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PREFACE
 

This report is the result'of discussions between the Presi­

dent of Development Alternatives, Inc. (DAI), Mr. Donald R.
 

Mickelwait and Mr. G. P. de Brichambaut, Deputy Director of the
 

FAO Investment Centre, and builds on a preliminary report pre­

pared by Mr. Peter F. Weisel of DAI. Its purpose is ti;, set out
 

a framework within which to select data for collection in design­

ing rural development projects, as well as alternative data col­

lection and analysis methodologies.
 

There are many sources of background materials for this
 

paper. Over the past five years DAI has been involved in and
 

written extensively on the process of project design.. A major
 

work was Strategies for Small Farmer Development: An Empirical
 

Study of Rural DevelopmnentProjects, prepared under contract for
 

the United States Agency for International Development CUSAID)
 

and completed in 1975. SubsequentDAI involvement in the design
 

of rural development projects for USAID resulted in two major
 

reports, one entitled The "New Directions" Mandate: Studies in
 

Project Design, Approval and Implementation and another state­

of-the-art study on Information for Decisionmaking in,Rura
 

Development. All of these sources were used in the preparation
 

of this paper. In addition, a paper prepared in 1976 by two
 

DAI staff members, Dr. Peter F. Weisel and Mr. Charles F. Sweet
 

entitled "Data Requirements for the Design of Area Development
 

Projects," was a principal source. The task of putting this'
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material in its present form was undertaken mainly by Peter
 

Weisel and Donald Mickelwait.
 

The result, we hope, is a report that will prove useful for
 

project designers in the difficult task of designing meaningful
 

rural development projects.
 

Donald R. Mickelwait
 

President
 

November 1978
 



CHAPTER...ONE 

INTRODUCTION
 

Once an idea for a rural development project.has been
 

identified, it becomes a critical task to design it to maximize
 

its probable development impact. The.problems that must be
 

addressed are many; it is necessary to determine:
 

* What data to collect in any.given project 
environment; 

0 Data collection techniques:, methods of 
collection and sources; 

0 The composition of design teams: who should
 
,do what;
 

* 	 The types of data processing and interpreta­
tion needed to produce,a design;
 

0 	 The time frame needed to complete this work.
 

This document has been developed to help answer these ques­

tions as they relate to rural development projects. It is in­

tended for use by the FAO Investment Centre staff, as well.as
 

by field staff organizing project design work.
 

At the outset it is necessary to address three subjects:
 

(a) defining the sort of project to which the following design
 

recommendations are applicable; (b)determining -the degreeiof
 

structure (or flexibility) needed in project development; and
 

(c) planning to avoid overspecification and oVercollection,
 



2 

two common flaws of many project designs.,
 

DEFINING RURAL DEVELOPMENT PROJECTS
 

It is important initially to clarify the type of project
 

that is the focus of this report. Unfortunately the terms
 

"rural development" and "integrated rural development" have be­

come labels for almost any effort directed at a rural area.
 

For example some governments and funding organizations define
 

integrated rural development organizationally, emphasizing the
 

coordination of inputs into an area by more than one government
 

ministry. Other development agencies define integrated rural
 

development as the delivery of social and economic services to
 

a rural area to improve amenities, but often without basic pro­

duction and income-generating activities; this is frequently
 

cited as a problem with the "basic needs" strategy. In still
 

other contexts integration is defined merely as the undertaking
 

of multiple, often disparate, activities in the same geographical
 

area. This approach has seldom generated successful, mutually
 

supporting and complementary development activities.
 

In a number of recent development undertakings, major donors
 

have turned their attention toward project designs that concen­

trate on specific geographic areas, an identifiable target popu­

lation, and an objective of increasing socioeconomic welfare
 

through concentrating on agricultural production and income-and
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employment-generating activities. This perspective is important
 

to help assure that a project becomes self-sustaining and able
 

to continue after foreign resources and/or technical assistance
 

are withdrawn. Providing development assistance for social serv­

ices early in a project's life cycle is.applicable only if such
 

things as health, education, population, or nutrition present;
 

serious constraints to increasing agricultural or income-generat­

ing potential.
 

For example in certain areas a production income-generating
 

strategy is not feasible at the outset of a project because the
 

local population is afflicted with serious health problems or be­

cause technologies for improving agricultural efficiency have not
 

yet been tested; this is-particUral--tfu -e-.
 

are few natural resources and severe climatic conditions. In
 

these cases one alternative strategy would be to concentrate on
 

local organizational development with an initial emphasis on the
 

construction of community infrastructure. Should this initial
 

effort prove successful, agricultural assistance could be intro­

duced. Furthermore, when deciding on a strategy for areas that
 

have experienced severe drought, it is important to distinguish
 

between relief and rehabilitation work and development efforts.
 

In the latter the purpose is to provide a catalyst for a local
 

population to initiate a process of self-sustaining development.
 

There is a strong potential incentive conflict when both are
 

tried at the same time.
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This report it concerned with rural development that is
 

'centered in a specified geographic area andconcentrates on in­

creasing production, productivity, employment and income-generat-


The provision of social services, infrastructure
ing activities. 


relief and the development of local institutions is viewed as
 

Indica­complementary to the basic economic thrust of a project. 


tors of success for projects with this thrust are outlined in the
 

following chapter, and design recommendations made in this report
 

reflect this basic set of priorities.
 

THE STRUCTURED OR THE FLEXIBLE APPROACH
 

TO PROJECT DEVELOPMENT
 

The approach to project development may be highly struc­

tured. That is, the host country or the donor agency may request
 

that a mass of planning paperwork accompany the project design,
 

complete with quantified target objectives, schedules, priorities
 

and details of the inner workings of the project during 
imple­

mentation. On the other hand a project may begin with only the
 

specification of a project area, a target population, a management
 

structure, a budget and a general mandate to promote development.
 

In either case there is a trade-off between the "structure" of
 

project design and the "flexibility" needed for project imple-


If the design effort generates a highly structured
mentation. 


plan, implementation attempts aimed at following the plan will
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also be highly structured. Rarely does a project with a highly
 

detailed plan have within it the built-in flexibility to make
 

corrective changes during implementation or to undertake adaptive.
 

field-testing to improve project performance.
 

Since there are clear differences in the level and type of
 

data required for project design under the two juxtaposed alter­

natives, the approach to project development is a major considera­

tion in determining information requirements for rural develop­

ment projects.
 

These two extreme approaches are often referred to as "blue­

print" project designs on the one hand, and the "process" approach
 

to project development on the other. The former is typified by
 

certainty on the part of the project designers that the tech­

nology and intervention techniques previously identified are
 

appropriate and, given good management, will work in a local
 

environment. It assumes that solutions to problems are known
 

or can be easily discerned and that projects are merely vehicles
 

for applying them. In such projects field-testing and the on­

going collection of data for purposes of assessing and adjusting
 

project activities is seen as unnecessary. When blueprint proj­

ects fail, blame is generally placed on "poor management" or "lack
 

of cooperation" rather than poor selection of technology or inter­

vention techniques.
 

Recent development experience has produced a mixed record
 

on the success of projects designed in this manner. Clearly
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some development activities, such ap road construction and other
 

capital development efforts, need to be well specified prior to
 

implementation. Other types of rural development projects de­

signed in this way, e.g., agricultural or integrated rural devel­

opment projects, have a high incidence of failure precisely because
 

of their inflexibility, their neglect of data-gathering and field­

testing aimed at improving implementation, and their assumption
 

that appropriate interventions are known.
 

In contrast to this thrust is the process approach, which
 

begins with the notion that, more often than not, we have little
 

knowledge of which specific interventions are likely to work
 

over the long run. In this case selected interventions are tried,
 

data are collected, field tests-arefrequen'yc ctedto---.. 

assess their effects, and project activities are redesigned in 

Projects are, inaccordance with what is learned over time. 


effect, modified and adapted as knowledge is gained about their
 

specific environments. In the extreme process approach case, all
 

that is required for initiating project activity is a specifica­

tion of project objectives, a determination of the area and tar­

get group, decisions on implementation arrangements to use, and
 

a budget.
 

I See E. R. Morss, J. K. Hatch, D. R. Mickelwait, and C. F. Sweet, Strategies
 
for Small Farzz'.er Development (two volumes), Boulder, Colo.: Westview Press,
 

1976. This report raises serious questions about conventional -- essentially
 

blueprint -- approaches and formulates an alternative strategy capable of
 

both identifying appropriate strategies and applying them. The generalization
 

are drawn from those cases in the study where self-sustaining development did
 

seem to be taking hold. The factors associated with this success were iso­

lated and consideration was given to alternative methods of building those
 

factors into future projects. This led to the specification of the process
 

approach.
 

http:Farzz'.er


.7
 

This dichotomy between the process and more conventlonai.
 

blueprint approaches is admittedly.extreme. Projects today are
 

frequently-designed with some mix of these approaches. For
 

example ,through adaptive research on farmers' lands we may be rela­

tively certain of a particular small farm technology, e.g., proper
 

seeds or production practices, and may wish.'to initiate this tech­

nology immediately. At the same time our certainty about the most
 

appropriate intervention technique may be far less, requiring con­

siderable ongoing testing and retesting. In both cases a certain
 

level of data-gathering will be necessary to determine whether
 

what we expected to work is, in fact, working.
 

It is probably most useful for the project designers to
 

think of all these approaches as part of a continuum, with the
 

blueprint model at the one extreme and the process approach at the
 

other, and a number of combinations in between. The level and
 

type of data required for project design will differ a greal deal
 

depending upon where one is on the continuum.. In projects designed
 

to start with only a few resources, to build as time passers, in­

formation requirements for initial design will likely be modest.
 

In contrast, information needs will be substantial if the proj­

ect is intended to entail an immediate high level oftactivity
 

and resource outlay and is comprised of a number of discrete com­

ponents. These issues become an important consideration in select­

ing a minimum level of data to collect.
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SELECTIVELY REDUCING THE'DATA REOUIREME]
 

Data collection and analysis requirements follow from-a
 

set of critical judgments that must be made about the potential
 

for successful intervention by development assistance into a
 

project area. There are two ways to reduce data requirements
 

to a manageable set. The first is to reduce the precision and
 

level of detail for any one decision category. In some circUm­

stances a list of 50 categories of data may be resolvable in a
 

few days of interviews and visits to tfieproject area.
 

The second method is to restrict the critical judgments
 

necessary for the determination of project components or manage­

ment arrangements. Critical judgments revqlve around character­

istics of the environment -- the social, cultural and economic
 

milieu -- in which the project is to be implemented, and the
 

level of development of the country/region. These characteris­

tics influence the judgments that must be made. That is, in a
 

country with a highly developed economic infrastructure, an early
 

decision might be made to exclude infrastructure development from
 

the project design. Data will be collected until it is deter­

mined that a particular component or management arrangement does
 

not need to be considered, at which point further data collection
 

can cease. In this way the number of critical judgments canbe
 

restricted, and the data required for collection correspondingly
 

decreased.
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CHAPTER TWO
 

INFORMATION REQUIREMENTS FOR PROJECT DESIGN
 

Specifying data requirements for rural development project
 

The

design involves selecting a minimum set of data-to collect. 


most effective approach to accomplishing this starts with defin­

ing data requirements in the context of decisions, or decision
 

categories, that planners mustmake in the process of project
 

decision categories
design. It is possible to define a set of 


that are common to virtually all rural development projects.
 

This chapter identifies these decision categories; a checK­

list of potential data needed to make design decisions in 
each 

For any single project choices category is included as an annex. 

concerning the specific data to collect will revolve around 
the 

precision and detail of data collection as well as critical 

judgments that must be made about potentially successful 
project 

These issues are discussed in detail in Chapter
interventions. 


Three.
 

CRITICAL DECISION CATEGORIES
 

The decision categories to be considered are:
 

Specifying project objectives, including
0 
 indicators of success;
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* 	 Specifying project components;
 

arrangements;* 	 Determining project management 

and
 

Specifying project resource commitments.
" 


Each 	of these is considered in turn.
 

Specifying Project Objectives
 

Specifying the objective(s) of a project and formulating
 

success indicators for measuring progress toward achieving the
 

Figure A-I
objective(s) are th3 first steps in project design. 


in the annex indicates the decision category, critical questions
 

for design decisions related to that category, and potential
 

data 	requirements.
 

In commencing a project design, it is possible to begin
 

with any of several levels in specifying objectives, In some
 

instances objectives are defined by the host government, and 
in
 

others they are left open and evolve only during the design and,
 

in some cases, the implementation process. It frequently falls,
 

upon the project designer to be certain that project objectives
 

are well defined and understood. The need for specification is
 

straightforward: a decision to initiate a project should be
 

predicated, at least in part, upon the complementarity of the
 

objectives of the various participants -- donor agency, host 

-- to be country officials, target population and project staff 


When objectives are contradictory, or
involved in a project. 


if formal agreement is reached but the interpretations of the
 



objectives vary significantly, confusion will result with regard
 

to what the project is attempting to achieve, what should be
 

emphasized in project implementation, and what should be mea-


This 	issue of
sured or evaluated in terms of project impact. 


defining commonly understood and agreed-upon objectives is a
 

critical design question and is reflected in the first column of
 

Figure A-1 of the annex.
 

Further, project objectives can be more or less specific.
 

For large integrated rural development projects they are often
 

broadly focused, e.g., to improve the social and economic well-


For smaller projects the objectives
being 	of the rural poor. 


might 	be much more narrow. In either case specification must
 

include at least the target population and the geographical
 

coverage of the project.
 

