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How Admlnloﬁdﬂvo Arrangements Can influence Prograh Outcomes

The form of the administrative arrangements wsed to implement «
project oe program can be crucsal to (s sucesss or fadure, Even when
there v the will and the capacity to conduct a project or program,
and sirony sustiftcation for 1 the otcome s more like!y to deprend
on the type of arrangements wed to implewsent it than on the ideal-
gy of the leadenshp of the character (e, democeatic or authoritar.

ten) of the regime,

An exver ntillustiation iv found e John 1, Mont.
Notery's study ol twenty live L retorm programe,

Montgomery categonged Lind aeform programs, i
tesms of ther administiative arangements, as ¢ otral-
fzed, decentralized, and devolved, For each he nea
sured  changes n fowe Lactors:s 1) peasant incomes,
Q) poasant Land tennee ety ) peasant political
power, amnd 1) politicad power of the biveanoracy which
conducted the progam,

Centralized

Montgomery found that thove regimes which, regard.
less of their politial haracter, employed an exiting
cottralized  admoistrative arvangemens were generally
unsuccessfud o increaving peasant mcomes and political
power, only partiafly siwccessful in improving security of
land tenure, and consistently suecessful in increasing the
petitical power of the bureaucracy, (Swe table, “Effects
of Administiative Atangements,”’)
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Centealised: There are two actors: the centeal authority which
may be some vatlant ol 4 Ministey of Agticultuee and Land Re-
form ard the peasantry, Information bs collected amang the pees
antry and Hows up (o the center. Declsions fiow downward,

The rocial links of an clite burcaucracy ure more
likely to be with promineict landholders than with peas-
ants, Land reform programs offer an almost irresistable
opportunity for economic and political sclf-aggrandize:

mente Centralized anthotity and decision-inaking ar.
rangements lhmuul.tgtf the pt'l(‘t’ptiml. cxmrninn, and
sabistaction ol local necdy and interests,

Centralized administzative arrangements involyve cere
tin diseconomies of knowledge we, Centralized decie
siony about progrsn, implementation require knowiedge
and judgments about local conditions, Physical, social,
and polivcal distances encourage deluy, misinterprets
tion, and Soesponsibility Becsions wwhich must be sent
doswn from the center lor inpletnentation may not i
loval coditions, Delay itsell iy olien enoagh to blodk
the stccesstud implementation of a program

Decentralized

Decentralized admiistrative arrangements, where a
number of agencies were each given partial responsiind.
ity for program implementation, resulted i greater in:
creases i peasant incomes and land tentire security than
Aid contralized  arrangements,  But peasant political
power did not increase, and the dweaucracy's poiitical
power icreased i every instance observed, (See table,
“Effects of Adminutrative Artangements,’)
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Decentralized: Vhe specialised sgencies may be Minlotries of Agri-
culture, Social Wellare, National Development Banke, snd ¥Farmer
Representatives. Information ls collectc d by these agenc.co amonyg
the peasaniry, ¢nordinated among the agencies, and decislons
made,

e §

Each of these Design Notes states a lesson which may be useful 10 those ergaged in planiing, managing, or evaluating development

effurts, such os technical asslotarce | scjects. A given note may describe o technique and discuss ite use, may present and explain
o useful concept, ¢ report ¢ Siactional relaticnship between some intervention and some outcome. Nesign Notes are
bached by cited evidence from PASITAM siudies, published literature, or the 1eports of development agencles.
Comments and queries are !avited, shiag with requests for ndditional coples and supplemenial materisls,

William J. $iffin / Director / (812) 237-1341 / Indiana Univeisity / Bloomington, Indiana / 47401

-

[N



Decentralized arzangements miv result in hetter pro-
gam information, When each agency develops knowl
edge withia its particular sphare of comoetence it may
do 80 more rupidly and cconomically. Yet there is dupli-
cation of information-gathering activities, confusion and
conflict over authority, and disperiion of responsibility,
Accountubility and controf are problems,

Devolved

In devolved amangements, where significant adminis-
trative responsbility was vesced inlocyl pelitical leaders
aned structures, peasant incomes and polttical power
icreaved in a magority of cases. Land tenure security
increased o0 all cases. With one possible exception live
reaucrotic power did pot eerease, (See tabley CElects
of Administriive Arrangemenis,”)
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Devolved: The central anthonty initistes, coordinatr g supposte,
aind guldes the progeam. Decstons are nnade at the doeel of tenant
ansoiiations. campiesinoe wniohs, and Larin tenand §oootmittees,

Greater elfiviency and eflectnvenen in decimion
making oceuns when those with knowledge of local con-
ditions are pivea responsbility and atbority forimple-

ment ng the program. There e obvious mereases in the

rapidity of decision-making when knowledye which is
focilly availeble is used by local authorities to make de-
cisions of 1ocal comeern,

This does not bnply @ lack ol governmental involve.
pent; rather, it cails Tor new patterns of 1esponse in
support of local authorities to wiom the centralized bu-
FEAUCTACY 15 0w 11 some Picasure accouatable,

Conclinjon
The evidence mdicates Jhat e devolved agement
promutes longran political stability: becawse of the re
sponsiveness of the bureaneracy to docal needy and imter
ety and because ol increased popular support.

Montgomery's study was concerned oy with land
vefonm progeans, but his allastiations at the etfect of
adiministrative anrangements on prognam ovtcome have
implications Tor many kinds of etiort,

Administraton and technical asistance experts at the
mational, tegronal o Jocal progect Jevel should consuder
the possible use of devolved g ments e thei spe
cilic enterprises,

For further i nonation s o

Montgemery, John Do The allocation ol aathonty in
Ll veforne programs: & compatative stidy ol admin
itrative processes and outpun dmonstratiee Set
eNnce Qlu'rh'!/\' L7 7h

ULS. AL, Sprmg Revive af Land Reform 12 vols

fu70,

Thiy Design Note was prepane Ul Laul Cannpighan,

EAf=cts of Administrative Avrangems nts in Land Retorm Projects

Peavants Increased
Tenure Secury

Adminiatrative
Maode

Centraliscd

(9 canes) 2( 22.0%)

Decentralized
(6 cures) 4 ( 66.6%) 0 ( 0.0%)
Devolved

(10 cases) 16 (100,0%)

Pecsants Inecreancd
Poditical Power

b(11.6%)

8 (80.0%)

lsecreased
Burcawenatic Power

Peasants Increased
Income
1 (11.0%) 9 (100,0%%)
2 (33.:" b) 6 (l““.“‘%l)

8 (80.0%) F(O10.0%)

Source: John 1. Montgosery, “Allocation of Authority in Land Reform Programs: A Comparative Study
of Administrative Processes and Outputs,” Administrative Science Quarterly, 17(March 1972):62.75,

*Number and percentage of cases,
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Effect of Training Programs onWork Behavicr

fratning soratogies of ot onational otitates sonfi
cantly difhoence tie post traiming work behaeror of /u‘u
tapants. Cons quently, these strategies woa affect pro
graony of the nattonal isttutes to whsch tratmees retur e,

Anexeellent ihistiaton of the relbionshig heveen
fining strtegies and posttamnng work bedasior o
fonnd s g res nt stady condarted by Baton B Swan
sorr ol the Interonwtioned Matze ard Wheat Taprovement
Gemter (CINIMY D) i Mestco and the Titernational e
Researeh bientute (FRRT) o the Plalippines,

Swanson adentidoed thiee tanming strategies: a0 basa
research project approactc which iramed workers to en
aste i hnoseledpe cenerationgg activities, o preodug tron
strategy approach which toaned workers to conmnm
cite tecdhinteal mlormation to producens ha not to toan
ather percoanel, and ane onthe job dratiiing apprench
which trained workers 1o develop ad improve adaptive
production techiolagy,

IRRE Rese weh Training Vrogran:
A Rewea ch Project Stoategy

The IRPT Research Training Program assumes that
the major weahness of national rice tesearch inviitutey is
a shortage ol competent esearch workers, TRRT secks
to remedy this sitaation by providing tecneeswith sohid
rescarch experience enabling them toinaependently de
i and implement research propaanms,

The educational objective ul the progonm is the de
velopment b the tainee’s ahility 1o analyze and 1o
conduct tescsuech which will generate sew knowledge
conceming rice praduction,

Suinees work coosely with an expenenced agncal
turad researsher, participating inone facet of hin e
scirch and eventaally conducting a tescarch project in
one disciplinary aea under his supevision,

The TRRY program is highly successtul inrealizimg ity
primary oojective, with a large percentage (719%) o ity
former  trainees working in knowledpegenerating se

search activitien and pullishing technical papers,

HRRD Rice Produciion Franing Program,
L Pee faction Strategy

Responding to the vt e Lo aprdihied extenaon
preosonnet, vhe TRIGE Rice Producten Toanang Frogram
sechs to create aomdtphier etlect by “te g the tiain
e e pradaction specialive whoowaill he while tode
sipen and mlplrlm 7o e |nn|hic oy Tt pevopeam
{on extrasian pt'l\n.llu'l. Phey wie o taaned i anaiv i

Al skl siticent to conducr apphod yesearchs,

Prawness o bt thiens teae s thae classionmm Lanul
tanizine themselo s with sodern e techiagues, The
vt tease tsospent e the feld et ths then
recal hacswledpe warhe practical taammg and develaping
theiv abidity too conmmuacate the new technology 1o

vthers,

While the nreonty of Toomer tnamees are nvaking v
of the tnanme recenved o TR anly sl percsitage
R e wonkings e nice prodic ion fednens, One
lovth of the nee producnon tomees are cploying the
analy tical shills desveloped a TRRL

CIMMY s Wheat Training Propoan:
Onathe:Job Srategy

CINIMY P taining stiategy ase imes e the nsifor
conntrarnt o the tramster and development ol wheat
technolopy as wn organizational weakieess: the inahility
ol pationad vesearch institutions to oanize thepselves
to solve techmcal production problews, CIMMYT {o.
cives onone specilic probidem the need Tor new genetic
technology and seeks to upggrade the reseanch skills ol
i tinees tooa lovel safficient for them to design and
taplement a wheat research progrom,

The major educational abjective of the progoan is to
develop the trainee’s ability to svnthesize wvcilable ge.
netic lines in the praduction ol new genetic vazicties, At

