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A. Introduction

This report covers the activities carried out by Prototype Implementation Office 2
(PIO2) up until the 31st March 2004. It contains an evaluation of the activities
undertaken, the methods tested, lessons learnt and makes final recommendations.

Background

This document doesn’t contain a review of how LAMP came about or the main
objectives, this is covered in the document “Introducing Innovations in Land
Administration and Management: Lessons and Experiences from LAMP” produced
by the Monitoring and Evaluation Unit, this is a review of the activities of Project
Implementation Office 2 (P102).

Objectives of Project Implementation Office 2

The project area for PIO2 was requested by the Land Registration Authority (LRA).
The original project design was more on Land Titling and from the start PIO2 has
suffered with lack of support from its main agency the Land Registration Authority
(LRA) and the Project Management Office PMO. LRA have never taken
responsibility for the PIO2 operations this is probably best demonstrated in the
assigning of 4 different prototype managers over two and a half years. PMO have
never had a full time deputy assigned to assist PIO2, which is a joint arrangement
with LRA and have always made sure that budget allocations cover PMO expenses
before allocating any money to PIO2. For example the PIO2 phones have been cut
off several times yet we have never heard of PMQO’s phones being cut off. Also
contract staff payments are very spasmodic and there are periods were contractors
are forced to wait two to three months before they are paid. PIO2’s main objective
was to work with the Land Title Computerisation Project (LTCP) an objective which
to date has not been realised. It was also charged with trying to improve the land
records management system an area where it has had greater success.

The output of PIO2 is to produce proven new procedures and demonstrate successful
cooperation between land related agencies for the improvement in quality and
completeness of land title records. PIO2 is largely concerned with increasing public
confidence in the existing land registration system.

The prototype is involved in the following activities:

e Creation of Cadastral Index Maps (CIM) and development of cross indexes to
control duplicate land titles and for other administrative purposes;

e Validating existing titles held in the Register of Deeds (ROD) against the
records of the Quezon City Local Government Unit (LGU) records;

¢ (Going into the community to try to locate missing records in the field.

e Reconstitution of certificates of title, for the prototype area, which are missing
from the Registry of Deeds and facilitating the process of providing land
owners with new titles as replacement to their missing titles;

e Integration of the CIM and Cross Index into the ROD, streamlining of land
registry operations to maintain quality of land register documents and exchange
of land information between related agencies of government.
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e Setting up a One Stop Shop to incorporate the services offered by the ROD,
LGU Treasurers, LGU Assessor’s, Bureau of Internal Revenue (BIR), Land
Registration Authority (LRA) and the Department of Environment and Natural
Resources (DENR), in a single location.

e Community Relations Services (CRS) educating the communities about the
objectives and services being offered by the project, as well as advising them
of their rights to use and transact in land.

In addition, there is a strategic process of developing a national plan for improved
management of land ownership related records, based on the lessons learnt from this
Prototype, and also from the rural activities in Leyte in Prototype 1. Where possible
this strategic planning will also link with the implementation of the BOO Project.

The project followed a Bridging Loan that instigated the procedures that are in place,
these procedures have been modified and tested. The aim is to obtain standard tested
procedures that will be suitable to implement throughout the Philippines in urban
situations.

The lead agency for managing the prototype is the Land Registration Authority
(LRA), while the Department of Environment and Natural Resources (DENR) and
Tax Assessor’s Office also are stakeholders who will be sharing the facilities of the
One Stop Shop (OSS). The initial composition of prototype personnel was from
LRA, DENR and Quezon City Local Government Unit (LGU) Tax Assessor’s
Office; the remaining staff were employed on a contractual basis by the prototype.
The Bureau of Internal Revenue (BIR) will also be involved in the OSS, but will
only supply staff to the OSS not the prototype office. Since moving to the LRA
compound the LGU Tax Assessor’s Office ceased supplying prototype staff, but they
will be supplying staff to the OSS.
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B. Background on the Pilot Project in Quezon City

PIO2 was originally set up in Quezon City Hall finally operating from the 9™ Floor.
At the time the Registry of Deeds was in the building next to City Hall. However
with the completion of the new building within the LRA compound the Registry
moved to its new location. In August 2002 after negotiations had been completed,
PIO2 were also able to move to the 2" Floor LRA building in East Avenue. LRA
then cleared out a small area near the ROD which the project has since extended and
renovated for the One Stop Shop (OSS). Late in September 2003 the PIO2 office
space was renovated with the works being completed in early October. At the same
time the extensions to the OSS were completed and partitioning was installed mid
October 2003, ready for the OSS to begin operations. To date the hold up has been
the final fittings for the OSS, some of which will be funded by the Quezon City
Mayor’s office, the rest is part of the initial funding requested in January 2002 but
still not released by PMO/GOP. The funding from the Mayor’s office could not be
applied for until all parties had signed the MOA, this happened in mid October, as of
March 2004 funding had still failed to be provided from any sources. In late May
2004 fax machines were finally provided by PMO and two servers delivered,
although they lacked cables to allow them to be made operational.

