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Preface

Under contract to the Agency for International Development's Africa
Bureau, Practical Concepts Incorporated (PCI) developed and tested, on
a limited basis, a management information system that was designed
to meet that Bureau's needs for information on project perfoﬁmance.

The Project Management System (PMS) design, prepared under an Indefinite
Quantity Contract (AID/CM-otr-C-200), Work Order #9, was presented to

the Bureau in February, 1975, in a two volume report entitled: "An
Integrated Management Information System for ihe African Bureau", Phase I,
Final Report. As a part of the system design activity, PCI demonstrated
the applicability of the basic system concepts to four Bureau projects
supported by the Regional Economic Development Services Officer for West
Africa (REDSO/WA).

In a second phase of the contract effort, PCI further tested the PMS
approaches in nine (9) West African Field Offices of the Bureau. The
findings of these tests, which considered the PMS approaches, as well

as the Agency-wide requivement to install a Project Performance Tracking
(PPT) system, were reported to the Bureau in November, 1975, in a draft
volume entitled: The Africa Bureau Project Management System: Field

Test Results and a System Implementation Plan, Phase II Final Report,
Yolume I.

The present volume is PCI's final report on the PMS engagement. This
report takes the form os a manual of operations that codified the PMS
approach, and provides guidance material for the Bureau. The Bureau



intends that the Manual of Operations provide guidance to Bureau
offices as they install and use the PMS.

Practica1'C0ncepts Incorporated wishes to thank the Bureau Officers'
who worked with its project team 1in. developing and testing the PMS
concepts. Project Officers and the Directors of Bureau Field Offices
in Senegal, Liberia, Mali, Chad, Upper Volta, Dahomey, Ivory Coast,
Cameroun, Niger, and in the REDSQO/WA offices provided a broad range
of project efforts that served as tests of the applicability of the
PMS concepts. - PCL would also Tike to thank Mr. James Meenan of the
Bureau's Office of Development Resources, who served as technical
monitor for the eifort, and whose concern for the development of the
system has been both substantive and supportive.

PCI PROJECT TEAM

Mol1ly Hdgeboeck
Jane Hersee
Martita Marx
Leon J. Rosenberg
Terry Schmidt
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SECTION ONE

Introduction

A.  SCOPE AND APPLICABILITY

This document is the Manual of Operations for the Africa Bureau
Project Management System (PMS). The PMS defined in this Manual
of Operations is applicabie to all Africa Bureau offices that

bear responsibility for the management of Bureau supported develop-
ment projects.

The Africa Bureau takes responsibility for the planning and management
of development programs and projects in and/or for the African nations.
The Bureau maintains Country Development Offices, Regional Development
Offices, Regional Economic Development Service Organizations, and USAID
Missions on the African continent, as well as planning and support
offices in Washington. Through delegation of its authority, the

Bureau extends management responsibility for development projects to:

Directors of Bureau field offices who bear
the responsibility for the development of
programs and/or specific projects in an
African region ar country;

Individual Agency officers who bear the respon-
sibility for day-to-day management of Bureau
projects, including the management of such
grantees or contractors as may be associated
with the project;
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° Washington offices that bear the responsibility
for approval and support of development projects
in and/or for regions or countries in Africa.

The PMS described in this Manual of Operations applies to loan and
grant funded projects undertaken by the Bureau.

B. SYSTEM OBJECTIVES

The objective of the Africa Bureau in installing the PMS is to
establish performance-oriented project management and reporting
as standard practice in the Bureau.

The objective of any management information system is to provide the
right information to the right individual at the right time. The
right information is that required by managers to effectively fulfill
their responsibilities. The right individuals served by the PMS are
those that bear responsibilities for project management and for mon-
itoring the effectiveness of project manaders. The right time pre-
sumes identification of potential problems sufficiently early that op-
tions can be intelligently assessed, and the best decision reached in
time for action to be taken as necessary.

The PMS is a user-oriented management information system. It provides
the basis for an effective management information flow through an ap-
proach to project design, approval, and implementation that focuses

on project performance. PMS reporting draws on the performance spec-
ifications laid forth in project design to define project-unigue re-
porting requirements. Thus the system is flexible and responds to
project performance needs rather than only to administrative or

budget cycle constraints.




Through installation of the PMS the Africa Bureau intends that:

o

There be a clear and obvious change in the
quality of Bureau project designs and project
implementation plans;

Project reporting both within Field Offices, and
between these Field Offices and the Bureau be

focused on project performance, both -in terms of
management and as related to development impact;

Project Officers, Field Office Directors, and
Bureau personnel in Washington have available
the information required to fuifill their man-
agement and reporting responsibilities;

Problems in project implementation are succes-
sively raised to higher management levels until
resolved;

AT1 of the above result in important, measurable,
development impact.

To achieve these Bureau objectives the PMS has been designed to be
readily adaptable to the variety of Field Office management arrange-
ments developed by the Bureau.

C. OVERVIEW OF THE SYSTEM

'The Africa Bureau PMS applies practical management concepts to define
an integrated approach for project planning and project reporting in
the Bureau.

Two concepts are central to the integrated approach provided by the
PMS:

© Performance reporting focuses on actual project
performance in relation to project plans;

° Successively higher levels of management reqqire
information on project performance, but at dif-
ferent Tevels of detail.
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The PMS focuses on a streamlined approach for project reporting within
the Bureau. Fundamental to the development of efficient project communi-
cations is a shared view of the project -- its design, its financial,
implementation and evaluation plans, and its performance targets...at

all levels.

The PMS views the design phase of a project as a continuous flow.
Bureau and Agency submissions required during the design phase are
considered to be successively refined statements of the project design .

During project design, five PMS products are produced that assist the re-

sponsible Project Officer in completing the submission requiremehts atten-

dant to project authorization as defined in Handbook #3: Project Assistance.

The five basic PMS products created in the project design phase are: .

a. A project design developed and summarized using the Logical
_Framework approach;

b. Project Networks that express at an operational Tevel the se-
quence and timing in the project design and 1nc1ude perfor-
mance indicators for key events;

c. Summary field-to-Washington reporting network showing critical
performance indicators (CPI Network);

d. A Financial Management Plan that defines the project's budget,
obligations, and projected expenditures by output over time;

e. The outline of a project Evaluation Plan that identifies
critical points for measur1ng project performance and signi-
ficance in light of major project decision points;

The PMS reporting approach records actual versus planned project perfor-

mance. At successive management levels, each PMS user monitors project
performance and receives reports on preselected project events, (see
Figure I-1) maintains information for backup and reference, and reports

upward on the events monitored by the next higher level of management.

!
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INFORMATION

WASHINGTON

FIELD OFFICE

e OPERAT IONAL
USER MONITORING MONITORING NETHORK
WASHINGTON RECEIVES
MANAGEMENT & USES
FIELD OFFICE PROVIDES RECEIVES
DIRECTOR & USES
PROJECT PROVIDZS RECEIVES
OFFICER & USES
INFORMATION FROM
CONTRACTORS &
IMPLEMENTERS
SYSTEM USERS AND INFORMATION LEVELS

Figure I-1:
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Reporting under the PMS may be one of two types:

1. Positive Reporting: Confirms that key events are progressing
as planned;

2. Exception Reporting: Assumes key events are progressing as
planned unless otherwise informed.

Each Field Office, with Bureau concurrence, will select a reporting basis
for its projects. Using a Postive Reporting Basis, Achievement Reports
will be provided on pre-defined key project events through the 1ife of
the project. Under an Exception Reporting basis, management reports

will be provided oniy when key events are jeopardized.

Projects selected for Positive Reporting will report performance of

each key event within the total project as of the date it is achieved.
The report is called an Achievement Report and will normally be submitted
on or before the planned performance date. Achievement Reports provide
information on progress against project plans. The Achievement Report
meets management's needs to stay informed of project status. When an
Achievement Report is not received on or about the date of planned per-
formance, the Bureau automatically assumes that the event was not achi-
eved on schedule at the planned level of performance. Failure to auto-
matically submit an Achievement Report generates an inquiry cable from
Washington to the field. When the field knows an event will not be achi-
eved as planned, Exception Reports can be utiiized.

With projects on the Exception Reporting basis, two types of Exception
Reports reach management: The first type of Exception Report, Performance:
Endangered¥ warns management that an event may not be achieved; the
second type, Performance: Missed, informs management that an event has

*  Endangered reports are a type of report included under the "special"
reports category required in the PPT system developed by PBAR.
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been missed. These two reports provide management with information it
requires concerning problems hindering project implementation. The
Bureau knows that an event being monitored in Washington js endangered
when a cable is received indicating that events on the operational net-
work have been missed. The PMS prescribes that when operational net-
work events are missed, reports indicating that Washington reporting
events (Critical Performance Indicators) are endangered be forwarded

.to the Bureau as an early warning of a possible problem in meeting a

Critical Performance Indicator (CPI). A CPI which is on schedule,
but of insufficient amount or quality, will count as a CPI missed.

D.  RELATIONSHIP TQ OTHER AGENCY SYSTEMS

The Africa Bureau PMS provides a basis for meeting Agency documenta-
tion, submission and reporting requirements. Through the development
of project management systems within each of the Bureau's_field offices
the Agency-wide requirement for installation of a Project Performance
Tracking {PPT) system is met and supported through lower level manage-
ment processes.* The PMS tailors the procedures for meeting Agency
requirements to meet Bureau needs and to ensure a high gquality manage-
ment process within the Bureau.

The Africa Bureau PMS complys fully with the PPT system by applying
the same reporting rules to the relationship between the Africa Bureau
and the Administrator as are applied between the Field Offices and

Thg Project Performance Tracking (PPT) System is an Agency-wide re-
quirement for project performance tracking based on project-specific
CPI networks and descriptions. The PPT system does not specify
Bureau procedures for meeting this requirement, rather it will,
through a PPT instruction manual, to be issued early in 1976, iden-
tify alternative approaches for meeting the Agency requirements. The
Africa Bureau PMS defines one such approach for meeting the PPT sys-

tem requirements. Note: PPT calls for last critical date...PMS calls
for planned dates. )
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thé Bureau. That is, at the time project designs and CPI networks
drafted in the Field Offices are reviewed in the Bureau, the Bureau re-
views the events it will monitor and on which it will report to the Ad-
ministrator, i.e., CPIs. Normally the events {nc1uded at this Tevel will
be those that affect projéct duration, budget, and goal and purpose

level impact. When the Bureau must report that an event it is monitor-
ing has been missed, it prepares its report for the Administrator using
the information provided in the Field Office Exception Report and in-
formation on Washington action that is being taken to assist the Field
Office.

Figures I-2 and I-3 display the overlapping nature of the PMS and the
major Agency systems. The PMS is compatible with Agency-wide procedures
and products required during three phases of the 1ife of a Bureau project:
Project design, project approval,* and project implementation, including
evaluation for the project.* A brief review of these project phases
follows together with a discussion of the relationships between the PMS
and other Agency systems.

1. Project Design

Project design commences with the identification of a potential project idea
and terminates with the submission to the Bureau of a Project Paper (PP}.
The design documentation and submission process is a repetitive one. Pre-
Timinary ideas for projects are developed approximately fifteen months
before project authorization is expected. These preliminary idea papers--
Project Identification Documents (PIDs}--are submitted, at the latest, with
the Annual Budget Submission prepared for each Bureau Field Office. Follow=
ing PID approval, a refined project plan is submitted in the form of a

* AID's Handbook #3: Project Assistance should be consulted concerning
the total set of Agency requirements for project approval.




Figure I-2:
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Project Review Paper (PRP), which forms the basis for the Bureau's
contribution to the Agency's Congressional Presentation for the upcoming
fiscal year. The final project design submission, the PP, is the basis
for authorization of project funding. The PMS project design products
are a central portion of the documentation required for project approval
and subsequent implementation. Figure I-4 diagrams the flow of sub-
missions during. the course of the project design phase. The Agency's
Handbook #3, Project Assiétance describes this process in detail.

2. Project Approval

Bureau management reviews both the intermediate and final products of
project design. 1In the PMS Manual, the discussion of project approval
focuses on the review and approval of the PP, the final design sub-
mission. Sections are also provided dealing with PID and PRP review
procedures. During the Washington review of the PP, Bureau management
considers the proposed Field-to-Washington reporting points, in terms
of level of effort, quality and schedule, for the project, as well as
the final design and budget for the proposed project. Washington ap-
proval of the PP carries with it authorization of funding for the pro-
ject, and activation of the project networks.

3. Project Implementation

Project Implementation commences with Approval of the Project Paper (PP).
During project implementation, management utilizes the PMS products
developed for implementation monitoring and early problem identification
at two levels in the Field Office: The project manager Tevel and the
Field Office Director level. The PMS products also provide the basis for
field-to-Washington reporting during the implementation of the project.
Figure I-5 displays the system's approach to "nesting" information re-
porting based on the successive levels of management responsibility for
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the project. Based on an agreement between the field and Washington,
project reporting is to be undertaken on a Positive or Exception basis.
fhe PMS specifies the project conditions under which management feports
are generated, for both.the Positive and Exception reporting.

The PMS serves AID and host country management officials routinely

during project implementation. On an optional basis, the PMS can

also serve AID intermediaries concerned with management at the subproject
or projebt "output" level. For example, USAID might impose similar
reporting requirements on a VolAg that manages a component of a project.



PID . PRP PP

BUREAU (PMS) . Draft LogFrame ° LogFrame ° LogFrame

SPECIFIED ° Draft Project Project Network

Network © CPI Network
® Draft CPI Networl |o

Draft Financial o

Financial Plan
Evaluation Plan

Plan
° Praft Evaluation
Plan
AGENCY N Draft LogFrame ° LogFrame
REQUIREMENT ' o

CPI Network

Financial Plan
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Figure 1-4: PMS SUBMISSIONS IN THE APPROVAL PROCESS

The PMS guidance on submissions in the Africa Bureau supplements rather
than supercedes requirements Tisted in the AID Project Handbook #3.

* The requirements also include complete documentation for the PID,
PRP and PP as described in AID Handbook #3: Project Assistance.
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Figure I-5
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SECTION TWO

System Description

The PMS flow of procedures and products is described schematically in.
Figures II-1, II-2, and I1I-3. A1l of the procedural aspects of the
PMS and each of the resulting system products are identified in the
diagram column headings

System procedures and products, as well as bureau decision points, are‘
identified by symbols, iletters, and numbers in the system description
diagram.*

*The symbois and codes used in the system description diagram are identified in detail below, On each figure the
symbal key is repeated.

“PRUCEDLRES ANC DECISIONS

A1l system procedures, and atl decision points in the system are identified by numerals. The procedures and
decision points are, however, represented by different symbols in the diagram:

Procedure Symbol: System Decision Symbol: U
Procedure -

“PRODUCTS

System products are identifred by the letter R and the number of the procedure that Yeads to the product, e.qg.,
R-14, These products have their own symbol:

Systen

Product Symbol: Product

Ore adgitional symbol is used in the system description diagram and the reader should be aware of 1ts use. The
extra symbol is a large arrow that signals movement from one page of the ciart to the next. This connector

sywbol s shown below: [::::::

Directional 1ines with small arrows are used in the dascription diagram to indicate tne flow of products and
procedures, In the following example & process 3s shown T0 resuli 1n a product:

. .
i
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The division of the system description diagram into three separate
figures is 1nteﬁiﬁoﬁa1. Each of - the figures in the 'system description
diagram treats a major activity in the 1ife of a Bureau project. Thus
Figure II-1 focuses on field office action during project design. The
majority of the user/operators identified in the column headings for
this figure are field office personnel, or as in the case of a Country
Development Office, may represent some of the services provided to a
field office by a regional (or AID/W} office. Host country officials
will be involved in theSe'planning steps. As this Tevel of involvement
will tend to be'counfry—unique, a discussion of specific host-country
activities has not Beeﬁ included, but some possibie actions are included

(not numbered} in the system description diagram.

Figure II-2 considers ‘the PMS procedures and products during Washington
appfové] of a project and in ngure IT1-3, the implementation phase of
the project is considered. During impiementation, both field and -
Washington are involved in monitoring project performance.

For ease of reference, Section Two is divided into major section head-
ings under which the individual PMS procedures and products are grodped
and discussed. A list of the Section ‘headings follows.

,'.




1I-3

SECTION TWO: OUTEINE

Planning the Project Design Effort (Procedurss 1-2)

Project Design (Procedure 3-5)

Networking (6-8)
Reporting (9-10)
Evaluation (11)

Financial Plans (12)

Review & Approval Process--Field (13-16)

System Displays (17)

Review & Approval Process--WASHINGTON (18-24)

Amendments & Updates Prior to Implementation 125—26)

Project Implementation & Monitoring (27-35)




Figure II-1: PMS OPERATIONS: PROJECT DESIGH PROCEDURES AND PRODUCTS
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Figure II-2:

PMS OPERATIONS:

PROJECT APPROVAL PROCEDURES AND PRODUCTS
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Figure II-3: PMS OPERATIONS:

PROJECT IMPLEMENTATION PROCEDURES AND PRODUCTS
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A. PLANNING THE PROJECT DESIGN EFFQRT

SCHEDULE

. ~ DESIGN
' EFFORT

Project ideas can be initially identified either by a Field Office or

in Washington, depending on the nature of the project. In the normal
case, prdjéct ideas will result from programmatic analysis of a situa-
tion and its problems, The Development Assistance Papers {DAPs) are a
source of project ideas, as are sector analyses. Responsibility for the
transformation of a project idea into a project plan normally Ties with
the office that has generated the project idea.

Flexibility in scheduling project design activities is constrained by
planning submission deadlines set by the Agency; current messages con-
cerning these schedules should be consulted prior to the development of
a project planning schedule.

It is the responsibility of the Field Office Director, or Washington
0ffice to set internal deadlines for the development of PMS products
during the project design effort. In setting such deadlines, the
Director should include adequate time for his oﬁn participation in the
review and fiha]ization of these planning doéuments. Time should also
be provided for host country involvement.

The Director has the responsibility for coordinating the schedules for
all project design efforts undertaken by the office. Planning schedules

for specific projects should be developed to facilitate the participation
of key individuals. Further, the schedule for planning a project should
avoid peak work load periods, periods of home leave, host country holiday
periods, etc.
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The Director is responsible for ensuring that the participants in the
design process have the background and training required to produce the
PMS design products. The Director should determine whether the design
process participants are well grounded in the PMS design concepts., and
either provide, or secure the services of others who will provide, such
training as is required.

The project design schedule must take into consideration the fact that
the development of the PMS design products complements a three step de-
sign and approval process defined by the Agency. The design process must
be scheduled so as to successively meet internal office deadlines relat-
ing to the submission of the PID, PRP, and PP.

YIDENTIFY |
2. PART ICIPANTS/

MATERIALS

A1l parties (AID, the host government, U.S. Grantees, etc.) that are to
be assigned major project responsibilities must agree on the project ob-
jectives, approach and the division of responsibilties within the pro-

ject as early-as possible.

It is the responsibility of the Director of an office that has elected to

plan a project to designate an individual who will manage the design process

and be responsible for the timely development of AID planning submissions,

the PID, PRP, and PP. Ideally, the individual assigned these responsibili-

ties would subsequently assume the responsibility for project implementa-

tion management as well. 6
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The Director is further responsible for identifying all of the major
parties who are 1ikely to be involved in execution of the project, and
for facilitating the initial contacts between the project designer and
appropriate individuals in host and third country organizations, as well
as technical support personnel in other divisions of the Agency.

It is the responsibility of the project designer to manage the involve-
ment of the advisory personnel in the planning process. Participation in
the project p]pnning process by non-AlID personnel is encouraged whenever
their cooperation in executing the project is desired or expected. The
degree and nature of participation by advisory personnel is an office and
project-specific decision. Advisory participation by host personnel, AID
and/or non-AID technical advisors, or other donors may vary from direct
invoivement in every analytical step to simple review and critique of the
major products of the PMS planning process.

