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PERFACE 

 
 The initial course on “Plan Implementation and Management-I was 
entirely based on, training material developed by and for UNESCO. It 
contained valuable material on the subject. But, since its dominant part 
had been written in an international context, the course had no specific 
reference to the situation in Pakistan. A need, therefore, was felt for 
rewriting the course to orientate it to process and practices of plan 
implementation and management in the country. 
 Ate course Team began work on the revision and rewriting of the 
units of the course in early 1984 and the first revised edition of the course 
was presented in April, 1985 in cyclostyled form. It was, in fact, a pilot 
launching of the course to determine its suitability as a course of study in 
the discipline of educational planning and management for education 
personnel of Pakistan. 
 After the pilot launching and feedback from the students, tutors, 
members of the course team and others, the contents of the course were 
again revised and improved a revised course was printed in 1987. The 
third edition was published in 2000. 
 The fourth edition of the course is the result of long experience and 
concerted efforts of the team which comprises Dr. M.A Bukhara, former 
Dean F/O Education, Dr Zulkaif Ahmad, Former Chariman EPM deptt, Dr 
 A.R  Saghir, Former Professor, Dr Aisah Akbar, Former 
Chairperson, Deptt of Educational Planning policy studies and leadership 
9EPPSL), editors Mr. Wadood and Mrs Shahida Shah, and Aftab Ahmad,  
designer of the Allama Iqbal Open University. 
 Dr M.Aslam Asghar, Dr. M.Arif Zia, Dr Ghiaz ul Haq, Dr abdul 
Hameed Janjua and Mr Riaz Ullah Khan have made valuable contributions 
to this editions. 
 
 

Dr Hamid Khan Niazi 
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INTRODUCTION TO THE COURSE 

 

 Course EMP 6561, entitled as Plan Implementation and 
Management-I is one of the basic courses required for obtaining both 
Diploma and Master’s degree in EMP from this University. This course 
has been revised, improved and updated with a view to include the latest 
developments in the filed and most relevant materials in the course. 

 In introduction to Plan Implementation and Management, the 
general introduction of the whole course has been given. It includes the 
general objectives of the course, organization and brief of the blocks and 
units of the course. 

 The unit on “Feasibility Testing” introduces the planning cycle and 
the place of feasibility testing. The activity of feasibility testing occurs 
before actual plan formulation and after costing the needs and setting the 
targets. This is an activity which attempts to ensure the possibility of begin 
successful of the plan. This is systematic scrutiny of all built-in 
assumptions and objectives upon which the achievement or non 
achievement of the plan will depend. 

 ‘Feasibility Testing’ includes the review and scrutiny of internal 
and external aspects of a plan. Internal aspects are supposed to be 
inconsistencies in the plan regarding the nature and qualities of education. 
External factors include the reactions from public, pressure groups and 
socio-cultural interests etc. 

 Then comes the stage of ‘Plan Formulation’.  The qualities of a 
good planning document are explained as brevity and clarity of the 
contents, self contained comprehensiveness i.e. the plan should include all 
aspects of education, sequential and logical presentation of contents, and 
visual and graphic presentation of summary tables etc. 

 The unit-2 explained the process of “Plan Elaboration” and 
differentiates between Programmes and Projects. The process of 
elaboration includes the preparation of Programmes and Projects and 
regionalization of activities. The various steps of elaboration have been 
explained. At the end of the unit a brief introduction to project 
identification, formulation and its costing has been given. The basic 
proformas required to be filled in, prepared by Planning commission 
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called the form of PC-I, PC-II, PC-III, PC-IV, etc, have been given in the 
annexure. 

 The unit-3 gives a comprehensive background how a project is to 
be formulated and activities are to be included in Project Cycle. These 
include Sector Analysis, Project Identification, Preparation, Appraisal, 
Execution control and Evaluation, classification and components of 
Projects have been given in detail and at the end of the units a case-study 
Project preparation has been given to explain the process. 

 The units “Project Appraisal” deals with the concepts of balanced 
development, spectoral interdependence, sectoral demands and functions 
of project appraisal. The techniques of project appraisal have been 
explained by giving example of each. Various aspects of project appraisal 
like technical, commercial, financial, managerial and organizational have 
been highlighted. Case-studies, of Appraisal of Educational Projects have 
been given to explain and prepare the suitable designs of appraisal. 

 The unit on Project Evaluation deals with the concept and process 
of Project evaluation. Evaluation is a feed back mechanism to make sure 
that het launched operation is working effectively. Evaluation has been 
differentiated from appraisal as the latter is a broader term and stands for a 
procedure to ascertain whether assigned responsibilities have been 
performed. Project appraisal and evaluation have been explained by giving 
examples. Some categories of evaluation have been explained. A 
procedure to design the evaluation studies has been suggested and given in 
detail. 

 The concept of “School Mapping” is very popular and useful in 
educational planning. This concept refers to the cause of providing 
sufficient and where required, the educational needs in an effective and 
systematic way. It involves an exercise of locating the points and sizes of 
educational needs to be provided in a specific area. No activity of 
education planning can be enunciated without taking proper exercise of 
school mapping. 

 The unit Financing of Education and Budgeting deals with how 
educational needs should be clearly identified and specified. Budget is 
defined as a plan expressed in financial terms for the operation of a system 
or organization for a specific period to achieve the predetermined goals. 
Purposes of budgeting, essential steps of budgeting and various types of 
budgets have been discussed in detail. Problems in budgeting and 
implementation of budget plan have been analyzed. Budgeting as 
management function has been discussed. 
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 The unit “Techniques of Management” includes the discussion on 
the concept of Management and basic elements of Management Process. 

 Some important Techniques of Management have been discussed 
in detail. It includes PERT, PROGRAMME Evaluation and Review 
Techniques, CPM, Critical Path Method and PRBS (Planning 
Programming and Budgeting System). These concepts have been 
explained with examples to enable the readers to apply them in their 
specific contexts. 

 

Dr Hamid Khan Niazi 

Course coordinator 
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OBJECTIVES OF THE COURSE 

After studying this course you will be able to: 

1. Describe the various stages of planning including feasibility 
testing, plan formulation programming project formulation etc. 

2. Undertake planning activities with the application of concepts and 
techniques given in the content of this course. 

3. Have knowledge about the modern management techniques. 

4. Tell about the concepts and practices in the context of educational 
management in areas of planning, organization, decision making, 
personnel selection and training personnel evaluation etc. 

5. Comprehend and prepare PC forms, ADP and other planning 
document. 

6. Describe and discuss various means of financing education. 

7. Explain the nature and methods of resource mobilization. 

8. Prepare appropriate financial budget for an education organization. 

9. Implement a budget effectively. 

10. Use the allocated resources for maximal achievement of desired 
objectives. 

11. Appreciate the role of financial resources for the development of 
education. 

12. Understand the meaning and importance of communication, 
motivation and human relations in an organization. 

13. Know the channels and approaches to communication. 

14. Know the techniques of motivating workers, for efficient working. 

15. Appreciate good human relationships in an organization and their 
limitations. 

16. Understand problems of communication 

17. Understand and describe the nature and essentials of control. 

18. Narrate the role of Management Information Service in Control. 

19. Develop control devices and apply them in educational 
management. 

20. Integrate the concept of control into an educational organization. 
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Unit 
No 

Topic Author Page  

 
Introduction to Plan 
Implementation and Management 

Dr. Zulkaif Ahmad  

1. Feasibility Testing and Plan 
UNESCO 
Materials 

 

2. 
Formulation of Elaboration 
Educational and Project  

UNESCO 
Materials 

 

3. 
Project Formulation and 
Implementation 

Mrs. Razia Abbas  

4. Project Appraisal Dr. S.M. Aijaz  

5. Project Evaluation Dr. M. Arif Zia  

6. School Mapping Dr. A.R Saghir  

7. 
Financing and Budgeting of 
Education 

Dr. Zulkaif Ahmad  

8. Techniques of Management Dr. M.A Bukhari  

9. 
Problems of Plan Implementation 
in Pakistan 

Dr. M.A Bukhari  

10. 
Recruitment and Selection of 
Education Personnel 

Dr. Zulkaif Ahmad  

11. Decision Making Dr. Zulkaif Ahmad  

12. 
Organizational, Structure, Design, 
Description, Specifications and 
Evaluation 

Dr. Zulkaif Ahmad  

13. Management Information Service D. M.A Bukhari  
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14. 
Organizational Behaviour 
(Communication, Motivation and 
Human Relations) 

Mrs. Rashida 
Pervez 

 

15. Personnel Evaluation Dr. Zulkaif Ahmad  

16. 
Education Management system in 
Pakistan 

Dr. M. Athar Khan  

17. 
Problems of Plan Implementation 
in Pakistan 

Dr. M.A. Bukhari  

18. 
Use of Computers in Educational 
Planning and Management 

Mr. Wasiullah 
Jamshed Khan 

 

19. 
Control in the Management of 
Educational Personnel 

Dr. Hamid Khan 
Niazi  
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Unit – 1 

 

 

 

 

 

 

 

 

FEASIBILITY TESTING 

AND 

PLAN FORMULATION 

 

 

(Adapted from UNESCO training material) 

 

 

 

 

 

 
 

Revised by : Dr. Aisha Akbar 
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FEASIBILITY TESTING AND PLAN FORMULATION  

OBJECTIVES 

 When you have gone through this unit, you should be able to: 

- Define the place of feasibility testing within the educational 
planning process. 

- Justify the need for feasibility testing 

- Distinguish between external and internal aspects of plan 
feasibility, giving concrete examples of both. 

- Outline suitable procedures whereby the public gets 
involved in the task of feasibility testing. 

- Understand the practical use of the educational 
plan/document. 

- Reorganize the need to make the education plan/document 
self-contained. 

- To choose the appropriate format for educational plan and 
the method of its presentation. 

- To use graphical aids and statistical summaries to enhance 
the communicational effectiveness of educational plan. 
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I. PLACE OF FEASIBILITY TESTING IN THE 
PLANNING PROCESS 

 

1.1 The concept of Feasibility 

 Feasibility testing as discussed in this unit is closely related to, but 
not identical with, the concept of plan evaluation that we shall take up 
later. Both concepts have the critical assessment and possible revision of 
an educational plan as their main objectives. But they different in that they 
come to be applied at different stages in the planning process. 

 The planning process consists of the following stages: 

(i) Collection and processing of data with regard to certain 
phenomenon. 

(ii) Diagnosis of situation 

(iii) Formulation of policy in the light of diagnosis of situation. 

(iv) Assessment of future needs in terms of materials and manpower 
etc. to implement the policy as per (iii) above. 

(v) Costing of future needs as determined at No (iv) above. 

(vi) Target setting i.e. fixing a time point for achieving the objectives. 

(vii) Testing the feasibility of plan. 

(viii) Formulation of plan in the light of experience and feedback gained 
through feasibility testing. 

(ix) Plan implementations. 

(x) Plan evaluation. 

(xi) Revision and re- planning etc. 

Planning is a circular activity. These stages can be presented 
graphically as shown below.  

 

 

 

 

 

 



         Plan Implementation and Management             
 

16 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Feasibility testing occurs somewhere between the target setting and 
the plan formulation stages of the planning cycle. It is a working step that 
can be completed within a rather shorter period of time, as opposed to the 
continuing activity of plan evaluation which accompanies the planning 
process over a substantial portion of the total plan period. 

 

1.2 The Need for Feasibility Testing 

 The concise Oxford Dictionary defines feasible as practicable, 
possible, manageable, serviceable and plausible. It is obvious that any 
educational plan should possess all these properties. But this is not to 
claim that, through feasibility testing or any other device, we can make our 
educational plans completely watertight. No amount of feasibility testing 
can exclude the eventuality of failure in part or whole altogether. Too 
many factors, which an educational plan incorporates lie outside the 
jurisdiction and control of educational authorities. The points of contact 
between education and the world around it are too numerous to permit the 
kind of precise planning that is possible with the “closed systems” we 
encounter in the natural science and in this we are fortunate, despite the 
headaches it causes the planners! 

 Thus educational plans are based on a vast set of assumptions – on 
future conditions and situations, which we anticipate on the actions and 
reactions of groups and individuals on which we count to achieve our plan 

Revision and Re-planning Collection and 
                  Processing of Data

Diagnosis 

Plan Evaluation

Assessment of
Future Needs

Costing of Needs

Target Setting
Plan Implementation

FEASIBILITY TESTING

Plan Formulation

Formulation of Policy
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targets, on resources we believe will be available, on support and 
cooperation we expect to mobilize, etc. if our plan is a bond one, we will 
probably not be aware of all these assumptions, if our plan is reasonably 
well thought out, we will try to spell out these assumptions and make sure 
that these are possible, if it is a good plan, they will for the most part by 
plausible and practicable. 

 Feasibility testing may therefore be defined as the systematic 
scrutiny of all those built-in assumptions on which the 
achievement or non-achievement of the plan targets ill depends. 

 For a plan to be feasible, it is not enough to spell out objectives 
and targets, while leaving the whole range of management, logistics and 
personnel problems, as well as the public’s like views and reactions, 
shrouded behind the general assumption that everything is going to 
workout. 

 

1.3 External and Internal Aspects of Plan Feasibility 

 The question that we must examine when testing a plan for its 
feasibility fall into two broad categories. 

(i) On the one hand, one would examine the interface between the 
educational system and its environment. How will the educational 
plan targets affect the different systems “surrounding” education, 
i.e. the political, economic, socio-cultural sub-systems of society? 
Are we reasonably sure that there were won’t be adverse feed-back 
reactions from those systems which might impede the achievement 
of plan targets? Perhaps the very achievement of one or the other 
education target may trigger of undesirable political, economic or 
social reactions? Experienced educational planners certainly know 
many examples of plans which proved unfeasible because such 
feedback reactions from “out-side” were not taken into account. 

The question that we have to examine in this connection may be 
called external aspects of plan feasibility. 

(ii) On the other had, an educational plan may in itself contain a 
number of inconsistencies and bottlenecks that went undetected at 
the target setting stage. Even if there is no adverse feedback 
reactions from “outside” these inconsistencies within a plan can 
cause serious failures. Are we sure that our targets for curriculum 
reform and teacher training tally? Is what we try to achieve in 
secondary education consistent with out targets for primary 
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education? Will our scheme of hardship allowances for teachers 
lend the expected support to the plan target of strengthening 
education in far-flung rural areas? Such questions are concerned 
with the relationships among different elements of the plan, they 
deal, in other words, with the internal aspects of plan feasibility. 

Very often it is the kind of ‘hidden angle’ that nobody thought of 
some unforeseen difficulty quite outside the plan itself, which makes the 
planner realize his beautiful plan was externally not feasible. Groups of 
people, business interests, other Government agencies, etc find they are 
affected by the plan, and they react to it – quite legitimately, and in their 
own best interest but taking the planner completely by surprise. The 
element of surprise will be hard to eliminate; but it may be reduced if, at 
an early stage of the planning process, the planners systematically 
considered four dimensions of external plan feasibility. 

a. Reactions which stem from socio-cultural attitudes and values. 

b. Pressure from political interests and power groups. 

c. Lack of support from the administrative bureaucratic machines. 

d. Incompatibility with economic conditions and market forces. 

Let us illustrate each of these with an example: 

 The educational plan of country ‘A’ calls for the setting up of a 
new type of village schools with a strongly ‘ruralised’ curriculum and a 
terminal structure of 6 grades without the possibility of proceeding to 
conventional secondary schools. Quite unexpectedly, however, parents 
show violent opposition to this plan. They prefer to send their children to 
urban schools because they look upon the new schools as second-class 
institutions barring thei8 children from an urban cancer. Planners are 
forced to realize that their progr5amme, despite its good intentions, is not 
feasible as it comes up against established socio-cultural attitudes and 
values. 

 Another example which illustrates adverse feedbacks from 
political interests and pressures the plan of country ‘B’ proposes a 
systematic stock-taking, co-ordination and recasting of out-of-school 
education under the jurisdiction of the Ministry of Education; but other 
government departments oppose this part of the plan, out of fear that they 
might lose some of there existing programmes. The planner, reluctantly, 
realizes that the political support so vital to his plan is not forthcoming. 



         Plan Implementation and Management             
 

19 

 An example where the administrative machinery is unable to lend 
the necessary support; Country ‘C’ has launched a massive test-book 
production programme. Free books are to be distributed to the country’s 
all district offices and from there to even the remotest village school. But 
the logistics involved are more than the administrative machinery is able 
to handle; transport is not ready in time, no one thought of storage 
facilities, district supervisors complain of insufficient travel allowances. 
The books get stuck in warehouses and district offices, some reach the 
urban schools, but very trickle down to the villages for which they were 
meant. The plan was much too ambitious in its reliance on the 
administrative machinery. 

 And a fourth example, highlighting the case where an educational 
plan collides with economic conditions and market forces: Country ‘D’ 
realizing the need for more agricultural teachers, sets up special teacher 
training colleges and provides generous fellowships in an effort to boost 
enrollments. All seems to go well, until the planners realize that 95% of 
the new graduated agricultural teachers are spirited away by private 
companies offering much higher salaries. The plan, it seems, fails because 
it ignored prevailing economic conditions and market forces. 

 With regard to external plan feasibility, the planner has to consider 
socio-cultural values, political pressures, economic conditions, and 
the capacity of the “Administration as possible stumbling block; in 
the way of plan implementation. 

 Testing an educational plan for internal feasibility is, fortunately, a 
less complex undertaking. As long as the plan is comprehensive, i.e. 
covers all levels and types of education, and the full spectrum of 
qualitative as well quantitative programmes, the planner should find it 
possible to rule out the kind of unpleasant surprises so characteristics of 
external feasibility problems. Yet a comprehensive plan is not necessarily 
a coherent and consistent plan. Situations such as the following are to be 
avoided. 

 Country ‘E’ plans a vigorous campaign to reduce dropout of 
students at the elementary school level. The campaign is successfully 
implemented and as a result, the number of elementary school graduates 
seeking to continue secondary schools rises drastically; the plan for 
expansion of secondary education, unfortunately, has failed to take this 
additional demand for school places into account; admission restrictions, 
disgruntled parents and student unrest are the inevitable consequences. 
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 The forward-looking and ambitious education plan of country ‘F’ 
entails the target of upgrading the qualification of all primary teachers 
through a massive in-service training programme. Planners have made 
sure that the costs of this training can be met from the plan budget; but 
they have over-looked one fact; thousand of upgraded, fully qualified, 
teachers will move up into higher salary grades involving an additional 
charge on the educational budget which simply cannot be met during this 
plan period. The programme is financially not feasible. 

 Country ‘G’ considers the radical transformation of primary 
education curricula as the centre-piece of its educational plan. While the 
new syllabi for grade-1 students are scheduled to be introduced after one 
year, it is suddenly found out that the country’s teacher training colleges 
will require at least 3 years revising heir own curricula, re-orienting their 
master teachers, adding the necessary workshops to instruct future 
teachers in practical arts etc, before they can hope to turn out the kinds of 
new teachers which the new primary curriculum requires. The target of 
launching this new curriculum within one year is, therefore, internally not 
feasible. 

 Frequently, lack of internal feasibility is caused by poor 
coordination of the draft plans of different departments or sections. Where 
planners restrict their job to just piecing the different departmental 
submissions together, adding a global price-tag and passing on the product 
as “the educational plan”, inconsistence of the kind we illustrated above 
are practically unavoidable. 

 With regard to internal plan feasibility, the planner’s main task is 
to ascertain consistency between different sub-programmes of the plan. 
Inconsistencies frequently occur between the planned output of one cycle 
and the planned intake of another, between curricular changes and the 
necessary re-orientation of teachers, or between financial forecasts and the 
‘hidden’ costs of some programmes. 

 

1.4 Feasibility Testing : A simulated Pre-run of the Plan 

 We have now understood the need of feasibility testing, and have 
illustrated some of the more common feasibility problems, distinguishing 
between ‘internal’ and external aspects of plan feasibility. Where, in the 
educational planning process, the task of feasibility testing has its place, 
should also be clear: it is after the ‘target setting’ stage, but before 
proceeding to a more detailed ‘plan formulation; that a plan must be tested 
for feasibility. 
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 What remains to be clarified, however, is how best a planner or an 
educational planning unit should go about the task of feasibility testing. 
There are two possible approaches, a ‘closed’ and an ‘open’ one: 

 In the CLOSED APPROACH,  discussions and brainstorming 
sessions among the staff of an educational planning unit are the chief 
modality of tackling feasibility problems. Their purpose is to clear up and 
rectify any inconsistencies between different elements or sub-programmes 
of the plan, and to anticipate the reactions of the public, once the plan s 
presented for implementation. 

 As for the first of these two purposes, i.e. the clearing up of 
internal plan/inconsistence, the ‘closed’ approach usually gives good 
results. But it is much weaker is correctly anticipating the reactions of that 
very wide spectrum of groups and people that we call ‘the public’. 
Discussion behind closed doors only serve to further accentuate the 
isolation of planners, and leave them in the false belief that citizens are 
ready to accept any change, or undergo any reorganization, if the resultant 
system is ore ‘efficient’ in technical or economic terms. 

 An ‘OPEN APPROACH’ to feasibility testing is, therefore, to be 
advocated: All those affected by the plan, those benefiting alongwith those 
expected to make sacrifices, those whose political support for the plan will 
be vital and those who are to carry the burden of its implementation, 
should be brought together in order to “TEST OUT” their reactions. 

 The forum on which OPEN APPROACH to feasibility testing can 
be practiced is usually that of a public hearing. Representatives of all those 
sections of the public concerned with the acceptance and implementation 
of a plan should be invited to such hearings. In their presence, the plan 
will be put on the test stand for a simulated pre-run. If these are the 
objectives and targets of our new education plan, are the representatives of 
parents associations, employers, teacher unions, political parties, etc, 
ready to accept and support them? If these are the new curricular 
guidelines, will the leaders of religious organization, representatives of 
private schools, parents, etc, cooperate? If these are our requirements in 
new text-books do the representatives of the paper and printing industry 
have the capacity to produce them? If these are the additional 
administrative and supervisory tasks which our plan requires, are the 
educational administrators ready to undertake them? 

 These are the kind of questions that would be raised in a public 
hearing of the draft educational plan. The Planner’s role in such hearings 
is to argue as if the plan had already been launched for implementation, to 
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help all parties around the table realize the challenges involved for each of 
them, to test out their reactions, and to identify the points of resistance 
likely to obstruct the implementation of the plan. 

 In this manner, plan hearings serve an important critical function. 
Not only will they pinpoint feasibility problems that planners by 
themselves would never have thought of, but they would also bring to the 
kinds of changes required to make the plan acceptable, practicable or, in 
short, feasible. 

 Behind this immediate purpose lies, of course, the broader concern 
of gaining maximum popular support for a plan which after all, will not 
only claim a very large share of the nation’s resources, but will also 
involve and commit more people than most other government services 
taken together. Feasibility testing through public hearings is but one aspect 
of the important tasks of ‘opening up’ the educational planning process. 
Indeed, if the public gets involved in educational planning from the very 
start, many impracticable or unacceptable proposals would have been 
screened out by the time the plan is tested for feasibility. 

 

2. FORMULATION OF AN EDUCATION PLAN 

 The concepts we have so far discussed and the techniques studied 
should ultimately help us in gaining skills for the crucial function of 
formulating an educational plan. 

 This is a crucial function because it represents the logical 
presentation of all the analysis, the thinking, the evaluation of problems, 
and choices among alternative solutions, which the policy –makers, 
planners, administrators and their advisers had been engaged in for months 
or even years. 

 This brief document, called the educational plan, has also to set out 
the principal arguments, constraints, strategies and policies as well as the 
basic reasons for major policy decisions. This has to be done with such 
comprehensiveness as to enable the legislators of the country to evaluate 
the appropriateness of what is proposed and the justification for the 
resources requested. Finally, it must also be clear enough for the 
implementers to know how the action proposed in it is to be initiated and 
executed. 

 The preparation of a comprehensive and clear document, to serve 
all these purposes, requires great care and expertise. 
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 We shall consider some of the basic factors which the educational 
planner should take into consideration when formulating an educational 
plan. 

2.1 Brevity and Clarity 

 By the time an educational planner settles down to formulate his 
plan whether it be for the entire nation, a state, province, region or even an 
institution – he has completed all the major steps in the planning process; 
he would have: 

- Collected and processed the data, 

- Diagnosed the present situation and identified problems to be 
solve, 

- Assisted the policy-makers in the formulation of the policy and 
obtained the necessary policy directions from the appropriate 
authority, 

- Assessed the future needs to accomplish the set objective 
according to the prescribed policy. 

- Coasted the needs and compared with probable resource 
availability, 

- Made the necessary adjustments in needs, to be fulfilled, to match 
with resources and set the targets for the plan period, and, 

- Tested the consistency and the feasibility of targets and made the 
final choices. 

Now task is to put his findings and conclusions in a suitable format 
so that obtains the authorization of the appropriate authorities. In the case 
of a national plan, this authority could be the supreme legislature of the 
country. Tor each the final authorizing agency, his submissions have to 
pass through several sections and channels of the administrative 
machinery. 

None of the concerned authorities would have the time to go 
through a detailed document. But still they want to know every salient 
argument, choice and decision with supporting evidence for claims made 
in respect of targets and justification for resources asked. Without such 
information, they would not be able to approve the plan or make useful 
suggestions for its improvement. 
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To get an idea of the complexity of these tasks, we may examine 
the average length of educational plan currently formulated in most of the 
Asian countries: 

(i) National Educational Plans (507 years): 

 (a) As a chapter in a National Development Plan; 30-50 
standard pages. 

 (b) As an independent plan for education only; 100-150 
standard pages. 

(ii) State / Provincial Educational Plans: 

 About the same size as national educational plans. 

(iii) Regional Educational Plans: 

(a) As a part of an integrated regional development plan; 1-20 
standard pages. 

(b) As a separate document; 40-60 standard pages. 

 Considering what educational planners would wish to 
communicate first to his approving authorities and then the plan 
implementers these are very short documents. He has to develop 
techniques of conveying the maximum amount of information within the 
least confines of space, and that too has to be clear. Let us consider these 
on the basis that we are entrusted with the formulation of national or 
provincial plan as an independent document (i.e. 100-150 pages.). 

 Clarity is not merely a linguistic problem, although that can be a 
very important one in formulating educational plan. A plan document is 
not the place for one to show off his professional and technical abilities 
with complex mathematical formulas. 

 The plan is meant to be approved by policy-makers and legislators, 
who are not expected to be professional educators, economists or planners. 
Further, a plan is meant for mass consumption for the public to know and 
get involved in what is done for the development of education. The 
average reader needs plain and such statements. Nor could one expect its 
straight-forward, non technical style of language is a great asset. 

 The major problem of clarity is one of logic. The need for a logical 
selection of content, a logical sequence in presenting relevant facts and 
figures and a systematic well through-out marshalling of arguments in 
support of decisions cannot be over-emphasized. A disjointed, incoherent 
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and factually unsupported plan document can bring years of valuable work 
to naught. 

 

2.2 Self-contained Comprehensiveness 

As important as brevity and clarity, is the need to make a plan 
document self-contained and comprehensive. 

A plan must stand by itself and be self-explanatory in the sense 
that the reader, whether he reads it for purpose of signifying 
approval or for the information or to obtain directives for action, 
should be able to get all the salient information without having to 
go elsewhere. 

This is often a very difficult test and, therefore, it is not altogether 
rare to find a companion volume of data, mostly statistical data, presented 
with a plan. Even then, a person who does not refer to the companion 
volume should be able to gain an adequate picture of what is planned, why 
and how the planned action is to be accomplished. 

Just as a plan document should be self-contained, it must be 
comprehensive also.  

It should cover with equal emphasis and attention the total ground 
to which the plan relates. Not only should the analysis of the whole 
educational system into components be clear but the interrelation, 
interdependence ad interaction of components must also be vividly 
depicted. 

 If this is done carefully, the consistency and interdependence of the 
various proposals and the composite nature of the final objectives, aimed 
at, would become very clear. 

 

2.3 Contents and Order of Presentation 

Noting the above qualities of brevity, clarity and self-contained 
comprehensiveness as essential attributes of an educational plan, let us 
examine the contents which would be most desirable. 

Keeping in view that a plan should be self-contained necessitates 
the first chapter to be an INTRODUCTION, in which the basic 
information of the country/state/province and its educational system, with 
relevant aspects of the economic situation, is give. The following topics 
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may be considered for inclusion according to their relevance to the 
subsequent plan proposals: 

General: 

(i) Location area, geographical and administrative divisions, major 
geographical features. 

(ii) Main historical events as relevant to development of education or 
affecting the current socio-political value system. 

(iii) Population, vital statistical, urban=rural distribution; and ethnic 
linguistic distribution, if relevant to education: Demographic bases 
identified for consideration in the plan. 

(iv) Main features of the economy – national accounts (BNP /GDP 
/NI): growth rates; sectors of the economy and distribution of the 
economically active population; productivity by sectors; 
educational profile of the labour force; employment and 
unemployment; person power supply. Economic bases identified 
for consideration in the plan. 

(v) Socio-cultural features, highlighted in the Plan, if any. 

Educational: 

(i) Landmarks in the evolution of modern education. 

(ii) Legal base for education national objectives of education. 
Constitutional directives, if any education laws etc. 

(iii) The structure of the educational system with appropriate graphical 
representation of levels, types and forms of education. 

(iv) basic educational statistics relating to number of institutions, 
enrolments, outputs (graduates), and teachers – preferably in a 
well-constructed table. 

(v) The national expenditure on education – sources; by levels and 
types, government and private institutions; total expenditure – 
trends in percentage of GNP, government revenue and annual 
budget. Unit costs by levels and types. 

This background should not exceed 1/10th of the total length of the plan 
document. When this introductory chapter is written out, one question 
should be repeatedly asked before any item or information is added: 

 Is this information essential to understand the socio-economic 
backdrop against which the proposals for the development of 
education are formulated? 
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 If the answer cannot be unreserved YES, that information can 
safely be dropped because experience shows that tone is apt to devote 
more time and energy to this chapter, not only because it is the first but 
also because the general information is more readily available for 
reproduction. 

 The second chapter as to advance all the reasons and arguments to 
support the proposals which would be made further on. This chapter may 
be in the form of a global diagnosis of the Education Situation”. The 
following topics may be appropriate for inclusions: 

(i) The legal, administrative and professional arrangements made for 
the control of education in relation to: 

 (a) The diversity of public sector agencies responsible for 
education. 

 (b) The role of the private sector in education. 

 (c) Academic standards of private educational institutions. 

 (d) The involvement of the private sector as well as different 
agencies of the public sector in planned development of 
education. 

(ii) The structure and curriculum in the light of: 

 (a) Relevance to national development. 

 (b) Broad national objectives of education. 

 (c) Estimated manpower needs of the country. 

 (d) Rural unemployment and migration to urban areas. 

 (e) regional imbalances. 

(iii) The position and problems relating to: 

 (a) Methods of teaching and educational technology. 

 (b) Text-books and educational material 

 (c) Educational research. 

 (iv) The past trends and present situation as regard enrolment in 
different levels and types of education in relation to: 

 (a) Participation rates of corresponding age groups. 

 (b) Retention 

 (c) Repeaters 
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 (d) Dropouts 

 (e) Graduate 

 (f) The level-wise internal efficiency of the educational 
system. 

(v) The situation with regard to the teaching profession (i.e. teachers, 
instructional personnel and teacher educators): 

 (a) Age and sex distribution. 

 (b) Regional imbalance in teacher-pupil ratio. 

 (c) Qualification and professional competence. 

 (d) Salaries, service conditions and status. 

 (e) Facilities for pre-service training and the gap, if any, 
between the output of teacher training institution and 
professional growth. 

(vi) The structure, curriculum and methods of instruction of teacher 
training institutions. 

 It is not only because of the resources constraint. There is also the 
problem of the absorptive capacity of a system. Future needs assessed 
would be coasted for comparison with foreseeable resources and tested for 
feasibility. The result of this complex exercise – which really is the heart 
of planning is the setting of targets. Targets are set on the basis of national 
objectives and policy as well as the strategies selected for the purpose of 
accomplishing the targets. The third chapter on a “Policy, Strategy and 
Target” could thus be developed: 

 (a) Stating the objective of education on which the plan is 
based. 

 (b) Highlighting changes in the educational policy, envisaged. 

 (c) Explaining the strategies to be utilized in the achievement 
of the objectives. 

 (d) Embodying the  proposed structure for the educational 
system. 

 (e) Outlining the recommended reforms in curriculum, 
educational technology and methods. 

 (f) Containing recommendations for the improvement of 
school supervision and administration. 
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 (g) Presenting quantitative targets in respect of the following 
for the plan period, explaining how estimates were made 
and apportioning them between public and private sectors: 

  (i) Enrolments in different levels and types of 
education (by grade or class or year) as well as in 
programmes of non-formal education. 

  (ii) The number of teachers and instructional personnel 
for different levels, types and forms of education 
and subject specializations. 

  (iii) Enrolment in training institutions and education 
departments of universities.  

  (iv) The number of teachers for different teacher 
training institutions and subject specialization. 

  (v) Scholarships, bursaries and other assistance to 
students at different levels of education. 

  (vi) The personnel required for educational supervision 
and administration and supporting services, 
including ancillary services. 

(vii) Requirements in plan facilities for both instructions 
and administration. 

(h) Describing steps and projects for qualitative improvement. 

 Thus, prepares with quantitative information suitably displayed in 
tables, this chapter could constitute the bulk of the plan and offer a 
complete picture of what is planned to be done and achieve. 

 The fourth chapter must necessarily be on the “Financial 
Implications of the Plan” and it would: 

(a) Analyse the cost of education and sources of financing. 

(b) Examine trends and anticipated developments in the unit 
costs. 

(c) Explain the basis of computation of costs in respect of 
projects for which unit costs are not applicable. 

(d) Discuss the major assumptions and policy decision on 
which the financial provisions of the plan will be based, 
and 
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(e) Outline the constraints and limitations which led to the 
revision of targets, if applicable. 

 The last two chapters are most important. In fact, when a central 
planning organization prepares the education sector plan for inclusion in a 
national development plan or when a Ministry of Education incorporates 
different regional plans into an integration national educational plan, these 
two chapters tend to be reproduced in toto or in suitable summary form. 

 

3. VISUAL PRESENTATIONS AND SUMMARY TABLES 

 

3.1 Need for Graphics and Tables 

 Inspite of all care and trouble which the educational planner would 
take to write up a concise plan document with detailed information as 
spelled out above, he ahs to remember that the most important authorities 
handling the plan would rarely read it. With practices, they have 
developed ways and means of packing up the main trends and highlight of 
a plan concentrating on charts, graphs and tables. 

 The planner stands to benefit if he sprinkles his document with 
relevant visual presentations (but not too much to be confusing). There are 
a few aspects of the plan, which are vital and those busy approving 
authorities should have their attention drawn to them. A very effective 
way to append to the four chapters a series of summary tables. 

 Well prepares tables depicting the following would be appropriate 
and useful: 

(a) Enrolment targets, level-wise and type-wise, with comparisons 
relating to age and sex composition, urban-rural distribution etc. 

(b) Personnel requirements to achieve the targets of the plan (e.g. 
teachers, other instructional personnel, teacher educators, 
supervisors and inspectors, administrators, specials in supporting 
and ancillary services, etc). 

(c) Important projects such as for qualitative improvement or non-
formal education with details of: 

 (i) Objective of the project. 

 (ii) Target for the plan period. 

 (iii) Personnel required (available and additional). 
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 (iv) Financial outlay: 

  (a) Total 

  (b) For each year of the plan period. 

 (v) Proposed date of commencement. 

 (vi) Duration. 

(vii) Proposals for follow-up action of termination of project. 

(d) Plant and facilities, with details of quantity and cost, needed in the 
form of: 

 (i) Additional plant and facilities for each year. 

 (ii) Replacement for each year. 

(e) Annual statements of targets, financial outlay and phasing of 
projects, with details on the basis of computing costs. 

(f) A summary of the total financial outlay according to levels, types 
and forms of education and items of expenditure to give a bird’s 
eye view of plan, and 

(g) Source of finances for the implementation of the plan. 

 

3.2 Educational Plan as a “Financial Statement” 

 Though implied in the list of contents and also in the series of 
summary tables one very important aspect of plan has to be underscored. 

 The plan is ultimately a financial statement. 

 The most vital information, which an educational plan contains, 
pertains to: 

 (i) The total financial outlay which the authorities are prepared 
to allocate to education development over the plan period. 

 (ii) The apportionment of the total outlay to various levels and 
types of education related technical and supporting 
services. 

 (iii) The distribution of the total outlay to various levels and 
types of education related technical and supporting 
services. 

 At two very significant points in the planning process, this 
information becomes vitally important: 
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 First, when the plan is examined by appropriate authorities, whose 
approval is to be obtained. 

 Second, when the plan is to be implemented. 

 The approving authorities, especially at the ministerial and 
parliamentary levels tend to concentrate more on the financial implications 
of a plan than even its objectives and targets. The most thumbed pages are 
a plan passing through such authorities is the nones containing the 
financial summaries.  

 Similarly, when a plan is to be elaborated into programmes and 
projects in preparation for implementation, it is the financial information 
that plays major role. It is the usual experience of an administrator that the 
main constraining factor in plan implementation is the financial allocation. 

 If a plan is correctly coasted and each project is properly supported 
by a realistic financial allocation, that plan as a better chance of 
being implemented. But most educational plans are know to suffer 
from both these defects. 

 On account of the importance of financial information at both these 
vital points, one cannot over-emphasize the need for reliable cost data, on 
one hand, and the complete and accurate costing of all anticipated plan 
activities on the other. A simple dictum to be remembered by a planner is: 
“No money no project and no projects – no plan”. Experience as shown 
that activities, unsupported by adequate allocation of resources, rarely – if 
at all – take off the ground. 

 

3.3 Guidelines for Implementation. 

 In some countries, the plan document proceeds to discuss how the 
targets of the plan are to be achieved. Such guidelines would identify the 
requirements of new laws, new organizations, reforms of existing 
procedures etc. we have left it as optional. It would be quite appropriate 
for a plan document to incorporate useful hints for managing the 
implementation, particularly where legislative and organizational changes 
are faintly outlined. 
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4. SELF-ASSESSMENT QUESTIONS 

Question 1: Determine at which stage of planning process, the plan 
should be tested for feasibility? What pre and post steps 
should be taken for this activity. 

Question 2: What sort of problems can be faced while looking into the 
internal and external aspects of plan feasibility? 

Question 3: Whom should the planner involve during feasibility 
testing? 

Question 4: Are there any links between feasibility testing and 
participatory planning? What are those links? 

Question 5: Why is plan formulation a crucial function? What are the 
principal characteristics of an educational plan? 

Question 6: In what different form do countries present their 
educational plans? What is the format used in our country? 

Question 7: What are the broad headings under which an educational 
plan is usually presented? Compare this format with what 
was adopted in the current education plan of your country. 

Question 8: Analyze the summary table in the current educational plan 
of Pakistan. Are they adequate? 

Question 9: To what extent is it correct to consider an educational plan 
as a “financial statement”? Can there be a plan without 
reference to financial implications? 

 

COMPARE YOUR ANSWERS WITH THE RELEVANT  

PORTIONS IN THE UNIT.
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OBJECTIVES OF THE UNIT 

When you have gone through this unit, you should be able to:  

1. Understand why a plan needs to be elaborated. 

2. Define Programming, regionalization of plan, hierarchy of projects 
and differentiate between Programmes and Projects 

3. Undertake Programmes and Project identification. 

4. Understand why a project has to be analyzed and presented in 
operational details to facilitate implementation.. 

5. Identify basic elements of a project. 

6. Spell out each activity of a project in terms of agency, cost, time and 
space. 

7. Understand the special features of a project format including 
graphical aids to presentation. 

8. Formulate a project 
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1. ELABOARATION OF EUDCATIONAL PLANS 

 

1.1 Need for Elaboration of a Plan 

 Whether an educational plan forms only a section of a national 
development plan or is an independent document, it remains a brief and 
succinct presentation of objectives, policies, targets and financial outlay. It 
is an outline specifically designed to obtain the approval in principle of 
higher authorities. Hence the information included in it has to be just 
enough to enable these authorities to see the “overall perspectives” the 
“total picture” the “direction of action” and the “global commitment” of 
the nation. But such an outline is in no way adequate for purposes of 
implementation. 

 For implementation many more details are necessary. Each action 
unit which has to be put into operation must be clear. 

 Ultimately, the plan has to be cut up into packages of action with 
sufficient information on each as regards: 

 What are the activities to be undertaken? 

 Who will undertake them? 

 What resources will they consume? 

 What targets will they accomplish? 

 How will the success of these activities be evaluated? 

 The process of working out detailed answers to these questions so 
as to help implement the plan is called the elaboration of a plan. 

1.2 Elaboration of a plan 

 The purpose of educational planning is to ensure them systematic 
accomplishment of a series of activities leading towards the achievement 
of set objectives of educational development. 

 Elaboration of the Plan becomes the most significant link activity 
between planning and implementation. It can be said that the success of 
implementing a plan rests for the most part on thoroughness with which 
the plan elaboration is done. 

 However well a plan is formulated, it cannot be successfully 
implemented until one has answers to the questions that were raised 
above. 
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 It must, therefore, be stressed that the educational planner should 
devote as much attention to plan elaboration as he devotes to plan 
formulation. 

1.3 Process of Plan Elaboration 

 The function of plan elaboration was referred to above as that of 
cutting up the plan into “packages of action”. “Packages of action” is a 
loose term but it conveys what the educational planner has to undertake. In 
more formal terminology, two broad categories of packages of action are 
identified as: 

(a) Programmes 

(b) Projects 

1.4 Programme 

 Programme is the larger package of action and each programme 
consists of several projects. A programme is a combination of activities of 
related areas. It is defined as a set of projects which collectively aim at 
achieving one or more related objectives of a plan. 

 The project are linked together in that they are so complementary 
that if one is to be carried out then all should be. Further the are all 
intended to be carried out during a certain period by the same 
administrative unit. 

Example 

 In the educational plan of country ‘X’, the development of science 
education is an objective. This has to be achieved by increasing intake to 
science classes, building and equipping laboratories, revising and 
modernizing science curricula, producing text-books and other teaching 
materials, providing pre-service and in-service training to teachers and 
establishing a machinery for evaluation of science education. Each of 
these packages of action, either as they are or in a modified form, is a 
project, and the package which incorporates all these interrelated projects, 
is a programme. In the elaboration of this plan, therefore, a programme for 
development of science education is clearly indicated. In actual practice, a 
particular branch, unit, department or institute of the education ministry 
will handle its operation. 

