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PREFACE 

This Handbook is the result of a series of contracts issued 
to Development Alternatives, Inc. (DAI), by the Office of Rural 
and Administrative Development and its immediate predecessors 
within the Agency for International Development. The original 
research contract culminated in the publication of the report 
Strategies for Small Farmer Development, submitted to AID in 
1975. Subsequent DAI involvement in the design of rural devel- 
opment projects generated a report entitled, The "New Directionst' 
Mandate: Studies in Project Design, Approval and Implementation, 
first subnitted to AID in 1977. In a related contract, DAI pre- 
pared a state-of-the-art study on Information for Decisionmaking 
in Rural Development for the same office. 

One issue that is addressed in all of these reports deals 
with the process of project design: the information requirements 
for design, how such requirements can be met, and how informa- 
tion can be transformed so that meaningful rural development 
projects result. It is with these issues that this Handbook 
deals. 

A principal source of the materials used in this Handbook 
is a paper prepared in 1976 by P 4 r .  Charles F. Sweet and Dr. Peter 
F. Weisel, entitled "Data Requirements for the Design of Area 
Development Projects." This paper was subsequently used by 
several DAI project design teams as a guide for data collection 
in project design. Other sources include the Strategies re- 
port, the Information for Decisionmaking report, and the "New 
Directions" Mandate report, as well as the DAI experience in 
project design over the last five years. The task of putting 
this material in the present Handbook form was undertaken mainly 
by Dr. Peter F. Weisel, of the DAI staff. 

The result, we hope, is a Handbook that will prove useful 
to project designers in the difficult task of designing meaning- 
ful rural development projects. 

Donald R. Mickelwait 
President 

August 15, 1978 



CHAPTER ONE 

INTRODUCTION 

A project has been identified and you have the responsi- 

bility to design it. The set of problems with which you are 

immediately faced is common to every person commencing such a 

task: the need to determine what data to collect; how much data 

to collect; when to collect it (e.g., prior to the commencement 

of project implementation, or as the project is carried out); 

how it should be collected; who should do the work; and how the 

data that are gathered can be effectively used in preparing the 

Project Paper. - 

Unfortunately there are few straightforward answers to any 

of these questions. We are all too faniliar with the lengthy 

guides that attempt to spell out how it should be done. They 

often include endless lists of data that are suggested for col- 

lection, while neglecting to explain how the data can be used 

in project preparation. 

This Handbook is developed to help answer these questions 

as they relate to the design of area development -- or rural 
development -- projects. It is intended for the use of those 

actually doing the design work: those in charge of design teams, 

those carrying out the field data collection, and those respon- 

sible for utilizing the data in tailoring the project to the 

local environment. 



-= - 
A t  t h e  o u t s e t  it is  important  t o  addres s  f o u r  b a s i c  i s s u e s :  

t h e  d i s t i n c t i o n  between informat ion  needed f o r  p r o j e c t  des ign  - 
and t h a t  needed f o r  p r o j e c t  approval ;  t h e  d i f f e r e n c e  i n  l e v e l  

and type  of  d a t a  needed depending upon t h e  approach taken  t o  - 
p r o j e c t  development; t h e  r o l e  of d a t a  c o l l e c t i o n  and h o s t  count ry  

...* 

o r g a n i z a t i o n a l  involvement i n  p r o j e c t  des ign ,  and t h e  problem 

of b l u e p r i n t i n g  p r o j e c t  des igns .  --. 

INFORPfATIOX FOR DESIGN 

AS DISTINCT FROM PROJECT APPROVAL 

There i s  an important  d i s t i n c t i o n  between information needed 

f o r  p r o j e c t  des ign  and t h a t  needed f o r  approval .  A p r o j e c t  needs - 
t o  be designed us ing  information concerning t h e  economic, s o c i a l ,  

*- 

c u l t u r a l ,  p o l i t i c a l  and o r g a n i z a t i o n a l  environment i n  which it 

w i l l  be implemented. The soundness of t h e  r e s u l t i n g  design h - 

should,  i d e a l l y ,  be t h e  p r i n c i p a l  b a s i s  upon which approval  i s  

given.  To t h e  e x t e n t  t h a t  t h i s  i s  t h e  c a s e ,  in format ion  needs 

f o r  des ign  and approval  over lap .  
- - 

A t  t h e  same t i m e  A I D  ( a s  w e l l  a s  o t h e r  donors)  l e g i t i m a t e l y  
~. . - 

r e q u e s t s  s p e c i f i c  in format ion  t h a t  i s  n o t  i n t e g r a l  t o  t h e  des ign  

i t s e l f ,  b u t  which i s  sought t o  he lp  determine whether t h e  pro- 

posed p r o j e c t  s a t i s f i e s  i ts  funding c r i t e r i a .  I n  t h e  c a s e  of  

A I D  P r o j e c t  Paper p repa ra t ion ,  t h e s e  informat ion  needs a r e  n o t  



- .  

insignificant: they are detailed in AID I-iandbook 3. This pres- 

ent handbook does not focus on these requirements; rather its in- 

tent is to specify data requirements and data use for project 

design. I 

DATA REQUIXMENT DIFFERENCES AED PROJECT APPROACH 

The level and type of data required for project design will 

vary significantly with the approach taken to project develop- 

ment. Because of the importance of this consideration for data 

specification, it deserves some elaboration. 

Often two extreme approaches are contrasted: the so-called 

"blueprint" project designs, and the "process" approach to proj- 

ect development. The former is typified by certainty on the part 

of the project designers that the technology and intervention 

techniques previously identified are appropriate and, given good 

management, will work in a local environment. It assumes that 

A factor complicating the determination of information needed for approval 
is the fact that adherence to the AID Handbook instructions does not guarantee 
smooth passage of a project through the review and approval process. In prac- 
tice a considerable number of judgmental decisions (relating to approval, de- 
lay, redesign) are made by various individuals involved in the approval pro- 
cess. These decisions are made with varying degrees of discretionary lati- 
tude. This Handbook does not attempt to explain this decisionmaking process, 
particularly Section 611(a)(l) "Adequate Planning,"or environmental require- 
ments. Experience suggests that the approval process adds to but does not 
change the fundamental thrust of or need for a satisfactory project design. 

Further discussion of this issue and an empirical review can be found in 
Development Alternatives, Inc., The "New D i r e c t i o n s "  Mandate: S t u d i e s  i n  
P r o j e c t  Des ign ,  Approval  and I m p l e m e n t a t i o n  (two volumes), submitted to the 
Office of Rural and Administrative Development, AID, January 23, 1978. 



s o l u t i o n s  t o  problems a r e  known and t h a t  p r o j e c t s  a r e  merely 

v e h i c l e s  fo r .  applying them. I n  such p r o j e c t s  f i e l d - t e s t i n g  and 

t h e  ongoing c o l l e c t i o n  of  d a t a  f o r  purposes of a s s e s s i n g  and 

a d j u s t i n g  p r o j e c t  a c t i v i t i e s  i s  seen  a s  unnecessary.  When blue-  

p r i n t  p r o j e c t s  f a i l ,  blame i s  g e n e r a l l y  p laced  on "poor manage- 

ment" o r  l a c k  of coopera t ionM r a t h e r  than  poor s e l e c t i o n  of 

technology o r  i n t e r v e n t i o n  techniques .  

Recent development exper ience  has  shown t h a t  r u r a l  develop- 

ment p r o j e c t s  t h a t  a r e  designed i n  t h i s  manner have a high i n c i -  

dence of f a i l u r e  p r e c i s e l y  because of t h e i r  i n f l e x i b i l i t y ,  t h e i r  

n e g l e c t  o f  da ta -ga ther ing  and f i e l d - t e s t i n g  aimed a t  improving 

implementation, and t h e i r  assumption t h a t  a p p r o p r i a t e  in t e rven-  

t i o n s  a r e  known. 1 

I n  c o n t r a s t  t o  t h i s  t h r u s t  i s  t h e  p rocess  approach, which 

beg ins  w i t h  t h e  no t ion  t h a t ,  more o f t e n  t h a n  n o t ,  w e  have l i t t l e  

knowledge of  which s p e c i f i c  i n t e r v e n t i o n s  a r e  l i k e l y  t o  work over  

t h e  long run. I n  t h i s  case  s e l e c t e d  i n t e r v e n t i o n s  a r e  t r i e d ,  

d a t a  a r e  c o l l e c t e d ,  f i e l d  tests a r e  f r e q u e n t l y  conducted t o  

assess t h e i r  e f f e c t s ,  and p r o j e c t  a c t i v i t i e s  a r e  redes igned  i n  

See E. R. Morss, J. K. Hatch, D. R. Mickelwait, and C. F. Sweet, S t r a t e g i e s  
f o r  Small  Farmer Development (two volumes) , Boulder, Colo. : Westview Press, 
1976. This report raises serious questions about conventional -- essentially 
blueprint -- approaches and formulates an alternative strategy capable of both 
identifying appropriate strategies and applying them. The generalizations 
are drawn from those cases in the study where self-sustaining development did 
seem to be taking hold. The factors associated with this success were iso- 
lated and consideration was given to alternative methods of building those 
factors into future projects. This led to the specification of the process 
approach. 



accordance wi th  what i s  learned over time. P r o j e c t s  a r e ,  i n  

e f f e c t ,  modified and adapted a s  knowledge i s  gained about t h e i r  

s p e c i f i c  environments. I n  t h e  extreme process  approach case ,  

a l l  t h a t  is required f o r  i n i t i a t i n g  p r o j e c t  a c t i v i t y  is  a spe- 

c i f i c a t i o n  of p r o j e c t  ob jec t ives ,  a de terminat ion  of t h e  a r e a  

and t a r g e t  group, dec is ions  on implementation arrangements t o  

use, and a budget. 

This  dichotomy between t he  process and more conventional 

b luep r in t  approaches is  admit tedly extreme. Though t h e  conven- 

t i o n a l  approach i s  s t i l l  found, p ro j ec t s  today a r e  f requent ly  

designed wi th  some mix of these  approaches. For example, through 

adapt ive  resea rch  on farmers '  lands  w e  may be r e l a t i v e l y  c e r t a i n  

of a p a r t i c u l a r  s n a l l  farm technology -- e.g. ,  proper seeds,-  

production p r a c t i c e s  -- and may wish t o  i n i t i a t e  t h i s  technology 

immediately. A t  t h e  same time our c e r t a i n t y  about t h e  most 

appropr ia te  in te rven t ion  technique may be f a r  l e s s ,  r equ i r ing  

cons iderable  ongoing t e s t i n g  and r e t e s t i n g .  I n  both  cases  a 

c e r t a i n  l e v e l  of data-gathering w i l l  be necessary t o  determine 

whether what we expected t o  work was, i n  f a c t ,  working. 

It  is probably most use fu l  f o r  t h e  p r o j e c t  des igners  t o  

t h ink  of a l l  these  approaches a s  p a r t  of a continuum, with t h e  

b luep r in t  model a t  t h e  one extreme and t h e  process  approach a t  

t h e  o the r  wi th  a number of combinations i n  between. The l e v e l  

and type of d a t a  required f o r  p r o j e c t  des ign  w i l l  d i f f e r  a g r e a t  

d e a l  depending upon where one i s  on t h e  continuum. I n  p r o j e c t s  

designed t o  s t a r t  with only a few resources ,  t o  bu i ld  a s  t i m e  



passes, information for initial design will likely be modest. 

In contrast information needs will be substantiated if the proj- 

ect is intended to entail an immediate high level of activity 

and resource outlay, and comprise a number of discrete components. 

