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are applied on real Jamaican projects. The PDRT found
this "action-training" approach to be a very effective teaching and training
model. The participants quickly learn, own and adapt the tools and techniques
because of their obvious relevance and applicability, and at the same time
projects are actually moved forward during the training period. 
 Thus, both
trainees and actual 
projects benefit from the action-training approach. Based
 
on the training experience of two years, the team strongly recommends this
approach in other countries where project management training is attempted.
From the trainees viewpoint, it is an exciting, but demanding approach to
training and it isquickly accepted because it helps 
to speed up the actual
development project implementation process. 
 This is the crux of the develop­
ment effort,in developing countries.
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to anyone interested in developing and using training materials 
on project
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the actual and illustrative working documents that can be applied to
other projects. 
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of Agriculture, particularly those in the Production Unit, who have sup­ported and assisted in this training effort. 
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Officers of USAID and the Director of Projects Division (now PAMCO),
Ministry of Finance, have encouraged the team to prepare and formalize
these and other training materials so they can be used by other resource
persons who are given the responsibility of training project management
personnel in various segments of the government and in the private sector.
Last, but by no means 
least, is the Secretarial Staff of PAMCO who worked
diligently through man, drafts to put the material in publishable form.
Without the assistance and encouragement of all the persons mentioned
above, the publication of t~;is material would not have been oossible.
 

We sincerely hooe that the material will be useful to all 
Pro.ject
Manaqers. The Project Implementation Planning Steps introduced here,
have broad applicability and can be used and adapted by officials on pro­jects that are faced with the complex problems that surround project manage­
ment.
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FOREWORD
 

Introduction
 

One of the greatest challenges of this decade will be the effective
 
management of increasingly scarce national 
resources to meet development

objectives. As discrete sets of activities utilizing limited resources to

achieve specified objectives within a definite time frame, projects are

basic building blooks for the development programmes of nations and lending

agencies. If projects are to be realistically designed and successfully

implemented, there must be a national capability and commitment to manage

and control financial, physical and human resources so their contributions
 
are channelled toward the aims of their parent organizations and societies.
 
A critical test of national maturity is the capability to plan for and
 
effectively manage the use of resources through projects.
 

The Project Planning and Management Series presents practical approaches,

tools and techniques for the formulation and implementation of sound projects.

The series consists of a set of manuals on planning, planning for implementa­
tion and management along with associated modules explaining specific tools

and techniques relevant to various functions of project development. The
 
series can 
be used as a reference and guide for persons with responsibilities
 
on "live" projects. It is also of interest as a text for persons studying

project planning and management. All concepts, approaches, tools and
 
techniques presented have practical relevance to projects and many have
 
broader management applications as well.
 

The Project Planning and Management Seriesis based upon experience

gained through the extensive use of action-training for project development.

The objectives of the-project were to (1)increase the flow of development

projects, while (2) increasing Jamaican capabilities in planning and managing

projects. The "action-training" approach was introduced and tested through

the activities of the PDRT which was instituted by the project.
 

Action-Training
 

Action-training is carried out within the organizational setting of
the participants and uses 
"live" projects so that the workshops are strongly

oriented to operational problem-solving within thecontext of actual forces
and resources of the situations in which projects must succeed. Action­
training is 
a ,ractical response to the pressures of a developing society

where scarce management skills do not permit the release of persons from

organizational responsibilities to attend long traditional training courses.
 

The PDRT action-training programme brings teams and persons assigned

to live projects and with actual responsibilities into workshops, seminars
 
and consultations and gives them the specific knowledge, guidance and skills

required to perform their assignments. In this way, projects are developed

and moved forward while project personnel are being trained in relevant
 
aspects of planning, analysis and management of both immediate and future
 
benefit for the individual and the organization.
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Action-training on projects utilizes the immediate application of
approaches, tools and techniques on "live" projects to ensure that:
 

(1) 	the sponsoring organization and the nation benefit through

observable project progress;
 

(2) 	the training isoperational and relevant within the real
(organizational context;
 

(3) 	the participants have understood the concepts, tools and
techniques well enough to apply them in actual situations; and
 
(4) 	the participants benefit by mastering new skills and 
are
rewarded by promoting project progress.
 

Action-training is best instituted where it supports rational and
co-ordinated systems of project development, i.e., 
planning, implementation,
monitoring and decision-making. 
Different groups of persons have-respon­sibility for the various aspects of a project throughout its life. 
 Some
persons identify projects, others plan and prepare'feasibility studies;
others appraise; others select; others negotiate loans; others manage
contracts and consultants; others manage; others monitor and so on.
 

Action-training is used to give persons and teams the specific knowledge
and skills necessary to understand their responsibilities within the total
project system and to be able to perform their roles effectively. 
It
focusses specifically on what persons need to know to do their jobs and
reinforces their understanding by testing the application of new skills on
live projects.
 

An action-training workshop generally follows a simple formula for each
topic and technique introduced. An introductory presentation is followed by
a simple exercise 
to illustrate the concept and demonstrate its application.
This 	is then followed by a 
work period during which participants work on
actual assignments on live projects in consultation with the PDRT.
application to 	 The
live projects reinforces the learning, permits an 
in-depth
exploration of its applicability, tests relevance for this situation, and
permits adaptation to 
fit the actual context, assignment, and experience of
the participants. 
The live projects are not simulations, but actual under­takings of the respective organizations of the participants and represent
assignments which are 
integrated into their normal duties. 
necessary to follow a 	
It is usually
workshop with site and field consultation to see that
assignments are completed and that the tools are being used for project
development and problem-solving.
 

PDRT carries out action-training in several ways:
 

(1) 	Project Workshops conducted over several weeks, which
result in the completion of a specific stage of project
documentation or development; such as a completed Project
Profile, Implementation Plan or Management Information
 
System,
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(2) 	 Consultation Workshops lasting several days over a period

of time, which help a project team solve specific problems
 
in project deisgn, analysis, implementation, management,
 
monitoring, or evaluation.
 

(3) 	 Seminars lasting one day, which introduce specific or
 
general concepts and techniques to persons with particular

administrative or technical responsibilities involving
 
these skills.
 

Use of the Series
 

The Project Planning and Management Series is structured as a support
 
to action-training. Different persons perform diffe.rent functions and roles
 
with 	respect to projects and therefore require different skills. Some
 
persons must be able to perform sophisticated financial and economic analysis,

while 	others may need only elementary knowledge of how to construct a cash
 
flow. Some must focus on the clarity of objectives while others must be able
 
to prepare definitive market and technical plans. Some need to be able to
 
analyze while others must formulate. Some must be project managers, while
 
others are executives. 
 Some 	must manage contracts and consultants, while
 
others monitor project performances, and so on. This requires that some
 
basic 	concepts and skills be taught to most project personnel and that
 
specialized skills relevant to specific responsibilities and roles must be
 
taught to the different teams and groups. For this reason, the series is
 
divided into distinct manuals and modules so that the appropriate concepts,

tools 	and techniques can be selected for direct relevance to the specific

functions of participants or the specific project problems being addressed by
 
the action-training.
 

As a project is moved through its life from identification and concep­
tion, through planning and approval to implementation and termination,

different approaches, knowledge and tools are relevant. 
The Project Planning

and Management Series 
can be used because of its flexible structure to give

the appropriate knowledge and skills to persons with different roles and
 
responsibilities in the project life, e.g., 
planning, analysis, management,
 
monitoring, contracting, control, and so on. The following examples illustrate
 
some 	applications of action-training by PDRT using the series.
 

1. 	A Project Profile Workshop - conducted over three weeks for
 
project teams with responsibility for the first identification
 
planning document on a project idea. This workshop is conducted
 
using Manual P -- Project Planning with an assortment of modules,
 
including:
 

1 - Project Objectives; 2 - Logical Framework; 5 - Project

Organization; 7 - Project Scheduling--Bar Charts;
 
13 -	Project Technical Analysis; 17 - Project Costs and
 
Benefits; and so on.
 

2. 	 A Planning for Implementation Workshop - conducted over three or
 
more weeks for project teams with responsibility for preparing
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action or implementation plans for projects having been approved
or authorized. 
This workshop is conducted using Manual 
I --Planning for Implementation, with an assortment of modules,
including:
 

3 - Work Breakdown Structure; 4 
- Activity Description
Sheets; 6 - Linear Responsibility Charts; 
 9
Scheduling--Network Analysis; 
- Project


I0 - Milestones Description
Charts; 11 -
Planning and Budgeting; 
 35 - Introduction
to Contracts; 
 38 - Project Files; and so on.
 
3. P ect Seminars ­ introducing specific concepts, project-relevant
skills and project systems as illustrated in Modules 12
PAMCO; 31 - Decision-making System for Projects; 

-- Role of
 
44 - Introduction
to Lending Agencies; 36 
- Project Documents for Planning and
Implementation; and 
so on.
 

The Project Planning and Management Series is designed 
to complement
the lectures, exercises, project work and consultations of PDRT workshops.
IT IS NOT INTENDED TO BE USED AS SELF-INSTRUCTIONAL MATERIAL. 
 It is designed
for use in conjunctiowith the guidance of an experienced-multi-disciplinary
training and consultation team. 
An important characteristic of action-training,
typical of adult education, is that it draws upon the knowledge and experience
of the participants as 
well

shop. The material 

as the PDRT as an integral component of the work­in the series 
 is,therefore, basic, operational and brief.
It is expanded and reinforced during project work and workshop interaction.
 
The ultimate justification of this series is similar to that of the
action-training introduced through the National Planning Project.
tributes If it con­to promoting better project formulation, successful 
implementation
and generally helps to move projects forward, it is justified.
importance of the series goes beyond this if itensures that Jamaica increases
her indigeneous capability and capacity for formulating and managing development
 

However, the
 

projects 
as part of the thrust toward increased self-reliance and independence.
 
The present series is part of a process of materials development and
action-training which has been initiated by the National Planning Project.
There are gaps and inadequacies which will be identified.
intended to be static. The series is not
It should be expanded, revised, adapted and tested
through an evolution of action-training and application to projects so
relevance is maintained through constant upgrading and revision. 

that its
 
The series
is only the beginning of a process of developing practical approaches, tools
and techniques to ensure effective management of our resources in the challenges
of development facing us 
in the immediate and distant future.
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1. PURPOSE OF THE MANUAL
 

The purpose of this manual is to help project managers understand the
 
nature of their jobs so that they can 
carry out their projects successfully.

Successful projects 
are those which achieve their objectives reasonably within
 
the time and resource constraints assigned to the project.
 

The manual focuses on the managerial practices to be followed for

project implementation. 
 It is assumed that project implementation is initiated
 
only after appropriate identification, planning and approval of a project,

since projects must have reached an 
advanced stage of maturity to be success­
fully implemented. Resources for implementation should not be committed until
 
proper planning has been done and authorization has been received. Pushing

'immature' projects into early execution increases risks 
or project failure
 
and makes project management unnecessarily difficult.
 

This manual does not, deal with the planning or authorization stages

of projects; nor does it discuss the operation of a project 
once it has been

successfully carried to the point of termination, i.e., 
routine operations.

Neither does the manual deal 
with technical project activities, although these
 
are very important and must be performed with high quality. It would be diffi­
cult to give general guidelines on technical planning for projects because
 
there is such a wide variety of projects across a range of sectors.
 

The manual does dedl with the management of project implementation,

which can be defined as the establishment of new capabilities and capacities

for the delivery of goods and 
services within the total development programme
of an organization, a sector or a nation. 
 The managerial practices on projects

must be improved to 
ensure a higher degree of success in project performance.

General guidelines can be given for project management, "'ecause all project

managers must perform basically the 
same kinds of managerial activities, re­
gardless of the nature of their projects.
 

Fundamentally, project managers are responsible for managing the same
 
resources 
on all types of projects--money, people, tine and physical tesouLeu.
 
Although projects differ in countless ways, certain generalizationsof project
management are applicable to all projects. Every project takes TIME; every

project requires MONEY; every project requires ORGANISED HUMAN EFFORT; every

project makes u e of some 
PHYSTCAL RESOURCES (such as facilities, supplies,

and materials). The job of the project manager is to make the money, the

time, the people and the physical 
resources at the project's disposal achieve
 
the project objectives. 
 Thus in all kinds of projects, these categories of
 
project resources are the major areas 
that can and must be managed.
 

There are certain management approaches and tools that apply to all
 
projects in some degree. The assumption of this manual is that there are
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certain basic principles and methods of management which muzt be applied to
ensure successful project implementation. 
 Sound and successful project manage­ment is not haphazard, ad hoc, 
or luck. 
 It does not vary at random from pro­ject to project. It is
a systematic application of relevant approaches and
methodologies to real development projects. 
 It is these approaches and appli­cations which are introduced in this manual.
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II. UNDERSTANDING PROJECTS AND THE PROJECT CYCLE
 

2.1 Definition o6 Development Projects
 

A project is "a combination of human and nonhuman resources pulled

together in a 'temporary' organization to achieve a specified purpose".

Projects are best distinguished from programs in terms of time and objectives.

Programs tend to be open-ended in nature, while projects have specific objec­
tives and specific end points. There is,however, a great deal of ambiguity
 
in the uses of these administrative terms.
 

Development projects may be defined as investments to develop new capa­
bilities in a society to produce additional goods and services. Within a
 
specified time and with specified inputs, projects are supposed to produce a
 
particular set of outputs to meet identifiable development needs, e.g., to
 
satisfy the demand for particular products or services, to exploit for pro­
ductive purposes locally available natural and human resources, to produce

goods and services for export, or to create social and capital infrastructures
 
that allow productive activities to be performed more effectively or effi­
ciently.3
 

By their very nature, development p,'ojects are risky ventures. They

involve a great deal of uncertainty. They are unique. They are investments 
of s'carce financial, human and physicat reouces. They have covtovc.&t&. 
objecvtive. They are change-o&iueited. They involve processes which have not 
been tested in the particular way or setting before. Thus, there is a need 
for a special approach to project management which promotes problem-solving,
 
resource mobilization and coordination, organizational collaboration and
 
integration, and effective mnnitoring and decision-making to ensure that
 
deviations from plans are controlled within tolerable limits. Effective
 
planning and management can reduce some of the risks and uncertainties, but
 
certainly not all. Project management calls for a great deal of cteativity
 
as well as sound project management.
 

Pqoject Li6e Cycle
 

Projects mature through phases. Three basic periods (1) Planning,

(2) Implementation, and (3)Operations are seen in FIGURE 1.4 Planning

deals with all those pre-authorization activities which attempt to identify

the project idea and to formulate this idea into a set of technical and
 
organizational plans which can achieve the objectives intended within the
 
specified time period. Imptementation deals with the "investment period"

of the project when the physical and human structures are put in place for
 
the productive processes of the project which are to follow. Opa-t.ionz

deals with the period of actual output generation and distribution, where
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FIGURE 1: MAJOR PERIODS OF PROJECT LIFE. 4
 

THE PROJECT CYCLE 
PLANNING 
 IMPLEMENTATION 
 OPERATIONS 
 .*
 

Project Authorization End ofConcei ved 

Investment
 

Period
 

VI 

Pre- Post OutputAuthorization Authorization ProductionPlanning 
 Planning and 
 and
 
Investment Distribution 

Pre-investment Period 
 Investment Period 
 Benefit Genration
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the benefits of the project are realised. The primary concern of this manual
ismanaging the investment or implementation period for development projects.
 

All project phases must be accompanied by different forms of financing.
But, before there is a heavy commitment of resources to a project, the pro­
ject idea should be appropriately conceptualized and documented. It should
be carefully analyzed before its selection for further development and for­mulation and before there is extensive pre-investment or investment financing*.
 

In FIGURE 2 four major project phases composed of distinct stages are
shown. The phases are sequential. For example, the stages of the Planning
Phase are compieted (or nearly so) before the stages of the Implementation

Phase are initiated. A project should have passed through all 
the distinct

pZannZng stages of identification and selection, formulation and appraisal,

and approval before resources are committed for the lmptenientutaion of the
project. 
 Each of these phases and its composite stages must be administered

throughout the normal project life cycle to coordinate the activities and
analyses which are conducted with varying degress of depth and precision as
 
a project matures. The findings of one stage build upon others until the
project has evolved through its life from conceptualization to operations or

termination. The activities throughout the project cycle are closely inter­locked and the success of projects at the various points of development are
dependent upon the completeness and accuracy of work done at earlier points.
 

In the Jamaicin Project Planning System, a project idea must be docu­
mented ina Project Profile**. Early selection must be made by the Pre-
Selection Committee before a Feasibility study is approved. Distinct decision
 
points in the planning phase of a project to test project worthiness facili­tate the project formulation and expedite project implementation.*** Pro­
jects should move systematically through stages of the project cycle to
maturity. 
If any of the stages are skipped in haste to "get something on the
ground", it is likely that there wiil 
be delays and discouraging mistakes
 
which could have been avoided.
 

Because projects often have high visibility, there is a tendency to

force them into construction and implementation stages before feasibility

studies or project documentation are complete. The unfortunate result of
 

* See discussion of project financing in Manual P, Project Planning, 
Chapter Two, "understanding Development Projects" and Chapter Three,

"Project Planning Systems".
 

** See Module 18 - Project Profile Preparation 
*** See Module 31 - Decision-making Systems for Projects 
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such haste is often inappropriate physical and organizational structures which
result in excessive project costs, time overruns, and high levels of conflict,
disagreement, and disappointment. 
Project execution or the commitment of pro­ject resources must be constrained until planning for project implementation

has been properly completed.
 

Projects are also usually accompanied by high expectations. They may be
 seen, by analogy, to be the "examination results" of a government. 
Project
announcements are often highly publicized so 
that expectations for performance
are aroused and project performances are closely observed by all interested
 persons and groups. Procedures of planning should be adopted to 
ensure the
highest possibilities of project success, especially in light of the general
conditions of uncertainty and risk facing 
so many development projects.
 

When project managers are assigned, they should investigate the manner
and extent to which projects have passed through the planning stages of the
project cycle preceding the commitment of resources for investment and the
extent of planning for project implementation. 
 To be abee to correctly
analyze the .t6&e o6 deveopnent o6 a ptoject i, the first important stepin be,4n able to "manage" a ptoject. 
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Ill. THE NATURE OF PROJECT MANAGEMENT
 

3.1 The Aeaniing 06 Project 7mplementation 
Poticies are official statements of purposes to be pursued on behalf
of an organization cr a society in relation
states of being which are 

to desired changes to be enacted or
to be achieved. 
Ptannig is the attempt to guide
and control the 
resources of the organization or the society through the
future course of events by prescribed activities. Imptementation is the pro­cess 
of giving actual 
effect to and ensuring actual 
fulfillment of policies
and plans through concrete actions and measures. Implementation must be the
necessary consequence of policies and plans. 
 It is the realization of dreams
and intentions.
 

Ri ','ect 7mplemetation is used in an 
even more specific
refers to the capital or infrastructural sense. It
investment period of the project life
cycle. 
 Project implementation refers to the actions of putting in place the
new capacities and capabilities to deliver the desired goods and services
to bring about intended changes. 
 Pqojec.t 'peationz refer to the actual
delivery from5the installed capacities and capabilities of those desired goods
and services. 
 When the project implementation phase is terminated, projects
move 
into routine operations where the more traditional practices and
approaches of management 
are most applicable.
 

Project implementation is 
our main interest in this manual.
implementation requires special Ranagement approaches because mg'st development
 
Project
 

projects are experimental, innovative and/or unique. 
 However, what is intro­duced in this manual is relevant also 
to the management of routine operations
and should be part of the knowledge and skill training of all managers.
 

This manual 
focuses upon management during the processes of project
implementation, and assumes 
that a project has reached 
a relatively advanced
stage of maturity before resources 
are committed to its execution. The de­gree of maturity may vary from project to project, depending on 
the nature
of the project, the amount of study and appraisal required, the urgency of the
project, and 
so on. 

tion from all 

A project manager must have evidence of project authoriza­appropriate bodies before initiating implementation.
 

The very nature of projects makes them naturally difficult to manage.
Projects are unique, have severe 
time and 
resource constraints, high visibility,
high expectations, high degrees of risk and uncertainty. 
Projects require
high levels of coordination. It is inevitable that the project manager will
face confusion, delays, conflicts, inefficiencies, unrealistic expectations
and other sources of managerial frustration during the implementation of a
project. 
 This "s expected. 
The task of project management is not to avoid
these, but tc anticipate them 
as 
directing and controlling project implernen-
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tation. Within defined constralnts, the manager must find means of control­ling project activities so that the challenges and crises of project manage­ment can be identified and performance deviations contained to 
tolerable
levels. 
 There are certain management principles, tools, techniques, and
approaches which can be applied in the complexities of project management
to make the tasks of carrying out development projects more rational and
understandable--and to make the projects more manageable.
 

Organizat]onat Chtrwacteuuitics A6ec.cUng Project cicJg~ment 

Apart from its technical and economic merits, 
the success of a
project depends largely on 
the effectiveness of the organizational structures
responsible for its implementation and execution. 
 Without efficient and
appropriate organizational structures, a sound and viable project may end
in failure. 
The form of organization and management selected for a project
will depend largely upon the nature and scope of the project activities and
the setting in which the project is to operate.
 

First, one must make a distinction between the "project organiza­tion" and the "parent organization" responsible for the 
project. r'ijctotgan zaton refers specifically to those structures put 
inplace to carry
out the project. The patent organization is that entity, usually an existing
organization such as a Ministry or Agency, which 
is responsible for sponsoringand housing Lhe project. The parent organization usually acts through aboard or committee which has general responsibilities for decisions onpolicies, buidget approvals, management appointments, and specification oflimits to the powers and responsibility of the management. 
The project
organization consists of those persons who are entrusted with day-to'.ly
management and decision-making affecting execution, internal 
and external
coordination, and general project supervision.
 

A major differntice between project management and 
tradiL,.0ndl
organizational management lies in the organizational 
structures forimplementation, i.e., 
 those for actually carrying out of 
intended activities.
Organizatiois are traditionally structured into departments or units having
distinct ard specific functions and assignments. Departments are usually
composed ot people with distinctive sets of skills 
or professional competen­cies. Each department has its 
specific functions in relation 
to the overall
objectives of the total organization. Departments are organized into lines
of vertical authority and responsibility and operate according to 
prescribed
organizational procedures and regulations.
 

Incontrast, projects are a temporary form of organization put
together for specific tasks and usually imposed upon the traditional organi­zational structures and operations of the organization. Project organizations
are devised to achieve specific sets of limited objectives within a defined
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time limit and within prescribed resource constraints. Project organizations
may take various forms, from complete submersion in the existing structures
through a 
matrix situation, where a project office is established and draws
from resources across the organization, to the establishment of a completely
new organizational unit to entity to accomplish the project. 
 In this case,
we shall 
be most concerned about projects with a '?matrix" type of organiza­
tion*.
 

Projec.t Matix Managenent
 

Matrix Management is basically that situation inwhich there is
a
project manager (full-time or part-time) and probably some project staff, but
most of the persons who will 
have roles to play on thq project remain under
the authority of their respective departmental heads. The Matrix Manag nent
situation is when the project manager may have direct authority over only a
few or a proportion of the total required project staff, and has only inte­
grative coordination authority over the rest.
 

Projects with matrix crganization are not only temporary, but also
imposed cross-departmentally throughout the traditional functional 
areas of
an organization. 
At the project level, the coordination and integration of
functions, personnel, 
and resources from organizationally separate units
becomes critical to project performance. 
Because of their inter-departmental
nature, projects require the creation and clarification of formal and informal
lines of communication, coordination, authority and responsibility which will
complement those of the permanent structures of the organization. These pro­je t organizational structures must be adapted to the special 
needs of both

th project and the parent organization.
 

Matrix project management must operate within a complex of vertical,
diagonal, and horizontal relationships, all 
of which can create a great deal
of confusion. As 
a consequence, projects are often characterized by a lack
of clarity regarding who does what, who controls whom, and who is responsible
for what and to whom. 
Because of the complexity of project management, pro­jects should not be launched without serious consideration of and planning
for the coordination necessary for successful 
implementation. The project
organization should be carefully defined in relation to the needs and cha­racteristics of the project and the sponsoring entity**.
 

* See Module 5 - Project Organization Charts for a discussion of types of 
project organizations, especially inatrix organization,

and the advantages and disadvantages of each.
 

** For a more detailed discussion see Manual I, P.anning 6or Project
 
ImptementatLon, Chapter IX "Clarifying the Project Organization".
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DIRECTOR
 

Department A 
(Head) 

Department B 
(Head) 

Department C 
(Head) 

Project 
Mann er 

Project Manager Mr. H. 

= Department Personnel =Project Assigned Personnel 
(Full-Time) 

---- = Lines of Authority = Project Assigned Personnel 
(one-half time) 

= Lines of Coordina- r = Project Assigned Personnel 
tionC (one-quarter time)
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Projects that are to be carried out within an existing organization,

but are dependent upon resources 
through the organization, tend to create con­fusion and conflict. Observe the case in FIGURE 3, if the project manager
has need of the services of persons in various departments (e.g., Mr. H.) 
 at
the same time that the Department Head would need his services 
 Mr. H. would
probably choose to work for the Department Head. The Project Manager does
not have normal administrative authority to command the services of these
persons. 
 In the case of conflicts over time, schedules or responsibilities,
these persons would be still 
primarily accountable to the Department Head.
 

Project Authority and Responsibility
 

For the Project Manager, the traditional management principle that
"Authority equals Responsibility" is not true. 
 In the project matrix
organization situation, "Responsibility is greater than Authority" for the
Project Manager. The simple illustration above demonstrates the necessity for
thorough planning of project implementation so that inevitable conflicts or
competition over personnel 
and ether resources may be anticipated. Agreements,
procedures and systems for resolving the subsequent organizational conflicts
and for reinforcing the authorities of project management must be established.
 

