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KENNETH F. SMITH
 
ManaqaET- t [stl tan t * Ihe VYP Corgration 

The prircipal .inherfaces W5e.cn a project's life-cycle stages 

and a rF, 1rc- Systc~i are:­frrtC 	 (N[S) 

a. Proj-cL Pl-nining & Cesign -- NIS De-sign 

b. 	 Proj ECct Iml1 . tatic- (and feedback)
 
-- [1IlSnLtionai izaLirn. and
 

:'rcjkE'Valuat icA-
-- MIS fInstittticnali .ation (using MIS data) 

C. F t 	 (and feedback) 

MIS DESIGN 

Ideally, L-. MIS s[-:uld Wx' designed cc4ncurrently with the 

project's forI.lation; while an MIS shculd enhance projcct management 

during imoleTEntstio -- through evaluation and feedback. Sig, basic 

functicns Nave to Le provided for in a!n acc-emnt Information 

Syste :­

1. Determine information r(eq-uirEs-Tnts 

2. Select data elofRKfts to be reported 

3. CGuIlEc-t and Transmnit data 

4. Process data for analysis 

5. Analyze data to develop meaningful information 

6. 	 Report (and feedback) important information 
-- to managers, line operators and other 
interested partie to guide future actions. 

Steps Coe and tv above require considerable managerial 

judgenent, while steps three through six are primarily administrative­

technical spport fLuctions. In identifying information requireTents 

and selecting data eleTents for monitoring which can generate the 

infornation required, a crucial initial issue is who should designp the 

lanacaTEnt [nformation Svst m. 

Over the past decade, the knowledge explosion has resulted in 

unprecedented specializatin in the management field, and substantial 

knowledge has been acquired by MIS experts enabling them to create 



intricate, sophisticated, systms for processing and displaying 

information. Thee manageinkEnt informatico systans .... -..- ticularly 

cDiputor-basJ ,n&-s - have usually L1OExn developed "in isolatin" by 

N[S "eu;perts" befosre beirng handed Dver )ueraticnal ,mkanaq -- s to LFe. 

•EIt MIS deisiqn ic_ not simply a nc ministrative proce'ss., And 

the failure rat-e for NIS - part:.' the public sector - is 

very hich. lIassical writers on M- ."sell Pxkoff hkve cited 

tU-e lack of uF ,rati_-a1 managerial invol/e-:s:. as Cfe of the principal 

reascos for- poor NIS design, and subseqt.u it misuse or non-use of the 
5'is h-em. ± 

System's designers and operator.. . . . may have 
mlany virtu es, but managerial ccipete-nce is 
siel-dcN-n mnjhen. 

H. J. Riley picmutes the viwj t.hat oerational m-aagers should 

take the lead in MIS d-Esign beCause they are in a Letlter position to 

kno w wht is n;eeded: 

Users are the e.perts cn what ccstitutes 
in,orffk3 I.ni for th _m. Ti-ey kncw w-lhe-, and h j
data car, provide in formatico nEdtd in de-isicr, 
making situatiCCns. Attimpts by others - evun 
syseyr d.signers - to oredict t-e data tha_-t a 
particular maacer w ll consider to beinl formI:ic have not Le succesofl co the 

Disparities Lc'Lween the perspectives of field per-sonnel, systems 

staff specialists and cuitral ministry managers have a significnt 

iITuact cn t-e system's final design and effectiveness, but the design 

c-, c-noly be as good as te e .'tent of each echelon's participaticn and 

active participatioc is required of top decisico makers in systn 

design and rrdificaticn. 

Operational managers are not always in a position to take the 

lead in systmns design, and staff personnel are more likely to select 

'See for instance Rssell L. A7.koff, "Managemc-nt Misinformation 
Systeirs." [lanaqerrent Science, December 1967, p. 147., John, Dearde-n 
"lyth of Real--Tie L=nagefTinE' Information." Harvard Eusiness Review,
rLMy-Jt-ne 1966, p. 123. and A-rlEe Pkbrshnan.,- "A [B.--ss-?S 
Review. January 1968. 