The specification of data requirements, design implications 

and strategies for project design spelled out in this Handbook 

deal with only process approach projects, but include those rang- 

ing from the extreme to projects that make a substantial upfront 

resource commitment. 

DATA COLLECTION AND HOST COUNTRY ORGANIZATIONAL INVOLVEMENT 

IN PROJECT DESIGN 
. - 

We wish to avoid project designs which, while perhaps tightly -- 
argued and logical, do not reflect the needs or realities of a 

- 
local population that will be affected or a real commitment of 

the host country to implementation. Such designs are not diffi- 

cult to find; often they are produced by donor agency staff in 

offices far removed from a proposed project area. They lack 

(a) relevant and reliable information related to the local, 

regional and/or national levels; and (3) the degree of involve- 

ment with both local residents and government officials that 
~ * 

will evoke a level of commitment to the project that is necessary 

if it is to be implemented effectively. These dimensions of . . 

project design are dealt with here. 
- - 
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BLUEPRINTING PROJECT DESIGNS 

Just as the concrete specification of implementation pro- 

cedures prior to project initiation has proven faulty, any attempt 

to blueprint a particular set of instructions for project design 

will fail. This   and book contains no such sequential checklist 

to be undertaken. Rather it is an attempt to help designers to 

integrate the requirements for project design into their own 

systematic approach to development, to be used in any particular 

environment as needed. Specifically, the suggestions herein must 

be general enough to deal with the complexity caused by: 

Different requirements for data collection 
and testing. While understanding the local 
social and cultural milieu may be the first 
priority in many African contexts, the opera- 
tion of government mechanisms, project coor- 
dination and cooperation may be the priority 
focus in Latin America. 

Different levels of development of the human 
and economic infrastructure, which nay call 
for a project to assume all functions of 
development in one instance, and assistance 
to a solitary aonstraining problem in a second. 

Different levels of incentive structures, 
economic determinism, risk acceptance and cul- 
tural priorities among the target population. 
Mechanized farming on irrigated land in Chile 
will have very different sets of problems to 
overcome than subsistence pastoralists in the 
Sudan. 

Finally each project, government, AID mission and designer has 

access to a number of different development models. Those 

operating under the "trickle-downntheory of development will 

use a different set of strategies than those seeking direct aid 



- 
to the poorest of the poor, who will also differ from those 

seeking to assist snall Farmers under the hypothesis that second- -. - 

ary effects will aid the landless in rural areas.' "Basic needs" 

strategies may, and then again may not, be somewhat different - a  

from self-sustaining econonic growth which allows the target popu- 
-.. 

lation to become independent of outside subsidies, For most 

project designers, the basic development strategy is implicit, -.- 

and can only be discerned by careful examination of the concepts 

underlying the project approach, Categorizing each theory, and 

applying the results to a different set of data requirements 

would quickly overwhelm the focus of this modest Handbook. 

Rather, the argument presented is that all designers, whatever 

their underlying philosophy, should operate on real-world data. 

It is the information necessary for design, and the implications 

of that information, which is the subject under study here, 

"Strategy" is used in its largest, macro context here. In this instance 
it is contrasted with the "strategy for project development," a far more 
restrictive concept presented in the following pages. 



CHAPTER TWO 

I N F O R M A T I O N  REQUIREMENTS FOR P R O J E C T  D E S I G N  

PREVENTING DATA OVERKILL 

W e  have a l r e a d y  poin ted  o u t  t h a t  an  a r e a  development p r o j e c t  

des ign  must make sense  i n  t h e  p o l i t i c a l ,  economic, s o c i a l ,  c u l -  

t u r a l  and o r g a n i z a t i o n a l  m i l i e u  i n  which it i s  t o  opera te .  The 

des ign  is ,  i n  essence ,  a p l a n  of a c t i o n  f o r  what i s  t o  be c a r r i e d  

ou t .  The p l a n  of a c t i o n  can r ange ' f rom l i t t l e  more than  l o c a t i n g  

a s i n g l e  t e c h n i c a l  adv i so r  i n  an a r e a ,  t o  c r e a t i n g  a l a r g e  i n t e -  

g r a t e d  r u r a l  development p r o j e c t  wi th  s e v e r a l  d i s c r e t e  components. 

Information needs f o r  t h i s  l a t t e r  t ype  of p r o j e c t  dwarf those  of 

t h e  former. 

For p r o j e c t  des ign  work, information i s  needed bo th  t o  spe- 

c i f y  a p l an  o f  a c t i o n  and t o  i d e n t i f y  f a c t o r s  l i k e l y  t o  impinge 

on t h a t  p lan .  I n  completing t h e  a c t u a l  d e s i g n  it i s  c r i t i c a l  

t o  determine what i s  r e l e v a n t  and when, I n  a s h o r t  per iod  of  

t i m e ,  f o r  i n s t a n c e ,  a n  experienced r u r a l  development s p e c i a l i s t  

can accumulate a l a r g e  body of d a t a  t h a t  w i l l  be  inva luab le  

du r ing  p r o j e c t  implementation. However perhaps only  a small  

p o r t i o n  of t h i s  w i l l  be immediately a p p r o p r i a t e  f o r  i n c l u s i o n  

i n  t h e  design.  Too o f t e n  p r o j e c t  d e s i g n e r s  succumb to  w r i t i n g  

lengthy  n a r r a t i v e s ,  based on t h e  e n d l e s s  l is ts  of gene ra l i zed  

d a t a  requirements  r e f e r r e d  t o  e a r l i e r .  From s e v e r a l  s t andpo in t s  



this approach is a costly one: 

Time and resources are expended in collect- 
ing, processing and packaging data for in- 
clusion in a lengthy project design paper; 

In attempting to cover "everything" the 
designer may give insufficient attention 
or emphasis to the critical elements; and 

In attempting to read "everything" the 
reviewer may fail to grasp the critical ele- 
ments of the project. 

An informed designer will always know more about both the - 

project environment and the strategy of development assistance 
-- 

than can or should be expressed in the pages of a Project Paper. 

An abundance of data can produce an overkill effect when used - 
indiscriminately in the design; on the other hand it can be ex- 

tremely valuable once project implementation is under way. 

SPECIFYING CRITICAL DECISION CATEGORIES 

IN THE DESIGN PROCESS 

* - 

To specify data requirements for project design satisfac- 
- - 

torily involves narrowing the information collected to the most 

useful. Because different rural development projects have dif- . - 
ferent data requirements for design, is it possible to narrow 

the data to be collected effectively without considering each 

project separately? 



The answer t o  t h e  ques t ion  i s  "yes." The most e f f e c t i v e  

approach is t o  d e f i n e  d a t a  requirements  i n  t h e  con tex t  of t h e  

d e c i s i o n s  t h a t  p lanners  must make i n  t h e  p r o c e s s  of p r o j e c t  de- 

s ign .  I t  i s  p o s s i b l e  t o  d e f i n e  a  set  of d e c i s i o n s ,  r e f e r r e d  t o  

i n  what fol lows a s  d e c i s i o n  c a t e g o r i e s ,  which a r e  common t o  

v i r t u a l l y  every r u r a l  development p r o j e c t .  W e  w i l l  break t h e s e  

c a t e g o r i e s  i n t o  subcategor ies ,  d e f i n e  c r i t i c a l  ques t ions  t h a t  

must be asked about each f o r  des ign  d e c i s i o n s ,  and i n d i c a t e  t h e  

des ign  impl i ca t ions .  Only then  w i l l  w e  look a t  s p e c i f i c  d a t a  

requirements  f o r  d i f f e r e n t  p r o j e c t s .  

What we a r e  sugges t ing ,  then ,  a r e  s e v e r a l  d i s c r e t e  s t e p s  

f o r  t h e  p r o j e c t  des igner  t o  fo l low i n  d e f i n i n g  d a t a  f o r  c o l l e c -  

t i o n :  

S tep  One: I d e n t i f y  t h e  d e c i s i o n  c a t e g o r i e s  
t h a t  must be  considered i n  p r o j e c t  des ign ;  

S tep  Two: Address a  set of c r i t i c a l  ques t ions  
t h a t  must be asked f o r  des ign  d e c i s i o n s ;  

S tep  Three: Understand t h e  d e s i g n  i m p l i c a t i o n s  
of t h e  ques t ions  asked; and 

Step  Four: Specify t h e  d a t a  t o  b e  c o l l e c t e d .  

The d e c i s i o n  c a t e g o r i e s  t h a t  w e  w i l l  c o n s i d e r  below are: 

a Defining p r o j e c t  g o a l s ,  i nc lud ing  i n d i c a t o r s  
of success;  

Specifying a  s t r a t e g y  f o r  p r o j e c t  development; 

Specifying p r o j e c t  components; 

a Determining p r o j e c t  management arrangements;  and 

a Specifying p r o j e c t  r e source  commitments. 



Defininu P r o i e c t  Goals 

Figure 1 s p e l l s  o u t  i n  gene ra l  t e r m s  t h e  decisionmaking 

subca tegor i e s  t h a t  you a s  a  p r o j e c t  des igne r  must cons ide r ,  

c r i t i c a l  ques t ions  f o r  making des ign  d e c i s i o n s ,  and des ign  i m -  

p l i c a t i o n s  f o r  t h e  f i r s t  d e c i s i o n  ca tegory ,  d e f i n i n g  p r o j e c t  

goa l s .  1 

I n  commencing a  p r o j e c t  des ign ,  you may begin  wi th  any of  

s e v e r a l  d i f f e r e n t  l e v e l s  of goa l  s p e c i f i c a t i o n .  I n  some in -  

s t a n c e s  g o a l s  a r e  s p e c i f i e d  by t h e  h o s t  government, and i n  o t h e r s  

they  a r e  l e f t  open and evolve only  dur ing  t h e  des ign  and, i n  

some c a s e s ,  t h e  implementation process .  I t  f r e q u e n t l y  f a l l s  

upon t h e  p r o j e c t  des igner  t o  be c e r t a i n  t h a t  p r o j e c t  g o a l s  a r e  

w e l l  def ined  and understood. The need f o r  d e t a i l e d  s p e c i f i c a -  

t i o n  of both  g o a l s  and purposes i s  s t r a i g h t f o r w a r d  and i s  re- 

f l e c t e d  by columns ( 3 )  and ( 4 )  of F igure  1: a  d e c i s i o n  t o  i n i -  

t i a t e  a  p r o j e c t  should be p red ica ted  upon t h e  complementarity 

of t h e  g o a l s  of t h e  var ious  " a c t o r s . "  The primary a c t o r s  i n  a  

p r o j e c t  commonly inc lude  t h e  h o s t  country execu t ing  agencies ,  

t h e  h o s t  count ry  implementing agencies ,  t h e  e x t e r n a l  donor agen- 

cies,  and t h e  p r o j e c t  t a r g e t  populat ion.  When g o a l s  a r e  cont ra-  

d i c t o r y ,  o r  i f  formal agreement is  reached b u t  t h e  i n t e r p r e t a -  

t i o n s  of t h e  g o a l s  vary s i g n i f i c a n t l y ,  confus ion  w i l l  r e i g n  w i t h  

I The spec i f i c  d a t a  needed f o r  design a r e  suggested, and t he  types of da ta  
s i gn i f i c an t l y  narrowed, by the  c r i t i c a l  questions f o r  design decis ions  l i s t e d  
i n  Column 3 of Figures 1 through 5. Data requirements a r e  spel led  o u t  i n  
d e t a i l  f o r  two a l t e rna t i ve  p ro j ec t s  i n  t h e  following s ec t i on  of t h i s  chap- 
t e r .  



