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Abstract
 

DETERMINANTS OF SUCCESS IN THE DESIGN &
 
INSTITUTIONALIZATION OF MANAGEMENT INFORMATION SYSTEMS
 
FOR DEVELOPMENT ADMINISTRATION: LESSONS FROM THE
 
PHILIPPINE "MASAGANA 99" 
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Dissertation Director: Dr. Louise G. White
 

The implementation of economic and social
 
development programs and projects in 
the Third World is
 

fraught with difficulty because of numerous inherent
 

environmental and technical constraints. Inadequate
 

managemen, owever, is one of the major 
reasons cited
 
for poor performance.
 

Theoretically, a Management Information System (MIS)
 
(that hiahlights 
progress and critical deficiencies, and
 

indicates follow-up action 
required rectto ify problem 
situations) should enhance administrative management 

capability. However, a comprehensive Development 

Management Information Systems (DMIS) theory is lacking,
 

and empirically such systems 
have not been extensively
 
employed in Third World development projects nor
 

improvements always realized where they have been used.
 

This theoretical lacuna is partially addressed by
 
this study. Twelve salient variables qarnered from the
 



management and development literature were hypothesized
 

as "Necessary, if not Sufficient" for successful DMIS 

design and institutionalization. A relatively successful 

MIS application to monitor and manage "Masagana 99" -- a 

Philippine national rice production program in the 1970's 

-- was then examined as a prototype DMIS. In addition, 

Masagana's basic agricultural development policies were 

the MIS data. The
evaluated, primarily by means of 


author reports his findings as a participant-observer as
 

well as views from other perspectives -- to determine the
 

extent to which the twelve hypothesized variables 
were
 

deemed desirable. A comparative study was
 

also made of DMIS applications in cther projects,
 

programs and countries.
 

present, and 


The study concludes that none of the twelve
 

ar- necessary for successful
hypothesized variaIls DMIS 

design and utilization; however, several variables are 

highlv desirabe. With respect to the Ma2_la program 

per se, analysis of the MIS data indicates that success
 

was larely n Dsits
 

of them. The
developmnent policies rather than because 


study suggests that by heeding the lessons from
 

Masagana's MIS experience, the ability to design,
 

evaluate development
monitor, manage and Third World 


programs and projects can be significantly improved.
 



OUTLINE OF DISSERTATION
 

This dissertation 
addresses a major Development
 

Administration problem namely
-- the general lack of 
effective management of Third World economic and social 
development programs and projects.1 The study seeks to
 
strengthen the public administrative knowledge-base and
 
contribute 
 to general Management Information Systems
 
(MIS) theory2 by identifying several key variables that
 
explain successful systems. The variables 
 are of
 
particular interest because can be
they consciously
 

incorporated into an 
MIS during design and exploited by
 
managers to improve program implementation.
 

The study is in three parts as follows:-


PART I 	 A CONCEPTUAL FRAMEWORK FOR MANAGING
 
THIRD WORLD DEVELOPMENT ACTIVITIES
 

PART II 
 TESTING THE HYPOTHESES -- SOME
 
EMPIRICAL OBSERVATIONS AND ANALYSES
 

PART III CONCLUSIONS AND IMPLICATIONS FOR MIS
 

DESIGN & APPLICATION
 

Each of these parts is outlined more fully on the
 

following pages.
 

iThere Is a conceptual difference between a "Program" and 
a
"Project" 
but the terms are often used interchangeabiv. In this
Outline, the terms "Prorram" and "Activity" include both Programs and 
Projects.
 

21.e. Vuidel ines rev>ardiny systematic procedures for-ollectin. ani'vzing and dissemtnating " information for monitoring
inId managing programs and proje.-ts. 

xXix
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PART I -- A CONCEPTUAL FRAMEWORA FOR MANAGINS THIRD WORLD
 

DEVELOPMEYNT ACTIVITIES -- consists of four chapters.
 

Chapter One lays the basis for the study by
 

establishing that development programs in Third World 

countri3s have generally beer. inadequately managed. An 

historical and organizational review highlights some of 

the reasons for management difficulties, particularly
 

with respect to those programs supported by United States
 

government entities. The theme of the chapter is that
 

although much development assistance has been provided to
 

the Third World, for the most part it has been
 

concentrated on developing and transferring economic
 

planning and substantive technical skills to recipient
 

countries, 4hile improvement of the concomitant
 

administrative and managerial skills to implement such
 

programs has been almost entirely neglected.
 

In recent years, the major donors of development
 

assistance have expressed interest in improving the state
 

of the art of program management, and more effective use
 

of formal Management Information Systems (MIS) but havo 

been constrained by a poor theoretical base. Although 

much has been written about the problems of development 

management, little empirical research has been undertaken 

with respect to MIS accelerants -- i.e. positive factors 

which could contribute to successful design and 

institutionalization of Management Information Systems 

for public development purposes. Hence the time is 

opportune for such a study. 
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Chapter Two draws upon the development management
 

literature to review and outline the roots of MIS model
 

formulation and MIS applicauility in the Third World
 

Developmental setting. literature that
The suggests 


there are essentially two different approaches 
 to
 

development -- the "Blueprint" and the "Learning Process"
 
-- with correspondent attitudes to the 
 use of
 

information. In essence, the "blueprinter" has a clearly
 

defined plan to attain a particular objective, and uses
 

feedback information for control -- to keep the project 

"on track". While the "learning processor" may start
 

with the same objective, the plan to achieve it is
 

usually more flexible and is developed incrementally.
 

Thus feedback information is usea to review, update and
 

modify the plan, rather than to constrain project
 

activities for deviatinq from course. The 
debate over 

these two different management styles has clouded the 

issue of how to design an MIS to serve a development 

program manager's needs.3 The perspective of t4q study 
is that a clear distinction should be recognized between 

the procedures empVed for data acauisition and
 

processi-ag, and the use of the information 
 derived
 

therefrom. While differences exist between types of
 

programs and approaches for managing them, it is the
 

author's contention 
 that what is done with the
 

information 
 -- i.e. now the program activities are
 

3Unfortunatelv. these labels tend to pre judge the issue andwiden the chasm of controversy, particularly when transferred and
attached to the svs5yms for acuirinF information. "More Structured"and "Less StruLtured" approaches are more descriptive than
"blueprint" or "learning process" for categorizinb Management

Inforrmation Systems.
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managed (whether in a blueprint or learning process mode)
 

-- remains a management prerogative.
 

Chapter Three is a review of the administrative
 

management literature to determine which factors are said
 

to contribute to effective Management Infurmation
 

Systems. Twelve variables are identified which the
 

assr should enhance the management of
 

development activities if addressed at appropriate stages
 

of MIS design and utilization:-


A. 	 MIS D 5-_H 

The literature pruposes that three main factors are
 

useful in designing an iziformation system:

1. 	COLLABORATIVE DESIGN -- A system design
 
team comprised of both MIS experts and
 
operational personnel.
 

2. 	RESULTS ORIENTATION -- Objectives (i.e.
 
goals, purposes, targets, etc.,) elucidated
 
as clearly and precisely as possible.
 

3. 	STRUCTURE -- Data for collection,
 
transmission and analysis pre-formatted,
 
and sta-dardized in consonance with the
 
capabilities of the personnel providing and
 
processing the data.
 

B. 	MIS UTIL ZT-1N
 

ImplementL:ion: To enhance successful implementation
 

of an MIS, the literature sugiests 'hat attention be
 

directed at five key aspects:
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I. 	LEADERSHIn g'"PPORT -- Continuous, overt
 
support for the MIS by top management.
 

2. 	ORIENTATION & TRAINING 
-- A combination of
 
formal and informal training in the dIS for
 
data provi,.ers, analysts and manager-users.
 

3. 	INCENTIVES 
-- Reward, .nd sanctions
 
developed to encour.-e personnci to provide

date for, and utilize tie system correctly.
 

4. 	FEEDBACK -- information disseminated via
 
both formal and informal channels to
 
providcrs cf the raw data, and other
 
concerned personnel.
 

5. 	ADMINISTRATIVE CAPABILITI 
-- Data p:'ocessed

and disseminated centrilly, with
 
decentralized decision-making, to the
 
maximum extent possible.
 

Evaluation: Finally, for operational evaluation of
 
development activities. rih 	common consensus is that an 
MIS 	should ,:,ovide suificient data so that fQgiyv of
 

analyses can ba conducted:

1. PERFORMANCE MEASURFM4ENT -- to determine
 
whether the program/project attained its
 
objectives.
 

2. 	HYPOTHESIS TESTING 
-- to determine whether
 
the basic policy assumptions4 were correct.
 

3. 	 ALTERNATE HYPOTHESIS TESTING -- to
 
determine whether there were 
any other
 
"Planned Cause-Unplanned Effects" and/or

"Unplanned Cause-Planred Effects".
 

4. COST/BENEFIT COST/EFFECTIVENESS ANALYSIS 
-

- to determine whether the program was
 
economically worthwhile, i.e. the best use
 
of available resources.
 

41.e. rhzt thf, causes of low rice production were
deterministic, knou-n 
a-d 	within the sphere of Governent influence.
Specifically, 
that Individual Emall-farmer productivity would

sipnificantly enhanced by povernment-provided technical 

be
 
assistance
and non-collateral credit. 
 In other words, an "If - Then", "Planned
 

Cause - Planned Effect" relationship.
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These variables are scrutinized in Part II to determine
 

whether empirical experience confirms their importance in
 

leading to successful DMIS design and utilization.
 

In 	Chapter Four, the twelve "generic" variables
 

identified in Chapter Three are hypothesized as
 

"Necessary, if Not Sufficient" for successful Development
 

MIS (DMIS) Design and Instituticnalization, and
 

operationalized for closer examination.
 

PART II TESTING THE HYPTHJESES -- SOME EMPIRICAL 
OBSERVATIONS AND ANALYSES
 

Part II examines the twelve criteria for successful 

DMIS design and utilization by three separate 

approaches:

1. 	A "Design Science" case study -- i.e. an
 
in-depth examination of a successful DMIS.

5
 

2. 	A "Quasi-Delphi" workshop on the relative
 
importance of the twelve variables, as
 
perceived by the participants -- given a
 
structured review and critique of the case
 
study, and subsequent discussion.
 

3. 	A comparative statistical analysis of
 
survey data (with respect to the twelve
 
variables) gathered on a wide variety of
 
DMIS applications from key informants.
 

The case study is based on several years of personal
 

experience as a participant observer in the design and
 

implementation of the "Masagana 99" Management
 

Information System for the national Rice Production
 

5The 	 suces f the DXIS used in the case study to suppo't the 
program's managers (as distinct from the success of the program per
se) was determined by evaluating the MIS's attainment on fourteen 
(14) 	 pre-determined objectively verifiable indicators.
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Program of the Republic of the Philippines during the
 

period 1973-1976.6
 

Chapter Five provides a detailed backdrop for the 
Masagana case study. The theme of this chapter is that 
there was a growing awareness of the importance of 
"Management" in agzicultural program implementation in
 
the Philippines, but until the advent of Masagana, little
 

was done to systematically institutionalize a system.
 
The chapter consists of an historical overview of U.S.
 

developmental assistance Philippines
to the 
 in
 

agricultuic; a synopsis of the political/economic role 
rice plays in Philippine public administration; a summary
 

of rice programs preceding the Masagana 99 Program, and a
 

de:3cription of ,hc Masagana 99 Program itself.
 

Chapter Six describes the 
 Masagana Management 

Information System's structure, key indicators, reporting 

requirements and analytical concepts; and then reviews 
the Program's experience in ters of threethe variables 
hypothesized for successful DMIS 
 de.sicw. the five
 
variables for implementation, and the four variables for 

prociram evaluation.7
 

A participant observer case study approach is
 
subjective, 
relying as it does primarily on recall and
 

insight by the reporter, supplemented by secondary data. 
Therefore, two other approaches to test the hypotheses 

a workshop, and a survey --
 were also utilized to
 

6
1n terms of the model types discussed in Chapter Three,
 
MasagAna's MIS was a "More Structured" rodel.
 

7
Data was not 
cap cured by the Masagana MIS for Cost/Benefit or

Cost/Effectiveness Anarlsis.
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triangulate the conclusions from the case study about the
 
variables for MIS design and utilization. These
 

approaches are outlined 
in Chapter Seven. The findings
 

from a workshop held in November 1987 are discussed. The
 

workshop was attended by some former Masagana program
 

participants as well as selected experienced observers
 

and participants in the contemporary Philippine
 

agricultural management scene. 
 The workshop reviewed the
 

hypothesized variables 
 in light of the Masagana
 

experience, as well as other projects in 
the Philippine
 

agricultural environment.
 

The third approach foi testing the hypotheses -- a 

comparative survey of MIS applications in a wide variety 

of development programs, world-wide (and a sub-set of 

Masagana experiences) -- is also reviewed and analyzed in
 
Chapter Seven. From this study, the extent to which the
 

twelve hypothesized variables were unique to the specific
 

Masagana case; or were inherent in (or indifferent to)8
 

successful Development Management Information Systems in
 

general, was determined. This concludes Part II.
 

PART III CONCLUSIONS & IMPLICATIONS FOR MIS DESIGN &
 
APPLIATIONi
 

From the examination and analysis in Part II, some
 

conclusions drawn in
are Chapter Eight with respect to 

the necessity and sufficiency of each of the foregoing 

twelve variables as determinants of MIS success for 

development program management. 

8I.e. 
 the extent to which the variables are present, or
lacking, in both successful and unsuccessful DMIS situations.
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The Blueprint/Learning Process controversy cannot be
 
resolved by this case study. 
 The workshop discussions,
 
comparative analysis 
with other development management
 
information 
systems, and some experimental statistical
 
analysis') clearly indicate 
however, that a structured
 
approach to information management is not inappropriate
 

in the uncertain Third World development environment, and
 
should serve 
to diminish the dissonance somewhat.
 

Some recommendations 
are also made for future DMIS
 

design and institutionalization, based principally on 
the
 
shortcomings noted in the Masagana 99 MIS.
 

The dissertation concludes with 
a brief Epilogue to
 
the case study -- summarizing developments with the
 
Masagana Management Information System since 1976, and in
 
the Philippine 
rice situation -- i.e., the development 

problem which the Masagana Program was designed to 

alleviate. 

9
See Appendix "J" -. Towards a "'anagement Index".
 



FOREWORD 

Give a man a fish, and you feed hi for a
day. Teach him how to fish, and you fe-d him
 
for a lifetime.
 

Kwan Tzu
 

The focus of this dissertation is on enhancing a
 

manager's capability to implement development programs in
 

the Third World through the use of a formally-structured
 

Management Information System. While implementation is
 

only one aspect of a three step "Planning, Implementation
 

and Evaluation" management cycle, the capacity to collect
 

and use information is a key attribute of administrative
 

c&pability, and is worthy of separate scrutiny.
 

Theoretically, a formal Management 
 Information
 

System (MIS) to obtain, process and present project
 

performance data 
in an objective structured manner should 

enhance management uapability -- by identifying critical 

deficiencies as well as by highlighting follow-up action 

and rescurces needed to rectify problem situations. Many
 

successful business-oriented Management Information
 

Systems applications abound. For various reasons,
 

however, most development projects have not been managed
 

systematically; 
and even where formal MISs have been
 

applied, often they 
have not lived up to expectations.
 

Furthermore, there is no unanimity (either in theory or
 

practice) as to what conditions are essential to
 

successful design and institutionalization 
 of a
 

1
 



2
 

Development Management 
Information System i.e.
-- a
 

distinctive "DMS1".
 

It is usually 
 presumed that when implemented,
 
development initiatives will have positive 
 results.
 
Without a system for recording, gathering and analyzing
 
data, however, or empirically-based studies 
to evaluate
 
prLJLram operations and impact, hypotheses concerning such
 
assistance efforts 
remain 
 unexamined and unverified.
 
Thus, the ability to monitor ind evaluate development 
projects is not "nice to
simply have"; it is fundamental
 
to improving their implementation, 
and for formulating
 

subsequent programs.
 

This study identifies 
 several variables for
 
improving Development Management Information System
 
(DMIS) design and use which within
are management's
 
control. The conclusions are 
based on a systematic
 
examination of several 
DMIS applications, and an in-depth
 
scrutiny of a particular, successful, 
 case. The
 
Philippine "Masagana 99" 
Program -- assisted by the U.S.
 

iDevelupment initiatives are usually referred to as "projects"or "programs", but the terms are often used rather loosely andI nterchargueahl v. Distinctions (where anv are made at areall)primnarilv in t.,rrs of diversity. ma;ni tltde and duration. The UnitedNat ions. I or in1strw, dta ines a ptroif'r as "an "rganl zed set of 
toward

activities. projects, processes or m'rvices which is orienitedthe attainment of specific objectives" whereas a project is .'renarrowly (if, !, i;nd "to achieve certain specific obj~ct i'. Within :given hudget and within a specified period of time," See: uisinyfILjjjpi for the [esirn ,(. Usc at .onitorin,_ andll E%,Iaioni 

- Intern.tional 'und for Agricultural (Rome, Italy: United NationsDvelopment; AdministrativeCommit ,e on Coordination (ACC). Task Force on Rural Devel.opment,F'ehri.jrv,lO,8 ), ;R.vi,,(t draft . pp. 1-10D. 'he term "Project" isal!;o used hy some donorn mer, 1y as an accounting device to Identifya.-sistance categoris. AID. however, makes a distinction betweenproject ard ,1on -pro jee( assistance. See also: AID Pro ect Des n
" . (Millco)."''J]p+ 1919. 
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Agency for International Development (AID) -- is the 

prime case examined. 

Masagana was characteristic of the development 

"project" mode in that it was designed to attain national
 

self-sufficiency in rice production within a limited time
 

period. Masagana was significantly different from the
 

usual run of suci ptojects, however, in two respects.
 

First, the need for a formal Management Information
 

System (MIS) was recognized at the outset of the program.
 

Conscious attention and expertise was devoted by both AID
 

and Philippine Government officials in Masagana's
 

formati.'e stages to design and employ a formal MIS to
 

monitor and manage the Program. Second, the subsequent
 

Masagana data base captured some time series data on
 

several key indicators that are pertinent to post-project
 

policy analysis. Thus not only was it feasible to
 

examine the theoretical requisites for MIS design and
 

utilization, but the validity of Masagana's development
 

hypotheses could also be reviewed.
 

The findings from this case with respect to key
 

variables for MIS design were cumpared with (and
 

contrasted to) other practitioners experiences with DMIS
 

applications in a variety cf development programs and
 

projects. From the analysis of this survey data, some
 

conclusions and recommendations are proffered with
 

respect to MIS design and institutionalization for
 

development programs and projects. While the study was
 

confined to an examination of social and economic
 

development programs and projects in Third World
 

countries, the lessons derived therefrom have
 



4
 

applicability to the practice of Public Administration in
 

general.
 

Development Administration is an applied field of
 
study, but the role of the 
development practitioner
 
differs from that of the academician. The practitioner
 
performs a cohesive function -- adapting accepted general
 
propositions and postulates to fit 
 the needs of a 
specific situation -- often in a near-crisis atmosphere. 
The acaderician, on the other hand, has a more rigorous
 
and critical dissembling task examine
to whether the
 
theory and principles which were applied 
were indeed
 
valid, and whether the evidence is sutricient to discard,
 

refine or modify currently accepted theory.
 

I consider myself fortunate to have had the
 
opportunity to play both 
of these roles, in turn, on the
 
same project. I worked in the 
Philippines as a Public
 
Administration Advisor 
prior to the inception of the
 
Masagana 99 Program, participated in Masagana's
 
formulation (particularly the design of its 
Management
 
Information System) and during 
the first three years of
 
the system's implementation and utilization, until
 
reassignment in mid-July 1976. Since then, I 
have
 
followed developments in the Philippines intermittently
 

in order to maintain some 
personal contact and continuity
 
with people and events, and most recently during the Fall
 

1987 Semester (September - December 1987) had 
 an
 
opportunity 
 to return and work with the Philippine
 

Department of Agriculture in the design and
 
implementation of several 
projects in their current
 

program.
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As a practitioner, 1 previously had a professional 

responsibility to record and report the then current 

status (both highlights and difficulties) of the Masagana 

MIS while it was being implemented. Now, in my current 

academic role -- with the separation of time and 

involvement to winnow the incidental from the essential 

-- I feel an equally professional obligation to 

systematically examine, summarize and assess that 

experience as objectively as is humanly possible, for the 

benefit of others. 

My first hand involvement in Masagana's MIS
 

development and implementation is the primary basis for
 

this study. This personal experience is bolstered by
 

official reports and observations of the Program's
 

managers, as well as those of other participants,
 

intended beneficiaries and interested researchers. By
 

its nature, participant observation is not as
 

quantitatively objective as a true scientific experiment.
 

However, many of the factors in MIS design and
 

institutionalization are not rigidly deterministic but
 

involve human judgement and initiative. Therefore,
 

provided that reasonable objectivity is maintained,
 

participant observation is an appropriate method for
 

analysis. Moreover, qualitative observation was superior
 

to quantitative in some respects as often the data were
 

flawed, while on-the-spot familiarity enabled me to go
 

beyond mere numbers, archival documentation and official
 

statements, to better appraise their import.
 

My pre-disposition, training, prior experience, and
 

personal involvement in the development and application
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of Masagana's MIS undoubtedly colors my perspective, but 
I have attemptud to apply academic standards of evidence 
as rigorously as circumstances permit. After this 
ex, rience, I remain an advocate of rationally-strictured
 

management information systems for development programs 
and projects. Nevertheless, various 
 difficulties
 
encountered during Masagana's MIS 
 design and 
implementation -- well newas as insights gained during 
this study -- have tempered some of my earlier 

assumptions about MIS efficacy. 

The prelimin-ry findings from 
 this study have
 
already had an impact in formulating the Philippine
 

Government's latest 
 (i.e. 1987) USAID-assisted
 
Accelerajted Agricultural Production Project (AAPP). The
 
study has even wider relevance in improving the
 
development community's capability to design, monitc-,
 
manage and evaluate 
other programs and projects. In
 
addition, the substa.,tive evaluation of 
the inefficacy of
 
Masagana's agricultural policies (regarding supervised
 
extension and non-collateral credit) also 
have "spill
over" relevance for nther projects 
aimed at improving
 
small farmer productivity. Thus, 
in Kwan Tzu's terms,
 
heeding the study can 
improve the current teaching of
 
"How to fish" in Agriculture as well as in Public 
and
 

Development Administration.
 



PART I
 

A CONCEPTUAL FRAMEWORK
 

rOR MANAGING THIRD WORLD D.VELOPMENT ACTIVITIES
 



CHAPTER I 

THE INADEQUACY OF CONTEMPORARY INFORMATION SYSTEMS 

TO MANAGE '1IIRD WORLD DEVELOPMENT ACTIVITIES 

Data [to plan. monitor and implement: toidentify problems. changing -onditions and
assumptions for replanning and design
iaprovemwrt s a are among thc must
significant of any information needs in the
liK of a project, butL We tctally lack aprocedural technology for meeting them
 
systematically.
 

Jon R. Moris, 1981
 
Managing .rduced Rural Development
 

Economic and social development is a prevalent

preoccupation 
 of the Third World. While some
developmental activities 
are c.urried out by Third World
 
governments on their 
own initiative and with their own
 rcsources, the of new
bulk development activity is

funded, supported, and often 
 managed by (or in
conjunction with) bilateral external 
donors, as well as
through multilateral orgranizations. In the developmental

process, considerable attention has been focused 
 on
transferring capital, commodity 
resources and a wide
variety of tecnnical skills to 
 improve economic and

social 
 well-being. In this transferrence process,
however, the importance of collecting and using

information to enhance 
the management of such programs

has been largely overlooked.
 

This chapter highlights the of
lack systematic
program monitoring and 
 management by Development

Administrators (both donor organization 
expatriates as
well as indigenous country administrators). Although the

need for program management is stressed, there is a
universal lack of guidance for Management Information
Systems (MIS) formulation and application. This
theoretical lacuna a
poses critical constraint to MIS
adoption 
and effective utilization, to the detriment of
 
the developmental impact.
 

8
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In the Third World development environment -- which 
is the focus of this study -- development assistance is 
sought by (and proffered to) government representatives,
 

programs are discussed, and projects are designed in
 
substantive technical 
 (i.e. agriculture, education,
 

heath, etc.) terms. 
 Little or no provision is made for
 
the systematic gathering of data 
for monitoring and
 
managing such programs and projects. Instead 
-- even
 
when administration and management are considercd at the
 

project design stage -- more often 
 than not the
 
administrative analysis is a oerfunctory one terms
in of
 

ggen!_al management capabilities and needs, rather than
 
who specifically will require wht information, from what
 
source, and how frequently. Only after an agreement has
 
been entered into to implement a specifi- project is it
 
usual for any real 
 focus be placed on project
 
administrative needs, and for individuals to actually be
 
designated to manage the project. 
 Typically, information
 

requirements are then levied on the 
project staff in an 
ad hoc manner, and everyone "muddles through" as best
 
they 
can.L If applied at all, formal monitoring and
 

evaluation systems are usually an 
after-thought -- tacked
 

on to meet requirements of the funding agency (and/or the
 
host country) rather than pre-planned during program/
 
project formulation for incorporation as an integral
 

implementation-managcment coping mechanism.2
 

1Jon R. Moris. lqrq1 evelontDnaiim:ce (Bloomington,Indiana: International Development Institute. Indiana University,
1981), p. /. 

2'd.rren C. Bdnm and Stokes M. invwisnTolbert, [
L , of_ ,!/a Bank Experience (New York: OxfordUnivrsltv Pruss, [98j), p. 3o3. 
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This is not to 
say that little or no data 
are
 
collected on 
development activities. 
 In fact, quite the
 
reverse is 
 true, as 
 Robert Chambers succinctly
 

summarizes:

roo mnan y reports have to be ,coiupled. Toomuch informiation is reqUired in the ceports.
The information rakLes too tolom, collcrinvent, orand would be misleading if it wv. ever made use of, which t is not.Additional reports are requ. ced, and
add i Vonal i ni ormat i on is requi red inexisting reports, but reports are rarelystopped Iind iniroltI .t requireme.its rarely 

The foregoing coit-ents apply equally 
to the management
 
and monitoring of programs and 
projectb by e/patriate
 
manager - and staffs


,
of donor organizdtions1 as tu the
 

management and 
 implementation 
 by officials of the
 
recipient Third World countries.
 

In the past four 
decades, billions oi dollars of
 
assistance 5 
have been provided 
to selected countries of
 
the Third World 
by the United States and other donors to
 
further mutually agreed-upon economic 
growth and social
 
development objectives. 6 
 Assistance is proffered in 
a
 

3

Robert Chambers. 
 RnralIi' D' ve o)'.c- (New York:Africana Piiblishin' Cumpitv, 114), p. 3/.
 

4Such as a id
the port4olio;
Nations aind the U.S. Aetincv for 

0 f the World Bark. the United 
Internoitlonal Dvelopmentwherls the of (fromhulk devpl pi:lent prosin.sj activiti-:; (riglilrite). 

5The UniLjtd Star- ; .li .ne provides approximately $11 billion a
ye,ir i1 Varioui. form; 
Ai noil-ni litary a ssistance. 
6ool'ev. 
 of support to speicific countries and development

mittativi-; retd to varv is a function ofinlterests. domestic politicalSince the pass ig, ')t the "New Directions" leyisfIa tion in103, for example, the t la: i.s empbhisii'ed thekno;lled, , in(t transfer ot technicalill nd "insttitution-huilding' .cons r uction rather than physical 
the 

ni i ? nft ,i ructir developinn t IS here'ut-ore. In 1981Re. ;,n .hadmnitrat tion 
another 

idded "Private Enterprise" deve-lopment asm ijo'. thru-,nt, wh ile prior pol itical commitmentscontinnui ; rests andtintt cict ito that .1 lar e portion currentof U.S.a.sistalic,. ii ineatSV k,id for Israel and E ,ypt. 

http:prosin.sj


11
 

variety of forms7 but until recently, has been
 

predominantly channeled the
through project mode8 -
which a leading development economist asserts is the
 

"cutting edge" of development.9 Nevertheless, even this
 

so-called "cutting edge" is 10
 not very sharp.
 

Whatever the mode, the evidence is that despite the
 

duration and intensity of aid applications, the enormity
 

/Aid rang-os;
from txpatriate-managed, "turn-key" projects at oneextreme, to a completely hands-off stance -- loans or grants to

underwrite the costs of indigenous do-it-yourself efforts, or vague.unspecified. "budgetary support" programs 
 Constraints on the use of

funds, 
 joint maiagemnt with, or "over- the- s-,1ld-r" exatriate
advice, as well as conditions; for the recipient country to a ide by.
often accompany such assistance. Donor assistance usuallyunderwrites the foreign exchange costs for advisors,
technical 

consultants and,'or trainers, equipment and 
other cotmodities not
available in the participating, country, as well as training for hostcountry persornel in the donor's country and/or third cotntri,-s. 

8As indicated in the Foreword, the terms "Program" and 
"Project" are often used interchangeably. Where distinctions are
made (such as in A:ID) a Project is more narrowly defined and designed
to attain certain specific objecrives with a given budget and within 
a particular time frame, wriereas a Pro is conceived as a moreram 
general category of assistance -- often consisting of several
projects -- and more open-ended, both in terms of time and budget. 

9J Price Gittiner, cnomjAnalwsis of I 
(Baltimore: Johns Hopkins University P,_ess j p.'.
172), [Eighth
printing 1480. As recentiN' as 1985, the overwhelming proportion of*;orld Bank loans and credits -- in excess of 90 percent -- werereported to ha-e been 'or " . broadly defined. See also:Warren C. Baum & Stokes M. Tolbert, ilaestin' In Dvelopment: Lessons 
of World Bank Execrienc!,. (New York: Oxford University Press, 1985),p. 8. Under the Reagan Administration, the U.S. Agency for
Internatinal Development attempted to its(AID) has reverse formerproject-domin,ted assi,;tatice stance and place greater emphasis on
nso0l-projecti,:ed maCna1s for transferring U.S. resources. However,
ad'ainistrative and congressional requirements for accountability of
public funds is increasingly forcing the Agency to administer ivenmuch of the so-called non-project program assistance in a projectized
mode. 'Discussion with E. "Sandv" Owens, Chief, Program Accounting
Division, AID, 12 February 1988.1'
 

I1n Fiscal Year 1187. for instance, approximately 30% of theU.S. AID bud, Z is 'or Project Assistance. ;er se. 1OZ eor Commodity
Tran!,fis (Cos-ooitv import Program). and bu% for Cash Transfers 
some of which is also projectized. Presentation to participants ofAID's New Entry/Project Design Course, Washington, D.C. by Martin

Dagata (AID Associat, Administrator, Bureau for Program and Policy
Coordination, 26 February 1987.
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of the funds expen~cd, tne 
varicty and scope of problems
 
addressed, and the cxtenisive level of technical
 
assistance 
devoted to economic and social 
development;
 
provision of assistance has 
not resulted in the benefits,
 
breakthroughs, and/or ecornomic 
"takeoffs" anticipated by
 
either the donors or the recipients. Consequently, most
 
of the conditions which precipitated the need for
 

development assistance remain.
 

There are many reasons for underdevelopment of 
course -- political, social, cultural and economic; as 
tcell as managerial -- ar.d there is continuing debate in 
developmitnr circles about what more can, or should, be
 
done to address underdevelopment.l" 
 Investigation into
 
the causes of development is an important 
first step in
 
the development process to 
 alleviate such problemn. 
However, Qonetj_th _n IjD -±!c for pocr erforpen_ in 
providing development assistance is attributed by many 
knowledgeable observers to a 
 $
 
msinaoement qak2a!tJLt~y" ,i.e. ineffective 
implementation
 
monitor7ing, management, 
and follow-up evaluation) during 
the next stcn -- project implementation -- rather than 
poor planning or technical inadequacy. 12  My experience 
as a project mangemeut advisor, designer, monitor, 

11A circular arnumenr (with proicctton of oL uae and counter
accusations) is '-'rpetuated bfetween those who desirjl and no-e Whoimplement project.; '-hile the tiuplomenter;' claim that the projectsare poor, de!;i0ned and fail to take Into account the factors in the"rear world", the desi ,'ners fault the implementers tcr failingprcvid, the resouirces necessa rv 

to 
to impleme'nt the projects as 

de s . 

12[enin is A. Rondineil i. "Why Development Projects Fail: 
Problems ot Proi,-ct Miaogmnent in Developing Countries" 

kat z-.22t._,. 1., Vol A.VII (Project ilanargement InntituteDrexel Hill, Pa., March 1')76). 

http:inadequacy.12
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manager, consultant and evaluator over the past twenty

six years supports the perception that management
 

capability is not a prevalent feature 
 of the
 

developmental landscape.
 

I have observed that almost without exceptior the
 

inherited colonial governmental structures in the Third
 
World (and/or the indigenous ones which replaced them)
 

are quite hierarchical with a strong "top-down,'
 

oriehtation, ahid exhibit little acceptance of (or
 

tolerance for) "feedback" from the mosses. Typically,
 

political, military, and administrative officials in
 
these government are drawn from an entrenched elitist
 

urban and land-owner class. By virtue of its colonial
 

heritage, this elite has 
usually been acculturated in a
 

predominantly "classical" academic, rather than
 

"practical" technical managerial
or mode. As a
 

consequence, 
 while often expressing altruistic
 

sentiments, government incumbents are usually socially
 

and economically distanced from the buisiness, artisan,
 

laboring, and peasant classes which they 
serve. In
 

situations where such poiarity between the 
"governors"
 

and the "governed" exists 
 with little or no tolerance 

for questioning or debate -- officials are neither fully 

appreciative of, nor responsive to, the ofneeds the
 

population at large. Instead, development is often
 

perceived as a pseudo-benevolent activity which is done
 

"to" or on behalf of a largely unappreciative popilation.
 

How to improve the management of the programs and 
projects selected or i p__mentati'n in such an 

environment is thu3 the thrust of this study, and is of 
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particular concern 
for Development Administrators -- botn
 
the expatriates of donor agencies as well as Third Wo, d 
national officials.
 

Improving development project manaqement is not a 
new issue. 
 The International Bank for Reconstruction and
 
Development (:BRD) [i.e. 
the World Bank] noted the need
 
for better project management o%,.- twenty years 13
ago.

However, 
despite the considerable 
 effort expended in
 
economic development the
over ,eacrs, in 1983 the Bank
 
highlighted (in special
a 
 repovt) that problems with
 
project management were 
still ptedominant developmental 
con:erns. 14 In 1985 two World Bank "insiders" reiterate
 
that, in the Bank's experience, managerial problems were
 
the mo;t pervasive of all the 
obstacles to dr,,elopment. 15
 

An interagency Task Force on Rural Development convened
 
by the United Nations in 1984 made 
a similar observation,
 
atid recommended "Monitoring and 
Evaluation" (M&E) an
as 

effective tool for 
managing development activi.ties and
 
for strengthening development management capabilitius. 16
 

Such manaoement problems ar, not confined to
 
multilateral donor organizations. A similar point has
 
been made about the paucity of effective program
 

1Atbert r .f ), E. verie n
 
(Balt irmore: The Jonas Hopkins University Pre ss. L96) p. 249.
 

(N w York: Oxford Universit,
 
Press, 
 1983). 

15'.'arrin C. Ralun & Stokes M. Tolbert, jg1vesting IlnDevelopment 

(New York: Oxtord University Press.198J), p. 3/3. 

IyalU-uiztrajz.
United Nttinuris -- Itint rn it, 

ifQ4ra. (Rome. Ital v.al hutid tor A;,,ricaltural Pkvelopmeni,
Febriiarv 19H ), (Revised Dr,-.ft), pp. 3-4. 

http:capabilitius.16
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management within U.S.
the 
 Agency for International
 
Development (USAID). 
 In a special report to the
 
Administrator, 
 a 1981 study group stated that a
 
substantial 
number of AID personnel with implementation
 
responsibilities lacked experience and/or knowledge to
 
manage projects and "as a result, . the Agency has 
developed a greater capacity to anddesign develop
 
projects than to carry them out.' 17
 

Tnus there is wide recognition of a long-standing
 
problem. To however,
date, there appears to be little
 
general awareness, understanding or consensus amongst
 
development s;cholars 
and/or practitioners on how best to
 
perform these functions; or, 
if known, littie effort made
 
to put such knowledge to practical 
 effect. The
 
prevailing condition 
today is therefore little changed
 
from 1980 when Russell Stout bserved:
 

It is still difficult determine
to what
constitutes 
 a manageaent information or
control system. Exactly such
what systems

will actually for manjigers is perhaps even
 
more problematical (Emphasis his.] 
 And
unless managers have a c earer idea of whatMIS/MCS is, is hard to state how they are
 
to be used
 

Extant 
Management Information Systems (MIS) practice
 
in development programs 
and projects is ad hoc and 
ad 
hominen. Institutional requirements for systematic
 
management are only spasmodically applied, 
while systems
 
designs appear to be dominated by the personal 
whims of
 

1 
Ain H. Kivirnae, A/AID Memorandum for the Administrator:
Aion U1Iu ~ jaistrato-on Prop1sed Improvements
ii the A.nc,'S rn)lL'mntittion Pr cessj, 5 June 1'81, p. 3. 

1lRusseIl Stcat, Jr. 0:anarement or Control? 
 TheOrraniztional

'iocmi9gFto,,
rh.a :.( Indiana: Indiana University Press, 1980), p.
 

9;.
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managers, rather than guided by any overarching concepts.
 

Indeed, a recent special issue of Fub1c__Adninjrstration
 

Reie (PAR) categorized the U.S. public sector's
 
fledgling activities in management information systems as
 

19
"practice in search of a theory". Both the source and
 

tenor of the PAR comment indicate that "MIS-applications"
 

are not merely a consequence of technically under

developed societies and/or (by implication) less capable
 

development administrators, but may be intrinsic to
 

piLuhijq (as opposed to private) sector management.
 

In addition to the dearth of understanding about the
 

technocratic aspects of Information Systems, the scarcity
 

of such system applications is traceable to the Structure
 

by which the development assistance is provided, and the
 
mfnamn bii 
 and other
 

project peTQMfllj on the 
"Front Lines" who are called
 
upon to implement the MIS. As indicated earlier, the
 

typical recipient Third World government has a
 

hierarchical "top-down" structure, and officials are
 

drawn from an 
entrenched elitist urban and land-owner
 

class. These government leaders have usually been
 

acculturated in a classical (rather than practical)
 

educational mode. Consequently, when such individuals
 

(or other aspirants to the government "executive/
 

managerial" 
class who have received advanced technical
 

training) are placed in managerial positions, they have
 

usually not had the benefit of "management" training per
 

( Jeffery Moere, Assistant Dean [fr Computers and Information 
Systems, Stanford University Graduate School of Business. Cited by
Barry Bozeman & Stuart Bretschnelder. "Public Management Information 
Systems", . LL njl jltloo R._ jg:, Vol. 46, Special Issue, Nov 
1086, p. 4 3. 
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se. Thus, through no fault of their own (and certainly
 

not for any congenital deficiency) more often than not
 

such individuals don't know what information they need in
 

order to manage programs effectively, nor how to go about
 

acquiring or using it when the data elements have been
 

defined.
 

Some attempts have been made in the past by the
 

major aid donor organizations to establish Management
 

Informat'Dn Systems (MIS) guidelines to monitor 
 and
 

evaluate development assistance activities, but practice
 

is frequently, at variance with these guidelines. The
 

World Bank, for instance, strongly endorses formal
 

management information systems for managinq its projects.
 

A good Information system is essential for 
all aspects of economic [mwagement. 
Systematic adjustments in pol :iLes and 
programs . . .. are not possible without 
reliable monitoring of current developments. 
. . . Better information -- especially about 
key performance indicators -- brings better 
dividends for economic management than dosophisticited tchniques ot long-term 
forecasting.' 

This endorsement is more prescriptive and prospective
 

than descriptive however as Bank projects are implemented
 

by the countries receiving the assistance, rather than
 

Bank personnel, per se. Several reviews by the Bank of
 

their project portfolio reveal that MIS design is a low
 

priority, and that few such systems exist. 21
 

"-0 -. ._r. (New York : Oxford University 
Press, 1983), p. 11. 

21Guido Deboeck Bill idmazln [nformation jral& Kinsey. L for R 
Vt . .l _o (',,ashingr.on, D.C.: World Bank
Staff .orkitn Paper No. 379. March 1980). See also Guido Deboeck & 
Romld Ng, * ('ashlngton.I .raiai.QLU Dvelopment _in-l5t Asha 
D.C.: World Bank Stalt ,'.orking Paper No. 43'). October 1980). 

http:ashingr.on
http:exist.21
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The assistance delivery structure of the U.S. Agency
 

for International Development (AID) is different from
 

that of the World Bank. Nevertheless, a similar
 

dichotomy prevails between organizational leadership
 

espousal in Washington and in-country practice, although
 

there is currently a resurgence of such activity in
 

AID;22  
 As a general policy, successive AID Agency
 

leaders have reiterated the impcrtance of improving
 

implementation, 
and AID project officers assigned to
 

overseas AID Missions (USAIDs) have been charged with
 

providing manllgerial as well as technical support 
to
 
"counter-part" host country project 
 managers.
 

Potentia11y, thorrtor,,, more AID control could be 
expected to be exercised over project implementation (and
 

hence over policies with regard to Management Information
 

Systems) than is true for the 
 Bank. Actual
 

implementation of AID proqrams and projects 
is largely
 

decentralized however, and 
no common AID program/project
 

management information system or MIS working-level
 

requirements exist.
 

Furthermore, in 1981, AID relinquished its
 

management responsibility and moved closer to the World 
Bank role by asserting that implementation of bilateral 

assistance projects was primarily the responsibility of
 

2'
'AID issued two major publications last Year (1981) -- a new
Handb)ok on evalatr inn. and some (aiide lines for dlata col lection.
monitoring, and -valoati,,n See A . . Ii . AID Program
Design and Evaluation M.thiologf Report No. 1. Siupplement to Ch pter
12, AID f{andbook 3, Project Assistance, ('.'ashlngton. D.C.: Agency for
International Development. April 1981). See also: Maureen Norton andSh~tron Pines Henoliel , LIIjinr[__a Coll-ctioni .4unitoring 
,1idEvaluati n P_ ins ff A. i . -Ass t,-d Proie t . Report No.('dashingtol. D.C.: Agency tor International Development '081). 
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the borrower/grantee. 2 3  Although it was acknowledged
 

that AID should "help develop the institutional capacity
 

of LDCs, to better implement projects", AID's role
 

during implementation w,i; essentially reduced to one of 
26
 

oversight and support. ;! An internal AID study


concluded, however, that prevailing practice fell short 

of even this limited objective. / 

Even in those instances where specific management 

information system; hciv,, b.onn P;tabi jQ;hed by the World 

Bank, AID, or other donor ;, frequently, upon examination,
 

such systems have been found to have been misused. As a
 

result, thu British Overseas Development Administration
 

(ODA) concluded in a recent study that most MIS
 

(litshin~ton, D) C. :U.:i. 
Art'ncv tor Irternat one| [ , t I' 1RlR,vivs d 1986;). p. 1. 

24r.o. l s';s&t Dev.,,lop,,d Countr ies 

'i H i.nLtl,, A AID M,!-orar,him tor the Admtiltstr/itor: 

2/A ,I t ;)1 !CC! S; at, cur rent Iv stit t ,d almost 
,~xc tlIst 1 v tc h st co t- t'.' I -'.'; s tori.at rai ned it) dl-c pl lnleS 

othier t .n m anlas;.'rt. andl are. advi-.-d ind adiLni rt iv'l V supportedni-
by All) ot t liai (and assited by coltractors) who :or th. i t pelt 
hae, similar t achnial t e n* al ahlr Lal ) b.ack ,')tundu 'I t h 
nuIt Ip ,, i. t,--: .il AI)1 ,.pov.:hi i; tttren; -- . L tL't; t; several 
a tI Vitl't , Iolt al 0, a;I -o n tiAli) ItttIor h.av ,riv;n:, - rnitt-nt 
CortAct With t tlltrlsat ;. pt I Llv toor [,IOtecOl1 and i.1l1sor 
lvirpo... rar hr Ihan t 'r !ol t mnoll atrrnw. and maflaa,rn'nt 
',v| a, -r ' I '. AI) otfi',Is h,..v, i,) ral ", .- , tr- ; cti. ra 

both AI) ant the hoht untt art tend ti dal teictiv,'el with 
ther mlt"tude ot ,adinintt Lye r-qtlr t'rn t3 1iposed ,fn their 
proy,rams ad' project,; in this react lye envtrurunent. short 4hrilt L 
given to operat ional manaia"ent and developing Krnal Managmrent 
Ini orrLt ion ';vit a:;, or r rerst err Ing a|tniu t t nkl II toam r"A Lve s 
counte'ip.,rt% t- imptr. th,: a.v-tr. ,avO t- itiOlM.I l mmliitLt g arid 
mJ1AF[ag.,lIIt . As r .r.:, . imoie'entat Lon all1a %" t project Li too 
frepai' utlv trustiated by 1n.adquete atterltion aid umriv.alabil.ity ot 
timely. svst mamtice I v-,aciitred intormat torin la molii torrin anid 
LarlW.aa]trnent aS weil as a l.ack ot turimal b.seline tMra for sasailuent 
eval Iuatil 

http:borrower/grantee.23
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applications to date have been ineffective. 28 The lack
 

of MIS theory noted earlier onl y compounds these
 

operational shortcomings. Mis-application of data
 

gatherinq and reportinq efforts is (or should be) of
 

concern to development administrators because such
 

inadequacies not only consume scarce resources; they also
 
21)
jeopardize the chances of project success.
 

While improvrJ monitoring and formative evaluation
 

is a widely recoqnized need, summative evaluation is
 

another major administrative management area where the
 

lack ot systematic information is keenly felt, both in
 

the U.S. and the Third World. Since most policies to
 

promote oni and I areure c !,oca chanqe implemented
 

through discrete projects, the concept of conducting 

post-pro ject evaluations to acquire "lessons of 

experience" for future application is widely accepted. 

However the practice leaves a lot be desired asto data 

tor such evaluations are frequently inadequate 
 or
 

unobtainable.
 

The need for post-project evaluation is particularly 

critical because most development projects are 

concpt uAi11 1-, :; lneul ind impl ementd in the first 

instance o* it hix_ thn/lti .... ,VYv1Qplllli 

, /. Such an assertive 

28B.,;sl F , l Redin., lrl/.lg _ __ Crcki. 1, John , V,.i an 
L h'. .tj. . \ Ji j'9 London: 

.,* [rno[,EvalUrI t pt I I) Itpf-l , D v I went A initnii; rat Ion. AULU! t 
1986) pa ra, 1 2 

2')":11tt r R Mots,;. Dtavid .ow, 1_11%L 
n Li- _ l_ .
Li ia . IrD Re%..arch Note %. 1.
(AashIng, I . , Al trn.t Inc .D :J jave Io rn ives, Febru.arv 1981. 

http:ineffective.28
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stance is taken, even though most such hypotheses have 

not been experimentally pre-tested (and indeed often are 

not pre-testable). Thus, the basis for estimating costs, 

benefits and ef fectivenes;s is quite a tenuous one. 

Consequently, during implementation there is wide 

latitude for deviation from original assumptions. 

Failure to evaluate such projects af'er-the-fact 

perpetuates inappropriate policies, wastes resources, and
 

foster further failures. Martin Landau and Eva Eagle
 

provide a seminal perspective on the need for systematic
 

monitoring and evaluation of development projects, as
 

follows: -

Policies are hvportheses and they belontig 
to the class Lf id pr.,,:4ovosit tons 
Accordingly, the projects they g:ve rise to 
are experiments. . . It a project is not 
treated experimentaliv. if its hypothetical 
status is not resp,,cred, it wil, be managed 
as if there is nothing to learn.10 

The shortfall in the summative evaluation of
 

development projects is again primari ly due to a lack of
 

information. Such a lack iiiturn stem- from inadequate
 

attention to information needs during project design, as
 

well as from poor data gathering and recording practices
 

during implementation. Summative project evaluation is
 

thus another aspect of development manaqement which could 

conceivably be improved with better data from an 

appropriately structured Managomert Information System. 

Poor program/project implementation and evaluation 

is not solely a problem for the aid donor organizations 

30Qirtin Lind..u & Eva Eagle. o Decntralizatlon 
(Berkeley. Cal i I University of Cal i tornLa Institute of 
Internat '.n.l Studies,, 1981), pp. 12-44. 

http:learn.10
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who "Do Development" for others.31 It is also a very 

real issue for the aid-recipient countrl and the people
 

with kdnd for "w;hom) deve lopment is done. Whl e the 

foxaign donor is often a crucial contributor to Third
 

World development, the recipient country usually
 

allocates a considerable 
 portion of its official
 

bureaucratic energies to developmental activities, is the
 

source of ro,;t of the human resources required for 

implementation, and diverts many of its material
 

resourcers to that end. Although the dollar-equivalency 

of the host country contribution to donor-assisted 

development programs may be 1o ; the host country 

counterpart Investm,'nt of :;carc, rosoArces; in actualboth 

and relative trrms -- i.-. the sneer bureaucratic effort 

-- almost always exceeds the foreign donor's 

contribution.3 2 The opportunity 
 cost of ineffective
 

management in 
 terms of wasted resources and frustrated
 

expectation:; 1,; thor-,.Iore considerable. 

To summarize, formal Management Information Systems 

to support Development Administrators are scarce, and 

largely ineffective. Those that are extant are
 

essentially "trial and error" applications (predominantly 

error), overly complex, ungrounded in theory and 

unenriched from experience. Furthermore, there appears
 

to be little or no awaren'i;s on the part of technical 

31ot jthet5s as some ci :,tcs would claim. 

Lr) i ,ur l oriS reol,,c the relatively hih costs of
import-d mat.rr,ll, a few ,xpatriate ialaries and their associated 
support. (on th,. ,ther haid, the participa ting country contributes an
extensive labor tor ce "o handl e tihe whole gamut of management.
admi nistr-tor a ,dn cl.-icral responsibllit'es. as well I s technical
and laboi re',quir.D,-nts ' locally available rmateri.,ls and supplies;
,a7ilit ' , nird utilizies, aid in-country t ransportat ion 

http:others.31
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project designers and implementors regarding the value of
 

information for Geveiopment administration, nr any
 

understanding of methodologies (and constraints) for
 

acquiring, processing ind utilizing such information. 

Public Administration if an applied discipline, and
 

while acknowledginq tnat "the beginning of administrative
 

wisdom is the awareness that there is no one optimum type
 
' ' 33  of nanaqonnt system" the current situation with 

respect to MIS theory is both academically unsatisfying 

and proressionally untenable. Further retinement is 

called for in MIS theory development with respect to 

definitions, structures and prototypes for practitioner 

guidance in the field of Public -- and particularly 

Development -- Administration. 

The climate within the United Nations, the World 

Bank and the U.S. Agency for International Development 

(as well as many Third World Countries) is currently 

r0e:pt ivf, to improving proj,,ct development 

administration. "W_ " and "HQN__ A__iQ_ .. with 

respect to improving Management Information Systems to 

enhance the development manager's capability to monitor 

the implementation process -- are the critical questions 

which this ,,ttdy wilt addre.s-,s. 

In essence, the principal issues identified in this 

chapter are that:

-- Implementing development programs and
 
projecs is a bigger problem for
 
Development Administrators than design
 

3 3Tom Burs; h. G :1. Stalker. _lwj it ll/i of Innovation 
(London: Tavistork Pui)l ic.;r ons, 19t),1). p. 125. 
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Foreign Donor4 are major contributors to
 
development nut Donors and Host Country

Managers are equally ineffective in
 
managing development programs
 

Information is widely acknowledged as an
 
important aspect of development management
 
and lip service has been paid to it, but
 
systematic collection of data has not
 
usually been accorded high priority.
 

-- There is little or no systematic data 
gathered for Q'y1Uatnilg development 
programs; thus not only is impleie-ntation
 
not well managed, the lessons of experience
 
are not learned very well either.
 

In snort, there is no underlying MIS Theory
 

In view of the resources, cost and effort allocated
 

to develcj.ment a.;-sistance in the Third Wold, awly 

improvement in formal management information systems 

theory should be a significant contribution to honing the 

"cutting edge" of development activities.
 

Given the theoretical lacuna outlined in this
 

chapter, the principal objective af my research is
 

therefore to identify and test some criteria 
 for
 

improving the design and institutionalization of a
 
formally-structured Management Information System. This
 

M1S, i n turn, -;hou 1d erihanc-e the capabi I i ty of 

development adminis;trators -- national or expatriate -

to monitor and implement development activities. 

The next chapter takes the first step in this
 

process, by reviewing the management literature in order
 

to cull some sallent factors with which to construct a 

conceptual framework for a Development Management 

Information Sy!utom (DMIS). 



CHAPTER II 

DEVELOPMENT ADMINISTRATION PRECEPTS AND 

MANAGEMENT INFORMATION SYSTEMS (MIS) CONCEPTS 

The Modern i.;e has a fal -;e sense of 
supri{,rit h.v .itse the t ;s ot d.itab of .;re m, 
at its disposal but the valid criteri-n of 
di.stinction is rathor the extenr man kncws 
how to perform and master the material at his 
commaf~nd. 

Johann '.oltan4 von Goezhe. 1810 

Chapter I established that management of development
 
programs (particularly in the Third World) lacks a good 
theory of information. This chapter covers three major
 
aspects. First, the management and development
 
literature is reviewed to highlight the general
 
characteristics and constraints to managing in the 
Development Administration environment. Secondly, basic 
_c!¢%j elements of an MIS are outlined and a typology 

of MIS "models" presented in terms of their degree of 
c-mpIexity. Thirdly, these two strands o, thought are 
,oven together to assess which ot the MIS models might be 
most appropriate for a QeQyLp4It Management Information 
System (DHIS). 

Although some superficial similaritics are
 

ob.servabl,', for the mo!;t part the development project 

environment in the Third World is significantly different
 

from that in the United State;. It is important
 

therefore, that in formulating Management Information
 

Systems the main features of the development
 

admini:;trative environment are understood. We will 

review these ft. ttures -- based on the Public and 

Development Administration literature and practitioner
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experience -- as well as some prevailing managerial
 

precepts.
 

MIS concepts, criteria and typoloqies are presumed
 

to be universally applicable (as indicated in Chapter I
 

and further detailed in this Chapter), but transferring
 

them from the "New World" to the Third World has not been
 

easy for program and project administrators. In the
 

Third World, ,ntrenched oligarchic interests, periodic
 

military juntas with autocratic enforcement practices,
 

disaffected peasants, dissident groups, marauders 
and
 

self-styled revolutionaries all permeate the political,
 

ecotomic and underlying social structure. Without the
 

prot ective cu,;hioninq of long-established constitutional 

personal ind property rights, and access to legal remedy 

for redress of grievance such as we are accustomed to in 

the United States, opportunity for excess abounds -- on 

all sides.
 

As a consequence, while internal project
 

administration is important (and is the prime focus 
of 

this study), in Development Administration atntwtig~ to 

lid/,"3nc jo . Project implementation can be 
facilitated more by harmonizing internal interests and 

objectives with these externalitiesl than by heightened 

administrative efficiency thewithin project 

organization. E-votion to improving internal project 

management eff iciwr~ry in terms of precision and 

1

1.e. national, provincial and local government entities,

soppliers of goods and services, consumers/users of project results.
and most importantly, the project's intended beneficiaries as well as 
those who are likt-lv to be disadvantaged 
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promptness -- without taking the external environment 

into consideration -- is largely an exercise in futility. 

I - MANAGFEN -IANDF DE PMENT ENVIRONMENT 

In many developing countries, career public
 

appointments are by patronage rather than merit, with
 

lifetime tenure (subject to political longevity and
 

continued acceptability). Thus, in many respects, at the
 

higher levels the career public servant is often
 

indistinguishable from the political/military power elite
 

in personal background, education, temperament and tenure
 

of office. Although increasingly recognition is being
 

accorded to qualifications, nepotism is often widely (and
 

unabasfhedly) practiced throughout the entire public
 

personnel seructure.
 

As a consequence of their colonial heritage, the
 

middle and lower echelons of bureaucracy in the Third
 

World tend to be sycophantic, secretive in handling data,
 

pedantic in processing work, and obsessed with form
 

rather than function. They are also usually indifferent
 

to time, and often have an apparent disdain for the 

public. 

Another legacy of the colonial period is a very 

hierarchical organization structure. In contrast to the
 

United States, the provincial and lower levels of the
 

central bureaucracy in most developing countries are
 

largely under-educated, untrained, unskilled, ill

equipped and underpaid. If assigned duties were taken
 

literally, most inaividuals would be overburdened with
 

responsibilities. Generally, however, a lackadaisical
 

air prevails and output expectations are usually low.
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Public positions are often vi.ewed as sinecures -

where salaries can be supplemented by a variety of 

honoraria, extralegal payments, fees or assessments -

high absenteeism rates are tolerated, and there is 

frequunt]y opportunity for "moonliqhting" during working
 

hours. In such an atmosphere, there is usually a high
 

degree of tolerance for influence peddling, petty bribery
 

and corruption.
 

The net effect is that government officials tend to
 

exhibit a concern for personal prestige, position,
 

"perks" and process -- rather than publi2 purpose. While
 

some of these symptoms may 'eem familiar to the public
 

administrator in the U.S., a recent study of development
 

management noted that "in the third world, it is the
 

severity of the illness that is striking, not the
 

realization that the virus has been seen before." 2
 

To uffset these tendencies somewhat, international
 

donors usually impose their own national bureaucratic
 

baggage on the recipient as a condition of providing
 

assistance. Where a development project receives
 

assistance from several donors, the hapless host country
 

project manager may be saddled with multiple requirements
 

for monitoring and reporting -- none of which are
 

integrated -- in addition to meeting his own government's
 

requirements for accountability. The result is what some
 

refer to as a "mess".
3
 

2 Coralie Bryant aMi Louise G. 'htte. Maaag j," v ,mrt 
1he._hirj-__ 11, (Boulder, Colorado: Westview Press, 1982), pp. 29-30, 

3Bruce F Johnston arvi William C. Clark. R de sintny gural 
v ,tkI P.*_s (Baltimore: The Johns Hopkins

Universitv Press. l')3), pp. 11-12. 

L 
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one significant difference between management in the
 

U.S and the Third World is in the use of computers. 

Computers, per se are not essential to a good Management 

Information System, although a computer-like systematic 

approach to MIS design is highly desirable. In the 

United States, however, almost every -eference to a 

Management Information System pj uppQ* that it is 
'
 computerized." In the developing world, on the other
 

hand, the most appropriate MIS in the Third World rural
 
5


development environment may well be a Mp~f!j system.


The physical environment and lack of infrastructural
 

support is general not conducive to effective operation
 

of sensitive electronic equipment, while the human
 

resources to operate the system are often equally scarce,
 

or intractable. In this study, therefore, a gpf iz 

MIS is not pre-supposed, but "MIS" refers to the generic
 

information-rationalizing tunction -- identifying, 

obtaining and processing data by whatever means is most 

appropriate; manual, mechanical or electronic. 

There are two diametrically opposed approaches to 

coping with, and functioning in, the Third World 

developmental environment. These approaches are often 

referred to in the development literature as the 

4M.J. Riley. (Ed.). livl, J nf r ation Systes (San 
Francisco. Ca.: 11olden-Dav. inc.. ;81), p. 8. 

%'arren C PKaum and Stokes 9. Tolbert. [Dxt ing In 
Ul t r(New York: Oxford 
University Pre%%, 108)). P. 0). see ailso 2 )01. 
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"Blueprint" and the "Leirning Process", respectively.
 

These two conflicting concepts not only perpetuate
 

problems in program implementation, but have profound
 

implications in the design of the project's HIS.
 

Blueprinting is a rational deterministic
 

teleological and progress-oriented perspective whose
 

adherents tend to view underdevelopment as a symptom of a
 

problem that can be remedied by technological
 

interventions. The Bluepi-inter's 
 precept is
 

characterized by the adage "Plan 'our Work, then Work
 

Ycur Plan" -- with emphasis direc:ed to accomplishing 

predetermined targets.6 When prob ems are encountered
 

during implementation, they are usually ascribed to poor
 

planning, or failure to follow the plan.
 

The learning process on the other hand is a
 

flexible, open-ended, approach which attempts to
 

incorporate into programming and management an awareness
 

of, and consideration for, the uncertainties and
 

6 Earl Ytulp is a strong advocate of the 'Plan Your ';ork. t,.n
'-'ork Your Plan' school. '!-oifers a model for rural devrlopment In 
which every component can ,e identified, quantliied (in terms of 
timn,. cost amd re,.ource- ). int eyrn t,d ard svnchronized for 
implementation in - three srt,,c "Point/L 1n,/Network" strategy.
Kul p's approach is thus a paragon of rationality for planning 2 
comopr hensive ard spcitic to Third 'dorld development projects. See:Flarl M. Vullp. RuLahl ,' Sy-ats.._msanil
5Y. m _Anad ±01__an 

L e.Lt. Praetger, l10); and D Lu.n y _ai .I1"1 (New York: a., A . _ (Bloomington. Indiana: .AS TAA 
International 1svvelopm#,nt Institute. 1917). 
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complexities inherent in the development environment.7
 

Learning-process proponents therefore generally place
 

little emphasis on detailed up-front planning, but rely
 

more on intuition, infor'-illy-structured feedback and
 

personal situation-senslti re networking during program
 

implementation to deal with situations as they arise.
 

From a learning-process viewpoint, shortfalls during
 

project implementation are thus not aberrations but are 

to be qx tA The modus operandi ot the learning
 

process is continual adjustment -- i.e. redesign of types
 

of inputs, input levels, activities and outputs -- rather
 

than the blueprintcr's exhortations to get back on track.
 

From this perspective, so-called implementation problems
 

are simply the product of unrealistic expectations
 

generated in pre-planning.
 

To my mind, there is some scope for melding these
 

polar positions, for in many respects, the blueprint and
 

learning-process approaches of the Development
 

Administrator equate to traditional Public Administration
 

concepts of "Rational" and "Adaptive" management
 

respectively.
 

Neverthile;s. Kulp also rcognizes the need tor lexibility 
and advocates room for 'learning by doitg" during implementation. 
"Svst.,'s models . . . car' easily acquire a false aura of determinism. 
Svstemn mdl itoill ; define staes or phases ot activity, thuS 
providing lis,tfil anal Vtical and planning concepts. But the 
conceptual proposition that phase A is followed by phase B does not 
impl that phase B will jnt Ljy follow phase A. Unless conditions 
and programs are rig;,ht, phase B may riot come for decades -- indeed. 
pha,; B re imV never ,,n,. . Sound plannin,, should he interrelated 
with graduallv broad, ned rest ng. Each stagc ot te;ting provides 
feedback for better planning ano decislon-rrmking. Testing improves 
the data has., rev,,als neglected aspects of problems, aOn confirms 
sound planning." See: Earl M. Kuip, V et.iiia 

_ /_ (Bloomington. Indiana: PASITAI.9 International 
Development Insrtitute. 19//), p. 12, 
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The essence of rationality is threefold --

Objectivity, Consistency and Correctness. 
 The rational
 

management approach stems from classic 
administrative
 

management and organization theory exemplified by Max 
Weber's "ideal-type" bureaucracy.8 The key elements of
 

the 	model are:

--	 5rctuZQ: a pyramid with power and 
expertise increasing towards the peak 

--	 FDzq&dUZ: routinization in a predictable
and unchanging environment 

--	 tte~jlI~i~fl_ rLCy: a common, cohesive 
sense of employee understanding, loyalty,
commitment and respon:;iveness to 
organizational goals
 

The principal assumptions are that in a rational
 

bureaucratic structure
 

--	 Any individual would function in exactly
the same manner and reach the same 
decisions as any other individual if 
assigned to that particular position 

--	 Subordinates act within specifically 
assigned constraints 

--	 Orders from above will be promptly carry 
out 

--	 Those at the peak have superior knowledge 
and/or authority to render final judgements 
on situations within their sphere of
 
assigned interest
 

The rational approach attempts to resolve issues
 

objectively, consistently and correctly. 
 The rational
 

8 4a X .4be r "Bureauc racy" ( 19q46 ), C l sI f Pub 
6Ja Iin Au Lz, Jay M. Shafritz & Albprt C. Hlyde (Eds.) (Oak Park

Illinois, Moore Publishing Company, Inc . 1978), pp. 23-29. 



model is a "closed system" in that it is completely self

contained -- self-reliant, devoid of conflict and 
csupposedly infallible. ) Although Weber's normative model 

facilitates understandinq of the admini.trat've process, 

it is strictly a "mechanical" caricatijre. Given the 

diversity of human nature and experience, suuch neutral 

competency is an ideal which is usually impossible to
 

achieve in practice. I) Nevertheless many public
 

admini:;tr.rtion pract it i oner,; ;eek to attain the 

bureaucratic ideal even though it often conflicts with 

their pernonal intuition.
 

Such inflexibility in applyinq rules "by the book" 

to the kind of complex environment described earlier has
 

3 iven r i ! tc 3 qene r 1 ly -e jor vtye :rc ption of 

bureaucracy. De!spite the tendency of this model to be 

inflexible and give short shrift to environmental 

factors, rationality has lbeen applied to (and retained a 

firm foothold in) development project planning. 

Over the pas;t ieventeen years, many of the major 

bilateril and multilateral All) donors, as well as several 

Third World countries, have adopted elements of rational
 

systems modelling in an applied design and evaluation 

'See for |nir.tnce, Frederick '4 Taylor. The Princinles of 
I, (5, w York Harper & Bros. 1911) 

SChazlE. Linr ' Sciric, f 'Muddl Throur;h'hl "The ing 
(1 959) ,. t ,L i in1 ~t=angn. Jav . Shatrit. & Albert C. 
lvfe (E!!; ilik P'irk 11l itt; iMoore Publ ishing Company. Inc.. 

I ';'8 , pp . I21 , . also 1,.r ,rt A Simn .. 
Ih w-, ,,. Th. llI I.mn Co. , l I ) .and .l-;- Iotg '=v '.[la &';1_ , t ;'_ ',++ ': ("ev Yoztk IlirpI+.r Row, 'h ) 
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methodoloqy known as the "Logical Framework". [
" When a 

project's desiqn IS compl*'ted, its logfraie "Input

Output-Purpose-,;oall, -,,a n ot ev,,nts is (,or !;hould be) a 

reasonablo statment of the project's rationale. The 

loqframil makes some effort to ombrace a learning process 

through a series of "linked hypothe!s", i.e.:-

IL 	 the correct re-;ourcens are combined in the 
right annunt on t'.mo, 

then a product or output will result: 

U several output: are produced, 

then a developmental change or purpose will 
be achieved; 

I sevr.al purp!;r ; ire- achieved, 

Uitcn svc-oral devlopmenit will occur. 

In reality, howovr, tno end r,.!;ul: of a logframe is a 

project propo.;al presented for f-Jndinq as a deterministic 

application rather than an experiment. "Purpose;" stated 

in the plan ,re -.:en a; "marchin(7 orders" for 

admini!;t rator.s to a'. love. "Output" target; are assigned 

quant 1 t e-s and dates:. "Inputs" are stated with 

precision, and pro ]ect nqot iat iori and agreements 

h,. tw'oin th, donor in, the r" ipi ,,nt cnuntry are only 

lilt ,". ' .. 'h,. t'. 
Ililt e r.' *']aIt d !I", 

a,i i i ,"I , i , i X ',kli,l t ,)r1 :ii-''1 t'n,?, ,r h- ,i' ,l *ri it r,, "-,nl,.idrt i t ){m litli" Iny,
pf,) J, T !',I, mu lat ;,t 11 r, ',c ,'. a , , , l. t ,Xpl I,: I I' ;}l 
' Purpn ';, ' .in,l ' )utit '1 , 0'' '' " l 'l Ii I I ca ,t~i( ) tI re'smitl co, 

' t t l 0 111111lll : : it ?I t " , , i1' ',v '.',e r i ! i il t*-- [ ;I .l { , a 
t~i,{!.y, '. 11 .'; l;Ip'{i, Th.,' %,ii ly o') t l fh data f,il mn,,ta ;llrltny 

r 'p,)rt iiw; t r ,1 , -' 1,11 '%t ','- v I xte IIla f, !,,I-; lahilch {l ',ht .aftect
Ilv t )l , 'vc! it -.h'h !"-- l i, AJ ,;- ld 'l l l'l in thlis i--i ., Fur
furth,,-r h r a , , r . I, .. am ,,, l ,r , h i" ';in tthi. t~l . 

f,)t I it -,I rhl t 'm .*lI , , pin,'lit .98', , ,; h 'l l +a 
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approved for implementation funding when these conditions
 

have been outlined -- often in excruciating detail.
 

A number of rodifications, to rational theory have 
been offered. Necclassical organization theory, for
 

instance, accepts classical 
 rational management
 

objectives; and the need for a hierarchical structure, but
 

recognizes that inLgorl gr.g"-Ij within the organization 

also exert power. Although individual!; in leadership 
positions in the organizational hierarchy are nominally
 

in charge and give orders, as Mary Parker Follett noted
 

-- in the final analysis followers within the structure 

may choose to disobey them.I. 

The running discourse on the "blueprint vs learning 
process" and AID's ack of success in establishing a
 

comprehensive rationally-structured system fur monitoring
 

projects illustrates the follower's informal power.
 

Sporadic eftort; have bpen made to acquaint U.S. AID 
officers and their counterpart; with various formal 

technique!; for monitoring and subsequent evaluation 

such as 1,ir Charts, Milestone Charts, PERT/Critical Path
 

Networks, and Line-of-Balance Technology -- with marginal
 

success.,3
 

Mirv Parker l l-t. "The Giving of Orders, (1'96). 
,f ]Ja-,, M. Shafritz & Albert C. Hyde (Fds )O k Park llItnoi-. Moore Puli shing Company. Inc.. 1918), pp. 29-31. 

13A m. r a ,pt wai-; de by Al 'is '-'a-;hi.ngton Ifeadiquarters in 
th. mD " ,' , , Io stall a compti, usi v Frogra.tuiziy. Bd?,,eting and
Appraisal R,-portini, ('PgAR) !;v'tem Initially the data subimi,tted by
field of ic,,r, to AWiA'Oshi.;to was of such poor qual ty it .ouldnot be ts,.d I',AR propol,[( . u ; persi!;t,.d however, and some utilization
Ifir ra,;.,i )r bI svst,m finally ina., The was deraili-d 1978 in 
re,-ponce t,, widf'.prt.ad compla int s about PBAR' s complexity.
1"111)l r t ';I 5cIrte -iii.. rial tim axiJ relOto-uC. . 

http:widf'.prt.ad
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Another rational management thrust was the shift 

from attemptn; to perfect organizational form and 

function, to detininq an( ,b'al :nq with the 'r2ce: of 

decision-makinq. Thus, the ofconcept adaptive
 

management" behavior emerged. Chester Barnard was an 

early architect of this view, noting that power resides 

with the employee ind that the -.xecutive'f; chief function 

1!; coord i nat :v'., ,, t ,iI r than Ii rt, -t v,,. Ba rnard 

recognized the need for interaction with and feedback 

from employees, in order to lea,-n ot employees interests 

ar.d desi re,, to reeducate them to the organi zat ion's 

objective.s:, and to provide appropriate incentives. 

Furth-r nor-,, ,.rna I id'v i:;,ed na nqe r s to become aware of 

what he torned the employee's "zone of indifference", in 

order to avoid issuing orders which employees would 
1
probably not carry out. '
 

Barnrd's point that managers need to adapt to the 

situation rather than control it, challenged the orthodox 

view of orqgani;!ations as closed systems where rationality 

re:; i de!; in organizational charts and hierarchically

structured patterns of work and authority. AID's 

experienc with pro joct implementat ion il lutrites its 

coming to grips; with adaptive management behavior in 

Barnard's trins. Slince the abortive attempt to install 

the PBAR systen, AID has had no standardized system for 

14Chestpr Barnard. "Th, Functions of the Fxecutive" (1938) 
-,, Jay .4 Shafrirz & AlbN-rt C. Hyde(Eds ) (Oak Park Illinois. Moore Publishing Company. Inc.. 1918), pp.48- 52" " ' 
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project monitoring and evaluation. 15  Nevertheless, much
 

internal conflict between "blueprinters" and "learning
 

processors" persists over what data is required for
 

monitoring arid manoietenlt,th mnd a hiuh level of tension 

is perpetuated. Even though AID's rhetoric supports 

flexibility, the adherents of bureaupathetic behavior
 

hold the advantage and without constant attention, 
1
 

operational arteries harden quickly. i
 

Z- -TQwrd* -an -A(IQtUYQALvL1Qg 

Barnard's emphasis on managerial behavior instead of 

organizational structure a; a focus of attention for 

improving operations was continued and refined by Herbert 

Simon. "Mnrqr" s, i -imon, wer't b.ettor described as 

"Administrative Man" rather than "Rational Economic Man". 

Even accepting the prerise that Administrative Man had
 

the objectives and interests of the organization at
 

heart, Simon noted that human limitations impaired man's
 

bThe I o ,,f rammn,. pvr',t-t s i-; a p1inning reqlti ren.nt, and 

or i nitat i on in thu fu ridair,,rtl, of ,oin. :nan.iitme,'' r t techniquei1 is 
ocC.V.ion.l l v itro 1.'t,1. 1inolI viduilI ,r, !-ct ,II icer n are encoi.ii,t-. to 
u.. whar..r ,pproich .i.,.ms , pr,priat (or 'r.iv h,, requl red by others 
in the h.imr . ,i )iiri I! ,uI.Iu, ,91.sicri Directors or Prowgram 
)fficers,) for monitorinig .ind -.valu.itioni A ri,,w i.11t iti'e to improve 

,. in. ,t- . ml [A i.t lmi *,mksho ,." hbet-r and"iromr oiii h.ts !,.v'loped 
', r ,w 5* to; t , ,ht to A ID t '1 , ttic ' 

6i . , \ D's. ,,;.-r ,,.t i ,1re, ,;,'t-gia1 hic.il I it ,.r,, I, the 

mnto 'r:ni r'apmmremslnis .,'.' it ofth torm and ;mubsrat* tr , tii-on, 
to r',ion. ission t) mission. and in ,"i v InmstanCes induividual. to 

I r. r.meti ntI I 'I ]oinrev the ,most p.r-: stint rqu [i s for 
inti -i&t (r appiair !o rw.Ilv. ar,nmj prin, ,ct ir.rnc taI srt us. r.the r 
th.in Wtk a-, , m.;lp I ,;m*. , mIt -.. r%ir' , s dul irlmm 

I/Deh it. on p-liciems ,u oper.timriil F;iidelines tis InIti.0 

oirmn ari coll#*,ia l Once ymuidell ies ire committed to writ lyn however 
(in .iJfuks for ,'x.im~ip .,. tlexilbil it v is tmsu.allv scared oft -- or 
drivn oit -- by th* "amthminable iiz_.I citatinn ot chapter arUd 
v.,I ' 'he n't - fiect i . a re iTi o rc .m t of t he rat tonal sys tlvii 

v 

http:evaluation.15
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ability to perform rationally.18 Since it is humanly
 

impossible 
to nbtain and p-rcetve all the interrelations 

of a s tuation, :m r I t.,o)F, idA t man -ould do was 

"satisf ice" -- i .e. make an incrementa I , sub-optimal 

dfcision basd an part ili kno' ledqp. Simon labelled this 

limitation "hounded rat,.-Jnaiity", l'i 
Thf :rIdi t erIa I r it 1na closed syst em view of 

bu rea u :m,7.1 :. 1 1 a,;.o 11 1 ,d by An thon'y )o.s . Downs 

saw that th#- rianil.',t on Jid riot have control over the 

resu It! of it.:; own ict ionr;, nor oth-er!,s in the 

env i ronmnrt. . hu!, -;nno cone;kquences were unpredictable 

,id !h' i,..-d ii- :.. or m,' 1.b't:;n1:: n rt ovor,d by the 
r'Ule-i,nk. ] :.o'" ,ira,'l , I. :;1 of-nak~ni; l s .lrt isi.;[1ci1nq) 


fl ow)DI:;'e r I / ldapt 1Vetu 1n :;' lan "control" 

proces. Ih i s -o; recoqn i,mole1 that some interaction 

mus t occul* 'I th the eyterni I -_nvironnont, and that 

individmal, mu;it ,.,, icc rl.d :o. ,, pie t 7 tO exercise
 

Independent a-t io, ,i serfct ion ind judqement.-'' 

In es oencr, [1 ' codicil. is 11 "(jap-straddler". On 

the ono, hand, Down:; :iknow I edqe', the potent ia I for 

H,. tAHt rhid[diition (New 
,r,~ Th, Pr.'., . p 

l 't,h p ii'1t 

Ai* lft! . I's,1,-s j., t of otd,.rs .2 He ,llows his 
' 'l, } h ,flict it#. I sel,cts

-errtail ri. '. r:is,, 1 .'. , hi s irdi.t.I periaornmuic . He 
ieeks ro ,i-',u .et wh.tr im, arol Iv e'-n (done it I)o'tr 1evel as ai 
I'ti :4[ .'. hr'r !' , . :, He c-, ai *i 01, 

i I.I, is ;:rtal Iter irl ' % t) He de l.'cide- i ,h' r 

I" ,ri h1 ettcts 
his ) .11h "1 

t h ', ~~' .t, . it.. t i., en' '..h to le lttize in Mnrle itrentioi, 
Inet t b o1l 1 -v kap:ov.ved b caus, ot sev,r,e otst clI'a i.e 1r I,vI "o Iw 

' u.1,,-1i. ,I p .1 tl ,;,t't.,.Ive and .ipahlr ot bel) I iproved by
furrlhr i, In the lst ca,v, he i:.uoe urt ,r ord-,rs, 

t | ! Stir,"e-.titnv' '" 1, tv.,t1II .~ci h !| l s J [I. , Ia " Aritnvlt tPnis.lo 11 dppal 

i 

http:tPnis.lo
http:rationally.18
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fallibility in implementation 
 and the noed for 
interactive mnitorinq, evaluation, and adaptive 

corrective act ion. On tne othr hand, hP. adheres to the 

preponderant ts;;irt -on-; .,t I!It.,rIIaqv moet theory 

i.e. that .nd i 'idua ,; in tho! hierarchy wil ittempt to 

attain orani.'ationl ,)t)et[ven and wil. be responsive
 

to oLr- a,; frOa aI)V..
 

S rvmo'.acon -Fpt of bo)und,-d rationality -- presented 

in 1 14; - ;-; 1,v 1A. i ' t 1rnmI"It)I ch' I I .nqe to the 

rati onal nm,Inaemen t - chooLI tnd i nten s 1 f ied the 

retxam i n, t ion a I c o ,] a!" I anIon - I further 

* en1lt u I'('t; ntc opon aduaptl e :1naqemernot muile In Simon 

al;o ,hiftei, the rho.ort Il lelite nf r;tt ional ity versu; 

adaptive iurvaucra:ic bht ,iVa- to I ditterent paradigm -

one 'hat i z itLan Q)Lt[ rat her than I (:1 o!ned .y,;tenm., 

De;pi t, c on:sumi nq interpe;t In rationality, 

et Ic ncy a nid ny-; tematta prtea.; , Simon ohbnerved that 
orqin I.',it.1,r, "r e ;- nt I I I I Y ;in t f , " ,ont and 

inet t e-t iv , !hai!; ion-mik nq network-; with expertise 

qener I I1 y ,;,-at terd t hroulhotit th., !;tructure, rather than 

cot wentrat,(1 at thet top - - a ; a;.uned in the clansic 

'~~~~p- Il)'V b 


S1 ; ,'. l , ! ' tv'I ",t hi 
 I I 11 .1', 1''' ,I '' WILvt 'I t h. 
Ii "..- I. i i Ii ri S , I i s r.t i .: 1 1 si - ' l A It I: % . r,, i.,i I I % 1- i * # . ,r Ir e, cI iI t, ha t h. ' } r lId I II S I t[ I %

1 r't4d I :I I !II W ,'p,a r a It, ) -..;A [ l t Ir- p , 11 n' t II I'I " -I t h t -)r 

1;l'. ,t ,I a w; 11 n " ,I' s 'r I ! lt, 7 1;1 er r; I I.s, ; )rht 1 r s .ti 'Ia ' I x t. vAi I. it~l~! t!- ' t rvi.,h I .w 
I I% TI 1 1 ., 1.. ". .1 t .i t u; t :. .'sl l tit ind . "i , . . t I Tt i.f 1I I 5s'r d . Ian, i l I. -t rt- ,I I ta t ,ivr

d r , . t l . rlt . *, Ih T ,I s lt rinl. ti t I f I or s , r ; It t I t tc 

r.vc .. l;- I - i ', . Il liois TLue I'zlvsri tv At tI h I , i' t Pi's, 



40
 

bureaucratic model. Simon thus introduced the concept of
 

a biological "open 
system" model (which must exohange
 

with, and react to an ':nstable onvironment in order to
 

survive) as an alternative to the closed bureaucratic and
 

machine models.22 This pattern of scattered expertise
 

and decision-making is also evident 
 in the AID
 

organizational s;tructure, 
which in turn impacts on the
 

programs and projects it fosters in the Third World. 23
 

Contingency theory links the earlier discussion 
of
 

the environment with these models. Contingency theory
 

states that under different environmental circumstances,
 

different p-nciples of organization and management will
 

emere..24 A number of dve lopment specalists have 

pursued this direction. Jon Horis proposes for instance
 

that 'ahere the infrastructure is inadequate and the
 

environment is inherently unstable, 
 one should heed
 

11chman's "optimal level of ijnorance" approach and first
 

determ.ne how li:l' information is allyne for 
management purpose;, 2 then devise - l_at Q.,l.,,, 

/2.- Ibsen 5utrre I] S ,;,r er h or. jn . 2, 0I-£V, a P ar .Wt zm5 ind 
¢£znl~t- 'Pr:ssourn. New H}aomsnire, d~etiiezanr. l'9/f),d[. ;~i 


p, J'
 

23 A i ,s-i ent i,1/tr:,id of p technical and 
administrative %upp,jrc elements Pro 'cts are predominantl'y designed
for a t,.chnical sect Jr in a veovr.aphic-.specif ic hterarch,, but 
project otficr :u~t )btain :,chnrical and ,ad~iiii.trartve support as 
,eI1 ,s numerois "cI lr.ance i" trom a wide varie-ty ot other 
spvci. ,ists an reviewers "necworked" in a loose matrix throughout
the Agencv 

2t,. : i1v , Lorsch Qiai.aniwrende tn _aJ.!n: 
''aabrtd;., 's HL.va l ;radii.-te Scnool ot 6usiness Aoain strarion 

'51n effec , :he L2t,0 of Siert's bounded ratio t.litv See 
Jon R 'j., - (( ominrgton.Moris, gi r, z 3 1 aa a 
Ind.riaa 1ntrrtbii ral Dvej.Hpment Institute. Lr'.diar.aUniversity.
:'.I) p 45 

http:determ.ne
http:World.23
http:models.22
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for gathering the essential data. The "Training and 

Visit" system of the World Bank for agricultural 

extension programs is another attempt to apply a 

contingency approach. 26  "Rapid Reconnaissance" as a 

"quick and dirty" method of obtaining essential 

information is yet another recognition of the need for 

adapting the approach for gathering data to the 
27
 

exigencies of the situation.
 

Some theoretical synthesis -- suggesting that a 

mechanistic system was appropriate for a stable 

environment, but that a dynamic environment needed a more 

open-ended, or "organic" system -- was proposed by Tom 

Burns and Graham Stalker:-


A mechanistic management system is
 
appropriate to stable conditions .... The
 
organic form is appropriate to changing

conditions which give rise constantly to
 
fresh 2 roblems and unforeseen requirements
 

From this perspective, development projects are
 

clearly experimental and should be implemented as an
 

2 6
1t requires extension agents to keep a diary recording visits
 
to farmers, advice given and problems raised, but minimizes formal
 
reporting. See Daniel Benor and J. Harrison, Apricultural Extension
 
The T pni'and Visit System (Washington, D.C.: The World Bank,

1977).
 

T
27 rxzni-ation and Administration of nterated Ruril
 
Develogment: Raoid Reconnaissance APoroachies to ,ranizationa1
 
Analisis _or Development Administration, Working Paper 0 I. AID 
Project 936-5300. (Washington, D.C.: Development Alternatives, Inc. 
Dec 1979).
 

2 8
Tom Burns & G.M. Stalker 'Mechanistic and Organic Systems" 
from The Manae-ment of Innovation (London: Tavtstock Publications. 
1961). In Jay 4. Shafritz & Philip H. 'hitbeck (Ed.). Classics of 
Orzani-ation Theory (Oak Park, Illinois: Moore Publishing Co.. Inc.
 
1978). pp.207-208).
 

http:approach.26
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2 9
incremental learning process,
 rather than mechanically.
 

As Agarwala expressed it
 

Successful cases of development art 
distirguished by the flexibility of their 
planning. which sugg':sts that strict
adherence -o plans y y nor be a virtue in a 
changing sir-aation. 

For the most part, however, the practitioner's reality
 

has not yet caught up with the state of theoretical
 

awareness. 31
 

The dilemma is that the learning prccess is
 

inherently difficult oractice the
to in Third World
 

setting. The project design process 
 is essentially
 

caDtive to the blueprint approach due to bureaucratic
 

organizational and 
functional demands for delineation of 

responsibility and accountability. 3 2 Donor crganizations 

(and those who fund them) want know ahead of
to time
 

precisely what their assistance is buying. Once a plan
 

is agreed to, recipient governments are legally bound 
to
 

the substance of 
 that plan by a project agreement
 

21See for example: David C. Korten, "Community Organization and
Riral Development: A Learning Process Approach. " 
6,sin str,.ti4n Review, (September/October 1980), p. 497. 

30Ramgopa l Aiar'ala EJa,£Lnt' -iLe VtvtIpifl, _ llit e5 LeisSons 
90L.-._Lxr :,, ~'orld Bank Staff Working Papers, Number 576,Management & De.elopment Series No. 3 , ('ashington, D.C.: Dec
1983.), P. 13. 

31L von Bertalantfv proposed a "general systems theory" to
conceptualize and rationalIze this process. Set-: L. '-.on Berralanffy,
C e ai (L- York: Braziller, 11)68).

3 2 The U.S. Agency for International Development (AID) even 
titled its overall strategic plan a a luepLint for D,-v-lu !!
S rra t,,iLzLu.the Agen'v for internatlgjij Dey.l). Agencytor International Development, Washington, D.C., 20523, (undated,
circa, I 984i.) 
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(PROAG)33 -- "except as AID may otherwise agree to, in 

writing". 

Furthermore, since most Third World 
governments are
 

very hierarchical (with power concentrated in the
 

Ministry in the capital city), implementation is carried
 

out in the field with minimal delegation of authority.
 

Thus, the function of regional/provincial/field
 

management is to adhere to the plan, and 
follow orders
 
from above. Where information systems are employed at
 

all for monitoring and managing projects, they are
 

predominantly used 
to identify performance shortcomings
 

from what was planned and "back on
to get things track",
 

rather than to improve awareness and adjust objectives to
 

that which is feasible.
 

In this vein, Russell Stout makes a clear
 

differentiation between "Management" and "Control" -

terms 
 which most writers and practitioners use as
 

synonymous concepts. 
 Stout applies the term "Management"
 

to an unstable open environment where there is little
 

certainty in events, and adaptability is the order of the
 

day. fie reserves the term "Control" for stable, closed
 

system situations where conditions of certainty exist and
 

rationality rules."i In essence, Stout's thesis is that
 

control is only appropriate under conoitions where
 

certainty about tacts ard agreement on values exists,
 

33
The 
 "PROAG" is a specific USAID-Host rCuntrv agreement.

Other donor orguln1zar s have similar tormal documents spell outto 
the substance of their agreements. 

34Ru 1sellStotit. Jr. anaMgecnt or ContrgLTa 1

CbiLI-n e (Bomington. Indiana: Indiana Univeruity Press, 1980), p.
4.
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while other situations 
require an adaptive management
 

approach.35
 

Critique of blueprints and controls has been pursued 

by a number of development specialists. For example, 
after examining numerous development projects at every 
stage -- from selection and design, through monitoring 

during implementation, to evaluation -- Dennis Rondinelli
 

faults the use of rational con-rol systems in an adaptive
 

environment as inappropriate:-


The compreh~noive planning arid systems
mvinagement techniques used during the 1960s 
and 19lOs were aimed at controlling
development activities and are Incapable o 
coping with the complexity and uncertainty of 
emerging problems. rmphasis mine I They do 
not encourage th,, flexibility,
experimentation and social learning that are 
crucial to implementlng complex and uncertain 
ventures successfully. 6
 

While acknotledging the perceived advantages of
 

traditional management techniques for planning, David
 
Korten 37 -- another prominent author with extensive 

"front line" experience -- also condemns them as too 
unresronsive, given the complexity of the rural 

development environment.
 

35111 all AhL _iualt[i . Stout cautions, the need formanagerial approaches predominates Stout's concern is that managersall too otten do not recognize the distinction between these
conditions and inappropriatelv attempt to force compliance Insituations where a high degree ot ambiguity exists - either inorganizational values, project objectives, arid/or means for attaining
them. Such actions he iabels 'Premature Programming'. 1bi2J.. p. 105. 

3 
6DeinI s A Rondi ne 9py'i J'i. .ev- als, ce 

Liv J it (New York: Methuen, Inc.. 1983) p. .vili. 
3 1 

Korten is a leading advocate of the 'Ltarnin Process' schoolai a long-standing critic of the more tradItional 'Blueprint'
approach to develo m.nt project design and management. 

http:approach.35
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The blueprint approach has an appeal ing
zense of order, specialization, and 
recognition of the superordinate role of the 
inte lectual which makes it easily defensible 
in budget presentations .... However, in 
rural development, objectives are more often
 
multiple, ill -defined and subject to
negotiated chaige. tak requlrements unciear, 
outcomes ,anbounded bv time. et'i ronments 
unstable, and costs unpredictable.
 

Despite their aversions to applying blueprint
 

techniques 
 to manage development projects, both
 

Rondinelli and Korten nevertheless acknowledge the need
 

for project monitoring. "Careful attention must be given
 

to . . . collecting baseline data and especially,
 

monitoring and evaluating the project to determine
 

conditions that influence success or failure." 39  
 While
 

Rondinelli rejected 
 blueprint techniques as
 

inappropriate, Korten's objection was to their misuse.
 

Effective strategic organizations normally
have excellent management information and 
control systems. But these systems are used 
as tools to guide action, not as weapons to 
force compliance. Control systeLas provide

rich and rapid performance feedback to all
 
organizational lev O in support of self
corrective actlon.s 

Stout also allowed that "managing does n preclude using
 
4 1
 control mechanisms when appropriate" [emphasis his .
 

3 8 
David C. Kort-n, "Cornuuitv Organization and RuralDevelo uent A 1L,.rriin, P'roce,;s Approach," uiblic Admtnlastration 

R#-vie (September /October 1980). p. 497. 

39Dc-nnL; A. Rondinelli. ydonnt Projects i, PolicyEx ertsljs (New York: Methuen, Inc., 1)83). p. 20. In their
intellectual abstractions, however, both Rondinelli and Korten have
glossed over the mundane 'ho,. to' aspects in favor of describing the

theoretical setting in which such monitoring should be 
practiced.
 

4 0 David C. Kortrn Strateg-c Organization for People-Centered
Development,' 1ublic Administ Ln Rvity 44:4 (July/August 1984). 
p. 348.
 

4 1 Stout, Control? Organ__pron.ze The zatinal Chall-nge
(Bloomington, Indiana: Indiana University Press, 19bi)), p. 16. 
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Given the diversity of economic and social
 

development projects in so many different settings, there
 
' 
is no "one best 'Way,' to obtain and process information
 

to monitor, manage and evaluate them. Nor would a
 
13 
Procrustean solution provide much comfort to a hapless
 

administrator. What is remarkable, however, 
 is the
 

dearth of substantive guidance about management
 

information systems for development practitioners to
 

follow.
 

Robert Chambers provides a refreshing perspective on
 

management in the Third World development environment.
 

An ardent advocate of innovation and flexibility, and a
 

constant critic of traditional bureaupathetic behavior,
 

Chambers nevertheless makes a strong case for formally
 

structured progress reporting and feedback in Third Wo-ld
 

development projects, based on his experiences in East
 

Africa. 44  Chambers describes a "PIM" (i.e. Programming
 

and Implementation Management] system, which embraced
 

some aspects of formal blueprinting techniques
 

421n the Frederick Taylor mode.
 

431n Greek mythology. in a perverted attempt it efficiency and
 
"truth in advertising", the inn-keeper Procrusteus reversed 
the
 
normal perspective of "service to the client' 
and devised "one best
 
way' to ensure that the bed in his inn would accommodate anybody

perfectly. He met the needs of diverse travelers by "tailoring" Lhem
 
to the bed -- stretching the ;horrpr patrons, and topping off the 
excess of tho!e who were too large! 
 Thus, the bed was always a
 
.perfect fit" for everyone.
 

4
4Robert Chambers Manaring Rural Dvelod 
EAritnce from East Afria (New York: Africana Publishing Company,

,'011.) 

http:Africa.44
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We did find thp first stage of network 
analysis to be useful -- identifying and 
listing the operations to be carried out, and 
this was Lncorpirated as one zomponent of the 
system ... We ialsol adopted some features 
of a bar chart monitectng system, upared 
through :nrithl v r t '4rt " 

The emphasis ot Chamners' approach is in holding
 

meetings to review information and dis issues (rather
 
than impersonal written reports) and using formal
 

management review and monitoring procedures as leverage
 

to secure better performance from government staff in
 

rural development.46  The parallel between Chambers' PIM,
 

and Downs' Control model is quite evident.
 

In summary, program management in the Third World
 

development environment is complex. The traditional
 

blueprint models which work well for monitoring and
 

controlling stable situations simply cannot be
 

transferred in toto. Development managers must herve some
 

flexibility to respond to feedback, and adapt the system
 

(and even the project objectives, if necessary) to cope
 

45IbiJ. p. 42. As Chambers sees It, a full PIM system has
 
three main components:- "a programming exercise . This is a 
meeting attended by all those directly concerned with implementation 
at which they jointly and freely draw up a phased work programme for 
the vear; a management meeting . . . attended by those concerned 
directly with impl(ementation. lwherej progress is' revtewed against 
the phased work programme, bottlenecks are identified, and remedial 
action agree+i upc ; an action report . . stiuOarizing briefly the 
progress m',de and problems encountered, naming those responsible for 
action, and sent quickly and simultaneously to those concerned at 
different levels in government." IbLd., p. 43. [I would add a 
fourth element -- a "hack-channel" accessible to the intended 
bei~eficiaries. Systematic feedback from the intended beneficiaries 
opens up the managemen~t -system- and gives it the capacity to be 
responsive to the environment. Two key Issues are 1) whether the 
program is perceived as meeting its intended purpose (whztever the 
level of its achievements), but more importantly (for adaptation
purposes) 2) yhether 'hat ourrose is still 'erceivedas a desirable
 
otjective or should be supplanted.]
 

4 6
Ibid.. p. 149.
 

http:development.46
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with a wide range of physical obstacles, human
 

constraints, and ever-evolving priorities.
 

Regardless of whether a blieprint or learning
a 


process approach is utilized, the function of an MIS is
 

to effectively Integrate information from multiple
 

sources. In es;sence, Management rnformation Systems 

"unbound" rar- fers and expand their capacity t,. 

assimilate data. "The essential criterion of an
 

effective HIS is that it provides accurate, timely, and
 

relevant information to management for planning, decision
 

making, and control."'
 

Whenever a program or project'8 becomes too complex
 

for a single individual to handle alone, responsibilities
 

for managing the process and performing the technical
 

work are generally separated in practice. Different
 

people (or organi:'ational departments) Le given
 

responsibility for particular aspects. Management
 

Information Systems have been used extensively and to
 

considerable advantage '4 in the private business 
sector
 

Ru.',I. . 1 
'ranc isco, Ca. Hold,,n-Da v. Intc I ) p, 1). 

4AAs indicated in the Forewjrd. a project is a gFuup Of ciearlv 
related ta;k , o i:.iri.:vd and n-n,rr, to m-eet particular objective 

119. .J I,-ytIk -ij ,!t:Avzn'.An: _. ,:af (San 

gd a 
within a given time-trane. ht..reas a program is usual v somewhat 
broader -- o ten a col lvect 1in of under a mana erprojects coru..on 
each of wh.ich in some wav1 supports a continubng or overall objective.
For example, there aLv be st,%eral projects -- to irrigate farmland,
provide farm-to-market roads. create farmer cooperatives, develop

credit sources, erc et, aill of ,hich may be cnmpenents of an 
overall program to attain selt-sutficiency in rice production. 

... J. Riley defines a MVessfujas *th.t can be.IS one 

rofitablv applied to major areas in the organization, is widely used 
Y satisfied tanvers, arid improves the quality of manage r 

performance". See: 4.J. Rilev. (Ed.), Mjrapvment Information Sysems
(San Francisco, Ca.: Holden-bav. lll), p.
Inc.. V.
 

http:t:Avzn'.An
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but their employment in Public Administration (and
 

particularly the international Development Administration
 

arena) has been quite limited and generally
 
°
 

unsatisfactory.'
 

In my opinion, this performance differential merely
 

reflects the le'.el or attention paid to, and the amount
 

of experience with, DMIS applications. In many respects
 

the difficulties encountered in Development
 

Administration todai' aro wimilar to those Laced by the
 

U.S. private sector almost twenty years ago when it was 

observed that 'no tool has ever aroused so much hope at 

its creation as MIS, and no tool has proved so 
51
 disappointing in use."
 

Essentially, the purpose of a Management Information 

System is to tj_-ipt and communicate information. 

Transmission can be of three types:

1. Semantic/informative -- to convey meaning
 

2. Affective -- to change the recipient's behavior 

3. Technical -- to transmit meaning 

50See: Guido Deboeck & Bill Kinsey. inain InformatLfo 
Ru-al- (.ashington. D C.: World
Bank Staff Working Paper No. J/'?, March 19H0) Also Guido Dpboeck & 
Rorild NF. M-onitorn Pv &nIn Eas (Wishington.
D..C: 'ored Bank Starlf Wurking Paper No. 439, October 1980). 

51Willia= M. Zani, "Blueprint for MIS". j{arvard 8u!jn__evew 
Nrvember-December 1910. 
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The semantic and affective aspects of data and 

information . ar,? both highly subjective human activities 

with much room ntorpet. :n ,nii error, butfor 	 t ind 

Q--Y 22 nginee r _oand i.s I n,,cessary 

precondition to communiCatirici the semantic meaning and 

affecting the receiver 53 :n the manner intended.
 

Communication ha:; t.oen 1.fin1i .,.; 
 i f 	 ye .tp prrcess in 

the 	successful transference of a symbol from one point to
 

another. ,
 

1. 	Source - the data, information, or message 
to be sent 

2. 	 Tran!;mitter - symtnl- ic coling of data to 
facilitate transmission 

3. 	 Channel -- the medium by which message is 
sent 

4. 	 Receiver -- reconversion of the message 
form/symbols for the intended recipient 

5. 	 Destination -- intended recipient
 

A formally-stiuctured blueprint-type management
 

information system (HIS) is th, best approach to handling
 

52D.ira ir,. ;v:nhlic nt ,.i ,.; - ,: inhers ' . 1. or lan tuiage
St it ii, i S t ,1,i i, .d a,! in.*d in .1jo , c ;1 , i wWay to 
represent id ,;, evrit!. 1)r ,idinhnysare ot ten tei ried to as
facts 1.snlat'd pi(ri.,S of dati usallv have1 llttle sI;,llI icarice nut 
of COtt"\t oltrmziit loll a ccmtilte i- orI', m:n.in;ntul c2: - n.ws. 
fact:;. or .ath.r.dt iuzes. id-.,; 	 .iowle, in in,, W.av ( Including
infer.:ti2 , e .r,'d r-- in. 1;;; At da,, which has rel ,',ice to a
sp' ciflc t.ltrlon it sold ne noted that neither data nor 
informition is nece,;sartl, ,iccur,ite 

1111:j?1 r'ind , IlIlinois. Th,: Uiivvrsitv ot Illinois Press. 
1,059), p ,A and :; I Hivi''K wa, Iain',iua e in Tioijiht arnd Action (New
York: Iarcourt, Brace & r'Iorld. 1949). p. 32. Jt.d in Charles T. 
.Meadow. Djs Ana..vs1 .2 (Ncw York. Wiley & Suns, 
Inc , 19b), pp 3- 4 

"See Meidow's citation of Shannon & 'eaver . ibid, p. 5. 
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steps two through four, with consistency. The human 

element is the critical variable in informaLion 

transmission. No MIS, no matter now carefully structured 

-- can exer: se ,';.jver thr%e :I ;t d d 1,1;t -.teps of 

the cnmmunicaticn procss;. Thorp is no quarantee that 

data transmitted completely and 3ccuriteiy rpres;ents the 

st'nder's intentions; neith' r can h MIS ensure that the 

recipient will interpret what is roccived in the manner 

intended. .hus in MlIS -,innot m r:ca y relirel ed upon 

as the only source of data for monitoL'in'] and decision

making, 17t is only i supplement to informdtion available 

through a variety of other sources -- both formal and 

intormal.'I 

There are also basically five categories of 

lfl~_rn{LUg_ which are put to different managerial use, as 

follows:5t) 

L~~mt~n - U_9b_~nqmn 

1. Descriptive -	Monitorinq & implementation
 

2. Explanatory -	Model buildinq
 

3. Predictive -	 Planning & forecasting 

4. 	Evaluative - Corrective action, and future
 
planning
 

5. innovative -	 Hypotheses for future planning 

5'lInfornal informatjon Includes opinions, judgements, hunches. 
intuition. hearsaY, personal oxperience s, grapevine inputs and 
outputs. f',ssip. . J (Ed ), ,Mdyj = t tntormation-t Rilev. 

f S,iTn I Inc - ". -a H I Ide 1 - i,'. 1n7 . 1 H I . /I . 

56AI f r,.d R Oxent-ldt . "El.,ctjie D-cision Making for the 
Business Executi'. - Z.i2i2,c0iI._i ._§.w Februisrv 1918, p 27. cited 
In 9 J Rilev. jd I~ rV '_ j (Sari Francisco,
cai Hol ,n ti. !n I 4 I ) p t, 
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While d few Managlement Infurmation Systems have been 

specifically desIlned to deal -th all five 
categories
 
slmultaneou:;ly, me.,;* s7;.- l!;s r, ~ ~ ,: ( '.ghlighting 

certain aspoecto over other;. 

A~M LT§TiTYQIM __ 11 

Manage.; deal with two general typ-s of activities
 

-- continuous progt am operat ions, 
8 and terminal 

pro ~rtt:. Whit,vl : ,:- e tok, -- imple or 

complex, one-of-a-kind or multiple/repetitive
 

accomplishment 
-- terminal pro]ects are activit.es where
 

Specific Obpective,; are establ ihe-i which 
 the
 

organizaticn is held accountable to Completo within a 

q".en time :rir,_,:t i'; tt,?-e ttrmlnal types of projects 

D . I '., It.:1 , i . ! )r pro ic t .torl I zwlp,i and 
" ,pi*rt .rlt I lT -i - t!Iv , ' '.' iU	I %.!ich thi stud , f cusises -- is 

tt) bt,in. I-% it consists of-]l , L tl" , S -	 .' 1 ' tl d -,.nli larTV 	 , W%:; '. pr "(,i r~al e data 

eleme , I'I T .i,.t; In pte,]ctC.iblh ... i th rC1 vi.I1,' little
 
: It,, 
 ; I t 'I : . ,r ;t .: i-:.' -! i i, rr: s are 

:';IIri ; .* l. ",I f l s'a'S(,, . A l ld * T. I tI.kg . 
*r .. i* A: .-hict .lr, .ider I led 

I -",! I 	 , ".':.[ ' I rr haveI: 

1 i 
: 
.. 

', )l 
. 1 

1 "1 I € .i f.* : ''I -. ', S.r.41,, .lg [I . I IP'S,rI,)*e use1i1 .h * - * c * - -s et i ar 

r.. CI t 17T 	 rI 0 .:1 1i~ Vnr Io-t 

i r ' r : ll, IIth ,iu '. i CT.I c e 
" : ' ,; 1 .n I TI1" .IT ra 1ii 1 . i . .#V HvIl th 
r kr,.I , .S, "'*. . il s i ,. , . such as-,.,. [:".-I' -I i "% ! ,);-rai, ''€." " z lvn nt*I" I Pirticular
 
I '., I'rI;, :rl aI '-t:1t.. 'w," l~s" " i [! 
 :,w r 111 +. ofi 'l [
-M. ' I' ,. , r tabi nig A ,tr.ork )tF ;r .i:i tv C irnics 

. lk iA to ,,I r".-',*; . , , tal. ,u , - ith C'Ire C.ont r" 

a ! Farm-

http:activit.es
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that Development practitioners have had the most 

difticulty in manaqg.nh. 

Whether they are tor blueprint or learning process 

purp(-; es, Mio, ;,I 1un for terminal1rnit Sv-;teMs 


project; (,1n t. ,-at.oqorized into three types" )
 

I. StatuS 

2. Control, or
 

based or their level of complexity -- from relatively 

suMple, to hiohiy .:otmp10x. From the layman's standpoint, 

however, it should to !vccqni ed theri even a "Status" 

system can Le quite cmplex to administer. 

I. Thv Stotu:;_ Mj:jJ: At tne :-.,t'vely sirmple end of 

the MIS spctrumr r " h , jl 

of the pro,,.c-' "":t.tu2;" oy ten rrov,:-J, in overall 

ghnnt wrcT,',ot r.__tQpicture of aroon;l '-th ¢p ' Q 

~fI ;11-%**.11tF 'ot '-M in i IjO-Is of 

'I'i lat'l,' ,lt I, ?U . , t ;t !- cai1/y't)(IIr'od 

as sem ,<I 7r10 

'IIMELIHL 6Zym. I CQT/S.LTA'Thj .5 mf-ziQ 

On Tim,, 0 A!.; Bud,,tted 0 

Ahead ot h'iu ,- Ur'd.- l uJ',!" + 

Behind Schedule - Over-Expended - or I$] 

S:!a'I:.i ih. I 1 'prr. . A1.;ncv tur international 
D, '. pl*;zew Apr'l I % '.
, ;p 

..iar : r , ; qan t Ur Mlost4. ene Char!s. PERT/CP.4 
[.1!,.. - t ,, e. 5d' vat , ; dw't ". acco rit Ing SyStCmS 

http:manaqg.nh


Status systems are based on the "Management by 

Exception" concept, i.e. certain operational standards 

ire pro-estah ih,, and ;,2rmlsiblv, :.mits; :e-hfined 

(in th i in;;tance, t ,.n, and,'or co;t t rt' t:,j. A:; lonq as 

pert Drranrt 1:; within acc.ptabl.. imitn; the manager 

dues not intor:ere with opritor:., tnt when p!.r/ormance 

exceed! the,:;. I : its (tr hettr .or wcr.e ) the manager is 

•ntcr-n.--!, :! : h .i1. in,, Qtn2:n".I A" tl', and 

appropr iate cor:t ye act ion in taken. 

A St.tS system clear 17y el ineates between 

manacer,..i and tchnica1 ronponsibilitie.u aIsfQ__ 1 
,ttasin jz" :wzaj'.,, to the project maraqver, or the 

OM. N t .,: t : ohdu'i,.coU;t ;tItu:;. Only minimal 

infc.-; or: "; cunv/yed to identify bottlner ci:s -- i.e. 
WhiCh activity (or series of activitie,';) it critical in 

term:; of the orimlnal1 plan/schedule. Additional details 

6
miuSt )e obt iinoAe out';i le of thfe .ltatun MI.; franework. ' 

he rtund~anntai --nncopt ot a Stat'jsl-,; iO; that the 

manaqer !chn;U ,d o2nly gJet Involved in tec-tnnical operational 

detal; -hn tWe re)jVct ecu:; Cut Ut control. This 

division t lai!r Lot..u..n the nanaqer and the technical 

.ta . .. t,, ., ind works 

well" A=; 'vi 2mt.. |n i .l rw ( in terms of 

w'hat to do .kn. hw' to ,!) It ) . I
 

,A."2 A. .1 nys temil '..Ik y , "it hld,,ed , Statu; 

,an I of.0" 0:1,-I' !,i I, ri%. tit. ,a . r not *Pvn lnformed thed.'ire.' 't '' I ii, , 

A rim'eriuj, rher technical reports int communication channels 
for diLa inliv chan,.. ex1st within an org,.rinT:arioni . ft Cou1%l , bsti the
St .Nt % th,. k.*v -VstrT u herebv pr-,rjam project .ccomplishment
Is c,al sc.,!, me sured. oi',ritoted at.d . naged 
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is almost essential for 
large and/or complex projects as
 

it relieves top management of the burdens of technical
 

detail, enabling them to perform their primary of
task 


management. It important note
is to that while a Status
 

system provides management with feedhack on 
the project's
 

variance from target, the manager-decilg§ what action 
to
 
64  
take. Status systems are insufticient, however, for
 

managers with 
strong technica" backgrounds who are not
 

comfortable without regular access to the 
 program's
 
6 5
 

technical content.
 

2. The Comprehensive MIS: 
 At the other extreme of
 

complexity, "Comprehensive 
 Management Information
 

Systems" are almost open-ended, random access librari-S
 

of technical 
information, which attempt to systematically
 

anticipate and capture a wide variety of 
data which may
 
6 6 
be useful in decision support .systems and/or provide
 

insight through simulation projections. The data in
 

64
For stable. *closed-system" environments many decisions can
 
be pre-programmed and the MIS functions 
in a self-regulating, servomechanistic manner -- much like the thermostat on a heat-pump which
 
provides heat when the ambient temperature is "too low". and airconditioning when it is "too high'. The actual ranges are pre
programmed, but may also be adjusted.
 

6 5
Technically-oriented managers 
often have executive officers
 
and/or administrative assistants to 
handle the other managerial

aspects for them. I do not wish to 
imply that this is either good or
bad management -- but merely an indication of variation in program
situations and individual management styles. 

66Decison 
Support Systems (DSS) are essentially models which
 use available data 
to generate alternative solutions to hypothetical

"What if" problem situations. Their purpose is to increase
managerial effectiveness in "off-line" semi-structured situations, as
distinct from Status or Control Management Information Systems (MIS)

which seek to monitor and evaluate projects by increasing clerical

efficiency for structured decisions. 
 For a more extensive discussion
 
on Decision Support Systems. See Robert 
P. McGowan and Gary A.
Lombardo. "Decision Support Systems in State Government: Promises and
Pitfalls', "Public Managemsnt Information Systems', Public
 
Aini~trarinn Peviw, Vol. 
46, Special Issue, Nov 1986, pp. 579-583.
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Comprehensive MISs are usually more technical than
 

managerial in content, and are far more detailed than any
 

single manager COLId absorb, digest and/or utilize on a
 

regular basis. Nevertheless, with a probing approach in
 

search of a spccific question, useful information can
 

usually be retrieved quite rapidly.
 

Comprehensive systems are usually computerized "data
 

base" systems.67 Since they take a long time to
 

develol-, comprehensive systems are generally only
 

developed for continuous-type service programs, or
 

projects which will have a very long life span.
 

Personnel systems, accounting systems, procurement and
 

inventory systems, as well as library systems fall into
 

this category. Although computerized comprehensive
 

systems are relatively expensive in absolute cost, the
 

cost can often be rationalized in terms of the sheer
 

volume of data elements processed, as well as the fact
 

that many tasks can be accomplished (and analyses made)
 

which would have been impossible (or too late to be
 

useful) in a manual mode.
 

3. The Control I: Between the two extremes of
 

"Status" and "Comprehensive Management Information
 

Systems" lies the "Control MIS". Control systems are
 

formalized "rational/adaptive" systems in the Anthony
 

6 7
Manual systems are usually the result of accumulations of
 
reports from different levels within the organization, and are
 
consequently labor-intensive, cumbersome, slow and very inefficient
 
to record, transcribe, file and retrieve. Consequently, after
 
filing, much of the data and experience which was obtained at great

effort and expense is never again brought to light, or integrated

with current activities for management purposes. Human limitations
 
are very apparent in manual systems. Computerized systems are much
 
more efficient in data retrieval, but usually tske many months (and

sometimes even years) to develop and implement effectively.
 

http:systems.67
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Downs mode discussed earlier. Their function is to
 

assist the manager
 

i. 	Establish time-phased managerial and
 
technical standards
 

2. 	Detect deviations from those standards,
 

and
 

3. Take corrective action.
 

In a control system, a limited number of technical data
 

elements are pre-selected for continuous collection,
 

observation, recording, monitoring, statistical analysis,
 

summarization and reporting. A control system can be
 

manual but as the number of key data elements grow, the
 

scope of the project expands, and/or the number of
 

statistical analyses required increases, selective
 

computerization can usually improve the speed, quality
 

and utilization of data processed.
 

Depending upon the manager's proclivities,
 

information systems can be used in either a "Positive"
 

mode, or the "Exception" control mode described above.68
 

At the first line of supervision in an organization (or
 

on small projects), the positive control-oriented
 

individual is often an iffective "working supervisor",
 

but positive control demands broad technical competence,
 

68 Positive Control Managers monitor trends in technical program
 
aspects, interact with line technical professionals, and generally 
itmerse themselves in the substance of the project. They conduct id 
hoc surveys and make frequent personal tield Inspections to 
supplement formal reports. This is a highly desirable role for th3 
active manager, but is time consuming and also has technical 
limitations. Although useful, by enabling the manager to obtain a 
first-hand picture op the real world". such sampling should not be 
used for quantitative analytical purposes, since there is no way to 
measure its reliability. The data generated by a regular MIS (which 
should be more reliable) may not necessarily support the 
impressionistic observation drawn from the manager's small sample.
 

http:above.68
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managerial ability, and available time. Thus, while
 

positive control has its adherents -- particularly in 

experimental, technical research-type projects -- on 

large projects it is generally impractical for managers
 

to be continually involved in the details. Nevertheless,
 
69
 many managers prefer to operate in this manner.
 

In Passive control (more popularly known as
 

"Management by Exception,) -- where reor information 

(rather than personal observation) is the basis for
 

action -- the burden is on the manager to identify 

clearly what information is needed as an adequate
 

substitute for on-the-scene observation.70
 

6 9
A positive control manager sooner or later some
acquires
ortion of the technical operating responsibility (either directly or
 
y default) because subordinates tire of being "second-guessed", and
 

defer both technical and managerial decision-making to higher levels.
 
At higher organizational revels (and in large or complex programs and
 
projects) detailed technical involvement works to the detriment of
 
the program/project because the managerial dimensions are neglected.
Promotion svsters within most organizations predispose managers to
behave in tfiLs fashion, because technical people are usually promoted 
to managerial positions on the basis of their technical performance
rather than their managerial abilities. Consequently, "Management"
is often perceived as a higher stali for performing the same task
Z additional 'paperwork" and supervisory responsibilities, rather 
than different tasks in a professional track requiring different
 
skills. Thus the managerial functions tend to be neglected. This
 
phenomenon and its effects have been well documented 
by Lawrence J.
 
Peter and Raymond Hull in The Peter Principle (New York: William J.
 
Morrow & Company, Banram Books, 1969).
 

70The "Critical Success Factors" (CSF) appr-ach is a
 
modification of the Control MIS. emphasizing different variables to
 
monitor. In CSF, a limited number of or£anizationl operating areas
 
where "things must go right" in order for the organization to succeed
 
-- such as organizational morale, staffing mix, beneficiary view of 
organization, effective cost accounting, etc., -- are !dentified and 
closely monitored, rather than (or in addition to) direct project
operational data. See: D. Ronald Daniel, "Management Information 
Crisis. - 1iav,ird Bsiness Review, September-October 1961, p. Ill.. 
Robert N. Anthony, Job.:,Dearden and Richard F. Vancil, "Key Economic 
Variables." In Manavement Contr StEa Homewood, Illinois.:
 
Irwin, 1972, p. 147. Cited in John S. Rockart, "Chief Executives
 
Define their own Data Needs*, Harvard Business Revie , March-April

1979. in H.J. Riley, (Ed.). Management Intormation Systems (Sz-

Francisco, Ca.: Holden-Day, Inc., 1981), pp. 219-220.
 

http:observation.70
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This concludes the overview of the general Jype of 

Information Systems available to unbound managerial 

capability. Given the earlier discussion of the Third 

World development environment -- i.e. difficult physical 

conditions in which to collect data, reluctance to share 

information, and widespread indifference to program 

outcomes -- we will now assess which of the foregoing 

systems is most appropriate for Development 

Administration. 

III - APPROPRIATENESS OF MIS MODELS FOR DEVELOPMENT
 
ADMINISTRATION
 

The "Status MIS" is the simplest and intrinsically 

the most useful of the three models presented. It 

requires minimal data to operate, and imposes the least 

burden on the development infrastructure and available 

human resources. Nevertheless, a Status MIS is clearly a 

"Blueprint" model and is most effective for monitoring 

progress against predetermined schedules and/or budgets. 