Indicators of success should be included in the specifica­

tion of objectives. These indicators in effect "fall out" of
 

the objective that is chosen; they reflect the specific changes
 

that 	the project is intended to effect. Examples of indicators
 

for rural development projects are numerous and might include,
 

but are not limited to, some combination of the following:
 

Increased net income;
0 


* 	 Increased production;
 

* 	 Increased employment;
 

Improved health and nutrition;
0 


* 	 Increased levels of literacy;
 



12
 

W Increased individual or group capabilities 
to solve development problems; 

* Increased capacity for the benefits of 
development to become self-sustaining; and 

* A more equitable distribution of benefits 
from development. 

First, they
Such indicators are needed for several reasons. 


are important in assessing the impact of development efforts
 

over time. Second, they allow officials and project staff to
 

identify possible development trade-offs for each activity that
 

is planned or that takes place in a particular area. Such
 

trade-offs :are legendary. Costly agricultural inputs may be
 

introduced that result in significant increases in production
 

Others
but are too expensive to be sustained by local farmers. 


include the construction of such economic Infrastructure as
 

irrigation and road systems and their possible effects on the
 

agro-ecological system; or the expansion of cash crop production
 

and its effects on family nutrition. A well specified set of
 

success measures will allow project planners and staff to analyze
 

and draw conclusions about the combination of development
 

strategy, activities, and resources that is most appropriate for
 

producing the desired developmental change.
 

Further, it is important to establish objectives for each
 

These
different target group to be included within the project. 


groups may include women, farmers, landless laborers, small
 

enterprise owners, and pastoralists. Each group may have special
 

constraints to developmental change and require incentives,
 



technology transfer and extension methods fitted to its particu­

lar situation. One useful method of identifying these differ­

ences is to specify the actual behavior changes that the group
 

must aim for if the project is to be successful. In agriculture
 

this might include the adoption of new cultivating practices.
 

It might also involve decisions concerning whether to apply for,
 

accept and use credit and/or consume, store and market output.
 

in ways that involve significantly altered behavior patterns.
 

A clear listing of these changes, by target group, is the final
 

outcome of the specification of project objectives.
 

The first level of decisionmaking for project design in­

volves general project objectives specified in the context of
 

an identified geographic area and target population. The
 

next level involves defining measurable indicators of project
 

The final level includes specifying target achieve­success. 


ments and behavior modifications necessary for each group identi­

fied as beneficiaries in the project.
 

Specifying Project Components
 

Figure A-2 of the annex presents the critical questions and
 

potential data requirements for specifying project components.
 

The questions focus on identifying possible project activities,
 

as well as potential constraints to their implementation. At
 

first glance it might appear that both the questions and the
 

data requirements are too extensive. For the design of some
 

projects it will be necessary to collect only a small portion of
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these data; for others considerably more will be needed. For
 

example if rural development activities are to be specified in
 

detail prior to project commencement (the highly structured
 

alternative) and implemented in an area where little data'are
 

available, virtually all of the information listed may be
 

needed. It will be necessary to know a good deal about agri­

cultural and non-agricultural production potential and problems
 

of the area', how macro-level considerations (e.g., host govern­

ment financial constraints, development objectives and priori­

ties) might affect the project, whether any aspect of the econo­

mic and social support infrastructure presents -existing or
 

potential constraints to development activity, and what local
 

organizations or groupings exist within the area, how they are
 

structured, how they function, and what their potential develop­

ment contributions might be.
 

If, on the other hand, the rural development project is to
 

be flexible in its project development, showing slow growth
 

after initial pilot testing in the field, data requirements are
 

far less onerous in the design phase, since the data needed for
 

modifications in the original plan canbe obtained during imple­

mentation. Chapter Three discusses in detail these considera­

tions and the specification of project components based upon
 

selected determinants for choosing among potential data require­

ments.
 



Determining Project Management Arrangements
 

Design decisions relate'd to project management arrangements
 

This is a key deci­
are summarized in Figure A-3 in the annex. 


sion set, which revolves around the structure and capacity 
of
 

alternative implementing arrangements for the project. Such
 

arrangements can vary widely, from working within existing 
public
 

or private sector institutions to setting up autonomous project
 

implementation units.
 

The critical questions for design revolve around the capa­

city of the organizational vehicle to define effective lines 
of
 

authority and control over project resources, and provide 
incen­

-- including incentives for
tives for efficient implementation 


The "optimization"
coordination of activities where necessary. 


of the project management structure is a complex synthesis 
of
 

Frequently this issue gets
what exists and what might work. 


short shrift in project designs, resulting in management 
arrange­

ments that work badly when implementation begins.
 

Specifying Project Resource Commitments
 

Figure A-4 of the annex spells out decisions and data 
require.
 

ments necessary to specify both host country and donor 
resource
 

commitments, as well as those of the local target population.
 

The concerns here are the type of resources needed and the 
quan­

tity, sources, and timing of resource delivery. This infor­
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mation will allow a project designer to incorporate into the
 

design the requirements for committing resources to project
 

activities. Projects are far too often bogged down because of
 

seemingly endless delays in procurement of both goods and people.
 

The focus in project design is frequently on specifying
 

resources to be provided by the host country and-donor, with
 

far less explicit attention given to what the target population
 

must commit. This commitment may take many forms that have
 

other opportunity costs: labor for self-help construction,
 

materials, leadership, organizational assistance, or cash pur­

chases. These commitments, if they are necessary for project
 

success, are as important to identify, quantify and record as
 

those complementing assets of the host country and donor agen­

cies. The figures may not enter into the final presentation
 

of the resources required to initiate the project, but they are
 

critical for an understanding of how the project will proceed
 

under implementation.
 

A DATA COLLECTION CHECKLIST
 

While decisions can be made intuitively in all of the pre­

ceding categories, project designers feel more comfortable with
 

data that allow rational decisionmaking on alternatives for
 

project design. The use of four decision categories, all of
 

which are applicable in varying environments and for different
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and types of projects, can generate a long list of poten­sizes 


tially important data points, like that presented in 
the annex.
 

Such a list is not in itself particularly useful, since 
there is
 

no easy way to differentiate the critical information 
from the
 

interesting information ("needed" as distinct from "nice 
to have"
 

data).. The data requirements are limited in practice 
by the fact
 

that there is only so much information a designer can or should.
 

However, specifying a systematic method for
acquire and use. 


identifying only critical data for collection remains 
an exceed­

ingly difficult assignment. Chapter Three presents one poten­

tially useful conceptual framework for addressing this problem.
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CHAPTER THREE
 

NARROWING DATA REQUIREMENTS FOR PROJECT DESIGN
 

INTRODUCTION
 

In narrowing the data for collection in any specific situa­

tion a number of issues must be addressed. First it is neces­

sary to understand how choices with regard to precision and de­

tail in data collection affect data requirements. One principal
 

determinant of precision and detail is the approach used for
 

whether the project calls for structure
project development --


s zes- f e ib i-l-ity "
 - x
and detail in planning orialternativ-ly-i-emp
h
 

in implementation. The continuum of loosely defined to rigidly
 

structured project design significantly affects how much data
 

must be obtained by the field team and of what quality.
 

Second it is useful to link the four decision categories dis­

in Chapter Two to information requirements. The data col­cussed 


lection effort required for some categories is greater than for
 

The time phasing of decisions in the categories gives
others. 


a general indication of the level of effort needed in each.
 

The third concept elaborated is that of restricting critical
 

judgments that must be made to determine what project components
 

and management arrangements are to be included in the project
 

design. Restricting the number of critical judgments will effec­

tively reduce data requirements.
 

Previous Page BIx 
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Finally, the structuring of project components and manage­

ment arrangements is discussed in the context of a set 
of neces­

sary sub-decision categories, and two examples of rural develop­

ment project designs are given to indicate data requirements
 

under selected situations. These examples offer insights into
 

how the concepts introduced here can actually be used to 
assist
 

in narrowing data requirements for project design.
 

PRECISION AND DETAIL IN DATA COLLECTION
 

Choices must be made by project designers with regard to
 

both the precision and the detail that will be adhered to in 
the
 

process of data collection. Data requirements will be influ­

enced significantly by those choices.
 

The single most significant determinant of both precision
 

and detail is the extent to %hich project designs are rigidly
 

Structured designs call for a
structured or loosely defined. 


considerably higher level of precision in data than those 
that
 

emphasize learning during the implementation period. The follow­

ing trade-offs are likely to take place under the heading of 
more
 

or less precision:
 

Unit of analysis, household or group: The
0 

community/village/tribe can be used as a basic
 
unit of data collection in flexible project
 
implementations, while the household is likely
 

to be the necessary unit of analysis in highly
 
structured designs.
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Farm records can be
Direct or proxy data:
0 

used for direct, precise measurement of farm
 
income, inputs, and outputs; or indirect evi­
dence of income (e.g., tin roofs, housing
 
construction, material possessions) can be
 
observed to determine both the level and the
 
relative distribution of income.
 

* 	 Survey or interview data: Surveys require
 
statistically significant numbers to ensure
 
representative answers (precision). On the
 
other hand formal or informal interviews
 
(i.e., discussions with leaders and knowl­
edgeable project participants, requiring no
 
set number of interviews but undoubtedly far
 
fewer than would be required for a statis­
tically valid survey) can be used to acquire
 
needed design data.
 

The 	precision dimension does not eliminate data categories; in­

stead it reduces or increases the effort, time and money needed
 

to fill data requirements by varying the size of the unit of
 

analysis, by accepting proxy data as opposed to direct measure­

ment of variables, or by requiring statistically valid surveys
 

rather than depending on less structured interview techniques.
 

The second difference between structured project design
 

undertakings and those that emphasize learning while doing under
 

implementation is in the detail collected under each major data
 

heading.. Like varying levels of precision, less detail does
 

not 	eliminate data categories; rather it drops off the sub-points
 

and 	reduces the number of increasingly more specific questions
 

in the data collection outline. Very simple answers about farm
 

management systems (corn and beans followed by natural browse)
 

might suffice in one instance, while a detailed farm calendar
 

with land use, cultural practices, labor, and crop outputs may
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be called for in another. The annex presents potential,data
 

Less ,detail simply entails drop­requirements in great detail. 


-
ping off data requirements from the. bottom of each major cate

gory. This is one effective method of reducing the data collec­

tion effort during ,thedesign.'phase.
 

LINKiNG' DECISIONi CATEGORIES TO INRMATION REQUIREMENTS 

Two of the four decision'categories outlined,in the pre­

vious chapter--- the setting of objectives and the scheduling of 

resources -- are often determined with little direct reference 

to the local project area. In many instances in the past an 

defined and a budget leVel determined prior
objective has been 

to the arrival of the design'team. The designers are then obliged 

to fit a project into the parameters that have been established. 

This is understandable and.-feasible; project design has to start
 

somewhere, and a political decision on objectives and resources
 

As the project,components
is not an unreasonable starting point. 


and management arrangements are defined, these 'general::objectives
 

and resource/budget commitments can be specified in greater de­

tail. 

It is the specification of the project components and man­

agement arrangements that requires the greatest understanding of
 

the project area and most often consumes the bulk of the time
 

and energy that go ,into the design process. An examination of
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the time phasing in dealing with the four decision categories
 

implies the general level of effort requiredfoir each; this
 

time phasing is presented in Figure l.
 

The first phase involves planning to determine the general
 

objectives, target population, location and budget (the general
 

level of resources available for the project). Phases two and
 

three, often dealt with simultaneously, involve field data col­

lection and analysis resulting in the specification of project
 

components and a management structure. The fourth phase is a
 

more specific definition, flowing from phases two and three, of
 

project objectives, expected behavior changes of the target group,
 

and the time phasing of resources from the various sources 


- L - i

donors, host country, and -expectef-bediefici~a-

i- -f a1
 

phase is the preparation of the project with complementarity in
 

objectives, components, management structure and resources.
 

Because the specification of project components and manage­

ment arrangements requires the greatest knowledge of the project
 

area, it is these two decision categories that are the focus of
 

the following sections.
 

CRITICAL JUDGMENTS IN DETERMINING DATA REQUIREMENTS
 

Data requirements for project design, as already noted,
 

flow from choices concerning data precision and detail. The proj­

ect designer must determine when enough data have been collected
 



FIGURE I 
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linkages@ooP-
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Project compone ta Project organization and 
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Phase Four: 
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havior changes of each 
target group 

Specific resource comit­

wants from donors, host T 
country, target population 

Phase Five: Preparation 
of an Integrated Project 
Plan with Complementary objectives vComponents -anagement, PResources 
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in order to make decisions concerning project interventions.
 

When 	"enough" information has been obtained, the data collection
 

effort should cease; collection beyond that point -- in terms of 

either greater precision or detail.-- becomes excessively costly.
 

In some cases little effort in collection may be needed in order
 

to make rational design decisions; in others nearly all of the
 

data 	listed in the annex may be necessary.
 

Data 	requirements further flow from'a set of critical judg­

ments that must be made about potentially successful interven­

tions. These judgments revolve around often complex considera­

tions about the environment in which'the project is to be imple­

mented; data requirements can be narrowed as the critical judg­

ments that must be made are narrowed and restricted. This con­

cept 	can be illustrated by several examples.
 

0 	 A designer may face the task of formulating a
 
project in a country where there is a high level
 
of development in terms of human, economic and
 
social infrastructure. The communications sys­
tem, including a transport structure, may be
 
well developed and already effectively serving
 
the target population in the delivery of farm
 
inputs and consumer goods and in providing a
 
market for farm output. At the same time the
 
human resource base may be high: there may be
 
rural extension personnel who communicate effec­
tively with farmers, and local entreprenuers
 
who deliver farm inputs in a timely manner. In
 
general the service delivery capability in the
 
project area is high.
 