FIGURE 1 

PROJECT DESIGN -- DECISIONMAKING CATEGORIES, CRITICAL QUESTIONS AND DESIGN IMPLICATIONS 

(1) 

Decision Categories 

1. Project goals, includ- 
ing indicators of 
success 

( 3 )  
Cri t ica l  Questions 

For Design Decisions 

What is the target  population and 
the geographical coverage of the 
project? 

What i s  the project trying to  
achieve? 

Are the goals of the primary 
"actors" i n  the project mutually 
complementary? Contradictory? 
Can differences i n  goals be 
reconciled? 

Do major trade-offs a r i se  when 
assessing each possible develop- 
ment intervention (ac t iv i ty)  i n  
the context of the success indi- 
cators? 

(2) 

Decision Subcategories 

Goals might be broadly speci- 
f ied,  e.g., t o  improve the 
social  and economic well-being 
of the poor. Alternatively 
they may be more narrowly de- 
fined, both with regard to 
the i r  aim and t o  the ta rge t  
population. 

Indicators of success are sug- 
gested by the project goal and 
may include : 

Increase i n  income; 
Increase i n  productivity; 
Increase i n  production; 
Increase i n  employment; 
Increase in  social  services; 
Improvement i n  infrastruc- 
ture ; 
More equitable dis tr ibut ion 
of income; 
Increase in  capabil i t ies  t o  
solve development problems; 
Increase in  the capacity of 
the benefits of development 
t o  become self-sustaining. 

( 4  

Design Implications 

Given al ternat ive goal 
se t s ,  should the 
development ac t iv i ty  
be in i t ia ted?  

I f  major trade-offs 
appear, they must be 
specified and moni- 
tored throughout the 
l i f e  of the project. 



regard  t o  what t h e  p r o j e c t  i s  at tempting t o  achieve and what it 

i s  t h a t  should be measured o r  evaluated i n  terms of p r o j e c t  i m -  

p a c t  . 
- 

Examples of t h i s  type of problem abound. I n  some ins tances  

development p r o j e c t s  a r e  designed with t h e  i m p l i c i t  understand- - 
i ng  between t h e  donor and t h e  h o s t  country executing agency t h a t  

- t h e  o v e r a l l  goal  f a l l s  under t h e  genera l  umbrella of improving 

t h e  s o c i a l  and economic well-being of t h e  poor,  which i s  used 
- 

i n  Column ( 2 )  of Figure 1. However t h i s  goal  may be i n t e r p r e t e d  

d i f f e r e n t l y  by t h e  two. For example, t o  a  hos t  country plagued -- 

by balance-of-payments problems, such a  goa l  might be i n t e r -  

s 

pre ted  and narrowed t o  mean improving t h a t  s i t u a t i o n ,  with t h e  

consequent impl ica t ions  f o r  t h e  choice of p r o j e c t  a c t i v i t i e s .  

I f  t h e r e  i s  a  s i g n i f i c a n t  divergence of  goa l s ,  t h e  design dec i -  

s i o n  might be t h a t  t h e  a c t i v i t y  should be i n i t i a t e d  o r  a s s i s t e d  

by a  d i f f e r e n t  donor. 

I n d i c a t o r s  of p r o j e c t  success  i n  e f f e c t  " f a l l  ou t "  of t h e  

goal  t h a t  i s  chosen; they  r e f l e c t  t h e  s p e c i f i c  changes t h a t  t h e  

p r o j e c t  is  intended t o  e f f e c t .  Such i n d i c a t o r s  a r e  needed f o r  

s e v e r a l  reasons.  F i r s t ,  they a r e  important  i n  a s sess ing  t h e  

impact of development e f f o r t s  over  time. Second, they  al low 

o f f i c i a l s  and p r o j e c t  s t a f f  t o  i d e n t i f y  p o s s i b l e  development 

t r ade -o f f s  f o r  each i n t e r v e n t i o n  t h a t  i s  planned o r  t h a t  t a k e s  

p l a c e  i n  a  p a r t i c u l a r  a rea .  Such t r ade -o f f s  a r e  legendary. 

Cost ly  a g r i c u l t u r a l  inpu t s  may be introduced t h a t  r e s u l t  i n  



s i g n i f i c a n t  i n c r e a s e s  i n  product ion b u t  a r e  t o o  expensive t o  

be sus ta ined  by l o c a l  farmers.  Others i n c l u d e  t h e  c o n s t r u c t i o n  

of such economic i n f r a s t r u c t u r e  a s  i r r i g a t i o n  and road systems 

and t h e i r  p o s s i b l e  e f f e c t s  on t h e  agro-ecologica l  system; o r  

t h e  expansion of cash crop product ion and i t s  e f f e c t s  on fami ly  

n u t r i t i o n .  A w e l l  s p e c i f i e d  se t  of success  measures w i l l  a l low 

p r o j e c t  p lanners  and s t a f f  t o  analyze and draw conclusions abou t  

t h e  combination of development s t r a t e g y ,  a c t i v i t i e s ,  and re- 

sources  t h a t  i s  most appropr i a t e  f o r  producing t h e  d e s i r e d  devel-  

opmental change. 

Spec i fy ing  a  S t r a t e g y  f o r  P r o j e c t  Development 

F igure  2 r e l a t e s  t o  t h e  choice of a  s t r a t e g y  f o r  p r o j e c t  

development. Since t h i s  paper addresses  d a t a  requirements and 

use  f o r  t h e  process  approach t o  p r o j e c t  development, which can 

be app l i ed  t o  l a r g e  i n t e g r a t e d  r u r a l  development p r o j e c t s  o r  t o  

more narrowly focused r u r a l  development e f f o r t s ,  t h e r e  w i l l  be  

v a r i a t i o n  i n  t h e  e x t e n t  t o  which t h e  approach i s  app l i ed ,  o r  t h e  

s t r a t e g y  t h a t  i s  developed wi th  regard t o  t h e  l e v e l  of up f ron t  

commitment of  resources .  This  inc ludes ,  by impl i ca t ion ,  t h e  

e x t e n t  of adapt ive  t e s t i n g  and information g a t h e r i n g  t h a t  i s  

c a r r i e d  o u t  t o  modify o r  develop t h e  p r o j e c t  components as t h e  

p r o j e c t  is  implemented. W e  have c o n t r a s t e d  t h e  s t r a t e g y  of  be- 

g inning  p r o j e c t  implementation with a  minimum l e v e l  of  r e sources  

-- a s  a  s i n g l e  t echn ic ian  wi th  a  s p e c i f i e d  t a r g e t  populat ion 

and budget -- with  t h a t  of i n i t i a l l y  d e f i n i n g  a  number of p r o j -  

ect components and committing a l a r g e  amount of  resources .  For 



FIGURE: 2 

PROJECT DESIGN -- DECISIONMAKING CATEGORIES, CRITICAL QUESTIONS AND DESIGN IMPLICATIONS 

(1) 

1 Decision Categories 

2. Strategy for project 
development 

In pursuing the process ap- 
proach to project development, 
strategies revolve around the 
level of resources initially 
committed and the adaptive 
testing as well as the infor- 
mation gathering carried out 
to develop project components. 

Decision subcategories 

What strategy is compatible with 
the government's philosophy and 
best suited to achieve the 
selected development goals and 
maximize the impact of develop- 
ment activity? 

Critical Questions 
For Design Decisions Design Implications I 

Selection of strategy 
to be built into proj- 
ect design. 



. . 

all projects the choice of strategy will be made along this 

continuum. 

It is important to stress that this decision category is 

distinct from, but not completely independent of, the decision 

concering appropriate project components to include in the de- 

sign. The level of knowledge about what components might or 

might not work will influence the strategy choice, and the more 

relevant information that is available, the better. But data 

collection and analysis have significant attendant costs, which 

means that marginal costs and benefits have to be considered. 

The more ambitious and complex the project activities are, the 

more information is needed as a prerequisite. There will be 

cases when much of the information needed for design is already 

available; in those cases fairly detailed project components 

can be specified with little additional data-gathering. On the 

other hand, when that level of knowledge does not exist, a deci- 

sion will be made about what strategy to follow in developing 

the project, which will influence the level of data that will 

be collected and therefore the detail in which project components 

are designed. 

Specifying Project Components 

A glance at Figure 3 reveals the design decisions and the 

type of questions that must be addressed in the specifications 

of project components. The questions focus on identifying po- 

tential project activities and possible constraints to their 



FIGURE 3 

P m  DESIGN -- DECISIONMAKING CATEGORIES, CRITICAC QUESTIONS AND DESIGN IMPLICATIONS 

- 
(1) 

Decision Categories 

3. Specification of 
components 

(2)  

Decision Subcategories 

Macro-level considerations, 
including possible f inancial  
constraints,  government philo- 
sophy and p r io r i t i e s ,  and the 
nationalhegional level  deci- 
sionmaking process. 

Agricultural production: 
Ecological and demographic 
factors 

Extending exist ing technolo- 
gies 

Research and extension 

Agricultural supplies 

Marketing and storage 

h e d i t  

Nonagricultural economic pro- 
duction, including decisions 
related to  extending exist ing 
enterprises and in i t i a t ing  new 
ones. 

(3)  
Cri t ica l  Questions 

For Design Decisions 

Are these potential  f inancial  con- 
s t r a in t s  that  would inh ib i t  the 
flow of resources t o  the project? 
How do govament  philosophy and 
p r io r i t i e s  influence the scope of 
the project components? How a r e  
decisions made and by whcm t h a t  
a f fec t  a local-level project? 

What are  the character is t ics  of 
the major ecological zones i n  the 
project  area a s  related t o  devel- 
opment potential? What major 
demographic character is t ics  in- 
fluence area development7 

To what extent do differences 
ex i s t  i n  technologies used by the 
more productive and the l e s s  pro- 
ductive farmers i n  the area tha t  
the technologies can be tested 
and extended to the l e s s  produc- 
t ive? 

To what extent have new technolo- 
g ies  been developad and tested on 
fanners' land and a two-way com- 
munication system developed to  
help i n  the introduction, modifi- 
cation and acceptance of new tecfi- 
nologies? What has t!!e pattern of 
diffusion of new ideas been i n  the 
project  area? 

Are agricultural  supplies being 
provided on a correct  and timely 
basis? 

Are marketing -- including the 
purchase of agricultuzal products 
a s  well a s  tho provision of basic 
supplies and consumption items - 
and storage needs being ~ t ?  

Are there c red i t  needs f o r  the 
development of the area tha t  are  
not being effectively met? 

What al ternative economic activi-  
t i e s  can be in i t i a t ed  o r  ex- 
panded? What research has been/ 
is being undertaken related to 
new enterprises? 

(4) 

Design Implications 

In general terms, the 
design implications in 
this category r e l a t e  t o  
decisions concerning 
the appropriate cam- 
ponents t o  include in 
the design. 

What speci f ic  macro- 
level  considerations 
a f fec t  the  s t ructure  
of the companents? 

How do the ecology and 
the population struc- 
ture d ic t a t e  what can 
or  should be grown? 

should the  project  be 
designed t o  i n i t i a l l y  
exploit  differences i n  
exist ing technologies 
in  the  local  area. 

Must the project  design 
provide resources fo r  
research and extension 
-- a s  well as f o r  im- 
proving the  agricul- 
tural supply system, 
marketing and storage, 
and credi t .  

Same as  in the case of 
agr icul tura l  production 
above. 