While the system does not have to be used in a servo

mechanistic mode, any other use -- i.e. rescheduling, 

budget reprogramming, or modifying program objectives and 

levels of effort -- requires the exercise of independent 

judgement by the project manager. Since delegation of 

authority is such a rare phenomenon in the Third World 

bureaucracy, freedom to make decisions at intermediate 

levels is unlikely. Hence, while a status MIS may be 

useful for some donor agencies to monitcr their project 

assistance portfolios, such a system is likely to find 

limited utility amongst host country administrators.
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The "Comprehensive system" on the other hand,
 

although most "open" to the "Learning Process" approach,
 

generally appears to be impractical. A comprehensive
 

system requires a very sophisticated qupporting
 

infrastructure; has a multitude of constraints in terms
 

of quality control and technical rigor; is generally too
 

time consuming to install for most time-limited pioject
 

circumstances. It is especially difficult in an
 

underdeveloped operational environment. 
 Of the three
 

basic MIS types presented, the formally-structured
 

"Control MIS" therefore appears to be the most
 

appropriate for managing pablic sector Development
 

activities in the Third World.
 

As indicated earlier, a Control MIS functions best
 

in a stabilized, routine eniironment where all the
 

important elements can be accurately pre-determined.
 

Used . as basis for questioning the
Qughtfully the 


direction in whi'-h the project is heading (instead of
 

mechanically to get it back on a predetermined course), a
 

Control 
MIS also has wide utility in less structui'd
 

situations. Where development objectives are stated
 

assertively, but outcomes are considerably less certain,
 

a Control MIS is vastly superior to the Status System.
 

Although a Control system demands more data to be
 

reported on a routine basis, where it is possible to
 

obtain that data, a control system also provides
 

considerably more information (both technical 
 and
 

administrative) for monitoring and analysis.
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On the other hand, a number of problems can arise in
 

applying a Status or Control MIS. Several of the more
 

serious are discussed below.
 

While proponents of rational management believe that
 

increasing access to (and manipulation of) data through a
 

Control MIS will lead to improved operational
 

performance, 71  such systems are usually additive to
 

(rather than substitutes for) existing information flows,
 

and can constrain managerial efficiency and
 

effectiveness.
 

It is frequently assumed that if a mana er is
 
provided with the information he neeTs, he
 
will then have no problem in using it
 
effectively. The history of OR [i.e.

operation -22 research] stands to the
 
contrary.
 

Most managers receive much more data (if not
 
information) than they can possibly absorb
 
even if they spend all of their time trying
 
to do so. kence they already suffer from an
 
information overload. They must spend a
 
reat deal of time separating the relevant
 
rom the irrelevant and searching for the
 

kernels in the relevant documents . . . .
 
Unless the information overload to which
 
managers are subjected is re,lured. any
 
additional information made available by an
 
MIS cannot be expected to be used
 
effectively 73
 

This reinforces the earlier observations noted by
 

Chambers and Moris.
 

71Herbert A. Simon, The New Science of Management Decisions
 
(New York: Harper & Row, 1960).
 

72
Russell L. Ackoff, "Management Misinformation Systems",
 
Xanagemsnt Science, Vol 14. No. 4, December 1967; in M.J. Riley,

(Ed.). Minagement Infbrmation Svsrem2 (San Francisco. Ca.: Holden-

Day, Inc., L981), p. 114.
 

73
1bid, p. 113.
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Another major weakness is the requirement for pre

structuring data reporting elements. Pre-structuring
 

data transactions facilitates decision-making based on
 

supposedly "objective" information. If care is not
 

taken, however, the system's purpose can be thwarted by
 

its inherent rating potential. The very explicitness of
 

a control system highlights the key indicators of
 

managerial concern. In a hierarchical management
 

organization structure such as is encountered in the
 

Third World, the natural human tendency is to emphasize
 

the favorable aspects of the situation for which one has
 

responsibility and involvement, and to suppress (or at
 

least deemphasize) the unfavorable. With vested
 

interests in the consequences of what is reported, some
 

distortion of data is almost inevitable. If, in a desire
 

to attain high performance ratings, too much emphasis is
 

redirected by reporters toward achieving high scores on
 

the indicators, rather than the broader objectives that
 

they represent (and other aspects of the work are
 

neglected), the MIS may become an end in itself rather
 

than merely a means to the end. 74  Even worse, reports
 

may be filed to show satisfactory achievement without
 

anyone appropriately performing the tasks the indicators
 

74
For example, a report showing that 
each field production

technician signed up and trained his quota of "supervised farmers"
 
may look good on paper. However. the enrollment and training may

have been done hastily just so the report would look good. Even

"objective" test results may be 
suspect, as instructors often "teach
 
to the test". If that indeed were the case, despite high scores and
 
glowin report-,, the real purpose of training, testing and
 
supervising farmers -- i.e. greater understanding, technical
 
knowledge and skill, and hence, improved productivity and production
 
-- might not be achieved. 
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were selected to measure. As "Youker's Law" states -

"fou get what you ask for". 75
 

Such distortions can never be completely eliminated
 

from people-operated systems. The effects be
can 


minimized however by having an MIS "watchdog" staff to
 

continuously examine the formal 
 system and conduct
 

regular, independent, unannounced on-the-spot visits, 76
 

surveys and statistical analyses. Thus MIS control
 

procedures should be cross-checked to the extent
 

feasible.
 

A taird problem is that general bureaucratic
 

practice is for progress reports to be prepared at the
 

lowest operating level and transmitted up through the
 

organizational hierarchy. Human beings have cognitive
 

limitations so most organizations employ staff at various
 

echelons to consolidate reported data and perform
 

statistical analyses to identify trends and
 

relationships. Herbert Simon emphasized the systematic
 

development of Management Information Systems as
 

artifacts to unbound human rationality. In extracting
 

significani information, however, inevitably some data is
 

lost through mechanical culling and perceptive screening.
 

In effect, the MIS itself has a "bounded rationality".
 

75

Robert Youker, "Challenges to Project Management". Paper


presented to the World Congress of INTERNET. 1982. Reprinted by the
 
Economic Development Institute. The World Bank. p. 3.
 

76hich V.cente (Ting) Lim -- an experienced Filipino
 
Agricuirural Project !.anager -- refers to as "Duck Hunting". This
 
appellation is based on his practice of combining pleasure with work
 
by randomly visiting various parts of the company plantation early in
 
the morning for duck hunting, unannounced. Simultaneously and
 
subsequentVl: he was able to spot-check field progress and activity in
 
the area compared to plans. [Anecdore related to me by Ting LImin
 
November 1981.
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The system designer has some flexibility n establishing
 

its limnits, and thus plays a crucial role in determining
 

the level of detail to which the manager is ultimately
 

going to be exposed. What is actually retained for
 

decision-making is often considerably less. As Mintzberg
 

expresses it:
 

Of all available information, the system
 
captures only a subset; of what is captured,
 
the manager actually receives only a subset;
 
of what the manager chooses to use, the brain
 
absorbs only a subset: and of what the brain
 
absorbs, only i subset is relevant and
 
accurate anyway.
 

Although conceptually key indicators are a useful 

approach to management control, most managers tend to 

overemphasize the importance of financial data to the 

exclusion of technical operational performance78  
-

probably because of historical emphases on accounting and
 

"bottom line" profit and loss concerns in business
 

management, and the requirement for accountability in
 

public administration.
 

A final limitation -- while the design of Control 

system indicators may be open-ended, once selected, time

series technical indicators are not very flexible. 

Consequently, if management is unsure of its needs at the 

outset and constantly seeks new indicators, the 

systematic efficiencies of structured reporting may be 

7
Henry Mintzberg. Imediments to the Use of Mana'ement 
InforatioB (New York: National Association ot Accountants, lb'3), p.
11. Cited in M.J Riley, (Ed.). Manaement Information Systems (San

Francisco. Ca.: Holden-Day, Inc., 1981), p. II. 

78 John F. Rockart. "Chief Executives Define their own Data
 
Needs", Harvard Business Review, March-April 1979. in M.J. Riley.

(Ed.). Manivement Inooration Systems (San Francisco. Ca.: Holden-

Day. Inc., 1981). p. 219.
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negated because of the changes, and ad hoc priorities,
 

imposed.
 

Despite the emphasis placed on supporting a rational
 

management approach, Henry Mintzberg notes that
 

managerial rationality per se is not a universally
 

accepted notion.
 

A great deal of the manager's inputs are soft 
and speculative -- impressions and feelings
about other people, hearsay, gossip, and so 
on Furthermore. the very analvtical inputs 
-- reports, documents, and hard data in 
&eneral -- seem to be of relatively little 
importance to many managers. (After a steady
diet of soft information, one chief executive 
came across the first piece of hard data he 
had seen all week -- an accounting report -
and put it asi% with the comment, "I never 
look at this.")
 

In short, many individuals in managerial positions simply
 

prefer to appr ach their work in an intuitive, adaptive,
 

manner and are largely indifferent to "factual" 

information. 

SUMMARY 

This chapter has traced and highlighted two
 

important themes which have shaped attitudes towards 

foriu,.A -'nagement systems in development administration 

practice. One approach is "Blueprinting" -- a rational, 

Top-Down, value-neutral approach to planning which lays 

the foundation for a control model through performance 

monitoring. A second approach -- the "Learning Process", 

emphasizes frequent feedback and interim adjustment of 

targets to reflect what is currently feasible based on 

incremental experience. Both aDproaches are essentially 

79
1|enry Mintzberg. "Planning on 
the Left Side and Managing on 
the Right." Harvard Business Review, July-August 1976, p. 54. 
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an attempt to depict the same project situatien, albeit
 

fron different perspective. It is worth emphasizing
 
that even though the blueprint and learning processes
 

address management from different vantage-points, they
 

are not necessarily mutually exclusive. Synthesis -- in 

the form of a continually updated "rolling plan" 
-- can 

be attained so that the type, number, level of 

accomplishment, a,d timing of earlier identified
 

objectives is periodically reviewed and modified to
 

reflect current reality. This is an approach which Baum
 

& Toibert refer to as a "Dynamic Blueprint"80 and which
 

Derek Brinkerhoff calls "Structured Flexibility".8 1
 

An MIS is a rational means to monitor projects and
 

programs during operation and enhance decision-making by
 

isolating areas where judgement must be applied. 
 A
 

Control-type MIS is the median management system, based
 

on the assumption that most occurrences are at least
 

partly susceptible to rational analysis, and that many
 

potential problems can be minimized by systematic 
monitoring of key management and technical indicators. 

The "Management by Exception" principle is also an 

important concept employed with a control MIS, based on 

the premise that a manager cannot (and should not) do 

everything -.- particularly technical operations -- but 

80'.arren C. Baum & Stokes .4.Tolbert, 
Investine in Develoment:
 
Lessons of ;orld Bank Exp-rience (New York: Oxford University Press,
1965). p. 361.
 

8 1
.A plan is a set of guideposts to deviate from as
 
circumstances ard accumulated knowledge dictate, instead of 
a roadmap

to 
be mechanica.ly followrd.- See: Derek Brinkerhoff, "Integrating

Blueprint and Process: A Structured Flexibility Approach to
Development Xaauagement,' (Mimeographed Article - unpublished draft)
 
undated, circa fl87.
 

http:mechanica.ly
http:Flexibility".81
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that he/she should be apprised when something exceptional
 

fgood or bad) occurs.
 

Management Control Systems demand explicitness in
 

terms of what information the manager wants. This
 

implies that managers and technical staff will take the
 

time at the outset, to identify key technical indicators
 

for the long term, establish acceptable tolerances, and
 

incur the cost of a management staff to operate the
 

system on its behalf.
 

Seen in this light, the "Blueprint-Learning Process" 

debate perpetuates a false dichotomy. Rational (i.e. 

blueprint) control systems are not independent entities 

which preclude managerial judq-"mpnt, but merely a means 

for providing data to managers to facilitate monitoring, 

evaluation and making appropriate adjustments.
 

The Philippine Masagana 99 Management Information
 

System selected for this case study was a Control MIS
 

with a number of key technical indicators to monitor,
 

which was successfully applied to Masagana program
 

monitoring and management. In the next chapter, we will
 

review the Public Administration and Management
 

literature to identify some variables which are presumed
 

to be generic in determining MIS success, for subsequent
 

empirical examination.
 



CHAPTER III 

A CONCEPTUAL FRAMEWORK FOR A DEVELOPMENT MANAGEMENT
 

INFORMATION SYSTEM (DMIS)
 

The adoption of modern elements of structure
 
and process in any bureaucracy creates the 
potential for increases in institutional 
capacity that result from greater
 
differentiation, better communication, or
 
more effective control. At the same time,
 
such innovations are likely to generate new
 
conflicts and incongruities that reduce
 
institutional capacity. The challenge of
 
administrative development is to modernize in
 
such a way that the first dynamic achieves
 
greater force than the second.
 

Stanley Heginbotham (1975)
 
Cultures in Conflict: The Four
 
Faces of Indian Bureaucracy
 

Chapter One established that there were major

deficiencies in the management of Third World development
 
programs and projects and a lack of a theoretical
 
foundation for Management Information Systems. Chapter

Two highlighted some of the general characteristics and
 
constraints of managing programs and projects in the
 
Development Administration environment and suggested a
 
modified blueprint model for Third World project
 
management use. This chapter notes some generic factors
 
which are widely perceived to be important in the
 
systematic acquisition and processing of information for
 
management purposes. This is the first step towards
 
formulating some hypotheses as a basis for MIS theory.
 

Public development projects are temporary, dynamic,
 

activities which cut across the boundaries, roles and
 

responsibilities of more permanent bureaucratic
 

structures. To manage such projects, the organizational
 

68
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structure and management style should be sensitive to the
 

principal "life cycle" phases of projects depicted on the
 

previous pagel:

a. Project Planning & Design -- MIS Design
 

b. Project Implementation (and feedtack)
 
-- MIS Institutionalization, and
 

c. Project Evaluation (and feedback)
 
-- MIS Institutionalization (using
 

MIS data)
 

MISD-Il 

Ideally, a project Management Information System
 

should be designed concurrently with the project's
 

formulation. Seven basic functions have to be provided
 

for 	in any Management Information System:

1. 	Determine information requirements
 

2. 	Select data elements to be reported
 

3. 	Collect data
 

4. 	Transmit data
 

5. 	Process data for analysis
 

6. 	Analyze data to develop meaningful
 
information
 

1
Kenneth 
F. Smith. ework Systems for Profect Manarement: An 
Introductory _andh_o (Fairfax, Va.: Program Management Associates, 
July 1968), p. 3. Wi thin the overall Planning/Design --
Implementation -- Evaluation cycle there are several smaller cycles, 
or feedback loops, which make the project manager's life more 
complicated. Boxes identify the functions performed while solid 
arrows trace the sequential flow of activity. Dotted arrows indicate 
informational feedback to earlier phases and functions, which can
affect the way the project is being implemented. For example, after
the data has been reviewed, some coordination with oters may be 
necessary. In some instances, a new project schedule may be 
required. A problem may result in changing the manner in which the
project is being implemented, while a serious problem may even force 
review and re-establishment of project objectives and indicators for
monitoring and measuring performance. 
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7. Report (and feedback) important information
 
-- to managers, line operators and other
 
interested parties -- to guide future
 
actions.
 

Steps one and two above require considerable
 

managerial judgement, while steps three through seven are
 

primarily administrative-technical support functions. In
 

identifying information requirements and selecting data
 

elements for monitoring which can generate the
 

information required, a crucial initial issue therefore
 

is who should design the Manaaement Information System.
 

The experts are not unified on this issue.
 

Over the past decade, the knowledge explosion has
 

resulted in unprecedented specialization in the
 

management field, and substantial kno%.ledge has been
 

acquired by MIS experts enabling them to create
 

intricate, sophisticated, systems for processing and
 

displaying information. These Management Information
 

Systems -- particularly computer-based ones -- have
 

usually been developed "in isolation" by HIS "experts"
 

before being handed over to operational managers to use.
 

But MIS design is not simply a mechanistic administrative
 

process, and classical writers on MIS such as Russell
 

Ackoff have cited the lack of operational managerial
 

involvement as one of the principal reasons for poor MIS
 
2
 

design, and subsequent misuse or non-use of the system.


2
See for instance Russell L Ackoff, "Managcment Misinformation
 
Systems." Management Science, December 1967. p. 147.. John Dearden,
 
"Myth of Rral-Time Management Information." Harvard Business Review.
 
May-June 1966, p. 123.. and Arlene Hershman, "A Mess in MIS." Dun s 
Review, January 1968. 
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Most M!S designers seek to make their systems
 
as innocuous and unobtrusive as possi6le to
 
managers lest they become frightened. .
 
This leaves managers unable to evaluate the
 
MiS as a whole rand! in failing to evaluate
 
their MIS, iminaers delegate . . control to
 
the system's designers and operators who may
have many virtues, btt manageri, , competence 
is seldom among them. 

M. J. Riley promotes the view that operational
 

managers should take the lead in MIS design 
because they
 

are in a better position to know what is needed:
 

Users are the experts on what constitutes
 
information for them. They know when and how
 
data can provide information needed in
 
decision making situation2. Attempts by

others -- even system designers -- to predict

the data that a particular manager will
 
consider to be information have not been
 
successful on the whole.'
 

This 	assertion is open to question, however, for a survey
 

by Ives and Olson of 22 studies on this issue found mixed
 

results with user-designers.
5
 

The user-based concept has considerable commonsense
 

appeal, but it is not easy to apply in practice. There
 

different of
are many types users of information in a
 

project, and they are often organizationally and
 

geographically 
dispersed. Getting these individuals
 

(and/or their designated representatives) all together in
 

one place at one time to discuss the issues is a near
 

impossible task, let alone having them agree 
on content,
 

format and frequency of MIS reports. In my experience,
 

field operations personnel 
in the Third World often have
 

3

Ackoff. ibid. p. 116.
 

4
M.J. Riley. MAnarement Information Svstf.m= (San Francisco,
 
Calif.: 	Holden-Day, 1981) p. 4.
 

5
See: Barry Bozeman & Stuart Bretschneider, *Public Management

Information Systems" Public Administration Reviey, Vol. 46, Special

Issue, 	Nov 1986. p. 477.
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a common "public service delivery" work ethic and a
 

sensitivity to the operational work environment which is
 

frequently not shared by administrative support
 

specialists at the Ministry in the capital city.
 

Consequently, disparities between the perspectives of
 

field personnel, systems staff specialists and central
 

ministry managers tend to surface. These differing views
 

have a significant impact on the system's final design
 

and effectiveness dependent upon the extent of each
 

echelon's participation.
 

Instead of using just MIS specialists, or only
 

operational users, some observers advocate that a
 

"collaborative", or team approach, be adopted.
 

There is increasing agreement among modern
 
management theorists that organizations
 
trying to innovate should operate in a team
 
mode, or at least use the participative seam
 
as an effective instrument of innovation.9
 

Operational managers are not always in a position to
 

take the lead in systems design, and staff personnel or
 

specialists are more likely to select the data and
 

indicators, and structure the system for data processing.
 

Nevertheless, many think that some collaboration is
 

required by the key managers/decision-makers for whom the
 

MIS is intended. At a minimum, the "dirty details" of
 

6,orris J. Solomon. An Oranlta Lonal Cha.e
" tr5ateiv for 
Develoyinp Ccuntries (Washngton. D.C.: Development Project

Marwrgement Center, .ay 1985), p. 5.
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design and modification should be personally reviewed and
 

concurred in. 
7
 

Management is still very iuch an art (despite the
 

aura engendered by scientific management's proponents), 

so many of the variables -- data elements and key 

indicators -- are dictated by an individual manager's 

style. Since no two projects are ever exactly alike in 

substance and circumstance, each project MIS must be 

uniquely crafted. Although staff personnel can define 

subject matter, identify data elements, and structure the 

system for processing, where the user-manager fails to 

participate in the final system design, the MIS can fall 

short of expectations.
 

On the other han-d, while not negating the
 

operational manager's contribution, RoJland Hurtubise
 

maintains that a collaborative aprroach should be led by
 

a professional analyst:
 

A multidisciplinarv team approach is most
 
effective for complex systems studies. Such
 
a team calls on the imaginative skills of
 
both specialists and generalists . . . uided
 
,Ild coordnated. by the svstems analyst.
]8
[Emphasis mine 


With these differing perspectives by experts on the
 

locus of MIS design, one objective of this study will be
 

to validate the presumption for collaboration and
 

teamwork. The extent to which the different perspectives
 

7Morris J. Solomon. 
 A Provosed Microc'-outer System for 
Xanaving Development Prolects apd Programs, 'orkLng paper l, 
U.S.D.A. Office of International Cooperation and Development, 
Technical Assistance DivisionlO June 1985 (Washington D.C.: 
Development Program Management Center, 10 June 1985). p. 14.
 

8
 
Rolland Hurtubise, Managing Infornation Systems Concepts and
 

Tools (West Harttord. Connecticut; Kumarian Press. 1984), pp.21.22.
 

http:pp.21.22
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of operators/managers and MIS specialists have been drawn
 

upon in successful and unsuccessful systems will be
 

examined.
 

After it has been established who should design the
 

system, the next step is determining what tve of
 

information is reauired, and what pyeifiq data should be
 

acquired to produce it. This is not an easy task, as to
 

a large extent, "Who" influences "What". The
 

possibilities are almost endless, depending upon one's
 

position in the hierarchy and perception of need.
 

Data selection may appear to be a technical
 
matter but in fact involves negotiation and
 
compromise between multiple data users ....
 
Design by technicians may seem simpler than
 
political bargaining, but it will fail in the
 
long run if influential users feel slighted.
 

"Expert" recommendations may be
 
ignored if they aje developed independently
 
of local managers.
 

A laissez-faire approach is sometimes taken which
 

incorporates into an MIS whatever data is available (or
 

is asked for), on the grounds that it is presumably being
 

used (or needed) by someone. Unfortunately, although
 

such an approach may gather and reorganize the data in a
 

different format, and usually consumes a lot of effort,
 

often it results in little management change.
 

Traditi'nnallv. mana'emernt inforsation systtms 
have not really been designed at all. They 
have been spun off as by-products of the 
process f automating or improving existing 
Systems. 

9ayne Stinson. lnfgration Systems in Primary Health Care
 
(ashington, D.C.; American Public Health Association, January 1983).
 
p. 20.
 

1 
"illiam .4. Zani, "Blueprint for MIS". Harvard Business 
Review. November-December 1970. 
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The problem in deciding w-tL data to use is
 

amplified in large projects that have multiple users of
 

information with varying needs, as they all tend to
 

generate different data requirements. Experience
 

suggests that it is extremely difficult and time
 

consuming to modify entrenched systems in the Third
 

World, and even harder to eliminate them completely.
 

Indeed, even in the developed U.S. environment, Zani
 

maintains that rather than mirroring existing procedures,
 

the old data should simply be ignored, initially, and a
 

fresh "Top Down" approach taken:
 

An information system should be designed to 
focus on the Critical tasks and decisions 
made within an orgdnizati on, and to provide 
the kind of information that the manager 
needs to q rform those tasks and make those 
decisions. 

While it is relatively easy to develop and impose a new
 

information system by edict, caution should bi- observed.
 

The burden of collecting and processing the data usually
 

falls upon an already overburdened field staff. An
 

additional consideration in the Third World is that data
 

are not as readily available as in developed countries,
 

and the cost of obtaining them is relatively high.
 

Information is a pX., ._Q1whose acquisition 
and processing uses up real time and 
resources. Furthermore, in an LDC many types 
of information we customarily expect within 
'estern anagement are not openly 
exchanged. 

According to one practitioner, "one of a manager's
 

primary tasks in an LDC setting is to find ways to
 

1 1
1bid.
 
12 

Jon Moris. Managing Induced Rural Dvelopment (Bloomington, 
Indiana: International Development Institute. 1981), p. 45. 
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minimize the information load" 13 and still function
 

effectively. Therefore any proposed changes for data
 

gathering should be carefully examined and the
 

feasibility and advantages weighed.
 

These problems of data determination are compounded
 

in public organizations. Public managers are subject to
 

continual scrutiny from a variety of viewpoints. Long
 

range organizational goals are often imprecise, and short
 

range targets are frequently imposed externally to
 

achieve social equity -- often after protracted political
 

debate and compromise. Thus, the public manager is often
 

placed in an ambiguous position. Directed to accomplish
 

project objectives as speedily as possible, ultimately
 

however, they are responsible for ensuring the prudent
 

expenditure of public funds. Reconciliation of these
 

objectives to everyone's satisfaction is nigh impossible.
 

Complexity of goals is a serious handicap for the 

public manager -- there is no single "bottom line" of 

profit to measure accomplishment. Peter Drucker asserts 

that "without specific, clearly defined objectives and 

targets, managers can expect to achieve little."14  He 

continues that managers of most government programs do 
not because they are supported by
 

budget allocations rather than paid for results.
 

Effective public management thus springs from a "neutral
 

accountability" work satisfaction stance, rather than an
 

131bid.
 

14
Peter F. Drucker. "Managing the Public Service Institution"
 
in Richard J. Stillman. II. blic Administraton Conceptand Cases
 
(Boston, Mass: Houghton Mifflin Company. 1980), p. 260.
 



78
 

"economic reward" ethic. With no personal stake in the
 

project's outcome, a public manager's satisfaction has to
 
15
be inner-directed. With accountability the overriding
 

consideration, there is less motivation or "market" for
 

systems to enhance milaUment Qof organizational 

perfornmancj -- i.e. the manager's personal remuneration 

is usually unaffected, regardless of the success or
 

failure of the project.
 

There are others who maintain that despite the lack
 

of a "bottom line" profit motive, a "results-oriented"
 

management structure can be applied to improve government
 

program management, 16 and I share this thesis.
 

It is certainly true that government objectives are
 

not always defined and identified precisely in many
 

development projects, but are stated in broad, sweeping,
 

terms without regard to resource availability. A
 

"classic" in this regard is the World Health
 

Organization's (WHO) "objective" which is stated as
 

"Primary health care for the whole population of the 

earth by year . 7 in tothe 2000 . Thus, order 


incorpcrate structure in an MIS, such a broad 
and vague
 

goal must be broken down into its component parts. The
 

15
Barrv Bozeman & Stuart Bretschneider, "Public Management

Information Systems" Public Administration Review, Vol. 46, Special

Issue, Nov 1986, p. 477.
 

16
Joseph S. Wholev, Evaluation and Effective Public Management
 
(Boston, Mass: Little, Brown and Company. 1983), pp. 5-8.
 

1 7
World Health Organization Objective, cited in Bruce F.
 
Johnston and William C. Clark. Redesignlny Rural Develovment: A
 
Stratei Persoective (Baltimore: The Johns Hopkins University Press,
 
1983), p. Ii.
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authors of the WHO study continue by identifying the
 

following sub-objectives of primary health care:

[to] include at least (emphasis mine]
 
education concerning prevailing health
 
problems and the methods of identifying,
 
preventing, and controlling them; promotion 
of food supply and proper nutrition, an
 
adequate supply of safe water. and basic
 
sanitation; maternal and 
child health care,
 
including family planning; immunization 
against the mijor infectious diseases: 
appropriate treatment of common diseases and 
injuries; promotion of ment 4 health: and 
provision of essential drugs. 

While overall program objectives can be refined in this
 

boqgles at the resources
manner, however, the mind 


required to implement such a project.1 9 An initial task 

falls to the project's MIS
therefore (which usually 


is to define and narrow the objectives of the
designers) 


indeed "do"-able, measurable
project itself 	so that it is 

20
 

and manageable.
 

Reducing sweeping statements to some narrower
 

quantitative sub-objectives and realistic interim targets
 

(based on resources available to the project) for project
 

often
monitoring, management and evaluation purposes, 


project replanning and programminq
requires a concerted 


13rbid. 

19iJohnston and Clark's sentiment is that when statements such
 

as these are taken seriously as guides to action without further
 
directed at glorious but
refinement. "scarce resources are 


more programs
unattainable goals, while less ambitious but realistic 


wither from lack of supoort. Expectitions are raised to impossible 

levels onlv to be dashed amid angry recriminations as the inevitable 
shortfalls and failures of policy occur." 
 Icid.
 

20
Often. Rural Development goals are not readily measurable, or
 

v(?n when they can be quantified. For instance,
should not b 

a desirable department
"increasing farm family incomes by 50%" may be 


an indicator of proJe tdevelopment target but using it as 

erformance may not be appropriate because of the lack of a direct
 

inkave between The project's activities and outputs and this higher
 

goal, and numerous other variables which influence this objective.
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effort. 
 Such a step usually exceeds the authority of MIS
 

staff designers. Redesign thus necessitates top
 
management involvement, and cannot be delegated.
 

When the issues of "Who decides" and "What data"
 

have been resolved, the third step is to decide "How to
 
process" the data. Process issues include format design,
 

responsibilities for data gathering, methods of data
 
transmission/analysis and dissemination from the source
 

to others involved in (or affected by) the system, and
 

frequency of reporting.
 

Every project is unique, and its Management
 

Information System should 
 be tailored to prevailing
 

organizational and environmental conditions. This
 
adaptation requires attention to detail in the design of
 
forms, giving consideration transmission
to and
 

processing media, and personnel capabilities. Formal
 

design and related issues are areas 
where management
 

systens specialists tr3ditionally excel, but which are
 

generally neglected 
or treated is ad hoc "administrivia"
 

by operations managers. The typical approach is outlined
 

by one practiti-iner,
 

Under most procedures for development

planning, the administrative capabilities of
the receiving system are not considered until 
a program is well underway. . . After the 
program has heen designed the field staff are
 
brought in and left to struggle with the
 
realities of local iduainistration.
 

This attitude is also reflected in project documentation.
 

Despite extensive library research for this 
study, for
 

example, descriptions and/or evaluations 
 of systems
 

21Jon Moris. Manaoinr Induced 
Rural Development (Bloomington,

Indiana: International Development Institute. 1981) p. 7.
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employed for managing development projects are extremely
 

rare. Consequently, relatively little systematic
 

knowledge has been accumulated regardinc the design of
 

user-oriented systems.22
 

MIS INSTITUTIONALIZATOIQ1
 

When a system has been developed to management's
 

satisfaction, the task is far from done. It must be
 

installed in the project working environment and used by
 

other personnel on-the-job who are unfamiliar with the
 

intricacies of systems design. This step, referred to as
 

institutionalizing the system, raises a new set of issues
 

for the program's managers and the MIS team. The
 

following is a selection of the most important issues
 

which the MIS literature says should be addressed:

1. Management Support
 

2. Training for MIS Usage
 

3. Incentives
 

4. Data Quality
 

5. Information Feedback
 

6. Administrative Capacity
 

7. Evaluation
 

I. Management SUPPOrt
 

Strong management support appears to be a -ine qua 

non -- a necessary, if not sufficient, condition for 

installing and operating effective management information 

systems. In conducting a review of several research 

2 2
1n a saall atrempt to rectify this situation, the Masagana 99
 
MIS design is outlined in Appendix E.
 

http:systems.22
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studies on MIS implementation in the U.S., Riley noted
 

that lack of adeguate__ _by management was the prime
 

cause of MIS failure, while commitment to the MIS as a
 

responsibility of both top and operating management was
 

the most striking cnaracteristic of success.23  Baum and
 

Tolbert also emphasized as one of their pte-requisites
 

that managers__hve to want the syste and be committed to
 
24
its use. In a similar vein, Creshkoff identified 

management interest and willingness to personaIly 

eXpedite matters as important factors for improving 

project management. 
25 

2-__Tqining for MIS Usjie
 

Everyone contributing to the MIS data base as well
 

as the users of the information produced should be aware
 

of what is available, and why it is wanted. To ensure
 

that the MIS staff have the skills to implement the
 

system, and also that the users at varicus levels
 

throughout the organization have the understanding to use
 

it appropriately, some training is usually considered
 

necessary. There are several target aujiences for MIS
 

training, and different levels of awareness and skill to
 

be imparted to each. Thus, the need for tiae to be
 

allotted, and the manner for disseminating the
 

23M.J. Riley. Lua n t lnfor:ltion Svtiem- (San Francisco, 
Calif.: Holden-Dav. 1981) pp. 281-282. 

2 4 
'Warren C Ratim and Stokes !i. Tolbert, Investing

Dev-elopment Lessons of 'orld Bank Exuerience (New York: Oxford 
University Press, 1985). p. 363.
 

2 5 
Ajay J. Creshkoff, An Emerciny Terhnolozy :o Improve Project

Manaeencnt and Implementatinv Selected Experipnces (Washinwton, 
D.C.: Development Project Management Center (DPMC), Sept 186),
Performance Management Project No. 936-3517 for the U.S. Agency for 
International Development, p. VI-12.
 

i 

http:success.23
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information -- whether extensive formal classroom 

training/seminars or brief informal on-the-job 

experience, and the need for continuing follow-up 

refresher training -- will vary. 26  In practice, training 

is often neglected for two reasons:- 1) Those who have 

spent several months thinking about and working with the 

new system fail to realize that most of the potential 

users do not have their same level of understanding about 

the MIS. 2) When training plans are presented to 

management, managers frequently reduce the scope and time 

allotzed, or even eliminate formal training altogether 

because of the expense that would be incurred and the
 
2 7
 

"non-productive" time involved.


3. Incentives/disincentives
 

Much has been written in industrial psychology about
 

workers' and management behavior. Of particular
 

significance for this study is the apparently widespread
 

tendency of workers to resist new procedures -

regardless of quality -- even to the extent of
 

dysfunctional reactions. Studies indicate that
 

26
A number of practitioners promote "Action Training" -- i.e. 
training with real project or program teams within an organizational 
context using actual work tasks. See for instance, Merlyn Kettering, 
A Multi-Faceted Action-Training Approach for Improvini PL iect 

_PanaementmThe Naticnal ?Ianninz Project in Jamaii (ahington

D.C.: Development Program Management Center, January 1981) pp. 5-37.
 
See also Morris J. Solomon, An Orranizatlona1 Chanre Strategy for
 
Deyelopins ¢ t (Washington, D.C.: USDA Development Project
Management Center. May 1985). 1 have found some limitations with 
Action Training, so it should not be used exclusively. Nevertheless, 
Action Training is an excellent approach for getting a new Management 
Information System designed, accepted and operational. See: Kenneth 
F. Smith, Action Training for Project Design: The Papua New Guinea
 
Pomio/Balnings Experience". (Rabaul. East New Britain: Field
 
Consultancy Report for the '.orld Bank/UNDP, May 1987).
 

2 7
M.J. Riley, 4anagem-n Inforxation Systems (San Francisco,
 
Calif.: Holden-Day, 1981) pp. 288-289.
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resistance is particularly evident when changes are
 

imposed by management.
2 8
 

It is well Known that Management Information Systems
 

introduce a lot of change into an organization. An MIS
 

can change the distribution of power, disrupt the
 

stability of established, accepted, routines well as
as 


be the basis for forging different intra- and
 

interpersonal relationships. As a result, some
 

individual perceptions may become distorted. 
 Douglas
 

McGregor indicates, however, that resistance is not
 

inevitable if the new procedure is introduced carefully.
 

Resistance to change is a reaction primarily 
to certain methods of instituting change
rather than an inherent human 
characteristic. 9 

Supervisory monitoring (and even 
coercion of workers) may
 

be expedient to install a system in the 
short term, but
 

without positive reinforcement,30 such methods generally
 

will nut sustain a new system. A planned approach is
 

therefore necessary to destabilize existing reporting
 

28G. W. Dickson and John K. Simmons. "The Behavioral Side of 
MI S. Business Horizons. August 1970, pp. 59-71: cited bv M.J.
Riley. dIanagement Inormation Systems (San Francisco, Calif.: 
Holden-Day, 1981) pp. 236. 

29
Douglas McGregor. 'The Scanion Plan Through a Psychologist's

Eves." In Technolcvav Industrv and "an (Ed.) by C. A. Walker (New

York: McGraw-Hill. 196 8 ), p. 124; cited by M.J. 
Riley. Management
Information Systems (San Francisco, Calif.: Holden-bay. 
1981) pp.

2P .
 

30 Sometimes referred to 
as "carrot and stick* techniques, or 
more formally 'Rewards and Sanctions'. 
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patterns and emphasize the beneficial aspects of the new
 

MIS without risk to the individual user.
31
 

Many contemporary practitioners favor ar "Action-


Training" approach, and charge management with the
 

responsibility for motivating "all stakeholders to carry
 
32
 

out their prescribed roles."

No organizational change effort can succeed
 

without highly motivated personnel .... It
 
is possible to motivate program or project
 
personnel to meet deeply felt needs and
 
stimulate creative bursts of energy, but 
these must be sustained by meaningful
 
recognition of efforts and successes,
 
IncludinB3 but not confined to monetary
 
rewardsn13
 

Wholey also endorses the concept of incentives in
 

government programs to minimize or alleviate problems of
 

resistance. He cautions however that incentive systems
 

can also backfire and may themselves produce negative
 

consequences -- such as distorting program operations. 

If the program's objectives are unrealistic, striving to
 

earn incentives (or avoid punishments -- i.e. "negative 

incentives") can also "lead to fraud or burnout among
 

program managers and staff". 34  This is a particularly
 

critical issue when dealing with underpaid provincial
 

3 1
Based on the Lewin/Schein "Unfreeze, Move, Refreeze" theory.
 
See Kurt Lewin, "Group Decision and Social Change." In Newcomb and 
Hartley (Ed.), LjLdinys in Social Psv.hology (New York: Holt. 1952) 
and Edgar H. Schein "Management DeveLoFsent as a Process of 
Influence." Industrial Manaremen, Review. May 1961, pp. 59-77. 
cited by Michael J. Ginzberg "Steps Towards More Effective 
Implementation of MS and MIS", in 4.J. Riley. Management Information 
Systems (San Francisco, Calif.: Holden-Day, 1981) pp. 296-297.
 

32
Morris J. Solomon, An Qrganizational Change Strateev for
 
Developing Countries (Washington, D.C.: USDA Development Project
 
Management Center. May 1985), p. 4.
 

33

rbid. p. 10.
 

34joseph S. 'Wholey, Evaluation and Effective Public Manafement
 
(Boston, Mass: Little, Brown and Company, 1983), p. 20, and p. 82.
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extension agents (or similar field personnel) in
 

authoritarian developing country environments.
 

This study will therefore review how behavioral
 

needs were actually addressed in MIS design and
 

implementation. One aspect of the study will be to
 

determine whether or not positive reinforcement was
 

consciously considered. In those instances where it was,
 

both the nature and impact of specific incentives/
 

disincentives will be examined.
 

4. Data Quality
 

The fourth element in a qood MIS (as outlined by the
 

"experts") concerns the quality of the data that are
 

used. While managers are becoming increasingly
 

sophisticated about detecting poor data, obtaining "good"
 

data on rural development projects has been a perennial
 

problem and there appear to be no easy solutions. Key
 

concerns (and cautions to be observed) in gathering data
 

are:

a. 	Degree of Objectivity in measurement
 
devices
 

b. 	Over-precision in data
 

c. 	Conflicting reports on same phenomena
 

d. 	Misuse (or misrepresentation) of resources
 
(activities) monitored
 

e. 	Changes in program content - both program
 
approach and/or elements within the program
 

f. 	Time delays in gathering and reporting data
 
from field levels to central management.
 



Even when these pitfalls are identified and assiduously
 

avoided, the quality or the data are still often suspect
 

because of their source and/or origin.
 

In the Third World, most data seem to originate from
 

individuals with vested interests in proving they did a
 

good job (or concealing from their superiors the fact
 

that they did not). For example, agricultural extension
 

agents reporting on farm production and productivity
 

usually want to provide data showing they were effective.
 

management. level, managers 


Field data received by the central Ministry has usually 

been transmitted through several layers of program 

At each are given the 

opportunity to incorporate additional perspectives to the
 

processed information. It is frequently tempting to add
 

self-serving comments at this juncture, or minimize any
 

negative notes.
 

While "good data gathering practices" are obviously
 

desirable in an MIS, collectively construing such
 

practices as a "variable" for successful MIS design is
 

inappropriate as it bcqs the question. Suffice it to say
 

that data gathering is clearly a high risk venture under
 

any circumstance; it is even more difficult in the Third
 

World environment. Nevertheless, the nature of the
 

obstacles and the manner in which they have been
 

encountered and treated in other, similar, contexts 
may
 

be reviewed as instructive to others.
 

5. Iplrt ign Fee k
 

Many management information systems place great
 

emphasis on the gathering and analysis of data for top
 

management use in the Ministry's head office, but little
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concern is shown for those in the field who provided the
 

raw data in the first instance. It is considered
 

important by practitioners and theoreticians alike to
 

provide the results of program activities to intermediate
 

levels of management and field personnel. In this
 

manner, operational people gain not only a sense of their
 

performance in standardized terms but more importantly
 

how it compares to other, similar, program units.
 

Otherwise, the true utility of the system may not be
 

perceived by such personnel, and their interest in, and
 

support of the program may wane.
 

6. Administrative Capacilt
 

In developing countries -- more so than in developed 

ones -- a wide disparity usually exists between staff at 

the headquarters and field unit levels, in terms of both 

quantity and individual capabilities. Competent, well

trained individuals can frequently be located in the 

capital city and persuaded to work for the government, 

but opportunities in the provinces are usually less
 

attractive and positions tend to be filled by less
 

qualified individuals. Nevertheless, regardless of where
 

they are designed, programs are ultimately implemented by
 

field personnel with whatever resources are at hand. In
 

the Rural Development sector this poses particular
 

difficulties in program administration.
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To make services available to all sections of
 
a district, field staffs are usuall
 
dispersed in small units located as near as
 
possible to the farmers. The contact staffs
 
tend to have the least training, the least
 
access to transport, and the lowest
 
incentives in the administrative hierarchy.
 
They are placed In tho most remote locations
 
and made responsible for ihe delivery of
 
complex technical services.35
 

These are the same individuals who are 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.
 

making be decentralized 


"Deleqation of Authority" is a classic management 

maxim, 36 and some authorities suggest that decision

to the maximum extent possible.
3 7 

From my years of observation, however, deleqation is a
 

hard concept for many individuals in the Third World to
 

accept. Westerners are accustomed to established
 

institutions replete with organizational charts, job
 

descriptions and performance stands based on impersonal
 

criteria of effectiveness and/or efficiency, ostensibly
 

38  

designed to accomplish work. The situation encountered
 

throughout much of the developing Third World, however,
 

is almost a complete antithesis to Western experience.
 

In much of the Third World, both form and function
 

are fluid, responsibility and power are highly
 

3 5 Jon oris. n a nv Ind~uced Rural DvelneVent (Bloomington, 
Indiana: international Development Institute. 19 1l),p. 58. 

36
Luther Gulick. "Notes on the Theory of Organization" in Jay 

4, Shafritz & Albert C. Hyde (Ed.). Clssics of Public Administratton 
(Oak Park, Illinois. Moure Publishing Co.. Inc. 19;8). pp.38-47, 

3 7
See for example, David C. Korten and Norman I. Uphoff,
 

"Bureaucratic Reorientation for Participatory Rural Development."
 
'ashington, D.C.: NASP.kA Working Paper No. 1. November 198.
 

38

1n effect, a "closed system".
 

http:services.35
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personalized and time is an 
 amorphous environmental
 

abstraction rather than a variable to be managed.


While 
on the surface, it may seem more efficient to
 

Western eyes 
to spread the work around, in many cultures
 

is simply is not practical to do so. Great stock is
 

placed on personal contact and access to the highest
 

places. To impose systems which 
would aeiny personal
 

power would create a loss of "face" for the official who
 

is accustomed to maintaining an "open door" policy40 and
 

acting Solomon-like. It would also likely be considered
 

an affront by the public "seekers of favors" if denied
 

access to the "Big Man". Thus 
 considerations of 

administrative capability -- while important -- must be 

viewed in the cultural context.
 

7, Evaluation
 

Determining -- after the fact -- whether 
a Program's
 

"development hypotheses" were vindicated 
or violated is a 

relati,.ely easy task il its MIS monitors the project 

appropriately during implementation. Evaluating
 

development hypotheses simply entails measuring final
 

performance status and examining the various levels of
 

the project design "logframe" -- i.e. "Inputs", "Outputs" 

and "Purpose". Determinin why something did, or did
 

not, happen (i.e. the "cause-effect" relationship) is
 

more problematical, and re4 uire; additional effort
 

aforethought in order to 
be able to assess the impact of
 

other possible relationships, i.e.:

391 e.. an 
"open system.
 

401n some instances a holdover from earlier *open tent* 
days.
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"Planned Cause" -- "Unplanned Effect"
 

"Unplanned Cause" -- "Planned Effect", and
 

"Unplanned Cause" -- "Unplanned Effect" interactions.
 

From the summative evaluation standpoint, another
 

desirable by-product of an MIS is the capability to 

determine the program's cost-benefit, or cost

effectiveness -- i.e. was it worth doing. Johnston and 

Clark point out that this type of appraisal is extremely 

difficult to do under the best of circumstances and in 

the Third World, much of such analysis verges on "folk

science". 1 Development projects are not usually 

undertaken merely becaiuse they are socially/intrinsically 

desirable, however, and they should also be justified (or 

rationalized) compared to alternate expenditures of 

public funds.
 

Whether a potential project is economically
 

worthwhile can only be estimated before the fact. During
 

a summative evaluation, therefore, it is usually
 

desirable to verify these assumptions and estimates, and
 

this requires careful forethought and structuring a
 

priori. To measure project impact in its sectoral and
 

environmental perspective, nDnprje data are also
 

required for subsequent comparative purposes. Soae of
 

these data may be obtained formally from other reports,
 

informally, or during periodic project surveys, but it
 

4 lBruce F. Johnston and .Jilliam C. Clark. Redes nn 
R,, ral 
De.elg-,men- A Str]teic Perspecrive (Baltimore: The Johns Hopkins 
University Press, 1983). p. 231. 
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may also be necessary to incorporate some elements into
 
4 2
 

the 	project's formal MIS structure.


A diagnosis of information systems for integrated
 

primary health care found the following symptoms of MIS
 

malaise:

o 	 Intended users ignore available information
 

0 	 Data reach users long after relevant
 
decisions have been made
 

o 	 Many data collectors fail to report, so
 
that information represents only a
 
haphazard sample
 

0 	 Reports are clearly inaccurate or even
 
deceitful
 

o 	 Reported data do not change month after
 
month (which suggests data is being
 
collected too frequently; or data may
 
fluctuate wildly without apparent reasons
43
 
(which suggests unreliability).


This diagnosis is not exclusively a health information
 

system syndrome, but is generally applicable to many
 

rural development projects. Both the case study and the
 

comparative survey of other development project systems
 

will explore these issues more fully.
 

4 2
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 evaluation
 
purposes. See Michael 0. Patton. Utilization-Focused Evaluation
 
(Beverly Hills. Calif.: Sage Publications. 19/8). While focussing
 
attention on evaluation during project desl;n is commendable,

however. in practice evaluators are rarely in evidence. Even if the
 
needs for subsequent evaluation are consciously addressed by a
 
surrogate evaluator at this stage, experience indicates that the 
actual needs for evaluation are of ten revised. 

43'ayne Stlnson, Informition Systems in Primary Health Care
 
(Washington, D.C.; American Public Health Association. January 1983),
 
p. 17.
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SUMMARY
 

Project data and information are processed to record
 

transactions and to enable managers 
to make decisions.
 

In as much as humans have cognitive limitations, most
 

large organizations resort to a management analysis staff
 

to consolidate the reported 
data, perform statistical
 

analyses to identify trends and relationships throughout
 

the whole operation, and present the significant
 

information to the responsible managers. This review of
 
important considerations in MIS design has posited
 

several areas for intervention and improvement in the
 

design and institutionalization of management information
 

systems for Third World development programs, as
 

follows:-


A. 	MIS esign
 

In designing a Management Information System for a
 

development project (i.e. a "DMIS"), three main factors
 

to take into consideration appear to be:

1. 	COLLABORATIVE DESIGN - A design team
 
comprised of both MIS experts and
 
operational personnel
 

2. 	RESULTS-ORIENTATION - Project objectives

(i.e. goals, purposes, targets, etc.,)

elucidated as clearly and precisely as
 
possible.
 

3. 	STRUCTURE - Data for collection,
 
transmission and analysis pre-formatted,
 
and standardized in consonance with the
 
capabilities of the personnel providing and
 
processing the data.
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B. 	HIS InstitutionQ iign
 

Implementation: To improve the likelihood of 
a
 

successful MIS implementation, it appears from the
 

literature that j tention shiould be directed at five key
 

aspects:

1. 	LEADERSHIP SUPPORT -- Continuous, overt
 
support for the MIS by top management.
 

2. 	ORIINTATION & TRAINING -- A combination of
 
formal and informal training in the system

for data providers, analysts and manager
users.
 

3. 	INCENTIVES -- Rewards and sanctions to
 
encourage personnel to provide data for,
 
and utilize, the system correctly.
 

4. 	FEEDBACX -- Information disseminated via
 
both formal and informal channels to
 
providers of the raw data, and ozher
 
concerned participants to increase
 
understanding, gain acceptance, and
 
influence subsequent performance.
 

5. 	ADMINISTRATIVE CAPABILITY -- Centralized
 
data processing and dissemination, with
 
decentralized decision-making, to the
 
maximum extent possible.
 

Evaluation: Finally, to be useful for operational
 

evaluation, the consensus of experts in the field is that
 

a project Manaqement Information System should provide
 

sufficient data so that the organization has the capacity
 

to perform four types of analyses:



95 

1. 	PERFORM4ANCE MEASUREMENT -- i.e. Did the 
project attain its objectives? 

2. 	HYPOTHESIS TESTING -- i.e. Were the
 
Project's basic policy assumptions correct?
 

3. 	ALTERNATE HYPOTIESIS DETERKINATION -- i.e. 
Were there any other "Planned Cause --
Unplanned Effects" and/or "Unplanned Cause 
-- Planned Effects"? 

4. 	COST/BENEFIT COST/EFFECTIVENESS ANALYSIS -
i.e. was the project economically
 
worthwhile? Was the project the best use
 
of available resources?
 

Implicit in the foregoing is that from the outset,
 

precise data elements be identified and gathered in a
 

systematic manner to measure project activity over time,
 

against the project's baseline status.
 

These twelve variables will be operationalized in
 

Chapter 4, so that in Part II we can examine how well
 

they withstood the searing test of reality.
 



CHAPTER IV 

IN SEARCH OF THE DETERMINANTS OF DMIS SUCCESS --


METHODOLOGY AND RATIO.ALE 

Science progrisses by rejecting false ideas 
and providing tentative support for the ideas 
that have survivod current tests. Theories 
can be proved wrong; they cannot be proved 
correct: but they are considered innocent
 
until proved otherwise.
 

Louise H. Kidder. 1980
 
Research Methods in Social Relations
 

This is the methodology chapter. It recalls from
 
Chapter Three twelve inrdependent variables presumed to be
 
"Necessary, if not sufficient" conditions for success in
 
designing and utilizing information systems to manage
 
Third World development activities. The criteria for
 
"success" are defined to the extent possible, and the
 
variables are operationalized to test their validity in
 
the hypothesized relationship. Three approaches are
 
presented for hypothesis testing:
 

1) A "Design Science" approach --i.e. a Participant
 
Observation Case Study of the presence of these variables
 
in an acknowledged quccessful Development Management
 
Information System (DMIS);
 

2) A "Quasi-Delphi" Workshop/Seminar on the
 
perceived importance of these variables in that case
 
study as well as other development programs; and
 

3) A Structured Statistical Survey and comparative
 
analysis of a large number of other DMISs.
 

In this chapter, the rationale for (and background
 
of) the case study is presented; the workshop composition
 
and protocol detailed, and the approach for obtaining
 
comparative data from other DMIS applications through the
 
survey instrument is outlined.
 

96 
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The 	previous chapters indicated that:

1) 	A formally-structured Control-type
 
Management Information System (MIS) is
 
a rational approach for enhancing human
 
capability to nonitor and manage complex
 
activliies;
 

2) 	Such a system has been useful in the
 
developed private sector, and
 

3) 	There is some theoretical banis for
 
suggesting a Control MIS is appropriate
 
to the developmental environment.
 

The rest of the study will examine to what extent such an
 

approach is relevant to managing development activities
 

in the Third World where administrative capacity is both
 

unevenly distributed, and also very fragile. Given the
 

assertive, but weak, theoretical basis upon which
 

Management Information Systems are currently grounded, I
 

am going to test whether the twelve variables identified
 

in Chapter Three are indeed essential to the success of a
 

Development Management Information System (DMIS).
 

I - DEFINITION OF DMIS SUCCE$S
 

"Success" is a universally recognized and readily
 

understood concept, but defining it precisely enough for
 

objective comparative analysis is an elusive task.1 One
 

approach to measuring success in a Development Management
 

Information System (DMIS) is to categorize nominal and/or
 

subjectively ordinal criteria which represent desirable
 

ldebster. for instance, defines success as a subjective
 
category "in accordance with one's desires; having the desired 
effect"'. Like beauty -- or pornography -- the qualities or 
attributes of success could be expanded or modified by individual 
observers and heated1v debated (without resolution) to encompass (or
 
exclude) a wide variety of cases, given particular aspects, features,
 
qu.ilities or conditions.
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system attributes. This can be done by identifying 

existing characteristics which managers expect the DMIS 

to correct, or at least improve upon. A crude "before/ 

after" measurement can then be taken -- even if the 

yardstick is somewhat subjective and imprecisely applied 

by different observers. For example, a user's assessment 

of a DMIS as "successful" would be considerably enhanced 

if it could be objectively substantiated by a "before and
 

after" comparison of the following elements:
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FIGM 4-_1 

DME PMENT MANAGEMENT INFORMATION SYST-M OBJECTIVES 

STATUS BEFORE MIS SYSTEM ELF.NA OBJECTIVE: AFTER MIS 

Several, all 1. OVEPALL SYSTEM One, unified
 
different STRUCTURE structure
 

Extensive 2. 	DATA REQUIREMENTS Limited
 

Confu3ion, 3. SUBSTANCE -- Consistency, common
 
overlaps, gaps TECHNICAL DATA basis for analyzing
 
and conflicts data obtained
 

Unknown, based 4. VALIDITY OF DATA Can be measured,
 
on "guesstimates" [ACCURACY] estimated by sample
 

audited
 

Centralized 5. PROJECT TARGET Decentralized
 
SETTFING
 

Weekly, with 6. REPORTING Monthly
 
interim partials FREQUENCY
 

Too late to be 7. TIMELINESS OF In time for Managers
 
useful REPORT to use for decisions
 

Extensive 8. FIELD TECHNICIAN Limited
 
TIME REPORTING
 

Extensive 9. CENTRAL OFFICE Limited
 
TIME SUMMARIZING REPORTS
 

Manual 10. 	PROCESSING Manual or computer-

METIOD ized as appropriate
 

Little, and 11. DATA ANALYSIS Comprehensive and
 
late timely
 

Open ended, 12. PROJECT Measured against
 
monthly "random PERFORMANCE targets, cumulative
 
statistics"
 

One way - Field 13. DATA FLOW Two way -- Field to
 

to Central Office 1IQ, HQ to Field
 

None 14. 	FOLLOW-UP ACTION Required
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The foregoing elements were in fact the "objective" 

indicators established by the designers of the DMIS for 

the Philippine Masagana 99 Program -- which will be 

examined as a specific case in Part IT. While the 

foregoing elements are perhaps plausible, however, they
 

are not necessarily generic, and should not be applied as
 

the basis for measuring the success of ail Development
 

Management Information Systems (DMISs).
 

In this study, a number of other Development
 

Management Information Systems were also surveyed. In as 

much as the other DMISs were independently developed by 

different individuals -- in content, time and place -

and surveyed after the fact, no such standardized list of 

"success criteria" was established; nor could one be 

retroactively imposed. Instead, the focus was narrowed 

and success was defined as one single, readily 

understood, concept -- "User Satisfaction". Egh key 

infJ=rLJnt ;. then to ild, subjectively, th-e 
D_ _ t_~~m__3_%u~,esuI. based on the 

following qj 

a. Extremely Succcssful
 

0. Somewhat Successful
 

c. Marginally Successful
 

d. Not Successful
 

and to indicate their criteria for "MIS Success"
 

How do you i hsuccc__-an 
HIS. Q-hV__t!Lhn "User Sstisfaction?" 

Their responses will be described in Part II. 
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II - THE 11YEMUEJKF 

The twelve variables drawn from the literature
 

search were hypothesized as " if not
 

Sufficient" for the successful desiqn and utilization of
 

Development Management Information Systems (DMIS). These
 

hypotheses, together with brief explanations to
 

operationalize each of the variables, are as follows:-


Design is the first phase of Management Information
 

Systems development. The following three variables are 

considered necessary, if not sufficient, for successful 

DMIS design: 

HYPOTHESIS 1. "COLLABORATIVE DESIGN" Hypothesis --
A successful DMIS must be designed by a team of 
operational personnel and HIS experts. 

The precise makeup of the "design team" and its 

permanency is not considered significant here. The 

essential element is that at some stage of the design the 

organization's operational personnel have an opportunity 

to interact with the "MIS experts" and be a party to the 

system design -- rather than having it thrust upon them 

by "MIS experts" unfamiliar with the real operational/ 

managerial requirements. For our purposes here, it is 

immaterial whether the team functions on a full- or part

time basis; whether it is drawn from different levels and 

skills witnin the organization, composed primarily of 

external consultants, or a mixture of both, as long as 

there is provision for adequate dialogue between the 

designers and the users.
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HYPOTHESIS 2. "RESULTS-IRIEN'AT'TOM" Hypothesis A

successful DMIS must be targetted; i.e. Project

objectives (purposes, targets, etc.,) should 
 be
 
elucidated as clearly and precisely as possible.
 

There is no assurance that every program and project
 

can be accurately targetted in 
detail. However, the
 
'2
"logical framework" with its explication of the
 

project's purpose and and
outputs, delineation of
 
"Objectively Verifiable Indicators" 
in "QQT" terms -
i.e. quantity, quality and 
time -- goes a long way 
towards laying the groundwork for a program which is
 

results-oriented.
 

HYPOTHESIS 3. "STRUCTURER Hypothesis -- A successful
DMIS must pre-structure and standardize data formats for

collection, transmission and analysis, in consonance with
 
the capabilities of the personnel providing and
 
processing the data.
 

uiven a program or project primed for "results
orientation", it is a relatively 
easy task to establish
 
an Information System 
 to monitor progress towards
 

accomplishing the 
targets for those indicators. The
 

essence of the "Structure" hypothesis is that during the
 
design phase, attention should be paid to the particular
 

data items and a systematic means for gathering them.
 
Furthermore, the "means" should be carefully considered
 

to minimize the burden on the reporter, as well as the 

processor of the data at various stages. 

B-ij-nAijaUt ji n
 

Institutionalization is the process by which the 
DMIS should evolve into a stable, valued and recurring 

.Use, by the U S. Agency for International Development and
severil other donors, as del as , number of Third World governments.

for program and project design.
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artifact of program management. Nine additional
 

variables were examined which affect three different
 

aspects of institutionalization -- operational
 

implementation; formative, and summative evaluation.
 

1. Operational Implementation:
 

HYPOTHESIS 4. "LEADERSHIP SUPPORT" Hypothesis -- A 
successful DMIS must have continuous, overt, support by 
top management. 

As with the concept of "success" discussed earlier,
 

"leadership" is generally well understood but difficult
 

to define. One authoritative source states that "there
 

are almost as many different defin4-ions of leadership as
 

there are persons who have attempted to define the
 
'
concept."3 In our context, the essential aspect of
 

"support" is that those individuals who are responsible
 

for the direction of the project (and also in a position
 

to influence subordinates) should conspicuously and
 

frequently indicate -- both by their words and actions -

that they find the DMIS useful in monitoring and managing
 

the project, and to persuade others to follow suit.
 

HYPOTHESIS 5. "ORIENTATION & TRAINING" Hypothesis
 
-- A succ. ;sful DMIS must provide a combination of formal
 
and informal training on the system for data providers,
 
analysts and manaqer-users.
 

Without appropriate training to transfer concepts
 

and skillq, individuals can not be expected to absorb new
 

knowledge by osmosis and use an information system as
 

intended by its designers. While the nature of the
 

orientation and training may vary from one situation to
 

3rnard 1. Bass. St gdflli fIt r-Ish. (New York: 
The Free Pre,;s, 1981), p. 7. 
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another, it should not be left to 
the initiative of the
 

user simply to "read and follow the instructions". There
 

should be some personal contact and sharing of 

information between the designers and the users to ensure
 

that the desired message is communicated properly. One
 

approach (for example) is practical "competency-based"
 

skills training, under the guidance and supervision of
 

experienced personnelI.
 

HYPOYTISIS 6. "INCENTIVESM Hypothesis -- A
 
successful DMIS must provide rewards and sanctions to
 
encourage personnel to provide data for, and utilize, the
 
system correctly.
 

For the most part, people may be presumed to exert
 

their b1,o!t effort:; towards furthering the common goals of
 

the organization for which they work. Nevertheless, in
 

almost every situation, some disincentives exist which
 

can work at cross purposes to these objectives. As one
 

of the prime bases for management decisions, the data fed
 

into DMIS should be both as accurate and as timely as
 

possible. To encourage and enhance the smooth
 

functioning of the system, and deter or detract from its
 

abuse, some positive reinforcement through monetary
 

rewards, promotions, and other acts to recognize
 

desirabl pertormance and achievement etc., are 

considered essential. Some "negative" sanctions -

ranging from reprimands or monetary fines to dismissal 

may be imposed (or held in the background) as an ultimate
 

threat to coerce compliance.
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HYP()THESIS 7. "FEEDBACK" Hypothesis -- A successful 
DOIS must disseminate the results of its analyzed
information to providers of the raw data, ;.nd other 
interested participants, in order to increase their
 
understanding, gain acceptance, and influence subsequent 
decisions and action.
 

Operational personnel charged with providing data
 

for managers at higher levels usually have only a limited
 

perspective of why they are doing so, or how it is used.
 

Consequently they may fail to recognize the value of
 

their efforts. To ensure DMIS success, it is posited
 

that those who make contributions to the system should
 

see the impact of their input, as well as those who can
 

benefit by it for collateral decision-making purposes.
 

HYPOT'HESIS 8. "ADMINISTRATIVE CAPABILITY" Hypothesis
 
-- A successful DMIS must centrally process and 
disseminate the data, with provision for, or 
encouragement of decentralized decision-making. 

The premise if this hypothesis is that in the Third 

World, administrative capability is scarce -

particularly in the provinces, away from the central 

Ministry/Department Headquarters. Consequently, the few 

resources that are available should be carefully 

husbanded. A generally-favured approach for doing this 

in terms of a DMIS is to concentrate data processing at d 

few locations, to maximize efficiency. At the same time, 

orograms in developing countries are often ,nitiated 

cencrally,, with continuing guidance emanating from 

Headquarters. If field personnel are constrained to 

following orders from above, administration becomes 

extreme cumbersome, to the ultimate detriment of the 

Program. Thus, the use of local initiative -- to the 

maximum extent possible -- is seen as a positive force. 
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In terms of the DMIS, this means having the freedom to
 

use the data provided by the central office to assess its
 

significance on the local scene and initiate follow

through action without reference to higher headquarters.
 

2. Formative Evaluation:
 

HYPOTHESIS 9a. "PERFORMANCE MFASUREMENT" Hypothesis
 
-- A successful DMIS must have the capability to measure 
the extent to which the program is attaining its
 
objectives during implementation.
 

The ability to measure performance entails having
 

baseline data on particular indicators and some
 

preliminary estimates of what constitutes reasonable
 

accomplishment given application of various levels 
of
 

resources and effort over time; 
coupled with objective
 

data at regular intervals in order to compare "actual"
 

against "plan" at intermediate milestones.
 

3. Summative Evaluation:
 

HYPOTHESIS 9b. "PERFORMANCE MFLSURFMENT" Hypothesis 
A successful DMIS must have the capability to measure 

the extent to which the program attained its objectives. 

Note: This is essentially the same variable as for
 

formative evaluation. The key difference is whether upon
 

reaching the final milestone planned, the program has had
 

the desired impact upon the development problem it was
 

attempting alleviate.
 

HYPOTHESIS 10. "HYPOTHESIS TESTING" Hypothesis -- A
 
successful DMIS must have the capability to support or
 
reject the program's basic underlying "if-then", "Planned
 
Cause -- Planned Effect" development policy assumptions.
 

Most development policies and initiatives are
 

conceived in terms of a "Cause-Effect" model. Unless the
 

validity of this model can be examined and verified there
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is little purpose in pursuing one approach over another.
 

The DMIS should therefore capture the essential data
 

elements for conducting such an analysis.
 

HYPOTHESIS 11. "ALTERNATE HYPOTHESIS DErERMINATION"
 
Hypothesis -- A successful DM1S must have the capability 
to identify and test other hypotheses, i.e. "Planned
 
Cause -- Unplanned Effects", "Unplanned Cause -- Planned 
Effects" and/or "Unplanned Cause -- Unplanned Effects".
 

A DMIS should collect sufficient collateral data
 

surrounding a program or project so that in the event the
 

program's original development policy assumptions are not
 

realized, note promising avenues to successful
 

implementcsion may be revealed.
 

HYPOTHESIS 12. "COST: BENEFIT/EFFECTIVENESS ANALYSIS" 
Hypothesis -- A successful DMIS must have the c-pability 
to identify whether the program was economically
worthwhile, and whether it was the best use of available
 
resources.
 

While it patently impossible to estimate the precise
 

costs involved in a program, or to trace all the benefits
 

derived therefore, in an environment where resources are 

scarce and demands upon them are many, some rudimentary 

cost:benefit or cost:effectiveness estimates should be 

tundertaken before embarking upon a particular ofcourse 


action. Because a priori knowledge is imperfect in such
 

situations, the facility to return and review the same
 

situation in the light of experience is an important
 

feature of evaluation. In order to perform this
 

function, at the outset of the program, the DMIS should
 

identify the data required. Subsequently, provision
 

should be made for incorporating such requirements into a
 

regular, systematic data-collection scheme.
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A conceptual path model of my research approach is
 

outlined for review on the following page. The details
 

of this model are explained on the subsequent page.
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FIGURE 4-2
 

PATH DIAGRAM & SUMMARY ANALYTICAL STRUCTURE 

FOR TWELVE IIYPOT|IESIZED DHIS VARIABLES 
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3. 	 STRUCTURE 
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6. 	 INCENTIVES IMPLEMENTATION PERFORMANCE 

7. 	 FEEDBACK 

8. 	 ADMINISTRATIVE 
CAPABIILITY
 

9. 	PERFORHANCE 
MONITORING
 

10. 	 TEST
 
DEVELOPMENTr 
IIYPO'YIiIES ES 

nymriESESUTILIZATION
 

11. 	 TEST 
AITERNATE 
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EFFECTIVENESS 
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OF VARIAL~
 

The extent to which the V3rious Management
 

Information Systems had "Co11aborative Desigr" was
 

determined by asking the following question:
 

"How was the MHnagement Information System
 
designed?"
 

Respondents were given the following options:
 

a. 	INTERNALLY - The program's managers
 
(non-expert in MIS)
 

b. 	INTERNALLY - Program staff (non-expert
 
in MIS)
 

C. 	EXTERNALLY - Consultants with MIS
 
expertise
 

d. 	A TEAM APPROACH - Internal managers,
 
staff and advisors/consultants -- with
 
a mixture of operatiunal and MIS
 
expertise
 

The 	responses to this question were then dichotomized as
 

to whether or not there was colla..- ation:
 

APPROACH IN THE LIMIS DESIGN INFERENCE RE:
 

REI5QVS1. COLBOAIE DE.UjGl 

a. 
b. 

C. 

INTERNALLY 
IPTERNALLY 

EXTERNALLY 
LACKING - HYPOTHESIS REJECTED 

d. A TEA.M APPROACH) PRESENT - HYPOTHESIS SUPPORTED 

Each o' the remaining constructs -- hypothesized as 

independent variables for successful DMIS Design and
 

Institutionalization -- were operationalized as follows:



ill
 

An ordinal four-point, forced-choice, "Likert" scale
 

(0 - 3) approximating the semantic differentiations
 

0 = NONE (Not at all]
 
1 = LOW (A Little, Inadequate]
 
2 = MODERATE [Some, Adequate]
 
3 = HIGH [Much, A Lot, Outstanding]
 

was established to assess the extent of presence/absence
 

of each variable in the situations under study. This
 

rating scale was then applied to the DMIS case study.
 

The assessments of other participants in that case were
 

also solicited through a series of questions in an
 

attempt to validate my conclusions. The same questions
 

(and rating scale) were also used to gather data about
 

numerous other DMIS applications from key informants.
 

For data analysis the assessments/responses on the four 

point scale were dichotomized as follows:-


T
FUI"Mr__EM O V TABLE IN THIE DMS IME RE 

0 = NONE (Not at all] LACKING -
1 = LOW (A Little, Inadequate] HYPOTHESIS 

REJECTED 

2 = MODERATE [Some, Adequate] ) PRESENT -
3 = HIGH (Much, A Lot, Outstanding]) HYPOTHESIS 

SUPPORTED 

The questions asked were as follows:

"To what extent were the project's
 
objectives clearly identified?"
 
[Results-Orientation Hypothesis 2.]
 

"To what extent were data collection,
 
transmission, processing, analysis and
 
reporting formats pre-structured?"
 
(Structure Hypothesis 3.]
 

"To what extent did top management support
 
the MIS?" (Leadership Support Hypothesis
 
4.]
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"To what extent was training in using the
 
MIS provided?" (Orientation and Training
 
Hypothesis 5.]
 

"To what extent were appropriate incentives
 
(rewards and/or sanctions) provicad for
 
personnel to collect and/or use the data?"
 
(Incentives Hypothesis 6.]
 

"To what extent was processed MIS
 
information sent to the reporters?"
 
(Feedback Hypothesis 7.]
 

"To what extent was data processing
 
centralized?" (Administrative Capability
 
Hypothesis 8.1
 

"To what extent was MIS information used at
 
decentralized levels?" (Administrative
 
Capability Hypothesis 8.]
 

"To what extent did the MIS measure program/

project performance during implementation?"
 
(Performance Measurement Hypothesis 9.]
 

Although "monitoring", and "evaluation" systems 
are
 

not necessarily synonymous, I was also interested in
 

determining the extent to which an 
 operationally

successful Management Information System (specifically
 

designed to monitor implementation) was utilized for
 

summative project evaluation. The following questions
 

attempted to get at those aspects:

"To what extent could the project's
 
development hypotheses be tested from the
 
MIS data?" (Hypothesis Testing Hypothesis
 
10.]
 

"To what extent could alternate hypotheses
 
be examined with the MIS data?" (Alternate
 
Hypothesis Determination Hypothesis i1.]
 

"To what extent cocid the MIS data verify

whether the project was economically

worthwhile?" (Cost:Ber efit/Effectiveness
 
Analysis Hypothesis 1:.]
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Statisticians have long been critical of social 

science case studies (as comparad to physical science 

experiments), with comments to the effect that most 

social case studies "have such a total absence of control 

as to be of almost no scientific value."4 Some 

constructive criticism by one eminent authority -- Donald 

Campbell -- outlined how imaginative and conscientious 

adaptation of the "degrees of freedom" concept (used for 

quantitative statistical testing) might significantly 

improve case study analysis.) Campbell recommended 

"triangulation" (i.e. multiple observers and multiple 

objects of study) -- to the extent possible -- to cross

validate findings.6 He also suggested a record be kept 

of the number of observations against which the 

hypothesis is checked, with a "box score" of "hits" and 

"misses".7 Campbell also considered "theory-infirming" 

case studies (i.e. situations where prior beliefs and 

theories are proven wrong) to be significant (and worthy 

of systematic documentation) since such findings 

demonstrated a discipline and a capacity to reject 
8
 

theories.
 

In light of Campbell's comments above -- to make 

this study as robust as possible -- I tested these twelve 

hypotheses using threq kinds of information and methods: 

4
Donald T. Cimphel, "Degrees of Freedom and the Case Study",
 
v o tc deS 8, No. 2. (Sage Publications,
 

Inc., Jul, 14/5). p. L79.
 
5
!bid., pp 178-193,
 

61bid., p. 189.
 

7Ibid., 
p. 188.
 

8Ibid. pp. 178-193.
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I. 	A Case Study cf a successful Development

Management Information System.
 

2. 	A "Quasi-Delphi" Workshop/Scrinar of the
 
Case Study and experiences by participants

with other Development Management
 
Information Systems in the same technical,
 
cultural and environmental setting.
 

3. 	A Comparative Statistical Survey of users
 
of a large number of Development Management

Information Systems in a wide variety of
 
Third World technical, cultural and
 
environmental settings.
 

The 	Masagana MIS was first established to be a successful
 
application. Then -- in addition to detailed,
a 


subjective, participant observation of the extent to
 
which the hypothesized variables were present 
 -- the MIS
 
was examined by [ifrP1Da__"rticipant observers (i.e.
 

multiple observers of the same phenomena, with different
 

methodology, on the same case].
 

The 	degrees of freedom concept was further 
applied
 
by 	examining other cases of MIS applications -- both 

successful and unsuccessful [i.e. multiple observers of
 
the same ph(.nomena, with the same methodology, on
 

different cases]. The data utilized for 
hypotheses
 

testing were primarily nominal and ordinal (rather than
 

interval or ratio) and were not 
randomly obtained. To
 
establish a procedural rigor at least equal to a
 

qua.ititatve study, following criterion
the rigid was
 

established:
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The hypothesis that a variable was
 
if not Sufficient" for successful DMIS
 
design, and/or institutionalization was
 
sustained only if he variable was present
 
examined, or confirmed by all observations
 

by different observers of the same system.
 

If a variable was not present in 1ll successful DMISs
 

(or confirmed by alU observers), the hypothesis of
 

"Necessary, but not sufficient" was rejected. 9
 

For further theoretical development, a "box--score" 

was maintained of the extent of presence on the variables 

and the perceived success of the Project and the MIS, 

respectively. If the statistical evidence from the box
 

score cross-tabulations indicated that the variable
 

occurred gLiryj_yn __1uujflitj and P 

I _ _ _ (i.e. implying a "cause

effect" relationship), the variable was downgraded from
 

"Necessary" but reclassified as "Apparently Desirable".
 

The following section describes each of the methods
 

in more detail.
 

J']JE_ AZ_ D=UY_A.MW[gA QU 

In many of the physical sciences, experiments are
 

commonly undertaken to examine phenomena and provide
 

definitive answers with respect to the "cause and effect" 

interaction of specified variables under particular
 

9 
This approach is uj 'liv1Iiy_ because It has no 

tolerance for error which might be encountered in the data. Thus 
variables could be rejected as not being necessary, even when they 
are; a situation statisticians r ter to as a TYPE I error. 
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conditions.10 Unfortunately, development projects are 
generally not amenable to such classic physical science 

experimental design, implementation, monitoring and 

lOTraditional "classic" requirements for a experiment 
 are
extremely restrictive. Comparable "experimental* and "control"
 
group. must be established, usually 
by statistical randomization
 
methods. Clinically-pure laboratory conditions must be 
maintained to
isolate th,. groups, and the researcher must be able to manipulate

selected variable; in the experimental group withut contamination byother .arible,;. and wirhou t aftect i i,, the c,,ntrol ro,,p The
reactions to anry stimuli must be monitored and anv chaned conditionsrecorded in an objective manner at appropriate inttrval s. Finally,
tor the results to be considerred acceptable, the eut ire experimentmust be re peatrbl,, and .he same, results attained under identical
conditions. D,.pite Its rigor (or perhaps because of it). even theclassic experimental model is not 'ideal" Given the "laundry list"
of threats to validity, the representativeness of research subjects
is often difficult to establish, even in a laboratory situation.

Since the nat ural social setting is so urilIke a controlled
experimental envi ronment , even it a laboratory analoIgy could be
contrived, it would only provide an artIicial test 
of a hypothesis.
Relevance to the real world" is still open to question, and Indeed 
ma y not be generalizable. Finally. such sterile experiments
systematicallv exclude collateral 
material and unprovable inferences,

permitting no conjecture on the reasons for the results -- Just the 
acts. 
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analysis." In development projects, study subjects are
 

usually aggregates of heterogeneous human beings -- i.e. 

farmers, extension agents, managers, etc. -- rather than 

identical ,ndivliduals, and every 5ituation involving
 

human behavior and interaction is unique. While
 

innumerable variables also 
abound which can influence a
 

given situation and outcome, most are difficult to
 

identify, let alone control. Conditions in the "real
 

world" ire dynanac rather than static and during
 

implementation -- as managers and field extension 

officers perceive weaknesses in the program, or possible
 

innovations -- programs are often modified to accommodate
 

that viewpoint, whether or not it is warranted. In
 

addition, in many instances the program is not carried
 

IICommon threats to internal validity are:- 1. History -
,_'hanl;,,ein -i' ronmental i i rcumst, rce!; dur in'. he course of the 
:;t 1dv. 2 ?ituration -- chan)-;es in the target group's knowledge or 
attitude which ocur during the course if the study (other than 
intendd . 11 Testing chllgt;e In tilh target group's behavior 
at tr huraLle ,o th, x. rIInentr 's monitoring/ reasur ement or 
t St I rig; ' Intrur mt at ion - changes ii tht, means of measurement 
or standa rds b-tween observation:. 'I Statistical Regression -
chai.es in the targt-t group's position v: ; i 'is the mean. 
attributable to the i xtremi-y of their initial posit ion; 6 
Selection Bias - cha"acterist i:cs o the target group
1111 'prI,*er"' t I.. the poplu, 1! io In .i,nht t ,lart r ',epect: 1,n oi ,,"m,' 
Expm-riamttl Hurt Ality -- :Kung-s in the cOMPUnSItl:)l Of the target 
group. 3 Interaction - - hbetw,,,n any of thet f 'ore;,oin, that ha.'e 
synerr, and/or dif ferent ial ef ftcts In thet experi:n,,ntal aridglitic 
cont -ol , ii s ) C.tUoal Tifm -Order -- ambiiuos int,-ract ion of 
Indep.ndrient and depend.-tit variables e. which is the "cause* and 
which the ett.ect 

" , 
10 Diffusion/Iuitation of Treatments -

changes in the control group's behavior i.e. aiv also adopt
experimental treatmentt 11 Compensation changes in treatment 
toward the cont rol group to comp.-risate for depr i'at Ion by the 
exp.r I 1.nt (Af fec t-d by Fqual I 'portunu tv ?i r,.oss. Reverse 
Discrimination considerations); I. Cowlwnsatory Rivalry -
positive changes in contrnl grcup behavIor to compensate for 
perceived deprivation; 13 Demoral iz.atlo -- negative changes In 
control ,roup behavior as a rusult of perceived deprivation. See: 
Earl Babblie. "h.g.I_ a . ,ALi a±ij,, (Belmont, California: 
The ;'adsworth Publishing Co. 1063). pp. i)5-l,9. 
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out strictly as planned, and resources provided may be
 

diverted to other uses.
 

Under such conditions, Participant Observation -

also known as "field observation", "qualitative
 

observation," or "direct observation" -- is an accepted 

social science methcdoloqy. 12  As the methodology
 

suggests, the researcher is immersed in the day-to-day
 

operation and environment of the research setting, gains
 

extensive first-hand experience, and acquires knowledge
 

and understanding of thc situation through both
 

observation and direct interaction.
 

PlarLici t,,int Uh:;ervat on i:- particularly appropriate 

for "social studies that appear to defy simple 

quantification".11 Although hypotheses are formulated 

and examined, typically the objectives of the study and 

much of the supporting evidence is highly subjective. 

Data cones from per-.onal ieild experienc s, interviews of 

other key informants (larcely unstructured) and/or is 

derived from memory. Analysis is thus interpretive, 

insightful, and qualitative, with wide use of analogy; 

and is bsedl on extensive retrospection rather than 

object iv1,' thr ivtd from a comprehens ive statistical 

data-base. 

lrInstfad ot artifici.,ll,i contrived experiments, participant 
ohecr a.'t in i . ha.,,e ,r teal ,,v-nti iii nrra~u ,l lv ,occurriniv (i.e. 
unco tltr ,.1,1d s r tons [tirsr. Kidder. tL.o' H. 
• '22i _ZI',xb (Tokyo, Japan Holt-Saund, rs Japan. Ltd, 1981, pp.
11)2 -11/ w'.' ,ilso John Lot land % lyn if Lotland, rSnzixu ,Ii 

Cali, t l Fl O.it .. . 1aworthr luh lshinr g Co . rd,,) whicIr provides an 
excellent hio w to" guide for corl trcting skich studies. 

13,I l Babbie, ,bid , p. 244 

http:quantification".11
http:methcdoloqy.12
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in his ordinary wav, a very competent 

knower, and qua I tat1ve CI&5Jn-set.e Knowilg 

is not r-pl aced by quiant i tative knowing. 
Rather. quantitative knowin, ha.i to trust and 

build on the, qualitatlve, including ordinary 

percept i"T ". 

Man is, 

the results of participant
This is not to imply that 


In fact, quite the
observation have to be less rigorous. 


is true. The riqor, however, is different in
 reverse 

nature -- a difference which Campbell characteriL.Le as 

ana logous to "dngree!- of freedom" in the statistical 

settinq.1 In effect, a premium is placed on the
 

abilities.
researcher's experience and analytical 


The criteri ,t , qu litv come not fr, m the us 

by the .thnographer of any spectal tools of 
.nc,' . . but ratherquantitative sec ia sc 

from superior qual i tativ acquaintance with 
the c1ii ur,' i, cibd 'I ,y.impl,. !hroubh 

l ,,I.dc.n d r-,ftttow 1e ot 'ieicnrger 

1aligl?;u.elocal 


Thus, the more familiar a participant observer is with
 

the research setting, the more likely he/she is 	to
 

to
intuitively recognize anomalies, and the less likely 


!;puriou!; or incomplete data, inadvertent
be misled by 


errors, or delibe-rately distorted information. Credence
 

is also accorded participant observation when findings
 

counterare contrary to expectation, or substantiate 

17
 

intuitive theory.
 

Participant observation cases studies also have
 

their strong points. A distinct advantage of the
 

1
4 

Donald T. CampelIm. "Degrees of Freedom and the Case Study*. 

_ Vol 8, No. 2. (Sage Publications, 

Inc , July Po ,). p 11 

"I bid., p. 181. 

161bid.. p 182. 

1IbIJ,'. pp. 186-187. 

http:characteriL.Le
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participant observation approach is that it is more
 

flexible than experimental research, and can often be
 

effectively employed whero detailod statistical analysis
 

would be impossible or impractical.
 

Through participant observation, project analysis
 

can often be undertaken without extensive baseline data
 

or preparation prior to project initiation. As research
 

proceeds, difr icultie,; may he encountered, conditions may
 

change, or furtlier insights may be gained. Consequently,
 

a hypothesis is not "all or nothing". It can be
 

modified, adapted, or revised to take available evidence
 

into account. Thus some benefit can usually be derived
 

from the res;earch, rather than having to abort an 

experiment because failed weather one orit to more 

threats to its validity.
 

A plethora of "failures" have been dissected in the
 

,-it through this traditional case study approach. This 

is somewhat akin to the coroner's post mortem -- i.e. 

examining failed projects for pathological defects to be 

avoided in subsequent replications. Unfortunately little 

theoretical enlightenment seems to have occurred from 

such post mortemn, because successful projects (and 

successful Management Information Systems) -- by any 

criterion -- are still in short supply, while 

unsuccessful ones continue to proliferate. According to 

Thomas Kuhn, a paradigm change is essential to the
 
18 
discovery of new theory, so a shift to another approach
 

may be a propos.
 

18 Thoaws S Kuhn. The tu-j f2J f1c Reyolutions
(Chicago. Illillols The University ot Chicago PreS3, PO/U). 
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An interesting alternative to 


this approach "Design Science". Samuel 


focusing on failures 

is to scrutinize successful cases in an attempt to 

discover why they were successful. Trudi Miller calls 
1 

Paul noted that
 

such an approach is already accepted practice in
 

agricultiral rerearch, where results are observable 
even
 

though the reasons for the phenomena are often obscure.
 

Paul also endorses this approach for Development
 

Administration because it opens the door to innovation
 

and serendipitou; discovery. Post hoc analysis of
 

'ug~Qd models may thus isolate the critical factors
 

which provided the impetus for change.
 

Success ful mmanF;emerit iterventions and 
practices cannot be deduced or predicted from 
an analvsl; ,:j 5 [et+ormanceo :.uts )i ;.,or 
innovdt yve approaches sten from 
discontin;jitles alnd not linear projections. 

tIn developtini insi.;,hts for improving the 
per ormance of devel OPInInt programs. 
therefore, there is a strong case for 
investigatin the experience of high 
performers. In the ter'hi nol ogY of 
stt ;t 1is 1,1i.i,. h -,.iit..m unl to,thi ; appr ),i 1 
studytll.; lh 'ri ght ra il ' ot the trequericv
d i t r I biit I011 

In agricul tural research. for example, 
scient t';s t'picaily concentrte ,on the best 
seedli nrgs raitd In the nurserv an11d i gilor. 
the av- rage and the poor Th,,ir objecti .e is 
to ulrdersitarld the feat ores of the exceptiona] 
case,; and learn how to repli cate therm. 

l1hii!er ass-.rts; that Design Science is more suit-Able to the 
atnalysi,; t id-si 01 it.ratise eoftct1,,Veilel;f bec.ause program outcomes are 
not boaldt by IlI t lI, 1 laws , Lill. .1re S i tuat I oio s where human 
intervention can m.ke a difference. Thin is an important concept
b..cause fai Iur; of the past need rot nece ssa r i Iv constra in 
performlance i th,- ,iture. Truidl MIile1h1jet_ g Fu i 
- r B The Johns Hlopkins Press, 1')6))lI-ou haltimore. 
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These are reasons which seem r, apply equally
well to Othe minagement of development 
programs.
 

The first method used in this study -- Case Studythe -

follows this Design Science course. As indicated
 

earlier, the focus is on the 
 Management Information
 

System used to monitor the Philippine "Masagana 99"
 

program during the period 1973-1976.
 

The Masaqana Proqram was launched in May 1973, in an
 

attempt to attain national self-sufficiency in rice
 

production (the nation's staple 
crop) by encouraging
 

small farmers to increase rice yields through the use of
 
21
modern technoloqy. The program attained its production
 

object i ves, ind si ,ce the Ha:;agana inte:'vention, the 

Philippines has tocontinued r.,,intain national self

sufficiency despite an ever-increasing population base.
 

The Masagana program is an appropriate case to test 

the hypotheses because a formal ly-structured Maniagement 

Information Sy:tom (MIS) was specifically developed for 

Masayana's managers, and utilized to monitor and manage 

performance.,'- In addition, the Masaqana MIS design and 

implementation ws well documented. Thus the data 

obtained during the proqram'; institutionalization 

provide a unique opportunity to retrospectively review 

' t''ti ,. v , , i, i i, pp, dl~hi ,5] r I . 4

a h h vielding, var:etv sed, fertilizer, pesticides,
me:hani.',i onan. ti i ln ,lt',.m,emr, ii rtt i c s,-

In t.-Ims; ot the ndil t. discussed Two,t3 S in Chapter
Masar,,,a';' II.S was a "Mo, !t i'tctur,, - ontr-l mode. The ui. 
1, inIl r'rt , M.dig , s ;rt o.,nam ers (as distinct frolanthe ,iucc',,; t 'M, , - fl wasa a'art, .- uE."i prog'raitn) determined 

b-; if .x amin tia of fourt in (Ii pr,.det rminet,, and subsequently
'v.Olatd. objectively vr-fi.t al indicator;. 

i 
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the use and utility of the HIS to Program management, as
 

well as to analyze and evaluate the technical policy
 

hypotheses on which the Masagana Program was founded.
 

In this respect, the participant observation
 

approach is more discriminating than a statistical
 

experimental one. Where an inexperienced experimental
 

researcher may confidently accept a statistical finding
 

(based on quantitative data) that falls within two or
 

three standard deviations of the mean, an experienced
 

participant observer rejects any subjective proposition
 

where contirmation is not unanimous. No research
 

protocol can completely preclude bias, but this
 

conservative nQggtjya cLq lyLLj approach helps to
 

assure researcher inteqrit,.
 

A clear distinction should be made between the
 

success of the Masagana Program and the success of the
 

Management Information System to monitor and manage that
 

program. In the euphoric immediate post-project
 

afterglow, the program's managers credited the MIS for
 

much of their success. While the whole purpose of the 

MIS was indeed to enhance program management, program 

success does not necessarily flow from better 

management.2 3 Furthermore, as indicated at the outset of
 

this chapter, "Success" is relative rather than absolute,
 

and this was also true of the Masagana Program. The fact
 

The !vllo ttic inference that 4as;i'ana used an .IS; Masagana
WAq It succeS;; therefore, the MIS was tl'e £ for Masagana's 
".u~ct,':;;if; -seducl i:., 'ut tLawed, for rh,,re wre ,i multitude of other 
conltributLin? tactoi, -- not ti, least of which was the rice 
production trchnolo g, Indeed although implicitly In effective HIS 
should Iri rectly enhance a well-conceived project's p.rtormanc., it 
could equall w,;l1 lv.e been enploved to mana gek 1 poorly -conceived 
one. Thus it it;not myi ntent t muke that cau;al linkage. 

http:management.23
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that Masagana attained its target production was but one 

indicator of success, albeit an important one.02 As 

Chita Subido notod, "The overriding objective of the 

[Masag-na 99] program is Jg-Aghieve self-sLiif,-rlc in 

(Emphasis 
mine.]2- How it attained that objective is
 

another story which is analyzed in Appendix F.
 

In addition to assos!;inq the foregoinq variables as 
determinants of DMIS success, the 
 ilavano_ of 
Masagana's operational reports was also used in a quasi

experimental aporoach to evaluate the MIS's 
 overall
 

capacity for providing useful timely, valid, accurate,
 

reliable an. rel evant ioformation in terms of both 

2If viewed from other standpoints ()harticularly thesociological perspective), the "Green Revolution" (of which Masagana
99 was the predominant Philippine version) was at best mixeda
blessing. A strong case could be that themade Masiagana program did
little, it anything, to enhance the status of the targeted
beneficiaries. In many respects adopting the sixteen steps. of High
Yheldinv '.'arf,,s ric, '.chnolor',; resulted in rural ret ro.,resslon as
the small tarmr took greater risks to work harder and produce More, 
tor marginal rt Ifra. 

5•Chira Subido, "Small "Farmer Credit Policit's and Provrams inthe Philippines Paper presented to 2nd DSE/SEARCAF,\FO training
I'rok;ramme on SmilI 1 Farmer cri ltural Credit Sv:;t eros inA 1 the
PhiInppines for Thai Agricultural Otticers. los Banos. L MarchMgura
5-18, 1918. See also thre., case studies developed by Rochel leAlina'-or-XcArthur at the E.asr-' ,st Center and Urlvt'rsltv of Hawaii 
(undat, d) - 1) "Ma' ,. , ')' A Villa-,. View" 2) ,,',tcataa 99:tat rIng" the Miracl, In Perspective" am ) "Masagana 'Ph lrmoting a
Miracle (A Critiqu,)" See also Clifford R 'harton, Jr , "Risk,
Unc,'it.Inty. ,f d it' Subsistence Firntr Technological lnnova, .on and 
Resi;tzic' to Cthange in (Cot of Survial " York:the ext N.ew
Agricultural De ve Iopine'nt CoutciI , 1I1, (MMi eo) and "TIe (;rteen
Re''.'olut ton: L-urricopita or Panm!,lra's Box " l!.Cviga;XLti, April
1964 Also tt'ster R. Brow", ago 

I-T .Qt: lit New York: F'raerer Pubi -;hers, 1I0;Kenneth F Smith 'Paliv 'r,iuctlivit s and 'rotirtabilitv in Iloilo 
1)11-1912 A lomparat ive Analysis". Manla. USADil'hillppines.
December 1912, and Jessie Divinay racIa and Kenneth F Smith "Palay
Production and Profitability for Small Scale Farmers: An Economic
Analysis of the 'Masagana 99' Tefchnology." Qjezori City, Philippines:
Department of Agrlculturs, Philippines. June 19/6; and also EdiIberto
C. De Jesus M*.saglna 99: Davao d(el Sur" (Manila, Philipplnes: Asian 
Institute of Management Case Study, 19/8); 



125
 

program performance, and to 
 analyze Masagana's
 

development hypotheses. In performing this analysis,
 

Masagana MIS data was supplemented and triangulated with
 

data gleaned from other reports and studies.
 

The Masagana case study explored two substantive
 

program hypotheses that are central to the use of an MIS
 
in the developmental context. In common with many other
 

agricultural production projects, two primary working
 
assumptions formed the foundation of the 
Masagana 99
 

Program, namely:

1. 	Extenision agents were the most appropriate
 
means for providing farmers with technical
 
advice and assistance to use the new high
yielding variety seed technology; and
 

2. 	Low-interest, non-collateral. credit was
 
essential, to enable the small farmer to
 
procure the commodities required to
 
practice high technology farming.
 

The first assumption is founded on the widely-held
 

belief that used
far-mers traditional low-yielding
 
varieties and methods because they didn't know about the
 
newer "high-tech" methods, and/or even 
if they were aware
 

ot them, would not adopt the new practices until given
 

first-hand technical advice and 
assistance. It also
 
assumed that once a farmer was 
 made aware of the 

potential for large pr.-ductivity increases and was given 
personal expert technical advice and encouragement,
 

traditional practices would be abandoned.
 

The second assumption was that farmers who knew how
 
to use the high-yielding technology could not put such
 

knowledge into practice because they could not afford 
to
 
procure the necessary inputs. Thus, without financial
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assistance, they wero forced to follow low-cost, low

technology, low-yielding farm practices. Policy-makers
 

further assumed that crpdit from traditional sources was
 

either unavailable, or prohibitively expensive compared
 

to 	 a government-provided low-interest, non-collateral
 

credit program. A corollary of this credit assumption
 

was 	that:

1. 	Farmers who obtained higher yields would
 
realize higher incomes; and
 

2. 	Farmers would repay their loans (in their
 
own self-interest) to keep the credit
 
system viable.
 

The Masagana MIS tracked -- by province, and on a 

monthly basis -- the number c farmers participating in 

the program over a three year period, their yields of 

rice, and the number of extension agents supervising 

them. It was therefore possible to develop farmer/ 

technician ratios from these data as a surrogate measure 

of "intensity of supervision". Relative performance of 

extension agents with respect to improving small farmer 

yields were then assessed by correlating this indicator 

with farmers yields -- i.e. the higher the level of 

supervi;ion, the higher the yield, other things being 

equal.
 

A note of caution must be interjected here. Wnile
 

the MIS does provide an historical time-series data base
 

to study these oft-cited, but rarely tested agricultural
 

policy assumptions -- by providing the data to correlate 

farmers rice yields with levels of government extension 

and credit assistance provided -- the utility of the 
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findings must be weighe-d against the quality of the
 

data.26
 

Although with this research model, rigorous validity
 

testing of DMIS data, observations and assertions is not
 

feasible, plausible alternatives were considered and
 

explored to the extent possible, and any conclusions
 

drawn from this review fully explicated. The Masagana
 

Program evaluation is outlined in Appendix F.
 

My credentials as a participant observer for this
 

case are that for almost two years prior to the inception
 

of the Masagana 99 Program, I worked in the Philippines
 

in the agricultural and rural development sector as a
 

Public Administration Advisor. When the Masagana program
 

was initiated, I participated in the program's
 

formulation (particularly the design of its Management 

Information System), and continued that involvement for 

the first three years of the program, working principally 

on the MIS implementation and utilization. During this 

period of time, I worked closely on a daily basis with 

nucrcuz Fili-in count.rparts to institutionalize the 

MIS -- at national, regional and provincial levels. We 

travelled extensively throughout the country -- advising, 

training, supervising and conducting ad hoc follow-up 

surveys on Masagana's effectiveness, down to the 

individual farm level. In social science parlance,
 

therefore, I was a "complete participant" and was
 

26The data must be view.,d somewhat askatwe as mich of it was 
provided by extension agents who had a vested interest in its
 
avorable appearance
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perceived by my counterparts and others as such, rather
 

than merely a researcher.
27
 

I was reassigned in mid-iuly 1976, but have followed
 

developments in the Philippines intermittently since then
 

(with occasional brief visits) in order to maintain some
 

personal contact and continuity with people and events.
 

In September 1987, I returned to the Philippines and
 

spent the entire Fall Semester working with the
 

Department of Agriculture to formulate several new sub

projects under a USAID-assisted Accelcrated Agricultur, 1
 

Production Project, and to outline a D4IS for monitoring
 

the project. During this period, I was also able to
 

follow-up the Mas;aqana 99 program witn ,any former
 

participants and observers -- goveri.ment managers and 

staffs; farmers, traders, private voluntary religious and
 

social community workers, and university researchers. 


was also afforded the opportunity to interact with many
 

key individuals to assess the validity of the twelve
 

hypothesized variables for successful DMIS design 
and
 

institutionalization in terms of their own experience and
 

immediate operational needs.
 

In addition to my own personal involvement, notes,
 

memory, and insights, data and ideas for this assessment
 

are drawn from, and boltered by numerous orlgnal
 

documents. These include: project design documentation,
 

operational reports and other studies. I held
also 


numerous open-ended discussionq and follow-up interviews
 

with key informants -- key government decision-makers,
 

2
/Babble, ibid., p. 247.
 

I 

http:researcher.27
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designers and users of the systems, participants
 

(including expatriate advisors), observers, interested
 

researchers, and other knowledgeable individuals.
 

The primary data on HMsagai,. has been gleaned from
 

organizational and project files of the Philippine
 

National Food and Agricultural Council (NFAC),28 the 

Philippine Department of Agriculture -- especially the 

Philippine Bureau for Agricultural Economics (BAECON)29 

in Quezon City -- and the U.S. Agency for International 

Development (USAID) in Manila. Extensive library 

research at the International Rice Research Institute 

(IRRI), Los Banos, Laguna, Philippines; and AID's Center 

for Development Information and Evaluation (CDIE) in 

Washington, D.C. has also been conducted. In the final 

analysis however, it is the years of on-the-spot
 

familiarity with the program and people involved which
 

enriches the analysis, enabling me to see beyond the
 

archival documentation and official statements to
 

appraise their import.
 

The results of the Masagana case study are detailed
 

in Part II -- Chapter Six.
 

To broaden my personal observations and assessment
 

of Masagana 99's Management Information System; its
 

program performance; and the variables necessary for DMIS
 

success; in November 1987, I conducted a two day "Quasi

28Now the Nationil Agricultural ard Fisheries Council. (NAFC), 
reorg-nized in May 1987. 

2ow the Bureau for Agricultural Statistics (BAS); reorganized
in May 1987. 
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Delphi" workshop/seminar in 
Quezon City (the Philippines]
 

to solicit some "expert" feedback.
 

Named after the oracle at Delphi in ancient Greece,
 

the 
Delphi Technique O is a systematic approach for
 

soliciting expert opinion in an attempt to clarify
 

particular issues and move towards group 
consensus while
 

minimizing the disadvantages of traditional round table
 

discussion. 31 

Delphi can claim no scientific approach or 
support. To counter this criticism, Rand has
attemptd to val idat, Del phi through
controlled experimentatlon. The corporation
set up parls of nonexperts. who use the 
Delphi- technique to answer questions such as
"How many popular votes were cast for Lincoln 
when he first ran for President?" and "What 
was the rveran:+, pric. I farmer receIv.d for a 
bushel of apple's in 1940? Thse particular
questions were used because the average
Eerson dces not know the exact answers but 

nows something about the subjects. The 
result of these studies showed that the
original estimates by the panel of nonexperts 
were reasonably close to being correct, but 
with the DvI phi technique of anonymous
feedback.3 the est imat vs were greatly
improved. 

For the Philippine workshop, thirty-three
 

participants were selected according 
to whether they met
 

one of several criteria:

30
Helmer, 0. Analysis of treThe Delphi Techniue
 
(Santa Monica, Calif: Rand Corporation, 1967).
 

31
I.e. I) dominance of persuasive or prestigious individuals;
 
2) "band-wigon" effect of group opinions, and 3) the reticence of
individuals to relinquish positions with which 
 they have been
 
publicly identified.
 

32
"Forecasters Turn to Group Guesswork," Business Week, 
p. 134

(March 14, 
1910). Cited in Gortner, Harold F., Awinlstratlon in the

2 7
Public Sector (New York: Wiley & Sons, 1981), pp. 1 -218.
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--	 Experience with the Masagana MIS as a 
designer, manager, user, or researcher 

--	 Experience with the Masagana Program as a 
manager, field technician (extension 
agent), evaluator or. rosearcher 

--	 Experience with the design or application 
of other Development Management Information 
Systems in the Philippiine Agricultural 
context, or 

--	 Current involvement .n the design of a 
Development Management Information System 
in the Philippine agricultural context 

Among the Expert Participants were the former 

Executive Director of the National Food & Agriculture 

Council (NFAC) and Manager of the Masagana 99 Program 

during the period 1974-76; the current Director of the 

National Agriculture & Fisheries Council (NAFC); the 

Executive Assistant to the current Secretary of 

Agriculture and a former member of the Masagana MIS 

development staff; the current Director for Regional 

Programs and a former member of the Masagana Program 

Evaluation Staff: the current Director of the Regional 

Program MIS, and former Masagana 99 MIS Director for 

NFAC; a former participant of the Department of 

Agriculture's (DA) Special Studies Group; several members 

of the BAECON (now BAS) Statistical Surveys Division; 

several members of the DA Computer Syster-s Division; 

several members of the DA Plans, Programs and Policies 

Divisions, several former members of the Masagana MIS 

design and implementation staff, and a former Masagana 99
 

Provincial Extension Agent. In addition, the academic
 

community was represented by the Dean of the University
 

of the Philippines School of Business Administration; the
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Dean of the University of the Philippines School of 

Public Administration -- who had conducted field research 

on the Masaqana Prcrqram ind it!; MI." iurin, the 1970's 

time-frame; and a professor trom the Statistical 

Department ot the University of the Philippines College 

of Agriculture. 

A structured ,itatistical questionnaire (containing
 

the que;t 1c!, out! ind e I ier) wis admini ;tered to all 

participants. at the beqnning of the workshop (i.e. 
prior
 

to any discu; ion), in order to establish their
 

experiences with Management Information Systems in terms
 

of the twelve hypothesized variables.
 

Following the initial polling, I presented an 

outline of the major aspects of Management Information 

Syste, to establish a (7ommon basis for discussion. 

then outlined my hypotheses with respect to DM1S success,
 

and shared my perceptions of both the Masagana Program 

and HIS experience-. Open discussion and feedback was 

then :;olicited on the Hasagana Program, the Hasagana HIS, 

Development Managoment Information Systems in general, 

other progrm MIS experience-;, and the perceived 

appropriitvr,.e: of he twe1ve hypotrw,
t 

i ,"d v.riables in 

terms of DMIS design and impl ementation. 

It wais not poss.!;ible to have a compltely expert 

group, nor to mintain the anonymity of their opinions 

throughout the workshop. Another limitation was that we
 

were unable to immediately feed-back the re!,ults of the 

initial palling to the participants. :nstead, the data 

were 
analyzed overnight and the results summarized in a
 

plenary session at the beginning of the second day (i.e.
 

I 
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mid-way through the workshop) to provide further stimulus
 

for the second day's discussion. A final limitation was
 

that because of other demands on their time, not all the
 

participants stayed for the entire t.o days. Several
 

individuals arrived late, and one or two left early.
 

Nevertheless, for the most part, there was a high level 

of informed involvement, and each individual participant
 

had somt useful comment or experience to share.
 

To conclude this anpect of Wy research, a 

confidential post-test polling of participant attitudes 

towards the importance of the variables was administered 

to determine shifts in perceptions resulting from the 

interact ion during the .'orkshop. The results of this 

study are presented in Chapter ;ven. 

-l i _TATIT-AL URYIYAgRJ ATIVJ DX
 

To place the Masagana experience in perspective, and 

to establis;h some further "degrees of freedom"3 3 the 

applicability of these same factors to a wide variety of 

Develonment Mnaqemernt Information Systems in other Third 

World countries was reviewed. 
 The data for this third 

methodological analys;is were elicited from a purposive 

,i1rv ,y of k'.' nformarit;. T .Z.e were individuals 

identified in the literature, acd solicited from major 

development :e4encies -- and, above all, principally U.S. 

AID practitioners.
 

33 4.1other aspect of CAmp ell's *dezrees of freedom" analogy -
i.r. th. t(.t of sirificanct, -- is the tiumb#,r ot observations 
agllnst which the hvpothesii is checked. 
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Approximately 900 copies of the questionnaire 34 
were 

mailed in July 1987 to about 450 offices and individuals 

in the U.S. Aqency for Internaltuna l Dovelopment -- and 

some ot their consultants, as w(.ll an individuals with 

several universitie.. !'1 Of the total 190 responses, 143 
3 6
were usabl e, compr ised ot 108 "Success t ul " systems

i.e. Likert Sciie "j" or "2") and 35 "Unsuccessful" 

system.; (Lik .rt "1"l "'" ). 01 the remainder,"Icll or 

seven were unoSablPe,1ecause of i ncomp 1etenes; or non

responsiven,-ss, while 40 responded that they had no MIS 

for their proqrams. 

A!-. ' ti:d orrl ,r, h' u0 sti nn,iir -w;u; dosiqned 

to el icit ;lp,2ciUl ic responses about development Management 

Information Sy;tem:; (p,ist or present) on the hypothesized 

variables under study. In the statistical study -- a 

comparative cross-tabulation analysis of MIS applications 

in a wide v.,r iety of development prorams and projects -

was conducted. 

T)'T 'lisT i ris,::.. :.', '.;rTIti 1.V tthe same is the pre
di-;ocussI ,,r o-itiotiairl- iol-*I in th- .tloretmetii roied workshop. The 

't'e:,mr ll. l ,' .'l'; dl '+., illld to Ai '-W prorni ,,o-n: inti- .idtials thein 

I ' 'ir A, .',.I ;ri tit i,;nITsi t, t.11 1 1n. ';.- ,.-td ItidI'.'IdIuaIs and 
positi Ei, in ill ,\ 4ii.t ., l5n ,tl~ AIDI,'.ea,hifnton. A.; well as by 

the .i'.'' i ' lt' !tt r'n'lir All',; C't.lter for 

ih ', m v ,!!w . likely 
I w.i% t',aplorit -.it -he n. .,t~i r ri.-illo e 6v the stlf of the World 
Banrk . tfh, n'it tId bit oni D'ivel opt~ntit Progrim, the U N. Food and 
kgrtl' li lte '.rl i t'I anil the-Ba,\',llo Dev.,1,iFnnt k which also 

(4/', T ,i '' 'i ')t t.;t'r ir to ' r'li'dpon ridts 

h.io'l, a i~~t.,,ll~l ~ t. h1% topilct bi 

361n &ill titn to tit. ii rtmitnto provtd.i t il other devlioPmntP 
progrirn MI s tut itn (1,.) )f thl;,.ie re,.piilt..s Werte oi the Masagaina
'IS It; In-t ita c'. si.h a this where I here was ino - than one 
riipon'i- p-,r %vss I pliemilcat iotn. earh re spori.se was treated as a 
se ,mrat ;',t,tm iitt ' it rel lectd th.* unique vi,'w% of the linldivldual 
re" pon.' tit i ,~ 

http:spori.se
http:thl;,.ie
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Such "Quas i-experiments" are often conducted in
 

which comp~risons are made between non-equivalent groups.
 

There are some distinct limitations to the comparative
 

approach, however, for "om[a, -;on; Ion' t have any 

meaning unless the groups are 

[Hyphenat ion and emphas i:,; in oriqinal]. Furthermore, 

althouqh results can be reported, in the tinal analysis 

the variables precipitdting changes can often only be 

guessed at. in t r . in,;tt nc:, th,,rofore, 1 had to rely 

on the respcndents expert/informed ,udgements to appraise 

and narrow the validity of the hypothesized variables.
 

The existence of such limitations does not mean that
 

the quest for monitoring and evaluating rural development
 

projects should be abandoned however, but rather that
 

expectations must be lowered, and greater caution 

exercised with the findings. The results of the 

comparative study conclude Part II and are also outlined 

in Chapter Sovon. 

SUIMOARY
 

The objective of this study is to determine the 

extent to which twelve variables -- theoretical 

accelerants to success.ful MIS5 do'sign -- were present in a 

number of epirical ly succes sful DMIS applications. 

Unfortunately, in the uncertain world of induced rural 

Development Administration, variables are not 

sufficiently susceptible to control and rigorous 

analy.;is, and the env iromnent is too disparate to 

itit-bt-. Y r1i1'i.iih (B4Imont. 
SlIf t . 1;.- '..b..A.i.or t hu -ti~hl, CU. i dJJ p. 1,'. 
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formulete a generic Development Management Information
 

System (DMIS) prototype which is replicable under all 

circumstances. flowevr, a f;ystemtic ipproach to develop 

and apply some! "principles" for DMIS design and use by 

pract i t i oneri; -- bias ed on a nyntheni s of extant, 

ccl oct ic, norma tivi M[r:; propo ititon:; and pcstulates -

should contribute to the general knowledge base and 

ir, creavu; th,* ;[rosp,.-t!; for c1)11:;1:ii appi ;-atti ;HI2 on. 

The dtai Ied iescr i pt ion of Mas;aqan a MIS des iqn 

and 1mplementat ion procedures: f ro,, the participant 

observation o.tudy proy ide a guide for administrators 

contemplatino i formal !):! to ronitor and managie project 

per f om nc) . r m .d/orconduct -'va, it ion:;; particu1larly in 

the Thi rd Wor I d rura I deve I ,)pmqnt environment. The 

eva ] uat Ion of thi, Hasaqana Program demonstrates the 

utility of :in HIS in agricultural program formulation and 

aslet;sme rt. 

It wa:; rocoIni z'd at the outset that the participant 

obse -ver ca;e atudy approa-h in highly sub ject ive, 

relying as it doe! primarily on recall and in;ight by the 

reporter, !;ul|e|)I(mentvd by s.econdary data. Therefore, two 

other appr!n; "er, a, ;o util i .ed in an attempt to 

triangulat, the !indings. 

The Qua a i -P, I phi Workshop wa:; another attempt to 

corrox)rate the f ind.nqn from the participant observation 

study. While imperfectly applied, the workshop made for 

a richer ,m,:;mn nt of bot h the case study and the 

hypotheses ( in general) than would have been possible 

without It. 
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Finally, in harness with the other two study 

approaches, a Statistical Comparative Study with a cross

tabulation of MIS applications in a wide variety of other 

development proqrame; inid projectLSi,;rUv ded oCr a more 

robus.t :is;f;,;mert af the validity of the twelve 

hypothc.ies . rhe data for this analys is were elicited 

from a survey of k/ 4nformant! (principally U.S. AID 

practitionern) in response to a sftructured questionnaire 

(essental iv ;,ire the ir,-]i ionthe -i; . ,u, 1.ontionnaire 

ured in th,- qu,,5i-i)elpnii workshop) adrinistered in the 

summer and fali of 1187. From this stud'y, several things 

wvre d:t-ernned:- i.e. the extent to which the twelve 

hypothes i zed vIr iabIe; wfre unique to the specific 

asaqin,t ,-.,, or w ire ;nhrsrt in ()z indit ro.r nt to)38 

succes; t ul Manaqement Information Systemn in qenera. 

Even though it is not poss i b Ie to PZK9Y the 

universiality ot these hypotheses, the triangulation of 

nethod; add; con;iderably to the riqor and the protocol 

adopted !:; t !;trnqent that the conclus.ions.u ci en tly 

should .tand a; prict ica1 pot:;t I;It W; until proven 

otherwisue by further ie,,ch 

Scrutini inq the MiSaqana ML a; a sinqle structured 

noel rte pr nt,'1eii-n i sq Process 

controver!,y -- i.,-. whther manavment r,.spon-;se to events 

in a dev, .-Ipmrnta 1 ;ituation Is: enera 1 ly helped or 

hindered by pre-plannig, or a lick thereof. From the 

workshop ru; andi;cus;; comparitivoe analysis with other 

develonenrt in a,;. m-rnt irto-mation y.t en';, howeover, some 

1 wh: th, Vii ,re' .3,4 th, r h ; pre. ent~t~or 
,' itC" 4 I1W1,,:kin ;, tn h , f'l |id (,,:, {.[ -I~ ;lItuat| 
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insight was gained regarding the utility of the "More-


Structured" approach to information management.
 

This discussion of the methodology curicludes Part I.
 

Part 11 presents the resuIts from applying the 

methodolotqy, and Part III makes the case for those 

variables which merit recognition as propositions for 

further application. 



PART II 

TESTING THE HYPOTHESES 

SOME EMPIRICAL OBSERVATIONS AND ANALYSES 

We should be careful to 8pt out of axt

experience only the wicdom that is in it -
and stop there: lest we be like the cat that 
sits down on a hot stove-lid. "he will never 
sit down on a hot stove-lid again -- and that
is well; but also she will never sit down on
 
a cold one anymore.
 

Mark Twain
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INTRODUCrION TO PART I1
 

Part Two presents the details of the examination and
 
findings with respect to the 
 twelve variables
 
hypothesized as being "Necessary, if not 
Suf.icient" for

DMIS success (identified in Part One), based on three
 
separate empirical analyses -- a participant observation 
case study; a "quasi-Delphi" workshop/seminar, and a
 
comparative statistical survey.
 

The initial approach was a participant observation
 
case study of the development 4nd application of a

Management Information System for "Masagana 99" 
-- a VT.S.

developmental effort to assist a Philippine Department of
 
Agriculture 
program attain national self-sufficiency in
 
rice production by small farmers during the period 1973
1976. Chapter Five is a description of the case setting.

An historical background 
 of U.S. involvement in
 
Philippine agricultural development is presented,

together with a discussion of the importance of rice as a

political/economic issue in Philippine 
 public

administration. Some for
precepts administration of

public programs in the Philippine environment are also
 
presented followed by a summary of prior programs for
 
improving rice production, and events
the major leading

up to the Masagana 99 Program. While this descriptive

background enriches the case 
study and is important for a
 
full understanding and appreciation 
of the significance

of the Masagana 99 Program, it is not essential to
 
testing the hypotheses laid out in Part I. 
 Readers may

therefore skip this overview and proceed directly 
to
 
Chapter Six.
 

Chapter Six presents a detailed description of the
 
Masagana Management Information System, its structure,

key indicators, reporting requirements and analytical

concepts. It then reviews the Masagana 
experience in
 
terms of the three variables hypothesized for successful
 
MIS design; the five variables hypothesized for

successful implementation of the MIS, and the 
 four
 
variables hypothesized 
for successful MIS evaluation.
 
Data was not captured by the Masagana MIS to conduct
 
Cost/Benefit (or Cost/Effectiveness) Analysis. However,

by using MIS well as data
the as from several other
 
sources, the 
value of the MIS was evaluated in terms of
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performance, developmental hypotheses, and alternate
 

hypothesis testing.
 

Finally, Chapter Seven reviews two other approaches
 

taken to test the twelve hypotheses. The second approach
 

was a "Quasi-Delphi" workshop/seminar with key informants
 

in the management of Philippine agricultural programs
 

(including Masagana 99 Program participants). The third
 

of a large number of DMIS
approach was a surjey 

applications (both successful and unsuccessful) on a wide
 

variety of programs, world-wide. The principal findings
 

from these studies are outlined.
 



CHAPTER V
 

PALAY, POLICY AND PUBLIC ADMINISTRATION:
 

AGRICULTURAL PROGRAMS IN THE PHILIPPINES, 1950-1976
 

The past is prologue.
 

William Shakespeare
 

Rice shortages have been an increasingly serious
 
problem in the Philippines, and all governments have
 
found it necessary to find ways to deal with them. This
 
Chapter is going to review the history of government

efforts to improve rice production. It will show that
 
while there was a gradual improvement in developing some
 
institutions to design and institute 
rice programs, most
 
of the programs were unsuccessful, or having achieved
 
success for a short term, were unsustainable. The Marcos
 
"Masagana 99" Program was the exception. Masagana was a
 
notable success the results of which
-- have endured for 
over a decade -- in large part because the Progrinm's
administrators took management issues seriously.
 

Because the management of rice production programs

is central to my study, in this Chapter, I am going to
 
describe several asp,cts of the Philippine national rice
 
"System" which are relevant to understanding the problems

of managing it. The fundamentals of rice production in
 
the Philippine setting 
and its importa-ce as a political

and economic issue in Philippine public administration
 
are first zeviewed. Then an historical background of
 
U.S. involvement in Philippine agricultural development
 

IPa1Jv is the Filipino name for rice 
grain in its unprocessed

state. [One indication of the relative importance of rice to the 
Filipino is that it is no, :imply "rice" as the U.S., bi, isin used
 
in a variety of forms, and has different names depending upon its
 
state of processing and/or condition. For example, wholi-grained

milled rice is bigas. broken grained rice binlid, milled rice wa.,te

durak, 
and cooked rice karn. There are also many clifferntiations

depending on the variety of rice, the quality to which it is milled.
 
and the manner in which Frepared for eating. However, throughout

this paper, I will use the generic term "rice" unless there is a
 
particular need to specify otherwise.1
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is presented, followed by a 
summary of Philippine

government-initiated 
rice programs -- highlighting the
managerial aspects. The Chapter culminates in a synopsis

of the Marcos "Masagana 99" Program, whose Management

Information System we will be examining in Chapter Six.
 

