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PREFACE AND ACKNGWLEDGEMENTS

The authors of this Manual are indebted to many who have published
materials in the past on Project Management Planning and Implementation.
Many multigraphs, multiliths, bulletins, circulars end books were re-
viewed during the months while the PDRT were preparing materials used in
training courses with persons responsible for fornulating and implementing
projects in a sizeable number of Jamaican government agencies, statutory
bodies,- and ministries.

Many of the Project Management tools that others have found useful
and subsequently put in written form, were used as the course materialg
for training here in Jamaica. But, the PDRT team soon determined that
these materials are most readily learned in training situations when they
were used on actual projects in which the trainse become involred. This
Manual shows how the tools are applied on real Jamaican projects such as
the Pisneer Farms. The PDRT found this "action~training' appruach to be
a very effective teaching and training model. The participants quickly
lesrn, 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 om 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 davelop~
ment effort in developing countries.

Much of the training materials used by PDRT to comstruct 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=-Hill, New York, 1975.

The PDRT team is indebted to others who gave assistance previous to and
during the preparation of this Pioneer Farm project management manual. Forve=
most among these persons were the Pioneer Farm Managers from all over Jamaica
who attended PDRT training courses and assisted the PDRT in applying the
management tocls to the management problems facing them in planning and ime
plementing the Pioneer Farm Projects. These managers produced the actual
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and illustrative working documents that can be applied to other projects
as the Pioneer Farm Programme expands, There are also the many officials
within the Ministry of Agriculture, particularly those in the Production
Unit, who have supported and assisted in this training effort., In addi-
tion, the Programme Officers of USAID and the Director of Projects Divi-
sion (now PAMCO), Ministry of Finance, have encouraged the. team to
prepare and formalize these and other training materials so they can be
used by other resource persons who are given the responsibility of train=-
ing project management personnel in various segments of the government
and in the private sector. Last, but by no means least, is the Secreta-
rial Staff of PAMCO who worked diligently through many drafts to put the
material in publishable form.,

This manual was prepared by the Project Development Resource Team
(PDRT of PAMCO). The text of this manual was written by Merlyn Kettering.
Appendices 1 through 9 were written by Bruce Brooks, Conrad Smikle and
Merlyn Kettering using materials from the Pioneer Farm Managers Workshop.
Appendix 10 is a publication of the Production Unit of the Ministry of
Agriculture. Without the assistance and encouragement of all the persons
mentioned above, the publication of this material would not have been
possible.

The PDRT takes full responsibility for any errors or omissions in
the material. We sincerely hope that the material will be specifically
ugeful to the Pioneer Farm Managers, the Pioneer Farm Programme, and
the Ministry of Agriculture. However, the Project Implementation Plan-
ning Steps introduced here, have broad applicability. They can also be
used and adapted by officials on other projects that are faced with the
complex problems that surround project management,

PAMCO
June, 1979
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The publication of this series is only a beginning of the development of relevant
and practical planning, analysis and management materials. There are gaps; there
are areas needing improvement and revision. The series is intended to be used
and to be useful. Use in action-training and practical application to project
development will result in revision, expansion and adaptation. A1l comments on
the usefulness, accuracy, and relevance of the materials are welcome. The
efforts qf all preparing and publishing the Project Plarning and Management
Series are justified if it helps to develop our national capabilities to design
and carry out realistic and successful development projects.

Marcel Knight
Managing Director
PAMCO

September, 1980
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" 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 tc 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 davelopment. The
series can be used as a reference and guide for persons with responsibilities
on "Tive" 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, while (2) increasing Jamaican capabilities in planning and managing
projects. The "action-training" approach was introduced and tested through
the activities of the PDRT which was instituted by the project.

Action-Training

Action-training is carried out within the organizational setting of
the participants and uses "live" projects so that the workshops are strongly
oriented to operational problem-solving within 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 actiun-training programme brings teams and persons assigned
to live projects and with actual responsibilities into workshops, seminars
and consultations and gives them the specific kncwledge, gquidance 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.

vii
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Action-training on projects utilizes the immediate application of
approaches, tools and techkniques on "1ive" projects to ensure that: .

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

(2) the training is operational and relevant within>fhé7ﬁéa]f
( organizational context; .* ST

(3) the participants have understood the cohcepts,.tOOIS‘ahdAf_fflut
techniques well enough to apply them in actual situations;,andd;

(4) the participants benefit by mastering new skills and are
rewarded by promoting project progress.

Action-training is best instituted where it supports rational and
co-ordinated systems of project development, i.e., planning, implementation,
monitoring and decision-making. Different groups of persons have-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 effectively. It
focusses specifically on what persons need to know to do their jobs and
reinforces their understanding by testing the application of new skills on
live projects.

An action-training workshop generally follows a simple formula for each
topic and technique introduced. An introductory presentation is followed by
a simple exercise to illustrate the concept and demonstrate its application.
This is then followed by a work period during which participants work on
actual assignments on live projects in consultation with the PDRT. The
application to live projects reinforces the learning, permits an in-depth
exploration of its applicability, tests relevance for this situation, and
permits adaptation to fit the actual context, assignment, and experience of
the participants. The 1ive 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,
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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

e general concepts and techniques to persons with particular
administrative or technical responsibilities involving
these skills. v

Use df‘the Series

The Project Planning 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 1ife 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 iife, e.qg., planning, analysis, management,
monitoring, contracting, contro), and so on. The tfollowing 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 Marual P -- Project Planning with an assortment of modules,

including: |
1 - Project Objectives; 2 - Logical Framework; 5 - Project ,
Organization; 7 - Project Scheduling--Bar Charts; S

13 - Project Technical Analysis; 17 - Project Costs and -
Benefits; and so on. E

2. A Planning for Implementation Workshop - conducted over threé dr1
more weeks for project teams with responsibility for preparing

ix
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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; 35 - 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 is designed
or 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 in 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 promcting better project formulation, successful implementation
and generally helps to move projects forward, it is justified. However, the
importance of the series 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 deveiopment and
action-training which has been initiated by the National Planning Project.
There are gaps and inadequacies which will be identified. The series 1is 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.
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I. INTRODUCTION

~ "Pioneer Farms are a means of accelerating the land-use reform process
while dealing with problems of rural unemployment, particularly among youth.
Idle and under-utilized lands are identified and appraised for development
potential. After a Pioneer Farm Project is approved, a group of youths with
appropriate qualifications are selected and assigned to each Pioneer Farm.
The Pioneer Farm begins as a pre-cooperative under the Ministry of Agri-
culture. The primary objective is to form a productive, self-disciplined
and self-reliant community organized on a cooperative basis.

The Ministry of Agriculture has primary responsibility for the Pioneer
Farm Programme, but the success of the programme depends upon a wide range
of skills and contributions from other Ministries and Agencies, including
the Social Development Commission, the Cooperative Development Centre, a
Farm Advisory Committee, Community Councils, and local Mémbers of Parliament.
An example of the broad involvement in the programme can be seen in the
initial identification, selection, and training of candidates. The operation
and success of each Pioneer Farm is dependent upon a high degree of co-
operation and coordination to integrate the various Ministries, Agencies and
persons who contribute to these projects.

To achieve the integration of the diverse organizational resources con~
tributing to Pioneer Farms, it is necessary to have a plan for coordinating
and implementing the programme. Without such a plan, a great deal of con-
fusion and conflict is likely to ensue undermining the capability to achieve
the objectives. In fact, early experiences in establishing Pioneer Farms
have shown the confusion which can result, and has demonstrated that the
resulting difficulties can thwart the Pioneer Farms in their attempts to be-
come viable, operational cooperatives. These early frustrations need not
be discouraging if the lessons learnad from experience improves the per-
formances on these and future Pioneer Farms.

The major purpose of this manual is to help the Pioneer Farm programme
carry out more successful projects. Much of the material presented was
developed in training courses for Pioneer Farm Managers and stems from the
experiences of existing Pioneer Farm Managers.

The emphasis in the manual is on sound project management and adminis-
trative practices applicable to Pioneer Farms. These practices will be
especially useful to the Pioneer Farm Manager, but are relevant to all
levels of administration of the programme. Therefore, Regional Directors,
Parish Managers, Cooperative Officers, Land-Lease Officers, Technical
Officers and all persons involved in the programme who need to be femiliar
with the managerial techniques developed and applied to Pioneer Farms will
find this manual useful.

Technical adpects of Pioneer Farm development are not discussed because
they vary greatly from one Pioneer Farm to another. Generally, there is a
high level of technical assistance available to Pioneer Farms. The problem
has been to achieve the necessary cooperation and coordination so that
technical expertise is accessible to the farms when it is needed.

1
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This is a managerial problem and an example of the need for a souﬁﬂbmanagef
‘ment system for yrojects within the Pioneer Farm programme. It is. eritical
to the success of the Pioneer Farms Programme,

This manual was written by the Project Development Resourfe Team
(PDRT) of the Projects Division, Ministry of Finance & Planning.™ The
project management procedures and techniques presented here are applicable
to a wide variety of projects., This manual illustrates their relevance to
Pioneer Farms specifically. The application of these management tools to
Pioneer Farms is demonstrated by the illustrative materials incorporated
in the Appendices. The examples of the application of these tools were
developed during the training of Pioneer Farm Managers at the courses con=
ducted by PDRT at the Eltham Training Centre of the Ministry of Agriculture
in early 1979.

"1 The PDRT isnow a unit within the Project Anglysis and Monitoring Company
' (PAMCO) which, as an agency of the Ministry of Finance and Planning,
performs the functions of the former Projects Division.

DO MOT DUPLICATE WITHOUT PERMISSION



PAMCO, PDRT
Resource
' Material
11, THE NEED FOR ©PROJECT MANAGEMENT

)

A main difference between project management and traditional organie-
zational management lies in ‘the organizational structures used for imple=
mentation. Traditionally the Ministry of Agriculture is structured into
departments and units which have distinct and specific functions and
antivities. Each of these units is composed of distinct sets of skills and
professional competencies which are distinct from other units and organized
to perform specific functions in relation to the overall objectives of the
Ministry. The departments and units are organized into clear lines of
vertical authority and responsibility and they can operate according to
prescribed Ministry procedures and regulations. There are functional units,
such ag Veterinary Division or Soils Division, and geographical units, such
as Regional and Parisk Offices. In normal operations, these units act as
distinct parts of the organization and are primarily concerned with the co-=
ordination necessary to perform their assigned functions.

Projects are temporary forms of organization which are imposed upon
the traditional organizational structures and operations of the Ministry.
They are devised to achieve a specific set of limited objectives within a
defined time limit. A Pioneer Farm Project, for example, is not to last
more than two years before becoming an independent and self-reliant farm.
The project is not permanent within the Ministry, but it must draw upon the
human and financial resources of the permanent Ministry units to be success=
ful. Projects are not only temporary, but are cross-departmental, cutting
across traditional organizational structures, thus requiring at the project
level, the coordination and integration of functions and pergonnel between
the various organizutionally distinct units. Because they are cross-
departuental, projects require creation and clarification of formal and in-
formal lines of communication, coordination, authority and responsibility
to complement those of the permanent structures of the organization. The
vertical, diagonal and horizontal relationships necessary for project
minagement often create confusion. As a consequence, projects are often
characterized by a lack of clarity regarding who does what, who controls
whom, and who is ultimately responsible,

Projects present a strong contrast to the hierarchial relationships
which generally dominate organization relationships within the Ministry.
Successful implementation requires the integration of organization resources
across the Ministry. This can create a great deal of confusion. When the
Ministry adopts a large number of diverse projects, such as those to which
they are committed in the increased agricultural production drive and the
Five=Year Plan, this confusion is multiplied. There are increased demands
on all units to perform specific functions on specific production projects
in addition to their ongoing traditional functions. This can result in
the lack of agsigstance for specific projects, such as Pioneer Farms,
because of work overload or the lack of a coordination plan. In the abe
sence of a plan for management and administration of projects, Pioneer
Farm Managers, and even senior administrators, do not have the authority
to demand that resources and persons from other Departments or units be ree~
leased for project work because the regources of personnel do nc fall under
their direct authority. They may fall outside the authority of the Ministry

itself.

3
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~~ This common problem affects many projects in the Ministry, and to
~solve it requires a special effort on the part of the Ministry. Planning
for project implementation forms the logical basis for initiating sound
_project management early to avoid or overcome some of the management diffi-
culties of projects. These are applicable to Pioneer Farms as demonstrated
through the preliminary applications in the training programme of PDRT,
The following management procedures and techniques for implementation plan=
ning are a practical approach for improving the chances for success of the

Pioneer Farm projects,

Usual management approaches and techniques are applicable to the imple~
mentation of Pioneer Farms, and must not be neglected if the farms are to be
successful, but they are insufficient for these projects. Special attention
must be paid to implementation management in the case of Pioneer Farms be=
cause of the complete organizational nature of project implementation as
discussed previously. Pioneer Farms at the project stage do not have )
clearly defined lines of authority and responsibility consistent with the
traditional structures of the Ministry. The lack of a clear and unified
vertical hierarchy of responsibility for all aspects of Pioneer Farms °
projects is further complicated by the involvement of agencies. and persons
outside the authority of the Ministry of Agriculture. (See Appendices 1 & 2),

The project farm manager is primarily responsible for the management of
the Pioneer Farm, under the direction of the Parish Manager. (See Appendix 3).
This includes primary responsibility for planning, organizing, directing,
coordinating, controlling and monitoring all aspects of project operations.
Yet there are many persons who will contribute to the success of the
operations who are not under his authority, nor that of the Parish Manager,
nor even the Ministry of Agriculture. 1In many cases, they will hold
positions which are professionally and organizationally senior to the Farm
Manager. This demonstrates why there is a need for a practical and disci=
plined management approach to the implementation of Pioneer Farms.

The complexity of implementing a Pioneer Farm project can be illustrated
by a work diagram showing the scope of tasks and activities required for a
farm to be established. Illustration 1, shows a breakdown of the general
areas of work and responsibility for a specific Pioneer Farm. The wide
range of professional and technical skills which focus on a farm show the
~ complexity involved in these relatively small projects.

When the Work Structure Chart (Illustration 1) is transformed into an
organizational chart to incorporate the units which are responsible for
various work, the complexity of the Pioneer Farms Programme is more evident.
Illustration 2 shows the organizational chart for a Pioneer Farm, imposed
upon the traditional organizational structures of the Ministry of Agriculture.
Such organizational complexity is common to the inplementation of many
projects, and highlights the need for an implementation olan. In addition,
projects can become a burden to the various units and departments that must
maintain their oWn ongoing programmes as well as provide support for these
special projects. ’

Illustration 2 shows the extent to which responsibilicies, ékills,_ﬂ;'j
authority and administration of a Pioneer Farm are dispersed throughout the.
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Illustration 1

(some groups of persons
involved)

(Reg10na1 Lands Offlcer, Land-
- Lease Officer): : oE
(Engineering)
(D.E.O., Production: Unit,_

Technical Offlcers, Farm.
Manager R

(DEO, Conservation, Engineering'
Manager, Parish Officers)
(Engineering, Ministry of Works)

(JPS, NWA, Land-Lease Officer)
(Engineering, Contractors,

Manager)

- (Soils and Conservation),.f
- (Crops & Livestock, ,Soils,
~ Production Extens1on, DEO

Manager)
(Engineering)

7’(Supplies, Parish Office,
" Manager)

(Parish & Reg10na1 Off1ces,
‘Production Extension, Manager)
(Pioneers, Manager, DEO)

(Pioneers, Manager)

(Pioneers, Manager)

(Production Extension, Marketing
Pioneers, Managers, AMC)

. (Committee, Parish Manager)

(sbc, Coops, R & D, Manager
DEQ, Reginnal Director, Parish
Manager)

(Manager, SOC, Caops, R & D,
Soils & Conservation, etc.)

(Parish Manager)

(Parish Manager, JYC)
Manager,
Parish Manager)

(Parish Manager, Manager,
Accountant)

(Production Unit Manager,
Parish Manager, DEQ)

(Data & Evaluation, Farm
Advisory Committee, Regional
Director, Production Unit)
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Ministry. This is one of the most obvious and difficult management
realities of a Pioneer Farm. To avoid a great deal of confusion and frus-
tration, there must be an implementation management plan to coordinate the
project because its components are obviously not entirely under the direct
authority and control of the Pioneer Farm Manager or the Parish Manager.

Five Steps of Planning for Project Implementation introduces disciplined
Project management at the early stages of the project. If good management
is not introduced early in the life of the Pioneer Farm, the seeds of
failure and conflict may already be sown and may thwart the intended accom-
plishments of the project. Therefore, this model of project management
proposes that five steps in planning for the implementation of a Pioneer
Farm must precede the actual operations of the project. These are "pre-
execution" steps forming the foundation for sound project implementation,
and assist in successfully meeting the overall project objectives by deve-
loping procedures, techniques and plans for the management of the project
as it is initiated. All persons contributing to Pioneer Farms including
senior administrators, TECHNICAL and COOPERATIVE staff, Farm Managers, Farm
Assistants and Pioneer Farm members, should be familiar with the management
tools necessary to move a project successfully through these five imple-
mentation planning steps.

7
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111, INFORMATION F(.° PROJECT MANAGEMENT -

- Good ‘pro ject management is built upon sound management judgement and
decisions. Good decisions require good information and planning for project
implementation designed to: (1) construct an informational foundation for
project management, and (2) establish information flows to facilitate sound °
project management and decision-making. -

Several types of information are critical to sound project implementation.1
If systems can be established to provide an adequate information base for .
project management, the actual work of project execution is made more S
"manageable". Types of information needed for project management include: -

(1) Project scope information
(2) Project work and action plans information
(3) Project organization information -

(4). Project financing information -

) ﬁé‘éoqrcé | p;amag'aha"qugét”iag‘gi’:{"éar”;;é'i;’af s

(G)J Contfacfiné, work authorizétioﬁ 5;dergsg§?p¢;;é$ﬁ?§}f#ﬁfé?ﬁéﬁiﬁﬁff

ki} ‘Pfoject Product Information - - |
a (é)  Project Control Informatiqn

(9) Environmental Information

(1) Project Scope Information:

The objectives of a project must be clearly defined and broken into
_distinct outputs (intermediate and final) so that it is possible to
know what a project is to do and test if and‘When“it_has been done.

1 fU@ited N5ti6ns;,Théilhitiatién'and Implementation of Industrial Projects in’

©:- Developing Countries, A Systematic Approach, U.N., New York, 1975,
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“szhe objectives of a project and its output are achicved through the
" performance of distinct tusks and activities which form the work break-
“down of the project. These activities should be planned on a project

‘master schedule which shows the relationships between projects and the:

major milestones of project achievement.

Project Organization Information:

A systematic way of showing how all organizations are related to the
various work elements of a project is critical to the coordination of
these organizations and organizational units. This is important so

that every project team member or contributor gains a full wnderstanding
of the total scope of the project and his/her specific responsibility

in relation to other persons on the project.

Pro ject Financing Information:

A financial plan must be developed (and later revised appropriately) to
identify and coordinate the various sources of funds and to indicate
how each category of funds is to be used as well as the means of repay-
ment., Documents necessary to obtain the release of funds and to control
their movement and disbursement must be standardized and consistently
used. '

Resource Planning and Budgeting Information:

There is a need for a plan showing the flow of all resources, such as
funds, equipment, manpower and materials. This plan ensures that these
resources are available and accessible to the project when needed.

Contracting, work authorization and resource control infomation:

- Work orders and contracts are standardized formats that authorize

expenditure of funds, labour, materials and cther resources required tdﬁ
accomplish specific tasks. These are necessary to avoid confusion- -
about responsibility as well as authorization. : B

Project Product Information:

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

Pro ject Control Information:

The basic reason for all information is to have data to compare per-
formance 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 organized 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. This information

9
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.Wéénsgbaid confusion regarding areas of authority[aé we11pas providing
~a basis for better management decisions, .. oo

‘ KQ)S”?fdduét'Environment Information:

This refers to all available information from outside the project which
has an impact on project performance and is the category of information

- which is least capable of being standardized and defined. It may, for

. example, relate ‘to information from and about the Ministries,.supplies,
markets, or even weather conditions. If other categories of information
are soundly based, the managers and administrators can put information
from this category into better perspective to judge impacts and impli-
cations for the project. '

~ The building of an information base for project implementation is the
foundation for successful project implementation. These blocks of infsrma-
tion are necassary for project management, In the following discussion of
the Five Planning Steps for Project Implementation Planning, we shall see
how this information is constructed and systems and processes are instituted
on the projects for the updating and generation of project information in
each of these blocks throughout the duration of the projects,

; lo?r
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Planning for implementation simply means laying out the managerial and
technical framework necessary for actual implementation work on a project.
In managerial terms, which is the focus here, this requires the establish-
ment of informational foundations and systems for project execution. The
information needs for project management were discussed above. These in-
formation "blocks" are related to each other in a logical manner, and if
properly developed can assgist project administrators and managers to be
better prepared to carry out projects successfully. The logical relation-
ships between the "information blocks" permits a very methodical approach
which are called the "Five Steps of Planning for Project Implementation'.
These five steps are:

(1) Project Activation,

(2) Specifying and Scheduling the Projec:«Wofk,l _ ‘ S

(3) 'Clarifying Project Authority, Responsibili:iés & Reiatiohshipé;;f

(4) Obtaining Project Resources, and A

(5) Establishing Project Information and Control Systems

These five steps incorporate the basic planning activities which precede
the actual work or execution of the project. They are followed by Project
Implementation (which consists of Proiect Direction, Execution and Control)
and Project Termination.: The five steps of planning for project implemen-
tation are sequentially related as shown in Illustration 3. They form a

Ssequence of planning activities which build upon each other to form a sound -
foundation for actual project execution.

