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U.S .A.I.D. .program/project management cycle 

ENABLING OBJECTIVES: 

In order to accomplish the Termnal Objective, the participant will: 

Explarn how managing for results can be appliedto U.S.A I D. programlproject management. 

Discuss the orgamzatron 0fU.S A I D 

Exp1arnU.S.A.I.D. orgamza~onalrole andresponsibilihes 

Describe the three parts of an U.S.A.I.D. strategic plan 
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Project Management can, and is being used for projects such 
as: 

Increased paddy rice production by small farmers 

Improved secondary health care of rural popula- 
tion on a sustainable basis. 

Operational capacity of Naoonal Development 
Bank (NDB) increased 

Forestry & Natural Resource (FWR) policies and 
projects implemented in target countries 

Today, project management has matured and is being widely, 
and successfully, implemented in industry and government 
organizations. It has become an essential element in the 
strategic management of many of these orgamzations. As 
evidenced by the above examples, U.S.A.I.D. has adopted a 
project management approach to support it's organizat~on's 
strategies 

Within U S A.I.D., project management is being used at all 
organizational umts includ~ng bureaus, missions, operating 
units, and the Agency itself. 

NOTES: 

APPLICATIONS & IDEAS: 
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Managing for Results 

On August 3, 1993, Congress passed a law called the 
Government Performance and Results Act of 1993. Ths  law 
was included in the Appendix. 

Briefly stated, this law requires that government organiza- 
tions engage m strategic planning, goal setting, project 
management, and are answerable to the public. U.S.A.I.D. 
has taken stock and is integrating the requirements and logic 
of the law into its way of doing business 

President Chnton, upon signing the Government Perfor- 
mance and Results Act of 1993, sad: "This law simply 
requires that we chart a course for every endeavor that we 
take the people's money for, see how well we are progress- 
ing, tell the public how we are doing, stop the thlngs that 
don't work, and never stop improving the thlngs we think are 
worth investing in." 

NOTES: 

To comply with this law and successfully "manage for 
results," government agencies, including U.S.A.I.D., must 
know where they are going and how they intend to get there. 
"Where they are going" is the objectives and goals of the 
agency or organization; "how they intend to get there" is the 
planned strategy and action plans. As the strategy is imple- 
mented and action is taken, certain measurable results let the 
agency know they are on the nght track to achieve its 
objectives and goals. Identifying useful and practical ways to 
measure success is essential to managing for results. 
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Agencies that successfully manage for results provide strong 
top-down leadership for effective bottom-up decision-mak- 
ing They have clear pohcies, pnorities, and operating 
principles, but trust their line managers to know best how 
these principles apply in specific circumstances. They em- 
power managers to make decisions, and tolerate occasional 
failures, but hold managers fully accountable for learning 
from experience. 

Managing for results, in other words, represents a radical 
shift in the way most agencies do business -- a fundamental 
change from a bureaucracy of worlung to the rules and 
managing inputs, towards entrepreneunal nsk-talung, cus- 
tomer service, and a consistent concern for the performance 
bottomline. 

U.S.A.1.D is now fully c o m t t e d  to reinvenhng itself as a 
more efficient, effective and results-oriented organization -- 
an Agency that not only manages for results, but that aclueves 
results of which all Americans can be proud. What follows 
summarizes the policy for creating such a results-oriented 
Agency. 

Our Vision of Managing for Results in U.S.A.I.D. 

We envision an Agency for Internabonal Development in 
which every manager is fully responsible for planning, mea- 
suring, and managing for results; understands what this 
means, and has the tools to do it. 

APPLICATIONS & IDEAS: 
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I to redesign programs and reallocate resources to ensure 
results, and to be held accountable for the results achieved. I 
We envision an Agency for International Development in 
which bureaus rigorously review mssion and office strate- 
gies; assess thelr consistency with agency and bureau policy, 
priorities, and objectives; ensure that mssion and offices are, 
in fact, planning, measunng, and managing for results - and 
have the resources to do so; and systematically review results 
acheved as a basis for rev~sing and refining country strategies 
and for reallocating resources within and across countries 
and programs. 

APPLICATIONS & IDEAS: 
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We envision an Agency for International Development in 
whlch Senior Managerspenod~cally review agencywide pro- 
gram performance, determne whch programs are working 
well and whichpoorly, direct energy and resources to resolv- 
ing performance problems, effectively communicate best 
practices to help manages learn from experience, and achvely 
use performance information in revising agencywide polic~es 
and strategies and allocating resources 

We envision an Agency for Internahonal Development in 
whch support and service offices provide line managers at all 
levels wlth the information and help they need to plan, 
measure and manage for results. 

We env~sion an Agency for International Development whch 
is self-confident enough to share its objectives and perfor- 
mance as part of the publlc record; an agency that tolerates 
occasional failures, but demands that every staff member be 
aware of and learn from experience. 

Most emphatically, we envision an Agency for Internat~onal 
Development whch is truly the "best in ~ t s  class," which is 
recognized worldw~de as the leader In development assis- 
tance, and which effecbvely meets the needs of the people in 
the developing world it serves in a manner in whch all 
Americans can be proud 

- - -- 

NOTES: 

APPLICATIONS & IDEAS: 
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Over the last several years, U.S.A I.D. has made substantial 
progress toward becomng a results-oriented agency Thls 
progress includes: 

Strong leadership fromnew senior management in defin- 
ing a clear agency vision and values, empowering line 
managers and encouraging teamwork, affirming the im- 
portance of performance measurement, and naming 
U.S .A.I D. a government-wide "reinvenhon laboratory" 
that will reflect the best principles of results-oriented 
government. 

New agency wide program strategies and the ongoing 
development of speclfic operational guidance that will 
provlde a clear framework for mission and office perfor- 
mance planning and measurement. 

A new draft of succinct core directives (to replace 
voluminous U.S.A.I.D. Handbooks 1-4) that define 
A.I.D. ' s fundamental principles and processes in plan- 
ning, measuring, and managing for results. 

Continued planning for more consistent and comprehen- 
sive agencywide informat~on systems, including a new 
Automated Program and Budget Management System 
(APBMS) encompassing performance data that will be- 
come a key element in the A.I.D.'s corporate manage- 
ment information system (as outlined in the Agency's 
Information Systems Plan) 

An ongoing, collaborative, effort (colloqu~ally called 
PRISM) to help the Agency's line managers articulate 
clear program objectives and get and use better program 
performance information for decision-makmg 

NOTES: 
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vision statements, U.S.A.I.D. has also begun identrfying 
"best practices." Best practices are those practices associ- 
ated with the best development results and the best use of 
performance indicators 

In industry, the idenhfication of best prachces withm a 
company or its competition is referred to as "benchmarlung." 
The concept in its simplified version is to identify the best 
products, services, andprocesses, and learn from them Once 
the best practices have been identified, the idea is to take the 
lessons learned and use them to improve the Agency, bu- 
reaus, mssions, and operahng units 

Best Practices in Missions and Offices 

Best practices include: 

Managing for results works best in missions and offices 
with strong and comrmtted leadership that engages the 
entire staff in strategic planning. 

Strategic planning identifies ambitious, but achievable 
program objectrves, clear strategies for achieving those 
objectives, explicit performance targets, and appropriate 
performance measures 

Portfolio reviews to assess how well alternatrve projects 
and activities fit the objectives and strategies 

Newly created cross-functional program management 
units (formal or ad hoc teams) oriented toward the 
achievement of strategic objectives. 

APPLICATIONS & IDEAS: 
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Performance measurement andevaluation systems imple- 
mented to assess program accomplishments. 

Performance information is actively used in decisions to 
revise or temnate programs/projects, and allocate re- 
sources. 

Best Practices in Bureaus 

Bureau best-practices include: 

Bureau has assumed clearresponsibllity for assunng thelr 
rmss~on's objectives and strategies are both ambitious 
and achievable, and consistent with bureau and agency 
goals and priorities. 

Bureaus assure mssions and offices are getting andusing 
performance informahon in decision-malung, and hffer- 
ences in performance across countries and programs are 
fully understood and reflected in bureau decision-mak- 
mg. 

Bureaus routmely use performance information in re- 
viewing programs, assessing program content, and allo- 
cating resources within and across countries. 

NOTES: 

APPLICATIONS & IDEAS: 
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Organizational Overview and Strategic Planning 

The Agency tncludes: 

bureaus/offices 
msslons 
programs throughout the world 

Each element of the Agency, Including the Agency itself, is 
responstble for establtshing a strategic planning framework 
whch sets out clear objectives and performance measures. 

All strategies developed throughout the Agency, whether 
Bureau, operating unit, or program, must be developed In 
close consultation and cooperation with the appropnate 
stakeholders, including implementing agents, beneficiar~es, 
or other donors. 

The objectives of setting strategic direchon for Agency 
programs are: 

1. To provide aframeworkfor selectmg, designing, 
and carrying out assistance activities which can 
achteve tangible development results. 

2. To gutde the allocation of scarce Agency re- 
sources, both program and operational expense 
funding, to maximze the tmpact of Agency assis- 
tance. 

3. To serve as a basls for monttorrng the progress 
and effectrveness of the Agency's programs In 
accomplishing thelr objectives 

NOTES: 

APPLICATIONS & IDEAS: 
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Country Level Programs 

Developing strategic plans is Important at the country pro- 
gram level. These strategic plans cover all U.S.A 1.D.- 
funded achvities in the country, Including those funded by 
U.S.A.I.D./W or the fieldmission Again, strategic planning 
at thls level must be consistent with strategic planning at 
higher levels withln the hierarchy of the Agency. 

Regional and Central Programs 

Some Agency programs are handled through regional or 
central programs rather than country programs. The strate- 
gic plans for such programs are developed by the U.S.A.1.D / 
W functional office whch has program management respon- 
sibilities for such achvities 

Organizational Roles and Responsibilities 

For consistent and effective strategic planning, well defined 
responsibilitles are needed for U.S.A.1.D leadership. Thls 
section describes the roles and responsibilitles related to 
strategic planning for the following: 

Agency Adrmnlstrator (A1U.S.A I.D.) 
Director for Program and Policy Coordination 
(PPC) 
Assistant Adrmnistrators and Deputy Assistant 
Admnistrators 
Mission and Office Directors 
Line Officers 

The source for this informahon is the draft "Core Directives 
for the P rog ramng  and Delivery of U.S.A.I.D. Assis- 
tance." 

NOTES: 

' APPLICATIONS & IDEAS: 
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APPLICATIONS & IDEAS: 
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ASSISTANT ADMINISTRATORS AND DEPUTY ASSISTANT ADMINISTRATORS 
(AAs AND DAAs) 

Operating bureau AAs and DAAs shall carry out the follow- 
ing responsibilities: 

To set overall direction of their bureau's pro- 
grams, consistent with Agency priorities, and to 
provide guidance to h4ission and Office Directors 
on any policy or management considerahons 
specific to their bureau whlch are relevant to 
developing and implementing program strate- 
gies. 

To review strategic plans for the operational units 
under their management authority to ensure they 
conform to Agency and bureau program pnori- 
ties and are appropnate to expected resource 
availabihty. 

To ensure that a strategic plan is in place for each 
operahonal program under their authority. 

To provide management support when necessary 
to ensure that operational units get technical and 
other U.S.A.1.D /W or regional support services 
needed to accomplish their program objectives. 

To ensure that adequate procedures for monitor- 
ing program performance are in place, both at the 
level of individual operahng units and at the level 
of the bureau in U.S.A.I.D./W. 

To conduct progress reviews for the portfolios 
under their authority and ensure that actions are 
taken to respond to deficiencies that are uncov- 
ered through thls process 

NOTES: 

APPLICATIONS & IDEAS: 
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Misslon or Office Directors, or other officers with portfolio 
management authorities, have the following responsiblllties: 

To develop a strategic plan in conformance with 
the requirements set out below. 

I To vigorously pursue the strategic ob~ectives 
defined in that plan. 

To ensure that progress or lack thereof as re- 
quired by the directives below is reported wlth 
Integrity and candor. 

To redirect resources from less to more produc- 
tive activities as may be Indicated by analysis of 
program performance. 

Llne Officers with program management responsibilltles 

NOTES: 

tor. I 

Carry out their programs in conformance wlth an 
approved strategic plan. 

Monitor progress toward accomplishing the ob- 
jechves stated in that plan. 

b 
APPLICATIONS & IDEAS: 

- - 

I '"" Contribute thelrprofessiond knowledge andjudg- 
ment to the development of a strategic plan as 
may be dlrected by thelr Misslon or Office Dlrec- 
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with integrity and candor, following procedures 
established in the appropriate mssion or office 
guidelines. 

Develop recommendations for corrective action 
when program performance is unsatisfactory. 

Although this sechon focuses most on strategic planning, 
there are, of course, essential activities that follow tlus 
planmng. Let's take aquick look at where strategic planning 
fits into the concept of continuous improvement. 

The responsibilities of U.S.A.I.D. leaderslup is structured in 
such a way as to support a "cycle of conhnuous improve- 
ment" that has been used in industry for several decades. The 
figure below shows this cycle which is often referred to as the 
Demng Cycle, Shewhart Cycle, or PDCA Cycle. 

This cvcle can be ex~lained as follows: 

' APPLICATIONS & IDEAS: 

Developed by GPS Technologies, Inc for the U.S. Agency for International Development I- 17 



Plan: Planning includes setting direction and strat- 
egies. Basically, planning is selecting oppor- 
tunihes for improvement and deciding what 
to do to take advantage of them. 

Do "DO" means to take action, action based on 
what was planned. Without action, there is 
no improvement 

Check: As action is being undertaken, check that it is 
providing the expected or needed results 
Checking is best accomphshed by "measur- 
ing" progress. Checlung (or monitoring) 
progress is based on concrete measurable 
indicators established during planning. This 
step is important because if the action is not 
providing the appropriate results, new ac- 
tions and planning is needed. 

Act: Act to standardize the improvements and the 
processes used to achieve them. Once stan- 
dardized, the results and processes are more 
easily repeated, and transferred to other op- 
portunities for improvement. 

This cycle, or a very simlar variation, has actually been 
around since the 1920's. Dr Walter Shewhart developed this 
cycle at Bell Laboratories. Years later a disciple of Dr. 
Shewhart's methods, Dr. W Edwards Dermng, introduced 
thls cycle to Japanese industry as they rebuilt following 
World War II Around 1980, after phenomenal success 
stones in Japan, Dr. Demng introduced his ideas to Amen- 
can companies including Ford, GM, and many others. 

NOTES: 
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CONTENT OF STRATEGIC PLAN 

The information contmned in strategic plan is that whlch is 
needed to meet the four purposed described above Strategic 
plans have three major parts. These three parts are briefly 
described as follows: 

PART I: SUMMARY ANALYSIS OF DEVELOPMENT ENVIRONMENT. 

Ths  section provides a brief narrative description of key 
features of the development environment. Examples include: 

Macro-economic and socio-political context 
Overall development prospects 
Analysis of key constrants and opportunities 
Other donor programs 
Accomplishments and lessons learned from pnor 
experience 

PART 11: PROPOSED STRATEGY, RATIONALE, AND KEY ASSUMPTIONS 

This section prov~des a summary of the proposed program 
strategy Information includes: 

A statement of strategic object~ves and brief 
rationale for their selection. 

A summary description of the key problem areas 
to be addressed in order to achieve the strategic 
objectives, the programrnat~c approaches the 
operating unit proposes to address those prob- 
lems, and the speclfic program outcome(s) to be 
accomplished as a result. 

NOTES: 

APPLICATIONS & IDEAS: 
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that the proposed programs will be successful 
and will contribute to the stated strategic objec- 
bves. 

PART m: ACTION PLAN 

Thls section describes the actions needed to implement the 
strategy in the current fiscal year and the two successive 
budget years. T h s  section is updated each year and includes 
the following informatron: 

For each strategic objective and related program 
outcome(s), a list of the assistance achvities. 

Resource requirements. 

A plan for monitoring and reporting on progress 
of strategy implementation 

Alternabve programrmng scenarios 

For GFR portfolios, a plan for coordmating ac- 
tivibes with field mssions. 

APPLICATIONS & IDEAS: 
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I Changes in Strategic Plans I 
I Continuity in strategic direction is important for program 

managers, however, changes may be required as a result of: I 
I Dramatic changes in country conditions. 

Persistent patterns of unsatisfactory program I 
performance. 

Major shifts in Agency program policy. 

The AA of the operating bureau will authonze the mssion or 
office to revise their strategic plans and resubmt them for 
review 

I APPLICATIONS & IDEAS: 1 
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MODULE: Fundamentals of Project Management 
MODULE NUMBER: 1.02 

TERMINAL OBJECTIVE: 

Upon completion of t h s  module, the partrcipant will be able to manage a simple project. 

ENABLING OBJECTIVES: 

In order to accomplish the Temnal  Objective, the participant will: 

Explain basic project management concepts 

Explan the role of project teams 

Perform project planning tasks 

Perform project close-out tasks 
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BASIC PROJECT MANAGEMENT CONCEPTS 

T he traditional view of project management is that it 
provides a focus for using resources to accomplish a 

specific task. Project management is to some degree found 
in all organizations. Some examples of ad hoc activities 
using project management would include. 

Design and build a house. 

Build a health clinic. 

Design, engineer, and construct a civil engineering 
project such as a hlghway, bridge, building, dam, 
canal, etc. 
Design and implement a rural electrificahon pro- 
gram in a third world country. 

Research new agricultural methodsl. 

Revise A.1.D Handbooks. 

Implement an economc stabllizabon program. 

Reorganize A I.D. 

I APPLICATIONS & IDEAS: 1 
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APPLICATIONS & IDEAS: 
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APPLICATIONS & IDEAS: 
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APPLICATIONS & IDEAS: 
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Projects, llke organizations, always are in motion as each 
proceeds along its life cycle. Projects go through a life cycle 
to complebon, hopefully on Ome, within budget, and satisfy 
the technical performance objective. 

Projects can be further simplified into three distinct phases. 

Planning 

Implementation 

Close out 

These three phases form the basis of the project management 
road map, whch will be discussed later The planning phase 
consists of two parts: 

conceptual phase 

project definition phase 

NOTES: 

APPLICATIONS & IDEAS: 
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The project definition phase slmply tells in more detal what 
it is we want to accomplish, when we want to accomplish it, 
how we will accomplish it, and what accomplish~ng it will 
cost The purpose of the definition phase is to establish a 
broad estimate of the projects cost, schedule, performance 
objectives, and resource requirements, and whether all work 
packages, projects, and organizational strategies fit together 
econormcally and technically The definition phase allows 
the organization to fully conceive and define the project 
before the organizahon comnuts too many resources to the 
project. Slmply stated, the definition phase dictates that we 
stop and take time to see whether t h s  is what we really want 
before the resources are comnutted to put the project into 
production and operation. The project definition phase 
provides the opportunity to review and confirm the declsion 
to continue project design and implementation. 

APPLICATIONS & IDEAS: 

a 
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Final design and development of the Project Man- 
agement System to support the project to include: 

e the facilitative matrix organization 
e the cultural ambience + the human subsystem + the planning subsystem + the project management information subsystem + the project control mechanisms + the selection of contemporary state-of-the-art 

I project management concepts, processes, tech- 
niques and methodologies. I 

Key outputs of project definibon are: First, the final agree- 
ment on the design cost, schedule, and technical perfor- 
mance objectives of the project; second, the suitability of the 
fit of the project in the enterprise strategy, third, the avail- 
ability of resources, actual or planned, to support the project 
during its life cycle; and finally, the adequacy and suitability 
of a project management system to be used as a philosophy 
and guide to the management of the project during its life 
cycle. 

Accuracy in the project design is a key consideration of the 
life cycle of the project. When cost overruns happen, an 
important alternahve to consider is to re-design the project 
to identify and correct original project design errors. 

Project definition is the first and most crucial step in the 
project planning process Project definition lays the founda- 
tion upon which the project is based. The project definition 
data 1s used to perform the project plann~ng tasks that are 
covered in the project management road maps 

APPLICATIONS L mEAs: 
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Stakeholders 

A project stakeholder is anyone who: 

Has an interest in the project's success 

Contributes to or is affected by the objectives of the 
project 

Can influence the problems to which the project 
responds. 

A project manager must realize that the project cannot 
operate as a self-contaned unit, and that the project is 
dependent upon the various stakeholders for ultimate suc- 
cess or failure. The project manager must communicate with 
the stakeholders. 

A crihcal step in the project planning process is some form 
of stakeholder analysis to idenhfy the stakeholders and the 
amount of influence each one has on the final outcome of the 
project. Stakeholder analysis can be a very simple listing of 
stakeholders with adescription of the role of each Complex 
stakeholder analysis may include identifying each stake- 
holder according to: 

How the stakeholder values lusher stake or interest 
in the project. 

The stakeholder's ability to effect action or control of 
the project. 

NOTES: 



Stakeholders have some degree of control over a project. 
There are basically two levels of stakeholder's control: 

Complete control 

Significant control 

Complete control means that the stakeholder has the means, 
position, and/or contacts that are required to take action that 
will affect the project objective. 

A stakeholder with significant influence has meaningful 
power to impact the project objechve. There are three levels 
of stakeholder influence. 

Significant 

Moderate 

Low 

A stakeholder with significant influence has enough author- 
ity to sway the actions that the project manager will take. 
Moderate influence means that the stakeholder can only 
apply a modest amount of control or direction. Generally, 
influence is dictated more by the title and position. A low 
degree of influence means that the stakeholder has very 
mnimal influence on the project objective. 

NOTES: 

APPLICATIONS & IDEAS: 
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Each of the four leadership styles represents different com- 
binations of directive and supportive leadership behaviors. 
These combinations differ on three dimens~ons: 

The amount of direction a leader provides. 

The amount of supportive and encouragement the 
leader provides. 

The amount of follower involvement in decision 
malung. 

I leader engages in one-way communication. How well the 
leader spells out the follower(s) role and tells the follower(s) 1 
what to do, where to do it, when to do ~t and how to do it, is 
another element of directive behavior The directive leader 
also closely supervises performance. Three words can be 
used to define Directive Behavior: structure, control, and 
supervise 

APPLICATIONS & IDEAS: 
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Supportive behavlor IS the extent to whlch a leader engages 
in two-way communication, hstens, provides support and 
encouragement, facilitates interaction, and involves the 
follower(s) in decision-malung. Three words can be used to 
define Supportive Behavior: prase, listen, and facilitate. 

A directing type of leader is hlgh on direcbon, low on 
support. Tbis type of leader defines roles and goals A 
directing type of leader provides specific instruction to the 
follower(s), and closely supervises task accomplishment. A 
coaching type of leader is high on both direction and support 
He/she explans decisions and solicits suggestions from the 
follower(s), but continues to dlrect task accompl~shment. 
Supporting type of leader behavior 1s characterized by high 
supportive and low directive behavior. The leader and 
follower(s) make dec~sions together and then the leader 
supports the followers' efforts toward task accomplishment. 
The delegahng leader provldes low support and direchon 
He/she turns over decisions and responsibil~ty for imple- 
mentation to the follower(s). 

LEADERSHIP BEHAVIOR AS PROBLEM-SOLVING/DECISION-MAKING STYLES 

Leadershp style is the pattern ofbehaviors you use when you 
are trying to Influence the behaviors of others as perceived by 
them. The baslc behaviors to which subordinates respond in 
assessing your leadership style are based on types of prob- 
lem-solvmg and decision-malung processes that you use 
with them. Each of the four leadership styles can be 
identified wlth a different approach to problem-solving and 
decision-malung 

NOTES: 





APPLICATIONS & IDEAS: 
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ROLE OF PROJECT TEAMS 

T eams have an Important place in our professlonal and 
personal lives. But not every group is a team and not 

every team 1s effective. In fact, one of our great frustrations 
is the f i lure of teams to function smoothly, which can be 
seen in comments such as "we need to act more like a team," 
"the only way we can succeed is to work more llke a team," 
and "we need more team players." 

A group of people is not a team. A team is a group of people 
with a high degree of interdependence geared toward the 
achievement of a goal or completion of a task. In other 
words, they agree on a goal and agree that the only way to 
achieve the goal is to work together. 

For example, "The 10,000 runners in the New York City 
marathon race have a common goal or purpose, however, 
they are not a team. They are, In fact, in competition with 
each other. Teamwork requires interdependence, the work- 
ing together of a group of people wlth a shared objective. 
More specifically, the only way the runners can reach their 
goal is by competihve efforts." 

Uslng a track example, a relay team 1s a good example of a 
real team. Each member of the team shares a common goal 
and they must work together to achieve it. All members of 
an 800-meter relay team must do their part by runnlng fast, 
passing the baton skillfully, and encouraging each other 
While one person could win the 800-meter distance, a team 
of four people, each responsible for 200 meters, wlll win 
most of the time. The potential for teamwork exists in the 
relay team. However, success will be dependent upon the 
degree to which they behave like an effective integrated 
team. 

APPLICATIONS & IDEAS: 
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Team Members I 
Staffing a project is the first major milestone in the project 
formation phase. In A.I.D. the project manager has little 
choice, ~f any, of who will be on the project team Team 
composition is generally determined by organizahonal struc- 
ture People who sit In particular pos~tions within the 
orgamzational structure are automahcally included as part of 
the team. 