, 



PIGURe 3 (Continued) 

- Decision Categories 

3. Specification of 
components (contin- 
ued) 

Economic support inf ractructure 

Decision Subcateqories 

Social support infrastructure 

Cr i t ica l  Questions 
 or Desiqn Decis-s 

I s  any par t  of the economic sup- 
port  infrastructure -- including 
the transport system, coarmunica- 
t ions network, education/training 
f a c i l i t i e s ,  power resources, 
physical infrastructure,  and s o i l  
and water conservation a c t i v i t i e s  
-- acting a s  a constraint  t o  po- 
t en t i a l  project  ac t iv i t i e s?  

Is the social  infrastructure -- 
including health and nutr i t ion  
services, water supply and com- 
munity services -- acting as a 
constraint  t o  any of the project  
ac t iv i t ies?  

Local organizations What a re  the actual  and potential  
contributions t o  development tha t  
are  being, o r  could be, made by 
the local  population organized 

Design Implications 

Should resources be 
provided i n  the design 
t o  improve this sup- 
port  infrastructure.  

Same a s  i n  the case of 
economic support infra. 
structure. 

Should project  re-  
sources be u t i l ized t o  
develop local  organi- 
zations through which 
project  ac t iv i t i e s  can 
be carried out, and i f  
so, hov special a con- 
cern is that  the  
ac t iv i t i e s  should be- 
come self  -sustaining. 



"- 
implementation. For area development projects it is necessary 

to ask about agricultural and non-agricultural production poten- - 
tial and problems of the project area; how macro-level consid- 

erations (e.g., host government financial constraints, develop- 

ment objectives and priorities) might affect a potential proj- 
" *. 

ect; whether any aspect of the economic and social support infra- 

structure presents any existing or potential constraints to -- 
development activity; and what are the local organizations or 

groupings within a given economic and social setting, and how 

are they structured, how do they function, and what are their 

potential development contributions? 

For example a designer must look into the availability of 

agricultural supplies and the adequacy of markets for crops ' 
= 7 

being grown in the area. Likewise, possible constraints to in- 

creased agricultural production need to be determined, such as 

the adequacy of the transport system, whether water resources 

are sufficient, etc. 

- .  
The general design implications are straightforward. 

Given the project goal and the local and national environments, 
- 7 

how can project resources be utilized to structure project com- 

ponents to ensure ma.ximum development impact? 

Determining Project Management Arrangements - -" 

Design decisions related to project management arrangements - + 

are summarized in Figure 4. This is a key decision set, which 
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FIGURE 4 

PROJECT DESIGN -- DECISIONMAKING CATEGORIES, CRITICAL QUESTIONS AND DESIGN IMPLICATIONS 

(1) 

Decision Cateqories 

4. Proj  e c t  management 
arrangements 

(2) 

Decision Subcateqories 

S t ruc tu re  and capaci ty  of 
a l t e r n a t i v e  implementing 
arrangements t o  p lan ,  manage 
and evaluate  p o t e n t i a l  devel- 
opment a c t i v i t i e s .  

( 3 )  
C r i t i c a l  Questions 

For Desiqn Decisions 

Are changes/improvements neces- 
sa ry  i n  e x i s t i n g  adminis t ra t ive /  
management systems o r  i s  the  
adoption of  a l t e r n a t i v e  systems 
necessary f o r  p r o j e c t  a c t i v i t i e s  
t o  be e f f e c t i v e l y  planned, i m -  
plemented, and evaluated,  in-  
cluding : 

e Planning s t r u c t u r e  and capa- 
c i t y  t o  develop programs t h a t  
a r e  t a i l o r e d  t o  the  p o t e n t i a l s  
and needs o f  p a r t i c u l a r  local -  
i t i e s ;  
Implementation s t r u c t u r e  and 
capaci ty  t o  mobilize p r o j e c t  
resources i n  a way t h a t  com- 
plements l o c a l  resources t o  
ensure e f f e c t i v e  implementa- 
t i o n ;  
Data c o l l e c t i o n  and a n a l y s i s  
approach and capaci ty  t h a t  
al low f o r  e f f e c t i v e  planning, 
implementation, evaluat ion ,  
and modificat ion of develop- 
ment a c t i v i t i e s ;  
F inancia l  management s t r u c t u r e  
and c a p a b i l i t y  t h a t  adequately 
account f o r  the  expenditure of 
e x i s t i n g  resources  and t h a t  
can accommodate an infus ion of  
a d d i t i o n a l  resources.  

(4) 

Design Implicat ions , 

A determination of the  
organizational/manage- 
ment s t r u c t u r e  wi th in  
which the  p r o j e c t  w i l l  
be implemented. 

Whether resources (both 
t echn ica l  and f inan- 
c i a l )  aimed a t  improv- 
i n g  the  s t r u c t u r e /  
capaci ty  of  l o c a l  
adminis t ra t ive  and 
management systems 
need t o  be included i n  
t h e  p r o j e c t  design. 

Whether a l t e r n a t i v e  
systems need t o  be 
adopted. 



depends on t h e  s t r u c t u r e  and c a p a c i t y  o f  a l t e r n a t i v e  implement- 

i n g  arrangements f o r  t h e  p r o j e c t .  Such arrangements can va ry  

widely,  from working wi th in  e x i s t i n g  p u b l i c  o r  p r i v a t e  s e c t o r  

i n s t i t u t i o n s  t o  s e t t i n g  up autonomous p r o j e c t  implementation 

u n i t s  . 

The c r i t i c a l  q u e s t i o n s  f o r  des ign  r e v o l v e  around t h e  capa-* 

c i t y  o f  t h e  chosen implementation v e h i c l e  t o  p l a n  a c t i v i t i e s  

t h a t  t a k e  t h e  c h a r a c t e r i s t i c s  of a  l o c a l  a r e a  i n t o  account ,  t o  

mobi l ize  r e sources  f o r  implementation,  t o  c a r r y  o u t  a  v a r i e t y  

of necessary  d a t a  c o l l e c t i o n  and a n a l y s i s  a c t i v i t i e s ,  and t o  

handle  t h e  o f t e n  d i f f i c u l t  t a s k  of p r o j e c t  f i n a n c i a l  management. 

The des ign  i m p l i c a t i o n  of  t h i s  ca tegory  i s  s t r a i g h t f o r w a r d :  How 

w i l l  p r o j e c t  management arrangements be s t r u c t u r e d  and how might 

p r o j e c t  r e sources  be  d i s t r i b u t e d  t o  e n s u r e  t h a t  t h e  necessary  

management c a p a b i l i t y  i s  developed? 

Spec i fy ing  P r o j e c t  Resource Commitment 

F igu re  5 s p e l l s  o u t  d e c i s i o n s  necessary  t o  s p e c i f y  bo th  

h o s t  count ry  and donor r e source  commitments. The s t r a t e g y  f o r  

p r o j e c t  development w i l l  have a l r e a d y  d e f i n e d ,  i n  g e n e r a l  t e r m s ,  

t h e  l e v e l  of  r e s a u r c e s  t h a t  w i l l  be i n i t i a l l y  committed. The 

f o u r  concerns  h e r e  are t h e  t y p e s ,  sou rces ,  and t iming  of re- 

sou rces ,  as w e l l  a s  t h e  p r o j e c t  budget. Th i s  in format ion  w i l l  

a l l ow you as a p r o j e c t  des igne r  t o  i n c o r p o r a t e  i n t o  t h e  des ign  

t h e  requirements  f o r  committing r e s o u r c e s  t o  p r o j e c t  a c t i v i t i e s .  



FIGURE 5 

PROJECT DESIGN -- DECISIONMAKING CATEGORIES, CRITICAL QUESTIONS AND DESIGN IMPLICATIONS 

(4) 

Design Imp l i ca t i ons  

Determine t h e  r e sou rce  
requirements  f o r  p r o j -  
e c t  a c t i v i t i e s .  

Determine t h e  mechan- 
i s m s  f o r  A I D  and t h e  
h o s t  count ry  t o  meet 
t h e i r  commitments. 

Develop a p r o j e c t  bud- 
g e t .  

( 3  
~ r i t i c a i  Quest ions 

For Design Decis ions  

What t ypes /quan t i t y  o f  r e sou rces  
a r e  necessary  t o  c a r r y  o u t  t h e  
p o t e n t i a l  p r o j e c t  a c t i v i t i e s ?  

What i s  t h e  op t imal  r e l a t i o n s h i p  
between e x t e r n a l  and domestic 
r e sou rce  commitments t o  p r o j e c t  
a c t i v i t i e s ?  

What i s  opt imal  t im ing  o f  bo th  
i n t e r e s t  and e x t e r n a l  r e sou rces?  

What a r e  workable mechanisms 
whereby both  A I D  and t h e  h o s t  
count ry  can d e l i v e r  on t h e i r  
r e sou rce  commitments i n  a t ime ly  
manner? 

(1) 

Decis ion  Ca tego r i e s  

5. Spec i fy ing  r e sou rce  
commitments 

(2) 

Decision Subca tegor ies  

For bo th  t h e  donor and h o s t  
government: 

a Types o f  r e sou rces  -- re- 
source  mix. 

a Sources  of  r e sou rces .  

a Timing of  resources .  

a Budgets. 



T h i s  d e c i s i o n  ca t ego ry  i s  impor tan t  f o r  s e v e r a l  reasons .  

The p r o j e c t  must  i n c l u d e  a p p r o p r i a t e  i n c e n t i v e s  and mechanisms 

t o  ensu re  t h a t  "coopera t ing"  agenc ie s  and depar tments  f u l f i l l  

on t h e i r  commitments of  s t a f f ,  o p e r a t i n g  funds ,  t r a n s p o r t a t i o n ,  

s p e c i a l i s t s ,  etc. Th i s  i s  necessary  s i n c e  r u r a l  development 

a lmos t  always spans  a number of f u n c t i o n a l  a r e a s  and l i n e  mini- 

s t r y  r e s p o n s i b i l i t i e s .  While it i s  r e l a t i v e l y  easy  t o  a g r e e  

on language concerning "coord ina t ion  of a c t i v i t i e s "  i n  a P r o j e c t  

Paper ,  it i s  g e n e r a l l y  f a r  more d i f f i c u l t  t o  o b t a i n  t h e  promised 

coope ra t ion  once t h e  p r o j e c t  i s  under way. 

I n  a s i m i l a r  ve in ,  it i s  necessary  t o  d e f i n e  u s e f u l l y  t h e  

mechanisms through which A I D  w i l l  d e l i v e r  r e s o u r c e s  i n  a t i m e l y  

way. P r o j e c t s  are f a r  t o o  o f t e n  bogged down because of seemingly 

e n d l e s s  d e l a y s  i n  A I D  procurement of b o t h  goods and people.  

F i n a l l y  it i s  impor tan t  t o  o b t a i n  a commitment from t h e  

h o s t  coun t ry  t o  implement t h e  p r o j e c t  a s  designed.  I n  some i n -  --- 

s t a n c e s  t h e  h o s t  government i s  less concerned wi th  b e n e f i t t i n g  

a p a r t i c u l a r  t a r g e t  group t h a n  i s  t h e  donor.  The most t e s t e d  

method f o r  o b t a i n i n g  such a commitment i s  through p a r t i c i p a t o r y  
. -  

involvement of h o s t  count ry  o f f i c i a l s  a t  a l l  l e v e l s .  



SPECIFYING DATA REQUIREMENTS I N  THE DESIGN PROCESS 

Do n o t  despa i r .  Though t h e r e  i s  cons ide rab le  d e t a i l  i n  

t h e  preceding s e c t i o n ,  it merely provides  a  d e c i s i o n  framework 

from which a  p r o j e c t  des igner  can work. This  framework can h e l p  

determine t h e  s p e c i f i c  d a t a  t o  be c o l l e c t e d ,  which w i l l  depend 

upon t h e  e x t e n t  t o  which p r o j e c t  components w i l l  be d e t a i l e d  i n  

t h e  p r o j e c t  des ign ,  o r  where t h e  p r o j e c t  l i e s  on t h e  continuum 

t o  which w e  have r e f e r r e d .  

