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Background
 

This report is the result of a six week diagnostic review of development
 

project planning, budgeting and management procedures used by the
 

Governme.at of Pakistan (GOP) and 4.he United States Agency for
 

international Development (USAID). This effort was commissioned by USAID
 

to 	determine the imoact of systems deficiencies on the implementation of
 

its extensive foreign aid program in Pakistan. Since previous studies,
 

by USAID and other donors, had concentrated on project preparation and
 

approval oroblems, this diagnostic review was to focus on systems an]
 

procedJures reLated to budgetary management and financial reporting. One
 

e:...=... o.'tz , oF this review was t*e scoce of work foD a long-term
 

te_ l .ssisrance project to f...thet analyze preliminary findings and
 

rovide svste~.s develooment and iplementation support to the GOP.
 

Through interviews with GOP and USA.D officials, analysis of planning an!
 

budget documents and review of previous assessments the following
 

principal findings have been made:
 

1. 	There is an unplanned and n investient incomouter
 

hardware and software by both USAID and the GO?
 

2. 	No common financial framework exists within the GOP for
 

donor-financed projects. Cost estima'.ga n-I r.,tg forms 

are inconsistent and contradLctory 

http:Governme.at


3. 	There is no systematic approach for project tracking,
 

performance monitoring or accountability assessment
 

4. 	There has been a Lack of appreciation, by USAID and the GOP, of 

the other's planning, budgeting and implementation re uiements 

5. 	A unified, and integra'ted data base, is essential to the future
 

administration of the GOP's development program
 

6.eher 	 non-existent or extremely 

weak. Both USNID and the GO? should concentrate resources on 

buil.i, capacitv and p.'moting "alignment" at the oroject leveL. 

A series of recommendations, aimed at these areas, has been provided for 

consideration by GOP and USAID officials. Scopes of 4,'ork for three
 

management systems development projects are included as Annexes. I,11, &
 

III.
 

The 	 International Science & Technology Institute, ind its consultant, 

John Dalton, appreciate the cooperation f Hhe numerous Go? and USATD 

professionals who shared their views and provided very helpful guidance. 

Special thanks to Mr. Mohammed Hussain, Chief, Development 

Authorization/Plan Coordination, Planning & Development Division for 

providing direction & counsel thcoughout the project. 
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SECTION I 

RECOMMENDATION FOR ACTION BY THE GOVERNMENT OF PAKISTAN'S MINISTRY
 

OF PLANNING, FINANCE AND ECONOMIC AFFAIRS
 

This section of the report contains six recommendations for
 

imzLementation by the Government of Pakistan through its Ministry of
 

PLanning, Finance and Economic Affairs. The significant poLicy and
 

management impLications represented in some of these recommendations can
 

only be addressed by the Minister, Dr. MahbubuL Haq, himself.
 

T'--recmmenattns a.e intenied to assist the GO? estaoLish
 

unified, integrated and cost effective systems for devetocment =roject
 

management. Procedural recommendations to a) promote timely
 

implementation of foreign assLsted projects and b) assure the realization 

of associated receipts, are matters for immediate attention during the
 

L935-86 fiscal.period. The %m.ortane resource flows to
of external the
 

development program is depicted in Exhibit L. These figures are
 

well-known to GOP professionaL administrators, but the relative magnitude
 

and budgetary impact of these external resources is worth reviewing no,
 

as the first quarter of the fiscal year draws to a close.
 

The most imoortant recommendation contained in this report deals
 

'with a computer systems c anning pcojec as the vehicLe for constr..uctLng
 

a comprehensive data base and assuring "alignment" between GOP data and
 

Lb
 



The 	 Significance of Foreign Aid to 

1. 	 CuLrent expenditures exceed net
 

revenue by 9,260 million rupees 


2. 	 External resources of 26,600 million rupees 


is 87% 
of 	total lesources 
of 	30,594
 

million rupees 

3. 	 Budget gap of 13,600 million Lupees is 


33% of ADP
 

4. 	 Federal share of AI)I is 72% 

5. 	 Provincial share of ADP is 28% 


or 	9,950 million rupees.
 

6. 	 Provincial shares of total ADP 

Pun jab - IL% 

* 	 Sind - 4.5% 

* 	 NWFP - 3.5% 


Baluchistan - 2% 


7. 	 Autonomous bodies command 

45% of totitI ADP 

Development Pioiect ImpLementatLon (L985-86) 

CURRENT EXPENDITURE
 

82,649,000,000
 

DEVELOPMENT EXPENDITURE
 

46,800,000,000
 

EXTERNAL LOANS
 

AND
 

GRANTS
 

26,660,000,000
 

CURRENT RECEIPTS
 

86,896,000,000
 

LESS TRANSFER TO PROVINCES
 

13,507,000,000 

NET REVENUE: 73,389,000,000 



systems and those of foreign donors. Immediate and decisive action is
 

needed to prevent policy fragmentation, duplication of resources and
 

permanent systems misalignment.
 

The specific recommendations offered for consideration by the GOP
 

are:
 

L. 	 Prepare an overall systems plan for automating the Ministry of
 

Planning, Finance and Economic Affairs.
 

2. 	 Build upon the new Ministry structire 9F P ninq, Finance and 

Economic Affai-s to a) establsh a single, consistent set oE cost 

estimating forms, b) develop a consoLiSate£ data base anJ c) share 

skilled resources more effectively. 

3. 	 InstLtute a system of donor-snecifLc deman_04 

structure to assure proper attentonto = e naLy financed 

development projects. 

4. 	 Re eexpenditure programming forr - thindonor-soecific 

demands and release funds on the basis of these plans, not only on a 

percentage basis. 

5. 	 Concentrate on tie development at -3AD__iatd 

financLal/performance reporting and monitoring system. 
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6. 	 Establish a Project Manager classification, within the gazetted 

class of officers, to initiate provincial and federal development 

projects, train implementing agency personneL and institute model 

financial and performance management systems.
 

-6



1. PREPARE AN OVERALL SYSTEMS PLAN FOR AUTOMATING THE MINISTRY OF
 

PLANNING, FINANCE AND ECONOMIC AFFAIRS.
 

The recent consolidation within a single organLzation structure of the
 

related functions of planning, fhnance and economic analysis has the
 

potential of bringing about a unified and integrated system of
 

development administration in Pakistan. At the present time each of the 

three Divisions which have been united in the single Ministry of 

Planning, Finance and Economic Affairs operates as an .ndeendent 

org a, pu:suing objectives which are largely confined to the most 

Qnrow. nterpretaton of its mission. The current structure works 

a~a'nsh itself, assuring cost inefficiences, policy coiflicts, systems 

,zt ication anJ fragmentation of the development projects data base. The 

corentially powerful alliance of these functions into an irtegrated
 

structuire cannot be a:hieved unti[ the existino bureaucratic barriers
 

betW-en Diisions are broken down.
 

Compute.ization may not always provide a net benefit to an organization, 

particularly if tie introduction of new computer technology will reduce
 

the *alue of previous hardware/software Lni;estments. The PLanning and 

Dev:elopment Division has orderej a NCR mini-comoute: and_LlldasLgn 

soectalzed software to track devalocment project proposals (PC-t/:I) and 

monitor the progress of azproved projects. The echnology selected by 

?iD is incomoatiole witn the M.in LsrJ Y 's existLnt. rB4/4331 mainframe 

-
comcute: located in the Finance Division. Once this segrega te a oach 
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becomes operational, it will not be possible for Finance and P&D to share
 

information concerning the cost and performance of development projects.
 

In effect, there will be two independent, overlapping data bases. What
 

should be a consolidated data base, consistent with the multi-functional
 

character of the Ministry, will be fcagmented into segments corresponding
 

to the organizational ar.ngemeat existing pcior to the establishment of
 

the current Ministry structure.
 

The Ministry's Economic Affairs Division has receive. a grant from UNDP
 

to acquire an IBM/AT microcomputer. InitiaLly the debt management
 

.function.s a:e to be autDmate , although it is anticicated that other EAD 

functions wiLL be comcuerized, as weLL. No pLans exist, however, to
 

link this tezhnoLogy '.:th the F.-ance DI:isBion's I3. mainerame,
 

ts.and the a) 7AD -rovies the
 

Finance Division (3.et Jnc. asas art :f the annua l budget exercise, and
 

b) I s .-rduct line has been Jesi:ned to faciii-ate mainframe to micro
 

compu ter Lin:aces.
 

n .q.L ;.1 fact that . je"t service data to 


The point of this commentary is not to cciticize individual agencies of
 

the national government for acquiring compute: resources, but rather to
 

coint out that without proper :Lanning and coordination t.'e ac-pa.ent
 

positi';e effect of one action can have se ious %egative consequences fo
 

other elements of the system. It is L:ont: that the government DiVision
 

'whLch prides itself on the fact that daperopme: t project appcovaLs can
 

only oe secur-ed af:e-" consije. ation of he project's effect on other
 

nvestmen-.a, shold acquire so cLtical a resource as a compute" with.)

regard to these same standards.
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The most important recommentinn-cntalned in this report Is for the
 

Miastry to prepare a systems plan and use it as the basis for acquiring
 

the computer hardware/software needed to build a consolidated data base.
 

A major part of the plan will deal with the requirements for the Annual
 

Development Programme. Exhibit2 depicts the major file structure for an 

Integrated devetopment project management information system. Note that 

within this unified structure the unique 6at- managemerLt requirements of 

each of the three Divisions will be satisfied. The th Lee major 

components of the system are: 

Ptojects Inventocy Management System- administered by the Pianning 

ani Devel. ment Divi.sion, this -art of the system wouLd orovide the 

capacity to ident fy an- .rack the status of ooth procosed and 

acporoved deveLOQn poccs 

Project Budget Managemen: System - admLnistared oy the Finalce 

Division as a sub-system of its own budgeting aricd expenditure 

monitoring system. Development project budgets, outputs and 

from pcoject inception to completion.
beneficiaries wouli be t.racked 

Economic MonitDring and ?racking System -admin stered by the 

Economic Affairs Division this cart of the system wouLd encompass 

debt management, accoun:s .ecei'able and financial monito.ing 

Eqa-9 s
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Each "system', however is part of a unified data base, supported by one 

data base management software package. The Finance Division has recently 

acquired a package with the best price-to-performance ratio on the 

market. SAS, a product of the SAS Institute of Cary, North Carolina is 

an excellent tool for government data preocessing. Without prejudicing 

the recommended systems planning effort this product has the endorsement 

of over 15,000 mainframe computer users worldwide. 

