.

RURAL SERVICE CENIERS PROTECT

vy 21, 1982

Willian Berg
Perla Legaspl

1 .’D’f‘l{

.,ﬁ//aar

1b



=2

nmmwnm
" The USAID/milippines has requested an cbjective assessment of the, Rural
Service Centers Project n o:deta&mt: 1t may decido on’ follov-on assistance;’
if any, t:hat: mny be pt‘ovided t:o chartered cicy gcvm-nments for their
poverty-ﬁocused development activities.

~ The three-person assessment team was composed of William Berg,
USAID/Jalmtta Dr. Richard Schwenk, Anthropologist; and Perla Legaspi from the
I.ocal Goverrment Center at the University of the Philippines. William Berg
asgessed M.G/CDAP's capacity to manage and expand a rural service center
development project and ability to provide the needed technical services ana
expertise to the participating cities. Perla Legaspi shall prepare an |
assessment of the impact of the RSC/CDAP progrzm on the operations of city

govermment. Dr. Schwenk has prepared an.assessment of the impact oX the
RSC/CDAP program and subpmjectrs at the barangay level--the economic, social

and attitudinal impact.

; Assessment Report
I. Summ:y Findings and Recommendations

M.’G/CMP Assegsment

A-. Flnancial Management

B. MLG/CDAP Staffing

C. Alternative Modes of Operat;idn
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1III. Local Government Level Impact:

Impact: at: the Barangay Ievel

C.” Attitudinal Impact

am
.Findings and Recommendations

1. In assessing ten CDAP Incoue Generating projects in Barangays of
‘fdu_'tv'j‘Philippine cities a very positive economic, social, and at:t:itudinai
impact was measured.

2. The effectiveness of the CPDS& in the implementation of theRSC/CDAP
program 1is perceived by the cities as constrained by delays in. the apprwal of,;

individual projects and tmderstafﬂng and overburdening of t:he e.:d.sting CPDS

staff.
3. 'I‘uo basic t:ypes of skills are being developed at the CPDS levei

the ability to interact: and commmicate with mesbers of the nn.'al poor a.nd the

ability to design and evaluate the feasibility of small-scale, labor intensive

rural enterprisea.
4. 'Iheaverage time from project submittal to the time in which the

city receives reimbursement is 410 days. This time can be easily shared down

to less than one year.



‘Recomnendation: That HE/(DAPreview the steps necessary,
ascertain a maximm and minimm time on each st:ep, esubl:lsh a t:i.m-log chart
for all. project:a and educate/inform the cit::l.es of the requi.red time-frame so
t:hey, in turn, can better anticipate the t:ime delaya for better mgenmtand
disillus:l.amt on the part of the recipimts.

5. Recommendation: Since some delay of seed money after the approval
to proceed is virtually inevitable and since this is frustrating to the
recipients, and since this step 1s probably not necessary, it is recamended
that this step be either eliminated or that seed money be increased to at
least 502 and 1ssued at begiming of the year.

6. The delayed payment of salaries and travel funds s critical in that
it causes delays in projects, delays in project funding, cancellation of field
trips by staff, cancellations of training programs, and lowers staff morale.
This problem seems to be getting worse rather than better. |

Recommendation: That USAID require in iﬁs proposed new br amended
project certain Conditions Precedent that will minimize this problem.

7. The M.G/CDAP staff is young, well-educated, motivated and rslatively
newly experienced. Recommendation: That MLG management and USAID sponsored
consultants make as their prime objective that of providing meaningful
experiences to this potentially excellent staff.

8. All persons interviewed indicated that: should USAID pull out at: this_.

time the program would fold. 'Ihis would be mforl:\mate as the md.st:[ng
project's groundwork and progress to dat:e would be Ioat. "

9. Concluding recommendation: That USAID pursue a new project
assisting the RSC for another 5 years. The early stages (2-3 years) should be




‘aimed at replicating the existing program and the final '2-3 years

institutionalizing it. |

I. Financisl }hng&emnc‘ of the RSC
vaimmmlmcimshavaemﬂmsizedd\emgatiwimpactuponthem

program caused by the delay in reiuburs:l.ng c:lties with seed mney and FAR. ; To

assess this problem, it is necessary to exam:lne the f:l.nancial management of

the RSC by (a) Compiling Data for Project Files to determ:l.ne the lengt:h ‘o.f;. A

tine iy the varlous steps--that is, from the time of project submittal by the
cities to the time of reimbursement to the cities, and (b) reviewing the
‘problem of del‘qyed‘ payment of saialér'ies;aﬂd tfavel funds for the Ebntract-~
employees of RSC/CDAP |

