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subsequently put in written form, were used as the course materials for
training here in Jamaica. But, the PDRT team soon determired that these
materials are most readily learned in training situations when they were
used on actual projects in which the trainee become involved. This Manual
shows how the tools 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 is quickly 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.

Much of the training materials usea by PDRT to construct this Manual
came from four primary sources. These publications are highly recommended
to anyone interested in developing and using training materials on project
management. '

United Nations, The Initiation and Implementation of Industrial Projects in
Developing Countries, A Systematic Approach, U.N., New York, 1975.

J. Bainbridge and S. Sapirie, Health Project Management, A Manual of
Procedures For Formulating and Implementing Health Projects, World Health
Organization, Geneva, 1974.

Peter Delp, et.al., Systems Tools for Project Planning, PASITAM, Indiana
University, Bloomington, Indiana, 1977.

D. Cleland and W. King, Systems Analysis and Project Management, Second
Edition, McGraw-Hi11, New York, 1975.

The PDRT team is indebted to other who gave assistance previous to and
during the preparation of this manual. Foremost among these persons were the
Project staff from all over Jamaica who attended PDRT training courses and
assisted the PDRT in applying the management tools to the management problems
facing them in planning and implementing the Projects. These officers produced
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the actual and illustrative working documents that can be applied to
other projects. There are also the many officials within the Ministry
of Agriculture, particularly those in the Production Unit, who have sup-
ported and assisted in this training effort. 1In addition, the Pro?ramme

Last, bu® 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 tiiis material would not have been nossible.

We sincerely hooe that the material will be useful to all Project
Managers. The Project Implementation Planning Steps introduced here,
have broad applicability and can be used and adapted by officials on pro-
Jjects 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. A1l concepts, approaches, tools and
techniques presented have practical relevance to projects and many have
broader management applications as well.

The Project Planning and Management Series..is 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, whiie (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 the context of actual forces
and resources of the situations in which projects must succeed. Action-
training is a practical 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.

CO NOT DUPLICATE WITHOUT PERMISSION
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Action-training on projects utilizes the immediate application of
approaches, tools and techniques on "Tive" projects to ensure that:

(1)  the sponsoring organization and the nation benefit through
observable project progress;

(2)  the training is operational 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 decicion-making. Different groups of persons have-respon-
sibility for the various aspects of a project throughout its 1ife. 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 effective]x. It

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 1ive projects in consultation with the PDRT. The
application to 1ive 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 under-
takings of the respective organizations of the participants and represent
assignments which are integrated into their normal duties, It is usually
necessary to follow a 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,

DO NOT DUPLICATE WITHOUT PERMISSION
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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 Flanning and Management Series is structured as a support
to action-training. Different persons perform different 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

DO NOT DUPLICATE WITHOUT PERMISSION
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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 - Project
Scheduling--Network Analysis; 10 - Milestones Description
Charts; 11 - Planning and Budgeting; 3% - Introduction
to Contracts; 38 - Project Files; and so on.

3.  Project Seminars - introducing specific concepts, project-relevant
skills and project systems as illustrated in Modules 12 -- Role of
PAMCO; 31 - Decision-making System for Projects; 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 i§s designed
for use in conjunction with 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 as the PDRT as an integral component of the work-
shop. The material n 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. If it con-
tributes to promoting better project formulation, successfy] implementation
and generally helps to move projects forward, it is justified. However, the
impoirtance of the serjes goes beyond this if it ensures that Jamaica increases
her indigeneous capability and capacity for formulating and managing development
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. The series is not
intended to be static. It should be expanded, revised, adapted and tested
through an evolution of action-training and application to projects so that its
relevance is maintained through constant upgrading and revision. 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.

DO NOT DUPLICATE WITHOUT PERMISSION
7
] 2



PAMCO, PDRT

Resource

Material
M. 1

I. 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 doe: 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.

Tne manual does deal 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, time and physical nesounces.
Although projects differ in countless ways, certain generalizationsof project
management are applicable to all projects. Every project takes TIME; every
project requires MONFY; every project requires ORGANISED HUMAN EFFORT; every
pro,ect 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 peopnle and the physical resources at the project's disposal achieve
the project objectives. Thus in all kinds of projects, thesa 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 must be applied to
ensure successful project implementation. Sound and successful project manage-
ment is not haphazard, ad hoc, or luck. It does not vary at random from pro-
ject to project. It is a systematic application of relevant approaches and
methodologies to real development projects. It is these approaches and appli-
cations which are introduced in this manual.
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IT1. UNDERSTANDING PROJECTS AND THE PROJECT CYCLE

2.1 Deginition of Development Profects

A project is "a combination of human and nonhuman resources pu]%ed
togaether 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.

Deveiopment 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 a]]gw productive activities to be performed more effectively or effi-
ciently.

By their very nature, development p-ojects are risky ventures. They
involve a great deal of uncertainty. They are unique. They are investments
of scarce financial, human and physical resournces. They have controversial
objectives. They are change-oniented. They involve processes which have not
beein 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, oryanizational collaboration and
integration, and effective monitoring 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 creativity
as well as sound project management.

.2 Project Life 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-authorizaticn 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. Implementation 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. Operations
deals with the period of actual output generation and distribution, where

D0 NOT DUPLICATE WITHOUT PERMISSION
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FIGURE 1: MAJOR PERIODS OF PROJECT LIFE.4

THE PROJECT CYCLE

OPERATIONS *

*LANNING IMPLEMENTATION
Project Authorization End of
Conceived Investment
Period
l
Pre- Post Output
Authorization Authorization Production
Planning Planning and and »
Investment Distribution
Pre-investment Perijod Investment Period . Benefit Genration »
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the benefits of the project are realised. The primary concern of this manual
is managing the investment or implementation period for development nrojects.

A1l 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 for-
mulation 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 compteted (or nearly so) before the stages of the Implementation
Phase are initiated. A project should have passed through all the distinct
planning stages of identification and selection, formulation and appraisal,
and approval before resources are committed for the AmpLementation 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
Zewmination. The activities throughout the project cycle are closely inter-
locked and *he success of projects at the various points of development are
dependent upon the ccmpleteness and accuracy of work done at earlier points.

In the Jamaican Project Planning System, a project idea must be docu-
mented inaProject Profile**, Early selection must be made by the Pre-
Selection Comnittee before a Feasibility study is approved. Distinct decision
points in the planning phase of a project to test project worthiness facili-
tate the project formulation and erpedite 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 implemeniation 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

DO NOT DUPLICATE WITHOUT PERMISSION
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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 pro-
Ject 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 ¢roups. 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 ablfe fo correctly
analyze the stuge of deveLopment of a profect i8 the finst impontant step
An being able to "manage" a project.
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IT1. THE NATURE OF PROJECT MANAGEMENT

3.1 The Meaning of Project ImpLementation

Policies are official statements of purposes to be pursued on behalf
of an organization cr a society in relation to desired changes to be enacted or
states of being which are to be achieved. Planning is the attempt to quide
and control the resources of the organization or the society through the
future course of events by prescribed activities. ImpLementation is the pro-
cess 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.

Project Tmplementation is used in an even more specific sense. It
refers to the capital or infrastructural investment period of the project 1ife
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. Project cperations refer to the actyal
delivery from_the 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. Project
implementation requires special management approaches because mast development
projects are experimental, innovative and/or unique. However, what is intro-
duced in this manual is relevant als, 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 de-
gree 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. A project manager must have evidence of project authoriza-
tion from all appropriate 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 <3 expected. The task of project menagement is not to avoid
these, but tc anticipate them as directing and controlling project implemen-
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tation. Within defined constralints, the manager must find means of control-
1ing project activities so that the challenges and crises of project manage-
ment 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.

3.2 Onganizational Characieristics Affecting Project Management

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 organiza-
tion" and the “parent organization” responsible for the project. Puegect
ornganization refers specifically to those structures put in place to carry
out the project. The paxrent orhganization is that entity, usually an existing
organization such as a Ministry or Agency, which is responsible for sponsoring
and housing the project. The parent organization usually acts through a
board or committee which has generul responsibilities for decisions on
pclicies, budget approvals, management appointments, and specification of
Timits to the powers and responsibility of the management. The project
organization consists of those persons who are entrusted with day-to--lay
management and decision-making affecting execugion, internal and external
coordination, and general project supervision.

A major differrnce between project management and traditiungl
organizational management lies in the organizational structures uys=. for
implementation, i.e., those for actualiy carrying out of intended activities.
Organizations 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 competen-
cies. Fach depar‘ment 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.

In contrast, projects are a temporary form of organization put
together for specific tasks and usually imposed upon the traditiona] organi-
zational 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 1imit and within prescribed resource constraints. Project organizations
may take various forms, from complete subinersion 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 mast concerned about projects with a "matrix" type of organiza-
tion*,

3.3 Project Matrnix Management

Matrix Management is basically that situation in which 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 ths 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
1ines of communication, coordination, authority and responsibility which will
complement those of the permanent structures of the organization. These pro-
jeﬁt organizational structures must be adapted to the special needs of both
the 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 Tack
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, pro-
jects should not be Taunched 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 cha-
racteristics of the project and the sponsoring entity**,

* See Module 5 - Project Organization Charts for a discussion of types of
project organizations, especially matrix organization,
and the advantages and disadvantages of each.

** For a more detailed discussion see Manual I, Planning fon Project
ImpLementation, Chapter IX “Clarifying the Project Organization".
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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 con-
fusion and conflict. Gbserve the case in FIGURE 3, if the project manager
has need of the services of persons 1in 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.

