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EXECUTIVE SUMMARY
I. ASSESSMENT OF THE RURAL SERVICE CENTER PROJECT

1. The RSC project is now in its seventh year of
operatiaon. Its caverage currvently i1ncludes twenty-seven
. rarticipating cities nation—widey project activities have also
been i1nittiated i1n seven market towns and municipalities in Four
provinces.

2. Based on experience to date, it 1s clear that the
nroject does possess sigmificant patential for addrassing
developmental rneeds of the most disadveantaged segments of
Fhilippirne scciety through local govermment uniwts (LGls)
adopting & pecble’s participation approach.

a) Faiguwres on subprojects mplemented present partial
evidence of the effectiverness of RSC training arnd techwnical
assistance in building up development capacities of City
Plarming and Development Staffs. (papes 3 to 4

b} Evaluation of sabpraojects has algs oraduced some
avidernce of positive i1mpact on the econamic wsll-being of
individual beneficiraries as well as on the development of
group-conseiousness an bereficirary associations. The evaluztion
has alsa shown that the relative extent to which the tws types
of impact are gernerated in particular situations is greatly
influenced by the nature of the subprogect undertaken, 1.2,
whether it is of the indaividually-—implemented ( disrersal-type)l
or of the group-implemented variety. (pages 4 to 5 af the {ﬁf\

Integrated Report, drawn Trom the Roco Report attached as mzizgi
1 . é;

) Where the situation is favorable (in terms of
concerned afficials? recentiveness as well as of the sktate of
the LG s finanmciral statistical systemd), the Frrarncial
Mangemert S[ystem that nas been developed alza demoneirates
strone notential for enabling LBUs tao tale marly anticipataory
action in resoonse to emergling Financlal difficulties. (pages ,
13 ta 18

d) Current work on four participating cities providge
encaltraling s1gns 1a tarms af mobilizing orivate sector supoort
fo REC—-type activitiss of LGUs. (pages 1S5 to 17)

v siww af all nf I'me foregoing, extension of the
necgeck for ancther three years is herein recomaended.  The
First year of the Chree-year sxtension peviod 1s to be devoted
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to a full-scale evaluation of prejgect experience as of the end
of Jume 1383, the need for which 1s explaived 1w fthe oarapraon
the last two years of the extwsion periog will
1avaolve replication of yefined processes and procedurss.
=1)

followirgy

(nagae

3. While the prorect appears to be making significant
headway in terms of achieving 1ts basic ocbhjective of ooverty
redressal, there also exist ample evidence of gepartures f-om
processes and procedures prescribed under the project.
development of such processes arnd procedures
praject; if found feasible,
replication.

The
1s Certral to the
they are interded for naticrwide
Such diverpnerces between the theory and the
aractice of RSC therefore should be sublected to closer
scrutiny, essentially to determine whether modificationms 1n
orocessas and procedures are called for and/ar

the
implementation reed to be effected,

1mprovenernts 1

Two recommendations emanate from the foregoing
sbhservation (pades 92 ta 11 and 21 ftao 22):

a) A full-scale evaluation of the projsct an
undertakerny, covering all particaipating caities (1) bto wetr2oulrme
the extent and the causes of departure from prescribed

processes ard proceduress and (11} ta effect the necessary

mzxdification 1n project design and/<r 1mplementation.
Thereafter,

the project should be ready for natiornwide
replicat ton.

b A pregyam (as distinguished from subproject)
movittoring and evaluation system should be developed,

and made operational in the soonest possible time.  Such would
enable ths =arly detection and scrutiny of and the subsequent

adaootion of appraopriate corrective action on departures from
aresceribed processes and orocedurs This veitecates the
eronoasal First put forward in the Tenzer Evaluation Report in
L3,

tvistalled

@

In view of present zavere constraints confrormting tne
AT 1raal Government Buadget wihiom may be expectoed bo he

=nd 1m the i1ntsvest or

more wmeaningful local govermnment autoromy, ©The
corecent owork on Fimancial managsment shouwld begin to
the areas «f i1norzased laocal
efficient budget allocation
<f the

T T S I
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e
FeVErE Qen@rat 1o
{page 3. Relatedly,
an—golng Work om0y abe ssohoe
careful evaluat:on 3houwld be uncartken
thhe subzeguent reogliceiilon effort,
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that are takenm in i1ndividual partaicipatarng caitiez are swited to
Their particular situations. {page 17)

5. With khe trainmimng that hss thus far been ovovioeo,
together with their owa preparatory activities, the @8 Ffices
i th four pilot regions {Regions 111, V, VI, and XI) are naow
deemed rveady for the devolution of KRSC Managemant. This is
expectad to take effect on 1 February 1383, The devolution

process 1s curvently expected to cover all regions oy the
middle of 1386, (Pages 17 to 18

Given the significant advantages of regiconal devolution
of RSC Management which is expected to produce improvements in
oot the guality armd bthe pace of ogecigion—makirng, 1t 1s
rzcommended that adjustments be made in the scheduleg of
reglonal tratning to make possible the more supnsbtantive

recommendation that the devaolution preocess be completed by the
end of 1983%. {(pages 18 $o 1P

6. With the impending rnatiorwide replication of the PsSC
apnrocach, the regular unit of the MLG Cerntral Dfric=s tnab will
e exoected to maRnage the RSC as a mainstream program 0§ Lae
Himlstyy snould now begin to be more actively invaolived in tne
wazratliaons of RGOC.  Among the units of the Ministyy, the Buie=au
of Lcal Bovernment Development (BLGD), given its mandate a
well as 1tg curresnt programs, apogars to be the most logical
cnorce.  Loncerned afficials and staff of the BLBE and of other
peritingnt units in the MLE Central Uffice are currently

scheduled forr inclusion in Phase I1 of the regiowmal training
RProOgrAn. ’

In addition, it is recommended that the BLGR tbe
actively 1wvalved 1vm the conduct of the full-scale evaluation
af the R3C project earlier recammended. It is further
raconmevded that management of the REC (ar wnat 18 referred to
az o~vel One tnereof) be turned aver to the BLED by January
L , e shartly therzafter. tpages 19 tao 2@)

I, ABBESEMEINT OF THE FEASIERILITY OF LINKAGRE BETWEEN THE
RSC AMD THE LMIAL RESQURCE mMAMNAGEMEMT (1_RM) PROJECT

1. Givan tThe similarities as well as tne di Flersnces
o s st bao SED and the LRM orocects, couoled wirs ;g fack
.ot boch projects are at this tvme learminn pros=scis,
m@amiopf L Linrapge between fthe feo would be dezieable. The
meaning ol

tihe

wxehange of 1deas and sraring of syperiences between
cwa Trvnjects wonld erharce the chances Yhat the approraches

t-nt a-ce aventually svolved For mationwide rveplication would be
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truly effective in achieving the basic objective. {pages
=8)

2. Because of certain recent developmenis, such lirnrAage 1=
niot omly desirable but irndeed rnecessary: ar Under tine Local
Sovernment Code, component cities will be placed under he
supervision of proviaces by 19833 and (b)Y the REC has osgurn o
verture into municipalities, giving rise to the possibility of
aoverlap with the LRM project at least in the tnree regions
currently covered by the latter (Regions ¥V, VI and VIIIY.
{(pages 28 tao 2%)
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2. Biven the rneed for and the desirability of linkage

petwesn *he ftwo proects, three alternative forms of

- institutional linkage at the rnational level and one at the
regional arnd local levels wesre sxplared. At the mestimaal
level, the arrangement that was considered by the Evaluation
Team as adequate for achieving the purpase of liaskage and at
the same time having the pest chances of acceptance by tne
institutions tnvolved (i.e. MLG and MEDA) was one wihere the 1LRM
Fragram (not oroject) would serve as a funding conduat For
USRID funds for, among others, RSC, with the LRM Brogrsm
Management having powers of review cver RSC annual programs and
wf periodic monitoring of RSC performance. The lead
implementing agencies aof the projects under the LRM Pragram,

. however, wauld continue to retain primary responsibility over
and control of their respective projects. (pages 29 ta 31)

At the repional and local levels, the.llhkage

EN arvrangement proposed irvalved creation in relevant reglons of a
i - Techriical Sub—LCammittes for Local Government Developmernt

.- Flarmraing and Management under the Executive Committee of the
Pezgirornal Development Counci:l for the region. The regional
srogect managers of both projects would serve as coa—chairmen,
amd the heads of the Plarming and Pevelapment Staffs of the
vramerned LB s would particioate as membersd. (oagers 31 to 33)

4, Unfortunately, however, while agreement exists on the
rzed for and the desirabilaty of linkage betwesn the RSC ard
“he LEYM ogrogeEcts, 1t mas et beern poassihle at this time fo
a~r1ve xk a ceorsensus on the specific form of instituticnal
Tiakage. Accaordingly, plrecemeal recommendations are harveilrn
e sed bPaomivamice oonfusion fnat would tend to result in the
irencse of tne linkage as well as to make oossible the
Attaivment of same econcomy in the use of project rescurces.
Thnese recommendations ares (a) lim:t RSC expansiom taba
wnnictoalitiss and marbet towns in regions obher than those
current ly covered by the LRM progect (1.e. Regioers V, VI and
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VIII)y and (b)) withnin the regons covered by the LAM progecth,
coordination of activities of the two projects whare znan
cadrgdlinatiaon 1S Ffeasible, e.pg. trairnivg i1n oroject dewvelooment.
development and 1nstallation of financial mamagemeast sy 352ns
and related =Ffforts at inecreasing local revenue g2hneration and

erhancing budget allocation efficierncy, and the oeveloonont arnd

installatiorn of subpraj=ct monitorirng systems. {pages 33 to
34
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I. ASSESSMENT OF THE RURAL SERVICE CENTER FPROJECT

e
A. OVERVIEW

its seventh

oy
v &

Service Center Froject is rnow in

From the tern secandary cities that entered
the program 1in 1978, pragyam coverage has expanded ta the
current toctal of twenty-—seven participating cities; under the
curvant Phase II of the Project, coverage has alsa begun tao be

externded to seven municipalities irn four orovinces.
Project, through 1ts consultants. has

-t guidelines and
undgey the

The Rural
year of operation.

Y bl Lapd nalied tho

BLRC ct

LY

I

73
¢

Tt :

- - Ta date, the

oroduced numerous documernts that set
various performance areas

procedures covering the
Progect, These have formed the basis for the subseguent series

of orientaticn, training and techrnical asstisrance programs that
have been carried out by the RSC comsultanmts and staftf oy way
aof 1installing the plarnving systems within the participatairg
local government units, principally the City Flawhirmg  and
Developmernt Staffs,

CPDS
B. . CFEDS CARACITIES FOR RSC IMPLEMENTATION

1. Appreciaticon aof RSC Trairning and Techrnical Assistance

st

-
i
'

PRI

L B In general, assessment = f CPDS capacities for
implemerting the RSC project produced the same findivos as

those of previous evaluation teams.

v For the most part; the ©CDCs of participating cities
interviewed exoressed enthusiastic supocrt for the RSC praogram,
and appreciation for the additiormal perspectives and swills
obtaired wunder the various training and techrical assistarnce
programns. Bazed o thelr experience, homwever, cant irnued
training was deemed necessary 10 the areas of  community
organization ard o proaject preparatiian, management and

supervision. '
h & Staffing Constraints and the Lacal Goverrment Code
staff availabilities

The comstraints imposed by

-1

1IN
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relative to bthe demands imposed on tae CRDS by oifer guvaroment

Do OranNs tmainly scononmic  but tricluding et o3 o) A mare
sl matare) covmtlnue to poss gQarffaicaltooms i tavmn oF
Timely ang Ffully effective implementaticrn of Toe RSD orogram.

T i3 eegard, most aof the CDCs interviewed exnech signiricant

relief  from this problem upon wnplementaticr of tne forthocominyg
reorganiTation called forr under the Local Goverrment Cade.
With the prospective elevation of the CPDS to an Office of the
City Flarnning and DRevelopment {QCPD}, the status and, it is
hoped, alsts the influence aof the CPDS will be enharnced) staff
s1z& will be expanded to aover forty; and compernsation scales
Wwill be raised, thus enhancing the staff’'s competitiverness 1in
the recruitment of suitable candidates.

Based on  the foregoing, the prospect does appear
sanguine. To ensure that eaxpected bernefits e noeed
realizad, haowaver, cautionn also wmeeda ta be exercised 1t
implementat 1om. One CDE, for instance, observed Ehatn, 1n the
on—-golng  rveaorganization of his office, most 1f ot 211 F the

staff that received HRSC traiming are to be assigwned Fo bthe
Plarmirng Division, which is of course good from tne ssancpoint
of strengthening the staff's plarming capacity. Implaerentatbion
=f the R8T project, however, is tao be the responsibirlirty oF the
Special Frojects Division.

3. The Igsue of Community Organizatien .

- The organizaticonal changes prescoribed uwnder the Lacal
Government Code are clearly designed to beef up capacibties of
city geoverrments TForr greater local autoncomy. In other woiraszs,
staff capacities in terms of size -and competerce zarz belng
built up to enable full and effective respoanse rnot caly B
present demands but, more imporitantly, Ffutuwre demands which are
expected to grow with ircreased auntonomy.

