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PREFACE

Seven persons contributed written drafts on one or more sections of this
Report. Jerry Silverman served as Team Leader and was responsible for
integrating and editing the various contributions. Those persons who
provided initial drafts for each section are identified in the Table of
Contents and under the heading of each Section or appropriate subsection.

A first draft was presented to the Project Director; the Regional Directors
of NIA, MOH, and NEDA; and Representatives of the Land Bank of the .
Philippines, Ministry of Agriculture and a Land Consolidation Promotion
Committee at a meeting at the PMO on Saturday, June 6, 1981. Following
discussions at that meeting, the initial draft was rewritten by a Committee
composed of Jerry Silverman, Herminiano Echiverre, Gregorio Beluang, Paul
Novick, Oscar Bermille, and Cesar Umali in Manila,

Several other minor revisions were made folvlowing suggestions offered at a
‘meeting attended by USAID representatives and m staff in Deputy Minister
Benjamin Labayen's offio.c on June 10 1981. ' :

L
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I. EXECUTIVE SUMMARY
(Jerry Silverman)

OVERVIEW. Between 1951 and 1979, the U.S. Government, through AID, has obligated -
approximately $132.7 million towards helping the Government of the Philippines
increase agricultural production and the income of the rural poor through a wide °
~variety of Programs (e.g., Rural Electrification, Provincial Development Assistance
and Rural Roads). A major emphasis among those Programs has been, since 1974,
support for a GOP integrated area development (IAD) program in the Bicol River
Basin in Southern Luzon, an area characterized on the one hand by abundant natural
resources and on the other hand by extreme rural poverty. To date, USAID has
obligated $28.4 million for five separate loan projects and two grant technical
assistance projects in the Bicol River Basin. Obligations totalling $46.8 million
have followed from the Asian Development Bank and European Economic Community. "
The subject of this Evaluation Report, the Bula-Minalabac Integrated Aree Develop-
ment (BIAD 11) Project is but one component of this overall effort.

The Loan Agreement providen fot the eetebliohment of a Pilot Land Coneolidetion
Project; the AID financed component of which includes the construction of road
access, drainage and pump irrigation facilities within the 2,400 hectare project
area, as well as the procurement of O&M equipment. Related project components,
including homesite developnent, land consolidation and tenure reform, organiza-
tional dovolopnent treining, and epplied agricultural research, are provided by
‘the GOP, _ Ny

COSTS, The total budget for BIAD Il wae'originally estimated in 1977 at $5.46
million. AID has obligated $3 million. However, the current revised estimate

in current dollars is $9.2 million and it is expected that further increases
will be necessary. As of April 30, 1981, the GOP had already spent $2,375,380;
AID has reimbursed a total of §8, 900 to date. The estimated accrued expendituree
of AID loan fundo eseinet phylicnl work accomplished is $915,000.

LAYS, Becaule of the complexity of the Project, eub-tentiel delayo heye
occurred. An-extension of the PACD from December 31, 1982 to June 30, 1984
is recommended if nine preconditions are met be June 30, 1982,

EFFECTIVENESS OF AID SUPPORT, Cash Flow problems have been experienced in
part because of the design of the FAR system in use. The GOP project staff
judges AID techaical assistance and monitoring/evaluation efforts to have been
adequate and appropriate. However, a conclusion in this Report is that USAID
should have devoted some earlier attention to problems in the organization
development eomponent of the Project. :

PERFORMANCE OF THE GOP. With the exception of delays due to on-going problems
in the contracting approval process, GOP performance is currently adequate,
Earlier problems with the budget preparation/funds disbursement process and the
supervision of contractors involved in construction work have apparencly been
resolved. : .




MAJOR RECOMMENDATIONS FOR IMMEDIATE CONSIDERATION. A total of 28 recommendations
are provided in the Report. The 8 most important of these are summarized here:
(1) USAID should approve s rsquest from the GOP for an extension of the PACD to
June 30, 1984 if nine preconditions are met by June 30, 1982, (ii) at the request
of the GOP, USAID should approve the use of Bicol IAD grant funds for short term
technical assistance to help the PMO in the design of an effective strategy for
Irrigstors' Association organizational development and training, (iii) in view
of project cost incresses, MAR should undertake an analysis of the Project's
current cost structure, (iv) MAR and USAID should discuss alternative ways of
restructuring the current Fixed Amount Reimbursemsnt Agreement; (v) USAID

should assign explicit responsibility to a speciffc person in ORAD to provide
some TA and monitoring of the Institutional Development component of the Project;
(vi) MAR should approve the request for additional funds for subdivision surveys
of Phases I-V; (vii) the PMO should hire one additional survey team; (viii) the
MO should submit and MAR should approve a request to hire a private contractor

to provide land comsolidation lurvoys, conputattons. and upptng services for
Phases IV and V. _ . .
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I1. CONCLUSIONS AND RECOMMENDATIONS
(Jerry Silverman)

The findings and conclusions of the evaluation are sumnarized here. Each is
followed, where appropriate, by one or more recommendations. derived from the
reepective conclusions or "findings.”

The section is divided into three (3) mejor‘ce{7goriee and thirteen (13) eub-
sections: an overview of the BIAD II Project;2’ major conclusions and
recommendations (5 sub-sections); and other conclusions and recommendations
(7 sub-sections). In Section V below, sub-sections with corresponding
headings provide details on which these findinge and conclusions are beeed.

1. OVERVIEW: INTRODUCTION TO BIAD II

The Bula-Minalabac Land Consolidation Project is an Integrated Area
Development (IAD) project that includes a major land consolidation and
tenure reform program encompassing seven barangays in Southern Luzon.

a. Scope of Pro]ect'

The project is multi-sectoral and requires a significant level of
integration at the management level. This is illustrated by the fact
that nine distinct sub-sector ectivitiee involve the direct perticipetion
of 15 GOP agenciee. B ; .

b, Decentralization end Coordination

Manegenent ie decentralized verticelly to the Regional end Project levels.,
. Coordination is effected through a. Composite Management Group (for policy)
composed of the Regional Directors of the 15 government agencies involved
and by assigning personnel from various agencies to a Project Management
Office (PMO). The PMO is under the leadership of the Regional Director of
the Ministry of Agrarian Reform (MAR), the lead agency, and is managed on

a day- o-dey besie by a Project Hennger aeeisned by MAR. :

Ce Desigg Change

The originel Project Deeign has been modified to a eignificant extent on a
number of occasions at the PMO level with regard to phasing and infrastruc-
ture engineering ‘and design.

d. laxs

The original Project Implementation Plan is behind schedule. The original
Project Activity Completion Date (PACD) of December 31, 1982 cannot be met.
The GOP intends to submit an official request to USAID/Philippincs, through
NEDA, for an exteasion of the PACD to June 30, 1984, A major purpose of this
evaluation is to provide a recommendetion in that regard.

1/ The Project abbreviation used by Afﬁ/is-BlAb I11. However, the abbreviation
~used by the GOP is BIDA II. For purposes of consistency, we shall use the
designation BIAD II in this Report.




e. Costs

To date, the GOPF has increased its financial commitmeant to the Project over
the original 1978 GOP Implementation Plan estimates by 74%. One finding of
this evalustiom is thet an additional increass will be required if coupl.c-
tion of the entire project is extended until June 30, 1986. -

MAJOR CONCLUSIONS ARD RECOMMENDATIONS

Due to serious d‘l&yt in p:ajict implemsntation, two contradictory recom=-.
mendations sre currently “on the table” for consideration by USAID/
Philippines concerning future financial support of BIAD II. .

2['

~ (£) Decbligation. Im October 1980, an AID Audit Report=' suggested
that USAID et June 30, 1981 ss& & date by which the Mission should
deternine the GOP's capacity to achieve successful completion of the
Project. If the GOP could not demonstrate its capacity in that regacd
by that date, "ail qualiffed project obligations should be paid, and
the remainder of the loan dechligated.” The smount subject to deobli~
gation if that option fs selected ml& be mf.nuly $2.lt uiluou

‘Motwlmlobnm:m].

tt) No Ex . of December 31, 1982). Byﬂtctnbcrt!l 1982,
mrm i-phmt;tf.ou planning indicates that the USKID financed '
construction sctivity in only Phsse I-& will be totally completed.
Thus, {f wo extension of the current PACD is approved, Ampmjm
obligations should equal spproximstely $I.03 millton; lemius

‘ mzuiuuly $1.9*T ninf.ou tor be deo&ligated.

(5333) m«m«tmwmm' IW» 60! i : 'mecol*in:cnds
to request uest am extensiow of the PACD ts June 30, 1984. l‘hcafﬁaeul
request for an extension is based on the PMO's current estimate that all
‘specified project activities could be completed during the two dry seasons
between now and that date. The most probable result of approving the
request would be zeﬁimueneuz by &ID to the GOP of the total $3 million

ocbligation.

The GOP haw prowided convincing evidence since October 1980 that it has the
capacity to resvlve the problems ciud fnv the AID Audit Repaort. Successful
completion of the Physicsl Infrastructure Development component of the
Project (the omly component. ﬁmm hr AID} can be reasonably expected by
June 30, 198s. However, suc¢ecessful completion of that compoment is not

¥
s

2/ AID/KAG/EA, Meworandum Audit Report No. 2-492-81-1 (October 6, 1980).

BEST AVAILABLE COFY.



aysonymous with completion and roanonably full operation of the Project

as a whole, The Evaluation Team's current estimate is that the Institutional
nng Agricultural Development conponant cannot bc complocod bcforo June 30,
1986,

Bg ommendations

(1) Although USAID need be concerned only with thc quoltton of chc PACD

and how that relates to an estimated completion date for the Physical
Infrastructure Development (PIDD) component of the Project, a decision

in that regard should be based on consideration of prospects for succesaful
completion and reasonably full oporation of the Project, :

1

(ii) The PMO should prepare a revised estimated budgot and 1np1-nontation }
plan for the completion of the Institutional and Agricultural Bcvclopu.nt.‘
(IADD) componsnt of BIAD 11 for lubﬂillidﬂ to MAR and MOB. -

(111) USAID should approve a request from the GOP for an oxconlion of the
PACD to June 30, 1984 if the follawtn; nine (9) proconditiono are nnt by -
the GOP prior to June 30, 1982:

e A specified percentage of all scheduled 1rr13atioa and drainage cons-
truction work 1. conplotod.

@ All PIDD budget rnqutrcn-ntl conttnuo to bo cxpaditioully rclcnscd by
‘ MOB & MARCO. o .

e The GOP has made a final docilion conccrnins whethcr or not Phllc 111
will be deleted fron thc Projccc. ,

¢ The PMO has proparod a now tcvtlod budgcc (1nc1uding cash flow projoc-
tions) for the extension of the IADD component of the Project and for
O&M of the PIDD component until June 30, 1986 and that budget has beon
approvcd by thc MDB Budgct chhnical Services. &

@ The PHD has prcparcd & revised implementation plan for'cho effective
operation of Irrigators' Associations and the phasing out of the PMO
by Junn 30, 1986.

@ The PHQ hll prepared an estimated budgec (in 1981 pricon) for an
' adequate annual O&M subsidy by the GOP to the Irrigators' Associations
following completion of chc Project (1.0., June 30 1986).

[ The GOP has decided how it will finance and administer the o&M auboidy
to Irriga:otu' Associattona. 1nc1ud1ng the designation of reoponsiblo .
agencies. . . : A 2o _

e The GOP has explicitly identified the principal agency responsible for
providing long term support and backup to the farmer controlled
Irrigators' Associations in the BIAD II project area following comple-
tion and operation of all phases of the Project (i.e., June 30, 1986).




e MAR/PMO has identified the type of additional Technical Auin:mce
required for successful completion and operation of the project by
June 30, 1986 and has submitted a request to USALD for additi.oual
grant support for tlut purpose.

NEDA, MAR, and USAID should negotiate suiuble l.auguage for t:hcu nine
preeanditiom. .

3. IMPACT OF BICOL IN'EG!A‘ED AREA DBVEIDP!‘BNT II (BIAD II) PROJECT

The Project was duigud as a pilot and was expected to affect thc resident
population and GOP policy along six dimensions: agricultural production;
incomes; organizational development; health, nutrition, and education; land
consolidation and tenure reform; and integrated area development. However,
significant delays in project implementation to date suggests that only
marginal positive impact on the local resident population can be expected

to have occurred.

a. Agricultural Product:ion

' The extent to which noticeable increases in agricultural production within
the BIAD II project area since 1978 can be directly attributed to the
Project has not yet been determined .2 However, there is strong evidence
that the result of the project when conphtod will be a net increase in
rice product.i.on of 11 341 tons., : N

b. Incans

To date, data hu not yet. been couected upon which a dcfinice conclusion
cen be made coacerning the direct impact of the project on incomes. However,
for the future, depending on the level and terms under which farmers will be
required to amortize comstruction and equipment costs and pay for O&M, the
Project could actually have either a aign:l.fi.cant pooi.t.ivc or negative impact
on farmro net disc:etioury income. ‘ ‘

Ce Or;aninticn Deval.oE ‘ L

The direct cff.ects of the Projcct to date in this regard have been: the
formal organization of a Land Consolidation Promotion Committee; a Pilot
Irrigators’ Association in Phase I-A; seven Agrarian Reform Beneficiaries'
Associations (ARBA); and s comprehensive Women's Rural Improvement Club
for the Project Ares as a whole. Farmers and youth associations do exist
within the seven barangaya in the Projcct Area under normal GOP auspices.

N

3/ A d:l.uel povered pump did provide. nodeut :I.rri.gation service to approximately
30 hectares in Phase I ‘of the project during the first half of 1981, and -
modest production increases might have regulted.
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d. Health, Nutrition, and Education

Since mid-1978, 1,458 men, women and youth have participated in training
programs which included information on health, nutrition, and family
planning. "In addition, 910 farmers have received gsome instruction in
agricultural management and production techniques. A further 41 women
and 37 men have received some form of skills training.

e, Land Conaolidation and Tenut. Rnform

Lessons learned by the GOP from the escalating costs of BIAD II include

the application of two criteria to future land consolidation schemes:

(1) the area should be composed of not less than 1,000 contiguous hegtares
occupied by beneficiaries of Operation Land Transfer ; (ii) the topography
should be relatively flat; and (iii) the area should already have somas type
of pre-existing irrigation system which can be improved ac aubocantially
less cont. ’

'f. Integrated Area Dcveloggg nt.

BIAD 1I was, along with the Nueva Ecija Intcgraccd Area Devclopmnnt Proiect,

a significant departure from GOP policy toward the organization of IAD _
projects in at least three respects: Integration of IAD into a land conso-
lidation/tenure reform. program; the application of a modified Taiwan Model
of Land Consolidation; and the assignment of MAR as the Lead Agency. .
However, GOP policy: since the commencement of project implementation has not ’
ronultod in any significanc replicacion of the BIAD II model.

Recommendation: Tha PMO should writc a . scope of work and 1dent1fy the typc
of technical assistance required to assess the impact of the Project om
incomes through December 31, 1981. Analyses required to assess such inpac:
lhould be roportcd to thc PHO no lator than. June 30, 1982.

thsical Infrastructuro Dcveloggg t "M

a., Current Statuc

" Completion of the'physicqlminf:aac:uctuta deve lopment component of BIAD II -

has been substantially delayed in all phases. The pumps have been installed
in Phase 1 and began operation: on May 28, 1981. As of April 15, 1981,
approximately 39% of this component has been completed in Phases I-A and 682
in Phase I-B. No subgtantial: design changes have been made in Phase 1I.
Substantial design changes have been made in Phase II; from a ground water.
to a river pump system. That has resulted in substantial delays and increased

. costs., The revised design plans for Phase III have not been finalized due to

incomplete development of the initial three groundwater wells and.analysis of
the costs of altermative: systema. Construction activity has only recently
begun on Phases. IV and V. S e : o
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b. Constructiom

(1) The coutractigg Process. The coutncti.ng system currcntly in forcc
continues to cause substantial delays in project implementatiom.

Although MAR and PMO staff have done everything in their power to solve
this procedural problem and a solutiom to the problem was thought by

MAR and USAID to have been found earlier this year, subsequent action

by the Commission on Audit (COA) has added an additional, newly discovered,
obstacle to speedy approval of contracts. That has ruultod once again in
the passing of the 1981 dry season pori.od without cowletton of ncheduled
heavy comtructiou work.

(11) Specifications. Spocifiutim prcpaud by Technosphere Consnlnnu
Group, Inc. are ndequn&o.

(i11) Monitoring/Quality of Work. Honitorins of ccntuctorl pot!omnco
and the quality of work performed has improved ctsnificnncly during the

last six mth- lnd is now jud;cd to be adcquan. |

Iccmndation, The Pro,,cct Lloan Agrcmnt provision -- SOcti.on 5 1 (d) o

which provides that the PMO be delegated authority to emtsr into contracts

does not resolve the problem regarding the comtract approval process. . - -
Therefore, the President of the Philippines should be requested to designats
MAR as an Infrastructure Agcuey under the terms of Presidential Decree 15%4.

o__z'_;auiutioml Dovclgggnc aud Eainig

The PMO does not at present have the knwlcdga roquircd to design & water -
management plan and organize Irrigators’ Associations with sufficient
capability to exsrcise complete responsibility for the managemsnt, opcuti.on,
and maintenance of the irrigstion and drainage systems provided by BIAD 1I.
This {s not & criticism of the PMO nor anything for which its staff should
be blamed.

A total of approximately 2,165 men, women and youth have been provided with
various types of training by PMO staff since mid-1978. No serious problems
appear to exist with the amount of training being provided nor in the methods
of imstruction used. Rather, the most serious problem is the appropriateness
of content in terms of the specific farmer organizational structures to be
created and the technical and managerial skills faruu will md to opcutc
thc systems for vhich thq win bc rupomiblc. ' .

&. Fuut-Benefic.tariec. 'mc content of farmer training to date is best
characterized as providing an oriemtation to the Project rather than
specific technical or managerial skills. Since the specific number,
area scope, and structures of IAs have not yet been determined, the
limitation of training to general orientation has been appropriate. The
task at present is to determine the structure of farmer organizations.
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(1) Compact Farms (CFs). Although it is possible to provide treining to
ad hoc groups of individual farmers, it is more appropriate to defer such

treining until specific CFs have been organized and then train their
members together as a unit.

(i1) Irrigators' Associations (IAs)., No decisions have yet been made

concerning the number or specific management structure of IAs. Several
important and complex queetione should be answered before such decisions
are made. The Evaluation Team's estimate is that a process including

~ the design of training and organizational structures for adequately
functioning IAs cannot be completed for all areas until June 30, 1986 at
the earliest. Because activities could begin in Phase I-A during the
next few months, it is important to reiterate the point that such
activities should not begin before adequate design work has been completed.

vb. Rural Improvement Clubs (RIC). These groups composed of all married women

within a barangay, exist in all geven barangays in the project area. A
conpreheneive BI@D II RIC Council vas formed on March 26, 1981.

Ce Youth Clubs, Two youth clube dividing the 11-15 yeer old age group and -
all single persons 16 years of age and older also exist in all seven
barangays in the project area. However, a comprehensive BIAD II Council
has not yet been forned. T : ‘

'Recounendetione

‘(i) At the requeat of the PMO ahort term Technic 1 Aeeiatence should be

provided to the PMO as soon as possible to help th em in their effort to
design an effective IA organizational development and training strategy.
The initiel TA inpuc ehould be provided no later than November 30, 1981.

(i) On-Fern Weter Managenent Tteining ehould be poecponed until decisions
concerning the: organizational structure and assessment of menegement and
technical skill requirements of IAs are made, :

(111) The PMO as an integrated backstopping organization should remain in
exietence until at least June 30, 1986. _—

(iv) At the euggeetion of some PMO staff, consideration should be given to
a repetition of the Organizational Development Workshop conducted in the
PMO by a team of consultants during October 1979. The reason offered by
those PMO staff members for repeating the workshop, which they think was

valuable, is that a majority of senior PMO staff positions are now occupied

by pereons who were: esoigned to the PMO after the workehop wvas conducted.

Financial Anelzeis iﬁ-“

According to the initiel GOP Inplementation Plan (1978), the total buﬂgec
for BIAD II was originelly eetimeted to be 149 162, 010 (-$6 554,934) _

4/ The Project Paper (1977) estimated $40,957,500 (=$5,461,000).




Of that total amount, AID has obligated $3,000,000 in the form of a loan
to the GOP. However, current revised GOP estimates are that total project
‘costs will now reach $9,202,264; assuming the project is completed by
December 31, 1983. This represents an increase of 407 in total costs

and 74% in the amount of funding provided solely by the GOP. These costs
include an extremely wide range of activities, within the context of an - -
IAD, beyond those normally associated with am irrigation system (refer to
Table 2, p. 52 of this Report). As project activities are likely to extend
into 1984 and btyond additional fimciug will be necessary. '

It is apparent to the evaluation team thct the curreat ?ued Amount Reim-
bursemsnt Agreement (FARA), which structures the disbursements of AID loan
funds against completed and functional infrastructure components, has been
a partisl source of the cash flow problems faced by the project staff in
its dealings with the MOB.

Recommendations:

(1) In view of project' cost increases, MAR should undertake an analysis of
the project's curtent coat structure. '!hu mlysts should detemm

!

® the specific ehmnts and- reum fot cost 1ncr.aus by 1tu,

. tlm typcs aad levels of project couttuction, uterinh, and O&M
costs to be amortized by farmers in the project area and the
levol of futum i.rrigation fees, and : :

o the amount of amy poni.ble suboidiu roquired to ensure opention
' aud uintonance of thc urigation fnciutiu.

(i1) MAR and USAID ohould ducuu nltemttvc ways of ustructuring the

. current Fixed Amount Reimbursement Agreement (FARA). An amended FARA
should reflect recent changes in project design and fncil.ttate disburge-
ment against wotk cmhtcd by projcct contractors.

(111) A new hydrologtcal study ohould be conducted in order to vnl:ldate
present eati.mtes of pump electricity costs.

OTHER CONCLUSIONS ARD RBMBATIONS o
7. gffect;venegg g_g AID Noa-ﬂ.nancial Sum

a. tafﬁ_t_ag

The number of USAIDIPhi.lippine: staff residing in Naga City (vith respon-
sibilities for the six separate projects comprising the broader BIAD IAD:
financed program) has declined significantly since BIAD 11 was i.naugurated
in January 1978. At that time, USAID/Naga consisted of four direct-hire
Americans and ten Filipinos. With the departure of the BIAD II Project
Officer Engineer on May 30, 1981, current staffing consists of one American
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direct-hire Development Officer, one Filipino.Civil Engineer and three other
Filipino support staff. For the first time, the BIAD II Project Officer is
now a person residing in Manila. As a result, the Filipino civil engineer .
employed by USAID since 1978 in Naga City will be primarily reeponsible for
dey-to-dey monitoring of che Projecc.

b. Technical Assistance

" No long term American or Filipino technical assistance personnel have been

eeeigned exclusively to the BIAD 1II project. However, the Project Officer
resident in Naga City until mid-1981, a Filipino USAID civil engineer, and
the USAID Development Officer have: provided on~-going consultation and advice

to the PMO. The current judgment of PMO staff is that the TA thus provided:

has been appropriate and effective. However, on-site participation of USAID
personnel in BIAD 11 has emphasized almost exclusively the Physical Infrastruc~
ture Development side of the Project. It is also true that the PMO's percep-
tion of USAID involvement is that the Mission has been "mostly concerned
about their money" going into physical construction and, therefore, thet it
has empheeized project nonitoring rether then TA. ' ot A

In addition to the TA mentioned ebove. USAID hee funded a totel of epproxi-

. mately & person months of short term, intermittent assistance by foreign

consultants involved in such activities as eveluetion, ground weter explore-
tion, end reviewe of weter reeourcee. = : : e :

Ce Monitoring[Eveluetion

This eveluetion ‘supports the judgnent of AID'e Auditore that USAID'
monitoring of BIAD II hee been "exenplery."

,,,,,

However, in terne of formel 1nterin eveluetione, performance has been leee

than ideal. Only one interim evaluation has been conducted (June 1979) in
addition to an audit report (October 1980). A deficiency in the USAID (and
BRBDPO) formal monitoring and evaluation process with regard to BIAD 1I has
been the almost total neglect of substantive assessments of the Inetitutionel
end Agriculturel Developnent conponent of the Project. .

Nevercheleee, the Office of Rurel and. Agricultural Development (ORAD) of
USAID/Philippines should be commended and urged to continue its current. _
approach to joint project evaluation or monitoring which emphasizes utility

- to project management and OJT experience in the evaluation process by PMO

staff rather than an external audit approach That approach is described
further in Annex A of thie Report._ S - S

Recommendecions.‘fi“?“' o
(1) Following the arrival of the new AID Project Officer,a new Scope of

Work should be prepared for the Filipino USAID/Naga Civil Bngineer which
recognizes his 1ncreeeed reeponetbilitiee regerding BIAD II.
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(i1) With the continued involvement of the Filipino USAID civil engineer
residing in Naga City and the part-time services of an additional Filipino
civil engineer consultant on contract to the BRBDPO(to be financed by an
AID grant), USAID TA and monitoring of the Physical Iafrastructure Compo-
neat should not present any serious problem. However, with regard to the
Institutional and Agricultural Development Component, USAID/Philippines
should assign explicit responsibility to a specific person in ORAD to
provide some TA and consistent monitoring focused upocuny on organiu-
tional development and tuining upects.

(111) USAID should provide additiml appropriate grahc funded TA in such
areas as water management tr‘n:l.ni.ng and organiuuoml development.

(iv) USAID should ensure--to thc extent thu 1: hn the wthori.cy to do 80~--
that a joint "formative/process" evaluation or assessment of BIAD II takes
place every twelve months until final completion of the project and the .

- dissolution of the PMO in 1986. That activity should be directed toward
developing an evaluation capacity within the PMO ~of use to Project
Management. Care should be taken that these evaluations place equal
emphasis on the activities of both the Institutional and Agricultural
Development and Physical Infrastructure components of the Project.

8., GOP Management Structure - S
Organizational Charts are provided as part of the more detailed discussion
in Section V, Subsection 8., In summary, the Ministry of Agrarian Reform
(MAR) serves as the lsad Agency, with participation of fourteen other
government agencies at the Regional level. The management structure is
based on the principle of decentralization of authority vertically to the
Regional level. As an Integrated Area Development (IAD) Project, coordina-
. tion of the inputs of vnrioul govcrmuut agencies il an equally important
 principle. / S el : ‘

a. gntioml L-vol

" The Minister o£ Agutun hfom hu nnpomtbuity for provtding national
level line management and support for the Project. The Bicol River Basin
Cabinet Coordinator (currently the Minister of Public Works) has responsi-
bility for coordination of natiml level support by various ministries
and zovormnnt agmi.u.n - -

b Regionnl uvol o

The Bicol Rngional Ditector of MAR is the designated Project Director of .
BIAD 1I. He is assisted by a Project Management Office (PMO) under the
leadership of a Project Manager who is alsc a MAR officer. A total of 54
persons are currently assigned to the PMO on either a full or part-time
basis by 8 different agonctu.?.' Another important mechanism for integration

?_/ Another 65 persons serve full tims and one serves part-time on either a
contractual or casual bui_.l.
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" and coordination is the Composite Management Group (CMG) consisting of the
Regional Directors of GOP ministries and other agencies; plus representa-
tives of other offices. This constitutes a sub-element of the Bicol River
‘Basin Coordinating Committee. The CMGC has been active and effective,

The Program Director of the Bicol River Basin Development Program Of fice
(BRBDPO) 1is both a member of the CMG (BIAD II project specific) and has
the task of coordinating all ten IAD projects in the Bicol River Basin.

