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PREFACE -

- The idea of the course on Education Project Implementation,
Monitoﬁng, and Evaluation “ is based on the expcriences'of several
project managers, evaluations of a number of education projects,
and the fate of several education projects in the-country. It was,.
however, during the workshops on. Project Planning and Costing
organized jointly by the Planning Commission and Economic
Development Institute of the World Bank (August — Sept. 1979)
and the workshop on -~ Planning and Appraisal of Educational
Projects organized by the Pakistan Institute of Development
Economics and the Project Planning Centre for Developing
Countries, Universiiy of Bradford, U.K. (4800) that the problems
of project planning and implementation became 'subjects of
concern to both the participants as well as the leaders of the
workshops. It was felt that there was a need for an extensive and
advanced level training course for education project planners and
managers. The Institac of Education (now the Faculty of Pedagogy )
* Literacy, Adult and Continuing Education) of the Allama Igbal
Open University, undertook’to prepare the course as part of its
Master's degree programme in Educational Planning and
Management. A proposal in this connection was prepared by the
_ University and under ‘an ODA (Overseas Development
© Administration of the British Government) assistance programme
an arrangement was worked out for cooperation between the
Project Planning Centre for Developing Countries (PPC),

_University of Bradford, UK. and the Allama Igbal Open

University for development of . the course on "project
impementation. monitoring and evaluation”. Mike Vcitch of the
PPC who had been -assaciated with the Planning Commission in

connection with the review and improvement of the sectoral PC—
1 forms, visited the University in December, 1981 and April, 1982



under the ODA assistance programme and drafted a plan for the
course in the first phase of the course development.

In the. second phase, the work on the development of the

course began at PPC in March—April, 1985 with the development

of a detailed synopsis of the course and collection of material for
the course. Stephen Doherty of the PPC was appointed to assist in
the development of the detailed plan of the course, and writing of
the course unifs. Devclopment of the plan of the course and
selcetion of material for the course was preceded by review of
project .implementation and evaluation, in both developing and
developed countries of the world in general and in Pakistan in
particular. Problems of 1i:vervice education and training, and scope
and limitations of the distance learning system were also discussed
in detail. This exercise aimed at making the course practical and
relevant to the jobs of project planners and managers.

In view of the fact that most project plainnihg -and

‘management terms, concepts, and techniques used-in education

owe their origin to economic thoughts and industrial concerns, they
need to be adapted to education projects. The terms, concepts and
techniques of project implementation. monitoring and- evaluation
were, therefore, carcfully selected and translated into education
terms, and then illustrated by examples of real projects. '

Since the conception of the idea of this course in 1979,s0
many people have contributed to its development that it is not
possible to name them all. However, it was. Dr. Ahaukat Ali-
Siddiqgui. the then Director, Institute of Education,. Allama lgbal

Open University, and present Dean of the Faculty of Pedagogy
Literacy, Adult and Continuing Education, who approved and took

personal interest in the development of the course. Of course, if




was the financial assistance of the ODA and the efforts of Mr.
Alee. Fleming, British Project Team Consultant at this University
who contributed to turning the idea into a reality; But it is Mr. .
Stephen Doherty presently associated with Industrial Training Ser-
vice Limited (ITS) Area Office Leeds, U.K., whose name will

-always be with this course as cxpert. designer, consultant, writer

and reviewer of the course,

M. ATHAR KHAN -




INTRODUCTION

It has been realized both by the trainees and trainers that
most of what 13 leamt and taught during a training or an
- instruction course in educational planning and management, like
many other similar programmes, is not applicable in practical
situations with the result that a larger part of the knowledge gained
and taught remains unutilized. Besides other things one factor .
mainly responsible for this situation appears to be interest in the
methods of learning and teaching. In these courses a lecturer or
, writer of course-material takes it for granted that the reader or the -
student fully understands the concepts and the terms which are
used in his lecture or writing. It is a matter of common experience
that in 80 to 90 per cent cases, students and trainees do not have
standard concepts of the terms: frequently used in writings, lectures
or discussions. It makes communication defective and the learmng
becomes intrans-fcrable to practical situations. Also ‘most of the
terminologies, concepts, tools. and techniques used in educational
planning and management are the ones taken from economic- and"
industry etc. and do not in many cases directly relate to education.
The course is therefore. designed to give readers a clear concept of
a term or concept, translate them into, educational context and
illustrate them: with the examples of their uses in various types of
educatlon prOJects .

- For illustrations the authors have deplcted the actual projects
of the country's education sector.- However to conceal the identity
of certain projects sometimes the names of the projects have not
been re-vealed. Instead, false names have been used for reference

_ As shown in the Figure 1, the umts of the course are lmked
together to form a unified whole. They are presented in a
developmental sequence. The purpose of the course is not to
provide a package of teaching and learning material alone in
'~ project implementation, monitoring and evaluation. But the aim is



also to pfbvide the students with a guide or a hand-book which .

. they can use for effective project planning-and management.

The first unit contains the background of the situation as it
exists in relation to project formulation and implementation, not
only in education sector in Pakistan, but it also covers the situation



in general. The unit 1dent1ﬁes the problems whlch are frequently -

faced by prolect planners and managers

~ The unit aims to acquamt the student with the situation the
prospective project managers would be faced with. But the main
objective of the unit would be to help the student to have an
overview of the course and -understand- its relevance and.
applicability for implementation, monitoring and evaluatlon of
educatlon proj ects.

The unit 2 explains basic terms and concepts used in project
planning and management in greater details to provide the readers
with a sound base fot understanding other units of the course.
Study of this unit would enable the student understand the meaning
and intérrelationships of plan, programme and projects and their
purposes. The unit also contains detailed discussions on various
stages of the project cycle.. Included in the unit are also chapters on
project plan, feasibility analysis, project de51gn and project
'appralsal which provide useful information on project planning
which is of value to both the project planner as well as the pl‘Q]eCt
implementcr.

Since the course is meant specially for project planners and
.administrates of Pakistan, the unit—3 gives information about the -
process of project planning in Pakistan with the purpose in view
to making it possible for the readers to analyse and understand it,
‘better in the background of the information contained in the’
unit—2.

The unit—4 is in fact the fiist step in the formulation of
projects and key stage in project management and leads the readers
to the understanding and application of the content and context of
project implementation. :

.T'his unit speciﬁcallydeals with the desciiption and- use of
the technique of the "Logical Framework". It enables the planners -
to prepare and review, in a systematic way, logical projects, and

10



provides a means of communicating the central idea to these -
‘concerned  with its - planning, prepaxatlon implementation,
momtormg and evaluation. o

The unit—S5 comprisés examples of the use of logical
- framework in'various types of education projects. The purpose of .
this unit is to provide the readers with the models which they can =
. use for practical purpose and upon which they may develop their
-own critical, cons.tructive and eva]uation skills.

The umt——-o deals  with the concepts of the prOJect
environment, and dlscusses with reference to educatlon projects,
various internal and - ‘ - ‘

external factors- which interfere with their implementation. The_
-purpose of this unit is also to warn the project managers against the
- factors which might interfere the implementation of the project and
- which if the project manager is already prepared to face can be
controlled.

- The Unit—7 déals with application of tools and techniques -
~ of project implementation and provides usable information about
. preparation of a project work-plan. In this connection, the unit _
traces the logical development- and linkage between various
network techniques and brings out their uses and 1mp1|cat10ns for
management of the ¢ducation pmJects ‘

The unit—8 also deals with_ the application’ of network
analysis models specifically in the area of scheduling of resources
for prOJ'ect implementation. ‘
~As a project management organisation has unique functions and
characteristics, and combines a mix of central organisation, vertical
organisations and pamiic! organisations, the concept of the matrix
management wlnch is most appropriate for such situation, is
‘presented in the unit- 9. The emphasis. however, is on the project
. management organisation and selection of project personnels.

1



The Units. 10—1 larea reproductlon of ILO publlcatlon "Strateglc
Management of Development Programmes”. The contents of the
unit are based on an analysis of some of the most successful
, 'development programmes in the world. The author has. combmed _

_his studies of these programmes with his vast experience in
management development to create thought-provoking guidelines
for action.. Managers and leaders who are keen to operate
development programines more effectively will find this book of'
great value and ministers and other poliCy makers who initiate and
oversee such programmes will find the lessons of success
presented in this unit.

“Contents of the Units 12—13 have been reproduced and
adapted from "A Handbook on Monitoring and Evaluation of
- Agriculture and Rural Development Projects” published by the
World Bank. The Handbook is directed primarily to those working
within a specific project, whose task is to operate the monitoring
and/or evaluation systems, and sccondly to those responsible for
management of the project so that they may better assess what they -
can expect their monitoring and evaluation operations to provide.

12



UNIT-1

THE PROJECT MANAGER’S WORLD

Written by:
- Dr. M. Athar Khan

13
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OBJECTIVES-

On completion of this unit, you will be expected to: h

i)
i)
i)

iv)

have v1suallzed the situation t‘or whlch a proyect manager
should prepare hunself :

realize the challenges of the nnplementatlon of educatlon
projects;

describe the relevance and mtetlmkages of the units of the
course; ' :

- explain the basic terms and concepts used in education pro-

ject iinplemen_tation, monitoring and evaluation.

15



1. PROJECT MANAGER'S WORLD

,

While the plans are essential for: development the prOJects are
" known to be the “cutting-edge” of the plans. But, how little attention is

paid to formulation and implémentation of projects, especially-in the-
sectors of national development is evident from the end-results of many
of the development projects. In recent years both individuals and natio-
nal and international organizations have been expressing concern ever the
fates of the: development pro;ects _especially in the developing
countries. R

2. PROJECTS AND THEIR PROBLEMS

In their book How to Lean from Project Disasters, Kharbanda &

‘Stalworthy (1983) have presented case studies of several projects from

both developed as well as developing countries. They “have analysed

~ several projects and eoncluded that many projects end-up ever-running in

_cost and time. There are projects which have proved to be “white
- elephants” because of faulty planning and inefficient management.

Although Kharbanda and Stalworthy (1983) have pointed to the
problems of project implementation and management in general and
have concerned themselves mostly with the roles of project planners and
implementers in general, their views are also applicable to education
. sector projects. The source of problems of prolects according to them lie,
in the followmg -

1) Optlmlstlc Project Costlng
2) Excessive Delays in Approval and Implementatnon of
) Projects. . -
3)  Unforeseen Situations.

' 4)  Mis-handling of Prolects
5) Inflation.

' 6) - Unstable Currency Exchange Dlspantles

-

A brief description of each of the above problems with particular
references to education, is given below. The author has purposefully
avoided to quote the examples of actual projects, but the reader should
certainly know of projects which have fallen victims to these problems.



2.1 Optimistic Project Costing

There is a tendency among the planners of development projects

to be optimistic about the costs of project. The problem might have its
roots in the policy-making and authority structure in the Ministry and
Provincial Departments of Education, the system and process of formula-
tion, appraisal and approval of projects, and people might find themselves
obliged to give an optimistic cost of a project and this could be done
- deliberately. Sometimes, the unrealistic costing of project is- also caused
by inaccurate and limited knowledge of project planners in technical
areas of projects which include costs of construction, material, produc-
tion, personnel organization, costs of consultancies, transportation etc.

Whatever the reason,; many projects are known to have been delayed, -

revised or left incomplete for want of the funds required for their
implementation.

22 Excessxve Delay in Appmsal Approval and Implementatlon of

Project

In the public sector, pro;ects are delayed commonly in appraisal

and approval.

In most cases, the gap between the time when a project should

have started and the time when it actually starts to be implemented is so
big that it completely changes the situation and the manager of the
project is left with the project which has to be implemented under
entirely new conditions without changing the original plan of the project
to adopt it to the changed conditions. The factors responsxble for the
delays in appraisal, approval and unplementahon of project are numerous
and often inevitable. Since many of these delays occur before a project is

handed over to the project manager for implementation, there is nothing

v that the manager necessitates that the manager must review the project

plan with a view to adapting it to the changed conditions, if the situation
demands it. This review would help the manager evolve strategxes to steer
the project through the changed and changing tides.

2.3 Unforeseen Situations

The project plans usually do not provide for meeting unforeseen
situations which occur as results of changes in the national and inter-
‘national scenes and policies of the governments and higher levels of
administration. Sometimes, projects are upset by incidental events taking
place locally. While it is not possible to predict the future, it may be

17
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possible to 1dent1fy the critical assumptlons upon whxch the project
depends for its success.

2.4 Mis-handling of Prpjects

A very important factor which leads to many education projects
to disaster stems from within the administrative or organizational set-up
of the project management. Frequent shift of projects from one person
or organization, to another, transfers and changes of personnel in the
project management organization, and unaccountability of the project
management ‘personnel, are most frequent cases of mishandling of pro-
jects. This is the experience of many developing countries especially of
the Asian Region, and it is commonly agreed that one solution to the

_problem could be found in establishing a permanent project-specific
organization to avoid the situations causing mishandling of projects.

2.5 Inflation

The rate of spiralling “inflation, particularly in the developing
countries of the world is such that it is bound to distrub the implementa-
tion of even a very carefully costed project. The problem is closely
related with the unrealistic costing of the projects. Sometimes on
purpose and sometime out of ignorance the project planners do not take
into account the factor of inflation, which even though it may not be
accurately determined, can often be calculated on the basis of the past
trends and the present rate of inflation.

2.6 Unstable Currency Exchange Disparities

This factor relates to prices of imported goods and material in the
foreign currency. The rate at which- various currencies are devalued or
revalued has a direct effect on the estimated and actual cost of imported
goods and material.  Youker and Burnet (1980) have identified seven
specially troublesome and inter-related problems of project
implementation. As these problems have been presented in the context

“of rural development projects, some of them are peculiar to the rural

development projects, some of them are peculiar to the rural develop- .
ment sector. But, in general they do affect implementation of deve- -

" lopment projects in other sectors also. However, what seems to be a
common factor'among the. problems is. that all of them ‘“‘start with
general factors in the environment out side the prOJect and end up wnth
. problems within the prolect boundanes” (P-1).

18
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The problems identified by Y ouker and Burnett (1980) are:— -

mreeoe ow

The policy environment

The government administrative process
Inaccurate demand for costs
Organizing farmers

Technology and project desxgn
Personnel Admmlstratlon
Procurement '

" A brief description of each of these problem areas is given below,
with particular reference to education projects:—

The Policy Environment: An agricultural project may fail to
achieve its objectives if the prices of agricultural products are set
at a low level and “he farmer is not provided with adequate

incentive to grow new crops. In education, this situation may be
similar to the problem of the priority which education sector
receives among the other development sectors, as well as the incen-
tives given to the teachers, students, parents and other participants
of an education project. For example, the project ‘P’ aimed to
educate the illiterate men and women of the country. An experi-
mental pilot project was launched to develop and thest the teach-
ing material and methods in actual adult class situations. Thirty to

~forty acult education centres were set-up by the project team and -

approxnnately 1000 adults were registered. The project evaluation
reports were indicative of the great success of these centres but, in
fact very few adults actually attended them. The expenditure on
the project management was approximately seven to eight lakh, of
which not more than 10% was paid to the teachers. This amounted

- to not more than Rs..150 a month (less than $10 a month) per

teacher. How could it provide any incentive to the teacher for the
success of the project? No wonder this and similar other projects
end in fiasco. :

: ! ‘

.The Governmental Administrative Process: Most common sources
of the problems of prolect implementation are the governmental

and admlmstratlve procedures and processes. Most comfon

. among them are the following:—

il

slow and cumbersome decision making,
system of financial authorlzatlon and disbursement of pro-
ject accounts,

19
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e)

ili..

iv.

v .
vi.

ill-defined organizational arrangements at the higher level of ’
administration,
lack of coordination among different persons and agencles
involved in the planning and implementation of a project,

" the power structure within the organisation, -
delegation of powers to the project manager. .

Inaccurate Demand Forecasts: While preparing the forecast of

. demand for the services of a project, the project planner is often

forced to rely on inaccurate statistical and other data, which result
in problems which were never anticipated. In the educatlon sector,
the need for reliable data is paramount.

 Organizing Farmer As said earlier, the problem of project: unple-

mentation identified by Youker and Burnett (1980) relate to the
rural development and the farmers were participants of the projects

" referred to by the authors. In projects relating to education, the

.f).

population which is directly affected by the project, and on whose
participation and cooperation depend the success of many educa-
tion- projects are teachers, students, community members and -
persons associated with the management and organization of

education. The education projects usually ignore these people and -
concentrate more on project management and project organisation. .
This often results in the failure of a project to achieve its objec-

tives specga!ly where a project aims at brmgmg certain reforms to .
the education system.

Technology and PI’O]eCt Design:- Unlike agrlculture and other sec:

tors, technology in education has a special connotation. Choice of

technology in education projects is not an easy one. The expe-
rience of use of modern technology in education projects, such as
computers, films, VCR/VTR, etc. shows that the use of these
gadgets in education seldom Justlfles their cost.

Personnel Admzmstrat:on Staffmg a project management organi-

- sation often creates problems to the department as the service

conditions of various project staff are laid down within the frame-

' work of the government regulations. Projects, therefore, fail to

attract the right type of skilled personnel. The skill-gap  among.
project personnel remains unfllled and affects its implémentation
adversely. :

Procurement Delays in procurement have been found to result in
shortage of supplles This is partly due to the unfamiliarities of the

20
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project planners and project managers with the procurement
procedures and practices. But more often it is caused by the redta-
pism and other routines and management habits of the personnel
_involved in it.

- Systems and programmes of project evaluation by the inter-
national organisations like Overseas Development Administration

(ODA) of the United Kingdom and U.S. Agency for International

Development (US AID) and the emphasis which these organisa-
tions lay on the evaluation of the projects which they sponsor for
developing countries of the world, are manifestations of their

concerns for planning and lmplementatlon of the development

projects.

3. ODASTUDY OF PROBLEMS OF DEVELOPMENT PROJECT

Fmdmgs of the project evaluation studles by the ODA (1983) for

- example point to the following major problems relatmg to development _

- projects in general:—

Taking too narrow a focus.
Need to weigh-up alternatives.
~Ignoring the wishes of the people.

- Need for manpower and training. ‘
Need for flexibility in project design and management.
Transfer of benefits to the target population.

Need for better monitoring.

.

Tuaooprwpr

. As in the case of the problems identified by Kharbanda and
Stalowrthy (1983) and Youker and Burnett (1980) the problems of pro-
jects listed by ODA (1983) relate to development projects in general.

But they equally relate to development projects in education sector also.”
- In the- following paragraphs, each of the problems identified by ODA -

(1983) have bee discussed with reference to education project:—.

3.1 Taking too Narrow a Focus

Project Planners, in education projects particularly are known to

have a tunnel-vision-view of the situation and they fail to see a project
in the wider relationship of its mental conditions. Such projects could be

. successful on paper, but since they are planned “On too narrow a front”,
_ they are not successful in achieving the objectives, Most education

projects, on' their very take-off, fall victim to innumerable environmental

21
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factors. Many of these factors could be controlled if they are taken into.
consideration while preparing a project plan. Some-times it is only part

~(B) of a larger area that a development project covers. In such cases

although the cost may be high and the objectives of the project could

~ have been fully achieved, in fact, it may contnbute little to improve |

the total sxtuatlon v
3.2 Need to Weigh-ﬁp Alternatives

- Findings of the several evaluation studies of the projects carried-
out by ODA show that projects are sometimes formulated in a hurry.
The project planners do not have time to consider alternatives. In such
cases they simply present very optimistic views of the out-comes of the
projects and justify it. It narrows down the choice of decision making. In
Pakistan, it has been a practice that the money which was made avail-

" able to the education sector has been invested in projects which have

little value, whereas many important areas of education where invest-
ment was needed were totally ignored. »

In Pakistan, the system of project identification and formulation
in education is such that they do not have room for alternative decision
making relating to the approval of projects. In cases where a project
forms the basis for an Annual Development Programme (ADP) and or a
Plan (the Five-Year Plan or an Annual or Mid-Term Plan) in education,
the project is already identified leaving no room for any change in it.

In cases where a project is derived from a plan or a programme, the

major concern appears to be the implementation of the plan within the
limited time and limited budget allocation. Perhaps the principle domina-
ting the policy decisions is that “It is better to have a project than tg do -

~ nothing”.

3.3 Ignormg the Wlshes of the People

A study of several projects has shown that in fbrmulatin'g their
objectives and targets, sufficient attention is not paid to the social
factors or the actual needs of the community where a project is located.

" There may be reasons locating projects in areas where they are not even

needed by the people, but usually such projects fail to produce anything
which is of real value to the people. They result in-wastage of money

" and resources. The problem relates to a situation where a project is based
‘on decision taken on political or other conditions. And the needs of the™™

larger number of people for whom the project should have been under-

. taken are ignored. .

22



' ‘, 34 Need for Man-Power and Training

- The ODA evaluation study has revealed that sometimes capital is
provided for the projects where the skills required to implement them
are not sufficient. In Pakistan, there are projects which have resulted in -
failure for reasons that the manpower required for implementation of
a particular project was not available and the training facilities promised
in the projects could not be prowded In one project, a large sum of
money was spent in producing certain instructional material which
remained un-utilized because the training of personnel in the use of that
 material could not be organized effectively. In another case, the scheme -
of starting guidance and counseling service in high schools of the country
proved to be a failure because the personnel capable of orgamzmg
guidance servnces in schools were not available.

3.5 Need for Flexibility i in Project Desmn and Management

It often happens that there are changes in the circumstances
surounding a project and there is a need to make certain changes in the
objectives and plan of the project. A rigid adherence to the original plan’
of a project may sometimes be like “stretching or cutting the man to fit
the size of the bed”. It may cause a project disaster. It is, therefore,
essential that the projects’ plans and its objectives should be implemen-
ted in a flexible enough way to incorporate the situational changes and
~ allowadaptations as required during the implementation of the project.

The main document upon which the implementation of a project
is based is known as PC-I form ‘and it has long been criticised for its
.inadequacy for .project planning. The form does not provide any flexi-
~ bility of designing to adapt a project to the unforeseen situations.
Similarly,there is lack of provision for flexibility in the project manage-
ment structure for adapting it to the changing staff and manpowet
requlrements as the pro;ect progresses

N

3.6 Transfer of Beneflts to the Target Population

This 'problem is very much related. to the problem 3.3 above. It
has been observed again and again that a large portion of the budget
of a project is spent on the project organisation and very little mone-
tary or other benefits of a project reach the persons who are actually -
responsibile for its implementation. Also in certain cases projects have
been found located where they are not needed and the beneficiaries of a
project are those who do not need or are not able to benefit from them
as others do.

23



3.7 Need for Better Monitoring

‘The problem of lack of monitoring is also common in education
projects. Either there is practically no monitoring of project implementa-
tion or it is in the form of a few charts and dlagrams which serve more
- for decoration rather than project monitoring. One of the major findings
of the project evaluation report of the ODA points to the fact that an
effective system of monitoring is badly needed to ensure that the pro-
]ects are successful and that the thipgs do net go very wrong with a pro-
ject before corrective action taken

In 1978 a section of the Planning and Development Division of
Government of Pakistan reviewed a number of development projects in
various sectors with a view to evaluating the efficiency of their imple-
" mentation. The review report revealed that “Certain Common Bottle-
necks exist for most of the projects reviewed.” These bottlenecks were
" found to exist in- financial, administrative, political and general areas.
But, in fact they relate’ to the planning and implementation of projects in
general and could be overcome by their careful planning and lmplemen-
tation.

- Following are some of the bottlenecks 1dent1f1ed by the Com-
mission.:—

a) Unteahstlc financial phasmg of pmJects and programmes

b)  Uncertainty and inadequacy of events

c) Fluctuation in foreign exchange rates.

d) . Inflation and price escalation

e) - Wrong assumptions about price of inputs

f) Inappropriate planning and forecost of procedure for loan
negotiation ‘ :

g) . Lack of expertise in concelvmg and preparation of deve-
lopmental scheme on realistic basis .

h) Lack of cooperation between various departments and
agencies.

i) Proliferation of corporations havmg relatively lowly ex-

- perienced officers to manage them .
i) Lack of delegation of financial power to approprlate level

- in the field
k) To lack or even an absence of appropnate progress in
' monitoring fields
1 Approval . of economncally and fmancnally non-vnable,
’ projects : :

- m)  Over staffing in certam prolects

24



. n) Wrong location of projects
0)  Award of contract to non-deserving parts
'p)  Shortage of appropriate manpower.
q) - Shortage of certain key inputs imported or local
r) Unexpected events and incidents : ‘
s)  Long term planning.

So- far the problems common to project as seen by individuals and
‘national and international organisation have been presented with parti-
cular reference to education projects. A synthesis of all the problems
listed in the foregoing pages would help avoid many of the problems
which relate to most education projects. Some of these problems, the
reader would have noticed, are beyond the control of project planners
and managers. But most of these problems, if taken into consideration
by the planners and managers at the time of preparation and during the
implementation of projects they could be overcome without letting
" them cause much damage to a project. ' ‘

The individuals' and organisations who have been quoted above
with reference to identification of the problems of development projects -
have also suggested a number of steps for improvement of the situation.
The suggestions mostly relate to the jobs of educational planners and
- managers and imply the use of scientific methods of formulation, imple-
mentation, monitoring and evaluation of projects. This course of project
implementation, monitoring and evaluation is based on the training
needs of. the personnel currently engaged in formulation and implemen-

_tation of projects and the prospective planners and administrators who
would be signed to perform these jobs in future.

Sometune ago, the problem was also realised by the Planmng
and Development Division (1978) and it was once considered essential to
introduce “more scientific and modern methods of monitoring progress
of projects and controlling their cost through network analysis” (p.8),
‘but for the project executing agencies, specially in education sector, the
job would not be an easy one. The use of the modern methods and tech-
niques -of project monitoring — of which the network analysis is only
one, — requires both education and training. In education, the use of the
project monitoring methods suggested by the Planning and Development
Division becomes even more difficult as the methods have mainly been
devised to cater to the needs of Industrial, Agncultural Rural Develop-
ment and other sectors, and are based on the theories and concepts of
general economics. There has been limited experience of their applica-
txon, where the focus is not on the conversion of material inputs into
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outputs but teachers,; students, curriculum, educational facilities and
"qualitative considerations. The returns to investment in education are
not always measureable in quantitative terms, and they are not always
immediately visible. So the techniques of modern management could not
be applied to education because of the different economic basis upon
which many educational decisions are made. However, sound planning is
necessary in all sectors where best use has to be made of limited
resources. C : ‘

The use of the modern methods and techniques of monitoring
in education projects, therefore, requires adoption, modification -and
adaptation of economic and industrial terms and concepts to what is
“educational”. Eventually, for an-educational project planner and imple-~
menter, it is essential that he. ' o

a) must have a thorough knowledge and understanding of the
terms and concepts of economics and industries.

b) has command over the use of the methods and techniques
of project preparation, management, and evaluation, and
for this' purpose it is also necessary that he receives syste-
matic and comprehensive education and training in the
preparation of tools of project monitoring and evaluation. .

5. SELF ASSESSMENT QUESTIONS

- Before you proceed to the next unit, make sure that you can
answer the following questions:—

1)  Why do many education projects over-run in cost and time?

2) What are common causes of most' education -projects’ failures to
. achieve their objectives? :

-8)  What problems do you anticipate to face in implementing an
education project if you are appointed as manager of the project?

4) -What are your suggestions for ’improving'the‘implefnentability of
education projects? '
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GLOSSARY

. The Glossary consists of the terms commonly used  in project
planning, implementation, monitoring and evaluation. The glossary has
been included in the unit 1 to familiarise the students with the meaning
of the terms which they would come across during the study of this
course in particular, and literature on projects in general. The terms in
the glossary are not necessarily the ones used in this course. Also some of
them have been taken from various sources such as the papers of various
agencies of the United Nations and the British Overseas Development
Administration (ODA) etc. The purpose is to present the terms in a
broader perspective and lessen student’s dependence on dictionary for

comprehending the contents of this course.

_Appraisali

Appraisal is being increasingly used to refer to the process of
assessment of requests for technical assistance prior to their endorsement
or approval by the donors.

The processes the result of which provides a basis for decisions on
requests for assistance in the light of established criteria, such as: rele-
vance to the development objectives to be attained. propriety in terms of
legixs'l'ative and other requirements of the international system of deve-

lopment assistance. operational feasibility: and cost-benefit studies.

The process of examining the attractiveness of a project, from
economic, techmcal social and other viewpoints, before the investment
is made.

The scrutiny to which a project is subjected pnor to makmg -
decision whether to approve it.
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" Appraisal is the critical examination of the design and potentlal
effectiveness of a project for which UNDP assistance is requested, based
ron the prescribed documentatiori and -other available information and
undertaken by UNDP at the designated levels . . . The purpose of
appraisal is to determine whether a project. for which UNDP assistance
is requested, provides — as desxgned — a reasonable assurance of its
effectiveness.

| Assumption:

A situation or a condition which must be assumed to exist if and
when the project is to succeed, but over which the project management
team may have little or no control.

, Example: Increased crop yield (projecf purpose) will"cqntribixte to
expanded export of agricultural crops (sector goal) only if price and
market conditions are favourable (assumption). "

Assumptions reflect those conditions (or linkages) which must be
satisfied if the hypothesee of the project are to be met. Many of these
conditions (policy inputs, coordination between government or outside

_agencies, hatural factors, assured supply of material or financial inputs
for follow-up, etc.) have a very close bearing on the effectiveness of the
technical assistance project but are not w1thm its dn'ect purview.

Prerequmte (assumptlons) An event or actxon whlch must take .
place, or a condition which must exist, if a project is to succeed, but over
which the project team has little or' no control.

Assumptions are statements describing certain anticipated external
considerations, events, or factors which influence the success of an acti-
'vity, but the effects of which must be assumed to exist or to occur
because they are largely outside the control of those responsible for the-
activity.

Examples:

* For an agricultural project, price, market and weather con-
" ditions will remain relatwely stable

* A family planmng programme will be soclally and culturally
_ acceptable in the area in whxch it is to be implemented.
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* Where more than one currency is to Be utilized for an acti-
vity, or where multi-country procurements are involved,
there will be no sharp or drastic changes in foreign exchange
rates which would aftect the overall resources required.

ok ~ Key project or programme personnel will be available with
‘no major disruptions in work schedules, such as might be
caused by major illness, accidents, or other incapacity.

Audit, Internal:

. An aduit made by persons ori the staff of the organization whose
_ accounts are being audited, pnmanly for the prupose of internal control
* (hence “Internal Auditor ’)

“Audit, External: An examination and review aimed at verifica-
tion and certification of an orgamzatloxi s accounts by an independent
auditor appointed and given terms of reference by the appropnate au- -
thonty of the organization (hence “External Audltor")

Autonomy:

The degree of freedom a programme agency enjoys from its parent
ministry/department in important areas of decision making and action,
such as internal fund allocation, operational plans for service delivery, -
recruitment, remuneratlon and promotion of personnel.

» Benefxt-Cost Ratlo'

The ratlo of total dnscounted beneflts over a project’s life to total
dlscounted costs :

Border Pnce ‘

The value of a good 1f it were to enter mtematlonal trade An
exportable good would be measured f.o.b (free on board, but would
deduct domestic transport to the point of departure). An importable -
good would be measured c.i.f. (cost, insurance, freight, including domes-
4t1c transport from the point of entry to the point of use).

Comparative Advantage:

. An economie principle whéréby countries specialise in the pro-
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duction of. goods ‘and services for whlch they are relatlvely better
endowed.. .

Consumers’ ,Surp“lus':

The benefits a consumer gets when hé/she is p'rovided with a good

| or service at a lower‘price than he/she would be willing to pay.
Cost-Benefrt Analysis:

- A-method of appraising prOJects that consists of quantlfymg costs
and benefits, expressing them in annual streams over the life of the
project, and discounting the resulting net annual flows .to obtam a
present value. -

“Normally; cost-benefit analysis implies measuring both the cost
" and the benefits of an action in comparable terms, usually monetary, so
as to determine whether the benefits-exceed the costs or to assess which
of several alternatives is likely to yield the best ratio of benefit to cost.

Cost-Effectiveness Analysis. .

An eppraisal method that consi'ste of defining the objectives of the
project and choosing that solutron whrch minimises total discounted
capital and recurrent costs.

Cost-effectrveness analysis assumes that the benefit is worthwhlle
and attempts to identify the least costly of two' or more ways of
attaining it.

' Cost Recovery: _ . .

The attempt to earn revenue from a project or programme whe-
ther from fees, tariffs or other prices, sufficient to defray all or part of
the cost of that project. »

" Cross-Subsidisation:

The application of the proceeds from a public service, deriving
from its profitable parts, to keep providing that service to users where it

' would otherwise be unprofitable (e.g. because of their remoteness from -

the rest or their inability to 'affor-d the full economic charge).

+
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Demand Mobilisation: _ S S
" The use of media, incentives, participation and leadership to make
beneficiaries and the general public aware of and utilise a programme.

This implies the use of financial,” physical and human resources to
provide services to meet mobilised demand.

Development Project: :

An aggregate of activities that have a definite time limitation and a
pre-determined amount of resources and that are directed towards the
attamment of preclsely defined quantlfled objectives.

Dlscountmg:

The procedure whereby future values of costs and benefits are
reduced to reflect the lower value that society, firms, and individuals .
place on future costs and benefits compared to those arising now. The-
-discount rate is the rate, analogous to a negative rate of interest, at which
future streams of costs and benefits are written down. Discounted cash
flow is a common method of financial appraisal in which net annual cash
flows from a project are discounted using the appropriate annual dis-
. count factor and summed to produce a net present value.

' Dominant‘Goal'

. A clear, well focused major ob]ectlve of a programme expressed in
quahtatlve and quantitative terms.

‘Economic Incentlves:‘

~ Include the ‘economic and non-economic benefits and bonuses
- avaflable to staff members and the prices paid to suppliers.

Economic Rate ot' Return.

~ A measure ot‘ the return on funds invested in the project, but -
.unlike the financial rate of return — the ERR looks at it from the point
" of view of the economy as a whole. This necessitates adjustments to the .
costs and benefits to correct for any distortions caused by, for example,
monopoly or pnce controls, and the elimination from prices of taxes
and subs:d:es since these are transfer payments rather than resource
" costs.
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Effectiveness:

(a) Aze the objectives bemg achneved’ and (b) what are the reasons
for success or failure?

. a project is considered effective when (a) it has achieved its
immediate objective and (b) the results of that achievement are utilized -
appropriately as part of a wider programme of coordinated and inter-
dependent efforts aimed at attaining the broader development quectivew

7

Effective Autondmyi

The degree of autonomy an orgamsatlon actually emoys, -which’
may dlffer from that defined i in its legal character.

Effectiveness:

Is an expression of the desired effect of a pi'ogramme, service or
institution in reducing a health problem or improving an unsatisfactory
~ health situation. Thus, effectiveness measures the degree of attainment
of the predetermined objectives and targets of the programme, service or -
institution. The assessment of effectiveness is aimed at improving progra-
mme formulation or the functions and structure of health services and
institutions through analysis of the extent of attainment of their objec-
tives . The evaluation of effectiveness should also include an assess-
ment of the satisfaction or otherwise expressed by the community con-
cerned with the effects of the programme, service or institution.

Evalﬁatic;n:

Of technical assistance consists essentially of two mtegral elements
— effectiveness and efflciency which must be studied together. Effecti-
veness of a technical assistance project is determined by the exfent to -
which the project output is (or is likely to be) used for development
follow-up. Effectiveness is thus concerned with an evaluation of the rele-
vance, adequacy and timing of project objectives or output for a specl-

fied - development follow-up irrespective of the means employed to
achieve this output. :

While effectiveness is a value judgement on the usefulness of the
.outputs of technical assistance, efficiency is concerned with the utiliza-
" tion of inputs made available to achieve these outputs. A technical assis-
tance project can thus be efficient without being effective or vice versa.
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Effectweness is a measure of the extent to whlch an activity
achleves 1ts ob]ectwes ’ :

: ‘Examples: |

* _ If the objective of both projects is to increase industrial
employment, a training project that placed 90 per cent of
its graduates in jobs may be considered more effective than
a comparable one that places only 40 per cent of its gra-

_ duates

¥ If the objective of both programmes is to increase fertile
land and thereby agricultural production, an irrigation pro-
gramme providing a stable water supply may be considered
more effective than a comparable one providing an erratic

~water supply. - :

*  If the objective of both administrative processes is to resolve
medical claims, a group which correctly processes claims 95
. per cent of the time may be more effective than one that
has an 80 per cent correct processing rate, even though the
"+ second group processes a greater number of claims overall.

Efficiency is an expression of the relationships between the results
- obtained from a health programme or activity and the efforts expended
in terms of human, financial and other resources, health processes and
‘technologies ‘ and time. The assessment of efflcxency is aimed at improv-
"'ing implementation, and adds to' the review of progress by taking
account of the results. . : .

Efficiency; (a) At what cost are the effects being achieved? Do
the benefits justify the cost? Are there less expensive means of achieving
the same objectives? (b) In the event benefits no longer justify the cost,
what changes have transpired since the preparation of the ongmal design
to brmg this about?

‘ Etficiency, on the other hand, refers to the cost and speed of
project operations and the quality of the work done. There is no evalua-
tive element in efficiency analysis with regard to the nature or relevance
of the stated project objectives or output (in relation to development
- follow-up). Efficiency in this sense is synomous with cost-effectiveness
'in a much as it implies consideration of alternative approaches to the

achievement of outputs or objectwes already determmed or assumed to
be worth achlevmg
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Effxcnency is. the’ productmty of an activity’s nnplementatlon
process — how well inputs were converted into outputs. Efficiency -
analysis usually compares alternative ways of conducing an activity to
find that alternative which requires minimum inputs to achieve some
fixed goal or produces maximum outputs from a fixed quantity of
" inputs.

Elasticity .

- (of demand or supply)- Responsiveness of demand or supply to
changes in the price of a good-(price elasticity) or to changes in the
incomes of consumers and producers (mcome elastlclty)

" Environment:

Those forces outside a programme which create oppot,tunities for,
as well as contraints on, its growth Forces inside an organization’s

_boundaries are . generally subject to management control. Important
forces outside its boundaries in its environment, can only be influenced,
or if not influenced, must be understood and appreciated.

-, Evaluation:

) Investigation of how a prolect turned out in companson w1th what'
was expected of 1t (see Appraisal).

Evaluatlon is not to be confused with routine monitoring, audit or
inspection activities which are concerned largely with administrative or .
financial matters or operational problems that might arise penodlcally in
the lifetime of a project. : :

It is in thls exammatlon of the development assumptions that eva-
luatlon goes beyond momtonng, mspectlon or audlt

Ealuatlon is different from monitoring — and this cannot be
emphasized too strongly. It is undertaken separately and is distinct in
nature and scope from monitoring. While monitoring is the review of the
progress of a project in the light of parameters established in the Project
Document, evaluation requires that a project be examined de novo by
persons not closely associated with its formulation and implementation.
(including monitoring). It calls for a fresh and independent assessment of
the project’s design, implementation, results and effectiveness, aimed not
only at determining the progress made and identifying the causative
factors, but also verifying whether the project was properly conceived

¥
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and designed in the first place and whether it is so at the time of the
evaluatlon

'Evaluation is also different from appralsal essentially in its tnnmg

While the appraisal of a project is undertaken prior to approval by UNDP .

of the assistance requested for it, evaluation is undertaken after the
approval, at any time during the project’s mplementatlon or after its
completion.

- Evaluation is the cirtical examination of an ongoing or completed
profects’ design, experience, results and actual or potential effectiveness.

Evaluation may be broadly defined as a systematic examination

‘of the objectives, design, implementation and results of a programme,

~ project or process in order to provide a basis for improving the planning
and implementation of policy and of current and future activities.

Evaluation: The analysis of project/programme results against

_ objectlves in order to assess the extent tqQ which the latter have been, or

- are being realized as well as to explam any discrepancy between results
and objectives. :

Evaluation is a systematic way of learning from experience and
using the lessons learned to improve current activities and promote
better planning by careful selection of alternatives for future action. This
involves an analysis of different phases of a programme, its relevance, its
formulation, its efficiency and effectnveness and 1ts acceptance by all
parties involved.

In the abstract, programme evaluation eo_nsists of passing an in-
formed judgement on:

(a) The quality and timeliness of the outputs delivered;

(b) The impact of these outputs, especially the extent to which
' the steted objectives have been attained. '

Evaluation in the context of this note refers to a simultaneous
_assessment of all aspects (social, economic, technical, institutional and
managerial) of an on-going or completed technical assistance project or
programme; It is the process by which .at any point of time the direct
" and indirect results of a project or programme are determined and criti-
"cally reviewed to assess the rate of progress towards attaining the imme-
diate project objectives and the development action whlch the pro;ect is
expecbed to assist.
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‘Evaluation aims at measuring, whenéver possible in quantltatwe
terms, and accordmg to well-defined criteria, the major direct and
1nd1rect effects of a certain activity, taking into account its objectives as
estabhshed ‘before its mceptlon

The evaluation function consists in the continuous measuring,

monitoring and reporting of programmes and activities on a selective '

basis to determine the degree of effectiveness, efficiency and economy
achieved in relation to established goals and objectives. This evaluation
process, serving as “feed- back provides a basis for the next cycl% of
plannmg and programmmg.

' Evaluation is the analysis of project results agamst project objec-
tives in order to assess the extent to which the latter are being, or have
been, realised by the project as well as to explain any discrepancy bet-
ween project results and the objectives. Both the development and re-
assessment of objectives may also be part of evaluation. '

Sometimes it is also considered that the concept of evaluation
would be more clearly. understood if it were related to four distinct
~ phases in development assistance activities, in each of which elements of
evaluation entered to a greater or lesser extent. These phases were: iden-.

tification of needs, appraisal of requests, operational control, and evalua-

tion of context, was only one phase in the process. -

Evaluation, . . should not be used to justify past actions or merely
identify their madequaczes It is essential to perceive evaluation as a
decision-oriented tool, and to link the .evaluition process closely with
~ decision-making whether at the.operational or the policy level. The very

process of carrying out evaluation can be just as important as the con-
clusions drawn, since involvement in the process itself often induces a
better understanding of the activities being evaluated, and a more -
constructive approach. to -their implementation and future action
required. ' '

Nature of -Evaluation. It is necessary to avoid too ambitious or
elaborate objectives and methodology of evaluation. The approach in
FAO should therefore be pragmatic and flexible. In the process of for-
‘mulation, implementation and built-in evaluation, there should be
~emphasis as far as feasible and reasonable on quantification and the use
of at least objectively verifiable intermediate indicators or, failing that,
on the measurement - of actual inputs compared to estimated require-
ments. The programme management system should, as envisaged, in-
tensify efforts to: define ob]ectlves more clearly and concretely, produce

36

-&h



more specific workplans, monitor resources planned and consumed and
activites planned and accomplished, and correct demtions at the earhest
possible stage.

Expected Impact: The expected impact must be some change in
Member States or in relationships between them, not the mere comple-
tion of the planned activities.

- Extension:

Attempts to induce producers to adopt new or improved techni-
ques or practices by providing direct advice and demonstration. Us-
ually applied to agricultural services, but also applicable to the promo-
tion of small-scale mdustry

Externallties: R
: Thoee costs and benefits of a project which do not accrue directly
to the agency undertaking it and which -cannot be directly attnbuted
~ ta the project.

- Feasibility Study:

Examination of all the important aspects of designing, construct-
ing and operating a project. Sometimes used interchangably with apprai-
~ sal, but an FS is usually longer, more detailed and more techmcal An
appraisal is often done by the client or fmancier for their own declslon
purposes, using material contamed in the FS :

Impact:

~ Impact is an expression of the positive effect of a programme,
service ot institution on overall health development and on related social
" and economic development. While a programme may be effective in that
_ it ‘has attained. its objectives, the attainment of these objectives may, in .
fact, make little or no contribution to overall health and related socio-
economic development. The assessment of impact is thus aimed at
identifying any necessary change in the direction of health programmes
so as to increase their contributlon to overall health and socio-economic -
development :

_Impact is an expression of the changes produced in a situation as

~ the result of an activity which has been undertaken. (this impact should
_be identifiable at the level of the specific or immediate objectives to



which the actlvity' is directed (labeélled as Level I below), as well as at the
high level of broader, long-range ob]ectwes to which the activity is-
- expetted ta: %ntnbube (level II below). ‘

Aty
oy

_ Example.
* Level I: Interest chown in a use made of an action-oriented
~ report on air pollution following a research study or con-
ference.

* Level II: Passage and successful impieinentation of a new
law to eliminate certain air pollutants as part of a broad-
scale environmental protection programme.

% Level I: Institution of new 'tax collection procedures and
utilization of new training course knowledge by tax collec-
tors.

Level II: A substantial increase in governmental tax revenue
from these and other activities designed to increase revenue
flows.

* LevelI Successful utilization of wind-powered energy tech-
niques from a rural water-supply project.

. Level II: Adoption of sumlar applications of alternatrve'
technology in a rural development programme.

% Level I. Successful and productwe utlhzatlon of new office
- world-processmg equlpment

Level II: Ability to respond much more rapidly and effi-

clently to requests for mforrnatlon and a reduction in staff
increases. ) .

Level I: Dlversrfncatwn of exports of pnmary and manufac-
tured products

Level II: Stablllzatlon of export income as a result of the
~ diversification programme in combination with other tiscal,
currency, and trade agreement efforts.

| * 'Negative impacts can ,also' occur, asin -
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. Level I: A successful timber harvestmg programme whlch .
raises employment- and mcomes, but also creates..

Level II: Serious land erosion and rlver sedunentatlon :

problems
* And impacts may also be unexpected asin. . ;

“Level I: A flood control project which sharply reduces floo-
dmg and thereby contributes to -

" Level H: Improved agncultural productlon in a rural area

(but also provides the unanticipated positive impacts of

creating a new recreation area, which in turn vitalizes small-

. ~ scale handicrafts activities and provides new sources of
' income for a previously-isolated rural population).

Impact Indicator: -

. Variable for estimating the change in health or socio-economic
- gituation brought about by the programme or project activities. For
example, the maternal and prenatal mortality rates as indicators of the-
effectiveness of a scheme for improving obstetric care or the diminution .

of absenteeism rate as the consequence of a programme of occupatlonal
health _

- Import Substrtutron

A process of industrialisation consisting of the domestic produc-
tion of items formerly imported. It is normally done with various forms
of protection against foreign competition, such as tariffs, exchange
controls, discriminating public procurement ete. - ‘

Indic'ator:

An explrcnt and objectively venﬁable measure-either direct or -
indirect (proxy)—of results expected '

Indicators and criteria are used as aids throughout the evaluation
process. . . Indicators are variables which help to measure changes
Criteria are standards agamst whlch actions can be compared

Indicators are. objectlve and specific measures of changes or
results expected from an activity. (They. are designed to provide a scale

. 39



-~

'agamst which to measure and show the actmty 5 progress toward

producing its outputs and achieving its objectives. A given actmty might

well use several carefully chosen indicators, or indirect “proxy” indica-

tors where direct measurement is not feasible. The indicators can also be

stated as specific targets to be achieved at specific points in time during-

~ the implementation of the activity, or.categorized by type—such as
~output indicators or impact indicators. - ' :

Examples.