.We have chosen t o  p r e s e n t  two h y p o t h e t i c a l  examples of  p ro j -  

e c t  da ta .  requirements ,  one i n  which few re sources  a r e  i n i t i a l l y  

committed t o  t h e  p r o j e c t  and p r o j e c t  components a r e  no t  s p e l l e d  

o u t  i n  d e t a i l ,  and a  second i n  which they a r e .  Each of t h e s e  

c a s e s  must be considered i n  t h e  con tex t  of d e c i s i o n  c a t e g o r i e s ,  

c r i t i c a l  ques t ions ,  and des ign  impl i ca t ions .  

Case I 

L e t  u s  f i r s t  examine t h e  c a s e  of t h e  "extreme" process  

approach p r o j e c t .  The d a t a  requirements  f o r  each of t h e  d e c i s i o n  

c a t e g o r i e s  a r e  d e t a i l e d  below. 

I. Decision Category: 

Defining p r o j e c t  g o a l s  (F igure  1). 

Data Requirements : 

Data r e l a t e d  t o  choosing t a r g e t  popu la t ion ,  
inc luding  popula t ion  and income d i s t r i b u -  
t i o n ;  

Data r e l a t e d  t o  choosing geographica l  cover- 
age of p r o j e c t ,  inc luding  same d a t a  a s  above; 
and 



Deta i l ed  g o a l s  of t h e  p r o j e c t ,  de f ined  
i n  c o l l a b o r a t i o n  wi th  ind iv idua l s / agenc ie s  
w i t h i n  t h e  h o s t  government most d i r e c t l y  
involved wi th  t h e  p r o j e c t .  

Design Decis ions:  

D e f i n i t i o n  of t a r g e t  popula t ion ,  geograph- 
i c a l  a r e a  and goa l s .  

11. Decis ion Category: 

Spec i fy ing  a  s t r a t e g y  f o r  p r o j e c t  development 
(F igure  2 ) .  

Data Requirements: 

Government ph i losophy/pos i t ion  on r u r a l  
development s t r a t e g y ;  

The l e v e l  of in format ion  a l r e a d y  a v a i l a b l e  
t h a t  i s  needed t o  s p e c i f y  p r o j e c t  components; 
and 

Judgment r e l a t i n g  t o  t h e  a t t e n d a n t  c o s t s  of 
g a t h e r i n g  more d a t a  f o r  p r o j e c t  des ign .  

Design Decisions:  

Though w e  have, f o r  t h e  sake of i l l u s t r a t i o n ,  
chosen t o  s p e c i f y  t h a t  t h i s  p r o j e c t  w i l l  f o l -  
l o w  t h e  extreme process  approach,  i n  f a c t  a 
d e c i s i o n  on t h e  s t r a t e g y  of p r o j e c t  develop- 
ment w i l l  have t o  be made f o r  each p r o j e c t  
under taken,  based on t h e  data requirements  
l i s t e d .  The s e l e c t i o n  of  t h e  p a r t i c u l a r  
s t r a t e g y  w i l l  be b u i l t  i n t o  t h e  p r o j e c t  de- 
s ign .  

111. Decis ion Category: 

Spec i fy ing  p r o j e c t  components (F igu re  3 ) .  

Data Requirements: 

I n  t h e  extreme c a s e  a l l  d a t a  needed t o  
s t r u c t u r e  t h e  components would b e  ga the red  
a f t e r  implementation begins .  More f r e q u e n t l y  
a  l i m i t e d  amount of  d a t a  are c o l l e c t e d ,  u s u a l l y  
through reconnaissance survey t echn iques  and 
secondary sources ,  on: 



Macro-level c o n s i d e r a t i o n s  a f f e c t i n g  po- 
t e n t i a l  p r o j e c t  a c t i v i t i e s ;  

E x i s t i n g  farm t echno log ie s ;  

Avai lab le  a g r i c u l t u r a l  r e s e a r c h ;  

Marketing and i n p u t  supply s t r u c t u r e ;  

S to rage  a v a i l a b i l i t y ;  

P o t e n t i a l  f o r  non -ag r i cu l tu ra l  p roduc t ion  
a c t i v i t i e s ;  and 

Economic and s o c i a l  suppor t  i n f r a s t r u c t u r e .  

Design Decis ions:  

The d a t a  are n o t  c o l l e c t e d  i n  s u f f i c i e n t  
d e t a i l  t o  s t r u c t u r e  p r o j e c t  components; 
r a t h e r  they  are in tended  t o  g i v e  t h e  p r o j e c t  
des igne r  a f e e l  f o r  t h e  p o t e n t i a l  and prob- 
lems of  t h e  p r o j e c t .  

I V .  Decis ion Category: 

Determining management arrangements  (F igu re  4 ) .  

D a t a  Requirements: 

E x i s t i n g  administrative/rnanagement s t r u c -  
t u r e  and c a p a c i t y  f o r  p lanning ,  implementa- 
t i o n ,  d a t a  c o l l e c t i o n  and a n a l y s i s ,  and 
f i n a n c i a l  management; and 

S t a f f i n g  p a t t e r n s  and l i n e s  of  a u t h o r i t y  
of p o t e n t i a l  o r g a n i z a t i o n a l  s t r u c t u r e s  f o r  
t h e  p r o j e c t .  

Design Decis ions:  

An op t imal  p r o j e c t  management s t r u c t u r e  i s  
n e a r l y  always a complex s y n t h e s i s  of what 
e x i s t s  and what might work. T h i s  i s s u e  
t e n d s  t o  g e t  s h o r t  s h r i f t  i n  most  p r o j e c t  
des igns ,  producing u n f o r t u n a t e  r e s u l t s  when 
implementation beg ins .  

This  des ign  d e c i s i o n  i n v o l v e s  a judgment 
about  whether t h e  des ign  should i n c l u d e  



t e c h n i c a l  and/or f i n a n c i a l  r e s o u r c e s  t o  
s t r e n g t h e n  t h e  c a p a b i l i t y  of l o c a l  adrnini- 
s t r a t i v e  and management systems.  

V. Dec is ion  Category: 

Spec i fy ing  r e sou rce  commitments (F igure  5) . 
Data Requirements: 

Because few r e s o u r c e s  w i l l  be  i n i t i a l l y  
committed, l i t t l e  in format ion  i s  needed. 
A budget  w i l l  b e  r e q u i r e d ,  a s  w e l l  a s  spe- 
c i f i c a t i o n  of  t h e  t ype ,  sou rces  and t iming  
of  both  h o s t  count ry  and f o r e i g n  r e sou rces .  

Design Decis ions:  

Determinat ion of r e s o u r c e  commitments f o r  
p r o j e c t  s t a r t - u p .  The concerns  r e l a t i n g  
t o  f u l f i l l i n g  on r e s o u r c e  commitments and 
adher ing  t o  t h e  p r o j e c t  p l a n  w i l l  be  worked 
o u t  a s  t h e  p r o j e c t  deve lops .  

Case I1 -. 

The d a t a  requi rements  d e f i n e d  i n  t h e  preced ing  c a s e  a r e  - -  

minimal. For  a  p roces s  approach p r o j e c t  t h a t  s p e l l s  o u t  p r o j e c t  

-- 
components i n  more d e t a i l ,  d a t a  t o  be c o l l e c t e d  i n c l u d e  t h e  

fo l lowing:  

I. Decis ion Category: 

Def ining p r o j e c t  g o a l s  (F igu re  1) . 
Data Requirements: 

Data r e l a t e d  t o  choosing t a r g e t  popula- 
t i o n ,  i nc lud ing  popu la t ion  and income 
d i s t r i b u t i o n ;  

Data r e l a t e d  t o  choosing geograph ica l  
coverage of p r o j e c t ,  i n c l u d i n g  same d a t a  
a s  above; and 



D e t a i l e d  g o a l s  o f  t h e  p r o j e c t ,  d e f i n e d  i n  
c o l l a b o r a t i o n  w i t h  i n d i v i d u a l s / a g e n c i e s  
w i t h i n  t h e  h o s t  government most d i r e c t l y  
involved wi th  t h e  p r o j e c t .  

Design Decis ions:  

D e f i n i t i o n  of t a r g e t  p o p u l a t i o n ,  geograph- 
i c a l  area and g o a l s .  

11. Decis ion Category: 

s p e c i f y i n g  a  s t r a t e g y  f o r  p r o j e c t  develop- 
ment (F igure  2) . 

D a t a  Requirements: 

Government ph i losophy/pos i t ion  on  r u r a l  
development s t r a t e g y ;  

The l e v e l  of  in format ion  a l r e a d y  a v a i l a b l e  
t h a t  i s  needed t o  s p e c i f y  p r o j e c t  compon- 
e n t s ;  and 

Judgment r e l a t i n g  t o  t h e  a t t e n d a n t  c o s t s  
o f  g a t h e r i n g  more d a t a  f o r  p r o j e c t  des ign .  

Design Decis ions:  

Though w e  have, f o r  t h e  sake of i l l u s t r a t i o n ,  
chosen t o  s p e c i f y  t h a t  t h i s  p r o j e c t  w i l l  f o l -  
low t h e  extreme p roces s  approach,  i n  f a c t  a 
d e c i s i o n  on t h e  s t r a t e g y  of  p r o j e c t  develop- 
ment w i l l  have t o  be made f o r  e a c h  p r o j e c t  
under taken,  based on t h e  d a t a  r equ i r emen t s  
l i s t e d .  The s e l e c t i o n  o f  t h e  p a r t i c u l a r  
s t r a t e g y  w i l l  be  b u i l t  i n t o  t h e  p r o j e c t  de- 
s ign .  

111. Decis ion Category: 

s p e c i f y i n g  p r o j e c t  components ( F i g u r e  3 ) .  

Data Requirements: 

I t  i s  i n  t h i s  d e c i s i o n  c a t e g o r y ,  as w e l l  
as i n  t h e  s p e c i f i c a t i o n  of  r e s o u r c e  commit- 
ments, t h a t  d a t a  requi rements  d i f f e r  g r e a t l y  
from t h e  f i r s t  c a se .  



Macro l e v e l :  

- F i n a n c i a l  c o n s t r a i n t s  t o  p o s s i b l e  p r o j -  
ect  a c t i v i t i e s ,  i n c l u d i n g  f o r e i g n  ex- 
change and budget  c o n s t r a i n t s ;  

- Government development ph i losophy  and 
p r i o r i t i e s ;  and 

- Government decisionmaking p r o c e s s ,  i n -  
c lud ing  f low of i n fo rma t ion  from one 
l e v e l  t o  a n o t h e r ,  who makes what d e c i -  
s i o n s ,  and who i s  accoun tab le  f o r  imple- 
menting l o c a l - l e v e l  a c t i v i t i e s .  

Eco log ica l  and demographic f a c t o r s ,  e .g . ,  
c l i m a t e ,  s o i l  t y p e ,  r a i n f a l l ,  s o i l  d e p l e t i o n  
and d i s t r i b u t i o n  of  popu la t ion .  

Farming systems and d i f f e r e n c e s  i n  t ech-  
nology used,  by e c o l o g i c a l  zone. I n c l u d e  
farm o u t p u t s ,  u se  of farm p roduc t ion ,  se- 
quence of farming o p e r a t i o n s ,  sys tem of l and  
u t i l i z a t i o n ,  and range of t echnology  used 
by c rop .  