Documentation may be required to support the design process. While the
specific documents required will vary from project to project, the docu-
mentation package needed by project designers will generally include:

© Host country planning documents, e.g., multi-year plans,
sector plans, etc.:;

@ AID country and/or regional planning documents, e.g., DAPs;

o Technical Titerature;

© Data on past AID efforts in the same area, e.g., PPs and
evaluations of similar projects;

° Data on the country and/or past project efforts available
from international organizations, e.g., the World Bank, and
from other donors.
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The project designer is responsible for assembling such documentation as
is required by the design team, and for maintaining the design files. As
each stage‘of the project approval process is completed, the project de-
signer is responsible for securing and maintaining final copies of the
major submissions -- PID, PRP, and PP, as well as the full set of PMS
products -- Logical Frameworks and networks developed for the project.

PROJECT DESIGN

DEVELOP

3. 1 PROJECT

DESIGN

The Logical Framework is both an approach to project design and a summary .
matrix of that design. The process and the product serve to crystalize
the basic elements of the project and to define project performance in

terms thdt_één be verified.

Responsibility for the development of the project Logical Framework

Ties with the project design team leader. The role does not require that
the‘prpject Logical Framework be prepared as an individual effort.
Rather, it éa]]s for the management of a group process that resuits in
the clarification of shared objectives, and the definition of a tech-
nically responsible approach for achieving those objectives. A Logi-

cal Framework matrix is a by-product of this process which must be
completed for each Bureau project (see Figure II-4). R-3

| Project ‘
LogFrame :

Additional guidance concerning this process and the resulting product
can be found in AID's Project Assistance Handbook #3, and in the Agency's

Project Evaluation Guidelines.




Figure II-4:; AID PROJECT LOGICAL

AID1020.28(2.71) FRAMEWORK
(AID Form 1020-28)

Project Title

PROJ ECT DESIGN SUMMARY
LOGICAL FRAMEWORK

Life of Project:
From FY to FY.

Total U. S. Funding

Date Prepared:

NARRATIYE SUMMARY

OBJECTIYELY VERIFIABLE INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTIONS

Program or Sector Goal: The broader objective to
which this project contributes:

Measures of Gool Achievement:

Assumptions for achreving goal targets:

Project Purpose:

Conditiens that will indicate purpose has been
achieved: End of project status,

Assumptions for achieving purpose:

Outputs:

Magnitude of Qutputs:

Assumptions for providing outpuis:

Inputs:

Implementation Target (Type and Quantity)

. Assumptions for providing inputs;

EL-11
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It is the role of the design team leader to insure that alternative
approaches are considered during the early stages of the project plan-
ning process. Further, the design team leader is responsible for re-
cording the results of these discussions since the identification of
alternatives is required in the first formal Agency project documenta-
tion submission, the PID. AID's Project Assistance Handbook #3,
Chapter 3 provides additional guidance on this early step in the plan-
ning process in a section entitled: Means-Ends Analysis.

Beginning with this section of the PMS Manual, examples of system pro-
ducts are provided in their completed form. Throughout the system
description narrative, the fictional example of a millet production
project in a country called Tehristan-will provide the samples .of
completed PMS formats. In Figure II-5, the project design for this
sample project is summarized in a project Logical Framework.

The PMS recommends, and specifies as a system option, the development
of a Logical Framework for subproject elements, project “outputs." The
development of Output Logical Frameworks are recommended in the follow-

ing circumstances:

a. Where the relationship between a set of inputs and the expected
output is unclear;

b.  Whenever the transformation of project resources {inputs) into
results (outputs) is to be managed by more than one organiza- .
tion or individual.




DEVELOPMENT HYPOTHESES
1 Purpose, Then Gaal —I

[t Outputs, Then Purposs

MANAGEABLE INTEREST

el

If Inputs, Then Quiputs

Figure II-5:

I

-

LOGICAL FRAMEWOAK
FOR

SUMMARIZING PROJECT DESIGN

TEHRISTAN MILLET PROOUCTION

Proyeet Title:

Eat, Project Comypletion Date
Date of this Summary

NARRATIVE SUMMARY

ODJECTIVELY VERIFIABLE INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTIONS

Progtam Gosl Tha broader obpctive ta

which thn piokeet conlributes
Food grain needs met from internal pro-
duction by 1980,

Mesturer of Goal Achievemant

1.10% annual reduction in food grain fmports be-
ginning 19783

2.Annual grain consumption of rural population *
increases from 50 to 75 kilos per person by
1982;

¥ Import records;
2.Rural househald survey,

Concarning long term walus of pr o am/promd’

Projact Purpose:

Increased millet production in Central
Area of Tahristan,

Conditions that will Indicats purpess has been
achiveed. End of project atviin

1.Increased yleld of 40% over 1975 levels by

19773
2. Increased millet production of 50% (40,000
tons) in target area by 1976,

1.Analysis of harvest results,
ficld agent reportss
2.Harvest figures.

Affecting purposs to-gost Knk
1.Grafp prices do not Increase more than

0%
Z.Popfﬂatinn growth remafng constant.

Outputy
1.0ffice & training center bullt & equip-
ped,

2.Trained entension agents working with
farmers.

3.5m211 farmers enrolled for participa-
tion in project,

4.Inputs & technical assistance provided
to enrolled small farmers.

Magnitwle of Quipult necessary #nd suificient 16 achizve puiposs,
la.Construction of office & training center suf-
ficlant for staff of 5 completed according toy
techmical plans and $pecs by Sept. '75;
b.Equipped w/supplies & materials for Ist year
operations by Sept '76.
2a.Agents successfully complete week of curri-
culum in modern cultivation practices &
haryesting procedures:
- 15 agents by Feb '77;
- 30 agents by feb '78,
b.fach farmer visited by extension agent not
1r$s than 3 times between March & November,
3. Farmers in Central Area w/less tham . hec-
tares of land agree to participate ir project
- 350 farmers enrolled by Mar '77;
- 800 farmers enralled by Mar '78,
4a.Each enrolled farmer recelves necessery seeds
& fertilizer by May of each year ;
b.Each farmer correctly plants and Cultivates
seods .,

la Physical vepification,

b.Physical verification;

2a.Agents pass post-course
examination,

b.Issuance of motorbike to
agent;

3.Enrellment forms completed &
returned to headquarters;

4a.Extensicn agent reports &
field area tour;

b.Extensfon agent reports &
field area tour.

Atlecting output ta purpow hink,

1.Government crop buying policy & orices
will encourage production;

2.Transportation & storage facilities
adequate to handie volume of produc-
tivity.

Ynputs Acivinies angd Types of Resourcer

Ta Select facilities & develop bullding
lans:

b Request bids & construction proposals,
review & select construction firm;

c.locally procure tables, chajrs, black
boards, other supplies;

2a Recruit extension agents;

b.Develop & test training curriculum;

¢ Traip extension agents;

3a Cevelop publicity materials & enroli-
ment forms;

b.Provide selected farmers w/tour thru
Southern Region project;

c.Complete fnttial farmer visits by
Sept '76,

4a.Finalize seed & fertilizer requive-
nents by April '76,

b Complete procurcment papervork process|
by May '76;

c.hrrange transportation for inputs from
port to distribution*points,

d.Develop extenston agent record system

+ & extensron visit schedvle,

Levil of Eflort/Expendiiure for each activity

{Cost 1n thousands} ‘5 N7
1.Cost of output 55 T
~Construction $20
=Equip & supplies $5
2.Cost of output 7
-Recruiting expenses $13
-24 manmonths extension
& tratning advisor $60{annual}
3.Cost of ouiput §5 0
-printed materfats $2
-Farmer tours $3
4.Cost of output $140 5193
-Seeds $65
-fertiiizer $238
~Trans/distribution 330
PROJECT COST 8Y YEAR $243 3253
TOTAL PROJECT COST £406,000

Aftecting inpu o output link

t.Government will provide extenston
agents who are qualified:

2.Local construction firms capable of
undertaking & completing office &
trajming center in timely manners;

2, Farmers remain receptiva to introduc-
tion of new techniques,

EL-11
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Qutput Logical Frameworks for a project can always be developed at the
discretion of the Project Officer, and can be called for by the Field

0ffice Director.

DEVELOPMENT OF
5. OUTPUT PLANS

(LOGICAL FRAMLHORKS)S

Optional Output Logical Frameworks are developed using the same approach
for developing project Logical Frameworks. Two alternatives are defined:

a. DeQe]op separate Logical Frameworks for each project output--
recommeded when different individuals and/or organizations
are responsible for output production;

b. Identify suboutputs for each output within the project's full
Logical Framework--recommended when more detail 1is required,
but where a single manager is involved.

While both approaches serve to describe the project in greater detail, the
first approach--separate LogFrames--is generally preferred. Output Log-
Frames can be developed on a selective basis and used where specific outputs
require greater clarification. Further, use of the separate LogFrames pre-
serves the desired simplicity in the Project Logical Framework.

Figure II-6 illustrates the process for developing separate output Logical
Frameworks. In this process a single output from the full project is

placed in the first column, second row of a new matrix (Purpose Level). The
purpose of the fu]] project is recorded in the first column, first row {(Goal
statement) for the new matrix. Development of additional detail concerning

the output is then undertaken by using the first column, third row to

identify the subordinate results (or suboutputs) that lead to successful .
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production of the output. The inputs or resources and activities re-
quired to achieve the output do not change. However, identification of
the subordinate results may serve to clarify the type of resources re-
quired for production of the output. The Logical Framework concepts are
used as normal for completing the Output Logical Frameworks.

While Figure II-6 characterizes the process of developing additional
detail concerning the creation of a project output, the project manager
should recognize that a participatory process similar to the proéess used
to specify the project outputs is required to define the subordinate re-
sults Teading to the development of an output. Further, the process
manager should be aware that identification of the subordinate results
may require the participation of technical specialists who may or may

not have participated in the initial design effort.

Figure II-7 illustrates the approach that méy be employed to develop
further output detail within the full project Logical Framework. When
this approach is used, the subordinate results are defined using the
process identified above of the development of separate LogFrames.

Figure II-8 shows an output LogFrame for the Millet project, i1lus-
trating the increased detail that can be developed to assist manage-
ment.

| Output

LogFrame
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production of the output. The inputs or resources and activities re-
quired to achieve the output do not change. However, identification of
the subordinate results may serve to clarify the type of resources re-
quired for production of the output. The Logical Framework concepts are
used as normal for completing the Output Logical Frameworks.

While Figure 1I-6 characterizes the process of developing additional
detail concerning the creation of a project output, the project manager
should recognize that a participatory process similar to the process used
to specify the project outputs is required to define the subordinate re-
sults Teading to the development of an output. Further, the process
manager should be aware that identification of the subordinate results
may require the participation of technical specialists who may or may

not have participated in the initial design effort.

Figure II-7 iTlustrates the approach that may be employed to develop
further output detail within the full project Logical Framework. When
this approach is used, the subordinate results are defined using the
process jdentified above of the development of separate LogFrames.

Figure II-8 shows an output LogFrame for the Millet project, i1lus-
trating the increased detail that can be developed to assist manage-

ment.

Qutput

| LogFrame
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Progect Tutie

TEHRISTAK MILLET PRODUCTION -- OUTRUT LF l‘Z'

LOGICAL FRAMEWORK
FOR

SUMMARIZING PROJECT DESIGN

€1t. Project Completion Date
Date of this Summary

NARRATIVE SUMMARY

MEANS OF YERIFICATION

IMPORTANT ASSUMPTIONS

L
It Purpose, Then Geal

DEVELOPMENT HYPOTHESES

1

Pivgram Geal The broader objective to
which this projee) caniributey

Increased millet production in Central
Area of Tehristan.

OBJECTIVELY VERIFIABLE INDICATOQRS

Mearuret of Goal Achievement.

1.Increased yield of 40% over 1975 levels by

19775

2.Increased mille{ production of 50% {40,000

tons) in target area by 1973

1.Analysis of harvest results,
fteld agent reports;
2. Haivest figures

Cancarning long lertm value ol progtam/project

MANAGEABLE INTEREST

.

1
It inputs Then Qurputs

rﬂ Qutputs, Then Purpoe

Prapeet Purpose,

2.Trained extension agents working
with farmers, B

Conditiony that will indicate purpose hag been
schieved™ End of project slaius
V.Agents swccessfu)ly conplete curriculum 10
modern planting techniques, cultivation prac-
tices, & harvesting procedures:
=15 agents by Feb. '77;
-30 agents by Feb '78;
2.Each farmer visfted by extension agent not
less than J times between March & Hovember

1.Post training examination of
competence of agents.

Aftecting purpose tegoal ink
1.After training, agents will continue
with millet project.

Qutputs,
A.Extension agents recruited;

8.Training curriculum devetoped & tested;

__[C.Ayents effectively trained/certffied;

J.Mobi1ity provided for agents.

Magnitude of Qutputs necessary and sulficient to schieve puipese,

A.18 prospective agents (to allow for possible
dropouts) w/minimum 3 yrs farming experience
? Tiving in Central Arca recruited for traip-
ng;

B1.3 week curriculum developed covering cultiva-
tion (5ol preparation, testing, plowing},
planting techniques {timing, sesd depth,
spacing?. harvesting procedures (timing, tool
use, drying);

B2.Curriculum tested w/Ag Ministry trainees,
evaluated & appropriately modified:

C. Hinfmum 15 agents complete 3 weeks training

' & demonstrate ability to effectively teach

farmers techniques learned prior to certifi-
cation;

0. Each agent provided w/motorbike w/carrying

rack for supplies on completion of training

4 certification,

A.Extension advisor recrultment
records;

g7.Priated currfcuTum materials
& teaching aids;

52, Modified curricutum,
C.Post-training examination of
agent skills & competance,
D.Motorbike {ssuznce receipts.

Alfecting output to purposs hnk,
1.Post~training examination appropriate
means of evaluating agents' abilaty

te train farmers,

Inputs Artwihies and Tvgs of Aesoutees
For output A,

1.0evelop publicity materials
2.Publicize program

3. Interview prospective candidates
4.52lect candidates for training
For output 0.

T.Hlre extension advisor

2.Desfgn training curriculum

3.Test curriculum w/Ag Ministry
4.Revise training approach/materials
5.Print_trainwng materials, devetop

training aids

IFor output C*
.5¢t date to hegin training

ing center
. Administer 3 week training course
4.Test b certify each agent

For output D: !
.Complete procurement. paperwork

2.0rder motorbikes
J.Receive & inspect motorbikes
A.1ssue to agents

1
Z.Move equipment {plows, etc} to train-
2

Vevet of Effort/Expenditure for esch scuvity 1
HANDAYS Los

. 20 $ 1,000
. 10 500

60,000

4,500

7,000

Altecting input Lo-output link

). Qualified potential agents can be
located;

2 Ag Minfstry trainees assistance in
evaluating curriculum cap be obtained.

gL-11
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C.  NETWORKING

i DEVELOP |
6. § OPERATIONAL §

NETWORK ;

Networking is the graphic display of the sequénce and interdependence of
activities and events in a development project. As a project planning
tool, networking increases the designer’s confidence in project plans.
The Logical Framework states the-resources and activities that are re-
quired in order to produce the project outputs. Networking illustrates
how the resources and activities will be used to 'produce these outputs.
The networking exercise tends to bring to 1ight constraints on project
activity that were not previousiy evident. This can result in an im-
provement in project design and subsequent revision of the project
Logical Framework. The two processes act on-each other in a continual
process of design improvement.

The development of an operational network is a two-step process:

o

Determination of the logical sequence of project activities;

° Analysis of the time required to compiete all project activi~
ties.

The PMS specifies that a network displaying the sequence and timing of
project events and activities and including the achievement of project
purpose be developed for each project.

In Appendix A of the Manual, a supp]ementéry discussion of "How-to-do"
networking is provided. This Appendix also includes a discussion of
optional methods for putting dates on the network.
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The full project, or operational, network contains all major activities,
events, and assumptions required for project success, including the achieve-
ment of project purpose. Both events directly included in the AID portion

of the project, and important "interface" events from other projects
(AID, donor or host), are displayed in an operational network. A
sample operational network is illustrated for the fictional Tehristan
Millet project in Figure I1I-9.

When the operational network is completed, each event is numbered from
the top downwards and from T1eft to right as shown in the Tehristan
network (Figure I1-9). Where an event on this network is also shown

in the CPI network (PPT system) for field-to-Washington reporting,

the CPI number is dincluded 4in parentheses under the event number. This
is reversed on the CPI network, where each CPI is numbered and under

it is placed the operational network event number in parentheses. For
example, on the operational network shown in Figure II-9, the number-

1ng‘on event 23 is %g), showing that this event relates to CPI #3. ReE

PROJECT
OPERATIONAL
NETWOR

The PMS recommends as an option the development of output networks under
the same type of circumstances that suggest the development of Output
Logical Frameworks:

° When greater clarity concerning the steps required to produce
an output is required;

° When different managers will be responsible for the production
of outputs in a single project.

As in the case of Output Logical Frameworks, either the Project Officer
of the Field Office Director can elect the output network option.
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Figure II-9: TEHRISTAN MILLET PROJECT OPERATIONAL NETWORK (Partial

Network--First Year Only)
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Schedule

8. § Outputs

Appendix A of the manual describes the networking process in detail.

This network process 1s used to develop output networks to the level of
detail considered useful by the project manager for each output. For
each completed output network the project manager selects those events he
wishes to include in his operational network. He then combines these
events and activities from all the output networks into one less detailed,
operational network. Figure II-10 shows how the Output Nets can be com-
bined and summarized to form the operational network. The Tlevel of
detail for this approach again depends on the information needs of the
project officer to implement and monitor_his project and will vary
according to the type and complexity of the project.

Qutput networks, when developed, can be used as the basis for reporting
to the project manager by the agent responsible for producing the output
(i.e., host, contractor, voluntary agency, etc.). Completed Qutput
networks need not be forwarded to Washington R-8

Output
Network(s) §
D. REPORTING
§  SELECT
9. § REPORTING

{ POINTS

a. Internal to Mission (AID Qffice, etc.)

Once the project operational network is completed, key events for higher
level monitoring can be identified. The project officer recommends to the
Director's attention those events on the operational network most indicative
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. Figure II-10:
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of project success, as well as those events most Tikely to cause prob-
lems. Interface events with other projects and events along the critical
path should also be pointed out as being of possiblie monitoring interest
to the director. In the dialogue with the director, the project officer
shouTld explain the implications of each event for the project. During
this dialogue, the director selects for his monitoring activity, those
events from the operational network he considers to be central to the
achievement of project objectives. Figure II-9 shows the events the
Field Director will monitor for a portion of the Tehristan Operational
Network. They are indicated on the Operational Network by a small
triangTle placed above the event to be monitored: Ay

Once the Field Director monitoring events have been identified on the
Operational Network, the project officer (design team) identifies the
performance indicators in terms of quantity and quality for each of the
events seiected for monitoring by the director. These are the desired

performance Tevels.

b. Field to Washington Reporting

At the same time, the director will select events for field-Washington
reporting which may be some or all of the events he has selected for

his own monitoring activities. Together with the project officer he

will determine at what point in time these events will become critical

to project success. This is the beginning step for developing the CPI*
network, and focuses on the first dimension of a CPI which is timeliness.
The CPIs are displayed in a summary network as shown in Figure II-11.

Thus, CPI reports, in addition to focusing on "critical" levels of achieve-
ment in terms of quality and gquantity (described in Procedure 10), are
generated at "critical" dates rather than operational network target dates.

