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I. INTRODUCTION

This paper presents a multi-dimensional, interdisciplinary perspective of
development prcject planning and administration. [t views the plinning and
implementation phases and action sciquences of the pro ject prepar.ition process in
the context of a dvnamic socio-~ultural environment. In this envirenment o
viriety of factors must be xept in sufficient balunce te maintiin the capability,
viability, and integrity of the development project planning and implesentition
organizatien(g). [t 13 not only "project implementation” that has te be
"managed", but '"project planring™ 43 well. This compels cencern with the
orgnrezation P'ar planning and implementation, and with 1ts administration. The
functions, responsitilities, rrles, and behaviour relationchips ~f the key
participants nnd arencies involved, and related dimensions, must all be

considered.

An underlying hypothesis of this multiple perspective is that the inter—
dependent elcments of develcopmernt project planning and admnistration may be
better unalyzed nnd romprenended within o “system framework' in a socio-cultural
setting. The project planningg manacenent "system Cranewerk” analvzed in this
paper 15 an experunent.ii and exploritory conceptunlizaticn. It 15 o woy of
looking ot diverse preject plannims/implementatien "syatens” wherever and in
vhatever form ther my he {Dura The det'inition of this frameworh and study
ot 1ts elements ~ons*itute the tirst halt of the paper. The :dministration of
an ldealized "pre ject planning managenent system” and i1ts institutionalization

occuptes the firal half.

1T.  PROJTCT PLANTT A7, (TA CAGEMENT SYSTHEN PRAT0RK:  COCEPT AND LLIMEHTS

Jotwithstunding developmert planning thecry, few countries identify,
select, and prepare developmert yreients ~cenrding te the "book" nr uniformly
estabilished rules. liowever, .1l courtr; more or less follows the same
iterative proceas of seeking The "hest" solutions te prehlems associated with a
project's 1dertification, corception, tetinitien, develcpment, evaluatisn and
approval, executior, and dispesal or transfer. The process 13 cne ~f 3uccessive
sppreXximation as the advantases aad disadvint.yres of ilternative “rrangements

are analyred. The pr-cesa may 1invnlve, in addition, different levels of

government authority and responsitility. The events dc net eccur hy themselves -
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the planning and execution of each step has to be administered. The entvire.

rocess may be envisaged as a "project plannin 'management systenm'.
p . f A

Infortunntely, the 'sutput' of prevailing project planning/management “systems"
has tended to be highly irresular in quallityv; the production includes "cood",
"bad", and "half-baked" projects. It is imperaiive, therefore, tc lajquire what
actually constitutes a "sound” or "good" development project and whnt ure the

m

"system requirements’ for turaing cut 'sound' projects” hese conceptual

questions are of centril importance and receive first attention.

A. "Dévelopme-t preject' defined

The defiritini. ~t - development project should imply that if an invesiment
activity h.s ~ertain specified components or properties, then 1t may be expected
to qualify as @ “"sound" developrnent project. The definition is in effect an
equatior compriged of variarles. The variahles inciude those of principal
interest to development ¢lanners (i.¢., economic, technical, technological,
locational, ete.) but must alse include "human behaviour™ and Yerminizatlonal
tehaviour", since a development project is a "socinl cvent” that needs to be
perceived as o "whole'. A development project is comprised ot “segquences of
wots” which nre andorstandable io terms of assigned hunar wd srpanizations)
coals and purposcs rather than simply as tenjectories expressed in physically
measuraible quantities such s costs and benefits The perccption »f these
"sequences of acta' s 4 whole permits o better understanding of how the components
sre integrnted and mesh, »f how the developnent project ("socinl event") 1is
prourht inte bheing. ~ definiticr of this kKind should fnweilit te not just the
reulistic planning of a developmert project, but itz implementation and ex post

evaluation,

¥ith this oper-tion:l nhjective in mind, 1 develepment project maw be

defined as + discrete, developinent oni=-oriented, self-contined action process,

having o teginning cond o end, and requirine: w cuboay ~f 3001l resources, with

cxpestotions of repaitie s recbor net goci sl protact

From o manceomon !t LA lerent ottt v oe gt the vor owerds in the definition

"

are Mself-contaoned aotior, nreooaa A dvvelopment project nves through time
thraeh 4 ogeries of ateps and Accirion poduts involving multiple dimensions. It

3

e the smallest orgonized and finnnced ction process tachnically speakinz, within

!
;
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a regional, sectoral, eross-sectoral, or sub-sectoral development programme.

Althouch it can be part of a lurger enterprise, it has to be organiged as 1f it
were an independent unit that can he separately planned, nnalyzed, budgeted,

adrinistered and evalucted.

Pelated %o the "solf’—r“"-nt::‘in:v " requiramcnt is the property of coherence.
At lenst in principle, « development project should be designed ac o coherent
undertaking, rot only in the technical conerence terms of the quantitative
economic planner, but ~lsn in terms of administrative and social cnherence.
It is recosnized, of course, that an optimal or "hest" coherence design at the
project level may very vell noed to be modificd when viewed in a1 regional or

sectornl perspective.

Implicit in the defiuition, morecver, is the notion cof a specific location
in space and time, that 1s to say ~n impact locatien or boundary where direct,

indirect, and side eftects of the project may be observed and measured as

feagsible.

1t follows that projects displiying these properties are "soundly"”
conceived and can be ranked for selcction in accordance with established
evaluation criteria reflecting development go 13 and prioritiea.

As this "self-cont iined wtinn process' moves through the various phases

of the project proparition and execation life cycle, 1t mov to wnalyzed from

"technical™ and "admirastrative” viewpoints. “he "technical” vofers to the
dimensions of the prejoct ot w10 - itx dosign wed shape, as inttially conceived,
further defined, evilunted, nd aprroved. The "administrative relates to the

management of tho preject plonning ot implementition.

i R. Jystem performance and structure

General gystems theory is helptal in arriving at a conceptualization of a

project planning/minagemeont system having the capability of producing "sound"
development projecis. The concept of @ system which "processes' and "trinsforms"
various input: into ~utputs, whicoh erntrols 1ts processing wetivities through
feadback , and whose internal structuri and perfomnance elements can e
analvzed in relatior. to the external envirenment provides i insightful frome-

i

work. for viewing an organization's project plinning and implementnation

operations.
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Constituent elements of the project planning/management system may them-—
selves be viewed 15 sub-systems, such as the planning system, the information
system, the control system, the evaluntion system, and sec forth. The project
planninq/mqnagement gystem, in addition, i3 part of larger systems, ilncluding at
the national level, tfor cxample, the sovernaent's development prograumme and
nutional bhudeet planning management systems Sffuetive administration of the
projcct planmine/moun wement systen requirces o anderstandine of the functioning
ot the constituent systoms nnd the relitionships botween cach and their linvages
with the lurger systems. since people nro the component parts of these
gystems, this understanding must Le Loised oo tnowledge of their sxkills, roles,
relationships, interactions, =nd other behoviewrl patterns, nnd not just on

bnowledge of the tasiks wnd activities of the srstems.

1. system behaviour nd oulput

To turn out "sound" develonment prejects, a4 preject planning/management
system must b ohlo (with the bolp of eutsiders as muy be ncccssury) to conceive
new idens or possirilities {nr dovelopuent investments deemed worthy of study.
It must boe able in shape these proprsils inte some standard form fer critical
review nd sntlysis. It hex te te ~bPle to state snd delimit the: problems and
find needed tnformatiorn wnd metheds for obhtaining the 'vest" =solntions [t
aneuld be able to farmulate hypothoses wnd - ecopt or rejcet them on the bhasis of
avallable ovidence -nd established eriteria. Lt reeds to be avle to analyze
the advantages and diswdvantoaces of = 1ternitive ~rringements, reach conclusions

1y 4o the "best" desien, evabiate 1t, nd plon the 1oplomentation,

This is incther way of describing the system or iterative process of
"successive tppreximations’” roeforeed to carlier. the problem=solving thrust of
the process riceds underscorine. Problem=solving reguirss purposeful activity
throughout the prejeet preparation ond 1ife cvele, froo conceptinn to completion
cr disposal, The solutior to o probl.an moy occur suddernly with insight, but
more asually there 1s 1 continuous process ot positwr possible solutions,
climinating o much guesswork s possible, rejecting, ind finally confirming one

e correct or most suiltable

.onew development preject, by it very nature, poses 4 series of substantive
or "technical” protlens and "administrative" proilems, some relntively simple,

others highly complex Some solutions to existing problems will inevitably
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create other problems that did not previously exist, for example, ccological,

political, or social problems. Conflict always emerges as part of the develop-

ment process. The problem 1s to understand it and pose soluticns for douuling

with 1t wisely.

~rtheraere, thire ro lwayo problems of co-ordinition which mny 1nvolve
various —movernment-l fgencies. solutions at one level, s~y n ‘linistry or o
Department, may riot ve soecinlly optimal ones when viewed at 1 higher level, such
ag = national planning board. In addition, it is well te kaep in mind thut
aven the rest solutions to present problems may cventuslly ocutlive their uscful-

eSS

This continuous preohlem—zolving offort represents the "preduction activity"

21

of the staff (plus outside participation and :ssistonce, of the project
planning/mxnugcmcnt systom. A soundly preprred develepment pregact Lo the
finnl product or recsult [t is &4 project which has bhoeen fully processed and
ig ready for c¢xecution. In the ense of an industricl development projeect, it

is ready for construection.

This system definition is in terms otf productinon objcctives or function
considered 13 ° wholc. Ihe system's production copability 1s determinea by

the quality or ntture of its inputs or resourcec, including budget, leadership,
power, staff competence, orprnizational arrangements, infermatiow, environmental

support, and other structural clements.

2. System structure

The or..niz:tion of th project planning/managemcnt system has formal,
narrow boundirics and much broader, informil ones. Relatively simple or small
projects can, purhaps, be conducted principzlly within the formal bounds of the
appropriate functionil depurtment of o Ministry or o semi—public corporaticn.
Jore complex ones embrace wvery individuul and entity, within =nd outaide the
Ministry, having = vital interest in the project that is beings identitied,

studied, planned, cvaluated, ond implemented. ln such riseg, the "Organigation”

or the ctructurcd arronsement mey be viewed s o mobile svstem or thsk torce
which changes with the ~hanging nccds of the project frem start to finish,
It has no discrete boundaries. [n ¢ffect, 1% 1s “superimposci' on existing
functional structures within and outside the Jinistry or other development

agency and creates unigque wthority and responsibility patterns and relationships.

o e



In principlc, this organizational system provides a structural and authority
framowork throush which 111 nreject preparation and implementation cfforts can
re co-ordinatad wnd interrated In thoory, <-.ch person in the "Orgonization"

rrics out his w31t moed t.sks wad 2Ll oro iater-relat:d in such 1 way s to
chieve the oroeniz o tion:l pluciine and impioment:tion cowlc in nccordance
with time, cost, pality, quantity ~ad other pertornunce obijcctives.

1

The: POrsonaz oties” Lo thas soon to b 5ot Af flowa of covibilities,
erireias, notivoticns, perccptiens, iriormition nd other resources which
provide inputs into the oraject ca it 05 coane formal tod, evaluated, and
implemert ol hoee Clown, 1t ous impertont to remomtor, e ombodied in
individuals 1sanci ted torm-Lly or infermdls 1 1 preicet and arce oxpressed
ie the patterns or roletienships mens them il the roles they perform. In

this vi-w, the "0Opganiz tion” 13 seon w8 o structar: aid L procoss,

which

ahrply contr:sts with the viow AV onoorminize 10 5 hicrarchionl structure.