 The task of identifying such programmes is called programming. 
Programming is the first step in plan elaboration. 
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1.5 Project Identification 

 The second step in plan elaboration is project identification. 
Project is any unit of expenditure which is administered or accounted for 
as an identifiable group of activates. A project achieves one or more 
targets, which collectively lead to the accomplishment of a sub-objective 
of the programme. 

Example 

 In the example given above, a number of packages of action were 
seen as constituting the programmes. These packages of action may now 
be put together in a form that units of expenditure which can be 
administered or accounted for together are identified. The result of this 
exercise maybe the identification of two groups of activities such as the 
following: 

1. Curriculum development: design and production of text-books and 
teaching materials, pre-service and in-service training of teachers, 
and evaluation to be administered by the curriculum development 
center. 

2. Design and construction of laboratories, design and production of 
equipment and distribution of equipment – to be administered by 
the Educational Building and Facilities Branch. 

 Each group satisfies the criteria for a project. Thus these 
programmes can be elaborated into two projects which for facility of 
reference may be called: 

Project-I: Curriculum, teaching materials and training. 

Project-II: Physical facilities and equipment. 

1.6 Regionalization 

 Where the plan applies to the whole country, each programme and 
project will also apply to the whole country. For purpose of 
implementation the plan as a whole or each project has to be cut up 
according to administrative regions. The project of distributing the 
provision made in a plan, a programme or a project to states, provinces, 
municipalities, towns or institutions is called regionalization. 
Regionalization is optional. All programme or projects need not or cannot 
be regionalized. 

 Regionalization for the most part, is only a superficial division of 
provisions to respective regional / local institutional / administrative units. 
But it is important where a regional / local / institutional administrative 
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authority takes over the responsibility for the implementation of a well 
defined part of a programme or project. Such a part of a programme or 
project becomes a regional programme or project. 

1.7 Hierarchy of Activities 

 The plan, programmes, regional programmes, projects and regional 
projects constitute a hierarchy in the following manner: 

         Nationa
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 This type of elaboration of a plan into a hierarchy of activities is an 
essential preparatory stage for certain management functions. It is very 
important for determining the organizational structure that is required for 
plan implementation. It provides a sound basis for delegation of functions 
and authority. Further, it is a necessary step if the budget is to be prepared 
according to the technique of PPBS (Planning – Programming – 
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Budgeting – System). (Keep in view the lesson unit “Techniques of 
Management”). 

 In PPBS, the same kind of hierarchical arrangement of activities is 
reflected by a system with a different nomenclature: 

Plan 

  

Major Programme 

  

Sub – Programmes 

  

Programme Elements 

  

 

2. PROCESS OF PROGRAMMING AND PROJECT 
IDENTIFICATION 

 The authority that undertakes programming and project 
identification just fulfill tow important conditions: 

(a) He must have a thorough grasp of the objectives, the targets 
and the provisions of the educational plan. 

(b) He should also have an equally thorough understanding of 
the administrative organization available for plan 
implementation. He should, in particular, know: 

(c) Source of policies, 

(d) Power structure of the organization, 

(e) Lines of authority, 

(f) Operational barriers, and 

(g) Personal limitations and other constraints. 

 The process of programmes and project identification may be 
analyzed into five steps. 
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2.1 Identify sub-Objectives 

The first task which he has to perform is to spell out the objectives 
of the plan in operational terms usually, plans are based on objectives 
which are couched in very general terms. But to implement them, they 
have to be elaborated. In the process a series of sub-objectives are 
developed. 

Example: 

 In a certain educational plan, one of the stated objectives is: the 
improvement of the quality of education by relating the content and 
method; to the socioeconomic needs of the nation. To restate this objective 
in operational term is to identify a set of sub-objectives as follows: 

(i) Re-appraisal and reconstruction of curricula and the 
installation of mechanisms for continuous curriculum 
development and renewal. 

(ii) Design and production of text-books, teaching materials 
and teaching aids. 

(iii) Review of instructional methods and experimentation on 
innovative approaches to learning and teaching. 

(iv) Wider use of educational technology. 

(v) Improvement of pre-service teacher education. 

(vi) In-service training and professional growth of teachers. 

(vii) Improvement of physical facilities. 

If the educational plan has been correctly formulated the plan itself 
would have given adequate clues to this type of operational sub-
objectives. But if the plan is sketchy and hastily formulated, this task falls 
on the authority which handles programming and project identification. 

2.2 Relate Targets and Provisional Sub-Objectives 

The next task is to relate the targets and provision of the plan with 
the operational sub objectives. 

Example: 

 Take sub-objective (iv) in the above example at 2.1. go through the 
plan targets to see if any targets are set or provisions made for 
programmed instruction, educational broadcasting, audio visual aids etc. if 
there are any targets and provisions of these, the extent to which a 
programme or a project could be developed will become clear. If neither 
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targets nor provision exist, then sub-objectives will not result in a 
programme or a project.  

 Note: Where an important sub-objective cannot be developed into 
a programme or a project due to the absence of targets or 
provisions in a plan, this fact has to be noted for remedial action 
when the revision of the plan is undertaken. 

2.3 Determine Administrative Unit 

The third task is to find out the administrative unit which exists in 
the country to undertake the overall supervision and guidance of the 
activities required to achieve each of the sub-objectives for which targets 
and provisions are found in the plan. In this analysis it may be found that 
more than on sub-objective falls within the purview of one such 
administrative unit. In theory, all such activities, which lead to one sub-
objective or a number of related sub-objectives, constitute a programme if 
they fall within the purview of one administrative unit. But this is not a 
hard and fast rule. There is nothing to prevent one administrative unit 
handling a number of parallel programmes. 

Here the principal criterion is as follow. Are the activities 
constituting the program to complementary and inter-related that 
the accomplishing of one depends on the accomplishments of 
another? If they are, they definitely constitute a programme. 

Note: It is also possible that none of the existing administrative 
units are able to handle some of the activities connected with some 
sub-objectives. In this case, remedial action in the form of 
establishing the requested administrative organization has to be 
taken before the implementation stage. 

2.4 Regionalize the Programmes 

Once the programming is completed, one has to ascertain whether 
any of the programmes has to be further elaborated into regional / local / 
institutional programmes. It is after this exercise that one proceeds to 
identify projects. 

2.5  Analyze Packages of Action and Identify Projects 

Project identification is best handled by making a complete list of 
all the packages of action which are to be accomplished to achieve the 
sub-objective(s) of each programme. 

Then these packages of action are groups together on the following 
criterion. Can they be administered as one unit or accounted for under one 
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unit of expenditure? These, which can be administered or accounted for 
constitute a project. 

Note: A specific target or a set of related targets of the plan will 
invariably coincide with a project. The same administrator unit 
may handle several projects simultaneously. Some projects may 
need regionalization into regional / local  / institutional projects. 

 Experience is a key to programming and project identification. The 
above discussion would show that both programming and project 
identification are relatively simple operations. They are governed by 
straight-forward principles. Tasks to be performed do not call for any 
complex computational or technical skills. What they demand most 
specifically is a effect knowledge of the organization and its procedures. 
They are management operations involving the application of logic and 
commonsense. The skills necessary for them have to be acquired through 
practice. 

 

3. FROM PROJECT IDENTIFICATION TO PROJECT 
FORMULATION 

In the foregoing pages, the elaboration of an educational plan was 
discussed upto the point of identifying projects. A further steps has to be 
gone through before the minimum requirements for effective 
implementation are met. That final step is called project 
FORMULATION, (sometimes called Project Design or Drawing up a 
Scheme). Project formulation is an exercise in micro-planning that is 
planning the details of a package f action which is designed to achieve a 
particular objective or target. 

In micro-planning a project, one asks himself a primary question. 

3.1 What has to be done? And how? 

A project, it was repeatedly emphasized earlier, is a group of 
activities which can be administered or accounted for as a unit. As such it 
consists of a series of related  activities, jobs or items of work. 

3.2 Elaboration of Activities 

 Assume that in elaborating an educational plan, the following 
project has been identified:  

“Production and publication of a set of new science text-books for 
Grades VI-VIII.” 
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This project has now come up for formulation. That means it has to 
be planned in full operation details. So as a first step, the activities 
constituting the project must be identified and listed. To perform this 
function effectively one must have either specialized knowledge and 
experience in the jobs related to the project or the advice of exper4ts or 
both. Often, this is an appropriate occasion for collective thinking, he it 
through more conventional methods like conferences and committees or 
through modern techniques like Brainstorming and Delphi Method 

 In elaborating a period into activities one must be cautious about 
the degree of details. 

 One must ensure that activities are detailed but not necessarily too 
detailed. The tendency to elaborate activities at this stage into 
unnecessary details has to be checked, because one may lose sight 
of the wood for the trees, that is, be overwhelmed by details and 
not get the overall picture. 

Example: 

 Let us assume  that the above project involves the construction of 
an institute for which land has to be acquire. So the acquisition of land as 
the first activity, may simply be referred to as “Buying the land”. This is 
adequate for operational purposes at the level of elaborating the project 
into constituent activities. It is not necessary to elaborate that activity into 
such detailed operation as scouting for land, selection of suitable plot, 
examine of title deeds, drafting deeds of sale, payment to seller, signing of 
deed, physical possession of land etc, etc. 

 In project formulation, one limits himself to essential details and 
no more. 

 Let us proceed with the formulation of the project mentioned in 
para 3.2 above. We identify the essential activites which have to be 
performed so as to complete the project. It will be seen that the project has 
two major components, each demanding the attention of two different 
groups of specialist namely: 

 (i) Production of the science text-books, which is a 
professional educational function to be handled by 
curriculum developers, science educators, text-book writers 
and illustrators, editors, class-room teachers etc. 

 (ii) Publication of the science text-books, which is a technical 
or mechanical function to be handled by printers and 
binders. 
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 Consulting the appropriate experts of each group, the project 
formulator would list such activities as: 

Group (i)- Determination of Science Curriculum of the Grades 
Concerned: 

- Elaboration of the curriculum into lesson units. 

- Selection and orientation of lesson-writers and illustrators. 

- Preparation of draft lessons. 

- Pre-testing draft lessons in class-room situations. 

- Revision of lessons. 

Group (ii)- Selection and Orientation of Printers: 

- Making of blocks. 

- Type-setting and making pages. 

- Proof-reading and approval of printings. 

- Printing . 

- Binding. 

- Distribution. 

 Now we have a clearer idea of what has to be done in order to 
produce the necessary text-books. 

 

4. WORK PLAN OR PLAN OF OPERATION (PLANOPS) 

 The elaboration of the project into constituent activities has 
answered the first part of the primary education. What has to be done? The 
project formulator then proceeds to answer the second part: And how? In 
this process he expands his primary question into at last four queries. 

(i) by whom are the activities to be done? (Agency or agencies) 

(ii) What resources (men, money, materials) will they need? (cost) 

(iii) When and during what period will they be done? (Time) 

(iv) Where will they be done? (Space) 

 When each activity is analyzed in terms of these questions, the 
project formulator succeeds in giving the project operational framework. It 
may be remembered as the ACTS framework (i.e. Agency-Cost-Time-
Space) 
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4.1 Management Functions 

Each of the four questions raised above leads to a specific 
management function in following manner: 

(i) Agency Organizational Analysis and Design: 

 Where in the existing organization can the activity be done? Is 
there a need for a new organization? What kind f organization does 
the activity need? How can it be created? 

(ii) Cost-Resource Planning, Costing and Budgeting: 

 What are the resources needed in terms of men, materials, 
buildings and facilities, equipment etc? How much and of what 
kind, quality or description? On what data their cost be 
determined? How much do they cost? 

(iii) Time Phasing and Time Scheduling: 

 In what sequence are the activities undertaken? And how much 
time will they consume? When should each activity commence? 
How can they be phased to ensure the best utilization of 
resources.? 

(iv) Space Design and Installation of control Mechanisms: 

 Where an activity should be done best from the point of view of 
both quality and effective use of resources? How are activities 
done at different locations to be coordinated and controlled? What 
kind of control mechanism does each activity need? 

 

 As a result of carrying out these management operations, the 
project formulator makes a series of significant decision. Here again, he 
would, ordinary, seek the advice of his experts. The net result of these 
decisions is the definition of the “Work Plan” of the project. 

 The “Work Plan” which provides the answer to the question, “How 
is the project to be accomplished?” is the heart of project formulation. 

 Sometimes, the “Work Plan” as called the “Plan of Operations” 
and is widely known by its abbreviation: PLANOPS. The work plan or 
PLANOPS may be presented in the form of a table such as the 
following. 
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Activity By Whom Location  Starting Time  Duration Cost  

      

      

      

      

 

Note: (a) If all activities are to be undertaken by the same agency, the 
second column, (by whom) may be omitted and the 
requisite information given in an explanatory note. 

 (b) Not all the activities can be individually coasted. As such, 
the cost column may be blank in respect of certain 
activities. 

4.2 Project Budget 

 As important as the Work Plan is the project budget. It is expected 
to present in a succinct form the total resources required for the project 
both in terms of the quantity and the kind of services or good and in terms 
of the total cost involved. 

 The cost data, which were collected in preparing the ACTS 
framework of the project, are utilized for the preparation of the project 
budget. Sometime standard rates or costs are determined by appropriate 
national authorities. In that case, costing will be on the basis of such 
standard rates or costs. 

 A project budget is related to the financial year of the country or 
the institution. Thus if a project which spreads over three years is expected 
to begin at the middle of a financial year of the country (say in June 1996), 
the project budget will be for the following years: 

1996/97 1997/98 1998/99 1999/2000 

6 months Full year Full year 6 months 

 The project budget also follows the form of budgeting accepted in 
the country or the institution. Where any modern budgeting systems like 
performance budgeting or Programme budgeting are in force, the project 
budget should be in the same comparison, where necessary. 
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 But it does not mean that a project budget should not be based on 
modern budgeting systems if the national budget is of the conventional 
line item type. 

4.2 Form of Project Formulation 

With the list of activities, the Work Plan and the project budget as 
the central features, the project formulator is at liberty to design his own 
format for the presentation of a project. The only criteria that should apply 
are: 

Clarity 

Completeness, and 

Accuracy  

But most countries and institutions have set forms for project 
formulation. In some, only the outline to be followed is prescribed, in 
others, set of printed forms are in use. These outlines and forms are 
referred to by different names such as “Project Proposal, Project Design, 
Drawing up Schemes, Project Activity Details” etc. Where such aids are 
prescribed, the project formulator is helped in his task to a very great 
extent. 

In Pakistan, a set of proforma’s (PC –Forms) prepared by the 
Planning Commission are used for preparation of project proposals. 
Following are the forms prepared by the Planning Commission: 

PC-I Form: It is a proforma for development projects (separate 
form have been designed for use in education, training of 
manpower, and for use in health, family planning and social 
welfare). 

PC-II Form: The PC-II proforma has been designed for survey 
and feasibility studies to be conducted before preparation of the 
final project. 

PC-III Form: This form is meant for use to monitor quarterly 
progress of a project. 

PC-IV Form: This proforma provides guidelines for preparation 
of a report on completion of the project. 

Note: See specimen of PC proformas appended to this unit as 
Annexure-I-V. 

The PC-I proforma which serves as the basic project document 
consists of the following three parts. 
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Part’A’ – Project Digest: The project digest specifies the name of 
the project; authority responsible for its sponsoring, execution 
operation and maintenance; relationship of the project with the 
objectives of the sector; cost of the project and expected outcome 
of the project. 

Part’B’ – Project Description and Financing: The part ‘B’ of the 
project gives details of the project and (if properly used) provides 
guidelines for implementation and monitoring of the project. This 
part also provides for phasing of work and financial requirements, 
and a justification for the project in terms of the results of the 
project. 

Part’C’ – Project Requirements: The part ‘C’ contains details 
about the requirements of project such as manpower, facilities, 
material supply and equipment etc. 

4.4 Management Aids to Project Formulation 

Form: Although it is desirable that the project formulator designs 
his own proforma to suit his needs and requirements of the project, is 
convenient, for the purpose of economy and for standardization of project 
formulation in the sector, to use the PC-1 form approved y the Planning 
Commission. 

Graphic Representation: In the final presentation of a formulated 
project, graphic aids such as the following can be effectively utilized: 

(i) Gannt or Bar Charts: 

 This simple device enables the commencement and the 
duration of each project activity to be represented as a bar 
on calendar. 

(ii) Flow Charts: 

 Using internationally recognized symbols, the flow of 
work in a project is charted form commencement to 
completion. 

(iii) Organizational Charts: 

 These represent the division of work, nature, and extent of 
delegation and lines of authority and accountability within 
the organizational structure designed for the project. 
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(iv) Multiple Activity Charts: 

 It is a form more detailed and dynamic than organization 
chart. It show distribution of work, nature and extent of 
delegation and key points of responsibility. 

Note: See specimens of these graphic aids, appended to this lesson unit 
as Annex VI, VII, VIII & IX. 

Network Analysis: 

Network analysis is a management technique which helps project 
formulation in two significant ways: 

(a) Alternative methodology for preparing the “Work Plan”. It 
provides a methodology for analyzing a project into 
activities and sequencing such activities in a logical 
manner. In this respect, it is an alternative method for the 
preparation of the “Work Plan” or PLANOPS. 

(b) Graphic Aid. It serves as a graphic aid at the time of 
presenting a formulated project. 

 The principal, on which network analysis is based, is that all 
activities constituting a project are interrelated or are a grid. Two 
techniques of network analysis that can be utilized in the formulation of an 
educational project are PERT (Programme Evaluation and Review 
Technique) and CPM (Critical Path Method) 
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5. SELF – ASSESSMENT QUESTIONS 

Question 1: Why is plan elaboration necessary? 

Question 2: When is elaboration required for implementation of the 
plan? 

Question 3: How would you differentiate a project from a programme? 

Question 4: What is regionalization of a project? Is it necessary? Give 
examples? 

Question 5: What are the essential elements in project formulation? 

Question 6: What are the major decisions made in developing the 
ACTS – framework of a project? 

Question 7: Under what column headings would you prepare a work 
plan or PLANOPS? What column you regard as optional? 

Question 8: How is project formulation systematized in our country? 

Question 9: What graphic aids can you use in project formulation? 
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Revised 2005 

PC-l FORM 

GOVERNMENT OF PAKISTAN  
PLANNING COMMISSION 

PROFORMA FOR DEVELOPMENT PROJECTS  
(SOCIAL SECTORS) 

 Education, Training and Manpower  

 Health, Nutrition, Family Planning & Social Welfare  

 Science & Technology  

 Water Supply & Sewerage  

 Culture, Sports, Tourism & Youth  

•  Mass Media  

•  Governance  

•  Research  

 Construction and other Engineering Works for the poor and 
deprived class.  

 Development and exploitation of Natural Resources for the 
benefit of the poor and the needy.  
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Revised 2005 

 

GOVERNMENT OF PAKISTAN  
PLANNING COMMISSION 

Instructions to Fill-in PC- I Proforma (Social 
Sectors )1 

1.        Name of the Project  

 Indicate name of the project.  

2.  Location 

Provide name of District/Province.  

Attach a map of the area, clearly indicating the 
project location.  

3.  Authorities responsible for  

 Indicate name of the agency responsible for 
sponsoring, execution, operation and maintenance. 
For provincial projects, name of the concerned 
federal ministry be provided.  

4.  (a)  Plan provision  

If the project is included in the medium term/five 
year plan, specify actual allocation.  

If not included in the current plan, what warrants its 
inclusion and how is it now proposed to be 
accommodated.  

If the project is proposed to be financed out of 
block provision, indicate:  

 

 



         Plan Implementation and Management             
 

57 

Total block Amount already Amount proposed Balance 

provision Committed for this project available 

(b) Provision in the current year PSDP/ADP  

5.  Project objectives  

The objectives of the sector/sub sector as indicated 
in the  medium term/five year plan be reproduced. 
Indicate objectives of the project and develop a 
linkage between the proposed  
project and sectoral objectives.  

 In case of revised Projects, indicate  objectives of the 
project, if different from original PC-I.  

 6.  Description and justification of project  

 Describe the project and indicate existing 
facilities in the area and justify the establishment 
of the Project.  

 Provide technical parameters and discuss 
technology aspect of the Project.  

 Provide details of civil works, equipment, 
machinery and other physical facilities required 
for the project.  

 Indicate governance issues of the sector relevant 
to the project and strategy to resolve them.  

In addition to above, the following sector specific 
information be provided"  

Education, training and manpower  

 Give student-teacher ratio for the project and the 
national average for the proposed level of 
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education.  

 Year-wise proposed enrolment of the institution 
for 5 years.  

 For scholarship projects, indicate number of 
scholarships to be awarded each  
year alongwith selection criteria.  

 Provide faculty strength in relevant discipline, 
in case of expansion of  
facilities.  

 Indicate the extent of library and laboratory 
facilities available in case of  
secondary, college and university education.  

 Provide details of technical staff required for 
operation & maintenance of  
laboratories.  

Health, nutrition, family planning and 
social welfare  

  a) Health projects  

Indicate whether the proposed facilities are preventive or 
curative.  

Bifurcate the facilities between indoor, out door and 
department-wise.  

b) Nutrition 

• Indicate the infrastructure and mechanism required for the 
project.  

Measures taken for involvement and participation of the 
community.  

Net improvement in the nutritional status of target groups 
in quantitative terms.  

c) Family planning  

Provide information relating to motivation and 
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distribution sub- system.  

Give benchmark data and targets relating to number of 
couples to be approached and number of contraceptives and 
other devices to be distributed.  

Mode/mechanism of advocacy and awareness  

Water supply & sewerage  

Present and projected population and water availability/ 
demand.  

Indicate source and water availability (mgd) during next 
5,10,20  
years.  

For waste water/sewerage, provide present and future 
disposal  
requirements, gaps if any and proposed treatment methods 
and  
capacity.  

 Indicate present and proposed per capita water supply 
in the project area, comparison be made with water 
supply in similar localities.  

 Indicate whether the proposed project is a part of the 
master plan. If so, provide details.  

Culture, sports, tourism & youth  

 Existing and projected flow of tourists in the 
country/project area.  

 Capacity of existing departments to maintain 
archaeological sites/m museums.  

 Relationship of archaeological projects with internal and 
foreign tourism.  

Mass media  

 Indicate area and population to be covered with proposed 
project.  
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Research 

 Indicate benefits of the research to the economy.  

Mention number of studies/papers to be produced 

 Indicate whether these studies would result in 
commercial application of the  
process developed (if applicable).  

7.  Capital cost estimates  

 Indicate date of estimation of Project cost.  

 Basis of determining the capital cost be provided. 
It includes market  
survey, schedule rates, estimation on the basis of 
previous work done etc.  

 Provide year-wise estimates of Physical activities 
by main components as  
per following:  

 

Items  Unit  Year-I  Year-II  Year-III  

A.      

B.      

C.      

• Phasing of Capital cost be worked out on the 
basis of each item of work as stated above and 
provide information as per following.  
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Year-wise / component – wise financial phasing 

 

In case of revised Projects, Provide  

 Projects approval history, year wise PSDP 
allocations, releases and  
expenditure.  

 Item-wise, year-wise actual expenditure and 
Physical progress.  

 Justification for revision of PC-I and variation in 
scope of the project if applicable.  

 Item-wise comparison of revised cost with the approved 
cost and give  
reasons for variation.  

 Indicate exchange rate used to work out FEC in the 
original and  

          (Million 
Rs)  

 

 Item Year-I Year-II Year-III Total 

  

T
o
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l 
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A.               

B.               

e.              

 Total              
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revised PC-I.  

8.  Annual operating cost  

  Item-wise annual operating cost for 5 years and sources 
of financing.  

9. Demand supply analysis (excluding science & technology, research, 
governance & culture, sports & tourism sectors  

 Existing capacity of services and its supply  

 Projected demand for ten years  

 Capacity of projects being implemented both in the 
public & private sector  

 Supply - demand gap  

 Designed capacity & output of the proposed project  

10.  Financial plan  

Sources of financing  

(a)  Equity: 

Indicate the amount of equity to be financed from each 
source  

 Sponsors own resources  

 Federal government  

 Provincial government  

 DFl'slbanks  

 General public  

 Foreign equity (indicate partner agency)  

 NGO's/beneficiaries  

 Others  

 b)  Debt  

  Indicate the local & foreign debt, interest rate, and 
grace period and repayment period for each loan 
separately. The loan repayment schedule be also 
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annexed.  

 c)  Grants along with sources  

d)  Weighted cost of capital  

11.   (a)  Project benefits and analysis  

Financial  -     Income to the project alongwith assumptions. 

Social  -     Quantity benefit to the target group. 

Environmental - Environmental impact assessment negative/ 
positive 

(b)  Project analysis 

 - Quantifiable out put of the project 

  - Unit cost analysis 

 - Employment generation (direct and  

  indirect) 

 - Impact of delays on project cost and  

  viability  

12.  a)  Implementation of the project  

- Indicate starting and completion date of 
the project  

 - Item-wise/year-wise implementation 
schedule in line chart co-related with 
the phasing of physical activities.  

b)  Result Based Monitoring (RBM) Indicators  

- Indicate Result Based Monitoring 
(RBM) framework indicators in 
quantifiable terms in the following 
table.  
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   Outcome   

S.No 

 
Input Output 

Baseline 

Indicator 

Targets after 

Completion of 

Project 

Targeted 

Impact 

1       

2       

3       

4       

5       

·       
·       
·       
·       

 

13.  Management structure and manpower requirements  

 - Administrative arrangements for implementation of 
the project.  

 - Manpower requirements during execution and 
operation of the project be provided by 
skills/profession.  

 - Job description, qualification, experience, age and 
salary of each job be provided.  

14.  Additional projects/decisions required  

 - Indicate additional projects/decisions required to 
optimize the investment being undertaken on the 
project.  
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15.  Certificate 

 - The name, designation and phone # of the officer 
responsible for, preparing and checking be 
provided. It may also be confirmed that PC-I has 
been prepared as per instructions for the preparation 
of PC- I for social sector projects.  

 - The PC-I alongwith certificate must be signed by 
the Principal Accounting Officer to ensure its 
ownership 
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Revised 2005 

GOVERNMENT OF PAKISTAN  
PLANNING COMMISSION 

PC-l FORM 

 (SOCIAL SECTORS) 

1. Name of the Project 

2. Location 

3. Authority responsible for: 

i. Sponsoring 

ii Execution 

iii. Operation and maintenance 

iv. Concerned federal ministry 

4. Plan Provision 

5. Project objectives and its relationship with Sectoral 
objectives 

6. Description, justification and technical parameters 

7. Capital cost estimates 

8. Annual operating and maintenance cost after 
completion of the project 

9. Demand and supply analysis 

10. Financial Plan and mode of financing 

11. Project benefits and analysis 

i. Financial 

ii. Social benefits with indicators 

iii. Employment generation (direct and indirect) 

IV . Environmental impact  

v. Impact of delays on project cost and 
viability  

12.  (a) Implementation schedule  

(b) Result Based Monitoring (RBM) 
Indicators.  
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13. Management structure and manpower requirements 
including Specialized skills during execution and 
operational phases  

14. Additional projects/decisions required to maximize 
socio-economic  
benefits from the proposed project  

15. Certified that the project proposal has been prepared 
on the basis of instructions provided by the Planning 
Commission for the preparation of  PC-I for Social 
Sector projects.  

 

 

 

Prepared by  _  

Name, Designation & Phone#  

 

Checked by  _  

Name, Designation & Phone#  

 

Approved by  _  

Name, Designation & Phone#  
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ANNEX VI 

Specimen of Organization Chart 

(Organogram) Used in Project Formulation 

Project: Printing the School Guide (See specimen for detailed 
activities) 

 

 

 

 
HEAD OF THE SCHOOL 

DEPUTY HEAD OF THE SCHOOL 

ASSISTANT III ASSISTANT I ASSISTANT II 

TECHNICIAN 4 TECHNICIAN 
1 

TECHNICIAN 3 TECHNICIAN 
2 
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ANNEXURE VII 

SPECIMEN OF GANNT / BAR USED IN PROJECT FORMULATION 

 Activity 1995 

J/:S/: N/ 

A O D 

1996 

J/: M/: M/: J:/S/: N/ 

F A J A O D 

1997 

J/: M/:  J:/S/: N/ 

F A J A O D 

1996 

J/: M/: M/: J:/S/: N/ 

F A J A O D 

 Preparatory Activities :  : : : : : : : : : : : : : : : : : : : 

1. Issuance of Decree          : : : : : : : : : : : : 

2. Office Accommodation 

Supplier etc 

: xxxxxxxx : : : : : :  : : : : : : : : : : : 

3. Appointment of Staff 

Project Activities 

:   

xx 

xx : : : : : : : : : : : : : : : : : 

1. Arrival of Experts :  : : : : : : : : : : : : : : : : : : : 

2. Survey of National System of education :  : xx : : : : : : : : : : : : : : : : : 

3. Identification and Commencement of Studies  :  : : : : : : : : : : : : : : : : : : : 

4. Assistance in Formulation of Annual Plans :  : xxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxxx  

5. Assistance in Formulating four-Year 
National Plan (1980-84) and Subsequent 
Rolling Plans 

:  : : : : : : : : : : : : : : : : : : : 
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6. Selection of Candidates and Fellowships :  : : xxxxxxxx : xxxxxxx     : : xxxxxxxxxx : : : : 

7. Preparation and Issue of Operational Manual 
on Educational Planning Methodologies and 
Techniques 

: 

: 

: 

 : 

: 

: 

: : : : : : : : : : : : : : : : : : 

     Xxxxxxxxxxxxxxxxx             

8. Implementation of Survey :  : : : : : : :       : : : : : : 

9. Assistance in Reorganization and Elaboration 
of Annual Plans 

:  : xxxxx   xxxxx   xxxxx : : : : : : 

10. Workshops to Train Key Personal :  : : : : : : : : : : : : : xxxxxx : : : 

11. Evaluation of the Work for the Team :  : : : : : : : : : : : : : : : : : : : 

12. Terminal Report of Planning Team :  : : : : : : : : : : : : : : : : : : xx 
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ANNEX VIII 

SPECIMEN OF MULTILE ACTIVITY CHART 

USED IN PROJECT FORMULATION 

Project – Printing the School Guide 

FUNCTIONS 
Head Deputy 

Asst Technician 

I II III 1 2 3 4 

Approve budget          

Call for quotations          

Approve lay-out          

Approve text of the guide          

Approve ‘Dummy’          

          

Order blocks          

Read ‘Proofs’          

          

Select colours          

Give print order          

Approve machine ‘proof’          

Accept printed guides          

Pay bills          

 Final Decision                                  Provides general supervision and supervision 

Discuss points specifically submitted                                              Must be informed  

Must be consulted  Provides direct supervision             Performs the work 
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ANNEX IX 

SPECIMEN OF FLOW CHART USED IN PROJECT 
FORMULATION 

 Project Activities Mode of 
Operations 

Levels 

   

 

 

 

    Workshop 

 

 

 

 

 

Study 

groups  

writing  

centre 

 

 

 

 

 

 

Workshop Field 
Activities 

 

 

Workshop 

Field activities 

 

 

 

 

Regional  

 

 

 

 

 

 

 

 

Associat-
ed centre 

 

National 

 

 

 

National 

Presage Evaluation on 
Current Practice and 
Innovative Projects 

Writing of 
student 

modules 

Writing of 
teaching 
guides 

Development 
of Evaluative  

Development 
of other 

Teaching 
Aids 

Identification of  
concepts and 

development of 
guidelines 

Analysis of 
 data to select  

current modules 

Identification  
of  

Associated  
Centers 

Analysis of data to 
determine critical 

factor and innovative 
characteristics 

Socio-
economic 

studies 

Action 
oriented 
research 
studies 

Equipment  

Educational  
Technology 

Needs 
Revision 

Evaluation Try-out studies 

Feasibility Study 

Adaptation  

Needs 
Revision 

Evaluation  
Large 

Scale Pilot 
studies 

Absorption 
into main 

stream 
systems of 
educational 

Further 
develop-
ment of 
national 
centre 

Training 
programm

e 

Non formal 
education 

Training 
programme 
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Unit – 3 

 

 

 

 

 

 

 

 

PROJECT FORMULATION 

AND IMPLEMENTATION 

 

 

 

 

 

 

 

 

 

 
Written by : Razia Abbas 

Revised by : Riaz Ullah Khan 
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OBJECTIVES OF THE UNIT 

After studying this course you will be able to: 

1. Differentiate between a programme and a project. 

2. Explain what is project cycle and the division and the number of 
stages of the cycle. 

3. Classify different projects in different types. 

4. Formulate a project with all its components. 
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1. The Educational Planning Process 

2. The Project Cycle 

 2.1 Sector analysis 

 2.2 Project Identification 

 2.3 Preparation of Project 

 2.4 Appraisal of Project 

3. Types of Educational Project 

4. The Components of a Project 

5. Case Study : Project Preparation 

Federal Education Management Information System 

 5.1 Name of Project 

 5.2 Authorities Responsible 

 5.3 Time Required for completion of Project 

 5.4 Plan Provision 

 5.5 Relationships of the Project with the objective of the Sector 

 5.6 Capital Cost of Project 

 5.7 Annual Recurring Expenditure after completion 

 5.8 Objectives of the Project 

 5.9 Functions of the Project 

6. Project Description and Financing 

 6.1 Location of the Project 

 6.2 Existing facilities 

 6.3 Description / Justification of Project 
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1. THE EDUCTIONAL PLANNING PROCESS 

 As a matter of fact educational plans are conceived, prepared, 
carried out and evaluated in different phases. There are six phases ad these 
phases come in the following sequence: 

(i) Pre-planning 

(ii) Planning 

(iii) Plan formulation 

(iv) Plan elaboration 

(v) Plan implementation 

(vi) Plan evaluation 

 The educational plan gives a direction ad general orientation of the 
development foreseen in education sector. This plan determines the 
objectives, targets, resources and estimated expenditure set for the overall 
frame of the plan for the educational activities during the years to come. In 
most of the countries, including Pakistan, this plan document is not 
sufficiently detailed to guide the implementation of the plan. After plan 
formulation phase, objectives have to be specified further; the major 
activities to achieve these objectives will have to be identified; persons in 
charge of the administration have to be determined and resources and 
expenditures involved have to be identified. This is the reason why, during 
the plan elaboration phase, the educational plan is broken down and 
divided into blocks of action, consisting of programmes and projects. 

 An educational project is a set of activities which aims at 
accomplishing specific objectives within a given period of time and cost in 
one or more defined geographical areas and among a specific clientele 
group. A project has its own budget and should, throughout its existence 
and implementation, be under the same administrative authority or 
authorities if the project is administered by different sectors. A frequent 
duration for a project is between 4 and 5 years. Project is a set of activities 
which aim at accomplishing specific objectives and targets within a given 
period of time, in one or more defined geographical areas, among a 
specific group, under the management of one administrative authority and 
with a specific finding. 

 Project may consist of one or several components (or sectors), that 
is, subsets of activities pursuing a common objective. Project components 
may be classified according to the types of education (level, branch, 
formal non-formal). These types usually correspond to different 
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administrative units. Thus a project may have primary education and 
vocational training component. Criteria for classification may vary. 

 Projects with several components are generally complex to 
administer. However, in certain cases, it may be advisable to combine 
several components under one single project administrative unit if 
components are too small or financed form a single particular source of if 
project management skills are scarce. The impact of a project may be 
jeopardized if available project funds are spread too thin over several 
components. 

 As compared with programmes – projects have a definite ending 
point in time. Programmes may or may not end at a particular time, when 
they do, they have a longer time span than project. Programmes may also 
fiancé recurrent cost for a relatively log period of time while projects do 
not. Programmes also have a wider scope than projects carried out 
simultaneously or one after another. However, the meaning of project as 
against programme is variable according to the country’s own 
administrative and financial capacities. A text-book production activity 
costing millions of rupees can be tackled as a 20 year programme by one 
country and as a 5 year project by another 

 We take an example to illustrate what has been said above. Let us 
say, in Pakistan, we mount a programme, help to reduce the imbalance in 
education between different provinces of the country as regards the 
educational performance of students in primary education. As you can see, 
this progrmme has a wider scope and a definite objective. In order to meet 
the objective of this programme several projects can be identified and 
formulated. The two most important can be: 

(i) Development of in service training programmes for the teachers 
and supervisors. 

(ii) Construction and equipment of a resource centre for these in-
service training programmes for the teachers. 

  

These two projects are part of a larger programme which will reduce 
disparity in educational performance at primary level. This programme 
will include so many other projects. It has a wider scope and longer time 
span. Each project mentioned above aims at accomplishing specific 
objectives and targets. Projects will be mounted for a given period of time 
under the management of one administrative authority. 
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Exercise – I 

1. Name four different aspects of a project and a programme. 

2. A programme in one country can be tackled as a project in another 
country. Explain the statement with the help of an example. 

3. In para 1.7 we have give two projects. Write down a project which 
will meet the objective of the same proramme. 

2. THE PROJECT CYCLE 

 Project formulation and implementation activities run through 
several successive stages which are referred to as the “Project Cycle”. The 
division and the number of stages of the cycle may vary depending on the 
particular agency or country concerned. The essential stages are: 

 Sector analysis 

 Project identification 

 Project preparation 

 Project appraisal 

 Project execution and control 

 Project evaluation 

 National agencies desiring to formulate and implement projects 
need to follow these stages. Moreover, if educational planning is to be 
effective, the project cycle should be integrated into the planning process. 

2.1 Sector Analysis 

 Main objective of sector analysis is to provide the necessary basis 
for a systematic identification of educational projects. The problems and 
policies of the country’s education sector are analyzed for this purpose. A 
coherent set of action proposal which includes investment priorities and 
programmes in education are followed. 

 Good educational plans provide the essentials of the sector analysis 
required for project purposes. However, some extra complementary sector 
work would frequently be needed for certain specific projects either to 
update or reorganize the plan’s information or to develop, in detail, 
subjects of special concern. 

 Sector analysis is also carried out by some outside agencies like 
UNESCO and the World Bank. Their analysis is frequently done through 
“Sector Studies”. These studies are carried out either by UNESCO 
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missions in consultation with national authorities and officials, or by 
national official themselves with some external assistance. 

2.2 Project Identification 

Project identification involves two main operations. 

(i) The identification of one or several priority in which 
projects are required if proposed action objectives are to be 
fulfilled. In other words “project areas” present “gaps” 
between desired objectives and available means. The aim 
of a the project will be to fill in these gaps. 

(ii) the preliminary definition of objectives and contents or the 
components of such projects, their estimated costs and 
likely sources of finance and the administrative authority in 
charge of the project will be identified. 

The main objectives of identification stage is to provide a basis for 
decision-making to national authorities like Ministry of Education, 
Finance and Planning etc, and to the potential external funding agencies. 
A list of well identified projects is also the first step in formulating an 
investment programme for the educational plan. 

 Project identification is usually started as part of an educational 
plan or a sector study. Such studies frequently have a final chapter giving 
a programme for investment, or a list of priority project areas but the  
degree of detail varies form one study to another. In addition, special 
identification reports are needed to complete the identification. UNESCO 
and The World Bank do this job by sending “Identification Mission” to the 
country. 

 As compared to the preparation of the project, the initial 
preliminary definition of the project is done relatively rapidly, using crude 
estimates, available information and preliminary judgment. Inspite of such 
preliminary character of the work, some ‘quality criteria” such as the 
projects financial feasibility, are applied at the identification stage. Once 
the project has received approval and funding is forthcoming, the 
preparation work, which is mostly long and laborious, can start, with the 
understanding that nay aspect of the project may be changed as new 
evidence become available. 

2.3 Preparation of Project 

This stage covers all the activities necessary to establish 
extensively and in detail the  
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justification, objectives, components and target population of the project, 
its technical features from the education and architectural point of view, 
staff, physical facilities equipment, technical assistance and their 
requirements. The locations and sites of facilities the projects and  cost of 
project is also set up or designed at this stage. 

In principle, project preparation starts once a project has been 
identified, that is a project idea has been selected as suitable for financing 
and the project has been defined. The complete list of times to be included 
in a project proposal is given in section IV. 

2.4 Appraisal of Project 

 The project appraisal refers to a comprehensive and systematic 
review of a project when it is submitted for financial allocation or 
assistance, with a view to making a critical assessment of its justification, 
standards, costs, feasibility etc, and its consistency with the institution’s 
lending criteria and programme. National planning or foreign funding 
agencies could also conduct appraisals of projects submitted for approval 
by national education agencies. When such approval by an outside 
institution is not required, the formulation of the project would be 
completed at the preparation stage, during which the application of 
technical standards and quality criteria should be taken care of. 

 Following are different kinds of appraisal which are required to 
make a judgment about the availability of the project: 

(a) Technical Appraisal: It includes the assessment of all kinds of 
technical aspects of project and input-outputs relationships. Further 
appraisal can proceed only if it is found that a project is technically 
feasible. 

(b) Financial Appraisal: It includes a detailed analysis of all financial 
aspects of the project such as sources and kinds of funding, 
estimation of capital and recurrent cost of the project (based on 
technical parameters of technical appraisal), and estimation of 
financial parameters to establish the financial viability of the 
project. 

(c) Economic/Social Appraisal:  It includes the impact of the project 
on economy and society at large as against financial analysis which 
is confined only to the project. Such an analysis requires detailed 
investigation about all kinds of direct and indirect costs and 
benefits of project  besides using appropriate prices (i.e. shadow 
prices) relevant to the economy / society  
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 “You will study the last two stages of a project, which is “project 
execution and control” and “project evaluation” in another unit in 
detail and depth. 

 Going back to the larger educational development plan of which 
any project should be a part, we may now conclude that the  
project cycle extends through several phases of the plan. In 
principle, it starts with the “Plan Elaboration Phase” and runs 
concurrently with the phases of “Plan Implementation” and “Plan 
Evaluation”. In practice, however, the relationship between project 
and plan is; not always that clear. The time period covered by the 
educational project is rather short, usually between three and five 
years. To fill the gaps of educational plan and create an adequate 
basis for identification of projects, it is often necessary to 
undertake special sector survey or analysis. National project team 
often participates in sector analyses and project identification. 
However, their work is usually concentrated in project preparation, 
execution and evaluation. 

Exercise – 2 

i. Write down first four stages of a project cycle. 

ii. Explain the statement “good educational plans: Provide the 
essentials of the sector analysis required for project formulation 

iii. What is meant by “appraisal of project?” 

3. TYPES OF EDUCATIONAL PROJECTS 

 Educational projects can be classified in different ways and several 
criteria can be applied when putting these projects in types. 