* CPI=Cr1t1ca1 Performance Indicator: CPI Networks are part of the
Agency—w!de Project Performance Tracking (PPT) System requirements.
Further information is available in AID's Handbook #3, and in the
new PPT manual, shortly to be circulated.
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The Agency defines critical dates as those dates for which failure to
achieve performance would jeopardize the project in terms of (1) achieve-
ment of purpose, (2) project completion date, and (3) budget. The iden-
tification of problems at the Field Office level may lead to their re-
solution before the "critical date" of a CPI. The difference in dates
works to the advantage of the project: The anticipation of a reporting
date on the Operational Network focuses internal field office attention
on project problems and their resolution; anticipation of a "critical
date" focuses office attention on the actions/options it will report to
Washington if the CPI can not be achieved on schedule and/or in the
desired quantity or quality. ‘

| DEFINE ;
10. | PERFORMANCE P

INDICATORS §

a. Operational Network Performance Indicators

Sound project planning requires estabiishing the measures of performance
which signal project success at interim points during project implemen-
tation. A performance indicator is a statement of the type of perfor-
mance expected in connection with the achievement of a project event.
For each event in the project network it should be possible.to specify
performance expectations not only in terms of a target date, but also

in terms of the quality and quantity of the results associated with that
event. These indicators serve two important functions:

e Assessment of planned versus actual performance, so as
to judge the project probability of success and the
need for revision;

@ Objective reporting of progress to higher management
levels.
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In the Africa Bureau PMS, performance indicators are established for all
events monitored by the Mission Director. As a system option, the project
officer may choose to develop performance indicators for all operational
network events. This provides for more frequent assessment of actual
project progress.

The discipline of the Logical Framework Approach for Project Design and
Evaluation requires that indicators be objectively verifiable. That
discipline applies equally to performance indicators related to network
events. An indicator specifying "education improved" is not objectively
verifiable. "Improved” may mean three people can read and write, or it
may mean 60% of the population in the 10-20 age group can read and write.
An indicator stating "32 student physicians graduate with grades of B+
or higher;" and timeliness--"July of 1976," is objectively verifiable.
Performance indicators for events that are to be monitored require spec-
ification in terms of quality, guality, and timeliness.

b. Critical Performance Indicators

It is the responsibility of the project team to define critical perfor-
mance indicators. Reporting on critical performance indicators between
the field and Washington is on the basis of "critical" levels. The cri-
tical level for the time dimension is a "critical date:™ the critical
level for substantive performance is a minimum performance level in terms
of quantity and quality. As in the case of the critical date, critical
in terms of performance indicators connotes a level of performance that
would jeopardize achievement of agreed-upon project objectives, specifi-
cally the project purpose. In identifying a performance indicator for
Field Office reporting, a Project Officer may specify a target such as:
100 graduates. with A averages. In defining a critical minimum for Wash-

ington reporting the project team may judge that the purpose of the pro-
ject could still be achieved if only 80 graduates were provided with
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no less than a B average. The target of 100 indicates that the project
has defined a desired level, acceptance of 80 would be less than optimal,
yet the project could be successfully completed if no other critical
variables changed. Once these Critical Performance Indicators (CPIs)
have been identified, they are displayed in a CPI (Critical Performance
Indicator) Network.

The GPI Network is a graphic representation of the project's Critical
Performance Indicators, and their relationships. The Agency's format
for displaying a CPI network is presented in Figure II-11. The reader
should note that the dates for project events on the CPI network are
not consistent with the dates on the operational network. The change
in dates in the CPI network reflects the PPT system requirement that
CPIs be included for reporting at the point where they are critical
to project success,

_”Jﬁl :
§ Description |

c. CPI Description

As CPIs displayed on the network are necessarily briefly described, using
only key words, a CPI network must be accompanied by & more detailed de-
scription of each CPI. This more detailed description is recorded in the
CPI Description Format shown in Figure II-12: This format is an integral
part of the complete PPT submission. Each CPI should include critical
date, critical achievement levels in terms of quantity and quality and,
in addition, should qdentify the responsible action agent. The form in
Figure II-12 has been filled out to illustrate the recording of critical
performance indicators for the fictional Tehristan project for field-
Washington reporting. The PPT Manual, which will be circulated in March,
1976, contains further detailed information.
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d. Performance Indicators on Operational Network

There are two optional PMS formats for describing performance indica-
tors for internal use in the field office. The most direct method is
to place the indicator description directly onto the operational net-
work, close to the event being monitored, as in Figure II-13.

This method is used when the performance indicators are not too cumber-
some and the events being monitored are not too many.

The second option is to type the performance indicators and the rele-
vant CPIs on the same form so that the Field Office Director can make
instant comparisons when reviewing performance indicators on the opera-
tional network. He will not have to turn to the CPI format and search .
fot the CPI to see what the critical performance levels arej the infor-
mation will be together on one sheet. The disadvantage of this format
1ies in the duplication of effort; the CPIs will have to be typed
again in the Washington reporting format. (Where the Director is re-
porting all his monitoring events to Washington, this format might
obviate the need for the CPI format.) An example, using the Millet
Production project, is shown in Figure II-14. (A third column could

be added to record actual achievement.)
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PERFORMANCE INDICATORS PLACED DIRECTLY ON OPERATIONAL

NETWORK (Partial Network)
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I. =

OPERATIONAL NETWORK

CPT NETWORK

EVENT CPI

PERFORMANCE INDICATOR ‘CPI DESCRIPTION

7 DATE # DATE

2 6/76 1 Ag Economist (Ph.D,) 1 18/76 Ag Economist (Masters)
;ggrga?nwfglégdéﬁc’;ie with at least 8 years
ACTION: BUREAU work experience in LDCs

on-site. ACTION: BUREAU

Code 941 Procurement N/A

4 4/16 dacuments completed for /
18 motor bikes and spare
parts, 100 tons fertili-
zer, 30 tons HYV seed
ACTION: MISSION.

20 8/76 3000 square feet office 2 10/76 Same
and training facilities
constructed according
to plan. Engineering
acceptance by AID engin- .
eer 8/76
ACTION: CONTRACTOR

23 12/76 |18 agents complete ° 3 12/76 |15 agents complete at
training In pest pre- least 90% of all sub-
venction, modern piant- .
ing techniques, animal jects taugpt- 15 agents
traction, etc. A1l agents receive 70% or more on
receive 80% or more on written and practical
written and practical tests
tests. .
ACTION: CONTRACTOR ACTION: CONTRACTOR

Figure II-14:

and CPIs.

Optional format for displaying operational network performance indicators
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E. EVALUATION

¢ IDENTIFY
d CUALUATION 1§
| REQUIREMENTS§

11.

The PMS evaluation planning requirement calls for the identification of
both the logical evaluation points in a project and the type of data

that must be available if quality evaluations are to be conducted at those
points. The Agency evaluation system recommends identification of such
points as well as the early identification of the data required for evalua-
tion. AID does not currently require such specification on a project-
by-project basis. Hence, the project-specific requirements for evalua-
tion planning are incorporated within the PMS. The PMS calls for'the
explicit identification of evaluation requirements for a project and

the acceptance by project management of the responsibility for meeting
these requirements.

The PMS project evaluation plan considers two aspects of evaluation: (a)
data requirements, and (b) timing. In the following sections, each of
these aspects is defined for the PMS.

a. Evaluative Data

The data required to perform an evaluation of a project is not always
generated automatically. The evaluation planning process is designed

to define the data requirements for project evaluation and to incorporate
the coliection of such data into the normal project activity.
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While it is not possible to specify the types of data required in all
projects, it is possible to identify broad categories which the designer
should consider in relation to his project:

o

Baseline Data: To determine the impact of a project

it is necessary to establish what the conditions were
before the project began. When the need for such data
is recognized either after the project budget is fin-
alized, or after the project has begun, it is often
impossible to collect baseline data. The time to
jdentify the need for baseline data--on a target
group, on economic indicators, on the use of cur-
rent facilities, etc.--is during the project design
phase. At this point it is still possibie to allo-
cate funds to baseline data collection activity and
to actually collect this data before the project
begins and creates effects in the project environ-
ment;

Growth Data: In éva1uat1ng performance in some projects

it is necessary to know not only the final result but
also the pattern by which that result was achieved.
Growth data is generally described as being a set of
periodic assessments on a single indicator. These
assessments can then be plotted on a graph to describe
the pattern of change resulting from project activity.
As in the case of baseline data, it is necessary to
define the need to collect such information prior to
beginning the project -- it will not be possible to
secure this type of data after the fact in a large
number of cases;

Post-Project Data: In some projects the evaluator

is primarily concerned with what happened after
project activity ceased. This is particularly true
for demonstration projects, and projects where
spread-effect is predicted. Here too it is necessary
to plan early for data collection. In this case it
is not necessary to undertake the data collection
early, but the funds should be secured during project
planning.
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For further discussion of evajuative data the designer is referred to

the Agency's Project Evaluation Guidelines and the Evaluation Handbook
developed by the Agency. While the PMS manual does not define every type
of data requirement that may face the designer, it does point the way for
a data requirement analysis. It is the responsibility of the designer to
carry this process forward to define the special data collection problems
and requirements for his project.

b. Evaluation Timing

The planning of evaluation activities is facilitated by use of the project
network as a method of visually identifying the points in the project
where the Bureau has Teverage on the course of project events. Leverage
here is simply defined to be points in the project when the results of an
evaluation could be applied to the process of deciding whether the project
should continue according to the existiggip1an,.or whether that plan
should be modified in some way.

-

The Bureau's degree of leverage varies by project, and for similar

projects depending on the degree of collaboration between AID and the

other parties involved in the project. In some projects, points of
refinancing may be the only real leverage points where evaluation results
can contribute to the decision-making process. Howéver, in most projects
there will be additional Teverage points where evaluation can contribute

to the project dialogue. In projects that provide results on a cyclical
basis (e.g., training pﬁogram, agricultural projects, etc.), the end of

a cycle is often a logical point of evaluation. In projects where a

single large facility overshadows other outputs, evaluation is often needed
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before the facility is completed in order to determine whether the assump-
tions about its use are still 1ikely to be valid (e.g., are people moving
into the area where the facility is being developed, etc.). Evaluation
prior to the completion of this type of project facilitates the discussion
of options for modification of the project plans, even where the project
has been fully financed and is being managed by the recipient.

Evaluation timing is project-unique in the PMS. While the Agency require-
ment for annual evaluation is still in effect, the Africa Bureau considers
a clear and responsible project-specific evaluation plan approved in the

Bureau to be a basis for seeking exemption from an automatic annual evalua
tion requirement. Realization of the potential benefits of project-unique
evaluation plans and evaluation timing is an opportunity for the project
designer; where the opportunity is not taken, the annual requirement, will
still apply.

The project evaluation plan as described in the AID Project Handbook #3
results from the process of defining evaluation requirements and is incor-
porated into the two primary project planning tools: The project Logical
Framework and the project Networks.

Substantive data collection requirements are incorporated into the project
Logical Framework. This incorporation is made in two places: The Means

of Verification column and the Input column.

In the Input row for the project, the resource requirements for the
special data collection activities identified in the Means of Verifica-
tion column are identified. These resources are a part of the project
resources in much the same way administrative costs associated with the
project are Inputs. Their consumption is required for good project
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_ management, but the use of these resources does not directly correspond
to the production of specific project outputs unless the data collec-
tion effort is significant enough to warrant identification as a separate

output (i.e., Output 6: Data collected and analyzed).

The timing of evaluation suggested through the analysis of the project
evaluation requirements is incorporated into the project's network. The
evaluation points are identified as project events, and event symbols
for each evaluation point are incorporated into the full project network.
Normally the incorporation of these events does not require recalculation
of the network. Figure II-15 shows how an evaluation is recorded in two
places on the CPI network.

R-11

} Evaluation

Plan

F.  FINANCIAL PLANS

| IDENTIFY

12. § FINANCIAL
§ REQUIREMENTS §
The issue of overall project financial management is being reviewed by

the Agency, and it is hoped that guidelines will be issued by the end

of the Fiscal Year. The guidelines will be coordinated with PBAR activ-
ities and facilitate preparation of financial information to conform with
the Project Accounting Information System (PAIS} functional requirements.
Output costing may not be an Agency requirement but will be a system option.
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The Africa Bureau PMS recommends that an output costing approach be
used in developing the project financial plan. Output costing is a
logical extension of the Agency's effort to adopt a system of per-
formance-oriented management.

Performance-oriented management requires that performance objectives are
met within a defined schedule and budget. In Section D, the Africa
Bureau PMS Manual defines the networking concepts that are to be applied
in developing the project schedule. In this section, output financial
plans are defined as the recommended approach to developing the project

budget. Additional advisory material on output costing is to be found in
Appendix B of the manual.

Output financial plans are based on the project resource requirements
identified in the process of developing the project's LogFrame and oper-
ational network. These resource requirements are grouped in terms of the
output they support. Output costing uses the grouped resource require-
ments as the basis for identifying project obligation plans and expendi-
ture plans in two dimensijons:

- a. Total project costs: A1l project costs, by output,
including costs incurred by the host country and other
donors;

b. AID costs over time: Forecasts of project obligations and
expenditures by output for all AID funds. Inclusion of
host country and other donor funding in these forecasts is
an option that is available to the planner; it is not
required for the PMS.

Output financial plans result from an assessment of project resource re-

quirements and an analysis of the dollar value--the cost of procuring--
these resources.

Development of the project’'s financial plans can commence as soon as the
project's basic design has been formulated in draft. In general it is
recommended that the output costing exercise be undertaken concurrent
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with, or just after the development of the project's network(s). Early
involvement of the financial member of the team can be expected to fac-
ilitate the output obligation and expenditure forecasting procedures.

Normally the development of the project's financial plan will be a joint
effort involving the project team and a representative of the Controller's
office. In some Bureau Field Offices this financial member of the team
will be part of the Field Office staff, in other Field Offices this team
member will be associated with a larger Field .Office or with a Regional
office. In the latter case, participation by the financial member of the
team will require special attention to the scheduling of working sessions.

a. Project Financial Plan .

The PMS encourages the development of two financial plans for each project.
The first of these plans, the total funding plan, is the basis for finan-
cial approval of the project. Data from this plan is needed for the PP
submission; draft financial plan data is needed for the project's PRP
submission. The second plan, the projection of project expenditures over
time, is the basis for accrued expenditure reporting during the project
14fe. In the following subsections these two plans and the formats for
their presentation are discussed. Worksheets and guidance on the develop-
ment of these planning documents are provided in Appendix B of the manual.

R-12

Financial
Plan

b. Total Cost Plan

Each of the Agency's successive project approval documents--the PID, PRP
and PP, call for an identification of project costs at successively
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increasing levels of detail and accuracy. The basic components of the
total cost plan required in these approval documents are: The AID (Toan
or grant), host government, and other donor contributions to the project.
Agency documentation requires that these contributions be identified
both the first year of the project and as a total for all project years.

Directions for development of the PRP, and the Africa PMS, stipulate that
during the project design and approval process the project costs be
broken down by project output. From the Agency standpoint the develop-
ment of the output cost breakdown serves as a test of the quality of

the project design. 1In the Africa PMS this quality check is carried out,
but in addition the development of the output cost breakdown provides

a basis for project obligation and expenditure forecasts needed by the
Bureau.for implementation and monitoring purposes.

The Agency's Handbook #3: Project Assistance provides a format for the
costing of project outputs/inputs.* This form can be completed for the
PRP based on the development of the PMS output expenditure plan. A

sample of a completed PMS output expenditure form for the Tehristan Millet
project is shown in Figure II-16.

C. Planned Accrued Expenditures

in the PMS, project plans identify the manner in which resources will be
consumed over the life of the project. The PMS approach to lTife of project
costing recommends that the consumption of resources be displayed:

(a) By output as the basis for the development of
total life of project expenditure projections;

* AID, Project Assistance, Handbook #3, 1975, page 5B-3.
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PROJECT COSTING BY OUTPUT

Tehristan Millet Production

Project:
Daté Prepared: 1/76
Costs SOURCES OF FUNDS Total
by Output ! Other Donors Host Other (DY Output
Grant E Loan T Y Country | Donors

- 1 ;
Output 1: i E
O0ffice/Training i !

Center 5 25,000, ; $ 5,000 $ 30,000
I i
Output 2: ] ]
Trained Extension i i

figents $133,000 | 5 $20,000 $153,000
i 1
Output 3: i E
Farmer i i

enroliment b 5,000 ; - $ 5,000
1 ]
Output 4: ] E
Technicai ; f
Assistance to : i

Small Farners $333,000 1§ 1 $60,000 $393,000
i a
! :
] :

TOTAL BY OUTPUT 5496,000 ! ! $85,000 !$581,000

Figure II-16:

TOTAL PROJECT FUNDS FOR SAHPLE PRGJECT (in Thousands)




11-43

(b) By year for each output, and in addition by
quarters during current project years, i.e.,
expenditure forecasts for the first year of
a project to be identified by quarters at the
start of the first year; second year quarterly
expenditures to be developed at the start of
the second year, based on data concerning
actual year one expenditures.

The Agency's Project Performance Tracking (PPT) system requirement that
total project expenditures be projected on.an annual (at minimum) basis
is met through the PMS expenditure projections by output and year. The
total of the output expenditures planned fﬁr é year--or for a quarter--
amount to the total AID expenditure expected during a given period of
time. The PMS accrued expenditure plan further serves as the basis

for financial reporting during the project 1ife: This document defines
the "planned" financial performance against which "actual" project finan-
cial performance is monitored. A similar situation is true for obliga-
tion forecasts.

Appendix A of the Manual provides worksheets and guidance for the

development of obligation and accrued expenditure projections. In
Figure 11-17, the planned accrued expenditure format is provided,

including examples for the fictional millet project.



, YEAR ONE FY___ YEAR THWO YEAR THREE---~ TOTAL
Ist Quarter 2nd Quarter 3rd Quarter 4th Quarter e A ALL YEARS
T T 1 T T T
Grant ! Loan Grant | Loan | Grant { Loan | Grant { Loan | Grant i Loan | Grant | Loan | Grant i Loan

| | E | ! ‘ ‘
Output 1: : ! : : : : ’
Office/Training ! : : : : : :

] | 1
Center § 3,000} $ 10,000 $ 9,000} § 3,000! ! i $ 25,000!

| 1 B i i i )
Output 2: i ; i ; ; A E
Trained Extensiop ! } ; | ; E

] 1
Agents § 6,000! $ 12,000 § 34,000! $ 21,000! $ 60,000, : $133,000:

' ' === ' e T
Output 3: ; I ! I i | i
Farmer i : : E i i o

|
Enroliment i ; i $ 5,000! i i § 5,000
Output 4: i E ! : ! |
Technical ! : i : i § oo
Assistance to | i | } f 333,000
Small Farmers |$ 20,000 $ 30,000 $ 50,000 ° $ 40,000] $193,000 i $33, !

. e = s :
TOTAL § 29,000 | $ 52,000 $ 93,000! ‘I$ 69,000! $253,000i' ) | $496,000]

Figure II1-17: PLANNED ACCRUED EXPENDITURES FOR SAMPLE PROJECT (In Thousands )
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G. Review and Approval Process--Field

13. § DESIGN

§ PRODUCTS

Review of the project design products is a key stage in the design pro-
cess. In the review, the design products are examined for their validity
in describing the project and their adequacy in meeting management needs.*

The review process is a collaborative one involving the 0ffice Director,
either in Washington or in the field, and the Project Design Team. It is

the responsibility of the Design Team to take the initiative in explaining
the project and demonstrating that it has been fully and accurately described
in the PMS products. The Design Team lLeader takes the responsibility for
pointing out alternative strategies and project issues for the Director.

The responsibility for presentation of the financial plan and/or the evalua-
tion plan may be delegated to the Controller or the Evaluation Officer,
respectively. '

It is the responsibility of the Director to test the logic of the project
design, and to validate for himself that the project's Logical Framework,
network, financial plan and evaluation plan address the central issues of
the project design.

The review of the project design products should result in a decision

by the Director as to whether to move forward on the project design
effort. In some cases the review should signal the Director that fur-
ther efforts are unwarranted and the project can go forward; 1in other
cases the Director may require further clarification or analysis prior
to his submission of the project for Washington consideration.

* Project designs are reviewed before the PID, PRP and PP submissions. In

each review the degree of detail in the design products increases.
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DESIGN
14. APPROVAL

The PID, PRP, and PP are developed concurrently with the PMS products.
The PMS provides tools for assisting the project design team in develop-
ing these required documents. The necessary elements for inclusion in
these design documents (PID, PRP, and PP) in addition to the PMS pro-
ducts, are described in the Agency's Handbook #3: Project Assistance.
These elements include such items as the economic analysis, social im-

pact study, project justification and narrative description, etc.

Once the normal documentation and appropriate PMS products are prepared,
the design package is ready for approval by the Director.

