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EXECUTIVE SUMMARY

The purpose of this ~epo~t 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 NRO planning cycle and ~he procedures, forms and reports which

are used or produced in the planning process. It also assesses the

strengths and weaknesses of th~ monitoring and evaluation components

of the existing system. Finally, it reviews the overall progress of

the development, management and operation of the information system.

The report 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 th~ Program. Since the evaluation was called for in the

original Project Paper and was part of the first project workplan, it

is anticipated that the recoMmendations ~~,luded in the report will

the basis for the future activities of the Technicalprovide

Assistance and Special Study components of the the RD/ME

The report'iil co.posed of· two main Slctionl.

identifies the functionl and activities of the NRD SYlt~M

types of information required by the principal agencies and

findings and rlco••endations of the review.

parti ci pants inthl Iystea.· Section 111 presents the

The structurl of the NRD

PrograM describes the four main functions which need information frOM
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the information 3ystem. These are policy formulation.

. .

planning/budgetin~. monitori~g. and evaluation., Section III also

covers the informat~~n required to perform these functions. the

findings of the team. and recommendations to strengthen the

information system. Sectlon III is structured to consider these

activities separately even thou~h the functions of the NRD Program are

closely interrelated. At :D~ end of the paper, some general findings

and recommendations serve to i~te9rate the separate functions.

1. Policy For~ulation

In the NRD Program; )0~icy formulation is concerned with

expressing what the governffient 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 p~licy is set and interpreted at many

levels. To carry out policy formulation these actors require

information which defines rural conditions and problems, measures

which differentiate relative degree of development need, a set of

programs and projects to meet those needs, and budget and cost

information. Review of the use of information in policy formulation

function in NRD revealed the following findings:

• Village problem indicators need to be revised
I Program funding priorities need specification
• Ministry policy frameworks require better coordination
• Changwat need more useful and accurate information
• National budget document should more clearly specify NRDP

funding

ii
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Recommendations to st~engthen the use of info~mation in policy

formulation in NRDP are:

• Develop macro-indicators of rural development needs
• Develop rural development simulation models
• Develop reports using evaluation findings
• Develop a chan9wat data base

2. Plannin9!Budgeting

Planning and budgeting are functions which f01 ow directly

from policy-making. To be effective planning and bL~gl~i~g need good

data and information including a basic set of data ~hich describes the

conditions and problems of the specific area involved; ~.i"O '.l.3':ion to

establish the critieria for determin9 which areas have the most urgent

needs for development projects, and a clear description of the

programs available to solve problems; guidelines which establish

financial parameters for planning; information to esti~ t~ the future

...

levels of funds available for rural development projects; nd a clear

description of each p~oject which allow those who partici~at~ in the.

planning process to determine which projects best meet the needs of a

particular location. The findings which relate to the

planning/budgeting process in NRDP are:

• NRD 6 (the ministry policy framework) needs better
coordiation

• Data volume is overtaxing the system
• 6th PLan decentralizaed planning strategy requires

information system changes
• Changwat/amphur planning requires budget constraints
• Data reported in NRD 3 should be reduced

iii



• The project menu needs reVISIon
• Future funding levels/priorities are need21
• NRD 2C needs to be simplified and shortened
• Village problem indicators need revision
• Duplication exists in village data collection
• Operations target programming is not utilized
• Recent studies propose gUIdelines for cnangwat planning

activities

Recommendations developed to strengthen planning and budgeting

activities in NRDP include:

~evelop macro indi~ators and strengthen vil139~ problem
indicators

~ ~evise repopts used in planning
~ Standarize project inputs and projected outputs
* Examine ways to reduce reporting detail on NRD planning

forms
t =la~ning constraints should be establish~d

• ~~~elop planning models
• E~amine ways to reduce duplication in dat~ collection
• Operations target programming should be strengthened

3. "onitoring

In NRDP monitoring should serve several ~Ur?DSeS including

the measurem~nt of progresss of rural development projects during

implementation; identification of problems in project implementation

so that corrective actions may be quickly taken; and accounting for

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 involved

in defining appropriate monitoring measurements. The information

needed for monitoring includes a budget for each project and the

iv
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expenditure plan identified by time frame, a listing of project inputs

showIng what the project funds will be used for, a set of outputs

which show what is expected as a result of the inputs, and a time

schedule showing project activity completion targets. Findings of the

Technical Assistance Team relative to the monitoring function in NRDP

are:

., Monitoring is not viewed as a management activity
• Standardized project inputs, outputs, and timetables a~e

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

Recommendations to address these findIngs are:

• Revise the monitoring framework
• Develop monitoring models
• Develop performance indicators

4. Ev~luation

Evaluation is a process for calculating or assessing the

effects and impacts of a program or projects measured against .the
.

target objectives established in the program or project plan. The

process of evaluation, particularly impact evaluation, is greatly

complicated by the influence of external factors which may' cause

changes in village conditions. The purposes of evaluation in NRDP are

to determine the effects of completed rural development projects, to

assess the total impact of projects and programs on rural communities,

and to undertake financial and program analyses in order to .ake

. ~

cost/benefit comparisons for planning future rural

v
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projects. The information re1uired for effective evaluation 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

project, and a set of baseline data which will 3110w measurement of

specific or overall change in the village. Review of evaluation

activities in NRDP yielded the following findings:

• Evaluation is not viewed as part of the management process
• Anticipated erfects and preproject measurements are not

always specified
• Too much ~mpha;is is put on having common evaluation

measures
• Impact evaluation results are not fully utilized
• External factors ar~ not considered in impact evaluation

Recommendations developed to strengthen evaluation in NRDP are: . ~

• Familiarize management officials with
techniques

• Specify anticipated effects and impacts
• Develop cost/benefit models
• Expand previous impact evaluation work
• Conduct on-site vil}age impact studies
• Develop measures for "thresholds of poverty"

5. General

evaluation

Several findings and recommendation did not really fit into

the separate functions of policy formulation, planning/budgeting,

monitoring or evaluation. Instead, they cut across all functions or

serve to integrate the functions. These findings are:
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• nformatlon system components need integration
• NRDP da~a ~ases are not fully utilized
• Changwat capabilities for planning and monitoring need

strenthenin~

• Re~ent studi~s propose ~uidelines for changwat planning
activities

Recommendations fo~ Jenera1

system are:

trengthening of the NRDP information

•• Cevelo~ departmefit information system models
• Develop improved data access and storage methods
• Develop a complete, simple changwat information system
• Conduc~ war'shops to coordinate findin9s and

recommendations of the DDMP, TDRI, an~ RD/ME projects
• Involve chanqwat officials in drafting in~tructiQns and

manuals
• Workshop planning should follow specific guidelines
• Support changwat system development activities

Chart IV in the Summary section of the paper illustrates how each of the

recommendations fits ;~to the fram~work of the NRDP information system.

vii
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SECTION I

INTRODUCTION

The purpose of this report is to set forth the major findings

and recommendations of the Ro/ME technical assistance team review of

the existing information systems used within the NROC framework to

plan, monitor and evaluate RTG rural development programs. It covers

the overall NRD planning cycle and the use of the procedures, forms

and reports which are used or produced in the planning process. It

also assesses the strengths and weaknesses of th~ monitoring and

evaluation components of the existing system. F~~~::f' 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 developed in September 1985. It

is anticipated that the recommendations included in this report will·

provide the basis for the future activities of the Technical

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

This report is a review and assessment of the information

system components of the National Rural Development Program (NRDP).