Systems planning, and follow-up impLementation is an expensive
 

undertaking. Since much of the focus will be on the development 

p.ogramme, external financial support shouLd be solicited. Each of the , 

ED-: major donors (:3RD, AD3, USA:D, OECF) should be reqestd tpcoe 

20% of the cost, w4ith the GO? contributing a ful parine. snip shar-e. An 

effort such as this could require up to 24 months to reach the detail 

design stage w-ih costs exceeding $1.5 milliDn. 

2. BUILD UPON THE NEW MINISTRY STRUCTURE OF PLANNING, FINANCE AND 

ECONOMIC AFFAIRS TO: A) ESTABLISH A SINGLE, CONSISTENT SET OF COST 

ESTIMATING FORM-S, B) DEVELOP A CONSOLIDATED DATA BASE, AND C) SHARE 

SKILLED RESOURCES MORE EFFECTIVELY.
 

if policy coorination and systems integration are -- e 'obiectives of the 

new Mnistr v structure, one of the lLrst actions by tne Minister sholL. 

be the eLimination of inconsisten: and jupticati;e project cost 

estimation formats. RepresentatllLes from each of the three DiVision 
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should be assigned the task of developing a unified and consistent
 

package of financial input forms so that development project funding
 

can
requirements, particularly for projects financed by foreign donors, 

be identified in a timely and accurate manner. The current procedure 

each Division independently collecting financial data and then 

"coordinating- with the other two Divisions to verify the accuracy of its 

o n data - is unnecessary, confusing, wasteful of vaLuab e -and 

manpower resources and prone to error. The development of a 'package" of 

financial forms should also motivate the Ministry to recognize the 

necessity of developing and maintaining a unified data base.
 

Cne of the infoctunate by-:rodicts of tne cur-ent "coordinate!" 

.roazh to te Annual-eterminingBudget i tie fact t'hat the Annua. 

Deve.ocment Programme is prepared, received and adozted without ade.-a'-e 

reference to the availability of resources actialLy needed to imlement 

project pns. As a consequence, time which should be devoted to project 

planning and prograrxming is committed to the process of scaling back 

budgets, adjusting atloca-tions, reassigning priorities and performing 

similar administrative taks which delay project initiation and, for 

disbursementforeign aided projects, make it difficult to achieve the 

levels needed to achieve foreign exchange receipts estimates. 

it is proposed that the Ministry of Planning, Finance and Economic 

Affairs take the EoLLo4ing steps designed to capitalize on its ned 

mandate. 
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a. Undertake a special project, supported by foreign donors, to develop
 

a unified proforma for dev\,lopment project budget cost estimates.
 

b. 	 Establish a single, Ministry-4ide Computer Cell with authority to
 

develop standards, define requirements and mandate compatibility.
 

Each of these is explained below and, where appropriate, cross-referenced 

to other recommendations in this report. 

a. 	 Undertake a special project, supported by foreign donors, to develop 

a unified =roforma for development project budget cost estimates. 

Analyzing the financal status of foreign assisted projects is made more 

difficult as a consequence of the inconsistent time-frames and accounting 

approach reflected on the input forms employed by the minsty's three 

Divisions. The irreconcilability of these formats accounts, no doubt, 

for the discrepancies for the 19B5-86 period in the Estimates of Foreign 

Assistance document (based on EAD datl) as compared to either the Demands
 

for Grants and Appropriations (Finance) or the Public Sector Development
 

Programme (Planning and Development). One may also presume that these 

flaws in the initial data base tend to lengthen the time required to 

arrive at accurate revenue and expenditure estimates. The prospects for 

omissions and miscalculation are obviously greater under the current
 

appr.oach, using the existing proformas. 
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For example, the Statement of Foreign Aid Disbursements, the principal
 

data input format promulgated by EAD, is intended as the primary document
 

for representing I) actual foreign aid 'pipeline" (as of June 30 of the
 

prior period), 2) projected pipeLre balance at the end of the current
 

fiscal year and 3) estimates of foreign aid disbursements, in the
 

currency of the donor and the equivalent rupee value of these
 

disbursements. Problems with the form abound. The calculation of actual
 

Npipeline' is arrived at by subtracting GOP disbursements for a single
 

year from the walLocation". This term is not defined, but it is presumed
 

'
 
to represent the total loan/project obligation. It is also assumed a
 

actual disbu:semerits through the close of the ori or pe-..iod (June 30) are
 

to be subtracted, not merely the actual disbursements for the previous
 

fiscal year. Otherwise *pipeline" estimates would be substantially
 

misstated. Even at that, direct disbursements by donors do not seem to
 

be factored into the eauation of "nimelinew. The utility of the
 

calculated result is questionable. Second, the calculation of projected
 

Pipeline is on the basis of estimated disbursements rather than
 

expenditures i.e. including accruals). Since both Planning &
 

Development and Finance use expenditure estimates as the means of
 

projecting budgets for the current year, it is impossible to reconcile
 

EAD data to the data submitted to and utilized by these other agencies.
 

Third, the calculation of rupee cover r-aguirements, being based on
 

disbursements, is understated for budgetary purposes, and not easily
 

correlated with information concurrently submitted to ?&D and/or Finance.
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Greater consistency - in terminology, timeframe and financia l focus

among all of the forms and documents b tiona gover 

agencies will promote a more ef 'on of agency manpower and 

will focus the attention of approving authorites on the implication of 

the data, rather than on a determination of its accuracy. 

Further analysis should be directed to the development of a single
 

"package" of budgetary forms, encompassing all of the data needs of the 

Ministry of Planning, Finance and Economic Affairs, to be distributed to 

implementing agencies and used for the annual development program/budget 

prenaration execcise. Standard definitions, timeframes, financial focus 

etc. should be employed. W'nen completed by implementing agencies this 

package of forms so ild oe submitted to a central point. At that time, 

individual forms in the "package" could be distributed to the separate 

Divisions within the Ministry for more intensive analysis. The internal 

consistency of the data could then be verified and true coordination
 

could be achieved.
 

Exhibit 3, Impact of Data Flow on the Management & Organization Structure 

indicates how the current pattern of information exchange between
 

implementing agencies and Missions ithin the Ministry of Planning, 

Finance and Economic Affairs reinforces the vertical, independent 

divisions within the Ministry. By developing a unified package of input 

forms the effect of these artificial barriers will be minimized. 
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-------------------------------------------------------------------

3
EXHIBIT 


IMPACT OF DATA FLOW ON THE MANAGEMENT & ORGANIZATION STRUCTURE
 

Structure Inhibits Policy & Management Coocdination
A. Segmented 

Min is try 

Finance Economic
CURRENT PLanning 
 , AEfairs 

, f 
I 

3. Policy-; & Management:itegaton Thtugh Relis-e Data 'L:, 

Minis vy
 

1... .. .. .. .. .. .. . ..- ...-... .. .. .... .. . .. .. .. .. .. 

PROPOSED Planning, Finance & Economic AEf3LrS
 

Plovinces & :ipleening Agencies 



An effort such as this requires a fLrm commitment by the Minister, 

MahbubuL Haq, and active participation by senior level personnel in 

defining the financial and statistical data required for planning and 

budgeting purposes. WhiLe consultants could support this effort and
 

for goverinental suggestions, responsibilitY for

provide a sounding board 


the 	success of the project should rest within the Ministry. 

At least one year will be needed to complete the effort. This will 

assure a distribution of the package in December 1986 for the FY 

BS-87 	 period. This time period is recommenjed since defining 

:equirements and preparing a.propriate proformas and instructions cannot 

be accomplished without consideration of the impact on data processini 

systems (existing or planned' as well as, manpower allocations and 

financial accountinn/rezo.-ing procedures. These issues wil need 

:a:ef- I cons ideration during the period set aside for developing the 

budget forms package. 

Annex III, at the end of this report contains a description and genecaL. 

scope of work for a Project Budgeting, Reporting and Monitoring 

?Loceduves effort. 

b. 	 Establish a sincle Ministry wide computer cell with auithority to 

JeveLop standards, define requirements and manate comn tibiLity. 

it is very difficult to r'ecrLit, hire and 'e ain cer.sonnel with comcuter 

a stipend ofexperience. The Minister announced in his Budget Message 
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Rs.6000 for computer professionals as an attempt to bridge the
 

considerable gap between public and private sector pay scales. In time
 

this should produce some positive results.
 

In the meantime, internal comp" tition for scarce technical resources 

(e.g. between Finance, P&D and EAD) will only frustrate GOP attempts to 

computerize management functions. Even now the excellent Finance 

Division data center, organized initially by Javed TaLat and now 

administered by Mohaimmad Nasrul Aziz, is seriously understaffed. Should 

?&D and EAD organize independent computer centers or computer cells which 

compete with Finance, the already thin veneer of technical expertise will 

:rack under the strain of excessive demand. 

A single, Ministry-wi'-e computer cel. shoul-d be estai'!ished. it will 

serve as a transitiornal approach for devel.opi.ng computer experience. 

