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CONCEPTUAL FRAMEWORK FOR MIS FOR NABARD OPERATIONS
IN RELATION TO MONITORING AND EVALUATION STUDIES

U.K. SRIVASTAVA!

The Natio-zl Bank for Agricultural and Rural Development (NABARD) was established on
12th July‘r";QSL’ by an Act of Parliament and it has been given the mandate to provide "credit
for the premotion of agriculture, small scale industries, cottage and village industries,
handicrafts and other rural crafts and other allied economic activities in rural areas with a
view to promoting integrated rural development and securing prosperity of rural areas™.

This mand:ie covers a wide spectrum and brings in its fold an integration of credit activities
with other economic activities like processing, marketing, and other post harvest technologies
and technical services etc.

NABARD is an Apex development bank primarily involved in providing different types of
refinance o the ehigible institutions and it also performs developmental and regulatory
functions. Over the last 10 years of its existence, NABARD has emerged as a crucial source
of finance disbursed by the banks for agricultural and rural development. Till the end of
March 19:2, bank has provided a cumulative refinance of the order of Rs. 16,394 crores
covering z>out 96,219 schemes to support investments to the tune of Rs.25,000° crores.

This amounts to 45 per cent of the ground level credit disbursed by banks for agricultural
and rural covelopment. it operates through State Cooperative Banks, State Land Develop-
ment Banks, Regional Rural Banks and Commercial Banks and provides refinance for short
term, medium term, as well as long term credit.

The above mentioned activities require elaborate planning and control tasks to be performed
at various izvels in the organization. In order to support the planning and control tasks, dis-

D 11K, Srivastava is Professor, Ceatre for Management in Agriculture at the Indian
Instiute of Management, Ahmedabad. The research support from Mr. E.N. Suriya
Nzrayanan, Dr. N.T. Patel and Ms. Madalsa Gandhi is gratefully acknowledged.
Tr.z comments received from team members (Profs. S.P. Seetharaman, S. Vathsala,
anc B.H. Jajoo) have improved this presentation.

2 NABARD Act 1981,
N4BARD News Letter Vol. 3, No. 4, 11* July 1992.
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trict oriented monitoring studics as wi as expost evaluation studies are undertaken. This
note analyses the process of planning a~d control and cxisting management information
system at NABARD in a conceptual framework and raises a few issues in rclation to
strengthening and internatizing the findings of monitoring and evaluation studies.

INSTITUTIONAL OBJECTIVES "

Given its mandate the NABARD has to see that its activities particularly disbursement of
credits (through refinance) are carried ot with (a) efficiency, and (b) effectiveness®.

Efficiency in the case of NABARD depends on the timely release and utilization of refinance
along with lowest weighted cost of furds and planned level of profitability or surplus
generation.

The effectiveness depends on the overall cbjectives of the institution in relation to the desired
impact of the financed projects on the target groups, with the specific focus on the weaker
sections of the society. The objective of efficiency requires information on operations. The
objective of effectiveness requires assessent of incremental incomes to the ultimate borrow-
ers and the validity of the assumptions made in various schemes at the planning sthge. The
effectiveness of objective is very crucia! for apex refinance agency like NABARD.

ORGANIZATIONAL STRUCTURE AND PLANNING AND CONTROL TASKS

NABARD is managed by a Board of Directors, Chairman, Managing Director, Chief General
Managers, General Managers and Deputy General Managers at the head office. In addition
it has regional offices in all the state capitals and sub offices at Agartala, Gangtok, Imphal,

Jammu, Panaji, Simla and Shillong (Annex-1). It also has a large number of district offices
as well.

To get an insight into the planning anl control tasks, we can classify the organizational
structure given in Annex-1 into three levels:

See Robert N. Anthory, John Deardees and Norton M. Bedford, Management
Contorl Systems Dearden, Fourt:. Edition, Richard D. Irwin Inc., Homwood Illinoid
Toppar Company Ltd., Tokyo 1984, pp. 196-197.
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&Y " Strategic Planning and Control Level;
(b)  Programme Planning end Control Level and
(¢©)  Performance Planning and Control Level (Figure-1).

The planning and control tasks go together and are performed at various levels in the
organization. For an indepth understanding, we first discuss the planning process at
NABARD. The strategic plarning levels are largely concerned with organization of funds,
identification of priorities, determining broad indicators for allocation to various sub sectors
and overall approvals to already appraised projects. The guidelines from strategic planning
and control levels provide the framework for project formulation and appraisal at the
programme planning and control levels as well as the performance planning and control
levels(Figure-2).

Once the planning of activities is done the role of management control begins. The
management control tasks can be broadly defined as follows™:

Measurement of actual results against planned results

Evaluation of performance at sub-units/regions as well as the organizational level.
Identification of activities which may lead to shortfalls from the desired results,
Identification of the appropriate remedial action to eliminaté the expected shortfalls.
Recycle the information related to actual performance in developing future plans.