*

Percentage of children in a target group recelvmg supplled
food.

i

. Number of hectares surveyed.

The number of loan appllcatlons received (or processed or

approved).

Number of persons employed after completing- a specializéd
skills training course. .

' Unemploymexit rates.

Sales of a publication series.

Utilization rate of a'computer centre.

Infprmai:ion System:

) The procedures for reporting, moni nng, and for remwmg and
controllmg the achievement of objectives. ‘

Infrastructureé

(Economic or Social). Basic public services economic infrastruc-
ture is normally of a physical nature, covering such items as roads,
railways, ports, airports and power systems. The main items of social

~infrastructure are education and health services, though housing, water
and sewerage can also come into this category.

Inputs:

Inputs are the resources requxred for carrying out the project’s
activities, producing its outputs and achieving its immediate ob)ectlve
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While they may be provided either by the Government or the UNDP,

- they shquld, in the first instance, be conceived in terms of the totality
of resources needed for the project, before the sources of supply of =

particular inputs are decided on. :

N “Inputs: Actions taken or goods and services (personnel, commo?
dities, training, etc.) provided by donors or beneficiary with the expec-
tation of producing certain definable outputs.”

Inputs are the goods, services, p-eirsohnel' and other resources pro- -
vided for an activity with the expectation.of producing outputs and
~ achieving the activity’s objectives.

_ Ekampbg: :
*  Buldingmaterisls. ,
* 'I-‘echniéal advisor service;,
‘*  New varieties of Ms
* Textbooks |
* Crédit |
* Feasibility studiés
* u:Ma‘chinery | i
™ |

*

Ins'pection:

‘ Research or training fellowships.

Raw statistical and econonfic data -
Budgeted funds.
Expert consultant services

The subject matter and prelifninary agenda for a conference

Is the examination of the execution of field activities with a view
to improving and strengthening the action undertaken by the Secretariat
at the request of, and in co-operation with, Member States, in particular

41



through checking the extent to which projects are fulfilling their stated
objectives, providing advice and orientation for staff away from head-
quarters and detecting shortcomings in the management of an activity by
‘headquarters or field staff. _

Internal r\ate of return: see Ecornomic rate of return.

~ Inspection: An extraordinary outside intervention taking place in

" the course of the life of a project in order to check on particular aspects

or problems that ordinary procedures may be unable to discern or cot-
rect. Inspection is likely .to involve making recommendations for the
resolution of any problems which may have been detected.

Linkage Effect: -

The effect of a project on investment, prices and output in related
industries and trades. Backward linkages (sometimes known as upstream
effects) occur in sectors that supply goods and services to the project,
while forward linkages (downstream effects) arise in mdustnes that use
the output of the project.

Matrix Structure:

A form of organisation designed to focus on both diverse outputs
or services and the functions relevant to them. Under this arrangement,
many members of staff sxmultaneously report to two bosses. Thus there
is a dual authority (contro}) structure.

Methodology-

Is the particular set of selected analytical methods and techmques
used to perform the evaluatlonbf an activity. .

Examples of various analytical methods which might be chosen and

- combined to form a methodology for a particular evaluation or
type of evaluation include the following, in a rough progression
from less to more complex and elaborate

* Content analysls of documents and reports.
* Comparative analysis' of:

— planned results (objectlves) with actual results

— standards or criteria w1th actual results
1. _ i
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— “baseline’ data (the original mtuatlon) thh actual results
— the activity with similar activities :
legslatlve guidance wlth actual operatwns

'Physlcal mspectlons |
* ‘Invento_ry taking
* Quektionnaires
*  Interviews
x Synthesis of other relevant evaluations ﬂ;ld reports
*  Cost analysis. |
. * Productmty analym
* Selection and/or apphcmon of progress indicators |
* Statistical samplmg and inference. |
* Operathns research techniques.
* Ecojnbmic orgconome'l.:ric analysis
. * Cost-effectivenéss or éost-benefit analysis,
* -Mbdelling and'si:ﬁula_‘ion. v
* Control groﬁp/treahngnt group éomparisons. |

'Methodolﬁgy may ' “be deﬁﬁed as the application of a concept

through the use of appropriate methods and techniques. As re-

gards. evaluation, the basic concept remains essentially the same,
but the methods and techniques vary according to the characteris- -

tics and requirements of each case. It is clear, therefore, that no '

" .one standard methodology will apply to all evaluations.
Momtormg
Overseeing the physical i!hplementation process to ensure that

actions and decisions are as actually agreed upon,inputs are made avail- /
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able on time and are properly utxhzed and actions are occurmg w1th1n
the planned tlme-frame '

Monito'ring is overseeing the progress of a -project to ensure that
the project is being implemented as set forth in the project document.
The purpose of monitoring is to identify and brmg about those actions
‘necessary to utilize opportunities for improving, or to correct problems
relating to, the implementation of a project and the effective utilization
of its results. : ST :

Monitoring is the continuous gathermg of information on project
inputs and objectives, and on conditions and complementary activities ",
that are critical to the success of the project. -

Financial Rate of Return: = o v '

" A measure of the financial profitability of a project from the
viewpoint of the enterprise undertaking it, It is the discount rate at
which the present value of the costs would equal that of the benefits, Put
differently, it is the maximum interest rate that the. enterpme could pay
_ on the capital invested in the project and still bread even. v

3

First Year Rate of Return:

A decision rule for determining the best time to undertake a pro-
ject. The benefits in the first year of the projects life are expressed as a
percentage of the projects’ cost. If the result is below the discount rate
being used this would suggest that the project is premature, and would
benefit from a later start.

Functional Structure:
. Where an organisation’s tasks are divided accotding to 1ts functions
and these tasks are integrated hlerarchlcally and performed accordmg
to rules and authority.
‘ Funglb,xhty:
A pnnéiple'whereby another project is substituted for the one that

is ostensibly being appraised and financed. More generally, the substl- '
tutability of resources and projects for each other
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Goal, Sector/Pfogram Goal:

The programming level beyond the pro;ect purposes, i.e. the next |
lugher objectwe to whlch the prolect is mtended to contnbute '

Example Increased per hectare yield (project purpose) is intended .
to tesult in expanded exports of agncultural crops (sector goal).

Multxpher Effect:

The effect of a project on other parts of the economy produced
when income generated by the project works its way through the
economy, reactivating idle capacity, and- creating new income and
employment to multiple of the original stimulus.

" Net Present Value.

A common decision rule in project appraisal resulting from summ-
ing the discounted difference between costs and beneﬁts for each year of -
the project’s llfe

" Network Structure. Where several public or private agencies must
formally collaborate to achieve common goals, but where the leading
agency cannot exercise direct hierarchical control over participating
agencies. Sources of influence used to achieve collaboration include joint
planmng and review of activities, control over budget (resource allo-
cation) and common membersl‘np of commlttees

-Nominal Autonomy-

The legally defmed extent to which an orgamsatxon can depart
from the norms and practlces of its parent orgamsatlon

Objectives:

Are the purposes and aims of an activity, representing the desired
state which the activity is expected to achieve. (Objectives are usually
conceived of in terms of hierarchical levels: achievement of the specific
or immediate objectives of an activity (labelled as Level I below) should
contribute to the fulfilment of broader, long-range objectives at a higher
level which are beyond the range which the activity could achieve by
itself (Level II below). Clearly-stated objectives can greatly facilitate
evaluation, while vague or non-operational objectives make evaluation
difficuit.) .

.. 45



Examples:

. .

Level I: Train farmers in new agriculiural techmques
Level II: Expand agncultural exports and f orergn exchange
earnings.

Level I: Reduce levels of chemical pollutants in a river.
Level II: (several objectives at the same level). Expand and
improve health, fishery, and recreational and tourism condx-

} ‘tions and opportumtles in a river basin.

Level I: Reduce deaths, additional complications and, dis-
ability of people with acute i mjurles by provxdmg emergency

“medical care.

Level II: Improve the quahty of urban life.

Level I: Prepare occupational employment surveys.
Level II: Increase employment opportunities in a country.

‘Level It Design and 1mplement a programme budgetmgv .

structure throughout an organization.

Level II: Design and apply an integrated planning, pro-
gramming, budgeting and evaluation system to achieve more
coherent and orderly programme decision-making.

. Objectives: A deslred state to be reached or malntamed through
one or more actmtres

Immediate Objective: The developmental -change which is to be
created or accomplished with a view toward influencing the solution
of a country or sector problem.

Development Objectives: The term characterising a programming
level beyond the immediate objective: it provides the reason for the:
project or programme and articulates a desired end towards which the
. project efforts of the specialized agency, the fmancmg agency and the
beneficiary country or countries are dlrected

The oh]ectrves of the Umted Natrons in each economic and socral
sector are to do such thmgs as: -
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i (a)  Assist Member States
—  in the formulation of policies. . :
— - in the creation or strengthemng of mstrtutrons
— in the trammg of cadres. .

(b) Promote regional or _mternatronal co-operation in...

(e) _Create an awareness of. . .

Objectives: A desrred aim or end, for example “the 1mprovement‘
- of child health

Detailed Objectives: The breakdown of an objective into subsi-

- diary objectives: for example, for the objective “Improvement of child

- health” some detailed objectives might by the reduction of prenatal

mortality, the reduction of infant mortality, the improvement of child

- growth and development the prevention of childhood mfectlons and the
prevention of accidents among children. '

Imm'ediate' 4Objective: The immediate .objectlve of a project is
defined as what the project itself is expected to achieve. A project could .
' have more than one lmmedlate objectlve

Development Objective: In the context -of a UNDP-assisted pro-
ject, the development objective is the broader sectoral or multi-sectoral
- development objective which the project is expected to help attain
" through the achievement of its immediate objective. It is usually beyond
the range of the project to achieve by itself. A pro;ect could have more
than one development objective, '

PrOJect ObJectwes The stated purposes and aims of a partlcular’
project; to be drstmgurshed from broadly defined development
' objectlves

: Ob]ectwely Verifiable Indicators: -Pre-established criteria or
_ measures of an. explicit and specific nature designed to provide objective

= _assessment of project progress. Progress indicators should be objectively

stated so that both a proponent of a project and an informed skeptic
would agree that progress has or has not been as planned. Pre-establishing
. objectively verifiable indicators and targets helps focus discussion on
evidence rather than opmrons :
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On-Going Vérstxs Ex-Pdst Evaluation:

On-Goi'ng ,E'valuattfon’ is the continuing ai_laly.sis during project
implementation of project outputs, effects and developmental impact.

, Ex-Post ‘Evaluation is an analys1s after completlon of a prolect (or
of a distinct phase of it) of rts effects and impact” ,

. it Shbuld be possible to conduét: :

(i)  On-Going Evaluations, the analysis during implementation
of project putputs, likely effects and impact in order to provide mana-
gement and decision-makers on a regular basis with any analytical sup-
port that might be necessary to enable them to assess, and if necessary.
adjust, policies, objectives, institutional arrangements and resources
affecting the - activity - during' implementation. «On-going evaluation
studies may.also feed into the preparation of projects in other areas:

(ii) ~Ex-Post Evaluations, an_ analysis after completion of the
_ activity’s effect and likely impact on the immediate and higher level .
objectives, in order to provide decision-makers and planners with infor-
mation for future planning. -

The work of ex-post facto evaluation should concern itself basi-
cally with results planned and achieved. It should be directed not only to
‘the value of the programme per se, but also to providing a useful feed-

" back to programme managers to assist them in defining future objectives,

analyzing alternative ways of achieving them, making the preferred selec-
tion among the alternatives, choosing quantifying factors and interme-
diate indicators, and assessing results. This feedback is indeed a most’
important benefit of ex post facto evaluation since lessons can be learned -
only for future not past act1V1t1es ‘

’ Opportumty Cost

The value of a resource in its best alternatwe use. In the case of =

capital, the OC is the rate of return that funds committed to an mvest-
ment could have earned in the most attractive altematlve use.

- Organisational Processes:
The instruments for mfluencmg the behaviour of staff and bene-

ticiaries of a programme. These include the goal setting and resource
allocatlon (budgetmg) methods, the momtoring, evaluatlon and control
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processes, the human resource development (selection and training)

systems of a programme, and the motwatlonal processes (use of incen-
tives, creation of commltment)

: Organisation_ Structure:

The durable arrangements within a progfamme agency by which it
performs its tasks. These include the distribution of authority and res-
ponsibility, the reporting relationships and the co-ordinating machinery.

Output:

The output of an activity is its final product — a report in the case
of research activities, a neetmg in the case of its preparatory act1v1t1es
and so on.

Outputs are what the project itself should produce in order to
" -achieve its immediate objective. They are the products of the activities of
the project. Taken together, and combined as appropriate, they reflect

the degree and quality of achievement of the project’s immediate
objective. :

Outputs are the expressly intended and ebjectively verifiable re-
~ sults directly expected form providing the inputs.

Outputs are the specific products which an a"ctivity is expected to
produce from its inputs in order to achieve its objeectives

-

" (Since activities may appear'in seqlienee or in stages or at different
levels, it is important to note that one activity’s output may serve as
another actmty s input, i.e., a training manual produced as an output of
project A -may be an mput to project B An activity might also have
_ intermediate outputs and inputs.) : .

Examples.
* Trained manpower
* A laboratory

* ‘A classification of accounts

~*  Training manuals
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* A research work programme

*  Producer marketing co-operatives

* An irrigation network |

* Lil.)rary' services

* A report,

* A meeting

X An information system

Output Indicafor Variable for estimating the outcomes of prb-

gramme or project activities. For example, the percentage of births
attended. by physicians, nurses, midwives or axuiliary nurse midwives

‘as an indicator to the outcome of a programime for improving obstetric

care. Ideally, relevant base line information should exist or be created

. at the beginning of the determined period in order to measure diffe-

rences at the end of the period. However, the measurement of indicators

" requires an effort in itself and is often costly; therefore the cost/benefit

of the measurement has to be considered. Wherever possible at a reason-

~ able cost, ways of arriving at the indicators should form an integral part

of the programme.
Personal Selection & Development:

The process of attracting the best airailable people, hiring them
and training them to do their jobs as well as possible.

Pilot Project:

A small project undertaken to test and adapt a development
approach to a particular social and geographic situation.

Programme:

(i) A set of activities dlrected towards the attainment of one or more
defined objectives.

(ii) In the programme structure, the next lower 'sub-diVision of a major

- programme contnbutmg to the - objective or objectives of that major

- program.
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© (a)

(b)

(c)

(@

- Project:

Level I: a 'major programme consists of all activities in a séctor in
both headquarters and the regional commissions. For example all
work on natural resources in the United Natxons

. Level 2 a programme consists of the activities in a sector under the
responsnblhty of an office head or division dn'ector For example,

work on natural Tresources in the Economlc and Socxal Commission
for Asia and the Pacific.

Level 3: a subprogramme consists of alI.activi_ties that are aimed at
accomplishing one medium-term objective. For example, work

directed towards the appraisal of the avaxlabthty and use of water
resources in the ESCAP regnon

Level 4: a pi'ogramme element is the smallest programme unit, a
project or its equivalent. In_ most instances,the output of work at
the level of the programme element is a meeting, a publicationora

. field action. For example, a meeting on the development of deltaic
~ areas in the ESCAP region..

Programme: An organized aggregate of services, actwmes and

-development projects directed towards the attainment of defined

objectives. A programme should ideally include the precise objec-
tives, targets, methods,” manpower, physical facilities, financial

_resources, time and their inter-relationships required for the

implementation of each service, activity and development’ pro-
ject and for the aggregate of these services, activities and projects
of which the programme is constituted, as well as output indica-
tors for the evaluation of efficiency and effectiveness. For
example, programmes for maternal and child health the promo-
tion of mental health and cancer control

Programme: A cluster of projects, which are similar in nature or
cover.a well-defined arrangement and have related objectives, such
as projects in the same field of activity (but in different countries),
projects having the same basic function such as institution-build-
ing, projects in a particular area or country, etc.

An undertaking intended to' achieve certain specific objectives

with specified resources, usually ‘within an over-all programme and
within a specified perlod of time. »
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A project assisted by UNDP is a set of inter-related activities amen-
able to unified management which are aimed at achxevmg speclfxc objec-
tives within a given budget and a given period.

A planned undertakmg, a unit of management that clearly speci- '
fies what is to be accomplished, over what estimated period of tune, and
at what estimated cost.

Process:

Process Evaluation: Process evaluation is the evaluation of one or
more aspects of a process.. In-the case of UNIDO, it could be the process
of technical co-operation, or that concerned with its supporting activities
or with its organization and management. The specific purpose of
process evaluation is to provide guidance for improving, or for helping

- to overcome problems with respect to, process aspects that have been
identified as needing improvement on the basis of preliminary data.

Project Impact: This is the change in the standard of living and the
increased capacity for self-sustained development of a group of benefi-
ciaries or communities, resulting from project effects. These changes can
be measured by increased income and consumption, improved diets,
reduced incidence of diseases, increased literacy, increased local partici-
pation in planning and decision-making, and so on.

Project Linkages: |

a)  There is a causative linkage between project outputs: (irrigation
network) and the ultimate project purpose (improved crop yields). The
outputs must exist before the purpose can be achieved. The existence of
the outputs does not, however, guarantee that the purpose will be
achieved. Factors outside the project design (farmer attitudes and access
to credit) may prevent achievement of project purpose. Thus the causa-
tive relationship between project outputs and purpose must be explicitly
stated as a hypothesis, the external factors (assumption) identified; and
'evaluatiqn must then verify 'whether or not the hypotheses was realized.

b)  Similarly, there is a causative linkage between project purpose
(improved crop yields), and progress toward a higher sectoral or program
goal (expanded ‘export of agricultural crops). The achievement of project

purpose does not guarantee that the goal will be reached. Factors outside
" the project design (price and market conditions, spoilage and other
losses) may ‘prevent planned progress toward the higher goal Thus the
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. causatlve relationship between project purpose and higher goal must be

stated as a hypothesis, the external factors (assumptlons) identified, and
the hypothesis vahdated

c) These linkages should also be proportlonal as well as causative.
Thus, the nnproved crop yields will mean little for export earnings if

 they occur in a relatively small, area. Analyzing a project in terms of
means-ends linkages may hlgh-hght a lack of relaism in the original plans,
i.e. a disbalance between modest means and grandiose targets. It- is
important to determine if the means are sufficient in quality and quan-
tity to produce the desired end product.-

Project Outputs:

These are the outcome of pro;ect activities. Examples of outputs

of a rural development project are: acreages irrigated, farmers trained,

co-operatives established, credit provided, kilometers of road construc-
ted, health facilities constructed, schools constructed, and soon.

The specifically intended kind of results (as opposed to ‘their
" magnitude) that can be expected from good management of the inputs
prov1ded :

Example. Manpower, training, machmery and building materials
(inputs) can be managed to produce an irrigation network, trained
operatlonal staff, a water utthatlon schedule and a user rate scale
(outputs).

_ Prolect Purpose:

The primary reason for the pro;ect i.e., the development which is
expected to be achieved or the problem whlch is to be solved if the pro-
ject is completed successfully. and on time.

| Example: An in'igation' network and aséociated facilities and
services (outputs) are intended to produce increased per hectare yield
(project purpose).

" Real Value:

Normally refers to costs and prices which are not adjusted for ex-

pected inflation (constant prices as compared to expected cash prices).

" But may sometlmes refer to economic values rather than financial costs
and prices.

53



_Relevance:

 Relates to the rationale for having programmes, or activities, or -
services and institutions, in terms of their response to essential human
needs and social and health policies and priorities. .

 Relevance concerns the degree to which the rationale, objectives, and
expected impact of an activity are, of remain, pertinent, valid, and signi-
ficant with regard to long-range objectives or other 1dent1f1ed prrorrty
needs and concerns. : N

An a“ctivity might be both effective and efficient, in that it was both

. successful in achieving its objectives and well-managed (see definitions
below), but still not be relevant because it makes little or no contribu-
tion to meeting long-range objectives and priority needs. An activity
might even have substantial impact but not be particularly relevant if .
the changes produced do not relate to prrorrty concerns. '

Examples:

* A project to convert waste materials into an energy source
“may have lost its relevance if a newer conversion techno-
. logy has been drscovered elsewhere and found to be hlghly

N effectrve '

* A major industrial management trammg programme may
have lost its relevance if the host Government has revised
its developmental priorities to concentrate on rural deve-
lopment as the essential priority.

* A project may lose relevance even though it was successfully .
‘executed, if its results prove to be so umque that it cannot,
be applied or used anywhere else.

* A project to improve information and reporting systems

' through the purchase of sophisticated communications -
equipment may have lost its relevance if the organization is
confronted with a new era of budgetary austerity.

* An activity may be determined to have been irrelevant in its

basic conception, if its results and impact have no notice-
-able effect on the priority problems it sought to address.
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= Resource Cost:

The true economic cost of a good or service. It differs from a cost,
.such as a tax or customs duty, which is not cost to the economy as a
whole, merely a transfer payment from one group to another. The RC is
equivalent to the opportunity cost of an item (q.v.)

Sensitivity Analysis:

An integral part of cast-benefit imalysis (q.v.) which tests the
effect on the rate of return or net present value (q.v.) of possible changes
in outcomes, on beth optimistic and pessimistic assumptions.

Sequential Diversification: -
A strategy under which the programme starts with a single service
-and -subsequently moves into other services. This reduces managerial
complexity and-is a good strategy, especxally when services are diverse,
“unrelated and dlfflcult to measure.
Significance:

Will the achievement of the targets contribute to the economic
development or other higher level objectives beyond the immediate
objective? Has there been a change of circumstances which causes the

activity to have greater or lesser significance (relevance)? -

Source of Influence:

The gro{lps of people or arganisations that programme managers
can count on in getting laws changed or funds allocated.

Strategic Management:

The inter-related top management interventions which provide the
framework for operational decisions and actions to accomplish
programme goals.

.St_rategy':

.The set of long-term choices the programme leaders make in terms
of goals, services, pohcxes and action plans.
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Structural Differehtiation:

Dividing = organisational tasks/functions into manageable com-
ponents. .

Structural Integration.

Putting together the differentiated organisational tasks or com- -
ponents to achieve the over-all objectives of the programme or agency.

~ Target Gtoup

A group of people who are mtanded to beneflt from a partlcular
public action. The group may be defined according to their social,
. sexual, economic or geographical status.

_ Targets:

~ An explicit and objectively verifiable statement of the kind and
magnitude of final result to be realized at a specified date. The term
target i is used at the output, purpose and goal levels.

Technological Change: |

The process of improving the way activities are performed and the
way tools, methods and equlpment are employed

Tradables:

~ Goods and services that can be bought and sold internationally. -
Turnkey Project:
One for which a single firm (contractor) takes complete responsi-
bility, to the point where it is handed over to the client in a fully opera-
tlonal state.

‘Urban Bias:
The tendency of governments to favour the interests of their

- urban constituents, e.g. by keeping farm prices low, by directing public
investment disproportionately to urban or industrial targets, etc.
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Value-Added:

The value of production that can be attributed to the activities
of a firm or individual. Normally calculated by deducting the value of
" bought-in materials from gross output or sales What is left is equivalent
to wages, salaries, profits and rents

Without Case:

The imaginary scenario in which the project in‘question is not
undertaken. This exercise is undertaken in order to 1dent1fy the net
effects of 1mplementmg a prolect - '
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~ UNIT-2

FUNDAMENTALS OF AN EDUCATION PROJECT

Written by: .

Dr. M. Athar Khén
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* OBJECTIVE

‘ After studying this unit, you are expected to be able to;

i)
ii)

iii)

v)

vi)

Wnte about Project in detall

' Explam the relatlonshlp between a project, a programme

and a plan

Trace the steps of Prolect 1dent1flcatlon and PrOJect pre-
paration

Write about PrOJeet pliuiners and menagers and basic terms

- and concepts whxch are esssential for a good education

pro;ect

State, what a 'good education project shouid be like

To evaluate a project plan for its quahty‘ and implementa-
bility from the points of view of a project planner and a
_ project manager. .

£
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PLAN, PROGRAMME AND PROJECT

A plan, a programme and a project appear. in a continuum of a
- developmental scheme or schemes in any of the areas of interest to an
organisation. From the preparation of a plan to the formulation and
implementation of projects constitute a process of developmental acti-
-vities. At the highest level, a plan assesses resources and needs, deter-
mines priorities and estabhshes objectives while at the lowest level of the
continuum a project presents an implementable opportunity to achieve
the purposes of the plan. In the process of developmental activity plan,
" programme and projects are inter-dependent. A plan gives rise to pro-
grammes of action which are effected through projects. In order that
* the student understands them fully and becomes cognizant of the
relationship between them, brief descriptions - of plan,_ programme and
_project are given below:—

1.1‘ The Plan

In operational terms, a plan represents a document which aims at
-achieving certain developmental goals or objectives. A typical plan
includes an analysis of the present situation and forecasts for future,
assumptions for the future, strategy to be used for achievement of the
goals, and identification and determination of the sources for the achie-
- vement of the development goals and objectives.

. The document called “plan” (in this text a ‘plan’ will be used
to denote a national development plan) is an outcome of developmental
_planning in a sector or a multiplicity of sectors of national development.
The process of developmental planning, in this context portrays, what is
commonly known as ‘“Macro Planning”. It is usually considered to be a
plan of economic development, because, basically a plan provides a basis
for allocating scarce resources among the priorities for development
identified in National Development in National Plans. The education
sector is only one small part of the National Development Plan, which
also covers agriculture, industry, health and most of the sectors of the
economy. :

- 1.2 Types of Plans:

While the basic components. of a plan remain more or less the
same, depending upon their goals and the needs of the society or an
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organization, the plan can be grouped under different types. Cleland
and ng ( 1975 p. 43) have identified three types of plans

‘a) Strateglc plan .
b) Development plan
c) Operational plan -

a) Strategic Plan: A strategic plan is prepared for a '
perlod of five year or more and contains the following:—

a) Objectives and goals
b) - Broad rules and means -
- ¢) Strategy statement required to move the organi-
sational posture to desired future position. '
d) Standard organisational planning. -
e) Qualitative and quantitative data basis.
f) Environmental assumptions and predictions.

b) - Development Plan: A development plan represents. a
“plan prepared for a period of one to five years and includes
the following:— :

a) Strategy for new programmes and services
b) - Organisational conditions. necessary for new en-
. vironment and services

c) Dwestxture of obsolete programmes and servnces

d) Future resources identification

e) Functional plan guidance

f) Individual, sectoral plans (in case of educatxon, it
may refer to individual institutional or orgamsa-
tional plans such as a school). , o

¢) Operational Plan: An operatlonal pliui represents a
- plan for one year and is specifically concerned with certain
areas of development within a larger system.

In the c0ntext»of. education an‘_operatibnal plan may
be concerned for example with any of the following:—

»

' Long Terrh Plan:

The long term planisa development of recent decades and appears
" to- have evolved out of the peoples growing interest in Futurology and
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’ -then: concern for what the future would be like. In the world of educa-

“tion, people are certainly concerned with the furture world. Because, if
the education has to be of practical value to the society of tomorrow

" and to the child of today, it must orient itself to their future needs. This

has led educational planners and administers to look further into'the
future and plan for the education of today in such a way that it caters to
"the needs of the youths of the days to come.

The long-term plan, (of whlch a ‘twenty-year plan’ of education
of Philippines is an example) aims at planning for education in the
broader perspective of the times to come. A long-term plan as such,
provides for systematic development which has its linkages with both the
past and the present and takes into account the changing times, environ-
ment and the educational needs of youth and the society.

The long term: Plan; which ptesents a development perspective for

“ the future, also determines directions for the annual and other short-

term development plans They provide an- opportunity to set out and

. examine the assumptions and contexts which underlie short term plans.
As events happen and the world changes, the plan is put to the test and
can be compared with the actual outcomes. A judgement may be made
about its accuracy and utility and its content may be ammended, to
discuss what is the larger appropriate and to include what was not envis-
_aged. Thus the direction of short term planmng is changed in line with
the needs of an evolvmg society.

‘ A long-term plan is not without its limitations. The events which
shape the future are certainly not in the Man’s power to control. The
fuwure of a society which we foresee today may be entirely different just
" in next few years, and the lon-term plan may become obsolete long
before its targets have been achieved. In order to make a long-term plan a
useful instrument of development it is, therefore, essential that its starte-
gies and targets remain flexible enough to adopt to the changing times,
" places and environment and be able to meet the uncertainties of the
future. The plan must never be allowed to become a rigid set of values
which must be adhered to.

1.3 Types of Plan Used in Pakistan
In Pakistan, the importance of planned development was empha-

sised from early days of its inception. The following types of plans are,
or have been, in use in the country at different times:—
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a . Five-Yea'r-Plin

_ The five year plans in Pakistan are also known as the Medium-
Term-Plan. The history of planned development in Pakistan dates back to
1955, when the First-Five-Year-Plan was. prepared by the Planning
Board. The objective of the Plan was ‘““to develop the resources of the
country as rapidly as possible so as to promote the welfare of the people,
provide adequate living standards, and social services, secure social justice
~and equality of opportunity and aim at he widest and most equitable
distribution of income and property”’ (The first-five year plan, 1955-60,
p. 1) The planning activity in the social context was defined as: '

The formulation of programmes and policies designed to
lead it by a consciously directed and accelerated movement from
a largely technologically backward and feudalistic stage into the
modern world of advanced technology now 'on the threshold of
atomic age. Movement and change constitute the law ‘of life. The
problem is to regulate and adapt the change according to our own -
values of life. Resistance to change generates tensiéns which can
lead to disastrous consequences. It should, therefore, be absorbed
in an orderly and peaceful manner so that it contributes to
our individual growth as well as the growth of the community
in keeping with our own basic values. Economic development is

- a part of this general process of social change, and planning signi-
fies our intention to influence, regulate and adopt it along the
lines desired by us (ibid, 1—2). :

The same definition of the planning has ever since been
followed in the country in the preparatlon of all national deve-
lopment plans.

b.” Mid-Term Plan

A mid-term plan is usually prepared for a period of three years, or
sometimes/during a five-year plan period. It ‘presents an adjustment of
the five-year plan, which is necessitated by pressures on the economy
. generated by unforeseen environmental factors. It also presents adjust-
‘ment of priorities and exbents of sectoral plan-w:thm the framework of .
Flve-Year Plan.

~ The mid-term plan is prepared for the remaining period of five
year plan, and is not fixed for three or any.given number of years: as the
needs be it could be re-adjusted every year until the end of the plan
period. The annual readjustment is based on the impacts of the steps
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taken to overcome the difficulties encountered in the mplementatxon
of the five year plans.

¢.  Rolling Plan

« . Like the mid term plan, the rollmg plan was introduced. in the
country out of the necessity of adjusting the failures of the five year
‘plans to achieve their targets of their annual phasing. As it is implied.
in the name of the plan, the targets not achieved within the stipulated
period are “rolled on” to the next year. A rolling plan is usually used
" when annual targets are not achieved due to shortage of funds and
resources during a certain perlod of tune '

. d.- Annual Plan

, The annual developments plans were used in Pakistan durmg the
seventies (197 2—78) when due to the emergencies of the aftermaths of a
civil war in the East Pakistan and  war with India, the five year plans
could not be prepared. In the absence of five year plan, the annual plans
representcd developments planning activities in the country. As it is
evideni from its name an annual plan is prepared for a limited period of
one year plan. Like a five year plan it is a broad ranging document.

Besides the above emergency use of the annual development plans
in_Pakistan, an annual development plan is also known to have the
following uses:—

’ - 1. It is sometimes consndered to. be the 1mplementatlonal
instrument of a five year plan.
2. It evaluates the annual performance of a five year plan.
3. It providés bases for modifying targets of five year plan.

e.  Sectoral Plan o

Sectoral plans are prepared by various Ministries and include
‘“detailed requirements of the country’s need” based on certain
" economic assumpations, over quite a long planning horizon. In other
cases, the sectoral chapters of a five year plan form sectoral plans and
they are largely concerned with general guidelines, targets and policies”
(Veitch, 1979). Although sectoral planning has been in vogue in Pakistan -
for a very long time there seems to have been much less attempt to
produce detailed sectoral plans because the facilities and resources
' required for preparatlon of detalled sectoral plans have not been avail-

. able.
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14 Purpose of the Plan

Regardless of their types, all “plans usually aim to bring about
development. It is, therefore, customary to call them development plans.
As already said else where in this text, the two terms plans and develop-
ment plans or national development plans will be used as synonymous -
and-may be used inter-changeably. The plan is also known as a “macro
plan”. The purpose of development planning as described by Paul (1983)
is, “to give a sense of directions to national economies and provide the
basis for allocating scarce resources among the priorities for development -
identified in national plans” (p—1). :

1.5 ' Scope of Plans

The scope of Plans, as reader will see later in these pages, is broa-
der than those of the programmes and projects. A plan contains many
-development programmes whereas programmies are broken down into a
number of projects for implementation. According to Paul (1983)
‘“development plans consist not only of pattern of resources allocation -
and long term national budget, but, (they) also contain strategy for deve-
lopment of different economic sectors” (ibid). Plans are, therefore, con-
cerned with the issues of a direction and resource allocation rather than -
the mecahmsms of action.

2. THE PROGRAMME |

In the process of a planned development, the “programme”
represents a phasing of time and resource allocations for implementing
a plan. A programme is composed of and provides the basis for many
development projects, which in sum would aid ir‘ achieving a specific
‘out put — oriented objective of the organisation, Mihistry or nations.
Programmes are sometimes open endea n nature while projects have
specific objectives and specific end points. (Cleland and King, 1978
p. 184)

2.1 Types of Programme

~ As Paul (1983) lists' the followmg as the ma]or types of pro-
gramme:— °

a) Sectoral Programme

A sectoral programnie generally aims to develop a single }co’mmo--“
dity or a service nationally (p. 12) Education is a sector within the nat- ,
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. ional plan,’ vocatlonal teaching might be regarded as a sector thhm ‘the
education plan

b) Regional Programme

Regional programmes are sub-sectoral programmes concerned with
‘the development of sectoral servrce but at sub-national or regional level
(1b1d) L « :

c) Inter-sectoral (Integrated) ﬁogramme

This type of programme tocusses on several sectors and calls for a
careful integration of diverse, sectoral inputs. This type of programmes,
though ideally suited to national development programmmg, have gained
little popularity in Pakistan.

One reason for their Want of popularity could be the complexity
of coordination of the sectoral development planning. Generally, they are
. most appropriate where level of provision of resources and basic infra-
structure are individual and the administrative capacity at national or
local level is incapable of meeting needs. In Pakistan, the existence of-
administrative structures with specific  areas of responsibility helps to
account for the low level of acceptance ‘of integrated development
_ projects.

2.2 Purpose of the Programme
A programme represents the operational side of plan. Plans

contain sectoral or national targets, whereas the purpose of programming
is to identify prolects whieh are essential for the achievement of the
goals of the plan. The programme also aims at phasing the implementa-
tion of a developmental plan and provides. basis for the distribution of
* resources and schedules for the achievement of the targets of the plan. In

~ Pakistan, usually a programme is prepared in the form of an Annual
Developmental Programme(ADP) and is régarded as the implementation
,side of a Five Year Plan. In the absence of the Five Year Plans, the Annual
Development Programmes have been used to represent the implementa-
tion side of an annual or a mid-term plan.

23 Relationship between Plan and Programme
As stated earlier, the programme represents the implementation
side of a plan. In Pakistan, it usually follows the preparation of a Five

Year Plan. -At times when the annual development plans took the place
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~of the Five Year Plan, the annual development programmes weze prepared
almost simultaneously with annual developmental plans. 1t is interesting
to note that plans are primarily concerned with the physical targets,
whereas a programme “introduces for the first time financial resources

to be committed to specific projects. Whilst there is naturally full consi-

deration of financial matters in the plan, these are in general restricted
to inter-sectoral -rather than intra-sectoral allocation” (Veltch 1979,
p. 20—21)

- | 3.PROJEET
A projer:t usually denotevs a planned undertaking for achievement

of a'certain develcpmental objective usually drived from a plan.

Harrison (1981) defines a project as “a non-routine, non-repetitive
one-off undertaking, normally with discrete time, fmanclal and techmcal
performance goals” (p. 1). :

_ According to Taylor and Watling‘ (1973) “a project may Be
defined as a group of connected activities with a definite starting point,
a definite/finish and the need for central intelligence to direct it” (p. 3).

Gray (1981) conceives of a prOJect as “a complex of non routine '

- activities that must be completed with a set amount of resources and
within a set time mterval” (p. 1)

The defxmtlon of a project as t‘qrmulated by Cleland and King
(1975) denotes” a combination of human and non-human resources

" pulled together in a ‘temporary orgamsatlon to achleve a spec1flc pur-.

pose’ (p. 184). .
3.1 Types qf Project ' |

Depending upon their nature and scope the proyects could be
-categorised into the followmg major types -
AN 7
a)  Simple Projécts
b)  Complex Projects
¢) - Short-term Projects
-d) Long-term Projects
e) Pilot Projects '
f) ~ Research Project

\
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. a) .

.

d)

e)

g) Investment Projects
h)  Technical Cooperation Projects

1) Institution-Building Projects

Following is brief description of each of the types of the projects.—

Simple Projects: A simple project may be defined as a project

which aims to achieve a particular objective by accomplishing
a single task as an independent unit of work or as part of a longer -
and a complex project. Construction of an additional room in a
school, printing of a teacher’s guide, or organizing of a training-
programme are examples of simple pro;ects Simple projects could

be both long-term and thelr life may vary from few weeks to
several years. :

Complex PrOJects The projects, which are multi-variate multi-
phase and often long-ranging, represent the projects which are
complex and necessitate a larger or specific management organiza-
tion for their implementation. Establishment of a new university,
educational reforms, changing high school curriculum etc. are

- some of the examples the complex projects.

‘Short-term Projects. The short-term projects could be both simple

as well as complex. What characterises a project as a short term
one, is the life of the project. A short-term project, thus ends with
the completion of -the task for which it is-under-taken. It is

_neither repeated nor does it perpetuate itself beyond a certain

period of time. Most of construction projects fall under this.

. - category.

Long-term Projects: As opposed to the short-term-projects, a long-
term project is meant to continue for a longer period of time. It
could be due to the length of time needed for completion of the
project or it could be due to the scope of the project which nece-
ssitates its continuation for a longer period. Establishment of

“Allama Igbal Open University as a distance teaching institution;

Examination reforms, Agrotech-Scheme of Education; setting up

_of Comprehensive high schools and Pilot Secondary Schools,

introduction of guidance services in secondary schools could be

".quoted as examples of the long-term projects.

" Pilot Projects: A pilot project is a small project under-taken to
- test and adopt a development. project to a particular social and
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£)
" concerns . with the application and use of methods of scientifc

- g)

h)

geographlcal mtuatron It is, therefore a, harbmger of a larger ora’

~long-term project. It actually serves as a laboratory or a test-

ground for introducing new inputs or innovation to the education. ,
The Pilot Secondary Schools established in the later half of the
Fifties, Management Unit for Study and Training (Must), Pesha-

. war, and Pakistan Primary Education PrOJect-IV (PPEP-IV) are

some of the example of pilot prOJects
Research Project: As it is ev1dent from its title, a research project-

research, for investigating into situations relating to educational
development, determining feasibilities of education development.

. projects, for assissing and evaluating the impacts.of inputs, and for

evaluating systems etc. Frequently, a research project seeks to find
information to help resolve a problem, Examples of research
oriented project include the analysis of vocational training needs.

Investment Projects. The investment projects are characterized by
a high proportion of physical inputs such as equipments, — Audio-
visual, coimputers, laboratories, — buildings, sports facilities,
hostels etc. Most typically, an investment project might establish

" a production facility such as textbook production plant. Generally

an investment project is based on tried and tested methods and
practices, otherwise it would be an experimental or a pilot project.
An investment project might involve the replication of a success-
ful pilot or an experimental project or a system in use elsewhere in
the world. Comprehensive High Schools which sought to replicate

‘S§ystems.in use in the. United States and polytechnic institutions

could be cited as examples of investment projects. o -
Technical Coperation Prdjects: " The technical cooperation pro-
jects, when implemented, take many forms and cover a wide range

- of activities. The major purpose of a technical cooperation pro-
Ject is usually to obviate the shortage of specific expertise, either -

by the direct provision of technically qualified people e.g. the TV

. staff of Allama Igbal Open University or by providing training

opportunities -to the local personnel of fellowships to staff of
Allama Igbal Open University. Technical Cooperation Projects are

" funded-jointly by the local and foreign governments or interna-

tional agencies. Generally, the foreign exchange - ‘component is
provided by the foreign government or an international orgamza-‘ _
tion. To take.a full advantage of a technical assistance programme, -

_it is essential that the training needs of the project are accurately

70



determined and the personnel for such -trainings are carefully
identified, otherwise benefits may be missed. There is often a
tendency for the provider country to provide. what is readily
available rather than what is needed; particularly where training -
" courses are involved.

i) Institution-Building Projects. The institution-building projects
aim at establishing self-sustaining entities such as literacy, cam-
paigns, universities, audio-visual units, libraries, boards of educa-

~ tion, etc. These projects are concerned with not only the physical

resources such as buildings and equipments and provision of

" expertise, but they also need to develop organizational structures,

administrative procedures and inter-organizational linkages, as well

as ensuring a sound base either through self-financing or through
‘budgetary allocation e.g. Allama Igbal Open University. '

The reader should, however, take note of the fact that these classes -
are neither rigid nor exhaustive and that there are more such classifica-.
tions of the projects. It is also to be noted that one single project may -
‘have the characteristics of several types of classification. The purpose of
this part of the unit i§ to make a project manager aware of the varying
natures of the projects so that he can visualize his role and identify his
" priorities accordmg to the: demands of the individual prolects with wh:ch

he is concerned -

_ As the reader may very well infer from the definitions and the
types of project, all projects aim at marshelling of resources and devising
and utilizing systematic methods and specific techniques for attainment
of the developmental goals ought to be achieved through particular pro-
jects. In any development activity, thus, the projects serve the following
purposes:— o S ' '

a) Identlflcatlon of objectives which are contnbutory to.the achleve-
- ment of the broader orgamzatronal or natlonal gials,

b) - Breaklng down and ordering of the activities into manageable tasks
to accomplish the greater tasks, -

c) Creatmg an orgamhatlon to harmomze human and non-human re-
sources for achlevement of specific development objectives,

. d) Systematization and srmpllflcatlon of the process of lmplementa
,tron of development plans
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3.2 Relatlonshlp Between’ Project, Programme and Plan :

As stated earher the plans, progtammes and projects constitute a
continuum of a scheme.of development. The relationship between a
project and a plan is more direct because a plan cannot be implemented
or even completed without project. Projects may thus.be viewed as the
“building blocks of development,” the implementable activities which

bring plans to fruition. If a plan is to be regarded as a house, projects

may be seen as the bricks of which it is built and the programme as the
cement which holds them together.

" .3.3 .E"rbject Cycle'

So far a project has been considered as a umque activity or a set of
activities which aims at achieving specific objectives. The synthesis of
"the definitions of the project given above would help identify the distin-
guishing characteristics (Spinner, 1981, p. 2) of a proyect They are the
followmg -

1. There is a specific start, a specific end point.
2. There is well defined obj_ectivé or objectives.
3. The endeavour is.unique and not repetitious for the pro-

ject. It usually contains costs and time schedules to produce
a specific product or result. However, similar projects may
' repllcate successfully. . ,

4. -A project cuts across many orgamsatxonal and functlonal '
lines. .

Although a prolect is characterized by a speclflc start and a speci- -
fic and point, in' fact the planning process which underlies the planning
of project is somewhat cyclical in nature. A good project plan passes

through several stages of planning and implementation (Rondmelll, '
1977, p. 5). :

As Rondinelli (1977) suggests, an analysis of the project cycle is
helpful for two reasons; first since different organisations and in-
. dividual commonly assume responsnblhty for different aspects of
projects planning and execution, a cycle provides an overview of
task performed by a diversity of organisation, each considered an
essential to a project success.... a second reason for using. the
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~ things as an ordering framework is the potential value of seeing the
complexity of the entire process from the point of view of a deve- -
loping nation when all of the international assxstance agencies

_prescriptions are combmed (pp.5—6).

In view of the United Nations. Pubhc Administration Division it
would be more useful to visualize the phases of the life cycle of a project
in terms of links in a chain and to think of project administration as an
instrument for making these things of equal strength. Unless this is done,
the weakest link will affect the performance of the whole project
(ibid. p. 6).

A project cycle usually begins with the identification of the pro-
ject and passing through the stages of feasibility testing, project formula-
tion, project appraisal, project approval, and project implementation,
operation goes to the final evaluation of the project. The results of the
evaluation are then again incorporated in the identification of a project.
Future projects a phase of the same project.

Since each of the stage of the project cycle is equally important, a
_project planner or manager cannot afford to mlss any one of them or lay
less emphasls on any of-them. .

- a)  Project Iuentification

A good project is one which is based on a practical need and.
specific objectives. Project identification, however, is a complex -
process. Even when a project proposal is contained in a national
plan, it is not easy to define it. In cases where a project forms a
basis for development, the identification of a project involves a
macro and micro analysis of the situation, formulation of objec-
tives, and establishment of the need of the project. Other projects
may be identified from an expressed need or the solution to a
specific problem, e.g. a skilled labour shortage ideas may come
from practices and achievements of other countries or regions
or organisations or just a good idea from a.suggestion. Inter- -
national comparisons of educational standards can. highlight
experiences in the national system which might necessitate action
in the form of projects. It is more true for the local, national and

~_ international projects. It has been observed that sometimes educa-
tion projects are prepared. in haste.
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b)

\

* Feasibility

Préparation of a project involves a decision to make an investiga-

. tion. The feasibility of project refers to the process of investiga-

tion to determine the worthwileness of he project. The larger a
project, the more formal the investigation required to determine

- L

-y

its feasibility. Feasibility of a project is generally determmed by
" the answers to the following questxons -

_ Shall the outcome of the project be useful for the people for
whom it is mtended"
2. Are the objectives of the project realistic?
| 3.  Are the resources- available for _implenientation of the
project?
Are the benefits of the project worth its cost?
Project Formulation

Once the feasibility of the project has been determined, the for-
mulation or initial preparation of the project is undertaken.

A good project proposal should give the following infoﬁnation.—;

SO RN

=

10.
11.
12

Definition of the project and its aims and objectives

Identification of executing organisation
Identification of resources .