After several years a cadre of comnuter professionals, trained on both 

mainframe and microcomputer operations, wil be available to respond to 

the internal needs of the Ministry. For the present, the principal 

rationale supporting a single computer cell is the need for the Ministry 

to: a) consolidate its technical manpower resources, and b) act as 

project manager for tne Ministry's systems planning and computerization 

initiatives. 
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3. INSTITUTE A SYSTEM OF DONOR-SPECIFIC DEMANDS WITHIN THE GOP BUDGET
 

STRUCTURE TO ASSURE PROPER ATTENTION TO EXTERNALLY FINANCED
 

DEVELOPMENT PROJECTS. 

The expenditure portion of the Annual Budget of the Government of 

Pakistan consists of a series of "DEMANDSw, i.e. estimates of 

expenditures by an organizational unit of government. Expenditures are 

cia-ssified by function (broad statements of purpose) and object (detailed 

cost categories corresponding to the accounting structure). Neither 

sector nor project cost estimates are displayed in the budget document. 

The Annual Development Programme document, on the other hand, is 

oc'anized by sector, organizational unit and project. No detailed 

' level expenditure estimates ace refl ecteJ in the ADP. 

Exnib i 4 - co~mares tne Da:a St.-.ucture of th.ese two documents. Becalse 

the Annual Budget does not separately identify project level costs, it is 

.ifficu L: to dezerm~ne the anount of rupee cover or r,,Cee counteroart 

funds actually appropriated to a development project. 

Funds are released by the Finance Division to implementing agencies in 

accordance with the demand s:ructuce. Generally finds are released on a 

s-_.it percentage basis althouh: small projects and/o,: special 

circumstances (such as the ac;u1sitLon of a vehicle in the first monh of 

the fiscal year) can be gien a Lump sum re lease. 
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Once received by the Financial Advisor these releases are used to cover
 

both current costs and development expenditures. This discretionary
 

authority of the Finance Advisor makes it difficult to know with any
 

certainty Lf funds released by the central government are reaching a 

development project. In all Likelihood, particularly for releases late 

funds ace used to cover current costs; developmentin the fiscal year, 

project activity is postponed. In years when receipts estimates fail to 

even earlier inmeet expectations, development activity could be delayed 

the fiscal year. 

To correct this situation, it is recommended that development 

as aex.enLJtues for donoi-financed zrojects be separately identifried 

DAN.i:nin the a=proc:ri ztion struct re of tie government's budget. 

'IL pro jects for a single donor" wo- be aggregateI into a DE:1.ND and 

electej by Xinistcy. Throjgh a demand/project coding system it -ou.! 

oC cossible to ijentLfy the economc sector which these deveopment 

expenjitures were intended to serve, thus forging a closer linkage 

between the Budget and the AD?. 

The justification for this recommendation (even though likely to oroduce 

a much thicke:" oudget docrment) is based on the fat that release or 

funds are made by DEMAND. 7f deveblpment project expendit!res are 

sear-atev identfiled within tn:eLL own DEMAND, the adveCse effect from 

tne ex:e-cise of dLscreziona.y a.tnority by Finance Avisocs -4LL oe 

e: nm~nated. 
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REQUIRE EXPENDITURE PROGRAMMING FOR PROJECTS WITHIN DONOR-SPECIFIC
4. 


DEMANDS AND RELEASE FUNDS ON THE BASIS OF THESE PLANS, NOT ONLY ON A
 

PERCENTAGE BASIS.
 

DeveLopment expenditures, unlike current costs, are not evenly
 

the year. First quarter expenditure
distributed over the course of 

(ring the project planning phase) may be relatively lo4 while second 

and third quarter costs may significantly exceed nominal percentages.
 

Currently, no mechanism exists in the GOP to correlate releases to
 

anticipated development expenditure levels. Development projects,
 

assuidng they are allocated funds by the Financial Advisor, are 

h .constrainej by tne percentage )L funds azppoac

As a corollary to the previous recommen:-ation concerning Jonor-specific
 

DE.AN..S and releases, a system of advance expeniLture programming sho-'d
 

•e itiated. BegLining in Late may agencies LmplementLng deveLopment 

t.e anticipated monthly
p-'ojects will submit to the Finance Division 

e:Xpendiiture levels for each of the approved objects of expenditure. 

These figures will be entered into the comouter and used as the basis for 

leleasina finds. 

The Finance Division is no,,. jevelopLng a computerized expenditure 

-nonitoring system. It will have the capacity to track expenditures and 

comoare actual to anticipated costs. The advance progra7Lming 

recommenda.ion .ill oe azcommodated Lithin this system and ,utilLLzei as 

the baseline for performance moni-o ing by the Divisions within the
 

Min istry.
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Advance programming should be initiated for major development projects in 

the L986-87 fiscal period. A broad cross-section of projects, 

representing each of the major donors and both Federal and Provincial 

agencies, should be covered by this requirement. In preparation for this
 

effort the Finance Division, with the assistance of both P&D and EAD,
 

Shou'ld develop the proforma needed for this purpose. Care should be 

taken to restrict the process to its primary purpose - expenditure 

programming - and not create a mini PC-I type of exercise. 

Wotkshops and seminars will need to be developed and conductej to promote
 

a consistent understanding of the process and its objectives. 

Imnp lementing agencies 'will need to be acutely aware of the GOP's resource 

constraints. Releases of ""-fns which are not exnend4ed in a timely manner 

could necessitate short term borrowing and thereby cancel out the 

sujbstantial benefits from programmed releases. 

5. CONCENTRATE ON THE DEVELOPMENT BY EAD OF h CONSOLIDATED FOREIGN 

ASSISTED PROJECT FINANCIAL/PERFORMANCE REPORTING AND MONITORING
 

SYSTEM . 

Foreign assisted project implementation delays have contributed to an 

expanding pipeline and caused signifcant declnes in the net transfer of 

resources to the Government of Pakistan. There are numerous causes cited 

and no La. of prescr.ptions to address the problem. This report is but 
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one of a number of attempts by donors and the government itself to 

analyse the issue. 

The EConomic Affairs Division of the Ministry of Planning, Finance and 

Econom. c Affairs maintains close reLat.onships with external donors and 

is resonsible for maintaining records of the financial transactions 

associated with the government's external debt. Despite this activity 

and some LmpLied responsibility for "pipeline problems", the crucial 

Linkage between implementing agency performance and the flow of funds is 

not addressed by EAD. This flaw in the logic of the system should be 
reviewed by the M:inister to .etermine the most appropriate means of 

.vid.ng AD with the man BIe otn-- resouIrces nee-e-± Monitorandd to 

deveLonment projects and, for slow performers, pro:tce on-site technical 

assistance to asste that receiot estimates are realized. 

The im7mediate importance of this recommendation is *ased on the foLlo;#'n: 

The L935-86 budget estimates of external resources seems optimistic when 

compared to previous years' actual receipts. External debt servicing 

requirements are significantly hi-her than pLevious years since many loan 

repayment grace periods have expired. 

"AD should develop and impLement a monitoring an reporting system aLme! 

specifically at external receipts realLzatLon. Using the date sbmittel 

in December/januar.,y as the stacting point, EAD staff shoul identify L3 



or 20 major projects which are behind schedule and therefore unlikely to 

produce anticipated revenues in the current fiscal year. Through
 

consultation with implementing agency personnel, corrective actions
 

should be initiated and performance closely monitored.
 

In some cases progress indicators for development projects will be
 

positive but withdrawal documents will not have been submitted. If 

necessary, field visits should be conducted and the necessary
 

documentation actually prepared by EAD. Donors should be contacted to 

'encourage' agency personnel to fully cooperate with EAD staff.
 

ESTABL:ISH A PROJECT MANAGER CL'SS:?[CA-7ON, WITHIN THE GAZETTED 

CLASS OF OF?ICERS, TO INT:TATE PROV:NC:AL AND FEDERAL DEVELOPENT 

PROJECTS, TRAIN iMLEMENTING ?GENCY PERSONNEL AND INSTITJTE MODEL 

FINANCIAL AND PERFO.IANCE MANAGEMENT SYSTEMS. 

The weakest Link in Pakistan's anoroach to development administration 

exists at the project level. in interview after interview, both at the 

Feleral and Provincial level, by GOP and USAID professionals alike, the 

lack of qualified management and technical oersonnel was cited as a
 

direct cause of the following problems: 

Delay in project initiation 

Lack of scheJuling and poor estimation of resource requirements 
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Failure to prepare and submit donor-required withdrawal forms 

Inadequate construction specifications
 

Shoddy construction
 

Poor field monitoring and supervision
 

Filling this void should be a top priority for the Government of 

Pakistan. The value of all other investments-in computers, management
 

systems, financial standards, erc. - will be diminished unless a 

foundation of effective, accountable project management is established. 

The solution is more and better qualified public servants and only the 

national government has the resources and broad perspective to resolve 

this problem. ELsewhere in this report, it is recommended that the 

United States Agency for international Development (USA:D) develop 

microcompater software specificalLy dedicated to improved projert 

management. Such a resource will be an invaluable too!, =rovided there 

are qualified project managers available to utilize the software and 

benefit from its capabilities. 

To address this problem, it is recommended that a professional 

classification of Project Manager be created at Grade Level 17/18. The 

individuals recruited for this position should be exoerienced 

professionals from a variety of educational and technical backgrounds, 

including civil engineering, planning, general management, economics, 
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architecture, etc. Their specific functions woutd include:
 

* initiating project activity and establishing administrative schedu Les
 

* recruiting and interviewing candidates for project staff positions
 

modifying standard tender documents to meet specific project
 

object ives
 

training implementing agency staff on the preparation of w[ihdrasaL
 

forms and other internal, manual reports
 

LnstalLing mode. rje:t manazement sofr da:e on projezt-Level 

mLc:oconICters a!'ntraining staff 0c its 'se 

coordinatLnc with the financial aivso.es concernina the ELo' an.
 

deposit of project funds
 

• follow-up 4ith technical assistance, as required.
 