PIO2 has been involved in testing different methods for the validation of records
using both office and field verification of records, CIM production and identification
of fake, duplicate and missing titles. Manuals have been produced in all areas and as
new procedures are tested and agreed to they are added to the documentation. The
prototype has worked towards introducing worlds best practices to develop a Land
Information System linking CIMs to a database of land record information. Trials
have also been carried out on creating a Graphic Information System (GIS) that
would hold the CIM data and the cross index.

All these systems have been developed independently with each unit following a
work plan that defined the activities for that unit in context with the project log
frame. However the focus of the prototype needed to shift towards a more
harmonised approach. Originally Community Relations Services (CRS) would go
into the field and hold community assemblies. These were held all over the
prototype area and the concept of the Land Administration and Management
Program (LAMP), the OSS, and other PIO2 activities like CIM, office validation and
field validation were explained. This campaign caused several problems as the
prototype took two years to get the OSS completed, over one year to complete a
preliminary field validation of Holy Spirit and two years to begin the field validation
in the other four barangays. The feeling in the community towards government
programs was never favourable, the prototype has not delivered on many of the CRS
promises and LAMP has been in danger of being seen in as just another waste of
government money, increasing taxation, etc.

To try remedying this perception PIO2 has put a lot of time and effort into securing
the respect and the assistance of the local community. In Holy Spirit where most of
the work has been concentrated there is great anticipation surrounding the actual
opening of the OSS. A Barangay Advocacy group (BAG) was created to assist the
prototype in getting its message to the community. Many syndicates have been
removed from the area, either through the public being educated about their rights or
the fear that they will be detected. Many community concerns have been clarified
right through the prototype area, eg the various government departments involved
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have come up with a clear resolution on the Forest Land dispute declaring that all
land in the prototype area is already alienated and disposable. A united effort has
been negotiated by the prototype on the court decisions regards Original Certificate
of Title (OCT) 333, with the departments, Barangay Captains and local congressmen
all united to ensure the land owners do not lose their rights. These have all been
positives for the project and its acceptance by the community and agencies alike. In
early March 2004 the Barangay Integrated Land Information System (BILIS) was
launched at Holy Spirit giving the local Barangay their own copy of the CIMs and
Cross Index.

Initially processing units like CIM, CRS, and OV concentrated on their own
activities ignoring the full processing cycle within the prototype. This was a major
problem for the co-ordination of activities and efforts were focused on getting
internal processing management operating efficiently. Each unit within the
prototype was charged with getting a certain job done and testing different methods
to come up with the best method to carry out that activity. The units loosely work
together and have had several training sessions and presentations on what each other
do. The next phase was to take the step up and turn the prototype into a strong
cohesive unit with each section working together. There is more detail on this in the
evaluation section of the report.

The Prototype activities were set out in the project design documents created by the
World Bank and AusAID. The requirements of both organisations do not always
match and a consolidated log frame was developed covering both, which the project
planning has followed. The activities and reports have been broken up into 6
monthly periods as per the project inception report.

The start dates for the commencement of the World Bank and AusAID components
did not match, the World Bank agreement ended in September 2003, and the
AusAID component was continuing until early 2004. After the Government of the
Philippines extended the project until the next phase in 2005, both the World Bank
and AusAID have agreed to extended their activities until the World Bank until
December 2004 and AusAID until September 2004 to allow a smooth
implementation of the subsequent phase.

The tasks for the final six months of 2003 are set out in the following table. These
activities have been continued into the first quarter of 2004, until the amended design
document has been agreed to and adopted.

