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INTRODUCTION

Background

The purpose of evaluation in AID is to provide information on
project and program performance to decisiommakers. In recent years,
the concern with channeling project performance information to decision-
makers has increased considerably. Pressures for increased information
stem, in part, from three developments.

Shrinking Resources Limitations on resource availability require
that resources have maximum impact at minimum cost. Within AID,
there have been increasing requests for information on ways to
maximize impact with available resources and on the efficacy and
costs of alternative development strategies.

Questioning of AID's Impact Both foreign aid advocates and critics
alike have raised questions concerning the impact of AlID-assisted
projects on beneficiaries and AID's Tonger term contribution to
institution building and human resource development. Thus, project
performance information is increasingly sought and used to provide
evidence of program impact and effectiveness and to present more
persuasive justifications for various programs and funding levels.

Concern with Learning the Lessons of Development Concerns have
been raised that AID is not learning from past mistakes or building
on clear successes. Project designers and project officers are now
increasingly asking "what works?" and requesting information that
identifies project and program elements critical for success.

A1l of these developments have presented a single challenge to AID
-- the challenge of providing concise, timely, and accurate information
on project performance to decisionmakers.

The Asia Bureau has tended to approach this challenge primarily
through two means.

One approach has been through the use of the ST/DIU data base (DIS
-Development Information System) which provides abstracts of all project
or program evaluations. The other more common approach is the ad hoc use
of a single, recent evaluation for guidance in decisiommaking concerning
the future of an individual project.



For reasons too well known to need discussion here, both of these
approaches have particular deficiencies. In short, the use of the
ST/DIU data base frequently results in an abundance of irrelevant information,
while the use of single evaluations for decisiommaking fails to provide
a broader contextual or comparative perspective concerning project
impact and effectiveness.

Thus far there has been no systematic attempt to compile project
performance information for decisiormakers in a way that represents the
middle ground between these two approaches. This compilation of avaluation
summaries is an effort to begin to address this need.

Purpose This volume is a compilation of summaries of 50 evaluations and
stu51es conducted for the Asia Bureau between 1978 and 1980. The purpose
of bringing together summaries of recent evaluations is to provide
concise and accurate information on project performance t¢ Asia Bureau
decisiormakers at all levels -- from project designers and project and
program officers in'the missions, to project reviewers and senjor
decision and policymakers in Washington.

Contents The summaries are arranged by sector so that needed information
on recent experience in any one particular functional area can be
quickly reviewed. In addition, for each evaluation summary, a project
identification data sheet has also been prepared in order to bring
together essential project information. The summaries are bound with
Toose-Teaf rings so that copies of the material from individual sectors
can be made available to technical and project officers responsible for
that sector, while the entire collection can be used by program and
policy planning offices. Copies of the full reports are available for
consultation from the Asia Bureau Office of Development Planning (Room
3208 NS) or can be ordered from ST/DIU.

Assembling this first collection proved more difficult and the
present result less satisfactory than originally anticipated for a
number of reasons. First, the summaries included here are not "executive
summaries." At the time the 1978-1980 evaluations were undertaken,
there was no requirement in the Asia Bureau, as there is at the present
time, for evaluation reports to include executive summaries. Each
report, therefore, had to be reviewed individually to extract the information
which most closely approximated an executive summary. Unfortunately, in
many cases, even the pages extracted still do not present a self-contained
overview given the loose organization of some of the reports in question.
Second, mary of the evaluations undertaken during this time period do
not provide quantitative or qualitative data on issues of current concern
to decisiommakers: impact on beneficiaries, institution building, human
resource development or technology transfer. Finally, few summaries
address the policy implications of the conclusions reached nor identify



specific elements of project or program design and implementation that

are critical to project outcome. All of the above categories of information
are particularly useful -- if not essential -- at various levels of
decisiommaking.

Despite these deficiencies, it is still hoped that this initial
compilation will provide useful evaluation findings on recent AID-assisted
projects - especially to those involved in project design and review.

The deficiencies of the summaries, moreover, underscore the importance

of the Asia Bureau guidance {conveyed to Asia Missions via State 63232,
attached, and re-emphasized during the 1981 Asia Bureau Evaluation
Workshops) that, to facilitate distribution and broaden utilization, all
evaluation reports should include a two-page executive summary, followed
by a succinct statement of major conclusions and recommendations. This
guidance has been supported by all Asia Missions. To facilitate adherence
to this guidance, a sample format for the executive summary, project
identification data sheet, and conclusions and recommendations has been
developed by the Asia Bureau and is attached to this repori. Cluser
adherence to the recommended format will permit the Asia Bureau to make
more thorough summaries and concise conclusions of Asia Bureau evaluations
available to all missions and bureau offices in the future.
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FACESHEET FOR SPECIAL EVALUATION

\. .

1. BAS{C PROJECT IDENTIFICATION DATA .

A. Country B. Project Title C. Project Numbar :J :cﬂvc Life of Project:

‘ rovement Research Centet - Project Agreament Signed Fy .74 __

orea crops Imp not stated 2. Approved Project Complation Date (PACD) Fy 78*

b_ (CIRC) Project
Life of Project Funding

N 1. AID: (Loan or Grant) $5’000’000 (1974)

Tther Donur
1ost Country Counterpart Funds .
TOTAL 8.

F. Responsible Mission Officials

1. Mission Director

2. Project Offcers (Nama, Position)
3. Other

not stated

G. Project Design :
1. In-House (Name, Posltion)

- not stated

2. Contractor {Nemns, Firm, Contract Ho.)

H. Implementstion

1. Hoat Country Agency(ies)

Office of Rural Development (Ministry of Agricultur
and Forestry), as well as CIRC

2. Contractor {Name, Firm, Contract No.)

not stated |

not stated

). Previous Evaluations {Include Title, Type and Date)

not stated

I1. BASIC EVALUATION DATA

A. Evslustion Title
Evaluation of AID Loan

489-T-088

8. Evslustion Date

June 6, 1978

C. Type of Evalustion

on going project

O. Projsct Period Covarad by Evaiustion

R . Evaluation Cost
‘@,. Diract Hire not stated
* travel
per dism
.. Contrect
3. Other

TOTAL ¢

F. Purposa(s) of Evalustion

(SEE attached sheet)

G. Initiated By

not stated

H. Evalustion Team Compotttion
1. Direct Hire

8. Name b. Present Position

Dr. R. Desrosiers, USAID Ret.
Dr. K. Kopf, USAID Ret.
.Dr. J.M. Yohe, AID/Washington
2. Contrsct: &. Name of Organization (if any)

¢ © Namel(s) of Persons

LT p——

C. Aree of Expertise

b. Contract No.

d. Area(s) of Expertise

I. Other Responsible AID end Host Country | 3. Evalustion Coordinator
Fersannel {Nems, Posttion) 1y311iam E. Paupe, USAID/X
Neboysha R. Brashich, Program Officer, Ed Elonsture
Gales, Chief, Office of Development Loans
SATD/K. Also, Dr. Kim, In Hwan, Director| Tveed Name
j al, ORD. Mr. Shin, Dong Wan, Director, poriion
/ Dr. Paul C. Lippold, Co-Director, CIHC.
Mr. Kim, Joon, Director, Saemaul Leaders Dete

ASIA/DP/E: 8/80 Training Institute



Evaluation of AID Loan 489-T-088 page two

F. Purpose: Assess the USAID loan in increasing the quality of life
through increases in crop production as well as farmers' incomes.
Purpose(s) of the evaluation are to describe major accomplishments of CIRC
project and the Office of Rural Development (ORD's ) major goals, weaknesses,
and problems, with an eye toward the imminent ending of foreign assistance.

* Project Activity Completion Date ry /8 according to page 15. However
page 77, authors state that the current AID Loan is scheduled to terminate
on September 30, 1980.



V. RECOMMENDATIONS

Iniprove the salaries of research personnel to make them
competitive with those paid to university staff of comparable
status. This should have the highest priority possible.

Revise the personnel system of ORD to provide two parallel -
ladders for advancement, one for active research wquera and
the other for management. The system should provide for the
advancement of research workers to grades and salaries equal
to those of management personnel.

Start an all-out program for the training of research personnel
in the use of the.-English.langua.ge, beginning with people newly-
inducted into the ORD Service.

Start a crash program for the trai.ning of subjeci;-m‘atter special-
ists in plant pathology and entomblogy in order to alleviate
critical shortages in these specialities. Pr‘ovide for wider
cooperation at the project level between discipline and crop-
c;riented scientists,

Provide for a ce;ztralized biometrics unit which: (1) will supply
advice anci assista!;ce to all research workers on design, data
c‘olle,ction, and interpretation of the results of the experiments,

4

“and (2) will provide a computerized data analysis service.

- 85 -



Provide for the close coordination of all ORD libraries under
the leadershiy; of the central ORD library facility and providF
an adequate and guaranteed budget to ensure the exchange of -
knowledge within ORD.

Orga;nize the management of several support service facilities
(library, centralized biometrics /computer aervi;:e unit and
centralized laboratory) under the offic-:e of the Deputy Director
General,

ORD budget be increased by December, 1978. to include CIRC
supplementary budget for research, apartment house operation
as appropriate, and cover salaries and administrative costs of
CIRC.supplementary personnel ap];ointed and regularized to full
ORD status. .

Continued emphasis should be placed on soybeans and potatoes.
The ;;rogram on soyheans has not been .emphasized' within ORD
to the degree of its importance as a food crop im the country.
The cropping systems activity -should be formally established
i ORD as a soction within the Research Bureau or as a
Division in the Crop Experiment Station.

;I'he reinaining recommendationa— of the KASS Report pertaining
to li\.'eatock improvement in Korea, with assistance from ORD,

should be implemented.

- 86 -



Korea should be recognized as a middle-income country that
can now assist developing countries in some technical fields.
Korea should seek participation in the Title XII Program on
an innovative triangular cooperation basis involving institutions
in the United States, Korea and other LDCs. This proposal
should be presented to the BIFAD Board. i
All I.D. Committee deliberations must be preaented m both
Englin'h and Korean, or else the contribution of the expert
consultants may be losrx. ‘

All CIRC research program changes after I.D. meetings a.nd
steering cornmittee approval should be approved through the
respective I.D, Committees.

Upon termination of this project, CIRC personnel should be

regularized and given permanent status. All research projects

should also be continued by the ROKG,

- 87 &+ ...



THE INTEGRATED CEREALS PROJECT
- NEPAL -

Raport
of
Mid-term Eveluation

October - November, 1979



AID.TASIA™
: : FACESHEET FOR SPECIAL EVALUATION

' 1. BASIC PROJECT IDENTIFICATION DATA

A, Country B. Project Title C. Project idurper D. Active Lifs of Project:
1. Project Agreement Signed FY 76
PAL Integrated Cereals Project not stated 2. Approved Project Contplation Date (PACD) FY
E. Lile of Project Funding F. Responsible Mission Officlals .
/ 1D: (Losn or Grant) ?’ 699, 000* 1. Mission Director not stated
' ther Donor 2, Project Officers (Namu, Position)
3. Host Country Counterpart Funds ; 3. Qther
TOTAL $__ -
*Budgeted for 1st 3 years of 5 year project
G. Project Design H. Implamentstion
1. In-Heuse (Name, Position) 1. Host Country Agency(ies)
: not stated Ministry of Food and Agriculture (MFA)
2. Contractor (Nasme, Firm, Contract No.) 2, Cantractor {Fisme, Fien, Contraer; No.)
not sta ted not stated

§. Previous Evaluations (Include Title, Type and Date)

1977 and 1978 annual reviews

2

11. BASIC EVALUATION DATA

A, Evsluasion Title B. Evalustion Date C. Type of )é\‘r.a—l-_unlon . D. Project Period Coverad by Evaluation
INTEGRATED CEREALS (Oct 22-Nov. 2)

PROJECT -NEPAL- Oct-Nov. 1979 Mid-term (3rd vear 9/76-9/79
of 5 year project)

AEvaluation Cost F. Purposa(s) of Evaluation G. Initiated By

“irect Hirs NOt Stated

travel

~ - o. perdism (SEE attached sheet) not stated

2, Contract
3. Other

TOTAL § .

H. Evslustion Team Composttion
1. Direct Hire
a. Name b. Present Position €. Ares of Expertive

D.R. Pickett, Agriculture Officer, USAID/N
Jack Ryan, Assistant Program Officer, USAID/N

... 2. Contrect: 8. Name of Organization (if any) b. Contract No.
ADS: Tnati .
Eg?mul%ﬂ%ginﬁn\%gf%}ment Service (SEE attached sheet)
¢ © Namals) of Perrons d. Area(s) of Expertise
»
I. Other Responsibis AID and Host Country N [ 9. Evaluation Coordinator
Personnal (Name, Position)
D.R. Pickett, Ag. Officer, USAID/N Bignature
Tack Ry 31 i
\ID;;n, Assistant Program Officer, Typed Nees
I / Poshtion
S.B. Nepali, Director General, Department
L3 - . mt.
. of Agriculture and Project Director

ASIA/DP/E: /80 __



| Integrated Cereals Project-Nepal- page two

F. Purpose: The current evaluation concentrated more attention on technical
aspects of the project with less consideration of operational matters. It
measures current progress toward project objectives: 1) cropping systems
research, 2) national rice improvement program, 3) national maize drvelopment
program, 4) national wheat development program.

H. Evaluation Team Composition:
HMG

K.P. Khatri, Ministry of Finance .

Jagdish Upadhyaya, Planning Commission’

B.K. Thapa, AIC ’

S.B. Nepali, Director General, Department of Agriculture, and Project Director
A.M. Pradhanang, Deputy Director General, Crop Science

A.N. Bhattarai, Deputy Director General, Extension and Training

International Institutes

E.E. Saari, CIMMYT Regional Wheat Representative, Cairo -
T. Izuno, CIMMYT Regional Maize Representative, New Delhi A
H.G. Zandstra, IRRI, Head Cropping Systems Program, Los Banos

JADS

D.S. Athwal, Program Officer, New York

A.l. Moseman, Representative, New York, Review Team Leader

C.C. Gray III, Assoc. Director for Agricultural Sciences, The Rockefeller
Foundation, New York

W.H. Freeman, ICP Project Supervisor, Kathmandu



SUMMARY AND RECOMMENDATIONS

Agriculture in Repal provides about 66 percent of the gross national
product and T5 percent of the export earnings for the Kingdom. Approxi-
mately 94 percent of the 13 million people of Nepel depend on agriculture
for their livelihood. .

An estimated 60 percent of Nepal's population resides in the Hills,
on small farms that are intensively cultivated for a subsistence-=level
production. Farmers are now extracting a maximum output f_-om their land,
labor and other input resources. Production of food grains and other
agricultural products in Nepel has been increased in the past through
expension of acreage, primarily in the Terai but also in the HEills. The
latter has caused serious deterioration of the nation's agricultural
resource base, through excessive deforestation, accelerated erosion, and
irreparable damage to the already limited arabls soils resource base.

Agricultural productivity in Nepal, as measured in terms of ylelds per
hectare, is declining for a number of major crops. It has become clearly
evident in the past decade that improved production technology must be
utilized if Nepal is to meet future needs for food grains and Jther agri-
cultural commodities. This i3 true for the Terai as well as for the Hills,

Agriculture in the Hills of Nepal presents formidable limitations to
improvement because of the varied and complex growing conditions. The
numerous microclimates—with highly variable soil, moisture, temperature,
and solar combinations prevailing within small farming areas—-requires new
Production technology specifically suited to each farming site. This limits
the usefullness of technology introduced from external sources, whether from
international agricultural research centers or from neighboiing countries.

Nepal has no alternative other than to establish a strong national
capability for modern agricultural research, to generate a continuous supply
of improved technology that will increase output from present arable lands.
This was recognized in the planning of the Integrated Cereals Project (ICP)
by His MajJesty's Government (EMG) and USAID in 1973-75. In view of the
need to improve production in the Hills the ICP is set up on a "farming
systems"” approach, to develop technology that will provide the fine tuning
for already intensive farming practices. The Project is designed to work
closely with farmers, to develop a better understanding of the biological,
economic, and social constraints, in order better to Plan research and
develop technology to fit what farmers need, want, and can use.

Of the five cropping systems research sites that have been established
four are in Hill areas, at Khandbari, Lele, Pumdi Bhumdi, and .Chauri Jahari.
The fifth, at Sukchaine and Dhobini, is in Parsi District in the Terai.
This is consistent with the strong emphasis by HMG in recent years to
,improve productivity and levels of living for the 60 percent of the nation's
Deople that live in the Hills.



The ICP is strongiy production oriented, with at.,e'ntion to the genera-
tion of technology; its verification, %testing and sdaptation at the five
cropping -systems research sites, and evaluation--witia cooperating farmers—
in farmers' fields.

A major continuing deficiency in Nepal's agricultural research capa=~
bility is the lack of experiment station facilities in the Hills. The four
cropping systems research sites are helping to f£ill this gap, by furnishing
an essential lirnr in the process of evaluating and fitting new technology
to the numerous agroclimatic conditions in the Hills.

The pregent evaluation of the ICP is essentially the mid-term review,
in the third year of the five year term project. Considerable progress has
been made in devaloping facilities, training menpower, staffing, establishing
the cropping systems sites, and in realigning research objectives. The cur-
rent evaluation, therefore, concentrated more attention on technical aspects
of the project, with less consideration of operationali matters.

The members and key participants in the review are listed in APPENDIX I,
and the schedule of visits is presented i. APPENDIX II. 4

[4
H

1. Current Status——Progress Toward Project Goals

The ICP has been under way for only three years, a brief period in
Which to put into operation a system that is nationwide in scope and that
embraces all functuions from the research to produce new technology through
its verification and adaptation to ensure its value and acceptability by
farmers. This mid-term review of the Project took into account the magni-
tude of the task of putting together the staff, facilities, operational
concepts and procedures, geographical linkages, and the multidisciplinary
and multi-institutional relationships that must combine into a working
system. The review also considered the soundness of the basic concept——
to integrate attention to major commodity improvement progreams and a more
comprehensive farming systems approach.

Substantial progress has been made in establishing facilities and the
five cropping system sites——which have been operating for two years——and
the Project is beginning to function as the continuum that was intended. A
minimum of three to four years is necessary to develop improved technology
and to test its adaptation to specific farming conditions, to ensure that
the new technology can be depended upon to improve productivity with zdnfi-
mum risks to farmers. The confidence of farmers in the new technology
offered to them is critical not only to the ICP but, more important, to
the EMG. .

The concentration on the farming systems resecarch and informativz base

as the central point for identifying the kinds of new technology tkat will
be useful--and for furnishing well tested, reliable materials and practices



* %o those responsible for extension--is & system that was conceived for Nepal.
It is unique in agricultural development, and results to date provide assur-
ance that the system will be effective. The studies on physicael and socin-
economic environments of the sites have led to land use classitication
within the sites that relates clearly to variations in farmers' cropping
practices. This clessification, together with the growing understanding

of exdsting cropping patterns, their productivity, management practices

used by farmers, and the potentials and constraints for use of improved
technology,” furnishes a base for agricultural growth and for accelerated
production programs hitherto not available in Nepal.

There are continuing constraints with respect to manpower, the estab-
lishment of the cropping systems research in the institutional structure of
the DOA to ensure its stability and Permanence, and the inadequate research
attention to improvement of varieties and production practices for crops
such as grain legumes, oilseeds, finger millet, barley, potatoes, and others.
Hovever, the cropping systems component of the ICP is well launched, it is
becoming the focal point for guiding the development and use of improved
technology--as was intended——and it should be of increasing benefit to
Nepal's agricultural development from this point onward. :

The national commodity ress=arch and development programs for rice,
maize and wheat have been strengthened substantially during the three Years
of the project. Facilities at the respective central research stations are
coming up reasonably well on schedule end the improved multidisciplinary
staff teams are producing research results that are markedly superior to
those of only two years ago.

Four new rice varieties, ranging in maturity from 110 to 140 days
offer greater potential for yleld, disease resistance, and insect resis-
tance than varieties now growm by farmers. Expanded breeding and testing
Programs for temperate zone rice varieties appear especially encouraging in
providing new varieties for the Hills. The review team observed substantial
spread of new rice varieties, not only in the Terail but also in the valleys
and Bill locaticis between Bhairawa and Pokhara. The farmer field trials,
cropping systems site research, end the minikits (aistributed in 1979 to
3200 farmers), have combined to accelerate farmer interest and use of the
new varieties.

The national maize program has been strengthened appreciably with
improved facilities and manpower. Constraints persist with respect to com-
Pletion of the laboratory bullding, staff housing, irrigation and Arinking
vater supplies at Rempur—-but good work is going on. There is a recognized
need for shorter duration varieties and the task of breeding for resistance
to dowry mildew and other destructive diseasas is being emphasized. Research
on production practices is showing that a 45 to 90 Kg. ~oplication of nitro-
gen is sufficient and that the maize crcp generally does not respond to
Phosphorus and potash applications during the Kharif season. Phosphorus is
not needed for the Kharif maized crop, and potash is also unnecessary. The
maize minikit program appears to be particularly well conceived and operated,
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and the response from .armers is exceptionally good, w.th TO percent or
more of the farmers reporting back on their evaluation of the improved
technology distributed in the minikits.

Wheat production hes essentially doubled in Nepal in the past decade.
from 233,000 metric tons ten yeers ago to the estimated current production
of 454,000 metric tonms. However, this results from expansion of acresage,
and ylelds per hectare have remained low and relatively constant at about
1.2 tons over this ten year period. The introduction of early, disease
resistant varieties has permitted expsnsion of the wheat area, particularly
in the Teral where farmers sow wheat after the rice crop is harvested in
October or November. One factcr, however, that contributes to the constant
low yield of wheat is the frequently delayed planting of the crop when rice .
harvest is late. It has been determined that wheat yields are reduced by
about 20 percent if sowing is delayed to Decmeber 15 and by as much as 50
percent if sowing occurs on December 30.

There is an urgent need for further strengthening of the wheat research
Program to meet well recognized and pParticularly stubborn constraints to
production. The high sterility of the wheat crop in the Eastern Tersi per-
sists and is particularly damaging to the improved variety NL 30. The
causal factors are not understood and must be tackled through more intensive,
multidisciplinary team investigations. The discovery of the Karnal “yup*
disease in the Western and Far Western Terai in 1979 poses a new serious
threat to wheat production in Nepal since the variety UP 262 and many other
Promising new varieties are succeptible to the diseuge.

Progress in selecting varieties better suited to the Hills has been
limited due to the lack of suitable research station facilities in the Hills.
vhere selections can be made. This constraint is not unique to wheat but
continues to limit effective development of improved crop varieties and
management prectices also for rice, maize and the numerous other crops
important to Hill farmers.

In summary, the review team found the status of the program and the
progress toward project goals to be good. The generation of new technology,
its evaluation through the nev.ly established cropping systems gites, and
the potential extension of adapted, reliable new technology into appropriate
channels for prompt farm use iz becoming systematized to a degree that is
very satisfactory for a project in the third Year of operation. There are
still growing pains and constraints but none that are uwnususl or that would
be difficult to resolve. The base is being well established for a system
that will be increasingly beneficial to agricultural production in Nepal
in the next two years of duration of the project and that hopefully will
provide for an expanded pProgram to serve farmers throughout Nepal more
effectively in succeeding Years. .

2. Recommended Immediate Emphasis of the Project

It i3 recognized that a period of five years, the time span of the ICP,
is an inadaquate period for establishing a fully operative and well staffed
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research and development system. The term required for training and
building a complement of qualified multidiseiplinary manpower usually
extends over 10 years or more. The information that is béing developed
through the cropping systems research sites is indicative but not suffi-
ciently replicated over time to be fully reliable. At least two to three
more years of results will be needed to build a base for recommendations
with reasonable confidence.

Althodéh the technology evaluation process is still in the develop-
ment and early maturity stage the review team and ICP personnel are aware
that there i3 urgent need to utilize the best information and materials now -
available to support efforts to increase Nepal's food grain production.

The limited pre-monsocon sbowers and subsequent light monsoon in 1979 have
caused zevious food grain deficits. As EMG moves forward with accelerated
crop production programs in the 1979-80 crop seasons the ICP should be
expected to be involved in a supporting role to the agencies responsible
for the production campaigns.

The report of the review team presents information on somq;of the types
of technology inputs that might be furnishcd by the respective rice, maize
and wheat research programs end through the cropping systems sites. The -
early use and application of technology that is still in the evaluetion and
verification stage--with respect to specific farming conditions--presents
some risk, but risk that would be Justified under the current critical food
supply situatiom.

3. Future Directions of the Project

Many of the substantial investments to improve agriculture in Nepal
during the past 25 years, by EMG and externmal agencies, have not had the
impact or continuing benefits anticipated because the individual projects
vere not covered into the institutional structure of Nepal. Also, projects
tended to te established and operated at a funding level that could not be
continued with HMG resources as external support was diminished and withdrawm.

The review team feels that the ICP is conceptually sound, well designed
to meet Fepal's unusually complex and varied farming conditions, and should
be seriously considered ss a continuing base for agricultural technology
generation and use. The current project will conclude its five yenr term
in 1981. In ordsr to ensure meximm effective continuity of a program for
improving farming systems and Productivity in Nepal through a sound,
technology-based system it woulid be desirable for attention to be glven .
Promptly, jointly by EMG and USAID, to actions to be taken to ensure effec-
tive continuity of activities along the lines of the ICP.

4. Recommendations

The review report identifies a number of censtraints to the Project as
well as opportunities for redirection of research and accelerating the
impact of the ICP on agricultural production in Nepal. The following actions
should be considersd for Priority attention:
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a. Actions should be taken to bring the ICP to its intended
level of effective operaticn by expediting construction of facile
ities, the scheduling of manpower development, and provision of
permanent EMG staffing for the project.

b. Give sepcial emphasis to the strengthening of the Cropping
Systems Research Program (CSRP) at the five sites now estab-
lished, to further improve the procedures for testing and
adapting new technology to ensure its suitability for different
agroclimatic situations and acceptance by farmers. The possi-
bility of adding a new cropping systems field site in the
Inner Teral, in the Chitwan Valley, also should be explored.

¢. Expand the CSRP by establishing more effective linkeges
with sclected area development projects, such as those at Lumle,
Pakhribas, Gandaki, Janakpur, and others.

d. Expand the studies on soil fertility and agronomic research
in the CSRP to relate fertilizer use more precisely to site
requirements and to efficient fertility management in various
cropping sequences.

e. Include attention to livestock in a broader approach to
farming systems research, recognizing that animels are an inte-
gre.% component in farming throughout Repal.

9

£.” Set up a national coordinated Farming Systems Research
Program (as a successor to the CSRP) with the same permenence
as the national commodity research programs, with full-time
coordinating leadership and full-time, permanent positions for
the staff.

8. Give attention to reseerch for improving varieties and pro-
ducticn practices for barley, millets, grain legumes, oilseeds,
potatoes, and other crops that are important in cropping systems
in different areas of Nepal.

h. Concentrate greater attention on pllot production programs

in a few sclected farming areas, to determine the potentials for
new technology to increase production and to galn further experi-
ence in working relationships with farmers, Regional Directors,
DADO's, the AIC, ADB, AMS, TAAS and other concerned agencies.

1. Consolidate the information and experience of the ICP, and
especially the CSRP site results, to furnish the Lase for
accelerated crop production’ programs.

J. Flace increased emphagis, and support, on the recent initia-
tives by the rice, maize, and wheat programs to develop varieties
better sulted to temperate zone conditions and to the various
microclimetes of the Hills.
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k. Develop multipurpose regional stations for breeding, selec-
tion, and critical evaluation of new varieties and production
practices for rice, maize and wheat, to serve farmers in the
Hills. Guidence with respect to needs and potential sites is
furnished in the report "A Study of Hill Agriculture in Nepal,"
of November 197k.

1. Continue to develop the interactions and cooperestion betwern
the CSRP, the National Commodity Programs, and the Discipline
Divisions of the Department of Agriculture to maximize cross
references with respect to critical problems and to new tech-
nology developments.

m. Strengthen those aspects of the national commodity programs
as reguired to tackle continuing stubbornm, high priority con-
straints, including the high sterility of wheat in the Eastern
Teral, the threat of Karnal bunt of wheat, the downy mildew and
other diseases of maize, and other problems as identified in the
review report. :
n. Take positive steps to ensure close collaboration with the
Seed Production and Input Storage Project that is being a=tab-
lished in the AIC, to ensure expeditious production of high
quality seed of improved crop varieties adapted to the various
farming areas of Nepal. )

0. Arrange for prompt Joint consideration, by appropriate rep-
resentatives of the HMG and USAID, of actions to be taken for
continuation of the ICP, with such modifications as may be
desirable, to ensure maximum benefits from the experience and
investments in strengthening Nepal's capabilities for technology-
based agricultural development.

P. Give further careful consideration to the establishment of a
Nepal Council for Agricultural Research, to provide the kind of
national institutional capability that is serving effectively for
agriculti:al development in India, Indonesia, the Philippines and
other countries of Asia. These organizations provide for active
involvement of all agencies concerned with agricultural development
in the planning, implementation, and evaluation of research to
increase agricultural production, and its prompt and effactive use
by farmers.
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e Sumuar

A.1.D. Loan 492-T-039 provided $5,0 million to asgist in part

financing of infrastructuce, research equipment, refexences,

research capability at 4 of 17 identified research centers.

ial
training

and-technical assistdnce to help improve and expand indigenous
The

Philippine Council for Agriculture and Resuurces Research (PCARR)

in the implcmenting agencye

Although jmplementation of the project wWus retarded during the first
1.5 years, the rate of fmpleuentation has accelerated and the overall

level of accomplishument is now 83 percent (Table 1).

Table 1. Loan 1 Overell Accouplishment *

Cost % Percent
(In of of Overall
Millica) Loan Accomplish- Accomplish-
) ment ment
1) Infrastructure 2,25 45 100 )
2) Equipment 1.41 29 95 )
3) Manpower
a) In-country 0.44 9 100 )
b) International 0.56 11 37 ) 83%
4) Technical
Assistance 0.30 6 23 )
5) Uncom:i::ail/ 4 - -
$5.00 100

1/ 7o be committed for additional equipments

% Accrued expenditure basis.
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Only the wuteowitional traiuing and the teclinical assistance components
remain seriously ovcliind schedule at this time. However, as a result

of the development of program guidelines for the use of Technical Assistance,
it appears likely that the remaining funds in that cowponent can be used

as designed. The vutlook for utllizing the international training funds
remains pnor unless the GOP procedures can be modificd to reflect current
costs,. Eoprogramning of some funds is uunder discussion.

netails as to the svatus of project inputs are as follows:

A. Infrastructure

1. Loan financed - Beimbursement of $2,194,399 has been made for
92 units completed with 2 units cligible for reimbursement of
$55,050 now 987 complete. Overall completion is 99..

2, GOP Finaaced - P19.44 million of $52,16 million scheduled for
support of infrastructure has been disbursed; P24,99 million
is under coustruction and P5.31 million bidded and/or ready for
constructicn.

3. Of the total infrastructure scheduled aL an estimated cost of
P68.96 willion (appronimately $9.32 million), 89% has been
completed and/or is under construction,

B, Equipment

1, Loan Financed - of $1,410 millicon allocated for commodity
procurement, $1.404 million or 997, has been committed in contracts,
Approximately $1.28 million of equipment has been delivered to
Manila and research centers with additional items in transit,

2. GOP Financed - 82% of the P4.69 million allocated has been used,
The $0,.864 million balance still subject to bidding is awaiting
the release of funds,

C. Manpower Devezlopment
1. In-country Academic

Of the $440,000 scheduled, all has been committed to training of
~, 26 Ph,D, and 106 M.S. candidates, There will be a shortfall of
'( approximatecly $76,369 as a result of increased costs. It is

anticipated this will be made up from uncommitted funds in the

international training component,
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111,

2. Internatiuv.aal lradaing

~Gf the $566,000 scheduled for Ph.D., refresher/upgrading and
short temn obsclvation/workshop training, approximately $225,000
has been committed and $209,000 disbursed, leaving a balance of
approximatcly 3335,000 uncommitted,

D. Technical Assistance

of the $303,000 allecated, two contracts have been exccuted for a
/tOLd] vt $66,063 or approximately 23%. A number of additional
/ consultants have been identified in the Tcchnical Assistance Prog-
ram recently tormulated by PCAKR and dralt contracts for $52,000
have been reviewved and appruved by USAIL,

Lvaluation Methedology

The purpose of this evaluation was to assess the progress of implementation,
{dentify constraints to iuplementation, and recommend measures to eliminate
and/or minimize identified constraiuts rather than to attempt an in-depth
overall assessment emphasizing attainment of project purpose and goals

given the long-term nmaturu of developing rescarch capability.

Therefore, this methodology was limited to measur~ments of progress
versus the original timetable, the actual financial support received by
the project versus the approved project budget and assessing the time-
lincss and adequacy of supplies, materials, equipment versus the
project timetable, A&lso, there was a general examination of other
problems/difficulties encountered 1a the project implementation.

The evaluation was carried out by a joint GOP-USAID team consisting

of representatives from PCARR, the !linistry of the Budget, the National
Economic and Development Authority and USAID, PCARR prepared aninitial
report which was reviewed, discussed, ond modified by the evaluation

team during titee woraipg sessions in September and October, 1979. Data
sources were project planning, commitment, contracting and other relevant
documents, Since by-monthly site visits had been made, the team determined
the time and costs for additional visits were not justified,

External Factors

There have been no major changes in project setting except those in
GOF priorities strengthening the implementing gocvernment agency.,

A. To begin with, PCARR's position as the lcad agency responsible for
developing, coordinating, progrumming dand evaluating rescarch prog-
rams has been greatly strengthened by the GOP through the issuance
of the following Presidential Decrees:

N2
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1 F. Do . ee Aui wiitcn attached PCARK to NSDB for better ccordi-

v e

aation or aattenil ocdentific program jn the country;

2, D, D, Zue v nich eapanded the functions of PCARR tu include

wines Iuscart's,

3. P. D. lir. 1240 uhich pranted authority co PCARR to generate
< - .
forei,u tunds fur research; and

L. P. e hoe 1592 yvidich provided for incentives and administrative
reforms to picwate produccivity and eificlency in scientific and

techinological research.

The first two deorces caabled PCARR to:

(a) Review all rescarch program proposals in agriculture and natural
resonrces (rufer to Annex C).

(b) Recomnend research proposals to the Ministry of the Budgec for
funding.

In addition PC\RR has established a program whereby the research
priorities were deviloped and are updated at three yedr intervals in
cousunance with all relevant GOP agcucics at boch the regional and
national lecvels as well as educational institutions and the private
sector, uver 600 scientists, policy and. implementing reprege tatives
participate in this exercise. [i. \ | KETERN L 7

\

The GOP has damonstrated their supporst by increasing PCARR's budget

e
~ to support their eanpanded functions (Table 6) and PCARR was one of
the few GOP agencies to successfully cope with the new budget process
which was a factur in obtaining increased Ludget support.
1v. Inputs

1.

Infrastructure

As a whole, therc was minimum change in the research related
infrastructure so that\what was originally programncd has bheen

fully implewcuted. The major constraint was a 16 month delay in

the initial release of funds thercby delaying both loan and GOP-
£inanced structures for one year. Other delays were due to PCARR's
unfamiliarity with FAR Agreements and USAID approval procedures, a
shortage of PCARR anc VUSAID engineers, inclenent weatiher aund short-term
shortages of materials, These problems have since been resolved,
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V.

2. Cumaldity Peoour aat

Heve there vere wlno delays amounting to two years against the

original schedule cae to LIb!

s undevestimation of PCALR's and the

centers' capacity Lo COp¥ with myriad details and steps involved

with procurcineld eunder A1 re

gulations. These problems ranged

from lack of reicreace catalog at rescarch centers necessary for

cormedity jdcatification and
with ITB's wni te inadequate
and the biniotry of the Budge
procuriment has nov Loen conen

specification, pCARY' s untamiliaricy
coocdination betweun planning entities

t. tievertheless, ncarly all losu finaaced
jtted in contracts ard due to experience

gained, it is believed that fulure lcan funded procurement will

procced with a minimun of del

3, Manpewcr Lev.lopient

In-conntry training has proce

dyse

eded with only minor modification of

the oilgiaal schedule, Four Phi.D. slots vere converted to six M.S.

slots, chaunging the total of
a small auwber of scholars ye
year ter—inates 4 months afte

Internationil training has co
pumber of ruasons, 1t was na
candidates that could be rele
second year of the luan becau
earlicr had provided the oppo
<: candidates. Short-teim and r
restrained Ly the lengthy nom
< process r-quired by the GOP a

130 to 17%2 scholars, There will be
t earolled at the PaCD since the acadenmic
r the PACD.

ntinued to lag behind schednle for a

t possible to identify qualified Ph.D.
ascd for 3 years by the end of the

oe an TERD loan which was approved
rtunitics necessary for available
cfresher type training has becen
ination, approval and documentation

ad the inadequate goP-approved levels

of per dicm/living allowance which has discouraged a number of

\\
.. '(7candidatcs from participantin

that adequatc to provide basi

(-

4, Technical ..5528237°%

PCARR has been unable to take
trained and equipped staff ha
result of delays rrentioned.
tiate consultancius for ident
evaluatjous which should all
the PACD.

Qutputs

1. The planned outputs for the p

g and which represents a level below
¢ needs.

advantaged of this compenent because
ve only cecently becn established as a
But now PCARR has been able to ini-
{fied rescarch areas and project

be contrdacted and completed before

roject were:

a) Consolidation of PCARR as the COP ageacy for developing,

coordinating, programming and
programs,

evaluating research policy and

»
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b) 1he four cunters adequately staffed and equipped and
carrying out well planned research programs,

¢) An information system for PCARR in cooperalion wich
UPLB, SEARCA and IRRL to provide timely access to researchers
at the various centers.
« d) Improved quantity and quality of output in related organiza-~
tions, such as other centers and training iastitutions.

Significant progress has been made in upgrading facilities and limited
personnel from the four centers are in training and/or recently returned
froe training. All ceaters have fnitiated rescarch programs in the
commodities asslgned to them under the prioritics established with their
participation (sce lable 9)., Development of those activities planned
for the centers are nearly complete but it ic recognized that envisaged
development will continue to evolve over several yecars as staff gain
essent1al experience and additional needs are addressed.

Since its establishment in 1973, PCARR's Scientific Literature Service
(SL$) has expanded to service 30 libraries in the PCARR Research Station
Network., Journals provided by the SLb include As-jan as well as other
forefgn editions, To further intensify scientiflic information dissemi-
\ nation, PCARR has produced many publications and has conducted seminars,
\ workshops and conferences utilizing books, journals and library
\reproduction equipment provided through the Loan Project which amounted
to approximately $250,000,00 (sece Table 8),
Research priorities have been established for other centers and coopes
rating stations and rescarch is underway (see Table (9). Staff from
other centers are recciving training, both in-service and in the academic
program, Working agrcements have been developed with private sector
research units as well, Altogether, the quaatity and quality of on-
goin: wescarch prajects have increasea as well as being focused uvpon

A e -

=

priority problems, However, it is recognized that development ot
experienced research personnel will require years and that the conduct
of replicated and duplicated field trials requirc several growing seaons
to obtain valid results. Although significant progress has been made,
it would be premature to anticipate impact at this time,

VI, Purpose

Although proaress towards EOPS cannot be concisely determined at this
time, there are indications of progress supporting the validity of
the project design. For esample, in-service training for staff at
regional centers and cooperating stations in the preparation of
research propcsals and statistical analysis of research data have
improved the ability of staff to sulmit better research proposals as
well as to analyze agricultural results for improved reporting.

3
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VII.

1

Ix.

The prioriifzing ut research efforts to moet regional and national
needs, incicancd rescarch fuunding support and an erpanded and improved
scientific literature scrvice to reglonal centexs have all contributed
to improving ruescarch oiforts at the target centexrs as well as at other

centersSe

Goal

Evaluation of project poals {s also not pertinent at this time but a

‘modest surplus has been achieved in the Philippines' rice production

and near self-suf{ficicacy in corn production and some of these gains
are recopnized as the direct result of resecarch coming in part from
PCARR's efforts. An accelerated program of research on root crops 1is
underway, divected to food, feed and alcohol production, Many other
expanded effurts could be cited but are properly left for a more in-
depth evaluation.

Beneficiaries

Experience in both developed and develening areas has demonstrated a
significant lay time between rescarch findings and widc scale adop-

tion by producers, C.f., hybrid corn in the U.S, 12 years; and terracing
and contour farming in the U.S. 18 years. It would be extremes/ pre=
mature to expect wide-spread development and acceptance of new
technology by small producers at this stage, Nevertheless, it is widely
acknowledged that new and improved technology is neither transferr.d

or developed in the absence of an indigenous research capabilicy,
Efforts under this project are directed to developing that capability.

There are good rcasons to assume that given the necessary time and

other essential conditions (market incentives, credit, supplies), a
majority of the small Filipino producers, and in time consumers, will

Unplanned Effects

Ve

Not pertineut at this time,

/
Lessons Learned' £t

A

1, “Plan a realistic time_frame for achieving research results and

[ for development of research capabilities. It is irrational to

{ anticipate any si,nificant research findings in less than 5-10

' .years and even in a well developed environment, there is usually

; .an 8-12 year lapy time between initial research findings and o

. -significant impact at the farm level, It will likely take longer ~ -

N -
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developing areas characterized by low educational levels
poorly developed warketing systemd and limited communication
networks to achieve impact.

2., Indigenvus research capabllity cannot be developed more rapidly
than the development of the regsearch persomnel, Therefore, training
should be one of the first tasks undertaken as both training and ’
experience are essential to research competency.
\

qﬂ(\Rccognize that the AID procurement regulations contain a myriad

(V' of details aud that host-country {mplementing agencies will need

AL 1-2 years to becoume familiar with them before being able to move

! {n a timely manner on procurcwent, Allow about a year of additional
+ time for host-country procurcment over direct ALD procuremant,

4, Recognize that the AID review and approval procedures are much

wore time consuming than commonly believed and that the- time

required is exponentially related to the number of offices involved
in the review and approval procedures., Every effort should be made
to minimize paper work, to limit revicws and approvals to an absolute
minimum Yoth within AID and the host-government, and to seek other
measures to streamline the system in order to avoid unnecessary costs
resulting from non-productive delays.,

5, Eliminate loan funding for {international training unless the host~
government can presenc a system that provides adequate subsistence
levels for participants,

6. Provide a procedure whereby loan funds con be used for support of
. eritical research studies in the developing country on an ad hoc

basis,

7. Project officer should maintain contact with budget/financial
. pergpnnel of host-country implementing agency through his counter-
' partto identify potential counterpart funding problems. Contacts
2we'mcgt immortent during the budget request preparation period
and again during period of finalizing the work and financial plans,

Special Conments , \
¢ P

There are no Qignificant policy or program nanagement implications at
this time, i

The following are titles of relevant Tables attached:
Table 2. Fund Requirement Per Implementation Plan (Thousand Pesos)
Table 3, Overall Accomplishment of the Infrastructure Project.

g&ble 4, Comparison of Loan I In-Country Manpower Development
- Progrom Agalnst Actual Implementation.
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Table

Table

Table

Table
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7.

8.

9.
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Comparison of Loan I International Manpower Development
Program Against Actual Implementation.

PCARR Budget (1972-78)

Sunawry of Research Proposals Submitted to PCARR
Evaluation Mechanism (1972-78) by PCARR Divisions

PCARR's Major Publications (As of 1978)

Rescarch Responsibilities of Loan Assisted Research
Centers,
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End of ﬁroject Evaluation of the ‘Aquaculture Production Project
USAID No. 492-11-180-266 page two

F. Purpose: "This report is an end-of-project review to evaluate project
accomplishments and failures relative to stated goal, purpose, and expected
outputs of the project as per the project design summary (logical framework).

In addition, suggestions are made regarding methods for evaluating USAID
projects. Finally, suggestions are made for USAID support for future aquaculture
projects in the Philippines." ’ T T
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I. SUMMARY

The Aquaculture Production Project (APP) was undertaken by the Government
of the Philippines (GRP) with assistance from the United States Agency for Inter-
national Development (USAID). It was initiated July 1, 1974, and terminaved Sep-
tember 30, 1978. The APP was a follow-up to the Inland Fisheries Project (IFP)
that started in 1971 and ended in 1974. All told, a total of 27 participants
received training (see Appendix B). When the project is considered in whole from
1971 to 1978, and when all factors are considered, the project was highly suc-
cessful, and the GRP and USAID should be commended.

The physical plants of both the Freshwater Aquaculture Center (FAC) and
Brackish Water Aquaculture Center (BAC) are excellent. Major problems at the
BAC such as a poor access road and bridge, lack of potable water, and the neces-
sity to generate electricity at the station are in the past. A consid.rable
amount of effort was needed in developing both facilities, and progress in re-
search wag somewhat curtailed initially. With facilities at both FAC and BAC now
virtually finished research should progress as planned.

The personnel at both FAC and BAC are very capable, highly motivated, and
are doing a commendable job in research. Their salaries are still low but are
now competitive with their peers in certain other organizations. A major con-
cern is that staff at both FAC and BAC are overloaded and that they are spread-
ing themselves too thin. Additional staff should gradually be added.

It should be emphasized that research should be continued to meet the
needs ¢f the fish farmer and increase the nutrition of the poor. There may at
times be a tendency for research to follow the interests of an individual. For
the most part, however, research 1s definitely on target. Examnples are rice/fish
and survival of milkfish fry. Publications and extension bulletins have been
produced that are filling a real need; the importance of publication, especially
extension bulletins, cannot be overemphasized. Important data must continue to
be published and not be lost in annual reports.

Funding of both FAC and BAC is on solid ground. Both Centers, because of
their good reputations, are attracting grant funds from other organizations such
as PCARR, ICLARM and SEAFDEC. The BAC has a seml-autonomous budget frum the Uni-
versity of the Philippines (UP). Support of the FAC by Central Luzon State Uni-
versity (CLSU) is good. The NSDB, which has given grant funds to FAC and BAC, is

now also giving institutional (block) funding.

Graduate training has been a very productive spin-off from the APP., The
CLSU College of Inland Fisheries was founded in 1976. FAC staff teach the
courses, It offers graduate training in fisheries/aquaculture. The UPCF insti-
tuted a graduate program in November 1974 with BAC/SEAFDEC staff as teachers.

Iraining sessions held by FAC, BAC, and BFAR have been frequert, varied in
subject matter, and have served the needs of a wide range of people, particu-

larly farmers.



Extension has progressed in Regions V and VI. Extension workers are moti-
vated and have zood rapport with cooperators and farmers. Fish farmers inter-
viewed spoke very highly of the extension workers and were most happy with re-
sults in their ponds. A major problem listed by farmers is a lack of finger-
lings for stocking. Other problems are shortages of fertilizer and financing.
Extension workers list lack of adequate transportation as their major problem.
BFAR plans to assist extension workers to obtain motor bikes. There are good
research/extension linkages at the regional level but stronger and formal link-

ages are needed at the national level.

The educational background of extension workers varies considerably, Ex-
tension workers are not always well qualified and have received their training
from various places. They do, however, take refresher courses as new technology
develops. The Freshwater Fisheries Development Project, which has training as
a major element, should help greatly to upgrade competence.

The BFAR plans to use the model of extension in Regions V and VI for ex-
pansion of its extension program of the cther eleven regions. It is suggested
that extension be expanded to one region at a time rather than all regions at
once because of the high cost and shortages of resources. Extension programs

now exist in the regions but at a low level.

Project Accomplishments

According to the logical framework in the APP project paper the project
accomplished only part of its stated goals. There are two reasons for this.
-fz;;E%—EE?;ZEE_3EEE-GE?E-EBT‘EVEIIESIE’EE'which to make an adequate judgment.
In come cases 1976 data were the latest available. Therefore, it is suggested
that final analysis of the log frame with future projects be postponed until
data are available. Since the log frame is objective in nature, final evalua-
tion of it could be made by USAID personnel. Second, it 1s assumed that new
technology would move quickly to the farmer level. This did not occur because
much of the new technology was generated only two years ago. This period of.
time 18 not long enough for new technology to move from researcher to farmer.
In future studies it is suggested that evaluation of new technology be made gt
the cooperator level. Such evaluation should be a good indicator of the accep-
tance of new technology and whether or not it is successful. In our evaluation
of the APP, we relied on interviews with a few cooperators to make an assess~

ment.

While the goal and purpose were difficult to assess in the log frame, out-
puts and inputs were not. Generally, they were met as outlined in the log
frame.

Transferability of techniques and procedures from the APP is possible to
other developing countries. However, the sequence of the project components
and the intensity of each effort must be studied carefully for each country.
For example, if available technology exceeds application, then the extension
component might be given first priority or vica versa.

The GRP through BFAR should continue to play the leadership role in ad-
ministration of fisheries. Extension techniques learned from the pilot studies
in Regions V and VI are programmed by BFAR in the other regions. It is

N\



suggested that other regions receive strengthened extension services one at a
time to have the most impact. It is doubtful that BFAR has the funds and exten~

sion workers to begin full-fledged extension programs in the other eleven
regions at once.

BFAR should make every effort to improve research/extension linkage at the
national level. This linkage seems adequate at the regional level.

USAID correctly assessed that Yack of fry and extension workers trained
in hatchery management are major limiting factors in rice/fish culture and
aquaculture in general. The Fisheries Sector Study for the Philippines (1977)
documents this in detail. The Freshwater Fisheries Development Project is most
timely and its implementation is highly recommended.

USAID's involvement in an artisan fisheries (municipal fisheries), with
elements of mariculture, 18 a .o recommended. The GR? has emphasized time and
time again its desire to help the artisan fisherman.
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V. CONCLUSIONS AND RECOMMENDATIONS

A. Overall Evaluation of Project

The project was a definite success. High output and achievement were ob=
tained relative to AID funding., GRP outputs have greatly increased during the
last two years. This can best be shown by additional inputs of money into the
overall project, exemplified by the tpcreased NSDB funding.

The GRP has demonstrated its support in many other ways. Examples include
recognition of the FAC and BAC as the national centers for freshwater aquaculture
and brackishwater aquaculture, respectively. The Presidential Decree 704 further
strengthened the government's role in fisheries. One component of the decree
placed extension as the responsibility of BFAR,

The project has several very desirable spinoffs not programmed in the
PROP. Among them were the formation of the College of Fisheries at CLSU and
the graduate training program of the UPCF at BAC. Both programs were due to
the vision of the FAC, BAC, UP, and others. This graduate-level training will
help to provide badly needed personnel for fisheries/aquaculture in the

Philippines.

Further interest in fisheries began--the formation of other fisheries/
aquaculture programs such as SEAFDEC and ICLARM., Most important is the linkage
established betweea che FAC and ICLARM and the BAC and SEAFDEC. ICLARM 1is pro-
viding major funding for FAC in cooperative research in agro-aquaculture (i.e.,
pig/fish and duck/fish). SEAFDEC likewise has a major input of funds to the
graduate training program involving BAC and SEAFDEC staff.

Both FAC and BAC are well staffed, and the staff are well qualified and
motivated to produce effective mission-oriented work. The only concern is that
the staff may be overworked. Originally FAC and BAC staff were concerned mainly
with research. Concomitant with this duty was the time expended in facility
development. It is suggested that as the reasearch and graduate-trainirg pro-

grams expand additional staff will be required.

Facilities of both FAC and BAC are truly excellent and virtually completed.
It 18 suggested that emphasis be placed on utilization and maintenance of exist-
ing facilities. With completion of facilities, research outputs should increase

significantly.

Research is being conducted that is germane to the APP——to increase nutri-
tion of the poor. It cannot be overemphasized, however, that a strong research/
extension linkage must exist for this to be accomplished.

Regearch and extension personnel int=raction and coordination at the
worker's level is satisfactory. This can be increased by formalizing the coor-
dination at the central administrati.n (Manila) level and at the cleld level.
Research proposals should not only be reviewed by professional peers but also
by the extension staff with responsibilities that relate to the particular re-
scarch effort. This could be achieved by a rather gspecific memo of agreement at
the agency level and by establishment of a program review committee.

)
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Major limiting factors affecting the economic growth of the fish farmers
are: 1) inadequate financing, 2) supplies of fingerlings for stocking, 3) sup-
plies of fertilizer and other materials, and 4) access to available technology.

The planned GRP/USAID follow~-up Freshwater Fisgheries Development Project
focuses upon the major limiting factors and should be very effective in gaining
application of the available technology which can result in widespread oppor-
tunities by fish farmers for increased profits and better family nutrition. The
Freshwater Fisheries Development Project 1s well conceived; application is
feasible and all contacts with extension staffs in the pilot regions indicate

strong support for the planned follow-up effort.

The APP included a strong extension dimension that was to be implemented
after establishment of the research center. Thus, the extension function really
became functional only in 1976. The basic concepts and program directions of
the extension function are sound. The fact that the extension function is in
one agency (BFAR) and its research base (BAC and FAC) is in another organization
will demand continued attention toward effective coordination.

It is difficult to determine the number of exiension workers that are
needed in a given region; it seems, however, that program effectiveness ig
Presently more limited by opportunities for adequate training of extension
workers and by limited mobility of extension workers than by the nuuber of ex-
tention workers. Attention should be glven to more intensive, practical train-
ing of extension workers. The morale, dedication and enthusiasm and attitude
of each extension worker contacted was very high and is certainly commendable.
There has been less than one percent .nnual turnover in the extension staff, A

promotion system or career ladder is in place.

Extension activities at the BaC and FAC should be encouraged but limited
to "on-site" training activities for extension workers and farmers. However,
research scientists should be encouraged to travel and participate in BFAR co-
ordinated farmer and extension worker training efforts. Research scientists
should be encouraged to author and co-author (with extension specialists) exten-
sion publications, Writing of such publications should be viewed as "pubiica-
tions" and be equal to Journal articles in staff evaluation.

No attempt to duplicate extension efforts carried out by BFAR should be
attempted by the BAC and FAC or SEAFDEC.

Extension specialists should be actively involved in applied research
when possible and should coordinate effective field cesting efforts in the
various regions with the scientists at the BAC and the FAC,

The extension publications available at this date are well written but
kinds and number are very limited because of budget constraints. The publica-
tion on milkfish culture is out of print and it is not being reprinted pres-

ently because of costs.

Considerations for giving publication a higher priority in the budget
S8eems appropriate. The one published extension newsletter is well done and
useful. Two more have been written but have not been printed as of this date.
Support for publication could be met by simple low-cost outline type production
guidelines. This publication need ghould be addressed in the new Freshwater
Figheries Development Project.

N



25

There 18 considerable variation in regional climatic and production con=-
ditions in the Philippines. Extension specialists and workers should be encour-
aged to do effective and thorough field verification of research data produced
in the centers and elsewhere. Minimum public facilities or adequately con-
trolled private cooperator facilities will be needed to achleve such research

verifications.

Documéntation and reporting of extension activities are adequate. A pro-
gram for evaluating the effectiveness of extension activities is needed. Methods
for effective evaluation of regional and national extension efforts should also be

given priority.

Equipment for water analyses, for use by extension workers, is limited and
needs prompt attention.

Many of the supplies and vehicles supplied by USAID were reported to be in
poor condition when received and maintenance costs have been excessive.

Emphasis on adequate training of extension workers before deployment in the
field should be continued. A structured plan for such training should be devel-
oped and adhered to. To date some workers have received only 10 days with others
receiving as much as 30 days. The teaching outlines that have been proposed for

training sessions seem well designed and adequate.

B. Suggested Methods for Improving
the Project Evaluation Process

1. Strict interpretation of successful project completion with resggzt
to the variable indicators was not possible in some instances because of the

lack of available data.