 Projects can be classified according to their objectives. These 
objectives can be: 

(i) Expanding the education system. This will include: 

 (a) Increase in the output of qualified manpower. 

 (b) Increase in the opportunities for general education. 

 These projects are mainly focused either in the regions which are 
under developed educationally or aimed at deprived social groups. The 
objective of quality of education combines the expansion in education 
system resulting in new projects. 

(ii) Improving the quality of education. This will include: 

 (a) Increasing the number of qualified teachers. 
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 (b) Improving the quality of qualified teacher. 

 (c) Improvement in the text-book, curriculum content etc. 

(iii) Development of planning and management capacities in the field 
of education. 

 Projects can also be classified according to the type of activities or 
inputs: 

 (a) School construction projects. 

 (b) Staff training projects. 

 (c) Text-book projects. 

 (d) Research projects 

 (e) development of audiovisual aids project 

Activity: This list is not exhaustive. Think of some other project 
which can come under this category. 

 It has been experienced that in the field of education, in order to 
facilitate the attainment of objectives, both physical and non-physical 
inputs should be catered for under one single project. 

 Another way of classifying the projects is “conventional projects” 
or non-conventional projects”. This means the two types of projects which 
apply either established or innovative approaches in construction methods 
materials or educational approaches etc. a project maybe termed as 
conventional or un-conventional accordingly to the time and situation of a 
country. 

 For example a project of in-service training of teachers is a 
conventional project in Pakistan at present but ten years back it could be 
classified as unconventional project. Similarly, it will be an 
unconventional project in a country where only pre-service training of 
teacher is provided. 

5. THE COMPONENTS OF A PROJECT 

 A project is formulated and analyzed by using a number of 
essential components. These components are necessary and should b e 
presented in all educational projects. 

 List of items or components to be included in the preparation of 
educational projects is given here briefly: 

 (i) Justification Whole Project and by Component 

  - Selected background information 
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  - Problems, needs, courses and constraints 

  - Expected benefits 

  - Relation to government policies 

  - External assistance needs 

 (ii) Objectives and Rationale Whole Project and by 
Component 

  - Statement of objectives 

  - Project component’s rationale 

 (iii) Selected Features of Institutions and Activities 

  - Organization 

  - Output 

  - Programme of activities of studies 

  - Methods 

  - Staff 

  - Standards and norms 

  - Other as needed, for example location 

 (iv) Costs 

 - Capital costs 

 - Recurrent costs 

(v) Project Components 

  Items    Costs 

(a) Software 

- Staff training 

- Research 

- Technical assistance / expert service 

- Other  

(b) Hardware 

- Physical facilities 

- Equipment 

- Furniture 
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- Material 

- Other  

(v) Project Feasibility 

- Technical aspects 

- Commercial aspects (if applicable) 

- Financial aspects 

- Economic aspects 

- Social aspects 

- Administrative and organizational aspects 

- Implementation schedule 
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Exercise – 3 

 

Choose one project and write 3 page report 

CASE STUDY 
 

 

 

 

 

FeDEMIS 

FEDERAL EDUCATIONAL  

MANAGEMENT 

INFORMATION SYSTEM 

PC – I 

 

 
 FEDERAL EDUCATIONAL MANAGEMENT 

INFORMATION SYSTEM 

ACADEMY OF EDUCATIONAL PLANNING AND 
MANAGEMENT 

MINISTRY OF EDUCATION  

ISLAMABAD 
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Code Number for Project 

(To be filled in by Planning Commission) 

 

PART ‘A’ 

PROJECT DIGEST 

 

5.1 Name of Project: Federal Educational Management 
Information System (FeDEMIS) 

5.2 Authorities Responsible for: 

i. Sponsoring: 

ii. Execution: 

iii.       Operation and 
Maintenance 

Ministry of Education 

Academy of Educational 
Planning and 

Management, Ministry of 
Education, 

Islamabad. 

AEPAM 

5.3 Time required for completion 
of Project (in months): 

24 months 

5.4 a)     Plan Provision: 

      i.     If the Project is 
included in the current 
Five Year Plan, 
specify actual 
allocation: 

Included in 8th Five Year Plan 
(DRAFT) 
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       ii.   If not included in the 
current Plan, how is it 
now proposed to 
become 
accommodated (inter / 
intra sectorial 
adjustments in 
allocation or other 
resources may be 
indicated): 

N.A 

       iii.   If the project is 
proposed to be 
financed out of block 
provision for a 
programme indicate: 

The project would be financed 
under SAP component for 
education. 

 

Total 
Block 

Provision 

Amount already  

committed 

Amount Proposed 
for this Project 

(Rs.000) 12,395.00 

Balance 
Available 

b) If the Project is not in 
the plan, what warrants 
its inclusion in the 
plan? 

 N.A. 

 

5.5 Relationship of the project with the objectives of the sector. 
Indicate the contribution of the project, quantified if possible 
to the targets on the Five Year Plan and the names of other 
projects whether sanctioned or under preparation which 
would form part of the integrated programme within the 
sector. 

  The Federal Educational Management Information system 
(FedMIS) would act as a catalyst of overall educational 
development and be directly related to the education sector since 
all the information would be gathered from the educational 
institutions at district level from each province. This data would be 
useful of policy formulation, school allocation designing and 
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technology, personnel management, personnel development, 
budgeting, project preparation and implementation, and evaluation 
and monitoring etc. this data will constitute one of the most 
important components for the monitoring and evaluation of Social 
Action Programme (SAP). 

 The Project would serve the objectives of education sector by: 

 *  Providing technical support for establishment of a strong data-
base at district level in each province, gathering quality data with 
respect to enrolment, teachers, institutions, physical facilities, 
financial accounting, career planning education project, planning 
and other necessary information directly related to policy 
formulation, decision making, monitoring, and evaluation etc. 

 Making available a data-base to researchers for policy 
options, projection and diagnostic purposes and to decision – 
makers for policy formulation. 

 Enabling education administrators to have easy and quick 
access to information and documentation for efficient 
administration and effective monitoring. 

 Coordinating, overseeing and guiding similar projects 
which have been established in the four provinces. 

 Assisting in collecting, processing and analyzing 
educational data relating to FCT, FATA, FANA and AJK. 

5.6 Capital cost of Project:  

 Local Costs:   12,395.00 Equivalent US$000 
413.47 

 (Rs. In thousand) 

 Foreign Exchange Costs: Nil  Nil 

 Total    12,395.00 Equivalent 
US$413.17 

(Rs. In thousand) 

 Annual Recurring expenditure after completion: 

Local (in thousand):  Rs.3,628.00 

 Objectives of the Project preferably in quantitative terms: 
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   To assist collect, process and analyze educational data 
relating to such areas as are left out by the provincial EMIS project 
i.e. FCT, FATA, FANA and AJK 

 To receive data from the four provinces and, consolidating 
it with data collected from the federally administered areas, to 
present a national picture. 

   To provide essential leadership and vision for developing 
an RMIS in Pakistan from conceptualization to realization and 
implementation to evaluation. As a coordinating and facilitating 
unit it will ensure the development of a system that satisfies the 
need for: 

 Compatibility in data design, entry, and processing across 
different provinces. 

 Compatibility with other data bases. 

 Sufficient flexibility to accommodate the different 
requirements of the provincial governments. 

 To promote and harmonize technical development of the 
system as a whole to cover such activities a lie beyond data 
collection / processing / reporting / utilization. 

 To promote and facilitate the institutionalization of the 
system as a whole in the four provinces and FATA, FANA, AJK 
and FCT. 

 To assist the provinces overcome problems in the 
implementation of similar projects existing at their level. 

 To disseminate data in the form of report, statistical 
profiles, policy analyses and to encourage researches in the 
country to use data for investigation. 

 To consolidate and disseminate data at national level for 
preparation and reporting of national statistics relating to educator 
for planning, administration and decision making. 

 To assess and determine national and provincial needs for 
educational planning and management information and to cater for 
the same. Similar service to be provided to other users, such as 
international agencies and representatives of other social sectors, 
as and when requested for. 
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 In short, the main objective of the project is to develop and 
institutionalize EMIS in the whole of Pakistan as well as to 
provide timely, precise and reliable information to planners, 
researchers, policy makers, administrators, monitors and other data 
users for enlightened decision making, pragmatic strategic 
planning, efficient administration and effective monitoring and 
evaluation. 

 Function of the Project 

 To assist in collecting data from the federally administered 
areas. 

 To consolidate nation-wide data, process and analyze it. 

 To offer training to provincial coordinators / field personnel 
/ operational staff / master trainers etc, as and when 
requested by the provinces. 

 In order to achieve the above objective, training courses / 
workshops will be conducted throughout the country at the 
request of the provinces to develop skill in the following 
techniques / processes / activities / software packages. 

  Target Group 

1. Questionnaire Designing and Pre-
Testing 

Provincial Coordinators 

2. Training of Enumerators / Data 
collectors 

District Data Collectors 

3. Data Processing / Data Entry 
Operators 

AEPAM Staff/district 
local staff 

4. Word Processing Package 
(WORDPERFECT) 

FedEMIS staff/District 
local staff 

5. Spreadsheet Database Packages Personnel involved in 
data analysis 

6. Statistical Package for Social 
Sciences (SPSS) PC+ 

Statisticians involved in 
educational planning and 
development  
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7. Educational Management 
Information System EMIS 

Middle level 
Management at District 
and Provincial levels 

8. Information use in Planning and 
Management 

Top level Managers / 
Planners 

 

 To coordinate national level training for each of the EMIS 
components: collection, processing, entering / retrieval, query 
procedures, output, reporting and utilization, as required by each 
province / federal areas. 

 To impart training to and develop technical expertise of, at 
least 20 personnel of Federal Areas 9FATA, FANA, AJK and 
FCT) in EMIS so that they may be able to carry out their activities 
independently after the project is completed. 



         Plan Implementation and Management             
 

93 

PREPARED BY: Muhammad Nasir Amin  Ph:250729 

 

 

CHECKED BY: Dr. Habib Khan   Ph:855755 
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  (Director General, AEPAM) 
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PART ‘B’ 

PROJECT DESCRIPTION AND FINANCING 

6.1 Location of Project:  

(Attach map) 

Academy of Educational 
planning and Management of 
Education, Islamabad 

a) Give name of place and 
administrative district in 
which the serve centre will be 
located 

Academy of educational Planning 
and Management, Ministry of 
Education, Islamabad, will act as 
FCU for all the four provinces / 
federal areas 

b) Indicate total area which will 
be served 

-  Collection of data FCT, FATA, 
FANA, AJK 

-  Consolidation analysis of data 
whole of Pakistan 

 

6.2 Existing Facilities 

Give information about public and private sector institutions 
in the area, their staff and equipment, actual enrolment in 
various classes and capacity enrolment of the institution. The 
information about public and private sector institutions should 
be given both for the level of the educational programme 
proposed by the project as well as for the lower level 
institutions which serve as feeder institutions for the project: 

 FedEMIS is, in fact an extension of the National 
Educational Management Information System (NEMIS) which was 
implemented from July 1991 to June 1993 with financial and 
technical assistance of UNDP and USAID. That project developed 
an EMIS at the district level in each province and federal area. 
Personal Computers (PC) alongwith necessary staff were inducted 
at the district level. Data collected was punched into PCs and draft 
reports were produced during this phase. There were 102 district 
cells in Pakistan, out of which 80 were made operational and the 
remaining 22 in Punjab cold not become operational due to hiring 
freeze on the part of Government of Pakistan. The equipment for 
the 22 districts, though not installed in the concerned district, is 
none the less being used for data entry and processing in Punjab 
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NEMIS center, Lahore. Similar facilities were also set up at the 
federal level which still exist. The project was evaluated in May 
1993 and it was recommended that the existing project may be 
continued with new dimensions. Until then, the project was 
executed by the Central Bureau of Education which was in the 
meantime wound up. At that stage, the project was transferred to 
AEPAM which had been executing it in the intervening period 
between Phase I and Phase II. 

6.3 Description / Justification of the Project: 

a) Give brief history, proposed facilities and justification of 
project: 

 Pakistan inherited an administrative set up based on orthodox 
approaches. It was highly centralized in nature as key policy 
decisions were made and routine decision left to the indigenous 
civil servants. Unfortunately, very little efforts were made to 
modernize the administrative system and gear it towards the 
realization of educational objectives. Poor planning and 
management services resulted in inefficiency of the system. 

 Non availability of accurate data at the operational level has 
resulted in confusions at the lower strata. The situation is worse at 
the management control and strategic planning level. Absence of 
any decision support at these levels has made decision making 
intricate and enigmatic. This has resulted in defective planning and 
mismanagement of the whole education system. As a consequence, 
country could not utilize its resources properly. Due to lack of 
proper data flow, the system suffered from major problems such as 
“under funding” and “under spending”. 

 Until a few years ago, with the exception of NWFP, there was not 
computerized data base available in the country’s education 
system. In the rest of Pakistan, manual facilities existed which 
appeared outdated, obsolete, time consuming and also unreliable 
data and consequently defective planning. A definite need was 
there fore, felt to improve the data collection mechanism, its 
reliability, relevance and also prompt availability thus bring it at 
par with NWFP where a pilot EMIS project was established (1980-
83) by Management Unit for Study and Training (MUST) in 
Peshawar. It computerized educational data and raised an EMIS for 
the school department. Later, not only the activities of  MUST 
were expanded to cover about 75% of all the schools in the 
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province and also at colleges following the MUST model, NEMIS 
Project was implemented during 1991-93. 

 NEMIS was carried out under collaboration with UNDP, USAID 
and UNESCO Facilities were provided for the establishment of 
educational management information centers throughout the 
country at district level. The design of this project was to respond 
to the needs identified in the plan and in related studies to improve 
planning of education, to improve the management of education 
and delivery of instruction, to establish fully computerized system 
for data coding and consolidation analysis and disseminating, 
NEMIS was completed in Jun, 1993 and evaluated in May, 1993.  
The Evaluation Report recommended the extension of the project. 

 In the meantime, an additional factor has surfaced to warrant 
FedEMIS. This Central Bureau of Education, which was 
responsible for taking educational census each year, has been 
wound up, leaving a big vacuum. This vacuum will be filled by 
FedEMIS. 

 FedEMIS is to be launched with assistance from the World Bank 
as a component of SAP. Initially, it will be launched for two years 
and after completing its life, will gradually become part of 
AEPAM’s regular activities. At that stage, AEPAM’s regular 
budget will have to be increased to take care of the incurring 
expenditure. 

 The Academy o Educational Planning and Management will act as 
Federal Coordinating Unit (FCU) for the consolidation of all data 
gathered from each province. It will also be responsible for 
assisting in data collection from Federal Areas, (FATA, FANA, 
AJK and FCT) in the initial period and ultimately for the 
development of such capabilities at the local level. 

 FedEMIS’s contribution to the education sector would be manifold 
– ranging from coordination and implementation to analysis for 
strategic decision making in national educational planning and 
from designing to evaluation. FedEMIs will not only process and 
analyze data received from various provinces to present a national 
picture but will also undertake its analysis with a view to 
highlighting fundamental issues and suggesting their remedies. 
Based on this data, policy papers and situational reports will also 
be prepared so as to help the decision makers in taking enlightened 
and well informed decisions. 
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b) Give population of area to be served, age groups and income 
levels: 

 All children going to government schools will be covered. 
Attempts will be made to include those in registered private 
institutions also. 

c) Relationship with other programme in the same sector and in 
other sectors, indicate whether coordination with other sectors 
has been assured: 

 All provinces have an EMIS within the department of education. 
These provincial EMISs have been funded under UNDP, NEMIS 
project and USAID, and now IDS. The provincial EMISs will 
provide monitoring and evaluation for the education component of 
the SP in respective provinces. FedEMIS will maintain close 
liaison and coordination with these units through the mechanism of 
Policy and Technical committees. 

d) The employment prospects of the persons to be trained and terms 
of the present and future demand: 

 The project envisages ample opportunities to provide training 
facilities to personnel engaged in EMIS activities. There is a 
provision to refresh and orient personnel trained during NEMIS 
phase I with other packages and equip them with the latest 
approaches being used in the world. However, no training is being 
planed to produce persons for market employment. 

e) Give details of the type of training or education to be imparted. 
The syllabus and the subject in which emphasize will be placed. 
Indicate availability of teaching staff: 

 A number of training programmes at different levels and locations 
are envisaged in data collection, data processing analysis, use, etc. 



         Plan Implementation and Management             
 

98 



         Plan Implementation and Management             
 

99 

Unit – 4 

 

 

 

 

 

 

 

 

PROJECT APPRAISAL 

 

 

 

 

 
 

Written by :  Dr. S.M. Aijaz 
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OBJECTIVES OF THE UNIT 

After having intensively gone through this unit, you should be able to: 

1. Know and discuss orally as well in writing the concept, need, 
functions and components of project appraisal. 

2. Appreciate and appraise in writing what is a project and what are 
the computational techniques. 

3. Discuss and review in writing the various aspects of project 
appraisal. 

4. Appraise and find out the various strong and weak points of 
educational projects. 

5. Solve and compute various problems such as given at the end of 
the unit. 
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1. NEED FOR PROJECT APPRAISAL 

1.1 Balanced Development 

 Governments face many problems; on the other hand, they have 
got less resources; and on the other hand a number of economic as well as 
social objectives have to be achieved. If the basic needs of the ever 
increasing population are to be met, agricultural output must be increased, 
the coverage of health facilities has to be enlarged, the availability of clean 
drinking water has to be ensured, the production of manufactured goods 
has to be increased and facilities for sale and quick transportation of men 
and material have to be provided. New educational institutions of all types 
need to be established not only to provide basic education but also to 
ensure availability of trained manpower for all the above activities, and so 
on. 

1.2 Sectoral Interdependence 

 The development objectives of each of the sector of the economy 
have to be realized if the standard of life of the people has to be improved. 
The attainment of the development targets of any one sector is linked up 
with development in a number of other, if not all sectors. Thus, for 
increasing agricultural outputs – availability of water, seed, fertilizers, 
pesticides etc – has to be ensured (water sector, industry sector). For 
mechanization of agricultural, tractors have to be made available (industry 
sector). Moreover, credit facilities have to be made available in time for 
the purchase of these inputs, and know-how has to be passed o and trained 
manpower has to be made available (education and manpower sectors). 
The economy is like the human organism for whose efficient functioning 
each and every organ must operate at its optimal level. It must now be 
obvious that all sectors of the economy must be developed in a 
coordinated fashion. 
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ACTIVITY – 1 

TABLE – 1 

INDICATE HOW THE 
IMPLEMENTATION OF EACH 

PROJECT IS RELATED TO 
DEVELOPMENTS IN ANUMBER OF 

OTHER SECTORS 
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Construction of 
Kalabagh Dam 

         

Power Transmission 
Line from Tarbela to 
Karachi 

         

Fertilizer Plant          

Vocational Training 
Centre, Hub Chowki 

         

Low Cost Houses at 
Karachi 

         

Training of Nurses and 
paramedical staff at 
Karachi, Lahore and 
Peshawar 

         

Cleaning and lining of 
water courses in Punjab 

         

Establishment of a 
College at Noshi in 
Baluchistan 
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Proper implementation of project in any sector is both depended 
upon and has important impact upon developments in other sectors. A 
number of projects in different sectors are listed in Table 1. please indicate 
in appropriate columns of the table how the implementation of each is 
related to developments in other sectors. 

1.3 Competing Sectoral Demands 

 Each sector of the economy needs resources, and resources are 
scarce. Just to illustrate the pinpoint, demands for resources received in 
the Planning commission for the Annual Development Programme, 1984-
85 and the resources finally budgeted are summarized below: 
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TABLE – 2 

DEMAND AND ALLOCATION OF RESOURCES 

DURING 1984-85 

   (Million Rs.) 

Agency making 
demand 

 Demand 

Received 

Amount 

Budgeted 

I Development Programmes of 
Federal Ministries 

5,100 2,570 

I I  Develop Programmes of 
Provincial Departments 

900 730 

     

  Total 6,000 3,300 

 

 Under-development is because of shortage and improper, 
inefficient use of resources. If scarce resources are to be allocated (logical, 
systematic) methods has to be used to convert costs and benefits of 
projects in different sectors and in different sub-sectors of the same sector 
into a common, comparable unit. 

 The resources required for development are money, material and 
men. 

1.4 FUNCTION OF PROJECT APPRAISAL 

Project and Important Aspects of Project 

 The successful implementation of different kinds of projects is the 
principle way to accumulate capital assets that produce benefits over an 
extended period of time. Since in such an activity resources are used in 
expectation of adequate in future, it logically lends itself to proper 
planning, financing and implementation. A project, therefore, necessarily, 
needs a minimum level of investment which could be analysed 
independent of any other project. In other words if two or more projects 
cannot produce the expected returns independent of one another then all of 
them have to be treated as one project. In addition, for a meaningful 
analysis, the project should have a definite starting and finish point. 
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 A project has most often multidimensional effect. These effects 
need to be carefully examined and linked with the specific objectives 
planned to be achieved through investment process. Different aspects of a 
project could be classified as following: 

- Technical aspects. 

- Institutional and organizational aspects. 

- Commercial aspects. 

- Financial aspects. 

- Economic aspects. 

- Social aspects. 

 The technical aspects concerns the project inputs and outputs. It is 
extremely important that before a project is physically implemented the 
technological requirements are determined to the utmost details.  The task 
of the technical design is critical function in the ultimate success of the 
project. In fact the other aspects can proceed in a satisfactory way only 
when technical details are available, although the technical assumptions of 
the project may be revised as the other aspects are examined in detail. 

 The institutional, organizational and managerial aspects are the 
most important aspects of the successful implementation of the project and 
the issues such as detailed below should be resolved in advance: 

(a) Whether the project suitably fits in the socio-cultural patterns and 
institutions where the project is implemented? 

(b) Does the project incorporate the exiting institutions and use them 
to further project? 

(c) How the administrative organization of the project relates to the 
existing agencies? 

(d) Is there to be a separate project authority etc? 

 The managerial issued are crucial for the success of the project. In 
fact there is no substitute for good management. Most often good 
management could make a poor project a success and vice versa. It is, 
therefore, essential that the ability and technical know-how of the 
available staff is examined and fair judgment is made whether they can 
administer the project. If managerial skills are limited, provision for 
training and / or hiring of expatriates should be decided in advance. 

 Commercial aspects of a project are related to the marketing of the 
output produced by the project. Careful analysis of demand, identification 
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of potential markets, the mechanism of marketing etc, are essential for 
success of the commercial projects. 

 Financial, economic and social aspects are crucial in the ultimate 
decision makings that whether a project should be undertaken. The 
financial aspects of the project preparation and analysis include the 
financial effects on various participants such as government, private firms, 
public corporations, project agencies etc. in fact financial criteria is one of 
the most important criteria in investment decision making. Private 
investors and commercial organizations always make decision on the basis 
of financial profitability of their investment. 

 The economic aspects are quite closely related to the financial 
aspects. But in the economic analysis, contrary to the financial analysis, an 
assessment is made to determine the extent of contribution of the project 
to the economy as a whole. 

 The emphasis on social aspects of projects, (such as employment, 
distribution of income received attention in the post seventies era because 
the macro economic development strategies of 1950s and 1960s failed to 
raise the standard of living of millions of people despite substantial 
increase in gross national product of many developing countries. The 
literature in this field expanded rapidly in a short span of period. Under the 
influence of this literature, social aspects are implicitly or explicitly given 
consideration in most of the projects. 

Important Steps in Project Appraisal 

Keeping in view various aspects, described above, project 
appraisal is a practical way of assessment of viability of a project which 
involves the identification and measurement of all relevant costs and 
benefits over the productive life of a project. Following are the four 
important steps in project appraisal: 

(a) Identification of costs and benefits. 

(b) Measured of costs and benefits. 

(c) The effect of time in investment appraisal. 

(d) Presentation of results 

Identification of Costs and Benefits 

 The first task in project appraisal is to identify all the costs and 
benefits of the project. Thee are many ways to group costs, but a common 
way is to distinguish between capital cost and recurrent cost, which are 
further broken down to show local and foreign exchange components. 
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Similarly, the benefits, which are precisely in terms of incremental output 
and services, are identified as a difference of “with” and “without” project 
(non “before” and “after” project) . it means the effects of the project 
should be assessed giving full consideration to those changes which would 
have taken place even if the project would not have been implemented. 
Under such a situation following are the five different possibilities of 
effects of a project. 

(i) The situation in which all the benefits and costs are only because 
of the project e.g. cost of a new factory and its output (see Figure 
1) 

(ii) The project might have certain constant benefits which are already 
in the project area (See Figure 2) e.g. increase in agricultural 
production because of a new road by linking the area with markets. 

(iii) The project will help to sustain the existing level which might 
decline in absence of the project (see Figure 3) e.g. a scheme to 
prevent the erosion of land / road etc. 

(iv) The project is not only to sustain the existing level of benefits (as 
in case of (iii) above) but also further improve (see Figure 4), such 
as improvement of a poorly maintained road, salinity and water 
logging projects etc. 

(v) The project is going to accelerate the  pace of rising benefits which 
already exists (see Figure 5). For example if agriculture productivity is 
already increasing in a certain area, construction of a new road or 
introduction of a new agriculture technique / seeds will further r increase 
this pace for a certain period. 

 The effects of a project, in terms of costs and benefits, are also 
classified as : 

(a) Direct   - Indirect 

(b) Tangible - Intangible 

(c) Primary - Secondary 

 This classification is of special significance for the kind of analysis 
attempted. The quantitative assessment is mostly possible for the tangible 
costs and benefits yet the intangible effects are equally important and have 
to fully described and taken into account in decision makings. Even if not 
included in the conventional quantitative cost-benefit analysis. 

Measurement of Costs and Benefits 
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 The terms, costs and benefits have relevance only in relation to 
certain objectives (e.g. financial, economic, social) and these are measure 
using prices which are only relevant to these objectives. For the purpose of 
financial analysis all the costs and benefits are measured at market prices 
and decision made on the basis of financial profitability of the project. A 
project is accepted if its financial benefits exceed from the costs of the 
project. The financial analysis, however, has the following limitations: 

(i) There are external costs and benefits, relating to an investment 
activity, which do not enter into financial transaction though they 
have important implications for the society at large e.g. education 
projects. 

(ii) In the commercial / financial profitability, inputs and outputs are 
valued on the basis of market prices, which might not reflect the 
true scar5city value to the economy. A perfect market, in which 
market prices also reflect the true scarcity value of goods and 
service, hardly exists in the real world. The markets of the 
developing countries, like Pakistan are particularly distorted 
because of inflation, currency overvaluation, prevailing wage rate 
and unemployment imperfect capital markets, import quotas, 
tariffs, expert disincentive etc. 

(iii) A society may pursue such objectives for which commercial / 
financial profitability is not a relevant criterion. 

 To sum up, while commercial / financial profitability, as a criterion 
for investment decisions, is relevant for a private entrepreneur or entity, it 
generally fails to allocate the resources in the interest of society at large 
and economic and social benefits-costs analysis provide alternative to the 
investment decision makings criterion.  

Effect of Time and Presentation of Resists 

 There are different ways to present the summary results of project 
analysis for decision making. In view of significant effect of time in 
investment appraisal, the Discounted Cast Flow (DCF) analysis provides 
the most appropriate tools for analyzing the costs and benefits. Besides, it 
also takes into account the other important aspects of the project and 
presents the worth of the project in very clear terms. The results of DCF 
analysis could be presented in several ways, for example, Benefits Cost 
Ratio (BCR), Net Present Worth / Value (NPW / V) and Internal Rate of 
Returns (IRR). 
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2. PROJECT AND ITS COMPONENTS 

2.1 Concept of a Project 

 A project consists of a set of activities designed to achieve certain 
objectives. In a broader sense, projects can relate to any human activity. A 
school may formulate a project for the selection of its hockey team. For 
this purpose it may organize a series of matches between different classes, 
constitute a team of judges, prepare rating scale, hold post-match meetings 
of judges, shortlist potential team members, organize training camps, 
arrange matches with outside team to try different combinations of player 
or to try same player at different places and finally put together the best 
possible team. A the formulation of a project is an indication of 
dissatisfaction with the existing situation and a realization of the need for 
intervention, in some form, to attain a more satisfactory state of affairs. 

 The formulation of a project for the selection of the school hockey 
team is an indication of dissatisfaction either with the school team or the 
manner of its selection. The taking up of the project also signifies the 
confidence of the school in being able to field a better school team with 
the proposed method of selection. 

 The formulation of a project for the setting up of a printing press at 
each of the four Provincial Textbook Boards was indicative of the 
dissatisfaction with the poor quality of printing of te3xtbooks and non-
availability of the textbooks at the beginning of the academic year. It also 
indicated the confidence of project planners that he proposed intervention 
(installation of printing presses) would remedy the situation. 

 In the context of national economic planning, a project may be 
looked upon in two distinct, though related ways. A project may be 
defined as set of related activities designed to further the development 
objective. Any activity which results in growth of the capital stock of 
goods or human resources is development in natures. A project must in 
some way contribute to an improvement in the quality of life of the 
people. 

 A project may also be looked upon as “a proposal for an 
investment to create, expand or develop certain facilities in order to 
increase production of goods and / services in a community during a 
certain period of time”. Any set of activities undertaken to improve the 
quality of life of a community is bound to involve investment of resources: 
material, human or both. Similarly, an investment proposal to create or 
expand facilities would consist of a series  of related activities. 
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*UNIDE, Manual of Evaluation of Industrial Projects, United nationals, 
New York, 1980. 

2.2 Components of a Project 

 A project, as conceived above, must have the following 
components: 

 (I) Purpose and Objective: Every proposal must include a 
statement of purpose and objectives. This must emerge form an analysis of 
the current situation identifying the deficiencies and problems. Thus every 
project contains, either implicitly or explicitly, an analysis of the existing 
situation highlighting the deficiencies and identifying the factors 
contributing to the deficiencies about which the sponsors are concerned 
the purpose of the project would thus be to initiate action(s) which is (are) 
deemed to effectively counteract the factors responsible for the 
deficiencies. Every project must justify the proposed intervention by an 
analysis of the situation. For example, a scheme for the construction of 
teacher residence for intermediate colleges must be formulated on the 
basis of difficulties experienced in recruiting and retaining college 
teachers at certain far-flung areas. The difficulty must be analysed in-
terms of overall availability of qualified teachers in the country and their 
unwillingness to accept appointment or frequent turnover of teachers at 
colleges which do not provide residential accommodations. 

 Sometimes the purpose of the project may be simply to met the 
demand for goods / services which may be in short supply. For example, a 
project was formulated by the Ministry of Education in 1973 to develop 
the Central Government College for Women at Islamabad to provide 
degree level education. An intermediate college for girls had started 
functioning in Islamabad in 1967 and there was no facility for degree level 
education for girl’s graduing from that college. 

 A finer distinction may be made between the immediate purpose 
and the long-terms objective of a project. Take for example the project 
formulated by the Ministry of Education in 1973 for local production of 
foreign textbooks. It was stated in the project that most of the books 
prescribed in universities and professional colleges were of foreign origin 
and were so expensive as to inaccessible to most of the students. The 
immediate purpose of the project was to provide for printing of foreign 
textbooks locally so as to make these available to students at a reasonable 
price and save foreign exchange. It was maintained that the project would 
help in raising the standard of education. Thus the long-term objective of 
the project was to bring abut improvement in the quality of higher 
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education through overcoming one of the perceived factors responsible for 
poor quality of out-put of higher education, namely non-accessibility of 
foreign textbooks to students due to exorbitant cost. 

 It should be noted that the purpose and objective of the project 
emerge from sector analysis. The dissatisfaction with the existing state of 
affairs is obvious and the factor responsible is implied. 

 (II) Proposed Intervention. On the basis of sector analysis and 
identification of deficiencies the project proposal advisers to initiate 
certain actions to correct the situation. The proposed intervention is the 
core of the project. After making an analysis of the extremely limited 
capacity of educational institutions to meet the ever increasing demand for 
learning and the high cost of establishing educational institutions, the 
Ministry of Education concluded that the formal system one cannot meet 
the need and demand for education for the growing population. The 
analysis indicated that the formal system is unable even to provide 
universal primary education. The coverage of the formal system is even 
less at the secondary and higher levels. A further aspect of the inadequacy 
of the formal education system is its inability to reach out people in the 
rural areas where the majority of the population lives. On the basis of such 
sectoral analysis, the Ministry of Education arrived at the conclusion that 
the educational needs and demands of a larger segment of the country can 
be met only be developing non formal system of education which will 
make extensive use of the distance teaching technique to reach out larger 
number of person at a relatively lower cost. For this purpose the project 
provided for the establishment of Allama Iqbal Open University. The 
proposed intervention in this case was the setting  up of the University to 
provide educational services through distance teaching methods 
particularly for hose who can afford to devote only part of their time for 
education and  even that at their residence or close to their residence. 

 In 1973, the Ministry of Education formulated five projects for the 
establishment of centers of excellence at the universities located in 
Lahore, Hyderabad, Peshawar, Quetta and Karachi in five different 
scientific disciplines. The project sought to establish these centers to 
provide teaching and training leading to M.Phil and Ph.D degrees; engage 
in goal-orientated high-level teaching and research and train research 
workers; promote cooperation in interdisciplinary relationship with other 
teaching and research establishment; and arrange conferences, seminars, 
refresher courses etc. for the development of teaching and research. 
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 The need for this intervention was identified on the basis of an 
analysis of the deficiencies in the system of higher education which 
indicated that the country was completely dependent on foreign countries 
for training of its experts and specialists. As the per student cost of foreign 
training was exorbitant, involving expenditure in foreign exchange, and as 
complete dependence on foreign countries for supply of high level 
manpower was not desirable the Government proposed to intervene by 
setting up these centers of excellence. 

 A project proposed must present an analysis of the concerned 
sector / sub-sector. Whether stated explicitly or not, the project 
must follow from this analysis / perception of the situation. Every 
project must indicate clearly the interventions / activities proposed. 

 Activity – III 

 On the basis of brief project descriptions given in Table-3 state the 
purpose and objective as well as the deficiencies (explicit or 
implicit indicated by sector analysis). 

 (III} Adequacy and Feasibility of the proposed Intervention. The 
project document must make an effort to establish the adequacy of the 
proposed intervention to correct the situation, remove the deficiency and / 
or meet the new / additional demand for goods or services. Thus, the 
project for the local production of foreign textbooks, taken up because of 
the exorbitant cost of foreign textbooks, must establish that it would make 
foreign textbooks available to students at a reduced price. This can be 
done by making a complete analysis of the cost of local production i.e. the 
cost of paper, printing, binding, royalty, and administrative overheads 
besides marketing costs. Similarly, the project for the establishment of 
centers of excellence must establish that ht per unit cost of its output 
would be lower than that of foreign universities and the project is feasible 
from the point of view of availability of highly trained instructional staff. 
Library and reference resources required for advanced research, 
sophisticated equipment and expertise required for its use, maintenance 
and the willingness of potential researchers to come to these centre in 
preference to foreign institution. 

 In cases of interventions proposed for meeting the demand for 
education at a certain level, it is necessary to establish the demand and its 
persistence in foreseeable future so as to ensure maximum utilization of 
the physical facilities proposed to be created. Thus, the project for the 
establishment of a new degree college in an area must analyse the present 
and projected flow of students from High schools and intermediate 
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colleges to new degree college that after allowing for maximum existing 
and projected intake capacity of existing planned degree colleges, medical 
colleges, engineering colleges etc, there would be enough un-met demand 
for degree level education in the proposed fields to fully utilize the 
facilities being established. 

 

    ACTIVITY – 1II 

TABLE – 3 

PURPOSE AND OBJECTIVE OF THE PROJECT AND THE 
SECTOR DEFICIENCIES INDIATED BY SECTOR ANALYSIS 

Project Description Purpose Long Term 
Objectives 

Sector 
Deficiencies 

Supply of Teaching Kits to Primary 
Schools. The teaching kit will contain 
picture cards and chair. Material 
required for explaining its use will be 
supplied with the kit and teachers will 
be trained in its use. 

   

Establishment of Book Banks in 
professional college where multiple 
copies of prescribed textbooks would 
be placed for loaning out to students 
on payment of nominal annual rent. 
The cost of books would be recovered 
from students in ten years. The money 
received from students would be used 
to add new titles. 

   

Establishment of a National Scientific 
Equipment Repair Centre at UGC for 
repair of costly laboratory and 
workshop equipment / instruments 
used in universities. The universities 
will have to bear transportation and 
nominal repair charges. 
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ACTIVITY – 1V 

TABLE – 4 

ALTERNATIVE PROJECT PROPOSALS CONSIDERED AT PROJECT PLANNING  

STAGE WITH MAJOR CONSIDERATION 

Project Proposed Alternative Project Proposals considered Major Considerations 

1 2 3 4 5 6 7 

Establishment of an Arts College 
at Simly (15 Km from 
Islamabad) for 20 student 

Open an 
intermediate 
section in 
Simly High 
School 
(assumption 
is that there is 
a High 
School) 

Provide scholarship to 
students passing SSC 
exam from Simly High 
School in at least II Div 
for study in colleges of 
Rawalpindi – 
Islamabad. The 
Scholarship to cover 
tuition books and 
transportation 

Construct a 
hostel at F.G 
College, 
Islamabad for 
students from 
Simly. Students 
passing SSC in 
II Div to get 
scholarship 
covering 
boarding 
lodging and 
tuition expense. 

Conveni
ence to 
students; 
lower 
individua
l cost: 
impact 
on 
quality 
of school 
educatio
n 

Lower per 
students 
public cost; 
better social 
development 
of students 

Better 
quality 
education; 
greater 
social 
integration 

Establishment of an Academy at 
Islamabad for in-service training 
of degree college and university 
lecturers / Asstt. Professors in 
subject matter and pedagogy 

      

Construction of Lady Teachers 
Residences at high schools 
located in rural/semi-urban areas 
to meet the shortage of female 
teachers 
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 The project document should also indicate other alternative 
approaches, if any for the realization of project objectives. The results of 
this comparative evaluation of alternative intervention should be furnished 
to fully justify the choice. The purpose of this exercise is to establish that 
the proposed intervention is possibly: 

(a) The only way of achieving the purpose. 

(b) The most effective way of achieving the purpose. 

(c) The most economical way of achieving the objective. 

(d) The only effective / economical way of achieving the objective.  

It must be remembered that the criterion of the effectiveness might 
be the time required of achieving the target, higher output the quality of 
output, output per unit of time, etc. to satisfy this condition the project 
document should give full information about the various alternative form 
which the proposed intervention ahs been selected. 

 The project for establishment of an intermediate college in 
a locality should, for example, consider the following possible 
alternatives: 

(i) Open intermediate section in the existing high school. 

(ii) Provide scholarship to students passing the secondary school 
certificate examination with a minimum aggregate marks for study 
in colleges with under-utilized facilities. 

(iii) Create additional hostel and / or other physical facilities at the 
nearest college and provide scholarship to students obtaining 
minimum aggregate marks. 

 Activity-III 

Read the brief descriptions in column 1 of Table 4. in columns 2-4 
suggest some of the alternative project proposals that should be 
considered before selecting the intervention that is likely to be 
most effective and economical. In column 5-7 suggest major 
consideration favouring each of the suggested alternative project 
proposals. 

(iv) Administrative and Managerial Capability. The project 
document must indicate what administrative arrangement(s) are proposed 
to meet the special needs of the project both at the implementation and at 
the operational stage. For this purpose the administrative needs at these 
two stages must be assessed and the arrangements to meet must be spelled 
out. If the project is to be implemented / executed by an existing 
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organization, the project must indicate that the existing administrative set-
up has un-utilized manpower required for the project, or alternatively what 
additional staff would be required. If the project sponsored by one 
organization is to be implemented by another organization, the willingness 
of that organization to assume the responsibility must be indicated. A 
neglect of seemingly minor and unimportant details can at times have 
serious implications. An example is the project for the establishment of the 
Baluchistan Engineering College at Khuzdar proposed by the Federal 
Ministry of Education. The project was to be executed by a Project 
Director to be appointed by the Provincial Government. The Provincial 
Government was unable to find a suitable, experienced engineer willing to 
take up the job. The project ran into difficulties as project directors came 
and left. 

The assumption that existing administrative machinery would be 
able to take on the responsibilities of implementation of additional projects 
does not always hold good. Experience has shown that the practice of 
having a separate project directorate, particularly for large project, yield 
better results. A case in point is the establishment of a Federal 
Implementation Unit and Provincial Implementation Unit for the World 
Bank supported Third Education project. The administrative structure as 
well as its costs were built in the project which facilitated both the creation 
of the machinery and the implementation of the project. Another example 
is that of the creation of a hierarchy of bodies for opening mosque schools 
on a large scale during 1982-83. a policy making National Coordination 
Group was established under the chairmanship of the Minister of Planning 
and Development. Group was est5ablished under the chairmanship of the 
Minster of Planning and Development. For implementation of the 
decisions of this Group, Federal and Provincial Coordination Councils 
were established under Federal and Provincial Secretaries of Education, 
respectively and at the grass roots level, district Implementation 
Committees. Under a decision of the National Coordination Group each 
concerned Ministry / Department designated one of its officers for this 
purpose. Thus, an administrative machinery charged with the 
responsibility for the project was brought into being without additional 
cost. 

(v) Project Cost.  The project cost must be worked out in 
details.  Normally the basis of cost estimates must be given. For proper 
coasting of the project, it is necessary to work to the details of all 
activities. Most of the education projects have the following cost 
components; 
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(a) Building 

 The Project must provide details of various categories of buildings 
proposed to be constructed. Full justification for various facilities and the 
space standards used must be furnished. The project must relate building 
facilities to academic programmes and student intake. The creation of 
facilities which are to be used very sparingly has to be avoided. The use of 
collapsible partitions and removable furniture allowed for multiple use of 
building facilities. The cost of buildings must then be worked  

(b) Equipment and Furniture 

 Quantities of various items of equipment and furniture required for 
various purpose and building facilities should be worked out and coasted. 
These should also be related to the academic programmes and proposed 
intake. 

(c) Library Books 

 The cost of journals and other requirements in the form of books 
and literature should be estimated carefully. 

(d) Development of course / Instructional Material 

 In some educational projects courses have to be developed and 
special instructional materials have to be prepared, used with experimental 
groups and printed after revision. The cost of these activities should be 
worked out on the basis of number of courses to be developed and size of 
the groups for which these materials are being developed. 

(e) Staff Development 

 In some projects, provision has to be made for the training of 
teachers / researchers. The costing must be base don’t he number of 
persons to be trained in various specializations, the type and education of 
training, and per man-month cost involved. 

