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PF?.O , #3 - T nIMAJEQUNCY OF PROJECT MMIAGM=NT: The lack of soundly conceived, 

well-managed develolnnt projects
 

i. Problem Area 

More 	 and better development projects are needed in the low-income countries-­

better planned, iMlemented, and integrated for the achievementprojects which are 

of m ional plans and goals. Sound projects ire needed for both domestic and 

foreign financing. 

The need for a stream of superior projects has been apparent for some time. 

nzernational lending agencies have repeatedly deplored the lack of suitable 

projeczs for funding. One regional bureau officer in AID holds that there are 

less fPndable projects ..n his region than loan funds available for them. The 

c;Tuing edge of development is at the project level, since it is the project 

t.at translates 	mcro-Flanning and sectoral programming into units of action. 

The signifcance of this deficiency is apparent in the lowered tempo of developiment; 

precious tima and opportunities for effective utilization of national resources 

ha'e been irretrievably lost, 

in responding to this well-established need, AID, the World Bank, the IDB, 

and other assistance agencies have sponsored increased training for project 

designs rs and project appraisars. There is, however, arle evidence from field
 

ex:oerience that the problems associated with achieving an increase in the nunier 

of scund, e.ll-managed development projects go beyord the adequacy of trained 

tec'-nician5. Based on our analysis, the following key factors affect the 

quality and rate of project development and irplementation. 
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II. Deficiencies i. the Current Situation
 

1. 
Lack of toP level support
 
There is a 
need for political executives and top administrators (ministers,
the heads of planning and budget offices, directors general of major bureaus) to
appreciate the analytic and decision-making process essential to sound project

formulation, approvel and implementation, Some experts feel that the crucial
ftctor is not so nruch the analytical methodology in developing projects as thedecision-mking at the top levels to support project development (i.e., policy 

and implementation follow-up). 

2. Need for n institutionalizedpro.jecta rocess
 
There is a 
lack of institutionalization of the process for project planning,approval and ixplementation. This institutional process has to link the planningeffort, budgeting and financial activities and the technical offices that arecharged with the implementation responsibilities. 
The institutional 
process
refers to a viable system for relating these functions either within goverrment 

or in other agencies concerned with project formulation and execution.
 
3. Need for a comrehensitl anal rtical framework
 

There 
 is a ne-ed for a more comprehensive framework of analysis for
project planning and 
 implemenitation. The major portion of the analytical
framework for projects tends to be economic and financial in nature. This isappropriate, especially for income-generating projects, but there is 
a clear
need to expand the analytical methodology to include the organizational and
managerial aspects, manpower aspects, and, for those projects in which AID has
a concern, 
 civic and social developnent aspects. The emerging U.S. concern

for environmental imnpact and second order consequences is also needed in LDC
 
project planning. 
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In addition to broadening he framework of the analysis, there needsto be a design and appraisal methodology that is realistic in terms of the data

available in the developing andcountries the skill levels of the project 
designers and appraiser3.
 

There is a further need relate project designto to the larger sectorand alternative project choices available. The World Bank has found from yearsof experience that one of the cardinal principles of Project design is to relate
ic to a sectoral analysis, 
even a rough and ready analysis of a larger systems

fra-mework within which to design and analyze a discreet project. 

4. Lack of countryc--acityfor train , consultation and research 
There is 
an established need for trained manpower in the design, evaluation,
-nd iL.plementation of projects. This need extends not only to professional project

analysts, but also to substantive technical people who need capstone training
in project design. 
For example, agriculture, education, health, and public

works people. 
There is also a need to train administrators in the execution
 

of major projects.
 

If the capacity for project management is to be expanded rapidly,, thereis 
an apparent need to strengthen the capacity of the LDCs to undertake their
 
own training of project designers, e-luators and administrators. People. trained 

to-orora the underlying research and consulting services to a 
variety of
goverrnmental and private iistitutions are also needed. 
The World Bank reports
that en increasing number of foreign officials request training in project planning. 
The demand currently exceeds available IRRD training ca-oacity. 