_-jMff, ibid. p. 116. 

5M.J. Riley, Ma=naqeent Information Systems, (San Francisco, 
Calif.: Holden-Day, 1991) p. 4.
 



the data and indicators, as well as structure the svstn for data 

processing. rvertheless, EYciTie collaboration is reccorrawrdYQQ and the 

"dirty details" sV-id Le personally re'iied and cOncurred in by WLe 

Vey mafagers/do-s,-nrars for wtxcn t-e HIS is inL.tonided. 

Since no tto projects aye ever exactly ali.e in subEL;nce and 

C:ircLmstance, each project NIS ,rost L:e uniquely crafted. Mon,gnorit is 

still ye-'y mitclh an art jdespite the aura enqadered by ,cientific 

-. nagl, nv7's prO;cnF.aai), so ir-.ny of the variables - data Plovreiits aid 

key indicators -- are dictatxi by a individual ma-lagar' s style. 

A tl-ugh staff pe-csnnel can define subject inatter, identi fQ data 

eirEf-ts, and StituLr tiVn syst.en for prccessing, wl ew" the user­

m._o-ager fails to participate in the final systemn design, the MfS can 

fall short of enpatatio-s. 

After it has been establishi wW_ should design the system,. the 

next step is determining what information is required and what data 

shculd be acquired to produce it. 

data selection may appear to be a technical 
matter Wut in fact involves neqotiaticn a d 
ccmprcvise tx2tv-i- muttiple data users . . 
)esLi.qn by technicians ay sED-n simpler than 
poJl itical hinra n-incj, but it will fail in the 
cig run if influrntial users feel slichted. . 

. ;&Exr" r-ccrac--nida tions may be ignor(d: if 
they are developed iwdel:pcndantly of lII 
managlCJers.4 

A 1azs.ez-fair approach of incorporating existing data into an 

NIS on the grcinds that it is prea-uably being ued by sonecne, can 

produce data in different formats, but may result in little management 

change. 

Large projects have multiple users of 
information with varying needs, all of whcr 
generate different data requirements. It is 
extremely difficult to eliminate anything from 
existing systTrs, or integrate new data 
stiml ated by design activity,. and present it 
for overall project manage rent use. 

Wayne Stinson, InformationS,%stems in rimary Health Care,
(Washington, D.C.; American Fratl7ic a-ion,Ja., T9Ba-
p. X). 
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An information system should be designed to focus on the critical 

tasks and decisions nade within an organization, and to provide the 

kind of information that t-e knn-,aqer- ieeds to f.erfornr tluse tasks ajid 

,ake thuise decl ions. -

A" additional consideraticn in L..hp Philippines is thsL data is 

not as readily available as in deneloped countries, aid L- cost of 

obtainir-,g L is high. 

InformaLi: n is a prn~t.cL who]e acquis. ticn and 
processing uses up real tie and rescurces. 

tr-Lherf ca e, in a) L.X:: m--,/ types of 
in fornatii bv:. cU tumar i I y expec t wi thin 
LeSLerin nhargt,,eiiL are not. opz-'ly e.chaliged 

One of a manager's primary tasks in an U-C etti is firiding ways to 

mininiie l-PW information load' aid sLill function effectively -- a 

state of "opti,aL itnorance".-' 1 -erefore any proxsals for data 

gathering shtaild be care fully e;xanined and tle feasibility and 

advantages xigbhd. 

In Lhe p blic sector, long range organizational goals are often 

imprecise and 4 requEiLly nLmrous short range targets are e,,enmally 

iM~-: d c the '.sis of perceived scial -4Uity (of Lw after protracted 

political debate and ccrpr-rois.) which places t-_ Fbic mangqer in an 

ambiglu.s pcr:.i Liin. Tasked Lo accc:,pl ish proj:t objectives as 

speedily as !m-cissible, th manager is also sutbje:t to continual scrutiny 

frcn a variety of viewpoints, but ultimately is responsible for 

ensuring the prudnft expenditure of pi..blic ftuiis. R-econciliation of 

these objectives to everyone's satisfaction is nigh impossible. 