Lecording toh this vonception, the "Or- iz toon” Oor ploaang cnd
implementing .o industricl i v lapmen® prejoct tor which Tinistey of Industry
ar a1 wutonercus ar memi- utonoemous corporntion misht b rosponsitle would
include wer memhers dpewn Jrom tnclr fanction Loor eperatins ilvisions who would

¢

comprisc the Ceeortpel st S0 e fudl=tine beos (roturnines to theirr divisions
whoro thev ore no longor a.ocdcd), Other ¢ lents s required might be "drawn”
trom nther povernnent oooncics  nd tnstitatiens and the private sector. In
theocago af oonras st boin atudied er pianned ar oimploaented by o oprivate

cortrictor, or  eoantr ot toun, the "Orainizntion' would include "stff"

aombers from these entitics. It stopn ! -id is involved, the "Organization”
gouid tnebade the fordisrmoera 3go0ci-ted with the proiect. As the sequential

phiwses ot the project c¢ill for Jdufforeal t.lents, skills, responses, and methods,
the predcct's complement would chorere s soociloilets whose thlents or activities

ro ouecd LA b oAne Ytoge of pro ccot nlyals oad definition will not nccessarily

Ber poquired inocnother Tone, the Mrmanilccotion’ memoershlip vould include
beth tishtle Interncoting ©ortioiponts oawd irdvidu ls who mav be relative

RS NFOVLIED oFt invelveront o toe lntter mys howve persen 1 purposcs or purpnses
~t th. ontities with whom they ~ro .ssecited, whichk » ¥ not entirely parallel

*hoae o1 the fMinistry or 3emi=pubilc  wuhicy.
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Different kinds of projects and different phases of the project cycle call
for different relationships and role definition. For cxample, in the cise of
an industrial development project which proecsses domesiicnl ly-produced row
materiale, o number of Donirtnents in different Ministrics mny be invelved nd
they m.wv or .y not be closely relat .d functionily. In other situtions,
multiple drnors m:y he involved, such as internationtl yrencics nnd foundations;
or there miy e scversl contractors wich both hewtquarters! and Ticld stoff
involved “inder those ~omoiex situntions, the "Organization” assumes the
chiract.r of » voluntury assorintion or conlition of ~wutonomeous antities.
Getting tnis coslition to funclion s o singls entity with v commorn purpos.

presents « troemendous oremizationtl challense.

Cler Acfinition of -wthority, reles, .md relationstips can help reduce if
not elemincte sources of cout'lict, confusion, nd wncertaanty, and len? to
grenter project propiratiion ©nd pnp lonent o vicn dniniztribive mity. Unfor-
tunatcly, in meny situctions the wodo speciruas of responsibiilty involved :nd
the geographicsl nd orsuugztion:l disporsion ot the projcct prephration and

wmplementotion wetivitl oa gy rowe 1b {ifrientt to develop ~lewr definitions of

roleg nd rolaticnships i Lo enrry them out. Consoaquent ly, relationships
must be of o persontl-contfidence trpe ot clilinnce. i3 applice to o collabortiv

client-contrctor, wmd superior-subordinat rolos nnd .l tionships.  av.iloble
cvidence sucspests that poer, coll-borative, and co-cperitive reltaonships
which -ire¢ built on frust wd respeet e aore 1ikely to pesuld ir - bherithy and
affoetive "Orewni zatior™ Opadneties corkine welationships betweor the
projcct pl%Lning/mun&gemonf at~ff v d ether menbers o1 the "Orgonizotion”
requi re knowledge or th o part of .-.ch nbout itself wmd about nll the other

emtitics with which 1% is involved.

3. System menngoment

(a) Pro jcct monoyrer or dircctor

The assembl yze of persons constituting the "Organizaiion" requires n

compe tent leader or manager if the organizstionnl gonl of identifying nd preparine

sound development projects 1s to be accomplished. The project manager or
dircetor is the frcil poiat for providing 'n over-ill view nad systunatic
continuity of administr .tion through 11 phuscs of the pretoct. As employed
in this paper, the projuct monager 13 both the hetid of the oroject planning
staff nnd principiil administrator cf the project plunnin&/imnlemanting "Organi-

zation'",




The preject manager porforms traditional and inter-rclatced managerial
functions of ~roting, plonnirnr, orruiizing, motiv-ting, communicating, nd

centrollins ~nd directing the convcined fTorts of the nemboers of the

"Orenie tior” e omix oof functions vorios [rom tosk to taslc, but 11l ecan be
cova 1ved cw o sae=furetions of weh othor; 11 ro necoos .y to some degr2e in
solving prot. ot problns ol o ccomplishing project ol The nature and

citont of reavurre Ioinvelveoment bp o the wrojoct manooor nd his specific respon-
dbitities will veory cccordins o the iz, comploxzits ond needs of the project,
tta phose of Avvelopneat, ad othor v ootor:, f.. othor »orde, his functions

ad responsorrbivtics chioee In tie o —ohoaod moaner ot project cvolves.
“hether nr not e aceamplishes the ooncpomoat procas direetly, or throush
virioas functions] division hoeois, or throuwsh nothnor mwrer such 8 the chief
of pairty of - contracting towen, he moint oine the poroaount roesponsibility for
co-ordinating nd intoerting tate —orena s tiunal funetionl ~nd oxtro-
orgnnlzetional (fierts airceted towspd the ~ucoogstul levelopment wnd implemen-—
tation of 21 speciiie preegont In 11 ¢ries, he serves ne the unifying agent,

the one regporsiiie e sesine the total nichure.

The: maunyring recnsorcics it i er proioat pl-nninge ~nd implementotion
require thet the pred %t menoseor should o converoont with appropriate minagement
principles wnd proetic v ond rith hic aovopament's policig, regulations, and
proccdurces that rol-t 1o hin vorlh. I* 1o degirable that the project monnager’s
authority wnd reoporsibilitios be oloarly defined -~nd pronounced nt the time of

his desionating in ordor to rodac. nbi~uity

he quelibics cousht for in v wroject monnzer irc related to the dynamic
n-turce of th.. wnyorisl nosition. The projeet annnger's performance in large
mensure 13 o funetion of kin ~bility te npercoive, define, wd ro-definc his job.
fwidoneo o the sttritutes of suceossful preject mannecrs is scnttercd, but
guasests bhe omportonce o haman avills’, fconceptwil siitls', nnd "tcchaical
gtilla MAErerent pro octs roquire difforent dofinitions and wixes of thesc

skilles, but 1t 0 o asetul to descriog them in seonernl toerms.

(1) Humwn seiils:  The sroicct mager needs to he able to catablish an

cuthustastio btoom o fiort, Fis requires intosrity and an oability to work with
people, to doeve?sr their reopoect wnd truant. A wide variciy of personnl
rel tinnship: 1 roquirsd botveon the projcet mans v nnd other "Organization”

jembers so that the opportunits i ~vailoble to discover this integrity and to
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dovelop this trust. By being compotent in techniques of inter-personal
relations, the project maniger can aveid undesipable devolopments. Other human
akills 1nclude good judgmont of people wnd in utilizing nd oviluating the
opinions of cxpurts. The abh1lit; to cenmunicate 1deas off ctively is wvital.

The project mrnager hhg to he rensonibkbly doeo1sive, have moral courage - to

stand up wnd be courted. He should h~ve drive and he hard-working, scetting
high stiundirds of performance for himsclf, mocting these standards, and providing

e oexample for others in the "Oreaniztion'.

(1i) Conceptual sriils: The ibove humwn skills add up to wn ability to

influence otherstoa hohove opr wet in disired wivs. They derive from the project
manyer's wthority, pow.r, position, oxpericnce, reputition, s well ag his
personality wnd perception of his role. In rdditior, the project munager must
be nble to usc soncepts to co~ordinte 11l the regouarces of the "Organization”

and to direct thum effcctively towird nccomplishmont »f the proje~t objcctives.

He must hove sufficient concoptual sxkill properly to plin his own work ~nd
that of othcers; to sscss wnd co~ordincte prop.rly the virious requirements of
different wrein of ctivity; to miubke timely decisious; to cstiblish suitable
balance betweoen thousht ind cction. ‘he roquired conceptu.l skills re often
referred to 18 "munwerinl functions" which my Lo divided 1nto the mijor arens
mentioned above (e.z., crewtine, plinning, org.nizing, motivating, communicating,
wnd controlling). accordingly, the projict min.urer should be able to create
(or sce that others) crerte idens.  He should b bl to deturmine the
ohjectives of the project wmd the "Orzrnizotioa™, aid the wi thes: objectives
arc to be accouplished. e hs to be able to Jd o turmine what ctivities .
required to wccomplish the obyeetives and motivite moemocers of ™Orgwiization”
to ccomplish than. He must be 2ble to communacite the desired nbaycetives,
what etivatics wre requirad, how tney will L dene, who will do wh-t -nd when -
from the birth, or oven oro-birth, of the projcct on through its crritintiing
1ife. He roecds to hove tho ability to coutrel the project yele - to roduce
the unco-nrdintad Yoh viour of the wmonbers ot the "Ureniz-tion', to provide
“nswers for whether or aot the curront porformorc . sheould be continucd or what
corrections oieht Yo nocded to mike th. performance satisfactory; to scc if

wvhint did hoppen was wht wes supposced to hippun.

Thise conceptunl skilly e intoer-related ond overlap with human skills.
tThey constitute 1 managerial cycle which the project manager must complete if his

4

prad et i1 to be  eoundly planned and effectively implemented.
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(iii) Technical skills: The projuct manager should have sufficiunt technical

skill in the major ficld of intorest an the project, in arddition to having the
1bility to influonce othoers nd use concepts, His toechnic:l ~bilities and
brekoround should ro surfticiently broad to on~ble him to be ~dequately conversant
with ~11 the tochnie:l disciplines invelved in the project. 'ithout toechnical
competence or und.rst nding »f the —ork, ho 13 an~tle to communicate or control.
Yithout suffisicnt technis L oskill, he 1z act likely to commina the roopect wnd

aonfidence of the membors of the TOoreanizotion',

1

The import cic: of tochnie 1 s%“ilis 211l vorv »1th the requircments of the
projcet nd its orponiz tlon som. projects muiy roquire high tuchnic:l
cipacity on the part of the project mop wer, tut mnd. ritu conconturl bility;
others myy roquirs mod.r.to or little t .chnic:l b .evoround, but high concuptual

~apibility;  nd oo forth

The bov. fr e of rof. roac. 13 moroly sugpestive ond abviously nceds to
bomoditfied to ceommodnt. the volacs ot norms ot difforpent culturces.
ailities such w8 those listoed ro congidered to he minimun ~ttributes.
Speeific qualities nevd 1o b ndded to r {loct their importinc. in 1 given

proiect. The project man oor must o cble to exist 1o #nrld of wmbiguity wnd

conflict. Ho must Lo willirn -« to t=k. risis, to joopirdize his onrodr by 1 bad
duenlsion. C.ortan combinotinns AT qu.litics cnecur . nd permit grainting much

.wthority to the project muiniper;  tho roverse, of course, is liz.wise true.
The projcct manger's compet nc: to monoge his to be r.copniz.d, otherwisc his

wthority will not Lo wccoptod.

o man poss.33os 211 the quiiitics thit moy b d.gired of o project manager,

cspucinlly in soecicticd where proicet pl‘mning?/m‘mn,gumont 18 dcfincd in this

papuer 1s 4 complotely nlien concopt. A compromise of neccosity must be
~ehioved, Mepcover, furthor rosonrehn e oneedod tooost .blizh much more

i.rinitively the roosons for succorsial project pl"nnl.v.,;/mcrx;g.;m-:nt. sSuch
pLs ~peh should indicate thoe philoseophi s, principl:s wnd practices of successful
pro oot nanarers, the oriteris ter ‘surine sicc.sa, the ciascs for filure, ote.