With a staff of 20 pcofessionals, each assig:ed to a project for a fo)r
 

to six month per iod, it would bt possible to service the management needs
 

of 50 to 60 projects each year.
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Financing such an arrangement would necessitate an initial appropriation 

by the GOP but the direct cost of on-site assistance would be charged to 

the budget of the project to which the service was provided. The fee for 

this effort could be strictly on a cost reimbursement basis or include an 

additional sum to cover the admintstrative expenses of the central 

government. 

AdminstrativeLy, this function should be assigned to the Planning 

Development Division. The Projects Wing's charter could be expanded to 

encompass this activity, provided that it does not compromise the 

independence of its monitoring operations. 
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SECTION 2
 

RECOMMENDATIONS FOR ACTION BY THE DIRECTOR OF USAID'S MISSION TO THE
 

GOVERNMENT OF PAKISTAN
 

This section contains eight recommendations for USAID consideration, as 

folltows:
 

I. 	 Invest in a Long-term project Leading to the preparation and
 

impLementation of a systems plan which the GOP can utilize as a
 

hardware/software acquisition and systems development guide.
 

2saoish poject .3-sL n jec :e3,e3 p :o2 es and o t uv.s 

romote cLoser GOiP,,SA D s -temsalignment a.d eli7'inate ea:s 1n 

project approval. 

3. 	 Work with the GO? co establisi flexible financing mechanisms ani 

budgetary managment, procedures whLch highligbt donor assLsted 

projects. 

4. 	 Effectively utilize exis7-ng proje:t manaement, monitoring aid 

financial control resou-r.ces. 

5. 	 Dedicate much moe staff ti;ne to project management an;v monitor-ing, 

ca • of i.n.eLying Einancil documents Which Je:i:tciuarLj tnne 


actual cesource commLtmets.
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6. 	 Establish MissLon-wide policies and procedures for the provision of
 

microcomputers to GOP implementing agencies.
 

7. 	 Acquire the managment and technical expertise needed to develop and
 

disseminate a standard project management approach, inclurLng micro
 

computer software, which: a) responds to both USAID and GO? needs
 

and b) promotes alignment at the lowest common point of interest in
 

the USAID/GOP relationship.
 

3. 	 Encourage and, if appropriate, provide financial support for a short
 

term project to help the GO? redesign the basic project budget/cost
 

estim-ation, inds release an- :ecortina forms.
 

w	 -
These recommenia-Lons wLLL promote much close- coordination oet een ne
 

jSA:D and the -OP To a Large extent they propose a redirection of
 

existing resources and/or the azlication Df accepted .princLLes rather
 

than the introduction of ne4 and ;ntested metnodologies. The enphasis on
 

practical, operation considerations is intended to encourage acceptance 

ind timely implementation by existing Mission personnel. 

Most of the recommended actions envisa.e much greater interchanges 

between USAID staff and their ,O.? counteuparts. Coordination is very 

time consuming and labor intensive. The staffing level of the Mission 

will need to be reviewed to determine if the type of joint ventire 

approach implicit in the cecommendations can be accomodated. 
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Another principal objective of the recommendations is the establishment 

of mechanisms which unify the entire portfolio. The terms of consistent
 

project management information sharing, transferability of skills and
 

the recommendations.institutionalization of lessons learned cut across 

Leadershnip from the Mission Director and staff offices is essential to 

the attainment of these objectives. 

Several system development investments are also suggested. USAID's
 

Leadership is required. to 'seL" the other donors on the concept of 

systems planning as an alternative to uncoordinated computerization. Not 

only wi this pLanning exercise increase the value f hID's inestments 

in project management systems but it will allso crovide the vehLcle fDr 

i-p-,oved systems alignment within the GOP's management str.uzture itself. 

i. INVEST IN A LONG-TERM PROJECT LEADING TO THE PREPkRATION _ND 

IMPLEMENTATION OF A SYSTEMS PLAN WHICH THE GOP CAN UTILIZE AS A 

HARDWARE/SOF'rARE ACQUISITION AND SYSTEMS DEVELOPMENT GUIDE.
 

The single most important recommendation arising from this diagnostic 

review of GOP and USAID project budgeting, monitoring and management 

procedures is for the Ministry of Planning, Finance and Economic Affairs
 

to prepare a systems plan based upon a comprehensive definition of
 

func.ionaL requirements, transaction volumes, technologies available, 

resource requirements and implementation timeframes. Support for this 
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effort, by USAID and other donors, is essential. Should the GOP approach
 

planning and management systems implementations in an unplanned, ad hoc,
 

disjointed and uncoordinated fashion (as present trends would suggest),
 

donor and GOP analysts alike will be unable to accurately determine the
 

financial and performance status of deveLopment projects.
 

The systems planning project is the vehicle by which the issues of
 

misalignment: L) within GOP planning, budgeting and management systems
 

and 2) between these GOP systems and USAID's own processes, can be most
 

effectively addressel. Ex:hLbit 5, depicts the relationship of this 

systems planning effort to the two ot.,er short-term management analysis 

projects recommenle2 for finsing and technical support. 

The Systems PLanning & Coo.rdLna:Lon project will entail a mntmam ti:ne 

commi~ment of two years and co-Ld cost over $L.5 million to ccmplete. 
o 6hhh Los3s ee,: rbL ShoL - a:* - ' 1a -dn t J D o 

Zhe cost of ts eLor sho be s...a.e among the major donors. USA:D's 

annual share of the costs would be abo-ut S200,000. The GO? should 

orovide a cash match and of course, direct the technical consultants. 

The donors' contribution shotd be coordinated through the ImpLementation 

Task Force, hea ed by the 14orld Bank. A Project CoocdLnat)c shouLd be 

.etaLne by. the -as', _rn sac- at Mti;stry.Force .jroviLed4ffice t-e 

a single Computer Cell is established, as vecommended, these
 

=:ofess:.onals snouL!d olav an active roLe in the development of systems 

Lans and help to det:mine priority actions. 
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Annex I contains a description of the systems planning project which
 

identifies the resources required to support impLementation and outlines
 

the general scope of work for such a project. 
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2 

EXHIBIT 5
 

Financial Systems Coordination and Management Development Projects
 

IL Systems Planning & Coordination
 
24 to 30 Months (L/36-7/83) 

-- ImpLemen.tation Task Force 


Project Budgeting Reporting
Project Management & 
AccountibLLitv Systems Monitoring Procedures #3 

LS months (L/36-7/37)12-L6 months (3/36-7/37 

GOP: PLanning, Finance &
 - US.. - Affairs_____________________EconomiLc 

Pcoject Components, TLmeframes and Lead Agency Designations
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2. 	 ESTABLISH PROJECT DESIGN OBJECTIVES, PROCEDURES AND OUTPUTS WHICH
 

PROMOTE CLOSER GOP/USAID SYSTEMS ALIGNMENT AND ELIMINATE DELAYS IN
 

PROJECT APPROVAL
 

One of 	the findings of this diagnostic review of systems alignment" issues
 

was that the Lack of understanding, on the part of both USAID and the GOP,
 

of imoortant features of each other's operating procedures was a principal
 

cause of delay in project initiation and implementation. To assure that
 

there is no repetition of these delays the following actions are recommended:
 

a. 	 Involvement and commitment by tne "appcop:Late" GOP officials at aLL
 

stares of o.oject desln.
 

b. 	 joint and conc'jr:ent USA:D/GOP oreparation of the Project Paper aid 

th e ?-. 

c. 	 Expenditure projectL)ns based on more realistic assessments of the
 

time needed to satisfy GOP and USAID requirements.
 

Development of a USAID to GOP "budget crosswalk".
 

These steps wLL necessitate a gCeater time commitment and more direct
 

involvement by USA:D parsonneL throughout the project design period.
 

AdditionaL time may also be neZ:ssarv to coocJLnate with GOP pe.-sonnel ai 

assu-'e a meeting of the minds concerning ke" aspects of the project. Th Ls 

"joint venture" approach is vital to the success of tne Mission's portfo;iL. 
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a. Commitment by appropriate GOP officials
 

In some cases, delays in project implementation were traced to a tactical 

error during the design stage i.e. key GOP personnel were not involved in 

the review process and therefore did not give their formal endorsement to 

the project. Without lownership" on the part of senior officials in 

LmpLementing agencies, there is LittLe LLkelihood of success. Frequent 

brLefinas for the highest Level in the GO? implementLng agency must 

become a standard procedure. At the outset of the design stage a List of
 

the key actors should be prepared and a meeting schedule developed to 

assure opportunity for input, review and approval. If a project involves 

FederaL/Provincial coordijnation the approval :f all key items in the 

pr'oject approach and financing pLan should be specifically appro !ez an

incorporated within tne PC-I and annual AD? and B.get submissions. 

b. PC-I as Output from Project Design 

M4uch of the frustration expressed by USAID concerning Lmplementation 

delay has been attributed to the PC-I revieew and approval procedure. 

This extramely detailed and time-consuming procedure was often initiated 

after compLetion of Poject Papers and, sometimes, even after joint 

signatory approvals on the Project Agreement had been secured. Through 

World Bank funding the GP is revieding the fEor:nat and processing of 

PC-I's. While there may be some improvement in this process by L937, 

Zhe-'e is no doubt that eta iled, intensive review of projects will remain 
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a GOP priority. Host country officials, while open to change,
 

nonetheless state, with conviction, the premise that Pakistan can not 

afford to initiate risky projects or commit itself to unknown, future
 

recurring costs. 