Ibid. 

"'JcnMris, Manaqinq Induced Rural Developent,t (Bloomington, 
Indiana: International Development InsEfTJ,---)-p- 45. 

'Ibid. 

Warren Ilchunan "Decision Rles and Decision Roles," The African 
Review, Vol 2, pp. 219-246; Cited in Jon Moris, Manainq' InadtieiFTJral 
Delopment, (Bloomington * Indiana: International Deve pjri--E
institute, W9K1), p. 45. 

http:prn~t.cL


Feter Drucker asserts that "Without specific, clearly defined 
objecti,.es axd targets, m rnagers can expect to achi ve little,-w " d 
notes that thO UmAnag(2rs of im:,.I: go,,err'.'1Enflt prciraf £n(1 -t:NtCus on 

accoNmp I ishoyn t. 

C(I Lhe other hand, Joseph Wh,1ey maintains that despite the lack 
of a profit MrtUve, a "re-ul S--orE'Itd' r-agEn.,-iIt structure can be 
appliJed Fo improve clovernanuft projrMM I-'-*ac',:_-tI,: and I share this 
Lh..-EI ' r;a inly Oa-gets a'-o noK alw-ays def ij-,d an-d iditiffied 
pt-cie,ely iii mny dCveloprent project, bt: are stated in broad, 

Sweepingci, LH~r, maWltlpai t rfxl-ard to raurcu avail abiIi ty. 

iirlx,_,? lol[--tcin rd Willic.uo Ctarl.'s tic:-t is that wh*fi such 
st.atLr-:Lts ajrv .Al. aerwa.IY as guides to aMtiM 

screL r-o~ur-cs 
Ltn 

are drectEd at qloriousUn _tt iale go,als, while less amr, biticus
but more r-eal iAc pi- LAj-i! l3W.ther frCim lack of-upjort. i areati,:-e rai:sed to imF:,ssille
leve ls cul y to he ,yI _--- amid angryrec r imina Li:A -is L-k-2_, i' WiLa.e shrtfall ' andfaLiL,r-E:,j Lf Folit y WC,.:CUt. . 

~-Iinitial as.. iLtthor .-. (,Mich often falls to tra project's MIS 
desigier- ) is to define and narrow t-e objc Ltivas of the pr-ojLect itelf 
so th&.l: it is indeed "do--able, vwa-w-able and mlaiagoablU.L- QldUcing 
sw-ep inq a tatcifos to sore narro-er quaUi titALt Vo_ Eut -objectivos a-d 
realinLic interir targets (uasucd ci rescurces avHilablio to the project) 
for proj ct aLioring, tmiNoagEtik_-nt and evaluati.n puIrpow:LS,ir'equires a 
concertEd projuct replanniig and pralrirrng effort. Such a step 

_ F"e. - iDrcker, t6Qanarin the Fubilic Seir-ice .nti lution"Richard J. Stillr-n, II, FUblic -
in 

?dministratic-: ­r*_ic---wt and ases,(Boston, .ass: MifT&Hwughtcn C J77B y.--, 
S. Wh, Icy, Evalua lion --and EffEctive r ublic hLii-a f t. 

°Joscph 
(E'ostcri Hass: Little, Drir7i 5ncPCcmpan-y1 ~FjjT ~ 

T KIbid. 

_ 

1=m-fter, Rural D,elopi-nt oals are not readily nfe.surablo, evenwhen they c.?.n be quantified. ror instance, "ircreasing farm familyincomes by 501" may he a desirable deparbTant developrcnt targetusing it as an indicator of priect performance 
but 

because may not b appropriateof tFe lack of adkrF-t linkage between the project'sactivities and out its and this higher goal, ed nUffec-ts othervariables which influence this objectiv-. 

http:Willic.uo
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usually e;cedCAc the autLority of IlIS staff designers, neressitating top 

liniag enr t involvemen t, and coniotnfi b d~lejatEtd. 