3.4 Project Authonity 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 cther 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 rela-
tionships which generally dominate organizations. Successful project imple-
mentation 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 houtine
work of departments suffers because of the assignment of personnel from
routine work to project work. Second, project work suffers because project
managers do not have the authority to command that the temporarily assigned
personnel ancd 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 'mits to perform project-
specific functions in addition to routine activities. Without clear implemen-
tation 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 2. assigned to projects, in which case the coordination
needs are not confined to one organizational hierarchy. Multi-project commit-
ments 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.

3.5 Problems and Project Commitr.ents

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 enthusiasti-
cally 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 pro-
jects 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, penal-
ties, 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 their resource and management base can manage or
implement. at one time.

i1) 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 and
other 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 Tist 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, and adoption of organizational policies and
procedures which facilitate successful project performance.
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3.6 The Need fon Systematic Project Management

Projects are unique, temporary and non-routine. Projects cut across
departments, functional areas, and even across organizations. Project manage-
ment raquires 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. Pro-
jects must be completed within time and resource constraints. They work on a
total project budget rather than calendar budgets. Project work varies
throughout tne 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.10a Because these differences
are often overlooked, organizational problems affect many projects. Project
management cannot be approached in the same way as strict departmental manage-
ment. To do so compounds the common problems of project management. The
nature of projects, and especially their organizational characteristics in
tne 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. 1In a
multi-project environment, it is extremely important to intraduce systematic
procedures and disciplines into project management to improve the effective-
ness of organizationsl and project relations which otherwise tend to be
ambiguous and unnatural (and therefore generate conflict). The adoption of
sound management principles for projects facilitates the operations of the
organization as well as enhances the performance of the projects.

The approaches and tools introduced in th:s manual are specifically
intended for project mandagers, but all persons contributing to projects, from
senior administrators, to technical staff and project team 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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always terminated when project
is complete.

Often unique, not done before.
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Prediction of Ullimate time
and cost is difficult.

Involves many skills and
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the next.
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re-organization.
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1V, AN INTRODUCTION TO PROJECT MANAGEMENT

4.1 Two Key Concepts of Project Management

The objective of project management is to achieve proper and
adequate control of the project to assure its campletion 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 pProject 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 muta11¥ supportive and must combined to achieve
effective project management.10b

"A single point of nesponsibility" refers to the establishment of
a central position of project manager. Within the complex organizational
environment of a project this position represents the poirt of responsibility
tor coordinating all the contributing functional areas w'th L4heir 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.

"Integhative project planning and controf" refers to the establish-
ment of plans, procedures and systems to ensure that all the project compo-
nents 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 utili-
zation. A1l 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 coor-
dination and integration. Project authority is shared, so project control is
determined by mutually established objectives, goals, work plans, base linas
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 coor-
dinates 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.

4.2 Role of the Project Managen

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
olanning, organization, staffing, evaluation, direction, control and leader-
ship from its authorization to its terminasion. These responsibilities form
the outlines 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
witnin the technical specifications and the resource
constraints of the project;

(b) to ensure the appropriate use of project resources through-
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
Tevels 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 1imits; and

(g) to serve as the prime point of contact for the preject for
all associated persons and groups, including higher level
administration, project fu?ftiona] 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 geiting
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 Controf in which the manager is continuously involved
with the performance of project activities and assumes operational responsibi-
1ity for the technical aspects of a project. And, second, there is Control
by Exception in which the manager measures the performances of others res-
ponsible 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
activit, managers must be clear.!2 The project manager provides the direction
regarding 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 ox activity
managen 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 ‘s also a technical expert
and also responsible for any project activities, he must learn to differen-
tiate when he is a manager and when he is a professional or technical expert,
as he will be performing both roles on the project.

4.3 The Functions of Project Manangement

Project managers perform their responsibilities thrcugh three
basic functions--communicating, Leading the wonk, and mahking on pacilitating
decisions. 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 w?Eh 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 Negetiating
Messages Progress
Collaborating Contacting Corrective
Actions

In reviewing the functions of the project manager, the issue of res-
ponsibility 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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4.4 Aeas of Conflict in Project Management

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 project characteristics and matrix project management.

It ?a?]been]shown that conflicts can be broken into several general categories,
as follows.l4

(a) Conglicts oven schedules are those disagreements which centre around
the timing, sequencing and scheduling of project-related tasks and the uses 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 1imited 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 per-
formance. The most common and most intense conflicts affecting project
management centre around scheduling.

(b) Conflicts over preject prionities fali into two groups and relate
to (i) differences of views and opinions over the sequence of activities and
tasks that should be undertaken tc achieve successful project compietion, 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 Jjudgements 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 1ife of the project, there are
bound to be changes in pricrities which disturb established schedules and
work patterns.

(¢} Conglicts over manpower nesources naturally follow from the con-
flicts 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 te accomplish both project and departmental
assignments. In addition, exceptionally competent persons are already over-
Toaded. 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 Administrative Procedunes 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 res-
ponsibility, reporting relationships, administrative support, decision#ma¥ing,
inter-organizational coordination and interface, evaluations, and so on.
Disagreements over administrative procedures generally involve gquestions 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) Conflicts overn technical opinions and performance trade-offs 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 organi-
zations, 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. It may be necessary,
for example, for the project manager to reject a desired technical alterna-
tive 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) Conflicts 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 a'lso
OCcur as a result of technical problems and schedule slippages. Thirdly,

cost conflicts occur as a result of unanticipated cost Increases and inflation.
Project costs are a primary area (along with timing) for project monitoring, and
So the high visibility (e.g., for auditing costs) increases the intensity

of cost conflict. To complicate matters, some groups get involved with pro-

derived from a project especially if work is to be apportioned. Project
finances are used to measure project performance and are a major constraint

1n undertaking projects, therefore, also represent a primary source of project
conflict.

(g) The final area of conflict mentioned will be personality conflicts,
which tend to centre on interpersonal differences rather than on technical
Or management issues. 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 inten-
sify conflicts in these other areas. :

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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V.  PROJECT CONTROL Material

5.1 Understanding Project Contnof

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 ald project resources.
Project managers are given responsibility for project rerformances, but
often do not have hierarchial authority over all project staff and
resgurces. 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 amhiguities in the use
of some project terms, which are often used interchangably, viz.,
appraisal, control, and evaluation. Appraisal refers to the a praiond,
pre-investment analysis that is done during the planning stages to
determine the worthiness and viability of a project especially regard-
ing the costs and benefits of the project. Evaluation refers to the
analysis which follows the completion or termination of a nroject 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. Control 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 implies
a 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 determine
current and potential deviations from current plans which are signifi-
cant. Control anticipates and identifies both problems and opportuni-

*See Module 1 - Defining Objectives

Module 2 - The Logical Framework
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ties and initiates rep]anm’ngi remedial action, and advantageous adjust-
ments throughout the project.l5

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 anaiysis of designated deviations and modifica-
tions and ensure that corrective action is appropriate and
implemented.

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

5.2 What 45 contrnollable in q profect

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 in which 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
managggent is not wasted in attempting to gain control of the uncontroll-
able.

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 of Authonity fon Project Managers

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.l8

First, there is onganizational authority which resides primarily
in the organizational position held by the project manager, the relative
rank or status of that position and the authorities assianed to that
position within the organizational structures of the parent organiza-
tion.

Second, there is job authonity 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 negotiated authonity 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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their position or organizational status and assignments and which
they are willing to relinquish to the project manager temporarily for
the sake of the project. It is very important that these negotiated

at a leter date regarding the actual nature of the authority of the
project manager. Certain negotiated authority may require reciprocal
actions throughout the project, so should be approached with some
caution.

Fourth, there is expert authonity which the project manager earns
or is given because of technical and organizational knowledge and ex-
perience. This type of authority is based primarily on the manager's
competence and is maintained by evidence of his continued competence
in actual performance on the project.

Fifth, there is personal authonity which results from the person-
ality, persuasive abilities, reciprocal favours and the rapport of
the project manager with peers and associates. Persons may be attract-
ed 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 may be either
real or attributed.i9 Reqr authornity is based upon actual legal or
personal or positional basis. The project manager actually possesses

it and is in contro] of its application. Attrnibuted authonity is the

Attributed authority is much less powerful and Tess permanent than
actual authority, but is a useful form of authority which project
managers can well use to the benefit of their projects. If the percep-
tions which form the attributed authority are maintained, then it is
the same as if the manager actually had the authority. But if the
perceptions are broken, then the authority is broken. Attributed
authority is an important and effective form of authority because
power relationships in organizations are often vague, ambiguous,
indirect and unofficial, Hence, a project manager can often exert
much more influence and authority than he actually has by the manner
in which he js perceived. The limited real authority of a project
manager forces a great deal of dependence upon attributed authority.
IX 48 impontant that project managens Leann o nelate effectively
with other people. If a person is disliked or has created negative
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impressions among. the project staff, it will make the task of
project management even more difficult.

