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PREFACE

A major mission of the U.S. Department of Agriculture's
Development Program Management Center (DPMC) is to, prepare and
disseminate practical guidelines for use by project managers and
implementation teams. DPMC's research focuses on the management
dimernsions of develnpment projects as opposed to the technical
dimensions. Without effective manarement, projects will certainly
fail; with sound management. thev have a chance tc succeed.

Field work by DFMC and other researchers has resulted in a
simple, practical, effective technique to reduce the management
obstacles to project success by establishing colid management
foundations for project implementation. This document explains that
technique, which has been successfully applied to projects in
Thailand, Indonesia, Jamaica, the Sahel countries, and elsewhere in
the developing world. U.S.A.I.D. projects officers who have applied
this technique include Dr. Charles Alton, Robert Dakan, John Foti,
Frank Gillespie, Dr. Martin Hanratty. Dr. Abraham Hirsch, and
Dr. Jerry Wood.

This paper was sponsored jointly by DPMC anc the University of
Maryland's International Development Management Canter (IDMC) and
funded by A.I.D.'s Office of Rural and Institutional Development in
the Bureau of Science and Technology under the Performance Management
Project.



TABLE CF CONTENTS

PREFACE

CHAFTER ONE: INTRODUCTION TO THE GUIDE
WHEN TO USE THE APPROACH
WHO THIS GUIDE Is FOR
ORGANIZATION OF THIS DOCUMENT

CHAPTER TWO: THE BASIS FOR SUCCESSFUL MANAGEMENT
MANAGEMENT CHARACTERISTICS OF SUCCESSFUL MANAGEMENT
BRIDGING THE HAND-OVER GAP
ACTION-TRAINING WOPRKSHOPS

CHAPTER THREE: OVERVIEW OF THE PLANNING APPROACH
THE IMPLEMENTATION PLANNING FRAMEWORK
PLANNING TOOLS FOR PROJECT TEAMS

CHAPTER FOUR: HOW TO PLAN FOR SUCCLZSSFUL IMPLEMENTATION

OVERVIEW
STEP ONE: ACTIVATE THE PROJECT
STEP TWO: ESTABLISH THE PROJECT ORGANIZATION

STEP THREE: DEVELOP IMPLEMENTATION PLANS AND
SCHEDULES

STEP FOUR: OBTAIN PROJECT RESOURCES

STEP FIVE: ESTABLISH THE INFORMATION AND
CONTROL SYSTEM

SUMMARY

ANNEX

Page

13
13
13
17

22

27

29

34

36



CHAPTER ONE: INTRODUCTION TO THE GUIDE

Development projects are complex, ambitious, unique undertakings
that sometimes succeed but more often fail to reach all their intended
objectives. When projects fail, the reason is frequently due to
unrealistic objectives, inadequate planning, inefficient organization,
poor coord.nation, limited manager:a. capacity, or similar "management
problems.”

The experience of Development Program Management Center (DPMC)
staff and other consulzants has shown that most of the management
problems which limit project success can be anticipated in advance.
Many can be avoided and others can be reduced or resolved before they
become a crisis.

This document outlines a practical approach w!ich project teams
can use to build solid "foundations” for project implementation and,
thus, overcome typical problems. The "Planning for Successful Project
Implementation” framework described here is conceptually simple to
use. It has been effectively used with diverse projects in Indonesia,
Thailand, Pakistan, the African Sahel, Jamaica, and other Caribbean
countries.

WHEN TO USE THE APPROACH

The approach yields substantial benefits to the project team at
four different times: during pre-implementation planning prior to
project start, during project replanning following evaluation, during
preparation of annual implementation plans, and during general project
reviews.

First and most important application is prior to . -oject start,
sometime during the 30-90 dav "window of opportunity” just before or
after project agreements are signed. By holding an intensive planning
session soon after the key people have been appointed, the team can
begin implementing efficiently and avoid many predictable future
problems. If delavec too long after project start, the benefits are
reduced.



Second, this approach is highuv valuable when project evaluation
suggests re-definition or re-directicn. It helps the team translate
evaluation findings and recommendations into new action plans for
project operations.

Third, selected aspects of the approach are useful in preparing
realistic operational plans, budgets, and schedules as part of the
annuat replanning process.

Finally, the framework can be used as a general diagnostic tool
for analyzing projects at any point. Deficiencies in project
performance usually reflect failure to adequately complete a planning
step included in the framework.

WHO THIS GUIDE 1S FOR

This guide is for project teams and for individuals. The
approach to planning described here is most effective when used
jointly by members of the implementation team -- the project manager,
support staff, participating agency representatives, domor staff,
contractors, and others who playv important implementation roles. By
completing the process together, implementors reach a shared
understanding of the project, develop effective working relationships.
and acquire a common set of management concepts for use throughout the
project. For team use, each person should first read this guide, then
meet as a group to complete the planning process described in Chapter
Four.

You may also benefit by using this guide individually. As you
read, think about how the ccncepts apply to your project and jot down
ideas for action.

ORGANIZATION OF THIS DOCUMENT

Chapter Two describes the basic management characteristics of
successful projects and discusses features of this approach. Chapter
Three illustrates some analytic tools the team will find useful in
planning for project implementation. Chapter Four presents a logical
five-step implementation planning framework that is easily modified to
meet the specific needs of individual projects.

This manual aims at mcking development project teams more
effective by providing them with a sound approach and practical tools
for planning successful project implementation. The approach works,
if you put it to work.



CHAPTER TWO: THE BASIS OF SUCCESSFUL MANAGEMENT

MANAGEMENT CHARACTERISTICS OF SUCCESSFUL PROJECTS

DPMC management researchers have articulated a simple set of
management characteristics of successful projects. These
characteristics were identified by studving several projects worldwide
and boiling down the factors which influence project outcomes. We
believe that achieving project success requires:

1. Concurrence and commitaent to project objectives and
strategies bv kev organizations and individuals;

2. Realistic and agreed upon workplans, budgets, and schedules;

3. Clearly defined and understood roles and responsibilities for
project tasks and activities;

4, Ongoing mechanisms to monitor, coordinate, and control task
execution;

5. Appropriate evaluation and adaptive learning mechanisms to
assess progress and respond to changes and lessons learned;
and

6. Effective use of project management methods which cut across
vertical reporting lines to build a integrated, responsive
project team.

Despite differences in type. size, scope, and sector, cuccessful
projects share these common characteristics, while others generally do
not.