There are no fixed criteria.governing Director approval of a PMS design
package: However, the questions shown in Figure II-18 should be answerable
from a review of the PMS elements. Where-the answer to each question is
satisfactory, submission of design documents to Washington will normally

be warranted. By his approval, the Director indicates his confidence in
the PMS products and design documents the design team has developed. He
signals his willingness to present the project as an integral and important

part of his program.

FINALIZE ALL
15. DESIGN
PRODUCTS

Following Director review and approval, the project design team makes
the appropriate revisions in the project design documents and prepares
final copies of the PMS design products and all elements normally submitted
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A. LOGICAL FRAMEWORK & PROJECT NETWORK

® Does the project LOGICAL FRAMEWORK accurately describe the project? 1s it
consistent with the description that has been presented?

®  Have key assumptions been identified in LF and highlighted in narrative?

. If the Project Officer monitors the events identified in the network, will
the main project information needs be satisfied?

® Does the network explicitly show the production of all outputs and sub-
outputs?

® Do the relatfonships between events appear logical?
Are the time estimates for accomplishing various activities realistic?

® 1s the Project Officer monitoring at a Tevel of detail appropriate and
sufficient to "keep an top” of the project?

Is the network comprehensive enough to permit Director monitoring of
a few selected milestone events? -

Are the "Critical Performance Indicators” truly critical to project
success?
B. EVALUATION

¢ Is the evaluation oytline an adequate basis for developing a full
- evaluation plan?

® Have all key issues of evaluative interest been identified?
Is the anticipated timing of evaluations geared to project decision points?

® Is the data collection and analysis plan realistic?

C. FINANCIAL PLAN

® Have the project elements been broken down into output components
sufficient for realistic costing?

* Can the costs of outputs and suboutputs be determined and identified
by cost component?

* Have the costs been broken down by appropriaté time periods?’
® Are assumptions made in the financial analysis realistic?

Does the cost of each project output appear reasonable compared to the
importance of each output in attaining the project purpose?

Figure II-18: SUGGESTED DIRECTOR REVIEW QUESTIONS

The degree of confidence should be increased with each submission.
(Some questions will obviously not be appropriate at the PID stage.)
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with the PID (or PRP, or PP, as appropriate) documentation. Normal pro-
cedures will be followed for the formal submission of these documents--
as described in AID Handbook #3. Fécesheets for these formal submissions
are available in the Bureau's Washington and Field Offices, as are the
Agency's Logical Frameworks and CPI Network, and CPI description forms.

The PMS package at the point of PP submission consists of:
° One copy of the Logical Framework(s);
° One copy of the financial plan;
° One copy of the operational network:;

° One copy of the CPI network and CPI indicator description.

These elements are incorporated as required into the Agency's PP format. .

At the point of the PRP submission, one draft copy of each of the PMS
elements is submitted as appropriate. The PID submission should include
a draft Logical Framework. Figure I-4 defined this submission schedule

for the PMS design products. R-15

APPROVED
DESIGN -

PRODUCT.,

16. § SIGN/SEND

The Director reviews the products to insure that his recommendations for
modification have been incorporated. If satisfied, the Director signs off
on the final package.

The Office Director's signature on the total PMS design package signals .
completion of his final review of the design products. They can now be
submitted to Washington.
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H. System Displays

ENTER . INTO
17. | MANAGEMENT
DISPLAYS

A major responsibility of Bureau managers is to assure that the PMS will
be used. If LogFrames and networks are filed away, attainment of pro-
ject objectives may be hampered. It is important to display key infor-
mation where it can and will be used..

It is the responsibility of the Field Office Director, or his designee,
to develop and maintain displays for the PMS system. While noe specific
approach to field office management displays is required, the following
functional specifications should be considered:

o Easy access: Displays should be maintained where they will be
seen, and where they create a convenient environment in which
project progress can be discussed. For one Field Office this
may suggest display in the Director’s office, for another a
central hallway or conference room might be chosen;

o Easy revision: The portfolic of projects changes over time,
and event dates change for specific projects. Both of these
factors suggest that the PMS manager place a premium on dev-
eloping a tocal display system that is easy to revise.

In the following paragraphs a number of suggestions for display systems
are provided. They are included in order to stimulate Field Office
creativity in developing a display system that serves Tocal management.



11-50

a. Summary Project Status Board

A Summary Project Status Board illustrates all Director and Washington
reporting events for each project over a period of approximately 18
months. In most cases, the events for each project are shown in a
single 1ine. The board would be updated every six months, permitting
a visual look ahead of at least one year. An example of such a board

for four projects is shown in Figure II-19.

The Status Board has a movable cursor hanging vertically down the board
to mark the current date. As more projects are brought into the PMS,
the projects could be grouped by responsible Project Officers or there
might be as many summary Project Status Boards as there are Project
Officers.

b. Action Boards

A companion management tool, the Action Board, is designed to ensure that
when exception items are raised, the actions decided on are recorded and
targeted for completion by a specific date so that project actions can be
tracked in the same manner as the project itself.

An exampie of the proposed Action Board is shown in Figure II-20. When

an action to resolve a problem is chosen, it is recorded in the Action

column. The "action agent" (individual responsible for carrying out the
agreed-upon action) is listed in the appropriate column, along with the

agreed date the action will be completed. The date by which the problem

must be resolved is also recorded on the Action Board. This shows manage-

ment how much time is available if the initial actions do not resolve -

the problem and alternative strategies are required. .
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STATLS | PROJECT KEY EVENT, ACTION ACTION AGEKT |DATE OF |MUST PROBLEM
PROBLEN & ACTION CCHPLETE RESQLUTION
DATE REQUEST ACTION BY |REQUIRED
Livastock X23 {3/73) 1. Develcp detailed schedules: T.Contractor | 1/24 2/18 2/28
Contract . [2, waive CPs or extend date; 2.AID/M 2/16 2/20
signed 3. Cable toi’cangactor & AID/W for above |3.WiTijams /24
- eared %) H
31 contract signing fa- |, $hecute asststance fn setting targetsJemal 0 210 | 220
curties in targats & schedules and evaluation. Officer
schedules. _ . .
. Hospital Y74 (5/74) _ 11, Host government to formally approva 1.GURE 12/15 1731 2/15
- . AlD approves contract amendmentss; *
Construction 2. Release funds for contracter payment 2.AID /3 2/5"
Contract upon contract signing.
Contractor began constre
uction wfout AID contract
approval & is not baing
paid,
Bridge K15 {3/715) 1. REDSD review of CPs; 1.8mith 1720 13 anz
D CPs to be met 2. Analyze CPs & prepare data for reviews §~JDHES 1416 1/30
T 3. Cable recommendations to AID/W re | 3-5mith /20 2/5
CPs will be missed. waiver, extend CPs; :
4. AID/Y resolves issue, 4.A10/W 2/5 i
Teleconm [ 302 {10/15/74) |1. cable field for status of Event 5C2. 1.Patrick J1/20 1/28 /28
Operations Manual - -
in Use
No e2pisodic report
received,

Figure I1-20:

%

ILLUSTRATIVE PROJECT ACTION BOARD

If target dates are not set, there is a danger that more immediate day-to~
day pressures and activities will take precedence.
sures that required actions are not "forgotten" and helps maintain the
forward-looking emphasis of the information system. An.Action Board 1is
displayed along side each Summary Project Status Board, and the two are

used in conjunction.

The Action Board as-

Events in trouble are flagged on one side of the

display and the appropriate actions will be shown immediately opposite.

When a problem is totally resolved, the actions will be removed from the
Action Board.
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C. Method of Displaying Boards

Where more than one display board will be used, they can be conveniently
wall-mounted and opéned to the appropriate place somewhat 1ike a book

as shown in Figure 11-21. When not in use the boards can be closed

flat against the wall.

it is anticipated that these boards will be a dynamic and useful way
of focusing management attention on anticipating and resoiving problems,
thus preventing many potential exception conditions from occurring.

Figure II-21:

SAMPLE DISPLAY BOARD
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I. Review and Approval Process--Washington (chart 2-3)

PROJECT
18. §JCOMMITTEE
REVIEW

Three project approval submissions are forwarded for Washington review:
the PID, the PRP, and the PP. In each submission some portion of the
PMS design package is incorporated. Each of these submissions requires
review and approval within the Bureau. Receipt of a PID, PRP, or PP
activates the review process.

The full PMS design package is considered for approval in the PP review.
Only a portion of the full package is considered during the PID and PRP
reviews. While the system description chart and the accompanying narra-
tive focus on the PP review procedure, a brief review of the PID and PRP
reviews is provided beTow.

a. PID Review and Approval

At the PID stage none of the PMS design products are formally required by
the Agency. However, the Bureau prescribes the submission of a draft
Logical Framework with the PID.

The PID review is coordinated within the Bureau; representatives of other

Agency Bureaus will be included in the PID review whenever their expertise

is required. Normally the PID review will be scheduled in the Bureau

within ten days after PID receipt. .
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The PID review considers the substantive importance of the proposed
project and its consistency with Bureau and Agéncy policy. PID approval
carries with it -authorization to develop a PRP. PID approval is conveyed
to the field by cable. No standard format for this approval cable is
defined. Further description of the PID review and approval process is
provided in Chapter 8 of the Agency's Project Assistance Handbook #3.

b. PRP Review and Approval

At the point of PRP submission the Agency requires a draft LogFrame for the
project as well as the usual PRP documentation. The Bureau additionally
prescribes drafts of the project's opérational and CPI networks as well as
drafts of the project financial and evaluation plans. o

The PRP review is held within two weeks of PRP receipt. The PRP review
is a Bureau review which focuses on the soundness of the project and on
its proposed funding Tevel. In general, the Bureau expects that approved
PRPs will proceed through the PP process and be entered into the
Congressional Submission. Hence, it is imperative that careful review

be given to the PMS design products that are submitted with the PRP. PRP
approval is normally communicated to the field by cable. Chapter 8 of
Project Assistance Handbook #3 provides more detail cancerning the PRP
review and approval procedures.

c. PP Review and Approval

The Project Committee Review is the first step~1n‘the PP approval process.
Upon receipt of the PP/PMS design package by the Bureau, the Geographic
Office schedules a Project Committee Review to be held within fifteen work-
ing days. Representatives of appropriate offices, e.g., Development
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Planning (DP), Development Services (DS), General Counsel (GC), etc., are
notified and sent copies of the PP submission for review. Other Agency
Bureaus and offices are invited to participate in the PP review.

The Project Committee, in its review of the PP/PMS package, focuses
on any remaining issues concerning project soundness, as well as on
the quality of the project's proposed implementation plan, and is
guided by a minimal set of criteria. Project Logical Frameworks
that do not set forth clear objectives and targets for each objec-
tive and/or project networks and CPI networks that do not identify
performance indicators for each of the project outputs, as well as
the project purpose, do not warrant approval. It is recommended that
the Project Review Committee be guided by the same type of review
questions (presented in Figure II-18) as the Field Office Director
uses in his internal review and approval process.

R-18

Issues/Recom-
mendations
Paper

d. Issues/Recommendations Paper

A record of the issues and recommendations from the Project Committee
review is prepared by the Geographic Office and cleared with other
offices that have participated in the Project Review.
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| EXECUTIVE
19. | COMMITTEE

REVIEW

The documentation originally submitted by the Field 0ffice and the
jssues/recommendations paper prepared by the Project Committee serve
as the basis for this review. The Executive Committee Project Review
is normally chaired by the Assistant Administrator. The Executive
Committee has the authority to approve PP submissions that do not
involve loan funding or ;he use of AID Housing Investment Guaranties.*

If the PP is approved by the Executive Committee, and the project is not
one that:

Requires the Administrator's approval;
Is an AID loan;
c. Is an AID Housing Investment Guarantee (HIG),

the project receives programmatic approval for its 1ife as estimated in
the PP.

If further approvals are required, the recommendations of the Executive
Committee, along with the original PP submission, are forwarded to the
Development Loan Committee (in the case of a loan of HIG) or the

* Criteria for projects which are to be submitted to the Administrator/
Deputy Administrator for approval are listed in Attachment A to AID
Circular Airgram #466 contained in Chapter 3 of the AID Project Assis-
tance Handbook #3. :
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Administrator (in the case of a project that falls within the criteria
for submission to the Administrator).

DEVELOPMENT
LOAN
COMMITTEE
REVIEW

21.

The Agency's Project Assistance Handbook #3 describes the Development
Loan Committee and its review process:

"The Development Loan Committee is an interagency group
established by law to review AID's loan criteria and
policies, as well as proposed AID loan and guarantee
projects. It is composed of senior U.S. Government
officials and is chaired by the AID Administrator.
Normally, the Committee meets at a staff level and
is then known as the Development Loan Staff Committee
(DLSC). The DLSC is chaired by the AA/PPC/DPRE."

Normally at this stage of the review process the recommendations of formal
review committees will be accepted unless the financial aspects of the
project raise serious questions. Loans of more than $10 miTlion must

be forwarded to the Administrator for final approval.

The recommendations of the Development Loan Staff Committee for projects
over $10 million will normally be set forth in a signature memorandum for
the Administrator. ’ .
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Administrator approval of a loan of HIG project is based on the recommen-
dations provided by the committees that have considered the project. Ad-
ministrator action on a project can take a number of forms (see AID's Pro-
ject Assistance Handbook #3):

Immediate authorization;

Immediate authorization based on modifications;
Approval with deferred funding;

Disapproval (a rare step);

g B oW NN
« s s w0

Placed in pending status until modifications are made.

The Administrator's decision will normally be communicated first to the
Bureau sponsoring the project. This Bureau will then prepare the cable
notification for the field office.

| MESSAGE TO
 FIELD

j PREPARED

when the PP has received the appropriate Agency approval {see Procedure
20, page II-57) the Geographic Office prepares a cable for the field
office.

This cable includes clear instructions concerning modification of the
project and/or, by separate.message, for -modification to the proposed
reporting schedule. Modifications to the reporting schedule should

refer to the event and CPI numbers as well as the event and CPI descriptors
to avoid any possible confusion. (Event refers to events on the opera-

tional network, CPI to events/indicators being monitored on the CPI

network). 2.23

Approval
Cable
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PROJECT CPI |
NETWORK
ACTIVATED

24.

Transmission of the project approval cable immediately activates the CPI
network. The Bureau is responsible for assuring that in fact PMS networks
are used by Washington Bureau Managers to monitor project performance.

The Assistant Administrator, or an individual to whom he assigns a PMS
coordination function, is responsible for ensuring that management displays
for the PMS system are developed and maintained within Washington. The
approaches suggested for these displays in the field offices pertain to
the development of the Washington PMS displays as well.

J. Amendments and Updates Prior to Implementation

POST

APPROVAL
25. CPI

REVISIONS

Washington approval of a project may be granted subject to modifications
in the project, or to changes in the project reporting schedule. When
notification of such modification requirements is received, the changes
must be made, and instructions for update of the project's PMS displays
must be developed. The Project Officer is responsible for making the
basic changes in the project displays.

During the early phases of project implementation, the arrival of the
project's implementation team (in cases where contractors and/or grantees
will carry out the project) may suggest additional modifications in
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the project plans. Where such changes affect the project's CPI reporting
schedule, its purpose or cutputs, or its resource level, higher management
must be notified of proposed project modification. Other changes in CPIs
can be cormmunicated by cable and incorporated in the next CPI network

revision without requiring higher management approval of the change.
R-25

Notification

of

Revision

Whenever a modification in the project affects the reporting schedule for
CPI reporting, it is the responsibility of the Project Officer to draft
a cable notifying Washington of such a change.

These notjfication cables must be approved by the Field Office Director,
and should follow a consistent format. Notification of reporting changes
is made through the normal cable format.

Figure 1I-22 provides a sample of the type of cable that might be developed
by a field office in notifying the Bureau of a report schedule change or
modification.

CPI
26. AMENDED

The Bureau Project Officer is responsible for the monitoring of

the project's CPI network. When changes are made in a project, this
officer is responsible for informing himself concerning the project
modifications and taking the initiative in updating displays and the
files that pertain to the project.
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. L

Foreign Service of the
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INCOMING :
UNCLASSIFIED
Ciassification

TO: AID

FROM: DAKAR

SUBJ:  CHANGE IN REPORTING, PROJECT NUMBER: 40-222-75: COOP/RURAL SENEGAL

A. TYPE OF CHANGE: REVISED SCHEDULE .
B. CHANGE DATA:

. ORIGINAL CPI NUMBER: 12
ORIGINAL REPORT DATE: 12/10/76

REPORT TYPE: ACHIEVEMENT

NEW CPI NUMBER: 12 B
NEW CPI DATE: 11/1/76 '

REPORT TYPE: ACHIEVEMENT

o RwWw N -

C. RATIONALE

COOPERATIVE DEVELOPMENT SPECIALIST INDICATES THAT UNLESS
EARLIER DATE MET COOP PROPOSAL WILL NOT BE CONSIDERED FOR
GOS FUNDING ‘FOLLOWING JULY. NO OTHER PROJECT ELEMENTS ARE
AFFEGTED BY -THIS GHANGE. - '

JONES

Figure 1I-22: CPI MODIFICATION NOTICE
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K. Field Project Implementation and Monitoring

PROJECT
27. { IMPLEMEN-
TATION

Project implementation commences upon approval of the Project Paper. This
does not, however, mean that project activity begins immediately. In a
number of projec¢ts it will be some time before project activity commences,
e.g., time during which the implementation team is hired and arrives,

time during which- the recipient fulfills a series of conditjons that pre-
ceed Project or Loan Agreement formalization, etc. The reporting/monitoring
system will operate throughout the Tife of the project.

| PERFORMANCE |

28- & MONITORING

Normally, the Project Officer will receive basic data on the project on

a routine basis. His information gathering approach may consist of site
visits, regular reports from the host country or implementing agents, tele-
phone calls, and whatever other means are needed to assure him that‘(1)

his project network is valid, (2) the host country or implementing agents
share his view of the project and its objectives, and (3) project progress
is being achieved.
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The Project Officer maintains up-fo-date information in order to antici-
pate problems in the project, and to make early assessments concerning
his ability to meet the project's performance schedule. Based on this
information, the Project Officer preserves an ability to make valid
decisions concerning the types of action required in the project, and to
appropriately define the substance of the reports he must prepare for
higher Tevels of management. R-28

Project

Reports

Reporting between the Project Officer and the Field Officer Director will

in the majority of cases be on an informal basis following the Positive

reporting method. While projects, for purposes of field-to-Washington re- .
porting will be on either the Positive reporting or Exception reporting

basis., the reporting between the Project Officer and the Field Office

Director need not follow the same format. That is, based on the Field

Office Director's judgment, a Project Officer can be asked to report

within the field office on a Positive basis, an Exception basis, or a

combination of the two.

Formats are not prescribed for internal field office reporting. However,
the formats for field-to-Washington reporting are prescribed in Procedure
30. The preparation of these CPI reports can be facilitated by ensuring

that the internal field office reports contain at minimum the information
required for field-to-Washington reporting.

DIRECTOR
29. MONITORING

The Field Office Director is responsible for monitoring the progress of
each project in his office. Field Office Director monitoring is based
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on his earlier selection of reporting events. The Field 0ffice Direc-
tor expects to be notified of project progress--through the agreed-upon
reporting system, and by maintaining contact with his projects and
Project Officers. When reports are not provided as scheduled, the
Field Office Director should inquire about the reporting failure and
indicate that the report is expected.

Action by the Field Office Director to resolve project problems begins
as soon as he is aware that they exist. The Field 0fficer Director
depends on the Project Officer to provide the information required to
begin remedial project actions.

When the Project Officer's review of project achievement indicates that
there is a discrepancy between planned and actual project performance,
he should alert higher management (automatically) and attempt to deter-
mine the causes of performance deviance.

The Project Officer’s focus in the analysis of project problems with
AID's implementing agent and/or the host government, other donors, etc.,
should be on project options and the effects of current problems on
future performance. Based on discussion of the problem with the key
parties involved in project implementation, the Project Officer should
be prepared to define and recommend options to the Field 0fficer Direc-
tor regarding all issues that he is not able to resolve. There is no
fixed structure for either the discussions between the Project Officer
and the project personnel, nor is there a fixed format for defining options--
both depend upon the nature of the project and the situation.