A Regional Bicol River Basin Coordinating Committee, chaired by the BRBDP
Program Director, is the venue within which broader inter-agoncy concerns
and ilnuoo are addressed. : '

¢. Future Structural Changoo'

Current plans nca:o that soon after the completion of the Physical Infra-
structure Development component of the Project, complete managemsnt,
operation, and maintenance of the irrigation system will be transferred

to the Irrigators' Associations (IAs) and the PMO will cease to exist.

The Evaluation Team believes that the simplicity of the "plan" is unrealistic.
Although the IAs should have the fullest possible responsibility for the
irrigation system, it will require continued GOP technical and financial
support and technical assistance. Thus, some agency will be required within
the GOP at the Regional level to provide that support. In additiom, the -
transiticn process from PMO control to IA control and GO? aupport wi11
require careful oonaidoration and design. ' _

Roomndat:iom :

(1) Tho GOP should bogin as soon as posciblo to opeoify the Regional
agency(ies) responsible for providing financial and tochnical oupport to
the IAs follouing the abolition of tho :

(i1). The PMO and/or MG should begin as soon as poosible to design an
implementation plan for the. transition fron PMO control to IA control and

GOP lupport..

: (iii) The PMO should retain ultinnzo authority over each irrigation oysten

- for at least. two cropping seasons prior to turning the system over to an
IA. Further, it should continue to monitor and assist the IA in a support
pooition for at least one additional year following tho turnover.' S

9, Effectiveneal of GOP Hanagenent J
: ..__a.‘ National Level .

The twin conCopts of decentralization and coordination provide the fundamental
~ conceptual basis for the management structure and functions of BIAD II. = The
evaluation team attempted to assess three dimensions of national level GOP

commitment to theae.two concepts in the contoxt of the project:
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‘(1) GOP Financial Support. Current GOP &llocations to BIAD 1I through
December 1983 have risen 68% over the orfginal estimate (1977 estimate
#41 willion; current total budget = P69.2 million). However, apparent
cash flow problems limited the CY 1981 budget to ¥F18.5 million (=$2.3
million) and that limit is expected to be applied in CY 1982 and 1983
as well, .

(11) Vortical Control or Suggort. With the exception of a very strong
control orientation over the contracting process, the Central Govern-
ment has practiced a remarkable degree of support for--rather than
control over--the Project Director and his PMO staff. As currently .
operating, with the exception of the contracting process, the commit-
ment of the GOP to a decentralized system characterized by initiative
from below and support from above goao far beyond limplo thetoric., It
is a model of its type.

(111) Horizontal Coordinaéion and Coogération. Because of the decentra-
lized nature of the project, this function has only hnrginal inportunce k
at the national level, E

b. Regional Level - ‘

Effective functional authority has--in moot reopectl--be.n docentralized
to the project level. In that context, chu Evaluation Toan attemptod to
assess performnncc along three dimcnsionl'

(1) Horizontal Coordination and Coogggﬁtion, The CHB operatoa cffec-

tively as a supportive policy coordination group. At the operational’
level, the PMD successfully 1nt¢grltch the personnel and functions of
.. several Government agencies to a :lmdrkable'degreea '

(11) Exercise of Delegated Authority. The PMO has seized the authority
delegated to it and exercises that authority to its fullest extent.

The exercise of that authority at the project level is most impressive
and is at the heart of effective implementation.for ‘8 project as complex
as BIAD II.

(111) lnvel’of Energy of'Alnignod Staff. It is evident that the majority
of PMO staff members devote much more time, energy, and creative thought
to the implementation of BIAD II than is normally the case among civil
servants, Evidence for this conclusion is provided by the fact that- the
Project Manager and eighteen other members of his staff actually live in
the PMO. and various staff members can often be oblorved working into the
evening on project related tasks.

E mndationg

(1) Approvul of an additional budget commitment sufficient to extend the
construction phase of the Project through completion in June 1984 and
" finance the other operations of the PMO through, at the earlielt June
1986 should take place no later than June 1982,

BEST AVAILABLE COPY
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(11) A high priority should be given by MAR and the Cabinet Coordinator
of the Bicol River Basin Development Program to continuing efforts to
decentralize maximum authority to award contracts to the Composite
Management Group (CMG) and/or the Project Director. This will apparently
require ‘the President to designate MAR as an Infrastructure Agoncy under
the terms of Presidential Decree 15%.

Land Consolidation and Tenure Reform

B gurvozu, nggufationl, nﬂd‘uaggigg

Progress in ourvoying, ccnputing, and mnpping the ontirt projoct area hll
been significantly delayed. To date, the four steps required to complete
these tasks have been completed only in Barangay San Ramon (300 hectares).
Only the first two of those four tasks have been completed in the other

six barangays. At current staffing levels, the PMO now expects that the
remaining tasks can be completed for the entire BIAD II area--on a phased
basis-~by October 1983. However, if MAR approves a recently submitted
request by the PMO for supplsmental funding to increase the pace of surveys
and mapping, the PMO expects to be able to accelerate the process and com~
plete. thic work: no lator than April’ 1983. (L.e., 6 months earlier).

b.‘ COnuolidation and nnlocation :
To datc. no land han ynt bcon concolidatod 1n thl oonso of n.w ccrtificatoo

of land transfer (CLTs) or Agreements to Sell being issued nor has there
been any relocation in the sense of actual occupation of new land by farmers, -

- However, according to current PMO expectations, the first such occupation of

nev land should occur in San Ramon during this year. Organization of farmers
into compact farms ranging in size from approximately 19-25 hectares will take

place following relocation.. . These compact farms, consisting of ten farm house-

holds oncb.,nxc ozpcé;cd_;q'lcrvu as integrated production units.

o C, ngg Titling L

The tclulnco of CLT| and/or Agruannntu to aall cannot occur bofor. nurvcying,
computing, mapping, and assignment tasks are completed and the documents

‘“"rcquircd for review by the Bureau of Lands are fully prcg,rcd by the PMO

 1Recommnndat1ons}

“staff and, in turn,; are approved by the Bureau of Lands.=’ In practice, it

. is expected that farmers will occupy their new farmlots before titles are

actually issued, This might result in some reluctance by farmers. to move
from their old' farmlots without some form of certificate guarnntocing thcn

'[titlo to thoir new farnlota priot to the 1|nuanco f thc CLml.

(i) MAR should approvu the requested cupplementtl funding requircd to incteanc
the pcce of surveys and mapping, and o _ S _ .

(i1) MAR might considcr idauing some- tyyc of non-official preliminaty--but
detailed--title descriptibn to the farucrs as soon ‘as possible following -

6/ Because of tho differenc regnlationa under which the three large estates in

_ the BIAD II area were expropriated, residents of San'Jose and Sagrada will
be issued CLTs only following a determination of the amortization costs by
the Land Bank; the residents of the other 5 barangayw in the area will be
issued CLIsgby the PHD oh behalf of MAR without such review:
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completion of the survey, conputati.on, mpptng, and aaaignment proceaa in
each phaaa. : o

11. _llomeaite Development and kelocat ion

a. Improvement

As of June 1981, improvement of Home Lots has been completed only in
" Barangay San Ramon. Mapping and assignment of homelots has been completed
in Barangay San Agustin; although physical improvements have not yet begun.
Work on homesite deve lopment in Barangays San Agustin, San Isidro,.and San
Jose, scheduled for 1980/1981 has been delayed due to the reallocation of-
fundo out of: current budget to l’haoe V conatruction of roado, 1rrigati.on ’
channels, and drainage. ‘ L : . '

b Rolocati.on -

Improvement of homelots in Barangay San Ramon was completed in '1980.

" Ninety percent (90%) of the farm families of San Ramon have now moved to
their assigned homelots., The remaining 10% are expected to complete their
move by the end of 198l. Contrary to the statement in the Project Paper
that "relocation is voluntary, and {f a farmer is reluctant to move no
form of coercion will be used," the project design, with its comprehensive ’

- land conaoudation requirements, has & built-in imperative for the reloca-~

" tion of family homesites.  Therefore, functionally, the:PMO operates as if
relocation is obligatory:z-/ -This policy that farmers are:obliged to move ‘
is not, however, dacked-up by any specific sanctions {f they defy the policy

- and refuse to move. Nevertheless, PMO staff do not inform farmers that they
have the option to remain where they are, -The Promotions Committee in each

- barangay is used to apply oocial/peer preaaure on any fani.ly which. 1nd£catea
any reluctance to relocate. SR

Parmers who have already relocated have not yet received the P300 ($37.50) -
for the estimated expenses of repairs and replacement of parts and materials
resulting from the movement of houses as originally specified im the Project
'Paper. The current PMO budget does not provide for such payments and none

are programmed for the future.: -In any event, current estimates are that the
real. coat of auch 8 nove to the famer hao eacal.ated to approximatel.y n, 000.

»' Recomendat 1ona :

(1) The M/IADD ahoul.d conduct an. objective survey of farmers' attitudea

to relocation in the six barangays in which relocation has not yet been _
initiated, This does not mean, if negative attitudes exist, that plans for
relocation should be dropped or changed to any significant extent. However,
‘ farmers' views should be ascertained for purposes of planning motivation
programs and some changes in deaign might be warranted based on those views.

‘4
oy
{

t g . .
b s

7/ An exception is made for peroona living i.n a houae constructed before 1974
if its. origiml cost ‘exceeded $10,000. 1974 is the cut-off year because,
from 1975, persons within the area were alteady aware of relocation
requxrements. R % 2 . : e

Ll
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(i1) Promotion campaigns and instructions by PMO staff should indicate that
relocation is, in fact, voluntary. If the services provided and the other
advantages to farmars resulting from relocation within a developed community
become manifest, recalcitrants can be expected to follow eventually.

(111) PMO staff should determine the actual costs of relocation incurred by

farmers and consider reinstituting an increased payment provided to farmers

‘to cover those costs. The costs of implementing such a policy for the project
- area as & wholo would be approximately F1.2 million (= $160, 000).

12, gglicd Qgricultural Research

The third trial coa.on,ic underway and the fourth and final trial is
scheduled for the 1981 wet season. These trials actually began during the
1979 wet season and were targetted for completion during the 1981 dry
season., Due to lack of irrigation water; howovcr. trials could not be
conductcd during thc 1980 dry season,

1. Fam Lgvcl Inconn and Credit

a. Income

A:discucstonfof.tho potential impact of the Project is included in Section
V, subsection 3b of this Report, The current amount of net discretionary
income currently available to fttm‘tl has not yoe bcon—a.ccrtaincd by -
Pm .t‘ffc . :

b. mruuuon' of Land

Under the terms of land reform, the value of loans to farmers for amortiza-
tion of redistributed land varies by estate. To date, most farmers have
been in default on th8se payments for over five years. However, no sanctions
have been applied to such farmers and none are planned for the future.

c. Production and Commodity Credit

The first production and commodity loans were given during 1980, Farmers
who are in default on amortization of land payments are not excluded from
the production and commodity credit program. The hope is that production
and commodity loans will result in an increase in incomes sufficient to
1nduco farmers to bcgin repayment of the amortization costs of the land.

Recommendattons.

(1) LBP and MHS should give serious consideration to expanding the credit
program to include financiug of individual.comstruction of houses on new

homelots.

{ii) The PMO should undertuké a~household incomes survey.

1
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I11, THE PHILIPPINE CONTEXT
(Jerry Silverman)

Overview:: Aggroech and Conetrainte to Develogment

The Philippines is plagued by many of the generic problems associated with
the concept of underdevelopment, some of which are:

e Disparities between urban and rural areas and between outlying regions

~ in access to and the use-of modern technology, private sector capital,

" communications, public sector agricultural and. non-egricultural infre-
structure, and off—farm enployuent opportunities,

e A widening gap between the rich and poor in terms of income, retention
of capital, heelth and nutrition, and occupational rkille, ,

e Less than a critical meee of the populatian in a vieble niddle class;

e A declining real value in overell investment cepitel from sevinga, in
large part due to quantum increeeee in energy costs; _

° Out-migretion from underproductive rural areas to overburdened urban
centers (fueled by perceived economic end eociel diaperitiec end rapid
population growth). 7

e Uncertainty about the Government's commitment to or its. ability to
sustain adequate levels of financiel aupport for the current epproech
to. developnent efforte.

Nevertheleae, the Governnent of the Philippinee has made a concerted effort

over the last ten years to increase personal. incomes and reduce class and
regional dispetitiee by emphasizing programs which increase the number of
small-holder owners of agricultural land, the production of that land, and
off-farm employment in lebor-intenlive, regionally dispersed, and export-
oriented induatries. ‘

The BIAD II Project Area: Environnent and'Natdral Resources

The Project Area 1is charecterized by.

. Veriable and undependable rainfall reaulting in heevy rains and floods
 during the wet season and inadequate rainfed water reeervea during the
"dry" season (February through Mey). : _

o-'Primerily level topogrephy with eome rolling portions and eloping areas
‘ near creeks and’ rivers, :

e Sandy cley loam to clay loam soils conlidered to be very good for paddy

rice and highly responsive to good management practices but which make
tillege for diversified crope extrenely difficult"




.-® The Bicol River, which during the driest months diacharges an average
of approximately 20,000 liters of water per second per day; and

o Severdl varieties of grasses om t:he approximtely 14% of the total
land area.not cultivated.

3. The Rural Poor: .'Soc:letx and Economy in the BIAD II Project Area

The overvhelming majority of the approximately 1,300 farm families living
in the BIAD Project Area (consisting of approximately 5,200 persons) rank

~ among the poorest members of the population in the entire country. Net
out-migration (primarily to Metro Manila) is only approximately .28% which
does not oif-ut the natural populat:ion growth rate of apptoximtely 1.7%
anuually...

This has ruultcd i.n a decline in both the lovol of agricultural production
and real income on a per capita basis and extremely high rates of unemploy=-
meat, underemployment, and indebtedness. Within the Project Area itself,
there is no manufacturing activity and savings and investment by any signi-
ficant percentage of the popuhtion u for 111 practical purposes.
non-existent. o

However, it is also evident that a signtficant increase in the number of
small commerical activities has occurred during the last three years due
to the completion of seversl secondary roads and the presence of large
numbers of project persoannel and construction crews. This co-lotcial
activity is mostly in the form of mll sari-sari otoru.v

All but el.even (11) of thc peroons now faming in the desigmted project
area are former tenants or squatters who will soon receive title to farm
and home lots ranging in size from a minimum of 1 hectare to a saximum of
3 hectares. Although it will be illegal to transfer these titles to anyone
other than one child following land comsolidation, there are some indica-
tions that the tenants om a few of the smaller parcels (half hectare or
less prior to land consolidation) are transferring functional rights to the
land-~-although not rights to title~-~to some of the more prosperous farmers
within the project area. Prior to completion of surveys, the current .
estimate is that the average size of the eleven (11) owner operators'
 holdings is approximstely 6.5 hectares; a s:lze which t:hoy will be auowed
to retain (minus 121 for Right of Way). - ,

" There is no curronr. ‘dats on the number of private pump irrigation schemes
currently in operatioan nor the number of hectares being irrigated in that’
manner within the Project Area. In 1978, forty-nine (49) of these systems
were identified. The standard organization of these schemes involves a
farmer/pump owner within the Project Area selling irrigation water to his
neighbors. The rated capacity of the pumps most commonly in use ‘provides
sufficient water to krigate ten (10) hectares. However, experience

1/ For the period 1960-1970.



23 \

demonstrates that during the "dry" season, sufficient water is available

to frrigate only six (6) hectares. Therefore, it is assumed that since the
level of increased production resulting from participation in these schemes
is significant only in the production of a second.'dry" season crop, parti-
cipation in the schemes is also limited to a maximum number of farmers equal
to those farming land the total hectarage of which is a mltiplo of six
times the number of pumpa avnilable. . , o ‘

The above diaculcion suggest two factorn which might provoke toaictnnco
among & few farmers to irrigation and land consolidation once the full
implications of it are understood by the farmers. Pirst, informed
speculation among MAR personnel within the project area suggests that some
farmer/pump owners attempt to use control over their irrigation source as
leverage for functional control over the land of neighboring farmer clients.
Land consolidation would probably result in a disruption of those functional
arrangements, Conversely, if former pump owners and private irrigation scheme -
clients are grouped together in the sams compact farms, it might affect the
functional authority relationships within that compact farm; even in the
absence of the former private pump system. :

Second, the assignment of farm lots under the terms of the land consolidation
program might result in significant disadvantages for those who have aiready
gained functional control over--although not title to--the extremely small
parcels of other marginal former tenants. Thus; resistance to land congoli-
dation might occur anong some of the richer and, perhnpo, more. 1n£1uontia1
farmers.

The potential resistance to land con-olidation for the reasons cited above
would be in addition to any resistance which might arise on the part of
poorer farmers. Such resistance could be expected as an automatic conser-
vative reluctance to move off of familiar land with its historically derived
emotional attachments; regardless of the economic benefits which would
objectively result. Some of the implications of this for the information and
‘training programs of BIAD II are discussed in Sections II and V, Subceccionc
5 and 10 of this Report. : .

4. Rural Develogmant in the BIAD II Project Area: Government and Participation .

Significant efforts have been made by the GOP to mobilize the population of
the Philippines. These efforts have consisted primarily of creating compre-
hensive mass organizations which include within their total membership every
man, woman, and child over ten years of age. A major component of the Project
is to assist in the development within the BIAD II project area of both stan-
dard organizations sponsored by the GOP throughout the Philippines and other -
organizations which are specific to the Project. However, mobilization per
8e is not a synonym for participation nor 1is participation a synonym for
farmer initiative. In those terms, despite a high level of farmer participa-
tion prior to the actua} decign of BIAD 1I, the level and type of farmer
initiatives since 19772/ in design and implementation has been low. The
overall designs of the land consolidation scheme, physical infrastructure
component, structure and function of Irrigators Associations, and content

and objectives of training have been mandated by GOP officials at the

Regional and PMO levels. It is currently believad by GOP officials responsible

2/ For a discussion of fatnnr-beneficiariea initiatives prior to the design of
BIAD II, refer to Section IV of this Report.
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for implementation of the Project that, givem the current level of development
of the farmers within the Project area, they must first be mobilized within
organizations and controlled through them until such time as--through training--
the farmers can take over with support from GOP agencies. Thus, the process is
seen--although not normally articulated this way--in terms of a sequence from
mobilization by the GOP through control and training to eventual self-suffi-
ciency and !uitiative by faruta suppotted by GoP tgencicl. e
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IV. PRE-PROJECT HISTORY
(Herminiano Echiverre)

MAR Initiativ '

The Lend Reform Program of the GOP, as implemented in the BIAD II project
area, involves a three stage process: estates acquisition, redistribution
of titles to tenants (and, in some cases, squatters), and land consolidation.
Prior to the initiation of BIAD II implementation, the first two of those
stages had been almost fully completed. Thus, land reform had occurred;

land consolidation had not yet. teken place. .

- a. Estate Acquisition

The initial land reform program of the GOP consisted merely of acquiring

the land of large estates through expropriation or negotiated sale and giving
title to the land to those tenants who had actually been the tillsrs. The -
BIAD II project area had: previously consisted of three large Estates: Lirag
Estate (Phase I-A, I-B and III), Hernandez Estate (Phase IV-A and IV-B) and
Silverio Estate (Phase II). These three Estates were acquired by the GOP at
different times (Lirag in 1958; Silverio in 1965; and Hernandez in 1972).
mudnmtMlmewﬁimuhmethurduuﬁuﬁtouuMeuuu
for each of those areas.= /" One result was that the terms under which former
tenants repaid the GOP for the land and the amount farmers were required to
repay varied considerably. Nevertheless, the area encompassed by the BIAD

Il Project had already existed as a contiguous Land Reform area for several .
years prior to the inception of the Project. o v :

b. Redietrtbution of Titlee

 The trenlfer of lend titlel or- Agreement to. Sell certificetee hed been

largely completed by 1977.. Tenants were eligible to receive ownership of
the land which they were actually tilling under the terms of tenancy
agreements up to a maximum of 7 hectares. Thus, the farmlots remained
essentially as they were prior to land reform. Most farmers had title to
wore then one percel end mnet of thoee were irregularly shaped,

Perellel to the lend reform 1nit1et1vee, the GOP sent lcedere from various
sectors of the local society to Teiwen in order to observe their land

reform progrem.

Folhuing their return, they recommended that the Government consider land
consolidation as an additional facet of Land Reform. In 1973, the GOP
decided that transfering the ownership of the land from landlord to the
farmer would not alone result in a significant improvement in the socio-
economic situation of the tenant-farmers. Thus, land consolidation was
-a further necessary step in the Land Reform Progrem.

1/ Lirag Eetete was ecquired under Republic Act 1400; Silverio Estate under

Republic Act 3844; and Hernandez Estate under Preeidentiel Decree 24.
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c. Land Consoclidation

The desire of MAR (then known as DAR) to share in the development of the
Bicol River Basin encompasses the largest number of land reform beneficia-
ries in the Philippines. MAR (then known as DAR) inevitably had a signifi-
cant role to play in any development efforts in that area. Thus, MAR
accepted the responsibility of eaubliahingahnd conaolidation projec: wil:h
the following objectives: ,

e To test the &ccqﬂ:ibtlity of vhnd. cmolidatton within the Bicol Regiou;

¢ To determine the cost of such a maiv&_undertaking in the Philippines.
MAR persomnel at the local level suggested that in order to test the

fessibilicy of land consolidation in the Philippines, the Project should
encompass former estates scquired through various lsws. That was a major

_factor in dccuion' cmtning thc dcﬁniticu of mmrutc projcct

bound“ ies.

In May 1974, the uiautcr of MAR inviud t‘u-: and buangay lccdcu
residing in thc baramgays of San Ramon; San Isidro, San Agustin, Matsoroc -
and San Jose to discuss s proposal that the land comsolidation project be
established on the lamd of the three former estates. The response was
considered promising. Thereafter, at meetings with farmers, the project. .
proposal continued to be discussed in order to get first-hand information
and suggestions. These meetings were factnuué through coorduu:ioa

with local m representatives. -

In the latter part of May 1974, howevct, the pro ject. propoul vas ahost
rejected at the matiomal level 7ccm ofzcritical publication issued by

an independent research group.=’  Nevertheless, local representatives of

MAR and MLGCD continued to meet with farmers and collect data which indicated
to them that land consolidation would resolve various problems following the
land reform program. Thoee problems included: Iow levels of farmer interest
in new development efforts; boundary conflicts; and s high default rate on
land amortization payments. It was belfeved that, because farmers' participa-
tion in those meetings during which land consolidation had been discussed was
high and land amortizatiom payments had increaseds although only marginally,
during the period of time those meetings had occurred, a land consolidation
program would um as s catalyat fot the cchieveaent of broader development
objectives. ' : _

USAID Involvement -

. USAID assisted MAR by paztieipating in the preliminary study of the land

consolidation ptopoaal aud the drafting of a dcveloynen: pl.a.n. As part of that

%/ Frank Lynch, S.J. and Robert Salazar, "?arurs of the River Basin Land Consoli-

dation Project Area: Nowhere to Go But Up = = = and in No Hurry To Get There,"
$SRU Regearch Series No.6, SSRU and BRBDP. : _
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assistance, they provided grant financing used to send eight GOP professionals
to study various aspects of land consolidation in Taiwan for 45 days. That
training was coordinated by the Land Reform Lincoln Inctitutc of the Republic
of China, . ,

The most significant conclusions those GOP officials brought back from Taiwan.
concerned the functions and responsibilities of Land Consolidation Promotion
Committees; Marketing Systems and Irrigation Association Credit facilities;
Records Systems, and an approach to the design of rocdo,irrigntion, and

. drainage networks which deeply involved farmer participation. Those same GOP

officials participated in the preparation of a semi-final plan, created a .
land Gnsolidation Promotion Committee in the project area, formalized the
establishment of a Project Management Office, and 1n1tiatod the devclopncnt
proceac within a 100 hcctare pilot area.

When the prolininary plann vere finalizod AID invited a group of Consultants
from Taiwan to review the plans and guidolinaa and design an on-the-~job
training course for a larger group of GOP professionals. . The end result

of this training was the adoption of a slightly modified Taiwan model for
the Bula-ninalabac Land Connolidation Project. ‘

Bcncficia;x Parttcigation

The early pre$IAD I1 acconpliohmnnto of the Project Management Office
involved significant participation by farmnr-bnnafict:nio.. That partici-
pation included: ‘ o

e Organization of a Land Consolidation Promotion Committee within one
months time; ‘

e Joint participation by govntnn‘nt tochntcians, farnnrn and youth
orgnnizntiono in data-gathoring activitien,

e s.ttlon-nt of Land titlc and boundary disputes,which normally drag
through the courts or other judiéial bodies for a decade or more, by
the Land Consolidation Pronotton Committee (at a rate of two or three
cases per mccting), :

¥ Relponlibility for deocriﬁing the concept and intent of land consolidation

by the Land Consolidation Promotion Committee through a rcgul.ar mectng or
‘assembly among the farmers. thenaclves,

o. Conaultation ‘about the fornulation of guidelines for project implementation;
and.

e Voluntary unpaid labor twice a week for the construction of the 9 kilometer
main road from sttio Galewan to San Ramon.
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v.

DISCUSSIONS
oF
FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS .

l. Overview: .Introduction to BIAD I
(Jerry Silverman) :

The Bula-Minalabac Land Consolidation Project is a project level component
of the Philippine Government's Bicol Integrated Area Development Program
(BIAD). It is, in effect, an Integrated Area Development (IAD) Project
‘which includes a major land consolidation and tenure reform effort within
seven barangays of the Bicol Region in Southern Luzon. The project is
designed to integrate activities across a wide range of sectors and line
agency responsibilities horizontally and decentralize planning and implemen-
tation responsibility vertically. It is a large, comprehensive, ambitious,
and exceedingly complex project; the objective of which is to increase rice
production while improving the living conditionl and income of the tural
poor.

@ Scogg of the Projcct

The multi-occtoral natutc of tho projcc: and tho ncod for 1ntcgration ll
avident from s licting of major project :aok-. N

e Construction of a largo-lcnlo pump irrigation and'dfaiﬁaso system
capable of 1rrignt1ng 2, 060 hoctaro- of land for rice production,

e Installation of olcctric :urbino and othcr type pumps and con-truction
- of pump houso-, Ln

® Conottuction of all-wonthor lcrvico roads and farm acccll paths;

e Construction and staffing of an clomcntary lchool and seven multi-
_ - purpose connunity buildingo. '

) Conlolidation o£ 2, 668 dinpcroed farmloto into 1,230 single farmlots
plus. an additional 23 farmlots ffom currently uncultivatod land and
- redistribution of them among approximately 1,200 current tenants
’and oquattcra. : o

e Creation of seven new barnngay residential communities and relocation
of all cxiot:ing hm houna withj.n those communities; L

° Provilion of asoistanco for thc croation of lovcral local orgnnizaciono
(e.g., irrigation users' aloociacions. homemakers' clubs, and youth
clubs); - .

e Provision of training and cxtonaion activities to transmit modcrn
agricultural and irrigation technology and eome basic principlas
of cooperative organizations, leadership, preventive health, autrition, _
family planning, and backyard garden and livestock project possibilities; and

e The conducting of applied agricultural research to determine optimum rice
production packages for the Project Area.,
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-Fifteen different government agencies~ 1/ are directly involved at the
Regional level in the implementation of the Project under the leadership
of the Ministry of Agrarian Reform (MAR). Since the inputs provided by
each of these agencies are interrelated with those provided by all of

the others, the need for effective coordination and integration is acute,

be Decentralization and Coordination

The project design provided for a planning and management structure which
is decentralized vertically and coordinated horizontally. In practice,
this has resulted in primary policy setting reapona}bility exercised at
the regional level by a Composite Management Grou and operational -
decision authority exercised by a Project Management Office staffed- by
personnel seconded from various GOP agencies. While that is a typical

- design in projects of this sort, it very seldom operates well in practice.
However, BIAD II is an exception in that regard; the management system
operates--in management process terms--exceptionally well. :

¢. Design Changes

One indicator of the flexibility and positive orientation towards revision
in project plans based on learning experience is the significant exteat to

- which the PMO has changad the original project design. These. changes have
occurred in sequencing of pha.ea and the design and specifications of
infraatructutc ccnponentc.

d. Dclazs '

On the negative ,ide, these changes hava contributed to dolays in the imple-
mentation plan However, to the extent that such changes were judged.to
be necessary, the resultant delays are better than inappropriata adkerence
to a schcdulc for its own sake. .

