G @ | TOGETHER

!{’\N i D/? L&y

=S~ vears | for a sustainable future
OCCASION

This publication has been made available to the public on the occasion of the 50" anniversary of the
United Nations Industrial Development Organisation.

’-.
Sy
B QNIDQI
s 77

vears | for a sustainable future

DISCLAIMER

This document has been produced without formal United Nations editing. The designations
employed and the presentation of the material in this document do not imply the expression of any
opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development
Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its
authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or
degree of development. Designations such as “developed”, “industrialized” and “developing” are
intended for statistical convenience and do not necessarily express a judgment about the stage
reached by a particular country or area in the development process. Mention of firm names or
commercial products does not constitute an endorsement by UNIDO.

FAIR USE POLICY
Any part of this publication may be quoted and referenced for educational and research purposes
without additional permission from UNIDO. However, those who make use of quoting and
referencing this publication are requested to follow the Fair Use Policy of giving due credit to
UNIDO.
CONTACT

Please contact publications@unido.org for further information concerning UNIDO publications.

For more information about UNIDO, please visit us at www.unido.org

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION
Vienna International Centre, P.O. Box 300, 1400 Vienna, Austria

Tel: (+43-1) 26026-0 * www.unido.org * unido@unido.org


mailto:publications@unido.org
http://www.unido.org/

LM 5

/. W

eV
N

’ D00¢4L4

United Nations industral Deveiopment Organization

Maatr.
LiAMITED

ID/WG. 39/ "
75 June 1309

ORIGINAL: ENGLISH

interragional ‘irain.ng Woraehep
or. Industrial Froject Ianp.enentiallon

Ansterdan, 1. Sepiember - 3 October 1969

L

® Previcusly distr:buted as ID/COIP.I/B.

idc 69‘3:88



We regret that some of the pages in the microfiche
copy of this report may not be up to the proper
legibility standards, even though the best possible
copy was used for preparing the master fiche.







Diastr.
GENERAL

IL/CONF. 1L 3
D Mey 1967

Umte s Nations Industrial Development Organization ORIGINAL:  ENGLISH

RS

INTERNATIOCGAL FYMEBOTYMM ON
TNDUSTRIA!D TREVELOEMENT

Athens, 29 Novemier-Oo Decegber 1067

Provisiorul agenta, item 3 (r)

IMPLEMENTATION OF INDUBTRIAL FROJECTSy

Presented by the rxecutive Director of the Jnited Nations
Industrial Development Organization

1/ This paper 1s tased on 1 study, "The Implementation and Follow-up of Industrial
Projects", prepared for UNIDO by E. Berkoft of the Commomwealth Development
Finance Company, Ltd., London.

67-097151 /...




ID/CONF.1/%
English
Page 2

CONTENTS

melccpe(tfthﬂpﬂp@!‘--...-............-
I. SHORTFALLS AND ESSENTIALS OF SUCCESSFUL TMPLEMENTATION

General . . .+ . . P
Some: commGh shortfalls of implementation . .« .

The essentinle ot effective impiementation . . .
II. IMPLEMENT.TION OF TNLIVIDUAL PROJFCT”
Goverrment.': crganization for implementation . .

Organizntion for ump Llemente tion of the project .

Programming and control of implementation of the
Project . . . . e o oeereoe s s 0 e e e e

III. SWRY AND COMLUSIO“ L] * L] * . L] L] L] * . * . L] L] . L]

Paragraphs

L9 - 15
76 - 89

fooo




o T

VYIRS SRR
Brgliash
Tage 3

The 3-""e of the paper

1. Procecurea for dynamic project ivplemertution in devel ,ping countries
are not sufficiently deelt with in published documerts to be of igmediate
operutional use. In praat var., uirplesentation bhue Leen approaciyd at the
level of develvprint plang un! 1s proserted merely ny the seiting of certain
policies such as monmtary, tiscel, employment, w (rn w0011 ue “onsistent to
realize the developm=nt plan and =tiuin 118 *tarecie. oven at iuis level of
aggregation, more theoreticui taan practical issues have been treated. In
wost develeping countries there is no wenersl procedure for considering
analytically the variove problems enccuntered in executinsg industrislization
policies at the level of projects, which in the final analyeis meke up these
aggregatee, nor ftor evaluating their impuct on development targets. As a
result there has often veen a great discrepancy between what has been plannsd

and what could be aclhiieved.

2o An attempt is mede in this piper to propose an operational approach to
project implemsniatior and to the establishment of & aound system of imple-
mentation with the main object.ve of ulleviuting many of the rhortfalls con-
fronting developing countries in impl:mentiig industrial projects. The
paper is in two mein parts. Part I reviews bLriefly certain common shortfalls
to implementation in ceveloping countries and discusses in btroad terms the
prerequisites for efrective implrm-ntation. Haced on an understanding of
these important elements, Part [ “disrusses in greater detail the proposed

operationul wpprosci to orojec. Jwplewentation,

3. It is hop=2d that thre various elements and nrasures diecussed in tbis
paper may provide ruidelines wo Yelp tne pasticipants 1a project implemene
tation appreciate the 7o mitucs ¢1 Lie provler and collaborate in a Byste-

matic procedure to cervy ouv tne dynamic functicne involved,

4. In some countries, ~!1 in<vat.y is the responsibility of the publie
sector., vUther ccuntrl. i orefer to liave all industrial activity to private
enterprise, and still ciners -~ ;rooably tue majorivy — favour a mized

economy. The paper is directec prirarily to countries with a mixed economy

S ses
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where the ecunomic system permits free privete anterprise in industry while

some indusir.es
prisarily concer

par of the pape

are created and conduoted in the public sector. Being
ned with publac sector activity in i xed economjes, however,

r will oe equally applicatie to centrally-planned sconomiss.

[oee
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1. SHORTPALLS AND ESSBNTIALS OF SUCCESSFUL YMPLEMPFTALTON

5¢ The aims of planning, the met.cds used to formulite wud impletent induse
trial development plans anl progremwes, and the rersl.. in teons of develop-
eent  and production ure ciosely .eliied to u coauntry's poliivical, econcuie
and sociul values gu wail as to its lavel of develonment. Since these values
and levels vury from une country to snother, tne reaults and repercuasions

of development planning ir one country may well difier frow tasse in another

even thourr LOLL nove 2dopred usimilar metasda.

6.  iIn s.1te vl lue diiferences oelwscn countirics, (owev r, the growing
body of experi:nce contain. lessons wi.ich are relevent to all ccuntriea.

Jue lesson wulc:: s .ands out ,r.minenily 12 tbet plantin: o

Al

itcelsr doua

not produce development. .wvelo,log couniries Ve aevoteu n good deal of
tiought, energy and expertiwe ‘¢ af:.-Ving cumprinensiveiens, consistency

and precisicn irn rla- iug their industi.al and ecoromic deveiopment, but
wit.out devolins mimilar = Fiortu to the steps to ue taxen to put the plans

into ection. .he forrulstion of a development plir or prosrsice hus often
beoome ar ena in itsplf.}j Frailure to ac'ieve the intended develosment has
frecuentiy teeu a*trisuted to shortcomin~s in .laaning techniques, #hereas

the real saorLsor.n: nes 2%tent pecn u faillure t. .chiev: usucreas?tul or aven
satinfactory 1mg;am~nta&;un.5/ Caremml plawn.ar wie 1t 13 not prouptly followed
5 wsll ovcrunized 1mplsmeaiation lu lice window-shop..ngs it may ba pleasuradbl
to the periocmer and rive clice b, attractive Tantasiae, but ite practiosl

effect may be negligible. This is true even if the planners go beyond aggregat
planning to -uieLss.on Teusiviiit studies wnd ovaluntions of & number of
projects. Alt.ou™m a 8tep Torwari, the fsasioality stany atill leavea the
cugtomsr ut the window-shopping stage; an eatimated price anas becn put on the
delectable merchandise and tie delirhts to be expected from its ownership have

veen elavor.ted, but actual ownership still remuine no more ithan ar aspirstion.

1/ Zeconomic seexly, oombey, Vol. XIII, Nos. 27, 28, 29 (July 1961) p. 1023

Nehru, Jawanarlal, "Annusl Address by the Prime winister", Indian Jo!ggg;
of Publiz atministruiion, iWew Delai, Vol. VIL, No. 4, p. 435 (Octob:r=
Vecember 1361)

Joes
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7. Industriil deve.opuens shoull ou viewed as a continuois activity, of
which the pl.on or wrogriwme is only the bezinnias. ‘the momentum wust de
mainteined torousn all stupest  progiarmin . of inlusirial devesopments
setting »f implzmentation polinys  the oreatlsan af an orygenise.iun for
implemontation; eariyias out of leasinility sti01es; foraulation and

eval zution of prujests; and Tinally tne ex-cut:on oif progtels, leading to
project operution aver a 8100 O WRAY y24li. LS00 conoraed sweep of activi-
tiea shouls ol ! .ougbt of as a coutinuous whole. Toe complztion of ane staga,
e.g. the plarning etvase or the I'easicility st uiy, suiuld 0% Ge Pegdr led ag

a point =% w icn 0 8it ocacw and reat, vt only am ine rssential siLarting
point faor the next siage. In faei, how ver, 1n wany Joinicies, L.is is noy

the course of ontioa.

8, in implementing indusirial nroje=cts, developing couniries encounter
various shortconings of &1 econoiis, Loohnifal, drinistrative or wenarerial
pnature. _hersfore. the use ¢f sound oclisy Tensuces, spproprinte institu-
{isne and an offective omanicat.onn gyston llasiiw &1l toe elementa in the
aystem 0F rmpi2oentution with the controllinge iuaority are srerequisites
for suceesslul Lmulamen’xtﬂnn.}/ The fuliowin  puragravhs will Jeul briefly

wito tnece imporzant Alemeniad.
Some conon snovtlaliy ~f 1uplewentation

9 T4 wn. be acefasl 2o 138 some of tae pranciped sostacles io succmasiul
implementation .u dev opinr countries. Home 8re crasated ty the Government
jvpell throuasi ils t21lude € realize shi nesd for continuwous laniing and

action.

10.  AltLov - taess obateeles ure ODsurvavle v all types of evelopment
prograumes, tney are particularly acute i tue lapletent.iion ol srojects
in the induetris! s:2ctor vecxzuse of tne imporiarce of i1ndustirial projacis,

their cansital intensity atc.

11. Probleme of nlarnins ae oostacles to effective 1uplementation: »iile this

paper i6 concern-=d with the implementation of induetrial development projects,
and the prodbiems of vismiing are formally outsile ite scope, it muat be re-

cognized thut project implementita~u is frec.ently impeded by shortcomings in

}/ Celm, G. and Geiger, . "Country Frosramwing 8 o Gaide to Develo ment®, p.51
in “Dcvelopwent oY tne Bmerging Countriea™, orocikings Institution, wasiington
DIC'; (1962).
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the planning process itsslf. The naet comon of thase &.ot

(2) Faslure to tike 313%0 Bocount tha i diepen: o lminiatraiive,
Tbruc@rtED, inab.iutionel, canarganly J peiitacal and soclal
.

- : . . L - 3
tdmiti L L Ve Cuao iy s oer nopovent al g

(b) Comcentretinr -, w1 TEEl, Mt U enarnnle i raewoTK for the
developmont reoruiae, Cee LUl eibs EZevce ites Lheed on uioed
gener i uhi, \ AT Ak QYR el s eutnutl retios) while
NOtl LTOV.IAii: & I ViuWOrk (04 . .e lioan.) on Gl ee2lolf. plana
fato sunlout ol Leggec

(¢; Incons:seencies (1 . noueirin. COVELCT@NY DIO0slallig8, W ouoh iy
lecc o *megoun tro® capnot be ‘mplew .nted.5/

126 Inade v oriel tyoidstiont e TeeD o0 pro, s PGPS Beaid 1100

uBLally Tesdls troaronrs witUima b s 0 MIELy lLBLATHAMIes a0 AL, stes of

-
!
TE8OUTCRE M2 ,u I, !,:LC."/

13. Inadequate JAM.nSErutive, 0006nin2tior8l snd T aareriuzl eapucitys  For

)

3

any or all ol tue reasons menvicned, 1ha Admonisiros;ve orzanization of the
Govermment nav . sii10it & romoer of wWeakr2suen, w«nd struclura. reforts cay be
necessury vefuir trie 30UNIIV cdl e84 2 U tG the demands of 1ts induatrial -

8
za%tion ;rogrhmM¢s.~/ rhe 3awe d-plies 10 munager. al cnnyetenca.g/

5/ Pian Jrganizution o Irin, vivision of _sononie ATraira, “"Review of th»
Seeona Teven-Vear P.an Progra me o) ~ran'y ppe 7374, leheran {10 rarch
1960 ).

j/ Hlgmsy Fok. "Hele cintag an JI6 Laseoas  ne vo.ivical ontext of Leve-
lopment Amiviiotiaiion”, cdasre Aamoalitretaon ooview, Vsl XXV, No. |,
Pe 71, wemiungton, DuC. (saren ii:ET.

