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Abstract

Peru is a country that shares socid and politicd charecterigics of many other developing
countries in the region. Its rurd community is largey composed by amdl-scale farmers that
druggle with poverty. The nationd extenson sarvice has never been aufficient. NGO have
taken a great pat of the respongbility of bringing devdopment to rurd communities
Nevertheless, the results to improve the large rurd populaion qudity of life have usudly
been poor interms of achievements.

FFS have been recently presented as an dternative to overcome one of the principa
problems a farm leve, crop pets. FAO IPM-FFS Proect is respongble for introducing
FFSinlarge scaein the country isa Many ingtitutions are participating in this effort.

This pagper focuses on inditutiond management and its effect on the qudity FFS Its
purpose is to uncover common management assumptions that are eedly questiondble, but
sldom taken into account. Inditutiond goproach toward its own objectives and
organization are the key dements to successfully implement FFS.

Introduction

Hidoricaly Peru has been condgdered one of the cradles of IPM. The experience in the
vdley of Caiete a the end of the 1950's is world known. Success achieved in controlling
cotton pests became a mode to follow by other growers around the country. However, few
years laer a land reform dramdicdly increesed the number of farmers. Farmer driven
research centers were replaced by Nationd research and extenson programs. Technicd
experts became responsble for developing pest control technicd packages. In spite of these
and other reforms, the gdtuation in rurd communities did not change Even though former
pessants have become farmers, they have kept struggling with poverty. In the last three
decades pedticides have been intensvely used; neverthdess, pests have remaned a cause
for sgnificant crop losses Mogt attempts to turn the Situation around have been usdess

The present gdtuation in Peru is not so different from that found in other latitudes The
government is supported by a fragile democracy while interngtiond organizations ingst on
moving decisvely towards privatizetion and the reduction in public expenditure At the
same time, there is a generd mistrust of the political dlass together with a rgpid degradation
of naturd resources...Extendon services are insufficient and NGOs take a great pat of the
responghbility on kringing development to rurd communities.

Famer FHed School methodology was recently presented as an dterndive to improve
results of famer training programs. More than 20 inditutions from the public and private
sector have accepted to give them a try. These inditutions vary in Sze and orientaion, but
shae a common difficulty, they are short of financid resources. Neverthdess, FFS could



become a dory of success in terms of achievement and sudainability. Farmers can greetly
benefit from inditutions, but the approach has to change from productivity towards qudity.

This paper focuses on inditutiond management and its effect on the qudity of FFS. The
information is presented in  generd terms and uses examples taken from the experience of
FAO IPM-FFS Proect in Peru initiated in year 2000. The purpose is to uncover common
management assumptions that are easly quedionable, but sddom teken into account.
Importance of inditutiond objectives and organization are vitd in teems of qudity of FFS
and other adivities Nevertheless, inditutions keep repedting common management
midakes that have dready been andyzed and/or overcome by successful commercid
companies.

Definition for quality FFS

Qudity is often seen as the fitness for purpose of the product to the customer's requirement.
Therefore, qudity FFS will dways be expressed in terms of compliance to farmers
expectation on training rexults FFS paticipation dgnificantly impacts knowledge on peds
and ills to implement IPM  prectices. Farmers with higher levels of knowledge have
ggnificantly higher levds of productivity (Godtland et al, 2001).The ided IPM-FS
traning program could be eedly defined in the words of famers ”...they provide basic
scientific conceptual frameworks and knowledge in very democratically run field groups...
and of course because farmers make more money with lessinputs’ (Galagher, 1999).

Qudity paamgeas can be explaned a requirements to be folowed during the
implementation process to assure a qudity training. The following lig of paameters was
developed by the IPM Project working team and reviewed by ther facilitators.

Training topics are chasen in accordance with farmer and community interests
Training sessons are performed during the whole season or beyond
Facilitators and farmers are mativated to share their knowledge

Mogt learning activities are conducted in a shared fidd

Expertise in agroecosystem andlysis is devel oped

Participation with gender equiity is promoted

Farmer experienceisintegrated in learning sesson

Thelearning cydeis completed for each training topic

The four IPM principles are respected in each practice
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How Ingtitutional objectivesinfluencethe quality of FFS

Mog FFS implemented by FAO in Peru were conducted through inditutiond projects The
Inditutions that participate in these projects ae vaied. They bdong to ether public or
private sector. Perhgps the mogt important festure of these inditutions is the assumptions
behind the role they have chosen to play in the sodety. Ther inditutiond objectives and
goproach towards the achievement of gods have great influence in the qudity of ther
farmer training programs.

