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EXECUTIVE SUMMARY

The purpose of this report is to set forth the major findings
and recommendations of the RD/ME Technical Assistance Team review of
the existing information systems used for planning, monitoring and
evaluation in the National Rural Development Program. It covers the
overall NRD planning cycle and ‘the procedures, farms and reports which
are used or produced in the planning process. It also assesses the
strengths and weaknesses of thaz monitoring and evaluation components
of the existing system. Finally, it reviews the overall progress of
the development, management and operation of the infaormation system.
The report does not include an 3ssessment of the organizatioﬁ and
management of NRDP or of tﬁe large body of rules and procedures which U‘ ?,”
are used in the Frogram. Since the evaluation was called for in the
original Project Paper and was part of the first project workplan, it % Jiepl
"is anticipated that the recommendations inciuded in the report will

provide the btasis for the future activities of the Teaechnical

'3; A§§i§fanCe and SpéciaIVStudy ;Jéébheﬁfé of the the RD/ME projéét,

The report. . is composed of two main sections. L;Sgctiqg

identifies the functions and activities of the NRD system and .

types of information required by the principal agencies and
, 5

participants in the system. Section III presents the 'prinéihiff‘?;]:i
findings and recommendations of fhe review. The structurea of the NRD

Program describes the foﬁr main functions which need information from w



the infarmatian systef, These ara Folicy faormulation,
planning/budqeting, monitoring. and evaluatian.,  Section IIl alse
covers the informaticn reaguired to perfaorm these functiaons, the
findings of the team, and recommendations to strangthen the
information system. Szction III is structured %ts cansider thasas
activities separately aven though the functions of the NRD Proagram are
ciosely interrelated, At zne znd of the parery, some 3eneral findings

and recommendations serve Io istagrate the separate functions.
i{. Policy Formulation

In the NRD Proaram; sailicy formulation is concerned with
axpressing what the government intends to do to solve rural
development problems, and defines the amount of resources that will
be put into the program. There are several actors in the policy
formulation process because #3licy is set and interpreted at many
levels, To «carry out policy formulation these actors reguire
information which defines rural cenditions and prohlems, measures
which diftferentiate relative deqree of development need, a set of
programs and projects to meat those needs, and budget and cost
iﬂformation. Review of the use of information in policy formulafion
function in NRD revealed the following findings:

Village problem indicators need to be revised

Program funding priorities need specification

Ministry policy frameworks require better coordination
Changwat need more useful and accurate infarmation

National budget document should more clearly specify NRDP
funding

ii



Recommendations to strengthen the wuse of information in vpolicy

formulation in NRDP ars:

Davelop macrs—indicators of rural development needs
Develop rural development simulation models
Develap reports using avaluation findings

-- a3 ~ 31 -at data base

2. Plannina/Rudgating

Planning and budgeting are functions which fo. v directly
from policy—-making. To be effective planning and buijn’ .3 need 300d
data and information including a basic set of data which describhes the
conditions and problams of the specific area involvszd;y 1.-.:2°7 :ian to
estaplish the critieria for determing which areas have ths mest urgant
needs fYor development projects, and a clear descrigtion of the
programs available to soive problemsi guidelines which establish
- financial parameters for planningi information to estirate the future
levels of funds available ¢or rural development projects; +1 a3 clear
description of each project which allow those who particivat: in the,
planning process to determine which projects best meet the needs of a
particular lacation., The findings which relate tu‘ the
planning/budgeting process in NRDP are:

o NRD & (the ministry policy framework) needs bgtter

coordiation '

» Data volume is overtaxing the system

e bth PLan decentralizaed planning strategy requires

information system changes

® Changwat/amphur planning requires budget constraints
e Data reported in NRD 3 should be reduced



The groject menu nzeds revision

Fyture funding levels/priorities are pesdad

AP ads to be simpli 'iad and shortaned

Yillage problem indicators need revision

™ 5li1-. tion exists in village data collection

Op. 1tiins target prograr.iig is not ut.iilzed

Recant studies propose juidelines for cpangwat planning
activities

o % v o w o

Recommendations developed to strengthen relanning and budgating

activities in NRDP included

Tavalop macro indicators and strepngthen wviilage problen
iandicators

s Aezvise reports used in planning
Standarize project inputs and projected outputs
Zxamina ways to r _ ce reporting - :tail - NRD vplanning
forms

W

+..aing constraints should ke established

veiop planning models

vamine Wways to reduce duplication in datsz collectiaon
iperations target programming should be strengthened

.=

3. Monitoring

ot
[

i MRDP monitoring should serve several curposaes inc
the measurement of progresss of rural development projects during
implementations identification of problems in project implementation
so that corrective actions may be quickly takenj and accounting fer
and monitoring the use of financial resources so that funds committed
for projects are used as budgeted. More than any other function,
effective monitoring requires that managers at all levels be invglved
in defining appfopriate monitoring measurements. The information

needed for monitoring includes a budget for each project and the

iv



expenditure plan identified by time frame, 3 listing of project inputs
showing what the project funds will be used fory a set of outputs
which show what is expected as a result of the inputsy, and a time
schedule showing project activity completion targets. Findings aof the
Tachnical Assistance Team relative to the monitoring function in NRDP
aret |

s Monitoring is not viewed as a management activity

# Standardized project inputsy outputs, and timetables are

not available
# The current monitoring form is not useful or timely

Recommendations to address these findings areti

® Revise the monitoring framework
9 Develop monitoring models
¢ Develop performance indicators

4. Evaluation

Evaluvation is a process for calculating or assessing the
effects and impacts of a program or projects measured against ths
target objectives established in the program or project plan. The
process of evaluation, particularly impact evaluvation, is greatly
complicated by the influence of external factors which may ' cause
changes in village conditions. The Purposes of evalvation in NRbP are
to determine the effects of completed rural development projects, to
assess the total impact of projects and programs on rural communifies,

and to wundertake financial and program analyses in order to make

cost/benefit comparisons for planning future rural development



rrojects. The information required for effective evalvatian includes
the anticipated =effects of each project, a measurable set of
preconditions relative to the project which can be compared with post-
project condtions, an -estimate of the anticipated impacts of the
projecty and a set of baseline data which will allow measurement of
specific or overall change in the village. Review of evaluation

activities in NRDP yielded the following findings:

® Evaluation is not viawed as part of the management process

® Anticipated =et+rz2cts and preproject measurements are not
always specifind

@ Too much =amphasis 1is put on having common evaluation
measures

® Impact evaluation results are not fully utilized

e External factors are¢ not considered in impact evaluation

Recommendations developed to strengthen evaluation in NRDP are:

o Familiarize management officials with evaluation
techniques

Specify anticirated effects and impacts

Develop cost/bencfit models

Expand previous impact evaluation work

Conduct on-site viiiage impact studies

Develop measures for "thresholds af povarty"

5. General

Several findings and recommendation did not really fit into
the separate functions of policy formulationy, planning/budgeting,
monitoring or evaluation. Insteady they cut across all functions or

serve to integrate the functions. These findings are:

vi



8 Intormaticn systam components need integration
8 NF * ° *y fas ;3 3r2 - f F 0 gy *tilizad
s Ch . capaocilitizs for o' aing and monitoring need
5. ¢ thening
¢ Recent studies. groposs juidelines for changwat planning
activities
Recommendations for aqeneral  ~frengithening of the NRDP information

system are:

Develop department infbrmation system modais
Develoe improved data access and sterassz methods
Davelop a com '} tey simple chamgwat information system
Conduc: Wwor<shops ta coor 3 » ! : ool
recommer " "tions of the vwuMP, TDRI, and RD/ME pro

Imv . 2 _nangwat offi ials in draftipg ipstruc
ma Jals

Workshop planning shovld follow specific guidelines
Surrust changwat system development activities

J 5
tians and

I
-

act
ian

Chart IV in the Suymmary section nf the paper illustrates how each of the

recommendations fits i~*n the framework of the NRDP information system.



SECTION 1

INTRODUCTION

The purpose of this report is to set forth the major findinas
and recommendaticns of the RD/ME technical assistance team review of
the existing information systems used within the NRDC framework to
plén, monitor and evaluate RTG rural development prosrams. It covers
the overall NRD planning cycle and the use af the procedures, forms
and reports which are used or produced in the planning process. It
also assesses the strengths and weaknesszs of thz monitoring and
evaluation componants of the existing systam. Finaiiys it reviews the
overall progress of the development, management and operation of the

information system.

This evaluation was called for in the original Project. Paper
and was part of the project Workplan develaoped in September 1985. It
is anticipated that the recoﬁmendations included in this report will "
provide the basis for the future activities of the 'Techﬁical

Assistance and Speciél Study components of the RD/ME project.

This report 1is a review and assessment of the information
system components of the National Rural Development Program (NRbP).
It does not include an assessment of the organization and management
of NRDP or of the large body of rules and procedures which are used in

the Program. We cover these matters only where such factors influence



the information available or how it is used. Several other recent
studiaes--notably the Final report and Report on the Study and
Experiment of Provincial Development Planning of the DDMP project; the
main Report on Management Improvement of NRDP, the UNDP project
carried out by TDRI; and NESDB’s Guidelines for Local-Level Planning
Process in Thailand -~ have covered aspects of the RD orgénization and
management. Where those studies cover issues that touch an the
operation and use of the information systsm, many of gur <{indings

duplicate these other findings and recommendations.

In Section I1I, we document and diagram the functions and
activities of the NRD system and define tha types of information
required by the principal agencies and participants in the system. In
this section we spell out the functions wnicn zne infarmation system
is intended to serve within the specific contaxt of the NRD program.
This section establishes the context for making our review of the NRDP

information system.

Section III, the main body of the repart, presants the
principal findings and recommendations of our review and evaluation of
the existing system. In this section, each main component of the
system is described and conclusions set forth about the conceptual
framework and the vutilization of the component. We address the
following questions: Does it work as planned? If not, is the problem
conceptual, procedural, or something else? What changes could by;nade
to meet the r@quirements of managers/planners for the right
information in the proper form at the time it is need;d? Fﬁllouing

the findings for each function are recommendations for ways to



strengthen these system components, correct problems which have been
identified andy 1in generaly iImprove the use of information in these

processes,

The preparation of this report was based on intformation
gathared from a study of reports, system descriptions, a survey
questionnaire of project managers in the RPAP operating departments,
ind discussions with planners, managers,y ministry representatives and
users at both the central and changwat leyels. The central intent of
the report 1is to set forth an overall assessment of the entire
information system. Primary attention 1is given to the planning
component, including the content, prccessing and use of the NRD 1-7
forms. However, because the tgotsl Inisrmation system is a set of
integrated components, a review of the monitoring and evaluation

components is also included.