Rice -- or rather the lack of it 
-- pervades almost
 

every aspect of Filipino life, and has played 
a major
 
role in the 
 political dynamics and economic development
 
of the Philippines during the twentieth century. Indeed
 

it would not be overstating 
the case to say that until
 
t-he Marcos "Masagana" Program first achieved its
 
objective in 197b and the 
 nation attained self
sufficiency in production, rice had been the top priority
 
topic for Philippine government leaders.2 Since 
1976,
 
bumper crops have 
largely allayed overt concerns for
 
self-sufficiency, and 
more recently other issues have
 
usurped rice's role on the political center stage. With
 
an ever-increasing population, 
the possibility of a rice
 
shortage constantly looms on the periphery, however, and
 
could iasily re-emerge, unless public managers remain
 
vigilant, pro-active and effective. But first, a look a'
the geocjraphic setting and the production side of the
 

rice "system".
 

2 Fv-n outweighing concerns with internal insurgency problems

from the communist-or[ented 
 !',w Peoples Army (NPA) scattered
throuh ut the archipelago: the Mindanao National Liberation Front

(TiLF) -- a Muslim separatist movement concentrated in the southernislands of Mindanao arnd the Sulu archipelaFo -- and more recently theanti-couumnist self-styled New Army of the Philippines (NAP) -- anArmy renegade group which attempted a coup agiinst the Aquino
governmnnt in August 1987 and continues to threaten natlcii. 
ftabi Ity.
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I - THE ECONOMICS AND POLITICS OF RICE PRODUCTION
 

This section notes the key role that rice plays in 

the Philippine economy; discusses some of the major
 

elements of the rice "system"; and outlines some of the
 

machinations of that system which force public officials
 

to devote so much time and attention attempting to keep
 

the system in balance.
 

The Philippines is a largely underdeveloped tropical
 

agricultural nation with a rapidly increasing
 
3
population. Almost 70 percent of its inhabitants live
 

4
in rural areas, and as a whole, the agricultural sector
 

accounts for approximately one-third of the nation's net
 

domestic product, two-thirds of its export earnings, and
 

one-half of its total employment. 5
 

In common with its Asian neighbors, rice is both the
 
6
principal food crop and the staple diet of 
the Filipino.
 

3
The Philippine population in iq72 (the baseline for
period

this case study) was estimated at 38.9 million, with a r.jwth rate of
 
3.01Z, one of the highest in the world. Sources - Population Studies
 
Division. National Census & Statistics Office. Manila and Cmmissio
 
on Pvulation Repor., 1973. Republic of the Philippines, Manila,
 
August 19i,. p. 6.
 

4rxtractrd from 1970 Cens;us of Popilation and iiousinr, Bureau
of The :Cenu; Uld Statistics, D,.partment of Commnrc., ;ind ncustry. 
:Ianila. April 1 7l1, 

5Nt-t Domestic Product (in millions of pesos at 1967 prices) FY
 
1972 - 28.60; Agriculture 9.116; Percentage Share to !iDP 31.8;

Total Export Earning's $1.286 billion in FY '73. Source: Four 
Year

Del n_ P1,n. :-Y J974--l Condensed Report, Republic of the 
Phili ppines, Minila, 1973. pp. 23. 26 & 48. (Note: At that time $1 
- 3.90 pesos.) 

"The top tive a ricultural products of the Philippines in 1912,

and their relative values were as follows: I - Rice (Paiay) 3 billion 
pesos; 2 - Sugar 1.7 billion pesos; 3 - Copra 1.3 billion pesos: 4 -
Corn i billion pesos; and Coffee 237 million pesos. (19/2: $1 
approximately 4 pesos). Source: 1972 Croo Siar istic5 Bureau of
 
Agricultural Economics. Department of Agriculture. Qukezun City.

Phil ippines.
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Most Filipino farmers grow rice to some extent (at least
 

for home consumptiun), usually paying their hired labor
 

"in-kind" (rather than cash) at harvest, and marketing
 

any surplus. However, historically productivity has been
 

low. Although the plains are fertile, the Philippines is
 

"disaster prone" (situated in the path of the major
 

tropical storm belt of the Pacific) consequently farmers
 

crops are constantly "at risk" from the threat of
 

typhoons and floods, as well as drought, pestilence and
 

disease.
 

Philippine agriculture has been characterized as
 

extensive land use, intensive labor use, low yields per
 

hectare,? and low income per capita.
8 There are some two
 

million farms in the Philippines, ranging from under one

fifth of a hectare, to over 200 hectares. 9 Most (i.e. 90
 

percent) of these farms are small I0  having been
 

systematically decimated through the dual incursions of
 

large families, and atomistic inheritance practices. A
 

political predisposition favoring natioral land reform
 

7One hectare - 10,000 square meters (100 x 100 m) - 2.471 
acres. 

8

James P. Grant, President, Overseas Development Council, -- at
 

a seminar on Eftfctive Partnership for Growth: lieand _bUse of AID 
iaA'zh',Lin A L 1LJLgy~ os.aI, Ramon Maisaysay Award 
FouIndation, Maniia, Deceober 12-16. 1Il. 

9

Extracted from Table 7A. of ae Frm. by
 

Proine. Census of the Philippines. Volume II, Summary Report. 
Bureau of the Census and Statistics, Department of Commerce and 
Industry. Manila, HMav q60.
 

10? useful working definition of a "small* farmer is one who 

farms less than 5 hectares. particularly when considering a farmer 

whose predominant crop is rice. [Size is not exclusively a function 

of hectarage -- intensity of cropping is an important variable also. I 
Based on a discussion with Dr. Frank W. Sheppard, Jr., Director. 
Agricultural Development Division, USAID/Manila, and Mr. Douglas L. 

Tinsler, Advisor. Agricultural Development Division, USAID/Manila, 29 
December 1911. 
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programs (with spasmodic enforcement) has also tenned to
 

break up the larger plantations, estates and holdings of
 

riceland, by transferring ownership to the tenants
 

working them. The natural geography of the Philippines
 

adds to the tarmers woes. Numerous islands with isolated
 

alluvial plains bounded by mountains, hills and/or the
 

sea, coupled with a poorly developed infrastructure, make
 

transportation and distribution of aqricultural inputs
 

and products both ditfic.lt and expensive.
 

Because of these difficulties, farmers have tended
 

to manage crop production on a "low input -- low output" 

basis. Thus, despite the prevalence of rice farming
 

throughout the country, and the nation's dependence upon
 

rice as its food staple, the Philippines was a chronic
 

rice-deficit country for many years, importing from its
 

more productive neighbors to fulfill domestic consumption
 

requirements.11
 

Due to the singular importance of rice, every
 

Philippine administration has conducted rice production
 

programs as a ke' component of its political and
 

development strategy. Although grown tj private farmers,
 

rice production is a public policy isf;ue because it is 
so
 

central to the national economy. The massive foreqn
 

exchange deficit is heljed by domestic production of rice
 

rather than having to spend precious foreign exchane to
 

import the nation's staple diet. To promote domestic
 

production, the government has traditionally subsidized
 

11See ..pendices "C' and "H" -- Philippine Domestic Rice

Production and Self Sufficiency Statistics.
 

http:requirements.11
http:ditfic.lt
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agricultural inputs to the farmer, and mani-ulated both
 

supplier ana consumer prices if the crop.
 

The availability of rice is a potentially volatile
 

public issue because the average Filipino consumer spends
 

a large portion of his/her disposable income on rice and
 

is highly sensitive to its retail price fluctuations. As
 

retail prices are largely determined by the officially
 

set "ceiling price", if prices rise too high or too
 

frequently, consumers have a clearly identifiable target
 

-- the government -- at which to direct their ire. Since
 

national independence from the United States was achieved
 

in 1946, every aspirant for high political office has
 

therefore had to address (and every President
 

subsequently had to grapple with) the seemingly
 

intractable triumvirate of rice production, distribution
 

and pricing. I Furthermore, from 1958 to 1977,13 rice was
 

the central issue around which various political parties
 

rallied: and ultimately, the crucial performance
 

indicator by which each administration has been judged.
 

The essence of the task facing the government is to
 

ensure availability of adequate quantities of rice at
 

"reasonably lown retail purchase prices for the consuming
 

public 1 4  throughout the year, while simultaneously
 

maintaining "sufficiently high" wholeEale sales prices
 

12
Except the most recent -- when Mrs. Corazon Aquino, 

representing a coalition of -anti-HLircos" forces, ran on a highly 
pt.rsonal/emtrionbil platform to oust the incumbent, whom she held 
responsible for her husband's death. 

13
'When the Philippines not only achieved self-sufficiency, but
 

begzan exporting surplus rice.
 

1

4.specially the more volatile urban population.
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for the farmers, so that they will want to continue 

producing it.15 Even when domestic rice production Ia 

sufficient to meet the demand, manaqinent if; still a 

complex problem because the government does not actually
 

control the rice trade, but can only attempt to modify it
 

through policies, regulaticns and enforcement practices.
 

The demand for rice is relativ#!ly stable, but the
 

supply fluct'-att; tnrouh3out the £nc n. T, general 

availability of rice at any particular time thus 

influences the price which wholesale buyers are willing 

to pay the farmer. The farmer has an "asking price" 

which is primarily determined by "costs of production" 

plus a reasonable profit, h :., ,Lii many thousands 

of independent small scale producers, both the 

availability ot rice and the asking prices vary widely. 

Furthermore, the asking price at any time is usually not 

carefully calculated but is established intuitively, 

moditied by rumor, and driven by circumstance. At 

harvest-time, with heavy "sunk costs" in the crop, and 

little or no provision for storing the grain, the small 

farmer is often at thie mercy of the buyer and does not 

always obtain his "askinq" price. In fact, under some 

circumstances, the farmer may not even receive the 

government "floor price". The middleman's charges -- for 

drying, milling, storage and transportation -- are all 

additive to the farmer's costs, and although not included 

15
The Fovurnment est.ibl ishes wholesal,v tloor pr ices" for rice, 

largely as a function of the retail price. The consumer may not 
always be able io puirchase rice in the marketplace at the official 
ceiling price, but (except in times of extreme shortage) some can 
usuallV be found "under the counter" at blackmarket rates which morele
 realistically ref ct the prevailing supply/demand situation,
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in the official floor price, obviously play a major role
 

in determining 
the profit margins to be obtained from
 
rice marketing. Thus ccnsiderable dynamic tension and
 

_etween 

marketer, and policy maker, as each accuses the others of 

being responsible for the system's dilemmas and 

varying pr e !;attCi Ites x-ct producer, 

deficiencies.
 

The (overnment's task is further complicated when 

national production is low and supplemental importation 

is required. When the cost of imported rice is high 

relative to that of domestic rice, the retail price of
 

domestic rice usually climbs to meet it."" On the other 
hand, if the ,_:ost of imported rict, is lo;, this directly 

conflicts with sales of domestically produced rice. It 

the Filipino 'armer is forced to sell below production
 

cost, it destroys any incentive (and perhaps also the
 

capability) he has to produce a future crop -- at least 

for the follo- in, n , son. 1 

nd,"r ' h,-. . r c i,;rvo the ccnsuming- public complains 
vociferouslv it t "hii-h price5"'..ihile the farmerS ternd to enjoy at
least a ,ir . , prr',, t' r their eft,)rt-s, nd mv even recoup for
prevlu , . , d ! ,e : )t c ourse the goverrinert could sell
 
'he ',f irt.' I] pri:e's i n effect
, t -' -

H, .r tn :; nt nnl,'d: is it ist 
-; -r ' wi' '- pr' e ' bv tie e;ariotihl Gri: s Authority

I-! IL, fl, , I'rI: iV-:l, j 11S bi ,' to r I po rt i t ! o.n S o u r c e : 
D i xi; i ?Ihl , " :r- .r'['91i( . D I'i v ctt, ';(A , -1.,rchi /3. 

).,1i: r:,:,, : , .r . 'h -iv; which is a function of the
'-orld's :;,ip;.A.t, t strr .itiother dlterldtl'e - - which has
b:-e! ised -t :s to increaSe its rerail pric, to
thit it the1 ',v i.rown ti~c, with the u,ovrnimvnt retaining 

tbe !:t't~ A 'It :Al t. H' .Irhcrgj . r-.isonablebU~~l'%,Jll Ii.i~tl poil)t¢'"". i[i -'lC~iic ,h IlC" challiF ot "artifically 
" 

,thi'h pti',. . ,.rn t * . ti rd""r: pt art" are usually levied
a"' Illnst thu ianci:iriidnistritloit hv th. political opposition and 
the urhi a. ,. )tl,-r t:,,isideriti,,t ns -4 utilizii, Foreign Exchange 

e ,r,.,,. - r. lso i iv v., hut i,- beyond the scope ot this 
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With high retail prices, the masses of urban poor (a
 

relatively small, but volatile, 
 political force
 

concentrited 
 part ic l i , n Manila) ar? adversely 

affected. With low reta iI rice prices, however, 

widescread rural ,ovrrty is cruatd. This insets motion 

a chain of events. which (;reates the- need for even greater 

.r:)ortition levels the following season. Thu', a strong 

potent i.i: ",r sc,: i l ro ts au r!,;t ex i .nd delicate 

economic/political ba lance between urban and rural 

interests fs necessary in A constantly changing 

environment. Too drastic a swing in either direction can
 

foment "rice riots" on the one hand, or agricultural 

staqnat :an on te o'th,,r. 

Consequently, each Filipino has aleader advc.cated 


policy of "National Self-Sufficiency" to close the "rice 

gap", 1 and sought to attain it through a special 

government-administered program identified personally
 

with hi.n/her, and with novations ot hisiher own stamp. 

As a result of these governnent programs some margin-l 

improvem.nt:s in rice production occurred over the years, 

but until 1976, they tended to be -hort-lived rather than 

self-sustinino, permannt, solutions. 

There were many reasons !or the transitory nature of 

thesf, pror:m: -- the ever- inareas inq population which 

kept r.,w5lnq the love! ot production necessary to attain 

and maintain sel:-u!t:ciency is one obvious factor; and 

cal am~ t cu, , Inruntr~i Irbi e ather conditions which can 

drastically reduce yields, another. There are also 
a
 

1I v O.wIh dvft c it bet',en con_';umpt on and prduction. 
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myriad of goverrmrient policy options -'hich play a role in 

determining the eccnonic desirability to the farmer of 

increasing proluction -- a factor which has often been 

overlooked 'n nt Icna i -- ; zr. pl1 nning. But1 above 

all, de pt the technical know-how to produce rize, 

there was historically a lack ot effective manaqement in 

implementing the programs. 

I)Frrm the !armer's sra.ir*' ,inr. hirh vields usuillv r-quire 

MO!P C-d%h ,A11I, r, pr -!ixje v.- - he* crns-%.'Ince (if -hi jg.neral
fasrij--.i r .:, ' [, w % ,iit) 1 ,%h ; n ' rlitch te:nd to 

de-pr e ss pri s :he other hand. duri.; I-ri)l.s of short supply 
'A..I;.or S s 3n..."y ava. llable _a:ri will :,,: h . rel.ar: ellv ih 

Pri,. AtI.- s T) j(.1t, ss teese r'pe.s ot issue i.. 'POl .c, 
i-is i:;,1 y .*:: e=['r isl :., bv :.'h ~c i-rrl 1. Sll 

Ahr! 1 I, ra t : -nI I I t % ,r)'.' I 1(0 0! ec')n,'mI c af I ,-velpopmert 
a SS S . 1 !Ie 
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II - U.S. INVOLVVPir AND FARLY EFFORTS TO INCREASE 
AGRICUILTURAL PRODUCTION 

Prior Phi I l n,' r.,o :.rtlu-tior r':qri n nave been 

laroely influencen Ly relations with the United States. 

This section therutore links U.S. public administrative
 

concern!; with trito of tnw Phil ppine, and provides the
 

backgrcuni o that relation:;hip. in particular, it notes
 

the . 1q -;t ". t hnIca 1 suport in the7' 7: 


Phil irppinr'; qwut tar natrondl rce self-sufr iciency 

:7oM purely :or:ta" aqr:ctultural education to a 

it:cn :f ,;gr~tu-a' educatijn and field technical 

as; I st ,nCe. 

Ih- :%nit,, :-t,,tu. fL nven closely involved in the 

Philippin; djuri:nq the lwent.'eth Century -- first as an 

interim colonial administrater, and later as an ally. 2 

Consequently, the U.S. has maintained a continuinq 

"special relationship" status with the Philippines, and 

iT,.e ,f- thi. se.crtin rm ,h.' l, ,nt in ,*,ucation was 

cwirt1.n s d I m r o" sou ces Ro er JLhs.cr ._. __ y t.'' 

(IL~ sit Phil I ~ ~ ~ a Lr.s ~A;,en 

Irnrr II ,.,r : r.* e., iii;.ni, i ,,,, Ci7L- ! ~ -- ;.t.n t. ;,Wa*"I , c ,~-1 .. W , m 

'..v' I:+. h, ciH ic, ' ''.tr! ttyi."I'.rt I ten ol.irIntrlit\ .1 tn.,i : l : i tI -- pa r t ,'uI ir v D I !.*,.r Brad'v .l in"',lt 

,, ,,a% I n attI . .1;Ir*' ,c i-, I n h.it I o F, r, t:n 

"Ohe Phill i ms,, is al wl tic.' %tralteg;t, li.nk in the gobal! 

.li' ,tJ a i",rviceU S mzi ti mzt ,i,' pru,vidnin .,I vI l.Il logi.' it,' l 
su;io, b.'.r, tu e [.iJp the ci t iinF-, rcmbhat radius it cur military 
t'og,,,
 

http:tyi."I'.rt
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is a major donor of economic assistance. 3 It is to be
 

expected, therefore, that the United States would assign
 

a relatively high priority to agricultural technical
 

assistance for the Philippines, focussing on rice 

production, and this indeed has been the case. It was 

for the United States that Rudyard Kipling penned his 

infamous poem -- The White Man's Burden -- in 1899, one
 

stanza of which is articularly a propos to our
 

discussion of efforts to increase rice production
 

Take up the White Man's burden --

The savage wars of peace --

Fill full the mouth of Famine
 
And bid the sickness cease.
 

for despite the good intentions of various F .lipino
 

leaders and their U.S. advisors4 until the advent of the
 

Masagana 99 program in 1973, the goal of rice self

sufficiency generally remained an elusive one.
 

In 1899 -- one year after Commodore George Dewey 

wrested Manila from the Spanish, and occupied the city 

with U.S. forces -- President William McKinley appointed 

the President of Cornell University, Jacob Schurman, as
 

the Chairman of the First Philippine Commission, to
 

establish civil government in the Philippines. This
 

Commission ushered in a new era cf participation in
 

Public Administration and Development for the Filipino,
 

3There are also many Americans who apparently perceive that
 
this relationship confers on the U.S. a right to intarvene in (or at
 
least coerce) the current of domestic Philippine politics -- as
 
evidenced by the U.S. *poll-observers' of. and agitation over, the
 
February 1986 M.arcos-Aquino election. This stance is tantamount to
 
U.S. '"eddling'in the internal affairs of the Philippine government

and is strongry resented by most Filipinos.
 

4
Plus the high priority accorded the programs, the technical
 
agricultural knowledge applied, and the personnel and monetary
 
resources allocated.
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as well as a new r'le of Colonial Administrator for the
 

United States, and laid the groundwork for a "special
 

relationship" wnich has more or less persisted to the
 

present day. In so far as agricultural develcpment was
 

concerned, the administrators identified a need for, and
 

recommenued a more efficient spread of agricultural 

knowledge through education and extension, based on the 

U.S. experience. 

A College of Agriculture was founded at Los Banos,
 

Laguna in 1909 by Dr. Edwin Copeland, an American
 

botanist. This was the first full-fledged college in
 

what is now the University of the Philippines system.
 

The College .as run by an American faculty which
 

gradually trained Filipinos to assume responsibility.
 

Well before World War II, the College was being run as a
 

Filipino institution (although strongly influenced by
 

American educational practices), and had established a
 

good technical reputation for itself throughout Southeast
 
5
Asia. During the Japanese occupation of the Philippines
 

in World War II, however, the campus was turned into a
 

prisoner-of-war camp, and by 1946, the physical plant had
 

been devastated.
 

In 1902, the first Philippine governmental Bureau t
 

Agriculture was established, and in 1910, recognizing the
 

need for outreach -- a Demonstration and Extension
 

Divisicn was created within the Bureau. By 1918, this
 

%'ith n the Philippines. the Agricultural Collefe led a "rather
 
hectic early life -- a 'cinderella' among sister col eges" according
 
to Johnson (ibid. p. 16) because a college degree course in
 
Agriculture was not generally regarded as worthy of collegiate
 
standing.
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were expanded to include farmers'
division's activities 

cooperative organizations, rural credit, marketing and 

animal insurance. The Bureau of Agriculture was divided 

into two parts in 1929 -- a Bureau of Plant Industry 

(which retained the Extension Division) and a separate
 

Bureau of Animal Industry. The Extension Division was
 

renamed in 1932 as the Agricultural Division, but
 

retained and expanded its extension responsibilities at
 

the national level.
 

With the assumption of President Quezon to the
 

Commonwealth Presidency in 1936, a Provincial
 

Agricultural Extension Service was created. This change
 

provided for a resident provincial-level agriculturist
 

for the first time, enabling wider field coverage and
 

as
follow-through of national programs, as well 


participation by local governments in financing and
 

implementing extension programs. As far as actual rice
 

production went however, although there was some increase
 

in the area planted to rice in the pre-war years, per

hectare yields did not improve. During the Japanese
 

or
occupation, rice paddies were largely abandoned 


reluctantly farmed, and massive rice shortages occurred
 

throughout the country.
 

During the post-war psricd of the late 1940's, the
 

Philippines became an independent Republic, but the
 

United States continued its interest in, and involvement
 

with, Philippine agricultural development.6 in 1946,
 

6
The immediate need was for relief to compensate individual
 
Filipinos for damage to their homes and property, as a result of the
 
war. A considerable sum was also allocated to the reconstruction of
 
roads, bridges, public buildings and basic infrastructure.
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Dean Leland Call of Kansas State Agricultural College
 

visited Los Banos as part of tne Philippine-United States
 

Agricultural Mission, and recommended that U.S.
 

assistance be provided to encourage and strengthen
 

agricultural research at the colleges. Shortly
 

thereafter, assistance began to pour in. The War Damage
 

7
Act, the UNRPRA, 8 and the recommendations of the Bell 

.......ss ,.. .. . as the predecessuL:s of the United 

States Agency for International Development 0 -- all 

helped substantially in the rehabilitation of Los Banos. 

In 1952, the Quirino-Foster Agreement was signed,
 

marking a ,iew phase of U.S. assistance. During this
 

period, which lasted through to the end of the 1960's,
 

aid was geared to "institution building" l l  and to
 

training administrative and technical personnel to carry
 

out the duties of the expanding governmental and
 

educational apparatus. The long-standing interest of the
 

U.S. in Philippine agricultural development, combined
 

with the traditional close ties of Cornell University to
 

the University of the Philippines College of Agriculture
 

(UPCA) Los Banos "gelled". Cornell was selected by the
 

7
9 ar Damage Act - Philippine Rehabilitation Act, April 30,
1946.
 

8LUNR United Nations Relief .nd Rehabilitation
 
Administration.
 

9
Bell Mission - a U.S. Economic Survey Mission to the 
Philippines in 1950. 

IOTCA - US Technical Cooperation Administration (Truman's 
"Point 4" Program); MSA - US Mutual Security Assistance Program: FOA 
. US Foreign Operations Administration; and ICA - US International 
Coope'ation Administration. 

11I.e, the establishment - d operation of national agencies -
both the physical construction ak.J the development of human resources 
to run them. 
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1952, to assist in
Mutual Security Agency in June 


reestablishing UPCA as the leading agricultural
 
12  assistance,
institution in the Philippines. Technical 


directed towards improving Filipino competence in
 

as
was as 


physical plant improvement and the provision of equipment
 

and supplies.
 

agricultural disciplines emphasized, well 


Throughout the life of the contract -- which lasted 

for eight years -- great pride was taken by both Cornell 

and Los Banos in the academic linkage and the atmosphere 

of personal equality that prevailed. The visiting 

faculty were completely integrated into Lhe university 

staff to assist in development. There was never any 

wisdomimplication of U.S. personnel imparting superior 


to be absorbed by the host country nationals. Academic
 

rank was simply transferred and responsibilities were
 

shared on a basically equal footing. This rehabilitation
 

of UPCA by Cornell gave rise to other significant
 

developments.
 

In 1961, the International Rice Research Center
 

was established at Los Banos as an international
(IRRI) 


center to conduct research, development, testing and
 

evaluation on the many aspects of rice production. This
 

marked the beginning of a major U.S. technical
 

agricultural thrust in support of rice development and
 

12Some assistance was also provided to the UPCA College of
 
Forestry from 1957 - 1960 through a separate contract with the State 
University of New York at Syracuse. This contract was subsequently
 
extended, and SUNY's as.istance did not terminate until 1965.
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production in the Philippines which had impact throughout
 

Asia as well as many other parts of the world.13
 

A basic concern of the USAID Mission prior to 1965
 

had been to help the average small farmer increase
 

productivity. However, after working exclusively through
 

national agencies and achieving relatively little impact
 

at the farm level, in 1965, the Mission -- with
 

Philippine Government concurrence -- decided to shift its
 

attention and work with levels of government closer to
 

the farmer.
 

Meanwhile, on the technical front, a breakthrough
 

occurred. By 1965, after several years of
 

experimentation, the International Rice Research
 

Institute (IRRI) at Los Banos had developed several
 

strains of short, stiff-strawed, fertilizer-responsive
 

rice1 4 which, when properly cultivated, could produce
 

yields six to eight times greater than the national
 

averaqe. 15  Promptly dubbed "miracle rice", word of their
 

existence spread rapidly throughout the world, raising
 

hopes of a "Green Revolution". However, the significant
 

factor about these high yielding variety rice plants was
 

13
The Institute has resident sciertists, plus graduate students
 
and trainees from many countries. All seniur scientists of the
 
Institute are affiliate members of the Graduate Faculty of UPCA, and
 
work closely with other faculty members in the training of graduate

students. the Ford and Rockefeller Foundations each provide $750.000
 
per year to IRRI, and USAID provides a like amount. Several other
 
nternational donors also contribute lesser amounts. In the mid
 
1960's, the World Bank also made a loan of $6 million to the College:

the Bank's first loan for higher education anywhere
 

14 1R-3, IR-5 and IR-8.
 

1SAt about the same time, two other "miracle" varieties were 
also developed in the Philippines -- the UP College of Agriculture's
C-18 and the Bureau of Plant Industry's BPI-76.
 

http:world.13
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that in order to attain these spectacular results, they 

required a whole new approach to farming. Additional 

inputs -- particularly pesticides and costly fertilizers 

-- were necessary, as well as highly disciplined, 

carefully controlled cultivation practices (especially 

irrigation), applied at the "right" time. Individual 

farmers could not benefit from the new technology simply 

by substituting new seed for old -- although many tried. 

They had to learn the new methods, and then adopt the
 

entire "packaqe" of new technology.
 

USAID agreed to sponsor an experiment to disseminate
 

the new technology for IR-8 -- one of the high yielding 

varieties (HYV's) in the Philippines. Two provinces on 

Luzon -- Laguna and Tarlac -- were selected because their 

governors 16 had both expressed and demonstrated a special 

interest in rural development; and "Operation Spread" 17 

was born. Starting with two pilot municipalities -- Bay 

and Mayantoc -- a pragmatic effort was made to identify 

and solve the farmers problems as they arose. As the 

potential for the High Yielding Varieties of Rice (or 

"HYV's" as they were known) became generally recognized,
 

6
1 Governor San Luis of Laguna. and Governor Benigno Aquino of 
Tarlac -- who later became a major political rival of President 
Marcos; and was jailed, exiled and subsequently assassinated.
 

17
An acronym for Systematic Program for Rural Economic
 
Assistance and Development.
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the experiment was expanded to encompass the entire
 

provinces of Laguna and Tarlac. 18
 

Farmers' interest 'as aroused by well-publicized
 

field tests which clearly demonstrated the superior
 

qualities of the new strain. 
Credit was provided through
 

existing private rural banks 
which received additional
 

funds from 
 the Central Bank, with a ten per-cent
 

guarantee against non-repayment. Agricultural agents
 

trained under a previous USAID-supported project were
 

assigned to each participating rural bank to supervise
 

every loan. Each borrower was assisted in preparing a
 
farm plan, a budget, and a production schedule. The
 

commercial farm 
 supply companies (including major
 

fertilizer dealers) were encouraged to strengthen their
 

local distribution facilities 
 thatso their agents would 

be prepared to meet the additional demand. The more 

enterprising dealers developed local service centers to 
provide a variety of supply, maintenance, processing,
 
demonstration, and marketing services 
 to their farm
 

clients.
 

While local political leadership and local personnel
 

played a key role, the National Economic Council also
 

provided a general supportive role. National government
 

personnel were also 
 involved in direct operational
 

extension work. As the first 
two provincial experiments
 

18IRRI donated 2.5 kilos of IR-8 seed to Operation SPREAD for
 
planting in January 1966 
in small test areas ot Laguna, totalling

1,280 square meters. From this small experimental plot, IR-8 planting
was expanded in one year to 9,598 hectares -- 32 per-cent of the rice
 
area of Laguna. A similar expansion occurred in Tarlac. Source:

The Philippine "Miracle Rice" 
Prosram and its Aftermath. Office of

Rural Development. USAID/Philippines. July 16, 1969, p. 3.
 

http:Tarlac.18
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yielded favorable results, USAID and the Philippine
 

Government's national Rice and Corn 
 Production
 

Coordinating Council (RCPCC) sponsored the sale of "do

it-yourself" kits for individual small 
farmers in these
 

areas. These kits contained simple instructions,
 

together with seeds, pesticides and fertilizer needed to
 

grow IR-8 rice on 1/5th of a hectare. The kits were
 

distributed through 4-H clubs and church groups; 
and also
 

sold (on credit) through private rural banks.
 

Subsequently, commercial agricultural supply companies
 

also marketed the kits.
 

Operation SPREAD was not a national program for rice
 

self-sufficiency, nor was it intended to be. It was
 

merely a limited experiment to identify, develop and
 

demonstrate the potential for self-sufficiency through 

the use of the new high-yielding "miracle" varieties. 

The program was highly successful in this regard, and 

played a significant role by laying the groundwork for
 

national 
 programs. It also served as a ccncurrent
 

tasting, evaluation and "feedback" model during the early
 

phase of the next program's implementation. When
 

Operation SPREAD concluded in 1967, a new era in
 

Philippine rice production had begun.
 

From 1965 until 1972, the Ford Foundation also
 

assisted UPCA 
in various other ways. UPCA's graduate
 

program was strengthened through another contract with
 

Cornell University, and since 1967, the College has
 

served as the Southeast Asian Regional Center for
 

Graduate Study and Research in Agriculture (SEARCA).
 

This center provides advanced studies in agriculture
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leading to the M.S. and Ph.D degree. Through the Agency
 

for international Development (USAID), the United States 

was also a major donor, contributing approximately two 

and a half million dollars to SEARCA. The Los Banos 

Computer Center was also provided by Ford during this
 

period.
 

Concurrently, in 1968, a Rodent Research Center was
 

established as a joint undertaking between the Philippine
 

Government and USAID, through the Denver Wildlife
 

Research Center of the U.S. Department of Interior, with
 

a program directed towards reducing rodent damage to 

agricultural crops -- particularly rice. In 1971, the 

Ford and Rockefeller Foundations jointly made a grant of 

$285,000 for a Continuing Education Center, and the U.S. 

Government (through USAID) provided a further $750,000 

for a modern library.
 

Recognizing the proliferation of activities and
 

interest in agriculture, in 1972 President Marcos created
 

the Philippine Council for Agricultural Research (PCAR)
 

to coordinate and direct all agricultural research
 

undertaken by public agencies. PCAR was located at Los
 

Banos and a prominent faculty member of the college was
 

selected as its Director General. Los Banos rapidly
 

emerged as a focal point for agricultural education in
 

Asia and iii 1973, formally recognizing its enhanced
 

status, the College was redesignated by the Government
 

from the "University of the Philippines College of
 

Agriculture at Los Banos (UPCA)" to a full-fledged
 

university, "The University of the Philippines, Los Banos
 

(UPLB)". As far as rice production is concerned,
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however, the most significant development Los
at Banos
 
was probably the establishment of the International Rice
 
Research Institute (IRRI) in 1961, 
 and its work in
 
support of Operation SPREAD, with 
 USAID and the
 

Philippine Government.
 

1Il - GOVERKK2ENT RICE PROGRAMS, 1950 
- 1965
 

The U.S. and 
 Philippine government-supported 
university -based agricultural programs were important 
particularly for research -- but they did not have a
 
monopoly on agricultural development and 
 extension.
 
Concurrently, every administration also targetted
 
agricultural development 
 as a major plank in its
 
political platform. This section summarizes those early
 
Philippine governmental 
 efforts to increase rice
 
production, 
 with a growing awareness that program
 
management coordination was 
an important attribute of
 
production in addition to agricultural technology. 19
 

The Ouirino Administration (1952 - 19541 In April 
1952, President Quirino established the Bureau of 
Agricultural Extension (BAE) to consolidate, coordinate
 
and expand aqricultural extension currently being
 
uodertaken by other agencies. 
 As one of the Bureaus
 
tuider the Capartment of Agriculture and Natural Resources
 

19
For the background on agricultural extension and government
rice production programs. I am indebted 
to the management and staff
of the U.S. Agency for International Development 
in Manila, the
Philippine National Food & Agriculture Council (NFAC) and the Bureau
of Agricultural Economics (BAECON) with whom 
I worked from 1971 to1976. Particular thanks are due 
to Dr. Gabriel Iglesias, Dean of the
Graduate School Public
of Administration, University of the
Philippiixes. who shared with me 
several of his manuscripts on this
topic and gave me permission to draw extensively from them. In
addition, Dr. Iglesias supplmented his written materials with
several personal discussions, from 1973 to 
1Q7.
 

http:technology.19
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(DANR), the BAE was made responsible for an extensive,
 

unified, three-phase program of farm improvement, home 

managerent and ycith deve!, pment, to in-r-ase f-rmn income 

and improve rural family life. 

Although no specific rice production campaign was
 

undertaken, since rice was the predominant crop, it was
 

assumed that increased rice production would result from
 

"coordinating" extension efforts. However, little
 

production improvement was actually attained as a result
 

of this reorganized program. 
20
 

The qaaqy n" " tion f1954 - 19571 In 1954,
 

the new President, Ramon Magsaysay, reduced the role of
 

the Bureau of Agricultural Extension (BAE) from that
 

envisioned under Quirino. Magsaysay's emphasis was to
 

improve the living conditions in the barrio.2 1 To this
 

end he ordered the BAE to participate as a subordinate
 

organization in a Philippine "National Community
 

Development" program. In August 1954, in an attempt to
 

eliminate "confusion, duplication, waste and jealousies"
 

among the agencies implementinq their rural development
 

programs, Magsaysay created a Community Development
 

Planning Council (CDPC) to coordinate and integrate the
 

efforts of various existing governmental and civil
 

agncies on a national scale.
 

In January 1956, however, dissatisfied with the 

re!;ults of this council, Magsaysay created a new 

organization -- the Office of the Presidential Assistant 

20See Appendix "G" -- Philippine Domestic Rice Production.
 
21Barrio -- rural village.
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on Community Development (PACD) -- directly responsible 

to himself. This new entity was assigned the 

responsibility tu plan and implement the Philippine 

National Community Development Program and coordinate the 

activities of all other government departments engaged in 

community development, in order to reduce overlapping and
 

duplication and increase effectiveness.
 

While "parts;.rship b-etwer, pcplc and
 

being promoted. a self.-help philosophy was stressed.
 

The PACD signed agreements with various bureaus of the
 

Agricultural Department to undertake agricultural
 

extension programs, as well as the UP College of
 

Agriculture at Los Banns, and other institutions.
 

Bureaucratically, the picture looked bright. Then
 

in March 1957, with the sudden death of President
 

Magsaysay in an airplane crash, PACD's momentum
 

terminated, and agricultural extension work continued on
 

a "first-aid assistance" basis only. As a final blow, 

typhoons and droughts that year created huge rice 

shortages, nationwide. 

The Gxyca g Proram f1958 - 1962) President Garcia's
 

assumption of the Presidency, and his subsequent election
 

the same year, saw a positive shift in agricultural
 

extension policies and programs. Gircia's administration
 

was the first to seriously attempt to tackle the Problem
 

of low rice oroductiQoin Programmatic terms. Prior to
 

this, the characteristic response to rice shortages had
 

been to simply increase the area planted to rice. While
 

other diverse PACD activities did not receive the same
 

massive support from Garcia as they had under Magsaysay,
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in agriculture, attention was focussed on increasing rice
 

production.
 

Garcia's administration recognized that increasing
 

rice production required the coordinated efforts of
 

agencies outside the Department of Agriculture and
 

Natural Resources, as well as within the Department
 

itself. More importantly, the administration followed
 

through to establish a ccordinating authority, with a
 

specific budgetary allocation to support its program, and
 

in 1958 a Rice and Corn Production Coordinating Council
 

(RCPCC) was established to directly control and manage
 

national domestic production.
 

After much political maneuvering, the Director of
 

the Bureau of Plant Industry succeeded to the
 

Chairmanship. This was unfortunate because the
 

integrated objectives of the RCPCC had been clearly
 

defined (to coordinate with agencies outside the Bureau)
 

but the membership viewed the program as a technical one
 

of simply increasing production, Uithout addressing the
 

related supportive aspects such as price support,
 

marketing and distribution of the hdrvest, etc.
 

Rivalry among and between participating 

organizations -- particularly the Bureau of Plant 

Industry and the Bureau of Agricultural Extension -- was 

rife, and the Council learned a lesson in bureaucratic 
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power politics from which it never recovered. 22  Without 

strong, authoritative and sustained leadership -- and 

with a lack of political support from the President 

during the later phases -- the production program lost 

its impetus. During implementation, planned agricultural 

extension services and inputs were either lacking, 

inadequate, or arrived too late to be useful. As a 
23
 

result, rice production was not significantly improved.


Although the Garcia program was a failure in terms 

of attaining rice self-sufficiency, it did highlight the 

need for a funded, coordinative administrative structure, 

and established a financial base -- a 20 million peso 

annual appropriation -- for future rice programs. Thus, 

an awareness for program management was slowly emerging, 

if not the reality. 

The MacaoIgal Program (1962 - 1965) The newly
 

elected President Macapagal sought to resolve the
 

problems of the rural Philippines by all-viating small
 

22
The creation and super-imposition of a "coordinative" body
 
over existing organizations tends to upset the prevailing power
 
relations of, and among, the 'cooperating' agencies. External
 
'coordinators' are pirticularly resented and resisted because they
 
impinge upon th- individual agency's autonomy and authority in
 
estab ishing internal policy, and controlling program directions,
 
resources and personnel. The RCPCC was no exception.
 

23 See Appendix "G" -- Philippine Domestic Rice Production.
 

http:recovered.22
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farmers tenancy conditions24 and the scope and direction
 

of the Bureau of Agricultural Extension (BAE) was changed
 

once more. In 1963, a Land Reform Code was passed,
 

directed at simultaneously attacking the problems of low
 

rice production, and ameliorating the condition of the
 

poor tenants through redistribution of land.
 

The Bureau of Agricultural Extension was renamed the
 

Agricultural Productivity Commission (APC), removed from
 

the Department of Agriculture, and placed under the
 

direct control of the President's office to spearhead
 

these reforms. In addition, the APC was given the broad
 

charter of consolidating all agricultural educational and
 

informational activities to promote on-farm productivity.
 

Although still working with rice farmers, the prime
 

thrust of the Agricultural Productivity Commission now
 

became Land Reform, while the Rice and Corn Production
 

Coordinating Council (RCPCC) continued in effect with is
 

responsibility to manage a rice production program.
 

However, the two directions -- Land Reform and Rice 

Production -- although complementary, were not 

administratively compatible, and much bureaucratic 

wrangling ensued between the APC and the RCPCC. In the 

second year of his administration (1964), Macapagal 

24
Most small farmers operated at marginal or sub-marginal

levels and were frequently in debt to landlords or usurers. Where
 
irrigation was inadequate for a second rice crop, the land and
 
farmers were idle for from four to six months of the year. New
 
varieties of rice, and improved farming techniques being developed

and disseminated to the farmer promised only slight (10 - 20%) ga ns 
in productivity -- not enough to make a significant change in a farm 
family's way of life. Thus. inured to impoverished conditions, the 
farmer's attitude toward these innovations was generally one of 
indifference, and to his/her particular situation, one of
 
resignation.
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became seriously concerned about low rice production and
 

announced a new crash program to do something about it.
 

A new organization -- the Rice arid Corn Authority 

(RCA)25 -- was created to manage the rice production 

program, and its scope was broadened. Recognizing the 

futility of trying to increase production without the 

supporting inputs (as experienced by the Garcia program), 

the RCA made a specific attempt to develop a more
 

coordinated approach to provide resources. Specific
 

efforts were directed at seeds, insecticides, soil
 

analysis practices, construction or improvement of
 

irrigation facilities, and the employment of suitable
 

farming methods. Simultaneously, a move was made to
 

reorganize and strengthen existing governmental services
 

in this direction. Farmers who joined the program were
 

extended credit for seeds, pesticides, and harvesting
 

costs, and in addition were subsidized by only having to
 

pay half the cost of imported fertilizers.
 

Despite these efforts, organizational management
 

problems cropped up again. The Agricultural Productivity
 

Commission (APC) was still Oirectly under the Cffice of
 

the President, conducting a land reform program -- the 

objective of which was to break up ownership and 

management of the larger farms and turn them over to the 

tenants. Simultaneously, the Rice and Corn Authority 

(RCA) -- as the major implementing arm for the rice 

2 5
The 'Now' Authority had the same membership as the Rice and
 
Corn Production Coordinating "Council", except for the addition of
 
the Secretary of National Defense. The Rice and Corn production
 
Coordinating Council (RCPCC) still existed in form. but was in
 
effecr mor'bund.
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production program -- was attempting to work with many of
 

these same owners and tenant farmers to boost their
 

productivity. Consequently these two organizations were
 

often at cross purposes and it was difficult to create a
 

favorable working climate for effective cooperation and 

coordination between them, and many old jealousies were 

revived and new resentments created. 

Because the Agricultural Productivity Commission
 

(APC) under the President's Office was primarily involved
 

in Land Reform, the RCA drew upon the Bureau of Plant
 

Industry (BPI) within the Department of Agriculture for a
 

field extension force to implement their program.
 

However, since rice production was also a charter
 

responsibility of the APC (in addition to land reform),
 

at one point the APC was also implementing a rice program
 

for the President, independent of its land reform program
 

and the RCA/BPI rice production efforts.
 

Even aside from organizational problems and
 

duplication of effort, the Macapagal rice program never
 

received sufficient resources for successful
 

implementation. Although the law which had established
 

the RCPCC implied adoption and implementation of a long

range rice program,26 a tortuous annual budgeting and
 

appropriation process heightened the uncertainty of
 

financial support from year to year, precluding
 

implementation of anything but short term efforts.
 

Actual releases were often late, and fell short of the
 

26
Despite the fact that the General Appropriation Acts from 
1958 onwards invariably appropriated 20 million pesos each year for 
the program. 
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27  

programmed amounts. Delay in the releases of funds
 

hampered the work of personnel in the field and prevented
 

the timely provision of materials critical to the
 

program. An innovative fertilizer subsidy program failed
 

"red tape" required to administer it,
because of the 


despite which many anomalies still occurred.
 

The stringent bureaucratic procedures also vitiated
 

to farmers for buying
efforts to provide credit 


pesticides and fertilizers, and for harvesting their
 

in
crops. Lack of coordination resulted in many delays 


distributing fertilizers to the farmers. Thus, although 

grander in design than Garcia's program, Macapagal's rice 

production program suffered from management problems -

resources and a lack of timeliness during
inadequate 


those which had plagued the
implementation -- similar to 

Garcia administration. 

In summary then, in spite of Presidential desire,
 

and a good agricultural technical basis, middle
 

manaement shQrt omings limited prooram implementation,
 

and actual production of both the Garcia and Macapagal
 

rice programs fell far short of self-sufficiency, or even
 

reasonable expectations. ice imports during their
 

programs2 8  exceeded those of the previous similar time
 

period29 by more than 382 percent, amounting to over one
 

270nly 99 million out of the 140 million pesos from 1958 to
 

1965 were actually released.
 

281958 - 1965. 

291950 
 1957.
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30
million metric tons. In fact, during the fifty years
 

before 1965, per-hectare yields had stagnated while the
 

population had growni more than three per-cent a year, and
 

the country was rapidly exhausting its supply of land
 

suitatle for rice cultivation.
 

IV - THE MARCOS PROGRAMS, 1966 - 1972
 

President Ferdinand Marcos was the first president 

since Garcia to recognize the vital role that management 

played in agricultural production programs. To this end, 

he sought top technical agricultural advice to formulate 

programs, then assigned "technocrats" -- with a 

combination of business and political acumen -- to manage 

them. Traditional bureaucratic organizations were either
 

reorganized or bypabsed, and "red tape" was slashed as
 

deemed expediei;-, in order to get the job done. This
 

approach was successful to a point; but it was short

lived. This sectici describes those initial efforts.
 

The First Maros Era (1966 - 1968) A major "plank"
 

in the 1965 Presidential campaign platform of Senator 

Ferdinand E. Marcos was that, if elected to the 

Presidency, he would mount a massive program to attain 

national self-sufficiency in rice. To this end, he 

organized a technical committee under tne leadership of 

Dean Umali -- former Dean of the University of the 

Philippine College of Agriculture (UPCA) at Los Banos -

30Rce imports from lq50 to 1957 - 403,43/ metric tons. Rice 
imports from 19D8

8 
to 1965 - 1.543,652 metric tons; an increase in the
 

195 -65 period of 1.140.215 metric tons. Source: 1glesias. Gabriel
 
U. The Imlemntation o e ilippnes Four Year Rice Self-
Sufficcncv rrorar_:e 1t6-L2Q. Paper prepared for the Conference 
on "implementation: The Problem of Achievin Results'. Eastern 
Regional Organization for Public Administration (EROPA), Tokyo,
 
Japan, 24-31 October 1973. p. 10.
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to study the problem. In January 1966, one week after he
 

swore his oath of office as President, Marcos followed
 

through on his promise. In opening the first session of
 

the legislature of his administration, he announced that
 

one of our first concerns is to strengthen
 
the agricultural sector. Self-sufficiency in
 
the production of food, especially rice, ft
 
be attained in the shortest possible time.
 

Rice and Corn Production
 

its members to
 

Marcos revitalized the 


Coordinating Council (RCPCC) by directing 


develop a program that would attain rice self-sufficiency
 

32  

within four years. Drawing on the Umali Committee
 

Report, a pilot experimental project was immediately
 

hectares in five provinces -undertaken on 54,000 

building on the experiences of the USAID-assisted 

Operation SPREAD
33 -- to test the approaches recommended, 

while work on the four year program continued apace. 
34 

full formal program was initiated

in July 1966, a 


unaer the RCPCC. In this new program, for the first time
 

a comprehensive approach was attempted to address private
 

sector involvement in marketing and distribution as well
 

as production. Two major innovations were introduced:

31
President Ferdinand E. Matrcs "Address on the State of the
 

Nation" 6th Congress of the Republic of the Philippines. First
 

Session, Mlanila. Bureau of Printing,. 1q66, 7-8. Cited in
 
Gabriel Iglesias, Case Stidy Jhe Philiins 1efficenc 
Programs: lq6-o8 and i ' 5 Honolulu: East-West Center, 1977, p. 
11.
 

3 2The political significance of a four year program was that if 

achieved on snheiule. "Rice Self -Sufficiency" would be an excellent 
plattorm from which tu caspailn .or re-election. 

3 3 Referred to earlier under U.S. technical assistance efforts. 

31With self -sufficiency programmed to be attained in the third 
year (the May 1968 - April 196q cycle). 
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1) 	Easier credit without collateral for
 
supervised farmers, 35 to facilitate and
 
enhance production prospects, and
 

2) 	The "Quedan System" 36 which greatly

simplified marketing the product.
 

The first year of the program (July 1966 to June
 

1967) was largely geared toward multiplication of the
 

high yielding variety (HYV) seed, and after two cropping
 

seasons, approximately 3.5 million cavans 37 of certified
 

rice were bought by the government for future seed
 

purposes. During this time, the administration was
 

planning and moving other supporting elements into place
 

to get the program of rice production for consumption
 

into high gear.
 

First, the Rice and Con Administration (RCA) was
 

brought under the Rice and Corn Production Coordinating
 

Council (RCPCC). In addition to his other
 

responsibilities, RCA's Administrator was appointed
 

"Executive Director of the Rice Program". Then, in 

October 1966, to eliminate duplication of effort, 

President Marcos restored the sole power and 

responsibility of implementing the Rice and Corn 

35A grant from USAID through the National Economic Council 
provided the initial seed capital 'or an Agricultural Guarantee Loan 
Fund to operate the supervised credit scheme. 

36
The Quedan system was a concept borrowed from the Sugar
industry. A quedan was a warehouse receipt given to any farmer who 
deposited palay (unhusked rice) in an RCA-approved bonded warehouse. 
With this quedan in h.ind, the farmer could then obtain credit or cash 
at any local rural bank approved by the National Government's Central 
Bank. This svstem consuierably eased the burdens and constraints 
imposed by the hitherto-existing "cash and carry" operations. 

37

Cavan is a volume measure used in the Philiypines. For palay


(rice seed) at that time, 1 cavan - approximately 4. kilograms. [The
unit 	measure was subsequently increased to 50 kilograms.1
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Production Programme to the RCPCC, (removing it from the
 

APC) while the RCA was delegated specific responsibility
 

to market and distribute the product.
 

To improve operational management, the RCPCC
 

established a permanent "Action Coordination" unit,
 

supported by specialist units in "Plans and Programs" and
 

"Survey and Evaluation". Provincial Directors for the
 

program were selected from both the Bureau of Plant
 

Industry (BPI) and the Agricultural Productivity
 

Commission (APC) to oversee implementation in the field,
 

and to report back directly to the Program's National
 

Coordinator in Manila. To enhance the flow cL
 

information between the field units and the Council, a
 

short-range two-way single-sideband radio communication
 

network was also installed in many of the provinces.
 

In March 1967, Rafael Salas was designated as the 

President's rice program "Action Officer" in the 

RCPCCA 8 and USAID was requested to assist in 

implementation by working primarily through the national
 

agencies. This time things went well. The agencies
 

programs were based on successful field experiences, were
 

coordinated under a single manager, and were under
 

considerable pressure from the President to perform.
 

As President Marcos's former Executive Secretary,
 

Salas was already familiar with the program, and when he
 

38The position of "Action Officer" had no basis in law or 
Presidential Directives, so Salas's status in the RCPCC was 
unofficial. Nevertheless, he derived considerable authority as the 
alter ego of the President. Source: I lesias, Gabriel U. The 
Implementition of thQffihioines rour \ear Rice Self-Sufficiency
 

Program,: 1966 - 1970. EROPA Conference Paper, Tokyo, October 1973,
p. I1
 



176
 

moved to the RCPCC he brought with him the prestige and
 

power of the Executive Office. President Marcos gave
 

Salas strong personal support and even delegated to him
 

authority over the Bucget Commissioner. Salas was also
 

given control over the budgets of the agencies which were
 

required to cooperate with the RCPCC in the rice program.
 

This accretion of "purse-string" power effectively
 

eliminated the usual bureaucratic obstacles, wrangling
 

and problems or a "coordinator" to ccerce cooperation and
 

compliance. It also obviated the usual effort program
 

managers had had to devote to attempt to wheedle funds
 

from participating support agencies.
 

Salas was a dynamic and innovative leader, and a
 

trained administrator 39 in his own riaht. With the power
 

invested by Marcos, Salas ran the rice program as a
 

single line organization, utilizing a committee concept 

to integrate the activities of disparate -- and what 

would orher-wise have been recalcitrant -- bodies. He 

convened frequent meetings of the RCPCC and insisted that 

the designated members themselves attend (rather than
 

subordinates) so that policy discussions could be held,
 

agreements reachied, and decisions made in the meeting.
 

Ad-!*c sub-committees were established for any problems
 

requiring more detailed study, and assigned short
 

deadlines for data gathering, review, analysis and
 

reporting back. Moreover, nobody on these sub-committees
 

was permiited to return to their normal duties until they
 

had completed their assigned task.
 

39Master in Public Adminiscration from Harvard.
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As soon as a sub-committee completed its work, it
 

was dissolved, and its members had no residual power in
 

the rice program other than that conferred directly by
 

Salas. Together, these leadership, organizational, and
 

bureaucratic management changes transformed the Rice &
 

Corn Production Coordinating Council (RCPCC) from the
 

weak institution it had been under President Macapagal
 

into an effective project implementation organization.
 

Of particular significance to this study is that
 

although Salas obtained a lot of data from the field on
 

the roram's Progress from RCPCC's formal reporting 

sytem 1iQ___leged that he never found much of it vvI 

ueu. The data was voluminous, detailed, unanalyzed, 

untimely, incomplete and -- based on his own spot

checking -- often inaccurate. In attempts to verify and 

offset this, the RCPCC Survey & Evaluation L it conducted 

periodic field studies to evaluate program progress and 

identify implementation problems. 

i either the formal _CPCC
 

reporting svtn gL the Survey & Evaluation Unit for his
 

information. Instead, he eve d his own network and
 

an intuitive sense of what was happening -- an informal 

learning process approach -- by making frequent 

unannounced visits to observe progress and obtain first

hand views and feedback from farmers and local officials. 

Salas's personal perceptions were supplemented by ad hoc 

reports from his own Action Coordinating Office staff, 

based on their field inspections. Through a personal 

follow-up "tickler" system, Salas also verified whether 

his spot decisions were subsequently carried out. This 
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was the heart of his personalized "Management Information
 

System".
 

I believe that you cannot supervise the rice 
programme sitting in Manila -- you have to 
visit the fields. There was a time I visited 
three provinces in a day -- by plane, of 
course -- just to check on whether our field 
officers were feeding us the right 
information or simply taking credit for 
things they haven't done. I was told that I 
had lov, ed more mileage rtan some pilots in 
the Phi ippine Air Force.' 

Many technical and logistical problems were
 

encountered during implementation, as well as a drought,
 

but nevertheless by the end of the 1967 dry crop season
 

(January 1968) the rice farmers in the program had
 

harvested the highest total production the Philippines
 

had ever experienced, and President Marcos announced that
 

the self-sufficiency program had worked -- one year ahead
 

of schedule.'l The country even exported 36,000 metric
 

tons of rice in 1968. In addition, about 3 million
 

cavans of certified high-yielding variety rice seed was
 

sent to several Southeast Asian neighbors.
 

President Marcos's "Miracle Rice Program" was thus
 

the most significant breakthrough in increasing farm
 

productivity and income in the history of the Philippines
 

to that time. The progra... contributed significantly to
 

boosting Marcos's popularity as a can-do administration
 

4Interview of Rafael Salas by Professor Gabriel Iglesias, July
 
1972. Cited in Gabriel Iglesias's EROPA Conference Paper, Tokyo,

October 11 3. p. 36.
 

41103.7 million cavans for crop year 1q68 compared to 93.1
 
million cavans the previous crop year. Actually however, although a
 
dramatic 11 per-cent increase and a tremendous achievement in itself.
 
the announcement of self-sufficiency was premature. The harvest
 
still only represented 87 kilograms of milled rice per person per
 
year -- 8 kilos/capita short of the 95 kilograms estimated by the 
Bureau of Agricultural Economics as the self-sufficiency level. 
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concerned with the "little man", and in establishing the 

credibility of 

farmer. 
4 2 

government extension workers to the small 

Salas effectively managed this complex national 

program through his boundless energy and force of 

personal leadership, supplemented by some personally

useful management techniques. Little attention was 

devoted however to improving the formal administrative 

capabilities of his organization -- either the RCPCC 

system, or his rice program managers at the central and 

provincial levels. And this ultimately resulted in the 

program's downfall. 

The Second Marcos Era -- Second Generation Problems 

(1969 - 19721 With the rice production breakthrough and 

3 

announcement of self-sufficiency in 1968,4 the Marcos 

Administration was euphoric and started looking towards 

crop diversification. But success also brought its own 

problems. While attempting to maintdin a holding action 

in rice production, the RCPCC turned its attention to 

dealing with the many "second generation" problems of 

handling the bumper crop.
 

Financing, storage, milling, distribution,
 

marketing, and price stabilization were all formidable
 

problems for which tjcr were no quL.K and easy
 

42This was also the first time since the cc--unity development
 

and land reform programs of President Magsaysay's era -- 10 years 
earlier -- that many rural Filipinos directly saw the impact of
 
American assistance in their ireas. The active involvement of USAID
 
personnel in field operations did much to project the image that the
 
United States really did care about what was happening in the barrios
 
ot the Philippines.
 

43As indicated in App!ndlx 'H'. this announcement was somewhat
 
premature.
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solutions. Credit was limited because only a few rural
 

banks participated in the government's credit scheme for
 

farmer "production" financing. Facilities for storage
 

were either lacking or grossly inadequate, and much of
 

the previously harvested palay which had been stored,
 

either deteriorated in, or mysteriously "disappeared"
 

from the warehouses. Milling equipment was inferior, 

resulting in tremendous wastage as well as poor milled 

quality. Distribution -- often over bad roads with 

antiquated vehicles and between islands with inadequate 

port and handling facilities, and by inappropriate 

vessels -- created further wastage, inefficiencies, and 

ultimately higher prices. Marketing for the most part 

was in the hands of a few private "Chinese" dealers who 

(it was widely alleged) placed personal interests (in 

manipulating the rice trade for maximum profit) above 

that of the nation, effectively subverting the 
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government's good intentions towards the Filipino
 
1
 

farmer.
 

The RCA's price support (and "buyer of last resort")
 

program was hampered by inadequate and untimely releases
 

of funding and they were able to buy only about ten
 

percent of the total rice production. This was
 

insufficient -- "too little, and too late" -- to develop 

and maintain an effective buffer stock for price
 

stabilization purposes. These second generation problems
 

conspired to frustrate the nation's aspirations for
 

longer run economic development, national rice self

sufficiency and individual small farm family well-being.
 

In 1969, the Rice and Corn Production Coordinating
 

Council was formally abolished. It did not really
 

disappear however, for a new National Food and
 

Agriculture Council (NFAC) was created in its stead,
 

retaining the original RCPCC membership. In fact, NFAC's
 

'In the Philippines -- as in other Asian countries -- many 
"Hua Qiao' or "Overseas Chinese" reside as aliens. Restricted in the 
type of property they could own (particularly land), nevertheless a 
considerable proportion of the ethnic Chinese prospered through a 
combination of business acumen, familial ties, "tongs" (i.e. mutual 
support networks), and diligence. For the most part, the Hua Qiao 
legitimately acquired banks and businesses of many types -- retail 
and wholesale -- but created a backlash of resentment from less 
successful "native" Filipinos. (Inevitably, some individuals and 
groups succeeded economically through nefarious activities.j Chinese 
nationals were specifically barred from wholesale and retail rice 
marketing in the Philippines in 1965. However, numerous arrangements 
were made with Filipino "front" organizations and individuals whereby 
the Chinese were able to retain or obtain a controlling interest in 
the rice trade. The trader often advanced capital and agricultural 
inputs to the far:ser on credit enabling the farmer to engage in his 
livelihood: acquired the crop from him with spot cash (less credit 
and interest): and provided the farm-to-trader transportation, 
drying, storage, milling and trader-to-market distribution in cost or 
kind, in a highly volatile wholesale/retail market supply and demand 
commodity trader situation. For all their success in playing this 
vital "middle nan" role, however, the Chinese earned only the disdain 
and distrust ot the Filipino and (in a similar position to many Jews 
in Europe) become a scapegoat and popular target for venting
 
expressions of public agitation.
 



182
 

scope was even broadened from merely rice and corn to 
a
 

more ambitious one of coordinating, administering and
 

implementing a national program of self-sufficiency in
 

food production based on Salas's successful 
 rice
 

production program model.
 

Since the "rice production system" was now
 

considered "routinized" -- despite all the second
 

generation problems being encountered -- leadership of 

the NFAC and its programs was transferred and downgraded
 

from the Presidential Executive Secretary level (Salas)
 

to 
 the Cabinet, in the person of the Secretary of
 

Agriculture. However, even though he was Cabinet
a 


member, the Secretary of Agriculture was not regarded as
 

a primus inter-pares by the other designated members of
 

the NFAC and could not function as Salas had -- as the 

alter ego of the President. Moreover, the nation's 

primary agricultural exter.ion service -- the 

Agricultural Productivity Commission (APC) -- was 

retained in the President's office and was not 

subordinate to the Department of Agriculture its
or 


Secretary.
 

Th,-se administrative changes took their toll.
 

Although rice -- with its many unresolved problems -- was
 

still the top priority program in NFAC, the addition of
 

other objectives combined with the loss of authority
 

dissipated the staff's energies. The management
 

effectiveness of the prior program had resided in the
 

personal leadership style and drive of Salas. There was
 

no effective corporate structure to assume his role.
 

With the departure of Salas from the day-to-day scene,
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the momentum that the rice production program had
 

achieved under Salas, faltered. Problems of coordination
 

resurfaced, and although total hectarage planted to rice
 

increased slightly, overall production fel
 

In 1970, a currency devaluation occurred which also
 

had a major impact upon individual farm productivity.
 

The cost of fertilizers and other import-based
 

agricultural "inputs" was increased, resulting in a
 

drastic reduction in fertilizer usage, and considerably
 

less profit margin for those that continued to use it.
 

Many thousands of hectares of rice land went out of
 

production as a result. Nevertheless, the "Green
 

Revolution" had had some lasting impact, and despite the
 

reduced hectarage planted, overall production was much 

higher than the previous year, and self-sufficiency was 

unequivocally attained.
4 5 

Then a series of natural disasters struck. In Crop
 

Year 1971, numerous typhoons -- particularly in the Bicol
 

region4 6 -- damaged the standing crop just before it was 

45Cfficial Bureau of Agricultural Statistics data (corr-:ted as
 
cf August 1987) show a tremendous jump in both total production, and
 
average yields per hectare for crop year 1970, to a new record high
 
of 124.2 million cavans -- a 12 per-cent increase over CY 1969, which
 
computes to 98 kg&/capita. However some of the increase is ascribed
 
to "statistical anolmilies" rather than actual production because a
 
new improved system of data collection and estimating crop production
 
-- by sample survey rather than amalgamation of individual extension
 
technician reports -- was introduced in that year. Since the new 
system replaced the old rather tha:n running in parallel to it. the
 
Bureau has no firm basis for relating the old time stries to the new.
 
Although many bureau officials feel that production prior to crop
 
year 1970 was probably underestimated, they are unwilling to identify
 
or agree to any particular index, or weighting factor which could be
 
used to articulate the two. Source: Personal discussion with Dr.
 
Leonardo Paulino. Director, Bureau of Agriculzural Economics, March
 
1972.
 

4 6A major rice-growing area of Southern Luzon.
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to be harvested. Despite this loss, because per-h-ictare
 

productivity had continued to climb, national rice
 

production still exceeded 126 million cavans. However,
 

although it was the largest harvest to date, and still
 

above self-sufficiency levels, the food/mouth ratio
 

declined due to the incursions of rapid population
 

growth.
 

In Crop Year 1972, some new technical "second
 

generation" problems caught up with the High Yielding
 

Variety (HYV) seeds. It was discovered -- through bitter
 

field experience -- that the HYV's were highly 

susceptible to the dreaded "Tungro" disease,4 7 and the
 

Central Luzon crop was devastated. Fortunately,
 

intensive research at the International Rice Research
 

Institute (IRRI) and the University of the Philippines
 

College of Agriculture (UPCA) at Los Banos was able to
 

rectify the technical problem by intensive cross-breeding
 

of varieties, and new tungro-resistant HYV strains were
 

rapidly developed for the following season and the longer
 

term. This technical fix was too late, however, to have
 

any impact upon the crop in the ground. 

During the same year, (1972), the farmer's incentive 

to produce was further eroded by government efforts on 

the land reform front. A Department of Agrarian Reform 

had been established in 1970 -- with its own extension 

workers -- to develop and implement a comprehensive 

program for transferring rice farms from large land

owners to their tenants. The long-sought goal had been 

47
Tungro is a bacterial plant blight, spread by insects.
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to obtain outright ownership by the farmer of the land he
 

tilled. However, a political compromise effectively
 

converted all tenants from sharecroppers into lease

holders. Under the new law, the tenant would now pay a
 

fixed rental for the land, instead of sharing the harvest
 

with the landlord, as had previously been the case.
 

Although leaseholding was a socially well

intentioned step from tenant bondage towards ultimate 

ownership, the immediate short-term effect of this law 

was to place the farmers in limbo, rendering them largely 

ineffective. In many instances, for example, the farmer 

lost the benefits of share tenancy -- such as credit, 

management guidance, control, supervision, and marketing 

assistance previously provided by the landlord. At the 

same time, as a mere leaseholder, he was unable to obtain 

these benefits for himself as these were rights and 

privileges which only accrued to ownership. Meanwhile,
 

the land-owners now no longer had any management interest
 

in farming, only a monetary one. In short, the burden of
 

farm management was suddenly thrust upon the farmer -- in
 

addition to the traditional labor role -- without
 

adequate preparation or support.
 

Furthe.more, since land vn]'les for future purchases
 

were to be based on a formula in which the yields of the
 

three years immediately prior to purchase were to play a
 
4 8
prominent part, astute farmers soon realized that poor
 

harvests -- rather than higher yields -- would be to 

their long-term advantage as future purchasers.
 

48
land Value - average value of the annual harvest over the 
prior three years before purchase. 
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Meanwhile the improved terms of their new rental contract
 

vis a vis their former share cropping arrangement did not
 

adversely affect their immediate income.
 

Although planted hectarage expanded by over 137 

thousand hectares during the 1971 - 1972 crop year, the 

net result of the tungro blight and the managerial hiatus 

resulting from the land reform law was that productivity
 

declined. The total narvest fell by 5.7 million cavans
 

to only 121 million, and the self-sufficiency chasm
 

reappeared precipitously at 90 kgs/capita.4 9  However,
 

still worse was to come.
 

4 9
1.e 5 kgs/capita below self-sufficiency levels.
 

http:kgs/capita.49
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-- A PROGRAM OF NATIONAL SURVIVAL
V - "MASAGANA 990 


As indicated in the previous sections, prior to the 

Qtorin and
Masagana program, nii_ g ! my 

decision-makinq was in ahix___qDlv in the iphiflin 

This aspect of technicalDei• 


assistance -- i.e. Development Administration -- was also
 

of an otherwise
generally neglected as an element 


United States to
extensive "foreign aid" program by the 


increase rice production in the Philippines.1
 

thin veneer of dynamic management
 
capability ,-xists at the present time.
 
notably at the upper levels of the
 

A 


It is not
agricultural institution. 

a
sufficient ro implement complex programs on 

b:oad scale however . ... There is a deart h
 
of middle level personnel in the GOP 
equipped with both the subsrantive kncwledge 
ot agricultural technology and the managerial 

skills necessary to implement an action 
field. ... The bureaucraticprogram in the 


rank and 
 file tend to be sticklers for
 
established procedure, with little if any
 

correct anomalous
follow-through to 

situatiuns, even to the detriment of larger
 

objectives.
 

Unfortunately without good fniddle-man'gement,
 
the best laid programs of :I'e most dynamic
 

leaders have disintegrated when operational
 

dynamics, and administrative complexities
 

overwheie 
 their staff's capacity to
 

implement
 

The national rice production program of President Marcos
 

from 1973 to 1976 -- "Masagana 99" -- (the case study 

examined in Chapter Six) was significantly different from
 

any previous ones in that it consciously addressed the
 

Pr 'ion (Non-Capital Project
PP~U_.
I 


Paper) US Agetic': tor international Development, Philippine Mission,
 

Manila, May 1973, p. 5.
 
2

GOP - Goverrunent of the Philippines. 

3
Agricultoral Incoe and Pryduction ROP. Ibid. 
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problems of how to manage the program to a degree never
 

before undertaken.4 Masagana is also noteworthy in that
 

it not only attained its ohjective of national rice self

sufficiency in 1976, but that for more than a decade, the
 

Philippines has managed to sustain that status. The
 

medium for this management improvement effort was a
 

rationally-structured control-type Management Information
 

System (MIS). This section describes the events leading
 

up to the initiation of Hasagana, and the broad outlines
 

of the Program.
 

In July 1972, just after the main rice crop had been
 

transplanted in the paddies, Central Luzon -- the "Rice

bowl" production area which primarily serves the needs of 

Metropolitan Manila -- was inundated by one of the worst 

floods in the country's history. A typhoon moved in over 

the island and stayed, bringing continuous torrential 

rains for an apocalyptic forty days and nights. 5 The 

flood waters rose to unprecedented levels in recorded 

4Thp 
 United States also played a small, but important.

contributory role in the Masagana program -- not only in providing
agricultural exprtise (as in past programs), but also some specific 
technical assistanco in development administration for operational 
program mati;emnt. 

lii on .nd -up,,rst,,tion ar entrwin d and incorporited into 
the every-dav lite or most Filipinos. There were many spurious
allusions made during this 1972 typhoon (or rather series of 
typhoons) -- between the state of the world when God supposedly
wreaked venFeanc, on the wicked with "The bliblticai 1iood", and the 
contemporary social/political turmoil extant in the Phil ippines. 
This was reinfor-ed by the georraphic coincidence of the locally
named "Mount Aravat" -- an extinct volcanic upthrusting which 
dominates the Central L.u~on plain. At the beginning of the typhoon, 
a religious artifact of great renown -- the "Black Madonna" was 
stolen from the Quiapo Church in anila, and this theft was linked by 
many to the onset of the torrential downpour. Indeed, there was such 
a public outcry that the First Lady, Imelda Romiualdez Harcos was 
moved to publicly plead for the Madonna's safe return to remove the 
cause for the impending "Second Flood". The plea was successful. 
The Madonna was returned, and coincidentally or (as many Filipinos
firmly believe) as a result thereof, the rain abruptly ceased. 
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Philippine history, silting the river mouths, bursting 

the main flood dikes of the Central Luzon watershed, 

destroying the rice in the fields, and overflowing some 

200,000 hectares of riceland. This drastically affected 

the livelihood ot some 100,000 small farm families -

most of whom loat their work animals, farm implement-, 

investments in agricultural supplies such as seed and 

fertilizer, and many, even their homes. 

After the rains stopped 6 the accumulated flood
 

waters took a further two weeks to subside and run off in
 

most areas. The devastation revealed by the receding
 

water was enormous. Roads, bridges and buildings were
 

damaged and/or destroyed; some rivers changed their
 

courses through former rice paddies, while many rice
 

fields were buried up to several feet in silt, rendering
 

them untillable. At the same time, the other major rice
 

growing areas in the Central and Southern Philippines
 

were experiencing a drought which withered the rice
 

seedlings in their beds, compounding the nation's rice
 

production problems.
 

As a result, there was frenetic activity in the
 

Department of Agriculture and the National Food and
 

Agriculture Council (NFAC). A recovery program -

"Operation Rice Bowl" -- was organized and launched by 

the NFAC in an effort to avert disaster. USAID supported 

61 personally witnessed a moving scene in Santo Domingo Barrio, 
Pampanvi, wh,-re I was assisting in disaster relief work the day the 
rain stopped It was early, morning when the sun broke through the 
cloud, and a rainbow appeared in the sky. On seeing this, a nun with 
whom I was working, fell to her knees praying. She was emulated by 
almost the entire population in the area, who only moments before had 
been scrabbling with each other for Cood and/or any other relief 
supplies availabl,. 
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this effort by providing technical advice and management
 

assistance to survey and inventory the damage, and
 
7
implement recovery efforts. In Phase I, of "Rice Bowl"
 

high yielding variety rice seed was obtained and
 

distributed (av and credit) for the
cost, on afflicted
 

farmers who were still able to replant. Then, in mid-


August, new storms brought more rainfall and renewed
 

flooding. 
 Almost all of the farmers who had managed to
 

replant after the initial flood now had their new
 

seedbeds washed away by the second flood.
 

The second phase of "Rice Bowl" -- "Operation
 

11alagad" -- was launched in October as a more 

comprehensive 
 assistance program for the traditional
 

palagad (i.e. "dry season") rice crop which began
 

plantings at that time. This was supplemented by a free
 
8
fertilizer distribution program so that those farmers
 

who were able to replant would not have their yields
 

curtailed for lack of nutrients.
 

Unfortunately, all this effort was to no avail in so
 

far as rice production was concerned. Just as the rainy
 

7USAID procured and imported various vegetable seeds on an
 
emer;rencv ba,;is, and personinel (and their fmi l1ies) worked long hoursunder difficult conditions with NFAC and other Agricultural field 
officers at all levels on a "Green Revolution" project to package and 
distribute them for "catch crops". 

8
Over a million dollars worth of in-country stock (primarily

urea) oas purchased by USAID with emergency funding provided by a

disaster-relief appropriation, and distributed by private truckers,

and other vehicles -- monitored by extension agents and spot-checked

by USAID. This was also seen as a fortuitous opportunity for an
 
applied on-farm extension demonstration to 1) boost production

significantly by those who did replant, and simultanteously 2)

introduce fertilizer to many farmers who had not hitherto been able
 
to afford it, or had been sKeptical about using it. See: Kenneth F.
 
Smith 'Fertilizer Distribution Project, August-December 1972: Project

Manageo.,nt and DR-13-001: The Anatomy of USAID Project"
a 

USAID/rlhilippines. January 1973.
 

http:efforts.In


193
 

season 
weather had gone to excess with typhoons, the
 

normal palagad season 
 turned into a major drought
 

throughout the country, drastically curtailing any
 

prospect for the later planted crop. 
Rice was planted in 
what were normally river beds -- a "last ditch stand" in
 

effect 
-- and even these crops withered for lack of 

moisture.
 

By February 1973, the resulting shortage of rice in
 

the Philippines had reached critical proportions. The
 

nation's stocks 
 were being drawn down without
 

replenishment and, coupled with a 
world-wide shortage,
 

the Philippines was unable to import rice to make up the
 

deficit -- as had been possible in previous years. The 

facts are compelling:
 

Six countries in 
 Asia alone suffered
 
shortages totalling about 8.6 million tons of
 
grain. Russia was forced to 
 import

approximately 26 million tons of wheat. The
 
rice inventories in Japan had dropped from 7
 
million to 1.6 million tons. 
 The traditional
 
rice-exporting countries In Southeast Asia
 
had little to offer. The price of rice rose
 
to unprecedented levels, trom $400 to $500
 
per ton, representing a five- fold increase
 
over 19hI prices. Even if a country had the
 
necessary foreign exchange. qie world market
 
had very little rice to sell.
 

As the rice supply dwindled, black market prices
 
escalated. 
 Even then, rice was often not available at
 

9J.D. Drilon, Jr., "Masagana 99: An Integrated Drive in the
 
Philippines" (Paper presented at the Bellagio 
 VII Conference,
Montreal. Canada, June 1-4, 1975). 
 Cited in Gary Lewis. Ith
Extension-itreAch CQo22nenjf 
the Masavana q9 Rice ProductionPro-rom in the Philippines. Laurence, California: Ph.D. Dissertation,

Laurence University, California, pp. 37-38.
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any price.10  City dwellers visited the rural areas to
 

buy, borrow or beg rice from the household suppliez of
 

farm relatives, and from any farmers/traders who had some
 

to sell. Marauding "urban locusts" roamed the
 

countryside, thievery from rice warehouses and
 

individuals became common-2lace, and a period of "quiet
 

panic" began.
 

The government launched several efforts to counter
 

the puLic's fears and stabilize the situation. A
 

combined military (army and Philippine Constabulary)
 

program was initiated to crack down on rice hoa'-iers and
 

"traffickez-s". Road blocks wore set up to check the
 

movement of rice on the highways, and troops conducted 

searches of dealers warehouses, stores and households, as 

well as individual farms -- with orders to confiscate 

"excessive" stocks. The general public was urged to 

reduce its consumption and wastaqe of rice; riceless 

days were suqqested, and restaurants and other eating 

places were required to mix rice with c.rn, wheat and 

other grain "extenders" in order to ccnserve available 

supplies. Dealers stocks were also mixed the
in same 

manner, and public fiestas (at which rice was 

traditionally prepared and consumed in great quantities) 

were banned along with other traditional uses -- such as 

throwing it at weddings, like confetti. 

Despite these moves to curtail consumption and
 

maintain distribution however, the rice crisis worsened,
 

1
ONor.lly, the average rural Filipino consumed rice as the
 
main course of every meal. Fortunately, the intensive short-term
 
'Green Re'olution" "backvard* vegerable production progKan was highly

successful, and helped stave off widespread hunger.
 

http:price.10
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and production for the crop year 1972-1973 dropped to a 

critical low of 104.8 million cavans -- the worst harvest 

since calendar year 1969. At the same time there were 

over four and a half million more mouths to feed. Thus 

the stage was set for a massive rehabilitation program 

the following crop year. It was in this atmosphere of 

crisis that a new rice production program -- "Masagana 

99" -- was born. 

TheThird Hrcos Era (1973 - 19761 No matter what 

the experiences of the past have been -- good or bad -

in the agricultural sector each new planting season 

ushers in renewed optimism for a bountiful harvest, and 

fresh opportunities. Thus in spite of the dismal 

experience with Operation Rice Bowl, and even while 

drought was withering Palagad's standing crops, planning 

meetings were underway at the National Food and 

Agriculture Council (NFAC) to develop a program for the 

nation's next principal rice production season -- May 

through October 1973. 

Among the many ideas considered by NFAC, a joint
 

presentation by Peter Smith of the Shell Chemical
 

Company, Inocencio (Bong) Bolo of the University of the
 

Philippines College of Agriculture (UPCA)at Los Banos and
 

Vernon Eugene (Gene) Ross of the Department of Extension,
 

International Rice Research Institute (IRRI) captured the
 

attention of Secretary of Agriculture Arturo Tanco.
 

Their proposal was that an 'integrated package of
 

technology"11  be coordinated by the government and
 

ltHigh yielding variety rice seeds, fertilizers, weedicides,
 
pesticides. credit and cechni;al assistance
 



196
 

disseminated to rice farmers 
on a wide scale, to apply
 

under government extension agent supervision. ThQY
 

The increased yields from such a "package" 
would be
 

sufficient to attain national rice self-sufficiency by
 
12  
the end of the calendar year. The proposal was based
 

on an "on-farm" research/demonstration program which Ross
 

had conducted with Bol some rainfed in
on farms Bulacan
 

and Nueva Ecija provinces during 1971 and 1972.13
 

In essence, the Bulacan tests 
-- known locally as 
,
"M,!saqana 99' 1 
 -- indicated that a carefully designed 

package of inputs could be developed to complement a
 

systematic schedule of farming operations 1,hich 
farmers
 

could be taught, and supervised to follow. The Bulacan
 

experience had demonstrated 
 (at least to Ross's
 

satisfaction) 
that a "package" approach was technically
 

sound under real farm conditions, administratively
 

121RRI had already demonstrated that yields of 200+ cavans per
hectar-, per season; and two or even mor( crops year.per werepossible under carefully controlled. experimnental field-laboratory
conditions. But tranter of thl, "hih technolos[" capability to 
farmers ficjeds haid been quite disappuint lug. Traditilonal y ields wereon the ordcr ot 35 - 50 cavans per hectare; and withott controlled
irrifation. most farmers limited their rice farming activities to a 
sing e! res:ular, or "wet" season. 

l3incencio C, Bolo. Vernon E. Ross & Leonardo T. \imisan,
"Results of Rainfed and Upland Applied Research Project In Bulacan 
and Nueva Eci a". (Los Banos, Lag zna: IRRI Saturday Seminar. 16
December 1972), (Himeo). 
 These tests were conducted in cooperation
with the Bureau 0t Agricultural Extension, and su ported with inputs
(fertilizers. herbicides and p.sticides) by the Shell Chemical 
company.
 

J'4.M1asaani" means "bountifal" 
in Tagalog -- a major Philippine
language, while the '99" referred to the target yield of 
99 cavans
 
per hectare, or approximately 4.25 metric tons.
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supervise, and profitable for
feasible to coordinate and 


the farmer.
 

Tanco directed the NFAC to establish a
Secretary 


joint working group to study the feasibility of launching
 

such a program nationwide; if feasible, the type, amount,
 

source and cost of resources required to support it, and
 

a 
 management plan for implementing it. There was
 

(and much skepticism) within the
considerable discussion 


the actual results attained in the
working group over 


1 5 

trials, and the likelihood of obtaining
Bulacan field 


a wide scale from small
the volume of production on 


farmers necessary 
16  to meet self-sufficiency.
 

a successful
Furthermore the feasibility of launching 


national program which necessitated such careful
 

logistical coordination and follow-up supervision was
 

1 5For instance, one of USAID's senior agriculturists, Allan
 

Hankins contended that althou h the reported yield might have been 
at
 

the rate of 9) cavans/ha from the area actually harvested, he
 
true economic yield 	 -- based on thesuspected that the farmer's 

originap area planted -- was probably considerably lower, since 

trials wcre often discounted in agricultural experiments"failure" 
i.e. the 'right tail' research syndromeV. There is some merit to 

Hankins' position. Despite much digging, I have been unable to 
faim planting and production terms)revalidate the Bulacan yields (in 

from reports on tile 	at NFAC, IRRI, or UPCA/Los Banos. Ross refers 
he never provides a base hectarage for eitherto 493 "trials", but 


that they were theplanting or harvesting, and there is no assurance 
were conducted on a portionsame. Furthermore, typically such trials 

of a firm which w.,s con;iderably 1,tss than one hectar' (perhaps 
actual growing area was unencumbered/10th or 1/20th ha. ). Thus the 

'waste area' -- dykes, paths. house-yard and gardenby non-productive 
which are usuallyarea, pond, hedgerows, turning area. etc. -- all of 

yields are "scaled-up"included In an estimate of firm size. Trial 
and harvest results are given In tons/ha -- to one decimal point, or 

';hile there was probably no intent
 a rounding factor of 	2+ cavans. 

to deceive, this exercise highlights that the researcher's data needs
 

with the
for measuring productivity increases did not coincide "The
extension agent's. For further details, see: Vernon Ross 

IRIRI ProJect". Paper
'Masagana 9'+ Story -- Cooperative Filipino and 
resented at FAO, Kuala Lumpur (Malaysia) Seminar, December 8-13, 
974. 

16Rice farming was essentially a small farm operation -

usually of less than 5 hectares per farm.
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considered highly unlikely without considerably more
 

training and infrastructure development. However, given
 

the dire straits in which the nation found itself, the
 

group eventually concluded that there was no real
other 


alternative but to attempt it -- like a drowning 
man
 

"graiping at 
straws" -- even if the yields attained were 

not as spectacular as Ross reported in Bulacan. 

While enthusiastic 
at the prospect of a technical
 

solution that could get the Philippines out of its food
 

crisis, Tanco was more concerned with NFAC's ability to
 

manage such a program, given the poor state of bureau and
 

provincial information networks and general low level of
 

managerial (as opposed to agricultural technical)
 

competence. Salas's previous experience with the former
 

RCPCC system (which NFAC effectively inherited), and the
 

most recent study of NFAC's reporting system pointed up
 

many data inadequacies -- none of which had been
 

rectified to date.11 
 Extracts from that study illustrate
 

the reasons for Tanco's concern.
 

The monthly report is an incomplete
historical summary, rather than an action 
document for management control and future 
programning. 

17As early as July, l971. Roberto Fronda, the Executive 
Director of NFAC, had requested technical assistance from USAID to

assist in the design of an information system to meet the Council's 
operational mana ,,ienr needs. A preliminary survey revealed that the
existing "onthly Progress Report" contained many weaknesses which
resulted in it heing ;n incomplete historical summary, rather than an 
action document for management control and future programming. See: 
Kenneth F. Smith & Reine P. Villarosa, "The NFAC Moothl P'rogress
Report on the Food Production Program", (Manila, Philippines: U.S.
Agency for International Development, USAID/Manila), Augiust 1971. 
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The narrative is predominantly stereotyped
 
repetition of the tabular data -- i.e.
 
statements 
of targets and Rccomplishments.
 
No comment or highlighting is made of
 

exceptional items --
 i.e. progress and/or
 
problems, or any follow-up action desired.
 

tot
 
-- i.e. More than 40 pages of


Many detailed statistics are provided for 

management use;

.wovsheet". tables covering over 3,100 

buried insepar.,e data items, but trends are 

the detail.
 

"too precisely" - oftenStatistics reported 

to the last
in dec,walr 


hectare/kilogram/centavo, 
 etc., when they 

could be rounded to the nearest thousand, and 

condensed in the tables.
 

Lick of reporting discipline. Inconsistent 

- - 26 provinces reporting onereporting 

month, 12 
another -- and incomplete data in 

the reports. Some reports several months 
late. 

Reports tabulated without comment on the 

missin data -- thus an unsuspecting reader 

would infer that the reports were complete. 

on latest oftenCumulative totals the report 

do not tally with the previous month's
 
"Cumulative" plus "Current Month" total.
 

In many instances, No data is reported for
 

*This Month"; while in others, targets are
 

drastically under-achieved, but with no
 

commeni8 on or
reasons follow-up action
 
taken.
 

was the
wanted some assurance that not only
Thus, Tanco 


also that the program could
technical proposal sound, but 


be managed effectively. As opposed to Salas's
 

approach to monitoring and

personalized informal 


management, if the agricultural experts could be
 

the technical direction to take, Tanco
confident of 


wanted a formal, rationally-structured 
 management
 

was to monitor key
This
information system. system 


indicators and provide frequent "progress against target" 

-- a 
status information, as well as highlight problems 


18
1bid.
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system that could be :nd by himself, the central NFAC
 

management staff and the provincial managers.
 

With the first seasonal plantings imminent, the
 

skeletal idea was 
 translated into substantive
 

administrative reality. A detailed plan to
was developed 


implement the concept 43 the nation's 76
in of provinces 

-- outlining target hectares to be planted, time-phased
 

commodity support (seeds, chemicals, credit etc.)
 

required, 
 and the field personnel and management
 

structure necessary to supervise and monitor the entire
 

program. A control-type MrS was also designed, with
 

guidelines for its use, and mandatory 
 orientation
 

recommended for 
those who would use it.
 

Such a plan necessitated some unprecedented
 

cooperation and compliance between the central
 

government, provincial authorities, and the many farmers
 

who would be required to be involved. In addition to
 

several managerial innovations, a certain amount of
 

"coercion" was also necessary to overcome some of the
 

obstacles traditionally encountered in the agro-business
 

environment and traditional extension approaches, and to
 

keep the program abreast of the calendar. One perceived 

advantage -- from a programmatic standpoint -- was that 

the nation was Law 1 9 
now under Martial and "cooperation"
 

could 
 be more readily expected from many otherwise
 

recalcitrant organizations and individuals. Secretary
 

1 9 Declared by ['resident Marcos orn21 September 1912 -- in the
face of a rapidly escalating social crisis which included numerous
incidents of c til disorder, open rebellion, insurgency, sabotage
bombings of publtc f.ci sties in Manila and elsewhere, and widespread
killings, banditry and 
terrorism throughout the countryside.
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Tanco presented the plan to President Marcos and it was
 

rapidly approved. The name of the original Bulacan
 

experiment -- Masagana 99 -- was retained.
 

1. KEF 1,_-9_QFF__ &UANAPWE 

a. 5_cgP
 

The Masagana Program was initially designed as a
 

short term (one-season) intensive nationwide effort to
 

reach approximately 400,000 small farmers, with a target
 

to plant 600,000 hectares, for an average yield of 99
 

cavans per hectare.
 

b. ijJ
 

1. Package of Technology: The Masagana 99 

program required farmers to utilize high yielding variety 

seeds (HYVs), apply fertilizers and other chemicals, and 

carefully follow certain new procedures on a strict time 

sequence. To support the program, the Bureau of Plant 

Industry (BPI) undertook a massive seed production and 

distribution effort of the recommended HYVs. Fertilizer, 

pesticide and herbicide recommendations were also 

drepared for various field conditions and contingencies, 

and the total requirements were aggregated for logistical 

follow-through -- dealer procurement, distribution and 

pre-positioning. 

2. Credit: NFAC perceived that lack of money
 

was one of the major obstacles preventing farmers from
 

adopting the HYV technology. USAID had promoted the
 

concept of a more liberal credit policy for the small
 



202 

FIGURE 5- MAUSAGANA99 
OLEpoI1'c PROVINCES 

1-cI,. i...t I 

-LOC.,L 

98 ~ lA.'tC*0 j. 

9, At*A, 

A. 81~ 

24~~~~ 1'.'.lo, 

II *CO*O~iOt:!* 



203
 

it20 
farmers, and experimented with quite successfully 

on a limited scale, through a few of the nation's Rural 

Banks.2 l The Masaqana plan now adopted this policy and 

called for widespread dissemination of short term 

credit2 at low interest rates to small farmers without 

collateral through several lending institutions -- The 

Rural Banks (RB), the Philippine National Bank (PNB) and 

the Agricultural Credit Administration (ACA). 

USAID provided the seed money for this credit 

program -- to be made available through the Philippine 

government and private bank "windows" on a progressive
 

"as needed" basis, while the Central Bank of the
 

Philippines reduced the bankers' vulnerability by
 

"guaranteeing" 85% of each loan, and providing generous
 

rediscounting terms. In many instances, the Banks also
 

hired their owrn field extension staff to assist the
 

farmer and oversee utilization of the loan for its
 

intended purpose. In addition, in order to get the
 

credit to the farmer, the Philippine National Bank
 

created a "bank on wheels" concept, whereby jeeps, and
 

other vehicles2 3 .fre utilized to visit the farmers in
 

the countryside and make spot loans. This obviated the
 

nothing offer 

20Particularly in Liguna and Tarlac provinces under Operation 
SPRZ.7D. 

21Rural Banks were independent, largely family-owned 
corporations which traditionally had had little or to 
the rural peasant farming populace. 

2 2 Based on numerous individual "Farm Plan & Budget" documents, 
prepared bv ,n extension ;orker jointly with the farmer, rather than
 
a bank official.
 

23 Including boats, airplanes and even helicopters on occasion.
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farmer's need to visit the town, and dispensed with the
 

time and effort traditionally required to obtain credit.
 

3. inputs: About sixty percent of the credit
 

needed by the farmer was to purchase inputs -- such as 

fertilizer -- rather than as cash for paying labor and 

meeting other expenses. Therefore a "chit" system was 

devised to enable the farmer to receive a loan "in kind" 

-- redeemed by a commercial dealer. A number of 

commercial outlets agreed to devote extra effort (through 

their field sales personnel and extension services) to 

assist farmers in using their products correctly. 

4. Extension: Another major policy thrust was 

to strengthen the extension force in order to teach 

farmers how to grow the new high yielding variety rice 

properly. The HYV technology developed by IRRI was quite 

new and Masagana's farming methods differed in some 

critical aspects from traditional practices. Despite its 

limited introduction throuqh Operation SPREAD, and the 

wider application under Salas's program, HYV technology
 

was still either unknown, misunderstood, or -- since the 

outbreaks of Tungro which had caused extensive crop 

losses -- feared. In order to spread the word, NFAC 

therefore had to teach not only the farmers, but also the
 

extension service itself. Technicians received
 

intensive on-the-job orientation as well as formal short

course training in the new technoloqy and management
 

practices -- conducted by the International Rice Research
 

Institute and the University of the Philippines College
 

of Agriculture at Los Banos.
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5. Technician Mobility: The lack of any
 

transportation for field technicians was a major
 

constraint in most rural areas of the Philippines. To
 

overcome this, a special Vehicle Loan Fund (SVLF)24 was
 

implemented and accelerated. The SVLF enabled individual
 

technicians to purchase imported motorcycles (duty free)
 

for official use. In addition, IRRI provided a number of
 

motorcycles to technicians graduating from some of their
 

courses.
 

6. Visibility & Collateral Support: To heighten
 

each individual's sense of participation in the program,
 

a major psychological support system was developed.
 

Masagana 99 technicians received new titles 25 and extra
 

pay incentives, along with distinctive Masa;ana T-shirts,
 

uniforms, badges, slogans and a campaign song. The
 

program was reinforced by radio advertising, spot 

announcements, booklets, posters end advertising 

materials -- designed for NFAC by the J. Walter Thompson 

company, in cooperation with the government's National
 

Media Production Center.
 

Farmer participants were linked with a farm
 

broadcast network which provided them up-to-the-minute
 

news and advice on growing conditions, marketing and
 

responses to problems raised. Farmers also received
 

conspicuous yellow Masagana flags to fly in their rice
 

fields designating that they were participants in the 

21 hich had already been devised by USAID and approved by the 
Fhilippine government as another agricultural assistance project. 

25The field personnel were redesignated "Rice Technolo6ists"
 
but the miime never stuck. Most continued to use their former titles,
 
or thv Zeneric terms 'technician', and/or "extension agent*.
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national program for farming the new modern way. Thus,
 

this was to be no ordinary government agricultural
 

extension program, but a major nationwide campaign whose
 

bandwagon everyone should want to join. The criticality
 

of the situation demanded success, and the National Food
 

& Agriculture Council spared no effort ir its planning
 

towards that end -- technical, theatrical, or managerial.
 

2.
 

A. . In 1973, the National Food &
 

Ag-iculture Council (NFAC) was the Philippine
 

goverrim-nt's highest policy-making body to coordinate and
 

regulate the involvement of government, semi-government,
 

and private organization:; in the agriculture sector.
 

Chaired by the Secretary of Agriculture, the Council
 

consisted of some 31 members representing various
 

government agencies and private interest groups, who met
 

infrequently. The actual responsibilities of the Council
 

were exerciud on a day-to-day basis through its
 

permanent staff, headed by an Executive Director,
 

reporting directly to the Secretary of Agriculture.
 

Although NFAC's responsibility to coordinate and monitor
 

activities extended to many crops and agricultural 

products -- such as corn, feed-grains, meat and 

vegetables -- its primary attention was devoted to rice. 

To implement the Masagana 99 Program, a 'monocratic" 

system, ' was established. A Masagana "Management 

Committee" was created at the central level in the Salas
 

tradition, which, in addition to the NFAC
usual 


261.e. identical structures at various levels of authority.
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representatives, was expanded tu include representatives
 

from the private sector and foreign donor agencies.2 7
 

Members ranqed from the Bureau Directorate level to
 

Assistant Department Head,. In ftect, any organization
 

-- public or private -- which impinged on the program's 

operation, was brought into the NFAC fold to review
 

planning and implementation progress (and problems)
 

authoritatively, face-to-face to expedite matters with a
 

minimum of red tape. The Management Committee was to
 

meet at least monthly (more frequently if there was an 

ur.3_nt need) while the NFAC permanent staff exercised the
 

Manaement Committee's day-to-day responsibilities 

throucih four -)rincitral tchnical .tat fs and specialized 

committee;: -

a. 	 Technical Ccmm:Ittee (TC)
 

b. 	 Plans & Programs Staff (PPS)
 

c. 	National Information Committee, (NIC) and
 

d. 	Agricultural Program Evaluation Service 
(APES) 

Because of his other duties, the NFAC Executive Director 

delegated full-time project management and operating 

responsibility for "Masagana 99" to his Deputy Executive 

Director; who in turn established several full-time 

permanent staff groups to coordinate and monitor 

implementation in the field. 

Although provision was made for the existing 

Regional Diroretor,; of the Bureau of Plant Industry and 

the Agriculture Productivity Commission to "coordinate" 

21 SAID wa ai full [,rirtiripatory member of the Management 
Cormn t rte . 
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activities and review progress, they were not delegated
 

any authority for program implementation. They were a
 

useful geographic reference point for break-bulk
 

commodity consignments, logistical support, stat'stical
 

summarization, and also as a convenience for holding
 

meetings with several provinces simultaneously, but were
 

otherwise viewed as superfluous to administrative line
 

management requirements. Instead, the central management
 

staffs of NFAC planned to deal directly with each of the
 

43 participating provinces.
2 8
 

NFAC (and its predecessor organization) was
 

historically a coordinating body, not an extension
 

service. However it had to overreach its traditional
 

role for Masagana 99, co-opting the services of other
 

agencies -- both public and private. Selected Farm 

Management Technicians (FMT) of the Bureau of
 

Agricultural Extension (BAEX), and Production Technicians
 

(PT) of the Bureau of Plant Industry (BPI) were therefore
 

"drafted" to work full-time with the Masagana program
 

under NFAC's overall direction.
 

The Masagana production technicians were thus 

"integrated" into an NFAC task force and assigned to work 

under the direction of a Provincial Program Officer 

2 8
The 6minagerial weaknesses of this centralized approach -- In
 
terms of excessive span of control over such a large, diverse and 
hard to communicate (and reach) geographic area -- was recognized and 
hotly debated. Secretary Tanco prevailed however by pointing out the
political reality of the sitUtation:- the nine regions of the country
had neither effective political -upport nor administrative maLnagement
competence to carry out a new program. On the other hand, the 
provinces had both in-place technical and political organizations
which could exercise program direction and to which people were 
peared to respond, while he (Tanco) was directly accountable to the 
residcnr . 

http:provinces.28
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(PPO), without regard for their "mother agency". Each
 

technician was assiqned a specific area in which to work,
 

and a target number of farmers to actively recruit for
 

the program and supervise within that area. Supervision
 

was to start with assistance in eparing a "Farm Plan &
 

Budget", with subsequent follow-throuqh help to secure a
 

loan (or other credit) as needed. 2 1 In addition, 

frequent follow-up technical guidance was to be provided
 

to supervise farmers adopting the new improved methods.
 

Provincial Program Officers (PPO) were selected
 

about equally fr,)i Lho senior ranks of the Bureau of 

Agriculturai] Exten.s ion (BAE) and Bureau of Plant Industry 

(B31) provincial service. Their role was supervise
to 


the "NFAC task force technicians" and report directly to
 

NFAC. The Secretary of Agriculture -- as the Chairman of
 

NFAC -- was able to regain line control of many
 

agricultural field technicians outside the Department of
 

Agriculture, as well as expand his influence beyond his 

own Department's; administrative confines. 30
 

Paralleling the Central Management Committee
 

organization, the Provincial 
Governor was designated as
 

the Chairm.n ( a Provincial Action Committee (PAC), with 

a Provincial Program Officer (PPO) as his/her Vice 

Chairman and technical advisor. The PPO was either the 

A few taimer,; al readv had ,rdeqtuar resources; some of the 
older. more' t rait tonal.I armer- would no: go Into debt under ainy 
c i rctuns r a ce. whil e st ti I othets had other . preterred sources 
assist.!rce - landlord- family. and/or friend.s. 

toer hol dort e0 A w'a; Dvparttrnt of Agrarian Reform. which. 
a It houyj a nominal memxrsr of the NFAC umbt a,11 a organ iza t ion. 
cont Inird it s mi is Ion ot converting,, tenants to land rental and/or
purciLse agr,.,ements. atui provi ing some limited ext enision -support
without coordinating their ef'torts witht the Masagana program. 

http:needed.21
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senior BPI or BAEX official in the province. Coopted
 

by NFAC and designated as its field representative, the
 

PPO was thus held responsible for day-to-day management
 

of the program in addition to his other regular duties
 

and responsibilities. Other members of the Provincial
 

Action Committee were local officials of the
 

organizations represented in the National Management
 

Committee -- such as the provincial representative of the
 

rural banks, fertilizer industry/warehouse, National
 

Grains Authority, etc. etc.
 

This pattern was repeated at the Municipal level
 

where mayors were urged to establish Municipal Action
 

Teams (MATs) co-chaired by the Mayor and the local
 

Production Technician, with Barrio Captains, bank
 

managers, fertilizer dealers, radio station broadcasters,
 

etc., as team members.
 

B. _ Lack of reliable
 

information and timely follow through support had been a
 

major stumbling block in most previous programs. Salas
 

had chosen to ignore the dysfunctional formal information
 

structure in his campaign, and had succeeded by sheer
 

prestige (and power) of office, leadership ability,
 

intuitive sense of what information was important,
 

personal drive and indefatigable follow-through. NFAC's
 

formal bureaucratic information structure was likewise
 

unsuited to rapid, responsive progress reporting from the
 

field since nothing had been done to improve it,
 

Secretary Tanco was sensitized to the critical role
 

which data could play in program management through
 

systematic recording, reporting and analysis of selected
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data. He was also aware of the inadequacies of NFAC's
 

existing repporting system. He therefore directed that a
 

Working Group be established to develop a Management
 

Information System (MIS) specifically for the Masagana
 

program. Tanco asked the Bureau of Agricultural
 

Economics (BAECCN) and USAID to work with NFAC to design
 

and implement the system. NFAC was to have operational
 

responsibility, while BAECON and USAID were to
 

collaborate in providing technical guidance in it:
 

development and installation in the 43 provinces selected
 

to participate in the Masagana 99 program.
 

Secretary Tanco stressed that he wanted a system 

that would proviie him with quick feedback on overall 

imp]ementation status by principal program elements (both 

technical and geographic), as well as highlighting the 

major problems being encountered. He planned to use the 

information reported and analyzed by the system for 

6irect monitoring by, and operational quidance of, NFAC's 

Masagana 99 Management Committee, of which he was the 

Chairman. He also wanted to use the system to keep 

President Marcos inforned on the program's status. 

Over the next two weeks, the MIS Working Group
 

discussed the management concepts outlined in Chapter
 

Two, and followed the procedures described to identify
 

key indicators and related data elements. They
 

formulated a draft of the formats as well as procedures
 

for gathering data, analysis, summary and reporting. The
 

draft system outline3 l  was then presented to the
 

3 1Essentially as detailed in Appendix "E'.
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Management Committee, which after some modifications,3 2
 

approved it. The concepts behind the MIS and the
 

mechanics of its operation were then disseminated to the
 

program's managers and field staffs by the NFAC MIS staff
 

through a series o' one day workshops.
 

The Masagana 99 Program was formally launched in May 

1973 -- when the first plantings commenced -- and was 

well under way by July. However, the earliest the 

harvest could be anticipated was September, and the bulk 

was not expected until November. In the meantime, 

because of the depleted rice stocks and scarcity of 

supplies in the market-place, the rice crisis continued 

to worsen politically. In August 1973, the government 

was forcud to implement a rice rationing program and 

distributed the remaining government stocks from armed 

(i.u. military escorted) vehicles. Crowds quickly formed
 

wherever and whenever rice trucks were scheduled (or
 

rumored) to make deliveries. People often waited many
 

hours in order to receive their meager ration, and even
 

then sometimes left empty-handed.
 

The appearance of these "riue-lines" indicated -- as 

nothing else could -- the extent of the political crisis 

which the Marcos government faced. Such tight rationing 

32
For example, the Cofmittee initially insisted on having a bi
weekly report (i.e. every two weeks) from each of the 43
 
participating provinces, whereas the HIS working group had
 
recommended a monthly sumarization of activity from the nine
 
regions. The bi-wcekly system was adopted. and persisted for the
 
first growing season. The frequency was subsequently reduced to
 
monthly when actual experience demonstrated that bi-weekly was not
 
only excessi.ely burdensome but actually provided relatively little
 
additional information for decision-making purposes. Reporting
 
continued to be by province to NFAC, however, and not from the
 
regions.
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and controlled distribution methods had not been
 

necessary (or practiced) in the Philippincs since World
 

War II -- during the hard, and bitterly remembered
 

"Japanese Times". The 1973 crisis was brought forabout 

entirely different causes -- "Acts of God" rather than 

"Acts of War". Nevertheless, President Marcos -- who had 

retained political power by declaring martial law less 
1than a year earlier 3 -- was now confronted (and
 

responsible for dealing) with this "gut" issue.
 

If the situation was not resolved quickly and
 

satisfactorily it could render shortlived his political
 

ambitions and the lofty ideals which he espousecl for Ang
 

Bac onq Lipunan -- The Jew Society -- of the Philippines, 

that martial law was iotended to bring about. Thus, the 

Masagana 99 Program to regain national rice self

sufficiency received close personal attention from, and
 

support ot, President Marcos during its early stages, and
 

the HMI; whicrh qathered and supplied the program's "vital
 

statistics" became focal
a point for management
 

attention.
 

3. IMPLEMENTA'TION & ACH I FVEMFNT 

As indicated earlier, Masagana 99 was initially 

concel vd a; a one sea!son program -- the regular wet 

season of May-October 1973 -- with a program target of 

600,000 hectaren. Based on the information available, 

the central NFAC Management Committee determined and 

assigned individual targets to each province, for each
 

month's planting. Although the overall national goal
 

H3At thi.onset of the crisis. 



215
 

remained more or less stable, during 
the season the
 

provincial targets were in a state of flux as many of the
 

initidl provincial quotas were subsequently appealed as
 

unrealistic, and were re-negot',ated. rargettinq problems 

were also compounded by the continued uncooperativeness 

of the weather -- the Monsoon arrived late to most 

provinces in 1973, significantly delaying planting in 

non-irrigated areas. 

Because of a number of planting shortfalls, although
 

the overall target had been planted by October 1073, some
 

provincial quotas were extended, to be fulfilled by the
 

end of the 
crop year (May 1973 - April 1974). The 

subsequent Palaqa.! sei:on (November 1973 - April 1974) 

.as designated Phase !i -- for farmers who had irrigation 

available, or in areas with a high probability of 

rainfall. The overall target was also increased to one 

million hectares to be met by the end of the crop year, 

although there a;', on ; d-r e vir i ant,, within and 

between ithe participat,,ng provinceo;. Fhe initial success 

of (and continuinq need for) the program was formally 

recogni ed by Proe;i,lent Marcos at an awards ceremony at
 

Malacanang Pal ace or May 22, 
 1974. Marco; stunned the 

NFAC oa t iai ;ii th io, c. 1'v in impromptu1cin,!aruvu 

extension of th., Maaan, Prograrm to a Third "' (and what 

ultimately prove d an indeoinito) term, as an intensive, 

high-priority, annual campaign. 

iH,o ;, '$ - - The Blodles; Revol ut ion" Speech of 
President F--i(hintlrll E 4.rcos, durig, the ,;Iwirdliri ceremonies of
M,1s~q'.m.tm I1. PI.tii , f. art Ioafnct 9 if Pl se Ill. Maharlika Htall,
Malacm .,n, Pal.,-,-. ,ai , ,a .2, 1974 

http:M,1s~q'.m.tm
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Masagana was the nation's priority rice program, 

directed at increasing small farm production, but it only 

encompassed about on"-third to one-half of the total rice 

production hecta raqe in the Phi [ppnes. National rice 

product ion data were th#,refore developed from a broader 

base by the huroau of Agricultural Economics (IIAECON). A 

summary of hectares harvested and yields are tabulated 

below, and to,-- her with a graphic indicator of self

suticiency, are aIfsc shown In thea charts on the 

fol lowing pagec. 

TAIUL-15- S1IECrED NATIONAL RICE PRODUCTION DATA 

CMQP YiAQ MA!AcA:4A !E(CTA,-: CAYA1 _._Qf._2ALAM
 
i1fA.1 (millIon,,;) (millions, @ 44 Kg/Ca)
 

1972/73 Pre Masaqana 3.2 104.8 National Crisis
 

1973/74 1 & 11 3.5 132.7
 

1974/75 I1 & IV 3.6 134.3
 

1975/71, v & VI 3.7 146.2 Self-Sufficiency 

1976/77 VII & VIII 3.6 153.2 Exportable Surplus
 

The Hasaqana 99 Proqram was thus widely acknowledged
 

as a siIcc1e.,u;. The nation achieved its goal of self
' <iiff iciency i n r ice production in 1976, h ind the 

Phil ippine.s Le,>'imo -irice exportiny nation again in 1977 

-- a path from which it did iot falter until 1985. 31 

'And i * it . ,ils 
importsi wi.r,, liv,t te.illv 

i 1,0 1 fil,ci, to 'he fict thar the 1985 
vu polith 

to In'.o ' . L ,.,i ot rh.ip-t irlin ,a critial *leczlon 
Camnp.] I k1 .- I 1. ;,)1 1 i,wai anot he r Ii isa;tito ; prodict ion year 

t:irir. hl, er,- l i r .otivated -

' 
bhcu, o .1#r-, 'i..1 1 11.1 ti 1 ca.ani t i . btit t he tait io )n was 

aii-I nw 1'. 'i ~v t wrsr)-k.f ri) prj ior V.'ari ] 
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FIGURE 5-5 

PHILIPPINE RICE SELF-SUFFICIENCY
 
SHORTFALL/SURPLUS @95 Kgs/Copita
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By exerting their efforts 
to makabagonig paraan 


applying the new technology --
 the farmers, production
 

technicidns, and others who !y .;uccvecsful'aqed this "war 

for national survival" were publicly feted (severally and 
collectively) as heroes 
of the New Society's "Bloodless
 
Revolution". 
 The LSAID Mission was accorded its share of
 
dccolades. On 22 Hay 1974, 
at Malacanang Palace, USAID 
received a "Preiidential Golden Plow" award from 

President Marcos.
 

f1 It- n';.lt i;h t inriji sul port toli v 

tor ,i irin by t,,k fa r:,.r , by 

Di:;f~. ,tdii ne ,v,,lii~ible i it'ial lin<Is 

o amit
providiiii t,rhncrl iss:ltaiie .ihich Il ed to
the at d ;hrnlt o, a rairnl.;: ent otli ntion 
svatien that hel pId in the fft ect ilYe
soIP,'rr it tle r :Ce pl hiicrtl ii plogrin
 

Subsequently 
 on 26 June 1976, 1 received an NFAC Plaque 

of Appreciation
 

for the iivalu ible rl, played in theestabl i0hont of the . iirlnenit 1ntl or:iLrl iol
Svstem, which corllueitly co)nltributelt to the 
succe';Sl impl eltenrt lty of the Masagalla 9 
ric', pro tori i'ii in,;l >'
 

Two weeks later, I receive!d a sitailar BAECON Plaque
 

in lecoygnitti 
 I of iThv, I 11bi., ;.-lvices . 
I vd iI,; t0 t he I I.,pI (.'.".lInt-lIt alidenhirnc in, ii t- ,f t he -i it m ry's a griciiutuIrr

Sta t I sit I C.1) ST I -I , id thtff
de v 1opmenrt o the Ml.r ,ijrr,ir Mir.lgimerit

l forirt ioriS,,,t ,r 

31Cirat Ir oti "Th. Pr,:u lent Li) Go ldvn Plow Award forInterrniat i L riull rat ard rig'. pr-i.;:rit.ed . Flr's erdit nerd E.irtand
Marcos, Mrnila. Philippine,. 22 .ay 19i4. 

3 8 
Citat ioi or,r. "Pnla y o Appreciation". National Food &Agritilltur,. Cioutcil (!;FA(,). pres,nted by .\rtiro R. ranco, Jr.,S,.cr,.tarv of ,\,',r ir u ridm Ch.i rir..rr-Coordini.itor NFAC Doitngo F..nganibarn. Fx,.-'utv,. Director. NFAC; and Rosalinda S. TiJam. Council 

Secretary, t, Jiun,, 1 ,'6 

3 Itatlrn on *Plapi, of Appreciation', Bureau of AgriculturalEconomics . ,rsvnted by Jesus C. Altx, Acting Director; andiise V Castillo. .Aslst.nt Director. I July 19,16. 

http:pr-i.;:rit.ed
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Sufficient time has now passed to warrant a critical 

reexamination of that program, and particularly its 

management information and feedback system. Such is the 

purpose of the ensuing chapters. 



CHAPTER VI 

THE MASAGANA 99 MANAGEMENT INFORMATION SYSTEM 

AND KEY VARIABLES FOR DMIS DESIGN, IMPLEMENTATION, 

MONITORING & EVALUATION 

The utilit of a particular type of 
information cannot be e tectivelv evaluatd 
apart trom the users of that information. 
. This does not mean that the information may 
not be of use to others, however, just that 
it 	 may not be of use to these particular
individuals and it is to the deslgnoer's 
advantage to recognize this before he designs
 
an information system.
 

J.D. 	Detmer -- Cognitlve Characteristics & 
the Perceived £:aportarlce of liforsmation 

This chapter picks up from Chapter Four and
 
primarily on the basis of participant observer experience

reviews the Management Information System (MIS) developed
 
for the Philippine Masagana 99 Program -- in terms of the
 
variables hypothesized from the literature as "Necessary,
 
if not Sufficient" for Development Program MIS (i.e.
 
DMIS) design and implementation.
 

It 	 wi]l be recalled from Chapter Four that the
 

twelve factors outlined below are generally considered
 

critical to pre-assure DMIS succes: in Design,
 

Implementation, Monitoring and Evaluation:
 

A. 	 MIHDJ SJR 

1. 	COLLABORATIVE DESIGN -- A DMIS should be
 
designed by a _teguof operational personnel
 
dnd MIS experts.
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2. RESULTS-ORIENTATION -- A DMIS should be 
Targetted: i.e. Project objectives
 
(purposes, Largets, etc.,) should be
 
elucidated as clearly and precisely as
 
possible.
 

3. STRUCTURE -- Data formats should be pre
structured and standardized as much as
 
possible for collection, transmission and
 
analysis, in consonance with the
 
capabilities of the personnel providing and
 
processing the data.
 

B. 	 HIL VILiZAT-IQH
 

1. 	 LFADERSHIP SUPPORT -- Top Management's 
continuous, overt support for the MIS is 
required. 

2. 	 ORIENTATION & TRAINING -- A combination of 
formal and informal training in the MIS 
should be provided tar data providers, 
analysts and manager-users.
 

3. 	 INCENTIVES -- Rewards and sanctions should
 
be developed to encourage personnel to
 
provide data for, and utilize the system
 
correctly.
 

4. 	 FEEDBACK -- [nformation generated by the 
MIS should ne disseminated via both formal
 
and informal channels to providers of the
 
raw data, and to other concerned personnel.
 

5. 	 ADMINISTRATIVE CAPA3II, ITY -- Data should be 
processed and disseminated centrally, with 
proIsi on for decentralized decision
mak'ng, to the maximnum extent pos;ible. 

C. 	MQNITQRINGJ'- /vALUATIoN 

1. 	 PERFORMANCE NEASUR1EMENT -- Information 
gen'rated by the MIS should be sufficient 
to ca.ermine wheLher the program/project
 
objectives are being/wece attained. 

2. 	 HYPOTHESIS TESTING -- Information 
generated by the MIS should be sufficient
 
to determine whether the program/project's
 
basic policy assumptions were correct.
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3. 	ALTERNATE HYPOTHESIS TESTING -- Information
 
generated by the MIS should be sufficient
 
to determine whether there were any other
 
"Planned Cause - Unplanned Effects" and/or
 
"Unplanned Cause - Planned Effects".
 

4. 	COST/BENEFIT COST/EFFECTIVENESS ANALYSIS --

Information generated by the MIS should be
 
sufficient to determine whether the program
 
was economically worthwhile, -- i.e. the
 
best use of available resources.
 

Given the foregoing precep's, in this chapter we will
 

take a closer look at the manner in which the Masagana
 

Management Information System (MIS) was designed and
 

implemented to see the extent to which thn above factors
 

were present, and also to assess their practical effect.
 

As ment'.oned earlier, "Masagana 99" was a nationwide 

multi-year small farmer rice production program in the 

Philippines, initiated in 1973. Masagana was implemented 

by various provincial government and private 

organizations in 43 (and later expanded to 5) of the 

nation's 76 provinces -- cocrdinated at the national 

level by the National Food and Agriculture Council (NFAC)
 

at the Department of Agriculture in Quezon City, the
 

national capital.
 

As you recall the discussion of management systems
 

in Chapter 'three, there were three basic "types"
 

("Status," "Control" and "Comprehensive"), and two basic
 

modes for using them -- i.e. the "Blueprint" and the 

"Learning Process" approaches. Masagana's Management 

Information System (MIS) was intended to be a control

type system, for use in the learning process mode to the 

extent possible. For top management use, the Secretary 

wanted the system to provide a regularly recurring 
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picture of progress -- by province -- for national level 

program monitoring, comparative analysis, and management.
 

From these provincial summarie, an overall national
 

summary analysi. of the rice production program was to be
 

made for President Harcos and his cabinet.
 

At the field level, each extension agent at the
 

"rice roots" would feed the system with standardized
 

statistical data on selecled 
activities of participating
 

farmers whom they supervised in the Program. Provincial
 

Program Officers (PPOs) -- appointed as Chairmen of th 

Provincial Action Committee (PAC) for 
 program 

implementation, and supervising several field agents -
were perceiv,.d by tho y;tem's designers to be the key 

managerial link in the .ystem. The PPOs were to 
receive 

the basic data from their agents and other selected 

sources -- as Rural Banks. Among othersuch the their 


responsibilities, the PPO's function 
was to summarize 

these data in order to obtain a total Provincial picture 

for local management information and action, and to 

forward a copy of this Provincial summary to the National 

Food & Agriculture Council (NFAC) in Quezon City for 

further centralized processing and analysis. 

