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EXECUTIVE SUMMARY
 

Int rod uct ion
 

The Bank Rakyat Indonesia (BRI) Unit Desa 
system is
currently 
 undergoirig significant policy and operational 
 changes
that 
hold critical, long-term implications for the development ,of
rural 
 banking services in Indonesia.
 

The BRI, recently faced with the option of either 
 cutting
its losses and closing down its heavily subsidized, BIMAS-based
Unit Desa system, or transforming the system into a 
 financially
viable, full-service 
rural banking network, has choosen the
latter alternative. That is, 
 the BRI has decided that rather
than abandoning the most extensive rural banking 
 infrastructure
in Indonesia, it will 
try to adapt the BRI 
Unit Desa to present
economic, political, 
 and social conditions in rural 
Indonesia.
 

The purpose of 
 this consultancy 
 is to provide
recommendations 
as to 
 how the BRI might better monitor and
evaluate the results of its recent 
policy initiatives, aud
provide alternatives for automating an improved BRI 
to
 

Unit Desa
 
management information system.
 

Origins and Development of the BRI 
Unit Desa System
 

The BRI Unit Desa were 
first conceived in 1969 as a 
 pilot
project in Yogyakarta to channel BIMAS credit to 
 farmers, with
the overall objective of increasing national food production. On
the basis of this experiment's success, 
 the BRI Unit Desa system
was expanded into a national program in 1973. 
 As BRI Unit Desas'
primary fWnction 
continued to be servicing BIMAS borrowers, they
were established 
 on 
the basis of rice fields they could 
 cover

from a given location. However, BRI 
 Unit Desa activities
 were expanded and diversified over the next 
seven years, with the
introduction of Kredit Mini 
in 1974, TABANAS in 1976, and Kredit
 
Midi in 1980.
 

Given the responsibility of administering 
 these programs,
the number of BRI 
Unit Desa grew quickly: there were only 446
BRI Unit Desa in 1970, 
 but that number roughly doubled the
following year, almost doubled again over the next two years, and
today totals 3,626 Unit 
 Desa. Concurrent 
 with this rapid
expansicn in 
 number of BRI Unit Desa was a drastic increase in
BRI Unit Desa personnel: the 1,871 BRI Unit 
Desa employees in
1970 more than tripled by 1973, 
 more than doubled again over the
next four years, 
 and today totals almost 14,000 employees, or
approximately 4 employees per BRI Unit 
Desa.
 

As BRI Unit Desa began to grow in 
terms both of number and
personnel, 
so did their lending activities. However, there was a
lag between increase in 
lending volume and increase in BRI
Desa locations and staff, 
Unit
 

so that as overall lending activities
actually decreased over the last 
decade, the BRI 
 Unit Desa
 
continued to expand.
 



For example, BIMAS lending peeked in 
1975 at over 
3 million
hectares, and 
 then dropped approximately 50 percent 
 by 1979.
Today, BIMAS credit 
 via the BRI Unit 
Desa has beer, phased out
completely. Meanwhile, 
 although Kredit Mini 
and Kredit Midi
lending continued 
 to rise through 1983, 
 the volume
transactions only partially compensated for the decline 
of these
 
in BIMAS


lending volume. 

Consequently, 
not only have the BRI 
Unit Desa been 
 net
losers 
 in every year since their creation except for 1977,
annual operational losses tripled from 1978 
but
 

to 1979, and then
tripled again from 
1980 
to 1984. These losses were sustainable
 as long as the BRI 
Unit Desa continued 
to receive administrative
subsidies 
from the Ministry of Finance, but 
with the BIMAS phaseout and concomitant cessation of these subsidies at 
the end of
1983, drastic measures 
 were in order to increase the

profitability of the BRI 
Unit Desa.
 

BRI Unit Desa Policy Initiatives arid New Operat ional Guidelines 

With the phasing out 
of the BIMAS credit program, and thus
removal 
 of the primary rationale for creation of the 
 BRI Unit
Desa, the BRI introduced three principal 
 policy changes to

revitalize its Unit 
Desa system:
 

o trarsformation of the BRI Unit 
Desa from a BIMAS
 
conduit to a full-service rural 
bank;
 

o internal treatment of BRI Unit Desa as semi-autonomous
units of account rather than simply as postings in the
Bank's overall accounts, that 
is, as discrete profit 
or
loss centers instead of disaggregated items subsumed iri 
the BRI branch accounts; and
 

o evaluation of BRI Unit Desa based primarily on their

profitability, rather than on hectares covered or money 
lent.
 

To 
 implement the above-listed policy initiatives, 
the BRI
 
also.irtroduced the 
following new operational guidelines:
 

o reconstructio, of BRI Unit Desa balance sheets;
 

o introductior of Kredit Umum Pedesaan (KUPEDES); 

o revision of BRI Unit Desa internal accounting systems; 

o physical reallocation of BRI 
Unit Desa;
 

o irtroductiorn of Simpanan, Pedesaan (SIMPEDES); and
 

o upgrading of the BRI Unit Desa management information 
system, to enable the BRI to monitor and evaluate the
 
effects of these 
policy and operational changes.
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BRI Unit Desa Managemelnt Information Needs Assessment
 

This consultancy's 
point of departure is a study of theBRI's current Unit Desa management information system, basedtne assumption that 
on

it is preferable, if possible, to improve theexisting reporting system 
 rather than 
 introduce parallel or
duplicatory systems. 
 Then, based 
 on discussions 
with the
principal recipients of current 
BRI Unit Desa reports, the
present BRI Unit 
Desa management information system 
is assessed
against current 
 and anticipated management 
 information 
needs.
This analysis subsequently serves 
as the foundation 
 for
recommended system additions, revisions, and deletions.
 

The current BRI 
Unit Desa management information system 
 is
comprised of two principal sub-systems: 
 internal accounting and
external reporting. While 
these two sub-systems are quite
strcngly 
 linked to eachother, 
and in fact, the former provides
the primary input 
for the latter, 
 the focus of this consultancy

is on external reporting rather 
 than internal bookkeeping.
Issues 
 related to internal 
BRI Unit Desa activities are already
being studied by the SRI, 
 together with consultants to the BRI.
Instead, 
 the objective of this consultancy is to help the BRI to
improve its field supervision of, 
 technical assistance to, and
policy formulation 
for BRI Unit Desa, and not 
 on directly

revising internal Unit 
Desa operations.
 

Characteristics 
of the current BRI management information
 
are as follows:
 

o with 
 the exception of weekly rupiah liquidity reports,

all major reports are monthly in the 
 reporting chain
from Unit Desa to 
branch offices to regional offices

and finally 
 to the head office, as are the 
 major

statistical summaries produced from these reports;
 

o each 
 BRI Unit Desa now submits an average 
of 20
 
separate reports every month 
to the BRI branch office
under which 
it operates, in semi-standardized formats;
 

o approximately one-third of these submissions report or,
some aspect of BIMAS, 
while the remainder consist 
 of
 
standard credit, 
savings, and oper:.tions statistics;
 

o the BRI 
branch office then compiles the data 
in these
 
reports by accounting category for all BRI 
Unit Desa

operating under 
it, integrates these data 
into branch

office accounts, and sends this information in a 
standard format to 
the BRI head office;
 

o at BRI headquarters, 
 these standardized branch office
 
reports 
are then entered 
 into the BRI's central 
computer, where they 
are processed to produce the BRI's
 
regular monthly statistical reports.
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Until recently, 
with the exception of electronic posting
machines in many BRI 
branch offices, 
all BRI reporting systems
were manual 
up to the level of the head office's electronic data
processing center. 
 However, the BRI 
is currently decentralizing
its data input 
and processing operations, via the computerization
of its regional offices. 
 At 
the head office, data processing
operations 
have been performed by 
a 2 Mb IBM System 4331;
system currently being 
the
 

installed 
in BRI regional offices is a 512

kb Philips PTS 6000 minicomputer.
 

The current 
BRI Unit Desa management information system has

six major weaknesses:
 

o 
 the flow of information is 
one way;
 

o the frequency, type, and format of data reported is

undifferentiated by recipient or application;
 

o there is considerable ambiguity at 
 BRI headquarters

regarding 
 the most appropriate 
audience for receiving

and utilizing BRI 
Unit Desa reports;


o the amount of 
 data reported is 
both voluminous 
 and
 

highly redundant, while at 
the same time incomplete;
 

o 
 data processing and transmission are not timely; and
 

o there 
are no internal 
or external cross-checks 
to
 
ensure 
data accuracy and validity.
 

P2oQed Uegnraded BRI Unit 
Desa Management Information Sstem 

Although the current BRI 
Unit Desa management information
system 
has several 
 significant shortcomings, 
 it nonetheless
provides a solid base upon which 
to build a 
more efficient
effective system. and

Thus, proposed changes do not 
revolve around
creation 
of a new, 
 parallel reporting system specially designed
to meet BRI Unit 
Desa management information 
 needs. Instead,
whenever possible, recommendations are 
put forward for modifying
the existing BRI national 
reporting system, 
 and minimizing the
expansion of 
 this system through the addition of supplemental,
specialized 
 BRI Unit Desa reports. These 
 recommendations 
are
also developed on the assumption that the basis of the 
 proposed
upgraded BRI 
Unit Desa management information system must remain
the 
 BRI Unit Desa internal accounting system, 
 in whatever form
this accounting system finally takes.
 

The main premise of the proposed system upgrades is that
BRI's national reporting system, 
the
 

if modified slightly and
supplemented 
 by one additional report, could 
 serve 
 as an
effective management 
 tool for monitoring and evaluating the
progress of specific BRI Unit Desa 
 credit programs, savings

programs, and 
general field operations.
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However, 
 BRI management

development of BRI Unit 

can only assess the overall
Desa if the progress of specific BRI Unit
Desa field activities and 
programs are 
consolidated and
in a succinct, presented
structured manner. 
 This can
regularly classifying best be achieved by
BRI Unit Desa on
performance, the basis of their
via the introduction of a 
quarterly BRI Unit
field classification Desa
 survey, 
 as well as by 
 the addition 
of
selected cumulative and time-series reports at 
BRI headquarters.
 

The proposed upgraded BRI 

system, Unit Desa management 
 information
while decreasing the overall 
reporting workload of
personnel, BRI
increases the potential 
usefulness of theise
efforts. reporting
That is, 
 although the reporting volume, 
 whether
terms of total in
number of reports submitted, 
 or in terms of total
volume of data transmitted, is 

system, 

greatly reduced under the proposed
selectivity 
 in data requested, 
 simplification
reporting of
formats, 
and rationalization 
of information 
 flows
heighten prospects for the system's effectivenss.
 

Data Proessing and Transmission Alternatives 

If the BRI decides to adopt 
the proposed upgraded BRI
Desa 
 management information system 
U' it
 

described
variation above, or some
thereof, 
 it 
 must still determine 
 the
effective most costway 
to process and transmit data within the context

the upgraded system. 

of
 

There 
are three major data 
 processing 
 and transmission

alterr-at ives: 

o Optiorn I: Continuation Without Modification Of Current
Head Office/Regional Office Computer Expansion Plans;
 
o Option I: Addition 
 Of A Multiuser Microcomputer


System At 
The Hea.d Office; and
 

o Option III: 
 Installation Of Microcomputers.At 
Branch
 
Offices.
 