Where field actions are not successful in remedying project problems,
the Field O0ffice Director will notify the Bureau.
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The progress reports transmitted to the Field O0ffice Director, form the
basis for performance reporting on Washington monitoring events/indicators
included in the project's CPI network. The Director may select alterna-
tive methods to facilitate his review of project performance. He may
require that their presentation be oral, as well as written. He may hold
informal meetings and require Project Officers to prepare Performance
Report drafts following such sessions. The form of the Director's review
of project progress, and his procedures for developing field-to-Washington
reports are discretionary and should be selected to complement the Field
Office's management system.

CPI
30. | REPORTING

Depending on the situation triggering a report, CPI achieved, endangered,
or missed, the Director ensures the appropriate report is sent to the
Bureau in Washington. These three reports are listed below and described
in more detail in the following pages. This is followed by discussion

of additional reports which are part of the PMS reporting requirements
but are not always CPls. '

"ACHIEVEMENT" Report: These reports provide information to
higher Tevel management concerning the substantive progress
of the project in terms of its pians for performance on a CP].

"ENDANGERED" Report: These reports notify higher level manage-
ment that operational network events have or may be missed
such that a CPI event is endangered.

"MISSED" Report: These reports notify higher management that
a CP1 event has been missed.

R-30

CPI
Reports
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a. "Achievement" Report

On the Positive Reporting Basis, draft GPI Achievement Reports from the
Project Officer to the Field Office Director should include the following
information in cable form:

SUBJECT PROJECT NAME, PROJECT "NUMBER, CPI REPORT (achievemené)

1. CPI NUMBER:
CPI NAME:
CPI CONDITION:
2. SITUATION: Summary of the situation causing the report. CPI

reports may simply state "achieved" or may expand on specific
factors relating to the achievement as appropriate.

3. IMPACT: Summary of the effect of the reported achievement on
other project events and attainment of project purpose.

.4, ACTION: Statement of actions being taken or requested (if any)
by whom and by when results of such actions are needed.

In preparing an Achievement Report cable, the Project Officer should be
factual and brief. Achievement Reports will.be prepared for Director
review and approval prior to transmittal to the Bureau.

A sample of the project ACHIEVEMENT REPORT as it arrives in the Bureau
is provided in Figure II-23. 1In the sample an OQerlay is used to call
attention to the report. Cable backing sheets, such as the Action cable
backing sheet, are an alternative for jdentifying CPI messageé.

b. CPI "Endangered" Report

For projects reporting on both the ‘Positive and Exception reporting basis,
the Project Officer prepares a CPI "Endangered" report cable for the Field
Office Director's review when a CPI event is 1ikely to be missed. This
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Foreign Service of the
United States of America

ot - rcr—r
UNCLASSIFIED

Classification

UNCLAS MISSION 12345

SUBJ. TEHRISTAN MILLET; 64-202-78; ACHIEVEMENT REPORT

1. CPI #3
CPI NAME:

15 EXTENSION AGENTS TRAINED

CPI CONDITION: ACHIEVED

2. SITUATION:

3. IMPACT:

4., ACTION:

16 AGENTS SUCCESSFULLY COMPLETED THREE WEEK TRAINING

IN CULTIVATION, PLANTING, AND HARVESTING TECHNIQUES.

19 TRAINEES ORIGINALLY ENROLLED. TRAINEES DEMONSTRATED
STRONG INTEREST AND PROVIDED INSIGHTS INTO FARMER
MOTIVATION THAT WILL BE USED TO MODIFY FARMER CAMPAIGN.
10 TRAINEES RECEIVED 80% ON TESTS. 5 TRAINEES RECEIVED
75% ON TESTS.

PROJECT ON SCHEDULE WITH NO CHANGE IN TIMING OF FUTURE
EVENTS. ASSUMPTION REGARDING FAVORABLE GOVERNMENT
COOPERATIVE PURCHASE POLICIES MAY BE KEY IN ENSURING
ADEQUATE LEVEL OF FIRST YEAR FARMER PARTICIPATION,
DESPITE GOOD QUALITY OF AG EXTENSION AGENTS.

PRESENTLY REVISING FARMER CAMPAIGN PROMOTIONAL MATERIALS
TO INCORPORATE TRAINEES' SUGGESTIONS. .

NO FURTHER ACTION REQUIRED.

Figure 1I1-23:

PROJECT ACHIEVEMENT REPORT
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occurs when an operafiona] network event monitored by the Project
Officer has been missed, and, as a result, a CPI monitored by the
Field Office Director and the Bureau is threatened.

The CPI "Endangered" Report should cover the following topics:

1.

SUBJECT PROJECT NAME, PROJECT NUMBER, CPI REPORT (missed, endangered)

CPI NUMBER:
CPI NAME:
CPI CONDITION:

SITUATION: Brief statement of problem, probable cause--in so far
as it has been identified, and possible options for the project.

IMPACT: Summary of the manner in which failure to achieve the tar-
get--time, quantity, and quality--will affect other aspects of .
the project, including possibility of CPI being missed, and other
CPIs which will be affected.

ACTION: Statement of actions being taken or requested (if any)
by whom, and by when results of such actions are needed.

When Field Office action fails to resolve the project problem and a CPI
monitored by the Field Office Director is missed, Washington is notified
by a CPI Missed Report.

Figure II-24 presents a sampie CPI "Endangered” report cable to the Bureau.

C.

The CPI "Missed” Report is applicable to both the Positive and Exception re-
porting basis and follows the same format as the "Endangered” Report.

CPI "Missed" Report

report is submitted when a CPI monitored by Washington has been missed.

in the "endangered" report, the situation is summarized with particular

This
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T T Foreig:{-Serv?ce of the
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BIR

e BT . .

1 AN TPT LA United States of America
INCOMING ' o

UN CLASSIFIED

Classification

UNCLAS MISSION 15321

SUBJ. TEHRISTAN MILLET; 64-202-78; ENDANGERED REPORT -

1. CPI #1
" CPI NAME: TRAINING CURRICULUM COMPLETED

CPI CONDITION: ENDANGERED

2. SITUATION: OPERATIONAL NETWORK EVENT #2 "EXPERT HIRED" MISSED.
UNABLE TO LOCATE SUITABLY QUALIFIED EXTENSION ADVISOR.
CABLES TO UCLA, DEPT. OF AG. WITH NEGATIVE RESULTS.
HOST COUNTRY RESOURCES EXHAUSTED.

3. IMPACT: IF. TRAINING CURRICULUM NOT PREPARED BY 10/76, EXTENSION
AGENTS WILL NOT BE READY TO ASSIST FARMERS AT BEGINNING
OF PLANTING SEASON. COMPLETE CULTIVATION CYCLE WILL BE
JEOPARDIZED AND PROJECT PURPOSE DELAYED BY SIX MONTHS.

4. ACTION: MISSION CHECKING WITH FORD FOUNDATION. EXPECT REBLY IN

2 WEEKS. AID/W CONTINUE SEARCH: ADVISOR MUST BE HIRED BY
7/76. PLEASE ASSESS POSSIBILITY OF USING EURQOPEAN AND
ADVISE BY 6/76.

SMITH

Figure I11-24: EVENT ENDANGERED REPORT



I1-71

attention being paid, in the assessment section, to the resulting impact
on the project caused by the failure to meet the CPI, in terms of the
project's Ecope, timing, .and. resources. The actions being taken by

the Field Office are presented. The format used for the CPI “Endangér~
ed" report and the information and time for resolution including in the
cable are also required in the event "Missed" report. An example of
this type of report 0s presented in Figure IIL25.

Additijonal PMS Reports

In addition to the reports described above, the PMS prescribes the following:

PROJECT FINANCIAL Reports: These provide information to higher
levels of management on the project's obligations and accrued ex-
penditures in comparison with the project obligation and expen-
diture plans.

PROJECT EVALUATION Reports: Project Evaluation reports provide
higher levels of management with a positive report concerning the
completion of an evaluation of the total project effort. This
report indicates that an evaluation ‘has been completed--whether
or not the evaluation provides positive findings concerning pro-
ject performance.

AUDIT FINDINGS Reports: Required in the event that a Program
Management Audit presents.findings concerriing the project.
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"Foreign Service of the

T TANZ }" .
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iJA'- GA\/.[E;_J % i United States of America

INCOMING gy

b
.‘

UNCLASSIFIED

Classification

UNCLAS MISSION 15555

SUBJ. TEHRISTAN MILLET; 64-202-78; MISSED REPORT

T. CPI #35
CPI NAME: BASELINE DATA GATHERED
CPI CONDITION: MISSED

2. SITUATION: QUESTIONNAIRES SUBMITTED BY EXTENSION AGENTS ARE
INCOMPLETE. AGENTS REPORT 2 HOURS REQUIRED TO
GATHER ALL DATA REQUESTED ON EACH FARMER. AGENT
TRAINING WAS INADEQUATE.

3. IMPACT: PLANTING SEASON STARTS NEXT WEEK. NO TIME TO OBTAIN
DATA BEFORE PROJECT INTERVENTION BIASES FARMERS. THIS
WILL NOT AFFECT FIRST YEAR OF PROJECT. MAY BE POSSIBLE
TO SUBSTITUTE TREND DATA FOR THE BASELINE. CONTRACTOR
ESTIMATES REDESIGN OF QUESTIONNAIRE AND ADDITIONAL
SURVEYS WILL COST EXTRA $10,000.

4. ACTION: CONTRACTOR ASKED TO REASSESS PROBLEM AND MAKE RE-
COMMENDATIONS INCLUDING EXTRA COSTS BY 5/10/77. WILL
CABLE BUREAU WITH RESULTS BY 5/15/77. INCREASE IN
FUNDS OF $10,000 ANTICIPATED. ARE FUNDS LIKELY TO
BE AVAILABLE? PLEASE INFORM BY 4/15/77.

SMITH

Figure II-25: EVENT MISSED REPORT
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d. Project Financial Report

Until such time as the Agency revises its financial reporting require-
ments, the Bureau-will continue to utilize the existing system for
financial reporting. It should be noted, however, that the Agency is
currently testing approaches for reporting financial data on an accrued
expenditure and obligation basis by project output, and comparing such
-data against project expenditure and obligation forecasts (plans).

In light of this pending change in financial reporting, and based on
the PMS financial planning documents described in Section II-F, it is
recommended that the Field 0ffices experiment with the use of obliga-
tion and expenditure forecasts by output and the recording of obliga-
tion and accrued expenditure patterns in comparison with the projections.
Figure II-26. shows a draft format for a Project Financial Implementa-
tion Plan currently included in the draft Functional Requirements spec-
ifications for PAIS (from report dated 11/13/75 and revised 12/30/75).
Figure II-27 shows a draft Project Financial Activity Report which re-
cords cumulative expenditures for previocus years and quarterly in the
current year. This chart shows both input cost breakdowns and Output
cost breakdowns. In the chart, the inputs are related to specific out-
" puts by brackets and the relevant Output number. The two charts can

be used together to compare projections against actuals.

To meet Bureau financial data needs that are compatable with the PMS, the
Bureau envisions a quarterly field report comparing projected obligations
and expenditures with actual obligations and accrued expenditures by out-
put. If projecfions and actuals are close (within 10%) there would be
no need for a narrative report to accompany the financial report. How-
ever, where there is a significant deviation greater than 10%, the report
should be expanded to include a narrative explanation of the deviation,
its causes and affect on future project costs.



Figure I1-26:

PROJECT FINANCIAL IMPLEMENTATION PLAN
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Figure 1I-27: PROJECT FINANCIAL ACTIVITY REPORT
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AID 798 A {7-69) Mission
AGENCY FOR INTERNATIONAL DEVELOPMENT For The Period Thry
PROJECT FINANCIAL ACTIVITY REPORT
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e. Project Evaluation Report’

The Agency is currently reviewing the evaluation system for projects.
One result of that process may be a modification of the current PAR,
and the timing for evaluation. The Bureau plans to proceed with pro-
ject specific evaluations timed according to project needs and not

to require automatic annual evaluations. However, until such time
as Agency requirements change, the PAR form AID 1020-25 is to be
used in reporting evaluation results.

Where an evaluation is shown in the CPI network, it is treated as a
normal CPI and its achievement, or non-achievement, will be reported
to the Bureau under the rules governing the reporting procedure for
the field office for all CPIs. Where appropriate, the cable message
reporting the evaluation results (achieved or not achieved) should in-
dicate whether or not a fuller description of the evaluation findings
is to be transmitted by pouch. (See Figure II-28 for sample cable).
The AID Project Evaluation Guidelines should be referred to in pre-
paring the content of the evaluation report.

f. Audit Findings Report

When Agency program management audits disclose findings concerning
specific projects, these findings are to be submitted and reported
through the PMS. In addition to including audit findings, these

audit summary reports should indicate Field Office actions in re-
sponse to the audit. They should also specify whether such actions
will affect the project's CPI reporting schedule, objectives, or
budget. Audit reports will be sent by pouch and preceded by a summary
cable, per Figure II-29,
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“Forcign Service of the

..\ S
- g- ]
. E E

INCOMING

UN CLASSIFIED

Classification

MISSION UNCLAS

SUBJ: TEHRISTAN MILLET; 64-202-78; EVALUATION REPORT SUMMARY

CPI #41
CONDITION: PROGRESS EVALUATION COMPLETED

KEY FINDINGS: 1. MAJOR ASSUMPTIONS CONCERNING PARTICIPATION OF LOWER
INCOME FAMILIES PARTIALLY INVALID
2., ADDITIONAL SKILLS TRAINING REQUIRED FOR EXTENSION
TRAINEES

PROJECT ASSESSMENT:  AFFECTS ON PROJECT NOT YET DETERMINED. AWAIT
RESULTS OF CONTRACTOR SURVEY. WILL CABLE ESTIMA-
TION OF AFFECT ON CPI NETWORK WITHIN 5 WEEKS.

ACTIONS: CONTRACTOR WILL SURVEY LOW INCOME GROUPS TO DETERMINE
CAUSE OF LOW PARTICIPATION. RESULTS EXPECTED IN 3
WEEKS. ADDING ONE WEEK TO TRAINING SESSION.

FULL EVALUATION (PAR} #2 FOLLOWS IN POUCH.

Figure II-28: CABLE REPORTING EVALUATION RESULTS

. United States of America
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_'.‘ 'Zid\l \ BA\ F :,{ .’-'T Foreign Service of the
latiA 3 | AXAAVEL  United States of America

UN CLASSIFIED

Classification

MISSION UNCLAS
SUBJ: TEHRISTAN MILLET; 64-202-78; AUDIT REPORT SUMMARY

CONDITION: AUDIT REPORT FINDINGS NEGATIVE

KEY FINDINGS:  BLACK MARKET TRADE IN MILLET IS CONSUMING ALL POTENTIAL
REVENUE FROM PROJECT TO SMALL FARMER

PROJECT ASSESSMENT:  PURPOSE ENDANGERED. FARMERS BEGINNING TO EXPRESS
DISSATISFACTION WITH LEVEL OF BENEFITS ACTUALLY
RECEIVED VERSUS EXPECTATIONS, AND MAY SWITCH TO
OTHER "CROPS NEXT PLANTING SEASON. ACTION OPTIONS
AND APPROPRIATE LEVELS OF EFFORT TO COUNTERACT
THIS DISSATISFACTICN ARE BEING ANALYZED. SEE
BELOW.

ACTION: BEGINNING DISCUSSIONS WITH MINISTRIES OF FINANCE AND AGRI-
g ’ CULTURE- RE CONTROL OF -BLACKMARKET TRADE, AND/OR OTHER
PROJECT OPTIONS-TO COUNTERACT FARMER DISSATISFACTION. WILL
CABLE BUREAU WITH RESULTS .IN SIX WEEKS.

FULL AUDIT REPORT # FOLLOWS IN POUCH. SEE PAGE 29 FOR DETAILS OF THIS
PROBLEM. .

SMITH

Figure II-29: AUDIT REPORT SUMMARY CABLE
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{WASHINGTON

3l. {MONITORING

The Bureau has a responsibility for an overview function of all projects
and for holding bimonthly status reviews for the Assistant Administrator,
and following up on outstanding issues. It will be important for the
Bureau, in these reviews, to look for patterns which may start to emerge.
For example, if all projects from one particular Mission have a high
level of CPIs missed, this may alert the Bureau project management prob-
tem in that Mission; alternatively, if there is a high level of CPIs
missed across all Missions for agriculture projects in particular, this
may imply further study of the causes for missed CPIs and an assessment
of why these kinds of projects have more problems than other kinds of
projects.

The Bureau, through its normal communications channels, will inform the
field of the status of CPIs for which the Bureau has action. The Field
Mission will submit the formal CPI report, even for AID/W action CPIls,
placing in perspective the effects of failing to attain the CPI has on
the overall project.

Incoming CPI missed messages are sent to the project support officer.

If he has not resolved the problem within 30 days; the CPI missed
message is brought to the attention of the Assistant Administrator in
the next bimonthly review. If the problem cannot be satisfactofﬁ]y re-
solved within the Bureau and warrants higher management attention, then
an Action/Information Memorandum for the Administrator will be prepared.
The project suppori officer is responsible for immediately informing the
field of decisions made in Washington concerning a CPI missed.

The responsibility of the Bureau's project support officer in Washington in-
cludes the determination of whether the project is on schedule and is attaining
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jts purpose as reflected in the CPI reports of achievements. When achieve-
ment }eports on the positive reporting basis are due but not received,

it is the responsibility of this officer to initiate an inguiry concerning
the overdue report. (Similar action would be initiated in cases where

a financial or evaluation report was overdue.} The ingquiry cable sent

to the field should clearly identify the project, its number, the CPI
number and description for which a report is missing and requesting a
prompt response in the appropriate CPI reporting format (achievement,
endangered, or missed). _ R-32

Inquiry
Message

AcT10
33a.< REGUIRED

The ‘Action required in the Bureau upon receipt of a project performance
report depends on the type of report sent and the status of the project.
When projects forward an achievement report on time showing CPIs were
achieved, the project support officer should note this information and
if‘any AID/W actions are needed. ;

Circulation of project achievement reports is the responsibility of the
project support officer. This officer should undertake to ensure that
copies of achievement reports are made available as needed to the higher
levels of bureau management, as well as to the technically cognizant per-
sonnel from other bureaus, and to the Agency's Project Performance
Tracking System. .

In some cases the Achievement Report for a project will stimulate dis-
cussion in Washington. Where such discussion is 1ikely to provide impor-
tant feedback to the field, the project support officer should assume

the responsibility for recording and transmitting to the field the sub-
stance of Washington discussions.
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When performance reports indicate that project performance is threatened,
the Bureau must review the situation and determine whether actions on its
part could assist the Field Offices. 'In some cases Bureau action will be
required, and in other cases the Bureau will determine that it is best to
await the outcome of the efforts underway in the Field Office.

Upon receipt of an "Endangered" cable, the Bureau reviews the project
status. This review parallels the Field 0ffice Director review in that

it considers what actions can be taken in order to avoid a "Missed"
condition. There is no fixed format for this review. It should, however,
be completed quickly in order to provide feedback to the field.

ADMINISTRATIVH

33b. REVIEW

When a CPI "Missed" cable is received, the project is reviewed and in-
cluded on an agenda for Assistant Administrator review. As for the CPI
"Endangered” review, possible courses of action will be considered that
can correct the sjtuation and put the project back on schedule. If the
problem warrents higher management attention, an action/information
memo will be prepared for the administrator.

DECISION
33c. ACTION
TAKEN

When a decision is made on the appropriate action to take, the Bureau is
responsible for ensuring that the action(s) is (are) undertaken and
the Field Office informed of actions and/or decisions taken in Washington.

It is the responsibiiity of the Project Support Officer to prepare a
draft cabie for the field informing them of Bureau and/or Administrator
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decisions and actions concerning the project. The message to the field
should clearly reference the incoming project pérformance,report, includ-

ing the project name and number and the CPI addressed by the message.
R-33

Action
Message

PROJECT
MODIFICATION

34.