2. Final evaluation of the APP log frame output could be made by AID and ;
GRP officials when data are available and added as a supplement to final reports. p

3. Firm scheduling of a review team far enough in advance to allow for
# total of 3 weeks time for travel, information gathering and report writing is

needed.

4. Agencies should continue to gather pertinent needed information and
reports in advance of team arrival.

- 3. The time it takes for new technology to go from researcher to exten-
sion worker to cooperator to farmer is probably much longer than most people
realize. It may take ten or more years before new technology 1s practiced by
farmers. It is suggested that increased production in kg/ha and other tangible
evidence be evaluated at the cooperator level. This then will be a good indi-
cator of whether or not new technology 1s successful. Further, reliable data
will be much easier to obtain when compared at the cr.perator level. Long-term
evaluation of a project could be made at the farmer/consumer level after the
project has had sufficient time to function.

e
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C. Transferability of Techniques and Procedures
of the APP to Other Developing Countries

1. The model of the APP focused upon development of (a) research capa-
bilities, (b) manpower training, (c) extension programs, and (d) administrative

support..

2. 1In the Philippines, the APP appropriately placed initial emphasis on
the development of the research capability and on manpower development.- This -
was followed by implementation of the extension component.

3. Application of the APP procedures and components should be applicable
to most developing countries with figheries and aquaculture potential. However,
the sequence of the project components and the intensity of ecach effort must be
studied carefully in each country. For example, if available technology exceeds
application, then the extension component. might be given' first priority, or
vice versa. Effactive administrative support will always be a key to effective

implementation of project components.

In the transfer of APP procedures to other countries, ample initigl studies
should be made with the people to be affected (current and potential fish
farmers) in order to determine problems, identify priorities, and establish the
sequence of emphasis for establishing the desired comporients of a development

project.

D. GRP's Continued Effort/Direction
in Aquaculture

The GRP's role in aquaculture has good focus. Particularly evident is
continued support of FAC and BAC. .

BFAR 18 the designated agency to administer fisheries programs in the GRP.
Itg role in extension 18 a particularly important one. Gradual expansion of
extension programs in other regions (besides Regions V and VI) is now a part of
BFAR's plan. It is doubtful that full-fledged extension programs can begin in
2ll regions at once. It is suggested that strengthening of extension be done to
one region at a time to more fully utilize available regources (funds, person-

nel, etc.).

BFAR ghould continue to play a leadership role, melding together all as-
pects of figheries, particularly research/extension linkage.

USAID has correctly assessed that the lack of fry and inadequately
trained extension workers are the most important limiting factors for providing
the needs of freshwater fisheries development. The follow-up GRP/USAID Fresh-
water Fisheries Development Project should alleviate these major obstacles.

%
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E. USAID's Future Role in Aquaculture
in the Philippines

The proposed follow-up Freshwater Fisheries Development Project focuses
upon two of the major existing problems in aquaculture and should be imple-

mented.

The presently conceived outputs of the new Freshwater Fisheries Develop-
ment Project are achievable under the GR? and USAID operational framework. The
basic output will be (1) a strengthened and expanded freshwater fish fry produc-
tion and distribution system, (2) a strengthened and expanded extension effort
in the target region (Central Luzon), (3) stronger research-extension coordina-
tion, and (4) a coordinated freshwater fisheries production and marketing infor-

mation collection and distribution system.

USAID should keep abreast of problems and opportunities to help the most
disadvantaged fish farmer or segments of the aquculture industry, Specific
examples in which USAID assistance may be needed include: (1) milkfish fry col-
lection and survival; (2) clam, oyster and mussel culture; (3) tilapia produc~
tion; and (4) acid soil problems in brackish water fishponds.

Another area defined again and again by the GRP as a major interest is
the artisan fisheries (municipal fisheries). The interest of the GRP in artisan
figheries is well documented in the 1977 report, "The Philippines: Fisheries'
Sector Study." It is suggested that USAID consider support to artisan (munici-
pal) fisheries, especially with elements of mariculture.
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THE INTEGRATED AGRICULTURAL PRODUCTION
AND MARKETING PROJECT (IAPMP)

Introduction

This is an evaluation report on the Integrated Apgricultural

Production and Marketing Project (IAPMP) of the Repuﬁlic of the

Philippines. Launched in 1977-78, the Project is expected to run for
a total of five years. It is fuﬁded jointly by the United States Agency
for Intetrational Development (USAID), Ehrodgﬁ grant and loan funds, and
the Government of the Republic of the Philippines (GRP). The Kensas
State University serves as a contractor to assist in the implementation

of the Project.

Recently, a number of American and Filipino consultants was asked
by the GRP to serve as a Team to evaluate the IAPMP, essentially to
assess overall progress and to see whether opportunities exist for

improvement during the remainder of the life of :he Project.
The Evaluation Team members were as follcw:

Dr. Fernando A. Bernardo
President, Visayas State College of Agriculture

Dr. Gelia T. Castillo
Professor, Rural Sociology
University of the Philippines at Los Bafios

*Dr. James W. Cobble
Dean Emeritus, Resource Development
University of Rhode Island

*Dr. Jose D, Drilom, Jr.
Director General, Philippine Council for Agriculture
and Resources Research

Dr. Lehmau B, Fletcher
Professor, Economics
Iowa State University
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Mr. Manuel Lim
President, JVA Management Corporation

Mr. Howard Ream
Professor, Agronomy
Univ-.3ity of Wisconsin

Mr. William J. Wren
USAID, Washington

*Co-Chairman

Although behavioral and personality problems were perceived, the
Team concentrated its avtention on program dimensions. This was its
interpretation of its mandate. Moreover, the teanm recognized that any
organization tasked to implement complex a program as IAPMP is bound to
have beha+ ioral and personality problems and that such problems are
better resolved or minimized internallz as the organization proceeds

with implementation.

The team first atﬁempted to understand IAPMP in order to obtain a
reading of legitimate Project expectations. It then appraised the
progress and the problems, made observations and formulated recommenda-

tions.

For these purposes, the team was furnished by the IAPM Project
staff with ample documents. The information derived from these was
supplemented by interviews conducted at the Ministry of Agriculture, the
Central Luzon State University and its project area, and the University
of the Philippines at Los Bafios. (A list of persons interviewed

appears in Annex A.)

Considering the time available to it (roughly 2-1/2 weeks), the

Team limited itself to the examination of four area:

A\



1. Policy Thrust,
2. Technological Packaging and FExtension Thrusts,
3. Academic Thrust, and

4. Overall Project Management.

This report partly reflects this approach. Initially, it pre-
sents comments on the project design--the project concept, components,
linkages and objectives. It then proceeds briefly to offer observations
and recommendations which are grouped into (1) observations and recommen-
dations relative to the project thrusts and (2) observations and recome

nmendations which cut across all thrusts.

On March 15, 1979, the team verbally reported to the IAPM Project
staff, USAID officers and Minister Arturo R. Tanco, Jr. of the
Philippines. The exchange of information and ideas which resulted,
contributed additional perspectives which have been included in this

report.

EXECUTIVE SUMMARY AND RECOMMENDATIONS

The team concluded that the original design of the project is
still highly relevant to the presert state of agricultural development
in the Philippines and that if it is succensfully implemented, the
project cun make an important contribution to the institutionalizacion
of a complex system which is designed to improve the lot of the

country's small farmers.

Although initial delays were encountered and proiect implementa-

tion is therefore slightly behind schedule, good progress is now being
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made in all of the four “"thrust" areas (national policy, academic, tech
pack, and extension/outreach). It was noted that there had been some
tendency on the part of the various thrusts to pursue their programs
more or less independently. The team sees an urgent need for even much
more time and attention to the integration of and coordination among the
thrusts. However, the team fecognizes the benefigs, on the whole, that
accrue to the project from having the Overall Proﬁect Coordinator ;lao
performing other important jobs in the Ministry of Agriculture. The
latter provides him a strategic leadership position, administrative
access to and communication linkage with relevant cooperating agencies
and institutions. In view of these advantages, the team recommends that
he be relieved of responsibilities which are unrelated or marginal to

IAPM Project so that greater attention could be focused on the overall

implementation and integration of the Project.

Initial delays in the staffing of the Kansas State University
(KSU) contract have now been overcome. The evaluation team hopes that
KSU will be able to provide a suitably-qualified replacement for the
current team leader, whose tour of duty will be over this coninug
August, and that no hiatus in project activity will be permitted to

develop.

A gummary of the team's detailed recommendations follows.

LS



RECOMMENDATIONS

NATIONAL POLICY TFRUST

1.

2.

3.

4,

brysta]lize the plans for institutionalizing a two-pronged policy
development system both for short-term crisis management and for .

long-tetm policy research needs.

Identify the indicators which will be used to evaluate progress

towards that systen.
Define total sector data needs for policy and program formulation.

Develop a staff development program for the information sub-system,

ACADEMIC THRUST

1.

2.

3.

5.

6.

Review the need for developing separate curricula for master and
bachelor degrees in "Food Systems” as against "Food Systems"

simply being major fields in existing degree programs.

Seek inputs from private agribusiness and cooperatives (the target-

ted job markets) in curricula development.

Decrease target output of MS Ag Econ gradustes with major in

agricultural marketing from 50 to 30.

Increase target output of BS Ag with major in marketing from 25

to 35/40.

Expand thrust to include training of extension students and agente

in technological packaging.

Where possible, training at the MS level should be done at UPLB or

any other university in the country.

0o



7.

10.

11.

12,

Where pogsible, training at the Ph. D. level ghould be done at
the UPLB or any other university in the country, but with an
opportunity to take a year of course work abroad, credited towards

the Ph, D. degtee, to minimize inbreeding.

Increase time allotment for internatinnal trainiag to 16 months

for MS and 36 months for Ph. D.

Increase stipend from $300 to $700 per month for post-doctoral

fellowships abroad, reducing number of slots if necessary.

Inventory current and proposed in-country degree and non-degree
training programs of UPLB, CLSU, BAEcon, BAEx and others, and
check the fit of these progrems within the objectives and activi-

ties of IAPMP,

Consider in-cc .. short-training programs involving local and

foreign trainors im lieu of some foreign fellowship slots.

Encourage and support field trips, observation tours and first-
hand exposure to places and projects in-country, which will pro-

vide experiences relevant to IAPM Project purposes.,

TECHNOLOGICAL PACKAGE THRUST

5.

Activate the tech pack advisory committee to provide overall

policy and technical guidance.

Examine once again the conceptualization and operating plan for
the Pood & Feed/Grains Processing Center in the conte~t of
IAPMP's objectives and CLSU's expected capabilities and plans

for the future.



3.

S.

6.

7.

Deternine soor the future consultant needs for CLSU in view of

the forthcoming completion of the incumbents' tour of duty.

Regview the feasibility of the proposal for students' cooperatives'
to operate the university farn and processing center, and study

alternative approaches.

Consider other sources of technologies suitable for the four (4)
pilot areas of BAFx and relate these to the work going on at

CLSU.

Include in the technology packaging some technologies sui.able
for subsistence purposes as a cushion for the small farmer against

market failure.

Strengthen the integrative aspects or linkages among production,

processing, and marketing in any tech pack.

Instead of the term tech pack, adopt the term technology packaging

to emphusize the process rather than the commodity.

EXTENSION/OUTREACH THRUST

1.

2.

3.

Appoint a specific coordinator for the entire thrust.

Concentualize and cperationalize as one thrust, the sub-project
activities of the extension delivery system, the agribusiness and
market assistance centers and cooperatives development which are

now being pursued independently of each other.

Expand the Extension Delivery Systems Committee fo include re-
presentatives from the Academic and Tech Pack Thrusts and from

KSsU.



5.

Consider greater functional fusion of the Tech Pack and Extension/
Outreach Thrusts with respect to identification, development and

prilot tcsting of potential technologies.

Develop staffing pattern for both thrusts particularly for the

operating manpower of the food, feed and grain processing center.

OVERALL

Planning

1.

2.

In a host country contract, a different pattern and quality of re-
lationship among AID, KSU and GRP has to be developed. This would
require on the part of the contractor, an acute cross-cultural
sensitivity and corscious seeking of opportunities to rlay their
technical assistance role in a more imaginative manner. Given
this new era in the host country-contractor relationship, all
parties must face up to these new demands. Since the term of the
RSU Team Leader is to expire in August, the seerch for and re-
cruitment of the next KSU Team Leader has to be initiated imnmediately
with these above considerations in mind. The leader has to take an
active professional and programmatic role. Likewise, the consul-
tants wherc applicable, could be more effective if they were to
take greater initiative in the exercise of their technicel ex-

pertise role.

Where it would be advantageous to do so, IAPMP should tie in with
PCARR, and other projects such as the National Exteunsion, Aqua-
culture Productior /Fisheries Development, Small Farmers' Irriga=-
tion, etc., for reasons of possible input from or output through

then, )



3.

b

3.

6.

Develop a monitoring and evaluation scheme which will identify

Build in a regular feedback mechanism from small farmers to the
institution and agencies within Tech Pack, Extension/Outreach

and Academic Thrusts.

and define suitable indicators and appropriate methodology to

measure progress at the impact level.

Review support operations in the spirit of giving maximum support

from available peso and dollar resources to project implementation.

For an early spin-off, consider the possibility of replicating
IAFMP at the regional level utilizing regional universities as a

base.

ORGANIZATION AND STAFFING

1.

2.

3.

Make appropriate arrangements in order that the Overall Project
Coordinator may devote more time not only to provide leadership

for project implementation but also to strengthen organizational

and functional linkages.
Reorganize the Executive Committee on two levels:

a. Retaining the present structure to discuss project policies,

meeting quarterly or as the need arises;

b. Creating a working group of task forces to tackle operating

problems, meeting at least monthly.

Analyze the functions of all committees in the project to identify

-

unnecessary overlaps.



4.

3.

Hire a capable Filipino administrative officer for the KSU
Office to take care of the tedious, but essential complexities of
administrative details, in order to permit the Team Leader and

his assistant to assume a more active professional leadership

role.

Hire additions to the MA Management Staff with expertise in fruits

and vegetables, cereals and other crops.

DIRECTION AND CONTROL

1.

2.

3.

4.

Solve whatever problems remain so that KSU can establish formal
relationships with other US universities to augment the scope and
quality of expertise available for long-term and short-term consul-

tant positioms.

Do whatever is necessary to facilitate placement of participants

sent for graduate training at a variety of US institutions.

Settle all questions of costs (direct and indirect) between ESU
and GRP, with appropriate AID concurrence, on a business-like

basis.

All parties involved in the YAPMP should now concentrate their
energies on working together in a professional collaborative
manner to achieve the success of the project to which all are

committed.

-10-
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1.

fumsary and Recommnudations

A.

Sunmrary:

The review team et from 21 to 25 May fcr the burpose of reviewing
the project on Rice Researzh of the Departnent of Agriculture,
financed by USAID undar loan ho. 383-T-016 and implecented by IRRT
through an agreemcnt beiween GSi and the Internstional Rice Research
Institute. The projest has completed 2 years of a 5 ycar period.

. Tht review team weg requecrted to review the work that had been

undervay daring thic perijod: assess the progress made; modifications

.that that might be nceded to tchieve cbjectives; a2nd corsider new

directicns that might be Fursued in order to more rapidly or more
effectively increase rice }zoduction in Sri Lanka.

The tezm strongly endorss2 the Efoject and propesed that the project
be continued essertially in its present sccpe. Deficiencies and
delays in awplementation of the project were rercgnized especlally

in technjcal assistance to_the field Trials prooram, Cegree training,
sta:l recruitment, and equipuent procurement. Appropriate corrections
8nT BCTIGNZ and eppointents Lave boen Hade-and it would appear
ackievemement of project cbiectiven can be realized. The *eanm
censidered the various inputs to the project ané suggested that some
ninor mocdificaticns wuild be Gesirabie in techrica) ascistance,
TA1ning and coixdities. Thesa mxdifications would need to be
reflected in allocating furds for the remiinder of the project period.

The team feels that. the pProject has made substantial progress in Rice
Research. The problexs fermers have had with insects like brown plant
hopper requirce the development of varieties with built-in plant
protection to these insects. The team observed materials in the

final stages of testing that would offer farmers an opportunity to
reduce costs of insact contral by combining insect resistance with
other pest control measures.

The Resource Capability Survey program has made substantial and
significant progress in developing land characterizations that will
enable the varietal ixgrovement group to more effectively tzilor
varieties to £it gpecific conditions, by utilizing thesge
classifications in the process of varietal identification. Such
classificaticas will also be useful to the Cropping Systems research
team as they conduct research in fermers' fields to identify new
patterns to increase production through rew crops and greater cropping
intensity. Thc syster will be of tremendous asgistance to the
extension personnel as they can relate recomrendations to the
capabilitiss of a faruer's lands.

Cropping Eystems vesearch on rize-based cropping systems has made an
excellent beginning in generating information which could be of value
in increasing cropping intensity by the introduction of new crops



in croppingy pastezne or by Sncrecsing prediccicn of existiro
patierns. Corstiaints to proSaction have been re;orted kack toc
rescarch stat font where problem-oriented resesrsh czn geek scluticns
te these prcklume. Whe_ever pos3ille the Cropoing Systems pProgranz
as_wel) ae extunsjon slould be used as a prinary rescurce in
1dentifying the kinds of varieties neaded.

L
The team recognizesx o, need to insolve rural sociologists and
econurists dn 1feqtifying conncraints to rice projuction ané the
erploitation of wew cropping systems., Meens tc inrierent these
studies should be erplored and iir¥ages with ITRI's nerwork on azro-
ecenniric reezarch shnueld be snde.

Decentralization =f Fleld Tricle ars linking thim to regicnal stations
Leevs to relate guch trials to oora location-rpecsisic environments in the
protess of identafying varieties for farmers' use. These triels form an
important component in the evalvaticn Prntess Toy the ideniification of
var:clles and desclon packazes of practices t enplolt their potential,

iark of gufficient staffing of noste for the prcject have L=en a
fa:Lor to slow tne research effort of the project. This hag lwen

true of recident cpecialiets t= be supplied by IFRI o5 woll ars 1ezal
staff where suitubie porsonnel cculd not be identif:e€ for a nusher
o: poste and iccarions. Nevertheless, the re.c.arch prograu as
conceptualized has made ciguificant Progress i1 implenearing the work
pleng Geveloped for the feour rerrarch areas. Agpropriante expancion in
ccaffing should be made to previde for a conce-traled brezding effort
in the Lastern rice growing region and a better balance to the program
at Maha Illuppellama,

The technical assiitance for Rice Research as projccted for the halance
of the contract should be continued 88 originally planned. Techn:cal
assistance to the'Field Trials program should be extencsd for 36 person
monthg which will require an extension of 12 person months for this
poeition.

Procurement of comxodities hLave been delayed for various ressons,
but the team was grutified to note that most of the funde available
had been comitted and orders placed for the equippent.

The long term training component has been slow to be irplemented and
considerztion needs to be made to possibly extend the period in order
to fit the long term training into the contract perioad,

The tear views with syrpathy the question of support to dependents
to enzble them to accompany staff menbers on long term study programs,
USAID should seriously consider moans of providing support for this

purposa. :

Short term training is well on schedule and even more funds could
be utilized in this activity. '


http:pttzr.ns

The team virited reseerch stations at Bombhuwela, Batalaqode, Izha
Illuppallama and the C=ntral Agzicultural Rerearch Institute at
Peradeniya. The team obsexved Field Trialc plots in the wet zone
and had an opportunity tu be kriefed on “land classifications as we
travelled from onz plsce to another.

The team was briefed by staff at the various locaticns and at Maha
Illuppallama they had an opportunity to get reports from the site
coordirators from the cropping systems sites.

Important discussions were held with the Director cf Agriculture,
Mr. Farl Jayasehera, on May 24 regariing project activitiec and
achievenents rela<ed to projects and programs of the Department of
Agriculture.

‘B .Fécomendat ions:

From these observations, discussions and study of reports crovided
to the team, the team has pade the following recommendations.

1. A closer linkage between breeders and the regional adaptive
trials agronorists should be develcped and the lines of
operation and responsibility clearly defined in order to
identify varieties for unstzble environmonte of bog scils,
half bog soils, rainfed chena and rainfed urlands.

2, In order to increase the effectiveness of the varietal
improvement team, provision should be made to provide
adequzte and appropriate facilities at CARY for mass rearing
of gall midge.

2. Because of the great potential for increasing rice production
in the dry zone through improved agronomic crop management,
the departzent should intensify its research efforts Lty the
identification of strong leaders and new additional personnel
in agronomic resaarch. More agronomic assistance ig needed
in the varietal improvement program. A Stronger agronceic
progran is needed to bettsr utilize and maximize the efforts
of the varietal improvement program.

4. The Fi2ld Trials program is an integral part of the process
of developing recommended practices for the use of new
varieties on specific land elements as identified by the
Reeource Capability Survey. To more effrectively utilize
these trials it ia recommended that the policy decisions
taken in August 1978 should be implemented to make Field
‘Trials the res,onsibility of each regional station on a
phased bagis beginning with Bombuwela, Batalagoda, Maha
Illuppallama and CARI in the Maha season 1979/60. In order
to inplement this change, present staff, vaskicles and
squirment would be reassigned, new staff needs assessed and



recrvited, and an agronomist assigned to werk with the
IRRI resident specialise,

7. The project is g¢neratirg an atundance of valuable i1esearch
irfornation that needs to hbe analyzed, surmarized and
presented in literature of ure to extensinop berscnnel anj
farmers. 1t ig recoimended that the prcject previde for the

'design, Prograrmuing and jrolerentation of a gystem of
dissc:inating this informatinon, The irformation §ysten should
also include audic-visual facilities and activities. IRR:
sloulg 5UpPly a cocruniraticna frec-elist on e coxsiultancy
basis to develcy thete Plans.

6. The revised apzrcach o Field Trials coupled with the expanded
acaptive resea-ch Prograc envisioned in the Woxid Bank
Agr.cultural Extension and Maptive Pas:zarch Froject provides
an oppertunity for dcveloping mowe effective 1:nkage

betwren GSL/IRRI and the GSL extension program. Sixilarly,
linkages ang rescarch suppert should Le developed with the

irtegrated water mancgement projects baing sponsoread by aI1Dp,

7. The team endorces the training schedule which has baen develcped. ,
It does howover Tecommend tjat 2ppropriate budget arrangements
be made tc acocommodate additional training.

4. In view of the experience obtained Quring the first
two year of the Project and of other charnges which
Providad opportunitjes not existing at the time the
Project wag developed and signed, the team recommends
"that the GSL/IRRI contract be amended to permit MS as
well ag Fh.D candidates to pursue their cegree training
in Westem or Asian universities. Selection of Personnel
for degree training and choices of institutions and
courses of 82udy will be the mutual responsibility of
the Project Director and the IRRI Team Leader. s5pecial
consideration should be provided to staff in leadership
roles. In the Deantime, however, {n keep.wit} IRRI's
current pcliéy, MS degree training to be done in developed
countries will be removes from IRRI'g resporsibilities,
It i3 recommended that GsL ezploy other avenueg to utilize
AID funds for Ms degree students already identified for
training in countries outride of Asgia,

farm manager, agricultural instructoys, Tesearch assistants,
Juboratory techricidns and statistical assictants. Becauge
©of additionnl efforts in adaptive research additional short
term training 4s required for the Fielg Trials personnel.
Extension personnel should be among this group to :eceive
training so that linkages with extension may more easily be

1



estalilish=3 and ianlerented.

8. The revicw tear ncted the nead for additicnal clerical,

10.

secretarial and accounting acsistance i{n the office of the
Proiect Mcnacer in orler to insure soooth manacement of the
orciect. Provision for fucn was not anticioated when the
oriainal budaet was brevarrd. The cormittes recoanized the
nced for corsideration of such suorcert staffina, It is
reconrtended that those resoonsilie for the rroiect ra:agenent
take into account this need when ev: lvatins the mid crotect
badaeting and nrioxities.

It §s recommended that the teclnical assistance as Lrojected
and budgeted te continued. The above recciriendations will
require modifications and re-allccation of furds to provide for
the extension by one person year the Field Trials consultznt,
additional stcff assistance for the Project Director,) commodites

and additional training. ’

Rural scciologists can significantly contribute to the Rice
Research and Crcpping Systems brogram. 1It is sugcested that
consideration be given by the project to utilize rural
sociologists ag part of the research team in support of the
constraints studies prograr and an ident{fication of technological
packages desired by farmers.
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THAILAND SEED DEVELOPMENT PROJECT

Second Year Evaluation
Summary

The evaluation of the second year's operations of the Thailand
Seed Development Project was conducted during the period of September 5,
1978 through October 10, 1978. The Evaluation Team found that the overall
achievement of the Project so far has not been up to expectation. The
progress to date fell short of the Planned implementation target in most
aspects of the Project. The actual outputs of the Project in terms of the
amount of seed produced, Processed, and distributed as well as the training
of the Project personnel and farmers were below Planned targets. The
construction and procurement aspects of the Project were onme to twc years
behind schedule. It wag also doubtful that the existing seed distribution
procedures could benefit the majority poor farmers on a continuing basis.

The Evaluation Team found that the achievement of the Project
was hindered by three main obstacles: the government bureaucratic red tape;
the lack of a good coordination system among the implementing agencies;
and the lack of experience in the seed business on the part of the Project
personnel. Recommendations of the Team to help improve the performance of
the Project focus on the areas of forward planning of production,
decentralization of decision making, and adoption of businegs=like procedures.
In view of the dedicated and hard working personnel at the implementation

level together with their gradually built up experience, the Evaluation Team



believes that a lot of improvemené 18 feasible especially if recommendationg™
by the Team are seriously coi'sidered and efforts are made tc carry them out.
However, in order to enable the continued development of the use of good

Peed to bear effects on the increase in agricultural productivity, private —
investment in the seed development project of similar nature should be

promoted.

NY



XII. Conclusions

The Evaluation Team found that the SDP has failed to achieve the
purpose output and input schedules outlined in the PP. The progress to date
fell short of the plannel implementation target in most aspects of the
Project. Delays were due mainly to the bureaucratic red tape and the
inexperience of the SDP persomnel. Though the slow progress of the SDP may
be acceptable based on the government standard, it is far from being totally

satisfactory when viewed from the commercial perspective.
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The Team believes that the SDP personnel at the implementaw
tion level are dedicated, censclentious persons whe are desirous of
making the Project a successful cne. The progress can be sped up if the
Seed Executive Committee and the Seed Implementation Committee address ~
themselves to the more sericus problems as the Team views them. Of all
the recommendatiens the Evaluation Team is of the opinicn that the

following items must be given immediate attentiony

(1) Delegation of authority te key psrsonuel responsible
for day-to-day operaticns *o make decisiona and see that they are carried

out.

(2) Insist on regular Executive Committee and Implementation.
Committee meetings, at least on a monchly basis, to find solutions to

problems.

(3) MOF should be given help in terms c¢f both trained staff
members and money in developing and carrying out a scund seed sales

program which can get the seed to farmers effectively,

(4) Selectlon of candidates for training abroad, especially
for those who will receive degree training, must be done as funds provided

by the AID Grant must be committed within less than 18 months from now.
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I. Over-View of Progress of the Seed Development Project

The Seed Development Project has been faulted in both
project evaluations, one in July 1977 and one in September-
October 1978 as well as a July 1979 project audit for failure
to develop in accord with the implementation schedule and
some descriptive specifications in the original Project Paper
(PPy. Much of the delay in implementation has its origins
in the bureaucracy in the RTG and AID.

The Seed Development Project was the first loan project
in Thailand requiring host country procurement of technical
assistance and equipment. There were no precedents. Technical
assistance contract negotiations were prolonged and exasperating.
Equipment procurement and construction contracts were delayed,
some as much as two years. Much has been learned in the RTG
and USAID at the expense of the Seed Development Project.

- The evaluations and audit of the Project judge progress
azainst projections in the PP. The various components described
in the PP were and remain valid and the Project has followed
these descriptive segments in essentially all the major details,
save for the role of the Marketing Organization for Farmers
(MOF), marketing of seed, and implementation timing. The PP
_tgok-anmoptimistic_yiew. It did not expect that all the delays
that could happen would happen. There were delays and progress
was disappointingly slow judged against the optimistic projec-
tions in the PP, especially at the time of the September 1978
evaluation.

Judged against the status of the seed program/industry in
Thailand at the start of the Project, and against seed projects
" funded by AID, World Bank, UNDP and FAO in a host of other
councries, s-czress in developing a seed program/industry in
Thailand has veen exceptional.

(1) Some 3,000 MT of seed of six crops are being
produced in FY 80. 173 tons were produced at
the start of the Project in FY 76.

(2) Farmers have confidence in the seed as evidenced
by 300 MT sales in small lots (1-10 bags) at the
Phitsanulok Center in 1979. Many of the farmers
traveled to the Center by bus and bought seed 3
months in advance of the planting season, because
they were afraid the seed supply would run out if
they waited longer. All corn seced, approximately
1,000 tous, is now sold out some two months before
planting begins. Demand is now far exceeding’
production capacity.



(3)

(4)

(5)

(6)

(7)

(8)
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Some 3,500 contract farm families are organized in
groups to produce seed, receiving supervision and
advice, and greater income than if they were grain
producers as they were before the Project in FY 75.
Some 200 contract farm families were organized at
that time.

A Seed Division with a dedicated staff of some

250 in the Department of Agricultural Extension
(DOAE) has been established under the AID Seed
Development Loan to manage RTG seed activities and
promote the seed industry in Thailand. There was
no Seed Division in 1977.

Four very exceptional Seed Centers have been
established and are operational. Minor improvements
will be needed but the Centers are in place and are
operational showcases of the DOAE and AID assistance.

The Project has provided a base for assistance from
other donors. The Japanese have financed a 5th seed
center with a capacity of 500 tons, mainly for corm.
It is also under operational control of the DOAE
Seed Division. This assistance has complemented

the Project. EEC is negotiating to provide a 6th
seed center or a series of small Centers in the
South, an area not covered by present project
activities.

Private companies are emerging, two are in operation,
two are constructing facilities and two more are in
the advanced feasibility stage, undoubtedly as a
result of the examples in the Seed Development
Teofact. Still other private companies are looking
into the feasibility of establishing seed businesses.
The Seed Development Project has assisted the
private companies in technical matters, training and
in providing information needed to determine the
feasibility of a private seed business in Thailand.
No private companies were willing to enter the
business at the time of Project initiation. It is
projected that the private sector will be producing

at least 5,000 toms of seed by FY 1982.

The Project has served well as a mechanism for supply
of seed for special projects, especially during
emergency situations (£floods, drought, etc.) and

its potential contributions in this area are enormous.

=
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(9) Experience has been gained, people trained, that
will be reflected in improved efficiency and
effectiveness in both the public and private seg-

ments of the emerging seed industry.

(10) The program/industry being established as 2a result
of the Project greatly increases the flexibility of
the MOAC to shift crop production in accord with

changes in climatic and economic (internal and
world market) conditions through the introduction
of new varieties and crops.

Within the elapsed time of the Seed Development Project,
Thailand bas made more progress in establishing a seed program/
industry ttan any of the developing countries we are familiar
with, many of which were assisted by a much higher level of
funding and more concentrated technical assistance. The RIG
and USAID can and should be pleased with what has been accom~
plished. Given even the same rate of progress in the next 2-3
years as in the past 2-3 years, Thailand will have the outstand-
ing seed program/industry in the region, save perhaps for India
where a program was initiated in the mid-1950's. FAO and
others are already looking at Thailand as a base for regional

training and workshops 1n seed prOgram/industry development.

The outstamnding progress made should not lead to compla-
cency. Many:prob]ems&—some serious- confront the developing
seed program/induscry in Thailand: p;qblems_spgh as waste
disposal, management, and seed distribution and marketing:
These problems, however, are solvable and must be dealt with
expeditiously.

The most saricus dilemma for Thailand's seed program/
industry would be for the RTG, USAID and other donors to
consider that the establishment of a seed program/industry
is complete at the end of this Project. A seed industry does
not develop in 6 or 10 years. It is always developing in accord
with the changing situation in agriculture which the seed
industry serves. High level RIG interest and support of the
seed program/industry in Thailand must continue. And, continued
interest in the program by international donors, including
USAID, is equally important for long term success of the effort.

4o
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II. Major Problems Confronting Progress of the Seed
Deve Lopment Project

1. The disposal of waste meterial and cull seed,
particularly at Phitsanulok whersa processing has been underway
for a number of years, is a critical problem. Waste material,
cull seed, out of condition seed that must be sold as grain
is not being disposed of. Rather it is occupying badly needed
storage space, encouraging rat and insect infestation and
causing a severe drain on the working capital account
because the non-sale of waste seed (grain) has eliminated one
source of replenishment for the Working Capital Account. This
problem is becoming acute now that four other seed centers
are operational.

2. The marketing and distribution of processed seed has
not been a major problem to Tate since the level of seed
production has not nstrained" the rather ad hoc distribution
system. This has led to some complacency that could be
disastrous now that five processing plants are operating. Seed
must be promoted and marketed through a planned system of
distribution. The MOF was expected to play the lead role in
this effort but has not. Alternative arrangements must be
made immediately.

3. The price of seed is an issue that requires immediate
attention. Costs of production are exceeding returns from a4
seed sales causing a severe drain on the working capital account.
The working capital account cannot be maintained long ‘at present
prices. In addition, the emerging private sector cannot compete
with the highly subsidized DOAE seed prices. Low DOAE seed
prices will discourage private sector expansion. It has been
shown chat “zrmews will pay premium prices for quality seed.

4. Rapid expansion of the seed program now that some
depree of success is being achieved may be tempting. The Seed
Division could be "pushed" into producing 1,500 to 2,000 toms
of processed seed annually at each seed center. This would be
a mistake. A one to two year period will be necessary for the
Seed Division staff to gain experience and knowledge in the
management and technical aspects of seed production, processing,
.. and distribution operations. Rapid expansion of production at
this point would be at the expense of seed quality and this,
in the long run, would be a great disservice to the seed
industry. Farmer confidence in improved seed must be developed
and it cannot be done with low quality seed. Rather than rapid
expansion in the public sector, private sector expansion should
be promoted.
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I1II. Proiject Design Changes

1. The Role of the Marketing Orgarization for Farmers (MOF)

Original project design envisioned a major MOF role
in the Seed Development Project. This has not and, it now
appears, will not come to pass. The Department of Agricultural
Extension (DOAE) Seed Division will be the primary agency
involved in the development of a seed program/industry in
Thailand. Components of the project including multiplication
of foundation seed through contract gIrOWeIS, management of the
Working Capital Account, processing of multiplied seed, and market-
ing and distribution of seed will be responsibilities of the
DOAE through the duration cf the project and we expect there-
after. The Department of Agriculture (DA) will be responsible
for production of foundation seed and inoculum. The MOF will~
continue to participate in the project but only as one of the '
primary agencies involved in the seed distribution system. '

2. Seed Production Targets

Based on experience toO date and projected demand for
seed the production targets for processed seed for Year VI
will be revised as follows.

Rice from 3,000 to 2,050 MT
Corn from 1,600 to 1,300 MT
Soybean from 2,200 to 450 MT
Peanut from 1,200 to 525 MT

Mungbean from 450 to 150 MT
Sorghum from 200 to 75 MT

Totals from 8,650 to 4,550 MT

Oother donor (Japanese and EEC) funded Seed Centexs
and the private sector will more than make up the target
"ehortfall" caused by this revision.

3. Increased Emphasis on Szed Promotion/Marketing

As previously noted there is a potential major problem
with distribution of seed produced now that five plants are
operating. To deal with this a Seed pPromotion/Marketing Section
should be established. at each Seed Center. This section,
probably one oT two seed technologists at the start, would
promote the use of good seed through extensive field activities
in Provinces adjacent to the Center by working closely with and
training Amphoe and Tambon Agents. Promotional activities
could include the use of radio, TV, newspaper, leaflets, field
days, farmer meetings, etc. The Seed Promotion/Marketing Section
of each Seed Center could work with the field extension staff
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to plan seed needs one year in advance so the Center Chief could
schedule his production in an orderly manner.

A similar section should be established at the DOAE

Seed Division headquarters to deal continuously with other
agencies such as the MOF, ARD, Social Welfare Department,
Crop Promotion Division, Cooperative Federation, etc. to
establish and project their seed requirements in time to
permit proper  planning of Seed Division production. The
DOAE Seed Division's Promotion/Marketing Section would also
coordinate and support the Seed Promotion/Marketing efforts
of each Seed Center.

4. Increased Emphasis on Seed Program/Industry Management

Emphasis to date has correctly been placed on establish-
ing an institutional arrangement for management of a seed
program/industry, e.g., contracting for technical assistance
and equipment, getting approval for and recruiting staff,
construction of facilities, etc. These activities will continue
but at lesser intensity. Now that the "system'" is, to a large
extent, in place it must be managed to function effectively.

DOAE management, training plans and rechnical assistance must
focus on development of an effective management system for
the seed program.

5. Privace Sector Emphasis

The private sector is beginning to participate in
seed production and supply operations--the seed industry.
This involvemant should be encouraged and promoted by the RTG
and particularly by che DOAE Seed Division.

€. Tllorking Capital Account (WUCA)

This fund will be controlled by the DOAE. Procedures
developed for implementation of the WCA, e.g., accounting
procedures, inventory control, seed sales, etc , must be
developed to serve the needs of the Seed Division and, more
importantly, the various Seed Centers rather than to simply
meet the requirements of the AID Loan. The WCA should be
developed and established as a permanent fiscal mechanism to
serve the needs of the DOAE Seed Division.
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Iv. List of Recommendations

The following recommendations are made to the Royal
Thai Government and the USAID to assure progress of the Seed
Development Project and the seed program jndustry in Thailand.

A. General Recommendations

1. That all waste material, cull seed, out-of-
condition seed, etc. (much of which presently has no value)
that have accumulated at the Seed Centers be disposed of
immediately by establishing easily implemented procedures.
Waste material, cull seed, etc. produced in the Centers should
be disposed of on a regular basis, at least every two months.
Existing waste material should be disposed of and disposal
procedures operating by June 30, 198%0.

2. That the Marketing Organization for Farmers (MOF)
be disengaged from the Project but continue as a primary outlet
for Project Seed. The DOAE Seed Division will have primary
responsibility for Project implementation including ownership
and operation of the Seed Centers.

3. That a Seed Promotion/Distribution Section be
established at each Seed Center and in the Seed Division's
central office.

4. That seed production costs be compared with seed
prices and prices raised to cover costs, particularly in the
case of corn and soyt cans.* - N L

5. That Prcject seed production targets be revised
dowmwa=d to take into account delays in facility development,
relative inexperience of personnel and management, the entry
of the private sector and to permit scheduling of prc uction
based on market forces rather than project targets. Original
targets will be met easily by the total Seed Division operations
and the private sector.

6. That the Seed Division's management style be
altered, now that the "building" phase of the Project is
essentially complete, to deal with the "operating' phase into

which the Project is now moving. A reorganization of the Seec
Division may be appropriate.

7. That RTG (DOAE and DA) continue to encourage and
assist private sector participation in the seed industry.
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8. That the RTG and USAID document the economic
benefits of the Project to contract seed producers and seed
users to produce information and data needed in planning for
the future development of the seed industry in Thailand.

B. Seed Production Recommendations

1. That for the duration of the Project, all seed
production activities including seed procurement from contract
seed producers be the responsibility of the DOAE rather than
the MOF.

2. That the DOAE should as a matter of policy select
seed growers as near to the Seed Centers as possible to reduce
transport costs, facilitate supervision-and inspection and
assure that seed quality is maintained.

3. That a new and more reasonable set of quality
standards for purchase of seed from contract growers be developed.

4, That the DOAE should no longer require contract
farmers to rigorously "hand pick' the seed before it is L.
purchased, and that all seed produced by contract growers ',
that meets established standards be purchased by the DOAE.

5. That a trial system of installing "official
purchasing" at the Seed Center truck scale be tried and that
the present system which requires two "committees'" be reviewed
and simplified as possible.

6. That the DOAE buy high quality foundation
in an "unclean'" state from the DA for processing in DOAZ
plants prior to distribution to contract growers so as to
relieve DA of the tedious task of hand cleaning seed and
maximize use of DCAZ's seed facilities.

7. That the DOAE produce an extra generation of
peanut and soybean seed to reduce the requirement on DA for
foundation seed of these low multiplication ration seed kinds.

8. That the production nf seed be done through
contract farmer growers as is presently being done and not
through the establishment of government operated seed farms.

9. That in addition to the four established seed
centers, two sub-centers, one at Chizng Mai and one at Kalasin,
be established.
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C. Implementation Recommendations

1. That a full-fledged seed certification program
not be implemented at this time but rather emphasis given to
establishment of a basic seed control system that would protect
both the farmer and the legitimate private gector seed
companies.

2. That implementation of the new accounting/manage-
ment procedures for the DOAE as designed by SGV Na Thalang
Company be implemented as rapidly as possible and extended to
include all DCaE Seed Division activities.

3. That the DOAE continue its programs to make
quality seed available to the smaller farmers.

4. That in-country traiuing programs on management,
quality control and seed marketing/production be implemented in,
CY 80 and CY 81, the latter with assistance from Mississippi
State University AID technical assistance cooperative agreement.

5. That a study tour (two weeks) of four to five v
Seed Division, high-level officials and the Senior Seed Industry -
Consultants to DOAE be made to Indonesia to observe the
operations of Indonesia's National Seed Corporationm, particularly
its network of private dealers and packaging of seed in small
containers. The remainder of the third country training should
be cancelled permitting use of funds for more in-country training
or other suitable training programs.

6. That implementation of the participant training
program be continued until it is completed.

7. That the project consultant progranm be revised
to provide for a 2nd inoculent consultation and a seed marketing/
promotion consultation with the other consultations programmed
as needed for handling under the Mississippi State University-
AID/DSB centrally funded cooperative agreement.

8. That Dr. Billy R.Gregg, MSU Serior Seed Specialist,
be extended through December 1981 and that Mr. George Dougherty,
Seed Processing Specialist, be extended until June 1981.

9. That the SGV Na Thalang management/accounting
contract continue at least through December 1960 to assist the
DOAE to firmly establish the newly designed management and
accounting system.

10. That funds presently committed by USAID for the
Seed Development Project be expended as planned including that



- 12 -

earmarked for the Working Capital Account and that following
review of the Working Capital Account in late CY 1980 a
decision be made regarding the need for additional funding
beyond the present loan.

11. That the RTG increase staffing of the DOAE Seed
Division particularly at the Lampang and Chai NMNat Seed Centers.

12. That the Seed Executive Committee consider
establishment of a small operational sub-committee to assist
with day-to-day project implementation problems--this in
addition to the existing Seed Implementation Committee.

13. That a system be established for periodic involve-
ment of USAID top management in review sessions with the Director
Ceneral of DOAE and the Director of the Seed Division.

14. That the terminal disbursement date for the project
be extended to December 1982 to allow for installation and
initial operation of all equipment, particularly that for the
inoculation component.

15. That USAID maintain an interest in seed program/
industry development in Thailand even after termination of the
project and continue to support development through (1) provision
of additional training opportunities for Thai seed workers
as funds are available, (2) support of DOAE and DA requests
for technical assistance and initiating actions needed to
obtain technical assistance under relevant centrally furded AID
contracts and cooperative agreements, (3) assistance
given to the seed program/industry in the event of the surfacing
of serious problems or impediments to progress.

D. Inoculum Recommendations

1. That the inoculum production targets be reduced
to coincide with projected seed production and farmers demand.

2. That procurement of the inoculum production
equipment be expedited.

3. That a close relationship be established between

the DA Soil Microbiology Division and the AID centrally funded
NIFTAL program,

Al
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THAILAND -SEED DEVELOPMENT PROJECT
(AID Loan 493-T-017)

STATUS REPORT - JULY, 1979

-—=~- This report is an attempt to review the past history ---
of the Seed Project\(both successes and failures), to outline
the current status, to discuss problems and propose possible
solutions, and to suggest some future actions. It was
initially prepared for use in an internal USAID review of
the Seed Project and subsequently expanded. The report was
finalized following the USAID review.

I. BACKGROUND

The Seed Project has suffered more than its share of
problems, delays, bureaucratic hang-ups, etc. And, it has
not lived up to the goals proposed in the Project Paper.
This is largely because of unrealistic planning. The goals
of the Project were set forth assuming (or so it would seem)
that full staff would be available for each segment of the
Project as needed. However, at the time the Loan Agreement
was signed there was not even, officially, a Seed Division.
The Project, in reality, did not have a home. Because there
was not a Seed Division, no personnel allocations could be
made from the Civil Service Commission nor could permanent
personnel assignments be made.

For some time the Seed Project was run, on the Thai
side, by one person - the current Seed Division Director.
In time personnel from other Divisions of DOAE were assigned
to wcrk, on a temporary basis, on Seed Project activities.
Many of them have remained.

Establishment of a Seed Division was not a condition
precedent to disbursement as it probably should have been.
For many reasons, mostly internal-political factors in both
the MOAC and other RTG Agencies and the Thai bureaucratic
process, the Seed Division was not officially established by
the Cabinet until late 1977. Only at this time could the
Project actually start to function.

DRAFTING OFFICER: O/RD:T&oper:ps € ek z'*{g'«/z,.
o Aui,",ﬁﬂ—*:ﬁ-?v
INITIAL DRAFT: 6/29/79 -

FINAL DRAFT: 7/16/79
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During this same period, USAID was in a phase-out
status and primarily concerned with completing Project- —
Papers and entering into Loan Agreements for projects yet to
be obligated. The "official" USAID attitude was that the RTG
had reached the point that it was capable of implementing
projects including all nécessary procurement actions.
USAID's role would be mainly an approval process, For some
parts of the RTG, e.q., DTEC, USAID's attitudes might have
been partly valid; but not for the great majority of agen-
cies. Present implementation problems in most projects,
especially those involving outside procurement actions,
substantiate USAID's erro-.

What USAID was doing, in the case of the Seed Project,
was expecting the impossible. DOAE, and more particularly
the Seed Division, was facing a task, in terms of procure-
ment, which makes up a major part of the Loan, that they had
no idea how to deal with. USAID Project Officers were only
slightly more skilled. The MOAC does not have a central
procurement office, at least not for the type involved in
this Project. That leaves each Department, in reality each
Division, on its own. Lessons learned have little carry
over. This is exemplified by the fact that the Special
Projects Division of DOAE now is going through the same
process and learning the same lessons.

Also to be taken into account is the fact that the Seed
Project was one of the first Lecans to be implemented.
Neither USAID nor the MOAC had any idea what they were
facing. In the past clearances were easily obtained. It was
USAID money. Now it was RTG money and subject to all the
RTG bureaucratic procesves. Few people knew what they were.
As an example, DOAE officially advised USAID that it would
be ready to sign the contract with MSU almost immediately
upon conclusion of negotiations. However, when it reached
the Office of the Under-Secretary for approval, he insisted
it be approved by Department of Public Prosecution. Public

USAID requires but which are contrary to Thai regulations.
The list could go on and on. The Chief of the Seed Division
spent literally days for a period of more than six months
moving contract approval along. This obviously took time
away from other activities. Equipment procurement approvals
are almost as time consuming,
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As a final note, the MSU Senior Seed Specialist advised
shortly after his arrival, and later in an official report,
that had the personnel and procurement actions envisioned in
the PP taken place as planned the Seed Project goals were
obtainable, in a developing country - over a period of ten
to twelve years. T Tt T L

II. PROJECT IMPLEMENTATION AND CURRENT STATUS

During the past several months tke Project Officer and
Assistant Project Officer for the Seed Project have visited
all of the Seed Processing Centers at least once and have
observed seed multiplication and seed buying activities in
areas both adjacent to and far from the Centers. 1In all
cases Seed Project activities were discussed with Seed
Division personnel, other Extension officers and participating
farmers. Observations made and resvlts of discussions will
be contained in subsequent sections of this report.

During the same time period the Seed Project has under-
gone an exhaustive audit by AAG/EA. USAID has just received
a copy of the final draft and the repcrt itself should be
issued by the end of July. This report will also address
some of the points and recommendations contained in the
audit report.

After a review of the 1978 Evaluation Report, AID/W has
raised several questions and made requests for information
(STATE 145353). An interim response (BANGKOK 21277) was
sent advising that this report was tc be prepared and would
be addressing many of the points raised. Those which would
not be addressed were answered in the interim reply.

The Seed Project is a highly ccmplex undertaking
involving many diffe.ent activities, some of which are very
sophisticated. Each of these, as well as some elements,
e.g., staffing, which affect all Project components, are
discussed below.

A, Foundation Seed Program

The Foundation Seed Program i1s onr of the less
problematic Project components. The primary problem has
been one of coordination between DOAE and DA in terms of
both ordering and taking delivery of seed on time. The
situation has improved as the Project implementers hzva
gained experience. 1In the past lack of adequate storage
S5pace was one reason for DOAE nut taking delivery of founda-
tion seed as scheduled. Completisn cf the Seed Processing

q”k
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is on its way and a prccezsing plant is being ccnestructed.
Seed Project personnel assistzd with the ejuipment speci-
fications and buillding plans. Staff w.ll be trained at the
Project Seed Centers. Like in the Seed Project, the firm
will contract with farmers in the vicin.ty of the processing
center to prcduce the seed. The farmera will be provided
with seed, credit, etc, by the f£irm.

Five other ccmpanies, some multinational, are
seriously ccnsldering and are currently investlgating pros-
pects for invoivement in the secd business,

III. GENERAL COMMENTS

The Seed Project has besn plagued by preblems. But,
this is not just the fault of the RTG. AID shares the
responsibility. RTG failure t5 supply personnel, budget and
other resources, etc. as scheduled, ha:s kteen well dccumented.
AID lack of attentior to the Project has not, except for
mentioned in the MSU Senicr Seed Speciaiist's annual report
and more recently by the AAG/EA.

The PP, prepared by AID, impcsed an .mpcssible imple-
mentation schedule ccnsidering RTG capabilities in several
areas and the AID attitude cf minimal parcticipation.

Also nct documented, w!th the exception of some mention
in the MSU advisor's reports, are Project successes. Both
Evaluation Reports and the AAG/EA Audit dc not mention them.
Failure to do so in the 1978 Ev:zluaticn Report was called to
the attention cf the rest of the team by Dr. Llcoyd Frederick
but the team members finalizing thes Regcrt decided not to
incluée a "success" sectlisn., It w.ll ke included as a part
of the 1979 In-House Evaluaticn. The past year has shown
tremendous improvement. Thinges are mcvingl.

The quality and dedication of mczt of the Seed Division
staff is very high, Long hard wsrk has prcduced results.

Activities in the field have gone very well considering
what there has been to work with. The probiems have bsen and
will continue to be bureaucratiz and mostly at the national
level. The Project will be abie tz produce and process the
seed. The rest is up tc the bureaucracy.

The importance cf seed in any agriculitural develcpment

activities is high enough to just:fy extensicn cf the current
Project in order to provide all Prciect inputs.

Y
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1,
IV. IMMEDIATE ACIIONS IO BRE IAKEN

1. Extend the TDC fcr up tc one year to cover not only

the MSU contract, which is scheduled tz terminate March 21,
1981, but also the inccuium productlzn equipment yet to be

" ordered. The current TDD is Decemkber 11, 1980. Fainal payments

for the jnoculum equipment cannst be expected to be made
before early 1981, Final payments for zome seed processing
equipment may also extend bevond the TDD. (Between the time
of the initial draft cf this report and the USAID review,

USAID received an ofticial requesst to exterd the Project for

one year.)

2, Extend the funding pericd for the training grant to
cover Master's degree candidatesz whz will begin training this
year and in August or Septsmcer, 1986. It they do not begin

this year funds shculd be ssitched to short-term training -
both U.S. and Third Country.

3. Discussionz and resclut:ons =f current problems,
especially marketing, between RIG and USAID officials above
the implementation level,

4. Continue increassd USAILC participation in the
Project.

5. Complete the IFB fcr the inzculum production
equipment.

6. Work with the Seed Diviel:zr tz eatablish a system
whereby informat.cr on numberz of favmers perticipating and
number of rai planted iz ava‘lable at the Bangkck level as
well as in the field,

7. Make a determinatzon as tc how the Project should
be restructured or revised (as recommended by bcth AID/W
and AAG/EA) and complete ths necesszary documentation.

V. DECISIONS MADE DURING USAID REVIEW

1. USAID and DOAE should jcintly review the current
progress of the Project arnd cons‘der necessary revisions to
the Project design and implemantation plan; particularly
with regard to the most mpcrtant re-cmmendstiorns of the
1978 Project Evaluation.. (Inls has Leer prcecsed to DOAE
and USAID has received :indication cf interest.)

1l/ As of June 29, 1979 - tke date of the initial drast.

a
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2. Extend the TOD tc April 11, 1581 to ccver the MSU
contract. The decision tc extend tc the requested December 11,
1981 will depend cn the cutccme cf the Project review.

3. Exterd the funding pericd for the training grant
to cover the M.S. candidates whd arée schzduled to depart in =
August or September, 1960 with the understanding that they

will depart at that ctime.
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Final Evaluation: Thailand Agricultural Development Loan 493-H-015 page two

F. Purpose: Two part evaluation: 1} primary purpose to review and assess
all phases of the loan, e.g., implementation, achievement of purposes/goals
and meeting USAID requirements; and, 2) an overall look at BAAC operations
and internal administrative problems. Both parts are to address the extent
to which both AID loan funds and BAAC policies reach low-income farmers.

ad



B. Comment

During Novembexr and December of 1376 a large joint
Thai-us.evaluation team undertook to assess the progress ot
the loan, to jdentify causes of the many delays which had
been encountered and to provide observations and recommenda-
tions aimed at improving planning and implementation of
future development projects. careful study and observation
by the present, much smaller, evaluation group confirms the
1976 f£indings and fully supports the conclusions and
recommendations which are contained in a January 1977 report
attached hereto as part of the evaluation.

It appears redundant to repeat statements of fact
as contained in the 1976 evaluation, for that report did
indeed pinpoint causes and effects for delays in loan
approval and subsequent implementation. In essence, it
seens clear that:

p

1., Flaws in jnitial planning and implementation
of the project by the US and RTG brought on problems of baht
generation, program coordination and communication.

2. Rigid procedures of both the US and RTG
engendered their own special problems.

3. tack of understanding on the part of MOAC and
BAAC regardirg loan requirements, difficulty on their part
in designing acceptable projects and lack of coordination
rasulted in further confusion and delay.

4. The US and RTG planned and agreed to a loan
that was poorly designed and initially, at least, poorly
implemented.

G\C\



charge of the Project explainegd that ag Yet no OpPerating
funds haq been maqge available for 1979, but that hig budget
request wag under consideration in Moac, The Evaluation

Neverthelegg point it oyt 28 an example of poor Planning
and follcw-through with the result that funds frop the loan

It has been said by earlier RTG and gs observersg
that thig loan should not have bean implemented. While there

\&L



expand_;nd improve Moac capability to Prepare and implement
long-term agricultural Projects has been fully achieved.

The Evaluatioy Team belicves, however, that the ability of
BAAC to design and implement development Projects ang carry
through with effectiva lending programs has been ¢ensgiderably
enchanced, To that extent, the loan has Successfully
achieved a major coal.

F. Recommendations

1l. That any futurae loan intended for long-range
agricultural develcopment Purposes not bae authorized prior

8upporting data, including disbursement schedules angd a time
frame for Project completion.

4. fThat any loan, the implementation of which
‘2quires services of outside Specialists or consultants,
‘antain provisions to insure that such services are adequately
unded either from loan Proceeds or other Sources.