Projects represent a strong contrast to the usual 
hierarchial rela­tionships which generally dominate organizations. Successful project imple­mentation requires the integration of resources from across 
the organization.
This can create confusion and conflict in the absence of appropriate plans
and systems for cross-departmental management. 
This confusion increases when
the organization undertakes a large number of projects. 
 Severe.strains are
put on an organization's personnel 
and resources. The result is often
disastrous for both the organization and the projects. 
 First, the routine
work of departments suffers because of the assignment of personnel
routine work to project work. 
from
 

Second, project work suffers because project
managers do not have the authority to command that the temporarily assigned
personnel and resources 
for work on the projects. The final result is a
reduction in both the productivity of the project and the organization. When
routine ongoing organizational work is not up to standard, projects usually
suffer because they do not receive adequate organizational support either
for their implementation or to ensure the successful 
impact of their outputs.
Routine organizational productivity suffers when project implementation is
delayed, because the projects are designed to contribute to organizational
programs and because personnel are often shifted on a crisis basis for urgent
project work to the neglect of their normal duties.
 

Projects present increased demands on all 
jnits to perform project­specific functions in addition to routine activities. 
 Without clear implemen­tation plans, for projects, the confusion can become nearly uncontrollable.
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This situation is further exaggerated when project personnel from outside the
parent organization a:+ 
 assigned to projects, in which case the coordination
needs are not confined to one organizational hierarchy. Multi-project commit­ments can overload organizations and lead to a 
downward spiral of failure and
disappointment further multiplying the confusion created in the organization
and significantly reducing productivity.
 

Problems and Projet Cornni..int.
 

Seldom does an organization undertake a single project. 
Most
government agencies are committed to a number of projects overlapping in time,
and using the same personnel and physical 
resources. 
 The consequence can be
a high degree of conflict and competition which not only affects project
performance but also staff morale. 
Most projects are undertaken enthusiasti­cally and there is initially a high staff morale on 
the project. But as
delays and conflicts are encountered, this spirit is turned into frustration
and disappointment which often lead to low performance standards and high
staff turnover. 
Each project, taken as a single undertaking, could be
managed effectively without the introduction of formalized project management
approaches, systems and techniques. However, because of the number of pro­jects and their impact upon the ongoing routine operations of the organization,
many projects are ineffectively managed, as evidenced by delays, cost and time
overruns, unused allocations, ineffectively used technical assistance, penal­ties, conflicts, and other symptoms of poor project performance.
 

A most commonly sited cause for poor project performance is that
the project manager is the wrong person. 
The solution is to, change the
project manager. 
That is,the cause of problems is that the wrong person has
been given the job. 
 This may be the case; but often, even the best persons
could not successfully manage 
certain projects, given their contexts and
constraints. 
There are many other causes which can lead to poor performances
than the person(s) assigned to the project:8
 

i) An organization may take too 
 on too many projects, more
than t.heir resource and management base can manage or

implement at one time.
 

ii) Projects may not be recognized as projects until some

point. in their life, so that there were inadequate plans
or personnel to accomplish the objectives of the project. 

iii) There may be impossible schedules, cost commitments andother indications of unrealistic planning, which is 
common
to 
the optimism of certain feasibility studies.
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iv) There may be a poor understanding of the roles and jobs of
 
project managers and their relationships within the total
 
organization,for example,to departmental heads and other
 
administrative officers.
 

v) There may not be an integrated model of project administra­
tion and reporting systems so that it is unclear who is
 
responsible for what aspects of the project.
 

vi) 	 There may not be a system for integrated planning and con­
trol of-the overall resources within the decision-making
 
systems of the parent organization(s).
 

vii) 	 The priorities of organizations may change (especially in
 
response to crisis situations), so that the project is
 
adversely affected.
 

The list of probable causes for poor project performance could be expanded, but
the above list illustrates that the problems may be much deeper than the sim­
plistic analysis of "the wrong person"
 

It is the responsibility of the parent organization to see that
systems are instituted to avoid some of these common causes of poor project

performance. The approaches which are advocated in this manual 
can be used
in relation to 
a single project, or they can be expanded for application to
the larger problems of project coordination and integration of organizational
resources in a multi-project environment. 
In general, management performance

problems on projects can be categorized into three large groups:
 

(a) technical and managerial knowledge and skills of the
 
people involved;
 

(b) organization of responsibilities and authority for
 
projects;
 

(c) policies, procedures, systems and methods of the parent

and supporting organizations.
 

In the face of poor project performance, it is important first to
analyze correctly the symptoms and causes of ineffective project management

and then to correct these through technical training, management training,

establishment of project plans, anci adoption of organizational policies and
 
procedures which facilitate successful project performance.9
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3.6 The Need or Systematic Poject'Management
 

Projects are unique, temporary and non-routine. Projects cut across
departments, functional areas, and even across organizations. Project manage­ment requires the coordination of personnel and resources that are not
necessarily under the authority of the project manager. 
The responsibilities
of the project manager are greater than the authority of the manager. 
Pro­jects must be completed within time and resource constraints. They work on a
total project budget rather than calendar budgets. Project work varies
throughout the implementation of thE project.
 

FIGURE 4 reviews some of the differences between projects and
departments, which in turn, illustrate the significant differences between
departmental management and project management.lOa Because these differences
are often overlooked, organizational problems affect many projects. 
 Project
management cannot be approached in the same way as 
strict departmental manage­ment. 
 To do so compounds the common problems of project management. The
nature of projects, and especially their organizational characteristics in
the Matrix Management situation, require the adoption of systematic approaches
for project management and the systematic application of relevant management

tools.
 

The complexity of project management is exacerbated when an
organization takes on many projects increasing competition for resources,
confusion about priorities and conflict regarding management decisions and
performance standards. 
There must be a realistic approach to the number and
scope of projects that any single organization can undertake. 
 Sound project
management endorsed by the parent organization and transformed into management
requirements for project managers and administrators, can provide a basis for
overcoming and avoiding some of the common difficulties faced by them.
multi-project environment, it is extremely important to 
In a
 

introduce systematic
procedures and disciplines into project management to improve the effective­ness of organizational dnd project relations which otherwise tend to be
ambiguous and unnatural 
(and therefore generate conflict). 1he adoption of
sound management principles for' projects facilitates the operations of the
organization 
as well as enhances the performance of the projects.
 

lhe approaches and tools introduced in this manual 
are specifically
intended for project managers, but all persons contributing to projects, from
senior administrators, to technical 
staff and project tedm members, can
benefit from familiarity with the project management approaches, techniques
and tools introduced in this manual. 
 Project management techniques introduced
throughout an entire organization can 
form the foundation for more successful
execution of projects, as well as ongoing programmes.
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FIGURE 5: Resource
COMPARISON OF PROJECTS AND DEPARTMENTS"0 
 Material
 

Project 


1. Specific life cycle; conception, 

design, fabrication, assembly or

construction, test, initial utili­
zation.
 

2. Definite start and completion

points, with calendar dates, 


3. 	Subject to abrupt termination 

if goals cannot be achieved; 

always terminated when project 

is complete.
 

4. 	Often unique, not done before. 


5. Total effort must be completed

within fixed budget and 

schedule.
 

6. 	Prediction of bItimate time 

and cost is difficult, 


7. 	Involves many skills and 

disciplines located in many

organizations which may change

from one life-cycle phase to 

the next.
 

8. Rate and type of expenditures 


constantly changing. 


9. 	Basically dynamic in 
nature. 


Department
 

I. 	Continuous life from year to year.
 

2. Mo specific characteristics tieO
 
to calendar dates, other than fiscal
 
year budgets.
 

3. Continued existence of the function
 
usually assured, even in major

re-organization.
 

4. 	Usually performing well-known
 
function and tasks only slightly

different from previous efforts
 

5. Maximum work is performed within
 
annual budget ceiling.
 

6. Prediction of annual expendituresis
 
relatively simple.
 

7. 	Involves one or a few closely

related skills and disciplines

within one well-defined and stable
 
organization.
 

8. 	Relatively constant rate and
 

type of expenditure.
 

9. 	Basically steady-state in nature.
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IV. AN INTRODUCTION TO PROJECT MANAGEMENT
 

4.1 Two Key Concept4 o6 Project Management 

The objective of project management is to achieve proper and
adequate control of the project to assure its completion on schedule within
the prescribed human and physical 
resource constraints while successfully
achieving the objectives of the project. 
 This can be quite difficult,
especially in the context of matrix project management. Two basic concepts

underlie effective project management:
 

(1) a single point of responsibility for the project;
 

(2) integrative planning and control.
 

These two concepts are mutally supportive and must combined to achieve
effective project management. Ob
 

"A 6ingle point o6 reponzibiUty" refers to the establishment ofa central position of project manager. 
Within the complex organizational
onvironment of a project this position represents the point of responsibility

for coordinating all 
the contributing functional 
areas w'th their specialized
tasks into the rational form of a project. The project manager has direct
authority over only some of the project staff, and limited authority over
other personnel who, although they contribute to the project, are retained
in their functional departments. 
 Regardless of the degree of authority, the
project manager is responsible for the project. 
This single point of
responsibility is critical, for it identifies the point of accountability
for a project and establishes an organizational centre capable of ensuring
that the project is carried out.
 

"Integrative pioject planning and control" refers to the establish­ment of plans, procedures and systems to 
ensure that all the project compo­nents and elements are inter-related. 
This means the coordination of all
contributing organizations and units as 
related to project inputs (human and
physical resources), project schedules, and project outputs and their utili­zation. 
 All aspects and components of the project must be planned and
coordinated through 
a 
common or united project system rather than separately

by their routine programme or functional systems.
 

Project control 
cannot be based solely on the traditional principle
that "authority equals responsibility". 
 It requires cross-departmental coor­dination and integration. Project authority is shared, so 
project control is
determined by mutually established objectives, goals, work plans, base lines
and schedules. 
 Projects must be mutually defined, shared and based upon
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integrated work plans. 
 Project plans must be updated and revised throughout

the implementation of the project, so 
there is need for initial integration of
planning and control, and the establishment of systems for ongoing integration

of planning and control throughout the life of the project.
 

These two 
key concepts of project management must be administratively

installed together for successful and effective project management. It is

the project manager, the single point of responsibility, who is responsible

for ensuring that the integrated plans are adequate and valid and who 
coor­dinates the monitoring to verify and signal the management actions to be taken.

With integrated planning and control, 
the project manager is able to 
coor­
dinate the interfaces between project components and project personnel 
to help

resolve conflicts and problems and to raise unresolved and anticipated issues
 
to appropriate levels of management for decision and action.
 

Rote 	o6 the Project ManageA 

Every project requires that there be someone responsible to see
that the basic project resources are controlled, coordinated and used in such
 a way as 
to achieve the project outputs and objectives. Every project requires

planning, organization, staffing, evaluation, direction, control 
and leader­ship 	from its authorization to 
its termination. These responsibilities form

the outlints of the basic role of the project manager.
 

The specific roles of project managers vary between projects, but
primarily involve leadership, coordination and organization for the project.

The project manager's basic responsibilities are:
 

(a) 	to see that the final outputs of the project are produced

within the technical specifications and the resource
 
constraints of the project;
 

(b) 	to ensure the appropriate use of project through­resources 

out the project, including revisions from original plans as
 
necessary to 
ensure that the resources are used as effectively
 
and efficiently as possible;
 

(c) 	to negotiate or see 
that there is negotiation on all work
 
orders and contracts with the various functional units and
 
organizations contributing to the performance of the project;
 

(d) 	to monitor performances so as 
to be able to alert higher

levels of project administration when project deviations
 
are out of control and may require significant project

modifications;
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(e) 	to monitor the project so as to be able to make or force

the required decisions to 
ensure that project objectives
 
will be met;
 

(f) 	to make recommendations on project modifications, alter­
natives and issues as problems arise or as 
they 	fall within
 
contractual limits; and
 

(g) 	to serve as 
the prime point of contact for the project for

all associated persons and groups, including higher level
 
administration, project fuutional and activity managers,
 
and project beneficiaries.
 

in short, the project manager is responsible for all the mangement,
coordination and control of the project resources to 
ensure that the project
outputs are produced and utilized so 
as 
to achieve the project objectives.
The project manager is primarily seen as 
the central point of responsibility

for the project.
 

The project manager may be assisted by a team having all 
the skills
 necessary to administer and carry out the project--such as an engineer, a
contract administrator, an accountant, a controller, functional coordinators
field managers, and so on. 
 Despite the size of the project team, the manager
is still responsible for the project. 
 It is important to note that there is
a tendency within the matrix management situation for a number of the members
assigned to the project team to have responsibilities to other organizational
units and loyalties which may be stronger than those to the project. 
 Project
personnel 
are often retained under the authority of departmental heads while
on temporary assignment or part-time assignment to the project. 
 Often the
only real point of responsibility for the project is, the project manager.
It is the role of the manager to 
see that the project is done--it is not the
responsibility of other members of the team, though they assist the manager

in his function.
 

The sense of total responsibility for the performance on 
the project
often forces managers 
to get unduly involved in the day-to-day field operations
of projects. There is a tendency to feel 
that 	to get the work done, it is
 necessary to become personally involved in the tasks. 
 One principle of
management which holds equally true for projects 
is that management is getting
work 	done through others. 
A project manager is not responsible to do the
work--but to see that the work is done. This is why a project manager must
be a manager, first of all and (if desired) a good technician in a secondary
capacity. 
 A good manager often does not necessarily need to be a technical
expert in a particular discipline or project 
area. It is the job of the
manager to use the expertise and energies of others, not to be able to 
do and
know 	everything personally. This is a virtual 
impossibility, anyway.
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There are two distinct ways of controlling a project as a manager.
First, there is Positive Controt inwhich the manager is continuously involved
with the performance of project activities and assumes operational responsibi­lity for the technical aspects of a project. 
And, second, there is Controe
by Exception 
 inwhich the manager measures the performances of others res­ponsible for the operational aspects of the project against a 
management plan
and intervenes only when there are significant deviations from the plan*.
 

The distinction between project managers and technical personnel 
or
activitr managers must be clear.12 
The project manager provides the direction
regardirng what the project tasks are, when they should start and finish 
so
as 
to meet the overall project goals, how much money is available to perform
the work, and what changes in original plans and schedules are necessary and
tolerable in light of total 
project performance. The technician o 
actAity
managr provides direction regarding who will 
perform specific acti. ities
under his immediate assignment, how the technical work will 
be accomplished,
and how much money is required to perform the work. 
It is not always easy to
differentiate these roles. 
 If the project manager 'salso a technical expert
and also responsible for any project activities, he must learn to differen­tiate when he is a manager and when he is a professional or technical expert,
as he will be performing both roles on the project.
 

The Function6 o6 Project Manangement
 

Project managers perform their responsibilities through three
basic functions--communicating, leading the work, and making or 
facititating
decLsions. 
 Each of these functions may involve different roles at different
times. The function of communicating involves both internal 
and external
communication. Sometimes, the manager is 
a spokesman for or representative
of the project, sometimes giving information, sometimes seeking information.
Several 
of the roles associated wih the different functions are shown in
the table below. (SEE FIGURE 5).
 

* See Module 41 - Design of a Project Management Control System
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FIGURE 5: 
 TABLE SHOWING PROJECT MANAGER'S BASIC FUNCTIONS
 

FUNCTIONS
 

COMMUNICATING 
 LEADING THE WORK 
 DECISION-MAKING
 

ROLES 
 ROLES 
 ROLES
 

Spokesman or 
 Getting Goal 
 Problem-solving

Representative 
 Agreement
 

Information - Reviewing 
 Resource

seeker of team 
 Progress 
 Allocation
 

Information giver Rewarding -
 Setting goals
to project team 
 Sanctioning
 

Transmitting 
 Supervising 
 Negotiating

Messages 
 Progress
 

Collaborating 
 Contacting 
 Corrective
 
Actions
 

In reviewing the functions of the project manager, the issue of res­ponsibility versus authority again arises. 
The project manager is responsible
for the project and for the management of all 
project resources; however, the
manager does not have full 
or direct authority over the Persons, Physical
Resources, Money and Schedules or Time allotted to the project. 
 A great deal
of coordination is required so there is adequate and relevant communication
of information regarding plans between organizations, units and persons.
Coordination on projects may be more difficult than coordination within normal
functional departments, because of the widely dispersed authority and 
resources.
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Areas of Con6ict in Project Aknagement
 

There is
a need for the project manager to anticipate the areas
of disagreement and conflict and plan to minimize or avoid these as much as
possible so 
that conflict does not subvert the project resources and energies
from accomplishing the tasks to which they were assigned.
 

The nature of projects makes some conflict inevitable during the
implementation period. 
Certain conflicts can be anticipated as was indicated
in the discussion of ptoject characteristics and matrix project management.
It has been shown that conflicts can be broken into several 
general categories,
 
as follows.14
 

(a) Conflict.s over 6chedute 
 are those disagreements which centre around
the timing, sequencing and scheduling of project-related tasks and theuses of
supportive project resources in relation to those tasks. 
 Scheduling conflicts
tend to 
occur most often with support from departmental personnel over whom
the project manager has limited authority and control. The conflicts may
result, in part from another area of conflict, i.e., priorities, and have
cumulative effects in all 
areas of project performance, especially with respect
to technical 
performance and manpower utilization. Problems in scheduling
may result when an issue or activity which is urgent to a project manager is
given lower priority by a departmental head which affects total project per­formance. 
 The most common and most intense conflicts affecting project

management centre around scheduling.
 

(b) Con6ficts oveA project p4Loriti 
 fall into two groups and relate
to (i)differences of views and opinions over the sequence of activities and
tasks that should be undertaken to achieve successful 
project completion, and
(ii)to the priorities of project activities relative to the programmes of an
organization. Conflicts over priorities occur not only between the project
team and support groups but also within the project team. 
The first type
develops because there is frequently no previous experience with a similar
project, making it difficult to predict the pattern of activites from the

original plans, or to make authoritative judgements on the reallocation of
crucial resources. 
 The second type of conflict develops because of changing
emphases within the organization. As requirements of the project and of
supporting departments change throughout the life of the project, there are
bound to be changes in priorities which disturb established schedules and
 
work patterns.
 

(c) Con-ict 
over manpower 4ouAcgA naturally follow from the con­flicts of scheduling and priorities. These conflicts are those disagreements
which arise from the staffing of the project team. 
They may be especially
intense in the project matrix management situation where personnel 
are under
the authority of departments or functional areas, but 
are assigned temporarily
or part-time to project work. 
Because of under-staffing, most organizations
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are under extreme personnel pressures and there is little slack for shifting

and changing which may be necessary tc a,:,,mplish both project and departmental

assignments. In addition, exceptionally competent persons are already over­loaded. The conflicts become more intense if 
a crisis situation develops,

demanding urgent and immediate attention to both routine and project work.
Manpower conflicts inevitably arise from unrealistic plans for utilizing the
 
human resources which are available.
 

(d) Conflicts over Adminstrative roceduAes present another major area
of concern for the project manager. These develop most frequently in the

project matrix management situation. 
 They involve issues of authority and res­ponsibility, reporting relationships, administrative support, decisonm!aing,

inter-organizational coordination and interface, evaluations, and so 
on.

Disagreements over administrative procedures generally involve questions of

the functions, authority, responsibilities, and reporting or decision-making
relationships of the project manager, particularly in relation to 
the adminis­
tration and department heads of the parent and supporting organizations.

Conflicts develop over how the project will be managed and resolution requires
clear definition of the reporting relationships in the project and definitions

of responsibilities, project scope, operational requirements, implementation

plans, work agreements and various administrative procedures. Many of the
problems can be anticipated and can be reduced to a manageable level by sound

implementation planning.
 

(e) Confict6 over 
techn cai opinions6 and perfolnance trade-off5s are
related to technical issues, performance specifications, technical trade-offs

and the means to achieve technical performance. These conflicts must be con­
sidered as a natural part of the project management process. Support organi­zations, or departments within the parent organization, are often primarily
responsible for the tEchnical 
inputs and performances on a project. Because

they usually have expertise in the relevant technical areas, they tend to

claim themselves 
as the logical base for making the technical decisions on a
project. But it may not be as simple as it 
seems, since development projects

are often quite complex and require technical integration across several

departments and disciplines. The technical unit may have a limited view of

the total project and may not have the broad perspective necessary to fit

technical information into the context of the project. 
 Itmay be necessary,

for example, for the project manager to reject 
a desired technical alterna­tive because of cost or schedule constraints. If management decisions differ

from the initial technical judgement, the cooperation of technical may be
affected. Differences of technical opinion are common, but 
are generally more
manageable than other areas of *conflicts. They may, however, become mixed
with the other areas, such as scheduling, administrative authority and pro­
cedures, and become quite confusing.
 

(f) ConfZicts over costs 
occur throughout project implementation
because of tight budget constraints. They may occur because project managers
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must seek to minimize costs, while functional units and support groups seek
to maximize their share of project budgets. 
 Secondly, cost conflicts also
occur as 
a result of technical problems and schedule slippages.
cost conflicts occur as Thirdly,
a result of unanticipated cost increases and inflation.
Project costs are a primary area 

so the high visibility (e.g., 

(along with timing) for project monitoring, and
for auditing costs) increases the intensity
of cost conflict. To complicate matters, 
some groups get involved with pro­jects because of the contributions projects 
can make to
Then there is their own operations.
a great deal of competion over the financial benefits to be
derived from a project especially ifwork is to be apportioned. Project
finances are used to measure project performance and are a major constraint
in undertaking projects, therefore, also represent a primary source of project
confl ict.
 

(g) The final area of conflict mentioned will be peuonai t con4ctA,which tend to centre on interpersonal differences rather
or management issues. than on technical
These conflicts are generally rated low in intensity
by project managers, but 
can be quite frequent. Personality conflicts may
arise because of the other conflict areas mentioned above, such as technical
conflicts or administrative conflicts. 
 Personality conflicts are often
confused with communication, administrative and technical 
issues,and inten­sify conflicts in these other areas.
 

This 'eview of the general areas and
flicts is to sources of anticipated con­sensitize project managers to problems that can be encountered.
They indicate the need for systematic approaches to project management and
the major areas 
in which project control 
needs to be developed and exercised.
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5.1 Undvtanding Project Control 

Project control refers to those management decisions and actions
which will solve project problems and conflicts, so as to achieve the
project goals through the rational management of all project resources.
Project managers are given responsibility for project performances, but
often do not have hierarchial authority over all project staff and
 resources. 
 In contrast to traditional systems, where departmental heads
 are invested with authority and hence control 
over their resources, the
authority of the project manager is less than the assigned responsibili.­ties. 
 This tends to reduce their ability to control all the human and
physical resources 
necessary to achieve project objectives and leads
to potentially ineffective and inefficient management.
 

This is a convenient point to clear up some ambiguities in the use
of some project terms, which are often used interchangeably,viz.,

appraisal, control, and evaluation. Appraisa2 refers to the a priori,pre-investment analysis that is done during the planning stages to
determine the worthiness and viability of a project especially regard­ing the costs and benefits of the project. Evauation refers to the
analysis which follows the completion or termination of a Droject or
certain of its stages. 
 It is thE ex-post analysis which examines the
actual results and impacts of the project in light of the initial
expectations. 
 To refer to the Logical Framework*, evaluation is the
measurement of the achievement of the higher level 
project objectives-­the purpose and the goals. 
 Contot deals with the management during
implementation of inputs and outputs to achieve lower level objectives.
 

Project control differs significantly from organizational control.
Some managers and administrators 
assume that control is the ability to
direct in a nearly machine-like manner the behaviours of others. This
is a limited and often disfunctional concept of control that impliesa strong and well proven cause-effect relationship project activities.
Project control is therefore event-triggered rather than oriented to
 a calendar time or an evaluation period, as in traditional management.
Control refers to analysis of problems and opportunities to determinecurrent and potential deviations from current plans which are signifi­cant. Control anticipates and identifies both problems and opportuni­

*See Module 1 - Defining Objectives 

Module 2 - The Logical Framework 

DO NOT DUPLICATE WITHOUT PERMISSION
 



M.26
 

PAMCO, PDRT
 
Resource
 
Material
 

ties and initiates replanning 
 remedial action, and advantageous adjust­ments throughout the project. 15
 

The 	concept of control 
can 	be described as measurement, review,
diagnosis and decision-making. 
Accurate measurements of 
resource
utilization and of project progress against the baseline data for the
project, the analysis and interpretation of the nature of deviations
and opportunities, the decisions and reformulations of original plans
along with the activation of corrective measures are the basis of
sound project control. Effective control does 
not 	bind a project staff
to a set of rigid plans, 
but 	takes advantage of the experiences of the
project to maximise the remaining resources 
toward the accomplishment

of project objectives.
 

A formal management control system proposes 
to:
 

1. 	translate planning objectives into performance standard;
 

2. 
ensure that these standards are realistic, fair and updated
as necessary to 
remain equitable and reasonable as 
time passes;
 
3. 	provide information feedback systems for management and activity
 

managers on projects;
 

4. 	facilitate the comparsion of actual 
performances 
to per­
determined and updated standards;
 

5. 
identify deviations that are significant and opportunities

which can be utilised; and
 

6. 
facilitate the analysis of designated deviations and modifica­tions and ensure that corrective action is appropriate and
 
implemented. 16
 

Project management requires a continuous integration of planning,
implementation and control 
functions. 
 Project control involves the
identification of events that are of special importance to project per­formance and management. The decision-making process involves planning
(or replanning) so that implementation obje,.tives aremaintained.
 

5.2 What is coartoiabee i1n a project 

As the project manager seeks 
to establish authority for control,
he must know what specifically is to be controlled. 
 There may not be
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a definite distinction between what is controllable and what is not.
 
One project team with an outstanding competence, good leadership or
 
team spirit may be able to accomplish very much more than one which is
 
poorly led or has less ability or less spirit. 
Thus, while certain
 
aspects, events and outcomes may be relatively controllable in one
 
project and its environment, they may be substantially less so in another.
 
It depends on the nature of the project, the composition of the project

team, the systems inwhich they operate, and other relevant factors.
 

There are three basic areas of management control, viz, organiza­
tion, environment, and performance. It is important to differentiate
 
what is controllable in each of these areas, 
so that the energy of
 
management is not wasted in attempting to gain control of the uncontroll­
able.17
 

The successful application of project management tools and techniques

depends on the authority basis managers develop and the aspects of a
 
project they seek to control.
 