During the initial stages of team formation, it is important for 
the project leader to keep a close eye on the team and its 
activities to detect problems early and to correct them. The 
project manager also can influence the climate of the work 
environment by his or her own actions The manager's 
concern for project team members, the ability to Integrate 
personal goals and needs of project personnel wrth the 
project objectives, and the ability to create personal enthusi- 
asm for the work itself can foster a climate that is hlgh on 
motivation, work involvement, and resulting project perfor- 
mance. 

TEAM ORGANIZATION SHOULD BE CLEAR 

Project team structures are often considered very "organic" 
and inconsistent with formal cham-of-command principles. 
However, individual taskresponslbllrty, accountability, and 
organization Interface relations should be clearly explained 
to all team members. A simple work breakdown structure or 
task matnx, together with some discussion, can facilitate a 
clear understanding of the team structure, even with a hlghly 
unconventional format 

APPLICATIONS & IDEAS: 
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Members of the newly formed team should be closely 
located, if possible, to facilitate communications and the 
development of a team spirit Locating the project team m 
one office area is the ideal situahon. However, t h s  may be 
impractical, especially if team members share their time 
with other projects or if the team Includes represetatlves 
from the host country and/or other donors. Regularly sched- 
uled meetings are recommended as soon as the new project 
team is being formed. These meetings are particularly 
important where team members are geographically sepa- 
rated and do not see each other on a day-to-day basis, as may 
be the case when the project consists of internal and external 
teams 

It IS crucial for management to provlde the proper environ- 
ment for the project to function effectively. At the onset of 
the program, the project leader needs to tell the management 
what resources are needed. The project manager's relation- 
ship with senior management support is critically affected by 
his or her credibility and the vlslbility and priority of the 
project. 

Although the overall task assignment, its scope, and objec- 
tives rmght have been discussed during the initial sign-on of 
the person to the project, it takes additional effort and 
involvement for new team members to feel comfortable with 
the assignment. The thorough understandng of the task 
requirements comes usually with the intense personal in- 
volvement of the new members with the project team. Such 

APPLICATIONS & IDEAS: 
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We now know that teamwork and being a team player are 
more complex. The project teams at Chrysler who are 
designing and manufacturing new models, the drug develop- 
ment teams at Merck who are bringing new compounds to 
market, the development assistance teams at the WorldBank 
or A.I.D. all require a rich combination of the dimensions of 
effective teamwork. Although all of the elements are not 
present in every case, a few characteristics stand out: 

A clear mssion and a plan to accomplish the mis- 
sion. 

Positive relabonships with and support from other 
parts of the organization 

Excellent commu~~~cat~on, openness, and trust among 
team members. 

A blend of people, each contributing a special talent 

Teamwork requires team players. Effective teamwork is 
based upon an effective mix of people who exhibit a variety 
of styles or approaches to teamwork In our description of 
the characteristics of an effective team, we called th s  style 
diversity. 

NOTES: 

APPLICATIONS 81 IDEAS: 

Rev I 12/9/93 Developed by GPS Technolog~es, Inc. for the US. Agency for Internahonal Development 11 - 28 



Another responsibility is that of shared leadershp. All teams 
have a formal leader. A variety of titles are used to designate 
the position: manager, supervisor, coach, charperson, coor- 
hnator, captain, director, or, simply, the boss. Traditionally, 
we give a great deal of authority and, accordingly, much 
responsibility to the leader for the success of the team. This 
is just plain wrong. Over the long haul, a team will not be 
successful if the leader carries the sole responsibility for 
ensuring that the team reaches its goals. Leadership of a team 
must be shared among team members. Everyone must feel 
and take responsibility for meebng the task and process 
needs of the team. If the team farls, everybody fails. Ths  is 
one of the most important concepts of team effectiveness, 
but lt is also the most difficult to teach. 

In its most basic form, leadershp is any action that helps a 
team to reach its goals. Members of successful teams use 
words such as our and we when referring to their teams. 

In successful teams, leadershp is shared While the formal 
leader has certarn adrmnlstrative, legal, and bureaucrahc 
responsibilitres, leadership functions shift from time to time 
among team members, this shft, depends upon the needs of 
the group and the skrlls of the members Behavioral scien- 
tlsts have categorizedthese functions as taskrespons~bilities 
and process responsibilities 

As the name imphes, task responsibilit~es are actions that 
help the team to reach its goal, accomplish an Immediate 
task, make a decision, or solve a problem. Teams tend to be 
most effectwe in this area because, by trarning and tempera- 
ment, people are more task oriented Most role models and 
most training in education and business settings focus on 
what to do to accomplish a task. Consider all the books and 
workshops on such toplcs as hme management, meeting 
planning, and goal setting 

APPLICATIONS & IDEAS: 
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For process responsibilities, the emphasis is on how we go 
about accomplishing our task. It is the interpersonal glue that 
helps maintan or, better yet, exploit all of the team's 
resources. On the whole, teams tend to be less process 
oriented because traditional training stresses such axioms as 
"The end justifies the means" and "Winning is everythmg." 
Effective teams, however, know that the quality of their 
decisions is impacted by the manner in which they make thelr 

I judgments 

Team players can help establish the norm of shared leader- 
s h p  by ensuring that both the task and process functions are I 

( addressed by the team. 

APPLICATIONS & IDEAS: 
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PERFORMING PROJECT PLANNING TASKS 

T he most important phase for a project's success is the 
Planning Phase. The purpose of the Planning Phase is 

to: 

Determne project deliverables and measurable suc- 
cess indicators. 

Deterrmne the tasks to be completed during project 
execution. 

Schedule those tasks. 

Allocate human resources. 

Set a project budget. 

Project planning deals with the detemnation of what activi- 
ties and what resources have to be utilized to ensure that the 
project is adequately executed. Authority, responsibility and 
accountability have to be planned so that members of the 
project team know their specific role and how they relate to 
other members of the project team who are involved m 
executing work package activity Key questions are. 

When is the activity due? 

What is the time duration of each activity? 

What human and nonhuman resources are needed to 
execute each activity on the project? 

What are the estimated costs and how are the budget 

~ and financial plans to be established to support the 
cost considerations of the budget? 

It is consistent with the objectiveslmandate of the 
organization. 

NOTES: 

APPLICATIONS & IDEAS: 
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To work within orgamzational constraints of poli- 
cies, procedures, and resources (human, material, 
equipment, facilities). 

To continuously improve the process by malung 
better use of lessons learned, leadership slulls, and 
human resources, etc. 

There are many tools that can be used by project manages to 
help them follow the Roadmap to Project Management 
Success However, because of the spectrum of projects that 
are managed by A.I.D., not all tools are appropriate for every 
project. The application of specific tools to specific projects 
has historically been an unconscious process. 

To encourage the conscious selection of appropriate project 
management tools, aProject Management Checklist(Inc1uded 
with Work Aids) was developed. The Project Management 
Checklist should be completed by the project manager as the 
first step in the planning process 

The use of all the other tools is optional and should be based 
on: 

Project size and complexity. 

Project manager's expenence. 

Stakeholder's expectaQons. 

Contract commitments. 
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Work Plan 

The work plan is the first step in the project plannmg phase 
and also may be used as a contract stating what will be 
delivered, by whom, and when. A standardized form can 
facilitate gathering pertinent project information and can 
promote effective cornrnunicabon among project stakehold- 
ers 

The work plan should identify the following key informa- 
tion. 

The Completion Date. 

The Contributors (write the names of the people who 
were involved in developing the work plan). 

The Immediate Customer (your boss, your host coun- 
try counter part, your agency, etc.). 

The Final End-User (always keep the end-user in 
mind). 

The Project Title (the project title should be a short 
concise statement that defines the project) 

Project Background (information pertains to the 
history of a project) 

Project Deliverables (the project outputs). 

Measurable Success Indicators (mformation that tell 
if your project IS successful) 

Customer Support (~tems and services to be supplied 
by the customer). 

Project "What If' Plan. 

NOTES: 

APPLICATIONS & IDEAS: 
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Work plans are often msinterpreted because of imprecise 
language Such imprecision can lead to budget and schedule 
overruns. Other causes of rmsinterpretations can include: 

No pattern, structure, or chronolog~cal order to the 
Statement of Work form. 

Use of "weasel" words (examples - maxlrnize, rmni- 
rmze, optlmze). 

Wlde variation in the detaled descrlptlon of work to 
be performed. 

Failure to get a thlrd party review. 

One of the best advantages of a well-written Statement of 
Work is that it can make the rest of the plannlng phase and 
the implementation phase easier. The following IS a check- 
list for writing a work plan. 

Be sure your work plan answers the following queshons: 

What is the purpose (the goal) of the project? 

I 
Why IS the project to be done? 

Who is the initial customer? 

Who is the end-user (final customer)? 

What are the tangible end products (dellverables) to 
be delivered to the mihal customer? I 
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Have the technical requirements for the deliverables 
been identified? 

What is the avalable budget? 

Have trsunlng needs been addressed'? 

What lund of support is required from the customer? 

Work Breakdown Structure 

The Work Breakdown Structure is a systematic, graphical 
approach for dividing the project into the tasks that are 
required to complete the project. 

A project manager structures the work into small, manage- 
able elements, or tasks, in whlch: 

The work can be controlled. 

Authority, responsibility, and accountability can be 
clearly assigned. 

Progress can be measured. 

A Work Breakdown Structure is aproduct-oriented, not time 
phased, task hierarchy of the work to be done. The Work 
Breakdown Structure is built by identifying the tasks that 
need to be done to complete the project This is accomplished 
by means of a needs assessment or a task analysis. 

A Work Breakdown Structure consists of a senes of ele- 
ments at different levels, which is shown as boxes, w~th  a 
description of the element in the box 

NOTES: 

' APPLICATIONS & IDEAS: 
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In the first level, there is only one box, that describes the end 
product. The information in the first box is sometimes 

referred to as the "work objective." 

At the next level, the boxes represent the elements that must 
be done to deliver the end product. The elements can be 
deliverables, interim dehverables, or just a logical "chunk" 
of work for the project. Elements are defined by nouns. 
Work Breakdown Structure is the process of successively 
brealung down the work that has to be done and identifying 
the work elements in progressive levels of detal 

At the end of the process, the smallest umts of work are 
referred to as activities or tasks. The umts of work are 
defined by actlon verbs. 

At the actlvity level, the detail is such that a determnation 
can be made of: 

WHO will be the responsible person or organlza- 
tion. 

How much TIME the activity will take. 

The COST associated with accomplishing the activ- 
ItY 

How to TRACK the progress of the project. 

Generally, a Work Breakdown Structure will have no more 
than three levels. The Work Breakdown Structure is hierar- 
chical in that all activities below a box, or element, must be 
completed before the element is completed 

NOTES: 

APPLICATIONS & IDEAS: 
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In some cases, where the Level 111 activities and tasks are 
large enough In scope, an "activity" may actually become a 
"project" for a team member. Thus that team member would 
be responsible for malung a project plan for that "activity." 

There are two man methods that are used to develop a Work 
Breakdown Structure The two methods are sometimes com- 
bined 

THE TOP DOWN METHOD 

TOP DOWN * Successfully 
Implemented 

Program 

Project 
Management 

The first method is called the "top-down method, (or outhn- 
ing approach). The Top Down Method IS a deductive 
approach. The following steps descrlbe the process for 
developing a Work Breakdown Structure uslng the Top 
Down Method: 

1 Start w~ th  the end product. 

2. Break the end product down into major elements that 
are logical groupings, or poss~bly, the project 
dellverables. 

3 Dmde each major element Into any sub-elements or 
activltles 
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THE BOTTOM-UP METHOD 

Successfully 
Implemented 

Program 

Project 
MBnagement 

t 
BOl-rOM UP 

The second method is called the "bottom-up" method (or 
brainstormng approach). The following steps describe the 
basic process for developing Work Breakdown Structure 
using the Bottom-Up Method 

1. Write all of the tasks that are associated with the 
project. 

2. Logically group them according to simlarities. 

NOTES: 
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The Work Breakdown Structure format previously dis- 
cussed is similar to that of an organizational chart. There are 
other methods of Work Breakdown Structure besides the 
top-down and the bottom-up methods. 

The first alternative method is very simlar to what we have 
seen This method simply turns the dlagram on its side. 

1 HORIZONTAL 
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An effechve means of organizing a work breakdown strucutre 
is to use a standardized alphanurnenc codlng schemes for 
work breakdown structure activities. For example, ''Obtan 
budget approval" may be number 34522 for an organizaoon. 
This code may be used for several different projects at the 
same time. Standardized alphanurnenc coding often is used 
by the finance/accounting divisions to track costs that are 
associated with all projects. Proper coding allows a project 
manager to summarize, sort, and filter project data to provide 
meaningful information to the project stakeholders. 

Rules of Thumb 

A couple of rules of thumb for creating Work Breakdown 
Structures might be helpful. Keep in mind that these are not 
rigid rules, merely guidelines. 

The first rule of thumb establishes the total number of 
activities, or tasks, that you should have in a project. 

For ease of control and management, a project man- 
ager should focus on 20 to 30 tasks. 

- Focus on 20 to 30 tasks dunng a given time 
period, or 

- Focus on 20 to 30 summary tasks. 

The second rule of thumb addresses the "size" of a task, 
which could be reference to time or budget. 

For maximum control, an indrvidual task in a Work 
Breakdown Structure should represent no more than 
0.5 to 2.5 percent of the total project budget or the 
total project duration. 



Project Scheduling 

A key output of project planning is the project master 
schedule, and the supportmg schedules. These schedules are 
a graphic time representation of all necessary project-related 
activities The project schedule establishes the time pararn- 
eters of the project and helps the managers to effectively 
coordinate and facilitate the efforts of the entire project team 
during the life of the project A schedule becomes an 
effective part of the project control system. For a project 
schedule to be effective, it must be: 

Understandable by the project team. 

Capable of identifying and highlighting critical work 
packages and tasks. 

Updated, modified as necessary, and flexible in its 
application 

Substantially detailed to provide a basis for cornrnit- 
ting, monitoring, and evaluating the use of project 
resources. 

Based upon credible tune estimates that conform to 
avalable resources. 

Compatible with other organizational plans that share 
common resources. 

r NOTES: 

APPLICATIONS & IDEAS: 
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NOTES: 
I Gantt Charts I 

TASK A 

TASK 8 

TASK C 

TASK D 

GANTT CHART 
Jan Feb Mar Aor Mav 

I Gantt charts show the relationshps among the proiect tasks. 

I 
- 

withn the given time constrants Ths  type of chart has a 
calendar or time line in ~ t s  x-axis, and act~vltles in the y-axis 

I A bar is used to represent durat~on of the achvity and is 
placed on the chart to show accurate startjstop t~mes. Gantt 
rrhqrtc nra. I 
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The completed network is used to determine the project's 
total duration. 

There are two methods used to construct a network diagram: 

The Arrow Diagram Method in whch act~vities are 
represented by arrows. 

The Precedence Diagram Method in which activities 

are represented by boxes. 

PROJECT SCHEDULING CHECKLIST 

Check your Gantt chart and Network diagram to see if you 
can answer "yes" to the following Do they: 

List of all the activioes in the Work Breakdown 
Structure? 

Identify the interdependencies between tasks? 

Provide a clearly defined start and end date for each 
task? 

Reman flexible enough to allow a change in the 
scope of effort7 

Appear to be easy to understand? 

Provide a means for keeping the informaoon updated 
and current throughout the course of the project? 

I APPLICATIONS & IDEAS: 1 
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Project Staffing 

The make up of the pro~ect team is crucial to project success 
There are several staffing responsibilities that arerequlred of 
the project manager: 

Developing a responsibility matnx. 

Deterrmning staff loading. 

Resource leveling. 

A responsibility matrix is used to keep track of project- 
related responsibilities among the project team. The respon- 
sibility matrix is a matrix-type chart with the project team 
members charted against the project responsibilihes Van- 
ous symbols can be used to dfferentiate frequency or level 
of responsibility 

Developing responsibility matnces for each major element 
or achvity from the Work Breakdown Structure can serve 
two purposes 

To deterrmne the prelimnary project staffing needs. 

I To clearly communicate project responsibilities. 

APPLICATIONS & IDEAS: v 
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I 
HUMAN RESOURCES LOADING 

Human resource loalng techniques are used to plan the 
scheduling of available resources so that the project 
del~verables are produced on time and within budget. I 
I 

A human resource loading chart IS a verhcal bar chart that 
show the number of a particular resource avalable per tlme 
period. The Staff Loading Chart is created by sumrmng the 
resources per time period as listed on the modified Gantt I 
and adhering to a budget for the project. Often he or she will 
be rated a success or failure as a project manager according I 
to whether the project comes in under budget, on budget, or 
over budget. Overshooting the budget can have serious 
consequences for. An overrun may lead to a serious drain 
of organizahonal resources and may limt the ability of the 
mission to meet other needs or fund a particular program. 

In view of the importance of budgeting, it is not surprising to 
find that most organizations focus much of their manage- 
ment attention on the budget. Consequently, most organiza- 
tions have well-developed budgehng techniques that are 
custom-made for the organization's particular environment 
and operating style. In this sectlon, we wlll briefly outline 
some of the basic principles that are common to most 
organizational approaches to project budgetmg. 

APPLICATIONS & IDEAS: 
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Project costs are typically made up of four components: 
direct labor costs, overhead, fringe benefits, and other direct 
costs. Direct labor costs are detemned by multiplying the 
worker's hourly (or monthly) wage by the amount of time 
that he or she is expected to spend on the project. In most 

I service projects, direct labor costs are the largest, single I 
I component of project cost. 

Overhead costs are the typical expenses incurred in main- 
taning the environment in which the workers function. 
Included here are the costs of paper clips, other office 
supplies, the electric bill, rent, and, frequently, secretarial 
expenses. It should be noted that what might be treated as an 
overheadexpense in one organization may be given hfferent 
treatment in another. Consider that in an organization that 
does not typically use secretarial services, secretarial ex- 
penses mght be included as a direct labor expense. Over- 
head costs tend to be relatively fixed in relation to dlrect 
labor costs. For example, if labor costs increase by 50%, 
overhead costs simlarly tend to increase by 50%. 

Fringe benefits are non-salary benefits that are derived by 

I 
the worker from the organization Fringe benefits include 
the employer's contribufion to the worker's Social Security 
payments. Depending on the organization, they may also 
include employer contnbutions to the workers's health in- 
surance, life insurance, profit sharing plan, stock options, 
bonuses, university tuition, and so on Fringe benefit ex- 
penses are clearly directly proportional to direct labor costs. I I 
APPLICATIONS & IDEAS: 
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Other direct expenses are project-specific expenses that the 
organization does not incur with any obvious regularity. 
Project travel expenses, purchases of special equipment, 
computer time, and report reproduchon costs are typical 
items in this category. 

Estimating a budget for a project is closely tied to estimating 
the direct labor costs needed to carry out project tasks. 
Overhead costs and fnnge benefit expenses are linked to 
direct labor costs. If we know what the dlrect labor costs are, 
we can readily estimate total project costs if auxiliary costs 
have been determined 

An unfortunate reality of project management is that as the 
project is carried out, there is an ever-looming threat that 
project costs will be exceeded. To cope with this threat, 
project managers often build some "fat" into their cost 
estimates. One frequently used procedure is to make as 
realisbc an estimate as possible of project costs and then to 
multiply this estimate by some "fudge factor" in order to take 
into account unanticipated problems. 

PROJECTION OF PROJECT EXPENDITURES 
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PERFORMING PROJECT IMPLEMENTATION 
TASKS 

Project implementahon is the key to project success. The 
project team and the project officer in particular must be 
slulled in implementation tasks. Thls section will cover the 
following implementation tasks: 

Project Control 

Traclung Techniques 

Change Management 

Project Control 

The final management funcuon carried out by the project 
team is control, whch is presented in ths  chapter. Control 
is the process of monitonng, evaluating, and comparing 
planned results with actual results to determine the status of 
the project cost, schedule, and technical performance objec- 
tives. Control also is the constraining of resources through 
corrective action to conform to a project plan of action. 
Monitoring and control are universal achvihes that are 
indispensable to effective and efficient operation of the 
control cycle. 

NOTES: 
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facilitate meeting the project objectives and goals. The 
primary purpose of project control is not to deterrmne what 
has happened (although this is important information), but 
rather predict what may happen in the future if present 
conditions continue and ~f there are no changes in the 
management of the project. Project control enables the 
project manager to manage the project in compliance with 
the plan The basis of effective project monitoring, evalua- 
tion, and control is an explicit statement of the project 
objectives, goals, and strategies that provide performance 
standards against which project progress can be evaluated. 

There are several distinct steps in the steps in the project 
control cycle, these steps, in one sense, are mdependent. In 
another sense, they are interdependent in the execubon of 
project control. 

PERFORMANCE STANDARDS 

Project performance standards include the expectations for 
the project such as the project objectives, project goals, and 
strategies The strategies relate to project cost, schedule, and 
technical specificabons. Some key standards in project 
control include: 

Scope of work 

Projection specification 

Work breakdown structure 

Cost estimates and budgets 

Master and supporting schedules 

APPLICATIONS & IDEAS: 
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Quality 

Project owner satisfaction (strategic fit) 

Project team satisfaction 

Senior management satisfaction 

Stakeholder sa~sfaction 

Reliability 

Physical quantities of work 

Vendorlcontractor performance 

Project management 

Innovation 

Resource utdization 

Productivity 

It is important to recognize that performance standards are 
derivatives of project planning, which keynotes again the 
basic (but often forgotten) principal that proper planning 
facilitates proper control. 

APPLICATIONS & IDEAS: 
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observation is the receipt of sufficient information about the 
project to make an intelligent comparison of planned and 
actual performance on the project. Information on project 
performance can come from many sources, both formal and 
informal. Formal sources include reports, briefings, partici- 
pation in review meetings, letters, memoranda, and audit 
reports. Informal sources include casual conversations, 
observahons, and listemng to the inevitable rumors and 
gossip that goes on within the project team and in other parts 
of the organization. Talktng and listening to the project 
stakeholders can be a useful source of information on the 
project's status Informal meetings for lunch or coffee 
breaks can help to provide the total information  system^^ the 
project manager needs to have to know fully what is going 
on. Both formal and informal information sources are 
needed to keep up with the project's status. Feedback dunng 
performance observation consists of relevant data on the 
result of the project management process and provides the 
basis for malung a judgment on performance through doing 
comparative analysis. 

COMPARING PLANNED AND ACTUAL PERFORMANCE 

Comparing planned and actual performance based on the 
desired project standards glves the opportunity to get an- 
swers for two key questions about the project: 

How IS the project doing? 

If there are devlations from the project plan, what 
caused these deviations? 

APPLICATIONS & IDEAS: 
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Assessment of the project's status is an ongolng responsibil- 
ity of the project team and the senior managers. Information 
that IS obtiuned by performance observation is compared 
with the performance standards that are l ad  down In the 
project plan and when analyzed, forms the basis for reachng 
a judgement about the project's status and whether or not 
corrective action is required. 

CORRECTIVE ACTION 

Corrective action can take the form of replanning, repro- 
gramming, reallocatmg resources, or changing the way the 
project is managed and orgamzed. The correct~ve actions 
that are aviulable to the project manager center around the 
cost, schedule, and technical performance parameters of the 
project. The project owner may have finalized one or more 
of these parameters. Correcting a problem with one of the 
parameters of the project may have reverberations on one or 
both of the other parameters. Such potential reverberations 
should be considered by the project team when the alterna- 
twes for corrective action are being studied. 

NOTES: 
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Monitonng and evaluation are integral to control, and are 
key compamons of the control funcQon. Monitonng means 
to keep track of costs and also check systemat~cally all 
project activities. Monitoring enables the evaluation, an 
examnat~on and appraisal of how thlngs are going on the 
project. As a d~rect link between planning and control, the 
monitoring and evaluating functions prov~de the mforma- 
tion for the members of the project team to make informed 
decisions about the project performance Monitoring should 
be deslgned so that ~t addresses every level of management 
that requires informat~on about project performance and 
reflects the work breakdown structure of the project. Each 
level of management should recelve the informahon it needs 
to make decisions about the project. In addition, monitoring 
should be cons~stent with the logic of the plannmg, organiz- 
lng, directing, and mot~vating systems on the project. 

Key project control questions that the project manager 
should address are: 

Where is the project w~th  respect to schedule, cost, 
technical performance, objectives and goals? 

, Where are the project work packages w~th  respect to 
schedule, cost, techn~cal performance, objectives, 
and goals? 

1 What is going right on the project? 

What is going wrong on the project? 

What problems are emerging? 

APPLICATIONS & IDEAS: 
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Monitoring means to make sure sufficient information is 
gained on the status of the project so that an accurate and 
timely evaluation can be conducted of the project. Monitor- 
ing makes it possible to make adjustments imrneadiately 
through out the project, if needed. Several questions have to 
be addressed by the project team in considering their moni- 
toring and evaluation responsibilities: 

What to monitor and evaluate? 

What monitonng tools to use? 

When to monitor and evaluate? 

Who should momtor and evaluate? 

Where should the monitoring and evaluation be 
carried out? 