Vb\
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Proceeds to avoid decbligation. Such lecans might well be
designed so that an initial large committment could be
released in timed stages under Separates approval as Specific
pPhases of the pProject reached completion.

Evaluation Team

l. Miss Tatanee Srikijkarn, 0ffice of PFiscal Policy,
Miniatry of Finance

2. Mr, Suphot Srisa-arg, Manager, Research and Evaluation
Division, BAAQ

3. Mr. Uoychai Vattraphoudej, Assistant Project Officer,
USAID

4. Mr. Glend G. Browne, consultant, AID/W

\oY



G. Conclusions

The fo#egoing narracive indicates the far reaching
changes and improvements in BAAC during recent Years and
outlines several areas requiring ucme additiocnal attention.
Under present management it is reasonable to anticipate that
necessary corrections will be made and that further improve-
ment in Bank operaticns will take place more or less as a’
matter of course. '

The Bank has the potential of tapping large new
fund resources domestically, as well as from external sources,
Possibly including the United States. Commitment of such

funds, particularly from external donors, will require well-
developed fully-planned and scheduled projects, the preparation
of which is weil within the Bank's capabilities.

In addition to loan fuﬂas, BAAC can continue to
utilize effectively the ' services of outside specialists and
short-term consultants. Fields in which professional help
may well be needed include elactronic data processing,
computer operations, training, resezrch, development banking
and management. Tha record of present BAAC management in
making use of and implementing reccmmendations of outside
specialists is good.
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Thailand Sericulture/Settlements Proj;ct page two

~e  aw .

F. Purpose: Assess the progress against log-frame end-of-project and
output indicators, emphasizing organizational and management aspects and
problems of the project as well as silk production, extension/training
and technical problems.

* (BAAC, inferred from page 28; this money not yet disbursed; moreover,

the RTG is providing such substantial additional subsidies to farmers if —

this project that a high overall deficit ensues, raising questions of
, .Sustainability. page 35.)
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SUMMARY

The Sericulture/Settlemsnts Project Lcan Agreement
between the RTG and USAID was signed September &, 1976 for
$2.6 million to be equally divided between Public Welfare
Department (PWD) and Bank for Agriculture and Agricnltural
Cooperatives (BAAC). PWD is the implementing agency for
the extension aspects of recruiting, training and counseling
silk producers. BAAC provides the credit through local
branch banks to project participants. Technical information,
training, hybrid silkworm eggs and cocoon marketing services
are provided by the Sericulture Division of the Department
of Agriculture.

Settlers in ten Northeastern Land Settlements are the
target audience. According to a 1977 b i1seline study, these
gettlers had seven family members with a combined average
income of 9,245 ($462). The goal of the Project is to
increase the family income of participants by fifty percent
in five years. To do this 1,500 familles are to produce
silk cocoons according to approved practices.

Project technology includes the planting of four rai
of mulberry, building a silkworm rearing house according to
specifications - and rearing hybrid silkworms following
approved husbandry practices. By September 30, 1978, a
total of 588 families were either producing silk or in
the early stages of training or establishing mulberry plots.

Major technical problems are the production of mulberry
leaves by the farmers and the supply of quality hybrid
silkworm hatching eggs produced by the Sericulture Division.
Both areas are seen as critical constraints to silk cocoon
production. Mulberry culcural practices of using mulch,
compost, manure, chemical fertilizer and weeding are within
the means of the villagers. Lack of water or flooding are
problems over which the farmer has less control. However,
location and soil type combined with good cultural practices
can ameliorate these conditions.

Production of hybrid silkworms is a temperate zone
technology where the parent stock produce eggs only two times
a year. To hatch siikworms for six or more cycles required
in this Preject, involves storage and breaking the dormant
cycle as needed. The technology and facilities are available,
but require more testing and adjustment in procedures to
attain a hatchability rate of domestically produced eggs
camparable to those imported from Japan.



be good with many members obtaining cocoon Yields only
8lightly less than in Japan. The old silk worm rearing
houses facilitate the rearing of worms relatively free of
pests and disease. The PWD extension workers appear to he
doing an effective job of assisting farmers with mulberry
Production and worm rearing.

Farmers are receiving a good income from silk cocoon
production. The average farmer produced 106 kilograms of
fresh cocoons in 5 cycles between May and December 1978,
making a gross incoma of B5,485, with an estimated g47s
net income. Cocoon pPrice hag recently increased by B38 per

The Project is behind schedule in disbursement of funds,
number of members anticipated and production targets. This

combined with recent increases in gilk Prices, the Project
should gain momentum over the next three years and should be
able to meet Planned targets by 1981,
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CONCLUSIONS AND RECOMMENDATIONS

1. The Project, while not achieving the targets
originally planned, is meeting the basic objectives of
increasing income of poor people in the 10 land settlements
areas. The average income in the 10 settlements in 1977
was B10,592 and the medium income B10,650 with a low of
E6,315 and a high of B21,551 per family.

2. Technical knowledge of mulberry production is
available but most farmers do not follow the recommended
practices of pruning, applying compost, manure, mulching and
chemical fertilizer. Those farmers who follow the recommended
practices are achieving good leaf production. We would like
to see more innovativeness in pPlanting mulberry to achieve
higher production. an adequate food supply is tha key to
highe:s coccon weight and better quality silk. A contest is
Ssuggested to stimulate increased use of approved pract'ces.

3. Technical knowledge of silkworm rearing appears to
be good, with most people following directions. Many report
large losses of worms during the rainy season. Man; producers
report yields of 20 kg. or more of cocoon per box and are
striving for 24 kg. yields achieved in Japan. Producers
obtaining high yields appear to do so consistently,indicating
they are following good practices. Coversely,low producers
are also consistently producing less than the average.

4. We are concerned about the cost of the silkworm
rearing houses, usually B15,000. Construction materials
varied, but all were very sturdy with cement block
foundations, wooden, block or brick walls and corrugated or
asbestos roofing. Some people built the house -themselves,
others nired a contractor. The villagers did not think of
them as being too expensive, but were proud of this new
status symbol. We believe a less expensive house could be
built utilizing local material that would still provide the
sanitary and comfort conditions required by the silkworms.

5. Credit is being extended to farmers in all settle-~
ments as fast as members for the Sericulture Project can be
recruited and trained. By September 30, 1978 a total cf
B6,934,780 credit was extended out of 13,215,000 approved
for 588 families in the 10 settlements, Wwitha total loan
isually being B20,000 to ¥25,000 for the rearing house,
equipment and starting mulberry plots.
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6. It is too early in the Project to determine the
repayment rate, but it is expected to ha 5504 since the
cocoons aras marketed through the Korat Center. The Tepayment
is’ deducted at the land Settlement at the rate cf 40% of the

repayment rate, but if farmers can earn more selling Privately,
collection could become 2 problem.

7. The BAAC provides guidelines byt apparently giveg
the local bank manager some discretion in collatoral or
number of guarantors needed for loan approval. This ig good
and we would encourage the bank to be innovativye and not overly
strict in applying collatoral or group guarantee:rules to ‘' the
vVery poor who have demonstrateqd industriousness or willingness
to produce siik,

8. The extension workers appear to be well trained
and enthusiastic, The ratio of one extension worker to 20
families Seems rather high ang Probably coulgd not be maintaineq
in a greatly expanded Program. The Project does provide a

9. The supervisors are knowledgeable and seems to
generally bae doing an effective job of managing the Project
within the Settlements. Most women supervisors Seemad
to be effective in their work.

It is a family business with all members of the family
1nvolved, particularly at busy times, Women ang teenage
girls were most often responsible for the gathering of leaves
and feeding worms, but men dig these jobs ag well,

The reason most often given for men attending training is that

attend.

12. Cooperatives have not beep a significant component
of the Project to date. Since the pPromotion of cocperatives
would require a large investment of personnel ang financial
resources and would divert attention from the more central
objective of increasing Production ang incomes, it ig recom-~
mended that the Cooperative element of the Project be



-5

13. This Project has the potential for replicability on
a broader scale. It has been shown that the technology can
be transferred Successfully. Scattered incidences of spread-
effect have been observed already in the vicinity surrounding
project sites. RTG, howeaver, must aocon undertake Planning
for the replication phase in order to be Prepared by the
termination date of thig Prcject.

14. The Project Coordinating Committae appears to have
been an effective mechanism for discussing and resolving
problems among the implementing agencies.
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Agricultural Sector Analysis in Thailand: 1978 Evaluation of the
Five Year Report ‘. . page two

F. Purpose: Juvdge the extent to which the project has succeeded in
developing an independent and self-sustaining capability that will carry
on the work; paying particular attention to rural poverty(the proposed -
three-year extension of the project would have as a primary aim giving
added emphasis in this area). In particular, examine how the project has
addressed the needs of those on smaller farms,  in order to test the

, hypotheses that improved analytic capabilities in fact benefit the poor; and,
finally, make -ecommendations on how best to meet the needs of the rural poor
in the future. ‘

.

H. Evaluation Team Composition: i
Joint Thai-U.S. Team:

7'Dr. Warin Wonghanchao (Co-Chairman)-
Dean of Economics Faculty
Chulalongkorn University

Dr. George S. Tolley (Co-Chairman)
Professor of Economics
University of Chicago

Dr. Tongroj On-chan
"Professor of Agricultural Economics
Kasetsart University

_;Mr. Sombong Pattamavichaiporn
Technical Services Divisien
-Department of Technical and Economic Cooperation of the Royal Thai Government



VI. OVERALL ASSESSMENT OF IMPACTS AND SUMMARY EVALUATION

. In the opinion of the review team, the project has succeeded
in its mission of establishing a high caliber operational capability for
applying agricultural economics analysis to govermment policy problems in
an action setting.

Evldence of several kinds supporting this conclusion has been
cited in the preceding sections. The methodology of the models.has been
found to be up to date and generally sound. The models have been used in
a variety of ways to aid policy making at the nati;nal and local levels,
and the uses show every sign of contilnulng to expand. Many project analy;es
have concerned rural poverty directly. Most of the activities of the
project have impacted rural poverty because of the emphasis on incomes in
agriculture and low income regions such as the Northeast. The capability
which has been developed has been successfully institutionalized, with Thai
tiumzz and machine resources able to maintain the models and carry on the
policy work after departure of the ISU team.

Because ar infiunnce on major policies affecting agriculture is
achieved by a project of this kind at a low cost, relatively'speaking,
it i5 a cosc effective way of promoting agricultural and income distrib-
ution objectives, and thus 1s cost effective in favorably affecting the
1ives of Thai wurai farmers. As an example, the analysis of Fourth Five
Year Plan alternatives led to i{dentification and choice of a strategy that
was more favorable to raising incomes in the Northeast than other gtrategies.

74
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If the strategy turns out to be only very partially effective, succeeding
in raising the incomes of .5 million farm families by $§5 per year, the
resulting $2.5 million gain in yearly income in the Northeast would far
xceed the costs of the project which even in its development years has
apparently not had costs beyond this range. The foregoing illustration
13 conservative, applying to only ome of myriad uses of the models of the
‘project. FPossibly, no other activity concerneé with development and r;r;i—‘
poverty matches the cost-effectiveness of this project. The project 1is
complementary to other kinds of activities concerned with develépment and
rural poverty since it helps in the choice of policies and programs which
importantly determine other activities.

Aside from the uses of the models as such, other products of the
project are used including the data generated and the background analyses
prepared for the models such as the demand and cost of production studies.
Among the most important outputs of the project are the insights developed
which contribute to guilding up knowledge about the agricultural economy
of the country and which are used almost unconsciously in answering requests
pot drawing specifically on the models, in framing policy suggestions and in
contributing to formal and informal discussions bearing on the country's
future. Considering all the uses of the project outputs, both formal and
informal, the benefits of the project can be deduced to include benefits
resulting from avoidance of policy mistakes that occur when policies are
undertaken which are untried and which have not been subjected to prior
quantitative assessment. The avoidance of mistaken policies, which without

the project would have been undertaken, but which are not considered
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seriously once a stock of knowledge about agriculture is built up, raises
the cost-effectiveness of the project above that considered above which
concerned only formal analysis of specific visible alternatives.

. Compared to other pos-ible policy planning approaches, Agricultural
Sector Analysis has several unique characteristics. First, being compre-
hensive, it forces a total and consistent view of agriculture, helping to i
maximize the likelithood that all important effects will be included and that
estimates will be accurate. Second, Agricultural Sector Analysis gives
quantitative answers helping to sort out the important from the'unimportant
effects of policy alternatives and helping to select policies contributing
more rather than less to goals. Third, Agricultural Sector #nalysis as
developed in the project is an operational policy tool. The results are used
directly for policy and not primarily for those in the academic community
or others who might or might not take the extra step of making the results
policy relevant.

Side effects of the present project m;y be noted. The project
has trained people, adding to the intellectual assets of Thailand. It has
contributed to the ypgrading of an arm of government through its direct and
indirect effects on DAE. Finally, the project has added a new component
to Fhe agricultural economics profession in Thailand. The by-product of
interactions of Agricultural Sector Analysis personnel with other agricul-
tural economists enhances the agricultural economics profession in the
nation and contributes to the ultimate wider development of research knowl-

edge about the agricultural economy of the country.



VII. RECOMMENDATIONS

The following are the recommendations of the evaluation team,

summarizing and elaborating on recommendations contained in earlier secticus

of the report:

1.

2.

3.

Additional assistance will be needed to complete the development
of models now nearly completed. This could be done by temporary
consulting help. If the full development of rural development
and poverty capability is to take place, a full-fledzed continua-
tion of the project would be necessary with a resident team.

The input-output technique for analysis of local and regional
effects is a tool that is very co—patible with linear programming.
The DAE can and is preparing to obtain data to calculate input-
output coefficients for nonfarm activities which are closely

farm related, such as farm invuts and agricultural processing.
Information on other activities is available from elsevwhere in
government. On the other hand, the macro modelling suffers from
data problems and partially overlans macro modelling being done
elsewhere in Thailand. The problems of linking it usefully with
the linear progcramming models are great. A strategv that emerges,
then, is to concentrate the analysis of nonfarm activities in

the input-oytput modelling and dem-emphasize the macro modelling.
The main variables needed from the macro modelling is income.

The feed backs at the national level from acricultural events

is a topic to be explored in the future but mav well legitimately
be de~emphasized in the near term effort.

orts to relate the modelling to long run factors determining
econo elopm an mes of sesnents Or—the

farm and nonfarm economv should be initiated. e reaso r doin
some work afong those lines 1s to provide a basis for kceping the
sector analvsis consistent with the long run determinants of
developments in the Thai economy. Particular attention might be
given to migration and to the course of the general level of wage
rates in various sectors of the economy, which change markedly if
there is successful development and has implicatiors for the terms
on which labor supplies itself to agricul'ure and for the choice
of farm technologies. ‘Fullv extending the models to consider
credit and other factor® is also to be recommended. -
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4.

5.

7.

78

The elevation of status of DAE which is in prospect will promote
two way communication, as DAE will have an _increased respongi-
bility for all policies related to agriculture. The two-way
communication wi1ll be enhanced if the top echclons of the MOAC . .
take steps to formally ensure that the apencies within the Ministry
make their views and needs known to DAL and that DAE makes known

its capabilities and policy results.

Two-way communication will be further enhanced if there 1is greater
communication among agencies both within MOAC and outside MOAC at
the working level. This is takinz place in many ways. It is
recommended that DAE on its part undertake to initiate as much
contact and cooperation, particularly among rescarch technicians,

as possible.

Steps that could be taken to enhance two-way communication with
the academic community would be to seek cooperation in developi
needed coefficients and analyses used as inputs or extensions of
the models. To a significant extent, this could be accomplished
by arranging meetings and continuing liaison in which there was
give and take about the models and in which the needs for behavioral
analyses to pive inputs into the model were explored. Bevond this,
leaves of absence of various academic personnel to work in DAE for
a period might be considered, as well possibly as subcontracting
particular assignments to universities. The development of a
capability for fully evaluacing national farm credit policies is
but one example of a possible focus of such cooveration.

Consideration might be given to fostering more two-way communication
between DAE, particularly as re ards its rural development results
as they emerge, and those at the provincial level charged with
Planning, as it is reported that there is a relative inexperience

in carrying out the program and roject choice procedure that go
with the increased emphasis on planning at the provincial level.

Elimination of overlap and fostering of greater cooperation between
the data collection activities of DAE and the National Statistical
Office appears to be proceeding. A data im rovemernt effort that

might be more fully explored is for DAE to contribute to increasin

the quality of information obtained from the provincial level N

agricultural offices who, it is reported, sometimes could be more
Bystematic in their reports on acreape, yield, production, prices
and other variables. Partly there may be a necd to communicate
with the provincial offices to let them know how important this
reporting is. Partly there mav also be a need to offer training
on how to obtain the information. DAE would be in an excellent
Position to offer this training in view of expertise on data
collection.

W



9.

10.

Begt Available Docus

79

It is to be hoped that the enormous strides in the development
of DAE will continue in the futura: The upgrading of the DAE
should enable more Ligh level positions to be available and thus
bgln_gg_£g£g£g~gy;lggsonnel who have been trained and who may
now find attracclve opportunities outside DAL available to them.
While they would still undoubtedly contribute to Thailand's
ggyelopment, the particular nceds for the analytic capability
offercd by DAL makes it desirable for them to stav there if possibie.
It will in addition be important to continue to train people to

advanced levels to eénsure an ongoing process, wheroby those now

to bé—Ebentuallv partially replaced by younger technicians in the
future who hopefully will be professionally as well qualified.
Ihere might well also be a role for re-tread programs to ensure
that the staff remains profesgionally current.

One of the most effect.ive ways for helping the rural poor in
Thailand might well be for DAE to be charged with responsibility
not only for evaluating particular rurol proerams ained at the rural
poor, but also to undertake an in-depth analysis of policy alter-
natives aimed at developing effective a g
On _quantitative assessments of their impacts. DAE has elmost
certainly the only extant capzbility for undertaking this task.
DAE would be charged with working with the responsible agencies,
nc.uding mast preferably a commission charged with mwaking legig—
lative and administrative proposals, to develop the overall strate
and then to translate the strategy into an operational set of
programs which would provide the guidelines for allocation and
administration of programs concerned with the rural poor. An
ancillary effort would be to analyze the effects on the rural poor
of policies| such as rice price pelicy, which are not aimed at the
Poor as such but which may have an important influence on_them.
In this way, thc interest in helping the rural poort could be given
a weight in all policy deliberations, not just those concerned

———— s T JUST those concerned
directly with tne rural poor--enabling a concerted and consistent
attack on rural poverty problems. .

Fy
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PROJECT EVALUATICN suMARY (PES) — PAPT II

#13 = Summary

The gegd,ﬂpn.lmproved-food-productlon.systems has led to an increased
emphasis on gqu~pro$ectlog and a greater awareness of the yield losses
in developing countries resulting from animal damage. T
Jiihiepepapu=St bbb
At the time the AID/DWRC agreement was initiated, 11ttle was known about
vertebrate pest blology/control as it relates to food production systems
in the developing countries. As a result of AID funded projects, the
DWRC has expanded the body of scientific 11terature relating to the con-
trol of animal damage and explofed new methodologies for assessing that
damage. Research models have been developed and LDC scientists have
peen provided opportunities to research local agrlcultural problems.

DWRC has been able to make substantial progress 1n the attainment of
predetermined goals for major projects in the Philaippines, Sudan, Bangla-
desh, and Haiti. The vampire bat control project has been brought to a
successful conclusion. As 2 result of this program's component projects
numerous field and laboratory techniques have been developed which will
enjoy wide application in other pest blology/control projects.

#14 - Evaluation Methodology

The project was evaluated at this time with the objective of performing
a comprehensive analys:s of the project's planning, organization, oper-
ation, budgeting, and research components.

The project was evaluated by a team of four recognized livestock scientists
who reviewed in detail issues relating to project 1mplementation with

Dwac stall ~a-bhars., The svaluation team was composed of:

wWwilliam D. FTitzwater, Director, Biologic Consultants, Chairman

Dr. Robert E. Gray, Specral Assistant to the Deputy Director of
Technical Assistance, Office of International Cooperation and
Development, USDA.

King L. Lovinger, Director of the Information Division of Animal
and Plant Health Inspection Service, USDA.

pr. John W. Walker, AID, DSB/AGR/L, Project Manager.

The followling DWRC staff members part1c1pated in the evaluation sessions:

Clyde Jones Richard Curnow Michael Fall
Richard L. Bruggers G. Clay Mitchell John De Grazlo
Donal S. Balser R. Daniel Thompson & Staff Glenn A. Hood
Howard P. Tietjen William Dusenberry Charles P. Stone

%



£15 ~ Excernal Factors

The ne=d for a greater understanding of the magn tude of food and fiber
losses res.lting crom vertebrate pestTs and the need to design and imple—
ment programs to control those losses has not changed. During _

the life of this project am increased awareness of food losses during both
the production and distribution processes has developed on che part of AID,
other donors; ana reclplent countries. 1n several countries, as in the
case of the Phil-opines, vertebrate pest control systems have been LnCOTP~
cha;gg_gg;o_nacgonal small farmer rural development strategleSe _chh )
additional exparience on the part of DWRC and recipient countries, cthe
program will develop an increased expertise. A critical mass of knowledge
and expertise has been generaced which will prove valuable in the develop—

ment of future control projects:

416 - Inputs

DWRC has not encountered serious problems with respect to the delivery of
project inputs. During 1978 DWRC scientists and consultants spent 435
person days in 24 countries working on evaluations, cooperative studies
with host-countTy scientists, liaslon/coord;nation with ynternational
research organizatlons, and trawning. Support 15 continually requested
by AID/W, USAIDs, Reglonal Bureaus, Regional offices, and cooperatlng
countries.

417 - Qutputs

tnat Rhadanine 3 1s a highly effective marker when used 1n a grease formu
lation, the determination that DRC 4575 has the pocen:ial for use as an
acute rodenticide, the development of an automated computer systen which
determines the daily feeding patterns of rats, and the demonstration that
microtaggant plastic partlcles can be employed as a bait mark and to
Top-czily nETS -.=ds and rodents-

some of the program's more recent outputs would include; the demonstratloa

In the Philippines, the national government has adopted a series of
racommendations which have resulted 1n the melementation of an effective
method of rice field rodent control through sustained baiting with ant:-
coagulants by small farmers. In 2 similar action, Philippine rodent
control programs were recrganized O incorporate improved methods developed
by project personnel. Vertebrate pest control research and training

has been incorporated into the Philipplne National Crop Protection Center's
Program. More chan twenty Pnilippine graduate students have completed
thesis work 1n assocration with the project.

A
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In the Sucdan, the project determined that the widely practiced popu-
lation reduction bird control programs were ineffective ana uneconom:cal.
Indications resulting from project sponsored field trials are that an
effective protection of small grain crops from bird camage can be
achieved wi:th relatively low levels of methiocarb repellent head sprays.

In Bangladesh the Agricultural Fesearch Institute has formed a Verteorate
Pest Division, which has selected counterpart personnel and establaished
cooperative ties with other institutions. A new lacoratory and of{ice
,facility has been put into operation. The project has sponsored work-
shops and training sessions for personnel from the Agricultural Research
Institute and other government agencies. During 1979 a nactionwide survey
of wheat rodent damage was completed. The survey placed wheat yield losses
at 12 percent or an estimated $15 million at current domestic prices.

The program's Haxt.ian project gathered information relevant to vertebrate
pests and their impact on that nation's agricultural sector. A feasibi~-
1ity study was performed regarding the possibilities of topically treating
corn plants with chemical control agents as deterrents to cotton rats
(Sigmodon hispiaus).

Con'’

#18 - Purpose

The project purpose is to increase small farmer incomes and the supply of
food 1in developing countries by reducing that damage to field crops
caused by rats and noxious bards. . Project purpose is met in part by;
in-country programs, TDY activities by DWRC at the request ot AID/V,
USAIDs, and cooperating countries, and the continous research activities
of DWRC relevant to rats and noxious birds. A greater utilization of
economic impact analysis in future evaluations will provide greater
insights 1ato project's attainment of 1ts stated purpose; the increase

of both small farmer incomes and food supplies through vertebrate pest
control.

,) ~f s

#19 -~ Goal

i

<

The project goal 1s to develop safe, economical, and effective vertebrate
pest control methods that are compatible with social and economic conditions
existing in developing countries. All methods developed or in development
are consistent with scientific principles. Special attention 1s devoted

to those demands that are unique to small farm systems. Progress indications
from countries like the Philippines and Nicaragua, where certain types

of Vertebrate pest damage have been reduced or eliminated, demonstrate

that project activities have been and continue to be consistent with

stated goals. .
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#2 = Beneficiaries

The Vertebrate Pest Control Project has been desizned and implemented in
such a manner as to generate a positive venefit strear accruing directly
to the cooperating countries' small farmers. Additional bencfits accrue
to urban consumers when food prices tend to stabilize as a rezult of the
increased supplies geanerated by the reauction of vertebrate pest related
losses.

While vertebrate pests are not the only sources of crop losses that small
farmers incur, their damage 1s extensive and costly. It has been estimated
that $25 million is lost each year to rats, by Bengali wheoat farmers. Verte-
brate pests consume an estimated $100 million of the grain crop annually

in affected African countries. The project has had an impact in reducing
these losses. Rat damage on 500,000 hectares of small holder rice in

the Philippines has been reduced from five to one percent, generating a
savings of approximately $50 million every year for those producers. In

the Philippines and Colombia, the project procduced ccntrol systems that

have been effective in the reduction of rat damage to coconuts.

The project has had and 1s expected to have substantial impacts upon
income distribution. Farmers who invest theair limited land, labor, and
other resources in recommended technological Tarming packages can expect
to receive an increased return frcm their efforts rather than losing a
portion of their production every harvest to pests.

#21 - Unplanned Effects

Due to time and logistic constraints, the Review t ommittee did not
address this issue.

#22 - Lessons Learned

It was the opinion of the reviewers that the Vertebrate Pest Control
Project could serve as a model for the development of projects of a
similar nature. §ggg_qﬁ_the_faqtors which have contributed to the
success of the project are: l/an integrated approach which includés™-
research, training, and interacticn with local institutions to develop
and implement programs to uti1lize suitable pest control methods in
problem situations; a development approach based upon local field crials
in each situation to provide not only the necessary scientific proof of
technology but also as a major step 1n the process of developing effective
implementa%tion programs which can be sustained by local institutions; and
the complementarity of U.S. aomestic and international programs.
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#23 —~ Remarks

The Review Team rggommended that the Vertebrate Pest Control Project be
continued for an additional three years pbeyond the present termination
date of September 30, 1980.

The Review Team also rgcommended that DWRC researchers working in host
countries should be g;adually phased out of long~term projects as host
country counterparts become fully trained. With respect to the dis=
semination of information, the team had two recommenuaations; publications
should be prepared with the expressed purpose of familiarizing regional
bureau, USAID, and LDCs with the functions and services of %the DWRC

and that greater attention should’ be devoted to disseminating DWRC
generated information to indivadual farmers as well as incorporating °
animal damage control techniques and tools developed through research
jnto LDC farming systems. It was recommended that future evaluations
should include a close Jook at field projects by experienced, knowledge-
able reviewers as a means of determining host country acceptance of the
validity and usefullness of DWRC research. F£§§;;x$_§§§ﬂgga@_peCUm@gnded
tnggwéﬂgreatenﬁusevqf_econom}c~§qaly§}§_§pgp}d be made thrqugﬁd@E-Epe life
of a;;“regegygh_prolgétéfwmsconomlc data are amportant +or project justi—
fication; are needed to motavate farmers to participata 1in research
projects and to utilize solutions found; are a vitally important factor
in prioritizing alternative solutions, and are useful 1n determaning
whether or rot potentially useful lines of research should be followed.

Attachments Nupber of Pages
Research Review Report 28
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Evaluation Iitle: ELvaluation Report-- IRRI Swall Farnm LCquipment Extension
Project

F. Purpose. lhe team was 1instructed to cvaluate whether AID should
continue funding IRRI's 1ndustrial catension proaram. All major

aspects were rnvestigated including machinery desien and extension,
overall cost effectiveness, manasement, and social effects. Under
socral effects, particular attention was paid to labor displaccement, one
of the most controversial features of the program.

iI.  Evaluation Team Composition:
Main Team:

Gerrit Argento, PhD Economist and Team Leader, AID, Asia Bureau,

Washington, D.C. .
Mlarvin Parker, Agricultural Engincer, USAID, Cairo, Lgvpt
Mervin Yetley, PhD Rural Sociolopist, Teaas A § M, Collcoe Station,

Teaas (consultant)

Thailand leam

CIiff Barton, PhD) Anthropolouist, AID, Development Sunport Burcau,
Washinaton, D.C.
Vansantha Narendran, PhD Anthropolo1ist, (consultant)
Dow *lancholsmat, PhD Lconoimcs Professor, lhammnasat University (consultant)
Chesada Loohawenchit, PhD Economics Professor, Thammasat limiversityv, consultai
Rapeepun Taussard, PhD Aericultural Lconomics Professor, Chainemar Universitvy
consultant.
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CHAPTER I. EXECUTIVE SUMMARY

1. Scope of Work and Itinerary

In June 1975, AID and IRRI began the Industrial Extension of Small Scale
Tpgent Project (498-0265). Upon termination in April
11 have been obligated for this project.

\
The Team was instructed to evaluate whether AID should continue funding
IRRI's industrial extension program. All major aspects_were jnveggigated
including machinery design and extension,»qyé?aTTitﬁst_effectiveng;s?
management, and social effects. Under social effects, particular atten-
tion was paid to labor displacement, one of the most controversial features
-of the program.

Between November 2, 1979 and Necember 19, 1979, the team visited the Phil-
ippines (Manila, Central Luzon, and Ilo Ilo), Thailand (Bangkok, central
plains and Chaingmai provice), Pakistan (Islamabad and Punjab province),
India (Delhi, Punjab and Harayana provinces) and Indonesia (Jakarta, West
Java and West Sumatra provinces). In this evaluation ve were able to
apportion our time roughly equally between three groups:

1) IRRI - host government - USAID officials,
2) fabricators,
3) farmers.
The team was composed of the following:

Main Tzam

Gerrit Argento, PhD Economist and Team Leader, AID, Asia Bureau,
Washington, D. C.

Marvin Parker, Agricultural Engineer, USAID Cairo, Eqypt

Mervin Yetley, PhD Rural Sociologist, Texas A & M, College Station,
Texas (consultant)

Thailand Team

C1iff Barton, PhD Anthropologist, AID, Development Support Bureau,
Washington, D. C.

Van;antha Narendran, PhD Anthropologist (consultant)

Dow Mongkolsmai, PhD Economics Professor, Thammasat University
(consultant)

Chesada Loohawenchit, PhD Economics Professor, Thammasat University
(consultant)

Rapeepun Taissard, PhD Agricultural Economics Professor, Chaingmai
University (consultant)
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These people were divided into two groups. A main team of Argento, Parker,
and Yetley was to visit all countries and conduct the overall evaluation
while the remaining members were to interview farmers and fabricators in
Thailand and study social effects in that country. Due to their importance,
social effects were singled out for special study and Thailand was chosen
for this study because among the three outreach countries it has the longest

experience with small scale mechanization.

With two exceptions, the evaluation was conducted according to plan and its
purposes were achieved. The agricultural engineer, Marvin Parker, was
obliged to join the team in Thailand after it had completed its visit to
the Philippines. This late arrival was compounded by an early departure.
Mr. Parker was evacuated the day after the burning of our Embassy in Islam-
abad. The consequent absence of an agricultural engineer's observations

in Pakistan, India, Indonesia, and the Philippinzs was a handicap which
fortunately has been mitigated by Mr. Parker's long experience with mechan-
jzation in Asia. Mr. Argento was denied both the opportunity of seeing

the program in Pakistan and the risk of exposure to terrorists at the
Embassy by having to stay behind in Thailand to observe a farm dog that

bit his leg. Most of the substance of the report was written during the
mission before the team broke up and the major recommendations were pre-
sented to IRRI before the team returned to the United States.

We would 1ike to record here and thaink IRRI for the openness, good will,
and detail with which it presented its mechanization program. Many hard
questions were answered thoughtfully, logistical arrangements went smoothly
which was very helpful given the busy schedule and the need for time to
write, and IRRI seemed to welcome an outside appraisal of its program.

2. Recommendations

The various IRRI components qgntioned in these recommendations are as

follows: First, there is the Engineering Department funded from the core
budget and begun with AID assistance in 1965. Organizationally, it is on

a par with the research departments in economics, entomology, or cropping
systems. Next, there is the ‘industrial extension office established with

AID funding in 1975 to extend the knowledge produced in the engineering
department. In terms of permanence and relation to IRRI's primary activities,
it has the status of many other project financed activities at Los Banos.

Next there are the outreach offices in Pakistan, Thailand, and Indonesia

which do most of tHe extension work. Next there are' subcontracts supported

by the core budget in India, Burma, and other countries with universities

and goveFnment agencies engaged in the design and extension of farm machinery.
Finally, there is the IRRI country team composed of all IRRI people in a
country financed under different projects and contracts and coordinated by

a country team leader.
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IRRI at Los Banos

a. The Industrial Extension Program should be continued under a
five year grant commitment with a review at the end of the third year which
if favorable should extend the commitment for two years; i.e., through year
seven. This is a long term technical assistance project which requires
security of purpose, funding, and employment conditions. If AID is unable
or unwilling to make such a commitment, we recommend termination of AID's
involvement when current contracts expire. N

b. The Engineering Department should add a core budget funded
engineer to design machinery for dry land rice rotations. This addition
will match the core program to the expanded outreach program recommended
below.

C. IRRI's core staff, especially the social scientists, and the
country teams should participate in preparing more explicit strategies
for the outreach programs. A country strategy should include target
Tocation within the country, farm operation, machine type, institutional
and personnel development, short and Tong term objectives, and the social
and economic consequences to be monitored. IRRI's multidisciplinary
strength should contribute much more to the design and monitoring of the
country programs. Focusing “ts various viewpoints on its industrial ex-
tension activities should be a routine IRRI function but AID, if necessary,
should add a sr..11 amount, say $7,000 per year, tc the new project so the
extension office can contract for studies within IRRI and the outreach
countries.

d. As a component of institutional and personnel development, the
IRRI outreach office and its counterpart should designate candidates for
MS engineering training at an Asian center with dissertation research at
IRRI.  The country government should pay salary and academic costs and
IRRI, with AID funds, should pay per diem and materials costs during the
disserzation period. Ajso to foster a practical results oriented view-
point, IRRI should explore industrial secondment in Asia for its outreach
counterparts. 1If suitable arrangements can be made, AID should share
costs, through IRRI, with the outreach government.

e. In countries like India and Thailand with well established
manufacturers needing design ideas rather than help in blueprint reading,
production, or marketing, the outreach program should consider charging
modest fees for services which approximate those of a consulting engineer-
ing firm. This will discipline both patron and client, add to the private
, sector style of the program, and check an unavoidable bias in favor of the
Targer manufacturer.
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£. The handling of IRRI's contract should be moved from AID/W to
the AID contracting officer in Manila. This will reduce the payment
period from three months to two weeks and greatly facilitate other con-
tract business.

g. Services provided by the Georgia Institute of Technology were
not cost effective and a subcontract for its participation should not
be included in a continued project, Social and marketing studies plus
assistance to fabricators on shop layout and business practices are an
integral part of IRRI's extension responsibility.

Philippines

h. AID should support an outreach program in the Philippines,
separate from IRRI and similar to the other country programs, if the GOP
so desires. Although IRRI's presence in the Philippines has been Tonger
and more intense than in the outreach countries, there has been virtually
no institutional development for research, design, testing or extension.

Thailand

i. The Thai program should continue but at its current relatively
Tow profile. It should concentrate on the pass-through of ideas from
Los Banos to fabricators, feedback to Los Banos, the development of
design and testing capability and the identification of candidates for
training. In these activities it should broaden jts emphasis to include
machinery for dry land rice rotations in the North and Northeast.

Pakistan

j. This program got off to an uncertain start due to poor planning

and the absence of a strategy either understood by IRRI or accepted by
the GOP. However, duz =2 the energy and resourcefulness of the IRRI

representative, Amir Khan, important achievements have been made in machinery

adaptation and institution building. With much adaptation work completed,
several trainees due to return, and operating procedures and policies to
be established, Pakistan needs continued IRRI support. AID is prohibited
by statute from continuing funding for this program. We recommend that
other donors be invited to continue the program under an explicit strategy
for a period of at least three years. If financially and legally feasible
. and desired by IRRI, AID should agree to a no cost extension to avoid dis-
mantling the operation until another donor can be found.
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Indonesia

k. The program in Indonesia has led a precarious financial
existence catching at opportunities, with weakness in strategy and
coordination. The achievement of starting a program is due more to
the energy and resourcefulness of the IRRI representative, V. R. Reddy,
than to overall planning, management, or support. The program should
be continued, rationalized, and brought under a unified AID/W project.
Two of the IRRI paid local engineers should be assigned to target areas
off Java. ’

India

e. IRRI and the GOI have discussed an outreach program in South
India. AID should be receptive to adding India to the project if the two
parties can formuiate a five year action plan adequately addressing the
issues raised in this report.

AN

3. Major Findings

a. The outreach programs have suffered from a weakness in overall
nlanning and management. This has resulted in vague country agreements,
the lack of intermediate performance standards, an opportunistic, untargeted
approach and the underutilization of IRRI's fund of multidisciplinary
expertise.

" In the Philippines, little effort has been made, either by IRRI/AID
or the GOP, to shift IRRI's functions in research, design, testing, and
extension to the GOP.

AID's short term and erratic funding behavior has been a major cause
of IRRT's difficulty in planning, managing, and coordinating long term tech-
nical assistance. To some extent IRRI has had no choice but to leave pro-
gram formulation to its lowest level field operatives. While a degree of
decentralization to the field level and an opportunistic approach have
advantages when starting outreach efforts in very diverse situations, the
program would have benefited from wider and more consistent managerial
and strategic perspectives. Now that this excessive flexibility has
generated some 11vely country activities, it is time to incorporate these
wider perspectives, consolidate what has taken place and plan a more
deliberate longer term effort.

b. 'No problems of labor displacement have been observed in areas
hurriedly visited by the team where mechanization by IRRI or non-IRRI
machinery has occurred; Ilo Ilo and Laguna in the Philippines, the central
plains and Chaingmai province in Thailand and the Punjab in Pakistan and
India. From these areas, it appears that mechamization is induced primar-
ily by improvements in water control and cropping 1ntensity and secondarily
by increased off-farm employment opportunities.,
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c. IRRI has developed machinery for the small farmer and fabricator
superior in many ways to existing alternatives and is likely to continue
to do so if supported. It is also 1ikely to be able to continue to re-
cruit very effective individuals for its extension program.

d. A major justification for a farm machinery industrial extension
program is the need to develop machines and a national capability able
to resist expensive unsuitable imports of their domestic copies sponsored .
by public authorities. IRRI appears to be the only agency with the ex-
perience and capability to assist such programs in developing Asia.

e. Although there are many ways in which machines can increase
yields, quality, post harvest retention, cropping intensity and cultivated
area, our brief visits to five countries did not reveal a strong impact
of mechanization on output except for pumps in the Punjab and the central

“plains of Thailand. In PaKistan, machines may have prevented a decline
in producticn by replacing laborers moved to the Middle East. OQur farm

' surveys in Thailand indicate that farm machisery raised farm income by
allowing more time for off-farm employment. Also, machinery made farm
work less arduous” for many of the Thai respondents and may have inhibited
the migration of the younger generation to the cities.

4. Plan of the Report

The remainder of this report proceeds from the general to the specific.
We felt it necessary to include in Chapter II an outline of the strongly
held opinions on small farm mechanization. The dearth of hard data in
this field has not been an impediment to conviction and it is useful for
the reader to understanrd the controversv and uncertainty under which the
evaluation was carriea out. Chapters III and IV attempt to set out the
broad guidelines for IRRI and AID support to mechanization. A1l too fre-
quently analysis and comment in this field center on the pros ard cons of
cases or machines with a neglect of what is generally important and un-
important. The final half of the report, Chapters V and VI, presents

the country evaluations. It is hoped the general first half and specific
latter half are mutually reinforcing.

W
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F. Purpose: To assess the performance of new types of health personnel

and to study the operations and management of the health delivery system;

to measure consumer accessibility to and acceptance of services in the
experimental areas; to measure the efficiency (cost-effectiveness), and to
test the economies of scale with respect to the KHDI three tiered system;

to measure the impact of services on the population's health in terms of
changes occurring in the base-line status indicators over time and to
compare planned targets with actual achievements; to assess the financial, -
social and administrative feasibility of replicating the key features

of the project.



VIII.. CONCLUSION

The KHDI project is now fully operational.
Every effort is being made to assemble the information
needed to modify and to strengthen the delivery system
for replication throughout the nation. Since many of
the questions surrounding the.demonstration projects
are ultimately empirical, a certain amount of experimen-
tation is inevitable. The strategy of the first round
evaluation, then; should stress flexibility, and should
not prejudge the results. Therefore, the paper which
we present here ls not the final version of the external
evaluation results, but simply an intermediate evalua-
tion for discussion purposes oniy. The foregoing
discussion outlined a procedure which will enable the
NHS/KDI staff to systematically evaluate the demonstra-
tion project, leading ultimately to improved rural health
care delivery. This is not an easy task: much of the
hard data is not currently available, and it will take
time to practically apply the theoretical framework.

The objective warrants our earnest efforts. We contributipg
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to a national health policy, a policy that can be only
as good as the data which it is based.
The important information obtained through the

first round evaluation is:

1. the average monthly number of service contacts
cagagorized by the health facility and by the
service function,

2. the average service time spent per 1,000 target
population catagorized by service function, by
health personnel, and by health facility,

3. the variation pattern of time spent to bperform
one service catagorized by service, by health
Pecsonnel and by health facility,

4. the proportion of time spent on various types of
service functions (direct, indirect and unpro-
ductive),

5. the annual number of referred cases per 100
service cantracts catagorized by health facility,

6. the total operating cost in a given fiscal year
catagorized by service function, and by health
facility,

7. the average cost to the Korean government per
Sservice contact catagorized by service and by
health facility,

8. the health expenditure of the Korean government
per capita in each of the areas per year brokendown
by service function,

9. the average cost borne by patients seeking services
at the demonstration level.



The following are the sunmarized results and

observations of the performance, cost, and cost

-effectiveness studies.

a)

b)

c)

d)

Sufficient evidence exists to suggest that the
ratio of direct service time to total personnel
time is rather small at the health center level,
but the ratio improves as the size of the facility
decreases.

It can be seen that the PHUs are delivering
curative services reasonably well, treating an
average 15-20 patients per day. This seems to

be an acceptable utilization rate for a popula-
tion of this sizZe. The average per capita annual
contact rate between 0.6 and 1.5 is also acceptable,
bearing in mind other sources of medical care such
as herbalists, drug vendors and private parcti-
tioners are available. Also, it must be noted that
this is the result of the beginning stage of
implementation.

Sufficient evidence also exists to suggest that
the working pattern of various functions is quite
different among demonstration aread. According
to the results of field observations, the health
facility activity profiles of the different areas
are as follows: the ratio of direct service to
the total health facility service ranges from
about one-fifth in the health center level to
almost two-thirds in the substructures.

Even though it is not possible to compute the

ratio of service time performed in the field to

the service time performed in the office with
available data, personnel in the PHU spent a large
portion of time working in the field, i. e..
community health practitioners and community health
aides consistently have larger average travel time *
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e)

£)

g)

h)

i)
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j) It is seen that the total efficiency ratio of the

substructures is higher than that of health centers
i. €., 1,6953 for the substructures and 1,0234 for
health centers.

k) The combination of both performance and cost analy-
sis indicates that the substructures are more
efficient, or had lower cost per capita, than the
health centers. Even if these conclusions are
tentative, by virtue of the fact that only one
year's data was utilized in this first round study,
it indicates that the efficiency of different types
of facilities (scales) may vary from one case to
another. Finally, it was found that both the
gubstructures and the health centers experienced
economies of scale in health delivery administration.

To date, KHDI's progress in mobilizing community
resources and developing community health practitioners
for primary health care is very encouraging. However,
there are three major tasks remaining: to inculcate
in the general population the concepts of primary health
care, to gain the support of national leaders for the
organizational changes needed to bolster the primary
health care effort, and to develop and to utilize the
appropriate technology for primary health care.

Tf these tasks are accomplished, rural people will be
helped to help themselves. "If rural people are helped

to help themselves.... a genuine development will be

Wy



Iisured."
] An Effective national policy on primary health
care for the underprivileged will involve a virtual
revolution in the health service system. Fundamental
changes in rural Korean health care will require
similarly far-reaching changes in the organizational
structure and the management practices of the health
services. The entire health service must mobilized to
strengthen and to assist the primary health workers,
providing them with training, supervision, referral
facilities, angd logistic support including a simplified
national health technology appropriate to their needs.
Assessiﬁg “he feasibility of project replication
will be based, in part, on analysis of coverage, per-
formance, cosF and other data gathered from all phases
of the KHDI experience. The feasibility of replication
will be determined by both financial and administrative
factors based on both subjective and objective Jjudgements.
Part of the KHDI project external evaluation process is
to gather both qualitative and quantitative data which

can contribute to this decision-making process.
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salaries, System performance costs, and health behavior

From the beginning of Project pPlanning, we have
emphasized the development of 2 low cost delivery
8ystem, since cost Was assumed to be a major factor,
influencing both the provision and the acceptance of

Services. It jig assumed that improved cost effectiveness

components,
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metths, and reduce the follow-up sample size.

Final data collection will begin in fiscal year 1980

and will be completed in the first half of that fiscal
year. Coding and editing of the data by area will begin
as the first sets of data become available, and will
continue concurrently as data is collected in subsequent
areas. Three to four months will be required to complete
the data processing and the tabulations. This step is
similar to that of the initial analysis but in an
abbreviated form. Basic tabulations will available
through the second quarter of fiscal year 1980, and
should be completed for all studies by the third quarter
of that year. Approximately one year would then remain
for integrative analysis, interpretation, report writing
and other documgntation.

Activities related to the preparation of the
analysis will be conducted concurrently with data collec-
tion, and will be completed in fiscal year 1980 when
all data sets should be available for analysis.

The interpretation of the results and the preparation

of the final evaluation reports and other project
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documentation will be completed dquring fiscal Year 19gg

to transfer the knowledge gained in the KHDI Project
experience.
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Joint AID/ROKG Mid Term Review of the Korea Health Demonstration Project

F. Purpose: "Interinm check-up" on the project's operational well-being
(page 6) and overall program direction, including: Assessing continuing
validity of project purpose and an emphasis on type of service, coverage,
priority target population, community participation, and institutional
development of KHDI.

H. Evaluation Team Compésiiion:

Carl E. Taylor, M.D.

Professor of International Health

Johns Hopkins School of Hygiene and Preventive Medicine

Emmanuel Voulgaropoulos, M.D.

Associate Dean and Professor, School of Public Health, University of Hawaii

Helen M, Wallace, M.D.

Professor of MCH and Family Health School of Public Health
Department of Social and Administrative Health Sciences
University of California, Berkeley

Lee Howard, M.D.
Director, Office of Health Development Support Bureau
Agency for International Develupment

Susi Kessler, M.D.
Director, International Health
American Public Health Association
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I. SUMMARY OF PRINCIPAL RECOMMENDATTIONS

"It is inherent in succesg ——--
that it demands greater effort."

Whitman

The Review Team considers that, in general, KHDI has made
excellent progress in organizing its staff to develop and implement
three different models of project activities in widely different,
geographically separated areas of Korea.

The Team commends KHDI for its decision to implement these
demonstration models through (and in closge coordination with) the
local "Gun" authorities, rather than as Separate "pilot" projects
2dministered and operated directly by KHDI. While the demonstration
effect might Possibly have been accelerated by a "pilot® Project, the
long term brospects for replicability should be enhanced by KHDI's
approach in integrating the demonstration model with the existing
government structure. Progress in the two areas that we visited
(Hongchon and Gunee) is greater than we would have expected under
these circumstances, based on Our experiences in other health Programs
and projects in developing countries.

As 1n any complex social service development bProgram of this nature
and magnitude, there are Some areas which still need concentrated
attention and/or strengthening. These areas were not unknown to the
Korean Government, KHDI or its advisors before our visit; however,
through intensive discussion with the review team by all participants
the spotlight has now been thrown upon them., The Team therefore
submits the followirg broad recommendationg which have emerged from
this catalytic Process, as a constructive contribution to Korea's
future efforts in developing primary health care delivery systems for
its rural areas.

OVERALL PROGRAM DIRECTTON

1. Project Purpose

Although the Project purpose will remain consistent with the
original loan agreement, namely to plan, conduct, and evaluate low=cost
integrated health delivery projects directed towards low income families
and to demonstrate successfully a multi-qun, low-cost integrated
health delivery system that is replicable, assessment of the achieve-
ment of these goals should be based on an analysis of the effect of

\$?
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selected project components (such as the role of specific categoxy
of health workers) rather than a comparison of the comparative
efficiency of each of the demonstration projects.

2. Service

Primary attention in the project should@ be redirected from
curative medical care to individuals, and focussed upon providing
preventive health services to the community.’ Specific Maternal &
Child Health (MCH) activities should be undertaken for individuals in
rural areas by traired Commnity Health Aides.

3. Coverage

The key indi.ator proposed for evaluating impact from these
projects is percent of population reached by specific services or
coverage. Present. service. and data are focussed primarily on curative
activities. This should be totally reversed with primary attention
to getting complete preventive coverage, especially with maternal
services and child =re through a deliberat: extension service to
homes.

4. Priority Target Population

Concentrated attention should be given to the poor, and their
major health problems; particularly those problems which could be
alleviated by appropriate preventive measures. In this regard, we
recommend a major focus on preventive measures for women of child-
bearing age, mothers, infants and children.

5. Commnity Participation

Increase community participation through the Saemaul Undong.
This represents one of the greatest potential strengths of these
projects.

INSTITUTICNAL DEVELOPMENT (KHDI)

6. Internal Organization

The internal organizatisn of KHDI should be retained essentially
in its present form for the purposes of loan project imple-entation.

7. National Health Planning & Evaluation

Beyond the current scope of work, KHDI offers an important
potential for national health planning in Korea. 1In view of the
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rapidly changing economic conditions and the need to propose viable
health systems which can reach the population majority, efficiency
requires that the Republic of Kovea establish a health Planning and -

8. National Linkages

KHDI should continue to expand and strengthen itg linkages with
the Economic Planning Board, the Korean Development Institute, the
Ministry of Home Affairs, Provincial Governments, National ublic and
Private institutes, ang Professional associations in order to under-
stand and assess the full range of alternatives to improve national
health levels,

9. International Linkages

One of the most constructive future roles of KHDI will be to
Serve as an iantermational center for health Planning, research and
training. Possibilities should be explored for international support *

Further detailed recommendations on specific aspects of the
development loan broject are contained in Section IV of the body of the
report.

-~
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. 1. BASIC PROJECT IDENTIFICATION DATA

A. Country B. Project Title

irl Lanka Malaria Control

C Project Number
383-00453

D. Active Life of Project

1. Project Agreement Signed FY
2. Approved Project Confpletion Dote (PACD) FY__E‘_

E. Lifegf Project Funding F. Responsible Mission Officials
1Q(Loan or Grant) 16,000,000 1. Mussion Director  ©+J. Littlefield
2, Ower Donor 8,800,000 2. Project Officers (Name, Position)
/ 35t Country Counterpart Funds 31,853,000 3. Other Larry Cowper, Regional Malaria

TOoTAL $..50,653, 000

Adviser/USAID/Colomho

G. Peoject Qesign
1. In-House (Name, Position)

2. Contractor (Name, Firm, Contract No.)

(not stated)

H. Implementation
1. Host Country Agency({ies}

2, Contractor {Nume, Firm, Contract No.)

Ministry of llealth-Anti-Malaria Campaign

I. Previous Evaluations (Include Title, Type ond Data)

Report of the First Annual Review Team, November 1978

11.BASIC EVALUATION DATA

A. Evaluation Title  Second
Annual Evaluation of the
Anti-Malaria Campaign

B. Evaluation Date

Feb-March 1980 spectal

C. Type of Evaluatlon

D. Project Pariod Covered by Evaluation

Sccond year of operation 1979

E. Evaluation Cost

‘act Hire (not stated)

ravel

per diem
ontract
. Other
TOTAL  $

F. Purpose(s) of Evaluation
To revicw progress of the
AMC since 1978 .

G. Initiasad By

(not stated)

H. Evaluatlon Team Composition

(See attached sheet)

1. DirectHre
8. Mame b. Present Pasition c. Arga of Expertise
2. Contrect: 8. Name of Organization (if any) b. Contract No.

. €. Namaf(s) of Persons

AID/ASIA/C-1444
d. Arcals} of Expzortize

l. Oths Rasponsible AID ard Host Country
Personnel (Name, Position)

(See attached sheet)

a———

J. Evdluation Coordintor

bignaturs

Typ-d Narna

Posltinn

D aa

ASIA/DP/E, 6720
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ANNEX TI

1. Assessment Team Members and Program Contacts

A Exterior Consultants

1. Prof. David Clyde Senior Malaria Advisor
WHO /SERO
Na:r Delhi, India

2. Prof. W.H.R, Lumsden Senior Malariologist
Representative of the United Kingdom

3. Dr. David Muir Inter Reglonal Coordinator/Malaria
WHO/HQ.
Geneva, Switzerland

4, Dr. K.G. Samnotra ' Deputy Director
National Malaria Eradication Program
New Delhi, India

5. Dr. R. Slooff Entomologist
Repregsentative of the Netherlands

6. Prof., H.J. VanderKaay Malariologist
Representative of the Netherlands

B. WHO Staff

1. Mr, K,H. Notaney Country Coordinator
2. Dr. E.C. Haas ' Malariologist
3. Mr. G,P, Joshi . . Entomologist

l 4., Mr. S. Tarkajosopuro Sanitarian

C. Anti Malaria Campaign Headquarters Staff

1. Dr. Abeyesundere Superintendent, AMC/HQ v
2, Dr. Subramaolam Deputy Superintendent, AMC/HQ
3, Dr. T.S. Ruberu Medical Officer, AMC/HQ

4, Dr. P.P.R, Dias Medical Officer, AMC/HQ

5. Dr. M.U.L.P. Samarasinghe M.0. Training & H.E., AMC/HQ
6. Dr. P,J. Herath. Entomolnaeist, AMC/HQ

7. Mr. M.B., Wickramasinghe Entomologist, AMC/HQ
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Anti Malaria Campaign Field Staff

1.

2.

3.

Dr. S. Sri Rajasekaram

Dr. K. Ramayasabai

Dr. R.A.D.W, Beraard

Mr, Pathameswarn

II. Govermment of Sri Lanks Officials

A,

Ministry Contacts

1. Mr. Gamini Jayasuriya
2, Mr, B.C. Perera

3. Dr. H.A. Jesudasan

4, Dr. P.U. de La Motte
5. Mr. S,W.A. de Silva
6. Mr. M.D.P. Wilegunasekera
7. Mr Jerry Hughs

Other

l. Dr. Shanmugallingum
2, Dr. M.J. Nonis

3. Dr. H.R.S. Wijemanne

Regional Medical Qfficer
Jaffna Region
A¥C/Jatfra

_Reglonal Medical Officer

Vavuniya Region
AMC/Vavuniya

Regional Medical Officer
Anuradhapura Region
AMC/Anuradhapura

Public Health Inspector
Officer {n Charge
Trincomalee Region
AMC/Triucomalee

Minister of Health

Health Secretary
Ministry of Health

Director Health Services
Epidemiologist
Epidemiology Unit
Ministry of Health

Director of Budget
Ministry of Finance

Deputy Directors of Planning and
Implementation
Ministry of Planning and:ZImplementation

Transportation Consultant

District Medical Officer
Chavakachcheri
Jaffna Ragion

Medical Officer
General Hospital, Anuradhapura

M.D., General Hospital
Anuradhapura

A



United States Mission

1.
2.

