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PREFACE:

Development project analysis, during the past decade, has assumed
more responsibility for taking into consideration non-economic and non-
technical factors. These changes have predominantly been a response to
the growing information needs of project planning and design. One aspect
of development projects that is becoming much more obvious is that they
are characterized by uncertainty. There will undoubtedly be an increase
in this concern over the uncertain nature of development projects as the
proportion of activities involved in social-change increases,

During the 1970°'s the focus and scope of many development prc jects
changed considerably. There was a shift in attention from economic
growth to income distribution, from production to the satisfaction of
basic human needs, from technology to the development of human resources,
This change is partially represented in the "New Directions" mandate for
USAID in 1973 when the intended impact of a development project, instead
of continuing to be narrow in acope with benefits filtering down to
various grours in society, was redirected within a strategy where it
was to be "focused” on specific groups. This frocess of giving attention
to Qpecific people and specific task environments logically highlighted
the social diﬁénsion of a project as success was heavily dependent on the
ability and willingness of those involved, from planners/managers to
beneficiaries, to change and adapt., In earlier proJjects, undertaking
physical, infrastructural development, the social aspects were seldom
given explicit consideration.
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This attention to the social and human dynamics of development

. projects has provoked a review of project analysis methodologies,
specifically of the relative importance of the various components in the
project analysis process. It is now frequently suggested that, unlike the
heavy dependency on economic and technical analyses of an earlier time,
current development project success will be determined more by how well
identification and elaboration of the project concept and implementation
strategy takes into account the social context in which the proJject will
be implemented. Considerable interest has focused, therefore, on a process
to understand those social forces, especially at the task environment
level, that will have a significant impact on project success. The "human
factor" with its related personal, social, cultural and institutional
dimensions has, for many development workers, become the critical factor
in planning and designing projects. '

Operationally, this interest has produced extensive literature on the
process of project implementation and on the design of organizations and
organizational arrangements, expanding our understanding of how project
intentions can be converted into expanded opportunities for those involved.
Specifically this undertaking has forced development workers to think about
ways that the various components of project analysis can be integrated to
develop a unified information system that assists development activﬁties.

Many people have helped in the putting together of this report.
Numerous informal discussions and interviews provided not only new
perspectives but much support. Special recognition, however, goes to
the staff of the Development Project Management Center, especially Morris
Solomon and Marcus Ingle whose ideas and criticisms were always appreciated.
The content and organization, nevertheless, remains the responsibility of
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the author and does not necessarily reflect the position of the

Development Project Management Center,



I. INTRODUCTION

Defining the task, scope and intent of development projects has
received considerable attention from development workers for some time.
Development projectshave been referred to as 'privileged particles"l of
development and sometimes as "the cutting edge"2 of development. This
paper also attempts to address several issues relating to these opera-
tional questions with dévelopment projects. National development plans
reflect larger aspirations and the overall direction in which a nation
aspires to go. Also, they provide the context in which more specific
planning can take place.3 Development prbjects are concerned, in a
more immediate way, with social, political and ecpnomic opportunities
and constraints.

During the 1970's a considerable segment of the international
development community shifted its approach to organizing an& supporting
development projects. This shift might be represented in the 'New
Directions'" mandate for USAID in 1973 when the intended impact of a
development project, instead of continuing to be broad in scope with
benefits filtering or "tfickling down' to various groups of the poor,
was redirected within a strategy where it was to be '"targeted" on
specific groups of the poor. The impact of this targeting is to spread,
from the local level, laterally'to a larger population.

The implications of this shift on the various components of pro-
ject analysis (social, fiaancial, economic, technical, bureaucratic/
administrative, and so on), however, have not been uniformly understood
and certainly not uniformly agreed upon. “Successful "targeted' or

1



"poverty~focused" projects are much more dependent on participant behav-
ioral change, which is difficult to predict. In rural development, pop-
ulation, nutrition, or education projects the traditional input-to-output
calculations that are important to economic analysis, while they con-
tinue to be important, must be supplemented by other considerations.4
Sometimes these other considerations are referred to as "the human side"
of development projects.5 "Human side" in this situation refers simply to
the socio-cultural variables that have a significant impact on develop-
ment project results. Due to the increased attention to such thingg as
participation and behavioral change, this "human side" of development
projects has been receiving more attention. Starting in 1973, for exam-
ple, USAID has required all projects to carry out a ''social soundness
analysis." This interest in socio-cultural feasibility has received
progressively more attention as problems with project implementation
have become more pronounced.

Projects requiring considerable social and behavioral change, as
is typical with "poverty-focused" projects, have usually encountered
more problems during implementation than larger infrastructural, physi-
cal projects. The salient issues and needs surrounding éhral develop-
ment, educa;ion, nutrition or population projects are significantly
different from those impéftant to the infrastructural projects of the

1950's and 1960's.°

All too often, however, the way project analysis

is carried out during the design stage has not changed sufficiently to
accommodate the overall shift in development project goals. Too often
cost-benefit estimates are treated as representing the certain impact

of a decision to undertake investment in a project even though consider-

able uncertainty, due to behavioral, cultural, social or bureaucratic

variables, surrounds a project's implementation.



In this paper we will look at the growing need for more integration
among the various components of the project analysis process, especially
as it relates to social, financial and economic analysis. We are inter-
ested specifically in rural projects that have a poverty-focus, although
the implications of our comments need not be restricted to.such a narrow

focus.



II. BACKGROUND, SCOPE, CONCEPTUAL APPROACH AND METHODOLOGY

A. Background: Why An Integrated Approach?

The term "social context" is used here in a broad sense to include
the behavioral, cultural, political, bureaucratic and other social fa;-
tors that make up the total project task environment. These factors
have been implicitly considered in most development projects (e.g., in
market studies, socio-economic and institutional studies, studies of
labor productivity, and social cost-benefit studies). In the case of
poverty-focused projects, the socio-cultural gap between (1) project
sponsors, designers or managers and (2) beneficiary agency staff and
ultimate beneficiaries, is usually greater than in more conventional
projects.7 There is a need to consider the social context of the task
environment more explicitly, a need to give these factors, in project
analysis, the kind of attention that reflects the impact they will .
have during the implementation stage. There is a tendency for engi-
neers, agronomists ;nd economists to regard projects primarily in
technical or economic terms with less regard for social, political and
bureaucratic consideratioﬁs. While ideas for a project can, theoreti-
cally, originate from technical developments or economic considefations,
it can be argued that social, political and bureaucratic objectives are
more important, and that economic and technical inputs are merely means
for achieving these goals. This concern is especially relevant for

projects that are focused on poor people. At the same time, political,

social and bureaucratic objectives are poorly served if they are not



pursued with due regard to economic and technical possibilities. A well
'designed project reflects all considerations that are relevant for the
decision-maker and also takes into account the factors that will be
present during implementation.8

In order for a project to succeed, these factors will have to be
integrated in a meaningful way in order for successful implementation
to take place. The need to redesign the project during implementation
is something that is familiar to many project managers. However, there
needs to be a greater effort to understand how the design stage, speci-
fically during ex ante project analysis, can better take into account
this process of integration.

Many ideas as to how this effort can be improved on have been ex-
pressed. Rondinellil states that projects are often designed inappro-
priately or ineffectively for local conditions because of the failure
to address problems unique to the country in which they are to be
undertaken. Project design decisions, he says, are often based on pre-
conceilved or generalized notions of problems rather than on country and
situation specific analysis.9 Cochrane emphasizes that the conceptuali-
zation of rural development has to start with a locally appropriate mode
of production and locally appropriate distribution of goods and services.
It must relate to and fit'into the existing coping system.lo Bryant,
on the other hand, looks at the role that a Government bureaucracy plays
in a project's task enviromment by emphasizing the model of a learning
organization, ome that is open to its enviromment. She holds that decen-
tralization increases the possibilities for such openness for taking
advantage of local opportunities, and for learning from mistakes.l1

The bureaucratic/managerial impact on the project and the project task



environment needs to be seen as an important element in analyzing the
dynamics of the social context.

An integrated approach to project analysis, and especially project
analysis for projects with a poverty-focus, therefore, must contain a
process whereby all relevant information is identified and taken into
consideration.

B. Scope of the Paper

Although the term project analysis implies a set of tools and pro-
cedures for studying all facets of a project, this paper will be re-
stricted to a review of the potential for integration primarily among
social, financial and economic analysis. USAID's Project Assistance
Handbook 3 identifies six different types of analyses: social, finan-
cial, economic, technical, administrative/managerial and environmental
analysis.12 It is assumed, however, that the ideas expressed here would.
be equally applicable to analyses other than just social, financial, and
economic.

A project social analysis is the process of discovering and analyz-

ing the social factors that may affect the structure and success of a
project. Project selection procedures should include an evaluation of
these social aspects. For example, the costs of a project may be per-
ceived to be a cost by tﬁose who are affected by a project and by others
the costs may be perceived as a benefit. It is crucial to the success
of a project tha; the project image, %ield by these different groups and
individuals involved in and influenced by a project, be identified.

The subjective images that these groups have, regarding the effect that
the project may have on them and their environments, should be taken

into account to the best of the project planners' ability.13 An under-
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standing of these projeét selection dynamics is a basic requirement in
analyzing a project's potential for changing traditional social relation-
ships, equalizing power relationships, and building sustained local capa-
bilities to address development needs.14

Two categories of influential actors within the project's task
environment could be identified as (1) participants, beneficiaries or
target groups, and (2) those who will play an influential role because
of their involvement in a supporting agency, government bureaucracy or
institution that will be affected by the project.

1. A social analysis, reflecting the dynamics of the first
group, would need to be a process that provides information on the
following areas:

e Local Culture

e Participant Response and Motivation. Bryant provides the'
following formula for an understanding of the dynamics of
participation: P = [(B X Pr) - DC + OC)]R. Participation
is a function of the benefits (B) to be gained times the
probability (Pr) of gaining them, minus two kinds of
costs--direct costs (DC) and opportunity costs (0C), all
times the amount of risk they can afford to take. It is
readily apparent that the poor will be much less likely to
participate than those with more resources.l5

® Local Leadership Patterns

e Change that is Incremental

e Mobility Habits

® Local Organizations

® Access to Benefits.

