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ABSTRACT

This paper is mainly based on the nctual experiences of field persannel o 1k Agro-
Industria] Development Program (A!DM, UPLB-Cullege of Agriculiuze fram 1993 5o
1%99,  The AIDP is a collaborative research and ealension program between and
among the UPLB-College of Agrigultuee, ihe local gevernment units (LGUs), and (he
focal state collepes and universities (SCUs). 1t is geared o develop 2 management
orgamizalion (hal delivers agricultursl extension i Lhe context ol devolution, as mandated
w the Local Government Cade of 1991, and the Agriculiure and Fisheries Modernizaion
AT (AFMA)

The program used \wo lypey of agricoltural extension management erganizations
for effective delivery of agneubural extension servicss |o che farming population.
These are {1} the province-wide peganization, which ti paersting in Onients) Mindoro
und Mannduque, and {2} Ike municipal-leve] organization, which is operabng n seven
towns of Laguna uml o wwn ir Cebu. These orgenizalions are composed of the
different siwkehalders, pariicularly the LGUs and SCLs.

in the proxess of budding up the partiershup betwecn the different levels of
LGUs and the local SCUs, a number ol facilitaling and consiraining faciors were
idenndied. The facibtaring factors were: (1) jornt plenning and consullation amony
difTerent siaiceholders; (2} clear identification of wales by the LGUs: (31 shared
commument ¢f the different panners; {4) devalopment emphasis of the LGLU; 15 iniliative
of the peaply snd strung Farmers argamzatiens; and, {6) mcial netwarks of wndividus)s
m 1he orgamzations. On the other hand, the following were the consirmining faciors:
{11 pofivcal conflicl; {2) insulficiency of finanvwl and manpower capabilily 1o share in
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the pannership: (3) lack of commument in ierme of prionty; end, ) sheence of cleer
cul role and respoasibihities

Key words: partrership. sgricultural eatension, devotunon, siakecholders. local
governetenl units {LGES), sate cobleges aml univemniies {SCUs), empowerment

THE CONTEXT OF AGRO-INDUSTRIAL DEVELOPMENT
PROGRAM (AIDP 1)

Farming today is becoming very complex. Farmers now need to know the
technological options they have and the skills necessary 10 make appropriale deci-
sions. In the past, the Depariment of Agniculture was the agency mandated io
extend these technological options to famiers. This function of the Department
has been devolved w the local government units {1.GUs) since the enactment of
the Local Governmeni Code of 1991, This in effect empowers the provincial,
municipal and barangay governments 1o sel their own priorities for agriculture.
While empowerment of LGUs is good, it nevertheless gives rise to one difficulty:
the lack of coordination znd synchronization of programs berween LGU’s provin-
cial and municipal levels, The law is also silent on the relationship between he
Office of the Governor, thraugh its Provincial Agriculturist Office (PAQ), and the
Qffice of the Mayor through its Municipal Agriculurist Office (MAQ). Because
of this, provincial agriculiural development programs cannot be implemented al
the municipal Jevels unless approved by municipal executives, The same holds
true iny implementing national programs. All this points te the need for an organi-
zation that weuld put the LGUs into a single management.

Even i they are pul inte one organization oaly, the LGUs nevertheless lack
agricultural information to disseminate. They heve ne formal [inks with knowledge
centers, since they have been ireditionally isolated from these institutions. One
way to correct LGUs™ institutional isolation from knowledge centers 13 1o devise
an organization that would pave the way for collzboralion between the LGUs and
local SCUs, LGUs and SCUs enhence their sbility o meet farmers’ information
needs by working hand-in-hand in mutually acceptable arrangements that do not
compromise their institulional goals and visiens. Thig was the premise of the first
phase of Agro-Industrial Developmenl Program of the College of Apneulture in
its partnership arrangements with the LGUs and local SCUs fram 1993 to 1699,
The AIDP wanted 1o find out how exactly this process would proceed.