§/ MILCOS. Lu MOTennir o and L¥ec.uldn ot neondma e SEVRLOMBERY 1N 3outn-.ast
Ag1a", Jeeasional iepers n Loterastaong! aftasas, ace 10, pe 10, darvard

Universi®y Cinire ©o1 rtornst.otial Affairu, Carmhridee, LasLe, («anudary

1965).

Planring Co mieston of nars, “Tuivd Mive=Yeur 2lun (1901-1966)", p. 200,
New delni (1.-01),

2 B

morgsa: , T MHconomi e Flanuing ~ Cointe oY Buecsss and railure”, paper ,re-
gented 1t tae oHnte~-iw S conovie Slenning 1o Douth-.ast acla, ionaluiy,
Hawail, l-7 “curvoey. (1595 pe 14,

2/ United Na“ions .conom’e Cormisiacn for AS.e and tne Sur aut, “.ocuaotic
veveliopment ud Ponnniys Ln enla wdh e falo Last™, sconomic sulle tip
for Asis and ue ax .8ty Vole AVy hoe 3y Pe 23, (Lecember 1964).

/.lt
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14. ixcessive - rvernmwntal intariorence wiid the (reedom of act:on of private

ErLArprise: :XteSNIVO QlIiy satetvertion 3¢ Lue Suveriaent sanould be avoided
egpeciaily 1f it i or-. cdnoaro, s;naelht nay 4iscourag- ithe growth

of the private sacior of ine econnmy.lgf Indirect Goverramen®t {nfluence

on thn generoe selllanc wn 8. a the SriveEle enter Mrae soeiraits 1z asverthe-

less pussicie throuh Uicen: "rd  onetar: policy.

«

15, Ziilwlls encovn.eceld in sagienentation LBy puv.lc enier,rise. unfartunstely,

as nas been evi‘eut, industr.iel pruj-ots 1mpienerted undes tus control of the
public ser:or ere Llten sudlect Yo a conplex of mutually -ontreniciory oblec—
tives and conslder.tiosns. [nterference "/ ¢ulitizang wn bLe die to their belief
t7at ¢ich enterpyrises can ve S.:3 B & r.oans o0 doin man; LhinTs (0T @Any
pedpley au~h atiempts to acieve coutileting o0vjeciives usualiy praciude

the hopz 0f concentration on making the venture =fgaoin.23tly successful.
»OT€0Vely ireatins Cdustirisal nrcj=ets aw part ¢f $as wveraren::l adminia-
trevive systeu ey cetisd the operacicn znd legsen -5 erliciency. [f decisions
econcerning tils orogect are slow, adherins ¢o <lcae.. to the originul rules

and not @BKLILT DTO.ED ellowlnce Tor chanfy ir circumscunces, tae result may

5 o 2

. , . ; i1/

b: confusiun, deidy and il rosts.~
lee .nefrec. v te:aniiue  for .rozrarnang aud conirul of progsect §

implementation: [lue 1vpiemernistion o7 ndustrizlization projects should be
rlexible in orser 52 pergl, ~djictient . coniitioas chunze. osever, for
the mont purl 18 Geveio 1ay SudiPi8s v ant NESIinlze urugs~t implemen=

tation =8 -« dynanic procazu, whinn la atten more 1niTicats 10 content and

etrueture than the propariiion 27 thy deveigpdent u.iarb Lo Jrukraute . .self,

No efroctive ten 1Laes are aveilaole in wost levelouvins cu.ntries to

enable too 1o zonnider arauyooeelly the posblime enzouniersl n the iaolemen-
Tallen O dueaatrind prolcoty, 1.2.1 10 2usire the timely etectiun of

Bottlenecds 1uru 5. 28lays or shortages ic ¢.iplles, me=npower, cepital and

;Q/ SHLEYB DM, AL, alnaBten LY 2uLar 3, "Navelopwent Planiane - Lessons of
sXoer gnee'y oo 4,2, terauile Develdsrent Tratitute, Iaterastionel Bank
for wocometveeator ard I ove.opuient, Jouns roprint Trasc ) daltimore,
Karyland (Juns 1908},

11/ ian Orgamaestie f Iren, 2ivision op reonowic Affiirs, "heview of the
Secund Jeven-Yoar 2len “rogramwe of ran', p. 72, Jeherin (10U March 1960).

[ese
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equipment; to cc-craivsate the axocution of dependent projects; ani to

Gl.0GRLY BARYCE 30U, T TTY taere LA uale cunirol sroteqs ts

fead back actunl perfoiwmenca resu'ts. tc eviowie and revise policies as
RECE83ar,, 10 rea locot- avaiistle roaovree, anl urdste pians of irdlemen=

tat.on.

ine esnntiiis of effective nleantatlan
R i LA, AL

ITe I8 fol (awe froml < 10 bioey FoTEr 2T oecton prmulems Ltk planmine for
LANBEIILL Ceveloonent SUBL M T T tie cn e 11 Mt 0° the eauniry's level

cf develoyp~ i, L3 te e nrime. "~ up, P ecurnor iy oolitick) #nd social

T

cLreamstiner s ant the sountry's cooirdetycive wod acr s22ie) lovel. . ulso

follows tist o Gurerrment ML v Steis 49 .gours e teetive i lementetion.-=
To this en’, 1 :.u i consiier o comoinatioa of:  er e ful devised policy
M-acuresy b soertion oY an erfeotive aretituticnei Srecs omhg  &nd O

-

nired innlerunt : n R cortiol tetocAe,

1Zs Poliery coasui=as _nese suonld o teorousaly anfica ! in the develcpmernit

p——

DIOBTWIAE LS 1t o woulid ia A0y CuBe e Y1 ipllc Pikts T cebl with utres 4t &ny
€Utk 1tz o,

- ‘ - , L RO | - N - . N -
-2e on8totic ond crstatitiancd me-cwariog Mo p0onei;les covernirg the
Lot JLRE i3 o bulles [ TATONAT

CreBLION &40 v -p Liunm o LhllitLSirnn L o™ irduat=icl cevelopmecrt cre

B A Je yo- I - N ; -
IACUEReS in Farvy ol onr o tras N YR T

MY I 15 00 DSiteIv L pocaines bo mropte atiee  ve inatitutions t, ensure

Prit ey aie oooer Lo conurdl af men vitl tne 81, monriste Becr round snd
pergont! cnrroetery tioe, cad to oliegate aaogur e ro-+rr &nd gutiority to

them. Becal.:t U7t O avaaty 0 *ma Torey 2FYe g jrdnstpia) deve 1¢oment,
no netitunion ewr Cldction i @ vacuum tut nve:n ave suprort erd » liing co-
cperétion et tre various adiinicty tive leve & of (Ye Sovernnment. sueh

SUPPOTy 4n. « o listeve,ion tues Lo opeanmed at cirod ~ioon-reKines levels, end
o1fierlie mt e reiw 2rd umior sevels rur. &) be oA LTe Ol e 1N.LuS=
trializetion tarcese ad tio puaps for their nchicvement and must appreciate

‘Le importunce of ~ian; their sujirort end ascistenc: tc the “nstitutions

respgoncille for ir lemen .ation.

;g/ United .ations, Inte.-regional sorsshop on Jroblems of sudget Tlascifica=
ticn a7 Lencgent in bevelopin, Cu o trica (31 au et=12 Zeptenver 1464,
Ccpenharen, Deanark}, "Mel: 1 .nei . o ¥ tv -4 rlunnit. ani sovernment
dudgeting in beveloying Countriss (Part I1), p. ¥, (July 23, 1964).

[oos
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21, Thie ie onl’ likely to be oohieved 12 th=: 1is effective cammunication
«ithin iho Goversment .0 toot tLe officicls concerrzd are conversaat with
industrial polies ard part.crcots in the formulation o¢ tae [ndustrisl
Develodment Progvar e o fnot thoy Docome involved ard recocnize wiat the
srogratme farect. offechire them Dey e 0 LLell UM, CTETILA gnd arise out
3f work dane § tnem. Lo osnotod L2 oune im oof the olortners znd pelicy mazers
to securn such involverent at 1l levels, {rol wib_8l=TE S0OWR 10 JJ4DLCT
off1eials.  Joey sboule alse coek to educats tie Governient 10 negete tue
LeAump sion Sha.o onne o develogmen. Pprogrotine Low teen Jernalatsd, ne
svernment .as ~one wil trai it .e-G fdo. here rust Le effective 1 lemen—
e 1astitution. er ovin. the support and co=opEretl n o7 the uovertwent,
end the Covesnaent musl alweys be reedy to consider new circuwetances en=
ro ntered G prictice snd Lo Lake any cnan-es in pulicy end provide any

rodernmental eat.on tiet may be reoiired,

25

2%e It wali fre.uently ve neceseel, to Dake slgnifican* changses 1n the
Caverrment adninietr tion. Adrinistritive snd organizaticnal 'inks rust be
~reated, po. .ily Letween the lpulomenting instititicns oul 180 between
them and th overncent. [ = may entgll ~henmes witiarn the sovernmental
wichine, wi.ch will usu.il; be beet torrTaicted tirous) consultition by
ndueirial ;larnaers anf Lamivistrators ~rocoeatalicts in wielile edrTinistra-

yon, vro w uld ieclae Ltier alim whether f¢ enienvo.r to nude a cotprebensive

pofert 2t tre utaet v te procead  radually;. Uneh chanpes ssald involve

Piaiemating toe resoonmycle lepsctments and oper. w1 conne X10n s1th project

1wplementztion, deflui,y a1 1o es it Tixing *hadr resporsibilities &nc

sutbority. It micht als. ce necessery make a study of the Goverment organizat:on

.0 identify swriniszirstive, maragerial and organizational weakncgses or short-
mings walen om0t sepede T oK ol Al leentation, 2uc2rta.nins tie causes

rorpulating und carvy ong cut v /et ict v and peturoy

STt vy emwer 2 m 4 T wult OV lul- ©XETLAT 100 thot tre inuenaed development

cay ia fast, tod tubiiious ever WPl »1] LT tlcabue iroroverents have
‘een made _n it 2 1o 3tiuidvy Stolciures 1L S0y vili we neceasary to
adopt mor vesii tie cur €ts. oo gxisterce of thie .ossibility 31mply under=

gooTeu the .Thor an-s . »tudyving the sdminisilative organizatiun and formula~

ting &1) ne-~ecsalv changes ‘n it at an early siuge 1in the planning process.

[ooo
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24, lwmplementation ani controi methodst Tae metrodology of inplamentsation

at all levela tetwacn hLe pleniing orgunization end the 1ad.viducel Project
wenagement; ead mathode of PeporLing DoOSFTEI8 &l the ALlfereat levela and
securing # ieedovack of relavant niormati.n pained from zctue. exyperience

in the individual projects, are dealt with in Pari oI oelow.

[eoo
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II. IDMPLEMENTATION OF INDIVIDUAL PROJECTS

-y

The Govermmeni's orgnnizav?on for mplemsntaty oo

25. In goverument~svonds-ed wndastry, too Jovernuent dsuvally hae two.

priccipal objeciivess

(!) fizt vaes ord ot soukid e effectively implemented 9nd should
ucecesd in reacn.ny lls direct abiecllive - venaraiiy the
rodustiion of ~ert.ia £oods or zarv.ces - 1n as 2coacnical a
anrier as poaciuvley

m "3

<1

(g) That the urojfout sionid ta<e ils proper vlace irn ths plenned
attainment of the overnmert's broocder objactivea, both
industrial and otrer.