]
‘roinine dircetod toonrds the rogquirenents ot nrog. ¢t plonning/m nogement

rasoanereces the offectiveroess o1 proct mn s Howev .r, thuer. 13 no

cubstitut. for  xoeri nee coquires orno the firthg line, hopefully wnder the

Air.ction ol o ocompotent serrred vetoron nd with the opprotunity to recover from

e




——
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(b) Matrix minagement

*hile tr~divion .l administrative functions are involved in 1 project
planning/managomont svst.m, the syastem's complex orgnnizationnl inter-relationships
aid intur-poeson 1 lingw.s roquire monagorinl roles, relationships, and
organizition.i rruneoments quit. difteront from tr.ditinsnnl forms. In the
first place, tho proocet ictivitics that neai to be planncd ~nd implemented may
by niew or not cntirely familiary  thoy certainly ~re not routine and m:iy nnt be
fully undurv the control of th. project manager. "hen rssignod the responsibility
for mecting time, cost, quantity, nd quility cbjoctives, he miy find himsclf
dcpendent on the porformunce of individuils or eroups sver whon he has little
or no ~uthority. Purthermere, h. muy be operating in 'n onvironment in which
conflict ~nd major chaung: miy frequently be the ordor of the day. Undur thuse
dyn-mic conditions, traditionnl functional wnd vortical ppro:ches to mnagement,
bised an the principly thst ruthority wnd responsibility should be commensurate,

becomes highly 1rrelovint

The project plmnning’mnnmgemunt gystem appronch rojeets the notion of
neatly dcfinced wreas of _ffort nd jurisdiction ind dcelsion-miiing nd
communicntion through ~hains of comm .nd. [t ceepts custing wcross and, in n
sens oy conflint with traditional erganiz-tional pattorns wihich fracilit te the
rccomplishnert of cnds through the offorta of individu.is ir difforent functional
Aep riments wnd outeide orgwnizations. iAs 1ndicated, 1t visu lizos n intor-
wtiontl "asystem'" involving p.orsons ~onstituting th. proj.ct plonning/nangcement
"Orranization” and intoerctod and led hy o rroject moanceer; 0 osystonm thot iw
"supur-1rpescd” en Cxisting functiontl structurcs nd creotos unique wthority

el responsibility pittorns which bocome 1 wob of rvirtionships.

Jtviously, this g aot v comfart ble position for '« projicet munager,
pocinlly in tredition Pound, hicrerchic:l struciuros. "V virtue ot his feecal
rezition in the prejcct undowours, the projoct ainwer roquires braad qwthority
Gv.r nil lements of the preject. His ~wuthority should pormit him te cut
t:7mas funetionnl und mrgrnizotion:l lines to wchi.v.e the rquired concentrated
ffort to develop his proj.ct -nd get it lmp vmented on time nd within cost
it other porforninc. roquirements. How.ver, in wmost - o~ he lachs thio

utkority and is likely te be oxposed to rol. conflict, 1i.v¢., incoap-tible

avienrtl capectations. He moy experivnce role conflict becruse his pusition

1

et oy P 1 < , Y3 s e T4 am o oe e memyen dl o . AL L.
¥ sufficient clarm ty or hocanas +h. ~fficial - widolines PrOVLIGLg direiiion
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wnd ~nchor~ge ~rc¢ mbiguous ~nd ncbulous. In such = sctting, the project
mwnager mey become confused -s te whnt is cxpoectod of hio. ooy find himgelf
in mny role rol:tionships, viweh of which moy o 11 for quite difforent hihaviour

nd moy rosult in dominds thot v b in conilict.

The e of the pesition of proicet mnw oy s tikoiv to hove o mijor
1ap~ct uporn the roles < yrojret muneer nlys ud hov othermsrel to to him.
His perecption =wnd d fivition of his rol. will s.rv. te chennel nd dircct his
cetivitiesy but b hes teo toon secount of th. perc ption wed dofinitieon o7 hisg
role held ny others, if he is 4o achicve offictiv. workin. rolationships, He
becomes mor. proficiont ~o o monager by Jffeetively iamplosionting the sloments

of his rol..

The clemente of the projoct mnnuwe r's rel. will viry from country to
country, Ministry to linistry, -nd project to projoct. ey will depoend, for

inst-nce, on whethor his influcnco ind roznonaibilitics cut :oress functionnl

unite, or whath .or b operites princip:lly 2 > projoct ropr.osont tive for
severyl functional iivisiens £300n 1Intosrator~-#2onertiiat, his noan job 1s to

integrato functions i nd oxtre—oreawnizetionsi Jfforts dircotcd tow.rd the
develonmont md coxozution of o speoitie vrod ot Licking ro-l line wutherity,
he neverthol.os wowt constontly Lod, corx, porouste, or btarglze his peers,

coll tor:tors, nd cihors to provide casentt ) proi.o ot itaput, sine. the asture
of hie job s dvrmic, he constntle hoas oo voner to new conceopts ol roles
consictont with hie jobr & 0 "nneor of siturticns" Gl performnnce is
thorotor: » function o1 his bility to percoiv , dofine, mnd roe-define his

r.cponsibiliti. & wnd roloo,

v

To the oxtont possible, the project arnewr's rele noeds to be formulated
or shopod in accordonce with the conscnsus o0 vilues held Ywv these comprising
the projuct p1*nn1nr’man”r;munt "Or= nization'. "hen the project mnger
behovog i+ aaner erediet hle v the othors, sust dincd “nd productive inter—
ction 1a mor: lio i, Iathe Finl aivlrsis, his rolos hwve to he relited to
projuet ctijcetive s nd th. coaduct of th.. proj.ct opuritions.

Lt 18 werth cohserving that the proi.ct monpert= ~uthority is . combination
of power il dnthionc “hio tormer 13 utthchod to Ahe organizationn] position;
the Iottor ooy boockr oved rochwiae ol thie ndividuci's knovlcedso nnd cxpertise,
ar hovirtie of the rociproerl relitionships he dovelops with poers, 8sociates,

b cthorsin ko "Orpg aiotion”
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As noted earlier, productive working raol-tionships between the project
manager and othor members of the "JIrgani~~tion"” require knewledge on the part of
gich about 1ts lf wnd il th. oth.r participwnts in thoe "Orgiwnization'.

Vorenbl knowledg yugt he okt aned bout *he omals wnd abjectives of all the
prriicipating wntitio s te provii. sc nd foundotions for offective rclationships.
\lthough 1t 1s not fo-31tl to 3.0k to apocify ndequrtely the roles of 11 the
.ntiti.s wnd purscns 1avolv.d in L oproidcct, i offort te roach agreement on the
K.y ro.os wnd rel tionships 18 likely 'n erhance the probibility of improved
project planning -nd impl.montition. Too rigid ~ dofinition of rolus, on the
othor hand, 1a liable to oo holes in the "Jrganization” through which
Lnportont problems L1, A3 © Fonerul rale, preject perfermancs: will be
frciittrted kv the cxistenc. ~f peor or enlleberative rolationships built on

muturl trust wd respect.

The ~hove discusainn 18 principally descriptive in nature in its
concentration on the systom clum.rnts —.nd some principles of project planning/
implementition "system management' The next scction attempts to illustrate
"systum maneoment® in action, e i1t moves tfrom one projoct preparation phase to

nother.

4. System time phsing wnd wction scquonces

Projuct pl:nning/mun*wumunt performane. will be frcilitated by orgniza-
tional arrwneementa roeflecting the stoges or time phases of o project nd goewred
to the “ction sequences 1n eaich phage. In wvery phase of the project planning
and 1mplemont tion proc.ss nd in eviry 3t.p of th. wv, docisions I'or 'ction
need to be forrul ited in prescribed seguenco, They reed te be critichlly
wppraiscd, toring ceount of the celements vit:l for tulfilment, -nd, when

necessnry, re-—shpud on the bnsig nt' changing circwrst wnces ~nd other umpiricnl

rciiltlies. the decisions hwe to be made by those whe hwwve ~ key intourest in
the renlizotion of the projuct <nd 1ts imp ct. Thuse ntion decisiong muy b

{ivided inte s.over~l mrjer sequential time phescs or ¢ tugorios. Th.y ire
intoprdecpendont wnd flow into cnch nthor. Onc¢ sourece groups the d.cisions into
iyht such phhses (Concoption, Formul tisn, an-lysis ~nd Svilw tien, Approval,

Imploment ~tisn, Roporting wd ['eudb .ck, Tronsition to ‘lorm:l Administr:tion,
i Tvaluction of lesults) Atother proefors throc phoescs (Opportunity Stoee,
Fosibility Dtage, and Implementotion Stage), nd still nother rucommends

. s . . . . .
toar (Project Cencuption, Preliminary Swudics nd Prelimin-ry Evalu~tion,
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Det-iled Studics wnd Finnal Decisions, nd fintl Pro-Exccution Action). For
the purpos. of tho prosent poper, throv—ph .sod fro-kdown is preferred ns »

conveniunt eategorizotion of the proicct propar-tion ~ction docisiong from the

soneration of ¢ Proicct Id -t tho et osroplont AAnst et Lo - hese “ro
poforred te Folow s too fros ot o noonticn phosey Progest fe sibility studi.s

'.)h"Su,
Pribis A

wnd Progocet imer oot ot

(7)) Progect conc ptin

In miny if not owe ot 2o triLs,y thu idontificiticn of promising project
opportuniti.s L3 e lly o rried cud ander the ko dine of scctornl and region:l
pl nning. Nt ver o orromeor ot 1o us d, o osound 4orolapment prejoct piinnan/
mnagenont systom should idontify potuntitl projects, stimul:te th. penueration
of projcct ide s, wnd provid. or foove ov.iloble to it v am.ch-nism for thar

capible nd oxpoditions conaider:tinn.

Ld.~1ly, = dovelopment - rency should b o projoct pl nning st 1 which
not only studioo prej.ct 1dooe roforred to 14 from within its own orgnhaiz.tion,
the nation~l planning or rogicon-l pluning wthoritivs, ~nd other sovernment il
or priv.to sourcus, but should fo bugy bthinxine up its own project 1d.e s wnd
in other weys ho coprerod 1 prod 2t rescarch rnd dovelopment, ihe ~hi.t of the
pro ject plunnins st £ must oremis tim. for the stoff - lore, 'nd with ropreson-
totives of Acpartments concerncd within his own concy il Autalide owenclus,
puriodicnlly ud systunitic:lly to monstder nd re—ox mine projects analrwy,
the noods of the country, how te avct the nowds throush nuw projects or improve=
ments in oxisting prejects, .nd other 8puc b of procet 2 suerotion ~ad
developmont. Ly beins cncourayged to thine off whet 15 tikol” to happen 1n the
future ot both moern ond micra lovels, a e inst whot hes to . done todhy, the
proj.ut planning "Orgnir tinn" is mor. likcly to orencraite nd dovelop idoas
for .ssentinl projects Ln the pres.nt inst. d of woitins webil Lhe necd for them

bocomes prossing in vhe futurs.

As this o .rly pro-pro: cl-plonnivs sty “ho prei.ct m~noger should socek
Lo holp ereete snoonvironment in vhich o ~isinelity 1o oncourwed pather thhn
inhibitod. Cpetivity oon bo stimui-tod by ormine groups that bring togcther
AL Corent kinds of poeple, onocurwing irdividaids o sive up stindard solutions,
ud ir other woys holping cotiblish o ol b thet oncour:ous full cxpression

ot ore tive cnd antlytic thousht.
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At the nitionnl lovel, project identificntion services arc being performed
mostly by cpertting Ministrics, :lthough couatris ~ro increasingiy being ssisted
by development bunks, » tor nd power wthoritics, industrinl nd pericultural
fevelopment borpds, tourist beards, inv ataent promotion contres, roscarch
institutions, wnd other aition.i or _at.raitional ~ooncice At the regionnl
~nd lac-l lovels, vory fow govornment and quagi-government-l institutions of
this nnture exist wnd project 1dentific-tion wotivitics are luss ~dequately

developed.

To hclp overcome short-ges in compuetunt ceoromiets, .ngincers, a~rronomists,
nd othor tochnicianas, m ny countricg cmploy consulting firms or individunl
consultints to conduct c¢nonomic survevs, soctor woilysces, proe-investment or
pro-funsibility studics, nd special preject 1dentifictior missions. Yhile
dusir~bl. ind undoerstwndnble, continuing reliwce on outside consulting
ig3igtncye without dcvelopine indigonons protact ideatific-tion cnpahilities

does not ippewr to constitute  sound strat ey,

Iduntifying o project possibility my leawd to no further nction without
Jffeetive sponsorship, .ver though the Project [dcr may be sound. Suppert for
the identificd prescct my be lacking in the projoct planning at-ff's own
weney, or not found irn the nitiontl planning board, or in other influcntinl
3CUre.a. Tt my boo difficult Lo vt oen buawel Tunds or medificd poraenncel
for project studics. The prercet planning st off must onrly dovelep streatogics

ind t.ctics for du~ling with this pronlom.