Determining project locations and size -

Justification for the project

Detailed cost estimates of the pro;ect both,capital costs and -
its running costs .
Estimates of the quantitative and qualltatlve benefits of -
the project including, if possible, their value
A financial plan schedule to indicate the funds needed, their
timing and hkely sources execution and project manage-
ment{ matrix

Measures to meet unforeseen cu'cumstances and environ- -
mental hazards in the form of an environmental analysis

A prehmmary study of the feasibility of the project

. Alogical framework of the project

A projected work plan
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-d)

- 13.

‘Details of mputs and their sources including any 1mported

} matenals or expertise -

14. . Anoutput schedule .

15. . Proposals as to how the project might be: evaluated
16.. A draft nnplementatlon plan

Project Appralsal

Project appraisal involves a pre-investment analysis of a pioject

“with a view to determining its economic and technical feasibility,

financial and managerial soudness and evaluation of the outcomes
of the investment. This description of project appraisal covers five
basic areas each of which needs a more detailed explanatlon

i)

ii)}

iii)

 (details are gwen in the later part ot‘ this unit).

'E'conomzc Feas;bthty:_'_Economxc feasibility of a project re-
_fers to the economic value of a project either directly in

tq'rms of economic returns of the project or in terms of pro-
jects effects on the economic development. It is not always

- possible to give an explicit value for the outputs of an

education project, and desire a cost benefit ratio; but it is
usually possible to compare the.costs of different ways of

. achieving the same ends and 80 give a cost-et‘fectweness

analysis.

Tec‘hm’cal Feasibility: The technical feasi'bility of a project-

is determined by considering the use of assumption of the -

outcomes of the project by the community, the size of the
project in relation to the need of the community or place,.
and the type of technology etc. Consideration of alternative
projects and the locations of the project to the maxxmum
advantage of the community might also form part of an
assessment .of technical feasibility, as might an examination
of the scale of outputs and objectives-in relation to-pro-
posed inputs., :

Financial Soundness: The financial soudness of the project

" is appraised in relation to the availability of financial

resources from local or non-local resources and its continua-
tion during the pfoject life. It is especially important for
projects which aim to be self financing, and these for which -
the quantlty of fmance is fixed or available only for a
lmuted time.
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iv)

vi)‘

. Managerial Soundness:  The assessment of managerial

soundness of a project is placed with reference to the per-
sonnel available for managing the project and the soundness -
of the organisational structure of the project management
matrix. ‘This also refers to.the inter-departmental and inter-
organisational coordination of the project. An assessment
might be made of the motives or obstacles for the inclusion
of a project within the responsibility of an organisation.

Out-Comes:  The ‘value of the outcome of the project is
determined by what it promises to the sponsor and vhat
benefits could be available to community or the organisa-
tion. Education projects generally quote their benefits in
terms of numbers of students, graduates quantity and qua-
lity of technology, though increasingly attempts are made
to place a monetary value on the benefit of education to
ensure value for money in expendltute on educatlon

Field Assessmen‘t: As the project appralsal denotes a sys-
tematic review of all the aspects of a project. Domingues-
Urosa and Germanicos (1978, CN 206, p/9) suggest that
project appraisal should also include an assessment in the

field, including onsight inspection. Appraisal accordmgly '

_should confirm that:—

1. The project is development-onented and of hngh
priority ;

2. It takes into consideration other education projects -
which the government is preparing or carrying out thh
its own or other external resources;

3. Itis educatlonally sound, economxcally conceived and
" logistically costed and :

4. 1tis techmcally feasible,appropriately funded and has
the mechanisms designed for its management which
will ensure its efficient implementation. It, therefore,
implies that the appraisal should be concerned not only
with the implementation of the project but also with
efficient and dynamic operation of the educatxonal
facilities or mstltutlons created

The jobs of _the persons responsible for preparing and abprajsing a
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project are not easy ones. Becuase, inspite of all instructions, and guide
lines available to them so much of he jobs depend on their own resource-
fulness, ingenuity and involvement in the project. However, in prepar-
ing or appraising a project one must ask himself the followmg questions
and make ‘sure that one fxnds answers to the ‘questions in the project
plan (PC--I) —

Justification for the Project: |

1. Whatis the need for the project?

2.  Who needs the project?

3. What.benefits shall be accrued after the completlon of
“-the project?

"4, Why should the pm)ect receive priority among other

thmgs needed for development of education?
Support. data:
1.. What are the sources of data used in the prOJect plan"
2. What steps have been taken to ensure recency and
reliability of the data?

Cost Estlmates

1. What are the basis of cost estima_t’es? _

2. What measures have been adopted to make cost esti-
mates realistic? -

Project Management:

1. What is the capability of the management organization
for implementing the project? .

Resources:

1. What are the sources of funds, - men and materials for
1mplementatlon and operatlon of the project?

Evaluatlon

1. How would you evaluate the achievement of the objec-
tives of the prOJec t? .

o



''3.4 Project Approval

~ Approval of a project involves a final decision of the acceptance of
"the project for implementation. It usually implies financial approval of
. the resources to be denoted to the project by appropriate authorities. -
Individual orgamzatlons follow their own method and process of pro;ect
approval

In case of education sector projects in -Pakistan, the project
approval system is based upon the authority structure of the education
management organization. The: process of project approval, therefore, is
- determined by the level ot‘ the authority which is competent to approve
. -aproject. In practice, it is the ¢ost of a project which suggests the autho-

" rity to which it would be referred. Following are the authorities and ,
their powers to approve the projects:—

1. Pro'vincial‘Development - a Upto a maximum of Rs. 30 m.
Working Party (PDWP) for all  b. Projects costing over Rs. 30 m.
_projects initiated in the are referred to ECNEC through
' province. , " theCDWP. -

2. Secretary, Education Upto Rs 10m,

Federal Ministry of Education.
(in case of Federal Education
Projects)

3. Cential Development Working Upto Rs. 30 m:
Party (CDWP) all projects of .
Federal Government

- 4, Executive Committee of the.. - All projects costing over Rs. 30 m.,
National Economic Council ' .
ECNEC)

3.5 Project Implementation

The 1mplementatlon of a project means “takmg a project design

and managmg the human behaviour required to carry it out”. (Handle G.
and Clauss 1979, p. 6). The implementation of project is usually the res-
ponsibility of a project team which includes the project manager, his
staff and several parallel or superior organizations. Implenientation of a
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project involves preparation of a project, management plan and manage-
ment of human and material resources for achievement of the objectives
of a project. It also involves the use of techniques and methods of pro-
‘ject management. The nnplementatlon of a prolect usually involves the
followmg - : :

1. Actxvatmg the project plan as already appraised and app-
roved.

2. Procurement and use of mputs i.e. human and matenal
resources.

3. Establishment of a project management organization.

4,  Establishing contacts mth parallel and superior organiza- -

~ tions.
5. Handing over of a funct:omng entlty of those who will
" manage the operation of the established project.

' 8.6 Project Operation

" The operation of a project refers to the stage where a project is-
complete and defusal of its outcomes. The operation phase is the pur-
- pose for which the project is established — to supply a service or output
over a period of tune '

3.7 Pro;ect Evaluatlon

. Evaluatlon of a prolect is came.d out at three levels. Momtormg
covers the implementation of the project. During the operation phase, its -
impact may be evaluated and the results fed back to the project. This is
known as formative evaluation. Finally, the evaluation of the impact of.
the project may be undertaken for the sponsors of the project to help. .
them to justify the project to tax payers, or to evaluate them to allocate
. resources in the future. This type of evaluatlon is known as summative

evaluation, , .
4. PROJECT PLAN
4.1 What is Project Plan

As defined by Clelland and King (1975, p..125) “Project plans are
a combination of objectives, policies, procedures, budgets and other ele-
ments necessary to carry out a pre-determined specific objective. Project
plans are the basic building element of the organizations system of plans.
Dependmg upon the nature and size of a project there are different time -
scales for’ pro;ect plans:—
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1. ° Short project plans
2. Intermediate project plans
3. Long range proyect plans '

. However, fhere are certain characteristics which are common to-all
the project plans They include: o

1.  There are speclflc objectives whlch are intended to be achie-

ved, the quantity/type of benefits to be conveyed toa specl- o

fic target group within a certain time.

2. The ptojeet plans provide a detailed statement‘ of identifi-
able cost, time and purpose parameters. o

3. All project plans identify location of the project and func-
tional inVOIVements ,

In Paklstan the standard project plan is avaxlable in the form of -

" PC—I proforma (see appendix ‘A’). There are several PC—I proformas for

different sectors including education Sector. However, there. is little:
difference between these forms. Usually a typical PC—I form contains a

~ project, digest which includes name, location, cost, justification for the
project, estimates of recurring. expenditure, dates of -commencement
and completion of projects, agencies responsible for execution and feasi-

bility reports, if any. . Part “B” of the project contains a detailed des- .
cription of the project including the estimates and sources of financial -

and other inputs. Part*“C” of the PC—I form gives details of manpower

requirements, physical facilities and material supplies. The PC—I form
presently in use in Pakistan has long been criticised as being inadeqnate.

In his Report to the Planning Cowh‘mission refer_ring to the inade-
quacy of the PC—I Veitch (1979) made the following obeervatio'n:—_ '

‘It has been suggested that the PC—I is too inflexible a document,
and does not give project designers sufficient scope to use their
imagination and make changes to the project as and when the need
arises. This point is not taken. It may be true that certain pro-
posals, with good and imaginative staff, would benefit from being -
rather less fettered by bureaucratic procedures and restrictive pro-

formas. On the other side of the coin is the fact that very many
projects are prepared by persons with less expertise and little

understanding of the planning process; consequently, it is necessary A '

for central planning units to keep some kind of control over what
is going on.. This cannot happen if the project sponsors are -
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- allowed to make any but the next minor adjustments to design
whilst the project is underway, and even these should not be
allowed without permission. More seriously, allowing greater
flexibilitv may tend to encourage the practice of changing the
scope of the project — a practice which makes nonsense of any

planning procedures and any cost estimates- and is frequently
illegal (p. 81).

It was during the later half of the 1970s when need for preparing a
revised PC—I form was felt. However, there appears to have been little
. progress in thls dlrectlon :

- In view of the fact that the project plan is the only document
~ available with the executing organization for implementation of a project -
it is essential that it provides not only the justification, objectives,cost
~estimates and input recuirements of the project manager with a scheme

of implementation of the project. ' A good project plan, therefore, should
" include full 1nformat10n about the following:—

Title of the project

- Objectives and targets
Justification : :
Linkages with development plans . - .
Description of the project ' '
Organization and Management
Budgeting .

_Resource Identification

PN T RN

42  Title of the Project

- Definition, name or title of a project have the same meaning in
the project plan and they all refer to the same thing ie. “what the
~project is”. In Pakistan; it is customary to prepare project plan (PC—I) at
- ‘one section of the Department or Organization and pass it down to
.another person or section of the department or orgamzatlon for its
implementation. It is essential, therefore, that the project is understood
and interpreted in the same form at the implementing end as it is origi-

" nally conceived by the planner. It is essential, therefore, that the do-
cument is comprehensive and unambiguous if those involved at different
stages of the project life are to have the same preception of the project.
A misunderstanging or misinterpretation of the title of the project by the
project manager can lead to total misinterpretation of the project plan
~and it has been observed in many situations that the project which is
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unplemented becomes dnfferent trom what it was concelved to be so -
‘ much that even the objective and targets ot the project are changed

In defining a project or formulating a project tltle, the followmg
. should be taken into consideration:—

a.  The project title is short, simple and accurate.
b.  Only standard terms are used in the title.

c. In case where some new or unfamiliar concepts and ideas -
. are glven in the plan they should be clarified. The title
should be specific and attempts should be made to avoid
vagueness. '

4.3 Objectwes and Targets _
-\
A project has a range of objectives, depending on its scope and the
level of abstractions under consideration. A rural development project

may seek to increase income of a group of rural poor by expanding their

crop production through the introduction of new seed and cultivation
methods. Dependmg on the level of abstraction, the objective may be

.distribution of seeds, the higher crop yield or increased income of the_
farmers.

. Each of the above objectives is related to the others and they are
really a part of the mean-ends chain (Youker and Burnett, 1980,
CN853). In education projects, this chain and inter-linkage of objectives
can be illustrated by the agro-technical scheme of education. The project
aims at introducing a scheme of education which comprises teaching of ’

" agriculture, commerce, technical courses and. home-economics to broa-

den the base of the present general education in high schools. To accom:
plish this purpose, the project aims to introduce agro-technical subjects
specified in the new curriculum in 1000 schools at Mlddle stage (clames

VI-VII) and in 200 high schools (classes IX and X). '

The project thus has three distinct objectives"—’

1. Introduction of the new curriculum (whnch depends first on-
~ development of)
2, 1000 school for teaching agro-techmcal subjects in classes :
_ VI — VHI (which would provnde a base for téaching agro-. -
technical subject in) . T
3. 200 high schools.
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:4 4 Objectwes ot‘ a Pro;ect

As a prolect is part of a plan or a programme, it is essential that
the objectives of the project should be realistically and objectively rela- ’
ted with the goals and targets of the plan and should be stated in such a
‘way that their achievements can be measured and evaluated on comple- ~
tion of the goals and targets of the plan and should be stated in such a
way that ther achievements can be measured and evaluated on comple-
tion of the project. In Education projects, there is a tendency to defining
objectives of project in such 'a way that sometimes they are very
remotely related with the goals of the plan and their outcomes or

impacts are not immediately obsérvable and measurable.

A The specification of objectxves, output, activities and inputs and
the mean end hierarchy are the subject of unit 4 of thxs course.

4.5. Justlflcatlon

Smce all projects mvolve resources- which could be mvested any-

where else, selection of a project, therefore, should have full justification
for its size, scope, its location and should be based on immediate needs
of the people or. area for which it is prepared. It should be justified in
terms of providing the greatest benefits in relation to resources given the
- existing scale of priorities within the country. ‘

*

4.6 Linkages with Development Plans

Education, although considered as a separate and independent
- sector- in the national development plans, is very-closely linked" with and
- dependent upon development in other sectors. The lirkage of an educa-
tional project with other development projects and plans should be very
“clearly identified and laid down in project. Examples of these linkages
include the demand for skilled and educated workers from the industrial
sector; the availability of building materials and other resources for
schools and the mterrelatlonshnp between cumculum and soclety needs.

47 Orgamzatlon and Management

In bus_mess and Industry, project management is defined as “‘mana-

_ging and directing time, material, personnel and costs to complete a
- particular project in an orderly, economical manner, and to meet estab-
" lished objectives in time, dollars (money) and technical results >
(Spinner, 1981, pp. 1—2). The project management necessitates an organi- - -
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zation peculiar to the nature of the project. As it was noted earlier in
references to a matrix style project management, a project organization
implies coordination among the several organizations or agencies invol-
ved. It is essential that the organizational structure of the project clearly
identifies its linkages with other organizations specifying the jobs to be
undertaken by each organization and the method and procedures should
#be clearly laid down to avoid any confusion in the process of implemen-
tation of the project. Needless to say the agreement of related organisa-
" tions to their involvement is essential if the project is to succeed. This is
~ especially issued when organization will face an mcrease in the workload -
and responsibility as, a result of the project. S

4. 8 Budgetmg

therally the term budget snnply means an estlmate of the future '
financial income and expenditure. In projects, the ‘budget’ is used as a ‘
" management tool. It serves the purpose of.allocation of funds in the
projects which are based on the pre-determined amount of money, and
refers to estimation of financial requirements in cases where projects are
initiated, and referred to authorities for approval of funds.

Although the total amount allocated for a budget is pre-deter-
mined, as the implementation of the project progresses, there are
situations which- might necessitate adjustment and readjustment of -
budget. The project plan, therefore, should provide for a flexibility in the
reappropriation of the budget on the one hand and should also have -
provision for additional financing on the other hand in case it becomes
necessary at any point. However, the project plan should not assume that

~ extra resources will be made available and it might ever be used to plan
on the resources for a project bemg reduced in the event of financial
crises in the country. : '

‘Since the implementation of any project is dependent upon the
.availability of funds and the manager’s controls over these funds, it is
essential that the budgetary provisions, financial powers, and financial
procedures are-clearly defined before a project begins to be implemented.

49 Resburce' Identificatioh

_ In general four types ot‘ resource are usually requlred for unple-
menting a project:— , ‘ o

a. Financial Resources

— A



b.  Manpower Resources
‘  c. - Materials
d. - Supplies, Services, Tools and Machihery

a. Financial Resources Since the unplementatlon of projects
depends largely on avallablhty of funds to the project manager

as and when they are needed, all the items involving financesshould

be based on very careful calculations. The responsibility for
~ finances should rest with the sponsoring authority and all matters
concerned not sure about this should be clearly streamlined so -
~ that at the time of implementation of a project the project mana-
A ger wxll not face with the financial problems.

b.. A Manpo_wer Resources: The manpower requirements of a
project may vary with the progress of the project. Some of the
manpower, therefore,may be required for the project life and
some could be hired on adhoc basis. In either case, it is essential
that the right type of manpower, is available for project imple-
mentation. Selection of personnel for projects is a complex matter.
Often the skills and expertise needed are in short supply and or-
ganising their employment at the approprmte time, in conjunction
with other scale expertise can be difficult. A project also has a-
fixed life and the terms and conditions of contracted project per-
“sonnel will vary from those of permanent organizations. In com-
. pensation for the greater insecurity and lack of career prospects,
project staff might expect higher pay, knowledge of which can
create university with the established staff of ministry. The man-
power requirements of the project, therefore, should be made
keeping in view the changing manpower needs of the project as it
- progresses. Miscalculations in this regard can lead to delays and to
excessive expenditure or in distributed work on the part of the
‘project personnel. A clear indication of the skills needed, the dura- -
.tion of the need, and the timing of the need is essential, if imple-
mentation is to proceed smoothly.

c. Materials: For projects where any kmd of raw or finished
material is required to be used, it is essential that the sources of
supply of such material is verified from the output. Also fluctua-
‘tion in their demand and supply and their cost should also be taken
into consideration at the time of planning a project. Im- .
ported materials may need to be ordered in larger packets and well

in t:me . .
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d. Supplies, Services and Machinery: The success of a project
depends upon the availability of whatever is needed for the pro-
ject at the time it is needed. During implementation, one cannot
afford to ‘have all the things readily available what one needs at a
certain time. The project planner should take into consideration
the requirements of ‘the project and should ensure beforehand,
through a detailed plan, network and resources schedules and by
means of checking, constructing and securities for non-delivery,
that they will be available and that delays in their supply and -
availability will not create problems to the project. .

It is in the specification of type and quantity of inputs for a pro-
ject that the greatest degree of technical expertise is called for, A know-
ledge of the most appropriate types of inputs, the quantities needed to
achjeve given objectives, and the timing of their delivery (so as to ensure
.their final arrival) is required. In the determination of inputs, a.collec-
tive or team effort is more likely to produce ’accurate plans, than the-
effort of an individual. '

'4.10 Feasibility Analysis

- Feasibility of a project refers to its being practicable and implies
studies to determine it. The feasibility studies are also carried out to
determine it and there is a need for experimental demonstration or pilot
components before the full scale operation of a project. International

aid-giving agencies like World Bank, UNDP, US AID etc. are insisting on ° .

detailed sophisticated feasibility studies before they agree to sponsor a
.development project. There are so many projects in education which
would never have been undertaken only if a feasibility study has'been
carried out before its launching. Certainly, the large sums of money

" -which had been almost wasted in such projects would have been saved

- and utilized for various other developmental activities of the sector '

Dependmg upon. the nature of a prolect a feas1b111ty study could.
be  simple or complex. Usually, feasnbnhty studies are carried out to
determine the followmg areas:— .

Need for a project by the community and locality
Utilization of the outcome of 'the project

Cost benefit analysis, (or where this is not possxble)
Financial requirements, the timing of local and forelgn
funding

5. Choices between alternatives

=
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Cost effectiveness analysis

- Organisational aspects of the proposed project
Impacts and possible spillover facts of the pro;ects
Sultabxhty of environment for the project

owa®

. In Pakistan, a PC—II Form (see appendix “C”) has been introduced
by the Planning Commission for feasibility studies to be carried out be-
fore a project is planned or undertaken. A PC—II Form is designed to pro-

~ vide preliminary information regardmg the name of the project, adminis-
trative authorities responsible for its sponsorship and execution, details -
of surveys, feasibility studis and details of schemes likely to be submitted

_ after surveys. The PC—II from is fact is a proforma giving justification for

" expenses and preparing cost of such expenses on conducting feasibility
~ studies. It does not provide any gurdehnes for feasibility surveys.

A feamblhty survey,as it is evident from its very title,implies
carrying out a survey study which is a method of scientific research, A

~ reliable feasibility ' study - depends necessarily ‘on a carefully designed .
studies stnctly followmg the methods and procedures of sclentxflc '
research ’

4.11 Detailed Project Design Stage

- Once the declsmn has been made to invest a given sum of resources
in a specific set of activities in order to-achieve given results, there
follows the stage of the detailed planning how those resources will be
marshalled and deployed. The responsibility for this lies with the project
manager who should be appointed at the. commencement of thisstage
and once the decision to go ahead with the project has been made.
The detailed project design is a procss whnch will determine how the -
project is to. be implemented. It is a translation of the project idea into

an action plan. It is the stage of the planning cycle at which such specia- = - |

lists as architects or curriculum planners will be engaged. If they had been
employed prior to the feasibility study stage, and the project had been
rejected, then their fee would have been wasted. The exact detailed re-
requirements of the project will be determined at this stage education
issues may remam to be resolved. '

. 4.12 Prolect'Desgn
The’ project plan is a document prepared by the project planner
‘whereas the project design is translating a project plan-into a workplan

by the project manager Preparation of a project design, therefore,
: _mvolves two activites — flrst it involves the revaluation of the prOJect_
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plan thh a view to implementing it within the tlme and resources
available and achxevmg the objectives or targets-of the project, and
-secondly breakmg it down into a number of activities or managerial tasks
and preparing the scheme for undertaking each of these activities at an
. appropnate time. :

In the process of preparing a project design,the project manager
may- on occasions have to fill the gaps in the project plan, left out by
the planner and again and again to familiarize him with the project
plan. In this process, the project manager may have to refer to the pro-
ject planner. Once a detailed des:gn exists for the project, its feaslbillty
can be re-assessed.

SELF ASSESSMENT QUESTIONS

Having read this unit, you are expected to be able to-answer the
following questions. If you have difficulty with any of them, go through
the relevant portions of the unit again and make sure that you do not
Sklp any unanswered question.

1. ~ What are the meanings, purposes and inter-relationships of
plan, programme and project? ' : _

2. What ar the various types of plans, programmes and p'rojeets
known and in use in Pakistan?

3. Whet are the steps in a project cycle?

4. What should  be the criteria for appraisal of an educatxon
project?

5.  What are the essentials of a project which the project
planner and project manager must never lgnore’

6. What is the dlfference between a project plan and a project
, desxgn" '
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APPENDIX—A - PC—1 FORM
GOVERNMENT OF PAKISTAN

" PLANNING COMMISSION -

PROFORMA FOR DEVELOPMENT PROJECTS

* (EDUCATION, TRAINING & MANPOWER)

+
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Code Number for Project .

: : _ o v '*(To be filled in by
L ‘ ~ PART ‘A’ . Planning Commission)

_PROJECT DIGEST
1. Name of Project

2. Authorities Responsible for |

i. Sponsoring
- il Execution ,
iii. Operation and maintenance

3. . Time required for completion of project: (in months).
4. a.  Planprovision .

i.. If the prOJect is included in the Current Frve-Year Plan,

specify actual allocatxon
i If not included in the current Plan, how is it now pro-

posed to be’ accommodated _(Inter/Intra-Sectoral ad-.
. Justments in allocatxon or other resources may be
mdlcated)

iii. If the prolect is prposed to be financed out of block :
provrsxon for a programme mdrcate

/

rTotal Block  Amount already Amount proposed Balance avarlable
Provision - committed for this prOJect - :

b, If the project is not in the Plan, what warrants its mclusron in
the Plan :

5. Relationship of the project with the objectives of the sector: In-
" dicate the contribution of the project, quantified if possible, to
the targets in the Five-Year Plan, and the names of other projects
(whether sanctioned or under preparptxon) which would form part - -
of an integrated programme wnthm the sector. . :
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- 10.

,Foreign Exchange Costs. - Total.

Capital Cost of Project: | A, ) (In t'hpusand‘Ru‘pees),
Local Costs. '

Annual recumng expendlture after - (In thousand Rupées) -

completlon

Local
F.E.
Total

| Objectives of the Project, preferably in quantltatlve terms.

PREPARED BY | (NAME AND DESIGNATION)

CHECKED BY _ (NAME AND DESIGNATION) :
APPROVED BY S (NAME AND DESIGNATION)
Date. , k ; ' :

-PART ‘B’

PROJECT DESCRIPTION AND FINANCING

Location of Project (Attach map):

a. Give name of place and administrative district in which-the ’
service centre will be located. ' :

b.  Indicate total area which will be‘serve_d.
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 sectors 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 will serve as feeder institutions for the Project.

- 11,

. Descﬁp’tion of the project -

~a.  Give’ brief hlstory, proposed facxlmes and )ustlflcatnon of

Prolect
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“b.” Give population of the area to be served, age groups and
.income levels.

e Reiatlonshxp with other programmes in the same sector and
in other sectors. — Indicate whether coordmatlon with
' other sectors has been ensured

d. Give student-teacher ratro for the. pro;ect and the national
average for the proposed level of education. — Give also the
extent of library and laboratories facilities per student and ‘
how it compares with the national average.

“e. 'The employment prospects. of the persons to be trained in
terms of the present and future demand.

f.‘ ’Give’ details of the type of training or education to be im-
~parted. — The. syllabus and the subjects in which emphasis -
will be placed Indicate availability «of teaching staff.

‘g. Gwe detalls of admmxstratrve strcuture for nnplementmg
' the project. - . . .

12, Give d_ate when capital expenditure estimates were prepared: If
" prepared more than one year ago, confirm if they are still valid.

' 13. Capital_Cost: Give breakdow_n of capital cost year-wise corering :
. the whole of the investment period, as indicated below:— ‘

_ Item - Total " IYear - 1 Year

at official rate  at official rate at official rate
of exchange "~ of exchange of exchange

Local FEC Import Total Local FEC Total Local FEC Total
) Dutles .

14. Basis of cost estimates. (give full details).

15. Estimates of annual recurring expenditure after completron of each
phase of the project: ‘Also indicate source of financing recumng
- expendlture
‘LocalCost F.E.  Cost Total
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Salaries of Staff:

a.  Service Staff
b. Ancillary staff (e.g. para-medlcal)
“¢. Supervisory and Administrative Staff
d.  Consumable Stores and Supphes (Please speclfy)
e. Books and Journals.
f. ‘Contingent'Staff ‘
g Other Contingencies e.g., electncity, water, postwe etc.
h.  Rent and Rates
i

Other Expendlturee £ sports and workshop supphes

5 (o

Unit cost for each category of service or output e.g for educatio-
nal mstltutlons, the cost per student and how it compares with -
cost in other mstltutlons

17. In case of projects for production of goods and services e.g., pro-

" duction of textbooks, give expected income statement (Profit and -

Loss accounts) for ten years or until normal capacity is reached:
Rate of 'depreciation-and salvage value of property should be
given. A .

18. Annual phasing of .phy(sical work and financial requirements for
the project: Attach PERT or Bar Diagrams, if prepared..”

" Physical \rork | - - Financial requirements

Ttem . Local FEC. . Total

Already completed:.
1styear (19.......

* 2ndyear (19 .......
3rd year (19 .......
4thyear (19 ..... P

" Bthyeat (19..... oo
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19.

20.

- Foreign Exchange Expenditure: '

" Year  Material Consultants  Others  Total

4N o f 1 o

22,

a. Likely sources and amount of forelgn exchange cost of the
© project.
'b. . Present position regardmg avmlabxhty, commxtment or ne-
gotmtlons :
21. . Indicate sources and amount of mpee component of Project:
Sources .  Amount for Capital . Amount for Re-
Expenditure _ curring Expenditure
a. Govénix_nent sources:
i. Grant
. i, Loan
" fii.  Investment
iv. Du:ect Govt. Expendlture
'A b.  Sponsoring Agency’s own fund
" ¢. * Private Investment.
d.. Local body.resources, if any
e.  Non-Government borrowing.
. Other sources (e.g. Recoveries).
" Results of the Project: " Number of persons served -
A Direct benefits o , E ‘
* ii.  Indirect and other _ Contribution toward specific tar-

e

benefits .- gets/social objectives

95



23. a. | Approximata‘ number and categories of job opportunities
' likely to‘be created indirectly as a result of —

‘i. - Implementation.
ii. Operation of f)roject.

b. Economic life of components ot project (Buildmgs, equip-

- ment etc)
PART ‘C’
" PROJECT REQUIREMENTS -
24 a ‘Manpow_erv .. _ForExecution _EQL.Qp.mhoL
: o : man month Number .
1. Professional and Technical | R
2.  Administritive, Executive and Managerial . |
8. Clerical.
4. Service
. 5. Skilled . o ‘ _ o :
6. Unskilled . o v R
7. Others - C

t
b. Likely shortage of manpower by occupation

- ¢c. - Stepsto be taken to assure availability of manbowe‘r _'

d. 'Approxiinate'n_umber of persons required to be trained per
year (locally and abroad) and the kind of skills to be learnt

e. Give total capital outlay, give the capltal cost of mobihzmg
' one worker for one shlft

25. Physical and ‘othet facilities required for 'proieét:

v

Item Total To be provided To be provided

from the project ‘from the public
itself - utility
a. Housing by type
b.

Power supply.
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¢. Water and other utilities
d.  Others

26. Materials, supplies and equipment requirement:
Al Minimum total requirements for execution:

To be completed only for ma)or items costmg more than 10% of
the total cost. . :

Items - Unit Local Foreign . Already available with agency

Quartity ~  Cost per Rate Cost per
Rate : Quantity Unit Unit
1.  Materials

L

2.  Supplies and spares

meP A TE

3. Eﬁuipment and. machinery

oo TP

v

AL Materials, spares and supplies - and equipment for operation of

Project.
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Local . ‘ " Foreign .

Unit

Quantity Rate Cost Quantity Rate Cost
per unit ' o per unit
1. Material ,
a.
b.
c.

2. Supplies and Sapres.

a.
b.

© 27, . In the case of imported material and equipment for execution, in-
- dicate. —_— :

a. - Justification for imports
b. Proposed source/sources of supply
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Ahnexure to P.O.C.

(This part .shouvld‘be filled up only for revised scheme).

1. Comparative cost estimate of the last  sanctioned and tevised

schemes: '
Last sanctioned Project Revised Project
Items , . '
: Local Foreign Total Local Foreign Total .
: * Exchange . Exchange

a -

b.

c.

d.

e..

f. .

g.

h.

i .

Give reasons for the revision in cost estimate

Items - - . Reasons for the revision

@ e ae TP
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Total expenditdre incurred so far:

2,
Expenditure
Local Fdreign - Total
a. - ‘ |
b.
c.
“d.
e.
f.
g.
h.
i.
3. Progress of work: '
(a) ) (¢)
As per schedule ‘Actual -  Reason for -
sanctioned Achjevement _ delay
4. Project History:

Date Cost Planned period Reason for
" ~ of completion revision
Local F.E. Total in months.

Original sanction
1st Revision

2nd Revision
3rd Revision
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APPENDIX—B

GOVERNMENT OF PAKISTAN
'PLANNING COMMISSION

MANUAL
: : OF ,
INSTRUCTION FOR FILLING THE
' P.CIFORM

1974
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PART “A"

PROJECT DIGEST

, Item I. (title.—The exact title of the project should be brief and
should properly identify the purpose of the project. If owing to revision
before sanction, the name is no more representative of the scope and pur-
pose of the project, it should be changed but the previous name should
continue to be added in parenthesis below the new name, until the pro-
ject is sanctiond. No name should be changed after the project has been -
" sanctioned. If the projectis a phase of scheme the phase number should
 be mentxoned :

_ Item 2. (Agencies involved).— The names of the agencies should be
separtely indicated. If the same agency is responsible for more than one
function, the name may be repeated. If the project has been sponsored
by a Provincial Government, the names of the Central Agencies eoncer-
ned should be separately indicated against 2(i). 2(ii) & 2(iii), as the case
may be, by giving semi colon (;) after the name of the provincial agency.

Item 3 (Period for completion of Project).— The period for com-
pletion of the project should begin from the month in which the ground
work on the project is started and end with the month in which the
project is expected to be operatlonal : . , - -

Item 4 (a) (i) Plan Status).— In case the prolect is not mcluded in
the current Flve Year Plan write the words not included.

Item 4(a) (ii) & (iii)— Self explanatory.

Item 4(b).— In'case the project is not included in curreni: Plan,
- state briefly its relation, if any, with the programme of the Plan. Suffi-
~ cient reasons should be given for its inclusion in the Plan. -

Item 5 (Sectoral Programme).— The role of the project in the
overall programme of the sector should be indicated. Information relat-
“ing to this item may be obtained from the plan documents, administra-
" tive ministries or planning organisations. Other projects which are: to be
closely integrated with the proposed project should be named and their -
preéent status (sanctioned or under preparation) indicated. ‘
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' Item 6.— Indicate briefly w:thout gwmg detailed 1tem1sed break-
up the capital cost of the project.

_ Item 7.— The mformatlon given in detail in Part B relating to

financing of project should be given in abstract form

, Item 8.— Against this item indicate, in‘a brief manner, the objee-
tives of the project which have been given in greater detail against item

II. While item II should give a.complete justification and consequences

of the project, item 8 should give only the main ob]ectlves preferably in

quantifiable terms. :

_PART “B”.
9. Self-Explanatory.

10. The purpose of this paragraph is to know the total needs of the
~area or the community and to what extent those needs are at present
- being met by the existing facilities. The needs have to be spelled out in
‘terms of the specific requirements for each category of population. Thus
it the Project is for establishing child ‘health clinics the population of
children of the relevant age groups and the income characteristics of
- ‘those families-should be given. The details of the existing public and
_private sector institutions catering to children’s health should be given to'
the extent possible. Fot the establishment of a general purpose hospital,
data about morbidity etc. should be given for about five years and the
number of beds and outdoor arrangements in public and private sector
should be indicated. For preventive health services, data relating to water,
sewerage and environmental hygiene should be spelled out.

For family planning, the demographic statistics should be given
alongwith the staff at present working for family planning in public
sector and on voluntary basis. The effectiveness of the existing staff
should be highlighted by giving the results of knowledge attitude practice
surveys. For social welfare projects, give similar details about the needs
for a particular service, the population and income groups to be covered
and the exnstmg facilities avaxlable for coverage of such population.

11. Having established the need and indicated the exlstmg facllltxes, the
. sponsor should give details of the proposed facilities to be created
through the project. Thus details of building, equipment and staff re-
quirements should be given and each component of the project justified
in the context of the purpose set out for the project. The details should
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indicate how a balance is being achieved in the provision for various
components of a project e.g. the balance between outdoor and indoor
facilities in case of a hospital. In case ot family planning, it will mean
giving the staff and supplies, the arrangements for motivation and distri-
bution and the targets for each phase of work.

12. Self-éxplanatory.

13. If any item of capital expenditure has not been mentioned in the
list, give details of such item. :

-

14.  Self-explanatory.

15. Indicate how the facilities created by the prolect will be main-
tained when the project period is over. p

16.' The most appropriate unit should be selected. In case of curative
health, the cost per outdoor patient or per bed should be given. In case
of family planning, the cost per acceptor and per couple contacted should

. be indicated. In all projects which have building components, the cost of .
construction per square ft. of built — in area should be given.

17. Self-eicplanatoxy.

18, The phasing should be given in detail. The physical work should be
broken up into various parts.

19 Indicate details of items included in others.
20. Self-explanatory.
21, . —do—

22, The results of the project should begiven in terms of various
hierarchies of.objectives. The ultimate objective of a health project may
_be reduction in mortality and morbidity which consequently increase the -
productive span of a person’s life. The contribution of the projectiasuch
objective should be givep. The ultimate objective is obtained by achiev-
ing inermediate level targets e.g. increasing the number of beds or cont-
rolling a specific diseases. These intermediate goals should also be'stated
so. that the path through which the goals are to be achieved are known.
In case of family planning, the ultimate goals would be reduction of .
birth rate but the intermediate target would be increasing supplies of
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contraceptxves, motivating couples i ln relevant age groups and increasing
- the number of acceptors.

23, -a. Indic'ate, if possible, the number of jobs likely to be created
indirectly as a result of implementation and operation of project.

b. Indicate the period for which the bulldmg or equipment will
continue to be useful and productlve

PART“C”
PROJECT REQUIREMENTS

Manpower

_a— Information required to complete this item should be ob-

tained from appropriate sources. If the work is to be completed on
‘turn-key basis”, the information should be obtained from the agency
directly concerned with it. If the work is to be executed through Interna-
tional tenders, the details of that tender should be indicated. The extent
of foreign collaboration may be specified clearly. Where the work is to
be jointly executed, the extent of responsibility of each agency should
be indicated separately. Under this item, only the number of full time
employees should be included. Clear distinction needs to be made bet- -
-ween foreign and local .(Pakistani) personnel and their number men-
tioned separately. If foreign personnel are to be replaced gradually by
Pakistanis, both the initial and the eventual Pakistani-foreign breakdown
should be given. The period for which each category of personnel is
required should be indicated in months,

" The sub-head, “Professnonal and techmcal” includes accountants, -

agronomists, engineers, teachers, lawyers and other professional and
technical personnel. Administrative managerial sub-head includes mana-
gers, directors. and government administrators; “Skilled Workers’ in-
“cludes Working foreman, and their assistants, Mechanics, Electrician,
Carpenters, Masons, Factory or agricultural “Unskilled Workers” would
include those who do not require any special training before they start
the work. Other employees who do not fall in any of the above catego-

" ries, may be put under “Others

A list of the manpower required.should be appended with PC—I to
indicate specific occupation titles (designation) rather than general
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~ groupings. Whenever possible, the scale of pay suggested for each type o

employees should be given. For particular persons requiring special’
training, the period when they would actually need the training should
be indicated. It should also be made clear whether the persons 2

already employed by the sponsoring authorlty/contractor or whethc.
they are to be specially recruited for the Projects.

Details should be given for the manpower required on completion
of each phase of work or for various levels of capacity utilisation. Thus
for education projects, if a number of schools are to be opened, the
manpower required for running the schools opened at the completxon
" of each phase should be given. '

(b&c).— When there is no shortage of manpower, the reply may be “
shortage anticipated”. .

If there is any shortage expected in any particular unit of the
overall scheme, the details of such shortage should be given by occupa-
tion (Managerial, professional, technical, skilled/unskilled etc.). When-
ever possible, shortage of foreign and Pakistan personnel should be
indicated separately. The period for which the shortage is anticipated
should also be mentioned. Whenever possible, exact title of the occupa-

tion including the scale of pay may be supplied.”Once the shortage has '

been quantified, the possible ways of meeting’ the shortage should also
be suggested. Indication as to whether the required manpower is locally
" available or not and also whether the shortage is temporary should be
" highlighted. The possible ways of arranging manpower may include
recruitment, transfer or deputation from other .agencies/Depts and
through training either within the project or in some organised institute.

(d) The details such as extent of training, subjects to be covered,
the duration of training etc. should be clearly indicated. Possible places
(whether within the country or abroad) where such trammg facilities
should be available may also be stated.

(Physit:al Requirements):-— Physical and other facilities may in-
- clude housing, power plant, filteration plant, sewerage treatment plant
etc. Details of the sources of obtaining these physical facilities should be
indicated. If a particular facility is to be provided on a joint venture
‘basis, the extent of responsibility for each authority/agency should be
clearly indicated. The importance of giving careful attention to the
completion of this item is stressed as delays have occured in the comple-
tion of many projects owing to non-availfbility of certain services. It is
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necessary for the authorities responsible for preparing PC—I form to
ensure that the precise requirements in terms of quality, quantity, of
- supplies and services is made and a confirmation obtained from the

seryice or utility organisations that those services would be made -
available. ,

(Equipment Requirements).— The information should be given
only about major items (i.e. those costing 10% or more of the total cost)
or about items which may pose problems of procurement. Materials-and
equipments available locally and to be imported should be put separa-
. tely under appropriate columns. Indication should b made about the
possible sources of getting this equipment.

(Imported: Matenal) - Justmcation of Imports may include reasons 4
‘such as:— :
~a. . the item in question is not avallable locally;

b. local productlon can not meet the overall requu‘ements

c. it is cheaper to import the item even after shadow . pricing
to foreign exchange,

i sponsoring authority may be bounded by certain agree-
ments with the aid giving agency to import the item :

e. the quahty of local production is not acceptable to the
foreign contractors etc. '

N

Details should be given regarding the sources of supply. Reasons
for selecting the proposed source may include the following:—

a.  bounded by certain agreements with the aid giving agency;
. b.. for the sake of standardisation; | |
c. _ rate ;quoted is r-eason_able'; |
- d.  item is question is 'availabie there only;
- e. quality is thought to'be.the best;

f. Free service would be avallable for a comparatively longer
period;
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g available on suitable credit terms;
h. transportation cost would be largely reduced;
i. source is more reliable etc.

Item—1.— All work should be broken'down into major items. Rea-
sons for the revision in cost estimate should be given in detail against
each item. Main reasons of revision may include.

" ANNEXURE TO PC—I
a. Changein the unit rate of the items

b. Change in the quantity of the item due to change of plan
and design or due to more accurate design and estimate

c. Addii;ion of items left out in previous estimate
d. Change due to increased cost of Insurance and Freight

e, Change due to Government policy towards customs and
excise duties including import and export policy

£, Change due tb any other factor which could not be' an_ficipa- '
ted at the time of previous estimate, such as:

i. Change due to comparatively higher cost of materials
and equipments bound to be imported from did giving
agency ‘

ii. Change due to higher transportation cost of materials
and equipment to and from the site which is located in
a place where transportation system is not fully deve- -
loped

g. Change i in the agreement mth torelgn/local contractmg firm |
“ete . 4

While explaining for revision, ‘details of each and every change
_ should be mdxcated by quotmg old and new rates/figures for each sub-
item. :

Item 2.— Oniy major items as in item 1 above should be ingluded. |
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“The heading “‘expenditure incurred so far” calls for the indication of a’

specific date (preferably in month of the year) to which the expenditure
.related. _ o ' '

Item 3.— The physical prdgress made upto the month in which -
revised PC—I is proposed should be indicated. Wherever possible, item-

wise progress should be given. Progress should be indicated in percent-
ages. . ‘ : -

Item 4.— Give a history of the Project as indicated.
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" APPENDIX —C
P. C.-Il FORM

GOVERNMENT OF PAKISTAN

'PLANNING COMMISSION
PROFORMA FOR DEVELOPMENT PROJECTS *
(SURVEYS AND FEASIBILITY smnmjsi |

1974
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~ Serial No..:

To be filled in by Planning Commission.
1. Nameby wh'icﬁ‘suwey will _be indentifEd. - |
2. | Administrative authorities vresvponsible for.

< (i) Sponsoring.
(ii) . Execution.

3. Central Ministry concerned with:

(i) . Sponsoring.
(i) - Execution.

4. Details of Survey/Feasibility study:
/ a. ~ General description.
b. Justification. <

" ¢. Month of commencement and completlon (give details of’
‘ phasing).

d Estimated Cost  Local Cost Fo_reign Cost - Total Cost "

o

. Year : o 4
= :
e. (i)  Personnel required. Pakistani : .Foreign
Category Number _ p'ersonnel personnel

(ii) Give period of contract for local and forexgn consultants
' * and term of their appomtment
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f.

Mode of financing: (Give budget provxslon)

If foreign exchange expendlture is mvolved md1cate whether a

: f1rm commltment is avallable

5. Details of scheme likely to be submltted after survey: (lee mfor-
mation wherever possible)

a.

b.

‘General d'escr'ipﬁon

Location

Estimated cost Local cost Foreign cost Total cost
Year : ' :

1

02
3

Benefits of Proje_ct_(Eéonomic, financial and rion-qﬁantifiable) :
Probable mode of financing

Number of persons likely to be employed during implementa-
tation of scheme and after completion.

Category  Number Local personnel.  Foreign personnel
Materxals and parts required vearly after completion of pro;ect

(Local costs and Foreign costs)

Szgnature and designation of Officer

sponsormg the Project.

Instructio_né for filling up Form PC-II

1, 2 and 3 No. comments necessary.

4. (a) Provide a general descr‘iptiOn of the aims, objectives and cover- .
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“age of the Survey/Feasibility Study. Details of the Terms of

Reference of the Survey/Feasibility Study must also be sub-

mitted. Indicate the persent position regarding the lining up of
finances and manpower for the survey mdlcate and likely

B problems in this regard

()

" field have beén undertaken. A copy of such a study should be

: (c)

(@)

(e)

(f)

Prowde a detalled ]ustxflcation for undertaking the Survey/
Feasibility Study. Indicate whether previous studies in the

enclosed.

‘Indicate apprommate duration of study and proposed months

of commencement and completion of the study The phasing
for major items should be given in the form of a table ora bar
chart.

Indlcate cost estimates of, the study broken down between

local and foreign exchange expenditure. Indicate also date on.

which cost estimates were prepared and the basis of these es-

timates. Costs should be detailed according to requirements

of manpower, both local and foreign, equipment, transport
etc. Only the cost of Survey and Feasibility Study should be

. included and no cost pertaining to the main project which

would later be prepared on PC-I form should be mcluded in

the item,

(i). Indicate perso'nnel,j 'requirenients separately for local and
foreign personnel according to the following categories.

Professional and Technical; administrative, executive and
managerials, clerical, sales; service; skilled; unskilled;
others. - ' o '

(ii) Indicate the period of contract of both the local-. and
foreign consultants and the terms of their appointment.

Indicate the budget provision that exists or has been requested
for undertaking the - proposed Survey/Feasibility Study. If
foreign exchange expenditure is involved, indicate whether a
firm commitment has been made, or probable source of finan-

. cing alongw1th terms of financing.

@

Provide, in as much detail as poss1ble the technical, economic .

and financial aspects of alternative project that are proposed
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, to be undertaken after the Survey/Feasxblhty Study has been -

(b)

(c)
(d)

(e)

(f)
(8)

completed.

Indicate the location or choice of locations that are being
consxdered for the proposed pl‘O]eCt (s)

Indicate approxxmate cost of the project (s) with a breakdown .
of costs between local and foreign currency expenditures and

.- the years in which the expendlture will be incurred.

Indicate probable benefits of the proposed project (s)'includ-f
ing the anticipated rate of return, and social benefits. Item-

- wise non-quantlflable beneflts as well

Indicate probable mode of fmancmg for both the local and .