Defining what? and for whom?

Eveay productive organizetion has an overdl objective, a reason to exidt, supported by the
need of a group of people or a pat of the society. Accuracy in identifying these needs and
ther ability to fulfill them results in sdes of products and/ or sarvices for the commercid
companies. The naturd sdection of the best -fitted inditutions is made by customers. They
define the best choice based on price and their perception of qudity of any product or
sarvice accessble to them. Thus, the key factor is to understand what the company’s culture
and production capacity are. After that, the target cusomer has to be identified and offered
with best price and qudity, without the sacrifying investors revenues. In smple terms it is
necessary to answer what and for whom questions, taking care to choose the light target and
to limit over-expenditure of time and money.

However, when it comes to hdp poor rurd communities, -can we use a commercia
agoproach? Is it correct to think commercidly? -. The answer is yes. In practice many
organizations have benefited form this gpproach. It is common for NGOs to use ther
resources in marketing their services trying to atract “investors’ or in humanitarian terms
“donors’. Even pogtive innovetions in research have been explaned as client oriented
(Campilan, 1997).

The what and for whom quesion is crucid for inditutions in qudity terms. In the
experience of the IPM Project in Pery, this is the dating point of inefficiency. Inditutions
with high expectations of ther capecities are faling to insat the FFS methodology as an
organizationd drategy. In  these cases, divedty ovewhems the provider. Poor
communities come in different Szes, shgpes, and specidly in perceptions of wha an
improvement in qudity of life is The folowing examples of too ambitious inditutiona
overdl objectives are shown to darify the concept of high expectations st by loca NGOs.

“Promote and provide incentive to programs in favor of the poorest and facilitate
their integrated development, based on the principles of justice, solidarity and
respect for human dignity.”

“Promote the competitiveness of the small and medium scale dynamic farmers and
strengthen  democratic ingtitutions, so that they are articulated to regional
economical development processes.”

Inditutions with such overdl objectives have numerous programs. The programs could be
a vaied as fam devdopment, hedth, financid loans and traning for production and
leedership; dl this in one dngle inditution. This type of inditution is not a recommendeble



space for FFS where qudlity is taken into account. Under these circumstances, FFS gets too
little atention because it is immersed in an intricate program arangement. The bigger the
inditution the more difficult it is to give proper atention to FFS qudity. Unfortunaely,
inditutions, that creste high expectations have an enormous &bility to get funds by
presenting themsdves as expats in povety dlevigion. This opportunisic  gpproach
resembles the indudries that look for gaps in the market without becoming specidized
(Peters and Waterman, 1982). In redity, ther ability to ddiver qudity will dways be very
limited. The only exception is when the inditution is focused on education. When the
inditutional assumption is that education does improve the qudity of life then the qudity
of FFS can be managesble'.

Less ambitious, but wdl oriented inditutions represent better potentid for succeeding in
quaity terms. However, it is necessxy that they take into condderation a dgnificant
change in ther gpproach. Mot development inditutions or programs were crested to hep
people. It is recommendable to turn this misson into help people to help themsalves,
becoming facilitators of development. This shift heps to introduce FFS principles in a more
effective way. However, it will demand a redefinition of the roles of the mgority of the
inditution workers a dl leves (Thompson, 1998) , but in addition will demand a change
in mentdlity.

A good example of inditutions with rationd overdl objectives comes from those linked
only to agriculture. Independently of ther sze or beng public or private, these inditutions
have found a red potentid in FFS, egpecidly as a way to better interact with smdl scde
faming communities These organizations are reshaping their programs with difficulties;
neverthdess, they have agreed to include FFS in thelr operative plans.

Management by objectives vs quality management

Many inditutions associaged to rurd devdopment in Peru ae familiar with planing by
objectivess, mainly because mog internationd donors demaend this agpproach. The mogt
common tool used for planning is the Logica Frame Work Marix (LFWM). Among other
advantages the LFWM provides a way of checking whether the operaion has been wdl
desgned and facilitates monitoring and evauation. There are dsO more modern gpproaches
used in Peru such as the Metgplan-Method, an Objective Oriented Project Planning (OOPP)
technique desgned to ded with communication problems gpplicdble for planning, re-
planning and project gppraisa (Hermans, 1999).