26. The aiministrative maticds adepted to sccure these abjective=s saould

aim at avoidinr the common shortcomings descrived in 2art I. The inpleman—

taiion of industriu!l programmes and projecte must oe trezied a9 a dynamie

process. Ae reny of tne fastors allecting indusvtry ar- suuceptibie to

gquick, impor-.ant ohanr, consilzratle rlexioilizy uwa. e perm, %24 in arn

indugtrial developmen: programme. For th ee reascns, 212 3y3tcm a2t up for
I » v

implementation must avoid the danzer ol over-enthasiastie Hr sinzle-minded

departucntas attempting to direct the project maiugement io to, great detaid,

proftering to. frequent nivice or dewarding: too macs intorm:tion,

27. ‘i‘he problem g in effect tna fumi . iar on > fradins tre proper valance
betwean centralizat . » and decentralizsiiont now to ¢ive taeg nanagement of
& public sector project the frecdom Lo ranise Ari L0 taks quick, tarw
dscisions in resconse to crnanging businesa condltions, wuille at tne 3ame
o B R ]

time preserving the position aad irtercots OY the pavlic s2ctor in matters
affecting tu direction, content, durctiovn, cosi, .erminaiion and otner
broad policy aspects ol the project.  #rile the neede and rovlems of euen

prag
project wust oe §.1tu.ly reprecented te Governzt:nt, an effect.ve Iilter
must be create¢d to protact ihe project e Sovernment involvement in its

control and manageaent,

foos
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2. Institutions for implementstion: Thus, we may vieuslize = hierarchy,

with the Gosernment at +y- hewin, the individual progects 2t the base and
npecialized irmtivations in octween, esch ¢lement being responsible to the
element avnve ii. [Ium e5lution to the proenlem of degentralization would
b8 10 ,ut project menage cul: 1 omediatcly unler e surveillance of an
institution in the Lierarciy w1~ is 1i.self e1l.her insulated from the
pressiures raferred to ir tne precedins puragranhs whic" seem tu be
insepurabl e ‘rum tiue wurkius Lt the Jovernment mic.:ne) or wuien 1s capable
of absorting t. use srelaarae and passing on Lo Lhs preject only Lusl1168g-
like 1ire:tives ooasistent witl. the project's papin alus and with the
ranagetent's oper.iional adtonongs. 018 Ay Le &2 1eved 1f such an
institution is ~ot {teolf part st 4 governinant departma t and 1ts only
respunsiollit; 18 t5 snsure ‘he surcesc 1 some pert [or the whale) of the
1industricl ,lan Sr oorogramce.  nia <.nd of inetitation, whiich wiil be
referret to in tule pa w1 us a4 'ievelo;uent ager~y", may Le directly res=
ponsible 15 n depariment sly the N.nisirs of .rnustry or idevelooment) or

to & re<104.1 90 Latlyal piranning ~oTmigsion,

29. ’he ncvelo.mont iten~y wa. take a vari2ty o forms. 1t may be a
puresy . ..0ti00at orwvenizaiiloa, witn litcie “inance of its awny  or it
may Le 'ol. p uoliunal #n. financial. It qav waintain a stalf from whieh
the muna sewent >f projeatm ~arn Ye arawn or Lt nay seex al’ echalons of
management T r outsiie. [t may e an con.rol of the rnductrisl develop~
zent of & specifind weurpahiics) area; 1t nay control the ievelopment of
& single 1naustriss we2tery o 1t ray be 1n rontrar f & few n.med
Progecis, or even s & single larese dnre. (! may comi.ne i1 duties of
promoiion and 1aplen ntation sien theae of a davelourent tanks 1t oay
even be & develo w nt Link wilc.o the Joveramen! ises 18 a contral Lgency.
Phe possi1biiliive wre Mn1i0li. &4 Jnily B anowiedse of tne o prcumstrnces
(political, :i:ioricai, =ccial enc finunniai s cen lewd tu tue rizht choice

for & pa:rticulur country. a few coasiaerations muy, however, be presented

here:

[ooo
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o
»
[

Phe staff ol a Jevelop:ent agency must be fully asqueinted

with an! ;repared to further the Joernment's lon.~term policies
and intenticos wiich should be clearly suite’ in the lan »r
prugrdmvﬂ); i, tye sare time, the atuff must Lave an . der-
standing . tae boeorest world and 1ts dynomian., and ot he

way incucstr. | nan.sement e con oceted snoul 4 enoire thal their
rela .un w t1 toe men scemernt of progents Lo rexl.iatia, This
calla fur « ciear lefirntioa of cbiecilives and v -~ onsrbotaty.
Desiderita of thas <int are; un faei, s mecessity Oor tae
gucceanTl oper tion 90 4ns elaxant in = nilerare ial system,

(b) In order to Tullil e functions merticac: .0 ary and to reed

- back 1n.otmation cevived froaw sractiet’ panerifunce into the
tuplemensuition yourm tnd the J-arun  orwanization, the fromework
of the vyl mentatiom syrten wW.i. sesudle e Toliow.n:s

(1) K cleer dei:nition o ouls, respoa3dlbtilities and suthority
of etch elsment in th: system, andl qualiitied nerconnel
in enen ot themg

(44) ne crealion by eacu 91emsnt 1n ths cystem, 'or its own
wui~anca, o an aftec.ive implomentiation plan, taking
1nto erasizeratiun 1ty repodrces and the tariets laid
dosn for 1t

(1i1) vae =olloetion, processing and dissemination »f information
apout the rerformznce of each part of the system and

flexililit in relation to objezt:.ves,

30e Definition of oojoctives: Unluas clear objectives are laid dowm for

each element in the i-plewani:ticn Lierarcuy, contision an! vacillation

are almost inevitatle. “n1la wo.ch element ¢ nald be left free Lz chaoose

the metnod of pev Crmirs .te e.ated tuic witnin the 'imi-s and resocurces laid
down for it, ‘he r.ture o ite ims< an' toe liuita of ite power unt authority
need to be cletrlv unisrar -7 Lv =17 noneer-ad. 1t may, be of ianterest at

this point to nute = Lint of tue "seven deoaly are of vuplic enterprise

in developing nution: . o spellea out by HA. Seiduan:

1. Uneconomic and ispr-21: unlanred rrowt ¢ 2. vacrifice of
long-run 2conom.~ advarts.es U5 short-run 1olitical and social
Zeinsy 2. A bewildery i wnd couplax rurioty of [lorams of
ownersnip, ccatrel an. orgarizaticr with no logichl and orderly
pattern 1or .nelr use; 4 Xees save ~anbral of admainistracive and
figcal u.utise .nd a:most somy'~.e licins2 with r2spect 10 major
matters of puvl.c dlicys . Juasuesn lines ot aucaority and res-
ponsibiliwy; 6. Jte ‘ulitit o perpetial insgeciion'y T+ Shor-
tages 01 S4l:led man.Z: T and eXcessive rates o Lturnover in key

pos .a8." 22/

13/ International ievelopuent 1965, Oceans Publications [nc.; p. 96, New York.

[oos




DCONRL L/
English
Page 15

J1. The objentivee which are te te lald down for Bisher wlewent in tag
hierarehy will cover - wider I'i:id. ey will oo Lro.der in 3cope and
apply to s lorzev ~im: ruum thsr thoow Tor the lower eleronte of tle
nierarchy. As an =xaanple, an wpeas, coneerncy with Lhe slaar i tor
industry @y o= .iven.

(g) Broxd direciions ncoat vhe field €op winch L oL ce3scnsibleg

- ' A o s

(E) Slire of tarscted output in verisuas fivlds, 13 inst.nce aver

& five-yeoir Lorsods
(g) ‘he glotal cupitu!l and other resources =vailutbl et

(g) The prineipal iines ¢7 voifcy ard the vrioritv to be accorded
to dirterent juriceeus 1 rovenentt o UL bag. pee of paynents,
preservin. the Lairnce of ver Lanal Gevelopuer Uy Jdiver.ificotion
of irlustr:, .reirence to certe ahALutried, oreslion of eZipd oy-

ment et

Y Od senupe aucesssful amilssen e

(g) The polimy meicures recessey
tion, e.>. curbs on SOnLUT ablon, teXx ircertives for selected
irdu.sries, exrort wonusct, senircnes Vhish car ve celd ocut te
foreirn entreurennurts or nvesicrs ohe.

32. Such an fency w1il propare a plun Uor o avies effeet to thonse objeciives,
end will thereupon . cravlate terne of refersnae for, and ailocite itw
&llotted resources Prene tre weencics to which it is rusborized to delepate

responsioility {or im-leman..iion,

33. Below this plannire wsency, the hiereraby ray irclude one or fore develop-
ment a-encies responsivie not Jor cenert 1ornaustiyidal streates nub ror crenting

and controllin a group of vraguntos U0 enoble o feve s ament Lgency to

at

&

verform such ifunstons eltectivesy ood or Sie vt rel tionship to tte rest
of the planning systed; i nust receive a aleur stoterent of volicy und

objectives, inclidins ouch cotters as Loso Feliowinmr:

(5) The 1nducty.es or groups o andustri.oe seder Cul rescorsiocilitys

(]

(b) The Privnolpal 0oL aciives ol Lad 1o &6 18V, o2 e developaent
of cupital wooils 1edaniriog, oorae I LUrel L TOreS: iny inductries or
consurmer goods industiiess

(c) rre targeted oubpot for cacn .ndustry ik texms of eash svener:. tion
and/or i6 terus of the rotve of weiirn ua wLvested copliily

[eoo
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(4) The arcunt of cepital and o4 =r .esourres aviilub

e, and govern-
mant policy (if any) about tie divisiun of ewrital and other re-
sour~ey arong Lne ~fiftersnt Lrdustries o cbjective

"

-e

(3} Phe deprie ti whicu Yo dovelswent sgeney g {ree Lo supulement
capitil Y yoleing rund: Trom oron-gaverament, inciudane Toreign

ANIICESS
(£) Tre nclicy res slive whaotier the . acney tust alwaye hive rnantrol
01 Lay accest & onmLnori.y cositiout  and whethars ihlis 2g 0 arply

to all w0 niv wose Lndistries;

(g) Any d.reciion. necessiveced oy Covermment policy about the

i , _ e i
nationsiily oF pLripers Ln oprojecie ete. ;

3

hY - ‘ ;
(k) Tle deperumencs witeh wbg atency is b0 concalt wity znd regort 1o, ;
and the depgren Lo which any of them will ce zutrorized to guve ;
darec*ivan L, the LTonc) . :

34, the ooilnlisnicent of tnese elicias eod oujectives should be the subject
of claose ¢ riultniton a bty the cevelonment ggens . ine &2ency's constitu-
1100 Or tergs ¢f Telter: nce faay e frEmed so &y Lo give 1. & ueasure of flexi-
bility. Thus, the tigurs. o!f tarzeted outyut 4arc aveilable regsources may
include some _lerent of apor o Tiratioo within wiseh tne agency is free to
municeuvre. The po.iciep &.d abjec..ves My aAis30 presaribe tast, apart from
vhe controi that 1t hies av. r sny businecs under the senera]l iaw of the
country, no duphartment wii. e autnorirzedt Yo sive direciives to any project

or sub-project unaer i coniro! of 1he daevelopmert agrency and communications

from the departments may oe ~ddre .sel 10 She development =pency itself. The

Bcope within whic e¢ o cspartrent can give directives 1o the agency 1tself
may alro be vrearrived; oo o genersl cule all saen airecrives, froa whatever
depsrtment, should he concermed unly with yuesiicons o broad policy. The
development arency should oe ertieiy treoe to decide how sucn broad directives

are *c be .rans.:ted inteo policy Airectives to the projects.

39. e develodment agerncy ray thereupon prepare a mester plan for the
irdustries under its eontxrol, tuking intc considercticn national objectives,
availuble resources znd the iike, On tbe basis vt this muster plan, the
developrmeni agency may draw up the objectives of each project (probatly in
consuliatinn with other porticzipants in the project and certainiy in con-
sultation with the manegement of the project). These objectives would, again,

be more limited and more pr2sise than the objectives laid¢ down for the

develo.ment ugency. In general, they way be derived from the fcasibility

feon
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study, the most imucrtens clauente of whieh wouid Le. ot s to e

manufaciu-ed, the tarretel zanus’ proigcticn, the sroccess Yo e used, the

Usetory locetion, and the nesotsary oroviiions fo1 erveriive img lementation,

The prcvieions for ia,letwrn bty =as aaituip tha ol owir

[}
N Ll

(&) The caritnl avarloole (wirn c.y :neluds a finaneing plan
wovolving cuivoide Sinuancier 2

(3) Pirestives roswrcine tie racing of workit rceiitz] ate. from
bELEE, Lo Ay conoeLerd Supital s53ilil oreguized;

(e) Pricing uilicyy

(g) Poliey ¢ intsr-ve' tionsiips with oluer pregecte, e.gz. where
ore pro.ec. ia intenied by buy praducts from anotler, train its
staf! or letour, whure rucilities atc.s

(2) Policy on mant-2ment - emdlo. ment or expatriutee, training
scheaiy ¢ty

(z) Direntives (1€ acy) avoul finnneiul policy, rayment for
foreion know-how,

36. It should bte rootad prrticuiarly thet the atatementy of objectives
exemplified ciLove inalude, i ewsn msse, 4 ~uantification of the objectives.