*

The Field Director can authorize éhanges in project networks provided
three important items are not affected: These are

1. Project scope:;
2. Timing of Critical Performance Indicators;

3. Project Resources.

Where proposed modifications to the project will affect any one of these
items, revised project documentation {(as per AID Project Assistance Hand-
book #3) must be prepared for Assistant Administrator or Administrator
approval, approved by the Field Director, and submitted to the Bureau

for entry into the normal approval process. This submission should in-
clude a revised CPI network.

If the revised CPI network and project submission are approved, the re-
vised CPI network is automatically activated, both in the field and in
the Bureau.
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35. MONITORING

CONTINUES

Project monitoring continues throughout the 1life of the project. In the
event that a missed CPI causes the entire project to stop operations, the
project support officer in Washington is responsible for informing the
field of the CPI resolution status. Once the problem has been resolved,.
normal monitoring activities begin again. '



SECTION THREE

. System Products

A.  SUMMARY OF SYSTEM PRODUCTS

The purpose of this section of the Manual of Operations for the Africa
Bureau PMS is to summarize the system requirements for the development
of products, i.e., planning formats, reporting formats, etc. In this
section the system products are summarized in tabular form, and samples
of formats used within the system are presented. Advisories dealing
with the development of specific system products are prdvided in the
Appendix of this manual.

B.  PRODUCT LIST

Figure III-1 identifies each of the products of the system. In Section
Two of the Manual, system products were identified by the code R-#,
where the number used behind the dash represented the number of the
process that had Ted to the development of the product. In Figure
III-1, the R-# for each system product is repeated, as is the identi-
fication of the officer responsible for the development of the product.

C. PRODUCT FORMATS

in this section the formats for system products are presented. While
available within Section Two of the Manual, these formats are present-
- ed again in this section for the convenience of the Manual user.

i
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IN AFRICA . IN HASHINGTON "
[~ wl
! R
- o L. o —l e
= = |8 |2 |5 (<28 & 2
Sl = - |EE|SE|cg 2R £
- =228l 2 |98 ol EQ 2vl 25| 2
=ai | PRODUCT DESCRIPTION 2l Zh| 3 | 25522 38| S5 2
Sg Zo|Ec|E |ER37 85| <5 58| &
=5 - w2 A < =
0o = (=W &
R-3 Project ‘l‘.ogFrame- x O O O O O
R-5 Qutput LogFrame(s) x O O O
R-6 Projéct Operational Network x O O O
1 R-8 Output Network(s) x O O O
R-10a | CPI Network x O O O O O
R-10b | Description Chartl x O O O O O
R-11 | Financial Plan x x O O O O O
R-12 | Evaluation Plan . x x O O O O O
R-15 | Approved Design Products x x O O O O
R-18 | Issues/Recommendations Paper - x QO _
R-23 | Approval Cable O x x x x x
R-25 | Notification of Revision x O
R-28 | Project Reports x O
R-30 | CPI Reports x x O O
R-32/ .
R-33 O XX X X

Figure III-1: SYSTEM PRODUCTS & ORIGINATING OFFICES

KEY:
ORIGINATES = &

RECEIVES = Q
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Product formats are identified by their R-#. This allows easy
reference to the procedure by which the products are produced--each
R-# uses the number from the procedure that results in the product.

1. R-3: Project LogFrame

The format for this product is the Agency’s Logical Framework Matrix.

The matrix is a standard AID form and is available in Washington and
in the Bureau's Field Offices.
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2. R-5: Output LogFrame(s)

OQutput LogFrames use the same format as Project LogFrames.
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3. . R-6: Project Operational Netwofk

There is no standard form used for the development of an operational
network. Rather, a standard set of procedures are used, and the pro-
duct is produced on plain paper. A sampie is reproduced below.
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1
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A, R-8: Output Network(s)

Output networks are developed in the same manner as operational networks.
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5. R-10a: CPI Network

The CPI Network is a standard Agency form. A sample follows:

PEMECT PERFORMAVES TRACNING (FPT) STSIEM

o~
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6. R~10b: CPI Description Chart

The CPI description chart is a standard Agency form :
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7. R-11: Financial Plan

There are recommended formats for developing the project financial
plan which are not yet Bureau or Agency forms.

The two recommended
formats are provided ‘below:
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8. R-12: Evaluation Plan

The project Evaluation Plan is reflected in the project's CPI network.
The bottom line of the chart shows when evaluations will occur:

PRCIECT PRRFORFANCE TRACITNG (=24) s¥svan
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9. R-15: Approved Design Products

This product is a submission that contains copies of R-3, R-5, R-6, R-8,
R-10a, R-10b, R-11, and R-12 that have received Field Office Director
approval. These documents are supplementary to the normal project design
documentation required for submission as per AID Handbook No. 3.
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10. R-18: 1Issues/Recommendations Paper

Although no format for this issues paper is defined, it should contain
a general discussion of the key issues affecting the project and
specific recommendations.

11. R-23: Approval Cable

Regular Agency cable procedures are used.

12. R-25: Notification of Revision

Regular Agency telegrams are used in communicating these messages. A

sample follows: .

F "II i:; l E : 02 f E f)ﬁ! " Foreign Service of the
_L»f_ d r ) @ﬁ‘_* United Siates of America
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CHUWGE OUTA;

. RICIAL {P] FBER 12
MRIGIMAL RLPORT CATE: 12NVTE
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o L pAE 1176

JEFORT TYPE  ACHIDYEFENT
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C. PATIOWALEL

COWERATIYE DEVZLOPMINT SPECIALIST IMDICATES THST UALESS
CARLIER OATT MET CDOP PROPOSAL WILL %37 BE CMSIOERED FOP
05 FNQIKS FOLLOVING JAY. W) TRER PRJECT ELEPENFS ARE
AFFECTED BY THIS CHANGE
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Figue 11-22  CP] MOIFTCAVION MOTICE
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13. R-28: Project Reports

No format is prescribed; however, it is recommended that in developing
Project Report formats within the Field Office the information requir-
ments of the subsequent CPI Reports be considered.

14. R-30: CPI Reports

Regular Agency telegrams are used to communicate a majority of these
reports. Where backup materials are needed in Washingtén, e.g., com-
pleted PARs, and full financial reports, these backup materials are
forwarded separately by pouch. Samples of the types of Performance
Reports transmitted by cable, are presented below.

- T T - . . - N " [ h=
HIEBTLIEGHR AL seiesStaes o hmeria h[&iﬂi@ RTANN/ it

THCOMING * JHCOMING
WMCLASSIFIED s UN CLASSFIED
- Clanaiiicaiion - - Cletillicaiten

BNCLAS RISSIOR 1245 UWECLAY MISHICA 15553

Su3d, TEHRISTAM MILLET; #4-202-18, HISSED REPORT
SUM, TEHRISTAN HILLET; §4-202-78; ACHIGVEMAY ACPORT

1, eF 435
CP] WHE: BASILEHE DATA GATHIRED
Pl COROLTEON  M1SSED

1. 1 12 -
CPUMARE 15 EXTENSTON ASENTS TRAINED
CPl CORDIFION  ACHIEYED

2. SITHATION QUESTIONAIRES SUBHETIED BY ETTEKSION AGEWTS AXE

2. SITUATION: 15 AGEWTS SUCCESSMULLY CGMPLETED THAEE WEEK TRAIHING * TACGMHLETE. ASENTS REPORT 2 H)RS MITIIRED TO
™ T l\l?lﬂh. PI'..L‘::IIIG AxD ?l?;ﬂ;;gfgggﬁi;rm c.lmfn M’I.Lg.“ REE:EEED O% OACH FAPMER  AGINT
19 TRATHELS DRIGH ¥ ERROLLE! TRAEW(NG ThAGH
g‘i.'ols'l'! \'ll ?‘E} #;:lal.rggv'ﬁg {gs’lnm;{“ FA?RFR CHRALGN
JUATIC
10 TRATAEES ZRCEIVED BOX 0% TESIS S TRATALES aa:msn 3. INPMT HANTLYG SEASOM STARES hexf WEEX M) TIHC 10 QATAlK
755 OH TESTS. - 3 QATA BEFOPE PROJEEY IWTERYENTION BIASES FAPMRY THIS
N WILL A0 ATFLCT FINSE YOAR OF PRIJES]  Mar 2 PUISIELE
10 SUYSTITUTE TPERD DATA FO TrE BASELINE  CONTRAZTER
1. TPACT: PROJECT CH SCHEQULE WETH B CHANGE 1x Thmlns DF FJTI.R.E ESTIPARES AEDESICH OF QUESTIONUWTRE ALD ADRITIONAL
EYENTS  ASSUHPIIOM REGARDING FANORABLE GOVERNA SURIETS WILL COST EXIAA 310,000,

COOPCRATIVE PURCHASE FOLICIES MAY BT KEY IN bt

ADSOUATE LEVEL GF FLRST TEAR FARNER PARTICIPATION,

DESPITE 600D QUALITY OF LG EXTENSION ASERTS. & ATIOR: CONTRACTOR  ASKID 10 PEASSESS PROELEM AMG HAXE RE-

OEIECATIONS IWCLLDTRG EXTRR €355 01 571607 WILL

CAELE BURERY WITH FELULTS BE 5715477 TEPERTE I

€. ACTION:  PRESEWILY REVISING FARMER CAMPAIGA PAOHOTIORAL MATERIALS FUIDS OF 310,000 ANT-TIPRIER  ARE FLOS LIMLY TO
TO INCORPOAMTE TRAINEES" SUGLESTIONS, BE AVAILABLER  PLOASE IMFDRM BY 470507,

SHITH
0 FURTRIR ACTION REQUIRCD.

0y 2
Flgara 11-29; FROJECT ACHIEVEHENT Reboay Figere F1+27, EYEND WISSED REPORT

15. R-32 & R-33: Action Message

This message is transmitted by regular cable.
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SECTION FOUR

- System Users/Operators

A.  SUMMARY

The users/operators of the PMS are the individuals who interact with the
system either in the process of developing or using system products. In
the following discussions, the key personné] who interface with the sys-
tem are identified, and their responsibilities for system operations

are reviewed.

B. OVERVIEW OF ROLES AND RESPONSIBILITIES

Through a series of charts this section identifies the key participants
in the PMS processes. For each of the processes identified in the system
description diagram, Figures II-1 through II-3, the individual with pri-
mary responsibility is identified. In Figure IV-1 the responsibilities
of these key individuals are summarized. In addition, those individuais
who are expected to play supporting roles in the process are shown as
participants.

C. PROJECT OFFICER

The primary beneficiary of the PMS is the development project. Through the
Project Officer, the project receives the benefits of consistent management
attention and access to higher management whenever problems and/or oppor-
tunities arise.
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1| SCHEGULE DESIGN EFFORT B B B B A

2| IPENTIFY PARTICIPANTS/MATERIALS B A B

3| DEVELOP PROJECT DESIGN B A 8

4| LOGFRAME QPTION A B

5| CLARIFY OUTPUT PLANS B - A

6| DEVELOP NETWORK B A

7] NETHORK OPTION A B

8] SCHEDULE QUTPUT(S) B A

9| SELECT REPORTING POINTS B A B

10| DEFINE PERFORMANCE POINTS B A

11| IDENTIFY FINANCIAL REQUIREMENTS B B A B

12| IDENTIFY EVALUATION REQUIREMENTS B B A B

13| REVIEW ALL DESIGN PRODUCTS B B B B A

14| DESIGN APPROVAL A

15| FINALIZE ALL PESIGN PRODUCTS B B B A

16 [ SIGN/SEND A

17| ENTER IN MANAGEMENT DISPLAYS A

- 18| PROJECT COMMITTEE REVIEW A B

19| EXECUTIVE COMMITTEE REVIEW B B A

20 { BUREAU APPROVAL A

21 | DEVELOPMENT LOAN COMMITTEE REVIEW B B A
22 | ADMINISTRATOR APPROVAL A
23 ) MESSAGE 7O FIELD PREPARED A B B

24 | PROJECT CPI NETWORK ACTIVATED A
R s R B — — RVt VU FUSRY - Y i
25 | POST APPROVAL CPI REVISIONS A B

26 | CPT AMENDED A

27 | PROJECT IMPLEMENTATION A '

28 | PERFORMANCE MONITORING B8 A

29 | DIRECTOR MONITORING B [ A

304, CPI REPORTING B A

31 |[WASHINGTON MONITORING B B A B B

32 |REPORT SCHEDULE MET A

33 |ACTION REQUIRED B B A

34 PROJECT MODIFICATION B A B

35 |MONITORING CONTINUES B A B B B 8

KEY: A= PRIMARY RESPONSIBILITY Figure IV-1: Summary of Responsibilities for Procedures
B= SUPPORTING RESPONSIBILITY
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The Project Officer is, at any given point in the project, the AID Officer -
most directly responsible for the project. The individual who bears this
responsibility may change during the 1ife of the project, but at all times
the role and its attendant responsibilities remain. For project design,

the responsibie Officer may be a Washinton-based project design team leader,
or a technical officer located in close proximity to the proposed project
site. During project approval, the roles and responsibilities of the
Project Officer may be assumed by the individual who will be responsibie
for the project after approval, or by the Washington Desk Officer or project
support officer for the country in which the project will be implemented.

Throughout the T1ife of the project it is the responsibility of the indi-
vidual who acts as the Project Officer to ensure that the PMS products are
developed and kept up to date. Further, it is the responsibility of this
Officer to ensure that the objective of the PMS -- performance-oriented
management and reporting -- is a reality for his project.

To ensure that the development project for which he bears responsibility
receives adequate and appropriate management attention, it is expected that
the Project Officer will call on other Agency functions to support him.
The functions from which the Project Officer may routinely require support
include: the Financial Management Office of the Agency, the Bureau and
Agency technical support functions, the evaluation function, and h1gher
management within the Bureau structure.

Through the Project Officer, Bureau management of development projects
interfaces with the development managers in the host country. Facili-
tating host participation in the project planning and management processes
is the responsibility of the Project Officer -- a collaborative project
effort depends in great part upon his efforts.
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Within the PMS, the Project Officer is judged by the quality of the
process he creates: submission of project performance reports when they
are needed is to be positively valued -- project difficulties do not re-
flect negatively on the Project Officer, but failure to report such
difficulties does.

D.  FIELD OFFICE DIRECTOR

The pivotai operator/user of the PMS is the Field Office Director: the
Mission Director, Regional Office Director or the Director of the Country
Development Office. This Field Office Director is the 1ink between the
project and the larger country or regional program of which it is a part.
He 1is also the link between the project and the Washington-based approval
and funding authority that supports the project.

In each field office of the Africa Bureau, the Office Director manages the
PMS. By delegation of his responsibility, the Field 0ffice Director has
the option of assigning the tasks of PMS management in part to another mem-
ber of his staff. The functions which can be so designated include the
responsibility for ensuring that Project Officers receive adequate support
and training in the use of system concepts, the maintenance of a scheduling
device that displays the status of all field office projects, the schedul-
ing of project design activities for new project efforts, etc. The Field
Office Director should not, however, delegate overview responsibility for
the system and its products -- he should personally review the PMS design
products and PMS reports generated by his office.

.As manager of the PMS, the Field Office Director, or his designee, is
responsible for ensuring that Project Officers, as well as the financial,
technical, and evaluation officers who support the Project Officer, under-
stand the PMS procedures and can and do prepare PMS products as required.
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E.” CONTROLLER

The field representative of the Controller has direct responsibilities for

the preparation of project financial plans and the development of project
financial reports. In order to carry out his PMS functions, it is important
for the financial officer to understand the substance of the project at a

level where he can provide useful insights about resource planning and monitor-
ing to the Project Officer.

Primary responsibility for the preparation of project financial plans

lies with the financial officer. In preparing these reports the system processes
require that financial reports be developed as a result of interaction

between the Controller's representative and the Project Officer. This
interaction is designed to support a mutual teaching process, the result

of which is a firmer understanding of budgeting by the Project 0fficer,

and a clearer view of project management by the financial officer- -- a

process that benefits the development project with which they are both
concerned. The Controller has responsibility to report against plans and

comment on any deviations. He obtains necessary project information for
his report from the project officer. L

F.  EVALUATION OFFICER

The Evaluation Officer plays an interface role between two systems: the
Agency Evaluation System and the PMS. Within the PMS the Evaluation Officer
provides support to the Project Officer as he develops the project's

Logical Framework, evaluation plan and critical performance indicator network.
Based on his experience with the evaluation system concepts, this officer

can play an important teaching role: in many field offices he may be the
individual who is currently most familiar with the basic concepts used in

PMS product development during the design phase. As the project is imple-
mented and evaluated, this officer is expected to-support the Project
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Officer as he defines the project's data collection requirements and pro-
ceeds to address the problems of collecting and analyzing data on project
performance indicators.

G.  NON-AID FIELD PERSONNEL

In this section two types of non-AID field personnel are identified, and
the interfaces between these individuals and the PMS is discussed. The
two types of personnhel covered are:

o Host Country Personnel
o QOther donors and AID intermediaries

1. HOST COUNTRY PERSONNEL

The PMS encourages active participation by the host country personnel in
each of the PMS design processes. Further, Field Officers are encouraged
to share the project reports concerning performance achievement, or the
lack thereof, with the appropriate host country officers. To some degree,
host personnel in the developing nations are themselves adopting concepts
and systems similar to the Bureau PMS. Interaction with host personnel in
the application of PMS concepts to field projects serves both to improve
the project at hand, and also to encourage the further development of
management systems in the host institutions.

2. OTHER DONORS AND AID INTERMEDIARIES

It is important to include other donors and AID intermediaries in the project
design procedures of the PMS. At the point of project design, the expecta-
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tions for project performance are set. In the typical project, many of
these expectations will concern the performance of other donors and the AID
intermediary: the contractor, PASA or grantee. While specific responsi-
bilities are not set for the involvement of these personnel, it should be
expected that the project would benefit if each donor representative, and

a spokesman for the AID intermediary worked jointly with the AID Project '
Officer in the development of project plans and reports.

H.  PROJECT SUPPORT QFFICER

The Bureau representative who bears the primary responsibility for ensur-
ing that Washington is aware of project performance is the Project Support
Qfficer. His role requires that management communications between the
. field and Washington be both effective and efficient. In addition, this
officer may bear substantive responsibility in relation to projects
carried out in the field, e.g., the responsibility for contracting for an
evaluation, identifying a source of specialized technical assistance, etc.

As the Bureau officer most frequently in contact with the project, the Project
Support Off{éér hés the responsibility for méintaining up-té-déte copiés

of the project's CPI network, and compieted files of the project’s PMS

reports. During the project design phase, this officer may also bear the
responsibilities of the Project Officer during an interim period between the
completion of design team work and the appointment of a permanent Project
Officer.

I. OFFICE DIRECTOR OF DEVELOPMENT RESOURCES (AFR/DR)

The AFR/DR Office Director is responsible for ensuring that the members
O of his staff understand and use the PMS. The AFR/DR 0ffice Director is
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a central figure in the PMS -- the success of the system within thg Bureau
depends upon his ability to make the PMS products the communication vehicle
between the field and Washington. It is this officer who, in the end, will
bear the responsiBi]ity for creating an environment in which performance
management replaces less focused management practice.

While the AFR/DR Office Director is not assigned a Targe number of
specific PMS responsibilities, his overall role as system manager within
his office suggests the need for freguent voluntary participation in the
various PMS processes.

J. ASSISTANT ADMINISTRATOR

The Assistant Administrator is the overall Director of the Bureau PMS,

As Director, the PMS serves him by providing a direct channel of communi-
cation to every Bureau project. The PMS functions to ensure that
project performance is monitored, and project problems are addressed

by the appropriate levels of management. Reports generated by the

field concerning project performance are reviewed by the Assistant
Administrator in order to ensure that a quality process is in place.
Project performance reports forewarn him of impending project dif-
ficulties and provide a performance-oriented basis for his management

decisions.

