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TROZIIM #3 - THE INADEQUACY OF PROJECT MANAGEMENT: The lack of soundly concelved,

well-managed develommant projects

I, ?Problem Arsa
More and batter development projects ars nesded in the low-income countries--
projzcts which are betvar planned, implemented, and integrated for the achiévement
of rational plans and gnals. Sound projects are needed for both domestic‘and
foreign financing.
7re need for a st-eam of superior proJects has been apparent for some time.
/In:ernational lending agencies have repeatedly daplored the lgck of suitable

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

=

835 fundadbls projects in his region than lcan funds available for them. The
cizting edge of davaloprent is at the project lsvel, since it is the project
that translates macro-planning and sectoral programming into units of action.

gnificance of this deficiency is apparent in the lowered tempo of davelopment;
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reciocus time and opportunities for effective utilization of national rssources

P

havz bz2n irretrievably lost. .
In responding to this well-established nead, AID, the World Bank, the IDB,

and other assistance agenciés have apongsoraed increased training for project

dssigners and project appraisars. There is, howsver, ample evidence from field
gxperisnce that the problems associated with achieving an increase in the nurber
cf scund, well-managed development projects go beyord the adequacy of trained
tachnicians. Based on our analysis, the following key factors affect the

quality and rate of project davelopment and irplemantation.
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II. Deficiencies in the Current Situation

1. Lack of top level support

There is a need for political executives énd top administrators (ministers,
the heads of planning and budget offices, directors general of major bureeus) to
appreciate the analytic and decision-making Process essential to sourd pvroject
formulation, approvel and implementation, Some experts feel that the crucial
fector is not so muéh the analytical methodology in developing Projects as the
decision-making'at the top levels to support project developnent (i.e., policy
and implementation follow-uyp),

2. Need for an institutionalizaqg Project process

There is a leck of institutionalization of the vrocess for Project planning,
apprrovel and implementation. This institutional Proceas has to link the Planning
effort, budgeting and financial activities and the technical offices that aré
charged with the implementation Tresponsibilities, The institutional Process
refers to a viable system for rel&ting these functions elther within government
or in other agencies concerned with broject formulation and execution,

3. Need for a camorehenaive analytical fromework

There is & nned for o more comprahensive framework Qf analysis for
project vlanning arngd implemedtation. The major portion of the analytical
fremework for Projects tends to be econcmic and financiel in nature. Thisg ig
appropriate, especislly for income-gener&ting Projects, but there ig & clear
need to expand the analyticnl nathodology to include the organizational ang
managerial espeéts, manpower espects, and, Tor thoge projects in whigh AID hes
& concern, civie and Bociel development aspects, The emerging U.S. concern
for environmental impact end f2cond order consequences is algo needed in LDC

project Planning.
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In addition to broadening he framework of the analysis, there needs
to be a design and appreisal methodology that ig realistic in terms of the data
available in the developing countriés and the skill levels‘of the project
designers end appraisers,

There is a further nzed to relate Project design to the larger sector
end alternative Project choices available, The World Bank hag found from years
of experience that one of the cardinal principles of Project design is to relate
it to a sectoral enalysis, even n rough and ready analysis of a larger systems
framework within which to derign ana ahalyze & dlscreet project,

L. Lack of comtry cavacity for training, consultation and résearch

There is an establisheqd need for trainad reanpower in the design, evaluation,
and implementation of brojacts. Thig neegd extends not only to ﬁrofessional project
analysts, but algo to substentive technieal People who need capstone training |
in project design. For exanmple, agriculture, education, health, ang Public
“Orxs Teople. There ig 8lso a need to train administrators in the execution
of major projects,

If the cepacity for Project managament ig to be expanded rapidly,. there
is an apparent need to strengthen the cepacity of the LICs to undertake their
¢wn training of project designers, evaluators and administrators. Pzople trained
0 parformm the underlying research and consulting services to a variety of
governmental end private institutiéns ere also needed, The World Bank reports
thet an inereasing number of foreign officials request training in Project Planning.
Tre demand currently exceeds available IRRD training capacity,

5. Inadequate attention to project Implementation

Within the field of nrojeact nansagenent, there is g need to differentiate
berween project breparatior. angd analysis, and project implementation.. The latter

requires different People, aifferent skills and different subject matter,
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Tco often, the phase of project implementation is neglected in favor of project
design and analysis. The World Bank, for example, teaches project preparation
and analysis, not project implementation. One of their project enalysis trainers
Teels that the busineés schools and some private consulting firms have the greater

cezadbility for teaching and consulting on the implementation phases of project

6. Inadequate use of new tachniquas

There is & need to exemine the newer developments in project managenment, -
which are cormenplece in much of Americen industry and in U.S. administretion of
d2fense end space programs. Most common are the ecronyms, PERT (Program Evaluation
end Review Technique), and its offshootz CEM (Critical rPath Method). Mcdern project
Renagers are expected to know about planning, budgeting, forecasting, estimating,
cos:/schedule revorting, Project monitoring and project control administration,
ror large-scale projects, they have to know ebout computerized data processses of
"faedzack" into the revising of operations, and "feedforward" into revised planning.
We nesd systematic ways to adapt the newer concepts and techniques of project
menagament for use in the developing nationas.

7. leed for interdisciplinary and intersactoral epproaches

Project develoument is complicated because, if well done, it is multi-
digciplinary end multi-sectorsl in nature. Usually a project involves inputs‘
frem at least one techaical field (e.g., egriculture), as well as engineering,’
econzinic, administrﬁtive, and political ingredients., Projects cen oceur in one
or xore sectors and fall within the private or public sphere of activity, or both.

Tne foregoing fectors indicate that assistence to the developing.countries
lin troject menagerent (including Planning, evaluation and implementatibn) is

ccrslex,  Joint project epprovel and monitoring by essistance and lending
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agancies working with ths devaloping countries ig 8qually or mors corplex.
Any uni-dimensional approach such as shpplying more trained techniciang, or
irproving analytical mathodologies or stressing ths efficiency ofladministration
is nst liksly to succesd in providing an appropriate blend of factors for a
given country to increase tha quality of its project management. Thare is a
nz2d to formulate a hroadsr, better coordinated approach to the problen éf
improved project formulation and implementation.

The ultimate objectiva, of course, is to provids a strsam of aleafly
cuperior projacts that ara wall managed. This ovarall goal req.ires an
instizizional ability within the daveloping country to plan, evaluate and
irplexent such projacts along.with the institutional capability to undartake
22 nacessary trainirg and consulting services Ffor this nrocess. This
instituiional target, in turn, requires a concaptual framework within which
3 plan and strengthea tha corponents of a project development system
(including srained manpowar, mgthodology, and a sysvem for maintaining and
1Proving the project formlation system in relation to national planning,
Sudzeting and execution processes). Obviously, the major lending and
25s5istance agencies ia the worid can facilitate this process to the extant
AT Lney can agrea on tha Spacifications and raquirements for project design
34 epdroval.  An auxiliary targat,‘therefore, is to increase the commnication
223 tha zoordination among major asgistanca agancies in these matters.

“he dirsct focus cof thig baper is on the Quality of LDC project management.
Turiher study will be nesded to relate LDC nasds to current efforts to improve
fe guelivy of Agancy project lfanagament. Of particular relevanca aré the
Zaif Zeport on Project Menagement by ths Herder Study Group, and the Robsrt

Nathzn consract being negotiataed to provide guidelines for Agency capital