Table 1: Deliverable 36 tasks

Deliverable 36 task | PIO2 Activity Status

Identification  of | Workshops, Completed.

methods that have | Manual, All current procedures are documented
potential to detect | Formation of the |and a manual prepared with
fake, duplicate and | Fake Title TWG recommendations for improvements that
missing titles, and the TWG can explore. However the
to resolve the title TWG did not met with great success to
anomalies; begin with. The main problem was the

lack of ownership by the agencies. It
was not until early December 2003 that
some improvements occurred with the
LRA taking a positive roll to chair the
meeting  All current procedures are
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Deliverable 36 task | PIO2 Activity Status
documented and a manual prepared that
will be updated with any resolutions
from further meetings.
These will be reviewed by the TWG,
which has been developing an action
plan for the future directions of their
operations and meetings.
Facilitating  wide | Field Validation, On-going.
consultation to | Workshops, While a Barangay Advocacy Group
ensure that the | Community (BAG) has been set up in Holy Spirit
views of all | Relations Services | and meets regularly it is not clear what
stakeholders benefit it is supplying the project other
including direct than public relations. Community
customers and the members and NGO’s have been
wider community, included in all OSS simulation

are considered and
integrated in the
process

workshops as well as the National Land
Records Strategy and Land Laws
workshops. Even though PhilSSA (the
NGO commissioned for the remaining
barangays) was to look at new and
innovative methods they have also
formed BAGs in the 4 remaining
barangays and the results of the
community consultations will not be
known until later in 2004.

Technical

assistance to
develop a range of
objective  criteria
(i.e. time, budget,
equipment, human
resources and skills,
costs, affordability,

agency capacity
and capability,
stakeholder and
community
acceptance,
regulatory changes
required before
adopting,
suitability,
sustainability) by

which the proposed
methods could be
compared.

All activities within
the prototype.

Completed.

The technical assistants have been
working with the different PIO2 units
and the Monitoring and evaluation staff
to develop the criteria. These results
have been used to determine the costing
for each method undertaken in all areas
that PIO2 have been working in. Where
possible the measurements have used the
current system as a base to allow
comparison with the trialled methods.
Also the comparisons have been carried
out between the methods trialled.
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Deliverable 36 task

PIO2 Activity

Status

Obtaining all
necessary material,
including the
results from Output
3.1, and conduct an

evaluation,
including
opportunities  and
constraints that

would need to be

Evaluation
workshops for each
unit.

Completed.

All activities carried out in 3.1 have
been evaluated. @ For new methods
trialled in this period the PIO2
production units have been carrying out
evaluation workshops at the end of each
activity.  In these workshops they
evaluate the strengths, weaknesses,
constraints, issues and lessons learnt
from the activity. The workshop output

overcome  before also includes wupdates required to
adopting the produce new versions of operational
methods manuals. The evaluation reports for the
PIO2 activities form part of this report.
Assisting to | Workshops Various workshops have been held with

conduct workshops
on the results and
gain consensus for
recommended
improvements

all the stakeholders, PMO and PIOI1 to
gain consensus.

However PIO2 and the PIO2 TA’s were
largely ignored in the consensus
building process carried out by PMO.

Providing technical | Assisting the Land | Completed.
assistance to| Law TA & the | Two strategy documents have been
drafting any | National Land | prepared one by the Land Registration
required Records  Strategy | Law Adviser, the other by the National
modifications to | TA in their | Land Records Strategy Adviser.
laws/regulations investigations. PIO2 have been pursuing the stand of
and seeking the agencies regarding these proposals,
approval but have little commitment from LRA or
DENR, both seem to be waiting for the
LAA to be formed and carry out the
changes. However the prototype
managers continue to push for the
adoption of these recommendations.
Documenting  the | Production of | Completed.
selected  methods | Operational Operational manuals have  been
and procedures; manuals for all | developed through workshops and

PIO2 activities

consultations with the operational teams.
As new methods are adopted or
activities modified the manuals have
been updated and reviewed by the
operation teams.

The Manuals produced are:

Fake Title Investigation

One Stop Shop operations
CIM production

Field Validation
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Deliverable 36 task

PIO2 Activity

Status

e Office Validation

e Tracking/Cross Index User
manual

e PIO2 manual of operations
e Manual for Densification

PIO2

e Field Validation Data
Capture User Manual

e Cross Index Specification

e Tracking System
Specification

e Cross Index User Manual
e GIS User Manual

Assist to develop
and operationalise
the One-Stop-Shop.

Workshops,
training, meetings
with agency heads,
TWG meetings.