Each of 
 these three 
options has 
 its advantages
disadvantages, and
when evaluated on 
the basis of:
 

o cost (i.nitial investment and recurrent expenses);
 

o implementation time (including hardware, 
 software, and
 
operations);
 

o technical 
 ramifications 
 (regarding 
 both current

capacity and future expandibility);
 

o institutional compatibility (in terms of both 
 current
and 
future management functions); and
 

o risk (budgetary, scheduling, 
 technical, 
 and
 
managerial).
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Although Option I offers 
the BRI the path of least
resistance, 
 it is also a dead end. 
 And while Option III looks
 
very promising, not 
only is the anticipated volume and urgency of
Unit Desa-specific 
data outside the BRI's 
 national reporting

system probably insufficient to justify installation
the 

special microcomputers at 

of
 
BRI branch offices, but the technology


required to allow a 
nation-wi.de decentralized data 
 processing

system to 
 function in a relatively safe, cost-effective 
manner

is not yet available in Indonesia. Thus, 
 among the three data

processing 
 and transmission alternatives 
presented, Option II
 appears to 
 be the most suitable match with BRI 
management needs
 
and operating environment.
 

Option II would deccntralize data 
 input, processing, and
 access 
at BRI headquarters, from central
a electronic data
p-ocessing center 
to the offices of those who plan to use

the system generates. 

data
 
Not only would this greatly increase


flexibility in data utilization by BRI managers, 
 but it would
also prepare 
the BRI for applying the samc principle of using

information 
as a management tool 
to its regional and branch

offices if 
it chooses to implement Option III 
in the future.
 

Moreover, if Option II were to be the
implemented,

Coordinating 
Team for BRI Unit Desa Development would have much
 
more than a data processor at its disposal. It could also use
this system as a data base manager, allowing its members to mix,

match, search, and sort 
BRI Unit Desa data 
in ways most suitable
 
to their current 
needs. In addition, 
the Team could use the
 
system for the preparation of correspondence, circulars, budgets,
planning, and sensitivity analyses, and for intrateam
 
communication and coordination.
 

Follow-Un Activities
 

This report is the final output or 
Pnase I of upgrading the
BRI Unit Desa management information system. It presents

recommendations 
for improving 
 the system currently in use,
together with suggestions regarding the most 
appropriate means

for processing and transmitting data within the context 
of this
upgraded 
system. If the BRI Directorate decides to adopt

report's proposals, then the next 

this
 
step is to begin implementation


of these recommendations, 
 or Phase II of upgrading the BRI Unit
Desa management information system. 
 Follow-up implementation

activities are comprised of system documentation, staff training,

system automation, and long-range strategic planning.
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CHAPTER ONE:
ORIGINS AND DEVELOPMENT OF THE BRI UNIT DESA SYSTEM
 

I. 	 Irit roduLct ion
 

The Bank Rakyat Inidonesia (BRI)
cur rently 	 Unit Desa system isundergoing significant policy and operational changesthat 	 hold critical lring-terrii implications for 	 the development ofriral banking services in Indonesia. The 	BRI, recently faced
with 	 the o:-pticnn of either cutting its 	 losses and closing down itsheavily subsized, BIMAS-based Unit 
Desa 	system, or transformingthe 	 system into a financially viable, full-service rural banking
retwork, has 	chccsen the latter alternative. That 	 is, the BRIhas 	 decided that rather than abandoning the most extensive ruralbanking infrastructure in Indonesia, it will try 	to adapt theUnit Desa to present 	 BRIeconomic, political, 
 and 	social conditions
in rural Indonesia. This introductory chapter 
reviews recent
changes 
 in the objectives and field activities of BRI 
Unit
to achieve this goal, 	 Desa
 
as well as 
places these changes in their


historical context. 

II. 	 Establishment of the BRI 
Unit Desa System
 

The BRI Unit 
Desa 	were first conceived in 1969 
as a pilot
project in Yogyakarta to channel BIMAS credit 
to 	 farmers, with
the 	overall objective of increasing national 
food 	production.
 

On the basis of this experiment's success, the BRI Unit Desa
system was expanded 
 into a national program in 
 1973, via
Presidential Instruction No. 4/1973. As BRI Unit Desas' primary
funct i, n continued to be servicing BIMAS borrowers, they wereestablished 
or 
the basis of rice fields they could 
cover from
giver location. 
 On Java, 	 a
 
one 	BRI Unit Desa was established per
600 
 to 	 1,000 hectares of rice 
 fields, while 
off 	 Java, the
standard was one BRI 
 Unit Desa per 1,200 to 2,000 hectareLs of


rice fields.
 

Although 
 the 	criteria for the 	establishment 
and 	 siting
BRI Unit Desa was maximimum coverage 	
of 

of 	 rice farmers,Presidential 
 Instruction No. 4/1973 also gave BRI Unit 
Desa 	the
general mandate to extend rion-BIMAS credit, and to mobilize ruralsavings 
 future development war'ranted.
as 	
Thus, in addition
extending and co,llecting BIMAS credit, 	

tco
 
BRI 
Unit 	Desa activities
were expanded and diversified over the 
 next seven years, as
 

follows:
 

o 	 in 1974, Kredit Mini was 	 introduced as a 	 BRI Unit Desaloan 	window primar'ily for, off-farm economic activities; 

o 	 in 1976, the BRI Unit Desa were asked to mobilize ruralfjnds via TABANAS, a national savings progr'am; and
 

o in 1980, Kr-edit Midi was introduced along the lines ofthe Kredit Mini program to allow the BRI 	 Unit Desaextend larger ron-agriciult ural 	
to 

loans. 



III. Gro:wth of the BRI 
Unit Desa System 

Given the responsibility of administering the BIMAS, Mini,Midi, TABANAS, and miscellaneous smaller programs, the BRI UnitDesa expanded rapidly. 
 As indicated 
in Figure I-i, "Growth of
the Total Number of BRI Unit Desa, " there were only 446 BRI UnitDesa in 1970, but 
that number roughly doubled the following year,
almost doubled again over the next two years, and today totals 
3,626 Unit Desa. 

Concurrent 
 with this rapid expansion in number of BRI Unit
Desa has 
 been a drastic increase in BRI Unit 
 Desa personnel.

Figure 1-2, "Growth of Total 
BRI Unit Desa Personnel, " shows thatthe 1,871 BRI Unit 
Desa employees in 1970 had more than tripled
by 1973, more than doubled again over the next 
four years, and
today to:tals almost 
 14,000 employees, or approximately 4
 
employeEs per BRI Unit Desa. 

As BRI Unit Desa began to grow in 
terms both of number and
personnel, so 
did their lending activities. However, there was 
a
lag between increase in lending volume and 
increase in BRI

Desa locations and staff, 

Unit
 
so that as overall lending activities
actually decreased over 
the last decade, the 
 BRI Unit Desa
continued to expand. For 
example, as shown in 
 Figure 1-3,
"Growth of Total BIMAS Credit Realised Via BRI Unit Desa, " BIMASlending peaked 
 in 1975 at 
over 3 million hectares, and thern
dropped approximately 50 percent by 
1979. Today, BIMAS credit


via the BRI 
Unit Desa has been phased out completely.
 

Meanwhile, although Kredit 
 Mini and Kredit Midi lending
continued to 
 rise through 1983, as indicated in Table I-1
"Growth of Kredit 
 Mini and Kredit Midi," the volume 
 of
these transactions only partially compensated for the decline in
BIMAS lending volume, as shown in Table 1-2, 
 "The Ratio of BRI
Unit Desa 
Perso;nnel To Outstanding Credit." 
 That is, BRI Unit

Desa staff 
were only servicing one-tenth of the hectarage in 
1983
that 
 they were servicing in the mid-1970s (37 hectares per staff
 versus roughly 400 hectares per staff), 
 and the nearly 50
percent average compounded growth 
rate of outstanding Mini and
Midi credit per 
 BRI Unit Desa employee was not enough to
 
compensate for this BIMAS decline.
 

The consequence 
of these trends is vividly depicted in Table
1-3, "Profitability 
the 

of BRI Unit Desa Over Tiwe. " Not only haveBRI Unit Desa been net 
losers in every 
year since their
creation except for 1977, 
 but annual operational losses tripled

from 1978 
to 1979, and then quadrupled from 1980 to 1984. These
losses were sustainable as long 
as the BRI Unit Desa continued to
receive administrative subsidies from the Ministry of Financeshown in Table 1-4, "Growth of BRI 
 Unit Desa Administrative

Subsidies,
" but with the BIMAS phase-out and concomitant
cessation of these subsidies at the end of 1983, drastic measures
 
were in order to 
increase the profitability of the BRI 
Unit Desa.
 

S
 



FIGURE I-1 

GROWTH OF THE TOTAL NUMBER OF BRI UNIT DESA
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FIGURE 1-2
 

GROWTH OF TOTAL BRI UNIT DESA PERSONNEL
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FIGURE 1-3
 

GROWTH OF TOTAL BIMAS CREDIT REALISED
 

VIA BRI UNIT DESA
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-- -------------------------------------------------------------

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

TABLE I-i:
 
GROWTH OF KREDIT MINI 
AND KREDIT MIDI
 

(in thousands of rupiah) 
No. Year Kredit Mini Kredit Midi Kredit Mini + Kredit Midi 

1. 1974 1,617,845  1,617,845
 

2. 1975 4,499,414 
 - 4,499,414 

3. 1976 7,216,615 - 7,216,615 

4. 1977 9,700,469 
 - 9,700,469 

5. 1978 14,293,259 
 - 14,293,259 

6. 1979 18,434,385 
 - 18,434,385 

7. 1980 32,845,692 2,277,335 
 35,123,027
 

8. 1981 54,414,150 24,592,269 79,006,419
 

9. 1982 59,640,981 36,904,674 
 96,545,655
 

10. 1983 57,911,310 
 43,262,729 101,174,039
 

11. 1984 10,410,270 15,899,869 
 26,310,139
 

Source: BRI Head Office
 

12
 



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

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

TABLE 1-2:
 
THE RATIO OF BRI 
UNIT DESA PERSONNEL TO OUTSTANDING CREDIT
 

N',:. Year Ratio of Personnel 
 Ratio of Personnel
 
to Total BIMAS Credit to Total Mini + Midi
Realised 
(in hectares) Ovtstanding (in rupiah)
 

1. 1970 1 : 539 

2. 1971 1 : 392 

3. 1972 1 443 

4. 1973 1 : 457 

5. 1974 1 403 1 : 197,000 

6. 1975 1 : 359 1 467,000 

7. 1976 1 : 309 1 : 744,000 

8. 1977 1 : 214 1 : 839,000 

9. 1978 1 177 1 : 1,157,000 

10. 1979 1 : 135 1 : 1,454,000 

11. 1980 1 128 1 : 2,686,000 

12. 1981 1 : 132 1 : 5,706,000 

13. 1982 1 : 129 1 : 6,747,000 

14. 1983 1 : 37 1 : 7,058,000 

15. 1984 1 0.6 1 : 1,888,000 

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

Source: 
 SRI Head Office
 



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

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

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

TABLE 1-3:
 
PROFITABILITY OF BRI UNIT DESA OVER TIME 

(in thousands of rupiah) 
No. Year Expenses Receipts 
 Profit/Loss
 

1. 1970 77,418 4,998 72,420
 

2. 1971 1,077,872 
 691,462  386,410
 

3. 1972 851,790 804,051 
 - 47,739 

4. 1973 1,418,706 1,231,999 - 186,707 

5. 1974 2,913,998 2,870,015 
 - 43,983 

6. 1975 6,717,107 4,719,842 
 - 1,997,265 

7. 1976 8,092,157 6,820,366 
 - 1,271,791 

8. 1977 9,922,549 
 10,264,761 
 + 342,212 

9. 1978 11,914,852 
 9,793,635 
 - 2,121,217 

10. 1979 17,361,279 11,083,474 
 - 6,277,805 

11. 1980 20,140,237 13,303,305 
 - 6,836,932 

12. 1981 33,113,947 22,821,826 
 - 10,292,121 

13. 1982 30,393,589 22,255,403 
 - 8,138,186 

14. 1983 33,719,399 21,068,655 - 12,650,744 

15. 1984 50,975,511 25,853,017 
 - 25,122,494 

Source: BRI 
Head Office
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TABLE 1-4:
 