(f) Staff Salary 

 Provision has occasionally to be made for staff salaries to be paid 
out of project funds. This is permissible during the implementation stage 
(a) in respect of staff required for implementation, and(b) in respect of 
staff required for research / programme development. Once the project has 
been executed all staff has to be paid from the revenue budget.  

 

(vi) Project  Outcome 
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Once the inputs in the form of men and material are used to 
implement a project, the results would begin to appear. In most cases (not 
always in education sector), these results would be in form of material or 
services of considerable monetary worth. For example, on the completion 
of the Pakistan steel Mill project, it would produce steel of various grades 
which would be sold in local or foreign markets. Again, on the completion 
of a project for laying pipeline between Sui to Quetta a certain amount of 
gas would be supplied to domestic and commercial consumers in Quetta 
which would yield some income. A project must spell out in quantitative 
terms the outcome to be expected on completion of the project. Wherever 
possible the monetary value of outcome should be worked out. This would 
enable the decision maker to weight project cost with outcome of the 
project in order to decide whether it would be worthwhile to make 
investment. 

In respect of most of the projects in social sector, it may be 
possible to assign monetary value to the outcomes of the project. For 
example, the outcome of a project for the improvement of science 
education in high schools would be better understanding of science among 
students. No money value can be assigned to this outcome. However, in a 
few case sit may be possible to monetize the outcome of an educational 
project. For example, a project for the installation of printing presses at the 
textbook Boards shall have outcome of considerable monetary value. 

In any case every project must list the outcome in quantitative 
terms whether money value can be put to the outcome or not. 

(vii) Schedule of work 

The project must indicate the likely starting and completion dates, 
the estimated time required for different activities and the annual phasing 
of the work. If proper attention is given to these details at project 
preparation stage, the implementation of the project would proceed 
according to schedule. Moreover, such awkward situations would be 
avoided when costly equipment arrives before the buildings are ready. 
Moreover proper financial management is possible only when activities 
are started according to the planned schedule. 

(viii) Financing Phasing 

Closely related to the schedule of work is the schedule of 
investment. The annual financial phasing should be based on the activities 
to be undertaken during each year:  

A project must be the following: 
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(i) Purpose and objective. 

(ii) Proposed intervention. 

(iii) Adequacy and feasibility of proposed intervention.\ 

(iv) Administrative structure and implementation machines. 

(v) Break up of project cost. 

(vi) Project outcomes in quantitative terms (with money value, if 
possible). 

(vii) Schedule of work 

(viii) Financing phasing. 

3. BSIC CONCEPTS AND COMPUTAIONAL TECHNIQES OF 
PROEJCT APPRAISAL 

3.1 Basic Concept 

 The basic purpose of project appraisal is to assist the decision 
makers in making the investment decision. The primary consideration in 
an investment decision is the likely “rate of return on investment”. 

 The basic techniques of project appraisal is to determine the rate of 
return of the project and to compare it with the prevalent rate of return on 
other projects. 

 For the purpose of determining the rate of return of a project, the 
present worth of investment to be made in different years during the life of 
the project is computed and compared with the present worth of the 
streams of benefits expected over the life of the project. 

a. Time Value of Money 

To understand the underlying philosophy of project appraisal it is 
necessary to have a clear idea of the time value of money and its 
implication. An amount of money today (year zero or Yo) is more 
valuable than the same amount of money after a year from now (year one 
or Y1), after two years from now (Y2), and so on. This is so because to 
postpone immediate enjoyment of pleasure and invest his money, one 
would be willing to do son only in the expectation of more pleasure on a 
future date. 

COMPOUNDING AND DISCOUNITNG 

What a certain amount of money today (Y0) would become on a 
future date (Y1, Y2,…Yn) involves compounding. Ascertaining 
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how much an amount of money at a future date (Yn) is worth 
today. 

(a) Compounding 

 According to the principle of compounding Rs.100 in Yo would be 
equal to Rs.100 x X at any future time. The value of X would 
depend upon (i) the stipulated rate of interest, and(ii) the number of 
years. The compounded value is what the given amount would 
become if left in a bank at compound interest for that number of 
years. 

 How much an initial amount becomes at a future date can be 
calculated by multiplying the initial amount by the compounding 
factor read from the Compounding and Discounting tables 
corresponding to the rate of interest and the number of years. 

 For example the compounded value of Rs.25,000/- at 12% would 
be Rs.39,337,98 (25,000 x 1.573519). please see the four pages 
from the World Bank Compounding and discounting Tables 
reproduced in Annex-II. 

(b) Discounting  

 According to the process of discounting Rs.100 at a future date is 
equal to Rs.100 x today. The value of X would depend upon (i0 the 
rate of interest, and (ii) the number of years. 

 How much an amount of money at a future date is worth today is 
calculated by multiplying the amount by the discount factor 
corresponding to the rate of interest and number of years in 
Compounding and discounting tables. 

 Thus Rs.15,725 in Y6 is worth Rs.887635 in Yo at the discount 
rate of 10% as per calculation below: 

Discounted wroth of Rs.15,725 – 15,725 x discount factor 

   = 15,725 x 564474 

   = 8876.35 

 The compounding factor for a certain rate of interest and for a 
certain number of years is the reciprocal of the corresponding discount 
factor. 

 The compounding factor at 12% for 8 years: 
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       1 

Discount factor at 12% for 8 years 

=            1 

           .403883 

=             2.3475965 

 

b. Present Worth of Investment / Benefits 

Two different types of situations involving discounting process 
arise frequently in appraising a project. Either the amount of investment / 
benefit varies from year to year or the same amount of investment / benefit 
occurs for a number of years. The process of working out the present 
worth of costs / benefit in the two cases is slightly different though the 
underlying rationale is the same. 

(a) Varying Amounts of Investment / Benefit 

 The present worth of money to be invested at different period of 
time in a project is not obtained by simply adding up these values but by 
discounting the investments to be made Y0, Y1, Y2….Yn etc and brining 
the value of each to Y0. the sum total of the discounted values of these 
investments is the present value of the project cost for purpose of project 
appraisal 

For example, take the following investment schedule of a project. 

1985 1986 1987 1988 Total 

Y0 Y1 Y2 Y3 Y0 to Y3 

75 125 150 150 500 (IN 
MILLION) 

 

The discounted present value of project cost at 14 percent is 
Rs.401.32 million worked out in the following manner: 
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Year Amount of 
investment  

Discount 
factor at 14% 

Rs in million worth in 
Y0 

Y0 75 1,000 75.00 

Y1 125 0.877193 109.65 

Y2 150 0.769468 115.42 

Y3 150 0.674972 101.25 

 

(b) Constant Amounts of Investment / Benefit 

 The present worth of constant amounts invested annually is also 
not equal to the sum total of all investment. Instead of discounting the 
amount year by year and adding up (as explained above) reference is made 
to the present worth of an annuity factor in the discounting table. For 
example, present value of a project in which Rs.5 million are invested 
annually for in years is derived below by both the methods: 

Year Amount  Discount 
factory Y0 at 

14% 

Method-
I 

Method - 2 

Y1 5 .877193 4.39 Present worth of 
an annuity = 

4.946 x 5 million. 

Factor (14%) = 

Rs.24.73 million 

Y2 5 .769468 3.85 

Y3 5 .674792 3.37 

Y4 5 .592080 2.96 

Y5 5 .519369 2.60 

Y6 5 .455587 2.28 

Y7 5 .399637 1.99 

Y8 5 .350559 1.75 

Y9 5 .307508 1.54 

 45  24.73 million Rs. 
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 The present worth of an annuity factor used in computation of the 
present worth of equal amounts of investments / benefit between any two 
years in future. Yn and Yn + m is obtained by subtracting the present 
worth of annuity factor for Yn+m1. thus, for example, the present worth of 
the annuity factor for equal amounts of investment made between Y5 and 
Y12 at Y12 percent will be: 

(annuity factor for Y 12)  - (Annuity factor for Y4) 

= 5.937699   - 3.0.7349 

        =         2.900350          - 

 The situation requiring application of this principle is illustrated 
below. The present worth of investment is worked out by the two methods. 

(i) Discounting Method 

Year Amount  Discount 
factory  

Present worth 

Y0 - 1.000000 - 

Y1 - 0.892857 - 

Y2 - 0.797194 - 

Y3 5.0 0.711780 3.558900 

Y4 5.0 0.633518 3.177590 

Y5 5.0 0.567427 2.837135 

Y6 5.0 0.506631 2.533155 

Y7 5.0 0.452349 20261745 

Y8 5.0 0.403893 2.019415 

 Discounted Project Present 
worth: 

16.3887940 

(ii) Annuity Factor Method  
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 AF for Y3 to Y8 = (AF for Y8) – (AF for 
Y2) 

= 4.967640      -   
1.690051 

= 3.277588 

 Present worth of total 
investment 

= 5.0 x 3.277588 

   

(c) Capital Recovery Factor 

Most often the capital made available for a projects is to be repaid 
in equal amounts in a specified number of years. The capital is to bear 
compounding interest on the unpaid balance at a specified rate. In such 
cases the annual installments require to repay this loan in require number 
of years should be entered in the annual costs of the project for these years 
instead of the actual amount invested. 

Suppose that a loan of Rs.15 million has been made available for 
investment in a project on the condition that the loan shall be repaid in 12 
equal yearly installments and shall bear compound interest at 14 percent 
on the unpaid balance. The loan is made available in Y0 and repayment is 
to be made in yearly installment from Y1. for the purpose of project 
analysis, the amount of Rs.15 million received in Y0 is not to be shown in 
the stream of costs, instead Rs.265 million , (Rs15 x 0.176669) is to be 
reflected in year Y1, Y2, Y3, Y12. 

3.4 Appraisal 

In this section two computational techniques used in project 
appraisal shall be introduced. The purpose is to make an elementary 
presentation of these techniques to illustrate the underlying basic 
principles. 

(a) Benefit-Cost Analysis 

 The decision to invest in a project is made if the benefit can 
reasonably be expected to be more than the costs. To state simply, a 
project is accepted if the benefit-cost ratio (benefit – cost) is greater than 
one. It should be emphasized that this is an extremely simplistic account 
of highly involved and sophisticated technique. The benefit-cost analysis 
can take various forma and a number of quantitative indices have been 
developed to help arrive at a reasonably accurate estimate and to take into 
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account a number of factors likely to influence the outcome of a project. 
There are thus techniques of computing internal rate of return, private rate 
of return and social rate of are turn etc. 

 The use of various techniques of cost-benefit analysis presupposes 
the ability to express project costs and  benefits in commensurate (money) 
terms. 

 The underlying principle in all techniques of cost-benefit analysis 
is to obtain discounted present worth of the streams of costs as well as 
benefits 

(b) Internal Rate of Return 

 The internal rate of Return (IRR) of a project is that rate of 
discount at which the discounted present worth of benefits equals the 
discounted present worth of costs. Internal rate of Return may also be 
defined as the rate of discounted at which the net present worth of the net 
cash flow (stream of cost) minus benefit for each year of the life of the 
project is zero. 

 A simple example will clarify the fundamental principle involved. 
Take, the stream of costs and benefits of an Engineering College Project 
presented in the table on the next page (130). The project is estimated to 
cost Rs.350 million and is likely to be completed in four years. The 
investment to be made during these years is shown in col 2. the life of 
equipment, furniture and books is ten years. Thus, furniture has to be 
replaced in year 12 while 250 students are to be admitted from lY5. the 
benefits of the project (incremental expected life earnings) begin to  
accrue  from Y9 when the first batch get employed. The benefits have not 
been based on any information of expected incremental earning of 
engineering graduates neither has any allowances been made for initial 
unemployment on graduation nor the number of graduate who might 
proceed to acquire post graduate engineering degree. 

 The net present value of the project is 8 percent is positive 
(Rs.75.51 million), whereas it is negative (-Rs.77.99 million) at 12 
percent. Thus, the rate at which the net present value of the project shall be 
zero must lie between 8 to 12 percent. The approximate value is obtained 
by interpolation, as show below: 
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IRR = 8 + (12-8) {57.51} 

{57.51} – (-77.99) 

 = 8 + 4 (57.51)  

 =  (135.50)   

 
 

= 

8 + 4 (57.51)  
+ 

228.4 

135.5 

 = 8+1.69 = 9.69   

 

 The net cast flow is generally discounted twice. First, at a rate 
which experience and judgment suggest to be the likely rate of return. If 
the net present value of the project comes out to be positive, the next cash 
flow is discounted a second time at a higher rate so as to get a negative net 
present value of the project. If the next present value of the project on first 
discounting is negative, it is discounted a second time at a lower rate. The 
difference between two discounts should not exceed 5. 

(c) Unit Cost 

 In situation where qualification of benefits is either not possible or 
involves sophisticated techniques, the per unit cost is used for purposes of 
project appraisal. 

(d) Per Unit Capital Cost of  Creating Facility 

 The simplest measure of per unit cost is the capital cost required 
for creating a facility – a seta in an educational institution, a bed in the 
hospital, providing employment to a worker, providing potable water 
connection to a housing unit, providing electricity connection to a tube-
well etc. this measurement is obtained by dividing the total capital cost of 
the project by the number of facilities proposed to be created in the 
project. 

 In the Engineering College project costing Rs.350 million, it is 
proposed to admit 250 students annually into the four year course. The per 
unit cost of creating a seat in the college is Rs.350,000 (Rs. 350 million  . 
1000). 

 Similarly, in case of a project for the setting up of a hospital, the 
per unit capital cost of providing a hospital bed would be obtained by 
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diving the total capital cost of the project by the number of beds in the 
hospital.  

(e) Annual Per Unit cost 

 Another measurement is the annual per unit cost. This is the sum 
of annual per unit capital cost and annual per unit recurring cost.  

 (i) The annual per unit capital cost is obtained by determining 
separately the capital recovery factor (annual payments required to 
repay the cost by the end of its expected life) in respect of each 
investment item and then adding them up. The computation of the 
annual per unit capital cost of the Engineering college project will 
explain the computational procedure. 
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ENGINEERING COLLEGE PROJECT 

ECONOMIC ANALYSIS  

(Million Rs) 

DISCOUNT  

     FACTOR PRESENT 
WORTH 12 % 

PRESENT 
WORTH 8 % 

YEARS CAPITAL 

COST 

O&M 

COST 

TOTAL 

COST 

BENE- 

FITS 

12% 8% COST BENE- 

FITS 

COST BENE- 

FITS 

1 25 0 25 0 0.893 0.926 22.33  23.15 0 

2 75 0 75 0 0.797 0.857 59.78  64.28 0 

3 150 0 150 0 0.712 0.794 106.80  119.10 0 

4 100 0 100 0 0.636 0.735 63.560  75.53 0 

5  50 50 0 0.567 0.681 28.35  34.05 0 

6  50 50 0 0.507 0.630 25.35  31.50 0 

7  50 50 0 0.452 0.583 22.60  29.15 0 

8  50 50 0 0.404 0.540 20.20  27.00 0 

9  50 50 150 0.361 0.540 18.05 54.15 25.00 75.0 

10  50 50 150 0.322 0.3463 16.10 48.30 23.15 69.45 

11  50 50 150 0.287 0.429 14.35 43.05 21.45 64.45 

12 30 50 50 150 0.257 0.397 20.56 38.55 31.76 59.55 

13-23  50 50 150 1.524 2.835 76.20 228.60 141.75 425.25 

24 (sv) 55 50 50  0.066 0.158 -3.63 0.00 -8.69 0 
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 325 950 1275 2250   490.64 412.65 636.15 693.60 

{1} PWC AT 12% DISCOUNT RATE =   Rs.490.64 million   

{2} PWB AT 12% DISCOUNT RATE =   Rs.412.62 million   

{3} BCR AT 12% DISCOUNT RATE = 
PWB/PWC = 1 

  Rs.0.84 million   

{4} NPW AT 12% DISCOUNT RATE = PWB / 
PWC = 

  Rs.-77.99 million   

IRR = LDR + (Hdr-LDR) X (NPW at LDR/SUM OF TWO 
NPWS absolute) 

    

Notes: 

(a)   Benefits are the incremental earnings assumed to be as increase in productivity in the economy. 

(b)   Capital and O&M cost are without taxes and duties. 

 

SV     = Salvage Value 

O&M = Operating and Maintenance 

PWC  = Present worth of cost 

PWB  = Present worth of benefits 

NPW  = Net Present worth  

LDR  = Lower discount rate 

HDR  = Higher discount rate 
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ANNUAL Per Unit Capital Cost of Engineering College 

 

   (Million Rs) 

Investment 
item 

cost Expected life Capital 
recovery 

factor at 12% 

Annual 
capital cost 

(1) (2) (3) (4) (5) 

Building 175 40 0.121304 21.228 

Equipment 145 10 0.176984 25.663 

Books 20 10 0.176984 3.540 

Furniture 10 10 0.176984 1.770 

   Total 52.201 

Annual per unit 

Capital cost:  =  annual capital – cost of students 

  =  Rs.52.201 million – 100 

  =  Rs.52,201 

 (i) The annual per unit recurring cost is much simpler as it is 
simply the total annual recurring cost divided over the number of 
students. For the Engineering college project the per unit recurring 
cost: 

  =  Rs.125 million – 100 

  =  Rs.12,500 

 If the annual per unit cost is equal to or less than the per unit cost 
of other engineering college or similar institutions the project may be 
accepted otherwise, it maybe revised to make it cost effective. 

 The above computation of annual per unit capital cost is based on 
two assumptions. The first is about the expected life of different 
investment items – building, equipment, furniture, books vehicle etc. it 
must be clearly understood that there is no scientific basis for assuming 
the life buildings to be forty year nor is there any for taking the life of 
equipment to be ten years. The only basis is judgment based on sound 
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common sense and practical experience besides established convention. It 
would be perfectly justifiable to take longer or shorter lives in special 
projects if dictated by sound technical considerations. For example, in a 
fast developing scientific field, the equipment bought in 1985 be become 
absolete by 1990. In  some projects the life of the building may be shorter 
than forty years because of the special purpose to which the building is put 
or due to greater wear and tear or due to wiggeries of weather. 

 The second implicit assumption is that at the end of the expected 
life of the items the investment shall be reduced to zero value, or in other 
words these items shall have no salvage value. This is in practice not true 
because the building (particularly and land) shall have some value. Even 
equipment, furniture, books and vehicles have some salvage value. 

(f) Salvage Value 

 In a more sophisticated computation of per unit annual capital cost, 
the value obtained above is reduced by the amount of the annual deposit 
required to reach the salvage value of various items of investment 
(building, equipment, furniture, books etc) at the end of their assumed life. 
The salvage value of building and land is generally taken at 25% of their 
while that of other items is taken at 10% (this gain is purely judgmental). 
To get this amount, the sinking fund factor is used. 

 To illustrate, the investment costs on various items in the above 
example are adjusted below: 

Items  Cost Expected 
life 

Salvage 
Value 

 

 Sinking Fund at 
12% 

   % Amount Factor    Amount 

(1) (2) (3) (4) (5) (6) (7) 

Building 175 40 25 43.75 .0013 .057 

Equipment 145 10 10 14.50 .0569 .825 

Books 20 10 10 2.00 .0569 .114 

Furniture 10 10 10 1.00 .0569 .057 

     Total 1.053 

Note: The Sinking fund factors are in respect of the expected life. 
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 The salvage of the building (likely to be available at the end of 40 
years) is 25% of its cost i.e. Rs.43.75 million. The amount of annual 
deposit required to reach this salvage value at the end of the 40 years is 
obtained by multiplying this salvage value by the sinking fund factor 
(43.75 x 0013). 

 Thus, the annual capital cost of the Engineering College project 
should be reduced byRs.1.053 million to account for the amount of 
salvage value of various items of investment. The annual capital cost of 
the project shall thus be: 

 Rs.(52.201 – 1.053 million) = Rs.51.148 million 

 Activity – IV 

 All chalk and talk by the “teacher” without any “brain scratching” 
by the “student” is against the basic principles of learning. To 
facilitate learning of the computational techniques of project 
appraisal a few simple exercises are given at the end of the unit. 

4. ASPECTS OF PROJECT APPRAISAL 

4.1 Introduction 

 By their very nature projects in different sectors differ in the 
degree of importance attached to, and extent / nature of data / information 
available with regard to different project components. For example, 
projects in industrial sector are rich in data required for determining 
commercial profitability investment profitability and permitting liquidity 
analysis and capital structure analysis. Both the inputs and outputs are 
known and quantifiable. If a machinery is to be installed, its inputs and 
outputs are given by manufacturers. On the other hand, projects in social 
sector have a large number of unknown quantities. How could the output f 
teachers or doctors be quantified, how could the demand for a certain type 
of education be projected, how could the accountability of a certain 
contraceptive device be predicted? Hence, projects in social sectors are, 
generally, extremely deficient in data which could be used to compute 
benefit-cost of the project. 

 Non-availability of data amenable to quantitative analysis does not 
negate completely the possibility of a through appraisal of a project. As 
elaborated earlier, a project should contain all relevant data and useful 
information to establish its need, feasibility and profitability. It would be 
recalled that a project should describe the proposed intervention(s), should 
give data pertaining to feasibility, should furnish break-up of costs and 
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describe / quantity benefits, should detail administrative arrangements and 
should provide a schedule of work. 

 To enable the decision maker to take a decision the project should 
be appraised from all different points of view. The economic the financial, 
the technical the managerial and organizational aspects are some of the 
components of the project that must be carefully appraised in order to 
arrive a comprehensive view of the project viability, feasibility and 
desirability. 

4.2 The Technical Aspect 

In the technical appraisal of the project, the main question is 
whether the project is sound from technical point of view. According to 
the World Bank, “sound engineering is fundamental to project preparation 
and appraisal.” However, the word engineering should be interpreted very 
broadly. A project may be regarded as technically sound if it can be 
reasonably expected to achieve the results through the proposed 
intervention(s). The proposed intervention(s) being based on a critical 
analysis of the sector concerned should be designed to redress the defects / 
deficiencies thus identified. All  aspects of the tissue, all factors affecting 
the problem should be tackled through the intervention(s) proposed. 

 Technical appraisal of a project seeks to ensure that 
possible alternatives have been adequately considered and that the correct 
technical solution adopted. This means, 

*J.A.King, “Aspects of Project Appraisal”. Economic Development Project (Part 
I), the Johns Hopkins, Press, 1967 

for example that the right combinations of inputs (seeds, pesticides, and 
fertilizers for a crop-growing project or the correct system of drainage for 
an irrigation project or in case of a road project that the width of the road, 
the shoulders and the thickness of pavement appropriate to the traffic have 
been chosen. In case of an education project this may involve examination 
of the appropriateness of the number and layout of classrooms, 
laboratories, and other facilities for the proposed input of students and the 
envisaged curriculum. The appropriateness of the proposed methods and 
processes must be evaluated and relative scarcity / abundance of capital 
and labour. Technically advanced processes likely to have labour 
displacement effect may not be very useful in third world countries. 

 The technical analysis of the project often involves examination of 
the scale of the project. Certain facilities can work economically only on a 
large scale and to establish such facilities on a more restricted scale may 
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be misuse of scarce resources. The proposed scale of a project must be 
considered in the light of technically efficiency, cost of production as well 
as the prospective demand. 

 Technical appraisal must take into account the appropriateness of 
location and layout of the project. Te examination of proposed location 
involves question pertaining t source of raw material, utilities, skilled and 
unskilled labour as well as market to be served. In the context of education 
projects location may affect the availability of students and teachers. 
Location may also increase the cost of the project if residential and hostel 
facilities have to be created on a large scale and if utilities are not 
available. The layout of a project maybe important from the point of view 
of future expansion. 

 The examination of the work schedule and identification of likely 
causes of delay form an important part of the technical aspect of project 
appraisal. The work schedule must take into account seasonal or other 
variations in working conditions which might interfere with the project. 
The analysis of estimated costs of creating the facility also form part of 
technical analysis of the project. 

4.3 The Economic Aspect 

 In the appraisal of project from an economic point of view an 
attempt is made to answer three related questions: 

(j) Is the project located in the sector whose development is 
likely to contribute significantly to the development of the 
whole economy? This is essentially a question of sectorial 
priority. 

(ii) Is the project likely to contribute effectively to the 
development of the sector? 

(iii) Is the contraction of the project likely to be commensurate 
with the use of the quantities of scarce resources 
(investment capital including foreign exchange, managerial 
talent, skilled labour etc). 

i. Demand for Goods and Service 

 In answering the above questions and analysis of the general level 
of future requirements for goods and services to be provided by the project 
shall have to be made. The character of this analysis will vary from sector 
to sector. For example, the analysis of the demand for a small power 
project may require the study of only a small market area whereas the 
assessment of the demand for a steel mill might well require analysis of 
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the world market. The character of the analysis of demand for goods and 
services may vary even for projects within a sector. Thus, the demand for 
a training college for primary school teachers may require an analysis of 
projected school enrollment based on population projections and 
participation and promotion rates for the particular area or province to be 
served by that college. However, the demand for a highly specialized 
Institute of Nuclear Physics would require the analysis of future 
requirements of the country as a whole. 

(b) Real cost to the Economy 

 For an assessment of the economic justification of a project, an 
economic rate of return is to be calculated. Such a calculation compares 
the measurable costs and benefits of the project to the economy as a 
whole. This exercise demands that the value of each input and output of 
the project should approximately reflect its real scarcity. The prevailing 
market prices of all factors of production could only be used if these were 
determined by the free play of market force. Any interference with the free 
play of demand and supply distorts the price of all factors of economy. 
Such measures adopted  government as; protective tariffs and quantitative 
restrictions on imports by exports prices, production and sales; 
monologists’ controls of production and prices; wages exceeding the real 
cost of labour fixed by government on trade union action distort the real 
values to the economy of various factors of production. The factors often 
distorted by state interference are economy rates and labour wages. 

 The costs of a project the economy is what the economy has to 
give up in order to undertake the project. The measure of a particular 
project’s cost is given by that we could have done with these resources in 
alternative uses. For example, use of unskilled labour during non-harvest 
season does not really subtract much from output elsewhere in the 
economy due to the prevalence of extensive or under employment among 
unskilled workers. Thus the cost to the economy of using unskilled labour 
is almost nil and labour wages reflected in the project are artificially low 
because of foreign exchange control by State Bank. As an incentive to the 
private sector the cost of capital is also kept substantially low by state 
regularly measure. 

(c) Economic 

 The appraisal of the economic aspect of the project involves 
benefit-cost analysis of difference technical solutions to arrive at the one 
which gives highest economic return. In project appraisal from an 
economic point of view, particularly that of revenue yielding projects, it is 



Plan Implementation and Management           

138 

necessary to take into account the effect of fluctuations on costs of major 
inputs and outputs, and some other crucial variables. It is obvious that the 
net project cash flow will show changes corresponding to these 
fluctuations. Some profitable may not remain viable even if there is slight 
variation in the prices in the world market because of heavy dependence 
on fluctuation due to their cost structure. Naturally, one would prefer to 
invest in projects whose profitability is not affected greatly by such 
fluctuations. The techniques used for this purpose is known as “sensitivity 
analysis”. 

 A number of sophisticated techniques are “used in benefit-cost 
analysis projects from one economic point of view. Two of these 
techniques, namely shadow pricing and sensitivity analysis, have been 
barely touched upon in this unit. Those who have the aptitude and the 
appetitive can refer to books on the subjects. 

4.4 The Commercial Aspect 

 The appraisal of projects from the commercial point of view is of 
particular importance to revenue-earning enterprises. The basic question 
here are whether adequate arrangements have been made for buying the 
material and services required to construct the facility and for obtaining 
required material, services and utilizes to operate the facilities and market 
the output. The commercial appraisal also includes an evaluation of the 
market demand for the output and the adequacy of marketing channels. 

4.5 The Financial Aspect 

 The appraisal of projects from the financial point of view also 
pertains primarily to revenue producing projects. There are two basic 
issues of concern for financial appraisal the project. The first is whether or 
not sufficient funds would be available for the construction of the project 
and the second is whether the enterprise will be able to meet all its 
financial obligations when it is in operation. The financial appraisal deals 
with (I) the amount of costs and revenues, (II) prospective liquidity, and 
(III) financial rate of return in the operating phase. The financial project 
appraisal highlight the need to adjust the structure and the level of prices 
charges by the enterprise. 

4.6 The Managerial Aspect 

The appraisal of the management aspect is perhaps the most 
difficult one partly because it is an art based on personal experience and 
judgment. One of the main difficulties arises from the limited concept of 
the role of management held by many. It is for this reason that exclusive 
attention is paid to the day to day running of routine business to the utter 
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neglect of some of the other aspects like marketing, labour relations and 
financial planning etc. shortage of trained and experienced managers is 
one of the main reasons for poor results of development planning efforts. 

4.7 The organizational Aspect 

The appraisal of project from this aspect concerns itself with the 
question of the organizational structure most suited to the successful 
carrying out of the project. The appraisal deals with the questions of 
organization needed to bring the project upto the operational stage and the 
organization needed thereafter. The issue relating the organizational set-up 
at the construction stage generally concerns itself with the suitability of 
existing organization which has constructed other projects for 
implementing the proposed project. At the operational level the 
organizational issues relate to the extent to which responsibility and 
authority would be centralized or delegated. 

In view of differences in the nature, type and extent of data 
available in projects in different sectors and also in view of differences in 
project objectives, different aspects of project appraisal would acquire 
greater importance in the appraisal exercise. 

Limitations of the Project Appraisal 

 There are a number of shortcomings in the project appraisal 
techniques described above and these should be fully recognized while 
using them as decision making tools. Some of these limitations are listed 
below: 

 (i) quality of project analysis depends on the quality of data 
and forecasts made about costs and benefits. Over-
estimation of benefits and underestimation of costs are 
quite common to get the project approved, if the executing 
and approving authorities are different. 

 (ii) In view of the uncertainty about the future it is impossible 
to quantify completely the risks though sensitivity analysis 
is one way to examine strength of a project against future 
uncertainties. 

 (iii) Project analysis is a partial analysis where it is assumed 
that project will not change the macro-economic variables. 
Such an assumption is not always true and if analysis are 
not based on the existing prices it is not going to give a true 
picture of the project. 
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 (iv) It is useful device where benefits can be quantified. 
Projects related to health, education, rural development etc, 
where benefits cannot be quantified easily, benefit-cost 
analysis has little to offer except gong for least cost (if 
same objective could be achieved in different possible 
ways). Similarly, project analysis is a useful tool only if 
major part of benefits is quantifiable. In case where non-
quantifiable externalities (e.g. job creation, regional 
development, development of skill, tr4ansfer of 
technology) are substantial project analysis becomes less 
formals. 

 (v) Project analysis is useful when there are definite starting 
and finishing points. It could not be used for ongoing 
services like police, hospital, educational institutions etc. 

5. APPRAISAL OF EDUCATIONAL PROEJCTS 

 As described above the project appraisal technique of benefit cost 
analysis can only be applied in cases where both costs and benefits are 
quantifiable. By contrast the output of an educational system is not a 
marketable commodity. The life-time differential in earning of graduate of 
an education institution at a particular level is only part of the benefits of 
education imparted in that institution. The individual graduating from that 
institution has more option available to him now than before both for 
pursuing further education as well as for employment. He as not greater 
prospects for socioeconomic mobility. The avenues thus opened up for 
leading a better quality of life are not amenable to qualification. Similar is 
the case with benefits are fully quantifiable. 

 Neither are costs of education fully measurable. The cost to the 
individual is different from the cost of society. Income foregone by the 
individual and the loss in production to the economy are also part of costs 
of education not generally reflected in projects. Only part of the direct 
costs and very little of the indirect costs are reflected in project. Any 
qualification attempted in the projects is based on a large number of 
optimistic assumptions. 

 Because of these constraints, projects in social sector emphasize 
social benefit likely to accrue form the project such as more equitable 
distribution of services, equality of opportunity, better income distribution, 
improvement in the quality of life etc. 
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ACTIVITY - V 

 At the end of our long, arduous and boring journey, you should put 
together the scattered pieces to construct the framework for appraisal of 
educational projects. This would be the only interesting and exciting 
outcome of the whole exercise. 

6. EXERCISE 

i. Find the present value of the following investment schedule 
discounted at eight percent. 

 

Year Investment (Million Rs) 

Y0 15 

Y1 45 

Y2 25 

Y3 96 

Y4 48 

Y5 11 

Total 200 

ii. The following is the investment schedule of a project. 

Year Investment (Million Rs) 

Y0 20 

Y1 55 

Y2 50 

Y3 40 

Y4 30 

Y5 5 

Total 200 

(a). Find the discounted present value of the project at ten percent. 
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(b) Why is the discounted present value of this investment scheduled 
greater than that of investment scheduled in ‘I’ above, event though the 
total investment in both cases is Rs.280 million and even when the 
discounted rte in this case is higher? 

(iii) A loan of Rs.25,350 million is to be repaid in twenty years in equal 
installments with compound interest of 12 percent on the unpaid balance. 
Wheat would be the amount of annual repayment installment? 

(iv) Given below are three investment schedules each totaling Rs275 
million 

 (1) (2) (3) 

Year (Million Rs) (Million Rs) (Million Rs) 

Y1 27.5 25 40 

Y2     40 

Y3     40 

Y4     - 

Y5     - 

      

Y6   30 31 

Y7       

Y8       

Y9       

Y10       

 275 275 275 

 

(a) Find the present worth of each investment schedule discounted at 
ten percent. 

(b) Which of the investment schedules has the highest present worth 
and why? 
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(c) Would the relative present values of the three investment schedules 
change if a higher or a lower discounted rate was chosen? 

 

Year Cost benefit 

Y0  - 

Y1 50 - 

Y2 25 60 

Y3 10 60 

Y4 10   

Y5 10   

Y6 5   

Y7 5   

Y8 5   

Y9 -   

 270 420 

 

(a) Find the net present value of the project at the discount rate of 
eight percent. 

(b) Find the net present value of the project at the discount rate of 
fourteen percent. 

(c) What does the negative net present value of the project signify? 

(d) Why has the net present value become negative when the discount 
rate was increased from 8 to 14 percent? 

(e) Compute the IRR of the project/ 

vi. The following data pertains to the establishment of cadet college 
having thirty students each in classes VII to XII. 
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Item Cost (Million Rs) 

College building 12.5 

Staff residence 7.40 

Hostel 8.10 

Equipment (Academic) 0.74 

Equipment (Hostel) 0.13 

Furniture (Academic) 0.56 

Furniture (Administration) 0.16 

Furniture (Hostel) 0.08 

Transport Vehicle 0.25 

Books 0.15 

Miscellaneous 4.52 

TOTAL CAPITAL COST 34.60 

 

ANNUAL RECURRING COST = 285 

(a) Compute the cost of creating a seat (i) in the college and (ii) in the 
hostel. 

(b) Compute (i) the annual per student capital cost and (ii) the annual 
per student cost, at 12 per cent. 

(c) Compute the cost of producing (i) a secondary school graduate and 
(ii) a higher secondary school graduate from this college (state the 
assumption you have to make to solve problem) 

7. ANSWERS 

(i)  Rs.165.32 Million 

(ii) (a) Rs.168.999 Million 

 (b) The net present worth of investment schedule in Q.ii is 
higher because larger part of investment is made in first 
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two / three years. The investment made in later years is 
affected more by discounting process and by higher rates. 

(iii) Rs.393.833 Million 

(iv) (a) Rs.168.975 million, Rs.165.383 million and Rs.172.441 
million. 

 (b) The investment schedule at No(3) has the highest present 
worth because comparatively more investment is made in 
earlier year. 

 (c) No 

(v) (a) Rs.19.224 million 

 (b) Minus Rs.39.007 million 

 (c) The negative net present value signifies that he benefits of 
the project are not commensurate with the cost. 

 (d) The cost components, mostly invested during the first three 
years were discounted only nominally because of the time 
factor while the benefits were discounted heavily because 
these accrue in later years. Note that the net present value 
of investments in year 9,1 and 2 decreased only be 
Rs.4.633 million while the benefit in year 9 alone was 
reduced by Rs.11.565 million. 

 (e) IRR is 9.98 percent of 10 percent. 

(vi) (a) (i) Rs.129,389 

  (ii) Rs.46,167 

 (b) (i) Rs.2,261 (without accounting for salvage values) 
million 

 (c) (i) Rs.72,376 with the assumption that there are no 
failures or dropout 

  (ii) Rs.1,26,658 
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PROJECT BENEFITS UNDER “WITH” AND “WITHOUT” 
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PROJECT BENEFITS UNDER “WITH” AND “WITHOUT” 
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PROJECT BENEFITS UNDER “WITH” AND “WITHOUT” 
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PROJECT BENEFITS UNDER “WITH” AND “WITHOUT” 
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OBJECTIVES OF THE UNIT 

After going through unit, you are expected to:  

9. Explain the basic difference between project appraisal and 
evaluation. 

10. Describe different kinds of project evaluation. identification. 

11. Be able to discuss the basic characteristics of a good evaluation 
design. 

12. Be able to develop operative indicators for an educational project. 

13. Be able to carry out project evaluation independently. 
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INTRODUCTION 

 Upon this time you have gone through the process of project 
implementation. You also know the need and importance of appraisal 
activities and understand how these are carried out. Alongwith the 
implementation, the process of evaluation begins. Therefore, this unit 
deals with project evaluation. In the very beginning, you will also find a 
few paragraphs on project appraisal, only to re-orientates you with what 
you have already learnt. 

 This unit covers only the functional side of the process. Theoretical 
and philosophical base has intentionally been avoided to keep the unit 
handy and palatable. 
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1.1 Appraisal and Evaluation 

Evaluation and appraisal, the twin terms are frequently used in 
modern social disciplines. They denote a kind of check on the working of 
persons, posts, projects and also organizations. Often, they are used 
synonymously; but to be specific, evaluation is a feedback mechanism to 
make sure that the launched operation is working effectively. The 
appraisal, on the other hand, is comparatively a broad term and stands for 
a procedure to ascertain whether assigned responsibilities have been 
satisfied. Every person (or group) in the organization is answerable (or 
responsible) to some degree to another person (or position) for something 
(or objectives) expressed in terms of performance level (or results or 
achievements) to be realized within certain constraints (such as a specific 
time period, or stated financial limits). 

The difference between the two terms is that of objectives in the 
background. Evaluation is a feedback process generating a need for 
changes / modifications in the operating process, assigning duties and 
sometimes venues and sites selected. Appraisal is, more or less, job 
oriented and mainly concentrates on the working of a person in some 
specific position. But when applied to a project, it is a comprehensive and 
systematic review of a project, with a view to making a critical assessment 
of its justification, standards, costs, feasibility etc and its consistency with 
the organization’s objectives and programms. While appraisal relates to 
the planning aspect of a project, the evaluation comes in with the 
implementation process. 

1.2 Project 

A project, as you know, is a set of activities aiming at the 
accomplishment of specific tasks and achievement of certain targets 
within a given period of time. It can take place in one or more 
geographical areas and among a specific group of clientele. Usually a 
project is implemented under the management of one administrative 
authority and with specific financial allocations. But there is always a 
possibility of consortium type projects supervised and financed by 
administrative groups. 

1.3 Project Appraisal 

 After the project identification and preparation of detailed outline 
of costs and implementation process, there comes the stage of appraisal, 
which, as already explained, is basically a critical assessment of its 
justification to be launched and executed. Any criteria for appraisal 
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closely relates to the type of project under appraisal. In the field of 
education a project can relate to: 

(i) School construction programme. 

(ii) Staff training activities. 

(iii) Software supply. 

(iv) Textbooks preparation and printing. 

(v) Most of all, in countries like Pakistan, a project for the quantitative 
and qualitative improvement of the education system. 

 For critical appraisal of the project, a certain in set of criteria 
seems necessary, in order to ensure that the proposed project meets the 
organization’s standards and objectives. But as expressed in above lines, 
whatever the criteria may be developed, it will basically focus on the 
nature of activity selected for execution. 

 A list of main criteria frequently used in UNESCO work is given 
below: 

(a) Relevance 

 A project should be directly related to the priorities established by 
the government / organization. It should also be relevant to the 
needs of the country and help to solve some of the problems faced 
by the clientele. It should conform to the accepted policy 
objectives of:  

(i) The funding agencies. 

(ii) Sponsoring organization. 

(iii) Government of the country. 

(b) Technical Soundness 

(i) The proposed methods and procedures of the project should be 
technically sound an appropriate according to the available 
educational research and experience. 

(ii) building design and materials should also be developed in the light 
of latest research findings. Methods adopted for the production and 
distribution of books should be technically sound. 

(iii) All proposed inputs for operating the project programmes 
(institutions) should be either instantly available or produced by 
the project itself (student’s intake, teachers, technicians etc)  
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(c) Feasibility 

(i) Necessary decisions and measures needed for project 
implementation should be politically viable. Any project decision / 
activity creating local or national leadership reaction can 
jeopardize all investment made for the project. 

(ii) Usually in developing countries most of educational projects are 
either funded or partially sponsored by some external agencies. 
Huge amounts are lavishly spent without caring for the financial 
capacity of the hosting government to further continue the 
programme. It is necessary that financing of the project itself and 
of the recurring costs necessitated to continue the activity after the 
closure of the project may be kept in mind. 

(iii) Disregarding the funding organization, the administrative should 
be the sole responsibility of the host government. Activities 
emerging out of the project implementation should also fall within 
the country’s administrative control. 

(iv) Often projects are of some innovative nature. They are planned 
either to introduce or test some new approach in teaching methods 
/ curriculum development etc. as there is always possibility of 
failure, therefore, it wise that the innovative methods and 
procedures should either be introduced in a limited scale or tested 
in advance if they are to be used on massive scale in the project. 

(v) A project, in no case, should be Hollywood set. It should only be 
approved for implementation if there is sufficient cope for its 
application and replication in other areas of the country on a large 
scale. 

(d) Efficiency 

(i) As already mentioned, usually, the cost of a project is very high. 
Often, as the people are recruited on adhoc terms, they are given 
better scales. But it adversely affects the total financing of a 
programme. In an efficient project the cost should be reasonable as 
compared to the expected benefits. Before deciding about the final 
approval of a project a cost-benefit analysis seems most necessary. 

(ii) Due to dearth of coordination among different public as well as 
private organization, often, similar projects are launched 
simultaneously under different controls. Efforts should be made to 
ensure that the project under consideration is not a duplication of 
any other ongoing project or a recently completed project. 
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However, it should be appreciated if a project forms a part of any 
other project and helps to study a whole array of variables in some 
field. Such kind of coordination helps in minimizing costs and 
maximizing outputs. 