I $his light, 1t seemd valid to comsider whebthzr the
centinning  expression of need for continued assiziarnce n the
arga  of cammurnity organizaticon shoaald be taken as =an indicat o
of rneed to reassess  the whole RSC  approacn to ocomirurty
oSt St ron. Specifically, considering the ircoreasing demands
ey the crbs, ard cansidering the inherent time—and
lamor—vatensity of the community orgarization process, should
e DS contivme o undnoriate the actual task of orgamizing
e S i e @E, or would it bBe more resource—effective for the
Field worbk to be delegated o competernt laocal institutions,
with the CeRsS caonfinmivg its  rale inm this area to the
cortratting of services and the subsequert marnagzmont tuereaf?
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3. Sub-project Ferformance: Quantitative Eviderce

Figures on sub—-orojects developed urnder the RSC project
pravide partial evidence of the effectiveness aof training and
technical assistance programs extended to participating cities.
From sixtesn sub-projects costing F1.2 million in 1378, the
project had by the end of 1982 produced the establishment and
cperation of 246 projects with a total cost of a little under
P25 million. Sigmficantly, the pericd also saw a marked shift
in sub-project orilentation  Ffrom the infrastructure to  the

income-generating category. In 1378, i1nfrastructure accounted
for fourteen of the sixteen sub-projects implemernted, and 78
per cent of total projgect cosk. In 1382, only two aof the
forty—-3ix prajects Tar the yaar were classified as
infrastructure, accounting for 21 per cent of Ttotal project
poasth, Furtnermore, these infrastructures werg generally
supportive of the income—-penerating objective. Over the

five-year period 11978-82), 1nTrastructira accounted For 88 of

the 246 sub-praojects 1mplemented, renresenting 28 per cent of
total project cost.

Basad on ifimited evidence, sub-prolect performance to
date also appears satisfactory. Of the 246 subprojects
implemented during the 1378-13982 periad, SLlE (witn a total cost
of about PE1.5 mi1llion) are atill i1n woeration, refleciting a
surwvival rate of B8 percent. Further, a learning process
appears %o have taken place as the failure rate (progects bthat
have ceased operaticon over total projects)? has progressively
declirned from 33 percent of subprogects implemented in 13792 to

18 percent in 1288, then to 9 percent in 1981 arnd 7 percermt in
1382,

The foregoing figures are of course not cormclusive; the
figures may simoly irndicate that the more recent subprojects
have ot had sufficient time to demonstrate viabiisty.
Further, 1n additrion to the subprogjents that failed, thers ware
twalve sunprojects (costing PL.7 million) that were authorized
but mnever got off the ground,. There are also seven subpirojects
(coasting  arcther PLIL7 millior) whaose implementation hxs been
reprogrammed for the futurea.

Move imoorteartly. the fioiress do not say anybhing about
the [T atulut=2-¥1 that Toie  place i1 the idenmtaifFication and
organtization of wprogect pereficraries ror about the praogects?
impact o them, Evaluation of twenty—five asubprajects was thus
uridertatens e obtain indicsbiorms of the =ituation 1n this
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c. EVALUATION OF SUBPROJECTS: FERFORMANCE AND IMPACT

-

i. Individual—-member—i1mplemented Subprojects versus Group-—
Implemernted Subprojects

The most significant finding of +the evaluation of
subprojects concerns the differential performance and impact of
subprojects that regquire individual member implementation (i.e

.ﬁﬁdispersa1~type) and thase that involve ccocoperative effort {(i.e.

group—implemented). Specifically, the sviderce appears to show

. thatbs

. {a) Individual—-member—-implemented projects tend to
have betiter chances of success {(i.e. of sustaining operations),
than group—implemented activities,

(b)) Individual—member—implemented projects tend to
have the greatest impact ovn individual associaticn members i
termas of employment, i1ncaome and consequently expendiiures. I
these cases, banefits are distributed o recivients more
directly arnd more  evenly. In econtrast, group—-i1mplenented

_enterprises tend to have less direct and ofien limbed economic

inpact on  association memberdg. Often, only thase members Wi
can be employed by the enterpise appear to receive substantial
heneFikbka, arnd among these, onily the permarent emplaoyees
{usually at bthe managerial level) receive regular benefits.

() On the other hand, a sense aof confidence 1n the
ability af the beneficiary asscciatiom as a unit to promote the
develaopment of the community appears to have been generated
more aften in associations n which the enterorise is
group~1mplemented, subject howaver $to L$the sucecess of the
group?’s  1vatial endeavor. {This is not to say, hbowever; that a
strong sense of solidarity pervades the associabtior. Due to
the above-caited TFinding that most members particicate in the
sub-praojgects only indirectly or on an irregular basis, 1t is
reasanable to expect that most members da rot share the feeling
of salidarity present  among  those wost  benefitted.) In
contrast, since th  success of irndividually—implemented
sub—projects depends orimarily on individual inttiative, the
capacity to plan and work as  a cohesive unit has not had a
charnce tao develan. The role of Lthe associration az 3 medium
through which develapment of the community can be effectively

wahpm



Lt

3

sigml

-

wagdua
oduE
agalb
LM
3edd

IvAr
“aad

AV
TRy
sparir
w17 i S a]
1atns
2&0mz

) e

oG]

Sps 18}

fras
‘gyap
2050
PR ¥ai
e ind
Wy b

acd

I~duz

h

M
“'.:|
[ 0 R e
t—hs
GO B
wiern

et

: 2003 au Y
sl F-_-;‘;j,_,-‘_‘.’_‘z k)

.
03,
,L.:’i,_«

i
L)

1
3

,n
ERY
4

R

LRI

e, 13

b
I

Abﬂ
Iy
| . L
pursuaed therefore tends to remain urrecognized.
S A Choice Between Objsctives?
Hased ary the foregaing, trade—coffs appear to  be

involved, Individually—implemented subprojects appear ta better
serve the objective of improving the ecornomic well-being of a
larger number af beneficiaries. O the other hand,
group—implemernted subprojects ter? %~ develop a stronger sense
of community, a feeling of abillit. =3 a group to work towards
colliective progress.

But are itrade-offs recessarily invvolved? Are the twa

objectives really mutually exclusive? We think not. Am
indicated in the section following, the wviability even of
group-implemented activities can be significarmtly erhanced
through more thorough pyraoject preparation, more adeguate

commanity preparation, and more effective monitoring. With
improved financial performance, associaticons can  embark  on
other activities arnd thereby directly irnvalve a growing number
af members inm association activities, For 1ndividually-—
implemented activities, or the ather hand, Home  means oan
surely be evolived taowards raising the grovp-conscicusness of
individual berneficiary-members.

; In éhy event, the point that rneeds to be made here s
that +the issue 15 sufficiently important to warrant closer

investigation. i the extent that both objsctives can be
achieved 1n individual heneficiary asscciations, they should
both be pursued. The problem with having to make a choice

baetween the two abjectives is ftost it will prabably rnot be
difficult +o make the choice iv favor af i1mproved economic
well-being For a large nrumber of berneficiaries: in the
resulting loss of the community—-conacicusness objective, the
RSC approach would lose a key distinguishing feature.

3. Factors Contributing to Subproject Success or Faillure

In additionm to the assessment of subproject impact, an

attempt Was alza made to aidentify likely Fartors that
contribute to suboraject success or failure. The arnalysis
praduced six factorz that are believed to evert significant
influernce on subproject suceess (1.e. susbainability). These
are:

a. Natwre of suboroject implemented
b, Adequacy of community oreparation prior to

)
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imnlementation
- fgeguacy of project design
Afocess to market
. mxistence of oriory skaills awmomg berneficiaries
- ficaauxny af bra CRRDE memitoring system.,

- A

inge nature of subproject implemented refteers  ta Ehe
distincbtion betwesen individual member-implemented suborojects
and grodp—amplemented subpyrajects. This has already ogen
discusszed, with the finding that 1ndividually—imclemented
orojects tend to have better charnces of success  than
group—i1molemented ones. This in turn 1s attributed to the fact
that, ivr general, individually—implemented activaties: {a)
involve simple technologies’ and reguire of recinients wLa LIRS
riew skillsg; {b? Cwrpend principally on individaal 1nibiati se;
(c) are not affected by interrnal asscciatiocnal conf!icts; and
{d) have simpls marketing requirements.

For simplicity, the five other factors identified as
critical ta  subproject success or failure can be reduced to
three:s adequacy of prior cammuanity mreparation, asdequacy af
oproject design {under which market access and exiztence of
prior skills can be subsumed), and effectiveness of the UMDS
e 1t~y rg rystem. These factors apply whether the subprojscts
arse 1ndividually- or group—implmented.

2. Community Freparation
tUhnder the RSC appraach, one of the first steos
tmat reed tx be taken in the inmtroduction of develocpmental
acktiviciez 1v e target commurnities 1is  adequate  ocommunl by
Pracaras 1900. Tne preparation stage includes identification of

Fformal and  informal leaders who can provide effective guldance
arnd suopnart towards the achievement of development ocbjectives;
1t reguires & bthorough assessment of needs of the bereficiaries
to  anmeurs that enterprises that  are selectsd are Sthose that

Wil o oo most beneficial: it invalves adequate
Or St o2T Al agraparation to enhance cohesiveness)y it shaould
ERR e lude surfficient trainmivng of asscociation mwembers in
varians  aspacts  of enterprise management and operations.  This
P DS 4% er =rage requires the commitment of time, rer | oroes

ard traimea manpower from the CSRDS.

moast  of  tne CDCs and CODS members ¢ "o o1 el d
T e al e that aoegquate community pregarabion SR s - v
urdertab=rr  in bhelir areas. What often hapoerns i+ = ¢
From  *he marangay pears of the RSC agtaivities ¢ -
- - 5‘55
s
/
r
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inguire on procedures Tor participation. The CPDS subsequently
helps in the formation of an asscciation, after which officers
are elected, with popularity the usual hbasis for choice.
Activities are then praposed and agreed o, with little
guidance fram an assessment of reedsy the more 1mportant
consideration appears to be members’® perceptions of capability
far implementing a proposed activity. -

Because of the brevity of the pericd devoted to
community preparation, the assaciations often fail to develap
organizational strength arid coheasion. Allacatian of
responsibilities in planning and implementation as well as the
subsequent distribution of bDernefits are freguently muddled.
When a crisis occurs, members are inadequately prepared to
respond as a cohesive wholey each one tends to go his cwn
separate way; the sventual outcome is failure.

- Constraints ta the caonduct oF adeauate
community preparation have already been indicated earlier in
this Reporti: inadequacy of cammunity organization skills in

many CPRDS3; competing claims on CPDS time; 1n some instances,
lack of commitmernt on the part of CPRDS members corncered. Ty
light of the Toregoing and considering the esserntial rale that

community argamization plays in the RSC sohemne, the
recommerndation put forward earlier for a reassessment of the
whole RSC approach to community orgamization 1s nereln
reiterated.

b. Froject Preparatian/Design

The ' need for ~ adeguate praject
design/preparation is almost self-evaident. A project for wnich
dus account has been taken of market, techwnical, econcomic,
financial, saci1al and operational considerations wanld
naturally stand a considerably better charnce of zucaess thanm
ong where caonsideration of these aspects has been 1nadequate 1 f
riot  absent. Indeed, 1y view of the multitude of factars that
riormally impinge an & projesct, even projects for which
preparation has been very bthorough have begen bnown to fail. If
sauch could happer to well-prepared projects, the possibiliby of
it happening to ill—prepared ones 1s clearly greater,

Examples of tnadequate praoject precaration
amang the RSC subpraojgects evaluated are not wanting. Iin Naga,
the decision to go irnte sugarcane production did not consider
the already kriowrn  problems of the sugar industry. The
Furniture manufacturing enterprise in Ileilo falled because of,

—-F -
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amorig  others, insufficient  knowledoge of mackst . a2 well a5
inadeguacy ococmpouwnded by misallocatron oF Fumco Foes 208 2hions.
The garment —making arajech et L e T dagn Stes Fuep @ Fevom
Gver-oroguct ton ot low—guality  gouas Wil oo s sl ez

dispased of.

Considering the critical imocertance of adeguate
proalect  preparation to project  success, thz matter deserves
more serious consideration in the scheme of REBC. One CRL has
gone as far azs to question the suitability of CPRDS staff,

considering their absolute as well as relative lack of
oractical business experience, to provide guidance in  bne
preparation of principally 1ncome-generating grojects.

Relatedly, orogect oreparatiaon and marapgemnst has neern

identified as one of +Tthe main areas whare orilivabe sesctor
inveolyvement appears most promising.

. Subproject Moritoring

Gbhservations show bthat marny oecoloms 2 factang
subprojent implementation can be resolved if rhe TPDY mesiosers

the activites or a regular and timely basi=z. T R T ol ST R AR

this context refers not tao mere coollecticn arnd Fiite 3 af
tabulated information submitted by asscociabiorn oFfcconts ang,
mch more thar this, to the conduct waf swpstar:
praoblem-oriented assessment of subproject osecations.

of subprojects studied, mamy s=Eact At Lo
menbers repoart irregular or inadeguate movnatorang by toe DU Dk,
The orablem againm appears to be ome of time aveilasbrlity -om bhe
part of the CPDE social action officers. Trhe TUODS 3 tanyg

urable ta direct timely and appropriate respons= bo orobism
that are beyond the wcapacity of benmeficiary &

salve, Thig tends to result i1n a progressive detericwracion ofF
the situation,

Situations such as this arese colearly regreranie.
In general, they represent i1nstances where infusian of a 11ftle
&xtra time and management resource cgould have prevented Far
more significant losses in terms not only of financial
resources but, mare rmportantly, of opportunities for the
sustairned upliftment of target beneficiaries,

Roccordangly, it is hoped that the subproject
performance monitoring system that has been developed and
recently installed in about thirtezen participating cities that
have gon—going subproject= will mrove to be a nore effective
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mechariy am rer problem-ariented tracKivig of snborogject
operatians,

Do - 1 RQ0GRAM MO IR MG AND EVALUA T LON

All of the foregoling provide clear irdications that the
Pragect 15 not entirely going 1 the way 1t was caoarnceived: Enas
iz supported Dy illugtraticns from earlier evaluatinoas. Agait,
this by 1tself 1s wnot rnecessarily wrong. Degartures from
prescribed praocesses and the divergence of actual from exoected
incidence of oroject impact @couwld rather be irndicabive ov
realities that were not adequately takern acorugar wF o B
Frogect’s desigm. Or thev could be indicative of svstemic
deficiencies that the Fragect shonld 1a Fack seek to oocroeon.
Either way, however, such inmstances of divergernce bostween boe
theory” arnd the practice of RSC should serve as flazthzoings o
praject  management that dessrve more than casnal attention.
Farticularly in a project that ig st1ll i Ehe pitlot stage,

such divergences from Project desaigrn rneed to be rovwed and
assess=d  at  regular and Fairly frequent intervals 30 thnst
appropriate corrective action cam be  taken witn relavtive
dir=sparch, 2ither through modifications inm Preogect desigem oe

tmavovems2nts in Frooect amplementaticn.

ivat all thece oot o 13 the oribtical  naeed,
paccliDuzac s a2 prolect such as this, For a woriing svsbem of
DT am fssw Jdistiragur shed From  cubproazat? Mo LTenst g A
gvaluatior. HE @acly as 1288, bhis was alreadvy nionlight=od i
the Tenzer Evaluation Report, Ta date, however, four vears,

gleven Cistaes and about a handred sub-praiects {ster, program
mortecrirg & evaluation have nat  been Formally incorporated
ivto tne Project Management System.