5.4 Measuning Project Authonity

In the matrix management situation, the project manager shares
project authority with functtonal departments and units which contribute
to the project. The varying degrees of authority, power and contro]
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 Tow 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
Tiaison with external supporting agencies. However, he has very limit-
ed control over time schedules, resources and personnel. For example,
the manager has control over 4% (3 persons) of the project staff, while
the remaining # (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 contrcl 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.
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INFORMATION FOR PROJECT MANAGEMENT

6.1 Project Baselines fon Control

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

The 1ife 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 out-
lines of the project begin to take shape a plan is constructed. As
project documentation progresses, increased specification and pre-
cision 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 manage-
ment. Strictly defined, a "base 1ine" ijs taken from the vocabulary of
surveyors and it means a very accurately measured and defined line
against which other measurements wil] be: made. From the base line,
property lines and other boundaries are established. Transferred to
project management, the base lines refer to the initial Tines which
have been established through careful surveys, plans and g?finitions
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. With-
out 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 Tines, schedule base Tines,
financial base lines, manpower 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 well-
defined. Project base lines and subsequent project bcundaries provide
the means for identifying and measuring changes and deviations, and
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Jjudging 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,.project area, base lines are Tmportant 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 i1 planning for implementation form the
management base Tine data required for most projects. Project imple-
mentation should not begin until the plans are complete and all the
base Line data 4is in place.

6.2 Types of Profect Management Infonmation
700d project management is built upon sound management judgement
and ducisions. Good decisions require good information. Planning

for project implementation ensures that:

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

(1) 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 t) 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
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(d) project financing information;
(e) project resource planning and budgeting information;

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

(g) project “product" information;
(h) project control information; and

(i) environmental information.

(a) Project scope information

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

(b) Project work and action plans angormation

The objectives of a project and its output are achieved through
the performance of distinct tasks and activities which form the work
breakdown 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 onganization Anformation

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 ginancing Angormation

A financial plan must be developed (and later revised appropriate-
1y) to identify and co-ordinate the various sources of funds, to
indicate how each category of funds is to be used as well as the means
of 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) Resounrces planning and budgeting infommation

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. ~

(§) Contracting, work authorization and resource contrhol ingonmation

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) Profect product <information

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

(h) Project control information

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.

(4] Profect environmental information

This refers to all available information form outside the project
which has an impact on project performance and is the category of
-inforination which is least capable to being standardized and defined.
1t 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 persnective to judge
impacts and implications for the project.
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6.3 A Project Management Infornmation 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 be used in
moni toring throughout the project. 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 informa-
tion "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 the level of the project manager.
That information base, is, however, used as an analytic base for the informa-
tion 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 jevels
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. (SEE
FIGURE 7). Management at the project level involves control and allocation
of project resources along with monitoring measures of performance, Informa-
tion needs are periodic, e.9., fortnightly, 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 tg:

(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 3 basis for judging the impacts of corrective
action.?2

In general, project <nformation systems provide for control by using
formalized data collection and analysis methods in nebation to key perfoamance
<ndicatons which have been selected in relation to the component activities
of a project. The purpose is to highlight problem areas that affects, or

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 js very directive and often leads to a confusion of the functions

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 1imits or standards, both
for better and worse. Then management becomes involved by investigation,
analysis, and corrective action as necessary. The information systems pro-
moted by this manual are relevant for either approach, but are most applica-
bie to Control by Exception.

* See Module 41 - Desigr of a Project Management Control System
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6.4 Project Files

What have been described as"project base Tines", "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 Aporaisals, and Loan
Negotiations are among the pre-authorization papers that begin to form a
Project Fiie. 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 the 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 Titigation requiring authentic project
records and contracts;

*See Module 36
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(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 Tearned 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 informa-
tion can be lost, for example, due to lack of objectivity, poor memory,
Toss of staff, disagreements, and so on. One of the most important tasks
of a project manager is to ensure that a project file is established with
procedures to ensure that al] documents are properly retained and classi-
fied within the file.

In most instances, the actual organization of Project Files wil]
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

Project Financial Files

Project Work Plans and Schedules

Project Contracts and Work Authorization

~N OO o

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 critica], 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. In most
instances, project information cannot be duplicated if los*. Project
documentation must be placed in well-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
may arise so that conflict can be more rationally resolved.

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

7.1 Planning to Manage Pnojfects

Project control assumes there is a plan of action; project coor-
dination assumes there is a stwetune; project decision-making assumes there
are redources avaifable to the project. A1l 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 Tuck. 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
"84ingle point of nesponsibility" 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 definitior, planning, scheduling and budgeting
of project activities and resources;

(c) joint agreement on procedures for authorizing work,
control1ing 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 trom plai~ .nd to analyze the
significance of these; and

(e) coordinated procedures to initiate approgriate corrective
actions and revisions of project plans.2
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7.2 Feasibility Studies -are not ImpLementation Plans

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

It is unfortunate that in many 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 in these plans can often be traced as
causes of implementation difficulties. Even extensive pre-outhorization
planning is often insufficient to suffice for the intensive effort of pre-
paring project implementation plans. Pre-authorization plans, for example,
may not involve the participants who contribute to a project, so a commnn
commitment to the plans was not obtained. Mutual commitments of all units
contributing to projects and having some dearee 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; they fulfill other functions
in the 1ife 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 participation 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 studies camouglage difficublties which may
Laten be faced by project managers, in an effort to improve the probabilities
of project acceptance. Significant time lags between initiation of studies
and project implementation also affect the validity of the data. Implemen-
tation cannot be successfully undertaken on data and plans generatad by pre-
authorization stages alone. Project information must be updated to reflect
changes that may affect costs, personnel, resources and schedules. Imple-
mentation planning must be undertaken to provide the project manager with a
more accurate informational base for project execution.
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7.3 - Planning forn Project ImpLementation: Five Steps

Planning for project implementation requires that the managerial
and technical base 1ines and frameworks necessary for the implementation of
a project be determined and put in place. Project base 1ines must be esta-
blished, along with the systems to collect, analyze and act upon the updated
information in relation to the base 1lines.

The information needs, outlined in Section 6.2 above, are logi-
cally 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 o Planning fon Project ImpLementation describe in
detail how to construct a sound foundation and develop a project plan using
the relevant techniques and tnols 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 - Spacifying and Scheduling Project Work
StepThree - 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, it may be necessary to phase the planning for project implementa-
tion so that the Five Steps are carried out for the {inst phase of project
implementation and that they are then camried out fLater fon subsequent phases
of implementation, depending upon the results of project execution of the
early 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 esta-
blished by each step along the bottom horizontal row of the diagram.

7.3.1 Step One: Project Activation*

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 organizational struc-
tures. It is the step which velifies commitments to the pro-
ject authonization. This step involves the following substeps,
which produce basic documentation for project implementation:

Substeps of 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 Project Strategy Paper summarizes
all 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 Approval
Process 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: Specifying and Scheduling the Wonk*

The purpose of Step Two 1s to produce the :ctual wonrk plans des-
cuibing all those activities necessany to canny out the project
dpecifying in detail when, where and how each activity is to be
done, and to put these into a schedufe. 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 base Lines 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.

Substeps of Step 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 Three: Clarifying the Project Onganization*

Apart from its technical and economic merits, the success of

a project depends largely on the effectiveness of the organiza-
tion responsible for its execution. Without an efficient
organizational form, a sound and viable project may end in
failure. The purpose of this step is to clarify and document
all aspects of project authonity, nesponsibilities and nelation-
ships. The need for this has been extensively discussed in
terms of the dispersed organizational authority characteristics
cf the matrix management situation.

Substeps of Step Three Documentation
3.1 Determine Organizational Location Parent Organization Chart
and Structure
3.2 0Obtain 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 is 1likely to be confusion,
duplication and overlapping of effort, areas of neglected responsibility, lack
of effective coordination and communication and, as noted above, a great deal
of conflict or potential conflict. A1l of these can negatively affect pro-
ject 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 Four: Obtaining Project Resources*

The purpose of this step is to provide the neceddary guidance
40 that the hinds and quantities 0f profect nesources nequired
are available at the appropriate places and times as needed.

The project manager must be acquainted with the processes of
procurement, drawdown procedures and requirements, and contract
arrargements. The manager must monitor these processes to
ensurre that resources are available at the desired times and
to sze that realistic time-tables for obtaining resources are
worked out and kept.

Subszeps of Step Four Documentation

4.1 Obtaining Project Funds Financial Allotment Plapg
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 al] the project resources into an integrated
schedule is a common problem of projects and leads to ineffective and ineffi-
cient uses of resources and consequent disappointments and overruns on pro-
ject performance. Maintaining 1iaison with administrators responsible-:for
these processes and formulating contingency plans is a major part of the pro-
Jject 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: Establishing the Infonmation and Control System*

The purpose of this step is to establish Angonmation and systems
for project contrnol which is the managerial gunction that keeps
the project within tolerable Limits and on it4 tangets. 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 Tines to facilitate decision-making for project control.

Substeps of 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 Responsi-
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
i1lustrates 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 dalay may be
forced upon the project until some conflict or misunderstanding is resolved
and that the appropriate "information block" is put in place so that ine
project can proceed.

When Zhe system 48 in place, project work execution is ready .
begin. 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.

7.4 Reviewing the Projfect 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 afiective 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
in mind when reviewing the project management information system.29

Purpose

Why is a management information system required? Who requires the
information and the review? What will be the purposes for which
the information 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.

Scope

How is the project organized? What are the units from which data
will be gathered? Are tha 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 pro-
duce similar data elements? Are any >f the data elements summa-
rized through intermediate organizational levels? Where is
summary and analysis performed besides at the central project

office?

Environment

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?

Communications

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 decisionmakers? How consistent are the
time lags, are there seasonal differences or influences by
political factors, etc.? How reliable and secure is the
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system of communications? Are distortions 1ikely to occur
in any way from the communication system?

Man/Machine Intergace

To what extent is the system people-oriented or machine-oriented?
Are the indicators “he 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?