 These criteria are frequently used by the funding agencies and 
administrative departments. But decision made at an earlier stage may 
prove wrong during the implementation stage. It seems most appropriate if 
the approving authority imagines a simulation model of proposed 
activities and analyses the imaginative outcomes before according final 
approval. 

Activities 

 You might have come across many ongoing development projects 
in the field of education, agriculture and rural development. Write 
an appraisal report of any one of these projects, selecting according 
to your own field of interest. 

1.3 Self-Assessment Questions-I 

1. Describe the process of appraising efficiency of a project in 
education. 

2. How can we differentiate between appraisal and evaluation 
of a project? 

3. What are the basic conditions of relevance of a project in 
education? 

2. Evaluation 

 As already discussed in the previous section, the evaluation is a 
kind of feedback process needed for the improvement of implementation 
and execution task. Information gathered through the evaluation task 
forms the base of future planning. It is through this activity that planning 
becomes an unending task and very evaluation gives birth to new planning 
for further improvement and elevation. It is an effective tool for 
development, change and optimization of outcomes. No doubt a 
summative and comprehensive type of evaluation is necessary at the end 
of every project, but this should not be an end in itself. An educational 
project should have a built-in-system of evaluation to use it more fully and 
at all stages in the process of educational change and development.  

2.1 Definition 

 Evaluation related to a project of educational development and if 
we agree that a project is a collection of activities planned to achieve a 
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common good, then, of course, the project evaluation is an effort to judge 
the extent and efficiency of accomplishment and to find ways for its 
improvement. 

 Project evaluation is a kind of enterprise in which the majority of 
people, who plan and carryout the task of education development, are 
involved. 

2.2 Categories of Evaluation 

Generally the people think that the evaluation of a project is just a 
one shot activity. But, in fact, it is only one aspect of the whole array of 
the programmes undertaken to seek comprehensive feedback for changes, 
modifications and improvements needed in a project. Categories of 
evaluative work can be defined by both the purpose of evaluation and by 
the kind of activities to be stressed during the evaluation process. Six 
general categories defined by Evaluation Research Society are given 
below: 

2.3 Front-End Analysis 

(Pre-installation, Context, Feasibility, Analysis) 

This evaluation takes  place before the installation of a project and 
intends to access and estimate the needs of the project. It also takes stock 
of the adequacy of project conception and its operational feasibility. For 
adequate implementation of the project prgorammes, sources of financial 
support and availability of other necessary paraphernalia is ascertained. 
Suitability of organizational set up crated to implement the project 
activities is also evaluated. This is an all-encompassing activity designed 
to analyse different components of the project for getting useful guidance 
for refinement if needed and determining whether the programme can be 
implemented at all. 

If a project proposal has already been appraised according to the 
set criteria, then there remains little scope for making front-end analysis as 
activities included in this analysis and in the “Appraisal” are mostly over-
lapping. 

In social sciences where universal acceptance of terms does not 
exist, many writers coin their own terms and thus cause confusion to the 
beginners. 

2.4 Evaluability Assessment 

 This is a kind of cost-benefit analysis of evaluation process itself. 
Therefore, it includes testing or appraising of an on-going programme of 
evaluation to see whether the benefits obtained from this process justify 
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the cost incurred. The development of evaluability assessment indicated 
the growing concern of professionals over the cost of evaluation in 
relation to its benefits. Evaluability assessment also identifies the general 
features of the programme that facilitate or hinder evaluation efforts. This 
may sometimes include technical feasibility of the evaluation process just 
as an inquiry into the validity of performance indicators developed for the 
evaluation of the project. One may like to discuss policy matters only for 
necessary understanding of the outcome of evaluation and its impact on 
the overall plan performance.  

2.5 Formative (Development Process) Evaluation 

 This is a kind of action research undertaken to test or appraise the 
process of an ongoing project to suggest immediate modifications for 
improvement. Activities of this evaluation often include interactions, 
evaluation of different persons involved, personnel appraisals, and surveys 
of attitudes towards the programme and analysis of management practices. 

 In some cases, the term “formative evaluation” is applied to field 
testing a programme in a small scale before deciding for its application on 
a mass level. Therefore, the formative evaluator works quite closely with 
the project designers and administrators. 

1.            Evaluation Research Society, Standards for Programme Evaluation, 
1980 

 

2.6 Impact (Summative, Outcome, Effectiveness) Evaluation 

This evaluation is taken up to find out how effective on entire 
project has been. The results reached at by the impact evaluation are 
usually called ”Programme result review”. They provide very useful 
information for reaching major decisions of programme continuation , 
expansion or reduction. 

The most important test of the evaluator is to develop appropriate 
indicators of impact and to be able to attribute types and amount of impact 
to the project rather than to other variables. This usually requires some 
knowledge of conditions prevailing before the implementation of the 
project or in the absence of the project. 

2.7 Programme Monitoring 

 It is the most practical category of evaluation and there is 
increasing interest in monitoring projects that have already gone into 
actions. Monitoring is a kind of check to see whether the activities 



Plan Implementation and Management           

163 

originated with the implementation of the project are in compliance with 
the policy of the organization. It may also see whether all the activities are 
being executed according to the scheduled programme, i.e. appointment of 
staff, supply of material, construction of buildings, installation of 
machinery, equipment etc, are taking place as planned in the project. 

 Monitoring is most useful for timely detection of delays and 
failures in meeting the targets. 

 Recently, Management Information System (MIS) has become a 
part of monitoring. This supplied current data on all aspects of project 
implementation on regular basis and work as a permanent source of 
feedback. 

2.7 Evaluation of Evaluation 

Secondary Evaluation, Meta Evaluation, Evaluation Audit, 
Utilization Evaluation) 

 Evaluation of evaluation or as commonly used secondary 
evaluation is most frequently applied to impact (summative) evaluation 
when some conclusions have been arrived at about the overall 
performance of a project. It is controlled by various interests such as the 
requirements of agencies partially funding the programme or sponsoring it 
in collaboration with the host government. Often, the field experts need to 
confirm the findings of impact study by taking up a secondary evaluation 
as sometimes the evaluators do not show willingness to go against their 
vested interest. 

Evaluation of evaluation can take a variety of forms ranging form 
professional criticism of evaluation reports and procedures to a re-analysis 
of original data or the collection of new information with some different 
hypotheses in mind. When a programme involves widespread public 
interest, this evaluation analyses the results of different evaluations of 
programme units to find out overall impact of activity. 

3. A Basic Evaluation Study Design 

 In the design of a study care is to be taken to show the comparisons 
clearly. Endeavour should be made to make the result attributable to one 
or the other of the factors involved. But it is very difficult in the field of 
social sciences as the real life situations tend to be complex due to the 
influence of a host of interacting variables. In such a situation conclusions 
should honestly reflect what is happening including the confusion in 
reaching a clear decision to attribute the effect to any one cause. The best 
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method is to try to control as many factors as possible and to let any one or 
more factors as the case may be. 
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A basic evaluation design to which almost all other study designs 
are traceable is to means of comparing one variable with another while all 
other factors are considered equal, or at least kept under some kind of 
control. 

The design of the study should indicate data gathering techniques 
to be used e.g. use of regular operation reports, field reports, field surveys, 
tutor views, test etc. in an experimental design, the status of control by 
group and the experimental group, before and after the treatment  should 
also be given. It should indicate the group to be studies and how the 
sample was chosen. 

The diagram above shows a particular target population selected 
for study and a sample taken form that population. The factors which 
might influence the results are equally distributed among the two groups. 
Usually some kind of tests is administered to see that the two groups were 
similar at the beginning. If there are some differences, at least they are 
known and can be accounted for at the end. 

The one group (experimental) receives “treatment” or programme 
input and the other does not. The measurements applied at the beginning 
are applied again after the “treatment” has taken place to produce effect. 
Then three more comparisons are made: 

(i) The experimental group is compared with itself before and after 
“treatment”. 

(ii) The control group is compared with itself before and after the 
“non-treatment” period. 

(iii) The main comparison, is, in fact, a comparison of (i) and (ii) 
above. 

3.1 Criteria for Designing the Study 

 Accurate designing of an evaluation study is very important from 
the project’s point of view. A good design provides precise direction to the 
activities to be under taken during the evaluation period and thus helps 
achieve the objectives. 

 A good design starts with such questions as: 

(i) Why to take up this study? 

 (ii) What is to be learnt? 

(iii) How is the study to be done? 

(iv) When is the study to be done? 
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(v) Who are going to provide information? 

Answers to these questions help to formulate suitable design of 
study which will ensure that the outcomes will be real and relevant. 

(a) Criteria 

 Evaluation’s main purpose is to assist management in its decision 
making responsibilities. Therefore, the designing should meet the 
following criteria: 

(i) Objectivity 

 Evaluation activity should minimize the chances of personal / 
subjective opinion. It should be as factual as possible. 

(ii) Timelines 

 As the evaluation results are needed to make decisions regarding 
improvement, change, modification, expansion or reduction of the 
project activity, therefore, they should be made available to 
management on time. 

(iii) Applicability 

 The results of the evaluation should be operationally useful and 
applicable. They should be conclusive and recommend certain 
action. 

(iv) Communicability 

 The results should not be vague and ambiguous. They should be 
amenable to translation from academic language or techniques into 
a form readily understood by those who will use them. 

(vi) Validity 

The design of an evaluation study should adhere to principles that 
assure the reliability of data to be collected during the evaluation 
process. 

(vi) Scope or Depth 

 The evaluation should measure not only progress of quality of 
performance in a project, but also seriously question the premises 
on which the entire project is based. 

3.2 Distinctive Features of an Evaluation Study 

 (a)  Formulation and Negotiation 

 Usually an education project in a developing country is a joint 
responsibility of the host government and some external sponsoring 
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agency. This external agency is more keen to know the results of its 
funding than the local government. Before undertaking the evaluation 
programme, all parties should have a clear mutual understanding of what 
is to be done and how is to be done. They should also decide the 
objectives of the study so as to be specific in their efforts. 

 In formulation of design the following points need attention: 

(i) The objectives of the evaluation programme should be specified as 
precisely as possible. 

(ii) The clientele, relevant decision makers and users of the evaluation 
results should be identified. Their information needs and 
expectations should also be delineated in advance, so that the 
evaluation work may not miss these requirements. Evaluation team 
should also identify areas of special public interest in the 
programme. 

(iii) Type of evaluation required for the programme should be 
identified. The evaluator should also specify the range of activity 
to be undertaken during the evaluation process. 

(iv) Estimated cost of the proposed evaluation should be prepared. This 
should be based on sound accounting principles. 

(v) An agreement should be reached at in the beginning that the 
undertaken evaluation activity would produce sufficient data to 
justify the resource input. 

(vi) Feasibility of evaluation programme should be estimated either 
informally or through formal evaluability assessment. 

(vii) Restrictions, if any, on access to data and results from the 
evaluation should be clearly established and agreed to. 

(viii) Potential conflict of interest should identify. Steps should be taken 
to avoid compromise or forge the evaluation process and results. 

(ix) Accountability for the technical and financial management of 
evaluation should be clearly defined. 

(x) All agreements regarding the evaluation process should be 
specified in writing. They should include schedule, obligation and 
involvement of all formal parties to the evaluation alongwith their 
specific roles t be played in the process. 

(xi) Evaluation should not accept obligations that exceed person’s 
professional qualifications or the resources available for the 
process. 
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3.3 Structure and Design 

(i) For all kinds of evaluation, a clear design or approach should be 
specified. It should be appropriate for drawing conclusions and 
inferences. 

(ii) If sampling is to be used, the detail of sampling procedure (choice 
of sample, method of selection, time frame etc) should be 
described with justification based on the analysis of requirements 
of the evaluation. 

(iii) The measurement methods and instruments should be specified 
alongwith their reliability and validity of application. 

(iv) It should be ensured that the best and most appropriate procedures 
and instruments have been used. 

(v) The necessary cooperation of staff, instructions to be evaluated, 
members of the community, as well as those directly involved in 
the process of evaluation, should be planned. 

3.4 Data Collection and Preparation 

(i) A data collection and preparation plan should be developed in 
advance of data collection. 

(ii) Evaluation staff should be selected, trained and supervised to 
ensure consistency, impartiality and better performance.  

(iii) The validity and reliability of data collection instruments and 
procedures should be verified under the prevailing circumstances. 

(iv) The data collection and preparation procedures should provide 
safeguards so that the findings and reports are not distorted by any 
biases of data collectors. 

(v) Data collection activities should be conducted with minimum 
disruption to the programme under study. 

(vi) Data should be handled and sorted in such a way that release of 
information to unauthorized persons is prevented. 

(vii) Documentation regarding the source, method of collection, 
circumstance of collection and processes of preparation for each 
item of data should be arranged. 

3.5 Data Analysis and Interpretation 

(i) The analysis procedure should match with the general purposes of 
the evaluation, design of the study and data collection procedures. 
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(ii) All analysis procedures alongwith their underlying assumptions 
and limitations should be described clearly and the reasons for 
choosing the procedures should also be explained.  

(iii) Justification should be provided tat the best and the most 
appropriate analysis procedures have been applied. 

(iv) Adequate documentation should be made for possible replication 
of analysis. 

(v) In quantitative comparisons, tests of statistical significance should 
be applied and indicated in interpretations. 

(vi) Findings of the study should be reported in such a way that a clear 
distinction is made in objectives, findings, opinions, judgments 
and speculations. 

3.6 Communication and Disclosure 

 Good communication is essential for any evaluation effort. 
Particularly, good communication seems necessary to clarify the nature of 
the programme and expectations from the evaluation. It needs to be 
clarified that communication is not to be equated with the final report. All 
information that flows out of evaluation channels including preparatory, 
intermediate and final reports, and written and oral messages all are 
included in it. Care should be taken that  the report meets the established 
standards as stated below: 

(i) Findings should be presented clearly, completely and fairly. 

(ii) Findings should be organized in a logical manner and stated in a 
language which is easily understandable by the users. 

(iii) Recommendations should be clearly related to the findings. 

(iv) Findings and recommendations should be presented in a 
framework that indicates their relative importance. 

(v) Limitations of evaluation study caused by constraints of time, 
resources, data availability should be stated. The report should 
include suggestions regarding issued and questions needing further 
study. 

(vi) The report should indicate method o f deriving findings and 
conclusions. 

(vii) Persons, groups and organization, who contributed to the 
evaluation activity, should receive necessary feedback according 
to their jobs and responsibilities. 



Plan Implementation and Management           

170 

(viii) Officials authorized to release the evaluation data should be 
specified. 

(ix) Documentation of the base-data should be arranged.  

3.7 Utilization 

 As already indicated in earlier chapters, the basic reason behind an 
evaluation effort is a functional one. The results / achievements or failures 
are needed for communication to the users. Better utilization can be 
guaranteed if necessary attention is paid to information needs of the 
potential users of results throughout all phases of evaluation. 

 To encourage responsiveness to evaluation results, some necessary 
considerations are given below: 

(i) Evaluation results should be made available to appropriate users 
before relevant decisions are made. 

(ii) Evaluators should be cautious to prevent misinterpretation and 
misuse of evaluation results. 

(iii) The evaluator should bring to the notice of decision makers and 
other relevant authorities / agencies any suspected side-effects of 
evaluation process. 

Activities 

 Please procure documents related to the implementation of 
“Special Primary Education Project” and work out an evaluation 
plan for communication to the Ministry of Education and the 
sponsoring agency. 

3.8 Self-Assessment Question - III 

1. What important questions are to be answered while designing an 
evaluation study? 

2. what important criteria are to be observed in developing a good 
design of evaluation? 

3. Please justify the need of an evaluation programme of a project. 

4. Specify measures to be taken while analyzing the data and 
interpreting the results of evaluation study. 

4. The Methodology of Evaluation 

 You have already studies about the design of an evaluation study 
and necessary measures to be taken to assure effective implementation of 
findings and recommendations. Now, in this chapter, we are discussing the 
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methodology of an evaluation process. The aim here is to help the 
evaluator select his own analytical tools, when dealing with a given 
project. 

 As the evaluator considers the project in its entirety, therefore, it 
involves a study of the different variable which shaped its design and 
influenced its implementation. The following will thus be examined in 
succession: 

(i) Checking the relevance of the project. 

(ii) Converting vague objectives into operational terms. 

(iii) Identifying performance indicators. 

(iv) Evaluation of project outputs. 

4.1 Checking the Relevance of the Project 

It does not imply any prior assumption that it is unrealistic. 
Because sound evaluation requires that the origin of the project, be 
examined. The evaluator has to follow ion the footsteps of the planner or 
the team which prepared the project. He should examine the national and 
sectoral development situation at the time of the Project’s birth and 
formulate a simple operational statement of the problem originally faced 
by the designing team (after all the purpose of a project is to solve a 
specific problem). Care must be taken to avoid unnecessary explanatory 
statements which have a tendency to obscure the true nature of the 
problem. 

Once the problem has been state explicitly and clearly, analyse its 
nature, causes and implications as appeared to the authorities when the 
project was designed. 

Review various alternative strategies or different entry points into 
the existing system in order to change the situation. 

Compare relative merits of all proposed strategies in the light of: 

(i) Probable capital and recurrent cost. 

(ii) Completing government priorities. 

(iii) Planning constraints. 

(v) Probabilities of implementation and ultimate impact. 

Identify the real reasons for selecting the project and compare them 
with the previous analysis. 
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4.2 Examine the project documents to understand the nature of 
planning, assumptions made, or operating at the time when the project was 
prepared. 

Identifying and select relevant performance indicators and convert 
vague objectives into operational terms. 

In recent years, a large part of efforts in development planning; has 
gone into improving the formulation of ‘development’ and ‘immediate’ 
objectives of a project. Therefore, the evaluators’ task is to: 

(a) Confirm the real  intentions of the planners with regard to the 
project, 

(b) Establish which of the formulated objectives lend themselves to 
analysis from the evaluation point of view, and. 

(c) Convert into operational terms which do not meet this criterion by 
providing a precise statement of expected results which can be 
objectively verified. 

 Objectives which refer to outcomes that cannot be verified by an 
impartial observer are sometimes called “Fuzzy” or “Vague” due to lack 
of clarity. These objectives are very common in almost all educational 
projects of both national and international level. Although, the nature of 
education itself is partly responsible, but the other cause is shortage of 
time available for the  preparation of the projects which often obliges the 
cooperating agencies to reach a hasty consensus to the detriment of 
precision. Sometimes, particularly when it seems that he operational 
consensus will be difficult to achieve, the objectives are intentionally left 
vague. Each participant can interpret them in a way suiting to his own 
standpoint and is thus prepared to support the activity. Some objectives, 
are “Fuzzy” by virtue  of their scope, as promotes self reliance, human 
rights, a “new international economic order”./ others are vague because 
the operational concepts themselves are  either not clear or open to a 
multitude of interpretations as, “train community development specialists’ 
‘promote work oriented literacy,’ ‘provide learner – centered education’ 
and so forth. 

4.3 Identifying Performance Indicators 

The performance indicators are important because they contribute 
most to reducing the subjectivity of an evaluation report. The first place to 
look for performance indication which will highlight the intended outputs 
of the project under evaluation is the list of objectives themselves and of 
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course, in the project work plan. The more common ones fall into the 
following categories: 

(i) Nature of the output – trained or specialized personnel, school 
building, or material etc. 

(ii) Specific functions or tasks to be performed. 

(iii) Target group specifying-age cohort, level of education or training, 
geographical distribution. 

(iv) Specific skills. 

(v) Physical context – rural areas, urban slums, ministry etc. 

(vi) Conditions under which the output is expected to perform – full 
time, part time, on request. 

(vii) Quantitative targets e.g. 500 “output” items a year. 

(viii) Qualitative targets as student’s achievement scores corresponding 
to a national norm as matriculation, or making use of certain 
advance teaching methods. 

(ix) Programme or management decision making methods to carryout 
certain tasks. 

(x) Scheduled activities listed in the work plan 

To illustrate how one locates performance indicators, two 
examples have been given below; one of development objectives, the 
other of immediate objectives. 

(a) Development Objectives 

 A countrywide network of community education centers providing 
formal and non formal education and training facilities for young people 
and adults living in rural area. 

 After a probing analysis of the above objectives, at least, the 
following indicators can be identified: 

(i) Nature of the output: Community education centers 

(ii) Specific functions : Education and training. 

(iii) Target group : Young people and adults. 

(iv) Physical context : Rural areas of the country. 
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(b) Immediate Objectives 

 Collaboration with the Institute of Education in developing a rural 
based primary curriculum, with optional components emphasizing 
learning requirements in urban area to permit adaptation to the context. 

 The following performance indicators can be identified: 

(i) Nature of the output : Curriculum 

(ii) Specific functions : Content for rural primary schools. 

(iii) Target group : Rural children in the primary school, with optional 
components that can be inserted in urban schools curriculum to 
meet the needs of the city child. 

(iv) Decision making method : collaboration with the Institute of 
Education. 

 The plan of operation is also a source of indicators. Among the 
more obvious is the schedule governing bo0th the dates of arrival of the 
various inputs and the dates of activities in which they are to be used. In 
the above programme, the date of completing the work of curriculum 
development can be a good performance indicator. 

4.4 Selected Output Indicators 

(a) Education 

 Number of classrooms built 

 Number of graduate of teachers training colleges 

 Number of course completer assigned to appropriate positions 

 Percent literate adults in population 

 Percent children able to pass standard reading test 

 Enrollment ratio 

 

(b) Family planning 

 Number of homes visited by F.P. personnel 

 Number of training courses given 

 Number of trainees graduated 

 Number of research projects completed 

 Number of new acceptors, etc 
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(Please develop indicators for crop production, manpower development, 
tree plantation, water supply schemes etc.) 

5. EVALUATION OF PROJECT OUTPUTS 

5.1 General Comments 

If the assignments explained in previous pages have been properly 
carried out, the evaluator is now in possession of a list of operational 
objectives, together with a whole set of appropriate performance 
indicators and accordingly, he can analyse the project outputs. It is at this 
stage of the evaluation that the framework provided by systems analysis 
will prove most useful. An evaluation model of systems approaches 
alongwith an evaluation design is given below: 

 

 

 

5.2 Outputs 

(a) Quantitative Aspects 

 Virtually all projects have outputs, which can be analysed from 
quantitative or, more generally mathematical standpoint; Typical examples 
are: 

(i) Outputs which can be numerically quantified : Number of students 
entering and / or graduating from an educational institution or 
system; examination pass rates ; dropout rates; cost of training per 
student (kind – costs) and per degree; proportion of total time 
devoted toe ach subject in the curricula etc. 
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(ii) Outputs which can be rank ordered: Classification of output on the 
basis of their relative importance to various social sectors, or 
through a period of time, or to sectors of the population 
(geographical, age cohort etc) 

(iii) Outputs which can be said either to exits or not to exist; e.g. 
terminate school buildings or school textbooks etc. 

(b) Qualitative Aspects 

(i) When it is essential to evaluate the qualitative aspect like the 
profile of a teacher after training, of a pupil on completion of a 
pilot programme or of an adult after a literacy course, it is 
generally possible to process by mean so of questions which can be 
answered by means of simple ‘yes’ or ‘no’. 

(ii) To assess quality, particularly where training is concerned, the 
evaluator is obliged to use direct measure (e.g. learner’s behaviour) 
and observational techniques in order to achieve the necessary 
degree of specificity. He should use a representative sample, as 
large as time and circumstances allow hi, so that his conclusion 
may be regarded as reliable by outside observers. 

(iii) The easiest way to reach a large sample in a short period of time is 
through the use of a written questions. 

(iv) Direct observations (e.g. classroom visit), discussions with person, 
scheduled interviews with a limited sample are alternative 
methods. The more sophisticated the observation is, the more it is 
concentrated on small groups or individuals, though it takes longer 
time. 

(iv) The one useful variation is to combine the questionnaire 
techniques with intensive method (direct observation, interviews). 
Here, it should be noted that no evaluation can be considered 
methodologically sound without the use of control group and, 
therefore, the evaluator should make a reasonable effort to 
introduce some method of “controlling” his observations by using 
a sample from an untreated group. 

5.3 Impact 

 The impact of a project means the quality of a given project output. 
The outcomes of the evaluation of a project output give sufficient 
information about the impact of a project performance. If an evaluator 
thinks that information gathered upto this time is not sufficient to know 
clearly what the impact of the project has been, it is advisable that he 
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should again watch/observe/examine as the case may be, the output of the 
project, in respect of change in number of passes, level of achievement or 
social status etc. 

a. Utilization 

The utilization refers to the use of a project output. While it is 
difficult to establish with certainty whether the output has or has not an 
impact, it is on the other hand generally possible to ascertain whether and 
to what extent it has been used. It is relatively easy to determine whether: 

(i) The graduates of a higher teacher training college, established by a 
recently completed project, have been recruited. 

(ii) The research studies carried out by the project are circulated and 
assimilated by their intended readers and whether they have been 
used as substantive input etc. 

6. A CHECKLIST FOR PLANNING AN EVALUATIN STUDY 

(a) Objectives 

 What is the study (not project) objective? 

 Does the study have a potential for providing new information? 

 Will the final results be important or significant for the project or 
programme? 

(b) Methods 

 Are the techniques, instruments or modes of inquiry appropriate to 
the study design? 

 Are there sampling problems? 

 If interviewing or opinion survey techniques are to be used, have 
the questions been reviewed? 

 Will the methods gather sufficient and effective data in terms of 
the goals of the study? 

(c) Data Processing 

 Is there a clearly conceived plan for the analysis? 

 Have the statistician been consulted regarding the methods to be 
used? 

 Are the analytical procedures likely to produce meaningful 
statements? 

(d) Analysis and Interpretations 
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 Has wide variety of potential findings been considered? 

 Does the design of the study permit clearly stated generalization? 

(i) Costs 

Is cost for the evaluation study reasonable? 

Are there luxury or unnecessary items on the budget? 

Are the total costs proportionate to the importance and 
scope of study? 

(ii) General 

Will the study answer the questions is set out to answer? 

Will it produce explicit and usable results? 

If it is not completed, will there be some value? 

7. EVALUATION STUDY 

7.1 Background 

Upto this time, you  have studied many things theoretically related 
to evaluation study. This includes the concept of evaluation, study design 
and practical procedure for undertaking such a study. In the following 
pages, you will be studying a practical example of “Evaluation Study” 
named “The Evaluation Study of Industrial Education in Academic 
Secondary Schools in Kenya. 

 This study was conducted by the Institute of Education of London, 
on a request from the SIDA (The Swedish International Development 
authority), who was sponsoring the technical education project in Kenya. 
The evaluation team consisted of seven members belonging to different 
countries and different professional backgrounds. 

 The evaluation team, as you know, first of all identified the 
objectives of the evaluation. For achieving these objectives, a model of 
study was selected with a consensus. These were the preliminary steps 
which provided the basis for the actual study. 

 

7.2 THE EVALUATION STUDY OF INDUSTRIAL 
EDUCATION IN ACADEMIC SECONDARY SCHOOLS IN 
KENYA 

 The Industrial Education Project in Kenya 

 Technical / vocational education in Kenyan schools can trace its 
roots back to is colonial past when handicrafts was subject offered in 
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many secondary schools. After independence in 1963, some schools 
continued to offer courses in woodwork, metalwork and geometrical and 
mechanical drawing but as was common in many developing countries, 
vocational education was largely perceived as an inferior type of 
education. 

 The need for manpower during this early period was satisfied 
through general secondary education and other types of education. 
However, with the rapid economic growth in the late 1960s and the first 
half of the 1970s, there was a growing need for more technical and 
specialized manpower, and it also became more difficult for school leavers 
with general secondary education diploma to find a job. To meet these 
demands and in order to accommodate the changes taking place, three 
important steps were taken in 1968, which had a particular influence upon 
the vocationalization of secondary education in Kenya: 

(i) The Ministry of Education decided upon a syllabus with 
the title “Industrial Arts Interim Scheme for Secondary 
Schools.” 

(ii) The Kenya Science Teacher college (KSTC) was created 
with the aim of training teachers for technical / vocational 
subjects at secondary level. 

(iii) The Kenyan Institute of Education was established. One of 
its functions was to edit and test curricula and syllabuses, 
including those for industrial education. 

Shortly after this time, technical / vocational subjects were 
introduced into general lower and upper secondary education. Industrial 
Education (IE) became a compulsory subject in Forms I and II of general 
secondary education and could be chosen freely in Form III and IV (later 
it became one of the subjects in the Kenyan Certificate of Education 
(KCE), the secondary education examination). In relation to the selection 
to upper secondary and further studies, IE was of the same status as the 
other subjects. 

IE included four branches : wood technology, metal technology, 
power mechanics technology and electrical technology. Each school was 
to offer only two of the branches. The recommended time allocation for IE 
was six periods per week with at least four of these being practical 
sessions. 

The general objectives of IE in Kenyans were stated by Lauglo in 
the following way: 
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1. To develop in each pupil an insight and an understanding of 
industry and its place in our society. 

2. To discover and develop personal talents in industrial technical 
fields. 

3. To develop problem solving abilities related to the materials and 
processes of industry using an applied workshop approach. 

4. To develop in each pupil a skill in the safe use and care of tools 
and machines. 

5. To develop in each pupil an awareness of how he, as a consumer, 
can be efficient in the selection care and use of industrial products. 

 A review of the particular IE syllabuses, coursework schedules and 
examination procedures reveals that IE was to be pre-vocational and was 
not primarily intended to lead to an occupation. The main features of the 
specific objectives and syllabuses for each IE subject have been revised 
only slightly over the years. 

 In Kenya, there evolved several variations within the academic 
curriculum in secondary schools. Some of the academic secondary schools 
offered options such as agriculture, commerce, home economics or 
industrial education. Also in the separate technical secondary schools, 
both technical and academic subjects were combined but with more of a 
vocational rather than a pre-vocational syllabus. In recent years Kenya has 
introduced some structural reform in education; however the government 
is still committed to introducing practical subjects on a large scale both in 
the new eight-year extended primary cycle and in the new four-year 
secondary cycle. 

 Here we shall review the evaluation of the Kenya-Sweden 
technical and Industrial Education project (KS) which was conducted in 
35 academic secondary schools. This KS project was established in mid – 
1975 and received Swedish support until 1981. Perhaps it is also important 
to note that the project only affected 35 out of the more than 800 
government supported schools in Kenya; thus it has a relatively small 
impact. 

 The original aims of the KS project were stated by Lauglo as 
follows: 

1. To strengthen Kenyan efforts to introduces a practical element in 
general academic education. 

2. To improve preconditions for teaching IE in twenty nine secondary 
schools in accordance with the 1972 syllabuses. 
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3. To equip these schools adequately so that students were given the 
opportunity to obtain the required complete experience for the 
examination in the subject. 

4. To achieve, in the sort run, a balance between the supply and 
demand of teachers in IE. 

 Later the number of schools was extended from 29 to 35. In the 
agreement signed in 1974 between Kenya and Sweden, the following 
components were included. 

1. Enlargement and modernization of IE workshops at approximately 
30 general secondary schools. 

2. Construction of approximately 36 staff houses for IE teachers. 

3. Purchase of equipment for the workshops. 

4. Strengthening of the capacity of the Ministry of Education. 

5. A research programme. 

 In a broader perspective, Sweden has assisted technical / 
vocational education in Kenya for nearly twelve years: the KS project is 
only one part of this long running cooperation between the two countries 
in this area. During this twelve year period, Swedish support has had the 
following four elements: 

1. Teacher education for IE at the Kenya Science Teacher College 
(KSTC) 

2. Swedish volunteer teachers to set up equipment in the workshops 
and to teach IE course. 

3. Building a renovating and equipping of workshops as well as the 
construction of some housing for IE teachers. 

4. Establishing a maintenance unit that should, inter alia, provide 
support for IE programmes and their workshops. 

 It is important to draw a distinction between the Technical 
Secondary School (TSS) and the IE project in the Academic Secondary 
Schools. The KS project dealt with IE, and is largely encompassed in the 
third element (listed above) of Swedish aid. The TSS also received 
Swedish support and were evaluated in a similar fashio9n shortly after the 
IE evaluation. However, as pointed out above, the evaluation we are 
concerned with here involves IE in the 35 Swedish-assisted academic 
secondary schools. 
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7.3 Background to the Evaluation Study 

The area of vocationalization and curriculum diversification has 
attracted much international attention in recent years. The direction of 
vocational education is widely debated, yet still lacks in depth evaluations. 
Thus one of the aim of this relatively extensive evaluation was its 
contribution, internationally, to the ongoing question of technical / 
vocational education in developing countries. 

The Swedish International Development Authority (SIDA) 
engaged the London Institute of Education, University of London to make 
an in-depth evaluation of the Swedish sponsored IE project in Kenya. The 
evaluation team consisted of seven members with various professional 
backgrounds; they came fro the United Kingdom, Sweden and Kenya. 

According to the evaluation project leader, the evaluation was 
intended for three categories of people; (a) Kenyan politicians and civil 
servants (at least within the are of education); (b) SIDA officials; and (c) 
participants in the international debate on the vocationalization of 
secondary education. The aims of the evaluation were defined as follows: 

(i) To identify the aims and objectives of IE in Kenya, to examine 
these in the Kenyan and international context and to trace the main 
influence on the evaluation of aims, objectives and syllabuses. 

(ii) To assess the degree of success of IE both in terms of its official 
objectives and in terms of the expectation, which are held by 
students, teachers, headmaster, parents and employer? Also to 
identify unanticipated outcomes of IE. 

(iii) To identify the conditions which have influenced the degree of 
success of IE, and to identify the main difficulties or problems 
pertaining to it, as perceived by those involved in implementing IE 
or by those directly affected by IE subjects. 

(iv) To examine the cost of IE as compared with other parts of general 
secondary education and with vocational training. 

(v) To assess the future role of IE in the schools, within the framework 
of present educational policy in Kenya. 

(vi) To assesses Swedish aid to IE in the light of the general aims for 
SIDA’s work and to suggest guidelines for SIDA with respect to 
possible future involvement with similar curriculum change in 
other countries. 

 Since SIDA was very much involved in the IE project and had 
initiated and financed the evaluation project, and since influence from 
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international agencies should be (and is in the present evaluation one 
important factor in an evaluation, the general goals and objectives of the 
Swedish cooperation with and aid to developing countries will be 
mentioned briefly. Swedish assistance is intended to con tribute to the 
following: 

(a) Economic growth. 

(b) Economic and social equally. 

(c) Political and economic independence. 

(4) Democratic development. 

 The evaluation project has a wide scope and domain. A perspective 
was more holistic than atomistic, more substantive than formalistic and it 
took over on latent conflicts and contradictions into consideration. It 
covered a large domain, although the indicators for some areas are the 
subjective views and belief of those converted instead of inter-subjective 
and outside indicators. 

 The evaluation included the following elements of areas. 

Table-1 Model for the Evaluation Study 

1. Localization of the project 
school 

  

2. The IE schools in comparison to other technical / vocational 
schools. 

3. Students and their characteristics and 
background 

 

4. Parents view of IE.  

INDUSTRIAL EDUCATION 

 i. Objectives of the programme.  

 ii. Teaching staff.  

 iii. Teaching methods.  

 iv. Workshops  

 v. Student’s attitudes before leaving the 
school. 
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 vi. Costs.  

PERFORMANCE INDICATORS 

  a. Student’s careers and destinations. 

  b. Employers view of IE. 

 

 

 All the points listed in the table were more or less covered in the 
evaluation. In addition to these points, the international arena, the policies 
and activities of the concerned agencies and the trends of vocationalization 
of secondary education were analysed. Further, a brief analysis was drawn 
up between the relationship of the Kenyan development policy and 
Kenyan society on the one hand, and the IE project on the other. 

 In this study, some aspects or areas are penetrated in-depth (the 
achievement of the students and their examination results, for instance) 
while other aspects or areas may be said to be missing or under-
emphasized. Some of the latter include: 

(a) The international development objectives and goals and IE in 
relation to indicators of performance. 

(b) The recruitment and selection of students with respect to 
geographical and ethnic background. 

(c) A direct analysis of the examination system and thus of the skills 
produced in relation to the need for manpower.  

(d) The manpower system itself, job opportunities within the relevant 
sectors and the productivity and competence of the emphasized ex-
students in comparison to these of others (non IE people) in the 
same occupation. 

7.4 Evaluation design and sampling procedures 

 The design included tracer studies surveys 9questionnaries to ex-
students, headmasters, IE teachers, other teachers, parents etc), interviews 
(with students, ex-students parents employers etc), participatory 
observation (in the classes and the workshops), reviews of documents, and 
so on. The sources came principally from documents, examination results, 
information from Kenyan and SIDA officials, students, teachers and 
headmasters. 
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 The quantitative analysis was  based on examination results in 
primary and secondary education and answers to the questionnaires. It 
proceeded from bivariate techniques (cross tribulation and correlation 
analysis) to multivariate analysis (regression analysis). The qualitative 
analysis was based on answers in interviews and observations schemes. 
The presentation of the qualitative data was mainly combined with that of 
qualitative data. 

 A good deal of the data were qualitative in the sense that they were 
based on attitudes, opinions and beliefs of those concerned (teachers, 
headmasters, parents etc). for example, the skills produced in IE were 
never measured directly and in relation to manpower needs but were 
established through indicators of the following type: opinions from the 
teachers and headmasters, degree of employability and examination 
results. 

 The evaluation activities were many and as pointed out above, they 
covered both qualitative and quantitative areas. Below is an approximate 
chronological ordering of these evaluation activities. 

Major Steps in the Evaluation  

i. Documentary analysis of IE aims and objectives. 

ii. Analysis of present educational policy in Kenya – aspects of direct 
relevance for the IE evaluation project 

iii. Review of international literature. 

iv. Surveys of students : 

(a) Tracing (autumn 1983) those who in earlier years sat for 
the KCE exam in IE at three different secondary school. 

(b) Questionnaire survey (autumn 1983) of 1,642 students in 
20 schools (15 IE schools), comparing students with 
varying degree of exposure to IE. 

(c) One year follow up of students surveyed at the 20 schools. 

(d) Tracing (summer 1984) students who, in 1974, sat for the 
KCE in IE at one of the involved schools. 

v. Tracer survey of Swedish former IE teachers (January, March 
1944). 

vi. Examinational Analysis: 

(a) Comparison of IE schools in terms of results in IE and 
academic subjects. Comparison of IE schools as a group 
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with other secondary schools using results in academic 
subjects up to 1982; and  

(b) Using individual level data, comparing students taking 
different IE subjects with students not taking IE at the KCE 
exam and with students taking other practical subjects in 
terms of exam results in English and mathematics. 

vii. Survey of employers in Nairobi area who were known to have 
hired former IE students (fieldwork in August – September 1984) 

viii. Cost analysis (August 1984). 

ix. Documentary analysis : the evolution of IE syllabuses, relationship 
between IE and other post primary practical or vocational 
education (Autumn 1984). 

 Thirty five secondary schools were involved in the project. The 
characteristics of the 35 seconds were compared with those of other IE 
schools with respect to: 

(a) Geographical distribution.  

(b) School status indicated by the primary school examination 
results and results from the secondary examination. 

(c) School status as indicated by the quality of the buildings 
and the equipment. 

Fifteen of the 35 schools were sampled (more or less a stratified 
sample). Another 5 schools (outside the project) selected as “control” 
schools. All IE students of these schools (in Form IV in 1983) were 
interviewed before the examination in 1983 and then, one year after the 
examination, they were asked to fill out a questionnaire. 

All sampled students were divided into three categories: 

(a) Those who chose IE voluntarily as a subject in Forms III 
and IV and in the final examination. 

(b) Those who had IE in Forms I and II (compulsory) and then 
chose not to take it in the last two forms. 

(c) Students from general secondary education. 

 In all, 1.642 students were interviewed in 1983. one year later (in 
the follow up study) 1,080 (66 percent) of them were traced and answered 
the questionnaire. Second hand information (from other students) was 
gathered on an additional 240 students. In a follow up in 1986, 314 of the 
ex-students answered another questionnaire. In the following sections we 
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shall look a little more closely at these activities, especially as they relate 
to the specific evaluation areas highlighted in each section. 

7.4 Evaluation of the project content 

Project content related to the following: 

(a) The structure of the system. 

(b) The curriculum. 

(c) The teacher quality. 

(d) The teaching methods and material framework for teaching / 
learning. 

(e) The examination system. 

 Besides the obvious questions airing, there were other questions 
concerning the project content. These included: 

i. Is IE perceived more as a pre-vocation subject, preparing students 
for practical work? Or is it perceived more as a general education 
subject that is mainly f private use, or useful for subjects regardless 
of further education or occupational destination? 

ii. Is IE taught in a highly didactic manner so that students, even in 
their practical work, are given a series offset tasks that stress 
precision in execution rather than problem solving? 

iii. Do teachers of IE feel constrained by the high specificity of the IE 
syllabuses? Would they prefer more autonomy in deciding what to 
teach? Or would they prefer the syllabuses to spell out in even 
greater detail what should be taught? 

iv. How satisfied are teachers of IE with the “O level” examination in 
IE subjects? Is the balance between theoretical and practical work 
right? Do they see the exam as affair one? Do they see it as a 
straightjacket that prevents from them pursuing the general 
education aims of IE? 

Given the official orientation of IE towards “modern industry” 
with the implications of expensively equipped workshops, do 
headmasters and IE teachers see a need to simplify the workshop 
technology in the future development of IE, orienting IE more 
towards the informal sector of small scale craft production, if IE 
were to be expanded to many more schools? Or would they oppose 
such a dilution of the IE technology? 
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 The status of IE may be inferred from the categories of sources, 
which include answers from interviews with headmaster, IE teachers, 
other teachers and parents, and the results of the primary school 
examination which is required for entrance to the IE schools. Both sources 
demonstrate that IE is highly valued as a secondary school subject. 
Whether or not this is directly related to the project’s content is not easily 
determined. 

7.6 Evaluation of the Logistical Component 

Industrial Education requires rather complicated and costly 
logistics to suit its needs, workshops, equipment, tools, materials, 
consumables, plus often extensive repair and maintenance. It is not 
unusual for the costs of equipment and tools to greatly exceed the cost of 
the building structure that houses them. Some general areas that were 
considered by the evaluation team as regards logistics will be outlined 
below, alogwith comment son the manner in which the evaluating team 
assessed them. 

How fully was the workshop capacity utilized? 