5.3 Sources o6 Authority for Project ManageJu 

Unless the project manager is like the departmental manager who

has complete control of all project staff and resources, he will never
 
have the traditional authority commensurate with his responsibility for
 
the performance of the total project, but there are several 
sources of

authority besides that of organizational position which the project 
manager can use. 18 

First, there is organizationalauthoxrty which resides primarily
in the organizational position held by the theproject manager, relative 
rank or status of that position and the authorities assiqned to that

position within the organizational structures of the parent organiza­
tion.
 

Second, there is job autho &ty which is a result of the direct 
authorities granted to a 
specific job position by the delegation of
 
power, the rights to command, and the control of resources immediate­
ly included in the job description.
 

Third, there is nego iated authority which stems directly from the
project manager's ability to negotiate with other functional managers
for specific segments of authority which they may hold in light of 
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they are willing to relinquish to the project manager temporarily for
the It is very important that these negotiated 

sake of the project.

agreements be well-documented and filed or a disagreement may arise
at a later date regarding the actual 
nature of the authority of the
project manager. Certain negotiated authority may require reciprocalactions throughout the project, so should be -pproached with some
caution. 

Fourth, there is cxpert authority which the project manager earns
or is given because of technical and organizationalperience. knowledge andThis type of authority is based ex­
primarily on the manager'scompetence and is maintained by evidence of his continued competence
in actual performance on 
the project.
 

Fifth, there is pe.rona authority which results from the person­ality, persuasive abilities, reciprocal 
favours and the rapport of
the project manager with peers and associates. Persons may be attract­ed to one another and because they value their relationships and their
opinions, personal authority is attributed to them. 

It can be noted that all of these types of authority mayreal or attributed.19 be eitherReal authority is based upon actual legal
personal or positional basis. or
The project manager actually possesses
it and is in control of its application. Att'ibuted authority is the
result of the responsiveness of the peers and assoicates of the project
manager and is a result of the authority they believe the project
manager has or they attribute to him. 

Attributed authority is much less powerful and less permanent than
actual authority, but is 
a useful form of authority which project
managers 
can well 

tions which 

use to the benefit of their projects. If the percep­form the attributed authority are maintained, thenthe same as it is
 
perceptions 

if the manager actually had the authority. But if the
are broken, then the authority is broken.authority is an Attributed 
power 

important and effective form of authority because
relationships 
 in organizations are often vague,indirect and unofficial. Hence, a project manager 
ambiguous, 

can often exertmuch more influence and authority than he actually has by the 
manner
in which he is perceived. 

manager forces 

The limited real authority of a project
a great deal 
of dependence upon attributed authority.
It i. importatit that project managewith other people. If 
leartn to teiate ccctbivetya person is disliked or has created negative
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impressions among the project staff, itwill make the task of
 
project management even more difficult.
 

5.4 Measuring Project Authori'ty 

In the matrix management situation, the project manager shares
 
project authority with functional departments and units which contribute
 
to the project. The varying degrees of authority, power and control
 
which the project manager holds can be analyzed in relation to major

project decisions- such as selection of project staff, budgeting

allocations, and so on. 
 Figure 6 shows a matrix for determining where
 
the project authority really lies.
 

The relative power held or shared by either the project manager
 
or functional managers can be shown on a diagram by identifying points
 
on a continuum between the extremes of complete control 
by the project

manager or complete control by functional managers. The authority

distribution will vary between the factors, but a profile line drawn
 
from the top to the bottom of the chart will indicate whether the
 
project manager has a high or low degree of authority relative to
 
the responsibility of completing the project.
 

In the illustration, it can be seen that the project manager

generally has very little direct control 
over any of the major decision
 
areas. 
 In this case, he is largely responsible for liaison with
 
executive management and has nearly complete responsibility for project

liaison with external supporting agencies. However, he has very limit­
ed control over time schedules, resources and personnel. For example,

the manager has control over (3 persons) of the project staff, while
 
the remaining 4 (9 persons) of staff is controlled by functional
 
managers or department heads in the parent organization. The project
 
manager has little contrcl over objectives, and limited control over
 
budgets, but is expected to have full control over project costs. This
 
shows a common area of contradiction within project management authority

and responsibility. Although this is only a partial list of the areas
 
of control and decision-making, it illustrates the measures of authority

held by project manager.
 

In Figure 6, it is 
seen that the general balance of authority is
 
biased toward the functional managers, yet the project manager is
 
expected to implement the project. This is why project management

requires careful and integrated planning so that the project manager
 
can gain the control to co-ordinate and direct the project activities.
 
The project manager must be familiar with the degrees of authority
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they have to co-ordinate and to carry out the responsibilities involved
with project management. 
 The project manager is responsible for the
integration of the dispersed authorities into an effective project

organization. Therefore the manager must be able to measure the
 power he holds and know where the other powers lie within the total
 
project structures. 20
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VI. INFORMATION FOR PROJECT MANAGEMENT 

6.1 Project Bazseinez 6oLr Control 

Project management and control 
assumes that there is 
a plan.
This plan should include, at a minimum, the set of activities to be
managed and the Lorresponding outputs which the project has been

designed to produce.
 

The life of a project Legins at the point of conceptualization
with some vague ideas of what should be done and how it should be
done. 
Through the preauthorization studies and appraisals, the
project idea becomes more clearly formulated and, as the basic out­lines of the project begin to take shape a plan is constructed. As
project documentation progresses, increased specification and pre­cision define the project boundaries and mechanisms which are drawn
into a design including physical structures, organizational structures,
inputs and outputs. These project plans and designs become part of

the "base line" of a project.
 

The project base line is
a critical component of project manage­ment. 
 Strictly defined, a "base line" is taken from the vocabulary of
surveyors and it
means a very accurately measured and defined line
against which other measurements will be made. 
From the base line,
property lines and other boundaries are established. Transferred to
project management, the base lines refer to the initial 
lines which
have been established through careful surveys, plans and qfinitions
from which the boundaries of the project are established. Project
management needs base lines 
to maintain project activities within the
project boundaries and to measure the progress of the project
accurately, i.e., 
changes from or toward prescribed base lines. With­out base line data, it is nearly impossible to have a project control
system or to maintain control of the critical 
areas of a project.
 

Projects have a variety of baselines which need to be carefully
measured and defined. 
There are work base lines, schedute base lines,
financi.Z base lines, manpowvL base lines, and so on. 
 Base lines, the
foundation for an implementation plan, for project management and
control, and for project auditing and evaluation, must be well­defined. 
 Project base lines and subsequent project boundaries provide
the means 
for identifying and measuring changes and deviations, and
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judging their significance.*
 

It is important that the project manager know the extent to
 
which firm base lines have been established and to what extent they

are needed. For example,.Droject area, base lines are inportant to
 
measure the changes which'the project was able to bring about in the
 
target populations and area.** Financial base lines permit the
 
auditing of performance in re',ation to intended expenditures, and so
 
on.*** Base lines are 
importint during and after implementation. The
 
information blocks outlined it: 
 planning for implementation form the
 
management base line data requ red for most projects. 
 Prtoject imple­
mentation shouid not begin until the plans are complete and all the 
base &ine data is in place. 

6.2 Types o6 Ptoject Management In6ormation 

'%ood project management is built upon sound management judgement

and d.cisions. Good decisions require good information. Planning

for project implementation ensures that:
 

(i) 	a sound information foundation for project management
 
is constructed; and
 

(ii) information flows to facilitate management and decision­
making are established.
 

When there is a sound informational foundation for a project and when
 
systems are created to provide an adequate information flow, the actual
 
work of project execution is made more manageable. The following

types of information are vital to sound project implementation:22
 

(a) project scope information;
 

(b) project work and action plans information;
 

(c) project organization information;
 

*See Module 8 - Bar Charting for Project Control/Scheduling
 
and Module 42 - Evaluating & Forecasting Project Progress & Perform­

ance
 
**See Module 2 - The Logical Framework
 

and Module 16 - Project Area Analysis
**See Module 19 - Financial Analysis 

DO NOT DUPLICATE WITHOUT PERMISSION
 



M.34
 

(d) project financing information; 

PAMCO, PDRT 
Resource 
Material 

(e) project resource planning and budgeting information; 

(f) contracting, work authorization and resource control 
information; 

(g) project "product" information; 

(h) project control information; and 

(i) environmental information. 

(a) Project s6cope information 

The objectives of a project must be clearly defined and broken intooutputs (intermediate and final) so that it is possible to know whata project is to achieve and to test if and when it has been done.
 

(b) Project wordk and action plans infomation 

The objectives of a project and its output are achieved through
the performance of distinct tasks and activities which form the workbreakdown of the project. 
These activities are planned on a project
master schedule which shows the relationships between the project
activities, the major milestones of project achievement and time.
 

(c) Project organization inoformation 

A systematic way of showing how all 
organizations are related to
the various work elements of a project makes it easier for the project
manager to co-ordinate these organizations and organizational units.
It is important that every project team member or contributor gains
a full understanding of the total scope of the project and his/her
specific responsibility in relation to other persons on the project.
 

(d) Project financing infounation 

A financial plan must be developed (and later revised appropriate­ly) to identify and co-ordinate the various sources of funds, toindicate how each category of funds is to be used as well as the meansof repayment. Documents necessary to obtain the release of funds
and to control their movement and disbursement must be standardized
 
and consistently used.
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(e) Resources planning and budgeting information 

A plan showing the flow of all resources, such as funds, equipment,
 
manpower and materials, ensures that these resources 
are available and
 
accessible to the project when needed.
 

(6) ContiLacting, work authorizationand resouAce control infoUmation 

Work orders and contracts are standardized formats that authorize
 
expenditure of funds, labour, materials and other resources required to
accomplish specific tasks. When properly used, they avoid confusion
 
about responsibility as well as authorization.
 

(g) Project product information 

Every output expected from the project should be clearly identified 
with specifications for measuring performances for each product. 

(h) Project control in6ormation 

The basic reason for information is to have data to compare

performance on the project against expectations or plans. This requires
 
a formalized and standardized flow of information on a regular and
 
periodic basis to all decision-makers on the project. The information
 
flow should be organised in such a manner that there is not a barrage

of irrelevant or unnecessary information but only relevant project

information channelled to appropriate decision-makers.
 

(i) Ptojert environmental infomation 

This refers to all available information form outside the project
which has an impact on project performance and is the category of 
information which is least capable to being standardized and defined. 
it may, for example, relate to information from and about the Ministries,
supplies, markets, or even weather conditions. If other categories
of information are soundly based, the managers and administrators can 
put information from this category into better perspective to judge
impacts and implications for the project. 
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6.3 
 A Project Management Information System 

The building of an information base for project implementation is the
foundation for successful project management. 
Management information must
be constructed and integrated during planning for project, implementation.
Management information is useful only when it is used. 
The information is
generated and documented at the beginning of the project and will
monitoringthroughout the project. be used in
It is
a means of gaining and maintaining
control of a project.
 

The discussion of the Five Steps for Project Implemetation Planning*
illustrates the logical and systematic construction of a project foundation
by building upon these categories of project information needs. 
 The informa­tion "blocks" 
are constructed and inter-related in implementation planning
and will be used for project management throughout the duration of the project.
 
Information requirements at the different levels of project management
are not the same. 
 The needs for information are 
related to the main functions
of project personnel,and the management information system should be designed
to give only that information necessary. 
 In this manual 
we shall be dealing
primarily with that information required at
That information base, is, however, used as 

the level of the project manager.
 
an analytic base for the informa­tion transmitted to the executive levels of project administration, just as
the more extensive information on the activity manager level is condensed
for the project manager.
 

A brief description of the management functions at these three levels
will indicate the information needs. 
At the executive level, the management
deals with policy making and strategic planning, which involves establishing
objectives and determining levels of resources to be allocated.
FIGURE 7). (SEE
Management at the project level involves control and allocation
of project resources along with monitoring measures of performance.
tion needs are periodic, e.g., Informa­fortnightly, and are summaries of the data
from the operational levels of the project activities. 
 Managing the project
activities requires constant information inputs as it involves using the
resources 
to achieve performance. Information at this level is compared to
the plans, 
contracts and procedures established by the project management
and summaries of performance are forwarded to management.
 

At all three levels, 
the project management information system is
designed to give pre-determined key data elements which were selected for
 
* See Manual I - Project Implementation Planning for a full 
discussion
 

of this approach.
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monitoring and analysis and which summarize the project performance at the
degree of detail necessary for that project level. 
 At any level, the major
functions of the information system to perform control 
are to:
 

(a) establish performance standards;
 

(b) collect and analyze operational data;
 

(c) detect deviations from standards;
 

(d) provide a basis for determining the implications

and significance of deviations; and
 

(e) provide i basis for judging the impacts of corrective
acti on. 2 

In general, project information 6ys6tems povide 6o& control by usingfounaized data collection and analysiz methods in tetation to key performanceindicatou which have been selected in relation to the component activitiesof a project. The purpose is 
to highlight problem areas that affects, or
will affect, the overall performance of the project*.
 

system. 
There are two general ways that project managers can use an information
One is Positive Control and the other is Cont'ot by Except.ion. 24
Positive Control requires more managerial energy because of the need for
continuous observation and interaction. 
 It also requires that the manager
have some knowledge of the technical operations of a project (or be directly
assisted by someone with such knowledge). Positive Control 
refers to the
complete involvement of the project management in the daily workings of a
project. 
It is very directive and often leads to a confusion of the functions
of management versus the functions of technical or professional staff. 
How­ever, certain types of projects are benefitted by this approach, such as
particularly risky ventures or those in which the technology is unique and
 new.
 

Control by Exception is 
more common and requires that a management
information system has been established. 
 It requires only periodic monitoring,
rather than continuous involvement in technical details. 
 Technical standards
and performance standards are established and the management becomes involved
only when performance deviations exceed established limits or standards, both
for better and worse. 
Then management becomes involved by investigation,
analysis, and corrective action as 
necessary. The information systems pro­moted by this manual are 
relevant for either approach, but are most applica­ble to Control by Exception.
 

* See Module 41 - Design of a Project Management Control System
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6.4 Project F&Zcs
 

What have been described as"project base lines", "information blocks",
project systems", and other necessary foundations for project implementation

require easily referenced documentation. A good project manager not only
requires good information but requires a good system of documentation and
retrieval so the information now is easily accessible and can be referenced
 
to facilitate decision-making and control. 
 A good project file is essential
 
to sound project management.*
 

Project documentation begins with the initial 
formulation of a project

idea and any correspondence relevant to that formulation. 
Project Profiles,

Project Issues Papers, Project Studies, Project Appraisals, and Loan

Negotiations are among the pre-authorization papers that begin to form a
Project Fije. 
 Following a project's authorization, all the documents and

forms produced by implementation planning go into the file.* 
 Throughout

the implementation of the project, there will be a continuous stream of

information related to performance and control flowing into files.
 

The Project File should be a rationally ordered collection of all
documents reflecting all aspects of the project. 
 Its purpose is to ensure

that all relevant project information is accessible and continually available
 
to the project management and to others requiring project information. Files
 may be required by the terms of agreement with lending agencies. They are
 very useful and necessary. Files must be established and maintained on all
 
government projects.
 

A good project file should be maintained for thc- following reasons:
 

(a) 	they provide the basis for orientation of project

staff at the initiation of project implementation;
 

(b) 	they provide a record of all project-relevant
 
transactions for follow-up and future reference;
 

(c) 
they are a valuable aid in assuring a smooth and rapid

transition in the case of changes in project

personnel, including project managers;
 

(d) 	they provide vital information in the case of
 
disagreements or litigation requiring authentic project

records and contracts;
 

*See Module 36
 

DO NOT DUPLICATE WITHOUT PERMISSION
 



M.40
 

PAMCO, PORT
 
Resource
 
Material
 

(e) they provide data for, subsequent stages of project

implementation, such as that related to pricing,
management plans, technical options, schedules and so 
on;
 

(f) they provide important information for monitoring project

performances; and
 

(g) they provide data required to evaluate the project upon
completion and to indicate lessons learned throughout the
 
project. 25
 

Quite often some member of the project team, usually the
project manager, carries around most of the project information in 
a
rather informal manner, e.g., 
in a briefcase, files in 
a drawer, or even
in his head. 
This is unfortunate. 
 It is too precarious. 
 Much informa­tion can be lost, for example, due to lack of objectivity, poor memory,
loss of staff, disagreements, and so 
on. 
One of the most important tasks
of a project manager is to 
ensure that

procedures to 

a project file is established with
ensure that all documents are properly retained and classi­fied within the file.
 

In most 
instances, the actual organization of Project Files will
depend upon the nature of the project, the needs of project management and
other factors affecting the management system, but it is suggested that
the general categories to be included in the project files 
are as follows:*
 

1. General 
Project Information, including pre-authorization

studies and authorization documentation
 

2. Project Management and Organization
 

3. Project Technical Files
 

4. Project Financial Files
 

5. Project Work Plans and Schedules
 

6. Project Contracts and Work Authorization
 

7. Project Reporting and Evaluation Files
 

*See Module 38 - Project Files - for explanation of these categories 
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8. Internal Project Communications
 

9. External Project Communications
 

10. Project Security Files, if necessary.26
 

Project documentation is critical, especially as most projects
are relatively unique and innovative. 
There are seldom extensive precedents
of designs, procedures and regularizations which can be referenced outside
the Project Files. Some project documentation must be created specifically
for each project, such as manpower agreements, contracts, Project Charter
and Linear Responsibility Charts*. 
 Some documents can be carried over from
the standard procedures of sponsoring or supporting organizations, such as
project accounting forms, personnel evaluations, contracts, etc. Inmost
instances, project information cannot be duplicated if lost. 
 Project
documentation must be placed inwell-kept files 
so that it can be retrieved
as 
a basis for examining project performances, making project decisions and
recommendations and helping to resolve differences and disagreements which
 nay arise so that conflict can be more rationally resolved.
 

* See Manual I for explanations of these documents 
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VII. THE FIVE STEPS OF PROJECT IMPLEMENTATION PLANNING
 

7.1 Planning to Manage Projects 

Project control assumes there is 
a p&t.n oJ action; project coor­dination assumes thdre is
a 
Zt'w.ctue; project decision-making assumes there
are teouce6 avajjbte to the project. 
All of these must be carefully
defined during planning for project implementation to prepare for management

of project investments.
 

Project management makes every effort to ensure that the project
objectives are achieved within their time and resource constraints.. It is
the duty of management to exercise control over the project by monitoring
performances and revising plans in accord with the overall 
progress of the
project against existing plans. 
 The manager must establish effective project
structures to achieve this. 
 Without good plans and structures,project
management is reduced to ad hoc trouble-shooting and luck. 
This generally
results in frustrating and disappointing results. 
The manager's performance
will be judged on the efficient use of project resources to achieve goals

according to prescribed plans.
 

The need for base line data, plans and control systems on projects
is especially 
acute because project authority is so dispersed, i.e., the
matrix management situation, yet control must be coordinated through a
"S.6ingle point o6 responsibitity" and "integrated planning and control".
Project direction and control includes the following coordination efforts:
 

(a) joint understandings of project objectives and
goals by all 
project contributors;
 

(b) joint definition, planning, scheduling and budgeting

of project activities and resources;
 

(c) joint agreement on procedures for authorizing work,
controlling scope of work and changes in assignments, and

control of schedules and costs;
 

(d) common measures and evaluations of performances in
 costs, schedules and productivity to identify current

and future variances from plai'. .nd to analyze the
 
significance of these; and
 

(e) coordinated procedures to initiate appropriate corrective

actions and revisions of project plans.27
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FeazibZ ty Studi -ate not Imptement ofn Plans 

High degrees of novelty, experimentation and innovation are asso­ciated with many projects. 
 Project control and management must involve
planning, measuring, reviewing, decision-making, reformulation, and activation
in the light of actual project experiences. Otherwise, it would be much too
rigid an approach and not suitable to the nature of development projects.
 

It is unfortunate that inmany projects, pre-authorization studies,
such as feasibility studies, are used as a basis for project implementation.
Feasibility studies are not intended to be implementation plans. Faulty
information and unrealistic assumptions inthese plans can often be traced as
causes of implementation difficulties. 
 Even extensive pre-authorization
planning is often insufficient to suffice for the intensive effort of pre­paring project implementation plans. Pre-authorization plais, for example,
may not involve the participants who contribute to a project, so a common
commitment to the plans was not obtained. 
Mutual commitments of all units
contributing to projects and having some dcgjree of autonomy is important for
 
sound project management.
 

Pre-authorization plans are a foundation for implementation
planning, but the project data from pre-authorization project plans must be
updated to fill 
in gaps in project information, to incorporate authorized
changes and to overcome any deficiencies in the plans. Feasibility studies
are not specifically designed as action plans; 
 hey fulfill other functions
in the life of a project. They are 
to study, for example the technical and
financial worthiness of the project. 
 Some may have been completed by persons
who do not have a working knowledge of the implementation processes, and without
the p;,rticipation of persons from the project area. 
 It is also important
to note that there may have been recommendations for significant changes in
the project design as a result of the analysis, appraisal and authorization
 processes. Feasibility studies include schedules and budgets, but these may
be based upon assumptions that must be re-examined and updated when a project
is finally approved and financed.
 

The fact that feasibility studies are used to judge alternative
projects or competing projects often biases the nature and presentation of
the project data. Many project 
tudies camouflage diff.icuftz which maylatel be faced by ptoject managers, in an effort to improve the probabilitiesof project acceptance. Significant time lags between initiation of studies
and project implementation also affect the validity of the data. 
 Implemen­tation cannot be successfully undertaken on data and plans generated by pre­authorization stages alone. 
 Project information must be updated to reflect
changes that may affect costs, personnel, resources and schedules. 
 Imple­mentation planning must be undertaken to provide the project manager with a
more accurate informational base for project execution.
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•Planning 4or Project Implementation: Five Steps
 

Planning for project implementation requires that the managerial
and technical base lines and frameworks necessary for the implementation of
a project be determined and put in place. 
 Project base lines must be esta­blished, along with the systems to collect, analyze and act upon the updated
information in relation to the base lines.
 

The information needs, outlined in Section 6.2 above, are logi­cally related to each other and can be methodically developed to construct a
sound foundation plan for beginning project work. 
 (SEE FIGURE 8). In
Manual 
I, the Five Steps ob Planning for Project Imptement4tion describe indetail how to construct a sound foundation and develop a project plan using
the relevant techniques and tools associated with each of the step*. 
 These
five steps are summarized below to show the managers the sort of project
foundation which is needed to help ensure successful project accomplishment
and to highlight gaps in the informational base which a project may have,
 
even at this stage.
 

The Five Steps of Planning for Project Implementation are:
 

Step One 
- Project Activation
 

Step Two - Specifying and Scheduling Project Work
 

Step Three - Clarifying Project Organization
 

Step Four - Obtaining Project Resources
 

Step Five - Establishing Project Information and Control
 
Systems.28
 

Each step establishes information base lines and management
systems necessary for project implementation. 
The "Five Steps" form a sequence
of implementation planning activities which precede actual execution of project
work. 
On certain types of projects which are particularly innovative, unique
or complex, itmay be necessary to phase the planning for project implementa­tion so that the Five Steps are =wured out 4or% the fZut pha.6e of projectimplementation and that they are then cw.uied out eatv 4o% Aubequent pha6eof implementation, depending upon the results of project execution of theearly activities. 

• See Manual I ­ Planning-for Project Implementation, Chapters VII, VIII, 
IX,X and XI. 
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In FIGURE 8, the Five Steps of Implementation Planning are shown
in sequence with the types of base line information generated or systems esta­blished by each step along the bottom horizontal row of the diagram.
 

7.3.1 
 Step One: Pxojec;t Activaution*
 

Project Activation involves obtaining tentative agreements from
all contributing and associated organizations and departments
regarding the nature of the project, the respective project
strategies, the tentative inputs and the orgCnizational struc­tures. 
 It is the step which ue Lfiei comitment6 .to the pro­ject authotzation. 
This step involves the following substeps,
which produce basic documentation for project implementation:
 

Subtep6 o6 Step One 
 Documentation
 

1.1 Review of Project Authorization 
 Project Strategy Paper
 

1.2 Confirm Project Approval Process 
 Approved Approval Process
 

1.3 Assign Project Manager 
 Terms of Reference
 
Job Description
 
Letter/Contract of Appoint­
ment
 

1.4 Write Project Charter 
 Project Charter
 

1.5 Establish Project Linkages 
 Memoranda of Agreements
 

1.6 Ensure Project Funding 
 Budget Submissions
 
Loan Agreements
 

1.7 Assign Initial Staff 
 Letters of Assignment
 

1.8 Ensure Interim Project Resources 
 Letters of Agreement
 

Major products of this step for project are the Project Strategy
Paper and the Project Approval Process. 
The Poject Sttategy PapeA summarizesall necessary decisions for implementation from the guidelines and conditions
established through project authorization (e.g., agreements on the project,
 

* See Manual I -
 Planning for Project Implementation, Chapter 7
 
"Step One: Project Activation".
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sources and levels of funding, project administration, etc.). The Approva2PAoce4 
 establishes the initial structures for the organization of the project
and identifies the parts of.the project that must receive approval.
 

7.3.2 Step Two: 
 SpeciJying and Scheduting the Work* 

The purpose of Step Two is to putoduce the :ctwQ wo&k plan des­uribing aUt those ac tlvite. necez4ary to cary out the ptoject
.6peci4ying in dewtail en, wheAe and how each activity iz to bedone, and to put theze into a scheduZe. The Project Master 
Schedule is complemented by--manpower, financial, and physical
resource plans. The plans constructed at this point will
naturally be revised throughout the implementation processes.

They form the bo.se Znez for project control and are the key
to effective project management. The schedules are critical

for the coordination because of dispersed project resources and
authority. Many implementation problems can be traced directly

to deficiencies in work specification and scheduling.
 

Subtep6 o6 S.tep Two 
 Documentation
 

2.1 Define all project outputs 
 Output Targets
 
Output Specifications
 

2.2 Construct Work Breakdown Structure 
 Work Breakdown Structure
 

2.3 Define Activity Resources and Times 
 Activity Description Sheets
 

2.4 Determine Relationships of Activites 
 Master Schedules
 

2.5 
 Determine Critical Activities 
 Critical Activities List
 

2.6 Prepare Manpower, Financial and 
 Manpower Plans

Physical Resource Plans 
 Financial Plans
 

Physical Resource Plans
 

The plans prepared here should be as detailed and as accurate as possible
so that project implementation expectations are realistic. 
However, these plans
will be revised constantly. 
 It is common to overlook even relatively important
items, and changes in performance and commitments will demand adjustments in
original plans. 
 These plans are the basis for monitoring performances and must
be realistically adapted to the actual 
context in which project implementation

takes place.
 