The development phase has been
completed, however the OSS is still not
operation due to lack of equipment and
as at March 2004 it is only used by the
ROD to supply certified copies of title.
PIO2 have worked with the agencies
involved to get agreement on the
functions to be carried out within the
OSS and have been able to facilitate
agreement between the agencies to work
together for a common goal. The OSS
activities have been agreed to and a
Memorandum of Agreement signed off
by all agencies involved. Staff to be
employed in the OSS have been
identified and trained ready to start OSS
operations. The funding for the
procurement of the rest of the equipment
required for the OSS is the only thing
holding up the start. PMO have
promised to prioritise the request, the
Mayor’s Office has pledged funds and
LEI has added some equipment to the
extension budget, but to date funds have
not been forthcoming.
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>

— _ :
PIO?2 initial office at Quezon City Hall PIO2 office at LRA
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C. Pilot Study Location

16. Various sites were considered for the 2™ Prototype to be carried out and although a
Rural Site was preferred, Quezon City was selected after insistence from the Land
Registration Authority (LRA). After the burning of the Quezon City Registry of
Deeds in late 1988, a title reconstitution program was carried out. Before the
beginning of the project 90-95% of the reconstitution had been carried out; the area
which had the majority of the titles not reconstituted was the Barangays selected.
The break up of parcels in these Barangays is displayed in the table below:

Table 2: Break up of the Barangays

Barangay Land Area (ha) Population N(zcof lia:c)els
Bagong Silangan 507 35,385 8,163
Batasan Hills 576 86,037 5,707*
Commonwealth 471 129,354 7,931%*
Holy Spirit 329 87,615 8,189
Payatas 494 87,253 7,376*

TOTAL 2377 425,644 37,395

* The figures for Bagong Silangan, Commonwealth and Payatas are approximations based on the Barangay
boundaries investigated by PIO2. To date the records have not been updated and parcels for Payatas
still are held in Commonwealth and Bagong Silangan.
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D. Overall Performance of PIO2

The overall performance of PIO2 is difficult to rate as it has failed to met many of its
objectives as set out in the log frame. This has been the result of many difficulties
the major one being the slow release of funds to the prototype. For example the
computer equipment needed to operate the project did not arrive until September
2003, the funding for OSS extension did not get approved until July 2003 and only
part of the equipment to operate the OSS has arrived by June 2004. This lack of
funds has resulted in problems in acquiring equipment, employing staff and
renovating the OSS.

The prototype was involved in the following activities:

Creation of Cadastral Index Maps (CIM) and development of cross indexes to
control duplicate land titles and for other administrative purposes.

The CIM group have created preliminary CIMs and have final CIM ready for Holy
Spirit. The cross index is developed but still 5700 records have not been attached to
CIMs. On these figures the conclusion would be that PIO2 has failed to complete
these activities. However if you look at it from the view of achievements versus
equipment/staff/etc provided, then PIO2 have produced a great deal with very
limited resources. For example while the majority of computers were not supplied
until September 2003 yet the prototype area has been fully digitised and all titles that
could be located from the Assessor’s data have been captured.

Validating existing titles held in the Register of Deeds (ROD) against the records of
the Quezon City Local Government Unit (LGU) records.

All TCTs identified in the Assessor’s data have been located and keyed. Also any
new TCTs created from transfers, land consolidation and or subdivision have been
captured; 75% of record’s had some data mismatched with the TCT data and around
50% of these mismatches having the potential to increase LGU revenue. Based on
these figures the process was very successful, however the prototype is still unsure
how many records the LGU still possess which are not yet converted. Accordingly,
the full benefits to the LGU are not yet identified.

Going into the community to try to locate missing records in the field.

In Holy Spirit 1472 records were located in the field, 900 of which updated records
from the Assessor’s or filled in gaps in their records. However 26% or 2000 parcels
in Holy Spirit still have no TCT records and other methods will be needed to locate
the owners of these properties. From these figures locating records in the field has
limited success and other methods like using the tax payment records need to be
trialled.

Reconstitution of current certificates of title which are missing from the Land
Register and facilitating the process of providing land owners with new titles as
replacement to their missing titles.

LRA do not want the prototype to take over any reconstitution process and are only
interested in the project informing the users of the process for reconstitution. PIO2
has had limited success in this area only advising a handful of people in the process
and failing to capitalise on the feedback from field validation. Although some
agreements have been made and in early 2004 the LRA did agree to allow PIO2
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access to the reconstitution paper files in the prototype area, as well as create a
database of this information.

Integration of the new records into the ROD, streamlining of land registry operations
to maintain quality of land register documents and exchange of land information
between related agencies of government.