Table – 2 Utilization of workshop capacity 

Utilization of school IE capacity 

 For one 
student 
no of 
weekly 
IE 
periods 
for a 4 
year 
course 

No of 
students 
in Form 
IV 

Students 
per week 
students 
of 

Periods (no 
of x  no of 
periods 

Teaching 
periods 
per week 

 Avera-
ge 
class 
size 
per 
teachi-
ng 
period 

  In the 
workshop 

Total no of 
periods 

In the 
worksho
p 

Total 
no of 
period
s 

School (1) (2) (3) (4) (5) (6) (7) 

(Official 
target for a 
three-
stream 
school) 

       

(24) (40) (1280) (1920) (64) (84) (23) 

Source: Lauglo (1985 : 95) 

 The evaluation team investigated how fully the workshop capacity 
was utilized in any given year in relation to the number of IE students. The 
utilization of school IE capacity was assessed by comparing the official 
target with the figures gathered from each school. An adaptation from the 
Kenyan assessment is presented in table 2. by assembling a chart such as 
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this, and figuring out the official targets beforehand, one can more easily 
specify and search out the necessary data. 

Money spent on IE materials – was it spent on IE? 

 At various levels from the government down to the school, 
finances were earmarked for IE, and clearly this money should be spent on 
the costs of IE. In assessing this aspect, the former Swedish teachers, the 
headmasters and the Kenyan IE teachers were asked specific questions. In 
the tracer study, the Swedish teachers were asked, for example, were there 
any serious problems in being able to actually use money earmarked for 
IE? If so, how were such problems solved? The headmasters were asked, 
“What difficulties do you as a headmaster, experience in having IE at your 
school? Finally, two examples of the questions put before the IE teachers 
concerning IE finances were: “Exactly how much money do you have to 
run the IE workshop?” and |In general, how difficult is it for you to get the 
money so that it can be spent on IE?” 

The Condition of Workshop and Equipment 

 An observation schedule was used during the visits to schools in 
order to asses the condition of workshops and equipment. This was 
supplemented by questions to the IE teachers. In the observation schedule, 
a number of items were rated on a 5 – point scale: 

Very poor / Poor / Fair / Good / Very Good 

 The quality of the workshops and their equipment was checked in 
39 out of 69 workshops (most schools had 2 workshops). The observation 
schedule considered the following aspects: 

(a) The condition of the workshop buildings and the workshop 
organization and planning. 

(b) Workshop tools and equipment care, repair and maintenance, and 

(c) Teaching and learning resources. 

The Role of Maintenance Unit 

 Questions were put to the IE teachers concerning the role of the 
maintenance unit, both in their individual questionnaires and in group 
interviews. A few examples of these questions include: 

 “When were you last visited by the maintenance unit personnel?” 
“What, if any, improvements are needed in the services on the 
maintenance unit?” 
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 “Do you regularly buy materials from the maintenance unit?” 

Was the IE Equipment Too Advanced? 

 In assessing this area, questions were asked t of the former 
Swedish teachers, the headmasters and the teachers. Examples of the 
questions for each group are listed below:  

Former Swedish IE Teachers 

 “Looking back, do you see any serious mistakes in the way IE was 
developed in Kenya? Are there any lessons for its future 
development in Kenyan Schools? 

 “If IE were to be introduced in most schools how would the subject 
need to be changed, if at all?” 

Kenya Headmasters and IE Teachers 

 “What mistakes were made in the way IE was developed as a 
subject in the country as a whole?” 

 “How would IE need to be changed if it is to be offered in many 
more secondary schools?” 

These questions and this area as a whole, were developed and 
probed in the group interviews with the IE teachers. It should be noted 
also that a photographic survey of the IE workshops was conducted. This 
survey provided a qualitative indicator of the quality and condition of the 
logistical components which complemented other measures. 

7.7 Evaluation of the Personnel Component 

The teachers were the only category of personnel subjected to the 
evaluation study. However, the opinions and attitudes of the headmasters 
were used not only as indicators of the teacher performance and the status 
of IE, but also is an indication of their role in the schools. Concerning the 
IE teachers and their teaching practice, six areas were chosen fro 
investigation. Below we shall briefly highlight these areas and comment 
on the manner in which they were assessed. 

Characteristics of the IE teachers.  In order to identify the 
characteristics of the teachers items on the questionnaire probed various 
aspects in order to reveal: 

(a) The educational qualifications. 
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(b) The amount of practical work experience they had which related to 
the practical skills taught. 

(c) How much teaching experience they had. 

 Professional morale: IE teachers participated in both group 
interviews and questionnaires. Concerning professional morale, the IE 
teachers, the headmasters and other teachers were asked such questions as: 

 “Actual teaching time is only a p[art of the teacher’s work. How 
much extra time do you think is needed in IE as compared with 
academic subjects in order to prepare maintain equipment etc?” 

 “In your case, are you happy with the balance in your present 
teaching load between IE and your academic subject?” 

 “How satisfied are you with being a teacher?” 

 If you could start your life all over again, what occupation would 
you most like to have?” 

 “Do you think that you will be teaching in ten years time?” 

 The compiled answers to these questions were compared between 
the different groups of respondents. From these compilations it appeared 
that the other teachers were more committed to their job. Additionally all 
of the groups of respondents agreed that IE was more demanding and time 
consuming than the academic subjects. 

 Perceived competence of IE teachers:  Twenty of 34 headmasters 
were interviewed at length, and an impression was made upon the 
evaluator of good rapport and authenticity of answers. Concerning the 
perceived competence of the IE teachers, the headmasters were asked to 
compare and rate the IE teachers with the other teachers, the headmasters 
were asked to compare and rate the IE teachers with the “Other teachers”. 
The scale they were to rate them on was as follows:  

Better / Slightly better / About the same / Slightly worse 
/ Worse 

 As many of the IE teachers were also qualified to teach an 
academic subject, the headmasters were asked, “Are the IE teachers in 
general better at teaching IE, or are they better at teaching their academic 
subject?” 

 Comparing Swedish volunteers and Kenyan teachers:  In 
assessing this area, items were included in the tracer survey of the former 
Swedish volunteers and in the questionnaires of IE teachers and 
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headmasters. Below are a few of the relevant questions examined in 
assessing this area. 

From the Tracer Study of Former Swedish Teachers 

 “At your school (s) how far had the workshops been established 
and equipped by the time you arrived?” 

 “What are the strengths and weaknesses of trained Kenyan IE 
teachers as compared with Swedish volunteer teachers?” 

From the  IE Teachers and Headmaster 
Questionnaire 

 “In your opinion were the Swedish teachers less able, about the 
same or more able than most Kenyan IE teachers in each of the 
following areas? 

(1) Communicating in English. 

(2) Establishing workshops. 

(3) Teaching IE theory. 

(4) Teaching IE Practical’s. 

(5) Maintenance and repair. 

The questionnaire sent to all 45 Swedish volunteer teachers, who 
worked in the project during its first phase was successfully completed 
and returned by 85 percent of them. They were asked to give their opinion 
on, among other things, the status and position of IE and their 
understanding of the official aims of IE. The majority of them said that 
they perceived IE as a blend between general and pre-vocational 
education. Overall, they did not believe that IE had a great influence on 
the students’ search for work and they were the opinion that the equipment 
in the workshops was too advanced for its purpose 

How did they teach the practical aspect of IE?  The practical aspect 
of IE was heavily emphasized in the IE objectives. IE was intended to 
develop creativity, initiative and problem–solving abilities, using an 
applied workshop approach. However, these are rather difficult items to 
identify and measure. For the most part, the evaluation team utilized the 
group interviews of IE teachers to find the relevant information. Some 
other examples of measures used to assess the practical aspect of IE are 
given below. 
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The time allocated to practical work done in the workshops was 
compared with the recommended time allocation which was four of thee 
six 40 – minute periods per week. One of the evaluators collected data 
from 14 schools offering wood / metalwork courses and 5 offering 
mechanics / electrical courses. The period allocated for practical lessons 
was studies and observations’ were made in the workshops and 
classrooms. The allocation of time varied somewhat between schools, but 
in general, less time that recommended was spent on activities in the 
workshops. 

The relationship that existed between the theoretical and practical 
activities was also assessed from school visit. One of the evaluators 
carried out a survey in 12 schools of the practical projects made by the 
student. With help from the teachers, all the projects made were classified 
according to the degree of freedom the students were given in design. 
There was a scale of four classifications which ranged form a situation 
where all the students made the same project according to the same 
designs, to a situation where total freedom was allowed to the students 
both in terms of the task and in the design. 

Teachers’ views of exams and syllabuses.  In assessing this final 
aspect regard the IE teacher, the group’s interviews of IE teachers and 
questionnaire from the teachers who did not participate in group 
interviews_ provided the means to obtain the necessary information. Two 
examples of the questions asked were: 

“Some people think that the IE syllabuses are too detailed so what 
teachers have too little choice in what to teach. What do you 
think?” 

“How satisfied are you with the way IE is examined?” 

In addition, IE results from different schools were compared in 
order to note any changes or alterations IE scores between schools and in 
relation to the controlling scores in the academic subject exams. 

7.8 Evaluation of the Project Performance 

One very important element of project performance is the 
evaluation of costs. In this evaluation, costs were restricted to government 
and student (fee) expenditure. This reflected one of the general aims of the 
evaluation, which was to illustrate donor and government decision – 
making. Also, such indirect expenditures as earnings foregone were not 
included because of the difficulty in locating reliable primary source – this 
area was also note one of the focuses of the evaluation. Overall, the 
evaluation considered expenditures by the Government of Kenya and 
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SIDA, as well as school fees. Unfortunately, data on all expenditures were 
not available in all schools. The following costs were estimated: recurrent 
expenditures, capital expenditures, subject costs; costs per student, student 
period and class relative teaching costs i.e. cost per teacher periods; and 
comparative costs of institution. 

Both capital and recurrent expenditures were estimated, organized 
and later compared between subjects and schools, and even to a small 
degree between different years – as data allowed. Estimates on recurrent 
expenditures were obtained from23 out of the 35 included schools. The 
source for the information came from records of the Ministry of 
Education. Next the unit recurrent cost, or the expenditures per students 
was figured and these data could then be compared with other institutions. 

In figuring capital expenditures, SIDA project files were used as the main 
source of data. This was particularly necessary because after the 
completion of the KS Industrial Education Project in 1981, there was little 
spent on capital expenditures by the Kenya Government. The capital costs, 
here refer basically to the buildings, infrastructure (staff housing) and 
equipment for the workshops. The costs, in most cases, were converted to 
1981 prices. In estimating per place per year costs, a life of twenty years 
was assumed for the buildings and ten years for the equipment. The 
subject costs were also figured in the evaluation which allowed 
comparison between the IE subjects and the academic subjects. Basically, 
subject cost can be estimated in the following manner:  

Subject costs =  teaching costs of each subject + consumable 
/ recurrent expenditures + yearly costs of the capital + share of 

the overheads including administration 

  

 Of course, it would not be roper to compare total subject costs 
because enrolments  and period allocation may vary greatly between 
subjects and between schools. Thus, this total subject cost should be 
broken down to cost per student, per student period or per class period, as 
was done in the Kenyan IE evaluation. It was found that IE was on all 
indicators more expensive than other subject, due mainly to the workshops 
and their expensive equipment, and the lower ratio of students to teachers 
in the workshop. This of course, is typical for technical / vocational 
education. 

 The long – term effects, outcomes and impact of IE are very 
important when considering project performance. In the IE evaluation, the 
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following studies were made in order to estimate the long – term effects, 
outcomes and impact of IE in Kenya: 

i. A long – term study (retrospective) ten years back:  The 14 ex 
students of the first IE class that completed their education in 1974 
were interviewed. They were asked to describe their plans, 
aspirations, ambitions, and so on, just before and after they left 
school. They also answered questions concerning the use of their 
IE knowledge. 

ii. Interviews with 1,600 students in Form IV in 15 IE schools in 
1983:  Next, there was another follow-up study of these students 
one year after the examination. A new follow-up of the same 
students three years after their examination was later completed. 
Many of the questions concerning career and attitudes were open-
ended and the classification of the answers was made after wards. 
The ex-students were asked to mention what kind of work they 
would like, if they could choose freely, and what kind of work they 
actually expected to find. The low response rate to the follow-up 
evaluations demonstrate done of the difficulties with evaluation 
studies (particularly tracer studies) in developing countries, and 
furthermore this low response rate makes conclusion risky. 

iii. A tracer study in 3 school:  The ex-students had a questionnaire 
sent to them one year after their examination. The results here 
more or less confirmed and better illustrated the results of the other 
studies. 

iv. A small – scale survey of employers in Nairobi and its 
environs:  Thirteen employers with a staff from 95 go 5,000 were 
selected in Nairobi and its environs. It appears that they were 
selected because former IE students were employed there 
(according to the teachers). 

a. To identify the aims and objectives of IE in Kenya to examine in 
the Kenyan and international contexts and to trace the main 
influences on the evolution of aims objectives and syllabuses.  

 The historical background and the influences upon these objectives 
were traced through documents concerning secondary education and 
vocational education in the united Kingdom, Sweden and Kenya. The 
evaluation team was able to illustrate the influence from the former 
colonial power as well as that from the aid donors (Canada and Sweden) 
that were directly involved in the vocationalization of secondary education 
in Kenya.  
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b. To assess the degree of success of IE both in terms of its official 
objectives and in terms of the expectations which are held by 
students, teachers, headmasters, parents and employers. Also, to 
identify unanticipated outcomes of IE. 

 The principal methods and sources here were the surveys and 
tracer studies. First, the official objectives (and the degree of compatibility 
/ in compatibility between them) were analysed. This was done with the 
help of official Kenyan documents. Then the operation and outcomes of 
the project were investigated through the surveys and tracer studies. These 
studies also provided information about the expectations of the various 
group of people mentioned. 

c. To identify the conditions which have influenced the degree of 
success of IE, and to identify the main difficulties or problems 
pertaining to it, as perceived by those involved in implementing IE 
or by those directly affected by IE subjects. 

 The first of these issues was not very clearly operationalized. This 
applies in particular to the phrase, “conditions which have influenced”. 
The perceptions held by those involved were investigated in surveys and 
interviews. 

d. To examine the cost of IE as compared with other parts of general 
secondary education and with vocational training. 

 Various measures and indicators were used and the sources came 
from existing document sin the schools. It was possible to establish valid, 
reliable measures for the comparisons. 

e. To assesses the future role of IE in the schools, within the 
framework of present educational policy in Kenya. 

 On the basis of interviews and participants’ observations in the 
schools, content analysis of education documents and cost analysis, the 
team was able to make the recommendation that IE in it present form 
could not be extended to a large number or schools. It was too expensive 
to be extended and the education was too specialized in relation to the 
labour-market needs. 

f. To assess Swedish aid to IE in the light of the general aims for 
SIDA’s work and to suggest guidelines for SIDA with respect to 
possible future involvement with similar curriculum change in 
other countries. 

 The localization of the schools in the project and their recruitment 
of students, as well as the performance of the project, was analysed mainly 
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with the help of surveys (and tracer studies) and the findings were 
compared to the SIDA objectives. 

7.9 Activities 

Please develop an evaluation plan for the “mosque-school project.” 
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7.10 Self Assessment Question - III 

1. Why is evaluation necessary for a sound and objective decision 
making process? 

2. What measure would you like to propose for an objective 
evaluation study? 

3. What are the main features of a basic evaluation study design? 

4. Enumerate and explain necessary steps of evaluation methodology. 

5. What criteria are to be observed while designing utilization of 
results, communication and data analysis? 
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OBJECTIVES OF THE UNIT 

Having intensively studies this unit, you should be able to: 

1. Comprehend and describe the concept of school mapping. 

2. Relate the significance of school mapping in educational planning. 

3. Analyze the type-level-wise problems of education connected with 
school mapping. 

4. Got down the different steps involved in undertaking school 
mapping. 

5. Define and appreciate the concepts of: 

(i) Catchment area, and  

(ii) Standardization 

6. Identify and apply some management techniques in school 
mapping. 
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INTRODUCTION 

 No systems of education, however, new or unique it may, represent 
a complete breakaway with or a departure from what already existed prior 
to that. The system existing before the introduction of a new one forms the 
basis on which the subsequent edifice of a new one maybe raised. The 
previous systems includes in it a certain type of structure; several types of 
educational institutions having some equipment and facilities etc; 
personnel having a very wide variety of knowledge, skills, experiences; 
certain rules an deregulations; and lastly, a policy making and 
administrative structure. There may be a difference in the level of 
development of different systems but each one of the, in one way or the 
other, does possess the features. The figures pertaining to these aspects at 
the time of start provide the baseline data in respect of all these things 
which help the planner to start this activity. 

 Before an educational planner can take any start for the 
development of education in future, he should invariably pose certain 
basic questions to himself and see answers to them. These questions are as 
under: 

i. What are the existing school facilities? 

ii. How far are these facilities being utilized 

iii. How to ensure their best use? 

iv. How would the new educational facilities be distributed, if any? 

 As it is clear from the above questions, the exercise to answer to 
them would involve a series of activities aiming at the process of: 

i. Stocktaking, and 

ii. Diagnosis of the whole situation which we may call diagnostic 
stocktaking. 

 So the whole lot of activities involved in the entire process of 
diagnostic stocktaking is known as “Educational Mapping.” 

 Before we proceed ahead with our discussion on school mapping, 
let us take up, in brief, the difference between “Educational Mapping” and 
“School Mapping”. Leaving aside the apparent difference between these 
two terms, you would quite agree with the writer of these lines that the 
ultimate objective of both of them is obviously to facilitate the cause of 
promotion of education in the area. School mapping as we would shortly 
see is; The dynamic process of identifying logically and systematically the 
sites where educational facilities provided in the plan are to be located. As 
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educational facilities have been synonymous with schools, the term has 
been rather narrowly conceived as school mapping. So since the last 
decade, educational planners are engaging din widening the concept of 
school mapping is one of educational mapping.” Educational mapping is 
generally used in a wider sense as compared to school mapping. 
According to the Ministry of Education and Culture of Philippines 
(3:19:20) “While school mapping has been an exercise in locating primary 
and secondary schools (and perhaps, also colleges and universities), 
educational mapping encompasses all kinds of facilities for all forms, 
types and levels of education. 

 To identify facilities which each community or geographical area 
would need is the main function of educational mapping. It is a process of 
find answers to the following questions with respect to either a community 
or a geographical area. 

(a) What are the existing facilities which can be utilized to provide the 
requisite teaching learning situations? 

(b) What other facilities are needed? 

(c) Where will these new facilities by physically located? 

 i. A catalogue of educational needs (or learning needs) of the 
society as a whole. 

 ii. An inventory of available educational facilities. 

iii. A listing of facilities which are unutilized or under – 
utilized. 

iv. A set of guidelines as to how the available facilities can be 
reorganized by redistribution of either the facilities 
themselves or their users. 

v. A list of new facilities to be provided where they can be 
utilized to the highest advantage. 

The style for presenting these outcomes of the 
investigation in a manner that they can be easily 
understood and readily used in decision making is a 
map (in the case of school mapping) or atlas (i.e. 
series of related maps, in the case of educational 
mapping). Hence, the use of the term mapping in 
both case. 
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 The process of investigation is the same for school mapping. The 
main difference is that we concentrate in narrower objectives and aim at 
identifying locations for the construction of schools / classrooms / 
laboratories / workshops etc. evaluation of use-efficiency, reorganization 
and redistribution of facilities and maximization of use continue to be the 
net outcomes of school mapping. 

 Educational mapping follows the same style and techniques as 
does school mapping. We seek solutions to the same problems that we 
listed for school mapping. However, instead of identifying needs only in 
the form of schools and form of schools and facilities connected them, we 
work on all forms of teaching learning situations to suit the conditions of 
the given community or area. The needs relate not only to the school age 
population but also to out of school youth and adults, and the facilities we 
seek have to be obtained from all sectors of national life. Vocational 
training facilities for trainees in functional literacy, on the job 
apprenticeship program for the youth, mass media for adult education and 
such other facilities for various elements of a life long educational process 
are to be identified and located. The task of education mapping is, 
therefore, more complex than that of school mapping. 

 The difference between educational mapping and school mapping, 
discussed above, is obviously more academic than procedural in nature 
except that the former has a wider scope of application as compared to the 
latter. As mentioned above, both of the above exercises follow the same 
methodology and aim, with variations, of course, on the ‘education’ or 
‘schooling’ of the people living in the area. In the literature the terms 
‘education’ or ‘schooling’ are both used synonymously. So for the 
purposes of our discussion in the following pages of the unit we will not 
maintain any difference between educational mapping and school 
mapping. The term “school mapping” will be constructed to include the 
both. 

1. SCHOOL MAPPING 

1.1 Meanings and Nature 

 The term school mapping which educational planners and 
managers come across in literature on education planning and 
management is quite a comprehensive one. 

 “There are still many, even among educationists and educational 
administrators, who quite misunderstand the term school mapping. 
There are many who think it is simply a matter of taking a large 
scale map and putting on it the right kind of conventional signs to 
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know where the various types of educational institutions are 
located or getting a sort of photograph of the existing regional or 
national school network that can be brought up to date by additions 
or deletion (3.19) 

 According to Jacques Hallak, school mapping is “part and parcel 
of the educational planning process and as a result, one of its essential 
functions is to help realize the targets set out in the plan or plan” 2:13 

 To quote another UNESCO source: 

 School mapping  is a good management technique which can be 
used for more effective day to day educational administration as 
well as for providing guidelines for an educational plan for the 
future. 

 The school map is a means of presenting visually and 
geographically all data related to educational planning and control, 
and which can be usefully presented in map from. 

 It is not necessarily a single documents. It can and probably should 
be rather an atlas than a single map. 

 It would be better to speak of school mapping as a dynamic 
process than to say simply school map which is a static thing. The 
map itself has to be used as a tool for a planning process (4:125). 

 The reason for preferring to use the term school mapping to that of 
just ‘school mapping’ is crystal clear. As time passes on, phenomena like 
population dynamics and other socioeconomic changes make the exer4cise 
of school mapping highly imperative so as to identify, diagnose, reshuffle 
and reorganize the whole network of educational facilities to suit the 
changing needs and requirements of the masses. Understood in this time 
sense, the exercise, therefore, comes out to be an ongoing activity 
capitalizing upon the results of the previous attempt and determining some 
new ways and means and strategies for the purpose. Hence the use of the 
term ‘school mapping’ instead of school map. 

1.2 Significance of School Mapping 

School mapping occupies an immense significance in educational 
planning and management for the following reasons:- 

i. However efficient and skilful an educational planner may 
be, he must have at hand the basic information abut the 
overall functioning of the education system through out the 
country or the area under his jurisdiction. School mapping 
provides to him this and many other types of information 
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and data with regard to present state of affairs in respect of 
education in the country. School mapping provides him the 
requisite information about the number of schools and their 
location, enrollment of students, number of teachers, 
administrative units and a host of other such things. This 
information serves as the point wherefrom he can take a 
start and go ahead with his planning process. 

ii. Through school mapping, one comes to know the 
educational needs of different areas and judge the adequacy 
of the presently available facilities in light thereof. 

iii. Having judged the adequacy or otherwise of educational 
facilities available in the area, the educational planner can 
strike a balance between the available and the required 
facilities which, in turn, guide his future course of the 
action like costing, ,procurement and other allied activities. 

1.3 Objective Served by School Mapping 

One of the UNESCO sources (4:125-126) enumerates the 
objectives that may be served by school mapping as follows which further 
highlight the significance of the processes: 

i. To analyze the educational situation (of the whole country 
or of chosen regions) as the ‘geographical’ level as opposed 
to an overall aggregate of data. 

ii. To help plan the development of educational facilities on 
the basis of: 

- Demographic situation and trends. 

- Economic and social development. 

- Suitability of school locations, sizes, types and 
conditions etc. 

iii. To adjust methodically the national goals to the unequal 
situation of particular provinces or regions of the country. 

iv. To serve as a focal point for the gathering of a great amount 
on information usually dispersed among different services, 
thus becoming a very useful help for other planning and 
administrative units. 

v. To allow a better utilization of scarce resources according 
to very realistic estimates of costs and benefits in each 
particular zone. 
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Significance of school mapping may be further judged from the 
following four points described by Hallak (2:13-14(. According to him, 
“the school map is part and parcel of the educational planning process and, 
as a result one of its essential functions is to help realize the targets set out 
in the plan or plans. Of these targets the best known, and those most 
universally acknowledged, are the following: 

(a) Giving all children of school age a basic education and extending 
teaching beyond the end of the period of compulsory education 
within the limits of resources available and the country’s economic 
and social requirements. This being so, it should be possible with 
the help of the school map to organize educational supply in such a 
way as to meet the requirement set out in the plan. 

(b) Providing for ‘equality of educational opportunity’. This target 
may be interpreted in diverse way but in so far as concerns the 
school map, the object is to achieve: 

(i) A geographical leveling out of the conditions of supply 
through the creation of equal intake capacities and an 
equitable distribution of human material and financial 
resources over the various areas, and 

(ii) Equal social opportunity for, and access to schooling 
through active measure encouraging children to go to 
school (e.g. setting up a school transport service, canteens 
and boarding establishments) and opposing segregation of 
the sort where certain schools are attended by certain 
groups on a race of creed basis. 

(c) Making systems more effective by improving the ratio between 
costs and performance. When the school map is being drawn up 
the task will be to ensure the utilization rates of premises, 
equipment staff and the length of time go to the optimum level 
bearing in mid pedagogic, administrative and political limitations. 
The ides is to overcome the short sighted view of the school as an 
isolated and unconnected with the world outside by integrating the 
school map with a broader map of collective and regional 
development services. Like the hospital and the post office the 
school forms part of a body of services to be distributed 
geographically is a consistent manner and in such a way that the 
working of external economic factors results in the most effective 
possible use of resources or schooling. 
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(d) Reforming structures, curricula and methods: The role of the 
school map is vital in any attempt to reform education system. The 
failures of reform programmes brought in certain countries have 
been largely due to the lack of a school map. However highly 
developed a school system may be, when a reform programme is 
brought in, there is a stock of schools with their specific features 
and their own characteristics reflecting in one way or another 
structures, curricula and method. A school map should make it 
possible to determine, how schools may be reconverted and 
premises re-allocated geographically so as to adjust supply to the 
education system’s new characteristics as laid down in the reform 
programme. The experience of France provides a good illustration 
of the way in which the school can be used in this connection. In 
1959, a study was begun on an educational reform programme. 
This was adopted in 1963. The two main ideas behind it were to 
raise the school leaving age to 16 and bring in a single type of first-
cycle school, the college d’enseignment seondaire. As a result, it 
became necessary to restructure existing schools, including the 
lycee and the college d’enseignement general, and to increase the 
number of pupil-places to provide room for all children between 11 
and 15. as it become necessary to invest very large amounts in 
school building sand to take on the conversion and building of 
several thousand schools, the Ministry of Education could no 
longer make do with the empirical methods which had prevailed up 
until that devised and introduced, with rules covering as many 
points as possible. It is here that we must look for the origin of the 
school map. 

1.4 Characteristic s of School Mapping 

 Major characteristics of school mapping may be described as 
follows:- 

(i) School mapping is a comprehensive activity which takes 
into account the entire area. The term ‘area’ here refers to a 
specified geographical region which maybe the country, a 
province, district, tehsil etc. for example we may undertake 
school mapping in the whole of Pakistan, or nay of the 
provinces District Education Officers may also do so in 
their districts. Anyway, it has to be a definite, identifiable 
and specified area the whole of which has to be converted 
in it. We cannot undertake the activity in certain parts of 
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the area leaving the rest of it aside and claim that school 
mapping has been carried to in the area. 

(ii) School mapping covers the total education system of the 
area. In other words, it takes into account the formal system 
of education, non-formal system of education and: 

- The size of pupil (usually laid down by the 
regulations) working together (multi grade class). 

- Other particular limitations or flexibility, arising 
from the use of new technology e.g. television, 
radio etc. 

(iii) The geographical Factor: This involves looking into 
possibilities for children to get to the school. 

- On foot or by personnel means of transport 
(distance involved; existence of roads) 

- By using existing passenger service. 

- By setting up specialized transport facilities. 

It is expected that whosoever looks into the working of 
these factors will be well acquainted with the localities of 
pupils homes. 

(iv) The Economy Factor: This means an examination of the 
lowest financial cost that will lead to cutting out: 

- Schools that are under utilized. 

- Schools with actually big enrollment. 

(v) The Political Factor: Ideas on how the school and its 
catchment area should be organized may have to be looked 
into form political angle e.g. the wish for the civic and 
cultural unification of the various races inhabiting a country 
by means of a system of secondary boarding schools for 
children form all part of the country. 

(vi) The Administrative Factor : In fixing the boundaries of 
catchment area and deciding where schools are to be 
located, it is difficult to ignore completely the boundaries 
of existing administrative areas, such as those of districts, 
tehsil etc. for example, in Pakistan, particularly Punjab, the 
administrative boundaries of the areas under the Assistant 
Education officers exactly coincide with those of the 
Thanas (police stations). It may nonetheless occur that 
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administrative boundaries do not coincide with those of the 
desirable catchment area. The political activity of locally 
elected people may hamper the taking of purely rational 
decisions. 

(vii) The manpower Factor : This may refer to the relation 
between the region’s requirement son the matter of 
employment and the map of specialized courses in 
vocational and technical schools. In this connection, the 
work on the school map covers not only the setting up of 
vocational and technical schools in the various parts of the 
region but also continues adaptation of the special courses 
they offer to the requirements arising (3:20-21). 

2.2 Level Type-Wise Problems of Education and School Mapping 

As we have already noted, school mapping is a very 
comprehensive undertaking which supports to cover the entire system of 
education in the area under study. (refer to section on Characteristics of 
School Mapping). Nevertheless, it has to take into account the inherent 
characteristics peculiar to each level and type of education. A brief 
account of the same is as follows: 

i. Primary Education: In our country, the main characteristics 
associated with this stage are: 

(a) Boosting number of school age children : approximately 
three million of them begin added to our population every 
year. 

(b) High rate of dropout i.e. about 50% of them leave school 
without completing primary education. 

(c) Uneven distribution of students in schools. 

Keeping in view these characteristics, school mapping will have to 
be carried out so as to: 

(a) Provide adequate number of schools in different parts of 
the country to meet growing educational needs of the 
people. 

(b) Take steps to reduce dropout and also make some other 
arrangements for the possible dropout. 

(c) Reorganize the educational facilities in view of ate 
scattered population. 
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ii. Secondary Education : Here, the main characteristics of special 
concern to school mapping:  

(a) Extremely low rate of participation in Pakistan for boys in 
general and girls (especially in rural areas in particular. 

(b) Diversification of subjects: For school mapping purposes 
you should try to provide the facilities for secondary 
education so as to increase the participation rate of boys in 
general and rural girls in particular. Facilities provided in 
the schools should also encourage the diversification of 
subjects offered at secondary level. 

iii. Tertiary Education : At tertiary level, the planners and 
administrators are mostly concerned with technical and vocational 
aspects of education. From school mapping view point, one has to 
keep in mid the following things. 

 (a) Technical and vocational requirements of the area. 

(b) Procurement of necessary equipments etc in education 
institutions. 

 (c) The feeding area i.e. the catchment area. 

 For example, recently in Pakistan the pace of industrialization in 
the suburban of certain big cities has resulted in highly diversified 
needs and requirements of the area. Take the example of ABAD 
(Agency for Barani i.e. ramified Area Development). The ABAD 
undertakes some rudimentary survey, though not school mapping 
in the strict sense of their term, of the target area t determine the 
technical and vocational needs and identifies the area wherefrom 
people would be coming to enroll in its vocational institutions and 
then in light thereof centers. 

 As for the decision to locate institutions of higher learning, the 
Planning Service, Ministry of Education of Philippines (3:22) 
holds that “consideration must be given to the boosting effect they 
can have on the economy of a region”. The recently adopted 
dispersal policy which enjoins upon institutions of higher learning 
to establish their physical facilities outside Metro Manila to 
decongest its student population reflects the same approach. 

2.3 When and How of School Mapping 

 School mapping is an important step in educational planning 
aiming at the realization of certain objectives already discussed in section 
1.3 of this unit. Now the question arises as to what level should an 
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educational planner undertake this important activity. Actually speaking 
school mapping is an activity that should be undertaken at grassroots level. 
In other words, it means that when we go by the educational needs and 
requirements of the people living in the bottom to the top. We may say 
that educational needs of the people get accumulated at village / city, 
district and provincial levels and finally we have the entire picture of the 
country. There is, however, one basic assumption underlying this exercise 
that the agency undertaking school mapping has enough resources at its 
disposal and it can easily hear the expenditure involved. Unless the agency 
or the government is in a position to meet the big amount required, there is 
no sense in having school mapping simply for the sake of having it. 

 There is, however, little scope of school mapping in a country 
wherein planning s done at the central level, usually irrespective of the 
multifarious needs of people living in different parts of country and 
decisions are communicated downward and imposed upon the 
implementing agencies simply to carry them out. Here, little concern is 
shown to the educational needs of each and every part of the country and 
decisions are taken mainly keeping in view the amounts of resources that 
can be made available to implement the priority decision taken at the top 
level. 

 In Pakistan, we are always facing financial constraint. So here, we 
adopt the second procedure i.e. formulate the plans at federal / provincial 
levels remaining, of course, within the expected resources and then 
transmit the details of the plans to the regions / areas where the authorities 
deem the fit to be executed and then the educational facilities are provided 
accordingly. 

2.3 Steps in School Mapping 

Recall the points discussed while comparing and contesting the 
concepts of educational mapping and school mapping. Steps involved in 
school mapping are exactly the same as those in educational mapping. 
Suppose you are going to undertake the school mapping of Pakistan or of 
your own province / region or district. You will have to follow certain 
logical steps, a brief account of which is given as under. These points are 
the concise form of what UNESCO Regional Office, Bangkok suggests in 
this regard: 

i. Defining minimum learning needs of the people in respect of: 

(a) Basic education: e.g., what is the total number and 
percentage of literates as well as illiterates (sex and age 
wise) 
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(b) The amount of knowledge about cultural background and 
skills. 

(c) Social education of citizens. 

(d) Nutrition education. 

(e) Scientific outlook 

ii. Determining as to who (clientele categories) needs what (content 
selection) and where (the area) and how (methods, techniques and 
strategies) the same is to be provided. 

iii. Assessing the resources needed in terms of 3 M’s i.e. Men, Money 
and Material required. For example, what would be the number of 
teachers and other personnel, the amount of money and their things 
required if you aspire to implement the exercise in Pakistan? 

iv. Determining the presently existing inputs e.g. the number of 
personnel already working and the institutions and the funds 
available. 

v. Striking a balance between the required resources (as at No.iii) and 
the available ones at No.iv) 

vi. Determining the ‘where’ of the facilities in view of: 

 (a) Population concentration 

 (b) Number of clientele likely to be served. 

(c) Communication facilities available to people living in the 
area of school mapping. 

(d) Other socio-cultural and geographical factors. 

vii. Preparing map with rationale for decisions made and priorities 
determined i.e. showing on the map as to why you have decided to 
open or close what number schools in which parts and what 
contents have to be imparted through what techniques etc. 

viii. Follow up of the whole exercise to determine as to what extent the 
reallocation of educational facilities has been successful or 
otherwise. 

2.5 Report by IIEP, Paris 

 One of the reports published by the IIEP, Paris (4:126-127) has 
enumerated the steps involved in school mapping as below: 

i. Recruiting and eventually training the staff like cartographers, 
coders, investigators, statisticians, cost analysis etc. 
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ii. Establishing this team as a section of the Educational Planning 
Service (or of the National Planning Board). 

iii. Organizing the work of the team, and in particular the collection 
and collation of data (geographical and statistical) 

iv. Identifying the areas of operation. 

v. Proceeding actually to collect and tabulate the data, both from 
existing documentation and from exploratory visits to the field. 
This will include estimating the information, when data do not 
exist at all, perhaps through the Delphos Technique. 

vi. Determining the code to be used for the actual mapping. 

vii. Drawing the demographic and school map of the chosen areas. 

viii. Analysing the situation as shown in the map mainly according to a 
study of costs and benefits. 

ix.  Using the findings of this analysis, either for the preparation of an 
educational development plan for the area concerned, or for the 
possible modification of existing plans if this is shown to be 
desirable, considering in any case the feasibility in respect of 
resources and the efficiency of the use of such resources. 

x.  Using the map for proper, implementation and control of the plan. 

xi. Projecting the map to the future to serve as a guideline of the 
development of a perspective plan. 

xii. As in every other planning exercise, evaluating the achievements 
to make corrections to start new planning process 

 in the context of our discussion on school mapping reference 
maybe made here to the concepts of Catchment Area and 
Standardization as set out by Hallak Jacques (2:49-151). 

3. The Catchment Area 

3.1 What is the Meaning of This Term? 

 A catchment is the geographical area served by a school. In order 
to delineate it, pinpoint pupils homes and outline the smallest area 
covering all of them. Two possible extreme cases may be mentioned, 
namely: 

(a) The case of single school for the entire community 
providing very specialized training, for instance, repair and 
servicing of watches. Such a school’s catchment area will 
be the whole of the community; and 
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(b) The case of a nursery and primary school, for instance for 
the children of workers maintaining a hydro-electric power 
station dam. Here, the catchment area embraces the 
dwelling houses in the neighbour hood of the dam. 

 In either case, the catchment area is defined by what is expected of 
the school, namely ‘serving such and such category of people’ or 
providing special training. 

 As a rule, however, the vast majority of schools are supposed to be 
fulfilling the same function, for instance, providing basic education for 
children from 6 to 12. In this instance, the school’s catchment area is 
defined by the maximum acceptable distance a child can travel between 
home and school, the size of the school, the density of school-age 
population; this is particularly true of rural areas. 

3.2 The Catchment Area: Theoretical Presentation 

(a) A priority, the catchment area of a school to be reached on 
foot is a circle whose radius is the maximum distance from 
home to school. The number of children for schooling may 
be calculated by means of the formula: 

E = 42 x 22 \ 7 x d 

 Where ‘d’ is school age population density and r is the 
radius of the circle, i.e. the maximum distance children can 
travel. 

 When the school map for County Sligo in Ireland was 
being elaborated, it was suggested that a rule be used to 
estimate the theoretical catchment area of a school in the 
light of the distance to be covered, and population density. 
For example, with a maximum distance of 3 kms, to be 
covered, the catchment area will be 28.3 sq km; if the 
density of school age population is 3 inhabitants per square 
kilometer the school’s enrollment will be maximum of 85 
pupils. 

(b) However, circular catchment areas have one major 
disadvantage. For network of schools there are tow possible 
alternatives, as figure -1 shows: 
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Figure - 1

 

The results is either that some area fall outside any catchment 
diagram, or that some areas belong to more than one catchment scheme. 
This is why it is theoretically more satisfactory to have catchment areas in 
the shape of hexagonal cells, as illustrated in figure–2. 

Figure - 2  

 In this case, the following equation gives the numbers of 
enrollment: E = 2.598xr2x d. The expression  2.598xr2 gives the area of an 
hexagonal cell. The figure of E = 2.598 is a constant whereas stands for 
the distance of the outermost line from the centre. 

4. Standardization 

Any standardization involves the definition of maximum, 
maximum and optimum size of schools. Obviously, then three stands are 
influenced by a number of factors depending on whether primary, middle 
or secondary schools (in case of Pakistan) are considered. In Pakistan, for 
example socio-cultural setup, educational needs and problems of the 
people, geographical features of the area under school mapping and a host 
of other such factors are of crucial significance for determining the 
minimum, maximum and optimum size of schools at each level. 
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5. Application of some Management Techniques to school 
mapping 

 Since school mapping a very comprehensive undertaking, 
comprises numerous activities. At times, during the whole process, some 
of the management techniques may be successfully utilized in it. Some of 
these management techniques are briefly described below: 

1. The Delphi Technique 

 The Delphi Technique may be used in making decisions at 
different stages of school mapping. Basically, the technique stands 
for referring a problem to the experts of obtaining their opinion on 
it. In this way, the educational planner may use the technique for 
determining priorities among objectives and also to provide some 
basic information where no data exist (4:128). In Pakistan, 
sometimes the baseline data required by the educational planner 
are altogether missing or, if at all available, are not reliable. Here, 
the Delphi Technique may be used to procured the necessary 
information so as to provide the planner with relatively reliable 
information and then determine his line of action in light thereof.  

2. PERT 

 PERT is the acronym of Programme Evaluation and Review 
Technique. As you would read in detail about this technique in unit 
No.8 of this course, it is used for the purpose of project 
implementation. School mapping, which consists of numerous 
activities, has got large scope of the application of PERT init. 
Sequencing and timing of different independent, dependent and 
dummy activities involve din the whole process of school mapping 
may be successfully done through the application of PERT. 

 The IIEP Seminar Report (4:128) enumerated some more 
techniques in this connection:- 

1. Theory of location, including programming techniques to identify 
areas of operation and to determine location of schools. 

2. Operational research techniques: that may be used at different 
stages of school mapping. 

3. Cost – benefit analysis: this technique may be used to select one 
from amongst the competing alternatives in order to achieve a 
particular objective. 
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4. Systems analysis and design techniques: These are of particular 
relevance to the school mapping process, since the amp is both an 
information system and a dynamic tool for decision making. 

Refer to the Unit on “Techniques of Management” and 
identify some more techniques which may be applied in 

school mapping. 
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6. SELF-ASSESSMENT QUESTIONS 

1. What do you mean by school mapping? How far do you think it is 
synonymous with educational mapping?  

2. Bring out the significance of school mapping in the light of 
objectives served by it. Give examples in support of your answer. 

3. Enumerate and discuss the major factors to be considered while 
analyzing problem of school mapping. 

4. Discuss in detail the level and type wise problems associated with 
school mapping. 

5. Suppose you are going to undertake school mapping your 
province. What steps would you follow for the purpose? Explain. 

6. Write short notes on the following. 

 i. Theological nature of school mapping. 

 ii. Application of PERT in school mapping. 

 iii. Catchment area. 

 iv. Standardization in school mapping. 
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INTRODUCTION 

 The term “financing” means procurement of resources for running 
an institution. Usually in education these are either public /government 
institutions or private institutions. Government institutions are financed in 
case of provincial institutions by the provincial government and federal 
institutions by the federal government. 

 Financing of private institutions is made either by the students’ 
foes ad funds or by the individuals running the institutions. The term 
“Budgets” applies to the allocation of available resources to different 
expenditure heads. 

 This unit deals in detail with these two aspects of managerial 
function. 
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1. FINANCING OF EDUCATION 

1.1 Introduction 

 Proper financing is essential for overall planning of Education. 
Education consumes large sums of money and especially in developed and 
in some developing countries, it received a higher proportion of public 
budgets than other services. No educational plan can be implemented 
unless adequate funds are made available for the purpose. It is, therefore, 
necessary to assess the financial implications of an educational plan before 
marking upon implementation process. According to Blaugh, the 
particular way in which education is financed in a country can largely 
determine who it is that will be educated and in what fashion. He 
concludes that financial questions come not after but before critical 
planning decisions (7.825). 