All activities affecting the project and its stakeholders should 
be monitored and evaluated. A framework for doing the 
evaluation can consist of a series of key questions about the 
project which must be answered on an ongoing basis If the 
project teamcan ask and get timely, credible answers to these 
questions, then the chances of knowing the project's true 
status are considerably enhanced. 

Quesbons of this type can be used during regularly sched- 
uled project review meetings to motivate discussions among 
the project team members, and to encourage the team to 
thnk retrospectively as well as prospectively about the 
project Such thinking will prompt the team members to 
evaluate the project. Project revlew meetings should be held 
regularly by the project owner, senior managers of the 
project organization, the project team, and the project pro- 
fessionals. 

NOTES: 
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A key question in reviewing any project is the degree of 
success that the project management team has had in the 
development of an integrated project management system 
for the project. Project evaluation must address the parts of 
the project (the subsystems) and the total project. The 
evaluation results should be expressed in terms of attanment 
of the project's technical performance objective, completion 
schedules, and final cost. 

You should use management related activities to address 
representative key questions to evaluate the project. Assum- 
ing that a project management functions viewpoint IS used as 
a basellne for evaluating a project, what should be mea- 
sured? 

Project Planning 

1. Are the original objectives and goals realistic? 

2 Is the plan for the availablllty of project resources 
adequate? 

3 Are the original project schedule and budget realis- 
tic? 

4 Is the plan for the organization of the project re- 
sources adequate? 

5. Are there adequate project control systems? 

6 Is there an information system for the project? 

7. Were key project stakeholders brought into project 
planning? 

NOTES: 

APPLICATIONS & IDEAS: 

Rev I 12/9/93 Developed by GPS Technolopes, Inc. for the U S Agency for Internatronal Development 11- 61 



1 8. Was facility planlung adequate? 

I 

9. Was planning completed before the project was 
initiated? 

10. Were potential users involved early in the planning 
process? 

11. Was there adequate planning for the use of such 
management tools as project control networks (CPMI 

I PERT), project or study selection techniques, infor- I 
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Program Management Process 

1. Does the project manager adequately control project 
funds? 

2. Are the project team personnel innovative and cre- 
ative by suggeshng project management Improve- 
ments? 

3. Does the project manager maintain adequate man- 
agement of the project team? 

4. Do the project team people get together on a regular 
basis to see how thngs are going? 

5. Does the project office have an efficient method for 
handling engineering change requests? 

6 .  Does the project staff seek the advice of stakeholders 
on matters of mutual concern? 

7. Have the project review meetings been useful? 

Project Accomplishments 

1. To what extent have the original project goals been 
achieved? 

2. How valuable are the technical achievements? 

3. How useful are the organizat~onlmanagement 
achievements? 

4. Are the project results useful in accomplishing orga- 
nizational objectives? 

NOTES: 
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6. Are the users being properly notified? 

7. Is the customer happy with the project results to 
date? 

Tracking Techniques 

Two traclung techniques that are especially important in 
trachng your project's progress are project notebooks and 
project progress reports. 

PROJECT NOTEBOOKS 

Project mangers usually accumulate a large volume of docu- 
mentahon during a project. A project notebook can provide 
a place to organize that documentation to be used as a quick 
reference. 

A three-ring binder with tabbed sections IS a useful setup for 
a project notebook. Suggested tabs include. 

Project plan: Statement of Work, Work Breakdown 
Structure, schedule, budget. 

Progress reports. 

Contact logs. 

Meehng mnutes. 

Contractual documents. 

Other documents. 

APPLICATIONS & IDEAS: 
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I Change Management I 

I Change management involves the use of existing informa- 
tlon to make decisions as changes occur in a project. The 
project plan can help you anticipate the consequences of 
change and prepare a "what if' plan to handle those changes. I 
I 

MANAGING CHANGES 

Changes in a project can be handled by two approaches. 
Changes are at a low level, and can be handled by the project 
team members. In this case, a project manager should start 
that change management process by calling a team meeting. I 

I Explaln the issue or change. 

Ask each team member how the Issue or change will I 
I Impact them. 

Ask for suggestions for a course of action. I 
I Document the Issue or change and proposed a c t i o n  I 

I 
a progress report or memo. 

Send to the appropriate personnel for approval. I 
I After approval is received and the work is autho- 

rized, implement your plan for the change. I 
I A project manager must react to changes, analyze the Impact 

on the project, and select the best course of action. I 
I High level changes are made at a level of management above 

the project manager. A project manager must be able to 
present the right information so that the "best" decision can I I be made by management. I 

APPLICATIONS & IDEAS: 
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Project closeout tasks are often overlooked or at the very 
least, not given enough emphasis or Importance The project 
officer should be knowledgeable m the following areas: 

Determining the need for closeout 

Types of temnatlon 

Project closeout meetlngs 

Lessons learned 

Determining the Need for Closeout 

P rojects usually are closed out (terminated) for two basic 
reasons: project success or project failure. Senior 

managers who "own" the project and who see the project as 
a building block In the design and execution of organiza- 
tional strategy must create a cultural ambience that encour- 
ages projects to be successful, but also allows aproject to far1 
d i t  has lost ~ t s  "strategic fit" In the organizat~ons's plans for 
the future. Considerations in the termnation of aproject are 
dealt with in this chapter 

Project success means that the project has met its cost, 
schedule, and technical performance objectives and has 
been integrated into the customer's organlzatlon to contrib- 
ute to the customer's mission A successful project means 
that the assistance was completed in a way that it fulfills the 
project objective and contributes to one of the mss~on's 
obj echves 

APPLICATIONS & IDEAS: 
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Project failure means that the project has faled to meet its 
cost, schedule, and technical performance objectives, or it 
does not fit in the organization's future. Falure is thus a 
relative factor. 

Project termnation comes about for several reasons: 

The project results (a product or service) have been 
delivered to the customer. If appropriate, service and 
mantenance contracts can be negotiated and con- 
summated. 

The project has overrun its cost and schedule objec- 
tives, andfor is failing to make sa~sfactory progress 
towards attming its technical performance objec- 
tives. 

The project owner's strategy has changed so that the 
project no longer has a strategic fit in the owner 
organization's future. 

The project's champion has been lost, thereby put- 
ting the continued application of resources on the 
project in doubt. 

Environmental changes have emerged that adversely 
influence the project's future. 

Advances in the state-of-the-art hoped for in the 
project (such as in research & development) have not 
been realized; therefore, further finding is not forth- 
cormng. 

The project's pnority is not hlgh enough to survive in 
compeQtlon wlth higher priority projects 

-- 

NOTES: 
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When a project 1s experiencing serious cost and schedule 
overruns, termnation may be a real issue. At such times, an 
outside audit should be conducted by either outsiders w i t h  
the owner organization or an outslde agency such as a 
consulting firm. Audits can glve insight into the reasons for 
the cost and schedule overruns and help to deterrmne if the 
project has become a termination candidate. When a project 
is faced with serious cost and schedule overruns, senior 
managers' most important task is to create an environment 
that incorporates honest and frank disclosure. 

If the project continues to play a vital role In the design and 
execution of organizational strategies and if it has sustained 
cost and schedule overruns, an important step must be taken 
to reevaluate the project as comprehenslvely as possible 
Such review will enable senlor managers to determne where 
the baslc responsibility for cost and schedule overruns lay 

APPLICATIONS & IDEAS: 
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The project team may not be able to temnate a project 
simply because that project team may have an understand- 
ably subjective review of the project If a project IS in 
trouble, an audit should be conducted by an independent 
team, one that is not involved in the project. Such a team's 
effort could go beyond the au&t and on into a full design 
review, re-costing, and development of remedial strategy to 
get the project back on trajectory. Senior managers who own 
the prolect also must be aware that an environment that 

I 
- - 

encourages projects to succeed must also allow projects to 
fa11 if those projects lack a strategic role. I 
If a project is to be temnated, a project manager who 1s 
tasked with project ternnation would be wise to conduct an 
immediate review of the status of all work in progress, as 
well as the funding, schedule, and technical performance 
parameters. Several other thmgs must be done 

Ensure that all project deliverables have been pro- 
vlded to the host country, that all project functional 
work is finished, and pertinent records are closed 
out. 

Review the status of all contracts to ensure that 
requirements have been accomplished or provisions 

made if such requirements have not been duly satis- 
fied 

Work with the project team in developing and dis- 
tributing a close out plan that provldes guldance for 
an orderly temnatlon of all elements of the project. 

Mantan an ongoing surveillance of the close out 
activities to include the close out of all records and 
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w - NOTES: 

Ternnation is always an option on every project. A strategy 
for management to use m deahng with the ever-present 
termnation issue should include: 

Reviewing the project and its strategic context on a 
regular, disciplined basis 

1 Recognize the psychological and social forces that I 
motivate one to "stay the course." 

Recogmze that there is a prevaling belief and cul- 
tural force that encourages the corntmtment of more 
resources to solve current difficulties and ensure that 
success is 'CJust around the corner." 

Define, with senior management participation, what 
constitutes both success and falure on the project. 
This definition is needed at the start of the project and 
should be reinforced at major review points during 

I the project hfe cycle. 

1 Carefully listen to the concerns of others about the 
project. What are the project stakeholders saying? 
Are there messages comng from them that project 
termnation is a good strategy? 

Evaluate the real ability of the project team to listen 
to and hear bad news Does such news carry impor- 
tant news about the project's health, continuation, or 
ternnation? 

Deterrmne if the project manager feels that a lot of 
people will have their future adversely affected if the 
proiect is termmated. 

APPLICATIONS & IDEAS: '1 

Rev I 1~19193 Developed by GPS Technolog~es, Inc for the U.S Agency for Internat~onal Development 



I Step back and evaluate the project from an outsider's I 

I tion team can help in getting such an outsider's I 

I 
viewpoint. 

Encourage project team members always to provide 
accurate information even if that information con- 
tans messages that are not palatable and mght 
suggest that project termination is an alternative that I 

I 
is worthy of full consideration. 

Consider replacing key members of the project team 
with new people who can bring a perspective that is 
less influenced by the project and past events. Con- 
sider replacement of the project manager. I 

I 
Build an organizational culture which supports the 
philosophy which projects are experimental, tempo- 
rary uses of resources to support organizational strat- 
egies that require constant surveillance to guard 
aganst a project becomng an instltutlon in the 
organization. I 

T *OTES: 
I perspective. Use of an internal task force or evalua- I 

I APPLICATIONS & IDEAS: 1 
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Lessons Learned 

All projects eventually are temnated either because of 
success or falure. Projects that are successful become part 
of operational strategy of the project owner's organization. 
When a project is termnated for faillng to accomplish its 
objectives, it usually requlres the reallocation of resources. 
In either case, there are valuable lessons to be learned. The 
project should be evaluated to deterrmne such lessons to be 
learned. There are five areas that should be evaluated: 

Technical Objectives 

Cost and Budget 

Human Resources 

Project Termination 

Technical and Managerla1 Project Implications 

TECHNICAL OBJECTIVES 

Postmortem evaluation of how well the project's technical 
objectives were accomplished can be divided into three 
distinct phases: the technical conceptual phase, the technical 
operational experience, and the ultimate technical product 
achieved. 

NOTES: 



In the conceptual phase, the project's technical objectives 
can be over- or undereshmated There can be a failure to 
appreciate the magnitude of the technical problems that are 
encountered. Post mortem evaluation of the project's con- 
ceptual phase should look at such factors as the project 
requirements, inclulng pnmary and secondary technical 
objectives, the proposed technical approach, and the sup- 
porting techn~cal services that are required. Additional 
concerns include performance specificat~ons, the reason- 
ableness of quality standards, the Identification of facilities 
and equipment needs, and the achievement of schedule 
comrmtments. 

Once the project is operational, some of the objectives set in 
the conceptual phase may change. Final project evaluation 
that is geared to the conceptual objectives may be unrealistic 
from the technical product originally envisioned. Changes 
from onginal technological objectives to the final technical 
product can occur for several reasons. The state of the art 
may shlft after the project inception. New and better techno- 
logical approaches may be dictated in order to avoid obsoles- 
cence and/or to turn out a better end product than was 
originally planned. 

Some other facts that could modify the original techn~cal 
objectives are the tendency to over-do the level of detal In 
the onginal project design, and the inclination of technical 
people to seekperfections. The discovery late in the project's 
life that there were significant flaws In the original technical 
approach, and pressure from management for quick and 
cheap results are also factors that can modify original project 
objectives. Initial project start-up enthusiasm, can cause the 
scope of technical problems to be underestimated. 

APPLICATIONS & IDEAS: 
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Evaluation of cost and budget achievements in relahon to 
project objectives can, to some extent, be analyzed quantita- 
tively. However, cost and budget evaluation should not be 
oversimplified inasmuch as several factors can affect ongl- 
nal cost and budget eshmates. Some cost and budget 
elements can be reasonably controlled, some can be antici- 
pated, and some, such as major changes in the thrust of the 
project once underway, may be difficult to predict. 

Assuming there was no drastic change in the technical 
aspects of the project, it would be meaningful to compare 
actual expenditures of resources aganst planned expendi- 
tures Resource expendtures reviewed could include com- 
pmson of staff requirement projections aganst actual per- 
sons employed, overhead allocations, facilities and equip- 
ment use, supporting servlces required, and external re- 
sources contracted for. 

Provisions can be made in the postmortem evaluation for 
some types of cost and budget expenditures that can be 
anticipated, if not directly controlled, such as conhngencies 
for inflation, unforeseen technical difficulties, uncontrol- 
lable customer-dlctated program stretch-outs, and added 
costs resulhng from the unavalability of material, equip- 
ment, or facilities when needed 
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Some cost and budget factors that could be difficult to 
forecast are significant changes in the technical scope of the 
project resulting from internal t echca l  miscalculahons, 
customer-requestedchanges, andlor a shift in the state of the 
art, that would affect the final product ~f not accommodated 
Comparative cost and budget evaluation that are based on 
original estimates can be inconclusive if the final project 
product is quite different from the project product that was 
originally planned. 

Despite the range of difficulties indicated in evaluahng cost 
and budget performance on a completed project, such evalu- 
ation is critical. The other four evaluation areas may score 
positively, but if costs and budgets are exceeded without 
some strong reconciliation or mtigating factors, the ability 
of the agency to fund other could be jeopardized. Further 
justificahon for review in this area would be to look for 
patterns. Are there some project expenditures that are 
repeatedly miscalculated? Identifying such areas could be 
very meaningful in providing better project managerial 
control. Evaluating costs could help identify project phases 
or functional achvities where there are tendencies to consis- 
tently pad, areas of perennial overoptimism, technical in- 
competence, or out-and-out estimating ineptitudes 

Another considerahon for cost and budget evaluation would 
be to review how budgets are derived and costs are experi- 
enced. Project budget changes, overhead allocation meth- 
ods, and actual cost expenditures can be instrumental factors 
in the ultimate profitability or cost effectiveness of aproject. 
By carefully comparing actual aganst plannedexpenditures, 
it mght be possible to segregate areas where cost reduction 
would be possible without impairing the project objechves 
or the morale of the people that are assigned to the project. 
Comparison could lead to added profitab~lity and organiza- 
tional flexibility. 

NOTES: 

APPLICATIONS & IDEAS: 
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HUMAN RESOURCES. 

In the final analysis, it is people who make or break organi- 
zations. Project objectives frequently are related to knowl- 
edge generation and employment. The project product may 
be nonstandard, somewhat intangible, and it is often difficult 
to comparatively evaluate. In almost all professions, hard 
and fast quantifiable standards of excellence for evaluative 
purposes are virtually impossible to synthesize. Despite 
subjectivity in evaluatron within the profession, peers gener- 
ally know who is a good doctor, scientist, engineer, lawyer, 
or professor. Conceding subjectivity in evaluatrng human 
factors in project management does not dimrush the need or 
the importance of such evaluation. 

Several avenues pertaming to human factors can be 
explored: 

What were the internal project worlung relation- 
ships? Did the project people interface well with 
other functional support areas? 

Were there too few or too many people assigned to 
the projects 

What type of people were assigned? 

What qualitahve and quantitative people support 
was required external to the immediate pro~ects 

Was there learning and professional growth? Were 
the project people professionally flexlbles 

What was the actual ultimate disposition of the 
people assigned to the projects 
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Were there any significant accomplishments as a 
result of the project? I 
Was there a participative/consultative environment? 
What about comrnunicatlon? Motivation? Delega- 1 
tion? 

Did the people assigned to the project use their time 
effectively? Can some productivity index on the 
project be established7 I 
Were the project people productive? To what ex- 
tent? 

PROJECT TERMINATION. I 
Project termnation was discussed at some length earlier in 
this chapter. By way of a quick review, the project termina- 
tion can be evaluated from three different perspectives: The 
project was concluded because its objectives were met; the 
project was termnated for convenience; or the project was 
termnated for default. I 
Regardless of the cause for termination procedures should 
carefully be examned. A quick and orderly transibon 
should be effected whenever possible. Loose ends and 
delays create problems, divert resources that mght be more 
productively used elsewhere, and add to operational costs. 
As stated earlier in this chapter, this is a neglected phase in 
the project life cycle. Winding up a project can be un 
glamorous and tedious. Project termnahon can also mate- 
rially affect the final profit picture and the organizabon's 
prospects for follow-up business. 

APPLICATIONS h IDEAS: 
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I 
Unfortunately, unless there are obvious foul-ups that be- 
come significant problems, little managerial attention is 
lrected to t h s  phase Ternnabon problems often can be 
anticipated and transition from operations to project wrap- I 
up can be expedited by establishing ternnation procedures 
and assigning qualified and responsible people to see that 
this phase in the project's life cycle is accomplished. 

Evaluating a terminated project from a managerial perspec- 
tive to some extent reviews the effort from the four previous 
sections, as well as provides additional insight. Managenal 
evaluation, while entaling some overlapping, can be lusti- 

I 
- -  7 

fled because project as perceived by techni- 
cians, mght not be perceived in the same light by manage- 
ment. I I 
A postmortem project evaluabon, from management's posi- 
tion, would probably focus on such factors as the following: 

What was the customer/client reaction? 

Degree of satisfaction? 

On some type of scale from 1 to 10, with 1 being 
worst and 10 being best, how would the project rate 
and why? 

What organizahonal benefits can be attributed to this 
project? 

The orgmzatlonal benefits of apost mortem project 
evaluation may be actual or potential follow-on 
projects, compatibility with organizational goals, 
and the effective use of avalable resources. 

b 
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MODULE NUMBER: 1.03 

TERMINAL OBJECTIVE: 

Upon completion of this module, the part~cipant will be able to design a s~mple project. 

ENABLING OBJECTIVES: 

In order to accomplish the Terrmnal Objective, the pmcipant will: 

Conduct aprojectmeetmg 

Explsun the use oftools of analysis forprojects 

Performasituahon analysis 

Develop aproject plan using LogFrame 

Descnbe the AID Assistance Program/Project Documantahon Requirements 
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Some project officers may find th s  difficult to understand at 
first, but it is almost impossible to run a fm,  nonmanipulative 
meeting when you have a personal investment in the subject 
matter. There is no way you can objectively lead a project 
team that is considering whether or not to discontinue a 
project of your own. Even if you try not to influence the 
project team, you will find that your body language reinforces 
those who want to keep your project going. Your eyes will 
light up when someone says somethmg reinforcing. This is 
a natural reachon. You will shrug or frown when you 
disagree, or more likely, openly object. You should be in the 
project team to fight for your ideas, not try to lead the project 
team toward what you consider to be a rational decision. 

It is also easy to use the leadershp role as a way to "keep the 
floor" and do all of the tallung that can result in a rubber- 
stamp meeting. Project officers who run their own meetings 
tend to be the most active participants; we find that they talk 
on the average more than 60 percent of the meeting trme. 
This active participation does not allow others to contribute, 
and it is one more reason why participaDon in meetings is low. 
We strongly recommend that project officers do not run their 
own meetings. 

The key to solve the problems of authority, participant 
contribution, and managerial overload is to separate the 
process role (often played by the project officer as chalrper- 
son) from the power or decision-malung role The project 
officer mantans h s  or her involvement in Issues and respon- 
sibility to make decisions and delegates all of the procedural 
functions to another person, the facilitator 



The facilitator is a meebng chauffeur, a servant of the project 
team. Neutral and nonevaluating, the facilitator is respon- 
sible to ensure that the participants use the most effective 
methods to accomplish their task in the shortest hme. The 
project officer, as decision maker, fully participates in the 
meeting, fights for his or her ideas, sets constrants, and does 
not give up any power or responsibility. 

In the Interacbon Method, the role of facilitator, as in both 
hierarchical and horizontal organizations, is to deal with the 
common problems we have discussed so far. For instance, to 
avoid the multi-headed animal syndrome, which is the ten- 
dency of project team members to go off in different direc- 
tions, the facilitator gets the project team to stick to a 
common subject and a common process at all times. The 
facilitator mght say, "Hey, wait a m u t e .  You've agreed to 
work on problem A, but how are you going to tackle the 
problem? Are you going to try to define it in more detad? If 
so, how are you going to try to define the problem in more 
detail? If so, how are you going to begln? Do you want to 
make a list of possible causes? Does each person want to 
descnbe the problem in h s  or her terms"? 

I 
How The Facilitator Works 

The facilitator holds the project team back, offers a menu of 
possible ways to attack the problem, and wats until there is 
agreement on one particular process. The facilitator then 
helps to keep the project team on track until the problem has 
accomplished what it set out to do or wants to change 
direction By getting all the project team members to use the 
same tool at the same tlme on the same problem, the 
facilrtator can transform a project team from a multl-headed 
animal to a creative, coordinated organism. 



To make sure that all participants have an opportunity to 
partlcipate, that everyone will be protected from personal 
attack, and that no one is allowed to domnate the meeting, 
the facllltator is empowered to act as a policeman. When the 
project team is working well together, the facilitator may not 
need to do much and lets project team members speak 
spontaneously. When thmgs become heated or bogged 
down, the facilitator steps in and becomes more forceful inhs  
or her use of power to dlrect the meetlngprocess, signals who 
should speak next, cutting off aggressive behavior, and keeps 
the project team to ~ t s  agreed-upon task. 

Don't confuse our definltlon of a facllltator wlth other 
definitions you may have heard. The Interaction Method 1s 
deslgned to accomplish tasks. The facilitator 011s the tracks 
for project teams to work effectively In meebngs, to accom- 
plish something. When a project team is able to concentrate 
its creative energy, to work hard, and to accomplish a task in 
a positive and constructive fashion, project team members 
feel better about themselves and each other. 

The facilitator agrees to remarn neutral, not to contribute h s  
or her own ideas, and not to evaluate the ideas of others. At 
times, it can be very hard not to get Involved In the content 
of a meetlng, so ~f you are a facilitator, do ask your project 
team to let you know ~f you are favoring a point of view, 
criticizing an idea, not lettlng certan people speak or cutting 
them off too soon, or in any other way manipulating the 
meeting. It is obvious that nobody can be totally neutral; you 
are going to have feelings and opinions about what is being 
sad  m the meeting. 

NOTES: 

APPLICATIONS & IDEAS: 
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It is the responsibility of project team members to make sure 
that your thoughts and feelings are not allowed to influence 
the meeting; ultimately, project team members have the nght 
to remove you from the role of facilitator. Thls non- 
manipulation pact between the facilitator and the rest of the 
project team is one of a set of social contracts that is 
distinchve about the Interachon Method. It creates a self- 
correcting system. 

It is the responsibility of the facilitator to make sure that 
project team members work together to keep the project 
team focused on the agenda, to set realistx time limits, and 
to be clear about organiza~onal constrants. 

THE RECORDER 

Like the facihtator, the recorder IS a neutral, non-evaluative 
servant of the project team. The role of the recorder IS to 
create a combined short-term and long-term memory by 
writlng down in full view of the project team the main points 
of what is sad, uslng the words of the project team members. 
A good recorder does not inhibit or slow down the flow of the 
meehng. 

A slullful recorder will produce a clearly legible record that 
captures the key ideas of the meetlng on large sheets of paper 
that are taped or pinned to the walls of the meeting room. The 
record that is produced by the recorder is a hnd of "group 
memory." The project team is seated in a semcircle that faces 
the flip chart However, most of the time members of the 
project team are not preoccupied by the process of recording 
A record of the meeting just appears in the background. Any 
participant can check or recall what just happened or what 
happened back at the beginning of the meeting by referencing 
the record. 

APPLICATIONS & IDEAS: 
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I or blame. 

APPLICATIONS & IDEAS: 
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The Interactron Method changes the role of the project team 
leader. The facilitator is not a leader in the traditional sense; 
the facilitator doesn't lead, but assists. He or she is more like 
a coach than a quarterback. It is the project team collectively 
that must lead itself. Dunng a meetmg, the project team 
members must decide where they are going to go and how 
they are going to get there. So, in the last analysis, the quality 
of the meeting depends on the quality of the participants. 

Surely you have been in enough meehngs to recognize that 
there are effective and ineffectwe project team members. 
Knowledge and skill are needed to be an effective project 
team member. Almost all of the techniques we descnbed in 
the chapter on the role of the facilitator can be used by project 
team members because they can make suggestions about 
process as well as content. As a project team member with 
process shlls, you can be a great resource to your facilitator. 
Or, if the meeting is being poorly run or if there isn't any 
leader, you can facilitate fromyour seat as apmcipant, using 
most of the facilitator techniques we have already described. 
If you never plan to run meetlngs but find yourself in them 
anyway, we still recommend that you read this book in its 
entirety because it will enable you to come up with sugges- 
tions that will make your bme in meetings more enjoyable and 
productwe. 