None of the new records in the form of CIM’s or the cross Index have been
integrated into the OSS. On this point PIO2 would have to be judged as failing,
however the delayed construction of the OSS, the delay in releasing the budget to
operate and equip the OSS, has stopped PIO2 from being able to incorporate the
CIM into ROD operations, making it impossible for PIO2 to complete this
requirement.

Some compensation has occurred at the Barangay with the introduction of BILIS in
Holy Spirit. Now people from that area can arrive and the ROD/LGU/etc. with the
correct information and this should assist in making the process quicker, easier and
hopefully less costly.

Setting up a One Stop Shop to incorporate the services offered by the ROD, LGU
Treasurers, LGU Assessor’s, Bureau of Internal Revenue (BIR), Land Registration
Authority (LRA) and the Department of Environment and Natural Resources
(DENR), in a single location.

This was impossible to accomplish without funding. A site was supplied in June
2002, however funding for the renovations was only approved in mid July 2003,
funding for the computer equipment September 2003 and when funding to supply the
rest of the equipment need to operate the OSS will be approved/supplied is unknown.
Yet PIO2 has complete agreement on the processing to be carried out, staff to be
detailed by the agencies have been identified and trained and a Memorandum of
Agreement between the agencies has been signed. Also the Mayor of Quezon City
has pledged 1.5 million pesos to help with OSS operations and to help finalise the set
up. Community support and anticipation has been tremendous and they also eagerly
await the opening. Making all the activities surrounding the OSS a huge success, but
with no way to operate it.

Community Relations Services (CRS) is educating the communities about the
objectives and services being offered by the project, as well as advising them of their
rights to use and transact in land.

In Holy Spirit the statistics indicate that just over 50% of the community are
benefiting. The rest had not heard of LAMP before the field enumerators arrived at
the door. For the other Barangays the responsibility lies with PhilSSA to provide the
education. The results from PhilSSA will not be available until second Quarter
2004.
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E. Evaluation of the Management of the Prototype

The full history of the setting up of the project and the management structure outside
of the prototype has been documented by the PMO and this document will not go
back over that detail. The focus here is PIO2 management and organisation, the
organisational chart for 2003 is set out in Annex 1. PIO2 is organised into 7 units,
with the exception of the OSS each unit has a unit head or chief. At the top of the
structure there was to be a Prototype manager and two deputies, one deputy for
technical operations and one for administration. The Prototype manager was to be
supplied by the lead agency the Land Registration Authority (LRA), then the other
major agencies DENR and Quezon City LGU Assessor’s would supply the deputies.
This structure was amended in early 2004 after a restructure was required following
the replacement of the prototype manager by one of the unit heads. This chart also
appears in Annex 1.

Land Registration Authority management of PIO2

26.

27.

A major problem facing PIO2 has been the disinterest of the LRA in its activities.
The original agreement was signed by the LRA administrator who was keen for
PIO2 to work in Quezon City with the Land Title Capture Project (LTCP).
Unfortunately before the project commenced the LRA Administrator died and his
replacement had no interest in the prototype or its activities. The original
arrangement was for the LRA to detail a full time prototype manager and three staff
to act as unit heads and cartographers. Under this arrangement the detailed staff
would gain new skills and be exposed to international advisers, introducing worlds
best practices. The skills and training that they received would then be kept within
LRA when these people returned to their units at the end of the project. However
only one of the three detailed staff provided has stayed with the project, the two that
left were never replaced. The prototype manager has been a separate problem. The
original prototype manager was required by the incoming LRA Administrator as an
adviser on plan registration. LRA Administrators are Supreme Court judges who are
appointed to the position, they have no formal training in plan approval, however as
the LRA Administrator they are required to sign all plans that are approved. As such
most appoint a senior LRA officer as an adviser who carries out a final check on
their behalf, they then sign the plan when the adviser is satisfied the plan is
registrable. The first PIO2 prototype manager was therefore kept very busy and had
little time to devote to the prototype. Finally after being pressed, by the PMO in a
workshop in January 2002, to make an effort to work full time at the prototype he
resigned his position on the project. However it was not until the second LRA
Administrator also died in office and was replaced that any action was taken by the
LRA to replace him. The next prototype manager was extremely inconsistent
switching between spending a large amount of time at the prototype and spending
little time there. As the time he spent working with the prototype dwindled away to
almost non existent it was agreed with the LRA Administrator and his Deputy, who
had been assigned to assist PIO2, that he would be replaced.

