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Project interventionists Jor developing the rural poor
oflen assume that the target group, as understood, da-
fined and located
and sufficlently if the internal varfables of the project are

- monilosed and the pioject oytput is dativered on time,

within estimated costs. Internal variables imply those
aspects or components of project organization over
which the Implementing agency has tull control, itis
often believed that, since the processes of manufaciur-
ing or construction are visible and can be monitored,
consequenlly in rural projects also, only whalaver is
visible and can be determinad from the Internal project
variables needs o be monitored. This introduces a major

- bles In the methodology of monitoring. Certain basic

*saturas of rural projects are ignored and the blind irans-
tsrenca of techniques laads io vary little improvarmaent in
the conditiona of rural poor compared to the labor cost,
skilis and enargles lnvolved.

It Is believed that project failures are largely caused
by slippages during implamsantation. Thus the problem
is defined as that of improving the implementation
through stricter control and close monitoring of bureay-

* cratic Instruments, 8o as to ensure "coordination'! —— the

magic world of developmental projects. it is not recog-
nized that eHecls on the saCiety start accruing right from
the stage of project selaction to s activation, and so
forth. The project no longer balongs to the designers
and implemsntors. The ownership passes on to the tocal
actors, othar inftuences and vested interests (THOMPSON,
1973). Thasa interests parmsale tha'organizational boun-
daries and various buraaucratic channels and tiers of
adminigtration. The challehge bafors the project plan-
nar thus is ot only to anticipale the technical dimen-
slona of the projects, but also the social eHecla which
may halp achleve or defsat the project ohjectives. The
soclal effacts alao influence the parformance of future
projects. Earlier sxperiences with simitar er dissimilar
projacts influsnce the participation of farmers in the new
projecls. i o

“hus, the implementation of & project initlates a chain
of reactions in soclety the moment ils concaption is an-
nounced. These changes ars triggered by (a) the social
stratification, (b) the ecology of tha area, (c) tha culture
and design of the key organizations raspongible for Im-
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by them will ba banafiled positively

¥

plementation, (d) interorgaruzationa! communics on aid
congruence of the objsctive and consanacs adou! rrean.
ings or tha methods 1o achieve these objectives, {c: ihg
monitoring of internal project variables Wis-2-v13 & i
eflacts on/or of tha eariier listed aspacts. T
This paper soeks 10 present a conceptual dizCusal
on social aftects monitoring. Part one include: a b
review of the literature. Pant two describes the [Tgoth
and relales ! with a rural social syslem. Part th1¢
Befts a new paradigm on the MOSED {(Monitoning
Social Effects of a Developmental Project) approac
raises soma Isaues regarding relevancs of this approach
and In conclusion the lessona of this discussion are:
thesized, . .

Part one

velopment projects, the “unprediclability” of h
interactions, the focus shifts from eflectivity 1o
ency. The larmer concerns the impact of tha pi
output, wrie the latler is like increasing the Bpes
matter in which direction (HONADLE & INGLE, 1978

Itis being Increasingty realized that effect moi
has been given very iiltie attention in project mar
ment (UNDP, 1679). I has been suggastad that two gij

tions should bo asked when designing and appraising

a rural development project; “How can likely negative
effects be eliminated or reducsd and how can posilive
effects be introduced or amplitied?” 1t is hoped that by - -
laking into account stfects having a bearing on edquity, -
sel'.-<liance, communal participation, smploymentand |-
atia...nent of basic needs, percolating doven to-tha
F2ople, the work plan can be suitably adjusied (Unap),
However, thiz approach agein assumes that the sffects
58 a consequence of the project implamentation, white
we will be developing the Brgument thal the eMects star
accrving lrom the slage of project gesign. Who is con-
sulted, who Ig hot, which villages are galectad in pre-
terance over others, how identification of the ‘zcget
group ls contemplated, etc, determing, wha wit; aabally
participate when the projsct is Implamented rnq vty
will not, - : i ,
Davslopment piojecta require an snormous ¢ et o
organizing the Implementation process. Qrganizaticnal
survival {8 found to. be depsndent upon sensity j
manipulative capacity, Sensitivity is defined as ar
to praximal environment information and mar- s Vil
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capecity as comlrol over proximal srvironmant (WA
(SLEY & JALD, 1673; RONADLE & INQLE, 1878), Tha M be-
twesen the project and Ns erwironmant s Impodant in
determining wiich forcea witl engull il the most and how
they will_do [t [HONADLE & INGLE, 1576). Thiz view, as
Van Dooran dascribag 1Y, Inlarprete society and soctal
forces a8 “ervironment.’” The focus ls cn organization,
i oulslté world baing 1o more thad a Neld to move in
(VAH-DOOREN, 1978). The distinction between environ-
ment &8 understood by an organizational theoris! and
4s it rélatas to the social processes of change is further
slaborated by Woad, who argues that the environmant is
not only somathing (o ba adapled to; R includes various
types of other organizations, institutions, classes of peo-
ple, maikets, bureaucracies end a whole. rangs of cul-
tarat and 'soclal valuss, Thus, the implication that organ-

_izations cannot ba designed once for ail, that Is the un-

Intendead consequentes of chaige or no chadgs, must
Ba accorded the most significancs (WOOD, 1879). This
vigw Implias that one will not have 1o consider the rea-
§6ns fof what Thompaon calls the 'mutation precess' if
the Understanding of environment I broadensed to In-
tlude the dynamics of various soclal and institutional
Hices operating in an erea (THOMPEON, 1973).