This siven zorcrete Tope *a the orrpyzation’ o Lask and o fords 4 means of

- Y

+

mEABUTINg L3 cnleverent.  Mithioat a pcealistic pantilative yardstick,

the exercis: . noies vioue an. the ouvcome 18 10 Carer of oeing esuslly
ancertain.  g...rer s throwow op o len) 3Latements 1 Quntite!ive termd.
As a0 example of toe dreth s effact ot elecr, .recine b ectives in-

cluding cusntat . tive modsurenontd, 3. L 1ian aint

Givey n reononw'ly  lear sugecl_ve (Wb 3idving Lhe return L0 equity
sharecholares ), reccon ~ie iacertivew (weich velav.: pay o performance)
and & rencor e weiloc o0 crenliag vXecutiver {0 0 stublish the re-
turn or arpitll anoer treir command, muns e, cordorations show what
first~clasz resuite - n atam from no wo-e thran zoove--averawe indivi-
duel so1):t e,

Confusion anout .0 esti.es, un the other hini, i3 proflizate of
talent, ar sioale be oweld <io0sn Trom the nistor, of the Britisc nation-
alized indu-tries. Thene piustries, a0 il 1ysl, hao no apreed ains,
and £t voricus tinc @ sere inetructed to manmize . vtput, tc oalance
their resulve cre yeor wit: enotrer, to reduics prices and tu earn a
setisfactory profit.  Supzy ohject ves lec to thiguy manasement, and it
was onl- the r'ixing o) target roten o rewuarn on cepital five years
ago, comoined vith 1muginstive aprosrimentis of men to adminiater the
tarcets, that createc s drumatic improvoment in mnxale."lﬁ?

14/ Finencial tiwes, .ordon, 20 July 1906,

fose
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27. The same principles of duocentralization may be npplied in the selection
ol wmansgeirant ror individual projects, 1 thelr powers and euthorities and

in velasiors vetw:an taern and e develooment dgency.

vrpeniretion for impiementiiion o tne srogect

——— — " o

st

3de In the course of loplementetion, cusruzes an the project mapugament

are likely to renidi oo amcges of wet o6 10 Jalure to understind the
purpose of gome “aiects oF Lid ork ulreisy done, ard in new itierpre-
ratione being SRced o vhe stikcc objye:tives, Any one of tnese can Jead

bt & w.ste oF tre vork rievoously dore, to wlfitionil exoente, .o lose of
{irzy and cuoen to confusicon over the tvecius forr aropurgcs 0, thz arojects
It follows Trom 4 ie thet 8 anigy deoree of cunti ui~y in i e ~roject team,
from the incoptinr a1l the wuy throust to successiul operoetion, is eritical
to the successiul creation o ar efficient enterurise i1t the lowest feasivle
cest, Individuils or oreani.etions may be ottacaed to, or detacned from,
the vro‘ec. &t Jifferent *tines ae 1iftisrent scilis are raquired, bul consis-
tency and the preservition of Lie understianc.rs and naizst that accumulates

s the work proceeds dersnd a susstantiial degree 0 rontinuitr of personrel.

39. The princiuples deseribted eariyrer sr> juet as a.ulici bl to v caze where
the dovelopment agores has et un ar organization 1o coduct an ndividuael
nrojaet 8 Bt a2 nigher levels. Yhen tha artual iapienent.ticn of the
proient besius, the dsvelaymrnt noeacy way l2ave diect.so srd contrel to tae
projact manz¢ement,  Tre actudl mot.od ol Conding ever res ongiblility ie none-
theleus & gredws ) urc.  Cuere wili be a twiliont! Lerigna durins whicn the
managerent o1y ¢rodusl 1y assert move wnd more control, but toe development
agency woule st1ll ue intimarely conerned with v worwing out obf the

haalc lincs of the crogects  urirg tuic tiue, il and detaiied exchange of

1deas and 0=cuwTulion .a arviving at Srrm im lementatioan jlans are essentigl

+o ensure cobipl te understanding snd usity of puriose between the intended
manacgemsnt ard tne develcoument agency. [hic relotiosnenii will preoaoly
sontinue ur Lo the »o3n. whore contract: tor the tuliding o. the factory and
the proswrerant of plant and the finance have been gigned. At that point

©ll) plans ehould be 3 an” wne min.gement crould cnke full cortial,
404 sacu prejest shoold elmest invaria sly be crnieted boan anternrise :
formed for that persicules ourposa;  the ~onveryerce of tlis neeis no explanaw

tion. Tbe enterprise may e wnter the contrcl of e board cf directors

oo
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appointed by the soeding par.cipants in the proset, i.e, 'no de ve.lopmant

agencv nd cuch piyritneys ag ™y Join it {as discusrad e o it lading

b

perhaps coce or 311 oo Vv L magel pETUoopants, Lo coaf ot oL with,
whit has Losa men. ioura Ltloury tre chbjec.ives ¢ ihe o iier cr.se 4 ould

be clecrl: defines, s Tie Foie L€ BB, v noaf

LBCL LML wtwaea the

develormart wpiaz . 113 e TALCLAn 1 bne sregent ond s opraloet

WENE ZE00NY 20, de Teationcd 20 s e o ectav. - 3. a7 b Tarur
elavorated in elae - Somer b an L e TLUSTe TWAAe L e PR VT TOR AT 1

farvaid. b poial wnacn neccs .o DS uite s od NET€ o Loal th s yvelourent
ageicy should enkur: rnut ot PemEal BICLphaln and T La8d €L Laapgement
ure cade awire gy tne cutcen ol L LLSY VT i00NS WLeh 10 wivose 16 ulace
on tie frealom .. Goliol Y o snelt Cf Laree. r. ud s, BNY wWay Lr

whica it 15 experted “hat t..r £70%tu aud ¢ veloptent ol the eater.rise Tay
be limited o alfcted Yy brosder eccrnoric considerutions. o feflure to
disclese Lo the nisirses 1n.erests (sicern.d any suc. 1ntepced limitetions
upor the eonbany until after tiey heve Cecow: cour.iten can oe filel to
eontiderce tet-acn the siticipsnes in toe Arausc! end to tle succezs of

the project Licel:,

4le  lne devslogmer' apency 3l o.l¢ T3crult Lnc tep 72 wnll mn thne middie
Landgeireny otz aragect wocordinge to the axpe..ense .0 b orproand re-
quired. ¢ manegenent ineluies the membure of tae be o of direetors nnd
iN€ £31 Ta) nelzger, wnile Ticn.s Neiid 7euel COMUTIReE T.@ [ 1. 1ore]

WAL FErs WI0 UTE Ie5,0.eaD] 0 101 ger.d.r sdeial ctrnti.e ind echnical
activities such eo. oy exaaple, pareoares and quulity -ontro: reupsctively.
82 A cormia probier 19 L)most il develc ine coantrier g8 the scarecitly

o these who wre ,wiiid @ 1y JUCaLy ran. cement peste, o Boecially tue

vecnicsl wrnacement onoe,  Fyen i tY develo neny oenar - L0 PeSralt

outside expert:s having the fvie of experience 1eqguired. they may not have hau
exprriency under the aca! coac’tions o dnvelopicy countries. Corsequently,
8 te~hntcal manager uay iine imgelr cor ter4ing @fih orexpecled 1irficulties,
cwing, for axumple, to iErcin? elimatic condition,, withou eary sccege

to specialist consulting engineers etc. Moregver, (ronis st seree, as when
he has to gu abroad fo- concuatntion, 1y ne 'oeal ceplacemert i mvailable,
provlems of continuity may » rige. TheraCore, $: the cvant of vy tmportant
projects, there 1{: generally & goos case “or securirs the technical partici-
pation of un orgarization (dcr sstic, if “here i: any, ar foreign) which ia

[eoo
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experienced in tne same Ti1eid riuther inan ong sins & rber of individuuls.
Such «n orpanization wiil pat one of Lts owvn o stul nto tae teshnic.l manage~
Mgt POsition as i arov.se . Wl ub orilvkt 0y per.onne., wiil out Lt9
pxserience wnd relearcs and fes: cs oL iita 8 4T tae 130 9s.i T such per-
sonnel and provide continuity by reple-ing then in ca<e of ab.:eunce. Moreover,

BuCii afl AL ant T Lf T rLi. LTWVLa- wrasaone Tos Lacal o ersona o owha wiil

eventual iy tine osar.

43, Teconical ely nroritet in Ui wo o Lty oo JFO® oan uIsanlaation

which 1'alls 1n=o one of e foliswlr s Lo 2€ owioOr.2=:

{a) Tec ol ~oli.oori2™el  Jlun DUURE wn 0T ar . te.0a sulsh nas no
financ: 1 singe 1o tns ro_ o0, Gul 2Uatrac. s Lo rive Yscanical

as3sistanne £ w0 ds Ceet UT9e uvl. o wefili ol s2e.s Dor 4 specifiead
THA PR O OTOGUNLE. Wfas B0ty e tia @0 L0k seB.0iialy stluiles,
Plot deoa ™o, S0l Ty el ltiuDE. L8 In L1® 3tulas ana
elffic.2n:y 00 su lieTey trion.” U0 7400, 2epeTvisans esect oon
AU @SSL% . 1T JV. RAC Lo waanl 1uid STeTell o, JheY Day

second Loanm o ceL s L2l 1D oAme ro_ont oo oteeraod, 3ddltoonzl teene
N1Cel 7@l L A~ .rovaal a7 1t ud! fes 0BS2s 9N & rosalty dDasad
on the L.l of e orLourt or arnoa Aroosrrii.an of tin uyulits, OF
erhags o s Ll TLon 0 ews twy,

(b) Jeci 1cal olctners: L1s $RIT T ung uf. troeatroti ot tant odte Lt own
sn buard end dar.ves uvene=
five Tireatlo Yoo v efTicisocr 57 rvplement Ltion OF tne progact
s

@money 1nLT Lne cr.gedty v SLTetiLrs o om

&7 1L Yoo, L oreas, n inde ender g is rer ully cpare2? Tarp
tne servoses (0 srov.des L1 briacans the aroiect s fruition, as
GULlirmy L L Oove 22 e Lednlond ~OLI 0aTAR LT, The tos g sl
Prtrer vili ux o ally ,Tovids tnE vo 00 At e at i ey o848 Lo

Lrks coars 00 U tn8taLiaiion ol the o 3gect. el the slent
CON@5 N0 0nPrAblur, L1 00Tkl .l sadsosl-& WU LeAlNLCa) TARe T

and zer =.afr, ul ir 2 Geuet h: ocan ru) manerser as welli, TOr en
11it1al st o 8EVersl vears, crudd:liy cesuciln s SelY nacder us
the lagul rere il Beh.-ve the efmaBailL A3apelenn? [0 TRuLhace in
eF¥. LT tes.,

(c) Tecnnicul 0 Ll DS L1 Cer. auol.e. 7O W1 0ryunlralion wots no
TINROSL L T e L0 (he ITo Y., and wai2, 8441 anve no connexion
PLh o @ry Wopd. .t LTeNS OT o traciors cvesatdzily conzemped witt it
Suei an or L t7.liLn GLTIL 8 Jun LiTited tr&io > 1 tiaegn 10T agreed
fose, _urirc ot 3 loment om0l Lle DoOge L, Wik sl consalitent
MY underts<s SV I 400%c 3. ive .nae -idenl cuiirlnls ag ency
88 13 ~ore oot a3 decreindnl 0@ 1Lt o rote L orcter. Jypliocal
Af tae Jaarvitaal tasks CnLlf o lley be 2WITLEC Ll 0y COnswltlhnig are
reasibility su.en OF tuels u.fTadlney wivieod on v.te salection,

fooe
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preparing plant ave. ifisations an: obtainivg ‘endecy, advieing
on the sward of feliruetes, advieins oan glafy recr.alitment,
ANBpetion of e pupiert or.or to algpat~; #ive, proviiing
sujer e un of € c!i o oan., SabErYLE nr Lot f cTants, The