Each of these Deaign Notes mates a lesson which may be useful to thase cogaged don planning, mavaging, or rvaluating developmenst
efforts, such as technt al ussistance projects, A given note may deacribie a technigue and discuns it ase, may present and explain
a useful concept, or report a functional celationship between some intervention and some outcome, Design Notes are
backed by clted evidence from PASITAM studies, published Hierature, or the repasts of development agencies,
Comments and queries are invited, aloryg with requests for additional coples and supplemental materials,

William J. Siffin / Dircctor / (R12) 337-1341 / Indiana University [ Bloomington, Indiana [/ 47401
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the same time CIMMYT secks to develop paitive atie
tudes wvard prieetical applicetion oo the part oi the
tcinees by requining field wath and ewarding those
trainees who intermalize CIMMY T atitudes.,

‘This teaining methodology deveiopy wheat yesearch
manpower and acts s oan “earby-cut' seleciion tool b
identibyiag those trainees whe will et benelit from
Turther g,

I terims of s obpecnves ISV overy scesstul,
Fhe vast arajority ob s foige o trainees (040) e now
egased i wheat tesearsi ovrmprovement tvities ol
4 techmodogy developimg e CINNIYT s been
Jows saccrsatul e procsiong tramees who e an pro-
e sy i ovesent e tivities,

CONCLUSION

The charar e ol research taaning programs sgnile
cantly inthiences the post training warh beluvion of tor
met teainees and the develcoment and anentatien ol the
wational mstitates toowhich they return, A SCHTOUS o
it o e reasig apneudtuead prodiction v the e
Aty ol pational esea o oreaizations 1o prroduce
nes techiedooy wmed at oy focal peodaciion prob
fewive T the wnne ob tanmng s Held apphications, thi
stratepy should cmplhasiee sty anl applicd tedh
podopy deselopaent, HEthe wm s to foste I thes
Laboratony worh, the touning stiateyy shoald eonplhuasiee
antlyvis, ot pmaticand antitetes ol traimng v othe
organizations considening the design and implementa

tion ol teeining programs should pay pacicatar attens
tion to the needs of the envitonmess w which the
srainee v il retmn, Chey maet be particakirly conBCious
ol the influenee thein training ehjectives and methodol-
opgies wird hase o the posi-tuaning behavion of dhei
studdents,

Souree: Swanson, Waton Eo Ty Agricaltural Re
vearel and Estension Workens Trons Tass Developed
Comntries.” PhuD, diaertadion, (ivasity ol Wiscon.
sin, 1970

For farther mdormation secs

Mosernat, A U Resvateh Syeeems In Institutions in
Agricultural Devecipment, edited by Melvin G. Blase,
pire H-RE Ames, Towas Towa State Univensity Press,
1971,

Ruttan, Vernon W, SReweacch histititions: Questions
ol Otganization'” by bshitutions Apricultural De-
velopment, edited by Melvin G, Blase  pp. 120K,
Anies, Towa: Towa State University Pre s 1971

Ruttan, Yermon W, and Hayami, Yujivo, dgen  tural
Development: A nternational Perspective, Fart 1V
Waltimore: Yhe Jolms Hophias University Fress,
19710,

Swarison, Burton ko Dransperring Research Capacily.
Woommimgton, nduana PASIVAM, 1470,

Shiy design note was prepared by Lol Cunningham.
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A Management Informafit:)—nmsystem Model for Multi-Purpose,
Multi-Method Rural Development Projects

Under certain conditions a° Manageme:i Information
System can help reduce error, improve effeetivencss,
and promote participation n agricultural and rural des
velopment projects, This  Design Note presents one

madel of such a system,

Management luformation Systems (MIS) serve virious
needs In zomplex’ organizations, such ax increasing cons
trol capubilities of mansgement and providiog strategic
information for enherent decision-making at different
points within' the organization;

Properly designed MIS can help muanagement under
the follawing conditionss

1, Where the organiziion iy so complex that balanced
und’ coordinuted activity und assessmeny ol organizas
tonal’ states require speclalized informition procasses
(accounting and budgeting were the original MIS);

2, Where tha o1 wnization's environment is so complis
cited and unstable that continuing wnnlysis iy essential
to #lfective actions und

35 Where influence, s opposed to authoritative
control, I8 un important technique for pursuing the ors
ganization's alms in i environment,

Information can have two effects on influence: (a) It
cin provide w Common view and interpretation of a
situation, leading to agreement on a line of action.
() It can bulld support for project or propram goals
when targets of the organization's influence contrib:
ute Information which ie reflected in the oiganizas
tion's “behavior.*

An effective MIS reqaires: (1) Determining reesinmt
information needs (and ininimizing Irrelevant data);
(2) Providing reliable and economical reaponses to rele:
vant Information needs; and (3) Delivering information
to users in a timely and meaningful munner.

MIS tn Agriculturil and Rural Development*®

Prodectlevel MIS asenimies Hexible project design and
effective munagiment ut the project levels Guiding aims
idre to integrate analysis with action, 1o build a learning
capacity into the organization, and 1o enlarge influence
by generating influential infarntation from slients and
uthera, Thiee Kicds of information areneeded: (1) Cons
textuil or baseline datas (2) Cuirent information about
the statuy of project implementation; and (3) Data
about project effects,

Iy Baseline Data

Baseline data are the foundation of an elfective MIS,
Most agriculturyl and raral development projects unders
go continuing design, as lessons are Marned from experis
ence and initinl conditions are changed, Baseline dinti iy
necessiry at the outsets v continues ta be relevant
throughout the life of & project, and is often used in
confunction with other Kinds of informution: ‘The model
deseribed here emphasizess the continuing genération
and’ use of bBaseline data for & multipurpose, multis
method projects

Baseline data’ provide answers to questions about the
task environment of the projec’a Whit are the pertinent
soclal, economic, political, ard physical features of the

*This particular model of an MIS for certaln Kinds of agricultural
and rural development projects Is based upon PFeter ¥. Welsel,
“Data Colleetion Deslgn to Support Rural Development=the Case
ol Vikige, Kenya,' Vihiga Speclal Rural Development Yrogram
Discusslon Paper No. 9, November 1474 (offset 19 ppe plus
attachments), Obtalned fram the Working Group on the Rural
Poor, L8 ALD, Washington, 13,C,

Fuch of these Deaslgn Notes siates a lesson which may be useful to those engaged In planning, managing, or evaiuating developmeat
efforts, such as technical asslatince projects, A given note may describe a technique and dscury (ts use, may present and explain
a useful concept, or report a functional relationship between some Intervention and some outcome, Deslgn Notes are
backed by clted evidence from FASITAM studies, published literature, or the reports of development agencies,
Comments and querles are invited, along with requests for additional coples and supplemental materlals,

William J. 8iffin / Director / (812) 887:1841’/ Indiana University / Bloomington, Indiana’/ 47401
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environment? How does ahe environment “work?" What
ate the paiterny, values, pressures, potenticls, anc con-

- trols? In an ugricultural or rural development project,

there s an adslitdonal question: How ean we get the I
tended clients of the project construetively involyed?

Baseline it ere in several ways crucial to project

~ selection, design, and managements (13 for testing, re:

fining, #nad pechaps rejecting the assumptions in which a
preject explunation s initially based; (2) for devising
anal implemebiing o project strategys and (3) for eataly-
hshing relevat Ldicaton of project effort and effect,

Typical Laseline data includes

(1) houschoidgenerated economic information about
Incomes, resources, employment, vutput, expenditures,
furming practices, tenure, taxes, und diets;

(2) household-gencrated secio-cultural infermation
aboet perceptions, attitudes, and expectutions, includ:
ing data about values placed on homesites, land, particus
lar crops, use ol time, aspirations, and assumptions
aboutthe future; and

(8) nonhouseholdigenerated fiformation about mars
Kets, nonlurm cconomic actvity, and other relevant
features of the tnstitutional setting,

Baseline aata must be produced ina tmely, redason:
ably reliuble Gahion and packiged in ways thit eacours
age e Veadeolfs betweens timeliness and  rgorons
anilysis are hkely to be important. Use of scarce, high
cost tulent should be minimized. Biseline data should be
developed in wiys trat bulld project support,

The most comprehensive haseline survey reported (or
the Viliga project took 88 man:days of senior analyst
time and 192 mansdays of field work over about a fours
month perod, Supplemental surveys might take 10 to
20 diys of senior annlyst timSand 80 to 60 deys of field
waork, L=

2 Project Implementation Liata
Project Implementation diti inelude implementation
indicators (Information about inputs, outputs, costs);

\ utilization indicators (data abhout numbers and' types of

beneliciaries, kinds and amounts of benelits)s and i
volvement indicators (information abows the amount
and Kind of invoivement on the piet of Intended clients
and athers).

Implementation anslysis addeesses these qucetions:
Do current almy make sense, or ure there preferred alters
ntives? Doex current project strategy (it project aims?
What are the current constraints and deficienclos?

3. Evaluation Data >

fivaluation dati are also generated by MIS, Implemen:
tation unalysis provides evaluation data by examining
such things as relations between beneliclaries and in
tended beneficluries and’ relations between project ef:
fects and intended effects,

Experience U with  thix  particular ‘model  suggests:
(1) Implementation and evaluation anulysis hax swo im:

portant elements—a (low of data generated: direcily -

from project operations, and special studies 6f partien
lar project activity, (2) Consultation with government
officials before, during, and after analyws uffects the
valug of the data (as does preparation of finclings in
briel written forin with focus upon specific options),
\#) Consultation with project elients and' potential cli:
ents in obtaining information about implementation
etfeaws, and effectivencss, i cruzial, Welliplanned con-

sultative approaches tend to mimmize error in project
planning and mesugement, enlinge the influence of the

project, ardqiroduce true parteipation in development
ellorts,

MIS for A & R1: Organization und Resources

Manugement Information System applications must
be fitted to specific alms and eireumitances, Key fea
tures include: beginning to establish baseline dati before
project start-upi incorporating a continuaus reporting
systeminto 6hgoing project operations; and whore ap:
Propriate creating o project munagement analysis staff
with & stringent obligation 10 scrve profect decision:
IAKCrs,

Resource requirements for this particular faodel in:
clude a yvpeeinlized staffanit, An example, bused on the
Vihiga experience, inclutles:

1) A sentor analyst, with a PhiD. in econontics o age
ticultural economices and prior rural ficld reseurch expes
rience to define und structure analysis work, determine
(indings, communicate results, and generally supervise
the field staff;,

(2) An assvciate sénior analyst, trained in o field of
behavioral science other than economics, with practical
experiance, toahare in the design of analysis, assessmont
ol findings, instruction of field staff, and communica:
tion of results,

(3) An assistant analy:t, a local person with ahout
Foim B or high school leve!l educution and some field re-
search “experience to participate In supervising fleld
work, coliect some kinds of data, and do some tabulas
tion‘and preliminury. analyals,

(4) Field staff, w il number (2 or 8) of local indi-
vidualy with Form 4 ¢=5 or high school level ¢ducation,
responsible for data collection,

(8) CGlerical support which may be assigned to' the
analysls staff or drawr from general services available to
project management.