This peper ergues that AIDP [ is more than an extension program of the
College of Agriculture. It 2uempts to develop an organization that delivers
agricultural extension in the context of devolution, Agriculture and Fisheries
Modermization Act and General Agreement on Tarilfs and Trade. This paper
discusses Lhe processes involved in evelving organization founded on parinership
that binds the different levels of LGUs. local SCUs, and other stakeholders in
agriculture. |t also discusses the other unique features of the program, such as
participatory planning, institutiunalization of monitoring and evaluation for every
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project site, procedures of resource mobilization, and institution builling and
strengthening. But before proceeding to these wsues. let us highlight fiest the
theoretical basis of partnership in comting up with an accountable and sustainable
agricultura! extension delivery system.

Partniership among swakeholders has become today’s buszword znd 2 favorite
subject of development advocates. There are several reasons for ts advicacy. [n
agriculural extension, duplication ol elTorts of differeni service agencies is
commonly observed despite these agencies' inadequate manpower and financial
resources. If all of these agencies vould work together, duplication would be
sotved. They might also be able (o creale greater impact 1o their beneficiaries than
before, since parmership would equally mean greater pooling of resources, skills
and experiise. Yet, despite its potentials, parinersmp, is Intle understoad. It could
etther refer 1o the way the public and private aclors match ther means and
competencies in providing social services w their clients or the way pariners
assume owneeship of the services they provide (Jalal as ciled by Comwall. el al,
2000). The later definition is, hewever, more complex as the owners of services
are nal onty limited 10 service provision bui also the end users. Jalal terms this
phenomenon as “responsible paruership™ (Jalai as cited by Camwail et al, 2000},
Gibbon furthers this definitien to include what Cadbury 15 advocating as the cqual
sharing of power emong the penners and Fowler's advocacy af “understood and
muneally engbling, inlerdependent inseraction with shared intentions™ (Fowler as
erted by Comwall et al, 2000},

Parmership, therefore, s an extremely comples strasegy. [1 antempts
combine and coordinate people, technology, job tasks and ofmer resources 1o achieve
effectively & common or shared goal. According ta Swiss Comnussion for Research
Partnership with Developing Countries, the establishment of partnerships is founded
on the foilowing hasic principles: (1) deciding on the ohpectives together, (2}
building up of mutual must, (3} sharing uf information, (4) developing of netwaorks,
{5) sharing of responsibthity, (6} creatng transparency, (7} monitoring and evaluating
collabaratior. (R} disseminating the results, {9) applymg the resulis. {10) sharing
of gains equitebly. and (11) building un the achievements.

Esiblishung parnersiups basically requires continuing dialogue and exchange
of experiences among all those involved, including members of the focal
community. Discussing commor problems together can motivate ali parmers ©
cooperate actively. The best divigion of tasks and responsibilines, based on varving
serengihs of panmers, offers the best chance of producing and using synergy. and
that all those involved - nght up lo the end-user — wil really benefit from
parmerships, Like ary kind of cooperative enterprise, partnership in agricutiural
extension must always he oriented towards a particutar goal in a spetific serling.

Despite the potentials of partnership, Bell et al 11999) indicate that there are
disadvantages associgied with s use, Ferstly, coordinating many people to work
together is not easy. Decisions are not casy 1o resch in ths arangement because
there are many rmunds working al the same time. This is even magnified when
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each of the parties involved has its own interests to pursue. There is also the
problem of communication, commitment as well as the credibility of pariners.
Sometimes ethical problems emerge, affecting an otherwise effective Runclioning
of partmership. Summarily, it is a costly exercise in terms of time, effort and even
money. But despite all these negatives, AIDP | believes there is no other way to
deliver agricultura] extension services to farmers sxcept through parinerships.