Most people would agree with thic list. However, these
characteristics do not automatically happen; they must be made to
happen. Under the pressure to inplement, project managers seldom give



explicit attention to establishiny crnditions under which these
characteristics can develop. But, when not established, the
predictable result 1is confusion, delav, limited achievement, wasted
resources, and disappointment. The planning process described here
helps achieve these conditions and thus increases the probability of
project success.

BRIDGING THE HAND-OVER GAP

But why, you may ask, should such a thorough planning process be
necessary after the many hours invested in designing the project and
preparing the Project Paper? The answer is that the project designers
are not the project implementators, and even detailed Project Papers
are not meant to serve as implementation plans.

During project design, designers develop their understanding of
how the project should work. But implementation involves operational
level staff who seldom participate in desiga. Surveys of project
implementing teams show that most do not even read Project Papers and
related documentation! Their understanding of what the project 1is
intended to accomplish is therefore limited. Even if they are read,
the implementation plans 1in Project Fapers require extensive changes
to meet current conditions.

There is generally a gap in handing over the responsibility for
project success from designers tc implementors. To overcome this gap,
project "ownership” must pass from the designers to the implementors.

To do this. the implementation team must go through their own
"learning process” to reach consensus on the project objectives,
strategy, and implementation approaches, even when these are described
in existing documentation. They must negotiate and agree to the roles
and responsibilities of all participating organizations and
individuals, establish methods for updating and revising plans and
budgets, and develop techniques for monitoring and reporting progress.
They must address these issues as a team to reach a shared
understanding of the project and to make it their project. This
transfer of project "ownership” is essential for successful
implementation.

ACTION-TRAINING WORKSHOPS

How can project ownership be efficiently transferred to the
project teams? Our experience has shown that the best way is through
intensive workshops using action-training methonds.

The workshops bring together the project team, who is guided by

an experienced trainer, during intensive three to five day planning
sessions following a framework designed to build project success.
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Such sessions are part of a deliberats strategy to establish the
technical and manageria. foundat:ons essential for effective
implementation. The strategy may require several workshops with
follow-up work between each one.

Action-training differs from traditional training in several
ways. Action-training methods are practical, participative “learning
by doing”; they aim at developing work products of immediate value,
while also bullding the team's management capacity. The 'workshops
involve minimum formal lectures, maximum participant activity, and
extensive use of small groups for discussion, problem-solving and
decisionmaking. At the end of a workshop, the participants will have
prepared written action plans, budgets, schedules, and responsibility
descriptions to guide implementation. 0f equal importance, they will
have discovered ways to operate effectively together as a tean and
learned some planning, decisionmaking, problem-solving tools to use
during the life of the project. Thus, action-training methods
simultaneously produce specific results and build team capacity to be
more effective in the future.



CHAPTER THREE: OVERVIEW OF THE PLANNING APPROACH

THE IMPLEMENTATION PLANNING FRAMEWORK

Action-training workshops bring together project teams in
intensive sessions (guided bv an experienced trainer) to build the

project's technical and manager:a. f-undations. These workshops
follow a logical and flexihle ana.rtic framework for building shared
project understanding, agreeIents, and realistic implementation plans.

What must a project team dc U0 successfully plan pcroject
implementation? The many activities involved in planning for project
implementation can be grouped inte five related steps.

1. ACTIVATE THE PROJECT -- ensure the project has uet all the
legal, administvrative, and bureaucratic requirements and is
ready to begin operations;

2. ESTAELISH THE PROJECT ORGANIZATION -- plan how the project
organization will function, clarify roles and responsibilities,
develop operating procedures;

3. DEVELOP IMPLEMENTATION PLANS AND SCHEDULES -- agree on
specific project goals/objectives, then establish realistic
plans, budgets, schedules;

4. OBTAIN PROJECT RESOURCES -- establish procedures for ensuring
that the key project resources (money, people, and things)
are available when needed; and

5. ESTABLISH THE 1NFORMATION AND CONTROL SYSTEM -- identify
information needs, select indicators. and establish a useful
monitoring and reporting system.

The picture diagram on the next page portrays these five steps
and lists typical tasks in each. As the project team considers each
step, they generate information and make decisions to use in
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subsequent steps. The steps must ucually be started in sequence --
(Step One before Step Two. Step Two before Three, etc.), but a step
need not be completed before the next one can begin. Several steps
alco produce distinct “tools” (documents, agreements, or planning
frameworks) of value to project management. 1

This diagram provides a handy pictorial checklist of keyv steps
and tasks for nlanning new project implementation, as well as for
diagnosing how completely ongoing projects have established the
management requisites for implementation. But the model is
{llustrative and general and must be adjusted to fit individual
projects. Certain tasks may not be needed, and additional tasks may
need to be added. The process is iterative, and the tasks can
sometimes be completed in other segquences. But none of the five major
steps can be neglected. or the project rests on a weak implementation
foundation.

PLANNING TOOLS FOR PROJECT TEAMS

A master manager can be compared to 3 master carpenter: both are
talented craftsmen who achieve impressive results using tools of their
trade acquired through a lifetime 0of learning and experience. Just
like a master carpenter relies on quality tools to measure, cut,
square, and fasten; the master manager needs appropriate tools to
plan, schedule, monitor, and control.

This section describes some basic implementation planning and
management tools that should be produced by the project team and shows
how they relate to the five-step planning framework. By producing
them, the team assures itself that its planning is thorough and
logical.

The Importance of Documentation

The tools described below (documents, diagrams, and other
planning formats) are usually developed in draft form during
workshops, typed and reviewed by those who attend, then revised and
put into final form. Many are formally circulated with sign off by a
senior official in the project's parent organization.

Puzting them in writing is important. During the series of
planning workshops, the team makes many important decisions about
project implementation. But people forget what was said at workshop
meetings, unless key results are written down and formally circulated.
When not documented. only those who attended the meeting know the

i/ This model is a simplified treatment of a technique originally
developed by Dr. Merlyn Kettering. For a more detailed and
svstematic approach, see the Planning for Project Impiementation
—~ancal available from PAMCO Ltd., Conference Center Bldg. Fourth
Floor, Corner of Duke and Port Royal Streets, Kingston., Jamaica,

West Indies.
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results. But many other persons in the project envircnment must also
know the project's responsibilities, plans, and schedules, in order to
fulfill their roles. Through written docume- tation, the team gains
more operating authority and establishes a permanant record useful for
project evaluation as well.