.foreign currency requirements.

Classify personnel needs as in 4(e) above.

Indicate annual operating requirements of the project in terms
of materials, spare parts etc.
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- INTRODUCTION

Thls unit deals with project planning in Pakistan. The contents
~ of this unit are based on the official reports and documents of the
Planning Commission; Ministry and Departments of Education and
personal experiences of petsonnel associaed with them. An attempt has
been made in this unit to present the actual situation as it relates to pro-
ject planning in the country. But on occasions,some general comments-
or suggestions have also been given to help the student understand and
better appreciate the prOJect planning.

OBJECTIVES
After studying this unit you-will be able to.—

1. Discuss the stages of project cycle in relatlon to prolect plannmg,
v_practlces in Pakistan. »

2. . Elaborate the process of project planning and its iinplication for
*the jobs of project planners and project implementers.

3. Analyse the items of the present PC—I form and its short-coniings.

4, Explain the project plan gaps under the present system.
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L

1. THE PROJECT CYCLE IN PAKISTAN

The process of project planning is ﬁsually described in reference to
the stages of the project cycle. Although, these stages are often depen-

. dent upon and determined by the nature of the individual projects, most

good projects would, however, follow the followmg prOJect cycle dxs-

" cussed earlxer in the Unit—2:—

a. Sources of Project

Feasibility study

Project formulation (project preparation or prolect plan-
ning) S

Project appraisal

Project approval

Project implementation

Project operation -

Project evaluation

FR oo a

The stages of the project cycle are logically inter-linked and inter-
dependent activities. However, each of these stages constitutes an inde-
pendent activity in itself as well. A study of education projects specially,
in Pakistan, however, shows that in most cases, the above project cycle

" has never been followed in its entirety. Sometimes, some of these stages

are inter-mixed and they are not identifiable in actual practice, €.g. it-is

difficult to find a project, the formulation of which had been preceded

by a feasibility study of any kind. Similarly, there have been few studies -

. on project evaluation. Project appraisal and project approval tend to be .

somewhat inter-mixed in the project authorization procedure. For the
purpose of the studies of process of project planning in Pakistan, how-
ever, the above project cycle will be used as a model of project planning
which planners should aim to follow. :

1.1, Sources of Projects
The projects identified for implementation are reflected in the -
National Development Plans of various sectors. However, in practice
followmg are the sources of projects:—
a.  National Development Plans '_.,

b. Sectoral Plans
c. Annual Development Plans (ADP ’s)
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d. - »Personal Initiatives -

e. International Assistance Programme
f. Local and Community Needs _
: a. National Development Plans: In the paSt,it was a common

practice to append related projects to the National Development
Plans. The practice was discontinued in the 5th Five-Year Plan,
but there is still a reference to major on-going projects in the
Plans. However, plans still form a basis for project identification as
it is evident from the PC—I form which requires information about
the project having its provision in the plan. In case it is not inclu-
ded in the plan, the PC—I form contams an item on the justificax

tion of the project. A study of many PC—1 forms ptepared in the . ¢

. past shows that this justification is usually glven with refefénce to
certain plan provxslons

b. - Sectoral Plans: As pointed out by Veitch (1979, p. 26)

“Even if there is a marked showing towards planning projects from

- a basic needs stand-point (in Pakistan) sectoral plans still form.a
basis of project identification in very many instances.”

c. Annual Development Plans (ADP’s): Although it is not
always true, the ADP requires that the projects for each sector
- should be identified in advance and should form the basis for
ADP. However, in practice a large part of an ADP is taken up by
. the on-going projects, and the projects over-running in time and
cost estimates. There is practically little room for new projects.
A certain amount of ADP funds goés for “Block Allocation”
which does not require prior identification of the projects. How-
- _ever, the block allocation is limited and would provide for very few
new pro;ects to be undertaken.

d.  Personal Initiative: Some of the major projects in education
have been identified by officers of Ministry of Education or
Departments of Education on their personal initiatives. The
- wellknown Teaching Kit Project of the Ministry of Education and

- Functional Educational Project for Rural Areas of the Allama
Igbal Open Un1vers1ty are examples of such projects.

e. In'tematxonal_ Assistance Programmes: The International
Assistance Programmes have been sources of many major projects
like ‘Third Education Project’, “The Pakistan Primary Education
Project—IV’, Population Education Project etc. International
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agencies are in a good position to identify projects for all countries -
based on their knowledge and experience of standards of educa-
tional provision and project ideas in other countries in the same

~ region or elsewhere in the world. Sometimes, international agencies .
have “pet”. project ideas which they try to promote in many
countries, without' paying detailed attention to l_odal wants and
needs. o S

Project definition requires, as a preliminary step, the assign-

_ing of a title or a name to a project. This constitutes item No. 1
of the PC—I form. The name of a project is intended to tell what
the project is about. Much of ‘what follows in terms of planning a

. project unfortunately depends upon how carefully a project is -

named. The title of a project therefore, must clearly reflect the

nature of the project. Too often, the name conveys the purpose

and content of a project proposal in the rush to implement it. -
. too little attention is paid to the objectives and definition.

f. . Local and Community Needs: Sometimes, a project is based
on the needs of the people. These projects are usually identified
by . the people concerned and presented through the local depart- -
ments or politicians. They usually constitute small projects such as
building of a school in a community, up-grading a school, cons-
truction of Intermediate college etc. : : o

The practices and policies regarding project identification, descri--
- bed in the preceding pages were intented to present an account of the
" existing situation of project on-goings in Pakistan. The following extract
from course notes of the Economic Development Institute of the World
Bank on Project Generation and Design are reproduced here to help the
reader to analyse and better understand the project identification system

in vogue in the country. . o ‘

1.2  Project Generation and Design

| The .f)roject generation process is perhaps best viewed as having
two components, the coverage over time towards the achievement of a
“development objective and the solution of a development problem: ,

a. Elimination of alternatives — a narrowing down from an initially .
: wide range of alternative solutions, each marked with: uncertainty,
to one well enough defined in its physical and intitutional com-
ponents, costs, benefits and risks to be ready for project appraisal -

and implementation; and
o o
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- b. _ Elaboration of detaxls —a sharpemng of the detail and precision -
- with which the des1gn of each aspect of the project is worked out.

The initial broad definition of ()bjectives encourages consideration
of wide range of possible solutions and lessens the risk of pre-mature
rejection of promising alternatives, while the gradual narrowing down to
a specific definition of the project avoid- unnecessary detalled prepara-
tory work on alternatlves that eventually are discarded.

Project gene,ratxon — whether intended or not —is generally divided
‘into a number of stages or sub-stages (often combined in practice), each
. ending with a decision necessary for proceeding to the next stage. It is
“preceded (or accompanied) by sector wok — i.e. the process by which
" greater sector and cross-sectoral knowledge is acquired by the project -
funding organization and the project executing agency; development
~ problems, policies and institutions are analyzed; and the knowledge is -
organized into actionable policy and investment strategies.

. Project identification is the first stage, comprising:—

a.” Identification of project ideas (and possible alternatives) to resolve
. priority problems or to meet key development needs as defined in
sector strategies. This is followed by the recognition of one,
several, or a series of alternatives as potentially viable and consis-

tent with country’s objectives. Usually, after completion of pre-
feasibility studies on the most promising project-ideas, (it leads'to)

b.  Prelim inary selection of a project concept and of alternative design
approech as suitable for further feasibility work.

. Projec: preparation consists of bringing a project defined in a

_ preliminary way to the point at which it can be appraised —i.e. a deter-
_mination can be made whether and, if so, how it can be carried out
effectively and at a cost comparing favourably with its expected contri-
bution to economic and social development and how it can be made -
suitable for domestic and/or mtematlonal fmancmg

Ca. - Feastb :ltty study: Project preparatlon usually requires the develop-
* ‘'ment 5y means of a feasibility study of the selected project con-
cept to the point at whxch a choice can be made from among
various design alternatives, and the pro;ect can then be consxdered.
as defmed in terms of both ‘software”.

121




b. Detailed design: At this point — which in many but not all sectors’
~usually coincides with the start of the bank’s project appraisal
stage — it is prudent and efficient for a country to commit the

level of resources needed for detailed engineering and detailed
institutional design. < :

1.3  Origin of Project Ideas
Project ideas originate from a multiplicity of v'sources;from‘ within

a country and from the international sectors, from national sectoral or
regional plans or strategies, from the benet‘lclary agencies, and from

various ‘informal channels including — as occurs with mcreasmg '

frequency — those who are most in need

At the national level, project ‘ideas can emerge from the national
planning processes, usually supplemented by sectoral or regional studies.
In some cases,these studies are commissioned by a project identification
agency or by a national pre-investment fund set up to provide an insti-
tutional solution to the difficulties that often occur in translating natio-
- nal development plans into specific projects. In certain sectors,such as

education there have been increasing efforts to involve and consult all -

relevant elements of a country in the review of national policies and
plans. )

" In practice, project ideas often result from the identification of : ‘

a.  Unsatisfied demands or needs and the most effective means to
meet them;

b. Problems or constraints in the development process due to
- shortage of essential skills and facilities etc.

¢. . Unused or under-utilized material or human resources and opport-

unities for their conversion toward more productive purposes;or,

- conversely, over-utilized resources whlch need to be preserved or
restored; and

d. The neeli to complement over investments.
Ideally, the 1dent1f1ed needs, problems or opportunities would be
ranked according to priority and organized into actionable strategies,

from which would flow the desired project ideas to bo ‘implemented in
squence or in parallel.
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Project ideas also emanate from:

a. The initiative, or the response to government incentives;

b. A government’s desire to respond to local political or social pressu-
: res originating, for example, from growing. economic, social or
‘regipnal inequalities;

c. The|perception of the possible external factors which may lead to
: invegtments in educatlon

d. The| occurance of natural -events (drought flood, earthquakes,
- ete.) or hostllrtles, which can be of such magmtude as to require
and ) nhst the aid of the international community; or

e. The desire . to create a local permanent development capability
(invéstments in institution building, the development of local
capabilities in project generatlon and unplementatlon, ete.

Project ideas ongmate not only from wrthm a country but also -
_ from abrogd:
9

a. The investment decisions of internetional agencies,
b. The ‘programmmg process of bilateral or multllateral aid agencies,

4 c. The influence of etrategles of mvestment patterns adopted by
other developing countries; the opportunities created by interna-
: _tiorral agreements, ' .. '

., The' prevailing professionalopinion and moral concerns within, or
policy pressures emanting from, the international community,

e. * International comparisons of standards of educatlon wrth count-
' ries at similar stages of development

Before project ideas can be 'identified, there is need to organize
and analyze the available information .on the country and the desirable
geographic project areas; the economy and the natural resources; existing
technologies, institutions, human resources and their development
potential; and the experience gained from past development projects.
This informatio:: can then be interpretted operationally through econo-

"mic- sector or special studies, with or without the involvement of the
international community. :
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' 1.4 ' Recognition of Project Ideas

. *  The first step in identifying a project consists of the recogniti.on
and selection of one, several or a series of a project ideas, originat!ng
from one or more of the various sources (described in the foregoing
" pages) as potentially viable to resolve one or several problems, }'_xeeds or
constraints in a country’s development. This requires a quick, pre- .
liminary screening by experienced pro_féssionals, who would be expef:ted
at the same time to suggest modifications and additional and potentially
better project ideas. This is a delicate process as both the age‘ncigs and
specialists concerned tend to identify and retain ideas for priority invest-
ments in their particular area of competency, to the exclusion of o}:her
ideas; hence, the need for the country to adopt broad criteria (techmcgl,
socio-economic environmental) within an agreed policy framework in
" carrying out the screening process. A .

15 Pre-Feasibility and Preliminary Selection

Promising project ideas then need to be refined in an orderly man- -
ner — up to the point where only the most suitable are retained —
leaving open the option of eliminating alternative ideas from further
consideration at any stage, with a minimum of wasted time and effort.
This requires the preparation of reports (pre-feasibility or pre-investment
studies), with details just sufficient to indicate the general promise of the
project ideas in-terms of the possible alternatives and the reasons for the
- choices made or proposed, financial, institutional and social analyses at
the design stage, while underlining such aspects deserve special
attention, To permit a decision on the merit of the project ideas, these
reports briefly examine: ' -

a. The size and nature of the demand or market for thé product or
services, and the intended or expected beneficiary groups or
target areas; ' . .

b.  The basic available alternative technical solutions or packages,

with corresponding estimates of outputs, including identification

" of technologies already in local use and their potential for impro-
vement; .

c. . Availability of the main production factors; e.g. skilled TV tech-
nicians. _ :

d. An order of magnitude of the costs (investment and 6perat'iq_n);‘
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e.  Arough estimate of the financial or economic return, if the project

is a production project. Otherwise a quantltatlve statement of the
_expected benefxts ‘

' f.. Any appaxent mmor constraints or other general Tactors hkely to
‘have an important impact on the proposed project, such as insti-
tutional channels for project preparation and implementation and

~ essential government policies and regulations related to the
project;

g. If a project 1dea shows ment the .essential addltlonal information
that should be obtained through the project preparation process;
e.g. detailed ‘demand ‘studies; investigation of potential local
students (in case of an educational institution) building project
environmental surveys; économic, social or attitudinal characteris-
tics of the project area population; availability of (land means to .
generate) technical and managerial skills and, more generally,
existing or potential sources of local capacity for project planning,
implementation and evaluation; evaluation studies of the outcome

* of earlier similar projects in the country, other gaps in sector-or
cross-sectoral knowledge ‘and

h. Any othet major potentlal issues or choices remaining to be . |

examined, such as religion, legal constraints, legal obligations etc.
1.6 Selectioﬂ Criteria ‘

The criteria for screening or ‘modifying project ideas - and, later
on, design alternatives — will be very broad 1n1t1ally and become more
specific as the preparation work progresses. For instance, project ideas
exhibiting -the following characteristics should be. quickly eliminated
when there are no identifiable alternatives or no reasonable remedies to
.their weaknesses: technically unsound or inappropriate technology; too
- much risk; weak financing;inadequate raw materials, skills or other inputs;
- excessive social .or- environmental costs; lack of commitment of the
- beneficiary. Many of these criteria are inevitable rather vague, and it is

important that authorities in decision-making try to arrive at a common

understanding of the criteria to be used and their implications (including

consistency in their use), apply them in a constructive manner, and
_ recognize that there is an inherent risk in any project selected.

The preliminary selection tests should be such that when a project

has passed ‘them it should have reached the following stages in its
preparation: :
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) a. It is clear that detailed project preparatioxi work is justified;

b. Major issues, options and altemaii?es have been identified and
some initial choices made

e An order of magnitude of the pro;ect cost has been estimted; and

d. A specific preparatlon programme has been or can be established
(ibid, pp 2—4). . .

1,7 Project Formulatiqn

~ Once a project has been identified and defined the next step in the
project cycle is. to determine its feasibility for implementation. As dis-
. cussed earlier, feasnblllty surveys or studies involve, a formal study or
survey to determine the worthwhileness of the project. A review of the
" education sector projects in Pakistan, however, reveals that even the
major national education projects have been undertaken without first
determining their feasibility. Absence of feasibility survey has resulted
in investments in projects which seldom achieved their objectives. Some
of the projects also proved to be nothing but white elephants. It appears
that decision regarding the feasibility of an education project is more a
matter of persuasiveness and satisfaction of the project initiater,satisfac-

tion of the person appraising the pro;ect and disposition of the project

authorising person or agency. While most of the projects in education
sector are identified at a higher level of administration, the formulation
or preparation of a project is usually carried out at the lower level of
administration. In Pakistan, therefore, the step which follows the identi-
fication of a project or a project generation idea, is necessarily the for-
mulation of the project or in other words the filling up of the PC—I form °
(Appendix ‘A’). As a matter of routine, the PC—I form is filled up by a
person other than the one who identifies the project and a person usually

‘lower in rank. It has also been observed that the person preparing the -

project plan (i.e. PC—I) does not have access to the data required for pro- :
- ject for the t‘ollowmg reasons:—

i.  The prOJect preparation does not allow sufficient time for
collectlon of basxc data

.ii‘. Educational statistics, ' lf at all "available, have very low -
: rellablhty : .

m Cost estlmates "of local and forelgn matenals equlpments
etc. are not alwaysreadily available.
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It' is also a very common practice that the person who prepares a -
project and the person who implements it are to different persons and
very often they have no linkage whatsoever with one antoher. The

" system may offer advantages, namely that “the more brought to bear on
a problem, the better”, but this practice often results in gaps in the PC—I
which are subject to mis-mterpretation by the implementer. In certain
major projects, it has been found that the project manager finds no help

" from the PC—I form in implementing the project. Consequently,the
project manager has to workout his own' implementation strategy which
sometimes even changes the basic spirit of the project and ends up with
something which was, perhaps, never thought of.

) . It is realized by all the individuals and agencies involved ir the

preparation or sponsorship of projects that-a project must be on sound

- and reliable data. This data is needed not only to estabhsh a reliable esti-

mate of the need/demand for the service, and an ‘accurate indication of

costs but also it facilitates the appraisal of the project and leads to better
* decision makmg in this connectlon

It also is commonly agreed that there should bea lmkage between

- the project planner and the project manager all the way through the pre-
paration of the project documents to the implementation of the pro-
ject, its operation and evaluation. Preferably,the same organization or
agency which prepares the project should also implement it. In this
connection, it is necessary to make a distinction between the Department
or a Ministry and the project formulating and implementing organiza-
tion. In the former case,there may be several independent sections within
the Ministry and the Department and there may not exist a direct linkage
between the section which plans a project and the section which imple-
- ments it. It implies that for every project,from its beginning a section of
the Ministry or Department or an autonomous organization undertaking
a project should be assigned the job of its planning and implementation
and as far as possible there should be no changes within that organisation. -

. 1.8 Appraisal of the i’roject Plan. .

-As dlscussed earlier, the purpose of appraisal of the proyect
plans (PC—I) is to facilitate decision regarding the approval of a project
for implementation. A good project planner prepares the project docu-
ment (PC—I) keeping in view the criteria of project appraisal followed by
the local organizations in case of locally funded projects and the criteria -
suggested by the international organizations for projects to be funded by

-forelgn agencies, : '

127.



. At the first sight;the appraisal of a project appear to be a simple-
job. But in practice, specially in cases of large and complex projects, it
becomes a difficult job and demands even “Away from table work” and
a critical analysls of each item of the project plan.

~ Based on his expenence in project appraisal in the Planriing_ and_
" Development. Division, SM. Aijaz has laid down the following criteria
for project appraisal which is usuall_y followed in the country:—

a. Purposeof Pro_ject Apprﬁieal

‘The basic purpose of project appraisal is to provide such
information to decision-makers, political leaders and aid-giving
‘agencies etc. as would assist them in making investment decisions.
Project appraisal provides data or information which implies deci-
‘'sion makers to compre different projects and to choose those that
are l:kely to contribute most to development objectives. Other
purposes, of project appralsal mclude —_

i.  Wherever necessary, modifying projects to make
‘ them hkely to succeed.

F!

Tiniely rejection of a project which is:poorly formula-
ted and does not justify investment of resources. (The, ’
proposed interventions imply analysis and identifica-
tion of deficiencies and the limitations of action in ‘the
project proposals to create the situation)

iii, Adequacy and feasxbxhty of the proposed mterventlon
| 1v | . Admlmstratwe and managenal capalblhty
v. Project costs:
| i.  Building }
ii. . Equipment and furniture

iii.  Library books, periodicals etc -
iv.  Development of Instructional Matenal

V. Staff development
vi. Staff salary
vii. Project outcomes -
viii. Schedule of work
ix.  Financial phasing
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The aspects of a. project appraisal suggested by S.M. Ajjaz
may not always be applicable for appraising education projects,
but they still cover a braod area of project appraisal. As a matter
of procedure, projects depending upon their cost and size have to'
be approved at different levels of authorization such as Provincial
Departments of Education, Ministry of Education, and Executive
Committee of National Economic Council. The levels of appraisal
thus also vary. Study of several approved projects of different sizes,
however, shows that in practice dn objective criteria for project
appraisal is not always followed. Such projects are known to be
ended in complete waste of the resource: investment in them or
they usually over run in time and cost so much so that their very
utility becomes obsolete at some stage and they do not serve any
developmental purpose.

b.  Problems of Projest Apprai‘sal

Followxng are’ magor reasons for poor madequate appraisal

- of many education pro;ects -

i.  Time and Resources Available for Apprazsal of a Pro-
ject: As pointed out earlier in this unit, project appraisal is
a. complex job. It requires technical analysis of a project
plan; verification cost estimates; and evaluation and assess-
“ment of the anticipated out-comes. The job, therefore,
demands enough time and working of more than one
person, which is seldom available. The appraisal of a project »
- is done usually hurriedly and usually by one-man team.
ii. Political and Administrative Pressure: Ongm of project
ideas and project planning have sometimes, politcal back-
- ground, sometimes they are based on certain administrative
decisions, In such cases,the appraisal of a project becomes a
more formality. Project plans approved under the circums-
tances are known to be hasty and full of gaps.

iii. * Local and Foreign Commitments to National Deve-

' lopment Sectors: The projects which are based on local and
foreign commitments, or sometimes promises of central and
provincial governments to fund.a project have certain ele-
ments of uncertainties as has béen the experience with seve-
‘ral education development prolects Such uncertamtles rest-
rict appraisal of a. prqect :
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iv. Uncertainties about Approval of Project and Prbject
Financing (projects cuts): The projects which are proposed -
with any prior commitment are fraught with the uncer-
tainty of their non-acceptance. The labour, therefore, in
preparation and appraisal of such projects could even be lost
if the project is not approved. In some cases, the costs of
- projects are cut down arbitrarily and the whole process of
project costing, cost verification, appraisal etc. appears to
have been an exercise in futility. Such uncertainties make
appraisal of projects both interesting as well as difficult.

v.  Lack of Experties in Project Formulation: Squrcé of
one major problem, faced by the appraisers lies in the lack
- of proper training and experience of pro;ect planners.

vi. The format of the Present PC—I Form: The PC—I form
which is presently used as the standard format of project
formulation has long been criticised for its inadequacy and
inappropriatenesss for education projects. But, both educa-
tion project planner and project appraiser have to work
within the limitations of the PC—I proforma, which consi- -
derably limits the scope of appraisal. -

vii. Non-Availability of Project Data: A good plan of a.
project must be based on reliable’ data about the project
location, need for the facility to be created, absorption
‘capacity of the outcomes of the project in the community
or institution, their present and future demands etc. Their
project data are seldom available and the project planner,
and appraiser both have to depend either on crude guesses
or on the sources whlch they themselves find madequate
and unreliable.

viii. Unrealistic Cost Estimates: As of the data for aproject,
the cost estimates of materials, equipments and services are
made unrealistically for vanous resources, most common of
which are:—

- ,pioject planners’ tendency to under estimate cost
" and over estimate benefits, - »
—'  fluctuations in rate of foreign exchange and
- market prices of materials and equipments,
— limited access of project planners to markets,
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- cdmplex system of specificaﬁion and cost estima-
tion of buildings etc by the government depart-
ments,

ix. Adhocism in Project Planning: In education sector, pro-
iect planning is done on adhoc basis. There is a need of a
permanent body to be set up and manned with specialists in -
project preparation, who are provided both time and resour-
ces for project formulation. Presently, the project appraiser
spends more of his time improving the project plan prepared
by a non-professional,often a novice.

2. PROJECT REVIEW

. As pointed ‘out earlier in the unit, one of the purposes of project
- appraisal is to assist the review of the project to make it more viable to
achieve objectives. A project plan, once it has been prepared,is always
subject to review for the following reasons:—

a. Appraisal: As a result of the appraisal of the project;a review
of -the project may be necessary to improve it and make it more
viable to achieve the objectives for which it has been prepared and
make it more convincing for approval by the appropriate autho-
rity. Review at this stage may be more technical and relate to the
technical aspects of the project formulation.

b. Financial Adjustments: Sometimes, it so happens that the cost

estimates given in a project plan are not acceptable by the Depart-

ments or financing agencies and they are reduced in their size. A

project in this case, therefore,has to be reviewed to be adjusted to.
the finances available to the project.

c. Delays: On occasions, the time. that lapses between the initial
preparation of the project and its approval and release of fund, is so
long that the cost estimates become obsolete. In order to adjust
the project needs to the funds available it must needs be reviewed
throughly. The project manager in this case has the responsibility
for managing the project under the changed condltlons '

-As in case of fin'ancial approval, the delays in the approval of a pro-
ject may also cause constraints in the time schedule of the project. If a
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project has to be completed by certain date, it is to have some provisions
for crash programmes. This requires additional inputs to complete
various activities of the project which could be managed by reappro- .
priation of funds or by generating new sources of funds for the project.
It also necessitates a redesigning of the project and reschedulmg of its
activities.

In case where project managements are not sensitive enough to re-
view project and readjust it to the emergency the projects usually end up
in disaster. :

" 3. LIMITATION OF THE PC—1 FORM

" The PC—I form, currently in use for preparing development pro-
]ects has long been criticised for its inadequacy for development projects.
A serious effort appears to have been made in_the later half of the 70s -
to review the PC—I form and develop a form which is suited to the need
"of project planners of all sectors in the country. Mike Veitch of the Pro-
ject Planning Centre for Developing Countries, University of Bradford,
(UK), has prepred, on the request of the Planning Commmsxon, a com-
prehensive draft PC—I to replace the present PC—I. The proposed PC—I
contained the following sections:i—

1. Pro;ect Description "~ (items 1-7) -
2. - Capital Cost Estimates (" 8—-14)
3.  Recurrent Cost Estimates ( "156—20)
4, Project Review and Financing ( "21-—26)
5.  Summaries of Project Worth ( "27-34)
6. Implementation ( "”35-37)
7.  Economic and Social Effects ( 73841)
8. . Project Admlmstratlon (" 42—45)‘

This 45 item PC—I form was proposed to replace the existing
form which has only 27 items or questions.

It was, however, further realized that due to variations in the deve-
lopment projects of different sectors, it was not feasible to use a single
PC—I form. Accordingly, in the second phase of the work, Mike Veitch
developed a set of PC—I forms keeping in view the spemflc needs of each
sector.

In the general structure of the PC—] form suggested by Veitch in -
his next phase of the development of a PC—I form for Pakistan, the fol-
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_lowing infdrmation was proposed to be included:

Project Digest
Project Objectives and Descnptlon
- Market Study, Project Demand and Output
. Technical and Engineering Aspects of the Project
Project Investment Cost
Operating Costs
Project Finances
Economic and Social Effects.
Project Management and Admmxstnatlon
Appraisal of the Project '
Impleimentation of the Project

gL

=00 -3
e P®Pas

The PC—I form suggested by Veitch cannot be said to be the ideal
~ one, However, when compared with the present- PC—I form, it necessa-
rily points to the deficiencies of the present form and suggests the in-
formation which needs to be included in it.

As mentioned earlier,the Planning and Development Division had
also once felt that there was a need for the development of more scienti-
fic. and modern methods of monitoring progress of projects and contro-
" lling their costs, through network analysis, which would be prepared by

the executing agencies and attached with the PC—I form at the time of
its submission for approval. The Planning Commission’s observations
pomt only to the monitoring aspects of the PC—I form. A critical analy-
sis of PC—I form shows many such deficiencies in it. It is. also very .
important in this connection to note that the Manual of Instruction for
tilling the PC—I form prepared in 1974 is almost extinct and very few
people have even heard of it. The person filling in PC—I form,thérefore,
is left with no guide but his own personal initiative, knowledge and
imagination. Even if attached with each PC—I form, the manual provides
little to help the project planner develop a good project plan The Manual
of instructions for filling the PC—I form is reproduced in Appendix ‘A’
for'the. reference of the reader.

The present PC—I form contains three sections wh_ich include:
1. Project digest

2.  Project description and financing
3.  Project requirements
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The form, as would be seen from a comparison of the proposed
sections of Veitch’s draft for a PC—I form for Pakistan,has no provision
- for project demand, studies and outputs, technical ‘aspects of the project
management and. administration and implementation of the project.
Besides, items of the PC—I form also“suggest a vagueness and leave much
to be interpreted by the project planner. This vagueness as could be seen
from the example—1 of the project “Setting up of staff training wing in
technical training Centre”, do not provide the project manager with
enough and accurate information for implementation of a project. .

3.1 Example of a Project

Code Number of Project

(to be filled in by Planning
Commission) ‘

PART “A”

1. Name of Project: ~ Setting up of Staff Training Wing
' : in Technical Training Centre,
'2.  Authorities responsible for: |
"i.  Sponsoring: " Directorate of Labour Welfare
(Manpower & Employment, Wing),
Government of the Punjab.

ii. Execution: . Buildings Department and Direc-
' torate of Industries (Supply Wing).

iii. Operation & Maintenance: a. Directorate of Labour Welfare. -
’ ' * b. Buildings Department.

3. Time required for completion 36 months
’ of project (in months)

4. a. Plan Provision:

i. If the project is included '
in the current Five Year *
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Plan, specify actual allo-
cation: -

ii. If notincluded in the current
plan, how is it now pro-
posed to be accommodated
(Inter-Sectoral adjustments

in allocation or other re-
sources may be indicated):

iii. If the Project is proposed

to be financed out of block
provision for a programme,

indicate:

b, Tdtal Block Amount already Ajnount proposed Balance

provision committed

¢. . If project is not in the
plan, what warrants its
inclusion in the plan:

-

Relationship of the project
with the objective of the
sector. Indicate the con-
tribution of the project-
quantified, if possibe, to the

. targets in the Five Year Plan,
and the names of the other
projects (Whether sanctioned
* or under preparation) which
would form part of an integra-
ted programme within the
sector,

for this project _available

With a view to meet the require-

“ment of Skilled-Labour of Indust-

ries both in public and private sec-
tors the Department of Labour is
operating '

" 4 Technical Training Centres and

2 Apprentice Training Centres. |
The annual out put of Technical
Training Centres is 1220. Instruc-
tional Staff numbering 200 app-

_roximately are employed in the

Technical Training Centres to im-
part both practical and theoretical

trade training to trainees.” The

scheme envisages the setting up of
Staff Training Programme in a wing
of Technical Training Centre Gul-
berg, to provide facilities for staff

“training & refresher courses to in-

service instructors. The duration

of staff Training is one year and

the capacity would be 20 Instruc-
tors per year. '
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6. Capital cost of Project:
Local Cost: ,
Foreign Exchange costs:

7. Annual recurring expenditure
after completion:

8. Objective of the’project pre-
ferably in quantitative terms.

PART
PROJECT DESCRIPTIO

9. 'Location of project
(attach Map):

- a, Give name of place and
administrative district in
which the service centre

_ will be located:

b. Indicate total area
which will be served:

10. Existing facilities:

1900
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The objective of the project is to
provide for both .practical and

‘theoretical training to 20 in-ser-

vice instructiors per year to under-
go-staff training of one year dura-
tion. Instructors from other insti-
tutions imparting' trade training
and from industry operating. App- -
rentices training scheme would
also be eligible to avail facilities of
the project. on payment, prowded '
seats are available.

“B”

N AND FINANCING

Technici_tl Training Centre

Pﬁnjab.

No institution in the province of
Punjab exists where facilities for
Trade Instructor’s Training is pro-

vided. Prior to the dismemberment
of one, Unit a Staft Training Wing
in Technical Training Centre,
North Nazimabad, Karachi and an
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Instructor Training Centre at

. Kotri in Hyderabad were available.

11. Description of the project:

a. Give brief hiltory. pioposed
~ facilities and Justxncatnom
of project. | ,

These two institutions are now in
Sind. The necessity of operating
the staff Training Programme for
Instructors is being actually felt,

The project provides for the addi-
tion of a staff Training Wing in the
existing T.T.C. Gulberg, where

* besides trade Trg. facilities and

App. Trg. Wing with Tech. Assis-
tance from the Govi. West Ger-
many has been set up and is

- operating. A continuing supply of

properly trained instructors is
considered essential to any expan-
sion of programme of trade train-
ing schemes. The project provides
for training 20 instnictors at one

.time. The duration of training is

one year. The training would
cover both practical and theore-
tical training. The programme will

_be directly supervised by 4 staff

trainees who are of the status of
Chief Instructors,Grade 16.

The benefit of the Project would
be that it would provide for
competent instructors for the exis-

- ting T.T.Cs. and Apprentnces Tra-
- ining Centres. , :

b. Give population of the area’
to be served, age group and
income levels.

¢. Relationship with other pro-
gramme in the same sectors.
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Indicate whether coordina- '
tion with other sectors has
been ensured:

. d. Give student teacher ratio

for the project and the na-
. tional average for the pro-

posed level of education.
‘Give also the extent of -
library and laboratories faci-
lities per student and how it
compares with the national
average: '

e. The employment prospects
of the persons to be trained
in terms of the present and
future demand:

f. Give details of the type of
training or education to be
imparted. The syllabus and
the subjects in which emp-
hasis will be placed. Indicate
availability of teaching staff:

g. Give details of administrative
‘structure for unplementmg
the prolect

\

been ensured.

No similar institution exists in the
Province of Punjab. Library and
laboratories facilities of the T.T.C.
will be utilized.

‘The project is basically meant for

the staff training of m-semce

mstructors

It is a staff trammg programme
with emphasis on methodical &
Pedagogical teaching in the work- -
shop & class room. The teaching

-staff are available and wnll be

recruited.

The execution of the construction
component of the project will be
done by Executive Engineer, 4th

‘Prov. Buildings Divis. Lahore. The

execution of the supplies of equi-

. pment and furniture will be done

12. Give date when capital expen-
diture estimates were prepared.
If prepared more than one year

by the Directorate of Industries
(Supply Wing). The Development -
Cell for Skilled Labour Training
in M&E Wing of the Directorate .

‘of Labour Welfare and the Princi-

pal T.T.C. Gulberg are responsi-
ble to ensure the nnplementlon of
the pro;ect

Due to very short notice fox the

submission of this P.C.1. the rough - -

cost estimates of construction
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ago, confirm if they are still -
valid. - '

has been worked out by this
Directorate on the basis of 2nd
revised rough cost estimates for si-
milar workshop block prepared in
December, 1974 by the X-En. 4th

Provincial Building Division,
Lahore.
13. Capital costs Give bm&dow ——

of capital cost year wise

covering the whole of the

investment period as mdlcated

below:

' Items Total at official I year at official - II year at official
rate of exchange rate of exchange rate of exchange

Local FEC Impart Dutles Total Local FEC Total Local FEC

1‘

14. Bases of cost estimates
" (Give full details):

-

"~ 15. Estimates of annual

recurring expenditure after
completion of each phase of
the project. Also indicate the
source of financial recumng

expenditure

‘ Accordixig to our estimate, the
Building would cost Rs. 5.00 lakh
.inclusive of electrification, Public

Health and Power wiring. The re-
quirement is being supplied to the
S.E. III Provincial Circle, Lahore
with the request to arrange farm-
ing of the rough cost estimates.

‘The estimated cost of equipment

and furniture is Rs. 8.50 lacs
which is based on the prevalent
market rates. Detailed lists are un- -
der preparation.

Local Cost FE Cost Total - -
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16.

Salaries of Staft
a. &ﬁke Staff | o v28 -

b. Ancillary Staft

(e.g. paramedical).

¢. Supervisory and Admin- 8 . -
istrative Staff ~ :

d. Consumable Storesand 12 - R
Supplies Training Material '
(Please specify)

e. Books and Journals. - -

f. Conti'ngent'Staff o - -

g. Other Contingent e.g. - -
electricity, water, postage
ete. '

h. Rent and Rates - -

i. OtherExpenditure e.g; I g
sports and workshop )

- supplies.

Unite Cost for Each Category ' Rs. 6,250.00 per instructor
of Service or Output e.g. for  trainee - o
educational institute, the cost '

per student and how it com-

pares with costs in other

: imtitqtiom:
117,

In Case of Project for . Not applicable,
Production of Goods and Ser- '

vices e.g. Production of Text-

books) give expected income

statement (profit and loss acc-

ounts) for ten years or untill

normal capacity is reached. Rate

of depreciation and salvage value

of property should be.given: .
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19.

- Physical work Financial requirements
- Local FEC Total’ _
Bulldmg 40% lst year 1975 76 400 - 400
Equxpment 15.8%
etc.
.Salary 10% _
* Buildings 60% 2nd year 197677 835 - 825
o _Equlpment 47% " ” ”
Salary 22.5% ] 2" 9" . k4]
‘Equlpment 37.2% 3rd year 1977-78 425 . ” 425
Salary 22 5% " o R
‘Salary 22.5% 4th year 1978-79 125 ”
Salary 22.5% 5th year 197980 125 ” 125
Foreign Exchange expe‘ndit'u‘_re:
Year - Material Consultants Other. _Total
1.
2.
3. Nil
4,
5. .

20.

. 18 Annual Phasing of Physical Work and Financial Requirement for the
‘Project. Attach PERT or Bar Diagrame, if prepared.

125

a. Likely sources and amount
of foreign exchange cost

. of the project: -
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b. Present position reéarding

availability, commitment of . ' Nil—
negotiations: - ' '
Sources - Amount for Amount of
‘ capital : _recurring
expenditures - expenditure

21,

22.

23.

a. Government sources
i. Grant

ii. Loan »

iii. Investment ’ _ o

iv. Direct Govt. Expenditure 1350 ' o 350

b. Sponsoring Agency’s own fund

c. Private Investment

d. Local Body resources, if any
‘e. Non-Government borrowing

f. Other sources (e.g. Recoveries)

Results of the project:

" i. Direct benefits 20 per year

ii. Indnrect and other benefits Having undergone staff training,
, the Instructor would improve the
standard of training in TTCs/ATCs.

a. Approximate number of
categories of job opportuni-
- ties likely to be-created in- - .
directly as a result of: ‘

i. Implementation:
ii. Operation of project: 18

b. Economic life of components

of Project (Buildings,
equipment) etc.
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 Buildings | 30 years approximate life.
Euipment - 20 years approximate life.

PART “C" :
PROJECT REQUIREMENTS

24. a. Manpower . For e'xecution‘ For operation

Man months Number

.Professional and Technical
Administrative Executlve
. and Managerial
Clercial
Services
Skilled
Unskilled
Others

o=
| woeon | ©

R R o

Total: 18

b. Likely shortage of Manpower by occupation 4‘ -
c. Steps to be taken to assure _availebility of manpower -
d. Approximate number of persons required to -
be trained per year (Locally and abroad)
- and the kind of skills to be learnt

e. Gwe total capital outlay, give the worker : -
for one shlft B

25. Physical and Other Facilities Reqmred for Pro;ect

Item .. ’ Total To be provide To be provided
' , " from the project from the public
itself utility

a. Housing byA type ' Workshop and Class
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room will be provided
from the project. .

b. Power supply. | - Power supply and Water

c¢. Water and other utility supbly will be available |

\ : : from' Technical Training
' ’ ' o Centre, Gulberg.

d. Others, ‘

26, Material, Supplie; and equipment réquirements:

Al Minimum total requirement for execution:
To be completed only for major items costmg more than 10%
- of the total cost.

" Item .'Unit Local Foreign = Already available with agency

Quantity Rate cost Quantity Rate cost per unit
per unit

1. Materials

Cement
Sand
Shingle
Balast
* Bricks
Tiles
Steel & Pipe
Timber
Glass Strips, ,
Any other material turbine with motor.

rEReeAs P

2 Supplie§ and spar‘esf |

Ppe P
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A. II Matenals spares, supplies and equipment for
. operation of project _

* 1. Material

a. Sieel o As per annual requirement of the ships.
b. Timber ' ' L
¢. Electric wire etc.

2. Supplies and spares
Tools and training material will be requlred
for imparting staff trammg

27. In the case of imported material and equipment
-for executxon indicate:- - :

oa Justification of Imports;
- b. Proposed source/sources of supply.

---------------------

The Project plan cited above for illustrating the weaknesses of the
PC—I form is an example of many project plans, which are usually passed
dowrn to the _project manager for implemention. There is so much in it
" which the project manager has to redefine and interpret for himself.
- There are ambiguities whxch he would have to clear. there are gaps which
he has to fill.

In the light of what you have read in the Unit 2 and in the preced
ing pages of this unit, consider yourself for a moment in the position of
the person who has to implement the prolect Consider each item.

_ - As stated above, the format of present PC—I forms does not pro-
vide for a detailed implementation plan. It rather creates several gaps in

E the PC—I form which under the present practie is the only document
- available to the project manager for nnplementatxon of the project.

4 PROBLEMS OF PROJECT PLANNING IN PAKISTAN

The education project given in the example—1, if re-examined’
- from the point of view of the project implementer or the project mana-
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ger, would reveal that theére are the items which need to be clarified:
- specially stated; and need to have carefully calculated answers. Also
~ there are items whlch have been left incomplete, and details are missing -

in several places, It is also to be noted that the PC—I does not provide for
a guideline to be followed by the pro;ect manager. The project cited in
the example—1 is a typical project so far as it represents the implementa-
tion aspect of an education project. .

A typlcal education project, when it comes to be unplemented
therefore, needs to be reviewed with a view to improving its implemen-
‘tability. This is seldom done in Pakistan. However, the Pakistan Primary -
Education Projeet—IV (a national project jointly funded by the World
Bank and the Government of Pakistan) was assigned to a group of
experts for a pre-nnplementatlon review, In its rev1ew report, the group :
_ pomted out, (among other thmgs)

a. . Itisan eXperimental‘ pilot project for primary schools of Pakistan
which have the problems, which are best known to and under-
stood by the local educationists. Heavy dependence and reliance

~ on foreign consultancies and instutions will serve no useful
. purpose,

b.  The pro;ect needs to be adapted to the genera] condltlons of
-primary schools and natlonal resources. . ‘

c. A strong monitoring unit needs to be s_et-lip at the Centre,'and
that the commitments of the provincial governments should
be obtained for sponsorship and execution of the project.

d.  The project managers should be encouraged to edept and, if -
necessary, re-structure the experiment . to suit to the local condi-
tlons .

e. In view of the shortage of personnel for technical aspects of the
. project, such as constructlon and administration of objective tests
- for primary schdol children etc., the scope of- the pro;ect should:

be redefined.

f. - The cost of the prolect is to high and there appears to be an ele-
' ment of exaggeratlon in the expected benefits of the pro]ect

It* was,however,'-soon found out that the system of prolect pre-
paration and implementation in vdgue in the country did not éllow-i;;for,
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any major changes in the PC—I once it has been approved for implemen-
tation. It was also due to the location of the project for sponsoring, ex-
- ecution and operation with the general organizations such as Ministry
and Provincial Departments of Education, that the project was shifted
from person to person even in the early days of its implementation. The
fate of the project, therefore, could not be expected to be any better
than what happened to many education projects in the past.

4 1 Planmng Gaps

If we take planmng as a task, no matter what our purpose be, the
task is concerned with the identification of goals, and ways and means
-of attaining them. In the context of a project, the planning includes
defining the objectives, setting up of the targets, estimating the time
requn'ed for completion of the project, and the cost of the project, asse-
‘ssing the personnel and material requirements, selecting the methods and
techniques of monitoring the project and eyaluatmg its outcomes, The
gaps occur in the planning within a particular activity or sometimes, in -

" the task itself. These gaps, for example, appear as follows.—

a.  Identification of Goals

—  Project objectives are not clearly defined, :
— Project objectives are not related with the natlonal
education plans and policies,
. — Project objectives are not linked together.

b, Targets.
—  Targets to be achieved are not marked in terms of com-
pletion of projeet activities by cgrt_ain period of time.

c. Time Estimation

" — Time for completion of a project and t1me for comple-
ting project activities are not correctly estimated. The
total project -activities required longer than the time
estimated for the total project completion.

d. Project Cost

" —  There is a tendency to over—estimate.and under-esti-
- mate cost of a project. In either case thére exists a
need for cost adjustment.

. -
4
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 Assessment of Personnel Requ-irements

The man-power needed for implementation of apro- -

‘ject is under—estimated and usually it is presumed that
the man power required for the project implementation -

would be available. The gaps in this activity happened
in terms of the appropriate number and:type of man
power required for implementing various projects acti- -

vities and for project managements as a whole.

.' Material Requirements

The gaps in material requirements are seen often as the

. project planner persume that they will be determined

by the agencies or the organizations responsible for

-that particular activity. Such gaps upset the costmg

and budgeting of a prolect

Method and ’_I‘echmque otiM‘omtoring

The project plans usually do not suggest the method
and technique of monitoring, implementation of a pro-
ject. This gap in the project plan is to be fxlled-up by

* the project manager. -

Pioject Evaluation

Evaluation is essential for monitoring a project during
its implementation and assisting the achievements of
the objectives of the project on its completlon '];'he‘
project plans usually do not include it.

4.2 ‘Why dovPlannmg Gaps Oc_cur |

The planning gaps in the development projects may be caused by
several factors. The following are the major'causes of ‘planning gaps:-—

1.

s

Lack of collaboratxon coordination between project plnn--

. ing and project nmplementatxon organizations.

Preparation of pr‘ojec_t plans by non-p'rofessiqnals

‘Non-availability or time and human resojxrceé_ required for

-
b
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: preparatxon of a good pro;ect plan

4, The format of the PC—1 form

i

b Uncertamtles about the approval pf the prolects and their
financing, .

43 The Project Ma:iager’s Job

The project manager’s job therefore, consists in reviewing the pro- -
ject before undertaking its implementation and identifying and filling the
planning gaps in the project plan. Without removing these gaps in the .
beginning the job of the project managers becomes.like that of a man
driving a truck through a road, which is full of bumps, ditches, and cuts.
It is essential, therefore, that before the project begins to be implemen-
ted the project plan should be checked and rechecked to make sure that
no gaps creep into the project deugn

. b. SELF ASSESSMENT QUESTIONS
Just in a way to recapxtulate what you have read in this unit, see if

you can asnwer the following questions — -

1. What are the steps in a project cycle, and how are they
. being followed in planning education project in. Pakxstan?

2, In view of the purposes of f)roject appraisal what criteria
should be used for apprahal of educatxon development
_ projects?