GROWTH OF BRI UNIT DESA ADMINISTRATIVE SUBSIDIES
 

(in thousands of rupiah) 
No. 
 Year Total Yearly Subsidy
 

1. 1971 


2. 
 1972 


3. 1973 


4. 1974 


5. 1975 


6. 1976 


7. 1977 


8. 1978 


9. 1979 


10. 1980 


11. 1981 


12. 1982 


13. 1983 


14. 1984 


656,000
 

261,000
 

1,012,000 

773,000 

1, 126,000 

1, 672, 000 

1,378,000 

2,518,000 

4,376, 000 

8,096,000 

7,068,000 

13,595,000 

16,485,000 

5,495, 000 

_Source: BRI Head Office 
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IV. 	 BRI Unit 
Desa Policy Initiatives
 

With the phasing out 
of the BIMAS credit program, and thus
removal of 
 the primary rationale for creation of the UnitBRI
Desa, the B9I 
 introduced 
 three principal 
 policy changes to

revitalize its Unit 
Desa 	system:
 

o 	 transformation 
of the BRI Unit Desa from a 
 BIMAS
 
conduit 
to a 	full-service rural 
bank;
 

internal treatment of BRI Unit Desa as semi-autonomous
units of account rather than 	simply as postings in theBank's overall accounts, that is, as discrete profit orloss centers instead of disaggregated items subsumed in
 
the BRI branch accounts; and
 

o 	 evaluation of BRI 
Unit 	Desa based primarily on theirprofitability, rather than on 
hectares covered or 
money
 
lent.
 

Implementing 
 these policy changes will 
not be easy. Their
pursuance riot 
only 	requires fresh operational guidelines for
Unit Desa 
 (detailed below), but 	
BRI
 

also 	entails altering basic
perceptions of BRI 
Unit Desa, so they will 
be seen as profitable
rural banks providing the rural populace with 
 vital financial
services, rather than as 
marginally useful entities 
that have
outlived their reason for being. 

V. 	 New BRI Unit Desa Operational Guidelines 

As rioted above, the BRI 
has introduced revised operational
guidelines 
so that field procedures and activities might make
perception 
of BRI Unit 
Desa 	as viable rural 
banks more 
than a
mirage. 
 Although each of these guidelines is 
fully documented
within 
the 	BRI, and supported by formal BRI 
circulars 
to its
regional and 
branch offices, they can 
be summarized as 
follows:
 

o 	 reconstruction 
of BRI Unit Desa balance sheets, to
enable evaluation 
of their financial status as 
 semi
autonomous units;
 

o 	 introduction of Kredit 
 Umum Pedesaan (KUPEDES), 
 a
general 
 line of rural credit, as successor to Kredit
 
Mini and Kredit Midi;
 

o 	 revision of BRI Unit 
Desa 	internal accounting systems;
 

o 	 physical reallocation of BRI Unit 
Desa 	based on market

potential 
rather than rice field coverage;
 

o 	 introduction of Simpanan Pedesaan (SIMPEDES), 
 a new
effort to mobilize rural savings; and 

IF
 



o upgrading of the BRI Unit Desa management information 
systern, to enable the BRI to monitor and evaluate the
effects of the above-described policy and operational 
changes.
 

With the exception of reconstructing the 
 BRI Unit Desa
balance sheets, which 
 was comipleted at 
the end of 1983, the
above-listed activities are 
all in the midst of experimentatio,n,evaluation, and revision. The purpose of this consultancy is toprovide recomrnrdat ions as to how the BRI might better monitorand evaluate the results of these new initiatives, and to providealternatives for aut omating an improved BRI Unit Desa management
informat ion system. 
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CHAPTER TWO:
 

BRI UNIT DESA MANAGEMENT INFORMATION SYSTEM NEEDS ASSESSMENT
 

I. 	 Introduct ion
 

This consultancy's 
point of departure is a study of theBRI's current Unit Desa management information system, basedthe assumption that it is preferable, if possible, to 
on 

improve the
existing reporting system 
rather than introduce parallel or

dupl icatory systems. 

Thus, this chapter first describes the current SRI Unit Desamranagermert informatiorn system, in terms of the present flow,frequency, format, contents, processing, and transmission of dataregarding SRI Unit Desa operations and development. 

Then, based on discussions with the principal recipients of
such data, the present 
SRI Unit Desa management information
 
system is assessed against current 
and 	 anticipated management

information needs. That is, 
 the current reporting system is
compared 
 and contrasted with the information actually needed by
various levels of the SRI hierarchy to monitor, evaluate, and
assist the BRI 
Unit 	Desa system.
 

This analysis subsequently serves as the foundation for the
system additions, revisions, 
and deletions recommended in the
 
following chapter.
 

II. 	 Description 
 of the Current BRI 
 Unit Desa Management
 

Information System
 

Information Flows
 

The current SRI Unit Desa management information system is

comprised of two principal sub-systems:
 

o 	 the SRI Unit Desa's internal accounting system; and 

o the SRI Unit Desa's external reporting system. 

While these two sub-systems are quite strongly 
 linked to
eachother, and in fact, 
the former provides the primary input for
the 	 latter, the focus 
 of this consultancy is on external
 
reporting rather than internal bookkeeping.
 

Issues related to internal BRI Unit Desa 
 activities and
systems are already under study 
 by the SRI, together with
consultants to the BRI. 
 For example, 
the BRI and the accounting

firm 	of Cappelle, Tuanakotta & Co. 
are exploring the feasibility

of replacing the current 
SRI Unit Desa accounting system with the
Tulis Tembus 
(TUBUS) carbon copy accounting system, while the SRI
and the 
 Ministry of Finance's Center For 
 Policy and
Implementation Studies are 
examining the cost-effectiveness
implernenting the newly-introduced 

of 
KUPEDES and SIMPEDES credit and

savings programs. 
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Instead, the 
 objective of this consultancy is to help the
BRI to improve its field supervision of, technical assistance to,
and policy formulat ion for BRI Unit Desa, and not on directly
revising internal 
Unit Desa operations. Thus, the emphasis is onreports sent 
 by the BRI Unit Desa 
 to BRI branches, regional

offices, and headquarters, and responses to these reports, ratherthan cr, the BRI Unit Desa accounting system that generates datafor the initial reports in this management information chain. 

Re2:rt inq Fre ue cy 

With the exeception of weekly rupiah liquidity reports, allrlajor reports from BRI Unit Desa to BRI branch offices aremonthly. Likewise, most reports from BRI branch offices to BRIregional offices 
 and BRI headquarters are monthly, as are the
ajor statistical summaries produced 
 from these reports.
However, 
as in any reporting system, occasionally special needs
arise, necessitating 
the submission of incidental reports whose

timing depends on the urgency of the matter at 
hand.
 

Re2ort in FrMAt and Contents 

Each BRI Unit Desa now 
submits an average of 
 20 separate
reports every 
month to the BRI 
branch office under which it
operates. Approximately one-third of these submissions report 
on
some aspect 
 of the BIMAS credit program, while the 
 remainder
 
consist of standard credit, savings, and operations statistics. 

A typical set of reports sent by a 
BRI Unit Desa to
supervisory BRI branch office 
its 

at the end of every month ispresented in Figure II-l, "Principal Reports Sent By BRI Unit
Desa '
To BRI Branch Offices.


These 
BRI Unit Desa reports are now submitted to the BRI
branch offices in semi-standardized formats: they began as
standardized reports, but have slowly evolved into an incorgruous
amalgamati:,n of lo:,cation-specific idiocyncracies. 

The BRI branch office then compiles the data in thesereports by accounting category for all BRI Unit Desa operatingunder it, integrates these data into the branch office accounts,and sends this information in a standard format t:, the BRI headoffice. At BRI headquarters, these standardized branch officereports are then entered into the BRI's central computer, wherethey are processed to produce the BRI's regular bnanch office,
regional office, arP rational statistical repo:rts. 

Figure II-2, "Principal Reports Sent By BRI Branch OfficesTo BRI Headquarters," and Figure 11-3, "Principal Central OfficeFinal Reports, " lists the the principal inputs and outputs of the
BRI' s current national reporting system. 



FIGURE I1-i:
 
PRINCIPAL REPORTS SENT BY BRI 
UNIT DESA TO BRI BRANCH OFFICES
 

The following 
is a typical set of reports sent 
by a BRI Unit Desa
 
to its supervisory BRI branch at the end of every month, unless
 
otherwise noted: 

CREDIT
 

o Credit Statistics Report: Kredit Mini 
o Credit Statistics Report: Kredit Midi 
o Credit Statistics Report: KUPEDES 
o KUPEDES Interlocal Data Report
 
o 
 KUPEDES Lending and Repayment Report
 
o Improved BIMAS Credit 
Repayment Report
 
o Presidential 
 Instruction 10/1981 Mass Action 
 Credit 

Program Progress and Repayment Report 
o Presidential Instruction 10/1981 
Mass Action Credit
 

Program User and Deliquert Borrower Classification
 
o Traditional Fishing Credit and BIMAS 
Brackish Water
 

Pond Exploitation Credit Report
 
o Improved Rice/Secondary Crops BIMAS Credit Lending 
 and
 

Repayment Bi-Weekly Report
 
o BIMAS Cash Books (Models I, 1/a, IA, IB) 

SAVINGS
 

o TABANAS Report 
o Savings Report 

BALANCE SHEET/PROFIT AND LOSS STATEMENT
 

o Balance Sheet
 
o Balance Sheet Details
 
o Profit and Loss Statement 
o Profit and Loss Statement Details
 

LIQUIDITY
 

o Rupiah Liquidity Report (weekly)
 

OTHER
 

o Account Postings Posit ion 
o Attendance Report
 
o General Summary Report (quarterly)
 
o Incidental Reports (as needed or requested)
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FIGURE 11-2:
 
PRINCIPAL REPORTS SENT BY BRI 
BRANCH OFFICES
 

TO BRI HEADQUARTERS
 

The. following are the most important reports sent by BRI
 
branches to BRI headquarters at 
the end of every month, unless
 
otherwise noted:
 

CREDIT
 

o Credit Statistics Report (Model SP/STP)
 
o BIMAS Credit Report
 
o INMAS Credit Report
 
o Food Supply Credit 
Report
 

SAVINGS
 

o Bank 
 Funds and Services Statistics Report (Model
 
SP/STS)
 

BALANCE SHEET/PROFIT AND LOSS STATEMENT
 

o Balance Sheet and Profit and Loss 
 Statement Account
 
Balance Listings (Model 24)
 

PERSONNEL
 

o 
 Work Force and Medical Treatment Report
 

LIQUIDITY
 

o Rupiah Liquidity Report (daily)
 

OTHER
 

o Miscellaneous
 
o Incidental (as needed or requested)
 



FIGURE 11-3:
 
PRINCIPAL CENTRAL OFFICE FINAL REPORTS
 

The following are the most important reports produced 
 by BRI

headquarters at 
the end of every month, unless otherwise rioted:
 

CREDIT
 

o National Credit Statistics Report (ST")
 

SAVINGS
 

o 
 National Savings Statistics Report (STS)
 

BALANCE SHEET/PROFIT AND LOSS STATEMENT
 

o Balance Sheet and Profit and Loss Report
 
o Fixed Assets Report 
(monthly and yearly)
 

OTHER
 

o Headquarters Salary Report
 
o Development Subsidy Report
 
o Telex Report (weekly)
 
o Export Realization Report
 
o Import Report
 
o Cross Accounts Report
 
o Branch Information Report 
o SPPB Statement 
o BULOG Statement 
o KCK Daily Statement 
o Cash Department Daily Statement 
o Bank Report 
o Maintenance Program 
o Maintenance System 
o Warehouse Administration 



Data Processi ng and Tnarsmissi,:,n Sstem0s 

Until recently, with the exception of 
 electronic postingmachines ( National Cash Register, Burrows, or Olivetti "semi
computers") in many BRI branch offices, all BRI reportirg systems

we -e manual up to the level 
of the head office's electronic data
processing center. 
 However, the BRI 
is currently decentralizing

its data input and 
processing operations, via the computerization
 
of its regional offices.
 