The project designer can usually acquire an
 
understanding of this "!evel of development" in
 
a short time with minimun effort through inter­
views and secondary sources, and can effectively
 
restrict or reduce the number of critical judg­
ments that must be made concerning the types of
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project interventions that are needed, e.g.,
 
road 	construction and a system of input sup­
ply delivery would not be necessary and could
 
be dropped from the project. Data collection
 
can cease when it is clear that a particular
 
project intervention is not necessary.
 

" 	 At the other extreme is the case where the
 
service delivery capability of a country or
 
within a project area is low. In this instance
 
a much wider array of critical judgments will
 
be necessary in determining appropriate proj­
ect components or management arrangements. In
 
order to make these judgments data requirements
 
will be considerably greater.
 

Project designers will face large variations
* 

in the social, cultural, economic, organiza­
tional and political context in which projects
 
are to be implemented. One important dimension
 
of this involves whether the target group is
 
likely to have access to the intended project
 
benefits. At one extreme might be a case where
 
the local power structure and social stratifi­
cation make it highly unlikely that the target
 
population can receive any benefits, most of
 
which will likely be siphoned off by a privi-


In this instance a potentially
leged few. 

large number of critical judgments will have
 
to be made concerning appropriate project
 
interventions for reaching the rural poor.
 

The opposite extreme is the case where barriers
 
Data 	collection will
to benefit access are few. 


be necessary only until it can be determined
 
that the project will not have to include com­
ponents necessary to address the issue.
 

As these examples imply, the concept of critical judgments
 

and how restricting them affects data requirements is difficult
 

This 	is because of the large variation in project
and illusive. 


In broad terms critical
environments that a designer must face. 


judgments must be made around the two general categories noted
 

in the examples: the level of human, economic and social infra­

structure development and the social, cultural, economic, organi­
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zational and political context in which the project is to be
 

implemented. The judgments are made in the process of project
 

design, though not always overtly, and in the process the number
 

of judgments necessary is restricted or expanded, with the re­

sulting effect on the amount and type of data needed for col­

lection.
 

STRUCTURING PROJECT COMPONENTS
 

In structuring project components it has proven useful in
 

past project designs to divide data requirements into the follow­

ing five sub-decision categories:
 

0 	 Viability and equity of the society's organi­
zational base;
 

0 	 The agricultural system; the agricultural
 
resource base, agricultural production tech­
nology and agricultural support system;
 

0 	 Non-agricultural economic activity: the non­
agricultural resource base, production tech­
nology and support system;
 

* 	 Social services, including health, nutrition,
 
housing, and education; and
 

* 	 Macro policy considerations.
 

Viability and Equity of the Society's Organizational Base
 

Local organizations can provide a critical underpinning for
 

successful rural development projects. Their importance is high­

lighted to the extent that such projects must transfer knowledge
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to farmers and encourage behavior changes that are likely to
 

have risk implications. In these circumstances a two-way flow
 

from project to farmer and back to project management is essen­

tial. Local organizations allow the structuring and channeling
 

of such a communications flow.
 

In many areas selected for the implementation of development
 

projects, there are no viable organizations that have the promo­

tion of smallholder development as their principal concern. In
 

such instances the critical questions that must be addressed are:
 

* Does the existing organizational base sug­
gest that organizations that complement 
project objectives can be helped to emerge? 

0 Does the existing organizational base allow 
benefits to flow t'e-t- fgatpu1a-th-in? 
and 

0 What incentives exist or can be created to
 
promote smallholder organizations that sup­
port project objectives?
 

In the investigation of these issues, it will become evident
 

whether the society is homogeneous or highly differentiated,
 

where political, social and economic power resides, and what
 

problems are likely to be encountered in ensuring that the bene­

fits of development reach the target group. At one extreme proj­

ect components will be structured to fit a homogeneous society
 

where all are poor, and leadership and local organizations en­

courage the general distribution of benefits of change and
 

modernization. At the other extreme the society will be frag­

mented, with economic and political power residing in a few large
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holders who have no interest in seeing their own positions
 

eroded by development achievements of the target population.
 

"Community-based" or "selective-recipient". structures will emerge
 

as candidates for project components in the two extremes.
 

Figure 2 depicts this sub-decision category and the decision
 

options open to the project designer in structuring a local-level
 

project organizational base. The sub-decisions have been re­

duced to considerations of the viability and equity of possible
 

organizational forms. Data collection will involve these two.
 

issues (identifying the cell in the column one matrix into which
 

the organizational base falls). Potential data to be collected
 

in addressing these questions are given in the annex, Figure A-2.
 

The reduction of these data for collection,,as noted above, re­

volves around choices concerning data precision and detail and
 

critical judgments about potentially successful interventions.
 

Because project environments vary so widely, and because proj­

ects might be designed with more or less structure, no "cookbook"
 

approach can be used for deciding which data to collect. The
 

examples that follow at the end of this chapter are instructive
 

in showing how data requirements are determined under different
 

real-life situations.
 

Decision options (column 2) relate to actions to be taken
 

based on answers to the "equitable/viable" set of questions.
 

If, for example, the existing organizational base is deemed both
 

adequately equitable and viable (and thus falls into the first
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ort.isi.zal Iil|l WINI­
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u tluul. 5mi orgatl­

zational component 

must provide a method 
of reaching a target 
population with an 
effective two-way 
information flow as
 
well as with other 
possibly critical 
project resources. 

W
0 

be determined from more or less
Where a local organization falls within this matrix will 


the data requirements List in the annex.
data colliction and analysis based on 
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cell of column 1 of the matrix), then decision option (1) obtains.
 

If not, then alternative choices are made concerning what must
 

be done in terms of appropriate project interventions. It is
 

from choices made among the various options that the organiza­

tional component emerges.
 

The Agricultural System
 

Production, productivity and income increases will flow
 

from a variety of factors, e.g., changes in agricultural tech­

nology, storage, input availability and/or marketing. The bulk
 

of field data collection should be carried out around these
 

issues. There are three major subdivisions.
 

Res u-oeBa__-__
A. The Agrioultural 


Specifying project components requires a knowledge of the
 

existing agricultural resource base, its type, extent and possi­

bilities for development. Two societies might have comparable
 

output (in terms of surplus over subsistence), yet have exceed­

ingly different levels of potential agricultural production.
 

Harsh climate and poor, eroded and overcrowded/overgrazed land
 

call for a cautious approach to the introduction of technological
 

change, since there may be few interventions that can have dra­

matic success. On the other hand a rich agricultural area that
 

has not been exploited with improved technology may have a large
 

These factors will influence
and rapid improvement potential. 


the project interventions chosen and the data required for their
 

determination.
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B. Agricu~turaZ Production and TeohnoZogy
 

To make intelligent recommendations for changes in agricul­

tural production and productivity, it is necessary to understand
 

the existing agricultural system. If output is uniformly low
 

and there are no easy answers to increases in productivity, a
 

research program must precede the extension of new ideas. If
 

there are major differences in the results generated at the re­

search station, or among large, medium and small farmers, then
 

different technologies already existing in the project area can
 

be surveyed and considered for introduction into the project.
 

In the most useful and likely case, there might be as much as a
 

three-to-one variance in output between the best and least pro­

ductive farmers. The most rapid increase in production and in­

come would be accomplished by bringing the small farmers who lag
 

up to the level of the best. The size and timing of the campaign
 

to introduce new technology will depend upon the testing of the
 

new possibilities on farmers' fields.
 

The production potential is also influenced by the agricul-


In an area of small farmers with severe
tural resource base. 


pressure on land, farm management techniques will be necessary
 

to best utilize the available land, such as maximum use of ver­

tical space, closely controlled interplanting and sequential
 

cropping. The objective is to maximize farm output carefully
 

through a series of small incremental improvements. In an area
 

with a land surplus, where technology and labor have been the
 

constraints, a quick push toward a few cash crops may be in
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order. Thus the fundamental decisionmaking about the type of
 

technology to promote depends upon the existing agricultural
 

production potential.
 

C. AgricuZturaZ Support System
 

For more than a subsistence agricultural system, the follow­

ing support services must be considered:
 

0 Input delivery, sales and availability;
 

a Credit for input purchases;
 

* Machinery for cultivation/harvesting;
 

* Labor for cultivation/harvesting;
 

0 Storage for harvest;
 

0 Transportation of harvest; and
 

* Marketing of output.
 

These services are either satisfactory in their present state
 

or must be augmented or established to integrate with new tech­

nology to be promoted by the project. The decision about what
 

should be provided leads to the question of who should provide
 

the services, since the options include using the private sector,
 

the project or the government. Determining which supporting
 

agricultural services are to be included on the project component
 

list constitutes a fundamental sub-decision category of project
 

design.
 

Figure 3 breaks out this sub-decision category into the
 

three divisions discussed: agricultural resource base, agricul­

tural production and technology, and agricultural support system.
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(1) 
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(2) 
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It is important to note, as with the local'.organizational base, 

that there will be great variation i-in the data requirements 

needed tomake the sub-decisions., For instance, decisions con­

cerning variance in crop output could be made based on low data 

precision and little detail or on the quick judgment'that the 

level of research is high and has been 
tested for years on 

farmers' land (in essence that an appropriate technology packagd 

exists for extension,to small farmers). In this instance the 

need for much of the data presented in the annex will be low. 

In other instances making a decision on variance in crop output
 

and what that implies in structuring a research/extension com­

ponent will require breaking out the project area by ecological
 

zone and collecting production data, stratifying farmers from
 

most to least progressive, collecting detailed farm-level data
 

on farming techniques used, including storage facilities, equip­

ment and labor availability. This will help in decisions con­

cerning what to extend, how and to whom. In this extreme case
 

much of the potential data suggested in Figure A-2 of the annex
 

will be needed. The critical judgments and the degree of proj­

ect structure will be the primary determining factors.
 

Non-Agricultural Economic Activity
 

Since agriculture represents the primary mode of productive
 

capacity in most rural areas, it has been singled out for special
 

treatment. "Everything else" is considered to be an adjunct or
 

a complement to improvements in the agricultural system. In
 

some special cases there are ready opportunities for employment,
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income and production increases in agricultural processing,
 

forestry, commercial fishing, animal products and related handi­

crafts. If these opportunities are likely to be central to the
 

project, they should be investigated with the same rigor as the
 

agricultural system itself, with an examination of the.resource
 

base, the input-output system and the essential services needed
 

for improvements. Only a few rural development projects have
 

focused on these non-agricultural opportunities in the first
 

phase of a project's implementation. This is the case simply
 

because the majority of the target population in most rural
 

areas depend upon the land for their survival.
 

Thoughtful projects are designed in phases or stages, and
 

a second-phase investigation of income and employment generation
 

through processing, or the exploitation of some other available
 

resource is often proposed. The design of the project should
 

include funds and personnel who can undertake investigations
 

during the first phase to determine promising follow-ons and
 

expansion of the project. If development is viewed as a continu­

ing growth in capacity, initial increases in smallholder produc­

tion will be followed by initiatives that extend, multiply and
 

spread the benefits throughout the target population.
 

Figure 4, as in the preceding cases, presents the decision
 

options for structuring non-agricultural economic interventions.
 

Potential data requirements are spelled out in the annex.
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Social Services
 

It is always possible that a failing in a social service 

-- could present a,health, nutrition, education, potable water 


serious obstacle to the improvements that are'the first objec-


In some areas endemic
tives of a rural development project. 


disease prohibits settlement, the introduction of livestock, or
 

the use of irrigation water on fields. Elimination of the mos­

often carriers of debilitating diseases
quito, fly and snail --

may require special project components that address these 

a major source ofissues. In other projects that use migrants as 

farm labor, housing and health conditions may be important 

If the local leader­determinants of a sufficient labor supply. 


ship and target populatior-are urablr-to-:pvid-Tit-rat/numerate 

managers and decisionmakers for the organizations to be supported
 

by the project, nonformal education and leadership training may
 

be necessary. In each instance the question to be resolved in­

volves the impact of a constraint in social services upon the
 

fulfillment of first-round, production/productivity/income objec­

tives. In a second phase, after significant progress has been
 

achieved, the improvement of social services in conjunction with
 

a strengthened local capacity to pay for the services, should be
 

considered. Figure 5 presents decision options for this sub­

decision category.
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Macro Policy.Considerations
 

The components of the project have an implied set of out­

puts which, when taken together, will affect production, distri­

bution and marketing within the project area. In many countries
 

there are budgeting, pricing, subsidy, and rationing allocations
 

that serve as parameters for project development along with the
 

overall government development philosophy and priorities. The
 

project components must fit into these economic and development
 

policies, so that a government pricing change, for example, will
 

not eliminate all potential benefits of the project. World mar­

ket prices and other factors often outside of the influence of
 

the country where the project is being implemented should be
 

considered when determining the cost/benefit returns of develop­

ment activities. Figure 6 suggests decision options for this
 

sub-decision category.
 

STRUCTURING PROJECT MANAGEMENT ARRANGEMENTS
 

While data collection to specify project components concen­

trates on local organizations and circumstances, the determina­

tion of project management arrangements requires a knowledge of
 

government linkages to and from the project area. The critical
 

questions involve which government agency is undertaking what
 

type of interaction with the local population in fields important
 

to agricultural and rural development. This is particularly true
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macro policy framework. 

1IJ 

- - • , i" 
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for agricultural input sales and supplies, extension, credit
 

and marketing, which may be provided by many or no government
 

agencies. The first requirement is to determine who is doing
 

what to whom, for example, to know that a statutory board pro­

vides seeds, technical assistance, production credit and market­

ing at a fixed price to all farmers, and in fact includes a large
 

percentage of small farmers as clients. A listing of government
 

agency involvements provides the basis for a judgment about who
 

currently services the target population and thus has the capa­

city to expand.
 