One-connequence of these delays has been a verbal request by the GOP to
USAID to extend the Project Activity Completion Date (PACD) from December
31, 1982 to June 30, 1984. A major purpose of this Evaluation 1s to provide
a recommendation in that regard. _ _

1/ The Ministries of Agrarian Reform, Local Government and Community Development,
Health, Agriculture, Social Services Development, Education and Culture,
Public Highways, and Public Works; plus the Office of the Governor (Camarines
Sur), National Bconomic and Development Authority (NEDA), Area Development
Team, National Irrigation Administration (NIA), Land Bank of the Philippines,
Bicol River Basin Development Program (BRBDP), and the National Food Authority.

2/ Composed of the rekvant Regional Directors.

3/ Other factors contributing to delays have been the retention of centralized
national level control in the. contracting proceal and delayed disbursement
of funds to Project Managemant. '
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‘e, Costs

A major consequence of delays and some of the design changes made has been
a dramatic. escalation in the cost of this Project. To date, the GOP has
inerenoz? its total allocation to this 2gyject over initial 1978 estimates

One finding of this Evaluation=’ is that an increase of 42% above
the current budget wi11 be required prior to £inel completion of the Project
in 1986.

-PROPOSED _EXTENS ION OF PROJECT ACTIVITY COMPIETION DATE ‘PACD! .

(Jerry Silvornnn)

Due to ooriouo deleyo in projeet implementation, two contradictory recom- '
mendations are currently "on the table" for consideration by USAID/Philippines
concerning future financial support of BIAD II. In a Memorandum Audit Report
dated October 6, 1980, AID auditore includod the following reconnendation.

- We ouggelt thet the AID Hiooion eotablioh a time limit for MAR to
turn the project around, with June 30, 1981 being a reasonable
target date. At that time, if the current impasse situation still
exists with reference to the contracting process and perfornunco
-of construction contractors, all qualified project obligetéyno

: ohould.be peid end tho ronninder of the lonn doobligeted

. subooquontly, at. a noeting in Deputy Hiniotor Iebayen'e of!ice on. Hay 21, 1981,

the GOP verbally requested an extension of the PACD from December 31, 1982 to
June 30, 1984 based on their current estimates and revised. Iuplementetion Plan.l
Thus, threo options had been clarified prior to the commencement of this Evalua-
tion: (i) deobligation; (ii) no extension, but continued AID support until
December 31, 1982; or (iii) approval ot the GOP request for an extenoion of
the EACD until June 30 1984. BTN -

i

The' originol GOP eetimete of totel eoeto in the initial 1978 Implenentation

-Pﬁin was P49,162,010 (=$6,554,934) as compared with 1977 Project Paper

estimates of 40,957,500 (-35 461,000). The current commitment, represented

-by the budget epproved by the MOB- (Technieal Services Bureau) in 1980, tis

$69,016,982 (=$9,202 264), assuming completion by December 31, 1983. 1In
this Report, the Evaluation Team estimates a total coot, to Juue 30 1986

of 98,242,500 (=$13,099,000). . . ,

Sections II/V, eubsectiono 6. : )

AID/AAGIEA, Hnmorendun Andit Report No. 2-492-81-1 (October 6, 1980), p. 10.
Discussion of these problens ia included {n Soction v, Suboeetion 4 of thio :
Report.

The original request at that meeting vas for an extension of 12 montho, to .
December 31, 1983. However, discussion during the meeting between GOP
Project Steff and USAID representatives resulted in agreement that, under

- conditions existing on the date of the meeting, a more realistic estimate

for the completion of all Physical Infrastructure construction is June 30,
1984., _ .

U
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a. Pre-Existin wtions

(1) Deobligation, The effect of deobligation as of June 30, 1981 would
be AID reimbursement to the GOP for qualified project obligatwna of
approximately $594,600 (including $8,900 already reimbursed). Thus, a
total of epproximtely $2.4 million would be deobligated. :

(11) No extension of PACD (December 31, 1982). By December 31, 1982, the

current implementation plan indicates that USAID financed construction _
activity in only Phase I-A will be totally completed. Since the terms of

- the Project Agreement as currently written provides for reimbursement of

only work acceptable to USAID by total completion in each phase, plus costs

of ASE design work and imported equipment, USAID obligations at the time the

current PACD expired should equal epproximatel; /$1;03 million; leaving

~ approximately $1.97 million to be deobligated.-’ However, if the FAR proﬂ-

sions in the Project Agreemeant were amended, as recommended in Section I1I,
Subsection 6 of this Report, total USAID obl:l.getiom for reimbursement to
the GOP could equal as h as $1.6 nuuon; possibly leaving only $1.4
million to be decbligated 9/ e

(111) Extensi: PACD to June 30, 1984 (GOP Reguest). As of May 21, 1981,
the FPMO's estimate for completion of all specified Project activities was )
June 30, 1984, It is now believed that the completion and operation of all -

Physical Infrastructure Development can be accomplished by the new PACD

- requested, Since that aspect of the Project is the only part for which AID

has obligated funds, the most probable result of approving the request would

be reidmroenent by AID to t:he GOP of the totel 33 million obligation.

b.. Bva ;gt:lon Team gindinn

In spite of the AID Audi.tou' belief tlue 1n Occober 1980 1mplemeﬁ7cion
problems appearsd to preclude the Project's successful conclusion,~/ the
GOP has, since that time, been remrkeblylwcceeeful in domonotreting its
ability to resolve most of those problems. Evidence now exists to support

a reasonable expectation that the Physical Infrastructure Development component

can be fully completeo :.end operetioml by June 30, 1984.

That amount sssumes i.I-d:l.nte deobuzation. Thus, the only amounts thet AID

would be obligated to reimburse to the GOP would be as follows: $193,606

for ASE design; $356,000 as the maximum amount budgeted for pumps and spare
parts; and $45,000 for vehicles, spare parts, and typewriters (=$594,606).

That amount assumes that construction in only Phase 1-A would be completely
finished by December 31, 1982. Thus AID would have the further obligation
to reimburse $13,219 for ASE comstruction supervision and $a21 124 of actual

construction costs ($594,606 + $434,343 = $§1,028,949).

Refer to Section V, subsection 6a of this Report.

Memorandum Audit. Report, p. 3.
Discussed in subsection &4 of this Report.
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However, both the GOP and USAID should be aware that successful completion

of that component is not eynonomoue with successful completion of the Project
as a whole. The Evaluation Team's ch7nt estimate is that the Ingtitutional
and Agricultural Development Componen of the. Project cannot be completed '
before June 30, 1986. Although that need not affect the AID PACD, this

finding has serious implications for the process whereby the responsibilities :
of the PMO are transferred to farmer controlled Irrigators Agsociations and

the nature of the transition process towards the eventual phasing-out of the
PMO. These implications are discussed further below in subsections 5 and 8 .

of this Section. - _ : S _

3. IMPACT OF BICOL INTEGRATED AREA mzmm:ﬁ*r 11 g' BIAD II) mo.mc'r |

(Jerry Silvemn, Kerminieno Echiverre, and Gregorio Beluang)

The Project was deeigned as a Pilot and was expected to affect the resident
pcpulatiou cnd GoP policy along six dimeneione. .

[ ) Incroeoed agricultural ducti

(] Incruud income g among mll egricultuui producers;

[ ) ggggiﬂgioul den;ogmng mng llllll egriculturel producerr
.. Inproved e;lgg, gg;;igion, and eduggtig mong fera tcmiliu, ’
o GOP policy tonrde ;g coneolidagion g tenuge ref.orm; end

e Gop policy toverde LQ

However, nignificant delays in project implementaticn to dete, as described
in other subsections below, suggest that only marginal positive impact on the
local resident population can be expeeted to have occurred. With that in
" mind, the evaluation team attempted to assess the current eituetion in the
Project Aree along eech of those oi:c dimeneions. .

‘_ a,. griculturel Production

The extent to which noticeable increases in agricultural production within

the BIAD II project area since 1978 can be directly attributed to the project
has not yet been determined., However, results on land:irrigated byprivate small:
pump irrigation schemes within the Project Area do indicate that increases

in rice production resulting from the project should equal 110 cavans (5.5

tons) of wet padi per hectare per annum; an increase of 220%. Results of

that magnitude should equal a total net annual increase in wet padi of

226,820 cavans (ll 341 tom) for the project eree as a whole.

b.'-": lnconec .

To date,. deta hes not yet been collected upon which a definite conclusion
can be made concerning the direct ixnpact of the Project on incomea.

_I_T Discussed in subsectione.s, 10’, _ 11.,; end”lz ;of'this. ‘Report.
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Due to the completion of secondary and feeder roads, it is estimated that
transportation costs from farm to market have been reduced from P4.50 per
cavan to P1.50 per cavan; a net savings of 67%. However, under current -
marketing conditions, in which most farmers sell wet padi to middlemen at
the farm site, that savings accrues primarily to middlemen/brokers and it
18 not clear to what extent guch savings are passed on to the farmer,.

Also, the completion of roads. has provided increased access to modern techno-
logy on the open market and the provision of GOP extension services has been

‘made easier. This, in combination with increased PMO mama ged exteasion

services and provision of production credit has had positive impact on
incomes. However, no statistics are currently available to determine the
extent to which such access to extension and credit services have resulted -
in increased production and resulting increases in farm incoms throughout
the Project Area. Data from the 100 hectare Pilot Project Area in San Ramon
suggests that a 70% increase in the use of fertilizer and high yielding rice
varieties (HYV) has occurred there and it is reasonable to assume that the
new roads and increased extension and credit scrviccs hsve conttibutcd to .
that drmtic inq)rovemcnt. : :

Following completion of the P‘hysicsl Infrastructure Development component
of the Project, the estimated increase in yields should result in an increase
in farmers gross income per hectare per year (at the current normal farm door

price) of P65. Depending on how much of the construction snd O & M costs of .
- the Project the farmers are expected to pay and the loan period for amortiza-

tion, the net discretionary income retained by the farmer might or might not
be increased. No farm household budget surveys have yet been conducted in
order to determine the financial or economic consequences for the farmer of

. alternative repsyment schemes. It is clear that the GOP must make an early.

decision sbout thc exten: and terms of farmer finsncing of the systen._

One group of fsmrs whose income position should dcﬂ.nitely improve are thosc
among the approximately 21% of the area population currently occupying a total
of less than one hectare, Under the terms of land tenure .and consolidation
reform within the Project Area, their minimal landholding will be increased

to one hectare, vh:l.ch should have an additional direct positive affect on
income. y :

_Ce Otggizstional Develogment | o

The only direct affect of the Project to date in this regard has bcon. The
formal organization of a2 Land Comsolidation Promotion Committee, a pilot IA,
seven ARBAs and the very recent (March 26, 1981) formal organization. of a
comprehensive Women's Rural Improvement CIub for the Project Area as a whole,
Due to the delays in construction of irrigation and drainage systems and in
land consolidation, the PMO believes that it is still premature to attempt.
any formal organization of compact farm units or larger Irrigators' Associa-
tions. Thus, no project specific farmers organizations--with Qe exception
of the pilot IA--have yet been formally created by-the Proiﬁfl-s—- nor h“ a
comprehensive ptoject wide youth orgaaizacion been crestc

1%
15/

At the Barangay level, Samahang Nayon. (F'armers Associations) have been organized.
Chapters of the Youth Organization Anak Bukid have been organized at the Barangay -

level in the Project Area.
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d. Health, Nutrition, and Education

Since mid-1978, 1,485 men (263),women (718), and youth (504) have participated
in training programs which have included imformatiom on health, autrition,
and family planning under the auspices of the Project. In additiom, 910
farmers have received instruction in the basic organization of compact farms -
and improved techniques of agricultural production and management in the
context of BIAD II, Further, 41 girls and women have been provided with
training in dréssmaking and 37 boys and men have received training in
tailoring. Al] of the training listed above is limited to approximately

40 hours. ’ - _ o . , :

Current plans are to provide additional training during the remainder of
1981, as follows: 240 farmers in the techniques of on-farm water management,
190 farmers in the techniques of leadership, 50 boys and men in basic auto-
motive repair, and 25 to 40 young women in cosmetology.

The content and utility of the training programs: listed above is discussed

in more detail in subsection 5 of this Report.

e. Land Consolidation and Tenure Reform

' Experience gained in the‘implementation of BIAD II to date has'had‘a direct

effect on GOP policy concerning land consolidation and tenure reform projects
elsevhere. lessons learned by the GOP from the escalating costs of BIAD II
include the application of three criteria to future land consolidation schemes:
(1) the area should be composed of not less than 1,000 contiguous hectares
occupied by beneficiaries of Operation Land Transfer, (i1) the topography
should be relatively flat; and (iii) the area should already have some type
of pre-existing irrigation system which ‘can be improved at substantially
less cost.=" _ _

,f. Integ;ated Area Develogment ' "'2e" ' - # |

- BIAD II was, in itself a significent departure from previous GOP policy

towvard the organization of large-ecale integrated area development projects.

This ves true in three reapects° _ "_

o It was one of’the two experiments in which an IAi_yroject included a
major land consolidation and land reform project,

e It was one of the two initial experiments with the application of
_ modified Taiwan model of land consolidationm, requiring massive physical
transformation of the topography and construction: of large-scale pump
irrigstion and drainage systems, to the Philippines, and

‘o It was the first time that MAR wae designated as the Lead Agency in an

IAD project. o

However, GOP policy since the connencement of BIAD—II implementation has not
resulted in the duplication of any of the three departures from prior GOP
policy listed above.

051

The other is in Talavera, Nueva Ecije (Nueve Ecija Integrated Area Development
Project).




4., PHYSICAL INFRASTRUCTURAL DEVELOPMENT
(Oscar Bermillo and Nedra Huggins-wulim)

a. Cutrent Statua

What' follows is a sumary of the current construction status of the l’roject'a
irrigation, drainage and toad access coq:onenta by phase.

(1) Phase I (610 Has)
Pilot Project (100 Has)

Construction has been. ‘inpleuntcd as planned, This project is tnconplete;~i'
This is a wholly GOP-funded porti.on of Phase I. . o

PhueIA‘QOOH_A}

~ Construction is being implemented &s originally planned. NIA is at present
undertaking physical implementation. The construction contract of the first
contractor, R.B. Barbers, was terminated fot non-perfo:mcc. The project
is .pptoxmuly 39% coq:lctc. ~ ;

Phase IB 0 Has)

_ COnlt:uction is bo:l.ng i.mlountcd as or:lu.mlly plmcd. " AGNO Cmtruct:l.on
is the coatractor, To dau, ucoupluhunt u app:uxi.utaly 68‘&. o

- (11) w

The d.velopmnc of an trrigation systen i.n Phase 11 was originally based on
the availability of reliable groundwater sources. From January thru February
1977 a resistivity survey conducted in Phase II confirmed that groundwater =
vas available, but at depths ranging from 80 to 120 meters. Therefore, it

was decided to use the Bicol River as thc source oE 1rrigation water for this
phase of the project. ' ,

The prtnry reason for uhcu.ng :hc Bi.col River over groundwator sources
vas its lower cost of development. This was recognized after public bidding

~ in February 1979 for drilling and construction of three explou:ory/producti.on
vwells resulted in bids at too high a cost, Thus, the PMO rejected all the
bids. Another dissdvantage was the high cost of mn:lntainins clecl:rici.ty-

. driven. deepwell pnmpl. o v

!olloving the daci.uon to use the Bi.col uve:, l:hc contractor for m dui.gu
began preparing a new design. Phase II is now to be irrigated by pumping
vater from the Bicol River at the Phase IV pump site and delivering the -
water to the Phase II area by using a series of booster pumps. Phase II -
will be served by two booster pumping statioms, one composed of two. electric
pumps and the other composed of two additional electric pumps. The di.ncharge
from the booster pumps will go into aupply canals in which it w111 £law by
gravity to the farm ditch natwotk st ‘ :
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(111) Phage JI1 (327 Hes)

Based on a groundwater study conducted in Deccmbor 1977, six wells were to
be drilled in Phase III. A contract for drilling and conoexuction of the
first three exploration/production wells was swarded in 1979 and the drilling

of all three wells was completed. However, the drilling was completed without -

complemsntary and essential development of the wells. The design of irri-
gation plans has not yet been prepared pending rodoviiopm-nt, test pumping,
and evaluation of the initial three production wells. That evaluation will
determine whether the drilling nnd canstructian of the othlr thrco p:oduction
wells should procood. - v _

(iv) Phase 1V ‘82&‘ Has)

‘ iidding lbr'thn?conatruction of the irrigation system in Phase IV was held

at the Project Management Office (PMO) in November 1979, After bids were
opened, the lowest bid was more than three times the estimate in the Projoct
Paper. The PMO Bidding and Awards committee rejected all the bids. An
alternative design- uhic&,vould not aftoct the irrigation rcquitcn-nt vas

: docidod upon. by the PMO

For .iuplicity in rcdolisning. Phalc IV was lubdividod into Phllﬂ IVeA and
Phase IV-B. The redesign of both phases was based on prioritizing project
components; such as (1) irrigation (2) drainage, (3) access, and (4) land

levelling. The !ollovins‘roviaiono vere incorporatod into tho new doaign~ :

o Blinimtion of paddy £111; ‘.

o-jnnduction of tho width of thn farn scrvice road: from 4-:.:0:3 to 3 mntora,
9. Rnduccion ot tho nunb¢r~o£ fltl accola patho. | ” |

'9:,!limination of gravcl surtacing £or cho £atm service rosds; and |

e Reduction of the number of ir:igation dicchea and road crossings reaultins
- from chunging the Farm.Accata Patha., , :

Cv) Phnae V ‘248 Haal

The goographical location of Phaoc V with reopect to the Bicol River dictataa

- that surface water is the most logical source of irrigation water for the

area, A water pumping station was; therefore, designed for Phase V, Hawovdr,

the proximity of Phase V. to Phase IV made the construction of a separate

. pumping station in Phase V unnecessary. The Phase IV pumping station pumps -
and main canal were redenigned to include the water needa of ?haae V in order'
to lower costs..n~-~f :

v/

The Project Mnnaget 8 perceptibn of this‘ﬁrocess'is somewhat different. His
recollection is that the lowest bid was accepted, but that when USAID became
avare of the cost, it insisted on-a new design. _ : v



b. Construction

(1) The Contracting Process. The situation described in the 1979 Evaluation
Report has not been substantially changed; except for the holding of joint
review meetings by the PMO and MAR/Manila representatives. After USAID and-
MAR earlier this year thought it had simplified.the process, most recent
experience indicates that contracto are otill oubjcct to the fonoving
procoduru* -

e All contracts are made and revicwed at a joint ueeting of the PMO Biddi.ng
and Avard Committee and MAR/Manila; ,

~ @ Contracts above 1 million must be oigﬁod by the Minister of ‘m;lnd; o

e Contracts above F2 million are subjoctod to a further review by a
l’uoidontul Review Com:lttco.

This uquontul and oxtrculy tiu concuning proccduro cont:l.nuco to be
enforced by the Commission on Audit (COA) despite the. £o11ow1ns.

e Section 5.1(d) of the Projcct loan Agreement oxplicitly states that--u
a Condition Precedent to firast disbursement by AID--MAR would provide
the PMO 'with authorities and responsibilities to enable the PMO to
effectively carry out assigned functions, including necessary dclogati.ono
of authority from the Dopartmot of Agruion Reform (DAR)...to...ontor
into contuctl...

¢ The 1979 Evaluation Report recommended that the authority of thc Projoct

. Director and PMO “to negotiate and enter into contracts be affirmed based
on the highest amount prescribed by GOP regulations and that MAR issue a
clarifying commmication on procedures to consolidate the now separate .
sequential PMO-MAR/Manila contract rcv:l.cwo where feasible into one joint
simultaneous review."

e The AID Audlt Report of October 1980 cited delays in the contracting .
process as one of the two major reasons why USAID should cono:l.der terminat-
ing financial cuiotancc to BIAD II. .

¢ Delays in tho aurd:l.ng of contracts beyond the beginning of the linitad

 five month dry season in January dramatically magnifies delays caused by
other factors. Each month lost beyond the beginning of each dry season
in January results in a ripple effect due to the inability to carry out
conottuction activitu during the ptolongcd wet season bcginning in June.

Although much 10 udc of the fcct that the Project Loan m«mn roqu:l.teo
MAR to delegate authority to the PMO to enter into contracts, the primary
problem is that DAR/MAR does not itself have the authority to delegate to ,
the PMO, It is COA which is pri.mrily rosponsible for enforcing the proce-- '
dure outline above. - . : , o

Having missed the dry season of 1981 once again, ‘some act:l.on by thc GOP to
accelerate the contract approval process is imperative. The situation as of
April 15, 1981 is illustrated in Figure I on Pages 40 and 41.
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(11) Sgecificatiom

The Ministry of Agrarian Refom (HAR) contracted the services of Technosphere
Consultants Group, Inc. to provide detailed engineering designd, prepare speci-
fications, and perform engineering supervision. Technosphere prepared a set
of technical specifications for each phase. The specifications are adequate.
Each section clearly conveys to the reader the oection 8 intent to fumish _
high-qulit:y materials and workmmship.

(111) lbnitoring[gglitz of WOr

Improvements in the quality of vork are evident 1n recently atarted construc-
tion. This is primarily the result of the assignment of new field engineers

to the Project Management Office (PMO). Three civil engineers and a geodetic
engineexr (Surveyor) from the MAR Central Office have been seconded to the PMO
in order to assist in the physical implemsntation of the project. An elec-
trical engineer, also from MAR Central Office, has been assisting in the
installation and testing of the newly installed pumps in Phase I. Technosphere
Consultants Group, Inc., the ASE firm contracted by MAR to supervise the phy- '
sical 1q>1eunut£on hu also tnctuud its personnel.

‘The. construction qual:l.ty in Pbue 1 could have been better. There vas a

problem with indecision on the part: of the Supervisors. The change of con-
tractors, the lack of appropriate equipment and skills, and management

| problems also contributed to dcficienci.es in :he attainmnt of deured
- quality of wcrk. : o . , v

Current PMO mugeunt haa been effective in promotins i.mproved worki.ng :
relationship within the PMO and between itself, Technosphere and MAR Central
Office personnel. This has resulted in better quality control and a quality
of work vhich is now judgad to bo adequ-t;c. -,



FIGURE 1
STATUS OF CONSTRUCTION AND CONTRACTS

. (april 135, 1981)
PHASE . CONTRACTOR o DATE BID ' . STATUS
I. Irrigation, drgingg
and ;oads , ‘ _ . ,
I-A _ a. R,B. Batbet'(‘)onatthcdﬁ a. illjl&, 1978 ‘ja. Approximstely 152 completed before
- R R SRR o coantract cancelled Jyly 31, 1980,
b. NIA o ~ % . | be.December 1980 b. Began construction hlmury 1981.
\ . (Memo .0f Agtee Approximately 39% completed.
-ant) _
1-B - a. Agno Constructfon = . ° ,A.?iuov. 23,1978  |a. Contract expived May 27, 1981, st
‘ : ' - ‘ - [ which time approximately 68% was
: CERA N s , , completed.
b, - _ e P bes s b. IFB for new contractor mot yet
' o » ‘ issued,
1I . a. - R a.Jm 15, 1979 _a.j“ For production wells, “All bids
: ' A SRt too high; ruultcd in design
: S CoEeel \ change.
b. F.R. Ignacio Constructica .} b. Jam. 28, 1981 :-}b, Approximately 1.2% co-pleted
R .o - Work halted March 1981, pending
. .+ o | spproval of contract, Office of
Lol . - the Pregldent. :
111 a. AGB Construction | l. Nov, '523, ';1919 a. Dtllling of i.nvutigationl
o ' L ; . production wells completed;
developnnt incomplete.

oY




PHASE _ __DATE BID _ STATUS _
IV-A I PR a.'ﬂdv. 23, 1979 a. All bids for Phase IV as whole
: S " too high; resulted in design
| change.
'b. Marosa Enterprises " b. Nov. 11, 1980  |b. Approximately 8% completed.
RV PR A o Work halted March 1981 pending
RS approval of contract, Office
R of the President,
IV-B a. - a. Nov. 23, 1979 | a. All bids for Phase IV as whole
o ‘ e too high; resulted in design
;;T.m b. J.P. Roﬁeto‘Eﬁﬁgrétisej;fi‘l ~$}iJ§h. 28, 1981° b. Not yet begun, pending approval
W L e S of contract, Office of the
o President.
v' a. HG‘& B Construction a.xian. 28, 1981 a. Completed approximately 2%
L ' ‘ pending approval of contract,
Office of the President.
II. Pumping Stations -
" No. 1: Phase I B.L. Cervantes Construction 7 Completed January 1981,
No. 2: Phases II, . Now. 11, 1980 Approtiﬁntely 24% completed

')

IV-A, 1IV-B,

LGH Cpnstruction

(approved by Office of the

. President April 13, 1981;

approval received by MAR
May 14, 1981).

184
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S. ORGANIZATIONAL DEVELOPMENT AND TRAINING
(Jerry Silverman and Gregor:lo Beluang)

The atteampt. to create and develop organizacions for Farmers, Women, and
Youth is the responsibility of the Institutional and Agricultural Develop-
ment Division (IADD) of the PMO. Although AID loan funds are not provided
~ in support of that effort, both the Project Paper and Project loan Agreement
. give explicit recognition to the fact that effective use of the physical
infrastructure to be provided depends almost exclusively on the success
of that organizational devel'opment and training effort. As designed, the
Project envisions that Irrigators' Associations -- composed entirely of
farmer beneficiaries -- "will be given complete responsibility for managing,
operating and maintaining the Lirtigation, drainage, and road/ systems ...
including ... the collection of water fees and the repayment " of construction

costs /emphasis added/ g

The complexity of the physical infrastructure systems to be completely
turned over to the farmers has been déscribed in Section V, Subsection &
above., One obvious consequence of that intention ~- if implemented -~ is
that the entire GOP and AID investment in the system will provide a returan
eqnal only eo the farners cagacitx to mi.ntain and opeute it,

There 1: nothing simple, ;outinc, nor 1nemnaiv¢ in any attempt -- which
has any hope of success -- to develop that kind of capacity at the farmer-

beneficiary level. The current state of world-wide knowledge concerning
how best to accomplish an organizational objective of that kind is not well

- developed mor does experience elsewhere provide much comfort in that regard.
For example, exparience in the United States indicates that it takes at
least twenty years -- and often longer -= to develop capacity among American
farmers sufficient to turn the mnagemnt of an Irrigation District over to
them, :

It is difficult enough to deternine objectively how such organizations
should be structured, how managed, what specific responsibilitiea they
should exercise, and so forth, Designing specific training programs for
farmers and specifying appropriate processes for organizational development
is also difficult. But it is infinitely more difficult to implement such
programs and carry through such processes in a manner which actually results
in the creation of appropriate and adequate levels of farmer level capacity.
No exageration is involved in the statement that the difficulty of such an
effort dwarfs that of designing and constructing the physical infrastructure
component of the Project. The wish alone is not sufficient to the task.