As background for evaluation, we would like to highlight two
points which are especially important to the future development of the
system. The first is the RTG decision te phase out the predetermined,’
area-based approach to targeting of rural development projects, as was
used in RPAB. Instéad, the allocation of development resources in the
6th Plan will be based on the information system for rural
development. This is an extremely significant decision, with major
implications for the_development and yse of the information systeh and
for the way in which the RD/ME project is carried out. First of all,
it  accentuates the importance of the information system in providing

accurate, reliable and timely information for use in policy



formulation, planning/budgeting, monitoring program implementation,
and evalvation results, Secondly, the dec.sion to - .. the
information system to the entire 72 changwat (from just 236 amphoe in
38 changwat) will - -- 1 the magnitude of the data base by 5 to 10

times, if the syst. =: . ants are cont.nued in their present form.

This expansion in the coverage of the planning/programning
system for rural deveigpment, and in the amount of data which 1is
required to ke collected, processed and utilizedy must be taken into
account in evaluation ¢ *the system. We have attempted to do that,
while at the same time considering ways in which the system might he
strengthened by overcoming the problems which stem from the data
expansion. In doing this w2 are aware of the move to decentralize the
information handling functions by development of information systems
for the changwat, and by the creation of changwat information centers
with micro-computer installations. We have encouraged and continue tao
'support this move. At tha same time, we also believe that 2a guigi:xg
principle in further system development, incfuding the changuzt
information systemy should ke to “start simple," that is, to begin
with a simple system which government officials can understand and
use. Once this Has_héppened, and their basic information needs are

meet, the system can be expanded.

One finding we have noted through the process of making this
review deserves mention here. We have observed that certain terms are
used with quite different meanings by different individuals. This

sometimes causes considerable confusion. In order to make our meaning



cleary, and to foster a common understanding of the subject matter and
the companent parts, we have developed and included in Appendix A a
description of the concepts used to develop and evaluate management
information systems and also . a set of definitions of all the

principal terms related to information systems.



SECTION II

THE FRAMEWORK FOR THE INFORMATION SYSTEM
FOR RURAL DEVELOPMENT IN THAILAND

The Rural Development planning, monitofing and evaluation
system 1is a management information system. Its purpose should be to
provide accurate, timeky ;nd useful information to those who establish
the policy for the rural development program, and for the planning,
monitoring and evaluation of the'program. Theretfore, to be effective
the information system must be part of the overall management system.
They are not separate, and as stressed in Appendix A the information
system will not work unless it is made an integral part of the
management system, The information must serve those who set policy,

plan, manage, implement, monitor and evaluate praograms.

Charts 1 and II show the overall framework for the NRD
Program and for the information system used in the policy planning,
formulation monitoring and evaluation of the program. These functions®

are described in detail in Section III of the report.

Chart I  documents the functions and activities of the National Rural
Developmént Program, This chart diagrams the process by
which the RTG rural developmeﬁt program is carried out./ It
divides-that process into components, as we have discusse&
above, and shows what functions and activities are performed

by the various agencies in each of the components. It also



Chart 11

shows the linkages among the components and the +flow of
activities among the participant agencies. This chart is a
preliminary description of how we believe the system warks
now, modified 1in some respects by how we think it should

operate in the Sixth Plan.

documents the information needed for policy, planning,
monitering and evaluvation in the National Rural Development
Program, This chart is 1laid out in the very same
framework as Chart I. Its purpose is to show in summary
format the information which is needed or used at each step
in each component of the system. It also shows how the
information would flow between the components of the rural

development program and among the agencies.

This chart is also a preliminary framework of the
information system. It will always replicate Chart I and
will change as the rural development program changes over
time. At any point in time, key officials who will use the
information, both in the central level agencies and at thei

changwaty, should help to define their specific information

requirements.
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SECTION II1I

REVIEW AND ASSESSMENT OF THE INFORMATION SYSTEM

FOR RURAL DEVELOPMENT IN THAILAND

In order to assess whether the present information system is
meetina the needs of the NRD program, it 1is necessary %to know
speéifically what functions arz to be served by the system, and what
the needs are for information of the organizations and people who
carry out those functions. As noted in Appendix A the basic principle
is that an information system is only so good as the extent to which
it meets the real needs of the intended users. The most perfectly
designed system, no matter how comprehensive and technically
sophisticated, is of little use if it 1is not used or understood by
its intended vusers. . Conversely, the simplest, most basic system is
successful if it.is understoody used and appreciated by its intended

users.,

Broadly speaking, there are five main functions (or-
praocesses) which must be served by the rural development information

system:

1. Policy formulation

2. Planning / budgeting.

J. Project monitoring (during implementation)
4. Project effects evaluation

5. Impact evaluation

10



These functions are separate, discrete processes with needs
for specific kinds of information. Some of that information is
required for only one of the functions. Certain information 1is
required in several of these functions. . The baseline village data
collected from NRD 2C, for example, is needed in policy formulation,
program planning, and both effects and impact evaluation. This
demonstrates that while thesa are separate functions, they are also
interrelated. Thus, the information system must take into account not
only the information needs of each functian, but the need for common

information, so0 that the system ties the parts together into an

integrated whole.

The next five parts of this section contain the information
requirements, findings, and ‘recommendations resulting from this
review. The last part of Section III contains a summary of these
information requirements which illustrates the integrated nature of
the NRD program information system. The approach followed in this
report is to first idenfify the primary issues and discuss findings.

Each section on findings is followed by a section which includes

recommendations for strengthening the system.
1. POLICY FORMULATION

Policy formulation is a function which is basic to any large
governmental organization or program. In the case of the NRDP it is
an expression of what the government intends to do, how it will be

doney and the amount of resources that will be put into the program.

11



For the NRD program the highest policy-making body is the National
Rural Development Committee (NRDC), which establishes the broad
framework of the program and avthorizes the amounts of money to be

spent for specific programs/projects.

But there are other actors iﬁ the policy-making process.
Some of them establish policy, such as the changwat in the formulation
ef a policy Frameyork for tackling its particular development
problems. Other age;cies assist in rural development policy-making by
serving as staff to committees. These staff agencies -- NRDCC, for

example -— formulate policy which may be adopted by the

committees/agencies which set policy.

Policy formulation is not a stricty step-by-step process.
It does however, héve some component activities and products which
should be present if the process is to serve its real purpose. In
order to assess the information needs of the NRD program, it is
necessary to identify those activities and products. A sound policy

formulation process for the NRD program would include the following:

0 NRDC, based on staff analysis by the NRDCC :
- identifies main development problems to be addressed,

formulates the strategies for development programs,

designates which programs/projects will be given

highest priority in terms of funding allocations.

establishes the basis, or criteria, to be used in

allocating funds by area (region, changwat)

12



p Based wuvpon a format develaped by NRDCC, and spproved by
NRDC, the ministri2s prepare the policy framework tao be

used by the changwat in preparing their development plans.

0 The changwat formulate their separate development
strategiasy bhased on the ministry policiesy to tackle the

problems considered maost urgent by the changwat.

>

The NRDC has adopted a set of policy directions which have

been incorporated inta the 6th Plan. There are four main objectives:

(1> Decentralize more responsibility to the <changwat

for development planning.

(2) Focus development resources primarily in the

poorest villages and middle~level villages.

(3) Emphasize  coordination among government and

private agencies to solve rural problems.

(43 Foster more self-help by support of people’s

organizations in coummunity problem solving.

In reviewing the existing system, we have attempted to
determine what information is required by the agencies involved in
those policy formulation steps, or to produce the documentation needed

to describe rural development policies.

13



1.1 Information Requirements for Policy Formulation

All of the agencies involved in NRD Program policy
formulation require information in this process. The job of the
information system is to provide the right information in the
proper form at the time it is needed. For these agencies the

system should provide the following information:?

1.4.1 Definitjon of rural conditions and problems.

1.4.2 Measures (indicators) to differentiate relative degree of

rural need.

1.1.3 Programs and projects available to meet rural needs
including evaluations and assessments of past

performance,

1.1.4 Budget and cost information.

The need for information by those involved in pelicy
formulation is the broadest information which will be
required from the system. Some of it may be derived from a
summary of detailed information gathered and used for other
purposes. Much of it, however, must be separately

assembled to meet the broad view af those who establish

policy.

14
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1.2

Tae establish policyy the NRDC must be able to interpret
the information it is given. Thus, a particular
characteristic of policy-level information is that it must
be the product of synthesis and amaliysis. For example, if
child death rates are much higher in the northeast than in
the north, while the reverse is true of vpper respiratory
infection, some analysis is required of these problems not
only to decide what to do about themy but which is most

significant and requires the most resources.

Policy Formulation Findings

1.2.1 Village problem indicators need to be revised. The
concept of using village problem indicators, which
has been developed by NRDCC/IPIED to classify
villages according to degree of development need, is
a soundy creative approach to the process of setting
priority targets for allocation qf resopurces, While
the concept is a good oney, it will serve its purpeose
only to the degree that the indicators are valid.
measures of the problems being identified, and to the
extent that the data used in producing the indicators
are accurate and reliable. We have concluded that
there 1is a need to address both of these issues on ;
systematic basis. Some of the indicators need fo be
revised, wusing accepted statistical methodology and

standard international measures (where appropriate).

15



1.2.2

1.2.3

In addition, there 1s widespr2ad scepticism of the
reliability of the villags data used 1in generating
the 1ndicators. Before these 1ssues are tackled,
however, there needs to be a broader concensus of
what would ke the mast appropriate measures of

development need.

Program funding priocrities need specification.
While the 6th Plan guidelines describe the m;in
strategies of the NRD programs; and specify the basis
for targeting where resources will be allocated, we
have not been able to determine which
programs/projects will be given priority in the
planning/budgeting process. All of the main problems
are described, but it is not clear which ars
considered most serious or urgent, and which programs
will be given priority in funding. Tw15 reflects
insufficient program and problem analysis based on
information which should be available from the

village survey (NRD 2C) and as feedback from the

monitoring and evaluation processes.