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

1
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the information available or how it is used. Several other recent

studies--notably the Final report and Report on the Study and

Experiment of Provincial Development Plannin~ of the DDMP project; the

main Report on Management Improvement of NRDP, the UNDP project

carried out by TORI; and NESDB's Guidelines for Local-Level Planning

Process in Thailand -- have covered aspects of the RD organization and

management. Where those studies cover issues that touch un the

operation and use of the information system, many of our findings

duplicate these other findings and recommendations.

In Section 11, we document and diagram the functions and

activities of the NRD system and define the types of information

required by the principal agencies and participants in the system. In

this section we spell out the functions wni~n ~ne information system

is intended to serve within the specific context of the NRD program.

This section establishes the context for making ou~ review of the NRDP

information system.

Section 111, the main body of the report, presents 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 utilization 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 aade

to meet the requirements of managers/planners for the right

information in the proper form at the time it is needed? Following

the findings for each function are recommendations for ways to

2
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strengthen these system components, correct problems which have been

identified and, in general, improve the use of information in these

processes.

The preparation of this report was based on information

gathered from a study of reports, system descriptions, a survey

questionnaire of project managers in the RPAP operating departments,

and discussions with planners, ffianagers, ministry representatives and

users at both the central and changwat levels. The central intent of

the report is to set forth an overall assessment of the entire

information system. Primary attention is given to the planning

component, including the content, processing and use of the NRO 1-7

forms. However, because the tot~1 :~;olmation 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 to phase out the predetermined,·

area-based approach to targeting of rural development projects, as was

used in RPAP. Instead, 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 use of the information system and

for the way in which the RO/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

3
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formulation, planningibudgeting, monitoring program implementation,

and evaluation results. Secondly, the decision to expand the

information system to the entire 72 changwat (from just 236 amphoe in

38 changwat> will expand the magnitude of the data base by 5 to 10

times, if the system components are continued in their present form.

This expansion in the coverage of the planning/programin~

system for rural development, and in the amount of data which is

required to be collected, processed and utilized, must be taken into

account in evaluation of the system. We have attempted to do that,

while at the same time co~sidering ways in which the system might ~e

strengthened by overcoming the problems which stem from the data

expansion. In doing thi; ~_ 3~e 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 to

.~

support this move. At the same time, we also believe that a 9Uidl'l',1

principle in further system development, including the changwat

inforllation system, should be to "start simph," that is, to begin

with a simple system which government officials can understand and

use. Once this has happened, and their basic information needs are

lIeet, the SysteM can be expanded.

One finding we bave 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

4
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clear. and to foster a common understanding of the subject matter and

the component 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.

5



~ ..

SECTION 11

THE FRAMEWORK FOR THE INFOR"ATION SYSTE"

FOR RURAL DEVELOPMENT IN THAILAND

,

Th@ Rural Development planning, monitoring and evaluation

system is a management information system. Its purpose should be to

provide accurate, time~y and useful information to those who establish

the policy for the rural development program, and for the planning,

monitoring and evaluation of the program. Therefore, to be effective

the information system must be part of the overall man~ement system.

They ar~ 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 programs.

Charts 1 and 11 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 1 documents the functions and activities of the National Rural

Development Program. This chart diagrams the process by

which the RTG rural development program is carried out. It

divides that process into components, as we have discussed

above, and shows what functions and activities are performed

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

6



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 works

now, modified in some respects by how we think it should

operate in the Sixth Plan.

Chart II documents the information needed for policy, planning,

monitoring and evaluation in the National Rural Development

Program. This chart is laid out in the very same

framework as Chart I. Its purpose is to show in summary

format the info~mation 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 the

changwat, should help to define their specific infor.ation

requirements.

- 7
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REVIEW AND

FOR

SECTION III

ASSESSMENT OF THE INFORMATION

RURAL DEVELOPMENT IN THAILAND

SYSTEM

. .

In order to assess whether the present information system is

meeting the needs of the NRD program, it is necessary to know

spe~ifically what functions are 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

the simplest, most basic system is

used and appreciated by its intendedsuccessful if it is understood,

users.

sophisticated, is

its intended users.

of little use if it

Conversely,

is not used or understood by . ~,

Broadly speaking, there are five main functions (0 r-

processes) which must be served by the rural development information

system:

1. Policy formulation

2. Planning / budgeting.

3. Project monitoring (during implementation)

4. Project effects evaluation

5. Impact evaluation

10
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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 is

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 these are separate functions, they are also

interrelated. Thus, the information system must take into account not

only the information needs of each function, but the need for common

information, so that th~ 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 identify the primary issues and discuss

Each section on findings is followed by a section which

recommendations for strengthening the system.

1. POLICY FOR~TION

findings.

includes

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

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

11
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For the NRD program the hi9hest policy-makin9 body is the National

Rural Development Committee (NRDC), which establishes the broad

framework of the program and authorizes the amounts of money to be

spent for specific programs/projects.

But there are other actors in the policy-making process.

Some of them establish policy, such as the changwat in the formulation

of a policy framework for tackling its particular development

problems. Other agencies 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 strict, step-by-step process.

It does however, have 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:

o NRDC, based on staff analysis by the NRDCC :

- identifies main development problems to be addre"ssed,

- 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
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o Based upon a format developed by NRDCC, and approved by

NRDC, the ministries pr~pare the policy framework to be

used by the changwat in preparing their development plans.

. .

o The changwat formulate their separate development

strategies, based on the ministry policies, to tackle the

problems considered most urgent by the changwat.

The NRDC has adopted a set of policy directions which have

been incorporated into 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.

(4) Foster more

organizations

self-help by support of

in coummunity problem

people's

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:

1.1.1 Definit~on of rural conditions and problems.

1.1.2 Measures (indicators) to differentiate relative degree of

rural need.

1.1.3 Programs and projects available to meet rural needs

including

performance.

evaluations and assessments of past ...

1.1.4 Budget and cost information.

is

The need

formulation

fo~ information by those involved

the broadest information which

in policy

will bl

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 of those who establish

policy.

14
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To establish policy, 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 analysis. For example, if

~ .

child death rates are much higher in the northeast than in

the north, while the revers~ is true of upper respiratory

infection, some analysis is required of these problems not

only to decide what to do about them, but which is most

significant and requires the most resources.

1.2 Policy Foraulation Findings

1.2.1 Village probl •• indicators need to b. 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 sound, creative approach to the process of setting

priority targets for allocation of resources. While

the concept is a good one, it will serve its purpose

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 is a need to address both of these issues on a

systematic basis. Some of the indicators need to be

revised, using accepted statistical methodolog¥ and

standard international measures (where appropriate).