It is also important to note the target population's percep­

tions of government services. In areas where a service is com­

bined with a tax function,-the aspect is often subor­

dinate in the minds of small farmers to the detrimental aspects
 

of fines and levies imposed. In this instance the punitive as­

pects must be transferred, or else some other agency should be
 

assigned to deliver the required technical assistance and serv­

ices.
 

There are only a few major alternatives for the selection
 

of the overall structure and organization of a project. Histori­

cally a project has been assigned:
 

* 	 To a national line agency (Ministry of Agri-.
 
culture);
 

To integrated agencies (e.g., a rural devel­
opment agency);
 

0 


To regional, provincial, or district govern­
ments (a provincial development program);
 

0 
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To regional coordination and development
0 

authorities (e.g., a river basindevelop­
ment 	authority);
 

* 	 Or a special project management unit with
 
semi-autonomous status in the project area.
 

The selection of the most appropriate organizational structure
 

is a subject still open to debate and-disagreement. The examples
 

in the following section offer illustrations of situations that
 

have, in the past, called for one kind of organization or another.
 

The next set of sub-decisions flow from the fundamental deci­

sions on project organization. A.management structure should
 

have 	the elements df control over financial resources, staff,
 

equipment, setting of priorities and generation of an information
 

and reporting system. The more "coordination" that is required
 

from 	various agencies, the more important it is that positive
 

incentives be built into the project to ensure that such coopera­

tion 	will take place. Examples of project management structures
 

are included in the examples given in the next section.
 

The sub-decision categories in this section -- choosing a
 

project organization structure, ensuring necessary cooperation
 

and coordination, and determining management control and respon­

sibilities within the structure -- are reflected in Figure 7.
 

Again, potential data points for making these sub-decisions are
 

given in Figure A-3 of the annex.
 



FIGURE 7 

DECISION CATEGORY: MANAET ARRANGEMENTS 
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.Impact 
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a. National line agency (Ministry 
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Integrated national agency 
(Rural Development Authority) 
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government 
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.-
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b. Staff 

" .­ c. Equipment 

• "" "________" _' d. Priorities 

__________________ -­ a. information flows 

Incentive 
Action, 

for Independent 
t~nt- - - -'r 
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EXAMPLES OF DATA REQUIREMENTS AND ANALYSIS
 

IN RURAL DEVELOPMENT PROJECT DESIGN
I
 

Example One: A Rural Development.Project in a
Remote and Isolated District, Implemented in a
 

Relatively Poor Country with a Large Subsistence
 
Agricultural Sector.
 

Decision Category: Specifying General Objectives
 

A project to increase surplus maize production (from the point
 

of view of the host country government) and to increase income and
 

production of smallholders (from the point of view of the donor),
 

with a demarcated geographic area and a target population of
 

small farmers. There was general agreement that the project
 

would include infrastructure assistance -- roads and bridges.
 

Decision Category: Specifying General Resource Commitments
 

Twenty million dollars had been allocated for the project by
 

the donor agency in its forward budgeting process.
 

FieZd Investigation
 

A six-week country visit by a design team of four started at
 

the central Ministry of Agriculture with interviews and discus­

sions on macro policy and macro constraints. This was followed by
 

1 These examples, though not identified by name or geographic area, are real
 

examples drawn from DAI design experience.
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visits with officials at each level in the administrative hier­

archy, ending with a 20-day bicycle trip throughout scattered
 

communities within the project area talking with potential proj­

ect participants. The collection document used in this process
 

approximated that presented in the annex. Ideas for project
 

components were reiteratively considered, discussed., modified
 

and/or discarded. At the end of the trip a pr0ject outline was
 

prepared and discussed through the administrative chain, begin­

ning with the district-level officials and ending with the Mini­

ster of Agriculture. The project, after being approved in con­

cept, was then written and submitted to the host country and
 

donor for final approval.
 

Decision Category: Specifying -Prcec---Componen----­

a. Sub-Decis8ion Category: OrganizationaZ Base
 

The field data collection team determined that there was no
 

existing viable organizational base except the traditional tribal/
 

extended family allegiances. It was possible to identify com­

munities/villages where there would be local participation in
 

decisionmaking and the basis for a two-way communication flow.
 

After holding nearly 30 village/co-munity meetings, the team
 

decided to use the existing structure as the basis for inter­

action between the project and the target population, and to both
 

station project staff in villages and have villages select local
 

farmers to participate in paraprofessional training so they could
 

act in cooperation with the project field staff. The visits by
 

the design team were a strong influence in obtaining the commit­
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ment of the chiefs and sub-chiefs to cooperate with the new
 

development program. The existing land distribution system sug­

gested that using the traditional organizational base for the
 

project would encourage widespread distribution of the benefits
 

of development.
 

b. Sub-Deoision Category: AgriouZtural System
 

The field team determined that small farmers varied in their
 

output of both subsistence and cash crops in three distinct eco­

logical zones, and that there was also great variance between
 

international research station results and farmer production.
 

The research station yields required high levels of cash purchases
 

as well as a functioning delivery system for technical assistance
 

and inputs. There had been-no.successful. iOf--researGh----­

station recommendations by small farmers.
 

The field team also determined that essential services for
 

agricultural support were nonexistent, and that the government's
 

funding constraints would undoubtedly make any provision of serv­

ices a short-term commitment. Thus the project would have to be­

(or farmer groups)
come self-sustaining and the small farmers 


would have to be self-reliant and not depend upon the expenditure
 

of government funds for support to their agricultural system.
 

Roads and bridges greatly limited transportation of surplus maize;
 

agricultural implements were crude and inappropriate; pricing
 

policies did not provide incentives for increased production;
 

and exchange rate manipulations actually encouraged the import
 

into the region of low-priced maize from a neighboring foreign
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country. In addition the existing agricultural extension system
 

was engaged in punitive activities and had lost the confidence
 

of the local population.
 

c. Sub-Decision Category: Non-AgricuturaZ Production
 

The project team determined that increasing primary agricul­

tural output among smallholders was the first project priority,
 

and any attempts at employment generation or additional income
 

growth through complementary activities would wait until after
 

the first several years of project operations.
 

d. Sub-Decision Category: Social Services
 

The project team determined there were no overriding health,
 

nutrition, education or housing problems that would inhibit the
 

increase in basic agricultural production,"the first objective
 

of the project. Thus no project components involved social serv­

ices in the first phase.
 

Macro PoZicy Considerations
e. Sub-Decision Category: 


The project team determined that there were real constraints
 

imposed by the pricing and exchange rate policies of the national
 

government. A marketing study was built into the early days of
 

the project to determine exactly how additional maize production
 

would be marketed and at what price. A study of the effects of
 

the macro policies was to be made and submitted to the Ministry
 

of Agriculture. The field team did determine that early produc­

tion increases would be accommodated at a price that was profit­

able to smallholders, although that would be contrary to certain
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 pricing policy regulations of the"government.
 

The Determination of the ProectComponents
 

The project was designed with six subsystems. They were:
 

0 	 Research and extension (with a major objec­
tive to find and extend low-cost, improved
 
maize technology);
 

, Farmer Group Development (which was to begin
 
with existing tribal organizations and slowly
 

develop production-oriented farmer associa­
tions and some regional cooperatives);
 

" 	 Appropriate technology (to identify and then
 
produce improved but handmade and locally
 
fabricated agricultural implements);
 

" 	 Marketing and credit (to facilitate the im­
provement of the private sector marketing
 
activities in the project area by fostering
 
competition);
 

* 	 Infrastructure development (including major 
support to road and bridge renovation, as
 
well 	as building construction); and
 

0 	 Information systems (to tie the project to­
gether and to ensure that a two-way informa­
tion flow would assist project management with
 
continuous progress reports as the project got
 
underway).
 

Decision Category: Specifying Project Management Arrangel
 

a. 	 Sub-Decieion Category: Project Organization
 

.
The design team determined that there was no viable 


in the project area between the government and the agricultural
 

system. Existing extension efforts were neither effective nor
 

appreciated, since the extension agents also had tax and fine
 

authority. The local administrative structure was heavily
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engaged in security concerns, and was not thus appropriate to serve
 

as the basis for the project. In this instance (and it i the
 

first in which such an organizational structure was used by DAI
 

in rural development projects), the decision was made to estab­

lish a separate Project Management Unit (PMU), which would have
 

autonomous control over project activities and funds. The very
 

real problem of transition from the PMU to the regular govern­

ment authority after the depletion of project resources was
 

addressed, and a phased shifting of project kesponsibilities to
 

the district officials after the first several years of success­

ful operation was outlined. The judgment was made that the local
 

administrative structure could carry on the work of the project,
 

but could not set up and initiate it.
 

b. Sub-Deoieion Category: Projeot Management.
 

With a Project Management Unit established as the organiza­

tional structure, the details of how the project would be struc­

tured and managed were addressed. A host country employee of the
 

Ministry of Agriculture was named project director, and the chieZ
 

of the donor technical assistance team named deputy. Joint sign­

off on expenditures was established, and the remaining project
 

staff were divided by responsibilities under the six project sub­

systems.
 

Decision Category: Specifying Detailed Project Objectives
 

The field team was able to identify the actual target groups
 

by ecological zone and to provide actual target objectives for
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achievement by the groups. Major behavior +changes necessary in
 

farmer production systems, farmer groups,, -and.'infrastructure 

users werewnoted. In addition the field collection team identi­

fied women as an important but overlooked resource for change 

and modernization in the project area, +and,*aspecial project 

component was established and technicalassistance directed toward 

this group. 

Decision Category; Specifying Detailed Resource,Commitments
 

As part of the final project design submitted to the host
 

country and donor, the design team specified the resources needed
 

by year, by major expense category (including technical assis­

tance), by hard currency or local currency, and by loan or grant
 

donor funds. In addition the contributions of the farmers and
 

other cooperating target personnel were noted and considered as
 

part of the necessary resources of +theproject.
 

Narrowing Data Collection -- The Role of Data Precision, Detail.
 

and Critica. Judgments
 

In this case there was no need for great depth of precision.
 

and detail in data collection, since the project followed a flexi.
 

ble process approach in which data collection and project rede­

sign were to continue throughout implementation. Indeed, given
 

the sparseness of data about the project area it would have
 

taken considerable time and resources to collect the precision
 

and detail needed for a more structured approach. Instead the
 



53
 

data collection effort involved reaching general conclusions
 

-

about the design of the project when consensuswas obtained on
 

major issues. That unanswered.questions were :o be addressed
 

under implementation is illustrated by the preceding listing of
 

project components: research and extension focused on adaptive
 

testing; farmer group development started with an existing struc­

ture and moved toward production-oriented farmers' associations
 

as more was learned about effective approaches to accomplish
 

this; technologies were identified and tested for appropriate­

ness before a production capability was developed, and all of
 

this was tied into an information system aimed at providing the
 

needed data.
 

The narrowing of data requirements, then, reIi-e-ard-pari y 

from limiting the precision and detail of.the data collection
 

and not restricting significantly the critical judgments neces­

sary for the determination of project interventions. A field
 

collection document similar to that presented in the annex was
 

used. Virtually all of the data categories in the annex were
 

addressed and judgments were made about them as-they related 
to
 

project interventions. Again, what was operative in narrowing
 

the collection requirements was the detail and precision of data­

collected under each category. An indicator cf the level of de­

tail and precision is the time spent and data sources for the
 

various categories and sub-categories.
1
 

I This listing is a ge-..ral summary of potential data requirements, which are
 

elaborated in the annex.
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Two days in the capital city in discussions
 
with government officials on project objec­
tives, general levels of resource commitments, 
and macro-level policy problems of pricing of 
agricultural goods and exchange rates. 

Visiting 20.to 30 villages, talking to 
samples of five to seven farmers and local 
leaders in each concerning the following: 

- Farm production; 

- Farming practices used; 

- Availability of land, equipment and other 
farm assets; 

- Storage problems; 

- System of land utilization; 

- Adequacy of the agricultural support sys­
tem (input supply, markets); 

- Infrastructure.-eeds.­

- Adequacy of extension activity; 

- Availability and applicability of research 
results; 

- Credit availability; 

- Family decisionmaking in agricultural 
activities; and 

- Pricing problems. 

* Holding approximately 30 group meetings of
 
farmers and leaders, where the following
 
were discussed:
 

- The viability of local-level organiza­
tions;
 

- Local ecological and demographic char­
acteristics; 

- Adequacy of the social and economic infra­
structure, e.g., health facilities, educa­
tion facilities, roads, water;
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- The links between central government mini­
stries, extent and adequacy of government 
staff, and funds available in the project 
area. 

Four days of meetings with provincial and
 
national officials to settle on funding and
 
staffing resources needed by year and source
 
(donor, host country and project participants).
 

These issues cover all points presented in greater detail
 

in the annex. For each it was necessary for the design team to
 

make judgments related to potential project interventions. The
 

necessary detail and precision for data collection and analysis'
 

was achieved in approximately six person-months of designer and
 

field data collector effort.
 

Example Two: A National Farm Management Proj­
ect, Implemented in a Relatively Well-Developed
 
Country.
 

Decision Category: Specifying General Objectives
 

A project to increase farm output and income for selected
 

small farmers who had received land under a redistribution pro­

gram, with an emphasis on improving farm management skills and
 

providing technical assistance.
 

Decision Category: Specifying General Resource Commitments
 

Two million dollars had been allocated by the donor during
 

a prior budgeting cycle.
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Field Investigation
 

A dozen different two- to four-week visits/missions were
 

undertaken by consultants over the course of two years, all
 

financed by the donor. These missions, carried out in conjunc­

tion with host country personnel, included field visits, general
 

collaborative project design work, issueiresolution, pilot 
model
 

testing and final'project design preparation.
 