P NS

In this context of NABARD, the management control tasks, as defined above are performed
at all the three levels of the organization as indicated in figure-3. But the nature and
complexity of the management control task is different at different levels. The differences
in the nature of complexities of management control tasks can be illustrated along with the
six dimensions (Figure-4). These dimensions are:

(@  Pnmary focus;

()  Time horizon for decision making ;

©) Number of variables to be considered ;
(d) Manpower involved,;

(©) Frequency of decisioc making and

(¢)) Area of operations. '

S. K. Bhattacharya, A Framework of Management Planning and Control for
Organtazations, Technical notes, Indian Institute of Management, Ahmedabad, 1972.
U.K. Srivastava, Project Planning, Financing, Implementation and Evaluation, Indian
Institute of Management, Ahmedabad, 1981.
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For exampls, at the strategic planning and control levels the primary focus is the total
refinance disbursed as agai'nst the target fund position and the cost of funds. At the
performance planning and control levels, the focus is predominantly physical performance
in terms of utilization of refinance as per targets of each scheme/project. Similarly the
frequency of decision making at the strategic planning and control levels is much less as
compared to the other two levels which are concerned with the release of refinance for each
schemelproj’e:t“and the remedial measures for the likely shortfalls.

MANAGEMENT INFORMATION SYSTEM

The above mentioned planning and control tasks require information on both efficiency and
effectiveness variables. This requires a creation of appropriate data base and processing and
disseminatiot to the various levels of the organization as per their decision making needs.
Managerial Information System has to serve the repeated needs of identified information of
the client. Ir. this context, the following basic principals have to be kept in mind in designing
the management information systemsfor an organization®;

1. Information is expensive : There is a cost of collection, processing and dissemination.
Therefore, only key variables are identified for developing the formats and contents.

2. Information needs are different at different levels : As indicated in figures 2 and 3,
the decision making and corresponding information needs of various levels in the
organization are different. Therefore, the formats, frequency and the contents of
information disseminated has to vary for various levels.

3. Information not tailor made to decision making levels is wasteful.

MANAGEMENT INFORMATION SYSTEM AT NABARD

Broadly three types of information are collected and disseminated to various levels in the
organization.

(memographed), Indian Institute of Management, Ahmedabad.
4
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. A. Ope-ational Information : ;
The organization generates data on operations with respect to fund positions, cost of funds,
targets and achievements for release of refinance, information on unit cost of various ty]ées
of schemes. It also gets the information on personnel deployment, training and development.
The information is also generated on operating expenditures. All these information are
agpregztad and made available to the strategic planning levels for decision making(figure-5).
|
B. Disirilt Oriented Monitoring Studies :
From 1 30, a system of district oriented monitoring studies (DOM) has been introduced with
an objactive of covering cross section of important investments, financing banks and
obtaining feedbacks on different schemes. The DOM studies try . » identify (i) the potential
for new schemes in the .'istrict, (ii} review the generation of project information in barks,
(iii) bring out the factors responsible for good and bad performance and (iv) to establish a
data bank district wise is another significant difference between the old scheme-based
monitoring : ystem(SOM) and the present (DOM).

The DOM studies are conducted by the regional office staff and these studies are used to
resolve the operating problems in the joint review meeting(JRM) at the district level. The
regionzl manager then forwards all the DOM studies in his region to the Dy. General
Manager in Investment Credit Department(ICD) who reviews these studies and prepare the
quarterly summary of the findings. This quarterly summary of 18 to 20 pages covering all
the DOM studies in the quarter is then circulated to the strategic planning levels. The report
usually contzins operating constraints and it is largely repetitive({figure-6).

Receniiy a working group has been constituted under the chairmanship of Mr. M.V.S.
Chalapathi Rao, General Manager, ICD, to have fresh look at the methodology, drafting
quality and the finding which can be internalized.

C. Evaluation Studies :

In recent years 6 to 7 evaluation studies are conducted by the bank for the selected schemes.
These evaluation studies are conducted at the performance planning and control levels. It is
then reviewed 2! the programme planning and control levels where the reports are finalized
and pudlished. . longwith the published report, a note is prepared giving major points
relating to poli-. . areas for improvement of project performance. This note and -opy of the
report is circulzted to all the depanr.'.ents and strategic planning and control levels. This task
is done= in the department of economic analy:is and research and the note is discussed a* the
management committee meeting attended by Chairraan, Managing Director, Chief General
Managers and General managers of all the concerned departments(Figure-7).



PROBLEM AREAS

In case of DOM studies the following problems has been observed :

1
2)

3)

4)

As the focus is on all the schemes, it Jeads to only general operational problems;

It does not lead to the required indepth inputs for assessing the effectiveness of the
speciﬁc schemes ;

There is "'long delay in initiating any remedial action based on the findings because
some of the remedial actions cannot be taken by regional offices, particularly those
are relating to underfinancing due to low unit costs ; '

The findings do not yield much inputs for policy variables.

In case of evaluation studies the following observations may be made :

1
2)

3)

There is long time lag in the completion of evaluation studies ;

Summary and reporting is circulated to all departments without any relation to their
decision making needs ; :

The circulation of summary and reporting does not differentiate in the content and
format between strategic planning and control levels, programme planning and control
levels and performance planning and control levels.

a

Given the above mentioned problems, that the feedback from the monitoring and evaluation
studies is a missing link in the project cycle at NABARD (Figure-8).