Befor.e  docision 18 rewchod th ¢ » Projcet Idet 15 worth studying, o
preliminary determin:tion must oo made of 1ts fund-mentals (u.z., its truc
= ture:, size, cost, projuctcd bunctits, timing, ristc, cte. ). Asgoci~tud with
imitinl finwecing dcetoermiritions wi!. be proliminary policy decisions on
cwneership, fore of organilzition, wnd degree of fin-neing self-sufficiuncy.
'ho .sa.nti-l inputs during this prcliminiry "ide " st .ge (2lso roferred to s
*h "Opportunity St=go") will veory with the noturc of the investment proposal,
“h oxperience of the planning 3t with the sponsorship source, the vicwpoint

.

the progpuctive finnncing sourco(s), -nd »ther f:ctors.

It should b¢ nbscrved th t projcect sponsorship mhy 1t times crente
“rutborn and del.cate problems. There i -lwiys the danger of favourable bins

towirds self-initi-~t..d nro i et nrannen

=3 3 may tnk, the form of




politicnl projccts, prestige projects, traditional projects, supplicrs' projects,

consult-nts' proi.ets, .to Interne) and external cnvironment il pressurcs

for frvourahl. ennsid.r-tinn of th :3c projiet proprscls ey boe oxceedingly
strones, “lthoush the int. rosts of the snonsors, visibde or hiddon, may not hc

i the notionsl inter. ot o defined b 11 htoned positic 1 1o doership.
Ceeetive socitl influcncos cnd contlicts of i ¥and oro to Formid:t-le obsticles
1o catabllshing sonnd fro et olonnin Jimploa st tion system "w1ll-motivnted
projoet plonning st (s, wer of thos. farces, awy to ‘tle to ~vnid or rcducce
the influwne. of these nogntive factors by eutielishing wnd moking known the
stops, policics, -nd eritoein they follow in cvolu~ting project idens = and

aticalng to thom

The dveision thet Projcct 1den is worth further study, based on rough
~ggosament of its "fundwment 19" and varionts, is o critic.l point in the
projuet plmnningﬁimplumgntﬂtiou proc..as., There Lt pertiias to ~ long range
project, thoe declsion oy constitute deeigive otop. This is bechwuse, after
Jfforts, time, md mon.y ~ro  yroudod on morcot nd fonsibility studics, 1t
gomutines bucanca almost mondtery to procoed further, lest bencfits of the first
Jfforts bo totliv 1ost it iw therctore tmp-rt it te sk whet 1s the neture
At the deeisinn nd who o tes the deecision th t the Prejoet ldon is vorth
studying.

.

M king first the ndure of the decision, whot we scel te know and possibly
moosure, or ot lorst ovalalte, is the retionility of the decision.  Has there
town L ocorreet ototoment cad doiicitings o0 the provlems, i leist the mmjor and
o8t eriticsl ones -3 perseivea 2t this at: ” I3 i4 clinr vhot thise problems
i oateted, cxprossed g oouestions, roolly meor in proctinl” H~ve the questions
Foornn atntod in such woys thet thoro 1o -~ r 3on ble opportunity fer s.curing or
Mk iny progross towards onsw s T do thes. thineo rogquires -n sbility to
find cocded informitror it mothode. Affeetive moethods must he devised for

obtaing koyv infoaration, brincsing the inform-tion torcth.or, syrthosising the

relovint intoreotion, cnolyzing nd oappleine Lt Ph intora-dion it ined mhy
be diverso, overlap, nd contoin diseropouctos. Somehow, sencradized conclusions
towt solutions nove o b ortained from the inform o tion on hound

e Adocision should v Looat b obhsaed on rowsh cazessment of the project's

o

fd aenta s onmpoered with ether eondidet. propos~ls for study. In nther

vorda, i the propeo il verth the time, money, mmapower, oifort

Jdid other resources
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required compared with other cnndidate proposals®  The propostls teing compared
mny represent different tentative designs or arringements for accomplishing the
swme objective, or mny be entircly different propostils competing for the saune
TUSOUrces, In both iostwe e, the llornntlves should oo considoer.d. The

ey questions to be answered are: May this portiecnl r Projcect [den ind no

other? “hy this way?  “hy now”? "hy it 110

The comprison of cawndidite propostls for study requires criterin for
r-nking (hy mo.ns of choicu criterii such s socitl dosirability, feasibility,
consistency, and c¢fficicney) vhich, in principle, holp deturmine the bust
tlternatives, consistont with nationtl prioritics, for wchicving the ultimnte

ot jectives towrrds which the projeects wr. dircetod.

Turnin,s next to the question of who makes the decision that the Project
Iden merits stuwiy, obviously it must bhe maa. by the proper wuthority or
dulegation of tht wuthority nt wh-otover lovil 1t resides. ihe decision to go
thend with the study is more thn v quostion of preliminary notions of the project
nd 1lternitive uscs to which the rosourcos ¢in be put. I my refloct strong
.nvironmentl proessur.s and rnot be o 1n the ntional intoerost, Undoer certnain
clrcumsthnces, o oxtorn:l sourc.e or wwoncy 7y recommend furthor study of the
Proj.ct Idc.. Th. finsl dlecislon, however, rests with the country in
question. lts ~dministrlors ~nd planners, including thos: ot the project

plannin: level, cannot cbhdicofe thelir responsibilitice.

Severtil construints on the deocizion to procoecd with further studics merit
further 2ttontion. Moncy nd gqu:li“i.d personncl re anturilly cssentind.
LE osvernment personncl e wadl nle, they awy nocd to be relicved from other
dutics for the durttion of the study issignment, or to be given specinlly
qurlified issistants. Yhen the preoijeet planning staft of o Ministry 1s unable

ten do the job, it bocomes nocessnry to turn to outsidurs for the nccessary

wxpertise md oxpericnec. Dthor ngencies mmy, of course, hawe the regquired
performance capnbility wnd boe willing to co-oper-tu Rclationships with

individuzls or groups outside onc's own unit 1lvaiys eroate noew questions,
prablems, nd conflicts, s noted vorlicer. A project plonning st .ff with
rntavournble cxpericnee in working with outside cxpertis. moy, understndably,
preTer not to rocommend study of . Projeet Tdu- which it c¢annet handle itsclf.

 «leeision not to study o Project lder muy =1s0 rosult from heavy dependence by




repu:ted confoercic.s, cte., which for po

the intorested project plinning st .ff on invelvement by other agencics and

mtities in ohe form of speci~lized cxpertise, speci- 1 informstion and rcports,

reciv.d opportunity costs nd athur

i

with construction compon ritd

o
a3y

atudi 1ae toml studli.s,

finnncizl oviiuction. A nouionsd
promotinn schum., ~nd oth.r non-c pit-l

kinds of probloms

ambiouous the definition of decision-me

. its3, thoe seector th probetality of

. ! . .
ploaniny/ inploment tion aystom The

~
pe]

rhol.

1

will roquire
ad tochno—cooimomic

st Liatic

snd o1l for dilffer.ont

7 1id roisoes, tho other org o tisns ~ro wu iiline or antl. o eoept.

{b) Proseot o wibility studi s ph

yho. crsantl tiv i thicopnose 1a to peovide o1l the infarmation
nerosaary to dotopmie o whothorond how the portical v Proaoet fd. . can huat be
crriod out, with sound priceiplos ni ot o cnat which compires f-vourably with
the eortritution it ¢ n b pertod to mk to doviolopnant Th. requir.d
informitior vill v.orv froc SR o B I i r-~ o rit 1 4 vinpmnt projocts

re. t ~tudi.a, t.chnic 1 peyuircment

m

f o3itbiltty stucies for

L oimprovoment proioct, oonow export
mont propos ls

th

inves Jifferent

t -

pOSL

Aq , ithowh obicctive of the

study phoac romans the s.n

The A4eiaiAn o Adveone. to Sh "imploacnt tics pnose’ Ao the busis of the
fovmitality agtudioa oo i oot sion "in principll” or i 1" doeision In
the, e of the former, ddition 1T "1t aled otudi 3™ omay o heoenlled for heforu
sho opocommond.d vl ot of th Peeiocot T b il opprpew o thoa
i cisicns o ofton m Loy AUT ront individu-ls Obviougiy, the luse

cine respounsinility  nd dlcision require-

aor . Lificient wmd Jftoctive projoct
“bility to “sense!' the Cormulated project

cnd the tot L situstion r.l.v-at to it is critic .l to the succ.ss of

the "fin 1" docision, Th. iaport ne. o1 this concoptu~l skill on thoe part of
Lite. 1)[‘() ‘,‘, [Eh A SRR A Sthoi s ..‘AY‘TL}.; the i T L iTinn O Siaot T "'V\,“'St'lt*uda
fTh. femsibility studi s tost the hypothosis thet the Project Tdua 1s

cconomic lly, 4 chnolomicnlly, md tockniclly seund nd 1adiertes, in the
apiiion of the investieotors, the conditinns to he moet betor forsible project
con boopl b ™Mo cloal interdocond nce bBotweon tochnie 1 and ceoonomic
an-cta, nopticulorly of & opitel v looment capeets, s well understood; not
wly re te two ammects oloal by eonnect P otat they hove rocrproc l offlcts.
Lonee, itois taport at tnot cconomiats et ongineors wors closcly together cwven
thoneh, wheo thoir studioo are com boted, the ceonnmic wspiets oo be separatoed
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Less apprecinted 1is the urgent nccossity for cxplicitly considering the
administrative aspects of the Project Iden Trenting this diacnsion wnder
"eonditions to be met” is luss likely to result in @ project whose "administrative
fensibility" 1s nssured th:n ~ conscious investig~tion of the advintrees and

disndvant~goes of diff.orent administr tive arrenscments.

The Project Id.~ should not only bo feasible on techno-cconomic and
wministrotive srounds, but in social and ccologicel turms, too. Thuse are
areas neglected too long. The sceinl nnd ecclogicnl wspecta of proiects
require urgent attontion and socinl fuasibility -nd ccologicnl studics should
he part of the prckypo. In this connexion, qurlificd sociologists, politicnl

seicntists, ~nd ccologiats can be of great wssistoncu.

) Projoct itmplomentation phasc
' L

Yo project c¢mn be lwnched s o woll=propared "sclf-contained action
nrocess', if ussoutiwl oreniz tion ~nd moangement clements narc not plonned in
wdvanee, including 1l the tasks to be completed bufore the "go' signal can be
Fiven. For . x:wmple, in the casc of now large cnpitial development projocts
undortiken hy pov.rnnent, typical pro-l-aunch wtions would include completion
of nucessary lesisb tive and other legnl stups to create or designnte the
goeney regsponsihl o for the project;  sclection of tho chict oxeentive nd other
key opernting ofticers; recruitment of principal officers ind ssignment to
required trainiret;  decisions on the scope of prime controcts snd methods of

wnrd;  completion of tender docwnents,  issunnce of invitations to tender nnd

rececipt of to.nders; soloction of prime contractor for proj.ot cxccution;

pl ccument of orders with suppilers ot incchiner, nd _quipmenty  ote.

These etions would [low from the recommerdqtions 1n the fintd

fosibility report 2s sot forth in tho project plon nd implementation schedule.