Under common drcumdances, mos ingditutions monitor and evauate results based on
operdtiond plans once or twice a year, depending on the management drategy. OOPP
techniques provide “accurat€’ means to messure gods achievement with objectively
verifiable indicators (OVIs) by usng the means of verification (MOVS). The assumption
behind OOPP is that dl products are messurable in quantity, qudity, time, place and target
group, dlowing assessment teams to carryout cost-benefit andyss. In redity, management
by objectivesis oriented toward productivity, and disregards red qudity requirements.

! Originally FFS, Sekolah lapanga, was created to reflect educational goals



In management by objectives project coordinators are encouraged to produce results in
terms of products. To better understand the emphass made in the locd inditutions, here is
an example taken from a monitoring and evduation manud on the meaning of the word
result (product): “.. they are the goal of the project. Their production is a good manager
duty” . In terms of a LFWM, the objectively veifidble indicators are then the ultimate
evauation tool. Under these circumdances FFS are commonly assessed by number, rather
than by compliance of farmer requirements in terms of qudity training What is the vadue of
the numbers if the training is not having a red impact on farmer decison making capacity?.
Lack of or limited impact on famers is a waste of time and money for inditutions and rurd
communities, and can not be measured by a result oriented monitoring program. The cost of
qudity is often high and not quantifiable (Benddl, 1998).

Biocontrol without control

The National Program for Bio-control (PNCB) measures its results by number of bio-
controller releases and area coverage. To achieve its goals, the PNCB uses a force of
37 bio-control field promoters in different valleys. Their experience in convincing
medium and large scale farmers to include biocontrol in their IPM strategies could
be considered successful. However, the PNCB has failed to reach small scale farmers
(95% of the rural population). To overcome this problem they agreed to send 10
“promoters’ to a FFS facilitator course. After implementing their firs FFS PNCB
promoter-facilitators agreed that FFS was really effective in improving small-scale
farmer awareness of the importance of natural enemies in their fields. Nevertheless,
the PNCB has compromised with a bank of development to achieve the pre
determined results. Thus, PNCB will remain with its traditional extension strategy.

When management by objectives is combined with scientific management® where experts
define the role of workers the result is a top-down inflexible and ineffective sysem that
limits red human potentid (Ishikawa, 1985). In our expeience, many extendon workers
ae avae of limitaions and problems in the desgn and ddivery sysems of training
savices, and often have smple common sense options for their improvement. However,
they have very little gpace for questioning inditutiond planning desgn and their own job
descriptions. Indtitutions thet limit the access of extensonids to the decison levels can be
repegting the same mistakes over and over again. This is very common in large centraized
governmenta  organizations, where unnecessary  layers of bureaucracy exig and limit ther
ability to be flexible and responsive (Mizaur, 1992).

To asure qudity FFSs qudity manegement principles have to be adopted. The
organization needs to improveitsinternd systems making it more sendtive and dynamic:

1 Cudome orientaion a dl inditutiond levds

2 Emphasis on team work
3 Prevention of errors rather than detection and correction.

2As proposed by Frederic Taylor in the 19" century



4. Bariers that limit access to understand farmers thoughts and expectations have to
be broken down.

5 Paticipatory methods are not only gpplicable to the external customer (farmers),
but dso they have to be consgdered for the internal customers (inditution workers).

Qudity management system can be gpprased, cetificated and even prized. The industry
has dready shown the way to achieve better qudity by usng the 1SO 9000 certification and
other smilar tools The emphads is made in the gppropriateness of the production-ddivery
sysem not in the product (Drummond, 1992). For the most committed organizations,
farmers opinion, in terms of training relevance, should be the ided information source for
result assessment on FFS.

How the Organization influences the quality of FFS

FFS were desgned to achieve good qudity training. As a methodology FFS is rdidde in
terms of improving farmer knowledge and skill on agroecosysem management. When the
delivery sysem isfunctiond, training results will always be satisfactory for the farmer.

Theingitutional system behind the FFS, the road to quality loss

One of the mogt common arguments inditutions use to explan ther ingbility in scding up
with FFSs is in budget limitations due to reduction in international cooperation funds or
cuts in government expenditure. This picture is not exclusve to Pewian o Ldin
American redities In fact the sugtainability of FFS and other extenson programs in Asa
has been qudified as disgppointing in  a recent sudy (Quizon et al, 2000). Would it then
be possble to remain engaged in search for qudity when the money is short? Is it possble
to actudly increase the number of FFS without reducing or even improving thelr qudity?.
Cetanly one of the key factors tha has made qudity management popular in the
commercid companies is its unique an effective gpproach in cogt reduction and profit
increese. Qudity begins by minimizing losses. The vdue of qudity is inverse to the losses
it causesto the society onceit is ddlivered (Taguchi and Wu, 1985).