 Planning involves working out how to achieve the maximum 
possible with te3 resources available. Educational planning is especially 
concerned with the problem of how to make the best use of the resources 
allocated for education. An assumption, therefore, is that financing of 
education is not only central but inseparable from educational planning. 
Discussing the importance of financing in educational planning process 
P.H. Coomb s raises some crucial questions. “Is money or lack of it, at the 
root of the educational crisis? How much will be needed? Where will t 
come from? What are the chances of getting enough and what would 
happen if getting enough is impossible? He further stresses that money is 
an absolutely crucial input in any educational system. It provides the 
essential purchasing power with which education acquires its human and 
physical inputs. With an ample supply of the resources problems become 
comparatively manageable although they do not vanish. (9) 

 According to the United Nations declaration of human rights, 
every one has the right to get education. It should be free and compulsory 
at least in the elementary and fundamental stage (Article 26). Educational 
planners especially in developing countries face a challenge to devise 
means and ways to raise additional resources to make education accessible 
to every citizen. They also plan to reduce wastage and eliminate 
inefficiencies. Demand for education is increasing and the coverage of 
education is extending to masses. 

 According to a UNESCO report (11.7) the last few decades the 
total educational expenditure I most of the developing countries increased 
quite substantially. This is due to many factors including rapid expansion 
of enrollment, the development in science and technology, upgrading, 
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extension of educational facilities and the rising cost of education. In 
examining the effective use of resources in education, it is necessary to 
analysed the costs, plan the use of resources wisely and weigh the merits 
and demerits of alternatives. 

1.2 Delineation of Educational Needs 

Money is spent to meet the  educational needs of society. How 
much money is spent  depends on the acceptance of importance of 
education ad the economic ability of the society. Educational needs can be 
assessed keeping in view the educational scene of the country. Present 
status and the future goals are the two extremes between which the 
spectrum of needs lie. National educational policies, national plan 
documents and other official decisions are the reference points to 
determine the educational needs for which finances are required (6.7) 

1.3 Nature of Financial Resources 

Public exchequer is a basic source of support at national, 
provincial and local levels. Private organizations, business and trade 
enterprises have helped to provide funds. Philanthropist, industrialists and 
affluent individuals always respond to appeals of subscription in time of 
need. Tuition fees however may be, and charity in terms of place and 
equipment contribute to education.. In addition, taxes, foreign aid, 
educational trusts,  special funds are the sources of finance for educations. 

1.4 Methods and Sources of Financing Education 

Most commonly used sources of financing in the Asia Countries 
are the following: 

(i) By the constitution. 

(ii) By status to : Resources are created by legislative enactment. The 
parliament or legislative body passes law authorizing the collection 
of taxes, etc. 

(iii) By ordinance and resolution : The government authorizes 
municipalities, corporations and city, district or regional councils 
to collect taxes for education. 

(vi) By administrative regulations : Funds  maybe collected and created 
by executive or administrative orders which are mandatory in 
character and have the force of flaw. 

Methods of public financing of education vary with the type of 
government  tend to use full central funding. Regional and local 
funding is more common in government systems where state, 
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provinces and local bodies have power to impose taxes. In our 
country universities are funded by central government . Primary, 
secondary, college, vocational technical and professional education 
is the provincial responsibility. Federal government, however, 
provides  financial support to enable the provinces to make 
adequate arrangements for education. Supportive activities and 
programmes are also arranged and effective coordination is 
provided by  federal agencies. 

1.5 The Phenomena of Rising Expenditure 

During  the last two or three decades total educational  expenditure 
in most of the countries rose by many times. Accordingly, the education’s 
percentage share of the Gross National Product (GNP) and the total budget 
has risen up conspicuously. Coombs and Halak (8.93) have explained that  
this harp rise in education expenditure was caused by inflation, rising 
demand for education, increase in population, widespread adoption of 
public policies aimed at  democratizing educational activities and the rapid 
expansion of science and technology, upgrading and diversification of 
manpower requirement due to the technological advancement. The 
expenditure on education of some of the countries, in terms of percentage 
of GNP is given below. Given percentages relate to the year 1990. 

Malaysia 6.9 

Philippines 2.9 

Sri Lanka 2.7 

South Korea 3.6 

Burma (Myanmar) 1.9 

Thailand 3.8 

Singapore 3.4 

Pakistan 3.4 

Brazil 4.6 

India 3.5 

Saudi Arabia 6.2 
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Developing countries 3.9 

Industrial countries 4.9 

World 4.8 

Source : Illumine Development Report (1994) 

 

1.6 Factors to Considered in resources Utilization 

 There are several factors to be considered in managing educational 
costs (13:10-13) 

(I) First, is the measurement and analysis of outlays in education. 
Sometimes educational planner is less interested in measuring total 
expenditure in education than in estimating the total value of 
physical resources devoted to education. An estimate of the total 
resources devoted to education should include some estimate of the 
value of series that re not directly purchased, such as students’ 
time, which may  be measured in terms of earning foregone by 
students remaining at school instead of joining the labour force. 
These earnings will represent the output that is lost by having 
students to continue their studies or pursue  education. The planner 
needs to estimate both the real resources available for education, in 
order to test the feasibility of plan . the  total money available 
throw light on problem of alternative sources of finance, or on the 
balance of expenditure between different levels of  education. 

A knowledge of the total outlay on education in a country or region 
is only a first step. 

This must be broken down to provide more detailed information, 
such as: 

(a) Between capital and current expenditure. 

(b) Between levels of education. 

(c) By types of education. 

(d) By objectives of expenditure, such as teacher salaries etc. 

(e) Between public and private. 

(f) By source of finance. 

(g) By spending agency. 
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(h) By scope, such as province, division, district or school. 

These breakdowns of expenditure should be classified to show, for 
example,  expenditure by province and by level. This detailed analysis of 
expenditure can provide evidence of neglected or depressed areas or 
regions and is a way of ensuring more efficient allocation of resources. In 
addition to this analysis of expenditure the planting and budgeting officer 
may also want to use programme budgeting technique, and other 
innovation in budgeting, to analyse both present and projected expenditure 
in terms of the purpose of the expenditure, such as recurring expenses, 
capital outlay, and special programmes and projects.  

The total outlay on education cannot be used as a measure of 
country’s efforts in the educational field, unless it is related to some other 
economic measures such as GNP or the total government budget. It is 
noteworthy that countries at different stages of development tended to 
devote different proportions of national income to education. 

(ii) The sound factor is the effective due of resources. When 
examining the effectiveness of resource utilization in education, 
two questions must be explored. 

 (a) How efficient or effective is the system in achieving its 
objectives? 

 (b) How appropriate are these objectives in terms of national 
needs? 

 It is possible to measure the effectiveness of education in achieving 
any objective that can be quantified. Educational research should 
concentrate, therefore, on measuring both the internal efficiency or 
effectiveness of a system by examining its success in maximizing output 
of required quality of minimum costs and the extent to which education 
satisfies external demands, such as demand for a literate population or for 
qualified manpower. 

 Analysis of units cost sis another way of measuring efficiency or 
productivity, in the system. To arrive at unit cost, educational expenditures 
should be divided by the enrollment. In a country with high wastage rates, 
by the number of qualified leaver at the end of a course, or possible the 
number of entrants to the labour force. This analysis can provide planners 
with very useful comparisons between the cost of different types of 
education, the economic effects of introducing a new method of teaching 
or information on cost trends. Unit costs do not in themselves provide 
evidence of efficiency or inefficiency. Low units cost may be the result of 
over crowded classes or under qualified teachers. For the study on cost 
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effectiveness, it is essential to have some measures of educational quality 
as well as information on costs. 

 On the other hand, rising unit costs are not in themselves proof of 
efficiency; evidence is needed on the use of technical innovations in 
education. New de4vices and teaching aids, such costs are justified in 
terms of results. It is possible that education will always remain labour 
intensive. 

(iii) The  third factor to be considered in financing is the 
external aid. This should be reflected in the education plan 
also. Requests, for aid tend now to be judged in terms of 
the contribution education would make to a general 
development plan. But this sometimes raises problems for 
developing and under-developed countries. Therefore, the 
two most important criteria for assessing external and aid 
are the role of education in a general framework of 
development, and the plan’s realism. 

Closely linked to the problem of external aid is the question of 
brain-strain from less developed countries, but this is an area where 
emotion is plentiful and facts are inadequate. In order analyse the 
international flow of educated manpower, we need to have information on 
the possible costs and benefits of such flows. Some of the possible costs 
include: 

(i) Disruptive effects in developing countries of losing certain 
categories on manpower already in short supply, 

(ii) Loss of educated workers whose education had been publicly 
subsidized, and 

(iii) Loss of taxation from emigration of high earners. 

 Some of the benefits, on the other hand, might include: 

(i) Gains in the form of foreign exchange, 

(ii) International exchange of research knowledge and 

(iii) Social change due to the impact of certain new values learned in 
the country of service. 

 Restrictions on the movement of highly skilled workers represent a 
tax on the highly educated, equal to the extra earnings they could 
receive if they went abroad, and this is not necessarily desirable. 
On the other hand, to try to reduce brain strain by raising salaries at 
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home might have serious repercussions on domestic economic 
policy and might jeopardize other objectives. 

(iv) The fourth factor to be considered in financing is the implication of 
decentralization and delegation of power. 

 If the financing of education is entirely undertaken by government, 
what all the divisions would need to do, would be to submit their estimates 
of expenditures. The central office is bound to be flooded with unrealistic 
demands for money from competing regions. 

 It seems likely that government, confronted with financial 
problems will call on the local communities to help finance education. The 
policy of self-reliance will be stressed which would mean charging of 
school fees, encouraging parents to contribute, cutting out luxuries in 
education system, etc. levying school fees at primary level in a country 
committed to achieving universal primary education would appear to be a 
negation of the principles. Therefore, for social and political reasons, fees 
at the first level should not be introduced in the government schools. 

 Existence of parent teacher association will enable teachers and 
parents to exchange views on how educational institution should be run 
for the benefit of the public. In affluent societies, parents can relieve 
schools of financial problems by making donations and supporting various 
school activities aimed at raising money. Unfortunately, in poorer 
societies, parents cannot be as generous, but experience has shown that 
with good leadership, poor societies can do a lot to help themselves. With 
the policy of self-reliance, parents can help much. Parents can offer free 
labour while the government concentrates  on providing materials which 
the people cannot produce. 

1.7 The Rational financial Procedures 

 Since we are planning for the entire economy, a better perception 
is needed on how monetary and fiscal totals complement or neutralize 
each other. Budgeting can be best placed in its proper perspective in 
relation to the management process. First, one must have a plan, which is 
developed in terms of programmes that identify the input resources such 
as personnel, equipment, facilities etc. these input recourse in turn must be 
translated into a financial plan or budget to achieve objectives whose 
attainment can be measured in quantitative and qualitative terms. 

 In order to have a clearer understanding of the implications of 
budgeting to planning for education and other sectors, the budget process, 
various formats of budgets and the techniques used in this regard are 
discussed in the next section. 
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2. Budgeting 

2.1 What is Budgeting? 

 Before we discuss the process of budgeting let us first understand 
what the budget is: 

 A budget is a comprehensive and coordinated plan, expressed in 
financial terms for the operations of a system or an organization for a 
specific period to achieve the pre-determined goals (5:144). 

 Keeping in view this definition basically the budget is: 

(i) A comprehensive and coordinated plan. 

(ii) Expressed in financial terms. 

(iii) A means for operations and functions. 

(iv) Future oriented and for a specific period.  

(v) An instrument to achieve the objectives of the system. 

(vi) A technique and tool for overall control. 

 A budget expresses the plan in financial terms and helps to realize 
the objectives of the plan. It is comprehensive in the sense that all 
activities and operations are considered when prepared. Budgets are 
indeed prepared for various segments of a system. When all these 
components are coordinated and integrated into one whole it becomes a 
comprehensive one. If the budget of various sections of education is not 
prepared jointly and harmoniously, it loses much of its importance and 
utility. 

 Budgeting is a means of coordinating the efforts of entire 
organization into a plan of action based upon past performance and 
governed by a rational judgment of factors that will influence the 
operations of the organization in future. Ti s not mere control and just 
forecasting. The overall objectives of the budgeting are planning, 
coordinating and control. In brief, budget is a plan of activities for a 
specific period relating costs to available resources. Usually budgets are 
based on previous survey studies of needs, established policies etc. budget 
maybe annual, supplementary, and special ones. Basic feature of a budget 
are as follows: 

(i) Equilibrium of budget : Ordinarily in balanced budget the income 
does not exceed the authorized appropriations or expenditures. 

(ii) Comprehensive or scope : A budge should be a document 
comprising a complete fiscal programme. 
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2.2 Purpose of Budgeting 

Simply stating, the preparation of a budget is aimed at achieving 
the pre-planned goals. It is a systematic and organized approach to 
accomplishing the purposes of an organization. It is actually a 
management technique to control and operate a system. Some major 
purpose of budgeting are: 

(i) To state the targets of system in clear and formal terms to avoid 
confusion and wastage, and to facilitate their attainability. 

(ii) To communicate the targets to all concerned so that they are 
understood, supported and achieved. 

(iii) To provide a detailed plan of action for reducing uncertainty and 
for the proper direction of the individual and group efforts to 
achieve the goals. 

(iv) To coordinate the activities and efforts in such a way that the 
wastage of resources in minimized.  

(v) To provide means of measuring and controlling the performance of 
individuals and sections to supply information on the basis of 
which the necessary corrective action is taken. 

(vi) To adopt organized, systematic and most economic methods of 
using financial resources to run the system in an effective manner. 

2.3 Essential of Budgeting 

A successful and sound budgeting system is based upon certain 
prerequisites. These  prerequisites or essentials represent management 
attitude, organization structure, and managerial approaches necessary for 
the effective and efficient application of the budgeting system. The 
following are the important essentials or fundamentals of successful 
budgeting (4:470). 

(i) Management Support 

 A budgeting effort will be an utter failure if it is not initiated and 
supported by management. Managers must realize that it is not 
merely an accounting device but it is an important controlling tool. 
They should realize that this activity is imperative for plan 
implementation and performance commitments. 

(ii) Clear and Realistic Goals and Targets 

 Budgeting is a means to achieve certain goals and targets that have 
been established clearly. Ambiguous goals will cause failure of 
budgeting. 
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(iii) Creation of Responsibility Centers 

 A sound organizational structure is essential for the success f a 
budgetary system. The authorities and responsibilities of each 
section and individual position should be clearly identified and 
established. A clear cut detail of the assignments and authorities 
should be provided alongwith the budgetary ramifications. If there 
is no synchronization between the budgeting system and the 
organizational structure, the control system would be ineffective. 

 

(iv) Full Participation 

A small section or a limited department can be managed by an 
individual or a small group of individuals but the activities of large 
system cannot be single-handedly interpreted and controlled. For 
an effective budgetary coverage, all sections, departments, 
branches and segments should be involved at the time f preparing 
the outlines and estimates of their future needs. A meaningful 
participation creates a positive motivation. It increases 
commitment and motivation. 

(v)  Effective communication 

 Communication is a process of transmitting information from one 
person or section to others. The basic purpose is to create mutual 
understanding. An effective communication is imperative to 
achieve the targets and implementing the budget through unified 
efforts. 

(vi)  Budget Education 

 Budgeting of resources can be meaningful and useful for a system 
or an organization only when people at all levels are convinced of 
its usefulness. They also understand the nature and characteristics 
of the budget. They know the role which they have to play in its 
implementation. It is necessary that people at all levels should have 
confidence in the budget and know how to adjust and manipulate 
according to the situation. All the responsible persons should be 
well trained to exercise their duties. It needs a continuous budget 
education. All concerned should be educated about the nature, 
characteristics, methods, and procedures of budget and budget 
implementation.  
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(vii) Budget Manual 

It is usually desirable to express objectives, goals, procedures, 
organizational structure and authority, and responsibility in 
writing. These matters are explicitly set out in a budget manual. 
The budget manual is a written set of instructions and pertinent 
information that serves as a rule-book and a reference for the 
implementation of a budget programme. It tells what to do, how to 
do, when to do ad which form to do it on (3:142). 

2.4 Plan Implementation and Budget 

Implementation of a plan begins only when the appropriate 
authority grants an operational authorization for action. All plans are 
approved only in principle but that approval is always subject to at least 
one future authorization. 

The most widely used instrument for granting that authorization is 
the budget. At the national level the supreme legislature of the country 
considers and adopts the annual national budget indicating in terms of 
men, materials, money and the total resources which the nation would 
utilize during ht ensuing financial year (10). 

The budget when so adopted becomes a piece of legislation. At the 
provincial, regional and institutional levels the concerned authority or 
body grants the approval of the budget. At national or lower levels, budget 
so adopted becomes the legal authority by virtue of which executive 
imitates and carries out various activities to achieve the objectives and 
targets of the system. 

3. BUDGET PREPARATION 

 A joint effort of all concerned is essential to prepare the budget. 
The executives, administrators, planners and other staff should, do their 
relevant jobs. Some at the proper level have to decide what, how and when 
is to be implemented and others have to provide data, technical advice and 
coordination to give the budget an appropriate format. 

3.1 Budget Committee 

 Generally the main task of consolidating and finalizing the 
budgeting process is assigned and delegated to a budget committee. In this 
committee, all relevant sections or departments are represented. The major 
functions of a budget committee are as below: 

(i) Providing general guidelines for budget preparation. 

(ii) Offering technical advice. 
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(iii) Receiving and reviewing sectional budgets. 

(iv) Suggesting changes, amendments and improvements. 

(v)  Accommodating various views and requirements. 

(vi) Coordinating various budgetary activities. 

(viii) Scrutinizing budget reports. 

The budget committee is infact the group of representatives and 
technical personnel working in a system. This committee is responsible for 
the comprehensiveness and appropriateness of the budget. 

3.2 Steps in Budgeting 

 The main steps and activities of budget preparation are as below: 

(i) Identification of activities and programmes to be accomplished and 
targets to be met during the course of budget period with both 
qualitative and quantitative dimensions. 

(ii) Identification of resources available and their mobilization in terms 
of men, material and money in quantifiable form. 

(iii) Costing of resources: Budget is fundamentally a financial 
statement. Hence costing of resources has been discussed in more 
detail in the next pages. 

(iv) Presentation of budget: The budget is prepared on a prescribed 
format. Each country has its own convention relating to the format 
as well as the language of the budget. 

(v)  Obtaining the approval of the appropriate authority: This final 
stage of budgeting involves piloting the budget through a series of 
conferences and seminars and reviews. It is the stage when 
compromises and adjustments are made. 

3.3 Designs and Types of Budget 

 All governments , systems and organizations prepare their budgets. 
Some adopt most systematic and scientific formats and some other 
appropriate designs. However, they differ in their budget practices. Some 
of ate prevalent designs and types of budgeting are discussed below 
(4.478). 

(i) Line-item Budget 

 The most widespread budget design is the lie-item budget, 
sometimes also called the simply  thee line budget or incremented 
budget. When a budget is referred to as ‘Conventional’ and 
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‘Traditional’, it means that the format is that of line-item. In this 
kind of budgeting, simply the items are written vis-à-vis their 
costing and summed up at the end. It uses an object of expenditure 
approach; underlying philosophy of this budget is that the current 
budget is distributed properly among both the functions and object 
of expenditures. 

(ii) Programme or Activity Budget 

 This kind of budgeting specifies the operations or functions to be 
performed during the next year. One logical way to prepare this 
kind of budget is to plan for each activity the expected outcome 
and the related costs. The programme budget exhibits the expected 
future in an impersonal manner and is helpful in ensuring balance 
among the various operations r functions of an organization. In 
Malaysia, the Ministry of Education has adopted performance 
programme budget. In India, the recommended budgetary format is 
that of the performance budge. Sri Lanka has adopted the 
programme budget for several ministries. 

(iii) Periodic Budgeting 

This kind of budgeting involves the preparation of the budget for 
the forthcoming year without providing for a comprehensive 
revision as the budget period passes. This kind of budgeting is 
done to meet the unforeseen conditions. 

(iv) Continuous Budgeting 

It provides for a system of revising the budget for the changing 
conditions continuously. This type of budgeting involves the 
preparation of a tentative annual budget with the provision that the 
or periodical budgets are prepared according to the needs and the 
requirements. 

(v)  Capital Budgets 

 Capital budget involves the planning to acquire worthwhile 
projects together with the timings of the estimated cost and cash 
flows of each project. Such projects require large sums of funds 
and have long term implications for the organization or system. 
Capital budgets are difficult to prepare because estimates of the 
cost over a long period have to be made, which involves a great 
degree of uncertainty. The capital budgets are generally prepared 
separately form the operating budgets. In cases where capital 
budgets are required, separate committees are set up. 
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(vi)  Zero Base Budgeting System (ZBB) 

 Zero – base budgeting starts from zero. It demands re-justification 
of every activity from base zero, instead of putting new activity or 
the old ones. The purpose of zero base budget is to evaluate each 
activity in a manner to determine whether the activity is necessary. 
ZBB requires a listing down of all expenses of an agency, instead 
of just added expenses which is usually done in traditional 
budgeting. If an activity or operation provided in the previous 
budget is found to be unnecessary after a through analysis based on 
the set of objectives of service levels, the activity will be scraped. 

(a) Development of decision packages. 

(b) Ranking of decision packages according to priority. 

 A decision package is a document that identifies and describes 
specific operation and basic information. 

(vii) Key Budgetary Inclusions (KBI) 

 Another budgetary innovation used in some countries is KBI. This 
is a list of financial requirements for major activities and 
commitments of agencies including money requirements of foreign 
assisted projects and terms of contracts entered into by government 
that have to be observed during the budget year. The amounts for 
the various programmes and projects are specified. 

(viii) Planning, Programming Budgeting System (P.P.B.S) 

 Here is a brief description of P.P.B.S usually applied to the process 
of budget preparation. 

 P.P.B.S stands for planning, programming budgeting system. It is 
also called output budgeting. It focuses the attention on outputs. It 
implies that a budget should be self-explanatory as far as the 
outputs are concerned. It involves the following steps. 

 (a) Conduct a general survey of the policy and objectives. 

 (b) Analyze the existing activities. 

 (c) Identify the specific outputs. 

 (d) Establish the hierarchy of programmes. 

 (e) Allocate inputs. 

 (f) Phase the allocation of inputs for each programme. 

 (g) Formulate the budget documents. 
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 P.P.B.S is a specific budgeting technique for the purpose of 
systematizing the financial decision-making process. You will 
study in detail about P.P.B.S in the unit “Techniques of 
Management” of this course. 

(ix) Formula Budget 

 Formula budget is a technique by which the financial needs of an 
organization are determined by applying a formula 91-5 an 
objective procedure for estimating the future requirements of an 
organization. Formula budget is usually used for budget of not for 
profit institutions as universities, colleges etc. 

3.4 Problems in Budget and Budget Implementation 

It is usually said that the budget is the “faithful servant” of the 
plan. But is also true that the budget is not always a faithful servant of the 
plan in our country, the plan and the budget (particularly with regard to 
education) are to strictly correlate. Further, the authorities concerned do 
not make an effort to do so or there are practical difficulties in matching 
the two. In either case, the net result is that help plan remains un-
implemented. How can this be avoided? The origin of the problem is often 
traceable to the fact that planning and budgeting are done by entirely 
different and unrelated organizations even within the same ministry. This 
situation calls for structural and procedural changes in t eh ministry. In 
some countries, the function of budgeting is assigned to the educational 
planning wing. In some other, channels of communication and 
consultation are established between the planning and the budget bureau. 
But even with these very help steps, certain difficulties continue to persist: 

One of the main facts which an educational planner has to bear in 
mind is that 80-90 percent of the annual budget is always committed to: 

(i) Continuing service, i.e., programmes and projects in operation, 

(ii) Salaries, allowances and their emoluments (including regular 
increments) of the personnel in services and 

(iii) Obligations already raised through contracts or orders for service, 
goods or facilities. 

 He is given the power of managing 10-20 percent of the budget. 
He has to test the financial and administrative feasibility of the plan in 
order to ensure that the plan is not too ambitious. If the plan is too 
ambitious, the provisions f the budget may be inadequate to meet the plan 
targets. He has to scale down the plan and bring it according to the sources 
available. 
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 Another problem relates to changes in the policy which could have 
taken place between planning and budgeting. The objectives as well as 
priorities assigned to done activity at the planning stage could undergo a 
change if the appropriate authority decided to deviate from the existing 
policy. These, in turn will affect the targets ad plan provision. When this 
happens the budget has to supersede the plan. But ht person preparing the 
budget has to ensure that the change is made with the rest of the activities 
envisaged in the plan. This required the adjustment of all related activities 
and testing them for internal consistency. 

 Another problem the planner would encounter in correlating the 
annual budget with the plan is that of costs. In planning, we tend to use 
standard unit costs worked out on the basis of past trends. These often, are 
gross approximation of actual costs. The budget has to be base don actual 
operational costs. Between planning and budgeting a refinement of costing 
is called for. The procedure of costing has been discussed in the next 
section. 

4. Costing 

4.1 Steps in Costing 

 A costing in order to be affective, must involve the following 
steps: 

(i) Assemble Facts an Costs 

 The initial step in costing procedure is to get together the facts on 
cost, classify as to type, and arrange so that handy reference and 
quick comparison can be made. Sources of cost information 
include ledgers, cost journals, payroll records, purchases, and 
records of service charges.  

(ii) Know What Cost is Satisfactory 

 The satisfactory cost may be determined in a number of ways. It 
may be derived form past experience giving due consideration to 
general economic changes and conditions. The most satisfactory 
procedure s the use of standard costs. Standard cost is the cost 
determined to be reasonable for  a definite unit of work on the best 
practical working conditions. 

The use of standard costs have several advantages such as the 
availability of basic reference for making expenditure, and strict 
accountability for deviation from the established standard cost 
analysis. 
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(iii) Compare the Previous Actual Cost with Cost Deemed 
Satisfactory  

 A comparison of actual cost with cost deemed satisfactory would 
show whether the expenditure are greater, the same or less than the 
acceptable level. It indicates the performance efficiency expressed 
in terms of money. If the expenditure are less than the amount 
considered satisfactory an investigation should be made to 
determine if the work performed was of acceptable quality and 
quantity. It may be analysed to see the reasons behind. The 
comparison work is expedited by cost reports giving detailed 
information on expenditure. 

(iv) Take Remedial Action 

 Remedial action includes efforts of reducing expenditure 
especially in those cases where actual costs exceed the satisfactory 
cost level. In many cases the data available relate to expenditure 
already incurred. It may be used as a precaution for future 
spending. It is important that the costs may be evaluated and 
reasons for discrepancy may be traced. 

 Savings done through the remedial action may be used wisely. If 
the improving efficiency the job of three persons is begin done by 
only two, the third person may be transferred for taking some other 
assignment. Likewise, an office machine may save time for one 
person out of three, but unless the third person is transferred and 
put to other work, the net result cost-wise is not a saving but only a 
machine added. 

(v) Provide Adequate and Proper Follow up 

 It is to see how far the proposed remedial actions have been 
followed what their net result is in terms of monetary gains. 

4.2 Use of Budget in Controlling Cost 

 A budget is an aid to administrator or manager in his efforts to 
control cost.  In this sense, a budget is the pre-determined standard 
of performance in terms of the controllable costs for any given 
volume of output covering a specific period of time. It should be 
emphasized that a budget does not control cost but it presents a 
standard established by considering carefully past experience; 
standards for materials and labour; and the expected performance 
in terms of these experiences and standards. The budget gives a 
target to shoot at and provide a measure against which to compare 
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performance’s to contract a workable budget require pre-planning 
of a high order. Records of past achievements serve a basis for the 
effective planning. This compels the planner to think through his 
entire operation. 

 A carefully planned budget assists in achieving a desired balance 
among the various office activities. It helps to reveal weakness in 
the organizatinal structure. Units in which expenditures are 
excessviely highly can be singled out for managerial attention. 
Besides begin a guide, the budget s also a means of checking 
performance. The comparison of budget figure with actual result 
and  seeking reasons for any difference are valuable features of 
budgetary control. 

4.3 Reducing Cost 

 Cost can be reduced by 

(i) Reducing Waste 

 (a) Material is utilized properly and the waste is controlled to 
the maximum. 

(b) Workers have proper training and direction. Management 
takes care that their efforts do not go waste. 

(ii) Increasing Output 

 You can cut the cost per unit by increasing the number of 
units produced in your department. With higher output base, cost 
rates would go down. 

(iii) Spending Wisely 

 Cutting cost rarely means that you stop spending. So look for ways 
to spend money on mechanization or replacing equipments which 
are worn out. 

(iv) Using Space More Intelligently 

 Space for storage and operations cost money and this cost 
continues to incur whether output is high or low. If you can figure 
out how to get more sure of the same space you cut cost. Double or 
triple stacking pallet loads, for instance, cut storage charges for 
space by half or two-third. 

(v) Cost control is a job that never ends. It varies in intensity with the 
particular needs of the system the skill of the personnel assigned to 
and interested in it, and the belief of top management. It takes 
items and is laborious work but is a very important activity. Best 
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results are usually obtained from continuous and not sporadic 
efforts. 

4.4 Budgeting as a Management Function 

 Besides providing the operational cost item framework for planned 
activities to be implemented, the budget, can perform, two further 
functions. 

(i) It can be an instrument for delegation of implementation authority. 
The budget can be designed to show the agency or institution that 
is responsible for a particular activity. So when the budget is 
approved by the appropriate authority, the delegation of functions 
is automatically approved. 

(ii) The budget can also be an instrument of controlling and evaluating 
performance. The rate of expenditure in a given activity, when 
compared periodically with the budget provision, offers a simple 
guide to the rate of progress in that activity. If the budget is case, 
three elements (rate of expenditure, output and cost) are available 
in a ready form to serve the control and evaluation functions. 

 In describing the management functions of the budget above, 
emphasis was laid on the proper design of the budget. 
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5. SELF ASSESSMENT QUESTIONS 

1. Why is financing so important for achieving the objective of 
education? 

2. Why the cost of education has gone up in recent years? 

3. What are the various factors which need to be considered in 
resource utilization? 

4. Why is budgeting necessary? 

5. What are the essentials of budgeting? Analyse the significance of 
each of them. 

6. What is the procedure of budget preparation? Analyse each step 
with reference to the activities of your organization. 

7. What are the merits and merits and demerits of various types of 
budget? Which one do you think is the best suitable for your 
organization? 

8. What are the general problems being faced by planners and 
managers in preparing budgets in out country? 

9. Review the feasibility and usefulness of various steps in costing 
procedure. 

10. How can a budget be used as a management device? 



Plan Implementation and Management           

250 

 

6. BIBLIGRAPHY 

1. Glen A Welsh Budgeting Profile Planning and control, New Delhi, 
India 1976. 

2. Govt of Pakistan, Ministry of Education, National Educational 
Policy and Implementation Programme, Islamabad, 1979. 

3. Horn Gern, Charles, T, Cost Accounting : \Managerial Emphasis, 
Prentice Hallof India, New Delhi, 1972. 

4. I.M Panday, Financial Management, Vikas Publishing House Pvt 
Ltd, New Delhi, 1979. 

5. James M.Fremgen Accounting for Managerial Analysis, 
Honewood III, Richard D Irvin, Inc, 1973. 

6. Manual Zymelman, Financing and Efficiency in Education, 
Nimrod Press Boston, 1973. 

7. Mark Blaugh, an Introduction to Economics of Education, Allen 
Lane, The Penguin 

8. P.H Coombs, The world Educational Crisis : A system Analysis, 
Oxford University Press, 1972 

9. P.H Coombs, The world Educational Crisis : A system Analysis, 
Oxford University Press, 1968. 

10. UNESCO Regional Office for Education in Asia and the Pacific, 
Plan Implementation Bangkok 1983.  

11. UNESCO Regional Office for Education in Asia and the Pacific, 
Report of Regional Staff Development Workshop in Educational 
Planning and Management, Bangkok, 1983. 

12. UNESCO, Some Suggestions on Teaching about Human Rights, 
Paris 1968. 

13. Willamar, Fortunate, C. Resource Utilization, Financial Procedure 
and Control, an unpublished paper Manila, 1982. 

 



Plan Implementation and Management           

251 

Unit –8 

 

 

 

 

 

 

 

 

 

 

 

TECHNIQUES OF 
MANAGEMENT 

 

 

 

 

 

 

 

 

 
Written by: Dr. Muhammad Maqsud Alam Bukhari 

Revised by : Dr. Hamid Khan Niazi 



Plan Implementation and Management           

252 

 

OBJECTIVES OF THE UNIT 

 

After reading this unit, you are expected to be able to: 

1. Distinguish between the concepts of administration and management 
and discuss the basic elements of management process. 

2. Describe the advantage of Programme Evaluation and Review 
Techniques (PERT) and Critical Path Method (C.P.M) as 
management techniques. 

3. Plot and time schedule a PERT Net-work. 

4. Identify slack of floats and the critical path. 

5. Calculate the probable time for the completion of a project. 

6. Use PERT an C.P.M methods in the monitoring of a project. 

7. Appreciate Planning Programming Budgeting System (P.P.B.S) as a 
management technique. 

8. Prepare a budget to reflect plan provision. 

Use PERT, C.P.M, P.P.B.S and other techniques in your day to day work 
as managers of educational projects. 
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1. Techniques of Management 

1.1 Introduction  

 This unit deals with the management techniques, which serve as 
useful tools in the hands of the educational managers in efficient 
performance of the managerial jobs, timely completion  of the projects 
they undertake and in the proper supply of manpower, finances and 
facilities required during the process of their monitoring the projects. The 
main phases of the unit are: 

(i) Concept of management in education. 

(ii) PERT and C.P.M as management techniques. 

(iii) P.P.B.S as a management technique.  

1.2 Concept of Management in Education 

Management is a fundamental instrument in all the organizations. 
It is the efficient and economical use of time, money and material. It is the 
process by which the manager can change the behaviour of his / her co-
workers to achieve the objectives of the organization. The terms 
‘management’ is sometimes confused with the term ‘administration’. For 
the clarification of these concepts, they are briefly mentioned hereunder. 

(i) Administration 

 It is guidance, leadership and control of the efforts of a group of 
individuals towards some common goals. 

(ii) Management 

 It is a social process, which is designed to ensure cooperation, 
participation, intervention and involvement of others in the effective 
achievement of a given or determined objectives. Similarly Educational 
management is also a process of validating purposes and allocating 
resources to achieve the maximum attainment of purpose with the 
minimum allocation of resources. 

1.3 Basic Elements of Management Process 

 The management specialist have attempted to analyse the 
management process into its elements. Their views in the classification of 
the elements of management differ. Some of the modes are given below: 
(5): 

(i) Foyal, in 1957, presented the following elements of management: 
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Planning  Organizing 

Commanding  Coordinating  

Controlling (POCCC)   

 

(ii) Luther and Gullick in 1961 suggested following as the elements of 
management: 

Planning - Organizing 

Staffing - Directing 

Coordinating - Reporting (POSDCR) 

 

(iii) Newsman and Summers, in 1981, presented the following elements 
of management: 

Planning - Organization 

Staffing - Leading 

Controlling - Measuring (POSLCM) 

 

(iv) Koontz and O’Donnel in 1964 arrived at the following elements as 
components of management: 

Planning - Organizing 

Staffing - Directing 

Controlling -  

 

(v) Dale in 1965 suggested the following stages of management: 

Planning - Organization 
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Staffing - Directing 

Innovation - Representation (POSDIR) 

 

(vi) one of the popular models in POSDCORB, representing the 
following seven elements of management process: 

(a) Planning 

(b) Organizing 

(c) Staffing 

(d) Directing 

(e) Coordinating (COD) 

(f) Reporting  

(g) Budgeting 

(vii) However a simplified version, most commonly adopted these days, 
consists of the following elements: 

 (a) Planning :  It includes creating programming and 
project formulation. 

(b) Organizing :  It includes the assembling of resources and 
staffing. 

(c) Direction :  It includes motivation, supervision and 
coordination. 

(d) Control : It includes budgeting, reporting and 
evaluation. 

1.4 Basic elements of Management in Educational Planning  

 According to the point of view of planners and managers in 
education, the management process can be briefly described as 
follows: 

(i) Planning  

It includes (a) assessing needs; (b) formulating goals and 
objectives ; (c) selecting programmes / projects ; (d) conducting 
assessments; and (c) conducting follow up programme 
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(ii) Organizing  

It includes (a) the organization of group activities into logically 
related units ; (b) specification of authority and responsibility 
levels; and (c) coordination among responsibility areas. 

(iii) Staffing   

It includes (a) selecting people to meet needs of activities; (b) 
training people to perform; (c) inducing motivation to achieve; (d) 
matching people with jobs; and (c) evaluating performance 

(iv) Controlling 

 It includes (a) setting standards; (b) measuring outcomes; (c) 
identifying discrepancies; and (d) taking corrective actions.  

1.5 Basic  Components of Management Action 

The management process consists of a number of components 
which are as under: 

(i) Decision Making  

This is the key function of every manager at every stage of 
management process. He has to make choice among the 
alternatives of the action whether he is in planning, organizing, 
staffing or in controlling stage. 

(ii) Problem solving 

This is comparatively more complex form of decision making 
when the choices among alternatives are made to overcome 
obstacles or constraints affecting the progress towards the goals. 

(iii) Human Relations 

It is needed at every stage when through motivation and exercise 
of leadership, the cooperation and participation of others is 
obtained. 

(iv) Communication 

 It is needed at every stage when through motivation and exercise 
of leadership, the cooperation and participation of others is 
obtained. 

(v) Coordination 

 It is the energizing force is an organization, which governs 
collaboration and collective progress towards the goals. 
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1.6 Information 

In order to carry out the various elements of management, 
information is needed in the form of data, which gives a picture of the 
existing situation alongwith available alternatives. Information is 
important to e used to select, identify and evaluate alternatives and to 
make predictions. A detailed discussion about the Management 
Information Service (MIS) has been made in unit no.11 of this course. 

2. Programme Evaluation and review Technique (PERT) 

2.1 Introduction 

 PERT stands for Programme Evaluation and Review Technique. 
This technique is helpful for the administrators, when they desire to 
accelerate the tempo of the project they control and monitor. It is known 
by a variety of names including Critical Path Analysis(CPA), Critical Path 
Method (C.P.M) and Analysis Bar Chart (A.B.C). some of these have 
rather specialized meanings, but generally it is named as PERT or 
Network Analysis. This is a system for planning scheduling and 
controlling a project. 

 This main feature of PERT is that it breaks down a project into a 
number of tasks, known as activities. All these activities are brought 
together in manner which represent the interdependence / sequence of 
various activities. This interdependent reflect the sequence in which 
various activities can be performed. Another feature incorporated in PERT 
is, ‘time’. An estimate of the time or duration for the performance of each 
activity is made. When these time estimates of the activities are available, 
the total expected duration of the project can be estimated. Thus this 
management technique has three main features: 

(i) Description of the activities, 

(ii) Interdependence / sequence of these activities, and 

(iii) Time / duration of each activity 

 In brief, PERT has a set of activities logically connected. It is 
fundamentally a diagrammatic representation and as such, a graphic aid to 
the managers of the projects. 

2.2 Objectives of PERT 

The main objectives of PERT are to: 

(i) Assist the educational managers in planning by helping them to 
determine the activities to be undertaken and to determine the 
logical sequence of those activities. 
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(ii) Help in scheduling the activities. 

(iii) Assist in finding ways of reducing the project duration. 

(iv) Help in planning optimum resource allocation and to help in 
costing the project. 

(v) Help in drawing up the project cash flow of financial requirements 
and thus to help in financial planning. 

(vii) Monitor project progress and to compare actual rates with expected 
rates of implementation. 

2.3 Steps Involved in PERT 

(i) Separating the total project task into small independent jobs or 
activities and listing out all possible major activities that need to be 
completed for the accomplishment of the project. This step is very 
crucial, understanding the total task in terms of its component 
activities is an essential prerequisite for efficient project 
administration. 

(ii) Establishing the order of precedence amongst the activities. In 
other words identifying which activities need to be completed 
before undertaking other activities and also identifying which 
activities could be carried out concurrently. 

(iii) Representing the activity sequence diagrammatically as a network. 

(iv) Estimating the time required for each activity. 

(v) Finding the earliest time by which the project could be completed 
and giving the timely estimates for each activity. 

(vii) To shorten the duration of critical activities by developing more 
resources if the project must be completed by an earlier date. 

2.4 Example 

Let us take the example of a project entitled “Preparation of 
Primary school kit in Pakistan. This was a big project in education. 
Applying the PERT on this project, the total task of the project can be 
divided into the following activities: 

(i) Set up a central agency. 

(ii) Design the kit. 

(iii) Recruit staff. 

(iv) Order vehicles. 

(v) Prepare manual. 
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(vii) Manufacture kit. 

(vii) Train Staff. 

(viii) Test kit. 

(ix) Launching pilot project 

Having split up the total task of the project into small activities, the 
second step in PERT will be to place these activities in such a sequence 
that it is clearly demarcated as to what activity will follow what. The next 
step will be to estimate time for each activity and the total time for the 
completion of the project. It is to be considered how the duration of the 
project can be shortened. But before we go into the other steps with this 
example, let us first study the terms and symbols used in PERT and the 
main rules of PERT. 

2.5 Terms and Symbols Used in PERT Network 

Following are the terms and symbols used in PERT. 

(i) Activity 

 An activity is any task, which is necessary for the completion of 
the project and which requires time and / or resources to complete 
it. 

 In the previous example of a project on the preparation of a 
primary school kit, the tasks listed (i) to (ix) are all activities. Even 
a simple example of developing a primary school does not provide 
a clear cut set of activities. We need to think and subdivide the task 
into small activities as under: 

(a) Survey of localities. 

(b) Selection of site. 

(c)  Selection of administrative head. 

(d) Release of funds for the school building. 

(e) Posting of administrative head. 

(f) Preparation of school site. 

(g) Procurement of furniture. 

(h) Posting of teachers. 

(i) Processing admission. 

(j) Preparation of timetable. 

(k) Assignments to teachers. 
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(l) Commencement of school. 

 Now some of these activities require financial resources, whereas 
others (j) and (k) require time. Thus, the definition of activity will depend 
upon the degree of details which is required. 

 In a network, an activity is represented by an arrow. 

(ii) Event 

 An event is a situation, or point in time, which represents either the 
start of or completion of an activity or set of activities. 