Whi ti-pa? isttie (--if "l- a t diei ia [-, b ci-i r _o I'.&xI , t-p nac-y 

intricrci.s of Ic"' Lo prcess"' tl citLata h-ve Lo be adirussad -- i.a. 

fo-rmat design, respx:insibilities for data gatl-ring, methyJs of data 

tra-,smiszcicn ana >.aia/c iat.s :nia titn i-cfran tl- scutace to oM-eri involved 

in (or at octi,- by) t-e '-,yst otiIA-id ficliCiuic\, of oi r ting. In this 

-:xjard, aris cL, '_te, 

It: is rarely fwansihli, (or dasirable) to apply a 
Lnifidt 
i ,_-. 

s:hoI- 1i,. foc ginit]F.] pro ran 0it 0., maticon 
Ti data tyLCA [y urLginimaLe- frcn for 

to -a\e- ditf r- itr Hi' nO -,-T.rt :oa ocessarily in 
thet o ?sa el 
difforl ent 

c-
actors. 

i-d ..u L. p.r-ep re:id by 

vSinri 

be tailored to prevailing orcJaniLational an,d Livirnftnital ccuiditions, 

to facilitate prccessing at eaclh ltwvul. ]i.hic; irLcuire attmurtio to 

detail in the design of forms, giving ctisiduriatici to tran-,iiinsici and 

prcceosirig i-:dia, aind [orca -ai1 :apbl.ilitio . ll i .s an- .era wi-ore 

Jrln.a-. eCnt 7ysf:tTN sp;e: ial ists tradi tional ly :;cel, l-,. t whiich is 

g,-werally n&w]1Dcbd or tr,_talt a add c "administrivia" by operaticns 

wnages. 

Evry poject is Lnique, aid Its L~aguhit IintoiiotoLican L should 

N (S I-l_3-[I.Ti!.i-~LI ZATFICt, 

W-pen a systaii has Lketarn dEvelol::c.d to ma.aqaFirt's satisfacticxn, 

the task is far fron done. It rst be installed in the pFroject oking 

tnvircmanit r-id u!'J ),, otiher :,-{onrlel or--thl--job who ar-e Lufamiliar 

with t-e int-icacias of systoi s design. This pi.eants sore different 

rLqUir-O, .c~tsfor i-he prcgram's managers aid HIS team, and raises a rev 

set of isojes. The followirg is a selection of si.t of thxe most 

"NJcn Moris, Manaqinq Induced Rural DevelopTEnt, (Blocanington, 
Indiana: Internationanveopnent InsEtiute, 19i), p. 2. 
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iirportant iz iwtes which should be addressed:­
1. Mlyk al=n,_ t Sqn[.:n 

onq-t.i.vors 

4. Data Lk%!!it 

5. Inori(rtion Feedbact. 

6. &4fn IciEttl_. S oD._c iLv­

agEl-ritStrong nmco, sLp rL appears to be -a Ein q<o non -- a 
nGccssciry if not Eufficicit, ccndition for installing 5id operating 

ef fc-c Live fronaaTqorit information sy ..... ,­

2. TMOiWiiiq in HIS Lio_s 

[--.,r"',C~e ,x(-r iLu Luiig to tIe NIS data Wse a e I &.l tht users 
of the ipjO-nCj pr-c-Jtd shc'-td Le aware of what is available, and 
whV it in v-onted. To ucsnre tiat the NIS staff have tlU skills to 
iMplaTent the n;vstwn, a-d also thai: tle uMers at UarL.S le,,ei& 
thrtmu-yW,,1 th, orgianization havo towe ,ude.rs t.,.ilding to uLa it 

al.f-pri-:Jidl-[y. s rl-z tr.irjiig i!5 .- L-a'y. Yisre are _eeral target
 
Oud..1_I> ffui- NS
Io Lrairiin,, and i f r OrU l eve ls of a.a_-enes- ad skill 
to W~ Li,- z td to each. This, to-h, r,.tv:j for- tia-, to tO allut 1, .,nid the 
ill ,ne dC1S ngfor 'EMiatitin i for- tico -- |tIi-er e'tiE,,wy,,c, formal 
clasror traininrj/s-miars- or brief in forro c ,-tl-o.-j(l e;: riece, 
en'd tl-a nVa f or- OLii -,inj itr-ou-rr- training -- will vary. 

tbrris S- la)rcnq and lerl;n Kettering are str-ig pro-onts of 
trai.ig, par ticul irly "Ac tian Training -- i.e. training with real 
project or progjran teams within an organizaticnal context using actual 
wor-k Laok.. 