If your meetings are going to be run by the Interacoon 
Method, the followrng are responsibili~es you assume as a 
project team member and techniques you can use to improve 
your meetings 

NOTES: 

APPLICATIONS & IDEAS: 
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HOW TO KEEP THE FACILITATOR NEUTRAL 

Your first major responsibility under the Interaction Method 
system of checks and balances is to monitor the facilitator to 
make sure that he or she remans neutral and does not 
contribute ideas about content or evaluate those ideas of any 
project team member. As we sad  before, the job of facilitator 
is hard and depends on your help. 

Do not spend your energy lying in wait to pounce on the 
facilitator at the slightest sign of non-neutrality Be reason- 
able Most of the time your facilitator will not even be aware 
of mnor transgressions. Be practical. If the actions of the 
facilitator are helping and you and your project team feel 
good about what is happening, do not be a stickler for the 
rules. Rules are only helpful guidelines. 

If you believe that your facilitator is consciously manipulat- 
ing the project team, being unfar to certain individuals, or is 
using his or her power over a meeting's process to achieve 
some personal objective, speak out. Try positive, nonthreat- 
ening approaches first* "Facilitator, you may not be aware of 
this, but I think you cut off Theresa before she had a chance 
to finish " Or, "Facilitator, I feel you're pushng too hard. I 
don't think we've finished with thls issue yet." Talk to your 
facilitator dur~ng a break. Point out what you thnk can be 
done to improve the meehng Then, if the low-key protests 
don't seem to work, you and your fellow project team 
members have a right to stop the meeting and confront the 
facilitator It may be that the facilltator is too intimately 
involved in the issues to be unbiased, and it may be better to 
rotate the role or fire the facilltator and find a new one. 
Whatever the problem is, if the meeting isn't worlung, it's 
time to try something else. 



W 
You're Free To Pitch In 

Being a project team member in a meeting that is run by the 
Interaction Method can be a liberating, positive experience. 
Other than the two monitonng responsibihties, you don't 
have to worry about the normal problems: being heard, being 
attacked, being cut off, being too talkahve, etc. You can drop 
many of your protective guards. You know that your 
facilitator IS watching out for these things, so you can, and 
should, totally throw yourself into the subject matter of the 
meehng 

Concentrate on the content and don't worry too much about 
process. Don't try to backseat-dnve a meetlng. Remember: 
There is no one right way to solve a problem or one right 
process to facilitate ameetmg. Particularly if you're atraned 
project team leader of facilitator, it's easy to fall into the trap 
of showing off your expertise and provlng the facilitator 
wrong: "If I were your, I wouldn't have done such and such " 
Focus on the problem, not the facilitator, and don't offer 
advlce unless you're asked, or the facilitator clearly needs ~ t .  

Listen, Listen, Listen! 

Respect your fellow project team members. Be a good 
hstener. When others speak, give them full attention. Don't 
cut them off or distract the attention of the project team with 
unnecessary movements or snlde remarks. Keep a common 
focus. There is nothing worse than two people whispenng to 
each other while you explarn your brilliant idea. 

NOTES: 

APPLICATIONS & IDEAS: 
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Where To Sit 

Be aware of where you sit. Don't always sit in the same place 
with the same people. By changing your position, you can 
help to shake up the seating pattern. The change in seating 
patterns can keep a project team from becomng physically 
polarized Polarizahon often results in cliques that cut off the 
group interact~on and produchvity. 

Don't Be Negative I 
Keep an open mmd. Don't evaluate an idea before it has a 
chance to be developed. Negativism is one of the major 
problems of meehngs. As a project team member, you can 
help to set a positive tone. Look for the worth in an idea. 
Don'tjump on its faults. Try the little trrckof saying what you 
like about an idea before you express your concerns: "What 
I like about your suggestion is that it could solve the infant 
mortality problem, but my concern is that the host country 
wouldn't accept it." 

Planning Effective Project Meetings 

NOTE 

Meeting for the sake of meeting is a big waste of time. There 
should be a goal and purpose for each meeting. Some 
projects have daly meehngs to discuss schedules, subcon- 
tracting and contract items, financing considerations, and 
host country issues. These meetings all have a purpose that 
is to be accomplished and a goal to be reached. 

t 
APPLICATIONS & IDEAS: 
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In addition to detemning the purpose goal, the person 
calling the meeang should do the following: 

Decide how long the meeting should be 
Communicate information about the meeting 
Develop the agenda 
Put it all together 
Choose a facilitator for the meeting 

A project meeting should not run more than an hour and a- 
half without a break. Somehmes, even that is too long and an 
hour is more reasonable. The length of the meeting should be 

' deterrmned before the meeting starts. Some factors to 
consider in the determination of the length of the meetrng are. 

The number of people in the meeting. 
The lfficulty of the topic 
The number of topics. 
The project team work schedule. 

Remember to stick to the meeting scheduler A meeting that 
goes past its finishng time will lose the interest of the project 
team 

NOTES: 
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COMMUNICATE INFORMATION ABOUT THE MEETING TO EACH PARTICI- 
PANT 

An agenda is the best way to let others know the purpose of 
the meeting. In addrtion to the purpose, you should include 
the time of the meeting, where the meehng will be held, and 
if ~t is necessary to bring or study anythng before the meeting 
begins. If there are stakeholders or support people attendng 
the meeting who are not regular members, spend some extr; 
time explaining the topic and what you expect them to 
contribute. 

DEVELOPING THE AGENDA 

We can't emphasize enough: Everyone should know what to 
expect before comng to a meeting You must be explicit 
about what's going to happen, how the meehng is going to be 
run, who is going to play what roles, and the answers to the 
rest of the issues we have rased so far. If all parhcipants 
receive a detailed agenda at least a day (preferably a week) 
before the meetmg, they will come prepare, and most of the 
common causes of confusion at the beginning of the meeungs 
will be avoided. Because most of the procedural questions 
will have been settled m advance, your meetings will be 
shorter and more effective. 

When you are very busy and rushed, wntlng up an agenda for 
a future meeting can seem like a waste of t~me It's not1 We 
have designed a simple agenda form to make ~t easier. Filling 
out a formis quick (you can fill it out In five mnutes), and the 
form Itself remnds you of thngs you mght have forgotten. 
A standard form is easy to read at a glance, and anyone can 
be traned to fill it out. 

NOTES: 

APPLICATIONS & IDEAS: 

211 5/94 Developed by GPS Technologies, Inc. for the U S. Agency for International Development m- 12 



APPLICATIONS & IDEAS: 

2/15/94 Developed by GPS Technologes, Inc. for the U.S Agency for International Development III- 13 



2/ 15/94 Developed by GPS Technolog~es, Inc. for the U.S. Agency for Intematlonal Development m- 14 



Date, Starting Time, and Place 

Obviously, when and where the meetlng is going to be held 
are essenhal pieces of informahon. Make sure to include the 
number or name of the meeting room. If partrcipants are 
unfamiliar with the location, send along a map with direc- 
tions. 

Ending Time 

Meetings tend to dragon forever, if you let them. Principally, 
meetrngs so frequently run over because project teams try to 
accomplish too much in too short a time. We discuss this 
problem below under "Order of agenda items " The point is 
to set realistic time limts and keep to them. Begin and end 
the meeting on time; if you finish the agenda early, end the 
meeting early. Participants will appreciate that you respect 
their trme and will take meetings more senously In general, 
meetrngs should be from one to two and a half hours long 

Meeting Type 

There are five basic types of meetings - problem-solving, 
decision-malung, planning, reporhng, and reacting (feed- 
back), and meetings can be comblnations of these types. Each 
type may require different roles, numbers of people, and 
meetrng methods You should be clear about what type of 
meehng you want and plan it accordingly. For example, is it 
ameeting to make decisions orjust to share information? Let 
everyone know what type of meetrng it is going to be so they 
can arrive with a common set of expectations. 
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Expectations are clearer if specific outcomes are stated 
Stating expected outcomes should be done by the project 
team as a whole at the end of the previous meeting or by 
whoever is convening the present meeting. If it is the first 
gathering of a project team, everyone should participate in 
sharlng expectations at the beginning of the meeting. Imag- 
ine in advance that the meeting has just finished and that it was 
successful. Ask yourself: What would success look llkev 
What would have been accomplished? What problems 
solved, what decisions made? What other lunds of sharing 
and l e m n g  would have made the meeting successful? If 
everybody is explicit about their desired outcomes, unreahs- 
tic expectations can be dealt within advance or at least before 
the meebng gets under way. 

Background Materials 

If there are presentaQons or issues that require the partici- 
pants to do homework, list the background materials that are 
being sent out with the agenda or that participants are 
expected to have and review beforehand. Be realistic: Most 
people aren't very conscienbous about reading handouts, so 
keep them short. Usually they are read at the last moment, so 
don't send them out more than a week or so in advance 

Please Bring 

If you expect participants to bring something to the meeting, 
let them know. Items that participants should bring mght 
include edited documents, filled-out forms, lists of names 
even box lunches There's nothlng worse than finding every- 
one settled down to a meetmg and then one by one dashing 
out to find some piece of paper left in an office. 

APPLICATIONS & IDEAS: 
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Project Off~cerr/Chairperson, Facilitator, Recorder, and Project 
Team Members 

These are the four basic roles of the Interaction Method. By 
having to list names on the form, you will be remnded if you 
have forgotten to line up a facilitator or recorder, and 
everyone will know in advance who is supposed to be doing 
what. It's essential for the facilitator and recorder to be 
informed of their roles because they have the responsibihty 
for coming early and setting up the meeting room. If you list 
the names of all the project team members that are expected 
to attend, the attendees will have an opportunity to get a 
sense of the size and flavor of the meeting and to see what 
interests will be represented. 

Observers and Resource Persons 

, We have already defined these temporary and occasional 
roles. Observers and resource persons should understand 
and agree to thelr roles before the meeting, and the rest of the 
participants should be aware of who else IS going to be 

1 attending the meeting and in what capacity 

1 Meeting Method 

Everyone should know how the meeting is going to be run 
and understand the ground rules. We have pointed out the 
dangers of the so-called "structureless" meeting when you 
want to accomplish a task To avoid the multi-headedanimal 
syndrome and all the other common meeting problems, you 
need some structure. What's ~t going to be7 Robert's Rules 
of Order? The Interaction Method? Some combinahon of 

I the two? 

APPLICATIONS & IDEAS: v 
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For each agenda item, list the person who is responsible for 
introducing the subject (that is, who is making the presenta- 
tion, who is submtting the problem to the project team, who 
is responsible for this area of concern, etc.) The person who 
is responsible for each item should figure out with the 
facilitator and/or project officerlcharperson a good way to 
handle the issue. In a sense, each agenda item is like a mini- 
meeting. You have to decide what type of meeting to have: 
what you want to do and how you are going to do it acontent 
and process agenda. In most cases, you won't be able to give 
a specific problem-solving method or technique, but you do 
want to communicate whether you expect the project team 
simply to listen to a report or to become involved in solving 
a particular problem or malung a decision. 

Then you should make a realistic estimate of hme necessary 
to deal with the agenda item After malung estimates a few 
times, you will get a feel for whether an item is likely to be a 
ten-rmnute or half-hour issue Thngs always seem to take 
longer than you thnk, so it's a good idea to be generous In 
your time allocations. An example of a completed agenda 
item: "Progress report on the career development program: 
Do we need an extension of deadline~&chard/presentation 
and decis~on-malung120 mnutes." 

W NOTES: 

APPLICATIONS & IDEAS: 
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Suggestion. make a first pass at listing all the agenda items, 
working out a process for each one and malung time esb- 
mates, but not worrying about the order of agenda items. 
Then add up all the hme allocations to see if they exceed the 
total amount of time set aside for the meeting. Often you will 
find that you have more items than available time, but it's 
better to discover this before rather than during the meeting. 
Many meetings are damned as failures because the project 
team had unrealistic expectations: the team tried to deal with 
fifteen items and managed to cover only ten. If the team had 
set out to handle eight issues and ended up with the same 
outcome (talung care of ten), the meeting would have been 
regarded as a great success. Plan your meeting to be a 
success, not a failure. 

Now it is tune to order the agenda items. Phllosophles about 
the ordering of agendas conflict Some people feel the most 
difficult and challenging item should be first so the partici- 
pants can deal with it while they are fresh Others feel it 
should be last to build excitement or even to tire out partici- 
pants so no one will have energy left to fight about the issue 
In general, we favor putting reports on acQon items first and 
then dealing with issues in order of urgency and general 
concern If you don't get to cover all the items, then at least 
you have taken care of the most critical ones. 

In actuality, meetings can get totally filled with putting out 
little (but immediate) organizational fires while larger, long- 
range issues, which are equally important to the functioning 
of the project team, reman untouched. To counter this 
tendency, plan special problem-centered meetings to focus 
entirely on one or two larger, more complicated issues. 
Durlng these meetings, all discussion of day-to-day affans 
will be suspended, and the project team will devote its 
energies to more general problems 

NOTES: 



and that have no prearranged procedure for putting together 
and ordering the agenda, you should cross out the words 
"Order of'  and write "Suggested" on the agenda form. 
Allocate time at the beginning of the meeting for the agenda 
form. Allocate time at the beginning of the meeting for the 
agenda items to be modified and given priorities by the 
participants themselves, whlch gets people to "own" the 
meeting and to assume responsibility for what happens. 

CHOOSE A FACILITATOR FOR THE MEETING 

Very often it helps to have aperson at the meeting who is only 
concerned with meeting the agenda and the time frame of the 
meeting. This person will make sure that everybody is heard 
and that the project team stays on the topic until they reach 
a decision. The facilitator does not have to be a member of 
the project team, but helshe should be. 

Running Effective Meetings 

After the meeting is planned and the participants are notified, 
the next step is to make sure that all of the topics on the 
agenda are discussed. Anyone in the project team can be the 
facilitator. In fact, everyone in the meeting should take 
responsibility for facilitating the meeting to some extent. The 
meeting will be better and faster of everyone does their part. 
Running an effective meeting means following six basic 
steps: 

1. Begin the meeting on the right foot. 
2. Set the atmosphere of the meeting 
3. Stick to the agenda 
4 Try to make sure that everyone participates. 
5 Review actions to be taken or dec~sions made 

during the meeting. 
6. Close the meeting. 

APPLICATIONS & IDEAS: 
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BEGIN THE MEETING ON THE RIGHT FOOT 

Sometimes people will not talk at a meeting if they don't 
know everybody. Take the time to make sure that everyone 
knows all the participants. If you have time, let team 
members talk about what they do on the job or where they are 
from if they're from a different department. 

SET THE ATMOSPHERE OF THE MEETING 

Let everyone know as soon as possible what the meeting will 
be like. Introduce the agenda and the purpose of the meeting 
Then, explain what decisions have to be made, what results 
are expected from the meeting, and the time that is available. 
If the agenda is not full, ask for additronal agenda topics from 
the project team. If the agenda is full, begin discussion of the 
topics as soon as possible after you luck off the meeting 

STICK TO THE AGENDA 

It is very easy to begin talkrng about another related topic, 
especially when people know a lot about it. Also, when the 
discussion is unpleasant, it is natural to avoid the topic and 
switch to something else. It is the meetrng facilitator's job to 
make sure the agenda topics are discussed By saying 
something like, "This is very interesting but we need to get 
back to the agenda" or "Let's take this up at another time so 
we can finish," the facilitator can politely bnng the lscussion 
back to the agenda. It is a good idea to leave the agenda out 
in full view and point to it while remnding the project team 
what they are there to talk about 

a 



APPLICATIONS & IDEAS: 
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should be done. The project team may decide to continue the 
meeting or schedule one for another time. You may decide 
to let someone else make the decision or have someone 
gather more informaOon before a decision is made. Thank 
everyone for their participation and conclude the meetmg, on 
timer 

' APPLICATIONS & IDEAS: 
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TOOLS OF ANALYSIS FOR PROJECTS 

Steps In Problem Analysis 

T here are six steps involved in the problem analysis 
process. The steps are presented in the model illustrated 

below. 

The six steps include 

1. Define the problem 
2 Decide on its worth 
3 Find the facts 
4 Idenbfy alternative solutions 
5. Specify important characteristics 
6 Weigh the alternatives 

NOTES: 

APPLICATIONS & IDEAS: 
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Problem Analysis Procedure 

STEP 1. DEFINE THE PROBLEM 

A problem exists when there is a significant difference 
between what is happening and what shouldbe happening. A 
program/project should solve and prevent human problems. 
Other problems are important only when they affect human 
living condlhons. 

A project officer must be skilled at identifying a problem, 
weighmg its impact on the people, and decidlng on the best 
solution. 

When a problem becomes apparent, it must be clearly de- 
fined. To do so, answer these questions: 

1. What is happening? (Describe the actual situation ) 
2. What, ideally, should be happening? (Describe the 

desired situation.) 

A problem is not necessarily something undesirable Some 
problems provide an opportunity for positive change A 
situation that negatively and repeatedly affects people, should 
probably be changed. The change should improve or correct 
the condition. Whether the problem concerns one hundred, 
two hundred, or thousands of people, the process for change 
IS sirmlar . 

I APPLICATIONS & IDEAS: 
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Examples of Problem Definitions: 

Actual situation - Freedonla has one of the hlghest In- 
fant mortality rates - 7 1 infant deaths 
per 1,000 live births. 

Deslred situahon - The infant mortality rate should be 
more In llne wlth its neighbors -20.8 
infant deaths per 1,000 live births. 

Actual situation - Freedonla has had one of the weakest 
and least developed private sectors 
on the continent. The private sector 
IS domnated by a few closely held 
commercial, mdustnal, and banhng 
groups. 

Desired situation - The private sector must move to- 
wards an open market economy. 

Actual situation - Raw industrial and residential waste 
are commonly deposited in rivers be- 
cause of a lace of adequate sanitatlon 
facllibes 

Deslred situahon - Increased availability to sanitatlon 
facilities through the country. 

NOTES: 
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I 
STEP 2. DETERMINE IF THE PROBLEM IS WORTH SOLVING 

Problem analysis requires time and energy. Some problems 
are simple and not important enough to warrant any effort. 
U.S.A.1.D certanly should not devote resources to every 
problem that surfaces. 

Benefits of Problem Solving 

Three benefit areas may be realized from problem solving: 

1. CORRECTION - Somethng is happening that 
is causing &fficulQes. 

2. PREVENTION - Somethmg is happening (or 
about to happen) that may 
cause difficulties in the fu- 
ture. 

3. FACILITATION - Things happening are benefi- 
cial, and we want more of the 
same 

For example, a report issued by the Center for Disease 
Control states that darrhea is the leading reported cause of 
death for infants in thud world countries. We may decide to 
correct this problem: 

1. If we can detect a specific cause of the problem in a 
given country, we want to correct that problem 

2 Perhaps diarrhea is not currently a problem, but we 
can identify sltuaoons that may cause the problem in 
the near future. We want to prevent it from occur- 
nng . 



measures, but not at a pace that we feel is necessary. 
In this situation, we would want to facilitate the 
preventive measures. 

We must be very sure that solving a problem will actually 
benefit the recipient's country and/or its people. The follow- 
ing guidelines can be used to determne if the problem is 
worth solving: 

1. Does it impact the local quality of life? Does it 
adversely affect health or living conditions? Can it 
help to Improve the local economy? 

2. Is it important? Is there a significant "payoff"? Is 
there a large gap between the expected and the actual 
situabon? Or is there a small gap that makes a big 
difference? You should be able to state exactly how 
the local recipients will benefit from the solution. 

3. Is it feasible? Do you have the resources and the 
authority to deal with the problem or at least make 
recommendations for dealing with it? 

4 Is it practical? Some cost is usually associated with 
solving a problem, are you sure that the benefits 
outweigh these costs? 

STEP 3. FIND THE FACTS 

Fact-findng is conducted for two purposes- 

To gather data 
To "test" leads 

APPLICATIONS & IDEAS: 
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Testing Leads 

Gathenng facts begins to uncover information that suggests 
the cause of the problem. It is dangerous, however, to jump 
to a conclusion too early. Because project designers fre- 
quently engage in decision malung, they develop habitual I 
question them, even when better ones are offered. Keep an 
open mnd, and don't consider first hunches as the "real 
cause." Instead, treat each possible explanation as a lead - a 
lead that must be tested before you accept it. There are 
several ways to test a lead. I 

Begin by exmning  the facts and noting the 
hfferences between what is and what is not 

Reflect back and note recent changes that 
could influence these hfferences. I 
Make a list of possible explanahons. Include 
all of those h n g s  you h n k  could be influenc- 
ing the situation. 

Compare the list of leads against the facts you 
have gathered. How well do they fit? Ask, 
"Why does thls fact affect all of the elements 
that are involved in the problem and not affect 
the elements that are not mvolved?" 

APPLICATIONS & IDEAS: ‘I 
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Fact-findmg involves. 

WHO 
Who is involved7 
Who is not involved but could (realisti- 
cally) be? 

WHAT 

What events, behaviors, equipment, and/ 
or matenals are involved? 
What events, behaviors, equipment, and/ 
or matenals are not involved? 

WHEN 

When does the problem occur? 
When does the problem not occur? 

WHERE 

Where does the problem occur? (e.g., at 
a physical location or at a step w i h n  a 
procedure) 
Where does the problem never occur? 

NOTES: 

APPLICATIONS & IDEAS: 
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STEP 4. IDENTIFY ALTERNATIVE SOLUTIONS 

Once you have isolated a problem and found it worthy of your 
time and energy, you must devise a method to solve the 
problem. Most of us solve problems each day by malung 
ample, routine decisions. These soluhons of habit often 
work. However, we may be overloolung a viable, more 
effechve alternative. This alternative solution could result in 
a more effective means of problem resolution. 

Arriving at a decislon involves identifying alternative actions 
and choosing the one that will best yield the deslred result. 

Experience also plays a role in making decisions. With the 
Innumerable situations in an office or field setting, there can 
be no exact formulas. The process of identifying alternatives 
depends on the situaQon. Ideally, guidelines for each type of 
situation should be provided but that would make this course 
excessively long. 

For any glven situation, the more alternative solutions you 
can generate, the greater the likelihood that the one you 
choose will give your desired result 

Alternaaves can be generated by vmous means, for example. 

Talk to others who have expertise in the 
problem area 
Branstorm with a small group of peers 
Use your experience or intuition 
Research books or articles dealing with simi- 
lar problems 

NOTES: 

- APPLICATIONS & IDEAS: 
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T h s  process gives a f a r  comparison between the deslred 
solution and each alternative. You should now choose the 
alternative that meets these cntena: 

It has all the absolute charactenstics 

AND 

It has the greatest number of beneficial and 
convement charactenstics 

Brainstorming 

Brainstomng is a methodology for using a group of people 
to stimulate the production of ideas It is almost always more 
effectwe than trying to generate ideas alone. 

Brarnstomng can be used in two ways: 

1. Structured - In this method, every person in a group 

I 
people to participate but can also create a certan amount 
of pressure to contribute 

2. Unstructured - In this method, group members 
simply give ideas as they come to rmnd This method 
tends to create a more relaxed atmosphere but also 
nsks dormnation by the most vocal members I 



NOTES: 

In both methods, the generally accepted guidelines are as 
follows: 

Strlve for quantity of ideas to maxirmze the 
effectiveness of the team process 

Ideas generally begin to flow when the team 
members ask themselves questions based on the 
five W's andHV What, Why, When, Where, Who, 
and How?" 

Never criticize ideas. No idea should be treated 
as stupid. To crhcize or belittle someone is a 
surefire way to curtal creativity 

Wnte every ideaon a flip chart. Having the words 
visible to everyone at the same time avoids rms- 
understandings and rermnds others of new ideas 

Everyone agrees on the question or issue being 
brainstormed. Write it down, too. 

Record the words of the speaker on the flip chart 
as spoken. DO NOT INTERPRET The leader 
may have to abbreviate a lengthy Idea in to a few 
words. It is permissible to abbreviate, however 
when abbreviation occurs, the originator must 
agree. 

Do it quickly; 5 to 15 mnutes works well. 

APPLICATIONS & IDEAS: 
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Be creative, new ideas will be generated by 
thnlung big. Combinauons of existrng concepts 
may lead to new and exciting creations. A shot of 
fantasy can aid in shedding the bonds that prevent 
us from doing creative thinlung. Put yourself in 
the "other person's" place. 

Leave the Branstomng Chart posted when pos- 
sible. It will likely receive a lot of attention and 
may have ideas added to it by members and 
others. Members should feel free to add to the 
chart at any time. If visitors drop in dmng the 
branstormng session, they may be lnvlted to join 
in If so, the rules should be explained to them to 
avoid possible confusion and embarrassment. 

APPLICATIONS & IDEAS: 1 
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Reaching Consensus 

Reaching consensus is based on the effectwe use of two 
chshnct types of communication: 

Dialogue 
Discussion 

The purpose of each is discussed below. 