ISSUES FOR DISCUSSION

In the background of above mentioned presentation, the following issues be taken up for
discussion in relation to DOM studies and also the evaluation studies.

DOM Studies

1)

2)

What should be the focus of these studies ? Should they be district oriented as at
present or should they be scheme oriented cutting across the districts in a region ?
Dissemination of the findings of these studies in relation to decision making tasks at
various levels in the organization.



Evaluation Studies

1) ‘What should be the policy with respect to the identification of sub sectors far
* conducting the evaluation studies ? i
2) What should be the process of dissemination of findings to various planning and
control levels in the organization ?
3)  What kind of changes in the organizational culture can be initiated for promoting the
anpropriate use of these studies for planning and control functions at various levels
in the organization 7 -

A common issue is the extent of computerization of MIS in relation to processing and
disseminations of findings of the DOMs as well as evaluation studies.
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M‘mex 1 } ORGANIZATIOR STRUCTURE OF HO DEPARTMERTS
i

[ MARAGING DIRECTOEJ

l

CGM 1II

17

oo

- DGH (CAD)
| DGK{ PLEDG)

- DGM (PAEDT)

BT con 72
DG (OF)
DGM(FS) - GM (PCD) CAS - GM (FAD)
— oM (DPD)[ DGH[
DGM{NFS5) MON —~ EAST |- GM (GAPD)—
DGM(OPE) |- WEST
- DGM(BFD) EHORTH - GM {DEAR)
— M {CPD) SOUTH
- DGM (RPD)
DGH{PD-I} DGM (MSD
L~ GM(ICD)
L pGM(GC) DGM(PD-11) L GM (DISCS)
DGM(FPP & DOM RD)
- DGN(PPD)
— GM(IDD)
| — GM(HRMD} |- DGM({PAD)
L DGM(TD)
DGM (SECRETARY'E) L— (GM{ID)
DPD - Development Folicy Department
CPD - Corporate Planning Department
HRMD - Human Resources Management Department
PCD - Production Credit Department
Ich - Investment Credit Department
Ind - Institutional Development Department
ID - Inspection Department
Fab - rinance and Acoounts Department
GADD - General Administration & Premises Department
DEAR - Department of Economic Analysis & Regearch
MSD - Management Services Department
pIsScs - Department of Information Systems & Computer Bervices
IAD - Internal Audit Department
cve - Central Vigilance Cell
TSD - Technical Services Department
™ - Tarm Bector
WM - Non-Farm Sector
BPD - Business Planning Division
‘RPD - Resources Planning Division
GC - General Co-ordination
*PD - Personnel Policy Division
PAD - Personnel Administration Division
™ - Training Pivision
oP - Operation Policy
CAS - Credit Authorisation Section
MON - Monitoring
OPER - Operation
ro-1 - Project Division - 1
PD-II - Project pivision - I1
PPADON RD- Project Policy & DOM Review Division
L 1] - Central Establishment Division
BH.O.ED - R.0. Eatablishment Section
GAD - General Administration Division
PAEDG -~ (Premises & Estates pivision-General)
PEEDT - (Premises & Estates pivision-Technical)

L DGH{LAW)




Annex 2 & ORGAKIZATION STRUCTURE - REGIONAL OFFICE

RO- XN-CHARGE

SECRETARIATE

DEPARTMENTS

AD

401~ 0D —E

MD

-F&O
- DD&P
D

t

AGAD
- E&SSD
sD

[ T T O I |

DB{MIS)-
pDD

1)

PER

RiBL
P&C
A

ESPC

-y
]
LI I T T I

£

L DD
AS DD&P

DE (KIS}

.p.D.OS

PD-[NON FARM SECTOR

FARM SECTOR

Project and Operations Department

SECRETT. “ DD

R
PPC
LAAd

District Development & Planning Department

Institutional Development Department

Concurrent Audit Cell

Administration & Accounts Department

Evaluation and Special Studies Department

Technical Services Department
Appraisal bDivision

Operations Division
Monitoring Division

bata Bank (MIS}

pistrict Development Division
Planning Division

Programme & Review

Inspection Terms

Returns & Branch Licencing
Frauds & Complaints

Personnel Administration
General Administration

Evaluation Studies Project Coxpletion
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COB L P&R
LDB IDE IT

RLBL
FP&C

g TE

AS
§08
CLS
SEC
DDDa
COP

F&A

CAC

PLE ARA

| T T T T R T I O A B B |

l |

A&AD ELSSD TSD

PA GA TF&A ES PC

OA

ARF Section

Schematic Operations Section
Credit Limits Section
Secretariate

D.D.Os

Cooperative Banks

Land Development Banks
Rural Development Banks
Rehabilitation

Pilot Project Cell
vikas Volunteer Vahini
staff

Training

Establishment

Premises and Estates
officiale Language
Administrative Accounts
Operational Accounts
Funds and Accounts