* See Manual I - Planning for Project Implementation, Chapter VIII;
 
"Step Two: Specifying and Schedulino Project Work"
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7.3.3 
 Step Thee: C&wLfying the P'wjeet O&1ax.zation* 

Apart from its technical and economic merits, the success of
a 
project depends largely on the effectiveness of the organiza­tion responsible for its executim. 
Without an efficient
organizational form, a 
sound and viable project may end in
failure. 
The purpose of this step isto ctaw.fg and documen tat4 aspects o6 prtoject authority, responibitiZie, and rLetaifn­6hiPs. 
 The need for this has been extensively discussed in
terms of the dispersed organizational authority characteristics

of the matrix management situation.
 

Subs6teps o4 Step Three 
 Documentation
 
3.1 Determine Organizational Location 
 Parent Organization Chart


and Structure
 

3.2 Obtain Manpower Commitments 
 Written Manpower Agreements
 

3.3 Define Primary Responsibilities

and Relationships 
 Linear Responsibility Charts
 

3.4 Clarification of Authority and
Responsibilities 
 Responsibility Guidelines
 
3.5 Complete Legal Requirements 
 Legal Documentation
 
3.6 
Clarify and Create Administra-
 Project Administrative


tive Procedures 
 Policies
 
Procedures and Guidelines
 

3.7 Revise Schedules and Plans 
 Revised Master Schedule
 
Revised Manpower, Financial
 
and Physical Resource Plans
 

Without clear organizational plans, there islikely to be confusion,
duplication and overlapping of effort, areas of neglected responsibility, lack
of effective coordination and communication and, as noted above, a
of great deal
conflict or potential conflict. 
All of these can negatively affect pro­ject performance. 
The project manager can avoid many of the common pitfalls of
projects by getting the project well organized.

* See Manual I - Planning for Project Implementation, Chapter IX;


"Step Three: Clarifying the Project Organization".
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7.3.4 Step FoWL: Obtaining Project Re.ou,%ce, * 

The purpose of this step is to ptovide the nece46awy guidance60 that the kinds and quantitie6 o ptojec.t ri4eowtcez %equi'edaite available at the approp&iate ptac and times a6 needed.The project manager must be acquainted with the processes of
procurement, drawdown procedures and requirements, and contract
arrangements. 
The manager must monitor these processes to
ensure that resources are available at the desired times and
to see that realistic time-tables for obtaining resources are

worked out and kept.
 

Substep4 of Step Four 
 Documentation 
4.1 Obtaining Project Funds 
 Financial Allotment PlapS
 

Drawdown Procedures
 
Conditions Precedent or
 
Requirements
 

4.2 Obtaining Project Staff 
 Staff Agreements
 
Contracts
 
Technical Assistance Plans
 

4.3 Obtaining Supplies, Equipment, Procurement Plans
Materials and Facilities 
 Procurement Procedures
 
Contracts
 

Obtaining resources is
a process that continues throughout project
implementation, so 
it must be planned, well-understood and monitored by
management so that these activities become routine rather than crisis events.
The inability to coordinate all the project resources into an 
integrated
schedule is
a common problem of projects and leads to ineffective and ineffi­cient uses of resources and consequent disappointments and overruns on pro­ject performance. 
Maintaining liaison with administrators responsible-for
these processes and formulating contingency plans is 
a major part of the pro­ject manager's job.
 

* See Manual I - Planning for Project Implementation, Chapter X;
 
"Step Four: Obtaining Project Resources".
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7.3.5 Step Five: Estabtishingthe Information and Control System* 

The puApose of this step s to establish in6ormation and systems
for project control which is the manage&Zal function that keepsthe project within 	tolerable timis and on it6 targets. Plans,
base 	linesdata and a system which provide continuous project
information for managerial decision-making are the necessary
preconditions for control. Information is the basis of good

project management as it provides evidence for corrective deci­
sions, including rescheduling, rebudgeting, reassigning staff

and resources, project modifications, strategy redesigns and
 
so on. 
The products of Step Five establish the systems and

the base lines to facilitate decision-making for project control.
 

Substeps o6 Step Five Documentation 

5.1 	 Select Areas for Control Information Strategy
 

5.2 	 Identify Points of Information Information and Decision
 
and Decision 
 Systems
 

5.3 	 Identify Performance Indicators 
 Milestone Charts
 
List of Indicators
 

5.4 	 Design Reporting Documents 
 Reporting Formats
 

5.5 	 Design Reporting System 
 Reporting System
 
Reporting Linear ResIonsi­
bility Chart
 

5.6 	Communicate the Information
 
System 
 Letters of Memoranda
 

In general the information base lines and project systems produced
from the Five Steps of Planning for Project Implementation are illustrative.

These provide a checklist of the information and systems which should be in
place when the project manager is ready to begin project work. This model
illustrates the amount of preparation needed to ensure that a project is really
ready for implementation and that the project manager has prepared the project
team for their challenging task. 
The importance of planning for implementation
cannot be over-emphasized. 
 If any of the significant items on the checklist
 

* 	See Manual I - Planning for Project Implementation, Chapter XI; 
"Step Five: Establishing Information and Control System". 
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have been missed or omitted, it is likely that at some point a delay may be
 
forced upon the project until some conflict or misunderstanding isresolved

and that the appropriate "information block" is put in place so that. Lhe
 
project can proceed.
 

When the .6system iz in ptace, project wordk execution i6 %eadytLbegin. These five steps have laid the foundation for project management,
by providing the basic agreements, contracts, information, and systems which 
the project manager will need to control and direct a project. 

Reviewing the Project Management System 

The first function of a project manager should be to examine the 
management foundations for the project. 
 The manager must understand the

information requirements for sound project management and establish the
data bases and systems for generating and analyzing the project information.
 
These are the inputs for project management decision-making. (SEE SECTION
 
6.2 and 7.3 above).
 

The types of information required will be used to meet project
management needs, especially performance monitoring and conflict resolution.
 
The major areas of conflicts include conflicts over priorities, schedules,

work, performances, technical issues, manpower, costs, authority and per­
sonalties. (SEE SECTION 4.3). The project manager must be able to create
 
an information system which quickly alerts attention to problems to permit

prompt control and monitoring of conflict or performance.
 

The Project Management Information System is to provide regular

systematic analyses of technical and progressive indicators so that project

managers can isolate those areas where they must make decisions for corrective
 
actions. Regular monitoring of indicators, structured analysis, and

regularized reporting to management can eliminate much of the guesswork of
 
project management and can direct management energies to significant areas,
problems and policies. A good system does not guarantee effective manage­
ment, but with a poor system, a project manager can waste a lot of energy

rushing from one crisis to another, perhaps losing sight of important issues.
 

The Five Steps of Implementation Planning introduced above provide

a framework of the management information required during project implementa­
tion. Technical information requirements can be derived from a checklist of
the project components introduced through the Project Skeleton, including
Objectives and Outputs, Demand and Market Information, Technological and

Resources Data, Organizational 
Information Schedules, and Cost-Revenues Data*.
 

* See Manual P - Project Planning 
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Every manager must review the project management information system
to see that it is suited to the needs of the project. There is no perfect
system but it is possible to check for gaps in any system.
 

The following is 
a checklist of important considerationsor factors
to 
keep in mind when reviewing the project management information system. 29
 

1. PuApose
 

Why is a management information system required? Who requires the
information and the review? What will be the purposes for which
the incormation is needed? Who will 
use the information and how?
It is likely that there will be several answers to each of these
questions and the system must meet the purposes of all 
persons
and groups using the information system.
 

2. Scope
 

How is the project organized? 
What are the units from which data
will be gathered? 
Are the units and the required information
pieces technical, functional, and/or geographical? Are each of
the data elements unique to 
a particular organizational unit or
are there a number of work units which can be structured to pro­duce similar data elements? 
Are any of the data elements summa­rized through intermediate organizational levels? Where is
summary and analysis performed besides at the central project

office?
 

3. Envijwnem..nt 

Is the project being implemented in a modern or traditional
setting, a rural 
or an urban setting; a sophisticated or an
underdeveloped setting--or what sort of environment? 
What
geographical distances exist between data collection points,
and data collectors and processors?
 

Comusniation6
 

What methods of communication are available to transmit data
and reports from point to point? 
 What modes are being used-­e.g., telephone, telegrams, mail, messengers, verbal or written
reports? 
What is the time lag between transmission of data
and reports at all points and receipt by appropriate persons,
whether processors or decision-makers? 
 How consistent are the
time lags, are there seasonal differences or influences by
political factors, etc.? 
 How reliable and secure isthe
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system of communications? Are distortions likely to occur
 

in any way from the communication system?
 

5. Man/Machine Interface 

To what extent is the system people-oriented or machine-oriented?
 
Are the indicators the result of "instrument" readings (such as

weights, measures, temperatures) or are they judgemental factors?
 
Are they produced automatically or are they interpreted by peo­
ple?
 

6. Cost
 

How much is management willing to spend to obtain the informa­
tion it desires or requires? Is the information needed what­
ever the cost, or are there budgetary limitations, i.e., some
 
percentage of project cost? Is it preferred that the cost not

be explicit but be buried inoperating costs? Can costs be

determined accurately to reflect the efficiency of the system?
 

7. Personnel
 

Are there sufficient personnel to collect the data for the
 
total 
area of coverage? Are the personnel appropriately

trained for data collection and analysis? Is supervision

appropriate to guarantee accuracy? 
Are.the staff experienced

and skilled or must training be part of the project design?

To what extent can judgements on data be made in the field
 
before it is processed? Are the data processors skilled,

informed and aware of their functions in relation to the

project? Have all sources of information been briefed on
 
their roles in relation to the total project?
 

8. Data Proce6ing
 

How will data be processed and summarized--manually, mechani­
cally or electronically--or a combination? 
How long will it
 
take after an occurrence before various management levels can

have data, summaries, reports and can complete their analysis

of the project information?
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9. Fxequency 

How frequently does the project manager and other levels of

project administration require or desire to be informed of

the operational situation--continually, daily, weekly, monthly,

quarterly, periodically or infrequently, only as problems arise?
 

10. DetLi
 

How much does each level of management require in terms of

detail on information--everything, selected indicators,
 
ad hoc reports, etc.).
 

11. Authority and HiCa/chy 

Is the project manager central for all reports and have control
 
over these? 
 Does the manager have direct authority over all
 
sources of data (the reporters) or are reports passed through

functional managers? 
Is primary data provided to the manager

as an additional task, as courtesy or what? 
 Can the project

manager communicate directly with data collectors and pro­
cessors or does the manager have to go through other inter­
mediate managerial levels? 
Does higher management receive

data and reports from several sources or from the project
 
manager solely?
 

12. Summarization
 

Is the data only to be summarized on the project as a whole,
 
or is it to be summarized at other intermediate or operating

levels? 
Who determines what sorts of summarization are
 
required and permitted?
 

13. VeLifi.caton
 

Can the project manager or the staff get easy access to the
 
sources of data? 
Will spot checks be performed to sample

and verify the validity of the data? 
 How does project ad­
ministration determine information validity?
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14. Comptenen.tay Repo'wt
 

What are the arrangements of supporting and sponsoring organi­
zations with regard to data collection and processing? Are
 
there separate mechanisms to complement or compete with the
 
project information system from other parts of government or
 
lending institutions? How can the systems be integrated to
 
avoid overlap and redundancy?
 

15. Public PeAceptLonz
 

How likely is it that data collection will be influenced by

public or political opinions so that data collectors may be
 
likely to encounter resistance, withholding or distortion of
 
data, or judgement regarding the nature of the data or the
 
reports?
 

16. Vested Interests
 

Are the data collectors, the immediate supervisors, the
 
processors or the interpreters completely unbiased observers
 
of the data they are required to collect and transmit? Are
 
there any vested interests among the project personnel or
 
information staff who may bias the facts to the interest
 
of particular groups?
 

7. Goals and TaJtgevtz
 

Are the overall goals quantified meaningfully? Has base line

data been made available? Can data be reasonably obtained to
 
measure accomplishments toward goals? How frequently should
 
higher level goals be measured? How realistic are the goals?

Can the goals be sub-divided into smaller and intermediate
 
targets for reporting and data collection.
 

The above list could be expanded but it illustrates the detailed

attention that the project manager must pay to the management information
 
system established for a project to ensure that it is appropriate to the

project and can be managed. Information systems are tools and mechanisms
 
to assist the manager. They should not detract from the real 
task of
 
project management, but contribute to it. As with any tool, 
its appro­priateness to the tasks must be the judgement of the ones who will 
use the

tools, in this instance the project manager.
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 Project Uncertainty of Ultimate Time & Cost through Implementation
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7.5 Imptementation Planning Accuacy 

The Five Steps of Planning for Implementation represent a much more

detailed and accurate stage of planning than any of the pre-authorization

plans (Project Profile or Feasibility Study). However, implementation plan

still contain uncertainties. Periodic reviews and re-planning adjust plans

to new information and actual performance.
 

Although the total project times and costs are quantified by the

implementation plan, it is not possible to predict these factors 
so precisely

for development projects. As 
 project goes through implementation, the un­
certainties related to the various factors, such 
as costs and time, are
 
reduced. Dividing project execution into relative distinct phases, it can

be seen that uncertainty is reduced with each succeeding phase, is illustrated
 
in FIGURE 9. Through re-planning, the cdpability of predicting the final

point, (e.g., in terms of cost and time), increases, until the actual point

of completion is reached.30a
 

Thus uncertainty represents the reasons for continuing attention to

the cycle of implementation planning--monitoring--re-planning, as introduced

in Chapter 8. The tools and techniques introduced above are useful to pro­
ject managers throughout the implementation management processes. Plans,

reports, contracts, analyses--all are necessary to keep control 
of the
 
direction of the project so 
that the final project completion point ismain­
tained within acceptable limits.
 

7.6 Documentation 6or Proje.t Management 

Many project management tools and documents have been mentioned in
the above discussion of planning for project implemertation. These are

discussed in more detail inother manuals and modules of this series. 
The
 
project manager should become familiar enough with these to use them
 
effectively on the project, especially those basic tools and documents
 
illustrated in the following overview.
 

The Work Breakdown St e
wcuwe (ILLUSTRATION 1) gives a list of all

project activities, grouped into basic project components. It breaks a
 
total project into manageable activity units for the manager. Activity

managers will be responsible to further break the activities into tasks,

using this same method.
 

Activities must be scheduled. Network Diagams (such as PDM and

PERT) establish precedence and show dependence relationships between
 
activities. An example of PDM is shown in ILLUSTRATION 2. Most project
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schedules are eventually transferred to a Bar Chart. 
This convenient form
for scheduling is also used for Project Resowtces and Finan,2,ia 
 Plans
(ILLUSTRATION 3) and for Wltestone Progress Cha
at (ILLUSTRATION 4).
 

Inmonitoring progress on various project activities, the manager
must be familiar with the administrative steps for procuring basic project
resources. 
 Bar Charts identifying tasks and times involved in the procure­ment process can be constructed to help the manager, such as Adminizttative
&teps for P4ocuring SuppZie6 (ILLUSTRATION 5), Prowrng Fund6 (ILLUSTRA-TION 6), and Ainpowev Ass.6ignments (ILLUSTRATION 7).
 

Activity Description Sheets describe the outputs, resources, costs
and times for specific activities (ILLUSTRATION 8). These must be
continually updated by activity managers based on actual project performance.
The backs of these documents can be used as an Activity Log to record signi­ficant observation about actual performance of an activity (ILLUSTRATION 9).
Activity Follow-up Sheets may also be constructed to keep close track of
critical project activities (ILLUSTRATION 10). Resouce Fottow-up Sheeti
may also be useful for selected critical project resources (ILLUSTRATION 11).
 

Clarification of project organizational responsibilities and
relationships is
an important aspect of project management. Project O'gani­zation Chats (ILLUSTRATION 12) should be prepared to show the relation of
the project to the parent organization(s). 
These should be supplemented by
LiineoA Res6pon-sibZity Chart6 (ILLUSTRATION 13) which identify specific levels
of responsibility for all 
persons on all activities. Such charts can also
be used to keep track of the flow of information and the points of decision
in the project management and information system as 
shown in ILLUSTRATION 14.
 

The project manager must also be aware of all 
relevant documents
used for work authorization and control, such as Wordk Ret/eae (ILLUSTRA-
TION 15) and a work order document (ILLUSTRATION 16). Inaddition, RepoAting
Fow6 will be designed for use within the project as well 
as fonnsfrom other
agencies, such as that used for the Ministry of Finance and Planning to
monitor project progress and financial performance. (ILLUSTRATION 17).
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MODEL OF A WORK BREAKDOWN STRUCTURE FOR A PIONEER FARM
 

Project Project 	 Project 
 Project

Component 	 Elements 
 Activities
 

(Level 1) (Level 2) 	 (Level 3) 
 (Level 4)
 

Survey and Land
 
Site Preparation Land Structuring
 

Surveying Roadway
 

Site 	 F Road Construction

Roads 	 Procure Irrigation


Development 
 Procure site for
 
Inst.
 

Construction & Inst.
 
Water Water System
 
Suoply
 

Select Management
 
Team


Management Team Train Management
 
Team
 

Orientai:e Management
 
Team
 

-Select Leaders arid
PIONEER FARM 	 Management & Supervisors and Pioneers
 

Staffing Workers 
 Train Leaders and
 
Pioneers
 

Construct Housing

Building Facilities
 
Facilities Construct Farm
 

Buildings
 

Procure Eouipment 
Equipment and Planting Material 
Supplies and Poultry Feed 

Procure Chemical 

Land Preparation

Farm Crop Planting and
 
Operation Production Fertilizing
 

HarvestingM~arketing and
 

Revise Reporting

Farm System

Management Develop Management
 

System
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ILLUSTRATION,2
 

AN EXAMPLE OF PDMNETWORK-SCHEDULING FOR BUILDING A SMALL MANUFACTURING PLANT
 

Earliest Start
 

Activity Designator 
 E 12 12 F 18 
 Activities List 
 Weeks
 
Earliest Finish 


6-0
3-0 A. Develop Plans 6
 

9 12 12 
 B. Acquire Funds 2ES EF 

O)/ , 0 6C. Clear Legal Issues I 
t D. Acquire Site]3-3 -- r 2
00 6-K -0 


0 E. Hire Contractor 3 

LS 

F. Develop Site 6
 

L FG. Order Building
Latest Finish 
 9D 
 11H 1Materials 
 Y 

Slack 
 2-3
12 14 F 
4 H. Order Plant Machinery 

Duration and Equipment 4
 
Dat inS tI. Begin Construction
 
Latest Start
 

CRITICAL PATH
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IILU .J Ia 3 ESOURCE PLAN AND BUDGET 25 PDRT 
Project Component: PREPARE 
5 ACRES OF LAND AND ESTABLISH IN VEGETABLES Resource 

- HMateri al 
GANTT CHART 

- weeks ­

1 2 3 4 5 6 7 TOTAL 

Clear Land
 

Plough Land 
 III IIIIIIII //I/I/I 

Harrow Land 
 IIII III //1 I1I11I/1I 

Sow Seeds and Plant Seedlings 
 I//I//IIIIIII II/IfI/II 
MANPOWER REQUIREMENT
 

1) Field Supervisor (mandays) 2 
 2 2 2 4 4 4 20md
 
4 ­ - 25 
 25 26 75md 

) 2) Tractor Drivers " 4 8 8 8 5 38md
 
CJ MANPOWER COST
 

Field Supervisor/d $20/md 
 $ 40 40 40 40 80
SLabourers ( $8/md32 80 80 $400 
- - - 200 200 200 632

Tractor Drivers Q $12/md $ 48 96 96 60 60 60 $546 
TOTAL MANPOWER COST $ 72 88 136 136 376 340 
 340 $1488 

MATERIALS 
a) Herbicides: 2 litres @ $60/litre $ 120 .... 
 $120b) Fertilizers: 2 tons @$260/ton 
 2 217
217. 217 217217 ___ $651$651 

c c) Fuel: $ 20 40 40 40 20 20 $180 
OTHER COSTS

Travelling Expenses 
 $ 50 50 
 50 50 
 50 50 50
Long Distance Telephone calls $350

$ - ­ - - - - -

Other 
 10 10 
 10 10 10 10 
 10 $ 70
TOTAL MATERIAL & OTHER COSTS 
$ 180 80 100 317 
 317 317 
 80 $1391
 
TOTAL MANPOWER & MATERIAL COSTS 
 - 252 16F 236 453 b93 657 '20 2
 



M.62 PAMCO, PDRT
 
Resource
 
Material
 

ILLUSTRATION 4 4 5
BAR CHART AND LIST OF MILESTONES
 

SIMPLIFIED BAR CHART FOR POULTRY PROJECT
 

ACTIVITIES (weeks) 4 8 12 
 1.6 20 24
 
A. Land Survey and Acquisition 2 1 

B. Building Construction Pm 4 

C. Install Water System Intale 
 1
 

D. Install Equipment o7
 

E. Procure Supplies
 

F. Stock Poultry House oPut2 

LIST OF MILESTONES
 

Planned
 
date Actual
 

...
 end of week) date
 

2
 
Land Survey Completed
FA - 1 Land D2OTransfer Completed 4
 

,B I Building Plans Approved/with Permit 4 

B -2 Foundation and Exterior Completed 10
 

B - 3 Building Interior Completed and Inspected 
 14
 

C - 1 Exterior Water Systems Installed 
 13
 

C - 2 Interior Water Systems Installed 18
 

D)- I Equipment moved to Site 
 17
 

D - 2 Equipment Installed and Tested 
 21
 

E - I Supplies Inventory Completed 20 

F - 1 Delivery of First Set 21of Poultry 

F - Poultry Stock Inventory Completed 
 24
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SCHEDULE FOR OBTAINING 

ILLUSTRATION 5 

PRCJCCT SUPLIES AND EQUIPMENT 

Activity Responsibty AN FEB MAR APR MAY JUN JUL AUG SEP OCT NOV DEC JAN FEB 

1. Formulate requirements, send 
to Ministry Stores Officer 

Projeqt 
Manager 

2. Establish general specifi-
cations, estimate costs, pre-
pare purchase authorization 

Ministry 
Stores 
Officer 

3. Approve allotment request 

4. Prepare purchase orders 

Ministry 

Finance 
Representativ 

Ministry 

Stores 
Officer 

5. Send Supplies 
Commercial 

Firms 

6. Receive and store supplies Project 

Manager 
Project Offi-
cer 

-



ILLUSTRATION 6 
 10PMOP
ADMINISTRATIVE 

L. I 

su ..
oicy guidelines to 


Miitis, including 

budt cilings
2.represupplementary

stutos. i-n-
Issue guide-


lie 
 oUnits, Institu-

tion,Povinces
 

Re i e-

paeadsubmit 
 bud-

ge r p sal 

bugt pposals 
Submit
torleat Ministries
5.eie iistry p-'ro-


poassbmit to 

Bu 
 ueau 


6Rve/prove budget 

prpsasfor 


-


alomnt
1.saL~
f rMitries 

9.u L nstry spend-

in elns. 
 Inform 


Ministriesfor 


O.umtrqest to 
spend 


p r v ...
l otment 


STEPS IN OBTAINING FUNDS 
Maeoral 

hdule 


Chief Budget
 

Bureau
 

era nt
Secretary,
 

Ministry
 

Par i s Offi-I
 
cer
 
Projc
e a a e
 

cer, Finance
 
Officer

Ministry 


__-

Budget Review
 
Co__
mmittee
 
Representative
 

Budget
 

I Bureau
 

st11LZry ofFinance
 

S Representative
 
for Minist
 

Min.of Finance
 
Representative
 

Ministry
 

Project Officer
 

Mini -tyC n
 

Ministry of
 
ian e
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ACTIVITY 
ACTIVITY 

_ __ 

Responsibility 
_hs 

APR MAY JUN JUL 

_ 

AUG 

_ 

SEP 

_ 

OCT NOV DEC JAN 

1. Prepare Post Description (Project Manager) 

2. Reviews/approve Post 
Description 

Ministry 
Personnel Officer 

3. Confirm Funds Available Controller 

4. Approve Post Civil Service 
Commission 

5. Post Vacancy Notice 

6. Prepare for ard Convene 
Selection Committee 

7. Complete Medica.l 
Clearance 

Ministry 
Personnel Officer 
Project Manager 

Permanent Secre­

tary 

Personnel Officer 

_ 

8. Determine Date cf Availa-
bility I 

Personnel Officer 

9. Prepare and Send Offer 
of Appointment 

Personnel Officer 

10. Give Notice to 
Employer 

Currert Candidate 

11. Brief Staff Member Project Manager 
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ILLUSTRATION 8 ACTIVITY DESCRIPTION SHEET 
 Resource
 

Material
 
Activity: 
 To construct 2.miles of farm road to link farm settlement to
 

existing Parish Council Road
 
Activity Manager: 


Duration:
 
Works Overseer 4 months
 

Start Date /Actual Completion Date Actual 
Planned 


Planned
 

INPUTS 

DESCRIPTION 
OF 

TOTAL SOURCE(S) OF
RESOURCES QUANTITY UNIT PRICE COST RESOURCES 

Bulldozer 
 2 $20/hr/bulldozer 
 $ 2,800 Private Contractor
 
Grader 
 I $16/hr 
 $ 1,280 Private Contractor
 
Time Keeper 
 2 $8/day/keeper 
 1,360
 
Roller 
 1 $15/hr 
 1,800 
 Private Contractor
 

Marl 4000 yd3 
 $5/yd3 $20,000 Private Quarry
 
Labourer 
 200 man- $7.30/day 
 1,460 Surrounding Areas
 

$38,700
 

PRODUCT (Output) - Scribed, Graded and Rolled 2 miles of farm road 
SPECIFICATION (Output) ­ 16 ft. width road with 6 ins. depth marl
 
HWO 
 TO PERFORM ACTIVITY (1) - EXcavating earth and stone; cut l6ft. width road
 

to grade, marl and roll.
 