The Basic Managerial Tool Kit

Here are the most important tools to be developed during the
planning process. This is a ninimum set; others described in the next
chapter may be useful as well.

° The Project Charter describes project objectives in general
terms, summarizes the implementation approach,
responsibilities, and budget. It should be developed before
the first workshop and has multiple uses.

The Pr¢iect Strategy Statement summarizes the overall
strategy. It is a brief document which signals that the
project team has a common vision. It should be developed
during the workshop and may be circulated.

The Means-—ends Analvsis Diagram clarifies the project's
otjectives and casual relationships. It identifies the basic
hypotheses being tested and shows the relationship of the
project to broader programs. It 1is best developed jointly in
the workshop. It develops the consensus needed to prepare the
Logical Framework and Work Lreakdown Structure tools.

The Logical Framework summarizes key project cbjectives,
clarifies measures of success, and identifies important
assumptions.

The Work Breakdown Structure (WBS) breaks the project down
into logical components. Developed during workshops, it 1is
used for preparing activity lists, budgets, and schedules.

Activity Lists break down major tasks from the WBS into
component activities, identifying the n<eded resources and
task interrelationships.

Organization Charts identify the project—specific organization
and reporting lines, as distinct from the project's parent
organization. Developed during the workshop, it is used in
designing the reporting system and clarifying responsibilities.

Agreement and Responsibility Documents summarize the roles and
responsibilities agreed to by participating organizations and
individuals concerning key project functions and activities.
Agreemant Charts are one effective tool developed in the
workshop, formal Responsibility Statements are another.




Schedules lav out the t.=mi-, a-d sequence of project tasks.
Formats incliude bar-charts, ~etworks, and sub-routines. These
may be developed in the wrrxshop based on the activity lists.

Project Milestone FPlans identify major activities, events, and
critical assumptions that the team will monitor.

Monitoring and Reporting Plans ensure that the information on
project progress, fproblems, and opportunities 1is collected,
analyzed, and reported to the right people. Tkey include data
collection and analysis plans and report formats. They can be
initiated during the workshop but usually require follow-up to
complete.

Formal Evaluation Plans identify major evaluation issues, key
questions, timing, etc. They are develcped gradually over
time but iniftiated during the first workshop.

Standard Operating Procedures identify project-unique
procedures for a varietv of topics (from budget preparation
through expense reimbursewent). They are developed gradually
over time. Topics are identified during the workshop.

The Internal Information Svstem identifies project information
needs and flows. It c.arifies the use of project files and
microcomputers to store and analyze information. It is
developed gradually over time.

The Inforwal Evaluation and Replarninyg System designates
periodic meetings for formative (ongoing) project review and
replanning. It is generally a series of .deliberately
structured meetings (monthly or quarterly).

These tools overlap with and reinforce each other. Implementation
planning requires the kind of thinkirg embodied in all thuse tools.
The completed tool is proof that the team has completed the thinking
process. Each tool supports onge or more of the tasks, and each task
may call for several tools. The figure on the next page shows which
tools are most helpful at each step.

Completing these tools is not a matter of "filling out forms.”
Rather, the tools summarize the results of the team's deliberatioms.
They do not necessarily replace the forms or documents mandated by the
organization. These are forms necessary for bureaucratic needs but
insufficient for implementation needs. Rather, developing these tools
helps comply with bureaucratic requirements in a meaningful manner and
actually builds an operational management system.

In evaluating projects, we .ave noted that struggling projects
genetally do not have the tools listed here. Their absence reflects
the lack of sufficient planning, which may be why the projects are



FICURE ]

HOW MANAGEMENT TOOLS SUPPORT KEY PLANNING STEPS

!. ACTIVATE THE PROJECT ~ Project Charter

Strategy Statement

2. ESTABLISH THE PROJECT Agreement & Responsibility

a4

ORGANIZATION Documents
Organization Charts
Standard Operating Procedures
3, DEVELOP IMPLEMENTATION @& Means-e:ids Analysis & Work

PLANS AND SCHEDULES Breakdown Structures

,/’/}

Logical Framework
N
Activity Lists
Scheduling Methods
4. OBTAIN PROJECT d‘— Project Milestone Plans
RESOURCES

//,Formal Evaluation Plans

5. ESTABLISH THE & Internal Information System
INFORMATION AND
CONTROL SYSTEM
Informal Evaluation & Reporting
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suffering. Perhaps the key value of tools is in providing evidence
that the planning process necessary for success has been done.

The next chapter describes the five-step planning process in more
detail and suggests how these tools are developed and used.

_12_



CHAPTER FOUR: HOW TO PLAN FOR SUCCESSFUL
IMPLEMENTATION

OVERVIEW

This chapter explains a five-step implementation planning
framework in greater detail and discusses issues for the team to
consider. As you read this, before the planning workshop, make a list
of points concerning how the planning task relates to your project.
During the workshop, the team may want to review specific sections
together, then discuss the project implications.

Remember, this framework is general. Not all the tasks will
apply equally to all projects. For example, if the project is already
underway, many of the initial tasks will have been started. But even
if the project is underway, many tasks deserve to be examined again.
Others are continuing tasks which the team will continue addressing
during the life of the project.

Several references are made to modules in the PAMCO g/ Project
Planning and Management Series. These wodules explain the management
tools in greater detail. Trainers assisting project teams to apply
this approach should read The Action-training Approach: Guidelines
for the Trainer, available from DPMC.

STEP 1: ACTIVATE THE PROJECT

CONF 1AM Dmnlp plon L |Docis Bl Lolos ban CBTAIN INTERWM

PRATECT | et PROJECT  |UNIGEES  |Roject fomdng|
& Resoutees

PROVAL [ELTIL ICHARTER [ ora dommems
ROC[SSES @ e i3

wanl
Oorily raconubbtias | o e el :gn'éuwbv"‘ vares u\
Fuvew b | Daporuma v, 8AC] D12 e o bes el
e (o aprenrg PO PEY mms a whon deen e
. PO, e Wth, B0 | Ang ot pait OMtee 5‘:"“‘“"" resson: 0
e whidas, rtloiomn b ek (oo

2/ PAMCO stands for "Project Analysis & Monitoring Co. Ltd.," a
parastatal in Jamaica which developed these modules with
assistance from DPMC.
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Project activatior means getling the project started. This
involves reaching agreemeul anong participating organization units
regarding the project scope, their respective contributions, the
personnel and financial inputs required, and similar topics. While
this has been ccnsidered during design, those issues aeserve to be
reviewed and rearfirmed or revised to fit current conditions. Many of
the tasks described here would start many months before the project
formally begins.