One feature of this approach to project implementation is the rigor and
logic of the sequence in which implementation planning is carried out for a
Project. The steps are sequential and the information generated by one step
1s used in the su bsequent steps. Step Two precedes Step Three, and so on.
Each of these steps has distinct products or outputs which provide information
inputs for subsequent steps. When the stages are completed they form the
foundation for project direction, execution and control. ‘

J.‘Baihbridge and S. Sapirie, Health Project Management. A Manual of

Procedures For Formulating and Implementing Health Projects, World
Health Organization, Geneva, 1974,

11
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(a) Each planning step is composed of a set of activities, actions and
decisions which result in the distinct output of some '"product". (See
Illustration 4). It is important to understand that these "products" are
actually the "pieces and blocks of information" which are necessary for a
sound foundation for project management. The "oroducts" or output of one
step provide the information base for subsequent steps in the sequential
logic presented in Illustration 4. This is observed in the later illustra-
tions for each of the planning steps (Illustrations 2 through 9) where the
actual planning "products" or documents are cross-referenced between the
steps. For example, Document 1-C, a product of Step 1, is a foundation
document in Steps 2 and 3 or, Document 2~G becomes a foundation document

in Steps 3, 4 and 5. By following the sequences shown by the cross-referen=
cing of these documents, the logic of this methodical approach to project
implementation planning is quite evident.

(b) The sequential relationship in constructing this information foundae~
tion for the Pioneer Farms as projects can be illustrated by this example:
Land Appraisal is an activity in Step One which results in a wrizten state~
ment regarding the result of the land appraisal identifying the characteris-
tics of the site. The Land Appraisal documents are products of Step One

and then become inputs into Step Two as part of the informational foundation
for the activities of Farm Planning and Work Scheduling resulting in the
products of a Farm Plan and a Work Schedule. These products of Step Two,

in turn, become inputs or part of the foundation for subsequent steps =

Step Three (Clarifying Project Authority, Responsibilities and Relationships)
and Step Four (Obtaining Project Resources).

If any of the planning steps or sub-steps are neglected, a project is
usually stalled until there is backtracking to complete the omitted portion
This can be observed, for example, on a number of Pioneer Farms where pro=
jects were started without all planning having been completed. Pioneers may
have been identified and farms started without clearance of land or equipment
for them to begin operations; or, operations may have begun without proper
attention to trajning or technical assistance necessary for successful farm
operations; cr farms may have been 'announced' be fore approvals were com=-
plete. The result is often frustration and disappointment for the Pioneers,
the administrators and the technical staff and this may sabotage motivation
and subsequent per formance on the Pioneer Farms.

The five planning steps adhere as closely as possible to reality. But
in some situations, strict adherence to this step=sequence is not possible
or even desirable. Therefore, this approach is seen as a model which ree
quires adjustment %o realities which may be encountered for a particular
Pioneer Farm. However, none of the steps should be neglected or overlooked
in planning to implement a Pioneer Farm,

13
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' The Construction of A Planning Step . Illustration 4

"FOUNDATION" ' MACTIVITY" ” "PRODUCT"

A

CBOLICY -

Each planning step has a "foundation" from some previous planning stages
such as policies, and documents which when complete permit that step s to begin.
Within each planning step there are a number of "activities" _ T substeps, in-
volving the work 1n term of actions, meetings and g decisions, which result
in the output or "products" of that planring g 'step. These products in turn
become the "foundation" for subsequent steps“.f‘"' n this wsy the five planning steps
logically build a solid base for 4 realistic project implementation.

NEXT PLANNING STEP
.1 T

Ge
ﬁ‘ [ MINUTES
F:

"FOUNDATION" | " "MACTIVITY" "PRODUCT"
(Documents & Data required (Actions, meetings, and (Documents, Decisions
to begin each planning step) Decisions: the work of Data as Output become
tHe step) foundation for subsequent
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V. DOCUMENTATION FOR PIONEER FARMS

It 18 clear that the implementation planning recommended by this
approach is very dependent upon detailed documentation for the Pioneer Farms.
This is not as bulky or difficult as it appears because many of the documents
can be and are standardized fer all Pioneer Farms., For example, in Step
Five the products include a reporting system and formats for the reports and
in Step Four they include a Policy Statement on drawdown procedures ar. 1
documentation. These are "products" which are common to all Pioneer Farms
and have already been prepared. In many instances they are standardized for
other projects within the Ministry. Examples of wany of these are available
through the management guidance provided by the Production Unit of the
Ministry of Agriculture. (See Appendix10 for examples) This means that it is
not necessary to treat the implementation of each Pioneer Farm as a totally
new and unique operation. While some of the particular technical and
management information for each Pioneer Farm must be generated with respect
to the peculiar characteristics of each farm there are other "products" in
the implementation steps which are standardized. Each farm manager should
be thoroughly familiar with these standardized informational blocks when
planning for the implementation of a specific Pioneer Farm.

Thus, there are two distinct types of products that are outputs of the
planning steps:- o :

(a) Those which are similar and standardized, such as reporting. i
Procedures and accounting practices, and e R A

(b) Those which are specific to each Pioneer Farm and vary greatiy
because of the varying resources, physical features, sizes,
products of each farm, etc.

Among the illustrations in this manual are examples of both types, documents
which are (a) standardized for all Pioneer Farms in the programme, and (b)
generated to fit the peculiar characteristics of a specific Pioneer Farm
project.

It is very important to be sure that the documentation associated with
implementation planning is complete and in place before a Pioneer Farm is
inaugurated. The five implementation planning steps should be completed as
fully as possible before the project execution, direction and control begins.
These form the foundation for successful Pioneer Farms.

From a managerial perspective, this sound implementation foundation has
the advantage of alerting the managers and administrators and providing a
basis for dealing with the tachnical and management problems which will in-
evitably arise during the actual implementation of the Pioneer Farm Project.
When a sound foundation is laid, the operational problems encountered are
more "manageable". For example, deviations from plans can be interpreted in
terms of their implications regarding time, resources or other project
activities. The documentation produced through rigorous and logical imple-
mentation planning affords a much better chance of successfully attain-
ing the objectives of individual Pioneer Farms and the Pioneer Farm Programme,

15
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V1. THE FIVE STEPS IN PLANNING FOR IMPLEMENTATION

VI-1. STEP ONE: PROJECT ACTIVATION

Project Activation involves the confirmation of the Ministry's
intention to establish a Pioneer Farm by granting the initial approvals
necessary for beginning a serious planning effort. Experience shdws that
often projects are announced and even undertaken without proper and |
adequate clearance and approval. Step One, Project Activatica, is in=-
tended to overcome the problems of belated approvals that delay project
implementation. By ensuring that all proper approvals are granted before
further planning or operations are undertaken on the project, the first
layer of a sound project foundation is established.

Project Activation may take from several weeks to several months,
depending upon the readiness of the community, priorities and budget of the
Ministry, the data already available on the land, and the work load of
relevant Ministry officials.

The Ministry of Agriculture has the major responsibility for the
formal initiation of Pioneer Farms. However, a number of other groups and
persons may be involved in identification of the project, as noted below.
(See Step 1.1. Page ). The primary persons involved within the Ministry
in Project Activation include the Regional Director, the Regional Lands
Officer, the Parish Manager, and representatives of the Production Unit.

A major danger in the performance of this first step of project
implementation planning is that it is often interpreted as the actual
beginning of project execution. That is, once the land has been identi fied
and transferred along with an agreement to establish a Pioneer Farm, there
is a lot of pressure to immediately 'open' the Pioneer Farm. This pressure
may be quite intense because of community and political involvement in the
identification of the land so that there are often high expectations for
immediate farm occupation and operation. Project administrators should
guard against permitting these pressures to force them into overlooking
any of the subsequent steps in implementation planning.

Another danger is that Pioneer Farms are supported by various
groups whose interests in a Pioneer Farm or the total Pioneer Farm pro-
gramme may differ. So, each may seek to impose his perceptions and desires
for the project and the processes upon those laid out by the Ministry of
Agriculture, Production Unit, for implementation of these Pioneer Farm
projects. For this reason, a well-defined project implementation planning
approach is critical,

There may also be a number of vesced interests in the communities
or other agencies who want to block or divert the planned implementation
of a Pioneer Farm for a number of reasons. Overcoming the doubts, fears,
and ambitions of these various interest groups requires a considerable
amount of skill in interpersonal relations. It may also require a
modification of any rigidly preconceived project ideas so that a Pioneer
Farm being planned for implementation is actually viable and relevant

16
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within its immediate community and institutional environment. The percep=
tions of the programme, its unfavourable identification with past projects
in land settlement initiated in the last decade, and general resistance to
the type of project, may make it necessary to undertake a programme of
community and institutional education to prepare the way for a successful
project. It is also necessary to learn from experiences and from the local
environment how the project can best he shaped to make it viable in this
setting,

The sub-steps in Step One, Activation of a Pioneer Farm Project,
are shown in Illustration 5. Again there is a sequential logic of the
methodology which is applied to these sub-steps (activities and decisions).
It is similar to the logic which was previously applied to the Five Project
Implementation Planning Steps. Although, in reality one may deviate from
the actual logical sequence as presented, none of the sub~-steps should be
neglected at this point.

Step 1.1 Identification of the Land

Land may be identified by a community group or local organization.
In practice, lands to be used are identified by a Member of Parliament,
Community Councils, Farmer Advisory Committses, Staff of the Ministries
(such as Agriculture or Youth), and so on. The land so identified should
be reported to the Ministry of Agriculture through the Regional Director.

Step 1.2 Appraisai of Land

When the land has been identified, it must be appraised to deter=~
mine its characteristics and its appropriateness for inclusion in the
Pioneer Farm Programme. This should be done under the guidance of the
Regional Director, though Parish persounel may be involved in the actual
tasks of appraisal. The result is a Land Appraisal Report, which is the.
responsibility of the Regional Officer.

Step 1.3 Agreement to Establish a Pioneer Farm

If the land is declared suitable and desirable for inclusion in the
programme, then discussions must be held between the relevant groups and
agencies to determine if a Pioneer Farm should be established. The
initiative for this discussion rests with the Regional Director of the
Ministry of Agriculture. Discussions must be conducted under his authority
with the Cormunity Council or identified local groups, the relevant
Member (s) of Parliament, the Cooperative Officers, the representatives of
the SDC and other relevant groups. The discussion determines the actual
desirability of establishing the Pioneer Farm by making a preliminary
assessment of the capacity to provide the necessary institutional support
for the project when operations begin. The final agreement (Memcrandum
and Minutes of Agreement) is written indicating the degree of commitment
required and agreed upon to make the project successful.

During the critical approval process, the cooperating groups and

18
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agencies should concentrate on;

(a)  Providing a general uhdersténdiﬁg of théfdbjéétives'and benefits of
"~ the proposed project;- T e e S

(b) ~Obtainingagreement in principle to the proposed strategies for
- carrying out the project, including the contributions of each group
and their roles in the implementation of the project (in general);

(c) Avoidance of long discussions on technical details at this point;

(d) Thorough discussion of the political and social rami fications and
' - budgetary and manpower consequences of the strategies; and

(e) . A discussion of the practical aspects of implementation including
identification of who will be generally responsible for various
aspects of the project, and how the project will be monitored and
evaluated to ensure that it is achieving the proposed benefits upon
which the groups are in agreement.

Step 1.4 Clearance and Transfer of Land

After there is assurance that the Farm wilil be established, the
Regional Office of MOA, particularly the Regional Lands Officer, is respon=
sible in achieving the legal clearance and transfer of the land. This means
that the land has been acquired by Government, that the land is arable
(frem the appraisal), and that an adequate water supply is available or can
be made available through the infrastructure tc be installed.

Step 1.5 Formal Approval of the Project

Following the agreement of relevant agencies and groups, discussed
in Step 1.3, there must be formal approval of the Pioneer Farm within the
MOA. This is done through the Production Unit and is completed when there
1s appropriate documentation that the project is included in the Ministry
budgets, although the actual budgeted amounts are not definitely known or
determined at this point.

Step 1.6 _Define the Farm Manager's Functions and Qualifications

There should be a Job Description for the Farm Managers. The job
description should clarify the ‘tasks and responsibilities as well as the
authority of the Farm Manager. An illustration is provided in Appendix 3.
It should also enumerate the various departments, Ministries, Agencies and
professional groups with whom he is likely to be dealing and the level of
the individuals in each of these with whom he will deal, '

The job descriptions assume that the person to fill the position will
have certain basic qualifications in experience and education. These
basic minimum qualifications should be clear prior to the search for poten~
kial candidates for the position. ' RO

19
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_Sgéﬁfi;7"'Appo;ntmggt of Farm Manager

-, As certainty abodt the project develops, the Parish Manager, with

the advice of the Regional Director, should identify potential candidates

for the position of Farm Manager. The Parish Manager is finally responsible
for iderrifying and appointing the Farm Manager, with the approval of the
Regional Director. The Manager should be appointed at this early stage, -

if possible, so he will become familiar with the responsibilities for
project execution and farm operations. Particularly, he should be involved
in the Ferm and Physical Planning that follow in Step 2.

It is important to issue a Letter of Appointment to the manager and
to brief him on the project. The briefing should include a formal memo=-
randum containing a brief description of the project and its objectives,
a statement regarding his appointment and its terms of reference and other
details that may be pertinent at this point. 1t is important to have formal
confirmation of the appointment and familiarize the manager with the pro-
ject proposal, including the rationale for the project and any foreseeable
difficulties that may be encountered in the implementation process while
carrying out his responsibilities.

Step 1.8 Appointment of the Planning Team

The farm manager will be responsible for the implementation of the
Farm Plan, but development of the actual farm plan will be the responsibi=
lity of the Regional Land Lease Officer who will work closely with the Farm
Manager, Production Unit representativés, and other technical staff in
planning the farm. Farm Plans are drawn up by a team including the Regional
Land Lease Offi.er, Parish Lands Officer, Divisior Extension Officer, and
the Farm Manager. Staff and technicians from other Ministerial Departments,
such as Soiis, Crops and/or Livestock, Engineering, etc., may be included
as appropriatz, Each of the persons on the Planning Team should receive a
letter of their appointment which has a terms of reference with details of
their responsibilities and relaiionship to the project.

This concludes Step 1, Project Initiation. At this point there may
be a tendency to feel that the project is ready to begin operations and
pressures to move into Pioneer selection quite early. This should be done
only when the remaining steps in planning for implementation are completed
or nearly completed so there is certainty regarding the mobilization of.
the support requived to make the project successful.
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VI-2. SIEP TWO: SPECTFYING AND SCHEDULING THE WORK

The purpose of this step is to produce; (a) a detailed Farm'Plan;.

vénd (b) a plan describing the necessary activities to carry out in a

Project Schedule which has specified in detail when, where and how the
Project Activities are to be done. Essentially, this means that there
must be: ' '

. == the completion of a detailed study of the Farm and its
characteristics such as water supply, soil types and
topography,

== the formulation of a Physical Farm Plan and a Farm
Production Plan specifying what will be produced on the
farm and the phasing of these crops and/or livestock
enterprises during the establishment of the Pioneer Farm,

== the compilation of a detailed list of the resources réquirédi‘
to establish the Pioneer Farm and the time scheduling for]';f
- these resources, and B

=< the drafting of the initial master schedule for the Pioneer
Farm. |

The products of this step become the logical foundation for the
activities in Steps 3 and 4. By specifying in detail what work is to be
done and who should do it, it is possible to identify who is responsible
for the various aspects of the project and thus determine the best
organizational relationships for the Project (Step 3). Also, specifying
in detail the necessary resource requirements and when they must be
accessible to the project makes it easier to obtain these when required
(Step 4).

Step Two is built upon the foundation established in Step 1. For
example, the team for doing the planning has been established, the general
strategies for the farm have been agreed upon, an initial budget allocation
has been approved, and authorization and agreement for establishing the
farm has been granted. The land has been appraised and the title legally
established so the boundaries and constraints for further planning are now
clear,

In practice, Steps 2, 3 and 4 are interrelated. Therefore one
should be familiar with the contents of each step from the start. However,
the logical sequence of these steps is obvious as the work must be specified
and scheduled hefore the organizational aspects can be finalized and for=-
malized and before procuring resources can be well planned and initiated.

The time required for this step is dependent upon the staff
available to assist and the time they can devote to the scheduling effort.
The time is also dependent upon the degree of detail and refinement
required. It is useful to be as realistic and detailed as possible, but
" on the other hand, it is often necessary to proceed as quickly as possible
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with the project. This management tool will be constantly upgraded, and
too much attention to detail at this point, may unnecessarily delay the
project. The planners must exercise good judgement to make this tool as
useful to the Pioneer Farm as possible. Necessary details should not

be neglected but they should not delay implementation. Planning that is
too detailed may later prove to be irrelevant in light of evolving project
circumstances.

Step 2.1 Statement of Farm Ob jectives

The general objectives for Pioneer Farms must be relevant to the
specific Pioneer Farm which is being planned. The first sub=step in
specifying the work is to develop a clearly stated set of quantitative
and qualitative objectives for the Pioneer Farm. This is the initial
step in creating a basic understanding of what the project is expected
to "produce", using "produce" in the broader sense of the final purposes
which the project is expected to achieve by the time the farm is on its
own. Thus the written objectives include not only the farm production
objectives but also the educational, community and cooperative ob jectives,

Step 2.2 Preparation of Farm Plans

The Farm Plans must now be prepared. Farm Planning includes
analysis of the farm characteristics, determination of physical infra=
structure required on the project, determination of the appropriate crops
and distribution of these crops on the farm, planning for appropriate
livestock enterprises and estimates of all production phased throughout
the life of the project. The farm plaz will include all of the components

itemized in Appendix 10, Pioneer Farm Concept and Organization, Annex 1:

Content of Layout of Farm Plans - Pioneer Farm,
In summary, the most important components for this sub-step are: -

== the physical conditions of the farm and a plan for
.necessary physical infrastructure, :

iiéfFatm size, layout and spatial organization,

;‘?ICréps and livestock enterprises, production targets, and
- the phasing and rotation’ of production during the project.

'Sﬁéﬁ*Z.B Work Breakdown and Detailed List of Project Activities

: When the objectives and outputs for the farm have been specified,
it is then possible to begin the work breakdown for the farm. The work
for the farm can be broken into the major components, such as Physical
Infrastructure, Farm Operations, Farm Management, Pioneers, and so on,
Each of these components can, in turn be broken into major eclements, And
the elements can be broken into the project activities. An illustration
is provided in Appendix 4. It is necessary to do a new Work Breakdown for
each Pioneer Farm. Each will have a set of characteristics, outputs and
pioneers which are unique to that farm, so the total set of activities to
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establish the farm is also unique to that farm, The work breakdown gives
the detailed list of project activities for establishing the farm. It is
noted, however, that it is possible to breakdown the activities into even
more finite or discrete tasks. This will be necessary when the implementa-
tion actually begins and should be required of the persons responsible for
each activity along with a schedule for that activity. At this point,
though, the detail of work outlined by the activities need be only specific
enough to permit implementation planning.

Step 2.4 Determine the interrelationships among Activities

Several alternative methods exist for graphically showing which
activities precede others in the project schedule, We recommend the use
of the Precedence Diagram Method (See Appendix 6), though in the case of
a very simple project (e.g. with less than 20 activities), it might be
possible to go directly to the use of a Gantt Chart (See Appendix 7).

The purpose of this sub=-step is to sequence the activities into
the work logic, i.e., which activities are dependent upon the completion
of other activities. The planners must be familiar enough with all the
work which has been detailed to judge how activities are related to each
other. These relationships are first determined within each grouping of
project components, e.g., infrastructural activities, and then, between
activities in different components, e.g., between Infrastructure and
Pioneer Operation.

Step 2.5- Define Activity Duration and Resource Requirements

For each activity which is identified, it is necessary to know its
duration and what resources are required to carry it out. This is done by
completing an Activity Sheet for each activity., The Activity Sheets can
later be used in the actual operation of the project for direction and
control, as they provide an information basis for comparing actual opera=
tions to plans. (See Appendix 5 for an explanation of Activity Sheets).