Cost

How much is management willing to spend t¢ obtain the informa-
tion it desires or requires? Is the information needed what-
ever the cost, or are there budgetary 1imitations, i.e., some
percentage of project cost? Is it preferred that the cost not
be explicit but be buried in operating costs? Can costs be
determined accurately to reflect the efficiency of the system?

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?

Data Processing

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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Frequency

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?

Detail

How much does each level of management require in terms of
detail on information--everything, selected indicators,
ad hoc reports, etc.).

Authority and Hierarchy

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? 1Is 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?

Summanization

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?

Verdification
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, Complementary Reponts

What are the arrangements of supporting and $ponsoring 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. Pubfic Perceptions

How likely is it that data collection will be influenced by
public or political opinions so that data collectors may be
Tikely to encounter resistance, withholding or distortion of
data, or judgement regarding the nature of the data or the
reports?

16. Vested Intenests

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 Targets

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 Tevel 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 1ist 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 appro-
priateness to the tasks must be the Jjudgement of the ones who will use the
tools, in this instance the project manager.
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7.5 ImoLementation Planning Accuracy

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, as illustrated
in FIGURE 9. Through re-planning, the cdpability of predicting the final
point, (e.g., in terms of 8°St and time), increases, until the actusl point
of completion is reached.3Ud

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 introcuced 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 is main-
tained within acceptable limits.

7.6 Documentation for Project Management

Many project manayement tools and documents have been mentioned in
the above discussion of planning for project imnlemertation. These are
discussed in more detail in other 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 Wonk Breakdown Structure (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. Netwonk Diagrnams (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 Resources and Financial Plans
(ILLUSTRATION 3) and for MiLestone Progress Chants (ILLUSTRATION 4),

In monitoring 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 procure-
ment process can be constructed to help the manager, such as Administrative
Steps gon Procuning Suppies (ILLUSTRATION 5), Frocurning Funds (ILLUSTRA-
TION 6), and Manpower Assignments (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 signi-
ficant observation about actual performance of an activity (ILLUSTRATION 9).
Activity Follow-up Sheets may also be constructed to kezp close track of
critical project activities (ILLUSTRATION 10). Resource Follow-up Sheets
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 Ongani-
zation Chants (ILLUSTRATION 12) should be prepared to show the relation of
the project to the parent organization(s). These should be supplemented by
Linear Responsibility Chants (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 Work Release (ILLUSTRA-
TION 15) and a work order document (ILLUSTRATION 16). In addition, Reporting
Forms will be designed for use within the project as well as formsfrom 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
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Component Elements Activities
(Level 1) (Level 2) (Level 3) (Level 4)
‘ Survey and Land
Site Preparation — Land Structuring
L———  Surveying Roadway
—— Road Construction
. Site Roads Procure Irrigation
Development Procure site for
— Inst.
B ~  Construction & Inst.
Water Water System
Supply S
' Select Management
Team
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[ Procure Eauipment
Eauipment and Planting Material
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| " Land Preparation
Farm Crop Planting and

Fertilizing
Harvesting and
Marketing

Revise Reporting
System

Develop Management
System



tarliest Start

Activity Designator

Earliest Finish

TLLUSTRATION, 2

PAMCO, PDRT

Resource
Material

AN EXAMPLE OF PDMMNETWORK.SCHEDULING FOR BUILDING A SMALL MANUFACTURING PLANT
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ILLUSTRATION 3 RESOURCE PLAN AND BUDGET PAMCO. PORT
. Resource
Project Component: PREPARE 5 ACRES OF LAND AND ESTABLISH 1IN VEGETABLES Haterial
GANTT CHART
Weeks -
1 2 3 4 5 6 7 TOTAL
Clear Land 111111111
2 Plough Land L1117170411711177177¢11111111117
7
<
: Harrow Land I1111771710817177117111Y1111111¢7
Sow Seeds and Plant Seedlings 1111111104 1177777Y117717
MANPOWER REQUIREMENT
1) Field Supervisor (mandays) 2 2 2 2 4 4 4 20md
5) Labourers " y - - - 25 25 26 75md
w| 2) Tractor Drivers " - 4 8 8 8 5 5 38md
£
w
S MANPOWER COST
| Field Supervisor @ $20/md 9 40 40 40 40 80 80 80 | $u00
Z| Labaurers @ $8/md ? 32 - - - 200 200 200 | $632
£| Tractor Drivers @ $12/md $ - 48 96 96 60 60 60 | S$5u6
S TOTAL MANPOWER COST $ 2 88 136 136 376 340 340 |s$1u88
H NATERIALS
2 oo oRoALS
R} a) Herbicides: 2 litres @ $60/litre $ 120 - -~ - - - - $120
&l b) Fertilizers: 2% tons @$260/ton 9 217 217 217 $651
2
3l c) Fuel: 9 20 40 40 40 20 20 | $180
UJ
8 OTHER COSTS
Travelling Expenses $ 50 50 50 50 50 50 50 | $3so
Long Distaace Telephone calls $ - - - - - - -
Other ~ 3 10 10 10 10 10 10 10 | 70
TOTAL MATERIAL & OTHER COSTS $ 180 80 100 317 317 317 80 |$1391
TOTAL MANPOWER & MATERIAL COSTS $ 252 168 236 153 6393 037 h20 [83225

L9°K
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ILLUSTRATION 4 BAR LHART AND LIST OF MILESTONESAS
SIMPLIFIED BAR CHART FOR POULTRY PROJECT
ACTIVITIES (weeks) 4 8 12 16 20° 24
A. Land Survey and Acquisition A 9 '
B. Building Construction / AN
C. Install Water System | N X
D. Install Equipment . VAN
E. Procure Supplies _A'
F. Stock Poultry House _‘H_‘%
LIST OF MILESTONES
Planned
date Actual
(end of week) date
A - 1| Land Survey Completed 2
A - 2| Land Transfer Completed 4
B - 1| Building Plans Approved/with Permit 4
B - 2| Foundation and Exterior Completed 10
B - 3| Building Interior Compieted and Inspected 14
C - 1| Exterior Water Systems Installed 13
C- 2| Interior Water Systems Installed 18
D-1 Equipment moved to Site 17
D - 2| Equipment Installed and Tested 21
E- 1] Supplies Inventory Completed 20
F- 1! Delivery of First Set of Poultry 21
F 24

? l Poultry Stock Inventory Completed

DO NOT DUPLICATE WITHOUT PERMISSION



ILLUSTRATION §5 *°

SCEEDULE FOR OBTAINING PRCJSCT SUPLIES AND EQUIPMENT

Honths  lian | rEB| Mar [apr | may JUN |guL| auc|sep |0OCT | Nov |DEC| JaN | FEB
Responsib'ty

Activity

Formulate requirements, send Project h

to Ministry Stores Officer Manager
. Establish general specifi- Ministry
cations, estimate costs, pre- Stores )
pare purchase authorization Officer
- Approve allotment request Ministry
Finance o
Representative
. Prepare purchase orders Ministry

Stores
Officer

. Send Supplies Commercial
Firms I

Receive and store supplies Project
Manager
Project Offi-
cer

€W
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ILLUSTRATION 6 PAMCO, PDRT
;= Resource
ADMINISTRATIVE STEPS 1IN CBTAINING FUNDS Material
Activity chedule
Responsibility

l.Issue Policy guidelines to
Ministries, including
budget ceilings

Chief Budget
Bureau

2. Prepare Supplementary ind
Structions. Issue guide-
lines to Units, Institu-
tions, Provinces

Permanent
Secretary,
Ministry

3. Review guidelines, pre-

Parish Offi-

6.Review/approve budget

Pare and submit bud- cer
get proposal Project Manager
4.Review Provincial Parish Offi-
budget rpoposals Submit cer, Finance
to relevant Ministries Officer
5.Review Ministry pro- Ministry
Posals, submit to Budget Review 4
Budget Bureau Committee
|

Representative

Proposals

Proposals for Budget
Bureau
7. Review/approve budget Parliament

8.Establish allotments
for Ministries

Ministry of
Finance
Representative
for Ministry

9.Adjust Ministry spend-
ing ceilings. Inform
Ministries

Min.of Finance
Representative
for Ministry

L0.Submit request to spend
against the allotment

Project Officer
Parisi Offic-:

L1.Approve allotment
request

Ministry Con-
troller
Ministry of
Finance

v9°W
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39 Resource
ILLUSTRATION 7 Material
SCHEDULE FOR RECRLITMENT OF STAFF
ACTIVITY Months
Responsibiiity APR | MAY |JUN |JUL| AUG| SEP| oCT| NOVv| DEd JAN
Prepare Post Description (Project Manager) h.
Review/approve Post Ministry -
Description Personnel Officer
Confirm Funds Awailable Controller hl
Approve Post Civil Service
Commission
Post Vacancy Notice Ministry
Personnel Officer
Project Manager
Prepare for ard Convene Permanent Secre-
Selection Committee tary
Complete Medical Personnel Officer
Clearance l
Determine Date of Availa- Personnel Officer h.
bility
Prepare and Send Offer Personnel Officer
of Appointment q
Give Notice to Currert Candidate H
Employer
Brief Staff Member Project Manager

DO NOT DUPLICATE WITHOUT PERMISSION
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Resource
ILLUSTRATION 8 ACTIVITY DESCRIPTION SHEET 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
i INPUTS
DESCRIPTION OF TOTAL SCURCE(S) OF
RESQURCES QUANTITY UNIT PRICE COST RESOURCES
Bulldozer 2 $20/hr/bulldozer | $ 2,800 Private Contractor
Grader 1 $16/hr $ 1,280 Private Contractor
Time Keeper 2 $8/day/keeper 1,360
Roller 1 $15/hr 1,800 Private Contractor
Mar1l 4000 yd3 $5/yd3 $20,000 Private Quarry
Labourer 200 man- |$7.30/day 1,460 Surrounding Areas
days
$38,700

PRODUCT (Output) - Scribed, Graded and Rolled 2 miles of farm road
SPECIFICATION (Output) - 16 ft. width road with 6 ins. depth marl

HOW TO PERFORM ACTIVITY (1) =- EXcavating earth and stone; cut 16ft. width road
to grade, marl and roll.