A. Compilation of Financial Data from Project Files

The- following table is a result of the compilation of data from a
sampling of project files. uhen possible, the more recent projects were
included in the sample:

% of

# Of Sampling Steps Days Months Time
29 1. Project Submittal----Auth. to Proceed 132 4.3 32
21 2. Auth. to Proceed-----Seed Money 59 2
29 3. Auth. to Proceed-----Clalm Submittal 182 6 4
26 a. Request for final inspection 62 2

-—-fiml {nspection |

27 “b. Profect Completion Tine 264
41 4. RSC Claims----Ministry of Budget 2 9 sa4
8 5. MOB Release Time 55 1.8 u



65 6. MOB Check Release--==-MLG u o4 27

64 ' 7.RSC Check to City’ 8 319
waor 1350 100

'*‘Doe;és.;not. include steps: 2, 3a, and 3b.

Interpretations, Discussions, and Recommendations of Above Table

1. Step 1. Time from project submittal to ‘the time when authority tc
proceed is given. | This delay is crucial because it directly affects project
progress. Examination of files shows that this delay is often caused by the "
cities provid:l.ng insufficient information or documentation. Usually, the
authority to proceed was given by the RSC/CDAP within 10 days after the
required information and documentation was received. One 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.
Recommendation: MLG/CDAP clarify, teach, and institutionalize CPDSs in proper

project submittal.

2. Step 2. The time from "Authority to Proceed” to the time that the

city receives seed money. A two month delay in receiving seed money after
rumning auﬁwrity to proceed results. in unnecessary frustration to the
cities. Reviewingstepss 6, and7oft:hetableshowsdxereasms ﬁm:t:h:l.s
delay. It may be 'shaved' down, but it: camnot be drastically reduced...
Rurthermore, seed money was given to only 35 projecce out of a total of 213
projects. It is questionable whether this step is even
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necessary 1n the whole process since cities often use their own finds to
initiste project implementation. The seed money concept is a carry-over from
the PDAP days (moetly infrastructure type projects) and since it is
frustrating and probably not necessary in CDAP (social 'acum progf}a‘di) it ig
recommended to either eliminate this step altoget:her or l:o 1ncrease l:he
percentage (originally 15%, now 25%) to at least 50% and paid at the begimim
of the year.

3. Step 3. The time from which the authority to proceed is given to
the city to the time that the claim for reimbursement is submitted to
MLG/CDAP. Two sub-stepe are included in this time. That is' (3a) time from
the request by the cities for final inspection to the actual inspection and
(3b) Project Completion Time. Four months for completion of project seems
reslistic. However, the two month delay for the MLG/CDAP to inspect the
project is an undesirable delay. Much of this delay is a consequence of the
general delay in RSC's receipt of its operational budget; while experiencing
this latter delay there are no funds for the salaries of contracted employees
of the MLG/CDAP and no funds for project inspection travel. Solving the
delays in pay and travel will reduce the time of this step to a respectable
34 weeks.

4. Step 4. The time from which MLG/CDAP receives the clains for
reimburzement to &edmduat&aereq.xestissm:toﬂu!ﬂnisuyofﬂudget.
This time :I.saremarkablylowZZdays. This isbecmmean/CDAPoften
submits &)eclainto thelﬂ.nisl:ry ofh.ldgetbe&te the cities auhnit:the:l.r
claim. Of the 41 projects reviewed in this step:

a. 13 Projects = no claim from the cities
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b." 28Projects = received city claims -
“(1)16Project:s - cia:lins presented after MLG to MOB
* (2) 12 Projects = claims presented before MLG to MOB
" Put another way, MLG/CDAP submitted claims to t:he MOB for 29 of
the 41 project:s prior to receiving claims from the cit:ies M[G/CDAP shmld be
comended for reducing manybfold the time of th.i.s step--t:he most pot:ent::lally ’
devastat:ing step in the hhole process.

5. Step 5. The time in which it takes the Ministry of Budget to
release the funds. This step 1s delayed when payment of salaries and travel
money to the contracted employees of MLG/CDAP is delayad khen there was
sufficient money available, this time was a respectable 23 days. But when
money was not available, it pushed the average up to 55 days or: a].mst: two-
months. Solving the problem of delayed funding of cont:racted emplayees w:I.11
also reduce this time.