Step 2.6 Estimate Project Schedule

With the above information on the time necessary to accomplish each
activity, and the interrelationships between activities, it is now possible
to put the Master Project Schedule into a definite time frame. This is
done first as a Precedence Chart where the project duration is determined
by the computation of activity durations throughout the life of the project.
Each activity in the diagram will have an Farly Starting time and a Late
Starting time. A ''critical path" will be identified by those project
activities which have no float time, i.e., no difference between their
Early and Late Starts. These activities must be done according to the
planned time schedule because any increase in their times will increase
the total time for completion of the project.

The Precedence Diagram is then transferred into a Gantt Chart with
milestones and resource plans as shown in Appendix 7 and 8. This is the
Project Master Schedule, or its first approximation as it will be adjusted
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throughout the planning and implementation stages that follow. The Master

. Schedule lets the manager know, for example, if changes in the times of any
activities will have an impact on any subsequent activities or on the
project as a whole. sIt is a basic management tool. The Master Schedule
provides information for making decisions regarding any rescheduling
necessary to overcome time and resource problems. The Master Schedule is
particularly important because so many projects find their staff and
equipment resources subject to commitment elsewhere. It is highly unlikely
that the project will adhere to the initial Master Schedule. So,the manager
must know not only how to construct a Master Schedule, but how to revise and
update the schedule with the information resulting from using the initial
schedule to measure performance.

Step 2.7 Prepare Detailed Budgets and Manpower Plans

~ From the Master Schedule, it is possible to construct detailed Gantt
or Bar Chart showing the phasing of costs and resources over time. At this
point, it is necessary to prepare a budget and to adjust the schedule if
there is need for resource or cost levelling, i.e., to reduce the use of
the resources or manpower in one time period and trunsfer these to another
time period because of constraints on resources or manpower. This sub=-step
is dependent upon the Activity Sheets completed in Sub-step 2.5 and the
Master Project Schedule from Sub-step 2.6. The detailed budgets must be
submitted through the Parish Manager and the Production Unit for approval
and inclusion in the Ministry budget allocations. The manpower plans
become the basis for further finalization of the project manpower support
in Steps 3 and 4.

A caution about the use of project schedules must be noted here.
There is a tendency to see the project master schedule as a rather static
and rigid document which the manageir should enforce on the project. In
fact, detailed work scheduling is not a one-time activity. The schedule
must be constantly updated as new information and events which will have
an impact on the project become available or happen. During the planning
for implementation phase and throughout the life of the project, re=
scheduling must be repeated .in response to changes in policy, delays in
lmplementation, and so on. The master schedule is a tool which is used
to reflect the consequences of these changes on the project. It is not
a blueprint to which the project must conform. The purpose of a schedule
1s not to impose its logic on reality, but to provide a basis for judging
the impacts of any real circumstance on all the activities and components
of a project. As the secheduling steps are repeated, the manager will
find he is in a better position tc estimate the necessary activities, time
schedule and consequent resource requirements. The rescheduling will
result in better comprehension and control of the project and is one of the
most basic management tools available to the manager.
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'VI-3. STEP THREE: CLARTFYING PROJECT AUTHORITY; RESPONSIBILITIES & RELATIONSHIPS

This is a very important step in planning for project implementation.
Many of the difficulties actually encountered in the implementation of pro-
Jects result from the lack of a mutual understanding of the roles of the
various participants in projects. Often, even if there is agreement at the
administrative levels on the participants' roles and responsibilities, this
may not be communicated to all levels of staff. Consequently, there may be
misunderstanding about what is expected by immediate or higher-level ad-
ministrators. Depending upon the situation and the personalities of the
individuals, this results in personnel either doing what they feel is best
in the given situation, what they think the supervisor wants done, or nothing.
This can be very critical in relation to a project because it is a "temporary
form of organization" in which there are not clear lines of authority and
responsibility under one manager. Without a clear organizational plan for
the project, there is likely to be duplication and overlapping of effort by
some team members or agencies, neglected areas of responsibility, conflicts
in the availability of persons and resources, lack of effective coordination
of personnel, and, a sense of conflict and competition resulting in i1l
feelings. For some or all of these reasons the result may be a failure to
provide the support for implementation efforts of the project which is re-
quired for its success. These difficulties can be partially avoided by the
active involvement of all relevant organizational units in the process of
clarifying authority, responsibilities and relationships.

From the work in Step 2, the activities necessary to implement the pro-.
ject are carefully defined. It is now possible to identify the units and
agencies who will be required to participate in the implementation of the
project. For Pioneer Farms, this will include a rather extensive list of
units, only some of which are in the Ministry of Agriculture. The persons
and units that need to contribute to the implementation of a Pioneer Farm
can be seen by examining the Linear Responsibility Chart in Appendix 1 and
the Services Available to Pioneer Farms After the Work Day and During the
Work Day in Annex 6 of Appendix 10. Over 15 separate agencies/organizations
are listed and over 15 distinct units or officials from within the Ministry
of Agriculture!

Simply by observing the size of this list of groups and persons who will
contribute to the Pioneer Farm, the scope of the task of coordination becomes-
obvious. Who does what? Who supervises whom? Who decides what? Who is
boss? The question and answers about authority and responsibility can be-
come quite confusing. This is why a well defined organizational structure
is necessary and a clear understanding of its importance., The following
sub-steps provide a basis for the construction of a sound organizational
foundation for a Pioneer Farm.

Step 3.1 Organizational Location

The organizational location of the project must be determined. For
Pioneer Farms, this is clearly within the Parish Manager's office and under
his authority. This is shown in the organizational chart in Appendix 2.

The Pioneer Farm Manager reports to the Parish Office. It is important that
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each.Parish Office determine the exact position of the Pioneer Farm project
within its structure. There should also be a formal statement of the super-
vision and reporting relationships provided for the project personnel.

Step 3.2 Obtaihing Manpower Commitments

Although the Pioneer Farm comes under: the authority of the Parish
Manager, the Parish Manager does not control all of the resources and man-
power that contribute to the project. The Master Schedule, the Activity
Sheets and the Manpower and Resource Plans, indicate who must be involved
and what their responsibilities are. There must be a meeting of the managers
and directors from all contributing units to determine the levels of their
commitment to the project -- this is Step 1.3 above. Now, it is the
responsibility of the implementation planners to get written manpower agree-
ments from each of these units and agencies. The manpower agreements indicate
who will do the work (project staff), their qualifications, the work to be
done, the terms of reference for that work, and who directly supervises the
persons doing the work. The written manpower agreements are especially im-
portant in the coordination of persons not under the direct authority of the
manager. The agreements will assist the Directors of the contributing
agencies in planning their work, also. The use of part-time staff to con-
tribute to a project makes these agreements an unavoidable and necessary
project management tool.

The manpower agreement should include:
~- the number of persons agreed upon with specific;qug};fi¢é§iéh§{?f
ij- the work to be done by them,
== the(time’peridds‘inyolved,
- éﬁ?agfeéﬁent about what wiil happen if;défiéﬂisﬁé?oécufjvﬁﬁdff
1 ’;;fhffangements for any costs that will be incurred.
When negotiating with certain agencies, such as external bodies, it may
be nec~rsary to have legal forms completed for these agreements. But even
for related and internal units, the agreements should not be verbal but
recorded for clarity of understanding. As noted above, these projects can

involve the coordination of a number of agencies and parsons, so these
agreements should not be neplected.

Step 3.3 Defining responsibilities and relationships

When the manpower agreements have been reached, it is then possible to
construct a Linear Responsibility Chart that formalizes the relationships
for all activities on the project. (See Appendix 1). For Pioneer Farms, a
preliminary draft of a Linear Responsibility Chart shows the basic activi-
ties necessary to establish a Pioneer Farm. This should be refined for each
Pioneer Farm so it is clear who has which specific responsibility for each
activity on each specific Pioneer Farm pro ject.
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Step 3.4 Clarification of Authority

1 'In addition to the Linear Responsibility Chart, there should be "work
descriptions' for all sponsoring agencies and officials. These should be a
clear set of guidelines for each group and persons contributing to the
project. For example, these questions need answers:
== who has the authority to change the project schedules?
-~ who has the authority to substitute project resources?
'kﬁ.ff who can terminate the project or any project activity?

“_;has approval and authority over contingency funds?

;ﬁmust approve changes in project objectives?

is responsible for obtaining resources?
 7 Aé-'what reports are required and who is‘reéponsible for making them?
In general this means that there should,bé‘a written set of guidelines
showing the responsibilities and authority of at ‘least the following officials
or groups: ) ' o
(1) the Parish Manager,
(2) the Pioneer Farm Manager,
(3) The,Farm'Management Committee,
1_(4)5 Lpéal Member of Parliament,
‘,(S)*fIhéICooperative Officer,
5 K§)}\The SDC Officer,
lf(7)57The Production Unit, and
(8) The Technical Advisory Committee
At present no such guidelines are available, and there has been some con-
fusion regarding the relative authority of these, and other, group and
persons. These guidelines should be stated clearly for each Pioneer Farm
Project and distributed for information and clarification to all relevant
persons.
Step 3.5 Scope of Responsibility
All persons indentified as contributors to the Pipneer Farm project
should now have a clear definition of their work responsibilities. This is

based upon the activity descriptions (Step 2.5) and the manpower agreements
(Steps 3.2-3.4) completed above. The scope of work should also be written
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into job descriptions for all full-time project personnel and a job profile
completed when the persons are actually recruited for the project. (See
Appendix 3). For part-time personnel, the manpower agreement is sufficient
to clarify their work responsibility, but Job profiles for each person are
also recommended.

Step 3.6 Completion of Legal Formal Agreements

At this stage the Pioneer Farm is a pre-cooperative, so, it is neces-
sary to identify the Pioneer Farm as a legal entity. The Cooperative
Officer is responsibie to see that the legal formation of the project occurs
on time and proceeds throughout the life of the project until cooperative
status is achieved. At this point, the legal documentation base for the
project should be established along with a plan for evolving other necessary
legal documents for the project.

Step 3.7 Revision of Project Schedules
There may be changes in the initial plan estimates resulting from the
detailed organization planning., If this occurs it may now be necessary to

revise the original project schedule. This is a sub-step that must be
repeated regularly and periodically throughout the life of the project,
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VI-4, STEP FOUR: OBTAINING PROJECT RESOURCES

From Steps 2 and 3, the planning team including the Farm Manager,
now have firm estimates of the total resources requirements to establish the
Pioneer Farm and the sources of these resources including equipment, materials
and manpower or technical assistance. Step Four provides the necessary
guidance to help ensure that the kind and quantity of project resourceg are
available at the place and time they are needed. This means that:

== the necessary project funds are to be allotted and made
available for project expenditures;

== full-time and part-time project staff are to be in place, at = -
the appropriate places and times, to work on thefproject'_‘ g
activities; and R L

== project supplies, equipment, and materials aré“tﬁfbé'procured'
and in place as needed.

Specific responsibilities for these activities should have been
clarified when project authority, responsibility and relationships were
defined (Step 3). :

Normally, there are administrative units within the Ministry of
Agriculture that are responsible and will do much of the work associated
with obtaining these resources. In general, the Pioneer Farm Manager must
be in a position to closely monitor and control the various administrative
processes to ensure that the resources are available when and where needed.
This requires familiarity with the processes and documentation for pro-
curement and contracting and with the procedures followed within the Ministry
of Agriculture. The Parish Manager should provide guidance on all of these
matters because the Pioneer Farm Manager and the Parish Office will be pri-
marily responsible for obtaining most of the resources. But the Manager
must monitor procurement as measured by the schedule because he is ultimately
the person who will be responsible for performance on the project.

The responsibilities of the Pioneer Farm Manager in relation to this
step may seem both obvious and logical, but too often are not clearly defined.
These include:

-~ advance planning work with the relevant and administrative units
to see that a realistic timetable is worked out and the necessary
administrative steps are taken to obtain the resources;

== monitoring the performance in relationship to the planned
timetable for obtaining resources to see that the adminigtrative
steps are accomplished on time; and

== taking of corrective action and proposing appropriate actionSj“i 1

by other administrative units to adjust the project as neceééary,V
when needed. O e
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Obtaining resources is a’process that occurs periodically and
regularly throughout the life of the project but must be planned before
implementation can begin. For example, cbtaining funds occurs at the
beginning of the project, especially for certain capital and loan items,
and these capital items must be annually related to tha budget cycle for
the project. Some of the routine budget details are handled by the
Production and Finance Units, MOA, but the Parish Manager and the Pioneer
Farm Manager must be able to monitor the progress by familiarity with
the budgeting and auditing processes. There are other expenditures which
are obtained through routinized procedures in the Parish Office and still
other expenditures or funds which must be obtained through the procedures
used by other agencies, which may differ greatly from the Ministry of
Agriculture procedures. Obtaining funds as needed only exemplifies the
resource coordinating problems encountered by the managers. Problems
related to obtaining personnel and technical assistance are similar.
Thorough knowledge of personnel, finance, and procurement processes and
procedures cannot be underestimated as a farm manager strives to be a
superior project manager.

Step 4.1 Obtaining Project Funds

A real test of project management is whether funds are available as
needed and are used as intended. Often it is necessary to manage the
varying sources of funds for the good of the project in line with its needs,
‘rather than the conveniences of the other agencies. This requires a great
deal of expertise, particularly when the financial picture and cash flows
within the Government and the Ministry may change during a fiscal year,
necessitating adjustments in various allocations. In addition, the rates
of inflation may impact a project making the original budget estimates no
longer adequate for the personnel or the equipment required. Implementation
planning should build the informational basis for anticipating the financial
problems to be encountered,

When obtaining funds, the Manager in consultation with the Parish
. Officer should:

== select a good liaison person in the relevant administrative
units. This will provide needed information for remedial action,
when it can be taken, how much time is involved, the necessary
documentation, when funds are likely to be available, and, very
important, how to manage and shift funds between project cate-
gories for the benefit of the total project. The manager must
understand the operations and constraints of the units and must
acquaint them with his farm operations and constraints;

== prepare a schedule of the administrative steps and be familiar
with the documentation required for making funds and other
rzsources available;

== prepare contingency plans if funds are not available when
needed; ' S
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 ”é€jmonitor>the performance against the schedule to ensure that
~the administrative steps are followed and the funds are ohtained
according to the schedule.

Some examples of drawdown and repayment procedures are referenced
in Appendix 10, e.g., Pioneer Farm Accounting Procedures, Work Authoriza-
tion Documentation, And Analysis of Expenditure Documentation. All rele=-
vant procedures for drawdown, loans and repayments should be carefully
documented before project implementation begins. The planning team should
be responsible to see that these are in place and all relevant persons
properly and fully informed. A schedule of the use of project budget and
monies including sources and repayment should be drawn up for each Pioneer
Farm project.

Step 4.2  Obtaining Project Staff

Project Staff is composed of all persons (full-time and part-time
personnel) who will be contributing to the project throughout the establishe
ment of a Pioneer Farm and also temporary and part-time persons from units
throughout the Ministry of Agriculture, including the Production Unit, the
Parish Offices, Technical Divisions such as Soils and Livestock or Engineer=
ing, persons from outside the Ministry including persons from Cooperatives,
SDC, a Member of Parliament persons from the local commumity and sc on.
Bagically the same steps as outlir :d above should be followed. The manager
should identify liaison persons ir all units cooperating on the project, so
that they have the appropriate information for preparing a technical agsig~
tance and manpower plan enabling them to monitor the preject performance.
The persons should be prepared in case of deviation from the plans. (See
Appendix 1 and Appendix 10, Annex VI for a partial list of officials,
Divisions, Agencies and Organizations who will supply contributing Project
Staff).

Step 4.3 Obtaining Supplies and Equipment

This will be normaliy done through the Parish Offices. The Farm
Manager must be familiar with the acquisition processes and the schedules
for obtaining supplies. As suggested above, the manager should prepare a
procurement plan based on realistic times for starting the administrative
and supply procedures to assure supplies arriving when necessary. This
includes the identification of 1iaison persons and the cooperation of persons
in the relevant units who support the project who must be familiar with the
supply plan if they are to give maximum assistance to the project.

Of particular interest in the establishment of a l'ioneer Farm are
the resources, primarily educational, which are available to the Pioneers.
Some of these are outlined in Appendix 10 Annex VI. Thisg provides still
another illustration of the extent to which it will be necessary to coor=
dinate persomnel and resources from outside the Ministry of Agriculture
for the project. The Farm or Parish Manager should work together closely
in establishing liaison with all these groups and agencies and use them in
a planned manner om the project. A responsibility chart may be prepared
(as in Step 3.3) for all groups or agencies having any major input into the
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Pioneer Farm Educational Programme so that the roles and authorities are
clarified Examples of 1 Plan for a Tra:l.n:l.ng Programme is shown :l.n
Appendix 9 and in Appendix 10, Annex V and VIII.
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VI;S. FSTEP FIVE: ESTABLISHING THE PROJECT INFORMATION & CONTROL SYSTEM

Project Control, the managerial function that keeps the project
functioning and on target, assumes that there is a plan, instead of merely
ambiguous expectations for tbe project. The plan is based on the previous
steps of implementation planning. The first four steps of implementation
Planning are not "eternal", but they should be revised throughout the pro=
ject based upon experience and realities that are encountered. One expects
deviations from plans so their value, beyond providing a basis for evaluating
the real performance of the project, is to give administrators and decision~
makers a basis for making contingency decisions and plans when deviations do
occur,

The purposes of project control are, (a) to be aware of the deviationsg
1f they occur, (b) to prevent these deviations from falling outside allow-
able limits, and (c) to be able to take appropriate corrective action if
needed. '

Essentially project control involves:

=~ selecting control indicators and milestones that reflect-
the actual performance of the project; o

== gathering information on the performance of the project and '
comparing this information with the planned indicators and .
milestones; S

~= establighing most of the processes and procedures forvtakiné_
corrective actions if excessive deviations from the plan do
occur.

There is always a question of who is in control of the Pioneer Farms
== the Parish Manager, the Farm Manager, the Farm Management Committee, the
Regional Director, the Production Unit, or who? There is no one answer.
However, as seen in the Linear Responsibility Chart, there is no single
point of control for the total project or programme. At the level of
various activities, control is directed at ensuring the achievement of the
objectives of the specific activities by the persons or their immediate
supervisors who are directly responsible for these activities. On the
Pioneer Farm, the Farm Manager has primary responsibility for monitoring
and controlliag the performances of all activities on the farm, but he does
not have the authority to make all decisions necessary if there are un=
acceptable deviations. By systematically gathering the needed control ine
formation and comparing it with the plans, the farm manager is able to
inform those who are responsible for corrective action and contingency plans,
such as the Parish Manager, the Farm Management Committee, the Production
Unit or Directors of other agencies or units contributing to the project,
The establishment of a sound information system is in the best interest of
the Pioneer Farm and particularly the Pioneer Farm Manager. It will provide
information on deviations from the plan so that this information can be
passed on to the appropriate place and persons for corrective decisions and
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actions.

Project Control focuses mainly on the immediate and short-term pro=-
ject and activity objectives, to ensure the inputs for the projects are
available and adequate when needed, that the projected outputs are on target,
that the vperational purposes of the Pioneer Farm are being achieved, and
that problems in the implementation and operations of the project are
expediently identified and resolved. This continuous process of analysis and
monitoring should be based upon information systematically and formallyr
collected as well as informal information gathered at all levels of the pro-
ject.

Project Control is sometimes confused with evaluation. The term
project evaluation refers to the measurement of the impact of the project,
i.e., the longer term achievements of the projects, or the comprehensive
effects of the project outputs. Project Control is concerned with comparing
actual performance with the expected per formance. Thus control is concerned
with achieving the shorter=-run outputs and purposes cf the project, while
evaluation is concerned with achieving the longer-run goals and ob jectives
of the project, i.e., determining if the project results have the desired
impact or effect upon the target group and their environment.

Step 5.1 Select Areas for Control

The major areas of control for a project include time, cost and
per formance, There are three levels whose indicators reveal project
progress:

== the project level of outputs and purposes;
== the schedule with milestones, and
== the activity level with activity output.

The expectations for each of these levels are taken from (a) the
Project Profile or Study, (b) the Project Schedule, and (c) Activity des=
criptions. At each level, time, cost and performance indicators are inte=
grated so it is possible to assess whether inputs are available, decisions
are made, costs are monitored, and products are up to standard in quality
and quantity. This is the monitoring necessary to ascertain whether the
project is achieving its purpose.

Step 5.2 Identify Sources of Information

When the control indicators have been identified, an information
strategy is assumed and must be explicit., This begins by identifying the
sources of the information to be collected in relation to each of the in-
dicators identified in Step 5.1.

In some cases, the sources of information may already exist. For
example, information regarding expenditures or payment on loans can ba
collected from already established records of loan disbursement and repay-
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ment or from the financial units of the Ministry. In some cases, it is
necessary to establish a new source of information, such as, establishing
a Farm Committee to review and report on farm production by designing a
simple form for some of the persons who are assisting with the Pioneer Farm
to complete concerning their activities and roles on the project.

