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" Foreword

The drive for sclf-reliance and sustainable development across the developing world has been
accompanied by an increasingly stronger awareness of the importance of institutionat development for
international cooperation. That importance was reaffirmed in the set of "Principles for New
Orientations in Technical Cooperation* that the Development Assistance Committee (DAC) of the
Organization for Economic Cooperation and Development (OECD) adopted in 1991, Many aid
donors have already begun integrating institutional development into their aid programs. In
December 1992, the Japan Intemational Cooperation Agency (JICA}, the Ministry of Foreign Affaits
and the Foundation for Advanced Studies on International Development (FASID) cosponsored an
intemational symposium on the theme "Institutional Development in Asia."" That gathering also re-
emphasized the value of institutional development, and underlined the necessity of mutually sharing
experiences and lessons learned thus far in the ficld.

In the meantime, from a prOJec{-management perspective, increasing emphasis has been placed on the
need to consider actions in institution building from the project formulation stages, with the goal of
ensuring that aid projects take root in the recipient country and that self-managed and -operated
projects backed by aid can help place that country on a course to sustainable development. The study
detailed in this paper was performed with several objectives in mind: to define what it means (from a
projéct-managesient petspective) to give more atlention toward institutional development, explain
why that emphasis is important, and put valuable information and insights on these topics into the
hands of JICA personnel.

As JICA's first-ever exploration of the project-management-refated need for heightened attention to
institutional development, this study had to address various issues that were still conceptually vague.
For that reason, Editorial Committee Chainnan Yutaka O'hama (Associate Professor, Depariment of
Economics, Nihon Fukushi University) and his committee colleagues all faced a formidable task as
pioneers in uncharted territory.  We are deeply grateful to them for their hard work.

This study was primarily concerned with the objective of having people engaged in JICA-led
assistance programs become more fully observant of the importance or value of actions in institutional
development. Accordingly, actual methods to achieve institutional development will be topics for
future study. Finally, the views expressed in this paper are these of the authors themselves; and do
not necessarily represent JICA's official views.

I am hopeful that this paper's findings will enjoy widespread use and, as such, foster a heightened
awareness of the need for stronger emphasis on institutional development in assistance programs. I
will be satisfied, moreover, if the case studies cxamined in this paper contribule to a more in-depth
discussion conceming approaches to institutionat development suitable for use in JICA undertakings.

Kazutoshi Iwanami
~ Managing Director
Institute for International Cooperauon
- Japan Intemational Cooperation Agency






~ Overview of Study

Following is an overview of the study discussed in this paper.

Objective: to define (from a project-management perspective) what it means to give nore attention
to instilutional development and to explain to JICA officials, experts, arid project coordinators why
that emphasis is important.

Duration: July 1993 to March 1994

Methods: investigations of related academic literature, case studies (investigations of literature and
assessments by experts actually involved in the pro;ects examined), and discussions by the editorial

committee,
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I. AnIntroductory Overview

For quite some time, development assistance was concentrated primarily in the arenas of
infrastructure development, the pravision of equipment, and hardware-oriented technology transfess.
As a result of their almost exclusive concern with issues in these areas, many aid projects were
" executed without an adequate examination of social, economic, or political conditions in the recipient
regions or countries and without an awareness of the capabilities or limitations of the local
organizations or institutions responsible for project implementation or management. This has given
rise to sporadic instances when aid failed to provide expected benefits, when the benefils were
available to only a selected few, or when projects reinforced by aid ullimately demonstrated no real
progress once that flow of aid came to an end. These examples underscore the importance of having
an adequate understanding not only of the material aspects of project formulation and implementation,
but also of political, economic, and social conditions in the recipient country and of the ability of local
institutions to put projects into effect.1 o -

Institutional development, as discussed in this paper, is a way of strengthening implementation
‘frameworks by grasping societal conditions in the recipient country, with improved project
performance as the ultimate goal. As such, itis a universal factor that must be given consideration,
whatever the project may be. JICA has not been entirely remiss about integeating a perspective on
institutional development into its own projects. On the whole, though, not enough attention has been
given to the importance of adding this perspective to the scope of investigation at the project
formulation and implementation stages. With that understanding; this study seeks to define what it
means to give more attention to institutional development from a project-management perspective, and
in gencral terms have JICA officials, experts, project coordinators, and other people engaged in JICA
project planning and execution understand why that emphasis is so important. '

This introductory overview takes the following form: First, it provides a definition of institutional
development. Next, as a background to a better understanding of the importance of institutional
development, Section 1.1 gives a presentation with simple illustrations of desirable aid projects and
past cases of faiture, Drawing from thus, Section 1.2 explains what is implied by the task of giving
institutional development more consideration. Then, Section 1.3 examines the underlying
significance and objectives of institutional development.