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

Director
Authorization
Project Manager Date Works Manager Date
Prepared By:
Site Manager Date 20/10/79

DO NOT DUPLICATE WITHOUT PERMISSION
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ILLUSTRATION 9 46

ACTIVITY LOG
(REVERSE SIDE OF ACTIVITY DESCRIPTION SHEET)

PAMCO, PDRT
Resource
Material

PROBLEMS (deviations from schedule,

Date expected results, resources, etc.)

Initials

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

00 NOT DUPLICATION WITHOUT PERMISSION
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89°W

Acti A Date Date
ctivity ctivity Name Activit
Number Y Managery Planned | Actual |Planned |Actual JIFIMIAIMIa]a]A] s]olN
2.1 Prepare description of Parish 1 Jan | .1 Jan 15 Jan 10 Jdan v
functions, procedures Manager
2.2 Prepare budget Parish
Manager 1Jdan | 1 Jan | 15 Jan 15 Jan |
2.3 Establish Regional Regional 1 Jan | 1 Jan | 1% Jan 1 Feb|¢|c
Secretariat Director
2.4 Review and approve 2.1, | *Permanent 15 Jan [15 Jan | 30 Jan 1 Feb | |/
2.2, & 2,3 (by *P.S.) Secretary
2.5 Selection of meeting Regional 1 Feb | 1 Feb 1 Feb 1 Feb /
site Director
2.6 Document functions and | Parish 1 Feb }15 Jan 1 Mar | 15 Feb A
procedures Manager
2.7 Do promotion to ‘
establish membership **P.1.0. 1 Feb |1 Feb 1 Mar ¥
2.8 Finalize membership *P.S. 1 Mar 1 Apr 7 Mar ¥
2.9 Distribute membership Regional 7 Mar 15 Mar X
list and procedures Director
2.10 |Prepare first meeting Regional 7 Mar {15 Mar | 21 Mar | 28 Mar V]
agenda and materials Director
2.11 [}Hold inaugural meeting | Permanent 1 Apr 1 Apr
(1 April) Secretary
2.12 |Prepare and distribute | Parish 2 Apr 7 Anr
minutes Manager
2.13 |Disseminate pubTlic ;*$Ub]1§. 3 Apr 10 Apr
information nrormation
Officer

DO NOT DUPLICATE WITHOUT PERMISSION
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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. ello

Survey and | Supplies
Land Sample | Stores 500 950 | 12 10 6,000 9,500 | 2,000 3,000
Kits
Farm Maint'nce
Equipment Dept. 250 350 6 5 1,500} 1,750 800 950
Pesticides > =

and Supplies 7,000} 9,000 | 1,500 2,000 P
Fertilizers
Petrol for Public . i
Vehicles Works 3.4 3.3 |2t |3T | 6,800] 9,900 {2,800 3,000
Spare Public 700/ 1,200/} 6 5 4,200) 6,000 {1,000 1,400
Parts korks veh. | wveh. LI
Maintenance
CODE: P = Planned X = Action Required

A = Actual « = Action Taken

DG NOT DUPLICATE WITHOUT PERMISSION



ILLUSTRATION 12: PRUJECT ORGANIZATION CHART (Full-time and Part-time Personnel)

OTHER SUPPQORTING
AGENCIES

-@

HEAD
TEAM

®

PAMCO, PDRT
Resource
Material

0L°W

FUNDING PROJECT CO-ORDINATING
AGENCY COMMITTEE
FUNCT I ONAL DEPARTMENTS OF PARENT ORGANIZATION*
DIRECTOR
PROJECTS TRAINING SUPPLY BUDGET & OF
CO-ORDINATOR FINANCE SERVICES
PROJECT
MANAGER
REGIONAL
TECHNICAL OFFICER
ASST. TEAM i é é
é i i ADMIN. ENG. SERVICE ACCTS WORKS | | SERVICE
STAFF

X

Coce: ‘ Full-time project personnel

(e.g. one-half time)

G Part time project personnel

X

X

Direct lines of authority

lines of co-ordination and

communication .
* See Illustration 8 for Parent Organization

DO NOT DUPLICATE WITHOUT PERMISSION
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PAMCO, PDRT

Resource
LINEAR RESPONSIBILITY CHART: 30 Material
TRAINING COMMUNITY WORKERS
. . .
Division |Parish Depart- |Min. of |Min. of Director |Public roaeér'r
Project Acitivity Officer |Officer |ment . of Train-|Train- {Consul<4Tutors
Head Local Finance ing ing Inst| tant
Govt. centre
Design registration
system c R A I
Initiate and monitor
registration and
recruitment R S I
Design payment scheme
gn paym C S R
Prepare procedure
manual L A S R
Design supervision and
t d
support procedures c . A S R L
Develop curriculum
P curric C I A S R C
T 3 t
rain tutors I S R
t
Conduct 1st course A C S R
Evaluate 1st course C A S R c c
R. Does the work (project staff) A. Must approve
S. Supervises| {(activity manager) C. Must be consulted
L. Advises, review, or otherwise supports (liaison person) I. Must inform

DO NOT OUPL™"ATE WITHOUT PERMISSION
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" ILLUSTRATION 14 Resource
Material
DISTRIBUTION LIST FOR CONTROL DOCUMENTS
Report Project | Activity Project P.S. | Steering Ministry {PAMCO Cocperative Other
(Frequency) Staff Managers | Manager Cttee. Dev.
Commission (Specify)
Activity Log
(recorded continuously, Orig, Info.
submitted monthly)
Activity Follow—ub
(updated monthly) Orig Info.
Resource Input Foliow-up Info. Info. Orig. Info. Info, Budget
(updated monthly) Stores
Personnel
Activity Network
(updated monthly) Info. Info. Orig. Info| Info.
Status Summary
(written monthly, . £
submitted prior to Info. Info. Orig. Info Info. Info. Info. Info
review meetings
Change Ord?r Action Action Orig. Info Info, Budge.
(as occurring) Stores
Personnel
Action = for action
Info. = for information
Orig. = originator of report
DO NOT DUPLICATE WITHOUT PERMISSION
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ILLUSTRATION 15: WORK RELEASE

M.73

AUTHORITY TO INCUR EXPENDITURE

FOR FINANCIAL YEAR 19.......

ISSUED TO:

FIRST LEVEL

HEAD

SECOND LEVEL

PROG!.\WME

ACTIVITY

SUB-ACTIVITY

RESPONSTRILITY
CENTRE RECEIVING

RESPONSTBILTTY
CENTRE ISSUING

COST CENTRE

B AUTHORIZED USE OF FUND3 RELEASE OF FUNDS  — '
REDUCTION OF FUNDS [ ]

LINE DR AMOUNT IN DOLLARS

NO. STANDARD OBJECT CODE_| CR $ 5 5 % § 85 & ¢

01 9 9 | DR N S I O

02 9 9| o N I O O

03 9 9 /R N I I Y I O

04 9 9| DR S T I O

05 9 9 | DR I I I O O
EXPENDITURE NOT TO EXCEED TOTAL CR |

DOLLARS
c JOB NAME AND DESCRIPTION OF WORK

D | ESTIMATED THIS FINANUIAL YEAR

PREVIOUS AUTHORIZATIONS

"A" FORMS ISSUED TO DATE

AUTHORIZED/REDUCED
THIS RELEASE
TOTAL AUTHORIZED TO DATE $
BALANCE AVAILABLE $
TOTAL
E AUTHORIZING OFFICER
DATE: TITLE: SIGNED:
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PAMCO, PDRT

ILLUSTRATION 16: Resource
Material
TASK WORK ORDER
To
Name VOUCHER NO. L
Address DATE |_ | T
Nie Number || | [ | | | |
[ initiaL [ oaTc
Funds Available
Entered: Liability Ledger
BUDGET
SuB )
ACCOUNT HEAD HEAD Entered: Vote Control
PARISH BRANCH SECTION
Project
Nurnber Title
= or
Control
Section LI I , l l l ’ __l:’ NAME
Sub Given Out Description | Taken Up R0t Amount
, . . ate
Item |Object Object Cost Code Quantity Unit Quantity Unit $
T ™
| .
] b
] '
| 1
! X
| .‘
[} ]
T ]
| |
| [
| :
1 ]
' 1
| l
| 1]
: i
i ]
! E
Work given out by: Accepted: TOTAL l
NIS :
SUPERVISING OFFICER TASK WORKER i
NET ;

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

SUPER'ISING OFFICER TASK WORKER . DATE
Approved for payment: . —_—
SUPERINTENDENT DATE
Payment made: Payment received.
PAYING OFFICER DATE TASK WORKER

This Task Work Order s to be brought to the Pay tabie and presented to the paying oftficer for examination on requcst,
When all the work given out has peen paid ,for the Order becomes the property of the PWO #ndii tu be relurned to the Paying
officer, This Recnrd must be produced by each Task Worker when requested to do su by an Officer uf the
Oepartmeant,

DO NOT DUPLICATE WITHOUT PERMISSION
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MONTHLY FINANCIAL REPORT

for

Externally Funded Projects

Month of

19

Name of Project ..............