AGRICULTURAL EXTENSION ORGANIZATIONS IN AIDP SITES

The program is able v come up with two types of agnculnural extension
organizations: province-wide and (2) mumcipal-level organizations. The prov-
ince-wide organization of agriculmral extension is operating in Oriental Mindoro
and Marinduque; the municipai-level organization in seven towns of [aguna and
ane town in Cebu.

PROCESSES INVOLVED IN COMING UP WiTH AGRICULTURAL
EXTENSION DELIVERY SYSTEM

[nitiation stage. The manner by which the idea of parmership was iniro-
duced to partners by UPLBCA/AIDP depended on the circumstances of encoun-
ter, In Oriental Mindoro, this idea of partnering was put across to the governor of
the province only afler it had sought the assistance of UPLBCA in developmg and
implementing ita rural and development programs for the province, At that time, it
was easy for the UPLBCA/ALD? 1o introduce such an idea since there was already
8 proposal for partnership from the Center for Rural Organization and Suppont
Ser 5 (CROSS). an NGO ating in E I In the same way, of
pannership ameng the provioce of M duque, the Marinduque Swue voucge
(MSC) and UPLBCA/AIDP came about because of the initiative of the provincial
government under Govemnor Carreon. Elliot {1999, person  nservation) refittes
this, however. She claims instead that the academic people started suchap  er-
ship. At first, it was President Javier (UP President, 1993-1999) who frst recog-
nized the need of the province to be assisted by UPLB. President Javier recog-
nized this after he had gone 1o the province lo Juak aRer his retatives. Dr Robeno
E. Coronel, erstwhile head of National Genetic Resources Laboratory of Instituze
of Plant Breeding, also realized this when he was asked to make an agroeco ¢
system and information for the formulation of sustainable agricuitural develop-
ment. At the same time, President Momerey of Marindugue State College (MSC)
convinced the UPLBCA 1w include the province as an AIDP site. In Laguna,
where the initiatives from the provincial executives were lacking, partnerships
otiginated either from the efforts of local officials of a number of municipatities
and from UPLB"s commitment {o reach out, first, to its surrounding arees before
any other ares. For examyple, (he partmership of the municipality of Rizal with
Laguna State Polytechnic College {LSPC) and UPLBCA/AIDF came about afler
one of its councilors made representation 10 the UPLBCA Dean 1o include Rizal
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as an AIDP area (Gesmundo, 1999: pervonal observation). The seme s true for
Cavinti. Introducing partnership idea to executives of Nagcarlan, Luisiana, Liliw,
Magdalena, Los Banos, Ska Rosa and Calamba, came very nanurally, since these
lowns had been sites of UPLBCA s agricultursl extension activitics.

Signing of MOA. A memorandum of agreement among various stakeholders
will legitimize the orgenization of agricultural extension. Signing the MOA is
integral to the program. Although signing is not 2 guarantee that the partners will
do their share, the experiences of some AIDF- covered provinces and municipalities
showed that this served as a binding force ameng partners to render their
responsibilities/commitmenis to the different ALDP project sites. Signing of MOA
among Oriental Mindoro partners was at two levels. One, at the provincial level,
was in February 1996 at the Development Academy of the Philippines (DAP) in
Cavite. The other, the municipal level was held in Oriental Mindoro in October
1996. In Marindugue, signing at the provincial Jeve! was held in September 1996,
followed by the municipal levels.

I 1995, MOAs were simultaneously signed in each of the AlDP-covered
municipalities in Laguna, except for Rizal which had its signing in April 1996.

Participatory plunning. One of the ingredients of & successful partmering
system is & project plan to which it can be applied. Nevertheless, the conceplion of
a project plan has to undergo a long and tedious process of consultations and
assessments of the area’s potential for development s well as stekeholder's com-
mitmenis. The process involves conducting planning workshops for stekeholders.