Though this paper addresses the above issues, in view of project management, its focus is limited to
projects in the developing world. More specifically, the discussion is chicfly coricemed with projects
that have strong community participation and that will directly benefit local inhabitants: i.e., projects
leading to poverty alleviation, the. improvement of basic humian needs, rural development, or the
bettenment of social conditions for women (Women in Development themes).

1.1 Desirable Aid Projects and Past Failures

Aid involves providing or transfesring needed inputs (of personnel, infrastructure, information,

techriology, ¢tc.) from a donor to a developing country, and is aimed at placing the recipient country
 oii a track of self-sustained dévelopment.- Projects are ong form of aid. They are understood to have

a'specific objective or target that is to be met within a specific tinie frame and comprisc a series of
" activitics to that end, including the provision of certain needed inputs by the donor and the pursuit of
various local ventures designed to effectively hamess those inputs2.... -~ -~~~



Figure 1.1 Desirable Ald Projects and Past Fallures
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As illustrated in Pigure 1.1, a desirable project is one in which a donor provides the needed mputs
and the expected benefits accrue within the target period and remain available at least to some
minimally acceptable extent even after the flow of aid has ceased. In addition to offering sustained
benefits, a desirable project should conceivably foster capacity bu:lclmg (i.c., improving the abnhty of
the affected organizations and individuals to deal with various problenis other than thosc directly

addcessed by the project itself) and contribute to the silstamed self-propelled dcvclopment of the
recipient communily at large.

However, not all aid projects pursued to date fit the above descrlphon For mstance some past
immunization projects were effective in supplying vaccines, synngcs and other essential mputs, but
failed (o generate their expected benefits due to a Jack of consideration for local cultural or social
factors (Figure 1.1, A), e.g., the fact that few women would bring their chlldren to health ccntcrs
staffed predominantly by men, Also, as exemplified by the green revolution in certain devclopmg
countries, there have been cases when projects were a suceess in quant:tauvc terms, but the:r benefits
accrued only to the elite classes and remained unavailable (o broad cross-sections of socncty (F:gure-
1.1, B). Finally, some projects have proven ineffective after the flow of aid ceaed (Flgure 1.1, C),
as has been witnessed with the breakdown of water pumps that received madequate mainténance after
projects to install them reached their end.3



Projects such as those just described can conceivably fail for a number of reasons, some of which are
actually due to problems posed by the aid recipient, Nonetheless, donors need fo reflect on the fact
that failures have often resulted from the provision of needed inpuis without an adequate grasp of
local polmcai societal, economic, or cultural conditions in the recipient country.

1 .2 Consi‘dera'tions"for Institutional Dcvelopment

: ‘_l 2, 1 Dcﬁmtlons of and Cons:derahons for Institutional Dcvclopmenl Sheddmg nght on Unknowns
- and Craftmg Mechamsms for Succcss : '

' Inslltutlonal dcvelopmcnt is a process that mvolves (i) cultivating a clcarcr understanding of local
~ political, economic, societal, and cultural forces in the district or community where a project is slated

for implementation; and, based on that understanding, (ji) establishing essential frameworks or
. mechanisms thal assure the project generates expected benefits (Figure 1.2). l‘iom an institutional

.developmcnl perspective, the task of laying essential frameworks will involve (i) cstabhshmg rules or
_ guidelines for project implementation, (ii) improving or reinforcing the structural capacity and
managerial organization of institutions in the recipicnt country that are responsible for implementation,
~ or establishing such institutions when necessary, and (iii) laying systematic foundations for closer

: coordmatmn between project—xmplemenlmg institutions and related orgamzailons

Inshtuuonal dcvelopment can on occasion be a primary goal dependmg on the pro;ect However, as
noted at the beginning of this Chapter, it is understood here to be a universal essential for all projects.

Whatever the project objective may be, achieving expected results will demand a solid grasp of
conditions in the district where the project is slated for implementation, as well as action to devise

~mechanisms for successhin other words, parallel considerations for msntuhonal developmcnt durmg
lhe pro_;ect planmng and mlplementatlon stages. :

ngre 12 Pro_lects Shaped by Consideratlons for Institutional Development
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Considerations for. institutional development are explained below in line with an‘iirc 1.2 above.
First, an attempt is made to explain what those considerations actually entail. ~ Neéxt, short
preseatations are given on the identification of local conditions in'Settion 1.2.2, aiid on miechanism
building in Section 1.2:3. Finally, Section 1.3 discussses the significance and objectives behind these
considerations.