DIALQGUE 

The purpose of dialogue is to allow everyone to express their 
point of view, to get everyone's opinion in an open, non- 
challenging exchange. By engaging in dialogue, the project 
team is seelung resolution or agreement 

Nominal Group Techniques 

When selecting whch problems to work on and in what 
order, it often happens that the problem that is selected is that 
of the person who speaks the loudest or who has the most 
authority Selection of these problems often creates a feellng 
in the team that "their" problem will never be worked on. 
Thls feeling can lead to a lack of comrmtment to work on the 
problem selected, and the selection of the "wrong" problem 
in the first place. The nomnal group technique tries to 
provide a way to give everyone in the group an equal voice 
in problem selection 

NOTES: 

Developed by GPS Technolog~es, Inc. for the U S. Agency for Internat~onal Development 111- 39 



1. Have everyone on the team write the problem that they 
feel is most important. If the team members do not wnte 
the problem out, you need to get them written on a flip 
chart as they are being communicated If people do I 
produce written problems, collect them when they are 
fimshed. Everyone may not feel comfortable writing, but 
it may make them feel safer tallung about sensitive 
problems at the beginning I 

1 

2. Write the problem statements where the team can see 
them. 

3. Check with the team to make sure that the same problem 
has not been written twice (it mght be written in slightly 
different words). If a problem is repeated, combine the 
two items into one item 

4. Ask the team members to write on a piece of paper the 
letters that correspond to the number of the problem 
statements that the team produced. For example, if the 
team developed five problem statements, everyone would 
write the letters A through E on the paper. 

5 Make sure that each problem statement has a letter in 
front of it. Then ask the team members to vote on whch 
problem is the most important by putting a five (5) next 
to that problem's letter. The problem list mght look as 
follows: 

A High Infant Mortality 
B. High Incidence of Communicable Disease 
C .  Insufficient Food Supply 
D. Over Population 
E Low Standard of Living 

I 

APPLICATIONS & IDEAS: 
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Each team member's paper would looks like thls: 

A. 
B. 
C. 
D. 
E. 

So ~f a team member thought that "Insufficient Food 
Supply" was the #1 problem, their paper would look like 
thls: 

A. 
B. 
C. 5 
D. 
E. 

Everyone then has to complete the list by voting what is 
second most important, third most important, etc. 

A. 2,5,2,4,  1 
B. 1 ,4 ,5 ,5 ,5  
C. 5, 2, 1, 1 ,2  
D 4, 1 ,3 ,3 ,4  
E. 3 ,3 ,4 ,2 ,3  

An alternate ranlung approach involves the "one half plus 
one" rule. When dealing with a large number of items, it 
may be necessary to limt the items to be considered Thls 
rule suggests ranlung only one half of the number of items 
plus one. e.g., if 24 items were generated, team members 
would only rate 13 items 

NOTES: 
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6 .  Add up each line of number across. The item with the 
hlghest number is the most important one to the total 
team. In th s  case, "B" (High Incidence of Communicable 
Disease) would be the most important item with a total of 
"20". You would add up the numbers for each item and 
put them in order. 

7. You would then work on item B first, and then move 
through the list. 

Cause & Effect Diagram 

The Cause & Effect diagram was developed to represent the 
relahonship between some "effect" and all of the possible 
"causes" that influence it The effort or problem is stated on 
the right side of the chart and the major influences or "causes" 
are llsted on the left. 

Cause & Effect diagrams are drawn to clearly illustrate the 
various causes that affect a process through sorting out and 
relating the causes For every effect, there are likely to be 
several major categories of causes. The major causes rmght 
be summanzed under four causes such as. Government, 
Resources, People, and Delivery System. You may use any 
major category that emerges or helps people thnk creatively. 

NOTES: 

APPLICATIONS & IDEAS: 
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A well-detailed Cause & Effect Diagram will take on the 
shape of fish bones, hence, the alternative name Fishbone 
Diagram. From ths  well-defined list of possibilities of 
probable causes, the most llkely are identified and selected 
for further analysis. When exarmnlng each cause, look for 
things that have changed, deviations from the norm, or 
patterns. Remember, look to cure the cause and not the 
symptoms of the problem. Push the causes back as much as 
IS practically possible. 

n 

-- 

STEPS IN CONSTRUCTING A CAUSE & EFFECT DIAGRAM 

1 Generate the causes that are needed to bulld a Cause & 
Effect Dlagram ~n one of two ways: 

Structured brainstormng about possible causes 
without prevlous preparabon. 

Ask members of the team to spend bme be- 
tween the meetings, using simple check sheets, 
to track possible causes and to e x m n e  the 
production process steps closely 

L 
APPLICATIONS & IDEAS: 
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ANALYSIS OF THE SITUATION 

T he purpose of development projects is to induce change 
based on results that are desired within the project 

environment and society as a whole. Before project planning 
takes place, there must be general agreement about what the 
improved situahon should be. T h s  will make it possible to 
agree on the purpose and the goal. 

Development projects do not exist in a social vacuum, 
therefore it is necessary to describe the desired future situa- 
tion in very specific and measurable terms. Accurate project 
definition is only possible with appropriate analysis Five 
elements of situa~on analysis should be conducted to ensure 

Stakeholder Analysis 

Problem Analysis 

Analysis of Objechves 

Strategy Analysis 

Alternatives Analysis 

Stakeholder Analysis 

Lack of knowledge among development planners both on 
the donor and partner side about the people affected by the 
development project (stakeholders) has proved to be acom- 
mon cause of problems Organizations, authorihes at differ- 
ent levels, and interest groups, have different motives and 
interests The analysis of interests and expectations of the 
vmous stakeholders is of fundamental Importance both 
early on in the project planning and during the implementa- 
tion of the project. 

APPLICATIONS & IDEAS: 
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I A fundamental requirement of all development projects is to 
make sure that objectives reflect the needs of society and the 
stakeholders and not merely the needs of institutions. All 
parties whose views it is necessary to investigate in order to 

to list all groups likely to be affected by a possible develop- 
ment project in the area whether they are effected positively, 
negatively, directly or indirectly. 

Write down all persons, groups, and institutions 
affected by the problem environment 
Categorize them, e.g interest groups, individu- 
als, organizations, authonties, etc. 
Discuss whose Interests and views are to be 
given pnorlty when analyzing the problems. 
Specify gender. 

Based on the information available and the insight and 
expenence of the individual team members, a more detailed 
analysis can be made of a selection of the groups identified. 
The team members should decide on the criteria to be used 
in this analysis. Once the cnteria are established, the man 
charactenstics of the individual groups should be identified 
accordingly. 

APPLICATIONS & IDEAS: 
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holder analysis, the problem can then be analyzed. It IS 

important that all possible options remain open during 
problem analysis. The aid at thls early stage is to establish 
an overview of the situation. Later in the process, the 
perspective will be narrowed and deepened In order to 
prepare for project des~gn. 

FORMULATE THE PROBLEMS 

Ident~fy exlshng problems - not possible, imag- 
ined or future ones 

A problem IS not the absence of a solut~on - but 
an existing negative state. 

Only one problem per card. 

IDENTIFY A STARTING POINT 

Each team member should wnte down a suggestion for a 
focal problem, 1.e. describes what helshe feels is the central 
point of the overall problem. The theme guiding the discus- 
sion and overall selection of the focal problem is the Interests 
and problems of the interest groups, persons, and lnstltutlons 
involved. Using consensus management techn~ques, the 
team should hscuss each proposal and try to agree on one 
focal problem. If the team cannot agree after uslng consen- 
sus management techniques, then 

Arrange the proposed problems In a problem tree 
according to the causal relations between them, 

Try again to agree on the focal problem on the 
bass of the overvlew acheved m b s  way. 

APPLICATIONS & IDEAS: 
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NOTE 
DEVELOP THE PROBLEM TREE 

I The substanhal and direct causes of the focal problem are 
placed parallel underneath it. The substantial and direct 
effects of the focal problem are placed parallel in the line 
above it. Causes and effects are further developed along the 
same principle to form the problem tree. Review the problem 
tree, verify its validity and completeness, and make neces- 
sary adlustments. I 

EFFECTS 
i 

I11 

i'"""""*'i -9-1 
CAUSES 

I 
The problem analysis can be concluded when the team 
members are convinced that all  essential information has 
been included in the diagram in order to explain the main 
cause and effect relationships whch characterize the prob- 
lem. 

APPLICATIONS & IDEAS: 
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If the statements do not make sense after being reworded 
from problems, write a replacement objective, or leave the 
problem unchanged. Check to make sure that meeting 
objectives at one level will be sufficient to achleve the 
objectives at the next level. 

Problems: "If cause A, then effect B" 

Objectives: "Means X in order to aclueve end Y" 

NOTE: Every cause---effect relationslup does not auto- 
matically become a means--end relationship. Rewordng 
will be the determnlng factor. 

Worlung from the bottom upwards, ensure that cause- 
effect relationshps have become means--end relationshps 
Fmally, draw lines to indicate the means--ends relation- 
ships in the objectives tree 

APPLICATIONS & IDEAS: 

Developed by GPS Technologles, Inc and TEAM Technologles, Inc 
for the U.S. Agency for lnternatlonal Development 



Developed by GPS Technolog~es, Inc. and TEAM Technologres, Inc. m- 53 
for the U S. Agency for Internat~onal Development 

11 r 



Environmental. Environmental effects, envi- 
ronmental costs v s .  benefits 

APPLICATIONS & IDEAS: 
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I Strategy Analysis 

I In the oblectives tree, the hfferent clusters of objecaves of I 

strategic plan to assure that there is a supporting relationship. 
The relationshrp to the strategic plan is important to ensure: 

The development needs and opportunities in the 
particular country, region, or sector are in agree- 
ment with the mssion, goals and strategic objec- 
hves of the agency. 

Host country, regional, or sectoral development 
needs are seen in the context of the U.S 
government's assistance objectives as identified 
in legislation, executive orders, or other policy 
statements issued by the legislative and/or ex- 
ecuhve branch. 

Program strategies focus on those areas where is 
detemned that agency assistance can achieve 
significant program results withrn the planning 
period and where those results can achieve sus- 
tainable development impact 

The volume and stability of projected resource 
flows and the proper staff resources are avslllable 
to assure project success. 

NOTES: 

I the same type are called strategies. The strategies that have 
been selected from the alternatives are then compared to the 1 

APPLICATIONS & IDEAS: 1 
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NOTES: 
Particular attention should be paid to the strategy, rabonale, r 
and key assumptions secbon of the strategic plan. The team 

I should assure that the following elements of the proposed 
progrdproject strategy are considered: 

The nature of the problems whch need to be 
addressed if the strategic objective is to be I 
achieved. 

The feasibility and appropriateness of the pro- I 
posed approach to the identified problems. I 
The compatibility and consistency with other 
related donor activity I 
The commitment and polibcal will of the host 
country and/or other development partners to 
support and sustain the approach 

The availability of suitable institubonal partners 
and suitable delivery mechanisms 

The team should also compare the strategy to the action plan 
section of the strategic plan. The action plan secbon de- 
scribes the actions necessary to implement the strategy in the 
current fiscal year and the two successive budget years. The 
progrdproject strategy must support the action plans iden- 



LOGICAL FRAMEWORK 

nadequate planning is a persistent problem in interna 
tional development assistance. Planning documepts are 

often clear about the physical, financial, and personal inputs 
needed. One element that is often laclung is a clear statement 
of overall program or project objecbves and the desired 

I projects whlch don't adequately address the objectives and 
their deslred impact often fa11 to reach ther maximum 
potential. I 

OUrPUTS TOR MONITDRlNG OllTkwrTO 
SYSTEM PURPOSE 

AcTIVmES INPUTS MONITORING ACrIVITIESTO 
SYSTEM OUTPUT 

CONDlTMlNS 
PRECEDENT 

Organazanon of a LogFRAME 

Rationale and Antecedents of logFRAME 

The logical framework (LogFRAME) was developed in 
response to the above problem LogFRAME is not a rmracle 
tool that will assure that programs or projects adequately 
address the objectives and their desired impact in order to 
reach ther maximum potential 

APPLICATIONS & IDEAS: 
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Most projects produce results and use resources, the ques- 
tion is, whether those results are directed towards real needs 
and problems. Activity without direction is usually non- 
productive. Objectives provide the direction needed to 
ensure project success. 

An objective is a statement of the results we desire, specifi- 
cally an objective expresses an intent that describes a pro- 
posed change wluch is measurable and observable. 

Most planners and managers have seen projects designs 
where specific outputs are clearly defined and broad goals 
are outlined. Most organizations focus their attenhon on 
these two levels to evaluate the costlbenefit values of under- 
talung a project Logical steps are often left out. How are 
inputs converted into benefits? What is the relationslup 
between different levels of objectives7 

CAUSE AND EFFECT 

For every effect there is one, and typically more than one, 
cause A effect can be defined as the net result of a cause or 
a group of related causes. 

Effects are easily identified. They show up as "problems" or 
other end result. To understand an effect, it is essential to 
deterrmne the contributing factors (causes) that led to it 
Most effects are from a complex conglomeration of causes, 
with some causes contributing more than others. Therefore, 
it is often necessary to use a systematic method of analysis 
to thoroughly analyze the problem 

NOTES: 

APPLICATIONS & IDEAS: 



The single most important concept in a development project 
design is separating cause from effect. The problem analysis 
discussed previously uses the problem tree to accomplish 
this separation. Once the cause and effect relationship have 
been identified, the team can then build the vertical logic 
necessary to support the program or project. 

Vertical Logic 

The vertical logic of a project is the project hypothesis. It 
describes the progressive levels of logically linked project 
results The LogFRAME is based on the premse that a 
development project is seen as a set of causally linked 
hypotheses These are described at four levels. 

Activities 

Outputs 

, Purpose 

I Goal 

1 The hypotheses should be linked as follows: 

APPLICATIONS & IDEAS: 
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A simple hypothesis is not enough to assure that the next 
higher level of the vertical logic will be achieved. The team 
must identify the key assumptions in order to help focus 
attention on the weakest areas of the program/project design 

IDENTIFYING KEY ASSUMPTIONS/RIS~XTERNAL FACTORS 

Uncertanty increases at each level of the vertical logic, 
therefore it becomes increasingly important to identify the 
critical aspects of each link between the levels -those withn 
the project and those outside of the project control. 

The uncertanties of the process are explaned by external 
factors (or assumptions) at each level. These external 
factors are outside the dlrect control of the project, but have 
to be fulfilled for the development process to succeed The 
hypothesis at each level of a well-designed project is that all 
items in the project are necessary to achieve the results at the 
next higher level. All items in the project plus the assump- 
tlons made about the external factors will be sufficient to 
produce results at the next higher level 

Measurement and Defining Performance Targets 

Statement of goal, purpose, outputs, and activities are often 
subject to msunderstanding or are open to different interpre- 
tations by those involved with the project. Goal and purpose 
statements in particular tend to be ambiguous It is not 
uncommon for each person looking at a purpose statement 
have a different interpretation of that purpose statement. The 
vertical logic statements can be clarified by idenhfying how 
success can be recognized 

NOTES: 

APPLICATIONS & IDEAS: 

Developed by GPS Technolog~es, Inc. and TEAM Technologies, Inc. m- 62 
for the U.S Agency for Internat~onal Development 



INDICATORS 

Objectively verifiable indicators are the means for estab- 
lishing what conditions must be present in order to signal 
successful achievement of the logic statement. Once the 
team has developed clear indicators, it should be possible to 
easily collect information on those indicators and thus moni- 
tor and evaluate the project. 

EOPI 

The purpose statement is of major importance in the project 
design, therefore the indicators at that level have a special 
name in the LogFRAME: End of Project Impact (EOPI). The 
purpose and its EOPI are the main focus for program and 
project dialogue. The purpose is often extremely complex 
-involving such factors as organizational viability, changes 
in behavior, and improvement in systems performance. The 
rule for selection of the EOPI is: if all EOPI conditions are 
met, then there would be no plausible alternative explana- 
tions for achievement of the purpose. 

TARGET AND SUFFICIENCY 

Inlcators and targets bnng the project to life and add 
meaning to the necessary and sufficient conditions. As 
indicators and targets are developed, the hardest question to 
answer often becomes - "How much is enough?" The 
answer should be "Enough to give confidence that the next 
level objective will be achieved. 

Developed by GPS Technologies, Inc. and TEAM Technoloeles, Inc. TTT c2 
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Means of verification are an important element in project 
monitoring and evaluahon and are an integral part of the 
overall project design. They provide a basic roadmap that 
tell the project officer or evaluator where to get information 
on various aspects of project performance. The value of an 
indicator is lirmted by the means avalable to verify it. Some 
common sources of data for measuring project success are: 

Key informant interviews with project beneficia- 
ries and staff. 

Routine project records and reports. 

Datacollected by other Bilateral and multilateral 
agencies. 

Data collected by government mnistries. 

Data collected from special surveys and studies. 

The choice of the MOV is determned by the importance of 
the data needed, the avalability of alternative sources, and 
the monitoring and evaluation capabilities of particular 
inshtutions and personnel as well as the avalability of funds. 

Assumptions 

Assumptions are a cntical factor in a development project. 
Thls is a world full of uncertanty driven by external factors 
over which we have little control. Project designers must 
come to terms with these external conditions. All of the 
necessary and sufficient conditions both within the 
control(hypothesis) and outside of the control(assumptions) 
of the project team must be defined. 

- APPLICATIONS & IDEAS: 
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I and risks is as follows: 
The method for identifying and responding to assumptions T "OT"": 

Identrfy assumptions 

Refine assumptions 

Analyze assumptions 

Manage killer assumpbons 

IDENTIFYING ASSUMPTIONS 

Develop a rough set of assumptions. What lund of nsks to 
project success are people concerned about the most? Ths  
can be done using branstomng techmques. The important 
concept is to use the if/and/then logic to make sure that your 
assumptions are at the correct level. Once the most obvious 
assumptions have been identified, move level by level to 
complete the identification. 

Identify assumptions whlch are critical to project success, 
but about which there is some doubt. The next step is to 
improve and refine the assumphons. 

APPLICATIONS & IDEAS: 
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question: "what could happen to make thsassum~tion 
fail?? For example if a very general project assumption is 
that "seed will be available at the start of the plantrng 
season," the question to ask is: "What could happen to delay 
availability of seed?'The response mght be that there is a 
likelihood that a dock strike will occur. In this case we are 
malung an underlying assumption that the dock strlke will 
not occur. The quesbon that follows is: "What could happen 
to make the dock strike occur?'Suppose that we find that the 
government is scheduled to sign a contract with the 
dockworkers union two weeks before the seed is scheduled 
to arnve at the port and there is a possibility that the 
government will not accept the union's demands. The 
project team could check with the union and with the 
appropnate government officials to determne the probabil- 
ity that the contract will be signed on time. If the probability 
appears high, instead of the onginal assumption ("Seed 
avalable at the start of the planbng season") the project 
officer will know then to keep an eye on negotiations 
between the government and the dock workers and, if it 
appears likely that the contract will not be signed, the project 
can be replanned accordingly. 

ANALYZE ASSUMPTIONS 

Once the basic assumpbons have been identified at each 
level of the project, the project team should single out the 
assumptions that are most critical to project success. Iden- 
tifying these critical assumphons will not make them go 
away, they still have to be dealt with 

' APPLICATIONS & IDEAS: 
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The next step is to refine the assumptions by moving from 
general to specific. The question "What could make ths  
assumption fail?" is used to produce specific assumption 
statements. Once the specific assumpbon statement is 
developed, the importance of the assumption statement is 
considered by asking: 

Is the assumption important? 

Is it likely to fail? 

What can be done about it? 

Cntical assumptions should be reviewed using the cntical 
assumptions matrix. The project team should be loolung for 
assumptions which are hghly critical and have a low prob- 
ability of holding true. These assumphons should be stated 
in terms of their probability. The team should gather the 
mnimum amount of information to have confidence in the 
assumption. The amount of analysis focused on the assump- 
tions depends on the importance of the assumphon and the 
amount of time and money avalable to the project team to 
spend on analysis of assumptions. If the assumption is 
highly cntical to the success of the project and has a low 
probability of holding true, it is known as a luller assump- 
tion 

NOTES: 

- APPLICATIONS & IDEAS: 
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Assumptions are useful in the planning phase, the imple- 
mentation phase and in the evaluation phase of the project. 
Once the project begins, the project officer must monitor the 
assumptions on a regular basis to assess their conhnuing 
validity. If an assumption proves to be invalid, steps must be 
taken to rectify the situation. 

Manageable Interest 

Manageable interest refers to the tasks (outputs) that a 
project officer should be wilhng to accept responsibility for 
producing if given the resources agreed upon at the start of 
the project. In a well designed project, each task is necessary 
for accomplishing hgher objectives (purpose & goal) that 
motivate the project. Achevmg the higher objectives does 
not automatically follow from achieving the task because 
there are important factors outside the project that are 
necessary too. The hypothesis of a development project is 
that the purpose will be accomplished if the project outputs 
are produced and the project assumptions hold true. 

Management interest depends upon a person or institution's 
point of view. The project officer IS considered responsible 
for acheving the project outputs. They are within hisher 
"manageable interest " The judgment that the development 
impact (purpose & goal) will follow is "beyond hisfher 
manageable interest." 

The concept of "manageable mterest" helps to clarify what 
the project officer should feel responsible for and why. In the 
process, the project officer's objechves are clarified and 
project evaluation becomes an opportunity for the project 
officer to call attention to problems and the need for correc- 
tive action. 

NOTES: 

APPLICATIONS & IDEAS: 
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I .  Once the project is designed, it is important to check the 
- .  - I I 

project design uslng the project matnx. The project matnx 1 I 

I is a one page summary of the project design. 

I APPLICATIONS & IDEAS: 
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The purpose is evaluated next. The purpose sets forth the 
operahonal purpose (the situation that IS expected to preval 
as a consequence of the project). The purpose or ~ t s  lndlca- 
tors should speclfy the intended benefits for the target group. 
Once the purpose has been defined, ensure that: 

It consists of one single objective 

The target groups of the project are specified 

It can be expected to contribute significantly to 
the fulfillment of the goal. 

It is realistic 

It IS outs~de the lmrnedlate control of the project 
Itself 

It IS formulated as desired state, not a process 

It is precisely and verifiably defined 

APPLICATIONS & IDEAS: 
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ACTIVITIES 

The activihes are the work, the investigations, or the tasks to 
be c m e d  out by the project team. When the activities are 
described, ensure that: 

All essential acbvities necessary to produce the 
anticipated results are included 

All activities contribute to the output level above 

Only those activities to be performed by the 
project are included 

Acfivities are stated in terms of actions being 
undertaken rather than completed outputs 

The time available for each activity is realistic 

The activities are appropnate to the situation in 
the host country in terms of institutions, ecology, 
technology, culture, etc. 

NOTES: 

m APPLICATIONS & IDEAS: 
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and to take these Into considerahon when the project is 
designed. Once the external factors have been formulated, 
ensure that: 

There are formulated as desirable positive condi- 
tions 

They are linked to the correct project level 

Factors which are not important are not included 

If there are factors which are both important and 
unlikely to occur (lulling factors) the project 
should either be redesigned to avoid them - or 
abandoned 

The remanmg factors are precisely and verifiably 
defined 

' APPLICATIONS & IDEAS: 
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INDICATORS 

Indicators are useful only to the extent that the means of 
venfication can be generated. Once indicators have been 
specified, ensure that: 

They are specific in terms of quantity, quality, 
time, locahon, and target group 

The means of venfication is avalable(statistics, 
observation, records) 

If not, check that the information can be gener- 
ated at reasonable cost 

It is relevant as a measurement of the achieve- 
ment of objectives 

The means of verificahon is reliable and up-to- 
date 

The collection, preparation, and storage of infor- 
mahon is an activity within the project and the 
necessary inputs for it are specified in the project 
matrix 

FinanciaVEconomic Overview - IRR 

Economc and financial analyses are used to determne the 
value or benefits denved from a particular project Analyses 
are performed by identifying the technical inputs and outputs 
for aproposed project. A dollar value is then applied to each 
of the inputs and outputs and the project is then reviewed in 
terms the effects of that project 

NOTES: 

APPLICATIONS & IDEAS: 
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FINANCIAL ANALYSIS 

Financial analysis of aproject determnes whether the project 
IS financially viable and what level of profits are to be 
derived from the project. Financial analysis does not esh- 
mate whether or not the society (economy) IS going to benefit 
as a whole from the project. 

ECONOMIC ANALYSIS 

Economc analys~s of a project detemnes the true value of 
a project to the host country as a whole. The society as a 
whole would benefit from a project only if the net real 
national income changes posihvely as a result of the project. 
The economy will be better off lf, after all transachons have 
been made a true scarcity values of all Items, there IS a net 
positive return from the project Economc analysls is 
conducted In order to estimate the true value of a project to 
a nation as a whole. Financial accounts are then adjusted to 
reflect economic values. 

PROCESS OF ADJUSTMENT 

Once financlal pnces for costs and benefits of a project have 
been detemned, the economc value of the project is estl- 
mated. The financlal prlces are adjusted as needed to reflect 
economc values for both inputs and outputs and to account 
for external factors. 

NET PRESENT VALUE AND INTERNAL RATE OF RETURN 

Net present value is the discounted measure of a project's net 
worth. In financial analys~s it is the present worth of the 
income flow. In economc analysis net present value is the 
present worth of the Incremental natlonal income. 