Accordingly, it is recommended 4hat project design teams produce a 

project-specific PC-I as an interim product in the development of the 

Project Paper. Since project design wiLL be a joint (GOP/USAID) venture 

this procedure should be relatively easy to follow. A word of caution:
 

The PC-I does not accommodate cost estimates rounded to the nearest 

S250,000 Level. Budget estimates cannot be prepared as the concluding
 

chapter to a process heavily weighted in favo" of narrative exposition 

(as USA:D's P?'s tend to be) bu-, rather, must flow from a detailed 

o-tline, such as tnie "Log framel and respond to the GOP's perceived needs 

for cost detaiL, if such a process is utilized, even serial Jevelonmen: 

and approval of the ?ioject Paper and ?C-I wiL not produce the delays 

and frustration which characterized prior design efforts. 

c. More Realistic Expenditure Estimates 

Pressure to obligate, commit and disburse USAID project funds seems to 

produce overly optimistic expendijtue projections and create a level of 

exoectation which, when unmet, is sometimes attributed to lGOP 

implementation delays'. The experience gained by USAID personnel over 

the Last three years, and the adaption of recommendations contained in 
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this report, should encourage more realistic financial programming. The
 

specific recommendations dealing with the mendatory preparation of
 

quarterly estimates and their inclusion within the Mission Accounting and
 

Control System will also assist the Directror to monitor progress against
 

a consistent data base.
 

d. Development of a USAID to GOP "Budget Matrix"
 

One of the fundamental requirements foL effectiyely aligning USAID/GOP
 

budgetary systems is the establishment of a common financial frame of 

reference. Such a framework will permit USAID Project Officers: a) to
 

identify the specific GOP appropriations which have been authorized fEr
 

eac:' Croject and b, to relate these expenzitu:'e p-cojec -[ons to similar
 

USAID project cost categories contained in the Project GLant Agreemen:.
 

Subsequently, actual expenditures by GOP implementing agencies could be
 

ientified and compared to data reported tO USAID.
 

The GOP has a uniform chart of accounts which identifies costs according 

to the following classifications: Object - Function - DiVision/Department. 

This hierarchiaL structure is used for GOP budgeting, accounting and
 

reporting pur-poses.
 

AID's PLoject r7ant Agreement (?roAg) contains the financiaL commitments
 

for both the United States Government and the Government of Pakistan.
 

The costs figures reflected in this document are at a fairly nigh leveL
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of aggregation. Significantly, neither the USAID nor GOP budget figures
 

contained in Annex I of the ProAg correspond to the GOP's Uniform Chart
 

of Accounts by which actual expenditures will be recorded. When the
 

its own uniform
Government of Pakistan converts the project budget to 


accounting structure, the ProAg figures Lose their reliability as a
 

reference point for project management, monitoring and cost reporting.
 

in fact, the review and approval by USAID project officers of Quarterly
 

Financial Reports based on activity budget classifications not actually
 

employed for the GOP's own appropriation control proposes, represents a
 

significant project management and accountability issue. Currently, it
 

is not possible to relate reported expenditures (per USA!D's quarterly 

nan:L.. cecort form) to a"tual ezxenditure 4ata from the GO?'s own cost 

.

eporting syste s. While subsezuent audits may verify that USAID fnds 

we.:e properly spent, the expenditure data, as currently reported, cannot 

be utilized 3s a performance monitoring resource by USAID project 

officers.
 

Exhibit 6 is a 43udget Matrix', consisting of the Activity Budget
 

Classification typically used by AID and the corresponding object
 

classification within the GOP's Chart of Accounts. It shoul be noted
 

that implementing agencies may exercise some discretion in the specific
 

line item within which funds are budgeted. But the principle that ruo-2e
 

cover for foreign ai and local counterpart must be budgeted within a
 

specific GOP budget/accounting classification applies to every
 

expenditure.
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The functional classification of costs within the GOP's budget structure 

provides an additional level of detail for project officers interested In 

tracking costs through the GOP budgeting/accounting control systems. For 

example, some of the detailed functions reflected in the GOP
 

appropriations structure include:
 

312 - Highways, Roads anJ Bridges 

326 - Anti-Malaria Programme 

385 - Geologic Survey 

424 - Mother and ChiLd Heal:n 

430 - Pop'uLation PLanning 

472 - Social Welfa:e M=_esJues 

517 - Focest-rY
 

523 - Canal irrigation
 

563 - Integrated Rural Devel:)zLent ?.rogram 

For analytical purpose, Individual officers may find it useful to 

reference cost information at this Level, rather than by object of 

expenditare. At whatever level selected, project officers can review 

budget jata in the GOP's Demands for Grants aniJ Appropriations doc-ument. 
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Either when the Project Paper is final ized or the Project Agreement 

signed, a project - specific 'Budget Matrix* should be developed by the 

assigned project officer. This will necessitate close coordination
 

between USA:D personnel and the technical staff/financial advisors of the
 

GO? implementing agency. The benefits of this approach include:
 

creating a mutual understanding, in financial terms, of the 

implementation approach to be followed; 

- opening Lines of communication from USAID to the technical and 

financial counterparts within the GOP; 

- developing file documentation which a) promotes administrative 

continuity and b) prouvides a cross-reference to ?roject
 

'.,.C e . :-,-?-_=i - e 's.
M s t n 

From :t[e t=-e will be necessary to amend the MATR:X consiszent=o it 

with artua 'even Changes cace and scone of L-moLementation b.yts. in the 


GO? line acenzies should be reflected in this amended version. At a
 

minimum, this working document should be updated annually and used as the 

basis for USA:D sponsored discussions on implementatLon pcorocess. 

3. 1WORK WIT*,::.. GO? TO ESABLISH FLEX:BLE FINANCING , :ECH114,:SMS AND 

BUDGET-RY MANAGEMENT PROCEDURES WHICH HIGHLIGHT DONOR ASSISTED 

PROJECTS. 

USAID should estabLisn a DeveLopment Opoortunities F.un. witn the scecifi: 

objecti e of proviJding resources to directly finance actLvitLes not 
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originally inctuded in Project Papers or Pro Ags, but identified during
 

the implementation period as essential to project progress . In the 

Pakistan context of strict interpretation of the PC-I and resource 

constraints it is very difficult to make mid-course corrections. 

Amendments to the Pro Ags, without corresponding amendment to the PC-I 

itself, have no practical effect. By creating a flexible fund to
 

supplement the budget of approved projects, the need for contractual 

amendments and renegotiation of project scope 4L11 be g:eatly redicel. 

On the GOP side a comparable funding facility will be needed. The GOP 

would need to capitalize the fund with a nominal appropriation of two 

million rupees, recognizing that all disbirsenents witL be recovere- from 

USAID and subse:uent'y credized to the F-n. 

.:ons-L-atL'zn w[ih ::_a GO? rit! be necessary to minimize procedu- al 

obstacles. For examp e, an accounting mechanism needs to be esta 0biZned 

so that receipts a:e r7ecorded centrally and then -e-grlanted to a: 

executing agency for disoursement. Authority to administer such a fund 

includes responsibility for maintaining the accounting records for all 

transactions. The actual cost of providing the accounting services 

should be an eligible cost to tne Development Opportunities Find, based 

upon an agreed rate mer transaction. 

Cne other procedural, perhaps even cons-itiJ:1onaL, obstacle relates .o 

the capacity of the implementing agency to recieve and disburse fjnds in 
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excess of appropriation Levels. The Finance Division, Accountant
 

General Pakistan Revenue and the Auditor General should be reguested to
 

define the reguirements for such arrangements so that this obstacle does
 

not affect the flow of funds.
 

PreviousLy it was recommended that the GOP modify their budget structure
 

,o facilitate foreign assisted project monitoring, accounting, management
 

and reporting. Donor-specific 'DEMANDS" wilt enable the GOP to identify
 

problem projects and provide the technical and financial assistance
 

needed to put the project back on schedilie. Implementation of this
 

recommendation by the GOP could take several months. As an interim
 

measure, a system of sub-releases could be initiated. Externally
 

financed projezts cou.d be provLded with a specific earmark -itnin a 

release. The Finance Advisor would be required to allocate those
 

earmarked funds to the account of the specified project. This
 

operational procedure would, at a minimum, assure that resources were 

available for project purposes.
 

Once a sub-release system is initiated a common foundation for financial
 

accounting and expenditure reporting will have been constructed. Project
 

officers will be able to monitor both financial and performance statls
 

when conducting field visits. This is a considerable improvement over
 

current Procedures.
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4. 	 UTILIZE EXISTING PROJECT MANAGEMENT, MONITORING AND FINANCIAL
 

CONTROL RESOURCES. 

AL an operational Level, closer USAID/GOP and development project 

coordination could be promoted by effective utilization of AID's internal 

documents and management systems. Specific recommendations in this
 

section relate to: 

a. 	 Expansion and standardization of USAMD budget categories 

b. 	 Use of the Project Agreement for management systems development 

c. 	 Utilization of MACS for improved financial forecasting and monitoring 

d. 	 Communication of project management principles in Project 

Imp Lemen tatL on Leter s. 

esponsziity for i7=leentatiDn of these recommenjazions sho-'.d oe 

ass:Lned to the Project Development & Monitoring OfiCe with inuJt from 

RA, FM & PRO. Each of the four re=omm endat'ons is discussef beloq. 

a. 	 Expand and Standardize USA!D B.'dcet CategorLes 

The budget cateLories in the project grant agreement should communicate 

the major purposes to be served by the indicated Level of expenditure. 

Both USAID and GOP officials sihuld be able to analyze these cost 

projections and understand tne thrust and potential impact of deveLOpment
 

expenditjres. The current budaget categories a:e much too broad to serve 
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this end. Perhaps in other country settings where lines of 

communication, system Linkages, institutional relationships and mutujality 

of development purpose are firmly established, these broad categories may 

be appropriate. In the context of USAID's program in Pakistan, however, 

it may be necessary to sac:ifice internal financial fLxibility in favor 

of somewhat narrower, but more clearly articulated financial objectives. 