(2) -
Work to go to tender after approval of Regional
 
Director
 

Authorization
 
...................
... 
 ......................
 

.Project aa er 
 Date 
 Works Manaer 

Prepared By: 

Date
 

Site Manager 
 Date 20/10/79
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(REVERSE SIDE OF ACTIVITY DESCRIPTION SHEET) 

PAMCO, PDRT 
Resource 
Material 

Date PROBLEMS (deviations from schedule,expected results, resources, etc.) Initials
Iniia__ 

15 May Test of registration system in district 
A to be delayed until District Adminis­
trator returns from travel 

7 June Some traditional officers express 
reluctance at attending course. 
First course not filled. 
Stipends to be offered in addition 
to kits. 

10 Aug Procedures manual requiring more time 
for completion than scheduled 

1 May First course delayed one month 

1 May Interest of community volunteers 
exceeds first course capacity -

second course scheduled imme­
diately after comletion of the 
first 

DO NOT DUPLICATION WITHOUT PERMISSION
 



~... St...OKe
IarartinVIndge
Copin 

2.1 

Scta nd prcdue 
aral m 

Di rector 
gdPermanent 15 Jan 

15 

15 Jan 

Mar 

2.9m Dsr ibt mebrsi2.2, & 2,3 (by *P.S.)2.5 Selection of meeting 

site 

2.6 Document functions and 
-----_ Procedures 
2.7 Do promotion to 
_ establish membership 

ReioaSecretaryRegional 

Di rector1Fe 

Parish 
Manager 

* P--
**.I.0. 

7,Mar1 Feb 

1 Feb 

1 Feb 

1 Feb 

15 Jan 

I Feb 

I e 

IMr 
1 M r 
-- -

I Mar 

1Fb 

1 e 
1 e 

---­

c 

2-8 

2.9 

inoraioeIfrmanti 

IFinalize membership *P.S. 

Distribute membership -Regiona 

list and procedures Directorx 35 ar 

1 Mar 

7 

5Jn 

1 Apr 

-a 

0Jn e 

7 Mar 

15Mr----­

2.10 

2.11 

Prepare first meeting 
agenda and materials 
Hold inaugural meeting 
(I April) 

Regional 

Director 
Permanent 
SecretaryAp 

7 Mar 

1 Apr 

15 Mar 21 Mar 

I1Ap 

28 Mar 

2.12 

213 

Prepare and distribute 
minutes 

Disseminate public
information 
-­ = ------

Parish 
Manager 

**ubi 
Information 
fficer 1 

2 Apr 

3ArI 

. _ 

7 Anr 

-------10------­
p 
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ILLUSTRATION 11 : RESOURCE FOLLOW-UP SHEET 

Type Unit Cost Quantity Total Cost Actual Expenditure, by Period Action Required
of Source 

Resource P A P A P A lst Q. 2nd Q. 3rd Q. 4th Q. j F 1 I: 

Survey and Supplies <
 

Land Sample Stores 500 950 12 10 6,000 9,500 2,000 3,000 2,000 2,500 , ,
 
Kits
 

Farm Maint'nce
 
Equipment Dept. 250 350 6 5 1,500 1,750 800 950
 

Pesti ci des 
and Supplies 7,000 9,000 1,500 2,000 2,500 3,000t 

Fertilizers 

Petrol for Public ,A K 
Vehicles Works 3.4 3.3 2T 3T 6,800 9,900 2,800 3,000 2,500 1,600 

Spare Public 700/ 1,200/ 6 5 4,200 6,000 1,000 1,400 2,000 1,600
 
Parts Works veh. veh.
 
Maintenance 

CODE: P = Planned _= Action Required
 

"A = Actual b = Action Taken 

DO NOT DUPLICATE WITHOUT PERMISSION 



ILLUSTRATION 12: PRUJECT ORGANIZATION CHART (Full-time and Part-time Personnel) 
PAMCO, PDRT 
ResourceMaterial
 

FUNDING 
 PROJECT CO-ORDINATING
 

AGENCY 
 COMMITTEE
 

FUNCTIONAL DEPARTMENTS OF PARENT ORGANIZATION*
 

OTHER SUPPORTINGAGEN IES 

AGENCIESFINANCE
I 

PROJECTS 
CO-ORD INATORO ORD INATOR 

TRAINING SUPPLY BUDGET & 
FIACOSRIE 

O 

OSERVICES 

P'ROJECT 

MANAGER 

I I -IREGIONAL 
OFFICER
ASST. TEAM
 

HEADD 

IN 
 E G
 

EA 
ADMIN. 
 ENG. SERVICE 
 ACCTS.
TEAM WORKS SERVICE
 

STAFF
 

Code:@ Full-time project personnel 

Direct lines of authority
 

Part-time project personnel

(e.g. one-half time) 


lines of co-ordination and
communi cati on 
See Illustration 8 for Parent Organization
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LINEAR RESPONSIBILITY CHART: 

TRAINING COMMUNITY WORKERS 30 


Division Parish Depart- Min. of

Project Acitivity Officer Officer ment 


Head Local 

_ __ _Govt._ 

Design registration
6.1 

system C R A
 

6.2 	 Initiate and monitor
 
registration and
 
recruitment 
 R S
 

6.3 	Design payment scheme
 

7.1 	 Prepare procedure

manual 
 LA 


7.2 	 Design suprvision and
 
support procedures
 

C 
 A 

7.3 	Develop curriculum
 

CIA 


7.4 	Train tutors
 

7.5 	 Conduct 1st course
 

7.6 	 Evaluate Ist course 
 C 
 A 


R. Does the work (project staff)

S. Supervisesl (activity manager)

L. Advises, review, or otherwise supports (liaison person) 


DO NOT OUPLV'TE WITHOUT PERMISSION
 

Min. of Director Public 

of Train- Train-


Finance ing ing Inst 
centre
 

S R 


SR 


S 


__ _A C 


R 


A. Must approve
 
C. Must be consulted
 
I. Must inform
 

PAMCO, PDRT
 
Resource
 
Material
 

Project
 
Consul -Tutors
 
tant
 

R
 

L
 

C
 

R
 

S R
 

C C
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ILLUSTRATION 14 

ResourceMaterial 
DISTRIBUTION LIST FOR CONTROL DOCUMENTS 

Report 

(Frequency) 
Actviy 

Activity Log
(recorded continuously, 
submitted monthly) 

Project Activity 

Staff Managers
ogCommission 

Orig. 

Project 

Manager 

Info. 

P.S. Steering 

Cttee. 

Ministry PAMCO Cooperative 

Dev. 

Other 

(Specify)l 

Activity Follow-up 
(updated monthly) Orig. Info. 

Resource Input Folow-up 
(updated'monthly ) 

Info. Iffo. Orig. Info. Info. 
Stoe s 

Personnel 

Activity Network 
(updated monthly) Info. Info. Orig. Info Info. 

Status Summary(written monthly,
submitted prio.to 

review meetings
Change OrderBugL 

(as occurring) 

Info. 

Action 

Info. 

Action 

Orig. 

Orig. 

Info 

Info 

Info. 

Info. 

Info. Info. Info. 

Budg=Stores L 

PersonneI 

Action = for action 
Info. = for information 
Orig. = originator of report 

DO NOT DUPLICATE 
WITHOUT PERMISSION
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ILLUSTRATION 15: WORK RELEASE 
 AUTHORITY TO INCUR EXPENDITURE
 

FOR FINANCIAL YEAR 19 .........
 

A ISSUED TO: 
 AF 
 I 
DATE [ D L LIIY 

0 N M Y" Y 

FIRST LEVEL 
 SECOND LEVEL
 

HEAD 
 PROG!,ME 

ACTIVITY
 

SUB-ACTIVITY
 

RESPONSI1ILITY
 
CENTRE RECEIVING
 
RESPONSIBILITY
 
CENTRE ISSUING
 

COST CENTRE
 

BI 
 AUTHORIZED USE OF FUNDS 
 RELEASE OF FUNDS
 

REDUCTION OF FUNDS [ ]
 
LINE 
 DR AMOUNT IN DOLLARS
NO. STANDARD OBJECT 
 CODE CR $ $ $ $ $ $$ $$ 
01 99 DR I 11111 
02 
 9 9 DR
 

03 I L I I I I I
9 9 DR 

04 9 9 DR Jj jj jJ 
05 9 9 DR I II I I 

EXPENDTTURE NOT TO EXCEED 
 TOTAL CR I I I I I I 

DOLLARS
 
C 
 JOB NAME AND DESCRIPTION OF WORK
 

D ESTIMATED THIS FiNANCIAL YEAR "A"FORMS ISSUED TO DATE
 

PREVIOUS AUTHORIZATIONS
 

AUTHORIZED/REDUCED
 
THIS RELEASE 
 $
 

TOTAL AUTHORIZED TO DATE $ 
 $
 

BALANCE AVAILABLE 
 $
 

TOTAL
 
E 

AUTHORIZING OFFICER
 
DATE: 
 TITLE: 
 SIGNED:
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ILLUSTRATION 16: 
 Resource 

TASK WORK ORDER Material 
To
 

Name VOUCHER NO. Z 1 ]l~ 
Address DATE NW A 

Nis. Number= E1IJII1 
Fund., Available INITIAL DATE 

BUDGET 

SUB 
 Entered; Liability LedgerACCOUNT HEAD J HEAD Entered: Vote Control 

PARISH 

BRANCH
 

Project SECTIONNumber jj 
Title
 

= or
 

Control
 
Section 
 NAME
 

Sub Given OutItem Object Object Cost Code Taken UpOuantity nit Descriptin i R ate Amount
ntOuantity nit $ c 

Work given out by:a 

NISSUPERVISING OTFFICER TASK WORKER 

NET

I certify that the Ouantities shown as taken up above 
 have satisfactorily been completed 

SUPERVISING OFFICER TASK WORKER DATE 
Approved for payment:______________ 

SUPER-INTENDENT D-AT E 

Pyetmd:PAYING OFFICER DATE ecie. TamnIASK WORKER
This Task Work Order Is to be brought to the pay table and PresentedWhen aill the work given out has been Pald 

to the Paying officer for examination on teqci.for the Order becomes the properly of Ilie OWO anldit to beofficer. This Recnrdl must be Produced by. each 
returnsed to tnC Pl1yingTask Worker when requested to CDo iby an Officer ul the 

DO NOT DUPLICATE WITHOUT PERMISSION
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MONTHLY FINANCIAL REPIRT 

for
 
Externally Funded Projects
 

Month 	of 
 19 

1) 	 Name of Project ..................................................
 

2) 	 Executing Agency ............................... .................
 

3) 	 Project cost ........... . ............. ...................
 
a) Local funding................ 
.. 	 ...........
 

b) Foreign funding ....................................
 

Lending TonLoan 
 Date
 
Aanamnt 	 Number
 

L 
 J­

4)(i) 	Amount provided in 19 _/19
 

Government of Jamaica's Budget 
 ..................
 

(Ii) Expenditure during current financial year .......................
 

5) 	 Total project wcpenditure to date 

Total 
6)(i) 	 Total amount reimbursable on project ­

by external agencies
 

(ii) Total 	actually reimbursed
 

(iii) 	Toal claims submittedRog	 but outstand­

(iv) Total claims not yet submitted
 

Name 

.........-An......................... 

PhH4CO - An agency of the Ministry of Fi~nmnc. and Planni~nj 
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VIII. CONTROLLING AND DIRECTING PROJECTS
 

8. 1 Management by Exception 

Management by Exception is 
an approach that focuses manage­ment attention on situations and operations that deviate from
implementation plans. 
 It is based upon the assumption that a
manager's time is limited and costly and the manager cannot be
positively and directly involved in all operations of a project.Complete involvement, constant observation and tota
 . interaction
 are possible only on the smallest and simplest of projects. A
manager's limited time can best be spent in dealing with those
matters requiring corrective decisions and actions, and only
reviewing those areas where performance is satisfactory.
 

Regular and systematic reports of operations are required to
draw management's attention to deviations from implementation plans.
Ranges of performance tolerances must be established to determine
if the deviations are significant. 
This can be illustrated by the
use of critical paths and float times 
to indicate variances for
time durations of project activities.* As long as performance iswithin acceptable limits, the project manager does not become
involved. 
Only when performance exceeds these limits is management
informed to investigate and, depending upon the analysis, take
appropriate corrective actions. 

Management information and control systems are central
formalized mechanisms for analyzing indicators of performance to
highlight problem areas that might affect project performance. It
is essential that the project management take time to do careful
initial planning, to identify key management and technical indicators
and to establish acceptable performance tolerances. Project
administrators must also be willing to incur the costs of both
staffing and operations, if the monitoring systems are to be useful.
 

*See Module 7 - Project Scheduling - Bar Charts
 
Module 8 -
 Using Bar Charts for Project Control

Module 9 - Project Scheduling - Network Analysis
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8.2 	 Thtee Fu.netion, o6 P'oject Management 

Project Management can best be carried out when the plans and
 
systems described for Project Implementation Planning in Chapter 9
have been established and are well documented. Based upon the

implementation plans, the project manager can exercise relatively

strong control over project work, schedules and costs.
 

Once a project is ready for execution, it is the responsibility
 

of the project manager to see that:
 

(a) 	the budget is not exceeded;
 

(b) 	the project is completed as soon as possible;
 

(c) 	resources are not overloaded; and
 

(d) 	the project's basic components are well
 
integrated through planning, reporting and
 
decision-making.
 

Managing project implementation can be seen to involve three

basic functions. (See Figure 10)
 

Function 1 - Communication and Motivation
 
Function 2 - Work Execution
 
Function 2 - Controlling the Project
 

The project manager will have specific responsibilities

within each of these functions an will have overall responsibility

to see that each of the basic functions is performed.
 

The three basic functions of project management are related
 
in a sequential, cyclical manner. The project (and specific

project activities) begin with Communication and Mo* uja~ton,

(Function One). 
 Project staff and operational or functional units
 
must be informed of what is 
to be done and must be motivated to do
it. Function Two involves the actual Execution of the Wod.
 
Work performance then, must be Moni-toed and Contvotted, (Function

Three) to assure that the intended results are achieved. This

relationship between the three functions is illustrated by the

soZd Zine.6 of Figure 10, which beginning with the Implementation

Plan, 	move cyclically through Function 1 
to Function 2 to Function
 
3.
 

DO NOT DUPLICATE WITHOUT PERMISSION
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FIGURE 10: PROJECT MANAG.EMENT FUNCTIONS
 

Fun tion 1 

COMMUNICATION 
and
 

MOTIVATION
 

Functon 2MONITORING &
 

Revise
 
Plans I 

C IT /RTer
 
mrinatel 

Project
 

Construct
 
Impl ementati on 

Plans 
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Monitoring involves the measurement of performances to

determne those which significantly deviate from plans. When there

is satisfactory completion of activities, the project manager

approves the completion. 
However, if there are deviations which

require re-planning and the initiation of new or different activi­
ties, the management cycle is continued. This is illustrated by
the btoken tine in Figure 10. The controlling functions of manage­
ment involves the initiation of corrective action in response toboth problems and opportunities which are ide,;tified from monitoring.
As corrective actions are identified and planned, the changes mustbe con icu.ne.a.ted to appropr;ate staff (Function 1) who are responsible
to execute the activities (Function 2) and which must be monitored

and controlled to see that performances are satisfactory (Function

3). If the corrective action is still not satisfactory, the cycle

is initiated again. 

These three basic management functions represent the cyclc

of project management. 
 Each of the basic functions can be broken

into sub-functions, as illustrated in the following detailed

discussion of each of the functions. Because different project
activities are carried on simultaneously, and will be at different 
stages of development, all three functions are nornially performed
simultaneously on different activities. 
 Because of this, project

management is very complex once execution has begun. 
 The model
of project management, as presented here, is simplified to permit
a logical presentation of the manager's responsibilities. It is,

however, realistic with respect to individual project activities
 
and relevant to overall project management.
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8.3 FUNCTION ONE: Communiction and Motivation 

FunctLon I 

COMMUNICATION
 
and
 

MOTIVATION
 

Functio 2mpONTROLLING 

Conroject 

Plans
 

Mt&atu. .on is the inner fbrce that causes individuals to exerttheir efforts and resources toward goal achievenient. It is necessaryfor any group or organization to achieve their obje'ctives successfully,and is usually seen as the result of both internal (or personal) and
external (or organizational) stimuli. 
 The project manager must
consciously create the conditions and circumstances for individuals
working on the project to be encouraged to use their talents and 
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abilities to the greatest advantage for the project.
 

Managers need to motivate the staff to perform their assigned
tasks as efficiently and effectively as 
possible because of the time
and resource constraints of projects. Motivation may be more crucial
on 
projects than in ordinary organizational settings, and perhaps more
difficult, because of the transitory and complex nature of project
authority structures and the diversity of project staff which must be
co-ordinated. 
A project manager's ability to lead, encourage and
support the staff must be excellent to complement the limited authority
the position can exercise. A project manager is often in 
a position
where coercion or commands will 
not work, but must rely on negotiation,
co-ordination and authority earned by personal skill 
or effort. A
project manager must understand what motivates his staff and help
tnem to develop a sense of commitment to the project. 
 Of course,
the manager's own personal enthusiasm and positive attitudes toward
people and the project are basic requirements.
 

Communication refers to the meaningful exchange of messages. 
 It
is used to achieve favourable responses and promote personal and
project goal achievement. A major responsibility of management is 
to
see that communication systems are in place to ensure that proper
messages are being sent and received throughout the project organiza­tion. 
The manager must facilitate informal communication as well 
as
formal communication within a project, as 
this is often the source
of messages which can effectively promote or undermine personal

pe furmances on project activities.
 

Good communication tends to prevent negative attitudes and
increase motivation among project staff. 
 It reflects the responsive­ness of management to issues 
on the project, from personnel matters
and performance to policies and project design. 
 Communication must
be a two-way process. 
 Project managers must actively listen to
messages as 
they are sending them. Listening is :rucial 
to ensure
that messages are understood, to understand messages of others, to
convey respect, 
to detect actual and potential problems, to identify
needs, to discover opportunities for modifications to improve project
performance and to avoid major problems.
 

Beyond "spirit" and "style", however, the manager can apply
certain management tools to facilitate communication and motivation.*
 

*See Module 40 - Motivation of Employees and Personnel 
Evaluation.
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These 	tools effectively help overcome some of the difficulties which
may be encountered in communicating with others. 
 These 	difficulties on

projects include the following: 3Ob
 

(a) 	the contributing organizational units may not meet
 
schedules and performance deadlines because their
 
ongoing or routine duties have been given priority
 
or are more urgent;
 

(b) 	the project staff may misunderstand the purposes of
 
the project, the motivations of the project managers,

the outputs of the changes being introduced, the

result of inter-organizational rivalry, or some 
other justifiable .cause; 

(c) 	personnel may be reluctant to become fully involved
 
in the project because it means more work for them

than previously, or the personal benefits are not
clear to them, or they were not involved in the
 
earlier stages of the project; and
 

(d) 	project staff may avoid carrying out project

activities efficiently and effectively because
 
they may be uncertain about their own ability

to do 	the jobs, they may prefer their own routine
 
assignments to which they are accustomed, they

do not feel the project assignments will enhance
 
their careers or promotion potential, or they

feel isolated or alienated f,-om their former or
 
their new organizational and project structures
 
when they have a high need for feeling accepted

and belonging.
 

Communication must be continuously nurtured throughout the
project, though it is particularly important when a project is
beginning. The following sub-functions represent both project-leveland activity-level responsibilities of the project manager. The manager should also see that these sub-functions are performed at
lower levels by the activity manager. Communication and motivation
 
are extremely critical to good project management.
 

The sub-functions of communication and motivation, shown in
 
Figure 11 are to: 

i) orient the project staff; 
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ii) prepare and revise activity, descriptions

and schedules; and 

iii) 	 communicate with the project environment.
 

Sub-function 1.1: Orient the Project Staff (See Figure 11)
 

The project staff must understand what their jobs and tasks are.
These should have been formalized in Job eucptionz as 
part of
implementation planning. 
But staff need to be oiented to their
responsibilities and need to understand how their tasks relate to the
overall achievements of the project. 
 A Job 	Profile should be con­structed with each member to see that the duties 
are mutual-y understood
and agreed upon.* This is particularly important if 
t project team
members were not involved in earlier implementation planning. 
 It is
too often assumed that each person can do his/her part automatically.
A good project manager will 
see that every contributor understands the
relationship of his contribution to the total project.
 

Staff orientation, a formal and informal set of activities, should
include discussion of the following elements:
 

(a) 	an explanation of the rationale behind the project,
the problems it seeks to solve, the changes it
seeks 	 to bring about and the objectives including the 
operational outputs and targets;
 

(b) 	 a description of the project organization and all 
administrative policies and procedures;
 

(c) 	 a review of the project work structures and key
milestones 
on the master schedules;
 

(d) 
a review of the relevant activities and all associated
 
plans and an explanation of the degrees of autonomy

involved in the performances of these; 
 and
 

(e) 	an explanation of the information and control system
and the roles of various persons as well as its
 purposes, 
so it will be viewed as an aid to performance

rather than as a means 
of sanction.
 

*See Pioneer Farm Implementation Planning Manual, Appendix 2 for
 
illustration and discussion of the 
uses and differences between

Job Descriptions and Job Profiles.
 



Staff orientation meetings may be quite brief, or may be
 
extended over several days or even weeks, depending on the nature
 
of the projects involved. It is advisable to get the entire staff
 
together initially for introductions, espedially arranging for an 
informal and friendly atmosphere. This can be important for the
 
development of a good team spirit. Orientation is a key factor for
 
encouraging persons to see the project as a whole, rather than as
 
segmented (and even competing) parts. Staff orientations set the
 
tone for the project and establish a pattern which can be maintained
 
by staff meetings throughout the project.
 

Staff orientations should be carefully planned and executed to 
establish good rapport and understanding. They provide the opportuni­
ties to discuss the project plans and all issues completel'y; and should
 
be followed up by personal briefings and problem-solving meetings so
 
the process of two-way communication is evident from the start-up of
 
implementation.
 

Sub-function 1.2: Revising and PubLishing Activity DescAiption, 
(See Figure 11)
 

Activity Descriptions are the basis for work assignments.*
 
There should be an initial meeting with all activity managers, project
 
staff and relevant liaison persons to teview and finatize the
 
Activity Desctiption Sheets which were developed during implementation
 
planning. Activity managers should be given time to inspect and to
 
modify them if necessary. Each activity manager should be encouraged
 
to establish a "plan" for each of their activities, outlining the
 
tas6ks required to accomplish the activity and preparing a time schedule 
with a detailed resource plan. This will help ensure the accuracy of 
the master schedule for the project. Although this can be a time­
consuming step, it is critical to ensure the validity of management
plans. As new activities are identified (e.g., corrective actions) 
or plans are revised, it will be necessary to review and update all
 
relevant Activity Description Sheets. This function will be performed 
throughout project implementation.
 

Sub-function 1.3: Communicatng with the Prtoject EnvLronment 
(See Figure 11)
 

Communication with the project environment is important through­

out the project. Meeting the need for continuous crmmunication with 

*See Module 4 - Activity Description Sheets. 
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diffeAent groups, organizationz and indivivdu , is a major responsi­
bility of the project manager. The key linkages in the project
 
environment should be identified and patterns of communication
 
established.* At a minimumthese will include the following: 

i) heads of supporting and co-operating departments 
and organizations who need information on the 
progress of the project work in light of their 
contributions; 

ii) liaison persons (in selected speciality areas and 
administrative support areas) who can advise the 
project manager about various aspects of the project, 
e.g., the effectiveness of outputs, and who can relate 
to the rest of the parent organization or other 
organizations on behalf of the project in an influen­
tial, official and unofficial capacities; and 

iii) members of professional organizations, volunteer 
groups, and private organizations who can favourably 
(or unfavourably) bring influence on the project 
and its acceptability (normative linkages). 

For each of the groups or organizations with which communication 

must be maintained, it is necessary to:
 

(a) identify liaison persons as points of contact;
 

(b) identify the purpose(s) of communication;
 

(c) identify the timing and frequency of communication;
 

(d) identify the types of information to be transmitted;
 

(e) identify the method of communication;
 

(f) 	iden'ify the person(s) responsible for the
 
comiunication; and 

(g) 	identify procedures for handling returning messages
 
or communication3l
 

*See Module 32 - Environmental Analysis and Institution Building Model.
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Developing a communication chatut and schedule will help ensure 
that the communications programme works and that important people and 
organizations are not overlooked. Impor'utant datm, b'efings, meetings, 
Ptc., may be included on the manager's project schedule so they are 
not overlooked. 

DO NOT DUPLICATE WITHOUT PERMISSION
 



PAMCO, PORT
 
Resource
 

M.88 Material
 

8.4 F CTAION TWO: Work Execution (See Figure 12) 

Fwn.tion I 

COMMUN ICATION
 
and
 

MOTIVATION
 

Plans
 

Work execution will 
be carried out primarily by the functional
units, activity managers, project personnel or contractors. Project
 

implementation plans in 
terms of work assignments must be communicated
 to relevant persons and units through formal documents that permit

record-keeping and control with respect to Work performance. 
The
project manager ensures that Work is performed through planning,

communication and monitoring. 
The actual work is primarily delegated,
so that the manager does not become actively involved in work execution
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except for selected activities. It is the responsibility of the
 
project manager to see that the work is done, not to do the work.
 
If the manager does perform certain tasks personally, he is performing
 
the role of a technician or a professional, not the role of a manager.
 

Efficient work execution requires co-ordination of activities 
and integration of the responsible units. For work execution, the 
project manager must ensure that:
 

(a) 	the work to be performed, has been carefully
 
planned;
 

(b) 	 precise estimates of time, labour and costs 
have been calculated;
 

(c) 	 the scope of required activities has been
 
clearly commnunicated to those involved;
 

(d) 	accounting of physical progress and cost
 
expenditure is performed in good time; 

(e) 	time and cost to complete the remaining work is 
reviewed periodically; and 

(f) 	actual progress and expenditures are frequently
 
compared to plans.
 