NOTES: 

APPLICATIONS & IDEAS: 
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Internal Rate of Return is the discount rate that makes the net 
present value of the incremental cash flow equal to zero. It 
is the maximum interest that a project could pay for the 
resources used if the project is to recover its investment and 
operating cost and still break even. In other words, it is the 
return for capital invested in the project. 

Communicating Using the LogFRAME 

The LogFRAME provides a simple and straghtfonvard 
approach for describing a project to stakeholders, project 
team members, colleagues, legislative comrmttees, etc. The 
description can be presented in such a manner that the 
presenter does not have to be knowledgeable in LogFRAME 
technique or its specialized termnology. 

A step-by-step approach is as follows: 

1 "The overall goal of this project is to ... (project goal)." 

2. "In order to achleve/cont.nbute to this sectoral goal, the 
project will ...(p roject purpose)." 

3 "The project will acheve this objective by taking hrect 
responsibility for .. (project outputs)." 

4 "Let me describe the logic and strategy of the project in 
somewhat greater detal. We believe that if we ...(p roject 
activities) and if ...( activities level assumptions), we will 
achieve our targets of ...( outputs OVI's). We estimate 
that this will cost approximately . .(activity OVIs)." 

APPLICATIONS & IDEAS: 
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5 "In addihon to reachng these targets, several other 
things must happen if the project is to achieve its major 
objectwe of ...(p urpose EOPI). These other factors, 
outside our hrect control, include ...( output level as- 
sumptions) ." 

6 We believe that if we can achleve the major objective of 
th s  project, (project purpose), we are likely to achieve, 
or contribute meaningfully to, the project overall goal of 
(project goal). The achevement of this goal is, however, 
affected by factors outside of thls project. These in- 
clude.. . (purpose level assumptions). It is our judgment 
that all of these factors taken together will be sufficient 
to reahze ths  goal and that the proposed project is an 
important and cost effectwe element in thls strategy. 

' APPLICATIONS & IDEAS: 

Developed by GPS Technolog~es, Inc. and TEAM Technologles, Inc. III- 81 
for the U.S. Agency for Internat~onal Development 



DOCUMENTATION REVIEW AND APPROVAL 

P ersonnel involved in planning A.I.D. assistance activi 
ties must properly document the analysis and planning 

activitites used to carry out their responsibilities The 
documentabon required involves the following documents: 

New Acbvity Descnption 
Assistance Proposal 

New Activity Description 

The New Achvity Description document is intended to 
provide the appropriate AID/W operatmg bureau an early 
opportunity to review a proposal for initiating new assis- 
tance so as to. 

Q deterrmne its consistency with Agency policy 
and the approved strategic plan prior to m h n g  
a budgetary c o m t m e n t  to that proposal; 

provide, as needed, guidance concerning any 
policy or relevant design issues associated with 
the proposal; and 

make a detemnation concerning the location 
for final approval of the assistance activity. 

TIMING REQUIREMENTS 

A New Activity Descnption should be submtted with the 
Action Plan for any new activity proposed for funlng in the 
following budget cycle Under circumstances, or in cases 
where operating units are asked to revise the descnption of 
a new initiat~ve, New Acbvity Descriphons may be submt- 
ted outside the Achon Plan process 

NOTES: 

APPLICATIONS & IDEAS: 
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descnptive background and rationale that is provided in the 
overall strategic planning document. It is expected that the 
narrahve portion of a New Achvity Description will not 
exceed four (4) pages. 

REVIEW AND APPROVAL 

Every New Activity Description is to be reviewed by the 
appropriate AID/W operating bureau as an integral part of 
the bureau's review of the unit's Action Plan. Bureau review 
of New Activity Descriptions will consider the purpose, as 
well as the prionty of the proposed activity relative to other 
proposed bureau activities and the overall availability of 
bureau resources. 

In the case of activities formulated and managed by A.I.D.1 
W units, it is A.I.D. policy that representahves from the 
relevant operating bureaus will pmcipate in the review of 
NADS to ensure coordination among all A I.D. financed 
programs. Because of the Agency-wide impact of achvities 
managed by the Global Programs, Field Support and Re- 
search Bureau (GFR), NADs proposed for the GFR portfolio 
must also be cleared by the Deputy Admnistrator 

Approval of a New Activity Descnption constitutes autho- 
nzation to proceed with further planning of the Assistance 
Proposal. Approval may be subject to certan specified 
conltions to be followed by the mssion or office in plan- 
ning. New Activity Description approval will be accompa- 
nied by a determnation of where final approval authority 
wlll lie for the new activity 

- APPLICATIONS & IDEAS: 
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Optional Intermediate Steps 

It is A.I.D. policy that anyreports or reviews following New 
Activity Descripbon approval, and prior to the presentation 
of Assistance Proposals, are optional Unless directed 
otherwise at the time of approving the New Activity Descrip- 
tion, the officer with delegated authonty for approval has the 
responsibility to deterrmne whether some preliminary docu- 
mentation or review is required prior to further development 
of the assistance activity. 

The purpose of such intermediate steps is to determine 
whether analysis and planmng of the proposal should pro- 
ceed. Effort should focus on those areas of greatest uncer- 
tanty regardmg the feasibility of the proposed assistance. 

Any decision on the part of A I D N  to require an intermediate 
review must be based on the assurance that such areview will 
add significant value to the .development of the assistance 
proposal and be consistent with the criteria for Delegations 
of Authonty 

NOTES: 

APPLICATIONS & IDEAS: 
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Assistance Proposal 

There are several purposes of the Assistance Proposal, these 
are: 

to present the information needed by the approv- 
ing officer to make a determnation as to whether 
the proposal represents an appropriate use of 
USG funds; 

to serve as a guide for the early implementation 
of the activity; and 

to provide a framework for monitoring the im- 
pact of the activity on the strategic objectrve and 
related program outcome supported by the assis- 
tance effort. In the process of meeting these three 
objectives, the Assrstance Proposal also pro- 
vides a basis for authorizing the new assistance 
and for negotrating and obligating A.I.D. funds. 

TIMING REQUIREMENTS 

An Assistance Proposal must be reviewed and recommended 
for approval by the appropriate unit prror to the authorization 
of assistance and obligation of A.1 D funds Assistance 
Proposals should be scheduled rn a manner which allows 
orderly completion of all of the steps leading to and through 
the obligation of funds 

NOTES: 
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CONTENTS OF THE ASSISTANCE PROPOSAL 

The Assistance Proposal must record the conclusions reached 
by completing the six core tasks of the assistance plannlng 
process. The text of the Assistance Proposal will vary widely 
depending on the magnitude and type of activity being 
proposed, but will in no case exceed 30 (thrty) pages. A two- 
three page executive summary may be included for texts 
exceeding 12 pages. 

When an operating unit has chosen to plan at the program 
level, a single Assistance Proposal may be used as long as 
each activity to be authorized is clearly delineated in the 
Assistance Proposal 

Statement of Problem/Opportunity, Activity Purpose, and Assis- 
tance Interventions 

This section of the Assistance Proposal will: 

clarify the problem or opportunity to be ad- 
dressed by the assistance; 

identify the specific purpose(s) of the proposed 
activity and how it will contribute to the strategic 
objecbve and program outcome supported by the 
assistance; and 

describe the types of interventions being pro- 
posed and the rationale for their selection. 

NOTES: 

APPLICATIONS & IDEAS: 
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A case for affirrmng the plausibility of program impact must 
be presented in t h s  section, including: the basis for asserting 
that the planned interventions are feasible and appropriate in 
the context in which they will be carrled out; any existing 
evidence whlch confirms that the proposed approaches will 
work and achieve the results being sought; and the criteria to 
be used for measuring performance. 

A LogFRAME, objectives tree, or equivalent analytical tool 
will be included in the Assistance Proposal to demonstrate in 
summary form the herarchy of objectives (e.g., purpose - 
program outcome strategic objectwe) whch link the assls- 
tance activity to the approved program strategy, the catego- 
ries of inputs to be financed, indicators for measunngperfor- 
mance, and the planning assumptions being made regarding 
the achievement of objectives 

Plan of Action 

The purpose of t h s  section of the Assistance Proposal is to 
describe how the proposed activity will be carried out in the 
assistance environment, i.e., "how it will work." It identifies 
all of the institutional actors related to the success of the 
activity, whether host country, other donors, or other agen- 
cies of the U.S. Government. It descnbes the actions and/or 
activities to be undertaken by other participants, the condi- 
tions to be placed on the disbursement of A.1.D resources, 
and the institutional arrangements to be made for implemen- 
tation. 

The significant conditions to be placed on the disbursement 
of A.1.D resources must be identified. In instances where an 
Incremental approach to deslgn IS being followed, the plan of 
action must include guidelines for the design, review, nego- 
tiation and approval of future intervent~ons (and related 
conditionality), as they are identified. 

APPLICATIONS & IDEAS: 
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Analysis of Key Assumptions and Related Risks 

The purpose of this section of the Assistance Proposal is to 
prov~de the approving officer a clear understanding of the 
risks associated vita the proposed activity prior to authoriza- 
tion. This section will document the principal assumptions 
and risks to successful implementation and sustaned devel- 
opment impact, and recommend how those risks can be 
managed dunng implementation. As appropriate, it will 
idenbfy the point at whch A.1.D- should consider terminat- 
mg its assistance if the idenhfied risks are realized. 

Financial Plan 

This section of the Assistance Proposal contains four dis- 
crete elements. The applicability of each element and the 
level of specificity provided will vary depending on the type 
of design option being used. 

This section of the Assistance Proposal will outline the 
resource requirements for A.I.D. and counterpart funding 
during the life of the activity. In general, the financ~al plan 
will include an overall budget for the assistance activity, a 
projection of cash flow needs per fiscal year and a mare 
detaled budget .or the first year of implementation 

It will ~nclude a summary of expected obligahon actions and 
specify the obligation instrument(s) to be used, funding 
levels for each, and an est~mated obligation schedule. 

When appropnate, the plan w~l l  identify any recurrent costs 
to participating organizations that may be required to sustilln 
the benefits of the assistance, either dunng the life of the 
activity or once funding ceases. Thrs sechon of the ASSIS- 
tance Proposal will also document the steps that are to be 
taken to ensure those costs are covered. 

NOTES: 
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The fourth section of the Asslstance Proposal wlll Identify 
the management costs to A.I.D. of lmplementlng the activ- 
ity, in terms of program and operating expenses, FTES, and/ 
or required technical support from A.I.D./W bureaus. 

Management Procedures Addressed in the Assistance Proposal 

The purpose of this section of the Assistance Proposal is to 
describe the arrangements being made to ensure the prudent 
management of A.I.D. funds. The degree of detail provided 
will vary according to the size and nature of the activity and 
the type of design option being used. 

Ths  section of the Asslstance Proposal will describe A.I.D. 
and counterpart systems for traclung resources, monitoring 
results, reporting, and conducting evaluation and audits. If 
the acquisition of goods and/or servlces IS mvolved, it will 
also include a procurement plan. 

If other partrcipating organizations are to manage USG 
funds, their internal controls and procurement procedures 
must be deemed sahsfactory by A.I.D., and so noted in the 
Assistance Proposal. If one of the purposes of the proposed 
activity is to develop this type of institutional capability in a 
participating organization, then plans for managing A.I.D. 
funds prior to obtaning the certification must be included. 

REVIEW OF THE ASSISTANCE PROPOSAL 

The purpose of reviewing the Assistance Proposal is to assist 
the approving officer in malung hlslher detemnation as to 
whether the proposed activity IS ready for authorization. The 
review process accomplishes t h~s  by holdlng the deslgn up to 
exarmnatlon to determne whether all cntical issues and 
conltions have been thought through and to assure that all 
requirements and standards for plannlng A 1.D.-financed 
activities have been met. 

NOTES: 

- APPLICATIONS & IDEAS: 
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Reviews of Assistance Proposals will be conducted in accor- 
dance with the procedures established for that purpose in the 
operatmg unit responsible for approving assistance.. The 
approving officer is accountable for the integnty and quality 
of the review process Helshe has the responsibility to ensure 
that an adequate process IS ln place and that reviews are 
talored to the nature of the activity and the information 
needed for approval, talung into considerahon such vari- 
ables as: the magnitude and complexity of the proposed 
assistance, key policy issues, the degree to which senior 
managers have been involved in the planning process, the 
nature of any intermediate reviews, previous experience 
with the substantwe focus of the activity, and the critical 
slulls required for malung a decision on the proposal under 

I review. 

Participation in reviews of Assistance Proposals in the field 
may be broadened to include representatives from neighbor- I 
I 

ing mssions, regional support offices, or AIDtW as may be 
warranted to ensure an adequate range of professional exper- 
tise. 

Reviews of all regionally and centrally funded programs 
managed in A.1.D.N will include participation, as appropri- 
ate, by representatives from other bureaus to ensure compat- 

I ibility of the Assistance Proposal with other assistance 
orts. 
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dation to approve or &sapprove the proposed assistance, 
including any guidance for changes or further design If 
approval is recommended, the appropriate office will final- 
ize requested changes in the Assistance Proposal as well as 
initiate parallel processing actions needed to authorize the 
assistance (e.g., Congressional Notifications, any required 
budget modifications, waver requests, and preparation of 
the Authonzation Memorandum). 

Formal approval of the proposed assistance occurs when the 
approving official signs the Authonzation Memorandum 
approving the assistance activity. 

Authorization of Assistance 

Authorization is an internal A.I.D. procedure which offi- 
cially approves the proposed activity and establishes the 
parameters for negohating and obligating funds. In meebng 
these purposes, the authorization sets out the basic scope and 
fundamental condibons of the activity and establishes the 
total planned level of funding- 

Authorization is requlred for all activities financed by A.1 D , 
regardless of the assistance type, the source and method of 
financing, or the amount of assistance. 

APPLICATIONS & IDEAS: 
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NOTES: 

The act of authorizing assistance follows review of the 
Assistance Proposal and precedes the obligation of re- 
sources. Since authorization is an internal A.1 D procedure, 
it may precede the appropriation and allotment of funds for 
that activity. Once executed, it provldes the "green light" to 
proceed with the negooatlon and obligahon of assistance, 

subject to the avalability of funds and A.I.D. OYB allotment 
procedures. 

Contents of the Authonzation Package 

The authonzation package includes: 
an Authorization Memorandum 
the Assistance Proposal, as an attachment 
an Activity Facesheet. 

The purposes of the Authonzation Memorandum are to: 

document in wntlng-that legal and Agency re- 
quirements have been mat: for approval of the 
achvity 

clearly delineate the essential terms and condi- 
tions of the actlvlty to be undertaken 

I Identify any wavers requlred for implementa- 
1 tion 

I provide for the formal approval and authoriza- 
tion of the proposed activlty . I 

APPLICATIONS & IDEAS: 
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The Authorizabon Memorandum must include: 
1. the Action(s) being requested (e.g., approval of 

the acbvity, including pertinent data such as title 
and number, country, purpose of the assistance, 
type and level of resources); 

2. a summary of Issues which, in the officer's 
view, must be documented; 

. a summary of Preauthonzation Steps completed, 
including: 

3. the method and date of review; 
+ the completion of Statutory Checklists, 

and their location; 
+ the date the Congressional Notification 

was submtted and when it will explre 
+ identification of the specific Delegabon 

of Authonty whlch enables the official to 
make the approvals being requested, 

4. as needed, any waiver Requests required for 
.implementation of the activity, including-serial 
numbers. The jushfication for such wavers are 
to be included in the Assistance Proposal and 
reviewed as part of the overall design; 

5. the specific Authorization being made, which 
identifies the amount of funds approved and 
describes the essenbal terms and conditions of 
the acbvity , 

6. Clearances of all appropriate offices; 

7. Signature space for the approving officla.1 

I APPLICATIONS & IDEAS: 1 
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The number of condihons and covenants in the Authoriza- 
tion section should be lirmted to only those considered most 
essenhal since the language may not be subsequently modi- 
fied without formal written concurrence of the approving 
official and clearance of the legal officer. Adltional condi- 
tions and covenants, however, may be included in the appro- 
priate obligating documents. The Authonzation section 
must include the phrase "such other terms and conditions as 
A.I.D. may deem appropriate" to permit inclusion of such 
adltional conditions and covenants in obligating docu- 
ments. 

In the event the approving official did not partrcipate in the 
review of the Assistance Proposal, the Authonzation Memo- 
randum must clearly identify any special concerns or issues 
that the official must be aware of plror to signing the 
Memorandum. 

Wavers that must be approved by officials other than the 
approving officer should, when practicable, be approved by 
such officials before the Authorization Memorandum is 
submitted for signature, and included as an attachment to the 
Memorandum 

The Assistance Proposal should be attached to the Authon- 
zation Memorandum and must reflect all the changes 
required as a result of the review process. 

ACTIVITY FACESHEET 

The purpose of the Activity Facesheet, which is also attached 
to the Authorization Memorandum, is to record in one 
location all data required by the Agency's archive and 
accounting systems for an authorized activity When an 
operating unit has aggregated several related activities into 
a single Assistance Proposal and Authorization Memoran- 
dum, a facesheet will be included for each activity. 



CLEARANCE AND SIGNATURE 

Authority to sign the Authonzahon Memorandum resides 
with the officer to whom project approval authority has been 
delegated. 

Preparation and clearance of the Authonzation Memoran- 
dum will follow procedures established for that purpose by 
the operabng unit responsible for approving the activity. 
These procedures will, at a mnimum, require that the 
Authonzation memorandum and Assistance Proposal be 
reviewed and cleared by the chef project development/ 
program officer, the controller, the legal advisor, the chief 
technical officer for the proposed assistance, and as appro- 
pnate, the contrachng officer. Thelr respective clearances 
represent their concurrence that the Assistance Proposal and 
Authorizahon Memorandum meat all applicable Agency 
requirements. 

OFFICIAL ACTIVITY FILE 

Operating unlts are required to mantain official files for all 
assistance activities. Such files will include documentation 
recording the official actions taken in the course of planning 
and implementing the assistance activity In addition to the 
required documents stipulated in t h s  chapter, planners will 
sand to the official file the following items 

requests for assistance from the host government 
and other development partners 

the statutory checklist completed for authoriza- 
tion 

a record of any intermediate analyses or reviews 

NOTES: 

conducted as part of the deslgn process. 
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MODULE NUMBER: 1.04 

TERMINAL OBJECTIVE: 

Upon completion of this module, the participant will be able to describe the A.I.D. contract 
management process. 

ENABLING OBJECTIVES: 

In order to accomplish the Terrmnal Objecttve, the participant wtll: 

Explan the A.1.D project officer's responsibtltbes regardtng laws, policies, and regulations 
nn the procurement process. 

Describe the procurement planning process. 

Prepare documents to support the solicttation process. 

Explan the contractor selection process. 

Explan the project officer's role in contract admnistration 

Describe the project officer's role in contract close-out. 

2/14/94 Developed by GPS Technolo@es, Inc. for the U.S. Agency for Internat~onal Development 



I LAWS AND REGULATIONS AFFECTING A.I.D. 
PROJECT OFFICERS IN THE PROCUREMENT 
PROCESS 

T e Government's abhty to procure supplies and services is 
based upon law and is h t e d  by law, The Government is 

a sovereign body; therefore, it has special powers and m u m -  
tles. These powers and muni t ies  gve the Government certain 
advantages in the malung of contracts but also impose uruque 
hmitations on its contractual authonty. There are lrterally thou- 
sands of laws and regulations that control or affect the procure- 
ment process These laws and regulations are necessary be- 
cause of the umque status of the Federal Government 

No one person is capable of knowlng all of the laws and regula- 
hons. In fact, no one segment of acquisihon uses or is affected 
by them all. Nevertheless, all of the personnel that are Involved 
in the procurement process are requlred to follow these laws 
and regulahons. It is the Project Officer and the Contracting 
Officer, together, who monitors the performance of the contract 
and ensures adherence to all apphcable laws No other indi- 
viduals have more opportumty to affect the success or failure of 
A.I.D. projects, and few others have more Influence on the am- 
tude with whch the contractor addresses issues of legal comph- 
m e  

Contracts between A.I.D. and contractors may take a number 
I of different forms For example, A.1 D. has developed con- 

tracts for the acquistion of supplies, services, research and de- 
velopment projects, commdhes, and much more. Each of these 
contracts had two or more parties, the offeror (contractor) and 
the acceptor (A.I.D.). These competent parhes reached mutual 
agreement on terms and conditions and passed considerabon 
( s o m e h g  of value) between them to create a mutual legal ob- 
ligation that they were bound to fulfill 

NOTES: 

APPLICATIONS & IDEAS: 

REV 1 2-14-94 Developed by GPS Technolog~es, Inc. for the US. Agency for International Development Iv- 1 



I In fulfilling a contractual obligabon, all pmes  are requlred to 
adhere to the laws and regulahons of the Umted States Whether 1 

APPLICATIONS & IDEAS: 
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Both of these questions must be answered m the affbmaove and 
both apply today. 

Code of Federal Regulations 

The Code of Federal Regulaoons (CFR) is a catalog or codi- 
fication of the rules (published in the Federal Register) that 
concerns the executive departments and agencies of the Fed- 
eral Government. The CFR is organized as indicated be- 
low. 

The CFR is divided into 50 titles Each title repre- 
sents broad areas that are subject to regulation by 
the Federal Government 

0 Each otle is divided into chapters. Each chapter usu- 
ally contains the name of the issuing agency and is 
further subchided into parts that cover specific regu- 
latory areas. 

There are a number of rules and regulations that apply to 
the Federal acqu~sition process and have Government-wide 
force and effect. Some of these rules and regulations are 
codified in the Federal Acquisition Regulation System. 

NOTES: 

APPLICATIONS & IDEAS: 
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Federal Acquisition Regulation System 

The Federal Acquisihon Regulahon System is m Title 48 of the 
CFR. The system was established for the cohficahon and pub- 
hcahon of uniform pohcies and procedures for acquisition by all 
execuQve agencies. The system for A.I.D. consists of the: 

Federal Acqusition Regulahon (FAR), and 

Agency for International Development Acquisition 
Regulations (AIDAR). 

FEDERAL ACQUISITION REGULATION (FAR) 

The Federal Acquisition Regulation (FAR) IS assigned Chap- 
ter 1 of Title 48 in the CFR. The FAR was created to pro- 
vide a single, uniform acquisioon regulation to all execu- 
tive agencies. The FAR became effective on Aprd 1,1984. 
Basically the FAR was the result of a merger of the two 
major procurement regulations. the Defense Acquisioon 
Regulahon (DAR) and the Federal Procurement Regulation 
(FPR), along with the National Aeronautics and Space Ad- 
rmnistrauon Procurement Regulations and the procurement 
regulahons of other execubve agencies 

The matenal in the FAR is based on: 

Statutes 

Execuove Orders (EOs) 

Office of Management and Budget (OMB) Circulars 

Office of Federal Procurement Policy (OFPP) Policy 
Letters 

l?remously exlstmg regulahons (especially the DAR and 
the FPR) 

NOTES: 



Decisions by the Comptroller General (head of the Gen- 
eral Accountmg Office), decisions by the Board of Con- 
tract Appeals (BCA), the Courts, and common law. 

The FAR is the basic regulation that is essentially a state- 
ment of policy. However, the FAR also includes some pro- 
cedural detail. The FAR perrmts A.I.D. to issue supple- 

I 
- ~ 

mentlng regulahons (AIDAk) because the agency 1s uruquely 
organized and it has acquisition needs that are unique to its I 
AGENCY FOR INTERNATIONAL DEVELOPMENT ACQUISITION 
REGULATIONS (AJDAR) 

Chapter 7 of Title 48 of the CFR is reserved for the A.I.D. 
acqusihon regulahons. The AIDAR: 

Does not unnecessarily repeat, paraphrase, or other- 
wise restate FAR matenal. 

Does not conflict with and is not inconsistent with the 
FAR (except as requlred by law or when a deviation is 
authorized). 

Is lunited to regulahons that are necessary to implement 
FAR policies and procedures w i h  the agency. 

Is h t e d  to ad&tional pohcies, procedures, solicitation 
provisions, or contract clauses that supplement the FAR 
to sat@ the specific needs of A I D 

AIDAR supplements to the FAR are preceded by the number 
"7." For example, FAR 2.201 stipulates the alternative mean- 
ings of "Head of Agency " It is up to A.I.D. to stipulate the 
memng of "Head of Agency" in A.I.D., whlch happens to be 
AIDAR 702.170-9 The position of the 7 is three places in 

I front of the decunal; therefore, m h s  example it was necessary 
to add a 0 between the 7 and the 2 

APPLICATIONS & IDEAS: 
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If an agency needs to supplement the FAR and there is no coun- 
terpart m the FAR, the agency wdl ident@ such rnatenal by addmg 
the numbers "70" and up at the end of the FAR number. For 
example, if the AIDAR added somethmg new to FAR Subpart 
15.613, it is numbered m the AIDAR as 7 15.613-70. The sec- 
ond addition at the locabon would be 7 15.6 13-7 1 A whole 
subpart added to FAR Part 22.103 would be numbered 
722.170. 