Exhibit 7, is one example of a more detailed categorization of 

expenditures. This is not a final or complete listing, more analysis is 

necessary and consensus among prior officers will take time. In fact tne 

RL offers a strong argument against including broader categories in the 

Pro Ag., suggesting insteal that the most appropriate way to commnLcate 

m.re detaiLed information is through a Ptoject Implementation Letter. BY 

,,;na-eve" means communkcated, the r-inciple that these budger categories 

ms tr:m a GO?,'USA:D Linkage, should oe the primafy rationale foc 

de-:e omet of a more expans ive final ist and a consistent number ing 

scheme. This Latter featu.re will ficLLi:ate retr'ievaL from the data base 

and provide the Mission Director with useful summary Level cost 

information which cuts across the enti.ce portfolio. 

b. Use the Pro Ag. to FosteL Communication and Project Management. 

Some extremely useful, but seeminlgly overlooked, administratLve 

princLpLes are articilated in tne Project Agreement document itself. BY 

creatively applying the following standard provisions of :he ?Lo Ag. 
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Exhibit 7
 

EXPANDED LIST OF BUDGCT ELEMENTS
 

L. Current List of -ETementb"
 

Based on a review of a seLected sampLe of Project Papers, Project
 

Agreements and MACS-generated Project Ledgers, the forLowing is a typicaL
 

List of budget eLements:
 

TechnlicaL Assistance
 

TaLtntfn
 

Commod [t L es
 

0.--e:
 

Cor, t ngencv 

CiviL Wo-ks
 

2. Suggested Modifcat.ions and Standardized Numbering
 

01 Project Management & Support
 
02 Technical Expterts
 

03 in-Coun try 7::ii ng
 
04 Other Train ing
 
05 Computer TecnnoLogy
 
06 Veh icles
 

07 Commod[ tes
 
03 Constcuc:ion Ma ter LaLs
 

09 Cons t 'JtinE ILOneflt
[ 

10 GeneraL Admin istration
 
LI contingenc" Reserve
 
12 MlocelLaneD.-s
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USAID could encourage project officers to become more oriented toward 

project management and encourage GOP implementing agencies to institute
 

improved financial and management control procedures: 

1. Incremental nature of project (Section 2.2)
 

2. Grantee resources for the pcoject (Section 3.2) 

3. Conditions precedent (Article 4) 

4. Project evaluation (Section 5.1) 

5. Disbursement for foreign exchange costs (Section 8.1) 

6. P:oject outputs (Annex .) 

7. implementation clan (Ann-x 1) 

8. PLoject impLementatton !etters (Annex 2, Article A) 

9. Consultation (Annex 2, section 3.1) 

L0. Execution of project (Annex 2, section 3.2) 

Building positive linkages thro.,gh application of the Pro Ag's standard 

provisions should not be pe.ce ived as an extension of USAID's supe-visory 

authority into the management domain reserved to the GOP. Each of the 

recommended procedures serves USAID/GOP mutal interests to institute 

more effective project related communication, cooL'dinat ion and management 

procedur-es. 
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I. Incremental Nature of Project
 

The basic Language of section 2.2 (b) that 'AID, based upon consultation
 

with the grantee, may specify in project implementation letters
 

appropriate time periods for the utilization of funds granted by AID 

under each individual increment of assistance' creates an opportunity to 

encourage the development and use of project management tools appropriate
 

to the individual project. 

At a minimum project officers could work closely with implementing agency 

staff to develop project milestones for the succeeding year. This need 

not be an elaborate network aPproach (e.g. PERT, CPM) but rather a simple 

SANT chart indicating elapsej time and anticicated expenditures. From 

chis chart it s-ouid be a retativety simple s:ep to calcuLat e quarterLy 

expne-;Ltures for in,usion within MkCS. 

2. Gantee Reso,':ces for the Project 

Identifying amounts appropriated as either rupee cover (funds provided by 

the GOP for which USAID reimbursement is planned) or rupee counterpart 

(the GOP's share of project costs; either new appropriations or in-kind 

contributions) is a difficult exercise. With the cooperation of 

implementing agency personneL. in response to the authority of the 

Project Agreement, L: should be possible to request from GO? implementing 

agencies a certification of appropriation Levels. If advance expenditure 
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programming is implemented by the GOP these figures should be available
 

for each quarter of the project year (recognizing that the mis-match of 

GOP and US fiscal years makes an exact alignment impossible). 

3. Conditions Precedent 

CP's should be outputs of the management planning phase suggested in 

(above) and/or derived from improved Project Paper/PC-I coordination, not 

arbitary deadlines proposed out of context. 

4. Project Evaluation 

Under the author ity of this section a monitoring plan should be developed 

and reviewed with the GOP. To date, as PDM points out, there has not 

been sufficient activity in many projects to warrant monitoring, other 

than through field otservations. Now, however, as the portfolio matures, 

project specific monitoring plans, consistent with the Mission's
 

monitoring strategy, should be prepared.
 

5. Disbursement for Foreign Exchange Costs 

To the greatest possible extent, consistent with the overall objecti,:e of
 

creating a sense of project "ownership" within GOP agencies, USAID should 

encourage direct procurement by the GOP iith subsequent reimbursement by 

USAID. Past reviews of GOP systems problems have indicated problems in 

this area, although USAID itself had no direct, adverse experience from 

poor procurement administration.
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6. Project Outputs 

Project officers should develop the relationship of time, expenditure, 

outputs and beneficiaries for each :project during the planning phase (L, 

above). Interim outputs should Se developed to facilitate monitoring. 

While some may suggest that the coal mine is the single project output, 

it should be possible to create interim progress and accomplishment 

indicators. These output projections will greatly facilitate subsequent 

monitoring and evaluation efforts. 

7. I-no.ementation Plan 

Based on tne "illstrative impLementation plan' conitained in most Project 

Agreements, more detailed plans could be prepared and used to monitor 

project progress. impLementa:Ion plans could serve as one of the 

reference documents for monitoring by project officers. At a minimum, a 

detailed List of steps should be prepared and the starting and ending 

dates provided for each. 

8. Project Implementation Letters 

PILs are identified as the principal means of clarifying statements 

expressed in the Project Agceemen:. Generally, these have been 

administrative confirmations and certification that :?s nave been 

sat sfied. A more management oriented uiLLzation of PTS is Jescribed 

Later in this section. 
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9. 	Consultation
 

This gene-.aL covenant to 'meet and exchange views cn matters of mutual 

interest" could perhaps be utilized on a scheduLed basis to promote 

cohesiveness across the entire pocfolio. One possibility would be to 

organize a "projects week' and hold plenary sessions for all USAID/GOP 

"project managers at which time overaLL impLementation and coordination 

issues could be discussed. IndivLdual project problems could be resolved 

by 	meetings held over a two-day period. The primary objective is to 

convey the integrity of the entire portfolo as opposei to a tcaditLonal 

foc,.s on its constituent parts. 

LO. 	 ExecutLon of the ?P'oject 

Tnis gene.aL expression of "due diligence and ef'Lciency, in conf~cmn.tv 

with sound technicaL, finaniaL, and management pcaztLces" will be 

actuaLized through the development of a standa:idLzed p.oject management 

system, including an improved financLaL/perfocmance repocting form. 

-, 	 UlLize the Financial FocecastLng CapobLLitv of tie MLssion 

Accounting & Control System (MACS) 

The 	 Mission Accounting and Cont-ro! System (MACS) has an extremely 

trackLng which not fiJ ti ze-

protjet) ofLecs. MACS reo.'- numers ?IDA an ?:)3 comp)Be acti t.o 

effec: ive finanzLal cool is o fLy iLL by 
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planned expenditures for fiscal year and quarter. The latter, Planned 

Versus Actual Expenditures By Quarter (PIOB) wilt track each cost element 

for the four quarters of the fiscal year. For the system to function, 

however, each project officer must pro-'ide realistic expenditure 

estimates against which actual disbursements can be compared. 

With the introduction of advance programming and expenditure monitoring 

by the GOP, both USAID direct expenditures and GOP rupee costs will De 

readily identified. Although expenditure rates. are imprecise proxy 

measures for performance, they do provide one of the key indicators for 

pcogress monitoring. At some point it may be useful to either a) devebop 

a compLementacy set of su:-oroject numbers for GO expenditre 

track in, 'no tLe directly to tne Mission's accounting data base), b) 

write a specLa. 30ooL program dhich can t.ack and repoct these costs. 

While eac. proje:t ffice wil benefi" from this forecasting and t.ackin9 

system, the most important purpose is to provide Mission management with 

consistent progress-oriented data applicable to the entire portfoli). 

Although a number of useful reports are generated by MACS, none will as 

readily indicate implementation problems as those which reflect the pace 

and trend of exoendi jres. 

Finally, a word of caution about the use of micro computecs to create 

aLternative data bases to MACS. Tnere appears to be a tendency to -Ie 

LotJ.s L-2-3 and M-ulti-Mate as financial :racking tools for individual 
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projects and/oL offices. Within established parameters this is
 

commendaule. 2ut the general needs of the Mission for consistent,
 

reliable, accurate and "sharableo data must take precedence ovei any
 

specialized applications. MACS is a new and evolving resource which must
 

serve as the foundation of the Fission's information management
 

strategy. This principle needs to circulated via a Mission Notice.
 

d. 	Use Project Implemen.tation Letters to Communicate Project Management
 

Principles
 

Project implementation Letters (PILs) are used primarily as an official,
 

lecal commu.nication medium between USAID and the Economic Affairs
 

Division of the Government of Pa istan. In accord with the overall
 

thr-ust of these recommendations, i.e. to create a common USAID/GOP g-oun3
 

for 	project implementation, the PILs should also be employed to
 

co.-unicat project management standards, reporting procedures,
 

monitoring objectives, microcomputer policies, and other project-telated
 

information which reflects the Mission's efforts to assist the G:P Lo
 

implement projects more effectively.
 

Cut.rently PIL #1 sets out certain basic legal reguirements (signature
 

authority, CP deadlines, etc.).: It is recommended that PIL 12 be used to
 

communicate to both EAD and the implementing agency: a) the specific
 

management standards which apply to the project,b) the anticipated
 

monitoring schedule, c) the information exchange practices recommended
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for the project, d) technical assistance resource availaoility and e) 

r'epor t ing -e;i re-en ts. 