Whatever evaluation of the program that is carried aut

e a reasonably regqular pbasis 13 undertawer through  the
be-ammual  evaluabion reguired uander  the Mroject Ggreement as
et 23 Lie pariadic comsultative conferences with  the
particinatinge cities. Theze, fnawaver, do  wot suffice. The

De-aandal evativations are carried out over gshoer perioos of
five %o six weehs, whilch allow no mora thar & limited sampling

— e — -
of t-=2 | ltuie

i

and of the various aspects of thne oragram: and
g c=2xreod 13 too far apart. The coasultative
nothe other hand, present oaly tne perspective ofF
Iementors, and documetation has heen very weal.
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Thais 15 rmeot to dermaigeate rhese Her, T IR TR
osevdvide salueable wrnsights wtabo the aragreose, -« v oo rcn gango
and  tne oradlsws aT the oeogram. Fhrooacty R 1
monterences, Fone oFf the memnesr crbres AT Do SOAY L rAaver
cecived useful lessonz Ffrom the gqnecrience o DTN S e TC I 7

C s 1@, which bave helped to 1mprove their ouricorgance. T
agd 1T 2oy hawever, there is reed for systewst = and cont touing
WO UL O 111G ard evaluatiaor, which DroOvYiIoE vimetry ANy
vl l-documented asgsssments of what works, wnere the progeam 13
faltering, the reasons therefor, and what apoear to o
reastnable alternatave coursss of  actilior. O thais bazi=,
progyect managemernt can tabke gound and timely decisions
affecting program design and execution, and thereby anhance t-w
smTather  and more effective 1mplementaticon of the nroject.
This 15 essential in any project, and all boe mee e 500 s o
n1lak praject which, if found feasibhle, 18 .Aatandsr Foe
natiorn—wide replicaticon.

Recagriitiom  of this reed has wot  besn —oascraes Lo

Tewnzer 1n 1984, The wveed for 1t and the desiere Yo T cn e
been zxpressed by the majority of bhe sertae -~ =78 5 L
Fresecs Management Office. What remairns 13 A wm&aouerasd
decisziom  ta move  ahead with 1%, and therenfrac tor ez | - 2w
tmaiemant Ehe Aporoprlate system. Tmvs  eonid Loey tey !
renresent the orincipal directiorm of the oroalect o0 4 s
YERr It =0, Indeed, it is here:ir recommendod that -~@2F®oe =2 a5,
Furiser aresa a2vo’arnsion of the RSC i1 attemubted, =807 . oo
morttorin and 2valuation system oe Tfirst develooeao, 1ot ol
arne ooerat iomall zed 17 A Eharongn assessmen- W F ez

exasrience ta daca,

In this rogard, 1t wonld, Fayr ingrance D2 rsara, oo
Caryw auk some Torem of statistical armalisis of -
MR RO tor date. Soecifically, the arnalysas  wenC :
divectred  towards  identifying coritical deteminatue of edfrecti s
arhigeanant  of Project objectives, baotn &t bhe levet: ot tog
cities armd  at  the sub-project isvel. lgeneiTroativay i suah

teterminants wio g proavide a mIr2 syskematic biasis T
agTessing the relative state~of-readiness of rtndiveidazil s tex
Fos  Aenenae s, e PRL zpprosch, and accordingly., & solar. s
Sy TUritrzaf oo axf caitires wn terms of timunin oF estey iooe Ro
RS pryecpe Gm. (1f desived, the zzsessment oould ALy o, @ sl
PO D Fom dectsions te droo currestly-particioaticg ZiT1es oo
Lrm O igrant. Suitable approaches to bhe antromanesion or Ene
FRO anc-~oach i1 gach crhy could then he caveloned depewidivg o
its srave-of rzadinass, Dizmar ty, 1n +thosg oibttrtes which sre
A crgod o ange, direct iwntrodaction of RoC conld b2e 2FFecred.
.._1]2..



Irvi others, however, btime winlgd clearly need to e e aooo, and

Lot 'y

et rpeses bl 1y game Ffarps of 1aoncement and assistarvsz, oo e 1o, Lhe

T s caibties o oo s om oxiz ownere the RSC aopeoach beocow sz oz forranle

ey oo onoes1itian, Ttvi-ztign such & 2 systemabis ~tagz: . ctrmabtion af

4o citizs, conziderable wastage 1n  se@esouroes ST 2ce Doaing

T ., terseasingly  scarce, as well as much disilluzicn i2nt, can be

08 s avoided. A zimilar type of analysis undertaken o .abe orooects

v "wouwld provide the same type of benefits.
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“rns o 1. Buppot Levels foy FY 138284
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Ties 4 budgetary difficulties cowntainue to  namoper progect

Fzmas T P aperations. Perhaps in large part, oparticularly in more recent

;:years, this may be attributed ta the daifficulfies thar e

Philippirne esconamy 11 gerneral has been gouing through. o ooseb

e T : ahowevar, it may also due be due to the relunctance —~ e o

ey maviagemnent to apply stronger persuasicorm an the HBaonpet »o-rsac, .

= g for higher sSuppord levels. In part, the eorooalsm ws, o500 L

ey related to Tthe orogect’s spectal ovroject status, Bl o,

CivF whers exismsaons of  USAID assaistarce toe  the orosoct | gew

na ) invalved, budgetary difficulties arose  from os=is.os 1 b

a3 conplatian of oraject documentabion.

R

e e [N 1382, due ta the delayed sigrning of L Dweraduas b oo

Bz the Projecr Pgresment that extended the PACD oy a0 p@30

.o beyornd 32 Juwne 17381, e orovisicon was made Ffore e Peogaect
under  the Gerneral RAoprooriations Aot (A . I WiRI, MOGWE SEry
akla to abhtair some allocatian from the Forteun-R3ss:s<ed

5y . Praogjects Support Funds (FRPS). The amount cbhtained oy ooy val

e .outlays, hawaver, feell far shart of regquirements Fooee

- . reimbursement. Sx that 1n 1983, wnile the prolsct succesded 10

- - cbiarmiyig support urnder  the GAA, the amount granted was

ERE : sufficient ownly to cover muach, though sttt s0b all, oof the

. back oy s TuOh—araject reimbursements. Tn 1984, «gaitn dus T

TS the delayrd migrhnimg of  APmendment Moo 7 tnat =s=stenced e

- projact Foo~ =+ 11 armother two years beyond 32 Junz 1984, thz
projact agais falled &0 ooialn apprapriatilans uncer ons Hos,

AT Wmnile 1t was able btx  ocbtawn operating  funds From FORS5, no

= amounal was prosided for cacital outjavys.

i

Rl The net e7ffect of the fForegoing ras "2en & virtual

e '3 standsty ! tri sub-peoject anthorization =ivce 19930 Ia Ehat

e yvears, antherit y-~to-oroceed was granted b2 onty ane sao-or ogects
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=l € 1984 to date, nons. Further, thers remains ot 25 ar ) an

fox o date ceimmncrsements To partioinating cities 1m To® sawe. .t o F
o Miidieny, fom of which are for sub-ororert s oo, enanhed
e ] E.

2. Tasgible Implicatiorns and the Meed bo Sxglarss

Furnding Alternatives to Sustaim Program Ooarab tons

The virtual standstill in sub-projgect  aucsoetrzation
could  have some far-reaching 1mplications. Fevy 1e Lo, 1ace of
funding canstraints, the processes of  organizing  Favnet
heneficiaries into assaciations and of subsequent sub-oroiect
identificatian ard proposal
comnt lnne, Due to the 1nagequacy in back—-up fundz 1n 1983 and
1tz  absewce in 13984, howsver, projeckt mapagement his doomesg tr
orugent to hold of f on the i1szsuance of authorities—to~grocsed.
Target Serneficiaries are thus held i1n suspernse.

renarat 1on EYdTe a1 E Y LDy,
o]

-

The danger here lies in the fact that,

wheare rhe
aroapran anproach has been effective., the

DS B =Tk O B

corslsusness of  communities has been raised. Thew v crees,
made aware of the Tact that, as a gr oup, Ehﬁf Fenreses s 4 Tioe
that Carn effactively articulate Ehewr Views Y
goverrment, Mnd  they have been made ©

Lo Gelimve Lomar »ae
government  will  be respongive to their lesitimate -2 000, o f
their siborojeck oroposals

ar2 thus 1oft hangirng wouch 1o s .
the program that =tarted oub with the laudable  wo. wnse .« o r
awakaning 1ir cammunities a sense  af corrbeerd e g

destinies could end up with pockets

af gdilsirilurstiooment e
sffactive Fforces for doestabilization.

Meedless teo  say, such an eventuality wusk Lhe aval “ea.
Some of  the concerned CDD's  Mave gone so far as %

willinmgress to suffer lorng delays in
1 ek st cdl ate issuance of

RSN L%

reimbursement st to
sith—projeet aubthorizatyon. R
seorohension 18 that, gtherwise, city officrals may »o longer
pitoesrde huddgetary supoart for the program 1y 3nooeeding yesrs
as  the saopect provided this  year remalns unutitlzed 1. the

Fnence ~F necessary project  autnorization. Rz of  tnas
vt g, Frotect Mamagement hss ftaken a decision  to ismis
sobkhcotazations -to- groceead, with the explicit caveat Lrias

resprhrgysgnents wall be made as ang when funds bheooampe &

- Lhe puroose, )

Urntai the orojlect becomes a mairstesm oroocam of the
MLS armd regular furds appropriated therafor, omther altervatives

st bl reza to be  exolorsd, such 3s the possibicibty of Facping
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the Eooncmic Support Fund (ESF

Y tor sub—-oroect financinag. e
use of G0t D gyraat funds Fforr the purpose could also o
erolared. Frovsisaces to bhis effect had wn Fact owen embodiss
i the fwended “vazect Faper for Shis urogect: 15 WA,
howaver, mwat carried v the Amendwment to the Froiect Moaresmcnb.,

Wnere oreagect edtenstlaons  are  envisioned, Q1o v arnLeneEnt
will alse need to be made to prevent a repetib o oo
and 1384 experience, where the timing of the

Amendmevts effect:ing such extermsions precluded GRFE cueowat to
the pragect under the GAA.

F. THE FINANCIAL MANABEMENT SYSTEM

Over the long hawl, however, the 11aeax 1s for
goverrments to Tirnmance ncreasing ovoportions of  progeam
requirements aut of  locally-generated r=ecovczs. Tons,
glemert of the Mroject  involves the
govermnment canagities for firnancial
peneraticn arvgd mobilizatice of
swoaoet of

tocal

A RBY
sgrenpgbheniag orf Lol
marpement, Lnol:a ey 30 LR
agditional FESINCT 3

RRL-% yoe develooment activibies. Towg a3

A T e
a firnarnc) i managoement  systsm LFMS) has ho2ern drve oosms o

sested, &t is ocurrvently uwnder installatian

L T I R L L
loweal gusveoranl,y noits, including provinces and muniorpalils Lgs,
Act rvibies ire alass 1rn orogress  towards mobllizieg oitovat e
sercor snonars o BST-ftype activities.

tmm S8 that had peens developed

was plict -Tested U
1282 1 tme cat

1€ =f Bacoclod, Calpaycocg. Napa and Olcoge- -
Ingiveduchion of  the system has subsequently been 1mitisted
e

1
ten local gover rment anats: three {3) provinces, Tthree (3
man craaligees amd  Four (4) RSC cities. In these tew LGH =,
orieatatimn Temirar—-wortshops have beer conducted, and
Rist.yorm2? daks—-collection activities ard subsegnent
frer evasting are urrently 1in progresst rmplementation of the

RIS 2 53 2 0ad avetem isg 2upected to follow thereafter. Expansian
of  tThe FHS coverage to thirty additironal lacal government units
182 2onar anmed fore 135, i corvrdimaticn with Tvack 11 of the
Loal Temogr L@ Mar agemant Fraject.

L T YRR T e evaluation have been ad sonowledged
W A s It o tae #wntire process. This 13 clsarly the oz3se, as
e TG rd o Lhe Fact that i1nteoduaction o tne FRS in the Ten
oozl goverrnment uwnits was  initiated without benedii of any
asexzagment af bPhe orior exoorlence it thae foanr o1loct crties.
_53__.
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A part of this evalustion of the RBI FPeujeck,
discussions  were held with concerved «fficials of twa of The
Foewrr pilot citiss  to obtain an idea of whether ard toe sxbtent

Ly owbhlTh the  FWE was peinng used, and 1 fF used, atw w20l ih o wes
WUt H IO, As 1k Fuarns ous, performance has DEen gulte
Jizzarste. [n RBacaolod, the tnkezs - -r oFfF v a2 0G was cesmed -
grffTicult 1n view of the Tacr thar the svsrem cag-2atly 1n

slace had been in use For a losg  time and ottty ot ficials
conceirned were very comfortable with it,  Accorgingly, che anly

element of the FmMs that 1S made nse o F 13 the
reavenue—aexpenditures prafile;, which 15 undated =2z officiazl
figures come out of the Treasurer's S P Ly usal iy

three—to—four months after the month in guestionm.. Thizs 13
covisidered useful Tor reference purposes.