Ministry policy frameworks requires better
coordination. There is not enough coordination in
the preparation of policy frameworks developed by
each ministry. As a result, they are inconsistent in

format, degree of specificityy, and clarity (though
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1.2.4

changwat officials report that the MOI and MOPH
policy frameworks are the most clear and specific).
They also arrive at different times in the changwat
—-— usually behind schedule. This all contributes to
confusion and lack of positive guidance to the

changwat.

Changwat need more useful and accurate information.
The changwat do not have an integrated, up-to-date
data base for common use by all the changwat-based
participants in the preparation of the policy
framework to guide changwat development programming.
Each of the ministry representatives at the changwat
has access to data collected through
ministry/department channels. Some of this data is
technical (in support of particular department
projects)j some of 1it, however, duplicates data
collected in the NRD 2C survey. The NRD 2C output
(indicator) reports are available, but changwat
officials find them difficult to use and are doubtful
about the degree of accuracy of the data from which
they are produced. This was reported directly to us,
and 1is a consistent finding of other workshops and
reports. For a more extensive discussion of NRD 2C

and its uses, see section 2.2.8.
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National budget document should more clearly specify
NRDP funding. The NRDC has approved the amounts
of funds to BDbe allocated to each of the 156
individual development projects to be implemented
through the four principal ministries. This is a
crucial palicy guideline. According to our
information, however, structure of the national
budget document makes it very difficult, if not
impossible, to determine - how much money is actually
appropriated by the budget to each project. To the
degree this happensy, it 1is impossible to verify
whether the NRDC policy guidelines are being

followed.

1.3 Recommendations to Strengthen NRDP Policy Formulation

1.3.1

Develop macro-indicators of rural development needs.
At the national level, a concrete proce;s should be
initiated to develop a set of analytical infﬁrmation
which will provide a clear macro-picture of the:
status of development in rural areas. While some
good approaches have been started, tﬁere is a gap
between the broad awareness of particular problems -
in health, water resourcesy, income, etc. - and thg
information provided by data generated by the village
survey. We recommend that a consultant expert on

indicators or a special study be wutilized to
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1.3.3

rarmulate these macro 1ndicaters  3nd analytical
frameworks. A spacitic process 1s outlined in  the

3.1 which

[ o)

planning raczommzndations (s=ction
describes how this should be carrisd out. This
study would identify the measures ot daveloement need
and prosressy and establish the basis for relating

neads tg programs and rasources.

Develap RD s_mqlation models. Using this
analytical framework and the macro-level measures of
development problems and needs, we recommended that
models be developed which will facilitate
correlations of vproblems and ne=ds with project
gutputs and funding levels. This process would allow
simulations and projections of how 3 given program (a
groupingd of projects) would selve ar reducs a
particular set of problems. Thes= models would allow

policymakers to consider the anticipated benefits of

alternative praogram and funding strategies.

Develop reports using evaluation findings. In the
section on evaluation we recommend that the results
of effects and impact evalvations be fed bkack 1into
the policy planning cycle. This would be done by
regqular reports to policy-level officials -- the NRDC
and ministry officials —— on the results of thase
evaluations. These reports, to be useful for policy-

lavel officials, must be concise, brief and
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analytical. They should describe the principal
evaluation findings, describe what was achieved
compared to planned results, what major problems and
obstacles occured, what conclusions can be drawn from
the evaluation, and what actions are proposed. '~ These
reports can serve policymakers by evaluating results
and feeding this information back inte the planning

and funding of future programs.

"' .
»

" §.3.4 Develop a changwat data base. We recommend that a

éﬂ p . deliberate process be initiated to establxsh a model
,f’ changwat data base for all changwat. This would be a
: e,basic set of data needed by all changwat for planning
ﬂ”,ifsvdevelopment program.  Individuval changwat could,
‘,offcapfse. ‘expand the amount of data they wahted to
" include to meet their particular needs. This  data
'base would be used by all changwat based efficials
_involved V;n development prugrammxng. The ‘crucial
;iﬁ' plannxng this standard data be:e ;is'“to
involvev changwat officials in ies.xdesi;;:#;.4tﬁ:
~'specjf1cation of what is to be included should he
?‘detornined by a selected gfobps of véﬁeﬁguat
’offiéialQ, assisted by knowledgeable steff freu botb

changwat and central agencies.

TPIED >
h
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2. PLANNING / BUDGETING

Planning and budgeting are functions which +follow directly
trom policy-making. The policies established by tﬂe NRDC provide the
framework for the planning which is done within the ministries. The
policies set by the changwat development committes (within the
natienal policy framework) establish the development framework for the
amphur/tambon in problem identification, selecting projects - and
setting priorities. Planning will be more successful if it is guided
by policies which clearly define the problems to be . addressedy, the
programs to be implemented t; overcome these problems, the pricrities
te be 4given in terms of funding and allocating projects, énd the
c}iteria toc be wused in distributing resources among regions,
changwat, amphur, etc. Planning, in other words, depends ﬁpon clear,
well-formulated policies te provide direction to those who do the

planning.

If vplanning flows directly from policy formulation, then in
the same sense budgeting flows directly from the planning process.
Planning is the process of deciding what is to be done, and how;i
budgeting 1is the process of deciding how much resources will be wused
to carry out the plansy and the aliocation of amounts to parts of the
plén. In. a very real sensey, planning and budgeting are inseparable
parts of one process-——the process of deciding what to do, where to do

ity how much te spend on it, and how these amounts will be allocated.
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Planning, of course, serves the purpose of making the
activities of the government more rational, and more systematically
ties those activities to the development strategqies of the country or
ot the changwat. To be effectivey, planning must be realistic. This
means that it must be done with financial parameters which are within
reasonable constraints. Planning involves making choices about what
will be done within the limits of financial resources which may
reasonably be anticipated to be available. If there are no limits
sety choices will not be made, and the resulting "plans" then become :
simply lists of projects which an agency or organization would like to
do or receive. Thusy at every level in the NRD program, better
planning will be done if it is accompanied by policy guidelines which

establish realistic levels of funding.

2.1 Information Requirements for Planning/Budgeting.

Good information is the central requirement of an
effective planning/budgeting process. In the NRD program,

this includes information which pinpoints problems and where
they exist, describes basic facts and conditions of given‘
areas (regions, changwat, amphur, etc.), establishes the
target funding levels for prﬁgrams/projects,» spells odtvthev
criteria or basis for funding allocations, and defines tﬁev

specific inputsy, outputs and anticipated effects of each

project.
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A special point of emphasis should be made here about
the importance of clearly defining and specifying the
planned inputs and the target oﬁtputs and expected effects
of each project. This is a crucial step in the operation of
the entire information s}stem, for it is these measures
which link 'planning/budgeting with the monitorin§ and
evalvation to follow. By specifying the inputs and outputs
during  the planning/budgeting process, a basis is
established to appraise the costs and expected resulits of
the projects. These same measures are then ’used during
project implementation to monitor progress, and 'after

project completion to evaluate results——effects and impacts.

For planning/budgeting, based on thg above, the
'ji‘following categofies of information are needed as part of

~ the overall information system:

” 2.1.1 At each level -- national, region, changwat, amphur,
tawbon -- a basic set of data ~ -~ population,

“resources; fincome, atc, =-- uhidh“'ddSCribeé the

honditions and problems of the area involved. -

7 Information to establish the criteria for determining
which areas have the most urgent need for developmant
projectsy, and which forms the baéis for allocating’

funds among competing locations.
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2.1.3 A zlear description of the programs (and the
priorities of those programs) available to solve
praoblems identified by the data and guidelines which
establish financial parameters for planning at =ach

level in the process.

2.1.4 Information to estimate the future levels of funds

available for rural development projects.

2.1.5 A clear description of each project in the rural
development ‘“"menuv", which will allow those who
participate in the planning/budgeting process to
determine which projects best meet the needs of a
particular location. This description should also

include for each project:

a) a clear set of planned inputs,
b) projected outputs,
¢) Basic cost information for components  of
" projects and a specification of the limits
on amounts which may be allotted for each

project location.

s

If each area of information specified above uereﬁ

available, the planning/budgeting process would have available to
it all of the information tools necessary to perform this

function efficiently.
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2.2 Planning/Budgeting Findings

In the NRD program, a great deal of work has been
devoted to the establishment of a planning/budgeting process
which will help to achieve an integrated rural development
program. We recogqnize the difficulties involved in trying to
build such a process where there are so many agencies involved,
and which ‘spans the vertical flow of reporting from the
ministries down to the villages. This;is a major undertaking,

and much has been achieved in the past five years.

Our review of the planning/budgeting process, and
'particularly of the use of information in that prosess -— how the
inforﬁ;tion system serves the process -- was done with a view of
how the system which is in vuse can be strengthened; in other
wordsy how the RTG can bﬁild on what has already been created.
Our findings and recommendations, therefore, are aimed at

improving what already exists, gaining from past experience, and

taking advantage of new insights and technologies.

A number of other studies have already made assessments
of the RD planning processy and have identified certain problems
and weaknesses. Occasionally we will touch upon some of thesea

which we have found from own our review.

2.2.1 NRD & needs better coordination. The ministry

policy framework (NRD &) process is not sufficiently
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coordinatsd; this <causas serious eproblams for  ths

“hangwat, and, inhibkits affactiva integrated

planning/programming in the changwat.

Data volume 1is overtaxing the system. The
expansion of the NRD planning system from only the 33
RPAP projects to all NRD projects (154) has vastly
ernlarged the volume of data which must be «collected,
screened and processzd at every stage of the process.
This expansion of the planning process is overtaxing
the «capacities of officials and agencies at all
levels to properly analyze issues and projects —-— and
make decisions —-- given the amount of «clerical and

logistic activity required.

6th Plan Decentralized Planning strategy requires
information system changes. The RPAP prosgram
stressed the concept of greater involvement by local
people and officials in selecting and targeting
projects. Several reports have pointed out that a
sizeable proportion of these decisions are still made
centrally. The 6th Plan makes decentralization "an
explicit development strategy. Changes will have to
be made in the information system to reflect this
decentralization policy. One stepy for example,
would bhe a reduction in the amount and det il of

reporting to Bangkok in the NR " lanning preocess.