Planning workshops, The workshops cuvered provinciel and municipal ley-
els. For the Orientzl Mindoro parinerships, a serics of workshops was conducted
21 L'PLB and in the provinee in 1996,

One major workshop output was the drufting of AIDP Oriental Mindoro
indicative plan, which was used as a reference and justification of the provincial
budget office on annual program/projects” financial supporr. Marinduque conducted
a similar workshop in the pravince in 1996, which was followed later on by a
consolidation workshop 21 UPLB.

In Laguna, participatory planning workshops were conducted in Nagearlan,
Liliw, Magdalena, Luisiana, Sta. Rosa and (alamba, to devise their respective
Municipa! Agriculturai Development Plans (MADP). While the rest of the AIDP-
covered Laguna municipalities focused their acrivinies on their own MADPs, Rizal.
being a neophyle in the program, started its planning at the barangay level based
on the concept of Community Development Process (CDP). Barangay Jevel plans
were later inlegrated to form the MADP.

Resource Mobilization. Smooth project implementation in each AIDP area
depended very much on equal sharing of resources among siakeholders, Budgetery
problem was common among govemment institutions and some LGUs, with the
exceplion perhaps of Oriental Mindaro. Indeed the provincial and municipal
govermnmenls of Oriental Mindoro were able to release P3,970,000 and P1,806,875.
respectively, to support identified projects under AIDP. Barangay governments
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likewise, gave counterpart funds of P40,000 cach. Such gavernmenl agencies as
the Technical Educenion and Skills Development Authority (TESDA), Office of
the Southen Culmral Community (OSCC) end the Department of Apriculture
{DA) also gave their support as well as other government organizations (GOs) and
peoples organizations (POs), such as the Plan International of Mindoro which
gave P1B4,000 and Farmers Assuciation of Victoria with P50,000. These funds
were released to support projects in Oriental Mindoro towms, including rice,
cutflowes, vepetable and fruil, Jivestock and forest trees productions. Plent nurseries,
plant pest clinic and agricultural breeding stations were established serving as
support faciliies for the production of forest wrees seedlings, fineits and vegetables.

While AIDP-Mindoro was enjoying financial support from the parinership,
AIDP-Laguna, specifically Napearlan, Lihw, Sta. Rosa and Los Bafos did not
have such opportumty due largely (o stakeholders' fadure 1o detiver the resources
expected from them. Consequently, only a few tangible projects were implemented,
meluding 2 cooperative in Magdalena and a municipal nursery in Luisiana. There
were other accomplished agtivities though they did not need financizl asststance;
these included training on swine production, anthurium production, asexual
propagation of planis, kimchi and tomato sauce processing.

The mobhilization for interna) budgetary suppen ook place not only in the
provinces and municipalities bul also in barangays gs it did in Rizal, Laguna. In
preparing thewr agriculturzl pians, several barangays in Rizal took 2 substantial
amount from their local develapment funds te support AIDP identified livelihood
projects, In Magdalena, local officials were abic to mobilize some resources to
provide credil assistance to deserving farmers for their crop or livesiock production
projecis,

Monitoring ond evaluation. Monitering and evaluation, inherent components
of the implementation of project activities, formed part of the projects’ reguiar
operation. Evaluation derermined how far or short an activity or undertaking wenl
and how much more would be done 10 accomplish what was set out earlier.

In Mindoro, project monilonng was made through project visitations, on-
site reviews, MAOs regulsr monthly meetings and annual reviews. This was usu-
ally participated by the differcnl stakeholders in the paninership.

In Marinduque, monztoring angd evaluation was made through project reviews
and monthly management committee meelings.