In Naga, a simple version of the system i1s very nucn 119
use For managemeaent purposes. f FMS fteoam  coenrnoeed of
repregserntatives from the PBudget 0Office, the City Treasurer’s
affice and the CPDS produces momthly forecasts oFf reverass and
gxpenditures for a givern year at the start of the fiscal yezac

1 question. Actual figures are them enteraed o 3 mantnly
pasis, wiith afficial figures for each momth usually pewen nacs
avalrleable by the Treasurerds Lffice by the mudi.s 5 o
Foliowirg moEh., Comparative analysis 18 mace . A T
performance agairnst  forecasts and monthly repocts Dedree, o0 o
g the City Mayor, the Sanggurmiang Farnmglunsodd, She Deeosurs =,
the As=assar, the Budget Officer and the TL7. LRI M)
sigrmficant divergerces ooeuy, these are highlaiohked o
apprapriate cecommendationsg Fovmulated. Sr1grmr T et L, tan s

has been evidernce of the system’=s ocubtouts beaairg used as 1ndui s
to e1ty decigicn-making affecting city finances.

Evaluation of the pilat experience wounld have proviosg
valvanla 1nsights 1nto appropriate timing and aporoashes

T
local govermmeant urnitts towsrds introduction of tne FME, xs wall
iz the snttability of the design and the degres of d=2tsi L of
ne mregcraibed forms.e For the tern other LGW s where the wvastem
15 courrently  onder imstallatyrom, the point 1s at this stag@
la,gel, moot and academaic, For  the thirty -2dditional LiEW s
necgramned o 1285, however, this 18 wnot the casg
Focording by, ik 15 herein recominended  Lhat, hefore such
2 enane v Uracoeeds, an in—d2pth evaluatiornn be mnade oFf tphe

poaeyieEnee 3fF the  Four amitial pilot cabies az well as of the
ten LSWLs where the system 1s curerently being ivbhvodaced.

alzo  recommended that the discussion sessions

it is
recently been 1rabtlated betwesn thne FMS consualtant

that haw =

__lq.—
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—rree ot wodg rEgelar Dasts S0 thas the ..
weakness of +the =varf

1 wpuablic fainancral aranl /5308 ntas e
gufficiently overocome arnd 1a time o enable thnem “ 2 adac 2 S
instituticrmalazatiorn sctaivities after the cunmgu.swnt’s tarm
shall have anded, {Buch comsultations shoos o Sicer De

established and <carrmied out on a Frequent and rogalzr 2asts
betwesn the other consultarnts arnd the rest aof trd -

LaumtEroart
starf to effect wmeaningful techaclogy trausre. - btne local
staff.)

As designed, the FMS wauld ezsentially provide a city
gavervment with an early warnimg system concerming 1ts state of
Finances. If Erends should point to a sigrmificzant rmopenoing
revernue shortfall, Ehe c¢city govervment 12 afforded time to
either prevent the shortfall o, Ffailing that, to 1dentifv
areas for and decide an expenditure cutbacks, x» both. By,
itself, this i1s a very useful taool fFor caiby marnacsn ~t.

Clearly, however, this 13 inadeguate.

abjective of  according to Loeal  Soaverrment  Ueikz oo

avktoromy . 1w their operations, tmgebhes wirh Loe Sloare

realitbios confyrount g the Matiomal Gevarsmond . vy o3 olong~is
necessary to ralsge the capacitires of LGUs Fopr L CEVELD
gerneration  as wa2ll zs o ennance their processss Tor #7F L0 E0%
resoirce atlocabion. To date, nothing bas been coez -v B4

regard.
G.. FRIVATE SECTOR INVOLVEMENT

In the face of i1ncreasing constraintz on grvernment
FEEOUTCRS, parallel efforts are also beirng urdertaken wndasr che
Froject tao harmess private sactor resources o supcort RSO -tyae
actisitares. This aspect of the projgect is still very muaan ier
the preliminary stage, and is carried out princically by -woe
lacal comsuliant whose terms of reference 1s qot cond ined o
P 1vate sectaor involvement bt alsa covers the Tongt roand
cuoaeent as well as  the integration at  the mitv—-tever  of
g mgrams of national government agencies with REC activatie=s.

the consultant covers the  four
Iteezla, La Carluota arnd Legasp:. As
Ly lvaviant 1 concsrned,

=}

citiex T BRubuam,
far as oarivate sectar

the wor involves:

a’ familiiarization with any orivate se2cicr {generally
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civie clubs and similar organizations) activities that, like

RSC, are directed at uplifting the disadvanbaged segments of
the city pupuiationg

=3 familiarizing such private sector groupings with
the RBC activities of the city government;

o) encouraging separate private groupings to approaach
their RSC-type activities inm an corgantzed and coordinated

fashiorn so that unnecessary duplication and overlaps may be

- avoided and complementarity rather ernhanced; and

dl gernerativng interest i a lirnk-—up with the city

government again to aveoid urmecessary overlaps and enhance
camplementarity.

Irntial findirgs show that, 1n all four cities, varicous
private groups are invelved in varying degress 1n the execultion
aof RSC-type activities. In addition, comsiderable disparity
exists among the four in terms of coordination of RSC-type
activities within the borivate sector and between the private
sector and the ity goverrmenmts. Im this regard, La Carlota is
clearly ahsad of the rest. A private develoopment foundation
has been set wp by different sugar planters, and livelinood
prajgecta  are actually already in operation for tne benefit of
the poorer segments of Gthe papnlation. Signiticantly, the
pecole’s particiocation approach 15 actively applied iv: the
identificatiorn and the operation of projects, Linkages have
alexs beernt egtablished with the city gpoverrment; and have been
cperationalized 1n a cattle oreedisg-cum—dispersal project.

In Legaspa, a eivic
marketirg asaistance to an
has offered ta
necessary

argarnication has agreed to extend
RSC sewing progect; ancther group
help in the marmapement ~f armd tne provision aof
skills training for amnother floundering RSC project.

These two civie graoups, together with three obthers,
already agreed
crpganzation

have
im priviciple to arpanioce themselves into a core
throunoh which their separate RSC-type of aperations
can be coordinated, prssibly  even aintepgrated, vot only with

gacrh other but alse with similar activities of tTthe o1ty
goverviment.

Fl

In Ilcilo, the interest of wvarious @aivic geoups in

cocrdinating their variaous REC-type activities has been
penerated, and the ecaty pgovarnment 1s  currently providang
active sunport to the establ ishment of a Civic Clubs
Cocrdinating Councald. In EButuan, there has been very little
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contact obetween the c:ity government and private argn) Tabionsg
RSC efforts are ourrently  focnsed on c«aaerating rnserest an
civic clubs ta form themsslves into a coordinating Organi 37 10m
for RSC puwrposese.

it seoemszs clear from the foregoring that possibilities
def1n1tely exist far establishing closz2 working s @letronshlies
uith ragard to RSC—type activities between the cabty covacnments
uand, the private sector 1n their respective jurisd: - 1 s, Th=
deszre to forge closer ties gernerally exists can orax Hes, and

thls shonld be maitntained through aporopriate ar . =astarned

_.Eollowmup actrorn. Most importantly, as rnoted by the Consultant

" his Intarim Report, such relaticrmshio can develep and grow
Qﬁly in a climate of mutual trust bketws=en the two parties. Sy

i hoth . sides, this will reguire clear and cansistent
demonstration of integrity, effectiveress and arn ability tn

gitiss oconcerned.

riga above parochial concerns towards the common oblective of
merving their disadvantaged constaituents.

Everntually, whatever approaches are avolved feoom bhe
currernt  woirk on the fowre cities shall pe aoolizd 1n the rest of

the RSC miti=s, Aard possibly rietrorwide rheroadlern,
Acoordingly, T e aamportant that evenn abt this L SecT

praoject staftf  zmd athers who may e 1rvia lwerd 1 evernrual
replication vi.e., Mirndistry certral and yegicnal  sraftf)y e

brovant 1 and  asctively  work o with the comsulbant in ¥ .1

ur

uridertaking. Thereafter, the experience 1vn the four crbres
will nesd to be closely studied tae ensure tThae v vho-
gsubsequent pfFfcrts tw praoamote private sector ravolvemant i Lne

rest of Fthe parcicipating cities, such aporosz-t: bthat are

takern would “er sniited to  the particular sitaaz s af toe

TH, MAGASEXCNT DEVOLUTION TO THE REGIONS

Py

«

1o Prenparatory Roctivities and the Timetable of
Devolut ton

The Frogect is currently 1n the process of devolviag
mansgement of the !SC to the regrors. A three-cycle ser1&s5 aF
traivizng programs is  cwrently underway in four vee-ars (111
V, VI arnd Y1) ta orrent MLE persovirnel at the sub-rmnaticrnal l=v=1
te the rancent, the approaches and the techrniques of the R3O
mroject, az  well as to enhance toelry sanagerial <iidills, The
Fivret two cwveoles have been sompleted; th2 third s scheduled to

-.17_
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NMETD coverage oT all regilons 135 exoected to be completed 1 the Yast
et quarses of 13585,
In the meantime, follawairmg the issuarnce of Tirenlacs
Hren No.  R3~2, 83-5 and 83-27 1n Jaruary 1983, Maron 13237 ad
A ) Dercembaer 1983 respectively, the MLGEG affices in the Ffow orlob
bne regiong  have beew urdertaking theis awn precav-ations Tor the
ka0 - much—awaited devolution of RSC management. Iy Repgiowns 31IL, W
LT ; and VI, the MLG . regional offices have created separate and
Liod ““distivwet specialized units to hardle RSC arno other special
AR . prajects. The MLG Regional Office in Region XI has gaone
i _farther to provide a built—-in mechanism to integraste KRSC 1nbta
fida Sthe mainstream of MLB operations by streamiining S92 wntire
oD _regional machirnery. Specialist staff positions have been
R ‘created at the Regional, Praovineial and City Officesy and rield
rvnee ‘workeyrs bave been reassigned from the Municipal and Baranpay
- ) levels to the restructured Regianal, Frovimcial ard City
Bffices. Further, together with the other MLE Regional DFffices
T in mindanac, vLG Repion XI has formulated plams for the —~orguct
9”1 of a  four-month “pre-gservice" ftraining Trom March to June 1985
STyt

to orepare desigrated specialists to effectively rescond to asw
B v Job  reguirements. Concerned staff from the thvee otner pilot

gt A

3 regliong have beern invited to send participanmts to the svogeam.

e

ool
ol Given these, and the first two cyeles of training toas
v have been carried ogut under the projgect, the MG pirlot regional
Het affrces are deemned ready ta assume such managaoment
L responsibilities as may be passed on tao them Teos tne RSO
R AT Froject Management Office, This 1= expected  to are
m Fe raperational effect " from 1 February 1983, with a deafl 2ivrcalarc
.delineating the furwtiorns of the MLE pilct regrornal offices 1n
i the management of the RSC projgects reaogy for Bhe Minisher’s
am o signature. Pavoclution tao  the rest of the regions 13 expected
™ T nske effect as  they camplete Cycle II aof the thres-cyeole
training  proagean, 1. B arr the third guarter of 13985 Ffor the
Ta2 rawt  four  cegions and 1 the second guarter of 1286 for the

last four regions.
. Bevnaefits Expected of Devolutiown

1t - Witn regionalization, one basic weakrnsss  1v the RBC

th * mrganmizatianal s=tup, 1.8., tne absence of persornnzl stationed
s v btihe fizld onm Ta movre oy lass permasent basis, 15 being
oz oW corcectead. Devalution af  project management  tao tne MLE

r@gLZral acffices should enharnce increased ocontacts betweoew

e . — v dan A L SR e e ———
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_praoject managemart arnd  the ci1ty goverrment olisatels
) |

& as
gECcgrapnic distances are shorterned and oarnib oo oo moate
reduced. Givern tnais, anmgd Yhe more intimate Ffam:liarmicy That
regiltnal affices passsss over conditiams conmteooest g tucal
covaernment nrild s i their regpesclve Ire;as of vraons1n: lity,

srgnitroant imoravements 1m beth  the pace arnd toz2 soatity of
. demision—making over project matters may be eXpectec.
Given these advantages, it would eclearly ke i the
af the progject and, in the final amalysis, of the
Fprojgect berneficiaries if the pace of management devolution u2rea
Zexpedited, Accordingly, it is hereirn recommended that suitaole
adjustmerts be made 1n Phases II armd TI1 af the Ragtonal
FTraining Mrogram o snable tne devoluticn of RSC danagement bo
. take effect 1n all regions by the and of 1385,

3

3. The Project’s Instituticnal Status and Itz Flace
Withirm the MLE Central OFffice Orgamization

The repgionalization inmitiative rnctwibhistand g, b
Project  remains in the pilot stape, 3and &hiz 13
pending he full-scale evaluation earliers reoosas e LT
wonild establish  bthe suitabirlity of  procss<es o2 o

z P .

Bty
[}
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ful

iricorporate appropriate madiFications/refinaments ot~ 0
rationwide replicaticor, The orolect has accordiagly ey o
specral projsct which, tagether with sther special proage—ts oy

the MLG, Talls under a unifying umbrella. Tnis arranneness 1
gexpected to be mairntained by the new Depuaty Misnictes *o

it}

Sipt e L
Govarrment Develapment. This - taime, howe s & Full-Time -
Executive Director to head the umbrella will be aspoinitoc, o
zhall report directly to the Deputy Jrirorstes  For Lacal

Boverrment Develapment.

- Frevious evaluations have roted a basie flaw 1n S5
institutiormal  arrangement withim the Mrailgstry Canceral 287 :ce a3
above descraibed. Ard that iz the contiruaing abnserces of linva.e
beti.ez: the REC oroject managemsnt and the repular tuslts of 02
Marmisty Oentral OFffice, Aocoordingly, uridesr Nmendmernt e, 7
which oexternged fthe Prozect for twa years beyvomo 29 Jfune 134935,
ore mf e Conditiorms Frecesdent was Ya soeci1al imolenesration
plam with suzpense dates describing the oracgss Ly whaich the
RBC progect will bpe absorbed within the mainscrean ooeraionms
af the Mirnistry of Local Governmenk's onregar aod gseglonal
offices ourisag Lthe mext bwo yeagrs. " SBubseguently, Sowever,
the GRFE and the USAID agreed f*o hold this covditr-n v abeyrnce

perding devoalutiszn of REC marnagewent to the thinistery reglanal
affices.

e e e s 3

- T e -
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As  earil:ier noted. such develution 1s expected to tabe
efreot Fraom 1 February 1385, Accoerdingly, 1t 15 AW AeCessSary
that the wmt at the MLG Central Office ftnatl will pe 2xeoected
ta manage the RSC  as a mairnstream pragram 13 finally brounghs

into the picture.