The fensibillity report should provic tull intormation »n the structure,
organization and functions of the oremiziag, athority d the relationships of
tk.is wthority to othor cponcics i1nvnlved. Jetoles should be included on the
tan monrement pacitions wnd pequired consultoonte (qu-.litientions, dutics,
procodurcs of appointmont, utcu); the number, qu.lific tions, timing, dutics
af etef) and prospocts Por st ff rocruitment;  troining progroamnes nd
trecining foreilitios; e [t should ~lso provide information on the
procurcment aspects, suct s applicable import regulttions nd procudurcs,

FaEp—
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placing orders with suppliers of mwchinery and equipment, transport and insurance
arrangements, ctc. [t shovld contain necessary details on the appropriation
and budgeting process, on the accounting, reporting, documentation, nuditing,

and other oper.atins .rras-oements,

Jepending on the proicct, th. "implementation phase” nay be of short or
long duratinn and m.y conveniently, be brcoken into sub-phises, e.g., final
versisn or up-dating of the project plan; final nraparation of' the implementation

scheduled; .nd completion of 411 "pre—execution" or " re-construction"
i p D P

At it Am
R IR S VI SN T

a

(1) Project plan

The project plan is the final, formal document spanning the life of the
project. It cecvs to present as clenr a picture as possihle of the relationship

of the project during its life cycle to the country's »ouls and plans for their

attalnment It spells out the linkasecs connectin.s project targets and planned
outputs with the nature «nd utilizition of inputs. It provides details on the

course of setior 'md on the aapnitude und timine af soureces nd uses of
resources. It provides » format for considerings .11 factors essential to a

complete understonding of the necessity il Justification for the project.

The project plan his Leen defined as "4 combination of objectives,
policies, procedures, cudgets, and nther elements necessary to carry out a
predetermined specific olijeative'. It has cost, schedule, technical, economic,
socinl, and other paramecters. The specifications of the preject plon should

provide answers to the following kinds of questions:

a-  that action is to be talien and for what :eoasons?
b.  “hat resources und other inputs ure required to support the action?
c. Yaut is the action expected te accomplish swnd when?

d. Vhzt objectives -nd conditions must be met for the actions to bhe
successful”

e. Apart from expected end results. whit other offents is the action
likely to have, and have these effects heen t.ken inte account?

' How are the effects of the actions 1o be eviilaited?

Of paramount importunce is e-rle definition u.d clarification of the
objective of the project:. This requires () defining the intent in under—
talking the project; () outlinin,s the scope o the project involvemeni, i.e.

the asencioes, departments, individuils, :nd cther cntities involved, their
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functions, and approximate degree of involvement; and (e) describing the
project's end results and permanent effects on the country. Jy defining the
reasons for the project and the motives in undertaking it - its rationale -
the project munager is hetter akle tn nmapitalize on opportunities to improve
the outcome (I the project, to weigh cost aud other constderations, and to avert
damaging oversi,chts # clear nutline of the scope of the pro ject involvement
facilitates communication and workings relationships with thoge pirticipating in
the proiect 1o ~ne farm or another. This 13 especially 1mportant since
project adminietration cutsz aeross functional lines and participating entities
nd individuils may have competings wnd conflictine otjectives. nxplicit
description of the intended end rusults, the planned changes or over-all
results and accomplishments provide the project manager and others in the

"Organization' with » rl..r perspective.

The proaect plan should be sufticiently specific to be useful as 2 standard
of control. A good project plan frcilitates establishment of performance
standards against which progress can be measured It is, in fact, the
project manaigzer's primary oontrol device since cevery plan clement has a

corresponding control phas

(11) Schedule plan

’

A schedul plon mwy be considered part of the project plan. It sets
forth the definable steps touards specified gouals. It focuses on the nature
md plonned sehoduling of 1aputs and outputs, (i.e., the work th:t must bLe
donc, wher; ni ty whow) wid the »rt cipated results of that work. The
plannea wewne v o0 Lovssementstion and the planned o _hedule conetitute the

"Project iaplementition plan'.

ochedulin  should not ‘e ronfused with plinning. Plannings determines
thu tasics to be dnne, their nccessary sequence, -nd defines the resource require-
ments 1o chileve the project snals, “ne resources, won which there ure
taposed internal and egt.rnil conditions, determine the schedul £, rither than
the other wiy wround. © he schedulc shows the st :rbing and finishing times of
cach tusk ad 1s produced by 2llocating the rosources upr to the limit of
7a1lability, acerording teo the projrct plin rojquirements. Yhen the project
plun 1s scheduled, tho project manager discovers whother it 1s in fact

fensible.
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The project manager preprres the project schedules with the nssist-nce of
a1l particip-nts in the "Orguwnization'. since he is resgponsitle for the
over-ill comprtibility and rorgistency ot the porticizants' reles and schedule

requirements, he must partaicip it o the cehodddin

f111) Ploanins md erhed 0in o o pol oope oo

The preject plunning anlement thre 2t 1 nutt bo egpecllly concerned during
the "implementtion phuse” with the wloqueey of ~onerel services in the projuct
ares, such as cAucrtion, hoetlth, no athor ~ammunity forilities. vince 1
projeet cannot be sepnritod from o its physicdd el soc ol onvironm b, thoeae
~nspects should have recocived earlior cttenting tu the "sociei formibility”
report nd should l2 ircluded in the over-.il proj.ct plu, overn though they may
not Le part of the project. It v oor axpendted community 0 tlhities are
requircd, it wonuld appo-r lesirble [ep the starf *o participete in the planning

and scheduline deecisions irn oarder te vihicve consist ont mni ~o=ordintcd .ction.

B Pro  ect "tochnic .1 opects”

Az amplyisd v the racusaion Y8 the projoet pl-aning/muinagement svstem's

"processing” ictiritioc, *hoogostor must hwe the copbility (or obtain nutside
assistance) to bawnale the "teehnie 1" dimonsions invelved in the project
identification—walys: s—evilustion-inplement tion-prop:rition procass. There
dimcasions wroe firls woll covered v the Jiter-tur. wiier the hoading of Project
Anilysis and ineludos  Tlapket G lveis, Tronomic Aspoctsy Techiclogico L,
Frgincoring, ad Tochniel fepontes Tacitionnl Popoets; Investment, Mnancial,
and Budget Aspeetsy Orgonizotion wd lhaae wmeat spects;  wnioex ante Project
Bvaluttion Lapenta, they might well ineluds Deolosie ]l dspects, Soci~l ~nd
Politicnd Asperta, ~nt Uational wcurity dspooto

P

PLL.  ADMINDOTRRLNG JHT PROTYY PL L, LA ONT Y STh

A3ttt o oprovic aasle

IroL et il 0 nwetoment aystom is not solf-
administorine. oo e bo weRe A priac 4o s1ons wd tell the central
3t and "peemiz tion" et b v 0L e, hew, 0 owhom, where, and why.

4

These specithiestions by to b tpanomittod el comrunicotion chonnels have to

LeEepL open omeori. b to arde crt eentrol the cvatom, Soo thet 1t 1s
corviue, Yoke corrective action, nd protoct 14 aagement 1s the pivet in

thic process,
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If the chicf of the planning unit is 2 capible manager or administrator,
he will be “tic to sive clewr signils on how to plan, how to orsanize, how to
communicte, how to conirol, ~nd so or. He will nccomplish the task of
interiting, ro=ardincting, and controlling the function:l -nd oxtra-
oresonizationsl offorts dir tod thuepd th succezsiul cvelution and oxecution
of the projoct. ‘hismelaies the orotion or discovery of ideas for the

rroject or ddternatives, and sorcenias cnd shaping such ideas.
H i }

He w1l rogul

jogs or r A diTTorLate bl l'\‘-lt;;;, by (lclqg;;xtu some of
ther to others. a5 decislon=mmxker, he vill be respensible for the choice of
piths of “wcticn from ltirnotives As proerumer, i will specify what needs
to Lo dori. an nn o oremntocd wnd co-ordinoted o nner, As regulator and cnforcer,
he will ~og that mtions t ko place within specified tolerances, that neoded
information is nttiined as wnimator wmd sustiiner, he will energize hig

st ff wnd the "reoonizotion”, cbt-un needed resources, sot cnvironmental
aupport, modor-te conflict, _to. He will hewve noinward focus in rcelation to
his functicn ind the "Or-wnization", but lso nm outwnrd focus relative to the
extern 1 onvironmert, for vxample, how to time decisions relating to that

cnvironment.

v will perform these diversce, over-lapping roles both as mannger of
rrodect planning st- ot wnd "Orgawnization" nd s chief project planner. In
the former ci.prcity, he seloets abjectives, scts policics, formul-tes orderly
wor. progrumcs, dolugates responsitilitiog, orginizes the stoff ond projeet
porticipants 80w to bring 1cto ploy specific teaining, oxpericnce, and
sbilities at these points whoere they cw oo nut to berct advantage. He will
ilse develop A netwerk of intormation sources, co-ordinite wd ovalunte, and
divoatec hia "Orrwizoation” towsri the o:ls ostablishoed s chicf prnject
plonner »nd implementor, he mo<cs cortiin thot seund plinning and dministrative
prinniples are followed in cick time phase and wction sequ.nce of the projuct's
ixv . lopmant. Iroboth polis the admirmistrative skills wppeir to be parmount
i he w1l know, bove 11, thiit implementotion of <ven a well-propar.d

ey et dupends on the skill o 0 we0a anneer rrthor thees o good plionnor.
¢ [ 4 3

£

4% hu seeks to more-o the proicct plinning/impl acntotion "Oreanization",
the projuct marcwer ay find that he moy Mo feod with project ennls that may
orflict

with obtcctives of function~l unitse within the Ministry, or the

“trertives of donors, controctors, cr third paurtics. The project manager
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who thinks in matrix system terms will deal with such conflicts as natural and
secek their resolution in the hest interests of the project. He nceopts the
view that the "Oresanizotion' is not an cntity in itsclf and must interface

with other ¢roups to survive in its environmont.

i The munyrement cyvelo

As stated corlicor, wnomwing the "Oreanization”, the project manager
performs tridition-l 1dentitfiable but intor-relntod Junctions of creating,
planning, orgunisine, cnorrlzlag, co-ordinsting, nd evaluntine. Some
management theoriats profer to sroup thesce miijor functions into tour chtegories:

deci sion-making, spucific tisn or prosrommirng, communic-tion, nd contrnl or

cuidance. Phe cyele of mrangenont factions s lacrensinely refurred to s a
"syston'. The monngement functional svotom should uot be confusud with the
project plinnLng/mmnxgcmcnt organizational syston deseribed previously. 1t

should b noted, morcover, «hor.s disgrecsment oxists on the functions of
manngeers thet should bt inelwted in the mmwement process, 1t s conernlly
1erocd th 't two interdepomdont o jor functions e involved: Plunning wnd

Implementstion (ar Nxecibion)-

fotore conzidering these two njor functions in more detiil, it is well
to observe that the eotegorization of kay man~serial functions houis Aingnostic
utility for improving project planning »nd implumenttion wdministrotion
caprtiliyhics. "hea o projeet plauming operation is working offectively, the
above inter-twining manpoment funetions ~rs muturl!ls supperting, cohorent, in
harmony, md consistoernt. The pr cet planning ot-rf wnd "Oreaniz-otion” are
1ble to arrive more guickly =t an underst ading of the problems to be solved.
Tgscuti ] informitinon is sceourcd mors rapidly ~nd relcy nt dat are procceussed
morv cfficicntiy ~aud offietively. or: mcethods are brousht to boewr upon the
solution of speciiic protl.omu; more sclutions are poscd;  the snlutions arce
verificd vith pro-tor reli-tvility; oto Thea the project planning system works
woll, the mirghest cmphasic is placed on the retionnlity of monngement decisions
and the ritionality of projected opor t.onwl offcetivencss, bused upon specific
choice criteris for rriving b deciglong. fhio s subject to roview, of
cours., hy supcriors nd others in the goveramental hierarchical structurc -
a1l the vy to the top decision-meking wd power tuthority - and by thosc outside
+he structur. who mey very well chollenge the decizions (w.g. foreigm nid
woencics, development banics, prospective privi:te domestic nd foreign investors,

ffocted communitics, -nd others ).
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The projuct menager's decision—micing function has many wopects, some of
L] 3 (% p #

which have nlraidy bueen not.od h oows r=simpli fred barc bones of tho

ducision-mking procoss compron it far o stopa: o (1) Problem dofinition

(1.c., identifoyine the procl Sorri i the ot Jeetivon nd clarityinges the
\ i . E ’ g
protlem)s (2) Posir.- th torn tov s (e, dovoloploe the ltorn hives,

considvring the eritori . ot soci b sapability, fosibility, consistuncy, and
uf‘ficiuncy‘); st 00 Doerdins (1. <y dyzing the conscquences of the
svailable alternstives witer © ) prespective conditions wnd {t) contingencius;

cvaluating wnd tinlly soloctine fean the w-ilible  lternatives).