2. A social analysis also needs to be a process whereby an

understanding of the second group, and its interaction with the first,

is provided. Specifically it would need to take into consideration

the following:



e Government Bureaucracies: Project Implementation and
coordination 1is a highly political process. It is im-
portant to take into consideration the career needs of
bureaucrats and to appreciate that organizations will
want to control a project only if it helps them achieve
their purposes.

e Supporting Agencies (International Aid Agency or Develop-
ment Bank): Within these agencies the interorganizational
systems of accountability and decision-making will have
a significant influence on how interaction with the local
actors will take place.

® Contractors and Local Institutions

e Management Estimate: Some projects will be easier to managé

than others and, therefore, will have an effect on poten-
tial return. Information should be gathered to determine
how manageable a project is in comparison to alternative
projects.

In order to understand how an organization or agency will perform
in its responsibilities in a certain task enviromment, it is important
to examine the organization's goals, its formal and information struc-
- tures, and the roles of its members. It 15 also important to consider
the resources it receives from other groups such as local government,
the public, or the ministry to which it is accountable. All of these
factors will influence significantly how it functions within the pro-

ject task environment.

Financial analysis is undertaken to learn whether the project's

cash flow permits its un&ertaking, and to see whether the return to
the participant is sufficient to provide adequate motivation for in-
volvement. Also provided in financial analysis is the ability to assem-
ble control information that will be useful to the project management
in soundly implementing and operating the project.

Key questions surrounding financial analysis include:

e How many funds will be required initially and over the
early years of the project's full operation?

e When will the needs for the funds develop?

8



e How long is the need expected to continue?
e How are the needs for funds to be met?

e What degree of reliability can be attached to the cash
flow forecast requirements?

e In what way would incorporation of alternative assumptions

about the pattern of project operation change the fore-
cast?17

Economic Analysis concerns itself with the measurement of the

benefits from a proposed project to the society as a whole rather than
to a‘particular enterprise or entity in the society. It will determine
the size of the income stream likely to be generated over the costs of
inputs. However, it is neutral to income distribﬁtion and capital
ownership, i.e., it does not specify who actually benefits from the
project. For example, if there is a surplus of income, part of it may
be taken in the form of a tax for use outside the project, part is
usually used to compensate capital owners for the use of their capi-
tal, part may become an income transfer in the form of a subsidy to

the poor who purchase the products or services which are produced as a
result of the project. None of these would be identified by the econo-
mic Enalysis.ls Therefore, economic analysis can provide information
about the expected efficiency of capital invested in a project. But
the most economically efficient project is not necessarily the most
poiitically, or, socially, efficient. Nor is it always the most effec-
tive or reliable investment to make. The political will and motivation
that the project engenders is very important and can outweigh economic
analysis.19

An integrated approach is needed that takes into account the rela-

tive importance of these three systems of analysis. Each wéighs, mea-



sures and prpvides information on different aspects of the activity of
a project. Each also omits certain kinds of information. A framework
that can hold them in place would provide some of the needed assurance
that the necessary information is taken into consideration.

The focus of this report is to identify (1) the need for integra-
tion among the various éomponents of project analysis and (2) an ini-
tial categorization of approachgs to project analysis. Specific atten-
tion is given to appraising their potential to respond to the growing
demands for integration. The diagram on the following page (Figure 1)
demonstrates the extent of this report and also identifies the nature
of work yet to be completed. This report stands on its own in that the
classifications are based on a review of what has been covered in the
literature. However, considerable work involving empirical testing and
practical recommendations remains ahead.

C. Conceptual Approach

An integrated approach to project analysis, especially from the
perspective of poverty-focused development projects, requires a close
look at how a project analysis methodology contributes to the potential
for project success. There is a close relationship between planning and
implementation. This has been recognized for some time. According to
Solomon, however, there ié still a tendency to regard planning and im-
plementation as two separate processes, and this confuses an orderly
transition from the planning phase to the implementation phase. ''Those
who plan should have familiarity with problems of action and control.
Otherwise their planning will not be realistic. Those who are concerned

with action must be familiar with planning as a process and must under-

10



Figure 1

A, Need for an Integrated Approach

B. Conceptual Approachs:.Criteria for an Integrated Project Framework
C. Identification of Theoretical Approaches to Project Analysis

D. Initial Classification of Theoretical Approaches

E. Completed Classification of Theoretical Approaches

1, Rank Classifications According to:
- time (chronology)
= type of project
« frequency of use

F. Empirical Research
1, Identify Sample of Project Papers
- sample according to era (i.e., 1950-1960, 1960-1970, 1970-1980)
- sample by type of project (e.g., agricultural development project,
rural development proJject, population projects, nutrition projects,
area development project, and so on)

2. Identify Nature of Project Analysis Used

G. Statement of Findings

H, Recommendations

areas covered
in this report
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stand the particular plan they are to carry out so that they can replan
as necessary."zo

A priority in an integrated approach to project analysis, therefore,
must be concerned with developing a process that takes into account the
existence of those obstacles frequently faced during implementation. Im-
plementation, sometimes referred to as the missing link, or the gap, in
‘development project planning, is gradually being seen as a most crucial
link in achieving success in development projects. A management system
for implementing a project, tailored to the specific needs of an organ-
ization or group in society, has a direct impact on project results.
Similar attention needs to be given to an integrated methodology for
project amnalysis. Crucial up-front decisions are always made. They
will be made on the information (relevant or irrelevant) that has been
compiled and synthesized. The planning and design side of development
projects needs to receive more attention and questioning in order to
make it relevant to the social context in which it functionms.

Also, in order to develop an integrated methodology for project
analysis more effort must be given to explicit consideration of social
variables. There is a danger in project design and planning that im-
portant social aspects of a project will be omitted from the analysis
because these are not alwéys in quantified form. They may be based on
moral judgment, religious beliefs, patriotism, nationalistic attitudes
or other social and cultural mores. For example, the failure to recog-
nize the community leadership structure in the project area and its
relative importance in relation to other characteristics can and often
does lead to the failure of projects. There are many projec;s that

are solidly based in theory and practice in a certain location; but
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when transplanted to another locality are not successful because the
planner failed to weigh the social factors in the project's design.21
Project specific, egglicit consideration of social variables assures that
the project is grounded as well as possible within the eultural context
of the task environment. Woolman describes this process as one of

"cultural energies" of a society,22 making sure that

identifying the
project efforts are in tune with the day to day human responses to social
problems. These are the responses that provide societal stability and
continuity. OCpportunities for successful development projects, espe-
cially projects with a poverty-focus, will be determined to a large
extent by how well the identification, elaboration and analysis of the
project takes into consideration the social context in which the pro-
23

ject is to be implemented.

1.. Identifying Project Analytical Needs: A Framework

In order to understand, conceptually, the general plamning-infor-
mﬁtion parameters in a development project, we need a framework that
helps us to think systematically about all facets of the project
planning process. The diagram (Figure 2) on the following page by
Honadle and Klauss is an attempt to identify, progressively, areas
where there are assumptions and where information is needed. Any pro-
ject is a series of hypotheses and projections of what will happen if
certain interventions are carried out. This is only an intended se-
quence of changes, however. It represents the logic of the project,
what is expected to happen, but is not necessarily what actually will
happen.24 Sometimes resources are applied but the assumption of
increased goods and services is proved false. Sometimes goods and

services are provided, but the behavioral change needed to make full
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use of them does not take place, and consequently the expected level of
benefits and increased societal welfare is not met. Therefore, if there
is an inappropriate assumption at any point in this progression, the
desired increase in welfare may not be what was planned for the Beginning.
A development project, then, is a series of hypothesized linkages.
These linkages, which are '"conditions" that make up the areas where
precise cause aﬁ& effect relationships are not known, are the areas
where information is needed in order to reduce the uncertainty and to
add weight to the validity of the hypothesis. Obviously, as one movés
along this progression, the nature of the needed information becomes
less quantifiable. Information about the potential for critical behav-
ioral change will be less "hard" than, for example, information about the
possibilities of deriving, technically, certain goods and services from
specified resources. Their less quantifiable nature, however, should
not indicaté a reduction in their importance. In many situations it
may be just the opposite. For example, people who desire to change
their behavior in order to achieve a goal, who have group comnsensus on
what they want to accomplish, may be able to achieve remarkable suc=
cesses with scarce resources, or with only a modest increase in the
availability of goods and services. On the other hand, increasing re-
sources and available goods and services may not achieve the expected
level of increased welfare if there is no desire to change behavior in
order to make use of the increase.
An integrated approach to project analysis must be able to relate
to and take into consideration the information needs as conceptualized
in this diagram. In order to increase the chances that the "conditions"

will be addressed and that the uncertainties will be reduced, such a
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methodology needs to be able to identify the critical social factors25
as well as information needed for an understanding of the economic and
technical factors.

2. Integrated Project Analysis: A Process of Interacting
Analytic Components '

Just as a development project should be looked on as a sequence of
intended changes, project analysis should be seen as a process of inter-
acting components. We will emphasize here the social, financial and
economic components only.

The framework for identifying project analytiéal needs in the sim-
plified form that we have just discussed does not respond to specific
questions about how information should be compiled in order to best
reflect the dynamics of the task environment. Especially it does not
indicate how the various components in social, financial and economic
analysis can begin to approach an integrated system. It highlightsN
very well the absolute necessity of the various kinds of information
needs, and describes diagramatically why major project assumptions will
be weak if this information is not developed. It depicts a project,
logically, as a series of hypotheses and actions and focuses attention
on the kind of activities that need to ;ake place if the end result,
increased societal welfaré, is to be achieved.

In this section we will look more specifically at the kinds of
interaction that should take place between social, financial and eco-
nomic analysis.

Productivity is an essential measure of the output of a develop-
ment project. If a community or society is to improve the quality of

life for its members, more goods and services are needed. This says
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nothing about the kind of goods and services, or about how decisions are
made between alternmatives. It emphasizes only that, given a growing popu-
lation, more is needed. For this reason careful attention needs to be
paid to the economic return of a project investment. Poor communities,
especially, cannot afford to undertake activities which create a net
drain on available resources.

One difference between the kind of development project analysis
needed for the targeted attention given to many projects that have
been started since the mid-1970's and that which was needed for larger
infrastructural projects 1s brought more clearly into focus by pointing
out that the differences are not over growth, slow growth, or no growth.
The difference could better be described as between advocates of a
growth that pays more attenfion to the kind of linkages that are
fostered with specific communities and with the actors in specific
task environments.

Two areas should be given more attention in project analysis if
the link between increased productivity and development projects that
are tied organically to a task environment are to be realized.