-4

%

- Ameng the units 11n  the Minmistry, the Bureau of Local

LN

Boverrnment Development appears to be the most logiecal chaoine.
'Unde=r Section & of Executive Order MNo. 777, the BLED has been
—ftasked with the formulation of programs, the cocgwect av
5 research, the provision of technical assistance and the
X administration of training programs to develsp the capabiiaity
af loecal governments for development managenent. Towards tnis
& end, a comprehensive pregram called Systems Operations for
. Local Instirtutiornsal Development, ar SOLID for shorit, was
¥ develaoped in 1383 arnd 13 currently under implemetation through
™ the MLG reglonal offices. The propram, which is composed of
four  sub-systens, ViZa Lacal Goverament Development Tralning,
Cormsultancy and Taechriocal Assistance, Local Goveremment
Develapment Assistance and axcal Goverrment LDewz2lapment
Research, cCoOvers the argas of Develoonent T laannsrigy
Orgamization and Marnagement, Fiscal Manapement, Engrn@sciag 204
Infrasterncturs Develapment, arnd Loacal Coanounls Sntesor) Ze
Develapment.

'
i

]
4

ne Tunctional coverage and the activaities of SOLID are
clearly similar +to  those of the RSC  oraject, arid the RSC
ari-mntatiory towards the poorest sector of society as well =3

the gmohasis placed on pecple's participation reocssEeas
imperrbant additional dimensions that would i1mmeasurably enrich
.. the BLGD orogram.
<k
Acocording to the fra)ect Director, Bureau-lLevel

Officials and staff of the Ministry will be braought in at the
sec. wnd nhase aof RSC, training for regional and sub-regional
persormel. This would certawinly represent an appropriate first
st =, though clearly only a first gtep, towards the eventual
tirrarsfer of averall management of the praoject (oo at least what
1= referred to as level orne thereof) tac the BLED. This snaoulo
Be accowmsanied by meaningful measures to sffect such fransfer
by the ernd of FPhase II Training, 1.e., January 1386 or shortly
ths-=aftar, Irndeed, the plan called Ffor as a3 Uowndition
Piraradent wurder Amerndment Ma. 7 should rmow be drawn up, and
mage arn  integral part of whatever reorganization aslan may be
foemulat=ad for the RSC Project Maragement OfFice in respornse to
the impend:nn devoluation of management to the regiornal offices.
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1. CONCLUSITNG AND RECOMMENDATIONS

The bDasic corclusiaon of this evaluation 15 “hat bre PS5O
ig mnot a2t this +time gquite ready for mnation—wiode ,=2clicatior,
and™ therefore can rot as yet be irntegrated 2% a mainstream
T program of the #Ministry of Local Goverrmernt. Soame of the
prQQESSQS arnd procedures that have been develoosed nsed to be
regiewed and subsegquently refined, mocdified, o+ a&alkzqgether

:digcarded. Other asystems and process are still currently ia

ﬁhé* atage of developmert. This notwithstanding, however. it is

:ic&ear at this time that the RSC agproach does poscess

Eriis

o

-\ﬁ;gnificant potential for effectively addressing devel-omentad

heeds of the most disadvantaged ssgments <f socisty throoan
orientat10n and capacity—-buildivng of local goverrnment urits,
ﬁpaciflcally o1ty goverrnments.

In light of the foregoing, the following are recommendsds

- 1. The RSC Fraoject should be extended for ancther
three years, from @1 July 1985 to 32 Jurne 1 .80,

2. The firast year of the ewbtension should se
devoted mainly o a full-scale evaluation of
progect experience as of the end oFf Tare
arnd the subsequert modificatron, refinsme
disecarding as may be deemed apovrooeriscs of
procesaes and procedures that will kave besn
developed and pilat-~tested by that bime. T
further enrich the evaluatiorn arnd modifrcat oy
refinemant process, the LRM experience as of
that date, shauld be taken into Ffull account.

e
:1‘ 1

4]}
4 }q

The principal ocutputs of the evaluatian oma’
refinemnent process are as fallows:

a. a workable system for program morrs 2 or 1y
armd evaluation, includirig gocumentaciomg

b. processes and srocedures bthat are ready
for replaicabtiong

C. identification of processes and pracscures
that should be altopether discarded;

T (o T e G T LN i counst ol ehasang FSd

- o= LT TR m‘ TIRETE o
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s - d. tdentificatran of supporting inputs
necessary to enbance effectiveress of
processes and procedures deemed yesdy
for replicaticong

2. & warkable system for assessing tne state-
of—reariness of individual lecal goverrmnent
units far adootiorn of the RSC asproach;

T & ranking of all secondary ditigs in terms
of such state-of-readiressj

g. selection of cities for the next stage of
replication, and correspondingly

f@é@rj identification of curvently particinating
) “' cities that should be drooped From the
e program;

h. & typology aof sub—-proiects in terns of
relative potential effectiveness For
achieving Froject objectaives.

[}

- idnme developed, the program momltoriyg &
evaluation systen should immediatrely be put in
Blace and wade operatirocnal.

. T further speed uo the regionalication process
the €razaing program Tor all regiornal officos
shonld be adjusted to emable devalution of RSO
marianem=nt to take effect 1n all regarons hy the
end of 1285,

o. To enhance 1ts capacity to take aver
mawnagement of the RSC praoject (at least
level one), the RBLGD shanld be actively
rrvalved: 1n the evaluation anmd refinement
Grocess.

& During the evaluatiorn anmd refirement peyaod,
expansiors of the RSC bsyond the current
twerty—seven cirti1es and severn municipalities
should be held in abeyances

7. In vaiew of increasing constraints on thne
rMatirional bovernment Budget, additional sources
= f funds -for sub-project frnancing should be
avplared, such as the possibilaity of Ltapning

——
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the Econamic Snpport Fund or $he use of USAID
grarnt furnds. At same time, howe,.zir, 2fforts
should hegir to be undertaken towards buaildang
up the capacirties of LGUs for irncreasing local
revenue generation as well as Ffor emhancsng
the efficiency of budget resource allacatian.

In the last two yvears of the extension pericd,
i.e., from July 1986 to June 1888

a. dntroduce modified/refired pracesses and
procedures into cuwrrently partiacipating
cities which are retained irn the program.

b. axpand to cther cities, the phasing ta
depend prirncipally on the relative state—
of-readiness of specific cities for
adoptiorn of the RSC appraach, In cities
deemed unprepared Tor RSC, preparatory
activities may be undertaker to bring ug
their relative ztate-of-readivess. Wr @
politically feasible, currently pavriiriroa—
ting cities deemed rot ready for REC whould
for the time beinmg be dropped from tne
Pragrai.

c. testing af replicability of processes 1o
ather municipalities and martet towas. T
Farestall the emergence of confusion at the
lavel of municipalities, however, cverlapping
in area coverage with the Local Rescourcs
Mamagement (LRM) Project should be avoided.
Accaordingly, RSC testing in municipalities
should be undertaken 1w regions other than

those caovered by, LRM (Regrens ¥, VI, and
VIII). :



II. ASSESSMENT 0F THE FEASIRILITY OF LINKAGE BETWEEN
THE RURBL 3SERVICE CENTER (RS5C) PROJECT AMND THE
LOCAL RESOURCE MANAGEMENT {LRM) PROJECT

A. INTRODUCTION

by The 2" project bas furndamental similarities with the LRM
ﬁ%ﬁJect in terars of both goals and approaches. Such similarities
represent a virtually prima facie basis for establishing some
formt of linkage between the twe projects. Indeed, largely on this
basis, Usaibl/Washington has Advased USAID/Marmila that additiormal
agsigtarice to RSC can be considered only withain the funding
umbrelfla ‘of the LRM Frogram {(as distinguished from the LRM
project). -

Differernces, however, do exist between the two projects,
covering not only substantive but alse imstituticomal asoects.
These weed to e taken due account of iv any cromsideration of
establishing linkage between the two projects,

B, THE LRM PROBRAM

Befare going into the sinilarities and the differences
between the RSEC and the LRM projects, it would be useful ta
proavide a bri=f averview of the total LRM Frogram. This will
make clear the distinction between the LRM Frogram and the LRM
Project and sarve to set in perspective the linkage arrangements
subsequerntly proposed.

The LRM Program  is an umbrella organization that serves
as a channel for USAID funds as well as coordinating mechanism
for USAID-assisted Philippirne Boverwmert projects which have, as
their principal objective, the move effective mobilization and
managemsnt of develoomental rescources at the local levels, At
this point in  time, there are tws such projects under the LRM
Pragram: The LRM Project which is maraged by the National
Ecormamiec and Development Authority (NEDA) and the Real Property
Tax Admivastration Progject managed by the Ministry of Finance
(MOF) .

At the rnatienal level, the LRM Frogram Orgarazation is
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headed by an  inter—agency Exetutive Committee,'éha1red by the
Minister for Economie Planninp, wWwith the Deputy Mirmisters of

Budget, Fimance, Loeal Goverrment, Aorariarn  Reforn, Matuwral
Resources and of the Commissian o Audat (COAY and &
representative of USAID as members. The Executive Committees

-+ provides policy direction and coordimation over the Program as a

i whole and its individual project components.
P .

Day—-to—-day management of the Program 1s undertaken Dy a
Program Management Office, headed by the NEDR Deputy

Director—General for Planning and Policy as Executive Director.

; Managewment OFffice is assisted by an inter—agerncy

Technical Advisory Committee composed of representatives from

- NEDR, MOF, OBM, MLG, MAR, the Bureau of Lands, the National Tax
"~ Research Center, COA and USAID.

sty

[

T Under the Natiormal Program Marnagement OFfFfice are the
Progject Management Offices of the projects under the LRM Programi

the LRM Central Progect OFffice and the RPTA Central Eraject
Office.

The LRM PRreoject Marnagement Organization at the naticonal
level 13 graphically llustrated inm Figure 1.

EXECUTIVE COMMITTEE

TECHNICAL
NATIONAL PROGRAM MANAGEMENT ADV ISORY
- OFFICE COMMITTEE
5 E
i I 1
e LRM RFTA
CENTRAL FROJECT OFFICE CENTRAL. FROJECT OFFICE

#igure 1. L.RM PROGRAM DRGQNIZ@TIDN CHART AT THE NATIONAL
LEVEL

€. SIMILARITIES RETWEEN THE RSC AND THE LRM PROJECTS

In consonance with *the U.85, Congressional mandate, the
REC arnd the LRM projects, and for that matter, all other
USAID-assisted projects in the Philippires, are dirvacted towards
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upliftment of %the so—-called poorest—af-the—poor of Philippine
Society. In the specific cases of the RSC armd the LRM projects,
this overall goal is translated into (&l a reasrientation of the
develocpment perspective of Local Government Units such that the
needs of the poorest segments of society are explicitly addressed
in local development plamiing and implementatbiong and (b)) a
corvesponding build-~up in the develepment plarming and marnapnement
capacity of LGUs to enable them fto operatiocnalize such
reorigntation. In the pursuit of these objectives, both projects
prescribe 1ot only a tep-down but, very importartly, alsao a

g_p}anﬁihg—From~belcw approach through a pecople’s participation

rocess.,

o _ In addition, both projects {a) take due cognizance of the
redfity that LGUs can not for lorg largely deperd on the Natioral
Bavermnment far Financial support of their developmental

undertakingsy and (bl take the posture that i1ndeed they (the
LBUs) “~should not (perpetually depend on the National Boverrment)
as true local government auwtonomy can only be achieved 1f the
LBUs are at some poxnt in time able to cut themselves of f from
the budgetary apronshtrings of the Naticnal Baoverrnment.
ARecordingly, both projects also seek to strengthen the capacities
aof Local Goverrnment Urnits: wot only to manage their budpetary
resources with i1rcreased effectiverness and efficierncy but;, even
further, to mobilize other institutimnmal rescurces withim their
respactive Jurisdictiorns {(noctably private sector resources but
includimg alsce those of National Govermment agencies) towards the
overall development effort.

Finally, . when the RSE  program to devolve project
o management to the reglons finally takes effect {tentatively
« stheduled to start with fouw regions on @1 February (389), tne

ﬂiﬁaﬂagemaﬁt of both projects will actively inmvalve the regional

T offices af their respective lead implementing agencies.
iSigﬁificahtly} two of the four regions in which regicornalication
-of REC project management will first take effect coincide wath
“%wo of the three regions ceovered urnder the cuwrrent phase of LRM,
i.e. Regions V and VI.

D. DIFFERENCES BETWEEN THE RSC AND THE LLRM PROJECTS

Substantive as well as ingtitutional differernces also

exist between the twa projects. Inn the main, these are as
follow: :
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a) The RSC project has beer directed mainly at secondary
wities mnaticnwide, currently numbering twenty—seven; under the
current phase, hawever, expansiov af the praoaject to selected
municipalities and market towrns Has been started. The LRM
project, avy the other hand, iz primarily foocused an proavinces
and, through the provinces, municipalities; under the current
phase, the progect covers eight provinces located in the CDSS

.. regions (i.e. Regions V, VI and VIII). Both orojecte envision
}:nqpionwide replication when processes and aopproaches currently
;ﬁbeing developed and/or tested have been deemed suitable for such
;Erep}icataan.