8.  What are the gaps and ambxgumes in the PC—I of the staff
training wmg in Technical ’I‘ram ing Centre"
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. Unit—4

THE LOGICAL FRAMEWORK: AN AID TO THE
" DESIGN. AND REVIEW OF PROJECTS '

Compiled‘and .
Adapted by:
| M. Athar Khan
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" OBJECTIVES =
After stﬁdying’this ﬁnit you will be al;le to:—
1) write about .logical' f;axﬁework{ | |
-2) diseuss the eleinetit;s'.of the logicel framework;

8) elaborate the use of logical framework in educational prOJect‘ '

. planmng and evaluatlon, '
'4) develop a logical framework suited to the partlcular educa- .
tlon projects. v . _
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" INTRODUCTION

- As a project planning device,the logical framework or a Logframe
Matrix, as it is sometimes called, evolved out of the experiences of the -
United States’ Agency for International Development in Projects spon-
sored by the Agency particularly in the developing countries. In many
developing countries, it is a common experience that several foreign
assisted or locally sponsored public sector projects fail to achieve their.
objectives or they turn out to be uneconomical in their implementation
_and operation. Projects are seldom evaluated to determine their succes-
. ses, failures, and problems. The reasons for such a situation could be
many. But most basic of them is understood to be the faulty planning
of a project: Because, usually project plans are prepared by non pro-
fessionals. They are prepared in a hurry. The data pre-requisite for pro-
ject planning is usually speculative: assumptions about project outcomes
and inputs are often illogical. project planning nad implementation are
both fraught with uncertamtxes

.. The logical framework has been developed by a team of professio-
nals and experts in proyect planning. It is intended to provide project
planners guidelines for preparing a good project plan which ensures high
degree of implementability within the speculated time and cost esti-
mates. The logical framework forces the project planner to proceed
" systematically with a sound logic for each ‘step, as the project planner
has to articulate assumptions, objectives, goals, inputs, outputs etc. of a
project plan. - oo -

Ba‘sically, the logical framework appears to have been_ designed t.. -
serve the purpose of project planning. But this course is adding to the
logical framework a new dimension of project management and imple-
mentability. Accordingly, in the Unit-5, which illustrates its use, the
logical framework has been presented with particular reference to the
job of a project manager. The logical framework, besides serving as a .
‘planning device, has potential to serve as a device to facilitate imple-
. mentation and management of a project as well.

The Unit-4 contains theoretical information about the logical .
framework and the student is éxpected to study it not only in the
context in which it has beel:n}wvel( nped by its authors but also keep
translatmg it into the requirements of the work of a project manager
with particular refetence to education projects in their specific area of
professional concern and interest.

Dr. M. Athar Khan
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- THE LOGICAL FRAMEWORK

The Loglcal Framework which is also called a Log Frame Matrix is .

a summary worksheet for presenting the project development hypo-
thesis and analysing a project design. The Logical Framework is primarily

a project planning device. It is also used for re-examination of the
original design of ongoing projects as a necessary prelude to evaluation,
i.e. it sets the standards against which the project will be evaluated. Eva-

" luation then consists of determining and validating whether or not the
project outputs are being produced; whether these outputs in fact are
« serving to achieve the project purpose; and finally whether this achieve-

ment is making a significant contnbutlon, as. planned, to the higher
order goal.

The Logical Framework -has both a vertical and a horizontal logic.
Its vertical logic defines the series of causative linkages which is intended.
- to. transform project inputs into development changes at the sector or
programme level and permits the planner/evaluator to judge whether
. these linkages are viable. Its horizontal logic éncourages the evaluator to -
measure progress and verify planmng assumptions at each level (output,’
purpose and goal) separately and mdependently from other levels

A key element in project plannmg and evaluatlon is the workmg‘
out of a logical framework whlch
.
a. defmes.prolect_ mputs, outputs, purpose and higher sector/
programme goal in mea.sur'able or .objectively verifiable terms;

b. hypothesxzes the causative (means-end) lmkage between in-
. puts, outputs, purpose, and goal :

e. - artlculates the: assumptlons (external influences and factors), '
which will affect the causatlve lmkages,

| d. establishes the indicators whlch will permit subsequent mea-
‘surement or verification of achievement of the defmed out-

puts, purpose, and goal :

Characteristics and L'imitatioh's of the Logical Framework

Al aspects of project planning (ie., the formulatlon of targets,
causatlve linkages, mdlcators, and assumptxons) are det‘med by the
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project planner and the sector manager and are project-specific.
Similarly, the degree of rigor and the level of effort in collecting

-and analyzing data for both planning and evaluation are deter-

mined by management and are project-specific.

The logical framework is ethicaliy neutral. It gives no guidance on

-questions of socio-economic equity or benefit incidence such as

equitable income distribution, employment opportunities, dccess
to resources, popular participation in decision-making and in the
fruits of development projects, unless such aspects have been
explicitly included in the statements of goal or purpose.

The logical framework is programmaticalty and'technieally neut- '
ral. It gives no guidance on proven strategies and techniques, cost

~ and feasibility of replication, effects on ecology, concentration
on key problem areas, reliance on the private sector, etc. It does-

not assure that the project is optimal, i.e. that the project directly
addresses the most critical constraint to goal achievement. or that
it is the most effective means for overcoming that critical cons-
traint evaluators choose to explore alternative approaches.

The methodology pertmts, but does not requnre, cost/benefit and

cost/effectiveness analysls. o

" A clear distinction should be made between the logical framework
~ concept and the logical framework matrix format. The concept -

is a unified structuring of a set of project design elements. It
introduces order and discipline into the mtellectual processes of
the planner.

The matrix format is merely a convenient planner’s tool which
simulates and visually displays the project design elements so that
they can be mampulated assayed and communicated.

The loglcal framework concept as applied to any-given pro]ect is
analogous to a game of chess, the matnx format i is the chessboard

A distinction should be made between the logic;al framework mat-
rix format and the Project Paper (PROP). The former contains
succinct summary statements of targets, assumptlons, etc. The
latter should spell out these statements in a more specific and
comprehenswe way

156



= The logical framework is objective-oriented; it does not describe
' the actions, activities or processes which transform means into
"ends. Other instruments fill this need, i.e., Project Paper (PROP),
Join Project Implementation Plan (PIP), network analysis such
as PERT, CPM etc

The logical framework shown on the, following page is the stan-
"dard format used by AlD. for plannmg and evaluating all noncapltal
proyects ‘ _

ELEMENTS OF A LOGICAL FRAMEWORK

_ A typical logical framework is divided into rows and columns. The

rows describe goal, purpose, outputs and inputs etc. whereas the columns
define narrative summary, objectively verifiable indicators, means of
communication and assumptions etc. In the following pages a description
is given of each of the elements of the loglcal framework
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PROJECT DESIGN SUMMARY

(Type and quantity)

, LOGICAL FRAMEWORK
Narrative Summary *- Objectively Verifi- - Means of Verification Important Assumptions
- . , able Indicators S :
wnonBBEmdn.monSn .. *Measures of Goal . . Assumptions for achieving goal
Goal: The broader objec- . | Achievement targets :
" tive to which this project : . N
contributes -
Project purpose Conditions that will indi- Assumptions for achieving
: cate purpose has been - purpose : .
achieved: End of project | .
status s
Outputs A Magnitude of outputs Assumptions for achieving
: . _ - outputs .
" Inputs . Implementation target | Assumptions for providing
. inputs ,

158



'LOGICAL FRAMEWQRK ELEMENTS
LEVELS — OBJECTIVE (Goal and Purpose)
GOAL — Narrative Summary
“ “Goal” is a ghuéral term characterizing‘ the programming level

- beyond the project purpose; — i.e. the next higher objective to which the
project is intended to contribute. The Goal is the reason for dealing with

the problem, which the project is intended to solve. The Goal identifies . -

a desired result to which an entire programme may be directed. Goals -

are established at top programme management levels. Project' managers

need to understand these overall programming goals, even though their
contribution in formulatmg them may be limited.

‘ Generally, a goal is not achieved by' one pro;ect alone; but is rather
established with the expectation that success in a variety of projects (as
well as non-project activities) will be necessary for its achievement. In
this respect, the relationship between the project Goal (the end) and the
project Purpose (the means) is causal and partial. Causal relationships -
become more direct and complete when descending to the Output and
Input levels. The establishment of a goal is thus only one final stage in a .
logxcally progressmg series of hypotheses: -

I this goals is desirable, then what pro;ect purpose will be
necessary to achieve it?

— If this prolect purpose will éontnbute to goal attam:uent
then what outputs will be necessary to achieve the project
purpose?

— If these outputs are to be accomphshed then what inputs will . -
% be requn'ed" , ;

PURPOSE Narrative Summary

The prolect purpose is the specific result desired of the project. A
well conceived project should have an explicitly defined purpose that

contributes to the goal. In turn, the combined project outputs should

contribute directly to achievement of the project purpose.
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In establmhmg project objectrves, the PURPOSE is the most unpor
tant level upon wh:ch to focus attention.

The Objectwe, whether at the goal or purpose level should be as
exphclt as possible. For example: ' . ,

| POOR OBJECTIVE:— ESTABLISH CREDIT SYSTEM

GOOD OBJECTIVE - ESTABLISH A NATIONAL SY S'l’EM OF '
SELF-SUSTAINING CREDIT. UNIONS CAP-
- ABLE, BY 1986, OF PROVIDING 30% OF
'RUTHINIA’S SMALL FARMERSWITH
'THEIR PRODUCTION CREDIT NEEDS

' “PROBLEM SOLVING” METHODOLOGY TO DEVELOP
PURPOSE STATEMENT

L Descnbe the Problem :

-2 “_Invert” the Problem Stgtemerlt' ‘

Example
Problem Statement ' — "

POPULATION GROWTH WILL OUTRUN DOMESTICALLY
PRODUCE CEREAL GRAIN SUPPLY IN A'FEW YEARS.

Inversion: INCREASE DOMESTIC PRODUCTION OF CEREAL
' " GRAINS TO MEET NEEDS OF GROWING LOCAL
POPULATION S ,

.(Inve'rsion helps clmfy, but Pro;ect Objec‘tive needs‘to be T_argetted)_

-«

TARGE’I'I‘ING: Be specific in terms of:

- — Magnitude
. -
— Time

—. Target Area, or Audience and express m precise,
finite and verifiable terms
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- PROJECT PURPOSE STATEMENT:

- INCREASE DOMESTIC PRODUCTION OF PADDY RICE
- IN THE SEVEN NORTHEASTERN PROVINCES,
~ FROM xxx Metric tons in Crop Year 1980
To yyy Metric Tons in Crop Year 1985

CLARIFICATION OF MEANS.— ENDS LINKAGE

COEXISTENT OBJECTIVES

In some mtuatxons, multiple objectwes may be embodied in the
. statement of proyect purpcse..

Multlple Objectives «re acceptable where two competing objectives
can coexist..

For example “Increasing Agricultural Productlon ’ and “Expandlng '

. Rural Employment”

- With a capital intensive strategy, increased production might be

achieved at the expense of rural employment opportunities.

Conversely, d Iabbr-intensxbe straiegy would probably expand

-employment, but increases in production mlght be delayed or kept

to an unacceptably low level.

The relatxonshlp between the two ob]ectwes, therefore, is a trade-
off whlch should be anticipated and stated clearly in the project design.
There is a need to identify the trade-off relationship and establish the
trade-off point, devise separate progress indicators for both. production
and employment, establish targets, and monitor progress towards each. *
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CO-EXISTENT OBJECTIVES -

CEREAL GRAIN |& ' RURAL EMPLOYMENT
. PRODUCTION | - o

ALTERNATE STRATEGIES

* CAPITAL INTENSIVE

* LABOR INTENSIVE

UNACCEPTABLE MULTIPLE OBJECTIVES

The Means-Ends linkage i is often disguised as a smgle objective. For

© example:

PROJECT PURPOSE: TO INCREASE WHEAT PRODUCTION IN
~ ORDER TO INCREASE FARMER INCOME

is not acceptable because it compresses a hierarchical Means-Ends re-
lationship, and accomplishment of one is not synonymous with attain-

" ment of the other.

Without stable farm prices, for instance, farmer income could be
unaffected, or even reduced, since by lncreasmg wheat production the
price of wheat per ton could fall :

Thus, attempts to measure the above project purpose could produce
confusing results

Therefore, the two objectives should be separately stated, the inten-

- ded causative relationship defined, and each given its own level, with

independent progress indicators. This may necessitate adding another
horizontal row in -the logical framework for a “Sub-Purpose” (or sub-
goa]) level
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LEVEL . f OBJECTIVE

PURPOSE =~ INCREASE FARMER INCOME
SUBPURPOSE (Which contri'bubles b0 the above Purpose)
INCREASE WHEAT PRODUCTION

When separated in this manner, the intended :ceuse-effect relétion-»

ship of the project becomes clearer, the probability of attaining the ob-

* jective at any level evaluated, and altemate strategxes considered in the

event the objective is not achieved.

In reviewing project “Ob]ectlve statements, be alert_for conjunc-
tive phrases, such as ’ '

...INORDER TO....
...BYMEANSOF ...
.....SOASTO .....

~ OBJECTIVES FOR “NON-PROJECTS” |

The project designer is often confronted with a general activity
which does not take the classical forms of a development project; such as
general Participant Training, or Food Distribution. When this situation
arises, the project designer should attempt to make the expected results
as explicit (and verifiable) as possible. For example, a project _

“TO UPGRADE THE DEVELOPMENT LEADERSHIP OF
. RURITANIA” :

could be considerably lmproved for both plannmg and evaluatlon pur-
poses if it were restated as follows: -

PROVIDE PARTICIPANT TRAINING (MASTERS DEGREE
LEVEL) BY SEPTEMBER 1986, FOR 35 RURITANIAN DEVE-
LOPMENT PLANNERS, WHO WILL HEAD AND STAFF THE
PLANNING OFFICES IN THE MINISTRIES OF AGRICUL-
TURE, TRADE, FINANCE AND INDUSTRY :
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‘OUTPUTS — Narrative Summary

~ Project outputs are the specific results expected to be produced by
managing project inputs. The outputs may be physically quantitative,
such as “kilometers of rural road built”; qualitative, such as “Farmer
cooperative functioning effectlvely” or behavioral, such as “Increased
~ awareness of, and receptivity’, or behavioral, such as “Increased aware-
- ness of, and receptivity to employment of paramedical personnel”..

INPUTS — Narrative Summary

- Inputs are those things provided by USAID, the cooperating coun-
try, and/or other donors, with the expectation of producing specific,
definable outputs. The inputs are usually various combinations of per-

_sonnel, supplies and equipment, training, funds, contract services, etc.
These inputs may be provided directly by AID, through intermediaries

~such as contractors, participating agencies, or voluntary agencies; the
cooperating country, and/or other donors, on either loan or grant fund-
ing. The general categones are:

USAIDINPUTS =~ R
1. Technical Assistance '

a. Direct Hire

b. Consultants
2. Participants

a. Long Term US

b. Short Term US
¢. Short Term, 3rd Countries

3. Commodities.

a. Vehicles . ‘
b. Technical Equipment
¢. Office Equipment
d. Supplies

4. Local Currepcy Support

HOST COUNTRY INPUTS | | B
OTHER DONOR INPUTS ' S
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EXAMPLE OF FAMILY PLANNING: Means-Ends Hierarchy

' GOAL

PURPOSE -

_ oUTPUTS

INPUTS

REDUCE BIRTH RATE TO 1%,
~and INFANT MORTALITY TO
. 12 per 1,000

by 1990
(Which ‘contributes to the above
goal) PERSUADE MAJORITY OF
COUPLES TO . ADOPT FAMILY
PLANNING -

by 1985
(Considered necessary to attain
above purpose with the project
strategy selected) . S

1. ESTABLISH AND STAFF
2,000 F-P CLINICS BY 1983

-2, ORGANIZE FP. COMMITTEES
* IN ALL VILLAGES BY 1983

(Resources required to produce
above Outputs) (Sufficient, angd
proportional)

TRAINING FOR PARAMEDICS
DISTRICT OFFICERS
CONTRACEPTIVES

EDUCATIONAL MATERIALS

CYCLES, BICYCLES
BUILDING MATERIALS

TECHNICAL ADVISORS
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EXAMPLE OF RURAL DEVELOPMENT MEANSENDS HIERACHY

(Which contributes to the abbve Goal)

ESTABLISH A “SYSTEM OF SOCIAL AND ECONOMIC
INSTITUTIONS” IN THREE (3) RURAL PROVINCES
BY 1986 '

Goal (TQIMPROVE QUALITY OF LIFE IN RURAL AREAS

Purpose

Qutputs (Consldered necessary .to attain above purpose with the
. project strategy selected)

1. VILLAGERS TRAINED IN LITERACY, HEALTH
AND NUTRITION PROCEDURES '

2. BUILDINGS FOR: SCHOOLS, CO-OPS, CLINICS
3. STAFFED AND EQUIPPED — |
| a. COMMUNTTY SCHOOLS
b. COOPERATIVES

¢. EXTENSION SERVICES

d. MCH CLINICS WITI'I OuT-
REACH '

(Resources requn:ed to produce above Outputs)
(Should be sufficient, and proporattonal)

Input,s
VILLAGE TRAINEES
TECHNICAL ADVISORS
SUPPLIES & EQUIPMENT

MONEY :
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INDICATORS & TARGETS

An Indiactor is a unit of measurement which facilitates ‘concise,
comprehensive and balanced judgements about a situation. It is subject
to the interpretation that if its level changes in the “right” direction,
things have gotten better (or people are “better off”), and if the level
" changes in the “wrong” direction, things are getting worse, or people
are ‘‘worse off” :

A target is an explicit statement of results desired for an indicator
over any specified time period, at any level (Output, Purpose or Goal).
It is the planned performance standard by which actual performance
may be subsequently compared and ‘measured. Targets should contam

three dnnenslons
= Magnitud}e"

- Taiget Area (or audience)

— Time
Good project design must include pre-establishing what will be measured
or observed to demonstrate progress. Pre-establishing project indicators
and targets he_lps focus discussion on evidence rather than on opinions.

OBJECTIVE INDICATOR & TARGETS

, (LOGFRAME COLUMN 1) ' “(LOGFRAME COLUMN 2)

OBJECTIVE TO BE REACHED AT: TO MEASURE WHETHER OB-
. GOAL, PURPOSE OR OUTPUT JECTIVE WAS REACHED
LEVEL - ’ o
RAISES QUESTION WHY? 'RAISES THREE QUESTIONS:

(WHEN GOINGUPGPOI) .* WH A T ?— RESULTS -
‘ EXPECTED

* HO WM UCH ?— MAGNI-
TUDE OF RESULTS
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. . . . ) ) ) N ) . .
RAISES QUESTIONS: HOW? * WHEN ? — TIME THOSE RE-
(WHEN GOING DOWENGPO) . SULTS WILL BE

R : REALIZED '

‘Indicators may be quantltatwe or quahtatxve A quantltatlve mdlcator
may be expressed asa:

Single measure— e g., graduates during the academic year
Cumulative f@ure — e.g., graduatessince the beginning of th'e'proj'ect;

-or as a degree of change (usually percentage) increase in the member
of graduates per year between and———academic year;

or

" Ratio — Professional medical personnel coverage per population, in-
creased from to—during the life of the project.

In some cases, where quantitative measures are not possible, obJec-
tive measurement of a qualitative change is possible by defining the indi-
“cator in behavioral terms; — e.g. “woking relations among cooperating-
country personnel in the extension service have ‘significantly improved’
during the year”, or

“Sfudents are ‘participating more’ in unstructured classroom dis-
cussion and ‘focusing less’ on rote memorization and regurgitation.”

In these situations, the behaviour expected must be.described in " |
such a way that it car be obaectlvely counted or observed by different_
people.

Where this is not possible, identification and selection of an “Ob-
jective observer”, and having him/her participate in both the “pre-’ and
“post” ~ measurement for comparative purposes, -is critical for the eva-
luation’s credibility.

An alternate procedure may be for an “‘accredited”’ obJect'lve obser-
ver to compare the status of indicators within the project w1th condi-
tions in areas not reached by the project.

Sometimes, it is not possoible to measure ‘changé directly. In such
‘cases, indirect (or “proxy”’) indicators must be used: — e.g., “6th grade
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“graduates” as an indicator of literacy, or “purchase of ‘luxury’ items” as
. an indicator of farmer income.
.. A caution: — when mdu'ect measures axe used, the causal relation-
ships that underlie them should be verified; for instance, the hypothesis
that a 6th grade certificate is actually a reliable indicator of literacy in a
partieular country; or that farmers in a particular society actually do
purchase certain luxury xtems as their income rises.

Indxcators may — be ldentlcal to the specxfxc objectxve (direct
indicators), .

.- Supplement the objective by describing quahty
or aqpecu

— Substitute for the objective (indirect or proxy) .
Using a single indlcal;or cannot glve a comprehemive‘ picture of
change. Multiple indicators are often needed. For example, to measure
change in the development of a vocational training institution, lt might
be appropnate to measure several things such as:
- Number of graduates
- Staft turnover
—  Salary level of graduates

' ‘= Equipment replacement budget
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INDIRECT (PROXY) MEASUREMENTS .

e

IN ORDER TO DETERMINE GATHER INDIRECT DATA

WHETHER THERE WERE AND TAKE PROXY
: MEASURES OF °
IMPROVEMENTS IN WATER . INDEX OF WATER-BORNE

- QUALITY IN COMMUNITY WELLS INTENSTINAL DISEASES

INCREASE IN FAMILY INCOME ~ CHANGES IN LOCAL -RETAIL
._ | ' SALES,TAX,SAVINGS
COLLECTIONS

INCREASES IN AGRICULTURAL CHANGES 'IN_ FREE MARKET
PRODUCTION 4 PRICES VOLUME SHIPMENTS

EVIDENCE OF-INCREASED
STORAGE, INCREASED CON-
SUMPTION OF LOCALLY
GROWN PRODUCTS
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EXAMPLES OF DIREC'P AND INDIRECT (PROXY) INDICATORS

PURPOSE DIRECT INDICATORS . INDIRECT INDICATORS

PROXY (OR SUBSTITUTES)

To Increase  —Ctop Sales & Food

—Purchase of Typical Consumer

Per Capita ~ Consumption items
Income of - . o
-Small Farmers —Tin Roofs on Huts
_ ,
"“To Increase ~Total Metric Tons = —Free Market Price
Agricultural : . Fluctuations
Production
—thpment of Agnculture
Products
To Improve —Amounts & Types of - —Height & Weight of Children
Nutrition of Food Consumed - ‘
School Children

»—Cases of Kwashibrkor

171



TARGETING is the art of defining how much of-
WHAT is desired by
WHEN, , S
WHERE | . R
and :
BY WHOM?

SOME EXAMPLES OF 'I‘ARGETS

— Small Farmer Rxce Productmty in Ilandia of 6 tons/hectare/ ‘
season by 1985. :

- Enablmg Land Reform Legxslatlon passed by Mldqman Par- |
liament by~ 1983 ‘

Where multiple targets are stated at various levels they should be reason-
ably proportional . ‘

- Example of Proportionality L
1 Extension- Agent for 300 farmers
-1 Classroom for 40 children v
1 Clinic within 3 km  walking distance of market place.
(Note: The above ratios are not definitive; merely illustrative) E
Lack of »Proportionality ‘ |
A lack of proportlonality exists when

- Input magmtudes are too small to produce Outputs

- Output magmtudes are not related to the size of the problem'
needing solution (i.e., Purpose to be achieved).

. However, note that the PURPOSE IS SELDOM DIRECTLY PRO- .

PORTIONAL TO THE GOAL It is usually merely contrtbutary to the
goal.
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' OBJECTIVELY VERIFIABLE INDICATORS

B Progress should be “Objectii_rely Verifiable” so that both a prdpo-
nent of a project, and an informed skeptic could agree that progress
has, or has not been a splanned.

To be objectively verifiable means that one must be able to obtain .
the data from a reliable source. This is a very real problem in many
economnc development projects. It is qulte easy to state a macro-eco-
nomic goal “to raise the per capita income of a selected population
group (for instance, the Rural Poor) by 5%”

It is entrrely another matter to obtam raw data bo actually measure ‘
per capita income of that group, and even more difficult to do on a .
frequent basis. -

_ GOAL — Objectively Veriﬁable_lndicators .

The indicators of goal achievement may be quantiative, qualitative,
or behavioral; or a mixture. Measures of achievement should indicate a
causative relationship between project purpose and goal. A single project
will not usually be the total cause of goal achievement. Other projects
"and non-project factors usually also have a significant influence.

PURPOSE — Objectively Verifiable Indicators

The statement of the End-of-Project-Status (EOPS) is a description
of the conditions that are expected to exist when the project is success-
fully concluded. The objectively verifiable indicators may be either quan-
titative, quahtatwe or behavioral.

In projects which have an institutional purpose, the end-of-project
status conditions should reflect the performance of the institution (such
as effectiveness in producing goods and/or services, efficiency and self-.
sufficiency) rather than merely its physlcal completion and/or readiness
to perform

At least one of the indicators should be the number and type of
beneficiaries the project is expected to reach.
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“INDICATORS AND EOPS

The Propct Planner Must:

NOTE:

STATE THE PROJECT PURPOSE lN FINITE, VERIFIABLE
TERMS .

DEFINE THE CONDITIONS WHICH WILL EXIST WHEN
THE PROJECT PURPOSE HAS BEEN ACHIEVED

'FORMULATE OBJECTIVELY VERIFIABLE INDICATORS

We cannot measure - outputs to ~venfy whether or not
purpose has been achieved. This must be mdependent of, and ‘
different from 'measuring outputs.

The overall goal can often be sub-divided into smaller, mtermedlate
_targets. For example, Prevention of Births might be expressed and sub-
sequently measured in monthly as well as annual terms.

" Difficulty may arise because project descnptlom frequently lack .
the necessary degree of specificity. Beware of such imprecise terms as -
“viable”, “‘expanded”, “improved”, or even a combination thereof: '

Definite Terms: : -Fuzzy Terms:
Install x . improve Promote
Establish y - Enhance Augment
Build Z o Reinforce @ Assist
Complete A _ Upgarde . . Expand
Reduce from x to y -Service Develop -
Eradicate x - Strengthen Coordinate
Cover cost of x . Raise quality Make viable

Raise $—foreign exchange : o Stimulate

Idealy, both project purpose and indicators should Abe in definite -
terms. Indicators, however, must be definite, and they may compensate
for an impracise project purpose statement by’ prov1dmg explicit tar-

getting.
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Some Examples of EOPS.
PURPOSE ~ EOPSINDICATORS

(To Establish) a system of social = — Adults attend school '
and economic institutions in three Number of co-op loans increa-
(8) rural provinces by 1986. -  sing. -

‘ — New corps being grown
Infant mortality declining
Women active in village coun-
cils ~ '

N Purpon (End of Pro)oct Status) (Often Combmed) Indicators and
’ Targets

(To establish) a functioning . - 1. Two. branch offices in all dis-
agricultural credit system tricts by 1984.

2. 75% of small farmers apply for
loans by 1986

3. System is self-supportmg by
1988 .

a. Annual 20% reductions in
" government subsidies start-
: ing 1983. -

" b. 95% loan repayment rate
by 1988 A

c. Interest covers loan losses
and administrative cost

It is also useful to include in this EOPS block, a summary of the
- bageline situation data for the various mdlcators, so that planned pro-
gress is lughhghted thus:

INDICATOR BOPS EOPS %CHANGE
A xxxxx - X ; Y - Z
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Although improvements may always be made in development situa-
tions, and development programmes such as an education system, health
. system, extension system'may never “End”, the aim of EOPS indicators
is to et up definite targets which can be achieved in a reasonable period.

The idea is to improve management, not to impose arbitrary termination
dates on projects.

A developmeht project is thus a phased attack on some iden'ﬁifi'able
aspect of an overall development problem.

OUTPUTS — Ob)ectlvely Verifiable Indicators

Ob]ectlvely Verifiable Indicators of each output are the quantltles,
or conditions identified in the narrative summary, with the level of
~ attainment planned. Where ever possible, these should be identified as
cumulative annual (or other appropriate time interval) numbers, percent-
" ages, ratios, qualitative assessments, or other appropriate increments. -
More than one indicator for each output may often be desirable. For
example: :

Indicator Base Line YR1 YR2 YR3 = YAR4 YR5

A. 0 5 8 10 14 19
B 15%* 16% 18% 25% 40% 65%
C. 6/1000 6/ 5.5/ 5/ 4/ - 8/1000
-D.  UNSATIS UNSAT POOR FAIR GOOD EXCELLENT
E F F D D C - B

F.  No Datd/Situation Studied/ Analysed/Report Submitted
NOTE: Whenever a %. target is used, a base reference number should
- be included somewhere so that subsequent percentages can be
interpreted.

Caution: The important factor in personnel assignment is the services to

" be performed. The fact that an advisor is at post is not a suffi-
c1ent statement of the output expected from that advisor.
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-OUTPUTS AND PURPOSE ARE DIFFERENT IN KIND

\IEASURE THEM INDEPEN DENTLY |

PURPOSE " OBJECTIVELY VERIFIABLE TARGETS

INDICATORS

TO INCREASE | CROP YIELD PER HECTARE . BOPS EOPS

SMALL FARMER
PRODUCTIVITY

ou TPUTS

ESTABLISH AN —
OPERATIONAL IR-
RIGATION SYSTEM

i

- 45 ca/ha 80 ca/ha

- IRRIGATION NETWORK — 3 Pumps

_EXISTS
—4 km pipes
- — All ditches free
- flowing
TRAINED STAFF- — Watermaster
' ' — 2 Assistants
UTILIZATION — Approved by
SCI-IEDULE : ' User Association
USER RATE SCALE ~ — Economically
. . ' viable @ 5 ¢
per 100
customers

INPUTS Ob]ectwely Venflable Indlcators

List the major mput categones by programmed budget, in thous-
‘ands ‘(or millions) of dollars and/or level of effort, by year, for the life

- of the prOJect Separate USAID Host Country and other Donor inputs,

thus:—

177



INPUT

. (From Narrative Summary) YR1 =~ YR2 =~ YR3 YR4YR5
USAID INPUTS ~ # $000 # $000 '# $000 # $000 #$000

Technical Assistance :
(Direct Hire) 12 person-months etc.
(Consultants) 4 $100
Participants 1 $20
'Commodities .~ $4,000

Local Currency Support - $1,000
“PIVTAC” — THE SIX-STEP TEST FOR INDICATORS o

Indlcators should be

ok PLAUSIBLE A believable or genuine measure of the prolect -
level should vary with progress achievement, hut
not vary significantly with changes in unrelated
factors. ’ )

*k INDEPENDENT Separate discrete, and distinct from measures at
other levels? No indicator may be used for more
than one level.

** VERIFIABLE = Objectively venflable (as opposed to subjective).
" Impartial, tangible, or material? Could both a skep-

tic and an advocate of the project be expected to
agree on the facts shown by the indicators? o

** TARGETTED Explicit or specific including the quantity, type,
" the time, and if appropnate the target audience,
or place?

** ACCESSIBLE  Are the information sources which are listed — rea-
' . sonably "available or accessible? Are additional
special studies, or surveys required? (If so, are -
funds and skilled personnel available to conduct -

_ them") .
** COMPREHEN- Are all major aspects measured, so that no additio-‘
SIVE : nal indicators are needed? :
178
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CONSIDERATIONS IN ESTABLISHING TARGETS -
Is the degiee of change significant? Another way of asking this is,
~ “How much of a dlfference makes a difference”

The range of progress expected should be defmed in advance Chan-
~ ge observed can then be labeled unsatisfactory, adequate, or satisfactory.
The meaning of unsatisfactory- must be given in terms of a standard. (For
example, an infant mortality rate of 75 per 1000 live births might be
considered unsatisfactory until it reaches a more tolerable or adequate
rate of less than 30 per 1000). Such a standard can be obtained by
collecting the historical experience in various countries and (1) deter-
mining the current status of development by using indicators, and (2)
making intra-country and inter-country comparisons of these indicators
" to see where on the scale of comparison a particular country lies. These
measures often go beyond the evaluation of A.LD. activities and assess
“a country’s total development programme. The rates of growth for a
number of countries can also be used as standards of progress against
which to describe a particular less-developed country’s growth. -

Advantnges

If properly formulated and apnlied, progress indicators and perfor-
mance standards can:

- =~ Establish that change has occurred and indicate the character,
direction, and rate of change;

= Pemut comparison of the actual change agamst that which was
: planned

—  Permit assessment of the impact of this change on higher goals;
— Compare a project’s pei'formance with that of similar projectS'

'—  Allow the examination. of the relatlon of input to output and
of cost to benefit.
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Disadwiantages,

Indicators and standards have a tendency to cause apprehensxon and

can mdeed be harmful if wrongly apphed because they may:

- .Force the establishment of unrealistic targets, or the setting
‘of targets more precisely than perhaps they should be set,
given the uncertainties of the cooperating country situation;

— . Require quantitative measurements when much of the pro-
ject’s concern should be with qualitatiye' improvements in hu-
man knowledge and skill, institutional capacity, etc.;

- Subjeét the project to comparison with other projects and pro-
grammes which are not comparable due to significant diffe-
rences in cultural, economic, political, or other characteristics.

Quantitative vs. Qualitative Measures

When it is practical, quantitative measures are preferable to qualita-

tive measure. However, the central issue in evaluation is not so much one

of quantitative vs. qualitative measures, but rather that indicators of
change be objectlvely verifiable.
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" - MEANS OF VERIFICATION
. GOAL - Means of Venfxcatlon

State the kmds and sources of data needed to support the 1nd1cators
cited as measures of goal achievement.

PURPOSE Means of Venflcatlon

State the speclflc types of evzdence which wnll be used to venfy ,
conditions marking the End-of-Project Status, and the source (docu-
ments, and organizations) from which they will be obtained. If no do- -
cumentation. exists during the design stage of the project, the necessity
for obtaining base-line data and for developing a project monitoring/
reporting system, or conductmg special surveys should be noted. Activity
to develop a reporting system or conduct surveys should be included as
an addxtzonal project output to be funded under the pro;ect

OUTPUTS — Means of Venflcatlon

State the source, and kind of data required to venfy each mdlcator
(Thls may be existing agency or ministry reports, or new reports which
will be generated as a direct byproduct of the project’s existence. If no
- documentation exists, or is expected to be created as a normal aspect of

. the project’s implementation, this fact should be noted and included as '

an additional project output to be funded under the project indicator
data. Frequently, such data can be more effectively and efficiently ob- -
tained from periodic studies, and/or random sample surveys. If such is
the case, establishing the capability of the host country to conduct such
surveys and studies might be an appropriate collateral prooject output.
However, if dunng the design stage of the project specific provisions are
not made for obtaining necessary data it is highly unlikely that the data
“will be avallable subsequently, for project evaluatlon :

INPUTS —.Means of Verifi_cation 7

- AID reports usually provide sufficient accounting and recording for

- AID-provided inputs. However, other inputs (such as those provided by

the cooperating country, other donors, voluntary agencies, and thud
: conntnes) should have confirming data sources shown.
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THE RELATIONSHIP BETWEEN TARGETS, INDICATORS &
’ “MEANS OF VERIFICATION

TARGETS - INDICATORS <— MEANS OF VERIFICATION

PLANNEDV‘RE- Ways of Medsqring Sc')urces of Data, Method of
- SULTS AT THE Progress Toward ~ Collection and Analysis

Targets .
GOAL
PURPOSE
‘f;f‘
OUTPUT
LEVEL
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DATA GATHERING & REPORTING
IMPORTANT DESIGN CONSIDERATIONS

The following is a check-hst of some major factors to bear in mmd
~when designing a data gathermg and reporting system. The list is not
structured in any particular order, nor is it comprehenslve However, it
should serve as a good start for a design group

Purpose -

Scope

Environment

Communications

People/Machine mterface

Cost '

Personnel

Data processing

Processing time

Reporting frequency
~Detail desired -

Authority & Chain of command

Data summarization '

Verification

Project popularity

Sources o

Vested interests

Each of these factors.is dlscussed in general terms on the followmg
pages.

Puipose: Why is information required? For the Host country,Pro- .
ject Manager, USAID Project Manager and/or AID/Washington? What
 type of system is needed, who will operate, maintain and use it?

Scope: How is the project organized; what are the units from
which data will be gathered? Are they technical, functional, and/or -
geogtaphlcal" Are each of the ‘data elements unique to a particular

“organization”, or. are there a number of work units which can be
‘structured to produce similar data elements? Are any of the data ele-
ments summarized through intermediate organizational levels or are
they directly analyed only at the central level? . :
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Environment: Is the project being implemented in a modern, so-
phisticated urban situation; an underdeveloped traditional rural situation;
or some stage in between" What geographlcal dlstances exist between
data collectors and processors" _

Commumcatzons:

a. What methods of communication are available to transmit data
- from the collectors to the processors? Telephone, Radio,
Telegram, Bush Telegraph, Mail, Messenger, persona.l hand-

carrying, and/or verbal reporting?

b. ~What is the time lag between transmission- by the collectors
and receipt by the processors? Instantaneous, delays of se-
conds, minutes, hours, days, weeks, months? How consistent
is this? Is the time lag the same all year round or does it vary
by the season or political climate?

c. How reliable and secure is the system? Does it transmit accu-
rately, or is there likely to be distortion (deliberate interven-
tion or natural/technical causes) in the process? Is a written
copy of the data transmitted from the collector to the
processor? .

* People/Machine Interface: To what extent is the system people-
‘oriented or machine-oriented? Are the indicators “instrument” readings
(such as weights, measures, or-temperatutes), or are they judgemental -
factors? Are they produced automatncally, or are they interpreted by
people?

Cost: How much is management willing to spend to .obtain the
mformatlon it desires? Is the information needed whatever the cost, or
are there budgetary limitations, i.e. some percentage of the project cost;
or is it preferred that the cost not be explicit, but buried in the operating
costs? Can the prolect bear the cost? If not, what are the altematlves"

. Personnel:

a. Are there sufnclent personnel to collect the data for the area"‘
" of coverage"
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b. Is the project staffed with experienced, skilled data collectors,‘
' or will the burden be on mexpenenced unskilled techmcnans‘
who must leam on-the-Job" :

Data Processmg: will the system be manuul, corrlputetized, or some
combination of both? Can any of the collection aspects be “Souitce Data - -

Automated” or will the data be manually captured and later transcnbed
for machme processmg"

o Processmg Time: How long will it take after an occurrence before
the project management staff can recelve an analysls of the phen omenon"

7 Reportmg Frequency How frequently does the Project Manager
. (and the next higher level of management) desire to be informed of the
operational situation — continually, daily, weekly, monthly, quarterly, '
periodically; or infrequently “By Exceptlon”" :

Detail Desired: How much does the next higher level of manage-'
‘ment want to know — “everything,” “selected indicators”, regularly
“selected mdlcators by exceptlon”, “ad hoc”, “special ’stud_ies”?

Authority & C'ham of Command:

a. Is the project manager “all powerful” to those from whom

' reports are required? Does he/she have direct authority over
the reporters, or do they work for someone else? Do they
provide data as a primary or as an additional task, or only asa
courtesy?

b.. How long is the Chain of Cemmaud? Can the project mana-
ger communicate directly- with the data collectors, or does he/
she have to go thrdugh several intermediate managerial levels?

- Data Summarization: Is the data only to be summarized on the
project as a whole, or w1ll it be summanzed at, and for tintermedlate
levels?

-Verifz;cation:- Can the Preject Manager’s staff get easy access to

the source of the data and the collectors to spot-check, sample and verify ;
the validity and accuracy of the data reported? a
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Project Popularity: Does the project have a favorable Public Image -
with which people are willing to identify, or is it generally unpopular,
and data collectors hkely to encounter res1stance, withholding or delibe-

‘rate dlstortlon of facts" :

Sources:

~a, Is base line data available?

b, Is any of the data already being gathered for some other ‘

purpose"

- Vested Inter_ests: Are the data collectors or the intermediate super- -
visors completely unbiased observers of the data they are required to
collect and transmit, or do they have vested interests in understatmg or
overstatmg the facts as they see them. :
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ASSUMPTIONS

. An “Assumption” (in AID Project Design Logframe Terminology)
is an attempt to identify significant external factors or conditions over
which the project manager may have no control, but which are essentlal :
to successful project unplementatlon

Identlfymg crltlcal elements whlch ‘are not part of the project
~ design plan, “Conditions Precedent” to project implementation can be
- established in the Project Agreement; the plan. can be modified to
incorporate these elements in the project design; or another collateral
project may be initiated (with a new Project Identification Document).
By explicitly identifying these aspects during the design stage, the pro-
ject is clarified and the probability for success can be improved. The
extent of external coordination is also brought to the fore and subse--
quent implementation of the project can be more realistically evaluated.

.~ Horizontal Integrity: The “Assumptlons;’ stated at each level in the
AID logframe are the external conditions which are necessary in order
for that level’s objectives to be successfully attained. -

GOAL = <— — GOAL ASSUMPTIONS
PURPOSE <€ —  PURPOSE ASSUMPTIONS

. OUTPUT < ' QUTPUT ASSUMPTIONS
INPUT = <— ——— INPUT ASSUMPTIONS

There are normally different assumptions for each level (Goal
Purpose Output, and Input) of the pro;ect .

TYPICAL CATEGORIES OF VARIOUS LEVEL ASSUMPTIONS

GOAL  — Political Stablhty
. — Inflation not too Severe
— Equitable Land Tenure System

"PURPOSE — Incentives for Change Exist
: ' ‘— Related Projects Successful -
— Host Government Policy Commltment
— Replication Successful
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, FOUTPUT '— Permanent Personnel Positions Established
a — Long Term Funding Requirements Budgetted for

INPUT  — Sufficient Qualified Personnel Pool Exists
- — Required Funding will be provided on a Tlmely
Basis. - :

GOAL — Important Assumptlons

Achlevement of the Goal is usually beyond the capability of any
one project, and indeed often beyond the tune-frame of the project .
under design. The single project is merely one building block in the
overall economi¢ development strategy of the country. Nevertheless, this
does not absolve the project designers of the responsibility for articula-
ting a coherent development hypothesis between the project’s imme-
diate Purpose and its longer range Goal. :

Similarly, the critical assumptions associated with achieving that
Goal may be beyond the project manager’s capability to influence.
Nevertheless, such assumptions should _still be identified and compared
with existing “reality” so that the project environment and prospects
for ultimate Goal attainment can be assessed in .the design stage; and
subsequently evaluated by others, long after the project 1tself has been
_completed.

PURPOSE — Important Assumptions -

Achievement -of _the Purpose also usually occurs after the project’s
completion and.is thus in a sense beyond the immediate control of the

project manager. However, the relationship and time frame between . -

" Output and Purpose is usually much closer than between Purpose and
Goal, and the project manager can often exert influence (directly -or
indirectly) to improve the prospects for success at this level. ’

: Successt‘ul attainment of the Purpose is usually based on two major
categones of expectatlons.—

— 'that certain exte'rnal conditions, or actions outside the scope
- of the project, willoccur;_a_nd
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© Coordination with other agencies, civic organizations, and private
sector suppliers; availability of qualified personnel, and resources — parti-
cularly .funding and commodities; enabling -regulations or decrees; coo-
peration by local government officials and community residents are all
-important elements which must be considered..

* INPUTS — Important Assumptions B
At the Input level, the major critical assumption is thpt the Inputs

will be availble in a timely manner, in the quantities programmed.
Project designers also use this Block to r_ecord “Conditions Precedent”.-

189



— that the host country will continue to encouragc. maintain,
replicate and/or extend the Outputs provided by the proje«:.
at an acceptable level and quality, after AID’s input to the
project has terminated.

For example, “Increased agricultural productivity” may be a realis-
tic (though vaguely stated) Purpose However, achieving increases in
agricultural productmty may depend upon motivating the farmers and
~ farm labor force; establishing market regulations, distribution centers,
and national pri’ce structures for agricultural commodities; all of which
may be outside the design scope of any particular project. ' ’

_ Forvspecific broject related activitiee, a critical assumption with
regard to essential project personnel (usually hired on a temporary basis)
may be that the government will establish appropriate permanent posi-

tions and will budget funds to payroll them. For personnel who have . -

received specialized training under the project, the assumption might be
that the government will utilize them appropriately in the skill for which
they were trained. For physical outputs, such as buildings, roads, equip- '
ment, etc., a critical assumption might be that the government will
budget maintenance funds, or make other appropriate arrangements
‘(such as hiring additional staff, or contracting out) to ensure that they
continue to opérate as intended.

OUTPUTS — Important Assumptions
Outputs are uSually categories of

— New Items (roads, buildings, equxpment newly tramed per-
' sonnel organizations, etc.)

— Upgraded Items (All- weather roads, modernized clmcls, ad-
vanced training, etc); and/or

- Demonstrations of Improved Methods for doing things (Use
of fertilizer with high-yielding variety seeds, providing health
care through use of paramedical personnel, nutritional MCH

~ programmes, etc)

" Assumptions should identify the external factors related to these

items which are essential if the Outpurs are to be accomplished in a
. timely manner.
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'ASSUMPTIONS — GENERAL CONSIDERATIONS

~ As indicated above, an assumption describes a situation (or condi-
tion) which must exist if, and when the project is to succeed, but over
which the project. managément team may have little or no control. The
degree of confidence placed on assumptions depends upon the project
~ design team’s familiarity with the cooperating country; knowledge of the
sector in which the project is being developed; prior experience, and
" performance by the host country and other donors on similar projects.

If many critical factors are unearthed at various levels in designing
‘the project which are beyond the project manager’s control, the feasi-
‘bility of successfully’ implementing the project may be questionable.
Assumptlons.xdentlfled in this manner may provide the impetus for
formulating other, complementary projects, or'establishing “Conditions

' Precedent” to fundipg approval, or contmuatlon of the project beyond

certain stages.

A project’s design is only as sound as its rationale and assumptions.
As the project is implemented and these linkages are tested, confidence
in the project Development Hypothesis should increase. If it does not,
project management attention should be drawn to the assumptions. If
the assumptions are not being met, some extraordinary measures may
" have to be taken before the project is permitted to continue. If the
assumptions are being met, but confidence is not increasing, there may
be other critical assumptions which were previously overlooked but
which must now be addressed. In either event, external factors should be.
stated as important assumptions regarding achievement, and evaluated
_periodically to assure their continuing validity. '

Logframe Project Design rests on the basic premise that each level

"in the heirachy is not only necessary, but also sufficient (in quantity and
quality) to enable the next higher level to be achieved. Since each
linkage is subject to external factors beyond the control of the project’s -
- management, each link must be examined to assure that the activities -
at a given level (e.g., Outputs) are necessary and sufficient to achieve the
next level (Purpose). If not, the addmonal necessary assumptions must
be 1dent1f1ed :

'l‘h us.  To Achieve .lhq " PURPOSE

- Both OUTPUTS ° P and I ASSUMPTIONS
.;re necessary., . '
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EXAMPLE OF DIFFERENT LEVEL ASSUMPTIONS

' NARRATIVE (Column 1)

GOAL. National Self-Suffi-
. ciency in Rice

| SUBGOAL. To increase Farmeré

Incomes

PURPOSE: To Increase Yield
~ per Hectare ’

OUTPUTS:
: ‘vated to Use
Fertilizer

2. Farmers trained —

in using fertili-
zer.

- 3. Farmers obtain —
adequate fertili-

zer in'timely
manner.