__ Essentislty, we are feced with th task of dafining the

- through which monfioring can conttnually

priviisgad few only, bul would help in
channghing project benefils to those for whom thay were
intengded. 8ince orgenizations arg embeddsd In a large
resources (PFEFFER & BALANIK, 1

877). 1 Is imparstive

that project planners bulid an impismenting and monitor- |
ing systam Into the project, plenning which paople gre
ihe -causes-and nol the objects of changs. We bellove

44! this might be possible throuph monitaring social of

Parttwo - .
Tha problem end the selting: Records of monles dis-
buresd, fertilizer gsupplied, milk collacled say vary liftls

‘about the consequences of thesa activities. it is a com-
mon mistake to measure the success of & preject in terms
of such records (COCHRANE, 1979). Before we discuss
the basis of monitoring desired and undssired con-
3equences, ws must identify what managemant mseansa
Sy,mnhoﬂng. Monitoring processes are fairly advanced
in construction or manufacturing projecte byt in rura
pgnlgets they have atlll to acquire a maeamngful expres-
s e - ' "

_ Twd conditions have been ganarally considered for a

HOﬁnﬂ system o be elfeciive:

" @ The lime Interval of measurement should bs appro-

priats tq the phenomaenon baing observed (waekiy :
8ave the lives of many ~

repofts of hearlbeals will not
patisnts). :

@ The activity should be dirsctly observed and infor- -
mation should be available 10 the psopie abls 1o

nflusnce the activity {HOHADLE & INGLE, 1878).
* Traditional project management techiniques Hiks PERT/

Exlatiza 291, Mow, [Dos 1987

ot thal gystem for

' i:;tandm&op#mm projects (4OBED) 83 describad
_hére. . R '

CPi oifer manne for control ovar the cost, Hma duralion
or resnuTees, oif wolved In @ project. Control may be
ditferentiatéd from managamsnt, Siffin suggestad, ad-
ding tnsi eviee wabring otz of conlrel rendar
difficult the true tasks of management, "Thus, manage-

~ mant Informat on systema can be devisod maoro for infor-
mation than a priort control” (SIFFIM, 1373). Howsver,
¥ hes boon recently srgusd, o0 the basls of an extensive
revigw of 1BRD projects for rural development, thal “in
the newsr projects, sucoess is dsigrmined nol only by
» most logical of etfictent arrengament of Internal come-
parta under-the contiol o the lmplememing
, out also by {a) skilltu! handling of entities out-
tha control of the agency thet # muat influencs (other
vernment agencies, professional groups, input sup-
ars, etc); and (b} cormect approciction of thosa entities
the environments that affoct organizations! porior-
co bul ars not subjsct to pither tha control or infiy.
of ths project managemant {eg political, lepsl, sco-
nic of soclal institution).” This has been conirasied |
th an eariier view thal the “Implementing sgency op-
aias &» awlonomously g3 possible and etlempts t6
nirol all necessary resources for projsct complation...”
Buthor edds thet modifications supgested in ths
ocazs” spproach should enwure “ihal shy

ook Irawarda (es shiampisd
a0 ook at the wncontrofichis byt
ol. Furthar, { i hopad that thecs
g in the obleclives of thoes afisclen
ng 8 project even il the eleciad
_have no control over- the lmplamentors whio may
oy not heve oarticipaled in its design.
can wa assimilate the determinislic (le tendency
oy U entlre Impact can bs enticipated) origén
traditional techniques In a multiorganizetional rured
FHOpMER  peTeppctive?. Bianksiein
Ergusd, must concern ites!! with tho who!a rursl sysion
IS which the project Is set and not with Lh projoct as
L igolatad activity. “Mansgement needs to know” & -
deal more about the: physizal, social, economin,
i and cultural conditions of the target population,
Bllitudes and responses and the eftact of the pro-
8et on various individuats, than has been thought nes-
,?%@W in the plamning end implementation phass of
iner types of projects.