Invesment in rurd poverty dlevidion has to be optimized in terms of ddivery. Shortage of
financid resources is a redity and poor results in improving the life qudity of rurd
communities are unacceptable. More than ever, it is necessay to review inditutiond
sysgems in the search sources of unnecessary overspending of time, money and other
vauable resources. Organizations and sysems that dlow (and even encourage) devidion
from what is redly reguired, soend a great ded of money doing wrong and doing it over
agan (Croshy, 1979). Organizationd sudanaality comes from  more dynamic processes
the change has to increase the production cgpacity; thus, it is possble to achieve more with
the same resources (Drummond, 1992).



Money and goodwill

Regardless of the benefits of FFS to rural communities, one of the biggest NGOs
operating in the Peruvian Andes, laid off almost all their facilitators when financial
aid for one of their largest programs came to an end. Several FFS were left half
implemented. Nevertheless, the same NGO wanted to carry on working wth FFSin
another area, training new facilitators. An international donor has already granted
financial resources for their new project.

Alternatively, several local NGO, - with a similar financial situation -, have chosen to
remain open and implement more FFS in communities of the same area. Their
commitment with helping these communities has brought them to an unexpected
source of financial support for their FFS the local governments.

The reason why it is s0 difficult for inditutions to ddiver qudity training ress in severd

assumptions kept by inditutiond management. When asked about how they look after
quality, most answer were asfollow:

Technical experts are taking care of quality of training

We already considered quality in our planning

Our personnel is professional; they all have a degree in Agricultural Science
We have several yearsin thisarea, our experienceisour quality guarantee

In redity the main road to qudity loss is the sysem itsdf, involving dl the organizationd
system parts regardless of whether these are technica or operationd. To built an efficient
system, it is necessary to undersand how the organization works. The system design (not
the people), is responsible for the results of that sysem (Deming, 1993).

No devdopment project plan will ever maich the red requirements of rurd communities
because they are diverse and perception of needs vary from one community to another
(Ligntfoot et d, 2001). Therefore, the organization needs to be dynamic and flexible to
better respond to the necessary changes in direction. The rurd world can not be visudized
as a bumpy road. It is more like a wild river. Thus, the organization can not be driven as a
car, where the manager is the only responsble for setting the direction and the rest of
passenger have to assume a passve role. In redity it is more like a river raft were the whole
team is respongble, independently of whether the rower is gtting in front or a the rear.
Awareness of al senses and coordination are necessary to avoid capsizing.

Problems that limit inditutiond performance may vary from one inditution to another.
Among the most common are bureaucracy, information and people mismanagement:

Wadte of timeis more cosly than waste of money

Bureaucratic issues have to be severdy questioned in governmenta organizations, and even
in some NGOs. Often, the adminidrative norms and rules are s0 redrictive and bureaucratic
that they impair the use of common sense by their managers and employees. A great ded of



time and bran power management and top-technicd daff is used to bring solutions to
solve problems associated to the inflexible sysems they work in. ..

" | have jugt a little time to help you with the participative research workshop, we are
trying to preparing a project document and this is very demanding. The donor has
requested a very detailed budget, they even want to know how much money we will spend
on telephone calls’ .

Few expets ae avalable in rurd devdopment -conddering that Peru has a rurd
population of 2 million people-, and it is not wise to use thar time and <kills to discover
mechanisms to avoid bureaucrdic ddays. The “knowledge economy” gpproach is needed
to avoid experts solving problems that are not the red issues (Mitroff, 1998). It is hard to
believe the amount of time wasted on bureaucrdic issues. Nevertheless, the cogt is sddom
taken in to account when an efficiency gppraisd is conducted.

Oveflow of information is as bad aslack of informaion and more cosly

Management of information is quite inefficent in the mgority of inditutions Written
reports that are requested with no specific purpose other than the necessty to gather
information for future evauation is inefficent. Many monitoring and evauation systems
are developed to stidfy the requirements of the donors or inditution managers. Indead dll
information should be aming for qudity improvement in the peformance of the inditution.
Therefore, the internd communication sysem has to be built with this purpose in mind.
Bottom to top reports are ussful only when feedback arives jus on time to improve the
performance of an employee or even awhole divison or program.

Usudly information does not only not arive out of time it is often fase or biased because
the whole sysem is demanding for results. Therefore, problems are hidden or intentiondly
omitted from fidd reports A vey outrageous example of this was given by a former
worker of alocd NGO...