Here are some points which describe the seven key tasks in
project activation.

Eslablish
Project slart-up
Establish Project Start-up Working Group vam&m

Project start-up involves many details over time that are best
performed by a temporary working group. Form a Start—-up Group, an ad
hoc committee that will disband once the project 1is underway. This
Start-up Group begins operating long before the praject agreements are
re..y for signing. Personnel alreadv involved in the project (such as
the U.S.A.1.D. project officer, the prime agency sponsor, and a finance
ministry representative) will be kev working group members.

As project start approaches, this group should be expanded to
include others whose support and cocperation is vital. This includes
other representatives from the project's parent organization, from
other participating agencies, and from other units which will have a
continuing policy or key support rocle. Group members will include key
implementors plus those a level or two above operations, such as
office directors. If possible, keep the group to between 12 to 18
persons; groups larger than 20 are cunbersome.

The host country project director/manager should be made
secretary of the Start-up Group. By doiug so, work initiated by this
group is smoothly transferred once their term ends. The working group
should agree to meet frequently during start-up to resolve issues and
take actions.

To be most effective, the Start-up Group should document its
work. Put the results of decisions on paper and surmarize key

meetings by follow-up letter or memoranda.

This task has been completed when the Start-up Group is operating
and meeting as often as needed.

_14_



REVIEN/
Review Project Documentation Mmtm
Duol'l]ﬂ PAREA
-Lzonfgram agrement
~CopuretHasing doaument s

-Ome leqol, teocnwonl | 4
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The Working Group skould review all project documentation to
ensure complete and proper form and to highlight issues which will
affect project implementation. Include in this review Project Papers;
technical studies; legal, financial, and political guidelines,
directives, and agreements; and oificial docuvments related to project
authorization and budget (such as cabinet approval, ministry appraisal
and approval, and loan agreements). Key portions should be condensed
and mude available in the language of both donmor and recipient country.
Transl!ating U.S5.A.1.D. English-language documents is essential 1f
these are to be read and understood by host country personnel.

This task is complete when major documents are assembled, key
ones translated, and copies circulated to all members of the Start-up
Group.

CONFiRM

PROTECT
PROAAL
ROCESSES

Conify rsponsbibties o
Meniair 3 | Dapremiss, u oAl
oo {or approving prO°
pOMS | Soned Wity ord

Confirm Project Approval Processes

By what process will project budgets and plans be developed,
reviewed, and approved? Avoid delay and confusion by agreeing on this
and putting it in writing. The 3tart-up Group should decide who
reviews and approves various components of the implementation plans
and ensures this process will produce timely reviews.

This task is complete when the procedures are written down, and
the approval process is operating for any current decisions.

D-udq: plon Lo

T?eel

Develop Plan for Meeting Conditions Precedent cg!.p.rrle"
PRECEDENTS
< 31

P e

P12
P Y v

Ana tOm pitie OMwr
Wl reparements

What conditions in the loan and grant agreements must be met
prior to disbursement of project funds? The meaning of such
Conditions Precedent (CP's) and required evidence they have been met
ghould be clearly understood by the implementing organizations, with
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action started to swiftlv meet them. Because release of project
funding depends on satistving Concitions Precedent, the Start—up Group
should make clear action assignments and closely monitor progress.

This task is couplete when action is underway to meet unfilled
CP's, with the action agents, steps, and schedule defined.

Dracko Breel

PROJECT

ot
Oaree

Develop a Brief Project Charter

vhon deenbes prQpeet
,Cagrhves , reofon:
shidas, relodanangs

One of the committee's most valuable early tasks is to write a
Project Charter, a brief document stating the project goals,
organization responsibilities and authorities, and the principal
factors bearing on the project. Keep this document short (not more
than five pages) or people will not take the time to read and
understand it. Write it in both Fnglish and the local language, and
make multiple copies. The Proiect Charter is useful for briefing
senior officiwzis, informing interested persons and agencies outside
the project and orienting new stafl.

The relevant authorities should sign off on the project charter.
Ite formal approval by the project director makes this an "official”
document that can be referenced in the future.

Estab ban

Establish Project Linkages . ::::::m mem

"‘E‘Wl"f" Umid
~Proed D haarey

- Oirer Doory

- o

S50 e

Whose involvement is vital for the project to succeed? Because
few projects operate within the boundary of one organization, it is
necessary to determine the nature of linkages or liaison with others
who are involved - policy cr steering groups; contractors oOr contract
administrators; project administrators; project beneficiaries; and
organizations which provide funds, services or other support (such as
facilities, equipment, procurement, and transportation).

Some linkages will already be established. Others must be
created with parties not yet involved. Project linkages can be
established through orientation meetings conducted by the Start-up
Group. The Project Charter is especially useful for these sessions.
Document such meetings by follow-up letters/memoranda to outline
agreements reached concerning the relationship, participation, or
contribution expected from each group.
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Meetings in process, with follow-up documentation, are evidence
that this task is underway.

CBTAIN INTERIM
Obtain Interim Project Funding and Resources &

o

® |
@

Can the project team organize and begin work before major funding
arrives? There may be time delays before project funds are available.
The committee should ensure that the team can begin working as early
as possible by providing it with interim support (e.g., supplies,
secretaries, facilities, office space, travel funds, staff salaries,
and equipment).

Interim funding resources should be provided and steps taken to
secure a permanent budget. Confirm the prc,ect's financial
arrangements an. assign working group members to mecaitor, follow-up,
and "push” necessary paperwork in both the donor and host government
bureaucracy.

This task is complete when the prcject team can operate
informally and the Start-up Group verifies that project funding is
being incorporated into local and national budget estimates for the
appropriate years. The group verifies local-level project-funding
arrangements to ensure that these monies are firmly committed to the
project and will be available when needed.

The Start-up Group's ultimate objective is to "go out of
business."” Atter a project implementing team 1is established, knows
the project, and begins to function, they can disband. Some members,
however, will continue in project operational roles. The committee 1s
generally responsible for all of Step ! and the initial tasks in Step
2 depicted by the cart, but this will vary by project.