The processes involved in work execution will vary greatly
 
between projects as they depend upon the extent to which units con­
tributing to implementation have been involved in the implementation 
planning for the project. Before work execution actually begins, 
it is assumed that key project staff and activity managers have been 
briefed and have submitted revised detailed activity and task plans. 
(Function One).
 

Function Two deals exclusively with the execution of project
 
activities and assumes that a control system is established. The
 
sub-functions included in the management of Work Execution are
 
illustrated in Figure 12. These are:
 

i) 	 Assign the Work or Award Contracts;
 

ii) 	Release specified work conditions and agreements;
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iii) 	 Release project funds for the Specific Work
 
Assignments; 

iv) 	 Obtain clearance for purchasing and procuring
 
materials and equipment for Specific Assignments; and
 

v) 	 Issue Work Orders to begin specific activities. 

The specific dynamics of work execution vary, but the manager
 
is to see that the work is properly assigned, defined, funded, cleared
 
and initiated in accordance with the project plans. 32
 

Sub-Function 2.1: As5igning Work (See Figure 12) 

Individual project activities must be assigned in formal docu­
ments to the persons or units responsible for their execution. 
Usually called work authoAization, this is the official communication 
which specifies required schedules and approved budgets and permits 
them to expend definite quantities of money, manpower and physical 
resources on a project activity. The project manager should obtain 
the signatures of the activity managers on the authorization to show 
their acceptance of the assignments under the conditions stated in 
the document. 

In the case of contracts, there may be a period of tendering
 
before the contracts are awarded. In either case, the work authoriza­
tion document is a preliminary document of work assignment, and must be 
followed by other authorizing documents, such as 6inanciat releasaes,
 
clearanceS of purchase otders, and work initiationordeu. 

As a project progresses, the preliminary work authorizations 
may need to be altered in accordance with project needs. There are
 
clauses within work authorizations which permit certain types of 
changes within identified tolerances, such as schedules limits. 
Generally, the agreements include procedures for modifications, revi­
sions or cancellations and conditions to dictate these on the part of
 
either the project management or the responsible units. The project
 
manager should re3d these carefully and understand them so as to
 
maintain maximum control over any changes in work execution.*
 

*See Module 34 - Introduction to Contracts, Jamaican Contract
 

Documents and Tendering Procedures. 
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Sub-(gnction 2.2: Issue Contract or%Work Release (See Figure 12) 

The contract reeae or work asignment is a document prepared by the project staff for distribution to key activity managers. Itincludes a statement of the work to be done, items and prices ofhardware, performance requirements, specifications for activity out­puts, delivery or activity schedules, support rcquirements, contractrequirements, property and other physical 
resource requirements, and
any other information necessary for execution of the activity. 
 Even
if a work assignment form is used rather than a formal master contract,
the document actually represents a contract to accomplish th activity
within the specifications and constraints of the assignment.13 

Sub-function 2.3: 6ssue Project Reeae Docunent (See Figure 12) 

A project r&eeaze document authorizes the total funding ofdirect costs for the actual execution of the project. There is aspecified amount to be released to the various activity managers for
each activity. Procedures or requirements for drawing upon the funds
must be specified in the project release or activity release documents.*
Generally, the release documents require the approvals of various
levels of project administration, such as 
the project manager, a
functional director, or the contract manager, the comptroller and so
on. If additional 
funds are required, because of unforseen problems
or a change of the scope of the activity, a revised release is
generally requ';red, except in instances in which the conditions of therelease or the master contract provide for contingencies and unforseencircumstances which can escalate the costs without additional
 
approval.34 

Sub-6unction 2.4: Is6ue Purchae and Procuernent Ordeu 
(See Figure 12)
 

Purchae or Procuremne O.Lders are required to obtain projectequipment, materials and supplies. 
 In some instances, the activity
managers are given responsibilities and authorities necessary for
purchasing the material and supply requirements of the various
activities. 
 In other instances, these are maintained by the cen­tralized accounting and supplies offices. 
 These responsibilities
should be clearly defined, and necessary procurement procedures
initiated in time for the physical 
resources to be present when the
 

*See Module 46 - Withdrawal of and Accounting for Loan Funds in the
 

Financing of Projects.
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work is to begin. Procurement can be quite a lengbhfy process for
 
certain types of items and no problem at all for others. It is
 
generally wise to allow adequate slack time for purchasing and
 
procurement, but- one must bear in mind the storage requirements of
 
any materials or supplies when they arrive as this may present
 
security and storage problems.
 

The procedures and documents for purchasing and procurement are
 
usually quite well defined. It is generally the responsibility of
 
the project contact or liaison person in the functional purchasing
 
or supplies department to carry out the actual steps involved. The
 
project manager must understand and monitor the procedures as part
 
of an effective project control system.35
 

Sub-function 2.5: lsue Activity Work Oders (See Figure 12) 

A worLk order is the key document used for authorizing the actual
 
execution of activities and for controlling performance on those
 
activities, especially in relation to budgets and schedules. Work
 
orders include the following information:
 

i) 	 a brief, but complete description of the work
 
with a'l specifications in detail;
 

ii) 	the budget divided into labour and material
 
quantities indicating unit costs;
 

iii) 	 schedule including dependence upon other activities
 
For initiation or completion;
 

iv) 	progress indicators that will be monitored such
 
as intermediate milestones and linking events;
 

v) 	 the cost code account with provisions for sub­
activity control accounts if necessary; and
 

vi) 	 the signatures of officials authorizing the work
 
and accepting responsibility for the work.
 

Many activities may be sub-divided into a number of significant
 
tasks. Sometimes special formal authorization is required to perform
 
tasks which are under the supervision of the activity manager,or to
 
expend external funds. In general, the administrative procedures with
 
regard to work orders and contracts, especially those involving
 
external operators and contractors are quite well established and
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very precise. 
 The project manager should be familiar with the
relevant regulations of both the parent organization and the con­tributing organizations. 
 The manager should develop a good liaison
relationship with someone having expertise in this area to avoid
errors, to 
ensure that the work authorization can meet the work
requirements of the project, and to ensure that the regulations are
properly followed. Many projects requLre a speciatized conttactadminLtratorL to be attached to the projects be.cauze o6 the i nricatenature o6 the cont'Lact and worhk authot~zation documentation. 

Activity work orders are not normally
before the work is to be done. 

issued until shortly
This avoids unnecessary confusion
regarding the scheduling and performance. Although dates have been
established by the Master Schedule Activity Sheets, it may be necessary
to revise these dates, and even the exact specification of the activityassignments, based upon the performance of other activities and the
progress of the total project. 
 Changes are inevitable because all
eventualities have not been accurately anticipated and incorporated


into the initial implementation plans. 36
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8.5 FUNCTION THREE: Con~totZing the Pxoject (See Figure 13) 

Function I 

COMMUNICATION
 
and
 

MOTIVATION
 

Every project is unique. It involves achieving objectives which
 
have never been accomplished before under the same circumstances or

conditions. It is therefore inevitable that unforseen curcumstances
 

will arise, demanding changes in the original plans. The project
 
control system has been designed to alert project management to
 
deviations from plans, to analyze the significance of deviations, and
 
to initiate corrective actions. The most corrion categories of changes
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can be generalized as:
 

i) changes in scope of work;
 

ii) changes in schedules;
 

iii) changes in-costs; and
 

iv) 
changes in technical performance.
 

Depending upon the significance and implications of deviations,
decisions must be made regarding changes and corrective actions at all
levels of the project. Certain changes 
can be made at the activity
level by the activity managers a tong as deviation,6 do not exceed theagreement,, contract or work authorization document6. Some changesmay be made at the pzoject manager's level, especially if they haveimplications for the total 
project or on the performance of other
activities and aspects of the project, but do not affect overall
project objectives or policies. Still 
other changes can only be
decided by the project administration or the executive level of the
project that is, if they have impication6 
%egardingdevition. fromthe originat objective o4 the project or major modificato requiring

poicy conzideationz.
 

To control the project, the manager must know where deviations
are likely to occur and where changes or corrective actions can be
made. These will be primarily in 
terms of scope, schedule, cost and

performance. 

Project Scope Control involves monitoring to ensure that the
specifications and contract conditions are being met, no more and no
less, 
as written into the work authorization documents. 37  
 Major
problems in project delays and cost overruns, occur when there is 
an
increase in the scope of work being performed. Expansion of the scope
of work may be justified if it 
ensures the successful accomplishment
of an 
activity or because it is a natural addition to or consequence
of the original assignment, but it should always receive clearance.
The intention may be to produce the best possible result, but if it
involves 
an expansion of the immediate objectives, and/or corresponding
increases in 
costs and time requirements, it is outside the initial
agreement. 
The project manager must ensure that any changes or
expansion in the scope of work are properly approved (with identifica­tion of all necessary corrective actions relative to the rest of the
project) before any unazthmoized work is undertaken. 
The project
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manager achieves this by:
 

(a) 	insisting upon well-documented work authorization
 
assignments, as noted above, with appropriate
 
signatures of the activity managers, functional
 
managers .and project executives;
 

(b) 	monitoring the performance of the activity
 
managers to see that the specifications and
 
conditions are being precisely met;
 

(c) 	insisting upon revised work statements, schedules
 
and budgets where any changes in performances
 
are taking place; and
 

(d) 	initiating analysis of the significance of any
 
deviations from the original agreements and plans. 

Schedute Control must be integrated with control of the scope

of work. As a project progresses, the original estimates may prove

invalid or may need revision in light of the actual project
 
experience. This is why Activity Work Orders cannot be issued until
 
it is 	nearly time for activity initiation and co-ordination of all 
dependent activities are properly updated and integrated. Each
 
activity manager and functional manager must be required to submit
 
regvlar reports which measure progress against planned schedules
 
and forecasts to completion. The frequency of this reporting may
 
vary, (e.g., daily, weekly or fortnightly), but it should be frequent

enough to provide the project manager with an accurate picture of the
 
possible change implications. These progres reports should include
 
measurements on:
 

i) 	 progress recorded to date, noting completed
 
activities and estimates of work accomplished
 
on activities in progress; 

ii) 	 estimates of remaining time to complete
 
present activities and any future activities
 
under the particular work authorization; and
 

iii) 	 judgements on the impacts of activity completion,
 
any changes which may be required, and impacts
 
of these changes on key project milestones
 
dependent project activities.
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Good progress reporting requires that activity and functional
 
managers have an overview of how their activity fits into the total

project, including inter-linking with other project activities and the

overall cost and time demands of the project. It is the responsibility

of the project manager to see that they have this for use in Proiect
 
Review Meetings.
 

Cost control is also exercised primarily by activity assign­38  ments. For each activity, the Activity Description Sheets and
subsequent authorization documents provide established budgets for

each activity. Monitoring will measure expenditures against budgets.

It is necessary to have a continuous and well-defined set of procedures

for expenditures to see that they conform with requirements and are

well-recorded.* When expenditures deviate from plans, corrective
 
actions must be initiated (depending upor the conditions of the con­
tracts and the work authorizations). 
 These must be co-ordinated with

other dependent activity changes and must receive the appropriate

approvals required for such modifications.
 

Cost control can be very problematic. For example, manyagencies incur expenditures on projects which, when not properly

recorded to accounts, or not recorded in time, do not appear for
 
reimbursement or claims. With externally funded projects, it is
 
necessary to provide proper documentary evidence before an organiza­
tion can be reimbursed for project expenditures. Without the documen­
tation and prompt follow-up, the organization may experience severe
 
cash flow problems, straining the routine budget on project expendi­
tures which are not properly claimed. Cost control requires constant
 
and precise attention to avoid the various pitfalls of penalties,

late charges, incomplete reimbursement, etc., which plague so many

projects, causing financial headaches such as 
cost overruns and
 
inadequate funding. Cost control problems affect nearly every

project. Often there must be a reduction or project goals because
 
of financial constraints and difficulties.
 

Pefomunance control irn'!lves the integration of cost, schedule
 
and technical performance to obtain an overall measure of project

progress. The performance reports 
can be broken into functional
 

*See Module 46 - Withdrawal of and Accounting for Loan Funds in the
 
Financing of Projects. 
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categories, activity categories, project component categories, or
overall project progress. 
The format depends upon the needs of the
persons receiving the information. 
 Manpower, cost, technical, and
schedule performance shoild be integrated into the measurement and
analysis mechanics of the project control 
and reporting system.*
 

In maintaining control of the project and managing the reporting
systems, the project manager must perform, in general, the sub­functions outlined below:
 

i) supervise activity managers; 

ii) check work results; 

iii) 
 gather control information;
 

iv) analyze data;
 

v) make management decisions; and
 

vi) communicate decisions.
 

Sub-Auncton 3.1: Supervise Activity Manager (See Figure 13)
 

In general, 
the project manager is not the direct supervisor
on most project activities. That is the responsibility of theactivity managers. 
The manager's responsibility lies in managing
the supervision by systematic attention to progresand .e6heuLez of the activity managers 
o6 aetivitie6
 

and by being avaialble for
advice and consultation. 

A major dilemma of any project manager is how much to become
involved in individual project activities, and when to become involved,
o& to what extent project staff and activity managers should be
pemitted to work out their own problems. A project manager should
generally not be responsible for too many activities, 
nor should the
manager unduly disturb the work that is in progress or take 
on the
responsibility to re-do any of the work that is unsatisfactory.
Rather, the manager should reinforce the responsibility of activity
 

*See Module 42 -
Evaluating and Forecasting Project Progress
 
Performance. 

DO NOT DUPLICATE WITHOUT PERMISSION
 



M.1OI
 

PAMCO, PDRT 
Resource
 
Material
 

managers. The project manager should, for example, be accessible to
 
the project staff and the activity managers for regular advice and
 
should support the persons responsible for particular efforts on the 
project, making it clear when the work is satisfactory or not satis­
factory. He should maintain constant communication by participation

in meetings, %eporton discussions held with the project executive 
administration as appropriate and with supporting and external
 
agencies, be readily accesibte for consultation, anaeyze with 
project staff the problems encountered and exptaZn the basis for 
decisions resulting in changes as they affect the project staff.
 

Sub-function 3.2: Check Work ResuLt6 (See Figure 13) 

The project manager should establish procedures to ensure that
 
activity managers, whe-n satisfied or dissatisfied with the performance

of their activities or are at a point of completion, report to the
 
project manager for review and approval. The review will be based
 
on the Activity Descriptions (or their revisions) and other activity
 
plans.
 

Work results can be checked simultaneously both formally and
 
informally. The project manager can use the information system as
 
a basis for determining the quality and quantity of work that is
 
being done. Status reports on all activities should be submitted
 
according to prescribed procedures for analysis. The project manager,
 
will also find it necessary to keep on top of project work through

informal communication and encounters as part of his personal style
 
of managing the project. This may mean periodic tours and dis­
cussions with project personnel. The manager should have an "open

door" policy so that the information also come to him. Informal
 
and less-structured ways of checking results can be used very
 
effectively to complement the formal information systems.
 

The project manager should carefully record any mistakes due
 
to misunderstanding of work instructions, problems to be avoided
 
in the future, and deviations from specifications of performance.

Consequent changes in work or schedules should be communicated to the 
relevant persons. Any instances of unsatisfactory work should be
 
communicated directly to the activity manager (not the lower level
 
project subordinates) with clear explanations of the reasons for 
dissatisfaction and steps for correction, if appropriate. 39 
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Sub-functi.ons 3.3; GatheA Control Information (See Figure 13) 
The Project Information and Control System, which was established
in Step Five of Planning for Implementation,* should be constantly
generating information 
to be used for project management. An informa­tion system is designed to provide a continuous flow of information
about the present status of the project and expected progress.
 

The fornal 
information flow must be supplemented by the personal
contacts of the manager with the staff, by periodic review meetings,
unscheduled analysis and strategy meetings as 
problems arise, and
selected meetingswhich relevant units outside the project, as noted in
Step One, above.
 

The Activity Recording Sheets or Activity Logs can be very use­ful 
in the recording of actual experience on project activities.**
They should record satisfactory execution as well 
as actual and
expected deviations from the project plan as they occur. ActivityReporting Sheets record the commencement of activities, activity
completion, status and expected completion times and rates of expendi­tures. 
 Each of these points of information is important to the
informal information and data the project manager will be gleaning
for use in decision-making.
 

Sub-functiojn 3.4: Analitze Data (See Figure 13) 

As information is gathered for project control, actual time,costs and performance will be compared with the control indicators
identified during implementation. 
 There should be systematic and
periodic analysis of the data and summarization as necessary to
facilitate the decision-making processes. 
Whenever deviations
from plans are discovered, an effort must be made to analyze the
significance and causes for the deviations. 
 Deviations are natural
and are to be expected. 
One of the advantages of Management by
Exception, is that it permits the management to recognize deviations
and leaves them time (as routine efforts are standardized through
the plans) to deal with the deviations. Deviations are not neces­sarily undesirable --
they r,;ay represent opportunities as well 
as
challenges. 
 Probable causes of deviations should be identified,
 

*See Manual I -
Planning for Project Implementation, Chapter XI,
 
Step Five: Establishing the Information and Control
 

**See Manual I -System.Chapter XI, for an explanation of these documents.
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such as, unrealistic planning, unforseen resistance, natural disasters,
 
optimism in expectations of support, policy changes, inefficient administra­
tive procedures, unforseen constraints (such as manpower or budget), etc.
 
This aids problem-solving and the experience can be fedback into planning
 
for other similar projects.
 

Project analysis is dependent upon good work reports coming from
 
all project work levels, and is most effective when reported in properly

designed project reports. Data analysis must be based upon a clear under­
standing of what analysis is needed and how it will be used. For example,
 
though they may have common elements, analysis required for the political
 
directorate who review the project will be quite different from the analysis

required for financing institutions. Special attention should be paid to
 
preparing reports that are really valuable documents, which are relevant or
 
current, easily understood, and which portray accurate and comprehensive
 
information.
 

Data is generated for analysis; analysis is done for reports;
 
reports are the mode for decision-making; decision-making is the foundation
 
for corrective action on the project. Poor performance anywhere along this
 
control chain can result in unsatisfactory project results and poor
 
management.
 

Sub-function 3.5: Make Management Deci&sonz (SEE FIGURE 13)
 

Project decisions are taken at all project levels. The project
 
information and control systems should designate the types of decisions
 
that can be made at each level and should be designed to ensure that the
 
necessary information is distributed t~o the appropriate persons to keep

them fully appraised of the progress (cfthe project and pending decisions.
 
At a minimum, these include:
 

(a) the activity manager level;
 

(b) the project manager level; arid
 

(c) the project executive level.*
 

Using the approach of Management by Exception, the project informa­
tion system serves to indicate deviations from the plans and is useful only
 
if it stimulates corrective decision-making.
 

* See Figure 6 of this Manual
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The range of decisions which may be necessary include the following options:
 

i) 
 take no action because the deviation has mirimal
 consequences beyond the level of the activity 
concerned;
 

ii) search for more data or modification of the information 
system or 
select other useful indicators or relevant

information to ascertain the validity of the analysis
 
on deviations or opportunities;
 

iii) make changes in the project schedules and plans 
as a
result of the deviations and opportunities so the

total project maintains the intended progress;
 

iv) 
make changes in project support from external

sponsoring agencies to cope with changes in theproject, such as increases in funding from external
 
agencies;
 

v) make changes in the policies, objectives, targets,
or strategies of the project at the executive level,

that is, reformulate the project; and 

vi) terminate, abort or postpone the project until there is
 a change in significant environmental factors, such as
the political climate and community support, and so on.
 

Many attempts have been made to describe the ways in which
management decisions are made. 
Some managers tend to make decisions
in apparently unsystematic ways. However, good management beginswith an understanding o6 effec.ive and systematic decision-making.Project managers should certainty use all. information available to
assist with decisions; they should attempt to structure the problem
and look at alternatives; they should determine criteria for decidingamong alternatives, e.g., in terms of desired effects on projectcosts or targets or schedules, etc. 

In general, there will be different approaches to differenttypes of decisions, depending upon the number of persons to be
involved, the nature of the decisions, the urgency of the decisions
and so on. 
 The project manager need not formally structure discussion"
participation on all decisions, and in fact, should not do so. 
 But
the manager should encourage the participation of relevant project
personnel by consulting them regarding project problems. Suchdialogue often britigs forth alternatives which may not have been
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initially visible.
 

Under no circumstances should the manager feel that problems
 
tend to solve themiselves when left unattended. Even when delegating,
 
the manager should monitor the decisions and understand the basis for
 
the solutions recommended. The anticipated consequences should be
 
carefully analyzed and tested as much as possible before decisions are
 
finalized.
 

Decision-making is not a solitary activity, although the project
 
manager may feel the acuteness of the problems much more than the
 
project executives, supporting agencies, or even activity managers.
 
The project manager has responsibility to raise the awareness of the
 
executives to the nature of the problems, but rnot to be unnecessarily
 
alarming in his efforts to get attention. Project executives have
 
a broad range of concerns that go beyond the project, while the
 
project manager must be concerned specifically with the one project.
 
It is important to keep the attention of executives on the project
 
but their involvcment should be contained to appropriate types of
 
decisions and actions. It may be disfunctional to demand their
 
attention too often or too little. When they are involved, the
 
project manager should:
 

i) sharpen the focus and limit the amount of 
briefing materials to deal with the sub­
stantive issues for consideration; 

ii) should ensure that adequate notice and time 
is available for discussions, data collection 
and decision-making; 

iii) identify the urgency of the decisions in 
terms of anticipated deadlines for action; and 

iv) highlight the potential consequences 
stemming from alternative decisions; 

The clear responsibility of the project manager in decision­
making should be reflected in a project authority matrix, i.e., the 
Linear Responsibility Charts.* In some instances, the manager can 
make decisions; in other instances, he is responsible for reviewing 
decisions; in others, to communicate decisions; and in still others 

*See Module 6 - Linear Responsibility Charts
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to inform others or facilitate decisions. 
 The project manager should
have a clear understanding of his role in decision-making.
be well documented as 	 This should
part of the job description, authority guide­lines and responsibility matrices which have been designed for the
project.
 

Sub-functiov 3.6: 
 Communicate Decisions 
 (See 	 Figure 13)
 
Decision-making is continuous.
time activity. Nor is it 

It is not a singular or one
a one-way process. 
 Good decision-making
is the result of a two-way flow of information between the decision
and activity points. 
 A common managerial failure is the lack of
adequate effective communication fo&ow-up to decisions. 
 Decisions
and plans for corrective actions must be communicated to those who
are to be responsible for and affected by them.
 

The project manager should use a communications linear
responsibility chart based on 
the principle of two-way communication.
The manager must ensure that there is
to the decision-makers at 
not only a flow of information
all levels (the reporting system) but also
a tetuAn flow of communication regarding the decisions. 
 The
decisions should specifically identify corrective actions including
who does what, when and how. 
 It is the responsibility of the project
manager to see 
that decisions 
are both taken, communicated and
performed for corrective decision-making to be effective.
 

The primary means 
of giving internal 
project directives which
include:
 

i) 	 action assignments as 
a result of project
review and problem-solving meetings­

ii) 	project directives, special memoranda or
 
messages; and
 

iii) 	 task work orders and revised work release documents. 40
 

Often 	communications will be verbal. 
 Verbal communications,
which 	are directives as 
a result of decisions for corrective actions,
usually affect costs, schedules, technical performances 
or scopes
of work and should be well documented to maintain a record of project
decisions and directives.
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8.6 	 Project TeAmination 

Projects, by definition, are to have a beginning -- and an END. 
This is also true of specific project activities. Terminating a 
project (or even specific activities) is not easy.* For example, an 
ending may mean that the manager is putting himself and/or others 
out of a job -- or out of part-time job that has been a very important 
aspect of their work for the life of the project. As a result, 
projects (or specific activities) tend to linger, which results in 
unnecessary costs, thus reducing overall efficiency and effectiveness.
 
On the other hand, it is often necessary to extend projects (or
 
activities) beyond their intended time span to ensure that the
 
intended purposes are carried out. Activity managers must advise the
 
project manager about activity termination and the project manager
 
must advise the project executive about project termination as well
 
as follow-up recommendations, actions and decisions.
 

Normal project termination can take place in one of several
 
ways:
 

1. 	 Finat t.L nimzation -- when a pr'jeact is complete in 
itself and all project activity ends. Often the 
investment (such as a road or school or power line) is 
turned over for routine operations or maintenance to 
an operating Ministry or Agency; 

2. Tcrtimijiat cii isto a niew p'og.qarnme -- when a project is 
intended as a pilot for a new programme and must be
 
successfully transferred after the start-up of operations,
 
such as a new factory or production unit or service
 
centre;
 

3. 	 Teu ,, a ftic' 6 to ( fe0Cow-upJ.izj'cct -- when a project is 
experimental or is a demonstration project and leads to 
a second phase in which the expanded project does not
 
have programme or operations status; and
 

4. Tqrm-litctiJ'n cto an exst.1g p1,g/,anim -- when a project 

is part of the expansion of an existing programme not
 
the creation of new capabilities, such as, a school or
 
health centre and results in expanded capacities under
 
routine programmes.
 

*See Module 43 - Project Termination for a description of the steps
 

involved in terminating a project amd divesting project resources.
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The above types of project terminations are all successful
terminations in which the project moves 
toward 	its intended end.
The differences between the types of normal termination are primarily
those which concern the organizational transfers necessary at the
completion of the project, i.e., 
the transfer to a new organization,
to an existing organization, to routine present activities, to n.-w
operational capabilities and capacities, and 
so on.
 

Project termination may sometimes be abnormal, e.g., 
project
abortion, early termination, late termination, modified termination.
Generally, the project manager must know those conditions which may
have an effect on planned project termination and which may lead to
an abnormal or early termination. A manager must also be able to
advise on the possibility of requiring extension before project
termination. 
The manager is responsible to see that the project
executives are well-informed on all 
factors affecting possible

project termination.
 

