for the final edition); 

- Erroneous assumptions that one province is or will document 
a particular issue or experience; 

- Lack of feedback about the usefulness of information that 
is 	 or has been forwarded; and 

- Ambiguity in the expectations about a central office (should that 
office function to filtcr infozvation for relevancy and 
responsiveness to sub-team need or should that office aotively 
initiate requests for information it feels will be helpful to 
the sub-team?) -- Careful consideration and review 
of 	those functions is necessary if the central office is to be
 
most effective in managing information.
 

tKch of the most important information and ommnication needed 

between provinces and especially between provinces and the Jakarta office 

cannot be effective if only in written form. Som oonsiderationg here 

are :
 

" 	The best use of the limited time available at quarterly meetings. 
Developing a realistic agenda for these meetings that specifically 
addresses the cross-sharing of substantive information between 
provincial teams soom essential. 

* 	 With careful consideration of the time and cost constraints, 
occasional direct eetings between provincial teams at provincial 
locations my be called for. 
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9 
If video recording equipment does become available at the provinciallocations (as has been discussed), many opportunities for sharing
such things as training sessions, presentations, substantive meetings(when pprqpriate to record) will be available. The use of such
techulogy can be a tremendous aid to communication between remote 
sites; but It Is a learned skill. 

Information Exchange and Communications beyond DAI Tom Members. 

We must begin to prepare a self-directing body of knowledge to assure
(or at least facilitate) transferability. "Handbook" Is the oftused term but we all agree it would certainly be cast in contingency
form and emphasize the need to develop each effort in response to the 
local situation. - USAID staff member. 

Isue : The nued for a docented approaoh to tranforability of PDP program
coerncnto to new PDP sitea. 

This concern appeared to be viewed quite differently by various parties 
or, more acurately, different parties seemed to have erroneous perceptions 
of each others' expectations. The confuuion seems to center 
 on just 
htXprscriptive such an effort should be at this stage in PDP's experience. 
In addition, the lack of a cordinatad informtion-sharing effort among the 
various cont-actors and LWAID results in the loss of much of the infowiation 
held &wxn than. 

* It is our recomendation that the DAI Chief-of-party and appropriate
USAID staff meet and discuss the realistic expectations ad limitations of such an effort. We feel there is more agreement regarding
what is appropriate than the various parties now think.
 

" Is Is also suggested buch an effort be carefully coordinated aong

all PDP contractors so that the widest bass of experience in madeavailable. Some mutual data collection effort might be undertaken 
from both contractor teams dtretlv in arultea nf V -01.
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PDP i3 a wide ran 'ing program that touches on and involves a variety
 

of institutions. Establishing formal and informal exchanges of infonration
 

among and between these institutions isalways problematic because there is
 

seldom a clear locus of responsibility for nnaging such exchanges. 
On one
 

hand, the point that "PDP is a GOI Program" suggests the responsibility
 

rests with the Indonesian Goverment .
 On the other hand, experience also 
suggests that the "honest broker" nature of technical assistance teams gives
 

them more dc fauto responsibility for such an endeavor.
 

We feel there needs to be more exchange of ideas and experience

among PDP contractors as well as with the Ge0. 
 - USAID staff member.
 

DAI and RMI combined now have 17 contract staff here working on PDP
activities. They are all quite different people having very different
 
experiences in this PDP effort. 
- PDP contractor.
 

.toauc : Eotablchi rovponvib-lity for managing tu ohango of inforeationbotwvon inatituton., 

Several mochanimns for sharing loarnings and strategy issues have been
 

tried previously. Newslotters, semnazrs and workshops for technical. 

assistance staff om to min-. However, the problem of ongoing responsibility 

arisas again. Several operationwl uuggestions are in order. 

SRItZ, DAI and USAID should moat together to discuss and develop a
 
one-year plan for managing the exchange of inforuatinn that all
 
three desire. Such a plan would ;
 

- Address some outline of the type of information all fuel is available 
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but not 	being effectively shared;
 

- Consider the various mechanism for facilitating the exchangeof the different types of information (e.g.,newsletters,
all consultant meetings, monthly lunch meetings between thethree Jakarta-based principals, visits to various PDP sites); 
Establish some common understanding of when and how to link
this effort to the GOI. 
 This will require ongoing review to
maximize GOI involvement in a constructive way; and
 
Consider a systematic data collection effort from the 17 TA
team members to be jointly undertaken as part of the effort
to maximize exchange between RMI and DAI (c.g.In preparation
for an annual consultant's meeting distribute 
 ,questionaire
to all consultants seeking Information about their current
activities or asking them to Identify their critical policy

concerns).
 