That is, 
 reports have been traditiorally completed 
in long
hand by Unit
BRI Desa staff and sent 
to the BRI branch office
under which 
the BRI Unit Desa has operated. As described in the
previous section, 
 BRI Unit 
Desa data have then been compiled by
accounting category 
 for all BRI Unit Desa operating under the
branch office, integrated into the branch office ard
acco:unts,

sent in a standard format 
to the BRI head office. At BRI

headquarters, 
these standardized 
branch office reports have then

entered 
 into the BRI's central computer, where they been
have

processed to 
produce the BRI's regular branch 
 office, regional

office, and national statistical reports.
 

The above-described 
 data processirg operations have been
performed by 
 a 2 Mb IBM System 4331, whose 
configuration is
described in 
Figure 11-4, " Configuration of the BRI's Current
 
Head Office Central Computer System.''
 

However, the BRI is now computerizing 12 of its 15 regional

offices, in an effort to 
 decentralize 
 its data processing

activities, with target completion date of mid-1986
a - the BRI

has determined that it 
would not be cost-effective to computerize

its regional offices in Yogyakarta, 
 NTT, and Irian Jaya.
 

The plan consists of adding disk drives 
to the electronic

posting machines mertioned earlier, that data can
so be entered
 
at the BRI 
branch offices, sent 
by diskette to the BRI 
regional

office under which the branch operates, compiled tape at the
on 

regional office, 
 and ther sent to BRI headquarters for further
 
compilation arid 
final processing.
 

To accomplish the above 
tasks, the is
BRI currently

installing 
 a 512 kb Philips PTS 6000 minicomputer, generally

corifigured as described in 
Figure 11-5, 
 "Stardard Co,nfiguratior

of the BRI's Current Regional Office Minicomputer System.'
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FIGURE 11-4: 
CONFIGURATION OF THE BRI'S CURRENT 
HEAD OFFICE CENTRAL COMPUTER SYSTEM 

0 System: IBM 4331 

Meiorry: 2 Mb 

Disk Drives: 2 Type 3340 

1 Type 3344 
1 Type 3350 
2 Type 3375 

(70 Mb) 

(560 Mb) 
(618 Mb) 
(810 Mb) 

: Tape Drives: 1 Type 3411 
2 Type 3410 

: Diskette Reader: 1 Type 3540 

0 Control Units: 1 
1 

Type 3880 
Type 3274 

o Printers: 2 
2 

Type 
Type 

3203 
3287 

o Terminals: 4 Type 3278 
2 Type 3279 

I Data Entry Machines: 2 Type 3741 

4 Type 3742 
1 Type XL-40 (12 terminals) 

2"
 



FIGURE 11-5:
 
STANDARD CONFIGURATION OF THE BRI'S CURRENT
 

REGIONAL OFFICE MINICOMPUTER SYSTEM
 

o System: Philips PTS 6000 

o Computer Terminal: 1 Type P6824 (with 512 kb memory, 
and two 1 Mb floppy disk drives) 

o 	 Hard Disk Unit: 1 Type P6962 (with 80 Mb fixed disk 
and 16 Mb removable disk) 

o Magnetic Tape Unit: 1 Type P6873 (reel) 

o Printer: 1 Type P6882 (dot matrix) 

o Keyboards: 5 Type 	 P6272 

o Visual Display Units: 5 Type P6381
 

o Stabilizer: 1 Type PE1416 

25)
 



III. Evaluat ion 

Information 
:,f the 

System 
Current BRI Unit Desa Management 

The current BRI Unit Desa management information system has 

six major weaknesses: 

, the flow of information is one way;
 

o the frequency, type, ard format of data reported is
undifferentiated by recipient o:r 
application;
 

, there is considerable ambiguity at 
 BRI headquarters

regarding 
 the most appropriate audience for 
 receiving

and utilizing BRI Urit 
Desa reports;
 

o the amount of data reported is both voluminous and 
highly redundant, while at the same time iricornplete;
 

o 
 data processing and transmission are 
not timely; and
 

, there 
 are no internal or external 
 cross-checks 
 to
 
ensure data accuracy and validity.
 

Oe-Way Flow of Infcrmation, 

One of the most striking aspects of the current BRI
Desa management irformat ion system 
Unit
 

is that the flow 
 of
irformatior 
 is almost entirely one way: up. BRI
The branch
offices seldom answer, 
or even acknowledge, reports they receive
from BRI Unit 
 Desa, and BRI headquarters rarely responds to
 
reports it receives from BRI 
branch offices.
 

Consequently, the system is quite 
passive. Reports are
compiled arid filed, 
 rather than used 
by BRI branch and regional
offices as 
vehicles for active monitoring and evaluation of field
activities, or BRI
by headquarters as 
a key impetus for the
promulgatiorn of program 
or policy initiatives and revisions.
 

The system would probably be of much greater 
use to
participants if it were more of 
its
 

a dialogue than a monologue,

whereby data fed 
 irto the system contributed to constructive
 
responses rather than simply satiated archives.
 

Uridifferert tiated IrfOrmat ior, 

The second major weakness of the current 
 BRI Unit Desa
maragemerit irformation system is that 
reports are 
not tailored to
the needs of their anticipated 
users and expected applications.

That is, the frequency, type, and format cof 
 information 
 is
usually urdifferentiated by recipient 
or function.
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As a result, it is probably a misnomer to refer to thecurrent system as one providing mranagerrent information to BRIstaff responsible for implementing, monitoring, supervising, arid
assisting the BRI Unit Desa program. Instead, reporting isgeared almost entirely to the needs arid interests of BRI brancharid regional offices, so information bearing directly 
 :'n the
development of BRI Unit Desa is obfuscated or unreliable. 

Although BRI Unit 
 Desa arid BRI branach arid reg i,:ral
offices have many overlapping interests and 
 concerns, BRImanagement must also be able to monitor, evaluate, arid assist in
the development of BRI 
Unit Desa as relatively autonorm'tous,
financially viable, 
 full service rural banks. To 
 accomplish
this, informat ion must often be differentiated by user andapplication, so that BRI management can assess the status of both 
Unit Desa arid non-Unit Desa activities. 

Ambiguous tAudience 

Closely related 
 to the problem of undifferentiated

information 
 is the ambiguity at BRI 
 headquarters 
 over

responsibility for BRI 
Unit Desa supervision. Consequently, it
is presently unclear who the most 
appropriate audience 
 for BRI
Unit Desa reports at 
the BRI's head office might 
be, and thus,

how information can 
best be tailored to accomodate the needs arid
priorities of the data's intended users. 

Line responsibility for BRI Unit 
Desa supervision is quite

clear 
 at BRI branch offices, as it usually lies with 
 the
branch's Unit 
Desa officer. In a 
similar vein, although there is
 
no single BRI 
Unit Desa department 
at the BRI's regaional offices,

responsibility 
for overall BRI Unit Desa supervision usually
falls under the jurisdiction of the regional office's supervision
 
un it. 

However, 
at BRI headquarters, responsibility for BRI 
 Unit
Desa supervision is divided among 
 six different bureaus:
 

: Cooperative, Agriculture, and Fishery Credit;
 

o Investment Credit; 

o Funds, Services, arid Foreign Relations;
 

o Personnel ; 

o Information Management; and 

o Organizational Developmient. 
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Supervision 
of BRI Unit Desa activities is performed by the
above six bureaus, 
 under the umbrella of the Coordinating Team
for BRI 
 Unit Desa Development. 
 The Team is composed of the
bureau chief 
 from each of the above-listed bureaus, while its
chairmar is one of 
the BRI's four directors, and its secretary is
the he,-d of the Organizational Development Bureau.
 

This present management arrangement at BRI headquarters forBRI Unit Desa supervision reflects a frundamen tal inconsistency
between BRI Unit Desa object ives, and BRI orgar iizat iorialstructure for assessing achieveme-rit of these 
objectives. While
the BRI's stated policy is to transform the BRI Unit Desa frorm aBIMAS charnrelirg agent subsumed by overall BRI 
operations
relatively autonomous full service rural bank, 

to a 
BRI headquartersis still organized to supervise only specific 
BRI Unit Desa
activities and programs, riot the development of overall BRI 
Unit
 

Desa efficiency and effectiveness.
 

Lack of Informatiorn Selectivity
 

Another significant shortcoming of the current 
BRI Unit Desa
management information system is the lack of selectivity ir
information reported and compiled. 
 Although data from BRI 
 Unit
Desa is 
certainly voluminous, it is 
at the same time 
 redundant
 
and incomplete.
 

That is, the approximately 20 reports sent every month 
from
the BRI Unit Desa to 
its supervisory BRI 
branch office ask 
 for
the same data in several different ways, while at the same time

several key indicators
omit of BRI Unit Desa performance.Moreover, there is rio relationship between the reporting demandsplaced on BRI Unit Desa, and the anticipated returns 
on the
 programs which 
are 
the subject of these reports.
 

The 
 BRI Unit Desa would probably benefit considerably from
the streamlining 
 of existing reporting requirements, thereconci 1 iat ior, of inconsistent incompat ible report irigand 

formats, and the selective addition of key performance indicators
currently omitted from the present BRI Unit Desa management

information system.
 

Untimely Data Process irig anid Tranismission 

The fifth major weakness of the current BRI Unit Desa
mariagemnent information 
 system is untimely data processing andtransmissior. Consequently, those who can probably make most useof regular BRI Unit Desa reporting, namely BRI branch officestaff, often are so far removed from firial report preparat ionthat they receive the final output well beyo,nd the data'stirieliress, if at all, and thus, the data's utility for improvingfield operations is greatly diminished. The BRI Unit Desa
managernert information system's utility would increase greatly ifthe input-output turnaround could be accelerated, especially for
high-priority data. 



Lack of 
Internal and External 
Cross-Checks
 

The final significant shortcoming of the present BRI 
 Unit
Desa management information system is 
its lack of internal and
external cross-checks. 
 Although BRI headquarters staff has 
more
timely access to BRI 
Unit Desa final reports, they cannot 
assess
the accuracy and validity of these reports due to the 
 lack of
internal ard external checks for data consistency andcopatibility. 
 This problem is compounded by the time 
 lag ir,
cl'osirig dates between BRI Unit Desa and BRI branch and regionaloffices, ofter as much as one week, so that BRI management canrotbe sure if rioted discrepancies are due to poor data, or simplythe result of a reporting tiriie lag. Fortunately, data accuracyand validity could be ensured via the addition of so:me simple
internal and external cross-checks. 
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CHAPTER THREE:
 

PROPOSED UPGRADED BRI UNIT DESA MANAGEMENT INFORMATION SYSTEM
 

I. 	 Int roduct ion 

This chapter proposes ways in which the 
 SRI 	 might best
address the shortcoriirigs discussed in the previous chapter's
needs assessmrent. 