3.

4,

Hon. Donald R. Toussaint

1

Ms. S.J. Littlefield

Mr. Larry Cowper

Mr. Ed Smith

U.S. Ambassador to Sri Lanka
Director, USAID/Sri Launka

Regional Malaria Advisor
USAID/Sri Lanka

Chief Malaria Advisor
UsSAID/Washington



Steond, FonuatEn. 05 fhe f b=ttt on e 1, l,‘(m(:(.'uf..(:m

1.1

1.2

Intreducticn

Entiralaria Cappaim :

The Anti-tfzlaria Carpraign is a spacialized %arpaim
whicn functions vnder the Depuir Director of Pntlic Tealih
Services and Nirecter of Health Services. The Ceatral
Crganization consists of a Superintendent, Terut— Superintendent
and four Medical Crficers in-charge of Trainine, enidenmiclozv,
logistics ard latoratories, spraying and trancrort. There
are two (2) Zntomolozists in-charee of the Tntorological
Activities. Ihere is an Tstablishment, Finence and Assessrenk
Eranch at the central level tog-ther with a Central lLatoratorr
and a Motor Repair and "orkshov., The Jeadqrarters is sited
at lNarahenpita, A seperate Cross-checking Iatoratory and
Training Centre functicn at Dean's Road, Maradana, At 44e
Intermediate Level there are 16 Pegional Offices at Jaftaa,
Vavuniya, Anuradhapura, Futtalam, Yaho, Xurunezzla, ¥atale,
fandy, Fadulla, Feneragala, lmparai, Fatticaloa, “ingurakgoda,
Trincomalee, Zrbilipitiya and Natara, These are usually
rarned ty Regional Medical Cfficers, Senior 3anitarian
and their staff, There are 17 sub 2egicnal Cffices ranned
by Sanitarians under the regicnal offices and at the peripnery
there 42 Fublic Wealth Inspectors'! Vigilance i'ni*s which
Supervise the spraying activities surveillarce and treatment
activities carried out. .ltogether there are over l,cre
enployees atiached to the Cammaign.

Backzround of ths Revier :

The Intensive ¥alaria Control Frograr-e cormenced
e lugusy, 1%4h, 1977, This prosrarme vas ased on the
Plan of Cperaiicns signed ty the Sovernwment of Sri Lanka

and “TC or 5th Yay, 1977. The particirating bilateral

Agencies are U,3 AID, nitad Xingdom and the ‘etherlands.

dccording tc this Flan of Cperations and the loan afrezrent
Signed betveen US I ard ihe Governrmeni of Sri Tanka, the
MC prograrme has o tz evaluated anpually Uy an Independent
Asgessment Tear.

This is the 2nd evalvation, T+ is irvortant as it
is at the end of the seccnd year of intersive spraving rith 0
lalathien., A cecisicn is required as 4o ietrer or not ceriain
areas should te reroved fror continuous malathicn spraving and
put on 2n seasorel tasis of spraving,

ty

1t will also te important to determine the dacree o
intensification of surveillance that shculd he carried oul,

cersi,., 2
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1.4

Farticiranis in

the Second Anrual Revier Teanm @

1.

L.

5.

9.

ic.

Tarms of Reference of +he evaluaticn

Dy Trkan Ne ILa Fotte

Dr Pavid 7, Cl;de

Dr Gerald Prooks

¥r Larry Cowper

Dr R. Slooff

Or Mugo T. Van der Kaay

Frofessor TR, Tumaden

¥r Arthur Silva

¥r R.G. Sarnotra

> D.PJC, "ijegunasekera

Dr David uir

Chief Zpidemiolorist,
Yinistry of Health
(Chairman).

Regional al~ria
Adviser "IC STARO

TS 41D }alaria
Consultant.

Regional Malaria
Adviser - ASIR,
7S AID,

¥alaria Consultant,
Covernment of the
Netherlands.

Yalaria Consultant,
Zovernmant of the

- letherlands.

ilalaria Consultant,
Pritish ligh Corrtssion.

Director Fudget,
Ministry of Tinance.

“HC Con sultant,

“enuty Nirec uOI'( “ntorolom

1", India.

Deguty Tirector,
Plan Ixr:olerentation.

“ntorologist,
"HC Headquarters,
(? ancorteur).

Teneva,

team w11 te -

1. To revier the progress of the X:C since 1978,
5ituation analysis and the acticrm taken on

2,

the recormendaticn rade for %

at that time.

tre WC prograrme

-

To review the present status of the malaria
situation in the couniry and its relaticnship
to the planned activities undor approved

Flan of Cperaticnz,

\bL



Fage 3

1.4 Terms of Peferencs (centd,)

3. To provide an epidemiological revierr of the
malaria programme with a view to determine
those areas in the next yzar which -

1. require continued intensive
anti-malaria activities ;

2, can procesd with a minimum of
malaria prograrme inputs and

3. those areas which can be observed
through an integrated health
service programne.

L. To review the nature and extent of administrative,
operational and technical problems affecting
the prograrme, with special reference to
decreasing spray coverage in certain areas and
to rake recommendations to overccme these

problerms.

5. Review and agsess the present research projects
being car:ied out in the ¥C programme as irell
as jdentifying additional projects which could
be implemented in the programmse in the coming
year,

6. Revies the existing programme of village
self-helr in the malaria control field with a
Tizw to recormending activities to increase
cormunity particiration in the A°C prograrme.

7o Assess the efficacy of the training of malaria
and public health personnel in the varicus
categories and to make recormendaticns or
future tra:ning directiens.,

1.5 Yethodolozy of review :

First 2 days : 6 Z Tth Tetrvary -~ At 230 triefing
and protocol

¥r Arthur Silva - Director Fudpet

I-’I‘ D.P..-‘ijeguna- -
seliera - VMinistry of Plan
Implementaticn

were also precent.,

7.2,1680 ~ The Tearm met the Sacratary, Pinistry of
Fealth, lirector of Health “ervicee and the
Neruty Nirector, Futlic Wealth “arvices
and *riefad thew en thnir mfocien ard the

e )

terrs of reference of Mo tean. i};
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Page |

Nethodology of revier (contd.)

7.2.1980 - Freliminary discnseicns continued at
the 41'C Feadquariers.

Four teams 'ror: formed to carry cut field insnecticn
throug-out the Tsland, and this ool place 8.2.8C to
18 .2 0800

The teams consisted of :

Team 1o, 1 drea visited

1. Dr David ¥, Clyde
2. Dr R, Slooff

3. X¥r S. Tarkajosopuro
4. Dr T.S. Reteru

South “astern Regicns.

Team Mo. 2

1. Dr E.J. Van der Xaay
2, FKr Iarry Couper
3. Dr =.C, Haas

L. ¥p ¥.3. ickrarasinghe

Tastern Regicns.,

Team 1., 3

1. PrOf. ’rcg.r,-. LuII‘,Sden

2.+ Dr David yuir
Central Regions.

[y

™ -~ 3 -
2.0 BT, 22 T2 Yotte

L. Dr 2.U.L.P. Samarasinghe
5. Dp (Iiss) F.2.J. Yerath

Team Yo. L

1. Dy Cerald Zrooks
2. I'r X.C. Sarrotra
3. I'T G.P. Jyshi
Y. Dr F.2,R. Dias

Torthern Rezions.

contd... §

o
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2.1

The detailed itinerariss are mven in innex 8, Trom 19.2.19%0
to 27.2.19¢C - The Administrati-n and Crranisaticnal set ud

of the VX was reviered vhich inclnded a survey of the fantral
Storage of iIns=cticides and other susclies and ecuinrent,
Inspection of latoratories, central ard cross checking, iera
also carrisd out., The prograrre of vor'~ of the Training

Centre was revizved in February 1979 tr 2 jeint Team., 1
cepprehensive report on the AlC activities was prepared and

the Draft Ngrort, Recorrendaticns and Ckservaticng rrere przsentea
%o the Fgpn'ble Minister of Heal th on Tgbruary 28, 1¢8c.

Review of the actions taken cn the recormrendations of the

First Annual Review Team - Voverber 1678:

The reader is referred to the report of the First
Anrual Review Team, November 1978, Section VII, Fage L3 - 50,
for the full text of the recormendations put forwerd at that
time.

The following is a summary of the pre2sent Team!s
findings in relaticn to acticn taken to irplement the
atove recormendations :

Zntorolory

1. Suvervision ty Regicnal ¥edical Officers

R.I7.C8 are ncw responsitle for adrinisirative suprcrt
of the entomology teams, tachnical supervisien reréining rith
AC/HQ. The R,17.0s have the opvortunits of using the teans
for speciz2l investigations. 1any do ret bhave the exmerience
recuiz~d for supervisian. i

2. (2) and (t) Suitable redarlovrent of teaps

This has teen recun*ly carried cut, and the teams
are undergoing a period o adjustment,

3. Trag' s

These are teing re-designed and suprlied in
adequate numters.

b, Susceptibilitr testing

This is being done, with sirmple screening tects
where the vector is scarce, and measurerent of sctual susceptibility
level where numbers perrdt.

5. Malathion resistant ted-hips

ireas aftectad bty this have not keon fully Ferarcatad,
It has not tex:n demonstrated hovever that Snraying refusals
are rrirmarily due to this factor.
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Page 55

Concluasions and Recommendations,

COFNCLUSIONS:

The Team concluded that in all but ona rural
area, and some small urban areas of intenzified
sprayipg operations, there should not be any
reduction in the coverage and frequancy during
1980 and probably also 1581,

Inportant factors contributing to this racemmend-
ation rslate to the cduses of continuilng transmiusion -
large g=p3 in the survelllance net, the moderata to
ley spraying coverage actually achleved in some areas,
and the doubiful operaticaal quality of tha spray taiag
applied. The continuing sénsitivity of the vestor to
malathion 18, of course, 2 paramount considoraticn in

wontinuing ita usaga,
Beduction of spray rounds from four %o t7o, the

lattor reslated to mseasonal transmisslon peaks, 1o
racemmendad for Hannar Island where rofusals aro
particularly common om account of bad bug resistance.

Thene can be no transfer of any trarsmisaion area
to the contxrol of the Ganexral Health Sorvicos while
the primary goal of the programmsz 13 P,Zalelinarva
exradication.

I4 was also concluded that the survailllancao
mechanisn is inadequate and needs sirengthening ,
particularly with reference to P.C,D,

Zhs need for continued development of Community
Participation and Comzunity support iz particularly
sireased, ZThis should be encouraged to thae uimoat,
and full support gizen to the Range P,H.Ia,

Anothor majoxr roecommendation is tho formatioa
of an Epidemiological Rasocurca Unit for tha programma,

The Zoan was inpressed by the progress rade by
the AM,C, mndar difficult circumstancezs, and by the
willingneas shown to develop and utilizo nom approache:
to control mcasures,

To summarioe, contiaued tochnical adapiability,
comaunity pariticipatien at the village lovol aad
political will at tho top weroe idertifiocd ao the
outotanding suppord lagredlonty which would ba
oasentdal for su9ceny.

(Centd...)
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ON THE LAMPANG (DEIDS) PROGRAM

Review Team:

Frank W. Mount, M.D., Dr. PH,
Epidemiologist

Michael D. Maurier, Ph.D Internationa?
Systems Development Specialist

Maureen A. Lewls, M.A. Economist
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FALEDHEEI FUH SPECIAL EVALUATION

1. BASIC PROJECT IDENTIFICATION DATA

‘A, Country B. Project Title
Thailand

Lampang (DEIDS) Program

1. Projact Agreemant Signed FY
2. Approved Project Completion Dats (PACD) Fy__81 _

-T

C. Project Number

not stated

fe of Project Funding
1. AID: (Losn or Grarit)

"roughly 9 million"

F. Responsible Mission OHiclals
1. Mission Dirsctor  Donald Cohen

2. Project Qtficers (Name, Position) Dr. Somboon Vachrotai, Projec

2. Other Donor
nt Country Counterpert Furds 3. Other Director
\ TOTAL 8
G. Project Devign H. Implementetion
1. In-House (Name, Position) 1. Host Country Agencylies) Some tie-in between the Lampang
. Project and Ministry of Public Health (implied) _
not stated
2. Contractor (Name, Firm, Contrsct No.) 2. Contractor (Nama, Firm, Contrsct No)  American Public Health,
not stated contractor. Univ. of Hawaii, subcontractor

I. Previous Evaluations (Includs Title, Type snd Date)
apparently none

1l. BASIC EVALUATION DATA

A. Evsluation Title Report of

B. Evalustion Date

C. Type of Evaluation D. Project Period Covered by Ev.iuation

-y t

USAID External Review sometime in 5830,
Team on the Lampang Progrhm June 1979 .
external review 1975-1979
E. Evaluation Cont ) F. Purposa(s) of Evalustion Assess the G. Initisted By
. Dirsct Hirs not stated proposed 2 year project evalu )
) 8. trrul ation plan and the capabilitids USAID Mission in Thailand
por diem and needs of the LP staff for
Vtract —_— the proposed I year evaluatio
3. Uther and documentation cycle in order
TOTAL 8 to decide the future of the pyoject.
H. Evalustion Tesm Composition °
1. Direct Hire
8. Nome . b. Present Posltion C. Arso of Expertise
2. Coniract: . Name of Organization (i sny) t-. Contract No.
¢ € Nems(s) of Persons d. Ares(s) of Expertise

Frank Mount, M.D. » Dr., P.H., Epidemiclogist

Michael Maurier, PH.D., International

Maureen Lewis, M.A., Ect-omist

ystems Development Specialist

L. Other Responsible AID snd Host

Country N | 4. Evalustion Coordinator
'.’"”'"‘" (Name, Position) 1. .14 Cohen, Mission
Director and Dr. Somboo. Vachrotai, Project| &imatare
Director
Typed Naine
Position
Dete
S~~~

ASIA/DP/E: /80 __  __
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discussed - a savings of $20,000. Time and attention should not
be taken from the analysis, interpretation of data and writing
of reports during the middle of the two year period.

If the above suggestions were adopted there would be a total
savings of about $90,000 ($82,000 plus 10%). The team does not
believe that these suggestions are necessarily the only places
in which savings cculd be made, and recommends that the project
staff cons;der carefully the possibility of other modifications.

On the other hand, the team members agree that the project
staff could benefit from the addition of a person skilled in
date processing, data analysis and evaluation techniques. It
is recommended that serious consideration be given to locating
a well-gqualified Thai who could be hired half-time for the
pProject. It is further suggested that attempes be made to
convince the directors of tha Ministry's Rural Primary Health
Care Expansion Project to employ this person, also on a half
time basis - to assist in planning and implementing the evaluation
of this project. It is recoqgnized that given the sensitive
relationship that exists between these two projects this may
not be acceptable to either or both parties. Nevertheless, we
strongly believe it would serve a most useful liaison function
if the agreement of the directors of both projects could be
Ssecured to establish this position.

Although not charged with considering possible management
mechanisms for the continuition of the project, the team would
like to suggest that it should be managed by a contracted
agency, which would be less costly and hopefully more efficient
than past management arrangements or direct management by the
Mission.

Suinmary and Recommendations

A research project in health care is usually designed to answer
questions concerning effectiveness. A demonstration project is
primarily concerned with questions of efficiency. Studies of
efficiency are composed of two parts, the first dealing with
the difficulties of setting a project into motion, and the
second with its continuing operation. The Lawrpang Project
should be considered a demonstration with added research

\b\ -
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orientation. Much information has already been accumulated
and presented on how to put such a health care system into

operation - selection of personnel, training, record keeping
and logistics. That considerable attention has already been

Among the most important lessonsg Yet to be learned from the
Lampang Project are those concerning how to kee such a
System running. Continued organized observation of thig

of operation. It should point to ways in which they may be
corrected or avoided in other projects. It should also

identify elements in the program which work Particularly well.

To curtail thig continued evaluation would lose half the

value of the project. In addition, without continued observation
the modest research elements in the design would come to naught.
Little can now be said concerning the effectiveness of this

In the opinion of the review team, it would be unwise to refuge
further financial gupport and not attempt to reap the important
benefits which can Yet be obtained from the project. The

team, therefore, makes the following recommendations:

l. The proposed two-year evaluation shouid be
Ssupported by AID at a financial level corrasponding roughly to
the intermediate budget submitted by Lampang. The evaluation
approach is sound and the activities should be completed within
two years.

2. The two full-time foreign technical advisors
should be retained, but only one international consultant for
twe visitsg annually.

3. The Surveys and studies suggested should be
conducted as planned, except fcr the Vital Events Mcnitoring.
This should be dropped unless greatly modified,



4. The project has been managad through a contract with - -
the American Public Health Association (APHA) and a subcontract
with the University of Hawaii (UR). APHA's involvement in the
Lampang Project is a legacy of its original task of management
and coordination of all five DEIDS Projects. The role of both
institutions in the Lampang project is now obsolete and alter-
native management mechanisms should ba considered.

S. * The Rural Primary Health Care Expansion project has
drawn on the Lampang experience but has introduced some major
modifications. Cooperative studies of these two Thai projects
could highlight the relative benefits and identify affactive
components of each. To facilitate such studies and to asgist
Lampang in its evaluation, particularly the data analysis, a
liaison position between the twe projects should be considered.
Tdeally each Project would {inance half of the salary for the
person selected for this position.

6. The Lampang project has been visited by many persons
interested in Primary health care. The senior staff members have
devoted considerable time ag hostsg. During the evaluatioen they
should be free to focus their attention on date analysis,
receiving Zew visitors.

7. During the two-year evaluation period the senior
staff should curtail outside activities to concentrate on data
collection, analysis, interpretation and documentation.

8. The team wag provided with copies of all papers
prepared and/or presented at conferences since the Project's
inception. Future written materialg should concentratas on
documentation and analysis of the Lampang experience and be
organized to minimize overlap and duplication. Much of the
completed work is descriptively repetitive and contains little
data analysis; ag the data become available during the naxt
two years, they should provide the focus of the documentation.



Finally the team would like to urge AID to make an expeditious

. decision concerning the future of the project. All TWembars o
the project gtaff deserve thig ag they have been kept dangling
much too long. In addition, if AID wishes the project to
continue the gtaff should be informed before they feel compelled
to accept other opportunities, If key Starf members should
leave, the evaluation program may have to be discontinued.

TV
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- FALLEOSISE FUH DFELIAL EVALUALTIUIN

I.BASIC PROJECT IDENTIFICATION DATA

A Country B Project Titte Luwu Area and C Project Number D. Active Life of Project.
Iransmigration Development 497-0244 1+ Project Agreemant Signed FY_76___. ¢+
‘ndonesia 2. Approved Project Contpletion Date (PACD) FY

il’u of Project Funding
I. AID: {Loen or Grant)
2 Other Danor
’ + Country Counterpart Funds
TOTAL §

F. Responsible Mission Off
1 Miussion Director

15,000,000

27,000,000 3. Other

42,000,000

2, Project Officers (Name, Position)

ictols
Thomas Niblock

Ric Machmer, USAID

G. Project Design
1. In-House {(Name, Pasltion)

2 Conrtractor {Name, Firm, Contract No.)

(not stated)

H. Implementation
1. Host Country Agencyli

es)

LATDP (4 ministries, 5 directorates-general)

2. Contractor {Nume, Firm, Contract No.)}

). Previous Evsluations (Include Titlz, Typa and Date)

Luwu Area and [lransmigration Development (1977)

11. BASIC EVALUATION DATA

A Ewvsluation Tisle
Project, Luwy Evaluation
Study

B. Evoluation Date C. Type of Evaluation

August-

D Project Period Covered by Evaluation

December 1979

evaluatiop study

September 1977-December 19078

(not stated)

F. Purpo.e(s) of Evaluation

I G. Imtiated 8y

E. Evuluation Cust
pr N
. Direct Hira
a travel

To monitor progress, assess
socio-economic impact, identifly

Fer diem

problems and provide feed-

ntroct

3 Other

back.

TOTAL $

Project Luwu and USAID

H. Evaluation Team Composition
1 Direct Hire
2 Nime

2, Contract.

b. Frosent Posizion

8. Name of Organization (it sny)

Checchr and Company

. ¢ MNams(s) of Persons
Steve Cochrane
Robert Manley

c. Area of Expertiss

b, Contract No.

d. Area(s) of Expertise

: I. Othzr Rasponsinle AlD ond Host Country

Parsonnel {Narmg, Position)

(not stated)

J Eva'uation Conrhinatyr

Bignatura

Typ-d tiarne

—
Po.ition

Dato

ASIA/DP/E 8/20
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‘tire Lwru arvea ond Transmiprabtion Develenment Progect (LATDT) it B
nud bi-cectoral rors] developmens projoct, locate) in aunerien Iwww . 2
the provi.ise of Bov-l Sulawesi. 'Mie Froject 13 2 efforb 4o coordin: |-
the plamut 207 japlementation of rural weveloprent nrojgects ¢f virioun
ma~tiicr *o ecocmte 2 development package thot will anprove the livaing
stndari: o %2 rural poor. The basic idca of tho Progect 1s taat ¢
dovelepn nb naclage whiclh altempts to 1mprove Llic various Toctors bt
affeet (I 10ccae of the Tndesmesica Fairer stal oo improved irrigction
ana road~, modera fart. ¢+ chneolosrs;, availabilaiy of arriculiural iiputn,
ond access to meriiets for farm production will have a grecter iapoet n
th farmers ang 1e tolal cconomic development of 4le arca bhan 1f thosa
projects were amnlemented indivadunlly over varicus tirne neriods,

The LATDP drreclly involves four gouvornuernt rinmictries and five
darcovoraters ceiacrel or agencics wlieh have created five cubpro2cts

plve the peocat headguartere viaer have 1k “ollorins reshernsrbilities s
k- 1 ) 2 <2 .

I, Harastay of Nanpowcr and Tronsm_rabion
Ao Dirccisrale foucral of Trewmasratics
Te BDQURYERS - to operabe o lecdrgmaricrs in Palopo uilh cf--
lices irn bgung Pandang and Jekarta, which coordainste the

— ey = . - - P - L . -= - M
LTINS, C.o pregjicy ¢ad ~oadict triiran., acliva v1Cl
H J ,

2, 'MISLHICRLTION SUBELOJECL — 49 sottle sevon huadred traas--

mgre b famalies an the Project Luwu irrigntion orcas,

A, Mrectorele Geasral of Higlhrays (Bina larga)
{t0aD LIPROVEIDI'T SUBFROJECT - to amprove 177 mloiclers of
trwir road Letuzen Palo o 2ad 1nlila,

B. Dircciornte Guncrnl of Uzicr Resource s Develomicat .
TRIGYIC UTER0JICT = o wel-bilatote ond improve 4 ¢ Doae
Loae »id Keleena axra, otron eysteug to vrrot:de biclize 1 1i--
re, e g0 10,200 heclar 5 oof land,

-tee Malarli, oL 0 ricallire
= ae o Lomcultiral Bluontio L, ook, and Iwbowr o,

LIC DI SUBPROGICT - Lo cotablich fatr Furel 2 W w.ou

- /

Boat Avallable Documes. e
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Durras, 4y plasmang stoge of tlhis ovaluntion atudy, 1he scepe of
the worl: v oeh clearly defined by .ny single ducument, It vas Lhere-
fore necewser Lo refor Lo the CAP and lo letler cerrespondeace betucen
Froject Lunug USLAID, 2ad Checchi 2al Cempany, in order to defiuc the Scere
cof thic siuly. UMNAS rennans the pramary entitly responsible for the tolal
cv~luntion program. The scepe of (his evaluation study includes tho
following :
1e¢ BaSELINE D.TA 4AlD BENCHILARKS

One el the pramary cbjectives of tlis study is bo gather lLascline

ata and determine Lenchmarks whach can be uced to assess the impact

£

£ the project.
2. &LZUNES OF GOLL LCUIEVEMENT

This study idenlifies appropriate measurces of goal acliovement wh.och

Q

indicate tiie progress of the project and measure the attaiamoert cf
1ts yrals,
3. PROJECT LIIPLCT
Thiv study abicmpts to measure the impacis of Project Lwu; tc
dc bernine 1f the project goals arc bein, achicved, and to dotire-
minc if, a1n foct, Project Lwru with 1ts mullai-scctoral approasl
is respoasibic Tor ihe attaimrent of the project goals,
4. PRCITCT CROMTZATION AuD INMPLOMENTLTION
Ln attomry 13 nade fo study the current orgamicatioan of Project
Luwu and 1~ rcconmend impreveiients to the existing orgamizatica
rvhicl. can umprove ne amplementation of the projecte.
s REVISIOY OF LOGICAL FRIITWORK MATRIX

L roview of tlic Logical Framevoxl: Motrax in tho CLP is a part

\n

of this cvaluatirn effort, to try tc make the matrik a more
vscerul tecl for project cveluotion cad monitoring by Progect
i rone eoent ond USLID. The revised "Log Frame' is not ine- .
cludel. 1n thas report, but hos been forvarded to the Project Luwwmu
Ianeger and bthe USLTD Project Cfficer wader scparate cover.

6, ANUAL DVLLUATION o'D REFORTIFG FRLAIEVORK
The tinal nbjectzve of thins cvaluatica study 1s 1o set uvp a frame--

work for cvoluation which cen be repealed or an annual hosis by

4



Prog.ct Lwna ¢bnfT, vhach will reculs 1a on ‘mwal report of 1ho

e pregect and 14m 1aprel on Ll Livu arca. In 1las

—

resard, it sheuld Le noted thatb Jiis in not o final evaluation but
! oaly the Tfirsl of o seriex of amual evaliatlion reperts,

All three phnses of evaluatina ranbioned in tlhe CAP were included
in this study, Th2 avaluation metlhodolosy vas refiued, o bagseline Study
wes conductied; ant proaress datla yas gathired ard analyzed resulting in
this recyort,

]
frem lale Aty e Lacly Decerer 1979. All resoarch and analycas Uﬂc:f

R N e -y - 1 oy e o - - - - e - T "
7rlegs al e rrusec headquartars, .313h owe er1p o U,ung

coendictel .,
Pandenyg te  miher 1 ant aa1lable in Palopctl'lt 1s hoped thoi ilas .
ornk-l evalucticn evford rey Lo started soon afior April of ezen wear

when ~navil goverr :nd slatistics becore available ab the teqraunas of

haiy

v (0L fuscal year. As the process becemes refined, {the anmwal

cac
b3 1 . sLe | 3 hi )

study s'ouli/elfle 15 Mo accomplirhed 1n onc to two months,

thag ropord Sooars 1mth a aenernl dencriptioan of Project Lvru s

an analysic o1 G2 oregect!s org.nizations Tt then folleus ile tasic

ot

ouviine of % ¢ Tg,22ul Franovor- Matrixe The project goal is flvs

analyzed, vsias ascline datg aad beac'warks in comparison 1rLhh arnsras

data for the yoor~ gince Prc ject Lun: hegnn, bo estimie tihe atealament

g - .

of tie project's :0als, ' -
The geograpmic itolation of Lumu orovaded =~ {rcmendous obrortunit s

L.

to study the impact of Lhe projects It 15 alirost corpletely surroundaq
by mountains and sea with access only by tuo 1 ajer roads te Falopo, cr
by sca throush Palops or Malilie Uibh no other major development

J 3 ! J I

programs cccuring, 1a Luvm and feou outside inrluences affccting the area,

it prevaded o conveniaw "laboratory™ for 1l study of lhe impocts of

this Mmalei-scchorn, deve lopmant project.

~

The 1re 20 joel acctio: 3s roliowed by o1 annlycis of the projecl ‘e

ilapuis, ouwt, vie, - Lhrbeses The Dl seclion of ihe revort descrilen

te neilodolesy usaw for thas cvnlustion Stwly. Summeries of tlhe date

.

galherod o 40 coal nalysis are arnered ab 4l Dbacls of blhe roport,

-
—_ N f
This evaluavion study wag corducted ovor ihe course of four aonths,’
. - e o ’f

s
‘
o
PN
o
‘l
[ )
L.
1
I3
e
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A1l desn gnilersd during this evaluwion effort ave on file ot the
rrogest headuuarters in Palope and arc open to anyone washing o iore
detariet w levotcdirg of the fasures,

It 1s loged st s report wall be valuable 1o tho Goverinient
of lolaesia - 1 50D an understarding the beaefits of Projecl Liwcmu
aswoll o the secklems vhich nay be encountered in implenenting a

m.lby restore 1 Aevelopuctd project.

\@
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JrfI. S U I M 4o R Y

T L Grer oo d Transmigratican Develep ent Project is a ocomplex
sulti-scctorel rurel dovelopment project whiach coordanates 1he activi-
ties of four GOI ninistries and five dircctoratzs geueral or agencies |
to create a Jdevelop .t packnge in Luvu whach would have a groater
inpact on the rural pcor bthan if tlc occti-ities were all imnlcmented
sceparately over various time periods.

Data indico.bo?’ Ll Froject Luimu is well on ats wray to attaining
1ts o2l of increwsing the well Boing of the small farncer in Luwu,

)
flmost all measur:zs of goal achaicverent show quito positive trondo,
curronvly 1acrcesing at greator rates “han durin, i zalloc TIrE,
indictaing “ Iy Ble progect has had a significent positive impact on

the Twwu arez,  1le incrensing growth rotes of the measures of joal
aclicvemeat 1. Whe projgect arcas compared with the rother stcady rrouwth
rotes in arca: - b £y project aciiviiies indicqte that Projecct ILuawu
oo heen o vwajger ciine of 1lie inercesod ccouncmic development scen in
Lute e cxirencly “1gh growth rotes indicete thaé she mulidi-scelore!
approaci of 1. o b lias provided Lererits to a indo range of Lhic
Luru ponuld Jhic o .1 those widespread hencfits appeer 1o have caccursgor
a gread Leal o Coonl acous anvestrment vhich has furthercd Lwu's coo-
nomic develoyoeds  liagor measures of joal aclazvemont for Kabupaton Livw

[A N
) 7
show 2verase . 1ol rowth rates since tho bencimark year of 'fLLfl)_/‘ e

A f . -
Tood producticii, 15.6‘,;- f}ur ‘f‘ood exports, 12.5% for foed corsurpbion Xy

capita, aul 12.6. fer nat incorc jper foeod form porson.

e - - —_ ' e

Alt}.ou;;_h the 2apact of the proguct alrecdy appears to be svbstznt .o l,
records of prcoect 1apubs show ouly 34% of %otal estimated Froject cost:
disbursed o ol llarch 31, 1979+ By sourco cf funds, 34% cf GOI proicct
costs (DIF lr.a) and 27/ of forcizn exchzage costs had been disbursed,
but caly 15, of rawur’urzable rupich cests prefinanced by GOI (DIP Siin-
ricnest) vere rocorded disbursed. Because of contracting and decign
prodiviiy,y roe juch lawploumerntation i1s beins spread over six years instead
proviccaly 2laaned four eers, but af the current rote of
darcbrrrerenl eontinues,tic bime frane of the project may sell cxboirl to

cad yeers, e x2o-d wmproverent subprojuct vhich accounts for 8. of

v
o



projeci coutss 13 Lie ualy subprojcel scrronsly beliaad scliedule, tath o 3,
1ty off 168 csuireled sroject conln lusbureed, (lue to delrys 1. curlrcot
irobilizabion and redesisy probleome,

Lccerlaws; w0, prng et recorls, ihe pre,ress of nrejact cutputs is

.

procec.ling: well, th the excepbion of the FCCo and road amproveucnt ac -
tavivie.s vlich Lowve both suffered from under pleamng and under budgot.-
1. the TOS's facalaities heve hod Lo be oxpaaded mrre then ten times
2, acd %he road rchab:liatalien plan s hed 1o e com-
vlelely e _2d, Teoth s “bpro jectls should be complcte 1n 1983, Tho
Tronswd, peilon Svhproject 15 rou complete, ond other subprojects are

progrestan olasy $5 schedule
i

i ] - L
The peogunb curporoy dcfincd as shw creciiil oF oo seznr rlooedng,

)

operationsy and riviateitace (TOM) programs For ilic cubprojcct!s de—

voeleoousat ¢ ct'\"iél-,.: ppcars to have a good probabilaty of attarament

!
.

10. e FCC and 146 axtivitie ¢S, The rond «nd arrigation subproa-cin,
lec

wica thour ™ael oopate wiruclion contls, will rerqure fairly hich
PO budgoirs L6 402 romeat, 1t appears thae the irrigvion subproject
i1l wave avmlaole 779 of its estimated FOM ludyet needs, and o vocd
cubproject 12 wvl about 257 ol its PO budget nceds availoile.

Frojcs, Luwwmt ".ag hd 2 substaatial pesiiave impact oa vhe Lunru
arca despite tae sanocnent dafficuliiis 11 ermvbes for a government
vldeh i orzaniczed clong strong scctoeial 110y ilnjor menagerent diffi~
cultics have beca created by having one munistry coordinate the cctivie
ties of cther tradition.lly "equal® nimsbrice, wath its project licd:-
quarters 1.a Lugu vhere conmuwmcations dafficulbiea vilh Ujung Prndan:
ant Jakarta arce inherent.

aar offective nroject coordinalion system has cvolved hovever for
tlhic progoacy carouyh ver—ons GOI deerces and USLID let‘bcrs of 1mplomer—
totion Wi ol rsrovide dlie Pocgect Tlennger uith soveral ma.‘tnodu ¢f projoct
coordinetiog, woreu . i.c rcambursarient process which requare st o—
progrots to ke, Lie pvogueet manager up to dale oa bhe progrosc of sul-
1red b oiapuse 0 ovt,uds, and through projcet coordinaticon mweet. Lie
WoeoDrardeg, o ofivitaes.  Thie success of the project provides o oo

Cowd 'Or QX 7Y oy 0. GOI's mulii-sectorrl develoyment offorts i-vte
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IV, RECOLMCD) i ITONS.

.—----

o 1mpertaice of completing all subpre ject activitien caacol he
ovorstrﬂsucd, c7en 1f cost overruns ore iscurred. The cev-luation
drte ehous % Benefiis are alrcady be,,znarag; to ccerue {throush
inesinsed production, increased incomes, iacreased cxports, aad in-
crewsad rrin te iavestacat in Luwu,  Ia corrying the projeclt tas
For, the 2ipccbobions of the people iu/:;bxlé% have riscn, cncoura,ring
igra rreica ad 1acre .ced dovelopment activities, Gaing alrendy
m~do must net o lont aad tho continua.g positive growth trends must

cnbinue Lo be cacoarasede. The completion of all subprojects will
o1low betl vrivetc scecltor and the government 'bo/re &%gs on thoir
investirsis, ..l 12ll cacourago, more spentanecus private investament
in the aser.
Arricullural cxiensification lias heen a najor facter in croating

projonl benetits to dabe, Btress must now be laid on {the proper

manage. 2nt of agricultural ainteasification prograns -- irrisation

operntices, rgriculturcl exhensicn services, and the provision of

proper agriculiwicl inputss Continued increasec ia tho growth of
aoricultural peeduction will rely mcro and mere on intensification

activitics o5 lood clearing comes close bo coapletion.

The moaage~ 2.t and flow of fuads, pariicularly in regerd to reirurce--

pen’ss ~nd finnccial reporting lies been difcicnlt due to the comploxi-

-

A

<
}r

ty of o j.ct, and it 18 rccommended tlht o Coordinaéing P*‘oJcc‘t;

Treoagurer Lo “*1011u0d w1tn1n the Dircctorote General of Budmets 6f
the Miars t*vhlf_f mnnee to Landle all Preject Lun finnnciol docue
mentse Thic percon uould Le responsible for procesoi; all the sui-
p 0 jeot treosurcrs® monthly rcports of expenditbures accountohility
and requonsts for reimburcement and would forward them premptly to
USiLID, thrcvil. tho Dircctorate Generzl of Internntional Moretory
Lffairs, .24 %0 he Project Luwu Ilznnger.

To src..) %l o1 " ursement rrocess of the projeck, 1t is rocommende !
§uct . o~ e it of fice prepare o meeting to Le atiended by all
proxcs b.e  Lrers of the Luwu SubprnJccts as well as other ropre--
sentsiivesn .0 L1+ Jirecterates racral invelved, in ordexr to explean

A

the procedurcs iliuwed in Mindsery of Fintace Decree H{o) 399/{w o
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I

Jill requirc o great deal of roinmbeannce involving slzillod , cdi-
tonmico rorkers acd o high neintenncee budget. The life oxprcuw o
of Ve ncu rixl is axpected to he loi ears, will resurfrein, uerl
room ol af e abeut five years. Plaadag should siart i.medantely
to oowar: A approprizte ICH pre r.an with Lhie necessory et so
it Lo nT ¢ pinsed inlo cperatiaa an tl.e rood SCIMEIVS Are
comploted.

I4, »5 recomma.rlad thet ouler mulli-soctoral developmeal projects

a1ailae So Luwy be inplcmented it oller areas of Iadoncsia, in

arder to =ee 1l e successTul impace of Frcjict Laiw nag w0 Tuplies -

ata of Liin wvaliciior shour Llab i 1ave T

=

ted elueu’cve, To
mlti-sectoral development approzcl: ns been svecessful in Livm,

Mo finel tese will come wiea ihe snme opproach 15 ablempiad in
difforent arcas wiih dafferin; condiliens, BSbrong evaluation cofi-
poncibe < ould Le made o part of all row projects to cusure that
therr 1nnaets are woll waderstood.

Te Progect Luwm Bvalvation Progren henld be combiaued on aa anaucl
has1s up %o v e project!s conpletiua vo vhet Le reouth roves of [ 81}
neasures oF _scl cclhovement moy e moaitored over a lomger vine
period, so Lot o fuller understaadiiy: of the project as oonpleted

may he pesui’,

l_l
O
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i. BASIC PROJECT IDENTIFICATION DATA

A.Co B. Project Title
.u?“v. “ ‘ Bula-Minalabac
Philippineg

Integrated Area Development

C. Project Number
492-0310

] 0. Active Life of Project:

1. Project Agreamaent Signed FY..____78
2. Approved Project Comfpietton Date (PACD) FY_82

E. Lite of Project Funding
7. AID: (Loan or Grant)

3,000,000 (PES)

2. Other Donor

3. Host Country Counterpart Funds

F.Responsible Mission Officials .
1. Mission Director (ACting) Dennis Barrett

2. Project Officers (Name, PositionjR21ph Bird
3. Other

~N TotaL 36,800,000 (PFS)
G. Project Design H. Implementation
:.. LinHouse (Neme Position) e 1. Host Country Agencylies) _ __
not stated - -. - _. . __ Ministry of Agrarian Reform (MAR)

2. Contractor (Nema, Firm, Contract No.)
not stated

2. Contractor (Name, Firm, Contract No.)
not stated

). Previous Evalustions (Include Title, Type snd Dats)

not stated

Il. BASIC EVALUATION DATA

A. Evaluation Title
1979 Evaluation Bula

B. Evalustion Date

C. Type of Evalustion

D. Project Period Covered by Evalustion

[20) o
Jient Project

June 22, 1979

On going project

January 1978-June 1979

E, Evsluation Cost

F. Purpose(s} of Evaiustion

G. Initisted By

1. Dirsct Hire

not stated

8. travol
b. perdiem
7. Contract
Other
TOTAL 8

(SEE attached sheet)

not stated

H. Evslustian Tesm Composition
1. Direct Hire

a. Neme b. Present Position

. 2. Contracs: 8. Name of Orgenizstion (Hf ewy)
(SEE attached sheet)
¢ & Namae(s) of Persons

Lt St etm e cemna e o .- -

€. Ares of Expertise

b. Contrect No.

d. Ares(s) of Expertiss

L. Other Responsible AID and Hoxt Country
Personnel (Name, Posktion)

Ralph Bird, engiheerj.-
Oscar Bermillo

Also, representatives from MAR and
Project Management Office

J. Ewsluation Coordinstor

Bignature

Typed Name

Position

Dste

__APIE:BB0 __

——— -
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F. Purpose: "The primary purposes of the evaluation were to (1) determine whether

the broader project design is valid or requires modification and (2) analyze and
document accomplishments and problem areas and recommend courses of action and
Tealistic time frames. The evaluation was based upon a review of background documents,
reports and communications, observations at the project construction site and

personal interviews with relevant personnel."

H. Evaluation Team:

Raymond A. Bailey, PhD, is a senior member of the Public Adﬁinistfation Service (PAS)
Washington headquarters staff and has broad experience in Asian rural development
program implementation. -

.
e s —— e e - —

SR e ee e o oom - R TR —

Frank Stipak is a registered professional engineer #8343, State of California, gpq
is a PAS Senior Consulcant with extensive US. Bureau of Reclamation and international
experience in irrigation engineering and water resource development and management,

Bicol River Basin Development Program (BRBDP): Patermucio Calleja and Fernando
Alcisto, Jr., Project Coordinators. Francisco Balitaan, evaluation specialist.. . _._._



APMERY

Construction progress for Phase I hes been seriously irmeded by duplicetive
edninistrative procedures in reviewing end signing construction combtracts

and by delays in funding, i.e., in allotmenis and the issuance of cesh
disbursement ceilings (CDC). If the flow of fimds is adequate, consiruction
of all phases cen be finished by the scheduled completion date (' September 30, .
1951). Design and construction procedures now being followed will mrovide
fecilities adequate to permit long-renge frrigetion and drainage of the
service erea. . —— C e o e i e e

Tre orgenizational structure end steff composition of the Project Menagement
Office (AD) are adequste to meet curremt project needs' and, with support
by an active policy level Composite Menegement Group (CMG), excellent line
egency cooperation has been achieved. The full carplement of interagency
personpel assigned to the project is successfully implementing all instie
tutionel project corponents. It can be eccelereted as consiruction Ppro=
gresses. As construction and institutionel ectivities ere accelerated

in 1980, edditional supervisory end extension staff mey be reguired.

14, EVALUATION METHODOLOGY

This evaluation was conducted by a joint GOP-U.S. Interagency teem,
consisting of represemetives of BREDPO and USATD coniractors. The
Ministry of Agrerian Reform (MAR) end the PMD provided essociate mambers,
Reymond A. Bailey and Frank Stipak were exmployed by USAID wnder shorte
term contract with Public Administration Service to serve es outside
members of the joimt team end have been oprimarily responsible for writing
the Evelustion Report and drafting this Projéct Eveluation SumsaTy (PES).
In this effort, they have béen bly essistad by other mambers of the team,
in particuler by Petermucio Calleja end Fernendo Alsisto, Jr., BRIDFO
Project Coordinators, and Frencisco Baliteem, comtract EREDRO evelnation .
gpecialist. Ko representative wes assigned by KEDA.

The prizsry purposes of the evelustion ware %o (1) determine whether the
broader project design is velid or requires modification and (2) ansliyze
and document accamplishments and problem eress and recommend courses of
action with realistic time-frames. The evzluztion was based upon &
review of beckground documents, reports end other written commmicetions »
observetions at the project construction site and personel interviews
with relevant persomnel.

15. ELTERRAL FACTORS
A subseguent Presidential ﬁirective requiring prior eporoval by the Presi-

dentlal Review Commitiee for comiracts in excess of ¥2,000,000 imposed
memcicipeted delays in contracting for consiruction of facildities.

One logireme assurption for echieving project purpose, i.2., "The Bicol
Secondary and Feeder Roads Project will provide irproved all-yveather main
roed eccess into the eatire project area by the end of CY 1979, "will
Probebly not be met before the end of CY 1980. It is recommenied that
Priority in the Bicol Roads Project be given to early camletion of the
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sito Domingo-San Ramon feeder roads » Bervicing the first phases of
the Bula IAD IT Project of which a 200-meter section is impessable

during the rainy season.
INPUTS

Bcheduled construction activities were not wmderway because of delays
in signing coniracts. Delasyed releuse of funds, materials and fuel have
caused some work stoppeges. Procedures and priorities are needed to

insure avallability and timely delivery,-— — ——-

OUTFUTS

Progress toward attaimment of logfrome output targets 1s epproximately
one yeer behind schedule, due in some pert to delays in fund releases
(Asswmption C-k-2-6), but primerily due to long delsys (as much as
12 ronths) in the evaluation and award of construction comtracts.
Contract AZE design work, treining programs, land consolidation, insti-
tionel develoment, end force account construction are all progressing
es repidly es physical construction constraints will permit. Outputs
accomplished to date do not require modificetion.

PURPOSE

Detailed discussion and quentification of progress toward atteimnent

of End of Project Status is not pertinent at this time 3n that none of
the project area hes yet come under the new irrigation system. However,
Progress in organizational developnant and training, and in temurial
developoent in the Phase I Barengeys of San Ramon end Sem Agustin indicate
thet the set of EOPS conditions is a valid and realistic description of
vhat will exist when the project is completed. A ceveat, however: the
tine-freme is velid only 1f no further delays occur in comtracting and
completion of physicel construction. .

60A~./ST3G0AL

Goal: "To improve the socic-economic situation and the quality of life
of the rurzl poor residing in the project area."” Evaluation is not
pertinent at this early stage of project implementation.

BENEFICTARTES

At this time, serious discussion of impacts is not pertinemt. It might
be noted that scme short term inconveniemces have been caused by some
construction activities. Generally, beneficiary participation has been
ective to date in household relocation, institutional develoment, and

‘treining antivities.

UNPLANKED EFFECTS

One upplamed but desirable effect was reported by privete sector mevbers
at the regionrl wrap-up meeting of the rroject Composite Menegement Group.
Tant 1s a growing awereness elsehwere in the region of the project area
activities, and interest in the poseibility of access to similar oppor=
tunities. Particular referemce was made to interest in homesite devel-
opment on the project model.,
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JESSONS LEARNED

The primery lesson learned to date is that decentralization of central
govermmental agency authority to the regional and local levels is not
easily eccorplished. However, as in other Bicol TAD projects, the
incressed effort required to secure drcentrelization will pay off 4n -
terms of broader participation by different line agencies, local govern-
ment and locel institutions.

SPECTAL COMMENTS

Additionel details are included in the evaluation team report dated
June 23, 1979 (10 pages, 2 tebles).

\“.
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A. Country B. Project Title C. Projact Number :) :mlm Lifa of Project: 76
. - - - Project Agreement Signed Fy___ -
Philions Libmanan-Cabusao Integrated 492-0275 2. Approved Project Contplation Date (PACD) Fy 80

E. Life of Project Funding

1. AiO: {Loan or Grant) %»500;000 (PES)

2. Other Donor

3. Host Country Counterpart Funds

YOTAL 48,500,000 (PE3)

F.Respontibls Mission Ofcials

1. Mission Director  (Acting) Dennis Barrett

2, Project Officers (Nsme, Position) Dayid Smith (PES)
3. Other

«ofect Design
1. In-House (Name, Position)

~

-not stated — — . .
2. Contractor {Name, Firm, Contract Nod

not stated

H. Implementation

1, Host Country Agancy(ies)
Bicol River Basin Development Program Office

National Irrigation Administration (NIA) ~
2. Contractor {Nsme, Flrm, Contract No.)

not stated

——

I. Previous Evaluationr {Include Title, Type and Date)

"two part joint GOP-US evaluation team report"

May 1978 (see page 7 of report)

June 22, 1979

1977 special evaluation (see page 16 of report)

Gerald Hickey, Robert Flammang, ASIA/TR/SHRD (AID/W),

April 1979, one of six Projects evaluated

1l. BASIC EVALUATION DATA

A. Evslustion Title B. Evaluation Date

2 i August 1979
Cahbusao IADI Project

D. Project Period Covered by Evalustion
June 1978-June 1979

C. Type of Evaluation

on going project

E, Evalustioa Cast
1. Direct Hira
a. travel
b. per diam
2. Contract
= Othsr
TOTAL 8

not stated

F. Purposals) of Evalustion
(SEE attached sheet)

G. Initiated By

not stated

H. Evsiustion Team Composition
1. Direct Hire

8. Nome b. Presant Posltion

— 2. Contrset: 8. Name af Organization (if sny)

" (SEE attached sheet) .
¢ & Namals) of Persons

t

- " "tm = cecmmemmen e - e

€. Arss of Expertin

b. Contrect No.

d. Ares(s) of Expertise

L. Othsr Responsibie AID snd Host Country A
Personnsl (Name, Position)

Ralph Bird, Oscar Betmiiio-tUSAID/Naga),

J. Evslustion Coordinator

Eignsture e
¥eith Long, consultant. Also Ramon Caceres, -—
engineer, project manager; Guillermo Rinosa, Typed Name
(National Irrigation Administration) (NIA): Poaltion b
Patermucio Calleja (BR3DP); Orlando Olano —_—

PMO Dete

d Feliciano Berdin of the
Q/'E:BIBO — e e L




1979 EVALUATION LIBMANAN CaysaQ IADI PROJECT page two

F. Purpose: "The primary purposes of the evaluation were to (1) determine
whether the broader project design is valid or requires modification and

(2) analyze and document accomplishments and problem areas and recommend

courses of action and realistic time frames. The evaluation was based upon

a review of background documents, reports and communications, observations at

the project construction site and personal interviews with relevant personnel." '~

" H. Evaluation Team;

-y

BRBDP: -~

Francisco Balitaan
Fernando Alcisto, Jr.
Francisco Vargas, Jr., engineer

Publi. Administration Service: (main authors)

Frank Stipak, Registered Professional Engineer #8343, California, is a

PAS Senior Consultant with extensive U.S. Bureau of Reclamation and

international experience in irrigation engineering and water resource development
and management.

Raymond A. Bailey, is a senior member of the Public Administration Service
Washington headquarters staff and has broad experience in Asian rural
development program implementation.
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SUMMARY

There have been further delays in construction of the physicel facilities
since the last evaluation (May 1978) due to heavy rains, including typhoons,
as well as lack of adequate equipment and occasional shortages of cement

and fuel. The physical facilities, with changes as jointly recommended
herein, are sdequate to provide long-term irrigation, drainage end tidal

flood protection to the service area. Under a revised consiruction schedule
vhich appeers attainable, facilities should be campleted and cperational by
June 30, 1980. If further delays in campletion beccme evident by February -
1980, extension of the terminal dates of request for reimbursement should be
requested by the GOP and USAID.

In implementation of the orgenizationsl/institutiona?/training components,
previous differences between the National Irrigetion Administration (NIA)
end the Bicol River Basin Development Program Office (BREDFO) have been
resolved, end an effective project cooﬁi.nation/m.enageme.nt structure is
now in place. Some difficulties remmin in defining specialis*t and extension
personnel needs end in attaining full interagency participation in staffing,
but these are epperently moving toward resolution. Structural organization
of farmers groups has been largely completed, but substanmtiasl work is still
required to adequately vrepare farmers system operation and management res-
ponsibilities. \
The NIA is placing higher priority on support and develoment of the
nstitutional component and is now, at the start of the finel year before
scheduled water delivery, finalizing the detailed implementation plen for
completion of this corporent. The plen includes definition and schaduling
of required irnteragency staff, the finalization of a weter manesgement plan,
a vater rate schedule, end a phased five-year schedule for system turnover
to farmers.

It was the consensus of participaris in this eveluation that it adequately
reviewved the project's status end progress since the lest evalnation. It
recortirmed the exisvence of unified project policy end direction and
fecilitated timely, substantive project decisions.

EVALUATION METTODOLOGY

Tais evaluation was conducted by & joimt GOP-U.S. interegency teem,
consisting of rerresextatives of the ER3DFO and USAID (by comiract).

P=ymond A. Bailey and Frank Stipak were exployed by USATD under contract
Witk Public Adninistretion Service tc serve as cutside members of the Joint
teen pnd have teen prizarily respoasible for writing the Evaluation Report
end Project Eveluation Swmary. In this effort, they heve been ebly essisted
by otzer members of the team, in particular by Ferzendo Alsisto, Jr.,
Francisco Varges, and Francisco Balitzan (contrect) of the EREDFO. The NTA
0 lice of Speciel Projects (CSP) Manila and the Project Mengzement 0fice at
Iibzamen provided essociete teem members. Ko rexresentative was essigned by
X=DA.

The primary muposes of the evaluetion were to (1) determine waether the
broeder project design is valid or reguires modification and (2) enelyze end

XUl
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Subgoal: "Increased Tice productivity per hectare.”

Progress toward goal and subgoal achievement cammot begin to be

objectively measured until the project hae been in operatiom Xor at least

one year. Assuming construction is ccmpleted in June 1980, the first

field impact evalustion showld be scheduled for Jume 1951 (or June 1982).

This project is also jpcluded as a pilot impact evalustion effort under A
‘he USAT-supported Fconaric and Social Impact Anelysis/Women in Devel= ,“n . .
opment (L-IA/WID) Project under MEDA. - L e ~

——— - )'/‘r:,’,‘n

20. BENEFICIARIES o - -

Preliminery date indicate that the number of households will prove 10 be
slightly lower, end the average size of 1andholding larger, than originally
estimated. This is possibly due to the camon prectice in which elderly
parents hold title to all of the lend worked by the feamilies of their sons
and dsughters. This then appears to be the single, lerge landolding of
one household. The true pumbexr of beneficlery families should be clarified
wben complete beneficiery data become avallsble.

21. UNPLANED EFFECTS

* Beyond the unplenned effects discussed in previous eveluations, certain

' agdverse ,(as well es positive) effects wexre noted in en April 9 sumery
report:l-/ from interviews with selected farmers in the project area. Five
farmers indicated adverse design/construction side effects including locael
jnterference with dvainage, loss of existirg (Hendorg system) irrigation
water, and loss of 1snd Lo road and cenal construction. This eveluation
+eam observes that the sneidence of such side e2fects is small relxtive %o
the total population of the area. They are meinly to be of short-term
nature, but appear persistent becsuse of repeated consiruction delays.
Most are scheduled Zor correction once the system is completed and tested.

.22. IESIONS LEARNED

Tessons reported in previous eveluations regerding the difsiculty of devel-
oping and instelling regionel level organizetionel structures and manasement
systems for attaining full interagency coordinetion and participation bzve
been reconfirmed. The jncreased effort, however, pays in terms of broader
participetion by differext line agencies, local goverment and local
institutions.

The difficuities experieaced in excavating the deep excevetion sections of
the mein cenal have =roly demonstreted the need Ior adequate pre-construction
plapning and {jeld data such &s topoganhy, horizormtal and vertical comtrol
end sub-surface explorations.

23, STECIAL COMVENTS ATD REMARYS

Additional details are included in a two-pari joint GOP-U.S. avelration
teex report dated Jwme 22, 197°.

I. Svelueiion of Faysical Facilities (13 peges end 4 £igzures)

II. Orgenizetion, Mesegement and Operatizg Systems (12 zeges)

1] Gesaid C. Elczey ana Aooers 4. Fleomang, ASIA/TR/SERD (2DD/W), ATTil 1379.
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FACESHEET FOR SPECIALEVALUATION

1. BASIC PROJECT IDENTIFICATION DATA

A. Country B. Project Titls
Birol Integrated Rural
lippines | Development Project

C. Project Number

492-0303

D. Activs Life of Project:
1. Project Agrasment Signed FYmated
2. Approved Project Contplation Date {PACD) FY

Life of Project Funding
1. AID: (Loan or Grant)

1. Mission Director

“~ Other O per P10 —126-Fmidtidon
= er Donor

1ost Country Counterpart Funds 155.6 million

3. Othsr

TOTAL 8.