STEP 2: ESTABLISH THE PROJECT ORGANTIZATION
Assign Duermane OBTAIN OTHER  |omyt mar aeirms o DEVELDP Comrruncase
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Project failure is often due to organizational failure, the
inability of the implemenring organization to control resources and

execute the project.
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cause confusion regarding wre does what, who controls what, and who is
responsible for what and whom. Because of its importance, the project
organization must be carefully defined in relation to the needs and
characteristics of both the project and the sponsoring organization.
To make the project work, administrative procedures, lines of
authority, and areas of responsibility must be carefully structured.

The purpose of Step 2 is to clarify the nature of the project
organization: to describe roles, authorities, responsibilizies, and
relationships. This is vital as most projects involve a unique,
temporary project organization operating within an existing,
estahlished parent organization.

This step involves reviewing the basic structure of the project
organization, defining the functions and responsibilities for all key
positions, creating workable mechanisms for authority over personnel,
and ensuring that project staff are designated and made available when
needed. Step 2 is initiated by the Project Start-up Committee with
the Project Implementation Teanm assuming greater involvement at
approximately Task 3.

The various forms of project organization range from complete
submersion in the existing structure, through matrix situations where
an in-house project office draws from resources throughout and outside
the organization, to the establishment of a completely new
organization unit.

Assign Project Manager and Initial Staff

Staff resources typically consist of a project manager (full or
part-time) and some administrative and technical project staff.
Frequently, most project personnel remain under the authority of their
respective department heads.

Action should be taken to get the project manager and initial

staff ascigned to the project as early as possible. This may require
securing replacements for their other duties.
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Determine Organization Structure and Location

How ran we ensure that the project organization can operate
sufficiently free of bureaucratic constraints to get the job dome?
While basic decisions regarding the locaticn and nature of the project
organization have been decided tentatively, these must be reviewed and
their operational implications examined. Questions to be explored
candidly include:

-]

Will project staff have sufficient access to decision-makers?

What authority will the project manager have? 1Is this
sufficient?

What organization procedures are likely to inhibit project
operations? How can we bvpass them?

What should be the relationship of the project vis-a-vis the
parent organization concerning such support functions as
procurement, administration, bookkeeping, finance, and
training?

What functional capabilities must the project organization
"make,” which can it "buy” from elsewhere?

Who will be on the policy or steering committee, and what will
be its role?

Because most projects use persons on temporary Or part-time
assignments, all aspects of project organization must be carefully
defined and documented. Begin by drawing a Project Organization
Chart. From this, the team can draft a Statement of Functions and
Responsibilities for each project position.

This task has been initiated when the team prepares these two
tools -- the Prouject Specific Organization Chart, and the Statement of
Functions and Responsibilities (see Module 5).
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OBTAIN OTHER

Obtain Manpower Commitments

What manpower resources does the project need? How will these be
obtained, and who will supervise them’ Because most agencies lack
skilled staff, projects seldom have a full personnel complement.

Thus, part-time and temporary personnel are required, and a play is
needed to get them.

The project schedule, activity descriptions, and manpower charts
provide the basis for identifying what kind of manpower is needed,
when, and for how long. Negotiations regarding manpower commitments
should be documented with written Manpower Agreements. These
agreements must be clear; otherwise personnel tend to give priority to
the routine work assigned by their supervisors.

The question of how wuch of Step I should be done by the Start-up
Group versus the Project Team will depend on how quickly the Project
Team can mobilize. Certainly the Start-up Committee will make or
reaffirm some basic decisions about organization siructure, roles, and
responsibility. But, equally certain, the implementors must go
through a similar exercise to work out the details. The Start-up
Group 1s usually responsible for all of Step 1 and the first two tasks
in Step 2; primary responsibility for completing the planning/steyps
then shifts to the Project Team.
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Reaching 2greement on the roles and responsibilities for key
aspects of the project is necessary to avoid confusion.

Agreement Charts (also caller Linear Responsibility Charts) are a
useful tool for describing the roles, relationships, and
responsibilities negotiated among team members. Agreement Charts
identify project "actions” (key tasks or activities), project "actors”
(the individuals and organizations involved), and the type of
responsibility (e.g., supervises, approves, participates, is formed).
Such charts help coordinate project operations and should reflect the
whole complex of organizational relationships, including administrative
and liaison persons as well as direct project personnel.
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While useful, Agreement Charts only partially depict project
authorities and responsibilities. Supplement these with written
Responsibility Guidelines which {dentify the responsibilitles and
authorities of key project personnel and groups. These include senior
sponsoring agency or Ministry officials, coordinating committee
officials, project manager and director, key activity managers,
liaison personnel from all linked agencies or groups, and liajson
personnel from the sponsoring agencies. Such guidelines are easily
developad from the Agreement Charts and answer such questicns as:

° Who has the authority to change project schedules?

° Who has the authority to substitute project resources?
° Who can modify the project or any of its activities?

° Who has approval authority over contingency funds?

° Who is responsible for obtaining resources?

° Who is responsible for resolving cost, schedule, and
performance issues which the team cannot resolve?

What reports are required and who prepares them?
This step is underway when the team jointly develops and types up

for distribution Agreement Charts covering key aspects of the project
and from them prepares Responsibility Guidelines (see Module 6).
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Prepare job descriptions for all project team members, both part
and full time. (The most accurate job descriptions can be written
after preparing the implementation plans and schedules in Step 3.)
The project manager should ensure that each individual understands
them and forward copies to their regular supervisors for concurrence.
Job descriptions should be revised annually to reflect changes in the
project.

[DEVELQP
eraling
Develop Operaiing Procedures ecires
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Can the project operate within the bureaucratic rules,
regulations, and tradition of the parent organization and still get
the job done? The project team must first become familiar with the
procedures of the organization, identify those which may constrain
operations, and find ways around them (possibly by seeking exemption
from certain procedures). Because the project organization is unique,
it may be necessary to develop administrative procedures unique to the
project.

Prepare a brief Procedures Manual for reference throughout the
project (to be updated as procedures change) arnd circulate this manual
to all staff. This task is underway when the Project Team defines
gome items to include, and work is underway to prepare them.

Commurucate
Communicate Project Organization Q) J {3
Ovonizationll
and Procedures
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How the project team communicates their plans and agreements to
others depends upon the nature of the project and the organization
relationships. It is extremely effective to compile and formally
circulate to all relevant units a Project Information Package which
includes manpower and resource agreements, organization charts,
authority and resource agreements, organization charts, authority and
responsibility descriptions, budgets, schedules, and other approprlate
documentation. Much of this documentation can be developed in the
start-up workshops. Send this package using official letters and
memoranda signed by officials senior enough to command attention and
authority.