(6) Access to iransport.

A7) Data processing services generally obtained exters
naliy from u college, university, or research inttitute,
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Thix partieular model (s o rather large. mulils
‘purpose,. multismethod rural development project, with
substantial needs for Contalning specinlized unaly s, 1tis

not i universal model, nor i this W complete pleture,

Mich dixta deveiapimeat for MiS; particularly hnplc:m&h-
Jon and ongoing évaluation mformation, should b

built into projeet operations, an noted i other forths

cCming PASITAM notes on MIS. "The yasence of MIS iy
vot 4 partoalar form of organizatioZs 1UIs the capacity
toddentily informetion needs, prodyjce apprepriate anal:
yses, und use them in effective maniigement decisions.

Costing an MIS presents o problemsA sucd MIS el
faates costs that can be Judged but not measured, such
as the costs of error aad the costs of limited effectives
ness. The highest possible cost of error i the value of
pesources used inoa project that failedy plus the sppors
tonity costs of failure to the pacticipanty

CGoneerning effectiveness, ugrioaltural and rural devel:
opment projezts are usially satisficing rather than oplis
mizing in their resoarce ases Projects whizh cannot be
substantinlly “sesndardized™ can be subjected to certain
critical threshold tests of effpctiveness, such as lavurable
internal rates of return, But reasonubly: precise measnies
of elfectiveness, relative to a sure standard of what hg
project as @ bundle of resources should péaduce, do not
exisl,

I s therefore impossible to apply 4 doterminate cost/
benefit caledus o MIS, The prime benelite are the

Sidance of ereor and an inereise in relative elfective
ness. But 2vdat errors were avolded, and what inekes
menty of effectiveness can be attributed?

Errors avoided through effective monugement don't
show up In the dat *Better results™ raixe the ghallenge,
“Hetter thun what?' Thus the basic argament for MIS is
the clemental need for better management in a field
wltere the rate of error is high and rezaitsare limited,

A speclulized MIS unit should  probably not be
labeled o “Research Staffi!* Labels don't charge odors,
and titles don't accessarily spacify: functions. But lubels
and titles do imply something about meanings und
expectations. To most people “research™ is not *man-
agements' The term “resciarch' suggests i separation
between analysiy and action. Analysts, muanagers, and
those wheo design and fund projects should understand
what is Involved, MIS s a fiexible, systematic arranges
ment for producing and using: information (o manage
complex endeavors which operate under conditions of
novelty anduncertainty and whichare highly viilnerable
Leerror,

An Example from Vihiga ~
One faces of the Vikiga Project involved loans to lo
{ middle ficome malze growers for seed and fextilizer
—and problewns of mauking loans, getting them 1o the
right people, getting the fund)/ used properly, and col:

lecting debu, Between 1971 and 1973 lending wrew, bt
repayment declinerls '

According o the guiding wscimption of the activity,
credit was the ehiel” bastier o the growsth of hyhsd
ailze, Tmplementation aalvsis alter abont thice years

reveitleds

A1) The bulk of the bomrawery were wealthy rathe
i dow and middle income Favmerss

(2) Crediv way not s constraint for theserecipients;

() But, credit wis w0 constoning Tor the ftended
cliehty, 4 :

hese Mhydings, based apon anilyses thst drew (rom
haaeline dutiy other muserislys, and extensive mectngs
{Uillage devel maide credit saminas') witin 1974 loan
ceny led o redesign of the 1975 Faan package,

Plsessaninaes roveaded:

(1) Farmers were not iterested i being leetured ol
threatened concerning r=piayment,

(2) They were dnterested in tdKing about their prob:
lemy, and the developmeni of thetr farms,

(1) They felt the existing loan arrangement didn’t
meet their most pressing nee:'s

(1) Farmer anterest in the pibgeam and the seminirs
grew iy they pecceived that the project management was
Il'hllllllhl\l‘.

Ax avesulty the 1975 Toun is & furmn development loan,
Borrowers have been grouped dnto: categaries on the
busiy of need and © repayment incentive strategy (Ley
shared sepayment obligations for certaln categorices of
borrowers), Farmers must specily the farm activities {or
which they seck crethi (an instance on participation al
the individual levelj Borvawers must foin a group ol not
tess thin five other loanees of their chotee;, and deliult
i repayment by one membur jeopardizes the entire
group's access 1o further sredit (an arrangement of col:
lective participation), Furmers deal with a full:dme loan
officer, operating within the framework ol certuin gens
eral toun criterin, Credit availubility varies according ta
the resource endowments of barrowers=i.e., only firs, s
mers with demonstiated skills would be eligdble for
grade cattle loans,

This experience indicates 4 need “for ax well i an
application of the MIS approach, Sevesul yeurs passed
between the effort that began In 1971 and' the project
redesign occurring in 1974, Along with the brilllant
lesson that an MIS can stimulste participation there
is" evidence that the MIS gpproach should be well:
incorporuted from the veryiheginning of project ectivs
ity~actually prior to that beginning in‘the case al Y
baseline duta '

This Design Note was prvpa;&ci hy William /. Sl'ffa'n.._
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Targeting as a Tool of Program &and Proi_e_ct'-lig}esigh»

A target is an intermediate goal used in measieimng orogs
ress toward the broadey aims of a project or progeam,
The (deai target is a clear, reliable indicator of moves
ment toward a thajor goal,
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Translating project goals into targets is ¢ fateful -some
tnes fatal step in program and project design, Targets
can be powerful tools of project design and impiiemen:

T T————————

e ——— L —

tation; but they are often used improperly,

Item: Kural development is the goal of an extension
program in u Middle Eastern country, The number of
on«farm demonstrations by extension agents is used as
a measure of progress toward the goal. Farm demon:
strations increase enormously, but rural development
does not,

Item: A rice prograns in an Asian country includes the
eradication of lnsect pests as i subesgoals The aggregate
number of hectares sprayed is sct as a target. But aerial
spraying of large areas hay negligible impact upon pest
control and the spread of rice cultivation.

Item: A fertilizer program in an African country’ uses
the number of sacks distributed o farmersias on in:
dicator of program effectiveness, Large numbers ire
distributed, but furmers diseard or sell some and mis
use others.

THE LOGIGC OF TARGETING

To set @ target I8 to act on certaln assumptions (or to
act as {f these assumptions can properly be made)!

First, that ends ure Knowi,

Second, that appropriate means are also known and
avallable,

Third, that measuring the application of mesuy indi:
cates progress toward ends,

When these assumptions are sound, targets canobe
used as simplifylng, summarizing indicators of the state

of complex efforty to move toward some goal or goals,
Note, however, that these assumptions require reliable
knosdedge of the cause-effect relations in the situation,

Targeting  technigues vvul\-v:il-’,.'iu engineering lelds
where there are many tested inticators of csuse2ffect
relutions, Ttems such as yards of earth excavated, welds
completed, or conerete poured can index progress in
building . road, a ship, or a dam. Given reliable and
villid  knowledgo, targeting can’ be used to-monitor!
progress, schedule and reschedule activities which must
be synchronized, Identifly lags or danger spots, and
otherwise serve the saimy of planning, management,

and control,

TARGETING IN UNCERTAIN SITUATIONS _
With proper carg; and understanding, targeting can
also besed in situations much Jess certain thian those
found in engineering lctivities, Uncertainty means im:
perfect knowledge sbout goals, about means-ends rela:
tiony, or both, When everything Is unecetaln there is no
basty for action: The most definite knowledgse Is Hkely
10 e about inputy: - units of matersaly tme, and eiforts
into a progeam or project, Inpuis which can be mea:
sured and controlled become possibilities for varget
setting, In addition to (lows of inputs, accomplishinent
of certain kinds of intermediate objectives can often be
“mensured” or determined in a relatively precise fush
{60, e amount of land leveled, ircigation facilities

Each of these Deslgn Notes states & lesson which may be uselul to those engaged in planning, managing, or evaluating development
efforts, such as technical asslstance projects, A given note may describe a technique and discuss 1s use, may present and explain
a useful concept, or report & functional relationship beiween some Intervention and some sutcoms, Design N6tes are
) backed by clted evidence from PASITAM atudies, published literature, or the reports of development agencles,
Comments and querles are Invited, along with requests for additional coples and supplemental materlals, <

William J. Siffin / Director / (812) 837:1341 / Indiana University / Bloomington, Indiana / 47401
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- completod, stovage sheds built; éic, Physical achieve:

menty ~litermedinte bricks and gnortar outcornes=are
ahho attractive subjects for efforts 5o set targets.
-\-:l‘ﬁr';.l!#é.,;cli‘lciﬂl Inputs as the basis, for targets is o
knaw /e asume) that there i determinate relation:
hipamong all inputs and their) combirad eftects, To
use intermestiage praducts as the subjects of targeis s
to know (or assume) how. these are causally rea e (o

goals. When Key fnputs must tic made by elionts' or &+

Htarget group, importantcknowledge-is often: licking,
and, false assuraptions may be made: Partial ingits and
intermediate outcomes-may be necessary (o achieving
predeet goals=<but not sufficient. -

Valid®information about inputs or intermediate acs

complishnients can-be an utterly unreliable indicator

of auteomes, Rellability depends upon Knowledge of
meanssends selationships. A scareity ¢f such knowlsdge
is typical of developmental efforts, ‘Thi> is especialiy
true when o meanseends chain is long, e, when certain
input combinitions are expected to inerease the volume
of outputs, increased outputs are supposed to raise pro:
ducer incomes, and higher income is supposed to lead to

well:being, commitiment to moie growth in output, an

enlarged sense of efficacy and independence, and in.
creased support dor the sociopolitical system,