Procurement Integrity Act 
The Procurement Integrity Act restrictions apply to "Govern- 
ment procurement officials" who parhcipate on the behalf of the 
Government during the conduct of a procurement. To further 
c l w ,  "Procurement Officials" also mclude employees of con- 
tractors, subcontractors, and m&vidual consultants, experts, or 
advisors actmg on behalf of A LD with respect to any phase of 
a pmcular contract action. 

During the conduct of a procurement, government procure- 
ment officials and compebng contractors for that contracbng 
acbon may not, directly or mdlrectly, &scuss any future employ- 
ment or business opportumties. ' b s  prohbibon exlsts only dur- 
ing the conduct of the procurement action. The Procurement 
Intepty Act does not prohbit employment &scussions after the 
contract is awarded, mo&fied, or extended Ths prohibition 
covers all persons who have had substantial and personal in- 
volvement m the procurement. 

In 4 1 U .S .C. 423, the Congress estabhshed addiQonal prol-ubl- 
Oons--and addbonal admmstrabve, contractual, civ1.1, and cnrm- 
nal penalbes--with respect to: 

Bnbes and gratuibes. 

The u n a u t h o d  &sclosure of source selecbon and pro- 
pnetary mformabon. 

APPLICATIONS & IDEAS: 

REV 1 2-14-94 Developed by GPS Technologges, Inc. for the U.S. Agency for Internat~onal Development IV-6 



NOTES: 

I Furthermore, thls sechon of law estabhshes adhhonal post em- 
ployment resbxcbons on Government officers and employees 
who served as procurement officials pnor to separation from 
the Government. See Section 3.104 of the FAR for the effec- I 
I hve dates and lrnplementahon of statutory requmments for pro- I 

curement integrity. Part 3, Subpart 3.104 of the FAR addresses 
procurement mtegnty. 

Procurement Ethics 
Part 3 of the FAR describes the policies and procedures re- 
gardrng improper business practices and personal conflicts of 
mterest. In general, it states that Government business shall be 
conducted m a manner above reproach and without conflict of 
interest or even the appearance of a confict of interest in Gov- 
ernment-contractor relabonships 

T h s   art also addresses that no Government employee may I sohcii or accept, d~ectly or mdrectly, any gift, gr&&, favor, I 
ente-ent, loan, or anythmg of monetary value from anyone 

Has or is seelung to obtan Government business with 
the employee's agency 

Conducts achvibes that are regulated by the employee's 
agency, or 

Has interest that may be substantially affected by the 
performance or nonperformance of the employee's of- 
ficial duhes I I 

1 AIDAR contans the A LD exceptions to these guidelmes and I 
I prescllbes the lsclplmary measures for persons violatmg these 

standards of conduct 1 



THE PROCUREMENT PLANNING PROCESS 

Procurement planning refers to the development of a plan of 
actron, with rmlestones, that begins with receipt of the procure- 
ment request and ends with contract award and delegation of 
contract admmstrabon. 

The procurement plan is a comprehensive document that 
serves as the pmciple tool for the management and moni- 
tonng of procwement activities. The plan provides an o u b e  of 
the steps that must be taken to accomplish the procurement, 
and it specifies how, when, and by whom those steps must be 
taken. Procurement p l m g  provides the framework for satrs- 
fymg a r e q m g  achvity 's need m an effectrve, economcal, and 
timely manner. The plan also must be reviewed and revised 
throughout the procurement cycle, as needed. 

Types of Contracts 

There are several types of contracts that may be used in A.1 D. 
direct contracting, including for example, fixed-pnce; cost 
reimbursement; and indefinite quantity contracts. Further 
detsuls regarding each type are addressed in Part 16 of the 
FAR. 

The benefit of the fued-price contract is that the pnces are fixed 
for the specified work that is to be performed, thereby e h a t -  
ing A.1 D.'s vulnerabihty to cost ovenuns. Use of a fixed-pnce 
contract requlres a very comprehensive, detaled, and unam- 
biguous statement of work so that offerors will be able to accu- 
rately propose costs that will be valid 

NOTES: 
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used by A.I.D., normally is used to acqulre techcal  services 
and research and development services when it is not possible 
to draft definibve specdicahons for the statement of work. Con- 
tractors are reimbursed for actual expenses that are incurred 
and they recelve a fured-fee that is based on the eshmated costs 
of p e r f o m g  the work that is described m the contract. A.I.D. 
assumes all risks for cost overruns under a Cost Reimburse- 
ment contract. 

INDEFINITE QUANTITY CONTRACTS 

There are several multiple order type contracts that A.I.D. used 
to acqulre supphes and services where the exact tune or amount 
of supphes or semces is not known at the tune that the contract 
must be awarded A.I.D. uses the Indefimte Quantity Con- 
tracts (IQC) to obtam quick response techcal  assistance for 
penods up to 120 days. Fixed Pnce and Cost Reimbursement 
contracts can also be Indefimte Quanbty. 

The IQC, like other contracts, is awarded on a competihve 
basis The Request for Proposal (RFP) is synopsized in the 
Commerce Business Daily (CBD) and often the RFP states 
that multiple contract award will be based on the single so- 
licitahon. The competitive procedures are sirmlar to "Full 
and Open" compehbon, with the Project Officer playmg a cen- 
tral role m the development of the statement of work and evalu- 
abng the proposals. 

APPLICATIONS & IDEAS: 
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Methods of Financing 

Some common methods of financing that A.I.D. uses Include 
(1) Direct Reimbursements to BorrowerslGrantees, (2) Direct 
Letters of Comtment  to SupphersIContractors, (3) Letters of 
Comtment  to U.S. Banks, and (4) Dlrect Payments by A I.D. 
pursuant to the terms of A.I.D. direct contracts, purchase or- 
ders, or grants agreements Use of these methods is bnefly 
summarrzed below 

A.I.D. reimburses the borrowerlgrantee for payments made. 
This method of financing gives A.1.D an opportunity for a 
thorough review of the transaction before A.1.D funds are 

I 
- 

disbursed. 

A.I.D. issues dlrect letters of comtrnent  to suppliers and 
contractors and makes payments directly to them on receipt 
of invoices and supporting documentat~on. 

The letter of c o m t m e n t  method uses established commer- 
cial banking channels to process payments to suppliers and 
contractors. The bank letter of c o m t m e n t  method of fi- 
nancing can be used for all U S. Dollar procurement of equip- 
ment, materials, and services under project assistance. Thls 
method is also the usual way that commodity import pro- 
grams are financed, except m the case of large volume pur- 
chases from a single supplier 



DIRECT PAYMENTS 

Contracts, purchase orders, and grant agreements may include 
language that provides for direct payments by A.I.D. without 
adhhonal documents. 

Procurement Administrative Lead Time 

Once a Project Implementafion OrderRechcal Services (PI01 
T) is accepted by the contractmg office, the Procurement Ad- 
ministratwe Lead Time (PALT) starts. The PALT is the time 
(number of days) it takes the contractmg office to award a con- 
tract; ths  "time" begins at the date the contractmg office accepts 
a PIOR from the requmg activity PALT is used as a perfor- 
mance measurement tool at contractmg offices. This is a useful 
tool because the PALT estabbshes the length of tune it takes to 
award a contract on a grven requirement, whch can be used for 
future lead tune predicbons on slrmlar reqwements 

PALT will impose a time schedule on the procurement ac- 
tion; therefore, it is very important to be realistic in eshmat- 
ing an award date. Reviewing previous simlar procure- 
ment actions and conferring with the Contracting Officer 
can be extremely helpful when making h s  estunahon. 

Formal Acquisition Plan 

A formal acquisibon plan reduces to paper the process by which 
the efforts of all of the personnel that are responsible for an 
acquisition are coordinated and mtegrated through a compre- 
hensive plan for fulfilhg the agency's need m a tnnely manner 
and at a reasonable cost The plan mcludes developmg the overall 
strategy for managmg the acqcusibon 

NOTES: 
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A formal acquisihon plan covers the iden~cation of the need 
and s e c m g  of fundng by the requmg achvity, the procure- 
ment of the needed supplies or services by the contractmg ac- 
hvity, quality control by the user, and ulhmately, disposihon of 
property. 

Competition in Contracting 

In 1984, Congress passed the Compehhon in Contractmg Act 
(CICA) that provides for Execuhve Agencies to use "competi- 
hve procedures" m acqulmg property and services. Competi- 
hve procedures are the procedures under which an agency en- 
ters mto a contract pursuant to "full and open competition " The 
CICA also excepted certan categones of procurements from 
its compehhve requirements. Among these exceptions were 
seven categones of c~rcumstances that requlre wntten justifica- 
hons by the Contrachng Officer, management approvals at cer- 
t an  dollar levels, and public notice as appropriate to the par- 
hcular cwcumstances. 

FULL AND OPEN COMPETITION 

Full and open compehtion means that all responsible sources 
are penrutted to compete for Government contracts In other 
words, competition allows all qualified contractors an equal 
opportuIllty to win a contract 

In Full and Open compehhon, the Project Officer prepares the 
PIOlT document and forwards it to the Contractmg Officer The 
Contrachng Officer deals with any remamng set-aside issues 
and publishes a nohce of the RFP in the "Commerce Business 
Dady Synopsis of the U.S. Government Proposed Procurement 
Sales and Contract Awards," published by the U.S. Depart- 
ment of Commerce. Because the contents of the RFP are the 
responsibihty of the Project Officer, heishe assists m its prepa- 
rahon, including any revisions of the critena to be used in the 
evaluation of all proposals 

NOTES: 
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EXCEPTIONS TO FULL AND OPEN COMPETITION 

Although competition is the overriding phlosophy of pub- 
lic contract regulahons, certain situations arise when full 
and open competition is not possible. If these situations fall 
into one of several categories authorizing the award of a 
contract on a noncompetitive basis, negotiations without for- 
mal sohcitabon of proposals from more than one source may be 
undertaken. In a l l  cases where noncompe~tive procurements 
are conducted, a comprehensive written justification must be 
subrmtted for approval by an authonzed official. Under no clr- 
cumstances is a lack of forward planrung a jusbfiable exception 
to full and open compebbve procedures 

Compebbon may be other than full and open when: 

Only one firm can meet the need 

Tune does not permit full and open compebtion. 

The source must be avalable in case of nabonal emer- 
gencies or industrial mobilizabon, or to provide an es- 

Lmted by an mtemahonal agreement 

Authonzed or restricted by statute 

Disclosure of the need would compromse national se- 
cwty 

1 Otherwise m the pubhc interest 

APPLICATIONS & IDEAS: 
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I vidual or organrzabon whose program or project helps to achleve 
the goals of the Foreign Assistance Act I 
APPLICATIONS & IDEAS: 
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I but one with very special ties to the procurement for whlch 
A.1 D 1s supplying funds. 

APPLICATIONS & IDEAS: 
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Host country contractmg is condihoned upon comphance with 
A.I.D. regulabons, and thrs special arrangement demands con- 
scienaous monitomg by Project Officers and Contractmg Of- 
ficers. Such momtoring is made even more challenging by the 
fact that though contractmg particulars vary widely from country 
to country, the Umted States Government's goal of compehhon 
in contractmg is stdl the organizmg pmciple for A.1.D.-funded 
procurements. 

Some factors that must be considered when determhng Dlrect 
Vs. Host Country contrachng: 

1. Does the Host Country agency have contracting capa- 
billty? 

a. Do they have a techcal  staff for momtonng and 
directing the project? 

b. Do they have a contracts/procurement sechon ca- 
pable of negohating, awarding, and adrmnister- 
ing 7 

c. Do they have adequate legal counsel? 

d. Do they have a voucher examination and pay- 
ment procedure? 

e. Are contract approval and voucher approval au- 
thorities at a realistic level? 

2. Are other Host Country agencies involved in the ap- 
provals processes? The processes may be involved 
and time consuming. 

3 Are there local laws regarding advertising, number 
of bids required, special approvals, etc., whch may 
encumber the procurement process? 

NOTES: 
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4. Are the host government officials f d a r  with A.I.D. 
country contract procedures and approval requlre- 
ments? 

5. Has the Host Country agency had a good record of 
letting and administering contracts? 

6. Are host government officials familiar in dealing 
with U.S. f m s ?  

7 Are quahiid U.S. firms or m&viduals agreeable to deal- 
ing with other governments? (In the case of mversihes, 
thelr policies or state laws may preclude hs . )  

8. Is a cost reimbursement contract contemplated7 In 
some cases, host governments are not familiar with 
this contract mechanism and may requlre an exten- 
sive learning process 

9. Are audit facilities available? 

10. What are the expected lead tunes for Host Country vs. 
A.I.D. duect contracts, and what is thelr relabonshp to 
cnbcal mplementabon schedules? 

11. Is it essential that the contract be intensively man- 
aged? Who is in the better posihon to do so? 

12. Does the continued existence of the government 
agency appear hkely? 

13 Is a long term relationshp between the contractor and 
the Host Country beyond the penod of A I D funding, 
desirable or hkely? 

NOTES: 
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SOLICITATION PROCESS 

hen a Project Officer is officially designated after the 
approval of the project in question, helshe must ini- 

tially become fully farmliar with the project's background I I I 
and objectives by studying the documents relating to it. 
These documents will clmfy what the proposed contracts 
are to accomplish and what will be needed. 

Project Implementation Order/Technical Services 

When requirements have been properly defined and offeror 
evaluahon critena established, it may be time to prepare a 
Project Implementation Order/Technical Services (PIO/T). 
T h s  is an Internal A.I.D. communication from project per- 
sonnel, or acquisition planners, to the contracting staff, re- 
questmg that procurement action be taken (it is in many re- 
spects like a "request for contract" document used by some 
other agencies). 

The PIO/T contains a Work Statement, Evaluation Criteria, 
and Relahve Importance of Price, but it also includes a com- 
plete Cost Estimate and the total amount of funds requested 
for the project (one very good reason not to let a PIO/T fall 
into the hands of potenhal offerors!), as well as a vanety of 
other items of information that is necessary for A I.D. con- 
tracting. The PIOR is completed on form A.I.D. 1350-1, 
whlch should form the bass for all future actions in con- 
nection with the requirement. 

The text that follows lists the individual headings of a PI01 
T and briefly describes each. The Project Officer's thought- 
fully prepared PIOE can detenntne the success of any A I D 
project The importance of this task cannot be overempha- 
sized 

- APPLICATIONS & IDEAS: 
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SCOPE OF WORK 

The term "Scope of Work"shou1d not be confused with the 
"Statement of Work" (SOW) itself, as it somehmes is. A 
Scope of Work is a summary of the entlre SOW. The Scope 
of Work succinctly describes the purpose of the work and 
the desired end product 

In the Scope of Work, the "big picture" of a project is pre- 
sented in consice form. Broad, nontechnical terms should 
be used. The actions to be performed by the contractor and 
the results or products that are expected by the Government 
are s m e d .  

STATEMENT OF WORK 

The elements of a Statement of Work (SOW) can vary with the 
objective, complexity, size, and nature of the work to be per- 
formed. Expenence shows, however, that a flexible, six-part 
format provides a practical discipline for document drafting. 
The suggested SIX parts are. 

Introduct~on/Background/Scope of Work 

References (apphcable documents) 

Requrrements (both "do-ables" and "deliverables") 

Progress/Comphance 

Transrmttal/Dehvery/Accessibhty 

Notes/Attachments/Control Considerations 

Such a breakdown into six topical parts is not intended to over- 
simplify any problem The purpose of th~s breakdown IS to en- 
able the SOW wnter to focus attention on key toplcs and pre- 
vent overlap and codusion among related but & s s d a r  specifi- 
cation provisions 

APPLICATIONS & IDEAS: 
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The following suggesbons may be useful to SOW wnters: 

F 

Even though the SIX-part format is suggested as a guide 
for the "luckoff' and for gettmg the job done, thls does 
not mean that the SOW has to be broken down into 
paragraphs with headings and subheadmgs. The SOW 
can be an ordnary expository piece of wnhng that re- 
flects an orderly progression of ideas based on an un- 
derlying but not explicit six-part structure. Slmply use 
the six-part structure as a checkhst. 

State objectives Avoid telling the contractor how to 
do a task unless certan tasks (possibly the format of a 
report) must conform to established agency require- 
ments. 

Remember that any provision that takes control of the 
work away from the contractor, even temporarily, may 
result in rehevmg the contractor of responsibdity. 

Insist on (a) progress reports and (b) an end-product 
as described in the scope of work 

Ifthe SIX-part format is not quite nght, design your own. 
But don't try to start from scratch each tune you have to 
put together a scope of work 

In wnhng the final version of the SOW, you may need to com- 
bine or rearrange elements m m&vidual sechons to fit pmcular 
circumstances. Your man objective should be to arrange and 
present the elements in a manner that is logical and readable, 
emphasize the most Important elements and convey exactly what 
is requxed of the contractor. 

APPLICATIONS & IDEAS: 
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The importance of the language to be used in an SOW cannot 
be overemphasized. An ill-chosen word or phrase can hterally 
destroy any chance for a meamgful complebon of project ob- 
jecbves This is because an ambiguous provision m an agree- 
ment wdl generally be mterpreted agmst the drafter of that pro- 
vision. Because the Government prefers its own terms and con- 
Itions, the burden of careful preparation falls squarely on the 
techcal and contractmg personnel If the SOW does not spec@ 
what is wanted or does not state it well, the contract will be 
poor and result in contmuous contract management and a h -  
istrabve problems and hgher costs. 

Moreover, it should be remembered that SOWs often have to 
be read and mterpreted by persons of vaned backgrounds, in- 
cludmg lawyers and buyers, as well as the ~nd~wduals lnvolved m 
transportation, secunty, quality control, mspechon, etc; there- 
fore, the SOW should be worded to make more than one inter- 
pretabon vmally impossible. In thls context, well-written SOWs 
wlll enable the Government to sabsfy the requirements with bet- 
ter contracts and less costs and effort 

Any product or tangtble end result expected from each task, stage, 
or area of the work and, at contract complebon, is called a dehver- 
ablelend result. The result may be a tangble dehverable (a product 
such as magnehc tapes, graphics, equipment, etc., or an intern or 
final report) It may be an ~ntangble yet real result (completion of an 
analysis or evaluabon, for example). For a term-type R&D con- 
tract, the deliverable may be whatever data has been accumu- 
lated. 

APPLICATIONS & IDEAS: 
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Capabihties of small busmess concerns 

Adrmmstratwe bme for obtammg and evaluaung offers 
and for awardmg contracts 

Tune for contractors to comply with any con&hons pre- 
cedent to contract performance 

Tune for the Government to perform its obhgahons un- 
der the contract 

As mentioned earher, a report can be a deliverable item that 
includes preparation specifications Some reports are not 
considered deliverables because they are not the final result 
of the task but only a management tool for monitoring 
progress toward the completion of an "end-product," 1.e 
product, report, study, analysis, evaluation Regardless of 
the type of report, the specific mformauon that is required must 
be spelled out in the SOW. 

The budget includes the Government's cost estimate of the 
work that is anticipated in the SOW The budget should be 
detailed to the extent possible to justify its relationshp to 
the funding that is available and the work that is required. 
The budget forms the basis for the Government's negoha- 
tion posihon. 



Often A.I.D. needs an item that possesses a particular at- 
tribute but only to a certain level or degree. For example, 
an item may be needed that operates at speeds up to a given 
rate but is not needed for speeds m excess of that rate In 
such a case, the critenon for the contractor selection would be 
whether or not the offered item would meet the shpulated speed 
requlrement. Clearly an offeror proposing to deliver an item 
that will not operate as fast as required would not be selected 
for award If, however, an item would meet the stated speed 
requlrements, its offeror could be considered for award lnsofar 
as that cntena is concerned. Such a cntena is sometunes called 
a golno-go cntenon because it works to select by acceptance 
or rejechon. 

When golno-go criteria relate to the physical characteristics 
of a desired product, we should expect to find them expressed 
in the document that describes what A.I.D. needs to acqulre 
(e g., the specification or purchase description). Required 
mmmum characteristics (e.g., "must be capable of speeds 
up to 55 m.p.h.") need not be repeated as selection criteria 
in the solicitation. 

If, however, it is essenbal that the device being purchased go at 
least 55 m.p.h. but A I D.'s needs wdl be better served the faster 
the device can travel, it is appropriate to reference, or at least 
reflect, the m m u m  reqwement in the part of the solicitation 
that sets forth the critena to be used in malung selection for 
award. For example, the appropriate variable criterion con- 
cerning speed mght be stated in terms of the speeds attanable 
by the proposed device in excess of 55 m p h , together with a 

I reference to the specificahon provision c a h g  for a capabfity of 
at least 55 m.p h. I 
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In some mstances, it is important that A.I.D. obmn not merely 
an adeauately qualified contractor but the best qualified con- 
tractor Agan, it is somehmes important to obtain a product 
that wdl not merely meet certam " m u m "  essenhal require- 

ments but the hghest degree reasonably attanable withln the 
state of the art. In such cases, selection of the most advanta- 
geous proposal is appropnately detemned in part by evaluat- 
mg the degree to whch the needed charactensQcs are possessed 
by each offeror. The hgher the degree, expressed in terms of 
an adjechve (e.g., "excellent," "good") or numerical ratmg, the 
greater the indcated advantage to the Government 

It is sometimes useful to refer to selection cnteria of t h s  
sort as "vanable" or "scorable" criteria, as contrasted with 
golno-go cnteria In using variable cnteria, the evaluator 
asks such questions as, "To what degree?"'How much?" 
"How well?" and assigns a rating or score 

Just as a Contracting Officer compares prices that are bid 
on an invitation for bid (IFB) to see whch bid is, costwise, 
most advantageous to the Government, so may an evaluator 
also, by using variable cnteria, compare proposals in terms 
of factors other than p n e  to see whch proposal offers the great- 
est value to the Government m those terms 

Difference Between PIOIT, C, and P 

The man dfference between these three Project Implementa- 
tion Orders is in what they solicit for, e g , a PIOlT solicits for 
techcal services, aPIOlC sohcits for commodihes; and a PI01 
P solicits for participant t r a m g  The content of each PI0 has 
the same basic requirements, however, there are differences 
between each that warrant inlv~dual coverage of each. 

APPLICATIONS & IDEAS: 

REV 1 2-14-94 Developed by GPS Technolog~es, Inc. for the U.S. Agency for Internat~onal Development IV-27 



Request For Proposal (RFP) Elements 

An RFP is a sollcitat~on document, drafted by a Govern- 
ment agency, that contans a description of what the Gov- 
ernment wants to buy and all of the solicitation provisions 
and contract clauses that will govern the contract when it IS 

awarded. 

The purpose of the RFP is to cornrnunlcate formally the Gov- 
ernment requirements to prospechve contractors. This com- 
murucahon w d  stmulate proposals whch, m turn, will fachtate 
the selecbon of the source(s) best q u s i e d  to fulfiU the require- 
ments in the manner most advantageous to the Government. 

~OLICITATION/CONTRACT FORM (SECTION A) 

The sohcitahon/contract f om provides baslc mformahon on the 
RFP It also serves as the award document if executed by the 
Contractmg Officer. Some of the information mcludes: 

Solicitabon Number 
Name and address of the lssulng authority 
Number of pages 
Where proposals are to be sent 
Date, hour, and place of closing 
Type of sohcitabon 
Pul[lIllmum bid acceptance penod 
Discount for prompt payment 
Acknowledgment of amendments 
Name and address of offeror 
Name and telephone number of buyer 
Table of contents filled out, show~ng page numbers 
Place for name and address of offeror 
Place for name and htle of person authorized to sign 
Place for signature of offeror 

1 
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Place for telephone number of offeror 
Includes award porhon m lower segment of form 
Offer acceptance penod 

The contract speciahst can find most of the information that is 
necessary to fill in h s  section from the purchase request and 
from the contractmg office. Part 15 of the FAR addresses pre- 
paring RFPs. 

This section briefly describes the supplies or servlces to be 
acquired and provides the locaoon m the RFP for the offerors 
to fill in their priced offers. Some of the information in- 
cludes: 

Item numberlpart number 

Incidental dehverable (manuals or reports) 

Term of Contract 

There are no specific FAR references for ths  secbon. 

The Statement of Work IS that part of the RFP or of the 
resulting contract that. 

Describes the system, item, or objective to be devel- 
oped or produced The SOW simply describes the 
work to be done 

Sets forth the methods by whlch the Government deter- 
rmnes that its requirements have been met 

Idenhfies the techcal and management data to be de- 
livered under the contract. 

APPLICATIONS & IDEAS: 
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T h s  section simply locates all clauses that are applicable to 
the RFP into one section. Part 52 of the FAR contans refer- 
ences for prescnpbons for the use of clauses A matm of clauses 
and provisions that contams a column for each principle type 
and/or purpose of the contract also is provided in Part 52 of the 
FAR 

l k s  element provides a central location for any special mforma- 
tion or requirements that are not appropriate for Including in 
other sechons. Tins specral informahon mght Include the names 
and addresses for the contractor to contact for techcal data or 
specificahon that are requlred to perform the work. There are 
no specific FAR references to address ths  sechon 

REPRESENTATIONS AND INSTRUCTIONS (SECTION K) 

This element of the RFP contans provisions that require 
representations, certifications, or submssion of other infor- 
mation by offerors to deterrmne whether or not an offeror is 
eligible for award (e g , is offeror a small business? a manu- 
facturer or dealer?) Many of the actions require the check- 
ing of an appropriate box or filling in a blank Part 52 of the 
FAR addresses thls section 



'r NOTES: 
INSTRUCTIONS, CONDITIONS, AND NOTICES TO OFFERORS 
(SECTION L) 

This element describes the special requirements pertaming 
to preparabon and subrmssion of the proposal and Instructs pro- 
specbve offerors to submt techcal proposals m severable parts 
(separation of techcal and costlpncmg data). Provisions that 
affect the award of a contract but do not become a physical part 
of the contract are one example of what rmght be mcluded here. 
There are no specific FAR references that address th~s secbon. 