F.Responsible Mission Officials

2. Project Officers (Name, Position) Camilo Balisnomo, program

director

G. Project Design
1. In-House {Name, Position)

N not stated

2, Contractor {(Name, Firm, Contract No.)
not stated

H, Implementation

1. Host Country Agencyfies)
National Council on Integrated Area
Development (NACIAD)

2. Contractor {N.me, Firm, Contract No.)
not stated

I. Previous Evaluations {Include Title, Type and Date)
1975, 1977 evaluations

I1. BASIC EVALUATION DATA

A. Evaluation Title B. Evaluation Date

Bico]l Biennial Evaluation: August 1979
Bicol River Basin Developmbnt Program

C. Type of Evajuation
Biennial

D. Project Perlod Coverad by Evaluation

"Now in its sixth year."
(SEE ATTACHMENT F 1974-1977)

E. Evaluation Cost
1. Direct Hire
% o. traval 6,420
per diem 4,260
\_ <Zontract 31,710
3. Other 1,610
. per comifdet % treet4.000

F. Purpose(s) of Evalustion

(SEE attached sheet)

G. Initiated By

not stated

_H. Evalustion Team Composition *

1. Direct Hirs
8. Nams b. Present Pashtion
— 2. Contract: #. Name of Organization (H any’,

(SEE attached sheet) .
s & Namae(s) of Persons

€. Ares of Expertise

b. Contrsct No.

d. Area(s) of Expertise

—

! Other Responsibie A1D and Host Country N

J. Evaluation Coordinator
Pe-sonnel (Name, Positlon) ..
Teodoro Encarnacion, Deputy Minister, MPV; _¥
Eduarto Corpuz, Assistant Director, NEDA; Blgnasture
Franci§co.Balitaan, BRBDPO Evaluation Typed Name
enecialist.
Position
- Deote
. ASIA/DP/E, 8/80

Y%



Bicol Biennial Evaluation: Bicol River Basin Development Program page two

A
F. Purpose: "This evaluation differed from its predecessors by concentr:

on the broader Bicol River Basin Development Program now in its sixth year,

as well as the supporting USAID grant technical assistance project." Consonant

with the project's eyolution, it covers program direction; agribusiness
promotion; management, research and training; and organization, adminis-
tration and staffing.

H. Evaluation Team Composition: Contract Consultants

U.S: Members:-.

-

Dr. Thomas T. Weaver, agricultural development, Univ. of Rhode Island
Dr. Gerald C. Wheelock,"rural sociologist, Alabama A § M University
Dr. James A. Roumasset, economist, University of Hawaii

G.0.P, members:

Dr. Gelia T. Castillo (UPLB), rural sociologist

Mr. Joaquin P. Cortez III, Planning Consultant, M.S. in urban and regional
planning.

Mr. Rolando Tungpalan, NEDA, A.B., economics

Mr. Danilo Alcantara, NCIAD, A.B. mass communications



I  SUMMARY FINDINGS AND RECOMMEINDATIONS

The Bicol River Basin Development Program (BRBDP) was last evaluated by &
Joint GOP/U.S. team in 1977. It was also evaluated in 1975. The following
report presents the findings of a follow-on 1379 evaluation by a joint GOP/
U.S. spodsored team conducted over & period of six weeks. The eveluation
team members reviewed project documents, visited the three-province Bicol
Program area including individual project sites, and drove down muny of the
nevw project roads. Trips vere made as far as the Irosin Valley in Sorsogon
in search of information and confirmation of concepts. The team interviewad
numerous participants and officials in both Manila and the Bicol. This eva~
luation differed from its predecessors by concentratiang on the broader Bicol
River Basin Development Program now in its sixth Yeer as well as the supporte
ing USAID grant technical assistance project.

Summery Findings

The team assessment of the joint Bicol Integrated Rural Development Project
(Bicol IRD), indicated that it has been successful in providing selected U.S.
and Filipino technical comsultants, participant training to the U.S. and other
Asian countries, and a moderate level of essential commodities (see Attachment
F). The emphasis is now shifting from project planning/packaging to technical
assistance in support of the implementation of the five on-going Bicol loan
projects assisted by AID, agribusiness and rural industry promotion and proj-
ect monitoring and evaluation activities. Activities are also proposed to
Tacilitate spread effects from the Bicol Program to other IAD efforts in the
Philippines.

As detalled in the main body of the report and its attachments, after originally

attempting a comprehensive approach to regional development, the operations of
the Bicol Program now focus on a package approach to development. In this
approach, critical developmen: bottlenecks in an area are identified, taking
into account the expressed needs of the local population together with some
knowledge of the availeble resources in the area. The identified bottlenecks
are used to pinpoint a complementary set of component projects. The team
found that this practice of packaging integrated component projects is funda-
mentally sound. It has been successful in attracting funding Ly extermal
sources (see Attachment E). It can be further strengthened i1 a number of
vays, and the team developed a number of recommendations which are presented
in this report.

The evaluation team found that decentralization of apprcpriate planning,
coordination and policy-making activity to the regional and sub-regiocnal
levels has been effective. When decentralization of the appropriate functions
has teen employed, local government and popular participaction in the planning
process is encouraged, Bicol Program Office staff are more productive, and
the problem-solving capability of the Bicol Program is enhanced. The reverse
is true under a more centralized process.

At the present stage of evolution of the Bicol Program, it would be premature
t0 recamend transfer of the entire concept to other regionsc or sub-regions.
Nevertheless, the potential for replicating the package planning and action
strategies is immediate. However to achieve that potential, it seems neces-
sary to fully operationalize the concept of decentralized Planning and imple-
mentation.

0



In sum, the overall picture of the Bicol Program test case in Integrated Area
Development is mixed. The evaluation two years ago sew reason for consider-
able optimism primarily on the basis of the Bicol River Basin Development
Program Office (BRBDPO) having effectively planned and coordinated a variety
of component projects. The promise of two years ago has not yet been achieved.
In the interim, changes in personnel and operational approach bhave tended to
mute the full BRBDPO coordinating and planning capacity. New projects re=-
cently funded will place pressure on treining less experienced BRBDPO staff,
and the momentum from yeoman efforts in earlier Years mey bring yet more
projects to the Basin. The brief inspection of individual Projects already
underway suggests second generation problems ahead that will need priority
attention. The very success in designing and funding projects seems to
diver: attention away from other key development problems which need to be
solved if the benefits, particularly from irrigation projects, are to be
achieved.

The evaluation team wishes the staff of the BREDPO every possible success.
They are engaged in a very crucisl program. The nation is looking to it for
guidance. It should not be allowed to be crushed on the rocks by its own
momentum.

Recommendatioms

The main body of the report and its attachments develop a number of
recomnendations. These are presented here in summary form under the headings
of (A) program direction, (B) agribusiness promotion, (C) manugement.,
research and training, and (D) organization, administration and staffing.

A. Program Direction

The focus on infrastructure development was an appropriate choice for the
first generation of projects in the case of Bicol River Basin. In the first
stage, the key was to get the integrated rural development apparatus moving
and to achieve some initial successes and impacts. This is still true for
project areas outside the physical river basin. The evaluation team feels
that for the second generation of projects the focus should be somewhat
different and perhaps slightly more narrow. In particular, the area of
resource management, broadly understood, would appear to be a strong poten-
ticl comparative advantage for the Bicol Program. Management of river basin
resources Includes hydroecology planning, agro-forestativn, and water menage-
ment. The resource management concept should also be extended to include
coastal zone resource management and to the design and implementation of
cropping systems for smallholders in the non-irrigated areas (e.g., the devel-
opment and extension of a simple cover crop for coconut areas). Specifically,
the team makes the following recommendations:

1. Rev component projects should be designed end existing plans reviewed
in accordance with the principle of providing projects with the least
disturbance to the physical-social-economic environment in place. In
construction, this means investigating projects with lower capital-
intensity. In institutionel design, this means building on the strength
of existing organizations and contractusl arrangements rather than re-
Placing them with fashionable, but unproven, systems imported from
Manila or other countries.

-2-



2. Second generation projects in the Bicol Program area should include:

a. agro-forestation

b. coastal zone management

¢. perennial cropping systems for smallholders
d. ehnual mixed cropping systems

Pilot efforts should be continued or initiated now in these areas to provide
information and direction for future planning. ST

B. Agribusiness Promotion

In addition to BRBDPO resourres, the Bicol IRD grant project provides re-
sources for BRBDPO, NEDA Resional Office, and concerned line agencies to
develop a collective regional agribusiness and rural-based industry strategy
and action program to further stimulate a significant increase in private
sector investment. @egarding the on-going agribusiness and rural industry
promction effort, the evaluation team wakes the following recowmendations:

1. Preliminary Bicol Program investment promotion activities have been
largely concentrated on the preparation and promotion of pre-feasibility
studies on agribusiness and/or agro-industrial projects. Considering
that a rational investor will somehow have to undertake an investio
gation of the project using his own set of assumptions and policies,
we believe that this activity is largely unnecessary. Instead, general
area profiles depicting the available and abundant resources and business
opportunites in the region may be prepared and widely disseminated. The
preparation of brochures as general investment guides for interested
investors nov underway may prove to be more useful.

2. 1In the area of agribusiness promotion, the efforts of the BRBDPO can
only complement the efforts of the private sector. With this in mind,
the agribusiness program should focus on areas where private invest-
ment may be inhibited because of difficulties in obtaining the neces-
sary information, designing and enforcing contracts, or coordinating
investrent elforts across enterprises and investors.

3. Recently, the agribusiness staff of the ERBUPO was chosen to serve as
the technical secretariat to the Regional Council of Small and Medium
Industries (RCSMI). We believe that with the full support of the
BRBDPO, the RCSMI could effectively function as a strong coordinating
body for private investment promotion end acceleration in the region.

C. Management, Research and Training

Some of the project designs appeared to be affected by engineering and planner
bias. In particular, the Libmanan-Cabusac and Bula projects may have been
unnecessarily sophisticated. 1n the future, it may be advisable to more
thoroughly investigete cost-saving alternatives which deliver most of the
benefits of the original decign. Similerly, one should not overload projects
with excess institutionasl baggage. Rather, one should build on the strengths
of existing voluntary organizations and contractual arrangements.

-3-

n,@k('



The methods of data collection, project selection and monitoring should be
streamlined so as to conform with the package approach. A comprehensive
survey of the current economic situation is unnecessary, and studies which
fully isolate the impacts of projects are impossible. Instead, more intensive
data collection efforts are needed in the critical areas where Bicol Progran
intends to concentrate its efforts. Thus, for example, if irrigation is to
be the focus, improved topological maps, hydrological information, and weather
statistics should be made available. Similarly, the goals of project eva=
luation should be more modest. It is important to monitor the more narrow
objectives of the projects in terms of the actual operations end in terms of
direct%y related economic activity (e.g., cropping patterns, inputs and
yields).

Another potential comparstive advantage of the Bicol Progrem lies in research
and extension. In this context, epplied research is needed not only to devel-
op appropriate production techniques, but to devzlop appropriate systems of
resour<e management and appropriate modificatica of existing institutional
structures. Extension is likewise understood to include the implementation of
similar management systems and institutional adjustments. An independent
center of research and extension activities should be built-up around the con-
sortium of agencies concerned with agricultural research and the camplex ol
research facilities, under the auspices of PCARR, at CSAC and BPT experiment
ataticnﬂl/ The proposed research group would be of additional utility at the
Planning and feasibility stages of project packaging. The following specific
recommendations are developed in the text of the report:

1. Field trials should be continued in all IAD project areas by the line
agencies concerned under the general coordination of the Bicol Agriculture
and Resources Research Consoriium and ERBDPO. Such trials should be used
to establish the appropriate farm practices which ought to be adopted by
farmers given current technology. Further, this effort should be coore
dinated with evaluetion activities, e.g., BAEcon data generation and
BRBDPO Farm Records Project for feedback to, and action decisicms by, the
Composite Management Groups (CMG's) and the Project Management Offices
(PMO's) of the respective IAD (component) projects. Much of the machinery
for this applied research is already in place. What is needed is the
capacity to analyze this data with updated econamic methods (incorporate
ing stochastic weather variables and individualized shadow prices of labor
and credit).

2. Immediate analysis should be carried out by the appropriate agencies to
consolidate oll aveilable rice yield date from the region so ms to estab-
lish reliable svatistics onm:

a. irrigated dry and wet season yields
b. rainfed dry and vet season yields

These data should be analyzed with respect to:

a. variability within agro-climatic aress in the Bical
b. variability between years within egro-climatic ereas

1/ Philippine Council for Agricultural Resources and Research (PCARR) ;
Camarines Sur Agricultural College (CSAC); and Bureau of Plant Industry
(BPI). A1l are located in the vicinity of BREDPO.

-1}-
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¢. the potential of output zrowth based on increased inputs of
irrigation, fertilizer., insecticides, and other indigenous,
but potentially productive cultural Practices. In addition
to existing line agency end BREDPO staff, highly experienced,
senior Filipino consultants should be considered for funding
under tne Bicol IRD Project.

An expert hydrologist should be employed to do follow-up investigation
on the soundness of assumptions incorporated in the tasic project
design, particularly for the lower basin. Adjustments could then be
made to the benefit of the farmers who will begefit from the projects
and who are being asked to pay for the projects through irrigation
fees. The evaluation teem understands that hydrologic data collection
and analysis as well as the puolishing of the results for the complete
Bicol River Basin are scheduled to be upgraded. This is essential.
The National Water Resources Counci) (NWRC) can play an active role.

U.S. and Filipino water management consultants with proven expertise

in rice irrigastion and in supplemental irrigation systems should be
employed by early 1930. Such consultants would work with technicians

of participating line agencies particularly NIA and the Bicol Agriculture
and Resources Research Consortium to advise on and monitor the process
of the irrigstion systems. This would include establishing appropriate
80il and vater use management needed to gauge the efficiency of the
systems.

Workshops should be held for project mapagers and staff and Bicol
Program staff on irrigation rotational systems already in place
elsewhere in the country, so that experience gained in these systems
can be available to the Bicol. Proposed operational training (AID-
supported) in another Asian country for the senior staff who will
operate the major systems and locel line agency staff would also be
veluable.

Considering all the'complexities, controversies and issues associated
with rotational irrigation, the viability of irrigation associations,
compact farms and Semahang Nayons, the design for institutional devel-
opment deserves a serious second look before system-wide efforts to
implement it get undervaey. The pres-nt design might have to be treated
with less sanguinity that is now Presently held.

Present national policy on irrigation repayment calls for repayment to
cover capital expenses and operation and maintenance costs. A funda-
mental ambiguity in the policy exists, however, according to which
farmers who are unable to pay will not be forced to. This introduces a
great deal of discretion into the collection procedure. This ambiguity
should leave room for the Bicol projects to experiment with a system
under which farmers pay proportionately to potential benefits that could
be received from irrigatiom. Potential benefits would be assessed inde-
pendently for various classes of farmers according to topography, access
to and reliability of the weter, and eccmomic characteristics of the
farm family.
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8. Theres should be & cicse examination of the land consolidation in
the Bula IAD Project with & view to assessing the merits and
demerits and the rationale of the entire approach. If land con-
solidastion appears to place unnecessary burdens on many farmers,
then the system should be redesigned rather than continue a commit-
ment to a “pilot prnject.”

9. ERBDPO participation in the Bicol Agriculture and Resources Research
~ Consortium (BARRC) should be considered & priority activity as part
of research coordinetion and a monitoring requirement for BRBDPO
operations. Similarly, the BRBDPO should become intirately involved

with the Soil and Water Management Research and Training Center.
This should serve as a meapns of directing research efforts into
problems encountered in project areas and in supplying a scurce of
research results to BRBDPO planning staff and BRBDPO project coor-
dinators. The BRBDPO should strongly support the involvement of
UPLB, IRRI, PCARR, BAEcon, NIA, FSDC, MIGCD and others in the Basin
research program, through the Soil and Water Management and Rssearch
and Treining Center. .

D. Organization, Administration and Staffing

Based on extensive interviews, current operations of the BRBLCPO appear to be
unsettled and currently lack sufficient decentralization. In order to de=
centralize the planning and implementation of projects, the BRBCC should be
re-established as the primary policy-mesking body. Increased funding and
contracting authority for projects should be decentralized at the regianal
level (to project directors). The latter can be accomplished by giving the
line agencies more autonomy and by relying more heavily on provincial and
municipal offices as implementing bodies. Linkage to the ministerial levels
to solve operational problems should be strengthened.

The evaluation team also feels that rebuilding the planning staff of the
BRBDFO should be a priority activity. This restaffing should be carried
out with a viev to assetnbling the particular expertise required for the
identified comparative advantage of the Bicol Program. Specific recommenda-
tions in the report include the following:

1. A permanent program director should carefully be selected and appointed
following the guidelines of Presidential Decree $26.

2. Appropriate authority should be redelegated to deputy directors and
decentralized within the Program Office itself, so that Bicol Program
activities can be raised to the increased level of activity required
by the increasing demands of accelerated project development, coor-
dinated implementation, and monitoring/evaiuatica.

3. The role of the BRBCC as a coordinating and policy-making body should
be fully restored. As the functions of the BRBCC are restricted, there
is in turn less reason for the existence of a BREIFO.

4. Restaffing should be carried out with & view to assembling the particular
expertise that will be required for planning projects such as 8gTro=
forestation and mixed fishing/farming (as discussed above) which are
within the identified romparative advantage of Bicol Program.
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10.

13.

Full staffing of the plabnning section of the BREDPO must proceed
on a priority basis. A high level of capability is essentiml for
planning second generation projects and for technically supervising
and assessing the increased level of contractor dccuments end pere
formance.

Tre BRBDPO should sponsor and coordinate aeminar/worksbops Tor BRBDPO
professional staff and for the personnel of cooperating agencies to
update them on latest research findings and other developments relevant
to their planning, coordinatiom, monitoring and evaluating functioms.
8uch interagency meetings would provide a mechanism for discussion

of project ideas and planms. .

The BRBDPO should give ell staff members the opportunity to visit and
possibly work at project sites to gain first hand familiarity with
operatioms.

A special depository for important Bicol Program documents be created

to complement existing library facilities. Particular attention should
be given to such things as maps and plans. Current maps should be made
available to all participating agencies on a cost basis. A special index
of all materials should be produced by the BRBDPO for public access.

The BRBDPO and nationel line agencies (with USAID assistance for other
Asian countries and U.S. when appropriate) should invest in the training
and general upgrading of line agency technical staff capabilities in
agriculture and weter resources development and related aress s because,
in the ultimate analysis, project implementation anf farmer support are
their responsibility. '

Although active and quite effective to date » BRBDPO publicity efforts .
should be carefully designed and monitored to imsure accuracy. Mig-
understanding and unduly elevated expectations only add confusion and
frustration. An updated, accuvate, rhetoric-free framework Plan captur-
ing the essence of the Bicol Program would be an appropriate publice
information document.

A professional technical level document should be Prepared and published
on the Bicol Program and the compoment projects for distribution to
Philippine institutions and professionals as well &8 international PTO=
fessionals involved in integrated area development.

In colleboration with NACIAD and NEDA technical staff, the BRBDP monitor-
ing and coordination system for implementing projects should comsider
installing on an as-needed basis » & formal “"special action report”
Eystem as backup documentation for the informsl action reporting sys-
tem, through both the lead-line agency MIS and through the Bicol Program
vertical MIS. Additionslly, the BRBDPO should consider implementing
monthly summary progress reporting to the PAC, BRBCC, NACIAD and funding
agencies. The exception reports should summrize the "Special Action
Reports.” The more detailed Project status reports currently produced
would be submitted quarterly or semi-annually.

It is suggested that a Management Committee be established under NACIAD,
composed of the deputy or assistant ministers or assistant secretaries
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of member agencies and the directors of all on-going major Integrated
Area Development (IAD) programs/projects. It would likely be chaired
by the chief operating officer of tne ccuncil.

ITI EARLIER DEVELOPMENT EFFORTS IN THE BICOL REGION

Prior to the 1973 formation of the national ministerial level Bicol River
Basin Council (BRBC) and the Bicol River Basin Development Program (BRBDP),
there vere some significant development efforts in the EBicol Regiou.

In 1959, confronted with the problem of credit collection, Jose C. Morano,
then Regional Accountant of the Agricultural Credit Administration, devel-
oped a concept of compact farms and tried to concretize those in Borong-
borongau, Minalabac (Camarines Sur). The project, because of some diffi=-
culties, did not materialize. However, much later, Morano, who had now re-
inforced the campact farm concept with inspiration from the Israeli mosbav-
type of farm cooperative, reintroduced his ideas in en irrigated area in
Inginan, Minalabac. This compact farm gave stress to production-marketing
linkages.

That same year (1959), the Nueva Caceres Archdiocesan Secretariat for Social
Action (ASSA) headed by Msgr. Jose T. Sanchez held a Congress at the Ateneo
de Naga, to generate self-reliance among the parochial populations by lessen-
ing the farmer's stifling overdependence on the government for social uplift~-
ment. The Secretariat with the technical help of local bankers and business-'
men evolved the concept of Joint liability for production credit in compact
farm units.

In July 1965, the Bicol Planning and Development Board (BFDB) was created by
the President of the Republic under Executive Order 159. This vas sub-
sequently followed by Republic Act No. 4690 (€.1956) establishing the Bicol
Development Company (BIDECO) which aimed to "promote the balanced end acce-
Terated growth of the Bicol Region within the context of naticnal plans and
policies for social and.economic development through the leadership, guidance
and support of the government." The BIDECO appears to have almost petered
out of existence without any sign of accomplishment, while the BPDB among
other things, was able to conduct a survey of the resources of the Bicol
Region as a foundation for the preparation of a regional development plan.
Many of the plans and some of the personnel of the BPDB were sbsorbed by the
BRBDPO and by the regional office of NEDA.

In early 1970, the Archdiocesan Secretariat for Social Actiop collaborated with
Morano in developing compact farms in Inginen partly following the concept
vhich involves grouping adjacent neighbors together and making them jointly
liable for their production loans. About ten groups were initially formed.

In October 1970, Typhoon Sining swept over the Bicol Region causing mausive
destruction to both life and jroperty. Modest developments in ccmpact farm-
ing in Inginan were overturned.

In light of this calamity, concerned citizens in Camarines Sur, banded
together under the leadership of the Archbishop, carried out rehabilitation
vork by means of the Food for Work Prcgram with the Catholic Relief Services.
Compact farms were also formed in Buhi, Naga, Bula, Pili, and Goa in i
Camarines Sur Province with the rural banking institutions giving massive
capital support, an event unprecedented in the country's banking history.

- f!-_
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Meanwhile, Bicol leaders set a series of conferences in Naga with represen-
tatives from the National Economic Council (now the National Economic and
Development Authority), the £ngineering Coips of the Armed Forces of the
Philippines, and the United States Agency for Internationel Development %o
solicit support for compact farm projects. Subseguently, in a meeting cone-
ducted in Manila, Secretary of Agriculiure Arturo R. Tanco, Jr. and then
Public Works Secretary David M. Consunji gave assurances of government sup=
port. An Interagency Bicol River Basin Team headed by Dr. Reamon Nasol,
Deen of the Center for Regional Studies at University of the Philippines in
Los Banos, was formed to study the problems of Bicol and submit appropriate
recammendations. USAID assistance was led by Douglas Tinsler with the sup-
port of Frank Sheppard, USAID/Ag and Director Thomas Niblock. By September
1972 the study, Report on the Province of Cawarines Sur snd Lower Bicol River
Basin, popularly known as the 'Green Book, " was submitted. This study was
furitber refined by the GOP and presented by Secretary Tanco before the Con-
sultative Group in Paris in October 1972. USAID signified interest in
funding Bicol grant technical support and capital loan projects adoupting
the Integrated Area Development (IAD) approach tc rural development.

An expanded study was drawn up in February 1973 by fifty technical personnel
representing fifteen national and Bicol Region agencies and a private con-
sulting firm. This study was supported by USAID. The output, Bicol River

Easin Development P:.gram, Framevork Plan, was to be popularly known as the
Blue Book.

III THE BRBDP DEVELOPMENT MODEL - ITS ORGANIZATIONAL EVOLUTION AND LESSONS

Given the nature of the organization of the various offices of government,
the following constraints and problems to effective development administre-
tion had been identified by 1973:

l. the difficulty encountered by line agencies in planning and implement-
ing projects aimed to spur development which is multi-dimensional in
concept within a defined action area and area of influence;

2. the difficulty encountered by & line agency involved in a project vhere
the synchronized inputs from other line agencies are necessary for the
completion of the total project package; and

3. the lack of local perceptions and area specific data (e.g., agro-
climatic, hydrological, etc.) used for problem definition and iden-
tification that could eventually influence Project development.

In response to these cantraints and problems, the primarily national level
Bicol River Basin Council (BRBC) was created under Executive Order 412. Its
main role was to provide coordinated leadership end rationsl direction to
the develommental undertakings within the Bicol Piver Basin by supporting
Plans and feasibility studies for domestic and foreign financing. The Bicol
River Basin Council (BRBC) constituted a Board of Directors with eight (8)
members. The Secretary of Public Works, Transportation and Communication
(Davii M. Consunji) was Cheirman with the following members: Director
GenerLl, NEDA; Secretary, DOA; Secretary, DIGCD; Secretary, DAR; Secretary,
INR; Governor, Camarines Sur; and Executive Director, BRBC-Program Of?ice.
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A Program Office was constituted with an Executive Director, a Deputy
Director-FPhysical Infrastructure Department (pID), a Deputy Director-Plans
and Program Department (PPD), Deputy Director-Social Infrastructure Department
(sID), and a Deputy Director-Administrative and Finance Department (AFD).

The BRBC was not able to effectively overcome the comstraints because of
(1) a heavily centralized planning and decision~making process, (2) lack of
techniecsl personnel, and (3) budgetary constraints.

1. Centralized Plenning end Decision-making Process

Despite the formation of a field office (Program Office), the power and
‘authority to negotiate and pay technical contracts, hire and organize
staff, end make fund releases were vested in (1) the Program Chairman,
(2) the technical staff in the Office of the BRBC Chairman, ard (3) the
the Operations Coordinator. As a result of the more centralized nature
of management and planning (albeit effective up to a point) and due to
the lack of an approved functional delineation between the office of the
chairman and the Program Office for the oreration of the program, much
friction ensued between the decentralized Program Office and the Office
of the BRBC Chairman.

2. lack of Technical Personnel

The Bicol Program Office had to draw ke personnel from the regional
offices of the Department (now Ministry) of Agrairan Reform, the Natiomal
Irrigation Administration and the University of Nueva Caceres. There
were people recruited from the respective service-connected agencies.

The three deputies, SID, PID, and AFD, vere ccnenrrently Regional
Directors for DAR and NIA and the Chief Accountant of NEDA. The unsatis~
factory personnel situation had been partly caused by the centralized
structure vwhereby decisions on recruitment was a Manila Office preroga-
tive. On the other band, many competent, short-term People were assigned
to assist the Bicol' Program in the early years. Many continued with the
program which constituted a competent core group.

3. Budgetary Constraints

Difficulties in budget releases were rampant. NEDA releases and line
agency commitments were coursed through NEDA. Delays in the releage of
BRBC's budget affected operations and caused major delays of many acti-
vities. Budget releases for planning and design activities were the
major constraint being experienced by the BRBC organization.

Despite the constraints, the BRBC continued the task of imstitution building.
The notable contribution of BERBC was the formation of a Management Council,
composed of the regional directors of concerned line agencies operating in
the area, and the Private Advisory Council, representing the private sector.
Moreover, moves towards the coordination of sectorel activities were started.
Much of the BRBC's activities focused on the generation of field data to be
used f{or planning and project development. The Social Survey and Research
Unit headed by the late Frank Lynch, S.J. (IPC-Ateneo de Manila) was con-
tracted with GOP and USAID funds to generate Planning data for the Program
Office. Two major feasibility studies (Bicol Roads and the Libmanan-Cabuseo
Projects) were also complet:d. "
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The aforementioned problems were recognized by the Government, and on

April 26, 1976, Presidential Decree 926 ambolished the ERBC and created the
Bicol River Basin Development Program (BRBDP). This decree spelled out
specific guidelines which enbanced a move towards real decentralization.
First, a line budget was established with the Budget Commission solely for
BRBDP operations. Second, tihe IAD approach to rural development was adopted.
Third, a clear policy was spelled out for management and planning of the

Basin area: it was to be comprehensive, decentralized and framed within
regional and national plans. - Tt o

The decree likewise ¢reated the Bicol River Basin Develomment Program Office
(BRBDPO to be under the supervision of the Cabinet Coordinating Committee-
Integrated Rural Development Projects (CCC-IRDP) through a Cabinet Coordinator
(Department, now Ministry of Public Works). It also specified that the BRBDPO
vas to be located in Camarines Sur Province. A Manile liaison office under
the program office was also created for the purpose of soliciting support end
facilitating coordination with the various naticmal line agencies located in
Manila.

At the program area level, the decree also created the Bicol River Basin
Coordinating Committee (BRBCC) to serve as the policy-making and coordinat-
ing body. The BRBCC is chaired by the Program Director of BRBDPO with the
NEDA Regional Executive Director as Vice-Chairman. Members of the council
include the Governors of Altey, Camarines Sur and Sorsogon (the latter added
under PD 1553, issued June 11, 1978) and the Regional Directors (or their duly
appointed representatives) of the various line agencies operating in the pro-
gram area. According to several officisls interviewed, the BRBCC, until
recently, was highly active and interactive in coordineting the variocus acti-
vities of different line agencies in project areas where line agencies are
Tequired to implement their respective project components.

The organizational structure of the ERBDPO includes Planning end monitoring
and coordinating departments. A mechanism for citizen participation in proj-
ect identification, development, review and Policy vas developed through the
Area Development Teams (ADT's) and Area Devel pment Councils (ADC's) at the
project level and the BRBCC and Private Advisory Council (PAC) at the program
area level.

These elements of the Bicol program structure seem to have been working well.
Difficulties encountered at the project level were being resolved. The BRBCC
members felt they were actively involved in the development process. There
was considerable momentum within the Bicol Program Office. The staff and its
leadership had been given the responsibility for directing the developrment
process in the Bicol area and they vere responding with enthusiasm and com-
mitment. Output accomplishments in data generation, feasibility studies and
the first four capital projects were a reflectiom of this atmosphere.

The causes for what seemed to have been a viable IAD organization vere the

(1) decentralized structure for decision-making, voordination end problem-
solving, (2) purposeful and competent leadership environment that then .
existed in the BRBDPO, (3) support the Program Office enjoyed from the Cabinet
Coordinator with minimal, advance approval from above in terms of management
decisions, (4) popular support that (1) end (2} were eble tr generate, and

(5) foreign and local funding for the feasible vrojects that were designed.
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More recently, the BRBDP orgeanization has again been urdergoing changes.
The creation of the Office of the Cebinet Coordinator emd the reshuffling
of the Program Office has had the perhars unintended effect of what appears
to be a move tovard recentralization. Decision-making authority now seems
to emanate more fram Manile according to the perception of many persons ine
volved in the Bicol. The mission of the BRBCC has been reportedly changed
from that of coordination and policy-making to that of an advisory body.

It is likely that the proposed realignment will affect the capability of
the BRBDPO to operate in a decentralized manner.

It is the assessront of the evaluation team that the Program Office has
reached a critical low in terms of senior technical staff capability although
there are knowledgeable younger staff that can be developed. It has become
aprarent to the team thet the Program Director plays & highly critical role
in coordinating, integrating and soliciting the cooperation of various line
agencies and local groups. He must have a good managerial grasp to build
around him a group of competent deputies and section leaders who functicn
with delegated xuthority.

The operationali:ation of an IAD orgenizatiocn is a complex task requiring
technically canpetept group of leaders who must exercise sound political
Judgement i1 deeling with the dircetives of Philippine government bureau-
cracy at the national, regional end lc<ai levels. Organizing for IAD operation
likewise rzquires a good technical and legal grasp of the IAD concept and

the corresponding abilities to interpret and apply the IAD concept given the
Parameters of socio-cultural, economic and political realities existing in

the aren, as well as the techno-political relaticmships operating among

and witlin government sgencies.

Ultimstely, the effectiveness of the Bicol Program Office will have to be
Judged on how and to what extent the program has an impact on the lives of
the intended beneficiaries, not on the number of funded projects. The cost
and number are only relative input and output indicators of the investment
process. The Program Office was set up as a means, not as an end in itself.

Based on these considerations, the evaluation team recommends:
1. That a permanent program director be carefully selected and appointed
following the guidelines of Presidential Decree 926.

2. That appropriate authority be redelegated to deputy directors and

decentralized within the Program Office itself, so that Program
Office activiies can be raised to the increased level of activity
required by the iacreasing demands of accelerated project development,
coordinated implementetion, and monitoring/evaluation.

Decentralization of Authority 4n the Birol IAD Area

The pivotal yuestion on decentralization focuses on the exercise of central
autbority in Manila and field authority in the Bicol. Operaticaslly, this
requires a determination on what functions are most effectively carried out
in the Bicol and Manila offices. "Effective” here refers to accomplishing
most expeditiously those tasks necessary to achieve the overall develomment
4oals of the Bicol River Basin Development Program.
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One of the policies formulated for the BRBDP under Presidential Decree 926
vas the use of the BRBCC (see page 12) as a mechanism for regional line
agency involvement and populer participation (through the provincial gover-
nors) in the projects and programs of the Bicol Program. Monthly meetings
of the PRBCC served several purposes: (1) BRBCC members could be kept
informed of programs and projects; (2) the BRBCC could receive reports of
difficulties in project implementation and search for regionel solutions
which may in fact require cooperation between BRBCC members; (3) the BRBCC
could act to assist in forming BRBDP policy; and (4) the BRBCC members could
comment on project proposals and plans and comment on the roles assigned to
them before the projects were submitted to higher authority.

This last activity, which gave the BRBCC a role in the planning process,
seemed to be a very important one. It served to develop a sense of project
commitment by the line agency directors, and it gave the provinecial governors
opportunity to speak for the people they were representing. This activity
diagrammed below shows the Progress of the project proposal outlined by
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solid arrows. Recently, there hes been a modification in the process.
Project proposals are not necessarily passed through the BRBCC but rather
BRBCC members are informed after the fact that the project has been sent
ahead. This is indicated by the broken line in the diagram.

It is quite predictable that limiting the role of the BRBCC in the planning
Process would mean a loss of agency commitment, cooperation and integration
and a reduction in representative participation.

We therefore rccommsnd that the role of the BRBCC as a coordinating and
1licy-making body be fully restored. As the functions of the BRBCC are
restricted, there is in turn less reason for the existence of a BRBDPO.

Another manifestation of recentralization of decision-making authority has
been the recently restricted authority of the program director in matters
concerning personnel appointment and in dealing with line agencies above
the regional level as part of a problem-solving and BRBDP-project-
Promoting role. These are important in assessing the overall effectiveness
of the BRBDP concept. :
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—— FACESHEET FOR SPECIALEVALUATION

I. BASIC PROJECT IDENTIFICATION DATA

Number D. Active Lifa of Project:
A. Country B, Project Title . . . C. Project
. Sederhana (simple) Irrigation 1. Project Agreement Signed FY _75_____
donesia d Land D 1 ent 4197-0252 2. Approvad Project Conrfpletion Date (PACD) Y
5 and Land Developm -
Life of Project Funding F. Responsible Mission Officisls
1. AID (Loan or Grant) 20 ” ono. rﬂnn* 1. Mission Directc’

P ) .
ther Donor 2, Project Officars {Name, Position) Walter McAleet (info from PIO;
o5t Cauntry Counterpart Funds ikl 3. Other

TOTAL $

*later increased to 23.7 million
Y*inirially 100% finanring f\_ld'/'7§)

G. Project Dﬂiq;! . H. Implementstion
1. In-Housa (Namas, Poeition) 1. Host Country Agency(les)
. Directorate General of Water Resources Development
not stated Directorate General of Food Crops
2, Contractor {Name, Firm, Coniract No.) 2. Contractor (Nams, Firm, Contract No.)
not stated not stated _

I. Previous Evaluations (Includs Title, Typa and Date)
Evaluation Planning Documents: Sorenson/Thompson: "An Approach to Evaluation for the Sederhana
Irrigation and Land Development Program.' October 30, 1976

Theody: "Evaluation of the Sederhana Irrigation and Land Development Project: Objectives and
Scope of Work." June 28, 1977

1. BASIC EVALUATION DATA

A. Evaluation Title 8. Evaluation Date C. Type of Evalustion . D. Project Period Covered by Evalustion
Sederhana Evaluation: IRS Basically first of 3 years
The Water jg Flowing, the May 1978 review of ongoing 1974-1977
Rice 15 Growing project

Y = Evaluation Cost F. Purpose(s) of Evalustion G. Initiated By
%1. Direct Hire
Tt (SEE attached sheet) not stated
per dism
"+ .ontract $ el)
3. Other 18,117 (Henry Gembpla)
TOTAL $
H. Evalustion Team Composizion i
3. Direct Hire
8. Nams b. Present Position c. Ares of Expertise
__ 2. Contrect: &, Name of Organization (if sny) b. Contract No.
(SEE attached sheet) . AID/afr-C-1130 (Henry Gembala)
s € Namae(s) of Persons d. Area(s) of Expertise
1. Other Responsible AID and Host Country N [ 4 Evaluation Coordinator

Personnel (Nsme, Position) Thomas Nibiock, USAID
Director, William Larson, Chief, Rural Bignatare
Development Div., Dr. P. Tambunan, Senior David Devinp
Economist, Directorate of Programming, bD.G. Typed Nama

" Resources Development and Ir. N. P
. 'osition
igga, Staff member, sub-directorate
of >uil and Water Conservation Date

ASIA/DP/E. 6/80




Sederhana Evaluation: IRS The Water is Flowing, the Rice is Growing page two

F. Purpose: Assess project success in meeting stated goals: increase rice
production; improve well being of poor rural families; and enhance institutional
capability of GOI implementing agencies. Evaluation is to be used as major
reference for Project Paper for proposed Sederhana II. Note: study of 517
subprojects from 1lst 3 years (80% in outer islands, 55% with rudimentary

prior irrigation system) provides main data base.

H. Evaluation Team Composition:

Clive Gray, Fellow, Economist, Harvard University Institute for International
Development, former director, HIID advisory group, Government of Indonesia
(team leader)

Henry Gembala, consultant, Experience, Inc., formerly irrigation engineer,
Soil Conservation Service, U.S. Department of Agriculture.

John Duewel, Ph.D. candidate in rural sociology, Cornell University,
former participating consultant (in Indonesial Agricultural Development Council
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SECTION I - EXECUTIVE SUMMARY

The Sederhana Irrigation and Reclamation Program (IRS) was launched in
Indonesia in FY 7L4/75 with 1004 local financing. In June 1975, AID
approved a $20 million loan for the program which was later increased to
$23.7 million. (By late 1977, IRS had expanded irrigated rice hectarage by
18,000 hectares and gross crop rice hectarage by 26,000 hectares in
irrigation systems scattered throughout Indonesia. In the 1976/77 crop yeal
a subset of 132 "mature" subprojects accouunted for an annual production in-
crease of 20-30,000 tons of milled rice. A study of 517 subprojects, 90%
of those undertaken in the program's first three years, pointed to an
anticipated expansion of 75,000 hectares of rice paddies, 153,000 gross
crop hectares and about 400,000 tons of milled rice upon completion of
Sederhana I;j The 132 mature subprojects are already yielding a net return
to labor about equal to the social opportunity cost of labor (62-90 cents
per day) after allowing for a 15% opportunity cost of capital invested in
IRS infrastructure. This can be expected to increase as more land comes
into production in the area3 concerned. The return to labor at maturity
for the 517 subprojects is even more favorable ($1.10 per day), assuming
an average social cost of about $1,000 per hectare for clearing and paddy
formation on 70,000 hectares required to achieve the full revised hectarage
target.

Pari passu with its contributions to increasing Indonesia's rice output,
vhich is one of AID's three main purposes for Sederhana I, the program has
clearly also served a second purpose of enhancing income for several
hundred thousand farm families, nearly all of them ciltivating less than a
full hectare of paddy. Progress toward AID's third purpose, strengthening
the institutions responsible for implementing IRS, while readily observablé,
appear nevertheless to have been slower than projected. This can be =
attributed to the inherent difficulty of administering a program spread
over hundreds of sites, about 80% of them in the Outer Islands, where the
establishment of functioniag irrigation systems and the absence of site
feasibility studies put a premium on individual judgment of irrigation
officials. A major benefit is the experience gained by these officials in
the course of the program. Not surprisingly, recruitment and assignment
of staff end administrative follow-ups by the provincial irrigation
services has been closer to target than in the case of the agricultural
services. The contribution of the agricultural services has been primarily
the development of tertiary networks water-ucer associations, and extension/
training programs (focussing on improved water management, operation and
‘majintenance, but including agricultural cultivation activities.)

The. evaluation report advances the fcllowing principle recommendations:

I. Imﬁ;ovement of Current Procedures, Project Implementation and Follow Ur

A. Subprojects Design Feedback. The functionality of many subprojects'
design can be improved by requiring contractors to return to the field




II.
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to eveluate preliminary design concepts and layouts in ennsultation with:
local engineers. The associated costs of such feedback would bring a
high return,

L L K]

B.' Operation and Maintenance. Iack of significant movement towards
instituting a formal system of OXM for IRS subprojects iz not an un-
mitigated portent of disaster for the system. In the long run, projects
on IRS' scale are more likely to succeed if the beneficiaries find thenm-
selves obliged to handle O%M of components which are technically within
their capabilities. However, the team recommends instituting, on a
trial tasis, an 0&M budget allocation, of which the 1978/79 budget
“improvement™ allocation for half the first three years' subprojects
may be regarded as a precursor, to service major structures in lieu of
handling this as new project activity, with its attendant delays.

c. Mbnitoring. It is desirable to cuntinue both the comprehensive
monitoring the IRS subprojects by irrigation and agricultural officials,
and the collection of more reliable data on a scientifically selected
sample of locations along lines pursued hitherto by the Survey Agro-
Economi (SAE).

Future IRS Investment Poliecy

A. Subproject Selection Procedures. There is general agreement on the
need to intensify consultations by irrigation officials with local
farmers and authorities, as well as with other technical agencies (who
already enter at a later stage by having centrally organized Appraisal
Teams ). The BAPPEDA (Provincia) Development Planning Boards) should be
involved in the process of clearing subproject proposals before they are
considered at the national level.

B. Project Selection Criteria. Planning diligently is a useful way to
achieve program objectives. Social benefit-cost analysis is an
accepted technique of project evaluation that might be epplied
systematically in the IRS selection process, to some degree offsetting
higher norinal returns perceived by establishing subprojects in
previously existing villege irrigation schenmes.

C. Supplemental Investment in IRS Subprojects. Incremental benefit/
cost analysis should be applied in evaluating proposed investments in
tertiary network, land clearing and paddy formation. Each extension
of development brings benefits, but should not dbe viewed as invariably
required to make initial investments in major works economic. Optimal
targats for government activity in these areas cannot be determined
withgut further investigation and experimentation, designed to learn,
among other things, hov much investment the farmers will realize them-
aelyEs, once water is available to them.



III. Staff Development

The @eam received concrete proposals from several provincial irrigation
officials as to the further duration and content of training required to
remedy shortcomings in the training required for different categories of
staff members. In the time availadle, the team was unable to map out and
cost alternative prograns for training development but it believes & high
return is obtainable here. This should be the first priority for expanded
technical assistance.

IV. Future AID Assistance to IRS

A. Technical Assistance

(1) Training. Technical assistance extended so far has been
deficient in its concern with fast training. A full time advisor on
prograrming and curricular development of technical training is needed.
The curricula of the respective training programs should be reinforced
with materials drawn from IRS case studies.

(11) Engineering. The team supports the proposal to stetion
additional engineering advisors in rajor provincial offices. The ad-
visors could make strategic contributions, not only to execution of IRS,
but also to the sedang/kecil (medium, small-scale irrigation programs)
and other programs consistent with the Congressional Mandate., Serious
study of the Indonesian language should be made part of the advisors'
preparations. The team feels that AID dependence on the consultants'
certification of subproject completion places them in a complicated
dual role and the possibility of using an alternative mechanism is
recommended.

(111) Agriculture. The team felt the SINOTECK contribution had
probably given a favoreble return on expenditure up to the present. The
Directorate General of Food Crops has indicated his desire that the
SINOTECH input continue at approximately the same level.

(iv) Sociaml Science. There would be & constructive role for three
social science edvisors, fncluding the educator already referred to; an
advisor on the institutional aspects of water management, and an
economist to assist in subproject selection procedures and monitoring
the program.

B. AID Reimbursement Procedures. Reimbursement procedures under Seder-
hana I have been subject to lengthy delays without any apparent com-
pensating social benefit via increased efficiency of progrem implementa-
tion.” The problem arises from trying to match AlID's minimum engineering
standards with a program necessarily involving widespread field opera-
tions. Since the question is essentially one of attributing AID
assistance rather than determining which subprojects actually get carried
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oGt, the team suggests that future capital assistance be met with a
s?bset of projects, chosen on the basis of convenience for AID's in-

spection n.d approval and reimbursed at a higher rate than in Sederhana.

«v‘u\



10

%?CiION III - CONCLUSION AND RECOMMENDATIONS

1. Conclusion of benefit-cost analysis

Preliminary benefit-cost analysis in Section I1II, first on
132 subprojects ylelding before-and-after data in the Directorate
General of Food Crops (Agriculture) survey cited in Section I, then
on revised target hectareages for 500-plus subprojects, applying nation-
wide average yield estimates computed by the Central Bureau of Statistics
(BPS), provides indicators that IRS is on its way toward ccvering the
social opportunity costs both of the capital invested in it, assuming
8 15% discount rate, and the labor engaged in producing rice on 1its
paddy fields, assuming shadow wage rates ranging from Rp. 260 to Rp. 460
($0.63-$1.11) per day.

2, Progress in meeting targets of first AID loan

The following summary comments are offered in regard to progress
achieved in meeting the three Principal targets of AID's first loan to
IRS:

1) Increasing rice production. As indicated in Section 111,
the 132 "mature" subprojects surveyed by Agriculture appear to have
increased annual production of wet unhulled rice by between 37,000
and 49,000 tons already by the 1976/77 crop year. This is equivalent
to increased production of 22-29,000 tons of milled rice. Using nation-
wide yield data the entire set of 517 subprojects surveyed, constituting
about 90% of the subprojects undertaken in the first three years of IRS,
offer promise of increasing wet paddy output by nearly 700,000 tons,
equivalent to about 400,000 tons of milled rice, from project start to
completion,

11) Increasing incomes of the rural poor. As indicated in
Section IV, the beneficiaries of the pProgram are peasant farmers the
vast majority of whom will cultivate iess than one hectare of IRS
savah, Some 80-90% of them fall into {ncome classes below the $150 per
capita level determined by AID as the poverty line, A large percentage
of beneficiaries are farmers whose sawahs lie in the lower reaches of
existing communal irrigation systems and who therefore prior to IRS faced
water shortage in the dry season. With 80% of IRS projects located out-
side Java, the proportion of landless laborers in the subproject areas ig-
very small--807% of subprojects covered in the Agriculture survey reportéd
few or no such individuale. 'The socio-institutional analysis indicates;"
thus that no major income groups are being excluded from the project for
structural reasons. '
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. - 111) Strengthening GOI institutional capacity to implement IRS,
Recent events suggest that the rate of expansion towards which IRS
seemed to be building as AID assistance for the program was agreed was
in fact beyond the capacity of the provincial irrigation services to
supervise adequ «ly, both as to planning & design and to construction.
Thus, according to figures supplied by the Directorate-General of
Water Resource Development (hereafter Dit, Jen. Pengairan), the carget
hectarcage of major works completed during 1976/77 was the same as
that for 1975/76 (about 49,000 ha,), while during 1977/78 it declined
drastically to about 21,000 ha, as execution of many subprojects was
stretched out over longer periods than originally planned. Meanwhile
the Irrigation Service was cubjected to increasing pressure from local
populations and government bodies to conduct repairs or extend main
canals in earlier-year subprojects that were not meeting their
objectives; hence the 95,000 ha. '"improvement" category covering 75%
of thesubprojects included in thel978/79 program.

Clearly theprovincial services are facing considerable
stress in reviewing contract designs to ensure their adequacy considerable
stress in reviewing contract designs to easure their adequacy to site
conditions while at the same time keeping on top of the building contrac-
tors. Still, it was the consultants' impression in the course of fild
visits to more than 60 subprojects in ten provinces that for the most
part the services are responding to this stress and that the manifold
increase in man-years of experience accumulated since the start of IRS
by provincial office staffs, the kabupaten section chiefs and the field
supervisors on irrigation works is beginning to show via better judgment
as to what is and is not feasible,

From their perspective of two years of experience in the
field the AID-financed engineering consultants, provided through a )
contract with IECO, report positive changes both in general staff
capability and in receptivity to the expatriate engineers' recommenda- -
tions on subproject planning and design, The enhanced interest in
integrating the consultants into the irrigation services' provincial
structure (see Section below) is as much a sign of incresing
absorptive capacity as it 48 of recognition of the services' own
weaknesses. In some provinces lying on the outer fringes of the

"regions" which the foreign consultants are assigned to serve the eva-
luation team heard what appeared to be sincere complaints about the
brevity qﬁ their periodic visits,

It has proven unexpectedly difficult to secure data from -
Dit. Jen. Pengairan's Jakarta headquarters about numbers of staff assigned
to “IRS activity in the provincial services, and the increase therein =
since the start of IRS, Data was still being sought at the time this .
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report was due,

* Turning to the agricultural side, one again there are
indications of a growing awareness in the provincial services of
Agriculture's important role in assisting the farmers, individually
and through water users' associations, to make optimum use of new
irrigation water supplies, In most provinces agricultural staff havsz
prepared tertiary layouts for a subset of projects and at the very
least held fnitial discussions with farmers about installing them.
Like their IECO Counterparts in the irrigation services the SINOTECH
advisors in Agriculture cite concrete evidence of enhanced capacity
of thelr counterparts. It is clear that in & number of locations
junior agricultural staff have given substantiszl amounts of time that
can exclusively be devoted to Sederhana related activities.

The deaiy in achieving targets regarding institutional
formation and the implementation of tertiary development activities
should in part be understood as reflecting these staffing problems,
In contrast to Dit. Jen Pengairan which has been involved with the
Project for over 4 years, Agriculture's direct involvement has been
limited to two years. An important factor in initial delays, was the
fact that the construction on majoxr works was sometimes 1ncomp1ete,
delayed or | beset with technical deficiencies Moreover, the carrying
out“of land development and construction activities at the farm level is
a more labor intensive process, involving consultation with farmers,
In this cegard, while the delay in agricivltwural follow-up may have
slowed the pace eof improvements in water 1 .. agement, it has not forestalled
the realization of substantial benefits from IRS by farmers using tra-
ditional methods to put the water to use, i
It appears that USAID expectations with respect to the
develogment of formal institutional capability for operatini and
maintenance, whether on the part of the provincial 1rrigatisn s services,
water .users’ assoc1ations, .or_some other agency, have alsé not been -
met, It was “explained to the team by none other than the Directof’
Teneral himself that any expenditure by his organization on O&M of IRS
projects now must be funded within the framework of new preoject expendi-
ture. Thus, a significant share of the 95,000 ha., of "improvements"
on old schemes included in the 1978/79 capital budget should more
correctly be regarded as maintenance and repair, and should in theory
be covered out of current revenues of the subprojects ir question. - .

Nevertheless, the absence thus far of any special provisi -
for O&1 of IRS subprojects in Dit. Jen Pengairan's financial system, :
on” the whole has not prevented these projects from beirg maintained-- Ton
where technically and financially feasible~--by the communities involved;
Lack of 0&1 by the local irrigation service provides incentives for :- :



13

ot going community initiative which has characterized village systems
throughout Indonesfa historically. The results may not be as elegant
a§ a western irrigation engincer would want to see in his own country,
but the system may be the more economic precisely for that reason.

Where it would undoubtedly nake sense to institutionalize
some capacity for O&M is In regard to -sajor works, notably those whose
construction and repair involves the use of masonry and cement, In
some locations visited and studied, imperfections or deterioration in
existing structures had complicated maintenance and water delivery,
at least temporarily,

3. Improving current procedures of pbroject implementation and

follow-up,

1) Feedback on miujor works design. The evaluation team had
reached the conclusion, based on discussion with provincial irrigation
officials and engineering advisors, that perhaps the greatest single
improvement in the preparation of major wocks could be achieved by
requiring design contractors to return to the field with preliminary
layouts and finalize these in their home offices only after consultation
in situ with local eugineering staff, 1In many cases this implies raising
the design allocation per hectare above tke present Rp. 7,000, but the
additional expenditure should have an cnormous pay-off by way of saving
staff time now devoted to correcting the contractors’ mistakes, not
to mention improving the efficiency of structures and channel,

i1) Operation and Maintenance. Recognizing that 1f is desirable
to leave responsibility for a major share of O&M in the hands of local
communities, we nevertheless feel that Dit. Jen. Pengairan should insti-
tutionalize a capability for routine handling of maintenance and Tepair
of major works. This would be designed to enable the provincial {rriga-
tion service to respond quickly to situations beyond the control of the
farmers, in 1{eu of having to wait to include a subproject in the ensuing
year's DIP (Dafter Isian Proyek or project funding document), The team
recommends that a general provision for O&M designad to enable & pro-
vincial irrigation service to move rapidly on emergency repairs of
major works on IRS subprojects (perhaps catering jointly to similar -
needs on Sedang/Kecil and other types of projects as yet lacking
flexible arrangements for such work) be instituted on a trial basis
in at least one province during the next fiscel year, ’ ‘
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111) Monitoring and evaluation. The evaluation team was
concerned to learn that Survey Agro-Ekonomi's monitoring progran
of “irrigation schemes had been discontinued before it had yet reached ’
the stage of yielding results by way of before-and-after comparisons, -
They feel that such work should continue under the auspices of one
government agency or another, on the basis of return visits to sub-
projects for which a good deal of baseline data have now been assembled,
SAE's contribution could be improved by focussing their data collection
on a small range of parameter that serve as the primary indicators of
subproject success or failure, first and foremost these being the change
in annual gross cropped hectareage of savah land, Through a scientific
sampling procedure SAE could £ill the present gap in reliable data cn
this key meastic, We understand that BAPPENAS has taken the position
that 1t is up to Agriculture rather than Pengairan to sponsor such - -.
survey activity., Accordingly, we recommend that either Dit. Jen Pengairan
or USAID pursue this matter with the Directorate General of Food Crops,
in order to prevent a lengthy hiatus in the collection of sample suzvey .
data, )

4, Future IRS investment policy.

1) Subproject selection procedures, Much thought and effort
have gone into establishing the current computerized system, and the
continuous evolution of procedures appears to have led to a steady
improvement in subproject selection, All agree that there is still
room for improvement. In some provinces visited by the consultants
Agriculture officials have a largely passive role in the process,
although in principle an active input from Agriculture is indispensable.
The consultants suggest that Dir. Jen., Pengairan should encourage an
expanded role for the BAPPEPAS (Provincial Development Planning Agencies) .
as a coordinating agency between Pengairan, local government, the Direc- .
torate General of Food Crops and other agencies interested in the location
of IRS subprojects, Ideally, no proposed location should be accepted
for consideration by Dit. Jen Pengairan/Jakarta until the BAPPEDA certifies
that the necessary local consultation has taken place. '

- ! - - - .