PATHOLOGIES OF TARGETING
Guy Hinter hias observed that bad targeting can stem
(rom a number of things:

s elther from bad central planning, or from fallures n u single
seclor (o meel what were reasonubly flanned deliveries, or (and
perbaps most frequently) fram an overambitious programme,
whith allows effort on a countey-wide scale ‘with resources equal
only 1o twathirds of the country, or engages simultancously in
hall a dozen schemes which all compete for the same administra:
tve resources, (p. G2)

In ather words, bad targeting stems from Ignorance
of sound program and project design prineipies, willful
violatlon of those principles, or 4 combination of the
two, Sometimes initially sound targeting is falsificd by
uncontrollable environmental fuctors, When every rea
sonable etfort has been made 10 guard against this, o
breakdawn can only be accepted as a fact of life in an
uncertain developmental setting. ;

Two al the most common pathelogies of targeting are
Jalse targeting, when goals or meanssends relations are
not really clear, and attempting to use targets as substi:
tutes for management, |

Targeting When Goals dAre Unknown, Larger goals of
developrent projecis and programs are often expressed
inintangihle terms=“promating rural development,*
“increasing peasant income,"" “iinproving the health of a
targes group, ™ ete,

Vague goals can bz useful and are sometiines neces-
‘sirys They can minimite conflicts, They can help mebil:
Jdze support foradine of action—géneral goals are ususlly

virtuous, They can enable action to begin when the
problem iV more obvious than the most appropriate so-
Iution, - When it iy nedessary Lo act in Wiglhily uncertain

tlecioiinces, wise men willost for ineangible goals if

“only to minimize their own valnesabilty, Progress may
e ausessed {mpressionistically andiidsfended o !mleﬁgd
by illussrations such as “appropriate exenta’ of(deliver.
i85 6f means, '

But there is i tadeoff, Intengible goals are incon:

o plete gukded 1o chnerete action and an icsufficient basis
for systemitic evaliuation. Bowahall rural development
be determined? What is = proper and etfective level of

»nerease in peasaiit inecises? What Is an adequats im

provement in health?

When goals: or meansends relstions are not cloar,
premacure Largeting is i serlous design tisk, Targews be-
come de facto goals, although their logics! soundness
iy not estatslished, See the examples’at the beginning of
this note.

Targets aa False Substitute. for Management. Targets
are tools ol management and control, Where there is
reasonably certain knowledge of jacansends relations,
failure Lo meet a target signils isascesement thit there is
a problem, When there is a high degree of Gncertainty in
the situation, the meaning of failure to meex o targst s
ambiguous,

Targets are sometimes used to standardize and sims
plity a largesscale effort, Designers reduce the desired
action to & set of recipes and minimize the, discretion
required for implementarion, A large volume of activity
can-thus be made compatible with a very small supply
ol managerial resources,

Given nearsperfect knowledge, this iy a sound ap:
proach, Lacking such knowledge, it i an invitation to
disaster; Targets create a false appearance of certainty,
Meld forces strive 1o meet them—or falify actual tce
complishments, When rewirdy’ depend upon meeting
targets, field perssinel will tend to report fullillment. If
the targets are false, achieving them may astually under
mine higher goals: Some of the worst results occur when
targets are set by central agencles operating with limited
knowledge and no direce control over Implementation,

Mathological Targeting: A Gase in Point. Guy Hunter's
example of Village Level Workers (VLW) in India suc-
cinetly illustrates a pathology’ of targetiag, The VLY
Hunter describes is typieally assigned to cover 1,000
farm houscholds and ix responsible for introducing agri-

- cultural innovations. The principal means of carrying
out this responsibility are direct contacts with the

T v
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furmers‘ind the demenstration of new techniques, Dem:

onstration (argets, record keeping, reperts, and diaries
are primary. means of control exercised by senfor exten.

slon gents. : ;
,‘,) Measuring VLW performance in tsrms of the number

of demonstraziony carried out assumes 4 cirect fune:

“tlonal ralationship of demunstiition to wiccessfil inno:

vation, But the effest ol demonsteations upon actuad
adoptien of- the innovaticn i not doflinitely known,
Striying 19 meet thelr turgets, VLW perform fur more
demonstzadions than they can contrdl for content, The
attention . pald” t¢ each demonstration and to each
farmtr diminishes; quality is lost in the effort e fulfill
the tirget, At best, demonstrations degenenite (o "tea.
drinking visite.”* At,wvorst, VLW file false reports or at-
tempt to force fazmers to adopt unsultable innovations,
Records indicate” dramiric increases in the namber of
farm demonstrations, Do these “explain'® Innovation
and development? %

N

The answer is supplied by the only important audis
ence, the farmer, In a survey of five Indian states o
determine how cultivators learned of or were persuaded
to try new methods, more than hall cited the VLW
while a quarter cited the influence of other farmers,

Less thin ten percent mentioned demonstrietions,

EFFECTIVE TARGETING UNDER UNCERTAINAY
™ Targets can be used ax effective tools of planning,
Tﬁa'llhlﬂt'llwlll. and control in uncertain sltuations, pro:
vided certain principles are honored;

I, Broad planning goals should not be presented ay
operational targets, Target-development, rather then
stipulated targets, should be made part o an initfal

gction plan when progiams or projects ary explora:
tery ernot altogether certain responses to eléar needs.
2. Such tangets mugt be reated as contingent and sub..
jected to frequent review=not fust in terms of their
accomplishment but in tezms of their soundness,

3. Targets belng set for a1 client group should be set in

- eonsultation, negpriaticn, orgting witk this gréin

and subjected Lo perlodic review, usually g pars of sa
annual or seasoni! action planning effort. W)

4. Targets should he justified iy explicit eltation of the

avidence) or experience upon which they are based.
When turgetsetting is' part of ongoing programming ©
Or project aunagement, targets should 'be presentad
in conjunctien with appropriate bascline data,

P Finally, wrivial‘or formalistic tirgets can be built into
& program or project design to satisfy requirements
of & programming process which Insists upon sargets,
when the designer knows thut sound targeting is not
yet feasible,
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Technology Transfer and the Gatekeeper Function

“Gateleepenn™ apprar o b ose factor g the suceesstul teansfer
af technology through mdusteaad rescarclone tisetes in fesy develuped

conntray,

A watekyeper Posc s o inforel Scdundant channel of com

sintcalion between Hy

e ternal seientifre ftedhoncal domam andd

domestie colleagnes and clsenty. Sine wba brngs disting e 2echno
Uogteal competon e and judgment o the work of an vstitule,

Pice gt Aceper tond tront can be detiberately wrgamized and caceir
aned. 10 gt have applications antside the domam of mdusioal
pesvare b nsthitutes, proom eluch thas descnplion o drawn,

PLONNOLOLY IN LI

Scicnee i Jess descloped conntaes {1 D0 has been
descrihed o 1LDC saentints and
technedopndy tend to e sobatet trom the mtermational

4 Mresearch desent,”

woentitie conpnunity, Tean ather LHG et wishy
rutes, e pom el ol heaes, Bardabion i
prncgad e ol degration obsaeniings. TERINE
Bres the s awatenon ol tecimodoged thevelopments
whiehy nnedis bave nnaediate Jooabrdesanee,

Panbones between an LI wesearch nntitute and the
terational screntie commuty are nsitally weak, b
they anv otten stronget than hinkhages weony e e
wonne b establishinents ot home and abroad.

Probsnon tronn the Toca settiong fmts the capaaity ol
LG veseareh mstitutes 1o tespond 1o needs and e
s even though such response s apacity s vl Mot
siceesstul msonations e develoyed and adopted s a
vesudt of menket or production demande, Demand deter
aines supphy mach more than the opposite,

Iy oy LDG potential chients ae masware ol pos
sible tedhnotogeal solutions to tnen problems, we
anable to atticulae the need, or e wary ol tishing
Iinsted capital on anproven pesearch nstitutes, Often
these ients peed only low Jevel™ techimeal salutions
to simple problems, Pavadoaically, many LG 1esendh
instittes cannot espond at this level, Researchens, edu
cated and gined i industrighzed camtues, tend o
cosserntrate on problems more gernpne to the conceins,

vestmne e, it reawatd stiactare of descloped vountries
a shesomenon apiy descrthed asctinternad beam drain”

THL 11 OW G INTORMATION

W commondy beheved that tedmical mfornation
widin the scientbie commnity Hows tathe ditectly
thross i two tong estableahed hunnels, |uuh'm-m.s| ht
cratnre aned comsaltation with colleagues T tyieal
190 these durnneds aae not elective

Dhe average fechnoosist s lide tme fom etk
pretessional jounads, even when journaly and other mae
tevials are avatahile, Subsaibime 1o and teasnlating lage
nmbers of jornaals s otten prolulitive ot ancl ohill
requitrements, infousation crgineering U acauisition,
prrovossimg. el divseamination e large wmownts oi nfor
matten s poatly devetoped,

The second assupgtion  that scientists taster teeh:
wical knowledge thiowg b frequent consuliation with ¢ol
feagnnes bies omed theit i mediate di 1o ivalve uiten false,
T snany ongaiiizations it is dangerous o admitignorance,

TLCHUNGLOGIGAL GATLRLLPLRYS

According 1o recent studies, the most nportant
wouree ol technieal information tanster within LG
indisteial rescarch organizations is a small goup of
frequently  consulted individuals, Thase technalogical
gittekeepers mediate between the lager international
wechnical/svientific community and their colleagues and

Lach of these Design Notes states 4 lesson which may be useful 16 those encaged in planning, managing, of cvaluating development
elforts, such as techinical asnstance projects. A given note may describe a technique and discruse its upe, may present snd explain

a useful concept, on repoit a functional refationship betweer

| some Intervention snd sume outcome. Design Notes are

backed by cited evidence from PASITAM stucdies, published literature, or the rzports of development agencles.
Comments and quuries are invited, along with requests for additional coples and supplemental materiab,
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chients, ‘They select aml translate foreign-generated tech-
nical informution into the cultural and organizational
“coding system™ of their institutes, They idemtify, artic
wlate, and seek to mect ciens needs, The uau'ktjcpcr tole

iv ot designaicd as part of the format s 70 7 the
organization, The garekeeper works aw SAtal,
redundant information el paralle) 1o ; 4, lewn

cHicient channeds, -

Gateheepery appeat 1o siane certain properties, They
are generally high performess, tespected and connilied
by their colleagues, Gateheepera we wel! linked with
soutces ol professional information, including profes.
sionad cnd scientitie journale, They attend international
conferences, develop ssetul contacts fron sech meeting,
and maintain those contacte through correspondence,