Suosequently, after the Mission has developed a microcomputer and 

software development policy a PIL could be used to communicate these 

principles and des-cribe the process for a joint USAID/GOP capacity
 

building effort. As other portfolio-wide policies are developed or if 

project specific management resources a:e available, the PIL should be 

used to maintain non-legal written lines of communication. 

5. DEDICkTE MUCH MORE STAFF TIME TO PROJECT MANAGEMENT AND MONITORING, 

PARTICJLARLY OF THE UNDERLYING GOP "MNCUSAID FINANCIAL DOCUMENTS 

There is no monitoring policy and, conse;uently, no monitoring system 

employed by tne USAID Mission in Palistan to review the financial and 

performance stazus of development projects being implemented by GOP's 

Federal and Provincial agencies. Site visits are conducted and, by 

intuition or experience, project officers manle a statuas determination. 

Best intentions notwithstanding, the margin for error in impressionistic 

monitoring approaches infinity.
 

To correct this deficiency and .ssure that monitoring findings can be 

utilized by tne Mission for improved management of the entire portfolio, 

the follo'ing actions are recommended: 

a) PDM will develop an overall monitoring strategy which defines USAID's
 

objectives and establishes a uniform framework within which
 

individual project/office monitoring plans can be accommodated.
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b) 	Each office will submit to PDM a checklist of typical programmatIc
 

concerns which will be reviewed during site monitoring visits.
 

c) 	A site monitoring checklist will be prepared by PDM, in consultation
 

with other offices (e.g. RLA, PRO, FE) which will identify the
 

specific financial, performance and compliance issues to be monito.ed
 

by USAID technical staff.
 

d) 	A standard trip report "table of contents' will be prepared by PDM 

and distributed to technical offices. Each monitoring visit will 

require the pr.epa.-ation of a trip report, a copy of which will be 

sent 	to PDM.
 

e) 	An annual project monitoring schedule will be prepared by PDM, in
 

consultations with technical offices, issied as an Office Notice.
 

will 	prepare an 


with specific attention to common, portfolio-wide issues. Based on
 

this review:: (i) a Pioject Implementation Letter could tie prepared
 

and issued to the GDP, or (ii)modifications to internal documents or
 

procedures could oe recommended.
 

f) 	Every six months, PD!-M analysis of monitoring rep)rts
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In addition to those steps the following monitoring/project management 

issues sho1ld De reviewed: 

a) 	 Pioject officers do not effectively utilize financial documents to 

monitor project status. 

b) 	 Structured implementation planning, which uses milestones and/or" 

comparable performance indicators, should be introduce3. 

c) 	 A finiancial!performance/output oriented 'reporting system should De 

developed and utilized for all projects. 

Each of these thzee issues is discosse5 below. If the Mission agrees to 

fund a special project management capacity building project, these 

m;atters could be assumed within the coverage of that project. 

a) 	 Use of financial documents 

Timely implementation of USAID-assisted projects depends on a number of 

budgetary cons iderat ions: 

1. 	 Has an appropriation atually been provided for the project? 

2. 	 Has counterpart funding been provided and, if in-kind, allocated 

to the specific objectives of the project? 

3. 	 kre funding commitments provided at the appropriate 

"function-cum-object' level?
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4. Is the schedule of expenditures consistent with the anticipated
 

timing of the project?
 

5. Do actual releases of funds by GOP's Finance Division covev the 

specific foreign assisted project?
 

6. hie expenditures actually made in the qua.'ter when funds were 

released?
 

7. 	 Aie actual disbursements/accruals, as tecorded on the accounting 

records of the implementing agency, used as tne basis for the 

preparation of financial reports to USAID? 

8. 	 Are figures reported to AID (using AID activity budget
 

categories) reconcilable to quarterly reports of expenditures
 

submitted to the Planning & Development Division?
 

9. 	 Ate unexpended releases carried forwar'd from quarter to quarter 

and, subse.uen tly, into the succeeiing budget? 

10. 	 Do Baency resoarce estimates (containing foreign aid projections 

by function) include the amounts projected in the ProAg and/ol 

the latest Project Implementation Letter? 

Through careful monitoring of relevant GOP budget and accounting 

documents, Pioject Officers will De better able to answer these questions 

and manage projects within their purview. To perform this task most 

efficiently, however, the Ptoje'ct Officers need to become aware of the
 

format and structure of the GDP's budgeting documents and regularly meet
 

with counterpart contacts to review the financial dimension of their
 

projects. This is not an auditing ot accounting system review, but
 

rather an effort to determine if the rate and pace of expenditures
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cot responds with observable physical progress. This relationship of 

financial tesoorce commitments and physical accomplishments is 

fundamental to any project management and monitoring system. 

!) Structoted Planning & Implementation Control Tools 

De'eloping management tools which assist Project Officers to: a) monitor 

activity and b) compare actual progress to anticipated results, at a 

specific point in time, should be considered by the Mission. The 

consultant's ievie4 did not identify the existence of such i resource, 

but the fact-finiinc did not encompass all aspects of USAID's internal 

procedures. The Pioject Management and Azcuntability Systems effort 

recommende4 later in this report could serve as the vehicle for 

introduJcing a for-mat, struct.red approach for monitoring and management. 

c) Project Repo- ts 

One of the observeJ weaknesses in the Mission's oversight of GOP 

projects is in the area of reporting. GOP project managers should be 

re~uired to submit quarterly financial/performance repotts according to a 

specified USAID format. For projects covered by Fixed Account 

Reimbursement Agreements, tnere is a financial .eimbursement form used by 

O/FM. This could serve as one of tie "building blocks" to an impro,'ed 

repL-t which deals with performance issues, as well. 

-59



Imp.oved monitoring and management cannot be accomnlished oy fiat, 

ImpLeient-ing staff under:stand principles utilizem-st the and the 

resources. Training project officersof in these areas sho.jld be 

Scnedzled by PDX and technical resoaurces assembled from AID/Washington, 

other Missions in Asia, oL outside contractors. 

6. ESTABLISH MISSION-4IDE POLICIES AND PROCEDURES FOR THE PROVISION OF 

MICROCOMPUTERS TO GOP IMPLEMENTING AGENCIES 

Tne current approach to project compterization is ad hoc, 

inconsistent and will tend to promote, not resolve, misalignment between 

U3AID and GOP management systems. Many PLoject Papers pcrovide 

Mic:ocoputer narcware soft-'areand assistance to impler.entin agencies 

and/or centralized reviewers in tne planning & Development Division. 

This trend wiLL carry over into tne post-87 program wnen, it is assumed, 

atl projects wil oe providei 4itn microcomputers. While this will 

certainly promote good will, it wilL, as certainly, prod ace bad resutts. 

The introduction of technolog', absent a specific USAID management 

ozjezive, will be unproductive, inefficient and expensive. It is 

estimated th'at the Mission will =.ovide near[y $2 mtillion in 

mi crocomputer nard;are, sft4-are and training assistance to implementing 

agenc;es. This level of investment clearly warrants a coordinated and 

strategic approacn.
 

One of the principal findings of the analysis of GOP systems was the 

fact that ncompa:[:3 lity cf cDmuj:er nardware/software between the 
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isoio. z[ ?' .nin , Fnance ai E:nY4,c .ffairs woull a) ma::e it 

impossible to ,anage information as a tangiule resource, b) reinforce 

existing barriers to policy coordination, and c) fragment the data base, 

:znto: to .he eszose ot,jeci:e of coo)dination ar,d in-e:5rtion. 

US-:D's cut'rent ncn-strategic approach to the provision of computer 

assistance appears neaJe for siimia t" conseouences. In addition, since
 

none of the offices recommending microcomputers have the technical
 

experience to assure proper uti|ization, each must rely upon outside
 

techn;cal speciatists to design and implement project-specific software.
 

U~nde. s52Z an -proac. there is little p-osoect for consistency between 

=p" ications, eConom7ies of scale in software development and/or on-going 

support to main--ain operations. 

ks soon as possi: ie tne Missicn _ rector'" shod5 take the following steps:
 

I. Dec a-e ra: rBm on
a a t)e provisizn of mictoco-.pte,'s an
 

5=tLO-a softwa.e to any =e7c, of the GOP,
 

2.~ Reest ean fic-e Chief to -:ea.,e. an inventor,: and status 

t-.eZ:. of existing, proposeJ -nd planned microcomzucer/softwa'e
 

asstsance effo.:s,
 

3. Con ene ..a meeting to revie these submissions and subseqjentt'
 

esta:Lish a coordinator (in PRO o, PD.) to oversee the
 

de-elopment and implementation of a Mission Order relative to
 

tne p:ov'isLon of comPutet assistance.
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The Mission Order is a key element in the recommended capacity building 

project. Until the Mission establishes a for atframework 'alignment' 

the project level any systems modification at the macro-level will have 

Limited impact. 

Microcomputers and associated software provided by USAID to GOP
 

i'mplementing agencies 
 must satisfy four criteria: 

- meets the new USAID reporting standards and also provides the 

basis for a) monitoring compliance with CP's and b) tracking 

performance against progress milestones;
 

- satisfies the quarterly project status 
 reporting requirements of 

the GOP; 

- serves the internal project management and oversight 

responsibilities of the implementing agencies, not merely the 

project manager; 

- promotes the long-range objective of standa:dized technology and 

software transferability between projects and institutions. 