(1) Woolman describes ''cultural energies' as those forces

which dictate to and control the routine functioning of a society. "A
largely unrealized potential for useful projects,'" he states, '"lies in
the efficient utilization of these cultural energies."26 Society's
social norms; if co-opted, can be a strong medium through which per-
formance and productivity can be increased.

However, only recently has this approach to project analysis been
given more serious consideration. Since World War II, and the rise

of economic analysis in project work, the prevailing theory among
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project managers for social change has been oriented more to a kind of

economic "rationalism,"

the presumed logic of the situatiom, i.e., peoble
with no money are presumed to want jobs, those with large families are
thought to want contraception, ambitious parents are assumed to want
education for their children, and so on. But it is doubtful if such
assumptions can be made on a universal basis.27 This approach contains
within it the potential flaw of setting up a goal or an optimum situa-
tion that is not suited to the task environment. Realism, the process
of bringing these goals into line with what might be possible in a
specific sifuation, is often reflected in applying a series of con-
straints or limitations the optimum. Cochrane holds, however, that
the suggestion of "human constraints” to development is not very help-
ful.28 The existence of supposedly inappropriate attitudes, beliefs
and values avoids the real problem, 1.e., a project designed in ways
that are socially not feasible.

"The results of this kind of thinking are projects like

Hilton Hotels. Each hotel, no matter in what country it

is located, has more or less the same construction, more

or less the same facilities. The concession that is

made to location is to have porters and doormen in

colorful local garb and to have a few local rugs and

artifacts in the lobby area. In the same way, projects

dealing with roads, agricultural credit, and so on, when

designed by persons who ignore cultural and social fac-

tors, turn out to be similar in most countries.'29

Attempting to fit universal project design into a particular cul-
ture asks in what way a country conforms to previous experience else-
where. The more important question is: In what way does a country
depart from previous experience. Although theoretically, the difference

betwean these two may seem small, the operational implications may be

significant.
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(2) If the social context is the primary medium through which
perform#nce productivity can be channeled and, hopefully, increased,
more attention must be given to a functional understanding of the moti-
vations that will result in project participation and project owmership.
A fundamental requirement in an integrated project analysis methodology
is specifically the need to develop an information tool which meshes the
life priorities of the community/task environment with projecf manage-
ment objectives. Failing to do this, project amalysis is greatly reduced
in its potential as an effective aid in achieving meaningful project
results,

3. A Hierarchy of Information Needs

Instead of social factors being considered, as they often are,
after the fundamental; of project design have been decided, they should
become a more integral part of project design. They are intrinsic
variables to project analysis, not extrinsic.30 Following from this
idea, an assumption can be made that any task environment (society,
group in society, organization, geographical area) contains numerous
opportunities for development, as well as constraints to those oppor-
tunities. Real opportunities will be a complex mix of those culturally
synergistic forces that combine the administrative/managerial support
structure to the motivations and desires of local participants. A pro-
cess that can identify, first of all, those project opportunities within
a task environment that mobilize the political and social support that
is needed to initiate meaningful change, should be given considerable
priority. Furthermore, this process could be broken down into, at least,

two component parts: (1) an understanding of community level dynamics

that are important and that will have an effect on how the project is
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'Jdesigned and organized, and (2) knowledge of that which needs to hap-
pen, interorganizatiocnally, among those who make up the administrative/
managerial support structure.

Conventional "economic" analysis tends to flow, conceptually, in an
opposite direction. It is usually based on those macro-economic indi-
cators that reflect the health/progress of the economy as a whole (e.g.,
economic growth rates, foreign exchange balances, sectoral production
and employment, and the development of capital infrastructure). From
this perspective, problems are defined in performance terms measured
against these indicators. Corrective actions, therefore, take the form
predominantly of policies and investments designed to spur the growth
of lagging sectors. Where social indicators are introduced, they are
usually highly aggregated, spotlighting deficiencies in educational
levels, health care, nutritional status, ana—so on. Where these are
taken seriously, the natural response is to define the problem in terms
of actions to make up the deficiencies and nbt necessarily in terms of
integration within a specific task environment. The resulting programs
tend to place unsustainable burdens on public budgets and central ad-
ministrative systems, as these are their principal source of ongoing
support.32 An inteérated.project analysis methodology, therefore,‘needs
to focus more attention on the specific problems/opportunities/challenges
of a task environment. It must be a process that is able to identify
what people are willing to undertake and commit themselves to, and
that takes into consideration the demands on the administrative/mana-
gerial structure that will provide the support needed for routine coor-
dination. From a similar perspective Carner states that in this way
the poor become visible, ''mot as potential welfare cases, but as
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hardworking creative individuals sustaining themselves under difficult
circumstances."33 Such an approach to project analysis should be of
assistance in moving beyond a mere description of the deficiencies in the
outcomes of coping systems and survival strategies, such as is the ten-
dency with a highly aggregated macro approach, to identifying thé bar-
riers that constrain those outcomes. The point emphasized here is the
necessity of searching for and identifying project opportunities speci-
fic to the task enviromment and then proceeding to define the types of
changes and inputs (material resources, funding, organizational changes
within the bureaucratic support structure) that will provide the appro-
priate response.

The following points highlight the ideas discussed here:

® A process to improve knowledge of the dynamics of the social

context and the task environment, especially as it relates

‘to productive activities;

o Identifying a range of development opportunities or possi-
ble interventions appropriate to the task environment;

e Using financial and economic analysis for decision-making
relating to possible project interventions.

Figure 3 lists and describes the salient tasks of an initial analy-
sis of the task enviromment, i.e., the analysis on which other analytical
work will be dependent. ‘Although there is the qontihual need for an
iterative process (information-panalysis-sfeedback) at any stage of a
project, meaningful project ideas rest on opportunities that are sus-
tainable at the task enviromment level.

Figure 4 focuses attention on the role of financial analysis in
relation to social analysis. A project that is feasible from a social
perspective must be analyzed from the perspective of financial viability.

Initial enthusiasm and support for a project will not be sustained if
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Figure &4
FINANCIAL ANALYSIS
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there is little hope for gain or advancement on the part of those whose
involvement is needed. It is crucial to assess whether all participants
have suitably timed cash flows to provide them the motivation for con-
tinued involvement. Failure to anticipate financial requirements may
be as disastrous for project success as would be the attempt to impose
an unwanted project onto an unreceptive local population.

Figure 5 summarizes an economic analysis which is directed toward
discerning whether the project is likely to contribute significantly to
the economy as a whole and if the contribution of the project is 1likely
to be great enough to justify the use of the scarce resources that will
be needed.34 Although this would be a necessary criterion for any pro-
ject's economic analysis, the difference here is that what is being
analyzed is task enviromment oriented, based on analyzing projects that
are tied organically to the social context.

D. Methodology

This report consists primarily of a literature review. The reading
was enhanced and directed by discussions with staff personnel at the

Development Project Management Center (DPMC) in the United States
Department of Agriculture, several persons working with USAID, and
individual professionals who have had experience in this area. The
ideas compiled and expressed here, however, remain the sole responsi-
bility of the author and do not necessarily reflect the views of the

DPMC.
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ITII. PROJECT ANALYSIS: A REVIEW AND INITIAL CLASSIFICATION OF APPROACHES

In this section we will provide an initial classification of past
and ongoing project analysis methodologies. The five categories re-
viewed here are not meant to be definitive or taxonomic groupings. They
are an attempt to provide an initial classification of project analysis
methodologies that can be built on conceptually and used eventually.as
the basis for an empirical review of the role project analysis has played
in development project design. These five groupings, with summary in-
formation, are identified in Table 1. Our goal is to review these
methodologies in the light of the criteria discussed (in the previous
section as a conceptual approaﬁh) for an integrated approach to project
analysis.

A basic problem confronting all countries is that of organizing
inherently limited resources (such as labor, capital, land, and other
natural resources, as well as foreign exchange) for a variety of dif-
ferent uses in such a way that the net benefit to society is as large
as possible. Given the ;imitation of resources, choices must be made
among these competing usés, and project analysis is one method of
evaluating alternatives. 1In essence, project analysis is usually seen
as assessing, in a variety of ways, the benefits and costs of a project
and reducing them to a common yardstick. If benefits exceed costs,
with both measured by a common yardstick, the project is acceptable;
if not the project should be rejected.35

In assessing the merits of different project alternatives, beyond
this criteria of economic efficiency, a project analysis process must be
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TABLE 1

Type of Approach

Ma jor Proponent Main Features

i. Project Gittinger
Analysis Harberger
within a USAID Project
"Traditional” Assistance
Approach to Handbook 3
Development
Projects

2.

Broadening
the Scope

of
"Traditional®
Analysis.

Squire

van der Tak
Marglin
Reutlinger
Peterson
Seo
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top=down in orientation

limited project scope

analysis reflects concerns of
projects that are production
oriented . . . measurable
primarily in economic terms
analysis not functionally

concerned with political/
social/institutional considerations
of broader development programs
separate from routine administrative
activities A

focuses on economic analysis
concerned with growth, not
distribution

infrastructural development
oriented

reliance on skilled experts

set up for tight control of project
activities

analysis concerned basically with
inner project dynamics

top=down in orientation

concerned with growth and
distribution

related most to capital investment
pro jects

attempts to discount optimum project
potential according to risk,
uncertainty and social policy
technically complicated . . .
requiring experts

biased toward giving most weight

to economic analysis criteria
concerned with more than just inner
project dynamics . . . concerned
with impact on social environment
expanded project scope



TABLE 1 CONT,

Type of Approach Main Features

Ma jor Proponent

3. Project Lyman + botton=up in orientation
Analysis Cochrane + emphasizes social context as
within a Perrett explicit analytical component
"Bottom=Up® ] Korten o projects should be an iterative/
or "Process" Michaelwait learning process
Approach to » poverty=focus bias
Development « emphasizes participation as
Projects particularly important to

project success

¢ local level focus . . . concentrates
on task environment specific
activities

. functional power/control is
at the local level , . , thus
analysis must begin at that

level
L
4, Project Cooley « biased neither by top=down nor
Analysis Strand bottom=up orientation
within an « Provides a framework for integrating
Implementation/ factors relevant to project
Management implementation
Approach to + concerned with total project
Development system
Projects o task related information system

« applicable but not restricted to
poverty~focused projects

- o incorporates "uncertainty" within

’ total approach

o attempts to isolate cause and
effect relationships

e impact oriented
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TABIE 1 CONT,

Type of Approach Ma jor Proponents

Main Features

5. Project Imboden « biased neither by top~down nor
Analysis Smith, Lethem bottom-up orientation
within a and Thooley o concerned with the ability to
Design/ influence and coordinate
Management activities outside the project
Approach to . agssumes a design open to
Development environments multi-faceted
Projects - influences and tensions

. problems are not unitary, but
come in interrelated clusters

o cause and effect relationships
are difficult/impossible to
trace

o emphasiges identifying power
centers within soclety . . . at
any level (national, regional or
local) and working out from this
point.