Decision Category: Specifying Project Components
 

a. Sub-Decision Category: Organtzational Base'
 

ple-
In this relatively well-developed country there was a 


thora of potential local organizations to serve as the base for
 

project activities. This organizational base, however, changed
 

over the two years of project design. Initially there were to
 

be local organizations of land rddistribution recipients, grouped
 

Since a variety of assets were
approximately 20 to an area. 


held communally by all farmers, and a number of different account­

ing reports required for tax purposes, these seemed to be natural
 

However field investigations
and potentially workable groupings. 


revealed that in some localities they did not exist and could not
 

easily be generated, due largely to animosities between farmers
 

resulting from the land titling and distribution process. As a
 

The first was to tie
result two alternative models emerged. 


into existing and viable multipurpose cooperatives. This approach
 

would serve only a minor percentage of the total target popula­

tion, but was favored by the donor and was satisfactory to the
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host country for the initial two-year trial stage. The second
 

model used the private sector, which was well-developed in this
 

country, to provide a commercial service that would be subscribed
 

to by the client farmers. The farmers would cluster in groups
 

of from 300 to 500, which was large enough to sustain a profes­

sional agriculturalist and staff. The farmers would be further
 

grouped by geographic location in clusters of approximately 20.
 

b. Sub-Decision Category: AgriouZtural System
 

There was little variance among the target population, since
 

all were coping with new problems of farm management with limited
 

experience and/or resources. The national agricultural support
 

system functioned well and inputs were commercially available.
 

The farmers were all in the-cash-sector7-wht-Wa-necesxyf­

they were to make the.payments on the newly acquired land. Credit
 

was essential and available from several public and private
 

sources, but difficult for the uninitiated to acquire. One of
 

the functions of the project, as it was originally conceived,
 

was to provide credit application assistance, but not to provide
 

credit funds. Technical assistance in farm management was the
 

missing element. The government's extension service did not
 

reach the target farmers, and major charges were necessary to
 

generate practical knowledge of what the farmer might do to
 

maximize his income and how to organize an effective extension
 

and education service for knowledge transfer.
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Once agreement was reached on the fundamental thrust of the
 

project there remained several additional unanswered questions.
 

There was disagreement over what qualifications to require and
 

salary levels to offer the paraprofessional workers who would
 

help prepare credit applications,, compile and analyze farm
 

records, and exchange information provided by the professional
 

agriculturalists. While the concept of farm records to help an
 

individual farmer was accepted, it remained to be established
 

that records of several hundred farmers could be analyzed and
 

used to assist in improving all farmers' crop rotation systems,
 

cultivation practices and, ultimately, incomes. These issues
 

were identified and a pilot test of the technical assistance
 

approach and farm records system was undertaken; this effort
 

helped resolve many of the questions and led to the design of
 

the full project.
 

a. Sub-Decision Category: Non-AgricuZtuaZ Production
 

This project focused exclusively on agricultural production,
 

The non-agricultural sector was well established and viable.
 

d. Sub-Decision Category: SooiaZ Services
 

Excluded from the project on the basis that it provided no.
 

constraints to project implementation.
 

e. Sub-Decision Category: Maoro-PoZicy Considerations
 

This category presented real problems for the design team.
 

To encourage shifts to more profitable and intensively culti­

vated crops, the government was imposing high rates of interest
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This incentive
for production credit for such staples as wheat. 


system worked for the larger farmers, but was a disincentive for
 

the target group of small producers, who had neither the resources
 

nor the farming-understanding to switch rapidly from traditional
 

Thus the 60 percent per annum interest charges
crop lines. 


(real cost) caused serious hardships. This issue was resolved
 

by a project modification as the donor insisted that credit 
be
 

made available to the target population, not from the traditional
 

sources, but from donor-supplied development assistance funds 
at
 

approximately 20 percent interest per annum.
 

The Determination of Project Components
 

The project was composedof teciqal assistance units of
 

professional agriculturalists who-were supported by paraprofes­

sional staff who interacted directly with approximately 500 
tar-


The farmers were assisted in preparing credit
get farmers. 


applications and the generation of a farm plan for the year.
 

The paraprofessionals helped the farmers keep detailed records
 

of farm input and output in a way that profit and loss could 
be
 

analyzed by crop line and over the total year's activity for 
the
 

farm. By utilizing comparative analysis of all farmers serviced
 

by the technical assistance unit, the professional agriculturist
 

could determine which farmers in similar environmental zones
 

had the most earnings by individual crop line. Specific inter­

view forms then could capture the details of the farming 
activi­

ties of the "best" farmers and (using price projections for the
 

coming year) generate new farm plans, which would be 
based on faz
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better empirical data concerning the local,area's production
 

potential.
 

Decision Category: Specifying Project-Management Arrangements
 

a. Sub-Decision Category: Project O0rganixation
 

In the early stages of the project, the sponsoring organi­

zation was a semi-autonomous arm of the Ministry of Agriculture,
 

primarily engaged in training. As the project developed over
 

the course of several years and grew into a national program,
 

several other agencies within the Ministry of Agriculture wished
 

to participate. Eventually the project organized directly be­

neath the top echelon of the Ministry, over the sometimes com­

peting semi-autonomous agencies. One major problem faced by
 

the project was that, given an extremely fluid political situa­

tion, the project organization changed with nearly every trip
 

of the donor's consultants.
 

b. Sub-Decision Category: Project Management
 

The project was managed by a coordinating committee. Field­

work was the responsibility of one of the arms of the Ministry
 

The level, timing and delivery mechanism for
of Agriculture. 


a government-provided subsidy to make use of the technical
 

assistance services during the first few years constituted a
 

critical decision. Over the long run farmers, generating their
 

own funds, could themselves support payments needed for private­

sector technical assistance should assistance be needed beyond
 

that provided by the evolving local-level cooperatives.
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Decision Category: Specifying Detailed Project Objectives
 

The design team was able to estimate the probable production
 

and income benefits to the target farmers. Time phasing of the
 

arrangements allowed priorities to be placed on those geographic
 

areas that were most in need of assistance.
 

Decision Category: Specifying Detailed Resource Commitments
 

The design team was able to prepare a detailed budget for
 

each phase, categorized by donor and host country contribution.
 

Narrowing Data Collection: The Role of Data precision, Detail
 

and Critical Judgments
 

In contrast to example one, this project design benefited
 

from a wealth of data on a wide array of issues: the adequacy
 

of agricultural input supply and marketing, the level and avail­

ability of social services, a number of macro-level considera­

tions, and the capacity of the economic infrastructure of the
 

The result was that the need -for many critical judg­country. 


ments was eliminated for a series of project interventions, by
 

simply deciding that these interventions would not have to be
 

addressed in the project. Data collection thus focused on very
 

specific problem areas:
 

* The form local-level farmer organizations 
should take; 

0 The best way to organize'extension services 
to transfer farm management knowledge to 
farmers; 
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0 The most effective means of assisting farmers 
in acquiring credit; 

0 The qualifications/salary levels that the 
paraprofessional staff should have, and how 
they could best be organized; 

* How a detailed farm records system could 
work; 

0 The macro-consideration of the interest rate 
to charge farmers; and 

0 The organizational structure of the project. 

While restricting the number of critical judgments narrowed
 

data requirements, further narrowing was accomplished by limit­

ing the detail and precision in the answers to these issues.
 

The project was designed flexibly, to learn from doing and to
 

redesign specific project components over time. The result was
 

a project that narrowed data requirements both by restricting
 

critical judgments and by limiting the detail and precision of
 

initial data collection.
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CHAPTER FOUR
 

PROJECT DESIGN"METHODOLOGIES
 

INTRODUCTION
 

When data requirements have been specified, a series of 
additional issues remain that the project designer must addressi 

* 	 The data collection techniques to use:
 
methods of collection and sources;
 

* 	 Who should carry out the collection and
 
analysis tasks; and
 

* 	 The emergence of a proJect-desig--


DATA 	COLLECTION TECHNIQUES
 

Data collection techniques can be classified and grouped in
 

a variety of ways. It is probably most useful for our purposes
 

to view them in relation to the degree of formal structure in­

volved. In doing so one analytical contrast stands out, with
 

"statistical surveys" at one extreme and "reconnaissance surveys"
 

at the other. The characteristics of these two approaches are
 

considered in turn.1
 

The intention here is to identify and summarize these approaches. For
 
grea:er detail, see Development Alternatives, Inc., Information for Decision­
maki:. in Rural Development, submitted to the Office of Rural and Administra­
tive Zevelopment, AID, May 22, 1978, Volume Two.
 

1 
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Statistical SurveYs
 

statistical surveys refer to techniques that utilize data
 

from 	a sample to make inferences, i.e., to generalize about the
 

characteristics of a larger population from which the sample has
 

been 	drawn. Statistical surveys depend most commonly on enumera­

tors 	who have been trained to administer a questionnaire or com­

parable collection instrument, with predetermined categories of
 

data. For rural development there are two principal alternatives
 

that 	may be used in drawing a samp.e:
 

0 	 The area frame sample utilizes a specified
 
geographical area, usually a small segment
 
or "block" in the total land area of a re­
gion or country, as the unit from which de­
sired data are to be collected. Generaliza­
tions about agricultutr d-hro&tir-eonroC-nm-i
 
activities within the total land area are
 
derived by compiling data gathered within
 
the selected segments.
 

0 	 Population Sampling is used when the focus
 
of the survey is on a particular target
 
population or on specific categories within
 
the population inhabiting an area. Here the
 
basis of the sample is not territorial units
 
but rather a given number of reporting
 
units (e.g., households, individuals, farms)
 
selected from the total number of such units.
 
There are a variety of techniques for drawing
 
a population sample: randomization, strat­
ification, clustering.
 

Normally such surveys generate large quantities of raw data.
 

The results are then coded, aggregated and analyzed by tabulation
 

or computer, and statistical conclusions are drawn regarding
 

particular characteristics of the population under study.
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If the project design proceeds from a large baseline house­

hold survey, experts should be involved in the drawing of a saple
 

and the development of quantifiable (and computerizable) data
 

However if the interview technique is
collection instruments. 


used to develop a modest survey, to be completed by project de­

signers during a limited design period, then the 
following simpli­

fied sample selection techniques may be useful:
 

Determine by a rapid survey and/or discussions
1. 

with the most knowledgeable local inhabitants,
 
leaders and government officials, a useful cate­
gorization of households within the area to be
 
surveyed, e.g., landholdings, crops grown, pro­
duction techniques, ecological zone, resource
 
availability (credit/no creC it, irrigation/no
 
irrigation). This categorization should reflect
 
projected variance in the important population
 

If it is thought
characteristics to be measured. 

that dividing households by ecological zone would
 
accomplish this, then the use of this categoriza­
tion alone would be sufficient. The more hetero­
geneous a population, the more likely will there
 
be variance in the critical variables, and t-hus
 
the number of categories needed for grouping
 

The number of cate­households would be greater. 

gories used will greatly affect the size of the
 
sample.
 

Restrict the household categories to dichotomous
2. 
cells (high/low) if possible, or the number of
 

cells in the matrix will expand very quickly.
 
For example assume that there are two important
 
distinctions (high/low) within the following
 
known categories in the project area:
 

Categories Values
 

Ecological Zone High/low
 

Farm size High/low
 

Technology level High/low
 

Crop mix High/low
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With two values for each category, there are
 
24 = 16 possible combinations. If eac category
 
were divided into three values, then 3 = 81
 
possible combinations would result. The fewer
 
the basic distinctions, the easier it will be to
 
draw a stratified sample, and the total sample
 
needed for generalized "representativeness" can
 
be kept to a minimum.
 

3. 	 Randomize the sample to the extent possible. Use
 
lists of households if such exist or, if not, use
 
an alternative method, a variation of which might
 
be to choose every third house from the center of
 
the community along each of three access roads,
 
and completing a sample of 30 respondents for
 
each cell in the basic category matrix. If there
 
are 16 combinations, as in the first example, it
 
would require 16 x 30 = 480 perfectly matched
 
respondents to fill the matrix cells. Since the
 
respondents will not fit exactly into the cells
 
(i.e., 30 perfectly matched respondents per cell),
 
it will likely require 600 respondents to approxi­
mate a fully stratified sampling of the population.
 

This approach may constitute a larger task than
 
the design team wishes to undertake, and the alter­
native is to reduce the number of collection cells
 
by collapsing categories or by excluding those that
 
have been found to comprise only a small percentage
 
of the local population. If farm size correlates
 
highly with technology level, while crop mix varies
 
considerably with ecological zone, then only two
 
categories would be used to explain the variance
 
of the local area, and 120 respondents could pro­
vide 	generalizable insights on the local population.
 

As the discussion suggests, the critical factors for the de­

signer to focus on in sample selection for a statistical survey
 

are "variance" of the conditions of the local population, with
 

increased variance requiring an increase in the sample size, and
 

developing a process for randomization of the selection of respon­

dents.'
 

1 There isa vast literature on sampling and sampling techniques. The bulk of 

this ishighly technical and not easily "usable" by project designers in the 
field. For example, this discussion focuses on the variance among the popula­
tion characteristics to be measured as an important consideration in choosing 
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Reconnaissance Surveys
 

In contrast to statistical surveys, this approach is much
 

less structured: it depends on an openInded process of ques­

tioning and observations, conducted by one or more qualified
 

rural development specialists who concentrate the collection
 

effort on key informants (as opposed to "representative" re­

spondents). The reliance placed on such specialized individual
 

-
skills of the collector/analyst contrasts sharply with thetutil


ization of trained enumerators,whose tasks are intended to
 

be more straightforward. The rationale underlying the
 

reconnaissance survey assumes that it provides a way of synthe­

sizing data rapidly into information, drawing on the analytical
 

skills of the rural development specialist..' In the statistical
 

survey, on the other hand, the linkages between data and infor­

mation are only implicit, and are often difficult to operational­

ize. Utilizing this approach for project design, the specialists
 

carry out two discrete functions: (1) the collection of data­

on a local area, including data on the prospects for modernized
 

change; and (2) the specification of a proposed development
 

strategy and interventions.
 

a sample size. There are special formulas for determining appropriate sample
 
size, but the variance information that must be plugged into the formula may
 
be missing ex ante. Thus a simplified approach such as the one discussed here
 
is suggested.
 