These criteria are desicned promoteto much closer coordination between 

USA7ID and GO? at the project level. Idiosyncratic software - secrecated 

Dy Project, inconsistent with the implementing agency's own objectives, 

not even transferable to USAID's other projects - will produce a 

fragmented information management approach, the adverse effects of which 

will be felt throughout the duration AID's presence in Pakistan. 
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7. ACQUIRE MANAGEXENT & TECHNICAL EXPERTISE TO DEvELOP AND DISSEMIN.TE A 

STANDARD ?rOJECT MANAGEMENT AD --- UT ITY SYSTE 

Although this project should De imp,ementeJ by the Mission irrespective
 

of any other systems planning effort, there are considerable coordination
 

and co-mmunication factors which will arise if the GOP: 
a) endorses tie
 

concept of oveLal systems planning !and re:uests USAID financial
 

support), or b) undertakes the'development of single package of budget
 

input forms. 
 Should either or bcth of these occur USUID could
 

incorporate this project within the umore[la of the GOP systems planning
 

effort.
 

Annex ill, provides the scope of work and cost considerations f[r a short
 

term project, Project Mana ement and AzcountaoiIity Systems. Tne basic
 

thrust of the project is to establisn a uniform, model process which is
 

endorsed oy USAID and provided to GO? implementing agencies. Software is
 

one major element of this model system, but basic recordkeeping, project
 

review procedures, cost analysis techniques, etc. are also seen as part
 

of the package of management services to be provided.
 

There is general agreement that the GOP project manager requires a great
 

deal of 
support and technical assistance. Add the complications of
 

donor-imposed reporting requirements and 
project managers are faced with
 

a formidaole task. 
 USA!D could provide a very great ser-vice 'v
 

communicating management principles and using these 
as the basis for
 

developing skills training courses.
 

http:DISSEMIN.TE


Th-s mnaaement standards developed under this project will need to be 

com.-,nicate5 and the message reinforced on a Lec .ar basis if it is to 

have any effect. Project officers will need to become more technical 

assistance oriented and use the management standards to establisn a 

:,-on framework foi GOP/USAID ccordination. 

At the core of tnis recommended management systems coordination app:oach 

is t*e development of a standard microcompteL software pac; age which 

meets all of the criteria indicated for microcomputer software (6, 

z-ovz-. The software should not reouire users to know any commands in 

-ta base such as J-Bas_ [i,' no. snould it be simplified 

8templates* foi Lotis 1-2-3 ot other spreadsheet pac.;ages. Rathet it 

should oe a fixed sysem which provides assistance in responding to the 

USk:D management stan-ards.
 

"ndiv:i ua projects n,.ay also have a technical need for microcomputevs, 

e.g. for agricultural data collection o. monitoring itrigation stream 

flows. In the future, these should be built as adiitions to the basic 

package. For projects already using USAID-suppl'ied hardwave and softwaie 

the model system should be incorporated within this computer operation.
 

In the meantime, USAID should develop an 'Applications Library based on 

the functions being performed by computer at project sites and 

implementing agency. A concise description of the software's functional 
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characteristics should be submitte! and stored by the Mission. 
 All
 

future specialized software development efforts should be analyzed to 

determine if existing applications can be modified satisfyto the
 

identified 
 needs. This is a more practical and cost effective aporoach 

than assuming every is special andthat need unique, requiring outside 

technical expertise.
 

Annex III, indicates the techn.ical resources needed for the project. 

Initially a project coordinator should be retained 
to determine if 

software of this type is available (at project sites or through other 

USAID Missions).
 

Subsequently, assuming that modification or actual development will be 

needed unde. any cirzumstances, this individual will recruit specialists 

to assist in the development of appropriate software. 

5. COURAGE AND, IF APPROPRIATE, PROVIDE FINANCIAL SUPPORT FOR A SHORT 

TERM PROJECT TO HELP THE GOP REDESIGN ITS BASIC PROJECT BUDGET/COST
 

ESTIMATION, FUNDS RELEASE AND COST REPORTING FORMS. 

Several reconmendations for improved USAID/GOP foreign assisted project 

management systems alignment deal with the development of new GOP 

PeLformas. For example, a special project design anto integrated1 

pack.age of cost estimating forms has been recommended to the GOP as a
 

priority foL the 1987-88 fiscal year. Ptimary responsibility for this 
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effort rests with the 30P professional staff in the Ministy of Planning, 

Finance and Economic Afairs, but USAID can provide a valuable service by 

offering the foLLowLna technical resources:
 

- Access to the Mission's computet/word processing resources 

- Forms -zign specialists from USAID/Wasblington 

- Management systems analysts 

- O/FM accounting and financial management staff to assist the GOP 

Forms design requires an understanding of the information needs of the 

user as well as the information resources available to the agency 

generating the prescribed form. While USAID specialists could provide 

advice on the most approoriate format for data presentation the context 

and content of the data must be provided by GOP specialists.
 

Accordingly, it is specifically not recommended that USAID provide 
a team
 

of technical specialists to: a) interview GOP financial and planning 

staff and b) sibsequen6-Ly provide 'mock ups' of forms and instructions. 

F.om expe:ience, such an investment has little cnance of success. 

in addition to the recommended budget package pro)ect, new forms will 

also be necessary if the sub-release and/o" the EAD monitoring/reporting 

recommendations are adopted by the GOP. USAID should be willing to
 

provide specialized resources to these efforts, as well.
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I 

Objective: 


Tech.nicaL Incits: 


Annex 

Systems Planning & Coordination
 

To a) assist the Ministry of Planning, Finance and
 

Economic Affairs to develop a comprehensive plan for
 

automating an integrated project planning, budgeting,
 

reporting and monitoring information system and b)
 

provide guidance and direction to both USAID's
 

Project Management and Accountability Systems project
 

and the GOP's Project Budgeting, Reporting and
 

Monitorina Procedures effort.
 

A three-to-five person team of senior level management
 

systems consultants supplemented4, from time to time,
 

by bot-h USAID and GOP compiter specia[ists and systems
 

analysts. An ex-patriate consulting firm should
 

provide the core team and serve as overall
 

coordinator. This team will .prepare the System Plan
 

which should be completed ny June 1, L967. It may be
 

necessary, as a precondition to the next phase for the
 

GOP to acquire computer hardware, communication
 

software and/ot undertake a variety of site
 

preparation activities. Once this preparatory work is
 

completed, a series of sub-projects will be initiate-.
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The specialized skills needed to carry out this 

assignment include: 

I. 	 a project manager, public sector systems expeft who 

will serve as the overall project coordinator and 

report progress to the funding agencies. 

2. 	 management systems analysts/design specialists. 

3. 	 a computer hardware and data communications/network 

expert, with broad experience in both distributed 

data processing and multi-user operations. 

Cost Estimate: 
 This two year effort will cost approximately $1.5 

million, although the development of the basic plan 

itself, a six month effort, could be accomplished for 

about $300,000. 

Before any effort begins, the GOP should be provided 

with consulting support to prepare the detailed terms. 

of reference for the project. This process will take 

approximately 60 days and involve close contact with 

key officials and computer systems specialists from 

the Computer Bureau, Ministry Divisions of Planning, 

Finance & Economic Affairs and other government 

offices.
 

This cost could be approximately $25,000 for a two 

person/two month effort. 
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ANNEX II
 

Project 

Objective: 


Technical Inputs: 

Costs: 


Budgeting, Reporting and Monitoring Procedures 

To develcp a consistent set of budgeting/project 

development cost estimation forms for submission to 

the Ministry of Plannirig, Finance & Economic Affairs 

as part of an expanded Budget Cell. 

Specialists from each of the three Divisions of the 

Ministry as well as representatives from the AGPR and 

Auditor General would constitute the co.re team 

responsible for developing the forms. Consideration 

of data processing and overall systems planning 

activity will be needed. The data to be submitted in 

the ne4 "pack.a:,e' would be the primary annual addition 

to the data base. 

External donors may provide technical assistance, 

particularly as forms design specialists oL management 

systems analysts. 

The direct expense involved would be in staff 

committed to the project, witn some additional costs 

for travel and computer time utilization. 
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Annex III
 

Project Managevnent and Accountability Systems
 

Objective: To and USAIDcoordinate consolidate investments in 

microcomputer hardware, software, technical support 

and training for the purpose of designing a 

standardized package which a) promotes accountability, 

b) facilitates tracking/monitoring and c) integrates 

USAID/GOP management systems at the project 

impLementation level.
 

Technical Inuts: one Long-term project coordinatot/technical advisor, 

reporting to the Director and assigned 

administratively to either the Office of Program or 

the Office of Project Development and Monitoring, for 

a 12-16 month period, commencing in early 1986 to
 

define the system requirements, schedule the technical 

inputs, supervise project performance, and coordinate 

this effort with on-going wor.k on systems component 

identified in Annexes #L and #3. 

Three short term (TDY) project management information
 

system software design/development specialists, as
 

fo Ilows:
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I. AppI.ication Softwa.-e Assessment Soecialist: To
 

prepare the functional requirements fov the system
 

and determine the capability of "off the shelf"
 

packages to satisfy the established requirements.
 

The assessment should occur 
inJune, 1986 and
 

answer the fundamental 'make or buy" question foi
 

software development.
 

2. Software Developei: To eitheL: a) develop
 

'templates' for selected application software
 

packages or b) utilize a microcomputer-oriented
 

software development language (e.c. APL-plus,
 

Pascal), c) to develop project management
 

accountability software. 
This effort will occur in
 

October, November, Decemoer, 1986.
 

3. Software Documentation & Training Advisor: To work
 

with the system designers (e.g. long term advisor,
 

office chiefs, and project officers) and sQftware
 

developers to document the system, prepare a User's
 

Guide and conduct training seminars for both USAID
 

personnel and GOP project managers.
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Cost Estimate: Tne direct costs for long and short term 

advisors,traveL, on-site support and other Mission 

costs will be off-set by cost avoidance in the current 

portfolio and considerable savings in the post-87 

project plan. No *net cost" calculation has been 

developed. However, the following estimates should be 

used as the basis foL more detailed budget calucations: 

-Long Term Advisor S5000 - 6000/month 

.Software Assessment $7500 - (S250x30 days) 

-Software Developer $L3,500 - ($300x45 days) 

.Documentation $12,500 - (+ 3275x45 days) 
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