Finally, it may be necessary to request that the Data and Evaluation
Unit establish some new ways of collecting information needed to measure
project performance if there is no clear and established source of
information. A new source of information for measuring the effectiveness
of individual Pioneer Farms in achieving their respective outputs may need to
be devised.

Step 5.3 Identifying Performance Indicators

The identification of performance indicators throughout the poject
permits the project managers and administrators to measure actual per formance
against planned or expected per formances. Where deviations occur, corrective
management decisions are necessary and should be made in accordance with the
appropriate decision strategies designed for the project. The performance
indicators should deal with all levels of the project, including, project
inputs, project outputs, and project objectives, It is necessary to have
monitoring and evaluation information throughout the project if monitoring
1s to be complete enough for administrative decisions to be made in time to
avoid disasterous consequences of deviations from project plans. The indi-
cators can be related to a wide variety of activities that must be per formed
in the project:

administrative and external decision making,
== procurement procedures and documentation,
== completion of specific activities and tﬁSks;Af;;:

impact of project in terms of purposes'andiﬁbjéﬂﬁivéSTj

== environmental characteristics
== project inputs and resources
e ) e
In some cases, it is necessary to identify quantitative andtqualitative
characteristics of the milestones. An example of a milestone and bar chart

is given in Appendix 7.

Step 5.4 Design All Reporting Documents

There should be some standardized forms for the presentation of
control and monitoring information. If activity sheets have been prepared,
they can be used to report progress, because they contain output, resource
inputs and costs, and times for comparison. Another useful monitoring tool
is the milestone charts and the project master schedule with modification
for monitoring progress (Note PDRT Paper).
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In addition to documents that compare actual with expected perfor=-

. mances, there must also be standardized reports to be submitted by the pro=-
ject staff to their supervisors and the project manager, from the project
manager to the Parish Manager, and from all of the project levels officers
to the higher administrative officials. At all project levels, required
information should be identified and a memorandum sent to relevant officers
and project staff indicating the required content and format for presenta~

-tion of the information. (See Appendix 10, Monthly Financial Report,
Monthly Placement Report and Monthly Production Reports as examples, More
detailed work on this step of Pioneer Farm Planning is needed and should be
completed for each Pioneer Farm),

Step 5.5 Design the Information System

The foundation is now laid for the information system necessary for
controlling the project. The information needs have been identified along
with the sources and the required reporting formats. A Linear Responsi-
bility Chart can be designed showing: (a) who must make reports, (b) who
must receive reports, (c) who must approve reports, and (d) who must be
consulted or informed. This should show responsibility for reporting at
all levels of the project.

The main purpose of this sub=step is to be sure that the informa-
tion that is collected is placed in the hands of the persons responsible for
decisions related to those pieces of information. Not all information needs
to be sent to everyone. Some information is necessary only to the Farm
Manager and some is relevant to the Farm Manager and the Parish Manager.
Less detailed information is normally required at the higher levels of
administration, so only the total project information is summarized for
review by the Production Unit, Regional Directors and the higher levels
of administration to whom it is sent.

It may be necessary to adjust the information system in light of the
experience of a particular project or Pioneer Farm. Some important pieces
of information may have been omitted. Some reporting procedure may not be
timely enough or as detailed as desirable. Ther system should be adapted to
the project, not the project to the system. The test of the system is its
.alue to inform, and keep informed, decision-makers at all project levels
so they can take corrective action as appropriate for the particular project
or Pioneer Farm. Some general guidelines of financial and production
reporting are contained in Appendix 10, but these should be refined for each
project and periodically modified by each prpject team as need and experience
dictate,
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' ‘Based on normal difficulties experienced in the imp lementation of
‘mi0izces, five steps of project implementation planning are designed to form
a foundacicn of project information and management systems required for
sound j.:yject implementation. The five steps represent a systems approach,
forming ¢ logical sequence for constructing a sound project.,

Each of the planning steps has three components:
- (a) - Foundation documents and data,
“‘(b) Required actions and/or decisions, gnd S

(c)  Output or products which are the result of the actions/decisions
' of that step.

Each planning step fits into » logical sequence for project implementa-
tion planning by building upon the "products" of the previous planning step(s)
that form the foundation for the actions and decisions required in that step.
Every step also results in distinct "products" which are outputs in the form
of documentation and data. These, in turn, become the foundation for sub-
sequent planning steps.,

Taken as a whole, the planning steps produce, in a consistent and com-
prehensive manner, the information required to begin project implementation
including: project scope, work and action plans, output targets and stan-
dards, organization and structure, financing and budgeting, personnel and
resources, control, and environmental characteristics. Illustration 10, is
an overview of the planning steps with the activities/decisions and products
of each of the steps, and a summarization of the sequential logic of this
implementation planning approach.

. There are two distinct types of information and documentation which
must be generated for each Pioneer Farm project. The first is the informa-
tion and documentation which is general and common to all Pioneer Famm
projects, such as, the reporting documentation for financial expenditures or
the procurement procedures for supplies. The second type is that informa-
tion and documenta‘ion which is specific to each Pioneer Farm project, such
as, the particular physical make-up and farm plan for each project, the
technical assistance plan, the work breakdown structure and the Pioneer
training plan. General models for these may be provided for the planning
team or the farm manager. Illustrations are shown in the Appendices of this
manual. But, these must be adapted to the specific and peculiar circum-
stances of each Pioneer Farm project to make them relevant and usable. A
list of the documentation required for project implementation which is pro-
duced from each of the five implementation planning steps is shown in the
summary chart, Illustration 10.

This approach to project implementation planning is methodical and I

logical. However, in many circumstances, the actual sequence of the activie-
ties and decisions may have to be adapted by the manager or planning team-to
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the real world circumstances encountered on each project. It is important
that each step be as nearly complete as pos.idle before the project imple-
mentation actually begins. For example, before Pioneers are selected,
trainedand placed on a Pioneer Farm, every component of each of the five
planning steps should be addressed, that is, there should be some documen-
tation regarding the products of each activity or decision that is required
for each planning step. The detail included in the documentation is, of
course, dependent upon the circumstances and the judgement of the planning
team. But, none of the planning steps can be neglected. If any of the
foundation blocks for implementation are overlooked, it is likely that the
project will be delayed at a later point until that particular step or sub-
step is completed.

The Appendices which follow are illustrations of the direct application
of some of the tools and techniques of project management. The application
was done in the Project Management Training Courses conducted by the Project
Development Resource Team. The content - of the Appendices is the result of
the work of the Pioneer Farm Managers in those courses. They should be re-
garded as illustrations but do provide relatively realistic models to be
followed for the preparation of materials specific to other Pioneer Farms.

Finally, this manual is intended to be useful and relevant for Pioneer
Farm Managers. As experiences are encountered that require changes, modi-
fications, additions, or clarifications of any of the steps or sub-steps,
which are of value to future famm managers, these should be recorded and
forwarded to the Production Unit of the Ministry of Agriculture so they can
be incorporated in future planning and training activities related to the
Pioneer Farm Programme.

HAZ;Q
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APPENDIX 1.

| MODEL OF A LINEAR RESPONSIBILITY CHART FOR THE . START-UP OF A
' PIONEER FARM PROJECT T

Purpose of a Linear Responsibility Chart

A linear responsibility chart for =ny project should be developed
during the planning stages of the project. It shows the persons or groups
involved in the necessary activities, and the level of their involvement
to move the total project towards its objectives. There are four separate
and distinct elements incorporated in an IRC. They are as follows:=

1. All of the persons or groups involved,
2. All of the activities to be carried out,

3. The level of responsibility of each peoson
or group in relation to each activity, and

4. The responsibility and relationship of each
person to all others who are involved in each
of the activities.

Construction of LRC

A IRC lists the person or groups involved in the project across
the top of the chart, with a colum for each person or group. The
activities are listed down the left hand side of the chart, with a line
for each activity. A letter or numerical code is used to show the level
of responsibility that the persons or groups have for each of the activities.
If a person or group does not .have any responsibility for a certain activie
ty, nothing appears in the intercept under the person ¢r group.

Reference to Illustration 2, at the end of this Appendix, shows
the persons or groups involved across the top of the chart, the activities
on the left hand margin, and the responsibility code at the bottom of the
chart, which is needed to fill in the intercepts.

An example of the construction of a cimple linear responsibility
chart for four activities, with four persons cr groups who are involved,

and the level of their involvement for establishing a Pioneer Farm is
shown on the next page.
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gonstruction of a Lincar Responsibility Chart ‘ llllustration ]
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; f?There are other persons/groups involved in each of these activities.v
~IThe‘others ‘are-ghown in Illustration 2, which follows, along with the" re-‘”~
: maining activities and those who have respon51b11ities.

‘iDiscussion of IRC for starting a Pioneer Farm Project

The linear responsibility chart (LRC) (See Appendix 1, Illustration 1)
for starting a Pioneer Farm Project shows the interrelationships between all
of the people required to accomplish all of the activities necessary for the
successful advent of a Pioneer Farm in Jamaica. This is a first attempt to
show the organizational intercouplings that must take place in order to accom=-
plish the task of establishing a Pioneer Farm. This chart depicts the inter-
facing that follows the confirmation of the action by the Government approving
a Pioneer Farm and terminates with the beginning of operation of the farm.

The linear responsibility chart visualizes the activities that must
take place on the project, and the job responsibilities and level of respon=-
sibility of those persons who occupy specific positions.

In the model shown for the initiation of a Pioneer Farm, (See Illus~-
tration 2), required activities are shown. For example, to complete the
acquisition of land, this LRC shows that the Production Unit of MQA, the
Parish Officers and Local Members of Parliament must be informed about the
acquisition of the land, and the Regional Land Lease Officer acquires the
land after the acquisition is approved by the Regional Director. For this
activity, land acquisiton, the model clearly shows that five different
groups or persons are involved and their level of involvement by the use of
an alphabetical key shown at the bottom of the chart. Each responsibility
shown in the left hand column of the key, is keyed with a letter, i.e., R,
I, C, P, etc. These letters are entered in the columns under those persons
or groups to indicate a level of responsibility for carrying out each
activity, i.e., be informed, consult, monitor, review, be a member of a
team of consultants, act as a member of committees, chair committees, and
provide technical advice and assistance. Some of the activities require
the input of as many as twelve different individuals or representatives of
different groups while other activities require the input of as few as
four persons or representatives of different groups,

The LRC is job specific. This means that it covers only one phase
of getting the total project done. In this case, it is the action necessary
to establish the Pioneer Farm. A similar chart involving fewer persons
could be devised for different farm operations including specific crop and
animal production enterprises, marketing of .specific crops, or training
phases after the farm is operational. It does not replace the internal
organization chart which shows the administrative structure of an organiza=-
tion. The LRC is simply a tool for defining the activities involved and
the necessary interrelationships across administrative lines, if a specific
phase of the total project is to be successfully completed.
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i ~The LRC model shown has not been testad. It was devised during a
.discussion in a workshop setting where the opinions and suggestions of most
of the persons and groups, shown across the top of this LRC chart, reached
a concensus that these are the persons who should be involved, the activi-
ties that should be included, and the level of responsibility that each
should take in relation to each of these activities. However, until this
IRC is tested it is not known how effective it is., Other groups and/or
persons may need to be added and the addition of some activities may be
necessary. The same is true nf the keyed level of job responsibilities
relative to each activity. This is only a model. It can be revised and
strenghtened with use and understanding about how this very useful managee
ment tool can reduce a complicated coordination problem to a manageable

level,

When the group who has the prime responsibility for the Pioneer
Farm Programme has tested this or a similar model, the result should be
the best LRC model for establishing a Pioneer Farm in Jamaica. It will
be the responsibility of that unit actually to use the model. The follow-
ing steps are visualized as necessary steps to make this a part of the
Pioneer Farm implementation procedures in Jamaica:-

l. Test the model on one or two Pioneer Farm projects,
2. Revise and clarify if necessary,

3. Meet with personnel who were involved when the LRC

‘ was being brought into the Pioneer Farm Development
Scheme, with an explanation of what the IRC is and
how it is used. Co-operation is the key word in
this discussion. A large group of different adminise-
trative level people are involved and their co-opera=
tion and input is necessary if this programme is to
succeed. Seek their ideas, input, and suggestions,

4. Incorporate new ideas and distribute the LRC draft
to all individuals and groups involved, and

5. Develop a time schedule for completion of each activity
with each of the persons that have a "R" responsibility
keyed in the column under their position on the LRC.

Be sure that they understand clearly what they are to
do, who else is involved, and what the level of involva=
ment is for the others. These '"R" people are the key

to the successful use of this management tool.
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" The OfgéniéatibnMChéft‘fbf Pioneer Farm Pqueéts,

“An organizational chart is a picture of the structure of an organization
It shows the basic formal relationships in an organization and defines the
formal structures and divisions that perform the work of the organization.
The basic components of organizational structures show the lines of authority
responsibility, reporting and power,

The Ministry of Agriculture has a very definite organizational
Structure. This is shown in Illustration 1 in the Ministry's Organizational
Chart. This structure is designed to show the relationships between the
various units and departments of the Ministry and puts the work of these
into a functional-formal hierarchy of authority, Recent re-structuring of
the Ministry is intended to reorganize and clarify areas of responsibility
and scopes of authority so that the Ministry can perform even more effectively
and efficiently.

The Ministry is organized into units of persons and positions based
upon professional or functional areas. It is also broken iato regional and
Parish offices. The basic component of the organizational structure ig
functional units or divisions where people with similar skills, training and
work are brought together to perform particular assignments of a departmental
unit, e.g., engineering, soils, livestock, planning, etc. Buceaucratic
organizational structures put stress on the efficiency and control of routine
operations of these departments.

In summary, the organizational Structure of the Ministry of Agriculture,
as shown in the organization chart as shown in Illustration 1, is based on a
traditional hierarchical division of work with specialized departments
undertaking corresponding specialized tasks. The functional structures are
then adapted to the regional and parish levels of the organization as appro-
priate or are centrally located for the use of the field units of the
Ministry.

Projects ave often a special case within an existing organization.
Pioneer Farms are typical of Projects in the sense that they are a sub-unit
of the Parish Office, but require the coordinated inputs of other functional
departments of the Ministry for their implementation. A Pioneer Famm is
under the control of a Pioneer Famm Manager who is under the authority of
the Parish Manager. However, a Pioneer Farm requires contributions and
assistance from other departments and units which are not functionally or
formally under the authority of either the Farm Manager of the Parish
Manager. In some instances, authority over contributing personnel is not
even within the Ministry of Agriculture, This means that projects, such as
Pioneer Farms, the manager does not have authority over all the project staff
or personnel, but yet has the responsibility to direct their work on the
project. This example of a manager having high responsibility but low
authori:y demonstrates a main difference between project management and
traditional hierarchical management.,
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Illustration 1 is a chart of the formal organization of the Ministry of
Agriculture. It shows three distinct levels of organization below the
Permanent Secretary - the administrative functions, the technical and opera-
tional functions, and the regional and parish structures. Within the formal
structures the flows of authority are vertical in terms of traditional
hierarchical system. Although Pioneer Farms are under the Parish Office,
which is the lowest level of the organization chart, the Farm Managers must
coordinate resource from many of the divisions/departments which are adminis-
tratively above even the Parish Manager in the Ministry's formal organization.

The organizational chart of a specific Pioneer Farm reflects the extent
to which authority over persons who are working on the project is not under
the authority of the Farm Manager, nor even the Parish Manager, but is spread
through the organization (and even into other organizations sucl: as SDC or
Cooperatives). Illustration 2, is an organizational chart for a Pioneer
Farm. Authority, coordination and decision-making on the project is much
more complicated than it is in the traditional hierarchy reflected in
Illustration 1. Authority is shared between the functional departments of
the Ministry, but the responsibility for the project is centered on the Farm
Manager. The Project organizational chart shows the horizontal as well as
the vertical linkages which must be developed throughout the existing formal
organizational structures for the project to be successfully implemented.

Looking at Illustration 2, we observe that there must be some coordina-
tion with units which are hierarchically under the authority of the Parish
Manager. For units and perrsons within the Parish Office, the Parish Manager
has the authority for coordination, conflict resolution and project decision-
making, However, some authority rests with the Regional Director and some
rests with central government units located in Kingston and some of the
authority rests ultimately at the level of the Permanent Secretary. This
spread of authority among a number of persons within the formal organiza-
tional structure who will be contributing to the project as project personnel
(usually on a part-time basis) illustrates the complex nature of project
management. The coordination {s more difficult and critical than for on-
going, normal or routine activities of the Ministry. For this reason, pro ject
management in instances such as this ig called Matrix Project Management. It
requires the coordination of authority and responsibility cutting across the
traditional lines of authority and communication in the organization,

Matrix Project Management is characterized by the drawing of persons
into the project staff who are under the authority of another department in
the Ministry or organization. The result is that some authority is vested
in the Manager, but some is vested in functional department heads. That
means that some of the responsibilities of coordination, conflict resolution,
authority and decision-making are effective only when done at organizational
levels above the project, such as, the Regional Director, Ministerial
Departmental Heads or even the Permanent Secretary.

A project such as a Pioneer Farm is rather small, but this is deceptive
because it is organizationally very complex to administer because of the
matrix management arrangements demonstrated in the project organizational
‘chart, Because approvals and coordination are spread throughout the Ministry
and into other organizations, the management of a Pioneer Farm Project
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requires a clarification of authority and responsibility-which goes beyond
that of the usual organizational chart of the Ministry. It is important to
develop additional guidelines and tools of project management as explained

in Step 3 of the text. The Linear Responsibility Chart, explained in
Appendix 1, is one of the major project management tools applicable to matrix
management situations such as Pioneer Farms, -

Finally, it is important to add a caution about organizational charts,
They are useful as a means of visualizing the basic formal authority rela=
tionships, groupings and functions of the Ministry of a particular project,
They acquaint one with the nature of the organizational structure and help
identify how persons, positions, and work are interrelated. This is impor=-
tant for the project manager, but it is too limited because only formal
lines of authority and responsibility are outlined. The organizational
charts (for the Ministry or for the project) do not tell how those that are
involved actually operate on the job. It does not reflect the informal
influences and relationships which make the organization or the project
actually work. The complex reciprocal, personal and professional relation-
ships which evolve within the Ministry over time, determine to a great
extent how the actual work and decision-making are done and are not shown
at all. Thus, organizational charts tend to overemphasize the hierarchial
structure and it is easy to confuse organizational position with status,
prestige and/or influence. Knowledge and understanding of the hierarchy
of authority as shown in organization charts is important information.
For projects, it is the basis for designing a flow of project information
and coordination that facilitates the work of the project. It is crucial
that Pioneer Farms be integrated within the formal organizational struce
tures of the Ministry of Agriculture and that the vertical and horizontal
linkages of authority be identified and defined. But the informal rela=-
tionships which underlay organizational performance are equally important
and must be understood and appreciated if the higher levels and other
contributing organizations are to be effectively used to achieve the
objectives of the Pioneer Farm projects.

53

DO NOT DUPLICATE WITHOUT PERMILt O



PAMCO, PDRT
Resource
‘ Material
APPENDIX 3,

" JOB DESCRIPTION AND JOB PROFILE

R ol ' ’ o el
. The ‘best way to bring specific employment purpose and responsibili~" "
‘ties into sharp focus, is to draft job descriptions for each job that must
be done; .. ' , :

- " "Aluritten document, the job description, is primarily concerned
,with the job to .be done and not the person, doing the job, Job descriptions
are part of managements' permanent records. They serve as a future re-
ference for hiring, training, promoting, grievance settlement and other
personnel related matters.

Basically a job description outlines the specific things to be done
by each person on each job. It is a general statement outlining the duties
responsibilities and skill requirement of each job to bedme. To this end,
a pre-requisite of drafting the job description is the need for a detailed
job analysis. ST .

' The content of the job description varies from job to job. It may
be simple or complex and stated in a simple sentence or several paragraphs.
It may be formal or informal. The following specific headings will assist
the project manggef in writing a job description. R T

TITLE & DEPARTMENT R

The main purpose here is identification of éﬁé’jéﬁf]f‘f
- and the unit it is a part of. ; A

,+ EUNCTION

" Since titles in some instances do not clearly define -
the general scope and purpose of the job, a statement
of function will enhance an identification of the
similarity or the diversity between jobs of the same
title. A general overview of the job that is to be done
is also useful in the briefing of the new or prospective
employee. . : _

AREAS OF RESPONSIBILITY

It is important to the employee that the formal organie
zation of the unit is properly defined. Under this

heading not only iz this definition made but also the
employee is made aware of how his position and his job
relate to the entire organization or unit. Statements
characteristic to this heading usually start with
'"Responsibility to", "Responsibility for", and "Authority". -
This also helps to define the organization structure and
lines of authority. '
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DUTIES & RESPONSIBILITIES
""iffTh;E?hégéing fb:ms the main body of the job description; 

A dﬁgx is a rebognizable major part of a "job", and may be comprised -
of several items called "tasks", S _

While respective titles, functions, duties and responsibilities
might be clearly defined, ocassionally tasks might vary within the same
job description. In drafting the job description the detailed job analysis
= (referred to in paragraph three above) can take the form of a JOB SPECI=
FICATION. This specifies the skills and knowledge required to per form
specific tasks. Illustration 1 outlines a sample job description for a farm
manager. Although the headings are not the same as outlined in the fore=
going paragraphs the general principles have been incorporated.