1 "Data" refers *ere to specific data points, such as those used to complete 

entries on a questionnaire, e.g., age, residence, occupation, "Information"
 
is data analyzed in a form that can be used in decisionmaking. 
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Comparing Alternative Approaches
 

The distinction between these two approaches helps to iso­

late the strengths and weaknesses of,the techniques available
 

to decisionmakers. When rigor and precision are highly-valued,
 

the appeal of statistical surveys is likely to be strong; where
 

a premium is placed on timely qualitative'analysis (which also 

indicates orders of magnitude for quantifiable features of a 

rural environment), the reconnaissance survey offers obvious
 

,advantages.
 

In normal practice projects are designed using some combina
 

tion of these techniques. As might be expected, highly struc-.
 

tured statistical surveys that-are-arried -out-during--rela--­

tively short design period, e.g., one to three months, are the
 

least useful. They consume more time than is normally available
 

(resulting in data becoming available only after its potential
 

use has passed) and produce far more data than could be effec­

tively assimilatedinto a project design. Nevertheless, statis­

tical surveys do have an important role to play. They are often
 

valuable as secondary source data in the form of surveys 4one 

previously that a designer can draw upon quickly. They can
 

also be valuable when used to gather information about a particu­

lar limited dimension of the project area, e.g., the potential
 

market for a specified crop, as opposed to the far more energetic
 

census-type surveys that try to capture "everything". In this
 

more limited role structured surveys would be used in conjunc­

tion with reconnaissance interviewing. Selecting collection
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approaches does not involve an-"either-or" situation having 
to
 

approach
choose between reconnaissance or formal surveys. 'The 


should be tailored to the needs of a particular situation, 
and
 

frequently a combination of approaches is used.
 

as
.It is instructive to analyze these alternative technique 


they are used in the real world. The examples that follow cover
 

A third
this dimension of the two discussed in Chapter Three. 


example is included that was not presented previously, but 
it is
 

instructive here because it relied heavily on statistical survey
 

data collection techniques.
 

Example One: A Rural Development Project in a-

Remote and Isolated District, Implemented in a
 
Relatively Poor Country with a Large Subsistence
 
Agricultural Sector.
 

General Data Collection Methods
 

A review of the few secondary sources that existed revealed
 

that little was known or certain about the district chosen for
 

Some census data did exist, but they
implementing the project. 


were long since out of date. Population centers were identified,
 

but there were no data on agricultural production, cropping
 

cycles, land distribution patterns, or government extension into
 

the countryside. Neither were there agricultural research data
 

that would indicate potential for improvement. In short, the
 

design team began with a nearly nonexistent data base.
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The Use of Reconnaissance Surveys
 

In the discussion in Chapter Three of narrowing data require­

ments for the design of this project, the data collection method­

ology and level of design team effort were spelled out in some de­

tail. This project exemplifies a case, which is not uncommon,'
 

where a great deal of information is needed to structure .aproject
 

but where initially there are almost no -dataavailable. Sixc
 

person-months of design team time were consumed in carrying out
 

a reiterative process of asking questions until it was agreed that
 

enough was known about a particular-subject so that the designer
 

could move to the next issue. Between 20 and 30 leaders were
 

interviewed, both individually and in groups. The result was a
 

project design that spelled out half a dozen-discrete components,
 

but recognized that the project interventions-would be modified
 

and refined as more was learned during implementation.
 

Example Two: A National Farm Management Proj-
I

ect, Implemented in a Relatively Well-Developed
 
Country,
 

General Data Collection Methods
 

Chapter Three described how rapid survey methods were origi­

nally used in the field by the donor's consultants to determine
 

existing conditions among the target population, the status of
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present local farmer organizations, the effectiveness of the
 

transfer of agricultural technology, existing mechanisms for small
 

farmers to obtain credit, and critical farm management needs. Not
 

only was the target population very homogeneous (land reform recip­

ients with little farm management experience and'few assets other
 

than their mortgaged land), but all agriculture was in the com­

mercial sector and the statistical base in the rural sector was
 

good. Agricultural research station results were contrasted with
 

target population results, as well as established'smaller and
 

larger farmer output. The major constraints of credit acquisition
 

and farm management (and related technical assistance in planning
 

farm management) emerged relatively quickly as the primary issues
 

to address. One of the biggest problems proved to be how these
 

issues should be addressed.
 

The Collaborative Specification of Issues
 

The donor consultants worked in close collaboration with
 

consultants hired by the host country sponsoring agency. Dif­

ferences between the views of the two design groups centered
 

over the qualifications (and thus performance and pay) of the
 

paraprofessionals who would work directly with the target popu­

lation. In addition it was not generally accepted that compara­

tive aggregate analysis of individual farm records could be
 

used to improve overall technical assistance in farm management
 

in a subsequent cropping cycle.
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Once the issues were specified, the donor agency and the hosi
 

country sponsoring agency agreed to run a pilot test to determine
 

whether there was a "market" for farmer-directed extension assis­

tance and at what level. After six'months the farmers in the test
 

were willing to use their own funds to continue the services,
 

which was taken as a fundamental preaictorof the success of the
 

overall national project.
 

Overall the donor design team made more than 14 trips, and
 

12 person-months of designer and field data collector time were
 

Some of the effort went to collection
committed to the project. 


of pilot test data, but the majority of the effort was expended
 

in specifying the implementation plan and project organizational
 

and management arrangements.
 

Level of Development as a Factor in Data Collection
 

Chapter Three pointed out that this recipient country was one
 

The human resource
of the most developed in the Third World. 


Only a small portion of the overall agricul­base was excellent. 


tural system needed to be included in.the project, since credit,
 

marketing, input provision, machinery, labor and basic agricul­

tural research did not require duplication. The farmers were well
 

Their problems did not revolve
integrated into the cash economy. 


around risk aversion, but around learning better farming proce­

dures (particularly alternative crops to those traditionally grown
 

for sale), and obtaining technical assistance to increase agri­

cultural production and to acquire credit to pay for the required
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inputs. Because of all of these factors, judgments could be made
 

quickly to reduce the data required for collection.
 

Example Three: A District Development Project
 
in an Easily Accessible Rural Area, Implemented
 
in a Poor Country with a Large Agricultural
 
Subsistence Sector.
 

General Data Collection Methods
 

The district chosen for this project was to be a mode: 

Secondary sourcesdistrict development throughout the country. 


Census
provided little of the data needed for project design. 


figures were available but were based upon a sampling frame that
 

had not proven reliable, and the data were more than seven years
 

old. There was little reliable information on the rural areas for
 

farming systems used, availability of agricultural information,
 

or marketing and input supply availability. The decision was
 

made to use a series of structured statistical surveys to obtain
 

the needed information.
 

The Use of Structured Survey Instruments
 

The design team hired a local social scientist and six
 

experienced local field data collectors and designed two sets
 

of structured questionnaires with members of the host country
 

sponsoring agency. The first was a community questionnaire to
 

be used with the leadership group. The questions included were
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general, attempting to obtain an overview of agricultural and
 

.socioeconomic variables: which crops were most profitable, how
 

often water was plentiful or scarce, what technical assistance
 

the leadership thought would be useful. The unit of analysis
 

was the community.
 

The second set of questionnaires were.based upon the farm
 

household and the large group of landless laborers. Using these
 

questions, which included 296 separate data entries, the inter­

viewer attempted to obtain a clear picture of the assets and
 

farming practices of the individualfarmer, plus enough socio­

economic background to allow categorization for comparative analy­

sis. The questionnaires were written in English, translated into 

the local dialects, tested-in-tf--fieTd,--and subse-tiiire­

vised. At the same time a questionnaire for women was designed 

and executed by a cooperating Private Voluntary Organization 

that had an interest in a women Is development program.
 

Administering the Questionnaire
 

Elaborate sampling designs were simply not appropriate in
 

this case. Instead each of 17 villages selected in an area frame
 

sample was approached through the traditional leadership, which
 

called for a meeting initially of the village elders at the house
 

of the leaders. At these meetings the community questionnaire
 

was administered, and discussion among the leadership was used
 

to obtain consensus on specific questions. As the questioning
 

proceeded the leadership determined that no serious harm would
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come from field team contact with small farmers in the community.
 

The staff then went to the farmers' fields to seek interviews
 

with those who were working that day. The first farm-level
 

questionnaires were completed on farms near.the leader's house,
 

which was most often located nearest to the major source of
 

water and subsequent questionnaires were administered progres­

sively further away.
 

Over the course of four weeks, more than 125 farm household
 

questionnaires were completed. The coding and aggregation
 

required the effort of eight people for three full weeks, work­

ing ten hours a day. The results showed no contradiction between
 

the community questionnaire and the household questionnaire re­

sults. However, responses to the community questionnaire, coming
 

from the local leadership, reflected the high end of the local
 

economic scale, for it was this group that had consistent access
 

to the benefits of irrigation. The household questionnaires
 

showed that nearly 30 percent of those working in the fields had
 

no land, and another 30 percent had land but with such limited
 

access to water that cropping patterns were limited to wheat
 

every other year. The results provided new insights into the
 

inner workings of the district, but did not provide the basis
 

for project design.
 

The Uses of Survey Results in Project Design
 

Critical judgments identified in the design process were not
 

assisted by the results of the structured surveys. There was
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no agreement on a viable, respected organizational vehicle, no
 

understanding of how water rights were allocated, no empirical
 

knowledge of the amount of water flowing through any one canal
 

during irrigation. The information from 125 households did not
 

paint a portrait of the district that could be used for project
 

While the information could have been exceedingly useful
design. 


for implementation, particularly in dividing the district into
 

matching categories for further testing and monitoring of the
 

results of development intervention, there were few data directly
 

After the survey instru­applicable to important design judgments. 


ment data collection.and analysis was completed, it was still
 

necessary to conduct in-depth interviews to determine cropping
 

patterns based upon water availability -- a more complex matter
 

than could be dealt with by 125 questionnaires without the aid 
of
 

computerization.
 

Level of Development as a Factor in Data Collection
 

This country, and the district chosen for development, is
 

Access to the project area is relatively easy
extremely poor. 


since it is connected by an all-weather road; and because it is
 

near the capital city other amenities, such as education and
 

limited health facilities, were available. Yet so little was
 

known about the economic and social systems of the rural farmers
 

that a great many questions had to be addressed to uncover what
 

might have been constraints to effective project implementation.
 

The vast majority of the data collection points listed in
 

the annex were addressed, and .asurvey instrument was used for
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most. The need for the data was based upon the level of devel­

opment, the large number of agricultural supporting services that
 

the project might have to provide, and a government policy that
 

had restricted the previous accumulation of research knowledge.
 

This situation resulted in a great mass of data, which was more
 

than could be intelligently processed and analyzed in the two
 

months provided to the design team. The solution, which was built
 

into the project design, was to begin slowly with a few low-risk
 

innovations and services, and use the first years to acquire
 

the data base that would be needed before major recommendations
 

for improving agricultural production and income could be made.
 

A double paradox resulted. First, because of the paucity of
 

data and the low level of development, the collection effort
 

resulted in data overload. Second, the paucity of data needed
 

for critical judgments, in the context of the data overload,
 

created a situation where the project began without answers to
 

fundamental questions, but initiating a process for answering
 

those questions over the course of the early years of implementa­

tion. The project was designed to be exceedingly flexible,
 

reflecting the lack of knowledge needed to commence project imple­

mentation.
 

Conclusions Regarding Data Collection Techniques
 

The preceding examples provide interesting contrasts in
 

approaches to data collection. In the first case effective use
 

was made of the reconnaissance survey technique in project design;
 



in the second considerable information-was available, largely
 

from previous studies, to design a project adequately,, although
 

other factors intervened to delay and hinder effective project
 

design and implementation. In the-third'case statistical survey
 

Work was carried out during the design process with unproductive
 

While this sample of three is too small to draw general­results. 


izable conclusions, it does provide valuable insights.
 

The examples make a strong case for the use of some form of
 

This does not
reconnaissance survey in nearly every design. 


diminish the possible value of data generated through statis­

tical surveys. When considerable elata are available before a
 

design team begins to work, only a limited collaborative/
 

-
 athe-third­reconnaissance collection effort-maybe-needd., 
Pt 


example indicates is that often statistical data collected and'
 

analyzed hurriedly during the design process may be less useful.
 

They are collected in a structured
than frequently imagined. 


fashion and so do not allow for the reiterative process of pur­

suing new !ssues that arise during the co :+se of interviewing
 

and that may often be important in making the critical 
design
 

Finally, the time involved in analyzing a bulk of
judgments. 


statistical data can work against its effective use in the
 

formulation of a project.
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WHO SHOULD CARRY OUT THB DESIGN,WORK
 

The examples emphasize the value bf reconnaissance workp
 

along with drawing on previous statistical'surveys or carrying
 

out such surveys with a limited focus.. For statistical survey
 

work it is necessary to organize and train a set of field
 

enumerators and to provide needed supervision. For reconnais­

sance surveys experience has shown that a team approach to proj­

ect design is most effective. Because of the positive role 

reconnaissance surveys have played, and because it is the approa%:h 

that is probably least well understood, the following comments
 

focuson it. Several dimensions of the question of how best to
 

carry out the fieldwork need to be pursued.
 