Changwat/amphur planning requires budget constraints.
Planning, to be effactive, must be done in the
context of realistic financial constraints, It
requires choices to te made of what will be done with
a limited amount of money. Without 1limits --
Financiﬁl or others -- plans become merely "wish
iists" of projects. This condition appears to occur
in many changwat. In one changwat, two-thirds o; the

funding for projects proposed by the amphur (NRD 2)

- were eliminated in preparing the changwat development

plan (NRD-3}. 0f the funding for projects requested
in that plan, only one-third was authorized by the
RTG budjet, Thusy the projects finally authorized
and funded were only one-ninth of those requested in
NRD 2. This lack of limits contributes +to weak
rlanning and decision making, and greatly increases
the volume of information to be processed and
screened. Finally, it passes real decision making up
to the highest levels and thus preempts a policy o;
decentralized planning. The lack of realistic
financial constraints also dilutes the validity of
the operations target programming (OTP) analysis,

which 1is an exercise designed to compare projects

funded with "real" needs.

"
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2,2.6

Data reported in NRD 3 should be reduced. The
requirement that all project sites be identified for
every project in the changqwat plan (NRD 3> adds
greatly to the volume of information requifed to be
processad. For even the smallest projects, whare
activities are be carried oui at many locations, this
requirement applies. There is evidence that central
departments responsible for these projects really do
not use these detailed site locations in their budget
programmning. Thus,y, there may not be need for this
detail to be included in NRD-3 for low-cost projects
with many sites. We ses a need for further
exploration of ways to reduce the volume of data

included in NRD 3.

Project menu needs revision. The project '“menu"
does not promote realistic planning for rural
development because it does not contain for each
project a concise statement of planned inputs,
projected outputs, and‘basic cost information for
components of the project. Nitﬁout this information
it is impossible for planners to accurately align
development needs with projects designed to aid
development. It is not possible for planners to make

choices based only on project title.
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Future funding levels/priorities are needed.
Futurz funding levels for NRDP are not available for
planners 1in the changwat or in the ministries/
departments., Without =estimates of future funding
levels associated with national program pfiorities it
is difficult for planners to produce 1long range

development plans for changwat.

NRD 2C needs to be simplified and shortened. The
village survey and its output products are central
ingredients of the NRD plabning process; The survey
questionnaire (NRD 2C) produces a huge data base.
Only a small part of that data base 1is wused to
produce the village problem indicator reports. These
reports are actually used in all components of the
planning, monitoring and evaluation (and are commonly
refferred to as the NRD 2C reports). Several studies
have found that the village indicator reports are
often inaccurate, that they are difficult to use
efficiently, and that the data is out of date. - Qur

review confirms these findings.

These conclusions, however, are baged on the
1984 NRD 2C survey and the output reports from the
data from that survey. Over the past vyear, a
concerted effort has been initiated by NRDCC to make

an extensive revision of the NRD 2 C questionnaire.



The aperoach *to collecting and cading the data has
3ls0o been ravised, The revised queastionnaire should
genarate clearsr and more quantitative responses.
All ot this should help make the NRD 2C iata base

more reliaple.

It is too early to telll whether the data
collected from this new survey will be m;re accurate
than in the past. Involving the entire tambon
working group in the data collection process should
help toward that objective. In any case, because
this data base is such a central part of the overall
sysfem, it certainly should be used for fhe purposes
planned. It 1is the best data available. The long
term effort should always focus on ways to increase
the accuracy of the data and improve the methods for
how it is vused. We believe that in the long-term, a
substantial shortenening and simplification of the

questionnaire is necessary.
{

i

Village problem indicators need revision. The
primary use of the NRD 2C data base is to produce the
indicator reports which aré used in planning and
targeting projects and in monitoring and evaluation.
We +found that less than one-fourth of the questiens
in the 1984 survey were used to produce the data

which generates the indicator reports.
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In Saction 1.2.1 we have described the multiple
uses of the indicator rercrts. As we dascribed
thera, the concept of usina these indicators 1is a
very good one. We have found from our overall
analysis, howavery, and from feaedback ¥from those who
use the indicators at both the changwat and central
levels; that some extensive revisions are nesded of
the iﬁdicators themselves, and of the indicator
reports produced for the various wusers. - The
indicators would be strengthened by more accurate
village data, use of accepted standard measures, and
ovtput <formats which meet specific requirements of

the users.

The NRDCC has initiated a process to revise the
indicatersy by trying to determine if new or revised
indicators can be produced from the questions in the
new NRDC 2C. In the short-run, this should at least
make it possible to correct some of the
methodological problems in the present indicators.
In the 1long termy, we believe a more fundamental

revision of the indicators and their use is needed.

Duplication exists in village data collectiap. In
addition to NRD 2C there are a number of other
similar surveys conducted by RTG agencies. These

include the BMN survey, 2a household survey which |is
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2.2.11

agjgregated at village levels; the DOLA villajge data
report; an experimental survey developed by CDD} and
the census information collected by NSO. It may be
that one survey cannot serve all agency needs. Thase
survey processes are expensive to undertake and there
is already some recognition that unnecessary
duplication may exist; a committee is currently
examining the overlap between the BMN survey and NRD

2C.

Operations target programming is not utilized. As
part of information system development under the RPAP
the process of operations target programming (OTP),
or the comparison of NRD 3 (the changwat request) and
NRb 5 (approved and funded projects), was developed.
The theory behind this process is that project
requests which are not funded represent unmet needs
for rural development. By examining this unmet need
in each year, depértment, changwat, and districts can
target programming (planning) in subsequent years to
fill this unmet need. In realityy OTP should be an

evaluation of the results of the planning process.

There are several problems in NRDP with the wuse
of OTP. First, it is not always the case that the
changwat plan reflects true need. We have found that
in many cases it really represents a ‘“wish list".

Second, we found that and changwat department



planners rarely use prior year unfunded requests in
developing current year plans. Finally, OTP does not
include comparison with NRD 2C (the village data),
which 1is assumed to be the most accurate reflection
of -rural development needs. However, we believe the
concept of OTP could be useful and that it should be

more fully developed for use in the NRD Program.

2.3 Recommendations to Strengthen NRDP Planning/Budgeting

2.3.1

Develop macro indicators and strengthen village
problem indicators. Two sets of baseline data are
needed for planning: The first is a set of
descriptive data about villages in the beginning of
the Sixth Plan. This data should be used to pinpoint
developmént needs on a macro level and it wovuld also
be used as a basis for comparison for ,impact
evaluation at the end of the Sixth Plan. This data
would not be technical data for planning and
implementing projects, but rather broad data which
describes Thailand’s rural development needs. The
second set of data is baseline data which wouid be
used for yearly planning. These sets of data would
be collected by surveys. In accordance with survey
development technique, however, the indicators (or
uses) of the data should be determined first.

Thereforey, we are recommending a very specific method
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tor developing macro indicators, strengthening the

village vproblem i1ndicatersy and obtaining the data

used to produce these indicators.

(2)

(3)

First, as noted in the project paper, a
consultant with expertise in rural development
aconomic, social, and political indicators
should be commissioned to develop a set of macro
indicators to be used for describing and
measuring the level of rural development in
Thailand and to identify development needs. An
alternative method would be to initiate a
special study.utilizing a multidisciplinary team

from the regional universities.

Second, working with department field ~and
central staff, the consultant would devélop
micro level indicators which could be used by

these departments to identify the need for

specific projects.

‘Third, the consultant working with NRDCC would

then determine the degree to which NRD 2C
provides accurate data which can be vused to
generate macro-level indicators which have been
defined to be necessary to describe broad
development need and measure change in that

need. If NRD 2C cannot provide appropriate data
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in 1ts mresent formy 1t should be revised to

produce the required data.

(4) Finallyy, the consultant would work with NRDCC

and the department staff to develop a

substantially shorter questionnaire to provide
data for the micro level indicators which would
identify needs for projects. It is anticipated
> that this guestionnaire would be developed to be
used every vear to provide accurate, timely data
for rplanning. We do not believe a genaral
survey should attempt to collect technical data,
We recommend technical data necessary for
placing projects be gathered by operating
departments. Most of it is already gathered by

these agencies.

2.3.2 Revise reporté used in planning. Seminar/Workshops

should be held with a select group of changwat
planners and project managers to define a set of
routine reports (including indicator reports) which
ubuld be useful for planning. These workshops would
be coordinated with the development of the baseline
data described in 2.3.1 above. As part of this,
participants- in these workshops would examine the
results of the current DDMP planning experiment in
the 10 changwat in order to utilize the experience

and know'2.ye gained from that project.
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2.3.3

2.3.4

2.3.5

and 3 move from "wish lists,’

Standardize project inputs and projected outputs.
Seminars/Workshops should bhbe held with rroject
managers to define vproject 1inputs and projected
outputs in a standardized format. These inputs and
outputs (as well as the anticipated effects and
impacts mentioned in the monitering and evaluation
sections? should be included (in some form) in the
project menu so that plamners at all levels have a
clear idea of what ; project is anticipated to do for

a village as well as how the project operates.

Examine ways to reduce reporting detail on NRD
planning forms. Extensive study should be made of

ways fo substantially reduce the amount of detail
required in NRD 1,2,3 and 5. Also included in this
study should belpossible alterations of the format in
order to reduce the amount of paper required to

produce the NRDC plans.

Planning constraints should be established:
National policy set forth by NRDC and the ministries
should include instructions to the changwat that
limits are to be imposed on requests submitted by the
amphur and changwat. It is imperative that NRD 1,2,
' as they often are now,

to realistic descriptions of development need if

operations target programming is to be realistic.
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2.3.6

2.3.7

2.3.8

These limits could be either financial or in numbers

of project siteas,.

Develop planning models. Planning models should be
developed at the changwat and national level. These
models would allow simulations and projections to aid
in developing changwat and national plans.
Monitoring and evaluation data would be incorporated
inio these models. Consultants should work closely
with planners at all levels to develop useful and

planning realistic models.

Examine ways to reduce duplication in  data
collection. A special effort should be made to
reduce the redundancy and duplication of village data
collection. Interagency cooperation‘ in data
collection and wuse should be the first premise of

integrated rural development.