Daily operation of the PMS is assigned by the Assistant Administrator
to the Office of Development Resources. Through this office, the
Assistant Administrator ensures that PMS products are being respon-
sibly developed, and that Bureau staff are receiving training in the
use of the PMS as required.
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K. OTHER BUREAUS AND THE ADMINISTRATOR

The PMS provides the Bureau with the basis for systematic communications
with other Bureaus and with the Agency's Administrator. 1In fulfilling
the PMS requirements, officers of the Bureau simultaneously fulfill the
project design, approval, implementation, and evaluation requirements, as
well as the project performance and financial reporting requirements of
the Agency as a whole. '

Specific PMS roles are not assigned to those Agency bureaus and offices
that operate outside the system. Rather, the PMS defines the form of the
management communications with these individuals. Agency individuals and
offices outside the sphere of the PMS are system users, they do not have
roTes as system operators. That 1s, these offices receive system reports,
but do not themselves generate system products.
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APPENDIX A

NETWORKING .

This Appendix provides basic networking definitions and instructions.

Networking, 1ike the Logical Framework, is a tool which assists in better
project planning. By clarifying the relationship of the various project
activities to each other and to time, it increases realism and validity
in the project design. Networking creates a bridge between-design and
impTementation, illustrating how and when the various project objeciives
will be achieved. Networks can be used for allocating human and other
resources to project activities. The events and activities dispilayed

in the network become the basis for monitoring project progress. In the
following pages, step by step instructions are presented for readers who
wish to either learn to construct networks or to review networking tech-
niques. '

A network is a graphic representation of the sequence of activities and
events required to reach a specified-objective. It provides the user
with an overall view of the project and the relationships of important
components of the project to each other, and is a valuable tool for
monitoring progress of the project over time.

There are two major elements in a network:

1. Activities
2. Events
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T. ACTIVITIES

Activities are defined as the tasks that must be done to complete the
project. They consume time and/or resources. They are indicated by
arrows in the network diagram and begin at a specific point in time and
end at a specific point in time. [Activity:———= , Figure A-T1].

2.  EVENTS

Events are defined as the completion of activities, or the beginning
point of other activities. They consume neither time nor resources.
They are indicated by circles {nodes} in the network diagram. An event
which immediately precedes an activity is called a "predecessor event"”
and one which immediately follows the activity is called a "successor
event.” [Event: (:::) , Figure A-T1.

—~— Events

/' e ﬁ/

™~ / K Activities

/
/&/,ﬂ/

Figure A-1: A Network Diagram




A. CONSTRUCTING THE NETWORK

There are three fundamental rules for constructing network diagrams:

T. Lach activity has a single starting point and ending point

2. An event occurs when all activities Teading to it are completed.

3. Activities Teading from an event may begin only after that
event has occurred.

To develop the network first identify the activities and events to be
displayed on the network and then, .using network diagramming techniques
determine the sequential relationship between the activities and events.
Do not be concerned with the time elements of the project until the
networking diagram is complete.

1. Develop Activity List

Break down the project into manageable components. Completion of the
project Logical Framework (and output Logical Frameworks) will have started
this process. The level of detail required is that which adequately
permits monitoring the progress of the project in (a) transforming inputs
to outputs, and (b) ensuring that the project is having the desired impact
at purpose and goal levels. Develop a 1ist of the activities necessary to
complete each project component (outputs and suboutputs). Once the in- °
dividual networks are developed they can be joined together to make up

one large (composite) network for the total project. An initial 1ist

of activities may be Tess than comprehensive. However, as the relation-
ships of the activities to each other are further defined, more activities
will be necessary to display the sequential Togic of the network. Events
will normally fall naturally into place as being either the start or



completion of an activity or a series of activities. Once the initial
1ist of activities 1s completed, one can display these activities in
network diagram form. To do this, each activity must be examined by
asking the following set of questions:

®  WHAT ACTIVITY(S} MUST PRECEDE THIS ONE?

e A
o\ >

?

®  WHAT ACTIVITY(S) MAY BE CONCURRENT WITH THIS ONE?

°  WHAT ACTIVITY(S) MUST FOLLOW THIS ONE?

2

A ?
O—+

© ARE THERE ANY OTHER CONSTRAINTS?

:;: A

EXAMPLE: A Rural Development Project

One component of this project is the construction of village wells. The
preliminary activity 1ist for this component is:

e Survey village and select site for well.

Obtain digging ‘equipment.

Organize village labor.

Select and train village well maintenance supervisor.
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° Build protective wall around mouth of well.
° Install turning handle, bucket and rope.
° Clean up surrounding area.

Asking the activity questions from the preceding page we derived the
network shown in Figure A-2. (Note: The activities were listed as

they were thought of, in a general order from start to finish. However,
the network diagram exercise clarified the logical order of activities
and suggested two additional activities which had been omitted but were
important--erecting the frame and installing crank, rope, and bucket,.
and digging the well! Thus the activity 1ist is a beginning step in the
process, but the network diagram does a more complete job.)

After completing the network, all activities and events should be num-
bered for ease of reference. An exampie of a numbering system is to
number events sequentially from ithe beginning of the network to the end.
Having done so, add an ending zero to each event number. This allows for
a subsequent addition of other events and still retain the sequential
numbering. Activities are then numbered by combining the number of the
predecessor event and successor event; i.e. activity 40-50 in Figure

A-2 is "Dig Well,” and is between event 40 and event 50. In the case
where there are multiple activities between the same two events, an
additional digit must be used to uniquely number each of those activities.
In Figure A-2 there are two activities between events 20 and 30. There-
fore the activity "Obtain Digging Equipment” is labelled 20-30-1, and :the
activity "Organize Village Labor" is labelled 20-30-2. The uniquely
identifying number of the activity is placed in parenthesis after the
activity description. The activity is briefly described along the arrow
which represents it for clarity. In the same manner, an event is
described in the circle which represents that event.



Obtain Build Protective
Digging (1 ) Hall Around (1)
t _Huuth of Well -

Equipmen

Erect
Frame
survey 30 & Install  4Q 50. ¥ 60 /70
¥illage Organize Crank,
Request \ & Select Village Rope & Reinforce

ﬂe1 1
" Ready

For

5

Received |Site
From

Village

Clean Up

Well
Construc~- ell(2 !

S
elected tlon

Select & Train Well Maintenance Supervisor

Figure A-2: NETWORK DIAGRAM: CONSTRUCTION OF VILLAGE WELL

9-v
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2. Dummy Activities

A dummy activity is an activity that has no time duration and consumes no
resources. It is used when it is necessary to show interdependency

between otherwise unconnected activities, as in Figure 3 (the dummy activity
is depicted by a dotted arrow):

Plan Trave]hqggx\
Itinerary -~ Get Tickets
10 30
/—\\ Get Birth FJ/—\\ Get Insurance
Certificate ““\7/f‘*

: |
@ , .

40 y g
Get Pictures | Apply for Passport ,////
I/\.‘_/

Figure A-3: Dummy Activity in a Network (Activity #30-40)

In Figure A-3, the diagram tells us that activity 40-50 (apply for pass-
port} cannot commence until both activities 10-30 and 10-40 are completed.
Activity 30-50 can commence &s soon as activity 10-30 is complete.

3. Interface Events

Normally activities and events shown in one network are not independent
of other activities and events outside the immediate area of concern.

. Where such dependence occurs, the coinciding events are called interface
events.
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These events are designated by a circle surrounded by a triangle on the
network: Zé>3 Interface events are used to:

° Denote the same event appearing on more than one network.

© I1lustrate dependencies between activities and events on
different networks.

° Show areas where one manager is dependent on the activities
of another manager or vice versa.

An example of the same event appgaring on more than one network is shown
in Figure A-4. 1In this example, the student nurses cannot begin their
practical training (Activity 30-40-1 of Network 1) until the clinic is
ready (Event 50 of Network 2) and has patients to treat. Thus, event
number 30 in the student nurse network (1) interfaces with event number
50 in the operational ctinic network (2). Conversely, the clinic cannot
operate (Activities 50-60 of Network 2) without student nurses that

have completed classroom training (Activity 20-30 of Network 1). Thus,
there is a dependency relationship between both networks and the managers
of both projects must pay attention to the progress of the other project
as well as monitoring their'own.

4. Special Events

In addition to interface events, there are four other kinds of events to
he considered in constructing the network. They are:

a._ Starting Event: An event which has no _activities leading to
it; e.g., the first event on a network.

b. Terminal Event: An event which has no activities following it;
e.g., the Tast event on a network.

C. Constraints: These are factors ocutside the direct control of

a project that influence the achievement of an event in the
network. They are usually identified as assumptions in the .

Logical Framework of the project.
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An example of a constraint in the well-digging project (Figure
A-2) is that the local supply of bricks for reinforcing the
well is inpsufficient and bricks will have to be imported. We
then have' to assume they will be shipped in time, and be of
appropriate gquality--as ordered. This constraint is important
enough to-be shown in the network (Event 45 in Figure A-b).

60

Reinforce
Well (2)

{ Bricks
- Avail-
-able

Figure A-5: SHOWING A CONSTRAINT IN A NETMORK

Milestone Event: Milestone Events are "key" events of special
importance that higher management would select for monitoring.
These include all outputs. Milestone Events are represented

on the network by a circle surrounded by a square:

-

Because of the importance of these milestone events, the indi-
cators which describe their occurrence in terms of quality,
quantity, and time, are also included on the network. The
indicators are written inside a rectangular symbo]:EE%i?éj and
included in the network as shown in Figure A-6. i

Figure A-6: NETWDRK EXAMPLE WITH MILESTONES AND INDICATORS




B. TIME AND THE NETWORK

It is not enough for a network to illustrate the sequential relationships
between activities and events. A project manager must know the total time
of the project and how much time is required for each of the activities

to be completed. With this information, he can organize more efficiently

his resources in order to meet his deadlines.

‘In the normal implementation of a project, there will frequently be
activities and events .that do not occur as scheduled. If the time of
these activities and events has been calculated in advance, in terms of
duration, start times, completion times, and slack times, then, when
any delay occurs, or is likely to occur, the project manager can assess
the implications of a delay for the subsequent events and activities

on his network and see what alternatives offer him the most effective
way to get back on schedule.

In networking techniques there are many time elements to be considered.
The following discussion of time and the network deals with what are the
minimum requirements for developing reasonable, realistic, time-based
networks. AID managers will need to experiment to determine how much of
the calculations will be useful to them.- By breaking out the activities
necessary to achieve objectives, we can more easily estimate the time
necessary for each component and then add them together to find out the
time required for completion of the whole.

Three key questions frequently come up during project implementation and
monitoring:

1. What is the earliest time that the activities can be started or
completed? What is the latest time?

2. In what area of the project will a delay cause the project dura-
tion to be extended?

3. Where is there discretionary time within the project?
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The project manager can answer these questions if he knows:

1. The network dates for all activities and events.
2. The critical path of the project.
3. The slack time within the project.

1. Network Dates

The dates which should be calculated for all activities and events of
a network are:

a. For Activities:

° Time of Earliest Start (TES): The earliest point in time
that an activity can start.

e Time of Earliest Completion (TEC): The earliest point in
time that an activity can be completed.

° Time of Latest Start (TLS): The Tlatest point in time that
an activity can be started without delaying its successor
event.

° Time of Latest Completion (TLC): The Tatest point in time
that an activity can be completed without delaying its
successor event.

b. For Events:

° Event Earliest (EE): The earliest point in time that an
event can occur.

° Event Latest (EL): Latest point in time that an event can
occur.,

2. Critical Path

The critical path of the project is the "longest chain" of activities and
events from start to finish of the project and thus defines the minimum
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project duration. Any delays along this path will extend the total length

of the project. The project manager must identify this critical path so
that he can closely monitor progress and obtain early warning about any
impending problems.

The activities on the critical path are denoted on the network by a
heavier Tine.

3. STack Time

Slack time is associated with both activities and events. Event Slack (SE)
is the amount of time an event can be delayed without affecting the end

of the project. For activities there are two types of slack time:

Activity Slack {SA) which is the amount of time an activity can be de-

layed without delaying the event which immediately follows it (successor
event), and Total Slack (ST) which is the amount of time an activity can
be delayed without delaying the total project duration (i.e., delaying
the last (terminal) event on the network.

In order to calculate network times (dates and sTack), elapsed times (te)*
(activity durations}, for all activities in the network must be estimated.
Once this has been done the—computationa1 procedure can he accomplished,
namely the forward pass computation and the backward pass computation. To
assist in this procedure, two forms have been developed:

T. Activity Report Form (Figure A-7).
2. Event Report Form (Figure A-8).

* FElapsed time (te) is the amount of time required (estimated or
actual) to complete the activity. The te for each activity should
be recorded in parentheses on the network:

(= Dig Hell )
(3)

and in the elapsed time column of the Activity Report Form. .
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The two forms are used in combination in developing the necessary time

calculations.

FLAPSEOI] EARLIEST | EARLIEST § LATEST | LATEST - SLACK
ACTIVITY} TINE START | COMPLETIONE START | COMPLETION§ ACTiVI1Y § TOTAL
Te 165 | TECT § TLS TLC SA ST

e e o T

1-2 z

1-3 3 ﬂ

1-4 4

2-5 5 . ' |
etc. d

Figure A-7: ACTIVITY REPORT

I

EVENT EARLIEST OCCURENCE B LATEST OCCURENCE EVENT SLACK
EE " H EL SE

]

2 Jhy 4T

3

4

, 1 -

iete.

Figure A-8: EVENT REPORT

{GoTumns enclosed with heavy 1ine denote those to be fi11ed‘1n during the
forward pass computation. The remainder are filled in during the back-
ward pass computation.)
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A simplified example, Figure A-9, is used throughout the discussion to
demonstrate these calculations.

a. Forwgrd Pass Computation

The forward pass computation determines the following:

Time of Earliest Start (TES) and Time of Earliest Completion
(TEC) for each activity.
Point of Earliest Event occurrence (EE).

° Slack time of an Activity (SA).

(1). Time of Farliest.Start (TES)

Set the EE of the beginning event equal to the specified project
start date and set the EEs for all other starting events. If there
is no specified start date, assume time “zero" for the start of .
the project.

Assume activities will start as soon as possible (i.e., as soon as their
predecessor events occur). The earliest start time will in fact coincide
with the earliest time the predecessor event can occur, which is when the
Tongest of all the prior activities leading to it is completed. Thus,
looking at Figure A-9, the time of earliest start (TES) for activities :
10-20 and 10-30 is time "zero." As there is only one activity leading
to event number 20, that event can occur at time "one" and activities
20-40 and 20-30 can immediately commence. Thus the earliest start time " (TES)
(TES) for activities 20-40 and 20-30 is "one." The remaining earliest
start times for each activity are shown in the Activity Report in the
"Earliest Start (TES)" column.
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ACTIVITY REPORT

ELAPSED |EARLIEST| EARLIEST %@Wg/f/ SLACK
ACTIVITY TIME | START |COMPLETION[//START/J//COMPLETION] ACTIVITY [T0TAIA
Te TES 5 Vuss e A s ///ST/Z .
10-20 1 0 1
10-30 5 0 5 0
20-30 2 1 3 2
20-40 1 1 2 4
30-40 1 5 6 0
30-50 5 5 10 0
40-50 | 1 6 7 3

EVENT REPORT

EVENT EARLIEST OCCURENCE [ ZARTEST OCCURENCE JAAVENT S(ACK”
10 0
20 1
30 5
40 6
50 10

Figure A-9: FORWARD PASS COMPUTATIONS




2. Earliest Completion Time (TEC)

The earliest time an activity can be completed is the sum of the earliest
start time (TES) and the duration time (te) of that activity. Thus,

TEC = TES + t . In Figure A-9, TEC of activities 10-20 and 10-30 will

be 1 and 5 respectively; the TEC of activities 20-40 and 20-30 will be

2 and 3 respectively.

3. Earliest Event Occurrence {EE)

This is the same as the earliest time (TES) an activity (or activities)
Jeading from the event can start, or, stated differently, it s the
time of earliest completion (TEC) of the longest activity leading to
the event. li our example, the earliest time events 20 and 30 can occur
(EE) are 1 and 5 respectively; the EE for events 40 and 50 are 6 and
10 respectively. )

4. Activity Slack (SA)

Activity Slack is the difference between the time of earliest completion
(TEC) of an activity and the eariiest occurrence (EE) of its successor
event. Thus SA (activity) = EE (successor event) minus TEC {activity).

In our example, activity slack for activities 10-20 and 10-30 is zero.
Looking at the two report forms, take the EE for an event (say event

40) and subtract from it the TEC for the Tongest activity leading to that
event (in this case activity 30-40) to derive the amount of slack.  Thus,
event 4C has an EE of 6, activity 30-40 a TEC of 6; the resulting SA for
activity 30-40 is then O.



b. Backward Pass Computation

The backward péss is a process of tracing back through the network,
following similar procedures as in the forward pass. First, for all term-
inal events, the EL is set equal to EE. Then the backward pass computa~
tion begins and determines the following:

° Latest completion time (TLC) and latest start time (TLS) for
each activity.

° Point of latest allowable event occurrence (EL}.
° Event slack (SE).
° Total activity slack (ST).

Backward pass computations are shown in Figure A-10.

1. Latest Completion Time (TLC)

The latest allowable completion time for an activity (TLC) is equal to

the latest allowable occurrence of its successor event (EL}. Thus, in

our example, the TLC for activities 20-40 and 30-40 are 9 and 9 respec-
tively. '

2. Latest Start Time (TLS)

The Tatest start time is the latest point in time that an activity can
start without affecting total project duration. It is equal to the
latest allowable completion time for the activity (TLC) minus the elapsed
time of the activity (te).

In Figure A-10, the Tatest allowable time for the terminal event on the
network, Event #50, is -10. As the time of latest completion (TLC) of an




ACTIVITY REPORT

ELAPSED LATEST | LATEST bt
ACTIVITY] TIME ¢ START | COMPLETION r%cnv;rvf TOTAL
Te TLS TLC ////ASA//% ST

10-20 1 0 1 2 3 0 2
10-30 5 0 5 0 5 0 O« Quick
20-30 2 1 3 3 5 2 » Refﬁgence
20-40 1 1 2 8 9 4 7 }Activities

- 1 5 on Critical
30-40 6 8 9 0 A Fath
30-50 5 5 10 5 10 0 0
40-50 1 6 7 9 10 3 3

EVENT REPORT

%////////////////////{/;4
/

EVENT EARLIEST og/r;URENCE LATEST OCCURENCE | EVENT SLACK -
/////////E’EM% o SE

10 0 0 0
20 1 3 2
30 5 | 5 0
40 6 9 3
50 10 10 0

Figure A-10: BACKWARD PASS COMPUTATIONS
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activity is coincident with the time of latest occurrence (EL) of its
successor event, the time of latest start (TLS) for activities 40-50
and 30-50 becomes 9 and 5 respectively.

3. -Llatest Event Occurrence (EL)

The latest allowable occurrence of the terminal event of a network is
equal to the earliest occurrence of that event. A1l other events have
an EL that is equal to the earliest of the latest allowable start times
(TLS) of the activities starting from that event. Thus EL (event) =
MINIMUM TLS of activities starting from that event.

In Figure A-10, the EL of events 30 and 40 are 5 and 9 respectively.

4, Event Slack (SE)

Event slack shows how long occurrence of a particular event may be delayed
without affecfing total project duration (i.e., delaying the last event

on the network). Event slack is useful for determining the impact on the
project of delays in the occurrence of an event. Event slack is the
difference between the latest allowable (EL) and the earliest (EE) event
occurrence. Thus SE = El. - EE. This calculation can be easi]j done ﬁsing
the Event Report and subtraciing, for each event, the earliest occurrence
(EE) from the latest occurrence (EL) times of the event. )

5. Total Activity S]aék {ST)

Total activity slack (ST) is the amount of time a particular activity may
be delayed without affecting the total project duration -(i.e., delaying the .

]
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last event on the network.) Total activity slack is equal to activity
slack (SA) plus the event slack (SE) of its successor event. Thus:
ST (activity) = SA (ACTIVITY) + SE (event). ’

6. Determine Critical Path

Scan the column in the Activity Report entitled Total Slatk. Note which
activities have zero slack; Jjoin these activities together with a

heavy Tine to show the critical path of the project. (Note: it is
possible for a project to have more than one critical path.)