»

traininge ¢ personne. .- B ST Y. I DS PR | docieanent from
the .y ovr Loul) mpe vruaily Juts A s fCLe 20 aervine.  Their

ASET we r LT, e g Lan tep Gre 2t o lerent:tion s

W Lol w) (s re it EYiLacty n.
34. lhere ~uy e ronridaranle OV: I~lap,."f miwaen tnese Sa'eaories of
technical nelp, ebrsnliily tetweern tie first ‘wo, Tue cuoice <l tne right
type of technina; #55n leendy i e | awel o developrent of tue country
in question and tne availavility of lcral 3 arizet, an Or Knuw-i0w in one

AFLere 07 e froid reignr.

a5

the 1t clecsiieian of Lee Fralect and
1ater for 1y efilaiep, coer. ting

45. ae praceding pa-nranns Lave genlt with te:.iical mznagement primarily
from the view:,:.nt of 1. FEro % vl ulsry in the 2rogent wxhen production
Btarts, and 1 ..a, LU co.ree. .u ine aer cousaderation 1o Le kept in mind
when selecting ... HEZ0L1a11ag wath the ntecests whaeh  re o Arivide ‘the
technical sxparsi,a, “owear, the <achrisel nar«~ mert wisl also have ap
imporiant Lo'le ¢ Jlay 10 %he “pler ymtation 3¢ rqe Feograt - 1 L e worg

legdiag tc ) MrCing CI annsvraste, in “iea™iTnating the plust d-2izn at-.

€. Mhaowoica L L, foiigie T Rt IO CEST 1o ibs sorravynnal ta.¢2 Japeads
YO & WTert :sen on Uy Moty Llore e eneal mAtasementy, ¢ ltesr oftan
usud 10 denoi- tre genwra] ABNade T Lo wtedle Srofuncticns] manugers  those
in churge of PETBONNe ., AQTInLStro . on, tdsrsiisiny, pzles, cecountinag etc.).
Owing t> iae BCETAILY of jua.. 1ed pare el jr - greal niever of dev luping
eountring, sucn s8tal! may save to ga FIOVASEt IR L varice. s of Ways. he
develo 'nent & BNV ThY BBK L e *ecrpical parriers to provide ejue of them,

4

to poovide

LG

it

>

A8 indicated eariier, .r asr “aliv oaiorlishel 3gtaror,ge
them {1t would .. 2n bivartye 10 7w entes, cise ha exoep 2.ca an tie Ly pe
OF pracucta 1L e man Cact_ped cithe oo try,;, o cav a iorersny YT o

Proviile ‘hem; or reser it tnem from *8 Noen omL e,

47. A decicv.on should o tasen onochother Lo weall Le advantageous for the

firm which agr-2c +, Jrevate dert o0 tha nanufersat t9 Lvé & financial stake

in the project. (uir skould e zonsdered v oecar o

1'% the amwecifie

G

conditions of the country. if toim were to hHe reccnmended, tus 8i17e of the
invesirent 1o be made by the orge-.zation s) wnien we.ls reTiicipute 1n the

Project (as teciinieal end perLays management pirtners) calls for cacerul

[eo.
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n=gotiation. n the vae tandt, it miy ka impertant to asake the financial
perticipatisn in the .rojoy 1ovre erzash to carry & ouflicient degree

.

of i1nvolvamenc ir *he e’ ici nt operutim of wie projecd, wnd on the otaer
the developaent egency nuet coa~ider ‘e ,ucstion o! voling contr.’, uis
well as the right 0 acw.rate or 3ojc.nt meabarn of tue boara. in
addition, Iarther {inoas2 iy o regaaral fron gources wihocr would have no

-

part in tne wana. vant. dla tUy be oolaindd oy 1:isulnT sanree to the
rublie, bub thie kind of I™mua-ravsing i orten not likely to De successful
in devel.rinz countriesy .oro 1ik=y, 1!t 4w>uid € neccsaury to zp;rouch
financinl rstitutions sauch se ¢:v 1o it G2nks, €I Glal oancs and
intern.tivial finencinl ‘nctitutione Jumse inslitutione may also require
the right o zppoint direstcrs ' Lie Toarc ns one of tha terma on which

trelr finwece i3 [tovided.

48. After negctis.irs iheir roarective rales, richis, responsibilities
and finaccial contribuviuns, the prusclers of the prujent (tha levelopument
Bsingy, teo iical partaers/nolluborators and Ather jariicipatins bodies)
should decide ua & praject wansgemo it Lo proceed with iaplementation,

oe techniesl pariners my cest Fill tie role of pioject aeznazencnt at

tre cuteel, wurli o Vs s 7l L0 cramring BYiTe, but it rar be praferable
to fora  ~ Luard of directers .t the oPEIWINT @pd rnsure ite functioning.
Ta= borrd, ia zonotdet on with b promoters, 7miv <hen a coint the staff
for iupler .t ooa ¢f wir nrodess (the progect i oo anc .is stafi . The
projec: . uimer, odrr he soreeral dilaetives and tinacoial control of the

board should 'w personally . 1s.uie Do 11 acpecis of implementation.

>

2lacaite furds soouie (. av the din,o00] a7 srujen~. manazemeat to carry out
the proj.cu implarcaistion wita nimimum delay. ot sh04ic 58 noted that some-
times the oot menaper way teccre tue goternl zanager when the project
goer intu Lroaur.ia, a3 2ses. tte guast on of the 1ifreriung abilities and

eiparience [ «uodred o frg te, posia nlede to we consideved.

Pre--orsare aed cou rel of iwplem atat or o7 e projeet

A v—— - . -

4% TR Pasis o0 e v of tro: nra et o anegenent suouvld be the fel!loilit]
study, alticu-h, sicoias of t7e time which may bave 3lapeed beiween the

complet.on - ? tlal atudv and thay eccriasncerant of tb: work on the project, many

relevant ciccuastunces are lively te ‘ave cuenged. Henco, it will ofuen

[eoo
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be necessary fur tae atudy to he »econsifered and revised in order to
bring it up to aate ar!? into iine with current corii‘ions, vrices ete,
As the feasimil:ty stuiy wii ove & <wdortznt part of thg stuted objzctives
of the eunterprier, .4 ‘g ess5:0tial tiat all tve promoters enould be in

full agresuent on its iinal for.,

50s Tae grojact maragerent musc work to an implementation plan which will
ensure tnat eacth of ‘he numerous rioments and tasks or astivitics involved
in the creation ¢f the progect Lakes iis rigsiiul vloce, curondlegzically
and finuncially, in shs Culp X 28 Bvenys i ioh vl )y Litimately result in
the faciory SLUrcal 3ner. tuar . Ve Teaihillily U2y Blol wve rarbicdlars
ized most of tnege elesenc: uild activivies to » certain extent, but the
Project munageren: will nce? to gurvey «ll of tuem, isw.i te tne last detail.
The project management shodic taon develo, o progect acpleweniation plan
which will ensurs thut bVery activit, in a large se uence of a@ciivities
will take place und that the:” will sturt and end in the right secquential
relat;onshlp. The elewents arnc compenent activitles nacessary for the
implementation of a vroiect ma includa gonc or all o the foullowings

(2) Site fur tne facto-y: invertig.t.az the - tle of land, acquiring
land, clearing snc lsveljine lusd;

(g) Plent ind e-uipme..t: desidrang oiant wnd equipn at, pTeparing
tenders, cbtainin: nuctations, finding sul etzutue wnd eificiency
of euppliers, piacines ¢r.ers, :nspecting, er=ctinz, and testings

(g) Factoerr buildin~s (anl p2raais .ousing for manapem-nt and/or labour
and constructicn .. accet: Toads, s  desivains tue buildings and
roads, preparingz senders, sLtaining quotations., finding out statua
and efficiency of contrictory, aselesting ecoatractcr and type of
contruct, pluszing or Bupesvising ani inspeciuing construction;

(g) Matorials (raw miterials, components, cemi-nanufactures, ancillary
items, etc.)s designin’ 8p.ciricetions, preuaring tenders,

otiiining qusiations, firding out status and efticiency of suppliers,

pitcing orders, irape~ting:

(o) Services (including olectrin powar, water, gas, meens of disposing
of scrip or wuste, mears of digposing of effluents, telecommunica-
tions, rail and road services ete. ) determining requirements,
negotiating with authoritivs, final ayreer:ni, providing services}

(z) Financet F.nunce nay alresady huve been arranged, but sometimes the
precise amount will not ve known until the rinal project designs
and plans have been drawn up and pr:nes obtained from contractors

feoo.
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and supplicrs. Morecover, some of it may be required in the fora
of foreigsn erchange, whicn may require government spprovalj

\E) MYanjower (wmsnagerisl, ekiiled and unskil ed lalour nwcassar; for the
operatior of the pro wcils recraiting, briefins, tralaing, trang-
porting to the site eta,

This 1ist 1s 0y no seans vxanustive. Yoojact manac-stent maat 2nsure thet all
trese daffercnt elencies ang compor 0t aot,vities are sec.red or rreated und

that eacu oi' Luot is reacy &l ne riszat Lime.

5le  For tn1s reunon, a2vd DOG2 Se reAsiToes aTe frequently in short supply,
the task o programmicrg and c2-irol of grojent 1aplemenzation 18 d44fricult.
For 1!lustrarior:
~ Funds to fininee the undortasing are irecaentliy iimived,
= Delmys in 1apleentaticn WhHeLE SCAr’e resSIJITCRS, LNOTEasA
maintenance and rencir word Lr sro:l e end, nenze, inereu.e CONTSE.
- Neceseary manpowe: s«i. .. Ane cXpoTie-ca :n lhe 1/0€ ¢! wWork or st
the level of manitode 1r -oived ur. fr- usntir scarsce and hance,
dependable estimates of irsiuctivity unz res.l'1ag viwe, resource

B

and cost recuiremerntc =i n0b siuple to Jevelop.

For the came r«:... v, actuascl cxeeution ‘resuerntly deviutes Srow forecazted
execution whic, meons that 1 en iralement. ion Le¢l ). Lo conllnue o guice
the execution of © prigrct, 1t rult Ue updaten “ie dentilysoon tle cuner hand,
early completion wi.h a Aipimug o deazrs allovs the rew telilities 1o

commence procuciicin eod Jurnaish outiuwt that Lo udublly Lei.. uee.el, cavecially

17 & couniry is s ort of formiwn sxeniire wnd the ro_ect 3e Lo ouus iy o=

commocity {OT expori, or 1f s oru_ect . an LPOTL=BULE LI LLE, 3

92« For tll of iiese TELEONE, Suleestiul Lnolerent: t10r red uires officiend
lralaehy

progremm. iy of 1aplemeri:ion and eftective cori.ol

saulemertitiun, 8w

diescussed veles,

53 ifiicient procsermiag of inplenent:iiion o ‘ne pro.ect:  Lhe term

"implemer. stion irowram Lng" 1s utel nhere notis orowi eet.se Lo indicate
not only the procecs of subdividans the ,roiret 1nts 11e LOmM,0NANY BCTivie

tiec and develiping irnerr e Lent-al reletionstdn:y out tlso, .o it ~lude

for each G inese cc i1vities tie selietion of “.huce, the agsuimment of

resources, 'pe estivitirnc of t1 e reculreowr.s, 2nd ‘e estadlisarent o

/..
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time scheduling data. he wmost effective tecuniques aviiluble for impie-

mentation prosranming suould therefore be aprlieg.