Operations target programming should be strengthened:
If vplanning constraints are imposed fof field level
planning, OTP will have to shift slightly in its
emphasis,y, for NRD 3 and 5 will no longer,y in theory,
rehresent total need. Instead they will répresent
real need within realistic budgetary constraints.
However, even if budget constraints are imposed, not
all projects requested on NRD 3 will be approved.

Therefore, the comparison of NRD 3 and NRD 5 is still
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important and we believe that the use of prior vyear
unfunded requests should be -encouraged in the
development of current year NRD 2 and 3. We also
recommend that OTP be expanded to use data from NRD
2C and that the analysis be expanded to compare
project requests, untunded requests and rural

development needs.

3. THE MONITORING AND EVALUATION PROCESS

In its  Staff Aeeraisal Beeort, Ibailand MNatiopal Bural

Development Proiect (February 29, 1984), the World Bank began 1its

section on monitoring and evaluation:

success

" The continued success and evolution of NRDP will
depend very largely on the institutional processes which
allow the system to continually monitor and evaluate

achievements, and to make changes as appropriate."

In fact, monitoring and evaluation (M&E) are critical to the

of virtually all development projectsy and a great deal has

been written about the concepts involved in M&E activities. In this

and the next two sections these basic concepts will be applied tq the

NRD program to define the roll of the overall information system in

providing appropriate information for M&E activities in the NRDP.
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It is true that monitoring and evaluation are related; but
they are also szparate activitises which require distinct types of
information. Thereforey, in this paper they will be considered
separately. Huwever, the link between the two will also be discussed.
To begin, we must consider the definition of both activities so that

it i's clear from the outset what each activity is and is not.

Definitions ¢ What is Monitoring and Evaluation?

Monitoring for what? Evaluation of what? In its broadest
sensey monitoring means the measurement of progress achieved against
certain pre-established target objectives and schedules. Monitoring is
an internaly, day-to-day management activity. Evaluationy in these
same ‘terms, means determining to what degree the results (whether
intentional or unintentional) of a given effort (a project or program)

have achieve the desired or pre—established objectives.

Monitoring @ A process for determining the progress of
implementating an authorized program or project. Theé
pfogress is measured by reviewing the use of inputs (funds,
personnely, etc.) and target outputs (number of fishponds

buvilty number of people innoculatedy etc.) against a planned

budget and timetable.

39



"Evaluation A process for calculating or assessing the
eftects and impacts of 3 program or projecty measured against
the target objectives established in the program or project
plan. For example, did the new fish pond increase
nutritional levels, provide additional income; did . the
innoculation program reduce the incidence of disease, and by

how much —— compared to pre—established objectives.

As defined above, the purpose of monitoring and evalvation
coordinates with the planning process by determining how successfully
projects are actuvally being implemented, according to'a planned budget
and schedule, and by evaluating whether they are achieving their
planned results and impacts. The results of the monitoring and
evalvation processes should be used in subsequent policy and planning

activities,

The  above definitions have described the essence of
monitoring and evaluation. It is clear, however, that there is some
overlap in the processes and in the information- requirements. For
example, project effects are used in both monitorin§ and evaluvatifon
activities. Chart III below shows the relationships among the key
elements used in monitoring and evaluvation and presents some examples

to illustrate this relationship.
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CHART III

INPUTS —==——=- - QUTPUTS -—==———- EFFECTS ~—==——m—m- IMPACT
b I D I

Zxamplea: | |
Praisct MONITORING EVALUATION
Fish pond dig pond fish pond income Quality of life

divert water with fish ;

provide fingerlings protein consump.

train villagers

to manage veg. production comm. spirit
Livestock innoc. materials # of livestock incr. survival incr. protein
innoc. innoc. rates consump.

The process of establishing project inputs, outputs,
affectsy and impacts serves three fundamental purposes. ° First, it
provides a basis for analyzing the purpose and objectives of a project
in the planning process when the broject is initially reviewed and
appraised. Secondy it establishes a basis for measuring or monitoriﬁg
the pragress of projects during implementation, Third, it
establishes a basis for measuring the value of the project after it
has been completed. In fact, it ties planning, monitoring and

evalvation activities together.
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4. MONITORING

Monitoring has a number of purposas. In a broad sense, it is
a basic tool of management to determine how efficiently planned
projects are being exscutedy and how effectively budgeted  resources
are being used. To be more specific, monitoring serves the following

purposes in rural development:

(1) To measure progress of rural development projects, during
implementation, against a rplanned ktime schedule and
annual budget allocations. Progress monitoring data is
also wused to facilitate analysis of implementation
experience, to pravide feedback for the next annual

planning/budgeting cycle.

(2) To detect and identify problenms in project
implementation, soc that corrective actions may be quickly

taken to prevent costly delays.

(3) To account for and monitor the use of financial
resources,y, so that funds committed for5projects are used

as budgeted.

With these points in mindy, we believe it is essential to
involve managers at all levels in developing appropriate monitoring
measurements. In the monitoring process there is a need to summarize
information as it moves wupward. Information should also be

)
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synthesized somewhat as it is used by managers at different levals,
This means that in addition to summarizing specific village project
erogress and problem identification into tambon and then into amphoe
and then into changwat reportsy +he type of information may actually

change in order to serve managers at all levels effectively.

For example, at the amphoe level (which 1is where the
implemenfation of most projects is actually supervised) the managing
official needs to know the progress of individual projects within each
tambon, and the épecific causes of delays. At the changwat level, the
ministry official may only need to know the rate of progress of all
projects in his ministry, the major categories of problems causing
delays, which projects are lagging badly, and in which awmphoe are
there the most serious problems. At the very highegt central levels,
it may be sufficient to know the rate of expenditure against targets,
measure of progress in broad categories (infrastructure, employment,
etc.) notable example of successy and major problems which need to be
addressed on a policy level,

The most important point is that officials involved in rur;l
development management at each level participate directly in helping
to define measurements that are meaningful and useful to them. I%

this 1is doney a system willbe defined that actually derives from and

becomes part of their normal management activities.

A key to doing this is to keep in mind that different
projects will have different problems. Early rains may be a critical

factor to fish pond construction or bridge building but not important
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as a problem indicator for saline soil or compost making projects. By
allowing officials themselves to define tha problem indicators that
relate to their particular projects the resulting system 1is more

likely to meet everyone’'s needs.
4.1 Information Requirements for Monitoring

Monitoring 1is .,a discrete part of a total management
imformation system.- But in order for monitoring intormation to
be useful it must be integrated closely with other components of

the overall system. The basic level of meaningful monitoring

must be the individual project.

From the discussion of the purposes above it can be seen rather
simply what information is required to effectively monitor the

implementation of a project: .

4.,1.1 A budget for the project, broken down into its
principal components, and the expenditure plan

identified by time frame (allotment periods).

4.1.2 A listing of project inputs showing what the project
funds will be wused for (for example, building a
facility, providing advice or training, or supplying

~materials or credit).
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4,1.3 A set of outputs which show what is expacted as a
result  of the inputs (for example, increased crop
productian, percantagea ot village children
innoculated asgainst diseass, a village fish pond).
These components are refarred to as performance
indicators. The outputs/performance indicators
should be identified wﬁen the project is formulated,
and should be explicity made part of the project
implementation plan when funds are budgeted for the

project.

4.1.4 A time scheduley, showing project activity completion

targets.

With the above set of informationy, and a system of
reporting and feedbacky, both the implementing agency and the
concerned central staff agencies can effectively monitor the
progress of implementation of a projecty and the use of resources
in doing so. Then, by monitoring the progress of implementation
of a group of projects, concerned agencies can analyse the degfee

of achievement of outputs for a program.

The amount of detail required for monitoring at process
varies 3 great deal. The monitoring of activities at individual
project sites should be focused'primarily at the amphub, because
this 1is where most of the officials are basedy who are

responsible for supervising project implementation. To carry out
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their job., those officiais need to know in detail how well

individval projects are progressing at particuiar locations. At

17

<

suyccessively higher levsls -~ changwaty departmenty ministry,
NRDC ~- the focus of concern is the entire projact, not specific
sites. The information system must be tailored to these

diffzrent . neads. The higher the leyel of reporting monitoring
information, the more. it require; summaries synthesis and
interpretation of information. For management and policy levels,
too much information in great detail, is a worse danger than too

littla,
4.2 Monitoring Findings

Discussion. with field staff and central NRD officials
and our review éf the present sttem components leads wus to
conclude that, at  present, monitoring needs the most
strengthening in the NRDP process and information system. With
the exception of accounting for and monitoring the use of
financial resources, the NRDP information system is not being
effectively wutilized for menitering activities, The original
Project Paper, the Monitoring and Evaluvation Framework for the
PAPy (prepared by Dr. Thanet), the DDMP Techincal Assistance Team
Final Report and Report on the Study and Experiment of the
Provinc¢ial Development Planning, and the TDRI report have all
noted the weakness in the monitoring process and have also noted
many reasons why this part of the systsem is problematic. We

concur with the conclusions reached noted in these reports. The
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gur own findinas.

Monitoring 1is not viewed as a management activity.
The overriding reason why monitoring is not currently
an effective part of the NROP is that it 1is not
viewed at most Ieveis as an integqral part of
manajament. Current monitoring activities are otten
viewed by changwat officials and department staff as
a reporting cohligation to BOB. Although there is
evidence ef individvual departmental monitoring
activity, 9generally monitoring infermation 1is not
viewed as a tool to improve the efficiency of project
implementation and performance. No matter what
efforts are deone to improve the monitoring aof rural
devalopment projects, the process will only be
successful if the vpersons who nesd monitoring
information are 1involved in the design of the
Process, the data collection forms, and the
monitoring reports Contributing to tha current’
attitude toward the monitoring process and monitoring
information 1s a general lack of wunderstanding of
monitoring concepts and the purposes which project

monitoring should serve.
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4.2.2

4.2.3

Standardized project inputs, outputs, and timetables
are pot available. A monitoring process cannot
work without clzar, concise specification of project
inputs, anticipated outputs, and timetables +or
implementation of project components in a
standardized way across all projects. These items
establish benchmarks against which to measured

project performace. These benchmarks are not
presently\ available for 3ll projects in a standard

tormat.

