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1be USAID/Ph111pp:lnes 1has' reques,ted·· an·. obJect1ve assessment ot· ,tile: J.Wral.·· 

Service Omters Proj8ct~~'.'.£at' itt, may decide on'fallow-CD as8is~/ 
, " ':. ~::, '-.' . ; .. ': ",. . ", . 

,~ ": " ." ~: 

if my, that maybe priM.d8d to' dulrtered city ~ovm:illDents for their 
.: .' . 

poverty-£oc:wied development activities. 

1be three-person assessment team was composed of William Berg, 

~/Jabrtaj. Dr. Richard Schwenk, Anthropologist; and Perla Legaspi, from the 

assessed KJ;/CDAP's capacity to manage and expand a rural service center' . 

development project and abUity to provide the needed technical services ana 

expertise to the participating cities. Perla Legaspi shall prepare an 

assessment of the impact of the RfC/aJAP progr= on the operations of city 

gOVeIiment. Dr. Schwenk ~ preparf!d an. assessment of the impact of the 

W!£/~ program and subprojec:t/l at the barangay level--the econcaic, social 

and. attitudinal. impact. 

. Assessment· Report 

I. ~ Findings and ReccmDendations 

fi.. ru;/aJAP Assessment 
, . 

A. Financial Management 

B. KW/aJAP Staffing 

c. Alternative MxIes of OperatiOn 



llI:. IDeal. GoverDliBlt Isvel··Imp8ct· 

IV • IaJpaCtatth8Bai-qaytBvel., 
,:; ,.'" t",' . 

i..~( F.cxx.antc xq.ct 

B~Soc:lal Impact 
:.1' 

c. Attitudinal Impact . 

&mmary 

1. In assessing ten CDAP IncOlde Generating projects in Barangays of 

fOur'Philippine cities a very positive economic, social, and attitudinai 

imp8ct was measured. 

2. 1he effectiveness ~f the ,CPDSa. in the implementation of ~" .. RSC/CDAP 

program is perceived by the 'cities as coostra1ned by delays in. the 'approval of 

individual projectS and understaffing and overburdenin& of the: ~ting CPOs 

staff. 

3~, 'lW, basic. ,types of skills are· beUW. developed at the ~, .. l~l: 

the· 8bUity to ,interact and CCJ!I1Imicate with mel:uberR of the rural; poor and the 

abUity,to ~1gnand ~uate the feas:lhility of. small-scale,., labor'intensive 

rural enterprises. 

4. 1be average time from project submittal to the time in which the­

city receives reiDbJrsement is 410 days. !his time can be easily shared down 

to less than one year. 

I~ 
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',Rero"'!Mdat1oD: 'lbat KP/CiAP r8vi.6w:~t:h8, steps necessary, 

a,s~ amaxlDln and mini!!lm time On eadl st~, establish a t __ log chart 

~ allprojecta and educate/inform the! cltie8o.f the required tille-frame so 
- , 

they,.in tum, can better anticipate the time delays for better ~t"Snd 
. , 

disf.1l~iooment on the part of the recipients. 

s. Rec.amendation: Since some delay of seed a:mey after ,the approval 

to proceed is virtually inevitable and since this is frustrating to the 

recipients, and since this step is probably not necessary, it is reo .. i,':'nded 

th8t this step be either eliminated or that seed DXXl8Y be increased to at 

least SOl and issued at beg1ming of the year. 

6. 'l1le delayed payment of salaries and travel funds is critical in that 

it causes delays in projects, delays in project funding, cancellat:i.oa of field 

trips by staff, cancellat:1.olUl of training programs, aDd lowers staff mcrale. 

This problem SeeDS to be getting worse rather than better. 

Reca!llaendat1on: lhat USAID ~ in its proposed new or amended 

project certain Conditions Precedent that will minimize this problem. 

7. 'l1le 1!IJJ/CDAP staff is young, well-educated, IIIltlvated and '!"alatively 

newly experienced. Reccmnendation: That M1G management and USAID spa2Sored 

CCX18Ul.tants make as their prime objective that of p~ meani~fu1 

experiences to this potentially excellent staff. 

S. All persona interviewed indicated that shoul~ USAID' pullout at. this, 
• '. . I " .'~ • 

time the progr8lllloiOUld fold.- nus. would, be Unfortunate as the- ex:lstizw 

project's groundwork aDd progress to date would be lost. 

9. Qmclud1ng recoiiiendation.: That USAID pursue a new project 

assisting the RSC for another 5 years. The early stages (2-3 years) should be 
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institut:f.analizq it. 