INPUTS USAID Advisor (Project —

Officer) Contractors
(Extension Specialist)

- Equipment (Vehic[es
- for extension workers)

1. Farmers Moti-
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(ASSUMPTIONS (Column 4)

Economic Incentives for Farmers
are favorable

Per Capita Consdmption will re- -
mam stable or dechne

Pnce Stablllty, or Pnce Support' ,
System for Producers - '

Storage, fnd Transportatlon avail-
able

Costs of production favorable

Water Supply Adequate .
Fertilizer Applied Con_'ect_ly

Cost of fertilizer is more than
offset by sales of ‘additional crop
which results from fertilizer use

Knéwledgable extension workers
are. able to reach and train the
farmers '

Fertilizer procurement and distri- -
bution system (Govt, Private or

Coop) adequate for meetmg pro e

ject needs

Available; of will be contracted
for life of project.

Will be available for project use
within 12 months of signing
Project Agreement



Host Céuntry Prqjéct’ - Available and/or can be recruited
Manager Extension . and trained :
. Technicians

HYV Seed & Fer_tilizer' — - Available Qi; can be procu-red
sou_iicEs OF UNCERTAINTY IN PROJECT DESIGN
. F_AULTY LOGIC |
'+ LACK OF PROPORTIONALITY
* INEFFECTIVE MANAGEMENT. |
* CONTRARY EXTERNAL FACTORS

Faulty Logic: Some times, those most closely associated with the
particular technical aspects of a project assume that this input or special-
ity is the critical factor which will result in the achievement of the
- project’s goais. While there may be some substantiation for this position,
usually there is more than just one missing mgredlent holding back deve-
lopment : .

. Unless the intervening -and/or. supporting variables are also identi- ]
fied, such tremendous leaps in faith and logic may result in the project
bemg inadequately designed, .and/or headed in the wrong direction;
tackling the symptoms of under-development rather than causes.

" Some Examples of Doubtful Causation

IF High Yleldmg Vanety Seeds, THEN ngher Agrlcultural Productlon -

IF Contraceptlves, ‘ - THEN Lowet Birth-rates
fF Clinics, - g o THEN Better Health
IF Education, c o THEN Higher Incomes

. IFElectricity, . THENIndustry ©
IFRoads, . THEN Development.
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Lack of Proportionality: Getting the project outputs in sufficient *
quantity and quality, is extremely important. Many “Pilot” or ‘‘Demons- o
tration” projects have limited success because they fail to address.
proportlonahty

They have too much of everything at the outset when the “Model”
is being developed, but insufficient (or an imbalance of) resources to
replicate the model over the intended target area to achneve the Project
Purpose. -

_ Ineffec_tive Management: AlD-assisted projects are amongst the
most difficult to manage. Not only are the technical dimensions comp-
lex, but so are the organizational arrangements under which they must
be implemented. Multiple bureaucracies, with different natxonahtles,
cultural sensitivities, and varying levels of training and experiencé, must
all be taken into consideration when planning a development project.
AID usually undertakes projects.in geographically scattered locations, in
environments which are lacking in support facilities, while attempting to
- change people’s ways of living. Due care and consideration must be
given to the extra managerial dimensions—Murphy’s Laws! Otherwise,

unrealistic expectations will be built into the plan, which will be reflec-

- ted as “Project Management Failures” during subsequent evaluations.

Contrary External Factors: A project addresses only a limited num-
ber of the many factors effecting development. What may seem a
positive effect in the project area by its proponents, may simultaneously
be regarded as a threat by others. Exploration of the ramifications of the
project impact may reveal some other factor (social, political, institutio-

nal or techmcal) which may requle conversmn or at least neutralization =

if the project is to succeed
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QUESTIONS IMPLICIT IN THE LOGFRAME

NARRATIVE _(INDICATORS = |MEANS OF | ASSUMPTIONS
SUMMARY ‘ : VERIFYING o
WHY? WHAT? WHERE | WHAT ARE
NOTE: This | [HOWMUCH?| ARE | OUTSIDE
representsone ‘| - S
“selected route of R -
aMeansEnds  |WHE N? DATA? | FACTORS?
Analysis - e -
| (WHERE)? (UNCERTAINTIES)?
" HOW? | -
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1.

DESIGN CHECKLIST

' GOAL LEVEL

The Goal statement is a single, coherent goal; it does not contam '
multlple objectives which are causally related.

2. " The Goal is so stated that progress toward it can be verified.

3. The Goal mdlcators are reasonably comprehenswe measures of Goal
achievement. :

4. Goal indicators are objectively verifiable and are targetted in terms ‘ '

-.. of audience/area, quantity/quality, and ti'me.y

5. Achievement of ‘purpose (or subgoal) together with the appropriate
assumptions creates the necessary and sufficient conditions to
achieve the Goal. S :

6. " Each Assumption has a strong probability of occurring.

7.  Where feasible, Assumptions are stated in operational terms so that -
appropriate action can be taken to increase the probablhty of their
occurring. :
Assumptions take cogmzance of other projects which 1mmedlately
and directly affect the success of this project.

PURPOSE LEVEL

1. The project has a smgle Purpose, not a collection of sequentlally_
linked targets clustered at the Purpose level:

or
The project has a limited number of complementary parallel Pur-
poses whose relationships (trade-off, etc) are clearly 1dent1f1ed
The Purpose is so stated that terminal conditions for success (End
of Project Status—EOPS) can be deflned

3.

\Purpose Indicators (EOPS) measure Purpose Level achievement.
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: The EOPS Indlcators are objectively verlfrable, and are targetted in

terms of audience/area, quantity/quality, and time.

) The EOPS Indlcators are not merely a restatement of the Outputs

6. . Given Output target dates, 1t is plausible that the proposed EOPS

" can be achieved in the targetted time span.

1. Achievement of Outputs, together with the appropriate Assump-
tions creates the necessary and sufficient condxtlons to achlevethe
Purpose

8. Each Assumption has a strong probability of occurring. ‘

Where. feasible, Assumptlons are stated in operational terms so that .
appropriate action can be taken to increase the probability of an
Assumptlon occurring. :

OUTPUT LEVEL

1.  Outputs are stated functionally as results, rather than activities.. .

' 2. All Outputs necessary for achieving the project Purpose are listed.

3. -No unnecessary Outputs are listed.

4. The kind and _magnitude of Outputs are so stated that progress

. toward them can be verified in terms of quantity and time.

5. Provision of Inputs together with the appropriate Assumptlons
cteates the necessary and sufflclent conditlons to achieve the Out--
-puts.

6. - Each Assumption has a strong probability of occurring.

7. = Where feasible, Assumptions are stated in operatlonel terms so that

" appropriate action can be taken to increase the probablhty of an
Assumption occurrmg T |
INPUT LEVEL.
1. Inputs are listed as activities which will produce Outputs, rather

than as passive resources.
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Inputdevel Indicaiois make clear what'i,t will cost ,.to achieve the

4 Purpose (e.g. funding, staffing, equipment, other resonrces.)
-8, The Inputsh necessafy for achieving project Outputs are listed.
4, 1t is reasonable to expect thet host country managers and AID pro-
-ject officers-tra'nstnn Inputs into Outputs :
5. Input Assumptlons have a strong probablhty of occurring.
6. Whme feasible, Assumptlons are stated. in. operatxonal terms 80 that
sppropriate action can be taken to increase the probablhty of an
- Assumption occumng :
REQUIRED DATA
1. Baseline data has either been collected, or. exphclt provision has |
~ been made for it early collection in the mplementatlon plan
2, . The Means. of Verification (MOV) statements mdlcate where data
will be found to support: : : ‘
a. Goal level Indicators -
b. Subgoal Indicators (if this level is used)
c. Purpose level Indicators - :
d. Output level Indicators
3. The MOV defmes, at each level, how and from what sources ‘hard-
~ to-gather data or evidence will be collected
~The Inputs reﬂect the funding and for personnel reqmrements tor _
ahy special data gathering efforts. '
5. The time and cost of collecting data to support Indxcators at all
"~ levelsis proportionate to the nature of the ptolect ' ”
6. In: pro;ects which are experimental, provision has been made

collect data from a control area/group to permit comparatlve mea- _

‘ surement of change in the pro;ect
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1,

’ '.CAUSALITY AND CONSISTENCY

The vertical logic of the project is sound the lmkages (Input Out-
put, Output-Purpose Purpose-Subgoa.l-Goal) are plausible both
md1v1dually and cumulatwelyl

In projects concerned with mstltutlonal development the project
hierarchy differentiates between institutional capability (trained
staff, budget, equipment, system, and procedures) and institutional
performance (delivery of goods/services).

‘The logical framework matrix and project narrative are consistent.
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REVIEWING THE LOGICAL FRAMEWORK OF A PROJECT

" The key test of prolect desngn is the valldlty of the hypothesm

. Achlevement of Planned Outputs

~ will lead to
Achievement of Project Purpose -

THIS TEST IS CONDUCTED IN FOUR STEPS:

1.

TEST PROJECT PURPOSE AGAINST CONDITIONS EXPECTED .
Will condltlons expected at the end of .the project really represent
achievement of the project purpose? If these conditions are not

achieved, will this be an absolute signal of project failure? '

If you get a “NO” on either of these questlon probes, more defini-

- tive design work is required. _ _
' TEST OUTPUT AND PURPOSE LEVEL ASSUMPTIONS

On the basis of past éxpérience'and familiarity vuith local develop-

ments, are the assumptions relevant and realistic? If not, what can
or should be done?

Are 'assumptlons inclusive: i.e., do they cover the range of possible -

external influences which could substantlally affect achievement of .

project purpose"

Are new inputs, or outputs neede'd to assure success?

ACHIEVEMENT OF CONDITIONS EXPECTED WITH OUTPUTS
PROVIDED '

Is the productlon of the planned outputs 11ker to lead to the condl- -

' tions at the end of the project?

.Necessary If any specxf1c condltxons are not going to be’ achleved,

what (if any) changes need to be made in the project? Is there an

, alternate strategy that could be employed" Is the alternate strategy

Fea51ble‘7 Desxrable"
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'Sufficient: Are any other actions required".

. ATTAINMENT OF PROJECT PURPOSE

If the EOPS is attained, wﬂl the narrative statement be satlsfactonly |
achieved? Are you convmced" :

Is there an alternate strategy that could be employed
Isit feasible?

“Is it desirable?
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LOGICALFRAMEWORK

. GOAL

| MEANS OF VERIFICATION

ASSUMPTIONS _

-, OUTPUTS.

Uoo-un)Ooo-KnsnEn
Country .

by year

) -| INDICATOR
What is the overall resson | What indicators will Specific source of dataand | What external conditions are
for the project. To what signal achievement of method of obtaining it. . emential for the project to
" national programme ob- | goal. S . , make its expected contri-
_ ject will the project con- : bution to the programme or
tribute, - . sector goals? ~ -
] Briefly state what the | Describe the conditions | What are the types and What conditions must exist if
. . projectisexpectedto | orsituation which will | sources of evidence to be the project i8 to achieve its
, achieve, if completed exist when the project - | used in verifying the con- - | purpose. What are the factors =
- successfully and on - | achieves the stated pur- | dition marking oE_ of pro- over which the project per-
- ,schedule. : " | pose. Designate an iden- | ject uounﬁ ‘sonnel have little or no cont-
. | tifiable point (or state) .rol, but which if not present,
which will be the logical are likely to restrict progress
.| end of the project. ‘from Output to Purpose .
- D achievement.
What are the major kinds | What are the specific What are the specific sour- . | What external factors must )
of results that can be ex- cumulative targetted ces of data for each of the be realized to obtain planned
- pected from good manage- | indicators foreach of | indicators, and how are the outputs on schedule. .
ment of the inputs? the planned outputs. (i.e [ data going to be obtained? . B .
How much of What, for | If it doesn’t already exist, -
for Whom, by When) | provision for funding it
: ) under Inputs, and require it
as a condition, precedent, or
as a separate output.
What are the key inputs For each category of Specify source documents Identify Conditions Prece- )
by the U.S. — Other inputs identify the (records, reports,etc.) | dent to Project Implementa-
.quantity and/or $ value, ’ ’ : "| tion for both AID and moa» )

- . ] Government.
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_ REVIEWING THE LOGICAL FRAMEWORK OF

L

A DEVELOPMENT PROJECT
' DEVELOPMENT INDICATORS . LINKAGE MANAGEMENT
.. HYPOTHESIS & TARGETS ' REVIEW -ISSUES, ,
| SECTOR OR - MEASURES OF Why is this project
"PROGRAMMING |-~  GOAL -=-----------a high priority than
GOAL ATTAINMENT. ‘ projects not suppor-
' ted by USAID?
__________________________ _IF PURPOSE How can we inc-
THEN ‘GOAL rease our confidence
- that the goal will be
L achleved» _ ‘
PROJECT | END-OF- . ___»_________..__What do we want to
PURPOSE - PROJECT achieve with this
' STATUS ‘project?
IF OUTPUTS How can we inc-
------------------------ THEN PUR- rease our confidence
POSE - that the purpose
A o will be achieved?
OUTPUTS MEASURES ~ What can local Mgt
OF OUTPUTS (with AID assistance)
* reasonably be ex-
' pected to produce?
IF INPUTS How can_ we inc-
--------------------------- THEN -----------rease efficiency - get
OUTPUTS  more outputs for -
comparable inputs?
INPUTS |----------.. BUDGET AND ---- - - --— -.What inputs must be
: | B SCHEDULE .provided? When?
" FOR RESOUR-. : ’ '
E CES '
(Conditions
. Precedent)
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CHECKLIST FOR REVIEWING A LOGFRAME .

PROJECT PURPOSE

a.

b,

b. Is the statement confined to a single objectlve without com-
‘ bmmg cause and effect?
PROGRAMME GOAL
a. Will achievement of the Purpose contribute to an explicit
aspect of the national development plan, or policy? -
Win. an identified group of poor people benefit? -
HYPOTHESES
a. Doés the series of “If-Then” hypotheses in the linkages (In- )
put to Output, Output to Purpose, Purpose to Sub-Goal, and
Sub-Goal to Goal) appear probable. If unlikely, make changes
" in the inputs, outputs, or assumptlons to lmprove chances for
success.- '
ASSUMPTIQNS
a. Are any more assumptxons' necessary to assure déhvery of.
Inputs, production of Outputs, or attainment of Purpose and »
- Goal?
Do the assumptlons adequately descrlbe the extemal condi-
tlons whxch will affect success or failure?
c. Does the project look doubtful" Should some assumptions be-

Does the project deal with a major problem m the country‘? It
not, what changes would you make? .

come a part of the project, as new Outputs or Inputs; or even : |

a new Project?
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5. INDICATOR TEST

©a ~Is each mdlcator plausible, mdependent objectwe and targe-
tted?

b. When taken f.ogether do the several indicators for a target mea-

sure all important aspects of the target" Look especially at -
EOPS. :

6. MEANS OF V.ERIFiCATION’

a. Does each indicator have a source for data? Is the source
reasonable" :

~'b. " Is there a better way to get any of the data?
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ES

MODIFICATIONS TO THE LOGICAL FRAMEWORK

This section displays several mddificatidns to the logical framework
matrix format which have grown out of operational experience. These
modifications do not alter the basic logical framewoﬂ:_conéepts.

They are displayed'here for two reasons.

—  they may have learning value for programine andv project
staff by clarifying one or another aspect of the logical frame-
work concept.

~— they may be useful to planners and/or evaluators as informal "
worksheets to be used in analyzing project design.

The modifications may be used singly or in com bination; for ins-
tance, if the project planner/evaluator is concerned with the assumptions
(external .factors) affecting his/her project (s), he may want to combine
modification #1. and modification #4. If the Mission finds that a modi-
fied logical framework is more effective than the standard matrix format
for communicating with AID/W, this is acceptable. -
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MODIFICATION # 1 — VERIFICATION OF ASSUMPTIONS

- Modification 1 of the logical framework, provides an added column
for clarifying and elaborating the assumptions (external factors and cir-
cumstances) which affect the causative hnkagg Entries in this column
can be used to.

a. verify the validity of thé Agsrn.stion,
b.  weigh the importance of tne assumption critically,

| ' c. assess changes in the status of the assumption,

d. suggest actlons ‘which could increase the probablllty that the
' : assumptxon would be realxsed and/or,

speclfy the need for further study of the assumption.

®

_ Assumptions should be made as explicit as possible and should be
stated in operational terms. This may permit the planner to take steps .
calculated to reduce ‘uncertainty, increase control and, where possible,
move the assumption wjthin the scope of the project design.

Modification 1 may be usefully combined with Modicication 4.

- MODIFICATION #2 — INSERTION OF AN ADDITIONAL
ROW (S) IN THE VERTICAL HIERARCHY OF OBJECTIVES

'Modification 2 -is intended to accommodate one or more inter-
mediate levels in the vertical hierarchy of objectlves Such an interme-
diate or sub-level mlght be:

o. intérmediate output betweén input and final output levels,

e subsector goal between prolect purpose and sector goal (see
example)
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Modification No. 1

* PROJECT DESIGN SUMMARY

LOCAL FRAME
WORK
Project Title & Number—
NARRATIVE OBJECTIVELY | , | MEANS OF IMPORTANT - | MEANS OF
SUMMARY VERIFIABLE INDICATORS | VERIFICATION ASSUMPTIONS | VERIFYING
. S e B . %—OZm
Programme or Sector Measutes of Goal Assumptions for .
. Goal: The broader Achievement achieving goal.
~ objective to which this | targets
project contributes .
. Project Purpose " Conditions that will indicate Assumptions for |
: | purpose has been achieved achievng
. End of project status purpose .
Outputs Magnitude of Qutputs. Assumptions for
’ . : .achieving outputs
. Inputs: Ec_o?mr.snmo: Target 1. EBvamE for
: (Type and Quantity) providing Inputs
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(Type and Qty)

Modification No. 2 PROJECT DESIGN SUMMARY
: LOGICAL FRAMEWORK
‘Project Title & Numbers
Narrative . Objectively Verifiable Means of Verification | Important Assumptions
Summary indicators
Programme or Sector Goal | Measures of goal ‘Assumptions for achieving
The broader objective to achievement goal targets
which this project :
contributes -
Subsector Qm»_ Measures of Goal ’ E;Bv&oum for achieving
: achievement: . goal targets : L o
, . - . 3
~
Project Purpose Conditions that will indicate Assumptions for
purpose has been achieved: achieving purpose
End of project status
O:&E.u Magnitude of 9:%:8 . Assumptions for -
. achieving outputs
" Inputs Implementation target Assumptions for
providing inputs




Note that the settmg of goals (subsector, sector, programme) is .
not normally the responsibility of project management, but rather of

those to whom the project personnel report (this applies to both the host
country and the donor agenc"\ :

MODIFICATIONy NSERTION OF AN ADDITIONAL
COLUMi+ »© R SPECIFIC TARGETS

Modification 3, spells out in explicit detail, (new column 3) the
actual targets measured by each objectively verifiable indicator. It thus
-simultaneously elaborates the narrative statement of target contained in
column 1 and states the final result as reflected by each indicator. -

It is important to understand and preserve the distinction between
a scheduling device and a listing of interim planned targets. Scheduling
of project inputs, actions, events and outputs is accomplished in the
Project Implementatlon Plans (PIP) and in network devices such as
PERT. Modification 3 permits a statement of interim planned targets
and their estimated dates of completion. Modification 3 should tie in .
with any scheduling device used by the project management team.

The grid shown in Modification 5 can be usefully applied in Modi-
fication 3, column 3. Following is an exampl’e of this usage.
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Example. (Modification # 3)

1.

Narrative mnnSEg__w‘ 2.

Objectively Verifiable
Indicators:

[y

3." Specific Targets
FY73 FY74 FYT5 FY76

" Improve the food con- a.

sumption habits and nutri-

tional intake of low-income

b.

.go.nrw_.m enrolled in MCH .

programme conform to

nutritional requirements. -

wmuama.&mw of children
receiving food.’ :

Percentage of MCH foods

. prqduced locally.

Number of farmers using
production packages
(in 000s)

1) 05

(2) Quinoa
.@V. Legumes

a. All women receiving food are either pregnant
or lactating mothers with demonstrable nut-
ritional needs.

)

b. 25. 50 15 100
c. 0 | 0o 15 2
i : (to reach 60% by 1980)

4

mo S 10
20 . 0 2 1
@0 - 0 0 5
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Modification 3:

LI

Schedule

PROJECT DESIGN SUMMARY
- LOGICAL FRAMEWORK
Project Title & Number—
.Z,nﬂsma Objectively Verifiable | Specific .?nnn.u Means of Important
Summary Indicators . o ‘ Verification | Assumptions
Programme or Sector | Measures o.n goal achieve- | Goal Targets Assumptions for achi- .
"Goal: The broader ob- | ment . eving goal targets:
jective to which this ’ . K
project contributes
Project purpose Conditions that will Performance Evnoum for
. indicate purpose has been | Targets aclieving purpose
achieved: End of project ‘
status -
Outputs Magnitude of outputs Output Targets Assumptions for
' . . * achieving outputs
Inputs Implementation Targets w_inoa and Imple- | Assumptions for
(Type & Qty) mentation achieving inputs
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- MODIFICATION # 4 — RELATION OF ASSUMPTIONS TO ,
CAUSATIVE LINKAGES

Modification 4 recognizes that ,plannin‘g assumptions directly in- -
fluence the viability of a causative linkage rather than the target itself.

.The split-level arrangement of columns 3 and 4 accommodates this -

relationship.

Modificatidn 4 may usefully be conibixied with Modffication #1,
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Modification No. 4

PROJECT DESIGN SUMMARY -

. - Inputs

(Type & Qty.)

. . LOGICAL FRAMEWORK -
Project Title & Number-

. Narrative Summary Objectively Verifiable Means of Verification| Important Assumptions
Programme or Sector Goal: Measures of Goal - Ev&o—.ﬁ aboyt Linkage
The broader objective to Achievement Between Project Purpose and
which this project contributes: : W Programme Sector Goal

* Project Purpose Condition that will indi-
_ : cate purpose has been
achieved: End of project - .
status’ : ] Assumptions About Linkage
. Between Qutput and Project
o Purpose
Outputs . ‘ Magnitude of Outputs 4
Assumptions About Linkage
Between Inputs and Outputs
Implementation Target ,
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MODIFICATION #5 - INPUT-OUTPUT OR COST-BENEFIT COMPARISONS

Modification #5 facilitates the
comparison of inputs/costs du-
ring any period with correspond-
. ing indicators of outputs/
benefits. It also permits
comparison upwards to the pur-
pase level if such a comparison
is considered meaningful and

" desirable. This grid can also
be used in Modification #3.

EXAMPLE?
Project Purpose: Conditions that will indicate pur-
Create a viable i pose 710 been achieved: End of pro-
Agricultural - uonn.unlmﬂnﬁn 731 74 75
College which-can Qualified]. T
effectively con- Grades/Year 20 70 100 150
tribute to agri- . Number of -
culture develop- 3500 13500
ment goals N
R ~ 30 35
o 70 100
Outputs: . s
Profs. Research . .
fellows 22 25 30 30
Buildings 3 5 7 7
Laboratories 1 3 8 8
Library Services " 10 12 16 17
{000 Vols)
Extension Technicians 10 15 15 15
Inputss ~ [Implementation Target|(Type & Qty)
Participant Training 5/50 _u\»c
‘Technical Advisors ﬁ 1750
20 . 10
Total aid 110 70 -
Total 1DB -Iumwa
500
1110 570
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Assymptions for achi- -

Modification No. 5
. : Y
LOGICAL FRAMEWORK
¢t Title & Number: . ) .

.ﬂ. broader o_unon-anoi_.n_. . eving goal targets:
project contributes: ) . )
Project Purpose ‘ Conditions that will indicate g—ln@nuﬂﬁ.
o of project status: .
' Outputs Magnitude of outputs: _ | Amumptions for achi-
Inputs Assamptions for pro-
(Type & Qty

o viding inputs’

216



MODIFICATION #6and #17— EVALUATION OF BENEFIT
INCIDENCE

M’odificatien # 6 and # 7 are de,sign‘ed to distinguish between the
nature of the benefits created by the project (i.e., increased output of
goods and services and the benefit incidence (i.e., those people who

. participate in the production and/or consumption of those benefits). The o

groups to whom the benefits are intended to accrue (target groups)

- should be identified by income, geographic, or other relevant socio-

economic descriptors. Two classes of benefits and beneficiaries should
“be conndered (1) benefits generated by the construction/maintenance/
operation of a facility or service, usually accruing to people employed
for these purposes; and (2) benefits accruing to those who obtain access
to the facilityor services created (school children, clinic patients, owners
of land brought under irrigation or connected to market by a feeder .
roed)

' Exampies'

‘Indicetorl of Progreu/l’ertormence Indlcetou of Benefit Incidence
- (Benefit) - - B - (Beneficiaries) '

Increase in wheat production ——% of lower income persons
of ———metric tones/year since (under———pesos/year) able to
1870, - ‘ . purchase—xkilo of wheat pro-
o : ducts (bread, flour, etc.) per week

- as compared to—% in 1970,

Annual increue in hospital beds = Annual increase of hospital admiss-
of— since 1970, ions of target low income persons -
: e -+ Ofwm————gince 1970.

~ Increased revenues in agricultural ——% of low income farm fami-

- production sector of——pesos/ lies in northwest province no less

year from 1970 to 1976. ‘than———% annual increase in

- o real income from cash crops from
1970 to 1976.
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Modification No. 6 R . _ .
_ . PROJECT DESIGN SUMMARY: LOGICAL FRAMEWORK

" Objectively Verifiable Indicators

‘la. Indicators of Pro-|b. Indicators of Bene-| '
’ gress Towards - fit Incidence Tar-
. Planned Fargets- Targets Groups o . .
. Benefits. : Which Participate | Project Title & Number——m———
: — - o in the Production or -
Narrative Summary| : Consumption of | Means of Veri{ Important Assumptions
. SN Benefits fication ’ :
) Progress or Sector Goal: !ng of 3— En-!-.on f Benefit ) | Assumptions for Achieving )
The borader objective |achievement - incidence or Goal ’ - 1Goal Targets .
to which this project level ) .
contributes. . .
Project purpose ’ Conditions Expected | Indicators of Benefit - | Assumptions for Achieving :
|at End of Project ~ ~ | Incidence Expected " |Purposes
A ) at End of Project o
. Outputs | Magnitude of Outputs| Indicators of Benefit | Asumptions for Achieving
. Incidence Expected at Outputs
. Output Level .

Inputs. . Implementation Assumptions for Providing *
.. . | Targets (Type & . Inputs: .

Quantity) o
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o ,:owa?aos..

] Inputs

' Modification No. 7

© Project Title & Number—

PROJECT DESIGN SUMMARY: LOGICAL FRAMEWORK

: Z.nﬂ.nmg Summary

) cv-ooca_% <ﬁ.5-!a —E_..Bg

Means of Verifi-
jeation

Important Assumptions

gmo moanono..o:—

.- 'The vauuonov_oanq to-

which this project contri-

" butes

SasuEﬁ of mg_ Achiev ement:
"Progress/Benefit

v Benefit Inc .—oaam\wgmn.-né

Assumptions - for achieving goal

targets. -

| Conditions Expected at End'of

—:.88«
a, g&a .

b. wcuon.-o Incidence Beneficiary |

.geaoa for SEQE.«

. |purpose

: Outputs

| Magnitude of Outputs

a. Progress/Benefit
b. Benefit Incidence Beneficiary

Assumptions for SESEN
outputs

g | Implementation euﬂ t G.S.o &

| Quantitny

inputs -
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MODIFICATION # 8 — LOGICAL FRAMEWORK
SHOWING BOTH PROJECT DESIGN (ORIGINAL PLAN)
- AND EVALUATION (CURRENT STATUS) -'

Modification # 8 represents more than a minor modification of the
basic format. It differs basically in that it permits the evaluator to dis-
play and meesure change by recording the original objectives, indicators
and planning assumptions and comparing these against the auumptionl

» ~and actual status existing at the time of the evaluation

" This modification was developed for use in eva!uating caﬁita’l pro-
jects whether during their implementation stage or after completion, It
can also be used on noncapital projects.

. Note ‘that this matrix also embodies moditication # 4 and # 6.
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. Modification No.8 .

EVALUATION SUMMARY — CAPITAL PROJECTS

ORIGINAL PLAN

_ . CURRENT STATUS

Narrative Sum- |2. Objectively Verifiable 3. Planning | 4. Changesin |5. Actual Progress in Terms of
mary of Original| . Indicators Assumptions /| Assumptions &| Objectively Verifiable Indicators
Planned Objec- - - , © | Circumstances - -
tives (@ . |(b) . . (@ (b)

" . |Indicators of |Indicatorsof | Indicatorsof . |Indicators of
Progress To- -{Benefit Inci- Progress Toward | Benefit Inci-
ward Planned |dence-Employ- Planned Targets |dence-Employ-
Targets - ment Income ment, Income
- " |Distribution, Distribution
. Social Equity, - Social Equity
ete. - . i Ete. .
Sectoral or Pro- |Measures of |Measuresof |[Original Changes Contribution Benetit Inci- -
gramme Goal | Goal Achie- |Benefit Inci- W Assumptions | Affecting the | of Project to dence at Goal
: vement dence at Goal § Affecting Linkage Bet- - | Sector Programme| Level :
Level Linkage Bet- | ween Project | Goal
. 'ween Project ' | Purpose and
: & Sector Pro- | Sector Pro-
. : gramme Goal | gramme Goal )
~ Project Purpose | Conditions . |Indicators of § (Original " | Changes Affec§Progress Toward" |Benefit Inci-
_ Expected at |Benefit Inci-§ | Assumptions | ting the Link- ject Purpose  |at Project Pur-
End of Project) dence Expec- (Affecting, . | age Between pose Level
. | ted at End of) |Linkage bet- | Project Out- - .
Project Outputs| puts & Pro-
- - - & Project | ject Purpose - —
Project Outputs. | Magnitude Indicators of rpose - Progress Toward |Benefit Inci-
.o of Qutputs | Benefit Inci- ) : ‘B Output Targets |dence at Out-
’ dence Expec- SRR put Level

ted at Outpu :
Level
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'SELF-ASSESSMENT QUESTIONS

Now read the following questions and see if you can answer them.
In case you find them difficult to answer, go through the relevant por-
tions of the unit again. Before moving to the next unit make sure that
you know answers to all the questions;

1..
2.

What is a ~l,ogical~ framework?

In what way does the logical framework ensures a good pro;ect
plan"

What are the characteristics and lumtatnons of the logical
framework? ~

What are the elements of a typical logical framework?

What is meant by the narrative summary? |

'What should be the vertical and horizontal structure of a logi-

cal framework which you would suggest for a technical school .
project? : ‘

In what way will the use of logical _fiaméwork enéure imple-
mentability of an education project?
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UNIT -5

CASE STUDIES ILLUSTRATING THE USEOF

LOGICAL FRAMEWORK

~ Written by
Dr. M. Athar Khan

L
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' OBJECTIVES -
After studying this unit you will be able to:
i discuas the fuhdamentals of a logical framework;

id. elaborate and understand about a prolect in the loglcal frame- v
’ work and prepare a good project plan;

iii. Prepare a logical framework from a regular PC—I for imple-
’ . mentatlon
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INTRODUCTION

. This Unit presents two case studies to illustrate the use and prepara-
tion of a logical framework of a project. The Unit is intended to provide
model guidelines which a project manager can follow to prepare it for
unplementatmg a project and which a project planner ¢an use for prepa--
ing a better project plan (PC-I). :

In this unit, it is hoped to illustrate the practical application of the
logical framework to both the design of projects from new and to the
review of existing proposals as they might come to the project manager
in the PC—I form. It is also hoped to demonstrate how the log frame will
assist in the completion of the PC—2 form for project appraisal and how
an existing PC—2 might be reviewed as a result of compiling a Log. Frame
for a project. Finally, some commonly made errors/faults in project
design will be identified and suggestions made as to how they might be
avoided in the design of future projects or mitigated in the case of pro-
jects-whose implementation has to proceed w 1th the constramts and limi-
tations of inbuilt bad design. .
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1. USES OF LOGICAL FRAMEWORK

. In the previous unit you have read that the “Logical Framework”
provides guidelines and a structure for outlining a project development
. hypothesis, and for analysing a project design for implementation. The

logical framework has multiple uses in development projects. It is parti-.

cularly useful at the following stages _

-Project designing stage
Project appraisal stage

Prior to implementation stage
Project implementation stage
Project evaluation stage

Al ol 2

1.1 Pi'O)ect Desngmng tage

At the stage of mltxal planmng of a pro;ect the logical framework is

used to guide the .essential process of project formulation. It covers all

* stages of vroject planning starting from its relationship with the sectoral

plan and programmes, identification of objectives of a project, its target

outputs and planned inputs. It sets out the specific targets for measuring

the pace of project implementation and thus provides a predetermined
criteria for evaluating a project ‘during and after its implementation.

' 1 2 Project Appralsal Stage

At the project appraisal stage, the logical framework provides an’

objective- basis for a systematic assessment of ‘the logical consistency of
. the project plan. The logical consistency in brief refers to:

a. the reference of the pro;ect thh the sectoral development'

" plans and programmes

b. the relevance and consrstence of the objectlves of the project
‘with those of the sector;

c. anaIysrs and assessment of the proposed inputs and outputs of
the project or in other words a cost benefit analysxs of the
pro;ect

d. objectivity, clarity and specificity of the targets aimed to be
achieved through the project; . .
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e. basis for menitoring the irnplementation of the project; |

f.. essential cntena for evaluation of the progress and outcomes '
of the project; . i

‘g, beneflcxanes and the benefits that would accrue to. the comple-
" tion of the project. '

_ At this stage, the logical framework also ptovides a sound basis for
review, improvements and adjustments by both—the project planner as
well as the pro;ect appraiser

1.3 Prior to Implementation Stage

In cases where a logical framework has not already been prepared _
the logical framework could be prepared by the project management
organization for translating the project plan into-a logical framework.
This exercise at the pre-project implementation stage would help clarify
various aspects of the project and facilitate momtormg of the nnplemen-
tatlon of the project. '

1.4 Project Implementation»Stage

The project unplementatlon stage refers to the situation and time,
. when the’ project management team begins marshallmg resources to
execute the project. The logical framework at this stage serves to moni-
tor the flow of resources (inputs) in accordance with the targets set for
various parts and levels of project implementation.

1.5 Project Evaluation Stage

Evaluation of aproject is carried out at two stages. First, during the
implementation of the project and second, on completion of operation
of the project. Following are the main uses of the loglcal framework at

© the evaluatnon stage:

a. It prov1des a criterion for evaluation of a project on the basis
of the implementability of the project as it is assessed by the
degree of the achieyement of the objectives of the project, .

b. It pfovides a basis for evaluation of the proje_ct plan as it
relates to the situation hypothesized and the realities of the
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project implementation; "
It provides a test for assumptioné;

It provides a basis to test how realistic the target setting was;
~and - s .

Finally it brings out the degree of the relevance of the project
with the plan and programmes of the sector’s development.
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2. CASE STUDIES .

In the following pages are given a number of case studies to illust-
rate how project plans are presented into a logical framework for facili-
tating its uses by a project manager and the project management team.
The case study-1 has been selected from a different sector and country
to demonstrate the generality of the logical framework and its scope for
use in social sector projects of which education is an important sector.

' CASE STUDY I

. 21 A Small- Scale Rural Settlement and Trammg Pro;ect for Unem-
' ploryed Youths -

‘Many of the problems faced by the Island of Jamaica have parallels
with the social and economic problems of Pakistan. In Jamalca there -

-‘_—- exists high level of unemployment, (upto 40% natlonally and
even higher in certain regions and age groups) :

— is a drain of skilled manpower especraly to.the USA Canada, ,
Europe

‘— s aheavy dependence on agriculture in the economy

— s a drift of young people especially from the rural areas to the S

bright lights of the blg city, where mvanably no productlve
' JObS exist for the newcomers. '

—  are areas of derelrct, under-utilised land »

— is a balance of payments deficit created by, among other
: thmgs, the need to 1mport

~ With a view to alleviating some of these problems, the anstry of
Youths, Sports and Community Development (MYSCD)’s special divis-

ion; the Social Development Commission (SDC) proposed to utilise a o

2100 acres of derelict plantation lands in the south of the Island, near to
the Capital Kingston, to train and settle as many young farmers as possi-
~ ble, who would stay in the rural areas, adopt collective patterns of work-
- ing, and produce crops for the domestic and export markets under a

. system of irrigation. The scheme should;everltually be self-sufficient and
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- should provxde a model for the adoption of collectxve/cooperatwe farm-
‘ing Island—wide. : :

Activity l

List all the questions that came mto your mind about
the feaslbxhty of the above proposals"

© Activity IT

If you were given the responsibility for designing, app-
raising and implementing the above project,how would
you proceed?

Among the problems, which such a proposal raises, are questions of
the compatability of the objectives. Farmers have a hard enough job
without having to act as models/demonstrators for visitors. The question

. of whether a farmer's income and life in the rural areas are sufficiently
attraetive to prevent drift of young people is unanswerable in anticipa-
tion of the project. The question why the land has not been used, and
whether it is feasible to cultivate under irrigation needs to be resolved.
This type of farming patterns possibly needs to be determined so that the
optimum farm size can be planned, cropping patterns examined, the
demand for the crops investigated and the potential income for each
farmer assessed so that his motwatlon to partxclpate in the project can
'be gauged.

In compiling a logical framework for the project, (whose name
incidently is project OASIS) all these questlons can be examined in
_sequence. The Log. Frame shown in Fig. 1 sets out the broad goals of the
programme or policy. It sets targets for the project, in terms of the
‘ feasible numbers of farmers who can make a living on the 2100 acre site
and the crops they can grow. In fact the answers to these questions, the
quantities of outputs possible and the activities and inputs needed are
only given after careful consideration of the technical aspects of the
project by farm planners, agronomists, rural sociologists, trammg
experts, nngauon engmeers and economlsts

The planners/project designers’ job is to set out the questions
(mformatlon requirements), determine who will answer them, (recruite the
necessary expertise).interpret the answers and integrate each of the com-
ponents mto the plan Then e1ther alone or in conjunction with the ex-
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perts, the planner may identify, select and quantlfy targets and indica-
tors of their achievements and finally to identify, articulate and appralse '
the assumptlons whlch underly the project.

'When the planner is satisfied with the design of the project as
shown in the Log. Frame, it is possible to cost the inputs and prepare a
reasonably accurate budget of both the capital and the recurrent cost of -
the project for the arrangement of financing. It may be that sufficient
resoutces are not available and then the proposal will have to be financed

"~ .in some way. Assuming that finances are avallable that the calculations

were reasonably accurate and the project was technically well designed,
its implementation should be feasible, throughout its completion, w1th1n
the budget allotted. .

It may be your experience that in preparing budgets you are not
given the freedom to design projects/programmes to meet given objec-
tives whose financial requirements are acceded to by the ministry. In
contrast you may be told how much is available for your department and
then you concentrate on finding ways to spend it. The money is used up
but little evidence remains of what it has been spent on. Invariably, the

_-allocation is insufficient. Development of new projects invariably takes a.
lower priority than meeting regular commitments. You may, therefore,
feel that this approach is not practicable. :

, However, the preparatlon of sound proposals which justifj exben-
diture is a method by which.— ‘ ‘

a. developmental activities become part of ‘the regular program
me of work

b. increased funds are made ‘available, either from general reve-
_nues or from special ald funds

. Having gone throﬁgh the previous pages about the logical frame- -
work you are requested to accomplish the Activities No. III and v
,on next page. »
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Activity -l-‘III '

_ Critically evaluate the logical framework shown in Fig. 1 in terms of
_the criterian for sound compilation given in unit 4. Examine: - '

1. The statement 'o‘f the iteins in the narrative summary
2. The veﬁfiability of the~indicator‘s

.3, The likelihood of-the means of venncatxon proposed in the
_ third column being adopted. .

4. The assumptions, how )ustmed they are in terms of- whether
the assumed informatxon could be checked

Actmty- v

Refer to the PC—1 pro-forma given in the appendix to Unit 3. Which- |
of the data required for the completion of the PC—1 could be provided
simply by reference to the Logical Framework? Which data requn'e fur-
ther claculation or mvestlgatlon" '
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FIGURE 1: A SUGGESTED LOGICAL FRAMEWORK FOR PROJECE.

Narrative Summary | Objectively Verifiable |Means of Verification. | Important Assumptions
' Indicators . - S -
Programme goals (Impact) ’ : oo
1. Greater useful employment | New jobs exist Surveys of public reactions The young wish to work in agri-
for young people ’ Ceneus of employment culture, A
2, Reduce rural to urban draft | Settlers remain in rural ..eas | Checking intentions of pros- | Sufficient incentives are. available to
pective settlers - make rural life attractive to youth
Project ssttiement neord._' . i
3. 1 agricultural , d Inéreased output ' . Farm manager’s upom Ruoureu are not simply diverted
. tion, in terms of quantity Lower rejection rates at Production and grading from extant farms, Thére will be a
and quality grading records grading station Settlers will use for-
mal channels for marketing. .
4. Enmuﬁo planned coope- i Number of cooptntlvu set | Count ventures/inquiries Methods for disseminating informa-
rative ventures up and operating after given tion exist.The model is replicable for
’ time intervals other regions/produce
Project purposs (Effects) ) : . ’
1. Releass under/unemploy- | 240 farm jobs d C /head t Settlers would otherwise be .
ment, especially among the | 40 non-farm jobé created Settlement records unemployed °
young of Clarendon Age of settlers . census Regional immigration-can be
Drop in unemployment measured
2. Reduce urban draft in Settlers settle and all remain | Count at different times -{ Provi of jobs, h i
Qurendon settled and security is sufficient incentive to]
’ ) remain in rural areas .
3. Improve quantity and quality| Use of sound techniques Visusl observation after Settlers sccépt new techniques.Land
of agricultural production 1400 more acres under . training . outside the project also remains in
cultivation Crops survey each year production.Valid and effective train-
Productivity per head per Crop records ing is devised.Levels of ontput are
acre is‘above average : Settler incomes Prices sustainable.Prices reflect quality -
Quality is above average -| obtained '
. Visual observation ]
4. Set up a self-sufficient Cooperative activity in Obmﬁo;: at intervals Settlers are prepared to cooperate
cooperative mode of farming | decision making and pur- o ' - -
chasing ’ Teams withdraw and appoint | Training is effective
Project team and budgetary | management team of settlers
_ support can be withdrawn Project accounts -
5. Set up a model soop farm Lavel interest shown | Number of visitors Continued
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FIGURE 1: A SUGGESTED LOGICAL FRAMEWORK FOR PROJECT (Continued)

Narrative Summary

Houses opouphd

: Ob)eetmly Verifiable Means of Verification Important Assumptions
‘Indicators : :
Project Outputs
1, 240 settlers trained in Settlers eompbhd tnlning Farm manager’s reports Technical skills and funds available
improved methods of farming| and using approp Project evaluation reports for training
' techniques :
3 Ca structure includ- | Cooperative established with mtbnofooo is desirabl
ding s mpvort ! t team and Inspection of the facilities .nd effective in this context
. membon drawn from settlers | continues torun .
8. Farm produce (in tons of Quantities sald at farm gate l"nmmm;c records of Mnlquu .and lnmm will result in
+ -vegetables) . Revenue flowing into project | physical output and inflow | saleable outputs !
) . _ : . of funds ’
4. Social infrastructure for 1 school, 2 day~-care centres,| Obesrvation of use and mana- | Support fmm appopriate authorities
Oasis community sports/recreation complex, | gement during operating phase| for recurrent budget e.g. for schools
: . community centre .
* Project Activities B
1. Project Management Staff dppointed Contracts signea Btaff availability
, Budg provision Funds allocated Availability and approval
Action Plan C o Passed by spansor ' -
+ 2, 8ite procurement Land acquisition Deeds acquired No contest of title
N Land surveyed and Map dnvn and site
cluud observation
- 8, Farming operations Farming phn drawn up Agreed by oxpertl Feasibility
' Marketing plan drawn up . Data on markets .
4. Project facilities Plan and install irrigation |  Plans and procurement
N : ’ Documents .
Plan of buildings, houses ' Ohunﬁoa
and utilities ' : :
Pureh-p of equipment Bq\dpnnnt list agreed - Appropriateness of items
5. Settler selection & Identification of settlers Agresments/offers to settle | Agreements kopf
introduction Introduction and training Obeervation
Settlement on plots Individual plots farmed

Continued
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FIGURE 1: A SUGGESTED LOGICAL FRAMEWORK FOR PROJEC'I; (Continued) . -

Narrative Summary “ Objectively Verifiable | Means of Verification | Important Assumptions
) Local staff o.g., from Presence of ponomnl Letters of ab]l:olnumht "Sufficient niitnblq staff .
extension services Thelr suitability for the - accepted . are available .
Min. of agriculture training task required qualifications and The project may draw upon
Min. of Youth. Sports o . experience . skills of other Government
and Commimlt_y Dev. . .agencies - _
ﬁmnd consultants Presence of agronomist/ Technical agreement signed | Technical skills and funds
(24 man months) ’ economist, coop consultant, | Staff contracted available :
Administrative staff Presence of project manager M contracted ‘ Btaff are available and satisfied
farm manager, irrigation Qualifications and with the terms i.e. temporary
engineer, systems analyst experience reviewed contracts
coordinator; physical o
planner, crop production
| manager, sociologist ' ) R
2. Settlers Establishment of 50 - ] Numbers applyingand .. Settlement pr;upect will
families farming for 4.5 selected each year appear attractive
. year Approved by coop Selection process will be
stay effective in identifying suitable
‘settlets and will be followed in
8 Equipment & supplies Acquisition by GOJ Signed loan agreement Budget allocations made available
: ‘Delivery to project Possession of documents External funding/foreign exchange
’ . . available for imports :
Set up and in use - Arrival at project
: Operating
4. Land Acquisition of 2100 acres Lagal title acquired Land irrevocably earmarked
. of land (Ebony. Park) for Oasis project
5.. wuon systom ’ irzlnﬂon system in { Engineer’s report - Ecological outcomes are safe
. . suitable place and - . Adequate suitable water
operating . . available '
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FIGURE 1: A SUGGESTED LOGICAL FRAME'WOB.K FOR PROJECT (Continued)

Narrative Sumimry Obfﬁ:tively Verifiable - | Means of Verification Important Assumptions
dicators - : . -

6. Soéhl infrastructufe 1 School, 2 day care .| Dates of completion by

for Oasis community centres, sports/recreation contractor and handover - -

operating complex, community centre, | Observation, occupation by
o ’ ‘roads, water, drainage, users )

electricity operating :
00000
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~

-Explanatioh

The framework provides a starting point for more detailed esti-
mation of costs and benefits and for the planning of the implementation
of projects. Standards by which its achievements will be evaluated and its
‘progress monitored are also articulated. On its own, its main use is to
present at a glance the objectives and requirements of the project in
terms of physical resources needed for its inplementation. Any planning
device which is capable of doing this has to provide information at a very
general level, and thus lacks the detail necessary for physical planning.