JOB PROFILE

Because job descriptions are primarily concerned with the job and
not the man; managers have found them very rigid documents to work with
especially in day to day supervision. Today more managers are using Job -
Profiles to supplement Job descriptions, ‘ o

A job profile incorporates all the agpects of job definition as
stated in a job description, but it retains more flexibility as it is more
concerned with the man than the job. The job profile has one main advan=-
tage for the modern manager. It allows for meeting and agreement between
the employee and employer.

The job profile is a job agreement between the manager and the worker
and the final output is made relevant to the stated needs and goals of the
worker and of the organization. Because this is a collaborative document,
it allows both worker and management jointly to review the purpose and goals
of each job. Also from the beginning the worker understands and agrees on
what is expected of him and management knows and agrees on what to expect
from the worker. This reduces the possibility of conflict over misundere
standings that can result in wasted time and effort needed to resolve
these conflicts.

The job profile seeks to match the man with the job to be done. The
job description forms the frame-work or foundation for the manager and the
employee to construct a job profile. Because the job profile is more flexi=~
ble and its creation is a result of worker and employer participation, the
Job profile can easily be adapted to fit in with personnel and job changes.

A Job Profile consists of two parts, (1) Relationships and (2) Re~
sults as seen and agreed upon by the manager and the employee:

Under Relationships are:

(a) What the person is responsible for,
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(c) Wha is responsible to him, and

Undar Results are-'

ikajxtWhat are the soals for theijob,

i(b)i{What activities shall beﬁengaged in t, meet
- . these goals, and B &

(c)‘ What means shall be used o evaluate ac omplishmentur

ylllustration 2 shows a Job Profile

;Farmv . RN R SO
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 ILLUSTRATION 1.
- JOB _DESCRIPTION

Proposed for Discussion
Name of Post: Farm Manager

Description of Post:

The Farm Manager works under the general direction of the Parish
Manager or a designated representative and is responsible for the manage=
ment of an individual project or several adjacent small projects within
the cooperative organization promoted by the Production Unit of the Minise-
try of Agriculture. These units are known as Pioneer Farm Cooperatives.

Duties and Responsibilities:

1. To assume primary responsibility for farm management, including
planning, directing, coordinating, controlling and monitoring all
aspects of project operations.

2. To participate in the interviewing and selection of the P1oneera.
3. To attend the initial (one month) orientation of the Pioneera for
the farm. ‘ R
4, To plan and organize, with the Cooperative Officer the developmentsﬂ‘

of the Pioneer Farm into a Cooperative by:

(a) organizing the Pioneers into appropriate governing and
operating committees such as the Farm Management Committee,
Marketing and Work Committes, etc.;

\b) developing and assisting with the Cooperative Education Plan;

{c) developing guidelines for operations and functions of all
Committees;

(d) monitoring the functioning of Committees and the pre-coopera-
tives; . B

(e) acting as an Advisor to all Committees as to and for their
proper functioning; and L .

(f) meeting regularly with all Committees, at leaat monthly;with
the Farm Management Committee, and attendins other meetinga
as appropriate or as requested. Sl e
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To ensure that a system of Farm Records is established and maintained

and to submit to the Parish Manager's Office reports and records on
all investments and returns made by and on behalf of the government
on the farm.

To assist the Pioneers in the updating of the Farm Plan.

To ensure the implementation of proper cultural and husbandry prac-

‘tices on the farm under the guidance of the Farm Management Committee
and the Parish Farm Planning Team,

" To plan, organize and execute the technical training of the Pionqe:a'g

with the assistance of the Parish Iraining Committee.

To identify other training needs and assist the Pioneers in plaﬁning
and organizing such training.

To attend courses, seminars and conferences relevant to functions

and development of Farm Managers and Pioneers Farms, as approved by
the Production Unit and the Parish Manager, such asthe Farm Managers'
courses and proposed meetings of Farm Managers at the National level
on a quarterly basis.

To ensure that official regulations of Pioneer Farms are enforced.

To submit monthly reports to the Parish Manager on the performance
and activities of individual projects under his or her supervisgion.
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JOB PROFILE - FARM MANAGER
‘Resgonsihle for:

(a)" Planning, organizing, directing, cdofdinafihg{andféénegé1i1ng;
: all activities of farm, S e

‘;(b) Communicate to all levels a11 activities of farm;g

~(c) Motivate planned activities of farm.,

'iResgonsible to"f7
: ;(a) Production Unit - through'

(1) Parish Agricultural Officer (Parish Manager)
(2) Parish Land Reform Officer

(3) Regional Director (Ministry Qf;égfifﬁ{ﬁuﬁéyﬁ

Who is Responsible to him:

(1) Field Assistant

(2) Group leaders and pioneersf

: uthorigz Conferred"

' To delegate duties to field assistants._

f,»Goals'“‘ﬂ

:(1) To improve socio~-economic standard ofTPioneers3(CommunitY)

(2) To increase production of agricultural products*ﬂ

(3) To increase employment

Activities:

(1) Co=ordinate and participate in continuous education of
Pioneers and community (e.g., political, cooperative,
academic, technical, social, financial, education, etc.)
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Work Breakdown Structuré for a Pioneer Farm

. i:A systematic, understandable and useful presentation of a Pioneer Farm
‘project.is needed.. This can.be accomplished by developing a Project Work
Breakdown Structure that shows all of the components, elements, and activi-
ties that are included in the project. The scope of the project is also
clearly defined by this document,’ ‘

'The work breakdown structure is not an organizational chart for the
project. But, it is a logical division of the project into its natural
managerial parts. The parts include all of the manageable components, ele-
ments, and activities that are included in the project. Initially, no
effort is made to identify organizations who are responsible for the work
involved in these project components, elements, and activities. These can
be included later if the project manager wants to show how the different
organizations are related to the different parts of the project by developing
a Linear Responsibility Chart, (See Appendix 1) An example of a Linear
Responsibility Chart that can be developed to assign varying levels of
regponsibility for the management of all parts of the project is shown in
Appendix 1, Illustration 1 of this manual. The names of organizations in
the LRC constitutes the project team to carry out the project work breakdown.
Each team mmmber can view the project work breakdown structure chart and
gain a fuller understanding of the project's scope.

Illustration 1, shows an example of a Work Breakdown Structure chart
for developing a Pioneer Farm. The project chart is divided into four levels:
Level 1, in this example, is a Pioneer Farm; Level 2 is a breakdown of the
project into three major developmental components, i.e., Site Development,
Management and Staffing, and Farm Operation. The components are the initial
division of a project into its major managerial parts which can then be
broken down further into elements and activities, as shown in Level 3 and
Level 4, respectively, The project elements are the parts of each component
part break down. In this example, "Site development" is an arrangement
that is broken down into three elements "Site Preparation"”, "Roads", and
"Water Supply." Electrical supply and other utilities could be added to
this list of project elements as a further breakdown of the component "Site
Development", if electricity and sewage is also a part of "Site Development".
This last level of project work breakdown in this example is Project
Activities, shown as Level 4, Activities are the lowest level of managerial
responsibilities shown for the project. Project Activities are delegated to
others who may break them down into tasks and sub-tasks, but, this is not
shown on the Pro ject Work Breakdown Chart., 1In the example the project ele-
ment, "Site Preparation" is broken down into these work activities; "Survey
of Land" and "Land Structuring", Thus project element, "Roads'", is broken
down into two elements, "Surveying Roadway" and "Road Construction". Each
element in Level 3 is broken down into the.managerial activities, shown in
Level 4, which are necessary to move the project to successful conclusion,

The model developed here is an illustration of & tool that management
can use to implement a project. This tool can be modified to develop a
Project Structure for any project, '
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' MODEL OF A WORK BREAKDOWN STRUCTURE FOR A PTONEER FARM

. Illustration 1

.Project
Component
(Level 2)

T
(Level 1) -~

Site

Project

Elements
(Level 3)

.| Development

| Management &

P o Staffing

:*V?a;g

Site Prep. '

__Roads.

: ufﬂhter e
. ‘Supply " -

3 Supervisors and
Workers

L Building
» - Facilities

f;“f“ﬁdéiﬁhehi;anq‘SQﬁﬁiiéb:

Pl N T
__Farm Management = -

‘- Operation .

61

_ Management Team =

n

1171

M

DO NOT DUPLICATE WITHOUT PERMISSION

PAMCO, PDRT
Resource
Material

 'fr§jéct

CActivities

" (Level 4)

- Survey and

- Land Structuring

Jurveying Roadway
Road Construction
Procure Irrigation
Procure site for
inst.

Construction & Inst.
Water System

Select Manageme.c
Team

Train Management:
Team

Orientate Management
Tesm

Select Leaders and
Pioneers

Train Leaders and
-Pioneers

Construct Housing
Facilities
Construct Fam
Buildings

Procure Equipment
Planting Material
and Poultry Feed
Procure Chemical
Land Preparation
Planting and
Fertilizing
Harvesting and
Marketing

Revise Reporting
System

Develop Management
System



PAMCO, PDRT
Resource

‘ lAppéndix 5 o Material
'ACTIVITY DESCRIPTIONS = SHEETS

When all the activities have been identified from the Work Breakdown
Structure, it is very important to complete the detailed descriptions of the
requirements for each activity. This is critical to the overall feasibility
of the project because implementation is dependent upon the likelihood of
obtaining the necessary resources for the project and being able to coordi-
nate these when neaded in relation to other activities and resources.

The planning tvam and the tesm manager should spend the time necessary
for accurate completion of Activity Degcriptions. It may be necessary to _
involve professionals and technicians to incorporate information not existing
in the project planning team. In general, at least eight types of information
should be required for each activity. These include:

(é)“Activity t;cié{

-(bj"AqﬁiQitYAdutétibh;i, 

ﬁ(;):ﬂkéébonsib;é and pérfofminé brgéniiatioqégépd;lﬁdiéiduéiékf

,(&) iR§§burces (manpower especially but alenéQHib@en: n
. -other operational inputs required to implement th

¥

ac

tvity);

| '(é)ﬂ”Pfeereqdisites for starting the work; o

j(£) ‘Thé‘defined output(a),or ﬁroduct(é)76ffeéch‘éééi&i£§Landﬁitéif
7o 'characteristics ; L S

) specifiddtibn551

' (357.5§1tériavfor'the per£otﬁhnEéfdf'the écgiyity; nd
' for the Project output ;. ST
(h) - any relevant notés‘thét,may be useful to the performance of
. the actlvity, e.g. any milestone/Key events or decisions.

- The'Activity Descriptions are very important as they become the basis
for resonrce and financial planning and scheduling. They are also the basis
for settlny rvalistic participative levels and inputs from all contributing
agencies, I. i» at this point that realism must prevail. Often previous
studies way have sacriiiced detail for speed of preparation or for brevity
of documantation. Also, planning studies, such as feasibility studies, are
often based un as:umed or cxisting data and do not reflect actual project
requirements, The implewenticion team must assure that the plans are now
as realistic as possible and any unrealistic projections of costs or re-
sources will seriously hamper implementation. This has been a problem for
many projects as there is often general ideas about resource requirements
which cannot be met when the manager must actually call upon these for the
execution of the project. The importance of this step in planning and the
stress upon accuracy cannot be exaggerated.
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" The activities defined in the Work Breakdown Structure are the lowest
level of project planning and control for the administration or management
of the project. Each activity manager will later be responsible to take
each activity and break it down into even more discrete tasks for scheduling
and planning. From the management level, it is important that each activity
descrilption be as accurate as possiblé to ensure its completion and its con-
tribution to the total project. An Activity Sheet is to be completed for
each Activity. It can be designed to be useful for the pro ject management.
Iliustration 1 shows a work sheet for an activity involving output of a
detailed farmplan. Illustration 2 shows a sheet for zn activity with the
output of an established Farm Advisory committee. Both of these are hypo-
thetical and are used to show the formats which Activity Description Sheets
can take to incorporate the necessary information for an acrivity.

It is important to note that each activity is expected to have some
specific output or product. This is true, even of administrative activities. -
Too often, outputs are neglected in certain types of activities. Even o
committee meetings should have identified outputs or products, such as
certain decisions or evaluations (See Illustration 2) period.. These products .
should be clearly specified for each activity so the manager can later
determine if the milestones in later schedules.

The Activity Description Sheets also become the basis for project con-
trol and monitoring during actual implementation. Especially if they have
detailed information against which deviations in performance, resource use,
time, etc. can be measured, they can be used as a log of the project accom-
plishments throughout the project. Although the construction of the Activity
Sheets is a very tedious and time-consuming task, it is very important and
is a primary block in constructing timely implementable project as opposed
to a dream project based upon supposed or hypothetical resources needs and
biases. :
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.5§iiﬁ§§récibnvli “ACTIVITY DESCRIPTION SHEET
- 215 A0 ;t?;éé;fe‘fﬁ;ﬁ froduction Layout Plﬁn
:lﬁgééﬁéiﬁigg ‘Fam Haﬁaget
‘Suppore: " Technical officers as required from Enginggringféﬁ&%mfj;xf”'”“

“ 'Research & Development Divisions.
Divisional Extension Officer

' ‘ﬁgrk Statement:

_ .Prepare a detailed scale layout of the farm area productioh'ﬁlﬁn;  S
including fields and boundaries, paths, storage areas, buildings and ‘user, |
and infrastructure. ‘ N A

Information or inputs required:

1. Farm Production Plan

2. Farm Physical Plan
3. Infrastructure and Equipment Specificatidﬁsfvl=¥
‘Respurces: '

1.‘>Farm Manager 2;§§ék.

2, Draftsman o il}wgek; ,Enginggfingmbeﬁq?éﬁéﬁf”

3/ " Paper 8100 {est) ff
4. Travel four trips ol T T
Kingston to Project $100(egt)‘-P:oduq;;ogfﬁxténs;gn.

1. D’et:ailed form layout on 1-50 scale
2, List of equipment items required

3. Infrastructure (e.g. roads;, paths,) and ‘
utilities specifications (water & electricity)

‘Ddratign: 2 weeks

Schedl_llet Start ®0ser00ss00c0s00s0n00p000 s B Finish;-.-.......-..- -
’ Actu‘l Start ......’.-.......a...‘v“.'Finilsh o.ncoo..oo‘c‘np‘a.‘o.w

Comments on performance:

Plan must be approved by the Parigh Manager and Regional Director.
Examples of these plans are available from the Production Extension Unit.
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Activity Manager Date
Regional Land-Lease Officer -
Activity Name . Activity Duracion:
Eatablish Farm Advisory Comnittes - % months

Starting date (pllnned) (actual) Completion date (planned) (actual)

Rassurce Inputs and Coats

" “Sources Names, other identiftcation Quantitiea Unit price | Cost .| -
Reglonal & Parish | Regional Land-Lease Officer 3 man-weeks -
Offfces Parish Manager 2 man-weeks :

Regional Director 1 man-weeks
Production P{oneer Furm Programme Officer |4 man-wceks ‘)
|._Extension Support Staff 2 may-weeks
Local Community Mr, E.
Represantatives of Community
Council 1-2 map-days
SDC Mr, H.
Representative, SDC 1-2 mun-days
Parish Couneil Ona representative 1-2 man-days

Activity Purpose/Product and Criteria for Agsessing Product

PRODUCT: a permanent Fam Advisory Committee for thia project,
SPECIPICATIONS:

a. The Committee is to have representacives fron.

(1) the various government agencies active tu the Provlnce (SDC Coupu)
(2) the loesl governament . ,

(3) the community ceuncil Clnty ‘
(4) valuntary and benevolent o:ganl;nttonl luch ll JAS‘,
(5) training agencies; JAMAL , :
(6) Pioneer Parms

b. The Committes {s to ba chaired by the Parish Manager .
c. It 1s to meet approximately monthly to discuss: '
(1) problems as expressed by the Pioneers
(2) complaints about or requests for services;
(3) 1ideas for improvement; )
(4) support  required for current tmplementation and lervlce actlvlttas, o

- d. The agenda and minutes of chese meetinga are to be publlshed nnd ctrculated to"i‘
all contributing groups and agencies. : )

~-HOW 10 PERFORM ACTIVITY:

a. ' The Reglonal Lands Offtcer manages the detailed activitics with atroug uupport‘{;'
- from the Production Extension Unit and the larish Office, .

b, The Ministry will budget and pay for expenses incurred through normli pfo;ﬁj
*  cedures, including travel costs. S Eh

. t. Members will be formally appointed by the Minister

d. Constderable public Information must be generated in regard to the projuct.

Aqthufi:ntlon date: Stghaturé;
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APPENDIX 6

NETWORK PLANNING

* PRECEDENCE DIAGRAM METHOD (P.D.M.)

P.D;M. is a network technique for planning and managing projects.

P.D.M, begine by describing the activities necessary to complete the
project. The time required to complete each activity is estimated taking
into consideration the resources available to undertake each activity,

By arrangirg the activities in a sequence a network diagram is pro=
duced. This diagram will show the logical sequence of all activities from -
the start to finish of the project.

BASIC TERMS
DEFINITION:

An activity is any portion of a project which consumes time or
resources and has a definable beginning and ending. Activities may involve
labour, paper work, contractual negotiations and machinery operations.,
Activities also include waiting periods such as drying, growing or curing
processes, Commonly used terms synonymous with "activity" are "task" and
"job". 1In P.D.M. boxes are used to represent activities. Illustration 1.

Illustration 1.

(a)

215?3

Arrows are used to join boxes. In P.D.M. arrows have no other'aigﬁifiziﬁééf 
but to join boxes. They imply logical sequence only, e
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NETWORK
A network is a graphical presentation of a project plan, showing the
interrelationships of various activities. When the results of time estimates

and computations have been added to a network, it may be used as a project
schadule. L I '

Illustration 2

A Simple precedence ETEIARE N RS
Network B L SO NI e T

] BRI |

v' ;?3;.;(2>A’

Jobé:in the network are identified by numbg;s,(Illuptration/Z)}
 : The left hand side of a box is always takén'to represent the'dtéréfof
an activity and the right hand side, the completion. Before an activity.
may begin, all activities preceding it must be completed,
In constructing the network, it is as well to follow a systematic plan,
For example, consider the case of building foundations for which the activity
list (in the order in which the items occurred to the planner) might be:
1. set out lines
2. excavate trenches
3. place form work
4. obtain steel for reinquqin§¥7 
5. cut and bend steel :
6. fix steel
“;f7. ~obtain concrete components
f;8.  mix concrete
9. cast foundations

--'Frém this list, three obvious groﬁpingsTapbéa;,
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(A)ngrom the standpoint of the foundations themselves'

‘Tl) set outlines
 §) excavate trenchef
'3) plice form work
'9) cast foundations
(BS%/From the standpoint of steel reinforcing;?;
;4) ‘obtain steel for reinforcing
nS) cut and bend steel -
6) - fix steel
f9) cast foundations
(C)'?Frdm the standpoint of the cdnctetet
©7) obtain concrete components
tv8) mix concrete.
9) cast foundations
_The next stage is sequencing.
' There are two major approaches to this stage:

(a) To start at the beginning which would always be indicated as an
event called START and work through the network from left to right and from
top to bottom - agking each time the question: NOW that the activity is
completed, what other activities may start?

(b) To start at the end (which would always be indicated by as an
event called FINISH) and work through the network from left to right and
from top to bottom asking each time the question: BEFORE this activity may
start, what other activity must have been finished?

In the example above there are three separate paths through the network
containing the activities of the three groupings established. However, each
group cannot be treated entirely separately otherwise the situation shown
in Illustration 3 would result. In this case certain activities are dupli=

cated. At these points obviously the points must merge as shown in Illus-
tration 4.
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Once the network has been prepared the next step is to add time estimate to
each activity. The time estimate to be made for each activity is called
the activity duration. It represents the duration of time over which the
activity will be completed. This time duration may be expressed in any
unit that is convenient; hours, days, weeks, months or years. Note also
that time estimates are based on the available resources to complete each

task.

ANALYSTNG THE NETWORK

The prepared network is then analysed on the basis of a FORWARD and a
BACKWARD PASS.

The purpose of the forward pass is to compute the earliest start and
finish times for each activity in the project on an elapsed working day
basis. To get "the ball rolling", an arbitrary earliest start time must be
assigned to the (START) initial event. A value of zero is usually used for
this start time since subsequent earliest times can then be interpreted as
the project duration up to the point in question.

The forward pass computations then proceed by assuming that each
activity starts as soon as possible, i.e., as soon as all of its predecessor
activities are completed,

Forward Pass Rules:- Computation of Early Start and Finish Times.