The appment key 1o the gateheeper’s role lies in the
et that gatekeepers have worked abroad i tivir own
Sields, Succemstut professisnal exnecience, even for rather
short periods, seenn salficient o extablish the necessary
prispective and linkages, Gateheepers are most elfective
i thein tole upon their immediate retwn brom sueh ex-
perience, and hey tend (o became obnolare in e s
senee of apdating opportunities,

Foreym experts seldom tuaetion an gatekeepens, Even
when more favilioe with recent technalogical infonma
tion, they e not sudliciently well integratad into the
Bagt sostitute, Bat they may “lend” thedr own extensive
s fo the gateheeper and otherwise sapport e
gateheeper function,

Phe gateheeper sole does not pecessarily involve o
high adminintiative + witions The hicrarehical anange.
ment b an arganization is commonly assumed to retlect
the relative competenee of it membess, More often
than not, however, the teal weehnobogical expertise is
not b the topy amnd the daportant infoimation Hows
theough gateheepers' networks outside the formal, hiey
atchical wrrangement of the organization,

CONCLUSNION

The gatekeeper appears 1o piny a vital role in acquir-
ing and disseminating timely teebnical information in
certain kinds of organizations, Within lizbts, g ekeepers
can be dehberately created, and their roles can be re
inforced, Incentives e important 1o this process, So 4,
the existence of updating arrangementa, Periodic retool-
ing and contacts with visiting experts canhelp meet this
need. Mamgerial acceprance and supgzort of the gate-
heeper function i, of course, easential,
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How Uncertainty Affects Decision Making

Ai oFganisation is an arvangement for doing sometiung,
One of the most important gy it does 8 mahe
decisions, I part, cvery organization is a devign fon
decision making. Many factors affect the quahty of
draision- making designs, The mast important of those
Juctors i the deqree oi sk and ancertanty faecd by
the organization,

Under conditions of constderable risk o> wis ertainty,
synoptic decosmamaking arrangements (Le,, compres
hensive sets of preprogrammed decisions) are an invita-
tion Lo emvor and to fuilure.

dAnather term for synoptic deciion arvangementy iy
premature prograrming, be unstalde or uneertain con.
ditions premature programming ocks the use of vital

information dravn fram unfolding experien,

‘This Deslgn Note examines four categoties of decision
making, e nations of visk and uncertainty, amd the
pitfulls of premiature prograpning,

The four cutegorien wre not mutually exclusive, Dif-
ferent parts ol an organization may  use  diflerent
sritegios, ranging frow a highly determinate procedue
in the bimance department o trial wnd erroy approach
inan R end D unit,

The decivion-making strategies of we organization may
chunge over time. One of the altical responsibilities of
misnagers I to determine what Kinds of conditions they
confront, and what decision-muking strategy is therefore
siituble,

Decision-making strategion are embodied in organiz -
tional arrungements, An organization's rales iond ansign
meats of respomibility can be viewed as a progran, fe
decision making, A rigid, claboraely specilied organi-
cational sructure (ustrated by the detailed pyramidal
organizational chart) is compatible with - and generally
reflectn--w highly progiammed decison making stratgy.

Thiv v consistent with operations ina highly ¢ettain o
predictable envirvonment imvolving the ase ol relinhle
incthods and wechnologies,

Orgaizations faced with high levels ol uncerciinty
will i they are tanonal, use other patteins, These may
include delibesate duplication ol Tunctions (e, orga
nizimg avtivities o parallel cather than in series) and
arangements for aiving at decisions through bar-
Habidning.

DECIKIONS

A decision s a caoice, Al deliberate decisions are
Do upon facts® and valies or goads The knowledye
needed 1o deamion may o may not be available,
Goale or values may or may not be agreed upon, Theae
twer basie clements facty and values enable us o
claswity deciviony into four basic categones,
*ln practive, CTacte’ Include determinate knowledge und assumed
ot Uhelieved” knowledge, "Conventions' are pact of the latter, A
conventiun s a presadse which is literally taken for granted, @
stipulation which b not subjected 1o verification,

Each of these Deslgn Notes states a lessusi: ahich may be useful 10 thuse engaged in planning, managing, or evaluating development
efforts, such n: technical avelstance projecin. A given note may describe a technique and discuss its use, may present and explain
o useful coucopt, or report a functional relationship between some intervention and some outcome. Design Notes are
backed by cited evidence fron PASITAM studies, j ublished literature, or the reports of development agencies,
Comments and queries are invited, along with requests [or additional copirs and supplemenial materials,
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FOUR CATEUORIES OF DESIGN
Values or Goals

+ Agrecd Nat Agreed
| 1.
Computationasl Bargalning
m and
Gertain ¢ Programmed Negutiating
' Dedistian as the mezne
Mabiny ol dedidons

Facte or Knowledge
ahout Cansation v n
and lnstrumentation ’

0

trial wnd Ko Caravage

" Anomic Beluavioy
Une Pragmatic .
heeriain faedinon Mahing Charisnath
Toadership
ot

Strong Man
Promion Making

FROGRAMMED I CISTON MAKING

Cell no | wreement about aims and
boowdedor of wass and meanse Fhis enables compta
tional i /Nm:nmlmc‘v/ decion nuthing, Compuaters wuth
ore the busis o this meded, So dosome onganizations,
They have tehit, e, and pyoomidad soncianes

eqm'wuu

Decision mahing v casy in these cocimtances: all
that o needed v hnowledge of and adherence o the
Cprogeann”t Eirore can be qruchly detected and casily
cortected, Whee this model applies, visks of Lailure we
slights amd under sach lighiv detenmisate conditions, i
is appropoate Tor management o emphasice control 1o
avsare complianee,

PRAGMATIC DEGISION MAKING

Cell no, 2 displays apreement about goals but an
certiinty about factse The onganzation knows what it
wattits 10 do but i unsure of how to do i Heve wrational
decinion-making strategy involves stial and cnor, semch
for knowledye, ov experiments (heuristic approaches) to
build knowledge in order 1o move towand cell no, 1,
The wost eritical need is tor relevant knowledge, Yet
uncertainty mav be inereased by added knowledge it it
opens up additional unexplored avennes,

Conditions of uneestainty in this situation demand
managerial vesponses which go beysma control, Masage:

ment implies the awateness o acknowledgement of

uncertainty and the caleulation of risk based upon past
performance, Under these conditions an essential mana:
gerial task is to define the boundaries of knowledge and
uncertainty and to establish receptivity to onor nigiabe,
Managers st et policies an hypotheses as edueated
iewses informed By experiencs and sahjoct o condin
mation, disproval, and adjustinent on the Inesin ol expe:
vienee, An eHicient organizational stracture for thew
prvquoses is characterized by redundaney by paraliel
antangements wnd overLappisg, jurisdi tions, Considerable
e of committees and collective decsion making will be
Found, Overlapping generates wension, which is not comt
free but can help generate information, Paradled Channel
of action and ol information genenation and  trans
mission will increase systenn rediahibity and vedaee the
probability of failure,

Inteligence agencies are extieme vxamples of this
kind of onganization. Many desddopment eblons also 1t
into cell nos 90 AL some Deel ol penenadity wims e
clear, hut means e not,

BARGAINING AND NLGOTIATING
i cell o, 3 faectare non problematical, bul there is
divagreerent abiont goaby or values,

Many development activitios Ll into this category,
Fechnologies and other resomrces are avalabile, but the
te aims ol action e ambiions o not altogether
coherent, 8 deger of ambumity iy cdiracienstic ol
oty i ite o ew development etorts, partly becane
ab anderlying potentials for contlict amony, pratties to
the wndertakings, Then wise nnagers may dehibenately
acdapt vague lormal goaly over which parbicpants can
NYU TN

Lasy Machivelfian but oo s common iy the need
1o allocate searee tesous e among a oup ol desitable
activities, Honest men will disagree abont choices, anald
woaly carnet in auch comditions be set by Clogie™ or hy
the discosery ol an underlying comensn, The only
pational way to resolve such asituation v through bare
i and negotiatiog,

A disposition to bargain and negotiate intlicates tht
the partiopants do value the organization or etiort, a
feast 1o some degrec, Participants in bargaining do 2ot
have to be egual in power, But any actor must e able
to intlict sutficient harm or dimuption to encourage the
others to bargin, This is common in international rela
tons, in labor negotistions, and in organizations where
subordinates can sabotage decisions with which they
disgrec. Under such conditions rational mianagerns pro-
vide Tor comsultation and negotiation,
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INSPIRATIONAL BDECINION MAKING

Wien disagrecments about poals or vidues are greer
thun commitment o the organization, and when there
is even disagreemert about the elevant facts of the
staation, dleavage may resalt internally unresolvable
contlict, This is a state of disorganization, 'The situation
fooks stotmdess and purposeiess, Participants may with-
draw or exhibit anomic brhavior, Oceasionally organi-
cations Lall into thin state, There we thiee possible
exite: (1) the organization can collapse; (2) the lesser
apposition. can be diiven oty oi (3) the organization
can overrale the disagrecment, A cell o, 4 iation
usticdly Jeads o some torm of outside intesvention, An
external ageney may send inoastrong man ta impeose
divection and order upon the sitation, As . erises e
sure this often works; but an undedving structine of
agreement amunt also be evolved, Organizations tanht
Wpon one i wie dnberently  uosteble: remove e
leader and the organization collapaes,

The strong man forces the organization to act as if i
were i a difaerent comdition, to act as b there wete
agreement o poaly and certainty of knowledpe, 1o
sueceed, the effort must acquirte the quality of . “selt
fultithog prophecy ™