Current monitoring form is not useful or timely.
NRDP monitoring reporting is currently done on BOB
reporting faorms (D314, 302). The time frame for use
of these forms does not provide useful information
to project managers in a timely manner which would
allow them to take carrective actions where
necessary. As a result some departments have
developed their own monitoring forms and procedures.
This has cauvsed duplicative reporting requirements
and in many cases has still 6Dth resulted in the
integration of financial apd physical progress
indicators. MWe understand some work has been done on
the development of a new process and form for
monitoring NRD prﬁject performance both by NRDCC and
IPIED andy, in a seperate effort, by TDRI as part of

their computer experiment in Surat Thani.
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4.3 Recommendations to Strengthen NRDP Monitoring

4.3.1 Revise the monitoring framework. We suggest that
NRDCC organize workshops or seminars in which
officials at different lsvels and in different

ministries can discuss monitoring information and

m

problem indicators. The resuylt of these workshops
would be a3 set of monitering procedures that all
ofticials would fesl was relevant. A system developead

in this way would work more smoothly because

officials would feel they had a part in designing it.

Specifically we oL - ~tracting with an
indiv__3al Ctperiencad in the development of
monitoring . ..t 15 either on a personal services

contract or as a special study. The scope of work

for this project would be dafined as follows:

(1> Developy organize, and 1lead seminars with
selected officials at each government level
(i.e. changwat officials, project managers,
department managersy etc.) for the purposes of
defining information requirements and timetables

for monitoring.
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4.3.2

4.3.3

(23 wWork with the Technical Assistancs Team  and
NROCC  1m organizing the data needs  and

timetablas at each level into 3 process with

ik

ata coilaction formsy timetables. and reports,

a

(3) Developy, organize, and lead further seminars of
the same officials who participated in the first
seat of semipars for the purpdse of raview and
refinement of the monitor;ng process.

(4) Design training modules for the purpose of
disseminating the monitoring procedures

throughout the country.

Develop monitoring models. After the monitoring
Process is defined and the information needs
specified, models should be developed Po coordinate
monitoring information with policy, planning and
evalvation information. This process should be
initiated by NRDCC as paft of its overall
coordination function wusing consultants te provide

technical expertise.

Develop performance indicators. Each department

with rural development projects should be asked to

develop for each vproject, performance indicators
which 1include a sét of inputs, anticipated outputs,

and timetables for project implementation. These
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mayrfgrmance 1ndicators shnould be developed in a
standardized format. This stamdardized format should
he prepared by NRDCC with participation of selected
Jepartment project managers. It is expected and that
this development should be done slowly and carefully,
and could not be completed in a seminar or workshop.
However, a one day workshqp couvld be used to instruct
, daepartment officials and project managers 1in the
process and in the required standardized output

expected and to review the outputs of the process

and to formalize the work when it is completed.

5. EVALUATION

As defined earlier, evaluation has a different purpose frqm
manitoring. Evaluation 1is a process‘or system of measuring effects
and impacts. Thus, the information requirements are somewhat
different, thoush-there are some common links. In evaluation, the
concern is whether, or to what degree, a project achieved the effects
that were planned and whether' it had the impacts that were
anticipated. EQaluation, in other words, 1is a process of measuring

the etfectiveness of a project.

In measuring effects the first level of evaluation 1is the
immediate results of the project. When the project is completed,
managers need to know whether it achieved its target effects within

the level of hudgeted resources (was there a decrease in the number

51



of children suffering fram malputrition/disease as a result of a
particular health or nutrition eproject?) Project effects can b=

measured when a set of pre project conditions have been identified.

But there is another broader level of evaluation, and that is
measuring impacts. This means, in other words, determining whether
project =effects had the anticipated impact on the community. For
e#ample, in the «case of village fish ponds, whét impact did the
completion of the project have on the quality of life of th; people in .
the village? Impact evaluation is used to determine both how 'a
project caused changes in village conditions and to provide program
feedback. Thus, it is important to assimilate both positive aﬁd

.negative results in future policy and plahning efforts.

Clearly, it 1is wvery difficult to evaluate impacts. The
re#son is that often the impacts may be quite intangible, difficult
to estimate in advance, and equally difficult to measure after the
project is completed. Moreover,_the real impacts of some projects may

occur 3 long time after the completion of the project.

A final complicating factor is the difficultly in associating
change in a village with the effects generated by one projecty since
many other variables may cause changes in village <conditions. For
example, farm-gate commodity prices, other projects in the village
(REEP, NGO), and unusual weather conditions can all have an impact on
village conditions which will blur the cause~effect relationship of

one particular project or set of projects. Thesa other factors
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ilivstrate tne oprabiem of vrelying on routine raeporting systems for

conducting imeract zvaluvations.

Because of these‘rcompleting tactors it 1s «critical ta
project evaluvation that baseline data be defined prior to project
implementation., Such baseline data can then be used not only to show
changey, but also to isolate external factors which may affect project

impact.

In summary, then, the purposes of evalvation in rural

development can he listed as follows.

(1) Te determine the effects of completed rural development
projectsy both to assess the degree ot attainment of
original objectives, and to provide feedback for planning

future projects.

(2) To assess the total impact of projects and programs on

rural communities.

(3) To undertake financial and program analyses, 1in order to
make cost/benefit comparisons in planning future rural

development projects.
5.1 Information Requirements for Evaluation

From the above discussion, the basic information requirements

for an a2valuation process can be summarized follows:
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5.1.1 The anticipated offects of a peroject f(uypon its
completion) must be specific apd measurabla. These

should be zlzarly described in the project plan.

5.1.2 A measurable set of preconditions relative to the
eroject which can be compared with post-project

conditions.,

5.1.3 An estimate, or a description, of the anticipated
impacts of the project in economic,” social or
environmental terms. As much as possible, these
should be 4quantified so that the impacts can be
related to the costs of the pboject. Where they
cannot be quantified, proxy measures can sometimes be

used.

5.1.4 A set of baseline data which will allow measurement
of specific or overall change in the social, economic

and/dr environmental conditions of a village.

5.2 Evaluation Findings

We have previously noted several studies which have
commented in depth on planning and monitoring processes within
the NRDP.  Surprisinglyj very little has been written assessing

the evaluation processes. In spite of the scarcity of formal
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asssssments, we found that The avaluation of rural develoement
projacts in Thailand neads strengthaning in many of the same

ways as monitoring} that is, training in the concept and use of

1]

evaluation, definition of pracise tarﬁets tor measurement, and
involvemant of project managers in the development of evaluation
processes. Our formal assessment of the evaluation process
follows!

5.2.1 Evalvation 1is not viewed as part of fhe management
process. As with monitoring, the major focus for
strengthening the evaluation processes should be to
incorporate evalvation as part of the management
process, Often evaluation in NRDP is viewed only as
praise or criticism of particular projects.

~ Evaluation ’information is not seen by project
managers and planners as important feedback to be
used to strengthen projects or to aid in subsequent
planning activities. Part of the reason for this is
a lack of understanding of evaluation concepts and
its distiction from monitobing. Another part of the
reason why there is 1little wuse of evalvation
information in NRDP is that project officials. have
not been involved in the definition of evaluation

measures, or in the definition of evaluation reports

which would be useful to them.
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5.2.3

Anticipated effects and preproject measurements are
not always specified. Tha NRDP effect eaviluation
pragcess lacks 3 cleary concise spacificatian in the
project dascrietion of anticipated effects and pre-—
project measuraments against which the actual effacts
of projects can be measured, Local acceptance of a
project has been used a3as the primary measurement, and
this is a important part of effect evaluation, but it
is only one measursa, Alsoy the Usefulngss of local
acceptance as a measurement of project effectiveness
will wvary across projects. For example, villagers

may express acceptance of a fish pondy, but if it

isp’t properly managed, protein consumption and

income probably won't rise. On the other hand
indicated acceptance of a vaccination project is more
likely to mean villagers are getting vaccinated and

that the project is having its intended effects.

Too much emphasis is put on having common evaluation
measures. Much of the emphasis\in NRDP effect
evaluation has been put on having the same evaluétion
measures for each project. This practice will limit
the measurement capabilities of the evaluatién
process to those measures that can be standardized
across all projects‘ and will -not always vproduce
useful evaluation of actual project effects. This
practice will work for those projects with common

anticipated effects -- for example, increased
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5.2.4

pratein consumption, In such cases, common affects
measurements may produce the capability for
comparable cost/benefit analyses. But it cannot be
done for projects with different kinds of outputs and
differing anticipated effects. To give an obvious
exampley consider the diffe;ing anticipated effects
of a livestock innoculation project with a project

designed to increase literacy.

Impact evaluation results not fully  wutilized,
Considerable effort has gone into the devélopment of
impact evaluation of rural development programs in
Thailand. Although  this impact levaldation was
developed for evaluating the Rqral, vaerty
Alleviati;n Program, the framework can, with soﬁe
revision (to take into account the more diverse
conditions and‘ programs involved), be wused in
evaluating the impact of NRDP as-it expands in the
Sixth Plan to include the entire country. As with
effect evaluvation, ﬁowever, thﬁs- far'.the impacf

evaluation has not been fully vtilized. While it is

trve that impact evalvation is longef term and

broader in scope than effect evaluation, it is vital

to fhe policy and planning processes of NRDP.
Currently, however, it is not recognized that both
positive and negative results of impact evaluvation

should be utilized.
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5.2.5 External fact;rs not considered in impact evaluation.
As npotad ereviously, it 1s extremely difficult to
measyre prolram  impacts because of the external

. factors or avents occuring simultanegusly which may

also influence the impact of a rrogran. The program

impact evaluation model developed thus far should be
ravised to take iInto account these external economic,
social and physical factors. GStatistical measurement
of these factors should be included in future impact

evaluations.

5.3 Recommendations to Strengthen NRDP Evaluation

5.3.1 Familiarize management level officials with
evaluation techniques. Workshop or seminars should
be held'with project and otper ministry/department
officials -to expand the . utilization of' effect
evalvation in NRDP management processes. Increased

vtilization would occur by familiarizing  oFFicials‘

with evaluvation concepts and techniques and by
involving officials in the definition of evaluvation
information which would be useful to them.

Orientation in the use of evalvation in subsequent

policy formulation and planning would also be part of

these workshops.
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3.3.2

5.3.3

Specify anticipated effects and impacts. Project

manajsrs snould ne asked to participate in developing

Ciear, CONT159, measurable speciticatians of
L. - N N - - ‘, - . N
anticinrated grfacts, 1MPACLS, and pre—-pgroject
conditions. As in the specification of monitoring

*targets and outputsy the process of establishing

thesz is likely to take time. Seminars and workshops
couid %we vutilizad to provide orientation with follow-
yp seminars to finalize the process. Emphasis should
be placed on specification of common effects where

they are appropriate.