Research and ex t ens ion ,  i n c l u d i n g  new 
t echno log ie s  developed on r e s e a r c h  s t a -  
t i o n s  and t e s t e d  on f a rmer s '  l a n d s  and 
e f f e c t i v e  approaches  t o  e x t e n s i o n .  

Systems of a g r i c u l t u r a l  i n p u t  supp ly  and 
markets ,  i nc lud ing  a v a i l a b i l i t y ,  t i m e l i n e s s  
and adequacy of sou rces .  

C r e d i t  sou rces  and an  e s t i m a t e  o f  needs  by 
type  o f  c r e d i t .  

Non-agr icu l tu ra l  economic p roduc t ion  by 
t y p e , - l e v e l  of o u t p u t ,  c a p a c i t y  and pro- 
f i t a b i l i t y .  P o t e n t i a l  f o r  i n i t i a t i n g  new 
and/or expanding e x i s t i n g  e n t e r p r i s e s .  
Research being under taken on marke t  and 
p roduc t ion  p o t e n t i a l .  

Economic suppor t  i n f r a s t r u c t u r e ,  i n c l u d i n g  
p o s s i b l e  c o n s t r a i n t s  t o  p r o d u c t i v e  a c t i v i t y  
r e s u l t i n g  from an  adequa te  t r a n s p o r t  sys-  
tem, communication system, and educa t ion /  
t r a i n i n g  i n f r a s t r u c t u r e .  



Social support infrastructure, including 
possible constraints to development 
activity resulting from inadequate health 
care, water supply system, nutrition 
levels. 

Local organizations, including organizations 
by type, function, size, geographical cover- 
age, process of decisionmaking, level of 
managerial/technical skills, and systems 
of accountability. 

Design Decisions: 

This array of information is necessary to 
structure project components. It consists of 
static information, for instance, agricul- 
tural cropping systems, marketing, storage, 
levels of health and nutrition, education, 
etc. This information is most useful in 
telling us what is - not being done and so 
provides an initial guide to what might be 
tried. It also provides insights into what 
research is being undertaken and introduced, 
what extension approaches are being tried, 
etc., dynamic information needed to deter- 
mine what is working and what is not, and 
what might be attempted. 

IV. Decision Category: 

Determining management arrangements (Figure 4). 

Data Requirements: 

Existing administrative/management structure 
and capacity for planning, implementation, 
data collection and analysis, and financial 
management. 

Staffing patterns and lines of authority of 
potential organizational structures for the 
project. 

Design Decisions: 

An optimal project management structure is 
nearly always a complex synthesis of what 
exists and what might work. This issue 
tends to get short shrift in most project 



des igns ,  producing un fo r tuna te  r e s u l t s  
when implementation begins.  

Th i s  des ign  d e c i s i o n  invo lves  a judgment 
about  whether t h e  des ign  should i n c l u d e  
t e c h n i c a l  and/or f i n a n c i a l  r e s o u r c e s  t o  
s t r e n g t h e n  t h e  c a p a b i l i t y  of l o c a l  admini- 
s t r a t i v e  and management systems. 

V. Decis ion Category: 

Spec i fy ing  r e source  commitments (F igu re  5 ) .  

Data Requirements: 

Types of r e sources ,  domestic and e x t e r n a l ;  

Q u a n t i t y  of r e sources ,  domestic and e x t e r n a l ;  

Timing of r e sources ;  

Budgets; 

The opt imal  ba lance  between e x t e r n a l  and 
domestic r e sources  t o  c a r r y  o u t  p r o j e c t  
a c t i v i t i e s ;  and 

D e f i n i t i o n  of how coopera t ion  between and 
among government agenc ies  w i l l  t a k e  p l a c e ,  

Design Decis ions:  

A prime concern i n  p r o j e c t  implementation 
i s  t h a t  r e sources  be committed where needed 
and i n  t h e  q u a n t i t i e s  r e q u i r e d ,  I n  p r o j e c t  
p r e p a r a t i o n  it i s  necessary  t o  o b t a i n  commit- 
ments f o r  f u l f i l l i n g  on r e s o u r c e  requi rements  
and adher ing  t o  t h e  p r o j e c t  p l a n  a s  w e l l  a s  
t o  develop a p l a n  f o r  A,ID procurement and 
d e l i v e r y  of p r o j e c t  r e sources  on a t i m e l y  
b a s i s .  



CHAPTER THREE 

INFORMATION STRATEGIES FOR PROJECT DESIGN 

INTRODUCTION 

With d a t a  requirements  having been s p e c i f i e d ,  a series o f  

a d d i t i o n a l  i s s u e s  remains t h a t  t h e  p r o j e c t  d e s i g n e r  must add res s :  

The d a t a  c o l l e c t i o n  techniques  t o  use ;  

The composit ion of a  des ign  team: 

a The r o l e  of c o l l a b o r a t i o n  i n  p r o j e c t  des ign ;  
and 

The emergence of a  p r o j e c t  des ign .  

DATA COLLECTION TECHNIQUES 

Data c o l l e c t i o n  techniques  can be c l a s s i f i e d  and grouped i n  

a v a r i e t y  of ways. I t  is  probably most u s e f u l  f o r  ou r  purposes  

t o  view them i n  r e l a t i o n  t o  t h e  degree  of  fo rmal  s t r u c t u r e  i n -  

volved.  I n  doing s o  one a n a l y t i c a l  c o n t r a s t  s t a n d s  o u t ,  w i t h  

" s t a t i s t i c a l  surveys"  a t  one extreme and " reconna issance  surveys"  

a t  t h e  o t h e r .  The c h a r a c t e r i s t i c s  of  t h e s e  two approaches a r e  

cons ide red  i n  t u r n .  1 

The intention here is to identify and summarize these approaches. For 
greater detail, as well as a discussion of such technical questions as sample 
design for statistical surveys and sample size, see Development Alternatives, 
Inc., Information for Decisionmaking in Rural Development, Volume lbo, sub- 
mitted to the Office of Rural and Administrative Development, AID, May 22, 1978. 



S t a t i s t i c a l  Surveys 

S t a t i s t i c a l  surveys r e f e r  t o  techniques t h a t  u t i l i z e  d a t a  

from a sample t o  make i n f e r e n c e s ,  i . e . ,  t o  g e n e r a l i z e  about  t h e  -- 
c h a r a c t e r i s t i c s  of  a l a r g e r  popula t ion  from which t h e  sample has  

been drawn. s t a t i s t i c a l  surveys depend most commonly on enumera- -- 
t o r s  who have been t r a i n e d  t o  adminis te r  a q u e s t i o n n a i r e  o r  com- 

-* 

parab le  c o l l e c t i o n  ins t rument ,  w i t h  predetermined c a t e g o r i e s  of 

d a t a .  For r u r a l  development t h e r e  a r e  two p r i n c i p a l  a l t e r n a t i v e s  
-* 

t h a t  may be used i n  drawing a sample: 

The a r e a  frame sample u t i l i z e s  a s p e c i f i e d  
geographica l  a r e a ,  u s u a l l y  a smal l  segment 
o r  "block" i n  t h e  t o t a l  l and  a r e a  of a re- 
g ion  o r  count ry ,  a s  t h e  u n i t  from which de- - 

s i r e d  d a t a  a r e  t o  be c o l l e c t e d .  General iza-  
t i o n s  about  a g r i c u l t u r e  and/or o t h e r  economic - 

a c t i v i t i e s  w i t h i n  t h e  t o t a l  l and  a r e a  a r e  
de r ived  by compiling d a t a  ga thered  w i t h i n  
t h e  s e l e c t e d  segments. 

Popula t ion  Sampling i s  used when t h e  focus  
of  t h e  survey i s  on a p a r t i c u l a r  t a r g e t  
popu la t ion  o r  on s p e c i f i c  c a t e g o r i e s  w i t h i n  -- 
t h e  popula t ion  i n h a b i t i n g  an a r e a .  H e r e  t h e  
b a s i s  of t h e  sample i s  n o t  t e r r i t o r i a l  u n i t s  
b u t ,  r a t h e r ,  a given number of r e p o r t i n g  
u n i t s  (e .g . ,  households, i n d i v i d u a l s ,  farms) 
s e l e c t e d  from t h e  t o t a l  number of such u n i t s .  
There a r e  a v a r i e t y  of techniques  f o r  drawing 
a popula t ion  sample: randomization,  s t r a t -  
i f i c a t i o n ,  c l u s t e r i n g ,  etc. 

Normally such surveys gene ra t e  reams of  raw d a t a .  The re- 

s u l t s  a r e  then  coded, aggregated and analyzed by t a b u l a t i o n  o r  

computer, and s t a t i s t i c a l  conc lus ions  a r e  drawn rega rd ing  p a r t i c u -  

l a r  c h a r a c t e r i s t i c s  of t h e  popula t ion  under s tudy .  7 - 



Reconnaissance Surveys 

In contrast to statistical surveys, this approach is much 

less structured: it depends on an open-ended process of ques- 

tioning and observations, conducted by one or more qualified 

rural development specialists who concentrate the collection 

effort on key informants (as opposed to "representative" re- 

spondents). The reliance placed on such specialized individual 

skills of the collector/analyst contrasts sharply with the util- 

ization of trained enumerators whose tasks are intended to be 

straightforward and "mechanical." The rationale underlying the 

reconnaissance survey assumes that it provides a way of synthe- 

sizing - data rapidly into information, drawing on the analytical 

skills of the rural development specialist.' In the statistical 

survey, on the other hand, the linkages between data and infor- 

mation are only implicit, and are often difficult to operational- 

ize. Utilizing this approach for project design, the specialists 

carry out two discrete functions: (1) the collection of data 

on a local area, including data on the prospects for modernized 

change; and (2) the specification of a proposed development 

strategy and interventions. 

Comparing Alternative Approaches 

The distinction between these two approaches helps to iso- 

late the strengths and weaknesses of the techniques available 

' "Data" refers here to specific data points, such as those used to complete 
entries on a questionnaire, e-g., age, residence, occupation. "Information" 
is data analyzed in a form that can be used in decisionmaking. 



-- 
t o  decisionmakers. When r i g o r  and p r e c i s i o n  a r e  h ighly  valued,  

t h e  appeal  of s t a t i s t i c a l  surveys i s  l i k e l y  t o  be s t rong ;  where -- 
a premium i s  placed on t imely ,  q u a l i t a t i v e  a n a l y s i s  (which a l s o  

i n d i c a t e s  o r d e r s  of magnitude f o r  q u a n t i f i a b l e  f e a t u r e s  of a  - 
r u r a l  environment),  t h e  reconnaissance survey o f f e r s  obvious 

advantages.  

I n  normal p r a c t i c e  p r o j e c t s  a r e  designed using some combina- 

t i o n  of  t h e s e  techniques,  i n  conjunct ion  wi th  r e f e r e n c e  t o  secon- - 
dary  sources .  A s  might be expected,  s t a t i s t i c a l  surveys t h a t  

a r e  c a r r i e d  o u t  dur ing  t h e  design per iod  a r e  t h e  l e a s t  u se fu l :  -- 

they consume f a r  more t i m e  t han  i s  normally a v a i l a b l e  ( r e s u l t -  
- 

ing  i n  d a t a  becoming a v a i l a b l e  only a f t e r  i t s  p o t e n t i a l  use  has  

passed)  and r e s u l t  i n  p i l e s  of t a p e s  and pages of t a b l e s ,  b u t  - - 

seldom a p r o j e c t  design.  Such surveys can be u s e f u l  a s  secondary 

sources ,  when information previous ly  c o l l e c t e d  and analyzed can  - 
be drawn upon during t h e  development of  t h e  des ign .  