I. Financial Management of the RSC 
-

Previous eva1uatioos have emphasized the, negative .~. upcxi the.· RS:., 

program caused by the delay in re:f.uburs~' cities with: seed"'lD:XleYancl FAR.' To' 
'. "" ""-"" . 

assess this problem, it is necessary to examfnetbe" f1nani:ial manas-t ~f ' 
the ag::. by Ca) CaDpUing Data for Project Files to determine the lenatb of 

~ ~, 

time 11) the various steps--that is, from the time of project submittal by the 

cit18s to the time of refDbJraemant to the cities, and (b) rev1ew1ns the 

;problem of deiayed' payment of salaries·'and travel funds for the contract' 

employees of RF£/CDAP'. 

A. CallpUation of Financial Data fran Project Files 

'!be:: fo'llowing table is a result of the caDpUation of data from a 

s8q)ling of project files. Wlen possible, the mre recent projects, were 

included in the sample: 

X' of 

, Of Sampling Steps B!I!, !Qltha Time -
29 1. Project Submittal----Auth. to Proceed 132 4.3 32. 

21 2. Autb. to, Pmc:eed-----Seed MJney S9 2 

29 3. Auth. to Proceed-----Claim Submittal 182 6 44 . 
26 ' a •. Request for final inspectioD. 62 2:, 

, I 

";:: "~~~f1nal. ~t1on 
, . 

27 ' : b. PJ:Oj~ Qxaple~' Time : 12(j'- . , '.' 4 

41 4. Its:: Cla1ms----Ministry of Budgec 22 .7 S.4, 

8 S. foDB Release Time SS 1.8 14 
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64 'I' 

6. HJB Check, Release--;'~,~ 

7" RSC O18ck to City ~ 

.11 

8 

'~4 
.3" 

2.7 

1.9 

4. 10"', 1'3 ' ;5:" 100 
t,;, 

Interpretations, Discussions, and RI.!coomendations of Above Table 

1. Step 1. T:lme fran project submittal to:the time \ilen authoritytc 

proceed is given. 'lb1.s delay is crucial because it directly affects project 

progress. Examination of files shows that this del~y is often caused by the 
. . 

cities providing insufficient information or docuDentatial. Usually. the 

authority to proceed was given by the w:c./CDItP with.:ln 10 days after the 

required informatioo and do('UDeIltation was received. <D! would think that 

after four years of submitting projects ·to CDAP that the cities would have 

enough experience to submit these projects without too many errors. 

R.ec:aIIIe1dation: l'W/CDAP clarify, teach, and institutia1alize cpms in proper 

project subDittal. 

2. Step 2. '111e t~ from. "Authority to· Proceed" to the time that the 

city receives seed money. A t:w IDJnth delay in receiving seed DD1ey after 

running, authority to proceed results in unnecessary frustratim to the . " . 

cities .. · RsYiew1ng steps 5, ~, and 7· of the table shows the re&8a18 for: th:L8 

delay. It may'be 'shaved' down, but it ~t be drastically reduced •. " 
• 

P\u:thermore, seed money was given to only 3S projects out of a total of 213 

projects. It is questionable whether this step is even 

;,1 
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oecessary in the whole process s:lnce cities often use their own fuDd,s to 
; 

initiste project bplemeutatial. The seed money c:oacept is a carry-over £ran 

the mAP days (IIID8tly iDfrastructure type projects) and since it is 

fruatratq and probably DOt.necessary in CDAP (social. action programs) it is . 
t'eCOII'eodeci to either eliminate this step altogether. or. to ~t! the. . 

percentage (origiaally 15%, riow 25%) to at least s()% imdPddat the beaimina 

of the year. 

3. Step 3. 'Ihe time from which the authority to proceed is given to 

the city to ~ time that the claim' for re:lDharsaDent is submitted to 

tf..G/aJI2. Two sub-Step8 are .:lncluded in this time. '!bat is' (3&) time from 

the request by the cities for flnal :Inspection to the actual :Inspection and 

(3b) Project Completicrl Time. Four months for cOIIIpletion of project seems 

realistic. Hawewr, the two nmth delay for the KI;/CDAP to inspect the 

project is an undesirable delay. MJch of tt-..1s delay is a consequenCe of the 

general delay in RSC' s receipt of its ~ational budget; while experiencing 

this latter delay there are no funds for the salaries of cootracted employees 

of the K.I;/CDAP and 00 fuada for project :Inspection travel. Solving the 

delays in pay and travel will reduce the time of this step to a respectable 

3-4 weeks. 