Rule 1 The initial project event is assumed to occur at time zero.

Rule 2 All activities are assumed to start as soon as possible, i.e.,
as soon as all of their predecessor activities are completed.

Rule 3 The early finish vime is merely the sum of its early start
time and the estimated activity duration.

Backward Pass Computations

The purpose of the backward pass is to compute the latest allowable start
and finish times for each activity. These computations are precisely the
"mirror image’ of the forward pass computations. The term "latest allowable"
is used in the sense that the project terminal event must occur on or be fore
some arbitrary schedule time. Thus the backward pass computations are
started '"rolling" by arbitrarily specifying the latest allowable occurrence
time for the project terminal event. If no schedule date for the completion
of the project is specified, then the convention of setting latest allowable
time for terminal event equal to its earliest time determined in the forward
pass.

Backward Pass Rules := Computation of latest allowable Start and Finish Times,

Rule 1 The latest allowable finish time for the project terminal
event is set equal to either an arbitrary scheduled completion
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;;timé“fbr?:he'projéttf,rﬁelée'eqﬁdlﬁtdiitsféarliéstfdcch:ré@ge

1 ti@g?cpmﬁptédf;nithe'fofwafd‘pass‘cdmputatibn;t:i"

Rule 2 v”,?Tﬁe“léﬁéSEialloﬁabléﬂfinish time for an arbitrary activity
~¢ . _is.equal ‘to the smallest, or earliest, of the allowable
- start times of its successor activities. :

Rui§'3~3 “The'lﬁﬁest allowable start time for an arbitrary activity
- 18 merely its latest allowable finish time minus the estimated
duration time.

Activity Slack or Float

Activity Slack is equal to the difference between the earliest and latest
allowable start or finish times for the activity in question. It is the

amount of time by which the actial completion time of an activity can ex=~
ceed its earliest expected completion time without causing the duration -

of the over=-all project to exceed its scheduled comple tion time.

Critical Path Identification

- Usually there is more than one path in a network between the START and
FINISH events. One or more of these paths may be critical. All activities
with zero total float are critical, in that no delay is permissible in
their execution. The critical path follows the sequence lines linking

the critical activities and is obviously the longest path to which the
Project Manager ought to devote closest attention.

An activity which is found to be critical is important in that it
contributes to the overall project duration but is not necessarily essential.
Network analysis therefore enables the Project Manager to select certain
activities = the critical ones =~ the improvement or elimination of which
would contribute materially to advancing the completion date of the project.

n
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APPLICATION

Illustration 6 and 7 show the application of precedence diagramning
to a Pioneer Farm Project. In this case, the project involves the establishe
ment of a Poultry Project on the Pioneer Farm. It was necessary first of all
to do a Work Breakdown to establish the activities necessary for all the
components of establishing the Poultry project. The list of activities taken
from the Work Breakdown and the planned duration for these activities are
shown in Illustration 6,

In actual practice, first one would take each of the major groupings
of activities and find the sequence and relation within that group, e.g.,
those activities dealing with planning and management, those dealing with
site preparation and construction, those dealing with procurement, those
dealing with production, and so on. The activities within each of these
components would be diagrammed sequentially. Secondly, the planner would
examine for any relation: g.>s between the activities between different
components. Finally, a o .ter schedule would be constructed showing all
the activities for the project.

The Forward Pass and the Backward Pass would then be performed to
establish the total times for the project, the Float Times for all activities
and the Critical Path activities. The Master Schedule (PDM) for the Poultry
Project is shown in Illustration 6. It can be seen that during the early
part of the project there are two parallel critical paths; one includes
Activities B and D preceeding Activity E and one includes Activities A and
C before Activity E, This may occur in a project, but too many parallel
Critical Paths should be avoided if possible.

In Illustration 6, the Forward Pass is first completed to establish
the total project time and the Early Finish and Start for each activity.
The formula is, "Early Start + Duration = Early Finish". Then using the
Early Finish time for the total project, the Backward Pass is completed
to determine Late Finish and Late Start for each activity. The formula
is "Late Finish « Duratien = Late Start".

The Float Time or Slack Time for each activity is then found by
subtracting the Early Start from the Late Start, "Float Time = Late Start
= Early Start". Those activities which have zero Float Time are activities
on a Critical Path. Note that Critical Path refers not to the importance
of the task in terms of work priorities, but in terms of TIME priorities,
It is time urgencies which are indicated.
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I1lustration 5

An activity box shows the fbllowiné pieééé‘bfziﬁfornation. The form is
arbitrary)but the following pattern used in Illuatration 5 is very common,

(Rarly Start) L (Rarly Pinish)
4 SRR | 8

(Activity Duration)

| (5)

(Float Time) |
9 13

(Late Start) (Late Finish)

Finally, the Precedence Diagram or the Master Schedule is a tool. It
1s to be used with the judgement of the manager. It does not "control" the
project and a project camnot be "forced" to conform to the schedule. The
schedule does tell the original plan. It must be continually updated based
upon the experience of the project and as often the planned times do not
conform to actual times. Changes must be made frequently in the schedule
to reflect these changes, such as delay or early completions, or additional
activities. The value of the Master Schedule is that it can be used to
determine the implications of deviations from the plans. If activity times
exceed their planned durations, one can determine if this will have an
effect on the overall time for the project or if the slippage still falls
within the Float Times for those activities. When Float Times are exceeded,
it is possible for the Critical Paths of a project to change during the life
of thdat project. So the value of the Schedule is in its use, not its ori-
ginal construction. A schedule which is not updated and changed is not a
tool, but a wall decoration -- a work of art, but not a tool of management.
It must be used properly throughout the project to be a management tool,
not just constructed at the beginning and abandoned.
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Illustration 6
LIST OF ACTIVITIES B DURATION = WEEKS
A. Site Identification 2
B. Preparation of Project Plénﬁ5 : 12
C. Construction and Installatio lo‘ ,;f
and Water Systems e 12,

'Planning of Hnébandry'Pracgﬁéééﬁ

.Purchase Day=-old Chicks

Recruitment of Project Team (ope ational)i

Land preparation for Building Construction
Construction of Poultry House o
Procurement of Equipment

Construction of Storeroom

Electrical, water and Equipment Installationﬂ

Procurement of Feed, Medical and Sanitary
Supplies i SO

Arrangement of Marketing Sygﬁgmw

Maintenance of Husbandry Pfgégiégqg

Recheck on Markot System ii;
’*Harketing B tn:_}urff 121
lCIean and Fumigate House‘for New Birds 2
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- .APPENDIX 7

USIRG BAR CHARTS AND MILESTONES IN PLANNING AND MANAGING

o A _PIONRER FARM PROJECT

Purpose

The purpose for the use of a bar chart and milestones 1s»to'fh¢i1ité£éf
the planning and management of the project activities and resoutcgslﬁ‘j

The management and planning uses of bar charts and milestoneg are;

(1) to schedule activities that are neces&mri.to carry
out the project,

(2) to visualize the project plan in a time frame and
activity sequence, and

(3) to mark specific points in time for completion,
approval or decision making in relation to an
activity or sequence of project activities.

Project managers can also use bar charts and milestones to record
actual progress against the plamned performance of activities on a project.

ggggtruction

A bar chart displays the schedule of activities to be carried out on a
project. Each activity is represented by a bar that extends along a time
scale. The length of time needed to complete the activity is shown by the
length of the bar for each activity. The starting and ending time of each
activity is denoted by the position of the bar along the time scale. Tho
time scale used covers the 1life of the project which is divided into time,
units, e.g., working days, weeks, or months. The activities are sequenced
along the left hand margin of the bar chart and the time gcale is arranged
across the top of the bar chart.

Milestones

Milestones are selected points along the time scale when an activity or
group of activities are planned for completion, decisions are o be made, or
approvals of subsequent actions are done. They clearly show important in-
termediate stages of the Project. A milestone is designated as an important
point for completion of an activity or taking some specific action. If the
planned activity is not completed at the time that the plamed milestone is
reached, then corrective action is indicated.
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Project Activities Breakdown

, For any project planning activity, including bar charting, a breakdown
of the project into a sequence of logical and distinct activities is
required. Estimates of the length of time required for each activity must
be made. When the project has been broken into the sequence of activities
necegssary to complete it and the estimation of time needed to complete each
activity has been made, then the time scale can be determined and a bar
chart beginning and ending time is determined. Bar Chart construction
agsumes that a project can be broken down into clearly defined activities
with a definite beginning and ending. This permits an accurate determina-
tion of the time required for each activity in the planuing stage of the
project.

Cautions to Users of Bar Charts

The person or persons involved in constructing a bar chart must have a
good understanding of the activities necessary to complete the project and
the logical sequencing of these activities. These requirements are also
pre-conditions for successfully using a bar chart as a planning tool.

Bar charts do not enable the project planner to attain optimum alloca-
tions of resources, but, they do permit the user to graphical sequence the
planned activities. As a result, they can avoid excessive use of available
key resources, e.g., labour, money, and time.

Summary for Bar Chart Construction

In summary, a bar chart is constructed by

(1) 1Identifying all of the distinct activities in the
project, ; : ' -

(2) Logically sequencing the actiﬁities;‘:“,

(3) Estimating the time required for each of the
activities,

(4) Arranging the activities in planned sequence 1i.e.,
1, 2, 3, order along the left hand margin of the
bar chart,

(5) Laying out the time scale across the top of the
chart to include enough time so all of the acti-
vities can be completed. Addition of the indivi-
dual times for each activity and the use of the
total time to devise a time scale, is a useful
technique for laying out a time scale.

(6) Drawing each activity as a bar, using the estimated
time lapse for the activity, as a beginning and end-
ing time for each activity. The length of the bar
denotes the duration of the activity and the position
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‘}gnding

of the bar shovs its schediled beginning a
time. S e
Np:é; fIE'is not necessary fbr‘bhé“igtiﬁit}vﬁbfbéic@ﬁpigﬁwdfbefbie,éhy other
activity is started. 3evbral activities may beAinfﬁ;okrésgys1pultaneously;
The ability to perform several activities at the sahe{tiqg“dépggds'on -

(a) ‘availﬁbiéﬁrésbﬁrceé; and

(b) . the natare of the activities, which
dictates their sequencing.

For example, if you have only limited manpower you must take this into
consideration in deciding how many activities you can begin at once. If you
have one activity, e.g., to Pump water, and you are pumping water from a
well you cannot pump the water until you have a well. So you must complete
the w:1l before beginning to pump the water. On the other hand you might
begin installing the pump in a pump house before the well is compleced or
while constructing the well.

Example of Bar Chart Activity Breakdown and Milestone Charting for Pioneer Farm

An example of a bar chart with milestones is shown in Illustration 1,
The sequence of activities is not in the order shown on the activities
breakdown chart, shown as Illustration 2 but, their sequence is shown by
location of the bars on the chart in relation to the time scale at the top
of the chart. There is a milestone key at the bottom of the chart. This
key denotes the different kind of actions that are taken on each ac.ivity
over the length of the project. When a decision is to be made a circle (0)
15 used; when an approval is needed an inverted triangle (V) is used: when
a certain point in the work is reached a triangle (8) is used. These are -
Planned milestones which can then be matched against actual performance by
entering the actual date on the "Milestone Planning Chart", shown as
Illustration 3.
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Illustration 1. M

0-1 4 8 12 16 20
Agtivicies: (weaks)

A. Lard Survey & Acquisition

B. Farm Planning

&9 /3
C. Construction: Roads, Al - @
Buil W ¢ s
D. Selection & Orisntation il fiadiad il LA R, E 3
P e ¢ A G W TS W e W Gm e -
E. Land Presparacion t e mw
F. Planting & Fertilizition e
G. Irrigation & Cultivstion
H. Harvesting
 S— I Ly
I. Construction & Bquiping 4 v Vv

of Poultry House
J. 8tocking Poultry House

K. Feeding and Maintaining
Bixds

L. Plucking & Marketing

N. Procuring Planting

Matarials Pertilizer, i M Bl
Sprayi — -t - -
M, Procuring Building . d

Materjsls

. Dsvelop Management Plans ccmde w ma
J— 3

P. Dev~lop Maintanance Plans

Y B

Milestone Xay: 0 --Decision; V --Approval: A --VWork

ler4arey
ajunosay
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© Tllustration 2. LIST OF Ac'rrvrrms FOR STARTING ‘A PIONEER FARM

WITH A__POULTRY HOUSE -

ACTIVITIES : M (WKS)

A. Land Acquisition and survey 4 !

~'B.’ Farm planning “ -L?y‘:f b

C.  Construction, farm roads, buildings; water ;
supply etc, L Caed i '

p, Selection and- orientation of~farmers:

E. Land preparation:fﬁ

4?,Q>Planting and fertilﬁs“ngm

G.’ Irrigation and cultivation

H{flﬂarvesting

I, Constructing and equibing;ﬁou1tiyiy6qségg q;ég; ';né

J;L{Stocking poultry house Ff"@

K: Feeding and maintaining birds ;151:

»Lg Plucking and marketing birds jﬁii
Hg,jProcuring building materials fﬁﬁ
Nf‘iProcuring planting materials, fertilizer spray etc. {ﬁ?'

‘0._;Deve1op management plans }ﬁ]<

R e

P.}ﬁDevelop management Plaﬁsx; f“ﬂ
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1‘111ustration 3; Milestone Planning Charti‘:iPibﬁeef«Fafﬁ.with a Poultry House

Milestone . Description S _ ‘,.;‘ ﬂfE§mﬁ.i‘  Date -(Planned) Actuaiw;*
1 Land Acquisition Completed
2 Survey Completed
3 Farm Plan Completed
4 Decision---orders for Building Materials -
5 Farm Roads Completed
6 Building Materials Procured
7 Maintenance Plan Complete
8 Approval of awarding of contract for Poultry House
9 Approval of awarding of contract for Farm Buildings
10 Farm Buildings Completed
11 Selection of Pioneers Completed
12 Approval of Poultry House Building (foundation and
wallg)
13 Water Supply Completed
14 Approval of Equipment Installation
15 Poultry House Completed
16 Approval of Stocking of Poultry House
17 Orientation of Pioneers completed
18 Procurement of Fertilizers, spray planting materials,
ecc. complete o
19 Land Preparation completed
20 Stocking of Poultry House complete
21 Development of Management Plan complete
22 Decision on cropping/fertilization complete
(population, frequency)
23 Approval of Maintenance system for Birds
25 Decision on Irrigation (level and frequence) and
cultivation
25 Planting and fertilizing complete
28 Weeding completed
27 Irrigation completed
28 Feeding and maintenance of birds completed
29 Harvesting completed
30 Plucking and Marketing of Birds completed

Note: The usefulness of this as a recording and monitoring tool also.
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Resource Planning and Budgeting Informstion

The resource planning and budgeting technique combines the standard
Bar Chart with cost estimates of manpower as well as of physical resources.
The Chart thus prepared provides day to day information not only on the task
being undertaken but also on the resource requirement and the cost of these
resources for undertaking.each task over given periods of time.

Preparing the chart

1. Each project activity is further broken down into tasks.

2. List the required manpower necessary to accomplish each
task; specifying the type of skill and the mmber of
mandays required.

3. Make an estimate of the manpower cost, for each task,
in terms of cost per manday and total cost.

4. 1Identify and list the required physical resources
necessary to accomplish each task; specifying the type
of resource as well as the quantities required.

5. Make an estimate of the costs of these physical resources
in termms of cost per unit and tgtal cost.

6. Combine the Bar Chart with the quantities and costs of
the resources, so that tasks, time, type and quantities
of resources as well as cost of resources are all linked.

7. Prepare a chart for each project component.

Figure 1. shows a Resource Planning and Budgeting Information Chart for
the vegetable component of a pioneer farm. o

Assumptions: 1. Herbicide will be used to clear the land of
weeds and low shrubs.

2, Tractor will plough and harrow.

3. Sowing of seeds and planting of seedlings
will be done by manual labour.

Regource Levelling

A resource is defined as a variable quantity of men, materials, i.e.
of equipment, space or money which is required in order to carry out a'
project.
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"Levelliné'is the action of allocating the resources to the project in
such a pattern that the quantity in use at any time is acceptable. Resource
levelling therefore is a critical consideration in preparing the Resource
Planning and Budgeting chart. This process of resource levelling gives due
consideration to resource constraints and ensures that resources are not
over-loaded or the project delayed.

In the example given in Illustration l. there is only one field super-
visor who will have to supervise all the tasks in the given project component;
1.e. clearing, ploughing, harrowing, sowing and planting. By scheduling the
tasks so that they are all not being undertaken at the same time and there-
fore the field supervisor is not over-loaded we have in fact "levelled'the
resource-~field supervisor. The practice of resource levelling should be
closely followed when preparing the Resource Planning and Budgeting Chart.

It is possible also that during actual implementation one or more of
the resources in the plan may be subjected to further constraint. For
example, the plan in Illustration 1. has two tractors but for some reason
only one may become available to the project during implementation. In this
case it will be necessary to re-schedule the tasks and level the resources
as is necessary. It is also likely that there will be a need for periodic
re-scheduling and updating of the plan.

APPLICATION

Illustration 2 shows the application of Resource Planning to the Poultry
Project which was scheduled in Appendix 6. The manpower, the finances and
the equipment needed for a project can be placed quickly into a resource plan
if a master schedule has been completed and activity sheets completed for
each activity detailing the necessary resources and finances for each acti-
vity. The activities as planned are placed on a Bar Chart and the totals
for each month (or whatever time unit is used) is totalled by the totals for
all activities in that time period. The final plan shows the flow of re-
sources along the bottom lines (e.g., monthly bucgets according to planned
expenditures) and the vertical left-hand column shows the budget expenditures
by items, e.g., labour, equipment, etc. This column should have the same
total as the bottom row, which is, in fact, the total expenditures planned
for the project.

The resource plan can also be used to judge the impact of deviations
from planned uses of resources or costs as the project progresses. The
manager should use this as a tool to 2xamine the progress of the project
throughout its duration. An additional manual on use of the bar chart for
project analysis and management is available from PDRT, PAMCo. upon request,
The title is Project Control/Scheduling By Bar Charting.
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Poultry Project .../2

Manpower and Resource Plan:

Manpower Plan (M/days)
Farm Manager
P, aning Team (3)
Tractor Operator
Plumber
Pioneers (4)
Electrician
Contractor

Manpower Cost
Tractor Operator
Plumber :
Pioneers
Electrician
Contractor o
TOTAL Manpower Costs

Resource Plan
Tractor Days

Resource Costs
Tractor @ $30/4

TOTAL Resource Costs -

TOTAL C.STS

‘Time in Months

ei" Go-Receive

. Group.,007. °

1023 15 16 Totals
19 1515 s gy .
45 45 45 155
'3 6 s 20
& B 4 o 33 :
.75 152,75 140 .16 141.5
LT . - 11
10200 ¢ 60
.45 90 90 75 $300
100 200 200 100 ~ $600
26 45 48 88 oy - §205
» R 1 - $220
. 1000 2000 1000 1000 1000 -~ =~ - . - $6000
169 335 338 1263 2000 1000 1000 1000 160 ' - $7325
3 6 6 5 20 -
90 180 180 150 $500 -
90 180 180 150 - $500
259 415 418 1413

(eL4aley
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BAR CHART - POULTRY PROJECT -

CActivities ' TDME-Monthe 1 2 3 4 5 678 130704 15 e
A. Site Identificatiqn,'”fﬁ D v

B.' Prepare Project Pians;x <@
C. Construct and Inatallkgoéd;&nd7water 0 ;; L

D. Recruit Project Team .

" E. Land Prep. for Construction
F. Construct Poultry House
G. Procure Equipment

H. Construct Storeroom

I.' Install Electrical Water Equipnent -
and System .

J. Procure Feed, Medical and Sanitary Supplies

K. Plan Husbandry Practices ‘

L. Arrange Harketing System ‘ ‘ ;
M. Purchase Day-old Chicks -

N. Maintain Husbandry Practices

0. Recheck Marketing

P. Marketing

Q. Clean and Fumigate .ouse for NewBitds

4
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FIGURE L. KRESOURCE PLAN AND BUDGET

~Project Component: PREPARE 5 ACRES OF LAND AND ESTABLISH IN VEGETABLES

GANTT CHART
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98

- weeks -
: - 1 2 3 4 5 6 7 - TOTAL
Clear Land i
* Plough Land .
2 Harrow Land
2
& Sow Seeds and Plant Seedlings
MANPOWER __REQUIREMENT
1) Field Supervigor (mandays) 2 2 2 2 4 4 4 20 md.
5) Labourers " 4 - - - 25 25 25 75 md.
2) Tractor Drivers w - 4 8 8 8 5 5 38 md.
MANPOWER _COST
Field Supervisor @ $20/md. 40 40 40 40 80 80 80 $400
Labourers @$ 8/md. 32 - - - 200 200 200 $632
2] Tractor Drivers @ $12/md. - 48 96 96 60 60 60 $456
172}
8 TOTAL MANPOWER COST 72 88 136 136 376 340 340 $1488
g MATERIALS v
a) Herbicides:- 2 litre @ $60/licre 120 - - - - - - $12p
)
B | b) Fertilizers:- 2% tons @ 260/ton : 217 217 217 $651
g c) Fuel:- . 20 40 40 40 20 20 $180
& .
o OTHER COSTS ; _
Travelling expenses 50 50 50 50 50 50 50 $350
§ Long Distance Telephone calls - - - - - - -
=
g Other 10 10 10 10 10 10 10 $ 70
TOTAL MATERIAL & OTHER COSIS.§| 180 I 80 $1391
%
TOTAL MANPOWER & MATERIAL COSTS 252 420 l $3229
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APPENDIX 9.