54« Efficient tecnniques for tae ProgTaciing of tmpnlement:t1on must be
oapuble of 1dentitying those corponent aniivitien wh.ch, by virtue of their
work ccatent and sequentis) relationships, ~ontrol the tire tre troect will
take. ip oinep worda, a1 i serforrarce of one or gore 0! these activities
is delayed e fToject comnletion date will e drizyed by a rorresponding
amount, The atiertisn . © (ne PTIect ripmresent gLould be “rawn to tnese
activities sc innt 3¢ iy Know where tc concentrate jte effort when needed
a8y fOr evXxanp.e, when the oreseet daretion ie to be thortened., [leae
teennioues murt e zbls e provide adzguate salution. ‘or tre .ruclews of
tige-cast trade-orr st project activ. tiey and alic Ltice of gearce il ASTEY JoT ¥
(suck as ns ¥ridle, cerent, siruntural iron oand ctieel, &nd e urynent,
eBPECLally 1Dported ACiipment, cArtiin zategories of skiilszy foreiem

exchunge ete. o,

55. The time coet trace-cf'f probiem arises frow tue fact that nost of the
CLIVITL 8 inte waich tiue over-a)l prJert 1o susdiviued csn e neriormed
by &liernctive net.ods recuiriay  ifieren. szwmount. of time, resources and

Coney. Gener: .,

e

tols true (et thcks meti:od: of cerforpdnee whink decreuse
the time o iiremonts .. O uneTeLLe direal ov variscle conts.  The

direct cost- w:ll r.me 5. Teuidly 1N GOT€ £Ses Luen .r Ctuers #u WOLK 38
expedited, If tra Progest compinticn time in Sroireiiiy wpwee3fied or ia get
by externul controie, these PTOLTAOAL,, Lrocelurea wiil attarat 1o develop

& combinetion of ACllVity achecuiine whcn meet: Lue compleiion coouline wity
the lowest totai dice ot cost. & more wers ral  roNlem Wou o isuit 18 the
procedurrs were aopliec 1. ACledinue 8le0 the noet feviariise comnlotion dete.
Here the dditicnal fret gust Lo Teaofi, z2d LRt Jerfust . ong in are ject
duration result in lower Indirsct, o .ixed costt,  Tren Lue tine-cost trude-
off would he irude with the pLottiive oF linding tre schezule whicn gives

the lowest comtinétisn of dorect Ana :udiree! qotty end, nence, tho lowest

total costu,

56. The problem of ailoocation of rescurces i1nvnlves the ceternonsatlion of
acheduling so as to satisfy rerource restraints .n &s fuvouracle o nenner

88 possible. Most sctiviiies in & preject resuire the use of one or more

/...
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Teéscurces. If these requirements ere otated and an initial schedule 1is
developed, the numbor ol uniis of each satarate resource needed auring
esich time pericd can be deterrired. If ‘he rescurer demirds at any tiue

o xcesd the avarlavilivy of &N, rescuarce, poiential Fotticnecks caa oe
identified in wivaare and o wobivitior so2sereduled o recuct the cone
current requirements £ (huy revouere, Sometiisn this feachoduling necogsie-
tutes externdins the turation of & ow PTOgeCY. i Luch Clsen, a4 princi ual

T

oujective 1s o Trnirize the eXbierfen. Frequontly. o time-cost trade~

off a i roach »in ulg. 4e RREIUL LN Tdeoe SuRfes CHCEEUIVE S uource requl re-
ments car uaizliy be sztistye. TVoreans othar than mere resehedul iae, but
winlch 1avolve redlannine ol sope arogeet wetivities and Lagher costs. A
fecondury prodvlem 5 reaoirce wliocez.yorn "8 LhAL Te8OUree equiremei: s
shoule ve se manstant aw preiatla. reaxe 8nd vallevn wa Teusores schadulss
invaricoly indicete ur ~omom.c pve: forcinre, Tnurovenents can bSe ac .reved

to scne dewree oy receccd ivn . na iilization of :i4le ressurces cun

alsc offer .mocrtant OppOltur.tion Yur Mavoii cle “lae~cost trade-ol a,

57 4 mo = aamplex risaurse dloecation probliaen Ls create Ny thr necessity
to senecule Cunclrrenily veveral praeats whiial cravw resulrces from the same

N
resource poycls, Thas Thati=prt jeat orablem precents i wdded diffirulty
teczase 1t iooolves - si-ul tanecua comatecution of 4 iziger amount ¢f duta
thon domandod by incivida] arilomis of the prujees. wrarately, 1t aleo
Fequlice ,ruses ataa,le retion of Thu rospentive vrioriti-e of the Var,ous

projecis urs of ia MOLLLLL, C! Pescurnes from preject te progect.

584 Zffective coatral of aegienenta.icn o the 2rogect:  Once un inplemen—

tatiun plon o3 pees GLODWGE, YT L ULt LE sLnbur e, ted L0 lhose resjonsible

for 118 exroution. (. . N AT

(4]
(]

0E et ryed gut wmirTectivs sontrel pro-
cedures sre therelspe o eU88nliol rndtience 1n .rde: to tran: late tae

Project 1eplerentation plan from . PrpeT conesi . into realary,

59. Hver an imn.iement.tiog clen thot a intiaily =ound and well conceived
may cesse ta be Lo durine e Propress ol its exrcution. The faults may

be attributse o prazent praniems ©ad Lo unforecesy conditinns that mav

be ercountired, ror ex mpie, the acti ) durstions required for individuel
taskes will frajquen-ly v~ frew those trresast even by the most competent

eslimAatore.  Sappliers 5f 3e1viea Ao materisles way fais to perform  on

time or 1n *ne way ,rem.sed. Ihere Ty ohe insderuste inspestion by the

/ene
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tecbnic-l partners or inadequar: of the PT0 2Ch oinayew=nt: o¢r external
fictors over wrich tneve ;e lirzle or no eonirol, such ws unusuul wer tner,
labour strikes ,r chunres 1n sovernment policy {(e.s, Lnpury duties) may
prevent tne uncertexing of the frogect in gecord o nire wioh or.ginil idess,
Therefore, Lrocecures tor irosrammiogs ané control of impleam ntiution spould

be flexible enuush 10 pereat modificetions when they tecous NSCessuly or
advunt aguous, If an Inplementacicn plen 1s not altered to rerlect tharnfes,
it cesBes to be vulid, 2212 de the feca of marns Pialls WL1CL La'e resul ted
from competent, and of:er ercensive, e forts (14 which orsinzliv of ered an
excellent soluiior to ko protiem 1nvolved, Yet, <oon &r ¢r tue undertiking
has commenced, chunces rMve cescurred and the 1rolenentuti o 1o e opat been
updated. ouose ent work, then, s periormed s the “as memir se i 1t had
not veen ;rosruwrmed or, wng thre ray be st,11 sore hazardous, in tecordence

with & plan th ¢ 1. ceeced L, b vulid,

60. It should alse D¢ emrnasized tha', far trule eftfective implement .tion,
there s'ouid Le continued prosTacming in rreater detall oe o the Loy Crofresses,
No matter how excellent the original Prosrac: in., the e are praciical limita
on the amount of detail that srould be deviloped at tiis early stu,e, it

must be recognized tna: cnanges are inevitanle us (he rogect preceede snd
that extremely detailed over-all implemeniaticn FYOETAN! ins 18 not just:fied,
However, work in tie lmrediste ruture can Crofitiacly L8 o rammet in freat
detsail. Theretore, this lcvel of 1niplementation brogranmmin, for a limited
Period aheud e.ould be curriand enoas tue work .rodresses and siould Suyilerent
the original, or updated, wmuster 1mplementsatyon prosrunming.  here should
also be a conttant erfort tc improve JOU performance through replunniug,

It was pointed out in the preceding PAX& TapL tn.t unforeseen conditions

may often be encountered. 1I- is also likely thet taese unioreseer condttions
maey offer opportunitics for imvrovements. sometimes, mlmo, a better knowledge
of _oo conditione and of actual productivity levels Mmay uake it pos ible teo
make advantageous changes. While it is commendzile to follow & well conceived
plan of implementation faithfully in crder to reap the benefits of the skill

/o
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and thougnt that hizve gone into its develorment, it is even better to
eontinue to scek betier solutions and, wien they 3re fourd, to be willing to
~hanre the rlan wccordirsly. 1 as, 07 ¢ .irse, important thot the change
receive very carefal hnalreis 1n onder 10 encure ik it is, in fact, &n 4

foprovenent. thea it 18 Imuorianit +hat the existius plun be updatel, not

abandornec,

61. I. nun alao neen & ationed vefors ihat for an impiem=ntotion plan to be

execitec auccesalal.y, Lhrse w0 munage the? work aiould kaow the ralative

1 aiLlow them to concentrste

et

importance of the elcwanie O the pians. Iais w

-

afforte wiere they ara wost nveded,  lov exanple, the etfecis of devistions
in the timing or the canuencinge of gativities cuon rence Trom necligiovle to
extrenel; reriouw. ke iplormation developed by the amplementation progranming
preccedures winourd indicate tne fture o these 2t c%= to nroject minagement. k
Tefactive cortral alse requires ssprupriate corrective aciion atl't-r chanoee

oceur in order to re-estucli h a reatlstic pro ect implementotion plan.

62. ihererors, yroul streas nust be laid throu:hout the implementation

of voe proiect on continuad PrOZrAmin, and on checking that uctual prosress
iz on schedula. This covers suth physical and financial taryets, &nd the
mair check on ;rorres: i3 throush verorting, as discussed velow. Unfortu=-
patelv, th e ¢f rocorily oy usdelly .roepuler and in Ziveu minor atten—
tion. rLomne engnecd an it often feel sueir eftorts could ve betler employed
on mMoYe ,roduaLlve [IrK.  Aaliiu, azturzlly, tone like wo place it on record

if they are fallins vsoind witu ihelr work. also, 2rperience inlicetes .hat

o f

progress . al.iticn “reqgtently tukes placs jlong al'er vhe end of the period
3
t0o which %t'n recorty roter =Y y.erafore, good re.orting necde the co-

operation of =1l concerned.

63. Kvaluztion of prycvenst un aany developing couniries, owing to & lack
of effective cormunica.ion setween tae line orzanizations, there is no
afficient oarir 1¢r making periotic evalustion &f nroyress nor for necessary

adjuetments in strategy whea conditinns changa.ﬁé/ Each aelement in the

19/ See Economic Timas, Bombay, H Novewber 1963.
16/ iavional wourd of iconcaie "anning “nd Co-ordination of Eouador, Chapter
1V, "fhe Orsanizeticn for the Tlan for cconomic Development =nd the
Admanistri.ive heform", included in: Goneral Plan for sconomic and

Social Davelopment, p. 7, =uito {1963},

/e
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hierarcaical orwarization 1or industrizl develo uent s wald x2e; 1n touch
with the uverfo-wience of the elements below it in urder ta encure thel those
gelements are Junctuali, aculevisT toetry stuy-d dujoectives. s iz true at

81l levelc: slarninge ce o mittess snoulc <eep ir ool Woin thens ceviloyuent

areaciesr, Jdeveioprent apercies Will pI0 0l TINLERLE LT, ped el Randre enia
wit' rzolect cta®f Lto. wn SuelNION, AT A NE2eE L R0 Hans Tine hod
energy to develoong ool o lnon Geiween A3 orent elemonts N Vde Ll RrenYe
Por exnugie, he daveioiment a-ency sLoula wvalle ar percornl linaz with Llhe

DAGLECTE ManLgt er T watly Lo view Lo Ccrewtla uore than aae level f contact
Wiba the urooech @9 u .y mare favourabis rel. Lionsiifps can ha endnblished

.

and fuse untare s o0 ne of the whortaomin o cnecuatared.

64+ The life=tlooi of thie vini ¢l centuct S inroree tion. A flow of
BOCUTALE, U LO Tauwz, celevent inlurniillon redcnins the rizht p.int at the
richt time i: - oeszentisl tor controi, correct decisions, eo~opArative aet:on,
corrict mutual ad_ ustient ana andersi-ading.  Pae sadorwstaon will aearly
algavys be 1a writine Wien ot 12 Seat ron Lee srugsct 1o the levelopment
agercy, e froa e wodelopmenl ooensy Looung dannine conmittoe. siteia

.