. attempts to understand problem/
organization as a whole, operating
in complex interrelationship with
its environment
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able to place a project alternative in the context of (1) a society's
social objectives, (2) available management potential, and (3) local
project support and project involvement.

A. Project Analysis Within A "Traditional' Approach to Development

Projects

Traditional methods of project appraisal have a bias in emphasizing

the growth objective, often to the detriment, if not the virtual exclu-
sion, of the equity objective. This has been justified on the grounds
that governmentshave available to them a diversity of fiscal devices
that can be used to redistribute project generated income in any desired
direction. It is argued that project analysis need consider only the
growth objective, since this would ensure that the available resources
yielded the maximum increment in totai national income36; other objec-
tives, such as equity, institutional needs, and so on, could be served
by a program of taxes or subsidies that would bring about the desired
redistribution of that maximum increment in national income.

At the practical level, the policy concern with growth is under-
stood to mean that projects should be ;glected in the light of their
contribution to the maximization of total undifferentiated national in-
come. This simple adherence to the central concern for growth is con-
sistent with larger development goals only if it can be assumed that
at the margin all units of project-generated income make the same con-
tribution to growth. To a large extent this assumption has been accepted
in traditional practice. As a result, when theorists attempt to derive,
and practitioners to estimate, shadow prices that reflect the true value
of inputs and outputs to society better than marked prices, they assume

that at the margin all inputs of income are equally valuable from the
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growth point of view and ignore, or at least feel that no concerted atten-
tion is needed for, the equity objective.37

This central concern for economic growth and economic efficiency
grew out of a tradition of projects structured primarily toward capital
transfer. As development projects moved away from this type of activity
into areas of rural development, education, nutrition, and so on, criti-
cism of this approach increased. However, the ''traditional" approach
to project analysis continues to be found useful and continues to play
an influential role in development project work. But one of the central
design problems in, fér example, many World Bamk projects, is what to do
about the kinds of institutional structures needed to effect changes
with capital transfer. Social and institutional development criteria
are, according to Gettenger "impossible to define tightly enough to

agree on what achievement represents."

Therefore, he concludes that
projects should remain well-defined arrangements fbr transferring funds
for specific development tasks which involve no political or social
dimensions about development.38 Social and political decisions are to
be addressed at the broad program level either before the project is
initiated or outside the project structure and organization. Project
analysis is basically seen as a tool for the choosing of a high yielding
investment and a determination of the contribution of a project to
aggregate sociél and economic objectives. Insistence that a project
maintain "efficiency'" as its central concern, despite recognition that
institutions are a central design problem, is based on the necessity
that projects pay for themselves.

Cettenger is not suggesting that factors other than those relevant

to the traditional economic aspects of project analysis are not impor-
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tant. He argues simply for a very limited project scope, a restricting of
project activities to the concerns of managing capital transfer.39
Others have argued that projects have social and political implicationms
important not only in the broader development process but also in the
immediate production efficiency of a project. Consequently they suggest
that these factors should be included in any project analysis.

Harberger also argues for keeping project analysis limited to a
consideration of those economic factors that submit themselves to a-
more traditional style of analysis. Project analysis should, in his
opinion, remain the narrow specialty of the economist. He also does not
suggest that other factors (social, political, institutional) are not
important, but that these areas introduce a kind of confusion into the
economic calcﬁlus'that is not easily managed. In response to the argu-

-ment that traditional project analysis should be broadened to include
more than economic factors he holds that the complexity of the mechanism
by which these extra-economic considerations influence social values and
social choices is so complicated and so different that, even if all the
necessary information were available, it would not really inform pro-
ject judgment in any significant way.z‘0

Therefore, projects should remain narrow in scope, and project
analysis should be restricted to the use of established economic tools.

Efforts should be relegated to identifying bad projects and to avoiding

the wasting of money on them. Using an economic calculus: one can form
an educated opinion about how well a certain project will do in relation

to alternmative projects.41 In this way the skills of the economist can

be used in a more professional and predictable way.
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The- USAID Project Assistance Handbook 3 also approaches project
analysis from within the general paradigm of the "'traditional"” approach. .
Although the kind of information requirements that USAID demands in order
to make decisions on projects goes well beyond the economic and finan-
cial areas to include social, technical, envirommental, and administrative/
managerial information, the fundamental bias in approach to project analy-
sis remains well grounded within the confines of a traditional economic
approach. For example, Handbook 3 explains the role of Social Soundness
Analysis as follows:

"Having established the economic benefits to be derived from

the proposed undertaking, those benefits should be tracdd back

to the recipients, designing the project in such a way that

the target group will benefit from the project."42

This methodology for project analysis aséumes a strong role for the
economist as analyst to derive the potential optimm benefit from a
proposed project, and thus establishes significant early project para-
meters. The social analyst's responsibility is then to disaggregate
this optimum by taking into consideration social, cultural and institu-
tional criteria. From the perspective of those who argue for the inclu-
sipn of more social variables in the project analysis methodology, the
USAID Handbook 3 is»an improvgnent over other traditional approaches.
However, it has been deménstrated that there are numerous problems with
AID's use of '"Social Soundness Analysis."43 Because it is frequently
conducted late in the project planning process, the potential for it to
have a significant impact on crucial up-front design decisions is limited.
At times there is a tendency to smooth over the social complexities that

are identified in a social analyst's report. Unlike economic analysis,

which produces a very concise indication of a project's potential (i.e.,
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by relying on the single figure indicators of cost-benefit analysis, an
internal rate of return, or a net present worth), social analysis pro-
vides a more complex picture of a project's potential, with competing
tensions and trade-offs.

B. Broadening the Scope of "Traditional' Analysis

The "traditional" assumption that all units of income make the same
contribution to growth has been the recipient of considerable criticism.
For example, in an economy where the level of national investment is
below what is required to have the desired level of growth, investment
may be considered more valuable than consumption. If this argument is
accepted, the successful pursuit of a growth objéctive requires that
the distributional effect of a project on consumption and investment
be included in the overall assessment of the project's worth, and that
any income generated from the project that leads to investment should
be assigned a higher value than that which leads to consumption. 1In
this way, the use of investment resources will be biased in favor of
projects that generate more investment which, supposedly, will raise

national investment toward the desired level.44

The validity of this argument 1s dependent on the extent to which
the government is free and able to determine the desired level of in-
vestment by means of the economic instruments of fiscal ana monetary
policy. If the govermment controls the level of investment in such a
manner that, at the margin, society is indifferent between a unit of in-
vestment and a unit of consumption--that is either would make the same
contribution to welfare--there is no need to differentiate between pro-
ject generated income that is in the form of investment or in the form

of consumption. It can be argued, however, that there is a diversity
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of social, administrative and political constraints, especially in
developing countries, that may inherently limit the govermment's ability
to increase savings by means of monetary and fiscal policy. If these
generally accepted economic policy tools (taxes, subsidies, efc.) cannot
successfully break the numerous constraints that a development activity
is trying to address, other policy instruments, including the selection
of projects, can and perhaps should be used to achieve the desired goal.

Project planners and theorists, therefore, began to turn their
attention to other approaches to project analysis. Once there was a
recognition of the constraints and limitations on a governmént's abiliﬁy
to secure the desired distribution of growth income between investment
and consumption, it was only a short step to the realiiation that the
traditional separation of growth and equity objectives may not be
justified.45 On this basis it was concluded that project anaiysis
should investigate the impact of projects not only on the distribution
of income between investment and consumption but also the distribution
of income between rich and poor. This became known as 'social cost-
benefit analysis."46

Aside from the attempt to broaden traditional analysis by respond-
ing to questions of inyeétment and income distribution, there have been
efforts to make the traditional economic calculus more relevant by a
process of including quantified elements of '"uncertainty' (unknowns,
where there is lack of information) and "risk' (known probability of
failure).

Reutlinger and Peterson both describe methodologies that could more

accurately take these non-controllable variables into account. This

should increase the probability that any project analysis methodology
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would include more accurately those variables that will have an impact on
project results.

Reutlinger holds that accepted procedure in project analysis calls
for a calculation of the return from each project and for criteria by
which to choose from amoné different.projec;s on the basis of estimated
returns. The essence of the uncertainty/risk problem is simply that
many of the variables affecting the outcome of a particular plan of action
are not controlled by the planner or decision-maker. Therefore, project
analysis which takes dué account of uncertainty involves (1) judgments
about the likelihood of occurrence of the non-controllable variables,

(2) a calculation of a whole set of possible outcomes or returns for each
project based on probability estimates, and (3) criteria for choosing
among projects on the basis of sets of returns from each pfoject.47
Rather than treating political, social, institutional or technical
variables as assumptionsAor "controlled" variables, an assessment is

made of their potential negative impact, as well as the probability of
their contributing to the project in a way that is desired or welcomed.
In this way more information is available to planners and decision-~
makers as to the relative probability of achieving a certain returm

on a project. |

Peterson provides a similar but simplified approach to including
elements of uncertainty in traditionmal economic calculus. In applying
his methodology, he begins by assuming that benefits and costs have
already been quantified according to traditional methods. He then
uses a decision tree approach to take into account elements of risk
and uncertainty by calculating (1) the probability of successful initia-

tion (INIT) and unsuccessful initiation (INIT), and (2) the probability
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of successful implementation (IMP) and unsuccessful implementation
(IMP).48 Estimating these probabilities (foran.agricﬂltural development
Project) canbe summarized as follows:

Pr (INIT) = probability of successful initiation = f(IC,FO,R)
1. IC = initial capital outlay (1 if low, 0 if high)
2. FO = compatability with existing farm organization
(1 if high, 0 if low)
3. R = compatability with existing attitudes toward risk
(1 if high, 0 if low)
Pr (INIT) = (IC + FO + R)/3

Pr (IMP) = probability of successful implementation = f(IA,AF)
1. IA = input availability (1 if satisfactory, 0 if inferior)
2. AF = administrative facilities for proper follow-up
(1 if satisfactory, 0 if inferior)
Pr (IMP) = (IA + AF)/2
Using these probabilities as constraints on optimum benefit-cost

ratios or net present worth estimates can be demonstrated by the use of

a decision tree.
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Where:

Pr (INIT) = 1 - Pr (INIT)

Pr (M) = 1 - Pr (IMP)
This tree diagram indicates that there are three possible outcomes:
(1) a successfully implemented project, (2) an unsuccessfully imple-
mented project, and (3) an unsuccessfully initiated project.4

Traditional cost-benefit analysis takes into account item 1 (and
assumes that the Pr(INIT) and Pr(IMP) are each 1) but fails to take"
into consideration the other two possible outcomes--items 2 and 3. The
fact that, in this simplified situation, there are three possible out-
comes means that conditions of uncertainty.should be identified and
that the probability of each outcome must be estimated. Also, accord-
ing to this scheme, the costs of an unsuccessfully implemented project
and of an unsuccessfully initiated project must be taken into consider-
ation. |

As with "traditional" approaches to project analysis, these attempts
to broaden the methodology remain very top-down in orientation. For pro-
jects that have a poverty-focus, they will be helpful to the extent that
they are able to include sufficient information that is task environment
specific into the calculus. "Traditional" analytic methodologies are
made ''realistic" to the extent that optimum economic returns are
discounted by social, political and institutional information.