Iaza -

r

AT b) The RSC project is aimed at improving the guality of
_life = f target beneficiary houssehalds  in  paoverty areas,
'sbeeifically in depressed barangays. The LRM progect; on the
ather hand, ia directed at the uyplittment of target bereficiary
househgolds withain identified poverty groups, viz., upland
farmers, artisanal fishermen and landless agricultural workers.

c? Under the RBLC, concerred members  (sccial actiom
officers) of the CPDSE are themselves expected to undertake the
tazsk of arganizing beneficiaries into associations, and
subsequently to guide them LThrougn the entire orocess of
subproiect identification, preparatiaon, implementatron and
aperat 1o, Urder LRM, on the other hand, the task of community
orpanmization is envigsiconed to be undertaken by private gsctor
groups (primcipally praivate vl unt eer arganizations), ‘and
approcaches are being tested for linking such private sector
activities in beneficliary worganization to  local povernmentg

activities that are directed at the develoapment of soecific
target poverty graups.

d? Instituticrnally, the =13C progect 13 under the
Ministry of Local Sovernment {(MLG) as lsad implementing agerncy
while the LRM froject is uwunder the Naticmal Ecoromic and

Develapment Aubtharity (NEDA).
E. THE NEED FOR AND THE DESIRARILITY OF LINKAGE

The first proposition that will be made here 15 that
linkage betwean the RSC and the LRM 1s des:irable. Such
desirability stems feom  (a) the commomnality of their goals and
of certain other aspects of the projects; (b} the substantive as
well as the institutional differences between the two projects;
and (o) the fact that, at this paint in time, both projects are




X
[yt

ot

essentially learning projects.

Roth proiects are involved in the development and testimg
of appraaches to beef up the capacities of Local Goverrment Units
to address the developmental rneeds of the disadvantaged segments
af their population  through processses shat iavolve mearangful

participation of beneficiaries. After the learming process is
gubstantially over, such appraaches as may e evolved ars
- dritended for nationwide replication by the Mirnistry of Local

Government.

That differernces exist betwesen the

two projgects which
same basic

objective 1s clearly besreficial. The more

perspectives introduced and the larger +the rnuambers  of
approaches tested, the greater are the chances that the
approaches eventuzally evolved will pe truly effective in

achieving the basic objective.

Such ernrichment, howaver, carn ocnly occoue 1f an ooen
exchange of 1deas and a meaningful sharing of experiences take
place with relative cornstarcy betweern the two projecta. fnd
given instituticrnal as well as personal realities, =such excharnnes
carn cnly be promoted  through the establishment of some form of
instituticnal liskage between bthe two projecis.

The second propos:ition 1s that such linkage between the

two projgects 13 not omly desirable but 1ndeed recessary. The
necessity stems essentially from

{a) certain provisions of the
Local

Govermment Code that would place comporent cities under the
supervision of provinces 'by 12857 and (b’ the prospective
ovarlap of the tws projgects in muracipalities as RSC under the
currant ohase has already started to ventwe 1nta selected
municipalities. The purpose oF the linbage given the foregoing
is to ensure that suen approaches as may be prescribed by the RSC
praoject for conponent cities and nmunicipalities are at the very
least consisternt with those that wmay be prescribed by the LRM
project for provivees (and through them mumicipalities). Such
would rot only minimize the wieed for 1f ot altogether nbviate
Future adjustments by lower level local gaverrnment units te
achieve, where necegssary, consisterncy with higher level units) a1t
Would also facilibtate eventual integration of plans, programs and
budgets of all levels of local government when situarions call
for such 1ntegraticr. At the lavel of muracipalitres, linkage
could prevent confusian that would  tervd to arize 1n the svent
that & particular municipality falls under the caverage of bath
the RSC and the LRM prejects, and differing approaches or even
Simply formats are prescribed. {The emergence 2f such confuzion
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: 18 nxt deemed urnlikely comsdering tTnat, =ven wﬁkﬂiﬁ pal aiane,
guch- & orablam fas already been encountar sa, Ore oarLrcioating
city, comfronted with twao alternatr.e  =ets or Srpgar T et O

;‘ performance mowitoimg  Fforms, has nob acs: cated vTE oanccrlo L g

- system pending clarification as tao wnich s=t R ST oL SR I a4

- used.} .

q.

fhae forenoing discussion of weed for lincane 1s rmot ta pe

i interpreted to mean that, 1in all cases, starcarLreatian Il

. approaches and processes should be soupght. Clearly. tThere areg

B . instances where Local Gaovernment Units can and shoald be laft

ﬂ " free +to  adopt whichever approasch and/or praocess mayv bhe csemed

+ mare suitable in specific situsations. Such would be bthe case,

_ for 1 st ance, in a -choire between & poverity—arsa o A

T poverty—-group  approach  to  plamming for the development f the

z poor wibthin tneir jurisdictions. The same  wogld  be toose of

= decisians about who should undertake the community argricsatren
function, 1.2., whether the FPlamring and Develoomaernt Stafi = o o
do 1t omoits own o ghould sub—contract the sckividy oo 70097 - 1

; further examplz would be the chorece of approsches Eo grcomsl i 3

. privats ssciocr 1rvolvement 14 lrecal development achivibrez,

Zj Ur  *the other hand, there are alzsc 1ngances whers o
2arlieec LnTrersood, a ecertain degres of standardizaiiorn ool ok
wirild e 1rable but may even be necessary. Snch sl oe roe

. case 1M "masiorlity study oreparation ez owell as e 5t
s supgsequent  monitoring. of sub-projects. Too a lessery evient, ©- o
™ wounld alss e teus of approaches to 1mprove Tinancial marecs ok,
. MY 2ane CEVRMLE generation and enhance budaget allacacion

;” efficiercy. ITn ecases of this wnature, the linkage acrancement

- betwsen tne ‘fwo orojects snoald prabably be ove of integration,

ot i.e., cmR group workiwvg on the same  preblem area for both

. projects. Such arrvange=ment wold not arily ensure

) starvdargizationy it would alsc he more cast—-effective.

57

“f F. ThZ QUESTION 0F FEASIEILITY

et

?: Givern tnat liniage between the RSC amd the LEM projeccs

.:: is rnzt only degirabls but indeed rnecessary, is it feasible?  The

T Feasi9ility of limkage will depend largely om the acceptabilaty

J‘ of i=n=z limkage arrvamgement to bhe irstitutions imvaoloog v the

o b Lrogesos,

1

;h; i Lirm. g® &t bthe Narional tLevel

_Eg“"

= oy ST I TR Ty Ry ETET e



al 1
AP 2 1]

.fl_:.'_

e
b 3« v 3
Mo

)
N
-~
! 1

i

=34 the riaticnal level, three albte-p-i),=  live.s
arvrangements may be considered: {a) wntegratiaon of the RBD 2
the LRM projects urder a single lead implementing soencvs (53
pure furding conduit arvangement whareby the LAM Dyoaran mere!,

‘serves as  a passive chanmel through which USAID fumds Flow into
:_RSC; and {&) the LRM Pragram to serve as fundirng «cornduilt oFfF LUSAID

furnds Tor RSO, witn powers of review over H250 anndal onesas aing
programs and of periaodic monitoring of 2E5C performance.

 Imtegration of the R5C and En LM Dol B En RASSC a
singla lead mplementing agency refers to an arrannemsnt wh&)rEs.
the RSC oroject which 113 under the MLE as Lead a0 ook o

i

agency and the LRM project currently macaged oy thne o Lif are ot
placed uander 2i1ther bthe MG or the MEDA as la@ac alenre % 00
agency. Giverr the resulibirmg antty of instibtotiona! ooner el v
an arsangeEment would tend o maximise ATt o
howevar, that placing ooth peogects wonder FEDSG ceoaig Lem s
accaepitanle to MLEG which has orimary c2soponsibil)oby ooe 0«
develospmernt of Laocal Goveroment nibs, AR R LT T T TS R E R R
both projects  under MLG be aceeptanle bto LED  wnich Has “e a2
respornsibility far developmert plamming whae coscbuees o0 2
developmert o f effectrve plamming  IDRPOACHSS, B R BT S

procedures Ffor all lavels of goverrnment.

Such  awtepgration at this +time toat Bhorn ace ot s -
still 1rn the learmrnyg stage would alse rnob be cesiuracle
wonnldg result 11 the loss of either of LA 31ERAF IS AME
perspectives: that of the MLG with 1ts years of cperab rrral
experience 1 dealing witn local goverrment unibs 10 bhe proo
should be i1ntegrated under NEDR, o convarzaely, that of tne "EDE
with ats waealth of plarmaing experaence =nonldd bhe poogscis be
irtzgrated  wider MLGE. The appropriate bime For- such 1nbegration
is when orocesses and procedures boing developod under the b
Projacts  are r2ady for nabiconwide replication, a¥r which time boto

Pprojects shotld 2 absarbed as aainstresm progeams of @ MLG.

(TAS AR

At "he oFher end ~f the specicum, hotn grogjects coould

remain under  the full responsibilaty and conterocl of theare
respective  lead 1mnlementing agencies, wicn  the LPM  Frogram
serviwvg marely as & passive charmal thyaugh which USHID Fueds
Flew 1wmbo S5, Fris arrangement would im burn mat b
to Lt

—

azmank shle
PO 2 PAnARgement, Tor aoceptance oF & Conou Torols aLoe
A parr-onlbar v ect amrmas ly tmplies accagtanecs of

A CErTalve
degreaae  of  respomsibiliiy over that project?! = mewFformancs.  Ond

such responstollycy wanld bhe ynacoestoie wibkhodb <

deyres of autharity avees progect ssecations.
arraoprenent would Aot offer  any v ol

COPrEs s 177
Fuartnermonrs, sucnh
Advantage over the status
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qua in ferms of establishing aperational lintane hetwsen bhe RSO
and the LRM projgects.

fhe third altervnatave lie=s  s=opews @ee LaEbtwesn e .
faregoing exiremes arns  represeants what seems v be a4 cLAasocadlT
camproni s=. Under this arrangemernt, the MLE- ~=2ta:.<z peimarsy

responsibility and contraol - over the RSC  aro=ch, the LS
Fragramy,on the other hand, serves ag & conduit Foo USAID Fnnds

for RSC, in which capacity bowever LRM Program Manacemsns 19
aceorded the paowers aof review over the armmuzal programs ofFf 50 a7
wall as oFf periodic monitoring of RSC perfurmance. Releases ol
UsSRID  furnds fFor RSC wauld be subject to LR Praopram endorsssment,
which i turrn shall be based on the anrmial orocgiram review and ar.
the pericdic gerrFormance movltarilng.

The f{foregolng alternative should prove accentab e o vl
which retains primary responsbility and controal aver HRLO, s60v

LRM Program Marnagment which 13 accorded sofficient arfmairb.

correspandrng  to the additional responslibi ity fhar tb-va 5 0~
financial coadurt rale aver REC. Furthermore, tire fmonsl aereor-am
reviaw and @ pericdic performance monitoriag ooore
servae as «2freative fora through which Ehe ooscat .t et
between the swo grojects can be effectively estaolished.

y
o]
]
o
o

e Linicage at the Regiomal and Local Levels

By 1383, RSC, like the LAM project, will hiooz dewvo, oo
oraject managsment  to the regirons. A8 2arlier xndadated, Cwin el
the fouwr rejions 1o which regiocnalizatiorn of ASC will Tirst take
eftfect corncide with two of three regions covered wrddsr Ehe

currant phpaze of the LRM project, 1.e. Regions V and VI

With regionalization, mueh of the operatiomal
decigsior—making concerning the two projects 13 delegated to the
regional offices of ftheir respective lead 1mplemernting agencies.
Further, 2vern 10 matters wnere decision—making 13 vetained at Lne
central project maragement lavel, the regiocmal offices olay an
important role of either origimating recommendatiang oy otherws ze

praviding vital inputs 1mto the decislion—mnaking grocess. This 173
all as it should be, considering that tne vegional offices are
much claser to  and, by that takern, nave a more wnTamate
Familiaraity with developments 1n participating Lacal Soverrnment

Umits wao are the ¥inal amplementors of the two seojocts.

%@gionalization will  aisc mean that, 1n the event of any
Problems  Yhat may arise from differing aporcacnes and processes
pPressnat=d under the twa  projects, the regilional offices ct Ene

-
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other line agenwies avid minlsbyses: Feroogs Phaee, o

yprocesses towards poverty—orlernted develoapment
.managsmewt; (ii) preverition o resalutran

respective lead 1molementing agermcies may he expect-n: Foo 42 Pae

imitial bBrunt  2f  requests  1f not demands For olarufr o iluoy and
resolutiorm.

Hivan the foregoang, iF wowld clearsy o= 9 Lty ¢ E2rEsk
of the ragi1omgl offices of the lead 1mplem=nt ng asenciss to
establismn, and at a reasonably early stage, wFFzobrese anc
aperatiomal linkage with each other. Thereby, trey canm wak oo
resolve conflicts, i same cases even befors 1 D/ Wl e, F

equal 1f not greater importance, the mutual exchasgzs .f wweas and
experiences would also enhance their respective orograms for the

davelopment of the poor in their regions, who are their common
constituerts. '

Such linbkage at the regiomal lavel shnoatd ot :
difficult to establish considering that the regional of#
MLE and of NEDR are both members of the Repgilonal e
Councils (RDC) as well as aof the Couancils’ Sxkecubive Somm: 5o,
These 1nstitutions represent a readily—available medirom “ -
which coordination of the twe praojects cam be effectsad,  Tao=
they f{(the ADLls and thzir Executive Committoes) affoe -
advantage of havirmg i their membershio the

1TEQ Lo vl x

attainmant oF the wbjective of buildiag 00 Eem camar gt Leos
Local GBGaovernment UUnits to sobilize datiemal Leoscc oo ™ 0 on
available at the loeal levels can alsao be Facriibated.
Dperationally, the linkage oould e @3c300 130800 5o 00
the cyaation o f & Techrmical Sub-commibhes oo loadT sl rmoe & e e

Development Flarmang and Management under bhe E<sous e lewlfrwe
aof %$he RDC. The main objiectives of the sub-commirta
S §) mutual ernhancement of RSC and LEM concepts, a

conflicts/overlaps as may arlse 1n the conrse oFf 1molame Bat
of the fHwo projects 1n specific  wacal Goverament Unit 53 ala
J{iiy)  stamdardization of approaches, procssses and formats andg

Ckonsoridation of actavities whersz  such starndariizatran and or

ccn5u11j £ion may be deemed feasinls, rpcessary andsor desiiable.

iz sup-~ocommittee would b2 headed by the re gJHrTJ oo ject

maragers of RHEC and orf LRAM  as  ma-charrmen. T

facilrtate
attaimment of the above abjectives, (b= memberszhl> =

nmulﬁ ol udte
the neads «of the Blanning and Develapment Stafis of the lLaucal
Bovernmenrt Urzts cavered by both prajeets in the vegion.
Representatives of regional and oither sub-rnatioaal =ffices ofF
other ministries and line agencies counld be dinvsited b




2§ sub~committee meetings on a rneeds basis.