‘ N The consultants also feel that the computerized questionnaire
_ for project selection (latest revision) has become unwideIy, soliciting
respondents' impression of a whole range of socio-economic veriables -
where the lack of data is such that a comparison of answers among sub-
projects and provinces is more likely to mislead than to promote ra-
tidnal selection. The consultants feel that a revamping and simpli- -
£ication of the questionnaire is called for. )

7;Lb’
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- 14) Subproject selection c riterfa, The team agrees with the
Yasic benefit-cost approach underlyj.ng the current selection criteria, -.
however it should be applied in such: 8 way as to allow benefits perceived
by different population groups to be,veighted differentially, the
weights increasing according to the -celative degree of socio-econorric
deprivation currently faced by a given group, It should be noted that
weighting of benefits to give preferc:nce to activities favoring poor
and/or isolated classes of society i3 supported by modern benefit-
cost theory. Adoption of such a weighting procedure implies deviating
from the former emphasis given in IRS subpro ject selection to maximizing
production of rice. Following that erphasis, IRS tended to favor lo-
cations with pre-existing communal iriigation cystems. Now, however,
we understand that the gouals of social’ justice and regional equity
in growth will receive greater emphasisin Repelita III, starting in
1979. This implies a corresponding change in emphasis for IRS selection,

There is a need to develop special selection criteria ap-
propriate to different classes of subproject investments, (a) extension
of existing subproject areas, (b) improvement of old projects not yet
functioning properly, (c¢) continuation of uncompleted projects from
the year i{mmediately preceeding and (d) new subprojects.

141) Supplemental investments in existing TRS subproject areas,

a. Introduction. It was indicated earlier that IRS already
appears to be giving a favorable return on investment prior to the
realization of substantial additiunal public investment in tertiary/
quarternary network development, land-clearing and sawah-formation,

We believe that additional investments in IRS subproject areas should
not be dictated by an imperative to bring all the initial target hec-
tareage into production within X number of years, within the frame-
work cf a complete tertiary/quarternary delivery network. In other
words, execution of such investments should not be regarded as an
essential condition for making each IRS subproject "functional'.

In many areas the data available on water discharge
and efficiency of conveyance are too uncertain to guarantee the feasi-
bility of irrigating the full stated target hectareage from the major
works as initially planned, In other areas the costs of land-clearing
and the availability of manpower to work additional sawahs within a - ..

" given period of time are uncertain,

»

-* We therefore recommend that an incremental benefit-coet

5upproach should be taken in planning such investments. At each point {
-

v L’b
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in time only those investments should be undertaken that will generate
s@fficient additional net benefits, compared with the situation that
would prevail in their absence or under some alternative arrangement,
to ensure a positive Net Present Value at the prevailing social op- .
portunity cost of capital (say 15%).As suggested above, these benefit
-cost calculations too should take into account appropriata income
weights for disadvantaged and isolated groups in society.

LR 33 B YY)

b. Land-Clearing. Specially with regard to land-clearing,
direct government intervention in a subproject area should proceed
only following careful investigation of the question as to why the
local population has not previously felt a need to bring the area at
least under dry-land cultivation, not to mention rainfed sawah., We
question whether in most IRS subprojects with uncleared land included
in the target hectareage a justification exists for undertaking mecha-
nized land-clearing, We suggest that any government intervention in
this area should be restricted initially to a pilot approach, aimed
at experimenting with, and establishing the cost parameters associated
with, a series of alternative techniques. (Note: Selection of an
area for Transmigrant settlement imcreases the 1ikelihood that govern-
ment intervention in land-clearing will give a more favorable return
than other alternatives,)

c. Sawah formation., With regard to sawah-formation we
suggest that any program of capital assistance from government should
take note of the fact that in many IRS subprojects farmers are glready
shaping sawahs with their vwn resources, group of farm families helping
out successively on each other's plots. In areas where sawah-formation
has apparently been delayed notwithstanding the delivery of irrigation
vater, the causes for this delay should be examined and means sought
to remove obstacles to the farmers' own initiative. For example, in
cases where questions of land tenure creafe a bottleneck, the local
government authorities and Dit, Jen. Agra:ia should be pressed to
glve priority to land titling or some intermediate measure that will
glve farmers adequate security for the’r investments. If the delay
is attributable to the fact that the local population prefers to stick
with alternative mesans of livelihood, and apparently considers the
opportunity cost of sawah formation to be too high, evidence should
be sought as to whether manpower will be available to farm the sawahs
once they are formed, (The Survey Azro Ekonomi reports testify to
cases where prepared sawahs have recurned to bush notwithstanding the
availability of water, essentially because of the high opportunity cost
of the labor required to farm them. In these cases plantation crops
typically presented a more attractive source of livelihood to the peoples )
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R Before promugating a broad program of assistance for =
sawvah-formation the government should consider carefully the possibility”
that a substantial number of farmers who would otherwise form sawahs -
with their own resources will not sit back and wait until the govesn- +
ment assistance comes through. Without adequate follow-up in terms :
of concrete assistance such a policy might conceivably slow down the
overall rate of sawah-formation, rather than accelerate it as intended.
Moreover, the creation of potential dependency relationships is obvious.

d. Tertiary/Quaternary Development. Finally, with regard
to tertiary/quaternary distribution netwroks, it should be kept in
mind that Indonesia has already attained higher national average rice
yeilds than Philippines (cf. FAO Monthly Bulletin of Agricul tural
Economics and Statistics, Nov. 1975), whila growing most of her rice
without the benefit of such systems, Tertiary/quaternary systems
should be viewed not as an essential 1link in the chain of investments
required to yeild a favorable return on the cost of IRS major works,
but rather as an opportunity for additional investment aimed at further
expanding irrigated area by making limited water supplies cover larger
hectareages, as well an enhancing yields by facilitating improved water
management and creating a corresponding stimulus to increase the uae
of modern inputs., Our own observations in the field indicate that
many IRS subprojects offer attractive opportunities for public and
private (the farmers') investment in this respect, but it should not
be assumed that such will be the case in every subproject in the immediate
future. Thus, for example, evidence should be gathered with respect to
the degree of incline at which the additional cost of canals offset
higher yields associated with improved water management, and the taiget
area for completion of delivery networks should be recalculated to
eliminate such areas.,

The recent government decision to transfer responsibi-
lity for design and const:uction of tertiary/quaternary systems on
IRS subprojects to the Directorate General of Water Resources Development
(Dit. Jen., Pengairan) poses both an opportunlity and a danger : an
opportunity in the cense fhat Dit, Jen. Pengairan has a higher
demonstrated capacity than the Directorate General of Food Crops (Agri-
culture) to implement works on the ground, but a danger in the sense
that Dit. Jen. Pengairan has less capability than Agriculture to
comprehend local farming systems and determine how to lay out each
network with the maximum positive and minimum disruptive impact,
Based on experience in the execution of IRS major works (see above),
the consultants see a 1ikelihood that design of the tertiary/quaternary
systems will be essigned to contractors working under budget constraints
that deprive them of the opportunity to develop their lay-out in close -
consultation with the local population and Agriculture officials, The s
result is likely to bz a set of designs not adequately fitted to local -

‘r
-
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farming systems and land ownership, whose imposition will face
rasistence from the local population. The consultants urge that
Dit. Jen. Pengairan's design contractors be required to review
thefr preliminary lay-outs in the field, and obtain formal
clearances of local village chiefs and Agriculture staff before
finalizing the designs in their home offices., Budgets for design
work should include 1iberal provision for such consultation,
otherwise far larger sums are likely to be wasted.

The policy of complete subsidization of the construc-
tion and completion of tertiary layouts also raises some questions,
It leaves out the possibility of voluntary contributions of labor
from farmers, and tends to establish thr principle of reimbursement
for any activity taken. Senior Department of Agriculture policy
makers also have expressed mucern about the tendency for the
government to assume too much of the costs of such activities.

Doing so may dampen future community responsibility for O&4, Such
policies in large part are based on analysis of major lowland
systems which have different organizational parameters in comparison
with most IRS locales, and which have less demonstrated capacity to
undertake ongoing 0&M. Future evaluation of such policies in the
Sederhana context would be appropriate, leaving open the possibility
of modified approaches tailored more to IRS community capacities and
needs,

5. Staff Development.

The consultants were impressed by the detailed evaluation
which several provincial irrigation chiefs were able to provide
concerning the adequacy of the pre-service education and in-service
training obtained by different levels of their staff, These officials
gave specific recommendations for lengtheining the periods of training
provided by the Directorate-General's training institutions and for
strengthening various components of different course curricula. The
consultants feel that these recommendations add up to a need for an
expnaded training investment, At the time of completion of this
report we were still receiving data needed to draw up a comprehensive
training proposal,

6. Principles of future USAID assistance,

The consultants feel that USAID has already made a
onstructive contribution to the IRS program, primarily by virtue
f the technical assistance it has financed, since there is no

evidence that the expectation of receiving its capital assistance, ."
of. which none has been disbursed thus far, has so far affected the
ftogram's scale or content. They regard it as important to distinguis

LY ,i nee g
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between the priority attached to a particular activity associated
with the program, and the possibilities for AID loan assistace for
that activity. For instance, a potential problem arises in the
case of institutional development--specifically as it concerns water
users' associations. Support for the formation of water userr
assoclations is a high priority activity of the greatest social
importance, and cne ia which the car-marking cf external financial
assistance may provide useful incentives for internal activity.

The procedureal constraints within which AID operates, however,

may pose some difficulties in allocatin capital assistance to this
project activity. Essentially, AID usually attributes its money

to end-uses that can be followed concretely by its auditors, The
question of how effectively a specific water user's association .s
functioning is a difficult matter for auditors to pursue, if that
were to be a measurement criterxia. On the other hand, support for
the extension and training activities assoclated with forming and
upgrading the capcity of local associations would seem to be a
worthy undertaking. It is hoped, therefore, that some means may

be found to accomodate this objective,

1) Technical assistance

Engineering., The evaluation team saw indications in
the field that the contributions of the IECO/Sinotech engineering
consultants to project desing and execution are becoming increasingly
valued by their Dit, Jen. Pengairan counterparts., In consultation
with USAID it has now been tentatively agreed that this assistance
be expanded and reorganized in such a way as to amalgamate it more
effectively into the Directorate General's own structure. Our team L//
supports this request, and offers two additional points to be taken
into account in programming the assistance in future:

1. It is imperative that the engineers to be
stationed in Indoresia acquire a working knowledge of the Indonesian
language before they arrive in the country. This matter is too
important to be left to individual preference, or to be handled via
part-time or after-hours lessons while the individual works on
another assignment. We recommend that USAID and the contractor
accept the principle that substantial resources have to be allocated
to language instruction, including the candidate's full salary while
he undergoes a full-time course of instruction lasting not less
than, and possibly longer thau, two months, Before being finally
cleared to come to lndonesia each condidate should have to attain
an acceptable score on a languege test administered by an independent
body. A system of financial incentives and penalties should be
established to ensurc thet both the candidate and his employer are
motivated to have him complete the language course successfully,
Likewise, resident consultants would be expected to undertake such
training, to the degree feasible, to bring language skills up par.
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£ 2, The contractor's present terms of reference
réquire its staff to inspect completed sub-rojects and certify
whether or not they mecet reasonable standrds. An AID Implementation
letter requires that it receive a copy of the engineer's certification
along with each application for reimbursement in respect of a
subproject. De facto the engincers are placedin a position of
certifying projects on behalf of USAID. To the Evaluation team they
expressed a wish to have this 1ink between themselves and USAID
severed, feeling that among other things the current procedure
detracts from the time they can devote to assisting in earlier

stages of subproject implementation (i.e. it diverts staff resource
from higher-priority "preventive" wovk to "curative" activity,)
Our team feels that the requirement also puts the engineering
contractor in a delicate posirion half-way between two clients in

the respective roles of lender and borrower, and thus hampers the
engineers' integration into the Dit, Jen. Pengairan organization,
We propose that the certification role be dropped from the contractor's
terms of reference, and that USAID accept a corresponding burden on ,
its resident direct-hire staff to carry out whatever degree of inspection
it considers necessary to ensure that subproiects accepted For
reimbursement will stand up to scrutiny by AID auditors, If our
recommendation on AID reimbursement procedures (see below) :: accepted,
the additional staff burden will be less than would be the case under
current procedures,

Agriculture., As in the case of the IECO engineers the
consultants heard generally favorable reports in the field concerning
the contribution of the Sinotech staff assisting the Land and Water
Conservation subdirectorate of the Directorate General of Food Crops.
There was some concern expressed, however, about the lack «f integration
of come of the technical staff--in part stemming from communication
problems., As in the case of Engineers, resident and prespective staff
should be required to reach an Indonesian language proficiency level-
sufficient to participate in situations where the usage of English s
not an option, L//

Some major questions were raised by Indonesians about the
utility of short-teram consultancy assignments. They also noted the
need for greater attention and sensitivity to existing community
organizational modes. The tendency of the outside consultants has
been to pus ealized version of organiza 8 1
accord with Indonesian realities, The short-term consultancies should
probably be pressed down. Sifg-Tech staff members themselves believe _
that the agency could profitably use some technical assitance from -
agronomists, however staff members of the subdirectorate have indicated:i.

-
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to" the evaluation team that they do not see the need for such
assitance and do not expect to request it, Indications are,’
hecwever, that Sinotech will be asked to provide another technician
to work in the Central Reglon, considering that the team manager
now assigned here 1s alone and has to devote much of his time to

administrative duties. - - ..

Training. The consultants feel that far too small
a portion of the technical assistance provided thus far has been
devoted to strengthening the training institutions involved on both
the engineering and agricultural sides of IRS, including preparation
of comprehensive proposals for lengthening and upgrading the curricula
of several of the courses currently offered, We recommend that the
next phase of USAID assitance provide for a fuil-tinz training adviser
with evpcrtise both in the field of technical education itself and in
estimating requirements for and programming expansion of this sector.
One of his tasks should be to prepare case studies based on IRS
experience for use as teaching materials, consonant with the guided
self-teaching approach, in the training institutions involved under
both Dit. Jen. Pengairan and the Department of Agriculture. Departin
and resident IECO and Sinotech advisers might be brought back on
short-term consultancy visits to contribute to this process of case
study preparac:ion.

Social Science. Preliminary indications from some
of the involved Indonesian parties is that there might be a useful
role that could be exercised by a rural sociologist and an agricultural
economist, This would be to work on a full-time basis with government
officials concerned with 1) institutional development of irrigation
water management, and 2) socio-economic monitoring of both IRS and the
Sedang/Kecil (medium-and small-scale) irrigation development program.
Assistance in the second category would enhance the government's
capcity to provide date needed to support future applications for
foreign assistance, among other objectives. Experience heretofore
with a succession of brief consultancy visits, including that of the
present evaluation team, suggests that this is an inadequate approach
to the task of helping to monitor such a complex development activity
as IRS,

e

At the same time it 1s up to the Govermment of
Indonesia to decide whether such assitance would be useful, and
loutsiders should try to cajole the Government into accepting it.

If the Govermment agrees with these proposals, the three full-time
advisers concerned with training, institutional development of
irrigation water management and socio-economic monitoring might be
provided as a team by & contractor separate from those now providing
assistance on the technical side, although alternative options,
should also be explored, .

“1.
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11) USAID reimbursement procedures.

*
i3 The consultants agree with views expressed on both

thé Bovernment and AID sides that current reimbursement procedures
are so cumbersome as to impose a high opportunity cost in terms

of scarce administrative and technical talent that has to be devoted
to their implementation. At the same time it 18 not clear that any
corresponding social benefit flows from the current system. Dit. Jen.
Pengairan's decisions to return, in 1978/79, to half of the projects
from IRS's first three years and conduct "mopping-up" operations
clearly results from pressure by local populations, government
authorities, irrigation officials and other government personnel to
deliver the promised water to the sawahs, It is not clear that USAID
reluctance to approve certain subprojects for reimbursement has had

a constructive impact on program implementation apart from those
pressures,

By way of simplifying the reimbursement procedures
we propose that AID capital assistance be attributed to a sub-get
of projects involving less complex technical problems, easier access

by AID staff for inspection purposes, and/or relatively large investments,

with a view to accelerating the process of drawing down/attributing
the AID funds. Tris might be accomplished by targeting AID capital
assitance for major w rks construction on the basis of covering. ay,
65% of ths ¢oct of two-thirds of the subprojects, rather than the

AL,

current intended 42%% of capital costs of all subprojects,

Again, 1t is important to note that the question of
how AID's assistance is attributed is entirely distinct from that of
what specific subprojects are actually carried out., The fact that
it is cdministratively simpler to attribute AID money to subpro jects
meeting the conditions 1isted above need in no way lessen the chances

of inclusion in IRS of subprojects aimed at raising the living standards

of populations in remote mountainous areas.

W
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EXECUTIVE SUMMARY

A. General

1.  The purposes of the FSOC Program are to\:/('l) assist T+
in the creation of small farmers' arcantZzztions

(Irrigator's Service Associaticns--ISA's) around the
chared input water; (2) help such orcanizations plan

and construct irrigation systems; {2) help farmers
through 4 variety of training programs; (4) help to
finance the irrigation system and various machinery;

(5) help to promote better agricultural practices
primarily--although not exclusively--on rice; (6) help

to improve marketing practices by ISA farmers; (7) help

to create regional federations of ISA's; aad (8) pro-
mote ISA-owned agro-industrial enterprises. g

. .3 %)
2. , In, the three, years "of.its. existence: 64%i projects. have \/(T Col /l\

. been initiated to jrrigate approximately 90,000 )
\ hectares serving over 30,000 farmer memyers. I1ne L -
—3-.

/_projects are _pﬁmgﬁl%_au"m systans from rivers, although W
w there are approximately 200 gravity projects. For 1978 — AN
i FSDC plans go start work on 123 guzng projezgsoggdh'lw .

, gravity pro ects to serve a total or over %o, 2 &
?and.approximater 36,000 farmers). Additionaﬂ/f__ﬁf’/
new ISA's will be organized involving approximately )
42,000 farmers. . <

3. AID has been involved with the program since the begin-
ning of FY 1976 and the first phase terminates at the
end of FY 1978. The AID Program 1 consists of $6,500,000
'lfg_luan.iu_n_d_s_, _a,ug_,S‘[:]EG..DDD..in-gmnt_funds.,_EEn.t

a d i

~contract tecnnjcu_ass,is.tgnqe_._iah_panj_cinan.t._train-
Wh,m.deuelopmemumt._&@n
funds_are used for construction of irrigation systems,
and_for_pumps.and_power.sets.

for

4. The strengths of the progrzm are several:
(a) The ISA is an extremely viable concept around
which farmers can share a valuable input (water)s
(b) FSDC has been--to date—an excellent organization
in terms of attracting good staff, giving them
appropriate responsibilities, keeping channels of
communication open, and adjusting inanagement -
stnécture and methods in response to perceived
- needs.
. (c) The work of FSDC with {ndividual I1SA's has been
. 'ggoc)i. especially through the institutional officer
0). .
(d) The FSDC Program is targeted for--and appears to )
reach--the relevant AID target group (the_poor and
small farmer). : :



3.

k)

There are several aspects of the program about which we
were unable to obtain clear impressions. They are:
(a) The ability of ISA's to survive as organizations
of small farmers in the absence of relijable irriga-
- tion deliveries to farmer members. !
(b) The ability of FSDC to continue to atiract excel- |

lent personnel and then to keep them satisfied as :

g

the organization matures. e

(c) The ability of some ISA's to meaet past debt service

(amortization). '

(d) The adequacy of agricultural advice given to-ISA .

farmers, :

(e) The adequacy (primarily in terms of program scope)’
--of fipancial advice given to ISA's.

The problem areas of the program would seem to be the

following:

(a) The extension of financial management advice tg |
ISA’s {s probably adequate now, but it will become .
more troublesome aspect as ISA's move from a Pre-
occupation with establishment of the irrigation
system to enterprise davelopment and modern agri-
cultural practices. ° '

(b) The ability of FSDC to act as a catalyst across a

broad range of necessary agricultural services as .
productior and marketing take on added significance
in the ISA's. :

(c) The ability of FSDC to adequately monitor the pro-
duction performance (as distinct from progress in

building-the irrigation system) of the ISA's. This

1s related to the previous point and will require
special attention by FSDC.

(d) The ability of FSDC to adequately work with ISA's
on improved water management practices as modern
agricultural practises imply better performance
from the water distribution network.

(e) The ability of FSDC to adequately work with ISA's
on the full range of problems facing farmers from
h:rvesting and storing crops through the marketing
of same.

(f) The willingness of AID to rectify past shortfalls
in counterpart technical assistancs to FSOC.

(g) The commitment of AID to help FSDC in those areas
of increased importance: (15 improved agricultural
practices; (2) improved water management; :

. (3) improved methods of handling crops after har-
vest; and (4) improved marketing. :

(h). The appropriatemess of the "Project Goals® and

. "Project Purposes” in the first AID Project Paper
(May 1975). These are 1isted in Sectiom 1i1-B1
and ITI-B2 of this report. They should perhaps be

.. redefined as follows:_


http:developm.nt

—

Project Goals

o \-. !

1) Increase imcims of small farmers.

2) Demonstrate value of cooperative action by
small farme=s through developing farm systems
organized zround shared irrigation, machinery,
other inputs, and marketing. .

Project Purpose vlﬂfl

(1) Increase rice yields to 53 cgz:;s/ha with - ™

. irrigation, and to 70 cavans/ha with produc~
tion packages. .

(2) Increase yields of vegetables by 30-40 percent
over their 1975-78 average.

(3) Increase iniensity of land use through double
Lropping of rice or reliable (dependabld)=—
rotations of rice and vegetables.

§4} Reduce post-harvest losses.

5) Help farmers to learn methods for better
utilization of agricultural inputs and
improved marketing.

Recommendations

AID should: /

1.

Provide long-term funding for technical assistance in
the following areas:

a. Project Officer (direct hire)

b. Irrigation Engineering :

€. . Financial Management

d.  Water management

e. Training

f. Agricultural Production

9. Mechanization

. h. harketing

Change title of proéram from Small Scale Irrigation to
“Small Farmer Organizations'./ggma11 Farmer Development”.

Assist FSDC in acquiring office space, transportation,
and office supplies and equipment for the 5 area offices.

Revise é::;;ct Goals and Project Purposes
should: :

D:vggzp better methods for monitoring production performance
(J 's . ,

improve its program of assistance to ISA's in financial
management, agricultural production, water management,
mechanization, and marketing.

S m—— - - —— i e

3.

Improve 1ts ability as a catﬂ1y§f to Bring vaqibdﬁuééP
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Philippine Small Scale Irrigation: An Impact Assessment page two

F. Purpose: To assess the impact of the Small Scale Irrigation, and follow-on
project (Small Farmers System). The team visited 23 project sites in 9 provin
They looked at Irrigators Service Associations (ISA's), at the quality of
FSDC's extension workers, at the technical aspects of the system, at yields

and production costs, and for evidence of change in the status of the small .
farmer and his family. Als. talked to farmers about the extent to which
irrigation had contributed to improving their lives.

Note: Our copy of this evaluation was in draft form and lacked appendices.
Other information could presumably be added from the appendices.
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EXECUTIVE SUMMARY

In 1976, A.I.D. began support of a Philippine Government
program to expand village irrigation systems. Since then, over
1000 systems have been built or rehabilitated. Irrigation pro-

vided the opportunity to grow two crops each year, increasing -

rice production and gross farm income., On-farm employment has
grown with the demands of double cropping. Local irrigaticn
assoclations are functioning with support from the national Farm
System Development Corporation, the A.I.D.-funded implementing
agency. Thus, many of the project's immediate objectives have
been met.

The project's sustainability in terms of real income bene-
fits for small farmers, however, may be a problem. Increasged
gross incomes from double cropping and high-yielding varieties of
rice have been substantially offset by increasing costs of pro-
duction, debt burdens from capital investments, and persistent
technological and water management problems. Of crucial import-
ance 18 the performance of pumps. Floods, electricity fluctu-
ations, and wear and tear have resulted in high maintenance and
repair costs; frequent brown-outs interrupt critical water supply
schedules.

With more intensive agricultural practices, more family
labor 18 required to produce crops, reducing the opportunities
for off-farm employment. Unless the farm 1is exceptionally prof~
itable, net family income may be lower, as off-farm employment is
discontinued. Thus, an anomalous situation results: farm in-
come rises, but family income drops.

National policies are equally {mportant for those moving
from subsistence to commercial agriculture. Recognizing that
many features of national policy positively affect small farmers,
several aspects of Philippine agricultural policy make 1t dif-
ficult for the small farmer to compete. National procurement and
price policies are export-oriented, demanding quality standards
for rice that most small producers cannot meet. If they cannot,
they do not receive the favorable subsidized price and must de-
pend on lower private Prices. Since most cost-benefit project
assumptions were based on the government-subsidized rice price,
farmer income Projections have not been met. Small producers re-
main in a precarious economic condition. To receive the higher
price, farmers would have to make additional investments in
post-harvest machinery, while energy and other input costs rige.
They often cannot afford it. The national credit system has also
constrained farmer income, not providing adequate and timely
credit. Farmers must often rely on usurious private lenders.

7}‘3’
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Although progress has been made in land reform, most farmers
remain either leaseholders or share tenants without security.
These farmers must still pay for and maintain the new irrigation
systems. The landlord reaps the benefit from his share in
increased production, without gharing in the costs. The share
tenant, the most underprivileged, makes the greatest relative
investment of capital and labor.

Government policies are clearly focused on increasing total
production of rice, assuming increased production will improve
the incomes of small producers. Production has increased, but
long term, sustained improvement in farmer income will depend on
factors beyond irrigation. Increasing the producer rice price,
or reducing input costs would immediately improve farmer income.
For the present, government policy responds to urban consumer
demands, not those of rural producers. This situation 1is not
likely to change. Faced with this rigidity, farmers may pur<
sue three basic strategies to improve their position: reduce
their dependency on rice and the rice pricing system and invest
in more profitable crops, diversify farm activity by developing
1ivestock or other farm-related enterprises, or seek more lucra-
tive off-farm employment.

The irrigation system leadership works with, and is part of,
the established local leadership. Existing authority patterms
are reinforced in the short run. The irrigation association
seems little used for overt partisan political purposes, and its
effectiveness does not extend beyond the irrigation system.

Improved farmer income does not necessarily translate into
improved family nutrition. Rather, the farmer's priority 12 to
pay for school fees. Social mobility is seen to be a product of
education. Women of farm families have neither benefited from
nor been harmed by the project. The Philippine Government has,
however, been innovative in using energetic female extension
workers. Over half of the Institutional Officers are women and
their involvement seems to reflect regional patterns of female
participation, which vary considerably throughout the islands.
Their role could be emulated in other projects and, perhaps,
other countries.

A.I.D. developed this project as a commodity loan, focusing
on engineering components and geographic expansion of irrigationm,
not on maximum gain to the individual farmer. Although gross
farmer income has been improved, net income has not, and the
system cannot be gsustained in its present form. It is recom—
mended that any future support to the competent Farm Systems De-
velopment Corporation should concentrate on tethnical assistance
to improve and develop the productive capacity of farms in
existing irrigation systems, rather than continuing geographic
expansion of what is a fragile undertaking.



IV. CONCLUSIONS

A. Major Findings

1. Providing water to the small farmer to improve
production and income has been effective because of its visible
and immediate benefit, However, to increase income beyond

current subsistence levels to allow farmers to carry their debt,
maximum use must be made of the total farm resources. This
includes supplementing farm income by raising livestock, i.e.,
pigs, poultry, and fish, and engaging in complementary off-farm
enterprises, muximizing production to improve quality and
decrease post-harvest losses by using small farm machinery, and
being provided adequate and timely credit for production.

2, The orice of rice and the conditions under which it is
sold are often 1inadequate to raise farmer income more than
marginally above subsistence levels in many parts of the country,
It is, however, sufficient to motivate improved production which
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is the primary cause of increases in gross income. It {18
unlikely that the price paid to farmers for their crop will rige
significantly, nor 1s 1t 1likely that farmers can receive the
government—subsidize: price without additional investment in
post-harvest machinery, the credit for which they may not get and
an investment they clearly cannot afford. The cost of fertilizer,
although subsidized by the government, 1is draining income,
increasing debt, and in some cases decreasing yields when farmers
cannot afford to buy adequate amounts. Relief from this price~
cost spiral is necessary if personal (farmer income) and national
(quantity/quality of crop) goals are to be achieved.

3. Marketing support to small rice farmers provided by NGA

has not kept pace with the Increase in rice production over the

past few vyears. Its fac’lities are inadequate, 1its
administrative capacity strained, and 1its cash flow has shown
signs of weakness. It 18 uncertain whether NGA will be able to
purchase enough of the farmers' crops and whether farmers can
meet NGA standards for quality.

4, A significant number of associations will not be able

to meet their amortization payments because of the cost of

continual darzge to the pumps. As long as this method of
irrigation remains the sole economic means to provide water,
repayment problems should be expected.

5. Few farmers can carry existing debts or obtain

additional credit given current production income. The dellcate
balance between investment and debt could easily become
negatively skewed if careful financial management is not provided
at both the farm and ISA level. The risk of the investment in
irrigation must be considered against potential income and debt-
carrying capacity, a simple principle which has gone unheeded.
A.I.D. projections rhat ISAs would be at the breakeven point
after three years dv not now seem accurate.

6. The Irrigators Service Association i1s valid and

effective because it has built on existing local leadership and
is_focused on a specific and immediate goal that is important to
the farmer. It 18 not perceived by the villagers as having a
role beyond improved agricultural production, because other
organizations at the village level may be more representative of
the village as a whole.

7. Those farmers being assisted under the FSDC program are
the appropriate beneficiaries of A.I.D. assistance under the New
Directions. Although not the lowest income groups in rural
areas, they are--or have been--subsistence farmers whose income
in cash and in kind places more than half of them below the

,l),x\ﬂ
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poverty level as defined in the Philippines. They are also the
groups able to make best usge of development assistance to improve
their own 1ives and the lives of their children. These small-
scale farmers are also excellent candidates to contribute
significantly to the development of tlhe country itgelf,

Because most farmers invest in the education of their
children, and because Primogeniture governs land inheritance, the -

The beneficlaries did not mention the uge of additional
income for better food although it would be unwise to conclude
that this was never done. Programming which assumes this direct
link, however, 1s unsound. The role which crop diversification
could play in nutritional improvement should also be considered,

8. The quality and coordination of GOP extension servicesg
will become increasingly important as the program expands both
its irrigation and integrated farm systems. These services may
not be able to be provided by the hard-pressed Ministry of
Agriculture. Coordination of the FSDC program with other
agencles of the government occurs at the apex, but there ig

irrigation may well tax the Corporation's technical and
administrative capacity and overburden the talents of 1ts fine
and young staff,

9. A.I.D. analysis in project papers has been overly and
unnecessarily optimistic and hag resul =u {n unrealistic
expectations for erformance. These were related to the price
of rice, the hectarage that could be double cropped, the internal

rate of return, and the efficacy of the ISA as an organization
having an impact beyond Production,

A.1.D, Participation in thig Project has resulted in needed
engineering adjustmentg, However, there was an overemphasis on
commodities and infrastructure and too little on the agricultural
technical assistance necessary for improved farm systems, In
addition, financial analysis of the elements of farm system
development were not carefully and realistically formulated,
Project monitoring must be improved, particularly by A.I.D.
direct hire sgtaff who can provide the continuity necessary to
encourage effective Programming decisions,
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B, Program and Policy Implications

The program and policy implications of this study center
on three que..ions of importance to the A.I.D. program in the
Philippines, and by iInference, to A.I.D. programs elsewhere.
These are: (1) Should A.I.D. continue to support the FSDC, and
1f so, in what way and for what purposes? (2) How might the
policies of the Philippine government affecting the beneficlaries
be improved? (3) What arc che implications of this project for
A.1.D. activities in other countries?

1. Should A.I.D. continue to support the FSDC, and if 80, in
what way and for what purposes?

FSDC has effectively demonstrated its capacity td form ISAs
as the first step in the development of farm systems. Their
greater need 1s for technical agssistance 1in developing more
sophisticated and complementary elements of farm systems.
Therefore, the team recommends continuing assistance to FSDC, but
shifting the project focus to consolidation of existing farming
systems in operational irrigation areas. (For specific project
recommendations, see Appendix B.) Any assistance provided by
A.I.D. should not emphasize commodities such as pumps.
Innovative possibilities should be explored to allow the
Irrigators Service Associations to accumulate sufficient capital
to make productive investments. (See Appendix A, Capital
Formation.)

Should FSDC consider major new projects outaside of the
irrigation field in areas of A.I.D. priority, such as energy and
ecological programming (tree farming, etc.), then technical
assistance might be provided. Such technical assistance should
focus on the links necessary to reach the rural poor.

2. How might the policies of the Philippine government affecting

the beneficiaries be improved?

The Philippine government has evolved a series of policies
that impinge upon farmer income, some of which effectively limit
his capacity and the capacity of the rural development process.
A.I.D. should analyze Philippine national policies to determine
the extent to which these policies may adversely affect the
totality of the rural development effort and our A.I.D. program,
A.I.D. should then decide whether to approach the Philippine
government on any of these policies to discuss what might be done
to alleviate rural development bottlenecks, either with or
without A.I.D. assistance.



-13 -

a, Rice Pricing and Procurement Standards

If the government is interested in improving farmer income,
the rice price policy and procurement conditions are obvious foci
of reform. Without considering the marketing and pricing of
farmers' products, A.I.D. 1investment cannot achieve their
Jpurposes.

b. Fertilizer Pricing Policies

The Philippine Government currently subsidizes the sale of
fertilizer. Nevertheless, rice prices over the past several
years have not kept pace with increases 1in the cost of
fertilizer. With increasing oil prices, 1t is likely that
fertilizer will continue to rise even if the government subsidy
is maintained. Are there ways in which A.I.D. could intervene
with the Philippine government to ensure that farmer income is
not adversely aff-acted and productivity does not decline? (See
Appendix A, Capital Formation.)

¢+ Land Tenure

The share tenant has no guaranteed right to remain on the
land. ISA membership, the team feels, should guarantee security
of tenure for share tenants. This recommendation ig founded on
the need for equal standing for all members of the ISA, the
willingness to invest in the long-term effectiveness of the Is5A,
and the incentive to take risks.

d. Landlord and Rent

The project has resulted in increased yields for the farmers
and windfalls for the landlords. The landlord's percentage
traditionally remains the same even if the farmer harvests one
or two additional crops a year. A change in government policy
limiting the rent on land to one crop payment calculated by
averaging annual yields would be a more equitable arrangement.
Thought should be given to landlord investment in the irrigation
gystems themselves.

e. Off-Farm Employment

The Philippines 14s faced with increasing population
pressures that have in the past resulted in the fragmentation of
agricultural land and reduced the size of farms to near minimum
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standards. Yet the peopulation pressures continve, with resulting
migration into urbar areas, and unemployment and underemployment
in rural areas. Improved farmer income cannot be met from
increased rice production alone except to a limited extent that
is rapidly being approached in parts of the country. Non-rice
farm income and other farm-related activities will assist the
farmer and should also be the focus of A.I.D. attention. Beyord
farm income there 1s a growing need for a determined government
policy to disaggregate iight industrial and agro-business
employment opportunities. The Korean model 18 one that should be
explored by the Philippine government. Off-farm employment is
essential in the Philippines.

f. Credit Policies

Timely amounts of credit with reasonable charges directly
affect the farmer's ability to have sufficient production
resources and materials., Under the existing official credit
systems, obtaining credit may require collateral, e.g.; land
ownership. Otherwise, 1t may only be available from private
sources at high interest rates.

The subject of rural credit should be analyzed in 1its
entirety as to availability, terms, and repayment scheduling to
see 1f the present system of credit and credit servicing 1s, as
farmers contend, a deterrent to optimal farm production.

3. What are the implications of this project for A.I.D.

activities in other countries?

It 18 too early to draw too many implications from the
agsessment of this project for A.I.D. activities 1in other
ctountries. However, some tentative conclusions should be
explored as other projects are reviewed.

a. Village-level organizations, to be effective, should
only be introduced when they focus around a clear and perceived
need of direct benefit to the population.

b. Irrigation systems are not primarily the domain of the
engineer. The comprehensive agricultural implications of such
systems must be included early in project design if they are to
be successful, Although engineering is necessary for effective
irrigation, it is not sufficient. Irrigation projects should not
be considered quick and easy means to expend program funds.
Irrigation projects should not be developed in capital
development offices, but in agricultural offices. As long as
capital development offices exigt in the field, there will be
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pressures to regard the spending of funds as more esgsential than
their effective utilization.

Ce Field ~level monitoring for rural projects should,
whenever possible, be conducted by A.I.D. direct-hire staff, so
that the knowledge and insights gained remain within the Agency.
Contractors may be required as operating expenses become tight,
but the Agency loses in the long run as a result of the lack of
continuity in the monitoring process.

d. The intermediate links between any project objective and
the goals to be achieved must be clearly identified and included
as an integral part of the pProject strategy analysis. It is
clear from this project that assumptions concerning these 1links
in the design phase can very quickly become constraints as the
project is implemented.
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Technical Review of the Philippine Nutrition Program page two

F. Purpose: Assess progress achieved to date by interviews, visiting program
activities in Manila and eleven provinces and provide AID with guidance
for future nutrition program design.

H. Evaluation Team:

The AID Review Team was composed of the following:.

Mr. Sol Chafkin, Ford Foundation tChairman, NAS Committee on International
Nutrition Programs) e !

Mr. James Pines, New Transcentury Corporation

Nutrition .- — e
Dr. Gerald Keusch, Mt. Sinai Hospital, N.Y.C. (Member, NAS/CINP)

Dr. Barbara Underwood, Massachusetts Institute of Technology (Member, NAS/CINP)
Mr. Robert Pratt, Office of Nutrition, AID/W ‘

Dr. James Brady, Office of Technical Resources, Asia Bureau. AID/W

v -

(Consultant to AID/W, Office of
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A.I.D. has provided technical and material assistance to the
Philippine Nutrition Program and predecessor programs since 1968.
The ourrent USAID project expires in August, 1978 and a follow-on
project is being considered. In view of this, AID/Y requested
that a review be made of the Philippine Nutrition Program, in-
cluding A.I.D. assisted elements, to assess progress achieved to
date and to provide A.I.D. with guidance for future nutrition
program design.

The review was carried out in the Philippinesduring February 13

to 24 by a six person team of two AID/W staff and four outside
experts. Team members interviewed numerous individuals and visited
program activities in Manila and eleven provinces. The USAID and
National Nutrition Council made the review possible by providing
complete access to program personnel and information. The team's
conclusions are the product of their own observations and extensive
dialogue with and feedback from the Philippine and USAID counter-
parts. Nevertheless the team remains solely responsible for them
and for any errors of fact or judgment. The recommendations are
made in the hope that they will be useful for our Philippine and
A.I.D. colleagues to consider in planning new nutrition activities.

Conclusions and recommendations are included in sections IV and V
of this report. The team's overall assessment can be summarized

as follows: Excellent progress has been made in identifying mal-
nutrition as a national problem, establishing a sound policy and
institutional framework for attacking the problem and initiating
imaginative measures for that purpose. Local level commitment to
the program appears to be strong. Initially, the program empha-
sized supplementary feeding to reduce more severe cases of malnutri-
tion but is now placing high priority on local-level planning and
preventive, outreach interventions centered in the municipality

and village or barrio (barangay). Integration of nutrition concerns
into economic and agriculture planning has not yet been achieved.

Notwithstanding the fact that there is much more to be done, the
Philippine Nutrition Program stands out as one of the best national
nutrition programs with which the team is familiar and AID's sup-

port for the program has apparently contributed materially to
that success.

o
W
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IV. Conclusions

A. Excellent progress has been made in identifying nutrition
as a national problem and in establishing the policy and institu-
tional framework for attacking the problem. A national coordinating
mechanism has been established (the NNC) and provided with an im-
pressive physical facility for its central operations. There
remain needs to strengthen ties between NNC and other key agencies
and to complete and implement current NNC activities to improve
planning and information processing systems.

B. Local level commitment to nutrition appears to be strong,
probably as the result of the NNC's efforts to intimately involve
local governments in the planning ¢nd implementation of nutrition
activities and as a result of the support of the President and
First Lady. The esrablishment by NNC of the Barangay Nutrition
Scholar (BNS) system provides a unique linkage of national efforts
to barangay needs. It also exemplifies voluntarism, but by the
same token, raises questions about the viability of the voluntary
approach when the program matures and some of the initial enthusiasm
inevitably diminishes.

C. The Director and staff of the NNC, as well as the Council
members, deserve praise for their success in promoting a national
awareness of nutrition protlems and operational solutions to these
problems. This should not be overlooked in efforts to carry the
Program on from its organizing and program development phase into
the next stage of consolidation and refinement of approaches and
the expancion of field outreach efforts. .

D. The food assistance effort of AID, the GOP, and the PV0's
has been well targeted to malnourished children. The feeding pro-
gram does appear to have produced some element of dependency among
rezipients which needs to be addressed by new programs directed
toward nutritional self-gufficiency at the community level. The
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NNC and others are aware of the problem and are commited to re-
ducing the role played by donated foods, but action to achieve
this goal needs to be undertaken on a broader scale. Finally,
it should be recognized that the supplemental feeding program
has had a significant impact on reducing the prevalence of
severe malnutrition among Philippine children.

E. There has been a rather heavy curative bias in the feeding
and health activities and more attention now should be given to
strengthening preventive activities of the NNC and the DOH. More
attention might thus be given to monitoring of growth, immunizations,
oral rehydration for acute diarrhea, refeeding for "catch up" growth,
improved sanitation and water, etc.

F. Field implementation of programs appears to be generally
good, but performance varies according to the strength and dedi-
cation of local leaders and the nutrition action officers at
various levels. At the provincial and municipal levels, the
part-time officials detailed to this assignment from central
agencies (DOH, DEC, et.al.) need more training on the leadership
and program management aspects of their jobs. The use of such
part time action officers has been successful in the initiation
of activities in many localities, but like the BNS, there needs
to be an assessment of the longer term effectiveness of part-time
persons.

G. The technical and financial aid and food support provided
by AID has played a significant role in reducing infant and child
malnutrition and in establishing the current program. USAID was
involved in nutrition activities before these became a major con-
cern of the GOP. It is hoped that USAID will concinue to give
priority to assistance for the nutrition sector, although the
types and styles of such assistance may have to be different from
those of the past. The NNC apparently looks forward to close
cooperation with USAID on solving some of the current problems
facing the program. USAID and NNC should also continue their
efforts to piggy back nutrition improvement activities onto other
USAID-supported activities in agriculture, previncial development,
water systems, health development, etc.

H. While considerable verbal support is being given to the
desirability of integrating nutritional concerns into other sec-
tors, such as agricultural production, there appears to have been
little real substantive progress in the achievement of this
objective. Part of the problem may be a fear of diluting efforts
in other sectors if nutritional concerns are added. There also
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appears to be a lack of knowledge about workable models for addres
sing nutrition problems through macro-level measures. This is
inevitable since we are aware of no perfected models to date.
Consequently, -it may be necessary to test different combinations
of models at the micro or community level to find out what might
work best for the Philippines.

V. Recommendations:

A. The NNC should continue to strengtnen the local nutrition
delivery system by such means as: (a) fielding additional Barangay
Nutrition Scholars, (b) providing better role definitions and per-
formance criteria for all local action officers, and (c) continuing
technical and program management training at all levels.

B. The NNC should continue to strengthen its own central manage-
ment capabilities by establishing an effective management information
system (MIS) which: (a) encourages field personnel to analyze and
utilize the data they collect (rather then simply passing it on up
to NNC). (b) reduces required field reporting to the absolute
minimum required for program planning, implementation, and evaluation,
and (c) provides feedback to the field on performance. It is recog
nized that a new MIS system is now being designed by NNC with the
cooperation of Dr. P. Wesselkamper, a USAID/VPI consultant, so this
recommendation may have already been taken into consideration by
the NNC.

C. Consideration should be given to alternatives for maintaining
the viability of the Barangay Nutrition Scholar system over the long
run. The NNC has successfully initiated this critical linkage to
the Barangay, but field contacts indicated that the very nominal
allowance (10 pesos a month) and the other fringe benefits (insurance,
T-shirt, bags, etc.) would probably not suffice to sustain the en-
thusiasm which now exists. Alternatives suggested to the evaluation
team include: (a) expansion of the Barangay Scholar's functions and
increased remuneration (with appropriate local cost sharing), (b)
provide a more stable basis for part-time positions through some type
of civil service recognition, and/or (c) use the BNS as the channel
for selling certain goods (vegetable seeds, contraceptives, etc.).
Consideration rust also be given to the possible impact of other
proposed Barangay positions on the BNS program. These include the
Barangay Health Workers being considered under the IBRD/GOP

Population Project and the USAID Panay Unified Health Services
Project.
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D. The GOP (NEDA, NNC,NFAC, et. al.) should continue to seek
more concrete ways of linking nutrition to other develogment sectors.
The general issues here have been identified by the NNC's Technical
Advisory Body on Integrated Nutrition-Oriented Development Planning
(created in August 1977).

There may be an urgent need to seize special opportunities which
now exist for pilot-testing of an integrated approach at the community
level. Dr. Solon has indicated that such an opportunity exists in
the proposed IBRD-supported rural development project for Samar ’
and Dr. Alba of NEDA suggested that such schemes might be incorporated
into its new Integrated Area Development Project for Region VI
(Central Visayas). This micro approach would test such alternatives
as linking agriculture production to the needs of nutritionally wvul-
nerable groups in an effort to effect nutritional self-gufficiency
at the municipal level.

The NNC should also analyze opportunities for macro-level
changes through the sponsorhip of applied research into existing
national policies on agriculture production, food exports, income
and welfare laws, etc. While groups such as the new Philippine
Institute for Development Studies could conduct the research, the
NNC needs to have at least one economist on its staff to provide
the essential linkage between external researchers and the officials
concerned with policy formulation. . -

E. There should be consideration given to the establishment
of closer formal and informal érganizational linkages between the
NNC/NCP and agencies such as NEDA, NFAC, POPCOM, and the Population
Center Foundation (perhaps through exchange of council memberships).

F. More attention needs to be given to specific action measures
to decrease the role played by foreign donated foods. NNC policies
have already been promulgated to this effect, but higher priority
needs to be given to actual implementation steps. Some communities
are already operating on a self-help basisand this pattern should
be expanded. The school and community gardening effort being con-
sidered for the new USAID/GOP Food and Nutrition Project could be
one of the elements in a new initiative to achieve self-sufficiency
but team contacts generally doubted that the garden strategy would
have a major impact on nutrition. Nonetheless, gardening and
multiple cropping are elements that should be considered for in-
clusion in tbh. pilot projects, mentioned above, aimed at community
nutrition sufficiency. It is recognized that some degree of wel-
fare feeding may be required for the poorest element of the
community, but the GOP still needs to ascertain the costs of
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continuing such feeding should foreign donations of food be ter-
minated. In this connection, there appears to be a need for more
precise data on the relationship between malnourishment and family
income. While it was generally felt that a strong correlation
exists Setween malnourishment and low income, some observers felt
that there may be a number of families in the feeding programs who
could afford to share a larger yportion of the costs of such efforts.

G. The NNC, DOH, and other bodies concerned with the delivery
of basic health services should review the current health outrearh
effort with a view to moving toward a more preventive and promotive
program and toward an expansion of services to the Barangay level.
The Barangay Health Centers established under the IBRD-supported
project and the BNS should have a major role to play in the pro-
vision of improved health information and services. This effort
could incorporate the introduction of the home-based growth chart
and health record, use of oral rehydration techniques, and increased
immunization coverage. Special programs might also be included to
combat goiter and vitamin A problems in affected areas.

H. USAID and NNC should closely colla»rrate during the coming
weeks on the areas yhere the new proposed Foo? and Nutrition Project
can have the greatest impact. This project's resources can be used
to help strengthen the NNC's ability to con.uct more policy orienteg
cesearch and demonstration activities, expand and continue to upgra
the field staffs and operations (including volunteers), and play a
major role in the design and testing of new ways to achieve autri-
tional self-sufficiency at the community level. USAID should alsc
assist the NNC, as appropriate, in devising plans and time tables
for replacing foreign food donations with other resources.

I. If the proposed Food and Nutrition Project is to be imple-
mented in a dynamic and maximally effective manner, it appears
important for USAID to have a direct-hire nutrition specialist on
its staff to serve as Project Manager and, perhaps, as senior
advisor to the GOP on nutrition matters. It is recognized that
staffing constraints may make the use of contract employees more
feasible for this role, but it would Seem more appropriate to use
contract personnel to provide more direct and specialized advige
to the GOP. It is also suggested that any U.S. contract advisors
be located at the NNC on a regular basis.

J. The NNC and USAID should agree on the time frame, objectives,
and resources needed for future reviews of the new USAID project and
related nutritional activities. The team feels that the information
from such reviews could be very useful to AIy in planning nutritiomn
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Projects in other countries. The Philippines does have the in-

stitution-building and program
positive influence on countries

efforts to cope with malnutrition.

experience needed to exercise a

which are only beginning serious
n
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The P.L. 480 Title III Program in Bangladesh: An Evaluation of the
First 16 months (Aug. 78- Nov. 79) page two

F. Purpose: This is the 3rd joint U.S.-BDG evaluation and though broad
in scope, it_is intended to provide the basis both for significant changes
to the current Agreement and for future Title III Agreements. It also
includes visits to 8 of the country's 62 subdivisions.



II. Summary Findings and Recommendations

A. Findings. Zroduction Food Distribution and Prices

(1) Stability and adequacy of production ~ Foodgrain Produc-
tion in Bangladesh is relatively stable on a year-to-year basis. From
the M1d-1960's, and excluding the war years of 1971-7Z, production has
not dropped more than a million tons (€ percent) from any one crop year
to the next. The more important problem is the perennially inadequate
level of production and its failure to increase significantly over time.
Per capita foodgrain availability, i.e., production and imports com-
bined, 1s 6 to 7 percent lower than in the late 1960's. Thus, given the
country's marginal subsistence level, even moderate year-to-ysar pro-
duction declines can assume a significance of crisis proportions.

(2) Seasonality of production = Unlike the situation in most
countriecs where the total crop is harvested in two or three months of
the year, Bangladesh farmers now harvest foodgrains virtually the
year-around. Instrumental in this situation has beea the rapid growth
of boro rice and wheat which are harvested during February-May and
now account for about 20 percent of total foodgrain production. (Aman
rice, which is harvested during November-January, accounts for about
55 percent of the total and aus rice, harvested during July-October,
for the remaining 25 percent.)

(3) Need for crop diversification - Given the year around pro-
duction potential, small farmers in most (but not all) areas can protect
themselves from seasonal shortages and crop risks through crop diversi-
fication. The need is for improved cropping systems, including new
crops (potatoes, vegetables, oilseeds, etc.), and increasec access to
inputs, especially irrigation.

(4) Price patterns - Despite the relative stability in the
long term production trend, there have been extremely wide year-to-year
price swings in which crop shortfalls, low stock levels, and anticipa-
tion of reduced stock levels have all played a role. Thus, prices rose
by 170 percent between 1974 and 1975, and by 70 percent between 1978
and 1979. On the other hand, as would be expected from the pattern of
near year-around foodgrain production, seasonal price variations in
Bangladesh have been relatively modest. The natural tendency is for
prices to be highest, to about an equal extent, during the "lean seasons"
of March-May and August-October. In fact, owing to the consistently
higher level of offtakes under the Public Food Distribution System (PFDS)
during August-October, prices have been highest during March-July.

(5) Farmers' liquidity -~ Many farmers are in their best cash
position of the year during August-October when they have just marketed ”
their jute and mesta crops. Others have either just sold or are holding
for consumption their aus rice.
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(6) Stock levels and offtakes - Decisions with regard to off-
take levels have been based mainly on steck availabilities. Thus, dis-
tribution has sometimes been high even when crops are good and prices
low. 4s a result, strategic reserves do not accumulate; and since donors
tend to base their allocations on gtock levels, there is little incentive
for the guvernment to seek their accumulation.

(7) Rice demand vs. wheat demand - Cross-elasticity of demand
between rice and wheat has been generally strong, with wholesale wheat
pPrices averaging about 65 percent of coarse rice prices. However, the
relationship is relatively weak during March-May when both the domes-
tic wheat harvest and substantial supplies from the Food-for-Work (FFW)
Program arrive on the markets, and tends to be especlally close during
perinds of generally reduced purchasing power.

B. Title III Program

(1) Incentive prices to farmers ~ Effective pProcurement programs,
based on generallyadequate incentive prices to farmers, were carried out
during both the 1977/78 and 1978/79 rice harvests, and in the wheat harve:t
of 1979. The Government has shown itself to be more interested in procure-

(2) OMS Program - Evaluation of the OMS Program may be considered
in terms both of program performance and of the appropriateness of program
objectives.

(a) Performance

1. Although coarse rice prices were well above the
target price of rice in most areas during most of 1978-79, OMS sales have
not approached the intended levelsg (total sales of 126,000 tons during
Sept. 1978 - Oct. 1979 vs. the 400~600,000 tons allocated for the full
24-month period), Low stock levels were partly responsible (given the
Iitle III provision that QMS need not take place when foodgrain stocks
fell below 500,000 tons); yet stocks were adequate to support MR sales
of 503,000 tons during the same period.

2. A high proportion of OMS :ales was to flour mills.
Such sales, while nox prohibited by the terms of the Agreement, did not
contrlbute to the main program goal of constraining coarse rice prices.

3. The obfective of coarse rice price constraint was
not achieved Low stock levels and highly unusual market conditions had
much to do wa.. the program's failure in this respect, but so tco did
erratic program management and the evident preference of BDG officials
for MR a < means of moving foodgrains to the rural areas.
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4. Even under favorable conditions, it is unlikely
that the rice price constraint sbjective could have been achieved to
any significant degree. Seasonal differences in cross elasticity of
demand between rice and wheat required a degree of fine turing of the
rice/wheat pricing structure that was not allowed for in the Agreement
and would have been extremely difficult to effect in practice.

5. As market prices of wheat and atta rose far above
the OMS price, the BDG established rigid operaticnal controls. Dealers
who purchased wheat at Tk.87/md. could resell at Tk.100/md., or in sume
areas, [k.95/md. Individual allotments were restricted tc from 2 to 5
seers per person, depending on the area. Licensing and selection of
dealers became increasingly controlled and even politicized. In some
areas, only MR card holders could purchase OMS wheat. Justified as a
means of preventing "windfall profits", the effect of these measures was
to turn OMS into another ration channel.

(b) Objectives Reconsidered

l. The program was designed to moderate seasonal
price swings. As noted above, the more important problem is large
year-to-year fluctuations caused by major .crop shortfalls or stock
shortages.

2. As far as seasonal price swings are concerned,
these can and in the past have been influenced by appropriate variations
in the pattern of offtakes through the various channels of the PFDS.

3. A long term objective of the program was reduc-
tion of the highly subsidized ration system. Constraint of rice prices
through OMS would presumably obviate the need for controlled sales at
artificially low prices. In fact, given the low, fixed, price of OMS
wheat, the immediate result was to add yet another subsidy channel to
the existing system.

4. While the Title III Agreement called for the
promotion of private enterprise in the wheat trade, the establishment
of an OMS price only barely above (later, below) the procurement price
operated to preclude attainment of that objective. Private traders
were not provided a wargin within which to procure, store and later
resell wheat.

5. 1If the basic objective is the increased avail-
ability of a reasonably priced foodgrain, wheat (or atta) should suffice
for the purpose. From that point of view, the constraint of coarse rice
prices should not be a matter of gieat concern.

(3) Use of Local Currency Proceeds; Loan Forgiveness - Following

Pe

\
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are the principal findings with regard to the local currency use and loan
forgiveness aspects of the Agreement.