1.2.2 Understanding Local Social Conditions and Culture: Shedding Light on Unknowns _

Studies for project formulation and implementation should not orly look to questions about needed
- hardware or technologies, but should also ¢xamine locat social and cultural factors likely to be pivotal
determinants of project success, Such- factors include quéstions  about religious caste, gender,
disparities in the distribution of wealth, tribal problems, political corruption, and so forth.4 Here, the
- task of examining social or cultural forces or issiies will involve work to idetitify Jocal rechanisims
already in place prior to the provision of aid-based inpufs. Developing counttics usually differ from
Japan in a number of ways: €.g., in terms of social or cultural fabrics, nahiral resoiitces or
environmentat conditions, and historical backgrounds. - Moreover, each district is uniquely different
from the rest in some respect. It should not be any wonder, then, that pro;ccts lmplementcd under
_conditions different from those in Japan typically end up having an eatirely different cuicome even if
the fumished inputs are identical. To ensure that a project ‘actually generates its antacnpated benefits,

steps must be taken to establish essential mechanisms for success by striving to formulate projects
and methods of implementation that are well-adapted to local conditions. To that end, it is imperative
to identify and study the oondmons and cultural lradlhons charactcnstzc of the local commumty in
qucstlon beforehand.

Socnal assessmcnts are one way of identifying local conditions in communities where aid projects are
slated for implementation. In recognition of the heightencd importance such surveys have assunied in
recent years, JICA itself has issued a set of guidelines for developing project-related social
assessments.5  Under the JICA guidelines (p. 8), "social assessments shall be utilized to identify the
demographic features, social organization, and cultural attributes of the population in the locality of a
project site." Purthermore, the goals of such surveys (p. 8) "shall be to examine ways of 'adapting'
project content to the local social climate of the target site and explore methods of project modification
to that end, as necessary." . In other words, to aid:the: search for project formulation ahd
implementation strategies that are well-adapted to local conditions, itis esscntlal that Ihosc conditions
be identified through prchmmary social assessments.

The emphasis here has been limited to the value of conducting social assessments as a means of
identifying local social and cultural conditions around a project site. Readérs with an interest in the
actual themes and methods for such surveys are encouraged to peruse the above-mentioned JICA
guidelines. To provide a clearer image of what social assessments tend to examine, Box 1 providesa
list of some subjects covered by the assessments.



Box l Some Subjects Covercd by Social Assessments (excerpted from the
preliminary survey for the West (,entra! Luzon development program)

Su wey SllbjCClS |

1. Economic, political, social, and cultural attributes of local conmrmuhity

1.1 Economy
Primary product

Systems for distribution and merchandlsm g of primary product inside and outside local commumty
Orgamzahons coonomlcally active locally and elsewheie

1.2 "Politics

Local potitical leaders and groups

Organizations politically active locally and elscwhere
Mcchamsms for community participation and decision making

1.3 Socnety ' -
Dcmographics of local oommumty (m terms of gender, occupatlon schoolmg, etc.)
Quality of life (sausfacnon of basic needs) for different social strata

Distribution of economic wealth and political power, by soc:al stratum

Socrally active orgamzahons Of groups

Modes of communication msrde and outside the community

Mobxhty of loca] mhabnants

1.4 Culture

Culiural traditions or practloes unique to the local commumty
Locally observed codes of conduct

Local customs for wedding or funeral ceremonics
Culturally actwe orgamzallons Or groups .

2. Social stmclurc and access to loca! 1ESOUrCes
| Principal local resources
Forms of resource ownership and uhhzahon avmlablhty of existmg resouzces
Community organizations engaged in resource management and their frameworks for operation
Distribution of benefits and modes of reinvestment
Societal and regional reach of community organizations

3 Local attitudes and capabnlmes with respect to development

Past dcvclopment programs and their effectiveness - :
Forms and methods of community paticipation in past pro_;ects
Local attitudes about devetopment and reasons for those attitudes
Level of tcchnology utilized for activities in daily life :
Iuh abnams level of skill to identify problcms and to plan programs




Box 1 -continued-

4. The needs of local inhabitants, and their desire and terms for participating in projects aimed ai
fulfilling those needs - ‘
Development needs and problemis acknowledged by community members
Programs for problem solving proposed by the community members :
Actual methods, conditions and requiréments for members' expression of such needs
Anticipated impact of program implementation, and measures to deal with that impact
Inclination of local inhabitants to support or participate in development programs