Problem that will probably have been encountered is a lack of infor-
mation. The technical coefficients of agricultural production on a given
unit of land or with a given labour input will need to be assessed more
accurately. The scale of construction can only be approximate at this

‘stage and assumptions are made which, in reality, are unnecessary in a
more definitive logical framework. The reason for this latter remark is
that many of the assumptions that might have been made about, for ins-
tance, markets for produce, incentives for farmers, availability of inputs,
climatic factors and similar measureable variables should really be check-
ed in the -detailed feasibility study for the project. One subsidiary
purpose of a logical framework might now be gleaned — that is providing
the project analyst with more of an overview of the information which is
subsequently needed for appraisal.

Another comment relates primarily to the use of this tool in-thees- =

tablishment of rural development educational and training projects.
Rural development covers such a wide range of situations that some
would say it may not be desirable to narrow down a project to a few
identifiable objectives. Some of the lihks between rural development ob-
jectives and verifiable means of checking on their achievemént may be
very tenuous. For example, would the project be more successful if it
achieved high levels of income for settlers and high levels of output but
with virtually no cooperative activity, than if the outcome of the project
was a barely self-sufficiently low productivity farm which was run on
strong communal lines? Very often it is the mundane details of project
appraisal and management which are capable of being included in a
logical framework rather than the larger issues. It is easier, for example,
to verify that a settler will attend 24 lessons on crop production, regard-
. less of what he may learn, than it is to ensure that he is a good farmer,
yet the latter really constitutes one objective of the project.
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Wlth regard to monitoring and evaluation mdlcators, the project
proposal generally attempts to use indicators which are fairly readily
available. However, some of the indicators are too susceptible to distortion
by external factors. These include the census to determine the contribu-

‘tion made by the project to the relief of unemployment in a class and
 (this is not possible) the survey of public reactions (this is too costly in
reactions of prospective settlers. (This will be biased by the desire of sett-
lers to settle and impress the project management team by their commit-
ment). The indicators at the level of inputs, activities and outputs are
- easier to measure than those at the level of objectives and project
purpose.

) With reference to the completion of a PC—1, the Log. Frame pro-
vides information about project objettives, scale, location, numbers of

~ beneficiaries, activities needed to bring the project about. and much

. more, Furthermore, the following steps in the analysis of the project will
seek to resolve some of the questions brought to light by the Log. Frame
and to develop further details in the form of PC-I and PC—2 as well as
permitting the development of a management information system to -
facilitate implementation -of ‘the pro;ect Speclflcally, these steps will
mclude -

the analysis of feasibility,'both physical and fin‘ancial, at the farm
. level, because if the project doesn’t provide sufficient incentives to
the farmers it will almost certainly fail.

the analysis of feasibility at the project level, including a compari-
son of the capital and recurrent ‘costs of the project with its long
term beneflts '

an -estimation of cash requxrements and rdentlfrcatlon of possible
- sources. :

the implementation plan, in which the activities form the logical

framework on the basis of a work breadown structure and a schedu-
ling exercise. : :
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2.2 Case Study I o ,

Project: Introductlon of Agro-Techmcal Sub]ects in the General
School System

. 'The prolect was undertaken to nnplement one of the policy state-
ments of the Education Policy (1972—80) which provided for a shift -
-from general educatnon to more purposeful agro-technical education.

"The project was des1gned to achieve the followmg objectxves:

“The system of elementary education was so designed that the
knowledge and skills imparted, attitudes developed and the teaching
methods employed would ensure that those not proceeding to se-
condary education could be usefully absorbed in the economy of
the local ‘community. For those leaving school after class VIII,
special courses of training in the skills of their vocational interests
would be provided in the school workshops so that the children
who drop out at any stage should carry with them enough'skills to
return to then: local or ancestor’s vocation as better farmers or
craftsmen.”’ '

It was also envisaged that the introduction of agro-technical sub-
“jects would develop in the children appreciation of dignity of labour and
help in developing attitudes leading to motwatlon for productive semce :
for the welfare of the community. . ,

(For‘details of the project please see Annex 1).

The Fig. 2 presents a summary of a modified project design adapted
for projects in Pakistan. In the following pages will be discussed each of
the Columns and Rows with reference to the project of exercise 2, and

with a view to providing students guidelines for convertmg a pro;ect plan
(PC—I) into the logical framework. .
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vwcum.n._. Ummunz SUMMARY (LOGICAL FRAMEWORK) Life of Project Year
Total Fundings wu FEC—
Project Title—— Date Prepared
Narrative - Objectively <on.5h~.._a ] m_.on.ms 'Means of Verification | Important Assumptions - _
Summary Indicators Targets - .
Plan or Sector Zmnm.:dm of goal nnrsq? Goal gumoum for achiev-
Goals ment targets . ing targets
A " A1 A1 A-II ATV
Am.nomnnEBo or sub-| Measures of goal .ch_. . . . Assumptions for goal
sector goals achievement - 1 targets ' targets .
- A B—1 B—2 B—3 s B4
Project - End of project Project Assumptions for
objectives Status targets o objectives
- C c-1 c—2 Cc-3. Cc—4 -
Outputs Magnitude of Output Assumptions of or achi-
, outputs targets : '| eving outputs
D b1 D—2 D-3 D4
Inputs Implementation . Budget and im- . >§B,uno=m for provi-
. targets - EoBmuSa.ou ding inputs
. . schedule -
E E-1 E-2 E-3 E—4
" Project
activities . .
F F—1 F—2 F-3 F—4
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" 3.PLAN OR SECTOR GOALS

_ A PC-1 proforma provides for a reference.to the pro;ect goals in
_ the national development plans. In case of Pakistan,it is usually the Five

Year Plan whieh provides a basis for a project.

For -exarnple, a reference to the_project."‘Intr‘oduétien of Agro-
Technical Subjects in the General School System”’ could be found in the
Forth Five Year Plan (1970—75). P. 156. The Plan reads: '

“While expansion of education in arts should be lumted teaching of -
Science and diversifiéd courses including half time and full time
“vocational and professional training should be provided in Secon-
dary Schools by a liberal allocation of resources. The objective of
the Fourth Plan will be to convert, under a phased programme, a.
sufficiently large number of Secondary Schools to Institutions pro-
ducing young men and women who are employable and -can be -
- easily absorbed in the economy. Curricula of Madrassas will be.
“broadened and modified so as to allow teaching of Sclence, Mathe-
matics and vocatlonal subjects.”

The Plan of ‘Sector Goals to be derived from the plan could be
constrtuted in the logical framework as follows: .

i.  to provide diversified courses in High Schools in part time and
full time vocatlonal and professional trammg, _

ii. producing a large number of young men and women who are
" employable and canbe easily absorbed in- the economy.

A—I: Measures of Goal Achievement

Yonng men and women are able to’ find gainful employrnents in
vocational and professnonal areas after passing Middle and High
Schools examinations. ' :

A-II: -Goal ’largets

The number of. schools to offer agro-techmcal vocatlonal educatlon
to be in operation at the end of the plan period. ‘
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A-III: Means of Verification
1. Expert opiniens
2, Periedic evaluation of plan implementation
A-1IV: Assumptxons for Achevmg Targets

.1.' Enrolments in agro-techmcal and vocatlonal courses will
increase;

2. After passing High Schools, the students will fmd themselves
. ready to enter the labour force; :

3. Local industies and orgamsatlons ‘will find sultable ngh
' School Certlfxcai,e holders for employment :

4. Students taking agro-techmcal vocatlonal courses will be able
to decxde their future career by the time they pass High.
Schools

31 Pfogramme or Sub-Sector Goals

. The programmes or sub sector goals, as they are reflected in the pro-
ject, can be found in the annual development programmes which usually
provide a phasing of the implementation of the plan. Sometimes, this
phasing is given in the Five Year Plan also but for projects like this one,
the financial allocation is usually included in the sub-sectoral program-
mies and they cannot be separted easily. In cases where such a program-
me of implementation is not availbale from the annual development pro-
grammes or the Five Year Plan, the logical framework may use the phas-
ing of the project- implementation. Unfortunately, the PC—I of the.
project (Annex ‘A) doesn’t provide this information. The only program-
me of implementation given "in the PC-I, is in terms of the ca-
pital cost. The PC—I of the project prepared by the Govt. of Sm'd Edu-
catlon Department is also lacking in thls mformatlon

B—I: Measures of Goal Achlevements

s In this Column, the following information should have been
: given:

— Number of . High Schools in which agro-technical vocational -
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courses have to be mtroduced during the project period or
accordmg to the phased programme of proyect nnplementatlon,

— Number of courses mtroduced students enrolled male and
female and classwise. .

B—II: Goal' Targets
Agro-technical vocational units established in the country with
provincial breakdown in Middle and High Schools as given in the
PC—I form Annex ‘A’.

6120  Units

i ’Industrml Group =
ii.-  Agricultural Group = 8112 Units
iii. Home Economics Group = .2884 Units

iv. ~ Total Units 18116 Units_

NOTE The PC—I also provides for provmclal programme of unit

estabhshment
B—III: Means of Verifioation
1. Reporte of the provincial project_irhplementat_ion units; o
: 2. 7. ‘Project accounts ' ‘
FW : Assumptione for Goal Targets

© 1. There will be a diversification of curriculum of High Schools. .
- and Middle Schools~ .

2 Educatlon will be work—orxented

3. Effects. will be wsrble in Post Secondary School ad]ustments‘
and observatlons of students;

4, Students will -be able to. decide ‘whether to go for: general
education or to the vocational education stream.
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© 3.2 Project Objectives
, "The PC—I usually contains a description of the objectives of the

‘project in quantitative terms but the present PC—I, for some reason,
does not provide this information. The -objectives of the project, how-
. ever, were given in a support document which should have been used as
basis for formulatmg project objectives.

.(See Annexs. I &II)
Cc~I: Endof Project Status

| 1. Number of schools in which agro-techmcal/vocatronal ‘
~courses have been mtroduced '

2. Number of Units set up in: o )

i.  Industrial Group

ii.  Agricultural Group .
ili. - Home Economics Group
iv. Total units

- O~IIy Project Targets

Pro;ect targets could be derwed from the ob]ectlves and pro-
“ject targets- as glven in the PC--I e.g. .

i. Degree ‘of shift from general education to agro-tech-
- nical/vocational subjects in curriculum, '
ii, © Percentage of students taking agro-techmcal/vocational
o subjects,
iii. ~ Number of schools offermg agro-techmcal/vocatlonal
courses.

'C—III: Means of Venfication
i.  Reports of the project completion
ii.  End of the project evaluation ‘

iii.  Surveys.
iv.  Project xmplementatxon record
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C—-IV: ' Assumptions for Objectives

ii.
© i

iv.
vi.
vii.

3.3 Outputs’

Without a scheme of agro-technical vocatxonal' educa-
tion in Middle and High Schools students wnll contmue

_to study general education,

Economic productivity can increase,

Rate of unemployment among the natlon s youths can
be reduced, .

Students can learn many ‘skills which they can use for
earning bread or for use in their daily lives, _
It is assumed that a very large number of youths, both

~ male and female, will find the agro-techmcal/vocatlo-

nal subjects meanmgful and interesting,
The scheme is feasible and practicable,

* The scheme will easily fit mto the present educatlon

system of the ¢ountry, »
Manpower equipments, and . facilities requiréed for
teaching . agro-technical/vocational subJects are - avail-
able. :

1. Number of students who passed Mlddle School exammatlon with
- agro-technical subjects :

2. Number of students who passed High Schools exammatlon w1th‘
agro-techmcal/vocatlonal subjects :

3. Number of students who leave education‘f and join labour force

4, Value of student projects/jobs completed during their education

DI

Magnitude of Outputs

Number of male students who will benefit. from the
project during and after its completion

" Number of female students who will benefit from the -

project during and after its completion.
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D—II: Output Targets )

Output targets are of more elaborate statements of the outputs :
- listed above and mclude the following: . :

‘ ‘1. Number of male students taking agriculture courses at:

i, Middle School
'ii.  High School

- 2. Number of students taking techmcal courses:
1. Electricity
" ii.  Woodwork
iii.  Mettle work

3. Number of students iaking commerce courses

4. Number of students taking Home Economics courses
D~III: Means of Verification s

. Same as for C—III above.

D—IV:. Assumptions for Achieving Outputs.

1. Facilities and funds for teeching agro-technical/vocational
subjects are available; _

2. System' of education can accommodate these innovative
~ changesin cumculum,

3. Students takmg agro-techmcal/vocatlonal courses will
‘benefit from them,

. 4, Parents, educatnomsts and commumty leaders will encour-
age the scheme,

5. Students will find the study of agro-techmcal and vocatio-
nal sub)ects rewardmg ,

i. educatlonally : ‘ ' ;e

ii. economically
iii.  socially
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; 3 4 Inputs A |
: Inputs of the project refer to the followmg
1 Personnel

(Local staff e.g. teachers and instructors, staff of the agro-technical
teachers training centres, education extension services staff, per- -
sonnel in the implementation units at Federal, Provincial, Regional,
Divisional and District levels) :

‘ 2. Stu‘dents.

| 3. Equipments and supplies
4. Buildings |

5. Institutional admi'nistration

The PC—I of the project provxdes the mformatmn about ‘
the schools which will be available for the project. It should have .\ -

information about other mputs also. However, the Provincial PCI of
‘Sind provides more information about the suggested inputs of the pro-
ject and works out details of educational buildings, furniture, equip-
ments, teacher training programme for agro-technical course, teachmg
staff and teaching contingencies (consumable)

(For details see’ PC—I -of Govt of Sind, Education Department,
Annex—IV ) ' .

E—I: . Implementatxon Targets :

1. ‘avallabnhty of sultably quallfled teachmg personnel (glve
- numbers), '

2. avaxlablhty of administrative and semce peraonnel (give
numbers)

8. availability of teacher trainers (give numbers)
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4 Students to be enrolled in each ot‘ the agro-techmcal :
(give target classwxse number).

5. acquisition of: -

i.  buildings
.ii._ furniture -
ii. equipments :

6. delivery to the project lmplementatlon centres (schools se-
. lected for introduction of agro-techmcal/vocatlonal sub-
]ects) of furniture and equlpment ‘

7. Number of schools in which agro-techmcal/vocatlonal sub-
" jects will be taught o

, " The mplementatxon targets couId be denved from the pro-
. ject inputs and the PC--I form. The PC—I form Annex. I does
- not specify most inputs in quantitative terms. But the PC—I of
- Govt. of Sind contains sufficient information in this connec-
- tion. It is, therefore, suggested that for the purpose of an exer-
cise students should refer to the PC—I of Govt. of Sind Annex
1I. o A ‘

E-II: Budget& Implementation Schedule

~ The budget and implementation schedule could be adopted
~ from the PC—T asit gives annual expendltutes to be incurred on the
. project. :

The implementation schedule in terms of the project tasks to -
be completed should be worked out clearly. The two PC—I profor- -
_mas (A‘nngxed to this unit), don’t provide this information.
. E~III: Mea_ns of Verification
- 1. By the allocations of thaproject .
2. Assurances of the projéct sanctioning authorities
- 8. Project implementation, monitoring, charts and graphs re-

cord of the project 1mplementatlon and sponsoring orgam-
sations.- .
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E-IV:

Assumptions for Providing Inputs

. Sufticient suitable staff is available;

. 'The project may draw upon skills of the existing administ-

rative offices of Federal and Provincial Ggvernment;

Resources i.e. funds, buildings, furniture, equlpments will

‘be available;

The students will register for the agro-tec!imcal/vocatmnal
subjects as the subjects will be more attractive than the'
general education subjects

Training institutions, organisations will produce required
staff for the prdject;

Provmclal Governments and their supportmg offxces fully
understand the purpose, implications and benefits that will
accrue to the execution and completion of the project; ’

The outcomes of the project will Justlfy pubhc fmancmg'
of the project. _ :

3.6 Project Activities

a. Project Manage?nent

i

iii.

v,

Appointment of the National Committee on agro-techni-
cal studies to formulate syllabi for teaching agro-technical
subjects.at Middle and High Schools

Agre'ement with the provincial Govem’ments'

ngning of agreement with UNDP/UNESCO for fmanclal '
assxstance -

: Preparation of an implementation plan of the project -
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Year  Classes Subilects“

1974 VI Agrotechmcal studies in selec-
. ted schools

1975 VI  Agro-technical studies m all
. - schools . ‘

VII  Agro-technical subjects in selec-
ted schools -

1976 V,VLIX -All subjects
vl Agro-technical studies _
| VIII - Selected soho_ols
C 1977 vho,
' VII& .
X & X All subjects

b. Projed Requlrements

1.  Procurement of
i. equipments
ii. tools, and

iii. - Sites (land and bmldmgs)
. 2 Appomtment of teachmg staff
~ ¢, Monitoring project implemontation

d. Projoct evaluation

F—I:  Objectively Verifiable Indicators
1 National Committee appomted

2. Syllab1 for agro-techmcal subjects finalised
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3, Agreement signed with the Proti_nciél GoVernmehts
4. Agreements .signed with UNDP/UNESC_O
5. Year-wise targets of hnpletnentation plan aehieved
6. Equipments, tools and -s'ites procured anrl delivered
1. "Il‘eaching's'taff appointed, traihed, and placed |
F-IL  Specitic Targets |

1. Preparatlon of syllabx for teaching agro-techmcal subjects
at Mlddle and High Schools o

2. Provincial comm:tments to be obtamed for mplementa-
tion of projects

3. Assurance of nnanclal assxstance obtamed from UNDP/
UNESCO

4, Year-wxse targets of estabhshmg agro-techmcal vocatlonal
Units

5. Procurement of equipments, tools, land and buildings
~ according to thé annual‘schedule of implementation

6. Appointment of teachmg staff according to the annual i im-
plementation plan, training and placement of teachers
accordmg to the annual unplementatlon plan .

In actual logical framework the project manager should give specific
‘quantities and numbers of equipments and tools etc. teachers and the
agro-techmcal/vocatlonal Units to be set up annually during the pro:ect
penod

F—II: Means of Verification

1. Project monitoring charts and graphs

2. Formative evaluation of the project implementation plan
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. End of the project evaluation

Important Assumptions

. Syllabi of agro-technical/vocational subjects will be accor-

ding to the training needs of the youths of a community
and the manpower requirements of local and national
industries and business organisations '

Provincial Governments will implement the project accord-
ing to the plan .

Financial assistance of UNESCO will be available in tifne
Agreements with suppiiefs will be kept.
On the whole the project will be feasible -
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" 4, CONCLUSION

The two case studies given in this Unit are intended to provide stu-
dents guidelines for developing a logical framework for implementation
from the PC—I or the available project document. In the exercise II al- -
though a reference has been made to a specific project which in effect
includes curriculum planning, development and implementation, training
and procurement and delivery of equipments, buildings etc., there is so
much information that needs to be worked out by a project manager him-
self. The implications of the two exercises on preparing logical frame-
work for project planners, however, are that while preparing a project
with a view to converting them into a logical framework, they still .cer-
tainly tend not to overlook the information which should be given in the 4
* project plan.

5. SELF-ASSESSMENT QUESTIONS

1. How does a logical framework nnprove the lmplementablhty of a
" project? : '

2. What are various uses of a logical framework in a project cycle"

'8.  What are the problems of developmg a logical framework from a
PC—1? :

4. What changes will be required in a PC—1form if it has to be pre-
pared accordmg toa loglcal framework? o
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" PART ‘A’

PROJECT DIGEST

Lo

'Nam‘e of Project: - Introduction of agrotechnical sub- '
‘ jects in the General School System -

2.  Authorities responsible for:  Education Div-isidn, Minister of

Education _ ‘
i.. Sponsoring EDUCATION DIVISION, MINIS-
| | TRY OF EDUCATION
ii. Executibn - —db—

ili. Operation and Main- Provinces/ AJK/FGEUFATA
- tenance: R

8. Time required for completion of project. (in months) 36 months
4. | (a) Plan Provision: -

i.- If the project is included in the current Five Year Plan,
- specify actual allocation. The Project forms a part of the -
programme of implementation of New Education Policy
introduction of Agrotechnical subjects in the General
‘School System. - ‘

ii.. If not included in the current Plan, how is‘it now proposed
to be accommodated (Inter/Intra-Sectoral Adjustment in
allocation or other resources may be indicated).

ili. If the Projectb is proposed to be financed out of block pro- '
vision for a programme, indicate: -

Tofél Block - Amount already  Amount proposed Balance.
Provision. committed "~ for this project . available
: : 30.67 crore
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5.
‘cate the contribution of the project, qualified if possible, to the targets

(b) If project is not in the plan, what warrants its mclusxon in the

Plan..

Relationship of the Project with the objectives of the sector. Indi- .

in the Five Year Plan; and the name of the other projects (whether sanc-
tioned or under preparatlon) which would form part of ‘an intergrated
programme within the sector. The new Education Policy 1972—80 en-
visages a massive shift from general aimless education to more productive
agrotechnical subjects in Educational Institutions, proper facilities are to

be provided. o , -
6. Capital Cost of Project. .~~~ - (In crore of Rupees)
Local Costs:" - Rl‘lpeeS . 30.67 crore

Foreign Exchange Costs:

Total: Rupees'b " 80.67 crore

Annual Recurring expendlture after completlon (in Crore of .
Rupees)

- Local ‘ _ Rupees 19 crore

F.E.
Total  To be provided by the Provincial Governments.
Objecti&es ofthe Project preférably-in’quahtitative terms

Prepared by - Sifat ullah Education (Name and designation)
’ Officer : ,

Checked by ° Dr.M.I Hussain

0.S.D. (Tech) ~ (Name and designation)
Approvied by  Dr. Rashid Ahmed Shah- |

Joint Educational ‘ o

‘Adviser E (Name and Designation)

Date:
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| PART ‘B’
PROJECT DESCRIPTION AND FINANCING

9. Location of PrOJect (Attach map): All over Pakistan including
- Azad Kashmir, Federal Area
~and -the Tribal Area '

a. Give name of place and adr.ninistrative district in which the
service centre will be located/Details attached at Annex—I

b. Indicate total area which will :
be served: - : ~ Throughout Pakistan.

10. Existing facilities:
. L)

Give information about public and private secotr 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 sectors institutions should be given both for the level of the
education programme proposed by the project as well as for the lower
level institutibns which will serve as feeder institutions for the project.

11 Des:nptlon of the Pro;ect See attach Agrotechmcal Cumculum
Studles

a. Give. bnef history, proposed faclhtles and ]ustnficatlon of
-pr]ect .

b. lee populatlon of the area to served age groups and mcome
~ level; :

c. Relationship with other programmes in the same sector and in
other sectors. Indicate -whether coordination with other
" sectors has been ensured;

d. Give student-teacher ' ratio for the project and the national

* average for the proposed level of education. Give also the ex-
tent .of library and laboratories facilities per student and how

it compares with natlonal average;

e. - The employment prospects of the persons to be trained in ter-
ms of the present and future demands;
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‘f. * Give details of the type of training or education to be impar-
- ted: the syllabus and the subject in which the emphasis will be
placed Indicate availability of teaching staff;

g. Give details of administrative structure for u'nplementmg the
project. ‘

12, Give data when capital expenditure estimates were prepared. If pre- .
pared more than one year ago, confirm if they are still valid.

13. Capital Cost:

Give breakdown of capltal cost year-wnse, covering the whole of
investment period, as mdlcated below (In crore)

Item Totalat Iyear (75—76) I year =~ Illyear =
- official  at official. (716—T7)at (76—T77) at
rate of .  rate of - official rate offical rate
' exchange of exchange. of ex- of exchange
" change

Local FEC Import Total Local FEC Total Local FEC Total Local FEC
' -~ duties ,
30.67 ' 1067 11000  10.00

14. Basic of cost estnnates (save full detalls) (See attached Agrotechm-
- nical Curriculum)

15.. ,Estimates of annual recurring expenditure aff;er completioh of each
' phase of a Project. \Also indicate source of financing recurring ex-
penditure'

Recumng expendnture will be provnded by the Provmclal
Governments.

: Salaries of Staff:

Service staff :

Ancillary staff (e.g. para-medical)

Supervisory and administrative staff :
ConsumableStores and Supplies (Please specify)

oo
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Books and Journals.

_ Contingent Staff :
Other Contigencies e.g., electnclty, water, postage etc.
Rent and Rates. -
Other expenditure e.g., sports and workshop supplies

Ew e

16. Unit cost for each category of sérvice or output e.g. for educatxonal
institutions, the cost per student and how it compares with costs in other
mstltutlons

- 17. In case of projects for production of goods and services (e.g. -

" production of textbooks) give expected. income statement (Profit and

loss accounts) for ten years or until normal capacity is reached. Rate of
depreciation and salvage value of property should be given.

18. Annual phasing o” physical work and financial requirements fof the
project. (Attached PERT of Bar diagrams if prepared).

Physical Work "~ Financial requirements
Item . ’ ) o
2nd year - 1975—76  10.00 crores
3rd year ©1976—77T  10.00 crores
4th year © 1977-78 - 10.00 crores
5th year ' ' '

3

19. (a) leely sources and amount of foreign exchange cost of the
prOJect

(b) Present posxtlon regarding avallablhty, commitment for nego-
tiations

20, Indicate Sources and Amount of Rupee Component of .Project:

v

SOURCES Amount for Capital Amount for recurring
- ' expenditure - expenditure

a GOVERNMENT SOURCES:

© (i) Grant (i) Loan (iii) Investment
(iv) Direct Govt. expenditure
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21.

- 22.

mo a0 o

Sponsoring AGency s own fund

.Private Investment
‘Local Body Resources

Non-Government borrowing
Other sources (e.g. Recoveries)

Results of the project.:

o
.

e

NSOk W

Direct benefits " No. of persons served

Indirect and other benefits Contributions toward specific tar-
gets/social objectives

Approxunate number and categones of job opportumtles like-

~ ly to be created indirectly as a result of

1. .Implementation
ii. Operation of Project

Economic life of components of prolect (Bulldmgs, equlpment .
ete).

PART ‘C
PROJECT REQUIREMENTS

for : for
execution operation

Man month Number

Professional and teachnical
Administrative, executive and managenal
Clerical

- Service

Skilled
- Unskilled

 Others

Likely shortagé ofvmanpower by occupatiohs
Steps to be taken to assure availability of manpower
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¢. - Approximate number of persons requnred to be trained per
year (locally and abroad) and the kind of skills to be learnt

~d. "Give total capital outlay, give the capltal cost of moblhsmg .

one worker for one shift .

24, Physlcal and other faclhtles requn'ed t'or pro;ect

" Ttem Total  Tobeprovided  .To be provided

from the project - from the public
itself o utility

a. Housing by type

b. Power supply :

c. Water and other utlhtles

d. - Others o

25. Materials, supplies and equ‘ipment requirement:

AlL Mlmmum total requirements for execution: ,
to be completed only for major items costmg more than 10%
of the total cost

Local ~ Foreign Already available with
agency

Quantity  Cost péf Quantity Cost per
Rate - Unit " Rate Unit

- 1. Mateﬁak:
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26 Province-wise financial abstract of expendlture on equlpment

regardmg the introduction of Agro-techmcal sub]ects in the -

general school system.

Province | ~ Cost of Equipment
(in lacs of rupees)

Sind : 992.276

Punjab - : ‘ 1405.52
NW.F.P. ' 386.59
Baluchistan oo E . 62.67
Azad Jaromu Kashmir 64.94
F.GE.L : ' -~ -19.53
. F.AT.A. 27.78
F.G.E. Nationalised Cantt. C93.32
Schools - , o
" Northern Areas . 1463

Total - - 3067.283
Say Rs. 30 crore 67 lacs |
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MIDDLE AND HIGH SCHOOLS UNITS
Sr. Provinces Industrial  Agricultural Home Total Industrial Agricultural Home Total Units
No. Group group Economic  Schools Group Group Economics
. Group ) Group
1. Sind ) 564 514 314 1392 2256 . 1028 628 3912
2.  Punjab 631 2400 - puco. . 4331 2524 4800 2600 9924
3. AJXK. 26 245 32 302 100 490 64 654
4. NWF.P 195 589 173 957 780 1178 346 2304 .
5. Baluchis- 27 239 | 656 331 108 478 130 716 : &
6. F.GE.IL. 10 19 13 42 40 38 26 104
7. F.AT.A. ‘30 35 6 7 60 70 12 142
8. Cantt.
Nationalised : ,
. Institution 55 — 35 90 220 - - 70 290
9. Northern - . ) ) . : . .
Areas 8 15 4 27 - 32 30 30 70
1530 4066 1942 7528 6120 8112 2884 18116

each for Agriculture and Home _.uaonoB_nu on the average. (One E:e =20 m?aoznuv

" Note:The vwm.u on which requirement have been Sonwo& out, is four C-:«m per School for Industrial Arts group and two G::.w )



'L

PROVINCE OF SIND

The existing number of middle and high schools in Smﬂ both for

boys and girls at present in which it is proposed to mtroduce the Agro-
technical courses is as. follows -

2.

Units

Industrial Schools 564 2256
Agrivnltural Schools - 51’4 108
Home Economics Schobls 314 628
Total Agro Techmcal | ' _
Units ‘ 1492 3912

The cost of each umt is based of list fo equlpment already prepared. \

and taking into account escalation in the prices by about 33% the cost
for each unit works out as follows:

3.

Cost of each Industtiai unit ? Rs. 40,000/

Cost of each Agricultural unit- Rs. 4,100/-

Cost of each Home Econoniics un'it Rs. K 600/ -

In the light of the above flgures the total financial 1mpllcatlons for

the provmce of Smd work out as follows:

A. Industnal Umts

2256 units at an estlmated cost of
Rs 40 000/ comes to Rs. 2256 x 4100 = 90,240,000/-

B. Agrlcultural Units:

1028 units at an estimated cost of Rs. 41007- per unit
comes to Rs. 1028 x 4100 = Rs. 42,148,00/-

C. Home Economics Units

628 units at an estimated cost of
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Rs. 7600/- comes to Rs. 628 x 7600 = Rs. 47,72,800/-

Total cost A+B+C = 90,240,000
, Rs. 4214800
Rs. 4772800
Total Rs.  9,92,27,600
Say Rs. 9,92 Crore . |

PROVINCE OF THE PUNJAB

’ Detailed expenditure to be incurred for introducing the Agro-
. technical subjects in all schools of the province of the Punjab.
. o Middle High Total Units
1. Schools Lo -

Agriculture 1900 500 2400 4800
Industrial Ats 132 499 - 631 2524
Home Economics - 300 — 1320 2600

9944
"2. Cost estimates for 'p.rOViding Agro:technical equiﬁment:
Agriculture  4800x 4100 = Rs. - 1,96,80,000/-

Industrial 2524 x 40,000

© Arts Rs. 10,09,60,000/-

- Home , S
- - Economics  2620x 7600=] ‘Rs. 1,99,12,000/-

Grand Total - .1 Rs. 14,05,52,000/-

Says Rs. 14.05, crore.
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AZAD JAMMU KASHMIR -

1. Groupé:' Schools  Units
Agriculture - 245 490 -
Industrial Arts 25 100
Home ' _

‘Economies 32 64
_ Total: N
| Say Rs.__64,949 Lacs.
. NWFP.

_ Cost

Rs. 20,08,500/-

" Rs. 40,00,000/-

Rs. 4,66,400/-

Rs. 64,94,900/-

Detailed expenditure to be incurred on equipment for introducing
~ Agro-technical subjects in all schools of the province of N.W.F.P.

_ Schools
1. Agriculture . .580

Industrial Arts 195

Home Economics ‘ 173

 780’

Units
1178

346

"2. Cost estimates for providiné Agro-technical equipment:"

Agriculture . 1178 x 4100

Industrial Arts 780 % 4000

Home Economics 346 x 7600
Total - \

Séy Rs. 3.86 Crofés.-
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" Rs.

Rs.

Rs.

48,29 800/-
3,12,20,000/-
26,29,600/-

3,86,59,400/-



PROVINCE OF BALUCHISTAN

1. Groups | ~ Schools*  Units = Cost
Agriculture 239 418 Rs. 19,59,800/-
Industrial Artg 27 108 | Rs. .4_3_,20,0‘00/- }
.AHc)me Econorhics ‘ 65 '130_ - Rs. 9,‘88,‘000/-‘ |
Total: o Rs. 62,67,800/- .
| Say Rs. 62.67 Lacs

FEDERAL EDUCATIONAL INSTITUTIONQ ISLAMABAD

< Detailed expendlture to be incurred on equipment for mtroducmg
Agro-techmcal subjects in all schools. , :

1. G:oups Schools ' _UnitS' | »'Cvost.
Agricultural 19 38 Rs. 155800
- Industrial Arts '. | 10 40 Rs. 16,00,600/-
 Home Economics = 13 2 | R,,s."_1;97,6001.
Total: .  Rs. 1953400/
Says1953lacs : |

FEDERALLY ADMINISTERED TRIBAL AREA

1. .Group'_s> | Schools  Units Cost
Agriculture % 10 Rs. 287,000/-
 Industrial Arts - 30 60 Rs 2400000
Hoﬁle E'copoExics '. : | 6 12 ' Rs. 9,1200/-
‘Total | PR ©° Rs. 21,78,200/-

Say Rs. 27.782 lacs.
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- NATIONALISED CANTONMENTS INSTITUTIONS

Groups ) Scildols ‘Units Cost
Industrial Arts 35 220 . Rs. 88,00,000/-
Home Econorhics .3.5 | 70 | Rs. '5,32,000/; |
Total: " Rs 9332000/~
Say Rs; 93.32lacs.
" NORTHERN AREAS
Group Schdols ! Units E Cost
Industrial Arts 8 32 1 Rs 1280,000-
Agriéulturé - .15 30 . Rs. 1,23,000/-
| Home ‘Ec':onomilcs 4 8 ‘Rs. ~ 60,800/-
Total: - - © Rs. 1463800/
Say Rs: 14,638 lacs |
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' DESGRIPTION OF THE PROJECT

1. One of the main objectlves ot‘ the Educatlon Policy (197 2—-80) of
Government of Pakistan is to design curricula relevant to the nation’s
socisl and economic needs by provoding a massive shift from general
_ education to more purposeful Agro-technical education. It is envisaged
that the system of elementary education be so designed that the know-
ledged and skills. imparted, attitudes developed, and the teaching
methods employed would ensure-that those not proceeding to secondary
. education could be usefully absorbed in the economy of the local com-
munity. For those, leaving school after class VHI special courses of train-
ing in the skills of their vocational interests would be provided in the
school workshops so that children who drop out at any stage should
‘carry with them enough skills to return to their local or ancestoral voca-

- tion as better farmers or craftsmen. It would lead:to a better appreciat-

ion “dignity of labour” and hlep in developing attitudes leading to moti-
vation for productive service for the welfare of the community.

2. The National Bureau of Curriculum, in collaboration with the Pro-
vincial Bureau of Curriculum, prepared the goals and aims of education
in Pakistan and based on these drew up schemes of studies for the ele-
mentary and secondary stages of education. Draft curricula and syllabi
of different subjects for the elementary classes were then prepared.
Drafts prepared by the provinces were then considered by the National
Committees on different subjects. A National Committee on Agro-tech-
nical Studies was also constituted. The Committee consisted of 26 ex-
perts from’ different provinces and the Federal Ministry of i Education.

Comments were received from the provincial governments, educationists,

intellectuals and teachers throughout the country and the report
finalised. : :

3. _The 4recommendatiAons of the National Committee on Agro-techxii-
cal studies were accepted by the Government of Pakistan and steps were
soon initiated for implementation of its recommendations.

4. - The Committee worked out the broad objectives and the detailed
syllabi for teachmg the following Agro- techmcal sub;ects at middle
stage:—

1. Agncu]ture
"2.  Metal work, wood work & Applied electnclty
-3. Home Economlcs (for girls)
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5. The National Coommrttee on Agro-techmcal Studles has been
widely circulated amongst the provmces for unplementatxon '

~ 6. The National Committee prepared the standard list of equipment
and material required for teaching these subjects and also worked out
recurring costs.

~ 7. The UNDP have also signed an agreement with the Government of
Pakistan for providing assistance over a period of 2% years in the. form of’

" experts, training facilities, and equipment. The UNESCO has agreed to
provide assrstance to the tune of $ 3 06 450, .

8. Itis further envxsaged to extend the Agro-techmcal scheme to grade
IX and X. The Natlonal Committee has already developed curricula.

9. The Federal Government has enwsaged the nnplementatlon accor-
ding to the following schedule

Year . Classes ; | Subjects
1974 Vik "~ Agro-technical studies in selected
schools :
1975 VI Agro-technical studies in all
' schools
\211 | Agto~techmcql subjects in selected
schools ’
1976 V,VLLIX - Al subjects
vl ' : Agro-techmcal studnes
VII Selected schools,

11977 VILVII& - |
IX&X.  All subjects.

10. As the Agro-techmcal shift is a massive project, it involves huge
amounts in terms of development as well as non-developmental expendi-
‘ture. The Provmcral Governments have shown their willingness to go
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ahead with the programme, as per schedule. However, the Governments .
are handicapped for want of resource allocation. The project will provide
capital equipment to schools, high and middle, both for boys and girls,
" for introducing the Agro-technical subjects in classes VI-VIII, The
scheme will serve the whole of Pakistan. The teachers will be provided by
the Provincial Governments. A separate scheme has been prepared for
the training of the teachers in the Agro-technical subjects. The non-
developmental expendltures will be borne by the respectlve Govern-
_ments.

11. The Textbook and teacher gulde in Industnal Agricultural and
. Home Economics subjects have been prepared and published for class
. VL

. 12. Crash programme of teacher trammg for 25000 teachers is needed

* . to introduce the scheme in 7543 schools throughout the country, to

allow the early implementation of the scheme. At the same time, refre-
sher courses for the existing teachers are foreseen while the implemen-
_tation of the project is in- progress. Teacher training, concept and skill
oriented workshops have been conducted by Federal Ministry of Educa-
tion with the collaboration of the Provincial Governments, at Abbott-
abad, Quetta and Lahore. More workshops are being organised by the
Federal Government as well as Provincial Governments.

12, The Provincial Governments have submitted their schemes regar-
ding the “Introduction of Agrotechnical subjects in the General School
System”, to.their planning Departments and on the basis of the approval
‘of the schemes they have ensured, provision of adequate buildings/
space in each school and the availability of trained teachers for this pro-
gramme on a phased basis.

13. They have also given commltment for raw materials contmgencles
and other recurring expenditure, maintenance. Provision of work-book,

teacher’s guide and other instructional material required by the teachers
and students for the implementation of Agro-technical programme is
also ensured to be provided by Provincial Governments.

14." Each province will constitute a purchase committee to buy it in -
bulk according to the specification and distribute them to various
'schools through conveniently placed supply outlets at the Tehsil or
_Dlstnct level.

15. The Divisional/District Education Officers wnth the help of their
" Technical Officers will inspect and supervise the introduction and utilisa-
tion dunng and after the completlon of the prolect
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. MIDDLE SCHOOLS HIGH SCHOOLS

No.| Provinces Boys | Girls | Boys | Girls | Boys | Girls
*1, | .8ind 630 144 448 170 1078 314
2. | Punjab 2032 870. 999 430 | 3031 1300 -
3. N.W.F.P. 465 101 319 72 784 173
4, Baluchistan 184 41 80 24 266 | 65
5. AJK. -161 91 109 13 270 - 82,
6. F.G.E.L. 16 - |- 3 13 10 29 13
7. F.A.T.A. 45 2 25 2 |- 40 -4
8. Cantt, . :
Nationalised . ) o : !
Institutions 13 11 42 24 | 55 - 35 :
. 9. | Northern __ ) e :
Area 1 15 2 | 8| 2 23 4
Practical: .

wgoﬂooonoosm?:oaon.eno:v_mm:ooaamwsmnou&noﬁnm&o
circuits, .
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10.
11.
12.
1

14.

i Annex, II

" AIMS OF THE AGRO-TECHNICAL EDUCATION AT
‘ MIDDLE STAGE

(Class VI-VII)

to prepare the student for making useful contnbutlon to home :
school and commumty life, '

to develop in students a senSe of dignity of labour,

to develop in students a sense of pride in achievement through
manul work,

to encourage the students to explore, experiment and to express in-
dividual creati encss,

to develop in students systematic clean and safe work habits,

to create in students an awareness of thelr aptitudes, ablhtles and
wiclinations,

to develop in students the habit of engaging in gainful pursuits for
making the best use of their time,

to develop in students an appreciation of the value of pnvat.e and
public property and of their preservatlon, :

to impart to st_udents a knowledge of basm materials, processes and
techniques with a view to their introduction to the world of work,

to develop in students, proficiency in the use of elementary hand .
tools and equipment,

to inculcate in students an attitude ‘of economy in the use of
materials with a view to reduce unnecessary wastage,

to develop in students an appreciation of the role of agriculture and
industry in the development of the country,

"to impart to students the knowledge of qonservation, utilization
- and development of natural resources of the country,

to provide to students an understanding of the ideology and cultu-
ral values of Pakistan as the basis-of educatlon to inculcate respect
for them. : :
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Annex. III

AIMS OF AGRO—TECHNICAL (VOCATIONAL) SUBJECTS IN
CLASSES IX AND X

At the end of Vocational Sub]ects in classes IXand X the students
should:

1. have sufficient knowledge of the raw materials, processes, tools and
equipment of the chosen vocational subjects to enable him or her to .
be employed or self-employed in a related trade if required, '

2. have developed such attitude of mind as will enable him or her to .
apprecigte the value to the individual, to the local community and
Pakistan as a whole, of skilled occupations and skilled personnel,

‘3. have develdped an appreciation of the value of personally possess-
ing skill to produce or create articles of beauty and/or value and or

use either for the home or for commerclal purposes,
¢

‘4. have developed sufficient sklll in the practlcal aspects of the chosen »
vocational subjects to enable him or her to be employed or self-
employed in a related trade if required,

- 5. have sufficient skill to carry out the activities specified in general
objective No. 3 for the purposes of maintenance, repan' develop-
ment and production,

6. have a feeling of self-reliance and self-confidence that.wﬂl enable
him to utilise full his knowledge and skills,

7. - appreciate the necessity for the good hebits of productivity crafts-
' manship, handwork, punctuality, team spirit, :

8. realise the mter-dependence of all members of any famlly, comm-
unity or organisation on each other,

9. appreciate the value of the knowledge and skills which have been
" acquired to his or her occupation, irrespective of what that occupa-
tion may be, either professional or non-professlonal

10. _have pnde in achievement,

11. Have developed a realisation of the value of the inculcated skills, in -
making them better qualified professionally and better to carry out
the practlcal aspect of their chosen professmn
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GOVERNMENT OF SIND
EDUCATION DEPARTMENT

SCHEME
"FOR .

INTRODUCTION OF AGRO-TECHNICAL COURSES IN
-MIDDLE AND HIGH SCHOOLS IN SIND

‘( .
: PREPARED BY
GOVERNMENT OF SIND, EDUCATION DEPARTMENT KARACHI

APRIL, 75
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- PCIFORM

GOVERNMENT OF PAKISTAN
PLANNING COMMISSION

Proforma for Development Project
o (Educatlon Trammg & Manpower Sector)

Code Number for Pro;ect A

- (To be filled in by
Plannjng Commission)

: PART ‘A’
PROJECT DIGEST

1. Name of Project. -INTRODUCTION. OF AGRO-
' o TECHNICAL COURSES IN MID-
DLE AND HIGH SCHOOLS IN
-‘ . : “SIND.
2. . Authorities responsible for:

‘1. Sponsoring " Govt, of Sind, Education Deptt
. Karachi. : '

1 EXecution : ’ —do-

iii.  Operation & Mamtenance Govt of Smd Bulldmgs Depart-
. " ment, Hyderabad.

3. Time requifed for completion of project (in months) 36
4, Plan provxsnon
i. If the project is included Proposed to be included in 5th
" in the current Five Year Five Year Plan with an allocation

Plan, specifiy actual of 94808 thousands.
. allocation, : -
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‘ii..  If not included in the NOT APPLICABLE
current Plan, how is it - : ‘
now proposed to be acco-
mmodated (Inter/Intra-

Sectoral adjustments in
allocation or other resour-
- ces may be indicated) -

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

- Total Block . Amount Already - Amount Proposed.  Balance Available
Provision Committeed = for this Project

" NOT APPLICABLE

b. If project is not in the Plan, what warrants 1ts inclusion in the -
‘ Plan.

. NOT APPLICABLE
‘5. Relationship of the project with the objectives of the séctdr. In-
dicate the contribution of the Project, quantified if possible to the
targets in the Five Year Plan, and the names of other projects

(whether sanctioned or under preparation) which would form part
‘of an integrated programme wnthm the sector.

. AS DISCUSSED IN PART ‘B

8. '. Capital Cost of Préject - (In thousand rupees) .
Local Costs - 89808
Foreign Exchange Costs - 5000

Total: 94808

7. Annual recumng expendlture (In thousand rupees)
. after completion. :
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Local 33907
Totél: ’ B 33907
8. | Objectives of the projéc't»bréferably ‘in qu»an’tifative ter:ﬁs.

~ Asdiscussed in Part ‘B’ -

' PREPAREDBY.  Syed Anweruddin (Name and Designation)
: . Section Officer (P—I) .
—Education Department.

CHECKEDBY.  Mir Mohammad Ali - (Name and Designation) .
: ! Addl: Education Secretary =~ - . :
Govt. of Sind. ' o

~ APPROVED BY.. - Syed Panah Ali Shah (Namé and Designation)
' - Education Secretary ‘ e
‘Govt. of Sind..

Date. =~ ST
PART ‘B’
A ProjectDeséription and Financing
9. - Location of Project ~ (Attach map)

a. Give name of place and  Scheme to cover all Middle and
administrative district in . High Schools in all Districts of the
which the service centre  Province.
will be located.

. b. _ Irid‘icate total area which Entire Proviﬁ'cé-.‘

will be served.
10.  Existing Facilities »
Give information about public and private sector institutions

in the area, their staff and equipment, actual enrolment in various
classes and capacity of enrolment of the institution. The information
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v about public and pnvate sectors mstltutxons should be gwen both
- for the level of the educational programme proposed by the Project

as well as for the lower level mstxtutlons which will serve as feeder
institutions for the Project. : :

"Agro-Technical courses have not been introduced in the
schools so far. However, partial facilities exist in the total number
of 240 schools for the teaching of Agricultural, Industrial and

Home Economics courses in Classes VI-VIII. |

11.Description of the Project

Give brief history, proposed facilities.and
o justification of project "

Give populatlon of the area to he served,
age groups and income level.

As discussed
in.Part ‘B’

Relationship with other programmes in the-
same sector and in other sectors, Indicate
- whether coordination with other sectors
~ has been ensured.