It is no criticism of, nor insult to, the PMO staff to find that they do
not alone, at present, have the knowledge required to design such an effort
nor the skills to implement it. The degree to which the PMO currently
lacks that knowledge and those skills is recognized by the PMO leadership
and it worries them. They should be commended -~ rather than criticigzed --
for that. Further, they should be assured that the inadequacy identified

18/ Project Loan Agreement (January 13, 1978) Conditions Precedent (g), p. 9
and 10.



here in that regard is general among implementation agencies at their level
and, most importantly, that it is not too late to assist them to develop
their own capacity to a sufficient level. _

With that in mind, the Evaluation Team attempted an assessment of current
PMO efforts in the organizational development and training sector. The
purpose was to assist the PMO in identifying a strategy it might pursue
-for the further specification of organizational structures and development
processes and the structure, content, and methodology of training progreme.

Unfortunately, the scope of the problem and the limited time eve:l.leble to
the Evaluation Team prohibited any detailed specification of content for
the PMO. However, the outline of the problem for further opeoi.ficat:l.on by
otheu can be provided. _

A significant amount of training has been provided by the PMO to benefi-
ciaries since project implementation began. :

A total of approximately 2, 165—/ men, women, and youtﬂ/ above the age oil
- 10 years have participated in seven distinct types of training pz ir
which offered a total of 35 sessions equivalent to five days eac€¥since
- mid-1978. F more training sessions for 505 additional persons in four
. -subject sread=' are scheduled for the let:er half of thio yeer. ‘l'het: is an
- impressive record of aetlvity., ’ S

»Beceuoe of limited time end the fact that no treining vas scheduled dur:l.nga
the period of the Evaluation Team's visit, no assessment can be made of
the quality of instruction provided by PMO and associated staff. Never-
theless, we have no reason to doubt the judgment of the 1979 Eveluetion
Ieem that the tralnlng program 1is "well presented,”

Thue, no eerious problemo eppear to exiet with the amount of training
being provided nor in the methods of instruction used. Rather, the most
‘serious problem is the appropriateness of content in terms of the specific
organizational structures to be created and the technical and managerial
functions that farmers will need to perform in order to operate the systems
for uhich they will be responsible.

L.

19/ The total could not be precleely determined because trainees could have .
- participated in more than one type of training.
2/ Youth are sub-divided into two age groups: 11-15 years and 16 until ouch
- time as they marry.
21/ Farmers, Mothers, Youth, Compect Ferm:l.ng, Sameheng Neyon Pre-nemberehip,
" Dregsmaking, and 'l‘eilor:l.ng.

22/ Some sessions were extended over a per:l.od of more than five days by conducting
them in afternoons or evenings. However, t:he totel time of each wvas equiv;- .
lent to 40 hours (5X8). =

23/ Cosmetology, Basic Automotive Repeir, Fermer leederehip, and On-Farm Water
Menagement. : : Y : -

o, e



(a) hrmer-neneficiariel .

The content of farmer training to date is best characterized as providing an
oxrientation to the Project rather than specific technical or managerial skills.
Given the fact that the specific number, area scope, and structure of the
Irrigators' Associations has not yet been determined and that the specific
members of specific compact farms have not yet been identified, the limita-

. tion of training to general orientation has been most sppropriate. Moving
into specific skills training prior to identification of functions to be
re-formed and creation of am organizatiom context for the applicstion of
those skins would be "mtting chs cart before the hotu snd, thus, a
mistake.

. The initial task, 'therefore, {s to determine the functions and structure of
farmer organizations. Two different -~ but interrelated =-- farmer organi-
zations gj specific to the Project: Compact Farms and Irrigator’s Asso-
ciations o - _ :

() Compact Farms (CFs): Productiof>/ |

The entire project ares is scheduled to be subdivided into CFs. Each CF -
will consist of the land tilled by ten farmer-beneficiaries. Thus, each

CF will coansist of approximately 19-25 contiguous hectares and will serve

as s simple integrated Productiom Unit. A Coordinator will be elected by

the ten farmer members from among themselves. The members of the CF will
sgree on an integrated production program for their CF; including a deter-
aination of what crop varietiss and production methods to use snd the schedul-
ing of tasks amomg themselves within the agricultural cycle. The Coordinator
will be respousible to the group for communicating with the Manager of the
Irrigators’ Association and for the application to the, Bank of the
Philippines (LBP) for production and commodity loans Becsuse the iden-
tiffcation of specific members for each CF cannot be accomplished uatil -
specific individuals are assigned to their new consolidated farmlots and

the boundaries of each CF are drawn, the organization m}jmtiotdng of

CFs is not yet possible in any part of the Project Area.—’

Although it is possible to provide training to ad hoc groups of individual
farmers in the techniques of CF management, cooperation, and improved agri-
cultural practices prior to the actual organization of CFs, it is much more
appropriate to defer such training untfl such time as specific CFs have been
organized and them provide ttaining to their nubera togeche: as an mtegraced
production unit.

5 A third organization -~ Samshang Nayon (1.3., Farmers® Associstion) -- has N
been organized in Barangay's throughout the Philippines. Thus, ome SN exists
in each of the seven barangays in the Project Area.

25/ Experience with the Libmanan-Csbusac IAD Project (BIAD I) mgsuts, as informally
reported by David Korten and George Honadle, that Compact Farms may be disfunc-
tional., This Bvaluation did not have sufficient tine to addrcu ‘that fssue in

- the context of BIAD II,

- 26/Rowever, credit will continue to be extended to farmers as 1nd1v1duah, loans

will not be extended to the members of CFs as s group. -

27/1t would be possible to organize CFs in Phase I-A s incc up ing of new consoli-
dated farmlots and assignment of specific farm families to been coqalcted. ,
However, since relocation has not begun, the CFs in PhauI-A could noc be :

£unctioni_ggt even if they were organized. Refer to Section V, Subsection fo of
8 Report. : ' .
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(i1) Irrigators' Associations (IAs): Water Management

The Project Paper specifies that five separate IAs will be created; one for
each Irrigation system (Phases I-V). The Project loan Agreement does not
specify an absolute number, but the principle that one IA will be formed
for each irrigation system is specified: "a farmer-comtrolled Irrigators
Associgtion will be foizr for each separate irrigation system constructed
.e.. /emphasis added7.' As mentioned in the introductory paragraphs of
this Subsection, these IA's were expected to assume complete responsibility
for the operation, maintenance, and management of the irrigation end drainage
systems constructed by BIAD II. - ,

Notwithstanding the terms of the Loan Agreement cited above, no deeioione
have, in fact, been made eonceruing the number, functious, or epecific

management structure of IAs.

¢ Should there be only one conprehenaive IA for the whole BIAD II area;
.or one each for Bula (Phase I-A, I-B, and I1II) and Minalabac (Phases
II, IV-A, IV-B, and V); or one each for Phaee I, Phase III and Hinalabac?

" o Further, if only one Comprehensive IA is formed should it or should it

not have sub-IAs organized according to the boundaries of the dieerete
irrigation eyateu vithin the entire Project Area?. o

"¢ If two IAs are fonned ahould one or both of them have eub-m organized

on: that same principle .and/or. should a more comprehensive IA integrate
their activitiee within the project area as a whole? _

[ Depending on vhich organizational atructure is adopted what ahould be
the internal structure of the IA and its sub-IAs? . _ v .

. Finally, again depending on the overall structure adopted whet ehould be

. the division of responsibility between. IAs and their subordinate units?

" Bach of these questions raises additional questions. The poiat to be

made here is that no- decisione have been made concerning answers to . .
_ any of them. . S

n.cga.; of the‘liuited'amount of time svailable to the Evaluation Team, it

. is: not:possible to recommend specific decisions for the resolution of those

“{ssues now.. However, some of the important prior questions which must be .

.- answered before proper decisions concetning the number and. structure of lAs
Locam be nade are euggeated below . Coe _

[ Hhat epecific 0&!( functione will the m be expected to perfom? i

. will irrigation fees be unlufcm throughout the Project Area or vary by
system: or some combination of tyetem? . _ . , _

roject Loan Agteemen (January 13 1978), ‘Condition Precedent (g), p. 9
and 10 5 .

by o
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e Is it necessary for each system to be managed as a discrete uanit?

e What is the optimal size of an IA policy-making group composed of
farmers for effective policy setting?

e What is the optimsl size of an IA mansgement team composed of farmers
and hiredstaff for effective control over opont:im and maintenance
of a qutu? L

o What is the optimal span of control burden that a mugcn-nt team of .
. farmers and h:l.rcd staff can be expected to exercise?

o What types of lkilla are required for how many and which persons in
order to manage, operate, and maintain the systems under the conditions
which would exist in each of the alternative IA structures?

e Should IAs be viewed as another, ‘separate, organization of famri or
should they be viewed as a comprehensive farmers association which
integrates and absorbs the functious o£ such organisations as the

Samahang Nayon?

The questions listed above only I‘ngi.n to tlluotun the ‘eo-ph:d.:y and - -
nature of the ptoblen.r_ A comprehensive list would be much longer. -

Given the complexities which must be considered as part of the process

leading towards an appropriste decision and the current capacity of the
PMO, it is most appropriate that such decisions have not yet been made,
At the same time, it should be understood that until such decisions are

made and appropriate ;’l are orgnnl.nd. m-r_u_m Hacer unnaggmgc training
should be mcmd.— _ : , .

It is expected to take several years before the complete process of design~
ing the structure and determining the appropriate functions of IAs, design-
ing appropriate agricultural technology and management training programs,
conducting training, and developing sufficient farmer capacity can be completed.
The Evaluation Team's current estimate is that such a process cannot be com-
pleted for all areas until Jume 30, 1986 at the earliest. That estimate
assumes that Irrigators' Associations will be fully organized and initial
 training provided no later than Jume 30, 1984. Because activities could
begin in Phase I-A during the next few months, it is important to reiterate
the point that such activities shauld not begin before adequate design work
has been completed. ' At the same time, however, even if IAs can be organized
and initial training provided before that date, the capacity of the IAs will
not be sufficiently developed until they receive on-the-job (OJT) training
in the context of their completed and operating irrigation and drainage
systems. Because those systems will not be totally operational until June
30, 1984, the OJT aspects of the training cannot begin prior to that date.
Furt:lut, assuming a major systems-wide OJT training ef.‘.‘ort du:ing the year °

Tf A pilot IA has recently been ormiud in Phuo I-A. The curtont iantention
of the PMO 1s to use that smaller IA as s learning experience and a base upon
which a larger IA can be formed., The Evaluation Team commends that approach,
but does not believe it w.u be sufficient by itself to resolve the 1uun
raigsed above.
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following June 30, 1984, the earliest possible date which might be: appropriate
to turn the systems over to the IAs is June 30, 1985. Nevertheless, the PMO
as an integrated backstopping organization ehould remain in existence for no
less than one additional year beyond June 1985 in order to momitor the per-
formence of IAs and provide oJT follow-up where and when required. -

The total additional cost of mlnteinlng the PMO between December 31, 1983
until June 30, 1986, following eonmletio& of physical construction, is
estimated to be }&,796 000 (=$639, 466), / that represents an increase
above the GOP's eoti.mate of the eoete requited through December 31, 1983

-of 510

Table I
Addit:loul Funde Required Jan, 1984-June 1986
(In 4 000) . o
I, MO Adminiettetion &Superv:la:l.on . 268 .
K T l’ereml SQMcee S »’ 690 o o
b. Operation & Maintenance = 462
© o Office Equipment & lmrni.ture R R T
‘4. Miscellaneous v e RETESD ¢ - T
- 1L Physical Infrestructure Development ' - _-l 0 ased/

I1I. Inetitutioul/Agrieulturel Development

APP11°‘1 Asr:l.cultutel Research . - 2
""b. Tenurial Development - : 7 L
b Orgen:l.zetioul Development & 'rreining 17 ,

' ' !l,54_2/yeer

1084 1985 . 1986 = Total

su'bf-t;ms_: O Use2 Lsaz 1. 3,885
Cost E‘ts_ealation.‘l/ . .0 - _15 _162  _316  _
. Tm2 T8 933 . &1
= 151 Continsency 'f‘ ;;3_1; ...&5& . _L‘*Q. | ..._5.3.5..
- 'l'otel e 1 773 1,950 ,1,073; 4,79

/ For repeir end meintenence. L - v
b/ @ 102 compounded ennuelly w:l.th 1984 a8 base yeer. .

2Y/ That figure- was derived- from the‘ cmemtly ;§p:¢§ed- DIAD 11 Dt':d"get' for
CY 1983 according to the following table: , v o
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b. Rural Improvement Clubs (RIC).

These groups are already organized in each of the seven barangays in the
project area as part of a general GOP program throughout the Philippines.

-~ Their membership consists of all Mothers resident in those Barangays. - These
groups are the channel through which the PMO provides training for women in
preventive health, nutrition and family planning matters. On March 26, 1981,
a comprehensive project specific RIC Council was organized for the BIAD II
area as a wvhole. Although this type of organizational development among
women is viewed by the PMO as useful for social and training purposes, it
intends to integrate the RIC's more technical progtam directly into the
functions of the more comprehensive Irrigators' Associations.

¢. Youth Clubs,

As in the case of the RICs, youth clubs have been formed in each of the
seven barangays as part of a general GOP program throughout the Philippines.
Two clubs are organized in each Barangay. One for those aged 11-15 years;
another for those over 16 years until married. No project specific youth
organizations have yet been created under the auspices of BIAD II. How-~
~ever, the PMO provides leadership, nutrition, and preventive health training
to their members. A4lso, as in the case of the RICs, the curreant iatention
of the PMO is to integrate sny technical functions performed by cr through -
youth clubs into the structure: and acti.vitiu of the more coquhouive
Irrigators' Associations. ,

d. sm;h-m-: versus mzlti-Puggoae IA' .

Although at an abstract level multi-purpou organizatiom would appeu to .
provide a more simplified and efficient model than a multiplicity of single-
purpose organizations comprising essentially the same membership, history
elsewhere suggests that, at least in the initial stages of the water manage.
ment experience, single purpose IA's have a much better chance of successful
operation than do multi-purpose farmer assoclations which have water .manage-
ment as only one of several functions. Thus, extreme caution should be
exercised lest the IAs in Bula-Minalabac are too rapidly transformed into
multi-purpose farmers organizati.ons._ _ o

6. EINANCIAL M S (Paul Novick, Ceur Umali, and Jerry Silverman) = -

According to the i.ni.tial GOP Implementation Plan (1978), the total budget

" for BIAD 1I vas originally estimated to be P49,162, 010 (=$6,554,934) 2/ of
that amount, AID has obligated $3 million in the form of a loan to the GOP.
AID financial support, therefore, was equal to 42.8% of the originally
estimated project cost., ' However, current revised GOP estimates are that
total Project costs will now reach $9,202,264; wvhich means that the total
AID contribution would equal only 32.9%, The data presented below and in
the Revised (Recommended) Project Design Summary Logical Framework (Annex F)
suggest that total costs will rise still further before the Project is
finally completed; further reduciug the percentase of tot:nl costs financed
by AID. : ,

31/ The Project Paper (1977) estimated P40,957 500 (-$5 461 OOO) Thus, the
v Project Paper s estimted was that AID would finance 54. 9% of the total
cost:.

N 4
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'e. AID Finencgel Support

AID financial eaeietenee is limited by the terms. of the Project loan Agreement
(as amended on August 18, 1978) to a maximum of $3 million. All additional -
funds required are to be provided by the GOP. Although the Project involves
‘funding of six distinct major sub-components, AID loan funds are provided

for support of only two of them: imported equipment and construction costs

of physical facilities; and vehicles, spare parte, end typewritere 1n eupport
- of Project operations and managenent. ' .

Within the two btoed ltmite pleced on the-uee of the AID provided loan,
disbursement of those funds are under the terms of a Fixed Amount Reimburse~
ment Agreement (FARA) between AID and the GOP, According to the BIAD II
Project specific FARA, AID is obligated to reimburse the costs of specific
components of the Project on a predetermined percentage basis only AFTER

- physical completion of eetis}n tasks are certified as edequate by AID and
the eyetem is in opetetion,- )

Thus, because of the dual pterequieitee that work be eompleted,and acceptance
certified by AID, there is always some time lag between the date a loan is

- authorized and actual AID disbursements occur under the FAR ayatem. Such a
eyetem is pertieulerly adventegeoue to AID beeeuoe~ :

= lince teimbureement een be withheld for eubetenderd work. AID can exett ;
: muximum.influenee on. the quelity of work performad, and.

o there 1- no "coet of eapitel" to aid beeeuse no funde are dtewn down
until thoee two conditiona are met, - :

Unfottunetely. thet lame eyeten 1. often particule:ly dieedvantageous for
the government of the hoet country. . _ , _

As'expreeeed by a PMD ltaff member, the FAR aystem reaulta in "Ginigisa sa
sariling mantika". ("frying in our own lard"). That unpleasant experience
results beeauce: : . T

e No netter how well the government and its subcontractors perform under
~the terms of the Project loan Agreement, it must advance all initial
costs associated with the project and pay the "costs of capital" until
eueh time as it 10 reimbursed; and ) ‘ .

] if, for whatever reasons, AID reimbursement is delayed beyond expectations,
a project's “cash flow" position can be affected, which might result in
reductions in the amount of funds actually disbursed by the Host Country -
at certain stages of implementation, and which, in turn, can result in a
vicious cycle of further deleye 1n eompletion and further decteaeee in
funds eveileble;ad n;tgtg FR . .

32/ Payment of the costs o£<£npo:tad equipnnnt 1- an exeeption ineote: as AID
approves the epeeificetiono of equipuent to be. pu:chaeed end/or purehaaea
the equipment itself, PR S e T )

’
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Delays in AID reimbursement are most often the result of delays in completion
of specified project activities and/or a determination by AID that adequatc

' standards of performance. have not been met.

Ironi.cally, in the context of projects vhich emphasize dccentunzation,
project level host country managers are often afraid to make decisions
wvithout first obtaining approval from the USAID Mission. Thus, although
the control of their own government's national level burcmucy might be
substantially decreased, USAID retains or is perceived to retain that type
of control. That places a heavy burden on the USAID Mission to issue guide-
lines as early as possible clearly specifying what criteria will be used to
judge acceptable work performance. That is much easier to do with reference
to the construction of physical infrastructure than with reference to other
social and institution-building efforts. It is particularly difficult to
do in the context of an experimental or pilot project in which both negative
and positive lessons learned from on-gotn.g uple.enut:l.on axpcrioncc is it~

self an hporl:nt objectivc.

The specification of terms under vhich a specific P:oject'l !'AR 8y|t¢n will
operate can, in and of u:ult bc an ilporunt faetor affccting project
success or failure,

The importance of spccityi.ng terms for a particuhr sycm vhich support.
rather than hinders appropriate tnplmut:l.on lnluvtor i.u ou upcct of
project design most oltcn mrlookad. S ,

In the case of BIAD II, thc FAR agrooun: vas cncutod in late 1978. -Iy
requiring total completion of all construction work within each of seven
“shases” or subsystems prior to reimbursement of amy discrete part, the

FARA has resulted, to date, im total AID reimbursements of only $8,900 3;/

against total oxpendttm‘u by the GOP (as of April 30, 1981), of $2,375,3807
That does not mean that the FAR system should be abandoned. However, it does
suggest that more attention should be given to the case by case design of a
specific PAR system which conforms to the overall design objectives of.
specific projects. ' _ o

. For example, ‘the PMO staff’s recollection is that the decision to drama-

tically redesign phase IV was made by USAID; but not until after bids were
received from private contractors igg}cating that the ‘costs of the original
lp_ecificat:ioua would be prohibiti It took more than one yeer to redesign

B/

7, 815 353 at !7.5 - $ 1

At 17.5 = §1, the amount budgcud vas $667 950, tha Jowest bid cubuttod
vas $3,200,000 (representing an estimation error of 479%). Apparently, the
reason for the dramatic increase in cost, ss compared to the original esti-
mate, vas the result of increasing comstruction demand in the Bicol Region.
compounded by rises in fusl costs and other 1n£1&timry factors du. to
previous delays.
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Phagse IV and issue new invitations for bida?é-./ That delay in turn was a
serious contribution to the postponement of the project's construction
completion date and, hence, a postponement of the date by which the GOP

could expect reimbursement for any costs accrued in the construction of

Phase IV. Although it is also true that most expenditures by the GOP for
Phase 1V construction were also deferred for an equivalent amount of time,
the problem for Project Manasgement is not tied simply to the need for
reimbursement of expenses for each discrete item. Rather, the problem is

how that delay affects cash flow. For Project Management, and the MOB,

the important question is 1s how much money is. coming in from whatever source
to meet overall financial requirements. If, as the Project Manager believes,
the PMO performed well in terms of the origiml USAID approved Phase IV de~
dgn until USAID insisted it be changed, why should the GOP alone be required
to pay the full cost of capital and suffer the cash flow problems resulting
from the cubuqucnt: dehy’l o

'mo solution to the problem illustrated above is not to either procced

with an improper design in order to avoid delays or provide funding in

advance and abdicate USAID's proper role in determining the adequacy of
performance under the terms of the Loan Agreement. Rather, the solution
is to design a FAR system which will provide sequential reimbursemant for

~discrete sub-activities within each phase as they are completed in order

to ease overall cash constraints. For example, up to. a msximum of
approximately $800,0002/could already have been legitimately reimbursed
prioxr to April 30, 1981 if the FAR system designed for BIAD II perpmicted .
sequential reimbursement for acceptable completion of discrete sub-activities
within each phase rather than toul co-pht:ion of all activities vithin each
Phase as awhole. v e ,

'merofore, USAID«nhould give urious- con.i.daution, to mndihg “the Fi.xod
Amount Reimbursement Agreement (FARA) so as to allow for reimbursement upon
acceptable certified completion of designated discrete sub-activities on a

‘sequential rather than total completion basis. That would require a speci-

fication of discrete elements identified in the implementation plan. The
PMO should be responsible for that identification and definition. Amending
the FARA in that manner would result in the more expeditious reimbursement
of funds to the GOP without in any way abdicating USAID's proper role in
determining the adequacy of performance under the terms of the Loan Agree-
ment, In fact, at least two additional project specific benefits would
result from such an amendment: (i) PMO management and staff would gain

‘additional planning experience by identifying and defining new aud proper

benchmarks for reimbursement in terms of the implementation plan; and (ii)
the operation ot' such a new FAR syuem would ptovido mny more occasions

357

On November 23, 1979 the. PMO :eceived and Opened bids for the construction

-of Phase IV 1rr:l.gution system., The first and second lowest bids vere dis-

qualified as both were more than the lower limit of 25% below the government
estimate. Based upon this criteria, the winning bidder was Marosa Construc-

 tion. AID did not approve of the proposed contract award to Marosa Construc~ '_

tion as AID ancluded that it was- too expensive compared with the estimate in
the project paper.. On December 7, 1979, AID recommended to the PMO that
Technosphere be authorized to redesign Phue 1V so as to reduce cost of

development without affecting the irrigation requirement. '
Use of the Phrase "u f to a maximum of approximately" is required ‘here because
any number of variations are: possible in specifying the boundariea of each

discrete sub-activity.
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for :lnspecti.;:n and certification of the various steps in the implementation
process. This latter point could be mpo:tant: now that the Project Officer

will be locat:od in lhni.la. :
b. P ln

Given the constraints on cash flow discussed above and significantly increased

costs over original estimates, the GOP has certainly met its financial obli-
gations to BIAD II as originally conceived. The Table below summarizes the

budget under the terms of which project implemsntation is proceeding.

~ Table 2:
BIAD II BUDGET
(Current)
Item | e - Project
Bo.. = Pxoject Components o Cost (P - W, %
i : PMO MISMIG & SUPERVISION ' o ” 6,954,031 10.08

I PHYSICAL :urnastnucrunz DEVELORYERT caumouzur 61,806,111
a. MZ Detailed Eng's. Design . S 3,328,633 4.82

-~ b. ASE Const. Supervision o Tt 1,728,258 - 2.50
c. Irrigation, Drainsge & Ruds 7 41,216,930 - 59.72
d. Imported Pumps : SEENE - 7,296,530 . 10,57
e, Multi-purpose & School Bldgs. o 1,282,510 1.86
£, Homesite Development o ' 4,376,600 6.34
8. Farmlot Subdivision Sutvey S e 685,650 1.00
h. RONWN. & Dma” T I a 410,000 - 0.59
o 4. Test-Bm ”j'; RS 1,481,000 2,15
11X mmm:m & AGRICULTURAL DEVEIDMM ' o
cowpoENT 256,840
a. Applied Agt:l.cnleural Research '_ - ’ 71,000 - 0,10
b. Tenurial Development . I 46,920 - 0.07
C.. Ormiut:l.ml Dcvelcpment & Traini.ng 138,920 0,20
roranigj, j@j%,‘,gv 69,016,982 100

; 'llanver, tha costs utiuted in that budgec were baaed on the auumpt:lon that
/ a1l work, of whatever kind, would be completed by December 31, 1983 and that
no fund:l.ng would be tequi.red for the continued existence of r.he PMO beyond
that date. Various findings and conclusions of the Evaluation Team described
,/  elsewhere in this Report indicate that no such condition can poseibly exist
| by the last day of 1983. Therefore, it will be necessary for the GOP to.
~/  incresse its totsl allocation sbove the current budget figure. Nevertheless,
7 . it should be noted that, in terms of cash flow, the disbursement of total
 funds allocated will occur over a nuch extended perlod of time (i.e, until
1986). . _ e .
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It should be noted that in 1978, 1979, and 1980, releases of first quarter
funds were delayed until April and May. Earlier release was needed to ensure
the start of construction activities which could take advantage of the Bicol
dry season (January-June). This problem was resolved in late 1980 as a result
of joint MAR, Ministry of Budget, and Presidential Management Staff discus~
sions. Subsequently, the first quarter release for 1981 was provided in
January. ' ~ o L .

¢, Amortization end oM Coege |

The Project Loan Agreement reqnired as a condition precedent, the Bicol
River Basin Development Program Office to provide USAID with assurance that
a “farmer-controlled Irrigators Association will be formed for each separate.
irrigation system constructed ... and that they will be given complete res-
ponsibility for ' the collection of water fees and the repayment of cons-
truction costs.' t Thus, as originally designed, the financial viability

of BIAD II vas sassumed to rest on the farmer-beneficiaries' ability to amor-
tize the costs of cqu:l.pnent end construction and pay the annual costs of
opcuti.on and maintenance. : .

The Evaluation Team ueeued the financi.el viebil:lt:y of thc Bula-Minalabac
Project from two perspectives: that of the Irrigators' Associations' (IA's)
financing requirements and, complementarily, from the financial capacity of
farmar-beneficiaries., On che” cost side, the most recent readily available
infomation has been utiliged; particularly with respect to cost of electri-
city. Some team members felt these electrical costs, which are based on
earlier project studies sbout evaporation and absorption rates, have been
overestimated. Thus, & recommendation has been made that another study be
done to test the asccuracy of these calculations. On the other hand, farm-
lavel financial projections (i.e., yleld, production costs, and net returns)

- were obtained from the Project Paper in view of the current absence of more

recent surveys and data. Given doubts about the accuracy of the data used

" for the computations which follow, the method illustrated in the following

pages for calculating an irrigation fee i3 more important for project manage-
ment to understand than is an acceptance of the data itself. Understanding
of the method should provide the PMO with knowledge concerning whnt new deta
must be collected and how it should be used and mlyzed

This diecuu:lon is primerily 1ntended to serve as a systematic 3uide for the

. determination of an appropriate 1rrigetion fee, based on both financial
- requirements of IA's and beneficiaries' capacity and willingness to pay.