5. Inadequaattention toproject izolementation 
Within the field of projact management, there is a need to differentiate


between project preparatior aud analysis, and project implementation. The latter 
recuires different people, different skills and different subject matter.
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Tco often, the phase of project implementation is neglected in favor of project
 

design and analysi3. 
The World Bank, for example, teaches project preparation
 

and analysis, not project implementation. 
One of their project analysis trainers
 

feels that the business schools and some private consulting firms have the greater
 

cacability for teaching and consulting on the implementation phases of project
 

ma-nagemnert. 

6. 	Inadequate use of new techniques
 

There is 
a need to examine the newer developments in project management, 

which are co-onplace in much of American industry and in U.S. administration of 

defPense and space programs. Most common are the acronayms, PEET (Program Evaluation 

and Review Technique), and its offshoot, CPM (Critical PathMethod). Modern project 

maua-Sers are expected to 	knmow about planning, budgeting, forecasting. estimating, 

cosz/schedule reportLng, project monitoring and project control administration.
 

For large-scale protects, they have to know about computerized data processes of 
"feed"ack" into the revising of 	operations, and "feedforard" into revised planning. 

We 	need systematic i-,ays 
to adapt the newer concepts and techniques of project
 

managezent for use in the developing nations.
 

7. 	 Need for Literdisciplinary and intersectoral approaches 

Project develoument is com.plicated because, if well done, it is multi­

diSiplinarf and multi-sectoral in nature. 
Usually a project involves inputs
 

frc7 at least 
one teclhical field (e.g., agriculture), as well as engineering,
 

econ::mic, administrative, 
 and political ingredients. Projects can occur in one 

or ;:otre sectors and fall within the private or public sphere of activity., or both. 

T7he foregoing factors indicate that assistance to the developing countries 

in maroject (including planning,mnagement evalluation and implementation) is 

complex. Joint project approvel and 	monitoring by assistance and lending 



agencies working with the developing countries is equally or more corplex. 
A-ny uni-dmensional approach such as supplying more trained technicians, or 
L-m.rov'ing analytical methodologies or stressing the efficiency of administration 
4s nzt likely to succeed in providing an appropriate blend of factors for a
 
given country to increase the quality of its project management. There is a 
need to formulate a broader, better coordinated approach to the proble.-i of
 
p.roved project formulation and irplementation.
 

The ultimate objective, of course, is 
 to provide a stream of c.learly 
su-erior projects that are well managed. 
This overall goal req:.ros an
 
ins.i:':;ional ability within the developing country to 
plan, evaluate and
 

m ­e..ent such projects along with the institutional capability to undartake 
necessa trainirg and consulting services for this process. This
 

-sistutioral 
 target, in turn, requires a conceptual framework within which
 
-o plan and strengthen the 
coponents of a project development system
 
(irluing trained 
mranpower, mathodolog/, and a system for aintaining and
 

mr,: izng the project formnilation system in relation 
to national plarning,
 
- -eng and 
 execution procosses). Obviously, the major lending and
 

ass-5st-ance agencies 
 in the world can facilitate. this process to the extent 
:r.:. t.: can agree on the speuifications and requirenmnts for project design 

: pproval. An au.xiliacy target, therefore, is to increase the coLntnication 
:. -e zoordiiabion amrong ;"iajor assistance agencies in these matters.
 
'-he direct focus 
 cf thil; paper is on the quality of LDC project management.
 

.'-iz-:her study will be 
 needed to relate LDC needs to current efforts ro inprove 
e 
 ality of Agency pro-ject ,anagement. Of particular relevance are the 

4:af -sot5 on Project I .nagerrent by the Herder Study Group, and the Robert 
.;..-n consract being regotiatd to provide guidelines for Agency capital 

projecT a.alysis. 
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