PREMATURE PROGRAMMING

Acting “as " may be termed premature: pragram
ming. Organtzations temd to prematarely prosiam when
outside dorees requite the appeatance of assiie! aid Wb
terminate control ol an uncertain situation  when action
iv imperaiive bt operational way s, means, and anns e
feas than clear, Prematine programming appears 1o pro
vide an onderdy, coberent view of the envisonment wnd
the organization's vesponse 1o it 10 wsually seflected
in comprehemively programmed decision mahing, D
cimions are approaches as if facty were known and goals
agreed upon, A liear,  elabovitely  speditied,  well:
articulated system of tormal decivion making i ased,

Premature programming appears toomake decision
mahing canyt 1 enhances the illasion ol certainty and
control, ‘The cont s reduesd aceess to knovledue abom
the envirommment, thie electiveness ol means, and the
aceeptability of goals in short, seduced ability o detect
and correct envors, Potential Tor ovganizational leaning
and etfective decision meking is undermined,

Iy the read wonld there ae many caser whete ongand:
zations ot act as 1f poals were clearer than they ae
tlly e, and as 1 ol the necessry facty were o hand
when they clearly are note Action requires progriamming
even when the actors knew it is prematare, frematwe

programming can be constructive if it is supplemented
by decisional arrungements which recagnize that the
peeudo-determinate stipulations of fact and value are
really highly contingent. To do this imposes important
equirements upon an organization and its nranagement,
including intensive monitoring and asseamnent of car-
rent expenience, a4 Lange capacity tor Hesable action amd
change of divection, and an meentive system which dis
conrages coveraps Land encomrages entor detection and
cortection at operating Jevels, Programsming Processes
i such cen are contimuous tether than e

CONCLUSION

Developont actvites usiadly ke place in eovion
ments charactenized by gl levels of uncertanty, whege
hnowledie ot means endu celanionships is tar feom peei-
et wnd where there i potential Tor serons disagree.
ments abeud goabs, The essence of managesment winder
these cireumstances s to achnowledye this vncertdnty
ant wdopt ongmizatianal forms and dedision waking
stutesies wimed at veducing it This approach v meen.
sistent with ngnd, comprehenave initial speciticationn
of onganizational design and decision making, o such o
atrattion, the basie veguirement s that planng and
action poceed conameatdy more than sequentially
panbitty that some plasnang st always come lnt,
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An Agricultural Management Information System:
Lessons from Masagana 99

Name kind of Management nformation Svdtem (MIN) iy
essenttal to any large seale agriculturad aevelopment pro.
gram which meolees senclioneed local, vegronad, and
national leved decivion,

A effective MIS for swcdta poogram daes not necessar
iy require claborate antomatic data processimg arrange-
menls,

The MIS iy be budlt imta tield aperations, with basi
data obtained by agricudtwral teclimcans as part of the
regular work.

The analvsis of that data mav be quack and relatively
simple (dependig partly wpon the kind of program).
The svstem can produce timely resudts ocormation
useful for mabking operating decvions.,

The kex problen o likely to be the oxtent to which the
data are actually wsed o top level polievmakiog,

THE PROBLEM OF The weasony why conventional MIS theory and pron-

RURAL SLCTOR INFORMATION

Any agricultural development program requires tech.
nical expertise amnd infoumation abiout what is gong on,
Information is a crucial and searee tesowmee tog ellee
tive project identilication, operation, and evaluation,

When projects are oo large for ditect, on-theacene
planning and monitoring, management requires an info
mation system, I agricaltaral and nnal developient,
reliable, timely information in usually hard to et Vet
there has been littde systenmitic study of mandagoment 1iv
formation systems for agricultmal and/or nad develop
ment.*

PASITAM Devign Note Noy 8 descnbes ane verrdon of such ways
tem, dethved from the experience of the Viliga froject in Kenya,

cedqare st be adapted o it agricultwal projects
e lude:

L. Links betw oo adormation souees and  decision

points wre often exveemely loose wnd limited.

2, Causal tactons we not always  clearly  known,
making it ditficult o detenmine what is releeant info.

mation,

NOLL Phin Deadgn Note ir Dased apon imaterial prepared by
Fenneth Fo Smith, of the U Ageney for intemational Develop:
mett, who played a key robe i the esiahlishment of & manage:
ment nformation system an part of e Masagana 99 progrars
W increise rice production dn the Philippines. “Masagina' s
Bountiul harvest™ i Tagalogi 99 1efern to the targer produec.

tion fygure,

Each of these Dealgn Nates states a lessan which inay be aseful 1 thuse engaged in planning, managing, or evalusting development
efforts, such as techinkoal wasistance projects, A given snote muy describe o technigue asd discuss jis use, may present and explan
a useful concept, or repors o functivoal relationship between some intervention and some vutcome, Design Nates are
backed by clted evidence from PASITAM atudies, published literature, or the reporis of development agencies,
Comments anit queries are Invited, along with requests for additional copies and supplemental materials,

William J. Siffin / Director [ (812) $37-1341 / Indinn University [ Bloomington, Indiana [ 4740)



4. Collecting data presents problems of cost, vesis
tanee, and tendencies to lie,

4 The diversity of information sources can threaten
the coherence aned veliahility ol wn intormation system,

The MIS developed sn the Philippine’s Masagana 99
progean conght 1o overcome these constraints wad to
entablish an “on line™ information system 1o monitor.
ing e managing a comprelicmive elaort 1o inerease
viee produi tion,

CONCLIENING MANAGLEMENTINFORMATION
SYSTEMS

Nenneth Smith identifies three Kind ol management
information systen:

L Compredersiere MIS, AL possible information i
pathered in the belied that it may be important,” This
wnitadly imvolves asophisticated comprienized system,
At 1 e often as bad an it is costly,

PARTTTTITTRR T AY A tew cnaaal adeatons ol
projrain o progect status e adenthied and momtored,
Examples it be compliance with a time schedade o
acont prajection, bechnaques such s Program Exaluation
ainl Review (PEREY, Cotcal Pathe Method (CGEND), o
fanre ot Balance (LOI) anay be used 1o s the action
ah plor b provress, When signibicant variance from
time, cont, or other andicators appeat, management s

(e o

alerted,

3o Controd IS, Soewhat e loosely than i g
Statue MIS, 0 lew hey data elements e selecied fon
continmons observation, recording, anomtong, stitiste
cal analysing o sumarizimg for neereement,” Perlon
mance standards e ectabifishied for the data items, As
long as accomplishments Ll svithin acceptable Tanits,
e ngement does not antevend, When resalos Ll ot
side established Tomits management iv intormed, mvesti:
pates, and tnes o take approptiate action, This ap-
proach s commemy nown as Maosagement by Excep
tion" The Masagana 99 MIS it this ciategory,

FICE MASAGANA 99 MIS

The objective s a fast, reliable intormstion channel
between vunad taeget areas and central government -
lysta and decision marhers, Fasential teatures inelude:

LoBbaseling: Data: Smith notes the impottance ol not
labeling baselne datw collection as “tesendch,” Rice
rofides of the Plidippanes present baseline slita tor
Masagana target areas, including the anticipated timing
of plantimg These data e developed by the provineial
agricudtaralisg, hiv statt, othar foeal nevsonnel, and com.
munity leader,

The information provides & mewsuring point for gaug-
P vesaltn, B0 is wved in planning and scheduling eredit

and other input requitements, The baseline surveys
include social data and bring target wroups into the
phitning process, sminimizing tendencies toward crron
and  misundenstandings when the progam is imple.
mented,

2o Sundard Indicaten, Factons used in the Masagana
scheme include imput levels, timing ol inpat delivery,
aea o coverage, unit proaduction figuies, and othes
items direaly selated to production,

N Lerformance Standards. When poseible, the stan.
dard indicators hecome the hasin for setting targets,®
Times ave set for the achievement of tagen, Phe accepts
able vmige of viriarce rom target thimes and Tignres s
determined,

Fou some indicatons it is not possible to set ciem
standurds o aceeptable degees ol varianee, ‘The Masa:
gana 99 progian is cavied onosnltanesusly i many
difterent weas so that, i the abvence ol more precise
stadards, top and bottom pertlormens (provinces) on
particular andhicaton e smglod out as tesceptions” Lo
DRI soatingy,

Vo Standardized Formats for Reporting and nalyais,
Ditferent formate e ased for worhshieets (lor recording
data) and geports (Ton tansmitting data). As Smith
notes, o taditional MIS problem Dies i sending too
el unanalyzed data to management,

O 00n-Line” Data Collection, Field data e ol
lected by the provineial sgricultiwnal technicians as part
ol supervising and wssisting Livmers, Monthlhv dita on
cach Larmer's openttion are recorded on standandized
worhsheets, Fach month the technician aggegates the
wlotmation for all of his Lomers and sends it to the
provincial program olficer, wlong with w standardized
form noting any proolems and asking for any assistance,

The provincial superviser and bis st sununarize this
information and send camulative provincial totals to “he
mintional MIS office by the fastest available means  tele
phone, vadio, telegraom, personal dispateh, or other,

6. Data Analvsic. At the national level separate tables
are prepared tor cach key indicator, Dati for every prov:
ince wre compared with the target for the indicator, and
provinees e rank-ordered according 1o petformance,
Provinces lalling above or below presset tolerance limits
hecome objects of central stall attention,

Rank-ordering makes it possible to identify extreme
caves when there iv no perfosmance standasd for a par-
ticula indecator,

No etforts e made 10 corvect obviows ervors or s
representationy in raw data, By using exactly what is

*§ec PASITAM Design Note No. 4,
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reported, Smith argues, technician and provineial super
visens know that their puts are beiag accepted and
used. Obvious errors are handled in “Hying visits* 10 the
jrovinees,

The need Gor aeliability i reinfoced by selective
checks of the validity of field data,

The conral office propares a short summiny and
comment on the monthly tbles tor Masazana 99 Man.
agement. Committee, highlighting probtems and othe
mpottant items,

1o Feedback, Fach provinee teceve, copies ol the
monthly 1eport comparing provingial standings tor veas-
Heation and tocal mamagement use,

B. Lvaluation. Monthly vicits by the venteal stalt e
made 1o “exceptional” Lield sites, Penodic intensive
surveys and reviews e alse meanted by the cential
NMIS sl by the Agricultural Program Evaluation Ser-
vice (APES), and by another Special Studies Groap
lrom the Department or Agnicaltare, These batter orga-
nizitions, independent ol the MIS stall, are in close
contact with ity The MIS sttt alva tahes tandom lield
sumples of producton, The other organizations investic
gate problems ol input availability, managenial eflective
ness, market g, and other conditions inhibiting target
acamplishment,