The third prototype manager also held the position as Registrar of Deeds in
Mandaulong and initially his registry had no deputy. This required him to fill in half
his day at the Registry and half at PIO2, on top of this it can take 45-60 minutes to
get from his registry to LRA so the amount of time allocated to PIO2 was suffering.
Mid 2003 a deputy was appointed to the Registry to free up his time but as full time
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Registrar of Deeds he was unable to supply more than half a day to the prototype and
on many occasions could not be present at all. This was compounded by the fact that
there is a Registrars meeting every Monday afternoon which eats into PIO2 time and
he is required to appear in court cases for his Registry. However of the three
prototype managers he was the most useful to the project. Having connections
within LRA and with other Registries he was able to negotiate more affectively than
the previous managers and was involved in some of the major changes in the project.
However this may have only been a matter of timing as most budgets and
procurements were approved during that time, but he was still able to contribute and
to make some decisions that smoothed the process.

In early 2004 the prototype manager was assigned to a second registry making it
impossible for him to devote any time to the prototype. LRA then decided to
promote the remaining staff member in the project from Unit Head to be the fourth
Prototype Manager. If this will work out remains to be seen, however there are
several advantages to the appointment. The new Prototype Manager knows the
project very well, spends most of his time in the prototype, is keen and willing to fill
the role and he has a good understanding of LRA processing. The main
disadvantage is his lack of experience and training as a manager. However with the
support of his deputy, staff and the TAs this is developing into a workable situation.

What are the lessons

29. Part time management at the top of the prototype does not work. Projects need
strong managers who are working full time within the project.

30. LRA has a larger commitment to LTCP and is not prepared to give a large
commitment to LAMP at the same time.

Issues

31. If the prototype manager does not come from the lead agency what will be the effect
on the project and it’s relationship with the LRA. Will this also have a longer term
affect with the LAA.

32.  While the prototype is located within the LRA building it has not been accepted as

part of LRA.

Recommendations

33.

34.

The current prototype manager needs to be supported and assisted. If he fails to
perform the job then a manager should be appointed from outside government and
the current prototype manager retained as a deputy/adviser.

The relationship between LRA and the project needs to be strengthened. LRA have
a preference towards the LTCP project and while there is some support for LAMP at
the top levels, it is not universal in the organisation.

Local Government Unit management of PIO2

35.

There have been similar problems with the deputy prototype manager from the LGU
Assessor’s.  When the prototype was in Quezon City Hall he was able to spend at
least half a day a week and be present for meetings. However once the prototype
was moved to LRA his attendance diminished appreciably, the prototype has been
lucky to get half a day per month, although lately he has not been present at all,
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except for the occasional workshop. At one stage it was negotiated with his
managers that he would spend one day a week at the prototype but this has not
occurred and the LGU Assessor’s are reluctant to remove him from the post and
replace him

What are the lessons

36. The project needs to ensure that when a partner has committed staff that they can
maintain the commitment.

Issues

37. Whether LGUs are prepared to work with LAMP and can commit the necessary staff
and equipment.

Recommendations

38. In Phase II lamp needs to secure commitment from LGUs before they begin
operations in their areas. Part of this commitment should include supplying some
management support for the process and taking a major role in sustaining the OSS in
their region.

Department of Environment and Natural Resources management
of PIO2

39. The only constant has been the Deputy Prototype Manager from DENR, who has
made a commitment from the beginning to maximise his time in the project. As part
of the original team assigned to the project he has been the unofficial prototype
manager (although he refuses to except the role). Someone had to Champion the
role of PIO2 and make sure that the activities were carried out with very little
support (other than TA assistance). He has taken on the full time running of the
prototype managers role, his role and the other deputies role. Also because of the
poor training and under skilling of the unit heads he has also been forced to take on
many of their roles as well. Because the structure has ended up so lop sided an
Organisational Development TA was added to the prototype to assist the Deputy in
training the unit heads and in trying to maximise the use of the Prototype managers.
This makeshift management team have been responsible for driving the prototype
and helping it achieve the results that it has risen to, with occasional assistance from
the international TAs. However the Deputy receives little compensation, unlike the
LRA backed prototype manager who was awarded a government vehicle to transport
him around and the contractual unit leaders who receive a higher pay, he must share
any honorarium with the other detailed staff and any agency staff who assist the
project, often receiving no reward.

What are the lessons

40. A committed management team is required to run and project activities, there is too
much pressure placing all the emphasis onto one person.

Issues

41. How the project can suitably reward good managers and retain them.
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Recommendations

42.