Survey Accomplishments

1. Development programs were formulated to reflect local inhabitants' heeds., .
2. Transparent frameworks were set up for joint program implementation.:

Chapter 2 discusses an aid project for small-scale inigation systems in the Philippines. Prior to the
implementation of that project, steps were taken to study 47 local irrigation cooperatives already
 active, thus shedding light on several culturally rooted factors considered pivotal to successful
irrigation system maintenance and operation in that country. Utilizing a cultural perspective in this
manrier to identify determinants of success in a particular activity will likely be of instruriental value
in preparing locally adapted guidelines for aid projects and finding ways to reinforce frameworks for
project implementation. ' o s

1.2.3 The Creation of Mechanisms for Project Implementation -

To ensure that the expected benefits of a project are forthcoming, the next thing that must be done
after achieving an adequate grasp of local conditions is to establish suitable méchanisms for
. implementation. From an institutional development perspective, this step will involve (i) working out’
locally viable guidelines for project implementation, (ii) establishing or strengthening the
organizational foundations of institutions responsible for project affairs in the recipient country, and
(iii) cultivating closer tics between those institutions and other, refated organizations (system

‘building). ' ' ' S -

1.2.3.1 Fornwlating Viable Guidelines

‘The guidelines being advocated here are those essential to the implemcntation,_managcmcnt, and
operation of a project so that it will achieve its goals. That is to say, such guidelines will be helpful in
delegating responsibility for acquiring the materials and technologies néeded for project suceess, in-
selecting procurement strategies, in allocating responsibilities for specific actions (rolé-sharing
arrangements), in distributing projéct costs -and project-derived benefits, and even in dictating
procedures for modifications to the guidelines themselves, if and when that need should arise. In
other words, the guidetines will provide everyone engaged in project affairs with a'tiecessary code of
- conduct designed for the attainment of project goals. Such guidelines should be integrated into the
plan of operations for a given project, but only with the express approval of alt individuals and
groups involved in the project's affairs. Needless to say, these guidelines must be devised for several

—6 —



- different levelshe.g.; for undertakings by JICA and its counterpart ministries or the agencies in the
;. fecipient country, and for undertakings at the local level. Purthermiore, they rhust have the approval

;. .of all parties involved. Project guidelines will be useful in defining suitable frameworks and

operational philosophies for the project-implementing institutions discussed Jater in this section.

It is crucial to bear in mind that project guidelines should be adapted to the needs of the local
community in which the project is slated, and on the basis of adequate attentior not only to the
material or technical dimensions of the project itself, but also to the local political, economic, societal,
. and cultural forces in play and the ability of organizations within the reciplent country to actually put
projects into effect. Actually, the process of establishing such suitably adapted guidelines will include
.- continuous revision and alteration: from the cartiest stages of project formultation and planning all the
- 'way up to and including the final stages of implementation. Strategies of inmplementation considered

o be the most effective method of achieving project goals under social settings prevalent in Japan
cannot easily assure that a given project will be sustainable after the flow of aid hias conie to an end
_ unless those strategies are accepted by and take root in the local community where that project is
- targeted. In project localities populated by a mixture of different ethnic groups or distinguished by
wide class gaps in assets or income, project operations could conceivably end up benefiting the
dominant group or class, with practically none of the benefits reaching those groups that ticed
assistance the most, unless local social circumstances are given proper attention and frameworks for
the participation of disadvantaged groups are effectively integrated into project plans at the outset,
Moreover, in Islamic countries and other areas of the world where women face constraints on their
. participation in society, it will be important to thoroughly weigh cultural factors when exploring

- implementation strategies for projects that include women among the targeted beneficiaries.

- Pashioning wetl-adapted guidelines is just one of the steps toward the establishment of mechanisms

- that will contribute to improved project effectiveness. In taking that step, however, as noted earlier, it
will be important to look beyond the hard technical or material dimerisions and, moreover, strive for a

set of guidelines that reflect careful attention to the social, pelitical, economic, and cultural forces at
‘work in the community wheére the project in question is stated. Incidentally, projects that demonstrate
this level of consideration for issues in institutional development will not be amenable to universal
strategies of implementation. Instead, efforts must be made to come up with customized strategics
that are shaped by a strong awareness of local community circumstances., '

1.2.3.2 Building and Reinforcing Organizational Frameworks for the Institutions Responsible for
- Project Implementation in the Recipient Country