As atmther chieck on MIS reliability, the Butean of
Agricaltwal Economics (BAECON) perfonms quaterly
provincial sivaple suvess of sice production, BAECON
iv experinenting with new technigques of sampling to e
termine yields, When fally opervative. these dati shoubd
provide wreliable cheek on MIS data,

O Cansal Analvais, Vhe Masagana 99 program is hased
on certain assamptions about what causes increased rice
production, For example, a correlstion betweei intense
supervision and increased yiehd i assumeds 1 assumed
that coedit availoYility conelates with yield, and that
low yields are linked with low repayment rates,

Rank-order conelations between the sarious indica
tor used in the MIS should contribute to the analysis of
these operating assumptions, But coacluive findings we
not yet in,

10, Deciston Making, Any MIS is anly an instrament
for making better decisions, A key area fon inguity is
the wity in which Masagana 99 MIS dids top manage.
ment in the Fhilippine tice production program. The
evidence s not elear, and more extensive study would
be needed to determine this, Bui wn a modeld, this MIS
offers one example of an important. management tool
for agricultural development efforts,

The Mavagana 99 MIS has been in operation sinee
May 19745 The data it has produced are tar from per
teatly reliable, but they are available in a systemativ
fovam, on a timely basisg and can bewed o operationad
decivion making, The Masugana 99 MIN is seen as an im-
portant step in building “a petmanent capavity swithin
the National Food wnd Agriculoure Cownil (NFAC) aund
BAVLON o monitor provingial bevel agricaltugal data®
in the Philippines,

Phe Musagane 99 pogian has highlighied the need
fon decentialized decimion making in Plalippane agn
culteral deselopment, The MIS ofters possibiehities Loy
steengthenime provncial manageoent swithin o nationad
developmental scheme,

awo veant espenence have proved that tudy centeal-
ted managenient is unposaible, The time-doy between
problem wnd sesponse s ton great, with o HOe gowing
sedason ol foue meathe o fess Ondy thie most hasic aetiv-
ties can he programmed nationally, such as aedit and
fertidiecr aleraons and the assimimenis ol hay prisen
neds Shore e decmons can be memitored natonally ,
bt thes can beomade ellective only at mtenmcdite
ot provimenl devels, eage, reallocatinge terlizer when
one e exeeeds aplantimg toger aead another fagds o
me tn

I prnaple, the Masagana 99 M8 would enable o
fucilitate such decentidization of deasion nabing, T
practice, the Masagaia program s now aving to bnald
MIS-based by s capacity into regronal program ol
Fices e selected provinces, Lack of competent siadf iy
AT Constnaint,

Pomr data quality is w contimiing and inevitable
problem, Pavmers ey “poor mouth®” yields out of
the frar of taxes, Technicinns bave o vested interest
i reporting achievements, Eanese and well-pabilicized
checks e an important part o tiwe progoam,

Adeguate st aesowmees e cracial 1o this MIS,
Analysis aequites skilled and experienced pessonned,
The entive MIS st e sustaied by incentives o gee
port aceurately, quickly, and uselully, The hey in-
centive Lor making this system work is evidence that
pood intormation is 1eally used inmaking sound, timely,
pracuieal decisions,

In extensive programs like Maagana 99, an MIS s
no cheap, cosval undertaking, But intedigent decision
making requires reliable, relevant information, and Large
scale agricultural development programs cannot be sen-
sibly managed without such information,
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Systems select, gather, synthesize, analyze, and repors
dutia, But the queation is whether the results are used in
muking decisions. The Masagana 99 MIS demonstrates
thist 2 good system can be developed without elaborate
computerization or i swarm of speclalist field data col-
lectors, Whether the products of that system are to be
used effectively remaing to be seen,
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Designing Orgarizations to Increase

Reliability and Minimize Error

7 Duplication of efforts and overlapping of functions are
denerally regarded assoasteful and inefficient, Yot dupli-

cation and overlap ere essential to efficiency, reliability,
and flexibility under ceriain conditions - canditions
which often exist in development efforts, Typical de-
velopment projects and programs are marked by high
levels: of uncertaity and substantial risks of failure,
Managers yearn for system reliability, ervor avoidance,
and flexibility, Duplication and overlap can help pro:

duce these conditions,

Designing tight, linear, detailed organizational ar
rangements s aimed toward economy and elficiency.,
The organizational model is a machine which assumes
Known means und clear purposes, Given these condis
tions, pluy a stable, predictable environment, one can
design a reliuble organization with little orsso redun:
daneys The machine model mikes sense in thesd \circums
stances as Jong as it acknowledges that al! organizations
are composed of people, who are sometimes unreliable,
unpredictable, and multifunctional:

Real:world environments are unstible and unpredict:
able, Organizations often lack perfect Knowledge about
the means they must use, or they do not have complete
control over those means. Purposes or goals are olten
debatable,

Given such uncertainties, wisely designed organiza
tions do not follow the machine model: They delibers
ptely arrsuge to make certain Kinds of decisions by
bargaining or telal and errors They try to minimize mis:
tukes cither through redundancy~deliberate duplicating

functions, overlapping jurisdictions, or 4 combination of

hoth, Such arrangements sometimes emerge unplanned,
in spite of formal organizational designs.

DUFLICATION

A certain amount of bréakdown or Ldlure s inevis
table in complex organizations, Duplication ol Lneans
I8 One Wity Lo compensate, It allows us to construct a
chain stronger than ity weakest link, an organization
more powerful than ity weakest membery an arrange
ment more celinble than its least relinble component.

Information chunneis offer one example of how this
workst povsamunication systeni with two points, A’
and BEhas a comestiag chunnel, There is o good chance
that this channel will fail'osee in every ten times,

But the goal of the system I8 (o move messuges from A
to I with maximum reliability and minimum failuye,

The rellability of this system can be groatly increased
by adding an identical ssparate channel, A" md B*,

NOTE: Previous Design Notes have dealt wich examples of re:
dundancy! Deslgn Note No, 5 presents essenthally a redundant in-
formation channel in the International technological gatekeeper,
Deslgn’ Note No, 1 presents another example in the multiple
means chosen by some governmenis 1o effect land relorm,

Each of these Design Notes states a lesson which may be usefut to those engaged In planning, managing, or evaluating development
efforts, such as technical asslstance projects. A given note may describe a technique and discuss its use, may present and explain
a useful coucept, or report a functional relationship between some Intervention and some outcome, Design Notes are
backed by cited evidence from PASITAM studies, published literature, or the reports of development agencles,
Comments and querles are Invited, along with requests for additional coples and supplemental materkals,

William J. Siffin / Director / (812) 887-1841 / Indiana University / Bloomington, indiana / 47401
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Now the prulmhillly"'il"lml & message will net get
through is reduced to one chance in one hundred

(1710 X 1/10). Adding more channels will further mul:+

tiply. reliability, Arithmetic increases in channely /cause

geometric or exponential increases in overall system -

“reliability.

24 The wselulness of duplication for lowering the chance
of failure is not Smited to communications. It dramati-

cally increases the reliability of aireralt, human beings,
Sand farming systems,

A Tew decades ago, it coulit be assumad thas an-airs
craft engine would fdil onee in every 500 hosrs of
operation, for some reason other than faulty mainte-
nance. Adding a second engine and designing a plane
that could iy sn just one of thiose engines reduced to
alimost zero the statistical (und real) chance of disaster
from simultaneous engine failures (assuming good maine
Lenunee),

Duplication des not eliminate crvors, Mistakes or
breakdowns remadn probiuble, Duplication minimizes the
costy of such errors to the system,

To exploit the possibilities of duplication, individual
unity or channels must be arcanged so the fallure of one
doex not impair the others, This arrangement is labeled
“parallel” chunnels (o1 units, or workflows), The ma
chine model of organization generally calls for the ar
rangement of units or workflows in “series," und the
breakdown of one unit stops everything: Serlal arrange-
ments also create & “ripple elffect,” The effects of an
erior at some point may be magnified as the action
moves along the organizational channel, Duplication re:
duces the elfects of breakdowns by taking advantage ol
probability, It will not work in the event that all chane
nels or units are simultancously eliminated,

Well:designed - duplication may actually be cheaper
than a nonredendant system with nigh maintenance
costs and periodie losses [rom breakdown or errors,

As a useful rale of thumb, duplication is justified
when the cost of o fullure exceeds the cost of due
plication. When the probability of breakdown cin ve
estimated, the cost/benefit value of duplication can also
be established,

OVERLAR

The effects of a breakdown within an organization
can also be minimized by overlapping functions=in di-
rect violation of conventional organizution theory. Over-
lapping anits have excess capacity. Eachan do some
of the work of one or more other units, While this i
generally considered wasteful, in some cases it is actus
ally quite efficient.

Overlap may add to the repertoire of organizational
capabilities, It can be illustrated by a relationship be-

!’fi"{lwem two jurisdictions, A and B, within a system, In
_.J, responae (o @ breakdown in unit A, unit B takes over

some of A's functions because the capacity to do so
already exists, The system can continue Lo operate al
reduced capacity until the damage is repaired,

Onp source of overlap is cvident in staff members
whose skills and knowledge exceed the requivements of
their jobs,

Overlap involves coms which must be measured
agalust the costs of breakdowns, It can create problems
of jurisdictional disputes, But it can also increase an
organization’s adaptive capacity.

CONCLUSION .