A more balanced management structure is required in the next phase with the
workload shared amongst the managers.

PIO2 Unit Heads

43.

44,

There were originally 6 unit heads, 4 were detailed staff and the other two
contractual staff. The original intention was to have all unit heads as detailed staff,
however as M&E and CRS are specialised fields the unit heads have been supplied
from outside the government sphere. The problem with the unit heads has been their
inability/unwillingness to take responsibility. Most do not understand that a project
structure varies from the normal organisational structure found in Government and
are ill prepared for the added responsibilities they must take on. There is a tendency
for them to push all problems towards “Senior Management” rather than to deal with
the problems themselves. The organisational development manager has spent a lot
of effort in training these people in management skills and introducing systems
within the prototype to make the process smoother. The problem is most of these
programs have been abandoned, for example a system of weekly reporting that
relates the weekly output to the work plan is no longer used, weekly meetings have
ceased, etc. This lack of discipline is one of the hardest skills to teach the unit heads
and as a result does not filter down to the staff. For example the detailed staff, being
poorly paid next to the contractual staff, supplement their incomes by doing private
work. An agreement was made that they would carry out this work in their own time
rather than office time, however this is no longer the case and many are seen with
customers sitting at their desks during office hours. Instead of managing their unit’s
operations they often become involved at the operational level only, not recognising
problems until they are pointed out by other units or the TAs.

The staff are required to produce weekly plans with the unit heads and should report
back on these plans every week, bringing up issues and problems for the unit heads
to deal with or to pass on to the unit heads meeting. However this type of
management is seen as too time consuming and difficult to implement, instead staff
run around gathering statistics for their unit heads when a meeting is to be held.
Thus the units are run by responding to problems rather than by anticipating
problems and having a strategy ready.

What are the lessons

45. The role of the unit heads needs to be carried out by staff undertaking prepared to
use leadership/commitment/discipline/authority understand their role, as well as
being committed to it.

Issues

46. Finding, training and retaining good unit heads who can take the responsibility for
their units production and managing their staffs outputs.

47. Staff Selection, monitoring staff performance, reporting on unit activities and

planning are very weak within the prototype, especially at the unit levels.
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Recommendations

48. There is a lot of knowledge in the current unit heads, each one should be assessed
and if suitable they should be trained. Where any are not suitable they should be
retained in a deputy role taking on other duties.

Project Management Offices role in the management of PIO2

49. The relationship with PMO management has also been an area of contention. PMO
have not had a great focus on PIO2, the role of the deputy director at PMO who deals
with PIO2 has never been filled full time (this has also been an LRA responsibility).
PMO have mainly focussed on the policy studies and PIO1 having left PIO2 to try
and run its own operations. PMO only taking interest when a quarterly review takes
place or if PIO2 get desperate enough to ask for assistance. At one stage there was a
push to close PIO2, as the LRA had not wanted to talk to the prototype or assist it in
any way. The prototype was saved as a result of a new LRA Administrator taking
over, who was interested in the Land Administration and Management program and
a favourable report from the QAP who reviewed the work carried out by PIO2. The
role definition between PMO and PIO2 at the management level has been unclear to
PIO2 for sometime, confusion starts when the prototype is told to take responsibility
for themselves, but are then pulled up for doing something that PMO should have
approved. PMO’s cause is not helped by the lack of a full time deputy who should
be working with the prototype.

50. A Project Management Team (PMT) was introduced in mid 2003. The team consists
of the PMO executive director and the deputies, PIO managers and their deputies,
the TA team leader and the lead TA’s from PIO1 and PIO2. The PMT was formed
to try and assist the managers by giving them a forum for presenting their
achievements and issues. In this forum the PIOs can be kept informed of the project
developments, while reporting progress back to the PMO.

What are the lessons

51. There needs to be a clear definition of the roles of the implementation office
managers and where they need to defer to the PMO.

Issues

52. The amount of support that PMO can reasonably supply to the prototype. There
needs to be a balance between showing interest and interfering in the prototypes
activities. PMO seem to lean towards not interfering as much as possible but this has
been to the point that the prototypes feel they are being ignored. While the PMT has
been dealing with some of these issues there is a tendency to rely on the OPMT and
not follow up between meetings. In this way the prototypes do not always carry out
the agreed actions and get away with reporting that they are working on it. This is
especially the case where the PMT have requested they do additional tasks or the
prototype had hoped the PMT would take a more active role but it has been decided
that they must follow it up themselves. For example the NLRMS, PMO were to
follow up with DENR and PIO2 with LRA, one meeting has been reported between
PIO2, LRA, BIR, LGU and DENR. Since it was reported to the PMT, PMO and
PIO2 have done nothing more on the matter.
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Recommendations

53. The person(s) in PMO who will look after any implementation activities must be
working in the project full time and need to work closely with the implementation
offices to ensure they are properly managed.