The project muiyrer olowrly nust Doop 11 thoese dimensions const ntly in
mind if he, his stof'f, nd "orcaiz otion” wre to rrive ot rational decisions
cn wvhat 1s %o be done ndl how ir opertting the projoct pl ;nnlng/implomunt‘;t'1on
srstem. The nhjeetive of the "desision-n iing 3vstom” is to ond up with thu
most rationtl proj.oct d sisng producible in the prosent cnvironment (in which
the project is boins nreprred) wd in the future _nvironment (1n which they

will be carricd out).

The proi.ct munnegoer's 3nccification or pro:sr mming function is the

transl tiee of the deeisions for wetion into specifics o whit his to be done,

how, whir, vhore, e ‘hie decisions nd spenific tions necd to be
communicated, 1., trsmittod ond cndeorstood The project mnager will not

bo Meommuniciting" with his stoff und the "rrwnization” 1f there is no
porson~l involvement, 1f he fils to ~<t.5lish v two-w2y communiciting systom
wnd othior satisfictory worvin: relationships, if his zoals nd mothods re
not ceceptod, if he is anarle to metivat. the. to wet ir doaired diro ctions.
Performmnece hos to bo in conformit: within tolur-ble limits with docision

5L widards wnd cpecifications, if the objectives of the project plounine’

marncgement systom cro to bo cceomplishod. ‘hie requires srurdnec, cvaluntion,
corrcetive action, wnd wnforcoement. Jhe progcet monccor roquires lewdership
support for the coffeetive exercise of this puid e . or control fwcetion. All

thes. functions re contiined in wich othor, tht 1) they r 1toritive.

CSemilarly, thov are containad in the Plonnice o Implose ot tion tunctions as

will be made cvident tolow.

[t his beoen well stated clsewhere thet plinnioe nd doins are not
Soporate jobs, but sceparate parts of the s.a. job. Mivertheless, it is

daorul to distinguish between the planning wnd implement-tion functions.
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gathering of objcctive information for measuring changes aftor the project is
under wiy. This e~rly planning for later ox post project cvaluation should
rerult immediately in clearcr definition of targets and other inprovomunte in

plannins wnd implomentatinn porformonc:,

2. Preparation of tF npoi o4 1op

Activitics rolating te the Freporotion of th. project pl .n are those

performcd in th proct implument tinn phose, s previously indic~ted, or
smplied tnolne stoitements on tne proacct plun nd schedule plarn, In
preparing the firnc 1 preject plon tne prejo~t aunnpger cn-ordin tos with thosc 1in
and outsin. the "Organizotion” who will be plyings importint implementition
rolus, such s contricting, procurument, cngincering, logal, triining, and

othcer officurs.

A chur ctoristic of successful projuct plinning man~roment 1s the
thoroughn.ss with which the project plan 1s divelopud ~nd the attention given

to 1mplumunt tini. planning. A progect planning checkliist 1a n effective

mcthod for » thorough rovicw of tue tictors th t should b covered in the project
plan, including *h. dministr tive rogquir =onts, “hen ecompleted, the

checklist shouald to mudl p~rt of th. urogjceect file.

The checklist should considor, ns  ppropri-te, the following gencrnl

planning factors:

(1) Arc the project torgcts cloarly dofined nd ~cceptud by the
government ?

(2) To whit cxtent will the pr:juct coniribut. to the achicvement
of ~pproved nuticaul deveivpmens objectives — cconomic, social,
or political®

(3) 1s the pronoged timing of the projuct co—ordinat.d with related

projects nd nver-ull ruquirements of pprov.d scctor/go-l
plans”’

(4) Is the proposcd luvel and qu-lity of rosources adequate to
achicve the stated project tirgcta?

(5) Dous the project tauce neeount of the ne.d to cstiblish
institution I -ipacity -5 pert of 1ts design®  Ar. the
institution:l rrugements cdoga:t. te fulfil the long-range
needs ~rd desiros of the country  fter terminntion of projoct
support i'ren forcign sourceg”?

(6) ™int is the cstimoted cost of achi.vinz the project goal in
relatinn to quantifi~ble benefits to be derived directly or
dndircctly?
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(7) To what c¢xtent and to what dugree nre government contributions
~nd cffeetive participation in turms of p rsonncl, physical
facilitics, scrvices, policics, and programmes cither -lrendy
~v~ilable, in offeet, or officially plannod, approved, wd
committud, or likely to b, ot tho time of implua.ntation of
the proj.ct”’

(8) To what wxtent does the tuccuss of the projuct dupend on the
implementation of other vl tod projeets?  Howe related
projects boon prop.rly co-ordinated in torms of timing nd
implementtion roquirements”

(9) Has acecount boun tiken of cxporionce in the country “nd clse-
whore with similar projects so thet tochniques, suceessful
¢lscwhere, my be consider.d for uso?

g

(10) Is thore doguete inforantion aveilable on the current situation
which th. projcet is dcsizned to chaneo 5o thet progress cin be
mcasured from o Fagoling?

(11) Have plans tor continuing cvelurtion buen incorporited in the
projeat plan?
Among thou morc specific planning factors covered iu the chccklist would
be those purtaining to necded tuchnienl cxpertisce, training, procurcment of
commoditics ~nd oquipment, wnd othor adninistrative -speets, as well as the

planned implonent tion scheiales

3. The "Orp it oation” choetor

Once 1 projuct momoser is oiven responsibility for pre-planning nctions in
1 particuler filld which mny ultimntely lond to o project, he will want to
consider the hest or,munizeition~1 nrrongements for accomplishing this objective.
In planning the oregoniz tionil ctructurc, h. will scok ~nswers to such questions
~g: Vhat is to be zcecomplished? *hen is the work to be don. ~nd where? Yhat
is the bust way of cluasifyine the work”  thot over--1l1 oryonizntional posture
1s likely to provide tho bust wrrengement for the vork” ¥hi:t principlces
should be uscd in planning the organization .l structure? "ho wiil man the

r

structurc nd nctunlly do thoe vorlk: How will members ot the "Organization!
relote to functiontl groups in the Jdinistry or semi-public orgmnizations? Is
ar inform2l organiztion desiraible wnd wht role should it pl-y” How is the
organizntiont] structure to bte made dynamie -ad {lexible wnough to meet the
necds of - const ntly chanerine proicet plonning nd implementiation crvironment?

“h.on snswers ro obtiined to these nd other palicy quostions, it 1s doesirable

to record thin information in » conveniont Torm for roady roflorcncu. On.: such

form 18 » loosc-luaf manunl which might be c:1led the "Organiz-~tion' charter.

Ol
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The "Organization" chartur can be cxpected to facilitate project planning/
management; cspecially in the case of complex projccts and those having a long
life cycle. Approvad by the appropriate authority at thc required highest
level, the Charter would indicat.e the prioritly of thu work, the goals and
scope of the "Organization', wnd the athorit, and responsibilitics of the
proiect managor. Lt woruld 1dintity the ascneics and individuals participating
in the "Organization” and the intorfaco and cpocrating rolationships bhwtween
the project manarer sind thoes ontitios, Perrsonncl ia lisisorn offices and
ficld units associ vtod witl or undop the maasgeoment control ot the project
manag.r would bhe pdentificg “ne charter would specify the full-time and

part-time manpower to ctaf® the "Organication”, ind would provide a staffing

schedule, It woald indicate the managomont control techrniques and information
systeme developed for the "Orpanization™, It would state the propress and

vvaluation reports required (oral and erittern) awd the frequency of 1hese
reports. It would indicat. the formal meetingz to be held nd their
frequency . Lt would stat.: the communication chinnels Lutween the project

nanager and key participants ir the "Organization'.

The charter clements weuld vary, otf cours., with the naturce of the prc-

hartor would be amended, as required,

projuct planning and plansing requirenents, but many features would be
standard for all "Organizations'. The ch:

to reflect changes in the "Oreanisation’ and 1n the project planning
snvironment. Lept current nd availallc te all membors of the "Oryzanization”,

it would scrve as 4 most valuable dircetional and communication aid.

4. "Organization" charts

Yell cesigncd orragizational charts portraying authority and functional
relationships between organicational clomentsz and individuals can be most
useful to the project mannger in Aanagies the planning and, subscquontly, the
implementation. At bust, traditional pyramidal orcganization charts can be no
@wore than an over-simplification, uspecially whon thors is o myriad of
rociprocal and dynamic relationships cxisting botweor peurs, assnciates, and
dsthers with a common interost in project plaarin vho constitute the "Organi-
:ation. On the other hand, matriyc organizational charts come closcr to
representing such reiationships and hove proved to b ugiful projcct planning
vid management dovices. Although they, too, omit lincs of informal

ithority and control and thc nuances of rclationships and personality, they
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are 1 more offoetive vehicele for orsanizational analy sis and charting thc
inter-relationships botweon friations, tasks, jol npositiens, and other
~. lationshipa.  The motriy form rymilitat. s the pertrayal oF orsanizational

patterms vhich ore ~mlti-dim noionct 0 netar..

tMany forms of motrix sperari o Dot L et s nonsiblag ~anging {rom simple
linesr responsirilit, charts 10 sophitsticratad gvatematrz.d anes. The cxact

structur. w1l dopoal o the furpe o progas

9]

t ‘oine pre—planncd and planned, 1its

POQUILPOMONT %y The 1dmnorii e ol Dobe AN Mippeamzatian®, o oand nthor
asperts As the proy i sous throush 1ts 1. eyela, 1t boeconcs nucessary to

mar . changes o thooo cnorts to T iuet ~hangos in the orer riizational structure

and r lationships

K : R . . A .
e Manogeing tho caolea ntotron

"

As the torm Vamplomeatbion” s holng as.d in this paper, 1t applius to
the administrition of tho plaranng cetivitilg, as alrcady indicated. It
shviously applies o the o ceoution AF the activities ir the projcct implemen—
tation phas. . Grace Shls paper & mop. eonc.rhod with the Mproject preparation
ataces' than the ''projoct P lomentation st (ne customurily d\,f‘mp(i), our
obsurvaticng on the administration ot "imploaontatioa” activitiva will be
roe 38arily cantar.d to the xe abina of tr. ploracd 'plannins” wetivitics during
the project prpuration cyele.

How dous th. ~durristrator ot the ~rojoct plaaniag "Orr-anization" succceed
in making ~etiriticoco ~onform +o o, ofarlizie A nlan ~F acticon - to seu that
thev conform Lo time, qaality, n ragt sebcdulos’ The ansver 1ivs in an

wndoerstanding of mana.r sentt e control tunetion

1. The contrel fanctin:

Gortrolling moans antoi cings orformance in confermity with decision
standards. [+ ie e mood witos (o) compariagy ~v.nts 17ith plans and (v) making

neeoasar, corroetions whoro oventls duviate tfrom plins It i3 the step taken to

make cortain that A 1105 are properls wxecuted. 1t is the monitoring

ard cboedine =up part 00 the oro et onan wiorta Gob. [+ is th. procuss by which
the vrojoct manay T Soey L what d1d haop n was what was supposud o have happened.

T ot, b oarraioos for the necessary ad justments.
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Controlling cannot bec accomplishcd without planning, for without planaing,
the project managor has no proedetermined understanding of desirced purformance.
The planning scts the goals or objuctives and doetermincs the approach bty which
these can be accomplished. ffor sxample, th. centract for a fliasibility study
contalns a budget which scts ferth 1.0 cxponditure tars . ts. The project
managoer's controlling function requires that he comparces actual cxpuonditures
against this budert and sugzosts appropriste ways to corrcet uny doviations.

the bude:t which was a planning tool thus bocomes a porfornance atandard.

fro purforming the planning function, the projuct manager creatues,
arganizes, motivates, communicates, aad controls similarly, in performing
the controllun fhanction, he crettos, plans, organizes, motivitos, and
commuriicatos This 1s likewise true for cech of thoe manacement functions as
previously obscerved, sinece the tunctions are itorative; the lincs of demarca-

tion cannot bhe clear-cat.