® reasons for project fallures are not the Inetliclency
arf:ets.‘idalivary sysiem, technological npuls, mis.
trons of credit, massive defaults, ate. To jutigs the
Ct & sucCess in terms of “changes™ in the attitudss
target population towards development, s defined

8 projact plannar (SMOCK.- & SMOCK, 1972), may ot
valid index of success: instesd, tha abllity of the
pggg!clpants ln.the project to influence the project design
shouia be an imporiant parameter for judging the suc-
88 of tha project over timae (BLANKSTEIN, 1975). This
_ gg!y has to bae carefully assessed and responded to,

ometimas, cerlaln projscts, despile avowsd alms ol
.. Nelping the rural poor, ars known to halp only the batter
: :!‘fogf_f {eg Gobar gas plant projects {GGP} ). The actual

b
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tveneficiaries are the “small farmear sons of big farmens”
who ars able 1o afford 2 “luxury™ lika the GGP. Howsvar,
the design and implzmantalion system covers this up
by choosing monitoring indicss that maka no mention
of it.

The term “luxury” heré ix no reflsction on the validity
o energy congsryation In rural Breas, It marely high-
fights tha state of technology and is diatributive zspects.
Thus the tual conssrvalion by GAP ownar, who doesh't
rely on it totally any way, dosan't nascessarily increase
tha fusl avellability 1o nontargetted people: rether ths
shtuation lg-mads worss. The landless peopls ¢an no
longer collget the duty without any major cost as thay
did bators. How to moaltor, therafors, the effects of a
Gobar gas plant project? What constiiutes the success?
The Increaasd falling of trees by the laborsrs whoss fus!
_supply is constrained or an addad facility to the well-oH

farmars, who might not be really conserving much. The
availabitily of gas might generats demands in the lamily.

for frequant cooking which on the whole may contribute
towards increase In the total enargy consumption {as

par the law ol entiopy). Even the agrarien relations may
be affected on account of monetarization of certain ex-
changes which sartier might havs Involved commodities

8t sarvices of diferant types. '
The wholis design of jechnology would change i theae

plants aimed to provide an indusiry to the landless to.

coliact wasle (a task which they traditionslly did} and
convert it Inlo manure [which alse in many vilages avan

today Is sold on pit size basts or cart load basis) for in-.

come genaratioh. The gas could have baen used sithsr
as’a fuel by them, In lieu of managarlal and malntenance
costs of thesge Plarity or for community lighting providing
avenues for adult as well as children's education in the

., Mght. The range of alternatives changes tremsndously .
~ the moment the concept of soclal effsct analysiw Iz

brought in. Thus the ability of “bensficiarias” to influ-
sfice project design should be asssssed after dlecrimi.

fating betwsen tha Intendsd, desired, actua! end po-

tantlal benaficiaries [QUPTA, 1891),
Someatimes maénitoring through only thoss whé should

havs- participated but who did not, provides powerlul -

inaighiz into the Implementation process. Howevsr, this
srgument requiras faith In tha rationality of the Indivigual
farmars which collectively may lead to sometimes ir-
rational declsions; for example, in a pasture development
profect in an srid district, only some farmers wore pe-
lectad as members of a coopetative davelopment projett
6n communal lands, Aithough the project succeadad
in ralsing grass ylelds and consarving goit, through of-
iclafly managed piots for three years, discarnible con-
Ricts took place in the concerned villaga socisty, Thoas
who eculd not participata because only Hmited mam-
Bérs wors enrolled grumbted that earliar, everybody had
grazed thelr animals on the communal fand, regardiess
that it had very poor grasa cover, but now only & few did
50, thdl too with the added advantage of the incisased
Brass cover. In this case, monltoring only through the
bareficiaries would -generata. ons type of Information
. 8nd the nonbensliclaries would genarate quits another
rype. 3 B .

.0 rural areas numerous organizations serve varieus
naads of tha rura! people. The objactives of theas orgian-
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on poverly through projects Wil
- short term mitigation gliming & incrasalng the aur-

-

. lzgtions mra diflersnt es woll 28 thelr methoss and lnatns-

mants to schieve thosa objactives. The farmers' reznonss

- to each organization is algo differgnt from thelr resposise

to their colleciive action. Bmall enterprise projesia {such
a3 those for dairies, sheep olc) alm to help tha larmers
only In the limited area of thair operation. Simultanaous-
ly the farmers have ko arrange Inpuls thet will enabla »

~ profitebla use of the added smtaiprize of the "Projact”

and giso ensure tha succeasful upkesp of thelr other

- .ngagements. Therefore, for any projsct imervention
i sytcaed, It wilt hive 1o taks the folloneing facts tmo‘

account: '

" ® The whole rural sacisly; comprising landsd and

landiess farmers, big, smail end merging! farmars,
farmara with rich fertile lands and those with poor

eroded soils. The endowments differ with each

. class of farmer and aleo
@ In any area, poverty

landless'In some villages

conditions of subsiste

ﬁa;_ﬂ_y.
uniformly epraed: the

tione of subsislence than In athere. The spetial
8eatier of poverly has 1o be laboricusly delinssted

i project impigmantation Is o be srea-epecific.