(a) The BDG has reported depositing the local currency
equivalent of $16,500,000 of Title III wheat sales (OMS and MR) to the
Title IIX Special Account,. Further, they have reported "allocating" some
$15.1 million of this amount to USAID's Fertilizer Distribution and
Improvement Project. However, there has been no indication that F-oceeds
have been transferred to the Project Account, let alone disbursed from
that account for project uce.

(b) In allocating funds to the Fertilizer Project, the
specific intended use appears to be financing of the fertilizer subsidy,
as opposed to construction of fertilizer godowns or other more tangible
aspects of the Project.

C. Goals and Objectives

(1) The major objectives of the Title III Program should be to
accelerate agricultural development and to help provide food security.
The latter may he defined as having a nutritious foodgrain available
throughout the country at a price within a reasonable range above the
Procurement (support) price to farmers.

(2) Major price surges reflect supply shortfalls arising from
periodic events (such as rthe 1979 drought) to a greater extent than
seasonal supply variations within the course of a single year. Hence,
major emphasis should be placed on responding to year-to~year supply
rather than seaconal variations. In meeting the food security objective,
fullest emphasis should be placed on wheat (and atta).

(3) Foodgrain production should be encouraged by the establish-
ment of procurement prices announced well in advance of planting seasons.
The primary objective in the establishment of procurement prices and
their implementation should be the provision of incentives to farmers.

As a by-product, the grain being procured by the Government will contri-
bute to the augmentation of its food reserves, but the Covernment should
not seek procurement for other purposes.

(4) In implementing the price support program, full and adequate
use ghould be nade of private intermediaries, especially in order to
reach small farmers and remote areas that would otherwise not be served.

(5) Farmers, dealers and congumers should be encouraged to store
for off-season use to reduce the load on Government facilities. They will
undertake to do so0 to the ex' .nt they can foresee a margin between the
procurement and market price of wheat sufficlent to cover costs of pur-
chase, assembly, storage and resale. The OMS price should be high enough
to cover the procurement price Plus dealers! -storage and handling costs,
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- (6) Foodgrain subsidieg should be reduced and ration operations
increasingly directed to the benefit of the poor. To this end:

(a) Distribution to Statutory Rationing (SR) ang less
essential categories should be reduced, and increasingly shifted from
rice to wheat;

(b) Modified Rationing (MR) should be directed to the poorest
by making assets and income the sole criterion of eligibility;

(c) Food-for-Work (FW) should be used when and where 1z can
economically and properly supplement productive employment for the very
poor;

(d) Relilef should be directed to those unable t¢ earn a
living;

(e) Ration prices shk._uld be progressively raised. The near-
term objective should be ration pPrices equal to the procurement prices of
rice and wheat. The longer term objective should be prices gufficient to
cover costs of procurement and distribution;

(f) Food distribution should emphasize low-cogt alternatives
acceptable to the lowest income groups, products not strongly competed for
by people who can afford to pay more, e.g., wheat rather than rice; wheat
as atta rather than refined wheat products; gur rather than refined sugar;
lower cost oils, etec

(7) Taka proceeds from the sale of PL 480, Title III commodities
should be used for development projects which directly impact on increasing
foodgrain production in the next five years.

D. Recommended Actions

Following are the Principal recommendations for inclusion in the
Amendment to the current Agreement., A complete listing appears in Section
vI.F.

(W) oms

(a) Eliminate the rice price constraint objective;

[

(b) Establish the OMS Price of wheat at a price sufficiently
above the procurement Price to provide private traders a margin for the
Storage, handling and resale of wheat ;

(c) Base OMS sales on an atta trigger price and sell wheat
in any subdivision when the trigger price is exceeded;

{
26
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(d) If the market price rises above the trigger, raise the OMS

price accordingly.

(e) Eliminate dealer restrictions and make a positive
effort to sell to atta dealers;

(£) Eliminate resale price and volume restrictions on OMS.

(2) Local Currency Use

(a) Permit loan foregiveness upon proof of disbursements
from project accounts;

(b) Eliminate the Fertilizer Project from the list of
projects qualifying for loan foregiveness.

(3) Supply and Attribution of Wheat

(a) Add 200,000 tons of wheat already budgeted for Bangla-
desh in FY 1980 to the existing Title III allotment of 742,000 tons,
making a new total for FY 1978-80 of 942,000 tons;

(b) Of the 942,000 tons, 400,000 tons may be attributed to
MR; the remainder to OMS or, to the extent not needed, to BDG stocks.
Provided that terms of the Agreement are complied with, Title III wheat
not used (i.e., attributed to MR or sold through OMS) may be treated as
having been sold, and that amount of the loan eventually written off.

(¢) It is to be understood that the terms of the Amendment
to the current Title III Agreement are to apply to all of the wheat
supplied - the original ‘742,000 tons as well as the 200,000 tons being
added from U.S. FY 1980 availabilities. Since attributions from wheat
already received have not approached entitlements under the terms of the
original Agreement, this will not pose & problem in accounting terms.
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An Evaluation Report of the P.L. 480 Title II Program in India page two

Purpose: Examined the use of the food by four volags (CARE, CRS, CWS, LWR),
in the 3 program types (Maternal Child Health(MCH), School Feeding (SF), and
Food for Work (FFW). Emphasized assessing quality and impact of the programs,
recommending appropriate changes to increase their efficacy and identifying
constraints to program success. "The report examines the often conflicting
and confused objectives of the Title IT program, as they are perceived, stated
and demonstrated by various U.S. Government agencies, Governments of India
and the volags. Criteria are proposed for the review of future Title II
requests and i strategy is recommended for future program monitoring, management
and evaluation activities. The authors suggest that USAID and the volags identify
the minimal data needs for these functions." page vii
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XI. CONCLUSIONS AND RECOMMENDATIONS

information demands and pecked at by an endless stream of evaluators,
auditors, visiting firemen and miscellaneous dignitaries. Ip spite of
these, they manage to operate programs which reach nearly 20 million
needy Indians, most of them children. They are usually aware of the
deficiencies of their programs as well as thejp strengths.

and, Tike the Title IT food itself, act as an incentive for the volags
to remedy their own recognized deficiencies., He have already rejected
as inappropriate the idea of making recommendations to the'GoI. The

Our conclusions and recommendations provided in this section fall into
two categories. Some are restatements of the comments found in other
chapters concerning the three major program types. The second group
are made at the general policy level and reflect upon detailed discus-
sion of issues in Preceeding chapters.

A. Program Level

1. MCH Program - Qur conclusion is that the major objectiyes of
Title II food in MCH programs, that of improving health and
nutritional status of the target group, are largely not achieved.
The basis for this finding is, that according to our observations,
the conditions necessary for the achievement of the health and
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nutrition objectives {sce pg. 37) are not consistently fulfilled.

A much larger ration would be needed to counteract the effects
of sharing, substitution and losses due to poor health. This
Finding is confirmed by much of the research done by Indian
institutions which failed, in most cases, to find any but
marginal nutritional impact of MCH programs.

A second conclusion is that the food does have the potential to
act as an incentive for receiving other health services. This
potential can only be realized if the otler services are avail-
able.

We therefore make the following recommendations, recognizing
that many of these ideas are not new and that some of them are
already being attempted.

a. Programs which provide food alone should be upgraded to
provide other health and educational services. Programs
wiich do not do this should be actively discouraged.

b. It should be recognized that few children under three years
are being reached by the program. Either new delivery
methods should be investigated, or the emphasis on the
objectives of reaching this target group should be reduced.

C. Beneficiaries should be selected on the basis of economic
and nutritional need. (For example if mothers in the pro-
gram have low birth weight babies, these should be given
a hign priority for food supplementation.)

d. Coarse cereal grains should not be provided as a nutritional
supplement for children under three. Low bulk, high
nutrient-density food should be programmed for this group.

e. If the food is to be consumed by a given individual, it
should be prepared and eaten on site for maximum control.



- 19 -

f. A greater consideration should be given to the need for
improved environmental sanitation to reduce infection and
infestation, along with nutritional supplementation.

FFW Program - The existing FFW projects are not neutral in their

effects. Those which involve the granting of assets to selected

individuals or to a community without requiring their participa-
tion in planning their contribution of labor or resources, run
the risk of perpetuating a dangerous attitude of dependency on
outside charity. Furthermore, if projects promise benefits

which are not received because of poor planning and lack of other
inputs, or if a project's benefits are clearly allocated unfairly
and without regard for genuine need, then people will become
cynical, skeptical of the value of development programs.

In contrast, projects which use the availability of food as an
incentive to organize the community and educate it in planning
and problem solving, as well as to create income-generating
assets and skills, can have an important positive long-term
effect on economic and community development. The nutritional
impact of such an effect may well be greater than that of any
direct feeding program.

In order to ensure that FFW projects result in these positive
economic and nutritional changes, we have made the following
recommendations regarding project design. These suggestions

are based on observations of successful existing proyrams, which
means that they are not new ideas and that their feasibility

has been demonstrated. While local conditions of unemployment
low income or lack of food may justify undertaking some projects
which do not fulfill all of the recommended criteria, it is our
suggestion that these conditions be given greater emphasis in
future FFW projects.
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If possible, the project should be one that promotes
community-wide self-reliance as well as economic growth.
This can be achieved if project beneficiaries are involved
in planning and execution of the project, if they take
responsibility for it, and if they are required to provide
some of the project resources themselves.

The project should be planned with food as a resource with
time-1imited availability and vith specific criteria for
the eventual termination of the food input. (In training
programs the time 1imit could be applied to individual
trainees.)

The selection of project beneficiaries (those who receive
assets created by the project) should be based on established
criteria of economic need. Ideally, from the point of view
of community participation, the recipients (those who receive
the food) should be the beneficiaries as well. It would be
best if the whole community participated in selection of
beneficiaries as well as of the project. Recipients of
course should also be selected on the basis of need.

A project should not be undertaken unless all the resources
are known to be zvailable. Otherwise, those resources which
are used will he wasted, and people's confidence will be lost.

A project should address an existing constraint on economic
development in the community, responding, if possible, to a
felt need of the people.

SF Program - We have considered the high priority that the GOI

has mandated for the universalization of elementary education

and the compelling role played by SF in attracting and retaining
children in school, especially from the neediest groups - tribals,
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Tow castes and landless. The team strongly supports any efforts
by the GOI, the USAID and the voluntary agencies to continue,
improve and expand the primary school feeding program utilizing
both Title II commodities and locally produced foods. We also
concur with the GOI's perception that basic education and human
resources development are essential factors in social and economic
development. The use of Title IT food as an incentive to contri-
bute to this long range development goal is worthwhile and
deserving of support. Furthermore, the ease with which Title II
commodities can be targeted in an on-the-spot feeding program
persuades us to accept the MDM as a relatively effective (as the
infrastructure exists and is functioning) means of providing a
nutrient supplement to children to meet the program goals of more
education. More specific recommendations are as follows.

a. Headmasters and teachers responsible for the management
of the MDM programs should receive special training to
enlighten them on the objectives of the feeding program
and to demonstrate to them ways by which the program could
be made more effective for the benefit of the target groups.
This training should explore the myriad ways that the teacher
can play a catalytic role in the village or hamlec in social
action and community development. In this way the Title II
food could serve as an innocent entre in a whole series of
development spin-offs culminating in people learning to
solve their own problenms.

b. In any expansion of the MDM program with Title II and local
stocks, first consideration should be given to the present
client schools to realize a more rational head count for the
inclusion of all children in need.

€. Second order of expansion should be to new primary schools
serving children from tribal, scheduled caste, or landless
families. Related to this expansion should be a special
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focus on the eight states where 70% of the nonenrolled
primary school ace children live. Other areas which
should recejve special consideration for MOM intervention
are city slums and drought-prone rural areas.

d. The team recommends that all sych expansions of the MDM
program should be made conditional on significant local
participation in the management and support of the programs.
This participation could be spontaneous if the matching
nature of the expansion is well publicized. Likewise the
training envisaged above should Tead to fomenting such
local initiative.

e. Our own observations confirmed what has been noted in several
research papers, namely that the school children suffer from
vitamin deficiencies. For this reason the team recommends
that the responsible authoricies explore the possibilities
of providing vitamin supplements or vitamin-fortified foods
to the MDM program. There was a particular need for vitamin A
and the B-complex vitamins,

B. General Policy Level

1. For this recommendation, we refer to a recent background paper of
the Presidential Commission on World Hunger. “Eliminate rank
priorities: (1) McH; (2) FFW; (3) SF on a world wide basis and
allow greater flexibility for individual programming which
coincides with the specific needs of varfous countries.“]2
We do not deny the importance of eliminating childhood malnutri-
tion. We do question the validity of numerous unstated assumptions
which underlie thesge targeted feeding efforts. Until these are
verified, it would pbe inappropriate to continye pushing volags and
collaborators to increase MCH feeding, especially at the expense
of FFW and SF.

12. Food Aid Discussion Materials, Staff Discussion Paper No. 1. Presidential
Commission on World Hunger, 1979,
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In a hierarchical decision making structuyre there are decisions
appropriate to each level. In the Interests of good management,
higher, more aggregated (i.e., with less detailed knowledge)
Tevels should refrain from remaking decisions already made at
Tower, more knowledgeable levels. The corellary is that the
higher levels must set the broad policy limits within which
programs can pe developed.

If the higher 1aevel decision-makers feel the need to revise
Tower-level decisions, it usually means that they were not clear
in their objectives or role when they set broad policy and imple-
mentation guideiines,

is used 1n ney ways, they must accept that such experimentation
May entail a "pigk of relinquishing Some control over the pro-
grams "

As a first step in 2ncouraging experimentation and confining
decisjon making and reviey to the appropriate levels, AID/W and

Specifical]y. USAID's intent to undertake sych a review with the
volags, should be funded and serve as a Pre-requisite tp develop-
ment of apry manageme;,t information system,

We recommend that Title II Program data collection efforts in
India be separated according to theip two functions: on-going

N
N
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The system should be based on random sampling of programs within
each major category (MCH, SF, FFW), and geographically stratified.
It should be planned as a continuous effort. Spot checking by
the USAID and the volags should be a part of the plan.

If further program evaluation is desired, it should start with
the identification of all expected benefits of a given program,
and of the assumptions underlying the expectation that these
benefits will be obtained. A decision can then be made whether
it is more efficient and economical to test the assumptions
first, or concurrently with the assessment of purpose and goal
achievement. Evaluation can be performed on a small sample of
programs purposively chosen to be representative of particular
variants,

We believe that the smooth operation of the Title II program in
India depends on a close relationship between USAID and the volags,
based to some degree on mutual trust and respect. Feelings play
an important part in determining how a person will act in a given
situation and thus, what his institution will or will not do. In
our qualitative assessment, we have found that some volag people
do not feel good about USAID. These feelings were described
variously as “"being taken for granted," as being viewed as "an
extension of USAID," as "suffering from the whims of USAID," and
of being the unwilling children in an institutional parent-child
relationship. We hesitate to make firm recommendations on this
point for obvious reasons. Nevertheless, we feel that it would
be useful to deal with these feelings openly and constructively.
To deny that such feelings exist and reject this suggestion

would probably be a gooq indicator of the need for Just such an
effort.

h)
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SUMMARY AND CONCLUSIONS

Despite Sri Lanka's extensive health, education and
transportation systems compared both to other Asian coun-
tries and to countries of comrarable per capita GNP, malnu-
trition is a problem documen:ed by most nutrition surveys
since 1970. Intakes of calories and proteins are inadequate,
particularly'fcr low income groups, while intakes of other
nutrients (calcium, vitamins, etc.) are inadequate for all
income groups. The problem is pervasive, both geographically
and sectorally (urban, rural, estates).

The full eradication of malnutrition requires a com-
bination of health, nutrition, water and sanitation, educa-
tion and empldyment programs, with benefits accruing only in
the long run. Eowever, for more short or medium run purpo:ies
and goals, supplementary feeding programs are warranted.
Despite a controversy over whether malnutrition is or is not
a serious problem, there is a consensus among all relevant
foreign and domestic agencies that the Title II program
operated by CARE is adequately fulfilling this need. Thus,
no other agencies are considering any involvement in this
area, nor is there any need for another voluntary agency to
become involved. It is generally agreed that the CARE
program is fully utilizing the logistic capacity of Sri
Lanka to support such a program.

g



The Title II program in Sri Lanka is composed princi-~
pally of Maternal Child Health (MCH) and School Feeding
projects. The MCH organizational concept, however, ig weak
primarily due to weaknesses in the extensive but inefficient
health delivery system. Meanwhile, the commodity emphasis
is contrastingly strong because of CARE'S intensive orienta=-
tion of the program in this regard. Impressive progress has
been made in the very recent but successful jntroduction of
a virtually new blended food product, Thriposha,l throughout
much of the country.

The School Feeding project has the exactly oppositce
structural emphasis. The organizational gtructure is more
gound while the total product, a biscuit, requires further
improvement.

For program direction purposes, the evaluation team
recommends that more time and emphasis be placed on building
up the MCH concept as a spinoff of Thriposha, and improving
the quality and nutritional contribution of the School
Feeding project. The latter is likely to involve not only
improvement of the biscuit but also adding more local £foods.

The overdependence of the program on Sri Lankan Govern=
ment and foreign inputs further weakens the Title II program.
There is a definite need for more development of the program
£rom the bottom up, i.e., introducing more direct community

-

1. Thriposha, meaning "three nutrients,” is a dry, pre-
cooked, fortified food. Originally intended as 2 weaning
food, it is actually consumed by all age groups because it
can be prepared so many ways -- hot or cold, as a drink, or
mixed with other foods and soups.

v
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involvement. The School Feeding project needs more local
participation and foods, and MCH activities could benefit
from the assistance of comnunity health workers. - -
P

One way of increasing local participation in the MCH
operations would be for community workers trained by
sarvodaya, (a leading community development organization) to
be used in Title II for organizing local communities in
providing more local suppoit and inputs as well as agssisting
with food distribution. In this way Sarvodaya workers would
have viable projects with which to become involved, and
Title II would have the local input it needs. This recommen=
dation should be followed up by the CARE director with the
aim of strengthening local support, participation and input
into the project.

The CARE staff has excellently managed and operated the
ritle II Program in Sri Lanka. It fully controls and
avaluates all aspects of the program and properly monlitors
all problems and remedies on a regular basis. There was
1ittle in the evaluation coverage of their operations and
management aspects which they had not also considered and
acted upon. They regularly study various program agpects
like the distribution network, identify the principal
bottlenecks and remedies, and then implement the necessary
actiun. The team was especially impressed with CARE'S
entire planning process.

Despite the use of an experimental process for p;oducing

the Thriposha, CARE has implemented an economically viable
production and processing system. The distribution of the

f’)%\



Title II foods from the United States to Sri Lanka and the
dissemination of the biscuit and Thriposha are undertaken on
a regular basis and are not seriously hampered by anything — -~
other than normal daily mishaps. CARE maintaing proper
financial and accounting records, program statistics and

data on number of recipients, centers, geographic distri-
bution, etc. These are apdated on a regular basis. Finally,
CARE has developed a monitoring and evaluation system for
Thriposha which is well integrated into such activities as
selection criteria for beneficiaries, and charting recipients’'
health and nutrition progress. The multi-functional system
makes feasible the planning and implementing of geveral
effectiveness studies to be undertaken within the next year
or two.

The fact that the program is 80 impressively good does
not mean that there are not problems or areas needing
strengthening. Some were already recognized by CARE and
included in their MYP while others evolved on the basis of
the present evaluation and discussions with CARE staff and
others. The evaluation is intended both to corroborate and
+o criticize program content, and to assist the managers in
dealing with some problems 80 the program can continue to
progress. Thus, the team recommended a few management and

operations improvements.

The School Feeding project has the most serious weak-
nesses. An ongoing monitoring and evaluation system §hould
be introduced to enable the jdentification of a better
gelection criteria and the charting of each recipient's
progress, to assess the nutritional contribution of the

AN



biscuit.' The system is also required to evaluate ultimately

the Title II program's impacts at the project level. For

the MCH the principal recommendaticn i3 to improve the
supervision by medical officers of the Thriposha distribution,
including a check .hat growth cards are being interpreted

correctly.

It is also recommended that CARE continue to maintain
cost information.for all Title II program gsources on a
regular basis. This will serve as a check on program effi-
ciency and become & basis for periodic cost effective

asses sments.

Program effectiveness has been measured in terms of its
outreach, acceptability of products, community attitudes,
nutritional contribution of biscuit and Thriposha, domestic
production and consumption, and educational improvement.

The Title II program reaches nearly 10 percent of the
population. Eighﬁy percent of the populaticn is cateygorized
as poor, however, and an estimated 25 percent malnourished.
among the Title II target groups == preschool and primary
school children and pregnant or jactating women == the
percentages are higher. A coverage of 10 percent is not
excessive in terms of need. Morever, enlarging the program's
outreach does not necessary imply that more Title II foods
are required, at ljeast not after the next few years as
Thriposha can be made entirely from domestically produced
ingredients. The School Feeding project can and should .
utilize more local food inputs.



The program has been highly acceptable in most communi-
ties. In fact, the lack of the Thriposha or biscuit is the
principal problem in some ar=as, not too much of it. Commu-
nity attitudes have been highly supportive although this now
needs to be translated into more community input.

The Thriposha significantly increases the nutritional
intake of its target group while the biscuit is not sufficient,
even in: the maximum ration,-to f£fill-the nutritional gap in
the primary school children. Additional locally available
foods such as bananas or pineapples are warranted.

Title II imports do not hamper or help domestic produc-
tion but they have been significant in developing new
consumption habits. The shift to ICSM is a step in the
right direction when totally local products will be distributed.
There has been no study determining the effect of foods on
learning and school attendance, but almost all teachers
interviewed thougﬁt that attendance was higher when biscuits
were distributed.

The evaluation team recommends that several studies be
undertaken by CARE, MOH and MOE jointly. Conversations with
CARE staff indicate these would be feasible in terms of
currant personnel and budget levels.

Because of the controversy over the School Feeding
project, the team recommends that a limited nutrition suf@ey
be undertaken to (1) substantiate prevalence of malnutrition;
(2) indicate whether recipient levels are currently too high
or too low; (3) get a more.accurate assessment of which



schools ought to be in the pProject; and (4) assess to the
extent possible the effectiveness of the project in the last
few years.

On an even more limited basis there now appear to be
sufficient data to assess the nutritional impact of Thriposha.
Growth cards have been maintained in enough centers to get
an adequate sample and a good cross-section among rural,
urban and estate- sectors. - - -

Most recommendations can be implemented within the next
year. However, the team recognizes that for some, more
substantial shifts in program or project direction, a
longer horizon is required. The team makes these recommen-
dations, however, iq order that a start on the planning and
implementing processes for such changes may be made. The
team feels especially confident that CARE can handle this.
After all, within five years they have successfully developed,
produced,'processed and distributed a totally new product
beginning virtually from ground zero. This is quite an
achievement. The CARE program is an excellent example of
what can be done when there is a strong commitment to reach
program goals.
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AID's Role in Judonesia Family Planniug page two

F. Purpose: Through field visits and interviews in Jakarta and rura:
Indonesia, the team sought to assess AID's assistance to that program and
to identify the lessons that can be learned for the improvement of family
planning assistance elsewhere. Specifically interested in identifying
the reasons for famed program's success, not in evaluating the program
itself.

Life of Project Funding:

page 24: AID 57.9 million
Other Donor 45.9 million

page iii: AID 43.2 million (grants) + 14.3 million (loans)
Other Donor 46.5 million (foreign)
Host Country
counterpart
funds 10570 million

208.0 million (?)



TABLE OF CONTENTS

Page
Preface . . ¢ ¢ ¢ o ¢ o o s o o 0 o s s 0 s s e e e o s e e o« I
I. EXECUTIVE SUMMARY AND MAJOR FINDINGS . . . « ¢ v v ¢ o « o & & 1
A. Executive Summary . . . ... ... ... C e e e e e 1
B. Major Findings ... ... ... s e s s e s s e as 3
1. Sources ot Strength . . . . . . C e s s e e e e e 3
a. Policvical W111 . .. ., e e e e e e e e 3
b. Populationas Priomity , , . ... ... ...... 3
c. Goal Orientation ... .. .. C e 4 et e e e e 4
d. Grants vs. Loans . . .. ... .. c e e . 5
e. Fast, Flexiple Funaing . . . . . . . . . . . ... . b

f. Flexibility, Decentralization, and Local
Participation . . .. .. C b e e e e e e e e 7
g. Selection and Tenure of Personnel . . . .. ... . 7
h. Mission Director Support . . ... .. .. ... . 8
i. Program Initiative . .. .. e e e s e e e e e 9
Jj. Program vs. Project Orienta . .. . .. . ... .. 9
k. Field Experiments vs. Pilot Proaects e s 10
1. Management Oriented Data System .« .o . N
m. Participant Training . . . 11
n. Integration of Health and Family Planning . 12
0. Incentives and Voluntary Acceptance . . .. . . .. 14
p. Contraceptive Supply . . « + ¢ ¢ ¢ ¢ ¢ ¢ ¢ ¢ ¢ o o . 15
2. Sources of Concern . . . . . ¢ v 4 . 4 . . . 16
a. Organizational Memory . . . . . . ¢ ¢« ¢« ¢ ¢ v v « & 16
b. Urban Program Failure . ... ... .. . 17
c. Geographic Expansion to the Outer Islands ..... 17
d. Expansion of Scope: Nutrition and Health . .. . . 18
e. USAID-BKKBN Relations . . . . . . . . ¢ ¢ v ... 19

II. INDONESIAN FAMILY PLANNING PROGRAM PERFORMANCE,

DEMOGRAPHIC IMPACT, AND AID SUPPORT . . . . . . « . . . . 20
A. Service Delivery Network . .. .. ... .. . . 20
B. Acceptors and Users . . . . . .. . v ... C ot e e e 21
C. Demographic Impact .. ... ... .. e e e e e e . 22
D. Indonesian and AID Financial Inputs . .. ... . ... . 24
E. Personal Field Observations . . .. . ... ... . ... 24
IIT. THE INDONESIAN CONTEXT . . . + v v v v v v v o v o o & . 26
A. Population Growth and Density: A Shrinking tand . . . . . 26
B. Socioeconomic Development and Equity . . . .. .. .. .. 27
C. Culture and Contraception . . . . . .+ ¢ v v ¢ v v v o . 28
D. Political Culture . . . . . . . . i v v v v v oo, . 30
E. Commitment to Economic Development ............ 31
F. Administrative Reform . . e e e e e e e e e e e 34
G. Indonesian Islam and the State .............. 35
H. Conclusion . . ... ... Gt e e s e e e e e e e e e e 36

(e



PART I

EXECUTIVE SUMMARY AND MAJOR FINDINGS

A. EXECUTIVE SUMMARY

Overview. Since 1968 A.I.D. has provided $43.2 million in grants and
$14.3 million in loans to the Indonesian National Family Planning Program.
During the intervening years, prevalence of contraceptive use in Indonesia
has increased dramatically and fertility has decreased far more rapidly than
was predicted aven a few years ago. The national program has clearly played
the determining role in this decline. Program achievements on Java and Bali,
the two densely settled islands that contain 90 miliion of the nation's 135
million people, are referred to by respected authorities as a "success story
probably unrivaled in family planning history." It is widely acknowledged
that A.I.D. support has been a2 major element in the program's success to
date.

Program Impact. Indonesia's population was 40 million in 1900 and had
soared to 117 million by 1969 when the national program was launched. During
the 1970-1975 period the annual population growth rate averaged 2.4 percent.
It has since been brought down to 1.9 percent. The fertility rate of Java
and Bali, where the program has until recently been concentrated, has dropped
15 percent. Contraceptive prevalence on the two islands now averages over
35 percent and reaches over 85 percent in some villages. This has Leen
achieved through voluntary participation and without material incentives for
accentors,

Financial Inputs. Funds provided to the program through 1978 totaled
$208"miliion. Of this the goverrment of Indonesia provided 50 percent, A.I.D.

28 percent, and other foreign donors 22 percent. In the early years Indone-
sian contributions constituted only a small portion (e.g., 4 percent in 1968),
while A.I.D. contributed the major portion. The Indonesian contribution has
climbed steadily to 60 percent in 1978. This indicates growing country com-
mitment but also the great importance of A.I.D. funds in the program's

early years.

Country Commitment, Capability, and Context. The Subharto government has
been unamb%guously commi tted to fertiTity reduction as an integral part of
overall national family planning coordinating board, the BKKBN. Extra-
minicterial yet capitalizing on existing social and political systems, the
BKKBN has developed the administrative capability, as well as commitment, to
achieve measurable impacts. It has done so by providing services at the
village level and by tailoring its program to indigenous village organization,
leaders, and cultural values. Program achievements are especially remarkable
in view of the conditions usually assumed to militate against family planning
acceptance -- a national per capita ifncome of only $180 per year, an infant
mortality rate over 100 per 1,000 1ive births, 50 percent i1literacy among
adult women, and a wide diversity of Islamic and other intensely religious
and tradition-minded linguistic and ethnic groups.



A.1.D. Effectiveness. A.I.D. has been successful in helping Indonesia's
program to reduce population growth because it was able to provide necessary
resources at the right time; this has enabled the national program to meet
and create popular demand to reward and further build political commitment
at all levels. A.I.D.'s ability to be effective has derived from four
essential sets of conditions.

*AID/Washington provided consistent support but delegated authority to
the mission for virtually all program decisions. It always made readily
available sufficient grant funds, technical assistance, training, and
commodities to weet and even anticipate the needs of the program and
to permit flexibility in the field.

*The USAID Mission in Jakaria assigned high priority to population,
created an Office of Population reporting directly to the Mission Direc-
tor, and made it possible and attractive for key staff to remain in
Indonesia for three tours of duty. Strong goal rather than procedure
orientatior and effective internal delegation of authority by the
Mission lTeadership permitted the Office the flexibility and support
necessary for creative imiovation.

*The mission's population office has relied primarily on direct-hire staff
who have been individually selected for their population and Asian com-
petency and who have developed facility in the Indonesian language and
familiarity with the Indonesian context. The staff has evolved a stra-
tegy and mode of close collaboration with the Indonesians that permits
them to tailor A.1.D. resources to the specific needs of the program
and to direct them ¢o the greatest targets of opportunity.

*A mechanism, based nn local-cost programming and project implementation
Tetters, was developed by the mission population office t. move resources
quickly to provincial and rural activities where there is high probability
that the resources will be used effectively. The ability of the Office
to provide funding tor local initiatives within weeks (rather than months
or years) has been highly instrumental in stimulating local participation,
promoting innovation, and building political commitment. It is this
mechanism, together with the successful mangement-oriented data system
developed by the BKKBN and the A.I.D. Mission, that has permitted effec-
tive decentralization. If only one element were to be singled out as
most important in explainine the effectiveness of A.I1.D. support to this
parﬁicglar program, it would c:rtainly be the use of this funding
mechanism.

Lesson Learned. A.I.D. support to Indonesian family planning is regarded
as one of the U.S.'s most successful foreign assistance efforts. Many lessons
can be extracted and should bz transferable to programs elsewhere. Most
broadly they derive from putting basic development principles into practice.
In particular they concern the mechanism for fast, accurate funding. It is
the use of this procedure by a technically competent, culturally sensitive
goal-oriented staff that most distinguishes A.1.D. support to the program.
Legal and administrative provisions for the procedure are standard in the
A.1.D. system. The exact importance of certain host-country conditions to
the effective use of the mechanism remains to be determined. Its effective
use depends, however, upon having a resident staff and upon that staff beinr
given adequate support and authority to act.

2
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B. MAJOR FINDINGS

Sixteen major findings are presented below as sources of strength
and five as sources of concern.

1. Sources of Strength

a. Political Will

The Indonesian family planning program has been successful in large
part because it has had strong political support from a president and govern-
ment unambiguously commftted to fertility reduction as an fntegral part of
overall national economic development. AID assistance has helped the pro-
gram's personnel to sustain and even increase top-level political support by
providing political leaders with low-cost program successes. Essential to
AID's assistance has been a strong technical office in Washington combined
with flexible field operations.

Discussion

The Indonesfan government's commitment to fertility reduction as an
integral part of economic development reflects a set of dynamic conditions
that are the product primarily of internal sociopolitical developments
interacting with worldwide forces. The specific form and content of the
political commitment are purely Indonesian. There is Tittle the United States
did or could have done to bring about this initial set of condaitions. Never-
theless, the character of AID assistance helped the Indonesian family
planning personnel to sustain and even increase the political support of
their national leaders.

rapidly to users and to focus attention on program outcomes rather than on
recognition for AID assistance. These conditions enabled the Indonesian
Program to request presidential suppert in the form of public statements
and to follow these with activities supported quickly and unobtrusively

by AID funds without simultaneously demanding additional rosources from the
president. The net results were program successes that were of low cost to
national leaders.

b. Population as Priority

AID's mission directors in Indonesia have taken seriously the Con-
gressional mandate to give priority to population. The creation of an
independent office of population reporting directly to the mission director
has made it possible to attract and retain high-quality staff; the organi-

Sy
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zational status of the office has been a major determinant of high staff
morale and of the staff's ability to successfully support this high-
priority program.

Discussion

The high priority accorded to population by the USAID mission in
Indonesia was reflected by establishing a separate office for population
with the chief of the population office reporting directly to the mission
director. This translated the idea of high priority into effective orga-
nizational action in at least three ways. First, the chief was placed in
a position equal to other kay administrators. He thus had effective bargain-
ing power with financial and legal units, whose natural tendency is to be
concerned with administratiye procedures rather than program outcomes.
Second, population was not submerged under another organizational layer,
whose chief would be concerned with a wide variety of different projects
and who might have 1ittle technical knowledge of or interest in population.
Finally, placing populaticn in a separate office gave it access to higher
level decision-makers on the Indonesian side. This also gave AID
greater credibility in urging Indonesian bureaucratic and political
leaders to accord higher priority to population.

¢c. Goal Orientation

Major AID and BKKBN decision-makers iesponsible for the program have
been intently goal- and outcome-oriented end consistently emphasize
that this firm commitment to goals demands flexibility in approaches.
Activities are evaluated on the basis of the specific goal of
fertility reduction, which is estimated directly or through careful
use of surrogate measures.

Discussion

Program managers have clear goals and periodically assess targets
for meeting these goals. They frequently admit uncertainty as to
what will ultimately be the best means of achieving the goal and
accordingly actively experiment with alternative strategies. This is
referred to by the USAID population staff as “guided incrementalism."

AID and host-country procedures are respected but not permitted
to become ends in themselves. It is recognized that legally binding
contracts are necessary for moving resources but that they by no means
assure or even promote cost-effective goal attainment. Responsibility
1s consciously delegated in order to establish performance- and goal-
orientation in others. So strong is this goal orientation that both



American and Indonesian personnel alike frequently refer to the program
as propelled by a specfal force.

It is true that population activities lend themselves to quantified
measures of outcome, but these are by no means a prominent feature in
the day-to-day management of most programs. Examples abound of programs
where delays and inaccuracies in data reporting render any cybernetic
application virtually impossible. Nor is it unusual for program m.na-
gers to become distracted by process measures of secondary importance,
such as the number of parsonnel trained or the number of clinics opened.
Competing value systems may also reduce the emphasis given to a specific
outcome and considerations such as loyalty or status can become dis-
tracting factors in a program's management.

In contrast, a BKKBN deputy chairman terms his program's predomi-
nant philosophy as management by objective, an orientation censistently
apparent in a variety of program contexts. The timeliness and complete-
ness of the data system, for example, is the result not only of a
practical design but also of a program-wide, ongoing goal of maintaining
an effective system. These data are regarded as cssential for outcome-
oriented management; budgets, supervision, public recognition, and
training all appear to be linked primarily to performance, as expressed
in contraceptive use, rather than to friendship, political influence,
or any other arbitrary formula.

Certainly, a pervasive political conmitment to reducing Indonesia's
population growth has also been essential to the present management
style. The USAID mission has also played an important role in fostering
a program orientation explicitly directed toward measurable outcomes.
The very expression "management by objective" is evidence of the impact
of the mission-funded long-term U.S. participant training. The data
system itself was to a large degree a mission initiative. Similarly,
the mission population staff has used its local cost programming
mechanism to direct resources to provincial programs largely on the
basis of performance. This emphasis on performance has apparently also
influenced the manner in which domestic BKKBN funds are budgeted,
suggesting that the present management pattern will be sustained
beyond the period of large-scale AID assistance.

d. Grants vs. Loans

The fact that most of AID support has been provided through grants"
promoted success in two ways. First, it permitted activity that the
Indonesian government might otherwise have considered unaffordable,
and, second, it provided critical speed and flexibility that could not
have been achieved through loans alone.



Discussion

For the first ten years of U.S. support to Indonesian family
planning, assistance was primarily {in the form of grants. Obligations
through 1978 totalled $57,879,000 of whick 75 percent was grant and
only 25 percent loans signed in 1977 and 1978.

It is highly unlikely that the Indonesian government would have
been willing to borrow money for family planning at the inception of
the program especially under the extreme economic pressures the
government faced at the time. Grant support permitted the government
to develop a major family planning program at 1ittle cost to its
other programs. Grant support hes also provided greater flexibility.
Loan negotiation is always a more time-consuming process involving
the national planning agency, and agreements typically carry rigid
specifications for use of funds. Indonesian family planning officers
have often expressed frustration over the delays, complexity, and
inflexibility they have experienced with other donors' loan arrange-
ments. The availability of grant monies, accompanied by the delega-
tion of virtually all program decisions from Washington to the field,
permitted the mission to respond promptly and appropriately to local
developments.

e. Fast, Flexible Funding

The mission's population staff has developed an extremely impor-
tant process, using local cost programming, to move money rapidly --
in weeks rather than months -- to provincial staff. The procecs
necessarily draws mission staff into close collaboration with Indo-
nesians 1n developing socially sound and cost-effective projects.
Although labor intensive, the process is highly rewarding and permits
AID staff to respond to the government of Indonesia with confidence.
This 1s perhaps the most innovative and the single most important
element in the support AID has given to the Indonesian program.

Discussion

Using local cost programming, the USAID population staff has
developed a labor intensive procedure in which it works closely with
Indonesian officials to develop sound project proposals for USAID -
funding. Once proposals are developed, the procedure provides for
the movement of money to the provinces that is, by normal bureaucratic
standards, unbelievably fast. The procedure relies upon grant funding
and the extensive delegation of authority from AID/Washington to the
mission and within the mission to the population staff.

The value of this process cannot be overestimated. It provides
for intensive interaction with BKKBN officials, in headquarters and
provinces, through which AID sta®f gain a clear understanding of the
needs of the progran. This permits them to selectively support its
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strongest parts. It permits funding to be highly flexible, adjusting
activities to the specific field needs, and it fosters a high degree
of local initiative. Although the majority of projects funded through
this process are based on a standard model of community-based contra-
ceptive distribution, a wide varipty of small-scale experimental
approaches has also been funded. Many of these innavative projects
have proved unworkable. The willingness of the mission to support
unconventional projects with a significant risk of faflure has been
essential in the rapid evolution of the overall program.

If there were only one lesson to be learned from AID support to
the program, it would certainly concern the utility of the labor-
intensive, fast, flexible funding p-acess the mission has developed.

f. Flexibility, Decentra]ization. and Local Pgrticipation
The fast, flexible funding procedure developed by the mission

reflects its own decentralized nature and in turn supports the effective

decentralization of the BKKBN program. This lodges both authority to
act and credit for performance in the provincial offices. The double

Discussion

Most development programs attempt to stimulate local initiative
and participation but faii because they cannot respond quickly and
appropriately to the needs and ideas of local leaders. The Indonesian
family planning program and AID's fast, flexible support to it have
been unusually effective in eliciting initiative and participation «f
provincial and the village leaders. BKKBN effectively delegates
authority for program management to provincial staff, administrators,
religious, and other local leaders. The extensive field travel of
USAID population staff together with Indonesians and the staff's
ability to commit funds and then move them quickly to the provinces
are key ingredients in generating local initiative. This gives local
leaders the confidence that their ideas can be quickly translated
into action and being able to see quick results encourages local
leaders to be more active. This has apparently also helped many of
them to resist the lures of the capital and to remain instead in the -
provinces where their talents are so needed.

9. Selection Training and Tenure of Personne]

The mjssion and AlD/Washington's regiornal and technical bureaus
have exerted important influence on staffin the mission's population



office and the tenure of its staff members has been unusually long
compared to AID norms., This has produced a highly competent team and
permitted development of the collaborative AID-indonesian relationship
that has been an essential element in the program's success.

Discussion

It is said that AID has been effective because the USAID population
office "has had good people." "Rood people" are not just circumstance.
The population staff have al} been hand-picked for their population
and Indonesian or other Asian background and have subsequently been
given critical support by a mission management.

The mission, the Asia Bureau, and AID/Washington's Office of
Population have all been able to play an active role in the appointment
of personnel to the USAID population office. On several important
occasions this involved overriding decisions made by AID's personnel
system and others whose primary concern was not population assistance.
The resultant staff has commanded complimentary skills in public health,
management and logistics, and social science. Nearly all staff have
been direct hire rather than external contractors. Once appointed,
all staff have been given Indonesian language training, as have been
their spouses. Facility in Indonesian has been indispensable to
functioning effectively in Indonesian society and, in particular, to
the collaborative program development which is premised on much field
involvement and verbal negotiation. The mission management has then
helped its key staff to remain with the office for three terms of
duty (i.e., six to seven years). This has fostered a cooperative
working style, which constitutes the basis of what is widely recognized
as the office's successful relationship with the Indonesians. On
numerous occasions the team was able to observe how Tong-term personal
relationships between the population staff and their Indonesian counter-
parts clearly facilitated program development.

No evidence was found to suggest that long-term residence in
any way impairs the staff's ability to further U.S. and AID interests.
On the contrary, the effective performance of this staff strongly
indicates the advisability of AID's assignments precepts being
modified to favor three tours of duty when the mission so recommends.

h. Mission Director Support N

The active and genuinely outcome-oriented support of the mission
director enabled the Popuiation Office to place U.S. money vhere it
could do the most good. The mission director's support has been
essential for the decentralization and flexibility that made it
possible to adopt the program to local conditions.



Discussion

The ability of the U.S. to assist the Indonesian population program
would be severely compromised in the absence of a highly supportive mis-
sion director. According to the population staff, this means a mission
atrector to whom they have direct access, who is willing to delegate
responsibility to them and then trust it with that responsibility, who
1s goal- rather than procedure-oriented, and who is willing to get 1nvolved
in and give time to the program.

i. Program Collaboration and Initiat{ive

The degree to which fnitiative is lodged 1n the mission, the central
BKKBN office, and local BKKBN offices varies widely, indicating a genuinely
collaborative working relationship between the mission staff and their
Tocal counterparts.

Discussion

New program initiatives are developed collaboratively and originate,
alternatively, in the provinces, at BKKBN headquarters, or with AID. The
program's data and logistics system is a major program element based
primarily on USAID initiative. The important "village family planning"
Program was originally proposed by a provincial BKK8N office and was then
effectively supported by the mission in the face of initial opposition
at thz BKKBN central level. In many cases, mission support for work-
shops and training was largely a response to provincial- or central-
level proposals, as was “rue also for the addition of nutrition and
health services to the family planning infrastructure.

The Tocal cost funding mechanism, while stimulating local initiative,
does not automatically fund all fnitiatives. Some proposals are funded
in their original form, but in many cases the populatfon office staff
negotiates extensive modifications as a prerequisite to funding. Finally,
where the staff regards a proposal as unacceptable, even with modifications,
it refuses to provide support. Further, the team [ound no instance in which
a proposal rejected by the mission was subsequently supported with Indones{an
funds. Although the Process leading up to a formal proposal 1s based largely
on verbal exchanges and is not documented in detail, nevertheless there is
a consensus among the population staff that the overall acceptability of
provincially initjated Proposals has steadily increased. This suggests a
subtle but important institutionalizing influence of AID on the Indonesian
program.

J. Program vs. Project Orientation

The mission population staff is committed to the overall success
of the national program and to tailoring AID assistance to meet its



U.S. training have been used to reward BKKBN staff for good performance
while building the technical capacity the program needs for self-
sufficiency. U.S. training, especially advanced degree programs, has
been especially effective. Virtually all trainees have returned to
Indoresia and now hold key positions in the BKKBN and other governmental
agencies and academic institutions that support the population program.

Discussion

The mission's population office provides approximately $600,000
annually for short- and long-term population training for Indonesiens.
Both 1in-country and U.S. training are used for internal staff develop-
ment, which provides additional incentives to work well. High quality
individual performance can lead to advanced training, which helps
individuals to advance in their own careers. Existence of these
opportunities helps the program to recruit and retain high-quality
personnel and to draw out their full talents. U.S. training, especially
for advanced degrees, has been particularly beneficial. The mission
reports no loss of overseas trainees to developed countries. On the
contrary, approximately 50 individuals who have received advanced U.S.

academic institutions that support the populatior program. Training
has constituted less than 5 percent of the population office's overall
budget, yet it has provided much of the high-quality manpower needcd
for a self-sufficient program. On these grounds, the training is
highly cost-beneficial.

return. The Indonesian program would certainly not be where it is
today without this training.

n. Integration of Health and Family Planning

Given the Indonesian context, any attempts AID might have made
(but did not) to impose a rigid, preconceived formula for integration
of health and family planning services would almost certainly have
been detrimental to the program. At best they would simply have
failed; at worst they would have obstructed the Indonesians in their,
own programming. Instead a new alternative for integration has been
developed -- the "piggybacking" onto the mature family planning
Program of health, nutrition, and even income-generating activities.

Discussion
Indonesia's achievements in fertility reduction could not have

been accomplished in so short a time had there been insistence on
a Washington-concefyed prescription for integration of family planning
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with health. In fact, at two imperiant junctures decisions were made
that have proven critical to program success but that might have been
precluded by a rigid formula for integration.

First was the decision to establish an autonomous national family
planning coordinating body (the BKKBN) outside and largely independent
of the Ministry of Health. While experience from many developing
nations indicates that cooperation and coordination with the health
ministry is essential for family planning effectiveness, clear evidence
also exists that health ministries are often among the weakest of any
country's ministries and they tend to be especially ineffective at
bridging the gap between the ministry's professionals and the country's
poor majority.

The BKKBN was fortunately estabiished outside the Indonesian
Ministry of Health, although 1t has worked very closely with that
ministry. It has in fact experienced integration.in process without
integration in structure. Some observers argue that the cooperation
has been achieved because of rather than in spite of the lack of
structural integration. In the provinces, family planning services
are delivered through the health system down to its lowest existing
levels, the sub-district health centers (puskismas) and the maternal
and child health clinics (BKIAs). At the national level, it is signi-
ficant that BKKBN's chairman since 1970, Dr. Siwardjono Surjaningrat,
was appointed by President Suharto in 1978 to simultaneously serve as
Indonesia's Minister of Health.

The second decision that defies a rigid integration formula was
the decision in 1976 to break out of the static puskismas and BKIA
clinics in order to bring family planning services and information to
the villages where approximately 60 to 70 percent of the Indonesian
population was not yet effectively serviced by the government health
system (and still is not).

USAID and BKKBN decision-makers, when deliberating
the optimal relationship between family
planning and health, have made certain important distinctions. These
are distinctions in function (services as opposed to planning, adminis-
tration, or data management), in timing (initial start-up as opposed to
later expansion or maintenance phases), and in level (urban, where
health facilities exist, as opposed to rural, where they are either
non-existent or relatively ineffectual).

A11 those with whom the question of integration was discussed
agreed that progress in curbing population growth would have been
possible but immensely slower and more difficult had family planning
responsibility been placed in the health ministry or had family
Planning services been restricted to an integrated health care
package. The key variable in permitting the vigorous forward movement
of a family planning program not formally integrated with health
appears to have President Suharto's -- and thus the Indonesian
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government's - active, unqualified, and unswerving commitment to -

reduction of population growth as a top national priority.

The U.S. Congress has mandated AID to work toward the goal of
reducing population growth. Toward this end 1t has put forth integra-
tion, not as a goal itself but only as a suggested means toward achjeve-
ment of the mandated goals. The Indonesfan family Planning experience
suggests that U.S. decision-makers would do well to remain similarly
goa}-oriented in their foreign assistance program development and
review.

0. Incentives and Voluntary Acceptance

The carefuyl handling of fncentives at all levels of the program
has been critical to 1ts success. Voluntary participation without
material incentives for acceptors has been a key feature of the
program. Symbolic and psychological fncentjives have proven more
effective instead for recruiting and maintaining acceptors and, more.
importantily, for maintaining high staff effectiveness. High staff
perfo;mance 1s also elicited through fmportant career development
rewards,

Discussion

Considerable attention is peid in AID/Washington to the ethics
and utility of incentives for acceptors in family planning. Relatively
Tittle attention has been paid to staff incentives for effective
programming or to creating non-material incentives for acceptors.

The Indonesian program provides performance incentives at all
Tevels from the president on down through the BKKBN anrd USAID mission
to informal groups 1in remote villages. These incentives are premised
on both cooperation and competitiveness -- Cooperation among members
of given units to out-perform other units at the same level. This is
evident as Indonesians 1in general have begun to talk about becoming

and provincial chairmen seek to out-rank each other in the BKKBN's
monthly performance reports. .

Staff incentives come in such forms as trips for outer-island
midwives to Bali for IUD-1insertion training. Similarly, high performing

local constituency. It is quite likely that this is one of the most
powerful incentives available in the administration, in part because
1ts rewards are so rare. Administrators in Indonesia as elsewhere

14
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commorrly grow accustomed to frustrations and delays that sap their
energy and initiative. When a program is able to deljver resources
rapidly, to help officials generate real activity in their locality,
and to help solve the problems they see daily, it provides rewards and
1ncen§;ves that are as certain and powerful as they are difficult to
quantify.

Direct material incentives for family planning acceptors have
been experimented with and found not effective. Some small community
reward systems have apparently been somewhat effective, but these
have been locally developed. While some villages are thus proud to
have received communal rewards for high performance -- such as sewing
machines or television sets -- incentive schemes designed outside the
Indonesian context (e.g., the IBRD's proposed community incentive
scheme) have made 1ittle headway.

It is the policy of both the Indonesian and the U.S. governments
that participation in family planning be voluntary. Nevertheless, the
sheer rapidity of the program's accompl ishments, together with certain
observations earlier or, have led to allegations that the program might
be achieving its successes through the use of coercion. For this reason
evidence of possible coercion was consistently pursued by the study
team. The team concludes that the Indonesian family planning program
success is based on voluntary acceptance. The Indonesian government
has neither the commitment nor the means to achieve widespread fertility
reduction through coercive measures.

P. Contraceptive Supply

Fully adequate supplies of oral contraceptives have nearly always
been available to the program, including early on before there appeared
to be demand. This was a critical precondition for and even stimulus
to the village family planning take-off. Abundant supply permitted
central managers to keep local distributors well-stocked with contra-
ceptives.

Discussion

-

An important part of the supply success has been the BKKBN logis-
tical system. This is an example of an important program element
Created with AID technical and financial assistance but now an inde-
pendent Indonesian program activity. Because of this system contraceptive
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shortages have been infrequent in Java and Bali. More importantly
the system appears capahble of keeping up with the rapid increase in
demand and extension_ of services now occurring in many parts of Indo-
nesia's outer islands.

The logistical system includes effective 1inkages between the
program's data system, warehousing, inventory systems and procurement
procedures. The logistical system is divided into two components,
however, one for consumables and one for equipment delivery.

In the outer-island province of South Sulawesi, for example,
there is considerable local interest in the IUD and there is also
staff trained for insertion; there are very few IUD insertion kits,
however, despite a backlog of these kits in Jakarta.

2. Sources of Concern

a. Organizational Memory

The mission's population office faces the imminent prospect of
an 80 percent reduction in its memory. Staff turnover implies a
reduction from over 7 years to less than 2 years in direct personal
experience with the Indonesian program. Despite extensive routine
documentation over the years, retrieving information about the past
decade of AID population assistance to Indonesia is difficult. A
system of brief annual reports might provide an organizational memory
that could transcend the personal memories of staff and thus be less
subject to the fluctuations that occur with turnover.

Discussion

The current chief of the population office is scheduled to leave
Indonesia this month, to be replaced by an officer with no previous
experience in the country. The two remaining regular population office
staff have 18 and 8 months' experience respectively in Indonesia.
Although extensive program files exist, retrieving specific information
from more than two years ago is a formidable task. In addition to the
official project documents, actual project activities have been recorded
in a large body of population office weekly reports, field trip reports,
and memoranda of conversations. Many if not most of these, however, have
been discarded or made functionally inaccessible by AID's policy of
removing documents older than five years. Moreover, there is virtually
no way to obtain from the files any descriptive sumary of the office's
experience in the Indonesian program. Little organizational memory
exists, memories are largely personal and thus subject to fluctuations
in depth and content with staff turnover. It is difficult to say how
detrimental this is, but a simple mechanism for developing such an
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organizational memory can b» suggested. Annual reports by each office,
which would provide summaries of major activities, probiems, plans,

and yearly expenditure levels, could provide the mission with substan-
tial organizational memory. If the reports are simple and brief they
need not be costly. They would induce officers to take stock of plans
and progress in a systematic, periodic fashion and provide new appointees
with a ready access tg some of the more important events in the history
of their office.

The Jakarta mission has made a laudable attempt to use AID's
evaluation system in a constructive manner and in creating a library
of useful documents and reports. The reports suggested above could
be one important part of this growing mission memory.

b. Urban Program Fajlure

Family ﬁlanning program services have not been effectively extended
to the country's urban areas, particularly Jakarta. Extending effective
services, especially to the urban poor, poses a serious problem for
BKKBN and for AID support.

Discussion

The considerable family planning success in Java and Bal{ has
occurred largely in rural areas. It has not yet been possible to
adapt the successful village family Planning strategy to the cities
and esprcially not to servicing the urban pocr. Unless effective means
are found to reach the urban populations there will ‘e a growing service
gap that will be costly in both human welfare and social tension. Much
of the service gap appears concentrated in Jakarta, whose five million
people constitute about 20 percent of Indonesia's entire urban popuia-
tion. Effective attention to the Jakarta problem could provide both a
p11g% for other urban programs and a substantial solution to the overall
problem.

€. Geographic Expansion to the Outer Islands

Family planning success has been largely confined to Java and
Bali where program activities have been concentrated until only recently,
The 50 million people in Indonesia's outer islands have a low level of

widely scattered and 1li-served by basic health and communication
infrastructures. Extending family planning services to the outer
islands constitutes a major, immediate challenge for the national
program and for AID assistance.
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Discussion

There has always been a deep division between Indonesia's Java-Bali
heartland and its outer island periphery. With only 7 percent of the
total land area, Java and Bali contain about S5 percent of the total
population, The consequent differences in population densities are
immense: 600 persons per square kilometer in Java and Balf and less
than 50 persons per square kilometer in the outer islands. The family
planning program has concentrated on Java and Bali until only recently
and its successes remain 1imited primarily to these two small islands
with large populations. Services have not yet been extended to all
the other islands, although this is a major feature of the program's
expansion plan.

The problems ahead are formidable, With Tess than 10 percent
contraceptive prevalence and with population growth at about 2.4 percent
per year there is much to be done in basic service provision. Outer
island prevalence rates are about the same as on Java when the program
began there, Nevertheless, with the other islands' Tow population
densities, widely scattered settlements, and poorly developed health
and transportation infrastructure, the monetary costs and organizatjonal
demands will be immense.

d. Expansion of Scope: Nutrition and Health

Family planning success in Java and Bali has led to an expanded
scope for the program, adding nutrition and health activities to the
family planning service delivery system. The rationale for this expan-
sion is sound but the expansion itself will pose serious problems.
Management, technical capacity, logistics, and the data system will
require sensitive adjustment to meet the needs of the new activities
without simultaneously weakening the family planning services.