In p.rformins th. control function, th: project managrer has to plan for
the eollection of data required for the controllud cxccution of planncd project
preparatinn activitic . He has to organize the dota cellection methods,
motivate the aata sources to respond, and openn offcotive, two-way communication

lines. Most inportantly, nc has to plan to se. that he has the ncecasary
authority to cxercise the control function irn vvery resnect - how to act, as
well as when and where - and that this authority to act is communicated to the
"Organization" participants by mecans of a chartur, as mentioncd above, or some

othur policy or procedural locumunts

2. The control :y3t.

( a) feneral

A government or agency's standard documentation systom will provide the
projcct manager with cortain of the above conatrol cvliuments. Jther kinds of
project planninz documentation, as mentioned later, (o.p., consultation and
neetlngs, inspection and monitorine, ori_atation of "Organization' participants,
“te.), contribute furthor to projoat preparation contral. dowrother thoy
constituts an "information aveton’, However, thoey do rot provide intugrated,
co=ordinated day—to-day invol rument of tho proj.ct mcnager and offective us.
ot control t.chniques und tools vmploying tim., cost, and other data in moru

specific and refined form.
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This becomes more apparcent when the project planning management control
p pro) £ &

votem is viowed as a lour-stop cycle or procuss- iirst, the project manager

must Sce to 1t that . framowork of realistic ntandrrds 15 ~stillished.  Sceond,
he must be sure h. has o ofteetive syaten for collectony and analyzin- appro-
printe anta, aud for observing phvsic:d Aetivitics and the stoatus of human and
non~hwn . rosourc.: iavelvod ia the proj.ct prop:ration uctivitles. Third, hc
must bave 1 tracking ayatem v comparca rctucl performones wih «xpocted

5 pformanc., to oo hov actasl actions coniors Lo the plans or standards, and
3 ) 1

for valusting *h. rocults. Vipaito, beoaaet hove o osyston for tabing
corrcetiv. action ho esatrol sostoun shoulld indicate the notur. of the

corr.ctive action roquirost to brine the proicet preparation activitivs buck into

congsonanc.. with the nlanccd wetivitios.

The proicet manasor mae wacounter conflicting gools amony the "Organization"
pirticipants 3 ho soo0e B0 control, reolus, il re-schedule the worls. His
control cootom b to b oonaitive to thos. ~onditions. T4 has to he feasible
in torma of the eon=titw .t .1 mcts of the proj.ct nd their working rvlation-
ship: I4 hes t9 be surticiontl, tloxitic to romala compatlblo with tho

chaniring  avironacat

por the control ayst i acta.lly te wor:, informtion ot the off.cis of
action hus to .l sack anor the courcos in such vy as 10 aSsure affoctive
control The cuntrol systen o oasnot work 1f the prej.ct preparation activitics
ar.. not budy tod and admiaastorcd os oo indopendent wnit, or oas il 1t uere onc.
Aad of paramount importiiic., 1t cranotl oore without continuous, nctive personal
dirention b the projoct monascr

i

Lo sophisticntion of th.  antrol syatom 1ill dupend on the complexity of

the proj.et prepar-tion sctivitios wd the prejeet manacerts obility to administer

it. The conlrol system cannot bo impescd fron wbove on tho 'Organization'.
It muct io andorstood by the soarticipasts and rolad to then [t should bu

dovaloped, as far as practiesble, theowsh tholr cotive narticipation.
The eontrel svet.m chould not o ennius.d with "management controlst,

which are = thods ad tocls {or moasurins, vilartias, and roportlng progross,

Ar the means tor rosulatio the TOrgacication™. TTingnoment ~ontrols providue
Lhe *onlo tor do crmining ond asseccing the pracress hoing madoe. Fxamples arc
v b, aangenent audite, bar charts, status index, ste. 'hey do not

cratituate o comtrol sveton
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(b) Control system devices

A sound control svsten requires a mechanism or device which groups and
ties together, over a specified time span, project planning/management implemen-
tation respongibilitiens, dercigions, and actions. some type of combined
comprehensive matrix und network or .inkage of uctivities i3 needod. »ome
sort of structuril system or network is required which identifies and relates

cxch important rmplementation step and action sequence to each other. The

gystem needs to tdentify major decision points before major steps are taken.

'he TANTT Chart and similar types of tar charts serve thia purpose to some
extunt, but hwve too many limitations when projects ure large and complex.
Ther fail to depict inter-relatilonsiiips among elaacnts of project preparation
Lasks. They 1o not provide sufficient detnrl to permit timely detection of
slippages in schedules They present no indication of the activitics and
dates that are most critical to the progress of the preparation of the project,

etc.

Structural network devices can be more helpful both in creatiny a plan

for project preparation activities and in controlling the activities.

Tncluded are PTRT/TTWE, PJ?T/COST, OCPM and associnted network scheduling
techniques or viriants ‘hey provide sophisticnted control methods for large
or complex projcct preparation activities. They may boe less appropriate for
small or Jess complicated activitics which call for more tlexible management.
The techniques enable the project minager to follow the progress of the project
preparatior activities and to see to it thal they proceed in consonance with
egtablished aschedules, Hee Le ettt oo tle to Peeop intoroed of potential or
actunl slippages. The projict manager may want to insist that all
contractors employ such techniques in developing their bids and in following
the progress of the jobs. The dansror to avold 1s using the devices as a

whip to apply precsure where deadlines are threatened.

Structural networss can be developed for eacn time phase in the project
preparit.ion cycle and ean show the major action sequences in accordance with

tunctinonal and aperationnl responsibilities.

It should b cmphasized that ncetwork scheduling, in common with other
planning ~nd control technigques, requires time and cost cstimates of a high

order of reliability for achieving the required performance (not only technical
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tut behavioural) of 2:ch activit:. If the required performance cannot he

attained, it becomos nccessiry to mndify the oather twe viriadles, timc and

cost. Coot curves shevine times and coat iniiente the pange of trado=off
prasibilitics, AL this prosupposct rolovant wotful prier oxpericnes, aamely,
frmiliarity with the procosses tnvelved oo =toa nt the v oy "mowledis of
vork patterns, and cood et "hor thess counditiong ore cboont, 13 1w still

wieful to hve thertvers, Lo onc fors ur cactler, 13 g method of visually
Acfinine the logienl scgquence of srejecct proparation otivetics ad thoir inter-

depundencies.

Displuvs of network -chedules are execllont comnunle tvion devices They
leng thomselves to o variety of spaphi~ dizpl o5 which show the prosraos of the
projoct preparation activitiocn, tarcots, troulle arens, te ey should be
get ap in o 'control centro and copt oap to dote. “he rovision process
pravides npportunitics for « continuous chucls on ccconplishments ad re-planning

of setivitice o the worv progress:s.

inally, it oahoald Vooanderscored that rnotword aehedulin decn ot shou

the mnwrerinl aetivities thet are roopuircd to wwgure thor oecoss o wolions e
Loukion - However, thoro aotivitics wre raplictt wo the e tvore Lo

urthermore, the wotwore echedules Ao aect wawebly shov the strcan of wotivitios
o ovoata extornl b0 the o areioet proparstion activition whieh o cetivedd

i ! b t
ty the "Oroonis ot o it preccc s with 1ts wore, These trigecrcd wctivities
and cvonts may o te v bmids whiek aocd to be planued for i dvance.

Failure to synchreriz. the 1aplenontation o such domands could adversely affect,

dir-etly op indirectly, the pro oo propo 7oL 20 poeltioraiade.

N, K . ' . 1
() voust, quility, wad iz centrol

The projuct morger soois Lo eniove project oreparation objectives in the
bost time ot b the Lot enst od vl Consciquently, Jjust e scheduling has

L

to te eortrollod within thoe osborlished econstraints, so do costs and quality and
rigre. his roquir o adequate conu plans, realistic and nathontic stondapds
sroperforsraice eritert o, oud s antermaticon syoted vhach cnablos the project
were or bo fellow el comnare the project preparaition costs and performance
polit e memiers o8 the "reinizotion” shouwid Fo involved in deviloping

the porformgee staudards.
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Human beings working together do not like to look upon themsclves as
“controlled" via a system of prcscribed authority, prescribed roles, prescribed
procedures and standards, particularly individuals who are beiag creative.

If they are consult.d in dev:loping the standards, they arc morc likely to be
motivated to acoept and comply with “hem. Tf their prceptions and under—
standing of the quality ~riterii agrce with those of the project manager,
performance cxpectations will bhe consistent, and potential sources of conflict

w1ll b2 reduced.

Achicvement of quality control is casicer with o technical or non-human
gystem thin a human onec. The two systemscomplement cach other which makes the
control functicn mor: complex. Hevertheless, the project manager needs some
simple yot highly effective system for dofining the "quality" variable and for
controliing it :3 far as possiblc. His information systen, for examplc,
should supply him with fcedbacl on the quality of the cxpert assistance being
provideced. He needs to revicw the situation ros~ularly nnd where he finds

departurcs fron expecrations he should tale corrcctive action. Het so

incidentally, this includes the quality of his owr management.

Projcct managers cu. achieve more offective control by reducing the
possitility th -t costs will sharply increasc budgeted cxpenditurcs, that
accomplishment of targcets will fall behind schodule, and th ot performance
standards will nnt be mat. This requires r1dentifying and cvaluating risk
¢lements on 4 continuous basis. Yhile the pre jcct mcnager may not Le able
to eliminate certain risks, he mo, bt C001 1t possivle to talnnee rigks by means
of cost-time-tochnical "trade-offs. Yar cxample, he mirht decide to usce
outside consultaunts to review the project design, incorpeorite more procisc
specifications 1n . personal services contract, rotain consultants for a longer

period, otc. hat he does and is able to do wili, of course, depend on his

budeet and its limitations, and on the criticality of the requirements and
schedule. Frameworics for identifying and appraising risks ippear 1n
management publications. Tanwgenent practic.s vary but the usual procedure

1s to nave n choeklist of fctors affect.ong the risk cluments and an appraisal
nf the level of risk (high, moderate, minor, low) by the indivaduals responsible

for the performance items.
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J. Managing the cvlu=tion

The project manager's cvaluation function necessarily inter-relates with
and overlaps the contrel function. Furthermore, beth dopend on the information

gystem for inputs. As proyoct preparation worh progresses, 1t is necessary

o

that periodic checks :re made to soc if polizics v being followed, if

gtandards re¢ btoine met, ot wdjustrents should be made Thes. are typical
questions nsked by the projoct nanagor in controlling the projcct preparation
activities. Evainations should revenl the adjustments that have to be made to
Lring accomplishments in line with plans, or plans in balance with available
resourcaes, Anth in control and cvaluztion, focdback represents the communication

of ictucxl results for comparison and contrast with plannced rosults.