In Laguna, an annual project review for the overali accomplishments for 8
given year was usually conducted. Likewise, a tmid-year review on project updating
is done in nll project areas to Lrack down the progress of the project for the first
half of the vear. This exercise revealed some limilations/problems in project
implementation. Solutiens or remedial measures were then given to ensore smaooth
impiementation of projects,

Institution building and strengibening. Punting together the stakeholders of
agricultural extension imo one orgamization is by far the best option o strengthen
them. The first MDA between the LGlls and UPLE pruvided the former an
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opporiunity to get familiar with the various units of the university, which could give
them other services and technical support. In Magdalena, Laguna, the first IPM
training on rice and carn informed the participants on available varietal trials on
rice. in ¢ollaboration with PhilRice, and com with IPB. The AIDP project stafl
likewise facilitated the LGU's linkage with the College of Veterinary Medicine and
the Philippine Carabao Cenler, for some solutions to Magdalena farmers™ discase
problems in carabue. In Luisiang, the AIDP project was {ullowed up by LGU"s
arrangemenls with other gevernment ggencies offering development assisunce,
nolably the Phulippine Coconul Authority (PCA). Southem Luzon Pnlytechnic
College (SLPC) and Nanonal Economic Development Authority {NEDA )

AIDP scored yer another achievement and thar is by building up LGLlis®
leadership capability ta put together the various service agencies on agriculturyl
development under ong organization. This stralegy notl only avoids duplication of
functions among these agencies but also enables them to realize their complementary
roles vis-d-vis other rgencies. This likewise allows them to maximize vse of their
resources. This 15 well exerplified in Onental Mindoro when the Provincial
Governor’s Office, through the Office of the Provincial Agriculiurisl, was able 1o
solicit the assistance of DTT, TESDA, DOST, DA, PCA and other agencies ‘o
work closety with them m developing agriculiuee in the provinee.

in Marinduque. implementation of projects-activities hegan in 1997 with a
series of treiningsiseminars on crops and livestoek production among agrictlurai
technicians, farmers, and NGOs. in coerdination with the provincial government,
Marindugue State College (MSC}and other related governrment agencies. Trmnming
on mughieom preduction and fruil processing in LIPLB soon followed.

In recognizing the importance of organized groups, associations or
cooperatives, AIDP cxerted all efforts w facilitate their establishment in areas
where there s tone and when need is indicaled. In Magdalena, the MASIKAP
Cooperative was established, which 5 now engaged i running a store 1o sell
production 1nputs to farmer-members.

LESSONS LEARNED FROM AIDP [ IMPLEMENTATION

The success and faslure of pannerships in different ALDP areas vary. While
some areas had ganful experience Irom partnerships, other areas had so far been
unfortunale o enjoy their benefits. Some faciinating and censiraining facters in
paringrship have been identified as folluws;

A, Facilituting factors

Joint planning and consultation among stakehylders tu ensure
representation of all interests

The presence of LGU otTieials, DA stafl, focal SCUs and farmers evinced
participation of stakeholders even dunng the pre-planming phase of the program.
Likewise, projects contained in the MADP were u procuct of thorough planning al
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the barangay and municipal levels as in the case of Mindoro and Laguna. parcularly
in Rizal town,

Clear identilication of roles by the LGU

The first implementing year of AIDP projects in all AIDP arces can be
regarded as UPLB led. Project implementation cventually charged gears; this ime
with LGU calling the shots in most AIDP arces. In Mindoro and Lagana. specitically
in Rizal, Magdalena and Luisiana. LGU pariners considered AIDP the umbrelia of
all thew agricultural activities.

The Mindoro partnerships (provineial, municipal and barangay} demonstrated
their commitntent with the considerable amount they had released to the program
in sepport of the arca’s different projects,

Of considerable value, too, is Rizal LGU's allocation of P30L000 for Year |1
of MADP project implementation. In Magdalena LGU provided the fsmmers through
the MASIKAP cooperative P300,00C to carry out their own business.

Shared commétment of the difTerent partners

This was made manifest n Mindoro and Laguna perinerships as mentioned
previously, MinSCAT in Mindore. MSC in Marinduque and LSPC m Laguna,
afthough hampered by lack of material and human resources, participated in the
program from {18 initiation to implementation stages.