© The articulaisd nesds o the poor may not Ihdicets
. thelr actusl nesds.  In tha Metosival process gl de-
privation, sensitivitles “gat bluntéd so the? meny

. exisling exploltativd ngtitutiona! end noninstitution-

.

al procsssss are’ ofien gteumed to be something

 about which nothing could be done.
-9 The procesess thet causs poverty am lmpoa
elimination strategles sre

819" & ba long lesting; i
poverty hes-been caussd by problems of employs
ment, projacty for refging produsction only may not
tructify in the foras future, Ths direct aitack
Wil have o deal whb

© vival capacily of the poor and 1aag tetm effods to

Improva thelr poiwer 1o Influencs the allccatlon of

- tesourcey (MATHUA, 1950).

'@ Differsnt sctions of soslety have diferent access

to developmental inslituilons. Opening new “wine -

dowar' ofien doss net help the really poor bacauss

It merely inoreases the oplions of those who ceh

 eonvert knowladge into acoess and then get Inputs;

but thoss who lack the cepetity 1o gain sotsss wilt

be further impoverished In proportion to the in
crogsa of access of the haves, '

© Credit by Htesll can nol grow enyihing. Howsvar,

sdditional Hguldity o solvency makes 8 big difier-

ence In rura! relations of production pnd distt-

. butlon becauze of the taciors of indsbladngss,

~ usurious rates of Interest and the exlstenns of

farroar end tradar monay lenders, On the one hand,

tredit projecis must distrimingle between the po-

tantlal, designed and aclusl ugers of project bune-

fita, continually monitor the drift or leskags, and

- maasure the effects of intervantion In one markst
over [rocesses n oiker mariete. On the othar
hand, cradit projeols should increase tha capacity
of the population to moaltor and redealgn the pro-

~ Jects. it le possible that exzcsssive emphaais on
oulput monitoring (in the form of numbsér of dairy
animata financed, number of artificlsl inssminations

fbintic 391, How. [Dog. 1807



8, mp@-&f Q-‘? pazlary phols lald o) seithau!
T B W &aa teen firencead, whose amviaals
naw bean :n&%mim’% and at whoss larm ths piot
has besn laid oul mey lead 1o highly grronecus im-
prassions about the project’s success. The momant
thags queslions arg raised, one finds current moni-
toring systems and ssls of indica!ora highly inade-
quate.
Wo summanize beiow_some of tha queations whess
sngwars will o8 scza.:ght in ihﬁ naxt parl of thiz paper,
1. With whom in'mmd was the proisct designed? Who
arg the desg usere of projadt aulpy!? Who can
potantially o u3s of it?

2, What is me"r auohahin bsatwean the desirad and
potential ucsrsv Tk

3. Who has easy &ccesﬂ to the pm;ec’ orgamzalion
and othar 1wlituﬁcns required o make use of the

tsclpalleﬂ

f. What ara t T ngtocks™ and m&c@d fulure
the different elasass of farmars; how
n.eny have a,auurplus budgm subsistence budge!

of geticit budg@!?.

c':u:rraﬂuy sinployed by various sec-
get population to take care of thalr
umss and cashitow chareclsrialica?

o he N
farmere?

3. How are
drought e inftusnce the comparative
positions flous’ sections of the rural society
vig-a-vis the “arﬂ'cl’peuoﬁ In projects?

in cur etforts 10 g8ek answears to these questions, we
will ralate the cencepl of monitoring In rural systems
to continual projett redgsign. Teking care of the Inade-
guacies of the original project design, in cgtaring to the
negda of tha tafgel group, can build in a cafacity to saek
Lettar goclal ad,u-atmants 30 thatl the desired and actual
usars arg nol only the sams, but also the "use" comes
to have more deslred eﬁ&c.s than the undasired and/or
unintendad Bﬂ&CtS :

Socme assumpq:ons of treditional project design are
questionad such aa '

® The viab!ﬂty’ of tha proiec;t will ensura that the de-
sirad targel group panlicipates in the projects.

& The project personns! are the mort compstent to
parceive and Judge the conssquences of thalr own
sctionz upon the society,

& !mprovement in sfliciency of dellvery will result in
Improvement in the living conditions of the parti-
cipants, and g0 forth.

Tre spatial, temporal and stratification aspacts of moni-
oring a project’s periormance should be taken into

Eroatice 269, Hov. [Dac. 1941

N T S e - e .

e

- velerinary support, markeling arrangemen
uncarizinties, fike floods of

-

goooaait 50 el atiual &“@;‘;ﬂi
with *~a @Wwﬁr‘m of both t?s%
tipa .