In judging the exceution of project proparation activities, the project

manager logically has to make na comparisorn with what might have been. This ;
comparison is not with somc 1dcal, but in the idven environment and with the ;
siven options. Could v diftfercut combinstian or arrangement of activitics z
hettoer fulfil the projoet proearation ohjcctiven® Could 2 bo.tter mcthed for f

reconeiling diffurent iaterests be Onllowed™ VWould 4ifferent prejcet plinning

techniques result in bhottor impl o montation of rogquired activities: L large
s:t of slasses is roquired to digecrn probable lin s of projoct proparation
behawviour under osunptions of L lterced cenditions. Whnt Lk projuect manager
sees may not lend 1toolf to proclse quantit itive annlysie. To 1 lirge extent

hiz judement may ultimntoly roly most heavily on intuitior, cxpurience, and

o

practical sensc. i

1

The term Yevaluation” s aso) her b ow ox o poot sonss, that 1s, the

—— o
appraisnsl i of actions complitod in ordur both te wwdec the (ffectivencss of
the project preparition implomentation activitice and teo promote improvements
in the olanninge and delivery ot future roquired wmplonentation. fhis meaning

is different froe that caployed o projoct welysis or preject appriisal where

the concept is used In oo cx ant. senso The proiect munaecr's evaluative
responelnilitics requirs him to mace pr hictiv o adgments, 1.0, judsments
relnting to thoe future path -0 projcct oroparetiog etivitica sind the project
v formulated, ~ad cveluntive judeacnts, o o, wonocomoents of the state of
aftairs or the progres: made 1o awchievie, objectives {(bhoth projeet preparation

_nioprojoet cxccution).
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To carry out his evnluative responsibilitics, the project manager will nced
to cstablish an evaluntion system (formal and informal) and cxplicit cvaluation
standards for meusuring performance {wchicved and contemplated). Tvaluation
is a continuous, intar-related, cireular process in which the projuct
preparation activitics are rivicwed n terms of their <ftectiveoniss, significance,
efficicvncy, ind othor standards. It is nnt sufficisnt that the activitics be
"on gchadule". [t must also include perindic cxamination of the implementation
methods and tuchniques cmployed to insurc that the sctivitics are significant

and are being conducted s offectivily us possible.

In planning 2nd organizing his cvaluation systum, the project manager
should consider the kinds of «valuation that are most desirable, their
freque acy, arnd mothods of exccutiog. tiec will have to take nccount of the
requirements of oach phasc of the projcet proparntion cycley, wnd of the reports
that n.cd to be preparcd. ddvance planning for evelustion can help integrate
the means for wviluation more ffictivily into th. man-soment action process.
Such planning :hould include pravision for neccesssrey tunctions] and other

supportive inputs.

E. Managang the information nd Jeccuncntation systoms

1. Intermation syatem

Vithout an ad «quat. irtepantion 575%em, ther: oo be no effective control
of proj:ct planning ni imploroatation ctivitios. The information system of
the "Organization' 1¢ 4 complex of formal and inform.i notworks for the
transmission of communic.tions botweo: the participants M. nctwoarks vary
widoly ir digrce of tormality. They range from hirhly structurcd mcthods,

such as nutwork schedules, to personsl convorsations with and betw. on members

of the "Organizatinn'. the coherciice and wnity of the "Oreanization” is
intim.ccly relotod to its information. The projuct annager has the koey

responsibility for the officicncy of the informition system — for the collection,
procuessire, comparing, ~ad s-olecting of infrps tion required to control the
project prepuration nctivitics. Ho should bo voluating its functioning
continuously. Ts the right informotion biiang ahtained” Is it ascful? Is

1t actually nccded to excroisce appropriate control®  Is so much information

flowing that much of it 1s not oeing uscd? .tc.
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The information system supplies both data tor control purposes at the
“inistry opcrating level wnd date for n varicty of higher government level
progranme management, cvalustion, nd technienl noeds. flcnee, the information
gystem must be suriable not onl:;r isr the purposcs of the projuct preparation
activitics, but must intortoce with the rovermnent's over—all information

systum.

Cansultntion, mo.tings, inspection, and nrientation of "Organization"
pirticipants ire part of hoth th. control and information systems. They
roequire advane. planring with rooard te obijoctives wnd how best to accomplish
them, with nccount tuken (£ conflicting moals, rclaitionships, and expucted

inter-porsonal ~nd intor—grous Yonov our.

2, Documentition cruters

Most governments hov. st aard documontation requirements that apply
to administraters of preicct planning and implementation wetivities. Thosc
documents usutlly cill for nuformtinn ~u the charcteristics of the
activitius, on oxpenditures portsiaing 1o thuoco wctivities, on progruss made
ir. taplomenting the activitios, ste. Th. proicct naower may find it dcsirable
to supplument the ruqiirea 3t od.rd documentition with othor forms to
farilitas . managorent o0 bho propot prop ratior procuss. He my remuire
ferma covering A tail 1o functisno ond other losents, but he | finitely should
bo inturcsted in forms of docamonts tht nrevidl ov.r-nll contral, that tic
toguther all parte of the pro gyt prey T Eion etivitioa and involve all
o ombers of the "Orenization' 1o thoir dsv lopment® nd maintenancc. In projuct
proparation activitive o0 any comploxity, tho projuct manog.r #i11 find that
rormalized documntation thot <. rves those purpos.s (vor., projuct manual) is

4o b proferrdd ovor mental storiun ~f much inforoition.

A suandteorlized moporting ayston facilitades pro ject planning 1nagement

ht will not necessarily Keep the project proparation nctivities or the project

mat af trouatle If 1% is 1 ~sood peporting syat.om, 1t will keop the project
moneger fron bolne surpriscl whon *rouble com.o. ..ports arc only 18 good as
tinr tmputas, It is th. right 1.2 tion th b cownts, rather th.n the volume.

Y o4, reports contuln iatoruation eoral in Lxerclalass control at the correct
colnt in the project preparitian or the if. of 1 project, they can be sharp

tronls. Seviously, costs o b pedaced and us:luss worxk climinated by

gt i AN Cest ey ToportingT.
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(a) Project manual

The project manual is 2 formal document that takes shapc as the project

preprration :otiviti s erow. e "Organization' participants participate in
developing andd wecping it current The mrnu~l provides general information on

the activiti = (i .., purposcs, scop:, nhjectives, nolicv frumcwork, priority,
schedule, vte.); information nn the "Organization” (including organization and
schematic charts, authority, « . »nd other p rticip: 1ta, interfacus, etc. );
information ~n the internal ind cxternal information systumsj  summarics of
major r.ports coverins costs, schodules, nd othor <y fictors; roports of
sbservation ard inspection trips; reports of nectings;  important tclophone
reports; and othur reports as roquired. Th. minu.l provides n technieal
svmmary of the projuct preparation activitics, informatinn on programming of
tacse rctivitios, standards, nd quality assurance It accurity f..turcs

apply, th. manual provides information on gecurity classificntion,; clearance

lists and proc.dures, utic [t should include the checklist roforrad to
earlior
The cor bunbs of the priject manual will dopend, of cours., on the

requircments of the project pruparation ind implementation cetivities.
However, its devilepment, w»onornal format, and purpos.c apply to all projects.
The "Oreanizotior” participants should work togcethov in preparing and
maintaining the manual;  this will addee them botter mnfarm 4 wnd more apt to
gupport ~nd idontity with 1l phasca of the project preparaition. Kept in

looso~lcaf form, th. manuil 1= - asicr to maintain wd up—-dnt.,

Many of the :lements o0 the "Orgnmization” churt.r sould ippear in the
projcct manual. The two documents, of cours., have litffurent objuctives.

The chartour his the chor.cter of an over-:11 dircctive, wherens the Inttur, in
A sensu, i1s the "plw" of the projict preparation activitics ind contains all
the key information required to miintain wotivitics in accordanc. with the

lez-"nﬂ .

(v) Projcct filc

The pro..:t manazer should cstablish A permancnt project tilc and sce that
this file is properly maintaincd, and that it contains thce required documentation.

The file starts with the decision to start pre—pluanning projuct activitics.

It contains -1l basic documents nnd roports rolatins to that decision and
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futur. decisions during the project preparation eycle.

The scope of possidle documentation, apart from officinlly prescribed
roquircments, is oxtonoive, Duwiously, the proi.ct monager has to he sclactive,
o that the document:tion is not carricd boyond o poiat of diminishing returns.
Woruide for soloctirs the form and amownt of Accumentation is the questions
“hot is likel, to ¥ th. v 24 to tnou, and in hot Aopree of detal?

dormully the project til. will contain:  Tlacranda for the filusy  records of

i fieant orsl e omenhe d andrstondines:  Yiscussioas vith key individuals

A0 oenbibioca shose cctivitics or rogoonsibiletice Foor direetly on the project

prepar:tinn etiviti p roports o field Lnspectinog) prosTLGS roports
submitiod by contractors in weortwmes witn b s of contrwcts nd Zrreemant g

Sy

v other roportu e cpmraahilo. Troon MOpgeals o Lion cnartop, prodent manual

A choeklistes e ogstoblishoed and madntoincd, the shrult Do oopt n the

prosort £11 0 ilong with opgoaizationsl charts i ~ther relovant materis.l, ag

ooll o s oatndart docnanats

SOULR AL L by PRo e LR AL AU TOTIATION

1 Pl

The project t1onriacwoans ment ot o ot fartho vy this paper is obviously
cr idoalized abstrection ont R oo nic o0 1ts aaistration are only
SuTe s v How e oot in wooelo orobnonopt; tro gystom formulation and
the adminiatrativ swesostions Lot e o riven 2o-ll oand cdministrative
sottins tor adminitstrders ol cowe s e a0 tadustricl dovelooment and other

i_velopment praisct proprwation wctivitics 1 undetormined.

It is cloar, how.ver, th t the preicet pluning wlninistrotor has to creatc

farm-1 or informsl orsanizotion ar "avetewn” itk o puven structure that will
nave 4 sastained copecity te porform cortean d4o3iecd 01! roquired activitics
nd roles. g M"syet m" o bo o viow d ;n‘f micro-sonl o1 sub—systoem, having its
~unogtructural Lt perfermanes. olem o ots ond intercting with othur sub-systoms.
This Yoyatem” rogquires npats Porocts "tochnceal ! nnd "institutional" dovolop-
ot [+ proviedos cutputs (we ll=propar.i prod cte) d.sired by his sociuty
VLt paereaved oy th Lovborshin) wnd oporat.oo within tochnieal, goci- 1, »nd other
nshrointyg 1 ocorort po dsolated froe the sccinl graton Indecd, it
r opores netitution laod support Srosothe socin /5t om, tf desired performance

it 1 o R Cnsurcd.
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The building of social institutional support for 2 project planning/managc-
mont system can be scen from different porspectives of varying scope and
cmphasis. Onc perspective highlishts inputs required in terms of flows of
cducated and skilled manpower, funds, goods and s.rvices, participation by koy

individuals and sroups, ducision onfrcement by loesitimate power ind communica-

tion of information. A morc complox institution-building perspective, more
abstract and comprehuensive, concentrotes on () the v varinbles (loadership,

doctrine, prosruam:, resources, ‘wd internal structure ), (F) system
transactione Luxchanges of poods "nd services) wnd systum linkagsos (enabling,
functiontl, norm tiv., and Aiffuscd) 1ssncitted with bulldisr institutional
cipacity. These nd othor perspectives 1oos to similir hoped-tor socinlly
rationnl outcomea, such os, first, plinniacs anticipntions relnated to the
interests and capnbilitics ot those whosce action is «iasciti loan carrying out
the decisions; soeond, planning actions prodicated on reconcilintion of
conflicting group inturests; rnd third, project dusim specifications
consistunt with the bohuviour of eroups who are influcnced in curtain dircctions,
and consistont with the Aueree of commitment off rolovant clientele groups.

In other words, the common olijective ot the diffirnt p.rapuctives 18 1
development pro et plmnning/mynagumbnt systom that is viable, offective,
adaptible to change, responsive to aocinl noeds and pressurcs - on considered
indispunsable by those involved in it, by thelr clivntcole, and by the social

environm..nt.

Whor dinlstrics, utonomous, ~nd smi-iutonomous uncics liek this
institution-liz.d c.pacity, thoy nced to dovilop aipproprinte siryregles and
tactics for dvincing in the dircction of acquiring the nuecssary anputs for
full "teehnienl™ wnd "Minstituationnl’ duveloprint As .n interim solutiorn, for

cxample, they misht ~dvoet. some mechunism tor centrilizing scwre. tochare:l

pursonncl. Thev might s.ck government support tor traniag institut s where
ap_ropriate skills o b .wrht. Thuy might fovour proscct plinnings contres

which wruld be ro-ponsibtl. for cortiun pro-project pluwnite wid project

preparition activitics until thoy thoms lves could tw, over mor. nf the work.

There »r. many variants of thes wd roi %o poomitihity s,
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