15



In addition, ther~ IS widespr~ad sc~pticism of the

reliability of the village data used in generating

. ..

the i nd i cators. Before these issues are tackled,

however, there needs to be a broader concensus of

what would be the most appropriate measures of

development need.

1.2.2 Program funding priorities need s,peci f i cati on.

While the 6th Plan guidelines describe the main

strategies of the NRD program, 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 are

considered most serious or urgent, and which programs

will be given priority in funding. This 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.

1.2.3 Ministry policy 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 specificity, and clarity <though

16



changwat officials report that the MOL 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.

1.2.4 Changwat need aore useful and accurate inforMation.

The changwat do not have an integrated, up-to-date

data base for common use by all the

participants in the preparation of

changwat-based

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); some of it, 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 is a consistent finding of other workshops and

reports. For a more extensive discussion of NRD 2C

and its uses, see section 2.2.8.

17
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1.2.5 National budget document should more clearly specify

NRDP funding. The NRDC has approved the amounts

of funds to be allocated to each of the 156

ind~vidual development projects to be implemented

through the four principal ministries. This is a

crucial policy 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 happens, it is impossible to verify

whether

followed.

the NRDC policy guidelines are being

1.3 Reco..endations to Strengthen NRDP Policy Formulation

1.3.1 Develop macro-indicators of rural development needs.

At the national level, a concrete process should be

initiated to develop a set of analytical information

which will provide a clear macro-picture of the-

~,

status of development in rural areas. While some

good approaches have been started, there is a gap

between the broad awareness of particular problems

in health, water resources, income, etc. - and the

information provided by data generated by the village

survey. We recommend that a consultant expert on

indicators or a special study be utilized

18

to



rJr~u13te these macro indicators and a~alytical

. .

frameworks. A specifiC process is outlined i~ the

planning recommendatio~s (section 2.3.1) which

describes how this should be carried out. This

study would identify the measures of development need

and progress, and establish the basis for relating

needs to programs and resources.

1.3.2 Develop RD simulation 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 problems and needs with project

outputs and funding levels. This process would allow

simulations and projections of how a given program (a

grouping of projects) would solve or reduce a

particular set of problems. These models would allow

policymakers to consider the anticipated benefits of

alternative program and funding strategies.

1.3.3 Develop reports using evaluation findings. In the

section on evaluation we recommend that the results

of effects and impact evaluations be fed back into

regular reports to policy-level officials

the policy planning cycle. This would be done by

the NRDC

and ministry officials -- on the results of these

evaluations. These reports, to be useful for policy-

level officials, must be concise,

19
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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 into the planning

and funding of future programs.
f•

in planning this standard data base is to

changwat officiall in its design. Thl

This, data

The crucial

o/changwata selected groupsby

include to meet their particular needs.

involved in development programming.

base would be used'by all changwat based officials

Ipe~Jfication of what is to be included Ihould be

or course, expand the amount of data they wabted to

, det~r.ined

4.3.4 Develop a changwat data base. We recommend that a

~"~~, fl, d'eliberate~ " process be initiated to establish a model

O'~ · • /' changwat data base for all changwat. This would be a1/'.., 'basic ut of data noodod by all changwat for planning

,its development program. Individual changwat could,

offi~ials, assisted by knowledgeable staff frOM both

changwat and central agencies.

20
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2. PLANNING I BUDGETING

Planning and budgeting are functions WhlCh follow directly

....

from policy-making. The policies established by the NRDC provide the

framework for the planning which is done within the ministries. The

policies set by the changwat development committee (within the

national 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 addressed, the

programs to be implemented to overcome these problems, the priorities

to be given in terms of funding and allocating projects, and the

criteria to be used in distributing resources among regions,

changwat, amphur, etc. Planning, in other words, depends upon clear,

well-formulated policies to provide direction to those who do the

planning.

If planning 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;·

budgeting is the process of deciding how much resources will be used

to carry out the plans, and the allocation of amounts to parts of the

plan. In a very real sense, planning and budgeting are inseparable

parts of one process--the process of deciding what to do, where to do

it, how much to spend on it, and how these amounts will be allocated.

21
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Planning, Ot course, serves the purpose of making the

activities of the government more rational, and more systematically

ties those activities to the development strategies of the country or

of the changwat. To be effective, 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

set, choices will not be made, and the resulting "plans" then become t

simply lists of projects which an agency or organization would like to

do or receive. Thus, 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 Info~ation Require.ents 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 programs/projects, spells out the

criteria or basis for funding allocations, and defines the

specific inputs, outputs and anticipated effects of each

project.
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A ~pecial point of emphasis should be made here about

the importance of clearly defining and specifying the

planned inputs and the target outputs and expected effects

of each project. This is a crucial step in the operation of

the entire information system, for it is these measures

which link ~lanning/budgeting with the monitoring and

evaluation to follow. By specifying the inputs and outputs

during the pianning/budgeting process, a basis is

establi shed to appraise the costs· and expected resu4!1:s 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.

following categories of information are needed as part of

,.
For planning/budgeting, based on the above, the

....
the overall information system:

2.1.1 At each level -- national, region, changwat, aIDPhur,

conditions and problems of the area involved.

Information to establish the criteria for determining

a basic set of
"'... ~.

data .... -- population,

wbichd."scribes theetc.income,

talDbon

resources,

which areas have the most urgent need for development

projects, and which forms the basis for allocating!

funds among competing locations.

23



2.1.3 A

...

clear description of the programs (and

• •

priorities of those programs) available to solve

problems identified by the data and guidelines which

establish financial parameters for planning at each

level in the process.

2.1.4 Information to estimate the future levels of funds

available for rural development pro.jects.

2.1.5 A clear description of each project in the rural

development "menu", 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,

c) Basic cost inforMation for components of

projects and a specification of the limits ..

on amounts which may be allotted for each

project location.

If each area of information specified above were

available, the planning/budgeting process would have available to

it all of the information tools necessary to perform this

function efficiently.

24
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2.2 Planning/Budgeting Findings

In the NRD program, a great deal of ~ork has been

devoted to the establishment of a planning/budgeting process

which will help to achieve an integrated rural development

~ ..

program. We recognize the difficulties involved in trying to

build such a process where there are so many agencies involved,

and which spans the vertical flow ot 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

pa~ticularly of the use of information in that prosess -- how the
/

information system serves the process -- was done with a view of

how the system which is in use can be strengthened;. in other

words, how the RTG can build on what has already been created.

Our fin4ings 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 process, and have identified certain probleMs

and weaknesses. Occasionally we will touch upon some of these

which we have found from own our review.

2.2.1 NRD 6 needs better coordination. The ministry

policy framework (NRD 6) process is not sufficiently

25



coordlnat@d; this caus~s serious p~obl@ffis for the

. .

changwat, and, inhibits effective integrated

planning/programming in the changwat.

2.2.2 Data volume is overtaxing the system. The

expansion of the NRD planning system from only the 33

RPAP projects to all NRD projects (156) has vastly

enlarged the volume of data which must be collected,
.

screened and processed 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.

2.2.3 6th Plan Decentralized Planning strategy requires

. ~

information systea changes. The RPAP program

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 step, for example,

would be a reduction in the amount and detail of

reporting to Bangkok in the NRD planning process.
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2.2.4 Changwat/amphu~ planning ~equi~es budget const~aints.