“ | reported the real problems in spite of what my colleagues advised me to do, | was sure |
was doing the right thing. The NGO fired me claiming that | was an inefficient worker” .

Information needs to be undersood as a source for further improvement. If the information
is requested under a supervison scheme, there is a high probability that it will be biased or
fdse. This probability increases when mechanism of fear or reward are datached to the
reporting system.

Unmotivated workers are less productive than motivated ones

Regardless of their wage, people are intrindcaly motivaied to peform wel when the work
is meaningful (Coens and Jenking, 2000). Motivated workers ae evidently more
productive. Neverthdess in many inditution there is little interes in human resources
goproach to keep personnd motivated.

Verticd management for indance, produces a sense of fear in the middle and lower levds.
Many locad Directors that gppreciate the benefits of FFS for famers are rductant to teke



action because they fear that a dight deviaion from annua plans would negatively impect
thelr image a top levels of thar inditutions.

Sydems that fal promoting team work make workers question the rdevance of ther role.
This can be explained in the words of a second rank Director of a Nationd Inditution. ..

“Recently | find out that a new plan for the next six years has been approved, but | was not

consulted. Top Directors write whatever they want but make us responsible for
results...this new plan is not going to work”.

Education is an effective motivator. However, from the experience in Peru, few facilitators
ae traned or have access to useful traning materid. Without the sense of oHf-
improvement personnd loose confidence in their own <kills. In addition, political use of
development programs, sudden cuts in budget, and other smilar Studions ae a cause of
frugration. No workers can dand uncontrollable interna  uncertainty without reducing his
or her productive capecity.

Thefacilitator, the interface

Underdanding FFSs as a “sarvice’ draegy, where the cusomer is the farmer, and the
delivery sysgem is the inditution, can hep to define the red vaue of the fadlitation role. In
technica terms the fadlitator is the interface (Norman, 1984). As important as the
keyboard on a PC, the fadlitator is the man entry point for dl the informaion regarding
famers and the rurd community to which he or she bdongs Fadlitators are in an
unbegtable pogtion to redize the diversty of problems and expectations of famer groups
in teems of results Moreover the fadlitator is the man responsble for interpreting the
qudity perception of the famer. Fadlitator performance is decisve in tems of results
whenever the expected result is qudity training.

To get the maximum benefit from facilitators it is necessary to bresk down dl bariers that
limt his or her peformance in terms of dedication and motivation. In the Peruvien
experience, the mgority of fadlitators have been supplied by ther inditutions with basic
equipment to perform their jobs. However, time has dways been the mog limiting factor.
In extreme cases fadlitaiors have been asked to implement FFS during weekends. All
fadlitators complan to be overloaded with work. This undermines fecilitaiors capacity to
conduct well ther sessions, therefore affect the qudity of training. In addition, they are
cdosdy supevised in tems of results achievement, but admost never consulted for
recommendations to improve their own working performance.

Confidence and trust pay off. When fadlitators where asked for individud reports they
omitted vauable information because they fear to demondrate limited skills. Project has
greetly benefited from  dncerity and openness. Vduable informaion came from
fedilitators themsdves when asked for hdp in qudity improvement. Even though ther firs
reection was to request for more funding, the Stuation changed when cause-effect andyss
was conducted. The following example, a “fishbone diagram”, was used to identify
limitations to achieve aqudity FFS (Figure 1).
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Figure 1. Fishbone diagram used to analyze the limitations in achieving a quality FFS. FFS Planning
Workshop with Facilitators - 2002. Cuzco-Peru.

Fadlitators were extremey motivated when they saw they can play a role in problem
solving and assumed responshility to improve maters that concern them.  This is possble
only when there is a true compromise to give feedback and not under supervison terms
When true information is avalable it is possble to take corrective actions and move one
step further.

Conclusion

FFS methodology was desgned to achieve results in teems of qudity training, and have
proved to be rdiadle in the practice Neverthdess, inditutions usudly over estimate their
cgpacity to deliver and/ or under estimate the relevance of ther organization as a cause of
lack of results . To assure FFS qudity, inditutiond management has to become more
dynamic and responsve. A thorough andyds of ther own systems and processes is the
only way to achieve this Qudity has to take precedence over productivity. Responsble
organizetions that truly want to benefit farmer communities will have to root out ther old
management principles. Once this happens, they  will have a red chance to successfully
fufill the role they play in the society.
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