0 

Tie workifig/Ieain inq tonvirrvle.t create-d by
aciall-tlraini-cJ lw "Litest [ih d . i"eS of 
relevancei, realiLy, aid ns:xinibi 1Ly which 
strongly ,L.uLvabte rar L ici:ds. . . . A: icn­
train.ifg bec:D1TkIs a key vehicle if) LIe 
iris ti LuLLi -lo. iZ tL ci f pr-oj ec t tI 
sys,Lns by Lie Iusi at tlh.is pr-imary lavel. . 

Fullest L-n c it:; ar-C_ deli-iVL,.dJ wI-tn all 
levels of involved organ LzaLioc and projct
staf f participate to a r-elevan-,t e'.'tat in the 
train ng pr-vc]-am thrrvcc.tgl A variety of trainingirn tor-,, i i I. t . 

r"A-c h -a-s Lx wrLi t -i in indus tria I psycol cxjy ccccer-ning 

behavicral asE _Ls wVr.kers and r nageiik.n t. Of Particular: of 

significance in HIS use is the widespread tendeicy of vrkers to resist 

now pvocJdures -- rogardls of quality oi I i L e;,ta-tt of.e 

dys' fL, t.i.aical p whc ii) ii -it..L.tiois, far licularl y It,' lb{ 

Intrct-uc tLcki or a managetmen ti in frratii sys teti cl-nJc ;g._ tl e 
-disltiLuti: of XA*.9r Jil c- t)r-yLnar. Lac disrupting the stability of 

establist-sd, accepted r-ouLtines as vxi'll as intra- and iinterpersonal 

relaLicnship. Dutring tWe process, individual periceptions often becomne 

distorted. 

Sop.--rvisory mrciicoring and coercion may be holpful in tha short 

term but such scrutiny aloie is usually insufficient to sustain a new 

s -stce w i tL-ut scme supplm-erntan,' Iusitive rein forcorcat. - A planned 

ppr-cch is tL-ere fore necessary to destabilize enisting reporting 

We~"rlyn Kettering, A Mualti-Faceted Actin-Traininq Aproch for
Iqf~pyffqProjec t Manacniment:TF~EA h~F- 1--lu ect in Jamaicalann ing Pro' - : FW"i501E :et nihIOtf4 " - ~ "e nt " _ ia" r__F. Tr, aT7 1017" 
pp. 5-7U onD.. 

"'"3. W. Dickson -,d Jol-ti K. Simm;ons. "The ehavioral Side of
MIS." Eusiness Wbrizons, ugjust 197U, pp. 59-71; cited by M.. Riley,
Ta-aqninppt In n (San Francisco,myE:-TysmS.1 91 -)op-- . 2G 5 - .. Calif.: Fblden-Dayj 

"LScretimes referred to as "carrot and stick" techniques, or more
formally "Rewlards ond Sanctions". 

http:deli-iVL,.dJ
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patterns and cmp:size the bueficial a;pxzcts of t-e nova MIS witho-ut 

risk to the individual ULser.' 7 

Pb or,:\izaLoLeail cha-qie effort an aLIcceeed 
wLtk~xt hijhly JI~otivatied jersnnel. . . . It is 
jxssible to ,utiva te or"1rcrrnprojc t
pt-erso le to t df-:.ly felt r-teds and 
StiiT late ct-eative t-UrSt- of: -rLJ, Lut t-.hese 
hnL:.ut Le 'LsU by r-eC : ]ni LiL(fl of,inE rul r-eCfiIlfl 
e Ifor- S dod SL t Ce- -, ifIC lLIinCJ Lctt not 
.cLvfintc:td Lo iA:oetary rc~jards. '-' 