C. Project Analysis Within A "Bottom-Up' or "Process' Approach

As the move during the mid-1970's toward ''targeted" or "povefty—
focused" projects became more understood and more pronounced, it became
necessary to take seriously, in an explicit way, the social components

of a project's design. Social factors in development projects were

38



always taken into consideration in one way or another. However, in the-
case of physical, infrastructural projects where the task to be completed
was the construction of a building or a road, the social dimension did
not always appear to have an immediate bearing on the work at hand. With
projects that were directed toward the improvement of life for a whole
comrunity or for some specific target group, and where this group's in-
volvement in the pfoject process was desired, the social dimension of

a project played a much more important role. The main orientation of
such a project, as suggested by Lyman, "is directed to its particular
task environment and to a continuing sensitivity to the interests of
that group alone, and of that group in relation to society's larger
needs and desires."50 This focused attention at the local or task
environment level demanded a new approach, cqnceptually, to the process
of project analysis. Many have afgued that the reason for this approach
was based on the failure of earlier top-down approaches to actually
respond to problems in ways relevant to local participant's needs,
demands, and style of life. Anthropologists and sociologists were in-
fluential in redirecting project planning attention to the local level,
The misfit of a project analysis methodology that was grounded in phy-
sical, infrastructural projects with the kind of methodology needed to
address the demands of a poverty-focused planning process was gradually
being recognized. Gradually more attention was focused on the social,
cultural and institutional factors of a specific task environment.

This "bottom-up" approach, with (1) primary attention focused on the
dynamics of the task enviromment, and (2) relating this to what can hap-
pen in a broader context, can be seen as an approach that runs counter
to the top—down, heavily economic, approaches of traditional project
analysis.
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Meeting ''basic human needs" and achieving "participation in rural
development' became the theme of many projects with a bottom-up focus.
More attention was given to projects relating to education, rural deve-
lopment, nutrition and population, and with these behavioral change was
usually necessary for achieving successful implementation. This emphasis
highlighted a new category of problems and opportunities related to deve-
lopment projects. Often times a major issue with poverty-focused pro-
jects was not just poverty per se, but the fact that the people involved
in such projects are likely to be more traditional in their way of
thinking and in their style of life, often illiterate or poorly educa-
ted, and generally quite different from those who plan, design or manage
development activities for them. Perrett holds, therefore, that project
identification and design should start with and be based on a fairly
'intimate understanding of the project population and enviromment. This
is neéessary in order that participant response to project created oppor-
tunities can be more accurately assessed and available local resources
(technologies, skills, organizations) used which might otherwise be
onerlooked.SI The most important implication for project analysis from
this perspective is that (particularly for poverty-focused projects)
it should plan not only for the physical and financial access to the
opportunities (goods, services) provided, but also for the actual and
continued use of these goods and services. Such a shift in the focus
needs to allow for a more systematic recognition of the numerous behav-
ioral, socio-cultural, resource and other project level constréints and
opportunities.

This emphasis on the attention needed for task environment speci-

fic information, sometimes referred to as the "human side of develop-
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projects,"

alludes to a basic hypothesis for development projects with
a bottom-up focus--that the success of a poverty-oriented project wili
be determined by how well identification and elaboration of the project
concept and identification strategy has taken into account the social
context in which the project must function.52

This conceptual reordering has been encouraged by many as a neces-
sary step to increase a project's capacity to respond to the needs of
the poor in specific, targeted contexts and situations. Korten states
that just as economics provides the foundation discipline for economic
planning, the study of interactiﬁns between human and ecological systems
may prove to be the foundation discipline for new people centered planning
methods. Efforts to make the poor thé central focus of planning almost
of necessity proceeds from a diagnosis of the dynamic relationships
between the poverty groups of concern and their ecological context.53
Cochrane emphasizesithat with rural development, population, nutrition
and education projects, the traditional economic input-to-output calcu-
lations, while still important, must be prefaced by other considerations.
A most important characteristic of such projects is that they seek to
produce behavioral change. Therefore, calculations about how and when
that change can take place are crucial.54 They are basic ingredients
to sﬁccessful projects, nét just "the icing on the cake."55

From a bottom-up perspective wi;hin a targeted development project
strategy there are several areas which appear especially important for
project analysis. First of all, two aspects of the social component
are relevant. One is the set of social factors related to normative

goals. It is important to know what implications the project has for

income distribution, welfare, equity, and employment. The other aspect
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of the social component is more value free. It is simply those social
conditions which will affect the project: family conditions, attitudes
toward labor, kinship relationships, ways of holding and using land
and so on.56 |

Economic factors are also very important. However, they need to
be based on criteria that has direct relevance to the task environment.
One of the most important is the capacity of the local economic system.
A proposed project should be capable of integration with the normal
routines of a specific task enviromment, within a reasonable length of
time.

A bottom-up.perspective holds, therefore, that social inputs can-
not be treated as an afterthought, or something that is used to discount
a potential optimum economic return. They are basic building tlocks to
successful projects. Development workers always need to make some
assumptions about human behavior in project work: the level of interest
people will show in what the project offers or in a new opportunity
created; the ease with which they will abandon their accustomed ways of
doing things and turn to new ideas and new approaches; their willingness
to contribute labor and cash; their preferences and dislikes, and so
on.57 These assumptions may be accurate, especially when designers and
implementers of activitiés, and the people they serve, come from similar
backgrounds. But more often than not, such is not the case. Therefore,
many of the social and behavioral assumptions need to be carefully
examined during the design stage and checked against actual information
about the social and cultural content.

As the project planning and analysis process includes more of these

complex, interacting, social and economic dimensions, many of which are
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outside the control of the project maﬂ;ger, some development workers
argue for a broader scope and definition for development projects. Tradi-
tional analysis sets precise time and space parameters around a project.
When social change and behavioral objectives are included in the project
process, it becomes more difficult to make assumptions about these 'pre-~
dictable" and hard boundaries and to give projects a definite and precise
-definition. Therefore, considerable attention has been given to defining
the project as a "process.”" Instead of following a prescribed blueprint,
a project should be sequential or iterative activity. Michaelwait empha-
sizes that the design of any project must deal with the following issues:
organizational structure, economic and social analysis, feedback or
learning systems, and balancing efficiency with equity.58 A reaction
to the types of project analysis discussed earliér as the traditional
approach (the blueprint approach) has been to emphasize the 'process’
aspect of projects. A process approach has as its core a means of learn-
ing from the environﬁent, exploring opportunities, and evaluating dif-
ferent kinds of interventions. One study of twelve rural development
projects in ten countries stressed the process nature of project design
and listed the following components:

e improving knowledge of the social system and the environment,

] establishing a range of possible interventions,

e testing possible interventioms,

e using the results to identify interventions appropriate to
the local context,

e applying interventions in a way that will distribute their
benefits within the project area, and

e replicating the project methodology in comparable target
areas.
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The logical sequence here should be described as ResearchewExperi-
m;ntation—bAction—vReplication. The role for an effective project
analysis methodology, therefore, is to be able to respond in an itera-
tive way to experience at the project level so that it can inform future
action. It is an information system that builds on experience from the
bottom-up as opposed to starting from an assumption of macro control and
working down to the specific situation.

"Process' approaches to development projects, or an emphasis on
development from the "bottom-up," have been influential in redirecting
much attention to p;oblems faced by those at the local level, those who
are to benefit from a development activity. As a reaction to the
failures of earlier macro approaches, it has been effective in strength-
ening the voice of small farmers, who have all too often been 'silent
partners” in what should be a dialogue with decision-makers in the
upper tiers of a political/administrative hierarchy.60 However, it
falls short of being an approach that allows for an analysis of the
larger problems of underdevelopment. It provides no perspective on how
the various levels of actors involved in a specific development activity
can complement and interact with each other in more meaningful ways.

D. Project Analysis Within An Implementation/Management Approach

Development activities of the past decade have demonstrated the
need for a systematic understanding of how project plans and designs are
converted from theory and good intentions to altered relationships, in-
creased opportunities, and an improved state of human welfare for, espe-
cially, those whose needs are most urgent. Implementing a development
project has become, increasingly, a process of managing a complex maze

of social, economic, and technical forces and tensions. A recognition
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of the dynamics of this implementation/management process has produced a
growing call for reorientatién in development activities and for the re-
assessment of societal priorities and goals. 1In general, thé implemen-
tation/management process has become more difficult because of the shift
in development project orientation from economic growth to income distri-
bution, from production to the satisfaction of basic human needs, from
technology to the development of human resources.61 Also, dissatisfac-
tion with partial models to project analysis (whether economic or social)
has lead to a growing interest in a more unified approach in which social,
economic and political factors are considered within an interrelated
systems framework.

The Logical Framework, or impact approach, as used primarily by
USAID (United States Agency for Intermational Development) and SIDA
(Swedish International Development Authority) elaborates a hierarchy of
objectives and tries to identify the impact of a project on the develop-
ment goals of a country. It is basically a tracer study of the bene-
fits to link logically the immediate objective of a project (target)
to the intermediate and final development goals. The method not only
determines the contribution of the project to the development goals,
but also specifies under what conditions and how the project contributes
to the development goal.