Executing Agency ,............

PI'OjQCt COBC .oqaoo.nala.-'o.lo-.lll;-ov.o.0--0..0-occilctovloiccl.l

.) LOCB]. funding lOG.ll"llO.lll..ll.-.lCl‘,ll'l"l'.t'.lil.'l’.'...'

b) Fotﬁisn fundiﬂg lt.lll!'.ll!l.lll'll.lll.ll.ll..l'-l'i.t.!l'!'ll.

|  Loan Date
E::g‘f mn Number

Amount provided in 19 /19 ____

Government of Jamaica's Budget

000 evctacvrsrsvseernsentanyny

Expenditure during current financial year sececesranesvesincaensas
Total project cspenditure to date veasaes teteseonesnas cres
Total

Total amount reimbursable on project

by external agencies

Total actually reimbursed

‘Iggnl tlaims submitted but cutstande

Total claime not yet submitted

o--oo.-ono--n--ooa-na‘oaon-.oooco..'coo--

Name

Signature of Project Co~ordinator/Manager

POI RPN N NP IPNIIIRIIOIIRILIOIGSDPIOLIES

Date

PAMCO ~ An agency of the Minietry of Pinance and Planning
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CONTROLLING AND DIRECTING PROJECTS

8.1  Management by Exception

Management by Exception is an approach that focuses manage-
ment attention ¢n situations and operations that deviate from
impiementation 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 is
within acceptable limits, the project manager does not beccnie
involved. Only when performance exceeds these limits is management
informed to investigate and, depending upon the analysis, toke
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

DO NOT DUPLICATE WITHOUT PERMISSION
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8.2 Three Functions of Project 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 invelve three
basic functions. (Sec 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 anZ 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 Motdvation,
(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 04 the Wonk.

Work performance then, must be Monitored and Controlled, (Function
Three) to assure that the intended results are achieved. This
relationship between the three functions is illustrated by the
Soled Lines of Figure 10, which beginning with the Implementation
Plan, move cyclically through Function 1 to Function 2 to Function

DO NOT DUPLICATE WITHOUT PERMISSION
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FIGURE 10:  PROJECT MANAGEMENT FUNCTIONS

Function 1

COMMUNICATION
and
MOTIVATION

Function 3
MONITORING &
CONTROLLING

Ter-
minate
Project
Construct

Implementation
Plans

Function 2

WORK EXECUTION

DO NOT DUPLICATE WITHOUT PERMISSION



PAMCO, PDRT
Resource
M.79 Material

Monitoring involves the measurement of performances to
determirie 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 broken Line in Figure 10. The controlling functions of manage-
ment involves the initiation of corrective action in response to
both problems and opportunities which are iden*ified from monitoring.
As corrective actions are identified and planned, the changes must
be communicated to appropriate staff (Function 1) who are responsible
to execute the activities (Function 2) and which must be monitoned
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 cycle
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 ncrmally 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.

DO NOT DUPLICATE WITHOU! PERMISSION
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8.3 FUNCTION ONE: Commurication and Motivation

Function 1

COMMUNICATION
and
MOTIVATION

Function 3
MONITORING &
CONTROLLING

[ Function 2
WORK EXECUTION

minate
Project

Construct
Implementation
Plans

Motivation is the inner force that causes individuals to exert
their efforts and resources toward goal achievement, It is necessary
for any group or organization to achieve their objectives 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

DO NOT DUPLICATE WITHOUT PERMISSION
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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 1imited 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 attijtudes 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 roceived throughout the project organiza-
tion. 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 perscnal
perfurmances on project activities.

Good communication tends to prevent negative attitudes and
increase motivation among project stavf. It reflects the responsive-
ness of management to issues on the project, from personnel matiters
and performance to policies and project design. Communication must
be a two-way process. Project managers must actively lister 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.

DO NOT DUPLICATE WITHOUT PERMISSION
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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:

(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 pProject 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-level
and activity-level responsibilities of the project manager. The
manager should also see that these sub-functions are performed at
Tower 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;

DO NOT DUPLICATE WITHOUT PERMISSION
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Figure 11

>
Project I Job Profiles

Implementation
i

Plans. —e ¥

AN

)
Kt
PR

ke S &}
Vﬁ‘ t (X3
N

Minutes of
s Staff Meetings.

A4

Minutas of following
or Action Meetings.

Activity Plans.

Revise Planning
Documents

Letters, Memoranda
Minutes of Meetings
of Agreements.

—). Communications
Charts.
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ii)  prepare and revise activity, descriptions
and schedules; and

i11) communicate with the project environment.

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

The project staff must understand what their jobs and tasks are.
These should have been formalized in Job Descriptions as part of
implementation planning. But staff need to be ondiented to their
responsibilities and need to understand how their tasks relate to the
overall achievements of the project. A Job Profife should be con-
structed with each member to see that the duties are mutuali, 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 orjentation, 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 alil
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.
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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, especially 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) narts. 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 2xecuted to
establish good rapport and understanding. They provide the opportuni-
ties to discuss the project plans and all issues completely; 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 Descriptions
(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 finalize the
Activity Description 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
tasks 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 he 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: Communicating with the Project Environment
(See Figure 11)
. Communication with the project environment is important through-

out the project. Meeting the need for continuous communication with

*See Module 4 - Activity Description Sheets.
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digferent groups, ornganizations and Lindividuals, 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 minimum-these will include the following:

i) heads of supporting and co-operating departments
and organizations who need information on the
progress of the project wnrk in 1ight 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;

(

(c

o

)

) identify the purpose(s) of communication;

) identify the timing and frequency of communication;
) identify the types of information to be transmitted;
(e) identify the method of communication;

(f) iden’ify the person(s) responsible for the
communication; and

(g) identify procedures for handling returning messages
or communicationdl

*See Module 32 - Environmental Analysis and Institution Building Model.
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Developing a communications chart and schedule will help ensure
that the communications programme works and that important people and
organizations are not overlooked. Impoatant dates, briefings, meetings,
etc., may be included on the manacer's project schedule so they are
not overlooked.
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8.4 FUNCTION TWO: Wonrk Execution (See Figure 12)
Function 1

COMMUNICATION
and
MOTIVATION

Funetion 3
MONITORING &
CONTROLLING

Revise
Plans

Construct
Implementation
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 nrot 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 comnunicated 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: Assigning Wornk (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 authonization, 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 ic a preliminary document of work assignment, and must be
followed by other authorizing documents, such as ginancial releases,
clearances of purchase ondons, and work initiation ordenrs.

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 read these carefully and understand them so as to
maintain maximum control over any changes in work cxecution.*

*See Module 34 - Introduction to Contracts, Jamaican Contract
Documents and Tendering Procedures.
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Sub-function 2.2: Issue Contract on Work Release (See Figure 12)

The conthact release on wonrk assignment is a document prepared
by the project staff for distribution to key activity managers. It
includes a statement of the work to be done, items and prices of
hardware, performance requirements, specifications for activity out-
puts, delivery or activity schedules, support rcguirements, contract
requirements, property and other physical resource requirements, and
any other information necessary for exescution 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 thg activity
within the specifications and constraints of the assignment.33

Sub-function 2.3: Issue Project Release Document (See Figure 12)

A project nelease document authorizes the total funding of
direct costs for the actual execution of the project. There is a
specified 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 required, except in instances in which the conditions of the
release or the master contract provide for contingencies and unforseen
circumstances which can escalate the costs without additional
approval.34

Sub-function 2.4: Issue Purchase and Procunement Onderns
(See Figure 12)

Purchase on Procurement Onders are required to obtain project
equipment, 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. 1n other instances, these are maintained by the cen-
tralized 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 Tengbhy 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 1iaicon 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.3

Sub-function 2.5: Issue Activity Work Ondens (See Figure 12)

A work onden 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;

i1i) 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 con-
tributing 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 nequine a specialized conthact
adminis traton to be attached to the profects because of the intricate
nature of the contract and work authonization documentation.

Activity work orders are not normally issued until shortly
before the work is to be done. 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 activity
assignments, 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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§.5 FUNCTION THREE: Contnolling the Project (See Figure 13)

Function 1

COMMUNICATION
and
MOTIVATION

Funetion 2
WORK EXECUTION

Revise
Plans

Ter- ?
minate 1}
Project

Construct
Implementation
Plans

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 common categories of changes
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can be generalized as:
i) changes in scope of work;
i1)  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 as Long as deviations do not exceed the
agreements, contracts or work authorization documents. Some changes
may be made at the project manager's Level, especially if they have
implications 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 dmplications negarding deviations grom
the oniginal objectives 0f the project on majon modifications rnequining
policy considerations.

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 identifica-
tion of all necessary corrective actions relative to the rest of the
project) before any unatthoized 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.

Schedule Controf 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 ¢f all
dependent activities are properly updated and integrated. Each
activity manager and functional manager must be required to submit
regi:lar 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 progness neponts 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 Prciect
Review Meetings.

Cost control is also exercised ‘primarily by activity assign-
ments.38  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 upori 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, many
agencies 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 tc 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 of project goals because
of financial constraints and difficulties.