BN Oreuniontion, wwsvar, 1o vl @Qme Ll 3 Le Couiunlene orally, Vo0

N N

insvance, o tne Donary Iloor or L IR |

ae@tings, 317 @4 Lines 3t will
pe Lap.riad s omee’Lnn Detvson geldarte orxuniza. 1ont.
65, It may pe waavil %0 it bo- arinniown tonsidar tlund o7 tae rolatione

8315 v tween tre fevelcueent ATeNCy ant s Irogecind

pAGT A e Afy NLlL Wash Lo dnule rant bae LOsiomEnimLion

(a} “pe cevelos
B Ll Uns @ treden Wilft LY maneseaent ara ln fant curried odh;
that Teuodress u. . devabed o the DUCLOTY far whien thoy were
intended;  that Loty ave repl wlueen @TTinll.eag toet b arae ject
LEX@S g SO/ Lo Gus 4 Doprioate nare of Bcaree sezdarag. Wnd
matirialsy oans Loob Lo tuow e aedul s us alvared 193
Sine Teqio Ta Lel oo hhe
Aeveiciinnt Leancy, W6 Lie axtrs nonev, ailocatioan i sc.ree
T880urNEy, allaeny o wWon orasent b oo oare Lerill Maanges
ete., toi Aeveoopmert et 0y g yds ¢ oemearc tuat itoaw kept UCally
incorned 50 that sneol Feguectc o e Toressan weld v aevanse and
be e1ther susisted o0 soesonted Foor aooaien

(b) decauge the proiect oy

(c) The develoon-nt A - nery Lelng renpond 3. bl e for & nrodd aectar of an-
dustry repreaentsd oy 4 i Thu (TO0ETIA 8 onable ay i, Wil wish

to aAave enrly w:rnins ol developner 7toan a “ruJPrt NLCH MYy Neceye

sitate the ccnsideraticr of consuuientiai RIBPTLLAONG N oother

projecte. [
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66, AReporting progress: However, it is important ‘o uote that the follow-

up procedurse snouil 0L Aerowate Truan the manaiement's indepandant aon rol
of the undertisiws or worden the vel tionishiay between tne manz:cewent ani the
developt-rt agency. 1hud, whist 1n needsd is a proradure ahich will give

tue develoszent woeasy the 1nforiiiion wnd s.ztus o cunkle 1o 1o 2XPTClSe
tha funct)sns tesaribed . the PreEvidws par.er chy but will avueld the
adverse effectn.  Tunis can b igaieved oy Lne Qev-1opmen’ & RLTY, il 1t
receives continuiul; Uy L2 GBle, relsvant nlorantion on ine Jrocress ot ibe
project, in © 3umirized resori cuncaining ittle detnile loe reoort

snould oe cuonliaed te LaloTiiaiion need=d oy Whe 10CLDLELGy 2D arder 1o
impose tur loust extre wolk OnL tte waNegeie i and 10 svoid disiracting it

unrecassar: v fror Lon mhon L@k

67. in aidivion, there iy De coner adtuorities whie snowld receive

rerorts frow nnc Lroject. Feptain Agparbsenis OT BoentLies af joveramsnt,
outeiie *ha .erarchy responsicle for indistrial develooment Lat soncerned with
sone aspec s 97 the nrejesi,y muy rand to ve kept inforued of ite IO TR,

e.g. the arnnrc. es ronce ned with tTErInor , LOWED, pubie ealth, 1ooour,

nour ineg. Uhe inatncias sourcen 6% eaLitt, wili mlso reo.arve {o) low=u) reports
froa the project. 1t waald oo pattrng an yevolerabie burien 91 Lne nanaseés

ment 17 it were cumpessl to vroduce caamTate moree.tiem ror .l these

spencies. b 1L tne elure Oost tpg,eible Lo evelve g ype oF reoort that
oan tor Lne wosSt purt ooopul tometner w8 & Ll o roubine s. tne juniox

‘

mapnazenent level, 1 o orn surw.die For ali recipients and nermaibing DHTUB

to be elimineted ar tal revory ueves Up Cho njersreny of oulsits 1l. A
possible met.od Koala ue te anvE & Teries 0 colatens o zeationd, ull of

which have to ce cumples=d, (duhilted Lo Bad ~oilated o7 tue Manuyenens
accountant, ard 3 ome of whooh ars rejuired ny 11 wlo oTe Lo Tecel'w 15 0T
mation. Since @xcu o teaelt in Loe nieriran 0F LnlustTaas Aovelomen . La8

£ brosdes rea oifs0illty than $1e one desov al. Luoue in lue .-y wehelon
will requare troo devail than onose woln vpre letalsed mosL0n8100Lity A0 the
Taner coreloas ane tne Jormoof the reports sheuld reflect thie. AL toe rzports
MOve upWiric in e LierarCu , Certa . wrotiens of colauns cun be iwmored

or eliminatsd from the COopisz as L&y boe assald O

630 Touz, tie sregect menaver will need Lo create A syetem of resorting

not onlyv betwee. nis atarf and amimeeif oui also linking thae waTK 0F tue
» L:

[ons




ID/CONP.I/)
English
Page 31

eivil nontractors, the nachinery supvliers and the erection contractors with
hie office. Tne system will be designed principally to enable tilhe manager

to compare the prosress of each ftem in the preparutory and construction
schedule with the actual progsramma, and %o coupure its cost with tae estinates.
The form of the report will depend o t.e slze 51 the proyect stafr, and the
degres to wiich ~ontrol of the contractors and machinery guppliers is
exercined direcily or turaowrh Aonsuliine enzineers, architects, technical
partners etc. Wwhatever the aetaons anoptes, 11 16 @ssential lo sosure thet
reporis on .ha progress of . li paTls ot the WOrK uTe brought together rapidly at
one point, i.e. the project manager's office, which shouid be the nerve -cantre
of the project. Ihere, progress and cuat can be watched and colpared witn

the programme, the consejuences 30 &ny o veriation trom schedaie assensed,

and decisions tasen, whether as to the need 10r aection T sdaptaticn of the

implementuation plans.

69. [lhe development a ‘ency ahould rec>ive frequent reports during the
implementation of the project., If the implementat.oq periot 13 reasonably
short, say, up to 18 months, 1t would pe - pproyriate for these reports 1o
be provided once & month; otnerwine, unce in three months, w i~h has
generally been found satiafactory for most tpdantriol pro,ects an most
countries. The reports will asrally consist of siutements of the smounts
expended on vuriods iteas of cauital,ll/ tosether witn a phvilcal desarip-
tion of the progiress acihieved. They shouldé 2e ae onganied vy inforwation
about mujor contracts placed by tne management sipte the aate of tue lest
report. An official or the qevelopment a.ency woald visyt ior s1te from
time to time to obtain v.isual verifirztion o! the Teporie anl 1o Keep 1n

touch withh the pro,ect munizement.

70, Receipt of revular progiess ra,yorts and sudporiin: duta w11l enable

the developmeni agency Lo ascerrtiin wh«thers:
(l) Trhe money is beinz gnent at the 1/ te thst wae forecsety

{(b) It is Leinz spent in the wiy that wae agreed

11/ ‘e capital expenaiture ahould be vioken down .n the report into a number

of headinge, wnich oan be compared with the ~yrresponiing ureakaown prepared
by the tachnical partn-ra and project wanagenent waen makine the oriwinal
eatimates. ne ureaxdown ghould be sufficientiy detailed to make plain
whether any ourt of the project 1o lementition 18 out of pliase.

.
fooo
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(e¢) he progress of ears diltsrent ele.ent of the plant is correctly
phase: in ra2l-tion tu tue othersy

(d) ._etima .es of evienditure are likely to be axceeded.

Tl. ire develo.mant agens~y 2 .culd heve a systemstie mathod of .roceseing
the resorts, rr o rross Tewdrte shsuld norcsl'y be ptudied firzt by tha
vecrnisal stufrf, wao are 0est abla to :nilev.ret the terunicsl and opractical
im . licztions, cnernk neriorienc: and cost witn the fovesasts and witn the
tsros of ihe major Suntrac - pliced Tor tne croject, .erceive the reasons
Joo variations from estinaites and coaw trhe arprosriate ronelusiona,  [The
technincal staf't  ren puss the reports and their couwentc to ar &ceouniing

m ownich nchen~ss tie £ourog, lakes note of the sto's 00 canital

-

8

)

cl

®

xoeniiture rad vy 3 sy edsrestonding adoustrents they YOk necegsary

.
-
ce
o
=
=
I
.
vy
P
<
[o¥
-

in their awm digkbursemant fororauts ;oL the re.orts sug ests

ot oany chenen gaioull ce mate in the carital est.rztes, tley advise their

et

own manggeonent £ni tie c3estion 16 ralcel with the L10,ecl management.

]
v

T2. it -elays in im len auetion apzear likely, the weency =31l rnonsider
wnether and Low tae deiays will alect tue cohTileclon ot the wiole
rro;e~t and wiether they will aftect the di:ferent parts of the

piant. Detaye in startins up the plant will generaliy result in a
need {or Turiio s il L, Leetugs e -l TA0LlOn ¥ eases warn oan staff

5 .

galzri v uwnd vicee, renLodng rsercest on corrowed Cunds, will 02 incurred

-

uVer « lon-er pericd thun Fus | Jeviddsly envigoced. 1t woueluy iu expected
in ons gection OY tre LLsTt oniy, the conaeeu-tces of Lls vill nive to be
zgressed. L I.ll intesri w6 ODer tL n L w.t. B CLELICal WOTKS; 3 celay
ey Weil GRlay L& oart ol sraduntion a3 i whole, Gut tnilz will nat b a0
in oinar cuses, Oro1natanze, in o« o~ anuin, weaving ues finizhin~ olsnat,
deluvys in coucetine *h- goiirainey miil n==d not nold un thr weavinT sec.ion
W nrparngersate 2re mott on Luwe o Lav oin Lrn of thne ro7nt giecificution,
imii.rayy oF wue fanloains seection e ~orolet:t fient, 1t ran 20 into

sraduction o Loatntelin frey cloth, thas mainomizing he loss resus.ine from

O

the deley.

-

73, It should oz noted that, wnils chances 11 met10d urd sme ! ociunges in

N
ov,2ciives way pe left 1o t.z dime etion ¢f tne project wanagemsnt, the

/.
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manugement mus. still adnere to the genarel lineo 0f the .che's opi itg
stated ob ectives. ..y uropoeen chanren likely <o ziuse sion:-:cant
differences in t.minz, porforance ind cost, 3houls e rewurded me &
deperturs from tiae stated vbjectives, rec.iring t.e ~onsent or the ororoters
and the financia: suur~es, - their turn, the ,rumoters anl the rinuncial
Bources Tust asint.in a flexidle attiiude. oldlect 1o raceivit. t1uel)

M v

notice, *rey raucuid Ze roldy to ive cipefal nLnslcerntion t

v

o
3

ry suggested
COUtLeE., I’ i 0l lLe SCSencE OF LuCeEsLiul irnuetr, tbnt it should oe
able to wiuyt 1tsel. roidly by erin e L tre environvant, Ané Lie screne
as descrived in e omilomeriition SIUn waEl neTlr be replrted al inutatle.
The developnent ooor Cyy I A3 Lurd, Toy Lve L0 uresent the Lropased
changes *o ovenr ent and front lor tcem g te T geed, Laetier tile Sk

NECEEsLY i L JELenc ol e dofree o TieXibildiy ar W nc-eacvs's owr

terus of referer e, as dlocuy, ff -DOVe.

T4. ‘Nen tin innlenerniition o7 ‘he rTugect 1o curplyved, the 1o ect wani~
genernt coould pre.zre g Tinel oot EnRlysis, wivirs, L urecsdonn of the
Cilpdtel cout irio Ve cunatituanrt alemen-s €2 2u0¥ seetion., Tuc. an
aralyels will ive & olear jicture of = WEy estimiiesn 2rc beins Tul€illed,
and will provide ¢ wus:=f.1 crecr or tre £Iiini bl pranileey Lsed ln prensring

the project.

15« Thie systenatic and e“Teciive con.rol of sroeot amplunes: totion will
enudle *he devzlopment apency to zerucilate - inventory of valualle informie
tion abour typircal proent wctivatiez, U eir wetvin coSts, unit costs and
realistic time durstion, and tie prod wrtivity deviles of the verionus caterories
of .aniower engr med in ioplemerncition,  Cuet oinloarc t.on i of pETar s art
importance for comparinc ‘tne executisn of G1°frrent PIOGCtS, will a view tcC
ensuring more effi~ient implementation, ui weis 2. mole resiistic and effece

tive future planning und prograowins.
III. SUMMARY AND CONCLUSION

76. Since tre lent decadr, a preut rnurber of Jeve.opins countrles nave
ecberked on plancing for economic na irdustrial developmenty dna have
devoted a vust amount of effort and excertise Lo tu- formulation of develop=
ment plans and progremles, witho:'t, nowever, giving Siw.iler et.ention to

in

3
Py
/-.'

their implementation. 1In riost developing countries, the shortfu
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atteinuent of development tarcets nas fresuently been the frilure to
rChieve successf.l or even suiisfa~icory inplementation. Kxperiance hes
ghown thel deficierncies of « .ccess?.] implemeniztion are meny, &rd their

casual fuctors vary., 3Some of tnes ars Lerond ihe conirel of the ccuntry.