Planning, to be effective, must be done in the

context of realistic financial constraints. It

requi~es choices to be made of what will be done with

•

a limited amount of money. Without limits

financial o~ othe~s -- plans become me~ely "wish

lists" of p~ojects. This condition appea~s to occu~

in many changwat. In one changwat, two-thi~ds of the

funding fo~ p~ojects p~oposed by the amphu~ (NRD 2)

we~e eliminated in p~epa~ing the changwat development

plan (NRD-3). Of the funding fo~ p~ojects requested

in that plan, only one-thi~d was authorized by the

RTG budget. Thus, the projects finally authorized

and funded were only one-ninth of those requested in

NRD 2. This lack of limits contributes to weak

planning 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 of

decentralized planning. The lack of realistic

financial constraints also dilutes the validity of

the operations target programming COTP) analysis,

which is an exercise designed to compare projects

funded with "real" needs.
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2.2.5 Data reported in NRD 3 should be reduced. The

requirement that all project sites be identified for

every project in the changwat plan (NRD 3) adds

greatly to the volume of information required to be

. .

processed. For even the smallest projects, where

activities are be carried out at many loc~tions, this

requirement applies. There is evidence that central

departments responsible for these projects really do

not use these detailed site locations in their budget

programming. Thus, there may not be need for this

detail to be included in NRD-3 for low-cost projects

with many sites. We see a need for further

planned inputs,

information for

exploration of ways to reduce the volume of data

included in NRD 3.

2.2.6 Project .enu 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

projected outputs, and basic cost

components of the project. Without 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.

28
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2.2.7 Future funding levels/priorities are needed.

Future funding levels for NRDP ar~ not availabl~ for

planners in the chan~wat or in the ministries/

departments. Without estimates of future funding

lev~ls associated with national program priorities it

is difficult for planners to produce long range

development plans for changwat.

2.2.8 NRD 2C needs to be simplified and shortened. The

village survey and its output products are central

ingredients of the NRD planning process. The survey

questionnaire (NRD 2C) produces a huge data base.

Only a small part of that data base is used 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. Our

review confirms these findings.

These conclusions, however, are based on the

1984 NRD 2C survey and the output reports from the

. "

data from that survey. Over the past year, a

concerted effort has been initiated by NRDCC to make

an extensive revision of the NRD 2 C questionnaire.
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The approach to collecting and coding the data has

also been revised. The revised questionnaire should

generate clearer and more quantitative responses.

baseofAll this should help make the NRD 2C lata
more reliac.le.

It is too early to tell whether the data

collected from this new survey will be more 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

system, it certainly should be used for the purposes

term effort should always focus on ways to increase

planned. It is the best data available. The long

. ..
the accuracy of the data and improve the methods for

how it is used. We believe that in the long-term, a

substantial shortenening and simplification of the

questionnaire is necessary.

2.2.9 Village problem indicators need revision. The

primary use of the NRD 2C data base is to produce the

indicator reports which are used in planning and

targeting projects and in monitoring and evaluation.

We found that less than one-fourth of the questions

in the 1984 survey were used to produce the data

which generates the indicator reports.
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[n Section 1.2.1 we have d@sc~lbed tne multiple

•

uses of the indicator reports. As we described

there, the concept of using these indicators is a

very good one. We have found from our overall

analysis, however, and from feedback from those who

use the indicators at both the changwat and central

levels, that some extensive revisions are needed of

the indicators themselves, and of the indicator

reports produ6ed for the various users. The

indicators would be strengthened by more accurate

village data, use of accepted standard measures, and

output formats which meet specific requirements of

the users.

The NRDCC has initiated a process to revise the

indicators, 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 long term, we believe a more fundamental

revision of the indicators and their use is needed.

2.2.10 Duplication exists in village data collection. In

addition to NRD 2C there are a number of other

similar surveys conducted by RTG agencies. These

include the BMN survey, a household survey which is
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3gg~eg3ted at village l~vels; the DOLA village data

report; an experimental survey developed by COO; and

. .

the census information collected by NSO. It may be

that one survey cannot serve all agency needs. These

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.

2.2.11 Operations target progra••ing 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

NRD 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, department, changwat, and districts can

target programming (planning) in subsequent years to

fill this unmet need. In reality, OTP should be an

evaluation of the results of the planning process.·

There are several problems in NRDP with the use

...

of OTP. First, it is not always the case that the

cnangwat plan reflects true need. We have found that

in many cases it really represents a "wish list".

Second, we found that and changwat department
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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 is 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

macro indicators and strengthen village

Two sets of baseline data are

2.3.1 Develop

problem

needed

indicators.

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

needs on a macro level and it would alsodevelopment

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 would be

used for yearly planning.

be collected by surveys.

These sets of data would

In accordance with survey

development technique, however, the indicators (or

uses) of the data should be determined first.

Therefore, we are recommending a very specific method

33



tor developing macro indicators, strengthening the

· .

village problem Indicators, and obtaining the data

used to produce these indicators.

(1) First, as noted in the project pape~, a

consultant with expertise in rural development

economic, social, and political indicators

should be commissioned to develop a set of macro

i~dicators 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.

(2) Second, working with department field and

central staff, the consultant would develop

micro level indicators which could be used by

these departments to identify the need for

specific projects.

(3) Third, the consultant working with NRDCC would

then determine the degree to which NRD 2C

provides accurate data which can be used 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 its ~resent ·orm. lt should b~ revised to

produce the required data.

(4) Finally, 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 questionnaire would be developed to be

used every year to provide accurate, timely data

for plarfning. We do not believe a general

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 reports 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

would 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 knowl~~~e gained from that project.
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2.3.3 Standardize project inputs and projected outputs.

, .

Seminars/Workshops should be held with project

managers to define project inputs and projected

outputs in a standardized format. These inputs and

outputs (as well as the anticipated effects and

impacts mentioned in the monitoring and evaluation

sections) should be included (in some form) in the

project menu so that planners at all levels have a

clear idea of what a project is anticipated to do for

a village as well as how the project operates.

2.3.4 Examine ways to reduce reporting detail on NRD

planning forms. Extensive study should be made of

ways to substantially reduce the amount of detail

required in NRD 1,2,3 and 5. Also included in this

study should be possible alterations of the format in

order to reduce the amount of paper required to

produce the NRDC plans.

2.3.5 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,

and 3 move from "wish lists," as they often are now,

to realistic descriptions of development need if

operations target programming is to be realistic.
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These limits could be either financial or in numbers

of project sites.

2.3.6 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

into these models. Consultants should work closely

with planners at all levels to develop useful and

planning realistic models.

2.3.7 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 use should be the first premise of

integrated rural development.

2.3.8 Operations target progra..ing should be strengthened:

If planning constraints are imposed for field level

planning, OTP will have to shift slightly in its

emphasis, for NRD 3 and 5 will no longer, in theory,

represent total need. Instead they will represent

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 year

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, unfunded requests and rural

development needs.