", .establish-

This methodology of project analysis consists of the
ment of a Logical Framework for the project whiqh: defines project in-
puts, outputs, purpose and higher goals in measurable or objectively
verifiable terms; hypothesizes the causal (means-end) linkage between

inputs, outputs, purpose and goal: articulates the assumptions (external

influences and factors) which will effect the causal linkages; and
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establishes the indicators which will permit subsequent measurements or
verification of achievement of the defined outputs, purpose, and goal.62

For project analysis this approach has the following advantages:

e It tries to make project analysis transparent by explicitly
stating the assumptions underlying the analysis and by
allowing a check on the proposed hypothesis and expected
results in an ex-post analysis;

o It deals explicitly with a multitude of social goals and
does not require the reduction of benefits to one numerical
figure;

e It is understandable to non-specialists. It therefore can
be used as a tool to clarify the trade-offs among objectives
and thus to ameliorate the decision-making process;

e It is flexible with regard to information and skills require-
ments. It can incorporate cost-benefit analysis, use input-
output tables and partial models. But it can also be used
with rudimentary information and skills, albeit at the cost
of more hypotheses and uncertainties.63

Cooley states that projects are theories about the world. "If we do

certain things;lwe expect certain results will occur. If these results
do occur, we believe they will have certain impacts." The Logical Frame-
work helps to make these theories and hypotheses explicit and testable
through (1) an analysis of the assumptions and hypotheses and (2) esti-
mates of their expected values.64

In the Logical Framework (Figure 6) questions relating to project

analysis exist wherever there are sources of uncertainty (i.e., wherever
we are unsure of the "facts" or "effects'). In Logical Framework termi-
nology, these facts are assumptions, and effects are hypotheses. The
three sets of assumptions and three linked hypotheses thus suggest six
possible sources of questions relating to project analysis.65 These

questions should produce relevant information on economic, financial,

political, technical, cultural and social, geological/climatic and mana-
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Figure 6
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Source: USAID: Project
Evaluation Guidelines,
3rd edition, Washington
D.C., August, 1974, p.2.
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gerial factors, which must then be ordered according to their relevance
to the information needs of the project.

Once the ''vertical logic" of the Logical Framework has been con-
structed, and the probable impact of all key assumptions has been deter-
mined, all necessary information is available to calculate the expected
value of the project. This information can then be used as a basis for
comparison of projgpt alternatives. For this there is available an
assortment of well established economic tools (cost-benefit analysis, net
present worth, internal rate of return, cost effectiveness analysis, or
‘opportunity cost analysis). This methodology also provides the kinds
of information needed to consider a project's managerial and social
feasibility.

Strand, also approaching project analysis from the perspective of
the Logical Framework, provides a systematic methodology for including
implementation alternatives in economic analysis.66 Here also the
Logical Framework provides the structure for considering all dimensions
of the impact of a project and on ways of including (via probability
analysis) this information to achieve a more optimistic and accurate
description of a project's potential for success.

The description of project activity according to the four levels of
the Logical Framework--inﬁut, output, purpose, and goal--is also amenable
to economic analysis. Strand writes:

"Costs are prevelant at the input level and can be divided

into factor categories as well as domestic and foreign

exchange components. Primary and secondary benefits can be

derived from output, purpose (behavioral change), and goal

levels. If a project is successful, the resulting behavior

will provide direct benefits to the participating agents,

for example, by increasing peasant income. Other benefits

may also be incurred through multiplier effects (as peasants
spend more income) or externalities (as health or literacy
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may be improved through the operation of the project).
Discounting procedures can be used to obtain needed cost-
benefit measures, allowing decision-makers to choose among
alternative projects with the same or different goals.
During project design, these cost-benefit estimates are
often treated as the certain results of undertaking a
particular project. Yet experience shows that events
intervene between levels and introduce uncertainty during
implementation. Also it can be argued that uncertainty
increases especially in projects aimed at ''the poor major-
ity" because_social-change determinants are more difficult
to define."67

Because of the uncertainty, and the impact it has on project end-
results, it becomes unrealistic to. think in terms of optimistic single
figure economic return indicators that do not systemgtically take into
consideration the influences of these uncertainties. By giving parti-
cular attention to project contingencies and implementation alterna-
tives, prior to establishing economic return estimates, it is possible
to indicate that "uncertainty, rather than certainty, should surround

target estimates made during project designs."68

That is, each of the
targets set at the input, output, purpose, and goal levels has a condi-
tionél probability of success. For example, the probability of output
attainment depends not only on contingencies at the output level but
also on successful input-target i;plementation. Similar considerations
would hold at other levels of the project. If these conditional p:oba-
bilities are not emphasiééd, single cost-benefit estimates may represent
only the optimistic hopes of the project designers and have little rele-
vance to the social environment.

Strand suggests a methodology, using probabilistic wvalues within
the context of Baysian probability theory, that develops an expected

value, in a Logical Framework, for these elements of uncertainty. This

process, as well as that suggested by Cooley, is not dissimilar froﬁ
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that of Peterson and Reutlinger. However, it is more inclusive in that it
integrates all factors relevant to a project's success in a systematic
framework.

Project analysis within this implementation/management approach is
enhanced considerably in its ability to integrate, within a framework,
the various components of a project analysis. It provides a methodology
to anticipate the impact, and the response to that impact, on a parti-
cular task environment., However it provides little information on the
relevance of established goals or on the initial priorities of a task
enviromment. Information of such a nature must precede the initiatioﬁ
of inputs.

E. Project Analysis From a Design/Management Approach

As development projects moved from being oriented primarily to in-
frastructural development and the construction of physical assets to
efforts in rural development, the information demands on project analy-
sis increased. In physical, infrastructural projects the organizational
environment was frequently separated from the influences of routine ad-
ministration. Project analysis could, therefore, assume a certain static
quality, measuring with some confidence the anticipated cause and effect
relationships. As development projects assumed greater social responsi-
bility and increased integration with the fluid, changing nature of
larger society, such static measurements were less helpful in providing
the kind of information that could be of assistance to management deci-
sion makers.

Attention is growing, therefore, on how the project as an organiza-
tion, or the project within an organization, relates to its environment,

and subsequently, how project analysis can assist in informing this pro-
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cess. We are calling this process the design/management ap-
proach.

Imquen and a World Bank study by Smith, Lethem, and Thoden both
argue that a project must be seen in the context of a larger changing
environment. Though the approaches of these two studies are different,
both emphasize a design/management approach as the most effective way
for putting the project planning and implementation process back into
the society that the project must ultimately exist in.

Imboden emphasizes that a management approach to project analysis
requires information that goes beyond the project's sphere of direct
influence. Project analysis cannot, therefore, be treated in isolation
but has to be considered as one element of an integrated system includ-
ing:

e analysis of the social development of the country;

e analysis of the needs of the country;

o determination of development goals;

o determination of alternative feasible means to achieve the
stated goals;

e selection of an "optimal'' means to achieve the stated goals;

® execution and evaluation of the policy intervention.6

Each element of the'information system has to be organically linked
to other elements and the analyses have to be executed within the same
framework. The macro analysis has to provide guidelines to the sec-
toral analysis, the sectoral anmalysis has not only to analyze the
problems, but also to identify alternative solutions to the problems.
Project analysis, therefore, becomes part of a total hierarchy of

interacting analytical steps (Figure 7).
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Within a management system such as is briefly described above,
project analysis supposedly becomes a more manageable and narrowly defined
exercise. The assumption is that higher levels are operationally con-
cerned with and informed about the needs of the activities that need to
be carried out on lower 1evéls. Exactly how this flow of information
is facilitated, in a practical way, however, is not explained. One
would expect that information would-tend to flow easily in one direction
or the other, probably most easily from top to bottom, but not in both
- directions, as this model suggests is needed.

The World Bank study on the design of organizations for rural
development has a different focus. Rather than the assumption of a
unitary system where information flows, ideally, up and down throughout
the total organization, the ideas expressed here, based on a study of
six major development projects, is that a system can consist of numerous
power centers. Design of a project organization, therefore, should
attempt to locate these power centers, whether at the local, inter-
mediate, or national levels, and work out from them in order to achieve
an effective management system. The key to success is not to decide on
a single approach too soon. Figure 8 illustrates a number of design
approaches. Adopting any one of these would be dependent on the nature
of the task environment. Examples 1 and 2 represent'strategies based
on the assumption that it is best to begin with existing sources of power
and build outward. Examples 3 and 4 are based on the assumption that
there are strategic points of intervention in the rural development
system, and, regardless of current distribution of power, the organiza-
tion should be designed to move the pattern of control and coordination

in a specified way.
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One of the major findings of the study was that many of the problems
surrounding development projects labeled ''management' are really problems
of design.70 Many of the factors that influenced management were not in
fact subject to management control. The broader environment in which
management functions is increasingly being seen as the important factor.
The socio-cultural environment of the project area determines, for exam-
ple, how rapidly innovations will be accepted, how much cooperation is
given to project personnel, how project objectives will be perceived by
the intended beneficiaries. The design of the project (how it is set up
to intéract with its.larger environment), therefore, can play a very
influential role on how well management can be performed.

As project activities have changed from those of highly controlled
ard precisely défined infrastructural projects to the more open urban
and rural development projects, the design procedures have also needed
tc adapt to reflect the different environments. The dilemma for designers
is the problem of balancing the long-term needs, which tend to be heavily
weighted toward social and organizational institution building, with the
short-term needs of starting a productive activity.

Project identification and preparation missions tend to have a broad
time frame, allowing them an historical perspective of past succes§ and
failures. However, the appraisal report, with its shorter time focus,
tends to become more of a hard blueprint for implementation. The result
tends to be an approach to organization and design that is too static,
that tends to focus only on the immediately controlled intermal aspects
of a project, as with earlier, physical projects. The more dynamic
demands of a project that is open to and influenced by its environment,
however, requires designers to think in terms of a structure evolving

out of the existing situation.71
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It is specifically the changing and fluid nature of‘almost any
society that makes many traditional project analysis procedures, within
a traditional project management design so difficult to make éffective
use of, especially if the techniques are being administered by outside
experts who are not directly in touch with the direction and pace of
society change. Perhaps due to the particular style of the analytical
process, which tends to focus on "certainty" and to downplay the less
predictable features of a project, outside experts tend to resort to
a critique of the internal arrangements of a project design and organi-
‘zation. They usually give little weighf in their analysis to those
external variables that can be influenced by project activities, though
not directly under the control of project arrangements.72 The study
emphasizes that by doiﬁg-so they miss an opportunity to link the design
of a project organization to the ongoing flow of external events. While
continuity of policies and pfocedures may be desirable from a project |
point of view, it is not realistic to assume that the environment will
remain constant.