Ir keeping with Chapter Two's conclusion that although thecurrent BRI Unit Desa management information system has severalsignificant shortcomings, it nonetheless provides a solid base
upon which to build a more efficient and effective system, thefollowing recommendations do not revolve around creation of a new, parallel reporting system specially designed to meet 
 BRI

Unit Desa 
 management information needs.
 

Instead, 
 whenever possible, recommendations are put forwardfor 	 modifying the existing BRI national reporting system, and
mniirnizing the expansion of this system through the addition of
supplemental, specialized BRI Unit Desa reports.
 

These recommendations are 	 also developed on the assumptionthat the basis of the proposed upgraded BRI Unit 
Desa 	mlanagement
informat ion syst em must remain the 	 BRI Unit Desa internalaccounting system, 
 in whatever form this accounting system

finally takes.
 

II. 	 Overview of Recommendations
 

BRI Unit 
 Desa 	management information needs fall 
 into two
 
general categories:
 

o 	 progress of specific BRI Unit Desa field activities and
 
programs; and
 

o 	 overall development of the BRI Unit Desa.
 

The 
main premise of the following recommendations is that
the BRI's present national reporting system, if modified slightlyand supplemented by one additional report, could serve as aneffective 
management tool for monitoring and evaluating the
progress of specific BRI Unit 
 Desa credit programs, savings

programs, and general field operations.
 

However, BRI management can only the
assess overall
development of BRI Unit Desa if the progress of specific BRI UnitDesa field activities and programs are consclidated and presented
in a succinct, structured manner. This car, best be 
 achieved byregularly classifying UnitBRI Desa on 	 the basis of theirperformance, via the introduction of a quarterly BRI Unit Desafield classification survey, as well as by 
 the 	 addition of
selected cumulative and time-series reports at BRI headquarters. 



Figure IIl-1, "BRI Management Information Systems Currently
Being Upgraded," depicts graphically the above-described overall
 
upgrading scheme. 

The BRI Unit Desa internal accountirg system, indicated bythe I sign between the BRI Unit Desa BRIard Unit Desa villageservice posts, rernairs the basis of all subsequent reports. 

The BRI national reporting system, indicated by the () signbetween BRI branch offices, regional offices, arid headquarters,rema ins the pr i rci pal source of specific programmat ic 
irformat ion. 

Finally, the BRI Unit Desa rianagemert iriformat ion system,indicated by the " sign between BRI Unit Desa arid BRI branchoffices, regional offices, and headquarters, is comprised of BRIUnit 
 Desa primary reporting (which is also the source of the BRI
national reporting system), as well 
 as of the previously
mentioned quarterly BRI 
Unit Desa field classification survey, 
a
special 
 BRI branch office KUPEDES progress report, and selected
cumulative arid time-series reports generated at BRI headquarters. 

Although graphically, 
 the BRI Unit Desa management
information system might appear to be parallel tco the BRInational reporting system, in fact, it is riot: it serves both asa modest supplerment to the BRI national reporting system, andindependent cross-check of national data accuracy 
an 

and validity. 

III. Detailed Review of Recommerdations 

Figure III-2, "BRI Unit Desa Management Iriformation SystemHierarchy, " breaks the general schematic presented in Figure III
1 down into its principal components. 

BRI Unit Desa Internal Accounts 

As was indicated in Figure III-1, the BRI Unit Desainternal accounting system, together with miscellaneous BRI Unit
Desa daily files and financial books, forms the 
 foundation forali regular reporting -egarding the BRI Unit Desa. This premise
is based or the assumption that although the nature of the BRIUnit 
 Desa's internal accounts is presently under review by theBRI, a key criterion for final system selection 
is the system'scapacity to both service the daily needs of internal bookkeeping,
and to provide the primary data input for external reporting. 

BRI Un~it Desa Reportinrig 

Li kewise, reports from the BRI Unit Desa to BRI branchoffices (UD-i through UD-5) serve as the basis for all subsequentreports regardirg the BRI Unit Desa, regardless of whether theyfeed into BRI natiorial statistical reportirig, or' reports focusing
specifically -_rn BRI Unit Desa development. 
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FIGURE III-I:
 
BRI MANAGEMENT INFORMATION SYSTEMS CURRENTLY BEING UPGRADED
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FIUME 111-2: BRI UNIT DE MANAEE INFORMATION SYSTEM HIERAW 
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It should be rioted 
that 	these reports, although only 
 one
third of the current BRI Unit 
Desa reporting requirements, not
only cover the same material as the current system, 
 but 	 also
include a newly-added 
 Unit Desa classification 
survey. As
indicated in Annex B, "New Reporting Forms, " the recommended BRIUnit Desa 
reports are a consolidated version 
of the currentsystem, with an emphasis on selectivity of data requested
(contents) and simplicity of report 
 comp let ion (format).Requests for outdated or unused data have been 	eliminated, and

reporting redundancy has been minimized. 

The 	 proposed consolidated BRI Unit Desa 
 reporting system

consists of the following reports:
 

o 	 UD-I: Rupiah Liquidity Report (weekly); 

o 	 UD-2A: Credit Report - Executing (monthly);
 
UD-2B: Credit 
Report - Channeling (monthly);
 

o 	 UD-3: Bank Funds and Services Report (monthly); 

o 	 UD-4A: Balance Sheet (monthly);
 
UD-4B: Profit 
and Loss Statement (monthly); and
 

o 	 UD-5: BRI Unit Desa Classification Survey 
(quarterly). 

The 
weekly Rupiah Liquidity Report (UD-!) 
is a streamlined
version of the 
current liquidity report, reduced from four pages
to a single page, but still in accordance with Bank 
 Indonesia

reporting requirements. 
The report is divided into two sections:

Part 	I compares cash assets with cash 
reserve requirements, while
 
Part II summarizes current BRI 
Unit Desa postings.
 

All credit reports have been consolidated 
into 	the monthly
Credit Report - Executing (UD-2A) for the BRI Unit 
 Desa's own
credit programs, and the monthly Credit 
Report - Channeling (UD2B) 	 for BRI 
branch office cre'dit programs funneled through 
 BRI
Unit Desa. 
 The primary difference between the 
two 	 reports is
that 	the former 
(UD-2A) is more complete than the latter 
(UD-2B),

in keeping with the principles that:
 

o 	 there should be some relation between the anticipated

financial return from 
a BRI Unit Desa activity, and the
 
administrative expenses associated with that 
 activity;
 
and
 

o 	 the lower the anticipated financial 
return, the lo:wer
 
should 
be the activity's administrative costs.
 

Both forms report on total loans outstanding, monthly lo:'ancirculation, and 
 loan 	delinquencies, 
 by credit program, but
Credit Report - Executing (UD-2A) is more detailed, and has agreater number of internal cross-checks than Credit Report 
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Channeling (UD-2B). The former report covers Kredit Mini, KreditMidi, and KUPEDES, while the latter covers programs such asBIMAS, Rural Electrification, and most donor-assisted 
credit
 programs. However, as Credit Report - Executing (UD-2A) co'ers atransitional period in BRI Unit Desa lending activities, itshould be further simplified once Kredit Mini and Kredit Midi
have been absorbed completely by KUPEDES. 

All 	 savings reports have been 	consolidated 
into 	the monthly
Bank 	Funds and Services Report (UD-3), 
 a single-sheet review

BRI 	 Unit Desa savings growth, 

of
 
by savings program. Other than
introducing a simpli ed format, this form does not differ

significartly from current savings reporting forms. 

The monthly BRI Unit Desa Balance Sheet (UD-4A) and Profitand Loss St at eert (UD-4B) are 	 mod i fied versions of thoseintroduced by the BRI at the end of 1963, during reconstruct ion
of the BRI Unit Desa balance sheet. 
 The revisions 
 are 	 both
technical, as ir updating old accounting codes, and substantive, 
as 
 in further highlighting BRI Unit Desa profitability arid 
overall financial cordition.
 

The final BRI Unit 
 Dena 	 report is the quarterly BRI UnitDesa Classificatior Survey (UD-5). Although no, classificatior 
survey currently exists, this report is a critical element cf theproposed upgraded BRI Unit Desa 	 management irforrmat ion system. 

The primary purpose of the classification survey is to allowthe 	 BRI to rank 	BRI Unit Desa on the basis cf their overallperformance. At the same time, the classi ficat ion surveysupplements regular BRI Unit Desa reports by offering informat ionnot needed or a monthly basis, as well as provides a cross-check 
on the accuracy and validity of these regular BRI Unit Desa 
reports. 

As indicated in Figure 111-3, "Classification of BRI UnitDesa," there are six BRI Unit Desa classificatior criteria:
 

o:1 	 BRI Unit Desa profitability (50%);
 

o 	 BRI Unit Desa credit prograrm development, in terms of 
loar circulation (10%); 

o 	 BRI Unit Desa credit program development, in terms of 
quality o'f borrower repayment (10%); 

o 	 BRI Unit Desa savings prograrn development (10%); 

o 	 quality of BRI Unit Desa service for its borrowers 
(10%); and 

, efficiency of BRI Unit Desa personnel (10%). 
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FIGURE 111-3:
 
CLASSIFICATION OF BRI 


Classification Criteria 
 Indicator Of Progress 


I) BRI Unit Desa Profitability BRI Unit Desa Profitability 

For The Past Quarter 


2) BRI Unit Desa Credit Prograr Average Monthly KUPEDES 

Development: Circulation Circulation For The 
 Past 

Quarter 

3) BRI Unit Desa Credit Program Quality of KUPEDES Borrower 
Development: Repayment Repayment During The Past 

Quarter
 

4) BRI Unit Desa Savings Program Accumulated Savings At The 
Development En', Of The Past 6jarter 

5) Quality Of BRI Unit Desa Service 
 Average Number Of New Borrowers 
For Its Borrow.rs Per Month For The Past Quarter 

6) Efficiency Of BRI Unit Desa 
 Ratio Of Total Unit Desa Profi-

Personnel 
 tability To Total Number Of 


Unit Desa Staff
 

UNIT DESA
 

Cross-Check 
 Wi hted Percent a 

Profit and Loss Statment 

(UD-4B) 

58 

Credit Program Report 
Executing (UD-2A) 

- 10% 

Credit Program Report -
Executing (UD-2A) 

10% 

Bank Funds And Services 
Report (UD-3) 

10% 

Classification Survey 
Only 

10% 

Classification Survey 

Only 
10% 

http:Borrow.rs


In addition 
 to this classification 
 information, 
 the
classification survey provides inforrnatiorn on: 

o: the current lending authority of the BRI Unit Desa 
chief;
 

o the KUPEDES lending ceiling for the entire BRI Unit
 
Desa;
 

o:1 a comparisor of interest 
paid by the BRI 
Unit Desa, and

interest received by the BRI Unit Desa; 

o a comparisor of interest received by the BRI Unit Desa, 
arid interest due the BRI Unit Desa; and
 

- several 
 personrel efficiency ratios, such as totalfunds lent 
per staff member, total 
loans and savings
outstand ing per staff member, arid total transact ions 
per staff member. 