Studying institutions responsible for project implementation, and pursuing measures either to bolster
their management or organizational viability, or to create new organizations outcight, are also
important, and together count as the second step toward the fabrication of mechanisms for improved
project effectiveness, : ' = :

Those agencies or organizations in the recipient country with which JICA experts on local
assignments have prime contact during the pursuit of their project-related activities are considered here
to be the institutions responsible for project implementation. For expests engaged in research
. projects, the principal contact will typically be a university-affiliated research institute or laboratory.
Likewise, the state or provincial offices of the ministry of agriculture wilt usually be the chief points
of conlact for experts involved in local programs for the cxtension of new farming techniques.
Similarly, a subdivision of the health ministry witl bave jurisdiction over national projects to control
malaria. Conversely, for development projects at the viltage level, the local community center will
often be the primary public agency to deal with,

-



These institutions play an instrumental rolc in running projects on the basis of established operational
guldeluws and in monitoring them to determine whether they have actially been lmplcmented in
accord with such guidelines. In addition, they are positionéd to modify the guidelincs to fit changcd
circumstances, and are essential because of their ability to peol lheir éxperiences and assume an active
role in future ventures.

However in countries saddied with serious bottlenecks of vatious kmds it is difficult to visualize
such institutions as having the necessary financial resources; human-capital, facilitics, or skill to fully
handle all the affairs of project operation and management. For that reason, it seems éssential to have
. an unders!andmg of their actual capacity at the outset and shed tght on the d:fhcu]tles they face in'the
~ arena of project implementation, Steps must then be taken to identify areas in heed of reinforcement
and to incorporate capacity building measures for improved management into project plans. Should
- too many areas be deemed in need of reinforcement, cost considerations could lead to the dccns&on to
create an entirely new. organization or agency with the sole mission of aid pro;ect management or
~operation. In that event, the task of institution building miust be given serious study.” Efforts in
organizational reinforcement or capacity building of existing institutions should bé tried fiest; despite
their problems or shortcomings, they have already demionstrated an ability to peiform useful social
functions of some kind. Building new institutions is an undcrlakmg that demands specnal care,

Setious problems with project pamc:pauon or the distribution of prolect benefits could emerge unless
the above-described institutional assessments and resultmg measures in organizationial reinforcement
or institution building arc effectively mtcgratcd intc project plans.- For instancé, funding shortfalls
could prevent an institution from running project facilities, or projects could end up carried to the
implementation stage without a clear knowledge that the respons:blc institutions in the recipient
country are under the control of a particular special inferest group. - Instlluhonal evaluations and
consequent steps in organizational reinforcement or mstltuhon bmldmg are mdlspcnsab]c 10 the
objective of booslmg project effeclweness 6 '

Though the spec:ﬁcs of msututlonal evaluatmns will not be d;scusscd here, Box 2 pmvrdes alist of
sample questions for consideration. : : :



Box 2 A Sampling ol‘ Queslions for Consideration in lnstitutlonal Evaluatlons

1.

2.
-a.

Arc pmject objecttves congruent with the institution's own objectwcs and activities?

What retatlonshtp, if any, is there between the institution and the targct group‘?
Are they antagonistic to each other?

b Does the institution have a clear understanding of the target group's sxtuatton‘? Is it well- '

C.

3,

&
b
c.

d.

8

4

a.

disposed about developing an understanding of the group's problems?
How do people in the target group percewe the institution?

Docs the mstltutlon have adequate or smtablc ﬁnanctal resources, human resources, facilities, .
et. for project implementation? | R : : o

. Ts its budget for implementation large enough?

Is it capable of mamtammg a budget level essential for mnplementatton"

Does it have, or is it capable of acquiring, sulta'ole or adequate facilities essential for
unplcmentahon? : -
Is it staffed by personnel with the sk:lls and cxpertlse essential to the futﬁllment of its dut:es in
- the area of project implementation? - :
Areits staffers motwated?

Does the institution havc a structure suited for arole in project lmplcmentatxon‘?
How is it organized at present?

-b.. Has it set up any posts specifically for the performance of duties in project unp]emcntatlon? If

0, what are they?
.- What kind of managenal cham of command isin placc" Isit smtcd to the affalrs of pro;ect
.implemen tation?
. Do posts engaged i in prolcct mlplemcntatzon affairs operatc on the basm of transparent role—
- sharing arrangements‘? . S . .