The project manager is generally responsible for ensuring that
the project terminates within specific terms of reference, dependent
upon the directives of the project executives. The project manager
must generally perform the following managerial functions:
 

i) 	 plan for the divestment of project resources;
 

ii) 	obtain a close-out plan for all 
project components;
 

iii) 	 ensure that all 
plans and schedules comply with
 
project arrangements;
 

iv) 	assist in determining that all contractual
 
responsibilities and work authorizations 
are
 
complete and documented;
 

v) 	 ensure that all 
project activities are closedout in
 
a satisfactory manner;
 

vi) 	 ensure that all required steps are taken for the
 
turnover of the project outputs;
 

vii) 	 communicate approved completion of activities
 
and responsibilities to relevant organizational units;
 

viii) 	 monitor final financing transactions and legal closing
 
of the project;
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ix) facilitate final project evaluations; and
 

x) submit, final management reports. 41
 

The divestment of project resources provides a good example

of the importance of sound management for project termination. The
 
life of a project is often much shorter then the depreciation life,
 
and certainly much less than the useful life, of much equipment

used on projects -- from typewriters to heavy machinery. It is
 
important that these pieces of equipment are re-deployed for useful
 
development purposes in light of the resource constraints in developing
 
nations. Too often they are left carelessly to an undetermined fate.
 

Human resources, in terms of personnel with relevant project
 
experience and expertise, should also be divested from a project in
 
such a way that they are professionally advanced (iftheir competence

has been proved). From a national development perspective, their
 
following assignments should build upon their experiences from this
 
project. Although the project manager may not have been the person

given specific responsibilities in relation to the staff re-assign­
ment or divestment of other resources, the manager should assume
 
responsibility for these to the greatest extent possible for the sake
 
of the project, for the sake of the contributing organizations, for
 
the sake of the staff and for the sake of the nation.
 

The effective divestment of project resources is only one
 
indicator of the effective termination of a project which is generally

given low priority. Within the context of national development, this
 
should be a more important consideration and the project manager can
 
be instrumental in ensuring that the project is terminated systemati­
cally and purposefully.
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7X. 
 PROJECT DECISJON-MAKING
 

9. 1 The Importance o6 Reponibte Decision-making 

Once a project is 
set in motion, the project manager must be able to
monitor all project activities and assess 
the project's progress as
Problems and opportunities are a whole.
identified from the monitoring and analysis
so that appropriate directive action will be initiated.
begins with the identification of problems 
Problem-solving

and the project managerbe able to identify most needs toproblems before they occur so astheir effects. Opportunities must also be identified early 
to 

as 
avoid or minimize 

they tend to
be very brief or limited and advantage must be taken before they are lost.
 

Projects 
are usually tightly planned and often dependent upon 
resources
which must be released from other organizations.
"redundant" resources. Projects do not have any
Redundancy refers to an
something. excess or superfluity of
It is often said of development projects that they "usually have
only one of something --
and sometimes even that is missing."
careful monitoring for efficient use of all 
Therefore,
 

Because there is project resources is critical.
no over-capacity on 
projects, it is difficult for projects
to cope with sudden changes, unforseen contingencies and crises.
makes decision-making on This
projects much more critical than in ongoing organiza­tions and increases the need for early problem identification so they can be
managed before they become too critical.
 

9.2 The Scope o6 Project Decisions6 

Project decision-making and corrective actions can 
be categorized in
three major areas 
 resource management, organizationalmanagement, andpeAroAmance management. A continuous process throughout the life of theproject is required to avoid panic-like responses occasioned by sudden
awareness of problems. 
 The project manager must constantly and/or periodi­
cally:
 

(a) determine the work actually accomplished, on the
total 
project current and anticipated results,
and resources (time, labour, money) expended;
 
(b) compare the project status 
to plans for schedules,


cost, and project outputs and specifications;
 

(c) identify and analyze variances and opportunities and
impacts 
on the future activities and direcions of the
project; and 
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(d) develop and initiate corrective actions to maintain
 
control of the project.
 

Project decisicis may involve a change of course for those activi­
ties that have caused or appear likely to cause problems, e.g., undesirable
 
costs, schedule changes or technical deviations. Decision-making may

involve; for example, the following:
 

i) replanning to recover or revise the schedule or the
 

project budget;
 

ii) initiating efforts to correct technical difficulties;
 

iii) 	 re-allocating budgets (money, equipment or manpower)
 
as required for corrective actions;
 

iv) alleviating some unavoidable/undesirable results by

calling upon the project executives to make revisions
 
in project objectives;
 

v) 	negotiating changes in the project work and activities,
 
negotiating new schedules, prices or funds, or seek new
 
opportunities; and so on.
 

The project manager can be compared to the pilot-(or a plane or
 
ship) who continuously monitors the progress of the project. Through the
 
direction and evaluation system, he watches for indications of present or
 
future difficulty and communicates tothe appropriate functional specialists

to activate changes in plans or actions to 
ensure that the objectives will be

achieved. 
The manager must, in turn, then monitor the corrective actions to
 
be certain they have been received, understood, acted upon and that they do
 

43
 achieve the desired results.
 

Reports for decion-making
 

To facilitate decision-making, it is important that the information
 
system results in properly analytical reports for decision-making which in­
include:
 

(a) proper summarization for the specific purpose at hand;
 

(b) comparisons with previous ratios as indicators of
 
performance;
 

(c) comparisons with previous reports by showing trends;
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(d) selective reporting of relevant information, but not so 

(e) 

limited as to avoid dealing with substantive issues; 
graphic and visual displays for ease of understanding; and 

(f) alternative recommendations and opportunities as well 
as analysis of past performances. 44 

Projects reports, however, are often less effective than they could
 
be for the following reasons:
 

(a) 	they are poorly designed, too detailed, too sketchy, or
 
too difficult to understand;
 

(b) 	they have numerical tabular reports from which it is
difficult to identify significant points of change
trends;	 

or 

(c) 	they are written in too much technical detail regardingthe previous period immediate to the project with toolittle consideration to trends, current problems, 
or
future problems and issues;
 

(d) 
they 	focus too much on satisfactory results rather than analysis
of problems; and 

(e) 	they are too problem-oriented and seldom identify
opportunj ;ies which 
are important aspects of corrective
 
actions.
 

The types of analysis of project data which should be included in
project reports is represented by the following list: 

i) Activity Status Schedule Reports, varied by expected and
latest allowed dates; 

ii) Project Schedule Reports with critical paths identifiedand remaining activity float times with departments andexpected dates/latest allowable dates highlighted;
 

iii) Function Bar Charts;
 

iv) 	Milestone Status Report;
 

v) 	 Financial Plan and Status Report;
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vi) 	 Organization Status Report; 

vii) 	 Manpower Loading Report; 

viii) Cost Categories Report; 

ix) 	 Project Outlook; 

x) Time and Cost Projections; 	and
 

xi) 	 Time, Manpower, Performance Projections. 

An example of the content of prcjet progtess repoAit is contained
 
in a suggested outline for "monthly" project progress reports from the
 
project manager to the project executives:
 

A. 	 Summary status -- brief paragraph highlighting current status 
of the project; 

B. 	 Red flag items -- previous and new red flag or problem items, 
corrective actions taken already, with prediction on resolution 
or recommendations for further action required; 

C. 	 Items for Executive Decision -- review of any items requiring
 
the attention of project executive and analysis of issues
 
on alternatives for solution;
 

D. 	 Project manpower plan -- showing use of key resources and any
 
limits on resources which may affect plans or require special
 
attention to recruitment or co-ordination; 

E. 	 Major achievements and future schedule -- describing actual
 
accomplishments Juring current report period and significant

implications ror changes in future schedules;
 

F. 	 Project cost performance -- commenting on current project cost
 
situations with reference to current cost performance trends
 
and forecasts; 

G. 	 Reference to past directives -- commenting on performance

related to directives or action assignments as a result of
 
decisions for corrective actions on problems from former
 
reporting periods;
 

H. Current and future problem 	areas -- stating major problems,
 
alternative actions to be considered, possible implications

and impact on the project, and recommendations as appropriate;
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I. Exhibits -- attachments of various exhibits relevant to the 
report or any section, such as a summary Master Schedule (with
trends analysis), Project Cost Performances Reports and Charts,
)etailed Activity Schedules, etc.46
 

When decision-making is done, either by the project manager, by activitymanagers (and reviewed by the project manager), it is necessary that theproject manager see that there is a definition and record of each decision,

speci fying:
 

(a) what the ptobtem is; 

(b) how it is to be 6otved; 

(c) who has the re4ponbi..Lfty 4or the action; 

(d) who witt contribute to the actions; and 

(e) when the action is scheduted to begin and end. 

9.4 Management o6 Project ResouAces 

The project manager's attention must be drawn to the efficient use of
project resources. 
 The nability to effectively manage and co-ordinate the
resources on a project is 
a common problem on many projects, resulting in
delays, underachievements, penalties and other undesirable effects. Resource
management problems can take several forms. 
 Cost and time overruns often
result from -the lack of adequate consideration to resource needs for timely
project execution. Over-commitment by the parent and supporting organiza­tions with respect to the resources actually available to do projects whilemaintaining routine operations, is 
common. Resources are often not combined or co-ordinated into a schedule to effectively use them for project accom­plishments, 
Again, project resources may not be adequately flexible for
 
overall project use.
 

Planning and control must be integrated, especially as project scheduleschange over time. 
 Project resources must be adapted to the realities of
planning and replanning required for development projects. This is true of
all resources, and most particularly human resources, in the face of limitedprofessional and technical expertise necessary to carry out projects.
 

The management of project resources including Time, Money, People,Facilities, Equipment Materialsand and Supplies, is based upon the planning 
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and control and direction steps described in Chapter 8 and involves:
 

(a) 	estimating and forecasting resource requirements by

functional areas and activities of the project, as 
in

the use of Activity Sheets, Master Schedules, and

Resource Plans (Manpower, Financial and Physical

Resources);
 

(b) 	acquirirg, providing and allocating needed resources
 
in a timely and efficient manner to be co-ordinated
 
for use on project activity as outlined in Manpower

Agreements, Technical Assistance Plans, Contracts,

Procurement Plans and Procedures, Drawdowns and
 
Reimbursements, etc.;
 

(c) 	monitoring and controlling the use of project resources
 
for their prescribed purposes and within their assigned

performance standards;
 

(d) 	analyzing the performance on the project to detect
 
significant variations or deviations as well 
as

opportunities which require replanning or rescheduling; and
 

(e) 
initiating corrective actions through communicaior and
 
directives.47
 

Time cannot, however, be managed like the other project resources,
People, Facilities, Money, Equipment, Materials and Supplies. 
 For example,
in cases of deviations from plans, it is usually possible to replan for
the use of other resources or substitutes as 
they are not "used up", unless
actually consumed in another activity. Time, however, is less static.
Time flows at a constant rate. If it is 
not used as planned, it cannot be
recovered. 
Time cannot be stored, accumulated or divided for later uses.
Time interrelates all the other project resources 
into a project plan. It
is the foundation for identifying progress indicators and measuring progress.
Time provides the basic for combining all aspects of the project into
integrated measures of progress and trends necessary for decision-making.
 

The project manager is responsible to see that the decisions regarding
the "technical formulae" are proper 
and functional, i.e., 
that the project
inputs (people, materials, supplies, equipment and facilities) actually
produce the project outputs at the designated target levels. 
 Problems
which limit the productive processes for the project include:
 

limited production capacity for the targets established;
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(b) shortage of space or facilities;
 

(c) shortage of key personnel;
 

(d) shortage of materials;
 

(e) poor management in resource efficiency; and
 

(f) inappropriate resources. 48
 

The project manager must determine if the project has the capacity and
the capability to carry out its assignment. Therefore, it is important to
have a work breakdown to know which resources are required to produce
specific sets of project intermediate and final outputs.* For example, how
 
many person hours of which technical specialists, combined with what
physic-l resources, would be necessary to complete particular segments of

the infrastructure, the training, the construction, or other aspects of
pruject outputs. The area of decision-making regarding resource management

involves technical as well as 
management problems and represents some of the
 
major difficulties faced in project implementation.
 

9.5 Management o6 Project Finance
 

Cost is a special sort of resource. Although money can be simply
described, cost is 
a more complex concept. All physical resources and human
 
resources can be assigned a vatue. 
The sum values of these resources must
be equal to the total support available to the project. Money, along with

personnel, is a key indicator of project support. 
Usually, the project
funds are limited to specified uses. All project resources, even if donated
 or paid for by the donor organization, represent value and have a cost.
 

Financial management involves an understanding of resource costing and

the practice of controlling of funds in relation to specified uses.
Physical resources may be rather static (a bag of cement is 
a bag of cement
 
now or in the future and one man-day of an engineer, is one man-day now or
in the future), but values of the physical resources, and values of money,
change over time. 
 To make project management decisions, the project manager
must understand the dynamics of costs and time as 
related to physical and
 
human resources.
 

*See Module 3 - Work Breakdown Structure
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Management of project costs 
begins with financial control documentation.

Project cost control, like schedule controls, is based upon the activities
 
or "work packages" which fall 
under the responsibility of the functional
 
or activity managers. 
The project manager is basically responsible for
monitoring of activity costs, and summarizing and forecasting project costs
to 
identify significant variances between actual expenditures and approved
budgets. The manager will also be responsible for deciding, or initiating
decisions, on corrective actions so that final 
total project costs are con­
tained to acceptable levels. 
 Cost control consists of:
 

i) establishing project budgets;
 

ii) establishing activity-level budgets;
 

iii) 
 ensuring that project funds are appropriately released;
 

iv) ensuring that expenditures are proper;
 

v) ensuring that all reimbursements are concluded; and
 

vi) taking appropriate controlling actions where deviations
 
exist. 49
 

The manager needs periodic reports (weekly or monthly) to summarize
direct costs by activity and category, e.g., labour, supplies, equipment,

etc. Monthly performances against monthly plans, broken down on the activity
level if necessary, can show exactly where the deviations occur and identify

cost trends, problems and decision points.
 

Monitoring costs is usually the responsibility of a project controller
and/or project accountant (perhaps on part-time assignments). Organizational
financial control 
is based upon typical functional departments handling
repetitive work on an ongoing basis, so 
expenditures are basically steady­
state in nature. Project expenditures, in contrast are more dynamic.
comparison is shown in Figure 14. 50 

The 

http:exist.49
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FIGURE 14: 
 COMPARISON OF RATES OF EXPENDITURE FOR PROJECTS AND DEPARTMENTS
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The manager must ensure that the specialized financial and accounting
information systems are established so that the management has the necessary
financial data isolated for analysis. 
 Basic procedures must be established
 
to integrate the project with the accounting systems of the parent organiza­tions, to establish account numbers for the project and for the separate

sub-accounts as necessary.
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At any point in the project, it may be necessary not only to know actual
 
expenditures, but also any outstanding commitments not yet booked so that
 
total 	project costs can be forecasted as early as possible. Failure to *
 
record and control cost commitments is a frequent cause of cost overruns.
 
Problem areas may appear too late to 	control. Late charges and other forms
 
of penalties represent trouble spots. It may be impossible to avoid all
 
such penalties because of the changes in schedules which haunt all projects.

It is important, however, to attempt 	to contain these within the contingency
 
allowances for the project.
 

An important concept in cost control information is "cost to complete". 
All reports involving activities in progress or incomplete activities should 
forecast completion cost for subsequent reporting periods (months or quarters). 

Activity level reports should have the following basic components to
 
assist in accurate cost reporting and forecasting:
 

(a) 	progress and costs to date on sub-activity tasks, noting
 
completed tasks and work accomplished on tasks in progress;
 

(b) 	estimations of remaining work, including time to complete
 
tasks in progress and any future tasks not initiated along

with 	any information for replanning or re-estimation on those 
tasks; 

(c) 	 time remaining to complete each activity and projected cost
 
of completion along with a comparison of the initial or most
 
recently reported plans or estimates; and
 

(d) 	impacts of any other key factors or activities on task or
 
activity completion and recommendations for managerial

attention to any significant points of deviation or 
opportunities to be explored. 51 

In-reporting, there needs to be emphasis on percent complete and -per­
cent remaining to complete for all activities. This provides management
 
with costs reviews past performance and estimates for future performance.
 

To facilitate project cost decisions, sophisticated sets of criteria
 
have been developed. Most cost decisions involve cost comparisons over a
 
time horizon. Dimensions of priorities, impact impicatinns (e.g., benefits 
and trade-offs can also be evaluated.52
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A most common basis for many cost decisions, especially additional
investments or shifts of finances,is urgency. 
Urgency may, in situations
of genuine emergency, be a suitable anddecision. sufficient justification for aIn general, however, there is 
a problem in deciding when real
emergency exists inand ranking various emergencies in terms of theirrelative urgency. 
 Use of Urgency as 
a basis for decision-making is often
abused. 
This happens when it is used to argue for a series of ad hoc
decisions or to support opinions and preferences which may be lacking in
quantifiable or objective analysis. 
Authority may be granted for emergency
decisions on expenditures up to a suitable maximum limit at various project
levels, such as 
to activity managers and to project managers. Such authority
usually requires subsequent review by higher project managementthey conform to acceptable decision criteria and purposes. 
to see that 

When the benefits 
as well as costs from an 
investment can be calculated,
a broad range of financial decision criteria may be used. 
Perhaps the
simplest measure is that involving relative costs with an eye to minimizing
costs while still maintaining a tolerable performance. Such simple cost
comparison can be also applied in the sense of maximizing benefits, (returns
or impacts) of definitely limited expenditures. 
 This is most appropriate
when the range of impacts or benefits for each of the range of cost and
investment choices can 
be adequately quantified and are comparable.
 

Another frequently applied criteria is recoupment perAiod.to time required This refersfor payback of investments and identifies how soon thecancosts be recovered either from the benefits to he accrued or from other
sources. This criteria unfortunately,
of returns, 

is biased toward the first few periodsrather than a longer range view and tends to favour minimal or
incremental investments.
 

Most sophisticated financial decision-making tools include some form
of a benefit-cost ratio to compare cost alternatives with similar or compar­able outputs.* Usually, discounting is used to reflect the value of money

over time.**
 

*See Module 19 - Financial Analysis 

** See Module 21 - Discounting
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Present vatue decision criteria use the tool of cost discounting to determine
 
the present worth of the alternatives with a view to maximizing the value 
There are also accounting rates of return ;rw, other decision-making tools
 
which can be adapted to such considerations as taxes and depreciation.
 
Ilnterna tate of keturn on projects and on decision within projects have 
been highly developed, and have the advantage of not assuming a cost of the
 
capital as would be required for those criteria involving present value.**
 

This is no single criteria which can be applied in isolation as the best
 
way to make cost decisions. Managerial judgement may require multiple analy­
ses and criteria comparison as well as some less formal data and analysis to
 
arrive at a decision. In general, however, there are only several alterna­
tive principles which are the foundation for financial decision-making.
 

(a) 	The "BiggeA the Better" principle which assumes that all
 
things being equal, it is better to have the larger returns
 
than the smaller returns from any cost.
 

(b) 	The "Bird in the Hand" principle which assumes if other
 
things are equal, early benefits are preferable to later
 
benefi ts.
 

(c) 	The "Trade-off" principle which assumes that all things
 
being equal, it is better to have a balance which will
 
move to an achievement of the multiple objectives in
 
competing objectives rather than to maximize a single
 
objecti ve.
 

(d) 	The "One Thing at a Time" principle which assumes all
 
things being equal, it is best to achieve a priority
 
objective to the exclusion of others.
 

(e) 	The "Squeaking-Wheet" principle which assumes that all
 
things being equal, it is better to invest where conflicts
 
can be minimized or to select the least controversial 
alternative. 

In general managerial practice, many managers subconsciously

will make decisions on one or several of these general principles,

depending on their own personal styles and preferences. 53
 

*See Module 22 - Net Present Worth Analysis 

**See 	Module 25 - Internal Rate of Return 
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The basis for incorporating time into the calculations of alternative
costs arise because it is known that money has the power to generate addi­tional money over time at varying rates of interest. This value of capital,
varies between different investment alternatives. It is important that any
investment justifies itself financially, economically and/or socially.
Internal 
rates of return have been made sophisticated through application of
shadow or border prices (economic values on 
basic economic commodities such
as labour and capital) 
to permit even more refined analysis of investment
alternatives. (SEE MODULE 27 
- ECONOMIC ANALYSIS OF PROJECTS).
 

In 
some instances, it is possible to accelerate the performance on cer­tain activities by an increased input of resources, which may mean increased
costs. 
 Bit there is a cost-time trade-off as illustrated below.54
 

Cost-time balancing requires the selection of that schedule of time and
costs which provides the best balance of optimum achievement for an activity.
This is best illustrated where there is 
a direct relationship between the
cost and the time required for completion, as seen in Figure 15. 
 Assigning
additional personnel 
or scheduling overtime, normally reduces the time
requirements for an activity, but increases the costs. 
 NotmaC cost is
defined as 
the minimum direct cost for a activity and normal time is the
associated direct time. Cra6h time is the minimum possibZe time, withcrash cost being the associated direct cost. 
 The manager's choice is
between minimizing time or minimizing costs.54
 

As an example, an 
activity normally requiring six weeks at a cost of
$3,000 might be expedited so that it is completed in 
two weeks, but would
involve increased costs up to $7,000 because of hired labour and equipment.
rwo weeks at $7,000 represents the crash time while six weeks at $3,000
represents the normal 
cost. The line conrecting these points shows the
range of alternatives from which the manager can decide.
 

It is,of course, not quite so simple as 
the straight line of
Figure 15 suggests. 
 Every activity has both direct costs and indirect cots6.Direct costs refer to those which are immediately credited to the activity.
Indirect costs can be characterized by the operating costs of the overall
project, such as administrative overheads, storage support services, etc.
As activities are expedited or moved toward the crash time, direct costs
are higher. As activities 
are moved toward their normal cost, the propor­tion of indirect costs are higher. 
This is illustrated in Figure 16. 
 The
consequence is shown by a curve representing the impact of both direct and
indirect costs 
on total project costs. 
 This shows that the cost-time
trade-off is optimized somewhere between the two extremes.
 

http:costs.54
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FIGURE 15: COST-TIME RELATIONSHIP FOR AN ACTIVITY
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To accelerate an activity, the increased costs would have to be justi­fied in 
terms of savings or maintained limits on other activities or the
project as a whole. 
 Though there may be a direct relationship between man­power and costs (as illustrated in Figure 15), 
there may not be a direct
relation with other inputs such as 
materials and supplies. Expediting a job
too quickly can be costly, yet extending a job over time to reduce certaindirect costs can also result in high total 
costs because of the increased
impact of indirect costs such as administrative overhead, storage, and so on.
It is possible to attain a suitable balance between the crash time and the
normal cost point, so that total 
project costs are optimized. The extent
to which this 
can be done within a project is also dependent upon all related
project activities. Decisions 
on single activities cannot be considered in
isolation from their place within total project schedules and plans.
 

9.6 Management o6 Project Performance 

Performance management relates 
to schedule analysis, cost analysis,
manpower analysis and work analysis and gives a 
summary value-of-work

analysis of the progress and performance on the total project.*
 

Management of project performance involves: 

(a) the monitoring of actual project progress in terms of 
use of inputs and production of outputs against the 
project plans; 

(b) identifying significant deviations; 

(c) analyzing problems; 

(d) proposing solutions; 

(e) making management decisions to initiate corrective actions; 

(f) planning the corrective actions; 

(g) communicating these to the appropriate project units; and 

(h) monitoring the performance on the corrective activities. 

*See Module 42 - Evaluating and Forecasting Project Progress and
 
Performance. 
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Performance management is based upon systematic reporting which
 
summarizes project experience and data at various project levels and directs
 
the analyses to appropriate decision-making points. Although the reporting

system is most concerned with identifiably contwo&abee elements of the pro­
ject, there is also a need to include data or observations on the uncon~to'.-.
 
able elements or factors of the project (such as 
price levels or economic
 
and social conditions). Judgements about the future directions of the
 
project must relate both elements.
 

Performance management is basic to the Management by Exception approach.

Performance reports should draw attention to situations and operations that
 
deviate from plans or normal conditions and that call for managerial action
 
and decision.* Because the manager's time is quite limited and valuable,

it is best focused on deviations requiring corrective action rather than
 
reviewing routine, satisfactory operations and performances. This does not
 
mean that satisfactory results are not important and should not be reviewed
 
and evaluated. Rewards for satisfactory performance should be a normal
 
aspect for the motivation and incentive of project personnel.
 

Management of Project Performance uses the Master Schedule and Milestone
 
events or progress indicators as a primary tool and basis for analysis.**

A Milestone Status Chart is used by the project manager to record project

milestones and their status. It is also necessary to examine project perfor­
mance in terms of meeting "specifications" for various project outputs.

Specifications identify the characteristics of outputs and usually have a
 
degree of toleranre, e.g., water supply must be able to sustain a basic out­
put per minute or students must achieve a minimum level of skill and know­
ledge, and so on. Specifications are very important. They often determine
 
the impact of the project beyond the immediate output, for example, the
 
extent to which 
trained persons can be used to perform their jobs com­
petently without supervision or further instruction, or to which a road or
 
bridge, can conduct a prescribed flow of traffic over a period of time,
 
and so on.
 

Management must be able to review all project operations. Their
 
special energies should be drawn to deviations from plans. This is possible

only when a good project foundation has been laid by proper implementation

planning and again illustrates the importance of this preliminary step
 
of project execution.
 

*See Module 41 - Design of a Pruject Management Control System
**See Module 7 - Project Scheduling - Bar Charts 

8 - Bar Charting for Project Control/Scheduling 
10 - Milestones Description Charts. 
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9.7 Management o4 the Project Organizationand Environment 

The major aspects of managing the project organization and environment
have been discussed as 
a background to Matrix Management. Implementation
planning focuses upon structuring the project so that the manager could
effectively co-ordinate and integrate the project organization to maintain
project control. 
 The project manager is responsible for monitoring all
points of interaction between the various components and elements of the
project. Inte 
 face management involves managing those points of interactionto the project environment (exteJnat interface or lnkages) and those
within the project structure (inte'na inteface ortinkages). Organiza­tional interface management consists of identifying, documenting, scheduling,
communicating and monitoring all 
linkages necessary for project performance.
 