4. Step 4. 'Ihe time from which MUJ/aJAP receives the cla1ms for 

reimbursement to the dE that the request is sent to the Hlnistry ofaxfget • 
. , 

'lb:I.s time is a remarkably low 22 days. lbis is because the HUJ/mAP often. 

submits the claha to the Hf.nistry of lbfget be1Xm! the cities subDit.'the1r '. 

claim. Of the 41 projects reviewed in this step: 

a. 13 Projects • no claim frem the cities 
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b.: 28 Projects • received city claims .' 

\~"(l) 16 Projects • claims presented after MOO to KlB 

(2) l2 Projects • claims presented before HLG to !1m '. 

PUt another way, MOO/mAP submitted c1aJmi to the KlB for 29' of. 
th8 41 projects prior to receiving claims fran the cities. KJJ/CDAP should be 

~ .. for reducing many-fo~d' the t:lmeof this step;'-themost po~C:1all~' , 
, . . 

d8vastit~ step in the lilole prOcess. 
s. Step S. The time in· which it takes the Min1stry of Budget to 

release the funds. 1his step is delayed \rthen payment of salaries and travel~ 
, . . 

money to tbe contracted employees of MI.J:;/CDAP is delayed.· tbm·· there was 

sufficient money aVailable, this t:lme was a respectable· 23 'days. But when 

lDC08y was not available, it pushed the average up to SS days or', alDmt ,two" 

DXlths. Solving the problem of delayed fund1ns of contraCted ea.ployees .. will, 

also reduce this time. 

6. Other (])servatials 

a. Steps 2, 3a, and S are all affected by the problem of delayed 

E\mding of salaries and travel funds. If this problem CaD be resolved, the 

=otal amount of time can easily be reduced to less than one year. 0:msider1.ns 

:he necessary steps that IIIl8t be taken, this is respectable. The. other times: 

can only be "shared down". 

b. Reo:+i1.endati.on: That MIIJ/crJAP review these steps, asceita:f.n a 
. " . ,. ':'. r/ ~ T· 

maxi"'a and miniDuD time OIl each step ,. establish. a time-lOS: chart. fer all 
• '"of ," 

projects (for the purpose of monitoring by the Project Director)',' aDd' 

educate/inform the cities of the required time-frame so they, in turn, can 
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better anticipate the t:lme delays for better iDSnageiaeot and less 

disillusionment 00 the part of the recipients. 

c. t.I1ether this t1me-frame affects the subpmjects ,themselves" was . . 

notadeq\Jately ascertained by this. assessor. If, for 1nsbmCe~~cit1es 

~·the Projects directly'after the authority toPrOCeed'was given, airy 

delay,·;in.:rehlbursement did no~ affect the prOjects~.-ool.Y the cit1es~i8l 
situation. 'Ibe only delay felt by the beneficiary of the project was Step 

Ill. 'Ibis Will be.examined by the evaluator of the IDeal Government Functions 

within this project and will be discussed in her report (to be submitted ata 

later date--appro.v1mately June 7, 1982) •. 

B. Delayed Payments of Salaries and Travel E\mds 

Q,Jarterly allocations or approvals of payments of salary and travel 

funds to contracted E!q)loyees of If.IJ/CDAP is often delayed (sODetimes up to l 

months). Mlst recent example: The fourth Quarter of 1981 payment was delayed, 

from October 1, 1981 lI1tU January 1,. 19~2. The first quarter payment was 

delayed from January 1, 1982 until early March. At the tim of this writing, 

approval for the second quarter payments had not yet been received: 

October, 1981 - regular payment received 

NavaIber, 1981 - no pay 

Decenber, 1981 - no pay 

January, 1982' - paid; fOr:- the' past fDutth·· quArter:., in .• ' 
, , ~'. - - I. ".J- ," I.,... ".,' ';', . • 

:: 'lumpsUlll,' but not Paid; = Januaz:Y. 
FebI:uaty, 1982' - no pay' ." 

Harch, 1982 - paid for first quarter in lump SlID 



May J 1982 - no pay 

'1hese delays in turn cause delays 1n~ projef;:ts~ .' ~l.8ys in' proj~t 
, .! 

~J canee'i18t~ offield trips byst4ffJ~llad.oas. of'tra1idng 

programs, and lower morale of the MWlcW,stau~' 
", 

It has beeti difficult for this assessor to determine the real caUses, 
; 

of this delay. However, saue of the viewpoints given were: 

. 1. Insufficient or late documentation submitted by HUJ/CDAP. 