5. Are the mstltunon s managerial strengths or operatlonal ph1losophy wcll-smted to arole in

.G'm

w e o-.'.O-”

project 1mplementat10n? :

. Does it have clear ob_;ectwes and do its employecs share lhose objectwes?

. _Does it have the leadership to push lhrough with its dutles in the arena of project

implementation? - : .

What decision-making proccss does it employ? '

. Are communications and the flow of information between dlfferent posts smooth?

Who is in charge of coordinating views, and how do they do that?

What operational philosophy does the institution observe?

- Are there any cultural or social influences (including interpersonal ties) on management {e.g.,
preferenttal treatment for people of certain ethnic backgcounds or limitations on the
employment of women)?

tob

Chaptcr 3 presents acase study of tistination bmldmg in Ghana, Stveral social factors are considerec

lame for- the poor’ business efﬁc;ency that plagued a newly established center for irrigation

_rescarch actual working conditions, such as inadequate facitities and low salaries, and the philosophy
of management and operation, such as an undexdcvcloped management framework, vaguely defined

staff roles, and ethnic discrimination. This Chapter discusses. measures that were drawn up to
address thcse lssues and boost the center’s efﬁc;ency :

~9..




1233 Bulldmg Closer Ties Between Prcucct-lmplememmg Instmmons and Re?ated Organizations:
- (System Building) - -

Bstabishing locally adapted guidelines and remforcmg or bmldmg riew mslltullonal structures for
implementation will not be enough to ensure thata gwen project accomplishes its expected goals or
‘effectivencss. Many organizations will be involved in the 1mplcmcmahon process, including
collaborating organizations and those at levels of the institutional hierarchy both higher and lower than
‘the institution directly responsible itself. Therefore, unless steps are taken to establish desirable role-
sharing arrangements among all these institutions, the implementation process could suffer sctbacks,
including poor flows of essential materials, equlpment or mformation Local conditions could be in
a state of flux while the implementation process is under way. = Accordingly, there musi be ‘a
preparedncss to accommaodate that change through adjusiments not only on the logtstics front, but
also in terms of modifying project guidelines or even the functions or sticture of the lmplemcntmg
institutions themselves. To keep projects running on a sustained basis, these adaptanons or
‘alterations should be pursued as-nécessary in response to feedback from continuous monitoring of
relevant locat trends. Necdless to say, the institutions rcsponsxble for implementation yust have the
capacily to adapt to changing conditions. On many occasions, though, they will not be capable of
accommodating change on their own. In such instances, it will be necessary to have ‘an expedient set
‘of collaborative arrangements with other institutions or organizations (one goal of system bu:ldmg)

Such arrangements must involve steps to identify the organizations that will participate in the project,

define and coordinate roles and activities among these orgamzattons, and establish suntable.
relationships so that each organization understands its role ancl lives up to its responsnblhtles

Naturally, building better ties between govesnment 'mstituiiohs and other organizations demands that
one have an understanding of who is actually invelved in a given project in the first place, Involved
organizations exist on many levels, including the impleménting agency within the govemment
ministry with jurisdiction and all groups below it on the institutional ladder, as well as orgamzatsons
established in the locality of the project or within the target group. - In other words, the scope of
activity will extend from the national level on down to the regional, Jocal, and wllage-group tevels. In
addition, just as there are district-level administrative agencies of the central and local govemments,
agricultural and : fishery cooperatives, and ‘ various other formal groups ‘with clearly defined
organizational structures, objectives, operating strategics, and charters, there are also- numerous
informal organizations with less binding power, mcludmg neighborhood cooperauves and mothcrs
groups, who are typically prepared to participate in project affairs should the rieed arise. What is

more, for all the administrative organs in place at different levels of the public sector, theie : are also
various profit-oriented private-sector orgamzatxons as- well as not-for- -profit nongovemmental
organizations (NGOs).

After identifying which of the above types of organizations will be involved in pm}e;:t—reiated
activities, it will be necessary to explore the primary rotes they should be cxpected lo assuime if the
project is to be sustainable and effective. Next will come the task of défining suifable refationships
for participating organizations and determining how they should share material resources, personnel;
and information. At that stage, attention must be given to the creation of frameworks that allow for a
desirable flow of materialand information. System building in- this manner to foster improved
relationships between the institutions and orgamzauons involved wnll count as the third step toward
the creation of mechamsms for unproved project effectiveness,



: Box 3 An Example of System Buildlng for Immunlzation Projccts

| An expcn is assxgned to a provmcnal hospitat in Developing Country A for the purpose of pultmg
together and imiplementing an immunization project. In this case, the central hospital in Province B
has jurisdiction. The project itself will be aimed at raisinig the immunization coverage for infants in
Province Y from x to y percent over a five- year span, lowering morbidity i in turn,