ExejtnwC imteiac are the basic linkages the project has with
the organizations of the environment which include:55
 

(1) functional linkages which include suppliers of inputs
and beneficiaries of project outputs; 

(2) enabling linkages which provide the authoritative 
foundations for the project;
 

(3) normative linkages which incluae relations with 
overlapping or competitive organizations and interest
 groups which can have an 
impact upon the overall impact

of the project; and
 

(4) 
diffused linkages which have limited but potentially

effective influence over the impact of the project, such as
the media and voluntary or non-organized community groupings.*
 

An example of external interface management is seen in the monitoring
of relationships with prominent suppliers to ensure that procurements will
be according to schedule or to arrange re-scheduling and replanning to
maintain the supply relationships (or replace them with more appropriate
linkages, if necessary). 
 The relationships with the beneficiaries of a
project is another important interface to ensure that the project outputs
are appropriate, accepted and used for the intended purposes. 
 Another
interface is with the media which can 
play a very influential role in the
perceptions of the project in the public.
 

*See Module 32 - Project Institutional Environmental Analysis. 
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InteAnat in tZface management refers to the responsibilities of
 
integrating, co-ordinating and controlling all points of interaction within
 
the project structures and between project activities. 55 For example, two 
activities may be sequential and dependent -- there is a point of interaction, 
Internal interface management refers to the responsibility of the project
 
manager to assign the tasks, and to relay the information so as to ensure
 
a smooth transfer of energy from one activity to the next on a timely basis.
 
The manager must communicate and adjust schedules as necessary so that
 
linkages and interfaces are maintained.
 

Within the project, a variety of internal interface management areas
 
can be easily identified, including the following:

56
 

(a) 	Pvifounance inteA6aces which exist between different sub­
systems of the project and must be managed to ensure that 
the interaction takes place to support total project 
performance, e.g., that infrastructural works are completed 
in time for construction and installation of equipment. 

(b) 	Phy6ica inte,6ace/ which link different components of 
the projects and which must be managed to ensure appropriate­
ness or technical fit, such as appropriate equipment to match 
the professional capacity and technical staff capabilities, 
or doorway openings sized to match the equipment which must be
 

passed through the openings.
 

(c) 	ReuponzibiL4g iZte /face which is when one activity is comple­
ted and responsibility for further work is transferred to a 

ensure
subsequent activity manager and which must be managed to 

timely project completion and smooth work transitions.
 

(d) 	Management iaterface/ which exist where important management 
actions, decisions, approvals, and other management 
activities will have an impact on the project performance, 
such as funding cuts or increments, desiqn changes, projected
 
unsatisfactory performances, etc.
 

(e) 	BeneficiarLy intef6aces which ensure that the target populations 
will actually endorse the project and are properly involved to 
ensure that project outputs will be utilized a id accepted. 

(f) 	Inf6ormation iiteA6acu where information related to one project
 

component or element is relevant to another and must be
 
transmitted effectively and on time to ensure project perfor­
mance.
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t . . upxt. n itviqae4,whichthe project to form the inkages ofits diverse environment and ensure that theproject support is maintained as a foundation for projectexecution. 

(h) Matex.tZ iteA6acez which ensure that physical items are
available at the particular times and places for tasks to
be accomplished within planned schedules.
 
(i) Technotogicat inte&acez which ensure that all technologieson the project are consistent and can be matched to perform
the assigned work.
 

The project manager must have some system to identify, co-ordinate
and integrate these linkage and interface events. 
 One such way is 
to
identify the major interface or linkage events and relationships
Inttfeace Co-okirnation Chart. on anThis can be done for bothexternal interfaces. the internal andThe Interface Co-ordination Chart should be coded and
time-scneduled to ensure that the manager pays attention to the management
and maintenance of priority interface items, events and relationships. 
 For
events, expected and latest allowable dates would be identified along with
identification of affected organizations. For relationships, important
points 
meetings should be highlighted on the chart along with identification of
of responsibility for specific project personnel in relation to that
linkage or interface. 
The linkage or Interface Co-ordination Chart should
be integrated into the project manager's schedule.
 

Forecats and Trend Analysiz on Projects 
Trend analysis involves a forecast of project performance based on
actual work data up to a specific time. 
can be integrated or isolated, e.g., 

Several dimensions of management

costs, work performance, time, etc.
Schedule trend chart, based upon the project plans and acutal progress,
give quick views of the history of a project,planned performance. its actual performance and its
Charts can highlight the gaps in performance to
facilitate analysis of trends. 
 Causes must then be identified, as well
alternative corrective actions. as
 

An analysis of the value-of-work completed against the planned value­of-work, correlating schedule and cost information, can be used to judge
present performance and to make forecasts for the performance of the total
project. 
 The method involves the calculation of a value-of-work index and
permits the comparison of actual cost incurred with the accumulated planned
value-of-work completed. 
Although there are difficulties in the application
of such indexes, they are 
useful for project administrators to get an overall
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view of the performance and implications (cost and schedule) of deviations
from plans.*
 

Figure 17 -isan illustration of a schedule trend chart.57
time is 
on The project
progress the horizontal axis of the chart, and key indicators of project
are identified on the vertical axis. 
 The slippage o-F the project
is shown in the performance gap of milestones.
 

The integration of performance, resource information, as
value-of-work analysis assists seen in
the project ,nanager in correlating schedule
and cost information for evaluation and forecast of project performance.
As seen in Figure 17, planned and actual cost trends can
to planned and actual work trends. be shown parallel
As the project progresses and different
activities are completed, they are credited by the achievement of project
milestones. 
 By comparing the actual cost incurred with the accumulated
work accomplished and the planned value of that work, it is possible to
have a relative measure of the efficiency of the work in comparison to the
planned efficiency. 
A status index is used to forecast the cost and time
overruns. 
 The project manager can then initiate corrective actions at an
early date, such as 
initiating requests for additional funds, reducing the
scope of some activities, and so on.* 
 Specific charts could be constructed
for each major component of the project to identify where specific problems
lie.
 

Similar charts can 
be constructed, for example, to facilitate detailed
cost analysis. 
 It is possible to graphically display performances with other
resources, such as 
manpower, equipment use, or any other resource for which
commensurate quantifiable data can be generated. 
Cost-trend analysis is 
a
history of costs in comparison to planned cost schedules, and approved
budgets. 
A master financial plan, for example, can be made into a graphic
presentation showing planned dates of drawdowns and expenditures. 
 As the
project progresses, curves can be drawn to show funding received to date,
and funding requirements remaining. 
 This is particularly useful, given the
nagging problems of delayed drawdowns and unused allocations on many projects.
(See Figure 18).
 

*See Module 42 -
Evaluating and Forecasting Project Prigress and

Performance for an explanation of several value-of­work indices and graphic displays of project

performance.
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FIGURE 18: DISPLAY OF FINANCIAL PLANS AND PERFORMANCE 
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Assuming that (1)the project is on schedule, i.e., that 18 months of 
planned work have been completed in time for the 18-month review, and 
(2)that an initial project fund of $250,000 was established, several 
problems are readily from the financial picture in this figure. 

(i) The performance gap from a to b represents a cost overrun 
on work performed to present. 

cii) The performance gap from c to d represents the forecast 
overrun for end of project based upon performance to present. 

(iii) The performance gap from e to 6 represents a deficiency of 
expected inflows of foreign exchange to the national budget. 

If the first assumption is not valid and there is work slippage as 
well, th, problems are compounded. Cost overruns will be higher because 
the "actual Cost" curve reflects less than the planned amount of work. 
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It must be noted that there are both advantages and disadvantages to
trends analysis, associated indices, and forecasting performance. 
These
should be used with a conscious awareness of both their strengths and weak­nesses. 
 Properly designed and displayed graphic presentations, however, are
effective because:
 

i) 	 large amounts of complex infermation can be presented in
 
easily understood form;
 

ii) 	changes in rates for progress and or expenditure are easily

identified;
 

iii) different kinds of information can be presented simultaneously

for integrated analysis, e.g., 
schedule, cost, manpower, etc.; and
 

iv) original plans, past performance and future predictions 
are

easily shown and compared.
 

However, such displays require effort to design, prepare and maintain
and often are not updated. 
Also displays of information at too gross 
or
abstract a level may mislead decision-makers by hiding certain types of
problems. 
 Displays are excellent public relations and staff briefing
instruments 
as well as 
decision aids. They can be used effectively in the
carrying out of a number of the managerial functions.58
 

When graphic displays are used, there should be a 
written narrative
report or explanation, giving a brief summary of project status, present and
potential problems, record of corrective alternatives and actions and a
short analysis of tasks to be controlled in the completion of the project.
In analyzing problems on the project management level or facilitating
analysis at the project executive level, 
the manager should attempt to pro­mote rational decision-making by the types and presentations of information
forwarded for decision-making. 
Special attention should be paid to
reporting formats and data presentation as this invariably influences the
context and content of the decisions.
 

9.9. Project Review and Decision-making Meetings 

Meetings are important for carryirng out the responsibilities of a
project manager. 
Project managers must coiduct regular, periodic meetings
for project review, analysis and decision-making. In addition, special
meetings may be conducted at any of the three basic project levels
activity level, -- the
the project level and the project executive level. At all
levels, the manager must be effective in both scheduled and impromptu
meetings. 
 The manager must know how to organize and prepare for meetings
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so that they are not non-functional or routine events. Whenever a meeting is
 
conducted, its purpose should be clear. Meetings should be problem-solving,
 
decision-making events ,which facilitate the progress of the project.*
 

Peu:odc project review meetings on a regular basis provide
 
opportunities for key project staff to be confronted with the current,
 
integrated analysis of the project's total progress against the plans and
 
to review forecasts for the remainder of the project. Review meetings are
 
basically designed to identify problems and opportunities and organized to
 
respond to these appropriately.
 

In the meetings, the group should attempt to:
 

(a) 	review previous action assignments to assure their timely
 
completion;
 

(b) 	review and verify new data and analysis;
 

(c) 	expand the analysis to determine possible causes of significant
 
deviations;
 

(d) 	identify project opportunities not evident from the
 
information or analysis which often remain hidden to
 
higher level management (such as opportunities to accelerate
 
schedules oi reduce costs);
 

(e) 	obtain real agreement regarding the problems (that they
 
actually exist and require action) and the opportunities
 
(that they are real and should be pursued); and
 

(f) 	identify persons responsible for actions to resolve each of
 
the problems or to follow up on opportunities (these
 
assignments must be clearly recorded in the minutes). 59
 

lmpromptue or speciay caUed problem-solving metNngs should be held
 
as required and should be attended only by those persons directly assigned
 
to or concerned with the problem. Project review meetings are not problem­
solving meetings, but are the forum for arranging follow-up problem-solving
 
meetings. Problem-solving meetings may also be arranged as the result of
 

*See Moduel 45 - Organizing and Conducting Conference Meetings.
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crises or problems identified at any time and which need immediate or urgentattention. Problem-solving meetings supplement project review meetings,
follow up on the activity assignments determined in the review meetings arid
handle crises matters between regular meetings. Problem-solving meetings
should result in direct action assignments, carefully defined as
problem, to thethe solution, the responsibilities for various actions, schedules ofactivities, and implications for other project activities or units. Theproject manager is responsible to see that there is adequate follow-up on
these meetings and that the responsibilities 
are properly communicated to all
relevant persons to 
facilitate the corrective actions.
 

All meetings should be as 
brief as possible and should follow dn
agenda which the participants have had a chance to study, comment upon, and
amend. Minute 
 should be kept of meetings. It is especially important to
make a record of decisions, so that there is 
a clear understanding by all
participants upon the details of any agreements. 
 Action assignments and
other information, such as 
deadlines and discussion notes, should be
distributed quickly after the meeting.
 

The manner in which meetings are conducted is very important. Meetings
can be a total 
waste of time and can contribute to low project morale or theycan provide the opportunity to build project team spirit. If there tends
to be too much time spent on specialized items or subjects of little
interest to the staff, participation in the meetings will deteriorate. They
will become less functional 
in relation to their intended purposes.
 

Project meetings, especially those involving all 
team members, permit
opportunities for personal 
statements on specific areas of responsibility
and progress as well as problems. 
 If one person, such zs the manager, domi­nates too much, other team members are likely to close of communication.Eventually, the team discussions turn into monologues and the manager has
to discover problems and solutions alone -- an impossibility. The strength
of the project team is lost if this happens. Ineffective conducting and
use of project meetings is a frequent cause of project team breakdown.
So,managers can use project meetings to generate a strong team spirit anda sense of commitment to the total project which can make the bonds of thistemporary organization stronger. 

9. 10 Eabl.6 ing a Project Of6ice 

The project manager is usually assigned an, office, or at least, office
space. Regardless of the amount of of room available, it is 
to the advan­tage of the manager to consider the effective use of a project office as
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a center of project operations. The project office can be used to:
 

(a) provide a central clearing house of project information; 

(b) store project records and files; 

(c) provide a single location for display of relevant 
project information; 

(d) serve as a physical representation of the project, 
reminding all concerned persons of its existence, 
status, importance, etc.; 

(e) serve as a centralized meeting place for review or 
problem-solving meetings; 

(f) provide a central place for contact with the manager 
or project staff; 

(g) provide locati'on for simultaneous displays of all aspects 
of the project; and so on.6

0 

To be used effectively, the project office should have facilities
 
for records and files, wall displays, conference tables, work tables or
 
desks, blackboard, telephone, and other equipment necessary for centralized
 
project operations which will facilitate the work of project staff.
 

A project office will be properly used only if the project manager
 
sets a personal example of its use and encourages the same of the project
 
staff. This means that it is more than the personal office of the manager,
 
but a facility resource for the total staff. To be useful, it must be
 
maintained. For example, there should be wall displays (such as graphic
 
presentation of schedules and progress or status charts (which make excellent
 
public relations visuals) and so on, but these must be Upodted regularly to
 
be useful, not just decorative. The project center can be a valuable
 
project resource for direction, review, communication and control, if used 
properly. Good use of the project office is the responsibility of the
 
project manager.
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X. MANAGEMENT STYLES
 

10.1 Management ci
what and how
 

It 
can be said that, "project management is what project managers
do". 
 But some managers seem to do better than others. 
The difference can
usually be attributed to a combination of the use of management tools and
techniques and to a 
manager's style. 
With appropriate management tools,
techniques and approaches, the project manager can build strong founda­tions for project management and can carry out project implementation
through positive direction and control.
 

The major responsibilities of project management include:
 

(a) ensuring detailed implementation planning;
 

(b) communicating with and motivating project staff;
 

(c) ensuring proper execution of project activities;
 

(d) monitoring project performances;
 

(e) ensuring prompt collection and analysis of project

information;
 

(f) facilitating actions to correct significant deviations
from plans or potential opportunities; and
 

(g) ensuring implementation of corrective actions. 61
 

This is what a project manager does. 
 Despite their titles, persons
assigned to the posit~in of project manager may not be managing their
projects because they are unable to or do not carry out these respon­sibilities. 
It is necessary to examine not only what managers do, but
also how they do it. Managers work with and through others. 
The project
manager, just as any other manager, must rely on interpersonal relation­ships as well 
as formal authority to get work done. 
The manager's style
of relating is very important. 
 In the case of the projects, this is
especially vital because the responsibility of the project manager is
greater than the formal authority. 
The project manager must, therefore,
rely heavily on other forms of authority besides the formal hierarchial
organizational authority which is conferred.
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The project manager may have or develop expexrt awthoxity, pvtceLved
 
or attAibuted authority and/or peuonYt authoxty as supplementary forms of 
authority to maintain leadership and control. 6 2 The lack of formal authority 
makes styZe a major consideration of project management. Management styles 
and behaviours which alienate the project staff and support and cause the 
manager to lost control of project activities and resources. This erodes 
the limited formal authority that can be exercised and may cause project 
performance to deteriorate. A good project manager must consciously select 
not only what to do, but also how to do it. Style is as important to the 
manager as experience, expertise, discipline or formal authority. 

10.2 UWe of Managexia2 PoweA on Ptojects 

Power refers to the capability to achieve one's goals. The pro­
ject manager must have "powvr." to ensure that all the means necessary for
 
doing the job can be mobilized and controlled. This power is analogous
 
to authority. Some managers hold a great deal of organizational authority.
 
But in most instances of matrix management, the manager is dependent upon
 
the organizational authority of others to accomplish project work. The
 
limited direct authority of the manager can be complemented by other types
 
of authority. Other sources of authority besides position include
 
experience, knowledge, resources, position, legal sanctions, norms and
 
values, coercion, social pressures and, as noted above, personal style.
 
For the project manager all these sources of authority are pertinent and
 
have to be put to use.
 

Managerial power can be exercised through both positive and
 
negative behaviours.63 Positive behavious are those which tend to share
 
authority and power through cooperation and collaboration with other pro­
ject personnel in such a way that team work is supported. Negative behaviouAz
 
are those which tend to hold or rely solely on one's own power or authority
 
to achieve cne's own goals. Either may be used at different times. Neither
 
is "right" or "wrong"; it is rather a matter of effectiveness, i.e., does
 
the behaviour have the intended or desired impact and does the job get done.
 

The project manager's assignment is to get the project done. This
 
means he must have the necessary authority to get work done. Managers must
 
be able to exercise the "power" to ensure that all the means necessary for
 
doing the job can be controlled. Personal style and behaviours are an
 
especially important form of power. In general, positive behaviours are
 
more productive over the life of a project. Negative behaviours may get
 
an immediate job done, but may hinder the total project by alienating staff.
 

64
 
Examples of positive and negative behaviours are shown in FIGURE 19.
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FIGURE 19: 
 POSITIVE AND NEGATIVE BEHAVIOURS FOR MANAGERS
 

Management Behaviours Reflecting Power Orientation
 

Positive Behaviours 
 VS. 
 Negative Behaviours
 

creative, alert, responsive 
 violent, explosive, irrational
 
impetuous
collaborative, consensual 
 competitive, nonsupportive,
 
uncommunicative
 

efficient, preplanned, proactive 
 inefficient, diffuse, reactive
 
supportive, independent, adaptive 
 combative, dependent, rigid
 
with initiative 


without initiative
 
supporting teamwork 
 inidvidualistic
 
stimulating, participatory 
 manipulative, commanding
 

10.3 Peopte Orientationz and Ta6k Okientastonz
 

Project managers must get the project done, this means that they
must have a 
ta4k oientation.
the work done; 

They must also work through others to getthis requires a peopte orientaion. 65 A manager is predomi­nantly task-oriented when concerned primarily with the accomplishment of
the work, regardless of the feelings of others. A manager is people-orientedwhen concerned with maintaining relationships with and between people and
gives work a lower priority. 
These two orientations can b 
seen to be at
opposite ends of a continuum as illustrated in FIGURE 20.
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FIGURE 2o: TASK ORIENTATION VS. PEOPLE ORIENTATION 

+ f TASK ORIENTATION -­-

strong point of . " strong
 
task X relations
 
orientation X orientation
 

balance
 

-- -- -- PEOPLE ORIENTATION > 

Get the work done Relate to People 
Schedule and Monitor Do People get along 
Pressure for Plans Pressure for relations 

and concensus
 

It is possible to observe if a manager is predominantly performing
 
roles with a task orientation or a people orientation.
 

Roles which involve specific task oxientation include: 
initiating activity, seeking information, 
seeking opinions, giving information, 
giving opinions, elaborating or clarifying 
work, coordinating work, and so on. 

Roles which have specific peope o'ientatoZon include:
 

encouraging, following expressing feelings,
 
setting behaviour standards, and so on.
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The manager can also perform certain roles which have both task and

peop/e oientationz such as:
 

evaluating, diagnosing work, testing for
 
agreements, mediating, relieving tensions
 
or resolving conflicts.
 

Sometimes people-oriented roles are important for the progress of
the work and sometimes task-oriented roles are important to maintain human
relationships. 
 So they are properly placed in relation on a continuum upon
which the manager attempts to maintain a balance.
 

It is important that the project manager does not behave too strongly
at either end of the continuum, but maintains a balance, shifting from concern
for work to 
concern for people, depending upon the immediate managerial cir­cumstances faced. 
A good project manager must be concerned about both getting
the job done and maintaining good relationships with people.
 

10.4 ThLee Management Styite
 

Three general management styles can be identified in terms of the
managerial attitudes toward power, people and work: autoc.atic, manipu tiue

and pWtcipative.67
 

A project manager tends to be autouatic when using primarily POWER,
AUTHORITY, and PRESSURE to get the work done by others. 
 This is reflected
through behaviours based upon the assumption that the amount of work done
by a person or organization is 
a direct result of the amount of pressure that
 can be exerted on them. 
To be effective, such an approach requires clear
hierarchical organization with strong authority and sanction at the top of
the organization for rewarding or punishing lower level personnel in the
organization. This autocratic orientation often results in the delegation
of activities but not in the delegation of power or authority. 
Managers who
tend to use 
this approach may be moderately effective in traditional organi­zational structures, but will tend to have difficulties on projects. 
The
shared and dispersed project authority erodes the effectiveness of commands.
Authoritative maragers may still be effective, however, if they have suffi­cient skill, knowledge, ability, and especially, honesty so that they are
able to adapt themselves to events and to the perceptions of others.
 

Autocratic management does have certain adv 
 .;ges,if allowed
maximum levels of control, and is easy to administer if power is greatly
centralized. It can facilitate speedy actions for certain types of
activities. 
 In the long run, it tends to give priority to tasks rather than
to people. Its major disadvantage is dependence on pressure to get work
done, so that in the absence of such (usually personal) pressure, work
generally suffers because motivation is very weak. Project staff may
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feel treated as "objects" by the autocratic manager. On projects, this can
 
undermine the collaboration, coordination and integration necessary for
 
successful project oerformance.
 

A project manager tends to be maniputative when basically
 
EXPLOITING SUPERIOR-SUBORDINATE RELATIONSHIPS OF DEPENDENCE. That means that
 
using both position and dependence relationships to benefit himself or his
 
purposes, rather than incorporate the purposits and goals of others. Every
 
one behaves this way at one time or another. As a general approach, how-­
ever, it generally results in failure with respect to both tasks and per­
sonal relations. There is a psychological dishonesty in such an orientation
 
which undermines the possibilities for genuine and cooperative relationships
 
which are so important to the integration of project resources and personnel.
 

A more positive orientation to management is participative
 
management. A manager tends to be paxtitcipatLve when using LEADERSHIP,
 
GUIDANCE AND ENCOURAGEMENT to get the project work done. Participative
 
management recognizes that power does not reside in a person or a position
 
alone. It resides in the relationship between the manager and others, and
 
is a result of the wills and inputs from both sides of the relationship.
 
This orientation is based on the assumption that powers flow upward and
 
downward in the organization, i.e, that performance can be infl.uenced at
 
the bottom as well as the top of the project organization structures. This
 
basic assumption leads to sharing of authority, responsibility and accounta­
bility in an attempt to have a balance between recognizing the needs of
 
persons and the needs to get tasks done. For example, the project manager
 
does not dictate solutions to problems, but encourages staff participation
 
in problem identification, alternative selection and solution. This
 
orientation is particularly appropriate to the project matrix management
 
situation.
 

A key aspect of project implementation planning and manacement
 
is the dependence upon agreements to structure the responsibilities and
 
authorities on the project into a controllable project system*. The
 
project manager develops a strong dependence upon both personal and
 
contractual relationships with persons and organizations who will be con­
tributing to the organization. The autocratic approach demands strict
 
adherence to lines of authority and legal requirements; the manipulative
 
approach uses and interprets the contract relationships to personal
 
advantages; and the participative approaeh seeks two-way communication in
 
a relationship with mutual and shared responsibilities for total project
 
achievements.
 

* 	 See Manual I - Project Implementation Planning, Chapter IX, 

"Clarifying the Project Organization". 
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Within the dynamic context of development projects, the autocratic
approach may become too rigid and undermine project performance. The mani­pulative approach may subvert commitment to the project into seeking per­sonal gains and may cause a disintegration of the project team. 
The parti­cipative approach tends to be more successful in creating a project team
capable of responding and adapting to the shifting circumstances and

challenges of project execution.
 

10.5 StyZes 9 Strategies 6o& Conflict Resolution 

As noted earlier in this text* the management of project conflicts
is 
a major part of the responsibilities of the project manager. 
The various
foundations (information and systems) established for project implementatio;
can be useful to anticipate areas of conflict, reduce conflict, and present
a basis for conflict resolution. Conflicts will, none-the-less, arise on
projects. 
 The ability to resolve conflicts successfully is one of the most
important skills of the project manager. 
Personal styles of conflict
resolution are generally reflective of a general orientation to project

management, discussed above.
 

Conflict-esolutionstrategies can be classified into three 
categories:
 

(a) avoidance, the tendency to ignore a situation.
 
This may be a deliberate strategy to let the problem

solve itself, to 
defer dealing with the conflict, or
 
to repress emotional reactions.
 

(b) defuzion, the attempt to distract attention from the
 
conflict. This may be a deliberate strategy to

temporarily or permanently avoid confrontation or to

begin resolution by dealing with minor or tangential

issues as a foundation before tackling the major
 
areas of conflict. 

(c) confrontation, the facing of the conflict directly.

This may occur in two major forms:
 

i) the use of coercion or power resulting in the
 
forcing of one party in the conflict to accept

the solution of another, or
 

* See Chapter IV, Section 3, "Areas of Conflict in Project Management".
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ii) the use of negotiation, whereby affected parties
 
work through disagreements to mutually negotiated
 
settlements.68
 

Avoidance of conflicts is generally an unsatisfactory long-term

strategy. Defusion may buy immediate time for the project manager but
 
eventually it is necessary to face the conflicts and their causes directly.

Avoidance and defusion may tend to 
result in feelings of dissatisfaction,
 
uncertainty and anxiety because issues remain unresolved and can create
 
further concern and confusion for persons involved in the conflicts and
 
for their positions.
 

Direct confrontation tends to result in better clarifications.
 
Uncertainties and anxieties can be aired and, if constructively managed,

true resolutions of conflicts is promoted. The use of power or force to
 
achieve conflict resolution may result in an increased rigidity of hierar­
chical orlegal structures and undermine creative problem-solving in the
 
future. Negotiated or compromise resolutions of conflicts tend to be the
 
preferred approach on 
projects and more in line with the actual management

characteristics of development projects.
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