EVALUATION FACTORS FOR AWARD (SECTION M) 

T h s  section tells the prospective offerors how the propos- 
als wdl be evaluated. Pnce related factors such as mulhple award 
considerations, ophons, transportahon costs, and econormc pnce 
adjustment can be Included TechmcaVmanagement evaluahon 
cnteria such as factors and subfactors and the relative irnpor- 
tance that the Government places on those factors can also be 
included The selection of the successful offeror can be based 
only on those evaluahon factors that are stated m the RFP. Ref- 
erence Part 15 of the FAR for evaluabon factors. 

APPLICATIONS & IDEAS: 
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How TECHNICAL EVALUATIONS WORK 

The technical evaluations of proposals must be conducted 
as objectively as possible and should not be influenced by 
pricing or other nontechnical factors; therefore, the cost and 
pricing informatton should be separated from technical in- 
formahon in the proposal before it is forwarded to the tech- 
nical evaluation committee. 

Contract Information Bulletin 85-17 (CIB) sets forth the 
procedures to be followed to ensure that past contractor per- 
formance is given systematic consideration m the awarding 
of new A.I.D. contracts T h s  CIB applies to all new lrect  
A I D. contracts (except personal services contracts) over 
$100,000 inclulng "8(a)" contracts and all Indefinite Quan- 
ttty Contracts regardless of value. In adltion, thls CIB can be 
applied to new A.I.D. direct contracts under $100,000 at the 
Qscretton of the contractmg officer. 

Technical evaluation factors are used when the quality of 
technical performance is important relative to price. Only 
the evaluation factors that are specified in the solicitation 
can be applied. Some potential technical evaluation factors 
are. 

Understandmg the problem 

Techcal approach to methodology 

Qualificabons of key personnel 

Experrence m pe r fomg  the same or sirmlar work 

Management capabhty 



0 

a 

APPLICATIONS & IDEAS: 
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Sometunes the only issue is whether the contractor's technical 
proposal is or is not acceptable. In these cases, the technical 
evaluahon factors are used only on a go/no-go basis. 

In other cases, proposals are scored or rated against the fac- 
tors by techca l  personnel to help detemne whch offerors 
have the best potenhal for successfully completmg the work. 
mgher rated proposals are given more favorable consider- 
ations than lower rated proposals. At times, based on tech- 
nical rankings, a contract will be awarded to an offeror with 
a higher price than an offeror that ranked lower on technical 
factors. 

Some techcal  factors address the capabhty of the offeror to 
perform the work, as opposed to the technical merits of the 
proposal When used in ranlung proposals, such factors are 
often referred to as "busmess management" factors, When ap- 
phed on a go, no-go basis, these other factors serve as "specla1 
standards of responsibdity." 

To acheve the goal of identifying the "best offeror, the evalu- 
ation factors must be reliable and valid. To be reliable, a 
factor should cause comparable evaluators to consistently 
evaluate the same proposal. To be vahd, an offeror ranlung hgh 
on the factor should, in fact, have a hgher probabihty of suc- 
cessfully performg the work than an offeror that ranks low on 
the factor. 

NOTES: 



must be decided whether to proceed to contract award with- 
out oral or written discussions or to establish a competitive 
range and conduct such discussions Discussrons with 
offerors is not automaQc--memng that you have the dscreoon 
to perform wntten or oral discussions. An award should not be 
made without further exploration and &scussions when. 

There is uncertanty as to the pricing or technical as- 
pects of any proposals 

The c~cumstances of the compebbon, mcludmg the pat- 
tern of prices obtaned, reasonably put you on notice 
that award on the basis of ~nlhal proposals may not re- 
sult in the lowest overall cost to the Government. 

RULES 

Some of the basic ground rules of discussions are: 

Never indicate to offerors that they will win the con- 
tract 

Never give one offeror an advantage by disclosing in- 
formahon about other offeror's pnces or techcal pro- 
posals. 

Never c~ te  non-exrstent regulahons or make false state- 
ments. 

Never lsclose the Government cost eshmate 

Never allow team members to lsagree (unless planned) 
during &scussions 

APPLICATIONS & IDEAS: 
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Never allow deadlines to affect the course of discus- 
sions. 

Do not use the same strategies/tacbcs all the time. 

Do not engage m techcal leveling or transfusion 

Do not use aucbon techmques. 

BEST & FINAL 

At the conclusion of ~scussions, you must request offerors re- 

* Notice that discussions are concluded 

Nohce that ths  is the opportunity to submt a best and 
fmal offer 

Common cutoff date and hme that allows a reasonable 
opportumty for submssions of wntten best and final of- 
fers 

Nohce that if any mo&fication is submtted, it must be 
received by the date and tune specified and is subject to 
the Late Submssions, Modlficahons, and Withdrawals 
of Proposals provision of the sohcitahon 

APPLICATIONS & IDEAS: 1 
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If the &scussions have been successful, one or more of the 
offerors will submt a BAFO that meets the expectations of 
the Government (e.g., a supenor technical proposal at a com- 
pehhve price). To detemne the hlghest ranlung BAFO, 
the new offers must be evaluated by. 

Obtainmg rankings on technical factors 

Applying pnce-related factors 

Determmng the overall ranking of each offer 

As menhoned earlier, only the evaluabon factors that are speci- 
fied in the solicitation can be applied and the offers must be 
ranked aganst those factors and not each other. After receipt 
of best and final offers, discussions should not be reopened un- 
less it is clearly in the Government's interest to do so. If dscus- 
sions are reopened, an adhtional request for best and final of- 
fers to all offerors stdl w i t h  the compeohve range must be is- 
sued. 

Protests 

Protest is defined as a written objection by an interested 
party to a solicitation for offerors for a proposed contract 
for the acquisihon of supplies or services, or a protest could 
be a wntten objection by an interested party to a proposed 
award or award of such a contract 

"Interested party" for the purpose of fillng a protest means 
an actual or prospective offeror whose direct economc in- 
terest could be affected by the award of, or falure to award, 
a contract 
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I 
Protests are filed when one offeror feels that another offeror 
won a contract unfairly. There are specific procedures for 
f k g  protests. The acbon that IS taken wdl be affected by whether 
the protest is submtted before or after the award, and whether 
it is filed with A.1.D , the General Accounting Office, or the 
General Semces Board of Contract Appeals GSBCA) for au- 
tomahc data processing (ADP), and whether the protest is sus- 
tamed or demed. Protests agamst award in negotiated acquisi- 
tion shall be basically treated the same as in sealed biddmg. I I 

r APPLICATIONS Br IDEAS: 1 
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ADMINISTRATION 

C ontract adrmnistration may be performed by the con 
tracting officer who awarded the contract The con- 

tracting officer may delegate to one or more representatives 
responsibility to perform specified funchons such as the Con- 
tracting Officer's Technical Representative (COTR). 

COTR 

The COTR works for or represents the requinng activity 
and manages the performance of the contractor from a tech- 
nical perspechve. The COTR performs tasks specifically 
delegated in writing and may not enter Into or modify a con- 
tract or otherwise perform functions reserved for a contract- 
ing officer. 

CONTRACTS 

Typical post-award contract administrative duties for a 
COTR include. 

Monltonng techcal performance by reviewmg progress 
reports, malung plant visits, etc 

Inspectmg deliverables and prepmng receivmg reports 

Compamg progress with delivery schedules and cost 
objectives 

Advising the Contractmg Officer of suspected problems 
with contract performance 

ProviQng technical assistance to the Contracting Of- 
ficer regarding changes and m&cahon. 

NOTES: 



NOTES: T 
Grants are not managed by A.1 D personnel. The grantee 
establishes the goals for the program. These goals are then 
approved by A.I.D. and included in the grant. The grantee 
is responsible for planning and implementabon to achieve 
those goals. A.I.D.'s role in agreeing to support the pro- 
gram is to measure and evaluate the grantee's progress in 
achieving those goals. This is accomplished by the use of 
program and fiscal reports and through the contact main- 
tamed by .the COTR. 

Informal relationships with the grantee are generally car- 
ned out by the COTR, and consist pnmanly of coordmahon of 
the grant program with on-gomg A.1 D. dnect programs, mfor- 
mabon exchange, and guldance in A.1 D. reportmg and evalua- 
bon requirements. 

The basic distinguishing criterion between grants and co- 
operative agreements is that for cooperabve agreements, sub- 
stantial involvement is anticipated between A.I.D. and the 

I recipient during performancebf the activity A cooperative I 
I agreement is used when: 

I The pnncipal purpose of the relahonship is the transfer 
of money, property, services, or anythug of value to the 
recipient m order to accomphsh a pubhc purpose of sup- I 

I 
port or smulation authonzed by Federal statute 

A grant would be appropriate except that substantial 
involvement IS anticipated between A.1 D. and there- I 

I cipient dunng performance of the proposed acovity I 



Some of the achvihes that would indcate substanha1 mvolve- 
ment are: 

Review and approval of one stage before work can begin 
on a subsequent stage during the period of the agree- 
ment 

Review and approval of the substantive provisions of 
subordmate agreements or contracts 

Involvement m the selection of key recipient personnel 

Agency and recipient collaboration or joint participa- 
bon 

Momtomg to p e m t  specified lunds of Irechon or re- 
Irection of the work because of mterrelahonshps with 
other projects 

CONTRACT REQUIREMENTS 

The requlrements that are spelled out in the Statement of Work 
are the govemrng cntena for meetmg contract requlrements. The 
COTR must be cognizant of these requirements to properly 
manage the contract. 

Inspection and Acceptance 

As the Project Officer, you are responsible for de fmg  the speci- 
fications for inspection, teshng, and other contract quality re- 
qulrements essenhal to ensure the integrity of the supplies or 
services 

NOTES: 
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Informal Commitments 

Any comrmtment from the COTR regarhng a contract item is 
not allowed. As mentioned m the previous paragraph, only the 
Contracting Offcer may legally execute contract modificabons. 
If a commitment from a COTR to acontractor occurs, then the 
responsibhty for that comtment  is the personal responsibihty 
of the COTR--not A.1 D.'s 

NOTES: 

APPLICATIONS & IDEAS: 



THE PROJECT OFFICER'S ROLE IN CONTRACT 
CLOSEOUT 

C ontract closeout refers to the procedure of verifying that 
all adrmnistrative matters have been concluded on a 

contract that is otherwise physically complete, i.e., the con- 
tractor has delivered the required supplies or performed the 
required services and the Government has inspected and ac- 
cepted the supplies or services. 

Confirmation That Requirements Have Been Made 

It is the Government's policy that the contracting officer 
adrmnistenng the contract sign a contract completion state- 
ment confimng that all adrmnistrative actions have been 
performed. 

, A contract is physically complete when one of two events 

I has occurred. 

I All of the required supphes or services have been deliv- 
ered or performed, inspected, and accepted and all ex- 
istmg options have been exercised or have explred. I 

I A contract t emahon  nohce has been issued to the con- 
tractor. I 

APPLICATIONS & IDEAS: 
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When a contractor provldes a condltlonal release, the file should 
be documented with as much mformabon as you can gather on 
the partxular issues that the contractor excepts from the general 
language of the release If the contract does pursue the issue a 
year after closeout, the memones of your contract adrmmstra- 
tion team may very well be blurred or forgotten. 

You may not have an achve role in the final payment. The pay- 
ment office may make payment based on the contractor's in- 
voice and its receipt of a receiving report. On more complex 
requirements, you generally have a more active role. Overpay- 
ments may result from a vanety of reasons, mcludmg: 

I Adjustments after an audlt on a cost-type contract 

Unhquidated progress payments 

Identify the amount of any funds that are remaining on the 
contract and, ~f there 1s no known potentla1 for future use of 
these funds on t h s  contract, they should be recommended 
for deobligation. T h ~ s  step 1s becormng increasingly Im- 
portant In order to use scarce funds to then- maxlmum benefit 

APPLICATIONS & IDEAS: 
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The Contract Completron Statement is the pnmary responsibil- 
ity of the Contractmg Officer The Project Officer only needs to 
be aware that this document needs to be prepared 

Some of the information in your contract files must be kept 
for a specific number of years These recordkeeping reten- 
tion requirements are sometlmes the result of a legal require- 
ment and sometimes the result of a b s t r a h v e  regulations. 

Property Disposal 

1 When a contract has ended or is termnated, the serviceable 
or usable property acquired during the contract must be dis- , posed. A.I.D. may exercise its nght to requlre delivery of any 
contractor mventory. If the agency does not exercise these nghts, 
the contractor inventory shall be disposed of by several dffer- 

1 ent methods. 

1 The property can be purchased by the p m e  contractor or sub- 
contractors, donated to eligble donees, sold at public auctlon, 

1 used withm the Government, or destroyed. Part 45 of the FAR 
addresses the vmous lsposa. or relstnbution methods use in 

1 contract closeout. 



PUBLIC LAW 103-62-AUG.3,1993 

Public Law 103-62 
103d Congress 

An Act 

To provide for the establishment of strategic planning and performance measurement 
m the Federal Government, and for other purposes. 

Be it enacted by the Senate and the House of Reprcsentdves of the 
United States of America in Congress assembled, 

SECTION 1. SHORT TITLE. 

This Act may be cited as the "Government Performance and Results 
Act of 1993". 

SEC. 2. FINDINGS AND PURPOSES. 

(a)FINDINGS-The Congress fu?ds that- 
(1) waste and inefficiency in Federal programs undermine the 

confidence of the American people in the Government and reduces the 
Federal Government's ability to address adequately vital public needs; 

(2) Federal managers are seriously disadvantaged in their efforts 
to improve program efficiency and effectiveness, because of insufficient 
articulation of program goals and inadequate information on program 
performance; and 

(3) congressional policymaking, spending decisions and program 
oversight are seriously handicapped by insufficient attention to program 
performance and results. 
(b)PURPOSES.-The purposes of this Act are to- 

(1) improve the confidence of the American people in the 
capability of the Federal Government, by systematically holding Federal 
agencies accountable for achieving program results; 

(2) initiate program performance reform with a series of pilot 
projects in setting program goals, measuring program performance 
against those goals, and reporting publicly on their progress; 

(3) improve Federal program effectiveness and public 
accountability by promoting a new focus on results, service quality, and 
customer satisfaction; 

(4) help Federal managers improve service delivery, by requiring 
that they plan for meeting program objectives and by providing them 
with information about program results and service quality; 

(5) improve congressional decisionmaking by providing more 
objective information on achieving statutory objectives, and on the 
relative effectiveness and efficiency of Federal programs and spending; 
and 

(6) improve internal management of the Federal Government. 



Roadmap to Project Management Success 

Personal 
Pro~ect 



Subject: TQM Project Proposal for Mission 

Today's Date: 3/28/94 
Meeting Datflime: 41/6/94 2:30 PM 
Duration: 2 Hours 
Place: 3rd Floor Confrence Room 

Confirm by Calling: John Kellerman 

Meeting 
Leader(s): John Kellerman 

Evelyn Parker 

Participants: 

Prahbat Chandra 
Joanne Lieberman 
Ulanda D ~ f o e  
Jenns Olafson 

Desired Outcomes: 

Approve the Goal, Purpose, & Outputs developed at the previous meeting. 

Develop the Act~vities portion of the vertical logic for a Logframe to support a TQM project 
proposal to the Mission Director. 

Set the meeting time and date to determine Inputs portion of the Logframe 

Background Materials: 

Strategic Planning Handbook 

TQM Guidebook 

Please Bring: 

Stakeholder Analysis Worksheets 

Objectives Heirarchy 

LogFRAME Worksheets 

f order of Agenda Items 

Previous work 
accomplished to 
date. 

Develop Act~vltles 

Next meeting 

Persons Responsible 

Evelyn parker 

Prahbat Chandra 

John Kellerman 

Process 

Presentation 

Brainstorm 

Discussion 

Time Allocated 

:20 

2:OO 

:I0 



Subject: 
Date of Meeting: 
Recap Prepared by: 

Participants: 
John Kellerman Ulanda Defoe 
Evelyn Parker Jenns Olafson 
Prahbat Chandra 
Joanne L~eberman 

Additional Copies to: 

Jeanne Frernont-Clarke 

Content Summary: 
Goal, Purpose, and Output statements for logframe were presented and approved by the team. 

A list of Activities to support the outputs generated in the previous meeting was developed and 
agreed upon by the team. (See attached list.) 

Decisions Reached: 

Each team member will develop a potential list of indicators and means of verification for discussion 
at the next meeting. 

Next meeting to be held on Mayl7, 1994 at 1 :30 PM Same location. 

Actions to be Taken 

Rev~ew Inputs 

Develop lists of potential indicators & MOV's to 
support the vertical loglc. 

Schedule confrence room for next meet~ng 

By Whom 

John Kellerman 

Ent~re team 

John Kellerman 

When 

4/22/94 

511 6/94 





Logical Framework & Good Project Design 

Goal 
The 111g her - le L e 1 oh jec t l v  e 
towards w h l c l ~  the plolect 1s 
expected to contr~bi~te 

(Mention Taget  GI oups) 

Purpose 

The effect wh~ch 1s expected to 
be achieved ds the result of the 
project 

(Mention Tcuget G~oiips)  

Outputs 

The results t hd i  the pl o ec t 
rndndgeme nt should be dhle to 
gudr dntee 

(Ment~on Td~gel GI oups) 

Activities 

The dctiv~ ties that  h d ~  C' t o  be 
undertken by the pl olcct in 01 der 
to producc the outpi~ts 

1qL 

Indicators 
Measures (direct or ind2ecn:) to 
verify to what extent rh@ 
deveIoprnent abjective is 
fulfilled 

(Means af vei%!ication should be 
specified) 

E.O,PJ 

Measures (dil%ct or indirect) tQ 

irerify to what eXtmt the 
irnmed~ate objective b &Fa~d- 

(Means of vet dicationshould be 
specied) 

TeQ& 
hkasures (direct or indirect) @ 

. veflfy to whatexxei'ki th ~UtPuts 
are psoduced 

f Means of ~ e ~ c a t l o n  shi~ufd be 
spec5ed) 

Inputs 

Goods dnd services necessaryto 
underrake the xbvities, 

Goal to strategic objective 
Important events. condztrons, or 
decisionsnecessaryfo-rsust'aimrrg 
objecbves la the long run 

Purpose to goal 

Important events. conditlotls. or 
ckcislons outs~de the control of 

. the project which most prevarl for 
the development objecuve to be 
aaaned 

Output to purpose 

Important events. condirions. or 
dec is~~ns  outside the c o n ~ o l  of 
project management necesmy for 
the acEuevement of tl~e mrnedtate 
objechve 

Activities to output 

Important evenls conditions. or 
decisions outside the controI of 
project management necessay for 
the praducdun of outputs 



ELEMENT 

Approvals &Reviews i 
TYPICAL OMMISION ACTION 

agency policy 

- - 

Funding 

Quantity 

Description of Requirement 

Packaging & Marking 

Did not cite both (a) source 
of funds and (b) amount of 
funds. 

OR 

No supporting documenta- 
tion for absence of a fund ci- 
tation. 

No quantity specified 

No unit of issue 

No independent government 
cost estimate. 

Missing 

Missing 

Return PIOR to requir- 
ing act~vity. 

Obtain from requiring 
activity prior to accepting 
the PIOlT. 

Return PlOff to requir- 
ing activity. 

I I I 
* NOTE Element refers tn an element of the PIOn UCF refers to the Un~form Contract Format, and th~s column 11st.s the secbon of the UCF m whch that 

TYPICAL DEFICIENCIES 
-- 

Need for additional justifications 
and/or waivers (based on analy- 
sis of other ommissions and defi- 
ciencies). 

Wrong fund citation. 

Funds are not realistic. 

Quantities or  units are not con- 
sistent with the requirement, as 
finally definitized. 

Description IS vague, ambiguous, 
overly restrictive, andlor insuffi- 
ciently restrictive. 

Proposed packing & marking 
instructions are vague, ambigu- 
ous, overly restrictive, or incon- 
sistent with the requirement. 

Special instructions are neces- 
sary given the requirement (e.g., 
long storage time or overseas 
shipments) 

ement of Ute PIOK w~ll be Incorporated 

ACTION 
- - 

Obtain prior to issuing the solici- 
tation. 

Obtain a corrected PIOR. 

Discuss problem with the requir- 
ing activity. Document discus- 
sions and enter the description, 
as revised, in the solicitation. 

Discuss problem with the requir- 
ing activity. Document discus- 
sions and enter the correct quan- 
tity and units in the solic~tation. 

- - 

Discuss problem with the requir- 
ing activity. Document discus- 
sions and enter special packing 
and marking instructions, if any, 
in the solicitation. 

BEST AVAILABLE COPY 



ELEMENT 

Inspection & Acceptance 

Dellvery & Shipment 

* NOTE Element refen lo an element of the 

UCF' 

F 

UCF refers 

TYPICAL OMMISION 

Missing name of person re- 
sponsible for inspection and 
acceptance 

OR 

Did not specify place of (ori- 
gin or  destination) of inspec- 
tionlacceptance. 

OR 

Did not specify timing of 
inspection/acceptance. 

No special acceptance crite- 
ria or  testing procedures. 

No delivery date 

OR 

Delivery shown as a calendar 
date (ASAP, Immediate, etc.) 

OR 

Shipping address or place of 
performance is missing, 
incommplete, vague or am- 
biguous. 

8 the Unlform Contmct Format and thls colu 

ACTION 

Where necessary, ontain 
name@), place(s), and/or 
time(s) from requiring ac- 
tivity. 

Identify applicable 
clause(s), if any (e.g., FAR 
52.246-2 or 246-4). Ask re- 
quiring activity if there are 
any special criteria or test- 
ing procedures. 

Identify the applicable 
standard clause(s), if any 
(e.g., FAR 52.212-1 or 
212-2). Obtain missing 
data from requiring activ- 
ity. 

1 lists the sechon of the UCF m whch that 

TYPICAL DEFICIENCIES 

Proposed packing & marking 
instructions are vague, ambigu- 
ous, overly restrictive, or incon- 
sistent with the requirement. 

Special instructions are neces- 
sary given the requirement 

Delivery date is not reasonable. 

ement of Ule PIOK WIU be lncorparaled 

ACTION 

Discuss problem with the requir- 
ing activity. Document discussions 
and enter special inspection and 
acceptance criteria or test~ng pro- 
cedures, if any, in the solicitation. 

Discuss problem with the requir- 
1 ing activity. Document discussions 

and enter delivery date, as re vised, 
1 in the solicitation. 



ELEMENT I UCF* 

Contract Administration 

Special Provisions & Clauses 

quiring activity 
G 

H-L 

Evaluation Factors 

I 

I Sources 

special requirements 

M 

NIA 

Identify the applicable 
clause(s), if any(e.g., FAR 
52.242-2). Ask requiring 
activity if there are any spe- 
cial contract administration 
requirements 

None identified Ask requiring activity if 
any are needed. 

None Provided Ask requiring activity if 
award  will be on "low 
price" (solely on the basis of 
price and price related fac- 
tors) or  "best value" (on the 
basis of p r~ce  and technical 
and business management 
factors). 

Only one source recom- 
mended 

OR 

Requests restricting compe- 
tition to specified sources. 

Question whether the re- 
quiring activ~ty is request- 
ing "other than full and 
open competition" or  "full 
and open competion after 
the exclusion of sources." If 
so obtain the necessary jus- 
t i f i ca t ion .  

the Un~form Contcact Format, and this column 11st.s the secaon of the UCF in whcb that 

No sources recommended. 
Plan not provided 

i 

TYPICAL DEFICIENCIES 

Ask requiring activity if it 
knows of any sources. 

Proposed special contract admln- 
istration requirements are vague, 
ambiguous, overly restrictive, or 
are not consistent with the speci- 
fication or  statement of work. 

OR 

Special contract administration 
procedures are necessary, given 
the requirement 

Proposed revisions or clauses are 
inconsistent with requirement, 
vague, ambiguous, overly restric- 
tive, or  otherwise not applicable 

Proposed evaluation factors are 
not reliable or  valid, given the 
specification or statement of work 

Proposed restrictions on compe- 
tition are not valid. 

ement of the PIOR WIU be incorporated 

ACTION 

Discuss problem with the requir- 
ing activity. Document discussions 
and enter the special contract ad- 
ministration requirements, as re- 
vised, in the solicitation. 

Independently determine the pro- 
visions and clauses to include in the 
solicitation. 

Discuss problem w~th  the requir- 
ing activity. Document discussions 
and enter the evaluation factors, 
as revised, in the solicitation. 

Discuss problem with the requir- 
mg activity. Document d~scussions 
and determine whether or not to I 
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