Wa shovld not ma¥e tha persistent mizlaks of wying
to measure only what is saslly measurebls and than al-
tributing to these measurements the enlire judpment
of the project. Tha peopla’s participstion in moniioring
the proje¢! implamentation can structure beller projest
designs. Tha naxt part shows a mathod how to achieve
this.

@ SO
nnses ored G ;;m—au

e
0
I

Sant Thres

A new paredigo: MOSED: This implies thel varipus poe-
sibib combinations exis! In which Input-Throughpa-
Outpat of one subsystem maey lateradt with 170 of an-
other subaysiam.

- The moniloring lunctionz of 8 pm}@m wt%i resord m&a@
interigces and diatribusle tile information wh L
poagitla dislortions. The pm}w a@@ﬁﬁs&a@ gearming
the. axtent o whizh such interiecss wit b rescovded,
snalyzed and distoumisd; W@W@.ﬁmm@ﬁ
reglon, the introduclion of cross-bred oows o7 arificlal
inssmination alming st lfﬁpm‘ﬂﬁﬁ tha !@w bresd 35%\'3
as@um@s thatl:

© The animal cwner hes B gfs%ﬁ fodds? o
. altgriativaly, this can be aﬁaﬁgﬁd

@ Hs has space with encugh ¢hedy and ventilation
eceaaary for proper maintenanss;

@ He knows abou! balancsd fesd, has encugh watsr
and can manage sefaltive erose-bred cows, olc,

Obviously, the supply o production of presn lodder,
sllage preparation faciiitise, mﬂ&bﬂ&y of conceriralss,
ants for milk, end
the like, becomowmnﬂtgmmmesumo{ﬁm-
bred cow intraduciion. In raln-fed reglons, on the other
hand, the quastion muist be ralaed, whether thers should
be fow animals of good breed and high productivity or
more anlmats of Inferior mitk potsalial, bmw&thb@ﬁse
edapiability, loes sengitive o green R
supply or disadnss, ??W CHLI4 :
nected with who can p
vmmah!ﬁawdmmﬁwm 1OR0uPCED
mmiwdmmmm%mmmmmﬁm
stagas.

Figure 1 demonstratgs some of the ways & which or-
ganizations may be related In a projact emironment,
For instance in a deiry projest, the purchass commitiges
are responsible for purchesing enfsnals and thelr import
inlo the project ares. The mitk of Sheed enimals b then
procuted, processed and marksisd by s dairy plam or
chilling planl, Thus, tranaperl errangemenis ars lmpor-
tant In profects involving the imsort of animals, procure-
ment and marketing of mitk, making mobile vatarinary
tacilllles availabla, and o on.

Ditferent organizgtions will regulre faclities af dif-
terent points of time, ip a varying extan! and of gualits-
tivaly diffarent types (le milk tankers cannot bs sub-
stituted by a moblle vetarinary van}. However, the effect
of delays and gapa in various lransporiation solivillas
will ba diffarent for differant classes of farmars, 8g some
farmers have their own oonueyaﬁms. The transpor
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¢t 1: The interaction of tha system's subsyaiem.

“iree wnlioalso alfect those farmers whose villages
tave a milk collection center differently from thoaes who
et not, Flgurs 2 presents the concept of “efiscts.”
Tha process of any activity triggers nsgative and poal-
tive effacts In the project environment. Some ectivities
ara of greater conssquance than others though they may
require leas cost, Likewise some evonts are of strateglic
importance in tarms of the bazring they have on the

sccial processes of participation and changs. The mon- .

‘toring of activilies needs 1o teke atcount therslore of
iha effects of the procesases,

Documenting effscts at diHeren! siages of various
aciivities will laad to affect Budgeting which will have
an eslimate of the parformance ol the prolect: whather
itis on the right course of not.

ldsniification ol benaficiardes: In 8 rural development
projact, the distinction must always bs drawn between
the deslrad, potential and actual participants (fig. 3).

The potantial participants are thosa who have ths
caputity to maka usa of the project facilities: vg In a dairy
projact.any ond who knows dairying and is abls to main-
tain cattly can bacoma a participant, Farmers with 10
BC783, 2 8Cres oF even no land can malntain catile, per-
hapa with different efficlencies. Ina tractor project, how-
evar, orly thoss with more than 8 1o 10 acres of land can
be potsntial participanis.
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The desired parlicinants are those whom the planners
want o reach, such &5 small and merginal farmers and
agricuitural laborers. All the desired participanis may
not have the potentlal 1 parlicipsts: soms mey lack pro-
vious experlance and need tralning, some may be eged
or disabled or-lack soma othar necassary regource~
Idaally the subset of actual users shoulkd be wholly in
intersaciion of desired and potential usars (g 3).

Some of tha issuas thal ariss In this Sontaixt ere:

€ Who sats down the criteria for selectinn?