Joseph Whley al-o o;doraos te co-1cept of nc'ntice in governmc.nit 

I-rCXJr- M'. to Minifii-e or- aleviate prcblemzn or L-3tit c::autiols 

that ivlcEfTtlvi- C>5cstono also backfI re ,rh tit seles pr-iuce 

nC-ijati-vte CCfi5r{]'Lt1E-eoS - t-, '.dSc1s torti-,g l:rcqran operaticus --- or 

(if t-e pr-cq]r-a-'s objectives ar-e L'nr-ealistIc) "lead to fr-auLI or burnc:xt 

afrCr-g prcYgran .managers aid staffF'. 1" This is a par-tiolarly critical 

issue when" dealing with under.aid go',ernenf t effp I oytees (and 

particularly/, provincial ex tci-sicri ag nts, or similar field 1::crscnnel) 

iin developing cotc try E-ivirccnrcm ts. 

4. Data Ca-t lily 

hbtainin-g "gccd" data cn rural develofrEnt projects has ba=, a 

perennial probln and there is no easy solution. ,*ey c-lcerns (and 

CaLticrs to be olbervEd) in gathering data are:­

''ased on the Lewin/Sctein "Unfreeze, Move, Refreeze" theory.See Kurt Lewin, "Grcxp Decision and Social Ch-n-ge. In ReadingE in-Scial F'svc~k~oy, EJ. by lki!ccnb and Hartley, (MEw York:RT-,i 1175' Tand Edgar F. WSchein 'T- aageint DevelopiEaot as i Process of InflLonce."
Indusrria l-naqrp]-i Review, May 1961, pp. 59-77. cited by Michae .

11iriiLTFIaprds F re Effective Inplrctnaticxi of MS and MIS", 
in M.J. Ray,Holden-Day, e K a infor-naticiq SysterrS,1? .r --m*7 - (San Francisco., Calif.­

-"Ibid. p.1 . 

£'?Joseph S. Wholey, Evaluation and Effective Ft-blic Mnacie, ent. 
(Eostcn. MVas: Little, EBro i d yyj17yp-- -,J.5 p. CWa 2. 
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a. Degree of ObjectivitLy ill Ilk aSwreaTk~f dev ica1 i 

b. Over-precisimn in dlata 
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Data gathering is clearly a high risk venture under any 
circLUstancES, and it is even7 o-re difficult to contend with in the 

-
Phil ippine Agricultural Eczto ..
 

5. Irfornpc Liot, F-7-dl ad--I. 

It is imFortant to 
 provide the results of program activities to
 

intermfediate levels of ic~angeLTi-it and field perscnel so they h~ave a 
sense of their pwrforn")m.ce in standardizcd terfrs a nd hfc4J it. ccopares to 

other similar prCOgrrn ALS. bl.y ,'vOnqe.ct informaticn systcLas place 

grc:.at nphosis an the gatloc--ir-g Aid analy-is of data for top irkl,nagnTt 
LE? in t, :in:Lt-,' I -e,,of fici-, iut: little cocrn is skl-. for 
tboie in Lin field ; provided th- raw data in the first instance, or 
t-ee hol-might by aW~e to usu it at LI.e iccal level. Consequently, 

t'h true utility cf th- system amy not be perceived by 'such prcfnnel, 
aid their irit(.rEt-t in, and support of tk.e prcgran ray w.ane. 

6. AUinis trativp Cwoc itv 

In the Filippiries - -more_ Eo tion in the U.S. - a wide 
disparity e;ists -twan staff at the headquarters and field' unit 
levels, in Lurms of bath quantity and individual capabilities. 