The NFAC consolidated summary and assessments were
 
I
to be furnished in a monthly report to the NFAC
 

Management Committee and the Secretary of Agriculture.
 

After review, discussion and management action (largely
 

of a ]oqistical support nature), the Secretary 
was to
 

brief the President and the CabinGt on the status of the
 

llnitially. j report was wanted every two weeks. This was
 
later chanyd to monthly,
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Program, for their information and guidance in making 

national policy decisions, and in taking any further 

corrective action deemed appropriate. Copies of this 

monzhly report were also to be sent to the participating 

provincial Governors and their Provincial Action 

Committees for their M-Ypu-Qtj~yg! review (vis a vis other 

provinces) as well as for further management decision

making and follow-up action at the local level. 

Based on my observations at the time and subsequent
 

reviews of available documentation, as well as
 

discussions with former MIS managers, program
 

participants and other observers at various levels, it is
 

my judgement that _ized
 

_lad durin the Has agana 

HISIdesign, and -- despite a few aberrations -- t]3e 

manner in which thQ__*y_5_pmx Rlemented ahered very 

closely to what was intendhd. 

Some specifics to substantiate this assessment are 

provided in the remainder of this Chapter. Part I
 

addresses experience with the Design variables, Part II
 

discusses the Implementation variables, and Part III the
 

Evaluation variables.
 

I - DMIS DESIGN
 

The Masagana MIS was consciously designed as a
 

collaborative effort, with a mixture of operational
 

administrative and technical staff, MIS expertise, and
 

managerial involvement. The system was results-oriented, 

and went to great lengths to devise appropriate 

indicators for the Program, and -- despite the inadequacy 

of baseline data at the outset -- to disaggregate overall 
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and interim targets for both national and decentralized
 

(i.e. Provincial-level) performance monitoring. The need
 

to differentiate reporting requirement! and formats was
 

also addressed in the HIS structure, although
 

insufficient time was available to appropriately field
 

test the system prior to initiation.
 

For subsequent comparative purposes, my assessment
 

of the extent to which the critical variables were
 

present in the Masagana MIS design is as follows:

1.- 9LLANQHZ TLYE-J)E' , 

Question: 	 How was the MIS desiqned?
 

Answer: 	 A Team Approach, with an MIS Expert
 
heading it.
 

Question: 	 Was there adequate interaction between
 
the designers and operating personnel?
 

Answer: 	 YES
 

On a four point scale 0 = None, 1 = Low, 2 = Moderate, 

and 3 = High, I estimate that the other variables were 

present to the extent indicated:

2. RE.ULTnIj 	 L 14AT.LQ
 

Question: 	 To what extent were the project's
 
objectives (i.e. purpose and output
 
target!;, etc.) clearly identified?
 

Answer: 	 3 -- HIGH
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3. STRIS 

Question: To what extent were data collection, 
transmission, processing, analysis and 
reporting f, mats pre-structured? 

Answer: 3 -- HIGH 

The rationale for these appraisals is expounded below.
 

1. 9JJA ATIYEDtI1
 

The Masagana MIS design was a collaborative one in
 

evely sense ot the wurd. The system evolved as a result
 

of discussions between the U.S. donor and Filipino
 

recipients; between outside consultants and inside
 

practitioners; between bureaucrats, private sector
 

entrepreneurs and politicians; between Public
 

Administrative specialists and Agricultural experts;
 

between Management and Line Staff; and between Central
 

Office and Field staff. 

Collaboration is a normative demccratic concept and 

is in harmony with Philippine cultural concepts. 

Nevertheless the two predominant side-effects of working 

with many individuals of different persuasions -- i.e. 1) 

the greater the rumber of people involved, the more 

i uly-rhat differences will arise; and 2) the greater 

the number of differences that surface, the more likely 

an individual will have to relinquish one or more closely 

held positions -- as indicated below -- should not be 

ignored. 

As soon as the concept of a Masagana Program was 

accepted for implementation, Secretary Tanco directed 

that a Wcrking Group be established to develop a separate 
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Management Information System specifically for the
 

Program. An ad hoc group of 
 nine individuals with
 

assorted backgrounds and experiences was hastily
 

assembled in May 
1973 to work on the task, full-time.2
 

Although technically in an advisory capacity (adviser
 

lang ako) with no authority to make final decisions -

rightfully the responsibility of the Philippine
 

Government -- I nevertheless informally led the design 

effort, and participated fully in the technical
 

deliberations of the Working Group as well as 
conducting
 

informal "networking" outside the Group structure.
3
 

Other personnel for the Working Group were drawn
 

from the 1l'AC Reports Division, the Bureau of 

Agricultural Fl'onomics (BAECON) and the U.S. Agency for 

International Development (USAID), each with 
separate
 

experiential orientation and responsibilities. The NFAC
 

Reports Division had a continuing responsibility for
 

preparing summary 
 reports on a wide variety of
 

agriculturally-oriented topics, 
 and was accustomed to
 

dealing with ambiguity -- reacting to short-fused, often 

politically-sensitive, requiremants for information from
 

Doitii ; ,t t irrti o th. t. als;o exprirtc.,d a turn-over ofpersonnel - oMV add. and two dr ops -- from the Bureau of 
Agricultural Econmics (BAECON). 

31 was in (xpatriatv USAID a-i g.,,ment sVstoms spenalist with 
many year; of both dv, i fl;nand atl'ivtical experience in *Status" and
'Control" Mairnjement Intormatron Systems (in the Philippines and
other countries) most recently the Proiect .an.iger -- "Kumander
Ahuno" -- of the now defunct Cerntral LuAzon Fertilizer Distribution
Project under "(prr ion Ricet~l I also had some appreciation of
the rice situation and program operations from the field manqgement
perspective. From prior experience in reviewing NFAC's Reporting
System. as well as in analvzing the progress and process of the Land
Reform Program, I kid had some prelimin.ary professional interaction
with BAECON's Director. and senior staff, and ildeed prior to the
July '72 typhoon arul "Operation Rir,- Bowl' had anticipated working
with BAECON to upgrade its statistical survey program.
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the highest levels of the government. Consequently, the
 

NFAC staff's forte was speed and style r ther than
 

precision. Despite the intense effort exerted in report
 

preparation, because of their woefully inadequate data 

base (discussed earlier4) NFAC often published data which 

was not only at variance with other "official 

statistics", but frequently was internally inconsistent. 

NFAC's four representatives to the ad hoc MIS
 

Workinq Group -.iere rolatively junior-level administrative 

generalists (rather than MIS specialists) who had no 

operational agricultural provincial expet ience but had 

only worked at the central qovernment level. 5 Their role 

in so far as the new Masagana Program was concerned, was 

to actively participate in the HI; des ign, and to 

facilitate its installation ind operation, once designed. 

Since NFAC was designated day-to-day operational 

management responsibility for the Masagana Program, the 

NFAC MIS toam, as part of the NFAC "Family" had many ties 

(both formal and informal ) , froquent interaction, and 

direct entree to the Department of Agriculture's "power 
' 
center"; a .orking relationship which proved invaluable.
 

The BAECON staff came with a different orientation.
 

BAECfl' ref)resntttive; were de ;iqnated the lead role in 

h " ;ith & Reine P. Villaro';a, "The NFAC Monthly 
Propre ; Report on t .e Product ion Program", (Manila,tood 
Phif1ppin.'s U S, Avtncv for, Interr Ltianal Devplopment. USAID/Manila. 
Atgus, 1111) 

'Mer.ir ,t R).e ?Io. ,) Amii o 'NFA(: T,.,m thiett 1. r resita (Teng) 
I i sip, Cioe'.,1l t( el'/) l..;_san, allA E.la .at eo 

4'lm its miny prior working, s octeattons arv historical 
relit ior.mi ;; , U;All) unjoved a similar op.en access itid freedom from 
tr.,ditioinl, )IJ',i;:,tioii.I binrvaircr|t ic Constraint,. 



230 

system design -- i .e. identification of appropriate
 

indicators, data .,ources, and the "how 
 to's" of 

statistical anai-lysis. As the authoritative repository 

for otficial agricultural statistics, BAECON personnel 

took gr-eat pride in their organization's objectivity and 

deqre,! of prutes;ionalism, and in thoe nast had stood 

aloof from NFAC'r. op,_-r.itional program involvement. An 

organization compr 1 ,,d prodom i nant I y of esoteric 

techn ca I proft es; i onal Is, HAECUN general ly expressed 

disdain !or NFAC' :.; "amateurish, quick and dirty" 

reporting. While carefully crafted, however, BAECON's 

reports; genrally went to the other extreme of "slow and 

cloin" indl were riroly r,;onn ,ye to pol itical pre'-;ures, 

and no attempt wai; made to rush to publication.4 

Initially, tw.o mid-level supervisory statisticians 

and a Junior statistician who were experienced in 

proce-;i n; agricultural marketing information (from 

requ Iir ro u r, I nq r, -po rt.;) , and conducting 1 Jnqer term 

analy.is. ind torcstin, of production (from periodic 

survey,;) wf.r, a-;.;igned to the Working G;roup.( Although 

fami I iar with the HAI.CON o-_)rat ing system and comfortable 

working with amuriculturil data and statistical concepts, 

none hid r," ,ui e,, :,n nvo n, in :;ystnm; design, and 

I \ z 1 . I . t r fh . t - '. " i , " ! t l h .'h , , ' , f l , l p , c , d | a inm 
'h . p 1,41j ;,0 1 ,. - r ,.- Tr :,.[I o 

,,r,'.- i .: , V r' , " ,r Tn T.l,.. j vor year
i i i "h,"' . I i"Ij 'I, .u.-'t was ,x'xvrcised to
!itlill.r'1z*, *i. 1'nn.,r in .tih il tra w',s pro, ented, . phasizing

'i'i ~'i ~ ~ il n prpi t.i t~;!-., Ti m ~~v~ ~~l fll; r p r.l t* r:l .i),, r,!n i aI 
I ltAlb'. , t p! , I 1; .r * I II ,rli I'-porr
A bi idl ., l, ni,'tj .u I, I aI I w, ho-ie.i With statiSt ital 
vOrit I ny;'1 I 

i t , 

o' andr the coiched 

P.alo;I'!.AFCON Teia Chief AIfiant e Siapo and Lina 
V-'nt ura. r,'.i t i,. v 

http:analy.is
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only one had had operational field experience. A further 

major constraint wdS that the BASCOMI personnel were only 

available to the Workinq Group part-time. Indeed, before 

the month "a.; throuh, the t',' sen,"or indlviduals were 

reassigned to other duties. Fortunately, another mid

level individual with sxtentilve provincial level field 

experience 'as assigned to the Group on a more-or-less 
ll
full-time bhasis.
 

i was al:;o as;isted by Mrs. Reine Villarosa, a 

Filipina from the USAIDManila staff. Mrs. Villarosa -

a graduate ot tilr University of the Philippines College 

of Agriculture at Lo- Banos (Ut'lB) -- had participated 

in my earl ir ,.tuly of N!FAC's reporting ly!tem. Sho was 

also lamiliar with USAID involvement in Philippine 

National and Provincial agricultura l Programs, as well as 

AID activ, t e,-, with the Internat ional Rice Research 

Institute ( IPRI ), dating back !everal years -- to 

Op.,ratlon IP .A). .Sh tnus mistdse not only as an 

interpreter and ,dri n i strat iye aide, but as an 

agricultural devel npment prof,:w; anal in her own right. 

Despite wide dift erences in individual experiences 

and organl iationol c-ientation, the Group was very 

con p.:1,i.) w' .d . n a cO-e ua , interactive, 

col leg i a r,tin r. A:; the Group'. advi,;or, I initially 

made a pr2!sentation to the Working Group or the various 

types of systems, and it was readily agreed that an 

intermediate Control-type system would be most 

(J*",i' ) Div ta zrda ia, whi haid rect-ntly completed a 
Ior'-t II t ',i r m with c partmeint of Agriculturellinilly, til. IJ.S 

(Ir.iInare 1;,'n-, in '.-ohitgon. ) C. and a _ihort -term agricul tural 
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appropriate for the Secretary's (and other managers)
 

purposes. We then had a subsequent session to review the
 

current NFAC reportingsynystem and BAFCON reports, and the 

following major weaknesser were identified:

i. Many different reports, formats and
 
structures existed. 

2. F'tensive and excessively detailed data
 
were required. 

3. There were numerous redundancies in data
 
requirements, some obvious gaps in 
coverage, ambiguity in requests for data 
and responses, and (in some instances) 
discrepancies in the answers provided. 

4. 	The authenticity (validity and accuracy) of
 
the data in mo--t i .;t.inrs; 's unknown. 

5. Targets were set by a "Top Down" Process 
and assigned to Prcvinces without their
 
participation or request for concurrence.
 

6. Reporting requirements were too many and
 
too frequent for the field staff to fulfill
 
meaningfully.
 

7. 	Most reports were submitted too late to be 
of use for decision-making. 

8. 	Most reporting requirements consumed
 
excA.,-ive amount., of the field technician's 
time to complete. 

9. 	 The Central OfI[ice; spent inordiniate 
amounts of time and effort summarizing data 
and preparing reports for top management. 

10. Some data were summarized manually 
(primarily in spread-sheet form) and
 
laboriously re-typed, with many errors.
 
[Late or missing data was simply ignored.]
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11. Many data were 
reported on ad hoc and ad
hominem. Reports were 
largely descriptive

with statistics scattered "randomly"

throughout the text. 
 Data were seldom
 
analyzed by the staff or managern at any
level . 

12. For the most part, there was 
no

standardized data base, or 
on-going

measurement against targets for performance

accomplishment, or 
trend analysis. Almost
 
every request by management for 
information
 
generated a frantic search 
for (mr re
creation of) historical 
data and olten

resulted in 
the creation of 
new reporting
 
requirements.
 

13. Data and reporting was. 
a "one way street".
 
Data came in to the central office, but
 
only directives went out.
 

14. No indication wa:; 
made tLthe utility of
the data, 
nor were summaries of 
information
 
provided to the 
field for 
their possible

use. 
 Missing or delinquent reports were
seldom followed up. Neither were 
reported

problcms dealt with in 
any systematic
 
manner.
 

We discus!.'d son.! ot the r,,ason,; for 'hos.'i def iciencies. 
While some mfnber!; were understandabiy defensive about 
the quality of "their" organization's reports and 
predilections, nevertheles;s the Working Group (as a 
whole) established the foregoing as "Fourteen Faults of 
Pecurrnt P,-p rt a" ;hiih the Hasar an, HI.; ,hould .jtr11t 

tc guard against.ll 

Reine and I outlined a "Straw Man" Control HIS for 
the Working Group to critique and refine -- an activity 

I ,.i 
 .vd th,ie "tourtern taultn" ai- "obj'ctIve ]yverit ible indicator.;" rii 
cursti rne AI ) 
it p ri'r AID's 1roJ 'ct Propos.ls toI jdilty. tj;upport

Ag i i c 
to te Phi ippn, Ip.r tment ol tj r,' 9 1'eI)* rid .a1e o as cr it vr Ia (i n Chpr te r 4) ford-teruil irs, tw cc.sc' 's' of the Masagana .41:i 
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which the other Group members entered into with
 

enthusiasm. 
 This process took several iterations over a 

two week per:od. Reflardls; it irld ':iduai professional 

p.-rspect ves and reservations, our loint rer;ponsibility 

-- aftur debai te -- was tn compromi se in developing a 

system that addres;se-td the telt noeds of NFAC' o Management 

Committeo. ;.I We then met -- severally aiid together -

'i th i c-,.t -try 1 nce ,Id ,thf-r memlor!; t! the NFAC 

Manaqement Commi t ttee. We also had an initial working 

meet irig with tho new I y des 1Ina ted Provincial Program 

Of I icer . The purpTOse of these metinqt s was to con irm 

the ky i nd: - t orsI tor pro,] rIan monitorinq, identify 

)otert y, I .: ". of AitaI, arn tu rl ine schemes and 

format:; for ,cll,'t tn, transmittinq an,! analyzing the 

data. The Workinq Group Also visited some provinces to 

reet with provincial field otficer; and community leaders 

for a "r el it'j check" on the system's substance and 

mrechan i c . 1[irnal ly, we met with the PPUs during 13 

and 14 June 11)73, when they received their tina I 

9. , , -hi l,-h/ .lo .,r' uvt-r 1) i.ii ot control 

I ,e Nl'A, i-,,'iv ,. w pitv . l ncth-- M i t .mitt tante Pro v ual 

, ' : , . r , .. . ,,,i , ti t f , .;I , (o r 
t,., ,rt t. i ' tv,1 . had t h, p,ti v to)m ,r b wnlidt 

ItIn I' r o I p. I n . I nhl *Inuti- .f Iliar), l,aI Aalt, Ni.d l ll ,+ I,'.. I p i 'i n, ..h.-,t t ., ot t pa.rhi rui .fi-'ta ll ,pl',, r)II fa Ime,r 

t I 'iu'n;t i ':i.l, -' it, -i" ,.n. t hin hi "idIln r ii. l.tiheaii ,al , t . u i 
I I  't t 
 r

}+i "+ll - ;Ir+ :..:D, i -'1% " i f'tt I V fl."ttI I ' .i .and I f1t l,11 t i ] 


trlg rr'in[1 I I,t i of AI- 4a, ahn,rii p d A.ulthrotlihout I -r,tn.-:It , , 1 '! L ,., , -d + - I", I!I 't,lma I !) 
v 

,I'" on t he 

-. w.-r', r l .i ., u1 +1,'+, partt iho~lh , I' 'i.t e!r s from thel',t hoi I,-
A!.,,;D;,t.T,.hntical iii-;',,h,-,0 III ',,f t~ r~f Pataplan ya u.,th wiior I had 
wonk-i '),'t l!a.r, i l.ip , wi,t ini W ing5,"uuvwarM Y l Ata,.ust L9,12. 

Pi'. Kur,. ,'ltnt.''r. ,is, ni ic tihe barrios, :n 1.ioriarv 
p11i.sts, .rid I)th.r 'SAI ,ivti,it jInvol v.d li US,\I D' on- oi ngt'Io'.'lrf<t~i [P"',l ,Tr, 
 t \,)sar,, r lM (PP,\AN 
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operating instructions from NFAC 
 for the Masagana
 

Program's implementation.
 

The Wrrki :i,; Group observed no reqular time 
formalities dur inq ttru:n puriod. They worked at a
 
frenetic pico, traave',,d extensively, and met 
at all hours
 
of the da-, 
and n qht under many "catch-as-catch-can.u
 

condition; 
i. or ler to accomplish the job at hand. Given 
tLe Iin t'i tim,! .'a i 1-,, th, liv r:;ity anid geographic 
d;p'e'-' i [f thf- Ma.aqana prcqram's participants, and 
the poeriptutc nature it the program's principals, from 
any perspective co l.iboruition in Masaqana',. MIS design 
w,,!; 
 extraordirni rly exter.!;;ive, and unprecedented in the 
Plhili ;pint, t (.1:ax-t:.~eC Air nltlitre. 

2. RL! 1JLT;-QRl FNTIA'I'I 

The nature of the Masagana Program lent itself to 
tarqettinq, and the MIS Working Group did Incorporate 
several of tho,.-, elment; into the sy-tem dersign to the 
extecnt pea;; il For. in:;tarct., there were very clearly
 

defined obhectivo!:; or 

1) "national f-;;iff1Ciency in rice
 
produ:t ion- ("Goal" 
level), and
 

2) product i n rat,*:; a'voraqinq 99 Cavan:; per
,'-cti,'ty -tl icripitii;q farnmer 


initially on ',00,'000 h-ct.;res ("Purpose" 
Iuve I . 

While thi; tarvlWtting and ref;ult';-orientation 
approach
 
was generally satisfactory for monitoring purposes, and 
gave manaq.m-n,,t the .',n:;,' of direction .ind quantified 
accomplishment th.,y !;ought, the results were alwaysnot 
as anticipa td. The banel11ne data wan inadequate and it 
was difticult to 
get accurate operatlooail data from the 
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Provinces in a timely manner. There was also a tendency
 

to use the system in' a "Bluo-nrint" rather than a
 

"Learninq Proces!;" mode at the out-set, particularly at 

the NFAC level. However, as the proqram unfolded, a 

:;;, and the "r e;uIts-orientation" approach proved its 

worth as an etfective manaloment artifact, although -

likee :;cr'wA r iv -Ouich i!. us;ed to '-y op,,n a paint can 

not a I way:- in the manner original ly intended. On 

balance, however, the con-;ens1us is that in the flasagana 

case, poor ti than data all.ijta aeter no at 

In th, pl,inni n :;t,.rqe, tor proqramminq purposes,
 

NFAC mJ .:: nt, il two
',r, in ,t,'rrlninq items of 

informat ion ,ron the pr.)v n:i.il levI :-

I. How many hectareo; of riceland does it have? 

2. When are they "normal ly" planted? 

While tarlettl jI U; ;impl,! to vivocate in concept, 

it iS dif ioUIt to ImpleIment in practice, due to 

pol itical , so,1IloicIl/rultural Iind natural (climatic) 

condit ion!;. Fuirthrriore, the Li!elne data available for 

makinq s;uch litrmln,atcm:n; wa qeneral ly inadequate. ' 

A.- in ixi it iAjON -,it mldata (,n r.,,jjijnd1 rice 

produi:tlon ,r,!; -- on file -- initially utilized towere 

e..timatt- provinc:ial hectarajo. 

l'hA l N's Iata u.,,ihased mi jrjij I. ur.'evs, The regional 
data Wasv dt ' r.' ,;.r.I. 1lt s ome gimind-. ruth v.,riticat mi at the 
proviri. i l 1w.'I ,as nrecssar-' as the saLnpling tratme was several 
year% oli 

I'N,.. Ap ,eri I * f or a cuwj[ar 1son f tthe or i n.l aBECON 
d I -,r, IA tI'd .t i=t sS,. With the r. VidI 'rovtr,:ial a sIesmets 



237
 

The first major problem the Working Group
 

encountered in designing the system 
to monitor "results

oriented" data was that there were 
several sources of
 

"authoritative" data on riceland 
in a Province, each of 

which had different estimates -- some quite radically 

different. The MIS Working Group therefore took to the
 

field in several teams with a series of flying visits
 

(literally as well as figuratively) 16 in an attempt to
 

resolve the issue of baseline data accuracy. In the
 

province, we usually contacted local offices of BAECON,
 

the Department of Agrarian Reform (DAR), the Bureau of
 

Plant Industry (BPI), and the Bureau of Agricultural
 

Extension (BAEX). On the Provincial level, the
 

Provincial Governor's office, the provincial government's
 

Tax Assessor's Office, and 
 the Provincial
 

Agriculturalist's Office also possessed similar data
 
which for the most part, was independently arrived at.
 

Indeed, in many instances, until the arrival of the MIS
 

Working Group seeking the information, these offices were
 

16'hile some of the provinces (particularly the Central Luzon
 
"Rice Bowl" and Southern Luzon) were accessible by road and within a

day's ride. many were more distant, widely scattered islands, largely

inaccessible by regular scheduled public transportation. USAIb
 
therefore chartered a 6 passenger Cessna Sky-master to fly a team to
 
many of the remoter areas, and in this 
manner we were sometimes able
 
to cover several provinces in a day.
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largely oblivious 
to each other's data holdings or the
 
apparent discrepancies between them. 17
 

Another problem in structuring the Masagana MIS for
 
handling results-oriented dati 
was that despite several
 
distinct regional characteristics, 
 farming practices
 
varied widely within the province, and no two provinces
 
were exactly alike. 
 Due to the advent of double
cropping18 
 in some areas, the simple surface area was
 
insufficient for our 
purroses. The MIS Working Group
 
resolved 
this problem by devising a new measure -- an 
"Effective Hectare" -- as the basic unit for establishing
 

17A significant area for error was that with the passage of 
time and the land rcform act, 
many lands formerly in rice production
had switched to other 
 crops (predominantly sugar) or had been
nominally converted to housing subdivisions to avoid falling underthe LarA Reform Program. It was a common sii,,ht in the provincesclose to Manila. mor instmnce. to se rice paddies (some in operationothers simply lyinr, fallow) which had been zoned (and biliboarded) as"Housing SulFxt iv:;ions" with nothing more than an access roadbu'ldo.ed throuih -- thus esc.4qlng the requirement to be leased andultimately ;old to the tenant farmers. In the process, some tenants
had b.en di p ossessed, some squatted, 
 and others continued farming

swith the rwner' concurrence as if nothing had happened to change

their status.
 

131 e. planting two crops per year on the same plot of land. 
Rice ha.s. a relativelv short growing season -- of three to six months.The tradittonal varieties take longer to grow, while two majorfeatures of tne high yielding varieties are shorter growing periods,as well as the ability to germinate at any time of the year Keyfactors which limit planting are availability of water (rainfall orcontrolltd irrigation) and sunshine. 

http:bu'ldo.ed
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provincial targets.1 9  [This innovation, in turn, created
 

a "second generation" management problem -- the 

necessity to educate people on its meaning and use.]
 

In addition to the MgU of hectarage, the timing 

in planting rice in the province was also important to
 

the NFAC Management Committee for logistical support and
 
20  
other macro-planning purposes. Although there are
 

seasonal peaks which are principally a function of
 

climatic conditions, rice is planted at different times
 

in different provinces; and even within the same
 

IqAn "efftectivs- hectare" 
is the ePuivalent of one hectare of 
land upoL which_one crop of' rice is grown in one year. Thus, for the 
majority of farmers who only raise one crop per year, their effective 
hectarage is the same as their actual hectarage However, for those 
farmers planting two (or even three crops) per year on the same 
hectare, the effect on total production is the same as acquiring 
additional hectarage. Hence, the farmer is said to have two (or even 
three) "effective" hectares. By structuring a graph in terms of 
percentages rather than absolute numbers, a stardardized format -- a 
"Provincial ofile" -- could be used for any province. Wi initially
experienced mdjor difficulty in getting provincial officials to reach 
agreement on estimates of effective hectares, and quantities of 
monthIl plantings. Liter we devised a much simpler approach -- 1) 
First )btai:1 .;r,,ew. it on rh,, total provinciail hecrarae, then 2)
obtain ,2stimates oi the percentage planted each month. In this 
mannor. ['':n the toral annual effective hectarare and the estimated 
percentage of plait tngs ,ach month, the cumulative plantings in the 
province could be d,,veloped, and Masagana 99 program targets 
established as a proportion oi the total estimated provincial 
production for a season, or "Phase". Projections could ilso be made 
from this hasic data to estimate the appropriate timing and quantity 
for inputs, as well as for harvesting and marketing. 

'10To provide ,gri cuii ral inputs for the farmers, and to 
procure their produce in a timely manner, commodities had to be 
prepositiond, inventories as essed transportation and warehouse 
space readied, and money made available. Line-of-Balance (LOB) -- an 
industrial orov,ramming technique -- was used by the Working Group to 
estimate the amount and timing of input's in terms of the 
planting/harvesting cycle. For example. see U.S. Government 
Memorandum From Kenneth Smith, Management Systems Advisor; To Allen 
Hankins USAID Masaiana 99 Management Commirree Advisor, Frank 
Sheppard (LSAID); Domingo Panganiban, NFAC, Paciiico Canlas, BAECON, 
Leon.,rdo Paul ino, BAECON, itd Daniel Carreon, FIA [Fertilizer
Industry Assoclation] Subject. Estimated Fertilizer Requirements, 
July 5, 19/3. For a guide to LOB See Kenneth F. Smith, Traning 

. , S,1.teps (Washington,2ixp(;,rt D.C.: 
AID, December 19/1). pp. 13-i8. 
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province. Thus 
knowledge of variations from the Central
 
Luzon pattern were of great importance to the program
 

manaqement staff.21
 

All this took time, however -- more time than was 
available before Program startup -- and we had no clear 
picture on pctential tarqet areas and provincial profiles 
until 2 July. In the meantime, on 13/14 June, NFAC had 
allocated targets based on he earlier BAECON estimate.
 
Unfortunately, 
instead of leaving the targets as basic
 
yardsticks by which program
the was planned and against
 
which it was to be monitored, as new information was
 
received, NFAC and 
 the PPOs constantly revised the
 
targets, particularly 
in the first two months. This
 
constant number-juggling played havoc with the pre

provisioning estimating process.
 

Another problem with results-oriented targetting was
 
that in their desperate need to 
increase rice production,
 
NFAC was interested in raising the level of 
provincial
 

projram participation 
to meet or exceed the overall goal.
 
At the same time, some PPOs recognized their planting
 
target was a limiting factor which would 
determine their
 
input "quota" --
 i.e. quantity of external resources
 
which NFAC 
would allocate to the province to implement
 
the program (particularly fertilizer and credit). 
 Others
 
wanted to reduce their target in order to guarantee
 
success. Thus many provinces vied against the others
 

1 There ar, at least seven distinct climatic regions in thePhilippines, 
 but for national program marnagemI- t purposes, theagricultural divided two Od4year was into phas-s -- (i.e. Phases
I IV and V11) May through October; and Even (i.e ihases 

I. 
HI, IV, VIand VIII) November through April based-- on the main wet. andpalagad (dry) cropping seasons of Central Luzon. 

http:staff.21
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like bidders at a "Dutch auction" in a "zero-sum game" to
 

corner a larger share of the available "pie" -- usually 

with little regard for their capacity to implement.
 

Provision of non-collateral credit to participating
 

farmers was another aspect of the program which was
 

targetted, and affected, 22  
in a similar manner. Without
 

good experiential baseline data at the design stage,
 

there was no countervailing rationale to curb the
 

escalation during the first year, and unrealistic targets
 

abounded. 23  In subsequent phases of the program, NFAC
 

learned from this experience and was also able to use the
 

provinces' previous performance (reported in prior
 
seasons) as a validity check and counterweight to
 

provincial estimat2s for future production. Thus.
 

VkLaever/__r a lity, the rupgrted data plaved a large 
role -inr_na_P_lnt decision-aakirL. 

22

iased on an individually-developed "Farm 
Plan and Budget",

but generally estimated to be about 1,200 pesos per hectare -- for 
purchasin, ;'red, fertiliz!er and pesticides/weedicides, and for paying
casual day laborers to transpliant seedlings, and harvest te crop. 

2 3 
NFAC' s planning staff computed and reprogrammed resource 

requirements, but even in this high priority program, there was an 
upper limit to whit the logistical system could deliver, acd numerous
shortfalls ensued. Fortunately, this was alleviated somewh..t by the 
weth,.r cnspirn, to withhold the onset ot the monsoon -- which 
delayed planting in many area:. From the unhurried clarity of 
hindsight, it can be seen that a couple of provinces Jlfberitelv 
. the system to take adVsantae of NFAC Central Management

uncert.aint,; during Phase 
I -- by getting NFAC to modify previouslv
establi ihed targiets below levels which they had already achieved! 
[Namely Mindoro Occi.denital which hiad its target reduced from 9 to 8.9 
thousand hectares in Septemoer 1973. when it had already achieved 9 
thousand in August, and went on to plant 15.1 thousand by October. 
Also Mindoro Orienra! which had its target reduced from 6.4 to 5.6 
thousand hec tares In Au ust 1913, when it already had 6.7 thousand in 
July, and went on to pTant 11.3 thousand by October. In Phase II. 
Brkidnon simil,rIv reduced its target from 8.5 to 4.7 thousand 
hectares in December 1973 (with a total cumulative target of 5.3),
when it had already planted 5 .9 thousand in November 13 and went 
on to plant 9 thousand by April 1974. These facts arFarently went 
unnoticed in the day-to-day turmoil of implement tion. I 

http:abounded.23
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The "Results-Orientation" thrust 
was initially used
 
in a "Blueprint" mode. As provincial planting reports 
came in, and were compared against targets, the
 
overachievers were exalted while 
the underachievers were 
exhorted to do better -- despite the fact that the
 

principal indicator 
for "doing better" (i.e. planting)
 
rested with the 
farmers, and was beyond the government's
 

24  
control. Cross-correlation of some of the data
 

elements revealed however that 
there were significant
 
aspects of logistical support to the farmer that the
 
government could improve upon.
 25  In the area of credit
 

availability, for instance, although initially 
a slow
 

24An important point is that risqgTLwn1g is dne by the
farmer. not PfO oritethe extension tecbiiijjai and there are manyfactors which influence planting 
(and later, yields) besides the

extension agent. Therefore the PPO and his/her 
staff are not
necessarily responsible 
 for either under-achievement 
 or over
achievement. 
 There is a strong tendency, however, to hold the
technicfans :esponsiblo 'or the performance of the farmers they
supervise -- in much the same manner a sports coach is criticized (or
praised) for his team', performance. Thus, technical advisors 
 and 
resource nanagers at the local level were not indifferent to the datathey reported on actual progress as compared to tie plan, and could 
not afford to take a 'bahala na" (fatalistic attitude). 

2 5 
1f p-rfornince is lagging significantly, rational managemen'would attempt to take corrective action, whereever possible, to


hopefully recover by the next reporting cycle: or minimize 
 loss forthe overaIll pru)g;ram If, on the other hand. the program is
overreachin itself, the PPO (as well as higher management levels)
should review whether this is in fact desirable. Aval'able resources
 
may he insufficient to support 
 an enlarged program, a,,d if spread toothinly, or sacrificing quality for quantity, it miy not have thedesired impact, either in the aggregate, or individually. Overachievemnt in one aspect of a program may simply create problems foranother area, or later stage. For instance. signing up too manyfarmers for the program would create an Immediate demand for more
credit, fertilizer, arid technician time: while at a later stage,over-production of rice could present problems of storage,

transportation, arid pricing. ] Thus criticism -- or accolades -- on
the basis of one indicator alone, inhibit the PPO and his/her staff

reporting accurately what is happening in their area. 
This, in turn,

has a detrimental effect upon the central 
NFAC maragement commi'tee's
 
ability to use such data effectively -- i.e. miking adjustments to
plans, overall allocations of resources, forecasts, and other follow
through action.
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starter, after some preliminary coercion by President 

Marcos 26 -- as well as further concessions and guarantees 

by the government 2 7  -- the bankers generally had little 

difficulty in providing the credit required through 

various "credit windows".21 Indeed they demonstrated 

several spectacular initiatives to make on-site loans 
29
 

through mobile banking facilities.


As proqfamming and operational experience was gained
 

and central 11FAC confidence in provincial management
 

capabilities increased, the concept of "results

orientation" encompassed a broader scope. A
 

decentralized "Management by Objectives" (MBO) mode was
 

proposed and debated,3 0  to replace the initial
 

centralized quota assignment system. More will be said
 

of this in the next section, under "Administrative
 

Capability".
 

Another complicating element in designing a system
 

to gather results-oriented datt was that ProvincQs which
 

have dilfferat size orogmscan __ meaningfully
 

2 6'Masagana 99 -- A Program of National Speech bySurvival", 

President Ferdinand E. Marcos, during the Launching ceremony of 
Masagana 99, Maharlika Hall. Malacanang Palace, Manila, May 21, 1973. 

2 7For the government to underwrite 85X of any default; plus a 
provision for the bankers to take their interest in advance, off the 
top from the initial payment. 

28I.e. the Philippine National Bank. the Rural Banks, and the 
,gricultural Credit Administration 

29!ncluding servicing the farmers in the barrios with "banks on 

wheels', boats aid helicopters. The Agricultural Credit 
Administration was a notable exception. Although not the prime 
thrust of my managerial analysis, the dismal performance of this 
government avency to provide small farmer credit in support of the 
tasagana 99 Program is clearly documented by the available MIS data. 

30 Thereby the provinces were permitted to set their own
 
targets.
 

http:windows".21
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Thus, although a single, end-of-the-season, Irovincial
 

target was sultticlent for NFAC to monitor the overall 

national progjram, it was inadequate to follow and manage 

provincial effectiveness during implementation. For this
 
reason, ln tiIi,__g - _ . so 

that the cumulative plantings for the Phase could be
 

compared with the cumulative target-to-date for the same 

period of time. However, even the rate of accomplishment
 

of a Province against its own end-of-season target was 

not very helpful on a national level, since each
 

province's program progressed at a different rate. For
 

effective m,nitoring, it was necessary to ggpprjg__ 

pCojng __"_- it u w wh e _ *Up_ sh . This 

required that the differences between the nrovinces be
 

taken into consideration (i.e. weighting, or
 

'handicapping' the results) in some way.3 2
 

310n such a hassI the smallest Masagani. province -- .M samls 
Oriental (with I ,500 hectares) -- could never compare with the 
largest -- Nueva Ecija (with 60,000 hectares). 

3 2 
For exampl, , if thrte such provinces had completed 15., 30t 

and 80% of their overall tar eti, respectively, not only is that 
information iiadequate, it could also be very misleading. Comparing 
a province a;,1 .inst it a own time pha!sed targets, and then comparing 
this pr, F:esi , ,nst thar made by other' is a much more meaningful 
basis tor intra-;rovincial comparison. Timing is taken into account 
by this method. and the rel ai .e sizes do not distort the Flcture. 
In our example above, tor instance, we might learn the followirg:-

ACTUAL ACTUAL 
ACTUAL % APPARENT PLANNED AS % OF SCHEDULE ACTUAL 

PROV- COMPLETE COMPAR COMPL TARGET- STATUS COMPAR 
INCE TO DATE aTAThV T2 ME TQMDT.E QF _ SIA 

A 15 % 3rd 10 % 150 % Ahead 1st 

B 30 % 2nd 30 % 100 % On Schedule 2nd
 

80 % Ist 90 % 89 % Behind 3rd
 C 
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A final aspect of program results-orientation that
 

the MIS Working .roup addressed was in the area of
 

managerial priorities. Although politically, each
 

province was important in its own right, for central NFAC
 

management Lurpos,'s, tarqetting helped to distinguish
 

between those provinces that were major participants in
 

the program, and those that only had a token involvement
 

and contribution to increasing national production
 

levels.l About fifteen of the participating provinces
 

were designated by NFAC as Priority Provinces each
 

season. These were traditionally high rice-producing
 

provinces which collectively provided over half the
 

Program's production during the Phase. After the second
 

Phase, thirteen (later fourteen) other provinces were
 

permitted to join the program in an "Associate" status.34
 

Therefore, although all provinces were to receive support
 

from NFAC, when problem situations arose, from a rational
 

management standpoint central attention was planned to be
 

focused on the priority areas.
 

This Priority Province managerial concept worked
 

well for the first year. After that, however, the top
 

producing provinces were formally accorded priority in
 

name only, and attention was increasingly paid to
 

33
For example, in Phase IV, 50% of the 'Usagana program 
was 
being carried ou by only thirtcen ot the fifty-seven provnces. 

34 While these "Associate" provinces were not pa:ticularly
desiriable tor inclusion from either a provramtjmtic or . management
standpoint -- beinp, low rice production areas and without easy access 
to either production input resources or post-harvest markers -- it 
was not politically feasible to exclude them. The inclusion of 
Associate Provirwes in the Xasagana Program also increased NFAC's 
span of control -- already overextended -- as well as sprcading the 
available input resources among more farmers. 

http:status.34
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provincial needs on a wide variety of other criteria and 

pretexts -- as various individuals exerted formal and 

informal power and influence to attract managerial 

attention. 

In summary then, "Results-Orientation" was an
 

appropriate elemert in the Masaqana Prograim, and it
 

played a key role in the design of the Management
 

Information System. Despite 
 arn initial heavy-handed
 

"Blueprint" usage, with practice and experience 
 the
 

results-orientation 
stance ,nabled Masagana's managers to 

adopt a more adaptive "Learnin u Process" approach, with 

generally favorable results. 

3. ;TFMICU 

Structuring the management system was the third
 

major element hypothesized for DMIS success. Structuring
 

refers to the necessity to pay attention to detail in
 

information systems design -- including data 
 _ 

fCat for collection, transmission and analysis -- and 

working out tie "bugs" before imposing reporting
 

requiremeits on the work force. While the consequences
 

of failing to do this are quite evident in today's
 

computerized environment, fifteen years ago this
 

technical step was often given short shrift as boring
 

administrivia, or only addressed after-the-fact when
 

major problems surfaced.
 

In the Masagana MIS design, the MIS Working Group
 

paid c],'se attention to ways to facilitate data
 

collection by the extension agents; to summarize and
 

transmit it to the PPOs, and subsequently to NFAC; and
 

ways for NFAC to analyze and present the resultant
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information to management. For the most part, these
 

forms were well designed and instructions for their use 

were closely adhered to by most PPOs. Within the NFAC, 

the MIS i5ta f. ,xe:::,;,d r: , ic _r-. and effective 

management and coordination with PAECCN over report
 

analysis, arid producticn to .nsor. timely dissemination 

to other levels in the reporting cycle. Thus, the 

importance of pre-structuring wat; recoqnil d and the MIS 

formats o.o,,7A:,1u 1y At.simned. Ihe Acn. ., heel of 

the 	 system was in the ;st of the basic :or ')y extension 

agents to capture and record data from their tarmers. 

Despite all efforts to educate users to the purpose,
 

value, and methods for recording and reporting their
 

data, numerous shortfalls by extension agents were
 

noted. 3r'
 

The details of the Masagana Management Information
 

System model -- what it is and how it could be used -- is
 

outlined in Appendix "E". bs eral key considerations in
 

the system's design are also highlighted in the following
 

paragraphs.
 

Regardless of the program on which it is used, there
 

are basically four types of report formats involved in a
 

Control MI.:
 

1. 	 Worksheets for gathering and recording raw
 
data
 

2. 	 Summary Data Transmission Formats
 

L)n. r trh,. ,[ !Il,i;Iiv tne thatl -. :,otn:for problem was the 
extension ag..rlt s w(.r'e ov,rext ,ndl.d The numbmLr of tarmira supervised 
bv most e-t h:,ion , nts .ere too m inv. itti tihe area of coverage too 
large to ph'."i:c,llv I.'tli.jw for personat l :nnt,ct and vrification. 
Coiseqiierit I AhnVthe tisTiS data enrrie:; were "guesstimates"! 

rather ih.t; ;'ta i, 

http:I.'tli.jw
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3. Staff Data Analytic Tables
 

4. Management Simmary Information Reports
 

A general prin-ple adopted :or ttie worksheet design
 

was that tie torn-li: for recording raw data should be
 

designed Lri 
 nnc QLh. vcQ -- rather 
-than the mandqer or the analyst. " Similarly the medium 

for Jata/information tr-:inmi!;si on rhould he given 

detailed consideratlon dnd th.' format designed to 

facilitate transmission cind minimize error. Since the 

burden cf analysis rests with the re_ipi,)nt, _1m j o 

No data should be gathered from the field without a 

view to its utilization for analysis. Protocols and 

formats tor transforming and analyzing frequency 

distribution.i t vjtriou:; ncainal or ordinal categories 

and combination-,, and agreqations (such as averages and 

'o:t , , ',. ; , , d : poil t d,,t., isi by- prt* duct 
ot th.l I - hrl, I I1,b 1 I Z . !1thv Uni l i h,.,ud bu asin ' a ' , . i,,s, Lita c- licti n :s under 
Its,;:; ' 1 . :" 'tili>, ,u.. iu . An pit'" aor 

wrIt ! I 1.: * al IOtisr ,.-d forI - 11 

ma Iipo* .'tUro:.a . :u'n,~S a--a ,1 

rI ' . ;.,.,,, :h ?' . .. ,-si ,l n; - rnt:-!o
 

°.+[I'Cl t,., t 
 .n. ; "-r : t*at, 1 nu ll t[i ~' , , ra . >,L .' liv-- I-,- i r. 1-1 tvnncif s .4 r'r ixrs 
st,,le p ,.-. ,.-tI. ,.1 e: ,umt not a.,i ai-t,l ,r recording 
11.O: t2i l ; i , t IM" a!, 'r.-n II aI ,o fi la t t re , a l for,,nalv,;:~~ ~ ~.,, ~;, ~ ~ 41 n'' :jeeds,~ ,,l" :,~ ~' ~, , :,.a t re,-, :),)thi 
nor to I on . i., 

/. a.'.'r. I nc p>. tra.r'anlm t 1i , workshe.ets -
particulirlv matrix .pr.idslh,- .J,.s- jtid for dti pattie nerngand
rtcoidii -. 1> te pr , all the oneI." N-t te d1tdata i-therd at 
le'v.ol is .ir lv ipproiprlate to thw next 1-vel ot ,ti gemlent. 
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percentages) should all be carefully thought thrcugh and
 

standardized to the max-mum extent possible. This
 

attention to detail minimizes contusion and processing
 

errors, and a .nhi. -, ";i At t.. otno-r *nd of the 

spectrum, the end product report 'or anl.omeont o;hould be 

organized .ystematically so thot the contents are easy to 

locate arid their siqnificance cierly nqnlighted. 

With ar a*aarent ;s of the foregoing general 

principles, the HiS orkinq Group 2eveioped th., Masaana 

99 Manaqement Information G;!ten ' 1tf .I "Provincial 

" 
Profile nd 	 seuven (7) distincz report'.ng rormats:

1. FCRM I -	 Tochnician Worksheet 

2. 	 FOPM 2 - Tec: ic:i:, L'umn-ry RVort to the 
PPO 

3. FORM 3 -	 PPO Worksheet 

4. FORM 4 -	 PPO Surmmiary Report to NFAC
 

5. FORM 5 -	 Financin ins;titution Summary
R [ t t the .lP;C 

6. 	 BAECCN/NFAC Comparative Provincial Summary 
Analysis ot 'hy indicators 

7. BAECON/N4FAC Manaqement Summnary Report 

3".r5 :inn,t usullv .n',erested in all the detail. or 
how the ir'., ,,:; Aei i.'cd ior r,,urrent .p,;rt pre-vom. ti (IttVd 

a t.. ... It.. . :e , , ,, . . ext remely 
h ip . ,i * h s :'' a:t , :cf.tit ni n, .a. , H.' - t ( l, 	

, mother 

t 
; r,,! 

n C. , - , 1 .. : tV1 1 S 1' j, ' - :. : TIC: :;i, it . r th re is 
a i. 0 .i* d i v ! ii e.1 I [-T .ccv s s to 

~r i ) i r r L :h 'L, t ),o Ato n i:* 

dlra ,,2l 	 t1i C t. (,xr - '1,,6. . r l *,i I*t r daia if 

http:report'.ng
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The central integrative feature of the Masagana MIS 

was a Provincial "Profile" format. The Working Group 

devised the ''Profie" 3: a :;aandard ized pproach for 

developing basel.,ne data, and to imprgve the provincial 

and nation ta rget q process. With results!i ,-st tnati1 

orientation as an Irteara I proqiJm f ocus, it was 

imperative tnhat th- fie!, ::, r-onnel report specitic items 

of ita : thor art, of ro-r-m Cwve1roe in a 

standardized manner. 

Data reportinq in Hasaqana was essentially a 

cumulative procest;. That is, the data reported was not 

just that -hi :h cccurred durinq the month reported upon, 

I-ut included all data from the txeqirininq of the Fhase. 

The Form was -;tructured in this cumulative manner for 

three very important reasons:

1. 	 The same .;orkfhe#t could be used for the 
entire season, not just for the one month 
reportirq perici. 

2. 	 1,- -ia; eair;er for the technician to tQtal 
the worksheet each month __ 't 

laQnlSI]. 

3 Th e ?tovn:,, i irot iIe h.arted lfecL ivt liectmres of Ricel and 
and when ti:,v w',t . *, r pm.!td k; b p anti thrnuh itr the, vear
The'.e -e, pirv.e t.d .,i b.t5 t: a.lmi nivuo r 	 ,bitles outli mit.; the 
notmal m,)nthlv plair ,,;cheduie )t -icli " ,e -- so that tat iuOal 
,monthi V ;'ini I n,, amli n .au.,.st oi; r.irtes coii h,.int tm.ted, and annual 

.i i pt .:,n t.t '.. . ., ri id,! T, v.raia ,al al- the 
prtcrml was ,rl.1'1! r . t te'rms .f h,.cz.,r.s to be reach 1, . and v e,,lds 
to ie obtrained rhtr, ,t lnte*rmedlate lareri were ailso e :itLted 
on tt 'h isis o tIritlcl; ted MonrthIv plmnt TI,;'s 

4hreoeto "th.1111 the iatj 	 I.: ijou- 2, tlx.~Ir 
ltL*~taL_
a~,in
 

0 
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3. 	 Because of the difficulty in transmitting
 
data from the field to the Province PPO and
 
to NFAC, occasionally technicians (and even
 
PPOs) missed a monthly reporting cycle.
 
Under such conditions, when cumulative data
 
was received it would be up to date,
 
whereas if it only reflected the actual
 
month in which it occurred, there would be
 
no record of late, or missing data in
 
subsequent reports.
 

It is important to recognize that in a control 

system, late reports of monthly activity are not utilized 

because the management decisions for the cycle will 

already have been made without them -- based on the data 

that was available. On the other hand, although late or 

missing reports will still distort any monthly picture, 

when a cumulative report is eventually received, it will 

reflect the most up-to-date situation available. Thus, 

over the long run, project accomplishment is less likely 

to be understated with a cumulative report than with a 

monthly one. Maintaining and reporting as much da aas 

possible in a cumulative frame of reference therefore 

provides the most accurate picture of the project's 

status.al 

The Form 3 contained most of the basic data for the
 

PPO to monitor the Masagana program within the province.
 

While the data elements were structured, the information
 

generated from it could be used by the PPO in a "Learning
 

4 1
A.though the basic worksheet was to be kept as accurately as 
possible, the data transmitted was to be rounded off to the nearest 
whole number. Decimals were nog reported as such details were 
insignificant on an aggregate level, and could easily be omitted or 
overlooked in transmission/transcription, resulting in gross errors. 
The prevailing Filipino practice in rounding one-half (.5) was to 
round-up "odd numbers" and rouni-down "even numbers", so that both 
3.5 and 4.5 became 4. This effectively compensated for "number 
creep'. 

http:status.al
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•Process" 	mode, and this approach was encouraged by NFAC.
 

For example, relative workload distribution and apparent
 

activity of assigned technicians could be compared,
 

performance questioned, apparent problems highlighted and
 

corrective action initiated. This, in microcosm, is what
 

the NFAC MIS staff did on a national level to compare
 

provincial activity.
 

The Provincial Program Officer's report to NFAC -

the Form 4 -- was a summary of the farm activity
 

information received by the PPO from the technici-ns
 

combined with a summary of the credit information
 

received from the various financing institutions in the
 

province. Usually These data were relayed over the
 

agricultural single side band radio network, and/or by
 

commercial telegram.4 2 In addition, a written Form 4 was
 

sent by mail and/or hand-carried by any other official
 

visiting the central office.
 

A number of data items were structured subjective
 

indicators of the major problems which might have been
 

experienced in the province during the month. The PPO
 

was to use his/her judgement on these (based on the
 

information received from the technicians) and simply
 

checked the pertinent items. If necessary, this was
 

supplemented with a short narrative description of the
 

4 2
Each item to be repor:ed was uniquely coded with a letter
 
(1.e."a*, "b", 'c', etc..) as well as the unit of measurement in
 
order to minimize misunderstanding of what was required as well as to
 
faciliitete transmission.
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situation, any action taken, and additional assistance
 
4 3
 

required.
 

Various financial institutions in the province
 

principal
supported the Masagana 99 program. The three 


types of organizations involved were:

1. 	 R rjjnK (Individual Enterprises,
 
privately owned -- often by families or
 

limited partnerships) in many of the
 

larger towns throughout the country
 

2. 	 The Philippine NationaLJ1,DA (A private
 

corporation) with branches, nation-wide
 

3. 	 The Aaricultural Credit Administration
 
(A government credit arm within the
 

Department of Agriculture) with branches
 

in many provinces; historically
 
ineffective and inefficient
 

The 	field branch offices of these organizations were
 

also required to submit a structured monthly report to
 

status lending operations in
the 	PPO summarizing the of 


their province. An additional copy was also sent 	to the
 

to the
head office, or (in the case of the Rural Banks) 


Central Bank of the Philippines, which monitored the
 

banking system, and "guaranteed"
activities of the rural 


loans under the Masagana program.
 

Pre-structured rank-ordered provincial comparisons
 

were the heart of the consolidated NFAC report prepared
 

by the NFAC HIS s-aff.
44  Sixteen Key indicators were
 

4 3problems did not ha.'p to wait for the monthly report before
 
manner ensured
being transmitted, but formally recording them in this 


that they were aggregated with other province reports and given their
 

due weight in NFAC Management Committee deliberations.
 
44 The MIS Working Group formed the core of this staff. Other 

recruited to support various operations -- dataindividuals were 

analysis, report preparation and field follow-up surveys.
 

http:s-aff.44
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tracked and each was calculated and presented for
 

management review on a separate table.
4 5
 

1. 	 TABLE A - PARTICIPATION OF PROVINCES IN
 
MASAGANA 99 PROGRAM
 

2. 	 TABLE B - MASAGANA 99 TARGET AS A PERCENT 
OF PROVINCIAL HECTARAGE 

3. 	 TABLE C - MASAGANA 99 PLANTING PERFORMANCE
 
IN RELATION TO MASAGANA 99 TARGET-TO-DATE
 

4. 	 TABLE D - MASAGANA 99 PLANTING PERFORMANCE 
IN RELATION TO TOTAL TARGET 

5. 	 TABLE E - PROJECTED HARVEST
 

6. 	 TABLE F - MASAGANA 99 PRODUCTION
 
PERFORMANCE
 

7. 	 TABLE G - MASAGANA 99 PRODUCTION 
PERFCRMANCE IN IRRIGATED AND RAINFED AREAS 

8. 	 TABLE H - CUMULATIVE AREA HARVESTED AS
 
PERCENT OF AREA PLANTED
 

9. 	 TABLE I - CUMULATIVE NUMBER OF SUPERVISED 
FARMERS BY CREDIT SOURCE
 

10. 	 TADL J - PEi.ciENTAGE OF' SUPERVISED FARMERS 
REQUIRING CREDIT
 

11. 	TABLE K - AMOUNT OF APPROVED LOANS BY
 
CREDIT SOURCE
 

12.. 	 TABLE L - HECTARES FINANCED AS PERCENT OF 
HECTARES PLANTED 

13. 	 TABLE M - AVERAGE SIZE OF LOAN PER HECTARE 

14. 	TABLE N - TOTAL REPAYMENT AS PERCENT OF
 
CUMULATIVE LOANS APPROVED
 

4 "A 	corrollary intent of the 
MIS design was to eventually

analyze and prepare this report by computer. However, although some
 
peripheral piogramming work was undertaken by the NFAC computer
 
center (with some occaf ional Peace Corps Volunteer assistance),
during the life of the project, computerizing the MIS was never 
accorded a sufficiently high priority for this intent to be realized. 

http:table.45
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15. TABLE 0 - PRODUCTION TECHNICIAN WORKLOAD
 
ANALYSIS
 

16. TABLE P - PROBLEM AREAS
 

These indicators highlighted program status and
 

progress as well as problems in a consistent, easy-to

see, manner. For the most part, the data was ranked in
 

terms of rercentagg5 of accomplishment, relative to each
 

individual province's objectives. For a few indicators,
 

ratios, averages and projections were also developed, as
 

well as some 
innovative uses of cumu tivg accomplishment
 

data. However, the analysis was quite simple,
 

conceptually, and no sophisticated statistical analysis
 

46 

was made in this monthly report. Nevertheless, even
 

this rank-ordering of percentages, averages and ratios 

could reveal some very interesting findings for the
 

from the National to the provincial
program's managers --


such table and its use is shown on the
levels.4 7  One 


following page to illustrate the general rank-ordering
 

concept employed throughout.48  This table compares
 

cumulative
cumulative plantings for the Phase with the 


target-to-date for the same period of time, rather than
 

46More sophisticated analysis -- such as Rank Order Correlation
 

between different indicators -- was periodically undertak.en by the
 
NFAC/NIS Unit staff (including BAECON), based on these reports.
 

4It was not the NFAC MIS staff's function to judge whether
 
in fact
these efforts were too high or too low, or whether they were 


appropriate, given the prevailing locaL situation. 
 Their task was
 

simply to record, highlight and report the infor-ition to the NFAC
 
Manasement Committee for review and appropriate action. However, by
 
utilizing this common indicator and presenting the results ti the
 
Management Committee 
in this manner, that Committee was provided a
 
basis for comparing and questioning the Provincial PPOs level of
 
effort, reprograaming needs and supporting assistance required.
 

4
AA amle summary of one complete report (using actual data 

for each of these tables) is presented in Appendix "E", with further 
explanation of how each particular table was interpreted and used. 

http:undertak.en
http:throughout.48
http:levels.47
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TABLE 6-,J 

TABLE C -- MASAGANA 99 PLANTING PERFORMANCE
 
(FRCM NOVEMBER 1974 - FEBRUARY 1975)
 

IN RELATION TO MASAGANA 99 TARGET-TO-DATE
 

Rank Planted (000's hasi Performance 
Orde PROVINCE Iriq U TQal Target To-Date 

1 Bukidnon 0.03 15.12 15.15 1.45 1,044%
 
2 Negros Oriental 3.60 0.08 3.68 0.72 511
 
3 Misamis Oriental 2.12 0.20 2.32 0.60 387
 
4 Lanao del Norte 3.20 0.49 3.69 1.29 286
 
5 Batangas * 3.62 0.32 3.94 1.62 243
 
6 Misamis Occidental+ 5.74 0.21 5.95 3.00 198 
7 Aklan 5.97 3.80 9.77 5.00 195 
8 Zamboanga del Norte 3.23 0.85 4.08 2.10 194 
9 Maguindanao 7.31 1.36 8.67 4.73 183 

10 Surigao del Norte 9.38 4.45 13.83 7.78 178 
11 Albay 18.30 3.12 21.42 13.00 165 
12 Sorsogon 4 11.50 0.41 11.91 8.00 149 
13 Lagund 20.13 20.13 15.00 134 
14 Isabela * 17.74 0.38 18.12 13.50 134 
15 Pampanga 21.94 20.43 42.35 32.02 132 

• , . . .... ,..., ., ..... ,...., .. ,.. . , .,.
 

. ... . . . ... .... .,.
,. o ,... 


43 Mindoro Occidental 3.33 0.29 3.62 4.50 80
 
44 Quezon 10.21 1.71 11.92 15.00 79 
45 Antique 3.12 0.16 3.28 4.39 75 
46 Bulacan # 20.15 0.20 20.35 28.00 73 
47 Camarines Norte 4.37 0.65 6.02 8.50 71 
48 Rizal 1.75 - 1.75 2.50 70 
49 Pangasinan 11.28 1.18 12.46 18.00 69 
50 Cavao del Sur 3.56 - 3.56 5.40 66 
51 Nueva Ecija 29.15 - 29.15 51.00 57 
52 Lanao del Sur + 2.72 1.29 4.01 8.30 48 
53 North Cotabato 5.71 - 5.71 16.79 34 
54 Sultan Kudarat 1.38 - 1.38 '..80 29 
55 Nueva Vizcaya 1.82 0.23 2.05 12.01 17 
56 Palawan # 0.26 - 0.26 1.70 15 
57 Zamboanga del Sur 1.32 0.09 1.41 20.00 7 

TOTAL: 443.51 86.35 529.86 538.47 98
 

* Submitted report subject to verification 
+ As corrected 
I Report as of January 31, 1975 
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the end-of-season target. From the data presented it is
 

apparent that Bukidnon is at major variance from its
 

plan. Whether the target was initially set too low, or
 

whether the implementation was superficial, or whether
 

perhaps major reallocations of resources were made to the
 

province to enable them to achieve such spectacular gains
 

cannot be determined from these comparative data alone.
 

But, in any event, by structuring the data in this
 

manner, the table clearly indicates that Bukidnon needs
 

more detailed follow-up by cop management, or it may
 

encounter an imbalance in resources later in the program.
 

The entire package was published as a monthly
 

report, together with a one page Management Summary for
 

the NFAC Management Committee. Additional copies of the
 

report were also furnished to the Provincial Governors,
 

PPOs, and financing institutions, for their information49
 

and appropriate follow-up action.
 

The reasons for variations from the plan were
 

determined on an exception basis. With 57 provinces
 

involved, the Central Management Committee could not
 

possibly follow-up the details of every situation. The
 

purpose of structuring thn YIS analysis in this manner
 

was thus to highlight which provinces were "exceptional
 

enough" to warrant such scrutiny.
 

In summary then, this was how the Masagana MIS was
 

structured in May and June 1973. For the most part, the
 

Working Group's conceptual framework and recommendations
 

4 9
0f particular interest to any given province (or financing
 
institution) was how their experience compared with others.
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were accepted, and within a month, a design had been
 

conceptualized, reviewed, revised, approved, and
 

rudimentary implementation commenced. Unfortunately,
 

there was no time to field test approaches and concepts
 

prior to full implementation.50  Thus, several
 

difficulties were encountered during implementation
 

(which will be discussed in the next section), the impact
 

of which took many months to ameliorate.
 

A few minor adjustments were made in the MIS over 

the next three years -- primarily to increase the number 

of data items to be reported and analyzed, and to improve 

the quality of the report by closer scrutiny of extension 

agent data collection and reporting. Nevertheless, the
 

fundamental concept of the MIS as a pre-structured, rank

ordered, control-type system of key statistical 

indicators was unchanged from the original design. 

Despite the system's mis-use by some extension agents, 

this structure served several levels of management well 

-- initially as a "blueprint" to be adhered to, but 

increasingly in a "learning-process" mode. 

This concludes the discussion on Design variables.
 

The next section will review the Masagana MIS in terms of
 

the five variables hypothesized as "Necessary, but not
 

Sufficient" for implementation.
 

50-hile the key indicator control system was being fielded, a
 
traditional initial narrative and selective statistical status report

(as of 1 June) was issued on 28 June, followed by a partial report -
a summary of program start-up problems -- on 10 July. The first
 
fully-analyzed control-typ2 key indicator statistical operational
 
progress report of program status (as of 30 June 1973) was published

and distributed on 19 July.
 

http:implementation.50


259
 

II - DAIS IMPLENFJTATION
 

By its very nature a Management Information System
 

is a dynamic entity. Thus, no matter how meticulously a
 

DMIS model is moulded to match its environment, nor how
 

artfully articulated, until the system is actually put to
 

the test and has demonstrated its worth, it is little
 

more than a sterile management museum-piece.
 

Unfortunately, while ideas and ideals abound, DMIS
 

institutionalization -- i.e. implementation to the point 

where a system becomes a stable, valued and recurring 

artifact of program management -- is quite a rare avis. 

From conventional wisdom, the five variables identified 

at the beginning of this Chapter, and reiterated below, 

appear to be keys to unlocking this formidable barrier; 

or at least improving the DMIS installation success rate. 

3. 	 LEADERSHIP SUPPORT -- Top Management's
 
continuous, overt, support for the MIS.
 

2. 	 ORIENTATION & TRAINING -- A combination of
 
formal and informal training in the MIS
 
provided for data providers, analysts and
 
manager-users.
 

3. 	 INCENTIVES -- Rewards and sanctions to
 
encourage personnel to provide data for,
 
and utilize, the system correctly.
 

4. 	 FEEDBACK -- Dissemination of the
 
information generated by the MIS to
 
providers of the raw data, and to other
 
concerned personnel.
 

5. 	 ADMINISTRATIVE CAPABILITY -- Centralized
 
processing and dissemination of the data,
 
with provision for decentralized decision
making.
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Each of these variables was examined in terms of the
 

Masagana 99 MIS experience, and were in fact
 

substantiated, to a high degree. The following questions
 

were used to operationalize the foregoing variables, and
 

for comparative purposes, on a four point scale where:

0 = None, 1 = Low, 2 = Moderate, and 3 = High.
 

I estimate that the variables were present in the
 

implementation and institutionalization of Masagana MIS
 

to the extent indicated below:-


LEAD HIP 	SUPPORT
 

Question: 	 To what extent did top management
 
support the MIS?
 

Answer: 3 	-- HIGH
 

ORIENTATION & TRAINING
 

Question: To what extent was training in using
 
the MIS provided?
 

Answer: 3 -- HIGH
 

INCENTIVES
 

Question: 	 To what extent were appropriate
 
incentives (rewards and/or sanctions
 
provided for personnel to collect and/
 
or use the 	data?
 

Answer: 3 	-- HIGH
 

FEEDBACK 

Question: 	 To what extent was processed MIS
 
information sent to the reporters?
 

Answer: 3 -- HIGH
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ADMINISTRATIVgE D
 

Question: 
 To what extent was data processing
 
centralized?
 

Answer: 3 -- HIGH
 

Question: 
 To what extent was MIS information
 
used at decentralized levels?
 

Answer: 3 -- HIGH
 

Supporting information on the 
presence and influence of
 
each of these variables is furnished below.
 
1. SHERIP SUPPO
 

From 
all accounts, "Leadership" was an extremely
 
significant 
 factor il implementing the Masagana
 
Management Information System. 
 The MIS was a creature of
 
the 
Philippine Secretary of Agriculture, Arturo R. Tanco,
 
Jr., the Chairman of 
the National Food & Agriculture
 
Council (NFAC) 
and chief instigator for accelerating
 
national r.ce 
production. By his conspicuous use of MIS
 
reports, and reference to the MIS-based data 
in dealings
 
with the President, the Cabinet, 
Provincial Governors,
 
Mayors, other political leaders and news
the media; as
 
well as internally with Masagana's Provincial 
Program
 
managers, Secretary Tanco and the NFAC leadership created
 
and sustained an awareness ot the Masagana 
Management
 
Information System in
far excess of that normally
 
accorded an 
 internal bureaucratic 
program managament
 

report.
 

Secretary Tanco 
was fully aware of the inadequacies
 
of NFAC's 
existing program information reporting system,
 
and even before the Masagana Procram was off 
the drawing
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boards, foresaw the need to supplement the informal
 

information garnered by his personal peripatetic
 

management style. Thus -- while delegating the technical
 

responsibility for its formulation -- Tanco actively
 

participated in the design and installation of the
 

Masaqana MIS. Despite his formidable responsibilities
 

for (and time commitments to) other national agricultural
 

concerns outside the scope of Masagana, Tanco made the
 

time to meet with the MIS Working Group on several
 

occasions in May 1973 -- both formally and informally -

to outline and discuss his requirements, and review the
 

team's ideas and efforts. Tanco outlined his intended
 

style of management for the Program at preliminary
 

meetings of the NFAC Management Committee, and NFAC's
 

prime Program executive agents for Masagana 991
 

supported, adopted and reinforced Tanco's approach in
 

this, and other fora.
 

For the first four Phases of the Program, Secretary 

Tanco essentially used the ccntents and format of the MIS 

to set the agenda and style for the monthly NFAC 

Management Committee meeting -- the second Friday of each 

month -- which Tanco usually chaired. Report highlights 

were reviewed: after which provincial performance on key 

indicators -- enrollment, planting, financing timing and 

amounts disbursed, harvesting, yields, supervision, and 

current problems (usually the high and low extremes on 

the indicator Provincial rank orderings) were scrutinized 

and staffed out for follow-up action. Only after this 

lExccutive [irector Domingo Panganiban and Deputy Executive
 
Director Dr. Virgilio Carangal (later succeeded by Dr. Edgardo
 
Ouisumhing).
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review, were "other matters" discussed ard decisions 

made.2 Usually following the NFAC meeting, Secretary 

Tanco would take copies of the MIS to brief President 

Marcos and the rest of the Cabinet on the status of the
 

Masagana. Press releases and radio messages would also
 

be prepared from the MIS reports for public
 

dissemination.
 

Sustained support for the value and integrity of the
 

system was also evidenced by Secretary Tanco ,t the onset
 

of Phase III of the Program (May 1974) when the hitherto
 

temporary, one year, Masagana crash program was extended
 

into an indefinite icng-term campaign. The MIS underwent
 

an interim evaluation, during which constructive
 

criticism was invited and inevitably some caustic comment
 

also surfaced -- particularly over the paperwork
 

reporting burden, and the quality of the resultant data
 

(especially the disparity from BAECON estimates). Tanco
 

held fast against every move to modify the basic
 

2
By Phase V, the order of discussion had been reversed, an1
 
"pressing issues" of the members were discussed before 
tackling the
 
details of program management and reallocation of resources. Even
 
during these preliminary discussions, however, the MIS report was
 
often a common touchstone for clarifying issues. As NFAC's MIS Unit
 
advisor, I assisted in preparing the MI1 data for and, together with
 
Mrs. Villarosa and some of my Philippine counterparts, participating

in the NFAC Management Committee meetings on numerous occasions in
 
one or more roles -- sometimes as the USAID Representative, sometimes
 
representing the MIS Staff, and sometimes simply as an observer
 
and/or advisor.
 



264
 

structure,3 although some minor changes were permitted to 

improve the system's effectiveness and efficiency. He
 

reiterated that the rank-ordering system was designed
 

expressly to identify "star performers" for him, as well
 

as to distinguish problem areas, "also-rans" and
 

"deadwood" -- which traditional alphabetical listings
 

obscured.
 

2. ORIFNTATION &_T1iAININ
 

It is self-evident that employees cannot function
 

effectively or efficiently unless they know wa they are
 

doing, and a growing number of observers maintain that it
 

is equally important that they also know why. In any
 

event as indicated in Chapter 2, it is generally accepted
 

that organizational efficiency and effectiveness can be
 

enhanced by employee development -- particularly "Action-


Training" -- although often neglected for those who most 

need it.
 

In the Masagana case, despite the urgency of the
 

situation to improve rice production, Secretary Tanco and
 

3As indicated in the previous section, the basic MIS approach 
was to analyze the data provided by the provinces on key program
variables in terms of performance "rank-orderin," -- i.e. Indicatinz 
the relative level of provincial performance on that index '7isa us 
other participating provinces. The major issue of contention was 
over rank-ordering and was essentially as follows:- r'avorable rank 
order "standings" in the Masagana Program were a source of community
pride and selected excerpts were often provided as press releases and
 
cited by the Provincial Governors and other local officials. 
However, in any such rank-ordering, there were those who stood at the 
bottom of the list, and such negative aspersions hit hard. 
Consequently, a delegation of some Provincial Covernors and their 
PPO's requested the NFAC Management Committee to modify the
 
presentation of data from a percentage rank-ordering, and revert to
 
the traditional NFAC practice of listing provinces alphabetically, by

region. While commiserating with the Provincial representatives for
 
thelr relative misfortune in being low-listed, Tanco admonished them
 
for their myopia, and urged them to exert greater etfort to avoid
 
being "bottom of the heap".
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his key managers recognized the importance of 
familiarizing the Program's personnel with MIS principles 

and reporting specifics, and strongly supported training 

at all levels -- from executives in NFAC and associated 
agencies to extension workers in the "boondocks".4 A 

heroic attempt was made and training was continued 
throughout the life of the program. Despite the
 

intensive effort devoted to orientation and training,
 

however, it was still insufficient to reach and train all
 

participating individuals thoroughly.
 

Several concepts employed in the Masagana MIS -
i.e. the provincial planting "profile", "effective
 

hectares", "cumulative" rather "current"
than month
 

reporting, "rank-ordering" provincial performance by key
 

indicators, and "multiple-choice' problem identification
 

-- were new and different to the traditional methods 

employed by the 
Philippine Department of Agriculture for
 

program progress reporting. To improve the awareness and
 
understanding 
of these concepts, and facilitate their
 

use, an MIS instruction handbook was prepared, with
 

sample formats and illustrations, and an intensive
 

training program was designed by the MIS Unit.
 

During the Program Launching Workshop (13 & 14 June
 

1973) Provincial Program Officers were given detailed
 

in'tructions and exercises in the purpose 
and mechanics
 
of the system, and equipped with an initial supply of
 

forms and supplemental written guidance. In the weeks
 
and months that followed, orientation briefings, seminars
 

4The expression for areas
"boondocks" remote 
 is derived from
 
the Tagalog "bundok" -- mountain.
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and workshops -- ranging from half a day to two days in 

length -- were also developed and conducted periodically 

in Manila, regional headquarters and in tne provinces. 

In this manner, several thousand individuals -- the PPOs 

field staffs and other interested provincial officials 

were reached.5 Many of these MIS orientation/training 

sessions were held in conjunction with follow-up field 

visits by the MIS staff, and were thus tailored to the 

participants particular needs -- reviewing actual reports 

of the previous month, and apparent deficiencies therein. 

In addition, as available staff time permitted, separate 

orientation/training sessions were conducted for other 

participating agencies and organizations in Manila who 

either had a role in the Masagana program (such as the 

banking community), who received copies of the reports 

(the rural broadcasters and the press), or who had 

expressed an interest in establishing a similar system 

for their programs. 
6 

The thrust of the workshops was competency-based.
 

Apart from a general orientation/overview of the system,
 

each workshop/seminar was tailored to meet the specific
 

needs of the participants -- to inculcate the new
 

concepts, help them learn new skills and solve real
 

operational issues which they encountered in preparing
 

5
Kenneth F. Smith. "Management Information System Progress
Report 4 5 (FINAL), May 1976-June 1976" (Manila, Philippines: USAID, 
July 1976). p. 10. 

6 Such as the Population Commission, and the National Nutrition
 
Center as well as a number of provincial and local government

officials and program staffers under the Provincial Development

Assistance Program (PDAP). Several seminars were also conducted at
 
academic instijutions such as the Asian Institute of Management

(AIM), the Development Academy of the Philippines (DAP), and the
 
University of the Philippines' College of Public Administration.
 



267
 

the report. The meetings also provided an excellent
 

opportunity for the MIS team conducting the training to
 

obtain feedback on the system's implementation, and
 

aspects which required modification.
 

One spin-off from this field exposure was to
 

heighten our awareness to fundamental errors being made
 

by field production technicians due to their lack of
 

7
knowledge about elementary statistics. This generated a
 

need to improve their understanding of elementary
 

statistics and practical methods for sampling in
 

agricultural extension work. Consequently in March 1975,
 

8
I prepared a handbook and a collateral training effort
 

(of one week workshops) was undertaken in applied
 

7'e encountered numerous instances, for example, where
 
individuals did not know how to aggregate nominal, ordinal and
 
interval data, assign relative weights, summarize percentages
 
accurately, or depict the results meaningfully on graphs and charts,
 
and were oblivious to threats to bias in their sampling procedures.
 

8
Kenneth F. Smith, Statistical Survey and Analysis Handbook 
(Manila. Philippines: USAID, March 1975) This booklet had a "spread
effect" beyond its im;ediately targetted audience. Initially, the 
workshop course was taught to the MIS/BAECON Staff and selected 
provincial personnel ano some partiripants of the PDAP program. 
Ultim-tely the booklet (and later, a revised edition: Anlld Survey 
! s for . (Washington, D.C.: AID, September
1981) was incorporated into several courses taught by the University

of the Philippines at various campuses, as well as the Asian
 
Institute of Management (AIM), Manila: the Development Academy of the
 
Philippines (DAP), Tagaytay, Cavite: the Asian Institute of
 
Technology (AIT) in Bangkok, Thailand; and several AID workshops in
 
various countries.
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statistics and survey research methodology for the MIS
 

staff and selected orovincial staffers.
9
 

Although the key individuals involved with the
 

Masagana MIS (i.e. the Provincial Program Officers) were
 

contacted frequently, the trickle-down effect dissipated
 

all too quickly. Given a national program in 57
 

different provinces implemented by some 3,000-plus
 

extension agents, maintaining familiarity throughout the
 

program with the new concepts in the MIS was a Herculean
 

task. Even with several MIS teams teaching
 

simultaneously (between other operational duties), with a
 

constant turn-over of personnel from normal attriti.on and
 

accessions, a scattering of recalcitrants and a few
 

confirmed recidivists, there was some shortfall. In
 

summary though, the orientation and training effort on
 

MIS was much more extensive than had ever been undertaken
 

before by the Department to enhance its administrative
 

management operations.
 

3. INCENTIVES
 

Theory with respect to the issue of providing
 

incentives for employees to perform their jobs is very
 

ambivalcrt. As indicated in Chapter 2, it is widely
 

recognized that there is a human tendency to resist new
 

procedures, particularly when changes are imposed by
 

9
Subsequently -- October -- I more
in 1975 prepared a 

sophisticated handbook on ime Series Analysis, and several
 
additional one week workshops were iven targetted to MIS staff
 
personnel and others who were (or wouls be) responsible for compiling
 
provincial data on the Masagana 99 and asagan, 4aisan (a collateral
 
NFAC Intensive Corn Production Program). n.addition, a number of
 
BAECON statisticians attended for professloal refresher and up-grade
 
training. This booklet was modified based on the workshop
 
experiences, and reprinted in June 1976. See: Kenneth F. Smith, Time
 
Series Analysis Handbook (Manila, Philippines: USAID, June 1976)
 

http:attriti.on


269
 

management. This is nothing new. Machiavelli's classic
 

advice to the Prince indicated that:
 

Nothing is more difficult to carry out,
 
nor more doubtfui of success,
 
nor more dangerous to handle,
 
than to initiate a new order of things.
 

Some theorists have recommended conscious steps be taken
 

by management to destabilize existing patterns and
 

emphasize beneficial aspects of the new, while others
 

caution that incentive systems may backfire and produce
 

negative consequences.
 

Masagana's Program and its MIS were both recognized
 

by its managers as high risk ventures, but cognizant of
 

the dangers involved, the Program's management proceeded
 

apace. A combination of positive incentives and negative
 

sanctions were incorporated into the program (and by 

inference the MIS) -- with mixed results. Some 

inducements were eagerly accepted, others patently 

ignored, and a few perverted the processs. Similarly,
 

some threats were stoically endured and others scoffed 

at. It is difficult in a case study such as this -

without an adequate control group -- to determine what 

"might have been". In retrospect, horever, it is clear 

that peope 4re not iniLjfL Rt to the incentives 

proffered. Given the multiple incentives tendered, more 

time and attention to "economic utility analysis" might 

:nave surfaced some of the less desirable consequences and 

ameliorated some of the dysfunctionalities which were 

expezienced. 

With the bulk of the data being provided to NFAC 

from the field extension agents -- via their Provincial 
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Program Officers -- it was imperative that this data be 

timely, accurate, and as complete as possible. Concerns
 

were expressed that the vested interests of the providers
 

would conspire to distort and/or delay the data. In the
 

program's formulation, therefore, great efforts were made
 

to reassure the PPOs and the production tecnnicians that
 

their function was to sign up farmers and then provide
 

suppcrting extension assistance to them. Q otQf
 

p prr was the important criterion rather than quantity
 

of sign-up-. Furthermore, it was recognized by NFAC
 

Manaaement that the yields obtained by individual farmers
 

were subject to too many variables to be attributed
 

solely to the extension agent's efforts.10 Production
 

technicians were thus advised that although they would
 

not be penalized for poor results by the farmer, they did
 

have a responsibility to relort activities and r as
 

completely and accurately as possible. As an additional
 

incentive, NFAC provided several monetary incentive
 

allowanres to Masagana's program managers and staff.
 

One major negative incentive -- or sancticn -- was 

tied directly to the Masagana MIS. Masagana reporting
 

cot off to a slow start. Because of a lack of response
 

from the field, publication of the initial report was
 

delayed until 19 July 1973, when Secretary Tanco and
 

President Marcos were advised that
 

10Nevertheless, there was assumed 
 to be some indirect
 
correlation between assistance and results.
 

http:efforts.10
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As of July 17. only 33 out of the 43 (or 75
 
percent) provinces covered by the Masagana 99
 
Rice Production Program had reported. Only 5
 
provinces (12 percent) submitted reports by
 

the deadline of July 5 and cppilation was
 
therefore necessarily deldyed.
 

Secretary Tanco immediately ordered "Timeliness of
 

monthly report, and
reporting" to be monitored in the 


for review and assessment of
included as an item 


in the Department of
individual performance appraisal 


Agriculture's personnel promotion/retention system. To
 

report, NFAC Executive
reinforce the reason for the 


sent a personal appeal telegram to
Director Panganiban 


all PPOs urging timely reporting.
 

SUBMIT WITHOUT DELAY YOUR MANAGEMENT INFORMATION FORM 1-2
 
PERIOD NFAC AND ALL REPORTS BADLY
IMMEDIATELY DIRECT 


NEEDED BY SEC. TANCO REPORTING TO PRESIDENT EVERY TWO

1 '
 DIRECTOR PANGANIBAN
WEEKS PERIOD 


This plea was closely followed by a "stick" telegram from
 

Secretary Tanco's office transmitted the same day, with
 

monetary penalties for failure to comply.
 

I&L~ ce - ilation Prorr,,ss Report No. I (As of 30 June 1973) 
& Natural Resources. BAECON/NFAC/USAID(Department of Agriculture 


19 July 1973). p. 1.
aiagement Information System: Quezon City. 

12Draft copy of Telegram rext. from Executive Director 

Panganiban to all asagana PPOs, 18 July 1973. 



272 

I DIRECT THAT REPORTS SUBMISSION MANAGEMENT INFORMATION
 
SYSTEM FORM 2 SHOULD BE SUEMITTED BY TELEGRAM A DAY OR 
BEFORE 15TH AND 30TH FORM 1 END MONTH EFFECTIVE JULY 
YOUR FAILURE TO SUBMIT SAME ON TIME WILL HOLD YOUR 
SALARIES, INCENTIVE ALLOWANCES: 3 AND REMOVE YOU AS NFAC 
PROGR'AM OFFICER STOP REQUIRE BAECON AND YOUR TECHNICIAN 
SUBMIT RELIGIOUSLY REPORTS OR I WILL BE CONSTRAINED DO 
DRASTIC ACTIONS STOP PLEASE BE GUIDED ACCORDINGLY SEC 
TANCO JR NFAC QUEZON CITY 18 JULY 1973i14 

These two messages largely had the intended effect
 

of generating the delinquent reports and in sustaining a
 

more regular flow thereafter -- though several
 

recalcitrant individuals removed. a
were Subsequently 


system was established whereby NFAC only released
 

individual salaries (paid fortnightly) and incentive
 

allowances (paid monthly) in exchange for the Provincial
 

progress reports -- and then only for those whom the PPO 

certified had submitted their reports to him/her. The
 

threat to withhold allowances would have had greater
 

impact if it could have been applied effectively.
 

However administrative processing of the regular payroll
 

and other entitlements for field personnel were
 

frequently paid several weeks (sometimes even months) in
 

arrears -- for no apparent reason other than inefficiency 

1 1Product ont Technicians had the opportunity to earn several 
incentive illowactcs under the Masagana Program. A flat rate of 100 
pesos per month L sagana Allowance was paid by NFAC, in addition to 
the sa ary from thoir own Agency. NFAC also paid the technician one 
peso per munth for evF,rv farmer supervi-ed utder the program. On top
of this, th. technilciains were also offored a fee of three pesos for 
every loan mad,, arnd a similar commi as ion was earned for every
matured loan collected. In addition, some banks paid the technicians
 
a performance bounty of up to six pesos to collect loans due them 
(but reduced the amount one peso for every month past due). Thus by
supervising, soom I,() farmers, a technician could easily quadruple
his/her income The PPOS - while not directly supervising farmers 
- - received a commensurate anagement Incent lv Alluwdnce based 
the number ot technicians and theLir area of coverage. 

on 

1 4 
Draft copy of Telegram Text, from Secretary Tanco to all 

Masagana PPOs, 18 July 1973. 
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in the central Department administrative office. Thus 

often when reports were turned in, the technician only 

received an "entitlement to payment" rather than an 

actual payment per se in exchange for the HIS document. 

Consequently, the theme of "pay and incentives" in 

exchange for reports persisted -- initially as a 

contentious issue, and later as a "standing joke". 

On the positive side, (i.e. the "carrot") other
 

means of official recognition -- both provincial and
 

personal commendations -- during field visits and in
 

official written communications (somewhat akin to the
 

British system of "mentioned in dispatches") were also
 

given to provinces and PPOs who reported on time, in
 

order to emphasize the high priority the Secretary placed
 

on their timely receipt. 15  In general, the Secretary's
 

telegraphic admonition was taken to hEart, however, and a
 

plethora of reports arrived -- through different
 

channels. Multiple transmissions caused an extra
 

administrative workload, and created problems when data
 

items ostensibly for the same time frame had different
 

data values, but given the prevailing Philippine
 

environment, they were necessary. Despite continual
 

encounters with "Murphy's Law", Martin Landau's
 

15It was recognized that sometimes there were 
very good reasons 
why reports were not received on time, and care was taken not to 
penalize prematurely. Communication with the provinces, especially
those outside Central Luzon, was difficult at the best of times, and 
during the rainy season, methods of communication -- including radio, 
telegraph, telephone. .2nd mail -- were frequently disrupted, and 
occasionally flooding completely isolated 3reas for several days, 
sometimes weeks at a time.
 

http:receipt.15
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"redundancy theory"16 repeatedly proved its value -- for 

if a report was dispatched by the deadline, we wcre 

usually able to receive it at NFAC through at least one 

of the media in time to include it in the monthly 

analysis. 

Thus, in summary, incentives -- both positive and 

negative -- were considered important in the design and 

implementation of the Masagana Program and its MIS, and 

were in fact attempted. The net effect of these 

inducements on the Program's personnel to perform their
 

assigned duties, and ultimately the Program itself,
 

remain murky.
 

4. FKEDBACK & FOIJW-=U
 

A common criticism of many MISs is that the data 

only flows one way -- from the periphery of the 

organization to the core. Consequently, while management 

frequently exhorts them to "Do More, Better" the rank

and-file are often left in ignorance of the 

organization's actual performance, and the role that 

their reports play in the overall assessment. Also, if 

left untended, such systems deteriorate. Furthermore, 

such concentration of information at the Headquarters 

tends to stifle initiative at subordinate field operating 

levels. For these reasons, a common management maxim for 

MIS improvement is -- design the MIS to provide for 

"Feedback and Follow-uu."
 

16Martln Lan.dau. "Redundancy. Rationality. and the Problem of
 
Duplication and Overlap.' Public Administration Review. Vol. 29, No.
 
4, July/August 1969, pp. 346-358.
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The MIS Working Group was aware of this potential
 

defect from prior experience with the NFAC reporting
 

system, and ensured that it would not 
be perpetuated in
 

the Masagana Program. The MIS Monthly Summary and the 

Provincial analyses were promptly disseminated to 

interested parties and local initiative was encouraged in 

using the information. In addition, the MIS staff
 

regularly and systematically followed up with the PPOs
 

and extension agents to reinforce the need for the
 

reports and to spot-check the quality of the data
 

provided. From all the evidence, this feedback and
 

follow-up attention by NFAC was universally regarded as a
 

very positive aspect of the Masagana program, regardless
 

of the perceived value of the data itself.
 

A. Feedbagk
 

The monthly HIS National Summary and Provinciai
 

analyses were widely disseminated within a week of
 

release. Prime recipients were the NFAC Management
 

Committee for their information and action, 17 the PPOs,
 

Governors, Mayors, Regional Officers, radio broadcasters,
 

and others involved in the production, storing,
 

distribution and marketing of rice. It a common
was 

sight in the Provinces to see elements of the MIS Report 

displayed on large blackboards or wall charts -- much 

17
At the central NFAC Management Committee level, for example.
 
on the basis of the HIS information, teams were dispatched to areas
 
reporting 
problems with pests, to conduct spraying operations; the
 
banks sent agents to expedite the flow of funds where it was reported

lagging; the Fertilizer Industry Association diverted shipments of
 
fertilizer from original consignments to reported areas of need; and
 
surveys were conducted (and intensive training given) in provinces
which appeared to be experiencing technical and/or aministratIve 
difficulties.
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like a "United Fund Campaign" in the U.S. -- with the 

province's targets, current accomplishments (and 

occasionally their relative standing vis a vis other 

provinces) indicated, at various offices around the 

province -- the PPO, the Governor, extension agent's 

offices, and occasionally in the town halls, in the 

municipal square, and outside rural banks. 

MIS feedback was accorded a high priority because
 

Secretary Tanco did not want to use the system merely as
 

a "blueprint" for centralized control, but urged the
 

Governors and PPOs to emulate the NFAC Management
 

Committee and use the MIS data at the Provincial Action
 

Committee (PAC) level in a "learning process mode" to:
 

- Manage and compare performance of
 
technicians and banks within the
 
province by municipalities and/or
 
individual technicians
 

- Identify future planning requirements
 
and make adjustments on the
 
distributiorh of resources on the
 
basis of current performance
 

- Compare their overall Provincial
 
performance with other provinces,
 
in order to get a better appreciation
 
of program management essentials and
 
innovative approaches to problem solving
 

A detailed analysis was conducted of trends and patterns
 

of reported data for several key indicators over the
 

three year period 1973-1976.i This analysis shows that
 

the majority of PPOs did use the MIS data, and managed
 

their programs locally in an "Appropriately Programmed"
 

18
A summary of the results of this study are shown in Appendix

.J..
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or "Pragmatic" manner, rather than slavishly following a
 

19
 
pre-ordained "Prematurely Programmed" approach.


B. Followup
 

Apart. from processing and analyzing the field
 

reports for the NFAC Management Committee (which usually
 

occupied the staff for the first two weeks of the month],
 

the MIS Unit spent most of its time and effort "on the
 

road" -- institutionalizing MIS use at the provincial 

level.
 

Some workshops and on-the-job action-training
 

sessions were conducted to teach the Regional Managers
 

and PPOs how to adapt the system for their local use, to
 

explore the reasons underlying the differences in
 

provincial performance, to share the lessons learned, and
 

9
1 Management operates in essentially one of two general ways -
"Programmed" or "Pragmatic". lhile a Pragmatic approach is 
intuitively acceprable, Programmed management can b! either 
"Appropriately" rational or "Prematurely" irrational. A "Programmed" 
mode is a servo-mechanistic action-reaction representing a high 
degree of correspondence between actual performance and plans. 
Programming is most appropriate where cause-effect relationships are 
wel defined and the independent variables are also within 
management's competence to effect. An "Appropriately Programmed" 
mode tends to exercise a surge (or dampening) effect whenever 
deviations fLom the plan are detected in order to keep the activity 
"on track" -- tempered of course by judgement. The conceptual 
distinction between "Programmed" and "Pragmatic" management behavior 
is one of "Means" versus "Ends" -- i.e. accomplishment "over time" as
 
opposed to simply end "level of attainment". In a "Pragmatic" mode,
 
the end "results" take precedence over the ? -- planned route bv which 
they were to be achieved, and "overshooting tne target" is ,saally 
considered desirable, rather than consciously gr-rdel against. 
"Premature Programming" is the pejorative side of programming wheLe a 
manager continues to enforce adherence to the orisinal plan despite 
its obvious inadequacies because of ch,,nved conditions, or revised 
assumptions about cause-effect relationships. Each of the foregoing 
management modes has its own "signature" which distinguisnes it from 
other styles. These project management characteristics can be 
highlighted by plotting "traces" ot key indicators -- much as
 
telemetry signals, electrocardioprams and polygraphs are used to
 
depict and interpret physical and oehavioral phenomena.
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to attempt to resolve some of the more pervasive
 

problems.
 

The MIS Unit's other major task was field follow-up
 

of exceptiQna instances (both high and low) of program
 

implementation -- as indicated by the summarized PPO's 

reports. ?0  Occasionally, around harvest-time, we also
 

conducted intensive random sample surveys of
 

participating farmers in some provinces, in order to
 

verify exceptionally high reported yields. Where
 

evidence of attempts to deliberately distort the facts
 

was found, 21 it was reported to the Provincial Governor,
 

the PPO and the NFAC Executive Director, and usually
 

investigated further by the Agricultural Program
 

Evaluation Staff (APES). The team carried along copies
 

of the most recent Monthly Report for the Province
 

[another redundant MIS distribution channel] on these
 

visits, and usually combined a short training session for
 

the PPU and some of his/her staff with the visit.
 

20
This entailed verifying the provincial data and assuring that 
the MIS was being implemented properly; anr taking steps to correct 
the situation. The rank-order structure of the MIS was used co 
identify priorities for followup action. By reviewing the MIS and 
selecting the provinces in the top and bottom quintiles associated 
with the various key indicators, a monthly composite of target
provinces was short-listed, and scheduled for team vit ration. 
j0riginallv, we had anticipated using a more sophisticated
statistical approach -- identifying those provinces which fell +/- 3 
standard deviations from the mean on any particular indicator. In 
practice, however, it was much easier (and just as effective) to 
"e~eball" the list and select the top and bottom four or five 
provinces (depending on the magnitude othe indicator).] The list 
,as further prioritized by taking into account the number of 
indicators in which the province appeared exceptional. We then 
allocated one to two weeks each month for these field visits. 

2 10ccasionally "Ghost Farmers' were created -- i.e. loan
 
applications were raised for non-authorized farmers, non-farmors, and
 
sometimes non-existent individuals. Random cross-checking of PPO
 
reports spot-checking with selected technicians Form Is, the lending
 
agency and fertilizer suppliers, as well as claims for allowances.
 
helped to curb abuses. 
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These visits proved invaluable -- in addition to 

NFAC staff with much needed fieldproviding the Central 


PPO and field
 exposure, the rapport built up with the 


much to improving their understanding
staffs contributed 


the MIS, and the added awareness that indeed the data
of 


important. Thus, in summary,
furnished was used and was 


"Feedback and Follow-up" were considered important
 

variables in designing the Masagana MIS, were
 

and were
specifically configured into the MIS design, 


faithfully adhered to in practice.
 

5. ADMINISTRATIVE CAPABILITY
 

in Chapter 1, the predominant reason
As irdicated 

a


for poor project performance in developing countries is 


Capability". From

lack of "Administrative Management 


apparent a Management Information
Chapter 2, it is that 


System can be an important medium to "unbound
 

and enhance such capability; however it is
rationality" 

the concept precisely, and an

difficult to define 


aspect to consider is "at what
additional important 


level?"
 

agricultural
Although supported from the center, 


programs are usually implemented in the field. However,
 

in Chapter 3, a wide disparity often exists
 as indicated 


between the capabilities of the staff at headquarters 
and
 

field levels. 22 Thus the capability to sustain any
 

program in such an environment below the Headquarters
 

22
Administrative support for field personnel -- in terms of
 
office equipment (telephones,
facilities, transportation and basic 


typewriters, :alculators. photo-copiers, and more recently computers)
 

-- is also usually sadly lacking.
 

http:levels.22
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level after the first blush of enthusiasm abates -- even 

with an MIS -- is a perennial concern. 

Thus for the purposes of this study, "Administrative
 

Capability" was hypothesized as a "Necessary, if not
 

Sufficient" condition of successful MIS implementation,
 

and I operationalized the concept in terms of two
 

indicators -- the ability to:
 

1. 	Operate the system succersfully,23 and
 

2. 	Manage the Program at a decentralized
 
level.
 

From my observations, discussions and review of
 

other evidence, personnel in the Philippine Department of
 

Agriculture were able to accomplish both 
of the above
 

functions over a period of several years, to fulfill this
 

condition, primarily because the system was consciously
 

designed to function in a centralized processing mode. 24
 

Technical program management, on the cther hand -- as 

indicated in discussions of the previous variables -- was 

effectively decentralized after the first year of the 

program. 

Masagana's manaqers addressed the Administrative
 

Capability issue in incremental fashion. As indicated
 

earlier, in the first instaTnce, the MIS was designed
 

expeditiously by a small ad hoc Working Group. Once the
 

design was accepted, that group was retained and
 

23 Given the general lack of facilities and equipment in most
 
developing country provincial environmenra, for the system to

function succussfully, it was not considered necessary 
 to
 
decentralize the processing and publishing of XIS data.
 

24
1n addition, a few exploratory attempts were also made to

Regionalize and Provincialize some of these functions but for the
 
most part were unsuccessful.
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supplemented by other individuals from their parent 

offices (i.e. the NFAC Reports Division, and the BAECON) 

-- again in an ad hoc manner -- to oversee the system's 

implementation in the provinces, and to administer and 

process it in the Departments located in the capital 

city. Although extensive training was given to 

familiarize field personnel with its function, the 

Masagana Program (and its MIS) was still viewed as a 

short-term operation. 

It was not until November 1973 -- when it became 

evident that a follow-on Phase II would be necessary, and 

the Program's sights were raised from 600,000 to one 

million hectares -- that concerns about sustainability 

were raised. Even then, the Program was due to expire in 

May 1974, and there was no indication that it would 

continue. Thus, the prevailing attitude was one of 

involvement in -- and working one's way out of -- a 

crisis situation; -- a condition with which the 

Philippines was not unfamiliar, and to which government 

personnel readily responded. 

By extending the Program to an indefinite
 

operational prgra mode at the completion of Phase II,
 

President Marcos profoundly changed the character of
 

Masagana -- from a temporary, ad hoc crash projc
 

activity within the Department of Agriculture with
 

seconded staff, to a program requiring staff positions in
 

its own right, and stability for the long haul. This is
 

when the issue of sustained administrative capability was
 

seriously addressed. Nevertheless, it took a
 

considerable time before a permanent full-time Management
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Information Systems Unit was established in the NFAC tor
 
2 5
 

the Masagana 99 Program.


On 24 January 1975, a "Proposal for the
 

establishment of a full-time Management Information
 

Systems Unit" was submitted by an NFAC Memorardum from
 

Executive Director Panganiban to Secretary Tanco, which
 

was approved, and on March 1, 1975, an MIS Unit was
 
26  
established -- consisting of eight full-time NFAC
 

personnel to continue the centralized processing, 

analysis and dissemination of data and information. 

BAECON also continued to support NFAC on an intermittent, 

ad hoc, basis but was reluctant to commit any of its 

personnel to Masagana, full-time.27 It was not until 

almost a year later -- 6 January 1976 -- that Secretary 

Tanco approved merging the NFAC/BAECON personnel into a 
28
 

single NFAC MIS Unit -- located at NFAC.


25
NFAC Memorandum from Executive Director Panganiban to 
Secreta-y Tanco. Subject: Proposal for the establishment of a full
time Management Information Systems Uait, 24 January 1975. 

26Special Order No. 57. Series of 1975, Office of the 
Secretary. Department of Agriculture, I March 1975. 

2 7 1ndeed, in behind-the-scenes maneuvering, BAECON had 
urged

the Secretary to disestablish all NFAC reporting efforts (on other
 
programs as well as Aasagana) and transfer the responsibility to
 
BAECON. which the Secretary was reluctant to do because of the
 
fundamental difference in 'character between NFAC's programmatic

reporting vis a vis 5AECON's professional pedanticism. Interview
 
with Secretary Tanco. 21 October 19/7.
 

28
Tn an administrative compromise, one of the senior BAECON
 
representatives was reassigned to NFAC as Chief of the MIS Unit, and
 
the former NFAC Unit Chief became his deputy. Even then, because the
 
Department had no authoritv to create new psirLjons -- this
 
responsibility resided with the Philippine Civil Service Commiission 
-
- several of the staff held temporary administrative contractual 
assignments, rather than permanent civil service positions. Thus the
 
wheels of government grind slow. but exceedingly fine.
 

http:full-time.27
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To further enhance the long-term capability of the
 

MIS Unit, during 1975 and 1976 several individuals were
 
29
 

sent abroad for graduate study.


In the provinces, difficulty was experienced
 

attempting to operate and maintain a statistically-based
 

system that depended upon continuity for its
 

effectiveness. Initially, the PPOs had viewed the effort
 

as a "one season" "one shot" operation -- on the lines of
 

Rice Bowl", where ad hoc-ery and innovation
"Operation 


were approved modus operandi. Under the pressure of
 

crisis, many temporary lines of authority had been
 

established (and others broken) and personnel pitched-in
 

to get, and to keep, the program moving. Most of the
 

arrangements so established created inequities in pay,
 

position, rank and responsibility that would not have
 

been tolerated (let alone developed and matured) under
 
30
 

normal circumstances.
 

29

To New Zealand, Australia and the United States. The U.S.
 

Participants attended variously -- the 
U S. Department of Agriculture
 

Graduate School, George Washington University, the University of
 
a heavy
Connecticut, and Syracuse University, for progiams providing 


dose of courses in statistics, economics. management and public
 

administration.
 
30
 

For oximpie, NFAC p.rsonnel (many of whom were temporary) 

received a financial for which .xrecteY workincentive "differntial" for workiri on the
 
Masagana 99 Program, in return they' to 

any and all hours necessary to get the job done; and were frequently 

called upon to live up to'that commitment. BAECON personnel on the 
other hand dlid not participate in the financial incentive program (it 
had been proferred. but rejected by their Director), as many had 

deal with.duties and responsibilities other than Masagana to 

on
Nevertheless. sce BAECON personnel worked almost exclusively

Masarana 99 alongside their NFAC counterparts. In other agencies 

pulled under the NFAC Y-isagana Program cloak, grade structures and
 

corresponding rates Iofp .,nd allowances for positions also varied
 
widely. Furthermore. whi'e NFAC laid extensive "full-time" Masagana
 
Rice Program responsibilities on tht field personnel. their "Mother
 
Agencies- also continued to assign responsibililties to complete their 

more traditional program work -- and separate reporting requirements 
-- whatever it mieht be. 
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At first, the PPO's processed their own reports, 

often with the assistance of their clerical secretary. 

When it became apparent that the system was different 

from the normal run of reports, and required some
 

knowledge, skill and judgement beyond thi mechanical
 

transcription of data, some PPO's assigned MIS reports
 

analysis duties to one or more of their field technicians
 

as a collateral additional duty. 31  Even this was not
 

satisfactory, however, for such office work curtailed the
 

technician's contact with farmers, and reduced the
 

potential incentive allowance that could be earned.
 

Eventually, there was a determined ground swell of
 

recognition that a statistical reports assistant shoul.i
 

be hirecd for the PPO, and in many instances, tnis was
 

done by PPOs using their initiative. However, the
 

availability of individuals who were both able and
 

willing to perform such duties was also rare in many
 

provinces. Again, the issue of what grade the individual
 

would be -- i.e. professional or clerical -- how much 

he/she would receive, and who would pay the salary and 

allowances -- i.e. NFAC, the Province, the PPO's "Mother 

Agency", BAECON, or some other enitity -- and on "hsc. 

"Plantilla" (i.e. Civil Service Personnel Table of 

Authorization) became a long term bone of contention 

which was not universally resolved during my tenure -

3 1
Despire ntuerokss directives from the Secretary, NFAC
 
Executive Director. ind the Director of BAECON to the effect that the
 
BAECON Provincial Statistician assist the PPO in preparing the
 
monthly report, such cooperation was rare. For a multitude of
 
reasons -- real or apparent -- BAECON field personnel tended to avoid
 
involvement with the day-to-day agricultural operational program
 
environment. Instead, they meticulously adhered to their own
 
baliwick -- periodic surveys of :rop production, and current market
 
prices of various agricultural commodities and products.
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the time covered by this study. Where individuals were
 

recruited to perform MIS Statistical Reports Analysis
 

functions, the NFAC MIS Staff made every effort to
 

provide them with special intensive workshop training,
 

and even, in some instances, short-term on-the-job
 

assistance.
 

One informal indicator of administrative capability 

to support an effective system in the provinces -

observed by the NFAC MIS Teams during their travels -

was that numerous arithmetic errors were being made in 

many of the monthly reports. On closer examination, it 

was discovered that many reports were being compiled and 

calculated mentally -- by pencil and scratch pad -- but 

without the assistance of calculators. Even in the 

Provincial BAECON offices which purportedly had
 

calculators, the machines were antiquated mechanical
 

Monroe "Babbidge machines" -- which for the most part had
 

long ago ceased to function as calculators but still
 

served a purpose as professionally-intimidating
 

paperweights. Coupled with the inadequate lighting and
 

other poor working conditions in the provincial offices,
 

tallying, transcribing and calculating required totals,
 

averages and percentages -- ilthouqh 'eemingly 	 simply -
3 2 

turned out to be an inordinately difficult task.


In summary then, the Masagana MIS was implemented
 

with strong leadership support. Extensive orientation
 

J2USA1D attempted to rectifv this situation by ordering, several 
hundred hand-held. battecy/main rechargeable electronic calculators 
(they were recent inventions at the time) for both the BAECON and PPO 
OffiCes. The logistics-procurement process took many months, 
however, and the calculators were not available for use until mid
1975 
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and training was provided to the PPOs and other involved 

personnel amd incentives -- both rewards and sanctions -

were established to encourage the provision of timely 

data, but data accuracy was not enhanced through this 

process. There was a conscious effort to provide 

feedback of the MIS data to the rield, and effective 

decentralized "Learninc Process" proaram -i ement 

occurred at the local level, within the bounds provided 

by the Program. Finally, as the Program emerged from a 

temporary "one shot" crisis-response effort to a full

fledged Program, concerted efforts were made at both the
 

central and provincial levels to create the institutional
 

capacity to sustain the system over the longer term, with
 

scattered success.
 

This concludes the appraisal of MIS Implementation
 

variables. The next section will assess the suitability
 

of the MIS (which was designed to monitor the program) as
 

a medium for program evaluation.
 



287
 

III - MONITORING AND EVALUATION
 

Measuring program/project performance is an
 

of Management. During implementation
important aspect 


managers need to review program/project progress
 

periodically in order to determine the extent to which it
 

is proceeding towards its stated objectives, and to be
 

alert to potential problem situations where timely
 

remedial action might be initiated. After the
 

program/project is terminated, it is equally important
 

that an effective post mortem be conducted, not only to
 

to identify
determine the degree of success, but also 


problem situations encountered which might be dvoided in
 

similar programs.
 

the development
"Evaluation" has long been used in 

community as a generic term to cover the whole range of 

program appraisal functions. In recent years, however, a 

move has been made -- particularly within the U. S. 

Agency for International Development -- to draw a
 

"Evaluation" and "Monitoring".
distinction between 


Monitoring is viewed as an on-going interactive appraisal
 

by the manager and staff responsible for expediting the
 

program. Evaluation, on the other hand, is seen as a
 

mora formal periodic "stop and think", "stand back and
 

look" assessment process. Evaluation is usually much
 

broader in scope than monitoring, as it encompasses 
not
 

only reviewing accomplishments against targets, but also
 

reexamines the appropriateness of the objective and the
 

course taken. Although the Program's management staff
 

may be involved in this latter evaluation process, it is
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usually performed by, (or supplemented with) outsiders
 

otherwise unconnected with the program. In academia, a
 

division is made between "formative" evaluation conducted
 

while the program is on-going (for remedial course

correcting action); and "summative" evaluation, the
 

principal purpose of wLich is to garner "lessons learned"
 

for 	subsequent replications.
 

For the purposes of this study, I am looking dt the
 

use and utility of the Masagana MIS from both a
 

monitoring, and a summative evaluation standpoint. As
 

indicated at the outset of this chapter, the following
 

four variables are generally considered to be essential
 

for MIS success in these two areas. Ideally, information
 

generated by the MIS should facilitate examination of the
 

program/project from four different perspectives, as
 

indicated below:
 

A. 	Monitoring
 

1. PERFORMANCE MEASUREMEXT - Whether the
 
program/project objectives are being
 
attained.
 

B. 	MvalaUtiQn
 

1. 	 PERFORMANCE MZASUREMENT - Whether the
 
program/project objectives were ultimately
 
attained, or the extent to which it fell
 
short.
 

2. 	HYPOTHESIS TESTING - Whether the program/
 
project's achievements were due to the
 
project's basic policy assumptions, or in
 
spite of them.
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3. 	ALTERNATE HYPOTHESIS TESTING - In the
 
event that the proqram/project's
 
development policy assumptions were not
 
realized, the evaluator should be able to
 
examine other plausible hypotheses. [i.e.
 
whether there were any other "Planned Cause
 
- Unplanned Effects" or "Unplanned Cause -

Planned Effects".]
 

4. 	 COST BENEFIT/COST EFFECTIVENESS ANALYSIS -

Whether the program/project was
 
economically worthwhile. [i.e. was it
 
the best use of available resouces.]
 

When we initially formulated the Masaqana MIS, the
 

prevailing presumption was that the system would support
 

the Program's managers evaluative needs in two ways:

1) dminiatrative0_igri _a l rhgra_ 
Management during implementation; and 

2) Ex-Post Facto Iolicy Evaluation. 

The evidence is that -- despite errors in the data -

during the first three years of implementation, the 

Masaqana MIS was indeed used and useful for monitoring. 

The MIS was the principal integrating mechanism for 

reviewing the program and making management decisions to 

take corrective action. When the program achieved its 

objective of attaining national rice self-sufficiency, 

however, use of the MIS deterioriated. Furthermore, 

although the system had some limited utility for program 

policy analysis, it was largely deficient in addressing 

the other "evaluative" aspects. 

In summary, for comparative purposes, on a four
 

point scale where:

0 = 	None, I = Low, 2 = Moderate, and 3 = High,
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I estimate the extent to which the hypothesized variables
 

were present in the Masagana MIS for monitoring and
 

evaluation was as follows:

1. CP VUTIQ N 

Question: 	 To wiiat extent could the MIS measure
 
program/project performance?
 

Answer: 3 	-- HIGH
 

2. BASIC HYPOTHESIS TESTING
 

Question: 	 To what extent could the project's
 
development hypotheses be tested
 
from the MIS data?
 

Answer: 3 -- HIGH
 

3. ALTERNATE HYPOTHESIS TESTING
 

Question: 	 To what extent could alternate hypotheses be
 
examined with the MIS data?
 

Answer: 0 	-- NOT AT ALL
 

4. COST/BEEFIT COST/EFFECTIVENESS AN
 

Question: 	 To what ex-ent could the MIS data verify
 
whether the project was economically

worthwhile?
 

Answer: 0 	-- NOT AT ALL
 

Further details on the Masagana Management
 

Information System with respect to each of the foregoing
 

variables are outlined on the following pages. The
 

description of the use and utility of Masagana's MIS for
 

program performance is inextricably intertwined with the
 

performance of the Masagana program per se. The basis 

for my assessment of that performance -- in addition to 
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my participant-observer role during implementation -- is 

my summative evaluation of the program, contained in 

Appendix "F". 

. PERFORMANCE EVALUATIQDi
 

The Masagana MIS was a comprehensive, systematic,
 

control-type approach to gathering detailed data every
 

month on farmer-participant activity and program support
 

to the target farmers. The PPOs monthly reports provided
 

the basic data for program performance monitoring. The
 

data was computed, analyzed and plotted on various graphs
 

and charts to highlight accomplishments (both over

achievements and short-falls) and trends. As such, the 

Massagana MIS was a very effective system, and was used 

extensively. initially, its use was seen by many of the 

program's managers and technical staff (at various 

levels) as primarily a "Blueprint" -- i.e. merely to 

monitor planting and harvesting levels and rates against 

targets as a basis for identifying underachievers, so 

they could ittempt to force compliance with initial 

plans. Managers at both the National and Provincial 

levels soon learned however that the reasons for short

falls were usually more complex than simple 

recalcitrance. While the same type of data continued to 

be generated by the MIS and presented to management in 

the same manner, management's usage shifted to a 

"Learning Process" mode in Phase III -- to make 

1
I.e. the Palagad (dry) season -- beginning November 1973.
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continuing adjustments in operational activities, and as
 

baseline data for future planning.2
 

In addition, during MIS staff follow-up visits to 

the provinces, the Governors often reviewed their 

comparative standings and current issues -- as outlined 

in the reports -- with the team; and many PPOs used the 

monthly MIS feed-back reports to deal with similar 

management and resource allocation issues on the local 

level. 

A major weakness in the monitoring (and evaluative)
 

aspect of the system was the continuing number of data
 

inaccuracies -- deliberate diszortions as well as
 

inadvertent errors -- primarily emanating from the
 

extension agents at the "rice roots". There were never
 

any illusions about the dubious quality of the data
 

reported by farmers on highly sensitive personal income

related matters in response to questions from government
 

officialj and various strangers conducting surveys. Nor
 

were the MIS staff sanguine about the accuracy of the
 

data received from extension agents reporting on their
 

own performance. Some such problems were anticipated at
 

the MIS design stage, and cross-check procedures were
 

built in to the MIS. Once the program started, general
 

2

For instance, the NFAC >ianagement Corzittee could refer 

indications of credit problems to the appropriate bank 
representatives; and provide planting information to the National 
Grains Authoritv (NCA) as forward planning for procurement. 
transportation and storage of the harvest. Fertilizer procurement 
aud shipping schedules were modified based on reported provincial 
planting accomplishments against targets: and the need for workload 
&djustments could be reviewed with :-elected national and provincial 
officers. The apparent need for broad area plant protection -- when 
it was identified as a major provincial problem on the report's 
multiple-choice checklist -- would be handled by the Bureau of Plant 
lndustry. 
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areas of mal-practice were quickly detected and extensive
 

corrective efforts were undertaken. However, the issues
 

were never resolved satisfactorily. Thus, management had
 

to "live with" the problem, make interpolative judgements
 

and take action based on the best information available.
 

Despite problems of poor data quality, on balance the MIS
 

was still considered extremely useful for comparative
 

monitoring, management and summative evaluation.
 

the MIS Staff
During implementation of the program, 


had three major means of verifying reported data:
 

i. 	 Periodic MIS Staff sample surveys of
 

Masagana participants
 

2. 	 Quarterly BAECON surveys of rice production
 

3. 	 Annual Department of Agriculture Special
 

Surveys of Masagana Program performance.
 

These surveys al. confirmed that there was a distinct
 

tendency for extension agents to inflate their planting
 

and 	production data.
 

A. Masagana-MIS MIS staff prov*_iaGl yield
 
follow-uqp __ _uvey*
 

following
As 	 'ndicated in the previous section, 


coopiidLiun of each month's reports the NFAC MIS staff 

targetted "exceptional" provinces to visit for field 

follow-up assistance, and to conduct data verification 

surveys. While many provinces were visited regularly for 

because of staff and time limitationsconsultation, 


surveys to verify reported yields were conducted in only
 

a few provinces. Nevertheless, both the field experience
 

and the survey findings were useful to NFAC MIS staff to
 

gain and maintain an appreciation for the field working
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environment; the difficulties 
 inherent in obtaining
 

accurate program production data, and to better 
assess
 

the quality of the data received.
 

These surveys were approximately one week "quick
and-dirty" on-farm visits, observations and interviews of
 

Masagana participants conducted by teams of specially

trained NFAC/BAECON MIS Division staff, and the NFAC
 

Program Evaluation staff. Respondents weze selected by
 

stratified random sampling methods; 
 a standardized
 

questionnaire was 
 used, and the interviews were
 

selec-ively back-checked by a ro;ing NFAC MIS Division
 

supervisor.
 

Preliminary findings from these surveys 
 were 

presented to -- and discussed with -- the Provincial 

Governor and the Provincial PPO at the conclusion of the 

field visit. Copies of the final report were usually
 

transmitted to the Province and key personnel in the
 

central offices of NFAC and the Department of Agriculture
 

within two weeks. Thus the surveys provided timely feed

brck for impact on current operations.
 

In general, these surveys revealed that there was a
 
tenen y on the part of 
the production technicians in the
 

provinces tq ,aQq~t[e the yjiLd5 of their farmer
cooperators _ These MIS Staff
 

surveys were limited in that they did not provide
 

comprehensive time coverage, and were not available for
 

all provinces. There was also wide variance in 
 the
 

yields between the provinces surveyed; nevertheless in
 

each instance where a survey was conducted, an
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inflationary trend in the MIS-reported data was apparent
 

-- on the order of 44 percent.
 

B.- DIUMNl z_ __!_e IASiatr Agr1 ult-Ur ti-

Although various offices and managers were free to
 

conduct surveys and gather data for program planning and
 

management purposes, the Bureau of Agricultural Economics
 

(BAECON) was the "official" gatherer and guardian of
 
3
Philippine national agricultural statistics. While
 

Masagana was the nation's priority rice program in the
 

1973-1976 time period, it was directed at increasing
 

small farm production. As such, the Masagana Program
 

only encompassed about one-third to one-half of the total
 

rice hectarage in the Philippines. Official National
 

rice statistics were therefore derived from a much
 

broader base, which also included large plantation 

holdings. 

The source of BAECON's rice production data was a 

quarterly "Integrated Agricultural Survey" (IAS).4
 

Surveys were conducted by teams at the municipality
 

3 
Sulbsequently reorganized and renamed the Bureau of 

Agricultural Statistics (BAS) in May 1987 under the Aquino 
Administration. 

4The TAS -.was initiated in the crop year L968/69, and improved
data collection techniques were incorporated into the system during 
the 1969/70 crop yeair The IAS is a purposive, nationwide. sampling
of approxiii iv 1(0),00) arime rs who are pe rinalunt respondents, 
selected in 1910 on a stratified randomn basis. To conduct the 
survey (as well as to perform other duties), BAECON maintained a 
staff of 1.200 rei;ular empl oyvees assigned to BAECON Field offices in 
the provinces, and in addition hired some 2,000 temporary data 
collector., for approximately two weeks every quarter during survey 
rounds. 
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level, but the data were aggregated centrally, and 
were
 

not considered meaningful below a regional level.*
 

To the extent possible BAECON data were also
 

compared by the NFAC Staff periodically, 6 to help draw 

some conc],isons about the degree of accuracy of the
 

Masagana MIS data series. As indicated earlier, some
 

BAECON personnel worked closely with NFAC and the
 

Provincial PPOs on a part-time basis to assist in
 

preparing the Masagana MIS data and reports, and conduct
 

follow-up field surveys. As an organization, BAECON did
 

not let this involvement influence their "professional
 

objectivity", however. BAECON personnel maintained a
 

detached air trom Masagana operations and simultaneously
 

gathered, processed, and published official national
 

production statistics from IAS data -- with conclusions 

which were at odds with NFAC's program management 

reports. The average Masagana yields reported through 

NFAC's MIS were usually more than d the National 

averages (which included Masagana farmers) published by
 

BAECON. While there was room for error on both sides,
 

these ifrmQeS could not be reconiled in any way.
 