Development emphasis of the LGU

MADPs" implementation in different municipalities has varying degrees of
accomplishment because of the natural variztions in the development fogi of local
officials. Some gave prionty to agriculiure white others were busy on infrastciure
concems.

Qriental Mindoro is a perfect example of an LGU whose local executives
showed strong emphasis on agriculture, vonsidering the substantial amount they
gave 10 the program, Likewise, Rizal in Laguna has also been a very supporuve
partner with their budget realigned for the implementation of AIDP projects.

People’s Initiatives and strong farmers’ erganizations

People’s initiatives contributed largely 10 the smooth program implemeniation
as Rizal clearly demonstrated. Al their own ininative Rizal requested immediazely
training on project proposal preparation and packaging to hasten up submission of
their proposals to the municipal govermment office for funding. Farmery felt the
need for soch training right afler preliminary discussions with them on project
concepts. Consequently, priority proposals were prepared, submiited and approved
by the Rizal municipal government.
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Socigl networks of individugls in the orpantzations

1t is conunendable that in Marindugue establishing pannerships between
UPLE. MSC and LGLs was favilitaied by persenal neiworks of people in these
organizations, This contirms that contacts influence decisions more regarding inier-
institutional coordinativn than generalized mstirutional relationships,

B. Constraining Factars

Political conflict

This particutar probltem was very much apparent in Nagearlan, Laguna,
wherewn the MAQ who was supposed to be working closely with AIDP, coulil not
refale well with the mayor on AIDF matters because of conlticnng pelincs with
the mayor. As a consequence, nu tangible projects were established in the area for
the past five years,

tn a simular vein, Zaru (1999, personal observation) reported that signing of
MOA for AIDP-Batangas could not 1ake ofT because of political conflict between
the gevemmment's executive and legislative branches. The governer wanted to
eter int & parinership, but majority of the Sangguniang Panjalawigan (SP)
members barred him so because of some provisions in \he MOA with regard the
province’s financial obligalion 1o the project, In fact, the SP only ailocuted an
amoual of P5.00 ax the budget of the office of the provincial govermor for the year
1999,

InsufTiciency of finuncial and manpower capabilitics to share
in the partnership

Oriental Mindoro®s MinSCAT, Marinduque's MSC and Luguna’s LSPC were
willing to participate in the program, but were constrained since they vould not
complement sn the partngrships with their scarce resources. Time was another
stmbiing block; their stafT were wverloaded with teaching units. Gareia (1998}
repored that insufTiciency of financral and menpower capabilities were not only
due to lack of these resources per se. Ruther, these were ouleomes of policies that
du not allow SCUs to exercise some flexibility in their sasks besides their primary
function of teaching,

Lack of priority commitments

This problem was prevalent in Laguna, specifically in Nagearlan, Litiw and
some urban agriculture arcas where municipalities focused their priority on high
impact projects.
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Absence of clear-cut roles and responsibilitles

Soime ATDP areas claimed that there was clear idenrification of roles among
different parmers. Banatlao (1998, personal communication) claims otherwise,
saying that in the case of the Urban Agricubture Project (UAP), the MOA thas
supposedly binds tf  annership contains general statements of responsibilities by
partners. Therc are no implementing guidelines either; hence, the SCL 18 at a loss,
Banatlao (1999, personal observarion) funther adds that there is no stipulatic
the MOA specific to the leadership role of the project. More often than not,
partners look up to or rather:  nd on UPLH oo what fo do.

CONCLUSION

‘This paper has argued that AIDP 1 is more than &n extension program of the
College of Agriculwre. [t atiempls to develop an organization for agricultural
extension defivery system that binds the differenl levels of LGUs and locat SCUs
for effective deiivery of extension services tu the farming population. This paper
has also discussed other features of AIDP [, such as participatory planning, re-
source mobilization, monitering and evalustion of projects, and instirution build-
ing and strengthenibg. In building up partnerships between all leve £ LGUs and
local SCUs, 8 number of facilitating and constraining factors have been identified.
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