3. THE MONITORING AND EVALUATION PROCESS

In its 51~ff A~~r~i~~lB§~~r1,

D§~§1~~m§D1 fr~j§~1 (February 29, 1984),

section on monitoring and evaluation:

Ib~il~Dg ~~1i~D~1 Bur~l

the World Bank began its

" 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

success of virtually all development projects, and a great dtal has

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

and the next two sections these basic concepts will be applied to 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 monitorin~ and evaluation are related; but

they are also separate activities which require distinct types of

• •

information. Therefore, in this paper they will be considered

separately. However, the link between the two will also be discussed.

To begin, we must consider the definition of both activities so that

it i~ 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

sense, monitoring means the measurement of progress achieved against

certain pre-established target objectives and schedules. Monitoring is

an internal, day-to-day management activity. Evaluation, 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.

• '4-

Monitoring A process for determining the progress of

implementating an authorized program or project. The

progress is measured by reviewing the use of inputs (funds,

personnel, etc.) and target outputs (number of fishponds

built, number of people innoculated, etc.) against a planned

budget and timetable.
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Evaluation A proc~ss for calculating or assessing the

1 •

effects and impacts of a program or project, 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 evaluation

coordinates with the planning process by determining how successfully

projects are actually being implemented, according to a planned budget

and s~hedule, and by evaluating whether they are achieving their

planned results and impacts. The results of the monitoring and

evaluation processes should be used in subsequent policy and planning

activities.

..

The above definitions have described the essence of

mon~toring 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 monitoring and evaluatifon

activities. Chart III below shows the relationships among the key

elements used in monitoring and evaluation and presents some examples

to illustrate this relationship.
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CHART III

Example:
eI:.l1J!:"j;

INPUTS -------~ OUTPUTS -------- EFFECTS --------- IMPACT
1 1 1 1.

I I
MONITORING EVALUATION

Fish pond dig pond fish pond
divert water with fish
provide fingerlings
train villagers
to manage

income

'protein consump.

veg. production

Quality of life

comm. spirit

Livestock
innoc.

innoc. materials # of livestock
innoc.

inc r • s urv i val
rates

incr. protein
consump.

The process of establishing project inputs, outputs,

effects, 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 project is initially reviewed and

appraised. Second, it establishes a basis for measuring or monitoring

the progress 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

evaluation activities together.
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4. MONITORING

Monitoring has a number at purposes. I~ a broad sense, it is

a basic tool of management to determine how efficiently planned

projects are being executed, and how effectively budgeted. resources

. .

are being used. To be more specific, monitoring serves the following

purposes in rural development:

(1) To mea~ure progress of rural development projects, during

implementation, against a planned time schedule and

annual budget allocations. Progress monitoring data is

also used to facilitate analysis of implementation

experience, to provide feedback for the next

planning/budgeting cycle.

annual

. ,.

(2) To detect and identify problems in project

implementation, so that corrective actions may be quickly

taken to prevent costly delays.

(3) To account for and monitor the use of financiaol

resources, so that funds committed for projects are used

as budgeted.

With these points in mind, 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 upward.
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synthesized somewhat as it is used by managers at different levels.

This mea~s that in addition to summarizing specific village project

progress and problem identification into tambon and then into amphoe

and then into changwat reports, the type of information may actually

change in order to serve managers at all levels effectively.

For example, at the amphoe level (which is where the

implementation of most projects is actually supervise~) the managing

official needs to know the progress of individual projects within each

tambon, and the specific 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 l~gging badly, and in which amphoe are

· -

there the most serious problems. At the very highest 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 success, and major problems which need to be

addressed on a policy level.

The most important point is that officials involved in rural

development management at each level participate directly in helping

to define measurements that are meaningful and useful to them. If

this is done, 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 sOlI or compost making projects. By

allowing officials themselv~s to define the problem indicators that

relate to their particular projects the resulting system is more

likely to meet everyone's needs.

4.1 Infor.ation Requirements for Monitoring,

. .

Monitoring is .a discrete part of
"

a total management

imformation system. But in order for monitoring information 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 re~uired to effectively monitor the

implementation of a project:

4.1.1 A budget for the project, broken down into its

• <,I..

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 used 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 expected as a

~esult of the i~puts (fo~ exampl~! inc~eased crop

production, percentage of village children

innoculated against disease, a village fish pond).

These components are referred to as performance

indicators. The outputs/performance indicators

should be identified when 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 schedule, showing project activity completion

targets.

With the above set of information, and a system of

reporting and feedback, both the implementing agency and the

concerned central staff agencies can effectively monitor the

progress of implementation of a project, 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 degree

of achievement of outputs for a program.

The amount of detail required for monitoring at process

varies a great deal. The monitoring of activities at individual

project sites should be focused primarily at the amphur, because

this is where most of the officials are based, who are

responsible for supervising project implementation. To carry out
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tneir Job. those offIcIals need to know In detail how well

individual p~oJects a~e progressing at particular locations. At

successively hIgher levels changwat, department, ministry,

NRDC -- the focus of concern is the entire project, not specific

sites. ,he information system must be tailored to these

different needs. The higher the level of reporting monitoring

information, the more it requires summaries synthesis and

interpretation of information. For management and policy levels,

too much information in great detail, is a WOrse danger than too

little.

4.2 Monitoring Findings

Discussion. with field staff and central NRD officials

and our review of the present system components leads us 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 utilized for monitoring activities. The original

Project Paper, the Monitoring and Evaluation Framework for the

PAP, (prepared by Dr. Thanet), the DDMP Techincal Assistance Team

Final Report and Report on the Study and Experiment of the

Provincial Development Planning, and the TORI 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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~:5: ~~ID~ 15 an orlanization of the5@ various conclusions

aX~3nded by our own flndings.

~.2.1 Monitoring is not viewed as a management activity.

The overriding reason why monitoring is not currently

an effective part of the NRDP is that it is not

..

viewed at most levels as an integral part of

management. Current monitoring activities are often

viewed by changwat officials and department staff as

a reporting obligation to BOB. Although there is

evidence of individual departmental monitoring

activity, generally monitoring information is not

viewed as a tool to improve the efficiency of project

implementation and performance. No matter what

efforts are done to improve the monitoring of rural

development projects, the process will only be

are involved in the design of the

successful

information

if the persons who need monitoriog

process,

monitoring

the data

reports

collection

Contributing

forms,

to the

and the

current·

attitude toward the monitoring process and monitoriog

information is a general lack of understanding of

monitoring concepts and the purposes which project

monitoring should serve.
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4 .-, .-,...... ..::. Standardized project inputs, outputs, and timetables

are not available. A monitoring process cannot

work wlthout cl~ar, conClse specification of project

inputs, anticipated outputs, and timetables for

implementation of pro.ject components i r. a

standardized way across all projects. These items

establish benchmarks against which to measured

project performace. These benchmarks are not

presently available for all projects in a standard

format.

4.2.3 CUT"T"eot monitoT"ing fOT"1ll is not useful OT" timely.

NROP monitoring reporting is current! y done on BOB

reporting forms (0314, 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 corrective actions where

necessary. As a result some departments have

developed their own monitoring forms and procedures.