A MODEL FOR THE DEVELOPMENT OF A TRAINING
PROGRAMME FOR PIONEER FAKMERS IN JAMAICA
———" = AR rAxhtXo IN JAMATCA

ose
One of the job responsibilities of the Pioneer Farm Manager is to
develop and carry out a training program for the Pioneers. The model de=

signed in Illustration 1, was developed to assist farm managers in their
planning efforts to meet this responsibility.

This model is only a working model that contains the elements that
should be included in the training plan that is developed. It can and
should be used only as a guide with changes being made to fit the needs of
each training situation that arises on the individual Pioneer Farms.

The production and marketing goals of each Picneer Farm requires the
upgrading of the production and marketing skills of the Pioneer Farmers.
The technical knowledge and skills of many of the farmers who have been
selected for the farms are often lacking and must be upgraded if the goals
of increased marketings and higher quality produce are to be reached. Be=
cause these farms are organized as cooperatives the involved farmers must
also be conversant with the how and why of cooperative operations and their
responsibilities as cooperative members. The Pioneer Farms are considered
to be economic units. This requires that the farmers on these units have
the ability to organize and keep simple enterprise accounts that reveal the
changes necessary to make the farm a profitablie operation. These skills
and others must be given to the Pioneers because many of the farms will not
reach the goals that they are expecting to reach unless the necessary train-
ing is given to the Pioneer Farmers. Even such a basic program as teaching
the farmers how to read and write may be required and should be developed if
needed.

Approach

The education programmes listed above must be approached in the form
of cmaller projects. For example, if an increase in farm production is the
goal, the objective must centre on specific crops or livestock enterprises,
if a successful effort is going to result. The planned education programme
must be specifically identified with a particular crop, livestock class or
input-output service. If this is not done the trairing materials are likely
to be so general that they are of little value. Therefore the education
program can only be effective if it is focused on a specific job. Each of
the job - specific education programmes require a particular set of resources
and resource persons, that are necessary for a successful program. A
specific definition of the problem to be attacked is also necessary before
undertaking the development of an education program.
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’ evelogigg the Training Plan

':‘Questionsto be Answered

: There are several questions that the farm manager needs to answer ’
“before undertaking the development of an education plan and the subsequent-
efforts necessary to put the plan in action.

1. 1Is the problem to be attacked clearly defined and job=
spacific and an education program on that problem justified
from the viewpoint of your staff and the Pioneer Farmers?

2. Will this training program result in tangible and real bene-
fits to the Pioneers?

'23,‘ Are the resources, money, equipment and technical assistance
"~ available and sufficient to do the things that are necessary
to ensure the conduct of a successful education program?

v'4} 1s the problem, that the education program is being designed
. to deal with, one of the farmers high priority needs for
training?

5. Are you, your staff, and the Pioneers, ready, willing and
able to devote the time and effort necessary tc plan &nd
carry out this specific education program?

If these questions can bz answered affirmatively and the farm
manager is convinced that his staff, the Pioneer Farmers, resource persons,
and his supervisors all favour the education program being proposed, then
the manager and his staff are ready to plan and carry out an education
program for the Pioneer Farmers.

B. The Plan's Framework

The framework of the plan is put into place only when the Farm
Manager has sufficient assurance that the proposed education program is
wantad and needed by the Pioneers, will yield the desired results if
undertaken, and the needed resources to execute the plan are available.
When the problem to De focused on by the education program is clearly
specified and supported by all those who are involved, the Farm Manager
then proceeds to develop a plan for the education program for the Pioneers.

An education plan contains two distinct phases:
Phase 1. Pre~Program Planning Steps
- 1. Define the problem on which an education program
‘ will be developed to give Pioneer Farmers the

needed information. The statement must be clear
and job=-specific,
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Be certain that this program is necessary. This
includes a written statement that it has been ex~
plored with all concerned and approved by them.
Statistics showing the probable costs and benefits
are also useful. These may be largely bypothetical
at this point, but an estimate should be made.

Prepare a 1list of resources needed, total cost figureg
for carrying out the program to overcome the problem,

including special equipment, and a ligt of technicians
who will probably be needed to assist with the trainin

Re-examine the problem and redefine it if necessary,
to fit the justification and resources statements.

Steps in Planning the Activities for the Education
Program,

Develop the action plan.

’2.

3.

4.

Review progress and program ideas with staff and selec
Pioneers. P S

Decide on specific skiiig}théﬁféﬁwéﬁqﬂﬁé.w_‘W_Qﬁglﬁgi}

program.

Assemble and review tentative’ plan with staff and
selected Pioneers. ‘

Finalize plan in writing.

Determine activities to be carried out and make a list of
these activities with specific persons assigned to take '
responsibility for these activities. The list of activi-i
ties will include the following:

1.

Set date(s) for training.

Set venue for training.

’lRaview resource needs and set up a budgef to

meet needs.

Contact resource persons who will deliver educatfon
material to Pioneers and ask for confirmation.

Arrange for needed transport.
Acquire and/or develop needed training aids for

use by the persons who will do the training, i.e.,
chalkboard, chalk, eraser, chart stand, overhead
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projector, slide projector, opaque prOJecto., screen,

. paper., penc1ls, etc,

Ask the resource persons what teaching aids they wi11‘
need and if these are not available advise them that
they are not available.

Arrange for any meals or refreshment breaks that may
be needed. Inclnde additional meals and refreshments
for special guests and program participants.

Prepare program agenda showing topics, speakers, and "

‘VJQ times. Make a sufficient number of copies to permit

B B DS

.- distribution of trainees, special guests, and other55
. who may attend the meetings.

Send a cody of the agenda to the Parish Manager,nu”
. Production Unit of MOA, and others who have: -.an . interest
_in the Pioneer Farm project, along with a special invita-
" tion to attend the training. : A ‘

Send a copy of the agenda to each person whokis;involved
on the program, i.e., the speakers, demonstrators, etc.u‘

Review final rlans for training with stkff and selectedi

_Pioneers to be sure that all of the necessary planning

i,ﬁffactivities have been done,. . -

he

- 15,

. Conduct training.

Ebeluate training.

Write thank you letters to persons who taught material

on. program,

Review results and evaluation forms and write them up L
for use in planning and carrying out other education '
programmes that may be contemplated.



Appendix 9, Fig. 1.

A Model for Developing an Education Program for Pioneer Farmers

Phase I. Pre-Program Planning Steps:

1

Jobs_to be done

2

1.

Define the problem on which
program is to be conducted .

3

Who is involved

Farm Manager.

—Yho is responsible

4

Farm Manager,” Fieleman
Group Leaders, Selected
Pioneers.

Committee Meeting of
of those involved
(as shown in Col.3).
Prepare written
Problem S:stement.

How Job is done . Time required = | Bepun

s 6
Venue and Date

One-half day
at farm office.

Date

_ Bezun

“‘8‘ .
Estimate

Cost

Justify the problem
defined zs the priority
problem for training and
redefine problem if

NeCessgary.,

- ParmvHannger.

Farm Manager, Parish
Manager, Prod. Unit.
MCA,

Meeting i thase
shown in Col.3.

One-half Jay-
at A offlcﬂ

3.

Prepare probable 1list of

resources needed - Equip,

ment, Technicians, and
money (estimate)

tw Manager.

Farm Manager, Parish

Manager, Reg. Ext.

Officer, Prod Unit,

MOA, Training Unit,
_MOA,

Muweting of those
showa 1in Col.3..

- farm or Parish
Office

One day at

A,

Phase II. Steps in Developing.

Review Action Plan

1. Review Progress on

Plan for education -

proxrcame.

activities

Farm Manager, Field-
man, Group Leaders,
Selectnd Pioneers.

Meeting of those
shown in Col. 3.

One-half day '
at farm offic

2. Decide on skills to béf':{

developed .

'1 :F;¥h:&aﬂ;§er.

Farm Manaéer, Field-
man, Training Unit,
MOA . )

Meeting of thosc
shown in Col. 3,

“.at farm office

One-half day
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: Phase II. Steps in Develor
1

&

LT ~ Venue and. -, “ Date Estimate
Jobs to be done ie responsible Who is invglved _How Job 18 done Time required

Begun - Cost .
3. Assign respons- o

ibilities to staff

for developing educa-

tion program.

Farm Manager,

Farm Manage:, Field-
man Grogg leaders,
Beglonzh 2 3

tenaion
Dfficer.

Meeting of those.
shown in Col. 3.

- One day at .
s fnnn'offlce.li“if

- Assemble and review
proposed Program -

revise and finalize
Program,

Farm Manager.

Farm Manager, Field-
man, Group leaders,
Selected Pirneer
Farmers.

Heeting of those ..
shown in Col. 3. "

. One day -

Program Activities to be
done. E

é6

1. Set date(s) for )
Training and Venue.

Farn Manager

Fsrm Manager. =
Parish Manager.
Prod. Unit MOA

fTTéle§505¢ S

Oﬁe-leﬁffﬁ Jiy_
office.on:fam.,

Contact resource
persons who are on
program and ask for
confirmation.

Farm Manager
Office Manager.

“Letters.

-~ One day, T

- office on famm

Confirm resource
persons.

Farm Hanaget;f',t

Farm Manager,
Office Manager.

Tzlephone and
Letters.

One-half day _y
office on farm.

Complete budget
for program.

Office Mansger,

Office Hanager,b
Farm Manager, Field-
man.

Meeting.

One-half day
office on farm.

- Arrange for Trans-
port, if needed.

Office Hinagé:.

Office Manager,
Parish Manager,

Telephone.

One hour
office on farm.

Determine visual
aids needed by pro-
2ram resource persons

Office Hunigei{

Office Manager,
Farm Manager.

‘Letters.

One-half day
office on farm.

Acquire Training
aide and materials
needed after check~

ipg with resgurce persons. '5iﬂ““

Office Manager. .

Office Manager,
Farm Manager,
Training Unit, MOA -

Letters.

One-half day
office on farm.

[eL433 B
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VA‘HODBL FOR A JOB-SPECIFIC TRAINING PROGRAM ON PIONEER PARMK

) e e e e T Oh RTONBER AN

Appendix 9 . Figure 2
Phase I. Developing the Plan

JOBS TO BE DONE - WHO IS RESPONSIBLE - WHO IS INVOLVED - . HOW TO DO THE JOB | “'sTART "

Problem Definition:

To improve skill, working T Farm Manager. - - Farm Manager, Meeting of Committee - March 19, | March =
knowledge and productivity B T IR . Fieldman and made up of Farm 8 am. 7|4 pum.: -
in the production for sale : ' o " Qo " Group Leaders. Manager, Fieldman, I : >

on a commercial scale. e : RN : and Group Leader,

Specific Skills to be Developed:

Farmers knowledge in the AT
production skills necessary in the
commercial production of : ‘
tomato.

Improved cultural practices
of Pioneers to increase R
production. R BT S R

Arrange Training of Pioneerz
through demonstrations on their
farms.

Conduct experiments on

e lemonstration plots op farms.
"»E 11 ¢ Trainipg Activities

Planning, organizing and .
budgeting for the training progtlnme.

Farm Manager,
Fieldman, -
Group Leader &
3 Pioneers

Secrg_ggx_;g;nfflce

‘March~ . "|March

* Audel developed by Pioneer Farm Hanageraz'uring a i
Hanagemenf Trainiag session.
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Phase II, Cont'd

JOBS TO BE DONE

WHO IS RESPONSIBLE

‘Lecture on tomato cultivation.

B e T —

Farm Manager.

WHO IS INVOLVED
e 31400114

Specialist, Farm
Manager, Field-
man and Foneers.

HOW TO0 DO THE JOB

START

END

COST

Invite Specialist
to give lecture on
tomato cultivarion.

30th March
10 a.m.

30th March
3.30 p.m.

$25.00

jfnhrsgiyiPreparatiou.

“Fleldman, -

Farm Manager
Specialist, Field-
man and Pioneers.

Invite specialist
to demonstrate
nuraery preparation
(for 2 days).

9th April

13th April

$150.00

Request Specialist
%o demonstrate
sowing of seeds.

18th April

_18th April

5 pem.

$90.00

 Maintenande of Seedling

Farm Manager,
demonstrate approved
spraying cad irriga-
tion practices for
seedlings.

19th, April

;13iat May

$100.00

Plot preplratian'forf;,
transplanting, :

Fieldman snd
Pluneers. -

Fieldman instructs
and supervises famm
operators.

$250.00

“Soil treatment of Plot;i

Request specialist
to demonstrate

rates of application
of chemicals for
soil treatment.

Ttiﬁiplgi;iﬂéﬁﬁe@élﬁ?dc

Request specialist

to demonstrate
transplanting (for
one day) after which
the Farm Manager will

$300.00

supervise.

~TeLIatey
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-Phage II, Qutidr R
~_JOBS TO BE pONE

Crop Hnlntemn‘ee R :' Fieldman - I . >~.!_1cld-ln and Ploneers Request specialist

- WHO IS RESPONSIBLE .- WHO IS INVOLVED 4 BOW TO DO THE JOB - | =
. R 8 to emonstrate
S o . fertilizing, spray-
- - ing, weeding, prun- -
ing and staking
(2 days/month for
4 months).,

" Farm Manager, Fieldman Fieldman demon- 25th October
and Pioneers. strates proper

' reaping of mature

fruite.

L «do = Request specialist 6th November 6th November| -
S o from Agricultural 10 a.m. 2,30 pom. |

o Marketing Cocpera- BEPRARY b
tion to demonstrate
and discuss proper

packaging methods,

" Pam Manager

!;an,&nagéll;;" =
: Fleldman -

LeLaagey
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APPENDIX 10, aterial

BACKGROUND AND CONCEPT OF PIONEER FARM

The Emergency Production Plan called for the establishment of
Community Enterprise Organizations. Essentially, these organizations are to
take the land as their central point of departure, concentrating on getting
young men and women to organize themselves into special communities to per=
form a whole cluster of diflerent kinds of local economic activities. As a
practical first step towards the establishment of these Community Enterprises
throughout the country, a Pioneer Farms Programme has been launched in
1977/78 which, starting in 1978/79 for the five years of the Plan, will come
directly under the responsibility of the Ministry of Agriculture. Thus, Land
Settlements, Project Land Lease and Pioneer Farms will together constitute to
these basic components of the Government's overall Land Reform Programme with
each having within the Ministry's Regional/Parish structure, its own budgets
and implementation structure,

The Pioneer Farms therefore, represent a means of accelerating the Land
Reform Process, while dealing with the problem of rural unemployed youth and
setting the stage for the future Community Enterprise Organization. 1In areas
of "social pressure' where there is a high incidence of unemployed rural
youth, Pioneer Farms will be set up to be run on a co-operative basis with an
emphasis on production, discipline and self-reliance within the group.

Each farm will be organized by its members (with a Committee of Manage=
ment) under the supervision of a Farm Manager assigned from the Ministry of
Agriculture's Extension Service in the parish and assisted by a Field Assistant
and Youth Service Worker. Given the nature of the programme, this deliberately
strong presence will continue until such time as the farm becomes an indepen=-
dently operating unit qualifying for service and assistance from the normal
extension service structure,

At the Parish and Regional levels the programme will be monitored and
supported by a Co-ordinator for each Parish and the Regional P.L.L. Officer
at the Region responsible for farm planning, achieving production and place=-
ment targets and ensuring all necessary inputs including the proper selection
and training of mesmbers of the Pioneer Farms. In particular:

- each Pioneer Farm will benefit from an injection of seed
money (Sub'idy for labour input to a haximum of $350 per
farmer) for the first three to six months of its establisghe
ment, allowing for the group as a whole to meet its require=~
ments for working capital and recurrent expenditure until
production begins;

‘- at the same time, the Pioneer Farm will qualify for the same
‘ level of services and devel opment financing as under Project
Land Lease, i.e., a combination of infrastructural (non
recoverable) investment and credit (recoverable) averaging
$320 per acre;
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'; ; f&dditibnal assistance will,bé sought, where appropriate
" from Government institutions such as the Jamaica Defence
Force and voluntary groups at the parish level;

Loe final evaluation and selection of Pioneer Farmers will be
the responsibility of the Ministry of Agriculture, following
recommendations received by the Ministry of Youth and other
community representatives at the local level. Candidates
will come from rural farming communities or through Agri-
cultural Training Institutions designed to provide a mini=
mum of farm training to Urban Youth;

e each Pioneer Farm would have a Work/Study and Recreational
Programme designed to improve agricultural and other skills
of the members and ensure sporting and other recreational
activities. The local representative of the Ministry of
Youth would be responsible for servicing each Pioneer Farm
as regards their non-agricultural training programme and
sporting and recreational activities.

So far, seven Pioneer Farms have been established (Wentworth and Cape
Clear in St. Mary, Gimme~me~bit in Clarendon, York, Paul Bogle and Springfield
in St. Thomas and ::icylersfield in Westmoreland with two more soon to be opera-
tional at Hague in Trelawny and Darley in Portland. The target for the Five=
Year Development period is an average of 3,000 Pioneer Farmers being placed
each year - an overall target of 15,000, commencing this Financial Year with
1,600 farmers on 4,000 acres and gradually increasing to the Five-Year target.
The size of the ideal farm will vary from 100 to 200 acres, depending on the
lass of land available for establishment of viable units. Each Pioneer

Group will average 50 farmers per co-operative with ages ranging from 18-25,
male and female.

' Excerpts from Presentation in Parliament.
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PIONEER FARMS ‘ACCOUNTING PROCEDURES =

1T set’ out hereunder guidelines as to. the above:

ﬂ?&i 3iils

The policy is that for the first thirteen (13) weeks from the
date of launching, Labour Bills will be charged as subsidy (Object
Classification 09) and thereafter these will be regarded as Loan
(Object Classification 19/04). Specimen bill form is attached. The
following should be observed:-

(a) Bills when prepared by Project Overseer (Extension Officer)
should be submitted to the Parish Officer for approval
and payment,

- (b) Cheque Requisition (same as used by Project Land Lease
= P.L.L.) must cover all bills submitted for payment,
signed by Project Overseer and approved by Parish
Manager.

(c) Cheques should be drawn in the name of the respective
Pioneer Farm and should be handed over to an appraved
comuittee member of the Farm who with his other committee
members and the Project Overseer will determine the use
of same. Other expenditure for goods and services during
this period and thereafter should be charged as Loans,
except for what could outrightly be regarded as non=~
recoverable expenditure,

Loan Entries

(a) Loans should be covered by "Authorization Loans" (same as
used by PLL) and signed by Chairman or Secretary as tenant on behal f
of the Pioneer Farm.

(b) Loan amounts should then be entered on Ledger card (saﬁe
as used by PLL).

,Iédger Keeping

Soacace Lodger Toaves shauld be L ox o e 50 e
(a) Recqverab1e (L6éﬁ)fj'?‘j  i“%V
~ (b) Non-Recoverable =
,f{Ksbyéiﬁépfape attached),
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5”‘;tRegorting ; B
1i‘ikk A monthly report :is. required and should bégsubmitted by the
‘Parish Office to the Regional Office and then to " @ggp;qg“Unipg

fas under'

(a) Placement ) - ' AT
). These forms have;already‘be ‘

(b) Production ) - RUER e
)

(c) Financial )

stributed,

EERENLE S

5. Banking

v S

v At the out=set of launching and commencement of subsidy payments
’ and issuing of loans, banking arrangements should be made,

In order to effect some measure of financial control during the
-period prior to registration as a Co-operative when a considerable in=

- vestment of Public Funds will be made, it is recommended that a Savings
Account be opened.

The holder of the following positions should be submitted to the Bank:-

(a) Chairman | R o a |

'(b) freasurer

Hé(¢) ’Secretary

v(d) Extension Officer
s Withdrawals should be made on the signing of the Extension Officer
 and one of the other three names. All funds received by the Farm should
be lodged. : C
| 6'. “ FARM_BOOK-KEEPING

: A seminar has been planned to take place at Eltham Training Centre,
July 31 = August 3, 1978 to train the undermentioned persons in. this area'-

(a) Two Pioneers from each Farm ‘
- (b) Project Managers
kg‘c) Project Land Lease Clerk

';(4) Parish Project Land‘Legqé foicérsf'

e Prepared by -‘K;A€;Neita
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ACCELERATED LAND REFORM UNIT

MINISTRY OF AGRICULTURE,
34 OLD HOPE ROAD,

KINGSTQN 5,

DE. TO...e0vuvsssssserseeravassens PIONEER FARM

"as listed below:

. For Hotk done at"‘..................‘.....'.v‘.»".r

vovesses.Ploneer Farm

- ITEM C DESCRIPTION AND AMOUNT OF WORK RATE COST .