8 Have thay an underalanding of the sres whers the
project Is to be implementad: its topogrephy, popy-
lation denaily, and varlous other ecological end
institutiona! faclorn? - ' g -

© Who identiflss the presoactive beneficiarias: the
VLW, the BDO, 8 bank officer, Panchayats, Peopls's -
Councila with 2 member of the lendsd and landies

. class or only the landleas larmars’ essocistion, oie?
© Who selacta: the bankers wio have to-finence the
projact, the guthorities who have to provids a sub-
sldy, of YLWs, who have 1o traasfsr ngw technology
(supported by cradit inputs, stc)?

® During which tims of the lfarming operations will the

satection process be exerclsed? Sezsonality will

30 influencs othsr protessss of e project mphe-
mentation [CHAMBERS, 1579). '

ERIEtGs 285, Mow. [ Das. 1201



& POSITIVE EFFECTS

SIARIZATION Ify——

Fia, 2y Efent montoring (s can lead o soclel effsct monttor-

ingl.

lwpEaatiens: The procssas through which sslestion kes

placa has a direct baaring on the ultimate conssquences

of the project, Who selscts will determine the types of
perlicipends who ars sefactsd. Oiffsrent organizetions
may “genulnaly” interpret the oblacltives of & project dif-
tarantly, The interest of a benk may be to Identily sater
tliards with good repaying capacity, which i may infer
from the esting rescwress of Bhe lermers, rather ten
fom the aims of the project, A mlk coopuestive may
e wiefesled In Geliing the marlmwsm eusatity of mitk
and 80 may prefer lergsr supplions o those who have
midmum consumption. it may even Glscourags ences-
tive of opiimum domestic consumption. The village
teval workara of Block development efficer may b Intsr-
asied In identifylng psople who sre recommanded by
vHizge leaders or silites. A livestock gapartment may*
prefer thoss who can melntaln cross-byed catile, Thay
Loy ol Bhose whe cen get grean fodder and have g vene
talod cattfe yard. Logically, they are likely to be the
targer farmars., - '

Once farmars from the more favored villages have
toen sslected In prefargnes to others, the tendancy may
bacome sslf-parpetuating. Projects which may be un-
related technically ‘may gt routed to the seme aress
becauss of thelr involvemant In the earme buresucracy,
Lbecause e vitlagss (orobably road-side) have boen
found ereditaworthy by all project planners, snd because
of the abliity of farmars In these places to come up 1o the
expeiiations of the planners:

The time teken in applying, processing, sanctioning
arel relegsing of 8 loan, o & credit profsct can be mon-
Hored eonventsrtly, if dssired. If all the sizges are com-
platad within the atipulated time, coat and resources, the
project mansger ueing & PERT chan will happily move

on to the next etege. Bul thias s not 2o In the case of |

soclat eflscd monltoring, The contaguences of wrong
saletiion and of delays lor fermsry wilh poor resourcas
vis-2-wln coats and dslays (o other farmer, will become
vital Bapecis of Ue grojact peiformanca.

The data gensevated in the normal ecurse of monltoring
da not fead to orgenizational cosrection or project re-
designe-«d hiss bhesn ergued earllsr. Welck zald of this
wodhnees of sonttordng: *“Quantitize do not genarEts

s

fristiar £87, Hﬁe.fﬂ@c. 183§

deslgn, Whenever manegers lell peepls to sclvs thelr

= MEGATIVE EFFECTS
e ALTIVITY

~

"problems by redoubling thelr efforts, they cen meke 8

fatal misteis. They assuma that quantities can changs
patiern. Pouring more mansy nlo & syatem

ehepe, will not gedorate & now shape. Al quoidities can
da Is 1o help discover the patiem et alreedy axists
{WEICK, 1977

279 peopie (0 Bis delrict who hes 1o agrets out of B
«F—éﬁr—‘
they conodl even get one (einfed erop. On the oher
hand, thete are poopls who Grow SLEEIem
not eved pay lehorers for wesding opsretions becayce
gress 80 cobected provides & meepms scurce of Incoms.

to drytarmsrs cum leborers whe hevs herdly eny other

aptions, -
Furthar, in ebegnice of any large scals dralnsos gys-
tem, eiczssive lrrigation had led lo welerlogplsg

sslinity Incresss in soma parls. There efe 268 of @ -

Tew farmers who, after hoving grown susesoens fof some
yo&rs, have now been reduced 1o the slatus of &
Interselingly, when one cate of such g lermer 8
by & bank wae send to g credil guarantss ooy

- ACTUAL PART _

RED

o TLpgsy
POYERTIAL . PARY +.P. Y
P. TICIPANTS " -
A 8 £
HO LEAKAGE B LEAKAGE

Fig. & Menltaring poriizisation In prolosts,

a38

1005 LEaxas




L ARE THREE EYENTE TOHIAL-
(85 10 G0AL G DIRELTLY AS
.06 A IDIRECTLY eg _
A DEROUSH B- ARG + THROUSH (- .