Within this approach, the specific analytical tools that are deve-
loped, or adapted from other methodologies, is not the critical factor.
Many established tools can be made use of. The new dimension is (1) the
design of the project in its environment and (2) how that design is able
to produce the kinds of information useful for project analysis to be

an effective information tool, reflecting a fluid and changing situation.
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IV. CONCLUSION: SUBSEQUENT RESEARCH STEPS

In this report we have attempted to draw attention to the dynamic
context in which development projects exist. It is an environment that
is continuously changing. The demands on a project analysis methodology
are constantly working to push it more in the direction of reflecting
this dynamic, fluid situation.

The shift in development project orientation during the past decade
toward more involvement with rural and urban development projects has
highlighted the need for new methodologies for planning and analyzing
these projects. Many project analysis tools were developed in the era
of the large physical, infrastructural projects. Significant weight wés
pPut on aggregate economic return, on segregating the project from rQutine
administration during construction and development, énd on the assumption
that the benefits would self-distribute. As projects entered the era
of "meeting basic human needs” and took on a '"poverty-focus' mode,
usually within the context of rural development, project analysis method-
ologies had to be changed. More attention has been focused on "target-~
ing" project benefits, oﬂ‘the complex problems faced during implementa-
tion, and on the crucial need to integrate social environment factors
with project planning and design activities.

The principal task of this report was to cdmpile an initial classi-
fication of approaches to project analysis. Although we identified
five categories, it is recognized that considerable overlap does exist.
Groups 1 and 2, for example have many shared assumption; about the role
and intent of a development project. Group 3, in some ways, can be seen
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as a reaction to the mistakes and shortcomings of Groups 1 and 2.
Groups 4 and 5 are frequently working on similar objectives although
it was felt that there was enough conceptual difference between them
that it was helpful to identify them separately.

This categorization is not complete. Considerable work remains
to be done. We made no attempt here to rank these classifications.
A more thorough listing should give attention to chronology, to appli-
cability for different types of projects and to an understanding of
each category's relative frequency of use. This more thorough con-
ceptual undertaking should be completed before empirical research is
attempted.

This report is but one step in the study to gain understanding of
how project analysis relates to and contributes to development .project

success.
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APPENDIX: IMPLICATIONS OF INCLUDING NUTRITION COMPONENTS IN DEVELOPMENT
PROJECTS

If past events are an indication of the future, increasing food
production by itself will not reduce the problem of malnutrition. Hun-
ger and malnutrition are intricately bound up with the lack of social
development as well as with inadequate economic development. As with
many problems related to development, malnutrition is a complex issue
and requires coordinated efforts of many groups.

Ten years ago the FAO estimated under-nourished people in develop-
ing countries to be at something over 400 million. By 1975 this number
had increased to over 450 wmillion. FAO predicts that it will continue
to increase in excess of the rate of population for the near future.l
Also, malnutritibn continued to expand even though, for the most part,
food producﬁion (even per capita food production) has been increasing
in developing countries. Equally tragic is the fact that the increase
in malnutrition among those groups of the population who have tradi-
tionally been most vulnerable* continues to increase at a higher inci-
dence than is true for malnutrition generally.2 )

The nutritional problem, which is already formidable, will conse-
quently become a challenge of growing magnitude in the next few decades
for much of the developing world. While it is already at the center of
the public health stage in many of these countries, all indicatioms

point to a further aggravation of the problem.3

* ¢ Pre-school children
o Pregnant and lactating women
e The sick, convalescent, handicapped and elderly, most especially
these groups among
e The rural poor.
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In this Appendix we will look primarily at the process of planning
nutrition components in agricultural and rural development projects. Al-
though improved nutrition has long been assumed to be a major objective
of agricultural projects, there is growing evidence that this linkage
cannot be taken for granted. Nutrition, long an implicit component in
agricultural development, needs to be handled in more explicit ways.
Assuming that an increase in food from an agricultural project will some-
how find its way to those whose food needs should be addressed fails to
take into consideration the complex fabric of a society's social_rela—
tionships, a situation that changes remarkably from one culture to ano-
ther.

Rural and agricultural development, as was emphasized previously,
must be baged on an appropriate mode for the production and distribution
of goods and services, appropriate to the social environmént. Health
and education measures will be most effective if they are linked to
these productive and distributive activities,4 especially if they are
linked during the design stage of a project in a way that realistically
takes into consideration the context in which they will need to exist.
Nutrition needs to be seen not only as a "health" problem, but a compound
socioeconomic problem diféctly related to and a consequence of many
competing variables in society:

1. Avoiding the Sector Approach

There have been two general tendencies in nutrition activities:
(1) the tendency to split off nutritional concerns to the responsibility
of the Health and Education secotrs, and (2) when nutritiomal considera-

tions are given a role to play in an agricultural project, the tendency
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to assign it a supportive fole in an already established project design
sStructure.

The weaknesses in these approaches are specifically in the way that
they have often structurally separated nutrition activities frbm the
social context that is usually the cause of malnutrition. This close
relationship to and dependence on socioceconomic forces calls for a more
comprehensive and inclusive approach to a planned nutritional interven-
tion activity. For example, a search for causal factors in malnutrition
may expose useful points for intervention in the food/health complex
that conventional nutrition planning would not be able to. What is re-
ferred to as a nutricion problem, may in fact be something else. One
could quite likely find programs that attempt to increase food produc-
tion as a way of indirectly improving the diets of childhood nutritional
deficiencies when the problems lie either in disease of parasiiic prob-
lems resulting in malabsorption of nutrieﬁts or in the lack of awareness
on the mothers' part as to their children's nutritional needs.5 Like-
wise one could identify situations where the project's benefit distri-
bution system, the pricing policy or even the control of household in-
come were the bottlenecks that prevented the alleviation of malnutrition.

Part of the reason for the tendency to assign nutrition to a separ-
ate project entity is explained by the evolution of nutritional activi-
Vties. Interest in operational nutrition programs emerged and was usually
directed by medical personnel. For more than half a century, laboratory
and clinical research in low-income countries has been directed to this
problem; frequently special nutrition institutes or nutrition wings of
other medical research facilities have been established.6 Consequently,

a medically oriented response to malnutrition grew from this base. Al-
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though this approach has had results and has certéinly been able to
identify crucial problems, it has tended to be piecemeal and curative
rather than preventive.

Also, attempting the address of nutritional problems through.edu—
cation-has been popular. There is no doubt that an important part of
the nutrition gap is the information gap. Although lack of purchasing
power, lack of food availability, and medical problems related to nutri-
tion are major constraints, many nutritional deficiencies could be
moderated if people knew better how to use the resources already at
hand.7 Two major unknowns, however, have consistently called into
question the role education has often played in alleviating nutrition.
(1) What is the nature of the information gap? If problems relating to
nutrition are being addressed apart from the work of other efforts
(e.g., projects to improve food supply) that are also working at food
related problems in the same context, how should the problem be defined
in order to take into conside:afion the specific demands of that task
environment? (2) What kinds of food habit changes does the educational
effort require? Eating habits change very slowly. Cultural identifi-
cation is often closely aligned with eating habits, and traditions in
this area retain a meaningfulness that lasté through many of the mére-
obvious modernization changes (e.g., work habits, economic life style
changes or changes in one's place of residence).

The attempt to educate people to alter their food consumption
habits, in order to take into consideration nutritional needs, immedi-
ately confronts some very powerful constraints. The following are
examples of especially problematic areas. If the educational message

successfully influenced people to realize the benefits that could be
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obtained by change, how powerful would that realization be as a behav-
ioral determinant? Many factors--biological, geographical, psychological,
sociological, religious, economic, technical--govern food practices.
(2) How long will it take to achieve the objective of behavioral change?
(3) What is the cost of nutrition education in comparision with alterna-
tive means of achieving the same nutritional objectives? (4) What
aesthetic or psychic costs are being asked for and how will these af-
fect the education effort? Particular food practices, for example,
are among the few satisfactions available to poor people. The values
other than nutrition that food expresses--refreshment, security, pres-
tige-—-are not frivolous.8

A basic issue remains whether nutrition education, as a strategy
for responding to nutriti&n related problems, has been able to respond
to these questions. Many would say that it has not:9 at least not with
the intensity that current and future malnutrition problems are demand-
ing. Current thinking is moving much more in the direction of looking
at how nutrition components can be more meaningfully included in agri-
cultural development projects. The assumption is made that (1) the
planning of food production projects has a direct implication on how
increased population will effect the nutritional status of poor peéple,
and (2) that nutritional components in agricultural projects must be
included explicitly in the project design, i.e., a greater effort must
be made to take into consideration the strengths and the weaknesses of
the social context in which the project must function.

The next section looks at the specific demands that project analysis
must respond to in order for a more task-environment-oriented project

planning to take place.
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2. Nutritional Components Impact on Project Analysis

Designing and executing interventions that will effectively address
food consumption/nutrition needs is much more difficult than efforts to-
generally raise the income levels of the poorest of the poor partly
because it requires more detailed data. It is difficult enough to iden-
tify programs that will raise the incomes of the poorer segments of
societies, but to effectively deal with food consumption and nutrition
problems one must, in addition, be able to identify the specific things
that nutritional status is affected by. Four general, interacting but
very diffefent, influences could be identified:

e the amount and kinds of food available in the market or on
the farm (quantity, food output);

e the ability of the household--of which the individual is a
member--to obtain available food (price, incoume);

e the desire of the head of the household to obtain food to
which he/she has access (motivation); and

e the utilization of the obtained food by the household and by

the individual to meet nutritional needs (household distribu-

tion).10
Neither food balance sheets nor food consumption surveys--the mainstays
of analysis in relatively developed countries-—-are adequare for this task
in most developing countries as malnutrition may be a result of defici-
encies in any one or moré>of these four factors. Thus efforts to alle-
viate existing malnutrition or avoid its future occurrence should include
an analysis to determine which are the immediate reasons for malnutrition.
Is it a general shortage of food? Js it lack of access to available food
on the part of the malnourished? 1Is it a lack of desire to obtain food

to which households with malnourished members have access? Or is it a

problem of poor utilization of the food obtained by the household or
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consumed by the malnourished. The four factors are interrelated. Changes
in one may be ineffective unless others are changed simultaneously. Ef-
forts to expand food availability will have no nutritional effect if mal-
nourished people do not get access to the additional food. Similarly,
efforts to improve the ability to obtain food may be of little use if

food availability is strictly limited or if households with malnourished
members do not desire to take advantagevof such improved ability to obtain
food but instead translate this ability into the purchase of non-food com-
modities.