BRI Branch Office Reportino
 

Reports from 
 BRI branch offices (via BRI regioral offices ifthe Philips rlinicoriputer system discussed in Chapter Two has beer,installed) to BRI headquarters (KC-i through KC-5A) are quitesimilar to reports current ly being used, except for theClassification Survey Recapitulation (KC-5A).
 

The principal revisin:rs are as follows:
 

o Rupiah Liquidity Report (KC-I) - same as the 
current daily Laplik report; 

o Credit Statistics Report (KC-2) same as-

the current monthly STP report, 
 except for
clarification of some of the language,
addition of monthly loan repayment figures,
and inclusion of internal ard external cross
checks; 

o Savings Statistics Report (KC-3) - same as 
the currert monthly STS report; 

o Balance Sheet/Profit and Loss Statement 
same as the current ronthly Model 24, except
for a more precise breakout of key financial
indicators between BR! Unit Desa arid BRI
branch office accounts, and an extension of
the BRI Unit Desa bookkeeping month to a full 
calender month 
(as with BRI branch offices),

to mlinimize reporting discrepancies due tc 
reporting time lags. 
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The quarterly Classification Survey Recapitulationis simply a compilatior (KC-5A)':f the survey questionrairesfrom each BRI Ur i t receivedDesa operating underoffice. If a g i ver, BRI brarchthe BRI decides to install ricrocomnputersDrarich offices ir, at itsthe future, ore of the alternativesir, the fc0llowirig chapter, discussed
this recapitulated survey willas the pr inmary input for the 

be used
BRI Urit DesaCalculatior Classification(KC-5B). If the BRI should rnicrocomputets decide against installingat its branch offices,recapitulat then the surveyior, will be sent to headquarters for processirg. 

Oper-atio ral Guidel in es I: KUPEDES Developmentr evised versior, of (KC-6) 
to 

a rorthly repcrt introduced over the past 
is a 

assess the yearprogress of KUPEDES. management tool by 
It is to be used as aBRI branch office chiefs,tool by BRI ard a supervisoryregiocral office heads - it is riot intendedthe BRI' s national to erterstat istical reporting,

BRI but rather, to augmentfield monitoring arid evaluatir of KUPEDES.Guidelines OperaticrialI is designed to 
assist 
the BRI brarch 
 office 
chief
 

o set the lending authority of the head of
Desa the BRI Unit
or, the basis of KUPEDES borrower repayment rates;
and
 

,=, set 
 the overall BRI Unit Desa KUPEDES lending ceili ngor, the basis o:f total KUPEDES loans outstandirg. 
Operational Guidelines 
II: BRI Unit Desa Development7), is an optional report whose (KC

implemeritat ionthe use of again depends ':ria microcornputer for data processingoffices - otherwise, it is 
at BRI branchpro:bably not cost-effectivesuch a report. to produceOperational Guidelines II isfacilitate designed toBRI branch office field supervision of BRI Unit Desaactivities, by:
 

' extracting key data frorn other BRI Unit Desa reports;

and 

o assembling these data, 
 by BRI Unit Desa,
against a standardized set 
over time,
 

of performance criteria. 

BRI Regioral Office Re2ort irfn 

Although in most prcovinces,
riot BRI regional offices still
active participants arein the BRI's rati,=nal reportingthey are included chain,
ir, the proposed upgraded
mariagement BRI Unit Desa
inforratior system in the context ofefforts the BRI's currentto computerize its regional offices. 

Thus, the proposed repor-ts'
headquarters from BRI regionial offices to BRI(VW-l through KW-4) for purposes remair 

BRI Unit Desa marageriertthe same as those being used by the BRI in itsregional office computerization project: 



o a daily Rupiah Liquidity Report (KW-1); 

o a monthly Credit Statistics Report (KW-2); 

o a monthly Savings Statistics Report (KW-3); and 
o a monthly combiration Balance Sheet/Profit ard Loss

Statement (KW-4).
 

The input for 
these BRI regionalbranch office reportsoffice reports described is the BRIabove; consequently,additiorns to although n,the above reporting scheme 
is recommended atregional office level, the BRIall proposed modifications of BRIoffice reports branch
should also be 
reflected 
in revisionsregional office compilations of these reports. 
of BRI 

BRI Head Office RepoL-tir
 

Proposed BRI 
head office reportirng withinupgraded BRI the context of anUnit 
Desa management information system falls 
 irto
three clusters of reports: 
 regular BRI
Unit national statistics, BRIDesa classfication 
information, arid 
BRI Unit 
Desa cumulative
arid 
time series statistics.
 

The first cluster 
of reports, 
 regular BRI
statistics national
(KP-1 through KP-4),

unchanged, would remain essentially
except 
 for reflecting the BRI 
branch 
 rodificatiors
descri bed 
 earlier 
 for more localized versions of thereports. sameThese natioral reports include:
 

,z 
 a daily Rupiah Liquidity Report, 
or Laplik (KP-1); 
o a monthly Credit Statistics Report, or STP (KP-2); 
c, a monthly Savings Statistics Report, or STS (KP-3); and 

o a monthly combination Balance Sheet/Profit and Loss 
Staternert (KP-4). 

The second cluster of reports, those relating the BRIDesa classification Unitinformation (KP-5A through KP-7), isquarterly, and ircludes:
 

c, a BRI Unit Desa Classification 
 Survey Surmary (KP-5A),if data processing is done at SRI headquarters; 

BRI Unit Desa Classification Calculations (KP-5B), alsoif data processing is done at BRI headquarters; 

o a surnmary listing of rew BRI Unit Desa Classifications(KP-6), regardless of 
 where data 
 processing 
 is

performed; and
 

0 BRI Branch Office 
Classifications (KP-7), based on theresults cof the BRI Unit Desa classifications. 
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The third cluster of reports, cumulativecata (KP-8 through KP-10), 
arid time seriesis also quarterly.summary It consists ofstatistics to facilitate seniorassessment BRI management'sof BRI Un it Desa development over tirme, 
 and includesthe foliowirg reports: 

o Profitability Time Series (KP-8); 

. Cumulative Savings Statistics (KP-9) ; ard 

Cumulative Credit Statistics (KP-10). 

Ps is depicted in Figure 111-2, the reportsnatiorai in thestatistics BRIcluster form the top of a BRI national
statistics reportinrg pyramid.ci uster of reports is The BRI classificationa combined amal gamat ion survey

arid cross-check of, supplement to,
o:f 
this natiorial reporting system.cumulative Finally,arid time series cluster of 

the 
reports crystallizes trendsin national BRI Unit Desa statistics over time. 

IV. Comparison of Current System with Proposed System 

The proposed upgraded 

system, 

BRI Unit Desa management information
while decreasing the cverall reporting workloadpersonriel, o'f BRIincreases the potential usefulnessefforts. of these reportirgThat is, although 
terms 

the reporting volume, whether
of total number of reports submitted, or 
in
 

volulme of data in terms of totaltransmitted, is greatly reduced under thesystem, proposedselectivity 
 in data requested, 
 simplification
reporti ing formats, ar d ofrat iona ii zat ion of inifcrmat i onheighter prospects f lows
for the system's effectiveness.
 

Figure 111-4, "Comparisor
the followirg 

of Reportirg Workloads," indicateschanges in reportin workloads under the proposed
upgraded system:
 

i a 68 perernt reduction in BRI Unit Desa reporting
requirements; 

o a 20 percent increase in BRI branch office reportirig 
requi remerit s; 

o no change in BRI regional office 
 reporting
 
requirements; 
and 

o a 180 percent increase 
in BRI head office reportingrequirerients, which can be mitigated by enhanced headoffice data 
processing 
facilities.
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COMPARISON OF REPORTING WORKLOADS
 

Overall Change
 

Current system 35 Reports
 
Proposed system 
 28 Reports
 
Change 
 - 20% 
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S= Current workload
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Figure 111-5, "Responses to WeaknessesUnit of the CurrentDesa Management Information BRI 
System,anticipated " indicates theresults 
 of these changes
workloads, as in reportingit summarizes how the current system has
mozldified been
to address the shortcomings discussed in Chapter Two. 

One-_wLa flow of informat io n is addressed through theaddition of two reports requiring feedback from their recipients:
 

o the 
 KUPEDES Development Report (KC-6) 
 requires
responses from BRI 
branch offices re~arding the lending
authority 
 of BRI Unit Desa chiefs and KUPEDES

ceilings for BRI Unit 

loan 
Desa; and 

o the BRI Unit Desa Classification Survey (UD-5, 
KC-5A,
and KP-5A) 
 requires responses from 
 BRI headquarters

regarding BRI 
Unit Desa classifications.
 

The two-,way flow 
 of information 
 is further
through the monitoring of expected responses to 
facilitated
 

from these reports
BRI branch arid 
regional offices, 
and BRI headquarters, 
 by
the BRI 
head office.
 

Undi fferent iated 
 irfcrmat ion 
 is addressed
modification through the
of two national reports 
 to highlight 
 BRI Unit
Desa/BRI 
branch office distinctions:
 

0 Credit Statistics Report, or STP (KC-2, KW-2, and KP
2); ard
 

o Balance Sheet/Profit and Loss Statement, 
 or Model 24

(KC-4, KW-4, and KP-4). 

Information 
 is 
 further differentiated by the
three reports addition of
tailored 
to the needs of their anticipated 
 users

and applications:
 

o 
 KUPEDES Development Report 
(KC-6), 
for field use 
by BRI
branch arid regional offices;
 

o BRI Unit Desa Classification Survey (UD-5, 
KC-5A, and
KP-5A) 
 for assessment 
 of BRI 
 Unit Desa overall

performance by all 
levels; and
 

o Cumulative and Time Series Reports (KP-8, KP-9, and KP10) 
 for BRI headquarters assessment of the BRI UnitDesa program over time. 

42
 



-- 

FIGURE 111-5:
 
RESPONSES TO WEAKNESSES OF THE CURRENT
 

BRI 
UNIT DESA MANAGEMENT INFORMATION SYSTEM
 

Weakness 
 Response
 

: One-Way Flow Of information -- ) 
 Addition Of Reports Requiring Feedback From Recipients
 

- Monitoring Of Expected Feedback From Report Recipients
 

2) Undifferentiated Information 
 - Modification Of National Reports To Highlight BR! Unit Desa/Brinch Office Distinctions
 

-) Addition Of Reports Specialized By Their Anticipated Users & Applications
 

3) Azbiguous Audience 
 Selection Of Dual Strategy To Accomodate Programmatic A 6eneral Assessment Interests
 

4) Lack Of Information Selectivity --> Streamlining Of Redundant Data Requests
 

-- ) Elimination Of Outdated Data Requests 

-) Reconciliation Of Conflicting Data Requests 

-) Addition Of Key Infomation Not Previously Requested 

5) Untimely Data Processing & -) Decentralization Of Data Input & Processing Via Computerizdtion Of BRI Regional Offices
Transmission 

-) Expansion Of Computing Facilities At BRI Headquarters (see: following chapter) 

6) Lack of Internal I External -- ) Addition Of Internal Cross-Checks To BRI National Reports

Cross-Checks
 

-) Reconciliation Of BRI Unit Desa & BRI Branch Office Accounting Months
 

-) Introduction Of External Cross-Checks Via The BRI Unit Desa Classification Survey
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AWjiuouLs audience is addressed through selec.tor,dual strategy of accomodating both programrnmat ic 
of the 

and generalassessment initerests, through: 

o modification of the BRI national reports to improve
reporting on specific UnitBRI Desa programs; and 

o addition of reports that amalgamate programmatic datainto holistic assessments 
 of BRI Unit Desa, as
 
described above.
 