-- 
I t  may be u s e f u l  t o  compare c e r t a i n  c h a r a c t e r i s t i c s  of t h e  

d a t a  c o l l e c t i o n  techniques d iscussed  above i n  t e r m s  of  t h e i r  

a b i l i t y  t o  meet t h e  d a t a  requirements f o r  t h e  va r ious  d e c i s i o n  

c a t e g o r i e s  f o r  p r o j e c t  design.  

D e f i n i n g  P r o j e c t  Goa l s  

This  e f f o r t  involves  p r imar i ly  a  process  of  c o l l a b o r a t i o n  

wi th  h o s t  government o f f i c i a l s  concerning g o a l s ,  t h e  t a r g e t  

popula t ion ,  and geographical  coverage. I n  most c a s e s  d e t a i l e d  

d a t a  w i l l  n o t  be used f o r  t h e s e  dec i s ions .  I n  some i n s t a n c e s  



information related to population and income distribution will 

be required. Sufficiently reliable information may be available 

from secondary sources. If not, rough estimates can be made 

from a reconnaissance survey. 

Statistical surveys may be required to generate certain 

"baseline" indicators that can be followed over time to measure 

the progress of the project toward achieving its goals, 

S p e c i f y i n g  a S t r a t e g y  for  P r o j e c t  DeveZopment 

The project designer must decide the extent to which proj- 

ect activities will be specified. He must collaborate with 

government officials concerning their views and determine, from 

available secondary sources and preliminary discussions (recon- 

naissance) with key informants, how much information already 

exists that can be used to structure project activities. Then 

he must make a judgment, after assessing the time and resources 

available, about how much additional information collection makes 

sense. This process involves a combination of informal inter- 

viewing and drawing on secondary, possibly survey, sources. 

S p e c i f y i n g  P r o j e c t  Components 

The information needs for this category involve understand- 

ing the dynamics of the political, social, cultural and economic 

systems in the project area, as well as specified macro-level 

considerations. Statistical surveys can provide considerable 

information on specific magnitude variables such as age, educa- 

tion, employment, and income levels. An understanding of the 



local dynamics can be gained far more readily through reconnais- 

sance work. If, prior to the initiation of the project design, 

there are little or no survey data available, then reconnais- 

sance is by far the most effective tool. 

Determining Management Arrangements 

This is a complex design component based upon what exists, 

which is not determined by a representative sample of the rural 

population, and what might work best in the given environment. 

Knowledge of the decisionmaking processes and institutional cap- 

abilities of the host government at the district, provincial, 

and national levels is critical, and can best be gained through 

observation and discussion. 

Specifying Resource Commitments 

Designers need a great deal of information on the coopera- 

tion between and among government agencies, resources to be com- 

mitted, and the ability of the line ministries to supply assis- 

tance as promised. These substance decisions are made by project 

designers based on the best information available and, as in the 

case of management arrangements, will be obtained not from a 

sample survey but through discussions with the relevant govern- 

ment and private sector representatives. 

Conclusions Reaardina Data Collection Techniaues 

A reconnaissance design team of, for example, four members 

(see following discussion of design team composition) working for 

eight weeks will cost the U.S. Government approximately $75,000. 



I n  t h a t  t i m e ,  i f  t h e  team's parameters  have been w e l l  s p e c i f i e d ,  

i f  i n t e r a c t i o n  w i t h  t h e  USAID miss ion  i s  p o s i t i v e ,  and i f  t h e  

team's personne l  a r e  exper ienced and c a p a b l e ,  a  completed p r o j e c t  

des ign  w i l l  emerge t h a t  h a s  been n e g o t i a t e d  w i t h  t h e  h o s t  govern- 

ment and w r i t t e n  i n  t h e  format r e q u i r e d  f o r  p r e s e n t a t i o n  f o r  

p r o j e c t  approval .  With t h e  same amount of money a s t a t i s t i c a l  

survey  can be  completed i n  s i x  months if t h e  work i s  e f f i c i e n t l y  

genera ted .  When t h e  work i s  completed t h e r e  w i l l  be  a  g r e a t  

q u a n t i t y  o f  d a t a  b u t  no p r o j e c t  des ign .  However t h e s e  d a t a  may 

e v e n t u a l l y  prove u s e f u l  i n  p r o j e c t  des ign ,  as  p a r t  of t h e  b a s i c  

knowledge of e x i s t i n g  c o n d i t i o n s  i n  t h e  p r o j e c t  a r e a .  

Whichever d a t a  c o l l e c t i o n  model is  used ,  a b e t t e r  p r o j e c t  

w i l l  g e n e r a l l y  emerge i f  p r o j e c t  d e s i g n e r s  have  l e a r n e d  f o r  .. 

themselves  t h e  complex i t i e s  o f  r e l a t i o n s h i p s  among t h e  p r o j e c t  

b e n e f i c i a r i e s ,  between t a r g e t  popu la t ion  and government, and 

among t h e  government agenc ies  r e s p o n s i b l e  f o r  development. T h i s  

g e n e r a l l y  means t h a t  a reconna issance  survey  should  b e  used i n  

v i r t u a l l y  every  p r o j e c t  des ign ,  even if a s t a t i s t i c a l  survey has  

a l r e a d y  been completed. Reconnaissance s u r v e y s  a r e  cos t - e f f ec -  

t i v e  and f a s t ,  going from c o n t r a c t  t o  completed des ign  docu- 

ments i n  two months. The unders tanding  ga ined  du r ing  des ign  

can be  cont inued ,  should it be impor tan t ,  i n t o  t h e  implementa- 

t i o n  phase. And f i n a l l y ,  h o s t  count ry  o f f i c i a l s  who have been 

p a r t  of t h e  p roces s  a r e  more l i k e l y  t o  commit t h e i r  time and 

r e s o u r c e s  t o  making t h e  p r o j e c t  work. 
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COMPOSITION OF A DESIGN TEMI 

We have emphasized a reconnaissance approach to data col- 

lection for project design, based on experience that has been 

gained in the optimal organization and deployment of a team to 

get the work done. Several dimensions of this question need 

to be mentioned. 1 

One dimension concerns the source of members for such a 

team. It has proven to be both necessary and desirable to have 

representatives from AID and the host country participate, re- 

gardless of the source of the "core" team. In the case of AID 

it has been important to have a participant from the mission 

itself, or from REDSO, rather than from AID/Washington; it is 

also helpful if the participant is scheduled to play sane role 

in the implementation of the project. Normally the most useful 

sort of host country participant is a responsible member of 

the organization tapped to implenent the project. When the AID 

participant is from t h ~  mission, and when the host country repre- 
. . 

sentative is from the implementing agency, the individuals in 

question frequently have a greater incentive to make the project -,,.. 

design a living, workable document that can be implemented, 

rather than simply a mechanism for transferring funds from Wash- - .. 

ington to the host country. 

' These comments result from DAI experience in 21 project designs over the 
past several years. Interested readers are referred to The "New Directions" -- 
Mandate, op. cit., and Development Alternatives, Inc., Personnel Requirements 
f o r  Pro jec t  Development i n  East and Southern A f r i c a ,  submitted to REDSO/EA, 
Agency for International Development, October 17, 1977. -. - 



When o u t s i d e  c o n s u l t a n t s  a r e  used it is i n v a r i a b l y  p r e f e r -  

a b l e  t o  p u t  t oge the r  a  team t h a t  sha res  a  common approach t o  

development and has a  common i n s t i t u t i o n a l  b a s e ,  o r  has  a t  l e a s t  

worked t o g e t h e r  i n  t h e  p a s t t i n s t e a d  of assembling i n d i v i d u a l s  

whose paper q u a l i f i c a t i o n s  r a t e  them a s  e x p e r t s  b u t  whose a b i l i t y  

t o  work t o g e t h e r  a s  a  team i s  n o t  proven. 

A second dimension of t h e  i s s u e  invo lves  t h e  s p e c i a l t i e s  

t h a t  a r e  needed on a  des ign  team. One approach i s  t o  assemble 

a  team composed of i n d i v i d u a l s  wi th  a  s e r i e s  of  t e c h n i c a l  spe- 

c i a l t i e s  (e .g . ,  range agronomists,  water  development s p e c i a l i s t s )  

t h a t  seem t o  f i t  t h e  demands of t h e  development problem a t  hand. 

I n  t h e  p a s t  t h i s  approach has n o t  produced t h e  b e s t  designs.  

A t  l e a s t  one member of  a  des ign  team should have s u f f i c i e n t  - 

t e c h n i c a l  background t o  judge t h e  appropr i a t eness  of d i f f e r e n t  

t echno log ica l  packages, bu t  t h e  c r i t i c a l  s k i l l s  needed on a  

team t end  t o  be no t  s o  much t e c h n i c a l  i n  n a t u r e  a s  those  t h a t  

c o n t r i b u t e  t o  a  s e n s i b l e  p r o j e c t  i n  a  p a r t i c u l a r  p o l i t i c a l ,  

economic, s o c i a l  and c u l t u r a l  mi l ieu .  This  r e q u i r e s  i n d i v i d u a l s  

wi th  a  c e r t a i n  breadth  of experience i n  a  v a r i e t y  of  develop- 

ment s i t u a t i o n s ,  and wi th  t h e  personal  s k i l l s  needed t o  co l labo-  

r a t e  and n e g o t i a t e  wi th  h o s t  country o f f i c i a l s .  

I n  a  number o f  i n s t a n c e s  a  c o r e  group c o n s i s t i n g  of a  r u r a l  

development s p e c i a l i s t ,  an an th ropo log i s t  o r  r u r a l  s o c i o l o g i s t ,  

an economist ( u s u a l l y  an a g r i c u l t u r a l  economis t ) ,  and an a g r i -  

c u l t u r a l i s t  has proven t o  be e f f e c t i v e .  It  is  p r e f e r a b l e  i f  a t  



least one member of the core group also has experience and 

expertise in project management arrangements and another in 

information requirements for rural development projects. A 

design team can generally find much of the technical knowledge 

needed to develop project components available in the host 

country. Where more detailed study or work is required, this 

can be built into the project design. 

Finally, one approach that has proven successful in the 
c a 

past has been to contract with local social scientists to do 

preliminary studies prior to the arrival of a core team. Util- -- 
izing a set of data requirements similar to those detailed in 

- 
Chapter Two, they can collect considerable data in a short 

time on, for instance, local farming systems or production prac- -.+" 

tices. With these data, and with these same individuals also 

participating thro'ughout the design process, the team will have - 
available a knowledge base of the local area that will be in- 

=- 

valuable in the design work. 

THE ROLE OF COLLABORATION IN PROJECT DESIGN 

The need for close collaboration between project designers 

and those involved with a project in the host country has been 

alluded to several times. The overriding concern is to develop 

a commitment to the project, its goals, its approach, and its 

implementation. Early in the design process it is necessary to 
-+ 



reach agreement with key na t iona l  agencies regarding goals  and 

approach. The next s t ep ,  i f  f i e l d  data  c o l l e c t i o n  i s  involved, 

i s  t o  share i n  the  shaping of p ro jec t  ideas  through the  collabo- 

r a t i v e  involvement of both l o c a l  o f f i c i a l s  and po t en t i a l  bene- 

f i c i a r i e s .  Projec t  ideas  need t o  be developed and ref ined,  

s t a r t i n g  a t  the  bottom of the  s t ruc tu re ,  up through each admini- 

s t r a t i v e  l e v e l ,  t o  t h e  key na t iona l  decisionmakers. This pro- 

cess  can bui ld  an e f f ec t i ve  commitment t o  t he  p ro jec t .  