To improve project effectiveness, it will not be enough to pursue efforts in organizational
strengthening at the provincial hospital alone: that is, by acquiring adequate budgets, facititics, and
personnel or bolstering theé managemient-oriented capacity of the institution through training
programs or by stationing pérsonnel in ‘essential posts. The health mmlstry and national hospital
must be preparéd to furnish essential vaccines and equipment, immimnization slralegles, and
guidance on a contifuous or umcly basis, ‘as wairanted. Furthermore, as the institution wnth
responsibility for immunization programs in its own province, the central hosp:tal in Province B
must be prepared to supply essential materials, information, advice, and training opportunmcs to
personnel in district-level public hospitals or health centets under its Junsdlctlon as well as to pnvate
hOSpltalS and NGOs engagcd in other i immunization campalgns :
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In addltlon to this ﬂow from the top down, low—levcl agencies or oollaboratmg organizations will
need to supply the provincial hospital and h:gher institutions with data an the number of immunized
infants, imimunization coverage, and morbxdlty-related txends if project affcctwcncss is to be better
gaugcd That data will provide the basis for measures ainied at improving the effectiveness of]
irmmunization campasgns, &8s by leading to changes in project implementation sirategies, revisions
to' regulations on vaccines in wse, or aew opportunities for training, Bs!abhshmg systcms or
frameworks in this fashion for a freer' flow of valuable materials and information between
pamcnpalmg institutions or organizations ¢an be éxpected to facilitate a fastcr rcsponsc to problems

' that anse and bolster the $u stamab:hty of nnmumzatmn pro_iecls in general
B “ B



In the Sections above, I have attempted to provide an ¢xplatiation of what it means in real terms to pay
closer consideration to the demands of institutional development. Needless to say, drawing up
guidelines has long been a standard procedure for aid projects. - In most cases, though, that process
has been focused almost exclusively on technical issues or the provision of funding, and too limited
in its_attention to_societal conditions in the recipicnt country.  Of course, some projects have
incorporated a focus on organizational reinforcements or system-building ventutes; on the whole,
though, most seem to have been shaped by the attitude that organizational relationships or institutional
shortcomings are problems that the recipient itself must deal with.

Showing consideration for institutional development is, therefore, a way of demonstrating a more
' positive commitment to cooperation in arcas where aid recipients were once expected to act on their
~own.  That consideration reflects the realization that many developing countries troubled by
 bottlenecks of various kinds will find it difficult to strengthen their institutions or pursue better -

organizational ties even if they arc adequately aware of the importance of helping themselves in this

way. The increased importance given to issues in institutional development also highlights a

transition in the nature of the inputs supplied through aid programs.. In othér words, though concerns
“about capital, equipment, technology and other "hard" issues still command much attention; eimphasis

is increasingly being placed on “soft" factors as well: the information, know-how, and organizational
- management skills essential for the creation of mechanisms that will help projects attain their expected
- effectiveness. : ' : o

1.3 The Rationale for and Objectives of Institutional Development

Figure 1.3 The Rationale for and Objectives of lns!itnilonal Dévélopmeht
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As mentioned several times in Section 1.2, the primary rationale for placing more emphasis on issues
in institutional development is improving overall project effectiveness in terms of feasibility, equity,
the level of community participation, and su stainability.

That heightened emphasis, however, is important for other reasons as well. To be sure, the second

key rationale has {o do with improving the abitity of the rgcipient to move onto. a self-sustained

development course. Implementing projects that incorporate an institutional development focus will

enable the recipient to strengthen its institutions, nurture a more desirable set of ‘organizational

relationships, and bolster ils capacity to deal with project-related problems or changing circumstanéés.
—-12 = _ .



‘The institutions and individuals engaged in project affanrs will of necessity engage themselves in a
process of trial and error if they : are to come up with locally adapted project guidelines as well as adapt
their projects to changmg circuinsiances. ‘That process, however, will in turn contribute to headway
in the arena of capacity building by honing the abihty of personnel engaged in project ventures to deal
with problems and changing conditions as they arise. Experience amassed through trial and error by
the 1mplcmcntmg institution will be of immense educational value to cotlaborating organizations.
Such experience can be hamessed for snm]ar projects in the future to enhance their effectiveness. The
"beneﬁts of course, will reach beyond improved effectiveness at the project level; by accruing to the
jocal comnmmty they will improve the recipient's ability to gauge the circumstances of local
_ mhabitants deal with problems they face, and place itself on a self-sustained development track.