One dimension concerns the source of personnel for a field
 

design team. It has proven to be both necessary and desirable
 

to have representatives from a donor agency and the host country
 

participate, regardless of the source of the "core" team.
 

Normally the most useful sort of host country participant is a
 

responsible member of the organization tapped to implement the
 

project. When the donor participant is from a local mission or
 

headquarters, and when the host country representative is from
 

the implementing agency, the individuals in question frequently
 

have a greater incentive to make the project design a living,
 

workable document that can be implemented, rather than simply a
 

mechanism for transferring funds from the funding source to the
 

host country.
 



When outside consultants are used it is invariably prefer­

able to put together a team that shares a common approach to
 

development and has a common institutional base, or has at least
 

Worked together in the past,instead of assembling individualS
 

Whose paper qualifications rate them as experts but whose ability
 

to work together as a tesmis not proven.
 

A second dimension of the issue involves the specialties
 

that are needed on a design team. One approach is to assemble
 

a team composed of individuals with a series of technical spe­

cialties (e.g., range agronomists, water development specialists).
 

that seem to fit the demands of the development problem at hand.
 

In the past this approach has not produced the best designs.
 

At least one member of a design team should have sufficient
 

technical background to judge the appropriateness of different
 

technological packages, but the critical skills needed on a
 

team tend to be not so much technical in nature as those that
 

contribute to a sensible project in a particular political,
 

This requires individuals
economic, social and cultural milieu. 


with a certain breadth of experience in a variety of develop­

ment situations, and with the personal skills needed to collabo­

rate and negotiate with host country officials.
 

In a number of instances a core group consisting of a rural
 

development specialist, an anthropologist or rural sociologist,
 

an economist (usually an agricultural economist), and an agri­

culturalist has proven to be effective. It is preferable'if at
 

least one member of the core group also has experience and exper.
 



*tise in project management arrangements and ahother in informa­

tion requirements for rural development projects. A design team
 

dan generally find much of the technical knowledge needed to
 

develop project components available in the host country. Where
 

more detailed study or work is required$ this can be built into
 

the project design.
 

Finally, one approach that has proven successful has been
 

to contract with local social scientists to do preliminary studies
 

prior to the arrival of a core team. As noted earlier, these
 

studies can be statistical surveys on specified subjects if
 

enough lead-time is allowed and sufficient resources made avail­

able. On the other hand, they can consist of less structured
 

fieldwork at collecting data in ashorit'timi-on,To-f-l-n_-ce.
 

local farming systems or production practices. With these data,
 

and with these same individuals also participating throughout
 

the design process, the team will have available a knowledge base
 

of the local area that will be invaluable in the design work.
 

THE EMERGENCE OF A PROJECT DESIGN
 

We have identified decision categories and sub-categories
 

for designing projects, and have discussed the difficult task of
 

narrowing the data to be collected. We have discussed techniques
 

to use in collecting data as well as the composition of project
 

design teams. But how, with all of this, does a design actually
 

emerge?
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There is no magic to this process. The information collected
 

during the design work, with its design implications, must be com­

bined with information held by project designers on development
 

strategy or a development model. As we noted In Chapter One, one
 

model that appears to bo having a substantial impact on rural 
'
 

development focuses on local farmer involvement in decisionmaking,
 

a high level of local resource commitment to development activi­

ties, and is based on increasing production/productivity/income
 

of a rural population.
 

In combining the information acquired during the design
 

activity (knowledge of existing conditions) with a model of
 

development, the process of generating a project design may be
 

viewed as sequential:
 

tl t2 t3
 

Knowledge Application of Rural
 
of existing development development
 
conditions model/strategy project design 

In this approach the knowledge of "what exists" may be provided
 

by either of the two general data collection techniques (statis­

tical surveys or rapid reconnaissance), but each step will be
 

performed in a different time period and more often than not by
 

different people.
 



83
 

Alternatively, the process may.tbe simultaneous:
 

In this situation the primary focus is likely to beo reconnais­

sance sutveys supported by secondary source data, and t entire
 

reiterative process may be carried out by the saefield tea of
 

development specialists. A useful variant on these to approaches,
 

mentioned earlier, has been to define data requirements that can
 

be fulfilled by social scientists prior to the arrival of a design
 

team, and then include the data collectors as part of the team.
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In this instance the sequencing would be:
 

Application of
 
. development 

t 1 tmodel/strategy 

Suyof 'Knowledgeof
 
]existing existing
 
conditions' conditions
 

In any of these approaches the ingredients are the same: 

the need to collect information relevant'for design purposes, 

understand its implications for design, and combine it with a 

model of development to produce a project appropriate to a given 

local environment. 



CHAPTER .FIVE
 

THE PROCESS OF PROJECT DESIGN: A: SUMMARY
 

The previous chapters have set forth certain requirements
 

They have addressed
for designing rural development projects. 


a set of issues with which any project designer and 
data col-


Depending upon the knowledge base from,
lector will have to deal. 


which a designer begins a design, the development model 
applied,
 

the particular environment in which the project is being 
under­

taken, and.the strategy chosen for project development, 
these
 

issues will be of greater or lesser concern. It would be well
 

to summarize these issues andput-then-in-peierp 

DEFINING RURAL DEVELOPMENT PROJECTS
ISSUE ONE: 


The terms "rural development" or "integrated rural develop­

ment" have acquired numerous meanings, often with little 
agree­

ment about which is the most appropriate. For the purpose of
 

this report the focus is upon projects that have a primary
 

objective of increasing the socioeconomic welfare of 
a rural
 

population through concentrating on agricultural production 
and
 

income- and employment-generating activities. Providing develop­

ment assistance for social services early in a project's 
life
 

cycle is applicable only if such things as health, education,
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population or nutrition present serious constraints to increas­

ing agricultural or income-generating potential.
 

ISSUE TWO: THE STRUCTURED OR THE.FLEXIBLE APPROACH
 

TO PROJECT DEVELOPMENT
 

The approach to project development can vary from one extreme
 

requiring a highly structured design to one where there is
 

great flexibility in defining-what project interventions will
 

be tried, starting with the specification of a project area, a
 

target population, a management structure, a budget and a genera:
 

mandate to promote development. Since there are clear differ­

ences in the level and type of data required for project design
 

under these two juxtaposed alternatives, the approach to project
 

development is a major consideration in determining information
 

requirements for rural development projects.
 

ISSUE THREE: CRITICAL DECISION CATEGORIES
 

IN PROJECT DESIGN
 

The specification of data requirements for rural development
 

project design involves selecting a minimal set of data to col­

lect. This can best be done in the context of decisions, or deci­

sion categories, that planners must make in the process of proj­
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ect design. It is possible to define a set of decision cate­

gories that is common to virtually all rural deVelopment projects,
 

namely:
 

Specifying project objectives, including
 

indicators of success;
 

0 


* 	 Specifying project components;
 

* 	 Determining project management arrangements;
 
and
 

* 	 Specifying project resource commitments.
 

It is also possible to spell out potential data requirements for
 

each 	decision category. Defining a systematic method for narrow.
 

ing the data to only those critical for collection is an exceed­

ingly difficult assignment, and revolves around choices concern­

ing the precision and detail of data to coliect, as well as re­

stricting critical judgments that must be made about project
 

interventions.
 

ISSUE FOUR: LINKING DECISION CATEGORIES
 

TO INFORMATION REQUIREMENTS
 

Two of the four decision categories, specifying objectives
 

and scheduling resources, are often determined with little refer­

ence to the local project area. It is the determination of the
 

project components and management arrangements that requires the
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greatest understanding of the project area and most often con­

sumes the bulk of the time and energy of a design team. When
 

structuring project components the designer must divide data
 

requirements into a set of sub-decision categories:
 

" 	 Viability and equity of the society's
 
organizational base;
 

" 	 The agricultural system: the agricultural
 
resource base, agricultural production tech­
nology and agricultural support system;
 

* 	 Non-agricultural economic activity: the non­
agricultural resource base, production tech­
nology and support system;
 

0 	 Social services, including health, nutrition,
 
housing, and education; and
 

* 	 Macro policy considerations.
 

For determining management arrangements the sub-categories
 

include the project organization structure and management control:
 

and responsibilities.
 

ISSUE FIVE: SELECTIVELY REDUCING DATA REQUIREMENTS
 

Data collection requirements follow from a set of critical
 

judgments that must be made about the potential for successful
 

project interventions. There are two ways to reduce data require­

ments to a manageable set: (1)reduce the precision and level
 

of detail of data for any single decision category; and/or
 

(2)restrict the critical judgments necessary for determining
 

project components or management arrangements. When a project
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is to be implemented in an area with an adequate social and
 

economic infrastructure, an early determination can be made not
 

to include these in the project design and so judgments about
 

them need not be made. The number of necessary judgments becomes
 

restricted.
 

ISSUE SIX: DATA COLLECTION TECHNIQUES
 

There are a number of data collection techniques that have
 

been used in project design, ranging from highly structured
 

statistical surveys to informal field reconnaissance work. For
 

most rural development projects some combination of these tech­

niques is used, though the latter has proven considerably more
 

useful in project designs that are carried out over a short
 

period like one to three months, and which have a small data base
 

from which to draw initially.
 

ISSUE SEVEN: WHO SHOULD CARRY OUT THE DESIGN WuRK
 

Statistical surveys require organizing and training field
 

enumerators and providing adequate field supervision. For carry­

ing out reconnaissance surveys there are several critical con-


First, a team approach has proven most effective
siderations. 


and it is important that representatives from both the donor and
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the host country participate. Ideally these individuals would
 

be scheduled to have some responsibility for project implementa­

tion as well. Second, it is useful if the individuals comprising
 

the team share a common approach to development and have worked
 

together in the past. Finally, teams whose members have a wide
 

background in rural development problems tend to be more effectiv.
 

than groups comprised solely of technical experts. A core group
 

consisting of a rural development specialist, an anthropologist
 

or rural sociologist, an economi t and an agriculturalist has
 

proven to be effective.
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FiGUiZ A-1 

SPECZFYINO PROJECT OBJECTIVES
 

POTENTIAL DATA REQUIRBEHENT
CRITICAL QUESTIONS FOR DESIGN DECISIONS 

I. what is the project attempting to 
achieve? What are the target popu-

lation and geographic coverage? 
Are the defined objectives of those 
involved in the project mutually 
complementary? Contradictory? 

1. During the first phase of project design, list possible alterna­
tives with regard toil 

e Project objectives; 
o Target population, including possible sub-groups vithin that 

population, e.g., women. farmers, landless laborers, pastor­

alistsi and 
e Area covered by the project. 

After project components and management structure have been deter­
mined, specify above in greater detail. 

It. What are the indicators of success 
for the project? Do major trade­
offs arise when assessing each 

possible development activity in 
the context of the success indica­

1I. List possible alternative indicators of project success. 

tors? 

I1. What are the objectives for each 
specific target group or sub-group 
within the target population? 

111. For each target group or sub-group 

e Specific objectivesl and 
o Behavioral changes necessary 

list: 

to achieve sp£"iic.objecheiv. 

of the time phasing of project design decisions on data requirements.
Chapter Three discusses the influenct 

as well as defining resource commitments this time phasing is important.
In terms of specifying project objectivs 



ANNEX'
 

POTENTIAL.- DATA" REQUIREMENTS FOR PROJECT! DESIGN
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FIGURE A-2'
 

SPECIFYING PROJECT CO-POtMMS
 

CRITICAL QUESTIONS FOR DESIGN DECISIONS 1 	 POME! 'UL DTA REQUIREENTS 

Data related to the existing structure, function, and viability1. 	 Local-Level Organizational Bases 1. 

What are the actual and potential of local-level orgarizations as follows:
 

contributions to development 
that
 

arm being or could be made by the * Organizations by type and function.
 

local population organized both . Characteristics of each organizational type including:' 

informally and formally? 
-	 Size of organization, characteristics of members, 

and geographic coverage of membership.
 
- Equity in the delivery of ser-vices of organization, 

including breakout of services and beneficiaries. 
- Capacity to deliver services in a timely way, 

including i.i=ing and magnitude of service delivery. 
- Process of organizational decisionmaking, e.g., 

leadership selection, policies, and operations. 
- Level of technical/managerial skills within the 

. organization. 
-	 Organizational capability to mobilize internal 

and external resources.
 
- System of accountability to membership and to popu­

lation as a whole. 

0 	 Actual and potential contributions to developent by 
organizational type.
 

11. 	The Agricultural System: What agri­
cultural production activities should 
be built into the project? This de­
cision category requires data related 
to the agricultural resource base,
 
current agricultural production and
 
technology, and the agricultural sup­
port system.
 

1. 	 Agricultural Resource Bases: Is 1. Characteristics of the major ecological zones in the project area 
For each ecolngicalthe agricultural resource base as they relate to development potential. 


adequate to support increased zone determine:
 
agricultural production and pro­

ductivity? 0 Climate.
 
* Soil fertility (by type of soil).
 
a Rainfall (level and regularity).
 
* Altitude and te.ain..
 
0 Extent of soil depletion and exosion.,
 

Project area resource base. For each ecological zones 

* 	 Demographic fact.rs: 

Population density.
 
Average nu=ber persons per farm, broken out by age for 
small, mediu and large farms. 
Migration patterns.
 

* 	 Has. of total farm land, broken out by small, medium and 
large farms. 

- High productivity (has.). 
- Average productivity (has.). 
- ow productivity (has.). 

below under which the critical design questions are pre-In the case of project components, the categories 

in Chapter Three of the text, "Structuringsented are organized according to the sub-decision categories defined 

Project Components."
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FI URE AV2 (Continued)
 

SPECIFYING PIwECT COomipoNZT 

CRITICAL QUESTIONS FOR DESIGN DECISION 	 POTENTIAL DATA REQUIREMENTS 

* 	 Has. armed (average) by small, medium and large farmer~s 

- High productivity (has.). 
- Average productivity (has.). 
- Low productivity (has.). 