5 For example. Northern Luzon: or The Visavas -- ccnsisling f 
s,:veral provinces Significantly, some of the provinces in the 
region are nor even rice production areas. 

6 
This was not easy to do, nor completely satisfactory when 

done, as the data were drawn from different bases. For instance, [AS
rice farmers ',,re a subset of il farmers. stratifid by type --
Irr igated, Raintcd and Upland - - and Masagana participants were not
separately identified in this stra t ification. On the other hand,
Masagana farmers were small farms (averaging 2 hectares) and largely
elected to join the Program. In addition, the lag in receiving the 
[AS findings entailed at least one, and usually two Seasons. Thus
such comparisons as could be ade were always 'so dated as to be of 
little consequence fo. current ope rations. 
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The glaring differences between BAECON's official 

statistics on rice production and yields reported by 

extension agents via the Masagana MIS was a constant 

source of frustration and acrimony, especially after the 

first year's reports of spectacular program success by 

Masagana were refuted by BAECON. But the issue was never 

fully joined, and the discrepancies were never resolved. 

Throughout the Masagana program, the Philippine 

Department of Agriculture continued its schizophrenic 

stance -- using NFAC MIS data for program monitoring, 

management and publicity purposes, and BAECON data for 

"official" analysis and economic policy decisions; 7 while 

President Marcos, the First Lady, the Cabinet and other 

outside agencies constantly questioned and criticized 

both. 

C. 	 Anngg__cpadztP_t of Agriculture :pca 

Surveys of na Proram DerfoancejiqAna 

ComplPtely independent of NFAC's MIS Staff surveys,
 

and of the Masagana Program, the Special Studies Division
 

(SSD) in the Planning Service of the Department of
 

Agriculture conducted an annual, randomly-drawn, survey
 

to present a national picture of all major rice growing
 

77his was particularly difficult for the Secretary 
 of 
Agriculture in estimating availability of rice from harvest, private
and public rice stocks, consumption rates, as well as for making
import/export recommendations. See for example: Kenneth F, Smith 
Philippinte Rice Production for Crop Year, July 14 - June 75",

Memorandu~m to Mr. Thomas C. Niblock, Director, .USAID/Manla, November 
29. 194,, p. 9 -- in which the quality of available data is assessed 
and the conclusion (from that data) that "the Philippines could have 
either a surplus of over 9 million cavans, or a deticit of over 12 
million. This renresents zilmost a +/- 10% ra ,i for error, which is

" much 	 to large for comfort. 
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areas. 
 These surveys were• eniuc questionnaires
 

which covered many different aspects of farming beyond
 

yields, such as marketing and farmers attitudes.
 

In so far as rice yields are concerned, a review of
 

the SSD reports indicated differences in yields between
 

Masagana and non-Masagana participants of approximately
 

21t in favor of Masagana farmers. Comparinq the Masagana
 

yields in thee survey reports with the MIS-reported
 

yields for the same period" QyCzXreortino was indicat
 

8 The respondents included approximately one thousand (1,000)
Masagana farmer- participants and five hundred (500) farmer non-
Masagana participantts, as well as selected production technicians and
representatives of credit agencies. See E.P. Mariano, "Masagana 99: 
Phases I S II" Special Studies Division (SSD). Planning, Service (PS).
Office, of t, ,',ret arv (OS), Departm.nrt of Agriculture (DA)
Dili m , ,u,:ot t'tv. R,juihli" A th,.I |hilippin,-,, R(.port 1. 74-6,
iRstricted , Octother 19/'; 1 P. Carlos, "Masagana 99. Phases Ill & 
IV" SS ., 'S. OS,[)A, Rport 1. 5-2 , 'R. strictedl, September 19/5;
I 1'. Carlo!;, "Me , iat ) ihas..; V &. VI" SSD, I'S, OS.DA, Report L 
1?,-35. REtictedl ' eptth.r 19/b. E C uisiumhitnr,, I.P. Carlos & 
L. B Dariah. "\u Evaluit ion ut th,. Ia;,,',ta 9'1 Pro;.rar" SSD, PS,
OSDA, Report L 183-23. rict, l,8ayMRst .'/tI, whickIt an update-- we 
of a paper first presented at the Coitference ion Stratpilc Factors in 
Rural Devel opment, in East and Sour heaist Asia, held in Manila. 
Petmbr q-2 1916, ; tposord by the Council for Asian Manpower
Studie::, .fi-AC MIS Division "Performatce Stuimary Phases I-VIII,
unda ,ted. Not e: Pt rmissioti to ise "Restricted" Philippine Government 
D-partment of Agriculture Reports expressly granted by Department of 
Agriculture Secretary Arturo Tanco, Jr., 21 Octob-r 19'17. 

9
Adjusting the data fticm 50 1 "los/cavan. to the 44 kilos/cavan

ratio it use at the on-set of the Masagata program; for consistency. 
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2. DAS__BYL11M'a a__ TT NQ 

The same MIS and BAECON IAS data, triangulated with 

data from a few additional studies,10 were useful for 

conducting a summatice evaluation of the Masagana 

program. An analysis of tiis data reveals that Masagana 

99 was indeed successful in assisting the Philippines to 

attain self-sufficiency in rice production, bqt. -- in so 

far as the proqra's policien 'were concerned -- f)r the 

rngrs Neither intensity of technical
gegaQn ! the 


supervision, nor the provision of non-collateral credit
 

by the government had the intended impact of increasing
 

productivity.
 

Although per-hectare yields were increased, Masagana
 

never achieved its targetted average 99 cavan rate.
 

However, 99 cavans per hectare was not necessary for
 

national rice self-sufficiency purposes. A 50 cavan per
 

hectare yield was sufficient. At the margin, however,
 

not increased yields per hectare, as was originally
 

1 1
O, orahlv: - Frank I;.nch. S . -- } andJ "Rj ,F a larv';; 


Pra t i, iui ', i ni r ilii' ; ir DV I iorv).i(:1 F..zi ms, .1s, i,.ri 9P . and the
 

5i,oij ' I. n,.i [iitttj,.ren e?" , Ae neo de N"iv Na. a Citv. 
Camrilin Sz , ;S'RU Re;,-arch Report Series, No 2. Janturv 1914; 

. 

." n s' . Al t' "The rn ti.p 'I thet l ;,ii-,n. Pro vr n] on Sm. II Fa rie r 
Prodlcr ion ind Incom, in t h Ph1 ippinC'e;" P pe,r fl '.erI d at the FAO 

Workshop ,i Pri ce and ItTic: e Support, and t he Itr ImPla t on the Smai 1 
Farmer. B kok. Thai land, January 22-21/ 19) ) G;arv . l.ewis, "The 
Et enh ion-Out ream h Component of the Masaa n.. ') Rice Product ion 
Prcigram in tie Phil i pp nes" , k Liurence, C.il ifornia .UnplLi ished Ph.D. 
)iSSerit IU11. Liu r en vnme' C, I itorni. 4 l98H ) ; E.C.,, I rsitv, Mar h 
,u iismnib i n, I P . Ca rIos , aind L. 3. Jirl ah, "An Updatv ot Pmper First 
Present d at the Confrec-tice on Strategic Factors in Rural Dvveloprjent 
In East Sout hea st As.I : An Evau.1nt of ti 99a rid iot1 the ,MI ssagana 
Program , Mi.nistryr of AgricultItu . Manila. Phl Iippineis May 118; and 
Elsa P . - avmji . "A Study the na ProductionX.att.,) of Ma sa;,g ')')Rico 
Program in the Philippine'. Hasrer of Agricultural Development 
Economics Dissertation, Australian Nationial University, May 1911. 
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1 I
anticipated. This is not to say that the higher
 

Masagana yields were unimportant; they obviously were,
 

accounting for the bulk of the nation's production in 

1976. Nevertheless, even at these higher productivity
 

levels, self-;ufficiency would not have been achieved by
 

the Philippinet; on the 1972 hectare base. Thus, Masagana
 

can only be considered a "'qualified" program success.
 

These findin(Ip -- revealed only by a close scrutiny 

of the Masagana MIS data -- are even more significant 

because ot their counter-intuitive nature. Thus despite 

tllronicaliv. in additton to Pr-; idpnt Marcos's ,alsagana 99 
Proprrrr. t i,.i r:,t lrAdy. Met.i komu.lu i ,,- ato.. ii periously 
inLtlatd ,a 0p arate projrt - filavan Ng Jaan [Rice for the 

Nation] -- ecot.ir;,g farmers to conivert existing farmland to (or
clear new land for) rice prodructton. Dit: basis tor her plan was 
simple -- the antlctpart-d product'ivity increases from new land (for
eximplt firm ai', to 3h. cav/ha (it tradl tiorl rates) or as much as 
80 cav,/ha I I armed the M-19 way) were higher t.han the mar;inal 
increa:;se; that might he wiestd from e.xist in; Land Although this 
appirt Drt ticri-ine was obVCls to PalvA.rIn', supporters, the economics 
o1 the situtarion -- e .. h e rtrtorit start -tap costs of developieit 
in ortr to tio; te row at proditct iti, a.ii the npstjhaimefit of a 
c,,van of "niw lanl" pal iv as r-ompartd to tihe costs and benel itst of 
c:,Xistti inar llt I ii i"ea.se; I rein ext:.t it ; tarri; -- wrp not as 
appartnt N.I-.'\C ain mist ot tHet rest of tire Departmnrit of Agriculture 
rai ;,td theh ,i i: 01s 1issues, plIs tht addi t ional contcerrn that more 
farmer; itid more hect~ataiie would create firther strain on available 
re iUrC Vs I p.t tI I, litl Iv rodiuc t i Oil to h i cians, cr-di t and 
toer t I i .-,r ) is w-Il 1 is crnt.e fiture supplv/dmaitd and price problems
tor the larmr . ;hl irn.lrketintg the paliv. "But des;pite all et orts to 
dI;,1.!dv h.r *4i'tm'" was aId+amt itd Pal.iir i i, v.i' was launched 

, . , he data,i11td I ;i" ! ,t ,11-,1tnal i. ) ti t M isaiana 
s;,how, t hat ,,pitte t hith hi-iVy invest merit costs which must have been 
nour:id h,.'o di t ha scop,, if t h i; stud,, ]. .l. _ 

P'-L4LthiI LltislL2L-ti'-. .' tt l ronv -- as." I ", a: aI ,I 1 'Th, Ir, ,,t I, Ilid Ica s I:!, rh.1t _Lr.tl,.o'_ q ,t L L /o 

P L2.1 IQ 'lh lhit ton would trot hive i ttieil d se-I "sut t I ercv. 
1.U AiI ~i' _ "' 

I -s 
, -- but- ' 

would it tt',n .. it ,i ,trely in "ilmost succ,:sstul" Program. It 
cAnt onlY t- ionjucturpd whether -asai'ana (or existinrig traditional)
tlarmrin; uni!d hv, ,eitt~irtd Otter reisults ki e. closer to the 99 
cavr j-r i, t ite p lit iii i d lthis new competit i.e program not 
rtrtd th, I t:t s Such ,on rctur is bevond tHe scope of this 

stuldy S is closeI r ex.ar'i t-.it on of the complenentary charismatic 
pow,,r and iriliuce wieled by "Ferdili.ind InLelda" par-alliilirig that 
of th lig,,adnrv heri &, heroine of Phil i ppine folkWore .fllakas at 
Mag..ou1a atrngth and Beauty] -- a Legend with which the Marcoses 
were Imhu,-u aiid sought to perpetuate in the public mind. 
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errors in the data, the value of the Masaqana MIS for 

summative evaluation and policy analysis is clearly
 

demonstrated in that it provided an integrated data base
 

to test whether the program's development hypotheses were
 

correct or incorrect. The surprise was to learn that
 

they were not.
 

In summary, the MIS follow-up surveys indicated to
 

the Program's managers the potential range for error in
 

specific provinces, while the SSD studies were a more
 

representative reflection of the overall situation.
 

Although, in retrospect, the BAECON data appears to be on
 

the low side (and there are many plausible explanations 

for this)"2 unfortunately there is no objectively
 

verifiable evidence at this juncture to determine its
 

121 was in the Philippines during May 1986 and visited USAID, 
YFAC and BAECON. and the Universitv of the Philippines several times 
during the oeek of Mav 5 - 9 and had discussions with many people. 
both official and unofficial. At NFAC the following principals were 
contacted -- Jesus Binamira. Deputy Ext-cut ive Director: Jessie 
Divintgracia. Assi stant Executive Director (Management Servir,. ,); 
Elsa Mateo-Bavani & Teresita LiLap Assistant Heads of Planning, and 
Hlerminio Montalvo. Head. Program Mnitoring & Evaluation Division. 
At BAECON I met with Felino QuiaL:hon, Formerly BAECON Liaison 
Officer for NFAC MIS Division; currently in Executive Development
Program): David Besa. [AS Supervising Statistican, and Connie Comez, 
Head. Rice Prodiction Statistics. I also met with the following 
personnel ot rhe Office ef Rural aid Agricultural Development. USAID: 
Doulas Clark. Dir,,ctor; William Goodwin. Chief Policy & Planning 
Division: and Reine Villarosa. Agricultural Programs and Statistics " 
- ,,, had worked closely with me on the HIS durit; he 1913-1976 
Masagam.i prontramn period. At the Univers ity of the Philippines, I met 
with Dr Gabriel Iglesias, Dean of the Department and Faculty of 
Public Administration. Their comments were provided to me in the 
course of several different discussions with the frll awareness that 
they could be used for this dissertation. However, because of the 
nature of the comments and the sensitivity of the current situation. 
none have been specifically attributed to any particular individual 
or group of individuals; nor should such attribution be Inferred by 
the reader. The precise sources rermain protected, while 
responsibility for the veracity ci the statements cited in these 
pages . the Appendices and the Epilogue -- and possible 
misinterpretations, is mine. 
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degree of accuracy. Thus, two series of statistics
 

persist:-


I. 	the "official" pessimistic BAECON [AS data,
 
and
 

2. the higher "unofficial" Masagana series
 

which althouigh internally processed in a consistent
 

manner, are largely irreconcilable. More recent follow

up interviews with NFAC and BAECON officials elicited a
 

variety of opinions about the accuracy of available rice
 

statistics, and a number of plausible reascns for errors
 

in estimating are proffered in Appendix "F".
 

Although the Masagana data was reported by
 

production technicians and PPOs with vested interests in
 

inflating the result.; -- and this in fact did occur --

NFAC actively worked to limit the error rate by its
 

follow-up visits and surveys. The NFAC MIS data was more
 

comprehensive, sharply focussed, extensively gathered,
 

intently monitored, scrutinized and cross-checked than
 

the smaller, more broadly ranging, less frequently
 

conducted BAECOJ IAS sample. More importantly, as a
 

systematically integrated data base, the Masagana MIS
 

data served NFAC and the Provincial managers (Governors,
 

Mayors, PPOs and others) monitoring and operational
 

program management needs, as the IAS could not.
 

The inability ot the HIS to monitor and measure the
 

impact of alternate hypotheses was a major limitation of
 

the MIS for evaluative purposes. This was partly by
 

design, and partly an oversight. Although some of the
 

traditional needs for summative evaluation were
 



303
 

consciously considered during MIS design, most were
 

rejected. The basic flaw was the acceptance by the MIS
 

Working Group that the Masaqana Program was a
 

deterministic one -- i.e. that it was an application of
 

a known approach, rather than an experiment. In other
 

words, we assumed that the progran,'s implementers knew
 

what they were doing and how to do it. Consequently
 

unforseen circumstances and alternate hypotheses were not
 

anticipated and the data base was confined to the
 

Masagana Program per se -- rather than incorporating 

other variables in the environment. 
13 

It waF. also assumed -- incorrectly -- that the 

information deduced from the BAECON IAS surveys would be
 

adequate for control purposes. Therefore, no control
 

group was established outside of the Masagana Program
 

area to monitor activity regularly in the same manner as
 

Masagana participants were monitored. When it became
 

apparent that there were major discrepancies between the
 

two systems, this error was compounded as no special
 

attempt was made to revalidate BAECON's methodology or to
 

reconcile Masagana data with BAECON's quarterly survey.
 

Irstead both systems continued apace, vying for
 

management attention, which created confusion,
 

dissension, and -- ultimately -- the demise of the
 

Masaqana MIS and the undermining of managerial confidence
 

in BAECON, without the issue ever being resolved.
 

13 For example, the type of fertilizer used for the rice program 
was also appropriate for application to sugar-cane fields. However, 
little or no systematic monitoring (direct or indirect) was done to 
verifv that al the tertilizer purchased at subsidized rates under 
the !Lsagatui prot;ram was actually applied to rice paddies, rather 
than being resold to !dugar prowers. 
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In summary, with the proscribed MIS data base, it
 

was possible to evaluate program performance (to the
 

limits of the data's accuracy) and test the program's
 

hypotheses -- although the assumption was that they would 

be affirmed. It was also feasibie from an analysis of
 

the MIS data base to Qy the validity of the Masagana
 

Program's major policy assumptions. However, once the
 

program had attained a successful plateau but its
 

hypotheses had been discredited, it was not possible to
 

determine what factors had been responsible for the
 

improvement. Thus the 14IS did not permit appraisal of
 

alternate hypotheses or cost: effectiveness/benefit
 

anal sis.
 

Single-minded interest in targetting for program 

"management" per se -- as opposed to program "research" 

-- creates operational blinders which reduce an MIS's 

effectiveness for subsequent evaluation. While in an
 

academic posture, we can and should continue to draw
 

attention to this situation, the current emphasis on
 

action is a political reality with which researchers and
 

evaluators must contend, and learn to co-exist. As
 

practitioners know only too well, development programs
 

are primarily for development -- not for research.
 

Resources are limited, and proqramming emphasis will
 

continue to go toward attacking targets of opportunity in
 

order to "do something positive"; rather than in the
 

design of carefully _ eriment to verify
 

conventional wisdom, and/or Qaur what is being done.
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4. _Q._T__ FIT/ COST EFFEcT ll__ySI 

In addition to a deficiency in examining alternate
 

program hypotheses, th2 myopic MIS did not make provision
 

for cost-effectiveness/benetit analysis. In the face of
 

a national crisis, political attention was focused on
 

resolving the problem, and the cost to do so was only a
 

minor consideration. The fact that ultimately there
 

should be some "reckoning" was simply ignored. The pity
 

is that it would have taken very little additional cost
 

and effort to have added these measures at the time, had
 

we really been attuned to the possibility that things
 

might not go as anticipated. As the advisor to the MIS
 

Working Group, I plead "Mea culpa."
 

IV - EVALUATION OF THE MASAGANA HIS
 

A "Before / After" appraisal of NFAC's project
 

information reporting process indicates that the Masagana
 

99 Management Information System was designed, developed,
 

installed and operated largely as intended. The results
 

are outlined in Figure 6-1, o:ithe following page. Where
 

the objective was only partially attained, the
 

accomplishment was still generally acceptable. The two
 

principal weaknesses were:-


I. 	Failure to reconcile NFAC "Program" System
 
with BAECON "Official" System
 

2. 	Failure to computerize data analysis and
 
monthly report preparation
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FIRAz 

EVALUJATIN QF 	AAGANA 99 11 IN YE 

BEFORE 	 SYSEL AFTER 

Several systems, OVERALL SYSTEM Oneunified Partial: One Lot Program 
all different system One for Official Use 

Confusion, 	 SUBSTANCE Consistency Partial: Internal 
overlaps, gaps, 	 common consistency in both 
confli-ts in 	 basis for system, but no 
xata oltailned 	 anal vs is reconciliation between 

systeis 

Extensive 	 DATA Limited Full:Limited
 
REQI1 IKIEENTS
 

'eeklv, with 	 FREQUENCY Monthly Full: Monthly
 
interim partial 
reports 

Ex:tensiveo 	 PRO)UCT1(ON Ilini ted Full: Limited 
TECHNICIAN TIME
 
SPENT REPORTING
 

Extensive 	 CENTRAL OFFICE Limited Full: Limited
 
TIME SUMMARIZING
 
REPORTN 

Unknown. based VAI.IDITY OF Can be Full: Estimated bv
 
on guesstimates DATA [Accuracy] measured/ sampling, audited
 

estimated h.,
 
sampl ing,
 
audi ted
 

Up to 3 months TIMELINESS OF On time? Partial: 50 of 57 
late REPORT Provinces [88Z] on 

time as of 30 Apr 76 

Manual PROCESSING 	 Manual and Pa,.tlal: Manual only 
ADP as ADP still experimental 
appropriate 

Little and late 	 ANALYSIS OF Comprehensive Full: Comprehensive 
DATA anid timely and ti:,elv 

One way --	 DATA FLOW Two way - Full: Two way 
Province to 	 Province/ P'ovince/Maniia
Manila 	 Manila/Province Man i la/Provi rice 

None 	 FOIIDW-UP ACTION Required Ful : Required 

Open ended, 	 PROGRESS Measured Full : Measured against 
monthly, random against targets cumulative 
statistics targets (cum) 

Central Office 	 PROJECT [TARGET) Provincial Full: Set by 
SETTING Office Provincial Office 
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Of the fourteen (14) items targetted for improvement, 

10 were Fully attained -- 71% 

4 were Partially attained -- 29% 

Thus, the overall estimate of Masagana's MIS 

accomplishment1 4 in terms of its own design objectives is 

approximately 86% [Eighty-Six Percent] or, in academic 

terms a good solid NB3. 

In summary then, for comparative purposes, an 

assessment of the Masagana MIS and the extent of the 

presence of the hypothesized critical variables for 

evaluation are as follows:-

Question: How successful was the MIS? 

Answer: 2 -- Somewhat successful.
 

PERFORMACE EVALUATION
 

Question: To what extent could the MIS measure
 
program/project performance?
 

Answer: 3 -- HIGH
 

L ASLC HYPOTHESIS TESTING
 

Question: To what extent could the project's
 
development hypotheses be tested
 
from the MIS data?
 

Answer: 3 -- HIGH
 

&LTERNATE HYPOTHESIS DETERMINATION
 

Question: To what extent could alternate
 
hypotheses be examined with the MIS
 
data?
 

Answer: 0 -- NOT AT ALL
 

4
1 Civlng "Partials" an attainment weight of .50
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Question: To what extent could the MIS data
 
verify whether the project was
 
economically worthwhile?
 

Answer: 0 -- NOT AT ALL 

To recapitulate, based on my research 
 as a 

Participant Observer, the Masaqana Management Information 

System was a successful one in terms of what it was 

designed Vo do. In terms of the more generic 

hypothesize- variables for MIS success, the Masagana MIS 

was effectively deniqned and faithfully implemented. The 

MIS monitored technical program progress very well during 

implementation, but had limited utility for program 

evaluation. A summary of the findings in this chapter 

with regard to the Masagana MIS in terms of the twelve 

variables hypothesized in Chapter Four as "Necessary, if 

not sufficient" for success were as indicated in Figure 

6-2 on the following page. 
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FINDINGS RE: "NECESSITY OF 12 VARIABLES FOR MIS DESIGN AND
 

UTILIZATION" -- WITH RESPECT TO THE MASAGANA 99 MIS
 

FINDING CONCI.USIONflfymiE:la 

fl2 [:

1 COLLABORATIVE DESIGN TEAM SUPPORTED 

2 RESULTS ORIENTATION HIGH SUPPORTED 

3 STRUCTURE HIGH SUPPORTED 

HlIS TNI'LEMMNATION 

HIGH SUPPORTED 

5 - ORIENTATION & TRAINING HIGH 

4 	 LEADERSHIP SUPPORT 

SUPPORTED
 

6- INCENTIVES 
 HIGH SUPPORTED 

7 - FEEDBACK HIGH SUPPORTED 

8 - ADMINISTRATIVE CAPABILITY HIGH SUPPORTED
 

9a-	 PERFORMANCE MONITORING & HIGHI SUPPORTED
 

FORMATIVE EVALUATION
 

IL_.EYALUAII1 

9b- PERFORM1ANCE MONITCRING & HIGH SUPPORTED 
SUMMATIVE EVALUATION 

1O - BASIC HYPOTHESIS TESTING HIGH SUPPORTED 

11 - ALTERNATE HYPOTHESIS TEST NONE REJECTED 

12 . COST:BENEFIT/EFFECTIVENESS NONE REJECTED
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This concludes the case study analysis of the
 

Masagana 99 Proqram and its Manaqement Information
 

System. The next chapter will review the results of the
 

perceptions of practitioners and experts obtaiined during
 

a "quasi-Delphi" workshop/seminar on the presence and 

importance of enach of these variables in Masagana and 

other Philippine Development Program Management 

Information *;y!;tem!'. By providing an exporienco base and 

perspective on Masagana, Management Information Systems, 

and the hypothesized variables for success, somewhat 

independent of the subjective data I obtained as a 

Participant Obscrver, the Delphi workshop helps to refine 

and trengthen the Ma-sagana case -;tudy and the 

conclusions concerning the criticality of the twelve
 

variables.
 



CHAPTER VII 

DMIS DETERMINANTS OF SUCCESS: OTHER OBSERVATIONS
 

We have to live in the world as it is and use
 
all the resources and "goodies". adulterated
 
as they may be. ... Different views of the
 
elephant, even through different sets of ill
fitted glasses. are helpful. Hopefully the
 
views ar not of different ele phant;. It is
 
importar to assess the reliability and
 
relevance of data; but contaminated data may
 
be better than nothing.
 

Irving Spergel
 
Evaluative Research:
 
Strategies and Methods
 

This chapter moves beyond participant observation of
 

the Masagana 
 Program and its Management Information
 

System to consider DMISs more generically. The results
 

of two different, independent, reviews and assessments of
 

the twelve variables hypothesized as necessary for DMIS
 
a
development are summarized. In the first approach, 


"Quasi-Delphi" workshop/seminar was held in November 1987
 

in which an informed group of agricultural development
 

practitioners and academicians in the Philippines
 

1) the general concepts of Management
reviewed 

Information Systems; 2) the application 	of MISs in
 

in terms of
"Masagana" and in other Philippine programs 

the twelve variables; and 3) the applicability of the 

twelve variables to future Development Program MISs. The 

second approach was a survey -- conductad between July 

and November 1987 -- which cast an even wider net and
 
twelve
reviewed programs and projects in terms of the 


in many diverse Third World qettings, and
variables 

representing many 
different technical sectors. A number
 

of individuals familiar with Masagana 
also responded to
 

the survey. Therefore to conclude the chapter, 
 a
 

sub-set" is analyzed separately to compare
 

other participants observations with my own.
 
"Masagana 
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I - THE QUASI-DELPHI APPROACH
 

This section presents another approach to the
 

questions posed in Part One -- and especially the
 

importance of the twelve hypothesized variables to the
 

design and utilization of Development Management
 

Information Systems. It describes the results of a two
 

day "Quasi-Delphi" workshop/seminarl in the Philippines
 

in November 1987.2 Thirty-three (33) participants
 

representing a variety of pertinent skills, experiences
 

and operational responsibilities were selected to attend.
 

Many individuals with experience in the Masagana Program
 

(froin MIS design, utilization, and evaluation, to field
 

operational implementation) atte nded. In addition there
 

were 
 officials from the Philippine Department of
 

Agriculture and associated agencies currently engaged in
 

the design and/or utilization of project Management
 

Information S,-otems; key faculty from the University of
 

lAs indictred in Chaptr F,,ir. th, "Dlphi' - erhod is an 
Operit n'; r.",.eirh tethi lw;. wh,r, th,. oplinionis of expet'; are 
indep ndeti v ,,;o icit,.d a d the retilt, ccii pi,.d and tedl back to
 
t he IwI hi t ,ItI : ihutlon -- tor their iriforiation and
 
r;e:l~i'i ],rt :Nt tnrther ;ioni.
ir di-,cti thi. experts ir. aFain
palI d Tis the htit i t of the D1elphi participants' extprtlse is
obtalnrd witht~it mine intlnete n,'in'. exerted on any Iidi',dnl, to 
contorm to irp pressnr, InIthis mttur, it is hoped that the 
*tiol . it n,t i hti';,u .n of th,' xptt' will h'. closer to 
"p' ton Idtintl " Ih.t ;A lily lllf i al '5 nl,lI II , ih,1lS'1 t in' th ot ttlt 
Slyid,;.,t ,d .a ,I rth , h .IS nt.in rvsea t pp1i), the, cotd i tis )or
estibli i in" ,1 tru,. Delphi .orks;htol '1t' iozlid.tl. ,itA (like . 
cl, ;sIc+ 'xpi! it i mtp, ihli, ' ri t t.i iini titi. smo'iatl science 
al r 'li 

"o rktop *'nui tm r oi Miata,ement luf aoritr . ':st ,qq for 
A,ricul tntral Projm'ct:; Accel eratrei Ag'ricnl ttral Proftict ion Pro ject.
Department of Arriculrure, Repuhlic of the Philippine, . The Sulo 
Hotel. Qe...n C:ity. Philippil , I-I0 N','.eihet 199/ In addit ion to" 
meetinv, my ried; Ifor c tarityin, mv obfl-rvattons on the Mas.1,,.Ina 
Program 111d i'oif, Ct in 1tt 4Cakileluic ,,t.al is ot tcri t ical DMI1S 
variables. the wrrkshop atso served an itunvdf ate practical need for 
the Deparrtm,.utt In that they wet- erga,ied it% formulatitig, a M1ati, ,Pement
I tiorinat ion S'.st ,m for ttie Accel er .i.d Agr Ciiu tnra l Production 
Project (AAPP); tt,. startup of which was imimltient 

http:iozlid.tl
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the Philippines, several Filipino management consultants,
 

and also representatives of two Foreign Donors -- FAD and
 

USAID.
 

In essence, application of the Delphi Technique is a
 

four stage process:-


I. 	Initially participants are polled (in
 
confidence) about topics on which they
 
have expertise and/or on which opinions
 
are desired.
 

2. 	The results of this poll are then presented
 
to the group so that each member is aware
 
of the qroup CQm nQ~jQ (although not
 
individual positions) as weli as their
 
own position.
 

3. 	Individuals may then present their
 
rationale in !-.upport ot (or to dissent
 
from) the prevailing group position.
 

4. 	Finally, the issues are repolled in a new
 
questionnaire, and the results presented
 
as a final statement of the group position.
 

In the true Delphi approach, these steps are 

conducted anonymously with feedback in written form, so 

that the group members are not swayed by either the 

prestige or oratorial persuasiveness of the presenter. 

My workshop/seminar was really a "quasi-Delphi" for 

several reasons. Althouqh steps one and fcur above were 

conducted anonymously, and the initial poll results of 

individual experiences with Management Information
 

Systems was provided to all participants without
 

attribution to individuals, further confidentiality in
 

step three was not feasible. To the contrary, during the
 

course of the two days, numerous animated discussions
 

took place in small group workshop activities and plenary
 

sessions, as well as semi-private "aside" conversations.
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To maintain focus and stimulate discussion, as the 

moderator, I presented to the group a summary of my 

hypotheses and participant observation findings with 

respect to the Masagana c ise study, and solicited 

feedback. To stress objectivity, the final poll on 

opinions regarding the applicability of the twelve 

variables. to Development Management Information Systems 

was again conducted confidentially. 

I. FINVU 

A. PR M7P1CU0SION- QUKSTIONAIR-E 

As a basis for discussion, the initial poll 

requ,,;toi ,,ich participint to a.;ss-; i prior experience 

with a Develon!ment Management Information System (DMIS). 

They were asked to look at both the success of the 

program and also the MIS succes;s in terms of the twelve 

variables hypothesized for DMIS success. 

When the workshop participants were asked to 

determine whether or not their Programs/Projects and MISs 

were succe.sful , there was no precise commonly agreed to 

reforenco point if; a bahsi; for mea!;urement. Anticipating 

this, I lrovided 3 four point semantic differential scale 

as a gneril quide tor participants to respond to the 

quest ion 
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"How successful is(was) the Program/
 
Project [the M1S] in your opinion?"
 

a. Extremely Successful
 

b. Somewhat Succeusful
 

c. Marginally Successful
 

d. NOT SUCCESSFUL
 

Despite this structure, consistency in interpre-a-lon
 

cannot be assured. To provide a sharpened focus for
 

determining associative relations ot the hypothesized
 

variables with successful DMIS design and utilization,
 

the responses were dichotomized into
 

Responses "a" and "b" = SUCCESSFUL 

Responses "c" and "d - NOT SUCCESSFUL 

Probing for further insight on the meaning of 

"success" individuals were asked 

"How do you (or would you) judge the 
operational success of an MIS other 
than 'User Satisfacticn'?" 

Not everyone chose to answer this question, but of those 

who did, (apart from one who said it couldn't be done) 

several of the hypothesized variables were mentioned as 

important factors. The responses -- listed theon 

following page and grouped by the variables hypothesized 

for MIS success -- reflect the difficulty of attempting 

to define a commonly understood concept. 
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Leader i._pSort 

* 	 Management support/cooperation/ 

adaptabil ity/flexibil ity.
 

* 	 Support of top management -- if they are 
following through the implementation of
 
the program and use MIS as its tool.
 

perLQrn -lt>iiQn2.c 'inl_ J>W4u ion 

* 	 If it can measuro the attainment of
 

project objectives.
 

* 	 Very useful to primary implementors -
provincial agricultural officer 'nowing 
his direct accomplishments and problems 
besetting the progr m. 

fLhMdAcrYriabl r_ NciLl'neou,es 

* 	 If corrective measures are undertaken 
based on reports. 

* 	 Reports being used for management 
decisions.
 

Ability of user to initiate changes
 
to meet perceived needs. 

* 	 Response of various units to management 
policies, (uidelines. 

* 	 Success of management is dependent on the 
success ot the HIS. Its rii]Mility is a 
very important factor in the decision
 
making process. 

* 	 If the system can be eily tInd¢ 7_ tgQ-d 
even by those not directly involved with
 
the design of the project MIS.
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It is also apparent (as indicated below) that in
 

several instances, despite my distinction between
 

"Program/Project Success" and "MIS Success", many people
 

still equated the two.
 

* 	 "User satisfaction" is subjective. It is 
in the final analysis of the project when 
you r'ally clet to find out where the
 
success or failure of the whole system lay.
 

* 	 The most important consideration should be 
on the actual result of the program/project 

* 	 When the Project/Program is successful. 

* 	 Effect on business operations of the 
company. 

* 	 Implementation of projects/formulation 
of policies that are effective. 

* 	 By the performance of the operation 
supported by the MIS. 

* 	 If objectives are met. 

* 	 Feasibility and applicability of 
development master frame for 
agricultural surveys. (?) 

These comments confirm the difficulty of defining 

success;, but a:s indicated by the categories above, helped 

to validate several prior concepts as well as to identify 

several others (i.e. use, reliability, clarity, and
 

simplicity) for possible future study.
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2. 	 Du a_Maly 

The responses from the initial poll were as 

follows: -

TABLE7-1
 

PEMQ LF--Q F--QU A5- UzILOU-2AR'_J TIC .U&M"2 EX LEIi¢2a 

IfLTiIlQL _PQ fl {LPPRQJL_jA D _ .UrQE,5 

1. 	Participants/respondents 
 33 100%
 

2. 	QjLQ_"r Programs/Projects3 30 

3. 	 Succes:,ful Programs/Projects 4 23 85% 

4. 	Successful ManagemuiL 
 27 82%
 
Information Systems (MISs) 5
 

5. 	Successful Programs/Projects 24 73%
 
with Successful MISs.
 

Responses to the first two questions were analyzed
 

in cross-tabulation form to determine to 
what extent
 
respondents views of MIS 
 success related to
 

Program/Project Success as follows:

3Surprisingly. only three participants sejected the Masagana
4IS for this baseline poll, although many more had had experience
with the Mas.igana Proram. 

"Includes double-counting of Masagana by different respondents. 
5 
lncludes double-counting of 4-99 MIS by different respondents. 
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TML 722 

R ONH AND "PROGRM/PROJE 

PRQ/AMBEQJQT1UQSS 

Success Failure Total
 

Success 24 3 27
 

Failure 4 2 6
 

Total 28 5 33
 

A positive relD-tionship is evident in the foregoing
 

table between MIS Success (as the antecedent,
 

independent, variable) and Program/Project Success (as
 

the dependent variable), even though there were some
 

successful projects reported without successful MISs, and
 

some successfui MISs identified which did not lead to
 

successful programs/projects. The important information
 

derived from this analysis i.; that despite the 

associative "halo effect" between "successful 

proqram/project" and "successful MIS" indicated by the 

narrative response_;, _ _ _illy n_eirs i 

This same cross-tabulation technique was then
 

applied in terms of the MIS outcome (successful,
 

unsuccossful) as the dependent variable and the twelve
 

independent variables hypothesized for MIS. The
 

difference between the rates of "MIS success" for
 

situations where an independent variable (hypothesized
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for 	MIS success) is present and where it is absent
 

provides an indication of that variable's contribution to
 

the 	outcome. "YVle's 'Q'" is a relatively simple,
 

appropriate and useful measure of association" which
 

expresses this type of relationship in quantitative
 

terms./ Applied to the relationship between DMI, and
 

Program/Project "success" indicated in the foregoing
 

data, YuL Ie' "Q" i 0.60 which suggests that the 

a:;sociation is more than merely a chance one.3 

From 	 the responses with respect to the presence of 

the hypothesized variables in various programs/projects, 

then probed wilh a similar approach to determine how 

the hypothes i ,,d var iabl:; influenced the success of 

respondents Mana oment Information Systems. The twelve 

independent variables and their relationshins with DMIS 

Success as the dependent variable are shown in Appendix 

"B", and summarized in the table on the following page. 

6D-,nnis; J. Caislev and Den.is A. Luiv, li _Kn _ lg!. _l
 

1._ (Baltimore. Xd: The
Johns 	 Hopkins triv,.rsit y i're s. 11482). pp 12 -1214. 

7In v,rn-ral frm, 'Q' I,;c'Yu e's nputtd rtm',(n2 2 matrix asa x 

(VqPventv nt-_ Y_,u-ialv "Y") 

Indl~p t~.n~n With ,i b ad -bcYVari-able "X" - - - - - Q
 
Without c d ad + bc
 

8
The value of 'Q' ranges from -I [complete negative

associationl, 0 [no association] to +1 (complete positive 
assoclition 
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TABLE 7-3
 

RELATIONSHIP BETWEEN TWELVE INPOTESIZED VARIAHLAN2 

DIS-l_ -_ESSIN THIRTY-THjEEF/LjPP pRQ9 SR 

DMI D IGU 	 YULE's "Q"
 

1. 	Collaborative (Team) Desiqn 0.11
 

2. 	Results Orientation (high),
 

3. 	Structure (i.e. Data Formats 0.68
 
Pre-structured
 

DKIiW IMFLKTATLQ 

4. 	Leadership Support 1.00
 

5. 	Orientation & Training 0.70
 

6. 	Incentives 0.72
 

7. 	Feedback 0.93
 

8. 	Administrative Capability
 

a. Centralized Processing 0.36
 

b. Decentralized Use 	 0.85
 

9. 	Performance Monitoring & 0.88
 
Evaluation
 

DHISEYALATMQ1
 

10. 	Basic Hypothesis Testing 0.75
 

11. 	Alternate Hypothesis Testing 
 1.00
 

12. 	Cost:Benefit/Effectiveness 
 0.60
 

[N - 331
 

9
Canijot be. computed due to "0s" on one 	 row -- in effect
 
cancelling out both sides of the "Q" equation.
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c. 2 inin_ 

In order to establish that a var;able is
 

"Necessary q.nsA Sufficient" for DM15 Success, the results
 

"with" and "without" the variable should be mutually
 

exclusive.' In uther words, where the 
 variable is
 

present, wijhQut__ xrQVtQfl the 
DMIS should t-2 a success,
 

and where the variable is absent, the DMIS should be a
 

failure. 
The matrix would then appear in this manner:-


TAULL-3zA 

IPEA5 -ZEDRQ0.$ m-UDI I9LTQ--.UP-"RT_ yT=IS OE 

"Variable 'X'" Yes 27 0 27 1.00 

No 0 6 6 
Total 27 6 33 

This situation was not anticipated, and indeed there were
 

no instances where it occurred.
 

In order to establish that a variable is "Necessary, 

D-utQ_t Sufficient" for DHIS Success, the conditions are 

a little less stringent. "Necessity" still demands 

exclusivity -- i.e. that where the variable is absent, 

the DMIS is a failure, wii _. However, some 

DM1S failures could be experienced with the variable 

lOThis is an Ideal situation of course, and assumes no error in 
reportted data These rulijirenents are much moic stringent than is 
normlly 'ncounti-,d in statistical sampling and is deliberately
conservative in order to guard against *Type 11" errors. 
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present, indicating that a condition in addition to that
 

particular variable was required in order to attain a
 

successful outcome. The matrix would then appear in this
 

manner: -

TABL 7-5
 

"NENCSSARY BUT NOT SUFFICIENTfj9g 

Yes 27 2 29 1.00
"Variable 'Y'" 

No 0 4 4
 

Total 27 6 33
 

This condition was, in fact, experienced for two
 

variables
 

Variable 2. RESULTS ORIENTATION, and
 

Variable 4. LEADERSHIP SUPPORT.
 

All other situations fell short of these criteria.
 

Nevertheless, given an acceptance threshold of:

'IQ" > 0.50, 1 1 

with the exception of "Collaborative Design" (Variable #
 

1), and "Centralized Data Processing" (Variable # 8,
 

indicator a), there was a stronq positive associative
 

relationship -- i.e. "Dc-irable. if riot He yl" -

between most of the hypothrsized variables and DMIS
 

11A "common sense" but arbitrarily established cutoff point -
on the hass thtt apparent associations above .50 are greater than 
chance. 
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success on the participants programs/projects. This
 

relationship was also reflected by the participants as 
a
 

desirable one in the post-discussion poll.
 

D. fle- sasiana-C-

In terms of the Masagana Program, my observations in
 

the case study outlined in Chapter 6 and Appendix "F"
 

were substantiated through discussions with the
 

participants, and 
al:.o enriched with additional data and
 

anecdotal material on activities subsequrnt 
to the 1973

1976 study period. The observations by Dr. Gabriel
 

Iglesias1 2 with respect to the MIS design "Structure" and
 

"Administrative Capability" variables; and Dr. Edgardo 

Quisumbing't-; I ! regard i nq "Management Support" were 

particularly noteworthy. 

Dr. Iqlesias's first 
point was to the effect that
 

the 
 extension agent's MIS worksheet and transmission
 

report was both inappropriate and too complex (despite
 

the care and attention paid by the MIS Working Group 
to 

minimize the reporting burden on field extension 

personnel). 

In conjunction with other reporting;
requirements, t he 1IS necess i tated t;e
 
extension agtvnt spndt-inr too much v.iuable 
time till ink ( forms rLports to theout and 
detriment of the extension tunction. 

12 
Dean of the Univ, r.lty of the Philippines' College of Public 

Adm',nistration, who condzcte' %,everal tield studies on various 
aspects of the M;sap.ina Progtam. 

, lProtessor of Agriculture. University of the Philippines. Los
 
anos; former Deputy Executive !)irector of the National Food &
 

Agriculture Council (NFAC) and masagana 9) Program Manager.
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The Form i (i.t!. the Extension Agotnt's ba.ic
 
worksheet) required too much data to record 
which was beyond his/her competence to k 
first-hand. FuLthermore. farmers do not 
usually give out accur;.te :-,formation on 
personal rLit tarming p. ctLceS andters, 

results to rnm.L t • LC ial - ove t[ 

particularly when it comes to sensitive 
questions 7ffecting income. Thus, the data 
was often incorrect when obtained. Also. 
because of pressures to report -- dati was 
often fabricated by the technician. 

Iglesias's observations with regard to "Administrative
 

Capability" were
 

In many instances, the MIS data was not used 
effectively for decision making at the 
Provincial and Regional leve s The data was 
merely compiled and rlaved to Manila. 

Although used conscientiously and effectively
 
by NFAC at the Department Program operational
 
level, the MIS data did not get incorporated
 
into overall Department program policy at the
 
5rMjLtOJ_ Ieve .
 

In essence, Dr. Iglesias concluded that in designing an
 

MIS one must look at the human angle behind the "high
 

tech" capability of processing data to see what
 

motivating forces are present at the operator's level to
 

influence desired action.
 

Dr. Quisumbing's principal observation concerned the
 

influence of leadership, and the declining relationship
 

between 'Fop Management and thr Masagana MIS subsequent to
 

1977. In commenting on the importance of top manaqement
 

taking a personal interest in, and supporting the use of
 

an MIS, Quisumbing characterized Masagana 99 and the use
 

of its MIS in three Phases:
 

http:accur;.te
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TIIUM=_KQLF.LVER I1 I P__QM1 _TIA,5AMA9i i 

MMtUL TITEftRIQD S1 	 ATI-1 

1. 	EARLY 1973 - 1977 Secretary (later Minister) Arturo
 
Tanco was Agriculture's top
 
manager. He needed a system to
 

MIS SUCCESS closely monitor a high priority
 
program. Tanco was involved in
 
the HIS design, used it regularly
 
and actively promoted its use.
 

2. MID 1978 - 1983 Minister Tanco was still the top
 
manager. By this tizie, however,
 
the Masagana Program had achieved
 

HIS DECLINE 	 its objective of self-sufficiency.
 
While the Masaqana Program
 
continued, other priorities arose.
 
Tanco no longer took a personal
 
interest in the HIS; resources
 
were diverted to other uses and
 
although still functioning with
 
many of the same (original) staff,
 
the system (and its use) declined.
 

3. LATE 1984 - 1985 Tanco was replaced by Mini;ter
 
Salvador Escudero who either did
 
not know the Masagana MIS existed
 

MIS FAILURE 	or didn't find it useful. In any
 
event, he did not use it.14 The
 
MIS staff continued to gather data
 
and publish reports but timeliness
 
deteriorated arid the quality was
 
highly suspect. Most of the NFAC
 
MIS personnel were reassigned or
 
assigned collateral duties.
 

141 visited the Philippines in :May 19,16 to g;ather some 
additional data and follow-tip on the status ot the MIS. My findings 
at that time (our ltned in the Epiloi'ue to this stud'l) sustantiated 
Qui sumhling' ; as;f;;renr ,t MI4S VA XI.tPE" In the wake or the 
February 19,16 "People's Revolution". the Ministry reverted to a 
Department, and in May 1981 the new Acting S'.cret,iry Carlos Dominguez 
initiated a Departmient-wide reoryaniL'atton (which 4s still on-goini). 
As a part of that reorginization the formal Masayana Prograin .ndit ts 
.MIS were terminahte'd, ,although as of December fo"81. some !Masagana
reports were still being received in the Departm--,it from some of the 
provincial offices.
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Dr. Quisumbinq emphasized that throuahout all three 

phases, essentially the ___1415

:511 Uc r- -;; t'aL~~~ttfl~ i 
for gathering and processing data. The significant 
difference in each phase was the ]j_ , _ 

Qp_!flnygn.'tU[. In other words, Top Management interest 

wan the prc-eminent critical variable to successful MIS 

utilization in the Ma.;aqana 99 l'rroqram. This emphasizes 

not only Iglesias's concern for the fl ndia *[ngjI behind an 

MIS.'s "hiqh tech" capability -- namely that the designers 

have to pay attention to the interest and personality of 

the manager -- but 11 ;O the politica-l millieu in which 

he/she operato:;. 

Both Ig les ia s's and Quisumbing' s observations 

reaffirm my earlier emphasis on the importance of taking 

environmental factors into consideration in DMIS design. 

Obviou!;ly, ho';,ev,,r, de:;pite th,- effort that wa'l focused 

on such at;pect:; in its early stages, the MIS Working 

Group did not go f-r enough in this regard, or persist in 

periodic apprai:;al:; to monitor and maintain the health of 

the MIS.
 

As indicated earlier, the workshop/semin.-: consisted
 

of two days of orientation, presentations and
 

discussions. Major topics addressed wer- 1) Criteria for
 

a succeusful fLMI[:, 2) The d!,;igri and implementation of
 

the Ma-;aqana MIS, 3) An evaluation of the Masagana
 

program, and 4) Participants experiences with Masagana
 

and other programs in the Philippine agricultural
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environment. To conclude 
the workshop, the participants
 

were again polled privately on the apparent merits of
 
each of th,, ts Ive .,IrlatI..; .n ter-"; Ot their
 

applicability 
for future DMIS desiqn, implementation and 

program evilat 1,n.: I 

With rept to the criteria for a successful DMIS, 

the re:;ult; frcin the t-,nty-three individual; who did 

COnMlP. t, 4.. t aut.:*a rn, in on * ,r-ted Table 7-6 


the 01 1owirn pae. 
 ;nce the number ot respondents was 

smaller tan the intial poll, 
some vital expert opinion 

and inplit m;isinq. Also the percentage tends to 

e'× lr jt, the ,'ft,:t. Conseorvat iv Iy, however, where 

,,tt ,iined, it indicates tfl;t presence 

of the var iablu would be "Desirable, a .though not 

Nece-;<iry" !or DMIStuture development nd application. 

Figure 7-2 -- on the subsequent page -- combines the 

re;u 1t; of pro-d cu!,s ionthe, n. 
 poll, the aft irmation/ 

rejertion Ut the basic hypotheses with regard to 

"Necessity": and the "Desirability' for future 

appl ication. 

5Unfortunatelv, for various reasons, ten of the participants
did not coaplete the f inal poll. 
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TAL 7 

Q11AI-JElPHT WORKZHOP PECPIQSO 

1 6
Percent*E5axY Not 

1. 	Co1ilaor3ti-,e Design 21 2 91% 

2. 	 Result- Orientation 23 0 100%
 

3. 	 Structure (i.e. Data 23 0 100%
 
Formats "restructured)
 

DIL112M£ 1TATIQ11 

4. 	 Leadership Support 23 0 100%
 

5. 	 Orientat1Th & Training 23 0 100%
 

6. 	 Incentives 21 2 91%
 

7. 	 Feedback 22 1 96%
 

8. 	 Administrative Capability
 

a. Centrali.'.d Processinq 19 4 83% 

b. Decentralized Use 22 1 91%
 

9. 	 Performance Monitoring 23 0 100%
 
& Evaluation
 

DM1$ _-LVAL'ATIQN
 

10. Basic Hypothesis.; Testing 21 2 91% 

11. Alternate Hypothesis 19 4 83% 
Testing
 

12. 	Cost:Benefit/ 22 1 96%
 
Effectiveness
 

16At 	 this Juncture. I am deliberately using percentages rather 

t hin - numbers to draw attention to situations where 10Z consensus 
by the par:icipants wais attained. 
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~R~fl~VC~LzA2QK A2UA;A VEk II R(Z11[QI 

"Q" of PRE- "NECESSARY" 100% POST-
DISCUSSION 11YPOTHESIS DISCUSSION 

1. 	 Collabortiv, Pcsiqn 0.11 Rejected
 

2. 	 Results Orientation Hight ' SUPPORTED DESIRABLE
 

3. 	 Structure 0.68 Rejected DESIRABLE 

DPI SaMLh1MfTATIQ i 

4. 	 !eador,;hi p *;urpcrt 1 .00 SUPPORTED DESIRABLE 

5. 	 Orientation & Training 0.70 Rejected DESIRABLE
 

6. 	 Incentives 0.72 Rejected
 

7. 	 Feedback 0.93 Rejected
 

8. 	 Administrative Capability
 

a. Centraliztd Processing 0.36 Rejected
 

b. Decentralized Use 0.85 Rejected
 

9. 	Perf,-"mance Monitoring 0.88 Rejected DESIRABLE 
& Evaluation 

DMIS VALIATIQN
 

10. 	 Basic Hypothes;is 0.75 Rejected 
Test i nq 

11. 	 Alternate Hypothesis 1.00 Rejected
 
Testinq
 

12. 	 Cai"-t: Henef it/ 0.60 Rejected 
Et fect iveness 

17)tvim ,Iv ,a stronrt association , bout not computab e because of 
'Os" on both sl91dus o t he equit, n 



331 

Thus, the "qiasi-Delphi" review of the Hasaqana Case 

Study and other Philippine Developrment Program/Project 

Management Information Systems; and the concern for 

future DMIS de.;irn and utlizatlon in terms aft the twelve 

hypothes;i.ed variables, modified considerably the earlier 

conclusions rrom my participant observation which 

From tha "guas i-Delphi"supported a I hypotheses. 


examination, only two of 
 the twelve hypotheses were
 

assupported, wh 1 e three others were iua I i f id 

"desirable" rather than "necessary".
 

II - THE SURVEY
 

This section prensents the third approach to
 

analyzing Development Management Iritormation Sy.-tems. It 

the confines ofbroadens the scope of the study beyond 

the Philippine Agricultural environment, and examines the 

validity of the s ane twelve variables from historical 

experience in global, multi-.ectoral terms. 

Data on development programs; and projects in many 

diverse Thrd World ,e-tticng-; and repres.enting different 

iector- were (athered f rom a rurvey conductedtechnica l 

during the surmer an(! tall of 19 3?. Approx i mately 900 

uetat imnai ,:; ",-,, maillod to 5-,-,]mr-;-'','' 4!,) in 

orqin i zat i )n:; known t) h1ve txte.n!; iv u pract i cal 

exp# r i nce ,nd prof ess iona I i nter.'at in Deve lopment 

Administration -- i.e. the U.S. Agency tor International 

and the United Nations
Devolopment (AID), the World Bank, 


as selected universitiesDevelopment Program; s well 

http:hypothes;i.ed


i 
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(and faculty), and development consultants.18 AID's
 
-
Center_ .-for-.. ,.Developmaent _-In f0rmation- -&- --- valuatiton 

(PPC/CDIE), Offtce of Rural Development (S&T/RD), and
 

Training Division (M/PM/TD) were especially helpful in
 

distributing questionnaires to offices and individuals in
 

AID/Washington and overseas USAID missions, as well as to
 

former participants in various AID-sponsored Project
 
19  
Management training programs. In addition, a number of
 

personnel in (or formerly with) the Philippine
 

Ministry/Department of Agriculture who were previously
 

involved in the Masagana Proqram were contacted and asked
 

to respond specifically in terms of the Masagana MIS.
 

A total of one hundred and ninety (190) responses
 

were received in time for processing. Of these replies,
 

one hundred and forty-three (143) were complete and
 

usable; seven (7) had to be excluded because they were
 

incomplete, 20  while forty (40) -- representatives of
 

offices, missions and agencies, as well as individuals -

reported no formal systems for monitoring and managing 

I"Several copies of the questionnaire, with a cover letter,
 
were sent to addressees requesting them to respond, and also to
 
circulate additional copies to other colleagues. Thus the total 
population reached is unknown. However, since the original

questionnaire was printed on blue paper, and some white photocopy
 
responses were received, it is reasonable to assume that some
 
secondary circulation also occurred.
 

19
 ,ostly AID Direct Hire U.S. officers, but including a number 
of Foreign Service Nationals (FSNu) -- i.e, AID employees who are 
nationals of the country in which the AID Mission is located 
-- as
 
well as several foreign government officials.
 

20 Respondents stated they had Insufficient knowledge to answer
 
some of the key questions; or for errors In three- instances where
 
only one pg ofthe two page questionnaire had been oped

(including two rosponses where the same page had been reproduced on
 
kboh sideb of the form, and the other page omitted), r
 

http:consultants.18
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.tpment_ rvgr~ M_ an _._pr t. A1 (In addition, 

another twenty-five (25) questionnaires were returned by
 

the post oftice as undeiverable.2. Others have
 

continued to tri,:kle in ;Ince the ddline, but were too 

late fur i:ncluslon in the analy'sis. 1-

As indicited in Fiqurl: 7-3 on the followinq page, 

program; and project:; in thirty-eight (38) countries were 

represented in the u::ablo roplies, in addition to three 

req iona I , ind s#'vera I A I[)/Washtnq ton-managqe d wor ld-wide 

proqrans. Figure 7-4 -- on the subsequent paqes -

indicates; the types of proqram,; and pro jects represented. 

2!%;inco , .It i wr, prov:1. it, idi.' to i ilcut thej,'culir e
nulm|,,r )t pto) , + .~ :tI l ; , ; :: ,t d ''' , t . '- i'-tarwe: 
( p'ls !t alld p)|l'v so t ) ['')11 v s I It d'( h V n'p [.s i ! tl" r~ pollI ;. t I m|II4; T 

cm il!; i det r i h) vh, l I 1 11 . , I, , t !I,,t Iv I a pt[') ; 1i ] 1 t t al t h. 
,I I I V I aflf .'l i 1 . 1 " '. 1 '" , i I ! I I i 1 .. ' rl.. ,i I I TfI rI c.' V11 

S, t.mI r r.I;,! v . t , r Iil L hii 

(P 0 w'I+t .t p !d i'nth rllutnt I v... prTrtiI 

irf: ' r riagi+' ' t t 'LI nt , "' l r I].. 

' 
tit++ '++ 'iff ,' t +mnI:';;l~~t'~l''l£*: I It '!' ;i~ It+' • t alpproximtetly 

"r'll't ';, , 1 tt +.,,,,. 'h, r-," ippl, tientlI! ope+rat ing without 
formal] rla w vl +l Im1<111l r i II ;ysz ;l Pvnt~'1 
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2 - Bangladesh 3 - Morocco
 

I - Barbados 4 - Nepal
 

1 - Bolivia 4 - Niger
 

1 - Botswana 3 - North Yemen
 

2 - Chad 4 - Pakistan
 

1 - Colombia 4 - Panama
 

1 - Costa Ric% 1 - Papua New Guinea
 

2 - Dominican Republic 23 - Philippines
 

11 - Egypt I - Portugal
 

3 - El Salvador 3 - Seneqa
 

i - Ethiopia 1 - Somalia
 

I - Guatemala 1 - South Vietnam
 

3 - Haiti 3 - Sri Lanka
 

7 - Honduras 5 - Thailand
 

4 - India 1 - The Gambia
 

12 - Indonesia 2 - Tunisia
 

2 - Jamaica 4 - Zaire
 

5 - Kenya 4 - Africa (Regional)
 

2 - Lesotho 4 - Latin America &
 
Caribbean
 

2 - Mali
 

I - Mauretania 3 - AID/W Wot ! Wide
 



TYPES OF PROGRAMS AND PROJECTS RFB a 

IN THE RESPONSES TO THE DMTS SURVEY 

Agriculture & Rural Development
 

Agricultural Research
 
Agrarian Reform
 
Agribusiness Development
 
Agricultural Extension
 
Agricultural Policy & Programs
 
Agricultural Production
 
Area Food Production & Marketing
 
Area Development
 
Artificial Insemination
 
Community Development
 
Farming Systems
 
Fisheries
 
Food for Work
 
Integrated Development
 
Irrigation Development & Management
 
Livestock Development
 
Plantation Management
 
Rainfed Resources Development
 
Reforestation & Watershed Management
 
Seed Production
 

Public Administration-& Management
 

Decentralization
 
Financial Management
 
Leadership Training
 
Management Training
 
Provincial Development
 

Education Enlrgy
 

Education Energy
 

Engineering & capital Development
 

Engineering
 
Housing

Industrial Engineering Technology
 
Public Works
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Health. Nutrition & FaLilV Plannin g
 

Family Planning
 
Health Services
 
Immunization
 
Nutrition
 
Primary Health Care
 
Public Health
 
Rural Health
 
Water Supply & Sanitation
 

Private Sector Export Development
 
Small Business Enterprise Development
 

Bgfuee_PrQgrjma
 

Refugee Resettlement
 

The 143 usable responses were analyzed in terms of
 

the associations between "Program/Project Success" and
 
"MIS Success", 
as well os between the twelve hypothesized
 

variables and "MIS Success" 
-- in a similar manner to the
 

treatment of the quasi-Delphi pre-discussion poll. In
 

addition, the sub-set 
of fourteen (14) responses which
 

specifically addressed the 
Masaqana MIS were separately
 
appraised and compared with my own 
 participant
 

observations whici were outlined in Chapter 6.
 

As with the pre-discussion poll conducted in the
 

Philippine Workshop/Seminar, in addition to requesting an
 
assessment of their Management Information System, I also
 

solicited respondents views on criteria for "MyS
 

Success". While the responses from this latter survey
 
are far more numerous than in the workshop, several
 
"themes" recurred. I have attempted to classify and
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summarize the essence of the responses by type, as
 

indicatea below, but in some instances the categories ara
 

not mutually exclusive:-


CHARACTERISTICS OF SUCCESSFUL MANAGEMENT INFORMATION
 
SYSTEMS
 

1. 	 PURP05E OF THE SYSTEM 

* Reasonable cost (in money and time/effort). 

* Higher benefits than costs. 

* Increased staff efficiency -- simplifies 

work, reduces redundancy, and limits
 
demands on scarce personnel.
 

* System simplicity. Easy access to data for 

reporting, analyses. Easy for "non
computer friendl," people to use.
 

* 	 Provides data to the organization's managers 
faster. easier, and less expensively than 
previL .;ly. 

* Provides valid, accurate and reliable data.
 

C. 	Timeliness
 

* 	 Provides data needed for decision-making in 
a timeiy manner. 

2. 	UEOQE_14EgMATIQE
 

A. 	Planning
 

* 	 Responsive to local level planning 
procedures. 

* Use for future planning and programming. 

B. 	Monitoring ProgramlProject Results
 

* 	 Measures program progress and impact, 
compared to objectives. 



* Monitors financial flows.
 

* Provides advanced warning of problems.
 

* Highlights management problems.
 

* 	Reallocates program resources from areas of
 
overages to shortages.
 

* 	Modifies implementation actions to meet
 
project goals.
 

* 	Outside technical people ,n assess program
 
performaihce by examining MIS rata.
 

Q.FeWdb
 

* 	Informs all interested parties -- field/
 
agencies and offices providing inputs,
 
management and external organizations and
 
individuals.
 

* 	Responsive to random requests by monitoring
 
agencies focussing on programs and budgets.
 

* Provides timely responses to Congressional
 
and internal AID management on organization
 
portfolio.
 

* 	 Creates a stream of data for impact
 
assessment.
 

* Provides a history of the project. 

* Better research results. 

3. 	MIC~ Q IUAQ~Q I UCS 

* Used in preference to informal contacts. 

* Number of user requests. 

* Complexity or demands the system can handle. 

* Degree to which MIS is implemented -- i.e. 
degree of usage throughout the
 
organization; the usage of hardware and
 
software at all levels.
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* Degree to which MIS is maintained. 

* 	 Flexibility for expansion. Adaptable to 
specific users needs. 

* 	 MIS remains in place lcng after the 
technical advisor(s) have left. 

To summarize, a composite "Successful MIS" is one
 

which is efficient and effective by providing sufficient,
 

accurate data at a low cost and effort, in a timely 

manner, for multiple purposes -- planning, monitoring, 

identifying problems and reprogramming -- and providing 

feedback to all intcrested parties (in and outside the 

program); as well as building a historical data base for 

subsequent evaluation. This in essence, confirms most of 

the criteria outlined in the twelve hypothesized 

variables. Additional concepts of simplicity in use, 

t the system, attentigu to monitoring 

it the program, and the need for 

LgeLbili _ ll_in_ py-es oL _dqa athead, alsowere 


introduced.
 

Although the circumstances between this comparative
 

survey and the Workshop/Seminar were different, the data
 

requested was the same as the workshop's pre-discussion
 

poll. For consistency in data analysis Yule's "Q" was
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again used as the quantitative measure for data 

analysis. 24 

A cross-tabulation between "MIS Success" and 
"Program/Project Success" of the development systems 

surveyed revealed the positive relationship indicated in
 

Table 7-7, which follows. In essence, twenty-six (26)
 
successful projects 
in the survey did not have successful 

MISs while eight (8) successful MISs did not lead to 
successful programs/projects. This reaffirmed my 
originalorio_az2sunotnal n that aa u ccessfl MIS not a preasS~~ t~ !]__ issuc1 u._ig~l~ar
 

r auisite for a succesru__lprojg . Nevertheless, a
 
strong positive relationship is evident betwoen "MIS
 
Success" (as the antecedent, independent, variable) and
 

"Program/Project Success" (as the dependent variable).25
 

24Although the M!S survey data was directed at Third UorldDevelopment Program MISs, and is one sample of that population, the
sample 
does not meet the criteria for statistical significance

testing on at least four counts -- 1) The entire population isunknown and wasrnot included in the pool from which t;.e samples were
selected; 2) the respondents were purposefully rath.,r than randomly
selected, 3) Responses 
 were skt.wed in favor of AID-assisted

projects, and also one Program, the Philippine Masagana 99 Program:
and 4) The data base was cot:)prised of nominal and ordinal rather 
than n terv, t* dataI ) rati 


2 5

1.e. the Program/Project Success rate Fiah MISs is 

ercent, but ml y 74 percent with9t; a difference of I" percent inavor ot tie Successful MIS. of course, there is always the
 
possibility of a "halo" effect 
-- that if one was successful, the
other was assumed to be successful also. 

93 

http:variable).25
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T LE 7-


NSHIP BETWEN "MIS SUCCESS"ROG
 

Success Failure Total
 

Success 100 8 108
 

Failure 26 9 35
 

= 0.625 Total 126 17 : 143 

Similarly, a cross-tabul~tion of the twelve
 

below -- with Yule's "Q"
variables against "MIS Success", 


as the common measure -- reveals a similar picture. 

Although a positive association exists between several of 

the variables and "MIS Success", rLQj met the criteria 

(outlined previously) for either "Necessary and 

Sufficient" or "Necessary, but not Sufficient", and aUJ 

p eses mus _e releje-ted. If, on the basis of 

this selectively skewed sampie data, one attempts to use 

this empirical data predictively to indicate the 

likelihood of a single "Desirable, if not Necessary" 

variable for increasing DMIS success (i.e. with a "Q" 

score greater than 0.50 as a threshold), the picture is 

as indicated in Figure 7-5 on the following page:
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"Q" 	 S'ore "NECESSARY" 
of HYPOTHESIS APPARENTLY
 

1. 	 Collaborative 
 0.56 REJECTED DESIRABLE
 
Design
 

2. 	 Results Oriented 
 0.72 REJECTED DESIRABLE
 

3. 	 Structure 0.58 
 REJECTED DESIRABLE
 

4. 	 Leadership Support 0.78 REJECTED 
 DESIRABLE
 

5. 	 Orientation & 0.53 REJECTED DESIRABLE
 
Training
 

6. 	 Incentives 
 0.22 REJECTED
 

7. 	 Feedback 
 0.5"- REJECTED DESIRABLE
 

8. 	 Administrative Capability
 

a. 	Centralize2d 0.10 REJECTED
 
Processing
 

b. 	Decentralized 0.66 REJECTED 
 DESIRABLE
 
Use
 

9. 	 Performance 
 0.40 REJECTED
 
Monitoring
 

DMI ALVA1190
 

10. 	 Basic Hypothesis 0.52 REJECTED DESIRABLE
 
Testing
 

11. 	 Alternate 
 0.58 REJECTED DESIRABLE
 
Hypothesis Testing
 

12. 	 Cost:Benefit/ 0.43 REJECTED
 
Effectiveness
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C. Hir tte Us
 

As indicated earlier, one hundred and eight (108)
 

Development Maniqemont intormation Systems (DMISs) were 

reported as "Succcs:.ful". An exhaustive, "statistical 

dredging" ot these questionnaires was undertaken to 

ascertain the g _. _ _ _ _ that 

could be attained with different combinations of 

variables, and "-'ouid produce a "Q" score ot 1.00.23 The 

"winninq" combination of thirty-five successful projects 

was the resultant of three variables (four indicators). 

This 	was the situation where:
 

a. 	 "FEEDBACK" (both Centralized Processing 
and Ducentralized Us.e), plus 

b. "ALTERNATE HYPOTHESIS TESTING", plus
 

C. "COST:BENEFIT/EFFECTIVENESS ANALYSIS"
 

were simultaneously present in Programs/Projects.
 

TABLE 7--8 

MIS qQUC__ 

Success Failure' Total

"With" the Three (3),,


'7
 5
Variable COriajqii93 3535 00, 35ion 

All Other Cases "Without" 73 35 108
 
the 3 variable Combination
 

Total 108 35 143
 

26
1.e All the variable "Withs" associated with "MIS Success". 
and all the varlable "Withouts" associated with ".MIS Failure". 

21.e. "Feedback", "Alterna3te Hypothesis Testing" and
 
"Cc.t:Benief t,'Effectivt:ness Analysis".
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One of the influential variables is an
 

"Implementation" variable, and the other two are
 
"Evaluation" variables. This suggests that i: -- during 

MIS development -- attention is paid by tne system's 

designers to ultimate use ot the data by "field" level 

personnel (i.e. feedback), and for subsequent program 

evaluation, the prognosis !or MIS success is good. These 

result ; are only p,,rtia i1y suv,,:;tive ho,-,'er, !nd are 

far from conclusive, in as much as sixty-eight percent 

(68%) of the MIS successes ( i.e. 73/108) analyzed are 

clearly due to other factors.
 

D. T1h4pMg4. n,_ Pa~rgrtiu 

There were rourteun (14) responses to the survey 

which addressed the Philippine Masaqana 99 Program's 

Management Intorra ion System in terms cf the twelve
 

variables hypothesized as "Necessary, if not Sufficient" 

for DM[S Success.2' Although the Masaqana Program and
 

its MIS were extensively reviewed in Chapters 5 and 6 -

from my perspective as a pdrticipant otserver, it was 

also instructive to see whether other participants
 

concurred. Consequently, the Hasaqana responses 
were
 

extracted and assessed separately. This aspect of the 

study takes on a narrower focus -- the different 

perceptions ot several individuals with respect to a
 

common proqram (Masagana) and its system. The data have
 

therefore been analyzed at the broadest level (i.e. 3 and
 

2 8 
1n addit ion. three (3) of the participants in the quasi-

Delphi worksho'/sumncsar completed a pre-discussion questionnaire on
the Mafa,,,na MIS which essentially addressed the same issues of
association Howtver. these were not included with the survey data 
analvy.ed aove 

http:analvy.ed
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2 = "Success": I and 0 = "Failure") in order to compare 

their perceptions with my own observations. The results
 

are as follows:

~ and QI~~~ly m!n 

.,brent_ TtAth __ w _ _ug xi . When viewed 
at a closer level of detail, however, my ratings are even 

conservatIve. Several ot the participants ascribed a 

(i.e. ratings of "3") to either 

or both the Program and the Management Information
 

System, rather than the "2"s which I accorded.
 

SI~d~~gN"MIS ANDF ; IO SUCCESS" 

AGA~M4NPill aUC 5" -- SURVEY-SUB3Sl 

MA$AGA RO_ _C _ 

Success Failure Sub- TOTAL
 

v 0 totalIi 

MIS Success 3 3 3 6 14
 
2: 1 6 1 8 H
MIS SUCyI 

MIS Failure I:
 

- -~--- - I-.---~~ 
TOTAL 13 1 

-
14 14 

Since there is consensus that the MIS was successful, 

there is no comparative "With" and "Without" situation,
 

and it is not possible to apply Yule's Q.
 

A detailcd cross-tabulation was made to identify
 

relationships between the twelve hypothesized variables
 



and the Masagana Management Information System's
 

"Success". (See Appendix "C". ) There is overwhelming 

consensus that alI the variil,,s "were present to an 

appropriate Jegree. [here is mne disagreement (or 

misunderstanding) about tho manner in which the MIS was
 

designed, however, as six participant-observern thought 

that the systen design was not a team effort. (Perhaps
 

frtr their F &rsi,,ctlv,, or the role they played in the 

Program, they did not paiticipate in the system design, 

but had ,t thrust upon them. I Furthermore, four 

individuals rated the Program's incentives package as 

inadequate; three considered the MIS orientation and
 

training, a:; well is ctntral i.,,i proc,!,sing inadequate; 

and practically every variable was rated "inadequate" by 

someone. Clearly, one or two individuals obviously had a
 

different experience with the Masagana Program and its
 

MIS than the majority of participants surveyed. At the
 

other ,,xtrme, no!;t individuals thought the HIS could do 

more in th area ot Evaluation (i.e. "alternate
 

hypothesis testing" and "cost:benefit/effectivericss
 

analysis") than I was wiliing to grant. Nevertheless, 

there is gen'-al consensus that the . 

%iI~gqu: ,I and that Cljl _Q1f tif, v(ri~1l .whic__vr, 

MI15-¢,: w-QrQ- vmw:nt• 

The result.,; ot these two additional methods for 

analyzing information systems qualifies the earlier 

conclusions based on my part ici pant-observati on. The 
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quasi-Delphi workshop reinforced my earlier 
 findings
 

(obtained th-ouqh the participant observation process) 

about 1) the Masagana Program: 2) Management Information 

Systems i, ieno. : i;_1 3) "r'tical varibles for DMIS 

design and utillzlAtion. From the collective experiences 

of the Delphl partict'ants, two variables -- "RESULTS 

ORIENTATION" and "LEADMRSHIP SUPPOIRT" 
-- were identified 

as "Necessary, it not Sufficient" for DMIS success. 

W hile cert n ';t .", , aI but ont, of the 

variable; 2 9 appeared to have had some association with 

DMIS success. The po!l of the workshop participants 

other exper Ierce!; -- 'i th Programs/Pro ects and 

Management informat ron SysTems In the Philippine 

develcr.:mntit 'l text -- il tnouqh limited 1:i scope, also 

served to ca:;t further liqht on the twelve variables 

singled cut tor study. After extensive review and 

discussion, 1l1 the participants considered five of the 

twelve variables "Desirable, it not Necessary" for future
 

DMIS development, namely:

1. Result!-. Orientation 

2. Structure
 

3. Leader,;hip Support 

4. Ori#entation & Training, and 

5. Per-ornance Monitoring
 

The broader survey of Development Management
 

Information Systems in the Third World did not support 

I and aspect anothercc,)i Ii britlv ,.sii, one ot variable 
€- (A!7.ftf'l . d Pu:{a ,as ,an r in lcntor of Adm iistrative 

31)1 e a f tactor greater thin .50. 
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any of the hypotheses as "Necessary, if not Sufficient" 

-- either singly or in combination with other variibles. 

The sur-ey di,, hcwover, ';trcnqly support :he "Desirable, 

if not Necessary" linding ot the Philippine workshop, and 

even included Most ot the other variables in the 

"Des irahi,," c iteqory. However, the survey sub-set with 

respect to the Masagana Program and HIS largely 

reinfr c anrl ,e] 4n veraI in-.tances ( .e. notablyied n 

with re'pect to the evaluatiun variables) went beyond my 

own participant ot-nservations outlined in the case study. 

These result:; should serve to validate the findings 

from the Particpant Obsf:orvation case study and -- in 

con ]unct ron ith the c"rn,;it, ",xpert c( sen.us" from 

the workshon -- nroviOe the basis for some 

recom;iendat1oni in the next section which should have 

general applicability as guidelines for future DMIS 

developrent. 



PART III
 

CONCLUSIONS AND 1I-LICATIONS
 

FOR MIS DESIGN AND APPLICATION
 

The essence of knowledge
 
is, having it, to apply it.
 

Confucius
 
551-479 B.C.
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CHAPTER VIII 

DETERMINANTS OF SUCCESS --

TOWARDS A THEORY OF MANAGEMENT INFORMATION 

We must learn to look at problems all
sidedly, seeing the reverse as well as the
 
obverse side of things. In given conditions,
 
a bad thing can lead to good results and a
 
good thing to bad results.
 

Mao Tse-Tung
 

This chapter summarizes the principal findings with
 
respect to twelve variables hypothesized as determinants
 
of success in Development Management Information Systems
 
(DMISs). Based on an in-depth review of the Philippine
 
"Masagana 99" Program's Management Information System,
 
and comparisons with zeveral other development program
 
MIS experiences, guidance is provided for future DM1IS
 
design and utilization. As a by-product of examining the
 
Masagana program data, some suggestions are also offered
 
for modifying agricultural development program policy.
 

It will be recalled (from Chapter Ore) that
 

ineffective management is a major problem in the
 

implementation of economic and social development
 

programs and projects in the Third World. Although
 

formal Management Information Systems (MISS) are
 

extensively employed in business to enhance management's
 

capability, effective MIS applications for administration
 

and management in the public sector are much less
 

apparent. Indeed, judging from the literature, there
 

appears to be little understanding by Public
 

Administrators as to precisely what a Management
 

Information System is, or what it is supposed to do.
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Currently, there is no common (i.e. generally-accepted)
 

body of knowledge regarding management information 

systems theory -- only ideals and unproven ideas, with 

sporadic, disparate and uneven applications. Furthermore 

(as indicated in Chapter Two) some people even question
 

whether formal Management Information Systems are
 

appropriate for program and project management in the
 

Development Administration environment of the Third
 

World, given the uncertainty inherent in such situations.
 

In Part II, the fundamental characteristics of a
 

formal Management Information System were outlined and
 

its utility reviewed in a Third World developmental
 

program/project. A reputedly successful Management
 

Information System -- designed for the Philippine 

Masagana 99 Rice Production Program -- was selected as 

the primary case. By conducting some comparative 

analyses with other DMISs, an attempt was made to 

contribute to general DMIS theory development. In 

addition, the efficacy of the program's substantive 

policies were analyzed. The results of these efforts are 

summarized below.
 

I - DEVELOPMFNT MANAGE)7NT INFORMATION SYSTEMS --

SOME EMPIRICAL OBSERVATIONS
 

Twelve variables -- drawn from the Management and 

Development Administration literature -- were initially 

hypothesized in Chapter Three as "Necessary, if not 

Sufficient" for successful Management Information System 

(MIS) design and implementation, as follows:
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1. Collaborative Design (i.e. a Team effort)
 

2. 	Results-Orientation (Targeted Program)
 

3. Structure (Data and formats pre-struactured)
 

MIS UTILIZA'I_
 

a. 	Implemention of MIS
 

4. 	Leadership Supp,rt (to use MIS)
 

5. 	Orientation & Training (in MIS use)
 

6. 	Incentives (to gather and report data)
 

7. 	Feedback (Dissemination of information)
 

8. 	Administrative Capability (Centralized
 
data processing, Decentralized use)
 

9. 	Performance Monitoring (of Program)
 

b. 	Evaluation of the Program
 

9. Performance Monitoring (Same as 9 above)
 

10. Basic Hypothesis Testing (of Program)
 

11. Alternate Hypothesis Testing
 

12. Cost:Benefit/Effectiveness Analysis
 

Each of the foregoing variables were operationalized
 

(as outlined in Chapter Four) and subjected to empirical
 

examination in Part II -- Chapters Six and Seven. For an
 

initial verification test, the Masagana 99 Program -

was reviewed to determine the extent to which the above 

variables were present during the MIS's design and 

utilization. As a successful model, the Masagana MIS was 

iThe basis for classifying the asagana MIS 	 as a success was
outlined in the case study, and was reaffirmed by feedback from a 
number of other participant observers.
 



353
 

subjected to further "Design Science" scrutiny in search
 

of possible additional insights regarding the reasons for
 

its success.
 

In a second test, several other Development Program 

MISs in the same cultural and technical environment (i.e. 

Philippine agriculture) were surveyed in te'rms of these 

same variables, and feedback solicited as to the success 

of their systems. A similar, but even more comprehensive 

survey was conducted of a larger number of DMISs in other 

Third World countries and different development sectors. 

These responses were subjected to extensive cross

tabulation analysis in order to assess the associative 

impact of the hypothesized variables. 

After some deliberation on the issues, tne
 

collective opinions and comments of some expert
 

theoreticians and practitioners were also sought
 

regarding the importance of these variables in MIS
 

formulation, as well as the general contribution of a
 

formal MIS to Development Administration programs and 

projects. 

THE MASAGANA MIS -- SUX GENERIS OR GENERIC 

Although designed in a near-crisis atmosphere and 

implemented in haste, the Masagana MIS was nevertheless 

systematically constructed to meet management's expressed 

needs. Indeed, ten of the twelve hypothesized variables 

were c-rsciously addressed and satisfactorily provided 

for. The major shortcoming of the Mcasagana MIS was in 

the area of Sumnative Program Evaluation. Although the 

Monitoring and Formative Evaluation aspects of the 

program were handled well, no consideration was given to 
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gathering data on the program environment -- or on
 

factors outside the program per se which might have 

affected the program's outcome -- for future examination 

of possible "Alternate Hypotheses". Also "Cost:Benefit/ 

Effectiveness" analysis was neither required by 

management nor incorporated into the systera by the MIS 

design team. 

The findings concerning the twelve hypotheses in 

terms of the Masagana experience are summarized in Figure 

8-1 on the following page. In as much as Masagana's MIS 

was deemed successful, and the first ten variables listed 

were present, one might reach the conclusion that these 

ten variables were "Necessary, if not Sufficient" factors 

to attain that successful outcome. Indeed, the 

conventional wisdom in the literature (from which the 

hypotheses were drawn), as well as the evidence provided 

by different participant observers tends to support such 

a rationatle. However, while not necessarily wrong, such 

a finding would certainly be premature. Another 

plausible explanation (even though perhaps not as likely) 

is that the presence of the hypothesized variables -

while deliberate rather than coincidental -- could have 

been spurious, and the successful outcome could have been 

the result of other indeterminate fLctors. 
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T CESSITY OF TAMELVE HYPOTHESIZED VARIABLES IN THE 

SUCCESSFUL DESIGN ANDUTLIZAON OF THE MA$ A 

HYPOI "NECESSARY" 
HYPOTHESIS IS 

SUPPORTED
1. COLLABORATIVE DESIGN 


2. RESULTS ORIENTATION SUPPORTED
 

SUPPORTED
 

MIS UTILIZATION
 

3. STRUCTURE 


a. Implementation of HIS
 

SUPPORTED
4. LEADERSHIP SUPPORT 


SUPPORTED
5. ORIENTATION & TRAINING 


SUPPORTED
6. INCENTIVES 


SUPPORTED
7. FEEDBACK 


SUPPORTED
8. ADMINISTRATIVE CAPABILITY 


SUPPORTED
9. PERFORMANCE MONITORING 


b. Evaluation of the Program 

10. BASIC HYPOTHESIS TESTING SUPPORTED
 

11. ALTERNATE HYPOTEHSIS TESTING REJECTED
 

REJECTED
12. COST:BENEFIT/EFFECTIVENESS 
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Unfortunately, no matter how completely a case study
 

is conducted -- i.e. how familiar the observer(s) is(are)
 

with the situation; how many facts are obtained; how
 

thoroughly the evidence is probed and sifted; how
 

preponderate the apparent findings; or how eloquently the
 

arguments are presented -- asingle case is siMpl nota
 

gufficien asis torsustaining a hvooth_$_s.2 While the 
findings from this case study -- which indicate the 

variables' presence -- are reassuring, cause and effect
 

cannot be conclusively inferred. The real test of
 

"necessity" -- rather than merely "presence" -- is
 

whether the findings are supported by other,
 

independently developed, evidence; and whether the
 

results are replicable in the general situation. For
 

this reason, comparisons between the Masagana Program's
 

MIS, and the MISs of other development programs were
 

undertaken in several stages.
 

An initial comparison between Masagana and the other 

surveyed programs -- of the extent to which the twelve 

variables were present (i.e. level 3,2,1 O) in theor 


formulation and utilization of their MIS -- revealed that
 

althe s a successful s st j
 

wjts atypj !jl. No other program MIS surveyed had
 

considered the same combination of variables in its
 

design nor incorporated them into operational use to the
 

same degree. However there were ninety (90) other
 

2"One swallow does not make a summer" Attribute!d to Aristotle 
(384 - 322 B.C.), Mt aphy-r . bk 1, ch. 1. Cited in Diogenes
Laertius, Lives of Einent Philosoohers, bk V, sec. 17. lB. 

31.e. "Successful" in terms of its own criteria -- 14 pre
established factors. 
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successful systems reported.4 This disparity immediately
 

cast doubt on the "Necessity" thesis.
 

When the constraints on both the tresn and l 

pf_pplication of these variables were relaxed to:

1) ADEQUATE (3 or 2), or INM1EQUATE (1 or 0), and
 

2) "Equal to, or better than" the Masagana MIS
 

only six systems had the same combination of variables -

from a pool of 143. Five of these six systems were
 

deemed "Successful", and one "Unsuccessful".
 

Since 93% of the development programs MISs (i.e.
 

84/90) evidenced success without the presence of the same
 

variables, the question of "Necessity"l was explored
 

further and several other comparisons were undertaken.
 

One comparison -- of other Philippine projects 5 -

substantially reduced the number of variables the
where 


"Necessity" hypotheses could be sustained, from ten to
 

only two variables:- "Results Orientation" and
 

"Leadership Support". When comparisons included other
 

Third World countries and development sectors, tnese
 

, -a swer ,elminae from contcntion as 

necessary to successful DMIS design and implementation.6 

Again, there was no single criterion or agreed-to spt of
 
criteria for "Success." Success was subjctively determined by each
 
respondent. The total number of "Successful" MiSs was 108; however,
 
some 1',of these were different views of the Masagana system.
 

5Thirty-three other perceptions of development Program MISs in 
the same environment as Masagana (i.e. various Philippine 
agrirultural development programs). 

6A caution here -- the criterion for a "Successful MIS* is 
sabjective -- i.e. whatever is reqiired to meet the needs of an 
individual manager. Thus the presence or absence of a particular
variable could have been seen in a different light by each 
individual. However, given the state-of-the-art of administrative 
management science, and the diversity of the programs/projects
reviewed -- after the fact -- such ambiguity is unavoidable.
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THE NECESSITY OF TWLVE HY -ESIZED_V MIN-M[ 
5UCCESSFUL DESIGN AND UTILIZATION OFMMAGEINFORMTION SYSI"EiS FOR THIRD WORMD DEVELOPKMPRA 

HYPOTHESIS "Necessary" HYPOTSIF I
 

MASAGANA PHILIPPINE 3RD WORLD S/R 
(Philippine (Agriculture) (Misc.) RATE
 

MIS DESIGN Agriculture)
 

1. COLLABORATIVE SUPPORTED REJECTED REJECTED 1/3
 
DESIGN
 

2. 	RESULTS SUPPORTED SUPPORTED REJECTED 2/3
 
ORIENTATION
 

3. STRUCTURE SUPPORTED REJECTED REJECTED 1/3
 

MIS UTILIZATION
 

a. 	 ImplementatiogLof HIS
 

4. 	LEADERSHIP SUPPORTED SUPPORTED REJECTED 2/3
 
SUPPORT
 

5. 	ORIENTATION SUPPORTED REJECTED REJECTED 1/3
 
& TRAINING
 

6. 	INCENTIVES SUPPORTED REJECTED REJECTED 1/3
 

7. 	FFEDBACK SUPPORTED REJECTED REJECTED 1/3
 

8. 	ADMIN-STRATIVE SUPPORTED REJECTED REJECTED 1/3
 
CAPABILITY
 

9. 	PERFORMANCE SUPPORTED REJECTED REJECTED 1/3
 
MONITORING
 

b. 	 h'valuation of the Prgram 

10. 	BASIC SUPPORTED REJECTED REJECTED 1/3
 
HYPOTHESIS TESTING
 

11. 	 ALTERNATE REJECTED REJECTED REJECTED 0/3 
HYPOTHESIS TESTING
 

12. 	 COST:BENEFIT/ REJECTED REJECTED REJECTED 0/3 
EFFECTIVENESS
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Although there were no situations where all of the
 

there were successful MISs where
 

these variables (severally or individually) were not
 

variables were absent, 


7 
 of the variables
present. In summary then, nne 


hypothesized as determinants of "MIS Success" weathered 

the scrutiny of 41 comparisons. 

This empirical study was unable to c.nfirm
 

conventional wisdom that certain variables ng19_aw
are 


to successful Management Information System design and
 

contrary, it was unequivocally
utilization. On the 


discovered that ngpeofthe hypothesized variables were
 

"necessary".
 

In the face of what was anticipated to be a foregone
 

such a finding was initially disquieting.
conclusion, 


Objectively however, as Campbell notes, "theory

infirming" results are even more powerful than obverse
 

have the
findings would have been.8 Reverse findings 


power to dissipate some of the complexity, rigidity and
 

which currently envelops DMIS construction
speciousness 


and application. For instance, it is now readily
 

apparent that successful Management Information Systems
 

can take not just one, but many forms. However, in the
 

light of this study, to hold out promises of success for
 

appropriately accommodating any (or all) of these
 

7Some systems, for instance, were deemed Successful even
 
without leadership support, while others were failures despite its
 
presenco.
 

8
Donald Campbell. "Degrees of Freedom and the Case Study." 

Comparative Poltical Studie*. 8 (2) July 1975. 
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variables in future Management Information Systems would
 

be charlatanry.
 

On the positive side, the currently perceived
 

complexities surrounding DHIS development can be
 

substantially reduced. Following up the issue raised in
 

Chapter One regarding administrative capability,
 

adequately accomodating twelve variables in a new system
 

design and implementation is a formidable undertaking
 

under any circumstances. It is even more difficult in
 

the Third World environment. However, since none of the
 

foregoing variables are essential, this means that there
 

is much greater tolerance in what constitutes a
 

"Successful" Management Information System. Thus, fLa
 

wider latitude is permissible in MIS design than the
 

"experts" ever recognized (or acknowledged) heretofore.
 

Of the twelve hypothesized variables, six stand out
 

as being the most significant for improving Management
 

Information Systems to support development administration
 

programs and projects. These six are:

Results-Orientation and Structure (for Design),
 

Leadership Support and Orientation & Training
 
(for implementation), and
 

Performance Monitoring and Basic Hypothesis
 

Testing (for Evaluation).
 

In essence, the key ingredients for a DMIS are:- 1) qgQgd
 

Zrogram/project leadership; 2) a focus on results (both
 

intrinsic project attainments and their extrinsic impact)
 

and 3) a conscientious effort to learn from the
 

information attained thereby.
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Reducing and simplifying DMIS complexity to its 

simplest terms, in retrospect the single most important 

inaredient for suc - l MIS design and implementation 

in the Masamana case appears to have been the personal, 

informed and charismatic J2cadgxtrhip of Secretary/Minister 

Tanco. While not indispensible, good leadership (which 

is responsive to feedback) creates propitious conditions 

for successful program/project implementation. This 

conclusion should serve to dissipate somewhat the aura of 

"folk-science" surrounding DMIS design and utilization. 

That leadership was the single most important 

variable influencing effective utilization of Masagana's 

MIS is also reassuring. It reaffirms that despite the 

increasing demand for -- and the trend towards -

computerization, Management Information Systems (MIS) 

design and usage is still largely an art-form rather than 

a technically-engineered device which can be objectively 

perfected, procured, installed and ignored. Although an 

MIS has many mechanistic aspects, ultimately the system 

must be subordinated to the human factors inherent in the 

particular work situation. Furthermore, since MIS 

development is largely the prerogative of the program 

manager -- at least in the U.S. Agency, for International 

Development -- it cannot be "acquired" as a commodity; it 

is an integral aspect of the manager's operational style. 

Before all twelve of the hypothesized variables are
 

discounted as a non sequitur, it should be borne in mind
 

that flgejiy is not the last word on the subject.
 

Although there is as yet no standard "recipe" of
 

variables that guarantees a DMIS will be successful, the
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Masagana case study together with t"i3 statistical
 

analysis of the other programs, and the opinion poll of
 

several expert practitioners ft c._gLrlv indicate varying
 

degrees of positive association of the
 

hypothesized variab1les and" Thus, while 

not absolutely essential to MIS success, empirical
 

experience indicates that attention to many of these
 

variables during DMIS design and utilization is certainly
 
9
 

"Desirable".
 

A re-examination of these studies, and the presence
 

of the twelve variables in terms of their "Desirability"
 

rather than necessity, indicates the following:

9
The possibility always exists, of course, that participant
observers and practitfioners only see what they are pre-disposed to 
see, accept what they recognize as appropriate, and even infer that 
it was there if it should have been. Human beings are notoriously 
oor observers. and have selective retentive faculties. If they are 
0Lieves in "action-training", for instance, if any was conduct'ed on 

their project, it will most likely be rated "Adequate" -- regardless 
of its actual worth -- particularly if the reporter was in some way 
responsible for, or involved in the training. Furthermore, by asking 
individuals "to what extent were appropriate incentives provided" in 
a particular instance, the respondent is immediately sensitized to 
the fact that ;Iowj on thinks provid.ng incentives is importanr, and 
they say not want to be left out. On the other hiand, otners may take 
umbrage at the concept. Consequently they either deny that it 
existed in their project: or if it obviously did, use the 
questionnaire as an opportunity to vent their spleen against the 
practice. Finally, respondents may either not understand the 
question full';, or niot be familiar with what happened in the actual 
situarion, but: are reluctant to sa; so. Answering the question "to 
the best of their ability" does not necessarily provide the correct 
answer. Indeed, this appears to have occurred in the responses to 
the Masagana MIS with respect -o "Evaluation" -- namely "Alternate 
Hypotheses" and "Cost:Benefit/Efteetiveness Analysis". Since I was 
intimately involved with the Masagana MIS design, I know that no 
provision was made for testing "Alternate Hypotheses" nor for
 
gathering cost data during the period 1973-1917 (although such
 
evaluations ma' be possible from other c9flateral data of which I am
 
unaware). Neverthel ess, the reasoning goes, "it sounds like a good
 
thing to do and we had a good system, so we must also have been able
 
to do that."
 

http:provid.ng
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THE DESIRABILITY OF TWELVE HYPOTHESIZED VARIABLESIN TL-M
 
SUCC DESIGN & UTILIZATION OF MANAGEMMNT INFORMATION
 

SYSTMS FOR THIRD .ORLD DEVELOPMENT PROGRAMS
 

"DESIRABILITY" AS EVIDFNCED IN 

KMAGANA PHIL' DELPHI 3RD WORLD D/R

MIS 	DESIGN AGRIC EXPER HIS_- RA
 

1. 	 COLLABORATION DESIRED REJECT REJECT DESIRED 2/4
 

2. 	 RESULTS DESIRED DESIRED DESIRED DESIRED 4/4*
 
ORIENTATION
 

3. STRUCTURE DESIRED DESIRED DESIRED DESIRED 4/4* 

HLS UTILIZATION 

a. L 	mplPentation f MIS 

4. 	 LEADERSHIP DESIRED DESIRED DESIRED DESIRED 4/4*
 

5. 	ORIENTATION DESIRED DESIRED DESIRED DESIRED 4/4"
 

& TRAINING
 

6. 	 INCENTIVES DESIRED DESIRED REJECT REJECT 2/4
 

7. 	 FEEDBACK DESIRED DESIRED REJECT DESIRED 3/4
 

8. 	 ADMINISTRATIVE CAPABILITY
 

a. 	Centralized DESIRED REJECT REJECT REJECT 1/4
 
processing
 

b. 	Decentral- DESIRED DESIRED REJECT DESIRED 3/4
 
ized use
 

9. 	 PERFORMANCE DESIRED DESIRED DESIRED REJECT 3/4
 
MONITORING
 

b. 	 Evaluation of the Program
 

10. 	BASIC DESIRED DESIRED REJECT DESIRED 3/4
 
HYPOTHESIS TESTING
 

11. 	ALTERNATE REJECT DESIRED REJECT DESIRED 2/4
 
HYPOTHESIS TESTING
 

12. 	COST:BENEFIT/ REJECT DESIRED REJECT REJECT 1/4
 
EFFECTIVENESS 	 * = 100%
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Consequently, priority rank-ordering for desirability,
 

the variables should be given attention as follows:-


First P~cr jy 

Results Orientation
 

Structure
 

Leadership Support
 

Orientation & Training
 

If nothing more can be done than focus attention on these
 

four areas, a manager can be satisfied that the major
 
variables under his/her control will have been addressed.
 

If the capacity exists to address additional areas in
 

DMIS design and implementation, the following are the
 

respective variables and priority levels:-


Second Priority
 

Feedback
 

Administrative Ability -- Decentralized Use
 

Performance Monitoring
 

Basic Hypothesis Testing
 

Thirdriority 

Collaborative Design
 

Incentives
 

Alternate Hypothesis Testing
 

Fourth Priority
 

Administrative Capability -- Centralized
 
Processing
 

Cost:Benefit/Effectiveness
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"Collaborative Design" (i.e. Teamwork) and
 

"Incentives" are popular themes for MIS improvement in
 

the literature. However, the evidence f-om this study is
 

that both fared poorly as variables that had actually
 

played a significant role in the design and utilization
 

of successful systems. Successful systems have been
 

designed by every conceivable permutation of teams,
 

individuals, experts, amateurs, "in-house" management and
 

staff, and outside consultants. Although the commonsense
 

concept of collaboration at some stage -- between
 

managers, designers and users -- is prevalent, from the 

data surveyed, in practice no one method seems to 

predominate. 

In so far as "Incentives" were concerned, most
 

respondents indicated that appropriate incentives
 

(rewards and/or sanctions) for personnel to collect
 

and/or use the data were low and/or inadequate in their
 

systems. On the other hand, the success rate where
 

incentives were provided was only marginally better (i.e.
 

80% vs 72%) than without them. Furthermore, several
 

respondents expressed concern that to consciously
 

incorporate an incentive system into an MIS as a means to
 

encourage appropriate behavior was simply unprofessional
 

and demeaning. One commentator expressed the issue as
 

follows:-

Incentives. appropriate or inappropriate. 
were not necessary as everyone involved In 
the maintenance ot these systems recognized 
their involvement as anq part ofth ir 
jobs, so no special incentives were needed or 
offered (eaphasis minel. The wording of this 
question implies a belief that employees in 
eveloping countries are not sufficiently 
professional to do their Jobs without 
offering extra *carrots or sticks". 
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It is also apparent from both the Masagana case
 

study and the survey data that an Information System 

which meets mana ment's needs for ionitoring. management 
and forlpative evAluation duri.ng implementation is not 

necessarily an effective one for ex Rost facto sunmative
 

evaluation. About a quarter of the successful systems
 

were, in some manner, inadequate for formative
 

evaluation, and almost one half for summative evaluation
 

purposes.10
 

An interesting side note is raised with respect 
to
 

evaluation. Two elements of the "EVALUATION" category
 

were rated relatively low in 'Desirability". However, in
 

the programs surveyed, a sifting of the various
 

combinations of variables indicated that in those
 

instances where attentign wm*.paid to ultimate use of the
 

data by "field" level Personnel, and for subseauent
 

progran evaluation, both the MIS and the Program/Project
 

wereatgy toe successful.
 

One possible inference of this finding is that the
 

prevailing tendency to treat summative evaluation as an
 

aspect to be dealt with separately and subsequently, is
 

detrimental to ultimate project success. In short,
 

"Summative Evaluation" design can also have some
 

formative side-effects. The finding alsu lends credence
 

to organizational efforts to address Monitoring and
 

Evaluation (M&E) considerations, and to institute formal
 

10
1.e. 20% (22/108) for Performance Monitoring: 25% (27/108) 
for B-asic Hypothesis Testing; 47% (51/108) for Alternate Hypothesis
Testing; and 44% (47/108) for Cost: Benefit/Effectivness Arilysis. 

http:purposes.10
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an integral aspect of the program/project
M&E systems, as 

at the design stage. 

DMIS UTILIZATION -- AN ASESSM 

The Masagana MIS epitomized a formal "Control"
 

system, but all indications are that the MIS was used
 

in servo-mechanistic
pragmatically and not the 


"Prematurely Programmed" manner that Development
 

In other words,
Administration Cassandras had predicted. 


to manage their program
Masagana's managers used the MIS 


instead of blindly letting it manage the program for
 

is not to say that the apprehensions of "Blue
them. This 


Print" control systems critics are unwarranted, but
 

in this instance -- pragmatism
rather that -- at least 

triumphed.11 in so far as "evaluation utility" is 

proved useful forconcerned, the Masagan? MIS also 


summative policy analysis, as well as
limited ex facto 


for program performance monitoring and formative
 

evaluation during implementation.
 

II -THE HASAGANA PROGRAM
 

The prime thrust of this study was to examine the
 

test hypotheses with
Masagana 	99 Program and a number of 


to the success of its Management Information
respect 


The time series data of several variables
System. 


by the MIS afforded a unique
reported and recorded 


some of the technical
opportunity to probe and evaluate 

aspects of the program -- particularly its developmental 

hypotheses. In so doing, I have inevitably had to stray
 

l!Whether mastery of the control-MIS by the program's managers
 

was due to the Filipino cultural environment (and hence might not be
 

attainable in other situations) is beyond the scope of this study.
 

http:triumphed.11
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into the substance of the rice production program itself.
 

The results of my efforts are outlined in Appendix F.
 

Since my findings on agricultural devsbopment program
 

policy are contrary to popular practice, and are counter

intuitive, these insights are also important for
 

specialists in the appropriate disciplines to pursue.
 

Despite both the technical feasibility for
 

increasing production levels to 99 cavans per hectare and
 

the public do
pressure to the HIS data (juxtaposedso, 

with collateral studies) indicate that -- for the most 

part -- actual Produ~tivitv and roduction increases 

ep__iq f es we only aginal. 

Furthermore, gn* t _ _ Qvqznae n_9 r_ 1.1_ 

extg-- 4gat-sup-v~i , nor availability of non

collateral credi __&,-pp-ar to have the intended effect upon
 

increased agxicultural productivity, or production.
 

Assuming thqt farmers were rational, this finding tends
 

to support earlier observations1 2 that basic economic
 
13
considerations
 -- rather than a lack of technical
 

knowledge or credit -- were the predominant constraints 

in Masagana 99 productivity.
 

,s a "Design Science" study, I have only looked in
 

depth at the single "successful" case of the Masagana 99
 

MIS with a reputedly successful Program. Hence, my
 

12
Kennerh F. Smith. "Palav Productivity and Profitability in
 
Iloilo 1971-72: A Comparative Analysis" USAID/Manila, December 1972.
 
Also Jessie Divinagracia and Kenne'th F Smith "Palav Production and
 
Profitability tor Sml l Scale Farmers, Iloilo, 1975. An Economic
 
Analysis of the "Masagana 99 " Technology". Department of
 
Agriculture, Quezon City, Philippines. June 1976.
 

131.e. "producrion-possibilities", effective supply and demand,

cost:benefit risk, "utility" and break-even analysis, and the law of
 
diminishing returns.
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to the two key "development
findings with respect 


which the Masagana program's
hypotheses" above14 (upon 


policies were formulated) should not be interpreted as
 
InY_ I1yi true. Nevertheless there was a wide
 

between program intent and outcome -- despitedisparity 


The fact that the national
the intensity of application. 


goal of self-sufficiency was attained is in itself a
 

commendable achievement. However the Mnner in which it
 

was achieved -- i.e. increasing the hectarage farmed 

(boosting productivity on the existing hectarage a
 

marginal amount) rather than by substantially increasing
 

largely unanticipated. These
 per hectare yields -- was 

results indicate that government managers of agricultural 

considerably moreproduction programs should pay 


to the (and needs
attention micro-economic other) 


farmers instead of assuming that
expressed by the 


national goals for increased production, and farmers
 

interests in increasing income (or achieving other
 

to the
objectives) are synonymous. This lends credence 


increasing calls for more participative "bottoms up"
 

frequent feedback and flexibility
development planning, 


during implementation.
 

Again, the need for the Management Information
 

-- so
System to be appropriately structured at the outset 


that it can accommodate such feedback from diverse groups
 

the program, and particularly
involved in implementing 


the program's intended beneficiaries -- is reinforced.
 

With such data presented frequently and systematically,
 

is enabled to do better planning in the first
management 


14Technical pervision, and non-collateral credit.
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instance, and break away from the preconceived Blueprint
 

during implementation when it ceases to be valid. Thus
 

managers can be proactive in Stout's full sense of the
 

word1 5 
 and engage in an exciting, evolving, Learning
 

Process, rather than merely functioning as program
 

monitors and "controllers".
 

i-_sef uffiiency for the Future
 

There is a tremendous latent capacity for
 

productivity (and hence production) increases on the part
 

of the small Filipino farmer. The Philippines
 

undoubtedly has the technical capability to feed itself
 

far into the future. This supports Everett Hagen's
 

controversial thesis 1 6 that
 

there seems no technical reason why

agricultural production should not be
 
increased at an equal rate with increasing
 
demand due to increasing population and
 
rising Income, even up to the 8 billkop or
 
greater population of the 22nd century.
 

and should allay any Mnediate Malthusian concerns about
 

the "Food/Mouth Ratio", despite the nation's high
 

population growth rate.
 

The economics, and sncial consequences of the
 

situation are not so sanguine however. As several
 

leading agricultural extensionists have pointed out,
 

agricultural development is not merely making two blades
 

of grass grov where there was only one before. Simply
 

15Russell Stout Jr. iI njaja- tr gr Control? The Organizational 
jl eg! , Bloomington, Indiana: Indiana University Press, 1980. 

16Evetett E. Hagen, fIlle__con glC5 of DevolopQjnt (Homewood,. 
Illinis; Richard D. Irwin, Inc., 1'.5). See particularly Chapter 3
 
"Popultion versus the Food Supply" pp. 46-70.
 

17Ibid., p, 59.
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raising the present agriculture system to a higher level
 
18  
of stagnation is not development. A±though a few
 

"early adopters" reaped the benefit of the change in
 

technology, 19 the "miracle" high yielding variety rice
 

did not benefit the majority of Filipino rice farmers. 

Despite higher productivity, the small rice farmer 

remains poor because the economic laws of supply and 

demand still prevail -- i.e. as the supply increases, the
 

price falls, relative to the demand. Furthermore,
 

distribution economics usually insures that there is food
 

available for those who can afford to purchase it, but
 

not necessarily for those who need it. While rice self

sufficiency exists in the Philippines today (with the
 

latent capacity to grow more), poverty, hunger and
 

malnutrition are still widespread. With the continuing
 

insidious incursions of population growth, the
 

Philippines cannot become complacent about the status of
 

rural development. In this regard, the Red Queen's
 

advice to Alice that
 

18
J. Paul Legans, and Charles P. Loomis, ed., Behavioral Chane
 
in Agriculture Conceots and Strategies for Influencine Transition
 
(Ithaca: Cornell University Press, 1g/l), p. 5. and J.K. McDermitte,
 
'Extension Institutions," Institutions in Agriculture Devel e ed.
 
Melvin G. Blase (Ames, Iowa: Iowa State University Press [911), p.
 
156. cited in Gary Lewis, "The Extension-Outreach Component of the 
Masagana 9q Rice Production Program in the Philippines." Laurence
 
University, California: Unpublished PhD Dissertation, March 1980, pp.
 
20-21.
 

19
For the first time, many were able afford to send their
 
children to school with school uniforms; as well as purchase

household appliances and vehicles -- to the extent that in some
 
areas, the HYV (i.e. High Yielding Variety) rice was dubbed "Honda"
 
rice.
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it takes all the running you can do, to keep

in the same place. if you want to get

somewhere else, 2vou must run at luast twice
 

v
as fast as that!
 

is peitinent for both the Philippine rice producer and
 

the would-be consumer.
 

The "dead hand of economics" is also felt by the
 

Development Administrator who promotes the theme of
 

"prosperity thrcugh productivity" while simultaneously
 

attempting to cope with the consequences of over

production (or short-falls) -- in both rural rice

producing, and urban rice-consuming sectors. The
 

national need for rice is finite, and public resources to
 

stimulate its production are limited. Furthermore, the
 

government exerts little control over the market-place.
 

Given the foregoing factors, it would appear more
 

!effectivto undertake intensive productivity programs
 

for fwgr., carefully selected. participants in limited
 

tarie r O rather than undertaking national "band

wagon" campaigns. Although the income benefits from a
 

smaller program would be realized only by a few, damage
 

control (i.e. the fall-out from farm failures) would also
 

be limited, while the macro effect would certainly be no
 

less.
 

The emphasis placed by top management on the
 

Masagana program had some negative organizational side

effects. While an important crop, rice production was
 

not the only concern of the Department of Agriculture.
 

During the early days of Masagana, however, it certainly
 

appeared that way. To a large extent, while Masagana held
 

2CLewis Carroll Throuph the Looking Glass (New York: The
 
.MacMillanCompany. 1963). p. 26.
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management's attention, the rest of the Department was
 

neglected, its functioning disrupted, and indeed often
 

distorted as resources were diverted to support the
 

Masagana Program. Consequently, numerous internecine
 

rivalries emerged and some egregious injustices were
 

perpetrated in personnel assignments, organizational
 

workload responsibilities, and remuneration. The fallout
 

from some of these inequities -- both real and perceived 

-- have vet to be rectified or ameliorated.
 

Q=ter Factors
 

In a classic study, General Carl von Clausewitz 

spotlighted two intangible concepts -- which he called 

"friction" and "psychology" -- to take into consideration 

when preparing for war.21  The destructive domain of the 

military commander is not the exclusive preserve of 

"friction" and psychological applications, however. 

Since Clausewitz's time the study of psychology has 

blossomed into a discipline in its own right, and in 

development project management, behavioral aspects are 

incorporated into "environmental" considerations. 

"Friction" -- a catch-all for "anything that can go 

wrong" -- also exerts a large influence in the uncertain 

2 1Major General Carl von Clausewltz f Translated by 
Colonel J.J. Graham (Baltimore, 4d: Penguin Books inc.. 1968). 
Clausewitz noted that because of the highly uncertain environment in 
which war is waged, the simplest tTing can beccme difficult. 
Friction r.presents the aggregation of elements that cause the real 
battle to fall short of the plan. Leadership and troop morale on the
 
other hand are interacting psychological elements which may enable a
 
numerically and/or technically inferior force to prevail against an
 
othei-rise 'superior force, or'alternately rause a superior force to
 
fall before an otherwise inferior one. Thus friction is a retardant
 
while psychology could have either a positive or negative impact.
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environment of development, but is less routinely
 
22
 

addressed.
 

AID's "logical framework" planning approach has
 

taken a substantial step in this direction by reserving
 

an "Assumptions" column to identify factors outside the
 

control of the project manager which can impede the
 

implementation of projects.23  Nevertheless, potential
 

friction factors which may be within the manager's
 

control are also critical and should not be discounted
 

simply because their dimensions are amorphous. As Major
 

James Smith states:
 

The very existence of friction begs the
 
planner to ask hundreds of queszions -- one
 
example he'ing: What if mv basic assumptions 
are wrong? . Those who plan and develop
doctrine In the vacuum of peace, when
 
friction can be discounted by the stroke of a
 
pen, must be especially aware of the concept
 
of friction and its implications for their
 
work. while extensive planning may prevent

everything from going wrong, the Inability to
 
rule out friction in war ensures that
 
everything most certainly will nor go

right. * Emphasis his.! 

The recognition of friction is a necessity in
 
developing flexible doctrine and strategy

that can pe adapted to changing 
requirements.,
 

2 2 Another military writer -- Captain Edsel Murphy. USAF 
later codified sorme key'[eatures of friction in a series of "Murphy's
Laws" to the eff-tr that 'If anything can go wrong, it will!"
 

2 3 David A. Delgado, "The Logical Framework in West Africa: 
Learning from the Assumptions Column" (Cornell, N.Y.: Masters Thesis, 
Cornell University, Aug-ust 1983). 

24Major James B. Smith, "Some Thoughts on Clausewitz and
 
Airplanes", Air University Review. Vol )(XVII No. 4, May-June 1986,
 
p. :7.
 

2 5

1bid,
 

http:projects.23
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From all accounts, Masagana's managers played the 

psychological factor to the hilt, but "friction" was 

largely ignored. Ignoring friction did not make it 

disappear however -- it was particularly manifest in the 

2 6 

delivery of non-collateral credit, as well as in rice
 

productivity which was way below potential.
 

Three friction factors in development administration 

-- brought to my attention through the survey instrument 

-- were concerns raised by several individuals with 

respect to bureaucratic "turf" struggles, blatant mis

management, and corruption -- and often a deliberate 

"head in the sand" attitude by management to avoid 

confronting the issues. The topics were unsolicited, and 

the numbers of people commenting few. Perceptions of 

mismanagement, corruption, and managerial responsibility
 

vary from one setting to another. Nevertheless, they are
 

obviously important considerations in the design,
 

development and effective utilization of a system in
 

which data and information are vital commodities. To
 

cite a few instances (without attribution of course)
 

1. Bureaucatic_ 'Trf"
 

It has been difficult to get . . project
MIS! off the ground b cause wants to 
maltain ex:clu;ive control. 

I found that there is a great reluctance to 
share info about MIS svstems within 
[organizationj b-:',e of security concr'ns. 

2 6
Operation SPREAD had had some outstanding experiences with a
 
handful of rural bankers, and this was used as the basis for
 
establishing expectations for the entire system.
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2. Corruption 

This single item [corruptioni is most 
prevalent in 3rd World Countries end is a 
significant feature in project failures.
 

3. Mismanacement
 

a. Head-in-$and Attitude
 

In . . * !geographic region] the USAID's 
[sic] are fearful of the results they might 
get so MIS is not i part of project design. 

In my opiniorn it the MISj wouid have been 
very valuble. However it was seen as a 
threat by some key host country officials 
since it allowed one to pinpoint problem 
areas/people. As a result they did their 
best to ensure it barely got off the ground. 

Both designers and operating personnel 
satisfied with existing poor system (perhaps 
because most don't know what a (odsystem 
should do, and some who do are pfeased'that 
current system doesn't clearly expose their 
failures.
 

b. L-kg of Understanding/Use
 

The major problem encountered was that the
 
counterpart in the government (at the project
 
level) did not understand the usefulness of
 
the MIS.
 

The MIS is a reporting system to the 
Director. Not used by Project Managers to 
run projects.
 

Limited operational success due to usage

solely to satisty AID reporting requirements.
 

The basic problem with the . . . MIS was th;:
 
was p.a_using information generated by

the NIS to make managemoent decisiois. 

Management wanted MIS as a "buzz-word" but 
did not understand it in practice, preferred
Informed, personal network to formal MIS.
 
Did not support MIS so it soon fell apart.
 

While no doubt a lot more could be said on the
 

subject in a differnnt forum, and -- through the logical 

framework -- AID ru tinely identifies some potential 

external friction factors, suffice it to say here that
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Development Administrators would do well to pay more
 

attention to internal as well as external elements of
 

friction during implementation.
 

III - CONSIDERATIONS FOR FUTURE MIS DESIGN & APPLICATION
 

In conducting this study, I had several objectives
 

in mind. I wanted to explore and describe the
 

acknowledged successful Management Information System
 

(MIS) of the Philippine Masagana 99 Rice Production
 

Program as a prototype "formal control-type MIS" for
 

Development Program/Project management. I also wanted to
 

identify the key variables which contributed to that
 

system's success and contribute to Development Management
 

theory. Third, I wanted to examine some commonly-held
 

agricultural program development policies in the light of
 

Masagana's experience. I am confideant that this study
 

accomplished each of these objectives.
 

Revisiting the Masagana 99 Management Information
 

System in terms of the twelve variables hypothesized as
 

determinants of successful MIS design and utilization has
 

been more than a nostalgic trip to rediscover familiar
 

things. objective examination of the Masagana MIS from
 

several different perspectives has provided some new
 

insights on old issues, and served up several surprises
 

with respect Lo both MIS administrative efficacy as well
 

as substantive Program accomplishments; offering some
 

food for thought in future applications. Having examined
 

the Philippine Masagana 99 MIS in some depth, and also
 

having distilled the experiences of other participants
 

and observers with Management Information Systems in
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various development programs, it is now time to offer
 

some "lessons 
learned" for the guidance of others. Seven
 

main items stand out from all the ground covered, with
 

respect to:
 

1. 	Extension Agent Reporting
 

2. 	Positive Accomplishment Measurement
 

3. 	Incentives
 

4. 	Decentralization
 

5. 	The "Three Sigma" Syndrome
 

6. 	Report Styles & Formats
 

7. 	Control Systems, Blueprirtinq and the
 
Learning Process Approach
 

Each of these are summarized below.
 

1. Extension Agent Reporting: Although it seemed
 

expedient to do so at the time, Masagana's MIS experience
 

indicates that it is not appropriate for extension agents
 

to be responsible for reporting the production of the
 

farmr they supervise. For the most part, extension 
agents have no direct means cf obtaining or verifying the 

data, and because of their perceived vested interest in 

the outcome, even if they were accurately reported, the 

results are usually suspect. Experience with the 

Masagana Program substantiates that extension agent 

reporters distorted the data to cast themselves -- as the 

farmers' technical supervisor -- in a favorable light, 

despite management's best efforts to curtail the 

practice. The net effect of the various incentives -

both overt formal, and implied informal ones -- was to 

send the wrong signal to the extension agent. 
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I 
 therefore recommend that for any subsequent
 

monitoring system with a similar objective, extension
 

agent responsibilities for reporting be modified.
 