With this end in view, the report presents alternative groupings of phases '

. (referred to as "subsystems") from which the best combinations may subse-

quently be selected. Phase III, however, has been excluded from the preeent'

E analyei.e because the punp eyeten design for this phase 13 not yet aveileble. !

Tables 3 end 4 provide a eumary of estimated ammel costs and projected
benefits which euggeet an appropriate level of 1rrigation fee.

3y

Project Loan Agreement (January 1‘3,‘ 1978, p. 9 and 10)



The basic assumptions u«d in these coqu:atim are:

@ Selected physical infrastructure development costs will be l-ottized over
a 40-year period at an interest rate of either 6% or 31 annually,

] 'nn sverage i.nfhti.on rate will be 102 cqounded mnually.

o large pumps (200 HP) havo an economic 1ife of twenty-five (25) years
vhile small ms (lcu than 200 HP) have a useful life of twelve (12)
yun. o _

° Vchtcle teplacamt will be teq’uited every m' (IO)yeara.

e A .sinking fund can earn 127 i.ntcreu: eoqmmded annuuy.

o The potential service area is 2,102 hcctms (cxcluding Phase m)”/
disaggregated s follon ) e

Table 3:
_ Service Area
R T e Area :
Passe: -~  Hectsres Pergent
209
B . R X - A

For each nubcyau-, opeut:lon and -u.ntm expendtturec make up the
biggest portion of total costs. In turn, pump eleetricity costs. coupttae
the largest shars of O&M mts. . o

A comparative review of these two sets of figurea suggests tlutvin general
sn irrigation fee based on estimated total cost of the system will be too
high; particularly considering the fact that beneficiaries will alsc have
to pay annual amortization payments on homestead and farmlot.

38/ Phase III has been excluded from the mlyuc bocuue the duign specifica- .
tions have not yet been ntabuahad ' _
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Table 4: '
Comparative Summary of Estimated Ann } Costs
(In cavans o£ pahy per hec:t:n‘c}3

» N B Operation » - :
| Ammmmw - “and | stoktag | 7o |

Ssbsvasen, 63 | 3% | Matneenance | pupd |6z | 3%
Phase I 22 |1 | 26 9 - 57 49
" | Phases 11, 1v, N - | N
&V 28 |18 3% 10 | 72 | 62
All Phases, | _ o B o
Execpt__III 26 | 17 32 10 68 59
‘rable 5:

) l’rojcceld Net Return Before Water Fee & hottintion
" (T-l'l Ctvm of Palay Per Hectare)* :

| Years aftcr_. Wet | E N
-,mumm_.___se_s“- Seascn _] Total |
3 .43 76
34 97 81
_ “36" L 86

| " Uoing che Projcct Paper usumption of !55/cavan. '
: SOutcec of Buic Dgtv = ’.l.‘ables 4 & S, BIAD 1I PP Annex B.

NS i s

Cotuequent:ly, the following aitcrnatives are available to help reduce the
gap betwun costo and the projected capacicy of beneficiaries to pay:

o Ex:nnd the repaymant pariod and/or clunge the lowest interest rate

- possible on thc moun: of phyoical infrastruc:ure to be mrt:i.zed, and/or ) '

v i

o During Chﬁ firat few yoars of cyocon operation, defer payunt: of phyaical"'v' -

structure amortization, sinking fund, and, to soms excenr., subsidize parr.' o
- of the operation and minteuncc costs. B o

~ Physical Eg;‘ castructures Development ~~ “

The five items which might be 1n61uded in the amount to be amortized are

shown, by phase, in Table 6. Based on. estimates made by the BIAD II PO
3 ti £ P55/cav. e costs do not include
2 1'{3,{,22:2‘;* Ptgje::mgoge .“ amggigat{ / :agging f:oncgne.to ten cavans)

which the beneficiaries mst also pay.
40/Based on 1979 estimates of BIAD 11 Project Management Office.
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in 1979, these items amount to approxinntely $46 million (excluding Phase
I1I).

Table 6:
lreakdovn, By Subsystem of Project Cost 'ro Be Amrtized
(In tOOO)
' . ' ' Phucs
Type of Cost N Phase I Phase II Phase IV Phase V (&egt I1D)|
ASE Detailed Eng'g Design: 817 379 1369 - 307 2872' _‘
ASE Construction Supervision ~ 354 158 . 789 190 1491
Irrigation, Drainage, & Roads 8295 6396 ’ 20258 v3597' 36547
Imported Pumps 14622 817 2431 - 4660
Paralot Subdivision Survey ~ _142 - 62 . _309 _7 -_s88
ToTAL 11030 3802 25156 4168 46157
Note: Figures -:l.ght not coul cuctly duo to rotmding , ’ ) !

Estimated sonual total uot:iution m chouund. puoa ‘nul p.i: hectare payment,
by subsystem, is presented in Table 7. - It has been assumed that the repayment
period is 40 years and alternative interest rates are either 6 or 3 percent.

'.l'iblc 7: ~ '
Brukdovn, by Snbnynte-, of Estimated Annual Amortization Payments

Project Cost to be 'notal mc Amrt:l.zation Per Hectare Amortiza- 2
Subsystem Amr:izod In Peooo 1 tion Payment(In Pesos)Zy

)

52 3%
Phase 1 Sn,e30 1202 782
Phases II, IV,&V 35,126 1565 1019
All Phases, R A L
Except III 46,151 - anqg‘ ﬂ ,)_19__97 1460 950
1/ From Table S ST . |
2/ Based on hectarage p:ovided in Annex D, Iablc D-l. e g

Note: Figures night not total eucgly due to rounding.




(11) Qperation and Maintenance

This category includes the following items: cost of electricity to run .
irrigation pumps; personnel expenditures; and vehicle operation and mainte~
- nance., Table 8 summarizes the computations of annual total 0&M costs in
thousand pesos, as well as por hectare figures. o

. Table 8:
lrukdmm by Suboyltcn, of Eotintld Annual Operation & lhi.ntcmncc Coau

_ S '.I.'ou.'l. o0& c“t | Pcr Hsetarc 0&M Cost
Sublyu:on e ~(im _!_000) o (in Pesos)
Phase I w6 1,63
Phases II, IV, & V 2,78 | 1,867
All Phases, ;;g.p: 11 3, 667 . 1,74
¢°‘ 4 e : not_to exactly doo 1. _
Electrici L R e rm e

A cost breakdown by subsystem is given in Table 9. 'These estimstes are msde
on the basis of what sppears to. be the best svailable information at this
tims. As previously mentioned, soms members of the team fael that the costs
computed are too high and that soms of the assumptions, particularly on the -
amount of vater diversion rcquirmnc, ‘need to be validated. Consequently,
it is recommended ehae e new uudy bcgconduetcd 1n order to test the accuracy

of thou utiueu. ‘» P

'!cbh 9.

' Breakdown, by suboy.e--; of Estimated Anoual Electricity Cost®
Suboyoteﬁ R ¥ IotnI co-e (in 1000) Per Hectare Cost (in- Peoos)v )
 Phasel e 1 | s 1,220
* | .Phun 1, v, & v o 2,464 fl"i_ S 1,651
All Phases, nze-pc m 3, zos-" | o 1,526

. Note: Pigures might not total cmt:l.y dus to rouudtng. Pover rates used
in estimating electricity cost are shown in Annex D, Table D-3;
derivation of average annual diversion requirenent per hecurc

o is showm in Annex D, Table D=4, - . .+
- % Derived from Annex D, 'rable D-2. There are recent reportn that the fuel
adjustment cost will no longer be charged in. Bicol. Depending on imple-

- mentation guidelines, this new policy could ‘mean a decrease 1n electricl.ty

costs of about 3 cavans/hectare annually. e

. BEST AVAILABLE COPY



Personnel

Staffing requirements as well as relevant cost estimates (salaries, fixed .
charges, and travel/per diem) are shown in Annex Table D=5. Total estimated
annual oxpondi.tuu of ¥326 thousand have been allocated on the basis of each
subsystem's ares relative to total. The resulting figures sre tsbulated
below, e C

% i

- Table 10: -
Btukdovn by Subsyot.n. of !st:l.uted Anmul l’orsonnol Expendit:uru*

o o 'l'.'oul Expendi.tures Per Hectare Expenditures
Subsystem , (in P000) , (in Pesos)
Phase 1 _ ' 82 o 134
Phases IL, IV, 4V 199 o 133
All Phnu, Except III , 286 | e 135

ghy

* Derived from Mnox D. 'labl.o ps. e

Note: _!'!.zuru d.gh: not total exactly due to rounding.

!ehi.g;o _O_Egatgou and Hntnto_;_u_nm . .

This item is eoqrind of: ful, lubricanu, and spare plrtl costc. As in
the case of persounel expenditures, the F201 thousand estimsted total annual .
OSM expenditures for ten (10) Isuzu wns has been allocated on the basis of

each subsystem's relative ai.sc. Shovn_ bpl.m, in Table 11 is a cost breskdown
byaubsyltn.‘____w., . ' -

Brukdolm, by Sublysm, o‘?g:::l.ﬂémf Amnual Vehicle O0&M Costs*
L - Total Cost Per Hectare Cost
Snbsyote- 0 (In !000) | (in Pesos)
Mae1 so o 82
Phases 1I, tv, &V o 123 " | Y

ML, Exeepenzc W e
* Derived from Annex D, ‘rablc D-6 . . T e

 Boce thure. ltght ”‘ “ul “‘“1! dut to. romdf-ns-.

3 bt R
B R T T 3

KA T e g

" BEST AVAILABLE COPY
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(111) Sinki‘ng Fund

The four items under this category are: pump replacement; vehicle replacement;
major repairs; and cost escalation based on the previous year's total O&M costs.
Estimated annual sinking fund requirements in thousand puoa and per hectare
cost are provided in Table 12 below, ‘ e _

) Table 12: ' ' ’
: Btukdam, by Suboyuem, of Eotimced Annual s:l.nki.ng mnd

L 'rot:al Amounc Per ancau Amount

Subsystem .. .- ({nPO00) . . (in Pesos)
Phase I . 2@ 478
Phases I, Iv, &V 835 560
All Phases, Except peee - ‘i12§ o s3]

Note: !'131::« n:l.ght not toul exactly dus to rounding..

'rablc 13- providu uc!.utu of annual sinki.ng fund for pump raplacmnt. L
_ 'rhue !:l.guru wero dcriwd on the bui.c of the foliwi.ng uoumpcions. '

N REE G SRR P B R ,_u-,-an L

e hrgo pumps (1.0., 200 horupolnr) luvc an economic life of 25 yura vhi.lc
- . small puqu (1.0..thou lcu tlun 200 horupawer) have 12 years. :

° Pricc of. puqn “calatn ac an mrage rate of IO‘L coq)o\mded anmully.

o 'Ihe c:l.nkins fund can earn an aveuae of 127 1ntereat conpounded annually.

Breakdown, by Subnystem, o£ Bac'f::::dl:nnual stnking I-'und fot Pump Replacemenc* "
: U : Tocal Amount - Per Hectare Amount ' |
Subcyntem e (A J000) - - (in Pesos) e

m“. II’ v, & v  . : L 342 R ;v , 229

'”A11 Fhases, Except o ?f457'_ ' o »;

*Dcri.ved fron Annex D, 'rablc D-7.

Note,: Figures might not total exnctly due to rounding.




60

Vehicle Replacement

‘The estimate of an aﬁn\ul dnk:lng fund intended for vehicle replacement
rests on the’ following premiges:

e Vehicles to be \ued have an econonic life of 10 years.
° Price of vehi.clu r:l.oec at an average rate of 10‘.( compounded annually,

e

o The cink:l.n; fund can earn an average of 12% 1ncerent compounded annnally.

_ . Table 14:
lrukdown, by Subsyutcn, of Estimated Annual Sinking
‘ ~Fund for Vehicle Replacement*

: ‘totnl Amount - Per Hectare Amount
‘Subsystea - (in P000) . (in Pesos)
Phase I . .2 . a
Phases II, IV, &V 61 S
AlL Phases, !xeept Iz - Y e X

% Derived fton Anne: D, 'rablo D-8. o v

N’o‘te:'_ _Pi.guroia gight not’ toegl'g#g;i} due to rounding, ~

&jor Reggtu .

"This item is i.ncended to build-in fund: which can be readily utilized to
repair damages brought about by typhoons and other natural phenomena. In.
view of the absence of information on which to base chiu estimate, an annual
requiremeat of ¥250 thouuand is arbitrarily assumed. As soon as more accu-
rate dats is svallable, this- muq»tion choul.d be changed (as appropriate).

I‘hc tol:al was anocatod on the bu!a of each’ anbayst:em s area relative to
totnl.: This. btukdowm is provided belov. _

Table 15:
lrukdm, by swsyatel, of Estimated Annual Sinking Fund
a for !hjor Repairs .

R o : o Totll Anount : Per Hectare Amoun' t
. Subsystem e . (in $000) - (in Pesos)
Phases II, IV, & V - 1,f.153.--5 .  ; - 103
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M&-}.ﬁh—n

To be able to live with mflation, it 10 estimated that about 10% of the' ,
previous year's total 0&M{ costs should be set aside in anticipation of
upvard movements in the cost of critical inputs (especially electricity;
vhich coqrisu a li.gniﬂ.can: part of estimated annual Oat, fuel and
lubricanu) _

B At current pricu. ﬁ:ho en:i.mted toul amount for cont escalat:l.on 1.
1694 :hounud ' . _

. o - _ "Table 16' : ' B
Btukdm, by Subsyctu, of Estimated Amnual Si.nk:l.ng Fund
' fot c:m: Elcalation

L . 'rotal A-ouat | i’et Hectaremunt
Subsystem ~ (in P000) ~ (in Pesos)
m o wm
A11 Phuu. Except III 3 " 367 | u

f‘_-mmn I, IV, &V
| Ml

(M LE.M&QLM_

' m BI.AD 1 !rojeet Papct contains ptojectiono on farm production and budget
‘per hectare. ‘l:lu fouwing uble i- deri.ved therefrom. :

e ~Table 17. . - . _
P:ojected Anmul Yi-ld” ‘Cost of Production, & Net Rettmu .
o (In Cavans Per Hectare) - : : _
o o s o ’ o Net Return Before
Yuu After ! Aumml Cogt of Production* =~ - Water Fees & .
Esmmm u.}._i d mes . Yarigble  Total ' __ Amortization®

L ST I B

1

*Cash values were converted to cavan-equivalents at P55/cavan,
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7.

6.2

The above statistics can serve as useful indicators of farmer-beneficiaries'

. capacity and willingness to pay a specific amount as an irrigation fee. A
- comparison with computed costs on which the fee might be based does not

provide much encouragement. The gap between benefits and costs would be
even bigger if we oonsider that beneficisries will also have to budget funds
for smortizing their homestead and farmlot and, while the farmgate price of
palay is assumed to remain constant at F55/cavan, the cost of production
(pacticularly of petroleum-based inputs) will 1nereau (t:hareby further
rcduci.ng net returns). : o

Iuth respect to beneficiaries' willingness to pay, it might be worthwhile to
note that random interviews have indicated that farmers are willing to pay
considerably less than what system costs would require. Existing private

 irrigstion systems, though less dependable than the proposed system,: normnlly
charge a maximum fee of only 14 cavans per hectare per year. .

IVENESS ) NON-F INANCL summ
-(Jcrry Silverman) L )

In uldtuon eo pmml u.igned to its Manila O!ﬂcc, USAID has uintai.ned
an Office in Naga City since 1976. That office has been responsible for the

Y

~aix separste projects comprising the broasder BIAD financial program. At

the time implemsntation of the Project began (January 1978), USAID/Naga
consisted of four full-time direct=hire American personnel plm a Filipino
support staff of ten persons. The Project Dﬁ’uu assigned to BIAD II were
all resident in Naga City until Msy 30, 1981.=' Current staffing of USAID/Naga
consists of one direct-hire American Dcvclopmnt Officer, a-Filipino Civil
Engineer, and & Filipino support staff of three persons. The USAID/Naga
office is located in the Regional headquarters of the GOP's Bicol River Basin

. Dewslopment Progrsm.(BRBDP), With the departure of the most recent USAID

o Project Officer in mid-1981, current plans are to assign a direct-hire

American Bngl.m in the Manils Office as the new Project Officer when he.
arrives on or sbout August, 1981. . In Naga, a Filipino Civil Engineer and
employee of USAID in Bicol since March 1978, will have his responsibilities

" inecreased so as to provldc cn-goins technical and monitoring support for

3IAD II.-

, "m natut- o! m&h cta!fing iu support of BIAD II is cu.rrently undergoing
. & change with the assignment of a Project Officer located there rather than

'in Naga City, The Filipino Civil Engineer and the Development Officer in
 Naga City will receiwve backstopping support from both the Office of Capital
vnuvclopuut mi the Ruu]. Agricultnul Developuent Of.ﬁce.

It is too oaﬂy to assess the c!fact of the current changc in the USAID

staffing pattera on the mitoring and techni.cnl uohtance functions of

usm ouppwt te nw II.

Ac tho time that the mct Tecent Project 0£ficor departed Nagn in mid-1981,

- he was responsible as Project Officer for two other projects besides BIAD II.
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b. Iechnical Assistance

No long term American or Filipino technical assistance personnel have been
assigned exclusively to the BIAD II project., However, the Project Officer
resident in Naga City from 1976 until May 30, 1981 and the Filipino USAID
civil engineer have engaged in technical discussions and participated in
decision-making processes with the staff of the PMO., The current judgment
of the PMO staff is that the TA provided in that manner has been appropriate
and that there has not been any inordinate interference in their work., Clear
‘evidence exists in USAID files that USAID personnel have provided extensive
on-going technical advice to PMO staff throughout the 3% years o£ project
1-o1.non:a:1on. , .

Hovovo:, it is alno true that the technical assistance providod in that
‘manner has emphasized activities related almost exclusively to the Physical
Infrastructure Development oonponont of the Projoot. There are at least
ehtoo-:oaoono for that: . , -

e AID financing is limited to that coupmn:"-‘-’
° Tho~!tojoot Offtoor and his Filtpino assistant were both ctvil Engineers;

‘9 Loog-tor-vtzrigncioo oyoton oporattonnl ooalidorattono. 1ncluding the
role of the proposed IAs, tocaivod lovor prioricy chln phyoicol intra- a
structure by MAR 1:.01!.

In addition to the Technical Anoto:anco provided by uaazn poroonnol. appro=
xinntoly 6 po:nou uoncho of intermittent ohort-torn TA vas ‘also provided,

Givon thio nodoot Tochnioal Aooiotanoo, it should be noted that the PMO's
perception of USAID involvement is that the Mission has been "mostly cone
‘cerned sbout their money" and, therefore, that USAID involvement has empha-
oizod Projocc Honitorins rather than technical aloistanco.

¢. Monitoring nd By uon'_'

USAID monitorins o! BIAD II 1mp1emontat1on on a day-to-day basis has boon
primarily the responsibility of the Project Officer. USAID files support
the judgmont in tho AID Audit Mbmorandum of October 6, 1980'

USAID/Philtppinoo is doing an exemplary job of monitoring tho
grant and loans. This is particularly evidenced by its frequent
interventions, and constant monitorship of BIAD II 1mp1omonto-
tion problonl....(p. 3) .

The quality of USAID monitoring hao boon facilitated by the aooignnone of

the Project Officer to the USAID Regional Office in Naga City rather than-

Manila, assisted by a resident USAID Filipino civil enginoor. Aofroportod
" above, thot situation rocently changod. e _ I

' 42/ Refer to Input Table in Appendix f Bovised Iogical Framework
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The Project loan Agreemed%éjspecified'that “The Parties agree to establish
an evaluation program as part of the Project." It is clear from the Critical
Performance Indicator (CPI) description in the Project Paper sthat USAID
planned on conducting formal evaluations of BIAD II jointly with BRBDP and
MAR on an annual basis; beginning in June 1978, Therefore, the evaluation
reported herein should have been the fourth in a series.

"Actual performance has been short of that ideal. -0711 one joint evaluation

- has preceded this one; conduct’g during June 1979%/ In addition, AID Auditors
conducted an audit during 1980, -/which can also be viewed in terms of the-
evaluation function. - : ' -

A deficiency in the USAID and BRBDPO formal monitoring and evaluatiom process
for BIAD II has been the almost total neglect of substantive assessments of
the Institutional and Agricultural Development (IADD) Component. As reported
above, USAID concern has been almost exclusively focused on the Physical
Infrastructure Development (PIDD) component. The 1979 evaluation report '
devoted two paragraphs of a ten page report to the IADD coqonont and not
one recommendation was made in that regard. The 1980 Auditors' memorandum
limited its remarks about the IADD component to 38 words in one sentence.

In a total of aspproximately 36 monthly reports written by the Project Officer
to date, slmost no references to the IADD component can be found, PFurther,
it is important that the few references to the IADD component mentioned above
were invariably complimentary; the combined massage was that no significant
problems were being oxpc::l.oncod nor were any expected vith reference to that

_component.

The undim of this Bvaluation Teanm, nportcd ‘in Sections II/V, subsections
5, 10, 11 and 12 of this Report, suggest that earlier attention to the IADD
component by USAID was necessary and might have resulted in appropriate .
changes in strategic direction and the provision of appropriate technical
assistance in order to improve portomnco in that nm: crucial upcct of

- BIAD 1I. _

Pinally, the Office of Ruui and Asricultural Devolopinnt: (ORAD) should be
commended and urged to continue its current approach to joint project evalua-
tion or monitoring. That approach is dugtibod in Annex A of this Report.

4/ Project losn Agreement between the Republic of the Philippines and ;hc

United States of America for Bicol Integrated Area Development lu a=

Minalabac land Consolidation) (Jamuty 13, 1978), p. 11.

44/ 1979 Evaluation Bul Im:c a o A u le mnc Profect (Jsmc 22 1979).




GOP MANAGEMENT STRUCTURE (Jerry Silverman)

The structure of GOP Management for BIAD II is illustfated in Figure 2 below:

FIGURE 2 ,
ORGANIZATIONAL CHART:
‘ BIAD II
'NACIAD
“Cabinet Coordimator| | Minister | " NATIONAL
mDP r----- m v - .
r [-----' ]
PMD
. hojecc cogrdinltor — 2 e o e e e Project S p——— i‘:d COnlo. .PR-Q-J-E-CI
Manager idation
. MAR ' Promotion

Comnittee

The Ministry of Agnrian Reform (MAR) serves as the Lead Agency, with the,
participation of fou:teen other Government agencies at l:he Regional level. &y

The magmn: structure is bued on the principle of decentral:l.zation of
authority vertically to the Regional level, This is an important considera- -
tion in the assignment of management responsibilities. As an integrated

Area Development Project. (IAD), coordination of the inputs of var:l.ous govam-
aent agencies is an equnlly important pr:l.nc:l.plc. ' .

40/ The uiniatries of Agrarian Reform, I.ocal Government and Community Development

Health, Agriculture, Social Services Development, Education and Culture,

Public Highways, and Public Works; plus the Office of the Governor (Cmtinel
Sur), National Economic and Development Authority (NEDA), Area Development
Team, National Irrigation Administration (NIA), Land Bank of the Philippines,:
Bicol River Basin Development Program (BRBDP), and the National Food Authority.
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a. National level

The Minister of Agrarian Reform (MAR) has responsibility for providing
nationsl level line management support for the Project. The Chairman of
the Bicol River Basin Cabinet Committee (currently the Minister of Public
‘Works) has responsibility for coordinating national level support by various
Ministries and Agencies for the Project. In practice, the most important
management link vertically between the National and Regional levels is the
1ink between the Deputy Minister of MAR and MAR's Bicol Regional Director.
Since policy and financial review and control is supposed to be delegated
to the Regional level, the responsibility of National level agencies is
limited to the provi.si.on of aupport to, rat:her than- control over, *uubox’dinnte
agencies. -

o

b. Regiona 1nm1'

The Bicol Regional Director of m 13 the deai.gnated Project Director of
BIAD II. He is supposed to have MAR's full authority to manage the Project.
He is sssisted by a Project Management Office (PMO) under the .leadership of
- a Project Manager who is also a MAR officer. In addition to administrative
staff, the PMO is divided into two divisions; the Physical Infrastructure
- Development Division (PIDD) and the Institutional and Agricultural Develop-
ment Division (IADD). Persomnel are currently assigned to the PMO on eithex
a full or psrt-time basis by seven different a ﬁ,cies. l‘he curr.ent staff:l.ng
pattern of the mo i.u 111ultuted in Eigure 3. )

U

s SR

47/ The current uaff:l.ng pattetnh sonewbat different from t:hat. preunted m
the Project Paper, p. 80. - : , - o

. 4,,.:::3.; I

BEST AVAILABLE COPY
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FIGURE 3

ORGANIZATION CHART:
‘PROJECT MANAGEMENT OFFICE

(¥40)

Land Consolidation
Promotion Committee

P!ojec: Manager X

3_(CON)

2 cow) |

Mayors Rep. (1) ] (MAR)
Priest (1)
Landowner Rep. (2) S
Youth Org. Rep. (1) Project Monitoring
Farmer Rep, (3) . % " and -
Women's Org.Rep. 2 Budget Staff
‘SN Rep. (2) , ruﬁ'%?m’ﬁn time
Barangay Captains' 1 (MAR) = = |
Rep. (1) - 2 (CON)
[ Deputy Project puty Project ‘ "ﬁeput:y Project:
Manager: e Manager: N . Manager:
PID Administration ~~ IADD
—(CON) ~ (MAR) 3 (vacant )%
DPM Office 1 L Cash ' | Compact Parm/
T Fad L[ FT T | Irrigators Assoc. |
2 (CON) - 1 (MAR) . - Coop Development
‘ 2 (CON) - T o
. 6 (MA) = 2 (MA)
* [Design/Plamning/ | | Accounting L= 2_(qacep) |-
Maintenance | k. P e ' '
2 J + 3 1 MAR) - Integrated Estate
1 (MAR) - - 13 (CON) - - Development
- | 8_(CoN) - "F'.I.‘ PT
» ) 1 SLBP[ 1 ‘LBP:
Survey - | | Supply/Propert :
P = !‘E : - ﬁﬂ p__pr—' y Women and Youth
12 (MAR) - | 12 (aR) - - _ Development
- |34 (CON) ‘- ]1 (coN) - FT f PT
, — I _ 2 (MAR) 2 (0A)
- Material Quality | General Sexvices 11 (MA) 7 (WOH)
__Coatrol | I K |1 (MOH) _ 1(MSSD) |
EI . P 1 (MAR) - ' .
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(3 Co) "= 2 MAR) - .|’ Applied Agricul-
7_(CON) ' _tural Research |
rmgineering . FT PT
‘ F’! __P! 1 (MAR) -
1 2 (MAR) - 1 (A 3 (MA)
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FIGURE 3
(continued)

* The Deputy Project Manager, Jordan Chavez (MH;CD), wag killed in an
automobile accident in May , 1981.