Lack of information selectivity is addressed by reducing
total BRI Unit 
 theDesa reporting workload by two-thirds, through:
 

o streamlining redundant data requests; and
 
o71 eliminating outdated data requests.
 

Irformation selectivity is 
 further enhanced by improving BRI UnitDesa reporting quality, through:
 

o reconciling conflicting data requests; and
 o 
 adding key information riot 
previously requested.
 

Untimel~ data 2rocessig aid transmission is addressed via: 

oD decentralization 
 of data input and processing through

computerization of BRI 
regional offices; and
 

o expansion of computing facilities at 
BRI headquarters
 
(see following chapter).
 

Finally, lack 
 of i rt ernal and external cross-checks isaddressed 

by:
 

o addition 
 of internal 
 cross-checks 
 to BRI national
 
reoorts;
 

o reconciliation of BRI Unit 
Desa and BRI branch office
 
accounting months; and 

o irtroduction of external cross-checks via the BRI 
 Unit
 
Desa classification survey.
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CHAPTER FOUR:
DATA PROCESSING AND TRANSMISSION ALTERNATIVES FOR THE
PROPOSED UPGRADED BRI 
UNIT DESA MANAGEMENT INFORMATION SYSTEM
 

I. Iritroduct ion 

If 
the proposed upgraded BRI 


the BRI decides to adopt
Desa management information Unitsystem presented 
in Chapter Three, or
some variation thereof, 
 it is still faced with 
another
decision: critical
determining 
the most cost-effective way to 
process and
transmit data within the context of the upgraded system. 

II. Review of Alternatives 

There are three major data 
 processing
alternatives and transmission
for the proposed upgraded BRI 
Unit Desa management

information system: 

o 
 Option I: Continuation Without 
Modification Of Current
Head Office/Regional Office Computer Expansion Plans;
 

o Option II: 
 Addition 
Of A Multiuser Microcomputer
 
System At 
The Head Office; and
 

o Option III: 
 Installation Of Microcomputers At 
Branch
 
Offices.
 

Option I 
 calls for continuation 
without 
 modification
current 
BRI efforts to expand both 
of 

its central computer system at
the head office, and 
its minicomputer configuration at 
its large
regional offices.
 

Option 
 I is based 
on the assumption, 
held by the 
 project
managers of both expansion activities, that 
after expansion
beern completed, either system would 
has
 

have sufficient
capacity to excess
accorodate 
the modest needs of the BRI Unit
classification series of reports, 
Desa
 

in addition to 
processing 
 the
BRI's regular statistical reports.
 

At BRI headquarters, 
current expansions plans consist
increasing of
the capacity of its central 
IBM system as follows:
 

o raising 
the CPU capacity from 2 Mb to 
4 Mb;
 

o adding two 
Type 3375 disk units; and
 

o adding six 
Type 3278 terminals.
 

The purpose of this expansion,

mid-1986, which should be completed by
is to give the 
IBM system the capacity to handle' the

ERI's projected:
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o on-line system; 

o inquiry system; and
 

1o1 automated personnel system. 

At the large BRI regional offices 
(Surabaya,
Semarang), Bandung, and
current expansion plans consist of adding one
hard disk to 96 Mbthe Philips minicomputer system described
Ii. in Chapter
The purpose 
 of this expansion is 
to enable
regional offices to 
these three


handle especially large 
 master 
 files in
processing monthly regional statistical reports.
 

Option II 
 calls for the 
 addition
microcornuter of a multiuser
system at 
the BRI head office, with the
approximate mix of following

components, 
configured either as a
network local area
or a distributed processing system, 
 and based on 16-bit
microprocessor technology:
 

o 1 file server 
or service processor;
 

o 60 Mb -
 120 Mb hard disk storage;
 

o 1 tape back-up system; 

o 7 - 12 computers or intelligent work stations; 

o 1 200 cps 
13 6 -column dot matrix printer;
 

o 
 1 50 cps 136-column letter quality printer;
 

o 1 plotter; and 

o 1  7 UPS units.
 

The 
 primary purpose of this multiuser microcomputer
is system
to facilitate classification data utilization among members of
the Coordinating 
 Team for 
 BRI Unit 
 Desa Development,
increasing their by
access to, 
 and control 

same time, over these data. At the
this system could be 

wide variety of other 

used by these team members for a
management applications, 
 including wordprocessing, 
 budgeting, 
 sensitivity 
analysis, 
 and intrateam
co:,rdination and communication. 

Option 
 III calls for 
the installation of
printer, a microcomputer,
and UPS 
unit in every BRI 
branch office. The
objective of imrediatesuch a computerization program is to enhancefield manageier,t thecapacity 
 of BRI branch
decentralizing offices, bydata processing 
 activities
maragement information and improvingutilization. The long-term goal of Option
III is to 
create a nationwide, long-haul 
BRI computer network.
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III. 
 Evaluation of Alternatives
 

There are 
advantages and disadvantages to 
 each of these
 
three options, based 
on 
the following evaluation criteria:
 

o cost (initial investment and 
recurrent expenses);
 

o implementation time 
(including hardware, 
software, and
 
operations) ;
 

o technical 
 ramifications 
 (regarding 
 both current

capacity and 
future expandibility);
 

o institutional 
 compatibility 
(in terms of both 
 current
 
and future management functions); and 

o risk (budgetary, 
 scheduling, 
 technical, 
 and
 
managerial .
 

Figure IV-I, 
 "Tradeoffs 
 Among 
 Data Processing
Transmission and
Alternatives,
" assesses the BRI's three 
 principal
options against 
the above-listed evaluation criteria.
 

Option I 
 has three primary advantages over the 
 other two
opt ions presented: 

o it is 
the least costly;
 

o it would take the least amount of time to implement;
 
and
 

o it is the least risky.
 

However, Option I also offers the lowest 
return of the three
options in terms of 
BRI 
technical and institutional development:
 

o technically, 
 it adds little to present data processing
capacity, and its 
 lack of modularity increases the
difficulty of phased expansion of this system; 
and
 

o institutionally, 
 it 
 does little 
 to enhace current
managerent functions, and the only new 
function 
it adds
is greater reactive data analysis.
 

At 
the other end of the spectrum, Option III offers the BRI
the highest return 
 in terms of technical 
 and institutional
 
development, 
but
 

o 
 is the most expensive;
 

o would take the most 
amount 
of time to implement; and
 

o: is the most risky.
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TRADEOFFS AMONG DATA FIGURE IV-1:

PROCESSING AND TRANSMISSION ALTERNATIYES
 

OPTIONS IOPTION I: 
 IOPTION II: 
 IOPTION III:
I CONTINLATION WITHOUT MODIFICATION OF I ADDITION OF A NULTIUSER I INSTALLATIONI CURRENT HEAD OFFICE/REGIONAL 	 OFOFFICE I MICROCOMPUTER SYSTEM I MICROCOMPUTERSI COMPUTER EXPANSION PLANS 	 AT
I AT THE lEAD OFFICE I BRAN1CH OFFICESINPIJCA IONS I 	 I I 

COST
 

Investment 	 1+ Low - No New Hardware Needed, $5,N0 - 1= Medium - $50,0 - $18,008 For I- : High - $3 - $5MillionI $18,0N For Software/Start-UpRecurrent 	 f Hardware/Software/Start-Up1+ Low - Most Costs Can Be Absorbed By 	 I WIO Sp. Telecom.I= : Medium - $1,888  $2,08 Annually I- HighI 	 - $1- $1.5 MillionRegular Operations 
 I For aintenance/Supplies I For aint./Suppl. 

TIME
 

Hardware 	 1+ Low - Estimated Completion Of Current 
I 

1= Medium - Must Secure Funding, Buy, I- : High - Nationwide ScopeUpgrade Mid-198r !12 Mos.) ISoftware 	 l+ :Low - Can Be Prepa.). 
Install, Start-Up (18 Mos.)l (36 - 68 Mos. ) 

I 
Same (I - 3 Mos.) Butl- : High - Incl. Tie ForWhile Awaiting Upgrade Compl. 
 IOperations 1+ Low 	 Specs. Depend On Hardware I Local Variation- Easily Integrated Into 1= Medium - Must Adapt To Decentralizedi-I 	 : High - Incl. Time ForRegular Operations i Coup. Operations (12 Mos.) I Phased Implem. 

*ECHNICAL I 

Capacity 
 I- Limited 	- Minimal Addition To Present 
f 	

I : Moderate - Multiple Function, Decen-l+ : Considerable - NationalData Processing Capacity

Expandibilityl-	 I tralized, Interactive I
Limited - Lack Of Modularity Increases 1= 	 Upgrading
: Moderate - Configuration Facilitatesl+ : Considerable  Long-iaul
I Difficulty Of Phased Growth I Further Growth 
 I 
 Network
 

INSTITUTIONAL I 	 I 

Current 
 I- Limited 	- Minimal Enhancement 
 i= : Moderate - Increased Data AccessFunctions I 	 1+ : Considerable - HelpsOf Current Management I BY Senior Bank I FieldI Functions

New Functionsl- : Limited - New Functions Restricted To 

I Management I Mangint.
1= :Moderate - Proactive Data Analysis, 1+ : Considerable - Long-TermI Rcdctive Data Analysis I Complementary Functions I 	 Develop.
 

RISK I 

Budget 
 1+ Low - Unlikely To Deviate Far From =: Medium -	 Cost Increases Common But I- : High - Costs Very Hard
I Projections
Schedule 	 1+ : Low - Unlikely To Deviate Far From 

I Relatively Predictable I1= : Medium - Delays Common But 	 To Predict
I- : High - Timetable Very
 

Technical I Projections I
1+ Low - Proven, Comonly Used i Relatively Predictable I Hard To Plan: Medium - Technology New Put UsedI 	 I- : High - RelativelyTechnology 
 I Increasingly inIndonesia
Managerial 	 1+ Low - Easily Accomodated By Current 
I InnovativeI= : Medium -	 Decentralization qut OnlyI 	 I- : High - LogisticManagement Structure 
 I At Head Office 
 I Nightmare
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Option 
 III takes 
 a more long-term perspective
development than of BRIdo the other two options presented, because: 

o technically, 
 it consists of 
a riation-wide 
upgrading of
BRI 
 data processing facilities, beginning with
relatively autonomous 
units, 
 but evolving into a
national long-haul computer network; and 

o institutionally, it both helps BRI field managementperfco.rm, 
their current functions, 
 as well as greatlyincreases 
opportunities for enhancing and diversifying

these functions.
 

Option 
 II is riot exceptionally risky, costly,consurning to irplemerint, or timeas is Option III. Neither a tremendous capacity for enhancing national 
does it offer 

BRI technical and
institutional 
 development, 
 as does Option III.
 

At the same time, Option II is a bittime-consurling more risky, costly, andto, implement than Option I. It also offers more
opportunity for BRI technical and institutional growth than
Option I. 

does 

However, Option II should riot 
been viewed
between Option I and 
as a compromiseOption III. Instead, Option II should be
perceived as 
the first 
stage of Option III implementation. 

In contrast to Option I, Option IIimprovements in the BRI 
can introduce modest

head office's BRI 
Unit Desa
iriformat ion managementsystem immediately, while at the same time lay thefourdation for upgrading BRI data processingfacilities and utilizationnationwide 
via subsequent implementation 
of Option
III. Option I, on 
the other hand, 
 is a marginal adaptation of
current systems, which increases the quality of BRI
informat ion Unit Desafor BRI management, but does 
 not introduce 
 any
fundamental 
 changes in BRI 
management organization or 
 practices
upon which 
future initiatives 
can be built.
 