CONCLUSION AMND RECOMMENDAT IONS

;E The basiec conclusion of thais Aassassparnt 15 that ne
- establishment of linkage between the RSC and the LPY projects is
® . not only desirable but indeed rnecsssary. Tne zooo:fio {onwans
B . arrangemants that seem most suitable are thaose wherebyy
b %
- S e At the national level, the HMLE retains prinarcy
- rasponsibility and contral over RSC. The LEM Program would serws
as conduit for USAID funds for RSC, in which capacity LRM Frarr s

th Management would be vested with powers of review over the arovsas
Jin programs of RSC as well as of pericdiec morstocing of w0
a7 oerfarmance, Releases of USAID funds for RSC would oe sun-ec: o
A LRM Program Management- endorsemernt, which tn turm would be =aw--
. on  the armual program review and on the serindic roe Socmaqre s
o manitoring.
-,

o = At the regional arnd lacal levels, 2 CVECT e
“ Sup—committee . for Local Goverrment Develcoment D aomin- .
; Management would be created urder the “xecubtive Commitbess - -

) Regiornal Development Council. Co~chaired by the Regiuwral oo a -
o Managers of RSC and of LRM, its membershipo would be comoc 2w .

. the Develapment Coordirators of the Local Saverwvment Ut
i covered by the two  projects 11 the concerrned L= IO R -
oy orincipal objectives of the sub—committes waould be as apeve
;: enunerated. Establishment of thne sub-committee(s) would start i
- the two regions {(i.e. Regions V and V1) cwrrently covered by ootn
,;n orojects. Should the experiernce with this linkage arrarigement in
- the 1rEY twa  regions  praove favorable, replication could be
oo effected in Region VIII as RSC regionalizaticn program expands b
s, that regron.
1: Unfortunately, however, while all parties are Ly
- agreement about the need far and the desirability of linking ¥Fens
’ the projects, 1t has not beern passible at this point in time to

arrive  at a consensua on the specific form that the Iinkape waould

. take, particularly at the institutional level., Tniz 1s Lruly
b s u?chhuwate, as the loss of potential berefits of mearangful
L e linkage betweern the prejects accrue, 1v the Final srnalysis, to

the disadvantaged segments of Philippine socoiety, who are the
cammon oomstitusnts that  both prajects profess to sarve. It is
- therefore honed that the present si1tuaticn 1s temporary.
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Inm the meantine, plecengil measures

iU . Tl nseed
pawards minimrziwg  the opossibility of  confumion : R It gz
evhancing ecwnamy witn which resourecss are wser, 3o, " F 2
A. rmitieg REC expaosion dmbo munes 3aT 0 L1 s Nae et
T oWnsS im regions athery than those cuyreat oy - 0 0y -oiE LRl
project (1.=2. Regions V, VI, and VIII); and
b. Within the regions covered by oo e SR sl ak
cagrdination of activities where such coordiaatr e 1~ ToegySley
e Qa training an oroject development, daovelooment B g ]

installation of financial management systems and ralated =Ffforts
at increasing local govervinent reverue gernsrstlon anid eanhiasiag
budget allaocation affioc)ency, and the daveloo @at A et
installation of subproject momitoring systems.
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data gathered during visits to vive cities in Regions V and VI, in adciticn 9
those collected_by AID contractor Lily Hidalgo, we will attemot to assess
effects of RSC activities at the community level. Wnere possible, impact on
household income, on the genzral well-tzing of benericiaries, and on the

associztica's capaeity to cuganize for puenesaes of Improvien tie oo-bors?

.
FERVA S
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ToL2 cstadlishing ofy ;o3inive ao

r— bt

negative impacts, however, a number of related cuestions-reed to ke ans.scred.
rirst, there is nead to aetzrmine whether subprojocts included in the stucy

are successful or not in ferms of the entatprises achievensnt of cbjectives

- pegegt)

suctess or yailures. Havirg unsvered tnese guestions, we C3N DICC22d Lo &SI28S

subproject impact con Genericlaries.

A, TiE CLESTION (F FIRFCEMANCE

Twenty-five subprojects located mainly in the cities of Regicons V, VI, ang
VI were stu@@ed for purposes of this asszssment. These represent a wide
variety of enterprises nnrrentiy operaticnal and non;oﬁerational. Their‘

ample is pricacily a Junction of when the cities joired the

J=t
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RSC project, since we wanted to assess subprojects that have pad scae ilangact
on beneficiaries, i.e. subprojects of longer durztion as opposed to those
recently initiated. Secomdd, choice is a function of availablity cf dala,

ot



in addition To tiwse assessad by this evaluator. towever, since our oonorin

is n wodtrarasd Tackors contributory Lo peIToeminee Todivir L g b
represemtative sample, semi-purposive selection snould not 5 vic.on o0 3

censtraint to the evaluation.

Findirais

the major Tintirg of this section is that PFSC subprojeris ot bha comsenity

Evicence gathered in 25 subproject sites shaw the

appears to be dependent on conciticns in the

solisched fuom 2briajecls cule (18 cospatis oL
S were able to identify a mumber of f- -“avs e ioring to

- affect performance. From among the identified factors, six are belios i bo
héve critical impact on projecf sucecess, i.e. on the capability of the

3 beneficiary association to maintain subproject cperations. These are as

: follows:

a. hature of sutoroject implemented,

D. foc2ss to market,

F)

Cc. faoguacy of project dasign,

d. Existence of prior skilis ameng beneficia&ies,

e. Adequacy of the City Planning and Develcpment Staff monitoring
systeﬁ, and

f. Adequacy of cbmﬁunity preparation prior to project implementation.

-
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impledientation. Looking at the list of subprojects included in our

gvaluation, we observe that tnere are roughly the same nuaber of group or

inolvidually implemented activities. Mznufactering enterprises, stch as, the

hellow blecks, fumniture, boat-mzking or garsents sub
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n the first catecory. Similarly included are the sugar plantaticn, ccultry

[
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raising and cdesp sea fishing enterprisses. The distinctive charzcteristin of
this tyce is that in order to imgleiznt the suboreject, 3 muwber of geople
rezd to expend cooperative labor on a cominon activity. In addition bherefils

o mmpd S NS O e N VT E I S ey
iterprise are thzorolically sihzred witiin the Criui.

Individually implemented activities include activitiés classified as disparsal
activitiss (livestock or sewing -machines), credit for gingsr-raising, and the
pedicab oparation in Calbayog. This category's distinctive characteristic is
that the RSC's irrut into the association goes direct to individusl
reclpients. Thus, implementation is done by the individual more or less

independent of the broader association.

Assessing performance of the tweniy-Tive subprojects in the sample, we
observed that most failures are found in group-implemented activities, while
sutprojects reported and observed to have outstanding performance are for the
most part individually implemented. Of eleven subprojects reported and
observed to be not only operational but also exhibiting strong chances of

sustainability, eight are individually implemented. On the other hand, among
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subprajects that are incoerational at the time of the evoliebtion, six coul of

eicht ase group~-implemsntad.

A putbher of feasons acpear to oxplain the relatiepship. fivst, individo~ily-

"

implemented activities are characterized by simpler technological

- «
- “—

requirements. Dispersal-type subprojects require of recipient minimal new

skills in order for them to Implement the task. For example ralising livestock

for fattenirg purposes or as work animals is not an alien skill. In the same

vein, the ginger-raising enterorise in Iriga City infuses agditicral conifal
for eaxpansion éf existing gingsr famms and not for the Iintreduction of a nsw
nroduct., Thus, the subprojects are not only perceived to require simple
techmology, in fact, the needed technology is within the recipienﬁs reperteoira
of skills. Second, the phase of implementation is set by the indivicdual -nd
is perceally not subject wo Torces outside of his control, Unlike groep-iun
ent;rprises, individual recipients do not have to rely on the performance of
other association members. His performance is not affected by successes or
failures of other recipients. Third, the individual recipient is ot affected
by interpal associational squabbles as much as those in group-run enterprises.
The evaluator observes that when local barangay politics enter the picture,
wherein conflicts between two or-more parties over newly introduced resources
arisa, th2 aszceiatien often collapses. Fourth, individuslly-tun sthorcjects
appzar to have less marketing needs. In contrast to grcup-implemented
activities, output of individual recipients are easily dispaosable. Ffor
instance, offsprings of carsbaos are dispersed to other members, cash payments
of sewing machine dispersal recipients are passed on to new recipients. In
contrast, on a&ééunt'of-the volume of obtput of manufécfuring activities, a

more systematic marketing approach is needed.
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Availability of Market

Availability of market appears to predispose above average performance
although it does not assure success. Almost all supprojects currently
generating income for the association and its members-are observed to have
access to market -~ the grsater their control of the market, the better for
the enterprise. A classic case is the hollow blocks manufacturimg project in
Bacolod City. Through an arrangement facilitated by the CPDS at the onset of
the project, the association is~assured of selling the bulk of produce to the
city engiﬁeer's offices This prevents or at least minimizes association's
efforts to look for buyers, helping them to focus on the production aspect.
The same is true regarding the handicrafts project in Legaspi City, wherein
assured outlets for place@ats produced by individual members allow them to
concentrate 06 the quality and volume of production rather than worrying over
thgupossibility of not selling their goods.

As with othgpnvariables studied, availability of market is not the only factor

+

affecting operations. Many of the sampled subprojects have the means to sell

their produce, however, other factors have intervened which led to failure.

Pdequacy of Project Design

In theory, fea%ibility of subprojects have to be established prior to aﬁy
sctivity in order.to assure efficient implementation. Questions on technical
and financial viébility, on marketability of products, on availability cf
skills or on tﬁg kinds of skills neeaed to maké the enterprige viable have to

be asked.

Responses of beneficiaries interviewed show strong evidence that where
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questions on feasibility are considered during subproject preparation, the
enterprise has better chances of success. The livestock dispersal projects in
Regions 1V, V and VIII, the deep-sea fishing enterprises-in Calbayog City, and
ginger-raising in Iriga are so designed to maximize use of existing resources,
i.e., carabao dispersal recipients were selected according to who could mzke
most use of the work animal; the fishermen's association are reported to be
familiar with deep-sea fishing technology; and, expanded .ginger production was
introduced among ginger farmerét

Although we do 6ot have sufficient information, there are indicators, however,
that systematic planning and feasibility preparation was not done in many
subprojects. Examples of this are the sugar plantation in Naga City and the
furniture manufécturing enferprise in Ilpilo. In the first case, decision to
go into sugarcane production did not consicér already known problems within

the'sugar industry. Had the CPDS bothered to check, it would have advised the

association not to proceed with their proposal. In the second case, the

" furniture manufacturing enterprise failed because of insufficient knowledge of

markets, ina@egﬁa?e funds for operations, and improper allocation of
operational fun?s, among others. With better plamning, some of these problems
could h-ave _beer:z:;’:x".foidad. A third example is the garment-makdng asécx.:iaticn in
Naga City. ;Q;;;iéeneficiarie§ claim that the subproject was initiated based .
on a hope and_qﬁi the certainty that they could sell their procts. As z |
consequence, the association suffered from over production af Iz‘zu quality
goods which members could not se;l. What apéears to be'happaning is that
activities prp?ééed by asseciations to the CFDS are rnot sticinvizsd as

thorqughly a;_géésible.
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Existence of Prior Skills

Ancther facter increasing likelihood of success is recipient's familiarity

:

ies introduced.  Fractically all of the operational subprojects

rt

with activi
have imclersnted zctivities which are not foreign to the recipients and,
therefore, do not require learning of untried skills. In some cases, the
subpro ject inmputs marely expanded the capacity of members to procuce what they
already were cultivating, e.g., ginger. In other areas, the inputs improved

their system of production, such as, provisions of deepsesa Tishing csars or

Although most of the successful projects had this characteristic, by itself,
existence of prigr skills does not assure success, There also are a few
instances wherein inspite of prior familiarity with' subproject activities, the

enterprise ceased because of other reasons.

-

Regularity of Menitoring

Observations show that many probiems affecting subproject implementation can
be resolved if the CPOS efficiently monitors the activities., We refer to
adequate assessment of operations on a regular basis and not a simple
collection of tasulated information submitted by association officials. Of
subpro jects studied, many association members report irregulerity or

Inadsquacy of monitcring.

What appears to happen is that on account of the CPDS's multiburpose role in
the City Government and/eor the quantity of subprojects initiated, social

action officers in charge of each subproject have little time to conduct a

more in-depth monitoring on a regular basis. As a consequence, in
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associations experiencing serious problems no real solutions are forthcoming

from the CPDS, leading to a worsening of ths problem.

Community Prensrztion

Theory regquicz= :rat prior to initiastion of developmental activities involving
recipient participation, proposed beneficiaries along with other officials of
£he coamunity must first be preparsd for the plannsd activity. Tne
preparation stage includes identification of formal and informzl leaders who
can faciiﬁtate or help implement the activity; it recguires a thorough
assessment of the needs of the beneficizries so as to introduce enterprises
considered to be most beneficial; it needs adequate organizational preparation
to help the association becoms more cohesiée; it should include sufficient
training of association members in various aspects of the enterprise, e.g.,
planning and management, procduction, marketing, among others. This
prébaratory stooe requires the commitment of time, resources, and trained

marpower from tnz CPOS.