Total Staff Ccntribul:i.on

Abbreviations A ' Full frime , Part Time

BRBDP B.i.coli River Buin Development Program - L 2
CON  Contract with PMO or Casual R 65 |
LBP | Land Bank of the Ph:l.].;'l.pp:l.nes 1 ' 1
H’Ak Ministry of Agricultuce ' o 8 o 7
MAR | Ministry of Agrarian Reform 20, | -
MLGCD - Ministry ;of lacliGovermnCand T K

: con—m:l.ty Developmect I PRl L2
w4 MateyofBesltn . T 1 7
HSSD,V S | ‘mn:l.scry of Soci.cl Service Deve10pment: _— ﬂ .:A _1_ |

'rorAIs_ 85 20

PR G,
oo e e, ST

[

.Ihus, by intcgrct:i.ns perlonnel fton seven different agencies dtreccly within
'the PMO, iaternal integration of both conceptual perspectives and mlt::l.-
: sectoral project :I.nput:a is mxi.nized at t:he operac:l.onal level.

Another i.q:ortant organi.nti.oml nechcnism for integration and horizontal 4
coordination is the Composite Management Group (CMG). The CMG comsists of

the Regional Directors of the various ministries and other line ageancies,
plus representatives of the Governor's Office (Camarines Sur), the Area
Development Teams, and so forth, The purpose of the CMG, which is chaired by
the Regional Director of MAR/BIAD II Project Director, is to set policy guide~
lines and facilitate coordination among the members of their staff who, al-
though iax% ved 1a nm I hplcnent;ation accivi.c:l.ec. are not seconded as

PMO su!f . ; ; S ,

48/ Paul llwick md Jen'y stl.wrmn obcemd a OMG meeting at' :he PO on Hay 26,
1981. The Agenda contained the following items: Project Status Report (as
~of April 30, 1981) preseanted by the Project Manager; Nomination of & new
- Deputy Project Manager for IADD; and an open discussion of implementation
- problems and constraints. 'Attending the meeting, in addition to selected
PMO staff, were the Regional Directors of the Ministries of Agrarian Reform
(Chcirmn), Local Government and Community Development; Health, Agriculture;
Social Services Development, and Public Works; the Regional Directors of the
National Irrigation Administration, Bicol River Basin Development Progranm,
and the Land Bank of the Philippines; and a reptecentative of the chernor'
Office (Camarines Sur). , :
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The BRBDP Program Director is both a member of the CMG (BIAD II Project
epecific) and has the task of coordinating all Integrated Ares Development
(IAD) Projects in the Bicol River Basin. In that latter context, it should
be noted that BIAD II is only one among ten IAD projects in the Bicol River
Basin, A Regional Bicol River Basin Coordinating Committee, chaired by the
BRBDP Program Director, is the venue within which broader inter<agency
concerns and issues are addressed. Thus, the CMG constitutes a sub-element
of the Bicol River Basin Coordinating Committee which has responsibility

for all ten IADs in the Bicol Region. AID is also providing assistance to
two of the other BIAD projects: Libmanan-Cabusao IAD and Rinconada-Buhi/Lalo

IAD. _ )
c. future Sgrﬁctﬁral‘Changea

Although the current structure is appropriate for the implementation of
BIAD II, the question of how beneficiary organizations will be supported
once the project is completed and the PMO and Q4G no longer extst has not-
yet been addressed.

As discugsed above in Section V, subsection 5 of this Rzport, the original
design of BIAD II requires that the irrigation systems constructed by the
Project are to be turned over to Irrigators Associations which will "be given
ull rea onsibility to manage, operate and maintain the systems /smphasis
added/. This complete turnover of the systems to organized farmer bene-
ficiaries is supposed to occur "prior to the third full crqpping season after
construction is completed and operational in each phase.2Y The current project
" manager interprets that requirement to mean that the PMO retains control of
each system for only six months after completion in each phase. That also
means that the PMO is scheduled to fold its tents and fade sway no later
than the seven month after completion of the last phaoe irrigation system
comes on stream.

The Evaluation Team has presented in subsection 5 above the reasons that it
thinks both the timing of the turnover and the extent of that 'turnover"
should be reconsidered. Thus, those reasons are not repeated here. Rather,
we devote the remainder of this subsection to a discussion of some of the
1mp1£¢ationn of such reconsideration for GOP organizationm. -

(1) Iiming. The PMO should retain ultimate authority over each irrigation

lyltem for at least two full cropping seasons--one wet and one "dry"--prior

to the turnover, It should continue to monitor and assist the Irrigators!

Association in a aupport position for at leaat one additional year following -
. the turnover. _

(11) Backstopping Raqponsibiltties. Although the Irrigatora Asaociations

(IAs) should have the fullest responsibility possible for the mansgement,
operation, and maintenancg of the system, ;t is unrealistic to expect them

527 letter from Director Salvﬁdor Pejo (MAR) to Director  USAID/Ph111pp1nos
(January 24, 1978) in response to Conditions Precedent 5. 1(3) in Profect
Loan Agreement (January 13, 1978), p. 9 and 10.

50/ Project Loan Agreement, p. 10.
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to assume complete responsibility without at least some continuing technical
and financial ‘support auiotance from a GOP agency or agenciec.

Rncogniuon .of the need for support assistance does not mean that the freedom
of the beneficiaries would necessarily be constrained by GOP agencies. The
IAs should receive financial assistance in response to "an approved annual
budget through a Regional or Provincial level GOP agency and retain manage-
ment authority over disbursement of funds received. The IAs should alsoc be
responsible for determining the type of technical assistance required from
backstopping GOP agencies and to manage that assistance as provided. However,
"the Evaluation Team repeats its judgment that the IAs cannot be expected to

- operate completly alone nor on the basis of uncoordinated ad hoc relationships
with the wide range of GOP agencies that might theoretically be 1n a pos:l.ti.on
to provide uai.sunce. ' :

(iii) Options for Post-?roject Org_a_nizational Stmmre and Plscement, There

are at least six general alternatives for the organization and placement of
backstopping assistance to the IAs. Examples of ecch altemt:l.ve are illus-
trated by the lhtrix in Figure 4 below:

'grcunz b__

Organizational @ | T S

Types = | Fimc:l.al S ‘l.'echntgal -

lead Line Agency == e.g., ) NIHMA/FSDC e.8., MAR/NIA/MA/FSDC

‘Regional or Provincial |[e.g., nnnansztce of | e.g., BRBDP/Officc of

‘Organization - the Governor ' - the Governor
New N T ' T

Integut.ed Developmnt -} e.g., Permanent PMO ' e.g., Permanent PMO

Agency oD ‘

MW e e e

'rhere are both ad\mntages and disadvantages ("tradeoffn") to either eod:ining
- the financial and technical support functions within ome backstopping organi-
‘zation or separating them between two organizations. If those two functions

" are coubined within one agency, integration of financial support and technical

requirements is enhanced. Alternatively, if each is assigned to separate

agencies, performance within each function might be maximized, This might be -

especlally true if financial responsibility were assigned to an agency with
strong links to national level offices like the MOB, COA, or Malacafiang, but
technical responsibility was aui.gned to a Regional Organization l:l.ke BRBDP 5
or a pemnont PMO ' : _ , , : ,



There are also "tradeoffs" to be considered when choosing which type of

organization should have primary responsibility for providing support as
illustrated in Bigure 5 on the next page.

Serious comsideration should be ‘glven to each of these vatioua alternatives
and "tradeoffs" prior to making a final decision.
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ALTERNAT ' 1
l_‘.glemn or ‘ }hjgg Mv tagen fox vants

" lead Li.nc Agsncy

| non-area focused projects;
o

Provi.del a bau in a _
- permanent institution;
Providu htgh-lovel dqct-
sion involvement; =~

Sometimes appropriate fnr

Often simplifies initial
preparation process apd -
resource flows. :

Jo Linits sectoral focus of
project a:tatoxy,

- o Often thers 15 4 preoccu-

pation with national
problems rather than
. local variations;

 jo An unwillingness to delo-

gate significant opera-
tional au:hority is
common ;

jo Often accompanied by
Jealousy of other linc :
' agenci.u.

Supporting Contingencies

e High capability in
appropriate agency;

e High priority on insti-
- tutionalfgation; -

® Agency has high target
group orientation;

o National leadership com-
mitment critical for
success.

l

Regional Organizdtioh .

Ptovidea local fom H
Sometimes helps to concen-

KIRES

trate authority over pro-
ject activities;

Can build planni.ng*una im=
plementation capability t.u

permanent ent:it:y. .

® Oftou; has lov institu-

- tional and human resource
capability;

¢ . Subnational units often

have little leverage over

line ministries whose

activities affect the

- pRoject.

e High coﬁitmght to decen-
tralization;

e Uniqueness of target area;

e High capability of target
group orientation.

»‘1/ Adapted from'

New Integrated Deve lopment
Agency

Helps comprehenaiveneu of
project overview; '
Provides local focus with
access to higher level

Can avoid overly oppressive

audit and control procedures

[ ] Line agency competition
can cripple performance;

|o Complex commmication

‘needs .,

‘1@ Good history of inter-

agency cooperation;

e Technology sensitive to
lack of complementary
inputs; '

e High target-group orienta~

tion and capability.

James A. Carney,
An Example of the Structure and Process of Integaced Rural Development, a Field Report Prepared Under AID Contract

Jr., George Honadle, Thomas Armor, Coordination and Implementation at Bula-Minalabac;

No. DSAMAC-0065, fos USAIDIMani.la (Maxch 1980), g\ 12 (Flgute 1-3).
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EFFECTIVENESS OF GOP MANAGEMENT (Jerry Silverman)
a. National level '

The twin concepts of decentralization and coordination provide the fundamental
conceptual basis for the management structure and functions of BIAD II, With
that ian mind, the evaluation team attempted to assess three dimensions of
national level commitment to the Project: level of GOP financial support,
degree of control over or support to project lavel management (vertical),
level of coordination and cooperation between agencies at the National level
(horizontal) . :

(1) GoP ?1nanc1a1 Suggort. According to the Project Agreement between the

GOP and USAID, the former would be responsible for funding all costs in excess
of the $2,25 million provided by the AID loan. The original estimate of those
costs was the peso equivalent of $2.6 million. A subsequent amendment to the
loan Agreement raised the AIDvallocation to an even $3 million.

Due to 1nf1ation ‘and delaya in projoct tnplemontation, a new budget request
totaling P75 million (= $10 million) was submitted by the PMO in 1979. That
request wvas based on the assumption that the Project would be completed no
later than December 31, 1983; 12 months beyond the Project Activity Completion
Date of December 31, 1982 specified in the Project Agreement. The result of
that request was tho approval by the GOP of an allocation of 69,016,982

( $9,202,264) in 1980; an increase over the original estimste of F49,162,010

( $6,554,934) or 40%.overall and 78% in the amount funded solely by the GOP.
However, even that substantial allocation is not aufficiont and, within that
total allocation, cash flow is a problan.; ; L

There are three difforont factora which havo contributod to the cash flow
problem: delays in disbursement of funds due to poor performance in the
budgeting/funds release process; "delay" of reimbursements by AID, and over-
all limitations on GOP financial resources. The "“delay" in raimburaementa
by AID is discussed in detail in Section V, subsection 6a of this Report.
The nature of limitations on overall GOP financial regources can be 1n£erred
from various discussion points throughout this Report.

. With reference to delays cauaed by poor performance in the budgeting/fundo

release procoss, AID's Audit Report in October 1980 stated:

‘ _Quoationable ability to perforn.['lth reference to the contracting
process/ has been aggravated by funding problems, due to the GOP
-funding processes [sic/. At the timethe:loan was signed, authorized
funds not spent by the end of the year had to be returned to the :
GOP treasury. This has since been changed, whereby unexpended funds
may be carried forward. Original funds were not made available until.
May 1978 which meant that almost all of the dry season was missed,
Delay in receipt of yearly funding also occurred in 1979 and 1980,

MOB now believes it will be able to release 1981 construction funds
by January 1981, However, this will still result in delaying Phase
IV construction for one year. This is because advertising for bids
is not allowed by the COP until funds are released which caused
further delayo....
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The importance of this aspect is illustrated by a current situation
[19807: MAR and the Mission are in the process of approving plans
and specifications of Phase IV-B of the project. The most opportune
time to advertise, obtain and reviey bids and make the award would
be between September and December 1980, respectively, so that the
wvinning contractor eould start work in January 1981 at the start

of the dry season.

However, this cannot be done because of the rigid law which, MOB.
insists, cannot be waived., Therefore, advertising will take place
in January 1981, and, with MAR's slow review procedures, the con=-
tract will probably be awarded in May 1981, again losing most of
the dry season. As a ’re_ezg}t real construction work will not ,
begin unt:il' January 1982: x

However, although the proble- described above cont:tibuted ouboun-
- tially to delays in implementation during the first three years
of the project (delsys which camnot be recovered), the budgetting/
fund release process has been amended and during the first :
quattere of 1981 tunde heve been received on a tinel.y buisw

Although the resolution of problems ueoeiated with the budaett:ing/fundv
release process have been resolved, the amount of annual roleuea within :
the total budget: allocationl st:ill temine a problen. -

The Budget: ceiling for 1981 was linited to 318.5 million ( 32 3 uillion)
and the PMO expects that the same ceiling will be imposed for both 1982 -
and 1983 as well. Although representing only very rough estimates, the
revised Input Table in Annex F of this Report suggests that financial
:equirement:e for t:hooe cwo yeers n:l.ght oubetantially exeeeed thet ceiling.

" Nevertheless, that level of finenciel support is an ication of deep
commitment by the GOP to BIAD II. Future projecti / suggest, hovever
that an increased l.eveI of support will be required for successful project
completion in 1986 plus annual lubaidies for operations and ‘maintenance
indefinitely beyond that date.

1) Vertical Cont:gol. ot St_;ggort. With the exception of a very strong g ntrol
. orientation by COA towards the authorization of construction contracts;2/ the
" Central Government has practiced a remarkable degree of support for--rather
than control over-~the Project Director and his PMO staff. Functionally,
the national level BRBCC no longer operates as an organic committee with
 reguarly scheduled meetings. Although this is primarily due to the reorgani-
zation of the Bieol River Beein Developnent Progun, ic also ouggeeto that

5% AID/AAG/EA Memorandum Audit Report No. 2-492-81-1 (Oct:ober 6, 1980), p.8 & 9.

53 Although, for reasoms not yet underatood by eicher MARorUSAID only 50% of
such funds were released. o :

3% Section V, Subsection 6b. o : S

55 Discussed in Section V, Subaection 4b(i) of this Report. '

BEST AVAILABLE COPY



that Ministerial level interventions are not often required. It is only
Minister Juinio, as Cabinet Coordinator for the BRBDP (rather than in his
capacity as Minister of Public Works) and Minister Estrella of MAR who
regularly ‘exercise a direct role at the ministerial level in the implementa-
tion of BIAD II. The other ministers who were members of the BRBCC and are
nov members of the National Council on Integrated Area Development (NCIAD)
act in response to problems that arise on an ad hoc basis in response to
initiatives taken within MAR., From the perspective of decentralization,
this is appropriate behavior. o

In its exercise of the lead agency position, MAR provides on-going manage~
ment and technical supportto the Director and Project Manager of BIAD II
through the office of Deputy Minister Labayen. All the available evidence
indicates that the behavior of the Deputy Minister and his staff is supportive
rather than directive, Although the Project Director and/or Project Manager
spend an average of four days a month in Manila with the Deputy Minister and
his staff, it is clear that those meetings are almost always initiated by the
PMO in order to get help on specifi¢ problems. These meetings are seldom
initiated by the Deputy Minister in order to imnstruct project officials. The
type of help normally requested by PMO staff involves the Deputy Minister's
intervention with other national level officials on such matters as authori-
zation for budget releases, contract problems, civil service appointments
for staff recruited directly by the PMO, and assorted budget questions.
- Although specific solutions to those problems are often delayed, PMO staff
report that decisions concerning what opecific actions the Deputy Minicter
office will take are innndiate. _

Another indicctor of the level and orientation of support rather than control
is the secondment of staff from Manila to the PMO for short, recurring, and -
long term assignments on an as needed basis. That type of support has been
limited primarily to the engineering/construction area and has been steadily
increasing since the first joint evaluation of the Project in June 1979,

Thus, MAR's Manila based chief engineer (and one of the authors of this
Report) has been visting the project site in a support role on an everege

of three times per month since late 1979. }n addition, following AID's Audit
Report of October 1980, four MAR engineer have been seconded from Manila
to the PMO on a full time basis since January 1981, Another Mechanical and
Electrical Engineer has been seconded on a recurring basis since the middle
of 1980 and will continue to. provide support to the PMD for pump inetellation
and etert-up. v o

This type of vertical nenegement relationship which relies on project level
managers to initiate actions with national level agencies providing respon~
sive support is the heart of an effective decentralized management system.
As currently operating, with the exception of the contracting process, the
commitment of the GOP to that principle goes far beyond eimple rhetoric.

(111) Horizontal Coordination end Cooperetion. Because of the manner in

which the system actually operates, as as described above, horizontal coordina-
tion at the national level is of minmor importance, except in the case of

56/'Three civil engineers and | one geodetic engineer.
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contracting. In the case of contracting a decentralized process is not
allowed to operate. Probably for the same reasons that the national level '
agency (COA) responsible for retaining control over the contracting process
does not appear interested in relinquishing that control, the level of coope-
ration between MAR and the Cabinet Coordinator of the BRBDP on the one hand
‘and COA on the other hand has been disappointing.

b. Regional Level,‘

Since effective functional authority has been largely decentralized from

the national to project level, three dimensions stand out as important
 indicators of local level commitment: horizontal coordination and cooperation
among involved regional agencies, the extent to which Project level manage-
ment exercises the authority delegated to it, and the level of energy applied
to project activities by assigned staff. Thus, the evaluation tean attempted
to assess performance along those three dimensions. :

(1) Horizontal Coordination and Cooperation,  As described in Subsection 8
above, the principle mechanism for horizontal policy coordination and coopera-

tion within BIAD II is the Composite Management Group (CMG). Although the
CMG meets only intermittently on an ad hoc basis {on verage about four times
a year), reports from the PMO indicate that it is a supportive group which
smooths the interactions of the ‘fifteen vegional government agencies parti-
cipating in the Project. Given the principle of deeentrauution to the
project management level, the degree of- parti.cipa;ion pracciced by the
Regional Di:ectou with:l.n the Q(G is approprhte. o ‘

‘The mechan:l.cn for 1ntegrating t.ha input of these fi.fl:een agenc!.ea at the
operational level is the PMO itself. Full and part-time personnel are -
assigned to the PMD from different agencies. The degree to which personnel
assigned from agencies other than MAR are directly managed by and are res-
ponsive to the direction of the MAR Project Manager is remarkable. There
is no question in theminds of the evaluation team that the PMO is an inte-
grated implementation unit and that the ptimry employment identification
of its full time staff is with the PMO. In the context of comparative
experience in several other countries, this is the most effective example
_ of functional 1nter-agency mtegration ever witnessed by the Evaluation
Team Leader, e

(u) Exercise of Delegt:ed Authoritz. ‘The exercise of delegated authority
by subordinate mansgement levels is not an automatic response to a delega-
tion of authority from higher levels. Rather, responding to a delegation
of authority by referring all but the most minor decisions back to higher
authorities for approval is a frequent characteristic of initial efforts to
decentralize a system, However, there can be no doubt that, in the case of
BIAD II, the PMO has seized the authority delegated to it and exercised that
anthority to its fullest extent. Thus, the Project Director has exercised
the right to divert funds available from one aunnual budget category to

. another as new requirements are identified and/or priorities shift, The
Project Manager has authority to make expenditures for individual items up
to a level of $10,000 ( $1,333) without prior Project Director approval.

In addition, the Project Director has authority to make expenditures up to
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a level of F100,000 ( $13,333) and to enter contracts up to a maximum of
$1 million ( $133,333). Further, the Project Manager exercises his owm -
authority in the recruitment of new staff for the PMO. Finally, as discussed
above, major decisions concerning revisions in the design of the project
itself have been made at the PMO level as project implementation has evolved.
The flexibility that the system--as it has been operating--allows is at the
heart of effective uplmnt:ation of a conplex project like BIAD II.

Iaaving aside judgnent concerning the quality of spocific deciai.ons mde v

at the CMG/PMO level,” the exercise of that authority at the project level

is most impressive. If significant errors of judgment at local levels occur,
it is not the fault of decentralization but rather a problem in the assignment
of specific individuals to positions of responsibility at the project imple-

" mentation level. In the case of BIAD II, that has not been a significant

problem; the Evaluation Team leader is very much impressed. by the high qual:l.ty |
of reoponaible umu of t.he project: lovel mple-nution tun. '

(111) lavel of Energz of Aulg\_ed Staff. ‘l.‘he Evaluntion Tum would like to
think that one result of the decentralization that has occurred is the high
level of energy expended by the PMO staff, However, whether or not decen-
tralization is an important contributing factor, it is evident to the external
members of the Team that the majority of PMO staff members devote much more
time, energy, and creative thought to the implementation of BIAD II than is
normally observed among civil servants. Twelve members of the staff, 1nc1uding
the Project Manager himself; actually live at the PMO and are--in a very Teal
sense--totally immersed in the project.  In addition, the Deputy Manager of

the PMO for Physical Infrastructure Development resides in the Project Area
close to the PMO, Various external members of the evaluation team observed

PMO staff working late into the evening both at the PMO and other project

sites on more than one occasion and heard reports that this was not uncommon,
The reports of earlier visits by other DAI consultants also indicate & high 58/

- degrea of com:l.tmnt by HlO staff to ths succenful 1mplemn:ation of BIAD II

LAND CONSOLIDATION AND TENURE REFORM (Jerry s:llvemn)

If the "gut:o" of BIAD II :I.s t:he muive physi.cal transformation of the Bula-
Minalabac area into a productive irrigated rice producing area, the "heart"
of the BIAD II Project is Land Consolidation and Tenure Reform. Under the
terms of the Operation Land Transfer Program (OLT) of the Ministry of Agrarian
_Reform, 2,668 irregularly shaped and scattered farmlots overwhelmingly worked -

)

That discu'u.i.on 1is. reunied for Section 4-6 and ‘10-'12 of thi- Rlaj:orc':;v

38/ James Carney, George Honadle, and Thomas Armor, Coordination and Imple-

mentation at Bula-Minalabac: An Mle of the Structure and Process

of Integrated Rural Development; a Field Report prepared under AID
Contract No. DSAN-C-0065 for - USAID/Hnnila (Harch 1980).



_ by approx ely 1,200 tenants and squatters will be consolidated into .
v 1,230 lot These 1,230 farmlots--plus about 23 others to be brought
under cultivation--will be redistributed to approximately 1,253 farmers

by the time-the Project has been completed. /

Under the terms of OLT, each farmer-tenant with rights to the land will

be awarded a new consolidated farmlot equal to the total size of his current
holdings within the minizum and maximum size for irrigated rice land of

1«3 hectares; minus 500-600 square meters for & homelot in & new consoli-
dated residential community (refer to Section V, Subsection 11 of this
Report) and 12% for Right of Way. For those farmer-tenants currently
working an excess of 3 hectares, the additionsl land will be awarded to
qualified members of their family capable of an committed to working that
land, An additional 11 owner operator of farms in the Project Area, with
an average landholding of 6.5 hectares, will be allowed to retain the size
of their current holdings without maximum limit (minus 12% for Right of Way).
Following completion of the Project, any excess agricultural land will be
allocated to qualif:l.cd squatters in the Project Area,

a, Surveys n:aimmdunin |

Progress in onrvcying. coqmtins, and mpptng the cnt:l.re Project Area hu
been significantly delayed. This task requires the identification of all
farmers within the project area and determination of the total hectares
farmed by each one, That is followed by a resubdivision of the entire
ProjectArea into appropruta oizcd conaolidcud fanlou md the auignmnt.
of a famr to. uch one. . . R .

Although thc l’roject Papcr aud original inpleuntat:lon plan projected that
all new consolidated farmlots would be mapped and assigned and that all .
farmers would have occupied those lots and received their CLTs by December
. 1981, only the survey, computations, mapping and assignment of farmlots to
farmers in Barangay San Ramon (300 hectares) has been fully completed. In
addition, the identification of farmers and the computation of each farmlot
size (but not: Iocation) lue been comleted for all si.x remaining barangays.

At current otafﬂng leveh, :he PMO believes that it can complete the entixe
task of resubdividing the entire Project Area into appropriate sized conso-
lidated farmlots and assigning a. fata\et to each one by October 1983; according
to the following schedule: - .. - . ,

39/ At the time BIAD II was designed and the Project Paper writtem (1977), the
three large estates of the Project had already been expropriated by the :
- GOP (Lirag estate in 1961 and the Hernsndez and Silverio Estates in 1972). -
By early 1977, 756 farmer-tenants had already been issued Agreements to
sell or Certificates of Land Transfer (CLTs). . ‘

50/ Five of these ll owner operat:ors live ncarby but. outside of che Project
Area, , S
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Estimated
. o Completion .

Barangay o . Date
Silverio (Phase II) . Sept. 81
San Agustin (Phase I-B) Mar. 82
San Jose (Phase IV~A) o - Nov, 82
Baliuag Viejo (Phase V)- - Jan., 83
Sagrada (Phase 1V-B) May 83
San Isidro (Phaae III) _ Oct. 83

The aubstantial delay in this survey, couputation, and mapping work has been
due to delays in release of funds by the central government; reallocation of
funds and staff within the PMO to major infrastructure construction activities;
insufficient numbers of staff for aurveying and computation, and inadequate
availability of transportation. . L ,

Somo of these problena hava recently been ameliorated to some extent (e.s.,
a full time draftsman was hired in January 1981) and there is reason to '
believe that some of the others will be resolved in the near future. Thus,
the PMO has forwarded a request to MAR for additiomal supplemental funding -
from MAR's Line Budget to enable the PMO to hire a third survey team. If a
third survey team were added to the staff, it would be assigned exclusively
to land consolidation survey work. Currently, the two available survey teams
share responsibility for land consolidation surveys with other responsibilities
required by the infrastructure construction in the Project. PMO staff expect
that with the addition of a third survey team and the hiring of a private
contractor for surveys of Phase IV and Phase V, completion of surveys, compu=-
tations, and mapping could be advanced to April 1983, However, unless addi-
j tioual conputero are: hired, a bottlenock will most likely still remain.

l b, Conaolidation and Relocation

To_datc, ao conaolidation haa occurred in the sense of new CLIs being issued
and no relocation has occurred in the sense of actual movement of farmers
from plots currently being worked to the new consolidated farmlots. San
_Ramon (Phase I-A) will be the first area in which that actual movement will
occur. The pumps and irrigation system in Phase I-A began operation on a
test basis only on May 28, 1981. According to the PMO, farmers in each Phase
are permitted to farm their old land no longer than one full cropping season
after installation of the new irrigation system. However, at a meeting on
June 6, 1981, the IA of San Ramon decided to occupy their new Farmlots imme-
diately prior to the next cropping season; although approximately thirty
farmers will not be able to do 80 because land improvements have not yet
bcen completed. . : . L _ : -

Once farmcro hawe moved onto their new farmlota, they will be organized into
compact farms which serve as integrated production units. These farms will
consist of 10 farmers each and range in size from approximately 19-25 hectares
each (refer to Section V Subaection 5) v, o a ‘

_y Does not include couputationa required by Burcau of Lands to process CLIs.



c. Lland Titlin

The process through which the farmer receives a CLT or Agreement to Sell for
his new consolidated farmlot and homelot is complex:

e First, his current ™holding" must be surveyed, computed, and mapped;

o Second, the entité barangay within which he lives must be divided into
the apgroprma number and size of eonaoudaud farmlots. and one must
be assigned to hi.n, :

o Thirxdly, aurvey documents must be prepared fot hin by the PMO for revievw
andapprmlbythe&:ruuofhnds,: .

e Fourthly, foliowing approval by the Bureau of Lands, CLTs or Agreements
to Sell can be issued by the PMO, representing MAR, to thosge.residing in
San Ramon, San Agustin, San Isidro, Baliuag Viejo, and Mataoroc. For
those residing in San Jose and Sagrada, MAR will issue an Emancipation
Pat:gi/follwing miev of the ear. of land nottuntion by the Land :
Ban .