For example, seldom has household distribution of food, or house-
hold control of income, been seriously considered in nutrition project
design. Some projects have failed to meet their objectives because of
this. 1In Jamaica, for examble, men have customarily received the lar-
gest share of meat at the family meal. Increasing the household's
ability to acquire meat may, in this case, fail to reach those whose
needs are most pronounced.11 Also in many societies male control of
family income may be a hindrance to tramslating income increases into a
reduction in nutrition related problems. The increased attention to
women in agricultural development is, in some situations, a recognition
of this reality.

There is a need for the project analyst to pay more attention to
the nutritional impact of a project on a specific task environment. Some
of the data needed by the project analyst wi£1 be project specific,
others will not. Project specific data are needed on the effect of a
particular project on the production, supply‘and home consumption of each
of the foods affected, the effect on food prices, and the effect on incomes

separately by malnourished and well-nourished households. Non-project
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specific data and analysis are then needed to estimate what the effects
are on households with malnourished members and how their calorie and
protein consumption will be influenced. The data and analysis need to
be disaggregated on households with malnourished members and households
without. Additional disaggregation among the malnourished according to
severity and other characteristics may at times be useful.12
There are two important things to note at this point. First of all
is the importance of constructing a methodology that allows one to follow
the crucial multiple impacts of a specific agricultural project activity.
Overall averages are of little use in estimating the nutritional conse-

13 Knowledge about who is malmnourished,

quences of agricultural projects.
the character of the malnutrition and the principal causes is a precondi-
tion for the above analysis. Secondly, if improved nutrition is to re-
ceive the same recognition as other goals of agricultural and rural
development projects, it must enter into the decision-making on project
identification and design at an early stage.14 Project analysts should
consider nutritional variables as part of the project's building blocks,
as part of the socio-cultural assumptions upon which other project com-
ponents will be built. Again, because nutrition cannot be measured in
quantities of food produced, such that the more food, the less malnutri-
tion, it makes sense to treat it first of all as a social problem and
only later as a problem that can be operationally understood through
technical or economic indicators.

In order to look more systematically at this process from the per-
spective of project analysis, the following three areas will be reviewed:

e Nutrition Project Planning/Analysis: The Need for New Guidance

e A Conceptual Framework

o Economic Analysis Consideration.
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a. The Neeq1for New Guidance

As was stated earlier, éroblems of malnutrition have traditionally
been approached through direct nutrition intervention programs. However,
limited success and high costs of these programs have prohibited their
widespread use. During recent years, it has become increasingly clear
that the worsening problem can only be diminished or solved in a sus-~
tained way through the explicit incorporation of nutritional goals into
a larger economic and social development strategy.15 While direct nutri-
tion intervention projects may be effective in solving selected nutri-
tional proBlems, the overall problem can only be solved by including
goals in projects, general strategies, development plans, and so on.

It seems clear that a reliance on the general economic development
process is unlikely to effectively deal with existing and potential fu-
ture nutrition problems. If nutritdional goals are not explicitly
stated, they will be met only by coincidence.16 But if improved nutri-
tion is stated as one of a set of development goals, trade-offs between
this and other goals must be explicitly considered and projects should
be designed accordingly.

Many attempts to introduce nutrition considerations into the design
of agriculture and rural development projects have been abandéned Because
of excessive data requirements. Usually no clear distinction was made
between project specific and non~project specific informationm. ‘In cases
where non-project specific information is absent, total information re-
quirements are visualized as project Specific.l7 The judgment is made--
and probably rightly so--that the cost, time and resources required to
obtain such information cannot be justified. Hence, nutritional consi-

derations are dropped or merely given lip-service.
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But non-project specific information may be useful for the design of
a number of projects. It is basic information, without which project
specific information on factors affecting nutrition is of little use.
USAID, for example, is currently experimenting with an attempt to main-
tain Social/Institutional Profiles (SIPs), a categorization of a country
or region's most significant social and institutional factors. This
could provide a base of, among other things, nutritionally related non-
project specific relationships and parameters.

Lynch provides a survey of past and ongOing efforts for the genera-
tior of similar information as it related to nutrition pianning. He
"groups the methodologies into four types while emphasizing that the groups
are meant to serve merely as "an ad hoc working categorization."18 These
four types and some related characteristics are shown in Table 2. Lynch
discusses and compares the various methodologies and presents a number
of cases where they have been applied. Common for all the methodologies
is their emphasis on the identification of (1) the nature of the nutri-
tional problem and (2) the population groups affected. Such identifica-

tion is essential for successful incorporatiqn of nutritional considera-

tions into agricultural and rural development projects. Unless we know
~what the nature of the nutrition problem is, we cannot assess how it will
be affected. Furthermgre, the earlier mentioned disaggregation of the
analysis must be based on knowledge about which population groups are at
risk.

These methodologies are all based on the premise that nutritional
deficiencies are to be tackled as a development problem rather than a
disease problem. While nutrition planning is not always focused on

specific agricultural and rural development projects, it provides an
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TABLE 2

Type of
Methodology

Ma jor
Proponents

Main
Features

Institutions
using the
Methodologies

Countries
Employing

Methodologies

"Systeas
analysis”
approach

Berg, Muscat,
Pines, Call,
Levinson

Systematic problea
sdlving proeess.

Analysis of nutrition
problems and their
causes using readily
available data,
Formulation of specific
time-phased, costed=-out
objectives (quantitdtive,
if possible)

Selection of interventions
using cost-benefit
analysis,

Evaluation and reprogramming,

Pragmatic approaches.

The
World
Bank

ADD

Columbia,
Brazil,
Philippines,
Indonesia.

"Nutrition=
based
development
planning”
approach

Joy,
Payne

Eaphasis on malnutrition as
aspact of deprivation
syndrone.

Scientific diagnosis of
nutrition probleas

Development of “functional
classifications” and
“typical profiles”

Establishment of goals,
objectives, and targets,

Choosing of interventions.

Area=level planning.

Enphasis on elegance and
completeness,

FAO

Philipoines,
Sri lanka.

Policy

- formulation |

approach

Toro

Formulation of food and
nutrition policies for
inclusion in develcpment
plm.

Stimulation of awarsness of
nutrition factor.

Problem diagnosis, policy
definition and program
area determination.
Incorporation of nutrition
objectives, policies, and
programmes in national and
sectoral plans,

PIA/PNAN

Nine
Caribbean
and Latin
American
countries.

Community
nutrition

approach

Wilsor

"Botton=up” not “Top=down”

FAQ

Systematic approach/local level

Community involvement /action
Co=operatives formed
Self-help approach

Community members extension workers
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essential framework within which the nutritional effects of such projects
may be assessed. Of particular interest here is the identification of
the nutrition problem, the groups affected and the principal causes.

b. A Conceptual Framework

Agricultural and rural development projects are frequently designed
to achieve a number of simultaneous objectives. Expanded food and non-
food production, better resource utilization, and higher incomes to par-
ticipating farmers are likely to occupy a prominent position among such
objectives.19 Other frequently found project objectives are increased
employment and improved standards of living for small farmers. While
improved nutrition may be an expected outcome, nutritional goals have
usually not been introduced in such a way that they have influenced pro-
ject design.

Whether nutritional considerations are best dealt with in project
design or in complementary measures will depend on the particular set
of circumstances that the project must relate to. In either case, it
is important to pay expl;cit attention to the nutritional effects of
projects if the achievement of nutritional goals is a high priority.
Modifications in project design or introduction of complementary mea-
sures may have significant nutritional effects without causing unaccept-
able changes in the achiévement of other project goals. Whiéh trade-offs
related to the achievement of conflicting goals are acceptable is, of
course, a political question. But to deal effectively with this ques-
tion, the trade-offs must be known and explicitly considered. Merely
assuming that increasing food production will result in improved nutri-
tion or that increasing population of non-food crops will have adverse

nutritional effects is to avoid the issue.20 Positive nutritional
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effects may be greatly enhanced and negative effects avoided if nutri-
tional issues are considered along with other issues in project analysis.

Pinstrup-Andefson presents a conceptual framework for tracing the
nutritional effects of an agricultural or rural development project
(Figure 9). Its purpose is to show the most important linkages between
a project as well as the key parameters for which data should be sought
and analysis performed.

An agricultural or rural development project may influence nutrition
through changes in food output, food prices, and incomes. The output
effect may be direct, e.g., expanded production or change in the nutri-
tional composition of a ﬁommodity towards which the project is aimed,
or it may be indirect, e.g., commodity subsitution or output effects of
input oriented projects. The output effect on nutrition may be positive,
neutral, or negative. Changes in output are reflected in either home
consumption, market supply, or both. Changes in home consumption may or
may not affect households with malnourished members. Changes in market
supply may, in turn, influence prices and consumption by malnourished
and well nourished households.21 The key question from a nutritiomal
point of view is not how aggregate output of nutrients is affected but
the resulting change in the consumption by malnourished households.

The most significant nutritional effect of agricultural and rural
development projects is probably brought about by changes in the incomes
of malnourished groups. Low-income farmers and agricultural workers are
some of the obvious potential beneficiaries. Changes in incomes by these
groups affect their demand for food which, in turn, alters their compe-

titive position in the market and, as a result, their food consumption.
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c. Economic Analysis Considerations

Unless there is an effective project analysis methodology that is
built on a disaggregated analysis of direct effects, economic analysis
will provide 1little reliable information for estimating nutritional con-
sequences of projects. Statements on the aggregate input and output ef-
fects of a project will not help in making project decisions that attempt
to respond to the needs of malnourished households. More often than not,
the attempt to make such decisions without adequate disaggregation will
produce misleading results. The suggestions in this paper for a project
analysis methodology built on information that 1s task-environment-speci-
fic are consistent with the kind of process that needs to be followed in
order to anticipate the nutritional implications of an agricultural deve-~

lopment project.
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