We have raised expectations among our counterparts about going to
training courses only to have USAID withdraw its support at the last
minute. We are left looking foolish. I don't feel I know just what
they (USAID) want in these reports; sometimes I wonder If they realtyknow - LAI sub-toam nunbxr. 

Xu.mi : 	 Eetabl.a)hng ocar and oonoistent oovn, nioations becueen DArl

Jakarta and USAD.
 

ALl contractor--cliont rolaionuships roquire special effort and 
attention reardless of the objectives they neuk to acoplish. Iuplumntng 
a projoct on bdialf of a largo donor tsjgwy wbriju tsi cial concunns to the 
forefront because of the developwtil nature of th tas and the close 
involvinit of the lost 	country. A three oornered fos'veJ.iZd ia soon 
establishd within wich a project L mnaged. 
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In the case of PDP I, it seems a special opportunity is presenting
 

itself for realigmont (or at least review) of 
 the DAI-USAID relationship.
 

Jerry Silverman is just now assuming a new role as [AI Director for Asia
 

while at the same time reordering his PDP Chief of Party role. Carl Dutto 

is mrving into the SAID Project Officer's role vi-a-vis PIP I (as Steve
 
Mintz withdraws) and Doug Tinsler is newly arrived to assume 
 leadership of 

USAID's 	Rural Development Division. 

0 	It is suggested here that an important exercise would be for these
 
three principals to jointly meet and discuss the role relationship

and mutual expectations they have of each other as they move into
 
this new constellation. Such an exercise at this time could serve
 
to resolve future concerns similar to those reflected in the
 
quotations imediately above.
 

MANAGLMM OP TEMNICAL ASSISTANCE 

The esceo of DAIV role in PDP I rests on the nature of the team's 

technical as istanco relationship with GOI counterparts. Elements of such 

a rlationship can range frmn the hJIhly legalistic - as ajpoar in lengthy 

contract docuawts -	 to the very peronlizod - as reflected in friendships 

and 	ani o ities. Even the arragawemnt of of fico spaco can influeno such 

a rolationship on ,uyor another over tzim. 

We long term consultants are becoming too Important In connecting
WAPMDA needs to Dinas Technical Resource people. APPFDA must begin

to organIze itself to function vithout us. - UU Sub-tom lIsr. 

leee : 	bauwiteig the funotional aupeot of teohinoai aoeiaitno, w.ithe 
trne r of 1e16ming aepeot. 

the 
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This one exanple illustrates a need for attention to methods that the 

technical assistance team can effectively use to influence decisions that 

Indornsian counterparts should mike or consider making. In 	this exple 

it was not. that BAPPEDA is currently organized and staffed around the PEP 

planning nd imrplmentation and monitoring cycle. Over time, the organization 

CC 	the BAPPEDA will most likely need to be modified. 

0 	It is suggested that the Technical Assistance Team develop a strategy

for directly influencing counterpart decision makers to begin

recognizing. The structural and staffing implications for PDP when
 
the technical assistance team is withdrawn.
 

Care must be taken not to lose sight of the capacity-building

objective In using oh rt team technical consultants 

aeue : 	Now to managc the uao of teohnicaZ ohort-term oonultants to

maximize their contribution to oapaoity-buiWding ae weZZ ao
 
toohnioaZ needo.
 

This issue is more critical in Acch at this time but has relevant also for 

Central Java. Some points of influence for consideration are : 

* 
A DAI/PDP think piece or working paper addressing some specific
 
ways TORs can (and by implication should) include the institution -
buildztg objective. This would be circulated as of interest to both
 
provinces. Such a piece might discuss:
 

- identification of Institution-building success criteria; 
- utility of dsignating both technical as well as institutionobuilding

lead counterparts for consultants; 
M requiring (in the TORs) that the consultant would help prepare


a sample (or real) DUP with his counterparts baesdd on his
 
technical work;

M have the consultant review that DUP preparation exercise with 
coments on the Institution building or capacity building aspect
of that exercise: require the consultant to prepare a few pages
of idea for adapting his technical findings to a training effort. 
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Sensitize consultants to this issue in selection interviews and

evaluate their ability to respond appropriately to the issue
 
as part of that interview.
 