2. At;.. the beg:lmi1'1g of the year' (most delays have occurred at' that 

time) projt!Cts which have no problem, re8ardina the <bnor involvaaent are 

approved promptly for payment while those that have ,a problem are set aside, 

causing the delay. In the previous year the evolvement from PDAP to CDAP 

caused the delay; in the past year it was caused by the uncertainty of the 

USAID extension of the project. It was stated that if USAID can assure the 

extensioo of the project till January, 1983 and show' that it is actively 

preparing a new Project Paper there will be no further delays. 

3. Q1e official stated that the Ministry of Budget feels that the 

M:1nistry of lDcal Gaverl1iEl'1t is circumventing its prescribed manpower ceUing 
. , 

by utiluing "Special Projects!' wherein it has· contract employees (48 of. the 

S2 CDAP employees). Therefore, he went on, the Ministry of Budget first 

allocates funds for institutiooal1zed bureaus first, then, later special 
. " 

projects J causing the delay. 

4. '!he (UIIDSIl factor of attitude for and the Special Projects~ fUnds; 

(between 1/2 to 3/4 of the total MW budget). 
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s. P\mding in the original Project Paper was to come from ~ 

directly to CDAP. However. this was "overlooked" in the Project Agreement and 

the RSC was a "special. project" in name only. 

Any, all, or a cxddnatioo of the above viewpoints may be real. In 

any event, the problem itself is real. ~ Deputy Mf.nister stated to me that 

he will attempt to obtain cash advances for the RSC project as he has done on 

two other projects. nus, he feels, will solve the problem • 

. Recxmendatim: 'Ihat USAID require in its proposed new project 

ce~ Conditions Precedent that will min1m1~e this problem. These 

CCXlditions could include my of the follOwing: (1) Cash Advance of RSC 

Operational lbfget; (2) agreement or guarantee from the KlB and MLG that these 

payments will in fact be timely; (3)/establisllDent of a KBI number for the 

RSC project that woold result in direct payment to the_project.or to_the Kn . 

on a timely and regular basis; and (4) funds directly from NEM. 

II. ltf..G/CDJ2 Staff 

The HW/CDAP staff is yams, well-educated, and relatively inexperienced. 

Of the 52 positions now occupied: 47 are contracted; 32 have college degrees; 

32 have less than 2 years experience; and the average age is 28. 

Except for the debUitating factor of delay :In pay,; the staff has high 

am-ale. In fact, :In saae cases the morale is high in spite of the delay in 

pay. The· maDSgaDeDt geaerally allows individuals to control and be 

responsible for their own work. This coupled with the excitemenc of wrkI.ng 

toward a ''wo1't:i'Mrl.le'' goal induces high tOOtivation. 
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It Se8il8 to this assessor that to ~ with these YOUDI. educated, h1.ghly 

III)tivated 1ndividuals would be very exciting. 1be only problem. then, is to 

provide this staff with mean1rwful experiences. '1b1s sbcul.d be the major 

1q»ut to both the CDAP manageDent and to the USAID spcuoz:ed technicians. • 

b to the fol:ementiooed problem of late budget allocatioos for pay and 

tr .... l. too often the 'American consultants have had to travel to the cities 

and projects without a counterpart. 'Ih1s has resulted in the Americans beina 

the "doers" (or at least perceived that way) instead of being advisers. This 

has robbed the CDAP staff of the golden opportunity of ga1n1ng the experience 

that is necessm:y. At the time of this writins. it seems that a conscious 

effort is being made to "team-up" the Americans with working counterparts and 

utll1zina the Americans as resource pct'sons, advisors. and confidants. But in 

the end, the Philippine counterpart is the per&al r~8pOlflBible for gettina the 

job done. 1be RE£/CDAP stsff is often perceived by the IDeal Government 

officials 88 yeung, educated, and inexperienced. Because, that is what they 

often .ere. CDDpc:u1ding this perception, though. is the American coosultant 

with all of his experience and grey hair often erriw. at the local level 

'lI'l8ccaapanied by a counterpart. It is recogn1 zed by all that this conversial' 

of Americans £rem the role (that was in part forced on them by the situation) 

of being doers ,to the role of advisors and resOlrce persons must be, phased 

into as rapidly. but cautiously as possible. 

(bUd the RS.":;/CDAP staff assuae the role of the American Coasultant? 