Instead, greater effort should be made to use (and
 

increased reliance placed upon) random stuvevs 
and rp-id 

apprai sa l/pzsme ~tf monitor Q-_indicators of
 

projectpxrgr-qS, while David Leonard's five indicator
 

2 7  
japproach is a much more appropriate method fQr
 

27David K. Leonard, Reaching the Peasant Farmer: 
Orianization
Theory a'd Practice in Kenya (Chicago, Illinois: University of
 
Chicago Press, 1977). The five variables are:- "Agricultural

Informedness", "Explanatory Ability", "Innovativeness", "Visit
 
Effort", and "Progressiveness Skew". Each of these indicators can be
 
measured objectively, comparisons made between individual workers 
to
establish situation baseline information, and minimum standards
 
established for future performance. Aii l _inLo l !]. (AI)

is a simple oral, vernacular test of what the extension worker s
 
know in order to perform his/her duties. (The test should not be
designed to cover the whole field of knowledge, or be conducted in a

formIdable, threatening manner.) Literacy, or language skills 
are
 
unimportant. Only the individual's substantive 
knowledge is being

tested. Sl4ory Abilit is the capability of the extension
 
worker to understand 'HY and pass on the facts to others, with sound
 
reasons. Again, a simple, oral test based on the *AI" test should
 
suffice. innpq-yiivein. is an indication of whether the the

extension worker is merely passing on knowledge and facts as

received, or whether he/she is concerned enouh to make that
sure 

such knowledge is reasonable and also applicable to the local
 
situation. A simple test of this is whether local 
 trials,

demonstrations or field tests are conducted, and if so, whether those 
results are used: or whether national guidelines are merely passed
along. Vi .9 measure -- the average number offfoV_ is a simple 

farmers visited per work period (i.e. day, week, month). While this
 
may vary from area 
to area, depending upon the dispersal of farmers,

difficulty of terrain, availability of transportation, etc., etc., in

the aggregate, this should provide a meaningful picture of extension 
worker coverage capabilities, Er9gressiveness Ske is an attempt to 
measure the appropriateness of the armers contacted. Since early
adopters tend to benefit most. as market forces limit further 
adoption and diffusion, the poor farmer should be both the objective
and the direct target, not a secondary one. [On this issue, Leonard 
challenges the traditional approach of targetting the more 
progressive farmers first.] By categorizing farmers as.progressive", *middle" and "non-Innovative" and measuring the 
percentage of ea-h reached by the extension worker, the relative
 
effectiveness of extension efforts can be measured. By analyzing

each of these categories separately, or aggregating them into an

overall 
Extension Index, a manager can evaluate the effectiveness of
 
his/her staff more readily than wading through the usual 
trivia (and

often deliberately distorted data) of hectares planted and harvested,

yields, meetings held, etc., etc.
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monitoring extensio]ngaent performance. Modificaticns of
 

this nature would eliminate (or substantially reduce)
 

discrepancies between operational "Program" and
 

"official" data series, reduce a major source of 

antagonism between different departments, and improve the 

credibility of available program data. 

2.__sitiveA Development
 

programs and projects are usually formulated to provide
 

"More and/or Better" quantities/qualities of something
 

which is seen by the Program's managers as economically
 

and/or socially desirable. That "something" can usually
 

be targeted and measured. In the case of the Masagana 99
 

Program, for instance, a target of "99 cavans per
 

Hectare" was established. The fact that the program fell
 

short of this objective and only attained a reported 84.3
 

cavans/hectare at its peak performance (85% of its target 

-- if one accepts the reported yield at face value) is 

the typical way of measuring accomplishment. 

By casting performance in this negative light, the
 

very real accomplishment is obscured -- namely that
 

average small farmer productivity was raised to 84.3
 

cavans/hecar from a base of 36.3 cavans/hectare. 28  In 

other words, the Program resulted in in 32%anjincr of 

-- or more t1hn_ double what it was at the outset. 

Positive reofrting is not simply statistical sleight-of

hand but de facto accomplishment29 -- as opposed to a 

2 8Derived from the same data-base.
 
29
Based on 
the actual data reported.
 

http:cavans/hectare.28
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priori conjecture -- and is therefore a much sounde 

)asis for measuring Droarress. 

3. 	 Incentives: The Masagana program created a 

inducements for "behavioral modification" (bothnumber of 


positive and negative) for various personnel ;.n the
 

were financially oriented, but
 program. Many of these 


other tangible and intangible benefits wore also offered.
 

paid bonuses (or otherwise
Thousands of individuals were 


the more onerous or difficult
rewarded) for doing some of 


tasks. However, multiple differential incentives
 

emanating from different organizations were not
 

cohesively integrated.
 

best intentions, the
While conceived with the of 


result was that extension agents (in particular) became
 

and neglected some important
selective in their efforts 


Many additional resentments were
aspects of the program. 


created between personnel who benefited from the system
 

and those who saw themselves disadvantaged by it, or
 

unable to partake.
 

do work.
that incentives not
This is not to say 


that people did
Indeed, to the contrary, the evidence is 


The problem lies in articulating
respond to inducements. 


work cohesively and constructively
multiple incentives to 


in support of a program's objectives. In future
 

ensho2! be carefully constructed
programs, imdA 


negative
o 	 "tential
with full consideration a priori to 


gqn in ; then applied with extreme aution.
 

Otherwise, the resultant effect may be other than what
 

was anticipated.
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4. Decentralization: Masagana 99 was a nationwide
 

program which was implemented in the Provinces but
 

coordinated from Manila. Centralized 
monitoring and
 

coordination was essential in those early days, but once
 

the overall system was developed and routinized, the need
 

for a central coordination role lessened considerably.
 

While the need for some provincial data probably persists
 

in Quezon City, it is likely 
that much of the data
 

formerly reported on a monthly basis is now superfluous
 

to central management needs. In any event, with 57
 

different provincial operations, after a few months,
 

local management needs for information will evolve and
 

diverge from the original pre-conceived centralized
 

Blueprint system.
 

Thus, the validity of the Learning Process again
 

becomes apparent. Therefore. the ty1&_of data being
 
repgLt- i--_Px-Qqra-rL__he_i.._e._ ncv. anda the p _ans foLrx 

- -d e tperiodically 

reexssa i-mvxKg-y-emnts -in ef-ectieness and 

efficincy 

filling. 
30 

to reduce complexity and mindless form

5.___ e -ja_ rgDe: When moving from a 
Pilot or Demonstration Program to full-scale operational
 

project implementation, there is a tendency for project
 

designers to use the most outstanding results from
 

previous experience as the "norm" for full implementation
 

30
1t is highly possible that more emphasis could be placed 
on
periodic sample surveys to obtatn data, rather than so-cal led "i00%
 
monthly reporting" by Production, Technicians. Micro-computers could

also improve the speed for processing this data considerably, as well
 
as the quantity and quality of the analysts.
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targeting. While previous achievement demonstrates what
 

is achievable, and can encourage others to higher
 

attainment, by focusing on the ideal attainment to date,
 

the friction inherent in new starts is ignored, and a
 

formula for frustration for both program managers and
 

participants is perpetuated.
 

In the absence of experience there is usually
 

nothing wrong with making educated guesses for
 

establishing initial targets. Even with experience,
 

however, such targets should not be set so high as to be
 

generally unattainable. Nor should they be inflexible. 

It is much more realistic to ro-dify expectations at the 

" --
Q-U Yn _Q the "m a 


creating a climate where "success" is possible by most of
 

the program's participants, rather than setting the stage
 

for failure and negative reinforcement. Again, as
 

experience is obtained, the targets should be
 

periodically reevdluated for appropriateness, both in the
 

sense of direction and level.
 
6___Repg tStyles and s: No matter how good
 

the data, or how faithfully it is analyzed and written 

up, unless the information is communicated effectively to 

the intended recipients, the report is essentially 

useless, except indirectly -- as a consumer of materials 

and a generator of employment. In this reqard, booklets 

of statistical tables may induce "MEGO"31 while many 

lengthy, technically complete, narrative reports can also 

31MEGO - My Eyes Glaze Over!
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be soporific. Merely disseminating copies of reports does
 

not ensure that they will be read. 32
 

A conscious effort should therefore be undertaken 
to
 

met reports attractive in appearance As well as
 
in style The data should also be
 

presented redundantly in a variety of formats and media 

to ensure that the mes-z_-oQ is r'-c: v-t aid udc". u,,ii. 

h --- t iItj~q n_[t eLearning¢It~qI_<Y9/l¢_ 

i>r@s__/pvIh: A major issue -- discussed in Chapter 
Two -- is whether control-type systems can be effective 

in the management of development programs. This study 

clearly demonstrates that while a ccntrol-type system is 

derived from a Blueprint mould and there is no guarantee 

of success, a system such as the Masagana MIS can indeed 

function in a Learning Process mode. It is worth 

emphasizing however that the system per se is inanimate 

and indifferent to its usage. An MIS is an artifact for 
the manager and staff t e Ri oY the MIS as a 

"Dynamic Blueprint" in the spirit of "Structured 

Flexibility". Such systems do not preclude rational 

human judgement but are merely a means for providing data 

to managers to facilitate monitoring, evaluation and 

making appropriate adjustments. 

thmk t RHv Cohen, AID/PPC,,CDI E, who raised my 
consciousness )n thu aspct in a discussion on 21 September 1987,
ummedi.itlv pr,.or !,) mv departure for the Philippines. The 
discuss ,n waf;v'r, tiel.y, for it 4 s a principal topic of concern
with rh, ihlliu , un, u '; , ureau of Agricul -ural Statistics (BAS) shortly 

ft vrv rr'.' d ' hroughout a,," tay - through earlv December. I 
was in the otti ot AS Directcr De Guzman when he was called by
Secretary of A,.jicultuce Dosinguez to do something about making his 
Bureau's pedantic reports "more sexy, and readable". The issue of 
presentinF, ;nan-,ment intormation in more attractive form and 
differ-nt modia was also raised with me by Undersecretary Ansaldo and 
Assistant Secretarv Estacio during the course of my visit. 
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In the international project arena, with limited
 
resources 
available, in competition with other potential
 
projects, project designers frequently attempt 
to "sell"
 
their project politically by emphasizing the positive
 
features and down-playing 
the negative aspects. As a
 
consequence, potential 
benefits are usually exaggerated 
-- with the most favorable data, estimates and ratios
 
used for justification. Simultaneously, potential
 
difficulties, external 
constraints, etc., are all too
 
often underestimated, minimized or completely overlooked.
 
Timing/scheduling of implementation plans and 
 goal
 
achievements, 
targets and individual outputs 
are over
 
optimistically established, and the ready availability of
 
any necessary resources is assumed. Thus, a wide schism
 
exists between design and implementation at the outset,
 
and the blueprint is strained to (or beyond) its 
limits
 

at the first signs of "friction".
 

None of the foregoing negates the necessity to plan
 
ahead in as detailed a manner as possible. As long as
 
the Blueprint 
 is open to modification during
 
implementation, it simply offers 
 a means for more
 
effectively linking was
what intended with what is
 
feasible. Thus, the controversy over the "Blueprint-

Learning Process" misses the and
point, merely
 
perpetuates a false dichotomy. Indeed, it 
is even more
 

important to olot 
a course in an uncertain environment
 

than aprogrammed one.
 

In retrospect, the major advantage that the dynamic
 
blueprint 
 offers is a linkage between design and
 
implementation. All too often 
in development projects
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conditions change. When this happens, periodically the
 

implementer should be free to select more appropriate
 

branches from the options available on the decision-tree.
 

Uncertainty is inherent in planning and implementing
 

development projects, and "Alice's dilemma" (outlined
 

below) is not an uncommon one.
 

"Cheshire-Fuss'" she began, rather timidly.
 
"Would iotell se, please, which way I
 

ought to go Ircm hure?
 

"That depends a good deal on where you want
 
to get to," said the Cat.
 

"I don't much care where --" said Alice.
 

"Then it doesn't matter which way you go,"
 
said the Cat.
 

..- so long as I get sooewhcre," Alice added 
as an explanation. 

"Oh. you're sure to do that." -aid the Cat.
 
"if you only walk long enough. -

As with Alice, "Trial and error" may be the only feasible
 

approach for some development programs, but without
 

reference points for subsequent analysis, selective
 

replication and incremental improvement, each formulation
 

is equally likely to lead to futility. In this regard,
 

fos s. mmil9 =Q charts". "PERT/CPM 

if_ . The MIS serves an 

extremely useful documentation role during the Learning 

Process journey, and after the fact, provides some basis 

for retracing the course to review where you came from,
 

where you went, and which ways were worthwhile.
 

3 3 Lewis Carroll, Alice's Adventures in Wonderland (New York: 
The MacMillan Company. 1963). p. 59. 
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As a result of this study 
a basis for a heightened
 
awareness of the capabilities of control-type MIS 
for
 
operational management is provided, 
and for a better
 
understanding of the 
 role that "Desirable, if not
 
Necessary" variables play in 
 the design and
 
implementation of Development 
 Management Information
 
Systems. Hopefully, as this 
 information gets
 
disseminated, there will be some 
incremental increases in
 
Control-MIS 
 adoption, adaptation and appropriate
 
utilization in the management of Third World Economic and
 
Social Development Programs 
 and Projects -- to the
 

benefit of everyone involved.
 



EPILOGUE 

Plus ca change. Plus c'est la meme chose.
 

Alphonse Karr
 
L.s Guepes, 1849
 

I returned to the Philippines to gather some
 
additional data on the 1973-76 Masagana era from NFAC,
 
BAECON and USAID in May 1986 as v'ell as to follow-up on
 
the current status of rice self-sufficiency, and
 
Management Information System utilization. I returned
 
again in the fall of 1987 (from September to December) to
 
provide some consultative assistance to the Philippine
 
Dep rtment of Agriculture as well as to conclude my field
 
research. This is a suomary of my findings.
 

STATSFAT NAL__ $LL _Si/ ii 

The Philippines is currently self-sufficient in rice
 

production -- and has been since 19761 -- although the 

outlook for the 1987-1988 Crop Year is uncertain.2
 

Average productivity has now crept up to 61 cavans per
 

1200,000 metric tons of rice was imported from Indonesia during
 
1985. but the available statistics indicate that it was excess to 
need. and metelv idded to the count rv's reserve stockpile. 
Speculation is that this was imported as a political insurance 
strnter;v to bolster availability of low-cost rice during tl.e 1985-86 
election cimpa i rn period. In any event, the new Ajuino 
administration pl.nned to re-export the "surplus by the end of 19 1. 

2T.o headline stories in the !,ili Elli highlighted the 
uncertainty as ftllows:- 1) "Shortage of rice feared due to lack of 
rainfall" (October 10. 1987) in announcing a Production Enhancement 
ProF,ram aimed at raising an additional production of 5)0.000 metric 
tons of pilay equivalent to 320.000 metric tons of milled rice 2)
"Palay glut coopounds problems of farmers" (October 12. 1987)
reporting on marketing aod pricing problems and a huge glut in palay. 
and ccntin 1eclir- in 2ric 5 o palav brought about by the starr 
ot the harvestizni season in the Vlsavas and Mindanao, A National 
Food Auti.oritv official was quoted as saying that some 5.6 million
 
metric 'ns of palay are expected to be produced this crop season.
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hectare3 -- principally attributed to the conversion of 

much of the former rainfed paddy areas to irrigation -

with high yielding varieties being planted and new
 

technology applied.4 Thus the early efforts the Masagana
 

Program set in motion to aain and !ustin National 

self-sufficiency _grtinue to haye ainPaq.
 

STATUS OF THE MINI$_TE. NFAC ANDTA 99 PROGRTHE
 

The political turnover in the Philippines resulting 

from the "Peoples Power" revolution of February 25th 1986
 

understandably created some organizational turmoil and a
 

hiatus in the pace of government program activity. The
 

Ministry of Agriculture revertel to a Department 5 and the
 

leadership changed, while many of the former managers
 

have been (or are in the process of being) replaced, or
 

temporarily "sequestered" pending further determination
 
6


of their suitability to serve in the Aquino government.


The fall-out from these organizational/administrative
 

changes still remains to be seen in 1988.
 

3at the old 41, kilo/cavan rate.
 
4 averaging 72 ca/ha
 

5The former Department of Agriculture and Natural Resources was 
chansed to a Ministry when the Philippines converted to a 
Parliamentaiv ;vst,.m ot ,ovoriinent in 1977. and was reorganized Into 
the ,Minisr" nr, P'aksaSaka at Agriculura G(Ministry of Food and 
Agriculture). It raverted to a Department in May 1987. In addition. 
the Bureau of Agricultural Economics (BALCON) was reorganized as a 
Bureau of Agricultural Statistics (BAS) with the prime purpose of 
gathern and limited analysis of agricultural statistics; rather 
than gatnering, detailed analysis and interpretation, as heretofore.
 

6This removal and sequestration extends from former political 
appointees d,-n ro - - and including -- some technical career 
personnel . ':he Philippine Civil Service Commission is protesting
both the anti-democratic nature and impact of summarily dismissals
 
and sequestration.] Some of the same people with whom I worked from 
1973 - 1976 are still (as of December 1987) in the Depar'ment and 
USAID. 
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NFAC has undergone six reorganizations since 1976,
 

and -- as a consequence of the new Administration -- is 

in the midst of another. In May 1987, the National Food 
and Agriculture Council was(NFAC) reorganized into a
 
National Agriculture and Fisheries Council 
(NAFC), with a 
new -- decentralized -- role.program Emphasis is now 
being placed by the Secre'ary on R.gio/l rather than 
Central program management, with "Bottoms Up" planning, 
and a focus on increasing small farmer inMQ rather than 

simply improving productivity in a particular crop.
 

Despite the massive political upheaval, Masagana 
continued to exist as a separately identified program 
through early 1987, ind in Hy 19867 was. just commencing
 

PHASE XXVII. However, even then the program wa.; but a
 

shadow of its former existence. Masagana was ro longer a 
priority rice production program; it had been superseded 
by an "IRPP" -- Intensified PruductionRice Program -

which was essentially a mechanism to provide small farmer 

access to subsidized inputs and credit, and to report
 
planting and harvesting data to NFAC. 8 Production
 

Technicians were no longer exclusively detailed to the
 
Masagana Program, 
 nor were they necessarily rice
 
specialists anymore. 
 Instead, Production Technicians
 

were redesignated as "agricultural generalists" and 
were 

assigned responsibility for providing technical advice 
and assistance to aIj typc6 of farmers in their 

7
0n my penultimate visit
 
8
"Masagana" continues to feature prominently in the public's


day-to-day consciousness 
-- as the name of the Department-sponsored
basket-ball team -- a 
 leading contender in a 
popular national
 
competitive sport.
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geographic area of assignment. Thus, the average
 
technician's knowledge about rice, 
 and the level of
 

effort devoted to rice production, has lesened.
 

HAG MJM INFORMATION 5YSTEM STATUS 

The former Management Information System Division 
weathered the various NFAC reorganizations to 1986 
relatively unscathed in terms of personnel staffing. In
 
fact, the MIS staff were frequently asked to assist other
 
departments and organizations in the design and
 
development of Management Information Systems for their
 
programs 
and projects. 9 However, time, and leadership
 
management changes 
(with accompanying readjustments of
 
Ministerial priorities) had taken their toll on the form,
 
function, use, and utility of the Masagana MIS. 
 In 1986,
 

these changes were reflected in the following ways:

1. Although NFAC continued to publish a monthly MIS
 
report with 
the data presented in cumulative form, the
 
system no 
longer obtained cumulative data from the PPOs
 
in the provinces. Instead, 
the PPOs had reverted to
 

providing NFAC with "last 
month", "this month", "total to
 
date" type information in "worksheet" format.1 0
 

gIn addition, they have been consulted by representatives from
the governmencs of Bangladesh and Indonesia.
, contemplating
establishing similar project management information systems.
 
10
The Provinces claimed it was easier to "estimate" and report
status in this manner. [However, in fact 
it is much more difficult
and time-consuming to reconcile and 
cumulate data in this way.)
Numerical errors are frequently encountered by the NFAC MIS staff who
are tracking and converting these reports to cumulative format. This
is a strong indication that the basic records on farmers are not
being maintained or 
reported properly by production technicians.
 

http:format.10
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2. The provinces were no longer rank-ordered monthly
 

by key indicators based on their performance. Instead, 

they were grouped alphabetically -- by Region -- for each 

indicaLur. "l Although the rank-order was still
 

indicated, it was inconspicuous, buried in the body of
 

the worksheet.
 

3. The NFAC MIS staff no longer conducted field
 

reporting problem follow-up, or pruduction verification
 

surveys. 12
 

4. The Rice Profile of the Philippines -- the data 

base for estimating and planning logistical support needs 

for rice planting and marketing -- had not been updated 

since 1975.
 

5. The monthly meetings of agency heads and other
 

key Masagana managers was continued for about five years
 

(i.e. 1973 - 1978). Since 1979, however, such meetings
 

have not been viewed as vital for program monitoring and
 

management, and are usually attended by designated
 

representatives rather than the principal members.
 

Discussions usually revolve around particular provincial
 

situations, rather than overall comparative provincial 

performance and issues which contral management can 

resolve. 

llThis was supposedly to make it easier to locate the data on a 
particular province. 

12Thus NFAC managers have no means of checking the accuracy of 
the data submitted. The follow-up surveys were discontinued for 
economy reasouL_ 
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6. The Masagana yield and production data reported
 

by the provinces in the MIS was generally regarded as so
 

inflated it was not taken seriously by anyone -- even 

within the NFAC. 

7. The MIS report was no longer disseminated to
 

other participating agencies of the Masagana Program for
 

their information, or comparative management use. It was
 

used primarily within NFAC to develop staff position
 

papers and statistics for planning.
13
 

8. The provincial managers -- Governors, PPOs, 

etc., -- no longer received feedback copies of the 

monthly report. 

9. The PPOs no longer displayed Masagana program 

status information conspicuously in their offices. 

Furthermore, in meetings with NFAC personnel, many PPOs, 

Production Technicians and other provincial officials are 

often uncertain and/or unaware of the cumulative history
 

of their province's performance during the season.
 

In short, the MIS had returned to the status quo, 

ante-Masagana. This was a dismal finding in terms of 

Institution Building for Development Administration. 

[One instance where Masagana's MIS wasstill unsurpassed 

was iiLIrntysig i-qk-reaction of rice-crom 

d mage from typhoons and other disasters. No other 

information system provided regular monthly progress
 

reports on area planted and harvested, by province.]
 

1 3 The number of copies of reports distributed was allegedly 
curtuiled for economy reasons. 

http:planning.13


394
 

The Provincial Profile, as a basic planning document
 

is woefully outdated. A myriad of changes have occurred
 

in the thirteen years since the Profiles were last
 

updated -- in p planted to rice, the UiJming of
 

plant:ng, and isn l ifi~rk. For instance, many
 

farms have converted to other crops, some have reverted
 

to rice, while still others have been upgraded from
 

rainfed to irrigated status.
 

The Provincial Governors and their staffs 
 were
 

largely unaware of the activity of other provinces in
 

1986 with respect to rice production, or of their own
 

performance compared to other provinces.
 

The Production Technicians were still complaining in
 

1986 that they were overburdened with clerical functions
 

-- counting and reporting detailed data on activities for
 

which they had been assigned "responsibility", but which
 

in fact were impossible to monitor; and also assisting 

farmers to obtain credit.14  Consequently, the time 

available to provide technical advice to farmers -- which 

was supposea to be their principal function and forte -
was drastically curtailed. While not a issue, thisnew 


situation has been exacerbated by the continual accretion
 

of duties.
 

14A small farmer credit program is still operational. I did
 
not follow-up on its status.
 

http:credit.14
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At the same time, preliminary findings from a BAECON
 

study made available to mel5 indicated that most rice
 

farmers think thev:

1. Already know enough about how to grow hig
L6
 
yielding variety rice.


2. Do not have technical constraints to
1 7
 
increased production, only economic.


3. 	Don't need, receive or seek technical
 
advice from government production
 
technicians. In any event most of the
 
"help" currently received is
 
administrative -- i.e. processing loan
 
applications -- not technical.
 

It is evident from the foregoing that by 1986, both 

the Masagana 99 Program and its Management Information 

System hed outlived their usefulnessIO -- N Asnciana for 

development, and the M Q__ nistration. 

Accretion of addi.tional responsibilities diminished ' e 

diligence of provincial production technicians with 

respect to Masagana, while improvements in the 

capabilities of the target farmers have reduced the need
 

for such support.
 

When the Masagana Program initially achieved its
 

objective and ceased to be a priority concern, top level
 

interest waned and the reporting system reverted to a
 

bureaucratic requirement rather than a management tool.
 

Without policing, periodic evaluation of effectiveness,
 

1 5As 	yet unpublished.
 
16
The radio farm broadcasters are still operating, and they are
 

highly regarded by their audience.
 
1
71.e. cost of inputs to produce, versus price of product at
 

harvest.
 

18' it Earl Kulp refers to as "unburied fatalities".
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and top management rz'_port, tie system degenerated to 
perfunctory data processing, 
 and its utility simply 

eroded. What remained was a moribund MIS, a relic of 

"Technical Assistance" without "Technical Insistence". 

The Masagana MIS was clearly an innovation nearing the 
eleventh hour of its life-cycle p) -- and in May 1987, as 

part of the new Aquino Administration's reorqanizational
 

initiative, Masaqana was finally given the coup de grace.
 

Nevertheless, the concepts which
on the Masagana 99
 
MIS was structured are still valid, and many of the
 
variables which contributed 
to its success in earlier 

years have been shown to be _ 

PjeQL 
 when used by managers in a conscientious and
 
consistent manner, with periodic performance evaluation
 

check-ups.
 

Barring "Dumb Luck", no management decision can be
 
better than the information on which it is based. 
 With
 
new leadership in the Philippines, the time is opportune
 

to review current agricultural priorities, the utility of
 

existing programs to those and
meet needs, the
 
construction of new information systems necessary 
to
 

support the management of programs and projects deemed
 

most appropriate for development.
 

9

See Appendix 'K".
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The following references and source documents were
 
gleaned from the Central AID Library, U.S. Agency for
 
International Development, SA-18, Rosslyn Plaza, 1601 N.
 
Kent Street, Arlington, Virginia; the AID Training

Library, SA-2, 515 22nd Street, N.W., Washington, D.C.;
the State Department Library, Stzte Department Building,
2201 C Street, N.W., Washington, D.C.; George Mason 
University's Fenwick Library, Fairfax, Virginia; the 
USAID/Hanila Library, Maqsaysay Center, Roxas Boulevard, 
Manila, Philippines; the Ramon Magsaysay Foundation 
Library, Magsaysay Center, Poxas Boulevard, Manila, 
Phiiippines; the Philippine Department of Aqriculture,
Pureau of Aricultural Economics Library, Quezon City, 
Philippinen; and the International Rice Research 
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AAA/PPC/CDIE, Agency for International
 
Development, Washington, D.C. 13 July 1987
 

2. 	Cover Memorandum from Eric Chetwynd,
 
S&T/RD, Agency for International
 
Development, Washington, D.C. 27 July 1987
 

3. 	My "Dear Colleague" Letter to key
 
informants and potential respondents,
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4. 	Survey Questionnaire "Management
 
Information Systems for Monitoring Third
 
World Development Program/Project
 
Implementation"
 

5. 	Quasi-Delphi "Pre-Discussion Questionnaire"
 
Seminar/Worksnop on Management Information
 
Systems (MIS) for Agricultural Program and
 
Project Management, Accelerated
 
Agricultural Production Project, Department
 
of Agriculture, Republic of the
 
Philippines, 9 November 1987
 

6. 	Quasi-Delphi "Post-DiEcussion
 
Questionnaire" Seminar/Workshop on
 
Management Information Systems (MIS) for
 
Agricultural Program and Project
 
Management, Accelerated Agricultural
 
Production Project, Department of
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10 November 1987
 

453
 



454 

AGZNCY FOR 	 INTERNATIONAL OCVELOPMENT 
WASHINGTON DC JC53 

July 13, 198.
 

MEMORANDUH
 

TO: 	 Recipients of This Memo and Letter Attached
 

FROM: 	 AAA/PPC/CDIE, W. Haven fortii-i 

SUBJECT: 	 Study of Management Infhrma ion Systems for Monitoring
 

Third World Development Program Implementation
 

The Center 	for Development Information and Evaluation (PPC/CDIE)
 
welcomes the opportunity to join with Ken Smith in his study of
 
management 	information systems in development programs. His study
 

fits in uirectly with ouE interest in improving monitoring and
 

evaluation 	and related information systems in our projects. We
 

would appreciate your taKing some time to answer his questionnaire
 
and return 	it to hin by November 1. Ken has agreed to provide us
 
a report on his findings which we will share with you as soon as
 

his report is completed. Your response can be sent directly to
 

Ken Smith or to me at CD1E. Thanks for your cooperation.
 

Attachment
 
a/s
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JulW 27, 1987-(2 

MEMORPNDUM
 

TO: S&T/RD ProjectIOfficers 

FROM: S&T/HD, Eric Chetwynd 

Ken Ssit, is conducting a dissertation research Study on 
Management Informatirn Syste ms in Development Prograns. He 

has as1'ed t,'a t w circtulate his lettpr and questionnaire to 

our cooperators who have a Mananerent Informat ion S'stee as a 

part of thei.- prorram with us, and to return the questionnaire 

to in, as soon as possible but no later than IJovenber I, 1987. 

Ken is an old friend and a m ajor tale.it in the management 
systems for development field. Some of you may Snow hin or 

perhaps, as I have, taken his courses or ised his as a 

consultant. If you have, you will 'now that Ken will prodLIce 

a first rate study, which tee has prc, issed to share with us. 

PPC/CI)IE also is Interested in this work and is cooperating
 

w ith hPn. Hel pr ods aout 20 coparative :ases to meet his 

study Dbj ecct IVes. 

Vlease pass on these materilsI to your cooperator I f your 

project inciLde5 an) MIS that you thin: sight be useful for lien 

to include in his comparative worl,. 

flanks. 

PPC CDIFEt Haven North 

Enclosures: Letter and IJuoestionnaire 
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4517 Twinbrook Roan
 Phone: 703-978-1876 


Va 22032
Fairfax, 

4 July 1987
 

Dear Colleague: 


I am in the throes of a dectoral disseration at George Mason
 

Louise White's guidance, and Bill Siffin's
 
University %under Dr. 

e,ternal review) preparing a case study on the Phil:;pine Masagana 93
 

-- inwhich I was involved several yoars ago
Rice Production Program in 

Ai t 1s point, I

Management Information System (MIS).-
particular, its 

-- which I ao hoping ou can provide -- to 

need some comparative data 
 in 
test some lypotheseis, I.e. that the following fac.ors are inportant 


designing and implementing a Managlement Information System:
 

-- i.e. a Team EffortI. Collaborative MIS Design 


T2rgetted Purpose and quantified Outputs
2. Results Orientation --

-- Pre-structured differentiated formats to 

collect, transmit, analyze and report data
3. Structured Formats 


4. Leadership Support -- Continuous open support by top manigement
 

in the use of the MIS
-- Training
5. Orientation & Training 


to
Rewards and sanctions to encourage personnel
6. Incentives --
tor, dr. ut ilize, thM!'- cc-r"Iyprovide data 

analyzed information to 

and other "ctcr' in the program7. Feedback -- Timely oissemination of 
providers 	of the data, 

-- Centralized data processing and
 

some decentralized decic:ion-making

8. Administrative Capability 


dissemination; but 


-- Quantitative data periodically 

measuring progress towards the project's objectives
9. Performance Measurement 


extent tiese conditions prevail
I am trying to determine to what 

Masajana is a classic case to
 

in MIS design and institutionaltzation. 

I am having difficulty locatir,q other instances of MIS 

rhrd orld. The,re are manyexamine but 

"horror stories on
 

applIcat ons in the 

but the 	 literature describing
and implementation
project design 


is scarce whiledevelopmen projects
manaemunt system 	 design for 
of MIS applications are practically nono auations 


existent.
 

as a development 	 professional is therefore
 
which you are familiar that
Your assistance 


requested. For any progras/projects with 

you please take a
 

have a formal implementation monitoring system, mould 

answer the qiestions on the accomoanyingfew minutes of your time to 


I would 	 also appreciate your

lone pir system)'
survel form, 


to colleagues
thu,questionnaire
letter and
circulating copies 	 of this 

familiar with other 	projects and Management nforation Systems.
 

earliest

Please return the completed questionnaire at your 


1907. The results 	of the 
no later 	 than I Novemberconvenience; but 

study will bt provjded to the Center for Developeent Information and
 

U.S. Agency for International Development,

Evaluation (CD E) 


also he available for
 
D.C. 	 0f'3 for agency use, and will 


the AID Library -- hopefully by May 1908.
Washington 

dissemination through 


THAW YOU 	 FOR YOUR SUP)PORr. 

Sincerely,
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MANAGEMENT INFORMATION SYSTEMS FOR MONITORING TIRD WORLD
 

DEVELOPMENT PROGRAM/PROJECT IMPLEMENTATION
 

If you are aware of a Manaqement Information System (MIS) used to 
monitor a deveiop!nt proraim or project, piea v c'oplete the 

following. (Use a sepirate futm for each system.) 

- -~aGT~1Pr~J~crECTOTTI RT 
--"CUUIRIV T I R-II OD-TVIT7 

O I T F P){SOR I FG'RIOCRflF1RDDoEz-m-onrNUE W D0f7R G 

I. Brier description of Program/Project Objective (Purpose):
 

2. What Isfwas) oIjr role "in the Program/Project's ManagementSy f i 
Information 


a. DESIGNERI - ?hana er, Staff, Advisor, or Consultant 

b. USER - Manager, Project Technical or Support Staff
 

Consultant
c. EVALUATOR- Manager, Staff, Advlsor, External 


d. Other (i. . Researcher) 

3. How succp~sful ishas) the Program/Project? (in your opinion)
 

a. Extremely Succe'. ful
 

b. Some.hat Succes;ful
 

c. ;.rgcinally Succussful 

d. Not Successful
 

4. Hfow successftil is(as) the MIS7 (in your opinion) 

a. Extremely Successf',l
 

b. .;omewhat Successful
 

c. Marginally Surceessful
 

d. Not Successful
 

5. 	flow do yoi (or would yo-i)judge the operational success of an MIS,
 
other than "User Satisfaction"?
 

6. How was the Manage:.ient Information System designed?
 

a. INTERNPLLY - The program's managers (non-expert in MIS 

b. INIERIJLLY - Program staff (non-expert in MIS) 

c. EXTERJALLY - Consultants with MIS expertise
 

d. A TEAM OPPAOOCH - Internal managers, staff and advisors/ 
-r,61anis with a mixture of operational ard MIS expertise

\Over
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e _Project 	 Title:
 

7. 	IF A TEAM APPROACH WAS LSED, what type of individual head'dit 

a. An 	 operational/technical manager (non-expV, t in MIS) 

b. Project administrative staff (non-ewpert in MIS)
 

c. An MI5 Expert __ d. Other 

8. 	In designinq the MIS, was there adequate interaction between the
 
designers and operating personnel? (In your opinion)
 

a. 	Yes b. No 

Please answer the following questions using the four point scale (0-3) 

0 - NONE (Not at all] 
I - LOW (A Little, Inadequate] 
2 - MODERATE [Some, Adequate] 
3 - HIGH (Much, A Lot, Outstanding]


TO WHAT EXTENT . . .
 

9. . . . were the project's objectives (i.e. purpose and output 
- targets, etc.,) clearly Idprtified? 

10. 	. . . were data collection, transmission, processing, analysis 
and reporting forrats pre-structured? 

11. .	 . . did top management support the MIS? 

12. .	 . . was training in using the MIS provided?' 

13. . . . were appropriate incentives (-ewards and/or sanctions) 
- provided for personnel to collect and/or use the data? 

14. .	 . . was processed MIS information sent to the reporters? 

15 .... was data processing centralized? 

16. .	 . . was MIS information used at decentralized levels? 

17. . . did the MIS measure program/project performance during 
- implementation) (i.e. accomplishmert of Output Targets) 

I. 	. . . could the project's developeent hypotheses be tested 
from the MIS data? i.e. If Outputs, Then Purpose) 

19. 	. . . could alternate hypotheses be examined with the MIS 
data' (i.e. If Outputs but Not Purpose, Then What Else!) 

20. .	 . . could the MIS data verify whether the project 
was 	economically worthwhile? (i.e. Cost:Benefit/Effectivenessl
 

What documentation (if any) is available that describes this system 

special studies, reports, evaluations, books, etc.?
 

Other
 

Comment s?
 

YOUR ASSISTANCE IS GREATLY APPRECIATED 

Please Return at your earliest convenience, to:
 

Kenneth F. Smith Phone: 703-978-1876
 
4517 Twinbrook Road
 
Fairfax, Virginia 22032, but not later than 1 November 1987.
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REPUBLIC OF THE PHILIPPINES 
[DEPTMENT UF (IGRILIURE 

'ALCELERATED AGR ICULTURr.L PRODUCT ION PRO]JECT 

SEMI N(IR/WORKSHOP;ON MA(NA.GEMENT' INFORtiATIQIJ SYSTEIIS 

(IGRICULT'R(IL-PROGRAM AND PROJECT-'M4NAr3EriENT,' 

PRE-DISC~ISSION.GUESTIONNAIRE, 

* *. .. .*'9 NOVErMhER 19E17-_ 

* DIJJCTIV'7 

Tt- objt-ctive of 'this qjttictr ire iq to establish'a tba*sc-line 

of prt:-ot5 L p~ric~ice wlth .qn n Infornticn (Mt~r~IS). 
&J10a tO ItLu t. 1.1ly y SCnI4Tk Loy cr tpr1 for MIlS cx-Iri Anod 

PI&.5'se ConICete tte fol Ic.-irci . Lc.c4qrcarid infortisaticn on 
I i.aeaent Informtic-n St-stefs icr any projects with .-. ii ,ct aire 

* h,niliar. (4i\l:~; Tri-, w-ojct uce-3 rot r*3ate to tA- wi .icult~ral' 
*prouect, or evii'a Fhi Iippnre c. L a s2p~raitL fcrn far E, h MIS. I 

*I. . Erief de-,c.rpticfl of t to Prrqratm'Frojcct Ob E:<1 's (Furpr-se). 

2. tJvit is'~ yo.. role in tle Frrxn/Frjects MIS' 

Ccesult 

*__b. LER - Lk'aqr, Project Ticrnica I or £upmort Stff . 

*c. EV U P~tc~r Staiff it, itraICc)A-iltait.' 

a. EESICRiF it;-r St-ff. Adisor,. or 

* d. CT+tLR (i~e ___________________ 

*3. I-E-w c-*u 5itS 4. IbJ 35tw is(.as) 

treir~r.n rj- (in yoLir ooinin)', rFYI {i . opintci 

a. Eztrxirialy acce-ssful - a. Extreely S~iccussful 

__b. DEc.t skc;osful b Scmie aut SEi10Essful 

__d. W a-CC-lnh d. NOT SJaM--FL"~T 

15.HL- do ~w(or -t1d yi t~t~o~aciIoltso 
Otretr than "bW2r Sa t cfticn? 



___ 

6~. 'ti-xqis th_ j lrtinfrcr~aticr Eyt4ndeiLpELd? 

l rn1FR' lLY -* h prcxrAm's aias s(n--oxpert in illS5) 

th M115 PNpet.1 ac: EX[,C;4L LY -. , C-ci su Itan t5 I 

d A 1TCPMgf-F 4VOC lntterna1i vc-s st-ff ud aidv i -- rs 

.-conski1 tcnty. -with a1MiAtore atop_?raticxiaJ Yxd mis 

7. 	 IF- T~FSMWif-IV1i W I-ji "'Kit-ha Iyk of individia I .dcd It' 

a. 	 Fin. oera c1.oI- IC.1 frVkjer (1 r-e)-.2!t 1? IS) 

In I-1.S)b. 	 Prcjoct aJ , iu'r .3t i vt s t,)* (nu i -.- rt 


c nMIS E_,prt 
 d.Utr*2r __________ 

urntgrzztrrn twen -ttht 

in_.qesvd n h 
3. 	 1In Ll:, sI n inq ts 11S. .- s ti.' u u 

(In 	 your opinion)cxL',ratfl( Lq 

a. Yes b.0 

F I a3s' -iswar 1t-'3 'ol lc.-ircj pL~, titi wa~ir,3 tte foutr xnnt -_=ale (0-7). 

~ i IC [rib~. ,Lo t, tWt5t.4,(Jinq3J1rELI4'TO ~ 
pr ad9........s t,-.- pr-jcct '.' cj ii' 


;xutpuA tar~ts0. Qtz.,) cleArly clletified? 

ana1is zand ru-pcrtunq f1TAtG pre--struCturvd 

... did tL~ip a i.ii.-iit SuOTurt tte MIlS?
__11. 

* training Lr'iI-q tt-e MIS providedf?.h,5 in 

I. . tTF aorourate )Cmtli'."s (rn...arti "Id/Dr S-f)CUtVS), 

provided for p,_rrwI to cllect ax/or,usi? tt- dati17 

14. -v. ; mroces,=d MIS inforrrot.ci cwrit to ttha rL'jirt:.Ls7:. 

i.e. tt152 indivim.lksto Lncxcviacd t.,, data) 

15.5 	 at pfrf2-simnq ccnttral 1:c~d? 

.. ~ MIS intoisitio ut,aJ at d& L-itralixLnd I C-eIL?16. 

2.did t15-? MIS -awRcrf x ro/-YJF ct r-irrm.tcv durmnq
* 	 17. 

-. irlent t (i.e. v-cL, V11ru,,it at Putp~t Taret5) 

18.-. coiuld tte cprojvct 5 d..r'IC J"t tivtt."-."i b" tcP-t.-d 

onT tt-t- MIS L;Ata' , i e. it Lltpxits. Orfi Fru 

19. ... cniurd ,ltrrTatE, rrt:mnitN' s br? ninr d with tP~ MIS 

H-ilj~as'CcviId di.ita '.ii-ify t4.-ttvn tt.e2:1.' . tis' MIS 

http:inforrrot.ci
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REPUBLIC OF THE PHILIPPINES
 
DEPARTMENT OF AGRICULTURE


ACCELERATED AGRICULTURAL PRODUCTION PROJECT
 

SEMINAR/WORKSHOP ON MANAGEMENT INFORMATION SYSTEMS (MIS)
 

FOR
AGRICULTURAL PROGRAM AND PROJECT MqNAGEMENT
 

POST-DISCUSSION QUESTIONNAIRE
 

10 NOVEMBER 1987 
OBJECTIVE 

The objective of this qLUestionnalre is to solicitopinions regarding tentatively identified- ey criteriaand is, eir)Entatin -- lo l l 
o wing t&'aj days of information,analysis, interacticon and discussion. 

participants 
arMIS desin 

case reviet, 

[(NTE: 
 The question nLbers correspond with the pre-discussion
qLSsticnnairej 

5. Hovi,
wJ.c-ld you judqe the operational success of an .. ,other than "User SAtisfactio"? 

6. VL-bdo ycti thjn an Managerent Information System should be 
designed for be-st effect? 

a. ItrM4rEI y - The program's mnagers (ncn-e::pert in MIS) 
b. I'fTEt,4_Ly - F'rograin staff (non-expert in MIS) 
c. EXTE]IFj4Ly - Consultants with MIS expertise 
d. A TE1M 1FCFsZ]I - Internal ninaners.

ccnsul tnts staff and advisors/- with a mIXture of operational and MIS 
e::pertLse 

7. IF A TET'M1CFFF OIH IS TO FE SED, wvit type of individal -fljLDhead i t' 

a. An operaticnal/tetnical. manager (ncn-expert in MIS) 
b. Frojtct amimnisrative staff (ncn-le::pert in MIS) 
c. An MIS Ex:per-

d. Other 
8. In designinq an MIS. is fr-ruent interaction between the designers

and operaLing personnel necessary? 
a. Yes 
 b. No
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Please answer the following questions using the four point scale (0-3) 

C,- r.E [rbt at all] 
I = LOI [A Little. j 

2== MOEFJATE [5j
HIi3 [Ltch, A Lot]

TO W-AT EXT04T . . . 

9. . . . shlcd tW? rroject's cbj.-tive'3 (i.e. purpose and 
- xoutput targets, etc..) clearly identified? 

I . . . st iild data collecticn, transmnission. prOcessing 
- analysis v,,d reporting formats be pre-structured? 

11 . ... is top (rnwagEkiit supxrt of tfe MIS necesary'

12 .... is training in using tht IS necessary? 

12...r~'um d 1Lrpr~.t-'jmrc-.tim.v-; ru~rnt.~d/r 
- ,anctirxs) L, providEA fcr- ersci~el to col I-ct an)d/or Le 
the MIS data

14. 	 . . . -"Ad ,'rcce-__sd MIS infcmrmr-,tim be srnt to the 

rep rters' (i.e. tth individuals WtU provided thVYdata) 

15. ... shreuld data processing b.Y centralized: 

16 . ... slxxmd MIS informatici us:d at decutralized levels? 

r /ra17. . . . x:, d t - MIS prci'rrE i /c.mj-r--t ror f(ir ronrce 
during 1iplS4-"tatlrn (i.e. ccnplishrent of Lttpit Targets) 

18. 	 . ... IlCIld tt' QroWct s d9 lCVTlcr'-t hvOUC- -'5 he_testable 
Iron t- NIS data (i.e. if Uutpxts, l-Eii Furp ev) 

. . . tould altnrntp ottc' hp .irrd with MIShe the19. 	
data7 (i.e. f Otpits but iot FltrprDse, lhefi Wi-ht Else7) 

' . . .stild tl MIS data verify wtettvr the p-ojr'ct vWs 
7	 s 

ecCj)oically Vu-thhle (i.e. Coot:!-efitiffectivfl.1 e) 



APPENDIX B 

RESULTS FROM THE QUASI-DELPHI SEMINAR/WORKSHOP ON 

MANAGEMENT INFORMATION SYSTEMS FOR AGRICULTURAL PROJECTS 

QUEZON CITY, PHILIPPINES
 

10-11 NOVEMBER 1987
 

1. 	TABL.R R-1 Relationship between Twelve
 
Hypothesized Variables and DMIS Success in
 
Thirty-Three Philippine Programs/Projects
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TABLE B-1 

RELATTONSHIP FJET?1EEN TWELVE HYPOTHESIZED VARIABLES AND 

DMIS SUCCESS IN THIRTY-THRE PHILIPPINE PROGAMS/pRQJEGTS 

DM15 allCCESS 

Success iire 1tal Yule's Q 

Total 27 6 1 33 

DMIS DESIGN
 

1. 	 Collaborative With 15 3 
 18 0.11
 
(Team) Design
 

W/O 12 3 15
 

2. 	 Results With 27 6 33 (high)2
 

Orientation
 
-,/o 0 0 0
 

3. Structure (i.e. With 26 5 31 0.68
 
Data Formats 2
 
Pre-structured W/O 1 2
 

DMIS IMPLEMENTATION
 

4. 	Leadership With 27 5 32 1.00
 
Support W
W/o 0 

5. 	Orientation & With 23 3 26 0.70
 
Training i
W/o 4 3 1 7
 

1
in as much as there were only thirty-three participants in the
 
workshop, I have retained the raw scores for tabulation and
 
comparison rather than using percentages. Converting numerical
 
results to percentages with so small a base only tends to exaggerate,

rather than clarify, the findings.
 

2
Cannot be computed due to "Os" on one row -- in effect 
cancelling out both sides of the "Q" equation. 
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c Eil :Tq-ta Yule's Q
 

Total 27 6 33
 

6. 	Incentives With 15 1 16 0.72
 

W/O 12 5 i 17 

7. 	Feedback With 23 1 24 0.93
 

W/O 4 5 9 

8. 	Administrative Capability
 

a. Centralized With 22 4 1 26 0.36
 
Processing
 

W/O 5 2 7
 

b. Decentralized With 19 1 20 0.85
 
Use
 

W/o 8 5 I 13 

9. 	Performance With 24 2 26 0.88
 
Monitoring &
 
Evaluation W/O 3 4 7
 

DMIS EVALUtkTION
 

10. 	Basic With 21 2 23 0.75 
Hypothesis 
Testing W/O 6 4 10 

11. 	Alternate With 21 0 21 1.00
 
Hypothesis
 
Testing W/O 6 6 12
 

12. 	Cost:Benefit/ With 18 2 20 0.60
 
Effectiveness
 

W/O 9 4 13
 



APPENDIX C 

RESULTS FROM THE SURVEY ON MANAGEMENT INFORMATION SYSTEMS 

FOR MONITORING THIRD WORLD DEVELOPMENT
 

PROGRAM/PROJECT IMPLEMENTATION 

4 JULY - 1 NOVEMBER 1987 

1. 	TA LE C-i Relationship between Twelve
 
Hypothesized "7riables and DMIS Success
 
in One Hundred and Forty Three (143)
 
Third World Programs/Projects
 

2. 	TALE C-2 Relationship between Twelve
 
Hypothesized Variables and Masacana MIS
 
Success Based on Fourteen (14) Different
 
Participant Observations
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TABL C-1 

RELATIONSHIP BETWEEN TWELVE HYPOTHESIZED VARIABLES 

AND DMIS SUCCESS IN ONE HUNDRED AND FORTY THREE f143 

THIRD.WRLR R9JETS 

Success Failr Total Yule's Q
 

Total 108 35 143 

DBL5aDES IQi 

1. Collaborative With 70 12 82 0.56
 
(Team) Design
 

W/O 38 23 61
 

2. Results With 103 27 130 0.72
 
Orientation 	 W/o 8
 

W/O 5 8 13
 

3. Structure With 88 19 107 0.58
 
(i.e. Data
 
Formats W/O 20 16 36
 
Prestructured
 

DMIS 1MPLENTATI i
 

4. Leadership With 99 20 119 0.78
 
Support
 

W/O 
 9 
 15 
 24
 

5. Orientation With 74 14 88 0.53
& Training 
W/o 
 34 
 21 
 55
 

6. Incentives With 45 11 56 0.22
 

W/O 63 24 87
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DMIS SUCCESS
 

Tota 

success E 

108 35 

Total Yule's Q 

143 

7. Feedback With 75 14 89 0.55 

W/O 33 

8. Administrative Capability 

a. Centralized With 95 
Processing W/o 13 

21 

30 

5 I 

54 

125 

18 

0.10 

b. Decentralized 
Use 

With 
W/o 

71 

37 

10 

25 
I 

81 

62 

0.66 

9. Performance 
Monitoring & 
Evaluation 

With 

W/O 

86 

22 

22 

13 

108 

35 

0.40 

10. Basic 
Hypothesis 
Testing 

With 

W/O 

81 

27 

17 

18 

98 

45 

0.52 

11. Alternate 
Hypothesis 
Testing 

With 

W/O 

57 

51 

8 

27 

65 

78 

0.58 

12. Cost:Benefit/ 

Effectiveness 
With 
WW/O 

61 

47 

12 

23 I 

73 

7 

0.43 

Thus, ]Qnc of the hypotheses are sustained, and all must
 
be rejected
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TABLE C-2
 

RELATIONSHIP BETWEEN TWELVE HyPO ESIZED VARIALIES 

&)IlM AAMSSUCS AED oN FOURTEEN (1.A 
DIFFEREnP PARTICIPAVIT OBSERVATIONS 

Sugasa-aF-IueS SCES 

Level: 3 2 1 1 0 

S/Total 6 8 1 0 0 1 14 

TOTAL 14 00 14 

I. Collaborative 
(Team) Desiqn 

With Y 
W 

W/O U 

5 

1 

3 

5 

0 

0 

0 

0 

8 

6 

8 

6 

2. Results 
Orientation 

With 3: 
2: 

4 
2 

4 
3 

0 
0 

0 
0 

8 
5 

13 

W/O 1: 
0: 

0 
0 

1 
0 

0 
0 

0 
0 

1 
0 

1 

3. Structure 
(i.e. Data 
Formats 
Prestructured 

With 3: 
2: 

W/O 1: 
0: 

5 
1 

0 
0 

4 
3 

1 
0 

0 
0 

0 
0 

0 
0 

0 
0 

9 
4 

1 
0 

13 

1 
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SreaI railure I 5,1- TOTm 

Level: 3 2 1 1 0 

S/Total 6 8 ; 0 0 1 14 

TOTAL 14 0 14 

DMISVFLIEMTATION 

4. Leadership 
Support 

With 3: 
2: 

6 
0 

5 
2 

0 
0 

0 
0 

11 
2 

13 

W/O 1: 
0: 

0 
0 

1 
0 

0 
0 

0 
0 

1 
0 

1 

5. Orientation & 
Training 

With 3: 
2: 

4 
2 

4 
1, 

0 
0 

0 
0 

8 
3 

11 

W/o 1: 
0: 

0 
0 

3 
0 

0 
0 

0 
0 

3 
0 

3 

6. Incentives With 3: 

2: 

2 

3 

1 

4 

0 

0 

0 

0 

3 

7 
10 

W/O 1: 
0: 

1 
0 

3 
0 

0 
0 

0 
0 

4 
0 

4 

7. Feedback With 3: 
2: 

3 
2 

1 
5 

0 
0 

0 
0 

4 
7 

11 

W/O 1: 
0: 

1 
0 

1 
0 

0 
0 

0 
0 

2 
0 

2 

8. Administrative Capability 

a. Centralized 
Processing 

With 3: 
2: 

4 
2 

4 
1 

0 
0 

0 
0 

8 
3 

11 

W/O 1: 
0: 

0 
0 

3 
0 

0 
0 

0 
0 

3 
0 

3 

b. Decentralized With 3: 
Use 2: 

2 
3 

1 
6 

0 
0 

0 
0 

3 
9 

12 

W/O 1: 
0: 

0 
1 

1 
0 

0 
0 

0 
0 

1 
1 

2 
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success Eaoilure T 

Level: 3 2 1 0 

S/Total 6 8 o 0 0 14 

TOTAL 14 0 11 14 

DMIS EVALUATION 

9. Performance 
Monitoring & 
Evaluation 

With 3: 
2: 

W/O 1: 
0: 

5 
1 

0 
0 

7 
1 

0 
0 

0 
0 

0 
0 

0 
0 

0 
0 

12 
2 

0 

14 

0 

10. Basic 
Hypothesis 
Testing 

With 3: 
2: 

W/O 1: 
0: 

5 
1 

0 
0 

3 
4 

1 
0 

0 

0 
0 

0 

0 
0 

8 
5 

1 
0 

13 

1 

11. Alternate 
Hypothesis 
Testing 

With 3: 
2: 

W/O 1: 
0: 

2 
2 

2 
0 

1 
7 

0 
0 

0 
0 

0 
0 

0 
0 

0 
0 

3 
9 

2 
0 

12 

2 

12. Cost:Benefit/ 
Effectiveness 

With 3: 
2: 

6 
0 

3 
3 

0 
0 

0 
0 

9 
3 

12 

W/O 1: 
0: 

0 
0 

1 
1 

0 
0 

0 
0 

1 
1 

2 



APPENDIX D 

THE PHILIPPINE SOCIO-CULTURAL SETTING
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THE PHILIPPINE SOCIO-CULTURAL SETTING
 

"Pearl of the Orient"
 

Knowing the environment is an essential part of

comprehending a case study as well 
as for designing and

implementing development 
programs and projects. While
 
the geographic, cliratic, economic and political aspects

of the envir,-,rment were discussed in Chapter Five, the

cultural aspects were neglected there because there was
 
no Lxg link to program implementation, or the
 
variables posed 
as hypotheses for management information
 
systems design and utilization. The linkage exists
 
implicitly however, 
and this appendix highlights some of

the major elements of tfe Philippine culture and
 
character of which an expatriate should be aware.

Because of the close historical ties between the United
 
States and the Philippines, this appendix is addressed to
 
a U.S. audience.
 

"Give a man a fish, and you feed him for a day.
 
Teach him hogW to fish, and 
you feed him for a lifetime."
 

So said the ancient Chinese philosopher Kuan-Tzu, and his
 
words are still widely quoted today to epitomize the
 

objectives of technical assistance. And yet, despite the
 

inherent wisdom in 
this ancient utterance and its obvious
 
appeal to modern day "change agents", there exists a vast
 

chasm between ideal and actuality.
 

Economic development per se is an attempt t- rectify
 

some of the apparent imbalances and accelerate the
 
process of change within particular sectors of selected
 

communities. No 
 matter how well, technically, a
 
development project may be analyzed and planned, however,
 

it is not likely to be successful unless careful
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consideration is also given to the cultural setting in
 

which it is to be implemented. Social cha-nge is
 

engendered throuqh technical development projects, but
 

that change can be either positively reinforcing, or
 

neqatively destructive. Unless it is socially relevant
 

to the target beneficiaries, and not too disruptive to
 

those who already hold the reigns of power in society,
 

proposed technical changes are not well received.
 

The Masagana Program was an intensive technical 

assistance program -- to change the behavior of the 

Filipino farmer and the Filipino manager. While the 

program was undertaken largely by and for Filipinos -

with peripneral American assistance -- some of the 

inherent obstacles to those technical innovations will be 

more readily understood if specific cultural patterns are 

recognized. 

Change is not a new concept to man. Ever since hel 

first ventured abroad and made contact with his neighbors 

-- long before recorded history -- man has been both an 

"agent" and a "recipient" of change. Thus the nations of 

the world today represent many diverse and distinct 

acculturations of man's attempts to make his neighbors
 

behave like himself. Man is a conceited creature,
 

however, and while trying to change others, he himself
 

resists chanqe. In fact, he will go to great lengths -

defying all reason if need be -- in order to preserve his 

own status quo. On a national scale, the most persistent 

IIam conscious of how widely this phraseology "Ms's" the MLrk.
 
Masculine terms are used consistently however, due to the lack of an

appropriate sexless gender in the English language, and the
 
awkwardness of he/she. No exclusivity is intended.
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form the core of
 

more tenacious traits
 
of these behavioral patterns 


"tradition", while the amorphous, 


make up the "national character".
 

People can adapt to almost any 	environmental and/or
 

do so, even to the
situational change if compelled to 


traditions.
extent of relinquishing some precious 


much impervious
National character, however, seems more 


to outside influences. Historically, major changes in
 

situation and environment have only been brought about by
 

has applied externally through
force. Force been 


Drastic
invading armies, colonization and subjugation. 


have also occurred as a result of
societal changes 


martial law-type dictatorships.
powerful totalitarian, 


Internal strife also
has frequently created mass
 

migration of dissident and/or dsaffected groups,
 

external change while simultaneously
propagating 


into other, alien cultures.
requiring assimilation 


remain "as
Without such impetus, however, things tend to 


is", with only minor, incremental change occurring within
 

a community.
 

Of all the countries in the developing world, the 

as a U.S. colony -- isPhilippines -- with fifty years 

closely attuned to American ways. Yetprobably the most 


and
there are still vast differences between Filipino 


American perceptions stemming from a differing history,
 

both pre- and post- the American
culture and tradition --


"era". The Philippines is a "melting pot" of Asian,
 

European and American cultures, and has a rich heritage
 

-- from the gentle,
of interaction and social development 


placid, 1alay, to the agressive and enterprising Arab and
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Chinese traders; while Northern Luzon and Southern
 

Mindanao were the habitats of various aboriginal tribes
 

which still persist in the old ways in many areas today.
 

The Philippines is an ancient civilization with deep
 

roots. In the Thirteenth Century, the Madjapahit Empire,
 

centered in Java, ruled over the Southern Philippine
 

Islands to as far north as Manila. Although never
 

completely able to subjugate the warlike Muslim tribes in
 

the southernmost island group, Spain unified the
 

Philippines in the late 1500's, and for almost four
 

hundred years imposed its people, its religion and its
 

culture upon the "Indios". Liberated from the Spanish
 

yoke in 1898, the Filipino immediately fell under
 

American political, economic and cultural dominance, and
 

began another dependency relationship for the first forty
 

years of the Twentieth Century, until the Japanese
 

invasion in World War II.
 

An independent Republic since 4 July 1946, Filipinos 

nevertheless have many personal and cultural ties to the 

United States, the earlier Spanish, and -- in the South 

-- the Muslim heritages are still very strong. 

Furthermore, a strong love-hate relationship has emerged 

between the Philippines and the United States based on 

several economic and political irritants carried over 

from colonial times, plus the U.S.'s continuing interest 

-- after fostering "democracy" -- in current internal 

Philippine politics in the context of the emerging 

political power structure in Asia.
 

The Philippines today is predominantly a rural
 

developing nation, but because of its unique historical
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patterns, different levels of development coexist. With
 
this economic/political setting 
as a general backdrop,
 

the most prevelant socio-cultural characteristics of the
 

non-Muslim Filipino, as they might affect implementation
 

of government economic/social development programs nre
 

outlined below.
 

Mistrust in Government From 400 years of Spanish
 
rule, the Filipino learned that "government" was an
 

institution to avoided.
be It was burdensome to him as
 
an individual, deprived 
him of his liberty, threatened
 

his security and did nothing for his welfare return
in 

for the payments it extracted from him. Government jobs
 
and positions were bought and sold 
 to benefit the
 

incumbent office-holder 
at the expense of the governed.
 

The short "apprenticeship" in democratic government under
 

American stewardship was not sufficient 
to erase this
 
mistrust, but wa enough 
to give Filipinos confidence in
 
how to use it 
for their own ends. Filipino politics
 
emerged in the 
1950's and 60's with graft and corruption
 

rampant, and the peace and order situation deteriorated
 

to the point where the incumbent President, Ferdinand E.
 

Marcos declared martial law.
 

Marcos established a "New Society" and the
 
government underwent several "purges" in overt attempts
 

to cleanse itself of corruption and "old style"
 

politicians. Although Marcos presented a popular father
figure image to many of his countrymen, the cries of his
 

critics against Marcos' alleged "corruption and cronyism"
 
persisted. In addition 
to a widespread anti-government
 

Muslim rebellion in Mindanao, a domestic communist
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insurgency movement (in the Visayas and Luzon) was fanned
 

by anti-Marcos elements who sought refuge in the United
 

States and continued their political struggle in exile.2
 

American faith and reliance in government as
 

something intrinsically good, equitable, and desirable,
 

with periodic name-calling and changes in the balance of
 

power, is not shared by the Filipino, but is regarded as
 

naivete. Thus, any attempts to implement government
 

programs, even if directed towards the betterment of the
 

rural community, are met with suspicion and footdragging
 

reluctance, until the target beneficiaries can be 

convinced that there is something in it for them -

either overtly or covertly. 

B . Qld Family Ties To counterbalance his mistrust 

in government, the Filipino looks for moral strength and 

support through extended family ties to second and third 

cousins. Nepotism is widely practiced, objected to only
 

by those out of power until they are in a position to
 

influence appointments.
 

.pmpadre System The Filipino is suspicious of
 

strangers but a Compadre (Godfather) can bridge the gap.
 

As a compadre, a stranqer is welcomed into the family
 

network, and receives the mantle of trust and mutual
 

support accorded to blood relations.
 

I'The downfall of Marcos as a result of the "Peoples' 
Revolution" in February 1986. with subsequent evidence of blatant 
greed and corruption have tarnished the ;ew SocietV image, and belies 
the picture Marcos portrayed during 1973-76 -- the period on which 
this study focusses its attention. Nevertheless, within the 
Philippines there is still a phalanx of Marcos loyalists, and some 
sentiment -- particularly in the rural areas -- that Marcos's failing 
was one of dgg rather than of kind; and that Ferdinand Marcos -
personally -- had a genuine concern for the small farmer's welfare. 
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Utawh aL Almost as strong as the family tie, 

is the concept of Utang Na Loob -- a debt of gratitude to 

a stranger -- usually for a genuine favor or service 

previously rendered, and perceived to have been freely 

given without ulterior motives or "strings" attached.
 

Such debts can never be repaid, but one is obligated to
 

persist in attempting to make payment whenever the 

opportunity presents itself. To many Westerners, this 

etfort can be carried too far -- to the point of 

embarrassment long after the incident which precipitated
 

it has been forgotten -- but to the Filipino, the
 

obligation is a lifelong one. In a situation where an
 

individual, .family, or community collectively owed such
 

an obligation, Utang is a means for mobilizing resources
 

for a program, that might not otherwise be forthcoming.
 

Similarly, if an individual owed a debt to others,
 

personal identification with the project and a projection
 

that it is perceived as a means of benefitting them may
 

help allay the suspicion that "the government" is trying
 

to take advantage of the "little man".
 

Reyna ng Tahwang Despite outward appearances to the
 

contrary, the Philippines is a matriarchial society where
 

the wife is "Queen of the Home". Rarely is anything
 

affecting the family's welfare (parcicularly monetary
 

expenditure and risk-taking) undertaken without the
 

wife's approval. This factor is significant in designing
 

development programs, both to attract support and to
 

target beneficiaries.
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_=_ _a-ya is the Filipino version of "keeping up
 

with the Jones's", or copying (and if possible, outdoing)
 

your neighbors. In planning development programs, if a
 

change agent can get something started and clearly
 

demonstrate its benefit.. many people will c'imb on the 

bandwaqon. An all too frequent effect of such 

development programs, however, is that only early 

adopters reap the benefits, while second-wave imitators
 

break-even, and late-comers usually lose.
 

aj/a~g-haj Innovations cannot be freely dispensed,
 

as the Filipino generally feels that something free is
 

not worthwhile. Thus, everything should have a price,
 

even if a nominal one, or as an obligation to be repaid
 

in the future. Coupled with the wariness of the stranger
 

bearing gifts, a development program purveyor must also
 

be able to rationalize his own behavior ;n self-benefit
 

terms.
 

List The "con man's" ability to "pull a fast one"
 

is greatly admired, particularly if it is directed
 

against the traditional established order (i.e. the
 

government) and is accomplished successfully. This
 

corcept is a]so incermingled somewhat with Pakikisama, or
 

fellowship. In its strict sense, pakikisama is the
 

practice of sharing by gi.'ing from those who can afford
 

to those who are less fortunate -- i.e. the "Robin Hood" 

syndrome. The rural poor apply these concepts to 

rationalize their acquisitions from others -- nominally 

"borrowing" without any intention (or expectation) that 

it be returned, or reciprocated. In effect, a philosophy 

that the poor have a right to take from the rich without 
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shame (walang hiya). Although the American may regard
 

this as a distorted democratic ethic (i.e. all ?re
 

created equal) or religious ethic (i.e. God helps those
 

who help themselves), the outraged Westerner who views 

such actions as stealing (at either the personal or 

program level) is not in touch with Philippine rural 

reality. 

U or self-pride, is generally not seen as 
somethinia to be kept to one's-self, but rather as a sense 

of accomplishment to be shared with others. Although
 

boastfulness violates 
some conservative sensibilities not
 

to "blow your own horn", a widespread Filipino ethic
 

seems to caricature the legendary Hollywood-Texan
 

practice -- i.e. "if you've got It, flaunt it". This 

practice is not consistently adhered to, however. Four
 

hundred years of Spanish acculturation underlie fifty
 

years of pseudo-American veneer, creating dissonance, and
 

some Filipinos also find the practice distasteful.
 

Concurrently, m gabhv , or being put to shame
 

(embarrassment) is something that many Filipinos fear.
 

This can 
 range from something which he is personally
 

responsible for, to something which he interprets as
 

others expecting of him. In this, the Filipino tends 
to
 

react to the short-range, rather than the lcng-tern
 

consequences. For example, if asked a question 
to which
 

he does not know the answer (or for which the true answer
 
is an unpleasant reality), he will rarely admit to the
 

fact. Having been asked is usually sufficient to
 

indicate that others expect him to know. Thus he will
 

frequently go to great lengths to fabricate 
an answer (no
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matter how implausible) in order to please the
 

questioner. This is particularly damaging to American-


Filipino relationships. The American often misinterprets
 

such behavior as lying and considers the Filipino 

irresponsible and untrustworthy, while the Filipino 

cannot understand the American's obsession for brutally 

frank reality. 

vagLr~ -- the need for harmony, courtesy, respect 

and politeness -- is closely related to mapapahiya. To 

the Filipino, the context is more important than the 

content, regardless of one's persor:al feelings. 

Unsuspecting expatriates often think they have won 

agreements for w ideas after discussions with a group 

in the barangay, only to learn later that the concept was 

not palatable, but they didn't want to offend the 

visitor. "Yes" means "yes, we hear you" rather than 

"yes, we agree with you". Verification of concurrence is 

necessary through a different medium. 

Developing objective questionnaires, eliminating 

leading questions, posing issues in a neutral or 

hypothetical manner, and avoiding confrontation -- cross

checking re;ponses from various sources -- is absolutely 

imperative, and cannot be done by cultural outsiders with 

any degree of confidence as each response should be 

sifted for hidden meanings. Direct conversation is not 

the norm in the ?hilippines, nor is rapidity of action. 

Prolonged warm-up periods of socialization are required, 

and when the working stage is reached, it must be 
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carefully couched in 
 analogies and hypothetical
 
3
statements to avoid embarrassing either party.


Age confers wisdom in traditional society, and the
 
young 
are taught to defer to their elders, even if they
 

do not agree. The typical rural Filipino is generally
 
resigned to his own status 
in life as a poor subsistence
 
farmer, but hopes for a 
better life for his children,
 

with education bridging the gap. Consequently, he has
 
almost ns much respect for knowledge and learning for
as 

age, and those who possess it. A "halo effect"
 
accompanies this attitude 
-- the rural Filipino does not 
usually discriminate between categories of knowledge, nor 
recognize speciali' ation. Thus, a teacher, or doctor is
 
expected all-knowing, will
to be and often be consulted
 
for his/her opinion when a particularly crucial judgement
 

is r-quired, regardless of 
the subject matter. Problems
 
are sometimes encountered when traditional attributes of
 
authority and persuasion clash with modern concepts of
 
education, and brash young "experts" seek to 
impose a new
 

order on barangay life.
 

B.ayanihan Spirit 
 The rural Philippines has a
 
traditional concept of self-help and working together
 

towards a common goal 
-- similar to the Harambee of East 
Africa. Bayanihan spirit is often invoked as a means to 
motivate action for general community benefit -- i.e. to
 
build a road, bridge, irrigation system, school house, or
 
establish a cooperative marketing outlet. Sometimes
 

31t is interesting to note in this regard, the Spanish
that
word si~uro (certain) is incorporated into the Filipino language 
as
maybe" or *perhaps" -- possibly the consequence of many failed
 
promises by the Spanish in colonial 
times.
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' 
"bayanihan has also been applied to innovative
 

cooperative ventures on individual farming enterprises -

such as pooling labor and financial resources to plant
 

and harvest -- but with somewhat less success. Other 

cultural factors, such as gaya-gaya, listo and pakikisama 

Lem to clash with the community spirit when personal 

economic risks are at stake. Hinqas cogon -- a short 

attention span -- is another widely recognized trait that 

tends to work against long-term community cooperative 

involvement. 

A lot of rural knowledge and practice is based upon 

superstition -- the origins of which may have long been 

forgotten. Thus, reason alone is not a sufficient basis 

for change, because of fear of the consequences of 

interfering with the "old ways". In some regions, for
 

instance, it is only zonsidered proper to harvest during
 

the first or final phase of the moon, and is distinctly
 

tabu when the moon is full. This belief is so deeply
 

held that some farmers will adhere to it even at the risk 

of losing a crop. 

Bahala ng AIj.yj9j The rural Filipino takes one 

day at a time. Thc only reality is the present, and the
 

future is "up to God". Thus the expatriate often
 

interprets "bahala na" as indifference. Long range
 

planning is not generally appreciated in such an
 

environment, and those who do plan are often scorned for
 

their blasphemous behavior. Thus, with a new approach or
 

innovation, it may not always be possible to get
 

community involvement up front. On the other hand,
 

difficulties encountered during implementation because of
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overlooked items, while not the most efficient method,
 

may_e the most effective means of making progress.
 

The rural poor in the Philippines are pitifully poor
 

by Western standards. They live a precarious, minimal

cash existence and have little or nothing to risk -- the
 

margin between "pitifully poor" and "disastrously" so, is
 

very, very thin. Farmers generally have no cash
 

available to purchase fertilizers and other inputs which
 

promise 
to give higher yields and better returns for
 

effort. Furthermore, borrowing is often considered
 

shameful (unless one 
can get it from the government and
 

outsmart the system by not repaying) and bank credit is
 

frequently too vague a concept 
for many to comprehend.
 

Even many middle-level farmers do not 
look upon borrowed
 

capital as a means to increase leverage and production
 

potential for the long haul, but rather as an
 

embarrassment and indication failure.
an of If
 

necessary, it is a short term expedient 
-- to be paid off
 

as soon as one can afford to operate on a cash basis.
 

In short, the rural Filipino does not resist all
 

change, but he does tend to regard the government change
 

agent and other outsiders with suspicion. To bolster his
 

perception, he has had 
a long history of broken promises
 

from government officials, politicians and other
 

authority figures, as well as the 
evidence of prior
 

project failures to point to as precedents. In the rural
 

Filipino world, nobody does anything for nothing, and
 

certainly the government does not do anything for the
 

peon.
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In his book Doctor to the BarriQ, Juan Flavier 

provides an excellent prescription -- the credo of the 

Philippine Rural Reconstruction Movement (PRRM) -- for 

those who would seek to bring about economic and social 

change in the raxal Philippines, as follows:-

Each project innovation should be
 

Simple -- i.e. readily understandable by the
 
recipient
 

Practical -- something that the recipient needs 

Economical -- within the recipient's means 

Replicable -- something that others can copy 
anid benefit by

4 

In establishing any new development initiatives, 

therefore, program and project managers would be well 

advised to heed the foregoing cultural constraints and 

follow Flavier's prescription.
 

4Juan M. Flavier. Doctor to the Barrios, (Quezon City,
 
Philippines: New Day Publishers, 1970).
 



APPENDIX E 

THE MASAGANA 99 MANAGEMENT INFORMATION SYSTEM
 

The Tables and Figures in this Appendix are an
articulated, integral, part of the Masagana MIS. With 
the exception of Figure E-1 -- which illustrates an 
innovative concept for project target-setting and 
monitoring, and can be used independently -- no useful 
purpose would be served by summarizing that listing here. 

FIGUREE-1 Department of Agriculture

& Natural Resources BAECON/NFAC/USAID
 
PROFILE Consolidated Rice Situation
 
Report, Abra
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THE HASAGANA 99 MANAGEMENT INFORMATION SYSTEM
 

Whenever anything is measured numerically
 
wherever there is an attempt, however rough,
 
to assess anything in the .>2rm of numbers,
 
even by the simple process ot counting, then
 
there begins to arise the necessity for
 
making judgements as to the significance of 
the data and the necessity for traffic rules 
bv which the flow of info'rmation may proceed 
smoothly and purposefully. 

H.J. Moroney
 
Facts from igures
 

This appendix outlines the program setting, 
organizational structure, management and analytical 
concepts, key indicators and reporting requiremenxs 
underlying the Management Information System which was 
developed for -- and used by -- the managers of the 

1
Masagana 99 program. Although basically a "blueprint" 
"Control-type" system, the MIS could be (and was in fact) 
used primarily in a "learning process" mode. It is 
presented here in detail to respond to Russell Stout's 
plaint that "it is . . . difficult to determine what 
constitutes a management information or control system 
(and] exactly what such systems will actually dg for 
managers" -- in the hope that it might serve as a proto
type (or guidance) for other development project managers 
and/or systems designers. 

The Masagana Management Information System (MIS) was
 

a control-type system which obtained standardized data on
 

participating farmers activities from Provincial Program 

1
The substance of this appendix is drawn from Kenneth F. Smith, 
'The Masa na 99 Management Information System*, USAID/Philippines,April 1975. pp. 23-63. 

2,ussell Stout, Jr. Manaeement or Controll The Organizationai 

Challenge (Bloomington. Indiana; Indiana University Press. 1980), p. 
97.
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Officers 
 (PPOs) via provincial field technicians (and
 
other selected sources), and processed 
it centrally at
 
the National Food & Agriculture Council 
(NFAC) in Quezon
 
City. In developing 
an MIS, the Program/Project and
 
System factors listed on the following page are generally
 
important considerations 
 to be addressed by an
 
Information System design team. 
 Each of these factors is
 
discussed in 
 this appendix in 
 terms of the Masagana
 

Program.
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1. 	 Scope
 

2. 	 Popularity
 

3. 	Goals & Tprqets
 

4. 	 Organizational Structure,
 
Authority, and Chain of Command
 

5. 	 Environment 

6. 	 Vc:,ted I nteres'ts 

7. 	 Personnel Staffing
 

M._,51ACT9SR 

8. 	Purpose 

9. 	 HIS Training, Orientation &
 
Fami i}ari ztion
 

10. Detail Desired
 

11. Data Structure
 

12. Heportinq Frequency 

13. Communications
 

14. Man/Machine Interface
 

15. Dta Processing 

16. Proce:!:inq Time 

17. Data Suminarization, Analysis & Feedback 

18. Data Verification 

19. Proqran/HIS data Follow-up 

20. MIS Cost
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L 
 rQO re__91 
 Masagana 99 was an intensive
 
nationwide rice production program 
-- implemented by 
various governmental and private organizations in 57 of 

the nation's 76 provinces -- and cocrdinated by the 

National Food and Agriculture Council (NFAC) in the 

nation's capital -- Quezon City. 

2. M Hasagana 99 was widely 
promoted in a special effort by both the government and
 

private media. With high visibility, the program
 

generally enjoyed a favorable public image.
 

-
 Initially, program
 
goals and targets were established centrally and passed
 

on to the Provinces. After the first year, target
 

setting was largely decentralized. Provincial profiles
 

-- both graphic and numeric tables which outlined the
 

normal monthly planting schedule of each province -- were
 

developed so that rational monthly planting and
 

harvesting rates could be estimated, and quantitative
 

annual goals and program targets established. The
 

overall goal was quantified in terms of hectares to be
 

reached, and yields 
 to be obtained therefrom.
 

Intermediate targets were also estimated on the basis of 
anticipated monthly plantinq;. The actual performance 

data was obtained or, a monthly basis, subject to the 
limitations of inadequate technical coverage, and local 

communications.
 

gQ-ctflafd The manager of the Masagana program
99 


reported directly to the Director of NFAC, who in turn
 

reported to the Secretary of Agriculture. The Masagana
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99 Program was closely followed by President Marsos, and
 

the Secretary of Agriculture (Arturo Tanco, Jr. ) devoted
 

a considerable amount of his time, attention and personal
 

influence to Masagana [and its HIS] throughout the
 

season. it,addition, the Secretary acted as Chairman of 

the NFAC Management Committee for periodic program 

reviews. 

The NF'AC Pro ject Ma noq, r actod in the namie of the 

Secretary, and for the mot;t part did not have constraints 

on resource inputs. Nevertheless he was not "all 

powerful" but had to compete for the attention of 

personnel in other agencies. For management purposes, 

the tundarmentail organi.!ati(Uhfl ;tructur, was gqoqraphic, 

with the Province an the principal management unit. 

Under the program, each province had an officer in charge 

-- the Provincial Program Officer (PPO). PPO's were 

direct employe-,!-. of the Department of Agriculture, either 

ii the Balrean of"' Pl ant I ndu;try (lii'I) , or the Bureau of 

Agricultural }.xten!;io (BAEX). 

Within thc. Province!;, (PPOs, faced several operating 

constraints. Masaoana 99 was a program of NFAC -

traditionally a staff- qordlj njtjg _conr]t rather than 

a line ojerating aigen,-y. Consequently, although charged 

by NFAC with rortain rongrim tan-.ks, the -,"0 was ilso 

simultanetous ly resporsi ble for carrying out other 

programs and projects; of his/her parent organization. 

Furthermore, many of the technicians who worked under 

his/her direction were similarly "on loan" to work with 

the Proqram, or detailed from other agencies and/or 
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bureaus. This the PPO's control over many of these 

seconded personnel was limited. 

The Masagana Program was a wide ranging one,
 

including credit and agricultural inputs -- such as
 

fertilizer and pesti--ides. These elements were handled
 

through separate -- mostly private -- channels over which
 

the PPO had little or no direct ccntrol. Thus a
 

considerable amount of coordination was necessary between
 

various elements at the provincial level.
 

A "monocratic" structure was adoptad -- i.e. a 

Provincial Action Committee (PAC) was established in each 

province, with the Gove,-nor as Chairman, and the PPO 

his/her action officer -- in a similar pattern to the 

NFAC Management Committee organization and structure. 

Nevertheless, the lines of authority were not completely 

clear-cut. The further one was distanced from Manila and 

Quezon City geographically [and President Marcos's "New 

Society Movement" politically), the less responsive the 

various elements were to central program direction. 

5,_EnirQnvt The Masagana program was isplemented 

in: most of the provinces of the Philippines where a 

traditional Third World, underdeveloped rural situation 

prevailed; i.e. in!iufficiencies of many kinds -- lack of 

resources, poor infrastructure, little or no off-farm 

employment opportunities, limited knowledge of 

technology; poor communications and relative isolation 

and inaccessibility to the outside world. 

V The data upon which the
 

program (and system's) key indicaLors were based was
 

subject to numerous cross-currents of interest. The
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farmers generally had a vested interest in understating 

their production -- to appeal for further governmental 

assistance, or rel ief in the form ct lcon extens ion;: to 

reduce the envy of their neighbors, and to minimize 

taxation b; the government. On the other hand, an innate 

tendency to boa:;t, and receive public reccgrlition through 

'Farmer of the Year' , 'Green Revolution' and similar 

compet i t leS!; could l ) I,-ad to o,'e ; titc, mert of 

performance. To a large extent, the technician:, and PPOs 

a:lso pe rceived the farmer; et tarts and subsequent yields 

to be a reflection of their own (i.e. the extension 

agents') portormance,, and cor:eqiuently ir reporting, they 

tended to er r ON t he '(.:2i I 2 ,. 

'I,- 'tvqrgmtaft The PPO had a number of 
1'roduction Technicians (i.e. extension agents) working 

under his/her direction in implementinq iie program. As 

indicatd alove, some cf these t,-chnicians; wore direct 

employees (i.e. of the ;,me organization as the PPO); 

others belonged to another:- agency, but were detailed to 

work on the Haagana 99 program. A permanent full-time 

MIS unit was estbli:;h-,d within the UFAC, supplemented 

part-tire by s;ta f f from the !ureau of Aqricultural 

Economics (RAECON). 

TB ~MA~~QLI~iT114O'QNA7710.i .7Y.YUN~ 

8NIfrp$ The MIS was intended to provide a 
regularly recurrinq comparative analysis of program 

accompl ishment by province, together with an overall 

national analysis of tho rice production program, in
 

terms of several pre-.,elected key statistical indicators.
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These assessments were furni;hed 
to the Secretary of
 

Agriculture 
 and the NFAC Hanaqement Committee in a
 
monthly 3 summary report for their information, policy

making decisions at. i program ,orr-ctive action. Copies 

of this monthly report were 
 also provided to the
 
President and Cabinet, particindting provincial 
Governors
 

and their Provincial Action Connittees (including 
the
 

P11Os and Provincial Staff Officers of the Bureau of
 

Aqricu I tur,, 1 :cor,cm i cn ) , fc r their comparativ,- review 

(vis a vis other province!-) and foilow-up action. 

2], Ta'nl n2 gri eft;: t ?n_ irj tiQn The 
primary data coilectors in the system were the Provincial 

agriculturail production technician-;. Many were skilled 

in their agricultural speciality, 
 however, at the outset
 

they 
were largely untrained and inexperienced in so far
 

as date collection, recording 
 and transminssion was
 

concerned. Therefore 
they had to be trained in the
 

proper maintenance, recording, and reporting ot data, as 
well as through short training seninars. In addition, 

the PPOs. BAECON field staff, technicians 3nd other
 

involved ind interested provincial personnel4 were 
periodically briefed both mechanicson the of the system, 

and the sub';tAnce of their proqra:, which it presented -
for tneir :nformation and local use. 

Since the Hasagana Program and its 
 HIS were
 

initiated in a crisis atmosphere, there was little or no
 
time for pre-test ing the system 
 and training the
 

1riIai, I I a rt-ort was wanted every two weeks. This was 

later chda',d to m,.ithly 

14 r;cludlr~, Provinc2ial Covernors and their ad-uinistratlve staffs 
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participants 
 prior to prcgran start-up. Thus, the
 

technicians -- who bore the brunt of the data collection
 

and reporting -- had to 
 , t ra nt,d on-the-job. 

Indication.; are thit most tp."hnicians were overextended 

i n the ir ar- o t ,*ov,-riq- -- they had too many farmers to 

sorvice, :qe qocwqraphi c t erritory to cover, and for the 

moot part, lacked tran-)portation. ] 

'ho I c ' llIi ."..p to th.I c n,'w r-'porting
 

concept!; on-the- job, 
 al though M,:;t had had some 
experienc, in the pact -- compi I inq and transmitting 

other roqu i rod r teport,; to vari ious off ices of the 

Department of Ajricuitlire, and NFAC. 

A nat. - I Oc, t tia nili n o,.-iars in the specifics 

;; M 2ot the iqg. m:.a conct.pt z. re hold, supplemented by 
fo low-up at; 10 tance vi cit:; and "Action Training" from 

the central NFAC,'MIS; .tatf. In tine, most PPOs either 
had (Cr di!,i ma ted ) a tull, or pa rt-timf, rpnrt; officer 

who'.V, ablt to receiven-ne intensive orientation 
and tritnin,, in HIS concepts and procedures:. Also, the 

Urf.,.U.,.alt rl Ecoon :; a';red to cooperate with 
the PPO10 ,it the prV i nc i a l leve I to as:; i,;t them in 
pr pq,-iriirn aoir tr~in:,nitt inq the r.nnth!y provincial report 

to Nl-AC. 

Forma I t:aininq in r.i t.,,gr ent information systems 

and related sar.,.nent concepts for NFAC and HAECOM staff 
was -lo ,nlarp,,d through long-tern participant training 

n s.{:,- I: t .. ,, ,s t ,0h'. o ., h .Ir ,d . " . ; 
,,I 0..1 In . v cas0- ho.ever, ons / a : . '- t %s l e %% t 1 ln ,l thull i~ S t l C l l | y 

ec,.:%t.o ' .. i " ,: r.trisid . t, r a .ti. r yt ot i', )iio .; -h :eIn 5i,,m . t r , ' .\?: A, il s U..- p ovi ,s .t rent " 
t', L..v t ri -.i: ,,l w,.rk tn na;e th.'-svlves av .ilable %.hen tkepg ') .,I- ', . 

http:conct.pt
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in the U.S. and other countries, as well as short-term, 

in-country training seminars. 

0 Deeil_ irFA NFAC Management wanted the 

status of s4,lcctd in!d i:ators for all provinces in the 

program reported reqularly, comparatively analyzed, and 

exceotions: noted. Reports to NFAC provided both 

production an] financial datah together with a multiple

choice type assefsnent on implementation problems 

ent:ouritered during the month. [.ita elom,-nt!; were to be 

reported az; cumulative trom the beginning of the season, 

rather than monthly totals, for reasons discussed later. 

In addition, ad hoc requests could be made on other 

aspects of the program, from time to time. 

1_, Since each technician performed 

essentially the same function -- assisting, supervising 

and monitorina the productive efforts of a number of 

farmers -- their activity reports could be standardized 

and structured for systematic analysis. 

In addition to the technician's activity and fa.iners 

production data from the technician's reports on the 

farmers they supervised, Ehe PPO obtained credit data 

from various institutions which provi.de, non-collateral 

credit to the participaving farmers -- the rural banks, 

and the Agricultural Credit Administration. Thus the 

reqaired credit data could also be standardized and 

prestructured. Data on the program was gathered by the 

technicians and the financial institutions in each of the 

6This data was obtained froin the various banking, institutions 
- Philippine Naticn,l ?.irk. Agricultur..i Credit Association, and the 
indiv.idal Rural ,.iuks 

http:provi.de
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participating provinces, summarized by the PPO in each
 

province, then transmitted to NFAC and/or the Bureau for
 

Agricultural Economics (BAECON) in Quezon City, where it
 

was centrally processed. 

12......J ZR r ig equncy NFAC's Management
 

Ccmmittoe required an MIS report once a month, as soon as
 

possible after the month reported upon./ 

13, QIJ¢onunCnic.; The methodo onf, primary of 

communicating Masagana 99 data in the provinces was by 

the technician hdniirying the data to the PPO. From 

the PPO to the Central Office, the primary method of 

transmiss ion w3 by :-ingjle side-band, line-of-site, r-.JofQ 

a AEX office;r'..3 to AAE, o:- Bit reg ionaIL thence to 

Manila or Qu,.!zon City headquarters, and ultimately to 

NFAC. Sone Provinces which did not have a radio s used 

QQI t..gxai and/or to iI 2hQon circuits, whure 

available. In addition, a "hard copy" report was also 

sent by 7.1 to NFAC (or hand-crried by a visiting 

official) tor tile record purpose!-. 

The tine larj for radio relay and telegraphic reports 

was usually up to three days from the more remote parts 

of the hi i ippi no:;. Howver, sone provinces had no 

access; to either radio or telegraph, and in the rainy 

sea';on miany of the prov i nc i a l road were i mpassabl e. 

;nit 1,1llv. t!- S.-crirary ut ..\irf-,rlrsre ,irh the N:FAC Director 
w.intei (.ithd ott ii d) a pro,ressi rvouort ievery two weeks This 
creat -l i r tsdo i ; burdert o; thle t,.ld techictirns and PFO. as 

O' ;AN ,. andf ei ;s,wf-11 i , %IA,:,, MIS : h,, ira pr, while 
-r' 1 wiaiprodu- , t; i ,ddicionil tritorrittri, wis eventuall y 

discon tinuod ifto.r th, fiir;t ph.;iau. (i. . seison) 

8smnu. o. 1hr provi ices also rrorted to coinfurrcial telegrams
becmt,e althuoo h t,,'; h,d radios, th,"' were trequter.ly out -of-service 
due to clit ,itc or muchiatiica r,.aso l.t. 

http:trequter.ly
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Thus many technicians were unable to report to their PPOs
 

in the first instance, and at NFAC in Quezon City,
 

several provinces might not be heard from for one or two
 

months.q
 

The transmission system had a low qualitative
 

reliability. Periodically, technicians were unable to
 

bring reports to their PPOs at all; radio transmission 

was often subject to distortion, and even telegrams were
 

occasionally garbled. Host hard copy reports were
 

received at the central NFAC office too late for
 

summarization, and thus were not used in the decision

making p,:ocess for that month. 1O To partially overcome 

these limitations, the transmission system had a Ligh 

dcaqgru of - gy -- the same report was often scnt by 

several different means in the hope that at least one 

would get through in time.l- Given the circumstances 

prevailing in the Philippines, this uncertain but 

redundant approach was the best transmis;sion system that 

could be anticipated during the life of this program.
 

14. InhIhnrh n in Vw The information system 

vas primarily people-oriented -- i.e. manually gathered, 

compiled and transcribed. Although most of the 

indicators were seemincly precise quantitative measures, 

for the most part, the data collected and reported were 

9 The e conditions also had a detrimental impact upon 
implementation of the program. 

1)The adjusted data was useful however for subsequent trend 
analysis. 

fiAt NFAC. the recipients occasionally had a problem of
reconcil ing qu.intitative discrepancies between idnLical data 
elemeit.i ii various form1s of the -:ame report. 
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not objectively recorded exact measurements, but were 

utjve _J., made by people observing and/or 

questioning others.
 

I5... lI35P-Q _ting The system was established 

9s a completely manual one. Deoign work was also
 

undertaken so that eventually much of the data received 

at the central office could be computerized for 

-tati st ic-a I ,ia -z:; tabulat ion comparative, and 

feedback. However, it was anticipated that the data 

collected and transmitted by the provinces to NFAC would 

continue to be in a manualI form throughout the program's 
eXi ;tenlce. 

_ .... 16 ., A number of processing 

deddi inus ,-2re !,;tabI ished, with emphasis uti timely 

reporting and processing. The target date for production 

of a monthly comparative report and summary analysis was 

15 days, atter the end of the month reported upon. This 

time included estimated transmission time from the data 

collector to NFAC, plus time for consolidation and
 

analysis.12
 

17.ila t !1frl na_r {1 iQflAM ].y-i i -_jgk Data 
were timmar i.-,I on standardi!ed( worksheets by each 

technician for his/her area of coverage, then these 

summaries were combined by the PrO for the Province, and 

finally summa, i:ed and analyzed by NFAC to obtain a 

nationwide picture of program activity. The data could 

11It. ;is hop.d that comptrri -atioun ould reduce processing 
Lttl to tel days [Central Staff Processing took five days mantnally,

Scould cutaeivably he reduced to one day by computeriza t.ion. 

http:analysis.12
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also be summarized on a reqional basis by the NFAC, if 
so
 

desired.
 

The data were analyzed and presented in a number of
 

tables -- each table analyzing a key statistical 

indicator. Each province's data .as compared to its
 

cumulative targets, while the provinces were compared for
 

performance 
 on different indicators and rank-ordered
 

accordinq to their standings. Thus the high and low
 

performers on 
each indicator could be readily identified,
 

based on their own reports.
 

A short summdry and comment was made on this data by
 

NFAC, highliqhting the apparent significance of the
 
reported information. Copies of the report which
 

compared provincial standings were also furnished each
 

province for their information and use. The details of
 

the data, reportina formats, rationale and analysis will
 

be discussed separately.
 

V The
x .... njijgo Central NFAC/BAECON/USAID 

Staff had no bureaucratic limitations in accessing data 

collectors and -.ources; of information. By displaying 

appropriate credentials, they were authorized to 

interview bankers, agricultural traders and technicians, 

as on
as well tarners any aspect of the Masagana program. 

The ma jor constraints were distance and time, since it 

could take several days to visit a province and contact 

the appropriate official personnel and/or sample a target 

population. A more fundamental problem was that although 

susceptible to quantification, in most instances neither 

the farmers nor the technicians knew precisely how much 

of a farmer's hectarage was in rice production as opposed 
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to other uses -- i.e. crops, house and yard area, and 

non-plantable land (for irrigation, dikes, pasture or 

p,.thways) or simply lying fallow. In some areas, the 

rice paddien we re scat tered, Lrroqularly shaped plots 

rather than cont iguou; f ields, and often Ico ted on 

hill ;ides, which makes area e:;Limatts even more difficult 

to obta i n, and the results questionable. Yields were 

ea:,ier to obtain, Iut cmron bract i",n of-- paying 

landlords; and ]alborer_ in kind, Lulk dcyingcn-farm and 

storage (Wotten in Conta i non; of varying sizes), 

a ithholdinq or seed, retention for home. consumption, and 

piecenea 1 ; e of qr-iin -- ro;u I ted in numerous 
nituatio n 'hor t, far:ar rawl]v had (or could rake) a 

total count of his/he r yield, and the production 

technician's e:;tCinmte was simply "SWAG"-d.13 

19 Follow-up Numerous spot checks, as aswell 
independent random stratif ied sample -urveys were 

conduct,d !:. r i oI i Ialy b.y NAC, P1F*CON, and ';ATID as a 

part of the ManaG',m,nt ;yntem, to verify the quality of 

the reported data. In add it ion, severa I other 

organization; indpendently conducted periodic and ad hoc 

stud i eu. 

Q... (Qt The total co:;t of tho M-99 data was not 
made exvl ici t , but was; buried in other operationa 1 costs. 

Field technic i n. and other level supervi sors obtained 

and processed the data als an adjunct to their other 

duties. The MFAC Hanaqenent Committee determined that 

the information was needed for program man-igement 

1 3 S;.'V; -- Sophist icatt '.'ild-A** (;uess! 

http:SWAG"-d.13
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purposes regardless of its acquisition cost, and a
 

separate Man'gcment information Staff was established
 

within NFAC to oversee the system and conduct the data
 

analysis. The cost of this unit was not a meaninqful
 

estimate of the total system cost, and was not broken out
 

as a separate line item.
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T1IFLSYSTEM~ 

I. DATA RF.PORTING FORMATS 

The Masagana 99 tanagement IW'i,:mation System 

consisted of 	eight (8) di: tinct formats, as follows:

1. Provincial Profile (No Forn Number) 

2. FORM 1 -	 Technician Work.he,:t 

3. FORM 2 -	 Technician Summary Report to the 
PPO
 

4. FORM 3 -	 PPO Worksheet 

5. FORM 4 -	 PPO Summary Report to NFAC 

6. 	 FORM 5 - Financing Institution Summary 
Report to the PPO 

7. 	 BAECON/NFAC Comparative Provincial Summary
 
of Key Indicators. (TABLES A - P)
 

8. BAECON/NFAC Summary Analysis 

A sample set of the:;e formats i,; shown on the following 

pages and the unique uses of each described.
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TLPRQVJNQCI AI, PRQJ'FJb1 

This was the basic means undpr the Masagana 99 

Program for es;tablis.hing "norms" and estimating
 

provincial targets. to
Due political, sociological/
 

cultural and natural 
 (climatic) conditions, although 

several disatinct regional characteri stics can be denoted, 

no two provinces are exactly alike. The Provincial 

Profilo stubsumed th-,-.e diftorencoe so that the provinces 

could be compared in terms of a single meaningful 

indicator -- lectare; of Riceland. 

Iii the planning ;rage, for programming purposes, 

NFAC m;inaq,,rs were interestd in determining two items of 

informItion from the prvincial *vel:

1. How many hectares of riceland does it have? 

2. When are they "normally" planted? 

Due to the advent of double-cropping practices1 l in some 

areas, the "Effective Hfectare" aqreedwas upon as the 
basic unit of measurement for establishing provincial 

Q __ix. 
hQlvQLe._t +Lan~t up~cn+ whi ch 
tarqets. Aii vffL.itivv A-rt theqUvn.QLQ_1e 

Qfle. (TqP9_ o:_.ir,.__ __rQ0_wni 

one ..yr,'- Thus, for the majority of farmers who only 

rai;e ono crop; per air, the ir off.ctive hectariqe is the 

:;ame a.; the i r actual hectaraqe. However, for those 
farmoer: plantin: two or more crops per year on the same 

hectire, the t armor ha; the same effect on total 

"l,,1v plant ini. tw , rtrq,:; pi-r y,.r n r ,, ;,lu , plot t land . 
Ri ce tia! r,,lttvev, 1 sh'lt ;r'wli; -,ol (if thri' six:i -- to mioniths.,Tb. t vr,di jt ',tjet i .; t kV luger tLO ,row. whi le ttio majorteltol'r; of till highl yiv difir, varie,ti, are rhoter growing, 'riod-;.i.;wf.ll is The, ihilit v to y,"orwin.it, it, a in tim., a th y ar. Key

it or .W'hilh i rir plant rin, 1.t' lvdil.,ibiIltY of Wie,lr (ralin all orront rollo'd ir rliti1i11)andI sitiiil.. 

http:y,"orwin.it
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production as acquiring another hectare. Hence, he/she
 

has two "effective" hectares.
 

In addition to the amount of hectarage, the timing
 

in planting them was also important for planning
 

purposes. Although there are seasonal peaks which depend
 

principally on climatic conditions, rice is planted at
 

different times in different provinces; and even within
 

the same province. For national program management
 

purposes, the agricultural year was divided into two 

phases -- Oddl5 :- May through October; and Evenl6 :

Novemtj_2r through April -- based on the main wet, and 

palagad (dry) crcpping seasons of Central Luzon. Thus
 

knowledge of variations from the Central Luzon pattern
 

were of great importance to the prcgram management
 
17
 

staff.
 

The data for the Provincial Profile was developed by
 

the Central MIS Staff in consultation with the Bureau of
 

Agricultural Economics, the PPO, the Province
 

Agriculturalist, and others in the province who may have 

had relevant input. By structuring the graph in terms of 

percentages rather than absolute numbers, a standardized 

format could be used for any province. 18 Given the total 

annual effective hrctarage and the estimated percentage 

151 e Ph :;, I. I1 , V irA:j VI1. 

16 1 he. 11. IV. VI and VIII.Pases 

7;Thvi-warc least seven di:;tinct regions in the, at climatic 
P'hi 1 i pilno 

1 8 i)iring thi: p'oces, we int iaIly exit rienc ed some difficulty 
il obta ining, actuil qnunt iti e o I. vIc t ive iecta res . IUtvr we found 
it nmih ;iinplr to3 i r,;t obtain igricmntit on the totalI provincial 
effective, hctirbo tht-n pst nat e the percentage platied each nionth. 

http:province.18
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of planting!; each month, the cumulative p.antings.. in the 

province could be deve lpxd, and Hasaqana 99 program 

targets establ ,;hpd .-I:! - proportion of the total 

estimated provincial production for a season, or "phase". 

Projections could also be made from this basic data to 

estimate the tpp ropriate timing and quantity for inputs, 

and for harvesting and marketing.19 

Il)This is thu bsis of the "Line of Balance" prograwtming
Technique. For further dvtails see:- Kenneth F. Smith. T-LIaLIZ 
(U &J _\J 'L?_ 1' cti,l,. t , .uin U yA (nash iingt on. D.C.:d_.:
U.S. Ag .ncy tot Ilotrn.tlIot.Il Dt,velojm t-i D,'emb er 1911), pp. 73-78. 

http:Ilotrn.tlIot.Il
http:marketing.19
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This i; the ba i c recordt of eve ry supervised 
tarmer' s act jvit y in ir ,- n- I r i:e under thev siagana 
proqram. It it. maintain ed by each tochnician for th" 
farmor; h-/l!vk, -;; a .houId ;eh kept as current 

a! hots;iLJ~.Ir,-ltunt ont-:t with the tar.,ers. 'Tirhs
by 

i rs the,, t e-ihni ; iin pr! ocs.l I ri#,,--or-d a nd !sho u 1 (1 not *)e 

!;eon t to -riY( ; ';o: . It :2hb 1,1d b.- Iv I lable f or 

innpection by the 11,0, the NFAC Central Office MIS Staff, 
the Agr icultural 'roqran Evaluation Staff,!() 

anyoneor 

e 1:-,e hav inq neeod 
 to roview the da ta for research
 

put rlKfsl.
 

Ei:. h -',t, r VI od I a ,;re 'as to be entered c,n the 
%work,het in a ;inpie, but leqible manner' 1 and all 
;uhoequ(ernt dota i Is; on hi s/her activity recorded in a 

cumu I at ive mrinner t h roug hout trie season. Thus, if 

faithIuIIy m, Inl, conp ie-teli:ita a record of ai individual 

ftirmvr'.e ,ict ,, i ty ,tiul;th tI o ,v,,i ,ibl e t rom plant in, to 

halrve.st 11 by t he end of tthi ';ea;l on. 

he torn is prictical ly solf-explanatory no it will 

not 1,,e d i scu; ;sod -it Ie q th. lo-ev.r one important 
fe'aturf, 1!. t.h.t th, d.il.i ii (itumilative 1cd; tsr the 

s-;eason -- not d il v, we',,,1ky , or monthly entries. Another 

I =l-)r talnt 1 t I:; thee1"') t) net .. ri-,thod lor record inq 

t141,. "* iV-i';t n1enpt r t1n . . ,d/or Pma , col umn; -

i tens I throuqh W. The form accolnts for participatinq 

et , ed,1 lrf sl~ .r.#,, li 

."i t U,is r' i s 'j r ,. 01 I .' t , ; I' !-,, (it I I.. . ill t.lC .~l~ 
'. 

t I t~l rnt irl l' U.' r V t Cris -lJ.. d % 1:2;,l r, Ir Ihlis pi '. tvr a'l e 

http:halrve.st
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farmer rice hectarage in a similar manner to a bank 

account balance sheet. For every farmer who is recorded
 

as planting "X" hectares to rice, there should eventually
 

be another entry indicating the harvest time and yield 

obtained from that same h,2ctarage. In the case ot damage 

or loss -- from whatever cause, there are several o)tions 

in order to reconcile the balance sheet:

1. 	 If the crop i5 not roplanted, and 

a. 	 the damage is total, it can be
 
recorded immediately it is damaged,
 
with a harvest of ?ero, i.e. "0". 

b. 	 some harvest is anticipated (however
 
slight), recording of the damaqe
 
should he deferred until harvest 
time. 

2. If damage is such that replanting is 
necessary, and replanting occurs
 

a. during the same morth 's the initial
 
planting, the replanting is not
 
reported.
 

b. 	 in a subsequent month to the damage, 
the blocks under damage/harvesting 
shouid be completed indicating the 
area damaged and the yield as "0". 
A new line entry should then be made 
tor the replanting.
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FORM 2 	 HASAGANA 99 .uIHMARY REPORT FROM PRODUCrION 
PECHNIIAl TO PROVINCIAL PROGRAM OFVCFR 

Cumu' tiv, 	 from to 

Production 	 Tecriicin 
Municip.1l ity Provi icf
 
F i nanc in I riotf t i . .
 . 

NOTE: Your r,2ort for th' nonth must be received by 
Provinc,il i Prvi :Of, cr not later than the 3rd 
day ot th,, 	 tol lowinci month. 

i2'J}.'E'VI 2.1) 	 V'AP.' ,d Vf'I'H()trj' ¢'! 2IIT: 

111inting O 	 ,., :j 

1. Number 	 ot -'rm,,r,; farmers 
2. Area 'lant,,d (Irriqiated) 	 hectares (ha) 
3. Area Pl.,nted (Ein ed ) 	 ha 

4. Area. !i 	 rr.e:t,,d (irripgited) ha 
5. Total Production (Irrigated) cavans (cay.) 
6. Area harve.,;ted (Rarinfel) 	 ha 
7. Total Production (Riinted) 	 cavans 

Plantinu QLritjifl 

8. NL..n-Lr 	 of Ftirmr; ____ farmers 
9. Area 'laint., (irriqitel) 	 ha 
10. Area ilantod (|RLinled_ 	 _ ha 

11. Are, }lr., ttd (Irriqated) ha 
12. Total Pro,hction (Irrigated) 	 cay. 
13. Ar,,a larv,,!;td (Rainfe-') 	 ha 
14. Tot al 	 ' h!ction (Rainfted) Cav. 

http:Municip.1l
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E!RQDLE$* (Check appropriate cateqories) 

15. Lack of seeds
 
16. Slow credit approval/release
 
17. Fertilizer unavailable
 
18. Pesticides unavailable
 
19. Weedicides unavailable
 
20. Water supply inadequate
 
21. Flood, typhoon, drought
 
22. Pests and disease 
23. Labor shortaae
 
24. Drying/storage
 
25. Marketing/pricinq difficulties
 

FORM 2 -- TELCINICIAN SUMARY REPORT TO PPO
 

This form summarizes rQ-lQ of the data on the
 

Technizian Worksheet. (Note: Not all items on the Form
 

1 are reported to the PPO. For instance, farmers names,
 

applications of fertilizers and pesticides etc., are
 

merely recorded for reference purposes.)
 

The Form 2 is a cumulative report. That is, the 

data reported is not just that which occurred during the 

month reported upon, but includes all data from the
 

beginning of the Phase. Therer,2tore to obtain the data
 

for Form 2, the entire column cf the appropriate item on
 

the Form I is re-totalled each. month, in pencil.
 



514 

The cumulative system was; developed for three very 

important reasons:

1. 	The sore wQl!.'; i; q ed for the elltri;j 
, not jus't for the orie month 

reportinq 	 period. 

2. It is 9j'i'r for the technician tQ tl 
l¢_.;$.',t Odch month than to extract 

from it the data that chnqed during the 
mont;i. 

3. 	 Hecau.;e ot the dit! iculty i;: tran;mitting 
data from the fild to the Province PPO and 
to NFAC, occe:iiun lly techniciarms (ind even 
PPOs) mi;s a monthly reportinq cycle. 
Under such conditions, when data is 
received it reflects the most up-to-date 
picture ovailahle. It it only reflected 
*th-, act, tl month in whi,*h it oucurred, 
there would be no recordl of late, Dr 
mi ssing data in sub!e.quent reports;. 

In a control sv;tem, late reports of monthly activity are 

not utilized becaus.e the management decis;ions for the 

cycle will already have been made without them --- based 

on 	 the ditL thait we; availille. On the other hand, 

althouqh late or mis;;n'j reports; will !-till distort any 

monthly pictute, when a cumulative report is eventually 

received, 	 it wi 1 1 ref lect th,, most up-to-date situation 

ava i lablo. Thu:;, over the I ong run, P r-QJQ_--t 

im~ltl 	 .!tiy.' ." th.nth_ th . MaintaininginnhJyyn.lM i, 

and re;ortin,! a,; d as; in cumu lative:;uch i!a possible a 

frame of r.t ernce therfttore provides the most accurate 

picture of tht, proiect's !;tatus;. 

The fir:;t 14 items in the Form 2 are quantitative -

number!; which ;hould bX rea:sonably accurate and 

relatively e;ii;y to vrify. If the technician keeps good 
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records of the farmers supervised, and follows up their 

activities frequently -- to the extent necessari to 

maintain good contact and technical supervision -- he/she 

should have no diff'culty in compilinq these numbers. If 

the technician does have a problem in contacting the 

farmers for this information, then either he/she is 

overextended and attempting to supervise too many farmers 

for the prevailing local conditions, or is not maintain 

tne records properly. In either event, this should be a 

signal to his/her supervisor -- the PPO -- to follow-up 

and take appropriate corrective action. 

The remaining items of the Form 2 (1 15 - 25) are 

qualitative, subjective judgements by the technician. 

lere, by checkinq the appro:riate item(s), the technician 

indicates the major problem, or problems affecting the
 

farmers being supervised.
 

NOTE: Although the basic Form 1 worksheet should be kept
 

as accurately as possible, the data transmitted on the
 

Form 2 should be rounded off to the nearest whole 

number. 22 Decimals should not be used in reporting, as 

such details are not significant on an aggregate level, 

and can be missed in transmission, resulting in gross 

errors. 

2 2Sote: the prevailing Filipino practice in rounding one-half 
(.5) wws to rourd-up "odd numbers" and rour-down "even numhers", so 
that both 3.5 and 4.5 became 4. This effectively coinpensattd for 
".mumber creep". 

http:number.22


. . . . . . .. .. _ _ _
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FORM 3 - PROVINCIAL PROGRAM OFFICER'S
 
SUMMARY WORKSHEET
 

The Form 3 is the worksheet on which the PPO
 

compiles the monthly reports (i.e. the Form 2s) of the
 

technicians under his/her supervision. it thus
 

represents a status report on the key program indicators
 

for the province. [If desired, the PPO can derive the
 

"activity during the month" by subtracting the previously
 

month's reported statistics from the current month's.
 

The Form 3 contains much of the basic data for the
 

PPO to monitor the Hasagana program within the province.
 

From this information, he/she can compare relative
 

workload distribution and apparent activity of assigned
 

technicians, question performance, highlight apparent
 

problems and initiate corrective action. This, in
 

microcosm, is what the NFAC would do on a provincial
 

level, with the information received from the provinces.
 



518 

FORM 4 REPORT FROM PROVINCIAL PROGIzA14 opICER 
TO NFAC/BALCON 

Cumulative from to
 

Provincial Program Ot icer:
 
Province: 

NOTE: Your report for the month must be received by
NFAC/BAECON not later than the 8th day of the 
followinq month. 

SUPERVI.SED PARNHRI; WI 'IOLJT CRIDIT 

a. Number a. farmers 
b. Area Planted, 

Irrigated b. hectares 
c. 

d. 

e. 

f. 

q. 

Area Planted, 
Rainfed 
Area Harvested, 
lrriqatd (I'ha:;, ) 
Area li rvLntd, 
Rainfed (lhase ) 
Product ion, Irriqatted 

(Phase) 
Production, Rainfed 

(Phase_.) 

c. 

d. 

L. 

f. 

g. 

hectares 

hectares 

hectares 

cavans 

cavans 

SUPERVISEI) EARMFRS WITH CREDIIT 

IRUrtL_ ank:; 

h. Numb#-r of Loans h. farmers 
i. Area Financed i. hectares
j. Loan-	 Approved j. Pesos 
k. Loans 	 Rvleased k . Pesos 
1. 	 Loa ns Hatured/Due 

(Pha.:; . ) 1. Pesos 
M. Loan; 	 Repaid (Pha;S.. )m. Pesos 
n. Loans 	 RP,,;tructured fi. Pesos 
o. 	Area Plante-d, 

Irrigated 0. hectares 
p. Area Pl,nted, Rainfed p. hectares 
q. 	 Area Harvested, 

rrriqated (Phase _.) q. hectares 
r. 	Area Harve;t,-d, 

Rainfed (Phae) r. hectares 
S. 	 Production, 

Irrigated (Phase___) s. cavans 
t. 	 Production, Rainfed 

(IPhase_) t. cavans 
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u. Number of Loans u. farmers
 
v. Area 	Financed V. hectares 
w. Loans Approved w. Pesos
 
x. Loanis Released x. Pesos
 
y. 	Loans Matured/Due 

(Phase ) y. Pesos 
z. Loans Repaid
 

(Phase ) z. Pesos 
aa. Loans Restructured aa. Pesos 
ab. Area Planted, 

Irrigated ab. hectares
 
ac. Area Planted,
 

Rainfed ac. hectares
 
ad. Area Harvested,
 

Irrigated (Phase__) ad. hectares
 
ae. Area Harvested,
 

Rainfed (Phase_) ae. hectares
 
af. Production,
 

Irrigated (Phase___) af. cavans
 
ag. Production,
 

Rainfed (Phase__) ag. cavans
 

Agrg 	 ra l_ rgdLit _rjminive-r? kj-Qn 

ah. Number of Loans ah. farmers
 
ai. Area Financed ai. hectares
 
aj. Loans Approved aj. Pesos
 
ak. Loan Released ak. Pesos
 
al. Loans Matured/Due 

(Phase ) al. Pesos 
am. Loans Repaid 

(Phase ) am. Pesos 
an. Loans Restructured an. Pesos 
ao. Area Planted, 

Irrigated ao. hectares
 
ap. Area Planted, Rainfed ap. hectares
 
aq. Area Harvested,
 

Irrigated (Phase_) aq. hectares
 
ar. Area Harvested,
 

Rainfed (Phase_) ar. hectares
 
as. Production,
 

Irrigated (Phase_) as. cavans
 
at. Production,
 

Rainfed (Phase_) at. cavans
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PROBLEMS ENCOUNTERED: (Check those applicable) 

ba. __ Lack of seeds 
bb. __ Slow credit approval 
bc. Fertili;-.ert unavail~ibile 
bd. __ P'esticides unavailable 
b.___ Weedicides unavailable 
bt. .... Water suppiy 

HOE: Statistical data should 
numbers, with Financial 

nearest Peso.
 

bq. Weather problems 
bh. __ Pests/Diseases 
hi _ Labor :;hortaqe 
bj. _ Drying/Storaqe 
bk. __M arket; nq/Pricinq 

be submitted in whole 
Data rounded off to the
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FORM 4 - PROVINCIAL PROGRAM OFFICFR'S REPORT TO NFAC 

The Form 4 is a summary of the farm activity
 

information received by the 1PPO rom the technicians (on
 

the Form 2, as summarized on the Form 3) combined with
 

the summary of credit information received by the PPO 

from the various financing institutions in his/her 

province -- reported by them on the Form 5. 

The data on the Form 4 was transmitted by the PPO to 

the NFAC or BAECON central office in Quezon City by the 

fastest means possible, to arrive not later than the 8th 

day ot the month folloiing the month of the report. 

Usually this information was relayed over the 

agricultural radio network -- by single side band radio, 

or by commercial telegram. Each item to be reported was 

uniquely coded with a letter (i.e."a", "b", "c", etc.,) 

and the unit of measurement to minimize misunderstanding 

of what was required as well as to facilitate 

transmission. In additio:., a written Form 4 was sent by 

mail, and/or hand-carried by any other official who might 

be scheduled to visit the central office. (NOTE: 

Statistical data was stbmitted in whole numbers, with 

Financial Data rounded off to the neare;t Peso.) 

Items ba -- bk are subjective indicators of the 

major problem!; experienced in the province during the 

month. The PPO used his/her judgement on these based on
 

the information received from the technicians; checked
 

the pertnent item!;, and supplemented this with a short
 

narrative description of the situation, any action taken,
 

and additional assistance required.
 



522 

FORM 5 (Sample Format)
 

REPORT OF FINANCING INSTIT"UTIONS IO
 

T1e PROVTNCIAI, PROGRAM OFFICERS
 

Cumulative From To
 

Financing In;tittion Province
 

INSTRUCTIONS: 1. Report should be cumulative, by Phase 
2. Report s;hould be submitted to the 

Provincial Prorqr-i Oft icer not loter 
than the 5th ot each succeeding month. 