This has caused duplicative reporting requirements

and in many cases has still not resulted in the

integration of financial and physical progress

indicators. We understand some work has been done on

the development of a new process and form for

monitoring NRD project performance both by NROCC and

IPIEO and, in a seperate effort, by TORI as part of

their computer experiment in Surat Thani.
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4.3 RecoMmen~ations to Strengthen NRDP Monitoring

. .

4.3.1 Revise the monitoring framework. We suggest that

NRDCC organize workshops or seminars in wh i.:h

officials at different levels and in different

ministries can discuss monitoring information and

problem indicators. The result of these workshops

would be a set of monitoring procedures that all

officials would feel was relevant. A system developed

in this way would work more smoothly because

officials would feel theY had a part in designing it.

Specifically we suggest contracting with an

individual experienced in the development of . ...

monitoring systems either on a personal services

contract or as a special study. The scope of work

for this project would be defined as follows:

(1) Develop, organize, and lead seminars with

selected officials at each government level

(1. e. changwat officials, project managers,

department managers, etc.) for the purposes of

defining information requirements and timetables

for monitor-in'3.
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[2; ~or~ ~lth the Tecnnical ASsistanca Team and

NRDCC organizing the data needs and

ti~etables at eacn level into a p~ocess with

data collection forms, timetables! and ~eports.

(3) Develop, organize, and lead further seminars of

the same officials who participated in the first

set of seminars for t~e purpose of review and

refinement of the monitorin~ process.

(4) Design training modules for the purpose of

disseminating the monitoring procedures

throughout the country.

4.3.2 Develop monitoring .odels. After the monitoring

process is defined and the information needs

specified, models should be developed to coordinate

monitoring information ~ith policy, plarining and

evaluation information. This process should be

initiated by NRDCC as part of its overall

coordination function using consultants to provide •

technical expertise.

4.3.3 Develop perfor.ance indicators. Each department

with rural development projects should be asked to

develop for each project, performance indicators

which include a set of inputs, anticipated outputs,

and timetables for project implementation.
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?eriormance Indicators shoul~ be developed in a

standardIzed format. This standardized format should

be prepared by NRDCC with participation of selected

department P\"oject 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 workshop could be used to instruct

department officials and project managers in the

process and in the re~uired 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 from

monitoring. Evaluation is a process or system of measuring effects

and impacts. Thus, the information requirements are somewhat

different, though-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

anticipated. Evaluation, in other words,

the effectiveness of a project.

the impacts that were

is a process of measuring

In measuring effects the first level of evaluation is 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 budgeted resources (was there a decrease in the number
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of children sufferlng from mal~utrition/disease as a result of a

particular health or nutrition project?) Project effects can be

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

example, in the case of village fish ponds, what impact did the

completion of the project have on the quality of life of the 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 and

_negative results in future policy and planning efforts.

Clearly, it is very difficult to evaluate impacts. The

reason 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 a 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 project, . since

many other variables may cause changes in village conditions. For

example, farm-gate commodity prices, other projects in the village

(REGP, 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.
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illustrate the proDlem of relying on routine reporting systems for

conducting i~pact evaluations.

8ecause of these completing factors it is c~itical to

project evaluatIon that baseline data be defined prior to project

implementation. Such baseline data can then be used not only to show

change, but also to isolate external factors which may affect project

impact.

In summary, then, the purposes of evaluation in rural

development can be listed as follows.

(1) To determine the effects of completed rural development

projects, both to assess the degree of attainment of

original objectives, and to provide feedback fot planning

future projects.

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

rural communities.

(3) To undertake financial and program analyses, in order to

make cost/benefit comparisons in planning future rural

development projects.

5.1 Infor.ation Require.ents for Evaluation

From the above discussion, the basic information requirements

for an evaluation process can be summarized follows:
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5.1.1 fhe antlcipate1 affects of a project (upon its

cOffiPletlonl must be specific and measurable. These

should be clearly described in the project plan.

5.1.2 A measurable set of preconditions relative to the

project which can be compared with post-project

conditions.

5.1.3 An estimate, or a description, of the anticipated

impacts of the project in ~conomic, social or

environmental terms. As much as possible, these

should be quantified so that the impacts can be

cannot be quantified, proxy measures can sometimes be

used.

relat~d to the costs of the project. Where they
. ~

5.1.4 A set of baseline data which will allow measurement

of specific or overall change in the social, economic

and/or 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 NROP. 5urpri~ingly; very little has been written assessing

the evaluation processes. In spite of the scarcity of formal
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assessments, we found that :~~ 2vlluation of rural development

projects in Thailand needs strengthenlng in many of the same

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

evaluation, definition of ?recise targets for measurement, and

involvement of project managers in the development of evaluation

processes. Our formal assessment of the evaluation process

follows:

5.2.1 Evaluation is not viewed as part of the management

process. As with monitoring, the major focus for

strengthening the evaluation processes should be to

incorporate evaluation 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 monitoring.

reason why there is little

Another part of the

use of evaluation

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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5.2.2 Anticipated eff~cts and preproject measurements are

not always specified. The NRDP effect evaluatIon

~rocess lacks a clear, concise specification in the

project description of anticipated effects and pre-

project measurements against which the actual effects

of projects can be measured. Local acceptance of a

project has been used as the primary measurement, and

this is a important part of effect evaluation, but it

is only one measure. Also, the usefulness of local,

acceptance as a measurement of project effectiveness

will vary across projects. For example, villagers

may express acceptance of a fish pond, but if it

isn'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.

5.2.3 Too much emphasis is put on having co••on evaluation

measures. Much of the emphasis in NRDP effect

evaluation has been put on having the same evaluation

measures for each project. This practice will limit

the measurement capabilities of the evaluation

process to those measures that can be standardized

across all projects and will not always produce

useful evaluation of actual project effects. This

practice will work for those projects with common

anticipated effects
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protein consumption. In such cases, common effects

- ..

measurements may produce the

comparable cost/benefit analyses.

capability for

But it cannot be

done for projects with different kinds of outputs and

differing anticipated effects. To give an obvious

example, consider the differing anticipated effects

of a livestock innoculation project with a project

designed to increase literacy.

5.2.4 I_pact evaluation results not fully utilized.

Considerable effort has gone into the development of

impact evaluation of rural development programs in

this impact· evaluation was

Program, the framework can,

AlthoughThailand.

developed

Alleviation

for evaluating the Rural. Poverty

with some

revision (to take into account the more diverse

conditions and programs involved), be used in

evaluating the impact of NRDP as·it expands in the

Sixth Plan to include the entire country. As with

effect evaluation, however, thus far the impact

evaluation has not been fully utilized. While it is

true that impact evaluation is longer term and

broader in scope than effect evaluation, it is vital

to the policy and planning processes of NRDP.

Currently, however, it is not recognized that both

positive and negative results of impact evaluation

should be utilized.
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5.2.5 External factors not considered in impact evaluation.