Pefornmance controf irunlves 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 should 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 sub-
functions 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-function 3.1: Supervise Activity Managens (See Figure 13)

In general, the project manager is not the direct supervisor
on most project activities. That is the responsibility of the
activity managers. The manager's responsibility lies in managing
the supervision by systematic attention to progress of activities
and schedules of the activity managers 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
permitted to work out their own problems. A project manager shouid
generally not be responsible for too many activities, nor should the
manager unduly disturb the work that is .n 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.
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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, zeport on discussions held with the project executive
administration as appropriate and with supporting and external
agencies, be readily accessible for consultation, analyze with
project staff the problems encountered and explain the basis for
decisions resulting in changes as they affect the project staff.

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

The project manager should establish procedures to ensure that
activity managers, when 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 personnei. The manager should have an "open
door" policy so that the information alsc 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 he 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- functions 3.3: Gather Contnol 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 informa-
tion system is designec to provide a continuous flow of information
about the present status of the project and expected progress.

The formal 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 use-
ful in the recording of actua] experience on project activities.**
They should record satisfactory execution as well as actual and
expected deviations from the project plan as they occur. Activity
Reporting Sheets record the commencement of activities, activity
completion, status and expected completion times and rates of expendi-
tures. 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- function 3.4: Analyze 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 thirouah
the plans) to deal with the deviations. Deviations are not neces-
sarily undesirable -- they nay 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
System.

**See Manual I - 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, irefficient 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 Decisions (SEE FIGURE 13)

Project decisiors 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 to the appropriate persons to keep
them fully appraised of the progress ¢f the project and pending decisions.
At a minimum, these include:

(a) the activity manager Tevel;

(b) the project manager level; and

(c) tke 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
systemor 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 npportunities so the
total project maintains the intended progress;

iv)  make changes in project support from external
sponsoring agencies to cope with changes in the
project, 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 begins
with an understanding of efpective ond 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 deciding
among alternatives, e.g., in terms of desired effects on project
costs or targets or schedules, etc.

In general, there will be different approaches to different
types 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 discussiory
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. Such
dialogue often brings 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 theriselves when left unattended. Even when delegating,
the manager should inonitor 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 not 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 involvement 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;

i1)  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 Responsibiiity 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. This should
be well documented as part of the job description, authority guide-
lires and responsibility matrices which have been designed for the
project.

Sub-function 3.6: Communicate Decisions (See Figure 13)

Decision-making is continuous. It is not a singular or one
time activity. Nor is it 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 foLlow-up to decisions. Decisions
and plans for corrective actions must be communicated to those who
are to be responsible for and affected by them.

a netunn Low 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
perfarmed 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 prob]em-so]ving meetings:

i1)  project directives, special memoranda or
messages; and

ii1)  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, technica]l performances or scopes
of work and should be wel] documented to maintain a record of project
decisions and directives.
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8.6 Project Termination

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. Final teamination -- when a prujact 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. Teamdnaticn (nte a new progaramme -- when a project is
intended as a pilot fcr 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. Tem(nation nte a follow-up preject -- 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, Teaminaidon ito an existing programme -- 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 successfu]
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:

iii1) ensure that all plans and schedules comply with
project arrangements:

iv)  assist in determining that all contractual
responsibilities and work authorizations are
compiete 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.4l

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 than the depreciation 1ife,
and certainly much less than the useful 1ife, 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 (if their 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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IX.  PROJECT DECISION-MAKING

9.1 The Importance 0f Responsible 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 a whole.
Problems and opportunities are identified from the monitoring and analysis
so that appropriate directive action will be initiated. Problem-solving

their effects. Opportunities must also be identified early as 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. Projects do not have any
“redundant” resources. Redundancy refers to an excess or superfluity of
something. It is often said of development projects that they "usually have
only one of something -- and sometimes even that is missing." Therefore,
careful monitoring for efficient use cf all project resources is critical.
Because there is no over-capacity on projects, it is difficult for projects
to cope with sudden changes, unforseen contingencies and crises. This

9.2 The Scope of Project Decisions

Project decision-making and corrective actions can be categorized in
three major areas -- nesounce management, organizational management, and
performance management. A continuous process througnout the 1ife of the
project is required to avoid panic-Tike 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 direc’ions of the
project; and
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(d) develop and initiate corrective actions to maintain
control of the project.

Project decisiciis may involve a change of course for those activi-
ties that have caused or appear 1ikely 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) dinitiating 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 to-the 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
achieve the desired results.43

9.3 Reponts gorn decision-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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selective reporting of relevant information, but not so
limited as to avoid dealing with substantive issues;

graphic and visual displays for ease of understanding; and

alternative recommendations and opportunities as well
as analysis of past performances.4

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

(a)

(b)

(e)

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

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

they are written in too much technical detail regarding
the previous period immediate to the project with too
little consideration to trends, current problems, or
future problems and issues;

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

they are too problem-oriented and seldom identify
opportunzgies 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)

i)

1i1)

iv)

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

Project Schedule Reports with critical paths identified
and remaining activity float times with departnients and
expected dates/latest allowable dates highlighted;
Function Bar Charts;

Milestone Status Report;

Financial Plan and Status Report;
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vi) Organization Status Report;
vii) Manpower Loading Report;

viii) Cost Categories Report;

ix)  Project OQutlook;

x) Time and Cost Projections; and

xi)  Time, Manpower, Performance Projections.

An example of the content of pacject progress neports 1is 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 during current report period and significant
implications ror changes in future schedules;

F. Project cost performance -- commenting on current project cost
situations witn 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 seciion, such as a summary Master Schedule (with
trends analysis), Project Cost Performances Reports and Charts,
Jetailed Activity Schedules, etc.46

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

{a)  what the problem is;

(b)  how it is to be so0fved;

(e]  who has the nesponsibility fon the action;

(d)  who will contribute to the actions; and

(e)  when the action is scheduled o begin and end.

9.4 Management of Project Resownrces

The project manager's attention must be drawn to the efficient use of
project resources. The Inability 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 organiza-
tions with respect to the resources actually available to do projects while
maintaining routine operations, is common. Resources are often not combined
or co-ordinated into a schedule to effectively use them for project accom-
plishments. Again, project resources may not be adequately flexible for
overall project us:.

Planning and control must be integrated, especially as project schedules
change 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 1imited
professional and technical expertise necessary to carry out projects.

The management of project resources including Time, Money, People, .
Facilities, Equipment and Materials 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 communica.ior 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 identifyirg 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
physiciul 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
invoives technical as well as management problems and represents some of the
major difficulties faced in project implementation.

9.5 Managcent of Project Finance

Cost is a special sort of resource. Although money can be simply
described, cost is a more complex concept. A1l physical resources and human
resources can be assigned a vafue. 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. A1l 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 cosfs and £ime 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 scheduie 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 artual 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;

i1)  establishing activity-level budgets;

ii1)  ensuring that project funds are appropriately released;
iv)  ensuring that expendi tures 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. The
comparison is shown in Figure 14. 50
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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 organiza-
tions, 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 impcssible 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'.
A11 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 comparissin of the initial or most
recently reported plans or estimates; and

(d) impacts of any other key factors or activities or 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 impiications (e.g., banefits
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 and sufficient justification for a
decision. In general, however, there is a problem in deciding when rea]
emergency exists and in ranking various emergencies in terms of their
relative 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 Timit at various project
levels, such as to activity managers and to project managers. Such authority
usually requires subsequent review by higher project management to see that
they conform to acceptable decision criteria and purposes.

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 benegits, (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 necoupment period. This refers
to time required for payback of investments and identifies how soon can the
costs be recovered either from the benefits to be accrued or from other
sources. This criteria unfortunateiy, is bjased toward the first few periods
of returns, rather than a Tonger range view and tends to favour minimal or
incremental investments.

Most sophisticated financial decision-making tools include scme form
of a benegit-cost natic to compare cost alternatives with similar or compar-
able 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 value 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 acccunting rates of return and other decision-making tools
which can be adapted to such considerations as taxes and depreciation.
Internal nates of neturn 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 "Biggen 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 "Bind 4in the Hand" principle which assumes if other
things are equal, early benefits are preferable to later
benefits.

(c) The "Trade-o44" 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
objective.

(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 Wheel" 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



M.122 PAMCO, PDRT
Resource
Material

The basis for incorporating time into the calculations of alternative
costs arise because it is known that money has the power to generate addi-
tional 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 cer-
tain activities by an increased input of resources, which may mean increased
costs. But there is a cost-time trade-off as illustrated below.54

Cost-time baklancing 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. Nommal cost is
defined as the minimum direct cost for a activity and normal time is the
associated direct time.  Crash time is the ménimum possible time, with
crash cost being the associated direct cost. The manager's choice is
between minimizing time or minimizing costs.5

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 Tabour and equipment.
Two 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 Tine of
Figure 15 suggests. Every activity has both direct costs and indinect costs.
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 propor-
tion 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.
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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 justi-
fied in terms of savings or maintained limits on other activities or the
project as a whole. Though there may be a direct relationship between man-
power 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 certain
direct 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 of Project Performance
Performance management relates to schedule analysis, cost analysis,
manpower analysis apd 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 controtlable elements of the pro-
ject, there is also a need to include data or observations on the uncontrofl-
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 operatiuns 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 tolerante, 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 1aid by proper implementation
planning and again illustrates the importance of this preliminary step
of project execution.

*See Module 41
**See Module 7
13 t 8
1] " 10

Design of a Pruject Management Control System
Project Scheduling - Bar Charts

Bar Charting for Project Control/Scheduling
Milestones Description Charts.
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9.7  Management of the Project Onganization and Envinonment

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. Interface management involves managing those points of interaction
to the project environment (extewnal interface on Linkages) and those
within the project structure (internal interface on Linkages). Organiza-
tional interface management consists of identifying, documenting, scheduling,
communicating and monitoring all linkages necessary for project performance.