PHASE 

I II III IV V etc.-->
 

A. 	 Total Number ot 
Loan.'; (Farnprs) 

B. 	 Total Areo 
Financed (IHectares) 

C. 	 Total Loan 
Appro%.ed (Pe!;os) 

D. 	 Toto I Loan!; 
Granted/Re It, ;Ied (Pesos) 

E. 	 Total loom; 
Matured/Dlue (P,.oos) 

F. 	Total ILoan.r; 
Repaid1 (,1..;o;) (Principal Only) 

G. 	 Total Lo tn.; 
Re'tructured* (P,;oo:) 

* 	 Note: Loans; whic',i are restructured should not be 
included in matured loans (i.e. due for repayment) 

http:Appro%.ed
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FORM 5 REPORT OF FINANCING INSTITuTIONS TO 

PROVINCIAL PROGRAM OFFICERS
 

Various financial institutions in the province
 

supported the Masagana 9j prog.aa. The three types of 

organizations involved were:

1. 	Rural Banks (Individual Enterprises, 
privately owned -- often by families or 
limited partnerships) in many of the larger
 
towns throughout the country
 

2. 	The Philippine National Bank (a private 
corporation) with branches, nation-wide 

3. 	The Agricultural Credit Administration (A
 

government credit arm within the Department
 

of Agriculture) with branches in many 
provinces; historically ineffective and
 

inefticient
 

The field branch offices of these organizations were
 

required to make a monthly report summarizing the status
 

of loaning operations (Form 5) to the PPO in their 

prov i ne. An additional copy ;as al ;o sent to the head 

office, or (in the case ot the Rural Banks) to the 

Central Bank of the Phi I ippines, which monitored the 

activities of the rural banking system, and "guaranteed" 

loans under the Masagana program. 
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DATA VWIX'ESSf1?W AND) ANA1.INS; AT N1'AC 

The central NJFA' HIf' ntt.itf '-wth FIAEF:lN ai!o- j ntance) 

a~nal~yz'ed thp WAi I'JM '1 !y tn" H'o; Ind Vpprcd it 

for r'-viow. by the NiFAC Kinmrjm..r.t Co-ir: ttee it. its mid

monthly rL 00 -t cI.k The o11;o I iu(I. t' ( r ,1 'r't !--howed 

prov i nc ij I ( c-i~ r I: ~ i :; t.t.Itn:; mInd ;Iro;r e!;s a,, 

v, hlmi q'h I 1(! 1 rI r clri!; i ri .1 .n!; i ; t It , cas y -

with thle n. ik-r. I- (r,n nelpirate.I;~; 

Fi)r the irt":-,lt, ~'' r'InkedI 'r;Ter of 

pe-rtrum!t .tcje; ci I ~p Ir~t, relative to each 

rid i i Am,. I pI l c ii,'t ol t i V'. "'ur ! nt mr'tors; 

rit Ito;,,i..' i .1;11 in : o;W.z aI:;O (v"elopvi, a.-. 

well1r; ;(l'iii..tv'I;Of clrIMUlat ive IKcccnpjl i!hment 

da iow.*vlm the mmm'I1Y/0 i!; W41! qJU to s i pIe, 

concstmi'i 1;' l.I mm( !;ph i !;t, coit m :.tit i!;t ica 1 inaI ysi s 

-'; i n .ot h I mr N-f,v r' hot I ;!; , evc -i 

t hi nrink ~r wr-n. 

hiqhi lIttid Im ientm o 1 pxmdmnr nroer;

cwdr W;~ ut .vrqvn aind raintoni 

'It biothi til' NtolIiipi oi v 

The irit iin, I'm-kin ofl tiL1 -in"S im ihed dS a 

,- :i - t'hi .l !1 .1tj i h;uM ivym- for theIi, I'mmli.'.:nn 

NI-AtC ~ mc. 7om i All ittoni cepi.i w-r-e als~o 

IInrrmi cli'] to, th.e troci nI-I.. I GoV'1nrm; , 1111;, and 

ii. lc-ii-.~d .~m~'~ sucnh is* Ranik Or'der Corr.-lmtior. 
f-,-i-.n dilfl~ r iiic- 6~a.; "IMttLtakn p~riLd Iill1y by the 
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financing inst itutions, for their informationl' and 

appropriate follow-up action. 

The inconrinq reports were processed manually?5 and 

analyTd for nati.,i! madnadqv.t monitori nq and review, 

as sixteen key indicator tablos, as follows:

1. 	TA3LE A - PARTICTI)ATION OF PROVINCES iN 
HAZAGANA 99 I'<OGPAM 

2. 	 TABLE B - MASAGANA 99 TARGET AS A PERCENT 
OF' PROVINCIAVAT. lI-''TARA(;E 

3. TABLE C -	MASAGANA 99 PLANTING PERFORMANCE 
IN REiATIN TO MASAGANA 99 
TARGET-TO-DATE 

4. 	 TABLE D - MASAGANA 99 PLANTING PERFORMANCE 
IN REI\TION TO TOTAL TARGET 

5. TABLE E -	PROJECTED HARVEST 

6. 	 TABLE F - MASAGANA 99 PRODUCTION
 
PERFORMANCE
 

7. TABLE G -	MASAGANA 99 PRODUCTION 
PERFORMANCE IN IPR IGATED AND 
RAINFED AREAS 

8. 	 TABLE H - CUMULATIVE ARFA HARVESTED AS 
PERCENT OF AREA PLA'NTED 

9. 	 TABLE I - CUULATIVE NUMBI-1R OF SUPERVISED 
FARMERS BY CREDI' SUURCE 

10. 	TABLE J - PECENT, .. OF ;UPERV ISED FARMERS 
REQI RIlrNG CR LI T| 

24 pr! ti.lar rtrest to any give, province (or t tnancLng 
institution) w',. how thei-r -'xperl comiarId with others.enet 


0A totol 1aiv ti te In t he HiS 1.'" I woS to Veitlt ll o, 

itil v ,rad pre.p.i:t this report comput low ilthough.,r; by W rv, somte 
pt-i1 pq. i ', ,;t. , wr k w.is o ,1t. ,ik.n b"y tIhe NFMC compullt P 
cent er (w ti,i ," oo '. 10,141 T rle or p% . Volunt eer aq ist ice). 
du r-,- tr.., Ille (of f . pr jo,cti u e r ttI .i..11, was, neveri" ria 
dcc de)t|! sultfi~ir'tlv h )l)rtirv thi.; to re,,ized.1 .1 	 h 1(,r interrt L-e 
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11. TABLE K - AMOUNT OF APPROVED LOANS BY 
CREDIT ,;C;RCKE 

12. 	 TABLE 1, - H.FCTAPR-K2 [ 'AE M -C.IENT OF 
H FClAP F!; '-.ANTED 

13. TABLE H -	 AVERAGE tI/E CF LOAN PER HECTARE 

14. 	 TABIE N - TOTAl, RI'PAYMENT A; ,'.ERCErT OF 
CUMULAIV: .)AN.<: APPROVD: 

15. 	 TABLE 0 - tOL,ICTI flT'ECIIN ICIAN WoRFILOAD 
ANAIY:;I : 

16. TAB,E P -	 PIu,'tI1II,EM A RL\,; 

A sample !-;umrnary of ,iach of these table; -- using 

actual data -- i'; pre:-;,nted on the tollowinq pages, with 

a brief exp ,in.tion of the ir intorpret.t ion and use. 
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TABLE A - [ARTICIPATION OF' PROVINCES IN KASAGAHA 99
 
PROGRAM (PHASE IV -- NOVEMBER l174 'O APRIL 1975)
 

Rank M-99 Tarqet Percentage of
 
Qcdpt-r ZIRTQNP4CI. LQ.9 -hat M-9 Friir-am
 

I NuevJa Ecija 60.00 10.36 
2 l'anpanga 35.00 6.04 
3 Bulacan 28.00 4.83 
4 Panqasinan 20.00 3.45 
5 Camarine,;: .ur 20.00 3.45 
6 Ileyte 20.00 3.45 
7 Zamboanqa dl Stir ..0.00 3.45 
8 North Cota.,ito :7.20 2.97 
9 loilo 16.50 2.85 

10 Nueva Vi cay, 16.00 2.76 
11 Isabela 15.00 2.59 
12 Taarlac 15.00 2.59 
13 Laguna 15.00 2.59
 

. , . . . . . . . . . . . . . . . . . . .
.


o o . . .... .. . .. .. . . . . ... 

57 Misanis Oriental 1.50 0.26 

TOTAL: 579.31 100.00 

In this table, the provinces are rank-ordered on the 

basis of their t.arr et commitment to the program. 

Af ter Pha.;e I, the 11PO1s established their own 

provinci a l tar (,t!, , us i ng the Provincial Profile for 

referesce, other insput; and experience as a guide for 

dev'lopinq real i;t ic ,ti.at,. 

liecau (t 'itch province differs in size, condition and 

capacity to qra)w rict, it i:s to b-2 expected that there is 

a wide ringe. Although politically, cacti province is 

important in its own right, for central NFAC management 

pur po'o. !; it i . nvcv;,e,. ry to dist inqui.-;h I.,t'un those 

provinces tht, are major participants in the program, and 

those that only have a token involvement and contribution 



to increasinq n:tionail production levels. (For example, 

in Pha -c _V, 50% of the Ha.;agana prcjrzim was being 

carr iod out by only thirteen of the fifty-seven 

prov inc es. ) 'jer, I or,, I ltu;tiu~ha 11 prAll C: towere 

receivp supprt from NFAC, where prot)lem sti t ions 

arosp, Ufr a rat iona 1 rmaqgvu1f t standpoint, cntral 

attenthim "ould f irst he focused on the priority aras. 
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TABLE B - MASAGANA Q9 TARGET AS A PFRCENT OF PROVINCIAL 
HECTARAGE (NOVMBE1R 1974 TO APRIL 1975) 

Provincial M--,9 Tarqet 
Hectaraqe as a percent


Rank M-'9 Tarq,,t (Nov 74-ALr 75) of Provincial 
Qr P-11QY 11!;L -L-) - ! ozU- LQQ!L- h-xil U t ,I ~Iza e-

I Nueva Eciji 60.00 60.00 100
 
2 Pampanga 35.00 35.00 100
 
3 Zamboanqat 

del Sur 20.00 20.00 100
 
. . . . . . . . . . . . . . . . .. . . . . . . 

. . . . . . . . . . . . . . . . . . . . . . . . .
 

53 Palawan 2.00 8.90 22
 
54 Aklan 5.00 24.30 21
 
55 Bukidnon 2.00 9.60 21
 
56 Aqusan del Sur 3.00 21.00 14
 
57 Davao City 3.00 - -


IOTAL: 579.31 920.76 63
 

This tible rank-order. the stated targets of the 

provinces as compared to the "normal ,affectivo hectarage" 

dva l1able for plant1nO durinq the !;ea!con. [The latter 

data wa:!; deriv,,. tro. the Provinciil }Profi lo.1, 

Tairgt-; . " r," !;#.t 1) the ['P0.; ba";ed on the 

itnt ic 1i 1tsi , iv'i I1,1b1 1 ty ot r Urc,u; locally to 

impl -. t t!., pr cs!,I.. A prLm-ir r,.::os v,., "ourse, is 

av i 1: j lit;, ) , 1(.0. ind. llowevtr, irrilition,c credit, 

.eed, ,.r on|mdrtilitchn i,|; to idvi!- irl follow-up 

the procr,n t#;o taken into con:; ider-it! on.-u:;t be 

from a quick :;c-anninq of thi!; I i ot i nq , it is 

apparent that th,, f ir ;t t -w province:; are very ambitious 

-- anticipat1nq reichinq every farr;,or who normally plants 
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durinq this sason! At thp other -xtrome, -:oi;ie provinces 

are ,,par-ntl y ,nnr.',or-proqrammirvq thoir eric- t 

it is not Lh NFAC mrs ;t.t f's finc tion to judge 

'-hethtor thes, i' iq immd etlort!; ir.e tou hi qf or too low, 

or wh thf-r, hy a in fct. appropr late, q ivon tho 

prv.i 1 in, q t klt tion. Th e.i r t' n k in .'.simply to 

r"o , h Io:o;t ,:lWA r-oort the, informattion to the NFAC 

,ipI ,.n ,:i' ', Io ror v ,o'w in.d arppropri.to action. 

kt- 1 1 i M!1 this common ijndicator and 

pr,...nt Tr,. I h-' ! : ults ta) th, Manaqviont Committee in 

thi; m nosr, that ,-,itt.,. h.,a; i 1 , i:, or compar.ing and 

,IL, -t1 ni1r,- h,0t )Vin 1 II'I'C; pro[oned participtien, 
ii,... *p','| s,.t , : r t ; 

http:arppropri.to
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TABLE C - 4ASAGANA 99 PLANTING PERFORMANCE 
(FROM NOVEMBER 1974 - FEBRUARY 1975)
 

IN RELATION TO MASAGANA 99 TARGET-TO-DATE
 

M-99 Cumulative Area M-99 Planted X
 
RANK Planted (000's has) Target of Target
 
ORDER PROVINCE l R T ,//t to daJjc
 

1 Bukidnon 10.03 5.12 15.15 1.45 1,044 Z 
2 Negros Oriental 3.60 0.08 3.68 0.72 511 
3 Misamis Oriental 2.12 0.20 2.32 0.60 387 
4 Lnao del Norte 3.20 0.49 3.69 1,29 286 
5 Batanas * 3.62 0.32 3.94 1.62 243 
6 Misarais Occidental + 5.74 0.21 5 95 3.00 198 
7 Aklan 5 9/ 3.80 9.77 5 00 195 
8 
9 

Zamboanga dei 
Maguindanan 

Norte 3 23 
7 31 

0.85 
1.36 

4.08 
8.67 

2.10 
it.73 

194 
183 

L0 Surigao del Nore 9 38 4 45 13 83 7.7,- 17 
11 Albay 18.30 3.12 21.42 13.00 165 
12 Sorsogon 11.50 0.41 11.91 8.00 149 
13 Liguria 20.13 - 20.13 15.00 134 
14 Isabela 17.74 0.38 18.12 13.50 134 
15 Pampanga 21.94 20.43 42.35 32.02 132 

. . . . . . . ... . . . . . . . . ... .
 

43 Miridoro Occidenital 3.33 0.29 3.62 4.50 so 
44 Quezon 10.21 1.71 11.92 15.00 79 
45 Antique 3.12 0.16 3.28 4.39 75 
46 Bulacan , 20.15 0.20 20.35 28.00 73 
47 Cam irines Norte 4.37 0.65 6.02 8.50 71 
48 Rizal 1.75 - 1.75 2.50 70 
49 Pangasinan 11.28 1.18 12.46 18.00 69 
50 Davao del Stir 3.56 3.56 5.41) 66 
51 Nueva Ecija 29.15 - 29.15 51.CO 57 
52 Linao dcl Sur + 2.72 1.29 4.01 8.30 48 
53 North Corabato 5.71 - 5 71 16.79 34 
5, Sultan Kudarat 1.38 1.38 4 80 29 
55 Nueva Vizcaya 1.82 0.23 2.05 12.01 17 
56 Pal.awn , 0.26 0.26 1./0 15 
57 Zamboanga del Stir 1.32 0.09 1.41 20.00 7 

TOTAl.: 443.51 86.35 529.86 538.47 98 

k Submitted report subject to verification
 
+ As corrected 
# Report as of January 31, 1975 
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TABLE C - PLANTIHG PERFORHANCE IN RELATION TO
 
M--99 TARGET-TO-DATE
 

This table compares cumulative plantings for the 

Phase with the cumulative target-to-date for the same 

period of time, rather than the end-of-season target. 

This departure from usual practice is an important 

concept which provides sevo2ra I additional managerial 

insights, and is elaborated below. 

~~~4fl~rKL~qly 2c~ar LLQyQrr aLIor.I
 
¢_II~~iy- _a . On such a basis, the smallst 

participant -- Misamis Oriental, with 1,500 hectares -

cculd never cci:ip-ire with the. lar ost -- Nueva Fcija, with 

60 ,000 hectares. Furthermore, even the rate of 

accomplishment againe;t its own end-of-season target is 

not very helpful, !"ince each province's program is 

planned to progress at a different rate -- as a function 

of the provincial prot ii-. What is necessary is to 

compare each province's status with where it is supposed 

to be. This requires taking recognition of the 

differences (i.e. weighting, or 'handicapping' the 

results) in so-e way. 

For example, it three such provinces had completed
 

15%, 301 and 80; of their overal' targets, respectively,
 

not only is that information inadequate, it could also be
 

very misleading. a At own
Comparing province 2giUi its 


ovb __l_thrQ larn 
hs oi gjn h'~ 

ptQv_!fl ........ ni. Timing is taken into account by 

this method, and the relative sizes do not distort the 
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picture. In our example above, we might learn the
 

following:-


ACTUAL AC7UAL 
ACTUAL I APPARENT PLANNED AS ' OF SCHEPU[.E ACTUAL 

PROV- COxPI.ErION COIPARAT I VE COMPLET TARGET STATUS COMPARATIVE 
!NCE TO nATF STA71 TOWTDT ALD,OF P&QI MM 

A 15 Z 3rd 10 z 150 % Ahead ]st
 

B 30 X 2nd 30 Z 100 X On Schedule 2nd
 

C 80 % Irt 90 X 8) X Behind 3rd
 

From the data presented in Table C, it is apparent 

that Bukidnon is at major variance from its plan. 

Whether the target was initially set too low, or whether 

the implementation was superficial, or whether perhaps
 

major reallocations of resources were made to the
 

province to enahle them to achieve such spectacular gains
 

cannot be deter. ned from these comparative data alone.
 

In any event, the data indicates that Bukidnon needs more
 

detailed follow-up by top management, or it may encounter
 

an imbalance in resources later in the program.
 

Similarly, Zamboanga del Sur is apparently experiencing
 

major difficulties in implementing their portion of the
 

program. Again the factors I may be beyond their control.
 

Nevertheless, the reasons should be determined by
 

management, and in any event, central reprogramming of
 

available unused resources from the surplus to the
 

deficit areas probably needs to be initiated.
 

An important point is that riLce pIdntg is done by 

thn Therefore the 

1Such aS weather. 
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PPO and his/her staff are not necessarily responsible for
 

under-achievement or over-achieverent, and should not be 

blamed or prai:sed for th- data they reort. However, as 

technical advisors and resource manager,; at the local 

level, neither can they be indift[orent or take a "bahala 

na' attitude to actual progref.-, as compared to the plan. 

If performance is laggi ng significantly, rational 

ma nagion t "'oii Id tt tmt to ft ike ,c) rrect ive action, 

whereever pc'csible, to hopeully recover by the next 

reporting cycle; or minimize loss for the overall 

program. 

If, on the other hand, the program is overreaching 

itseli, the 1O (Pas well a:; hig3her management levels) 

should ruview whether this is in fact desirable. 

Available reMources may be insufficient to support an 

enlarged program, and if spread too thinly, or 

sacrificing quality for quantity, it may not have the 

desirted iopact, either in the iggregate, or individually. 

Over-achiev, ment in one aspect of a program may simply 

create problem.] for another area, or later stage. 3 Thus 

critici!;m -- or accolades -- basis thison the of 


indicator lone, will inhibit the 1TO and his/her 
 staff 

repertlnq Accurately .;hat is happening in their area. 

This, in tur:i, will have a detrimental effect upon the 

centr-il NFAC minagenent committee's ability to use such 

data etfectively -- i.e. making adjustments to plans, 

t".r.t";h.l+- flt.,li:tic attitude. in Ta, luo, 

' Ir:..meP I}gir up tono %inv farmers for the pregr.am
woduld cr-wdL.te t, dat----. r more credit. tertilizer. indttchr;ci., ti-.. .: l,.Iat d lalter stai,.:, over-prrduct oon of rice
c(ulj Fr , jrAttM'.ih, Of stor.,; e' tr.,rsprtition. ,ad pricirn . 

http:jrAttM'.ih
http:cr-wdL.te
http:pregr.am
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overall allocations of resources, forecasts, and other
 

follow-through action.
 

The reasons for the variations from plan should be 

determined on an exception basis. With 57 provinces 

involved, the Central Management Committee should not 

attempt to follow-up on the details of every situation. 

The purpose of the MIS analysis is to highlight which 

provinces are "exceptional enough" to warrant such 

scrutiny. 
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TABLE D - MASAGANA 99 PINTING PERFORMIANCE 
FROM NOV0IE,3FR 1974 TO FEBRUARY 1975 

IN RELATION TO PROVINCIAL T(J'AI, (APRIL 1975) TARGET 

H qq C,,m._at'.', .:,, . -qq Planting 

Rank P!a:t .A (I01. '; h.ls) 7ot.iI Z )f Total 
QriJ, LPMQLL vI ZiUi.Ai.Lo'd 12'.1 La r az 

I Bukidluo 10. i - 12 15.15 2.0) 158 Z 
2 L.i.'.o del N r . 20 0 49 3,61 1 50 246 
3 Mi oam s Oc l , 5 71, 0.21 5.95 3.00 198 
4 AkL..' ) 91 3.80 9. 77 5.01) 195 
5 Z.iuubo.,n.a d,1 Nort. 3.23 0.85 4.0t 2.10 1914 

52 -mao d.l Sur 2.J2 1.29 4.01 8.30 48 
53 North C,trakto 5.71 5.71 17.20 33 
)/4 S1l tan Kudarat 1.38 1.38 5.00 28 
51 Nuev.a Vi;. c,.Ya 1.82 0.23 2.05 16.00 13 
56 Pa1.I,. 0.26 0.26 2.00 13 
57 ,r !,-1o.l 1 1 1.' 0. W) 1.4i 20.00 

- - - - -.. - . - - - . . . . . . . . . . . .-

TOTAl.: .43.5. 86.35 529.56 579.31 91 

Sometimes it is also useful to know each province's 

performance in absolute terms. For this reason, the 

acconpli:;hnent; of the province; are compared in this 

t.3ble with their overall targets for the season. The 

table highlights that while the overall program appears 

to be close to plan, fifteen provinces have already 

exceeded their lnisonal plantinq targets -- some by a 

wide margin. 

Since the overall program is still within bound.s, if 

thoase provirce,; which are! reporting less than 100 k will 

not. need the reources originally programmed, it mal be 

pos S;i l to continue the overall program without 

add i t ionail inputs -- by reprogramming available 

resources. The reasons for the wide variances -

particularly at the extremes -- should be reviewed by 
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NFAC management when planning for, and reprogramming,
 

future Phases.
 

This table provides a different -- but useful -

perspective from Table C at the beginning of a season.
 

As the season runs its course, however, and the
 

cumulative "target-to-date" approaches the "total
 

target", it becomes less valuable, until in the last
 

month, the "Cumulative Target-to-Date" and the "Total
 

Target" are identical.
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TABLE E - PROJECif'iD IIARVST FOR MONTH OF 
MAY 1975 

Pr-vtncre A-.-,e Pr cr.d
Ar.'.. P1.irA .,1 x'j.. j2,,'-t.. ,, . r., t
 

kank in ".',uarv in iu',i.arv y 1915
 

1 

I Cnpl: I0 22 /1 125.62 
2 S-iri;.io del Norte l.U3 6 5 651.95 

N:eva Eci 14.1 r3 44 622.60 

54 Quezon, 2.39 15 179.25
 
55 Antique 
 2.25 74 166.50
 
56 Bohol 2.16 
 57 123.12
 
57 11ncon Norte 
 2.19 39 85.41
 

TOTAl.: 128.014 6 8.835.00
 

By taking the reported area planted during the 

month, projecting ahead three months and multiplying 

this area by the current average provincial yields, a 

crude but (3Ui c k projection of probable expected harvust 

can bi -ale for vatriou:- plarning purposes -- procurement, 

trans portat ion, L;Loraq I?, ;a les, distiibution and 

consumpt ion requ i remtntn. 

There in; no .,uarantee of course that the current 

yi ld!; W iI1 r kv,t i1, or th.t IlI the hectargev planted 

wi I1 be h irv,:;tod. Noverthule.'s, proce';sinq and 

marketinq or'jmni'ation; :;hould be alerted to potential
 

impending ,orklo.l, supply and demand implications, with 
as much lead-time as pos;ible. This analysis and project
 

i:; a :.tep in that dir'ction. 

4TIv". , ots' , I,, tir) wawasusd; is the earliest possible time 
to rt i! 0,r.';t..1 cru-mllitty. Fur conparing plantingy withh. ('-i 
;nar'Ve S;t I ,n t a :n... i h ,ia; O- d. 

http:8.835.00
http:S-iri;.io


TABLE F - MASAGANA q9 PRODUCVTON PMRFOkM"ACE 
(PHASE III) AS OF FEBRUARY 28, 1975 

Rank Pruxd.:ct; .Atea diivest '! A.-,rai'e Yield 

I Lig i.a 3,348., 26,73 125
 
2 i samis Occiderntal 618.2 3.29 117
 
3 Zamboanga de l Sur 1.053.1 10.04 104
 
4 South Cota|bato 2,958.0 29.20 101
 

55 II3cos N,'or 951 8 24.56 39
 
56 Northern Sa,,;ir 3.1 0.12 26
 
51 Surigao dt:i Stir not reported not reported -


TOTAL: 61,128.8 891.02 69
 

In this tabl., the average yields per hectare are
 

compared for the provinces. Even though the farmers in
 

the provinces are supposed to be following the same
 

recommended practices of technology, and should be
 

closely nupervis,'d by trained technicians -- yields vary 

widely. Some of this variation is due to different soil, 

weather and pest conditions. Some, however, is also due 

to failue to follow recommended practices. 

There is insufficient data here for an in-depth 

analysis of what happened in each case. Nevertheless, 

the NFAC Management Committee can get the "big picture" 

-- total production and average yield -- and the 

exceptions are clearly identified for follow-up 

investigation, if desired. (At the technician level, the 

farmer's experience -- recorded in the technician's Form 

1 %orksheet -- should provide a good basis for an in

depth evaluation.)
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TAB.E G - M4ASAGANA 9) PIODUCTION PKRI"ORHANCX
 
IH IRRIGATED AND RAIWFE:I ARFUM;, AS OF FEMIIRUARY 28, 1975
 

3 Z,ambo mi,.i d.l :;ur 2 8 P I"1 k., 1 9 106 

) [.v'.o CIt'," 6r } I ' # 

'I , 2:,,.,' 82 

52 u., Eci ].1 3. 96 1 86. t6 1.1('U 7 30 97 )a 
53 Abra 141.2 2i N. N ' I 9 21 
54 IIIcOs SWr ,0/1.2 l0 31 !'o 14 4-. 4o 
55 lHocos N"ort,. 688.9 16.2' 42 262 ') 1 32 40 
. f , r - ' I ) I / 0 6 28 
5/ Surir;io dl Sur - Not R epuo tt'd .. - . ;t Repoirted --

. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . .
 

TOTAL.: -44.618') I '. I 6,.'J '1 "1) '1/ N) 

General ly, d i f ferenc:!:;0!;hot ld #eexp.,cted Letween 

irriqated and raintod , wreaowith controlled Irrigation 

producir,g oq; tinti1 l hiqhor yield,;. Thi; rable merely7 

breako out In furthor det,ti 1 '.hat thot;v ditt, rences are 

in each pirticipatinq province. Where the difference is 

-sI ioht , or ir'.'er!-: ( ,uch .is P.ink Order 1# -- Za.,boanqa 

del ur) , io low-up to investigate irriqation system 

failure ,.n,/ L-e '-wirrant,-d. 

JOTE: The Qxg2 in this table is the :;,t, j_ tJ £ 

"z1 v __ t2; 1-, -- (Table F) -- to facilitate cross 

referencinq. 
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TABLE HI - CUMULATIVE AREA HARVESTED
 
(FROM SEPEMBER 1974 TO FEBli(IARY 28, 1975)
 

AS A PERCENT OF AREA PLANTED (FROM MAY TO OCTOBER 1974)
 

Az .F' ,32 d .". 0"!,v ,, \ '., On ;.ested 

as AZ U, ab.,or :; of -.oruatr 11; 1 ?-rcnt 
R.ink IJ, a", -a rizaited 

I Suripio '.I. i.2 . 22 
2 South Co.,.:)t0 26 31 29.20 111 
3 Ant iqlze 6 8h 7 i,', 10. 

',, Palawan 8 00 0.29 14 
55 Northern Sam-u 9 49 0.12 1 
5, Davao City q.43 0.12 
57 Surigao del Sur 5.25 Not Reported Not Reported 

TOTAl.. 1.160 3'0 891 02 77 

This table is a cross-check for the NFAC MIS Staff 

and the Management Committee on the planting and 

harvesting data .ubmitted by the provinces. The aspect 

under review is whether the area previously reported 

planted four mutths earlier hazs been accounted for as 

harvested -- allowing four months for the growing season.
 

(This would include any damaged areas.)
 

You ';hu ,st the tor'1 expect columns "balance" 

perfectly, because of several factors -- aggregation by 

month, occasional difficulties in reporting on time, 

variations in the growing cycle, delays in reporting 

planting and harvesting, etc. However, significant 

variation from 100t should be followed up as it indicates 

a probable problem somewhere in the system. 
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On the high side, Surigao del Norte reported for 

instance that by October 1974, it had planted 3,120 

hectares of rice land under the Masagana 99 program. 

Four months later, the province reported harvesting 3,800
 

hectares -- i.e. 680 hectares more than were plantedl
 

Although superficially, it seems as though a special
 

variety of "miracle rice" may have been planted, this is
 

n= necessarily an error. One possible explanation is
 
that the additional hectarage was planted in October, but
 

not reported until November, for some reason or other.
 

Another explanation m~y be that it was planted in early
 

November and harvested in late February. Alternately, 

there may have been some early maturing varieties 

involved. -- which could have been planted after October 

yet still harvested by the end of February.
 

On the low side, there is greater cause for concern.
 

In Northern Samar, although 9,490 hectares were planted
 

as of October, only 120 have been reported as being
 

harvested (or totally damaged) by February. It could ,O 
that their harvesting reports are late; 5 it could be a 
failure to report damage. It could be erroneous data due 

to improper tdbulation. Whatever the reason, it is a 
signal to the NFAC Management Committee that all Is not 

as it should be: and the most exceptional cases are 

identified for follow-up. (The PPOs should also review 

their records if they are not on -- or close to -- 1001, 

* :: to reassure themselves that their reports are in order.)
 

5e observed that on some occasions, althoueh an area Was 
harvested. the harvestlnp report was aelayed until the grain was 
threshed, dried and sacked - so that the yield could be more 
accurately reported. Oftentimes this was several weeks after the 
groving season had passed. 
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TABLE I - CUMU1.ATIVE NU.&IBFR OF SUPERVISED FAPMERS 
,,Y CIRDIT ZCURCE 

(FROM NOVEMBiR 1, 1974 TO FE13RU.'JRY 28, 1975) 

red! t
Rark 11 T-.c 1 4' 1 . Ft F.-'..L." -.

1 Albay I1.;, 1 .'a* ' :: 1 

2 .-vite 2 , !7 5.2I;5,40 5 95 

a a,:nii:,2 6 5.045 7. Ill ? 55 73 

S North 1..bal .l~ 1) l 1. 210 , 31.) 629e 13,' 


6 il1cos Nolte 13,6?1 8,166 )2 3. 785 

52 Z.irbu..i,'.i d'ii Stir 1.42 11 608 117 26 
3 Sult an it !.A1h 150 91 915 

54 Negrus Cr It. al 1,.Ci 231 457 300 

55 21'..to 'It, Slq 299 /1 45q 

56 B iwa s 540 118 402nt 

1 14551 P.ilau n -, 

OTAL,. 3;8.1)70 14986 '1.122 126.121 5./41 

This data was cc.piIed to compare activity -- i.e. 

farmer and fundin, -- levels, t;y financial institutions 

within a province, and overall. Since these in:;itutions 

were tthe "w'ir dGw outllet:;" for non-col ateral government 

f unds, it w i-, i portant that the Managierient Committee 

keep abreast ot the crvdt demand from varlou:; -;ource:;, 

to er: ;ur- ;n:t utri funl vai li,1lo; and toint w.ore 

stimulate loan procos:;inq in lagging bankinq f,!cilitles. 
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TALBLE .1 - P-RC2rrAGE OF SUIPERVTI:FD VA.RM4RS RIV.UIRING
 
CI'ED I T
 

Nrfcentl~ae
 

Rank 	 Tu Tji' ~ A: A*quirM-1 1 ou~r% mFn 

. P.,I sn 	 1.) 0;a 14 1U0 

M* ll) ),cl;'i, .nr.,la 135135 1)"3 Mi n'*r(, ,cz .n 1.3.4851.85 

' 4 ' .nlal 5.16' 247'
%'..1,'cl 


s -"m t t , 6.324 450 41 

i.a 	 Union 10,291 7,65h ?6 
.a ')re tal 1,198 1.395 22 

Agum.. di Sni 2.962 2,342 21 
, I , . r 5.015 4,28'4 16
 
1 Lin.m, 1,1 r 2.089 1,8Q4 9
 

tT\I. 378,970 141,98f, 60 

This table indicates the extent of adherence to one 

of Ma.vagna 's urdtcrlyinq program asu,:r t ions -- i.e. 

that a c rnn,:, -:;o.[ t. , non-col lat.r.il c tdi t sy/ste 

ne'-i;_;,iry c: it7,z2 r! to a,!cpt thne ncw hi(3h-yic1_.1inq 

varity .rn

rmd I:,' 	 ,) pIt nr. t( 1 - th rnl' -. .ndin 'ractives, 

' 
t 	 .';tj,;tlnrntIIii Immmrt t of ";itn i out i; r,'-; ed for
 

thez.e 'r, tI.7t m'1!; -ho c.n al,';()rb t.,;o c wi;.;thout 

; ' ;'f-t r-l to ",'wn'; ( .o. inancimfj) , :i;d i)th 

hc -- i or van r i ou.; r, a.non; - ,-I ect to cb4 i n heir 
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credit from sources other than the government program.6
 

However, when large numbers of farmers are nominally
 

enrolled in the program but do not avail of financing, it
 

is an indication that they may only be following the non

cost management recommendations -- such as HYV seeds and 

seeding, rather than utilizing the total inputs and 

resources required for higher production. The NFAC 

Management Committee -- and PrOs -- used this information 

to identify, monitor and follow-up the deviations. 

6 1any farmers in the Philippines traditionally turn for 
financial assistance to other extended family members and friends;
"patrones" -- i.e. former landlords and other acquaintances who may
have the wherewithal to provide a grant, or temporary loan; 
merchants, and "Chinese" ["hua qiao" or "Overseas Chinese -- mostly
Filipinos of Chinese origin) money-lenders -- who usually had cash or 
credit available without extensive paperwork or delay, but who tended 
to charge exorbitant interest rates.
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TABLE K - AMOUNT OF APPROVED LOANS BY CREDIT SOURCE 
(NOVEMBER 1974 -.00 FEBIRUARY 28, 1975) 

Rank .vTAL RB P.B ACA 

I Paropanga 21,154 13,009 8.520 225
 
2 N a Fcija 21,613 11,108 6,051 1.451
 
3 Bulacan 20.364 10,017 9.922 425
 
4 Tarlac 15,463 8,628 6,267 568
 
5 L.gura 15.206 10,644 4,402 160
 
6 South Cotabato 14.561 660 13,849 58
 

52 llocos Sur 666 143 519 4
 
53 Agusan del Sur 582 237 345
 
54 Batangas 574 574
 
55 Davao Oriental 564 471 93
 
56 Lanao del Sur 360 336 - 24
 
57 Pa ari 247 1 246 -


TOTAL: 333.451 137,974 189.098 6,379
 

This is a tabulation of the amount of credit
 

released to farmers under the Masagana program, ranked
 

from highest to lowest. In this table, the rank order is
 

not particularly significant; however, the levels of
 

activity of the various financing institutions can be
 

compared within a province, and overall.
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TABLE L - HECTARES FINANCED AS PERCENT OF HECTARFS
 
PLANTED
 

(NOVEMBER 1, 1974 TO FEBRUARY 28, 1975)
 

Hectares Has Planted Hectares 
ActualLy (Intended to Financed. as 

Rank Financed be Financed) a Percent of 
Qred..UROVINCE (000's Has) (Q00's Has) (Has Planted) 

I Lanao del Sur 0.39 -

2 Mindoro Occidental 9.59 3.13 306 Z 
3 Batangas 0.64 0.22 291 
4 Cagayan 10.89 5.33 204 
5 La Union 305 1.51 202 
6 Maguindanao 1.31 0.68 193 

s2 Surigao del Norte 4.23 6.08 70
 
53 Zamboanga del Norte 1.84 2.69 68
 
54 Pampanga 20.43 30.41 67
 
55 Aklan 4.87 7.40 66
 
56 Abra 1.54 2.42 61
 
57 Negros Oriental 1.07 3.37 32
 

TOTAL: 360.09 339.76 106
 

Farming is a very time-sensitive activity. Ideally, 

a farmer should obtain credit (both money, and inputs 

"in-kind" -- such as fertilizers) for production just 

before planting, so that some of the money and inputs can 

be applied in land preparation. However, if credit is 

received too early (or if planting is delayed too long 

after receiving the credit), there i!, the possibility 

that the monetary portion will be used for other things, 

rather than for that which it was intended. On the other 

hand, if received too late -- a traditional problem with 

government-provided agricultural credit -- the farmer 

will be unable to procure the necessary inputs on time 

and again the benefits originally anticipated may not be 
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realized. Thus, this table provides a means for rapidly
 

identifying potential credit problem sitiations.
 

The foregoing table illustrates the range of
 

situations that can, and do, exist. Although overall,
 

credit appears to be getting to the farmers on, or
 

before, plantina time, the specific provincial situations
 

are more revealing. In some instnces (Negros Oriental,
 

for example) only a third of thr potentially financed
 

area actually received financing before planting. This
 

indicates that the credit delivery system in the province
 

needs to be improved considerably before credit can have
 

the maximum desired impact. At the other extreme
 

(Mindoro Occidental), large areas have been financed
 

before planting. This is not necessarily a problem for a
 

particular month. However, if the condition persists
 

over a long period of time, it could be symptomatic of a
 

bigger problem, to the extent that the money is
 

apparently not being utilized for rice production, as the
 

program intended.
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TABLE M - AVERAGE SIZE OF LOAN PER HECTARE --

NOVEMBER 1974 TO FEBRUARY 28, 1975
 

Average
 

Hectares Loan per
 
7
Rank TOTAL LCANS Financed Hectare
 

Orde PROVINCE (00Q's Pesos) (00.Q'.as) (Pesos)
 

I La Union 6.931 3.05 2.273
 
2 Mindoro Occidental 11,756 9.59 1,226
 
3 Abra 1.842 1.54 1,196
 
4 Davao Oriental 564 0.49 1.131
 
5 Bulacan 20,364 17.86 1,140
 

52 Zamboanga City 947 1.28 740
 
53 Capiz 3,059 4.36 702
 
54 Misamis Oriental 1.240 1.80 639
 
55 Northe rn Samar 7.486 10.98 682
 
56 Leyte 13,895 20.48 679
 
57 Sorsogon 4,434 10.14 437
 

TOTAL: 333.451 360.09 926
 

This table gives an indication of the rate, as well as
 

the amount, of credit that is being extended to farmers.
 

The overall progran guideline was 1,200 pesos per hectare
 

-- based cn the cost of needed inputs anticipated. Thus,
 

La Union seems to be making loans in excess of 

requirements, while Sorsogon appears to be handling its 

loan program in a very parsimonious manner. There may be 

some sound and valid reasons for these -- and other -

variations from the guidelines. Nevertheless, displayed 

in this manner, the NFAC Management Committee (and the 

PPOs) have a clearer picture of the scope of program 

exceptions, for review, discussion and follow-up action. 

7Note: The early data was based upon total approved loans. 
5eginning with Fhase V. the system was citived to reflect releases of 
loans -- i.e rt. a ,unr thair. fa.m rs .1 . received 

http:00.Q'.as
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TABLE N - TOTAL LOAN REPAYIET.,NS AS OF FEBRUAIPY 28, 1975 
AS A PERCENT OF CUMULATIVE IOAHS APPROVED THRU AUGUST 

1974 
(PHASE III)
 

Loans Approved Total Loan 
Rank As of August 1q74 Repaymnt. as or Percent 

1 Surigao del Norte 532 1,840 346 Z 
2 Zamboa, a City 281 751 262 
3 Camarines Norte 2,Q74 5,156 194 
4 Camarines Sur 12.951 24,840 192 

51 Capiz 6,275 657 10 
52 Zambales 7,183 6,.9 9 
53 Zamboanga del Sur 13,756 702 5 
54 Davao City 407 
55 Li Union 6,722 Not Reported 
56 Isabel a 26.618 Not Reported 
57 Linao del Sur 24 Not Reported 

TOTAL: 517.845 230.766 45 Z 

This table indicates the ,ayment rates of matured
 

loans, by provi.ice. With a 45 % overall repayment rate,
 

there is obviously a major problem in the credit scheme.
 

In provinces where the repayment rate is low, vigorous
 

follow-up action needs to be taken to improve the
 

collection rate. In areas where the repayment rate is
 

high (i.e. over 100%), although not necessarily
 

incorr*;rt,8 displayed in this manner, the NFAC Management
 

Committee (and PPOs) are alerted to potential problem
 

situations.
 

3T1-e crop cycle is approximately 4 months. while the m.turitv
date is six mcnths after the loan is ma.de. Thus, it is possible that 
some loans are being repaid earlv. Also, the initial loan could have
been rep -- d late, so a timely 'epayment merely appears to be early. 
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TABLE 0 - PRODUCTION TECHNICIAN WORKLOAD ANALYSIS 
AS OF FEBRUARY 28, 1975 

Rank Supervised Production SF/PT 
Order PROVINCE Fe Technician Ratio 

I Agusan del Stir 2,962 7 423
 
2 Bukidnun 12,844 32 401
 
3 Surigao del Norte 8,952 25 358
 
4 Bohol 12,597 40 315
 
5 L.ey:e 21,573 70 308
 
6 Capiz 11.203 37 303
 

51 Pang~isinan 7,902 193 41 
52 Nue~a Vizcava 1.684 62 27 
53 Zamboangsa del Sur 1.542 63 24 
54 Batangas 540 34 16 
55 Palawan 146 34 5
 
56 Maguindanao 2.818 Not Reported
 
51 Davao City 829 Not Reported
 

TOTAL: 378.970 3,217 118
 

This table compares the number of supervised farmers
 

with the number of technicians available to supervise
 

them. The average workloads provide the NFAC Management
 

Committee with an awareness of the intensity of
 

supervision that farmers are receiving under the program.
 

Although no standard ratio can be established nationwide
 

-- because of the varying conditions from province to 

province -- nevertheless the wide disparities indicate 

the need for some administrative corrective action. At 

the high ratio levels, a technician cannot supervise and 

follow-up farmers on an individual basis. On the other 

hand, at the low farmer/technician ratio levels, the cost 

of maintaining such a large extension network might well 

be questioned.
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TABLE P - PROBLEM AREAS AS OF FEBRUARY 28, 1975 

1. 	 WATER - 20 Z 

Ilocos Norto Antique Agusan del *Norte 
Nueva 	Vizcava Capiz Lanao del Norte
 
cavire Zamboanga del Norte South Cotabato 
Mindozo Occidental Zamboanga del Sur Xaguindanao 
RizaI Zamboanga City 

2. 	 DISF2ASFS/PESTS - 15 Z 

Mindoro Oriental 110.10 Agusan del Norte 
Ruzal Bohol Bukidnon 
C,=-irincs Stir Zamboanga del Norre Maguindanao 
Capi:! Zamboanga City 

3. 	 WFAT.iER - 12 X 

Antique Zaoboanga del Sur Surigao del Sur 
Bohol A:\us.n del Norte Davao del Norte 
Zamboanga del Norte Lanao del Stir Maguindanao 

4. 	DRYING/STORAGE - 9 Z
 

Leyte Lanao del Stir Davao del Norte
 
Zamboanga d-l Stir 

5. 	LABOR - 8 1 

Nueva Vizc,va Zamnboanga del Norte Bukidnon 
Leyte 	 Agusan del Norte Davao del Norte
 

6. 	 CREDIT - 7 1 

Cagayan 	 Antique South Cotabato
 
.4indoro Occidtntial Zamboanga del Norte Maguindanao 

7. 	NARKETING/PRICING - 5 1 

Antique Leyte Zamboanga del Norte 

8. 	FF.RTILIZKR - 3 X
 

flocos Norce Ilocos Sur Rizal
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The "multiple choice" problem indicators from the 

PPOs are grouped in this table, ,jej-ghjQd b t _ 

P1,_ntod. This provides the NFAC Management Committee 

with ao overall summary of the ta9nirilq Lj_ Uj 

VrQbik:em* affecting its program as implemented. Thus, if 

corrective action can be taken, NFAC is alert to the
 

priorities -- in terms of area affected. (Multiple
 

problems can be experienced, thus provinces may appear in
 

more than one category.]
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ANALYSIS 

A brief summary of the Masagana program highlights,
 

and an analysis for the month, is prepared for the NFAC
 

Management Committee. A sample is shown on pages 537-8.
 

This is supplemented by tho detailed tables (A - P) 

just reviewed, since the Committee wanted to be fully 

informed on the status of all the provinces in terms of 

these indicators, rather than just the exceptions. 

Although it is a bulky report, because of the rank 

ordered tables and standardized indicators, the 

exceptions are relatively ea;y to identify in each table. 

Each month, after analyzing the report, members of
 

the MIS staff visited selected provinces to follow-up on
 

some of the exceptional items noted, to gather additional
 

information, and to conduct sample field surveys to
 

verify reported data. The reports of these trips were 

distributed to the IFAC Management Committee as a 

separate program memorandum, with the highlights 

incorporated into the following month's Summary Report. 

The foregoing rank-ordored data provide a structured 

means of identifying apparent anomalies in provincial 

programs, and the extent of variation -- for management 

infor-mation and follow-up action. In addition, these 

data serve another useful program management purpose. By 

conducting rank order correlation analysis between some 

of the tables, some of the underlying assumptions about 
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the program can also be examined for policy analysis.
 

For example:-


I. Supervision of farmers was a key tenet of the 

Masaqana program. Therefore one might presume that in 

general -- other things being equal -- the more 
intensive
 

supervision a farmer receives, the higher his yield is 

likely to be. By comparing "Yield" data with the 

"Workload" ratios, an indication of the validity of this 

assumption can be obtained. 

2. Credit was another major component of the 

Masagana program. it is generally supposed that the 

availability of credit has an influence yields. Byon 


comparing the provincial "average loan per hectare" with
 

the "averaje yield" data, this assumption can also ce
 

examined.
 

3. Loan Repayment was of major concern to the NFAC
 

Management Commttee. An underlying assumption of the
 

program was that of "enlightened self-interest". In
 

other words, it was anticipated that farmers would repay
 

their loans on time if they were able to, in order to
 

maintain overall credit system viability. By correlating
 

provincial yields with repayment rates, this assumption
 

can also be exami'ed for future policy quidance.
 

Analyses such as these were undertaken periodically
 

at NFAC Management Committee's request, and furnished as
 

special reports -- with limited distribution.
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AES*_RVALUATIpN 

in addition to the regular monthly program review
 

and analysis by the F'AC/MlI3 staff, a periodic in-depth
 

evaluation and audit of the Masagana 99 program's
 

objectives and accomplishments was conducted by the NFAC 

Agricuiturl Program Eviluation Services (APES) Staff.
 

A]thc, ugh this staff u-.ualy worked independently from the 

MIS St.rt, t, , r :- an informa lrofems;icoal exchange of 

technical/analytical and program data between the two 

divisions.
 

!_A&EOHN._$ TUVYS 

The ur'.-,u of AqriculturaI Economics (BAECON) was 

responsible for gathering and maintaining official 

national agricultural production data. Although they 

reqularly conducted surveys on national rice production 

activity, the Hanagana 99 Program was not specifically 

tarcqetted by 3AECON. However, EBAECON reports on rice 

production provide another means for reviewing and 

comparing the impact of Masagana on the national food 

balance sheet.
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DEPARTMENT OF AGRICULTURE
 
MASAGANA 99 PROGRAM SUMMARY AS OF FEBRUARY 28, 1975 

A. 	REJTQYtx 93 percent of the provinces reported on
 
time for February; an improvement over the previous
 
month. Reports were not received from four
 
provinces:- Bulacan, Batangas, Palawan and Sorsogon.
 

B. 	 PR I&M 1TAz 

I. 	TheTa-rge4t-Ar for Masagana 99 Phase IV (Nov 74 -
Apr 75) is 580 thousand hectares. This represents 
63 Pcrcent of the total palay area normally planted 
during this time period. 

2. 	Planting is slightly behind schedule:- 530 thousand
 
hectares (98% of the cumulative target-to-date) has
 
been planted.
 

3. 

a. 61 million cavans of palay have been
 
produced from the 891 thousand hectares
 
harvested during the time period Nov 74 -

Feb 75 (under Phase III). This is an
 
average yield of 69 cavans per hectare.
 

b. 	Laguna tops the average yield list, with a
 
reported average of 125 cavans per hectare.
 
Misamis Occidental, Zamboanga del Sur and
 
South Cotabato each register over 100
 
cavans per hectare.
 

c. 	The status of over 1/4 million hectares -
which should have been harvested -- is
 
unknown. (Table 4b whicn compares the
 
cumulative area harvested for February

with that planted four months earlier
 
indicates only 77% harvested.)
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4. 	 Credit 

a. 	333 million pesos has been approved by the
 
three participating financing institutions,
 
as follows:

Q=9!-giI~n MatliionseQ_ill%ir_ 


PNB 189 57 %
 
RB 138 41
 
ACA 6 2
 

The average loan is 926 pesos per hectare.
 

b. 	379 thousand farmers were reportedly
 
supervised as of February 1975. About 60%
 
of these availed [themselves] of credit
 
while the rer-aining 40 were self-financed.
 

c. 	From Nov 1974 to Feb 1975, 360 thousand
 
hectares were given credit assistance. 23
 
thousand hectares in 10 provinces are
 
apparently receiving late financing.
 

d. 	There are apparently serious problems in
 
repayment. The repayment rate of matured
 
Phase III loans fell from 49% last month to
 
45% this month. Five provinces have repaid
 
more than the amount due in February, 20
 
provinces reported loan repayments ranging
 
from 50 to 89 percent, while more than half
 
of the proaramned provinces have repayments
 
ranging from 5 to 44 perent. Delinquent
 
loans now amount to more than 1/3 million
 
pesos.
 

5. 	Problem Areas As of February 1975, lack of water
 
was considered the main problem in production, with
 
20 percent of the program area affected.
 

C. 	MISj,_Q0 L;-VP Based on field trips this month,
 
of th ~ ric~	 -ILi 

reco 	rd~~A~ie r!7 b' . j~i i 
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FEEDBACK
 

Copies of the MIS Program Management Summary, and
 

the detailed comparative tables of key indicators, were
 

sent to each of the participating provinces for their
 

use. The Provincial Action Committee could then:

* 	 verify that the data being published by 
the Department was correct (i.e. as the 
province submitted it). 

* 	 compare their performance with other 
provinces, and use this knowledge for 
self-assessment. 

* 	 get a better appreciation of what the 
NFAC Management Committee is most
 
concerned about in managing the program.
 

* adapt a similar approach to manage and 
compare technician performance within
 
the province.
 

A rather unique feature of the Masagana MIS was that
 
the field personnel were not only the providers of data
 

for the central offices, but also the recip iea of
 

additional useful, analyzed, feedback information.
 

Furthermore, they could see how their data input was
 

reflected in the overall program, and were made aware
 

that the information they provided was being used for
 

program management purposes, and not merely tied with red
 

-ape, filed in a cabinet, and forgotten.
 



560
 

FOLLOW-TILROUGH MONITORING
 

Within the National Food & Agriculture Committee,
 

the MIS Staff Unit maintained a series of charts, graphs
 

and files for reference and monitoring purposes.
 

Simple "trend" charts were maintaineJ and displayed 

on each of the indicators at the overall program level. 

These charts were extremely useful to rapidly identify 

changes in the program -- from one month to another. If 

little was accompilished over several months, it would 

very quickly be reflected by the chart, regardless of the 

verbal assurances of managers at intermediate levels that 

"action in being taken". Where pre-determincd goals -

or standards -- could be established, "actuals" plotted 

against the plan indicated very graphically when the 

program was experiencing difficulties in implementation. 

LEQLMRI5 

A separate folder was maintained on each province
 

for ready reference. It contained a copy of the
 

provincial profile, notes from trip reports pertaining to
 

the province, plus correspondence with the PPO regarding
 

the MIS, memos and other miscellaneous information of
 

interest illfollowing up data.
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Three separate "series" of files were maintained.
 

1. A master file of try :t 
RCrts (and supporting tables) was
 
maintained.
 

2. Copies of ProvincialepgIzz were kept
 
separately, for back up reference.
 

3. In addition, copies of correspondence,
 
_and 5_u es were also
 

maintained.
 



APPENDIX F 

THE USE OF 

THE MNSAGANA 99 MANAGEM(ENT INFORMATION SYSTEM 

FOR PROGRAM MONITORING AND FORMATIVE EVALUATION 

There are twenty tables (F-I through F-20) and four
 
figures (F-I through F-4) included in this appendix 
-- as
 
outlined on pagos xvii - xix, and xxi. Since they cannot
 
be summarized on this 
cover page, no additional useful
 
purpose is served by enumerating them again here.
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THE USE OF THE MASAGANA 99 MANAGEMENT INFORMATION SYSTEM 

FOR PROGRAM MONITORING AND FORMATIVE EVALUATION 

The Government are very keen on amassing 
statistics. They collect them, add them,
 
raise them to the Nth power, take the cube 
root and prepare wonderful diagrams. But you 
must neve r for-ert that every one of those 
figures comes in the first instance from the
 
village watchman, who just puts down what he
 
damn well pleases.
 

Sir Josiah Stamp
 
Ini.and Revenue Deodrtment 
Great Britain (1816-1919)
 

The chapters in the body of che dissertation
 
described the design and implementation of the Masagana
 
99 Management Information System in terms of several key
 
variables. This appendix takes a different perspective
 
and reviews the information derived from that system
 
(together with some collateral evidence) to determine the
 
extent to which the Hasagana Program attained its
 
objectives, and the utility of the MIS for monitoring
 
that performance.
 

Measurement of performance is an important aspect of
 

a monitoring system for two main reasons. Appropriate
 

data, periodically compiled and presented, provides
 

management the ability to determine the extent to which
 

the project is proceeding towards, and attaining, its
 

stated objectives. Timeliness of the information is an
 

even more valuable feature -- i.e. the capability of an 

MIS to alert management to potential problem situations
 

where (if warranted), there is still time for remedial
 

action. The Masagan- MIS was a comprehensive,
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systematic, approach to qathering detailed data 
 on
 

program activity and support to rhe target farmers. As
 

such, the MIS data series was used extensi i(_ly for 

monitoring and comparative program analysis. For
 

instance, with the MIS data, the NFAC Management
 

Committee wouId refer indications of credit problems 

highlighted by TABLFS J, K, L, M & N1 (in Appendix "E") 

H2to the bank renresontativws. TABLES E, F, G dnd were 

inputs to the Nttional Grains Authority (LNGA) for forward 

planninq -- for procurement, transportation, and storage 

of the harvest. Majur provincial problems on the 

multiple-choice checklist -- TABLE P -- identified the 

apparent need *Dr broad area plant protection and would 

be handled by the Bureau of Plant Industry. Fertilizer 

procurement and shipF'ng schedules were frequently 

modified during implementation based on reported 

provincial planting accomplish:tents against targets 

(TABLES C and, DI). Any need for workload adjustments 

(indicated by TABLE 04) was reviewed with selected
 

national and provincial officers. Furthermore, during
 

MIS staff follow-up visits to the provinces, the
 

-- of Farmers 
IAB!.E K ofnouttApproved Lv Source: L 

TA .F!J P,tctntage Sup. rvi .1d Requirini Credit: 
-- ot Loans Credit TA,41.E 

Hcct.arv Vin ,nrc'' 1 as a Perointa ut PHcr.r,-!; Planted: T.%?BLEM
Aver. te . of ;,,,t: Hvctar,-, m,l \TAI.E N -- Total Repi,nm nt as a 
L'orCuit, f . ulativ' .o,ins Appro.%d. 

" rLE -- Pro 'ectrd Hr'..st : T.\1.LE F - : !sawana 99Production Perfor.mnce. I.BLE C -- ,Iagna ')') Production Performarnce 
:n Irri!,td ,ui .iintfo Ar,.;, md TiBLE H .- Cuu',atI'.e Area 

." a aa! }erC t r.' t" Are., P'la.ted. 

'AH E C -- ! tsa ,irna W9 Pl, ttin;, Perfcrmance in relatio-n to 
.. isa,iana 'Y9 Tarret-to-Date. and TAL." D -- Mas.agdra 9) Flatiting
Itrlor ,ince in RelatiIn to Total 7arivt 

4 
TABLE 0 -- P~rdtmction Tvchnician 'orkload Analysts 
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Governors often reviewed their comparative standings and
 

current issues -- as outlined in the reports -- with 

the team; and many PPOs used the monthly MIS feed-back 

reports to deal with sirilar manaqement and resource 

allocation issues on the local level. 

Fro,± the MIS information available, a number of
 

retrospective observations can also be made about the
 

Masagana program's implementation, and the quality of the
 

data. As indicated in Table F-1, below, Masagana
 

planting tarqets were met (or exceeded) each season
 

except Phase V, and even though affected by weather and
 

other problems, the area harvested also generally
 

exceeded expectations (except Phases II and V). It is
 

noteworthy however that Masagana's overall program target
 

of 99 cavans per hectare -- although attained by numerous
 

individual farmers -- was never reached in the aggregate.
 

IABLELI 

P1W M.ASAGANA PlANTI S HARVESTED PRODUCTION 4ASACGANA PERCENT 
TARGET ACTUAL ACTiAL (M Cavans) YIELDS TARGET 

(QQO Ja) (COO Hi) (", (, i__a) IL l (['I44v /Cj) (C3/HA) Lil 

1 600.0 707,5 118: 681.9 114% 56.7 75.6 76% 

II 400.0 451.8 1131 380.1 95X 30.0 78.9 80Z
 

I1 901.6 1,131.1 126Z 927.0 103% 63.3 68.3 69Z
 

IV 579.3 706.3 122% 695.1 120% 58.6 84.3 85%
 

V 1.140.1 1.086.3 951 1,043.7 92z 87.6 34.0 85%
 

VI 646.3 667.9 103% 645,6 100Z 50.0 77.5 78%
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1. EURIgPTIRQVMQEviC 

Categorizing provinces as
 

a. High Priority
 

b. Regular, or
 

c. A-ssociate Provinces
 

was a -deliberate strategy enunciated by Secretary Tanco
 

to assuage the political sensitivities of the Provincial
 

Governors and simultaneously manage the appropriate
 

disposition of liasagana's resources. About fifteen
 

provinces were designated Priority Provinces each season.
 

These were traditionally high producing provinces, which
 

collectively pr vi(!el over half tlie Program's production 

during the Phase. Most of those so designated continued 

as priority provinces from Phase to. Phase: but a few 

slipped in and out of the category as a function of their 

seasonal production targets. After the second Phase, 

thirteen (later extended to fourteen) other provinces 

were permitted to join the prcgram in an Associate status 

-- largely for reasons of political equity. The extent 

to which this strategy was actually observed in practice 

can be deterninecd from examining the MIS reports. 

There is no MIS data on the resources under the 

contrcl of the Central nanagers that were available for 

redistribution to the provinces, except the assignment of 

personnel. The assignment and reassignment of Production 

Technicians (i.e. extension agents) was not centralized, 

or directed by NFAC, but the nurber associated with the 

Masagana PrograM could be influenced by then. Most 

individuals were assiqned to the field offices of 
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National Agencies in the province, and detailed to the
 

Masagana program on a temporary basis. 5 Many othe-s were
 

prcvincial government personnel. The number of
 

technicians assigned in the provinces to work on the
 

Masagana program was reflected in the monthly reports.
 

Using this variable as a proxy measure the effective
 

disposition of Production Technicians in the Masagana
 

program can be determined in terms of these Priorities
 

from an analysis of the MIS data, as indicated below.
 

One could reasonably expect that if NFAC
 

discriminated programmatically between the three
 

categories of participating provinces, the High Priority
 

ones would receive the lion's share of attention and
 

resouzces, while th Associate provinces would suffer
 

from benign neglect. An inspection of the MIS data
 

reveals that the High Priority Provinces were only
 

accorded "high priority" treatment for the first two 

Phasez. The total number of production technicians in 

the program increased by over six hundred after the first 

year -- from 3174 to 3813 in Phase VI. Even though the 

High Priority provinces retained the highest number of 

agents throughout the life of the program, they lost 

their preeminent standing. Associate provinces -- while 

remaining in a clear numerical minority -- gained the new 

personnel disproportionately to their workload. The 

charts on the following pages reflect the MIS data. 

5 primarily the Bureau of Plant Industry (BPI) and the Bureau of 
Agricultural Extension (BAEx). 
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2. (at;DIT 

Credit was a second key variable on which data were 

collected to evaluaze the impact of the non-collateral 

credit policy. Unfortunately, the credit aspect of the 

Masagana program experienced major problems in the 

provinces during implementation, and deviated sharply 

from the plan. 

With -.oe preliminacy coercion by President Marcos 6 

-- and some concessions and guarantees by the government 

-- the bankers provided non-collateral credit to 

participating farmers, as requested. After the initial 

Phase, however, it is apparent from the Ma'--gana HIS data
 

that the loan recipients' enthusiasm for repaying their
 
7
dues waned. Even with restructuring necessitated oy
 

crop failures, as indicated in Table F-2, the repayment
 

rate declined and was not viable after Phase II.
 

TAUk? 

M-99 PHASE: I II III IV V VI 

REPAYMENT RAT": 94% 93% 84% 81% 74% 78t
 

Even Mh'2\ rates -LQI__
HIS-reported are 


tZiQ small-farmer credit tIjQfl, for three reasons:

6* . . .'..I i . ,ram Nqational Spe:ech, -- rP of St rvivaL". by 
Presi,'..nt Fe dit,an, E. xarcos;. during the Launchirng ceremony of 
.,sagnai ' ' r),i Ha alacaring Palace, MaInila, May 21, 1913. 

I e. rcll-o.'er r.-.titoir,,: . For a.'hile. a Crop Insurance 
rche.c' = v , ,, !so dl-cussed . Lut aiter some study .as ,ia.ndoned as 
10teas.le -- tc.o technically conplex and costi'y -- to implenenr in 
the Phil ,in coni,%t It th.at time. 

http:10teas.le
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1) By "restructuring" the loan, its "due" date was
 

extended for another season. For book-keeping purposes,
 

however, the outstanding loan was fully paid up and a new
 

loan agreement was initiated. Thus, although the
 

reported repayment rate was not deliberately inflated, it
 

did distort the effgtikvg repayment picture because it 

was really higher than farmers were actually paying -

either because they were un-illinq, or unable, to pay. 

2) Ultimately, when it was apparent that many loans
 

were indeed uncollectable, some were "written off" the
 

banks books.8 By diminishing the denominator of "loans
 

due", this "write-off" policy also had the effect of
 

inflating the reported repayment rate.
 

3) When farmers became delinquent in their
 

obligations for no good reason, the banks had little
 

option but to refuse them further credit. Thus the pool
 

of eligible farmer-borrowers 
 sgrew maller each season, 

which had the effect of improving the true repayment 

rate. 

8The amount of the wrlte-offs must also be fi ured Into the 
bank's interest fees and other c Lr:es In order to ma intaln 
profitabi'itv. In effvct. a larA- write off nece-ssitates a higher
.,*t " t ,k-eve repd me?1t rate. 
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Despite government appeals, incentives,9 threats,
 

and ultimately action to jAil some of the 'nore prominent
 

delinquents,10  attempts to collect small farmer non

collateral loans were mostly to no avail.11
 

9Production F'echnicians werr pail incentives for working with 
the banks to make and coilct Imois. Th,,v viewed the;. two fctions 
separately however. Woan mcki L -- throug-h preiraticn of the Farm 
Plan and bid:-t -- v is connlm ,i'rd in inte A1 art of the Production 
technicia'!,, Xtn, t I !or . Citn he/shi had received 
trainig,. Co1 Let ion, on the other hInd, 's viewed as In irksome 
task which -Ut the technician in a cen- ict ro lo wtth th farmerl. 
rather than the supportive, ro which borh agrtculrural extension 
trainin1 ad Phi ippin. cultural ,rdenicio, favored. The Production 
Techniciins had to h" bond- in order to perform c tction agent 
duties. They also were mtt,d -- for yersnil ,afetyi.scuritv
reasins -- from h ldin0 :more i 3,th,O pesus at a time. with 
farmetr borrowing and r p ii q airnxi::ia:el v I CO oIF-sos ,each, this 
limiz'. loll s, h ct r il g h- th" tIh in an on a,wss 
imioorccl - )h. r ti:;, ','u, '-'d htcle to ariii t'o the bank.significantiy r,-,hwcing ex>tension reaching with tar6e,t,, farm.ers. 
Thus, sanv technicians himo v neelected the loan aspect of the job 
[particulrly the loan collectios' a "the B5n,'r's" problen. In 
short, it was bert,r ( .e, ich vr, a::dias more pro itablie) tor the 
technician to give than to receive, and the steady monthly salary 
incentive was more reliable thanlithe i.iphavard loan "comission". 
See Arturo R, TVuico and Ree n Fier . ant )is, Program') Rice 

Brings Self-SufitincV to !h. liines" (t,.in, Philippines:
 
Paper t e;,r :or thi.to in[,lnt,.', Ito i Cizooi .sion in Si. rra Leone.
 
November lI/t)
 

ThI , -r gay Capt ai n (i.e. a principal elected local 
official) of ne area wan amon,''t uhe ,rrestedi for wilful f,'ilure 
to repav - with no iustitial,,acc prahl' reason. 

1ven the "Seld.". or "1',nv.tu" (compa.ct farm) -. an 
innovat ive muitual Itinsurac, sche:e built on tradit ionta principles 
awl devlsud to protect both th, far:mr and the Nuk aqin;t the 
co :; i.c.5,of ini' i . - t,!ck r,i.d. In i seL.t ,everil farmers 
cmttual l1v c) ,i ,no', a I nd thi pvrnortionairp Im rce Vd r 
share, h)ut each was I' ti, for (,lt'1 g.ix.ite'd pay'ent of) the whole 
aMoel' t Tht. -'ncpt u: r,rI'in tI, se ldi as that ai recalcitrint 
in.ividual 6oula b , pr, , iri t r,pt. bv his p,.er:. while in the 
ca'.,, occ ltf;e 'li lu] th e rtiv; b15v. nii st iriit wOUld 
prov do nei hboriv suport toiAda. :n l.iii: distress; -- 'Sori to thle 
txtunt of ,ssistin. to work the Ia il tl the afflicted tamily was 
able to repay their debt. Fhe reality did not sq'are with the 
theory, ho e'.'r As lo-g as ever'o;e was Wble ,i.d wtiling to pay.
the se.ida %.'ritrm'orb', .d l1 . .ll, it also reduc the pape-rworkid il 
vOIluMe (tnd butden) . 1divid:tial ILoAns. Untortria.telv. in practice
thue selda was not as coercive not the btv.ttih.ii spirit .s prevalent 
as prtesum.-d -'nt ote individual in the seld,t balked (or wo; unable 
to pay), the lack of responsibilitv of a le derless camittee was 
I-imnittost-d bv the other selldi memmriis, and in many i nstances no-onei 
paid. ailti.itely leaditng to the dt.jise of tie seld., system. 

http:btv.ttih.ii
http:compa.ct
http:1',nv.tu
http:avail.11
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Consequently, the government's aspirations for long-term 

viability of the credit system -- precarious at best -

were never realized. 

From the program management perspective, the nation
 

still needed the participation of these farmers in the
 

high-technology, high yielding variety Masagana program
 

to bolster national production levels. The "pragmatic"
 

compromise at the local level was a general decision to
 

waive the earlier credit requirements and many farmers
 

were enrolled in the program in subsequent phases without
 
12
 

that numbers did not diminish.
credit, so total 


Whether or not these latter non-credit farmers were
 

adequately financed from other sources is not indicated.
 

I - DEALING WITH THE QUALITY OF MIS DATA
 

As described above, the monthly Masagana 99 MIS
 

reports were used by NFAC and other agencies for
 

operational program management purposes. There were no
 

illusions, however, about the dubious quality of data
 

reported by extension agents on their own performance, or
 

by farmers responding to questions from government
 

officials and strangers conducting surveys on highly
 

sensitive personal income-related matters. One of the
 

most positive features of the Masagana 99 Program was
 

1 2 From the start, there were Masagana farmers who participated 
in the program withcu obtaining credit from it. flowever, each 
individual participar.t wa: required to have the wherewithal to 
purchase the expensive input- which the program necessitated, i.e. 
d'YV seed. fertilizers, weedicidos and pesticides. The amount of non
collateral credit that a farmer could obtain under the program was 
determined froro a "Fan, Plan & :3udget". prepared by the extension 
agent in consultation with the farer. Those farmnrs who already had 
adequate resources, or preferred ilernate sources of financing were
 
enrolled as 'nnn-credit" participants.
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that administrators made a number of efforts to check on
 

the quality of the data. NFAC (and other organizations)
 

attempted to verify MIS data through other means, as well
 

as to conduct independent research on this
 

contemporaneously popular topic. Several of these
 

special studies and "unofficial" reports, as well as
 

BAECON' "official and authoritative" Philippine
 

government rice statistics, are reviewed below to help
 

draw some conclusions about the degree of accuracy (and
 

ultimate utility) of the Masagana FIS data series, for as
 

Irving Spergel says:-


We have to liv,: in the world as it is and use 
all the resources ind ooAi, iidiii terited 

the mv ".h, ,. [:t.o effie.;the 
elephiarit even throuh ditfer,21nt sets of iil
fitted gi .o e helpful Hopetj)l v the 
views are riot of ditferrit e eph.ints.A " 

Some of the principal sources, methods, and findings,
 

were as follows:-


Following compilation of each month's reports, the
 

?JFAC/MIS staff targetted "exceptional" provinces to visit
 

for field follow-up assistance, and to conduct data
 

verification surveys. While many provinces were visited
 

regularly for consultation, because of staff and time
 

limitations surveys to verify reported yields were
 

conducted in only a few provinces. Nevertheless, both
 

the field experience and the survey findings were useful
 

to N['AC staff to gain and maintain an appreciation for
 

the tield working environnent, thu difficulties inherent
 

l]3rvi ii Sp rgel, ,- ,h S j,: ,'t r'd 'thods 
(Pittsburh., a: A..srican Institut..; tor Research, Pl/o). p. lUd. 
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in obtaining program production data, and to better
 

assess the quality of the data received.
 

These surveys were approximately one week "quick

and-dirty" on-farm visits, observations and interviews of
 

Masagana participants, conducted by teams of specially

trained NFAC/BAECON HIS Division staff, and NFAC Program 

Evaluation staff. The respondents were selected by 

stratified random sampling methods; a standardized 

questionnaire was used, and the interviews were 

selectively back-checked by a roving NFAC MIS Division
 

supervisor. The preliminary findings from these surveys
 

were presented to the Provincial Governor and the
 

Provincial PPO at the conclusion of the field visit, and
 

copies of the final report were usually transmitted to
 

them (as well as key personnel in the central offices of
 

NFAC and the Department of Agriculture) within two weeks.
 

In general, these surveys revealed that there was a 
eneny O __jt_9 t e bmicians in theot gproqduct QrL 


Provinces __oxaggerate the yields of their farmer

oooeratos. The findings from some of these surveys -
compared with MIS data reported by the production 

technicians (for the same area and time period) -- are 

shown on the following page. 
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HAS 
VS 

TANAF SRIT STAl 

P _ioville YIELD (
24u=1 y 

CAVANS/HECTA-RE) MIS___ 
H*Qr_ o t 

ERNC 
jR rcent 

Jun 75 Laguna 100.0 126.0 +26.0 26% 

Oct 75 Nueva Ecija 55.0 79.0 +24.0 44%
 

Mar 76 Tarlac 43.9 71.0 +27.1 62%
 

Mean 44%
 

While these surveys are limited in that they do not
 

provide comprehensive time coverage, are not available
 

for all provinces, and there is wide variance in the
 

yields between the provinces surveyed; nevertheless in
 

each case the inflationary trend in the MIS-reported data
 

is apparent -- on the order of 44 percent.14
 

Completely independent of NFAC's surveys and the
 

Masagana Program, the Special Studies Division (SSD) in
 

the Planning Service of the Department of Agriculture
 

conducted an annual, randomly-drawn, survey to present a
 

national picture of all major rice growing areas. The
 

respondents included approximately one thousand (1,000)
 

Hasagana farmer-participants and five hundred (500)
 

farmer non-Masagana participants, as well as selected
 

prcduction technicians and representatives of credit
 

agencies. These surveys were extensive questionnaires
 

14 
Ccmpoundin?- the difficult,," of (and contributing tc the 

confusion in) analysis ii that the standard unit of measure -- the 
Cavan -- for piddy rice (Palay) was also changed during the Program
from 44 kilos to 50 kilos. 

http:percent.14
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which covered many different aspects of farming beyond
 

yields, such as marketing and farmers attitudes. In so
 

far as yields are concerned, a revio'w of the SSD reports
 

indicates differences in yields between Masagana and 
non-


Masagana participants of approximately 11 cavans 15 per
 

hectare (21%) in favor of Masagana farmers, 
as shcw, in
 

Table F-4, below.i6
 

SPECIAL TDI S VSON S DREYS OF PROD VTn 

£IIAS DiffvePAfKencc
 
Non-M99 M-99 M-99 M-99
 

1 47.7 54.1 + 6.4 13.4% 

II 45.0 54.7 + 9.7 21.6% 

III 51.4 63.2 +13.0 23.0% 

IV 54.8 73.5 +19.9 34.1% 

V (Irr) 57.1 66.9 +11.1 17.2%
 

(Rfed) 42.5 49.7 + 8.4 16.9%
 

VI(Irr) 52.1 63.9 +11.8 22.7%
 

(Rfed) 36.9 44.8 + 7.9 21.4% 

MEAN 11.0 21.3% 

15
 
Ca'ans computed at 50 kilos/cavan
 

16::ore: The means are not weighted because the base data from 
which the yields are derived are not con;istentiy cited, nor is this
 
important for our purposes. Nevertheless. tFe coaparison still

provides a rough .pproxij.tion of the .ia?,niud.h involved. 

http:below.i6
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Comparing the Masagana yields indicated in these
 

survey reports Il with the MIS-reported yields for the
 

same PCreiod 1 8  ovti¢ r,_ n,__jK_ S I 

percent, as outlined in table F-5 belo'.
 

TAB F F-5 

PJ, SSD SuBYvEYS OF'5GqIA &_Ct ernPEO? [ijf 

PEiAK3 aU --11fy D~~2L~~ 
Hon-M99 14-99 M-99 M99 MIS-SSD
 

/h. a C ? Ca-lh PercentW ha cazha 

I 54.2 61.4 75.6 +14.2 23% 

II 51.1 62.2 78.9 +16.7 27% 

I1 58.4 71.8 68.3 -3.5 - 5% 

IV 62.3 83.5 84.3 + 0.8 1% 

V (Irr) 64.9 76.0 + 8.0 11%
 
(All) 84.0
 

(Rfed) 48.3 56.5 +27.5 49%
 

VI(Irr) 59.2 72.6 + 4.9 7%
(All) 77.5
 

(Rfed) 41.9 50.9 +26.6 52%
 

] IE . iririano, ".,1agana 9): Phase; I A I" Spec Lil Studies 

Diviniun (S3SD). Planning Sivir-e (PS), Office of the S.crerarv (OS). 
Dep,rt:.'-rt f r.'iltur, (DA) Dili : T:czor Citv. ,epubl of the(an, c 

rhti;pz ,.,. P,':'.)r 1, . ', :R,_,trict,.d :. Octoh..r 19 ',4.: 1.1. (:,,rlos. 
"K.w ' Im. mses III & IV" 'S, e I.91 SD. O.DA ort -21. 
R tric vd'. S, ,trt . 1rio;. I 'I) s &1is.iga,.i .' P h i; V 
W SK . 1N. Wi '\. R,;ort L "6- 5. 'R..trtct . S.pt,, .r li1 ; 

i.C. .' , I P. C.110. c. L. . Dirrih. "An Evalu.ation AI the
W a., mi,, , i:P o,:'.,i" SHD. F:S. W 1,5\ W, ma t L ;N -:1,. R,.srricred . 
iv 11W 6h h wis iU update t, a p.ap-r tirst pr";ent,..I it the 

&.W. re n on Strat,-,, c Factors in Rural Development in East arnd 
Southeast Asia, hid tn H il a Dectbr Id-2., 1)916, sponsored by
ri. C , V'r .i'-. 'Onp.,r Studi s; .rsd NF.AC WV; D visiori 
"Frfo -*-a.- Su:.narv" Fhc.es I-',I11. undat,.d. Not,.. Permis.sionrto 
ust " .strlctd" i u t ir, Ci.er .nrt D.p.r'r.-rit (it Agriculture 
Reports expresslv iranted Qv r.parorment of Agriculture Secretary 
'rturo Tanco. Jr.. 2. October lUil. 

1 9 ,,lst irrg the data frcm 50 kilo"/civan, to the 44 kius/ci.' n 
ratio ini use at th&" on-set of the Misagar, i program; fr corisi tency. 
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This finding istl_ rtrh __ ithin the ranLe~ of error
 

of, the afore ntioned NFAt /_AEQQH____ I$ surveys of
 

selected provinces.
 

3. ILSCZ$SR jK'AQU1 

Another effort to deal with the quality of the
 

Masagana data was the research conducted by the Institute
 

of Philippine Culture (IPC) at the Ateneo de Naqa. 19 

Under the direction of Father Frank Lynch, S.J., the 

Social Science Research Unit (SSRU) conducted a number of 

incisive studies on rural develorment. One such study 20 

in October 1973 -- which interviewed 600 rice farmers in 

Camarines Sur -- concluded that while irrigated land was 

indeed nore productive than rainfcd, the yield 

differentials between Masagana participants and non

participants was more significant for the rainfed 

areas. 
21
 

TA!3LEFj:r6
 

fAI IYP_ M-99 DIFFERENCE 

Irrigated 60 57 3 5.3%
 

Rainfed 55 4 11 25.0%
 

1asa City. Camarines Sur province, in the Bicol Region
 

20irank Lynch. S.J. . 'Rice-Farm Harvests and Practices in 
Camjrines Sur: Do Compact Firms, M.isagana 99. and the San.ahang Navon 
.ke a Ditftrence7', Atrn,,o de Naai. Na7,a City, Camariries Stir. SSRU 
Research .- L, ries. No. 2, January 1174. 

21Frarik L rch Study. p. 32. 
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Father Lynch also cited 
a similar study conducted in the 

province of Cavite on a sample of irrigated farms, where 
the averaqe harvest was 49 cavns/hectare for Hasagana 

farms, and 42 for Non-Hasagana -- a difference of 7 

gc %1p Ierhctr or 17 percentn_ , in favor of Masagana 

partic irant:;. 

in essence*, while thO objectives of Lhe IPCISSRU 

research differed from thu SSD studies, the SSRU findings 

with resrect to Hasagana yield differentials fell within 

the same general "ballpark". 

o Y 0v: yV _ NA J4. OQ_-S'o S ELECTEI 'AG _iA77_ 

Iloilo -- in 
the Western Visayas region -- is one of
 

the major rice growing provinces in the Philippines. As
 

such, the province was frequently the focus of efforts to
 

improve productivity, as well as the source of data for 

subsoqunt : .:;,. Director Jo-.r;us Al ix of the Bureau 

of Agricultur-,l Econemicn reported the findings from one 

such longitudinal .tudy by BIAECCN 2 which compared the 
yields of 13t, selected farmers before, and during 

Masagani as follows:-

S2t, '!.iil in ',a.iD r Veen. "Vie P.ilippine X,asa.'sian 91 RiceProdjuctlc. Proveram at 1 3: A Curs.-ry View froim Cavite Rice Paddies" 
('!arU.cript. ii1v 1l7,',),cited in Frank Lnch Study. p. 3t. 

(: 
S:r.il1 ,r-odtct icr Ir.d nriccme in the Phil lpptn.s'. Paper 

j S,-susAl -"h., lpact o the asa,atui 99 Prograin on 

'l r -,r.t ldd tho -()rkshop cu Price .mds Income Support, and their1.3,.1c t 1' i t Sm-1 l F'Ir.-vr. V'ai.;,koh-, Thailar ,I, Jaml.ary 22-21. 1979. 
l" Note .%li x's vi'vId at.a is roport.,t ir. " etric Tons pe r

H,ctar I hive cumvrtvd this to 44 kilo Cavdns. to tciliatateccg:,r ,:,r~ .and lt:'ter'rr-tar :; 
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TI_ A5JiGAlA PROGk__Od PALAY PRODUCTrIVITY 

SE,-5-0 M-22-PliA YIEIDS (CAV/HA) INCREASE 
Pre M-99 M-9 CaH Pren
 

Regular PH VII 44.1 58.9 14.8 34%
 

Palagad PH VIII 48.4 66.8 18.4 38%
 

The BAECON analysts conducting the study examined various
 

contributing factors arid ?_t X._i1_VteA-____R oPQX-t iR Q 

bnre es for the 'ields, to the a as
 

follows:-


Regular: ,.3 ca/ha, or 10% For all Paddy
 
(i.e. Rainfed
 

Palagad: 9.2 ca/ha, or 19% & Irrigated)
 

and as much as 26% For Irrigate Paddy; which i$_not
 

inco;.sistent with the aforemntioned NFA.Z-ECON HIS. and 

5. Lffi Y_DS 


Gary Lewis 74 conducted a study of the first twelve
 

Phases of the Hasagana Program (i.e. Crop Years 1973 

1979), focussing on the extension-outreach irpacz of the
 

Production Technicians. 25  As a part of his research,
 

Lewis ran a multiple regression study to test several
 

21Forner A:;soct1It Director of the U.S. Peace Corps in the 
Philippine,;: consult,ant ror Management Audit to the Philippine 
Ministrv of Agri CLIIture, and s;ubsequently assistant to the leader of 
a USAID-s onsored Kinsais State University contract team "Integrated 
AFricultural Pr, ,!,iction &, Marketing Project". 

2 5 Garv E. L,wis, "The Extension-Outreach Component of the 
Masav;ana 91) Rice Production Program in the Philippines" (Laurence
Univ, rsi t Y, 'ali forria: Unpubl ishcd Ph.D Disserat ion. Laurence 
Universitv. California. March 19GO, hereafter referred to as "Lewis 
Dissertation". 
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hypotheses concerning production, essentially using the
 

Philippine Department of Agriculture's Special Studies
 
26 
Division (SSD) data. This analysis indicatcd
 

a 32.2 percent increase in aVA(,'ae yielis
from Phase I to Phase Xi . with harvested 
yields in Phsase VI ( 81 cIVIII of palay 
per hectarr ' i ,asii ,'.3. u.erccmt Over 
yields in Phase I.-

An interesting side-liqht from this study for our
 

purposes is Lewis's finding that mQst slIiall_ falj'jj_' 

- •o .Y__ Thus, 
they only generated a small income from far-r,,g and could
 

not afford credit for inputs.2' Pertinent extracts of
 

Lewis's data are shcwn 
in Table F-8, on the following 

Page. 30 

2 6 E.C. QCi-,w":binq. I.P. Carlos, and L.B. Darrah. "An Undate of
Paper First Plres-n.t d at the Conference on Strategic Factors in Rural
Development in E.ist and Southeast Asia: An Evaluation of the :'asagana
9q Program". Ministry of Agriculture. Manila, Philippines. May 1978. 

2 
7Calctjla!cd at O kilos Ver cavan. 

2 8 
Le-wis Pis;,.rtation, p. 74. 

29
 
Ibid. pp. 15- '6.
 

301bid. p. 77.
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PfLBOD5_rIN_-IR Y_RM. AiD Pz&ER PsJTElflSOJ 

E_ 
ACTUAL 

Harvested Cavans Palay 3lPercent of 
APPARENT YIELD 
Cav/Ha Sold 

Land Area Produced per Production 944 KAA_) 
IH-( c ) Far HA agiA 

I 1.79 147.6 82.5 39 % 32.2 36.6 

II 0.93 147.6 158.7 39 % 61,9 70.3
 

TII 1.84 129.8 70.5 41 % 29.9 32.9
 

IV 1.63 136.6 33.8 41 % 34.3 39.0
 

V 1.95 118.0 60.5 43 % 26.1 29.6
 

VI 1.74 138.0 79.3 43 % 34.1 38.7
 

This is significant because estimated yields were often 

based on te ane nt of lav sold. rather than what wa_ 

actually prodlncrqg. 

A multiple regression analysis of Masagana 99's
 

production and productivity by one of NFAC's MIS
 

officers, Elsa Mateo-Bayani,32 concluded that the most
 

important variable in explaining variation in yield was
 
33  
the p-ercentage of area irrigated. In so far as the use
 

31At 50 k.los per cavan.
 
3 2 

Elsa P %,teo-,avani. "A Study of the Mesagana 99 Rice 
Production Program in the Philippines" (Canberra. Australia), Hay
1971. Unpublished .%-ster of Awricultural Development Economics 
Dissertation, Australian Natlonal University, pp. 99-124. Hereafter 
referred to as "a.ateo-5ayani Dissertation". 

33Mate- -Favani Dissertation. p. 117. 

http:irrigated.In
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when H'.V adoption wa.; introduced into the 
eqnat'.on. -n jdition.I ,ieid of 4.38 zavans 
was a tained. 4 ";h(-n tne M-99 program was 
introduced it contrihated 3.43 cavans per
hectare The 3.43 cavans contributcd by 
the M-99 pa r icipat ion is far h 'Iow the 
differential yield between .-99 ptrtici p.nts
and non-patrtici|,lits [I-l-iphasis minei)
which ran,.d t rom . cav.miis to 14. 6 cavars 
in tre sunv period (CY ')/3-.'4 to CY 1975
7 ) .... HYV ,adoption i.; par and pare,,l of 
the 1- 9 prara pcka and, thertore, it 
is hard to isolate thn It',ct -t HYV adoption
from th. 0-2 Q pregrM-n... . On the other 
haod . it is also po;sible t htt tIYV adoption
by itself is actiLlly ore I mI)rtat in 

;
increasing yield ithan th- .4-99 program. 

Mateo-Bayani also noted substantial 
 regional
 

differences in production and productivity.
 

Central Luzon was outst,idiF.... In terms 
el yield per hectir,,, this coefficinttmeansall ,!,! i t 1,;l Ii .T'.1,:hi £_x I~Ilna[t t 

could largely eb attribuited to ,igreater and 
better rice lard area; that is. i-'rigation 
rates were hi.ch. more farmers adopted HYVs, 
taroers were more accessihle to extension. 
credit and marktatinv factlitis, and other 
support services that were not always re.;il
accessible to orher r, n,osthe countr. 

Central was 
the vield in other re,iots. In Central 
Visa,'ls. the lSan ',p I', ,m,'.r. F'.rrhe r, 

field in .i:vaslower than 

m 
their stanie tod is not rice but corn and 
most farme<rs tendid to Fro. su;ar and corn 
instead of rice, Tm,. lowecr viel' in this 
region can also be "'lrtLv, expl'ained by the 
hetero;eneitv in farming.b 

34.;ote: This was bastd on a 50 kilo cavan. In 44 kilo terms,
these- figures scal, up as fo1lows:- 4.38 - 4.98. 3.,43 - 3.90. 1.5 
8.52, and 14.6 - 16.59. 

t.,t o- "tv ,i Di sset-rra r ,i, pt. o0 l0. This iS aP 
signif icant potrl. Many farmers adopted the High Yielding Rice 
','ri ties. but did not participate in the X.-isaF,,,na prorim. or 
ntect'ss.r lv fol !ow the 16 steps r ecouueri ndd in ".ikb.t1,vongth 0?F.ran' (i.e. rtw impro'ved methods) for :1isagar, production. 

3 .-tto-E ''m Dissertation. pp. 116-[ 1 

http:eqnat'.on
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While Masagana was the nation's priority rice
 

program, directed at ncreasing small farm production, it 

only encompassed abouL one-third to one-half of the total 

rice production hectarage in the Philippines. National 

rice statistics were therefore developed from a broader 

base. Although various offices and managers were free to
 

conduct surveys and gather data for prcgram planning and 

management purpcses, BAECON was the "official" gatherer
 

and quardian of Philippine national agricultural
 

statistics.
 

The principal source of BAECON data for rice 

production was a quarterly "Integrated Agricultural 

Survey" (IAS). The IAS was initiated in the crop year 

1968/69, and improved data collection techniques were 

incorporated into the system during the 1969/70 crop 

year. The IAS is a purposive, nationwide, sampling of
 

approximately 100,000 farmers who are permanent
 

respondents, selected in 1970 on a stratified random
 

basis. Rice farmers are a subset of all farmeTs,
 

stratified by type -- Irrigated, Rainfed and Upland, 

however Mdsagana participants were not separately 

identified in this stratification. Surveys are conducted 

by teams at the municipality level, but the data are 

aggregated centrally, and are not considered meaningful 

below a regional level. 3 7 To conduct the sur-jey (as well 

as to perform oLher duties), BAECON maintains a staff of 

37For exampl. . Northern Luzon region, or The Visa.as region.
which coniist of several provinces. Significantly, sorem of the
Pnovinces in thrse re ions are not evenf rice production dry'a4 . 

http:level.37
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1,200 regular employees assigned to BAECON Field offices
 

in the prcvinces, and in addition hires some 2,000 

temporary data collertorL; .s)r npprox-.7ately two ,eeks 

every quarter during survey rounds. 

Although some BAECON personnel worked closely with 

NFAC and the Provincial PF~s on a part-time basis to 

prepare the Masaqana HIS diita ant reports, and conduct 

:o11vo-up fie'ld c;:, ,*-;, a a an organ izat ion BAECCN did 

not let this involvement influence them but maintained a 

detached air frur Masagana operations and simultaneously 

gathered, processed, and published its "official" !AS 

data with conclusions which were at odds with NFAC's 

progrm sanagesent reports. A comparative summary of 

BAECCN IAS and NFAC MIS data is shown below. 

CROP YEAR M-99 PHASE BAECCN/IAS NFAC/MIS
 
(All Farms) (H-99 Only)


3 8 3 9
 
Ca/ha Ca/ha


1973/74 I & II 37.6 76.7
 

1974/75 Iii & IV 37.0 75.1
 

1975/76 V & VI 39.8 81.5
 

The glaring differences between BAECON's official
 

statistics on rice production and yields, and the levels
 

observed by others was a constant source of frustration
 

'A % t .htt ra;e f r', tlhe Two phieses 
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and acrimony, especially after the early Phases of 

Masagana reports were refuted by BAECON, but the issue 
was never fully joined, and the discrepancies were never 
resolved. Throughout the Masagana program, the 

Philippine Department of Agriculture continued its 

schizophrenic stance -- using NFAC MIS data for program 

monitoring, management and publicity purposes, and BAECON
 

data for "official" analysis and economic policy
 
0
decisions;1' while outside agencies constantly questioned
 

and critici:,tud both.
 

4

0This vis, particularv difficult for the Secretary of
Agricult,ure in estimating availability of rice from harvest, pr'ivate

ard ptjblt: rice stocks. cortsusipt ion rates, as well as for making
iamjort/'xport r-com:nLdatio;is. See for exarnple: Kenneti F. Smith
" Phiit itpint ,ice ProdctIon for Crop Year, 74 - JuneJuly 75".Mr-moradmii to Mr. Fhotaas C. Nibok, Director. USAID/1M ila, ,November
29. 19/4. p. ' -- ii which the qu.ldity of available data is assessed 
and the cri,- i; iou (frm that dat,) i that "tie Philippinies couildhave ,ithr ,a ,zplis ot .'er ) mlt[lion cavar s, or a defcit of over 
12 i 11 iton. fIaS;-,,"p co L 1  -or which
 
ia msi1ch too I retor comi!ort. 
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II - DATA SERIES DISCREPANCIF:; - SOME ALTE"RNATE 
HYlOqH S ES
 

Follow-up interviews with AID, NFAC and BAECON
 
1
officials/' el icited a variety of opinions about the
 

accuracy of available rice stati!;tic:;, and the following
 

speculation wds offered for the data qap:

* BAECON ha; the most hiqhly trained and experienced 
statistical siurvoy pirsonnel in the aqricultural 
statisltica a:;;';snt Pusno:;;. Therefore, their 
estimate,;'are letter than any others. 

* BAECON has "confidence" in the integrity of its 
people, and its method!;.
 

* BAECON and NFAC MiS data are not that far apart when 
ad jisted for ov',r report isg by production
 
technici ians.
 

* Hasagana farmers are not stratified in the BAECON 
Surveys (IAS), thus a true picture of Masagana 99 
production is not presented. 

1 +i; i b. , ,durii, .y.iv 1986 aid .'iited USAID.t : Philippii 
;FAC nrj iAii' oi, h. Utivritv I the Philipttir..:; t.,'.ral timfes 
tdul ill)'. t £, ;., " -,I ) [!'"DIII Im thl:' It III]. , bf) th Of f cia l 

.ind titief t ci'll dw ci.:,ii ;i th M.y popl,.. At N'AC the tol lo.'in 
prI tic1V'i - " i rid - itt. D, pitv Ex . Cliti,t Ei llallintiri' 
)1 ct ori Id;!; D Iv ,i 1:. \!;:; i:; xclt ,' 1)1 tC Lc "I Io t , titt i O 

( ,ih .;'_ v l,,, El';,. l~ t B tll / [ ! A",!l
,+' it ~ * ,, .)1; ;1stan 

fih.d!, of P1.mitt ,. .ioi IH rmiii .loo. H,.id. Ptot;r ra . ictitoritt; & 
Eva I It I'm PI %,t ,-on A t I I .1 d F. to Qitii.i clholi. 

for" :11X~[ urront1Vy ill(F vI' ,I+ ,..i~{'{ .1t1;o l OtfiJc.', VA 'i.; !, , I 7i' 

F., cut i P Da,vil i.\.; 1ig,V, .'lopill.tl . h i Stali r'.l 
7;, I "t[I '! ,it 11i't ' 1.zil ' <t Z { , R I - . P':''duc I ' tl t' I i c .; I 

+ 


.i1 , rI ,t I.t ll th,' fult1t"1*-; 111't.ll ,1 t ,i 0tt cv of it l a d hll 
Auin ,, ti ,. ,[ itvv. i,Sd t ; , . . Cl k, t I ; il i mi r,,.!t I t6oodh,.i it. Ch I., Pt) I cyv & [Vlatmll [)vi,,iou; R..iov Vi t .r+:4:w ,tod 

A ; l lll , ~tl i' l) 'rid t t t t1 +; -t-+ '.fl" 11.1dtW,'-ktd c ]o ;. v w ith 
ill; i ng;~w 11. ptok't.tiiq thleIN, ,It th,. d thi. P 11 -I'j/+' . .t t'i "illed . At 

['ll''+. ';ttIl , ' !i l p i,:. I tnlvI',.ttll CJA}1-I, ;. , ; ds DCImDI. 

of I'll D,.p.irtal.fit '11Ad Fa.cul ty of PIHbli(: A",l Tlli:tra.t i,,n. Tl,,i r 

C HIIIt:I%.'[t: ( dI'' t' :lIW 1II th'. (%')l"'il d if[[t) 5 pir o Courtse t seve ollt 

discu; o;tis vi., the, full .tv.ttet,,c; t hat thov iiotld e tit'd for thd.; 

•
.i , ctici tt i h. i rrt t ellr., t 1tild t '-at ; t oll, l tila . becl3tftrlblit'dl , .lillyp.,ir titl.ir itndividui-i[ or 'roup of inldividual!;:; nor" 
0imild stichi -ti izt,,rr,,d thw ThI eittrihii, h--b, by reaider. p'l t~s 
!.mircvs; rtum,,iti 1 it-. t,i. .hiilv ,fp ,l~il l{ lot the ,:-l it; of 
thi t .st ttal,.nt; Cit,.d oil Hie t.ollow.ill " p.my;,,sif] tile te-xtanld ill + 

tilt 
F ,,, olue+ -- ,m:d ,);; !'mii;ioterprvt.at~oos, it; inte. 

http:ttal,.nt
http:opill.tl
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* 	 IAS farms are treated equally for selection -- not
 
weighted by rice area for sample stratification.
 
Thus small farm bias exists.
 

BAECON has a built-in bias to report the yields from
 
small parcels of land on which rice is grown by

multi-crop farmers. Such yields are traditionally
 
less productive than larger areas, but the data is
 
extrapolated and rounded to the nearest hectare.
 

* 	If BAECON had more funds, it could do a better
 
quality job.
 

* 	 BAECOU personnel are not cquipped or supported to
 
cover all the area they are assigned.
 

* 	BAECON obtains a lot of its information from the PPOs
 
and production technicians at the field level.
 

* 	Many BAECON surveyors only work part-time -- they
 
don't see the "big picture".
 

* 	BAE'CN has historically underestimated yields because
 
of poor survey techniques and scant field coverage.
 

* 	BAECON has to take a conservative stance, and err on
 
the side of underreporting. The economic and
 
politizal penalties for overreporting are too high.
 

* 	National yields are muchI higher than HAECON is
 
willing to allow.
 

* 	Most of the more productive (i.e. irrigated) farmers
 
are Masagana 99 participants, whereas BAECON survey

respondents run the gamut from them to marginal
 
subsistence farmers.
 

* Farmers have no incentive to report accurately.
 

* 	 Farmers have major incentives to underreport
 
production to BAECON agents.
 

* 	Farmers may deliberately understate yields to keep
 
the government from figuring out their real income.
 

* 	The IAS has fundamental problems of measurement.
 
Harvesting is staggered throughout the year but data
 
is only obtained quarterly. Thus a lot of BAECON
 
data is dependent on farmer recall.
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* 	BAECON asks farmers to estimate what they are
 
harvesting nW -- often before it is measured.
 

* 	 IA3 data "must be low". Farmers competing for
 
"Outstanding F:r.:er ot the Year" typically have
 
yields in the 200 - 250 ca/ha range.
 

* Farmnrs like to brag to Production Technicians andtheir neighbors, and compete for "Farmer of the 
Year" awards. 

* 	 Many farmers do not accurately know their farm size 
or rice productii a rer,. Even if the fari,. was 
imeasured by BALCOU in 19'70, 'na ny changes have taken 
place since then. Crops are often rotated and sugar 
or corn substitutId for rice. 

* 	 Reported cavan/hectare yields are inconsistent 
because two ba:e measures are used:- the area of 
the farm planted, and the area actually harvested -
i.e. that which !-.urvivod the storms, drought and 
insect-;. IAECON us,"s the former. Farmers and 
production technicians tend to use the latter. 

* 	 Many former rice farms were converted to housing sub
divisions, or minimal road-ways laid out on them -
to avoid land reform annexation. While they

continue to plant rice, both the area planted and
 
production are generally lower. 

* Many farmers concepts of production are different 
from the technician's or the statistician's. 
Farmers often connider "production" to be their 
marketable surplu.s (after paying labor and creditors 
in-kind, and retaining some palay for personal use). 
Also, they often do not distinguish between 
"production" (i.e. totail cavans harvested) and 
"yield" (i.e. cavan:; per fl ctare). 

* 	 When the government converted from 44 kilo cavans 'o 
50 kilo sacks for measurement purposes [July 1975], 
production technicians jus-t started reporting
"cavans" as "sacks" . 
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" 
 Although the 50 kilo "sack" is the government's
 
official measure ---it is artificial. Farmers in
 
Central Luzon typically reuse cavan-size (44 kilo)

fertilizer sacks, while in Mindanao, larger sacks
 
which hold 56 kilos (or more) are in general use.
 
In the Vi'ayas, grain is often kept in larger,

variable sized (100 kilo +) wicker and reed bins and
 
no precise meascrement is made until sold, if then.
 
In most places the yield is usually estimated by

"ocular inspection" (i.e. "eye-balled") rather than
 
weighed. Thus there is plenty of room for error.
 

* 	 Masa4ana Production Technicians have a built in bias 
to inflate reports of yields. They receive a cash 
bonus hased on their farmers achieving targets. 

Production technicians "supervise" more farmers than
 
can be physically monitored, on-farm, in a month.
 
Therefore they do not report accurately on
 
production, but only estimate; or accept what the
 
farmer tells them, without checking it.
 

" Production technicians are supposed to maintain
 
records on individual farmers, but usually these
 
records are not up to date when inspected by NFAC
 
officers. Masagana Production Technicians thus have
 
to estimate yields for their reports. They have a
 
tendency to overstate the results.
 

* Production technicians don't get paid until they turn 
in a report. Therefore they turn in reports,

whether they have the data, or not.
 

Although the Masagana data was reported by
 

production technicians and PPOs with vested interests in
 

inflating the results -- and it appears that this in fact
 

did 	occur -- NFAC actively worked to limit the error rate
 

by its follow-up visits and surveys. The NFAC MIS data
 

was thus more comprehensive, sharply focussed,
 

extensively gathered, intently monitored, scrutinized and
 

cross-checked than the smaller, 
more broadly ranging,
 

less frequently conducted BAECON AS sample, and served
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NFAC and the Provincial mali',.,rs (Civevnors, Mayors, PPOs 

and others) operational progr3m need., as the IAS could 

not. 

The MIS Ol low-up SorveyS indicate the P Lv]_jdl 
range for error in specific provi.nces, while the SSD 

studiesz are probabl y a more r etativ4 _ ¢ ~" _jql of 

the overall s ituation. Although the 13AFCON data appears to 

be on the low ,;do, III th,-r, a r I many pl aus ibl e 

exul anat ion t this, there is noior unfortunately 

objectively verifiable evidence to determine its degree
 

of accuracy. Thus, for better or worse, two series of 

statistics persist:

i. the "ofticial" pessimistic PAECON 1AS data, 

and 

2. the higher "unofficial" Masagana series 

which although internally processed in a consistent 

manner, are largely ;rreconci lablo. Given the long 

litany of data collection ha:zards in the Philippine rice 

production sector, how-ever, it is apparent that no 

judqenepts can or should be made, or economic policy 

formulated with any data without a great deal of
 

trepidat ion. 

The MIS data was used and proved useful as a 

systematically integrated data base for monitoring and 

managing program performance. The systematic summary 

provided by the Masagana 99 Management Information System 

each month was designed to enable both NFAC and the 

provincial managers to monitor, follow-up, and support 

provincial program activity. Report highlights were
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reviewed, after which provincial performance as indicated
 

by key variables -- enrollment, planting, financing 

(timing and amounts), harvesting, yields, supervision -

and problems (usually the high and low extremes on the 

indicator provincial rank orderings) were scrutinized and 

staffed out for follc up action. 

The next section will review the utility of the
 

Masagana MIS for ex-post facto analysis.
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III - THE IrPIITTY OF TE MASAGANA MANAGiM.'ME.NT INFORMATION 
SYSTEM FOR SUMMATIVE PROGRAM EVAIUATInN 

When in; tial 1, "ornulat.,, the prevailing 

pre;unption -as that the Min,;aqana Mrs w'otild support the 

Froqra, ' -,ager ; iin two waiys: -

I) Amini!-trativ Manaqement during 
mpl:,ntat irn :and 

2) Ex-P',:;t aicto P'slicy Evaluation. 

The proviou,: rooti rm roviowd tho .;ystem's,data quality 

and uti 1 ity duriq ;roqr-rm implCmentat iCn. We will now 

turn to, an ,,x- ,:;t f.to eva [nat ion rA the Masagdna 

proqr~n, l,r:,., L:,;', y .n It ;;ce' l ttd by its MIS. 

tSuImat PVa 

p.rog rams/pro],"ot:; tron fur diffrent per.;pective.'<:

I'Jca I I y, a 	 oye lu.it ion should vi -w 

1. PERFORMANCE EVAIUATI'ION -- An extension of 
forna t ye !pe.rI ormance ,va I nat 1oil, the 
eval]tuator !;h(.uiLl b0 dble to det. rnine 
whether tho pr~r /i:ro 0ct ultimat. ly 
attaintd it'; obhjct vLie, or the extent to 
which it feo l -hort. 

2. 	 BASIC imIYtlES.I -ST'I'INGc -- In addition to 
determninn the extent to which the proiect 
achieved it; targets, a .ummative evaluator 
should alic; Le thle to ao!;e:;; whether 
a hi,,v,,nt, w r (11u to ba!;ic planninq 
o-o; 	n: ti , or in !cplt(e ot them. 

3. 	 AITERNAE''E IIY|NZIIE);[S I)EI'ERMINATION -- In 
the event that the pro,'c-t'.; development 
pol icy a on umpt ion.; ;ere not real i;:ed, the 
CvIilluator :;ho uld b abl, to examine other 
plausible hvYIA the.es 

4. 	 COSTIENI:VIT Cu:;T/EFF CI'IVE?(E.;S AIALYSIS --
Finlly, a key aspect of development 
pro ject evaluation is to h,determine hether 
the project was economically worthwhile, 
and further -- whether the project 'as the 
b:;t u~seo of avai lable resource;. 

http:MANAGiM.'ME.NT
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The key to each of the foregoing evaluative approaches is 

a qood data base -- systematically acquired and/or 

recorded during program implemcntation. Each of these 

aspects shoulil tieretore to ccnocioue ly address.,ed (luring 

prcram/p.rojenct design if data is to be available -t the 

end. While th,? oasagana MIS was designed primarily for 

program/projoct monitoring and formative evaluation, 

nevertheless the system's capability will be examined for 

eummat i ve eva at ion as we I 1 

R pO]F A CIAN
1. P_ N A[,Y .5 S 

It '4i! be recalled that there were major 

discrepancies between the NFAC Masaqana MIS generated 

(Vita nr i #,. a;id tL Tntteqrated Area Survey (IAS) data 

generated by BAECON. A closer examination of the MIS and
 

BAECON data, and a "residual" analysis r evea 1s the 

intolerable inconsistency between these two data series.
 

A. PedatAa4ysi
 

If one assumes that the overall BAECON data is 

accurate and deducts the MIS-reported data from that 

total, then sno can only ,-.)nclude that the Masagana MIS 

data i, grossly overstated; for by sepatating the 

Masaqgis:i datai from the national total, the "residual" 

(i.e. non-program) attainments were impossibly low. The 

,4-, for for insto:sroC, indicates a residualLa 1973/74, 

vidri fInr tr;, - farmers of 20.8 ca/ha which is 

only about 57 percent of a normal good year, and little 

more than half the national average yield (63 percent) 

for the disastrous 1972/73 year which precipitated the 

Masagana program.
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TA UALFJ-YMI
 

A-ck&.-M-99_ HI3- DATA 

,OL-,LJA' AL.L F.'RJS :I-T19FAR'i5 RE;;IDUAI. (NON M-99 
HAS PAL.\Y P.\IAY 

l 
HAS AL\Y PALY" U\S PAL\Y PAL\Y 

-i. ll l,'T' C~'h 'Ili,!t_,'IT '_L :.IA Zh /_ 


1 71/72 3.3 4.,. It,.3 

1)12/3 3 2 4.u 32 8 

19;-'/o, 3 3 5.8 31.6 1.1 3.6 76.1 2.4 2.2 20.8 

1914/75 3. 5.9 31.0 1.6 5.4 15.1 2.0 0.5 5.7
 

1973/76 3.1 6.f, 39.A 1.7 6.1 81.3 2.0 0.3 3.4
 

While 20.8 cavans per hectare is not inconceivatile for 

marginal rice land production, it is highly unlikely that 

all but marginal farmers joined th- specially-targetted 

Masagana production program. Furthermore, the residual 

data for the 1974/75 and 1975/76 crop years -- with the 

non-Masqagina rot:;i ual fall ing t 5.7 and 3.4 

cavans/hectare reupectively -- is absurdly low. 

The re;ult; are somewhat more plausible if one 

allows for the SSD survey finding that the Hasagana MIS 

productivity data was overstated by some 211, as this 

would plco the re';idual yields in the double digit (i.e. 

15 - 26 cavan/hectare) range. 

[Numbers don't compute exactly due to rounding.
 
2
 Numbrs don't caumpute exactly" due to refunding.
 

3.Nu'b.irs don't (:ompute exactly due to rounding. 
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DAQ1&J19M __DATh
 

(Adjumted to retlect 211 HIS ooerre.orting ot prrxluctivity (C.,/hi)) 

cRQLPEAz' ALI, FARMS M-) F.\RMS RESIDUAL. (NON M-99)
HAS PAIAY I.\I. HAS F'AL.\V £'AiY HAS P.,L-\Y A'.\L\Y 

1971/!2 3.3 5.3 36.3 

1972/13 3.2 4.6 32 8 

.913/74 3.5 5.8 31.6 1.1 3.1 63.4 2.4 2.1 25.6 

1974/75 3.6 5.9 31.0 1.6 4 4 62.1 2.0 1.5 17.1
 

1975/16 3.7 6.4 31.8 1.7 
 5.0 67.4 2.0 1.4 15.9
 

1f the iosagana HIS "exaggeration factor" is 

increas-ed even further to 44% -- as Masagana's own MIS 

follow-up surveys indicated was possible -- the overall 

results can 
be reconciled with "reality", as indicated in 

Table F-12, below. The yield differential between 

Masaana and non-Masagana is still much hiqher than 

indicated by other s;tudies. 4 

41.e. in exces.- of 100X Instead of the +1/- 25%. 
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TA3E-> -12 

VABCQQ4__&_ NM-9_ MIS-sATA 

(Adju,*ed to re'fluct 44Z MIS uvferrvpo)rtinti (! productivity (Ci/ha)) 

lL _E.' .\LI. FAR.!'; . 9 '. RESI UAL, (NON M-9;)
HAS PALI.V PAI.Vi HA.S .\.Yi-d.\, If.\.%' P"\kyP.\LVY 
MUL ,3_:fL 'ItZ ,a "!; 'tAT: -. _I :lI 1.,xi L ',1 

19711 72 ' . 2 j. 3 3t, 3 - . - 

19/2/73 3.2 4.6 32 8 - 

1973/14 2.5 5 3 31.6 1.1 2.6 53.3 2.4 3.2 30.3 

1974/ /:) 3.6 5.) 31.0 1.6 3.1 52.2 2.0 2.2 25.0 

1)75/16 3./ ..,' 39.8 1.1 4.2 56.6 2.0 2.2 25.0 

The first ma jor issue is thus whether the MIS 

reports are exaggerated, whether the BAECON surveys are 

understated, or both; and if so, to what extent. 

Secondly, given that discrepancies exist, of what utility
 

is sucti data for evaluative purposes? 

2. 8rainiL.AnJ-ysq -- lew Area Production v's 
Existing Area Productivity
 

A close examination of thL BAECON 1AS data
 

juxtapos--ed with the Mai;agana MIS data indicates that -- t
 

]jfl -- new ared production contributed more to the 

proqram than increased productivity. First, from the 

"before" .1ni1 "atter" 1AS data, the net change in area 

farmed and total annual production obtained from that 

area can be calculated, as follows:
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_TADMUT£ ,g I : 

FROM CY 1972 _7_ND). Q 

HAS PALAY PALAY 

M11 'M-Ts QaZjljA5 

1972 (Baseline) 3.3 5.3 36.3
 

1976* (Program End) 3.7 6.4 39.8
 

NET CHANGE .4 I.
 

*The 1976 data was comprised of:-

Masagana 1.7 4.2 56.6
 

Traditional 2.0 2.2 25.0
 

efaq of million
Thus the jnra 1.1 tons productioni of
 

palay and the expansion of .400,000 hectares in 1976 over
 

the 1972 Crop Year could have been accomplished by Aan-y
 

rnutOtiQn within the ranges of the "Worst Case -- Best 

Case" scenario outlined in Tables F-14 and F-15 on the 

following two pages, and compared graphically in Figure 

F-3 on the subsequent page.6
 

t 4' kilos, pr cavan. 

6 the
tbl d tail the worktng method ard calculations, while 
the chart distills and depicts th ir esence. Wevertheless. hoth 
chart and tthi. s are relativelv c,apl ex enit ities and should be 

Ser:,,sedcr,tullv to derive their tuil imprrt. In essence. Tak.L _A__ 

';._r murf L s ae%,het, be tween 3ti,aid '01 percent (or art average
of 63. percent) of the increase in production was attributable to 
ir.cre .,.- I",,uaLi e. if the -ia,sgana.4i. viei.s arv taten at race 
value. t .attrihati(,cr i,; .'mr gr.ater. _ a meanTat ui' ihwi that 
of 66 percent of prcen' a 121(a minai:muma 5 and zoxmumm ul pe.rcent) 

ounse. In either case, this leav.s a mean ditference at only

W ) to 40 p rcerat of the incrase attributable to 1[ner .- d
 

2!__._v~__.t _N .ote: In the latter instance, 
a 1,'/ ;.-rck-nt in;:r,,,,,, in nw ,rta prod,.ction is compc-n.arui -,gfor the 
tra ,.r sao, I ,ss in prodtiion on the residual area. ) 
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TABI F'-14 

ANA TjYS -LkLAE QiM N I. Ii CTAXAGj\V X 

Ir-portinj; 1'i v pit t i , Iyc 

14/6 P 16 l' /6r'../2 ,ih. rag i0 tioi 
HAS PAIAY IAY PIAIAY NI-" I'AI, A H f:; 19/ 

I~L M T , CHAGE At r3.i '-ibl to 

S W_ rJ;toil !i;; - :. :inrn' inrcr.o;I ici I r :d tr.iditi.imally) 

Old Trid F.nria; 1 . .) it. , 
-11.3 -0.8 

(Same an 19/2) 

Ncw 'frad -:arm s.' .4 25. 0 *25 .0 +0.4 36% 

Subi-To)t ji 2.0 2.?% 

Nl;.l;ay l Fdrnm' 1.1 4.1 56.6 36.'; +20.3 +1.5 
(Previoi:;ly Tradit iomil Farms) 

10rAI. 1. / , "An NET CHANGE: +1.1 100Z 

1 ... - all incre, ctd ,-7i'e I der Ma~sagaali'>'I_,L..V ( \s;rIm il, 

Old Tramd K.t"rna 2 ml 2 2 25.0 36.3 -11.3 -1.0 
(Sam-u~ as: 1912) 

.I%?l zt.il Viirut; 1i 3 56.6 36.3 420.3 +1.1 
(i'revio ;hy Trahit olti l iirm,n) 

ai i Farms',I 1, 56.6 +1.0 91,I nlt.; .0 +56.6 
(N w -.1 wn' 1912) 

;iil T,,tll . / lo. 2 
H 99 'am';
 

TOTAL. I 1 h 4 NET CHANCGF + 1 1001
 

1( A !S ) /'!C.i/l!a x /t ,100C.i - HAS x 19C/2m/H.!It't)
+iC ) 

f ., '. 7) x .. ;l/ ii - 3I 3 x( f,3 (,'I:t I - I 16 - 2 )6 - -0.8 

8( 1 is I. ,v by 'm Artm'm.i. t hanitm',e in H. :Ir% Pi'iiv x 100); 
0v 1.'4 1 1" x 11")) - 't1 ,r1m ( 1/ I 1 " IoiJ - 1il1 

-ilJ /lt6(o - ): l H H ti,l., ,itt I i utalble to) .xtthod; i.e. 
x 
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TABLI4LY-15 

V-1LlI 0-

Using official polay production and productivity. in Crp Year 1')16 
from BAECON & 4;iaana M S data ( accept.I ig ?1 ogaai HIS datI aIt face 
Va I u, ) 

19/6 19/6 1)/2 /- 12 ?I _IL)tX]I.Qfl 
IIAS PAIAY 'AI.AY PA IA NET PAI.AY M T7s 1916 
MIL KIf 1lraJo CMr:IIj CIANCE Attribuitahl to.C z,,i &Ev'a Mvt),.vd I 

A. orst Ca!e (-- :;srirnr Al inrcrasd area t.irrnd tr.adtiodiialv) 

Old Trad Faras, 1 .6 .2 3.4 36,3 -31 1 1 

(Sawt as 1972) 

New Trad -arrmn .t .1 3.4 - +3.4 .06 5Z 
(Since 19,) 

Sul-Total 2. 0 .3 

K.i:agaL-' Far=n 1.1 6.1 81.5 36.3 +45.2 +3.4 
(l'revi ou:s I y Trad itio ovial Farm-)
 

TOTAl. 3.1 6 .4 NET CHANGE: +1.1Al 10OX
 

B. Best C.I,'w (.\:;:u:ni 11; all inct',ased arta undter :Ths;,.~ i ) 

Old Traid F.ru ; 0 .3 3.4 36.3 -32.9 -2.9 
(,.1111, .1!i 191 ) 

isaga,,t Fara; I 3 4 / 81.5 36.3 +45.2 +2.6
 
('reviotsily Tiadittowil] Farms)
 

M,;gaio iarm,; 4 1.4 81 .5 +81.5 +1.4 127X 
(N,,w ic(e 1')/?)_ 

H- 99 Si.) TotIal 1.1 6.1 

IOTA1. 3. 1 6.', NET CHANCE: + I . I lOOZ 

9(M1 If.S x Ili/oC, 1 11li. x Kilo-,i'7, /1)W - 'M HAS x HI. 2Ca/llh x 
Kiio/C,1t 14)4) - C/P100'. in m mr.; I),iav ittrihbut ,ibtLv tn :hbr io. d; I.v.

' .6 3.'.Is 4 - Ix 36. 3 1000 - 2. .- 2. A ,, -2.x '4/11) 
1t0( -I 'IT,; P.1 v I)v N5vWArta/;-. Ct. i,, - n M ITs Pdlaiv x 100); 

[.,. ( O.G6/l,11 10:0) ,- ')u 't ,i, , i 100 - 1,11.21 
[[l~ul -rs~'l>d|l.l't add it#-' to rounli ngii. 

http:Mvt),.vd


Y ----RODUCTIo , - CY 1976 
ATTRIE U-T/\-rLE TO "-JEVV AREAS AND METHODSL 

A V//"r'SOL)-/TRDDITIOALA 
Se I-f-c i1_ 


7r 

_ P-OCIv_ OF SrCAOITONA "-IOAL I 

. , I: " ,-" 

I. -.

, - " -i 1 £ 

R,,,.I''G 0F POSIBLE SCENARIOS 
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3. Rgre onzPJ 	 _nt 1PUJ vAi)aysis 

Finally, to isolate the impact (if any) of the
 

Masagana 99 Program on Philippine rice self-sufficiency, 

obtained the not, up-to-da t,- (and correct:d) HAECON 

"Official" Philippine rice production time-series data 

- from Crcp Years 1946 to 1926 1
' -- and examined them 

from a regression-discontinuity analysis viewpoint. In 

effect, three linear regressions were developed, as
 

fol lows: 

1. 	 1946 - 1973 (28 years -- prior to 
Masagana) 

2. 	 1974 - 1976 (3 years -- Intensive Masagana 

Program for self-sufficiency) 

3. 	 1977 - 1986 (10 years -- Masagana, after
 
self-sufficiency was
 

attained)
 

Ideally, one should have at least ten equi-distant 

data points in each series; for an "accurate" analysis. 

Unfortunately the brief span of the "real-world" program 

and the time elapsed since, does. not permit the luxury of 

such pristine purity. I have had to work with the data 

available. As a consequence, the answers obtained may be 

omewh, -i;ut ct neverthe l e:.i another "oIel of the 

elephant" should provide a better "fix" on the situation. 

In e;sence,, a; the o Ilowing chart clearly shows, 

although the yields .,;ere below the 99 ca/ha targetted, 

the 	Masaqana Projram did break the long pattern of under

12 .:2_,'J_ . -r ._,'S _,n A . iA',1 u. !t t ila. [hi1ipp ines: 
Bure.a,, et A.,i , ';t.r j:.r i,::;. Atyust jH/. Th'ios, wer thielip-to.(tal,! ,!1iC1,11 :;tatrt;tt,:,. avatl,,t)le a:s t D, cuitnbur l.Q81. 

most 
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productivity, and set the staqe for continued qrorth and 

self-sutticiency, even with the continual incursions of 

population growth.
 

In evaluatinq project performance, another asmect 

worthy of further ,.-plication i!; the one_ 


taken in .;Ufjny pror;:;. Dveiopment projcts are
 

usual y formulated to provide "more and/or Ptter" 

quant it i,"/qu i1i t i -; )f .ori,,t h inq WIIich i-. ! on as 

den i rabIe . That ,;omethinq can u:sually be measured. In 

the cas;e of the Maq: n; Pro;ogrdi , a Larqet of "99 cavans 
p'-r Hecta re" (9 44 kilos per cavan) was esLib.ished, znd 

wa; readily moa:;irhl The tact that the program felI 

!;hort (,( thi :s hhj.-t I ,,jtiarid only attained 84.3 

cavan;/hectar,, at itr; peaik 1,,-rfornance (or 85% of its 

target) -- it' one accept:; the reported yield at face 

value -- is the typical way of m-as-.urinq accomplishment. 

However this; approach ,,as;t; performance in a neqative 

ligqht ,.nd tins ; t s)r . i v,.ry roal. acconil inhmont. 

,:1';ux-injI bae,. U,,of 36.3.tQor th'.' 
 cavans per hectare, 
the amo d,:ta ;how:; that the Masaqana prograM raised
 

averaqe !.m,ill tiaror productivity tQLl_.
 

In other word!-., the nt proq(lia i impact was drL. _
 

.)-y ,hi dt) w*l*.t. rhi,mor ' i jt *. . ,,Evfvr',-, is 

not s.imply :;tait it i(.al ;l,!iqht-of-hand but d,, facto 

ac oo|,l i:;hm-nt -- i!:;oppo;sed to a priori conjecture -

and is thu; a much sounder ht; is for m-easuring progress. 
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IV - HYP:YI'II:;IS TPSTIN(; 

The Masagana MIS was reviewed in terms of its
 

utility for policy analysis. Utility is defined here as
 

the abil ity :f ' he MI., dLat,, to provide a definitive 

answer to the quest ion "Were these policies based on 

correct hypotheses;?" The three policies for review
 

were : -

I. 	 SiL-u.i.iency -- i.e. that the target
f () cavans per h.ct.,re was appropriate 

to attain self-sufficiency 

2. 	 T chr, purvi .On-- i.e. that 

extension aqent auporv i:ion was essential 
for increat;inq small farmer productivity 

3. 	 Cr. j.t -- i.e. that nCf-colterl crjjdt 
was ess.ential for increasing small farmer 
productivity
 

Each of these "Dvelopment Hypothes;es" were examined, in 

turn.
 

From, a sumn-itive evaluation standpoint, it would be 

important to determine whether 99 Cavans per Hectare was 

a feauible and desirable objective. The issue of 

fea!-,ibi I ity coo 1o re(,;oved qtl te i!erfunctorily. The 

program wi:; b,.ied on a yield potentiai claimed to have 

been attained in field research trials on rainfed paddy, 

and it was asserted "hat qpy farmer could anticipate a 

similar yield if the recommendations ware conscientiously 

fol lowed. 

While these claims were questioned in some quarters,
 

certainly durinq the life of tho program numerous farmers
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who adopted Masagana's 16-s.;tep Makabaqoyq Paraan approach 

exceeded 99 cavans per hectjre. indeed, even many who 

did not strictl / ahere to the ll stepe wre't abIe to meet 

and beat this threFhold. i'ur instanco, an independent 

study of iaumer:; in San Simon, Pampanqa reported 

F"lohlij~ t' ! '., tt h ~,t i h. S,1in 

Siimol A\t,..i,it t; ;u + , 't th.ift t , i IaI : 

;k rip ,ili t !v i i; it i t hII r tI Iin Ta1 "; 
!,,; th-, ,,;: tI.it t!t , i ll,'it rilrovic,,d t )i 

rr in tli ri!!.'.kb1 k : ,it. i, I Lui it ,.1:t o f I I,
h -!:k I , In i [I ¢ " A T I i. ,i i l iI1i . -i' :, [ [i,, 

v'x p JII! I I I i Tt .. I' I ! iT,'I (I 1," 'll.. . V * -,t t o t 

re lat. v.,,y low yi,.Id of the area ,,r.,int ing to 
an avr.ti-r , oI ni y IIY ijTvar!i of pal ay I .r 
lhct arl. iF: t. 1 ' 

Thus, there it; littl, to b., qained by examininq the 

foq tli jjty of qe cavaru; por hoeta re tu rther, unless 

petrhaps Lt ill.;t 'ih, t,1 tap(et wa!; ;et toop: , 3 

low. T:, : i ty o) "99" cavans at; a target, 

however, must he viewed tLrcm two different standpoints:-

I. ¢3Qfn Q ", and 

2. i I -,'1ygjzl..,j rtpact 

Ninety-n i ne iva n:; per hectare would indeed have 

produced ":l!,jnl, a" -- i.i.a "bountiful ha rvest". In 

fact, !uch :;p,!tIcu ar succes; on the one million 

bect,ire!u; t.,rqtt, i or the M.a;aqa na 99 progran would not 

enIly h, 1 )'-du i N,It I C)tl I r ice s 01f-SUIt fi cihIIcy it 

w;D I I ' 'f, (e".i t ~x 
jrpo iron': -

StudyS3.A on Hie %aisa -.. W) Ex perience" (Sin Sinn,n. 'ainplung, 
Asstuipta Technical ieh School). undated. Provided to me by Sister 
Ai laio!'. . lti-bi. 1, 

7 
1' 
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2i1)QI1iL1'R ALL 1,R 1 ?'. S RES IW,\L ( C',N.- 99) 
HAS PA!_\Y PAiALY HAS PAIAY FALAY HAS PAIAY PALAYal iali a z l,<t. ,1 !1-d- c t tl 121 C_/id 

1'911,/2 3 5 3() 3 ([.st .,l" P.Nnrr i "'rdiwtj"'ear) 

1)12/,3 3.2 .6 32.8 (Tpho s. Floodh; . Drought) 

11 8.1 )5 1.0 4.4 p 9').0 2.3 3 7 36.3 

In effect, a 53 per-cent increase over "normal" 

production levcis could be predicted, from 5.3, to 8.1 

million metric ton!; of palay. 

Even though the V +11,/72 Crop Year production was 

below sel f-:uf f iciency needs, such an unprecedented 

increase in production levels would have wrought instant 

disaster for the national economy as well as the majority 

of the small farmer.7 involved. The capacity to move, 

market, p1e1;d ,'o0r :;tore such quantit i en imply did 

not exist rnd could not be developed in no short a time

fra::e. Consequtntly, the.re would be much %iwastage, and 

the ".sel i nq price would plummet below the cost of 

production, to the farnor's detriment. nihi le perhaps an 

urban coni;uier',"; delight for the short run, the effect 

for the followinq season:; would be to "rive rice farmers 

out of production, until the detrimental impact had 

ameliorated. In essence, assuming no stock on hand, 

.wtw,.3 r don,'t 'orupt- , e.lc ly io, ro rouidin,. 

P5A';suoritw p-,iluctiotn and pr,- cticriitv on In-M.,.;.| farms at 
V'fll/12 Crop Ya: r.itf.s -- i e. be.lore the, dtsastrowi floods ,nd
droghts ot 1'41.1'911 



ok[-MtuLL'.,j elnqy_ cQItJ,,_h~wv Jbocl__n t and C 01_t ia _- ) '_(1. 

i-L.Q n.7etrlic tq:3 .f .iI ly Thuv;, by calc,- tinn, a 

"rational" Masaqir,a 9 tdrf;et production levw , would have 

boon only 50 cavan./hectare:-

TAULE_ F-17
 

lI13T'AT1D VAIAY V'l0CDUCPIO AN!) ',e!)!!C.' I'V Ty 
A EQIRI;DV_.TQA'V'TAJCAT lAL1_t L ;1LC1 UIICY 

CF.iL_ .ii. f.\PiRS . 0 .%.S !E: (NON M-19) 
HAS PAI.\Y 11 

% PAI.f PAI.Vf HAS P\Y PAIAY 
iL__ :',. bIS l'Al. 

PAIV \S 

.1'11/;' 3 13 1r, 1i (i.isi ';r:a.il" ,.,1r) 

1',I./1l 3 1 ' e. t' H! o,1; h, ,:'.l4 , 2 i.;i ,n;. .hlt 

lq /1/ A 1 ,.9 ,'.6 1.07
4 

1 1 2.2 50.0 2. 3 1 7 36 3 

In effect, a thirty-eight per-cent increa!;*! over "normal" 

production lv i Numerically, even a 18k improvement 

over ",r:',i" i:; not trivia l, and rcoveri nq from the 

o!Ii'ct§: ot th. 1912/73 dL!;a;ter '.,;is an ,additional major 

undtrtdkiriq, ps;ychoIx icail ly, phy. ical ly and 

economically. hot cnly w,,. a minimum fifty-three percent 

I nproviemont r.,i irod on the part of the HaM.aana 

I tr r ', ,it. r,.,'v, otrt; had to r i bl .;h the 

1''.' .I ln . , ', 2k r .j-r; r-a.rc~p I I I''r ,iu r t ',r ,,n ii 

Ib2nf.rs ,hrit C(I.,Ir t rix..iCtI v tuei. t oi r m ind i n 

1 1 / ,i~r. " i., r -i t s -- N t e t rro I (~A' .111d, . Lh . d tI,,.i,, 


yi . j- c..r21 r i 


((.-a' 3 1 l;) - 1, - 2 ,
 
203, e ([ ()/32 ) 10:;) - it)) - h' 4,4 ;,ac n
 

http:Ib2nf.rs
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infrastructure and restore the small farmer's capacity to 

produce -- a task which would normally b_ much longer 

than a one season undertaking. Furthermore, because of 

the disaster, mir tarzc; wer, ,,rnanrntly loet to rice 

production. Thur Masagana prndurtion nad to comensate 

Iorbth a ( k-,u::Pd r i ce irea and abnorma I ly low 

productivity t rom rtema in i nq non-M1Si.q.na farms. 

Tarrjetting had to take these uncertaintie!- into account. 

Th, gap ,-tw eon paC i ty and pl nty in rice 

product i on i a I nost an; thin a q I ume -- where 

abberation!; in mi I I ing resu;l t in either poor quality 

"brown" rice, or a high wa!;t,aqe of the white. The 

economic and poIi t ica I consequences for missing 

production t. .'*,t- -- in -ither dirt! c n -- ar also 

ca tat roph i c. In ,i;.tabl i uh ing pa I ay pol icy and setting 

production oh jectiv-s --- while 99 cavan!; per hectare was 

tfechnically fci:;ii1,., ind '99" war; incessantly drummed 

into the nit i ontl con-;ciou,;ne';'; as. a popular target -

from a National oelf- - uft iciency .;tandpoint, 50 cavans 

per hectare wou I d have b.en an acceptable "tall back" 

position, other thingq'; bteinq egla 1 

Although a 1,0 cavan/ha "MIriua;a no 99- 1! might have 

been ";uf I ici.*nt'" t,, .t tamn national .;elf-:;ufficiopcy, it 

would have been! tar Irom adequato in terms of individual 

f arM-r-product ion ,c ono0inC.7. An income-product ion study 

21"Ma.ana uma 4"' - "It's a bd 99' -- a contemporary Tagalog 
pun for a Mascig.iri prt icip-n,t's crop fitI r,! 

http:on-M1Si.q.na
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conducted in I loi lo in 1972 (and repeated in 1"75) 2 2 

indicated, ftI instance, thit the mor" input-irtensive 

and ex pensive hi jh yo''lId !j ,hn j I) f Ma, n '9) was) 


M.'1M7UMi. W.it; . wnvn AQ'YQ.;U 1.m:,r jq.t !v.on ec__0
 

ni 


cav,111 / ho:t r., 'hi 1,, prof it Able, ircurrJ 


cai . tar t ho, motr, product ion Li [i., I) a 9' 

,n_ np; :rahle 

capital utLy aI; weil a:s ri;k ,xp,),urt,. I tt ,te t, 

; a ; ,f ' '.; r., , ,'r 1,71:.i 1 ;::,;'n' ii'.' , , (ycnrasred
 
to tr. dltior,,,l "l ,w tsp o-loW ottp t m th d:;) for most
 

,: t,qoti,,2 ot tir:-nr:; urti) tr-I" .l r th,.J t _o, .. ,h l , _,1 .. .1-9'? ' Z l; 

,RU, _ "Q'r'2 L" '''. . et:;pitt b tn'- tI-t hrli ca[) i rth 

te,, ;i i ity for r'.-, r:i productiot: 1:on l:; to 9') cavann; 

h n,:7 .. ' ji."Ir,4 n; A,.:;um iri( thot 

Were rt i otil , thi:; t,.rd:; to .upport the hypothe;n;is that 

L;s ic .ecororlic ,:orl r i oil!; -- i.e. "production

p(o ; i h i I It i I':;", "tlpy-d rafitl'' and the law of 

.Q,' -' XIt) . larmer:; 

(I IIin i:;h i iq return:.; -- er ovrr id inq Coris;t ra inrits to 

'Ft, 1t :;S hv. "', . )'l." tI Ivitv tll I t't itt illtv ill 

A . ',. '.',l ' l'+ ,.,.'I ,. 1.1 .! ,! f' , j t t jP ! , 1 1 11 +'!'..I.iv* P " it lt ' .11 a nld 
Pl: ,. lt.,btiltv - ) , : ., I S;,.JIV' t , Im!t,,)10 t'i]iiImpala .\It ['co ln it"-\ .t i I )' I . it I 

IIf I " . i , 'I Fi., h , , , I, t , t Ot. 1,',
" t~, l t ll , .1 .- , I t 1,11.l l fr,.., hm w. l'i,'t, 

, :. ,' -. . 0.1 .itv.. , I . . I. ; ' . (t).rI , 
I I" .t1 ,h l itlt I ' ; a , t [ f111T t '. !t 

? lit. I I U , I ) t . I - t IL! , .. I -, IIl , -I:::, I )r ,l ) ) I tf i,I l' v .in I it, 
;' at i f). tr, l, . I r;,,,Ii:I, ,",v, a ttv ,o,tn I' a il ' ,I ~ mt thhe, 

)',~. ~~~~ .. 1 " ' lit-~~~11 i 1 11 ;1 I.iar ,( t I. U" I )i' l % ,:[ I ' I ll 

,'[~ ~ ~ ti~ % i my,"'. ii) f+* t')l.,a,v*>r. i,]+ -- 't lht i' a(.Il+ rlt oI' v 
+

't|, tV + , t ttl ~ ~ 1-1 " d t+ ¢t al h.it')t . "t ,,in t'.It Cie)ve 
, I t

11 1 h r pr t 11 ,n~,it,. 1' 1'[ o- I I v I, ,I I) I,I£-Lvtt iI CA, Itt t.I:t,,r LIn ith,
-l t I 'm)I 
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higher yields rather than a lack of technical knowledge
 

or crvdit. ',
 

A completeLy independent fLeld study of farmers in 

San Simon, E'ampinja corducted by ont of thi, Si ;ters on 

the Faculty of Acsumpta Technical lliqh Schuol -- using 

10cal cost and production fictors -- computod a "break

even" poinz- at 105 ca/ha with the prevailing Rural Bank 

loans; and 102.28 c-i/ha with "PlSP"2 
-- a relatively new 

source ot z;r:c;;, a i,.01 i 

Althouqh th., nine "Hioaeana 99" was borrowed intact 

from the ea.-!i. r ,ii[ exp,!rimento in Bulacan and Nueva 

Ecija, 99 cavan; Ixr hectare was a feasible micro-target 

for an individual tarm, as well as a Public Relations 

"gimmick". However, it was n1ot a nationally-targetted 

ratio for attaininq Self-sufficiency. At the time the 

Hasaqan, proqram was be inq formulo1ated in the Philippines, 

ci larettt, advertiscrmnts were promotinq the concept of a 

OPn rc i r,otIe -- oft 100 mi limitrs.1 There was also 

I Smitti dlwo:l I at'." tt iI. 
II o / Z2 A ,I, p. rut I t- ,. ;i:; il,.ccnh,.r 

""F, fill. ' . "Iiil.,v i'r I .id , t "v ill 
A 1,11 , tIDiI I.. 1q12. 

Aso1. ' i ;nl '. !, -a mr, k ll,,lc ': n Ec ml .b !I v .' , F i. 0 . .t uIo Il " , ; .I:14i.'.11t o 

, ' .,I iS ' . I i.I , "t , ; ' I L 

1.1, ,>, .l l /of
I cl; I , ' , 1 " ,-'V pe r 1)|l~ il' ,,pe L 

to whlh th. d...in" Is :aper 

],'i.ut har:.ir ; 1.. utnl,* .*ri i- ii id i r it *i fi o l per 

1, . ,lt,,., :,i .1 C ibiu,:;. C'i),diii~tui .0)t I 1 ! "L" i,'qt piolls D . 

i t . . 111 .i 1ii[ lu .iiutifl , tO lIi (It th. tit' VA. ite of lu 

211. b. d . , u i' ., v.u -. Ii.inwiliuV' I l ,.r t iopul;huiCfll'. 
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soMe discussion about round'nq-up the Managana target to 

100 or even 101 cavans, t-' capitalize on this popular 

theme. But "''" -'n out be,:;2 i2 'was "authentic", it 

sounded "ca tchy" , and "Ni nety-n in,o" was cons idered 

nut 1ici-.ntly hcqh +,:;to attract the intoront of even the 

most r'w, ictt mt far.oin -- in eftect, more than double 

prevai I inq y,.ilb;. ] -" 

Aimn l fo a 20!., incr,,mo- , 
-- .,'hen 1,31, would 

suffice -- c ,po excels; ivei, and ij.;certa in I y beyond the 

bounds of "fine tuninq ". but, ,ie.-Ipite the devastating 

con!;equenco; ()I devi at in, econonic dovelopment is not a 

suitable env i onm-.nt fo r 1 programm i nq --proc i.;o as 
c-ri tI11 .15 plll-te I W1:[ ! <lIt- OUt. 

Ihus in :'ottinq production objectives, the palay 

policy-naKer!; had to weiqh what wa ., what was 

what wa,; 1 *.,b[i and what, reali;tically, 
was probable and sus.ta i nab 1 undlr the pre vailinq 

circun2;t ance!es. ThIM; re quired i humnimn tic approach and a 

cultural ;,'ns tivity -- not a mechanicilly analytical 

comtutation. A.; }'r, !;ir ent Marcos himsel f expressed itin 

?w....~5,ltn. ,~pri.:, e,r in deve'tlo)ping hig,'h Yielding gr.ain 
v,.ll*.ties, hd ermph.ialrd- iin his earl ietr r's.arch that a m.rg;inal
Ir.x1 ,iasv .01l.! he o Ilitt I, .t' ,tt,t to i armtn r, -- one .oulld have tosh,,w aI %ini tk ,.,n i .+p: nv.,'wa,r! in pr-l,,, i ityt o p+,ers1+de ,a sma|ll 

1.:7-/ r +t +P s; it . ,,ha v , r .i t.+Zi i 

.
I . F "... 9. The Bl dless Re lution 
p ,-: t!I';., .., ,t . M,+.IAa . .. 'Mi. 1l91 p,.t i. , ' )h ':,,.gr,,m 

ll .. P 
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w.. hav. t, ,otliatr Filipino; ha,- this 
nat ional '.it,,, rhii; '.eakne:s, chis tlaw in 

the charact, ot =r peLp, and that i; the 
u.: cu :l*rmt ;01 t,nm Ir;ar l,I 

In summary, _,! ' ';:tJl e__'Clti_-whi _y,'!,i 	 Uofl -I r.qg 

LQYi-aWfljnl _nari_.w I L-qut fjcncy, given the 

Philippine W.ttiq at that timo; whether "99 

cavans/Iectare" was an appropri aLe publicly-proclaimed 

objective, cannot be objectively determined. 

it w ill be roral1 l that thore 'qr thought to be 

two rmiipi ;, ic :ii. con;.tra .nts to smaII farmer 

adoption of high yielding rice technoLoqy to improve 

productivity in the Philippines:

1) 	 Lack of Extetision aqent contact to provide
 
the tochnic:,l knov-how to the farmers, and
 

2) 	 Lack of Credit to enable farmers to procure
 
the 	 necessary inputs. 

Consequently the t undamentalI policy innovations upon 

which Hasaqana's development wa; structured were: 

1. 	 T.fl: [ere,'Q[lTchri(?igUY -- through 
close identification and supervision of 
participant farmerf; by Production 
Techn ic ian;. 

2. .QlzCQ1et(l__1St~Ult -- to enable the 
farmer to procure the technical inputs
 

which the high yie lding varieties roquired.
 

3 i rm,,:Jr.or Sin',%_; Co,:on -- "a fla fire in dry grass" 
i--i son..hlr to "bid i,'.n ti -ct - It refers to aa*krirn th,. 

ro,.er..1 lv- .u,.2.: ... ;.-! Filip =n, r- zatmite i;ric 'h.rchv .i new ide., 
.shioi, pr, t i -:,' or coleti initially attracts widespread. 

ttthi,:i , ort emUl ,a period time; onlyqq ,T- aim! orionfor brif of 
to b- discit d ald/r i-ntil, ni lct-d in tihe lor',.er tIrm. See: 

Chi .-tv L lhit A;,iron P ,tl., i. L .i.ILtL ifl~ilP a ,2K.- fi'iLi 
C. ,,. Phtiippie .: Ah0, 'nix 

http:lor',.er
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2. VX_1.C11CAL, SUPEI.V T.'fON 

A correlation bet','e-n provincial yields and their 

technician/f lner ,.ti!,; ,hUrini i cr,)p sea,.;ori miqht be 

4nter ,t.: t,; ,1. i nd i cat i L toLht the .o I icy '*as 

a pp rcpr l . * A minimum t rP*.hol If of . 00 -- i.e. 

butter thMin nu-o chanco -- would have to be attained to 

1o con,;idrv, no ininui:ul .Such a correlation stidy was 

ion,- 'i th ':; lt : ; fol low ;: -

TABLI _.F-J- 1 

"I ?fTkE ITYT QF__,VP1RVJION"__ 4D__ I'A[Y_ PRCDUCXIYIT 

PHAS;E R2 INTENSITY OF 
' " : =SU3tW VLSIQIfjY I EL1 

PHASE 1 .013 

PHASE 11 .003 

PHASE II1 .019 

PHAS E IV .007 

P1ASE V .057 

PHAE vi .017 

In effect, thn'r, w-v; a b.nio I utt!I y no correlation (r) 

tI'lln thn;.viriln; oil thit k! y ptrcnjrer.1 po1 icy 

indicl tor iny the . U'haunr;for ()I Proq ran Vi., quivocally, 

t arnr ' jl tf ;t. i t ', t r' t . ly . n,.i L *S',.'n. i I il" 

I) "I f t h.,, 0 : I, k':i I r -I I 1,, Ip dt' ,I'I ;I.t T i a 
'Y" rI1. 11,11t'',inrll n 1S. isi .'".. q rilctl.V ,ilt d, T it-

| II t in 1" cr tl ., 111,II < , ,, ol , fI - . t ,Ul .+I i Wilt 
,1.. 1' I (v" ! t i; I Itd rv,6I t .Thprd -. ror d; t'.! 

I)r', i;" ! ,II tn lI,i.': L +.r pn't.'Ilc I i I Cnl in, i,, n-i, li o )t1, tilt' knV 

,, o , I% ," - ; I 1i I Y.f , v h. I i t i6al I - t |£ nt wi d nn. ve tha.t 
di ., inn <nrt.,,,I1"t "hjtl ', . .. hnthrnr It '-,n ird n'-ni ;i,;n!rt is 
.,l +InI ,'i~ltll~nl,, nht" 
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,,3 It was as though admission to the program 

-- via the technician's certification -- was sufficient 

to generate the higher yields, not the continuity of the
 

potential contact.34
 

This finding is contrary to my subjective
 

impression:; that the production technicians were working
 

hard to assist farmers, and jeneral expectations that 

higher yield!; would result from such efforts. During 

inpl-nentat ion, tremendous emphas;is was placed in the 

MasaqTana Prooram on recruiting, training and deploying 

product ics techniciann to enroll and as:sist rice farmers 

to learn about, and apply the new high yielding 

technology. Yl.t dc.-spito this "oul intentioned, rational 

approach, and the earnest effort; expended by many of 

these technicians;, the findings are counter-intu it ile. 

It can only be concludotd thit -- whttpvr thg Lmilt 

(.ft~~~bibkIl to the Ha,gana 99 Program -- the 

proLuction techninian's anticipated vQi;Qry ou Qontqtt 

rojQ was a n in!; iqn i f i cart factor in the farmers ' 

attaining higher productivity. While counter-intuitive, 

the fact tna: the te(,hnician'"; -supeivisory role is, to 

all intent; and purpos;es , nega ted -- in neverthe less' a 

highly isi,ni ficant i inuling for it leads to an unrors.een 

conclu:;ion - S wi ,1L _. l,., _ L.A j fg , nl (or 

negated the "supervisory intens ity" aspect). 

Or which coul d ave tc.n ra.civ.d. 

3An , prl)r I ,it, inI ,),y milyht he 'he "sqinner" who once 
beli s', I-rv aan, rl,, of (urt.her contact with the prie!;t. 

http:contact.34
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3. C.I{EDL.T 

A ,imi Iar picture emerged frcm conducting 

corre lat ions of "non-col lateral cred i t" 'with 
"productivity' data. Unfortunately, bec...e the credit 

a;; ,.wt of the proqram wre ,;uI tartiaIlly modified durinq 

inplemritation, ch an.yiy;,:; were not f,;ible for the 
nront pa:t. Neverth .. c;, th- resil tt; that "'r; obtained 

aII, indir:. h,.re Thbin. r .';i ;domtraditional v,,a. that 

incn:, , hi I i ty to credit was one of the major 

craItrai tI:,to ;m.i ;al-mr.; adopti.;, modern technology 

to attalin hiqh.,r yield:s. A logjical assumption tlowinq 

from t.hi!; - that thp mo', (wordit provi id per hectare 

(up to a :,;t ), the hiqh r I h, yii'ld i:; lik-.ly to be. 

l o
q,in.;. P'rogm. XL.;_,a c :..i Qul:;._ polijy, 
 in varyinq
 
amount:s, at. (rua.i cost anod etort. Yet an analys is of 

the HI; dat rev,.t ,anothr counter-intuitive f inding -
i . it -,t1 a ar 'io,:: , the amotint of credit per 

hectare, had no dircernibl e impact 
 on fa rmrs'
 

proxiuctivity, ia:;indicated 
in the following table. 
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" -_ PRODUCTIVTITY 

PHASE R2 INTENSITY OF
 

PHASE I .034
 

PHASE II .003
 

PHASE III .000
 

PHASE IV .000
 

PHASE V .015
 

PHASE VI .027
 

Because repayment difficulties were experienced after the
 

first year 3 and many farmers were subsequently de.i2d 

credit, the picture was occluded from Phase III on. 

Nevertheless there was no significant change in the 

latter stages from those of Phases I and II for those who
 

did r, ceive credit. In other words, despite the best 

efforts of a large workforce, and an intensive campaign 

to provide millions of pesos in loans to small farmers, 

analysis of the data indicates the of 

from the s;t ndpoint of both cor;t and benefit -- in terms 

of boosting productivity. Elsa Mateo--Bayani's analysis 

with respect to ;isagana non-collate-al credit -- namely 

that "the negative but insignificant coefficient for M-99 

. I & II 
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area financed implies that the prnurom had not exerted
 

much 
 impact"3" -- al.,;o corroborates the above findinqs. 

These . Undinqg,  atbOt. _ thv ._ xa:ag0___,r," 

fundontntal d-veio,'nt _hypothese2__ rc, iepletely 
Qltrtiry to exp-,tt~gtiv. It s;hould be emphasi::ed that 

the findnjJ.; obti in,, I n, report.d here ir Ha;aqana

";pec i i c. It s;hould not he inforred that these findinqs 

ar. q,'-:rl i y rjplicaible to other a;ir cultural producti n 

proq ramti!1 ,,sowh,-r,,. 

It mus;t I,,- r mnl ,rod that the Mas;a ana ')9 Proq ram 

was, a vrif j , :iuf c,: -- not mrely a public relations
 

feat. 
 The ob jett iv ... idece is that -IL ii L 
a Vh ,jv
,:.!to- goo.,. Q[.:.L, -.u ~ ¢i.h y in .r ,..; .,,u i n
 

j.176 , 
! 

to the point that the Philippine!; bcant a 
rice *,'gltinq lat ion "join in 1977 -- a path t ror, which 

it did not foltvor until 190. :;ince Han;,Naqana'ii twin 

;tr-t,',i, -- int.,rvv iqnt 

follow-up rl far1er:;, aind heavy intsin; i on.; of credit 

w re I1nA; -!ritical factor; 

t nag;eion ruper,,i;ion and 

in inc rea:;inq .;ma 1 farmer 

pro(;uctivity, this; qiv ,O, ri:, to another question. If 
rirvl ,u(T't.;,;'w; riot due to the massive infusion of 

0 H,*H .l' ta -l,'*-'.'.mii "\ SrIiv of tht M.,;,in. 9)P Ri'
' i Ao lt I'' lun n tIt(- Pi l I i pp i ii,;". .i,lis ter ,)f t ji ,t 1 tir.i I[).vl I , cI 'DiOwicsts- r ti i ertar ton. A s;tral ian N.at tial i vt.r!;iMIvI li/Ig, p 1lH lt y. 

IMIqHI n',.%.a di n. i tro".% (top vt at . but [!re wv'tre.~ fiu.C
cit

(,!I hanld ar' v.,[ t uh,. Aval blet ,v ( following, yar. 

vl,lc Jotntu; r the a t . rIh l4Hb lmp rts w.rp iot r.ally
tliu ,ss%'. , Wle w.. p iti ll y mltivlrd -- to inn.urrf an Itii lan 
oftcl,', 1j(,. do rlr ; a criti I -l'clion "arnll!lign prlud 
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extension assistance and credit, to what then does
 

Masagana owe its reputation for success?
 

V - ALTERNATE hitOTMIESES 

Several alternate hypotheses are considered below:

1. PJtQ QL_QR___ _y 

it miqht be argued that the s I ri tL_a _ a.9. 

-it were not effective because they were 

iJ3nu~t .__ p..) . In other farmerwords, 


productivity wouid have risen much higher 
 had they
 

received more intense supervisicn. It was noted, for 
instance, that many farmers complained they did nq see 

the technician 
but once in the season -- when he/she 
approved their "Farm Plan & Budget" and enrolled them in
 

the program. That indeed may be the case. Certainly
 

many micro-anomalies were also 
 noted during
 
'
implementation. I Thus, the lack of correlotion could be 

reflective of this picture.
 

Unfortunately, sin,-e occurrences not
such were 


anticipated, there is no way to recapture and 
segregate
 

these effects quantitatively after-the-fact.
 

39Alth tugh an imrp rti t .a p,-ct. I am *n. fcu;istri; on the
 
irnpact o t p,,grim farm-,r hiL SO
the ,ri the iI ;tniV, th- i .S Stt's 
,,I, t 'xlr d her, Fur the r,.cord, . aide varletv of
'techiicil - , igi .r lti al| "peopl," pr"hlW ms w,-re encourirtered
duringy 1 ra r In addition to difticultie, cited inirnnimrablt, .!;FAC "Fi 'EvalId Trip". uation" arid oth.er operation.al 
In .. ,, r,'pvrt.< .,','cal soc in'lo ,iC.l :tLteIH irlveI OCItrtss I On the

f:,n ;- ,., far , , pr';p.t i ,e. ' ,')x.irupl, Rochellefor ,,.
Ahint..u,r-*> Ailtihot, P9 Vl.11.i,;e an d .i'..i'.,n A ' ,i Masagan.ra 99: 
1fItt lnn the M,ricln. in1 ltrwp..c'It.', Pa ,rs prep.r.d for the 
F.1%,t .,'r Cen t .r. Friv i r n-'et ar id PoI icyY Ivit Itot rit versi t, ot 

} I , Owidit.d. Aloj: ?di 1 brto C. de jeSus, Jr., ":Iasaarna 9-)
[?,1,.lo Slur (.A)" ind, Mas,,:u 99. D,.'.o d.l Sur B)'. 'Iwo case 
s'url!.s- :.:I.in. \,: i v : i-. Of M., ..,i.i rI. 1 3. 

http:Masagan.ra
http:operation.al
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Nevertheless, from 
a praqmatic, subjective standpoint, it 

should 1e ,ppi-ciated that the Masaqana 99 Program was a 

ma jor VQpu ag undertaking, it. the on!,set of tho "hc.neymoon 

period" tetw;Cf, 1':rs dtnt Marcos.; and the maq.;a.-,aka, with 

the tu Il w, iqht of lIhi lippin s Mirt jul Iaw qove nrmontal 

authority, -ind n(.,. to f;raport it. If ihnde',d the 

prooran' [:oI ic;'c; were imcl,_mnted irff toutively in this 

hiqhiv :,anit: - ,u' , :;upprti'.'Ov itu:ition, it !;hould give 

one paurn; , in con:;idorinq r plication -- the prosp2cts for 

-UCCiel ;;"U I a 1l i c at i n t i under I e!;!; favorable conditions 

a re mu(ThIoru r'int. 

Another a!tornzte hypoths;i, is that there were 

adequote fuln;titutsupervision. Some techniciansfar 

with heavy farmer work ca ratios developed such 

suh!;t i t a tr; -- "rip i d reconna i n.sance" , "group 

in:;truct ion" , in! 'd'm':; o d op'' tchnique:: for kee.ping 

in touch with their farmer::, coLpI ed 'with periodic mas,; 

meiet i q G,iryC;. I.'; ;tudied this a;pect of the Masagana 

Prouiram in ;omo depth ' () and noted that ten thou;and Rice 

"Mini" or "Micro" K i to were di ;tr i hut.d to tirmers by 

product i)iI t''chnici, in:; during i'h,.;.e I ,,; t. method of 

extendinq now techn i(.i 1 inform-ition. The .e kit: ; -

des; iqnd to cover on area of 1/200 hectare (i.e. 5 x 10 

cubic lete r! ) -- contained hirih yielding seed vrietits, 

,nd the proper amount of fertilizers, pesticides, and 

herbiciden;, with aint ruct io ns for their us;e. From 

multiple reqre!;sion analysi;, Lewis noted a close 

L.,wis D %s.itatl,.n. March 19,30. 
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correlation Letween the of
percentage Production
 
Technicians and the percentage of farners who planted
 

high yielding varieties.
 

l{ vbetwe.-I,i ha'+, 1 'Ind }i ., XII ,Iss ,ClalcdTil l I ill 1, . l t 'n H v '1h r 

i r T, I .~ rt 3 rn, 

Furthermore, "]a po:;itiVe r,0lati on:hi p was; found between 

fertil izer u:;age- and tot l rice pro duct ion,, . " The 

correlation b, t'.',,n fort ' :i -,.- u:ag, and rict prouduction 

is highly plau-sible, and can tbe ornpirically rfolicated. 

The po; it ievf o !at or,:;h i p be t'-,len the percentages of 

"Production Technician!; doployk-W' and "ta rmer. planting 

high yielding var iet i,;" --- i much more tenuous,
 

howevr, .rin, could< !,-! usrour;
 

Lewis a 1 o oL.-erved a 'no" I t ivye "trick 1e-down" 

effect -! th now technology pr' nented by the H-99 

program to rice Iarmrsrf;, ,;ho were not the main targets of 

the M-99 projran.""I Thus, ',.;Uu, ,,j yion ._fl4 

~~'Ol a 
~ (l~h.'d I~L ~heQt'~t However, 
biicause of the mltilicity of diftun;ion channelf-, after

the-fact there is- no way to .,y;tenmatica lly n;tructure the 
"pro:." ,Ir[A "'co:in." t thi: ; i tuat ion 'o i;olat- the 

Product ion Tchn ic i an'; impact in a meaningful 

quant i tat i ve analys i;. 

4 1 Ihid.. p. /1. 

42bid. 

4]. p. 91.
i .
 



3- WA-S DI SLKHINKIoxiQ MIULTI-HUDIA 

A th i rd lI,. rt,*t.tjt h, p- ti;h,.; ; Lihat intensive 

:;u rv lon ~ '; :i. .. ,.. " ., " corl ti t media 
c a ri1,1i itn, ttran, ri t t,. t t 0.' ti~,.n o q, , . , u IL4, 1y. 

;'s '' ; ' 'I ,T [ 'Ik ;'Il 7*''1I ii

1 1. In . 
, . I.' : 

DC.tI. I II I -I 'I O I ' 'I I h 'i , ''*1. , PI' 

A , ,i - I . , ,-, I y l z -,', "I I , B iI , I i i I h Itht 

unpr . '-c ,I,,t .1 ,:i.. ii. l'h. . W, I ter ThompiJon 

aiuvo~rt -.i ; ilir t1 ,(I-nitit ji !;o-i vie.,i (itL Iw;-; than hitl1f
 

I t; ,t In(, - (I 
 ll ; 

N.it i (,'I I M,t II I'I IIt t I(m (, .11to r ill t rai 1 I i tt i l q 

I '. ': 'I 'I'Jr i I 

Iit and,' , X .'it d the I I-tnl nt ' s 

it ii i' , oI i me r i11 

Intiotv. v t m: - - pi t iu I ar Iy lby r,l o. 

J11i ,.' i , . " ti.,T1.1. I ,, Pri n,)o infir .1 '11 r.cl,. An 

a't,, ,lz,.," .. l "l;7.'i I, . A ii b l1. p 1I*rd t 

. ' I. ' . C A,A .1 h 
i' . tn .1 1 111 .! .I.,I .7 . 11i ,i ,. I , d, t*'.*,l ll,r ll P , I, " 'l '. 'z I. ,, ii", I , } Ifit I.k I ,l . IJ*iru|. 

1 I 1IIk , i l . I ,,rI. , rI , I )A . I. fII'I -it " -,,I. ,f ,,l ~ > tP if, f.Iit.~ i,' pl, l,,.11 
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' ' ! I 'I,I~i~bo'+ It !n-) 11 *. rI~i: C"(1:31111r lul l I 

'.4I+l ,44 t . fl ,'-'i V.:; l! '111l .I1,4.t 

thi. iii ij14;ul pill I t lt .TI r.dII ,I,, 
I t l I,ih,' t rl.'+i t 'tic. 

1. til I4 4, ' , i h I 1.44 r 4'r44144 ,...IV. }+.tlt ) t ' ' ;ll + l 
 ' i 

I'' m, . l " d I 

11.t Iil t I m 

In thO I ir;t Ih~i.;e of tho. theproyJ l, I 78 of 
nation's 2 9i r1d io !;t,i t ion; pi r t i ci pi in Mandi~jand 9t 
in two way~i:

- 14 5 Stat ion ; hit1, d l jI Iiid. I M-9) 
proqra m.,,,' apt] 

33 -tati on, hooked ip to the nationally
hroa~1i ati;t ,t (;44v,,rnf ri-t projr-in Seinla(j,flit) ian.! zj'11i-,ia1.iy d, w.hih' ch ha4d .1 Mii .na 99 
(+()npl+, ,f-it.
 

Thene br.i i.' I-crt -Iri.' -(J .y ;t' Iiyll'' t r. ined farm 
ma n il ' m Iin.t t hnl Ii ; - '"i-rIc 1f-;t #- 1-!; -I)I -' who-- COVe re(I 
ev crythinq Ii,--(I on t .t-li 1-d tr-'ch li-,t 1 ,'IViC! , haird-sel II 

.;P (
t ; , Iprovc-t i-) I iki ts and "!;oap o[f.-rat d r ani.am;" to: on

t -- i lit . ; ind Ili '- ;:;ion,.; of Coi-,rr to IIrmers; as 

4 8PIIrri tt1, oi, 11 '4it444t il t(f ir lin Il v 1 r'vi 
I ;1w: - III4 II 11i;vi,, ',ilt i tV I',i ,,t l,i t tv'.ir litI I It41 

'l - I~*,'ii ,!.!i , (1 if, t41h 1,t, l 4'n. i 1,4 .,I1 T~giilg 

h~itI ,Ii t r r .I-I 
hiL )4 p , "'1 r.4 u t, ,i J,. A r t .il , i
 

j)Pinll+ 74 . i.441.14.4 "'ii l) 
+ 

l4i4,j h l p~ li.+ Pirl',l 4.i~t'I. 

, 44 Fl!i }il i,'1--r.?l r.-lii'.4 l u , r,' ' l t i, i 1i14',; 4114; 'uzJt 

http:zj'11i-,ia1.iy
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well as proaire-s r-ports. " The Manaqana jinqle"9 -. 

pluqqed incs.nsii tly, and -- fortunately -- was,1an in:;tant 

national "hit tt.,.". 

Lew i s a ';coa not., 'with re':poct to the i thit 

r - q, w ., - .it, t It,, - t . 
.i i- , ".1a ,;; ,t . 

i-, tu' 1 1 z tI. ; t'.i it 

I ,, t i 1 I. ,.' - itt i t, 1 .. a 

t , , 
T v I II i I I ' :, 

P L ', i . , I , , I I I t 'r I , t I. I i 

,I ffi.Ia W.''-
Itt i, tht . i,, t+ i m p,aj t o tazat me i bli't 

! I J ,,Y fyd i . aif -- i' I oa" t 1I! h ni i o yII 

I II I *, c 

It 

'.I 

by th I 
it th 

mpttd; if 

. 
aja;t; 

,ath.I 

la, I t t 

r I a:'I :t 
-,ICI 
thL 

taifnI 

I' 
A 
i ,ia t 

,-, l 
Una oa*tu~at y fo 
or! thin media blitz 

If t %chnoloa, cttect 

h, ptilt ,i ahs:t. I,) t..- p t ar n :,. c U lo rt uattelY , for 

c'~I. tO I iwr -))!i p )71 

J; itt Ili iIt . .) IIId Ria Tp v I t at t".r,'t--jl 
al"iI+;,'lFlh11I,tt a,1 I i l I haa.aI II [ " Ja:.:a

al, Rita 
', 

,ia. a.lttnao'. Ita Pi" lrl 2ava.'' ia.;:u'aat' . iaiv ar'[;it' ,a rfhaPt l l al a... t 

1a')t1 IIiI'.a 

alt Nia'; f.,aitaa., Dal.artzaa.rit ait .Agr.'aalituraai LaI aaaafClilllt,1jlol, 

' aa,.1 a I . 'a, .T, . 1 ti I I . I1ai Ph. a pp p 
4 , h i . i,a Iai ttc , , I 

V"\.a. Ittad I .aa; Pa']'iasa , .Mal. i, Ph inat;N Il fll iv P'xpal,.as ,
M,aiah It). ii/g, ati, . ta ~tita inl t.a".i; )i'a',a'ttatl,aal i a a').itaa 

http:P'xpal,.as
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Tb i +; I .I t a ;l.1 f ti -A "rlp r,,'t, '4a I r. . , -, . , :, ,: z !. :,. I 't , a f i,. I 

huyi It My 10 V.Le.I;dhi"qah .t Iv,, d.u ,, -M t t, t h 

c I : t Sc1 I,'t iVP . t'n e ns;:orii 1 t1 '. 1 )or1 

,i re ) Th u"tpIt,tu r j1, . Al- I I ' E.ttKtV dn 
campni t w i , i pll ,c thr , ie 't me.',t l't 
eAt v.l" j.i .. ttit I I .'i'... ,.)'JPtI I 4 ,ctlqlt r"tQ 'i 

+Co.lett~ t , c t"- 1)." r.,0, h1[7.i, ntl .r!+;+;!.tttd 

C~~r1..t.~~ t~~~~tl I C.*'I I l) ' : JIt. ~ a; Ir'I 1' -1il t '' 
h I2IthIe, , 1.. ' ,u;a i tt thlei nl 1tt hih i'li P' 

hypoth(,,:,,,'., 1w't h(' th, :;,rl l ... '.¢ ?t _z :<h i......
 

.' ,I i-urit tiv, Cttl o1t ,htte .ilfltu.J y."' 

,'tn t -dm ., t 1;:il f, Int 11 lilt tLI; r-11it nt 
tocoMnu i"Jrh, tt . I. t,,i:cnuli,,ort )I' m.ii i ,qo;- 'I ['hmn. r,;-.h,,' . e cf..n , ,thL 1 ,* I l) l 1,t ) I I,',-I !It I d effol~ rts,hilL 

t F !- .u,';:,c chl 
H't:I fj 1'.'l:'a it. ,Itz 'ly ain, 

4;U:v-.U z:. - 7":I o o.t-;'I.' eff rts 
ei;I: heP , 'n,.r ttata An ohrth lylnuo c ; t;, "Oataht l'/v on uprf irvini.odnt 

i!iho I o a Irt t d. h , I y Ie r th! ; i ia-,h t ao toe 

ovrt; tat td Uih; U i -t is ,y " bt; cnd t ry dta itc, f raI 

con 1 Ict f hI. 

+In hortck ,t Ir.cl I,2. o). 



A r, I i ted prop Is i tion i1 connect ion with the 

provinciri I mntmemnent asp"i(cts; Md,;, q;~i I .. ; s t ha t 

"S maI II !'cai.lo . .'; r.' o r t1.'1, 1,1rqturlr-

tones'.:" . f h 1 't "ri; I L 1)l !hi~d Ill' I r* I'Llt' I ti,,r !; thit1 

t -Itt I,- ' I" ro 1.1-halJ, t).,-.[ i, I (~; ; /;l h) I ' i 1 cIIlI , t! octtn 

prov :i , "' r. :'', e' i A:; , I 1 u _,tl l,. :, i th a 

m.i rl :Ill, I n rh,' 'l- - ,,r o,' d'.:1 nott,, ...n) ro .rti ':vi 

I'I<QVIAL YI "?,"\A I)AU 'U 

'H I .000 

PH I I . 11 

P91 I II .002 

PH IV . Oy) 

PH V .003 

PH VI .002 

In oth,,r word;, the U. . q[ ,, Lr r , n u dt the 

provincial ievel had c.nc l_,LIt resultsthe 

at tai ned. 



The iqa~anii 99~ P1roqr-amu -- wi th ai boost from~ Palayan 

flq Baiyan -- was ind s;ijr:;s;ful in aitta in nai'tional 

sv I f-!;u ttfi i lercy in ricp ;"o'lct ion. h",their 

ef ft7or ":;- t oth I s. onjoinny fi arn-r! pr,.,duct ion 

surviv, 1' s'p'tiv. of "%ai di;:'::. rnI nuch 

v I~ a 2t".y .1 '' 1"' H. 1 :"):-1 , *. CI-IiIh'. I IyI 0 f 

Il,, i noHn*r'rt por , 1v(. nI: r H , !.(-t 

a'hich :ncu! I aim " - ln&., it tn.. :ia' iw':; i-,r::a nr-i, for 

M. . Wh I I.. ti). h Is I pr , !rn 1 - 1': i ni,,- )' "d P the 

V(*1I' i .. i "I' t thv fira". tA'. ,"''ntwl1 h p,'ubl ic' 

molrp' rmundrvr; th.,c i a i ov' ra thi-n dealref? of 

Ih.lirt1 ~ ) ~ 'AIl I If!.I 11t 