TOTAL COWTRIBUTIONS ARE:
AL RS+ 6 A B sl BAGHRRAY,
(ARl ES.

N, BBy 7y G SO eSS

ity &: Boolsel effect path enalysls.

tha reeponas recelved wes “why has tha benk not dis-
pasad of tha 1and of the parly to fetover the duss?’
“Such questions are raised not infracuently. The lssus
of providing shundant lrrigation 10 @ tew vis-G-vls only
We-gaving frrigation o meny somehow Goes not eppeal
to poliey plarnecs who 08 veed to think In terms of quan-
tities, la of Increastng production of soms Cash Cropse
rathar then slabilizing production of many food Crops
to & varying extent. =

in the seme detricl, undsr drought reflef larpe sums
-mmma@mwmwwmmmwm
WWMMmWywwm
rcasansion of the wslls, probebly becauss the ellent

somemunily did not have courage &f capadily 1 uss them.

Fosin the data monitored relerrsd. to number of wells

dug end number of mardaye of employment ganaraiad.
Ancthsr aspact of MOSED can bo termed soquential

byt gigas 113 sLaumptions ero given below:

@ Varicus sctivities have to be periormad In a definits
sequanca (all of thess cannct be predatermingd In
rurel regions becauss thers sre 100 many uncer-
tainties). Rondinsiil argued thet to mske up for the
inability to dstermine beforghand the varlous un-
carialnties of risk inharent I fural projects, project
organizers oftsn create vary loooe designs with very
vsous objectives. Me addad, “Deslgna should ba
grapared In such a way thet the projest delines
problams and alternstive possible solutiins, and
prograss increrantally towards testing what ssam
to b tha mos! effsctive approachiss. in other words,
designs must be considered & partially expsrimen-
tal and continuing process —one that can guide but
not sntlrely control Implemaentation that ts modiflsd
and revised during the execution of task and activl-
tles {by tha projest oflicialy). Indsed, dasign ard
implamentation mus! be esen as mulually intar-
dependent aspscts of project management.” How-
evar, tha problems hery are sought to be delinsd by
the “implamenting officlals" and not the real “target
group.” Thus, as argued earlisr, a diffgrant set of
answers wiit emerge I the seguance 18 defined by
Implomentors rathar than by the people who eré
diractly of Indliectly atieoted by tha projedt:

rotead bt pieo I teimas of thel? Beinence 68 oh

@ Emwh%%ym@mmﬂumm&ww_
the uitlmate gos!, &5 ahown 10 Bgure 4,

& The oifect of an aclivity at the beginning ofa £
joct may be mors eerious then towards the end, by
which Hme probably most of the projeat bensiits

53 ot oniy 0

R N 5

terms of raltipiiolly of byl

In Bgurs 4. Thess i @ growing Rersluss on path enslysis
e, Yol Bithy use bs mads of R, Bome
ey

© Difteres? Informstion ehout B sea Spa sith g

ety

Giftarom
@ may not enablo
of the problem
@ Tha eoffects of ¢ wiil bo Gifforerd for Git-
farerd project pasticipents in some reapscts, snd

T OO

uniform In others. This elso calls for
the ecologice! epproach o the usus! spatial
sactoral gnalysls of projscts. The poos 19 pou.
endowsd reglons are ofisn bypaessd by rurs! devel-
- opmomt projecis. And the irosy ia thal they am

blamad for not having parilcpated, tniplying that
they did not demand orotect bensfiis.

® Socially eflsciive activitiss, or ectivitise thet &g -
eritical bacausd of the effect they have on the moal
vulnerabls paction of the projedt environment, will
ba difterent from those sothities whoss ciltioality
I3 worked out on the basts of thae/cost dependensy
calowlations,

Whila projects are Implemantsd, a epsoifio min of
reacuraes mumt axiat to bring eboid tangitis galng to the
farmara; for instsnce, 6 sheap-rearing project envigeged
that 1nits of 20 eheap and One Improved qually rem
showd be financsd 8t a thng. However, rams of Imgroved
quallly wers nol evaliahiz in thet district and the tocal
rais ware nod 10 be purshessd. The ofilciale Impls-
rmenting the e wend ahead with the sthane with-

Boiztien 501, Moy, [Des, 1087



- T ime, with the resull that lofs of termars oould

Jvr cufficlent incoms from their sheep. The rams -
. 72 could not breed a more remunsrative herd: - .
- s of farmers sufferad and feit it would have besn

: 7« i they h&d not participatas In the project at all.