6. Other Observations

' a. Steps 2, 3a, and 5 are all affected by the problem of delayed
fnding of salaries and travel finds. If this problem can be resolved, the

-otal amount of time can easily be reduced to less than one year. C’onsider:l.ng

he necessary steps that must be taken, this is respectable. The other times:
can only be ''shared down''.

b. Recommendation: That MLG/CDAP rev:lew t:hese st:epa, ascertain a
maximm and minimm time on each st:ep, establish a t::l.ma-Iog chnrt foralI
projects (for the purpose of monitoring by the Project Di.rector) ,
educate/inform the cities of the required time-frame so they, in turn, can
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better anticlpate the time delays for better management and less
disillusionment on the part of the reciplents. |
‘c. Whether this time-frame affects the subprojects ttmselves was
not adeq\mtely agcertained by this assessor. If, for :I.nstance, the cit:ies
fmded the projeccs directly after the authority to. ptoceed was given, any
delay" m reinbm'semc did not affect the ptojects--anly the cities ﬁmncial '
situation_}._j'ltnonly delay felt by the beneficiary of the project was St;ep- ,
#1. This will be examined by the evaluator of the Local Government chtions
within this project and will be discussed in her report (to be submitted at a
later date--apptmdmt:ely June 7, 1982).°
B. Delayed Payments of Salaries and Travel Funds
Quarterly allocations or approvals of payments of salary and travel

funds to contracted employees of MLG/CDAP is often delayed (sometimes up to 3
months). Most recent example: The fourth Quarter of 1981 payment was delayed,
from October 1, 1981 unt:Ll January 1, 1982. The first quarter payment was
delayed from January 1, 1982 until early March. At the tins of this writing,
approval for the second quarter payments had not yet been received:

October, 1981 - regular payment received |

November, 1981 - no pay |

December, 1981 - no pay

Jamuary, 1982 - paid for-the past farth quirter'in &

| j:'fl'imp"é@;'f'ﬁuc not paid for January.

February, 1982' = no pay - -

March, 1982 - paid for first quarter in lump sum




Apr:l.l 1982 - regular pay (extra from ﬂ.rst quarter)
bhy, 1982 - no pay

These delays in turn cause delays 1n projects, delays 1in: project
funding, csnoellation of fleld trips by st:sff csnosllal:ions of t:raining
programs, and lower morale of the MI.G/CDAP staff

| It has been difficult for th:Ls assessor to determine the real causes-
of this delay. However some of t:he viewpoints given were:
. 1. Insufficient or late documentation submitted by MLG/CDAP. |

‘2. At the beginning of the year (most delays have occwrred at that
time) projects which have no proolem, regarding the donor involvement sre’ |
approved promptly for payment while those that have a probleh are set aside,
causing the delay. In the previous year the evolvement from PDAP to CDAP
caused the delay; i.nﬂxepastyesritwascsusedby&rsmcertaintyofﬂn
USAID extension of the project. It was stated that if USAID can assure the
extension of the project till January, 1983 and show that it is actively
preparing a new Project Paper there will be no further delays.

3. One official stated that the Ministry of Budget feels that the
Ministry of Local Govermment is circumventing its prescribed manpower ceiling
b§ utilizing "Speoisl Projects' wherein it.hss. contract employees (48 of the
52 CDAP employees). Therefore, he went on, the Ministry of Budget first
‘alloca:es funds for institutionalized bureaus first, then, later special
otects, mmg . dehy . . :

4. The lwman factor of attitude for and the Special Projects: funds:
(between 1/2 to 3/4 of the total MLG budget).

25
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5. Funding in the original Project Paper was to come from NEDA
directly to CDAP. However, this was "overlooked" in the Project Agreement and
the RSC was a "'special pmjecﬁ" in name only.

Any, all, cr a combination of the above viewpoints may be real. In
any event, the problem itself is real. The Deputy Minister stated to me that
he will attempt to obtain cash advances for the RSC project as he has done on
two other projects. This, he feels, will solve the problem.

. Recommendation: That USAID require in its proposed new project
certain Conditions Precedent that will minimize this problem. These
conditions could include any of the following: (1) Cash Advance of RSC
Operational Budget; (2) agreement or guarantee from the MOB and MLG that these
payments will in fact be timely; (3)/establishment of a KBI number for the
RSC project that would result in direct payment to the project or to.the MG .
on a timely and regular basis; and (4) funds directly from NEDA.