IV. Recommendat icn 

Although Option I offers the
resistance, BRI the path of least
it is also a dead end. 

very And while Option III looks
promising, 
 Indonesia's 
 relatively

telecommunications weak present


infrastructure 
makes its adoption somewhat
premature, especially given 
the relatively limited volume and
urgency 
 of BRI Unit 
Desa data currently anticipated which 
 would
not be included 
in regular BRI statistical reports. 
 Thus, among
the three 
 data processing 
 and transmission 
 alternatives
presented, 
 Option II appears to 
be the most suitable match
BRI management needs and 
with 

operating environment. 

49
 

http:perfco.rm


Option I does not 
bring BRI managers any closer to the data
they would like to 
use in arriving at policy and 
 implementation

decisions, 
nor does it allow BRI 
managers increased flexibility
in utilization of these data. 
 That is, BRI managers would still
be restricted to analyzing reports they receive from 
a central
data processing unit, 
 instead of having the facilities to freely

access 
these data according 
to their specific needs.
 

Option II would decentralize data 
 input, processing, and
access at 
 BRI headquarters, 
 from a central electronic 
data
processing center 
 to the offices of those who plan to 
use data
the system generates. 
 Not only would 
 this greatly increase
flexibility in 
 data utilization by BRI 
managers, 
 but it would
also prepare 
 the BRI for applying the 
same principle of 
 using
information 
 as a management tool 
to its regional and branch
offices, 
 if the BRI 
should decide to implement Option III 
in the
 
fut ure. 

While central 
 batch data processing is certainly the 
 most
cost-effective 
way to produce the BRI's 
regular national,
regional, arid 
 branch office statistical reports, 
 it is the
optimal notmariner for encouraging the creative use of specializedmanagement 
 reports like 
 the BRI Unit Desa series of

classification reports. 

Furthermore, any system adopted for processing and 
producing
the BRI Unit Desa classification reports would 
be relatively idle
8 to 10 weeks of every quarter, as it would take a maximum of two
weeks to process, producekey in, and these reports.
 

However, if Option II were 
 to be implemernted, theCoordinating Team for BRI Unit Desa Development would have muchmore than 
a data processor at 
its disposal. It could also use
this system as a 
data base manager, allowing 
its members to mix,
match, search, and sort BRI Unit 
Desa data in ways most suitable
to their current 
needs. In addition, 
the Team could use the
system for 
the preparation of correspondence, circulars, budgets,
planning, and sensitivity analyses, and intrateamfor 

commur ication arid coordination.
 

In the long-term, Option III is probably theadvantageous alternative most
for the BRI. But at the moment,only is the anticipated volume and 

not 
urgency of Unit Desa-specificdata outside 
the BRI's 
national reporting 
 system probably
insufficient 
 to justify 
 the installation 
 of special
microcomputers at BRI branch offices, but the technology requiredto allow a 
nation-wide decentralized data processing system 
tofunction in a relatively safe, cost-efficient yetmanner is not 


available in Indonesia. 
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If the BRI were 
to simply install microcomputers 
at its
approximately 
 300 branch offices around 
 the country, Without
giving these microcomputers 
the capacity to transmit data
directly to Jakarta, 
 the result would be 
a management nightmare.

It simply is not feasible to send 
in 300 diskettes or tapes to
Jakarta every month. 
 As an interim measure, such physical mediacan be sent to the BRI regional offices, but such measures impose
severe underutilization of computer facilities.
 

Today, the most cost-effective way to transmit data
BRI branch offices to Jakarta is via 
from 

regular direct dial (SLJJ)telephone lines. Unfortunately, only approximately one-third of
the BRI's 
 branch offices 
are currently beneficiaries of 
 direct
dial telephone service, 
 arid of these offices, many would require
special 
 new or reconditioned telephone wires to meet 
 the

technical specifications of analog data transmissiorn.
 

Thus, it is suggested that the BRI 
keep Option III in mind
as a long-term goal, 
 but delay its implementation until data
volume warrants the introductio 1 of microcomputer facilities

BRI branch offices, arid 

in
 
Indonesia' s telecommunicat ions
infrastructure makes such installations technically feasible arid 

financially cost-effective.
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CHAPTER FIVE:
 

FOLLOW-UP ACTIVITIES
 

I. 	 I nt rod uct i '-'ri
 

This report 
is the final output 
of Phase I of upgrading the
BRI Unit Desa management information system. It presentsrecommend at ions for 	 improving the 	 system currently in use(Chapter Three), 
 together with suggestions regarding 
 the 	 most
appropriate means 
for processing and transmitting data within the
context of this upgraded system (Chapter Four).
 

If the BRI Directorate decides adopt
to this report'sproposals, or variationsome 	 thereof, then the next step 	is tobegin implementation of these recommendations, or Phase IIupgrading the BRI Unit Desa management information system. 
of 

This chapter briefly discusses the most critical follow-up
activities that 
 should be undertaken, should the 	BRI wish toembark on Phase II 	 irmplement at ion. These activities are 
corprised of: 

o system dozcumertation;
 

,-- staff training;
 

o 	 system automat ion; and 

o 	 long-rarnge strategic planning. 

II. 	 System Document ation 

The first miajor Phase II activity should consist ofdocumierting the proposed upgraded BRI Unit Desa management
iriformation system. This would mainly ertail preparing a rmarual 
which: 

o 	 surilmar i zes the overall rationale for revising the 
current system; 

o 	 explains the purpose ,z'f each reporting form i, the 
revised system; 

o 	 discusses interrelationships and 	 cross-checks 
among

reportirig forms; and 

o 	 provides detailed instruct ions for 	 complet ing each
 
f orm. 
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III. 	 Staff Trairir~g
 

Once the upgraded 
BRI 	Unit Desa management information
system has beer, fully documented, 
 the next step in implementing
this system is to begin a comprehensive, long-term training

effort. 

This training should 
 be provided for all 
 BRI 	 Unit Desa
employees, as well as for BRI 
branch office, regional office, and
head office staff who 
are 	directly involved 
in supervising BRI
Unit Desa 
 activities. 
 Because such 
 coverage 
would include
approximately 
half 	of the BRI's total staff, or roughly 15,000
people, the training would have to 
be conducted in stages, over
 
an extended period of time.
 

Training curricula should include: 

o 	 explanation and 	 discussion 
 of 	 the above-described
 
manual ; and 

o 	 instructior, regarding the use of the revised reports by
their recipients, concentrating 
 on ways to analyze,

evaluate, and respond to transmitted data.
 

IV. 	 System Automat ion 

While system documentation and 	 staff training are underway,the BRI should simultaneously 
enhance 
 its 	 data processing
facilities 
 at 	 BRI headquarters through the 
acquisition of a
multiuser microcomputer system for the Coordinating Team for BRI
 
Unit Desa Development.
 

This 	entails: 

o 	 drawing up 
 detailed microcomputer system 
specifica
tions; 

o 	 tendering a contract for system hardware, software, and 
support services; 

o 	 selecting, procuring, and installing the microcomputer 
system; 

o starting up microcomputer system operations; and
 

o 
 training microcomputer system managers and 
users.
 

53
 



V. Long-Range Strategic Planning 

Finally, 
 the BRI should not 
view Phase II of upgrading the
BRI Unit 
Desa management information system 
as an end in itself,
but rather, as a transition from 
a heavily centralized, 
 batch
processing-oriented 
 information system to a 
diversified 
 mixture
of centralized 
national statistical 
 report production,
decentralized management and
 
information generation and utilization.
 

As was discussed 
in the previous chapter, Option III for
processing and 
 transmitting 
 data within the context of
upgraded 
 BRI Unit an

Desa management information system 
 is the
preferred alternative in theory. 
 However, the relatively small
volume 
of BRI 
Unit Desa data anticipated 
in the near future,
when compared with Option III's high 
 cost, lengthy time to
implement, 
 and extremely high technical 
risk, makes adoption of


this alternative a 
hit premature.
 

However, Option III should 
 become a viable 
alternative
within the 
 next five years, 
as branch reporting activities
increase, decentralized 
computer installation 
 and maintenance'
become more 
cost-effective, 
and Indonesia's 
telecommunications

infrastructure develops sufficiently to support such systems.
 

Thus, while concentrating implementation of Option
on II,
the BRI should simultaneously 
 begin 
 planning expansion and
diversification 
 of this 
system, by developing a long-range
strategic plan 
 for further decentralization 
of BRI data
processing and transmission facilities.
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ANNEXES
 

ANNEX A: 
 UPGRADING THE BRI UNIT DESA MANAGEMENT INFORMATION
 
SYSTEM:
 
SCHEDULE AND WORK PLAN FOR PHASE I
 

ANNEX B: 	 NEW REPORTING FORMS:
 
BLANK FORMATS
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ANNEX A:
UPGRADING THE BANK RAKYAT INDONESIA 
(BRI) UNIT DESA
 
MANAGEMENT INFORMATION SYSTEM:
 

SCHEDULE AND WORK PLAN FOR PHASE I
 

DATE ACTIVI 

5 September - Unit Desa management
20 October information system 
(22 billed days) needs assessment, 

21 October - Trip to DAI corporate 
2e November headquarters on non-BRl 
(2 billed days) business. 

21 November - Unit Desa management

31 January information system 

(48 billed days) redesign; 


Report preparation.
 

I February - Computerization 

28 February feasibility study; 

(22 billed days) 
 Report preparation, 


I March - Trip to DAI corporate 

31 Karch headquarters on non-BRI
 
(2billed days) business.
 

I April - Report finalization, 
3e June presentation, discussion, 
(26 billed days) revision, and follow-up, 


Elapsed Time: 10 months (306 days)
Billed Time: 5 months (122 days) 

OUTPT 
STATUS 

Description and documentation of the flow, form, and Activity completed;contents of the BRI's current Unit Desa management Outputsinformation system; 
included in final 

Discussion of the BRI's current and anticipated report.

information needs in order to manage 
 the Unit Desa 
program efficiently and effectively;
 
Analysis of how the existing management information
 
system would 
 have to be altered to meet these needs.
 

None. 

Completed. 

Upgraded Unit Desa management information system Completed.
for implementation, regardless of whether or not it 
iseventually computerized.
 

Study of the feasibility of computerizing the upgraded 
 Completed.

BRI Unit Desa management information system, and if
 
appropriate, presentation of computerization options,
 
and their time, cost, technical, and institutional
 
implications.
 

None. 

Completed.
 

Final report; 

Completed.


Proposed plan, schedule, and budget for follow-on 
activities.
 



ANNEX B:
 
NEW REPORTING FORMS:
 

BLANK FORMATS
 

UD-1: Rupiah Liquidity Report

UD-2A: Credit 
 Report - Executing 
UD-2B: Credit 
Report - Channeling

UD-3: Bank Funds Arid Services Report
UD-4A: Balance Sheet
 
UD-4B: Profit 
 Anid Loss Statement 
UD-5: BRI Unit 
Desa Classification Survey
 

KC-5A: Classification Survey Recapitulation
KC-6: Operational Guidelines 
I: KUPEDES Development

KC-7: Operational Guidelines II: 
 Unit Desa
 

Development
 

KP-5A: Classification Survey Summary

KP-5B: Classification Calculation
 
KP-6: 
 BRI Unit Desa Classification
 
KP-7: BRI 
Branch Office Classification 
KP-8: Profitability Time Series 
KP-9: Cumulative Savings Statistics 
KP-10: Cumulative Credit Statistics
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