C. DATES AND THE NETWORK

There are two methods for showing calendar time on the network. The
first method calls for a calendar showing time along the top of the
network diagram and therefore the events in the network must be synchron-
ized in the right place under the time Tine. This format has the advan-
tage of providing an explicit visual interpretation of the network over
time but has the disadvantage of requiring frequent redrawing because of
network changes in schedule and logic.

The second method involves indicating the appropriate date on each event
(and activity). When revisions are necessary, these dates can be erased
and a new date written in without having to redraw the network. The net-
work would only need to be redrawn to reflect changes in the project Togic.
The advantage of this format is that it lends itself to constant monitor-
ing and updating by operational project managers (with minimum effort,

the project manager can re-estimate activity durations and correct

the dates); it does not provide as clear a visual interpretation of the
project as the first method.
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In general practice, however, both methods have been found useful to
reflect the different needs of top and middle-level management. The
first method is more practical for top level management: top management
is generally interested in fewer events than the project manager, and

the calendar Tine network provides a useful visual summary of the project.
The project manager will generally find the second method more practical
and particularly suited to the day-to-day operational responsibilities
with which he is concerned.

An example of the Calendar Tine network diagram .is shown in.Figure A-11;
the event date approach is shown in Figure A~12..

SUMMARY OF TIME CALCULATION FORMULAS

Assuming events #i and #j, the formulas described in the text can be
summarized as follows: ’ )

Forward Pass

i-j T g

EE; = MAX [TEC; ;]

t

—
m
)

n

e i-j

. . = EE, - TEC. .
SA_[_J EEJ TE jo]
Backward Pass

TLS_i_'j = TLC,i_J- - te ,i_j

EL; = MIN [TLS; ;]

SE = EL - EE

T. . =9S8A, . + SE,
> 1=J 1-J J
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Figure A-11: CALENDAR APPROACH TO DEFINING TIME
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Frame
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NOTE: A1l activity and event dates can be shown on network. As a genmeral rulé, include
those that are most meaningful. 1In this example only the EEs are shown:

Figure A-12: EVENT DATE APPROACH- TO DEFINING TIME
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APPENDIX B

FINANCIAL PLANNING AND ACCOUNTING FOR PROJECTS

The Agency is currently reviewing its financial planning and accounting
procedures in the process of determining the functional requirements for
the Project Accounting and Information System (PAIS). The PAIS require-
ments will be coordinated with the requirements for the PPT system.

The PBAR Task Force has been experimenting with output costing, but is
not yet ready to make specific recommendations. It is expected that
guidelines will be issued at the end of fhe Fiscal Year and will incliude
information- on developing output costs. Current thinking in the Task
Force is that Field Offices will be free to develop internal systems that
best answer their project financial management needs, as well as pro-
viding appropriate information to Ndshingtonl

The Africa Bureau is encouraging field offices to adopt the output cost-
ing approach in developing the financial management plans for their pro-
Jjects. AID Handbook #3: Project Assistance, gives brief guidance and

suggested formats for output costs. This guidance is included here for

convenience. In addition, more detailed instructions on developing pro-
ject costs ‘are included in Chapter 5, AID Handbook #3, pages 5D.1
through 50.17.




Part 1

. TRANS, MEMO NO. EFFECTIVE DATE PAGE NO.
AID HANDBOOK 3, App 5B 3:1 September 1, 1975 |[5B-1
APPENDIX 5B )

BUDGET TABLES FOR THE PRP

(1) Summary Cost Estimate and Financial Plan

This table is found on page 2 of this appendix. It should be used to
depict the source and application of all project resources -- both financial
and in-kind. Information on this teble will be used in réfined or summery

form in the following tables.

(2) Summary Budget Data

Summary'bedget data will be presented on the PRP Facesheet Part I,
found on page 2 of Appendix 1 to Chapter 6/ )

(3) Costing of Project Outputs’

This form (found on page 3 of this appendix) is intended to -relate
total project inputs to project outputs, primarily as a test of project
design to see if particular outputs are proportionateé to the importance
of the purpose to be achieved. The prinecipal inputs to be financed should
be listed in the left hand column and their costs apporticned {(prorated
if appropriate) to the project outputs listed in the Logical Fremework.

The inputs should be presented in a manner that mekes them most meaningful
for understanding the project -- standardized components are not recommended.

(&) Incrementally Funded Project Data

The PBAR Task Force has recommended that the use ‘of standerdized cost
components be discontinued once certain of its other recommendations regarding
the use of financial data have been institutionalized. However, until the
PBAR recommendation is adopted -and modification of the Congressiénsl -
Presentation accepted by .the appropriate Congressional authorities, it will
be necessary to continue to present project budget data by standerdized cost
components. The table on page 4 of this appendix is required with the PRP
until further notice.




Part 1
AID HANDBOOK 3, App SB

PAGE NO, EFFECTIVE DATE TRANS. MEMO NO,
5B-2 September 1, -1975 3:1

(This is e proto-typé form; it cen be
modified to suit particular projects,)

FRP

SUMMARY COST ESTIMATE AND FINANCIAL PLAN
( UsS §$ 000 )

Source e ATD¥*#* | Host Country Other(s)+ Total
FX C X LG X C

Use#*

Inflation factor
Contingency

Total

¥ List major project elements (inputs).

¥¥Under AID separately list in columns loans & grants; in all cases
have a2 column showing Total ATD.

+ May be used for non-AID; e.g., HIG, P.L. 480 Title II, ete., furnished
by the United States outside of AID appropristed funds. Where other
donors are involved a separate column should be added for each significant

donor.




Part T

TRANS, MEMO NO. EFFECTIVE DATE PAGE NO.
AID HANDBOOK 3, App 5B 3:1 September 1, 1975 | 5B-3

COSTING OF PROJECT OUTPUTS/INFUTS
(In $000 or equivalent)

— PRP —-
New
Rev #
Project # Titlé
Projeet Inputs _ Project Outputs
#1 # 2 #3  {#h TOTAL

Summary of Total Project
Costs

Total




Part I

PAGE NO. | EFFECTIVE DATE TRANS, MEMO NO,
5B-} September 1, 1975 3:1 A")HANDFOOK 3, App 5B
TNCREMEWTALLY FUNDED PROJECTS
PROJECT SUMMARY-——ATD APPROPRIATED FUNDS
{(in $000 or equivalent)
Country PRP New ____ Rev. # ____
Project # Title
BUDGET YEAR
Direct Contract
Cost Compenents Aid - ' Other Agency T Total

US Technicians

Participants

Commodities

Other Costs

Total

NOTE: This table is required for the Congressional Presentation.

Enter projected obligations for all cost components proposed
for funding from ATD appropristed funds for the budget year.
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GLOSSARY OF TERMS

ACHIEVEMENT
REPORTING

ACTIVITY
(Represented by —3m)

ASSUMPTIONS

BASELINE DATA

CONSTRAINTS

Reporting from one level of management

to the next higher level on the accomplish-
ment (in terms of quality, quantity, and
timeliness) of previously determined
performance targets.

Tasks or actions that must be undertaken to reach
project objectives. Activities reguire resources
(money, Manpower, Materials) and consume time. An
Activity begins at a specific point in time, is
preceded by an event, ends at a later point in time,
and terminates in the occurance of an event. If
more than one activity occurs at the same time,

they are said to be in parallel.

Something that must happen if the project is to
succeed, but which is not directly controlied

by the Project Team. (For example, if our
purpose is to increase agricultural productivity
and our goal is to increase farm income, then we
must assume that there are sufficient roads,
markets, etc., to translate agricultural produce
into real income.) At each level in the project
design {GP0I), the sum of the objective(s) and
the assumptions represent the necessary and
sufficient set of conditions to achieve the

next higher level.

Indicates the prevailing preconditions in the
area of the project, prior to or at the start-
ing point of the project against which the
amount of change (if any} caused by the pro-
ject can be measured.

Factors that 1imit or otherwise adversely affect
the achievement of an event or objective. For
example, the supply of trainers may constrain
achievement or delay start of a training seminar.
Constraints on project success should be assessed
before a project is executed and may require
exnlication as an Assumption.



COSTS TO THE
PROJECT

CRITICAL
PERFORMANCE
INDICATORS (CPIs)

CRITICAL PATH

DECISION POINTS
(Represented ‘by )

DEPENDENCY

Ve i
1! U l

' Those things that are consumed in th&-co comp]et1on

of project activities (time, money, manpower,

and materials) together with any adverse effects
(social disruption, lost earnings of trainees
who fail to return to their country, pollution,
etC-). . }!T-‘i*'h

]

MFs-Traus ~G h"*}h{.."“q‘- t}

" Key events in a project which are critical to

successful attainment of project purpose and
which have been agreed to in advance of pro-

. ‘ject implementation as the reporting events

from the field to Washington. These events are
defined in terms of the ¢ritical performance
levels for time, quality, and guantity. Criti-
cal time is the latest date an event can occur
without jeopardizing the prOJect Cr1§1ca1
quality and quantity are minimum performance
levels that can be achieved without affecting
attainment of prOJeCt objectives.

" Milestone events which correspond to outputs

on the Logical Framework or to major occur-
ances which contribute to these outputs are
almost always of interest and reported to the
next higher level of management. When critical
performance levels are defined for these events,
they become CPIs.

The critical path is the minimum time requ1red
to reach an obJect1ve or comp]ete avset-of
activities given the level of effort or amount
of resources devoted to these activities. The
sequence of activities that consumes the most
time from the beginning to the end of the
project. A delay in any act1v1ty along the
critical path will result in at least an equa]
delay 1n the completion date of the—pPOJect~~

Pre-determined points in time in the life of a
project. At these points, key decisions that
affect the future course of the project must be

*made. .

A logical relationship which is indicated by

a causal or temporal precedence (e.g., if an
activity cannot begin until an event occurs,
which is the result of one or more preceding
activities, then it is dependent on those pre-
conditions).




DEVELOPMENT HYPOTHESIS

DUMMY ACTIVITY
(Represented by ----m)

ELAPSED TIME

END-OF-PROJECT STATUS
(EOPS)

EPISODIC REPORTING

EXCEPTION REPORTING

A project or program hypothesis where the
expected result is impact on development.

"If outputs, then purpose" is called the

project hypothesis. The. hypothesis that purpose
will lead to goal is called the program hypothesis.
These are hypotheses because we are not certain
of the causal relationship between the "if" state-
ment and the "then" statement. Projects should

be supported only if informed judgment, based

on the best available evidence, provides reason-
able confidence that the "then" statement will

be achieved. The degree of confidence required
should be a function of the va}ue of ach1ev1ng

the intended purpose. :

The dummy activity arrow indicates dependence
of one activity on the completion of another
when the two cannot be otherwise linked on. a
network. Dummy activities consume neither time
nor resources.

The minimum amount of time required to complete
an activity given the level of effort and the
amount of resources devoted to the activity.

AP

The minimum set of objectively verifiable
indicators that will signal the successful com-
pletion of the project purpose. Indicators, to
be objectively verifiable, must be targeted
(time, quantity, quality).

Reporting on the level of achievement of "pre-
determined key events in the 1ife of a project.
The timing of the reports is keyed to project
events or dates rather than a priori per1ods

or dates. - .

Reporting to the next higher level of management
that a planned event did not occur or is in
danger of not occurring on time and/or in the
same manner as-was planned (i.e., with respect
to the quantity and quality of performance).
Reports are action oriented giving higher
management an assessment of the problem and
recommending corrective action.



EVALUATION

EVENT
(Represented by )

o
T
—

o
o
—

HYPOTHESTS

INDICATOR

An assessment and comparison of progress at
each of four level of objectives (GPOI).
Examines validity of hypotheses, challenges
relevance of .objectives, assesses project de-
sign, and normally results in redesign and
replanning actions. Evaluation is oriented
more to the output-to-purpose and purpose-
to-goal linkages, in contrast to monitoring
which is oriented more to the input-to-
output linkage.

A condition, state, or point in time which
represents the end of one or more activities
or the beginning of one or more activities.
An event consumes no time or resources.

Concentrating on the "main thrust" or truly
important issue$ and avoiding the less important.
Focus is particularly relevant when considering
project purpose. Project purpose should be limited
to the single "main thrust" of the project, stated
as concisely as possible.

The higher level objective immediately above
project purpose. That is, the "then” statement
for which the project purpose (plus purpose-
level assumptions) must provide a plausible
"if." Also, higher order objectives beyond the
project goal.

An acronym for: Goal, Purpose, Outputs, Inputs --
the vertical logic of the LogFrame (see Logical
Framework).

A predictive statement based on a causal
relationship involving a degree of uncer-
tainty. )

Conditions that are so strictly associated with
certain other conditions that presence of or
variation in the former indicates presence of

or variation in the latter. Indicators demon-
strate results; they are not conditions neces-
sary to achieve those results. For example,

a meter deflection of 2 cm may indicate, but

is not itself, one volt. A good indicator makes
the bridge between important intent and means of
verifying that the intent has been realized.




Indicators are targeted by measures of quantity
and/or quality and include a time frame for

achievement. (See Objectively Verifiable
Indicators.)

INPUTS The activities to be undertaken and resources
available in order to produce the outputs. .The
project manager commits himself and is held
accountable to produce the outputs by effective
management of the inputs.

INTERFACE EVENTS An event that occurs in one network upon which
(Represented by ) the commencement of an activity in one or more
other networks is dependent.

KEY EVENTS Events which are crucial to the successful
* implementation .of the project and of interest
to higher management but not necessarily on
the critical path.

LEADING INDICATORS Indicators that are observable now and are useful
predictors of future success. A statement of
intent 15 a Teading indicator of behavior, etc.

LEVELS OF MANAGEMENT Management Tevels are hierarchical. They com-
' prise those involved in day-to-day management

of individual projects (Project Managers) and,
at the highest levels, those responsible for
policy decisions affecting many types of pro-
jects and programs (top management). The in-
formation needs at these various levels are
essentially different. The PMS operational
network, providing detailed information about
an individual project, responds to the Pro-
ject Manager's information needs. The criti-
cal performance indicator (CPI) network--
critical events from the operational network--
provides top management with sufficient infor-
mation to menitor the most important aspects
of several projects at a time.

LINKED HYPOTHESES Represent a prediction that if the expected
. . _ . results at each Tevel of the GPOI hierarchy
) are achieved and if the assumptions at each
Tevel are valid, then the expected results at
the next higher Tevel will be achieved. This
is illustrated as follows:
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LOGICAL FRAMEWORK

MANAGEABLE INTEREST

MATRIX FOR THE LOGICAL

FRAMEWORK (LOGFRAME)

MEANS OF VERIFICATION

THEN GOAL

IF PURPOSE THEN PURPOSE
1§§i 1

IF QUTPUTS THEN QUTPUTS

A set of interlocking concepts which help.-

project teams clearly, logically, -andexplicitly
state why a project is undertaken, how the project
will be undertaken, what exogenous factors make
project success uncertain, and what the project

will Took Tike when it has been successfuﬂ_y .
completed. The concepts are -summarized .in

4 by 4 matrix, also called the ‘LogFrame.’

Defines the area of concern--and responsibility--
of the Project Manager. .The Project Manager commits
to deliver outputs if the’ requested inputs are

put at his disposal. It is within his "Manageable
Interest" to reallocate or otherwise modify inputs
and do whatever else is necessary to produce outputs
aimed at achieving an agreed-upon purpose.

A 4 by 4 matrix that displays the interrelationships
of the design and evaluation components of a
development project. The matrix is displayed on

_ a worksheet divided into four rows (for goal,

purpose, outputs, and inputs) and four columns
(for narrative, objectively verifiable indicators,
means of verification, and important assumptions).

The actual type and source of data which will be
used to verify an indicator..(e-g.,..analysis of
birth records from Ministry“of-HeaTth or‘a family
planning survey in target area conducted by
University of X}. The usefulness of an indicator
is Timited by the availability of data.
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MILESTONE EVENTS

MONITORING

NETWORK

OBJECTIVELY VERIFIABLE

INDICATORS

OPERATIONAL
NETWORK

- OUTPUTS,

H Y ‘-: v
?-1.1 Eal _l_.’,h el

Events which correspond to outputs on the
Logical Framework or to major .occurences wh1ch
contribute to these outputs.<-:Miléstones are
almost always of interest and reported to

the next higher Tevel of management.

The management function of following the
progress and overseeing -the operations of a
project from its inception to its comp]et1on
Monitoring. is oriented more to ‘the:input=to-
output Tinkage of GPOI in contrast to evaluation
which s oriented more to the output- to-purpose
and purpose-to-goal linkages. Monitoring is
concerned with work activities and the procure-
ment and use of resources.

A graphic representation of the sequence of
activities and events required to reach a
specified objective.

’Ind1cators (see definition)-that have quant1ty,

quality, and time targets and are stated in
terms such that both an informed skeptic and
a proponent of the project would agree that
progress has or has not been as pTanned.
Objectively verifiable 1nd1cators, 1n1t1a11y
established during the design:.phase of. ‘4
project, focus discussion on evidence rather
than opinions.

The network developed in the Field Office during
the project design phase and -Ssubsequently.used
for project monitoring by the” prmecbofﬁcer‘a
It can be derived from the Project LogFrame,

or from summarizing detailed networks developed
for th. project outputs.

The specifically intended results that xcan be

. expected from good management. of‘the§1nputs

provided. A project manager:; ﬂs—accountab1e for
producing outputs; the progect“manager Tine
supervisors, and program staff share‘réspon-
sibility for the judgment that producing these
outputs will result in achieving purpose.




PARALLEL ACTIVITIES

PERIODIC REPORTING

POINTER
(Represented by

PROJECT

PROJECT DESIGN

. ‘PROJECT‘MANAGER

‘PROJECT
PERFORMANCE

v,

TRACKING (PPT):

SYSTEM _

Two or more activities in a network that are
undertaken at the same time.

Reporting on the degree of achievemént of
activities and events from one level of manage-
ment to the next higher level based on a pre-
defined time schedule.

A symbol that cross-references two events in

a network (or between networks) which are inter-
dependent. The pointer can be used to replace
dummy activities which represent only a time
dependency (but consume no time or resources)

or to replace a normal activity. In the latter
case, the painter should be carefully labeled

in addition to being coded. In both cases,

the pointer is used only to avoid over-complicated
crossing of arrows. .

A set of interrelated activities oriented to
achieving a specific purpose. A planned
undertaking that clearly specifies what will
be accomplished, over what period of time,
and at what cost.

A summary of what the project is expected to
achieve (purpose) and how it will be achieved
with ‘the inputs and time available. The key
elements of project design may be summarized in
the Logical Framework format.

The individual who holds himself personally
accountable for the success of a project. More
specifically, the individual who is charged with
producing the agreed-upon outputs within the
specified time and cost constraints.

A systematic approach to project 1mp1emgntation .
that facilitates the achievement of project ob-
jectives. It includes both jmplementation plan-
ning and implementation monitoring/reporting
elements. The PPT system is an Agency require-
ment applicable to all projects for which AID

has responsibility through funding and guarantees.




PURPOSE

REPORT ING

SLACK

TARGET

There are two PPT planning documents: The
Critical Performance Indicator (CPI) Network Chart
graphically summarizes critical project points
over time, shows evaluation points, and identifies
cumulative accrued expenditures. The Critical
Performance Indicator Description form further
explains critical project points on the network
charts in terms of quality, quantity, and time

of achievement. It also identifies action agents.

The PPT system constitutes the minimum Tevel of
Agency-wide project reporting requirements. Field
0ffice reporting to Washington is against cne CPIS
on either a positive or an exception reporting basis.

The essential result that motivates under-
taking the project. The result hypothesized
if the required outputs are produced.

Providing the necessary information to appropriate
people for timely decision-making regarding the
successful implementation of projects. Includes both
formal and informal communications; i.e., a formal
(fixed format) report may be the stimulus for
personal discussions.

The time that an activity can be delayed
without delaying the targeted completion of
a project

The specific quantity, qua]ity,_and timg
measures of an indicator that give detailed
definition to an objective.