T¢It should ce noted thut t-is rouer desls priferily with mixed cecono-
nies and assurce = -econon.c Wroten wotel percite sone iniustries to he

credted =ni ecrlucted L, the aublin sector. Zeine orimarily concerned with
putlic sector activaty, :owever, piri of the paper ix ally zoplicable

1o counirieg wih ceniraliy plarned economies.
T8. W.ile this Ju;mY 1@ concerned with tue implementition o iriustrial

proecte, and tue oroolowue of rlantinc are foreisliy sutside i4p scope, |t

must be reco.n.zed

o
iy

LN orer vl ser1eve rore effective pro et imylemer—
tation, runy ;nortcou;ngﬂ “0Ine Luminings crocenk sreal? e Svercomhe.

[ »l - PR s b waoc morr o T P TR et + T e

nE pimnnlne U ircastrial develosptent PTOFTRT S 50Ul e TOre LaKe

100 COnGLlersiicr: Ve irhmrent aominzetriiiive, mir.. €T1lal, ~aLlsteoionad,
funaneisl, olitienl ol rocial 1ietions o2 cownry ' srowny voventaolg
the arSregass Llav on Lrogd Begeralysiiions, &0 wrll o as tLe Lnives.meot

prejects wnich, in the 1l et AL el AW b yru o tuke W) 1 cse aggre™. Lep:
v ) v , 3 ? £ F $

-
’
-~

consistency of ororramres ebc. ropeT Tojeci fortulat.ion and osvalustion

79« Ir addivion 2 realistiie preparation ol inwunirial deve” rment prog-
rammes, 12 Soverrment qust olso iry 1o awnure errective nroject iapiemen=
tation by 1 cornin: tion ofs  essctulle devises rolic. mer uies;  the creation
of an effective inetitutional fran-#ore<, witlh . decunte y0rners und regources
for ezen oner.tive glementy and ¢rennized irplementation and control
methode. Policy sersures auch ag ronetsry jolicy, fiscal measures, cm loy-
ment and wage clicy and adming tretive poliecy shoualéd rave been trneroughly
oxpressed in Lhe Gevelonmernt prograsme, ard 1t is beyound i(be scove of this

paper to deal with them ut any lensth.

80. As re”ards 1nceusir.es 1o ve esiatlished ty tne pubti.c szector, it is

essential that their implementation and control be effectively decentrulized.

e

e e

R e e o
R T R
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It is taerefore recommended thet the promotion ard eontrol aof their
imolementetion e entrusted to wn inertitution, “a development a-ency",
whichk may not te asurt cr - government deiartrcnt. The {evelopuent arency,
while prascrvin,: the “overrment’s int rrate in mE tters effectine the
direction, diretion, cest end olner bro.d iolicr aspects of the oreject,
would urot ot the Fregeel orom government involv-oment in the control and

manzgencrt and cresarve e mencerment'a cutunany within [z own sphere.

6l. hus, a merzreny s veirclizne? with tne suve.nrent plasains or ans

at the head, th: pro.eces ut the bottury wrnd one or pare d-veloyment acencies
in Letween. i BuCClrh,y euch elament J7 bthe systor e wires: o elanr
definition of 11s goele, resjunsibilities und autnoriiy anl provision of nece-
68Ary powers {financial etc. )y Sofing Wit cuals fiad YETEMI=L g develope
cent of an implementztion plar for tnut Part of nre sndistrialieation
programue for whic: i1 i Tespearlule, tiduns 2vailatle pronourres nto consi-

der.tion; tine ~cllention ind rrocessine of informction aoout the warfarmance

of eccn vart of tne Rystam veiow 1ty and flovitiiiuy in iolution in ou,ectives,

82. The Lagker an institution starids in ure nlerarcuy, the vrceser in scone
and the lon-er in time-spen wili ve VLe Oujectaves 1i1d down for 1t. hach
element a:ouid norretly luy down the cbyert.ves for the elemenl next below
1t, after full discussion »ith 1. It ie most desirabdle that ohjectives te
qQuuntified &e definitely as posalble, and thati the obiectives Sor individual

Projecis be based on the relevunt fescihility etudy,

83. 3ecause the type of indurtry sy be envirely new to the country and
tuerefore give rise to varioue problems, esoecislly in the operation vhase
of the project, it ie generally much tc be sreferred, in the event of very
1mportant projects, that the management be the respensibility of one or
more existing firms for a number of veers, during w ick they can also
provide triining for local counterparts. "Technical coliaborators" or
"technical partners", und infresuently "tectnical consultanis” may provide
the technical and perhapa the genersal manasement in the eariy years. A
decision should be taken as to wheth:r a firme ¥hich agrees to provide part
of the menagement may have 5 financ.al staxe ia the jrojecs. This should be
considered in accorduznce with the specific condsiiorns of the country. If

thie were to be reconmended, the size of the financ.al perticipation of sucn
/
/.-.
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& firm would recuire careful consideration. It may bte recormended thet
it be mede .urve enourh to guarsntee un adequ te -egive of involvement

of the Firm in the afficient arerv=tion of the project, and tris virtually

requires the righi to avpoint members ot the poard.

B4. Once the nroroters {(the developroent ucerncy snd any oirer orranigat.on
participeting ir the aro oel) Lave avreed on thelir recresgentition on the
board, the reuwponsiu:iities and the Jiwitalione wich the davelc rent

agency plices un the toard's treedom ol action, the prolect tan Fement

of the project srould ue selected.  lue tasrs, pro ~ct munaoer and his

star® h.ve the recpoasiuility o0 implerentins the croject no saking at
ready for production. iner slould taxke over peaponsiriiity from the
development 2gency, usualiy in a <Tactial manner, buil ihe letter w1il st1ll
be intimately corcerned with tue WoTkine out of tpe busie lines ¢f the

roiect until the procect mara emsnt tiase Tull conirole 1t Qs sdvisable
J k ~

(o
Tt
o
QD

that the teaw ressonulbie for aerewtron of nro ect remain continucusly
in char-e o 1t froe the cutset unt:l tie ,rsject goes into product.on
in oriler to reserve the understencins end ireigat wolcn accusul.t. Hs the

W IL pIorceecs.

B9 me teacaoilits stuay msy need Lo be srousnt Up 10 dzte. nfter thie,
sro_ect manus rerent a3houla anclsse in detial all elements o the project
{suc. as €1%e of Jzclory, ti.iirws ano access roids, plent snd »uiptent)

and Lte comzonsnt acLivit.es (ihe activitlcs tu be carr.ed oul i craer Lo

brin - the projent 1nto eXigteace, 3urs s dexignins o o ldingy, precaring
tenders ‘or ulant end ecuiilfient, erectin” piant uwrl ¢ooddpTont and testing).
Project muangen it should then ley grest siresy on .rograuvting end conirol

of the implementaution of the project. 7 i3 includes not cnlv the orocess of
identifying pro_e~t activitizs an’ determining their interreia.ionshipe
chronologically and financially, but alwo for each aciivity, toe selection

of methods, the allocution of resources, the estimaticn of time roouirements
and the estaolishuwent of the wost econ.m~ implementution schedule for the
project, tusins int: conoiterai.on L.e soarerity wi reeaurces ond the regaired
project corolation date. Lo aiditlou, consier! checking st~:l 2 pe ecarrizcg

out Lo ens.re that actuaxl uro ress (DOLh prR17al und financ.;lﬁ 15 on scnedule.

Pue mcst effeciive tecurijues for pro ramaing and contrsi ot tanl.manb.tion

[oon
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(network technijues adupted to corditions prevailing in developing
countries) should be used.

86. After prepmration of tne oroject taplementutlion Liun, an efticient
contrcl procedure shouls be s.ployec te transfer 1i froc- a paper councept
into reailly. it siould oe no.ed that in the oourse 0 implemsnition,
condiilcns cnange and frequently render obsoiete the (timates previously
wade during the preporation ¢ tne Laplencntaiion pian. It oo Lharofore
necessary (o letelaine any devitiiinn ool pre-stited Abjretives. to 3 rudy
cagual faciors, take corrective oo sur s ond apoute the 1o, lenent . tion
plan to keep it raai:stic, [Lis nrciesiic Les cuntinuod prosremnia” in
rore detuil, 83 the projaet, Liplenantiation POCArdng, apd ConLoiuBl pee

lann.ng of the cxicling airategy vased on effe .ive evaliat.on of CTOTeHS,.
L Py

W2

87. Ac regurds offuctive Orogicss »vaListion, 2uct element i Ve nierareny

8 :0uld kec, watch on the perfurnence o1 the elerwats welow it.  lhe
reguisites Yor succese in Lals elTort are caform fion An: Llaisont a

systen of ruepo-ts contuaining accurite, up tu a.te wnd relevant information
adout financisl as well as phynical progress of the rogect, Teac ing the
Tight point a' the right tie; and the bulliin: up 7 .u3? sersonsl relotions
for # better undersiundin: vased o mitual reawet, =t var.oas levele,

between ail eleaents whish have to sormunicste ¢r .-ep con'.ot witn wvech
other (for example, betwe n the ;lannins 1rency and tue developmerny agency,

and between tne developmen* zeency and tic project man«reuent),

88. 1In addition to the developn:nt mgency, there tmay e ciher authorities
which are to receive rerorts from the ~ro cct, To svei? puiting an
intolerzvle burdien on the managevent, <t 1s desiritle tu evyive o Torm of
report, the bulk of whick can be put tLo~einer as a mitter of routine at tue
Junior manugement level, in u form wrich wiil cor‘uain *he .nrcrmation truly
needed 0y all recipien-s oo the returrs, altiov:h portiung may su esimineied

for the various reciplents.

89. Le:ssons tor the develooment agen~y: In addition to following Lhe progress

of the project, the develcument axency w»iil also necerd tc bexr in mind ite

responsibility for carrying forward a section of the country's develo.ment

Joun
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plen, and its staff should follow a procedure desisgned to ensure that

o

this asprct is kept in am.nd whenever reports from a projeci are under

study. impliecat:ons Sor otner progjects o for tue programme as 2 whole

should ne identified and .- ¢ one wil lz2ssons for the “uturs or for use in

connexion with other projects should be noted ard fed Lace 1nto tne planning

and implement.tion muchinery.  such development sgency will Lave Lo esteblish

ita own casck lint, dewswnain - on tac SCOpE 0 ihe regpons Uliities and the

priorities whicn aave heen luif down Sor it oy tne proor cme or by the

plannines wanorivy. vaile v would Le IMpoLs.t.e nere to Lue torward a

definitive list, tne folluming ere sone itens for suea o check lists

(a) Tue development apsnoy can ne'los
i . N
(i) Ta connesion wita trac. Lot aelays . castomn delays, delays
in ontamning voverrin nt Lieentes, work pern te eto.

(i1) ir finding resinerat . ve anortetepn eaplovient of funds if
cavitul ex;enditure is tukins plice move giowly than
expechted,

(111) By wmakin: e.rly preparstiasne “or the Taining of further
funds 17 1t cppeurs that there will te & d~ficiency of
Tunds;

(b) If progress is slower than expectan, Lhrge uestions should be asked:

(i) “havy implicationa sas Lhis for other yrojects for which the
development runcy s cesporsible arnd whieh may depend on
this urojuct, for ianstance, for siupslies of materials ete.?

(1) Is the cutput or the easrly comul«tion of this project
sufficiently imparsant o warrant emergency aciion to get i
the programme vack te normal?

(iii) What iwmplications has thin dev-lopment for the rulfilment
o the whole pro ramme, sad micht change in progracme
targets be called for?

(iv) What implicct.ons hus this developueni for the Coverament's
import policy /e.g. ullowing the import ot conmpeting goods
1o continue longer than previouzly planncdl, o for its
industriul licensing rolicy?

(v) What light does the slow provres: throw on ?lanning procedures,
the efficiency of the planner: or their advinera, the eva-
luation methods ueed oy them etc.?
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