This task is complete when the package 1s developed. Whether or
not it is formally circulated, the basic package comprises key
information useful for project operations.

STEP 3: DEVELOP IMPLEMENTATION PLANS AND SCHEDULES
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When the project team agrees upon gcals, objectives, and
strategy, it can identify specific outputs, prepare realistic
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workplans and schedules, develop accurate budgets, and write
individual workplans. During Step 3, the project team prepares these
practical operational documents.
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Will all project personnel see the project in the same way? In
the beginning, probably not. Staff will vary widely in their
perceptinns of the project, depending on their past experience with
other projects and familiarity with this one. Somewhat different
views are likely to be held by the USAID project officer, the host
country project manager, each imylementing agency representative, and
outside contractors. But mutual understanding and agreement on the
total project is vital to ensure integration of its component parts.
Tor this reason. the team planning workshops usually begin with
activities to reach commen understanding.

There are several powerful toouls the team can use to reach this
understanding. First, develop an Objective Tree or Work Breakdown
Structure depicting the full set of project objectives. From this, a
Logical Framework can be prepared to further clarify project
objectives, measures of achievement, and important assumptions. Pay
particular attention to deflnlng the project hypothesis and EOPS (the
conditions expected at project's end).

While U.S.A.I.D. Project Papers include a Logical Framework,
there is a big difference between one prepared by designers to obtain
project approval and one prepared by implementors to guide execution.
The former is often pro-forma; the latter represents reality as seen
by those who will carry out the project.

The team, of course, does not have the freedom to throw out the
original design and begin anew. Rather, their interpretation must
reflect the original project purpose. But they can and should make
revisions to reflect changes in conditions since the original was
written and develop project plans that are realistic and
implementable.

This step is complete when the tools are developed jointly by the
procject team (see Modules 1, 2, and 3).
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Define Key Project Outputs

Agreed upon strategy and objectives are the basis for defining
specific project outputs. OQutputs should clearly describe what will
be accomplished, where, and in what time frame, along with how
performance will be measured. Work Breakdown Structures and Logical
Frameworks are useful analytic tools to break down compiex project
ngéctives into specific outputs and activities for each output. This
step is complete when the team identifies the outputs to be reached
over the project life and during the upcoming year.

Realislic
P'u::t Schedules

Prepare Realistic Project Schedules ' =
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From the statement of outputs, the team can defluz activities
necessary to produce the outputs along with their sequence, timing,
and resource requirements.

Activity Worksheets help identify the work that comprises each
project task or output and indicate the persons responsible, the
estimated time required, the resources needed along with probable
sources, and costs in pertinent categoriles (e.g., personnel, material,
transportation, and equipment). Take time to make sure all key
activities are included. These activity sheets make it simple to
calculate project cash flow and disbursement patterns and can be used
to monitor activity progress.

The Activity Worksheets provide the basis for developing three
different types of more detailed schedules -- bar-charts, the network,
and sub-routines. Bar-charts are a useful general tool for scheduling
the entire project or selected elements. Networks are helpful when
there are many interrelationships among project activities.
Sub-routines are recommended for scheduling repetitive activities such
as procurement and payment processing. This step is complete when
schedules are developed in adequate detail for carrying out and
monitoring implementation steps (see Modules 4, 7 8, and 9).
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Critical Activities

The team also identifies critical activities which significantly
affect project cost, schedules, and/or technical performance. These
include long lead-time activities such as procuremert, ite..s on the
critical path, high cost activities, key assumptions, and others with
major performance implications. During the planning workshop, post a
master list of critical activities and add new ones as they are
mentioned. This will ensure that they are not forgotten. This task
is complete when critical activities are identified and included in
the menitoring plan.

Develcr Raclate
FRCUECT
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Develop Realistic Project Budgets

From information developed in the preceding tasks, the team can
prepare accurate project budgets and plans for using manpower and
physical resources. It is useful to develop budgets for each output
by estimating the cost of each a-tivity in relevant budget categories,
then sum them up to reach a total. Budgets are most realistic when
derived "bottomup” from actual work requirements, rather than
mandated by fiat or budget available. Prepare budgets in the most
useful format and ensure that modified budget requests are properly
channelled if analysis shows different needs from the current tudget
request. This task is completed when a current budget sufficient to
meet project needs (as defined by the team) is developed (see Mcdule
20). .
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From the tasks completed in Step 3, the project team can prepare
individual action plans which specify what each person does, when,
where, and with what resources. These action plans should be approved
by the project manager and updated on a regular basis throughout the
life of the project.
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An action plan for each ind:vidual oOr ~rganization unit should be
a specific outcome from each workshop. These should identify project
implementation responsibilities plus special action items identified
during the workshop.

Develep
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Project evaluation can be defined as systematically examining the
past to better control the project's future. Preliminary evaluation
plans should be developed during implementation planning to make
evaluation more useful to the project team. By considering evaluation
issues early, the team can identify the information required and
initiate data c>llection so sufficient data is available when needed.
When evaluation planning is deferred too long, the quality and value
of evaluation findings is reduced.

One simple way to begin developing an evaluation strategy is to
ask "What questions we would like to have answers to, and when would
we like to have those answers”? Evaluation questions vill generally
address purpose and goal achievement and focus on uncertainties in
the project strategy. Evaluations should be timed to generate
findings in sufficient time to make project decisions, such as just
before a rew crop season, budget submission, or other decision poirnts.
Strategic evaluation planning includes identifying who needs to be
involved and taking steps to gain their cooperatiomn and participation.

In addition to periodic summative evaluations which measure the
project's impact in terms of higher-level objectives, the team should
commit itself to more frequent, informal foruative evaluations during
which they thoroughly examine significant project issues -- changes in
key environmental characteristics, adequacy of project resources,
performance of major actors, input availability, output achievement,
and progress towards purpose. Quarterly team meetings to examine such
issues is a good method. Evidence that this task is underway is a
preliminary list of evaluation issues developed in the workshop.
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STEP 4: OBTAIN PROLECT RESOURCES
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Obtaining resources continues throughout the project, but the
procedures must be put in place before implementation begins. The
purpose of Step 4 is to ensure that adequate resources will be
available where and when needed. During previous steps, the team
established resource needs. 1In this step, the team reviews the
procedures for getting those resources.