To rezterate. pro;ects with an mst:tuuonal devclopmcnt emphasw w:ll rcmforce the abihty of thc

_ 1mplemenlmg institution and focal ‘inhabitants to better deal with problems and. changing
circumstances, and empower local mhabltants to work on new projects aimed at fulfilling other needs.
Such an emphasis in the planning and implementation stages can be expected not only to enhance the
effectiveness of each project undertaken, but also to have a ripple effect on the ability of the aid
recipient to deal independently with its own problems (capacity building). In other words, it will he!p
the recipient heighten its potential for sustainable development.

The foregoing sections sought to provide a simple description of projects with an emphasis on
institutional development, and why it is important. Chapters 2 and 3 strive to improve the reader's
understanding of several topics already explored in this introductory overview by claboratmg further
with actual case studies.

The Philippines case study taken up in Chapter 2 highlights the importance of examining local
organizational structures and cultural factors before project implementation, The case study itself
looked at 47 local irrigation cooperatives operating in the Philippines, and discovered that their
operational success depended not only on technical factors, but also on the organizational features of
the cooperatives that run them. Though it notes that the average Filipino is not strongly devoted to
intangible organizational structure, the case study also points out that uniquety Filipino ties of a leader
and indebted followers are reflected in the power structure and operation of those cooperatives that
have proven successful. It further suggests that the members of such cooperatives are hlghly
homogeneous in their personal character.  These points effectively underscore the value of exanining
erganizational factors before project implementation. Indeed, to identify locally suitable operating
philosophies, it is important to have an understanding of the operating philosophies of organizations
engaged in project activities that are currently running their affairs in an effective way.

JICA experts were involved in the institution-building stages for the establishment of the Ghanaian
irigation development center that is the subject of the case study taken up in Chapter 3. That study
highlights the difficulties faced not only in acquiring space and refurbishing structures for the center,
but also in uncovering the root causes of its inefficient operation and finding solutions aimed at
boosting its efficiency. Thie study examines not only the internal organizational problems that already
- existed at the time of establishment, but also the domestic cultural, social, and economic factors
influencing the center's organization as well as the relationships the center had with its sister
organization, the public Ghanaian irrigation development authority, and with Ghana's Minisiry of
‘Agriculture. The discussion touches on the participatory management strategies that were applied in
calling together all center personnel for meetings during the institution-building stage, and on the way
problems were dealt with by JICA experts and local officials through repetitive trial and ercor.

‘The irrigation center still faces an array of problems, all demanding effective solutions. As such, it
probably cannot yet be termed a success. On the brighter side, it is clear that in working side by side
— 13 .=



- with local personnel, JICA experts assngned to the institutioti- bmldmg and opcrauonal stagcs of the
project did contribute to the ability of Ghananans to run thelr own orgamzatfons and to the potemlal for
lashng project smtamabmty

As noted earller, thlS introductory overview aims chiefly to ‘explain what hclghtcncd atlentlon to

institutional development should entail, and why that attention is vital. Assuch, no altcmpt has been

~made to discuss any single issue for study in substantive dciall Also, [ have ot addréssed a number

of issues and methodologies that demand serious study for iticlusion in ‘actual pro;ccls from an
institutional developmient perspective, for instance; how to strengthcn institutions whose problers are
known, or to what extent JECA expetts can or should be involved given current .IICA frameworks
and the issue of interference in the inteinal affairs of devc!opmg countncs Though these queshons
are briefly addressed in the final récommeéndations made by this paper, they will hkcly be major
issues for fulure sludy, along wnh the task of overhauling lmplcmentallon frameworks



. End Notes

. Such obscwauons have often been a topic for dlscussmn at DAC gatherings, The importance of
 institutional development has been underlined in the "Principles for New Orientations in Technical
" Cooperation'" adopted in 1991.

. Projects as discussed hete are of a more broadly defined variety than what JICA terms "project-
type technical cooperation” usually bundles together the overseas assignment of experts, training

. programs in Japan, and the provision of equipment and supplies.

. _Por more examplcs of this kind see the Cernia and Uphoff works listed in the blbhogmphy x

. Dueto the mﬂuences of caste (pamcu]arly in South Asia), gcnder, social class, or tnbal al‘ﬂhanon
(particutarly in Africa), access to and control of resources and information vary significantly
throughout the dcvelopmg world. Tn many cases, attention to such social factors can have a major
impact on project outcome.

— 15~
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