Discussion

The success of village family planning in bringing effective
services to rural Java and Bali has led to an expansion of the pragram
scope. The plan 1s to add nutrition and health services to the delivery
network Lhrough which family planning reaches the rura] population. It
is argued that because this service network has shown capability for
reaching the isolated rural population it should thus be used to provide
a wider range of services. It 1s also hoped that the new services will
prevent personnel from becoming complacent through increasing routine
activity. Finally, it is argued that success in motivating families to
reduce fertility makes it incumbent upon the program to protect the
smaller number of children acceptor families now achieve.

These are ail well-taken arguments, but the expansion of scope
will pose major problems. Family planning workers must be trained in
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nutrition and health; new logistical problems will arise in the movement
of foodstuffs, medicines, and additional equipment; the data system must
be extended to include additional forms of information; and management
will be faced with new problems of integrating a larger number of
activities under one Structure. The BKKBN is aware of these problems
and 1s moving to address them through field experiments. However,
current plans for rapid extension to broader Coverage will constitute

a major challenge for both BKKBN and AID.

e. USAID-BKKBN Relations

Relations between BKKBN and the USAID mission have been very
fruitful to date. BKKBN's major reorganization, the current increase
of other foreign donor funding, and the very success of the program,
however, may pose problems for continuing collaboration.

Discussion

The successful AID support of Indonesian family planning has been
based upon highly collaborative relationships between USAID and BKKBN
personnel. Several new and pending conditions may challenge the
future of this relationship. The BKKBN has recently undergnne a
major reorganization and expansion of top-level professional staff

Both the IBRD and the UNFPA have greatly increased their financial
commitments to the Indonesian program. This promises expanded
resources to the program, yet it also greatly increases BKKBN adminis-
trative work. Even now BKKBN staff express frustration over the
complex, intricate, and different accounting demands of these two
major donors and the former is already experiencing difficulty in
disbursing its obligations to Indonesia. It is unclear how this will
affect BKKBN's need for USAID financial and technical assistance.

Finally, program success itself presents its own peculiar

problems., Tt brings both a flood of new participants secking asso~
ciation with success and a retreat of others who feel support is no
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INTRODUCTION

This report represents a review of the first year of operations
(OY 1, July 1977 to March 1978) of the Population Planning II
Project, the project under which the U,S. Agency for Inter----—
national Development provides financial support for the Philip-
pine Population Planning Program. Because the project sup-
ports the major areas of program activity, this evaluation
unaveidably touches upon broad issues of population policy and
overall program effectiveness,

Also, because the program activity which was initiated during
OY 1 continues into the present, this evaluation has relevance
for decisions today and in the immediate future. We make
thic point because this evaluation report is being issued at a
tinie when the Government of the Philippines (GOP) is wrestling
with difficult questions of far-reaching significance for the
population program--questions pertaining to levels of financial
support and future directions, including program organization
and structure. These issues were raised during the course of
the current review of the Philippine Population Program per
instructions by the President of the Philippines., We believe
that the findings and recommendations contained in this report
have considerable relevance for the decisions the¢ Government
must make i the future. It is for this reason that the report
may from time tp time appear to reach beyond the narrow

confines of PP 1I,

This evaluation was carried out by a team of 18 people repre-
senting the Comumission on Population (POPCOM), the National
Economic and Development Authority (NEDA) and USAID Manila
and AID/Washington; their names are listed in Annex A, The team
was divided into four field teams wl.ch visited and prepared
reports* on the following areas: Northern Philippines (Regions
I, III, and 1V); Central Philippines (Regions V, VII and VIII);

#*The reports follow the outline provided in the 'Evaluation

Guidelines'. See Anuex B.
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Southern Philippines (Regions IX, X and XI); and Manila
(central agencies and Metro Manila Outreach). The reports
of the four teams are attached to this opening summary and
represent the principal '"data' upon which our findings and

' recommendations are based.®* The report was reviewed in
its present form by the entire team of 18 and is being pre-
sented to the three participating agencies for review and
consideration.

Each field team spent two weeks in its assigned region. The
teams then convened in Manila where a week was spent pre-
paring and reviewing the individual reports. A fourth and
final week was spent reviewing and consolidating the four
reports into this final report. The reader will note that the
final recommendations may occasionally exclude or contradict
an individual recommendationr in a field team report. Thig
reflects the fact that perfect consensus is not possible in such
a complex undertaking and that some recommendations were
too operationally specific to be included in thig summary.
Nonetheless, we are extremely pleased to note the high degree
of consistency between the field reports which gives us confi-
dence that this final report is accurate in its findings and
regponsible in its recommendations. )

1I. FINDINGS AND RECOMMENDATIONS

l. Program Support and Local Government Accountability

All four field teams found fairly high levels of political
support for the population planning program. There are
strong additional indications of positive efforts by local
governments to assume an increasing share of program

*Also attached as Annex C is a checklist of OY 1 accomplish-
ments. Annex D is a memorandum from the POPCOM Executive
Director to Regional Population Officers outlining their responsibili-
ties in assisting the field teams.



costs.** Teams which travelled outside Manila found a
particularly gratifying response on the part of local go-
vernment officials (provincial governors and city mayors).
However, there were indications that these same officials
do not regard themselves as being responsible for prog-
ram performance in their areas. Several implied that
because they could not afford to assume the full cost of
outreach operations, they should not be held accountable
for program performance., The evaluation team believes
quite strongly that these officials must be made to feel
accountable for program performance in their areas if the
Outreach Project is to work with maximum effectiveness.

We understand those local officials who argue that they
should not be held accountable where they do not have
control of the resources through which performance is
achieved. Therefore, we urge that steps be taken to
assure that the resources are available for local officials
to acquire control consistent with the responaibility we
feel they should assume for program efféctiveness. Hence,
to the extent the local governments are unable to provide
the resources required to support 100 percent of local
costs over the time period stipulated in :the original
project plans, the National Government should be prepared
to make such funds available on grant-in-aid basis. The
population effort is so important, that to the extent neces-
sary, the National Government should be willing to divert
resources from less essential areas of activity to assure
that the population program is adequately funded. Having
done so, the National Government, at the highest level,
should make clear to local government officials that they
will be held accountable for the quality and the impact of
the programs in their areas, POPCOM, through its
Board of Commissioners, should present a plan for pro-
gram monitorship which produces information that can be
available to political leadership and that can be used to

*%See Annex F which provides a detailed breakdown of local
and national government contributions and a linear projection to

1980.



alert local leaders and administrators to the fact that
considerable interest exists at the highest level in local
populatio | program implementation.

The evaluation tzam believes it is extremely important for
the Government to assume as large as possible a propor-
tion of cost of the population planning program by 1981-82,
However, we believe that AID and other donors should be
prepared to provide support for specific areas of program
activity should there be clear evidence of the Government's
inability to shoulder the full financial burden of the program.

Recommendation:

It is recommended that the POPCOM Board of Commia-
gioners should continue to comimunicate to the highest
political level the need for sustained pclitical and financial
support for the population program., Furthermore, it is
recommended that local political officials should be held
responsible and ultimately accountable for program per-
formance,

2. Future of Outreach Program

Findings:

As will be noted in their report, the Manila-based evalua-
tion team reports a fairly widespread view among central
policy-makers that the Outreach Project, as presently
designed, may not be financially viable in the long run.
Due to financial and budgetary constraints, local govern-
ments will find it difficult to assume an increasingly larger
share of program costs., Members of the POPCOM Board
interviewed by the team reported that of the three options*

*See preliminary printed copy, "Report of the Special Committee
to Review the Philippine Population Program", (Manila, June 1978),

pp- 139-140.
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outlined in the Special Review Committee's report, the first
one--continuation of the program as planncd--uo longer
appears feasible, Therefore, they said, the Board is con-
sidering whether to recommend retrenchment or integra-
tion with other barangay-based social service activities--
or some combination of the two. The evaluation team feels
that '"financial viability" is dependent upon more fundamen-
tal resource allocation choices, If the program is import-
ant enough, it can be afforded at the expense of other,
less important activities. Since few development expend-
itures can be reparded to have as high an economic rate
of return as an effective population program, we suggest
the Board thoroughly review data on program impact and
effectiveness before a decision concerning the future of
Outreach is made. The evaluation upon which this report
is based suggests that the program, despite some weak-
uesses, is being quite effectively implemented., Outputs
are being achieved more or less on gchedule and it is too
early to know whether or not purpose is being achieved--
i.e., whether or not contraceptive use prevalence is
increasing and the birthrate declining.

Data on acceptor rates that are presented in the team
reports below are encouraging but based on too few cases
to be representative. Also, they are based on data from
a Management Information System which is of questicvable
reliability. (See finding and discussion No. 5 below.;
Within the next four months, however, preliminaiy data
will become available from the nationally representative
Community QOutreach Survey and the Philippines portion of
the World Fertility Survey. These data will yield reliable
estimates of current contraceptive use prevalence ana
crude birthrates which can be compared with data from
the 1977 Area Fertility Survey in order to get accurate
information on overall Qutrea.l. program effectiveness at
the halfway point in implemenation.

Recommendations:

Considering that a systematic assessment of program
effectiveness in terms of contraceptive use, and perhaps
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demographic impact, has not been completed, it is recom-

mended that the design and field implementation of the

Outreach program should not now be substantively changed.,

Institutional Coordination

There is a consensus among fieldworkers, implementors,
managers, and policymakers that there has been inadequate
coordination at all levels of operations in the initial stage
of program implementation due to the rushed pace of pro-
ject development and initial operations, This lack of co-
ordination resulted in poor program linkages at the FTOW
and clinic levels where major problems were reported.
This has considerably hampered the smooth delivery of

services,

In spite of the problems in coordinatinn, there is a strong
sentiment among the people interviewed, especially POPCOM
staff members, that POPCOM should largely remain a co-
ordinating body. One major advantage cited is that
POPCOM is able to draw upon resources of the participa-
ting agencies to assist in the implementation o a program
which is to be integrated into the local governne nt struc-

ture,

It is generally acknowledged that coordination can occur at
different levels, but most peuple interviewed were quick to
add that it is at the regional level that institutionalization
of the coordination process 1s greatly required.

The Regional Population Offices (RPOs) find it difficult

to coordinate program implementation due to the different
thrusts and objectives of participating agencies at their
level. To answer this problem, the RPOs implement vary-
ing strategies ranging from a relatively personalized .
approach, as in Region IX, to a more formal institution-
alized approach as embodied in the organization of function-
al Regional Population Committees (RCPs), composed of
participating agencies in the region, which meet monthly

S \ -
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to discuss policy, program direction, and integration.
Problems related to operations are discussed in this forum
with the goal of paving the way for smoother implementa-
tion of program activities.

From the PPO/CPO down to the FTOW level, integration

" and coordination takes place in a personalized manner. - -

It was further suggested that the Regional Population
Offices should be given some sort of leverage, such as
funding, in working with participating agencies in the
region, This is deemed necessary to strengthen the co-
ordinating function of POPCOM and to improve the working
relationship with the agencies directly involved in service

delivery,

Recommendation :

POPCOM should initiate/continue institionalization of the

coordination process with participating agencies.

Planning and Implementation Strategy

The general opinion of the RPOs visited as that the plan-
ning and implementation processes between POPCOM/Central
and the RPOs needed to be strengthened for more realistic
planning and tavget setting. Clearer policy guidance and
improved lines of authority and communication seem to be
the most unportant areas of concern of the regional staffs.

POPCOM is ore of the leaders among government agencies
in decentralizing operations, yet several problems still
exist which are slowing down the development of a more
effective planning and imglen:. ntatioan strategy. These
include inadequate financing, lack of consensus concerning
the Outreach prograrn by members of the POPCOM Boa+1,
pressures and demands from external donor agencies and
other GOP agencies. Each problem is serious enough by

itself to hamper increased effectiveness and taken as a
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. whole they have caused a certain confusion among regional
and local structures. Solutions to these problems should
be found as quickly as possible to give increased impetus
to the Philippine Family Planning Program, -

It is the opinion of the evaluation teams that POPCOM
should strengthen and fully implement its present planning
and implementation strategies. These include having
POPCOM/Central set the broad family planning program
directions. These are based upon inputs made by the
RPOs from information gathered from the local structures
and other regional sources such as the Regional Develop-
ment Councils, the Regional Population Committees, and
regional research studies. The regional inputs are coupled
with GOP national policy declarations, national research,
and other nationzl and international inputs and developed
into a national program strategy. The RPOs are then
given the responsibility to plan their programs and set their
targets based upon regional needs.

Both POPCOM/Central and the RPOs feel that ""top down''
planning would place unrealistic demands on the program
and would force target-setting and program implementation
that would not meet the needs of the Philippine Family
Planning Program in general and, more important, the
objectives and targets of the individual regions,

Recommendation:

Strengthening of the 'bottom up' planning concept is recom-
mended to effect a more realistic planning and target-
setting process. This includes clarification of lines of
authority and areas of responsibility between POPCOM/
Central and the Regional Population Offices (RPOs)., It
also involves the strengthening of the planning capabilities
at both levels,

-3
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Program Impact and Management Information System (MIS)

All four field team reports note the questionable quality of
the MIS. There were cases where apparent double counting
of acceptors was noted and also cases where apparently
there was confusion of program employees about how the
MIS should operate., In one instance a City Population
Officer was unable to properly fill out the basic form that
is used for aggregating national data (the OP-6).% Our
basic findings are six:

a) Program employees from the Regional Population
Officer/City Population Officer level down to the
Barangay Supply Point Officer {BSPO) need basic
training in operating the MIS.

b) This training should include not only "how to' inform-
ation, but also the ''why'' explanations,

c) Outreach and MOH officials at the provincial and national
levels need to acquire a better understanding of the
meshing of the Clinic Information System and Outrzach
Information System in order to prevent double-counting
of current users.

d) An internal system of checks and audit needs to be
instituted in order to assure MIS accuracy.

e) MIS data needs to be fed back more quickly than the
three month average turnaround cited in the field reports.

f) Management level Outreach and clinic employees need
training in both the management and evaluative uses of

the MIS.,

*See Northern Philippines tearn report.
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Overall, the evaluation team urges POPCOM to give sedous
attention to establishing the integiity of the MIS so that it
can be effectively used both to monitor program perform-
ance and to identify specific areas in need of short-term
attention, Feedback to the fleld of accurate program data
is an important part of insuring the integrity of the entire

program,

Recommendatisn;

POPCOM should take immediate steps to imosrove implement-
ation of the system of reporting and the flow of information

regarding Outreach program and clinic impact and effective-

ness., Both the timeliness and the accuracy of the Manage-

ment Information System need to be improved,

Qutreach Salaries and Travel Allowancags

Findings:

In all structures visited, delays in payment of salaries and
travel were reported during the first two quarters of OY 1.
The delays were minimized, however, during the third
quarter (equivalent to the first quarter of calendar year 1978)
because local govem ment support was mrade available,

Local government auditing regulations caused problems re-
garding releases of travel allowances, The reimbursement
scheme for travel allowances has caused serious delays in
the release of travel money. Consequently, the mobility of
structure personnel has been negatively affected. In spite
of these difficulti=s, the structure personnel, in most cases,
continued to perform their responsibilities.

Information gathered from field visits indicates that field
allowances for OY 1 were inadequate. In the provinces
visited it is estimated that the FTOWs need from PFl50 to
P200 per month to cover all expenses related to fieldwork, ~
In areas where there is regular transportation, the Pl15
allowance is enough to cover purely travel expenses but does
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not mcet the other expenses incurred such as meals and
lodging, In areas where there is irregular transportation
the P115 allowance is not enough to meet even travel
expenses,

It is suggested that standard procedures be discussed
and agreed upon among POPCOM, local governments, the
Department of Finance, and the Commission cn Audit to
allow for the smooth disbursement of salaries and field

expenses,

Recommendation

To avoid recurrence of delays in salaries and travel, it
is recommended that standard operating procedures be
established for releases of travel funds., The level of
travel allowances should be carefully reviewed with a view
toward establishing a more equitable systen. of travel

support,

Operational Year 3 Program Funding

F indings:

The financial plan in the Project Agreement, specifically
the Fixed Amount Reimbursement (FAR) system, remains
a matter of contention. POPCOM has felt the need of
working capital'to initiate activities which were delayed
in OY 1 because of initial problems regarding the work-
ability of the disbursement scheme. :

The problem was felt at the field level where there were
delays in the release of funds for payment of salaries and
travel allowances. These dclays ranged from two to ten
weeks. Some Outreach personnel had to resort to borrow-
ing money. During the third quarter of OY 1 the delays
were not so great becauee iocal government support began
to be made available,
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Recommendation @

To 'avoid future short-term problems of liquidity, it is

recommended that POPCOM and USAID should carefully
review OY 3 funding requirements and develop a plan to
avoid short-term funding short-falls,

FTOW Training

Findings:

During their basic 21-day initial training, the FTOWs!'
general expectations had been that they would spend more
time working in community development than in family
planning. In reality, most FTOWs spend more time work-
ing in family planning. Because of this, additional training
in contraceptive techniques, human sexuality, and family
planning program management is needed by the FTOWs

for meeting their job den.ands.

During the initial stages of the Outreach program when the
training modules for the basic FTOW training were being
developed, it was generally assumed the FTOWs would need
community organization skills to help facilitate the accept-
ance of family planning. Only 25 percent of the training
sessions were devoted to family planning skills. This
apparently was a carryover from the forerunner of the
Outreach Project, the TIDA (Total Integrated Development
Approach) Program. Almost immediately it proved to be

a misconception,

Almost every FTOW intervic.wed by the field teams indica-
ted that he or she needed additional training in family plan-
ning skills, The vast nm jority of their time (75 to 95
percent) is spent directly in dealing with family planning or
family planning related activities., Because of the lack of _
training in family planning technology, the FTOWs feel
restricted in implementing the Outreach program. They do
not fully understand the advantages and disadvantages of the
various contraceptive methods and thus cannot pass on to

o
:‘~
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perspective acceptors the proper advice, An example of
this is the dispensing of pills, The FTOWs cannot yet
adequately explain the effects of pill usage on a woman's
body and consequently, many users drop out with real or
imagined side effects. - A

Some efforts have already been made to correct this situa-
tion. Most RPOs have or are now conducting basic pill-
dispensing courses for the FTOWs. On the nafional level,
11 Family Planning modules were developed and pre-tested.
These modules, however, have yet to be approved by the
POPCOM Board and cannot be implem.ented nationwide

until Board approval is received. These efforts are laud-
able but need to be expanded in order to increase the
FTOWs' competence and confidence.

Management training is also needed. The RPOs are be-
ginning to decentralize the planning and implementation
processes by giving the local structures the responsibili-
tics of planning and implementing their individual programs.
The FTOW, being the closest to the target group, has to
understand basic program planning and implementation in
order to manage the program in his or her area of res-
ponsibility,

Recommendation:

Additional training for Full-Time Cutreach Workers
(FTOWs), particularly in family planning and management
skills, is needed to better equip them in fulfilling their
roles as family planning program implementors,

Side-Effects

Findings:

Information received from all levels indicated numerous
types of problems regarding contraceptives. Problems
regarding pills were the most numerous, followed by IUDs,
and then sterilization. The re were also some complaints
about condoms.
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Side -effects that women reported experiencing or fearing
from pills are expressed in terms of physical discomfort
such as dizziness and nausea as well as amnesia, sterility,
and premature senility, The genuine side-effects are elabo-

ted upon through an active, informal communications network _

that gives rise to and spreads rumwours in the attempt to under-
stand this recently introduced innovation, There are also
complaints because the brands of AID-provided pills originally
accepted by the clients are no longer available to them. Many
such clients have dropped out the program or switched to a
less effective method because of the real or perceived side-
effects of Norinyl. Availability of Norinyl in two dosage levels
does not solve the problem.

The Outreach personnel do not yet appear to have enough
understanding of actual pill-induced changes and, therefore,
are not yet able to provide adequate information to clients
regarding their use., Even the primary-level health person-
nel (especially midwives) of the rural health units do not
appear to fully understand pill-induced physiological changes
or to be adequately informing clients regarding their use.

Likewise regarding IUDs, there is not yet sufficient informa-
tion provided to clients regarding potential complications.
Occasionally, improper-sized IUDs are inserted and many
clients are not informed of the importance of follow-up.
Consequently, many women who do experience discomfort
preseat themselves at clinics to have the IUD removed.

Regarding sterilization, some vasectomy failures have been
documented. These and the male worry that sterilization
will inhibit sexual performance impede greater acceptance
of this method. Problems reported concerning tubal ligation
derive from pain experienced by some women upon whom

the procedure has been performed under local anaesthetic.

Project personnel are aware of the problems caused by the
rumors and are taking steps to counter them within their
limited means. Full-Time Outreach Workers use barangay
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assemblies and, to the extent possible, trace back the source
of the rumor and undertake face-to-face communication. In
Region IX, a booklet entitled '"Family Planning Methods:
Rumors and Misconceptions' was locally produced and dis-
tributed through the Outreach structure. It is the opinion

of the review team members that basic IEC campaigns and
materials should be developed to counteract the rumors and
misconceptions. Additional funding to initiate or improve
IEC programs at the regicnal level should be provided.

Recommendation:

Immediate and serious attention be given to the problems
of contraceptive method side-effects, This should include
improved training of Outreach workers in dealing with
side-effects and rumors about them and the formulation of
IEC materials and campaigns that focus on the facts about
different contraceptive methods used in the program. .

Information/Education/Communication (IEC)

Findings:

POPCOM Central Office assistance to the field is both
financial and material, Material support is in the form

of films, centrally-produced print materials, and equip-
ment. All the regions visited expressed the need for
increased general support from the Central Office such

as equipment, films, technical staff assistance, and con-
sultants as well as specific financial support for production
of easily-comprehended materials in the local dialects.

While IEC capabilities vary from region to region, inadequate
funding is seriously hampering IEC activities of regions in
planning, deveioping, producing, and distributing materials
to support program needs. Among the regions visited, oaly
three are considered not in a position to develop and produce
their own IEC materials.

O
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Participating agencies involved in both the preparation and
dissemination of IEC materials have been reported to be
generally supportive of the IEC activities of regional offices,
For example, major IEC agencies such as the Ministry of
Public Information, Ministry of Education and Culture, and
the National Media Production Center in coordination with
the RPOs, have been conducting seminars and programs
integrating family planning messages.

Recommendation:

IEC capabilities at both Central and regional population office
levels should be strengthened and additional funding should be
provided at the local level for personnel and materials,

Incentives for the Barangay Supply Point Officer

Findings:

In the various reviews and evaluations of the Qutreach Pro-
ject that have been conducted in the past several months,
the problem of maintaining the interest of the BSPOs has
been raised. Since the BSPOs are the key in the whole
Outreach service delivery scheme and are expected to work
on a voluntary basis, this concern is very real, The ques-
tion is whether or not it is possible, to maintain a highly
motivated group df workers over a long period of time with-
out incurring unsupportably high expenses.

All four field teams recommended that some kind of incentive
may be necessary if the Outreach Project is to continue to
rely on the BSPOs as the major service delivery point.
Several people interviewed by the Manila-based team suggest-
ed it would be necessary to provide monetary incentives.

All four field teams report that some sort of non-monetary
incentives is needed. People interviewed in the field stated
that monetary incentives would be too costly and would place
an unaffordable financial burden on the national and local
governments. One team also reported that providing mone-
tary incentives could be counterproductive because it would

”\\
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undermine the spirit of volunteerism and ''service to the
nation'',

Some of the local structures have already developed certain
incentives., These include providing the BSPO with a sign-
hoard identifying the BSP, presentation of recognition
awards and certficates by local officials, presentation of
storage boxes which are brightly decorated with family
planning slogans, and the distribution of T-shirts with

family planning slogans.

Since the program is now n=2aring the end of its second

year and many individuals are participating as BSPOs, it

is important that a committee or task force be organized

to carefully study the question of BSPO incentives and

make recommendations on types of incentives that are

within the financial capabilities of the local and national
governments but which retain the basic spirit of volunteerism,
Operations research finds should be considered for this

purpose.

Recommendations:

A high level task force or committee made up of members
from local structures, RPOs, and POPCOM Central,

should be organized to study the question of incentives for
Barangay Supply Point Officers (BSPOs) and to make recom-
mendations on what forms these incentives, if deemed
necessary, should take.

BSPO Training

Findings:

Except in a few places where formal BSPO training has

been conducted by local structures, there has been no
organized POPCOM effort--mainly due to the lack of funding--
to formally train the Barangay Supply Point Officers in the
necessary family planning skills and management techniques.
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It was observed by the field evaluation teams that the
quality of record-keeping is generally higher and the level
of motivation greater among BSPOs with formal training
than among BSPOs who have not undergone formal training.

Formal BSPO training was scheduled to begin during OY 1.
Because of the lack of funds, this plan did not become
reality and most FTCWs resorted to training their BSPOs
informally on a person-to-person basis, Although this
gave the BSPOs some basic knowledge of the program, it
was not sufficient to give them an understanding of family
planning and the importance of accurate record-keepiag.
The BSPOs have, therefore, been identified by the RPOs
and the local Outreach structures as one of the high priority
groups for immediate training. It is important that suf-
ficient funding be made available to meet this neced.

Training designs have been developed by POPCOM Central
and all RPOs have planned training programs. Some of

the innovative local structures have been able to draw upon
these resources and have found local funds to implement the
training plans. Their funding has come from provincial
government sources with municipal governments often .on-
tributing a portion. The BSPO training includes some basic
family planning technology, records management, motiva-
tional skills}; and an orientation to the population program
as a whole. The local managers who have held this type
of training believe 1t 1s wery effective in increasing BSPO
motivation and competence. It also serves as one type of
incentive in maintaining the BSPCs' interest in the program,

Recommendation :

An adequately funded trainin. program institutionalizing
formal BSPO training should be implemented in order to
equip BSPOs with the n:cessary skills for family planning
motivation and promotion. i
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Sterilization Suvsidy

A particularly bright aspect of the program is the increa-
sing acceptance of sterilization among eligible women.
However, the problem of an inadequate subsidy and the
delayed payment of this subsidy unnecessarily hinders this
part of the program. It is generally agreed that the
present subsidies--92 and 50 pesos respectively for tubal
ligation and vasectomy--are not enough to cover the supply
and materials costs incurred by the hospital or clinic and
the honorarium for personnel performing the procedure,
The rising cost of pre and post-sterilization medications
has contributed to the expressed need for a higher service

subsidy,

Complaints about the delay in reimbursernent were also
expressed by agencies and physicians participating in the
sterilization program. While the problem is procedural

in nature, every effort should be made to spced up payment.
Prolonged delays in reimbursement may affect performance
of participating physicians and dirninish enthusiasm and

project support.

Rzcommendation:

Consideration should be given to increasing the subsidies
for sterilization, Furthermore, reimbursements should be

expedited.

Sterilization C=artification

Fmdings:

The certification procedures for sterilization recently agreed
upon by POPCOM, USAID and NEDA are producing both con-
fusion and resentment on the part of Ministry of Health

personnel,

The four evaluation teams reported that the new FAR pro-
cedures are causing many unnecessary problems and tensions

N\
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in most of the regions visited. The Manila-based team was
told that the certification of sterilization procedures by the
RPOs is not acceptable to the MOH for professional reason=
and that the submission of duplicate consent forms to -
POPCOM is considered a violation of patient privacy, and
thus unethical,

The Northern Philippines team was tcld that regional coordi-
nators of the MOH National Family Planning Office are capa-
ble of certifying the requests for reimbursements and that
that they prefer to maintain the old system (NFPO certifica-
tiun). The Central and Southern Philippine teams did not
encounter such direct criticism of the certification proce-
dures but were told the procedures were creating confusion
in all but one region, Region IX. In this region there was no
problem because of the personal relationships between MOH
and POPCOM personnel. In the other five regions visited,
the procedures were causing unnecessary delays and problems.

Recommendation:

POPCOM, USAID, and NEDA should seriously consider the
modification of sterilization certification procedures to
allow the MOH:National Family Planning Office to certify
procedures periormed in MOH-NFPO hospitals and clinics.

Variety of Program Contraceptive Methods

Findings:

It has been program policy to offer a '"cafeteria' approach
in the delivery of family planning services. While this



16.

21

approach strengthens the non-coercive nature of the pro-
gram and is seen as a critical element in achieving wide
acceptance by the different sectors of the community, it
could result {n training and logistica complications at the
field level,

Although the program makes 'available to the clientele
various methods of contraception to effect this approach,
it does not prov.ue multiple brands of orals at the BSP

and clinic levels.

The clinic and field personnel interviewed reported a
 rowing demand for other brands of pills and other types
of contrac.ption (such as' coniraceptive jelly and foaming
tablets). This may be necessary to minimize the occur-
rence of pill side-effects and, thereby, also the numb er
of drop-outs from the program.

Ideas advanced by the evaluation team members include
exploring the possibility of tapping other donor agencies
and the use of the contraceptive loan to be provided by
USAID to procure other brands of pills and other contra-

ceptives,

Recommendations:

POPCOM and USAID should jointly study the level of demand
and the implication of providine additional brands of orals

and other types of contraceptives and the means of
acquiring them.

Operations Research

Findings:

At the rc,ional level, there is increasing awareness about
the need for operations research types of activities to
support program implementation. At present, small-scale
research activities are being undertaken by the Regional

'
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Population Offices (RPOs) and/or research institutions cone

“trected for this purpose. This was considered to be a good

indication that regional capabilities, including the presence
of reglonal and provincial research institutions, are get- ____
ting stronger.

POPCOM Central Office should respond by providing the
necessary direction and financial support to this type of
activity and should undertake contracting its own research
activities to provide immediate solutions to implementation
problems. In almost all regions visited, research leads
and projects were identified and formulated with the assist-
ance of Qutreach personnel and research institutions.
Forums like the Regional Outreach Managen® nt Conferen-
ces, Regional Population Comimittee meetings, Secretariat
Management Conferences, aud consultative meetings with
research institutions are being used to discuss ideas related

to operations research.

Recommendation:

POPCCOM Central Office should provide the direction for
Operations Research, strengthen Central and regional
capabilities to meet the growing demand for operations
research types of activities, and coordinate with the
regional staffs in order to assure the program relevance
of the research,

Transportation Support

RPOs emphatically expressed the need for additional new
vehicles, While there are around 300 units in the field,
70 percent are rehabilitatec: and only 30 percent were new
when acquired. Since most .f these vehides were delivered
in 1974 after undergoing extensive repairs, continuous
operation of the present fleet of vehicles has become un-,
economical. Should there be no replacements, nearly the
entire secretariat would be immobilized.

>
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With the implementation of the Cutreach Prnject and the
fielding of FTOWs, the problem of lack of transportation
ia becoming more acute. Considering the different places
and areas to be covered, demand for different types of
transportation should be met. It is the opinion of the
review team members that other forms of transportation
for the FTOWs should be provided (such as pumpboats and
horses) to reduce costs and increase effectiveness. The
need for these types of transportation is felt throughout the

country.

Recommendation:

POPCOM should develop a transport plan that can be pre-
sented to donor agencies as the basis for a request for

additional transportation assistance.

POPCOM Salaries and Status

The field teams were told that, compared to some other
government agencies, or even compared to its participating
private agencies, the prevailing salary rates of certain
categories of POPCOM personnel are low. Since these
salaries are not competitive, it is difficult for POPCOM
to retain trained and expericnced personnel and to attract
highly qualified new recruits.

While attempts have been made consistently to upgrade
POPCOM salaries, they have been mostly unsuccessful,
Nunetheless, the problem is sufficiently serious to warrant
action at the highest levels possible to retain and recruit
the best available talent for tiie population program.

Recommendation

Gonsideration should be given to salary adjustments in the

POPCOM structure where indicated. To this end a salary

survey should be undertzaken,
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POPCOM ( AlD Coordination

The Munlla-based toam reported widespread discussion of
strained AID/POPCOM rolations during OY 1 of the Out-
reach Project, Several teams noted that these tenslons
seriously impaired OY 1 project implementation, Withe
out baelaboring the point, the evaluation team notes aigni-
ficant Improvements in the relationship in recent wesks
and expresosiono of desire to further improve collaborative
working relations through the remainder of the projact,
(Indeed, the team notes that the process of carrying out
this evaluaton has helped to speed the process of recon-
ciliation,) Such remaining irritants as those relating to
certification of sterilizations and the FAR system disburse-
ment of funds can be handled without rancor if the current
atmosphere of reconciliation persists, The persistence of
such an atmospliere could be facilitated by a regularly
scheduled meetings to discuss project problems and issues
of mutual interest. A special meeting to deal with special
issues should also be held as needed.

Recommendations:

To bring about continuing improvement in the bilateral
relationship, POPCOM and AID should resume the con-
vening of regular meetings t: discuss program progress
and the resolution of specific problems,

NCA
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evaluation

B. To determine if the NFPP has met all of its targets as indicated in
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II. SUMMARY OF MAJOR FINDINGS AND RECOMMENDAT IONS

While the complete findings and recommendations are detailed in the text
to follow, the essence of this evaluation may be summarized %n a few words.

It is clear that the NFPP has successfully achieved its targets to date,
and that the resulting reduction in the population growth rate is virtually
certain to reach the goal of 2.1 percent per annum set by the Fourth Economic
and Social Development Plan. The evaluation team feels, moreover, that if this
record of achievement is to be continued through the Fifth five-year plan (1982-86) in-
creasing levels of support both from the RTG and the international donor community
will be required.

The major recommendations arising from this evaluation (with reference to
the relevant text in each instance) are as follows:

REPORT
A. General SECTION
1. The NFPP should continue to focus its efforts III.
on all regions of the country, including Bangkok.
2. The NFPP should give priority to those geographic III.
areas and segments of the population where family
planning acceptance is low and/or availability of
Information and services are not fully developed.
3. Targets should be set in terms of a combination Iv.
of new and continuing acceptors in the next five-
year plan. (With emphasis on percent of eligible
couples practicing contraceptives).
4. Greater emphasis should be given to management V.
and supervision at the village and health center
levels.
5. The international donor community should give full VI.

recognition to the necessity of maintaining a level
of direct support for the NFPP to assist the RTG 1in
achieving the goals of the Fifth National Economic
and Social Development Plan (1982-1986).

B. Information Education and Communication

1. IE and C activities of the NFPP should be extended V.
— ——from the present emphasis on providing information
to an approach which combines information-giving with
a focus on 1interpersonal communication and assistance
in decision making.




c.

D.

2. Healtir education provided in context of primary health
ca;e services should include family planning related
IE&C.

Training

1. There should be more emphasis on training of at least
one supervisor at the provincial level in proper pro=-
cedures for reporting service statistics. This person
should ensure that persons in charge of service statis-
tics at all service units are properly trained in
reporting and recording procedures.

2. The training department of the Family Health Division
should undertake operations research on the effective-
ness of its various programs, especially those for
lower level paramedical personnel, i.e., TBA's, Tambol
Doctors, etc.

3. The Family tiealth Division, Training Division, and the
Rural Healtch Division of MOPH should coordinate their
training courses, materials, and other efforts in
order to maximize effectiveness.

4. Formal training in the theory, practice and planning of
health education should be assured for all personnel
responsible for health education in the expanded rural
health and family planning delivery network.

Voluntary Surgical Contraception

1. The RTG and international donor agencies should continue
to support each component of the present package of
combined public and private sector activities in the
field of voluntary sterilization. Moreover, given antici-
pated higher annual VSC acceptance in the 1980s, the
levels of total support should be increased.

2. The subsidy to health facilities for Voluntary Surgical
Sterilization should be continued, as well as a subsidy
differential between urban and rural sterilizations.

The subsidy for both male and female sterilization should
be the same. Hence, the additional subsidy for vasect-
omies beyond the target should be dropped.

REPORT
SECTION

v.

v.

v.

v.

v.
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REPORT

SECTION
E. Evaluation and Research
1. Frequent assessment of fertility and contraceptive II1.

Prevalence should continue to be made and greater
attention be given to dissemination of the findings.

2. Evaluation of the impact of the NFPP should be ex- v,
tended from a largely demographic focys to an
analysis of its micro- and macro-level effects on
the quality of 1ife in Thailand.

3. The impact of the NFPP on the health status of the V.
people should be Investigated. Specifically, the

4. The evaluation teanm supports the MOPH policy of V.
carrying out pilot Projects in order to determine
the use of varioys categories of non-physician
personnel 1in the delivery of certain family Planning
services. The team recommends that p{lot projects
be continued and that careful selection of trainees
In reasonable numbers and adequate prer~utions regard-
1ng supervision and medical consultation be given
high priority,
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"Water For What" The Potable Water Project in Rural Thailand 1966-1972 page two

F. Purpose: Assess the impact on beneficiaries and continuing effectiveness of

52 village-level AID-built potable water systems in areas of Thailand (especially

the NE) that had been threatened by 'communist-inspirced insurgency' when the

project was conceived in 1964. The 52 systems represented a stratified random sample
of over 200 AID-built systems. “

Note: Our copy of this evaluation was in draft form and lacked pagination.and .
appendices. Other information could presumably be added from the appendices.

.;%l

e



i1

SUMMARY

Overview of Goals and Achievements. The Potable Water Project was imple-
mented between 1966 and 1972 for $4.8 willion ($2.9 million A.I.D. funds and
$1.9 willion Thai funds). TIts goals were: 1) to help the Thai government
win thé loyalty of rural populations 1in the Northeast and other areas
threatened by communist insurgency; 2) to help develop a Thai capacity to
plan and administer a National Potable Water Program aimed at providing
Piped potable water in 10,000 to 12,000 rural communities during the coming
30 years; and 3) to improve health in 600 "security sensitive" communities
through provision of potable water. Now, about a decade later, it appears:
1) that insurgency 1is considerably diminished, although much more due to
political changes than to this single project; 2) that an effective organi-
zation has planned and built some 800 systems and has proved capable of
administering a national piped water program; and 3) that most communities
perceive a health improvement, even though many people do not drink the
water. For villagers served by the project, however, the greatest impacts
are economic benefits, outcomes not anticinated by project personnel,

Project Implementation. The project was implemented by the Sanitary En-
gineering Division of the Thai Ministry of Public Health (MOPH) through a
contract with a New York engineering firm. The water gystem installed in
each community consisted minimally of a water treatment plant with storage
tower and piped distribution system; all the systems included chlorination.
Systems were installed in two types of communities: villages and "sanitary
districts” (rural market towns). Communities selected for the systems were
supposed to be willing to assist in construction and to develop a rate
structure that would pay for operation, maintenance, and future expansion,
In most villages, villagers did makeé financial and labor contributions;
sanitary districts, in contrast, contributed treasury funds but residents
dJd not mske direct contributions. In each community a person was chosen to
be trained as plant operator and thereafter to maintain the system and col-
lect water fees.

Evaluation Sample. A two-person evaluation team visited a stratified random
sample of 52 systems over the course of flve weeks between October 29 and
December 4, 1979, The 52 systems serve 133 communities with a combined
population of approximately 110,000 persons.

Project Effectiveness. Most of the systems built under the project continue
to function more than ten years after the first systems were installed. Of
those visited, only seven were not functioning. Provincial governments,
sanitary districcs, and village committees each generally provide the
necessary fiscal and operational management for their respective systens,
Most systems are financially self-gufficient, with users paying full costs
of maintenance and operation. With only a few exceptions, operators gppear
Coupetent and motivated and have received consistent support and supervision
from the Rural Water Supply Section of the MOPH. In nearly all cases where
systems have not continued to function, the problem appears to have been
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managerial rather than technical. The piped systems 1installed by this
project have been more effective than the handpumps installed by earlier
projects, relatively few of which have remained operative, °

Health Impact. Given the absence of initial baseline data and of village-
specific health data today, no statistics exist to confirm improved health
in project communities. Health officialg agsert, however, that health
status has improved, even where villagers do not drink the water because
they dislike the taste. Local perceptiors are that improvements have re-
sulted in large part because the increased quantity and convenience of piped
wvater permits more raising of vegetables and small livestock for home con-
sumption and for sale, more frequent bathing and washing of clothing and
cooking utensils, and increased use of water-sealed privies.,

Economic Tmpact. According to villagers' responses, tiue project’'s greatest
impact has been economic. Villagers are enthusiastic about ample quantity
of water being reliably provided close to their hcmes. This results in
increased water use as well as time-saving, which in turn permit 1increased
gardening, iivestock ralsing, and crafts production,

Benefit Incidence., 1Initially, community~wide access to the piped water was
provided by public taps, with flat fees being charged per household or per-
son. Virtually all socioeconomic groups benefitted equally, but not enough
revenue could be collected to sustain operations., Consequently, most 8ys—
tems changed to metered private connections and closed most public taps;
they thereby gained financial viability but no longer servad all the poorer
villagers. There has since been a steady increase in the number of new
metered connections., In additlon, many systems are extending distribu-
tion lines t. areas previously unserved. The systems have eased the
physical burdens of village women and children--principal bearers of water
in Thalland--and have given them more time for income-generating activities.
In the sanitary districts, however, it is primarily the commercial sector
that benefits,

Spread and Replicability. About 250 systems were ir-=talled under the pro—-

Ject, and the Thai government has continued to bu._d gimilar piped sys-
tems, about 550 since project completion. Thai authorities say that 17 per-
cent of the rural population 18 now served by piped potable wa“er as com-
pared to only 3 percent prior to the project,

Lessons and Recommendations. The evaluation found that successful village
water systems were characterized by a set of non-technical characteris-
tics. These include: initial community contribution of time, labor and
funds; training and subsequent support for local operators responsible for
maintenance; and tne gradual evolution, on a community-by-community basis,
of viable rate structures for delivery of water to individual households,
It 18 additionally recommended: that piped water projects should be planned
80 that intended beneficiaries perceive them as bringing improvements in
convenience, water quality, or water quantity; and that water projects
should be considered not Just for possible health gains but for their
economic benefits as well,




V. SPREAD AND REPLICABILITY

In additiou to the above findings, it should be noted that the Thai govern-
ment has adopted the goal of installing Plped water systems in rural vil-
lages throughout the country. Since completion of the 250 or so systems
installed under A.I.D.'s potable water Project, the Thai National Potable
Water Program has brought this to nearly 800 systems, of which a large pro-
portion were built according to the A.I.D. contractor's basic designs. As
already noted, benefits are now spreading within the earlier A.I.D. project
communities as more and more people continue to hook up privately to the now
largely financially viable and ef fectively functioning systems. It ig said
that 17 percent of rural Thais are now served by piped systems, most pro-
viding chlovinated water, in contrast to only 3 percent prior to the
project. -

VI. LESSONS LEARNED

A. Sources of Success

l. Prior sectoral activity and training., A.I.D.'s previous health activi-
ty in rural Thailand, especially 1its support to village health and sanita-
tion, was a major element in this project's achievementg. The participant
training in U.S. institutions given to Thais under this and the earlier pro-
Jects provided an important cadre of highly motivated, well-trained profes-
sionals eager to work with A.I.D. and committed to improving health and the



quality of life in rural Thailand. Of Thais sent to tha U,S. for training
related to sanitation, virtually 100 percent have returned, /

2. Community participation. Systems for which communities contribute gub-
stantial amounts of money and labor generally succeeded, whereas those for
which contributiong were only minimal, or were made by government bodies,
tended to fail or to meet needs of only the community elite. District of-
ficers appear to have Played key roles in stimulating the interest of vil-

lage chiefs, which then resulted in participation of villagers, - .-

3. Supervision and support. The high continuation rate of community opera-
tors has been critical, Essential for this have been decentraiized support
systems. This includes both the regional field headquarters established for
systems design, personnel training, water testing, and warehousing of com—
modities, and also a hierarchy of district, provincial, and regional health,
sanitation, and local government offices with good communication networks
from which the oOperators can secure advice, assigtance, and equipment. The
Rural Water Supply Section of SED has been extrerely effective in providing

4, Appropriate Technology, Appropriate technology does not always mean
"low-level® technology., Complex water treatment and distrihut{on systems
are working while few handpumps provided under a previous Project are gtill
functioning. One reason why the relatively complex technology succeeded and

5. Local initiative and innovation. Many project villages have
demonstrated considerable innovativeness in coming up with and sustaining
various credit, sharing, and distribution schemes, Villagers! primary
motivation was the Potential convenience and economic gain of piped water.
Both this innovativeness and the underlying motivation were apparently
unanticipated by Project ‘ planners but were crucial in offsetting the
weaknesses in Project design described below,

5Throughout, the present evaluation was assisted by Thai graduates of U.S,
degree programs. Conversation over tea one morning in an outpost north of
Bangkok found eight U.S. universitieg represented by Thais presgent. They
noted that sanitation {ig a field in which trainees studying in the U.S,
return, whereas thoge gent to the U.S. in medicipe frequently do not,

6For 4 more complete disscusion of the subject, see Appendix I,
"Suggestions to A.I.D. for Future Water Activity in Thailand,”

h
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B. Negative Findings

1. Equipment. The A.I.D.-furnished Opan engines proved to be a disaster,
They broke down, and spare parts were difficult to obtain. Many have since
been replaced by Japanese or British engines,

2. Maintenance. Fallure to include an adequate maintenance component in
the project design resulted in failure or inferior performance of systems
that were essentially technically sound.

3. Financing. Failure to base Project design on any reasonable plan for
post-project financial viability also resulted in the inferior performance
of systems that were technically sound, The assumption that operating
costs could be met by collecting revenues from public facilities proved
wishful thinking., 1t resulted in difficult periods for communitieg as they
converted to private metering to achieve financial viability, which in turn
deprived poorer villagers of access to the water that originally had been
made available to thenm by the project.

4, Beneficiarigg. In the market towng systems were frequently superimposged
by external authoriti

VII. RECOMMENDATIONS

A. General Recommendationg

1, Iraining. The value of U.S. participant training should be assesged ac-
cording to established "rates of return™~-e.g., nearly all Thai sanitation
trainees have returned (and are active in the sector) whereas Thai physi-
ciang have not., At the community level, personnel TYespongible for gyg-
taining operations must be adequately trained. Training cannot be a one-
time event., Levels of performance after training must be wonitored.

2, Communit articipation. Vague statements in Project papers should be
replaced by strategies, based on firm socioeconomic analysis of community
decision-making and resource allocation, for ensuring that community members
will éctually perceive there ig something to be galned by giving time and
money to the project.

3. Supervision and institutional suppori. Functioning and effectivenegs
must be supervised at all levels. Supervisors should be equally prepared to
praise good performance asg to correct inadequate performance. Supervision
must be regular and frequent. Given that the Rural Water Supply Section of
SED no longer has supervisory responsibility, thoge interested in the con-

tinued functioning of the Piped water systems should monitor effectiveness
during the transition to management by the Provincial Water Authority,
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Credit programs permitting poorer community members to partially defer pay—-
ment for meter installation should also be considered as should metered
water-sharing schemes.

6. Incremental Steps. Planners should seek to develop projects in which
the technology represents an incremental improvement over the existng level
and can offer the prospect of further step-by-step JTogress. Any system
that would offer an incremental improvement would need to displace a present
source and be perceived as offering either better quality, greater quantity,
or more convenience. It may be, for example, that hand pumps for shallow
wells are not perceived as enough improvement to warrant the effort to keep
them functioning—in contrast to the systems installed by this Thai water
project,
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METHODOLOGY

This evaluation report is based on observations made by the authors
during their field visits in larch-April 1980. All four areas where
SCF/CDF is operating were visited. “In each area interviews were
conducted in a number of households within each village.

On arrival, the authors first met with the field staff to gain an
overview of the area. In these mectings the field staff gave a
summary of the program from its inception, including the various
activities in each village, the work of the individual sub-committees,
their achievements and problems.

Afterwards, the authors visited the VDC office in cach village. The
objective of these visits was firstly, to talk with the VDC members
about the activities of SCF/CDF in their village, their orientation
with SCF/CDF principles, and the futuvc of the program. Secondly,
to discuss in detail the documentation of the various activities,
the accounting procedures, loan repayments, and the self-heclp com-
ponent of the different development projects.

After spending some time with the VDC members in each village, house-
to-house visits were made: on average 10-12 houses in each village.
The purpose of these visits was to obtain the local pcople's opinion
of the program, their grievances, if any, against the VDC, and pros-
pects for the future. These visits proved to Le very effective and
revealed details which would not have emerged from any other source.

Amce a2l -z villacas hz2 been covered in a particular area, the
authors completed the evaluation by sharing their experiences and
observations with the field staff and discussiny the future of

the program.

In addition to these visits and discussions the authors also made time
to meet some thana-level government officials in two different

areas. The activities of the SCF/CPE, the ficld staff, and more
importantly, the futurc of the SCF/CDF in their respective areas were
discussed. Many of the ideas that are incorporated in this repoct
originated from these meetings.



INTRODUCTION

This is an evaluation rcport of Phase I of the Save the Children Federatio
Community Development Foundation (SCF/CDF)* Program, and not an historical
review of the program. Therefore, no attempt has been made to give a
description of all projects, their cexpenditures, self-help contributicns
or loan rcpaymcnts. After giving the summary and r:commendations the
conditions laid down in the internal evaluation of the SCF/CDF program

in 1979 arc discussed. These conditions arc expected to be fulfilled by
Juely, 1980, at the end of Phase I. Then the special issues arc examined.
This is followed by a brief analysis of the different kinds of nrojects
and other issues.

SUMMARY

1. ‘The structure and organization of the program are now firmly
established. VDCs are set up and functioning in all 17 villages and their
representative nature is guaranteed by th. member-sclcction procoss.

2. A sound system of financial management, rcecord-kceping and project
monitoring is functioning at all levels.

3. Earthwork and construction projects arc the only ones for which a
sclf-help component can be accurately computad.

4. SCF/CDF has deronstrated ability for providing support staff and for
introducing appropriat. technical inputs. Howevcr, agricultural improve-
ments and programs particularly for small farmers, are lacking.

5. No plan has yet been proposed to phase out the program and give legal
status to the VDCs.

6. The cxpens: of the program makes the CBIRD mode! unsuitable for
widcspread replication. It requires a social motivation on the part of
the village lcaders which is lacking in prescent-day Bangladesh and which
the program does not provide although VDC technical capability can be and
is being developed. Village resources and personnel arc gradually being
utilized and village funds arc replacing SCF/CDF funds.

7. SCI/CDF still has much to learn from oth.r NGO prorrams, and could
also bunefit from closcr coopuralion with governmont programs, especielly

“SCF/CDF is A t.rm which was uscd carlicr for this organization. In
Banpgladeosh it is now identificd 1s Save the Children, (USA).
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in adult litcracy and irrigation cooperatives.
8. Mipzapur and Rangunia are relatively privileged areas and are not as

much in need of assistancc as the other two areas. One village in each
area could be phased out on a trial basis.

RECOMMENDATIONS

1. The SCF/CDF is now in a position to begin planning to phasc out its
activities from some of the arcas. This might ineclude all the villages
of Rangunia; Rashidcohata of Mirzapur; and Kunda of Nasirnagar.

2. In the rcmaining arcas, SCF/CDF prescnce is needzd a little longer.
The basic groundwork has already becn complated and now more effort is
necessary to achicve thc desired objectives. Probably two to three more
years should pass before the question of phasing out from these arcas
could be raiscd.

3. Before phasing out the program an advisory committce should be formed
in the respective arcas to suparvise the activities of the VDCs. This
can consist of government officials at dictrict, sub-division and thana
levels, union council mcmbers and respected persons of the arca.

4. In arcas where Gram Sarker or Swanirvar movcment is very active, the
phasing out of the SCF/CDF activities may be followed by an amalgamation
of the VDCs with the Gram Sarkar or Swanirvar moverent.

5. Once the SCF/CDF has phased out fror a particular village, the
respective Field Coordinator may remain there for some time as an
observer. During this period he can carry out action research on the
functioning of the V2T :n the absence of the SCF/CDF.

6. To encourage the VDC sub-committees to be more effective, some finan-
cial authority may be given to them. This will not only create more
awareness among the sub-committee members, but will also allow an uniform
pattern of development of the various sectors.

7. For an uniform and phased development of the various SCF/CDF areas
there should be a master plan. The master plan should have two related
elements: an overall plan and a separate micro plan for cach area.

Uhile the former should define the naturc of developnent, sectoral prior-
ities, and a prcjccted timc schedule, the latter should utilize and
develop the resource endowment of the respective arcas, and seclect the
target socio-economic groups.
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8. The present system of classifying families as landless is not
effective. The notion of landlessness does not necessarily indicatc that
a family is really poor. Therefore, one possible alternative would be
to classify families according to their levels of income, e.g., very
poor, poor, rich, very rich, etc. Already, in somc of thc villages this
method is being practiccd.

9. To further accelerate the level of development and the degreec of
uniformity betwcen areas, the Program Officers should specialize in
activities rather than in arcas, as is currently thc casc.

10. The training program for POs, FCs, SDCs and the VDC members should
be intensified. The VDC members should receive nrientation courses in
rural development, project management and bookkeeping, and an attitude of
awarcness should be developed which recognizes the need for equitable
development.

11. The cxperiences of the difforant voluntary organizations and the
analysis of their income gencrating activities should bc studied so that
some of these ideas can be introduced in the SCF/CDF arcas. Idcas which
are bcing disscminated through the ADAB newsletters could providc a use-
ful and informative discussion between the ficld staff. Greatcr emphasis
should be given towards mobilizing the personal savings of the various
socio-cconomic groups in the SCF/CDF arcas.
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Planning From the Bottom Up page two

F. Purpose: Special attention to organizational and interpersonal
relationships and environmental adaptations of the six CBIRD rural
impact areas. Also includes field observations.

*June 1976 AID Operational Program Grant, Ford and Rockefeller Foundations,
Charles Merrill Trust, the Ministry of Cooperation of the Netherlands, Inter-
national Planned Parenthood Federation, Save the Children Federation. Also, ’
substantial counterpart funds from the six areas themselves. (SEE TABLE In
Elliott's Evaluation : Mini Regional Rural Development )

**Note that this is Case Study No. 8 of "A Project to Help Practitioners
Help the Rural Poor", the same series in which the "Working with Tribal

People: The Institutes at Kosbad Hill (India)" was No. 9 . The series
is sponsored by the International Council for Educational Development.



NTRODUCTORY COMMENTARY®

In addition to explaining the background of the accompanying ...
case study, this introduction attempts to view the experiences and
lessons of the CBIRD project in South Korea in a broader internation~-
al perspectiva.

WHAT 1S CBIRD?

CBIRD (pronounced sea-bird) is the acronym for a development
concept devised in the early 1370s by the Save the Children Federa-
tion /Community Development Foundation (SCF/CDF) on the bgsis of
their many years of experience with helping the underprivilsgad in
a variety of developing countries. ** CBIRD, though often referrad
to as such, is actually not a "model” in the strict sense; it is more
in the nature of a particular strategy, based on a certain sat of
principles and goals, that can be flexibly applied in different situa-
tions in a wide variety of ways.

The CBIRD idea was first introduced in South Korsa where
SCF/CDF had operated for many years, but it is not Umited to
South Korea. In recent years SCF/CDF has sought to introduce the

*Prepared by Philip H, Coombs in behalf of ICED.

**Save the Children Federation (SCF) began as a voluntary
children's relief organization in the USA during the Great Depression
of"the 1930s. After World War II, SCP extended its child relief acti-
vities overseas to several developing countries--one of the first being
South Korea in the immediate wake of the Korean War, After the
mid-1950s SCF expanded its program scope beyond simple relisf to
individual children and began supporting self-help development
efforts by poor families and communities that could bring about more
lasting improvements. To promote and implement thesy Lroader self-
help projects in the field, SCF created tha Community Development
Foundaton (CDF} in 1957 and established the flzst CDF Held offics
in 