.02 be mubtiptied. n a particulsr distriet, .}
- of irrigation projact was Implemented with great
,3 Many tubs wells were dug. The raeull was that
-atar lekie wenl gown during the months whan maxi- -
-—.-:q cissherge ok plate, The farmen who relled on
24 welig for Grawing water Bwough Indigencus means
b s countarpelse  Pruselan whee! could draw no more
o watsr. The project meds goms farmers suffer wivile
- mhers benstited. Az is ususlly the caes, the farmsrs who
atitlated were tha poorer ones (GRIFFIM, 1978). A sirpiler
prou@in was faced In an arig district of westsrn India.
To maat the drinking watar needs of an urban settiemsnt,
asviral desp tube wells wera dug in a village 40 kilo- .-
iaalars away. After only a fow years, the farmers found " -

el thalr watsr table had gone down.

Such instances polnt to the fact that the monltoring

of a project in the revised psrapective that this pape
sugpests can help o corredt many such dietortions.

Het o} questions has been prepared by us that could be
relesd at different slagas In a dairy project, It demon-
stratss how, In the profect implementation process end
in the incraasing interaction of various organizations, & =
rather different get of questions has o be ralsad to

monitor the social etlacts of @ development project The - .
objactives will have 10 be beHer defined and supported -

by maasurabls Indicalofs that ean justtly the assuma.

tiohs hold. The results ehow that H womentollt malnteln
tha Hvestoek, elloris 1o traln the men will Aot glve sn

adisfusle reward. It wil slib naed lo be slaborad
whether the tuia! amount of mitk produced and maris

In aft &7és oF an indtseie In Condumption by the poorer

farmers réfidcis the project's sussses, .

he mmamﬁwm In monftaring can bscoma
possible only i the verious Interssis nvolved ate &x . -

over implemantstion,

for it 15 the deslgn that suggests who can potentiatly gain

| control of the bensfits of the projeot. Th@ limplamantation
. maraly manifests 1.

Thus those enpesed in deslgn and in mﬁ%&ﬁﬁg 55~

.tgma wnmwmmm&w m,m@m
“of arganizstionsl design, project scheduling
. lte»dﬂ@ devsicping indicalors, ele,

Mam%wmw&%m&@w B thisg pos-

'wa-a@mg the groatest insighie ebout thelr eswircnmmont,

thoss who are mdst sftecied by the prolesie, are ellowed

. to participate in the monalioring function (8nd possibly

plso in the sppraisal funciion).
T Nothing worke neutrslly; H a peelject dosgs not halp
somis poiple, It s defintlaly hermds, and for this 1t usaa

_ stgm imarvention reinforced by the marke? epparaius.

It can therefore be cancluded thet redesigning pro-
jecta through effact monitoring cen heve Imelications
ot only for communication betwean wrganizetions and
larmaers, but aleo among the farmers themsslves, on the
basis of the dieesmination of Information about the pro-
Joct parformancs when it ia stilt golng on,.
Wﬁmlﬂm@mﬂmm&mmw&&
' projfects by moniioring thelr easlsl
atiscls, ﬁﬁ’&@@hﬁwﬁf&wﬁmmmdm of “have nots”

.-(myemsz@@“mardm”}

BT }ﬁ' g B, (1578), ,&;;wp bdsnaes
e Developmsn Projesis LUBAD, w%%%éﬁsﬁ@a. 0.
CHARBERS, Robor (1878). Ha@ﬁa. Agitapiture end Rural
i- Puwdfly: Wiy Bossora Maties, wimes 108, Butesz, UR.

COCHRANE, Giyons (1870}, The Culturat Appreltst of Bovilop-

pored through extensive shering of Informetion. Studles | |

have ghimn the! whatever the lermars hevs Closs awares
ness of s projset Implementation prodess, they hgva' ...
uRtimalaly galhed control oves Hs distribulive mechanlem. |
Unfortuniately, this i only trus of the better-off farmers
- who foglis the task of implemanting officials “smooth.
oy offsring overy poatible holp that the ~~or have nd

maang to offer (MATHUR, 1079].

Monitoring (ndicas ean pul 8 premium on the Invelve-
ment of the poorer ssclion of farmar In all aspests of -
projact daalgn and Implerantation (though this may be

sasinr a2id than dons),

Stifl, ralsing quéstions instead of avolding them will
taka us clossr to the goal. People have & staks In the
quitiity of thslr erwironmant, but they do not have Infor-

- mation twhich Is powsr). Bstiyr Insights for larmers can

ba instiiutionalized In the Mannihg end Implementiation
process. The monitoring of social effscis Involves play-
ing with thess levere. Tha task I8 fraught with tenalon
and conflicts, -Qur bubmizslon ie that these conllicte will
decide, 8! much les cost ahd In ghorter tims, whather
a projast naeds 1o ba continuved o not, rather than avaly-

Eki3iies 292, Mor [Dus. 1881

.m._ (16883, Idontiileatien end Dutalias o Targsl Greup,
-+ Bhtles In Diatrid Cred Planning 8, #PA, mimse, Haw
Biath, p. 13, rovicad 1 £244, 4, Abmadabad
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