CCTpetent, o ell-trainc-d individual- ca, he located in the Metro Maila 

area and Fersuadon to woark for the governrrt, bat opportunities in the 

provinces are usually less attractive and pcsiticis t-d to be filled 

by less qualified individusls. As hkbris ohs--rves:-

To make services available to all sections of a

district, field staffs are usually dispersed in 
Wall tAnit lozated as near as possible to the 
farn-ers. The contact staffs tend to have the
least traininq, thl lesst access to transport,
and t:? lc ps incentives the administrative- . in 
hierarchy. They are plac-d in the most r--te
locatios an'd made responsible for the delivery
of corplear Lcinical services." 

These are th-e same individuals wre a.e charged with obtaining and 

providing the bulk of the raw data input for the MIS, and upon which 
the Entire monitoring and evaluation effort usually rests.
 

"'Jon Moris. M'naginq Induced Rural Developsnt, (Bloomington,
Indiana: International Levelopment Institute, 191), p. 5B. 

http:vOnqe.ct
http:pwrforn")m.ce
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Evaluation
 

If a fanageaent Information System is structured appropriately to 

irici Lor a projgc I during impl crco Lt, - ,r,sirj tl rFfo-ncCe-.f tool jrf-1c-n 

sta tus add 0> r, MYliL he ,,,ar OAS ],ti 1e ' U f ?. :roj t - ri, 

II ... -- o L1rmire UA-r dLvoiuPtRn wre 

vindicat io - casy. tirCicr ' 1C L-d is rol aLivol v Ea:' i vnIgy 

Scavp-r.hing did, or- did 11oL - pOPf (i e FK--. WUM e f fc0 Q is mor-e 

problhciotica[ o:7,d r&.it.[- " dditicnail ef for UloreLIU ctjhL, in or do to
 

-
s s t: iml. cL of oLr"possible relaticwnship-, 1.u.
 

"Planned CasL,e" Lpla-nned Eflec " 

"ULpla-nod CaUse . F.rnnc,.j Ef fec L'", nrd 

"s[_:T-inJ CaL? .. 'L"ip lned E ,fc ct" in t.racticons. 

Fr-c(2Lt RALIC<? nVaiL'at.cxi iL.pidpuirL, desirable by­s- anothe.r 

prcduct of on li Use capability to deLermine Le prcIJrsn's cost­

banefit, or cost -of fiLtiven s -- i.e. bk.zi -it LtLh doing. -itoJn-s 

and Clark prir L cut tlt tiLls type of appraisal is ewtrEmlyi iLfLicult 

to do Lunder e bLo: of EJ's iTi-ch ar-Ii.3llys ,;.,I-, m)circ'ircurstrenco5 arid __C2 

"fol k-scienne v proj c-tzs ICt USoal1/ i r f..El",'!opant are 

hrnrel., U: y are _.ccially/ir Lr ir ;icall' dasirabl, k,:_v.,Er, and 

tl'ey sbhculd also l. jULI:,fiid, or raLir - L:oed, cnparod t, alternate 

e penditture; of i.bJ : fo~ cS. WxAth r a Festi ltiA1 projcc t is 

eLcosiL4~cali1/ :LhAle coni coA-lyi he tiinatq) before Lhe factL. Euring 

a -_rsLati'o 0v3lu.a5iC, tl-e-refirel it is usually desirable to verify 

these os 5u1 1:icriand ,stimates. aid this reqIuires careful foret ught 

and structurinC a ,r.ior. 

To rreare project impact in its sectoral and Ei-vircnimental 

Ferspective, no-project data is also rEquirEd for subsequent 

comparative purposes. Scme of this data may be obtained fornrAlly froi-n 

oth-er reports, informally, or during periodic project sur-leys, bt it 

---ruce F. Jo- ston and William C. Clark, RE esiQnJ q Rural

Develoomernt: A Strategic Perspe tive, (Baltimore: The Jol-ins op_ is
E-vewityFPess! 11]3) , p. 231.
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may 	 also be necessary to incorporate some elements into the project's 

formal MIS structure.--3 

SUMMARY 

Project data and information are processed to record transactions 
and to enable managers to make decisions. in as imuch as huiaans have 
cognitive limitations, ,rust large organizaticns reort to a ('lagemeTIt 

analysis staff to consolidate the reported data, perform statistical 

analyses to identify tre-ds and 	relationships throughout 
 the 	 whole 

operatioi, and presnit W-a significait information to the responsible
 
,Trahgers. 
 This rt_.vicj u f i'Fgrtant ccx-,siderations in MIS design has 
posited several areas for iantcirvtit and improvement in the design 
and institutionalizatiu-i of nenage~i:-t information systans for Third 