~~~I s.;tt") vn Maaqaria 'iq w~a:; ar'ui in 

ivvsiast ii the nat ion to attain s~ellf-wif ivioncy ina rice 

' J) - VI th'. '4 L'.IHrc.'n Whiato*vr tha' truth 

~:"n in in 1 pr1-, ()1 - fh1 th- a ,-ra 11 1 PA:V(N !A.1 and 

tht, Maa! nX. , cr'' .a. aj,1j - ' ;' & I ':-'ri.i;: - at ~ 1 .at 

the mirq in EXAMNSION oF 11E1'ARAGE PL.ANT1ED) ",Y R ICF, WAS 

'n1E: KEY T()u THY il Iili. A'IlAININ(;:GtiitfC IN 

CPOP YKAU 19'7t1; ri- t simrplIy i ncza se'a'd y iel.Ids; per hecta~re, 
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.5ay j .atiip ated.Tis -einding tuisven
 

more significant because of its counter-intuitive nature.
 

This is not to say that the, higher Masagana idsj were 

unimportant; they obviously were, iaccounting for the bulk
 
of the natio I roduction in 1976. Nevertheless, even 

at the higher productivity levels attained, selfI
 

suf ficiencv would not have been achieved on the i 
he Arae base.. Thus, from this standpoint, the impact 

of the Masagana Program to attain national self
sufficiency in rice production can only be considered a
 

"qualified" success.
 

Progr h iapprntn addition to Marcos's 99Pbresident rasagana

Prhoamis the stuLad Imeda RomualdezMarcos imperiou ly
initiated a separate projec't .. Palayan Xg Bayan (Rice for the


eationp-- encouraging farmers tn existing farmland 
 t (or

clear new land for) rice production. The: basis for her plan 
was
simple the anticipated productivit increases from new land (forexample36 (traditional) to 80 cay/a(19) ee ihrta3h
 
marginal increases that might be obtained from existing and,
 
Althugh this apparent Increase was obvious to PalayAnts supporters,the economics of the situation .. iLe. the enormous start-up costs of

development in order to obtain this new farm production, and the
cost/benefit of a cavan of "new land" palay as compared to the costs
and tenefits of wresting arginal Increases from existing farms were not As Apparent. NFAC and the Department of Agriculture raised

these economic issues, plus the additional concern that more farmers

mnd m're hectarage would dreate further strain on available resources
 
(particularly production technicians and tertiliero) as 
well as
 
create future supply/deaand and price problems for the farmers 
marketing the palay. , ut despite all efforts to dissuade her,*Ma'am' was adamant and Pal ayan ,g Sayan was launched, Despite thu

heavy investment which have been incurred thecosts must (beyond
scope of this studyj at the martin for-new heetarae-ogvided self.
 

STh irony as the marginal analysis indicates -- is 

esfuf P S nwooul n io ouldnot hneMndgoj ha 

aiicjuz. it can only be speculated whether MAsagana (or existingtraditional) farming would have attained better results (i.e. 
closer
 
to the 99 ca/1ia potential) had this new competito/i Program not
entered the lists, Such speculation is beyond the scope of this 
study, as iS closer examination of the complementary charismaticipower and influence wielded by "Ferdinand y Ielda" parallelingof the legendary hero & heroine of Philipine folklore aliakas 

that 
at 

. aganda Istrength and b"auty) -. a legend with which the Harcoses 
were imbued, and sought to perpetuate in the public mind.
 



APPENDIX G
 

SELECTED PHILIPPINE DOMESTIC RICE PRODUCTION DATA
 

FROM TI.i BUREAU OF AGRICULTURAL ECONOMIC:3/ 

BUREAU OF AGRICULTURAL STATTSTICS
 

CROP YEARS 1946 - 1986
 

B G- Philippine Domestic Rice Production
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PHILIPP'2NE DCMESTIC 8!CE PRODUCTION 
BAECONiEAS DATA) 

CROP YR 
 MILLED 
(JUL I- HAS P.A\Vi PiALY YI1.1 P,.L\Y 'i!'*LD RICE 667 
JUN 30) .1L MI N MIt CA CA/HA MI CA CA/HA RECOVERY 
AS OF LfI ONS 0 5GKC. 50 Kc (,44 KG,44 KG XILi 
JUNE 30 ----.. . . . 

1946 1.1 1.63 32.6 19.8 .7.0 22.4 107 
1947 1.9 2. 4.. p .22.2 47.4 , ). - 138 
1948 2.2 224 44., 2.3 50.8 23.0 .3 
194 2 e) I o ) .2 14 
1950 2.2 2.61 52 2 2 6 59.2 26.8 172 
1951 2. 3 2 62 52.,, 23. 3 59.5 26.4 1. 73 
1952 2.5 2.j3 56.6 213.1 64.2 26 2 1.87 
1953 2 ; 3 14 62.8 23.6 /1.3 26.8 2,08 
19541. 2.7 3.18 63.6 2,4.0 7? 2 2 2.10 
1955 2.7 3 20 64 5 24.1 12.b 21.3 2.11 
1956 6/ 4 12.7 3 '" 21''1 1 2. ,7. 2.16 
1957 2 8 " . 2 1' .0 27 2. 21 
195.8 3.,! 3.20 t". '0.13 12.t 23.1 2.11 
1959 3.3 ?,..8 / ;, ! . 83.5 25.1 2.43' 1 

190 3. 3 3 . 7.14.,3 ,'.6 34.9 25.6 2.47 
1961 3.2 3 11 1,.' 23.2 ',2 26.3 2.45
 
1962 3.2 ! 2 88.8 2.583 91 ... .6 21.9 

1963 3 2 3.97 7 .4 25.1 ' .1 28.5 2 62
 
1964 3.1 3.84 16 8 24 8/2 28.? 2.54
 
1965 1 2 3 41 Pi , ,I ,l 6 21. 3 2.64 
1966 3 1 4.o) 81. . 2 02.4 29. 7 2 69 
1967 3 1 !. 09 1 . 26 2 29.9 2.70. ,. 
1968 3 3 4 56 Q 2 ,1/6 13 .5 31.4 3.07 
1969 3.3 . ,4 88 p, 2'. / 1 o.8 330.3 2.93 
1970 3.2 109.? 1 38.7
'4 3 12 3.9 3.61 
1911 3.2 5 58 111.6 ,".14 l2i. / 39.6 3.68 
1972 3.3 (1 ,.6 3'.0 121 u 36.3 3.51 
1973 3 ? . ,I ' .' , 10, t 1? 1 3 04 
1974 3.5 . I 11, 3 3 1 11 ,6 31.6 3 8D 
1975 3 6 5 13.? 3 1,11. 2 3/..0 3.90 
1916 3.7 . 43 128 6 ); 1-.6 0 33.8 . 24 
19// 3.6 , 1. 13,4 1 3; 0 '3 .0 .2.0 4.45 
1978 3.to 2; 1,..,0 .,;C 16. 4 , '5..', 4. 75 
1979 3.6 7 .2 1 .4 .22 170. 1 48'.0 4.96 
1980 3. 65/ 1 30 '.4.1 173.1 50.0 5.05 
1981 3 4 / I1 12"8 2 " Ib 11's.,, 2.5 5.22 
1982 3.' 8 . 33 160 6 ' 18). i 56.1. 5. 50 
1983 3.1 :. M3 146.0 1.9 16..7 54.3 4.81 
18'4 3.2 / 83 156.4 49.4 1/1.1 56.2 5.17 
1985 3.3 8 8! 1;6 2 53.2 200.0 60.4 5.81 
1986 3.5 9.25 1-W .0 . 5-. 210.0 60.7 6.10 



APPENDIX H
 

SELECTFD PHILIPPINE RICE SELF-SUFFICIENCY DATA
 

FROM THE BUREAU OF AGRICULTURAL ECONOMICS/
 

BURrAU OF AGRICULTURAL, STATISTICS
 

CROP YEARS 1946 - 1,96
 

TADLF,_H-1 Philippine Domestic Rice
 
Self-Sufficiency
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PHILIPPINE DOMEST!C RICE 6EI"-S'FFICIEYCY 
(95 kg pker Capita. per Annuml 

CROP YR MILI.ED 
(JUL I- PAL.Y RICE 6 t13)11.1 li'' EC,), MCULjHPE,FCE,;T 
JUN 30) I,'N RECOVERY POIUI-ATIO: R.\T!0 IKGS/ SIORTFALL 
AS OF MTONS MI. MT (M11.1O'NS) 'E'R CAFI[TA) /SURPLUS 
JUNE 30 

1946 1.63 1 C7 18.43 58 -38.9 
1947 2.09 1.38 18.79 73 -23.2 
1948 2.24 
1949 Q 2, / 

1.4s 
I 61. 

19.23 
1o. f 

7/ 
: 4 

-18.9 
-11.6 

1950 2.b1 1.72 20.28 85 -10.5 
1951 2.62 1.73 20.3D 83 -12.6 
1952 2.83 1 S7 21.)3 8/ -8.t 
1953 
195, 

3.1. 
3.18 

2.08 
2.10 

22. 1') 
.2.,7 

94 
0)2 

-1.1 
-3.2 

1955 3.20 2,11 23.5/ 90 -5.3 
1)56 3 21 2 16 24.20 89 -S.3 
195/ 
1058 

1.35 
3.20 

2 21 
2.11 

25.33 
25.8) 

S , 
82 

-1.4 
-13.1 

1959 3.68 2.1.3 26.53 11 -4.2 
1960 3.11, 2 47 27 09 91 -4.2 
196i 3. 1 2.4,5 28.21 87 -8.t 
1962 3.91 2.58 20.06 89 -6.3 
1963 3.07 2.62 29.94 88 -8.4 
1964 3.84, 2 54 30.84 82 -i3.7 
1965 3.)9 2.6. 31.71 ,3 -12.6 
1966 
1967 

4 0/ 
4.09 

2 69 
2.70 

3,.;3 
33 11 

82 
80 

-13.7 
-15.8 

19t8 , 56 3.01 3.,.73 81 -8 4 
1969 4.4 2. 3 35. 7' 82 -13.7 
1970 5.46 3 61 36.69 98 3.2 
1911 5.58 3.68 31.90 1 2.1 
1M/2 
191 
1914 

5.33 
, 61 
5./. 

3.51 
3 u:, 
3 85 

38.9) 
l'o 1., 
41 3 

Q0 
. t) 
93 

-5.3 
-20.0 
-2.1 

19/5
1I716 

5 91
6 , 1i 

3
/, .?2, 

20,42)8'
/,,',. 0,, 1

446 -4.2 
1. I 

1477l 6; /., , .' ,+3. 2i 98 . 
1 18 7 20 4. 5 , 48... 102 7.4 
1919 
1980 

1 .52 
7 ,5 

4'- )6 
5 u5 

?.7, 
4 . 32 

194 
104 

4.5 
9.5 

1481 1 91 5.22 .L..) ,, 1 10.5 
19312 3 3 5 30 50 78 108 13.7 
19483 1.30 -.81 52.06 92 -2.1 
1984 7.83 5.17 53.35 91 2.1 
1985 
1986 

8.81 
9.25 

5.81 
6 10 

5,,.t/ 
56.00 

106 
109 

11.6 
14.7 



APPENDIX I
 

ESTIMATED RICE HECTARAGE OF PROVINCES
 

PARTICIPATING IN TIE MASAGANA PROGRAM
 

JUNE 1973
 

TAB E__/ T Results of Provincial Profile
 
Follow-up Study Compared with BAECON
 
Regional Integrated Area Survey
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Qr .ini!P (000 ) Reyia{. !.1 _ 

NQth.hrn . u.z o1 

rlocos ,'orte 
I]ocos Sur 
La Union 
P'angasinan 
Ca qaan 
Isabela 
Nueva Vi caya 

47.G 
29.0 
42.4 
275.9 
152.2 
157.0 
43.0 

47.0 
40.7 
36.3 

169.0 
103.0 
157.0 
43.0 

0.0 
11.7 
-6.1 

-106.9 
-22.2 

0.0 
0.0 

0% 
42 

-14 
-39 
-15 

0 
0 

Bataa 
Bulacan 
Nueva F.cija 
Pampanga 
Tarla-

Zambales 

29.0 
74.8 

169.5 
84.3 
38.6 

8.0 

26.0 
91.3 

220.0 
101.0 
97.0 

29.4 

6.0 
16.5 
50.5 
16.7 
58.4 

21.4 

30 
22 
30 
20 

152 

268 

Batangas 
Cavite 
Laquna 
Mindoro Occidental 
Hindoro Oriental 
Quezon 
Rizdl 

7 4.o 
32.2 
72.0 
22.0 
46.1 
85.1 
12.0 

75.8 
51.4 
47.6 
61.0 
108.9 
63.7 
16.4 

1.2 
19.2 

-24.4 
39.0 
62.8 

-21.4 
4.4 

2 
60 

-33 
177 
136 
-25 

37 

Albay 
Camarines Norte 
Camarines Sur 

46.4 
27.7 
114.0 

47.0 
19.0 

124.1 

0.6 
-8.7 
10.1 

1 
-31 

9 

Ba sed on disargregation of BAECON Integrated Artva Qu.rterly
Round of Regioial dtra. 
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Prp~vi ngc eitnuc Di lPJ&ng-
QAigiflaJ (OC0sCCeie) L___ _ 

Vjlaypis
 

Aklan 11.37 46.0 17.3 60
 
Antique 38.6 41.5 
 2.9 8
 
Capiz 100.3 71.0 -29.3 -29
 
Iloilo 199.0 199.3 
 0.3 0
 
Negros Occidental 31.6 46.6 15.0 47
 
Bohol 74.1 68.0 -6.1 
 -9 
Neqros Oriental 12.0 14.0 2.0 17 
Leyte 101.0 100.1 -0.9 -1 
Leyt del Sur 10.7 31.0 20.3 190 

Zamboanaa del Norte 32.0 
 t6.5 -15.5 -52 
Zamboarica del Sur 80.0 118.9 38.9 49 
Bukidnon 19.0 70.2 51.2 370
 
Lanao del Sutr 
 77.0 48.7 -28.3 -36
 
Misanis Occidental 20.0 15.0 -5.0 
 -26
 
Misamis Oriental 8.0 5.7 -2.3 -39
 
Surigao del Sur 21.0 51.8 
 30.8 148 
Davao del Norte 31.0 26.5 -4.5 -15 
Davao del Sur 45.0 18.6 -26.4 -59 
North Cotabato 198.0 114.1 -73.9 -42
 
South Cotabato 31.0 95.2 64.2 206
 



APPENDIX J 

TOWARDS A "MANAGEMENT INDEX" 

In t)t t.he Blin d.The on,.-,; i :, it K~. 

1. 	 TAT.[ ;_J-], Manitgcno-nt Information System 
Use - Mean In-2,x Level and Usage Mode 

2. 	 TAUI, _LJ-2 NunLer of Provinces Using MIS, 
and Mode U,;,d 

3. 	 T.A - 3J M:' q.A M!!- lif,, and Mode of 
s ge I)',, v 

4. 	 TAiAL_4_-A Hi:; Utility Index for Masagana 
99 Provincial Hina;aers; 

5. 	 IUJ-1 
Analytical 

6. 	 1 [,'i(J An 
of the M-99 
Crop Years 

7. 	 FI~JQfL_%-_9J 
of Farmer 
Phase VI 

8. 	 rjrQVIk;.J-_4 
of Farmer 
del Sur 

9. jctj j 7 5 
of Farme.r 
- Phase I 


10. 	 IjU_-

lHasagana 99 and the Management 
b)ec inion Tree 

Prnvncia i Program Oft icep Use 
Management Information System 

19V,-l976 

Provincial Program Manaqement 
Enrollment & Firancing Bulacan 
"Appropriate Programming" 

Pr, inc iII Proqram ManagemeOnt 
Lnrollmt,nt & Financing Surigao 
Phiane V "Pragmatic" 

Prcvincial Progran Manaqement 
Virollment & Financing Bukidnon 
"Premature Programming" 

Provincial Program Management 
of Farmer Fnrollment & Financing Zamboanga
 
del Norte - Phose II "Non-Use"
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TOWARDS A "MANAGFHEENT ?IDF.Xn 

. I u , ,all(|d ,ex,- it Ifl lVUL, [y '' II . u 
SonIl n?.ll, ,sib.':: 0'}%T ')Ut c-,:ir' :..i ,,I[+ 

it. u.hone 'u lt ei'..s .t in rimaLtrs 

Ofu kna.. .1 a.' .*, in ,ourtl l:,:t S ,A '.~.:C ¢ ,, , ,[ Al A '1 .C 

This Append i: out!,ne, an approach for measur.ng the 
usa and utj.,i'CZ of a lManagerient intormation System to 
monitor and inpler2nt a De'.'elopment Program. The 
methodology develop-, indices employssome and them to 
revi#-w the av ii lable dric, in order to di scern the
cint_ to whichi Hasaqaria's H1S Wa:. uscd by NFAC and the 
Provincial Program Ofticers, and the Dq/]I1Q in which they
used it. The approach i; still experimental in that the 
indices do not have face validity and have not yet been 
independently validated. Hopefully, this Appendix will 
provide the impetus for further index refinement and
 
similar comparative analyses of Management Information
 
System:(; on,'for otner development programs and projects.
Only when such studies; are undertaken, can the field of 
Public/Development Adzminio-trat ion expand the bounds of 
knowledge and under!.,tanding regard ing th. use and utility
of Management Informat-ion Systems in public projects. 

Considerable skepticism exists in the scholarly
 

communities or Fublic and Development Administration as 

to the utility of Information Systems for monitoring and 

managing public projects. The predominant prevailing
 

concern of the theorists is that formal MISs 


particularly those of the control mode are
-- counter

productive in development project, I because they think
 

1
0i w uld be. if they were used.
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the control structure inherently fostmrrs a prcdisposition 

towards "Premature Programminq," to the detri,,nt off the 

project's objiectiv,.. 

As a d ve o|pn,n t jract it ine r it h c:no;; ide rabl e 

exp .r oli c i1 the Iipl ic.l ot .Iurch w;7.)tn:.,i)n would 

1i ,_ tO di 1,': o;uch ,mpri' ,,;:ion';. dc.,c.,, , :: p : 

Co u n r- I '. ' t '"- ,Cor - ,";t1t ',nn. a C. t M 71i1trI ehlt 

more than j-d to the ,n#oedota 1 i.l kortunit'tiy, 

think sin do )o tter. Tn, H I or.,t on Sys.'r''m,'t;yntem 

for the 0' PFo I ;yi1h-i4 ir:ol .:Af.ift !-:(1rmatlc 

ccentrol HI.; -p,'i l isa I Iv to ii, lanaget.'.icr. monitor 

Ito; pr . ;:. T'h' hIt I ," L!; i I rqrtna';S 

iplemoenttiorn i'; anon.ihle te :I roro ri-oro-ro an, y; of 

this 'Aimen!;icn of Ph. i opr,.q Ar.1n i !,t r-t i cn, and 

p:rov i de; an opportun ity to revi ow and r Iv- th ; sue 

-- at leant in torn; o particular e,;c,. In ettct,ore, 

f r ,m t (:; ,,' !., , .f rt:u;i : ,, l U,,;c:1tc .;; 

.' tuition, I 'ant to rer::u: C tb' 'Yt',l _ v-b i'. _th,_MiS 

.tu ii I J.y - ;d , in-.;tead ot merely 

arlui nq it!; jntnsi__O n tla to extend the bounds of 

human rationality. 

P. I , 11x- ; r. S.d I. R I,. z t t, rrnI Prl;II n ,Il I 
d a''d en S..,. Russ. 1 St ,it . Jr 

' IL L . n I t )on d 1,( io0-- n 1 l 11d L.1 
;..t..v- Pi". :'I rill ; r_ .. ; "-uIg tI! 

LI'z t/iLj I k M., h(l ;,"' L all, ),a l I A 1*rt v1i: "~ iuI . . I4) 
,i i)i I . m .'vl I,:) .,To t r : , I P.'.rI. 1 "n A I rni tiu Process 

A, pr , h.L . . _ ,'' I ,, t mb,. - cc ,,h, r I - . 

' i th , r th I,- .ia!; '. ac,,i s v th :ass,, g,:r 
i, -rr 'm for .hi i t d .is ,ihi ,.i, r 

I 



Despite attainnent ot s -e f-su tti.Aency, M,.'a.qana's 

success'* c.onnot simply t-o attrituted to t .Magement 

information Systen i s an "adm nIstrat ' v3riable. 

Intu t ve ly,.-, ihich ;r, t, n 

was used in an orq1t:,:At i s . 'i rwi r rAl in .,r, then a 

Pri.T !. ;: ;. 11 t 1.' n de ts. th ,: ,i: I:., I Pro rcz m 

Was erhan: .! by th., Man 1qr,'rFV .rermt cn sy:tem. To 

pa raphr amStu, .e must qo . yornd the s'o qi stic 

i . e renc t.a. 

1 .	 M,1 a J.1t,1 

2. 	 A Mar qcert ir;:oL:A.dtsn '.'ste -as used 

3. 	 Thereore, th., MI: wi: at least partially 
re:;sponib', ,, te 

It is aIso corce jv- ',,. tht th,- pro ject imylg't have 

attained th,, nom" l1evl of technical success by merely 

veactivP "muddl ng throuqh."" Untortunatly, nothing can 

be proved , !r1 ispru.., in this rvgwd iwause no 

expr 	 imen- -c'. :: I c e.: ex i;t! d , a., e:;t,!l i sh.ing such 

1 "-:th 'ts.. r"ttm ar eig, elua 1ou !d hove beengroup 

impract :.c . 

A 1thouh h 'heiaqana 99 prcgran is the medium for 

this case study, it is imiportant to distinguish between 

the t fhn ! .- :t%,m ',_ o_ t atii the efficacy 

of its x umvi[ jar9.gnr The latter, of course, is my 

'in "erms oJj_.i ' 1 :' f. , not att .- rm: t)f the 
.rt o f , ,: rn%; , . . :5, - 0. r ym = l ' AC -') 

,, .,,, 	 p ,,'.uIco ,in M:,m; a-im.ith - ,rm . t ind the 
' ftSi1.m ... , 1. f , ') V I n I -I I h t1I .ii, ..- ' C .. I'tI Ve .m1md 

h'id tlm!.1''. a , ..- .!1,-!,;; ',1..:l:,; t:: '. Il pr t,1- . ;. ,mk b-.te r 
hi <. !'I.9I, .1I.,.,!i , mi.i , ;,r: m. I itt:mmi,. -- mr!t .... the M-IS 
was 	 K'-,! 



pr i n3 ry ifoc'us. [)t!;pate! t-ho e I *uai r, of acz the 

eftectivene.o,! o an y program ,s uliaIcat', *tra by 

Jt.-; r', >J!:F -- :;ot .2 " I :uv.,.;- . t if thisit; 'A' ; -, 

r e a d t ho, * n0 M tI r It 1- 1 .71
 

I' ri n! t1.oi . 1 . *it 1- 'n In i 
 I i at u I 

va!uaa. c'h; h th'e MISkm hr'*.t7t 

h A, .'' . :. Ma.-H IalLd a 

I r oqrir. In ~i c!~z:;, "wOiL . the of~at te 

In essnco, yp Icei to Ii' m0.1aethodo logy 

to exam~ine and tou-t my n:.h:a;ta 

!-orrnal b!2 ;upr jnL-tyjA- 2.iraqeri.'at 
Intormat ion/Control Sy!;temoa; are ua-.iful 
ad junct-; to dove Iopment adm in i ;trators 
in "I'roqramid" and Itraaqm-atic" project 
manadlo~mnt enviz-onrmits. 

I want to be ori i.)n;c(,, A)~7t Iv -I y amoI ui i Iu i .ocdlly 

.heher.~'2....................y~.7 M. r'qitding
 
1:ro ioct i', I 1'llj'; .'n--,n . 1a.'o Id ove ri 

0;,'! :; U!;d-t J yV 4. tl 0 71 , a-ultto Ia)m tO'e the ir 
'c; "s0 a t: tI In inq Lthe jrru j-,t 1) i andptt.,k a n, 

!;o, how. 

iz;osI.."I r h, n Frtz terms 

Z ... ; %Ma-. fa I- I '11AtamP I a,:n fi; C- C.ais 
-a . t.- x! :i la..l * ! S. . ei p.-r.ia. I iua:i-t .., I 24 ~ .,'j; l i.*. suchs 1I,,.a 

I; i I. a;~n. ,ii. tevrm is aw. that 
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This aspect cf my Zturly er, cnpI!T- . three r:taqes:

1. 	 Development of .1 Management Index to 
measure MIS use, and utility, 

at O2. 	 A!;,;c:.;Z;nt Jt ho nt . o.! ita L a I 's;( of 

the MIS tothl,L M , ' rnan.-; at0 the 
Na-ir-j' tr~i ,: ,i l Io ,l: ''"*Ind tho 

p q, *.,-I. m tt2!.'I m o, jI0 

3. 	 At r I,;Ai ) t , H!' ' ' mallo,/l-v.-lit qtijity. 
i .- . 111 t con . . U ._" tO qitt3a i1I 

Fronm this exn, i i l(r. cno c-rI. C)n!; r.', dra'.;'n as to 

t1lcn 24? p Z1.ite ,-"- *C formal cort r-o I - t y p,! manaqement 
i n f o r m tion r;y! t-..t- t i , 1; , i, d r'- .....-lh. ctfl 

I - ANALYTICAL i.'R}AMLWLJK FiRi I 7V?1INING 
T.!E MANAG:HEN'r MC|)r 

For the , t u!tud i categorizedpuro . y, 

management sty,_o!; nto di :0r ,.t tied.!;:-

I .	 0Orq i n : , r. " .i. I' ., 

2. Or .mn 't :::, 

Each riane,,;t r- .. ; , its own!-Lv'oach with 

di!;i n ct ' "- :-. .'. dtfinable, r,coqnizable 

'Ittr'but.':; whit-h :,: :;zu: ;, ; it :cm ,t-her !,tyle;. The 

An 	 -i: ; 'a . w 1.'.r it;na:'' .' . r ii; ilc .Who -

-h li 	 e rot I ,'; -'ccei,; u 1 - t-uti 1ize. vv i lable 

S i t-X.r t' evry e r t t a.' rorpi : h the 

projrc i.' L)},.ct lV''s. Av;iulj the proIjr.m pl an -would be 

4:,YVS !.o i' . .v .,t ;-ii r.,: . . it )r:'-i! i ,ti i ;, In1 two ti Ins tance, 



adhered to by a rational manayr -- to the nv:"inum extent 

po-zsible -- whenever MIS teedback repots indicrxatod that 

ovents w.ere not :.- w :r nnr : , ,innd, the 

manager "'ulid be exicd to iemict in one of two ways:

a. "Prc q~~l :.i"" . 

depending u 1Sit ,rvn:,..; ion.on t,. i ot the =i tuat 

a. i'tc rdI - A "'ro rqrammd" mode P; servo

r echa:MiSt w in 
 -th .t , t-r I ur'jwI,- C,--rd n-, ,'n . fffe'ct is
 
oxerc-sod -h,, -. a ivat 
 on t :'n the p",n is; detected,
 

in order to k,,.p tw, po ,:t 
 ",n t: whus,jak". an
 

"ArfroF,ri.it, ,, :,, .j ! :.ro:. 
 . i hih d.,jree 

of c rj rs .r.,-:y ,: u.. I.., .. " :o .-.,I , tr.d prograrm 

plans. 'ror N;: thu; ,i d'; r:ibI ,., fur those 

t ' 

~~~.~~ I')jia iist. t ; on '' -oor..n.rimned"
 

and "r'F:rv; ; ' : Lunav;' is; a1 'oc'jti r
 

It"M Xi *-sr . P: '' 
 ,Ie In node,me [r:om 

o Ir Sf ' ;<', I ' n ,':r ant , ''.'tin ri,;71 t . an(t' 

',.' :..pr t . . * .d.,'r,. . ,, tr , I . -p1 inned 

:511:.' / "-t;.nl It is t,) he14itt;. ion i.'.'d. '.,O-e, rOn a 

: i1,: , 1r 't ,,e , , "ov.?r!;ho tI1lq tr!, tIr,.t" i S 

uu t I y a, .;)dUd rather thin consinc c- y guarded 

iqalnst. 

http:ArfroF,ri.it
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2. 	 OrganiztQral IrrJtir I 

Fcr the purposes of this study, I also identified
 

two categories of undesirable, organizationally
 

irrational, bureaucratic behavior:

a. 	 "Premature Programming", and
 

b. 	 "Non-use" of the MIS.
 

a. 	 19e Premature
idg Programming 

starts out as appropriate programming, but -- either 

because of changed conditions, or a revised assumption 

about the cause-effect relationship which the plan 

represents -- is manifested when a manager continues (or 

attempts) to adhere to a plan even thopugh it is noJong-qr 

aporoDriatQ to do so.
 

b. lio-_s Rational "common sense" to the 

contrary, it is also possible (and occasionally observed) 

that some managers deliberately ignore readily-a-ailable 

MIS information about the project and merely muddle along 

-- relying on their intuition (or data from other 

sources). 

II - APPLICATION OF MANAGEMENT TYPOLOGIES TO THE MASAGANA
 
PROGRAM AND UTILIZATION OF ITS MIS
 

The Masagana program was managed at two levels:

1. 	 Nationally, by the Central NFAC Management
 
Committee, and
 

2. 	 Provincially, by the Provincial Program
 

Officer (PPO).
 

The Management Information System (MIS) was designed to
 

serve the needs of bQth levels in differe0_t ways.
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Therefore, MIS usage aC each level is analyzed
 

separately.
 

a. t.j9nt2j__Rrtit.t : The Masagana program 

was origi.odlly stratified into 43 'Priority' provinces. 

Of these, 14 were regarded as being of 'high' priority, 

based on historical production patterns. For reasons of 

political equity, 0 another 14 "Associate" provinces were 

later included in the program, stretching the avaliable 

resources further, and bringing the total span-of-control 

for national monitoring to 57 provinces. However, the 

assumption throughout was that the priority provinces 

would receive priority management attention in the 

distribution of available resources. 

If the priority system wis adhered to in a
 

programmed mode, one wouldepect to__e__ gjipaLnty
 

eetzer.peroance III th art o th ih Priority 

provLnes. Similarly, the Associate provinces could be 

expected to fare less well than any of the Priority 

provinces. 

b. F In a
 

programmed mode, for the purposes of this study, I
 

presumed that managers at the central NFAC management
 

level would use the system's information to monitor
 

provincial performance and trends in (a) enrolling
 

lORather than technical agricultural prGduction considerations
 

llln terms of oanagement support -- provision of input
 

resources, etc.
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farmers in the Masagana program and (b) in farmers'
 

planting rice, against pre-established plans. When
 

deviations were detected (either over or under target) -

management's role would be to attempt to coerce
 

compliance with targets.
 

Over the three year life of the program -- following
 

a typical irdustrial production-control, target-setting
 

style -- the provincial production targets would probably
 

continue co be increased with each cycle. This in turn
 

would create additional demands for the resources
 

supplied by the central NFAC management staff. In an
 

appropriately programmed mode, supplies would be
 

available to meet demand.
 

a. 1ptonjl PRzorx tice: In a pragmatic mode
 

the QrigiaglP Q_gl L 1 priority desi(nAWus not
 

necessarily adhere to any pre-programmed plan but would
 

Me in re e gqe i-al needs and12 atual__u 

b. F _ _d P1 anim*g: In a 

pragmatic mode, as deviations were observed, and original 

farmer enrollment and rice planting targets were no 

longer appropriate to pursue, NFAC's approach would be 

accept the revised targets and reallocate the resources 

at their disposal 12 from surplus to deficit areas, or 

obtain adoitional resources to meet emerging needs of the 

revised program. 

121.e credit and technicians.
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Furthermore, as the central NFAC managers gained
 

familiarity with the rpalities of the systpm. a rational
 

expectation would be that discrepancies between
 

provincial resource needs and NFAC's 'actual performance'
 

in meeting those needs would lessen over the life of the
 

program. Also, as experience wa:; gained, the original
 

resource allocations and ratios would be readjusted to
 

respond to feedback from field tindings, leading more
 

appropriate programming in future cycles.
 

a. Xttiopgn_>ro ec: Continuing to provide 

a high level of support and assistance to originally 

designated priority provinces -- even if they 

subsequently failed to warrant that status -- would be an
 

indication of premature programming.
 

b. f=QrPrIr .gt and Plantings: A
 

premature programming situation would be indicated by
 

either farmer enrollment or allocation of resources
 

against the original plan while the corresponding targets
 

and quotas were not maintained apace.
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4, 	Non-Use
 

In the Masagana Program, the following occurrences
 

would be indicators of "non-use" of MIS data:

a. National Prir : Any of the following
 

three conditions would indicate non-use of available MIS
 

data:

1. 	C badaies in Centallv-DrovideA 
Rg~or_¢e_ -- i.e. credit and extension 
technicians -- betweeV_._vie ; 

2. 	g£DnirLtL_g shota ge of Centrally-provided 
Resources ;n gL_pirta inces, or 

3. 	Continunta_qssesf of Centrally-provided 
Resources in low prigrityorvyn . 

b. td-21 r~t q: Permitting 

enrollments of farmers in Masagana beyond the capbility 

of the national program to provide resources to support
 

them. This would be evidenced by increasing shortfalls
 

of Centrally-provided resources to provinces in terms of
 

actual enrollments.
 

.2Px__o a-am4M-td- TIrYI 

a. Larr At the 
provincial level, adherence to a programmed approach 

would be indicated by farmers being enrolled in the
 

program to --et (and/or occasionally to exceed) pre-set
 

participant and hectarage targets, providing the
 

-
 Thus, PPOs 
would also have tu monitor plantings, farmer/extension 

agent workload ratios, and loan amounts (as well as 
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timing) provided per farmer, to keep them balanced and
 

within the program's guidelines.
 

b. E-tgen* jQfl9horker jtyn~s Jo 
Collection: Extension workers were responsible not only 

for assisting farmers to get credit and supocvising them 

in the technical aspects of production, but also for 

collecting the loan repayments at harvest-time. Yields 

and loan repoyment data thus provided another means for 

the PPO to assess the effectiveness of extension workers.
 

if a farmer had a high yield but did not repay the loan
 

promptly, it would be an indication of poor follow-up.
 

In a Programmed mode, collections would be made promptly,
 

and further loans w:ould not be made if previous loans
 

were outstanding.
 

a. _it _ n Under a 

pragmatic mode of management, gQal jijU_ adjUs ent__n 

redis _j~_ L o; the avaii erg__euew1ds ppQ 

act aIhi_a t by farmers in plantings, meeting 

locally felt needs -- even if different from the original 

program plan. 

b. t~q!jn qjqr et -w ;i L 

gCcII-.t-n: Under a pragmatic mode, after an initial 
disbursement period, IQIpLQuflt yo _ _ to reflect 

either maintenance of a viable loan/repayment system, or
 

termination of the credit aspects of the prograa.
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3. 	?p.e r.Lng
 

a. Premature
 

Programming would be indicated by attaining ejircilment of
 

the targetted number of rarmers, but inability to support
 

them with the appropriate level of pre-planned resources.
 

b.
 

CQ11 gtSqiv: Premature Programming would be indicated by 

a widening gap between loans and repayments -- both 

absolutely and relatively. This would reflect that loans 

continued to be made in accordance with the plan, 

regardless of the high failure rate in repaying them. 

The following would be indicators of non-use of the
 

Management Information System for both farer enrollments
 

and plantings, as well as follow-up of credit
 

repayments:

1. 	Provincial Activi.e -- i.e. enrollments,
 
plantings, credit rates and supervision
 
levels -- roneijnq_.hjhzardly. withQut
 

tArgets;'
 

2. 	Other reported e
 
problems at the Prvin ijL__yeg_Q1u1in
 
mfailitj, without any apparent attempt to
 
rectify them;
 

[Ibis might also 
reveal a 'hidden agenda' or 'personal

rationalirv' which differed from the officially stated program.
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III - MODEL FOR ANALYZING USAGE OF THE 'MIS' 

A systematic field follow-up study with the 

program's manaaers to verify their different manaqement 

approaches -o long after the fact would be prohibitively 

difficult, time c-nsuming, and exceedingly costly. 

However, a 7easQgn -c p ]t_. ] of MIS usaqe can be 

obtaired from an adinistrative "archaeological dig" in 

a sagana ':- documontaticun, coupled with some creative 

statistical analysis. 

In an agricultural producticn program such as 

Masaqana, actual farming -- planting and harvesting -- is 

carried cut by farmers, not rovernment extension agents 

and others in the agricultural bureaucratic structure. 

Hence, attainment of the program's target levels is not 
directly within ,.he program managers' control.
 

Nevertheless, the official agricultural establishment car.
 

(and dco-. ) prlrv a useful role in the process -- by 

providing the stimulus and facilitating the delivery of 

goods and services to the farmers, so that they can do 

the best job of farmirg possible. Consequently, program 

management performance should have some discernible 

impact on target attainment. Conversely, _o 

or___ iPJ _ fsit iusln_ t _ ofn-b, 

P.or f 0r no er1nj. 
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In the Masagana program, tne six principa.l variables
 

over which program management exerted some control were:

1. 	The ifl __f rier formally enrolled in
 
the Program by the extension agents; and
 
hence,
 

2. 	The _ 

3. 	The Intensity cL Srv_.L0n provided to 
the farmer by the extension agent -- a 
function of the number of farmers serviced 
by a given agent. 

4. 	 The u.ber of PFadiloat~s_ by 
the bank -- on recommendation of the
 
extension agent, and as approved by the
 
Provincia! Program Officer.
 

5. 	The Leve_2fC31Sdj_ per hectare provided to 
the farmer by the bank -- on 
recommendation of the extension agent. 

6. 	 The __ r_d provided to 
the farmer by the bank -- to meet scheduled 
planting needs and other production
 
expenses.
 

The 	data for these variables was either reported in, or
 

can 	be derived from, Masagana's HIS reports. I drew upon
 

these variables to construct indices for assessing MIS
 

use 	and utility, as indicated below.
 

I.I pex- im2*er-eve I P mn t 

Since one objective of this analysis is to evaluate
 

the 	Use of the MIS by the Provincial Program officers and
 

Central NFAC managers in implementing the Hasagana
 

Program, two objectively verifiable management indices 

were developed -- a "Programmed" and a "Pragmatic" index.
 

These were indices which could not only identify the 

extent of use or non-use of the MIS, but also
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14 


development of these indices was based on the following
 

"rational manaqLment" assumptions:

discriminate between the modes of such usage. The
 

a. 	the targets planned for the Masagana
 
program were reasonable
 

b. 	Program Officers were trying to attain
 
these targets
 

c. 	The variables were largely within
 
management's control
 

d. 	The MIS was the Program Officer's primary
 
source of information on program status;
 
and hence the im2etus for taking any
 
corrective action possible.
 

e. 	Given the foregoing, then the~e[geo
 

u of the MIS for that 
variable.''
 

Tao 	key "trace" variables were employed:

1. Number of Hectares Planted
 

2. Number of Hectares Financed
 

In effect, "Hectares Financed" is a dependent variable of
 

"Hectares Planted". Thus, in a Programmed Mode, there
 

should be a high level of correspondence between "Number
 

of 	Hectares Planted" and "Hectares Financed" each
over 


si.. month planting cycle. A Pragmatic Mode, on the other
 

hand, might attain the same (or similar) ends of
 

"Hectares Planted" and "Hectares Financed", but without 

14For ol"'ious reasons, I decided not to label index "MISthis 
usage ". 

15I.e. the closer the actual performance to the plan, the 
greater the likelihood of a programmed approach; the furt,ier the
actual performance from the plan, the greater the likelihood o non-
USe . 



653
 

necessarily following the pre-planned mnthly
 

planting/financing pattern.
 

The 	extent and timing of both of these variables was
 

pre-planned for each participating province over a six
 

month seasonal cycle and was recorded by the MIS. Actual
 

performance was also captured by the MIS's monthly
 

reports. Hence, computation of a correlation coefficient
 

between "actual" and "planned" performance for each
 

variable -- province by province, as well as nation.lly 

-- and categorization in terms of the "Programmed" and/or
 

"Pragmatic" management mode is feasible, and provides a
 

basis for assessing the LtiUty of adhering to the plan.
 

a. l~rqin JJ.__,L _nR$ gh±Qn The 

"Programmed Aanagement Index" was derived as follows:
 

1. 	Correlate actual and pL1Inne performance
 
for "Hectares Planted" for the 6 month
 
seascn.
 

2. 	Correlate tua "Hectares Financed" with
 
Actual "Hectares Planted" for the 6 month
 
season.
 

3. 	Calculate the ercenaqa Achieveme= 
against the end of season plan for 
"Hectares Planted" and "Hectares Pinanced". 
[Penalize Over-achievement in planting 
and/or financing by subtracting the 
percentage of overachievement from 100%.16]
 

4. Multiply each of the two r2 correlation
 
coefficients (from I and 2 above) by the
 
percentage of achievement of "Hecrares
 
Planted".
 

16For instance. an accomplishment of 115Z would be adjusted tc 
have the sd=e effect as 85:. 
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5. Assuming both planting and financing
 
variables to be of equal weight, then the
 
mean of the two products is the Proqrammed
 
Index number.
 

In essence, the formula is:-


Where:
 

r2 [nP] = Correlation Coefficient of Cumulative 
Hectar-s Actually Planted vs 
Hectares Planned to be Planted 

At = Actual (or adjusted) Percentage of
 
Achievement of Planting vs Plan
 

r2 [HF] = Correlation Coefficient of Cumulative
 
Hectares Actually Financed vs
 
Hectares Planned to be Financed
 

Bk = Actual (or adjusted) Percentage of
 
Achievement of Hectares Financed
 
vs Hectares Planted.
 

This produces a Programmed Management Usage Index ranging
 

from 0.00 to 1.00, but only a resultant index of .51 or
 

better is considered significant. 17
 

b. 
 For the
 

Pragmatic situation, the ___R~Q, tag __9!
only LL u 

- of "Hectares Planted" (without penalty for 

over-accomplishment), and _ 

hi~hL- m_';¢,n (over-financing penalized, as above) 

is significant. The mean of these two is thd Pragmatic 

Index. Thus: 

wt-ere C1 = Actual Perce,'tage of 

Achievement ou
 
Planting vs Plan
 

1 'Arbitrarilv selected on a ccaon-sense basis that the 
probAblltv of attaintng jreater th.in .51 is better than mere chance. 

http:significant.17
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This produces a Pragmatic Management Usage Index ranging
 
from 0.00 to 1.00 for jn_ situations,s but again only a
 

resultant index of .51 or better 
 was considered
 

significant.
 

The stringency of the correlation coefficient
 

coupled with the Programmed weighting penalty for over

achievement tilts the computation of these indices in
 

favor of the Pragmatic index. Thus, yhg!e_.both the
 

was aoqiig," 
 regardless of
 
the numerical scores of the individual indices. Where
 

the Pragmatic index was greater than .50 but th Program 

index was .50 or below, thi was classified as "Purely 

Pragmatic". 

C. _emat__ mmjflg: Although "Over

achievement" of planting is acceptable "Pragmatic" 

behavior, 9x j_[jcg -- reflected by provision 

of credit which conformed more to "planned enrollment"
 

than to uaglJ farmers enrolled -- was used as a proxy 

for "Premature Programming", regardless of the 

"Programmed" or "Pragmatic" rating which might otherwise
 

have been calculated by the above formulae.
 

d. No!mlilfs: An index number of .50 or below
 
(i.e. less than a chance occurrence), on 1 
"Programmed" and "Pragmatic" indices is a prima facie
 

indication of "Non-use" of the MIS.
 

18.'ote: where the targets are overachieved, the index can
 
exceed 1OO1 
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Using the foregcLng descriptive framework and
 

indices, I examined the data contained in the 36 monthly 

Masagana 99 MIS reportr.9 for the six production Phases
 

studied. The "Proqramn and "Pragmatic" management usage 

indices were calculaited -- both province by province, and 

on a national basis -- for each of the six Phases of the 

Masagana proqran, then arrayed in various ran!k-orderings 

for each province. 

These rank-orderings were also correlated with the 

three pro',incial priority categories -

1. High Priority Province
 

2. Priority Province, and
 

3. Associate Province
 

to determine how the actual support provided by the NFAC
 

central management staff to these provinces accorded with
 

their originally-stated management priorities.
 

IgF-.a June 1973 - May 1976.
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In summary, analysis of the various management modes
 

of Masagana's managers was approached as a three stage
 

"decision tree" model, as follows:
 

1. Management Mode:
 

a. Organizationally Rational
 

i. Appropriately Programmed
 

ii. Pragmatic
 

b. Organizationally Irrational
 

i. Prematurely Programmed
 

ii. Non-use
 

2. Management Level:
 

a. Provincial
 

b. National
 

3. Indicators of Management mode
 

a. Hectares Planted
 

b. Hectares Financed
 

The decision tree on the following page graphically
 

outlines these options.
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FIGURE J-1
 

MASAGANA 99 AND THE MANAGEMENT ANALYTICAL 

DECISION TREE
 

PROGRAM MANAGE.MENT MODE LEVEL INDICATOR 

High 
V7 Priority 

NATIONAlRCETAL: Regular
NFAC Priori tyAPPROPRIATE 2 -, Associate 

ROCRAT1 Priority 
PROCRA11ING 

.la Planted 

ORGANIZATIONALLY 
RATIONAL 

PROVINCE "Ha Financed 

NATION lip (As 

PRAGMATIC 
\AP above] 

S PROVINCE la p(As 

PniO I la F above] 

MASAGANA 99 
PRO 1" IRA 

NATIONAL- RP 

PROGRAND-IING PROVINCE lla 

ORGANIZATIONALLYV
 
IRRATIONA NA IONAL-' 3 

C APNON-PUSE 
PROVIN"CE-K 1IlF 
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IV - FINDINGS
 

The issues of prime concern are essentially:

1. t al at the 
Central NFAC, and Provincial levels; and if
 
so, 

2. Inyh5_w Maner; i.e. -

a. Prematurely Programmed
 

b. Appropriately Programmed, or
 

c. Pragmatic.
 

ISIAMTAND_ MoQiML-j TY 

J, Central Usage
 

There is ample subjectitve evidence -- as discussed 

in Chapters VI and VII 20  -- that the Management 

Informaticn System was used at NFAC to monitor progress, 

20 Furthermore, as the HIS advisor to NFAC for these three 
years, I was deeply involved in ouch of this activity. For instance, 
Teams were dispatched to spray areas reporting problems with pests. 
the banks rent agetnts to expedite the flow of funds where it was 
reported lagging, shipments of fertilizer were diverted from original
 
consignments to areas of need, and surveys were conducted (arid 
intensive training given) in areas which appeared to be experiencing 
technical, lo&istical, f inancial and/or other administrative 
difficulties. 
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1
provide support and follow up on anomalies.42 However,
 

by examining only the provincially reported data, the
 

usage mode by e is difficult to
 

discern. This is because the program was essentially
 

iP~n _ _atL the level, the
at provincial and variables
 

within NFAC's managerial control were -- for the most 

part -- not reported, or reflected by the MIS. 

Neither the objective evidence from the MIS nor 

collateral subjective information supports a Programmed 

-- cither "Appropriate" or "Premature" -- usage mode by 

NFAC (or other Central Agencies) in managing the Masagana 

Program as a whole, or the provincially dispersed 

production technicians -- in terms of the three Priority 

2 1 1n essence, during the first Phase although the overall 
national goal remained more or less stable, the provincial targets 
were in a constant state of flux. InitiallV, the central NFAC 
Management Commi ttee ,established and assigned cunulative program 
targets to the provinces, although where targets were subsequently
identified as unrealistic, they were re-negotiated and changed. This 
problem of in tial targetting was compotrnded by the uncooperattveness 
of the .. athr -- the Monsoon arrived late in most provinces in 1973, 

ciiitficant 'v d..,vig p!aninrr,. sinult we. lyus', .SA.'\C was still In 
the procests of gathcring data to determine provincial seasonal 
planting 7roiilvs -- a newlv develooed progrim technique engendered 
bv the MI5 B-cause of a number of planting shortfalls during the 
M.y to Cctn, r 1173 pricd, so" provincial targts Were subsequent lv 
exte.ded to a "Phase [I" Other pr.ovinces had theit Celings 
increasod -- so that the total Hasaiana program goal tor the crop 
year Mav 1173 -- April I= -- encompassed one'million hectares. 
"'hile this n target was met, there was still considerable 
variance wit n aid bert%.een, the participating, provinces. As 
prac.rar-'; n1d o erat ioral experience was gained, and central NFAC 
conf idrce in provincial anagement capabilities increased, a 
decentrl ized ".,n.,e.nt by Objectives mode was proposed and 
dbatEd - - ;hereby the provinces were permitted to set their own 
targets rather than the initial centralized directive approach. 
"X:0" was suppo)rted by Secretary Tanco. and formally adopred by NFAC 
for the third, and subsequent poases 
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22
Province categories. Because of the diverse
 
management responsibilities, the available personnel data
 

is inadequate for developing a quantified Management
 

Index for central management. By default -- from the 

collateral evidence available ---one can only infer that
 

Central usage was Pragmatic.
 

2. ProvnciJW lgQ
 

The monthly program progress data reported by the
 

participating Provincial Program Officers (PPOs) 23 to the
 

National Focd & Agriculture Council (NFAC) in the
 
Masagana 99 Management Information System for the period
 
June 1973 to April 197624 was analyzed to develop
 

indices, following the methodology outlined earlier. The
 
aggregate mean Management Usage Indices were as follows:

220ne could reasonably expect that If NFAC discriminated

programxsaticallv between 
these various categories of participatin;g

provincis, th HiFh Priority ones would receive the lion's share ot
attention and resources, while the Associate provinces -.ould suffer
 
from beni ,n nerilect. Exc.pt for the ,
however. there i; no 
 MIS data o01 the redistribution of resources

available to the Centra! izn,.,,,rs. There was no unified control of

the assigrnrit of prDducti,)in t echnicians, by NFAC ner se Most were
assignel t the field oftic,.s of Nat ion.tl Ai,-ncies in the province,
,t;d detail.-d to Zhe Masa;.,rla proran on a temporiLarv basis -
Pri=.ar,Ilv the ?ijreau of Plarit 1rndustry (BPI) and the Bureau of
Agricultural Extension (BAEx) Others were provincial government 
personnel.
 

23Base.,t ,on inforr.,t ion reporte, to them by their Provincial 
Prod.ction TcLncians 

24Consistinrr of 35 monthlv N?'AC sumriarv reports comparing the
technical activities arid prograM ptogress staius of the participating
provirc.-s .- based on a series of pre-dettrmintied key indicators, as 
descrii;ed in Appndix E.
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TABEJ_= 
MAN 91=AN--1TO 5TYI51FIL_0H
 

MdAN INDF-X__L-L_ _5A?]UU$_-AGF__H_-D-


PHASE PROGRAMMED PRACMATIC INTERPRETATION 
INDEX LEVEL INDEX LEVEL of MIS Use
 

1 .33 .97 	 PRAGMATIC USE
 

II .37 .93 	 PRAGMATIC USE 

III 	 .57 1.16 APPROPRIATELY
 
PROGRAIR4ED
 

IV 	 .59 1.17 APPROPRIATELY
 
PROGRAMMED
 

V 	 .67 1.02 APPROPRIATELY
 
PROGRAMMED
 

VI 	 .63 1.07 APPROPRIATELY
 
PROGRAMMED
 

indicating a predominantly "Pragmatic" mode, numerically; 

but -- from Phase III on -- increisingly "Programmed" in 

terms of accomplishment against a baseline program plan. 

Hence, the interpretation that the MIS was generally used 

in an "Appropriately Programmed" manner frcut Phase III 

through Phase VI. A detailcd examination of the data 

summarized by Table J-1 indicates that the MIS was used 
-
aI Qpr[jlteci2 by most of tlaaagana's Provincial Program
 

Officers (PPOs), rather than not.
 

The Management Information System usage modes at the
 

individual Provincial level is, of course, more
 

significant than an aggregate Provincial usage indicator.
 

The number of p:-ovinces falling into each category was as
 

follows:

251.e. Either "Pragmatically'. r "Appropriately Programmed.*
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TAULL-JI=2 

NTUMER OF PROVIQ _U511qH5
 

26 2 7
 
MEMATURE Ei-.
Fl1A MDE APPROPRIATELY ISA eIM 

I 43 14 27 1 1
 

II 43 15 26 0 2
 

III 56 38 13 1 4
 

IV 57 45 11 1 0
 

V 57 43 11 3 0
 

VI 57 45 12 0 0
 

This data is also depicted graphically in Figure J-2.
 

- reflected bv providing credit at 

higher plinn.d enroL W e levels. ratlhr than d&Ill, farmerset" 
enrolled -- wa.s used as a proxy for 'Premature Programm=Lng'.
 

2

2,A low correlation (i.e. an r coefficient of les% than .50) 

on both 'rr..d" and 'iPragrr.ttic" indices was taken as an 
mr1dicItion of ,n)-tis.u" of the svstem. 
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Several observations from this analysis are worth
 

highlighting:-


A. 	 USAGE
 

1. 	The UseoftejQ o1 o
 
JID~n QrLStyom by the Provincial
 
Program Officers w _ yj jgh -
ranging from 93% to 100%. 

2. 	 Qply__ of the provinces at any one time -
and a cumulative total of seven provinces

--	 p~arrys st ione.cli. or~~m$-u o_ 
werenile to u_ as originally 
intended. 

3. 	 While slight, nevertheless -Q-mQ_[in-ti*
 
persistc<l through Phase III of the program
 
-- one and a half years after the system's
 
initiation.2j
 

4. 	 IL_a (86%) of the 
prvP[ ng were pjLQod9 AL_ sjjn. 
However, from the data alone it is not
 
possible to discern whether this
 
characteristic was the determining
 
factor, or even if so, why.

29
 

280he plausible explanation is that those involved were in 
"Assuciate" provinces, and although late in the program, this was the 
first time -hev had participated; Consequently, they were not
slifficiently oriented in the use of the Management Information 
System. Ne.'ertheless, if this hypothesis Is correct, it still only

1lOct on lhe oarne cf Cent ral :FAC Mafaragment s integrating
Associa pr' vincs iti:o th, proram, rather t han inappropriateness
cf. or a deficiency in, the !4anagement Information system. 

2qSpeculat irn revolves two -- Muslimaround factors 1)
officials i, Mir:danao were generally less educated than government
personnel in Christi.an areas; and 2) Muslim areas were generally
opposed to any Marcos government-initiated and/or government
supported program. Thus, some of the program's managers may have 
been recalcitrant themselves to implement the program vigorously.
Even if :hey -ere avid supporters. howe!ver.', program m.anagers, traders 
.rd farmer; lived and operated in an enviroment where they
encountered extreme difficulties on a ily basis -- r-lnging from 
implicit coercion through terrorististic property destruction,
interdiction ot line; of -:ommunication and logistics, and/or crop
confiscation to life threatening situations. Thus the prospects for 
success, at best, were slim.
 

http:Christi.an
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B. 	 MODE 

1. In the initial staas, the usage was
 
primarily Prrn_7ic -- 63% -- rather than 
the more structured Programmed mode which 
many of the theoreticians had anticipated. 

2. 	 A orelgq -- initially 
33% -- i __ L a~di throughout the 
program, although sLqtuaq was in concert 
with, and Le xL.o__ r_ aliq 

3. 	Premature9 _U_._,_ ins_ __w,v,C 

s iq/lJ,_gi tXl Ig_, (six provinces in 

all); and where it did appear, it did not
 
persist beyond one season. (Again, some
 
67% of these provinces were Muslim, though
 
whether this was the significant factor is
 
not determinable from the available data.)
 

In 	 percentage terms, the Management Information
 

System was used by the provinces as follows:
 

TAnLF_J_2 

MA AGA54AM L$__Ui.AIYQODE OF UAGE BY PROVINC 

ERMAE 	 HQP.E NUMBER OF 2~2R= 

Phase I 	Appropriately Programmed 14 33%
 
Pragmatic Use 27 63%
 
Premature Programoing 1 2% 
Non-Use _1 2% 

TOTAL: 43 

Premature Programming: 	 Bukidnon
 
Non-use: 	 Leyte del Sur
 

Phase 2 Appropriately Programmed 15 35%
 
Pragmatic Use 26 60%
 
Premature Programming 0 0%
 
Non-Use _Z 5%
 

TOTAL: 43
 

Non-use: 	 North Cotabato
 
Zamboanga del Norte
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Phase 3 Appropriately Programmed 38 68%
 
Prag/atic Use 13 23%
 
Premature Programming 1 2%
 
Non-Use 4 7%
 

TOTAL: 56
 

Premature Programming: 	 Zamboanga del Sur
 
Non-use: 	 Agusan del Norte
 

Davao del Sur
 
Haguindanao 
Surigao del Sur 

Phase 4 Appropriately Programmed 45 79% 
Pragmatic Use 11 19% 
Premature Programming 1 2% 
Non-Use _ 0% 

TOTAL: 57 

Premature Programming: Davao del Sur 

Phase 5 Appropriately Programmed 43 75% 
Pragmatic Use 11 19% 
Premature Programming 3 5% 
Non-Use _ 0% 

TOTAL: 57 

Premature Programming: Cagayan 
Isabela 
South Cotabato 

Phase 6 Appropriately Programmed 45 79% 
Pragmatic Use 12 21% 
Premature Programming 0 0% 
Non-Use _0 0% 

TOTAL: 57 
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By plotting the variable "traces" from which the
 

"Management Use" indices were developed, distinctions
 

between "Programmed", "Pragmatic", "Premature 

Programming" and "Non-Use" can be visualized more 

clearly. An example of each of these different usage 

patterns is shown en the following pages. While
 

admittedly only rudimentary at this juncture, with 

additional r f i ne.-ent and experience in matching such 

trace patterns with index numbers, these analyses could
 

form the basis of a "Mqanagement Index" science where such
 

graphs could be "read" -- much as telemetry analysis of 

electronic and radiation emissions, electro-cardiograms 

and poiygraph.; are in c moion u.-e t.oday to depict both 

physical and behavioral phenomena in graphic form to aid 
in their interpretation. In the management context of 

course, the objective of such an analysis would be to 

prcf~le behavioral performance characteristics of project 

manaigers for a essnnt -- characteristics which might 

not otherwise otherwi:;e be apparent. 

Manaqement Information System usage was 

predominantly pragmatic i.nnature. This mode persisted 

throuqhout the proqram -- from its birth and baptism 

under conditions of crisis, to the more routinized, 

mature phase -- three years later. However, of 

significance is that as the program matured, the 

programming mode gained steadily in ascendancy. As in 

any large scale experience, there were problems and 

exceptions to the general mode, but these were relatively 

minor and in most instances were subsequently rectified.
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2. 	UTILITY
 

As indicated earlier, if at all feasible, it would
 

be valuable to know the extent to which use of the formal
 

Management Information System contributed to the success
 

of the Hasagana Program. In other words, "what was the
 

Ujtty of the MIS for Central NFAC, and Provincial
 

management?" This was explored by developing a single
 

"QtiLjLty" index.
 

a. CHi~ngngMenr 

Fiist, we need a working concept of "utility" in 

terms of Central NFAC'S management. In essence, it was 

anticipated that during implementation, the Hanagement 

Information System would "extend the bounds of human 

rationality" by providing NFAC managers with a systematic 

method to monitor, follow-up, and support provincial 

program activity. 

Unfortunately, while conceptually comprehensible, 

"extending the bounds of human rationality" was non

quantifiable. In the absence of a "control group" which 

might be used to compare the effect of centraii-.ed 

monitoring and management of provincial programs "with" 

and "without" an MIS, there is no definitive answer to 

how far the bounds were extended. Thus, the actual 

extent of MIS "utility" to central program management can
 

only be described in subjective terms.
 

b. _
 

The MIS was also presumed to have utility for the
 

Provincial Program Officers kPPOs). This, it was
 

anticipated, would be manifested in several ways:

http:centraii-.ed
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1) rIectl -- through the follow-up support 

received from NFAC (as a consequence of the data the PPOs 

furnished them). 

2) DirectJy -- by emulating NFAC's comparative 

analytical practices and monitoring the activities of 

their production technicians more systematically; with
 

highlights of the Monthly NFAC Summary which NFAC
 

provided. (These reports were furnished to several key
 

individuals in all provinces including the Governor, the
 

PPO, as well as selected media representatives. 30 )
 

3) jnirtl ly -- by comparing stanLding% on various 

indicators against other participating provinces. This,
 

it was hoped, would generate introspection, cross

fertilization of ideas between provinces, competition,
 

and ultimately increase productivity. At this level of 

abstraction -- as with Central NFAC -management 


"utility" is still too -vague a concept to assess.
 

This murky picture can be clarified by using a
 

"Management by Objectives" approach and focussing on the
 

"bottom line". The "bottom line" in business is profit. 

Although there is no profit per se in Public 

Administration projects, the bottom 
line can be equated
 

to "performance", or attainment of the objective. In
 

managing the Masagana 99 Program, the provincial
 

30
Althcue;h the PPO was technically in charge of day to day
administration and technical oversihht. the Governors were nominally
in charge of tht Provincial Mas gana 99 Program. and many of them 
took an active Interest in its implementation. During MIS staff 
follow-up visits to the provinces, te Governors often met with us to
review scme of the current program issues outlined in the reports. 

http:representatives.30
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objective was clear -- to attain an average 99 cavans 31 

per hectare from a targetted number of farmers. Thus, by
 

taking the Management "USE" Index 32 and multiplying it by
 

the degree to which the provincial average yield
 

approached 99 cavans per hectare, we have a maninigfnl
 

MIS UTILITY INDEX HIS ANAGE1IENT x Agtul Yield
 
USE INDEX 99
 

The normal UTILITY INDEX range would be from 0.00 to 1.00
 

(i.e. from "0.00" indicating "NON-USE" or "USE BUT NO
 

UTILITY"; to an ideal "1.00" indicating "TOTAL UTILITY"
 

-- with full use and a 100% achievement of the
 

objective) .33
 

The results of the analysis using that index are
 

summarized in Table J-4 below, and Figure J-7 on the
 

following page.
 

TAULI J-4 

M12 UTILITY INC AAPYl ±MANAGERS 

PiI PHL_2 PH3 PiL PHL5 PH 6 

MEAN ./8 .71 .79 .88 .89 .85 

IA cavan is a Philippine measur, of capacity, comparc.ble to a 
bushel. At the outset of the rogram. it was 44 kilograms, but later
 
was increased by .FAC to 50 ki-ograms.
 

3
2-hich is a proxy of the extent of :a-'aFment kqjt of the 4IS 
(incorporating the provlztce's intermediate attairLments in recruiting
and servicing farmers). 

3 3 1n instances of over- achievement in ,argctting (with
prarrrtic usage) and/er higher-than-expectei yields, however, the 
range cculd exceed h100Z. 
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While it is not possible to precisely calibrate the 

Utility Index in terms of desirable levels or ranges from 

the results of a single case example, it can be 

reasonably inferred from the relatively high pcrc:ntages 

attained that the Masagana MIS was indeed useful to 

Provincial Managers during implementation of the Masagana 

99 Program. 

My purpose here "as to explore the possibility of 

measuring the utility of a formal management information 

system as a management artifact for project 

implementation, not to scrutinize the strength of these 

relationships beyond the limits of the available data. 

That work ,;till remains to 1-e donj. To reiterate, the 

prime focus was to devise a means for detectinq the 

, _ t or ILuAsQ of HlL-generated 

data.3 4 Speculation about 'what might have been' had the
 

MIS information been heeded is not pursued (or pursuable)
 

in this study.
 

4"here rement actions did not conform (or were contrary) 
to '!S indic orrsr ,,rd lol, ititerenck.s, it t c that the M!S 
d.ata i Lrr , _,'1 )'. JJ__ I.d in such instances,_.r ' . LJ,__ 
rvgaidl .ss or the tv.chnical out.come on many occasions. for 
i nstaa.ce -- with 1 irted resources. iad 1acking an efficient 
1o ;i s t i c4 1a a, l d vi. .rv 5"'Ste - - Uilrw ers were o ten urnable to 

Sclow- throuih a.-d do w'ha t they knew was needed in a particular 
.3rea 



677
 

CONCLUSION
 

in summary, prevailing intellectual apprehensions 

that Control-type Management Information Systems are 

inappropriate for Development Administration projects -

either because the "Control" aspect will
 

a. stifle middle-management initiative and 
creativity; and/or 

b. give rise to prematurely programmed, servo
mechani!ntic behavior on the part of both 
top-, and middle-level management. 

are not supported by the myriad empirical experiences 35 

of the Masagana 99 Program. While a control-type 

management information system was employed, no pattern of
 

Premature Programming, or even a tendency towards it, was
 

discerzned. To the contrary, a "Pragmatio" management
 

mode predominated initially, superseded by "Appropriate
 

Programming" as the program matured -- under widely
 

varying gecgraphic, technical, social, personal and
 

political circumstances.
 

3 5 No less than 51 individuals with a total of 313 middle
management "experience cvcles" -- i.e. 43 individual middle-level 
Provincial Pro~rai offii crs (PFIOs) rfana ,ers functioning for two 
separateclv, unitquel1y'iPr.,qrammild Phas,,; of six mionths each: 56 PPOs 
separatc.ly progra.j d for a subsequent Phase of six months, and 57 
P1Os for three further six-monoth P'rot;ram Ihases. (During the 3 year
period of the pr:iram undo r studv. th.ire was also some turnover, with 
several PFOa replacr d h' otho., new irdtviduals Thus, this is a 
substantial nunthor of individual experience" scmples.! 

http:separatc.ly
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TRANSFER OF TECHNOLOGY "TIME CLOCK"
 

A LIFE-CYCLE MODEL OF THE DEVELOPMENT
 

AND DISSE4INATION OF INN4OVATIONS
 

FIGURB-Z_ 
 TRANSFER OF TECHNOLOGY
 
"TIME CLOCK" A Life-Cycle Model of
 
tne Development and Dissemination
 
of Innovations
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TRANSFER OF TECHNOLOGY 
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APPENDIX L 

THE PHILIPPINE FOOD BALANCE -- NATIONAL RICE 

"SELF-SUFFIC!ENCY" AND RICE CONSUMPTIOH/1WRITION 

TABKiLK--1 Percentage of Reconiended 
Calorie Requirements met by Rice @ 95
 
Kilograms Per Capita, per Annum
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THE PHILIPPINE FOOD BALANCE -- NATIONAL RICE
 

"SELF-SUFFICIENCY" AND RICE COHSUTMJTION/NUTRITION 

Pice is the staple grain of the majority of the
 

Philippine population. "Self-sufficiency" in domestic
 

rice production is an avowed objective of the Philippine
 

Department of Agriculture, targetted at an annual
 

consumption rate of 95 kilograms per-capita. This
 

Appendix outlines what rice self-sufficiency means in
 

terms of consumption and nutrition levels.
 

Rice has an energy content of 3,630 Calories per
 

kilogram and a protein content of 67 grams per kilogram.
 

(i.e. 18.46 grams protein per 1,000 Calories)
 

The recommended daily requirement of protein is 16
 

grams protein per 1,000 Calories
 

Thus as a staple diet, rice is adequate in protein.
 

At 95 kilograms per annum, the per-capita intake of rice
 

is .26 kilograms per day providing the equivalent of
 

943.8 Calories and 17.42 grams of protein.
 

Comparing the Philippine "Self-sufficiency" level of
 

95 kilograms per-capita pcr annum, with the WHO/FAO
 
1
recommended intake levels for energy, the following
 

percentages of daily Calorie requirements are mpt:

11 h. _x 4- tion - Enery and ProteinR 
Report of a Join: FA0/'.4iO kxpert Group. Rome: Food & Agriculture
Organization FFA0), 1972.
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FJBCEM-iE. C Z5fl 

Categ Y Recommended Percentage of
 

Adult Hales 2,440 38.7 t
 

Adult Females 1,840 51.3 %
 

Pregnant Females 2,190 43.1%
 

Lactating Females 2,390 39.5 %
 

Males, 16-19 2,490 37.9 %
 

13-15 2,370 39.8 % 

10-12 2,600 36.3 % 

Females, 16-19 1,932 48.9 % 

13-15 2,080 45.4 % 

10-12 2,350 40.2 % 

Children, 7-9 2,190 43.1 % 

4-6 1,830 51.6 % 

1-3 1,360 69.4 % 

1 1,090 136.6 % 

The foregoing datd assures per-capita _QIaSvmtjQn, 

Sp j pe__it]] _Jliaj_rv.s as shown in our graphs. It 

take- into consideration 1) milling of the palay, 2) 

with-holdings for a. Seed, b. Animal Feed and c. 

Industrial uses (other than food), and 3) wastage.
 

Deficits are made up by I) stocks on hand (carried over
 

from prior harvests), and 2) importation.
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