As noted previou'ly, it IS extremely difficult to

measure program IMpact, because of the external

factors or events occuring simultaneously which may

· .

also influence the impact of a program. The program

impact evaluation model developed thus far should be

revised to take tnto account these external economic,

social and physical factors. Statistical 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 other ministry/department

officials . to expand the / utilization of l effect

evaluation in NRDP management processes. Increased

utilization would occur by familiarizing officials

with evaluation concepts and techniques and by

involving officials in the definition of

information ·which would be useful

evaluation

to them.

Orientation in the use of evaluation in subsequent

policy formulation and planning would also be part of

these workshops.
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S.J.~ Specify anticipated effects and impacts.

..

manag~rs snould ~e aSked to participate in developing

specifications of

antiC::'.:'3ted
,

ed"ectl, impacts, and pre-project

conditions. As in the specification of monitoring

targets and outputs, the process of establishing

these is likely to take time. Seminars and workshops

could ~e utilized to provide orientation with follow-

up seminars to finalize the process. Emphasis should

be placed on specification of common effects where

they are appropriate.

5.3.3 Develop cost/ benefit models. Cost/benefit models

These modelsintegrative role in rural development.

should be developed for use by NRDCC in its
" ..

would utilize budgetary information and the results

of effect and impact evaluation. Results of the

cost/benefit 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 also participate in

the workshops for development of anticipated effects

and impacts and pr"econdi ti on 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. Th~ lffiPact

evaluation wJrk Dreviously done by IPIED for the

evaluatlon Ot the RPAP should b~ refined as needed

and applied to the NRC? It should be expanded to

include more descriptive village profile changes and

to isolate the impact 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 into

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 evaluations in a

sample of villages. These studies should begin now

and be carried out over the next five years. The

purpose of this study will be to provide in~epth

analysis ofNRDP 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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5.3.6 Develop measures for "thresholds of poverty." To

evaluate Jv~rall progress in rural economic and

" .

social condltions, we recommend that there be

develop@j a set of measures which would represent

ilthr'esholds of PlJverty" for tambon. These would be

basic measures of well-being, in living conditions,

health, education, and income. They should be simple

measures which are easy to understand, and general

enough to apply allover the country. With these

measures, and by use of data already collected -- in

the BMN surveyor NRD 2C -- an annual or biennial

report of development progress could be produced

which showed the number of tambo~ which had passed

over thes~ thresholds of poverty. This would not be

a true impact report, because it would not attempt to

tie change in conditions to a specific program.

However, it would be a way to measure the overall

pace of progress in rural conditions, and pinpoint

...

those tambon where special attention is sti 11

required. •We recommend that these thresholds be

developed by an interdisciplinary team of experts in

rural poverty indentification, under a special study.

6. General Findings and Recommendations

We have previously divided our findings and recommendations

into the policy, planning/budgeting,
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processes. There are, however, a few comments and recommendations

. .

which cut across th~ lines Jf these separate processes.

WIll enumerate those findings and recommendations.

This section

First, it is useful to summarize the information

re~uirements for the NRD Program. Chart IV shows the information

re~uired 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.
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CHART IV

Summary of Information Requirements for NRD Program

•

Data and
Information Required

Polity
Formulation

Planning/
Budgeting Monitoring Evaluation

Rural Conditions Macro Macro/M i ': po Baseline data
level data level data Preconditions

Indicators to di fferen- Macr·o Macl~o/Micro

tiate level of need level data level data

Programs/Projects Pro.ject inputs Pro.ject inputs Anticipated
available to meet needs Project effects

Project outputs Pro.ject outputs Anticipate
Project impacts

Project costs Timeframe

Guidelines

Guidelines

~udget Leve1 & Macro level Macro/Micro Macro/Micro Macro/Micro
)rojections level level level level

Funding
constraints

,.2 General Findings

6.2.1 Information system components need integration.

Previous development of and use of the rural.

development information system has focused on the

collection of data and development of reports for the

II

separate processes of planning,
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~valJdtion. :n fact planning, moni torin'h and

. ..

evaluation should utilize a~ integrated set of da~a .

There is no ~oint in monitoring and evaluation if ....
1 ...

is not used as feedback to enhance subsequent

planning. And both monitoring and evaluation measure

achievement against targets set dUring the planning

process. However, NRDP information systems to date

have not utilized information from the

components in an integrated way.

vari ous

6.2.2 NRDP data bases are not fully utilized. NRDCC and

central department officials and are relying mainly

on routine 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 is stored and partly due to the fact that data

users are not aware of the options available to them.

In addition these officials need training to fully

utilize data access possibilities.

6.2.3 Changwat 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, wi 11 have profound

I

significance for the direction taken to strengthen
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and iu~ther develop the informatIon system. We have

conside~ed these factors in our review of the present

system, because they will have considerable impact on

the direction of future changes in the system.

There is a clear need to strengthen the

capabil i ty of the changwat ·to assume greater

responsibility for its own planning and RD program

decisions. One way to promote this is to give them

improved tools to handle information. To do this

they need a basic information c~~~em, and the means

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 changwat information

system presents a good opportunity to bring about

much greater coordination and integration of the

collection and use of information for planning,

monitoring and evaluation.-by the changwat. Plans are

underway to develop a basic, standardized changwat

information system for planning and monitoring.

6.2.4 Recent studies propose guidelines for changwat

planning activities. A recent report of the DDMP

project 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. There are manuals on data

collection/analysis, and how to rank pri od ty

problems, and forms and instructions for use in

analyzing data to identify and rank development

problem.

review

We have not yet had an opportunity to

the details of these recommendations, or

analyze the forms, guidelines and instructions in the

manuals.

The final report of TORI for the UNDP project

to study rural development organization and

management includes manuals and detailed instructions

for changwat amphur and tambon officials to use 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 manuals. We ,understand, 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 used in the

manuals •.
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6.3 General Recommendations for Strengthening of the NRDP

Information Systems

6.3.1 Develop department information system models. We

recommend that a special study be set up to explore

~. .

and develop computer models for use in the

departments at the central level which integrate

planning, monitoring, and evaluation data. Those

models would be developed by working closely with

department staff utilizing 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 ministries for intensive study and

development. As work progressed, the four department . ~

integrated rural development models.

models could be linked to form prototypes of

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 be

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 link to the

national systems and models. We estimate this would

require six months of computer specialist time.
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6.3.2 Develop improved data access and storage .ethods.

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 also

relieve some data processing burdens on IPIED. IPIED

should also work with department staff to expand

staff knowledge of the options available to them.

6.3.3 Develop a coaplete, 5iaple changwat infor.ation

a standard changwat computer-based information system

systea. We recommend that plans for development of

. .
be supported and carried out as rapidly as possihle.

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
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the data needs for

- ..

system

COMPonents -- planning. monitoring and evaluation

will be l~tegrated, how user reporting needs will be

m~t, and what output formats and frequencies are

In carrying out this design process, wenecessary.

recommend

followed:

that three particular guidelines be

(1) That the initial system be kept as simple as

possible, and that it only attempt to meet the

basic needs of the changwat for RD

planning/programming and monitoring. A system

which is too complex is not likely to be understood

by changwat staff who are not familiar with the use

of computers.