0 	 Has. owned by smaIll, medium and large farmerst 

- High productivity (has.). 
- Average productivity (has.). 

- Low productivity (has.). 

o 	 rarm land potenti" by small, medium and .. rg•.fa s: 

- Poor 
- Average 
- High 

Farm 	land exploitation by small, medLum and large fatuer 

-	 Far below potential. 
- elow potential. 
- ear potential. 

0 	 Forest land exploitation: 

- Far below potential. 
- Below potential. 

- near potential. 

0 	 Surface and ground water exploitation: 

- Far below potential. 
- Below potential. 
-	 Near potential. 

0 	 Density'of grazing of livestock by small, medium and large, 
farmers. 

2. 	 Agricliltural Production and
 

Technology:
 

2.a. 	Farmng systens: What 2.a. For each ecological zone, data as follows: 

far ing systems are cur­
rently in use? 0 Farm output of primary crops/livestock:
 

Ecological Zone 1 -- Small Farmers 

Crop 	LIne/tLivestock
 

Most productive -

Moderately productive - - -

Least productive -.-. 

Ecological Zone 1 -- Large Farmes 

-Crop Line/Livestock 
Most productive 
Moderately productive 

Least roductive 

Ecological Zone 2 -- Etc. 
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FIGURE A-2 (Continued)
 

SPECIFYING PROJECT, CCmONEnTS
 

CRITICAL QUESTIONS FOR DESIGN DECISIONS 	 POTENTIAL DATA REQUIREMENTS 

0 	 System of land utilization: 

Ecological Zone 1 - Small Farmers 

Crop Rotation/Fallow Periods 
Most productive 
Moderately productive
 

Least productive
 

Ecological Zone 1 - Large Farmrs 

Crop Rotation/Fallow Periods 
Most productive 
Moderately productive 
Least productive 

Ecological Zone 2 - Etc.
 

0 	 Farming technology used. By ecological zone, for large
 
and small farmers broken down by most productive, moderately 
productive, and least productivel collect the followings 

- For each crop, sequence of farming operations for a
 
cropping cycle.
 

- For each crop, variations inpracticas used for land
 
preparation, p3anting, weeding, fertilization, insect/
 
disease control, harvesting, storage.
 

- For each type of livestock,variations in husbandry 
practices. - -*-­

2.b. Agricultural research, 2.b. Agricultural related research, its type, extent, results and
 
To what extent have new level of testing on farmers' lands, to include:
 
technologies been devel­
oped, tested and proven * Output levels from research stations, broken out by crop
 
on .armers own land? line/livestock.
 

" 	 Technology'available at research stations, broken out by
 
type of crop/livestock.
 

* 	 Technology tested on farmers' land and comparison with prac­
tices used. 

* Process of testing new technology on farmers land. 
" Farmer reaction to the technology tested. 
* 	 Process of modifying new technology to local conditions. 

2.c. 	 Extension Services to 2.c. Adequacy and extent of the extension services, to includes 
Farmers: To what extent 
does a two-way communica- * Number of extension workers and their roles as perceived 
tion take place between by themselves and by farmers. 
ex:ension workers and 0 Extent, type and quality of interaction between extension 
farmers that results in 	 workers and farmers.
 

the introduction, modifi- * Recruitment, training, potential for upward mobility, 
cation and acceptance of supervision, and support of extension workers. 
new technology? a Effectiveness of different approaches used for agricultural 

technology transfer. 
0 Problems encountered in effective introduction/modification 

and acceptance of new technology. 



FIGURE A-2 (Continued) 

SPECIFYLZG PROJECT COMPONENTS 

CRITICAL QUESTiONS FOR DESIGN DECISzaIS 	 POTENTIAL DATA REQUIRLNTS 

3. Agricultural Support Systems 

3.a. Agricultural Inputs: Are 3.a. Agricultural input information, to include: 
agricultural supplies be­
ing provided in an ade­
quate and timely manner? 

Critical 
Needs 

Aailability Adequacy 
(Include of 
Sources) System 

Extent at Constraints 
Coverage in to Expanding 
Po; ect A S. stMM 

Crops ,_, -

Livestock .. ...	 ______ 
Agriculturl
 

Processing 	 .,_ 

3.b. Credit:s Are there credit 3.b. Credit needs and availability to include: 
needs for the development 
of the area that are not 0 Critical investment requirements vis-k-vis the aVeLlah*ltY 

entre­being effectively met? of cash resources for farmers, merchants, and other 
preneurs (such as agricultural input Suppliers). 

0 Traditional and modern credit sources. For each source 
delineates
 

- Qxalification criteria.
 
- Distribution of loans, i.e., geographic and size of
 

enterprise. 
- Degree of technical supervision to clientele. 
- Capacity and efficiency to make and manage lo&n deci­

- Terms of l.oans by loan type.
 

- Repayment history and whether returns fron loans 
cover 
costs. 

0 	 Adequacy of available credit sources. 
* 	 Potential for expanding sources. 

3.c. Marketing of Agricultural 3.c. Agricultural marketing system, including market mechanisms and 

Output: Is there a mar- pricing structure: 
ket system that operatas
 

effectively/adequately in 0 Types of market mechanisms by geographic coverage.
 

0 	 Capacity of market system by primary agricultural product,purchasing agricultural 
products? supplies, and consumer items (extent to which market system 

is adequate or is acting as a constraint).
 
the variow* 	 Constraints to expanding capacity and coverage of 

market mechanisms to meet needs of area develcpment. 
0 	 Current pricing of primary products and goods with reference 

to fluctuations by market mechanism.
 

0 	 Price differentials by geographic coverage, ntrprise, and 
quality of product.
 

* 	 Profitability of principal products for farmers, merchants, 
processors, and wholesalers.
 

0 	 Imbalance in pricing system that affects producer decisions 

(i.e., returns from various agricultural products vs. input 

prices).
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FIGURE A-2 (continued) 

SPECIFYING PROJECT COMPONENTS 

CRITICAL QUESTIONS FOR DESIGN DECISIONS 	 POTENTIAL DATA REQUIREMENTS 

3.d. Transport Systems Are 3.d. Availability and adequacy of a transport system, inciddings 
improvements needed in 
the transport system to * According to the criteria of population dersity, agricul­
ensure the movement of tural input supply and output needs (both actual and po­
supplies, commodities, tential), and needs of all other economic activity of the 
personnel, and local out-	 area, map the road and bridge system with specification of 
put? 	 needed improvements and linkages (to include a delineation 

of the l.cation, composition, condition, length and width, 
drainage, and current patterns of use of all roads and 
bridges to be rehabilitated or constructed. The system 
should include primary, secondary, and farm-to-mrket roads. 

• 	 Capacity, use, and linkages with the road systam of air,. 
water, and rail transport systems with specific reference 
to needed improvements. 

3.e. 	 Power Resources: Are 3.e. Needs and adequacy of power resources, including: 
power resources sufficient 
to meet the present and • Power needs of primary agricultural and industrial activi­

ties 	as well as current sources and their capacity forpotential agriculture and 

industrial requirements meeting requirements.
 
in the project area?
 

3.f. 	 Storage Facilities: Are 3.f. The need and adequacy of storage facilities, inludngs 
present warehouse and 

• 	 Storage facilities available by geographic coverage, brokenstorage facilities ade-

quate for the present and out by on-farm and off-farm storage needs.
 
potential future agricul­
tural production?
 

111. Non-Agricultural Economic Activity: ii. For non-agriculture activity in the area, data as follows: 
Are there alternative economic 

0 	 Ownership and management structure of present enterprises.activities that can be initiated or 
expanded during the life of the 	 . Effects on employment, income, and savings in defined geo­
project that will increase employ- graphic area.
 

• 	 Capacity, output, and profitability.ment, income, and savings of the 
target population? 	 . Effects on agricultural production and the environment. 

e Potential for initiating new and/or expanding existing 
enterprises to include:
 

-	 Availability and access to markets.
 
- Adequacy of investment capital, raw materials, labor 

(skilled and unskilled), and management. 
- Government regulations and policies that might affect 

enterprises.
 
-	 Prospective profitability and effects. 

• 	 Probable direct payments or tax revenues for development 
of local area. 

IV. Social Services: Are inadequate 
social services in the areas of 
health, nutrition, education and 
the availability of potable water 
acting as constraints to the ful­
fillment of the primary production/ 
productivity/income objectives of
 
the project?
 

1. 	Health Care System: Is a sys- IV.l.Health care related data, including:
 
tem of health care available
 

and effects on production activity.that ensures a minimum stand- a Major health problems 
ard of health so that people e Adequacy of the health system for solving the problems with 

are actively involved in specific reference to the conuitment of local resources for
 

development activities? its development.
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FZGRE A-2 (ontinued) 

SPECIFYING PRoCT COMPOHRWIS 

CRITICAL QUESTIONS FOR DESIGN DECZSZCNS 	 POTENTIAL DATA REQUIREHUM 

2. 	 Nutrition Survi,:esa Do low 2. Data on nutrition levels, Including: 

levels of nutrition act as con­
stralnts to development activi- 0 Major sources of nutrition with specific reference to deft­

ties? Are there opportunities ciencies by age group and ecological zone. 
to improve nutrition so that the 9 How projected agricultural production would/would not affect
 

population can become more the level of nutrition.
 

actively involved in the devel- a Mechanism which would promote the adoption of improved
 

opnent process? nutritional practices, e.g., education programs.
 

3. 	 Zducation/Training: Do local 3. Education and training data related to the foll;wing:
 

educational and training facili­
ties and/or programs provide t Availability, coverage, content and effect (ret transfer­

a level of training needed to ring knowledge and/or skills which Influence behavior) of 

effectively implement the proj- educational and training activities. Among those that 

ect actLvities? should be considered, in addition to the formal education 

system, art& functional literacy and adult education pro­
grams, informal activities of primary and secondary schools,
 
missionary centers, and technical institutions. 

4. 	 Water Supply System: is a clean 4. Data related to the availability of water, including:
 

water supply available through­

out the year within walking die- a 
 Sources and coverage of water supplies with an indication 

tance of population concentra- of incodence of water related disease. 

*tions, and if not are there 0 Potential sources of clean water and/or technologies for 

alternative sources that could water purification that are in use in project area or in 

be tapped or technologies for similar ecological zones in other parts of the country. 

purification in use? 

V. 	 Macro Policy Considerations: What .. . 

are the macro-level parameters which 
must be taken into account in project 
component specification and into 
which the components must fit?: 

1. 	 Management of the Economy: !ow V.1. Macro-economic policies related to: 

do the policies and operation of 

the government in the management 0 Market and price regulations, including price setting. 
of the econo affect local-level a Subsidization policies affecting rural activity. 

development activity? 
 t 	 Foreign exchange regulations as they affect the availabLlty 
of resources in the project area. 

" Import/export policies and regulations. 

" National/regioaal budget priorities and constraints. 

" Land tenure policies. 

2. indicators of government development priorities including:
 

and Priorities: Do government 
0 Stated government development philosophy and priorities. 

2. 	 Government Development Philosophy 


development philosophy and pri-

.	 Actual allocation of reso=ces for development.orities influence the scope of 


activities that can be under­
taken?
 

These macro-level considerations - or considerations that focus primarily on national-level policies and which 

are more often than not beyond the ability of the project to influence -- are r.icessary in the process of project
 

The central concern revolves around data needed
 iesign. They are not, however, the primary focus of this report. 


!concerning the project environment -- local-level social, economic and cultural data.
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FZGURE A-3
 

DZT ZLNIG PROJECT MANAGEMENT ARRANGENTS
 

CRZTICAL QUESTXONS FOR DESZGN DECZSZONS POTENTIAL DATA REQUZ3WLTS 

1. project organization 
Structure: 

and Management I. Data concerning existing and potential alternative organizational 
structures as well as management arrangements, includings 

What 	 is the optimal organizational • Listing of organizations and agencies, both public and pri­

structure for the project and how vate, by type and function,that provide or would provide 

should management control/respon- development-related goods and services to target groups. 

sibilities within that structure be • For each organization and agency, specification of control 
over 	staff, finances, other resources, and information flows.defined? 

* 	 For each organization, staff lines nf authority and defini­

tion of responsibilities. 
* 	 With zagard to goods and service delivery, far each of the 

organizations above: 

- Timeliness of delivery.
 
- Adequacy of delivery.
 
- geed by target group.,
 
- Potential for expansion.
 
- Equity of delivery.
 
- Ability to carry out needed coordination with other
 

organizations, agencies, individuals. 
- incentives for cooperation/incentives fog individual 

action.
 

0 	 Attitudes of target population, local lenders and local offi­
cials concerning: 

- Timeliness of delivery. 
- Adequacy of delivery. 

- Potential for expansion. 
- Equity of delivery. 
- Ability to carry out needed coordination with otber 

organizations, agencies, individuals. 
- Incentives for cooperation/incentives foc individual 

action. 
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FIGURE A-4 

SPECIFYING PRO3ECT RESOURCE! 1Z4IZNTS 

CRITICAL QUESTIONS FOR DESIGN DECISIONS POTENTIAL DMA REQ IREMNITS 

1. During the first phase of the project I. List types and zantities of expected resources by source.. 

design process, what are the general 
types and quantities of resources 
available from donct'.and the host 
country? 

11. After project components and manage-
ment arrangements have been defined, 

1I. List specific types and quantities of resources to be provided 
by each source. Specify timing of resource deliver. 

what are the specific types and 
quantities of resources to be com­
mitted by donors, host country and 
target population? What is the tim­
ing of delivery of the resources? 
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