Raising the question among interviewed City Planning and Development Officers
and thair staff members, most responded that adequate community preparation
wds rarely dane in their areas. What often happens is that a group from the
barangay either hears of the RSC activities and décides to.inquire on how to
participate. Subsequently, the CPDS helps them form an association, ana when
onz i1s formed members elect officers. Usually the most popular are elected
into office. Finally, activities are proposed and agreed on with little
guicance from an assessment of needs., The more ;nportant consideration
appears to be whether association members perceive themselves capable of

implementing the proposed activity.
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Because of tne brevity of period devoted to community or associstion

repararion, the group often does not develop sufficient organizationsl
Prep ; G

et
n

trenzth end conssion. As a ceonseouence, participation in planning &nd

ion, and sharing of beneiits and responsiZilities are often
muddled. In adZition, there is danger that the activity initiated is
insépropriate for the community. When z crisis occurs, the final outcome is

failure. Menmbers are inadequately prepared to respond to the problem as a

cohesive ‘whole, owing to which everyone goes his own way.

8. THE QUESTION OF IMPACT

The question of impact is investigated at two levels, impact on individual
beneficiaries and impact on the association as a whole. At the individial
household level, we looked into the effects of the subprojects on the

bengficiaries‘ capacity to increase income and their access to employmsnt
genérated by the project. Regarding the project's impact on the association
as a wnnle, we zsked whether the process initiated and the activities
implemented developed ability within each association to plan and implement
projects on their own, with support from the City Development Planning Staff.

In addition, we asked whether graup cohesiveness and a feeling of solidarity

increased on account of the RSC activities in their community. In both cases,

cur discussicns zre qualitative, based primarily on interviews with

associstion mambers and afficers and City Development Coordinators. Little,

hY

if any, attempt is made to quantify results.
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Findings
Regarcing impact on inciviowzl members, the primary finding is that all

operaticonal suncrojects, anc sone non-gperaticnal ones, have hag somg imgact

on the cepacity of peneficiaries to increase income and to have access to

emnloyment ooportunities generated by RSC activities., However, the degree by

which individuals benefitted is highly diverse, depending on the nature cf the

subproject introduced.

Impact on the Individual Member

As noted in the prececing section, performance of stbprojects or an

association's capacity to implement sustainable activities is closely related
to the type of activity introduced. Probably on account of this, suborojscts
which are observed ta have greatest impact on individual association members
are those having inoividually implemented activities. In these associations,

-

benefits are distributed more evenly and more directly to recipients. Llet us

cite two cases which best exeplily this.

CASE 1. Ginger-Raising Subproject - San Nicolas, Iriga City

Ginger-raising in San Niceclas, Iriga City is one of the traditional cash crops
of residents. Farmers, however, are prevented from increasing production - -
because of lagcx of capital. Generally, an inaividual farmer can plant at most
3-7 cans of seedlings each crooping sezscn.  After fomming their association
in 1981, farmers were able to avail of loans of #Z,000-5,000 per season,
increasing the farm area planted to ginger. Of six farmers interviewed,
reperted annual income increasas are significant, from an estimated P5,000 to
a range of P10,000-20,000. The increment is attributed tc ginger-raising

alone.
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Comparing expenditure patterns before the subproject znd after, respondents
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report extreme satisfaction with current situztion. One farmer was able fo
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buy her cwn farm, ancther a farm animal. Mosi were able to buy household
appliances which in the past were beyond their purchasing power. Still,
another expressed gratitude for his ability at present to avoid obtaining

loans everytime a family crisis occurs.

" CASE 2. Carabao Chain Dispersal, Naga City

Caravao Chain dispersal was implemented in 1981 in eight rural barancgays of
Naga City. The concept is quite simple, wherein selected beneficiary
communities receive 5-6 female carabaos. After an association is formed in
each community, the association identifies from among the members who the
initial recipients will be. Five or six members are selected to be the

. recipient of one head of livestock. Recipients care for the original stock,
and when it bears a calf, it is turned over to the association for
redispersal. From am initial 46, of which five died, 20 have currently been

redispersed.

The impact of the subproject is closely related to the value of work animals

zmeng famers. If 2 farmer does not have his own work animal, he usually
hires another farmer who owns one to plow his farm. While the hired farmer

works for him, additional expenses are incurred for wages and to feed the

agoitional worker. In some cases, during the peak season, there is

competition over few work animals, leading to delays in starting the cropping
season. Problems regarding higher production expenses and the possibility of

delayed start of the cropping season are minimized when a farmer has ready

access to a work animal. Moreover, by possessing one, he can then hire out

e ARt o i e bl i R RO e ik oo g S B g
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his carabao and his labor to others less fortumate, thus, he is provided an

additional income source.

In tne two cases discussed, because the recipients directly received the RSC
inout, and because the approach allows for more widespread distribution of

benefits, economic impact on the individual is greater.

The second approach, characterized by group implemented enterprises, has dless
direct aﬁd often limited impact on assuciation members. Often only those
memsers wha can be employed by the enterprise appear to receive substantial
penefits, and among these, only the permanent emplaoyess (usually at the
managerial level) receivg regular benefits. The hollow blocks manufacturing
enterprise in Bacolod and Iloilc exemplifies this approach. In both
subprojects we observed that permanent workers are in the minority, while the
majcrity of workers are employed on rotation basis. In Bacolod, for instance,
the Pegple's Participation Project Association has 35 members. At any one
time, the association's sutprojebt can employ at most nine workers, of whom
cne takes charge of supsrvision and another of deliveries. The rest of the
workers are hired for a specified period, after which a new batch takes over.
curthermee, accerding to officials interviewed, not all of the 35 members are
able to participate either by working as a laborer in the enterprise or by
sencging one of their household members to work in the subproject. Members who
zre noL represented in the workforce, can neverthe-less participate in the

marketing of hollow blocks. These are paid on commission basis.

In terms of eccnomic impact, those most benefitted are regular employees,

followed by members who are represented in the workforce. The main benefit is
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employment. The least penefitted are members whose share in the profits comes
primerily from dividends distributed annually. Usuzlly, the amount is too

~all to matter.

Imoact on the Associstion

The initial ossire to form and join associations invarisbly arises from
proposed participant's desire té have access to financial resources. Most
responden?s believed that without an association, it would be impossible to
receive neeced funds to start any activity in their communities. Thus, it
appears that the value of the association as a unit to promote gevelopment is

often unclear, rather it is viewed initially as a conduit of hard-to-come-by

resources.

After at least a year of subproject implemsntation, has this attitude change
or is the association's function viewed differently? Moreover, has the
activity developed grow cohesion and capability to plan and implement

communal subprojects?

»

In many of the individgually implemented subprojects, perception of the

association’'s functions has not changed significantly.

Although most respondents believe that without their associatiort none of the
benefits would have been received and that development at their level weculd
not have occurred, nevertheless many do not apppreciate the need for the
association as a viable unit to plan and implement subprojects. This is
nrobably explained by the nature of individual'§ participation or involvement
in subprojects. In the case of individually implemented activities, their

success depends primarily on the participant's industriousness. The role of

the association in their individual performance is minimal.
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Among grous implemented enterprises, recognition of the important role the
association plays in thesir development is subject to the degree of invelvement
in the enterprise. The greater one's psrticipation is both in imglementing
some of the project's activities and in sharing in the profits, the stronger
the recognition of the importance of the association. Wwhen one views this
against the finding that few have primary regulzr involvement, while the
majority of members participate indirectly, or irregularly, one can posit that
most members do not share the f‘:eeling of solidarity present among those most

benefitieq.

Regarding-the strengthening of bensficiary capability to plan and implement
subproject activities,- there is evidence that some association have achiaved
it more than others. Cases such as the Maginoo Deep Sea Fishing project show
th% willingness and capability to risk profits in investments members believe

will improve efficiency of operations.

Based on our observations, it appears that willingness and capability to plan
and implement their own enterprises or to risk their own funds to improve
operations occurs more often in associations in which the enterprise is
imslemented Dy a group, subject to the success of the group's initial
endeavour. ¥hen the initial enterprise is not successful, members easily lose
irtzrest In the essociation. But if the initial experience sdcceeds, self-
corfidence of members 1s increased substantially, reinforcing their belief

that as a group they can plan and implement similar enterprises.

Amgng associations having individually implemsnted activities, the capacity to

plan and work as a cohesive unit appears not to be given a chance to develop.

Thus, ever lucrative subprojects (e.g., ginger-raising in Iriga) does not
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generate a feeling of inuependence among members. Yhen asked, whether they
coulc on their own meintain operstions: at current improved levels without
adoiticnzl financiel support from the RSU, most -respondents felt thet it is

nat yet time to be inoependent.

c. RECOMMENGATIONS

The approzch this evalustion took 1is highly gualitative, attempting to
understand factors affecting subproject performance and beneficiary impact.
For thié reason we did not try to arrive at statistically-basea conclusians.
Viewed as a whole, cur findings leac to certain lessons for future RSC

subpro jects.

The report observes that subproject implementation suffers from wesaknesses
within the CPDSs. These weaknesses at times are recognized by-the CLPDSs
the@selves, There is evigerce, for instance, that some of the City
Development Coordinators are aware that staff members performance are impzired
by insufficient skills, by the volume of competing tasks, or by Inaveguate
financial support systems. The aggregate effect appears to be inadeguate
subpro ject cesigns, problems in monitoring, or weak community preparatory

activities prior to subproject implementation.

In spite of all these, the evaluation also observed that many subprcjects do
succeed, although success appears more to be a function of the nature of
subprojects introduced. In cases where subprojects require simple technology
or where requisite skills are locally available, or where implementation is
rot .overly depencent on cooperative activities, we observed likelihood that

subpro jects could be sustained. Moreover ih these instances, more recipients

appear to receive more significant benefits.
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Assuming the RSC program is to be continued, our findings suggest a numder of
approaches to improve subproject implementation. Underlying this
recomnendation is that CPDSs should be realistic in assessing both their

capebilities ang those of beneficiary communities.

Given the current capabiliﬁies of CFDSs, we recomnend that if the propcsad
beneficiary community has had no experience in implementing cooperative
enterprises, it should not experiment with developmental activities requiring
cooperative irplementation. The strateqy should be to introduce simple

subpro jects, wherein individually implemented activities are the mode., At the
same time, group cooperation should bé treated as a goal and not as a mezns to
achieve subproject-success. However, in the -event that the recipient
community insists on an enterprise requiring cooperative effort, it is
incumbent upon the CPOSs to invest time and effort in preparing the
béneficiary community to plan ang conduct its own praject.‘ In the same
manner, monitoring should be much more regular and profound, focusing not only
on percentage accomplishments of proposed activities but especially the social

interactions that affect organizational growth.

D. FDDITIONAL COMMENTS: [LRM-RSC LINKAGE

As of this writing, a condition being considered to allow extensio& of the RSC
Project is to link it with the tocal Resources Mansgement Project. Given the
two project's backgreunds we expect some gmablems when and if these are
merged. For although both projects have quite similar goals, objectives and
strategi=ss, there nevertheless are differsnces in savers) aress: For- instance
LRM is a NEDA project focused on Regions V, VI, and VIII. Its beneficiary

participation component is to be implemented by Private Voluntary Organiza-
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ticns, HRSC is an MLG project coverirg sities nationwide. AL the comiunity
level, the city government itself is responsible for coordinating and

sugervising subprojects.

On account of the brevity of this evaluation, it will not discuss many of the
factors we believe could affect linkage. Rather it limits itself to scme of
the concerns raised by City Development Officers assuming the projects are

[Ty L
rercad;

The primary concern of interviewed CDOs is based on their limited
understanding of what the City Government's role would be in case of a

merger. Their limited understanding, for inmstance, of the LRM plan to utilize
private voluntary organizations to implement the beneficiary participaticn
coméonent of LRM reinforces their concern. One (DO states that "use of FVOs
is good but that there are disadvantages. It would be a questionable approach
if there is no trgnsfer of technology from the PVO to the LGU staff., This
will endanger lbngterm sustainability of subprojects. If the PVO, for
example, is independent of the City Go&ernment, we can expect some adverse
reactions from City Officials.” He further recommended that the.PVO should be
sunervised by the LGJ, and suggested that the LGU should have a person

assigrned to the PVO as an apprentice.

Considering the variants of the LRM approaches, i.e., the PBSP, UPLB-CRMA,
and the IIRR approaéhes, we observe that all designs recognize the importance
of the LGU in the process. Their implementation plans, however, indicate

differences. . Yery briefly and without discussing each of the approach, it

appears that on‘paper some variants require greater degree of participation of

¥
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the Municipzl Govermments than in others. In cne case, the Pvd plans o w2k
directly with the community beneficiafy, the Municipal Govermment acting
mainly as an observer of the process., In another, substantial training and
actual involvement of the Municipal Government is required. In the short-run,
each of these approaches have potentials for success. But what appears to
bother the CO0s interviewed is that if the role of the City Government is
unclesr and inadequate to prepare them for their eventual takeover of
subproject activities, the City‘Government would be the losers on two

grounds. first, they might not be adeguately prepared to continue with tpe
project on account of lack of skills. Secona, if the beneficiary
participation component is implemented by external groups, subproject success
will not necessarily reflect effectiveness of the LGU but that of the external
_group, in this case, the PY0. In a sense, thereface, the pnlitical leverace
genkrated by a successful subproject, or by simply initiating development
projécts for the disadvantaged, may not redound to the Lé officials. On the

contrary, in the CDO's view the RSC approach assures it.

Lest our chservations be misconstrued, we are not suggesting that in planning
RSC or LRM subprojects the most important consideration is the Local
Government offié&al’é percepficns of how the subprojecég could affect their
political futufé. Discussicns in preceding sections show otherwise. VYhat we
recomoend, hawever, is that it is also an important planning/design
consideration, probably affecting iong—term su§tainability, especially since
after the piiatfénd experimental activities, it.is the LGU that is left to

maintain the projeqt.