There has a l s o  been much learned about t h e  nature  of col -  

labora t ion and i t s  e f f e c t s ,  both pos i t ive  and negative,  on t he  
- 

commitment t o  a  development e f f o r t .  Meaningful col labora t ion,  

- espec ia l ly  a t  t he  l oca l  l e v e l ,  cannot be accomplished i n  rap id ,  

one- o r  two-day excursions t o  the  f i e l d .  Such f l e e t i n g  v i s i t s  

f requent ly  m i s s  important information. Re la t ive ly  in tens ive  

exposure t o  a  p ro j ec t  area  i s  needed (perhaps t h r ee  o r  four 

weeks, depending on t he  s i z e  of the  a rea )  so  t h a t  i n i t i a l  sus- 

p ic ions  a r e  overcone and da ta  can be checked and rechecked. 

The f a c t  t h a t  col labora t ion tends t o  genera te  enthusiasm 

f o r  a  p ro j ec t  has been found t o  have both p o s i t i v e  and negative 

dimensions. There i s  a very r e a l  p o s s i b i l i t y  t h a t  a  p ro j ec t  

w i l l  g e t  s t a l l e d  i n  t he  approval process; t h i s  r e s u l t s  i n  an 

erosion of popular support and o f f i c i a l  commitment t o  t he  proj -  

e c t ,  and an apparent v indicat ion of the  view t h a t  ou t s iders  

cannot possibly be t rus ted .  



A closely related point is that local collaboration may 

result in a strong commitment to a project by future staff mem- 

bers and by the local population, but this work will be.in vain 

if national-level decisionmakers have different ideas about how 

the project should operate. Thus the strength of the link be- 

tween local and national officials has to be assessed in determ- 

ining the strategy for collaboration. 

Finally national officials with decisionmaking responsi- 

bilities rarely have the time to become deeply involved in the 

design process. The principal avenues for collaboration are 

periodic formal meetings and (often more important) informal 

discussions away from government offices. When a lower-level 

official has direct access to the key decisionmaker, that per- 

son can be a useful intermediary. Otherwise the chances are 

almost nil that a fully agreed-upon project will emerge. What- 

ever the opportunity for collaboration, it is necessary for 

key decisionmakers to be involved at each stage of the design 

process. One mechanism for ensuring this is to furnish them 

with outlines, each including critical decisions and options 

and developing in more detail the project design. 

THE EMERGENCE OF A PROJECT DESIGN 

We have identified decision categories for designing proj- -, - 

ects, as well as data to be collected and their design implica- 
-..- 



t i o n s .  W e  have d iscussed  techniques t o  use  i n  c o l l e c t i n g  d a t a ,  

t h e  composition of des ign  teams, and t h e  r o l e  of  c o l l a b o r a t i o n  

i n  t h e  des ign  process .  But how, with  a l l  o f  t h i s ,  does a des ign  

a c t u a l l y  emerge? 

There i s  no magic t o  t h i s  process .  The informat ion  col- 

l e c t e d  dur ing  t h e  des ign  work, wi th  i t s  d e s i g n  i m p l i c a t i o n s ,  

must be combined wi th  information he ld  by p r o j e c t  d e s i g n e r s  on 

development theory ,  or  wi th  a development approach. This  l a t t e r  

dimension of t h e  des ign  process  w e  have no t  y e t  touched upon. 

There a r e  any number of development t h e o r i e s ;  one t h a t  appears  

t o  be having a s u b s t a n t i a l  impact on r u r a l  development focuses  

on l o c a l  farmer involvement i n  decisionmaking, a high l e v e l  o f  

l o c a l  resource  commitment t o  development a c t i v i t i e s ,  and eco- 

nomically v i a b l e  i n c r e a s e s  i n  a g r i c u l t u r a l  p roduct ion  and pro- 

d u c t i v i t y  by smal lholders .  

I n  combining t h e  information acqui red  dur ing  t h e  des ign  

a c t i v i t y  (knowledge of e x i s t i n g  cond i t ions )  wi th  a theo ry  o f  

development, t h e  process  of  genera t ing  a p r o j e c t  des ign  may be  

viewed a s  s e q u e n t i a l :  

1 t2 t3 

1 

Knowledge 
of existing 
conditions 

> > 

I 

Rural 
development 

project design 

-. 

I 

Application of 
development 

theory/strategy 



- .  
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In this model the knowledge of "what exists" may be provided by 

either of the two data collection models (statistical surveys 
-5.- 

or rapid reconnaissance), but each step will be performed in a 

different time period and conceivably by different people. -- 

Alternatively, the process may be simultaneous: - 

Application of 
One time period development 

theory/strategy 

I Rural 
development 

project design LJ 
In this situation, only one information technique -- reconnais- 

. - 
sance surveys -- may be used, and the entire reiterative process 
must be carried out by the same team of development professionals, 

-"- 

A useful variant on these two models, mentioned earlier, has 

been to define data requirements that can be fulfilled by social - -- 

scientists prior to the arrival of a design team, and then in- 
" .. 

clude the data collectors as part of the team, In this instance 

the sequencing would be: - ~+ 



Application of 
development 

tl t2 theory/strategy 

Study of Knowledge of 
existing existing 
conditions conditions 

Rural 
development 

project design 

In any of these models the ingredients are the same: the 

need to collect information relevant for design purposes, under- 

stand its implications for design, and combine it with a theory 

of development to produce a project appropriate to a given local 

environment. 



CHAPTER FOUR 

THE PROCESS OF PROJECT DESIGN: A SUMMARY 

The p rev ious  c h a p t e r s  have set  f o r t h  c e r t a i n  requi rements  

f o r  des ign ing  r u r a l  development p r o j e c t s .  They have addressed  

a set  of i s s u e s  w i t h  which any p r o j e c t  d e s i g n e r  w i l l  have t o  

d e a l .  Depending upon t h e  t ype  of p r o j e c t ,  t h e  knowledge base  

w i t h  which a  d e s i g n e r  beg ins  a  d e s i g n ,  t h e  development model 

a p p l i e d ,  t h e  p a r t i c u l a r  environment i n  which t h e  p r o j e c t  i s  be ing  

under taken,  and t h e  s t r a t e g y  chosen f o r  p r o j e c t  development, 

t h e s e  i s s u e s  w i l l  be  of g r e a t e r  o r  lesser conce rn .  I t  would b e  

w e l l  t o  summarize t h e s e  i s s u e s  and p u t  them i n  pe r spec t ive .  ' 

ISSUE ONE: INFOW4ATION NEEDED FOR PROJECT DESIGN 

AS DISTINCT FROM THAT FOR APPROVAL 

Some o f  t h e  in format ion  necessary  f o r  t h e  development o f  

sound p r o j e c t  d e s i g n  w i l l  be  p a r a l l e l  t o  t h a t  needed f o r  approva l .  

However some w i l l  be  d i f f e r e n t .  A I D  has  i t s  own requi rements  

t h a t  must b e  m e t  f o r  t h e  approva l  p roces s ,  which i s  compounded 

by t h e  f a c t  t h a t  d e c i s i o n s  r e l a t i n g  to  a p p r o v a l  o r  de l ay  are 

f r e q u e n t l y  made w i t h  c o n s i d e r a b l e  d i s c r e t i o n a r y  l a t i t u d e .  While 

t h i s  Handbook does n o t  add res s  t h e  approva l  p r o c e s s ,  p r o j e c t  

d e s i g n e r s  must be  cognizan t  of  t h e  d i f f e r e n c e s  i n  requirements  

between des ign  and approval .  
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I S S U E  TWO: DATA REQUIREMENT D I F F E R E N C E S  

DEPENDING UPON THE APPROACH T O  P R O J E C T  DEVELOPMENT 

Data requirements  f o r  p r o j e c t  des ign  w i l l  be  cons ide rab ly  

less t o  t h e  e x t e n t  t h a t  p r o j e c t s  a r e  designed around a  process  

approach. In i t s  extreme, t h i s  approach does  n o t  s p e c i f y  i n  

d e t a i l  t h e  p r o j e c t  a c t i v i t i e s  t o  be undertaken over  t h e  long 

run.  A s  a  p r o j e c t  is  implemented and a d a p t i v e  t e s t i n g  i s  under- 

taken ,  knowledge is  gained about  t h e  problems and p o t e n t i a l s  of 

t h e  p r o j e c t  a r e a  and s p e c i f i c  p r o j e c t  i n t e r v e n t i o n s  a r e  def ined .  

I S S U E  T H i W E :  THE PROBLEM O F  " B L U E P R I N T I N G "  

T H E  P R O C E S S  O F  P R O J E C T  D E S I G N  

Any a t t empt  t o  s y s t e m a t i c a l l y  b l u e p r i n t  a  s i n g l e  set of 

i n s t r u c t i o n s  f o r  p r o j e c t  des ign  w i l l  be d i s a p p o i n t i n g .  What i s  

p o s s i b l e ,  and what t h i s  Handbook a t t e m p t s  t o  do,  i s  t o  i d e n t i f y  

a  set of requirements  f o r  p r o j e c t  des ign  t h a t  must be i n t e g r a t e d  

by t h e  p r o j e c t  des igne r  i n t o  a  chosen approach o r  model of devel-  

opment. Th i s  i n t e g r a t i o n ,  i n  t u r n ,  must be a p p l i e d  t o  each par-  

t i c u l a r  s i t u a t i o n  a s  needed. 



ISSUE FOUR: NARROWING DATA REQUIREIJLENTS FOR PROJECT DESIGN 

Many fall into the trap of collecting far more data than 

is needed for project design, which constitutes a costly exercise. 

It is important that the data collected be narrowed to only those 

that are of direct use. 

The approach suggested in this Handbook is to identify the 

decision categories that must be considered in project design, 

address a set of critical questions that must be asked about 

each'for design decisions, and understand the design implications 

of the questions asked. Through this process the designer can 

identify a set of data needed for collection. 

ISSUE FIVE: DATA COLLECTION TECHNIQUES 

There are a number of data collection techniques that have 

been used in design work. For rural development projects, recon- 

naissance surveys have proven to be most useful. This approach 

involves an informal, open-ended process of questioning and 

observation by development professionals. Structured statis- 

tical surveys have been less useful, particularly if they were 

carried out during the time the design was being prepared. If 

they were concluded during a previous period, however, they can 

be of value as secondary source data. 



ISSUE SIX: ORGANIZING DESIGN TEAMS 

Experience points to several important considerations 

when organizing a project design team. First, it is important 

that representatives from both AID (preferably the mission) and 

the host country participate. Ideally, these individuals would 

be scheduled to have some responsibility for project implementa- 

tion as well. 

Second, it is useful if the individuals comprising the team 

share a common approach to development and have worked together 

in the past. It is important to avoid assembling diverse indi- 

viduals who might not be able to work well as a team. 

Finally, teams whose members have a wide background in 

rural development problems tend to be more effective than groups 

comprised solely of technical experts. A core group consisting 

of a rural development specialist, ananthropologist or rural 

sociologist, an economist and an agriculturalist has proven to 

be effective. 

ISSUE SEVEN: COLLABORATION IN PROJECT DESIGN 

In order to ensure host country commitment to a project, . " 

close collaboration with representatives in the host country is 
. -. 

essential. Agreement needs to be reached with key national 



o f f i c i a l s  regarding pro jec t  goals and approach. Where f i e ld -  

work i s  done it i s  important t h a t  l oca l  o f f i c i a l s  and res iden ts  

share i n  shaping ideas i n to  a coherent design. 