 An event either precedes or follows a particular activity or set of 
activities. It represents the status of a project at a particular point of time. 
If we take the example of the construction of a high school building, an 
event would be the situation which existed when the foundation had been 
laid. Another even would be when the walls were built but no finishing 
undertaken. 

 When the project is completed, the end event is reached. In other 
words the last event of the project is the end event, whereas the initial 
event is the start event. 

 An event is represented by a circle.  

(iii) Network 

 A network is a diagrammatic representation of a project 
incorporating, in a logical sequence, the various activities which 
together form a project. 

2.6 Diagrammatic Representation of Activities and Events in the 
Network 

(i) The events are numbered in sequence for identification. 

 

1 2 

 

(ii) An activity connects events. 

1 2 

 

In this way the events and activities are combined together. 

(iii) When many simultaneous activities start from one event they are 
represented as under: 
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 1 3

2

4

 

 

 

(iv) When many activities lead to one event, they are represented like 
this: 

 

 5

2

3
 

 

(v) A dotted arrow joining two events indicates that preceding event is 
a constraint on the succeeding event. It named as dummy activity. 
For example, completing a building ‘A’ is a constraint on starting 
to finish it. It will be shown as under. 

A

B

A

B

 

 

 When the activities have been identified and their logical sequence 
has been determined, they may be incorporated into a network. Some 
basic rules for the construction of network are described as under: 

(i) Network must commence with a single start event and finish with a 
single end event. 
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(ii) Networks are constructed in such a way that time or the logical 
sequencing of activities moves from left to right. The start even 
will, therefore, be on the extreme left of the network and the end 
event will be on the extreme right of the network. 

(iii) Events are generally numbered specially with the result that start 
event is numbered one (No.1). 

(iv) There should be no looping of activities within the network. The 
question is, “What is a loop?” Following is the illustration of loop. 

2

3

1

 

 

 In this example, activity 3-1 depends upon activity 2-3, which 
depends upon activity 1-2. this is  the example of a loop and here 
activity 3-1 in contradiction with the rule (iv). 

(v) There must be no dangling activities. These are the activities which 
are not connected at both ends with the other activities. However, 
the start activity and end activity are exception to this rule because 
these two activities are connected only on one side, the start 
activity having no preceding activity and the end activity having no 
following activity. The following network is an illustration of 
dangling activity: 

2

3

1 5

4

6
 

 

 Here activity 3-4 is a dangling activity which is connected on its 
starting point but is not conne3cted on the other side. 
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(vi) One activity is allowed to connect two events. See the illustration 
below: 

21

 

This procedure of connecting two events is wrong. The correct style will 
be as follows: 

21
 

 However dummy activity is an exception to this rule as 
demonstrated in rule (v) of para 2.6 in this unit. 

2.8 Example of Sequencing the Activities and Drawing Network 

Now taking the example presented in pare 2.4, let us try the 
sequence of the activities in the kit project. The first activity in this project 
is to set up a central agency for the management of the project. It is clear 
that the kit cannot be manufactured without the preparation of a design, 
and the kit cannot be tested until it is manufactured. For the purpose of its 
test, a manual is, however, required. Similarly, on the staffing side, the 
staff cannot be trained unless it is recruited. So the logical sequence of the 
activities of the project will be like this: 

Table-1 : Logical Sequence of Activities 

Before   Activity After  

None  a- set up a central agency b,c,d 

 a b- design the kit e,f 

 b c- recruit the staff g 

 c d- order trucks i 

 d e- prepare manual h 

 e f- manufacture kit h 

 f g- train staff  i 

 g h- test kit i 
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 h i- launching the project none 

 i    

 

2.9 Routs Through the Network 

Keeping in view the sequencing of activities given in table-1, 
following are clearly the routs of network: 

a b e h i 

a b f h i 

a c g i  

a d i   

 If  these four routes of network are combined, following will be the 
preliminary network. 

a

b

c

e

f

d

g

h

 

Figure - 1 

It is evident that this network is not correct according to the PERT rules 
mentioned in para 2.7 of the unit. The reasons are as under: 

(i) Activities e and f link the same events, 

(ii) Activity i the last or end activity appears three times, and  

(iii) The network does not end at a single end event (as per rule (i) in 
para 2.7). 

 The complete network, without errors will, thereafter, be as under: 
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a

b

c

e

f

h

d i

g

1

3

2 7

5

6

8

4
 

Figure-2 

 Now this figure is completed network and for this purpose the 
following steps were taken. 

(a) A dummy activity was drawn. 

(b) It was managed to draw the network with a single start 
event and a single end event. 

(c) The start and the end events of the activities were serially 
numbered in order to avoid confusion, as lettering is not 
satisfactory. For example activity “a” was named as. 

2.10 Data Loading the PERT Network 

The usefulness of a PERT network is increased if we write along 
each arrow the job or activity that it represents. For example the 
information can be given along the network like this: 

1 2

3

6

7
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C.W

Com
m

ittee 

of experts
Order 4 Vehicles (trucks)

 

JEA Curr. Wing    By AEA Curr Wing 

M.O.Edu, Islamabad    Ministry of Education 

with one AEA & 
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two assistants 

2.11 Time Scheduling in PERT 

After logical presentation of the project activities and data loading, 
the second main purpose of the PERT is to work out the time schedule for 
the project. PERT has evolved a method which enables the time 
scheduling to be done in such a way as to provide data for management 
decisions. It consists of the following elements: 

(i) Time Estimate  (TE) 

(ii) Earliest Time  (ET) 

(iii) Latest Time  (LT) 

(iv) Slacks of floats 

2.12 Time Estimate (TE) 

In PERT, time estimates are obtained from experts for each 
activity in the following three forms: 

(i) Optimistic Estimate (OE) 

 This is the estimate of the minimum period of time needed for 
completing the activity, assuming a particularly favourable set of 
circumstances. Thus probability of completing the job in this time 
is likely to be very low. 

(ii) Pessimist Estimate (PE) 

 This is an estimate of the maximum period of time needed for 
completing the activity in question assuming a particularly 
unfavorable set of circumstances. The probability of completing 
the job in longer than this time is also likely to be very low. 

(iii) The Most Likely Time MI 

 This is the duration on the activity which is most likely to occur. 
On the basis of these three estimates, got from the most appropriate 
resource persons and experts, a single time. Estimate or time 
expected TE is calculated with the application of the following 
formula: 

 If the optimistic and pessimistic values are symmetrically 
distributed, the expected value TE is likely to be equal to the most 
likely time value MI. for example, if optimistic time estimate OE 
for the completion of an activity is 3 weeks, the Most likely time 
estimator MI is five weeks and the pessimistic time estimates PE is 
seven weeks, the expected value of TE will be : 
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= 3 + (4 x 5) + 7 

6 

= 3 + 20 + 7 

6 

 = 30 – 6 = 5 weeks, which is equal to the most likely time estimate 
MI. 

 In the network discussed in figure – 2, for example TE in terms of 
weeks is as shown in Figure-3: 

te = 3w

1

3

2 7

5

6

8

4

te
 =

 6
w

te = 5w

te = 6wte = 1w

te = 1w

te
 =

 6
w

te = 1w

te = 9w

 

Figure – 3 

2.13 Earliest Time (ET) 

As already described, ET is the realist possible time at which an 
event can occur. By definition, the ET of the start event is equal to zero. 
ETs of other events are obtained by means of a “forward pass” through the 
network i.e. by adding to the earliest time of preceding event, the duration 
of the activity which links them. In this way the earliest time (ET) of each 
event in Figure-3 will be as under: 

These ETs can be shown on the network as under: 
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Figure – 4 

 In order to reach event 7, there are three routes. On route 1-2-3-6-
7, it takes 13 weeks on route 1-2-7, it takes seven week, whereas on route 
1-2-4-7, it takes 16 weeks time. As even seven cannot occur before the 
completion of 407 activity, hence the earliest time for occurrence of even 
no.7 will be 16 weeks. 

2.14 Latest Time (LT) 

This is defined as the latest possible time at which an event can 
occur within the overall project duration (LT) are obtained by means of 
“backward pass” through the network In order to calculate LT we start 
from the end event the LT of which is equal to its ET. LT is of other 
events are obtained by subtracting from the LT of the succeeding event the 
duration of the activity which links them. Thus, LT of event No.8, in the 
example under discussion, is 17 weeks and the LT of event No.7 will be 
17-1 =16 weeks. LTs in this network will be as under: 

ET of Event 8 = 17 weeks   

ET of Event 7 = 17 – 1 = 16    weeks  

ET of Event 6 = 17 – 1 – 1 = 15    weeks  

ET of Event 5 = 17 -1 – 1 = 15    weeks  

ET of Event 4 = 17 – 1 – 6 = 10    weeks  

ET of Event 3 = 17 – 1 – 5 = 10    weeks  

ET of Event 2 = 17 – 1 - 6 -9 = 1    weeks  
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ET of Event 1 = 17 – 1 – 6 – 9 – 1 = Zero 

If these LTs and ETs are shown on the network, the diagram will 
look as under: 
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Figure - 5 

2.15 Stack or Float 

Some of the activities in the network have a certain amount of 
spare time available. It is useful to know which activities have the spare 
time or float. So, in order to find out the activities which can or cannot be 
postponed or delayed, we calculate the float for each activity. A simple 
method for calculating the float is to subtract the LT and ET for each 
activity. The difference between the LT and ET of an activity will be the 
float or slack for this activity. Taking the data of Figure-5, we can find out 
the float for each activity as given in table-2. 

Table -2 : Showing the Float of Activities 

Activity LT ET Float (in Weeks) 

1-2 1 1 0 

2-3 10 7 3 

3-5 15 10 5 

3-6 15 12 3 

2-4 10 10 0 
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4-7 16 16 0 

2-7 16 7 9 

6-7 16 13 3 

7-8 17 17 0 

 

 A look at this table gives the project manager a clear idea that 
activities 1-2, 2-4, 4-7 and 7-8 have not float. It means that these are 
critical activities an cannot be postponed or delayed. Any delay in the 
completion of these activities will delay the whole project. But the other 
activities have some float time. For example activity 2-7 is about 
“ordering the trucks” for the transportation of the kits, when they are 
ready.  This activities has afloat of 9 weeks, which means that we can 
delay this activity upto the maximum time of 9 weeks, because we know 
that it will take six week time for the supply of trucks after the placement 
of orders. The trucks will be needed when the kit is ready at the end of 16th 
week. It means that we can place orders for the supply or trucks 6 weeks 
before the manufacture of kit, i.e. at the end of 10th week, instead of 
placing orders at the end of 1st week.  

Thus PERT helps the manager in: 

(i) Postponing the loan arrangements and to save the interest.. 

(ii) Minimizing working time for man and machines. 

(iii) Diverting excess resources to the activity, where they are more 
urgently needed. 

2.16 CPM 

CPM, stand for Critical Path Method. Where the slack or float is 
zero, the activity is critical, which means that it cannot be postponed or 
delayed. In the network, there is always one path from the start event to 
the end event that connects the critical activities and where the float is 
zero. The path is named as critical path. 

In Figure – 5, the path 1 – 2 – 4 – 7 -8, is critical path, because 
there is no float in any the activities on this path. ETs and LTs on all the 
activities on this path are equal and it can be seen from Table – 2 that the 
floats of activities 1 – 2, 2 0 4, 4 – 7 and 7 -8 are zero. It means that the 
manager can neither postpone nor delay any of these activities, otherwise 
the whole project will be delays. Once the critical path is know, the project 
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manager knows where the financial and manpower resources are to be 
concentrated. Thus, the critical path is a tool in the hands of the manager 
for monitoring the project and for the purpose of allocating the financial 
resources. 

2.17 PPBS 

PPBS stands for Planning Programming budgeting System. It is 
also a technique in the hands of the project managers and it helps them in 
efficient outputs of the project diverts our attention from inputs to outputs. 

PPBS is built on the concept that one should adopt a system 
approach to planning programming and budgeting. These three 
components of PPBS a system, should be dealt with as an indivisible 
whole and to as independent elements. These elements are, therefore, a 
accepted to be interrelated, interdependent and interacting elements of one 
whole process. 

PPBS, as an approach, helps educational planners and educational 
administrators determine the accountability of the educational system and 
make decisions which systematically integrate all aspects of planning and 
implementation of its programme. It is actually a framework for planning 
a way of organizing information and a way of analyzing in a systematic 
fashion so that consequences of particular choices can be seen clearly. 
This output budgeting system operates on the principle that the budget 
should be self explanatory as far as the outputs are concerned. 

The main objectives of PPBS are: 

(i) Taxonomic 

 Classification of activities in terms of goals and objectives. 

(ii) Analytical 

 Comparison of costs with the outcomes and exploration of 
alternatives achieving outcomes. 

(iii) Projective 

 Long range planning of progress 

 In brief of PPBS: 

 (a) Directs attention to final objectives, 

(b) Suggests improved methods of assessing the success of a 
programme of expenditure, 

(c) Provides a framework for assessing systematically how 
resources are begin used and, 
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(d) Overcomes institutional barriers and boundaries. 

(a) Conduct a general survey on the are concerned and identify 
relevant objectives. 

(b) Analyse existing activities to identify their contribution to 
objectives. This phase is diagnostic and critical in nature. 
Activities not related to the objectives are eliminated. 

(c) Identify specific outputs and accounts for their success or failure in 
attaining the specific objectives. If a particular activity designed to 
achieve an objective did not contribute so much to the attainment 
of such objective then alternative methods are to be done. The 
introduction of Mosque Schools and Mohallah Schools for grade-1 
to III levels of primary education is an alternative activity designed 
to achieve the target of achieving universal primary education in 
Pakistan.  

(d) Establish the frame by defining a hierarchy of programme. Te 
example for the illustration of this step can be of primary education 
wherein a workable educational plan was formulate during the 
Sixth Five Year Plan before resenting a hier5archy of programmes, 
projects an activities was pre-requisite. 

(e) Allocate inputs in terms of personnel, materials and money for 
each programme and define the quantitative measures of success of 
the programme in relation to its contribution to the goals. In this 
step the inputs and outputs are matched instead of merely 
indicating the amount needed, and specific amount of manpower 
and facilities required for the project are clearly mentioned. 

(f) Phase the allocations of inputs for each programme, sub-
programme element over the entire plan. A very significant aspect 
of PPBS is its projection function. It gives the information as to 
when the organization develops or winds its activities. 

(g) Formulate the budget document in proper form. The budget reflect 
policy choices, the budget contains. 

 (i) Item wise programmes and sub programmes. 

 (ii) Target output match with planned inputs. 

 (iii) Planned inputs for several yeas after the budget period. 

(h) Establish machinery to review objectives and conduct programme 
analysis on a continuing year round basis. The evaluation is mainly 
to determine whether the objectives are being achieved. 
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5. SELF ASSESSMENT QUESTIONS 

 Try to answer these questions in order to test your mastery of the 
unit: 

1. Differentiate between the concepts of administration and 
management. 

2. Name various models of management process presented by various 
experts in management. 

3. Mention as to what does POSDCORB stand for. Try to define the 
basic elements of management presented in this model. 

4. Briefly describe the four main elements of management in 
educational planning, that serve as useful tools in the hands of and 
educational planner and manger. 

5. Briefly describe the concept of PERT. 

6. Give main objective of PERT. 

7. Describe with the help of an example the steps involved in PERT. 

8. Define the following terms as used in PERT: 

 (i) Activity 

 (ii) Event 

 (iii) Network 

 (iv) Looping 

 (v) Developing 

 (vi) Dummy activity 

 (vii) Data Loading 

 (viii) Time estimate 

 (ix) Earliest Time 

 (x) Latest Time 

 (xi) Float  

9. Briefly describe the concept of critical path. How is it useful for a 
project manager. 

10. What does PPBS stand for? How is this technique used by a 
project manager. 

11. Give the main objectives of PPBS. 
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12. Describe the main procedural steps of PPBS. Give examples where 
necessary. 
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OBJECTIVES 

 After the completion of the unit, you should be able to: 

1. State the factors affecting the objectives of an educational plan. 

2. Discuss the problems and factors affecting the implementation of 
educational plan. 

3. Analyse the problems and factors affecting the implementation of 
educational plan. 

4. Identify the shortfalls or gaps in the plan targets and their 
achievements. 

5. Discuss the administrative measure to avoid such problems in the 
implementation of the educational plans.
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INTROUDCTION 

 

 This unit is almost at the end of the course. In the previous fifteen 
units you studies in detail about the various stages of implementation of a 
plan and also had a thorough study of the techniques which are helpful for 
the mangers in effective management and implementation of educational 
plans. 

 This unit deals with the problems of implementation of education 
plans in Pakistan. There are certain problems areas in the implementation 
of a plan, starting right from the objectives of the plan, agencies 
implementing the plan, the system itself and the evaluation procedures of 
the plan. The discussion of the problems in this unit has, therefore, been 
divided into the following phases: 

i. Factors affecting the objectives of an educational plan in Pakistan. 

ii. Problems and factors affecting the implementation of educational 
plans. 

iii. Shortfalls and gaps in the plan targets and their achievement.  

 The first phase of the unit, therefore, deals with the interplay of 
educational planning with other sub systems of society, which affect the 
objectives of the plans directly or indirectly. 

 The second phase is the major part of unit and deals with the 
problems in the implementation of a plan. The main problems discussed 
are: lack of technical knowledge, training and experience, lack of school 
mapping service, accountability and some in-built mechanism to check the 
delays in the implementation of the plan and such other problems.  

 In the last phase, a case study of the Fifth Five Year Plan 
(Education) has been presented to know the shortfalls or gaps in the 
targets of the plan and their achievement. At the end some measures have 
been suggested in order to avoid the factors, problems and shortfalls in the 
way of effective implementation of a plan. 

1. INTERPLAY OF EDUCATIONAL PLANNING WITH 
OTHER SUB SYSTEMS OF SOCIETY 

 Educational Planning cannot take place in vacuum. It interacts wit 
other sub systems of the society i.e. culture, ideology, region, economy, 
class system and politics etc. the objectives of an educational plan are 
influenced by a variety of factors which need to be discussed in the 
national context. The factors are as follows: 
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i. Although there are no institutionalized arrangement to survey the 
needs of Pakistani society, which can be reflected in the formation 
of educational plans, even then some efforts are made for this 
purpose. For example in 1959, the commission on National 
Education administered a detailed questionnaire on a large sample 
of the people to derive their opinions, which were duly reflected in 
the report. However, it is generally felt that there is very little 
involvement of the society in the assessment of their social needs 
which could lead to the formulation of objectives of the 
educational plans. 

ii. The provision of equal opportunities of education to each and 
every individual is the most commonly accepted social need. The 
educational plans should be developed keeping this objective in 
view. It is true that everybody cannot attain everything because of 
the limitations of resources and, therefore, the process of selection 
has to be followed. Invariably it is the privileged class with 
influences this selection. For example, in Pakistan there are a 
number of privilege educational institutions, wherein the 
educational standards are comparatively higher. Some of these 
institutions are run by government, while the others are run 
privately. The students of these schools acquire an automatic edge 
over the students from other schools. The students of these 
institutions are the sons and daughters of those who can influence 
the formation of policies and plans and can exert their pressure in 
maintaining and strengthening such institutions. This attitude of 
the privileged class does affect the objectives of any educational 
plan. 

iii. The literary rte in urban areas of the country is comparatively 
higher and practically almost all the educational planners and 
administrators belong to this stratum of the society. The policies 
and plans are formulated so as to safeguard the rights and interest 
of the people in cities and towns with the result that the rural 
population which is almost three-fourth of the total population is 
deprived of their due share in the benefits of the plans. The 
objectives of educational plans are always affected, consciously or 
unconsciously, by the type of people involved in the development 
of the plan and the interests of the entire society are seldom 
attended to in an effective manner.  

iv. Pakistan, like so many other developing countries, has inherited 
bureaucracy from the British colonialism. The bureaucrats have 
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always been among the ruling and policy making junta of the 
society. The professionals i.e. trained and experienced educational 
planners have very little say at the levels of policy formation and 
plan development. Therefore, the formulation of objectives of 
educational plans continues to the privilege of a coterie of 
bureaucrats. 

v. Politicians and political government also affect the objectives of 
educational plans. As Pakistan has seen three military regimes with 
civil governments in between the goals and policies went on 
fluctuating and were affected by the type of the government at a 
certain period of time. For example, when the government claimed 
to emphasize the ideology of Pakistan, the education policy 
included such programmes as establishing mosque schools and 
Mohallah schools for the popularization of education in order to 
raise the literacy rate in the country. Emphasis was also laid on the 
teaching of Pakistan Studies and Islamic Studies upto graduation 
level. The point is that the type of ruling class, or the type of 
government and the ideology of the country has always affected 
the process of determination of objectives of educational plans. 

vi. The state of economy is, no doubt, a major variable in the 
formulation of the educational plan. Efforts have always been 
made in Pakistan to raise the allocation of funds for education, but 
practically the allocation of funds for education has never 
exceeded 2% of G.N.P except at one point of time. This low 
allocation of funds has always been a very crucial factor in the 
formulation of the objectives of educational plans. Some 
educational projects, have also been visualized in Pakistan keeping 
in view the objectives laid down by the foreign aid giving agencies 
and thus the objectives of educational plans were affected by those 
sponsoring agencies. 

vii. In Pakistan, policy formulation plan formation and implementation 
bodies are operating separately with no legal obligation on anyone 
of them to coordinate their efforts with each other. Hence there is 
lack of coordination between various agencies. 

viii. Lack of involvement of the implementing agencies in the plan 
formulation process is another major factor. These agencies are not 
involved in the process of plan formation, so there exists a gap of 
communication and interestingly enough, the initiators of the plans 
i.e. the central and the provincial authorities and the planners rarely 
take the responsibility of implementing the plan, and never 
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consider themselves responsible for the failure of any plan. They 
initiate the plan in isolation and when difficulties are flashed back, 
they are keep in abeyance for a long period of time with the result 
that the implementers feel utterly disgusted and leave things as 
they are. This attitude of the planners has inverse effect in the 
involvement of the implementers in the future plans. 

ix. Let me quote here an example of the establishment of 
comprehensive schools. In the beginning, the philosophy and the 
objectives of the establishment of these schools were not clear to 
the people appointed in these schools. It was four years after the 
establishment of the schools that the objectives were explained to 
the principals of these institutions through an in-service orientation 
course at the Educational Extension Centre, Lahore. This 
continuous attitude of the planners to initiate a plan and then to 
forget about it, with the consequent disheartens of the 
implementers has resulted in the lack of massive participation of 
personnel engaged at gross roots level of the implementation 
processes in the future polices and programmes developed at the 
national level. 

x. Economic crisis in Pakistan and the subsequent separation of 
Bangladesh should have served as an eye opener for the 
educational planners in Pakistan. It was, therefore, considered that 
education should be linked with the economic development of the 
country and the educational plans should be so designed as to 
benefit majority of people in economic terms. After the 
establishment of Bangladesh, the realization of existence of 
regional disparities became more acute. The educational plans, 
therefore, lay great emphasis on national unity and integrity. The 
need to emphasize the ideology of Pakistan was also visualized to 
be kept in view in the development of educational plans. 

 In summary, the main factors influencing the objectives of an 
educational plan in Pakistan are: 

 a. The economic conditions of the country, 

 b. Socio-cultural needs of the national, 

 c. Ideology of the country, and 

 d. Political or non political governments.  
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1.1 Other Important Variables Affecting the Formulation of 
Objectives of a Plan 

 These are as follows: 

i. The attitudes of: 

 a. Bureaucrats, 

 b. Privileged classes, 

 c. Politicians, 

 d. Planners and Economists 

ii. The policies of foreign aid giving agencies. 

iii. Lack of coordination between: 

 a. Policy formation agencies, 

 b. Plan development agencies, and 

 c. Implementation agencies, 

iv. Lack of involvement of the personnel responsible for the 
implementation of the plan, in the process of plan formulation. 

v. Lack of interest of the initiators of a plan in its implementation. 

2. Factors Affecting the Implementation of Plans and Projects 

 How the implementation of the plans, programmes and projects is 
influenced in Pakistan is briefly described as under:  

i. Lack of Technical Knowledge, Training and Experience 

  In Pakistan plans are made and projects are formulated by the plan 
formulation agencies at federal level but there is lack of the personnel with 
necessary skills of plan elaboration and knowledge of the PERT and CPM 
techniques in the implementation agencies with the results that: 

a. The basic work of plan development does not take place at the 
implementation level and there is very little involvement of base 
level implementation agencies in plan making. 

b. The process of implementation of the plan is defective and that the 
plan targets remain unachieved. 

 Thus lack technical knowledge, training land experience of 
implementation personnel in the field of educational planning and 
implementation affects the plan implementation. 

ii. Lack of School Mapping Service 
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 There is hardly a school mapping or educational mapping exercise 
in the implementation of educational plans. All that practically happens is 
that he schools, colleges and other educational institutions are established 
under certain type of pressure. For example it is clearly state in a Five 
Year Plan that no new university will be established, but practically a few 
more universities and a medical college were established during that plan 
period because of the political pressures. The same practice prevails in the 
establishment of primary and secondary schools. The examples of towns 
with population of about fifty thousands without any secondary schools 
for boys and girls can be quoted and the examples can also be quoted of 
the village where new secondary schools were established without any 
educational mapping and educational justification. This has been 
happening under pressures of one form or the other. 

iii. The Policies and Plan Implementation 

 the ruling people, responsible for the implementation of the plans, 
sometimes, defer some physical parts of a plan to its later years, wherein 
they try to implement the plan at a faster speed so that they could 
positively mould the opinions of the people and get their favour in the 
coming elections with the fresh memories of the achievement sin the 
minds of the people with the results that: 

 a. The implementation of the plan was delayed. 

b. The institutions were established keeping in view the 
political mapping and not the educational mapping. 

 c. The activities required for the plan elaboration could not be 
worked out. 

 d. Haste in the establishment of institutions sometimes made a 
great waste. 

 e. The plan could not be implemented in its true spirits. 

 f. Physical targets of the plan could not be fully achieved. 

 g. The financial allocations of the plans could not be fully 
utilized. 

iv. Lack of Accountability in the System  

 Implementation of a plan, programme or project is also affected 
because of the lack of accountability in the system. Unless the 
implementation personnel and agencies are accountable to the plan 
formulation agencies, and the plan formulation agencies are accountable to 
the government and the nation, full and effective implementation of the 
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plans, programmes and projects is not likely to materialize. Other 
measures suggested for the development of an inbuilt mechanist of 
accountability in the system, as discussed in the coming para ‘v’ may also 
be useful for the implementation of the plans in Pakistan. 

v. In built Mechanism for Delay: 

 The implementation of the plans is also affected because of the 
existence of an inbuilt mechanisms for delay in the system. A few 
examples of this phenomena are quoted below: 

a. The receipt and issue (R&I) system is very lengthy and it 
takes so many days for a letter to move form one table to 
other because of the diary and dispatch system. 

b. There is a long administrative hierarchy and it takes months 
for an information or directive to be communicated from 
one corner to the other. 

c. An atmosphere of distrust prevails in the office and it slows 
down the speed of work. 

d. The implementation personnel perform their duties in a 
routine work style and mostly they do not involve 
themselves in the work with devotion and missionary zeal. 

e. Society has got used to the misuse of the funds with the 
results that a long and complicated procedures has been 
developed for calling the tenders, assignments of the 
construction work or any other job, supervision of work by 
the Works Department and finally the completion f the 
work. It is so long a procedure, with so many hurdles and 
commission agents in between that a work visualized to be 
completed within one year often takes two to three in its 
completion or, at least, the work is done in haste at the end 
of the financial year with the resultant low quality of the 
work. 

f. The cumbersome and lengthy procedure of getting the 
financial aids of the development projects delays, the 
development schemes. This delay in receiving the grant for 
the purchase of library books, instructional materials and 
scientific equipment results in: 

 i. Deteriorated quality of material purchased.  

 ii. Universe selection of materials, and 
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 iii. Misappropriate of funds. 

vi. Other Factors 

a. The implementation is also affected as the basic statistics used for 
the development of plans are not valid.  

b. Poor human relations of the educationists with the bureaucrats also 
have been adverse effects in making the funds available for the 
completion of various projects. 

c. No standard scales are available for the provision of equipment, 
furniture, library and laboratory materials etc. with the results that: 

i. Sometimes financial allocations are not made keeping in 
view the valid standards, and 

ii. The funds allocated do not satisfy the requirements of the 
physical targets of the plans, programmes or projects. 

vii. In summary, the implementation of the plans, programmes 
and projects affected by: 

a. The lack of technical knowledge, training and experience in 
educational planning and implementation by the implementation of 
personnel.  

b. The lack of application of educational mapping and making 
politically oriented decisions. 

c. The lack of inbuilt mechanism for accountability in the system. 

d. The provision of inbuilt mechanism for delay in the system. 

e. The use of invalid statistics in the plan formulation. 

f. The poor human relations of educational planners with the policy 
making personnel. 

g. Lack of standard scales for the provision of equipment and 
apparatus. 

3. Analysis of Fifth Five Year Plan (1978-83) (a case study) 

 Fifth Five Year plan has been picked up as a case study. It was felt 
desirable to analyse the financial aspect of the Educational Part of the Plan 
and to see its shortfalls so that, as a student of M.A Educational Planning 
and Management, you are in a better position to analyse existing and 
coming plans in the country. A brief introduction of the plan is as follows: 

 This plan was named as the Fifth Plan (1978-83). Its chapter on 
education is named as ‘Educational and Training’. This plan marked a 
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fundamental recording of national priorities in favour of primary 
education and vocational and technical training. In secondary and higher 
education, the plan envisaged a shift of emphasis form quantitative 
expansion to qualitative improvement. The plan proposed to increase the 
financial outlay from about 2.0 percent of the G.N.P in the previous plan 
period to 3.1 percent of the G.N.P during the years 1978-83 and to raise 
the per capita expenditure on education from Rs.43/- to Rs.88/- in the year 
1982-83. The plan proposed to  earmark 33 percent of the development 
expenditure for primary educational and envisaged are education in 
development rate in primary education, a vocational bias to secondary 
education, more job oriented technical education and more amenities of r 
teachers in rural areas. 

 The first four years of the plan were completed in 1982 and the 
fifth year started w.e.f July, 1982. A brief picture of financial allocations 
for the total plan period and utilization of the funds during the year 1978-
83. for each sub sector  has been presented in Table-1. the ratios between 
the funds utilized and the funds allocated in each sub sector during the 
years 1978-82 were calculated and these ratios were added to the funds 
allocated in these subsectors during the year 1982-83 to arrive at the 
estimated expenditure in these sub sectors during the plan period. Table-II 
shows sub sector wise targets of the plan, the achievements of the targets 
during the four years i.e. 1978-82 and the estimated achievements of the 
targets during the year 1982-83. The last column shows the percentages of 
the achievement of the plan targets during the plan period. Thus these two 
tables shows a comparative and clear picture of the plan targets and their 
achievements and it becomes easier to identify the gaps and shortfalls in 
the plan on the basis of which administrative measures can be suggested to 
avoid the gaps and shortfalls. 

3.1 Shortfalls in the Fifth Plan (Education) 

 An analysis of the data presented in Table-I & II indicates the 
following shortfalls or gaps in the plan targets and their achievements. 

i. Primary Education 

 The primary education which had been given the top priority in the 
plan, could consume only about one third of the total financial 
allocation, during the first four years of the five year plan. It 
consumed approximately Rs.998 million during the years 1978-82 
out of total amount of Rs.3000 millions allocated for this sector for 
the total plan period. This sector could hardly consume one half of 
the total of its allocation in the plan period with the result that only 
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55 percent of the physical targets of enrollments in Classes I to V 
were estimated to be achieved during the plan period. 

ii. Secondary Education  

 The condition of secondary education is even worse with respect to 
the achievement of the plan targets. this sector consumed only 
Rs.758 million during the year 1978-82 and was expected to 
consume an additional amount of about Rs.290 million during the 
year 1982-93 with the result that this sector could hardly consume 
32 percent i.e. about one third of its total allocation during the plan 
period. This low rate of the utilization of funds in the secondary 
education is a clear indication of its failure in achieving the 
enrollment targets of subsector and in the attainment of vocational 
bias for the subsector. It is clear from the data provided in table-II 
that hardly 45 percent of the enrollment targets in the secondary 
classes were achieved in the plan period. Similar gaps are observed 
in the achievement of the physical targets of the establishment of 
new high schools. An amount of Rs.158 million was allocated for 
opening new high schools in the plan period. Out of this amount 
only Rs.18 million were spent in this sector during the first four 
years of the plan with an allocation of Rs.31 million, earmarked for 
this purpose during the financial year 1982-83 in order to achieve 
about 30 percent of the plan target in this respect. 

iii. Technical Education  

 The plan envisaged a high priority for job oriented technical 
education and allocated an amount of Rs.766.8 million for this 
subsector. It is observed that only 281.19 million were spent on 
technical education during the first four years of the plan and an 
estimated amount of Rs.63 million was planned to be spent during 
the year 1982-83. Thus, the total expenditure in this subsector was 
only 45 percent of its total allocation during the plan period, with 
the result that only 27 percent of the enrollment targets in these 
colleges were achieved during the plan period. 

iv. Facilities for Teachers 

 The plan promised better facilities for teachers, particularly for the 
teachers of the rural areas. The government partially fulfilled this 
commitment by providing better amenities for the  teachers o rural 
areas a terms of dearness and hose rent allowances w.e.f the 
beginning of financial year 1982-83. but it is shocking to  observe 
that out of an allocation of Rs1,150 million made available for the 
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construction of the teacher’s residences during the plan period only 
an amount of Rs.94 million was spent during the first four years of 
the five year plan, which is a big gap in the plan target and its 
achievement. 

v. College Education 

 It has been observed that  only about 20 percent of the enrollment 
targets for classes XI to XIV could be achieved during the years 
1978-82. it was estimated that only 23 and 25 percent of the 
enrollment targets of the plan for intermediate and degree classes, 
respectively could be achieved by the end of the plan period. The 
gaps in the financial allocations and funds consumed in connection 
with the subsectors of “college education” and “scholarships for 
the students” were also very much disturbing. Only 55 and 60 
percent of the total allocations for these subsectors during the plan 
period, respectively could be spent and it was estimated that the 
total consumption in these subsectors could hardly be 70 percent 
and 77 percent of the total allocations, respectively during the plan 
period. 

 These gaps are eye opener for the educational planners. Similar 
gaps and shortfalls can be observed from the data presented in 
tables II & II in other sub sectors i.e.: 

 a. Students hostel areas, 

 b. Supply of books and equipments, 

 c. Consolidation of college buildings, and 

 d. Consolidation of existing colleges etc 

i. The financial outlay during the plan period has been very low with 
the result that 50 to 60 percent of the plan targets could be 
achieved during the plan period. 

ii. There are serious imbalances in the investment. The subsectors like 
primary education and technical education which had been given 
the top priority did not consume even half of the financial 
allocation with the result that about half of the physical plan targets 
in these subsectors remained unachieved. Thus, practically they 
came down to a very low priority. The subsectors like university 
education consumed more than the plan allocations because of the 
establishment of new universities with the result that practically 
this subsectors got better priority than was planned. 
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3.2 Administrative Measure to avoid Shortfalls 

Keeping in view the serious gaps and shortfalls in the plan, the 
following measures are suggested: 

i. Financial control should be maintained to avoid the serious 
imbalances in the investment in various subsectors of education. 

ii. The attitude and the manner of operation of the planners seem to 
be self defeating. They must be made to realize their crucial role in 
the process of plan implementation. 

iii. A system of accountability should be built within the plan. The 
implementation agencies should be accountable to the plan 
development agencies who, in turn should be made responsible to 
the government and nation. 

iv. Government appointed one Director General of Development 
Projects of Baluchistan in order to supervise and pursue the in time 
completion of the projects. This approach has been a great success. 
It is recommended that on the same pattern a high powered officer 
should be appointe4d in each province to supervise and pursue the 
achievement of the implementation of plan in all subsectors and 
should be made accountable for any shortfall or gap in 
implementation to the Federal Investment. 

v. The District Education Officer should also be made accountable to 
the people’s representatives i.e. Local, Tehsil and District 
Counselors in the implementation of the plan in the subsectors of 
primary and secondary education. 

vi. It should be the official duty of the Planning Division to publicize 
the plan targets through the use of mass media and the annual 
reports in the implementation should also be made public. 

vii. The measures of accountability must go parallel with the rights and 
duties of the official, the higher the officials, the more accountable 
should he/she be to the higher authorities. 
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SELF ASSESSMENT QUESTIONS - III 

 Answer these questions: 

1. Discuss the main factors influencing the objectives of education 
plans in Pakistan. 

2. Describe the factors that affect the implementation of plans and 
projects of education in Pakistan. 

3. Suggest an inbuilt mechanism to check delays in the 
implementation of educational projects. 

4. Discuss as to how far the targets of Fifth Five Year Plan 1978-82 
were achieved in various areas. 

5. Point out the gaps between the targets of Fifth Five Year Plan and 
their achievement. Also discuss the main causes of those shortfalls. 

6. According to you experience, what measure can be taken to avoid 
such shortfalls in future. 

ACTIVITY 

Go through the existing Education Plan in Pakistan and analyse 
with respect to the achievement of its targets. Discuss it subsector 
wise on the patterns of the case resented in this unit. 
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TABLE – I 
FIFTH PLAN EDUCATION AND TRAINING (1978-83) 

FINANCE REVIEW 
S 
No. 

Sub – Sector Plan Allocation 
(1978-83) 

Utilization  
During 

(1978-82) 

Estimated 
Expenditure 

During (1982-83) 

Total 
Expenditure 

During (1978-
83) 

Percentag
e 

Utilization 
(1978-83) 

1. Primary Education 3049.00 898.44 600.00* 1498.44* 49.1 

2. Secondary Education 3257.50 758.88 290.00 1048.88 32.3 

3. Teacher Education 380.00 233.06 57.00 290.06 76.3 

4. Technical Education 766.80 281.19 63.00 344.19 44.9 

5. College Education 766.00 421.44 114.00 535.44 69.8 

6. University Education 725.00 522.95 238.22 760.95 105.0 

7. Scholarships & Loans 450.00 270.92 77.00 237.92 77.3 

8. Miscellaneous 250.30 237.28 95.00 332.28 132.8 

Sub – Total (Education 9645.60 3624.16 1534.00* 5158.16* 53.5 

Other Divisions 60.00 65.83 20.00 85.83 143.1 
Total (Education of Training) 9705.60 3689.99 1554.00* 5243.99* 54.0 

 Including Rs.300.00 million for special sector development programme.   
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TABLE – II 

FIFTH PLAN (1978-83) EDUCATION AND TRAINING (1978-83) 
PHYSICAL REVIEW 

S 
No. 

Sub – Sector Unit Plan Target    
(1978-82) 

Achievement           
During  

(1982-83) 

Estimated 
Achievement           

During  
(1982-83) 

Total 
Achievement           

During  
(1978-83) 

Percentage 
Utilization 
(1978-83) 

1. Opening New 
Primary Schools 

Unit 12,641 7,540 2,366 9,906 78 

2. Opening of Mosque 
Schools 

Unit 4,625 790 7,910 8,700 188 

3. 
Consolidation 
Reconstruction of 
Existing Schools 

Unit 17,166 6,915 3,709 10,622** 62 

4. 
Supply of Equipment 

in Existing Schools 
Unit 11,720 13,129 10,896 24,025 205 

5. 
Construction of 

Teacher Resources 
Unit 5,800 801 111 912 16 

6. Enrollment in I – V  LAC 26,80 9,55 5,15 14,70 55 

 Including 7,500 mosque schools and 300 primary schools for girls to be opened under special sector 

development programme. 

298 



Plan Implementation and Management             
 

 

TABLE – II 

 (2) (3) (4) (5) (6) (7) (8) 
B. Secondary Education  
1.          Up-gradation of: 
       (i)  Primary School to Middle School 
 

       (ii)  Middle School to High School 

 

Unit 

Unit 

 

3,866 

1,236 

 

802 

451 

 

321 

218 

 

1,123 

669 

 

29 

54 

2.         Opening of High Schools Unit 158 18 31 49 31 

3.         Construction of Building Additional 
Classrooms to Secondary Schools 

Unit 1.323 950 423 1,373 104 

4.         Improvement of Science Teaching in 
Secondary Schools 

Unit 880 519 370 889 101 

5.         Introduction of Agro-Technical subjects in 
Schools 

Unit 2,622 2,123 488 2,611 100 

6.         Construction of Teacher Residences Unit 1,150 94 45 139 12 

7.         Enrollment in Classes VI – VIII Lac 7,308 2.30* 1.10* 340 47 

          IX – X Lac 2,09 0.70* 0.25* 0.92 45 

*  n addition, enrollment of 40,000 at primary level, 24,000 at middle levels, 65,000 at high level, 530 at 
intermediate and 210 at degree legal increased in AJK. 

** In addition, enrollment of 15,000 at primary level, 2,000 at middle level, 4000 at high level, 145 at inter 
and more that 100 at degree level is estimated to increase in AJK. 
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TABLE – II 
 (2) (3) (4) (5) (6) (7) (8) 

C. Technical Education  
1.     Engineering College 
2.     Enrollment in: 
       (i)        Polytechnics / Technical Colleges 

(ii) Commercial Institutions      
(iii) Vocational Institutions  

  
 
 

4,600 
2,640 
4,800 

 
 
 

1,030 
1,920 
2,250 

 
 
 

215 
500 
900 

 
 
 

1,245 
2,420 
3,150 

 
 
 

27 
92 
65 

D. College Education 
1.         Increase in Enrollment (Inter Level) 
2.         Opening of High Schools 
3.         Opening of New Colleges 
4.         Up-gradation of Inter Colleges 
5.         Consolidation of College Buildings 
6.         Consolidation of Books and Equipment 
7.         Supply of Books and Equipment 
8.         Students Hotel Seats 

 
 
 

 
63.000 
12,650 

6 
6 

134 
143 
182 

? 

 
12,500 
2,600 

7 
12 
30 
29 
89 
? 

 
2,000*** 
500*** 

-- 
-- 
10 
10 
21 
? 

 
14,500 
3,100 

7 
12 
40 
39 

110 
? 

 
23 
25 
117 
200 
30 
27 
60 
? 

** Work on the construction of the building is in progress – the college has not yet started. 
** In addition, enrollment of 40,000 at primary level, 24,000 at middle level, 6,500 at high level, 530 at 

intermediate and 210 at degree level increased in AJK. 
** In addition, enrollment of 15,000 at primary level, 2 ,000 at middle level,   400 at high level, 145 at 

intermediate and 100 at degree level is estimated increase in AJK.     
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