I hereby certify that the above is a correct statement of tlie amount payable
to the person named in respect of the service for the purpose stated and the gross

AmOUNE. . sseosssscnscocnces

Signature of Project Overseer ' . Signature of Parish Manager

Datealonn-ouo-oooonco

00000 i00000000000000000000000E"

Signature of Chairman .

Dare.:-.....i;é;;o;yo_'

Signature Secrgtary’orntrégqﬁrht;{.;;;;;;

Date.-nooooo.av.oooao-“

Dateo,ootounoiobloo.l

it eeessessssensssenss

wPioneerTFgr
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ANALYSIS OF EXPENDITURE BY OBJECT

ST. THOMAS PARISH OFFICE

HEAD 26: MINISTRY OF AGRICULTURE.,

SUB-HEAD No -
PROGRAMME pgov151m D
CODE AND OBJECT ACCOUNT '
paTE  [voucusr | amMounT oF CODE AND DISTRIBUTION BY SUB ACCOUNTS
No. el 01 02 03 A 05 06 07 08 09 | 10 12 14 16

LeLaazey
324N0S3Y
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CHEAD: - mesrnormmn.runz
“‘,’SUB : i PR 3

PRocRME

CODE NO. OBJECT ACC.. 19/94 - -

ANALYSIS OF EXPENDITURE - PICNEER FARM
—=eean S n R AURE - PIGNEER FARM

-

- PROVISTON___

" DATE

VR.
NO.

JAMT. oF
EXP.

. PARTICULARS -

LABQUR
PLANTING
ETC.

LAND CLEAR~-
ING PREP.

PLANTING
MATERIALS

FERT.

EQUIPMENT
MATERIAL
(CHEMI

SPRAY . -

“LEASE

BUILDING

¢01

LeLaajey
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STEPS IN ESTABLISHING PIONEER FARMS -

- PROCEDURE

ACTION BY

REMARKS

€01

(;NOfSSINHBd LNOHLIM 3L¥2I1dNa LON OC

Identification of:iaﬁd{“:7

Agreement of Egtablishins““

Pioneer Farm

‘Clearance and Transfer

Appointment of Farm Hanager:

Preparation of Farm Plan'.
Physical when necessary

(See Annex 1, 11)

Community Education'

:fﬁember of Parliament, any local organization
- e.gs Community Councils, Farmer. Advisory Com.
- -mittees, Staff of Ministry of Agriculture

o Regienel D;reetor.

3avBegidﬁaifiahds Officer

Parish Manager

Farm Manager, Divisional Extension Officer,
Parish Land Lease Officer and Parish Manager
coordinated by Regional Land Lease Office

e Social Development Commission

Land identified should be reported by a-.
member of Parliament, any local organiza--
tion e.g., Community Councils, Farmer
Advisory Committees, Staff of Ministry of
Agriculture.

Regional Director to discuss with Political
Directorate. ’

This means that the land has been acquired>
by Government, water supply is available
and the land is arable.- L

Team should include a local representative '
S$.D.C., Copy of Plan sent to S.D.C.,
Minister, Parliamentary Secretary, Member
of Parliament. Farm Plans at Production
Unit to be involved at all stages of
Planning.

Before embarking on Community Education,
the S.D.C. Officer should be briefed on
the concept of Pioneer Farms and the Pro-
gramme of the particular farm by the
Ministry of Agriculture - Rural Sociolo~-
gist.

B
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%01

PROCETURE - ACTION BY '

REMAKKS

7..

10.

11.

Placing of Basic Infrasﬁrﬁctﬁ:é‘r‘
on Farm (temporary shed, toilet)
water supply) e

Minigtry of Agriculture (Parish Office)

Briefing of Interviewing Panél

and
setting date of interview DR

‘Ministry of Agriculture (Rural Socioglst)

Interview and Selection .
(See Annex 111 and 1V):..-

Initiate and direct Orientation
Programme RS

Discussion of Orientation Pro=- -~ =
gramme (See Aunnex V) with Re- = = . .
source Personnel and confirma- -7 -
tion of all arrangements ’

V_'Soc:l,al ‘Dévelopmen”t-_f(!on!nj.és‘:_l n,
' Manager, Rural Sociologist:

Priority should be given this., Pioneers. ==~
will be familiarised at an early stage vith
their new surroundings and so reduce the .
adjustment period when replacement is done.

In order for Step 7 to begin the following
mugt be done:-

(a) Completion of the Preliminary Farm
Plan so that the Interviewing Panel
will know how many Pioneers to select.

(b) Local Officer $.D.C. tust indicate
that the Comminity Education Pro-
gramme has been completed,

Panel includes Local S.D.C,. Representative,

" Farm Manager, Community Council Representa=

tives, Farmer Advisory Committee Representa=

' tdves. :

Objectives of Orientation

(a) To motivate Pioneers

(b) To initiate correct work attitudes-

(c) To develop group participation

(d) To introduce the Pioneers to the
National Objectives of the programme
and thereby develop patriotism, self-
respect and National Consciousness.

4
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PROCEDURE

ACTION BY

12. Running of Orientation Programme
on Farm

13. Placement oa Farm and Implementa-
tion of Work Programme

14, On the Farm Study Programme
(See Annex V1)

S01

Farm Manager to ensure smooth running’
"attendance of resource personnel

Farm Manager

Prepared by Rural Sociologist

LeLaaey
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: :CONTENT OF 1AYOUT OF FARM PLANS - PIONEER FARM

In interpreting the information set out below the content must
be regarded as more important than the layout. Moreover comments on
both content and layout will be appreciated.

1.

Summary

This section must be written after a complete analysis of the whole
plan. Why? Because it says something abou: all the other sections.
Where your farm is located, its capital investment, its cost, its
outputs/income, whether it is a good venture.

It should not be more than a page (or better still half a page) but
should give a good idea of what the farm is all about. B

2.

History and Background

1) This section should say where your farm is and should present
information as to why it was located there as well as data which
would enable someone to guess about its chances of success .or failure.

ii) Yet it should be short. A good approach is to use maps/diagrams
and appendix and to comment on here in the text. ”

1ii) The following should be dealt with:

a) Physical conditions i) Soil
ii) Tcpography
1ii) drainage
iv) rainfall or any other aspect of
climate which will affect = for
good or ill the farm
v) Infrastructure (roads, irrigation
works, etc. ‘

“hj“»SociaIZEcnnomic Conditions

i) History of Agriculture = and especially of the
enterprise you plan on doing in the area.

1i) Agricultural marketing and farmer's organization,

iii) Social and other constraints on agriculture =
Praedial larcency, conflecting farming systems
e.g., grazing system as they may affect crop produc-
tion; Religion as it affects demand for products
such as Pork products (if you are raising pigs).
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1)
2)
3)
4)

5)
6)

7

8)
9)
10)
11)

Let us summarise your farm plan:

'Product

Red Peas

‘Eggs

Selection of Pioneers
Training of pioneers
Application farm layout
Establish Management
system X appointment
Establish accounting
control system

Make preliminary marketing
analysts

Construct temporary farm
buildings

Establish Irrigation System
Clear 1lst 20 acres land
Prepare 1lst 20 acres land
Plant 1st 20 acres land

Section 1 - Summary

' iSectiqn 2 - History and Background

' 5 $§¢tion35}- Cost Estimates

Output targets

R .30

‘anéﬁfmaz list activities as foiidwézj.wﬂfhif;

V,Time"'

4 weeks

2 weeks
4 weeks

5 weeks

- 4 weeks: o
 34 weeksf‘
.5 weeks,

7 weeks
6 weeks"

Depénd¥bﬁ:5

PAMCO, PDRT
Resource

Material

Ou Output Targets =~ Siwmply state what will be achieved in terms of physi-
cal output by a given: time period'“%‘

7 /Period Of Achievement

Independent:. -

2

6 weeksyﬂ‘~w

5 weeksA -

A. Physical Conditions .
B. Social and cconomic condition"

Farm size, layout and rotation -

peNes a e e

1) Capital - Discuss with gupg$§§55p§é£&§£2
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fsgction"ﬁé
j§e¢t16n 7:
jﬁégpioh‘B:

Section 9:

PAMCO, PDRT
Resource
Material

facgﬁg;‘f‘casf: -

No. of pioneer - put calculation in

e appendix

ii) Labour schedule L

iii) Discussion of all Operating cost items.~(With
supporting appendix),

4 |

Estimates of Income

~ Financial Projections

Farm Organization

Implementation Schedule

‘Propared byl A, Antotne
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“ Farm size layout and Rotation. Present a picturc (map) of the
farm in an appendix. 1t should show arcas reserved for buildings, (ii)
permanent roads, (iii) tree crop area,(iv) pasture area,(v) vegetable
area.

You should discuss a possible rotation = or point out the n°ed
for crop rotation. S P

S5
Cost Estimates
i) Capital - you should discuss briefly the Capital investment:
But more importantly you should prepare a capital budget
for the appendix. It is this budget you will refer to in

your brief discussion. Here is what the capital budget may
look like. '

Appendix

Capital Budget for .ABC". Pioneer Farm, 2/8/78

ITEM | Description Cost | Estimated Life | Depreciation | Source
PREREERR IS D 0T o X o ‘Z‘ ) imt. a :
Tractor'i" B 10 years at | 10 2000 Robinson'e .
a 1200 hrs. per Limited

| ¢year : S
Poultry House| ' 10,000 | 15 yeare o b | Buter
R Nl R B BT . 4 SRR : Pioneers .-

11) Operating Costs. In several ways your mostiimportant item here

: will be labour -~ under this. heading discuss the number of pioneers
providing the permanent persons and the amount set aside for
casual employment - e.g., harvesting. Attempt to reduce casual
employment to a minimum.

No. of pioneers (A) data required include
' i) gross income for the farm

ii) 1labour cost

iii) other input cost

iv) an estimate of the labour supplied by
pioneers. This is expected to be 95%
of the total labour requirement your
labour schedule will test you this
further,
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. Gross' [arm income

. Payment Pioncers

" Total cost of production
(including payments to

. Pioncers) '
Target Income

The‘Ehtire"dgéfatihg:Cost Budget

Now bﬁi1§ §6§f]¢h;ire Qpctatihg:¢ost budget ﬁnd?ﬁaﬁf

 APPENDIX XXX

o 1‘;fJ f0§éfdtihg Cost Budget X Pioncer Farm ' .-

ImM VOLUME/DESCRIPTION - - SOURCE
7L£Boﬁr o 10 pionecrs Pioncers
Casual labour : ABC Village
Material L '
Fertilizer - 20,000 ° - T. Geddes
Etc. R Grant
Etc. '

Now_pleasc not what vou're doing: You're explaining what your total cost
would be - what the main cost in that totals arc; the labour contrut; ‘the
number of Pioneers; period of labeur shortage and excesses in the main
text. But you're putting support detailed data in the appendix.

6.

Estimates of Income

This section points out the gross increase from the farm, thefghgef
prises which yield the income throughout the year and the distribution of
income over time (table will show estimates of income). L
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L{ TABLE XX

PROJECTED INCOME MAXIMUM PIONEER"FARM ‘

Product UnitTYield Per Unit l‘l‘_c')'.‘l._ltii.‘_f:.}""“~ ta Pfi#é_glqﬁal Income

Red Peas - 1 ooo

In thé:caée of‘1i§é§ﬁd¢k;‘i@ﬁjlitpﬁﬁ{ﬁe

7.

Financial Projections: You are now ready to make a financial summary. A
possible format has already been presented. You will use this as a spring-
board for comment on the viability of the enterprise. ,

8.

Farm Organization: Discuss how the whole work will get done (in detail)
comment strongly on any weak areas. ‘ v

9.

Implementation Schedule:

Here you must list all activities necessary to get the fa%'"
operational and put a time estimate on each activity. Note certgin *ct
vities can go together while cthers are dependent. R

For Example: If gross income (GI) = $50,000
Payment to Pioneers (P) = $10,000

Total Cost (I¢) = $30,000
Target Increase (TI) = $ 3,000 .
No. of Pioneers N

No/Pioneer in this example will be:

GI + P = TC = 50,000 + 10,000 = 30,000
TI 3,000

= 60,000 - 30,000
3,000

DO NOT DUPLICATE WITHQUT PERMISSION
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~Now you know that farm incomes can fluctuate terribly. If the pioneers

are not to be below the bread line in several years then we must add

some margin to the target income. My suggestion: 20%.

' _All these calculations you may put into an Appendix

The Labour Schedule: Now you know the total labour requirement for

the year but not the distribution. It is vital to know when you need
the labour, when you'll have excess and shortages. This is where the
labour schedule is strong. '

Procedure: You know the number of pioneers and thus the
number of man days/hours for the year.

1) Now sum the labour required for all activities
for each month,

~1i)" Note whether it is more or less than your pioneers
have working normally. 1If they work longer hours
that's juice for them. But you should put a pro-
vision for casual labour where the pioneers labrur
is insufficient.

Your labour schedule is so vital that you should put it in the mainﬁtek;i;;
You may also present it as shown below: . ARt

TABLE XYZ

_~ LABOUR DISTRIBUTION AND PIONEER FARM

PIONEER LANDS
L LLLLLLLLIILI101112077171011101717
LTI TTTITITTTTTTTTIT7TT
JITT7T]]
LTI TTTTTTT T T T T

'MAN DAYS " LABOU)

112

DO NOT DUPLICATE WITHQUT PERMISSION



PAMCO, PDRT
Resource

Material

_ Annex v

ORIENTATION PROGRAMME FOR
PIONEER FARMERS

INTRODUCT ION

As is well known, the Pioneer Farm Programme was launched as a
first step in the establishment of Community Enterprise Organizations.,
The aim of the programme is to accelerate the Land Reform Process.

. It is also hoped that the programme will constitute one way of
dealing with the problem of rural unemployed youth.

In an effort to make the Pioneer Farms as successful as possible
a programme of orientation has been developed as the first stage of an
on=going training programme,
OBJECTIVES

The orientation is intended to accomplish the following:

1) To serve as the final step in the éélection process. -

 2) To give the selectees a broader view of what it means to
.. .” be a pioneer farmer. »

ffS)flTo appraise the selectees of potential problems and to help
" them to plan contingencies. 3

'f4)1 To present the farm plan to the selectees.

fifﬂTo”c}arify what is expented of the selectees.

:ofheip pioneer farmers to set realistic objectives.
;_Td'outline and discuss the on=going training progrdmme.

iis)' To help pioneer farmers to deal with the dynamics of inter=
group relations.

9) To help pionear farmers to identify their roles in communi ty
development as well as national development. 3

10) To identify specific needs of the farmers that must be met in
the training programme if they are to succeed. 5
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b) 0bjectives~ '

- b) Role of Community Enterprise Organization'@

'fd)' Community Councils and Pioneer Farms'
J v )

;3f) 'Role of the various service organizations, erg}, Police, fff

'QB) ‘Land reform -~ past and present

| o5o;Government s policy on land use and land reformvr

ii"égriculture

’fa) Farm plan discussed

. 1ii)  Other crops

PAMCO, PDRT
Resource
Material

CURRICULUM:

Li.cm_r._Far_m_e

a) Definition and background'“

ﬁﬁ):,Problems'
.d) Potential
' ‘Community Develo ment&;

“a) Definitiont

c) tRole of Pioneer Farms in Community Development:ﬂ

-

Community Development as an element in National Development

Public Health, etc.

“ﬁand Use In Jamaica

' a) History and evolution of land use

;ia)ftThe Pioneer Farmer and 1and use ]ff~?xLV

«b)f;Basic agricultural practice-;‘w

1'fi)f Vegetable care
- 11) . Livestock

c) Harvesting D. scoragé;}c;‘négkegihg;A
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Conperative Education

a)
b)

c)

a)
b)
c)
d)
e)

a)
b)
c)
d)
e)
£)

From Pioneer Farm to Cdobefmgiﬁé &

Cooperatives and thefLé‘k

What are Cooperatives

Basic necessities of~§fC56béfétiGém

Mahagement of a CoopetqéiVe?

" Farm Maintenance

Care, storage and handi;qgf§fégqﬁ¥§%§ﬁ§;
Irrigation

Raw Materials

Seeds

Fertilizers

Inter=-Personal Relations

The group
Cooperation
Conflict
Competition
Behaviour patterns

Communication

PAMCO, PDRT
Dagource
terial

~Prepared by = J., Sammon,
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‘ORIENTATION SCHEDULE . . .. =

FIRST WEEK

DAY 1

*~Welcome Introductionquand 1tatement
_‘5_of objectives e '

‘§i0pening Ceremonyif
LUNCH
Piodeer Farms'

rRegistrationJ"

Community DeQelopﬁ;nt;g,‘ﬁg”tu
VVLUN'CH-‘- e

8 },Cammﬁ;ity Dévelopﬁé;ﬁt;éggiﬁaéﬂﬁﬁf$pgﬁq
?FyﬂﬁégistratiOn'

L Land Use In Jamaigg

v‘-iLUNCH R

f}General Discﬁ8810n~f

]Régistration-

' Agriculture (Farm Plan) Ministry of
‘Agriculture

LUNCH

Agriculture (Vegetable Care),
Ministry of Agriculture

Registration

Agriculture (Livestock), Ministry off_
Agriculture :

LUNCH

=~ . Agriculture (Other Crops) M ;":f*ﬁ
”J~_of Agriculture , e
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' SECOND WEEK
DAY 1 8;30‘ egistration

griculture (Harvesting, storage and
S+ marketing - Ministry of
~ Agriculture).

‘Cooperative Education

QfRegistration

. Farm Maintenance (Care, storage and
handling of equipment) Ministry of
Agriculture). T

= LUNCH

:?f‘, Farm Maintenance (Irrigation and:rvwf
SN o materials) U

‘ "Rg’g'isééat';ib‘nf

LUNCH
Ceneral Discussion
Registration

“,k,f; Inter-personal relationsﬂ(theférepﬁ‘&v
S . group process)

- LUNCH

Inter-personal relations (Behaviour
patterns and Communication)

Registration
Review & Evaluation
LUNCH

"7;; The next phase - implementation

Prepared by - J. Sammon;
(S D.C. )
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Annex VI

SERVICES AVAILABLE TO PIONEER FARMS AFTER
THE WORK DAY

““‘i;,Af §be Information Level
. a) Ministry of Health
L Pub11c Health Inspection/Public Health Nursing/other Community
Programmes. Bureau of Health.
b) ‘Agency for Public Information
c¢) Agriculture Information Services
d) Ministry of National Security
Police

e) Jamaica Defence Force

e) Jamaica Livestock Association/Jamaicé'Agricﬁltuféfﬁéé
e R e

f) Ministry of Industry
Prices Commission
Agricultural Marketing Commission

g) Ministry of Youth and Sports (S.D.C.)

722; . At the Social Level

a) Miristry of Youth and Sports ‘
Social Development Commission desires two evenings per week
for their programme.

' 3, At_the Educational Level

a) JAMAL desire a 3-hour programme five days per week.

SERVICES AVAILABLE TO PIONEER FARMS
DURING WORK DAY

1. Cooperative Education

There will be a 3-hour programme once per week.

Key* These are agencies that must be involved with the total on=-going
programme ,
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‘Z;ipl Technical Assistance and Training In Agriculture 5“¢,;§:t

! . Depending on Farm Plan, all training and aasisféﬁéeV@Qyﬁbe“a§¢9m43:7
~ plished in the field. ‘ C S

It nust be noted that the on-going work studyvprbgraﬁmes will vary
from farm to farm depending on Farm Plan. Thus, details of the programmes
can only be worked out at individual farm level.

The only things that will be constant will be the Cooperative Pro=
grammes once per week, the Agricultural Assistance and training, both
during working hours, Normal working on the farms are requested to end
by 3 p.m. The JAMAL programme after work hours, five times per week,
three hours per sitting and the Social Development Commission twice
weekly after work would follow thereafter.
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H.asa memer of the -l.....‘..‘..;..l....

dfor their farm.’

:’:?Be punctual for all activitles stipulated

¢)’ To contribute to N.I.S. and N.H.T.

V?kaiimfo4accept and respect the eppoimted;lee&éteﬁiﬁm'ﬁ#

 the farm,

 {"iAccept the technitaigehilmanﬂsetial advice of the

| fFarm Manager. EN

T;(c) any violent behaviour.»

Farmers shall seek the permission of the Fa‘

:~fany v1sitor on to the farm and shall be responsibl

,Iaactions of every such visitor,

~ COVERNMENT PRINTING OFFICE: - 1982-360-931:01CD-792
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