(2) That the system be based on data and information

needs defined by the users of the system. This

requir~s careful, systematic def!nition of those

,requirements with participation of changwat

management level officials -- those wh~ actually do

the planning ~nd participate in the real program

decision making. This step is crucial to the

process; changwat officials will use the system if

they believe it meets their real needs for

rnformation, which they have helped to define.
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(J) That deliberate ;t!PS, ba tak@n so that the system

design Integrates the data base In such a way that

common information is produced by the system for

all the functions it may serve. Thus, it should be

possible to use the changwat project file to both

develop the changwat plan and to monitor project

, .

performance. The system design should also permit

a comparison of the project file -- o~ any given

components of it -- with the village problem

indicators, or any grouping of them.

6.3.4 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 level, 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 this, we recommend that a

workshop/seminar be held with the participants in the

three projects, joined by key representations from

concerned agencies and changwat to assess the

findings, conclusions and recommendations of the

three projects. The purpose would be to compare

findings, determine where concensus already exists
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·..

avoid any later duplication of effort, and establish

what should be the basis for proceeding with efforts

to strengthen the planning and monitoring processes.

The results of this workshop could also be an

important topic for discussion as the annual joint

meeting of the donor agencies specified in the

pro.jed plan.

6.3.5 Involve changwat officials in drafting instructions

and .anuals. ln order to ensure that instructions

a~d manuals for planning, monitoring, and evaluation

activities are clear, precise, and understandable, we

suggest that staff who will use the procedures be

involved both in the development and testing of any

new or revised instructions and/or m~nuals that are

developed for the RD information system processes to

be used in thechangwat.

6.3.6 Workshop planning should follow specific guidelines.

ln preparing for the workshop and seminars which will

be organized by the project, specific guidelines are

needed to assure that they accomplish what is

intended. In" addition to a carefully prepared

agenda, 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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(1) participants wno a~~ activ~ and ~nowledgeable in

the subJect being considerea,

(2) background or discussion papers which concisely

cover the topics to be considered,

(3) a specific set 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.

6.3.7 Support changwat system development activities in

planning and monitoring. Because of the 6th Plan

emphasis on decentralization, changwat p!ann i ng and

monitoring activities should be promoted and

encouraged. We recommend that the RD/ME pro.ject

support two types of changwat activities.

(1) Innovative changwat officials should be supported

with direct funding, technical assistance and/or

special studies for activities that will enhance

NRD information system development. We

especially recommend support for activities which

have the possibility of replication in other

changwat.
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(2) T~e ~omput~r grojact in 5urat Thani should ~e

supoorted bath for further developffient and for

, .

replication. Funds for technical assistance and

special s~udies should be first used for computer

training and further operations system design in

Surat Thani. After reaching a point where

replication .~ possible, we recommend funding

support for that replication in other~chan9wat.

7. Summary of Recommendataionss

The existing information system for plaMning, monitoring and

evaluation of the NRD program is built on a sound framework.

the first and most important conclusion from this review.

That is

A great . ~

deal of work has been done by the government in building that

framework, 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 development, it needs

strengthening and expansion. It would be surprising if this were not
•

true. In fact, 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 is, at ways to

strengthen and expand the system. This updating of the system comes

at a crucial time, for the government has made some

73

important



decisions which reau:re both greater reliance on an effective

- . .

i~:JrmatiQn system. and its expansion. The ~h3sing out of the area-

~3se~ RPAP. with VIllages pre-selectee for speclal investment,

together with an expansion of the coverage of the planning system to

all rural development activities of the five principal ministries, has

made the information system more important as a tool of management.

Secondly, the 6th Plan stresses a policy of greater decentralizatian

of decision making to 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 sever-al components·

df the information system as it serves four basic functions: policy

formulation, planning/budgeting, monitoring and evaluation. While the

report includes a sizeable number of detailed findings and

recommendations, they can be summarized and highlighted by the

following:

1) In working to strengthen the information system, more

emphasis should be put on integrating the use of •

information. For example, the monitoring and evaluation

processes should be built on the input and output

targets of projects, which are specified in the planning

phase. And the results of M&E should be fed back more

systematically into the plannning process.
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2) In taking steps to str@ngthen and further develop the

system, there should be considerable emphasis put on

h ••

involving the users of the system. At the national

level, this would include primarily the project managers

and planners in the implementing depart~ents, and the

ministries. At the changwat, this would include the

changwat governor and administrative office, together

with the ministry representatives. By bringing these

officials more directly intp the proces~ of identifying.
information requirements, they will be more likely to

make greater use of the system.

3) More emphasis should be placed on expanding ~he 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 planning,

monitoring and evaluation in a more integrated way.

4) The development of the changwat information sytem, as a

way of carrying out the 6th 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 used in the changwat system. This

consistency and compatibility must be assured, while at

the same time incorporating the specific information
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~lthout thIS, the sYste~ wIll not be effectively used.

Th~ detailad iindings and recommendations are

described in the body of the report. The

recommendations are also shown graphically in Chart IV

on the following page, in relation to the four functions

which ar~ served ~y the information system.
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CHART IV

SUMMARY OF,RECOMMENDATIONS
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APPENDIX A

MNANGEMENT INFORMATION SYSTEM DESIGN

AND CONTEXT FOR REVIEW

The con cept 0 f Ul ana '3 em en tin form at ion s ys t erll ( M15) is' a

. ..

concept that has many meanings today. Before we began to define and

evaluate the information system developed for rural development

~lannin9, monitoring, and evaluation in the 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 appendix, therefore, is to provide those definitions and also to

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

-One of the most common confusions that arises today is

between data and information. Technically data is a collection of

facts, figures, dates, etc., or even text. In most cases there is no·

relationship between these elements; they are merely descTiptors. A

data base is an organized collection of mutually r~lated data

elements. Usually 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 meaningful, useful context or

format. The processor that transforms data into information is the

information system. The following graph illustrates the relatioriship

between data, information and information systems.

I Data I ---------- I Information I ---------1 Information II System I _
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A syst~m is used to transform data about an organization into

information which will help make decisions for planning, managing, or

operational control is called a management information system(MIS).

- _.

Formally, then, a MIS is an integrated system which provides

info~mation that supports the functions of an organization. Today,

most MIS's are computerized, but computer applications are not

essential to the concept of ~IS. What is importtnt is that the

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

MIS

From this follows the most critical aspect about management

information systems: the system exists only to serve the needs of its

users. Users of MIS 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, NRDCC, and

the ministries; the departments who develop and manage rural

development projects; and the staff of the central d~partments in the

changwat who are responsible for the implementation and monitoring of

projects. The NRD information system must serve the policy

formulation, planning/budgeting, monitoring, and evaluation needs of

all officials connected with the Program. In addition the system

should be viewed by officials at all levels as belonging to them and

Jerving 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 is a good information system? There 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 users. There

are, however, 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 be:

complete,

relevant to their needs, and

accurate.

2. Information must be available in a meaningful,

format.

3. Information must be understandable to users.

useful

. .:;

4. Information must be available selectively to intended

users.

5. Information must be available in time for decisions and

actions to be taken.

6. The system must be flexible and able to change as the

objectives of the organizations change.

************************
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