
T o enable other member countries to learn
from the Japanese experience in rural life
improvement, the APO organized a semi-

nar on “Rural Life Improvement for Community
Development” in Japan, 22-26 April 2002.
Seventeen participants from 11 member countries
attended the seminar.

At the seminar, it was generally agreed that the
experiences of one country several decades ago
could not simply be transferred for application in
others today for a host of reasons. For example,
women were the main target of Japan’s Rural Life
Improvement Program as it embraced a wide range
of activities associated with them, such as modifi-
cation of cooking stoves, better nutrition, imple-
mentation of water-supply projects, and the pro-
cessing of local products. Such an approach would
be difficult to implement in some other countries
because of the low status of women in society.

Japan, it was pointed out, had a strong motiva-
tion to carry out the program, i.e., to rebuild the
nation and to stave off a looming famine. This des-
perate situation provided the impetus that pushed
the Rural Life Improvement Program forward.
Other member countries today would have to find
their own compelling reasons to promote a similar
program.

In conjunction with the seminar and with the
support of the Japan International Cooperation
Agency (JICA), the APO organized a half-day
symposium on “Rural Life Improvement in Japan
and Rural Development in Developing Countries”
in Tokyo on 24 April. More than 180 people,
including the seminar participants, took part.

APO Secretary-General Takashi Tajima spoke at
the opening session of the symposium. He pointed
out that because of the Rural Life Improvement

Program, “Japanese rural areas improved and laid
the foundation for the subsequent high economic
growth of Japan.” Revisiting the role played by the
Rural Life Improvement Program in Japan in the
past could provide useful policy lessons for devel-
oping countries today, he added.

Another speaker at the opening session was
JICA Senior Vice President Hisao Azuma. He said
that most of Japan’s agriculture sector consists of
small farmers, and developing countries in which
the agriculture sector also comprises small farmers
could gain much from Japan’s past experience. Mr.
Azuma informed the delegates that JICA, as part
of its international cooperation program, had com-
piled Japan’s experiences in rural development for
the benefit of other countries.

Professor Norman Long of the Netherlands’
Wageningen University gave the keynote address
on “Issues and Perspectives of Rural

Development.” He demonstrated how rural devel-
opment was socially constructed through the
encounters, struggles, and negotiations between
the different social actors, such as government
agencies, farmers and their families, traders, politi-
cians, and activists. He also introduced key con-
cepts necessary for developing an understanding of
the processes of rural development, as well as a
methodological overview of his “actor-oriented
analysis.”

Japanese resource speakers provided in-depth
details on the Rural Life Improvement Program in
Japan. One speaker, Mr. Hiroshi Sato of the
Institute of Developing Economies, Japan External
Trade Organization, outlined the history and
achievements of the rural life improvement move-
ment in post-war Japan, and emphasized that
although this program was initiated by outside
authority, it was quickly localized. Ms Noriko
Nishigata, a reporter with the Japan Agricultural
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Rural life can be extremely harsh in areas where climatic and other conditions are not ideal for agricultural pursuits. To improve the lives of the people affected,
various rural development programs were introduced by many countries. Some APO member countries have focused on rural life improvement from the very begin-
ning of their rural/community development efforts. In these countries, agricultural productivity enhancement and rural life improvement were pursued simultane-
ously as two sides of the same coin. Their success is now an inspiration and encouragement to others seeking to improve the quality of life of their people. Japan is
a good example. After World War II, the Japanese economy was in ruins, and rural life was particularly hard. To help alleviate the situation, innovative measures
were undertaken, with one of the more prominent being the Rural Life Improvement Program. It introduced the following innovative approaches that are now wide-
ly adopted by those involved in development work: participatory development, involvement of women, decentralization of authority, and kaizen or continuous
improvement.

The panel discussion in progress (L-R): Mr. Tsubota, Dr. Long, Dr. Chang, Mr. Nishimaki, Mr. Mizuno, 
Ms Nishigata, and Mr. Sato.