World developie-t [rograms, follows:­as 

A. MIS Design
 

In designing a Management Information System for a development 
project (i.e. a "DMIS"), 
three main factors to take into consideration
 

appear to be:­

i. 	COLLAERATIVE DESIGN - A design team should be
 
comprised of both MIS experts and operational

personnel
 

2. 	 RELTS-ORIE4TATIO, - Project objectives (i.e.
goals, purposes, targets, etc.,) shcild be
elucidated as clearly and precisely as possible. 

3. 	 STRUCTLFE -
Data for colic tion, transmission and 
analysis shoAuld be pre-forfrotted, and standardized
in consonance with tha capabilities of the
personnel providing and processing the data. 

-"The "user-based" concept is 
 not limited to operational
decision-makers/managers; Michael Patton also endorses a "user-based"information approach to 	 identify information needs for evaluationpurposes. 
 See 	Michael 0. Patton, Utilization-Focused Evaluation.(Beverly Hills, Calif.: Sage Fblicatic, s, 177) While focussingattention on evaluation during project design is comtendable, hcx.ever,in practice evaluators are rarely in evidence. Even if the needs forsubSequent evaluation are 	consciously addressed 
by 	a surrogate
evaluator at this stage, experience indicates that 	the actual needs for
evaluation are often revised.
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B. MIS Institutionalization
 

Implemetaticf,: To enhance successfll impletrfntation of a UIIS, 
it appears that attEnticn sh uald be directed at fie k',y aspects:­

'1. LEAEERA1 IF StFPGtT -- C ntinLus, overt SLIpLxrL for 
the NIS by top ragiciit is rmiuired. 

2. DRIEITATIWN & FFAINING -- A ccmbination of formaland in forml training in the system for data
providers, analysts and jaager-users. 

37.. IIE4TIVES -- Rc*ards an-d sanctiois dyeloped toeccuraoe pers nel to provide data fr * and
utiiie, the 5ySiLe correctly. 

4. FF E-I':: - "IS in forfitatic-i disseiiiated via boxthformval and infurikA1 channels to providers ot tK2raw data, and othr "actors" in order to increaseLUnderstanding,q ain &ccept nce, and influen-ce 
albsequan-t perfrrance. 

9. A-IINISTATIYvE CCFFILIrF -- Centralized dataprocessing and disseminat icn, with dec.Ditralized
deCisiCA-iuking, to the nTk%:iXun e'teInt possible. 

Evaluation: Finally, to be useful for opeoraticnal evaluation, 
the consEcr_=us of e;mperts in the field is that a Develop-en t-oriented 
project r'tagelrent Information System should provide sufficient data so 
that the organization has th- capacity to perform four types of 

analyses:-

I. FEFFyM.CE r'EiJSUa-i'E-rr - i.e. Did the project
attain its objectives? 

2. HYPOTESIS TESTINS - i.e. Were the Project's basicunderlying "if-then", "Planned Cause -- PlannedEffect development policy assuunptions correct? 

3. ALTER,¥TE HYFOThES IS CEfEFUI TF1W - i.e. Werethere any other .Planned Cause -- Un plnned
Effects and/or Unhplanned Cause -- planned
Effects"? 

4. COST/MEN IT COST/EFFECTIlylESS 2P PLYSIS -- i.e. 
was Was thethe project econwiically vxrt-hile? 
project the tTt use of available rescorces? 

Implicit in the faregoing is that from the outset, precise data 
elanents be idetified and gathered in a systematic manner to measure 
project activity over time, against the project's baseline status. 

http:FEFFyM.CE
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