Extennal intenfaces 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 include 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 1imited 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 ‘ne 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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Tnternal interface 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)

Pengommance interfaces 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.

Physical intenfaces 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.

Responsibility intenfaces which is when one activity is comple-
ted and responsibility for further work is transferred to a
subsequent activity manager and which must be managed to ensure
timely project completion and smooth work transitions.

Management intenfaces 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, design changes, projected
unsatisfactory performances, etc.

Beneficiary intenfaces which ensure that the target populations
will actually endorse the project and are properly involved to
ensure that project outputs will be utilized end accepted.

Tnformation interfaces 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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(9)  Extewal information Antenfaces which form the linkages of
. the project to its diverse environment and ensure that the
project support is maintained as a foundation for project
execution.

(h)  Materiar Anterfaces which ensure that physicai items are
available at the particular times and places for tasks to
be accomplished within planned schedules.

(1)  Technofogicae Anterfaces which ensure that alj technologies
on the project are consistent and can be matched to perform
the assigned work.

The project manager must have some system tg identify, co-ordinate
and integrate these Tinkage and interface events. One such way is to
identify the major interface or linkage events and relationships on an
Intergace Co-ondination Chart. This can be done for both the internal and
external interfaces. The 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
meetings should be highlighted on the chart along with identification of
points of responsibility for specific project personnel in relation to that
linkage or interface. The Tinkage or Interface Co-ordination Chart should
be integrated into the project manager's schedule.

9.8  Forecasts and Tnend Analysis on Projects

Trend analysis involves a forecast of project performance based on
actual work data up to a specific time. Several dimensions of management
can be integrated or isolated, e.g., 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, its actual performance and its
planned performance. Charts can highlight the gaps in performance to
facilitate analysis of trends. Causes must then be identified, as wel] as
alternative corrective actions.

An analysis of the value-of-work completed against the planned value-
of-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 is an illustration of a schedule trend chart.57 The project
time is on the horizontal axis of the chart, and key indicators of project
Progress are identified on the vertical axis. The slippage of the project

1s shown in the performance gap of milestones.

The integration of performance, resource information, as seen in
value-of-work analysis assists the project manager in correlating schedule
and cost information for evaluation and forecast of project performance.

As seen in Figure 17, Planned and actual cost trends can be shown parallel
to planned and actual work trends. 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

planned efficiency. A status index is used to forecast the cost and time
overruns. The project Manager can then initiate corrective actions at an
eai'ly 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 detajled
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 Progress and
Performance for an explanation of several value-of-
work 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.

rii) The performance gap from ¢ to d represents the forecast
overrun for end of project based upon performance to present.

iii) The performance gap from ¢ to § 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, the 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 weak-
nesses. Properly designed and displayed graphic presentations, however, are
effective because: '

i) large amounts of complex infcrmation can be presented 1in
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 pro-
mote rational decision-making Lty 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 thz decisions.

9.9. Project Review and Decision-making Meetings

Meetings are important for carrying out the responsibilities of a
project manager. Project managers must conduct regular, periodic meetings
for project review, analysis and decision-making. 1In addition, special
meetings may be conducted at any of the three basic project levels -- the
activity level, 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.*

Perdodic project neview 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 frcm the
information or analysis which often remain hidden to
higher level management (such as opportunities to accelerate
schedules o1 reduce costs);

(e) obtain real agreement regarding the probiems (that they
actually exist and require action) and the opportunities
(that they are real and should te 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

Impromptue on specially called problem-s0lving meetings should be held
as required and should be attended only by those persens 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 urgent
attention. Problem-solving meetings supplement project review meetings,
follow up on the activity assignments determined in the review meetings and
handle crises matters between regular meetings. Problem-solving meetings
should result in direct action assignments, carefully defined as to the
problem, the solution, the responsibilities for various actions, schedules of
activities, and implications for other project activities or units, The
project manager is responsible to see that there is adequate follow-up on
these meetings and that the respensibilities are properly communicated to all
relevant persons to facilitate the corrective actions.

A1l meetings should be as brief as possible and should follow an
agenda which the participants-have had a chance to study, comment upon, and
amend. Minutes should be kept of meetings. It is especially important to
make a record of decisions, so that there is & 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 they
can provide the opportunity to bujld 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
oppocrtunities for personal statements on specific areas nf responsibility
and progress as well as problems. If one person, such &s the manager, domi-
nates too much, other team members are Tikely to close ovf 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.  Ineffuctive conducting and
use of project meetings is a frequent cause of project team breakdown.
So,Mmanagers can use project meetings to generate 1 strong team spirit and
a sense of commitment to the total project which can make the bonds of this
temporary organization stronger.

9.10 Establishing a Project Ofg4ice
The project manager is usually assigned an office, or at least, office

space. Regardless of the amount of of room available, it is to thg advan-
tage 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 location for simultaneous displays of all aspects
of the project; and so on.60

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 upaated 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 4is 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 founda-
tions 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;
)

ensuring prompt collection and analysis of project
information;

(e

(f) facilitating actions to correct significant deviations
from plans or potential opportunities; and

(9) ensuring implementation of corrective actions.5!

This is what a project manager does. Despite their titles, persons
assigned to the position of project manager may not be managing their
projects because they are unable to or do not carry out these respon-
sibilities. 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 relation-
ships 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 éxpeat authonity, perceived
or attributed authonity and/or personal authoni%y as supplementary forms of
authority to maintain leadership and control.62” The lack of formal authority
makes atyfe 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 Timited 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 Use of Managerial Power on Projects

. Power refers to the capability to achieve one's goals. The pro-
ject manager must have "power" 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 authdrity.
But in most instances of matrix management, the manager is dependent upon
the organizational authority of others to accomplish project work. The
Timited 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 gower can be exercised through both positive and
negative behaviours.03 Positive behaviowws 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 behaviours
are those which tend to hold or rely solely on one's own power or authority

to achieve cine'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 dune.

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 necessury 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 a]ienating staff.
Examples of positive and negative behaviours are shown in FIGURE '9. 4
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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 inidvidua]jstic
stimulating, participatory manipulative, commanding

10.3 People Onientations and Task Onientations

Project managers must get the project done, this means that they
must have a task ornientation. They must also work through others to get
the work done; thig requires a people ornientation. A manager is predomi-
nantly task-oriented when concerned primarily with the accomplishment of
the work, regardless of the feelings of others. A manager is people-oriented
when concerned with maintaining relationships with and between people and
gives work a lower priority. These two orientations can 28 seen to be at
opposite ends of a continuum as illustrated in FIGURE 20,
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FIGURE 20. TASK ORIENTATION VS. PEOPLE ORIENTATION
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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 ondientation include:
initiating activity, seeking information,
seeking opinions, giving information,
giving opinions, elaborating or clarifying
work, coordinating work, and so on.

Roles which have specific people onientations 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
people onientations 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 manaaerial cir-
cumstances faced. A good project manager must be concerned about both getting
the job done and maintaining good relationsnips with people.

10.4 Three Management Styﬁeé

ihree general management styles can be identified in terms of the
managerial attitudes toward power, people and work: autocratic, mandipulative

and participative.67

A project manager tends to be autocratic 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 ir 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 organi-
zational 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 suffi-
cient 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 adve ' iges, 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 performance.

A project manager tends to be manipulative 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 purpos:s 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 participative 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 cthers, 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 influenced at
the bottom as well as the top of the project urganization 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 approa:h 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 mani-
pulative approach may subvert commitment to the project into seeking per-
sonal gains and may cause a disintegration of the project team. The parti-
cipative 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 Styles & Strategies fon 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-nesolution strategies can be classified into three
categories:

(a) avoidance, the tendency to ignore a situatjon.
This may be a deliberate strategy to let the nroblem
solve itself, to defer dealing with the conflict, or
to repress emotional reactions.

(b) defusion, 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 dealirg 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 or legal 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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That Should Be Useful to Trainers in Project Implementation",
Development Project Management Center, USDA, Washington, D.C., n.d.
Module 3.0.

David-I. Cleland and Willijam R. King, Systems Analysis and Project
Management, McGraw-Hi1l Books Company, New York, 1968, p. 184,

Raymond Radosevich, Development Project Management: An Integrated
Approach to Profect Planning and ImpLementation, Graduate S~hoo] of
Management, Vanderbilt University, 1974.

This figure is a revision of Figures 3 and 4 in Morris Solomon,
Elements of Project Management, Development Project Management Center,
USDA, Washington, D.C., 1976, pp. 6 and 11.

For further discussions of the nature of development projects, see the
following:

Albert 0. Hirschman, Development Projects Observed, The Brookings
Institute, Washington, D.C., 1967.

Hirschman refers to development projects as "privileged particles

in the development process"” (page 1) and calls project implementation
"a long voyage of discovery in the most varied domain from technology
to politics". (page 35).

A.J. Creshkoff, The Planning and Management of Projects 4in Developing
Regions (draft, limited circulation) Chapter 1, Graduate Schoo] of
Public and International Affairs, University of Pittsburgh, Pittsburgh,
Pa., 1976.

Creshkoff identifies five basic and common components of a definition
for a project:
) a prdject is a discrete activity;
) a project has specific objectives;
(c) a project is coherent organized actions;
) a project has a definite spatial and temporal location; and
) a project has a scheduled beginning and ending.
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