Prior to deploymeni, discuss the implict DAI TORs regarding this
 
issue and provide support (through frequent discussions,

involvement with the ongoing training activities in the provinces,

etc). for this emphasis in his/her work.
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CHAPTER SEVEN 

SUMMARY AND IMPLICATIONS FOR THE FUTURE
 

INTRODUCTION
 

The purpose of this chapter is to sumrarize the major findings
 
of this evaluation and to spell out their implications for the future.
 
It is not a complete 
 roord of all recommendations, but does include the 

major important points. 

HISTORICAL PATTERA'S 

There are several ways in which the PDP strategy is revolutionary for 
Indonesia. Development planning and project implementation has generally 
been a top-down activity; villagers have not traditionally been consulted 
or played any other role in the planning or inplementation of project
 
activity:while the country has a 
multi-tiered governmnt structure in place 
(central, kabupaten, kocamatan, and desa), the center has maintained oontrol 
over most project approval (a kecamatan - romundeod project will rarely be 
approved unless it fits central government project concepts). 
It has also been the tradition for goverrment to work with the progressive
 
rural people and 
not the pooror swpocnts of society,:'.c., even if a project 
were generated at the desa level, it would probably not be approved unless 

Itfitn existing govorlmant initiatives. 

Historical patterns of t mort dmcribod above arc not easily 
chard. Central govoermont bureawucracies only reluctantly, give up powar 
and control to others; those wacuat=aWd to such power and oontrol will 
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resist changes in the patterns that they have established, and the rural 
poor. unaocuntuied to being consulted on anything, will initially have 
little to say. 

In short, the tendency will be to resort to the old way of doingthings. But if POP is to succeed, these tendencies must be resisted. These
historical patterns probably pose the greatest challenge of all to the 
success of PDP. 

LFARNING EXPERIENCE 

At this point, PDP should be viewed as a learning experience and not 
as a goverrment program with the primary purpose of delivering services 
to the people. The real question is whether the way can be found to 
overm the historical patterns outlined above. As a learning experience,

POP has a 
set of responsibilities to communicate what is being learned
 
to a large audience of interested parties; 
a responsibility which to date it 
has not effectively assumed.
 

A9 a learning explrience, PDP must experiment with new approaches and

learn what is likely to work and what is 
 not. More experimentation is neseded 
than has been demonstrated to date, but this will only happen if p andUSAID offer positive incentives for experimentation rather than the essentially
negative incentives that have been offered to date. Insistence on
provision of dotaIled documi 

the 
tation for what is going to ocur in an

exprjimntal program and threats to withhold monies to pay for programs 
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until positive results are observed are examples of these negative 

incentives.
 

TIMNG CONSIDERATIONS 

A question given much attention by the evaluation team was: how auch time 
will it take to give PDP a reasonable opportunity to succeed and to make
 
a deteminaion of whether it 
 will or not? Fbr Central Java, we believe
 
the bottcm-up planning will only 
start to be manifested in the DIPS prepared 
for 1980/81. We believe that a determination of PDP's chances for success
 
can only be determined after an assessment 
is made of the inplementation
 
efforts following two more budgetary cycles. 
 Since 1980/81 monies are
 
unlikely to be released until the summer 
of 1981 and the results not
 
evaluated until the following 
summer, our criteria would suggest that a
 
final determination on PDP in Central Java cannot be made until the 
summer
 
of 1984. Aceh is 
 at least a year behind Central Java in terms of the overall
 
PDP strategy; which means 
 that an assessment of the probabilities for success
 

should not occur until the 
summer of 1985.
 
The evaluation team is aware of how 
 far away those dates are and the 

problem of continuing the PDP effort until then. Our conclusion nevertheless 
is that if POP is to be given a fair chatce to su=*W, it shaud be actmnsI 

to those dates. 

STAFFING STRATEGIES 

Over the next few ymrs, various kinds of very specific tehnical sqartim 
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will be called for in FDP I; ell as other PDpas areas. Ideally, long
term specialists with both the technical training and Lkmrnesian experience could
be fouwd to satisfy these needs. Realistically speaking, a omprofdse will 
have to be node between technical competence and familiarity with the 
Indonesian setting. We recommend that the compromise be made in favor of
short term personnel with the highest possible oonpetence level. Indonesia 

too far advancedis to settle for anything but the best in technical skills. 
The implications of such a cczpromise is that the long term expatriates

will have to spend a considerable amount of time as educators of these
specialists and as an intermediary between these specialists and their 
Indonesian counterparts. We reoom1end this solution. Of course, to the 
extent that technicians can be shared among PDP provinces, the need for 
ompromise will be reduced. 