Develop cost/ benefit models. Cost/benefit models
should be developad for use by NRDCC in its
integrative role in rural development. These models
would wutilize budgetary information and the results
of effect and impact evaluation. Results of the
cost/benqiit analyses should be used in subsequent
policy formulation and planning activities, These
models should be developed by a special study carried
out by experts in rural development cost/benefit
analysis. The expert/s should algb participate in
the workshops for development of anticipated effects
and impacts and precondition measurements.
Coordination of these two activities will help

produce more reliable cost/benefit analyses.
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5.3.4 Expand previous impact evaluation work. The i1mpact
evéluation wark previcusly dome by IPIED for the
evaluation of the RPAP should b2 refined as needed
and applied to the NREP. It should be expanded to
include more descriptivelvillage protfile changes and
to isolate the impac£ of .outside influences on
changes in village conditions. We recommend that a
special study be undertaken to identify and measure;
these outside influences and incorporate them inteo

the impact study.

5.3.5 Conduct on-site village impact studies. We
recommend that a special study be commissioned to
conduct detailed on-site impact evalvations in a
sample of villages. These studies should begin now
and be carried out over the next five vyears. | The
purpose of this study will be to provide inﬂepth
analysis of NRDP impact by considering factors that
might be missed in statistical survey analysis. This‘
study should also examine changes in well being among
village households as well as for the village as a
whole. special study should be an interdisciplinary,
interregional study. We recommend that a team of

experts from the regional universities be asked to

carry out the study.
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.5 Develop measures for

svalvate oavserall progress in

soc1al conditiorns, we recommend

developed a set of measures which
“thresholds of poverty" for tambon.
basic measures of well-beina,

healthy educationy and income.

“thresholds of

rural

would

in living

poverty." To

ecgnomic and

that there be

represant
These would be

conditions,

They should be simple

measuyres which are easy to understand, and general
ernoush to apply all over the country. ’Hith these
measuresy and by vuse of data already collected -- in
the BMN survey or NRD 2C —— an annual or biennial
report of development progress could be produced

which showed the number of tambon which had passed

over these thresholds of poverty. This would not be

a true impact report, because it would not attempt to

tie change 1in conditions to a specific program.

However, 1t would be a way to measure the overall

pace of progress in rural conditions, and pinpoint

those tambon where special attention is still

required. We recommend that these thresholds be‘

developed by an interdisciplinary team of experts in

rural poverty indentification, under a special study.

General Findings and Recommendations

We have previously divided our findings and

the rolicy, Yplanning/budgeting, monitoring
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recommendations

and evaluation
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PTOCESSES, Thare are, howsver, a faw comments and recommendations
which cut across the lines 2f thase separate processes. This section

will snpumerate those findings and recommendations.

First, it is useful to summarize tha information
requirements for the NRD Program. Chart IV shows the information
required for each function of the NRD Program which we presented in

each of the previous sections.

6.1 Information Requirements Summary

The following chart clearly illustrates the need for
common information across the various functions and emphasizes

the importance of integration in the information system.



CHART 1V

Summary of Information Requirements for NRD Program

Cata and
Information Required

Rural Conditions
Indicators to differen—
tiate level of need

Programs/Projects
available to meet needs

ludget Level &
‘rojections

1.2 General Findings

6.2.1

Previous

development

Information

Policy
Formulation

Macro
lavel data

Macro
ievel data

Macro level
level

development of

system

information

Planning/
Budgeting

Macro/Micro
level data

Macro/Micrao
level data
Project inputs
Project outputs
Project costs
Guidelines
GQuidelines
Macro/Micro
level

Funding
constraints

components

and use

need
of the

system has focused on

Monitoring

Project inputs
Project outputs

Timeframe

Macro/Micro
level

integration.
rural-

the

collection of data and development of repdrts_for the

separate processes of

planning,

63

monitoring,

and

Evaluation

Baseline data
Preconditions

Anticipated
Project effects
Anticipate
Project impacts

Macro/Micro
level



zvaluation. In  fact planning. monitoring, and
evaluvation should utilize arn integrgted sat of data.
There is no zaint in monitoring and evalvation it it
is not wused 35 feedback to =snhance subsssusent

plénning. And hoth monitoring and svaluation measure
achievement against targets set during the planning
pProcess. Howevery NRDP information systems to date

have  not wutilized information fraom the various

components in an integrated wavy.

NRDP data bases are not fully uvtilized. NRBCC and
central department officials and are relying mainly
on rovtine and ad hoc reports for their information
needs. Little use is made of NRDP data in on-line and
batch mode. This is partly due to the way in which
data 1is stored and partly due to the fact that data
users are not aware of the aptions available to them.
In addition these officials need training to fuily

utilize data access possibilities,

Changu;t tools and capabilities for planning and
monitoring need strengthening. The decision of the
RTG\ to expand its RD planning/propossing system,
together with the 6th Plan policy to decentralize to
the changwat more authority and responsibility for
RD  planning  decisions, ‘will have profound

significance for the direction taken to strengthen
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6.2.4

and +urthar davelop the information system. We have
consideraed thess factors in our reviaw of the present
system, because they will have considerable impact on

the direction of future changes in the system.

There 1is a «clear ne=d to strengthen the
gapability of the changwat “-to assume greater
respoﬁsibility for its own planning and RD program
decisions. One way to promote this is to give thenm

improved tools to handle information. To do this

"they need 3 basic information <vsiam, an & means
th d b f tion d th an

to make it work. NRDCC has recognized this need and
is taking steps to develop plans to carry out this
concept. The development of a changwaﬁ information
system presents a good opportunity to bring about
much greater coordination and integration of the
collection  and use of information for planning,

moﬁitoring and evalvation-by the changwat. Plans are

underway fo develop a basicy standardized changwat

information system for planning and monitoring. .

Recent studies propose guvidelines for changwat
planning activities. A recent report of the DDMP
projectv makes a number of concrete recommendations
for improvement of the planning/program development
process in the changwat, at all levels. It includes
proposals for the format and content the changwat and

district policy frameworks, and specific steps, forms
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and manuals to carry out tambon, amphur and changwat
plan preparation. Ther= are manvals on data
collection/analysis, and how to rank priority
problemsy, and forms and instructions for wuse in
analyzing data to identify and rank development
problem., We have not yet had an opportunity  te
review the details of these recommendations, or
analyze the forms, guidelines and instructions in the

manvals. : o

The final report of TDRI for the UNDP project
to study rural development organization and
management includes manuals and detailed instructions
for changwét amphur and tambbh officials to vuse in
carrying out rural development planning/programming
and monitoring. While we have reviewed the summary
report, we have not yet had an opportunity to study
the contents of the manvals. He»dnderstand, however,
that they are intended to provide guidance to local

-officials on how to work with the present system.

These and other studies have found that local
government officials often have great difficulty in
understanding the procedures and instructions
contained in manuals and other documents,. This
occurs because of both the complexities of the

procedures themselves the language vused in the

manuvals.
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6.3

General Recommendations for Strengthening of the NRDP

Information Systems

5.3.1 Develqp department information system models. We
racommend that a speciél study be set up to explore
and develop computer models for wuse in the
departments at the central level which integrate
rlanningy monitoring, and evaluvation data. Those
models would be developed by working «closely with
department staff vtilizing data from the NRDP data
bases and from internal department sources. This
would best be done by selecting one department in
each of the four ministriés for intensive study and
development. As work progressed, the four department
models could be 1linked to form prototypes of
integrated rural development models. The eventual
purpose of this work would be expansion of the
modeling techniques to cover all NRDP departments.
Since the time required in each department would b§
quite extensive, we believe these models could be
developed most rapidly by using 2 specialists in
computer system design (each one covering 2
departments) with the Information Systems Advisor
serving as the coordinator and the 1link to the
national systems and models. We estimatekthis would

require six months of computer specialist time.
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6.3.2 Develop improved data access‘and storage methods.
To promote the utilization of NRDP data by central
and field staff, we recommend that IPIED explore ways
to improve on-line and batch mode data access. A
variety\of data storage systems should be explored so
that ‘departMents can access data efficiently.
Increased on-line and batch data access should alse

relieve some data processing burdens on IPIED, IPIED

.

should alsa uorﬁ with department staff to. axpand

‘staff knowledge of the options available te them.

6.3.3 Develop a complete, simple changwat inforlation‘
syste-. We recomﬁend that plans for develdpﬁent of
a standard changwat computer—ba;ed information system
be supported and carried out as rapidly as possible.

Planning this system involves several steps!

{1) Developing the overall system design and

operating plan.

{2) Selecting and/or designing the computer

~software and specifying hardware.
(3) Training changwat staff who will use the

system.

The first of these steps is\ most critical
because it will establish what functions are to be

performed, what are the user: information
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(2

raquUirenents., Bow the data nseeds for systam
components -- elanning, monitoring and evaluation --
will De 1ntegrated, how usar reporting needs will be
met, and what outeput formats and frequencies are
necessary. In carrying out this design process,y Wwe
recommend that three particular guidelines be

followed:

3 That the 1initial system be kgpt as simple as
possibley, and that it only attempt to meet the
basic needs of  the changwat for RD
planning/progqramming and monitoring. A system
which is too complex is not likely to be understood
by changwat sfaff who are not familiar with the use

of computers.

) That the system be based on data and information

needs defined by the users of the system. This j 4 f; “

requires careful, systematic definition of those

~ requirements with. participation of changwat
management level officials -— those who actuvally do
the planning and participate in the real pfogram
decisien making. This step is crucial to the
processj changwat officials will use the system if
they believe it meets their real needs for

information, which they have helped to define.
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5.3.4

{3, That deliberate steps oz taken so that the system

design 1ntearates the data base in such 3 way that
common information is produced 6y the systam for
all thae Fﬁnctions it may serve, Thus, it should be
paossible to use the changwat project file to both
develop the changwat plan and to monitor project
pertormance, The system design should also permit
a comparison of the project file —— om any given
components of it -- with the wvillage problem

indicators, or any grouping of them.