II. MLG/CDAP Staff

The MLG/CDAP staff is young, 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 debilitating factor of delay in pay, the staff has high
morale. In fact, in some cases the morale is high in spite of the delay in
pay. The management generally allows individuals to control and be
responsible for their own work. This coupled with the excitement of worid.ng

toward a 'worthwhile'' goal induces high motivation.
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It seems to this assessor that to wm'k with these young, educated, highly
motivated individuals would be very exciting. The only problem, then, is to
 provide this staff with meaningful experiences. This should be the major
input to both the CDAP management and to the USAID sponsored techniclans. '

Due to the forementioned problem of late budget alloc.at::l.ons for pay and
travel, too often the American consultants have had to travel to the cities
and projects without a counterpart. This has resulted in the Americans being
the ''doers" (or at least perceived that way) instead of being advisers. This
has robbed the CDAP staff of the golden opportunity of gaining the experience
&mtisnecéssa:y- At the time of this writing, it seems that a conscious
effort is being made to "team-up" the Americans with working counterparts and
utilizing the Americans as resource pcrsons, advisors, and confidahts. But in
the end, the Philippine counterpart 1s the person raspaisible for getting the
Job done. The RSC/CDAP staff is often perceived by the Local Government
officlals as young, educated, and inexperlienced. Becsuse, that is what they
often are. Compounding this perception, though, is the American consultant
with all of his experience and grey hair often erriving at the local level

unaccompanied by a counterpart. It is recognized by all that this conversion
of Americans from the role (that was in part forced on them by the situation)

of being doers to the role of advisors and resaurce persons must be phased
into as rapidly, but cautiously as possible. ‘

Could the RSC/CDAP staff assume the role of the American Consultant?
Definitely, yes. But only after this staff attains both the experience and
the respect that follows successful experiences. Again, the major effort of
both the RSC/CDAP management and USAID sponsored consultants must be:
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providing meaningful experiences to this potentially excellent staff. The
bottom-line, though, is solving the problem of delay of pay and of travel

money so that these experiences can be possible.

III.  Alternative RSC Managerial Modes

Listed and discussed below are some alternative managerial mcdes or
organizational formats: | |

A. MLG/CDAP Alone

All persons interviewed indicated strongly that if USAID phase out

at this time, the program will fold. The inference that "something is wrong'
with the program would in itself be enough for the GOP not to pursue it.
'Also, a continuation of technical assistance to provide the potentially
excellent staff of RSC/CDAP with necessary experience is required.

B. MJG/CDAP Rumctioning as Contract Managers

The MLG/CDAP functioning as contract managers who procure locally

all technical services and expertise required by the Rural Service Centers is,
on paper, appealing. However, taking into consideration the existing
.educated, motivated, and committed staff of MLG/CDAP, it is felt that putting
‘them into an inactive secondary role of contract officers would eventually
demoralize them as they would become less and less involved and thus
ultimately uncomuitted. The required technical assistance RSC/CDAP provides
to the CPDS and to the various projects should be reviewed. Four or five of
‘t:he most common flelds should be ascerta:!.ned and those skills developed among
the RSC/CDAP gtaff. Other fields should be contracted locally.

44
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C. ' MLG/CDAP with Continued Expatriate Technical Assistance

At least in the next three years contimed expatriste technical
assistance should be provided to assist in upgrading the existing RSC/CDAP
staff. The technical assistance should be in those fields in which experience
over the past years of the project indicates will be the most needed skills of
the RSC/CDAP. In interviews with RSC/CDAP staff, the flelds most often
mentioned include: Project Management, Business aind, Financial Management,
Organizational Development, Social Sciences, Management Training and Skills

Training.

Prior to a  new. project being implemented there should be a clear
comnitment on the part of the GOP to solve the present situation of delayed
payments of salarles and travel money To pursue a new project with this
situation unsolved vould not be advisable, because it affects all aspects of
the program--especially the upgrading of the present staff due to lack of
travel money. At the very lesst, monies ‘should be found that would allow
year-round travel for the RSC/CDAP staff.

D. Abolishment of the '"Special Project' Status

Having 'spzcial project' status is necessary in the early years of
the program in order to provide the incentive, impetus and initial momentum to
get things started. However, having that status also causes problems (i.e.,
delayed payments of salaries and travel money). On the long pull, the RSC |
program should be institutionalized into the existing Bureau of Local

Government Development.



Recommendation:
‘fPl.lol: Progran Present: Project - 1978-1983
Replicution Progrm New or Amended P:oject: - 1983-1986
(I%w Evaluatian 1986)
Ina:itutimalization Project - New or Anended: Profect
(dependent upon 1986 Evaluation - 1986-1988
The fact that RSC/CDAP has 233 projects highlights the need for them
to begin to standardize and institutionalize the processes whereby projects
are selected, designed, implamt:ed monitored and evaluated--not so that the
‘National Otfice may exercise ccatrol over the cities in terms of projects, but
;rather 80 t:hat: 1t may prove its capabﬂities :I.nrecords management and in

-r-—"

ofﬁad.ng useﬁsl technical assistance when :I.t: :I.s required and/or sought.