Project resources can be grouped into three types: financial
(for salaries, per diem, travel, etc.); human {project staff and
technical assistance); and material (equipment, supplies, and
facilities). While thev may not actually procure the resources, the
project team must know the procurement process to establish schedules,
initiate proper documentation, and monitor status. Key points for th.
team to consider follow.
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During this task, the team verifies that necessary budget
requests are made and ensures that those requests are sufficient.
Having funds available when needed to use as intended is a necessary
ingredient for smooth implamentation. To do so, the project team must
understand the funding agency's procedures and regulations and learn
to make them work.

Examples of frustrating financial problems are easy to find. The
government's financial picture and cash flows may change during the
fiscal year, forcing adjustments in project allocations. The original
budget may restrict funds to certain expenditure categories which no
longer fit project needs. Inflation may put the original budget
estimates out of lime. Because of these and other reasoms, project
managers must be able to anticipate possible financial problems and
react quickly to those which cannot be controlled.
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During Step 3, the teamn identifies actual budget needs. These
must be reconciled with possible project allocations. It may be
possibla to get increments to the project budget and this should be
pursued if necessary. This task is complete when projec:
disbursements have been forecasted and any necessary budget request
revisions made (see Module 19 and 20).
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Project staff needs (the type, numbers, timing, and source) were
jdentified in earlier tasks. During this task the team reviews
procedures to ensure staff are available when required.

The project team should anticipate the long lead times needed to
coordinate schedules with other departments or projects and allow
adequate time to create new positions and recruit staff. Getting
staff and technical assistance tzkes time -- these processes are often
over-simplified in project plans by both government and donor
agencies. The team identifies all necessary administrative steps and
constantly monitors progress and staff procurement.

For projects involving technical assistance, the team should
develop (or review) the contractor selection criteria. Pay particular
attentior to contractor work statements and contracts to ensure that
they clearly identify what contractors are accountable for. The
completed scopes of work and related documentation are evidence that
this planning task has been completed.
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The management strategy for obtaining supplies, equipment,
facilities, and materials is essentially the same as that for staff
and funds -- identify needs, understand the process, and monitor
progress. The team reviews the hasic agreements and policy decisions
concerning procurement (e.g., local source, U.S. origin, or code 941),
develops lists of items needed, and writes procurement specifications.



While administrative units in the sponsoring agencies will
usually do the actual procurement, the project manager should be
familiar with the procedures and documentation in order to identify
liaison persons, establish timetables, monitor progress, exert
influence, an so forth. Agreement charts can be used to outline the
responsibilities of all agencies irvolved in obtaining -esources. The
completed procurement plan is evidence this task has been considered.

STEP 5: ESTABLISH THE INFORMATION AND CONTROL SYSTEM
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Project monitoring and control is what keeps the project on
track. During Step 5 the team begins dasigning a Project Management
System (PMS). The full PMS cannot be developed in one meeting;
several meetings will be necessary to agree on the major parameters,
with additional work between meetings to develop the details. In
fact, the PMS will grow and evolve during the project.

Control is based on implementation plans, but deviations from
plans should be expected. The purpose of a functiouing PMS is not to
enforce conformity to plans but to detect when deviations fall outside
tolerable limits and alert management when they do.

Monitoring is distinct from evaluation. Monitoring measures
whether the project is on track; evaluation questions whether it 1s on
the right track. Project monitoring is concerned with project imputs,
outputs, and purpose and compares actual short-term performance with
that expected. Evaluation examines the longer term achievements,
effects, and impacts of the project. Monitoring is a continuing

process, while evaluation is a. periodic event.
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The first task in PMS design is to determine who needs what
information and why., A PMS generully serves at least three management
levels — managers of individual project activities, the overall
project mauager, and the project's executive or sponsoring agency.

The information a PMS provides should reflect the nature of decisions

- 29 -




and actions that each leve! is responsible for. Each management level
requires appropriate (and usually d::ferent) information to mzke
informed decisions concerning strategv, schedule, budget, and so
forth.

This task draws from the results of Step 2 in which the tean
determined the overall project organization structure and defined
roles and responsibilities. The team now identifies decisionmaking
responsibilities in greater detail. (This may require dialogue with
higher levels.) When decision roles are agreced, the team can specify
{nformation needs in terms of type, format, frequency. timeliness, and
accuracy required (see Modules 31 and 41). This task is complete wher
the team develops a statement of information needs at each
responsibility level.

[

Identify Milestones to Monitor and Control

The project team must first choose what aspects of the project to
monitor and control, then identify key project milestones. The three
basic control areas are time, cost, and performance. These three can
be monitored at the level of project inputs, outputs, purpose, and
linking assumptions.

The choice of what to monitor has important consequences because
monitoring costs both money and staff time. Project staff cannot
monitor all aspects of the preoject with equal attention. Rather, they
should select areas related to the project's key hypotheses, areas of
uncertaintv, and critical elements. To be practical. the number of
indicators in any one area and at any one level should be small enough
for realistic monitoring but large enough to adequately measure
project progress.

Define
Rerformance ¢

Define Performance and Progress Indicators pﬁwﬂﬁ‘
Indleatoy
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After identifying areas to monitor, the team selects appropriate
performance indicators. The project team should attempt to identify
leading indicators of performance, because evidence of project
accomplishment may not appear for years after proj:zct start.
Consider, for example, a small-scale irrigation output that includes
establishing effective farmer water user associations. Because it
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takes a long time to measure effeciiveness, the project team should
monitor leading indicators such as farder attendance at organizing
meetings, degree of participation, and others which indicate probable
future outcomes.

The completed milestone plan, listing the accomplishments
expected at each mil.stone, is evidence that this and the previous
planning task have been finished. The milestone plan may be in
bar-chart , network, or other format and is updated throughout the
project (see Modules 8 and 42).

IDENTIFY
Lol FORNATIUN
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Analysis Methods

A critical monitoring responsibility of management is to compare
actual with planned performances, identify deviations, and forecast
probable future trends.

Where will the project team get the data to monitor performance?
The team reviews indicators thev have selected to determine if sources
already exist or whether (and how) they many be created.

In many cases, information sources will already exist (such as
those related to agency budget or prcject expenditures). In other
cases, information can be internally generated from activity managers
or a monitoring committee. It may also be necessary to seek external
assistance to generate and process data (e.g., baseline studies from
the Department of Statistics).