STAFFiNo NEEDS 1) 

In Central Java, we feel that it is essential that the existing longterm staffing pattern be continued for the indefinite future. IUediately,
this will call for the reneml fo the Public works/Agriculture Advisorts contract
and the recruitment of a new 3ll Industries Specialist. It shold be noted 
that thue to, along with the continuation of the team leader in Central 
Java,will cotttut. the areainiian needed to carry on the program in the
existing five abuAten. In this regard, it nhould be remembered that the
full-time 00 PCP Project Director will be replaced by the Vice-chairmn. 

for~a oolt ~ si fsafn roccamwKationso a Annex P. 



- 68 

of the BAPPEA next imnth. Because of other pressing responsibilities, that 

means that the raw GOI PDP Director will serve in that function only part
 

time.
 

In Aceh, the situation is somewhat different. 7he program is only
 
operating in 2 kabupaten, but they are separated by a distance that takes
 

12 hours to cover by jeep when the roads are in good condlition. At present, 
only one expatriate advisor is in Aceh. We reccmmed that consideration be
 
given to hiring a second long-term advisor to be located in Aoeh; 
 Barat. 

This Advisor should be a rural development specialist and he should work full
time at the kabupaten level. The need for expatriate advisors in both 
kabupaten is heightered by our recommendation that five short term technicians 

should be brought in soon.
 

As in Central Java, we believe that even with this complement of 
foreign personnel, it will be hard to provide an adequate service to the tw
 

kabupaten now being served. 
 In the case of both provinoes, it should be 
O taited that activities for monitoring the inlementation of sub-projects 
is only now getting underway, and that these monitoring demands will increase 

as the number of sub-projects being implemented is increased. 

The above points have broader inplications. We do not believe that 

the coverage of PDP can be effectively expanded into other kabupatons unless 

additionalpersonnel are hired. While existing PDP staffing can help plan the 

eanuion, more expatriate advisors will be needed to ivplmat the expansion 

efforts. 
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WIDENED AWARENESS OFWIAT IS HAPPENING 

It is understood that the POP program is intended to fill gaps not
 
overed by other governmnt programs and the private sector. 
 In order to know 

what gaps to fill and how best to fill them, it is essential that the POP
 
staff have a oaqprehensjve understanding of other development efforts
 
being implemented in their provinces and other development program that might 
be attracted into their provinces. The BAPPMAs are supposed to this
 
information 
because it is their responsibility to oordinate developrnt
 
activities in 
 their provinces. It is recmended that our tem loaders 
spend saw time with the BAPPEDAs familiarizing themselves with these other
 
activities.
 

TOWARDS SELF-SUSTAINING PDP ACTIVITIES 

Ultimately, PDP will not succeed unless critical activities are oontinMd 
after foreign assistance is witxdrawn. This has several Iplications. Firstly, 
the sub-projects launched with credit or grants mst become self-sustaining.
 
For this to happen, it is essential that a 
number of PDP personnel now being
 
paid for out of the LSAID loan be integrated 
into the Indonesian structure. 
Because of the budgetary and munpwr iplications of this for the 
Imdcmnuian n'rrment, work on this matter should start immediately. Another 
positive stop that could be taken inmWiately would be to dovplop fevwni 
Whereby all existing and planned credit programs are made into revolving 

Operations. 
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DAZ NAAGCEN4T/ORGANZITTO 

The move of the PDP I Cief of Party from Semarang to Jakarta should 
inprove omunications within the PDP I tsam, aunug all PDP teams, betimen
 
AID and PDP I and between GOI and PDP I. 
 It will, W , nevercessitate
 
working out relationships between 
 the POP I Cief vf party and the sub-tom 
leaders in Aceh and Saearang.
 

With the broadened duties of the Chief of Party that expand beyond his 
PDP assignment, he will have to give up much of his otrol over PDP 
activities. Indeed, his press of other business will force him into a role 
of largely being an intenmediary for his field teams. Much of the decision
making will now be in the hands of the sub-team leaders. The evaluation teen 
has no problem with this change. It has confidence in the judgment of the 
sub-towm leaders and believe that the required independence will be good 

for POP I. 