(Continued on page 6)
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The Measurement System
After being exposed to a bewildering array of

possible measurement approaches, a representa-
tive measurement team adopted an imaginative
combination of techniques around which to build
a balanced scorecard (BSC). Because many of the
key performance indicators (KPIs) chosen (e.g.,
customer satisfaction and the productivity of sup-
port processes) would not reduce to a single met-
ric, the objectives matrix (OMAX) was used to
combine several different criteria into a single
index of performance. After wrestling with pre-
cise definitions, data problems, targets, and meth-
ods of portraying results, the measurement team
was soon able to present to company management
a BSC portraying company performance over
four quarters of the financial year.

Ten carefully chosen KPIs covering return on
investment to product quality, employee satisfac-
tion to market share, and product life cycle to
total factor productivity (TFP) made up the BSC.
Each KPI had an “owner” as well as a back-up
person drawn from within the team. Particular
attention was given to measuring TFP because of
its importance and the specific difficulties
involved. Intense training was given in the con-
cepts and practicalities of measuring TFP and
how to use productivity accounting to ensure that
a link was forged with “bottom line” profitability.

The management team was also given an
appreciation of how strategic measurement sys-
tems worked. A systems review of the company
was conducted to provide a common understand-
ing of the entire value-adding process, and vision
and strategy were revisited to ensure alignment
before the KPIs were specified.

APO/NPDC consultants gave the measurement
team feedback on both technical (i.e., measure-
ment) and social (i.e., group process) aspects. The
latter was designed to improve the way in which
the team worked together. The opinions of the
team and the executive management were sur-
veyed to ascertain the extent to which these stake-
holders believed that progress was being made.
To promote broader acceptance, the BSC was
built into a highly visible measurement system, a
process that elicited both enthusiasm within the
team and considerable attention from other
employees.

Lessons
In designing and building the strategy-linked

performance measurement system, we learned the
following:

• Getting the measurement system right from a
technical perspective does not automatically
guarantee that it will be used for making better
strategic decisions.

• The data demanded by such systems reveals
deficiencies and inconsistencies in the organi-
zation’s accounting and other information sys-
tems.

• Strategy-linked measurement systems can be
introduced at any stage in the improvement
process, although the company has to be clear
about its strategy.

• Introducing such integrated systems requires
collaboration and teamwork at all levels.

• Such systems will facilitate benchmarking and
best practice endeavors.

• Properly deployed, strategy-linked performance
measurement systems will motivate people
throughout the organization.

Erdenet Carpet Company, the model company,
has successfully negotiated a steep learning curve
in the field of strategic performance measure-
ment. This is largely due to the efforts of the core
measurement team and the total commitment of
the company’s executive director. The team now
meets every two weeks to review progress, debate
responsibilities, consider new KPIs, and formu-
late action plans. After almost a year its job is by
no means over, but it has made a wonderful
beginning. 

Strategy-Linked Performance Measurement in Mongolia (Continued from page 1).........................

John Parsons is the Chief Executive Officer of
Resource Alternatives, Botswana, and
Shagdarsuren Nurmaa is a staff member of
NPDC Mongolia.

Rural Life Improvement (Continued from page 8)

News, shared her experiences serving as a rural livelihood extension worker
in the mid-1960s. The final speaker, Mr. Masami Mizuno of the Policy
Research Institute of the Ministry of Agriculture, Forestry and Fisheries,
spoke on the role of women in the Rural Life Improvement Program.

The symposium concluded with a panel discussion on “Implications of
Rural Life Improvement in Japan for Rural Development in Developing
Countries.” Apart from the four resource speakers mentioned above, the other
two panelists were Mr. Ryuzo Nishimaki, Managing Director of the
Agriculture, Forestry and Fisheries Development Study Department of JICA,
and Dr. Chang Soo Choe, Assistant Professor of Korea University. The panel
discussion was chaired by Mr. Kunio Tsubota, Director of the Agriculture
Department, APO Secretariat.

Ms Pathmajina Siriwardana, a participant from Sri Lanka, sharing her experience
with fellow participants.

.........................................................
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