The most reliable systems-sre marked by high levels
of duplication and overlap, Eliminating redundancy can
be downright dangerous, Loss of diversity and “excess
capicity” in the genetic properties of placts increases
thelr vulnerability to disease, just as the lack ol such
capacity in organizations makes them more valnerable
to error and breakdown,

There is no cookbook for designing elficient redun:
dancy in human organizations, There are some practical
models and rules of thumb. Most important, there s a
very sound bsis for recognizing that efficiency does not
necessarily equal parsimony, and that some Kinds ol
“Swaste,” in the form of excess organizational resources,
are @ wise investment against the probability of costly
breakdowns within the system,
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Design NOTE

No.9

Sc_g_gmbm 1916

Given certamn conditions, ¢ nonofficisl local commatice
can be an offective means ol providing credit o
sialloscate rurad businewpersons, same of whom may he
members of the commuttee ivel,

The effectiveness of suck a schieme appears to require:

1. Signifecant opprortunities for the effective use of
modest amounts of credit;

& A represeatuave goeerng/lending comaties, ace
coutabilie to the connmunity; and,

Jo Soadl peer prosure av g source of resporsble
committes decivicns and av a meeans of euforcing loan

Shinyalu: Credit for Smali Rural Businesses

repuayment,

THE SIHUNY AL CASL

In Shinvalu, Wesiern Kenya, a0 taditional funarad
committee wasy converted  into ¢ commercial loan
committecs Most vllage husiness operatims took advan-
tpe of e Joun scheme and aesponded with
esceptiondly high repaviment aate, The aedit scheme
provided a dewnimg expencace for amall business.
peisons, Itodlustiated the etiective ave of aedit and
contributed 1o the suceess aned snprovement ol business
aperations,

A aedit scheme’s purpore is to combine esomees,
appettunities, and incentives to enlarge swealth beyond
the cont of the crediv This case describes suchy a scheme,
oy olfer Tessom etul 1o penons interested
village cconomic development and the promaotion ol
simallacale commerce and service bustnesses as part of 4
tural devedopment et Partneship tor Productivity
(PH), w0 nonsprofit private voluntay ontanization,
atacted the Shinyalu s o in 1972,

SLTTING
Shinyalu i located at a crosmiaads wine miles
sontheast of Kahaimega, the provincial capital, 1t has 80

mathet busimesses, pae a0 peomanent shop
butbdiapes, and a diverse basiness popaliton, Mo than
12 s e aepresented o the village, Ouakers and
Rocan Catholics wee the imost mumerous, but there we
several Mushin and Protestant shopheepens, Most ol
Shinvali's huvinesspersans® abvo ate imvalved e Linming,
Several manape commercid Laris, and at cestane thnes
ol the year there iy cash How liom Lame 1o business
el vice ven,

The ket businesses are sially typically with ane o
fwo nuplu\'nw. Sintydive percent are trade enterprises
(velling provisions, maize, chascoal, aed meat)s 208 e
service eaterprises (testaan s, hat, maize mills, bicycle
repait sheps)i and 1% e sevice or fabiicating
enterprises (Giilor, carpenter, fumitine),

Taers v ondy about $1500000 the Shinyala oan fud,
Faraiis tanpe o $G0 (o0 3300 aver o term of 36
months wi 0% interest, AL business imanagests i the
villige wre eligible o apply tor loans, The schedule of
loans is publicly projected, and cech peson kows whao
has the capital which he nght boreow i the tutue,

SOver 0% of Weatern Province business operaton ate worien,
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‘The loan seheme has four objectives,

Objective 1 To test the effect of injecting small
amounts of capital inte sebected businesses to finance
specific plans for change or expansion,

A cultural anthropologist amessed  the  program’s
tepract on 24 of the tivst AQ loan recipients, He obtuned
4 componite view of each cose throagh discussions with
the recipient and members of the loan committee, and
hy general observation, .

I che shortaun, 16 ol these businesses increaned
their inventotien or otherwine expanded  thet enters
prises. Over a Jonged term, 1 of the 29 horrowers
increased thelr stock and isaproved their evord-heeping
and  business anethods, Four - exhibited  only  slight
progress Faght ahowe o evidence of such change,
Phiose who used then lown capitai wicely in the shont
tun e showed o Tongeatenn improvement in business
AChivity,

Atter e inital lown recipients had received wnl
repaid ther doans, PO establishied @ business e
ment extension servioe, Interestingdy, the loan recipients
whoe bl ved their o wisidy equested asistanee
on the manageme it estension senvice,

The management seivice s independent ot the o
mechanisns, PR expericnce mdicates that when loan
and manmgement advisony activities wee eambined, o
pesvers view the snanagement advisor ava loan collecton,

Objective 20 To provide a loan serviee 1o smalloaeale
Pusinesses beyond the vommal eack ol existing cony
mescial and govesnmental ceedit fucilities,

The e scheme has nosw been osed by aos
Shinv o Iesdnesses, By December 1975, 52 of Shinyvae
' 82 Dinesses B received one or imvore loans, Ovey
70 ot all manubactaring enterprises, 704 ol the tade
enterprives, and BO% ol the wervice saterprises il

borrowed at beast onee,

The exact nmber ol Shinyalu bsinesspeoons who
have ecewed commecial or sovermmental loans i
wskoowng though the number is ielaively simall, Formal
requirementn and application procedutes o the Shiny.a
B s heme we centaindy less vigeorous than ROVETTIen
anel comuercinl progedanes,

Objective %
sohee,

To test a docal, wilgoverning loan

The Shiny alu Matket Commttee, previomsy a funeral
commitiee, i about 16 members, elected 1o Heyenr
terms by aecret ballot in i general meeting, Commimity

presswie can foree the committes (o resign and Gace new
clections, There  were two  cections held between
Junwary 1973 and Junvy 1976, In one case, the
chalrman and  vice-chainman were forced 1o resign,
sispected of asking tor kickbacks, In the other, the
secretary resigned after anking for money to process u
loan application,

The Committee follows certwin procedures, 1t meets
monthly 1o review loun upplications, interview o) i
cants, andl select loances, Not more than hall the Toan
fuads may e held by Committee members, Loan
tepayments are mide  to the Committee treasarer
according to i presdetermined sehedule,

Criteria for borrower selection are simple, The appli-
cant muiat be an extublished Basiness operator, accapy i
secrre building, possess inventery gieater than the vadue
ol the foan equest, state how the Toan will be ased,
keep cettain records, hve completely sepaid on time
any previove Jean, and have i noncommitice person
puatantee the loan,

Peer pressure operates on two levels, A notedd,
commitiee meanhess e subject to sanctions within the
conmtmunity, T alo peer pressne on o recipi-
enty b repay thedr loans on time so thiat oter husinesr
operatons iy borrow, I ome casey i receved
Rashn 500 ($70) 10 aid in dmpraveraent of his hotel tea
oo He did not put the money o it intended use,
aml at the cad ol the fous-monmth period he declared
hinwell unable to vepays B in the faee ol ¢ matant
rentinders from commitice members, and sl criticiom
ftom his peersy he sold a cow and paid  off the
acht,"(Barclay, 1974, p, 4)

Piwre i consdderable evidence that peer pressure ag
both devels ix a prime tactor in the siceem of the
scheme,

Objeetivee 4 Fo o teabn snallacale el business
persons in obtaining and using credit,

The down selieme has educational value, 1 involves i
wnill ot of capital wiieh must be quickly med
over, Signiticont Lusiness developiment requires: lager
amounts ol ongtenm capital from commercial and
govermmental sowreess But more lonnal application
procedures and requirements el 10 he oo complex
lor mowtoral smallscue busiaes operatins, The
revolving loun scheme gives smallweale businessperons
experienee with toan requitements, apphications, wnd
repayments,



FP s now studylng the effects of the eredit
education, Results are not yet availuble,

OTHER PILOT SCHEMES

SMuoce 172, revolving loan schetnes have been extab-
lished in wiv other Westems Kenya villages, one with as
few an B and one with ax many i 97 businesses, Most
did not have waditional committees swhich conld be
converted it doan committees, On the whole, they
have nat been aw suceesstul as Shiny alu,

Fiest, local toar committees hawd to be Greated and
tabned in committee procedures, Factors sich
cortuption and political manipalations iy procd
o be problen, These problems Tesened winls expeti.
enees Second, simall vitlages with Jess than 26 fetadnesse:
lached sullicient peer pressite 10 ensute loan 1epay -
met, Thind, the Targest village may be ton heterogene
oy and Cconmopolitan® 1o ensite sulficient peer
pressue Lon loan repayment,

These problems have helped deline the sccess
pitameters ol the loan sohemes Moo loans have been
written ofb, The aepaymento, time aatios tor the s
ether pilot schemes has heen 820 (1h0 loans), compared
with the 9% (120 Taann) in Shinyalu wx ol Janumy
174,

DISCUSNION ANDSUMMAKRY

The Shinyalu Yoan scheme has aclieved ity objedtives,
The other six loan sehemes, within an experimental
comtent, have helped build knowledge o the sequine.
ety o this type ol scheme in Woatem Kenya An
aRpreRate onshme epayiment recond of 964% ivicman k-
able for wny miral eredit seheme,

The experience supports the thesin that peer pressae
v oa primary determinint of success, We can alvo
conclude that sizable cconomically active sunal marhets,
with relatively homogeneous business populations add
expeience in cooperation, provide e hest envitonment
fon a suecesstul vevolving toan seheme, The area should
hive betwaen 25 and 100 fulltime operating husinesses,
e oshonld be an wsctual or potential cconomic growth
center and should show esldence of goed toan commit-
tee potential,

One major question concerning such a scheme con
cerns the possibility of v replicability, ‘The Bterane
suggests thiat organizatioms with buiftin pees pressute
wean etticuve means of facilitating tarl agricaliural
aedit, The fiterature wlso imdicates that conmmers il wind
governmental Toans, made directly o anallseale il
enterprises, have @ i ol e epaviment recond,
There has heen Tintle testiog of intermedin wechanisii
for small seale pural biiness foans, Phin scbsme might
be tested mote extensively by organieations aperating i
el arean,

I has espeiimented with o snall seae, T cong
bumine o e ment extension sevie to complemend
the doan schemes This extermston seiviee provades aelviee
i wcionnbing, inventony comttol, et mangement,
guality vontiol, and similar management ahiti, The
extenont setvice wght alve e tested elvewhiere, 1 i
not, Jowever, essential 1o the boan soheme,

The e ducctions of the i schieme s2aain
tnclear, Te condd evolve ante w cooperative ara cedin
wden where aembers poovide pare ot the capital, Iy
could b superceded by commeraal and povennmental
sottrces aveapients Tearn o guality toe credit, Ba the
Shinvadu cxperience demonstrates that iodest ansontts
ol money can be ellecuvely and oreatine iy asedd, Ty
futire swill be ddetesmed by tarther i ations,

Additional  abermation may be ohianed  fom
FASEEAM o Partnenshup Ton Productivos, Bos 24,
Kahwimepga, Kenva,
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