As d«cribed abovu,, u: is not expccced‘ thnt the ucond step vill,be, coupleted
for the entire projsct area until April 1983 at the earliest. However, it is
also expected to bea common practice for farmers to occupy their new farmlots

prior to cmletm of tha thi.rd aml fourth supc S

11. HOMESITE DEVELOPMENT AND RELOCATION (Jorry s:.lverun)

a. rovements

- The project duign hcludu t:ia nloea:ion of farmer bmﬁcune. to a

~ developed community consisting of prepared homelots of between 500-600 square
meters. Ten percent of the homslot {s normally used for the house while the
‘remainder is svailable for backyard projects (e.g., gardens, poultry, and/or
small animals). The homelot area is considered to be a part of the total
land allocati.on ot between 1-3 hncures under the land refom/comondation

schene,

The New comi.ty loeatiou providet areas for a school., chapel, park, and
Barangay Hall (i.e., Multi-purpose building).  In addition, road networks
and drainage facilities are provided, According to the original design, a
well and small hand-cperated water pump and the materials to construct-a
water-gealed pit privy on each homesite would also be provided. However,
in San Ramon, the project has been changed to provide drinking water by a
centralized water system. Consideration is now being given to changing the
design in that respect throughout the other six Barangays. In any event,
the costs of the drinking water systems and the materials for the pit privy
are expected to be added to l:ho 1rrigation mtmtton loan and amortized
over a 40-year period. _ : _

62/ The difference in procedures for theinuanco- of CLT;, Agreémenta to Sell,
and Emancipation Patents in these areas is a function of the different laws
under which the three large estates in the Project Area were expropriated.
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The location of these new barangay residential communities takes into account
topographical features in order to reduce the negative effects of such things
as flooding and the desire to maximize the best land for agricultural produc-
tion. At the same time, the location is selected in such a way that the
 beneficiaries' fatnlots, on average, are only approximately one kilometer
avay.

Although by this date (June 1981) homesite improvements should have been
completed in four barangays (San Ramon, San Agustin, San Isidro, and San
Jose), only the 149 homelots in Barangay San Ramon have been fully improved.
Mapping of homelots in San Agustin has been completed, but conmstruction of
improvements has not yet begun because the site has not yet been harvested
of its last crop.

The primary reason for the delay in San Agustin, San Isidro and San Jose is.
that funds for that purpose were reallocated from current account to con-
struction of roads, irrigation, and drainage systems in Phase IV. Progress
in construction of Phase IV was one factor' required to demonstrate MAR's
ability to "turnaround" the delays caused by inefficient processing of
contract approvals within the GOP. Clear progress by June 1981 in that
regard was required by USAID ae the result of the AID Auditors' Report of
October 1980, Thus, the BIAD II Project Manager placed higher priority on
progress in the construction of major infrastructure in Phage IV and diverted
funds with the expectation that major construction of Phase IV infrastructure
could begin no later than January 198l1. That belief was in turn based on the
understanding that the problems with the contracting approval process had
been resolved (refer to Section V, subsection 4b(1) of this Report).

b, Relocation

- Only San Ramon already has homelots suitably prepared for relocation, In
~ that Barangay, results are remarkable., A full 90% of eligible families have
- moved from their old locations onto the new homesites. :

However, it should be noted that relocation is not regarded by the PMO staff
as a voluntary act by the farmer beneficiaries. Rather, the farmers are told
that they must move; unless they live in a house built prior to 1974, the
original cost of which was more than P10,000. However, PMO staff admit that
no sanctions are available to them if farmers refuse to move; the farmers

are simply not told that they have a choice. Thus, the very high percentage
‘of eligible farmers who have actually moved might be more of an indication

of PMO staff efficiency than of farmers' positive desire to avail themselves
of the objective benefits of living in new, improved, service communities.

In any event, 128 families have already moved onto the 142 available homesites
in San Ramon. One of these lots has not yet been allocated. It is believed

. by PMO staff that the other thirteen have not been occupied because the

farmers involved do not yec have . sufficienc funds to cover the cost of the
transfer, :

1t should also be pointed. out that there are ten families assigned homelots
within the community who are not allocated farmlots. Either the husband or
wife in each of these ten families must meet both of the following criteria
in order to be assigned a homelot: (1) is a child of a farmer within the
Barangay and (2) has already built a house on land occupied by his parents
prior to land consolidation.
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APPLIED AGRICULTURAL RESEARCH (Cesar Umali)

‘This activity is comprised of three major components, namely 1) rice variety

testing, 2) fertilizer application trials, and 3) insecticide treatment trials.
It is aimed at finding optimum (i.e., highest) yields at lowest cost, and the
determination of appropriate types and levels of fertilizer application and
level of insecticide use.

Trials are supposed to be conducted during both wet and dry seasons of a

1,500 sq. meter demonstration plot in Baliuag Viejo. There will be four

trial seasons after which data and results will be evaluated by the Bicol
Rice and Corn Experiment Station, Activities are coordinated with field

technicians from Ministry of Agriculture line agencies.

The third trial-season is underway and the fourth and final trial is scheduled
for the 1981 wet season. These trials actually began during the 1979 wet
season and were targetted fa completion during the 1981 dry season. Due to
lack of irrigation water, however, trials could not be conducted during the
1980 dry season.

FARM LEVEL INCOME AND CREDIT
(Jerry Silverman, Herminiano Echiverre, and Gregotio Beluans)

a, Income

The current level of the net discretionary income earned by farmers within
the project area has not been ascertained yet by PMO staff. Some discussion
of the factors which have affected income and potential impact of the project
on incomes is discussed in Section V, Sub-gection 3.b. of this Report.

b. Amortization of Land

Under the terms of land reform, the value of loans to farmers for amortization
of redistributed land varies by Estate. Thus, land in Mataoroc was priced at
6,000 per hectare, in San Ramon, San Agustin, and San Isidro at an average

of P1,200 per hectare and in Sagrada and San Jose at F8,000 per hectare.
Although repayment was supposed to begin during 1975, to date most farmers

are in default. Further, although the official policy of the LBP and MAR is
that the SN will take over control of the cultivation of land in default for
moze than three years until such time as the amount of debt in default has
been collected, neither agency is enforcing that policy. Therefore, to date,
there have been no sanctions applied to farmers in default and there are no

" plans for such sanctions to be applied within the project area in the future.

c. Production and Commodity Credit

The Project Paper assumed that "sufficient agricultural credit will be made
available to finance required product inputs." In line with that assumption,
the LBP has been directly involved with the PMO in the design and implementa-
tion of a Production and 60mmod1ty Credit component. :
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The first production and commodity credit loans were given during 1980,
Farmers can borrow up to a maximum of P1,350 for production of rice, secondary
crops, poultry and/or livestock and/or for such commodities as hand tractors,
draft animgls, and/or farm tools. The repayment term is a maximum of 18
months and interest is charged at a rate of 12 per month. Farmers who are

in default on amortization of land payments are not excluded from the produc-
tion and commodity credit program,

The hope of project management is that production and commodity loans will
result in such a level of increase in income that farmers will not only
repay the production and commodity loans but will also begin repaying the
amortization costs on land.
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vi.

- CONCLUSIONS: SOME THOUGHTS FROM HINDSIGHI
(Jerry Silve:msn)

An often heard lament voiced by Eveluetion Teams which look at a project
following several years of implementation experience is: Why couldn't

they have designed it better; they must have known that aspect could not
have worked like that?" That particular lament will not be heard from this
Evaluation Team because we understand that those persons responsible for

. the design of projects as complex and ambitious as BIAD II do not have the
luxury of the hindsight with which we are gifted. BIAD II represented--and
still represents--a fundamentally new and extremely comprehensive approach
to the problems of raising agricultural production. and improving the incomes
and living conditions of the rural poor. There was little enough experience
with projects of this kind elsewhere (and no prior experience in the Philip-
 pines) at the time BIAD 11 was designed ‘

Nevertheless, this Ev.luetion Team would be.remise in its :esponsibilities
if it did not address at least a few of the broader issues raised or lessons
learned from BIAD II implementation experience to date; as well as some of
the broader problems that we think might occur during the inplementetion
process in the future. _ _

o The Taiwan Model. The nodel for lsnd consolidation initially sdopted
for BIAD II was over-eagineered, over-priced, and required much too
"much social upheaval. Although certain construction design elements
were scaled down on successive occasions because of prohibitive costs,

adherence to the basic design continued. -

e The GOP Contract Approval/Fund neleese Proeess. The design of BIAD II

shares with many AID funded projects the identification of bureaucratic

. constraints within the host government's normal operating procedures
(in this case the contract approval and funds release process) and an
assumption that the constraint will be immediately removed by the
.issuance of an "order" changing those procedures. Experience else-
where suggests that such an order seldom--if ever--is rapidly imple-
mented. It can be argued that the changes that have occurred in the

~ GOP's budget/funds release process in support of BIAD II were arranged

within a reasonable time (3: years) relative to worse performance on
the part of other governments elsewhere (the metaphor of "the glass
half full rather than half empty" might be relevant here).

e Delays. The two design flaws mentioned above account for much of the
difficulties and delays experienced during the subsequent implementa-
tion of BIAD II. '

) Farmer-Beneficia;x Perticigation. Although since 1977 fermer-benefieiarie
have been consulted from time to time since initial design efforts began,l/
they were not actively involved to any significant extent in decisions
concerning the fundamental scope and content of the project as a whole.
- It can be expected that when the full implications of the Project are
understood by them, some resistance by farmer-beneficiariel 'will occur.

1/ For a discussion of farmer level initiatives prior to 1)77 refer to
' Section IV of this Report.



e Farmer-Beneficlary Organizational Development. BIAD II also shares with
many other AID financed projects an emphasis on developing local level .
capacity to manage, maintain, and operate the infrastructure provided
by the Project. However, that emphasis is most often expressed in terms
of objectives sought rather than in substantive terms of the process
through which it can be achieved. An initial assumption that such
organizational development will laxgely take care of itself with the
provision of soms training courses specified not in terms of substance
but rather in terms of results in situations like that discussed in
Section V, nnlnection 5 of th:la naport. :

Given the level of investment tlut hu already been made in the implementation
of a project before such flaws in design are apparent, nothing much can nor-
mally be done to change the plan in any fundamental manner, That being the
case, it should be understood that those persons responsible for implementa-
tion at the project management level should not be held entirely relponaible
for difﬁeultus which mbuquently a:ise. . _ ‘

BESTAVAILABLE'COPY



ANNEX A
SCOPE OF WORK, METHODOLOGY,
AND
RECOMMENDATIONS ON THE EVALUATION PROCESS
(Jerry Silverman)

INTRODUCTION

The evaluation of the Bicol Integrated Area Davelopmﬁc Project II (BIAD II)
described in the body of the Main Report was conducted as a joﬁ: exercise by
USAID/Philipanu and the Governmsat of the Philippines (GOP).=

Jerry M. Silverun,z/ a Senior Dovolopmnt Spcculilt of Development Alternatives,
Inc. (DAI) was engaged by USAID under the terms of the Organization and Adminis-
tration of Intogrnt:cd Rural Development Project (#936-5300) of AID/DS/RAD to

serve as the Team's Leader and external member, The Team leader was responsible
for overall coordination of the evaluation effort and the integration and editing
of the Report. However, seven (7) other persons participated in data collection
efforts and drafted specific original contributions; these seven (7) persons

were all comids,od members of the Team and share authorship and final editing

of this Report.2’ In addition, valuable assistance was provided by Don Wadley

and David Heesen (USAID); Prancisco Ramos (PMO/Ministry of Agriculture/Bula);
Huberto Villaraza and Jaims B. Abonita (PMO/Ministry of Aguz an Reform/Bula);

and Antonio Peralta (PMO/Land Bank of the Philippines/Bula). Mr. Jose Fernan-
do of the Office of the Cabinet Coordinator of BRBDP participated in the key-
introduction and review meetings at MAR/Manila. This Report. could not have been
written without the strong support and coopontion of Director Salvador Pejo,
Projoct Diroctor and hsi.oul Diuctor. MAR. Rogi.on v. S

SCOPE_OF WO

The objec::l.vu of t:hc ovnluat!.on vere to. "criticany examine and measure progrou
or lack of progress based on actual versus planned. inputs, outputs, purpose, and
goal level indicators” and "comment on the degree outputs have been achieved and
are likely to. achieve project purposes, and the degree to which progress has or
is likely to contribute to higher level sub-goal and goal achievement." In order
to arrive at such conclusions, the joint GOP-USAID Team was instructed to "address

~ .general project management, status of physical construction and reason for delays,

and an assessment ot prenmiury imtitutionlfamr organization planninglacttvity."i/

1/ This ovalut!.on wvas the ucond cvaluati.on of a series; thc first of which was

conducted in June, 1979: 4i.e,, 1979 Evaluation Bula Integrated Area Develop-

ment Project (June 22, 1979); Bula-Minalabac Integrated Ares Devolgmnt:
Project Evaluation Summary (PES) (August 30, 1978). ~ o

2/ Dr. Silverman is Director of Development Alternatives, Inc. (DAI)'s Regional
Office for Asia; located in Jakarta, Indonesia. He is a rural development
planning and administration specialist with broad experience in project design,
1mp1¢mennt:l.on. and evaluation in SOuthcut Al:l.a, East A!rtca. lnd :hl Middle
East.

3/ Paul Novick. Nedra Huggins=Williams, and Cnar Umu (USAID/Mlnih). Oscar

* Bermillo (USAID/Naga); Hnrminimo Echivcrr- (MAR/Mmih), and Grcgorio Bclums

(PMO/MAR/Bula).

4/ Others involved as Resource Persons are {dentified in Annex C.

'S/ USAID/Manila, Memorandum dated 9 April 1981 from Don Wadley (Doputy Chief,

ORAD) to James lowenthal, AID/H (DS/RAD), p. 5.
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In addition to the more general terms of the Scope of Work described above,

the Evaluation Team was specifically instructed to determine and offer a
recommendation concerning the appropriateness of an extension of the Project
Assistance Cg7pletion Date (PACD) based on the degree of improvement, since
October 19802 (1) the project budgeting and financial management system;
(2) contract review, award, and management; (3) the quality of work of project
contractors; (4) the o _7311 Miniotry of Asrarian Reform and projoct lovel
management capability "

With those instructions 1n-mind, it was decided that this evaluation exercise
should achieve two other important objectives: (1) provide GOP counterparts

at the PMO project implementation level with experience in the design and
implementation of an appropriate evaluation process and (2) direct the findings
of the evaluation toward recommendations which would be of value to those GOP
decision-makers and managers responsible for the on-going implementation of

the Project. Thus, this type of evaluation did not take an "auditing approach."
Rather, a conscious effort was made by the team to develop an improved strategy
for the further implementation of the project (i.e., formative evaluation). In
order to do so, the team engaged in a process of interactions with GOP officials
which demonstrated oppropriato ovaluation techniquoo. :

Twenty-six (26) calendar days were devoted to the evaluatiom procsss as a.whole. '
Jerry Silverman (DAI) arrived in Manila on Friday, May 135, 1981 and met with

Don Wadley and Dave Heesen of USAID/Manila on Saturday, May 16, 1981. Decisions
concerning the composition of the evaluation team and scheduling were finalized
on Friday, May 22, 1981 following a meeting with Deputy Minister Labayen (Ministry
of Agrarian Reform) on Thursday afternoon, May 21, 1981, All members of the team
(with the exception of Nedra Huggins-Williams) visited the Project site for
periods varying in length from five (5) to fourteen (14) days. Work was com-
pleted on the final evaluation report by Thursday, June 11, 1981, except for
final typing and proofreading., Team members and key GOP and USAID officers
revieved the final copy beforo reproduction.

The evaluation team rolied on three types of 1nformation .ourcen.

(1) Documents accumulated by USAID/Manila, USAID/Naga and the GOP in Naga;
(2) Interviews with a wide variety of USAID and GOP 9eroonnol and beneficiarioo,el
and (3) observations of vlriouo ptoject activitieo¢— . F

6/ AID/AAGIEA Memogaudum Audit Regort Nb. 2-492-81-1 (October 6, 1980) 1nc1udoo
the following finding: "At present, the implementation problems of loan
- 492-T=046 appear to preclude its successful conclusion notwithstanding all
- the concentrated efforts to date to bring this about. It is still poooiblo
that high level GOP action could increase the likelihood of successfull
although delayed implementation.... ‘

‘ - We believe that by June 30, 1981, sufficient vioibiltty will exist to
help USAID/Philippines assess the success of ongoing turnaround attempts and
decide whether or not continuation of loan 046 beyond that date is worrlnccd "

1/ USAID/Manila Memorandum (9 April 1981), p. 6.

8/ ldentified in Annexes C and E.

9/ Identified in Annex B: Schedule of Evaluation Team Activitiea.



Recommendations on the Evaluation Process

(€3

)

As 1is usually the case, the Evaluation Team recommends that more time
be devoted to the evaluation process and that personnel assigned to the
team should be released from all other responsibilities during that tims.
For a Project as complex as BIAD II, an additional week each at the
Project site and in Manila following the project site visit would have
resulted in more and better data and enriched the analysis of that data.

Evaluations should be of the "Pormstive" and "Process" typo; That {is,
the evaluation should: (a) focus on generating recommendations to

" Project decision~makers and managers which are useful for the on-going -

revision of the Project's Implementation Plan; and (b) involve Project

. Management as active participants in the collection and analyses of data

(&)

@)

€)

and the preparation of the report itself. Participation of that kind
provides substance co the joint nature of an cvalution.

Because a "formative/process" evaluation serves the purposes of both -
technical assistance in the monitoring and evaluation process and as a
mechanism for refocusing Project Managers' attention on overall strategic
and conceptual issues, one should be conducted on an sunual basis "no
matter what.” Such evaluations should not be postponed simply because
“no discernible progress” has been made since the last evaluation. The

- evaluation process uhould be viewed as an i.ntegnl mrc of tho mnun- '

tation proccu .

Both the sponsor (s) and members of a m evalua:i.on ceu ahould undot-

stand that the process that the team goes throuah 13 more tqorunt than

the formal report which resulca.

All AID evaluttm--vhether or not undertaken joint:ly with host country
Government counterparts~-should include an assessment of AID performance

from the Host Country Project Management's point of view.



15 May
(Friday)

- 16 May
(Saturday)

18=-20 May

{(Monday-Wednesday)

21 May

(Thursday)

22 May

(Priday)

23:Ma2 .
(Saturday

24 May
(Sunday)

25 Ma

o

(Monday) -

ANNEX B

SCHEDULE OF EVALUATION TEAM ACTIVITIES

(Jerry Silverman)

Arrival Jerry Silverman in Manila

Meeting: Silverman with Don Wadley and Dave Heesen,

'USAID/Philippines

Silverman (1) Review of Project Documents:

.. (11) Design of Evaluation Process
(111) Met respectively with Don Wadley
i lnd Dave Heesen

- (1) Meeting at Ministry of Agrarian Retorm (HAR)

" Nedra Huggina-ﬂilliaml }

. Review of BIAD II

USAID MAR

Don Wadley = - “Bugjahiu~habaycn
David Heesen o : - (Deputy Minister)
Abraham Grayson ~~ - - © - Salvador Pejo

“'.(Diroetor, Regiéﬁ V)

 Paul Novick' o Juan Echano
’ Jerry Silverman(ConsuIcant)  (Deputy Director; Rosion V)

(11)

B -Herminio Echiverce
- -ff“'(Alaia;nnt Director,
- BLADD,.MAR) :

. ‘Gregoria Beluang

: (Project Manager, BIAD II) :

Dinner: Silverman with Pejo, Echano, Echiverte -and
5 Beluang

-; Silverman Review of Project Documents (concinued) “

- Mceting: SilVerman,_Heesen and‘Novick

Travel to- Naga City (1) - Novick by plane/bus via Legaspi City

(111)

(iv)
(v)”

v

(ii) Silverman/ Echiven:e together via
‘automobile ‘ ,

Novick/Silverman visit Pump site, Phace v o
“Introduction of Novick/Silverman to PHO/BIAD II ltaff _
“at Project Management Office (PMO) '

Silverman/Novick interview Francisco Rauos and Jimny
Abonita of PMO staff at PMO :
Novick/Silverman obgerve Farmers Leaders Meeting at PMO .

" Novick/Silverman- interview Antonio Peralta (FMO/Land

Bank of the Philippines) at PMO

Novick/Silverman intetview~with Farmer Leaders at PMO



26 May
(Tuesday)

27 May

(Wednesday) -

28 May
(Thursday)

30-31 May ..
(Saturday/ .
Sunday)

(1)

(11)

(111)

(iv) -

)

1)

(1)

- (1dL) -

'wﬂ;(iv)
= {v).

\‘(v£).¢
(vii.)..

(viti)i
, - .at Guest House.
(18)

()

”(11)%

(111)

: (:.I.v_)f

W)

S B (vi).

w1 (L)
“ (44)

(114)

W

i)

Novick/Silverman continued interview of Francisco
Ramog and Jimmy Abonita at PMO.

Novick/Silverman observed composite Management Group
Meeting at PMO attended by:

- 18 Farmer leaders
Director Pejo
Gregorio Beluang
Antonio Peralta
Francisco Ramos

Novick continues interviewing Jimmy Abonita at PMO.
Silverman continues interviewing Francisco Ramos

at PMO,

Novick mter\ri.evs Manasat of Casureco III at San Runon

Novicklsuvermn :lntervimd Hamger of Casuero II -
in Naga City.

Novick interviewed Villataza at PMO,

Novick met with Echiverre at PMO,

-Novick/Silverman visited pump site, Phase IV.

Silverman interviews Usman del Socorro at PMO,
Silverman interviews Formalejo, Jr. at PMO.

_Novick/Silverman interview Manager of National Power

Corporation at Naga City Substationm.
Novick begins calculations for Financial Analyses

Silverman begina_ dtafcing text of Report at Gusst House.

-quick/Silvefman met with Echiverre at PMO,
‘Novick continues calculations for Financial Analysis.

Silverman witnesses first test pumpi.ng from Bicol
River Phase I at San Ramon.

-Silverman met with Gregorio Beluang and Echiverre at

San Ramon,
Silverman interviews Jimmy Abonita at San Ramon.

Silverman continues to draft text.of Report at
n i Guesl: House.

E R

Novick departed for Manila by plane.

. Silverman met with Gregorio Beluang at PMO.
- Silverman continues to draft text of Report at
- Guest .House, .

Novick continuea calculations/drafting of Sections

II and V, sub-sections 6 in Manila.

Silverman completes drafting of Sections II/V, sub-
sections 10/11, Section II1 and Appendix A.



1l .June
(Monday)

2 June
(Tuesday)

3 June
(Wednesday)

4 June
(Thursday)

5 June
(Friday )

$ June
(saturday)

7 June
(Sunday)

8/9 June -
(Monday?Tuesday)

10 June
(Wednesday)

(1)
(11)
(ii1)
(iv)
v)

(1)

(1)
(i11)

(iv)
(1)

(11)
(111)

(1)
(11)

(1)
(11)
(1)

(11)

(144)

B-3

Cesar Umall arrives in Naga City

Umali/Silverman visit PMO, meet with Gregorio Beluang.
Umali continues calculations fot Sections IIAV, Sube
sections 6.

Silverman completes drafts of sectionl I11/V, 8ub-
sections 9.

Oscar Bermillo begins drafting Section V, Subsection 4.

Silverman continues drafting report.

- Umall conducts interviews with Farmer~- Beneficiaries.

Umali begins drafting Sections 11/V, Subsection 6.

Bermillo continues drafting Section V, Subsection 4,

Silverman continues drafting report, begins editing,
Umali coupletes interviews with Farmer- Beneficiaries.
Umali completes drafting Sections II/V. Suboection 6;
begins drafting Annex E, .

Silverman continues drafting, editing report
Umali completes draftins Annex E and Section V,
Subsection 12, '

sxlierman continues drafting, editing report.
Bermillo completes Section V, Subsection 4,

Silverman completeo drafting. edicing entire lat

draft report.
Typing of entire lst draft teport complc:ed and

xeroxed.

Review of 1lst draft report with PMO and MG at PMO.

Silverman and Umal{ travel to Manila by‘plane.

Mee;ing Silverman, Beluang, Bchiveri, Umali aad Novick
re: revision of initial draft (Joined by: Bermillo,
Tuesday, Juae 9th).

Review of 2nd draft report with Deputy Minister Labayen
and staff (MAR).



USAID

Ralph Bird
Abraham Grayson
David Heesen
Don. F. Wadley

cop

. Benjamin Labayen
Salvador Pejo
Jose Fernando-

Camilo Balisnomo
Fernando S. Lacaba

ANNEX C
PERSON INTERVIEWED AND VISITED

(other Than Within the Team)

Restituto Daguinsing

Agustin B, Mago
Jose Bobiles

Crisanto Gimpe&e

Jose Fuentebella III

Huberto Villaraza
Jalme Abonita
Francisco Ramos
Antonio Peralta
Osmundo del Socorro
Jose Bulao
Francisco Margate
Rose Tengco:

Adolfo Abragan
Edmundo Valenciano

Project Office:/BIAD 8¢

Chief Engineer/ulu

Area Development Adviaor/ORAD
Deputy Chief, ORAD

Deputy Minister ‘
Regional Director/MAR -
0CC Coordinator/BRBDP
Program Director/BRBDP
Regional Director/MLGCD
Regional Director/MOH
Regional Director/MA

Regional Director/MPW

Regional Director/NIA.

Provincial Development Coordinator/
0ffice of the Governor/Camarines Sur
Deputy Project Manager: Admin/PMO
Deputy Project Mansger: PIDD/PMO
(Actg.) Deputy Project Manager: IADD/PMD
LBF/PMO

HAR/PMO

A /PMO .

HARR/PMO

MA /PMO

MLGCD/PMO

1A /EMO

Sixteen (16) FParmer Leaders observed at Meeting; ome (1) interviewed

EBight (8) Farmer-Beneficiaties;

interviewed
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ANNEX D.

DETAILED COMPUTATIONS
FOR
AMORTIZATION AND O COSTS °
. (Paul Novick and Cesar Umali)

The eight Tables, which follow (Tsbles D-1. through B-8) provide

. detailed computations for the Tables in Section 6, Subsection C in the

main body of the Report.




TABLE D=l

Assumed Potential Service Area

Phase I 610 has,
Phase II 207 has.
Phase IIT ' 327 has.
Phagse IV | 1037 has.
Phasev 248 has,

Total 2429 has,




TABLE _ p.2
DERIVATIONS FOR ANNUAL
ELECTRICITY COSTS

Phase I

-= 610 has. coverage
-= 2 (200 HP) main pumps
19,694 . al/min total pumpiny pacxty
29».2b KW total pumping energy§7

(1) Total Averaﬁe Annual Diversion Requlrement

= 7,360, 320 bal/ha-/ x 610 has
= b, h898 ¢ 107 gal.

(2) Annual Operat’on Time af'PuQQS'

o (b.4896 x 109 gal) + 19,69k gal/min
a 227,978 min '
= 3,800 hrs,

(3) Annual Electricity Consumption (xwH)-

= Pump Operation Time (Hrs) x Pumping Lngrby (xw)
= 3500!11'8'29828!0'
-113335kmm

(4) Enercy Charge (CASURECO 1)

'=113335qu¢o63/m
= 714,013 =
'(5) Demand Chargeé/"

= F5.00/HP/mo x hoo HP x 10 mos o
= 20,000

(6) Base Rate

= $5,000/mo « 2 mos
= 10 000

(7) Annuat Electrlcity Cost (Phase Il
= Prhk, 013

(8) Annua ! Cost per Hectare (Phase I)

ag.