Conduct a workshop to coordinate findings and
recommendations of DDMP, TDRI and RD/ME projects.
Before any further work is done to study or revise
changwat planning processes and the use of
information at the changwat levél, there should be a
broader examination and discussion of the findings,
proposals, and recommendations of these separate
studies. This  would help promote a wider
understanding of the problems, and a wider concensus
of the best solutions for strengthening the present
system, To accomplish thisy we recommend that a
workshop/seminar be held with the participants in the
three projects, Jjoined by key representations from
concerned agenﬁiés and changwat to assess the
findings, conclusions and recommendations of the
three projects. The‘ purpose would be to compare

findings, determine where concansus already exists
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6.3.5

6.3.6

avoid any later duplication of #ffort, and establish
what should be the basis for proceeding with efforts
to strengthen the planning and mohitoring processes,
The results of this workshop could also be an
important topic for discussion as the annual joint
meeting of the donor agencies specified 1in 'the
project plan.

>

Invalve changwat officials in drafting instructions

- and manuals. In order to ensure that instructions

and manuals for planning, monitoring, and evaluation
aéfivities are clear, precisey and understandable, we
suggest that staff who will use the proceﬂﬁres be
invalved both in the development and testing of any
new or revised instructions and/or manvals that are
developed for the RD information system processes to

be uséd in the changwat.

Workshop planning should follow specific guidelihes.
In preparing for the workshop and seminaré which will

be organized by thg projecty specific guidelines are

needed to assure that they accomplish what - is 3-

intended. In addition to a carefully prepared

agenday each workshop should have a clear set of

.objectives, so that the organizers know what they

want to achieve in the workshop. To do this each

workshop should be planned to include:
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6.3.7

(1) participants wno are active and #nowledgeable in

the subject being considered,

(2) backsround or discussion papers which concisely

cover the topics to be considered,

(3) a specific sat of issues to be addressed and/or

decided, with alternatives to be considered,
(4) provision for small group discussion,

(5 strong leadership, by officials who can help

ensure that the workshop results will be used.

Suppnrt‘ changwat system development activities in
planning ‘and_ monitoring. Because of the 6th Plan
emphasis on decentralization, changwat planning and
monitoring activities should be promoted and
encouraged. We recommend that the RD/ME projéct

sypport two types of changwat activities,

(1) Innovative changwat officials should be supported
with direct funding, technical assistance and/ar
spacial studies for activities that will enhance
NRD informatiaon system develaopment., = We
egpecially recommend supporf for activities which
have the possibility of replication in other

changwat.
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(2) The computar  perojezct in Surat Thani shouid. La
supopyrtsd  hath for further develoement and for
replilcatian. Funds for technical assistance and
special studies should be first used for computer
trainiqg and further operations system design in
Surat Thani. After reaching a point where
replication 15 possible, we recommend +funding

support for that replication in other;changwat.

7. Summary of Recommendataionss

The existing information system for planning,; monitoring and
evaluation of the NRD program is built on a sound framework. That is
the first and most important conclusion from this review, A great
deal of work has been done by the government in building that
frameworky, and in formulating the many detalied aspects of each
component in the system. The second main conclusion is that, like
most information systems at this stage of developmenty it needs
strengthening and expansion. It would be surprising if this were not
true. In facty, all large information systems require continual

revision and updating.

The recommendations of this report are aimed at ways to
carry out those revisions and updates -- that isy at ways to
strengthen and expand the system. This updating of the system comes

at a cruciai time; for the government has - made some important
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decisions which reauire poth greater relianc on an

infarmation systam, and its axeansion.. Thz zhasing out of th

1]

ayrea-
Taszy RPAP, with wvillages p?e—sele'ted‘ far special investment,
together with an expanéion of the coverage of the planning system to
all rural development activities of the five princieal ministries, has
madea the informafién system more important as a toai ef management,
Secbndly, the &th Plan stresses 3 policy of 3reater decentralizatian

0¢f decision imaking %o the changwat in the rural development program.

The recommendations of this report are linked to the

implications for the information system of these decisions. In

addition, they reflect an analytic overview of the several components.

6f the information system as it serves four basic functionsi policy
formulationy planning/budgeting, monitoring and evaluation. While the
repaort includes a sizeable number of detailed findings and
recommendationsy they c¢an be summarized and highlighted by the

following:

1) In workin§ to strengthen the information system, more
emphasis should be put on integrating the wuse ‘of
information. For example, the monitering and evaluation
processes should be built on the input and output
targets of projects,y, which are specified in‘the rlanning
phase. And the results of MZE should be fed back more

systematically into the plannning process,
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4)

In taking steps to strenqgthen and further develop the
systemy there should be considerable =mphasis put on
involving the wusers of the system. At the nmnmational
level, this would include primarily the project managers

and planners in the implementing departmentsy, and the

>

ministries. At the changwat, this would include the

changwat governor and administrative office, together
with the ministry reprssentatives. By bringing these
officials more directly intp the process of -identifying
information requirements, they will be more likely to

make greater use of the system.

More emphasis should be placed on expanding the use of
the information system by the operating departments, and

on further developing the system so that it meets their

needs for. particular information for planningy

moenitoring and evaluation in a more integrated way.

The development of the changwat inforﬁation sy{em,‘ as a
way of .carrying out the é4th Plan policy of
decentralizing decision making to the changwat, should
be given‘a high priority in the further development of

the NRD program. In undertaking this development, it is

important that there be consistency in the basic system

design, and compatibility in the operating system‘of the
computing equipment vused in the changwat system. This
consistency and compatibility must be assuredy, while at

the same time jncorporating the specific information
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meads  or  <man3wat 9<ficials into the systems design.

without this, the system will not be effazctively used.
The detaiied +findings and recommendations are

described in the hody of the repaort. The

recommendatiaons are also shown graphically in Chart IV

on the following pagey in relation to the four functions

which are served by the informatiaon system.
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CHART IV

SUMMARY OF RECOMMENDATIONS

Develop macro indicators
of rural development need

Reduce duplication in Strengthen Village Standarize
data collection . . . ProblemIndicators inputs
: sutputs
effects
impacts
| i
Rural Conditions Indicators to | Programs/Projects | |  Budget Levels
Macro/Micro Level Differeniate Level, inputs, outputs, z and Projections
Baseline of Need i costs, effects, | Macro/Micro Level
Preconditions . i impacts, timeframe
[ [ 1

Develop changwat information system

Develop changwat data base

NATIONAL RURAL DEVELOPMENT INFORMATION
SYSTEM AND DATA BASES

Support changwat system develupnent”// -
activities J///////////’

INFORMATION
FOR
POLICY FORMULATION

INFORMATION ! INFORMATION
FOR ; FOR
PLANNING/BUDGETING| | MONITORING

Strengthen Operations
Target Programming

'R:;;;:/;lanning Reports

~integrated models
-~for planning
~ ~for monitoring
. =for cost/benefit analysis
-department/ministry models
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Establish
Planning
Constraints

— — Examine ways to reduce reporting
' detail on NRD planning forms

INFORMATION
FOR

i‘lmprove data access and storage

EVALUATION ————Develop reports using

H

evaluation findings

/> S -
— \\\\\\\\\R Expand previous impact
Develop rural development simulation models evise . evaluation work

Monitoring ™
Framework Conduct on-site
village impact study

4 ] Develop threshholds
of Poverty



APPENDIX A

MNANGEMENT INFORMATION SYSTEM DESIGN

AND CONTEXT FOR REVIEW

The conceet ot management information system (MISY 1is - a
concest that has manyAmeanings today. Before we began to define and
avaluate the information system developed ftor rural development
rlanningy monitoringy and =valuation in fhe RTG, it was necessary to
define exactly what we mean when we use the words "information system"
and other terms associated with information systems, The purpose of
this appendixy therefore, is to provide those definitions and also to

describe the framework used to evaluate the MIS in tne NRDP.

One of tha most common confusions tha£ arises today 1is
between data and information, Technically data is a collection of
factsy, figqures, dates, etc.y or even text. 1In most cases there is no.
relationship betwean thase elements; they are merely descriptors. A
data base 1is an organized collection of mutually related data
elements. Usvally data bases are defined in a formal manner and are
controlled, either centrally or by the data base manager. Information
is data that has been processed into a meaningfuly wuseful context or
format. The processor that transforms data into information is the
information system. The following graph illustrates the relationship

between datay information and information systems.

P PP yRp— e o . s v ot e e et e e e it —— e e e .t S e ot gy
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A system‘ is wused to ‘transtform data about an organization into
information which will help make decisions for planning, managing, ar
gperational «control is called a management information system(MIS).
Formally, theny, a MIS 1is an integrated system which provides
information that supports the functions of an organization. Today,
most MIS's are computerized, but computer applications are not
essential to‘the concept of MIS. What is importgnt is that the MIS

supports the plans, goals, and objective of the organization.

From this follows the most critical aspect about management
information systems: the system exists only to serve the needs of its

users. Users of MIS5 may encompass all levels of the organization. In

the NRD program, the users of the information system include those

involved in policy making and strategic planning in NRDC, NRﬁCC, and
the ministries; the departments who develop and manage rural
development projects; and the staff of the central departﬁents in the
changwat who are responsible for the implementation aﬁd monitoring of
projects. The NRD information system must serve the policy
formulation, planning/budgeting, monitoring, and evaluationAneeds of
‘all officials connected with the Program. In addition the systenm
sﬁould be vigwed by officiais at all levels as béionging to them an&
serving their needs. Therefore, the information required from the
system must be defined by these users at all levels. However, as in
all MIS's, the NRD information system should be an integrated
" collection of diverse subsystems in order to meet the diverse needs of

the users of NRD information.
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What 1is a g9ood information system? Thare is no absolute
standard for defining quality in an information system. A system
will be a good one only if it serve the needs of its wusers. There
are, howevery some common measures which can be used to help assess
quality in an information system and whether it is relevant to the

users of the system. They are:

1. Information provided must ba:
complete,
relevant to their needs, and
accurate.
2. Information must be available in a meaningful, useful

format.

3. Information must be understandable to users.

4. Information must be available selectively to intended
vsers. ' )

5. Information must be available in time’for decisions and
actions to be taken.

6.‘ The system muet be flexible and abie to change as the

objectives of the organizations change.

363 336 3 3636 3636 36 36 36 F6 36 96 3 3 3 36 % % %
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