Definitely, yes. 8Jt only after this staff attains both the exper:f.el1ce and 

the respect that follows successful experiences. Again, the major effort of 

both the RJr./ClAP management and USAID sponsored consultant~ must be: 
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provi.dina D!8DinaM expederres to this potentially excellent staff. 'lba 

bottaa-l:1ne, tbcugh, is 8Olv1Dg the prahl. of delay of pay and of travel. 

aaooey so that these experieDces can be possible. 

III. Alternative RSC M!magerial Mx1es 

Listed and cl1sc:ussed below are SaDe alternative manager1al ~ or 

organizational formats: 

A. MW/CIlAP Alone 

.All perSalS interviewed indiCated st:ronaly that if USAID phase out 

at this time, the program will fold. '!he 1n.fereDc:e that "some~ is wrong" 

with the program would. in itself be enough for the QJ» not. to pursue it. 

Also, a ca1tinuatioo of tedm1cal. assistance to provide the potentially 

excellent staff of RF£/a»;p with necessary experieoce is requ1red. 

B. KIJ/CDAP P\mctiorrlng as Cmltract Managers 

'!he KJJ/ClAP functioning as ~tract managers who procure locally 

all ted1n1cal services and exPertise required by the Rural Service Centers is, 

on paper, appealing. However, taldng into COIlS1deratim the exist1ns 

,educated, III)tivated, aDd caad.tted staff of If.1;/CDAP, it is felt that putting 

·them into an inactive secmdsry role of contract of£f.cm:s would eventually 

demoralize them as they \lO.1ld become less and less 1nwlved and thus 

uldmately unc:cmdtted. 'Ibe requ1red tedm1C1.1l assistance RSC/CDAP provides 

to tr'AI CPm aDd to the various projects should be reviewed. Four or five of 

'the most caD a fields should be as~' and those skills developed aarxw 
'the RF£/CDAP staff. Other f:lelds should be contracted locally. 
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c •. ru;/mw with amdnued Expatrlate Technical Assistaoca 

AI:. least in the next three years CCXltinued expat:r1.8te tecbn1cal. 

88SistaDce should btl provided to assist in upgrading the exlstiDa as;/C'IlIR 

staff. 1he tec:hni~\l assistance should be in. tOOse fields in Wich exper1.ence 

aver the past years 1of the project indicates will be the D)st needed sldlls of 

the R!!£/aJAP. In int:erviews with R!!£/CDAP stafft the fields lOOst often 

mentia1ed include: Project Management, Business and, F.lnancial Management, 

. Organizational DeVelopDl!llt, Social Scienc.es, ManagEment Tra1n1ng and Skills 

Tra1n1ng. 

Prior' to a 1'leW· project beUW implemented there should be a clear 

carmitment on the part of the GOP to solve the present situation of delayed 

payments of salaries and travel moOO} To pursue a new project with this 

situation unsolved would not be advisable, because it a\£fects all aspects of 

the program--especiaUy thel upgradUW of the present salf£ due to lllck of 

travel 1JDleY. At the very lE1SSt, ll'lXlies 'should be found that would allow 

year-round travel for the RS~/aJAP staff. 

D. AbolishDent of th&~_ "Specilll Project" status 

Havirw 'sp-.!cl.al F'Jject' status is necessary in the early years of 

. the program in order to provide the incentive, impetus and ini~ JDaDentlD to 

get things started. 8awever J ba\V'ing that status. also causes probbas (i.e., 

deJ.ayed payments of sal.ar1.es and travel ame.'Y). Ch the long pull, the as:: 
pl."gram should be institutionalized :Lnto the existUW llJr'eau of Lccal 

Gavel: nment DevelopDellt. 



Reo '''ie IdStioD: . 

'Pilot, Prograa - Present Project ~ 1978-1983 

RsPi~tfOa Program - ~ OJ: Amended Project - 1983-1986, 

'(Naw:Evaluat:lm - 1986) 
, 

Inatitut1a1a1izatial Project - New or Amended:PI:oject, 

(dependent upon 1986 Evaluation - 1986-1988 

'!he fact that BI!£/CDAP has 233 projects highlishts the need for them 

to begin to standardize and institutiooal.:l%e the processes whereby projects 

are selected, des1.gDed, implemented, uioaitored and evaluated--nat so that the 

Nat:l.cnal. Office may exercise centro1 over' the cities in terms of projects, but 

, ra~ so that' it'may prove its capabUitiea,in records management aad in 
: ' ~-.# . 

offerirW 'UsefUl~,:tedmical assistance When it is . required and! or sought. 