The tearw must also consider how they will analyze the
information. In recent years, powerful and low-cost microcomputers
have been developed. Microcomputers are ideal for many tasks involved
in storing, analyzing, and producing project information. The project
team should examine the ability of microcomputers to assist their
information analvsis needs. The project team can use microcomputers
to:

create data bases describing activities and their costs,
resource requirements, output specifications, and dependent
activities.

maintain a record of performance and update activity
descriptions based upon actual conditions.

create project master plans and schedules und track milestone
progress.



create realistic prorect manpower and resource plans for
optimum allocation of prorest resources.

develop integrated financial plans and budget across
departments, line item categories, and functional components.

assist in rapid analysis of alternative financial plans and
their implications for the total project or any component.

maintain information and plans for machinery and equipment
procurement, assignment, utilization, and maintenance.

create standardized reporting formats which facilitate useful
reporting relative to plans and performance and rapidly
prepare project reports and documents.

make projections of cash flows, manpower use. purchases, and
schedules and analyze any changes which may be encountered or
anticipated.

quickly produce visual displays of summarized information,
compare and display related information in easily understood
worksheet and graphic formats.

set up account information and update financial information on
allocations. commitments, expenditures, and remaining
balances.

automate project files, including searching, sorting, merging,
reorganization, retrieval, and scanning capabilities.

sort ard analvze baseline and evaluation data for formative
reviews at field and operational levels.

conduct statistical analysis in graphical form so that
relationships and trends can be visualized and understood at a
glance.

display graphics using line charts, area charts, bar-charts,
pie charts, high-low charts, scatter charts, etc.

This planning task is complete when the project team has
jdentified how it will obtain and analyze key project information.



Set Up and Maintain Project Files

During implementation much project information will be generated.
How will the team organize this information so that it can easily be
retrieved and used when needed? A plan for filing project information
should be developed early. Otherwise, the files will be disorderly
and disorganized.

Major categories of information to be filed include general
project information, correspondence, reports, organization data,
budget and costs, schedules, work progress, :valuation, technical
performance, contractors, and others.

This task is underway when the team establishes appropriate
information categories and has procedures for filing and accessing
information (see Module 38).
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The project team needs to establish an effective internal
planning, information, and communication systeuw. Decisions can be
made during workshops concerning how often and when various groups
will meet, how the agenda will be set, and how the results will be
communicated to others.

Set Up An Internal Communications System

This planning task is underway when the teca makes preliminéry
decisions on future meetings, informatjon flows within the project
team, and standard operations procedures.
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The purpose of a reporting system is to provide the right
information to the right people in the right format at the right time.
This often requires creating reporting documents specific to the
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project. The standard reporting svstem of most organizations is
usually geared to routine operatlons and does not provide the
information needed to manage development projects. Standard formats
are less useful because they generally have descriptive rather than
analztical information, & past rather than a future orientation, and
an input rather than accomplishment focus.

Effective project reporting formats include the following
information elements:

° PROGRESS SINCE LAST REPORT -- activities started/completed,
outputs produced, etc., based on implementation plans.

° CURRENT OR POTENTIAL PROBLEMS -- and steps being taken or
steps needed to resolve problems.

° ACTIONS REQUESTED -- including the specific action required,
by whom, and by when.

° CHANGES IN PROJECT APPROACH MADE OR RECOMMENDED -- discussing
any changes in current implementation strategy and plans.

° OTHER ISSUES OF INTEREST OR IMPORTANCE -- including eviderce
of progress towards purpose, new opportunities, etc.

fter preliminary report formats are developed, a good way to
summarize the system is to construct an Agreement Chart showing who
makes the reports, who must receive them, who must approve them, and
who must be consulted or informed.

Not all information should be sent to everyone. Information
generated at lower levels must be analyzed, condensed, interpreted,
and complementad as it moves to higher managemeat levels. The test of
the total information system is its capacity to keep decision-makers
at all project levels informed so they can respond as significant
deviations occur.

In practice, the PMS will be modified and fine-tuned throughout
the project. It will evolve incrementally as the project team learns
how to best provide reliable, timely information to assist
decisionmaking. This task is underway when reperts are being
generated (see Module 37).

SUMMARY

The implementation planning process just described can
substantially improve chances for project success. Some people may
consider this process a lot of work and question whether such thorough
planning is necessary. The answer is yes. Otherwise, project delay,
confusion, and low performance are inevitable.
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The only real questiun i{s wnen tc co it. The project team can
{nvest a modest amount of time ear!v to build the management
foundations, or it can spend much more time later fighting the
problems caused by lack of prior planning. As a project officer once
said, “"You can pay now, or you can pay later; but you have to pay.”
By therough implementation planning early, the cost is less and the
payoff greater.

Keep in mind that many of these tasks are not one-time actions
but continuing requirements during the life of the project. These
tasks can be initiated in 2 three to five day planuing session, but a
series of follow-up workshops will be necessary to continue the
process.

The degree to which development teams embrace the spirit and
practice of project management and commit to the necessary planning
provides a visible measure of team effectivencss and serves as a
reliable leading indicator of probable project success.

- 35 -



ANNEX

Project Planning and Mansgement Series:
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- Planning for Project Implementation

Project Planning

Project Management

Small Farms Implementation Planning
Defining Project Objectives (Objective Trees)
The Logical Framework

Work Breakdown Structure

Activity Description Sheets

Project Organization

Linear Responsibility Charts

Project Scheduling - Bar Charts

Bar Chartirg for Project Control/Scheduling
Project Scheduling - Network Analysis
Milestones Description Charts
Resnurce Planning & Bucdgeting

The Role of PAMCO

Project Technology Analysis

Demand Analysis

Market Strategv Analysis

Project Area Analysis

Project Costs & Benefits

Project Profile

Financial Analvsis

Cash Flow Analysis

Discounting

Net Present Worth Analysis
Cost-benefit Analyuis

Benefit-cost Ratio Analysis

- Internal Rate of Returns

Social Analysis of a Project

Economic Analysis of Projects (including Border Pricing)
Financial Statements & Ratios

Project Selection & Ratios Analysis

Brainstorming

Decisionmaking System for Projects

Project Institutional Environmental Analysis

Ecological Analysis for Projects

Introduction to Contracts, Jamaican Contract Documents &
Tendering Procedures

Selection & Use of Consultants

Project Documents for Planning & Implementation

- Report Writing for Projects

Project Files

Formats ror Pre-feasibility & Feasibility Studies
Motivation of Employees and Personmnel Evaluation

Design of a Project Management Control System
Evaluating & Forecasting Project Progress & Performance
Project Termination

Introduct:ion to Lending Agencies

Organizing and Conducting Conference Meetings
Withdrawal of and Accounting for Loan Funds in the
Financing of Projects
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