= Pl 220 -
= 22 cavans @ P55 per cavan

Figure derived in Table .
5/ Pumps are operational only LO months of the year due to Cropplng schedule.

'Ea//'?ﬁ?f = L KW

BEST AVAILABLE COPY
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Phase II, IV, V

-4 9&200 HP) main pumps 6/ ',
.56 KW total pumping energy=’/
46,720 al/min totai pumpin, capacity

1,492 has ~ 207 has éPhase 1I)
. 1,037 has (Phase IV)
| aua has (Phase v)

-« 1 (150 HP) booster pump (A;
1 (125 HP) booster pump
205.07 KW pumping ener
26,200 gal/min total pumping capacity

896 has -~ 207 (Phase II)
‘ 689 (Phase IV)
-= 2 (15 HP) booster pumps (B)
-2 (30 HP) booster pumps (B)
67.11 KW total pumping ener g—/
4,855 gal/min t,ot.al pumping capaci t.y

223 has (Phase II & Iv)

Ma.in Pumgs ‘
(1) Total Average Annual Diversion Requireneni- '

- 7,360,320 gag/nal/ x 1,52 has.
= 1,0982 x 10*Y gal. .
(2) Annual OEmtmn Time of B.mgs

- (1.0982 x 10t gal) + 1&6,720 gal/nin
= 235,051 min. ‘
- 3 918 hrso

(3) Annual Electricitx Consumgtion gmz

= Pump Operation Time x Punping Energy
'3:918hr335%56m :
= 2,337, 037 KWH

Booster Punpa (A) |

(1) Total Average Anual Diversion Requirement -

Q, 7,%0’3_20351/”311 x 896 has, |
- 6.59148 x 1 gal.

6/ TUST HP = L KW - ,
7/ Pigure derived in Table e

+

BEST AVAILABLE cOoPY



(2) Annual Operation Time of Pumps

a (6.5948 x 107 gal) : 26,200 gal/min
= 251,712 min. = ' S
= 4,195 hrs.

(3) Annual. ElectricitxﬁConsumpgion (KWH)

= Pump Operation time x Pumpinb Energy
= 4195 hrs x 205.07 KW
= 860,309 KwH

Booster Pumps (B)
" (1) Total Average Annual Diversion Rquirement

= 7,360,320 ggl/ha.-'/ x 223 has.
=1, 6h1h x 107 gal.

(2) Annual Qperution Time of Pumps

= (1,641% x 109 gal) & b 855 gal/min

-33807ltm1n
= 5,635 hrs.

(3) Annual Electricitx CQnsumgtion QKWH[

= Pump Operation Time x Pumping Energy
= 5,635 hrs x 67.11 xw :
-3781361cwu .

(4) Total Annual Electrical Usage

| For all pumps = 3,575,482 KwH

(5) Energy Charge (CAsunEco'II)

= 3,575,482 KWH x fo 67/XWH
t?.395 573

(6) Demand Chargggl

= $5.00/HP/mo x Total HP x 10 mos. ‘ : .
a }5.00/HP/mo x 1165 HP x 10 mos. : : ' . »
= p58, 250 - . ,

(7) Base Rate

= p5, ooo/mo % 2 mos. ) : -
=tloooo . :

'8/ Figure derived in \ Table .
2/ Pumps are operatlonal only 10 months of the year due to the cropping schedule.

e



(8) Annual Electrical Costs (ghases II, IV, V)

- = fz:“63,823 o
(9) Annual Cost per hectare (Phases II, IV, V)
= p1,651 |

= 30 cavans @ P55 per cavan




TABLE D-3

N ELECTRICITY CHARGES

. CASURECO II . CASURECO" I11

Base Eﬁergy Chérgen - o _;. o 'fb.59 per KWH . po. 55 per KWH
Fﬁel Adjustmentl/ ' | $0.08 per KWH ‘f0.0B per KHHV
Total Ener.y Charge ‘ ' o . $0.67 per KWH ~ J0.63 per KwH

| Demand Charge . ‘ ."-7 ‘ ‘ v}ﬁ.OO/HP/month . #5.od/ﬂrymontn
Base Rateg/ D - . _ f5,qoo/moﬁth : f5,000/h§nth

1/ This factor varies from month to- month. depend;ng upon the cost of 1mported
fuel and the amount of electricity the power company purchases from thermal
power 8o rces. In the past this factor has ranced from FO.Oh to 20,12 per
KWH. An averaze fi_ure of FO.08 per KWH has been selected for this analysis.
However, recent reports ind cate this cost may no longer be charged in Bicol.

2/ A minimun base rate of fﬁ Ooo/monLh is charged to the user even if actual
electricity cansumption is lesa than this amount. . . :

REST AVAILABLE COPY

oy



TABLE D-4

Der.valisa of Average Annual Diversion Requirement Per Hectare’-/

1 2 3'»1; 5

Agronomic Average On-Farm Turnout Diversion
Water Effective - Water Requirement Requirement
Requirement Rainfall  Requirement (Col 3 + 20%) (Col. & + 33%)
(mm) _(mm) (am) (mm) (mm)
Jan 330 - 330 414 552
Feb - 330 : ' 8 . 322 Lol 539
Mar (lst 10 days) 55 - _ 55 75 100 -
Apr (last 20 days} 130 : - 130 162 216
May - 330 16 254 1Y S 525
June 330 - 240 90 114 150
 July 330 183 152 183 » 186
' Aug (1st 10 days) 55 33 22 28 37
Sep - - - - -
Oct - - e | - -
Nov (last 20 days) 130 50 : 60 8o - - 132
Dec 330 - 120 : 210 . 26 @ 351

Total = 2788

Average Annual Diversion Requirement Per Hectare

2788 mm/ha | 3
. __ﬂ-"‘;—lmm s 10,000 m

= 27,800 m3/h5
= 7,360,320 sﬂl/hay

1lity Study of Bula-Minalabac Project, BRBDP, 1977. Some team members have
Y %efa%%lﬁ 1 m&mnugs & reconmendatio'%: Ias been made that an ppdated hydrological -

b/ 261& gal].ons = 1 e



1.

2,

3,

=

TABLE D-5

Annual Personnel [Lxpenditures

Salarics

1 - Operation Engineer @ pek,110
1 - Irrigation Engineer @ 16,240
L - Water Management Tecinologists @ 12,365
4 - Pump Operators @ 17,027
1 - Asso. Elec. Engineer @ 14,220
0 - Water Tenders @ 6,53
2 « Clerk Typists @ 17,027
3 - Security Guards @ 71,490
1 - S8r. Mechanic @ 10,t19
5 « Drivers : @ 5,590

Fixed Charges

(a) GSIS Life end Retirement
" Insurance Premium (8.5%
of total annual oasic salaries)

(b) Medicare (# of Personnel
x ¥7.50 premium x 12 mos.)

- Sub-total
Travel & Per Diem ;
2 Engineers o ‘ @ P500/mo
5 Staff ; @ P250/mo
| Sub-total
b~ 9

BEST AVAILABLE COPY

P 2k,110
16,240
28,106
14,220

- 65,631
14,054
22,470
10,819

2949
' f273 )0.58

¥ 26,090 -

~ # 27,000

F326,148



TABLE D-6

Estimated Annual Vehicle 0& Expense

Fuel

10 Isuzu vans x 0.083 ltr/km x 4O km/hr x 2 ﬁrs/&ay

x 260 days/yr x P5.34/1tr = F92,190 P 92,190
Lubricants (104 of fuel cost) 9,219
Spare Parts - - o | 100,000

TOTAL F201,409

inf"a‘
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TABLE D=7
.Breakdown, By Subsystem, of Pump Acquisition Cost, Beplace.ment Cost, and Sinking Fund Requirement

(in P000)
Acgquisition Cosf , ] Replacement  Cost, , Sinki Fund Regujrement
Subsystem Large/ [Small~ “Large) | Smally Larg SmallY |.  Total

Phase I | onue2 | - - 15,407 - 116 - ] 116
Phase II - 2,637 - | . 23,571 . o1k - o1k
Phases II, IV & V 1,621  |1,617 | 17,563 '5,075' 132 210 342
Phases I & II . 4,059 - - | 1;3,978 - 330 - 330
All Phases _ ,

Except III . 3,043 1,617 32,970 5,075 2h7 210 457

y 200 HP pumps.

2 -Less than 200 HP pumps.

%/ 25 years @ 10% snnual, ,inflation rate compou.nd.ed.

4/ 12 years @ 10% annual inflation rate, compaunded.

g/ 25 years @ 12% interest on balance, compounded annually.
J years at 12% interest o balance, compounded annually.




TABLE p<8

Breaixdown, by Subsystem, of Vehicle Acquisition Cost, 'Replacement Cost,

(1) - (2) (3)
1/ : Sinking Fun
Subsxstem—' Acquisition Cost Replacement Cost Re uiremen
A . , o
Phase I - ' 170 Lyl 25
Phases I, IV & V . b1s5 w76 6l
-
All Phases, S
Except III 592 ) 1535 87
- ! B ) , - ;’

y Total acquisition cost was allocated on the basis "of  each subsystem 8
hectarage relative to total area. _ ,

2/ 1w years @ 10% annual 1nflation rate, compounded. -
3/ 10 years @ 12% interest oa balance, compoundsd annually.

C pas ]
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ANNEX E

FIELD NOTES: INTERVIEW WITH FARMER BENEFICIARIES
: (Qeear Umali)

£

Sample - Respondents were selected at random. The sample consists of:
one farmer from Phase 1 (San Ramon); one rainfed farmer in Phase II
(Sagrada); two farmers - pump operators in Phase III (San Isidro); one

' private pump user from Phase III; one rainfed farmer in Phase IV

(Mataoroc); one farmer-pump operator in Phase V (Baliuag Viejo); and -
one private pump user in Phase V.

Hethodologx Visits were”mmde at or near farmer-respondents' homes.
Informal interviews were conducted with the assistance of two PMO
personnel who initially contacted interviewees; one of whom subse- -
quently acted as both facilitator and Bicolano interpreter. An
interview guide (attached) was prepared but response were not eonfinad

- to the original aot of quaationa. L

Results - Pield notea ‘had been organized into the following broad topiea.
a) proj project benefita, b) projact ooata, including probloma. & ¢c) irriga-

tion fee. ,
a. Projeet Benefits - With'the possible exceptidn-of‘the-farmor at San

b.

Ramon, the respondents have only a vague idea as to when water from the

. project's irrigation system will reach them. Notions of the proposed

irrigation system are mainly qualitative ‘at this point, thereby making
it difficult for farmera to say “how' mnch irrigation £ee they gan pay..

Both owners and users of private pumps (irrigating from 5-7.5 has) -

are looking forward to the day when the proposed system can serve them,
primarily because their current problem is insufficient quantities and
unreliable sources of water supply. Most private pump owners rely on

. shallow wells which cannot provide the required water supply during

the dry season. This situation is most apparent in the case of Phase
11I, which can reportedly be entirely covered by private pump service.

Training programs for the farmer, his wife, and children and feeder
roads are the benefits which are moatly readily appreciated and closely
associated with the Project.

Project Coats[Problems Relocation and delaya in project implementation
‘are the most common concerns mentioned by the interviewees. With respect

to relocation, the focus was on anticipated expenditures due to likely
damage to houses, as well as relocating familiea owning permanent (concrete)

" houses.

The farmer at San Ramon noted certain problems namely: (1) inability
to pump water to an elevated part of his farm and (ii) canal bank erosion.

Interviewees who brought up the topic of right-of-way compensation do not
seem to understand to accept the existing arrangements concerning lands
affected by right-of-way.  Another problem cited was disruption of planting
due to construction. S '



C.

E-2

Irrigation Fee - As earlier noted, flrncrl do not appear to be in the
position yet to determine their capacity to. pay. Nevertheless, certain

useful indicators are available.

The San Ramon farmer has paid 15 cavana/hectirc/:ealon for a temporary
pump owned by NIA. Though he says he needs to ravieu his financial situa-
tion, he expects the proposed fee to be lower.

Other respondents also anticipate lower irrigation fees, ranging from
4=12 cavans/ha/season. The farmer at Sagrada belfeves that the PMO-
proposed. fee is 14 cavans/ha/season and he thinks that is too high;
another farmer at Mataoroc feels the same way (although he believuo
that the PMO is proposing ouly 10 cav/ha/season).

The usual fee paid for private punpoa(7 cav/ha/season plus fuel) may be
a useful indicator. Current users can reasonably be expcted to pay
more than this fee if the new system ¢an provide timely and sufficient
water and because the user won't have to pay for fuel; which amounts to
about 10-15 gallons per ha/season (about 2,2-3.3 cavans).

On two separate occasions, farmer-respondents subsequently raised their
originally low estimate: ceiling for what they said would be willing
to pay as an irrigation fee after being reminded that the viability of
their respective Irrigator's Association would depend on the amount of
funds which could be generated. Respondents unanimously support the
role envisioned for IA: as well as their patticipation in the IAs'
activttieu. L C _ _



Interview Guide
I. What do you expect the actual benefits for you will be from this
Ptoject?

I1. What do you expect your obligations/responsibilities will be under
the terms of this Project? .

A, Mdnetary (irrigation fee, max. amount?)
" B. Involvement/participation
1. {n irrigators as-ociatton?
2. in the maintenance of facilities (pumps, etc.?)
c. Othersf, ‘
I1I. valining Aspocti: rqlevahec and purpose clear? useful?
| IV, Past, Present, Expectc@ probleng with'pgoject?

* V. Other coﬁqln;a, recommendations, observations?

POR PRIVATE IRRIGATION SYSTEM OWNERS/USERS
I. Nature of userpowner relationship?
1I. Bénafitc/coitc of private system?

I11. Expected/acdual effects (positivo nnd negative) of project on users/
ownern?

IV. Other comments.



ANNEX F:

REVISED LOGICAL FRMAMEWORK

INTRODUCTION

The Revised (Recommended) Project Design Summary Logical Framework provides
4 comparison between original design expectations and current estimates.
Revised sections are provided for blocks A-2, B-2, C-2, D-2, B-4 and C-4.
Total project costs and costs by year are rough estimates.



1.
2.
3.

Measures of Goal Achievement: (A-2)
.- (Amend original log frame statements -as indicated)
By 1990

By 1990
by 1990

Sub-Goal

1.
2.
3.

7.
8.
B 9 .

10.

1.
3.

6.

7.

9.
10.
11.
12,

13.

By 1990
By 1990
By 1986

By 1986
By 1986
By 1985
By 1988

Conditions thet will Indicate Pumps has
been achieved: End-of=Project Status. (B-2)

| (Amend original log frame statements ss indicated)

70% ... CY 1984

Utilized by all farmers by CY 1985 be maintained by IA by 1986
By 1985

By 1986 "

By 1984 _ :

By 1985 (delete from; to by 1982)

By 1985 . _ '

By 1984

By 1985

Delete five by end of CY 1985.



Magnitude of Outputs: (C-2)

Physical Facilities Year: 1978 1979 1980 1981 1982 1983 1984 1985 1986 TOTAI
= Pump Houses Built 1 1 3 6 11
~ Pumps Installed 2 4 6 6 18
- Irrigation Canals (Km) 4 16 37 53 47 16 173
- Drainage Canals (Km) 1 1 22 18 9 2 63
- Service Roads and Access

Paths (Km) ' 1 8 16 20 20 7 72
= (Hectarage Irrigated) 25 198 479 732 585 169 2188
= Multi-Purpose Buildings 3 -3 1 7
- Elementary Schools ‘ 1 1
- Training Center and

Dormitory 2 2
Homesite Development
- Homesite completed 1 1 2 3 7
« Homelots developed and .

distributed : 149 172 436 473 1230
- Households Relocated _ 123 140 358 389 1010
- Hand Pumps Installed (Delete:Central Water Systems to be installed)
= Water-Sealed Pit Privies . . :

Constructed or Approved 15¢ 171 436 478 1230
Land Consolidation & Tenure Reform B
= Farmlots consolidated o 30 240 585 891 712 205 ' 2663
- Consolidated Farms demarcated 15 113 275 419 335 96 1253
- New CLI's, Leases and . :

Titles Issued 321 537 372 ' 1230
Organizational Development
and Training ‘
a. Organizations Formed

= Compact Farms

- Dist. Irrigators' Assn.

- Irrigators' Association 1

‘= Homemakers®' Club ‘ 4 5 1 9 3 32

= Youth Clubs 2 6 10 23 18 6 65
b. People Trained
..~ = Project Implementors 34 k'

- Promotion Committee Members 18 18

- Barangay leaders 18 19 33 : ‘

- Compact Farm Members 60 90 121 436 328 145 -

- Compact Farm Leaders 18 27 51 130 98 4

- Dist. IA Officers 4 6 12 30 22 10

- IA Bd. Members 2 3 .6 15 1 5

- IA Water Masters ' 2 2 1l _ ]

- Farmers (In Health) 60 90 171 436 328 145 ‘ _ 1230

- Homemakers 60 90 171 436 328 145 . 1230

= Youth 75 227 380 870 681 227 : 2460
‘Applied Agricultural Regearch !
- Applied Agricultural Crops 2 2 2 2 2 10



Implementation Target (Type and Quantity) (D-4) ' ‘

. Gop
Project nt ) 2.8 1c Total p7 Y
I. Physical Facilities 404 1805 2109 5740
a. Imported Equipment (404) (404) (569)
b. Construction Costs (1805) (18053) (51715
11. Homesite _hve]_.c;pmt 584 v
1IN, Lend Consolidation & '
Tenure Reform 155 -
IV, Organizational Development
& Training 23
V. Applied Agricultural Research 9
VL. Project Ops. & Mgt. 45 | 45 1399
a. Imported Equipment @) (45)
b. Local Costs ) 1399)
Sub-Totals 449 1805 - 2254 7910
152 Contingency 61 1 338 _1se
Sub-~-Totals 516 2076 2592 9096
Cost Escalation Factor 270 331 - 408 1003
GRARD TOTALS 593 2407 3000 10099
77 ¥or 1980;83{4§i7compoumded annually with 1980 a; base year.
%5 For repair and maintenance.

‘l.‘o_t;l
7949
(973)

 (6976)

584
155

23

(43)

10164

1524

11688
141

13099

For 1984-86, 10% compounded annually with 1984 as base year (1986 half yeu').

1212.1 1978 19719 12!9 198) 1982 1983 1984 1985 1986

49

(49

49

-

56

-

87

12) (93) (127) (72) (500) (117)

768 802 1678 2707 1724

3

33

16

(675) (675) (675)(1607)(1607) 1607) (30 (33)¥ (16)¥/

20

156
(45)
Qw
966
_143
1111

110
1221

83 83 168

21 21 30 30 30

3 3 3 3 3
2 s 2
140 169 169 169 169

(150) (169) (169) (169) (169)
934 1000 1966 2392 209

140 _150 _295

1074 1150 2261 2751 2408

157 o/ 33 a2 4

1231 1150 2600 3163 2769

250
1 1
2 2
169 169
(169) (169)
455 205
68 _31
523 236
¥ 2
523 257

85

£85)




1.
3.
4.
5.

6.

7.

1.

5.

7.

Assumptions for achieving purpose: (B-4)

(Amend original log frame statements as indicated)

-First loans extended 1980

By 1985

Cooperatives II and III (CASURBCO II1, CASURECO III) are installed.
By end of CY 1982

.+.Approved and in Process

"+++GOP will provide subsidy to IAS to taduce coats to

farmers to acceptable limits

Assumptions for achieving outputs: (C-4)

(Amend original log frame statements as indicated)

...Construction can be completed according to revised schedule

caking into account limited dry season. .

chent contractors are capable and available to do the conatruecion"
work as cutrently achedulad.

Testing of puapa indicates auffiaient'groundwatat to irrigate
Phase III at acceptable costs (Phase II now designed to be
irrigated from Bicol River). .

Delay of GOP budgetary release as experienced through 1980

- will not occur again; timely releases during 1981 will continue

through 1986.

By the end of 1982.



ANNEX G @

PHOJECT MANAGEMENT GFFICE (PMO)

STAFF LIST

(Prepared by Huberto Villerazs) °

Project Manager

Monitorins Section:

-3

I

Francisco Margate

1, 4 FT
2. Godofredo Pan FT
Aurelio Barandon FT
Administrative Division:
1. Huberto Villaragas T

Cash Section:

1.

2.
3.

Rebecca Ruiz
Mansueta Pan
Cita Sandrimo

Accounting Section:

1.
2.
3.
4.

Carlos Reyes
Sylvia Ruiz
Luis Delima

Jessebel Bucasas

3343

'ﬁéﬂa‘

Supply and Property Section:

1.
2,

3.

Limneo Mateo

Rodolfo Imperial

Carmen Nebreja

133

General Services Section:

Lilian Elgario
Emilita Tuason
Marisol Audian

Salvador Imperial

Raquel Levity
Tina Rieza

Salvador Antioquia ,

3333334

Mnintenance~Section'

X,

2.
3.
b,
Se
6.
7.

Edgar Sacid
Pablo Ibasco
Jesus Parco
Augusto Pasa
David Faura
Zosimo Regalado
Romeo Bisulla

4333339

Gregorio P. Beluang :

Proj. Analyst -
CE Alde
CE Aide

DPM-Adm. Affairs -

Disbursing Officer:
Cash Clerk
Clerk

Prodect Accountant
Bookkeeper ’
Acctg. Clerk
Acctg. Clerk

Actg. Supply Officer

Liaison Off/canvasser
Property Clerk

Record Officer

" Personnel Aide

Radiophone Operator
Clerk

‘Clerk

Clerk

Lisht Equipnent 0perator

Mechanical Engr.
Supervising Mechanic
Driver

= do -

- 0 =

= do =
Mechanic

G-1

\BEST AVAILABLE COPY

Permanent (MAR)

Permanent  (MAR)
Casual
Contractual

Permanent (MAR)

" Parsanent (MAR)

Casual
Contractual

Permanent (MAR)
Casual
-do =

o o

PermanentlguARg
Permanent (MAR
Casual

Contractual
Contractual
Contractual
Permanent (MAR)
Casual
Contractual
CQntractual~h

Permanent (MAR)
Permanent (MAR)



8.

9.
10.
11,
12.
13,
1k,
15.

Efren Raquiel
Romualdo Bragais
Eduardo Majistrado
William Rodriguez
Francisco Barrameda
Norberto Vale
Rodolfo Melchor
Juan Cea

FEEEEEE

H.E. Operator
Driver
Driver

. Driver

Mechanic

E. Operator
Mechanic
H.E, Operator

- = Janitorial and Security Services:

1
2
3.
b,

II
1.
2,
3.

Romeo Taal

‘Emerito Abad

Joel Deciban

FT
FT
FT

Trespeces Security Agency

Janitor
e do =
- do =

Physical and Infrastructure-Division:

Jaime Abonita
Fe Casuarte
Margarita Gaviola

FT
FT
F?

DPM=-PIDD
Clerk
CE Aide . '

- Design, Planning and Monitori.ng Sectiom

1.
2.
- 3,
. h.

Do

6.
Te
8.
9.

Teresita. Blasco
Roberto Marandarte
Aaron Fabieu
Adela Bacud

Inocencio Tolent:l.no Jr

Romulo Carmpina

REynaldo Chavez

Wilfredo Valencia
Ricardo Veracruz

- Survey Section:

- le

2,

Y
&, -

Se
6
7.
R-R
9.
10.
' ll.
12,
13,
1k,
15,

' Eliseo Formalejo ‘

Elena Cu . :
Margarita Formalejo
Edmundo Palaypayon
John Rosero

Nestor Raviza =
Cesar Claveria
Adolfo Pacao
Bernardo Samar
Henry BermeJjo
Leonardo Concepcion
Oscar Carmela.

Réne Malate -
Nilo Fornillos
Gregory Ojeda

zaéaassas

EEEEEEEEEELEEER

8666888
RN I I IR B Y |

Sr. Design Engr.
CE Alde

Sr. Geodetic Engr.

Computer
‘= do -

(-do-.

e do -

Survey Aide

&

- do -

- do -
Contractual
Casual
Casual

- do =

- d0 =

- do -

Casual
-do -
e do =

Contractual

Contrac tual

-d_o-_
-do-

o Contractual

-do-

__vCaau;u. _
- Contractual.
'~ Casual

Contractual

" Casual

Contractual
Permanent (MAR)

Permanent (MAR)
Contractual

- do =
Permanent (MA.R)
Coatractual.

-« do -

Casual

- do =
COntractual

- do e -

egese



TN

111

- lakéria.

1.
2.‘
3.
L,

- Hometite Development and Force

L.
2.

3.

~ Pield Supervising Stax‘;‘:

1.
2e
3.
b
9

1.
2.
3o

k..

o Balang

Amauco 0inyva.
Danilo Garuas .
Wilt'redo ¥Felizmenio

Publio Peyra
Ales Ramero
Gemer sarcelo .

Orlanuo Mentino
Alan Raneses
Fscolastico Manilla
Paternucio Calleja
Pabio « Cordova

'Francisco S. Ramos

Diego Te Rud -
Antonio C. Peralta
Jaime Hernandez

Adolfo C. AbraLad"v‘

Leopoldo C.. Doblon
Rosa D¢ Tengeco-
Maristela V. Tablizo
Oscar P. Orozco: ‘
Ruoen R. Delfino
Edmundo Valenciano
Celedonio LBasmayor

Women and Youth Section:

13.
b,

15.
16,

17,

16.
19.
20.
21.
22,
23,
2k,
25,
26.

Zenaida S, Palencisa
Flor F. Florenda
Leticia R. Chavez

Theo Jayme Santy, Jr.

Melinda F, Abonita
Bernardita F. Estrada
Marilou Alparan

~Luisa Manongsong

Myrna B. Sanchez

Rodolfo Abrantes

Gertrudis Sanchez. .
Edith C. Manzano

Mai Bismonte -

‘Gusan B. Perez

BT
F7
FT

FT

FT
FT
FT

FT
PT
FT
PT
T

233335333$33

WP R R e R

wualicy Control Section:

“Acti. Materials Engr.

Laboralory Aide
- do -
- do -v

Account Sectiou:'

Construction LALT.
CE Aide
CE Aide

Sr., Censtruction kngr.
C. Engr.

C. Engr.

Coordinator
Coordinator

L3

Institutional and Agricultural Development Divisien

TL-0IC
Asst. SC_

- SC-IEDP

LBP Farm Rep.

Inst. & Agri. Dev; WQrkerﬂ‘ o

BDW

" FMT

FMT

FMD
FMT
. FMT.

T

PHN
PEN -

" PHN

RHM
RHM

- RHM

RiM
RHM
RSI

RSI

RYDO
YDW
RYDO

G-3

BEST AVAILABLE COPY

FEEEEEESS

EEsEE
SRR

"Contractuai

- do -
‘= do =

.‘f o

Cpntrqgtudl
- do =

,“'-‘dAo -

- Permanent (MAR)
- do -
"Permanent (BRBDP)

- do -




- Land Conspltdatton and Tenure Reform Sectcion

27.
28.
290 '

Osmundo V. Del Socorro FT
Rudy B. Tianes FT
Cesar B. Bismonte FT

- Agricultural Research Section:
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Jose B. Bulao FT
Victor 8. Gabad PT
Irene Ondes ' PT
Salvador Briones PT

Jerry Calag FT
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