What worked?

54. Having a fulltime deputy prototype manager, if all managers had been part time the
prototype would not have succeeded.

55. Having an organisational development TA who could help guide the prototype and
document the procedures.

56. The PMT meetings have allowed the prototypes to bring up issues and improve their

relationships with each other and PMO. Also the PMO has been able to present the
major issues affecting the project and keep the PIOs informed on the progress of
these issues.

What didn’t work?

57.

58.

59.

60.

61.

62.

Part time management. Projects need strong managers who are working full time
within the project.

The current unit head structure. It has recently been reviewed again and a new
structure put into place but unit heads still don’t take responsibility for day to day
management. If the project managers have to constantly deal with unit problems
they cannot focus on the project concerns.

Working within a structure that does not supply management support. The prototype
management office needs to be able to work on multi levels prototypes and their
needs cannot be abandoned because the PMO are more interested in the policy
studies and building relationships to get legislation through. Additional managers
need to be available to support the other operational units. Initially the Quarterly
assessments were the only time that PMO looked at issues in the units, however with
its introduction late in 2003, the PMT has gone a long way to fixing this problem. In
future projects this needs to be in place at the start of the project.

Identifying the rules of operation for the prototype and having them followed by the
staff. There is a lack of discipline, brought about by two factors. Clear rules have
not been defined for the working environment, for example when computers were
introduced into the office no rules were introduced for their operations, as a result
the staff play music on separate machines making the office noisy and difficult to
concentrate in. The second factor being lack of monitoring, when the computers
were networked the networking software contains the ability to send messages, this
is now the preferred method of communications with staff sending hundreds of
messages across the network every day, clogging the network and wasting work
time.

High staff turnover many due to the inability of the project to pay wages at regular
intervals.

Limited capacity of the M&E unit to be able to objectively evaluate the performance
of the unit heads, instead focusing on the problems of having a part time prototype
manager.
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What was planned but didn’t happen?

63. Not really applicable here however it would have been good to have tried using an
external project manager to see how government works with the private sector
running a project.



64.

65.

Philippines Australia Land Administration and Management Project
Page 19

F. Evaluation of the PIO2 units operations

This section of the report is concerned with evaluation of the PIO2 operational units
and is the final evaluation that will be delivered under activity 36. While CRS,
M&E, CIM, Survey Mapping, Orthophoto and Survey Control have separate reports
developed for their activities this is a broader look at all activities. In all instances
these reports, compiled by the TA responsible should be referenced as they will
contain far more details. There are also separate reports from the Land Law Adviser
and on the National Land Records Strategy. Both these reports were current at the
time of production and where this report covers them it will only report any progress
made since their creation.

The PIO2 operational units are working together to create a cross index of the
different agencies records which is linked to the spatial reference held on the
Cadastral Index Map (CIM). This linkage is shown below:

I

LGU
Assessor’s/
Treasurer’s

CIM Number/UPI
Land Description

PSPIN No
Owner's Name
Barangay

[——]
=
=

LRA
Survey No

ROD

TCT No
Owner’s
Name

&5id

Field Validation TIN No

Street Address
Occupant’s details

Owner’'s Name

DENR
Survey No

Key records from each agency are held in the index as shown in the diagram, the only
exception being the BIR information which PIO2 are still trying to negotiate.
The different units within PIO2 have worked towards building this system, which is being
placed into the OSS.
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Cadastral Index Mapping

66.

67.

68.

69.

Cadastral Index Mapping (CIM) production started during the Bridging TA period,
with very limited equipment and staff. The CIM was based on the information
provided by the Local Government Unit (LGU). Lists of plans in Holy Spirit were
created from the LGU data and when the plans were retrieved they were
reduced/enlarged on the photocopier to get them to the same scale (1:10,000).
Tracing paper was then placed over the Photocopied plan and the CIM was traced
using a pencil. This photocopying introduces errors into the parcels as the image is
stretched at both ends and this was never intended to be the final method, it was
more an introductory method to demonstrate that CIMs could be produced. Given
the availability of resources this was quite a clever me