Give student-teacher ratio for the project

* and the national average for the proposed
level of education. Give aJso the extent of
library and laboratories facilities per
student and how it compares with the
national average. :

et o - = = r = =~ o . = ————— . = . - —

The employpent prospects of the persons Not
to be trained in terms of the present and Applicable
future demand.

Give details of the type of training of . Asper
education to be imparted, the syllabus ‘Annex. L.
and the subjects in which emphasis will

be placed. Indicate avallablhty of teachmg

staff.

Gave details of admlmstratwe structure for  As per
unplementmg the prolect S Annex. IT
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12. Give date when capital expendlture estimates | March,
were prepared. If prepared more than one year 1975.
ago, confirm if they are still valid. ‘

- 13. lee breakdown of capital cost, year-wise covering the whole of the
investment period, as indicated below:

Item - Total of official I year at official . II year at official
rate of exchange rate of exchange rate of exchange -

Local FEC Import Total Local FEC 'I‘otal Local FEC Total
' _ duties - ,

89808 50000 — . 9480830042 1500 31542 30042 1500 31642
29724 200031724 ' ' ' :

14, Basic of cost estimates (Give full details) As given >in Annex III,
' - III(a), II(b), IV, IV(a),
V & V(a). Ill(c)

15. Estimates of annual recurring expenditure after completion of each .
phase of Project. Also indicate source of financing recurring expen-

dlture :
 Local Cost F E. Cost Total,
~ Salaries of staff.
“a.. -Service staff *
b. Ancillary staff (e.g. para-modlcal)
c. Supervisory and administrative staff.
~d. Consumable stores and supphes (please specify)
e. Books and Journals.
f.. Contingent staff. ,
g. Other contingencies e.g. electncxty, water, postage etc
h. Rent and rates.
i.  Other expenditure e.g. sports and workshop supplies,
16. Units cost for each category of service or output e.g. educational
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17.

18,

.

institutions, the cost per stude&xt and how it compares with costs in.
- other mstltutlons

Rs. 430

In case of projects for production of goods and services (e.g. pro-

- duction of text books) give expected income statement (profit and
loss accounts) for ten years untill normal capacity is reached. Rate
of depreciation and salvage value of property should be given.

NOT APPLICABLE

Annual phasmg of physxcal work and fmanclal requrrement for the :
project (Attached PERT or Bar diagram 1f prepared)

20.

- Physical Work ‘Financial Requirements
Item. Local -FEC. ' Total
o Already completed ' _
33% 1st Year (1975-76). 30042 1500 31542
33% - 2nd Year (1976-77) . -30042 - 1600 31542
33% 3rd Year ‘(1977-78) - 29724,, - 2000 31724
' 89808 5000 94808
'19. Foreign Exchange Expenditure.
Year Material  Consultants Others  Totals
1. 1500 = - * 1500
2. . 1500 , - — 1500
3. 2000 - 2000
4. '
5.'

a. - Likely sources arrd amount of foreign exchange cost of the -
: project (Through F. Aid/own resources/Barter)

b. Present pos1t10n regardmg avarlablhty, commitment of negotla-

tion
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21. Indicate sources and amount of rupées component. of Project.‘

Sources Amount for Amount for
: Capital = Recurring.
" Expenditure Expenditure .

a. i. Grant -
ii. Loan -
iii. Investment - L
iv. Direct Govt: Expendlture, : 94808 33907

Sponsoring Agency’s own fund.
Private Investment. _

. Local body resources if any.
Non-Government borrowing
Other sources (e.g. Recoveries).

o a0 o

22. Regults of the Project. ‘ '
i, Direct Benefit ~ - Number of persons served 80 thousand

ii.  Indirect and other * Contribution toward specific targets/
benefits - social objectives

As discussed in Part ‘B’.

23. a. Approxlmate number and categories of job opportumtles llke-
: -ly to be created mdn'ectly as result of.

i Implementlon —
ii.  Operation of Project . 3488

_ b, Economic life of compo- 40 years.

nents of project (Buildings,
equipments etc.). -
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. PART'C’
" PROJECT quummms
24. a. MANPOWER.

For For
. Execution " Qperation -
man month - Number 2852
1. Professional and technical -
2. Administrative, executive and
. managerial, =
3. Clerical
4. Service , ' | R
5. Skilled The scheme is to be implemented
6. Unskilled through the Building Department
- 1.. Others which has regular staff for the
: purpose. 636
- b. Likely shortage of manpower by = - Requisite manpower
- occupation : will be available.

c. Stepsto be taken to assure avaxlablhty (Not applidable) ‘
: of manpower - '

d. Approximate number of persons required-(Not applicable)
to be trained per year (locally and
-abroad) and the kind of sknlls to be
learnt. . .

e. | Give total capital outlay, give the ‘. . (Not applicable)
capital cost of mobilizing one worker
for one shift.

. 25. Physical' and other facilities required for project

Item Total To be provided from To be pn .
; : the project itself public‘u,t‘ih\
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: Housing by type

" a.
b. Power supply _ o
c. . Water and other utlhtles Not applicable.
d. Others. . '

26. Materials, supplies and equipments requirement.

A-1 Mlmmum.total réqtﬂrements for execution :
" To be completed only for ma]or items costmg more than 10% of

the total cost. B v

Item  Units Local  Already available‘, Foreign
' able with agency
- Quantity Rate Cost Quan-Rate Cost per
perunit tity - = Unit
| NOT APPLICABLE.

3. Equipment and Machinery

a. ‘

b,

c.

d. | '—do -
A. I Material, spares and supphes and equlpment for operatlon of

pro;ect '

| Local Already available Foreign
- Unit - " Quan- Rate Cost Quan- Rate per Cqsf
tity per tity = Unit -
~Unit
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1. Material .

a.
b. ’ : :
¢ Not Applicable
d .

2. Supp‘lieé and Spares
a, _ _ s ‘
b. : ' ) i —do—

21. In the case of unported matenal and eqmpment for execution,
indicate

a. Justification for imports = - Not Applicable
b. - Proposed source/source of supply ANNEXURE TO PCI

- (This part should be filled up only for rensed Schemes)

1. Comparatwe cost estunates of the last sanctloned and revised

schemes‘
Last sanctioned Project  Revised Project
Local  Foreign Total Local Foreign Total -
exchange ' . exchange '
atoi. o Not.—Appliéablé,

Give reasons for the revision in cost estimates

Items ~° Reasons for the revision

“atoi. . . ‘Not Applicable
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2. Total expendittiré incurred so far.

v Expenditm:e.
Local Foreign Total
‘atoi. ~ Not Applicable
. a. - b e -
3. Progressof work  Aspeérsche- - Actual - Reasons for.
dulelast: achieverhent delay

sanctioned

4, Project Histbry Dater Cost
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PART ‘B’

INTRODUCTION OF AGRO-TECHNICAL COURSES IN -
MIDDLE AND HIGH SCHOOLS IN SIND PROVINCE

In pursuance of the recommendations of the New Education Po-
licy, the Federal Ministry of Education has decided that Agro-technical
courses will be introduced in selected Middle and High Schools during
1974-75 and in all schools in-a phased manner with effect from 1975-76.

The scheme for Secondary Schools designed by the National Com-
mittee includes 6 schools periods for class VI and 8 periods for Agro-tech-
nical courses. These courses-include industrial group viz. Wood work,
Metal works and Applied electricity for schools in urban-areas, Agricul-
ture for rural areas and Home Economics subjects for all Girls’ Schools.

The scheme under consideration has been prepared for the purpose
of providing necessary facilities in terms of of Agro-technical courses in
all the schools from the academic year 1975-76. There are in all 1013
Middle and High Schools for Boys and 371 schools for Girls in the Pro-
vince. Partial facilities for teaching of Agro-technical subjects already
exist in a total number of 240 schools and, therefore, 1144 schools wﬂl be -
provxded necessary facilities as per details below:

1 Industnal & Agriculture Units. 108
-2.  Agriculture Units Only © 368
3. Industrial Units only ' 354

4. Home Economics Units. 014

" Total = v 1144

The total number of units to be prov:ded in these 1144 schools is |
as under : . .

. . Industrial Units ‘A’ type. 360

1
2. —do— ‘B’ type. 138
3. Agriculture Units. < 476
4. Home Economics Units 814
Total = . 1288

The detalls of dlstnct-w1se distribution of Agriculture, Industnal and
Home Economxcs umts are given m Annexture I(a) and I(b).
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The broad pnnclples adopted for the dnstnbutlon of umts are as
_under: _

1. - Industrial units previded in schools in big cities & towns.

2. - Industrial and Agricultural units in some of the schools at
Taluka level ' . .

3. Home Economics units in all girls schools.

The two type of Industrial units viz: ‘A’ and ‘B’ include two diffe-
rent'sizes of workshops, a combination of which has also been provided
in some of the schools and it has been adopted for the purpose of maxi-
mum utilisation of space ‘A’ type worskshops have been designed for one
to two section-schools with enrolment ranging from 150 to 250 students.
in classes VI-VIII, while ‘B’ type workshops are meant for three to four
section schools having about 450 students in classes VI-VIII. Combined
~ A.B and B.B. shops have been provided for schools having more than 450
- students. ‘ _

The total capital cost of the Project works out to Rs. 94,808 thou--
sands with an annual recurring counterpart: of Rs. 33,907 thousands as
per details below :

L Capital cost.

“a. Construction of workshop | 51,840 thousands.

for Industrial course.
b. Construction of Home 23,550 thousands.
Economics Labs. :
i A - 75,390 thousands
- DETAILS IN ANNEXURE -
- I, ITII(a) II(b) and III(c)

" ¢. Provision of equipment for 11,272 thousands.
Agriculture, Industrial and - -
Home Economics courses. - 86,662 thousands

_ DETAILS IN ANNEXURE
IV & IV(a) )
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" d. Teacher Training ... 8,146 thoﬁs:{nds,
DETAILS IN ANNEXURE ' - . v
v&v (a) ‘Total: : _ 94;808 thousands

II. RECURRING EXPENBI'IURE

a.. Salary & Allowances - 3227684 ° -
. b. .Teaching Contingencies _ 1630.00 -
DETAILS IN ANNEXURE

 VI&VI@) - - 33906.84

The scheme has been phased over a period of 36 months i.e. 1975-
76 to 197 7-78 as detaxled in Annexure VII, VII(a), VII(b) and VII(c)

APPENDIX*I

- INTRODUCTION OF AGRO-TECHNICAL COURSES. |
(SYLLABI AND TYPE OF TRAIN]NG)

The Agro-Techmcal Studxes Curriculum has been prepared by the
National Bureau,of Curriculum and Text Books which will be followed .
for the introduction of the agro-technical courses in this province. A
copy of the Agro-Technical Studies Curriculum is attached. .

- 2. The teachers to be recruited for the Industrial, Agriculture and
‘Home Economics with quahﬁeatxon as recommended by the National
. Committee will be given one year in - service training in a phased pro- .
gramme with four months training at a time in each of the trade viz.
wood work, metal work and applied electricity. In case of Agriculture
‘and Home Economics, the four months training will be phased according

~ - to the nature of work i in each of the clases VI vl and VIIIL.

3. The training of the teachers will be conducted by a team of Master
‘Trainers who will be given' two weeks short courses by resource persons..
Details of the expendlture on the training of teacers are given in appen-
d1x V&V (a) .

4. In order to introduce the programme of Agto-technical courses in

schools from the year 1975-76, the training of the teachers will be under o

‘taken sunultaneously at selected centres and phased out on’ four months '

.basis at atime. "
o
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. APPENDIX I (b)

AGRO-TECHNICAL COURSES IN SIND.

A

HOME ECONOMICS UNITS
FOR GIRLS. '
No of Girls Schools.
_ High Middle Total Facilities
~ Hyderabad Region * 63 130 193 S8
Karachi Region 180° 45 1718 22
Total 199 175 371 57
.o Ba‘lance-t.:'o be» 314 Units
Provided
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APPENDIX—I(a)

D—m.—.ﬂ—n.—.li—mm u—m.;mwc.—.—oz OF INDUSTRIAL AND >Qw_ocr.—.c_~m

UNITS IN BOYS SCHOOL IN SIND
Sr. ' SCHOOLS Industrial Industrial ' = Agricul- Remarks
No. High Middle  Total . Units - Units" ture Units
DISTRICT i o Type of Unit Only
A BABBB A BABBB
1. Hyderabad 55 87 142 20 1 — - 3 1 — — 8"
2. . Sukkur 31 43 74 8 4 — — 3 — — —~ 40
3. Khairpur 16 38 54 4 2 - = 11—~ 35
4. Jacobabad 14 40 . 548 .4 2 — = 3-— — — 37 . A type — for .
: ' ’ oneortwo .
. .SectionSchools
5. Nawabshsh 28 38 61 15— — — 8 — = — 3 BTyped—4 o
. : Section8chools . o~
6. Larkana 18 38 66 11 — — — 2 1 — — 38  AB—5—6B8ec. - . o :
: ] : : tion Schools - : B
7. -Dadu 19 37 56 6 — — — 2 — — — 8 - BBmorethan6
: : SectionsSchools
8. Samghar 23 22 46 10 1 — — 1 - - - 22
9. Tharparker 25 38 . 68 14 — — - 2 1 — — 3  (Average50
. students - per
. . section)
10. Thatta 14 22 36 5 1 — ~ -———-— b
11. Karachi(A) 37 30 A 4311 9 2
12. Karachi(B) 89 43 92 - - - - 5559 5 2 -
13. Karachi(C) = 74 68 142 - - - - 8027 6 17
14. Karachi(D) 32 39 7 - - - 4217 3 2
430 - 583 1013 9711 — — 240 78 23 13 368

Total number of Industrial Units ‘A’ Type = Nﬁo+oq +23 =360 No. of Agriculture Units =
. ‘B’ Type = ~n+da+uw+uu =138 368 +97 +11 =476



ANNEXURE—-I. - GOVERNMENT OF SIND
.. ,_; ,_f._‘ Amccn,»ﬁozcm?wezﬁze.

PROPOSED ADMINISTRATIVE SET UP FOR IMPLEMENTATION OF AGRO-TECHNICAL STUDIES |

mucakaoz_ SECRETARY
- ADDITIONAL EDUCATION SECRETARY

DEPUTY DIRECTOR AGRO-TECHNICAL

DIRECTOR TECHNICAL EDUCATION

Agro-Technical Officers (2) ) Agro-Technical Officer (2) Agro-Technical Officers (2)
Directorate of Technical ‘ : . _ ) . . _
Education , mwa, Karachi. Directorate- of School . Directorate of School

Education, Hyderabad. Education, Karachi.
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APPENDIX L.

_ INTRODUCTION OF AGRO-TECHNICAL COURSES

~ IN SIND :
1. CAPITAL EXPENDITURE. * COST ESTIMATES FOR WORKSHOPS' |
‘1. INDUSTRIAL GROUP . |
a. “A” ‘type Workshops - Area  Rate = No of Units __A?_:o.ga in Rs.)
. 50'x 25’ = 1250 sq.ft. Rs. 60/- 360 . 27,000 Thousand
b. “B” type éon_mmrovm‘. : . _ v -
7 100°x30° - = 3000sq.ft.Rs.60/- 138 24,840 »
2. HOME ECONOMICS GROUP
50’ x 25° = 1250sq.ft.Rs.60/- 314 28550  ”

TotalRs. 75390 Thousand

293



WORK. SHOPS FOR WOOD WORK METAL WORK -
v AND APFLIED ELECTRICITY
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HOME ECONOMICS
"LABORATORY

50'-

FOODS

' CLOTHING |
. @ 1 ] ,
TEXTILE LABORATORY -

i
|
t
H
i
'
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St = Nintuteg &
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e oo o o i e St P o o i g

>

i
1]

et mm mne S m—n cmremde v

TOTAL FLOOR AREA 1250 Sq. Ft.

COST @ Rs. 60/- per Sq. Ft. = Rs. 75000/
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I

_ZBOUGQEOZ OF AGRO- .—.Homzunbb Occwmmm

ESTIMATED oom,_..,o._,., mocnzmze.

Industrial Group
" (a) ‘A’ Type m__ov
(b) B’ Type Shop-
ga:#&.o

Home Maouoamn_m

INSIND -
" UNITCOST  NO.OF UNITS . .Eocz._.
~ Rs. 15000/- . 860  Rs.5400 .:852&
. Rs.30000/- 18 Redl0 "
Rs. 1000~ 416  Rs 476 "
Rs, 4000/ 314  Rs.1256

Total Rs. 11272 .—.—3:25.__,

APPENDIX IV
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(ANNEXURE—IV (a) .

LIST OF TOOLS/EQUIPMENT FOR APPLIED ELECTRICITY
WITH 20 WORK PLACES VI, VII, AND VII

o

»

® ®RIOTh

CLASSES ’
-Sr. No. Description . Rates Quantity Amount

o - Required
Boltlaxc Cell 10/- 10 . 100/-
Model of Dynamo, Hand ' _ '
operated 100/- 1 100/-
Permanent Horse Shoe , '
Magnet 3” 5/- 5 25/-

. Permanent, Bar Magnet 4" - B _ 5 ’ 25/-
Magnetic Compass [ %" dia - 2/ .. 20 . 40/-
Electric Heater (Plate type)  15/- 1 _ 18/~
Electric Bell 6—-12 V. 8/- 10 80/-
Electric-master 6V (Small - - :

" type) 50/- : 5 250/-
Power Source, Transformer i o o
220 V, 6 AMP. 220/6V ' . ’
12V. 50V 500/- B | . Bb00/-

10. Lliers side cutting 6 ' ' _

: Insulated handle. - - 10/ .20 200/-
11. Round Nose Pliers 6" - 8/- © 10 : 80/-
12. Electrician Knife 3”—4 Blade. 2.50/- ’ 10 25/-

. 13, Hammer, Ball Pion % iss . . .
with Handle . 6/- 15 v 76/-

-14. Screw-Driver 4" Plastic : .

: Handle ‘ 5/- 20 . 100/-

" 16.. Screw Driver 8" Plastic ‘ . i :
Handle 4 6} - 20 100/-
16. Screw Driver 12” Plastlc .

‘ Handle 8/- L 5 40/-
‘17, Try Square Woodn 12” 6/- 5. . 26/
18, Electric Soldering Iron _ - - )

50 Watts. ‘ . 18/- 5 . 15/-

19. Hand Drilling Machine %" 80/- ‘ 5 : 150/-
20. . Drill Bits 1/8”, 3/16”, %" 2each - 10 : . 60/-

. 21. Chisel Firmer % with handle 10/- D U+ B 100/-
22. 8Saw, 10" with handle - 10/- ! 10 100/-
23. Vice, Bench 4" 80/- ’ 2 120/~
24. Plumh Bomb Masons 4 ox. 5/- 2 10/-

25. Voltmeter 0—25 DC/AC. 80/- : 4 - 320/-
'26. Ampere Meter 0—5 Amp. : ' : :

DC/AC. 80/- 4 320/-

27. Kelle watt Hour meter (Houle _
hold enegymeter 220—230V. 100/-
28. Meeger 1000 Volt 0—1000 - 600/-

LY

100/-
600/-

T b
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Reetifier 220V ac 6V,

. .12V, De. : . 300/-
30. One display Board 6 x 4" -, 1560/-
31, Main Board 5x3 for supply 120/-

.82, Work table 6'x4’x 30" . 400/-
33. Steel Almirah 72"'x24"x48". 490/-'-
34. . Brush floor sweeping 12"

with handle ’ 5/-
85... Brush, hand, for table sweepmg 4/-
36. Flourscent Tube, Starter,

Choke & relector (2 feet): 60/-
87. - Main switch Iron clad 5 Amp. . -20/-
88. Wiregauge I.S.W. G.C. to gauge. 40/-
39. Earphones Pairs 60/-
40. ' Crystals Fixed. : 2.50
41. Metal rectifier. 8/-

. Variable Resistance (Rheostat) 100/-

43. Pipe dies %"x% with wrench,

& Pipe vice. - 150/-
44. Pipe wrinch 10" ‘ 100/-
45. Wooden Board for wiring ’

3 x 3 (wood deodar). 50/-.each
48. Electric Iron 450 wollts . . .

(simple) ' : 40/-

- Approximate Total
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10 No.

o o

1 Bet

"~ 18et
10

300/-
150/-
120/-
2400/-
400/-

10/

'20/-

300/-
100/-
40/-
100/-
26/-
30/-
200/-

150/-
100/-

500/-
80/-

10,000/-
L ——



(Appendix IV (s))

LIST OF TOOLS AND EQUIPMENT FOR METAL

LN ol ol ol 2l

" 25,

32.

WORK FOR VI, VII, VIII CLASSES
Sr. Description Quantity Estimate Estimate
~ No. ‘ Required Rate  Amount
Work Bench 90" x 36’ x 30 4No. 500 - 2000/
Bench Vices Machinist 3%4” or 4” © 20" 100 : 2000/-
File Flat Bosterd 100" . 24" ) 16/ 360/-
H. Round Rough. 6 - 20/- 120/-
H. Half Round Smooth 10 . 6 25/- 150/-
H. Round Medijum 8 5" 15/- : 75/-
Brush for file : 4 2.50 10/-
Handles Wood for files 48"  7.560P.D. o 80/-
Try square 6 10 . 36/- - 800/-

10. Seriber with handle 6” 4 -8/ - 24/-
11. Divider 4" : 5" 4.50 ' 22.50
12, Caliper Outsxde 6” B 6 : 6/- 36/-
13. Caliper in-side 6” A 6/- - 36/-
14, Caliperoddleg6” - 6 . --9/- 54/-
15. Centre Punch 3/8" x 4%4” 5" 4.50° - 22,60
16. Hammer boll open % w/handle : “10” 11.50 . 115/-
17. Mallet Wooden 4’ 2%” or 3” 10" 4.50 . 45/-
18. Steel Rule 12” : : 10 15/- 150/-
19. Hacksaw Frame 12" . (1 . 15/- 100/-
20. —do— Blades 24" Y- o 24/-

. Tin man snip stright 3’ Cut 9", 10" . B ©15/- : 90/-
22. Tin mansnip covered 3" cut3 - L _ .

. 9”,10%, ) 3 16/ - 45/-
23. Soldering Iron with handle . 6" 10/- g 60/-
24. . Stakersteel set complete with stake - . :

holder plate set consist of a Bick
Iron 15th (D) funnel 20" ‘ ' ‘ ‘
b. Hatchet 15th (E) creasing 10” 1'set 200/- 200/
c. Half moon 10” : ” S
Bench Drilling machine Power : . S :
- operated. %" size of chuck. . 1No. 650/- ' 650/-
26. Drillbittes 1/8”,-3/16", %™ 4 No. : ' 100/-
27. Amvil 50 Ib. with stand. 1 No. 400/- . ~ 400/-
28. Hand forge medium size 20"’x20” . : .
' x30”" high with, Blower 1 No. 400/- . 500/-
29. Metal Melting ladle dia of . :
.. Bowl 4’ 4—b" 1 No.
-30. Moulding Boxes wooden or . . s ‘
Metal 8” x 10” - B” ‘ 20/- - 100/-
31. Crucible Foundry 6" 2" '85/- ' 170/-
Foundry Showel square Nos. 1 No. 8/- - 8
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~ 2 No.
34. Moulders Tools 8 items. Coo2n
85. Cruicble Tong. . 1 No.
36. Tapes & Dies set B.S.W. with Tench o
%" 3/8”, %” (3m.m. to 12 m.m.) - 2 set
387.- Out side micro-meter--0—1" B
88. B.S.W. & Sheet Metal Gange. o. 36. 1”
39. - Qil can/2 pent, plungetype - 2”
40. Bench grender power Drive cold
chisel 5", K” 1”
41, Black Sn'nth Hammer 2 1b 4”
42. Plicers side cutting 6” 3”
43, Wooden Almira 72" x 18" x 36” 1”
44. Sheer Hand 1”

. Foundry Riddles 12" dia 16

15 inch.

Approxmiately
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8/-
50/-
55/-

110/- -
.. 25/

526/-
15/-
10/-

300/-

150/-

16/-
100/-
55/-

300/-
110/-
25/-
16/-

525/-
60/-
30/-

300/-

150/-

10,000/-



LIST OF TOOLS/EQUIPMENTS FOR WOOD
'WORKSHOP WITH 20 WORK PLACES

j S Déscriptioﬂ - Quantity Rates Total -

No. : Required Amount Rs.
1. 2 o 3 . 4 5
1 Planes Jack Iron 14" . 2 ‘ 125/- 250/- -
2. 'Planes Smoothing 10" Wooden .20 50/- 1000/~
3 Planes Rabbet Iron 7", 3" cutter 1 - -30/- - 30/-
4, Saw Ten on 12” with Handle 12 20/- 240/-
5.  Saw Hand with Handle o 6 15/- - 90/-

6.  Saw Coping 6" with Handle 2 . 30/- _ 80/-
7. - Chisel Firmer 1” with handle 10 -8/~ 90/-
8 Chisel Firmer %" in the” 0. - 9/- -90/-
9.  Chisel Firmer %" with handle - 10 8/- " 680/- .
10. Chisel Firmer %" with handle ‘ 10 o 6/, . 80/--
11, Marking gange 8™ : 12 8/- 96/-
12, Mellet Wooden 2”%”x5" . 12 8/- 96/-

13, Hammer Claw % 1bs _ , 2 - 10/- . 20/-

- 14, Hammer crass pain. 10 : 5/- -~ B0/
15. Rules wooden folding 2 ft. - 10 ) 1/- 70/- -

" 16. Screw Drivers “‘6 . 6 6/- - 80/-. .
17. - Screw Drivers 10” .6 10/- - 60/- ,
18. Hand drill 4" with 8 bits 2 52/- : 104/-
19. Rachit Brace 10”’ ' 2 55/- - 110/-.

. 20. Conter Sink bit %" . -2 12/- - 24)-
21. Sawaset. . 1 30/- i 30/-
22. C—Clamps 4”,6" - . . 4 30/- ©120/-
23. Bar Clamps 3 ft. . 2 50/- 100/-
24. Pincer 6” 4 20/- - 80/-

© 25. Combination Pliers 6" 2 10/- 20/-

" 26. Oil stone fine & rought 2. 28/- 56/-
27. Oil oan % pint plunger type .2 75/~ 75/-
29. Saw File 6” Triangular Slim 3 10/- . 30/-

.30. File Flat Rough 10" 4 15/- 80/-
31. File Half Round Bostered 6 - 20/- . 120/-
32. Rasp File8” _ 6 - 20/- 120/
33. Carpenter adge with handle 1 30/- - 80/-
34. Pint Brushes 14" - 1 10/- 10/-
-35.  Pint Brush 2%” 1 10/- 10/-
36. Work Bench 5 x 3 3%” 10 400/- 4000/-
37. Steel Almirah 72" x 18—36” 1 300/- 300/-
38. Carpenter Vice 7" 10 130/- ° ' 1800/-
89. Trysquare 6” 12 20/- 240/-
40. Spok shave C 2 20/- - 40/-
41, Handle for files } : 317/-
Total Rs. " 9,500/-

- Approx. S 10,000/-
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~ LIST OF EQUIPMENT FOR CLOTHING AND TEXTILES
LABORATORY FOR A HOME ECONOMICS UNIT IN SCHOOL

Sr. Name of articles ' Qty. Cost per Total

No. v . - Unit Cost

1 ' 2 : ' 3 T4 5

1. Pak Made Hand Sowing Machine 2 300/- 600/-

2.  Scissors Tailors 9” 3 15/- 45/-
3.  Tracing Wheel. : 2 2/- 4/-

4. Iron Pak Made . 2 2/- : 4/

6. Ironing Board 1 75/ ~ 16/-

6. Noodles Hand Sewmg (Assorted) 2 Gross - 8/- ‘ 6/-.
7.  Measuring Tapes 6 -1/ . 6/

8. Noodles Machine Sewing 6 Doz 6/- - 36/-

9.  Teachers Desk with Drawer : ‘

3”x 5" 21k” 1 150/- 150/-
10. Office Chair 1 25/- 25/-
11. Wooden Stools 1%4” x 1%” x 2’ 6 20/- 80/-
12. Tables8'x4’x 21 for cutting 1 150/- 150/-

-13. Tables 4% x 2 x 2% 2 100/- 200/-
14. - Chairs armless, Plywood Seat 4 L 20/- . 80/-

Toral: Ra. u_ﬁ_l_{:

LIST OF EQUIPMENT FOR HOME NURSING AND FIRST AID -

S " Name of articles = -  Qty Cost per Total Cost

No. - Unit.£ -
1 Bed (Chaipies) 1 40/- 40/-

2 Bedding for the patient 1 150/- 150/-

3 Feeding Cups 2 6/- 12/
4, Hot Water Bottle. 2 - 6/- 12/-.
5. Ice Cap 2 10/- - 20/-

6 Thermometer Clinical 2 -, 8/- S 8/ .

7 First aid Kit. ) 1 35/- : 35/-

8 Splints (Different type & Size) 1 40/- . 40/-

9. Sponges. 2 3/- 6/-
10.  Basin Enamel (18”). 2 . 13/- 24/-.

. 11, Basing Small (12”’) 2 8/- . 16/-

12, = Mugs Medium size 2 5/- 10/-

13. Jug (enamled) 2. 25/- 50/-
14. Bucket Galvanised Iron 2 10/- 20/- . .
15. .Medicines Measuring Glass 2 6/- 12/-
16. Macintosh sheet 1 11/- . 11/-
17. 'Flower Vases 2

5/- 10/-



18. Kettle - 1 10/- . . 10/

19. Bed Side Table 2’ X 2°x 2%’ 1 . ' 50/- 50/-
G. Total approx. cost : - 4,000/-
of Rs.. :

LIST OF EQUIPMENT FOR FOOD AND NUTRITION LABORATORY
' FOR A HOME ECONOMICS UNIT OF 20 STUDENTS

Sr. ' Name of articles Qty - Cost per Cost
No.’ : - Unit

1 2 3 4 5

1. . Qil Stoves (Smgle) 3 50/- . - 150/-
2. Anghethi . 3 . 15/- 45/-
3.  -Degchies (Medium size 8”) "6 8/- 48/-
4. Frying Pan (Iron) .2 5/- - 10/ -
5.  Karachi Iran (Medium) 2 10/- 20/-
‘6. Frying Speon ) 2 . 5/- - 10/- .
7. Tawa (Doma Shape & Flat shape) 2 10/- . 20/-
8.  Kettle Medium size » -2 C o8- 18/
9.  Tin Opener T 3/- B /2
10. Chalin 2 7o i 6/-
11  Tasla (Aluminium Medmm Size) ‘2 5/- ) 10/-
12. Grinding stone . 2 10/- 20/~
13. Hamam Dasta 2 ‘15/- . 80/-
14. Wooden Spoon . 3. 2/- .6/~
15. Rolling Pin & Board 3 12/- - 86/-
16. - Vegetable Knives 3 3/- . 9/-

. 17.- Utility dishes (Plastic) 6 2/- o 12/-
18. = Serving Tray Good quality 3 5/- ) 15/-
19. Grater (Tin) - 2 5/~ .- 10/-
20. Chimta ' 4 . 1/- 4/-

- 21, Glass Jars Medium size 6No. 36 Doz. . 18/-
22. Glass Jars Large 6 No. 72 - 36/-
23. Glass Jars small v 6 No. - 72 ” 6/-
24.  Juice extractor. . 4 o 6/- . 24/-
25 Handi 4 '2/- v 8/-
26. Basin (Plastic) Large 2 12/- i 24/-
27.  Basin (Plastic) Medium size 2 - 8/- - 186/-
28 . Basin Plastic small size 2 6/- o 12/

. 29. Tub (Plastic) 1 20/- - 20/-
30. Serving Dishes (Stainless steel) 2 25/- - ) 50/-
31. Plate Rice 6 10/- 60/-

32, Plates (Quartor) 6. : 6/- - 36/-
33. - Bottles & Jars for storing supplies 2 Doz 12 Doz ) - 24/-
34. Tin for storing supplles 2 Doz 12 Doz 24/-
35. Weighing Machine 1 60/- 60/-
36." Teacher Desk with Drawers 3x5 2% 1 -150/- 150/-
37. Wooden Stools 1% x 1% x 2 6 - 20/ .80
38.- Tea Set 1 . B0/~ . 50/-
39. Extra Cups & Saucors 6 -3/ 18/-
40. ‘Tea Spoons 1Doz  15Doz 15/
41. China Plates (Half) 1 15 » 15/-°

Total: - 1,226/

«w
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LIST OF EQUIPMENT/IMPLEMENTS REQUIRED
FOR THE TEACHING OF AGRICULTURE TO

- MIDDLE CLASSES

App. 1V (a)

N

The requirements have been worked out for a group of 20 students.

The requirements of implements and equxpment have been worked

Basis for Estimating Cost
1.
‘2. :
out for the three (VIto VIII) Classes.
3.

~ For meeting the laboratory needs, existing laboratory faclhtles for

the teaching of other Sciences will.be shared. However, where such

facilities are not already available, a laboratory will be prov1ded

About 20% of. the capital cost of the equipment and implements
will be provided every year to compensate losses on account of

SIS eN

Ll S S

. breskage and wear and tear.

NON-RECURRING AGRICULTURE

Spade small size 20 Nos.
Ramba (Khurpa)
Dori 100 yeards.

Tape 100 yeards . ...... S

‘Sprinklers
Badket
Total.
- POULTRY
Cage for 12 birds 3’x5'x2%4’
- Feeder One

Water container One
Egg container

Total:
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- Rs. 100.00

" Rs. 40.00
Rs. 60.00

. s. 50.00
- Rs.. 20.00 )

~Rs. 200
Rs..272.'00
‘Rs. 200.00
Rs.. 8.00
Rs.- 15.00
Rs. 5.00
Rs. 228.00



S Al o e

Rl ol

FOOD (SQUASHES)

 Bucket Plastlc One ! Rs. 15.00
Mug One - : ‘Rs. 4.00°
"~ Tub small size plastic Rs. 15.00
Hievinen small size Rs. 35.00
Sieve One. Rs. 2 00
Bottles 4 Dozon . Rs. 30.00
Knife One. Rs. 5.00
Total: Rs. 106.00
BEE KEEPING '
: Cages complete One or twoset. Rs. 300.00:
Show case Rs. 50.00
Total: Rs. 350.00
| HOR_TICULTURE
 Budding Grafting Knives Rs. 50.00
different type . —_— :
Earthen Posts 100 No. Rs. 60.00
Total: Rs. 110.00
‘Grand Total: ~ Rs.  1066.00"
Appendix—V
- TEACHER TRAINING PROGRAMME FOR - ..
' AGRO-TECHNICAL COURSES IN SIND
ORIENTATION OF MASTER TRAINEES
~ No. of Resource persons -3
No. of Master teacher - 30
Duration of the course

-1
-2
3.
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"~ Two weeks :



10.

COST ESTIMATES ~ No. Rate Amount

Honrarium for the Resource persons' 3 - 360/-

@ Rs. 15/- per lecturer of 24 lectures
for each.-

TA for the Resource Persons (non- - .
local) @ Rs. 100/- (arrange) . N 2 - 100/-

C.A. for the local Resource Person -

‘@Rs. 5/- per working day (12). -~ 1 60/-

TA/DA for the Maste: Trainers (non-

local) on arrange of Rs. 120/- 20 120/- .

Conveyance allowance for the local

- Master Trainers @ Rs. 5/- per workmg . ,
day (12 days) v 10 60/- .

Remuneration for office staff and .
clerk + One Peon + One Sweeper .
Rs. 50 + 20 + 20. , ' - 90/-

Stationery and Instructional material 500/-

Consumable material for the o

practical work. . 30 20
' pertain

Honrarium for centre administrator 1 20b/ -

Hostel facilitie's' (Honrarium for the

Hostel Superintendent). ’ . 100/-

~ Total " Rs.
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1080/-

200/-
60/-
2400/-
600/-
90/-
500/-

' 650/-

200/

. 100/-

--5880/-



TEACHER TRAINING i’ROGRAMME

APPfV (a)

ESTIMATED COST FOR THE TRAIN ING.OF 30 TEACHERS

AT ONE CENTRE FOR FOUR MONTHS

A -0

1. No.of Tramees ' 10 Locals , -
20 Non locals
30
2. No of Master Trainers 3
Cost Estimate No.Rate Amount
Industrial Home =~ Agri.
Group Eco.
-1, Honrarium for.thev master :
@ 3. 250/- p.m. 3 250/- *3000.00 3000.00 3000.00
2. TA for Master Trainners ’ :
(non-local) 1 100/- - 100.00 100.00 200.00
3. CA for Local Master trai- v
ners @ Rs. 5/- per working 2 5/- 1000.00 1000.00 1000.00 -
day (25 days in a month). per work- :
925 x 5x 4 x2) ing day
4. TA/DA for non local trai-
nees DA Rs. 5/- per day
and average TA Rs. 50/-
(6x30x4x50) : 15- 650/- - 9750.00 9750.00 9750.00
. . . each ‘
5. " CA for local trainee
@ Rs. 5/- per working day .
(25x5x 4) 15 500/- 7500.00 7500.00 7500.00
each .
6. Consumable material
i. Industrial Group
30/- p.m. per trainee
(30x 4 x 30) 30 3600.00
ii. Home Economics 15 :
(15x 30x 4) 30 —1800.00 -
‘308



iii. Agriculture 5/- p.m,

10.

per trainee 380 .. - - 6.00.00
. Cdst of at‘ationeryv + Ins-’ ‘
tructional material + Misc. .
Contg. . 1000/- 1000/- 1000/- 1000/-
Remuneration for the office . '
staff (One clerk + One . o o .
_Peon + One Sweeper). 400/- 400/-  400/- 400/-
Hostel Facilities - : 200/ © 200/ 200/ 200/-
Honrarium ° ' 200/- 800/- 800/- . 800/
' ' . 27,860/-26,660/-  24,350/-
Cost of training 30 teachers of Industrial 27350
Group for one year (4 months trammg at - x3
a time).. _ o 82060
Plus cost of trammg of Master tramees , :
cost per tramee : 5880
- . ; © 87930.00
Cost per trainee = 87930/30
' = 2931/-
Say Rs. - *3000/-
Cost of training of Home Economics . 255560
teachers, for one year. ‘ _ - x3
o ‘ : | 16650
Plus cost of Master training ‘ 5880
82530
Cost per trainee 82530/30
' (Home Economics) = 2751
o = 2800
A Coét per trainee

(Agriculture) . Rs. - 2700/
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Appendlx—-VI

RECURRING EXPENDITURE TEACHING STAFF

1975—76 |
INDUSTRIAL GROUP  UNITS  SET ~ JET
| N - 120 120 120
. ‘B’ » 46 46 '38
 AGRICULTURE GROUPS 158 - 158 158
HOME ECONOMICS 104 104 104
Total: - 428 520 .
- | | Amounts
1. Pay of SE. Ts (350-25-750) I
- 350x428x12 = 17,97,600.00
2. Pay of JE.Ts. (200-12) N
| 200x520x12 = - 12,48,000.00 °
3. Payof Sheet attendants,
(100-2-116)
. (120+46+104 = 270) -
- 100x270x12 = - - 3,24,000.00
»Total (1) 17976Thousands Allowances
: ~ =Rs. 187130
(2) 12480 - ' ,
3240 o
3369.0 Total Pay + Allowances
_ =Rs. '5241.30
TEACHING STAFF |
197677 |
1. Payof SETS. S SRR
375x428x12 .= 1926 Thousand. 350x428x12 = 1797.6
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L Pay of J.E.Ts

212x520x12 = 13228 20x520x12 =- 1248.00
Pay of O.S. attendants. o S '
102x270x12 = ‘330.48 . 100x270x12 =  324.00

| 3369 -
3579.36 (1) -
'Grant Total (1) + 2 3579.36
o 3369.6
. , m
Allowances =Rs. 4743.40
Total Pay + Aliowances
_ = Rs. 10692 36
6949 Thousands.
APP—V
RECURRING _EXPENDITURE TEACHING STAFF THIRD
PHASE (1977—781 _
; (Rs. in Thousand)
. Pay of SE.T..
. 400x428x12 x 2054 4 375x428x12 = 1926 00 350x432x12
’ : 18144 .
Pay of J ET.. .
- 224x520x12 = 1397.16 212x520x12 = 1322 88 200x524x12
1257 6

.~ Pay of W.S. attendants

104x270x12 x 336.96 102x270x12 = 330.48 100x2274x12
i ‘ - 324.00 '

.
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3789.12 .. 8579.36 3369.6

(1) : (@, (3
GRAND TOTAL:— 378912
3579.36
3369.60
Rs. 10728.08 Thousands, Allowances =
: Rs. 5615.10 | .
Total Pay + allowances =
Rs. 16343,18 |

 TOTAL PAY + ALLOWANCES (Year Wise)

' 1975.76

= Rs. 5241.36
197677 = Rs. - 10692.36
197778 = Rs. 16343.18

- Grand Total Rs. = 32276.84 °
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INTRODUCTION OF AGRO-TECHNICAL COURSES

: III TEACHING CONTINGENCIES (CONSUMABLE)

" Year

‘No of Students  Rate |

Appehdix—W

IN SIND

1975:76 1. Industrial Group 10,000

2
3.
1976-77 1.
2.
3.
£ 197718 1.
2.
3.
1. 197576
2. 197677
3. 197778
" Total Rs.

. Agriculture 9,330

Home Economics ‘ 7000

Industrial Group 20,000
Agriculture 18660

Home Economic - 14000

Industrial Group 30,000

Agriculture Group 28.000 |

Home Economics _ 21.000

ABSTRACT

266.7 -
563.3
800.0

1630.0 Thousands
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10/

Amount Rs.
15/ 1500  Thou-
sand
5/- 467 »
10/- 70.0 "
Total:~ 266.7 Thou.
sand '
15/- ° 300.0 Thou-
sand
5/-  93.3
10- 1400  ”
Total:- 563.3
15/- 450 Thou-
sand
5/- 140 ’
210 . »
800 Thou-
' sand-



App—VII :

INTRODUCTION OF AGRO-TECHN ICAL COURSES IN SIND
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- PHASING OF THE SCHEME
. - Construction of Year Units Cost in Rupées
~ Workshops 1975—76 '
Industrial Group o B
‘A’ Type 120 9000 Thousand
‘B’ Type 46 8280/ "
Home Egondmics 104 7800 ’f :
Total Rs. 25,080 Thopsand
1976-71 |
Iﬁdﬁstrial Group | |
‘A’ Type 120 900  Thousand
‘B’ Type 46 8280 ”
Home Ecobnbmics ‘ 164. 7800 "
Total Rs. 25080 »
197718 .
Industrial Group I
‘A’ ‘Type : '120‘ 9000 . Thousand
‘B’ Type - 46 46 ”
Home Economics 106 7590 ”
 TotalRs. 25280 "
Grand Total Rs. 75,390/ Thousand



App-VII (a)

o mmonuc'non OF AGRO-TECHNICAL COURSES

IN SIND

_ PHASING OF THE SCHEME

. ESTIMATED COST OF EQUIPMENT

| Industrial Group
Y\ Type .

‘B Type
Agriculture

Home Economics

‘Industrial
) N3 A’ . 'Iype
‘ fB’ Type

Agriculture

Home Economics

Industrial
‘A’ Type

B Type

Agriculture

. Home Economics

197576 - )
No.of Unit Rate Amount .o
120  15000/-  1800/- Thou-
‘ » sand
46 30000/ 1380/- "
168 1000/  158/- "
104  4000/- 416/ "
Total Rs. " 3754/- Thou-
1976-77
120 15000/- 1800
46 30000/- 1380/~ ™ -
158 1000~  158/-
104  4000/- 416/
Total Rs. -~ 8754/~ Thou-
\ : ' sand
197778
120 15000/ 1800 - "
46 30000/ 1380/-
160 1000/~  160/- ™
106  4000/- 424/~ ~ ”
| Total Rs. 761 "
GRAND TOTALRs. - 3754 Thousand
8754 o
| 3764 "
Rs. 11272
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2.

. ) . APPENDX-IV

E;OUGQ—.—QZ OF >QN°.HMO—.—Z~O>—; COURSES IN SIND -

.—H.»cm—mﬂ gmzﬁ wﬂcﬁg

No. of Rate Amount . . Remarks
A ~ Teachers o . )
. 1975-76 (1) Industrial - |
Group 424 3000/ per 1272 .:.o:m»un 4 Bouer training in each of the three dis-
i : trainee per : ciplines of wood work metal work &
year . N ,wg__omva_ann:o_@
(2) Agriculture 316  2700/-per 8532  ”  The training has to be undertaken simul-
Group ~  trainee taneously alongwith the Es.oacnao: of
, _ _ — . , the courses in schools. .
(3) Home 208 - 2800/ 5824 o
Economies . . .
o 27076
Total Rs. . 2708 Thousand -
' 1976-71 Industrial Group 424 3000/~ 1272.0
Agriculture Group 316 2700/- 853.2
Home Economics - = 208 2800/- 5824

Total 27076 -
‘ . =2708 Thousand
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App-VII (o)

TEACHER Hgmzﬁ
) o No.of Rate - Amount Remarks
Teachers . R : B
© '1977-78 (1) Industrial 424 - 3000/- 1272 Thousand
o Group _ R . -
(2) Agriculture 320 27000/- 864. 7
Group S A
(3) Home 212 2800/- 593.6 ”
Economics _ , o o
956 27296  ”
ABSTRACT
" 1975-76 ) 2708 Thousand
- 1976-77 . 2708 »
- 1977-78 - 2730 . »

“Rs. 8146 "
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_ UNIT—6

" IMPLEMENTABILITY OF PROJECTS: -
PROJECT ENVIRONMENT

| By
- Dr. M. Athar Khan -
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ORJECTIVES -
Havidg studied this Unit you will be expected to:—
a. hav_d analyée.d the concept of the prdject ‘envir’pnmént;
b. 'gei; achainted wi‘th‘ the factors which constitute project envi-
ronment and influence unplementatlon and operation of a

project;

e. understand the nature and mfluence of envn'onmental factors
on projects;

d. foresee, the events and situations which may interfere with the’
unplementatxon and operatlon of a project;

‘e. analyse and understand a pro;ect environment with a v1ew of
checkmg their impeding effects. ' ‘
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INTRODUCTION

The concept of a project environment is the outcome of the experl-
ences of project planners and managers in general area projects as well as
in projects specifically related to education. In this Unit, therefore, there

~would be so much that might appear to be familiar events or situations
to you. Of course, the factors which constitute a project environment,
are so varied and numerous that it is not possible to name and list them
all. In this Unit, however, an attempt has been made to describe them in
~ reference to their nature and kinds. - :

The concept of project environment is comparatively a recent deve-
lopment in the field of project planning and management; not much has
been written about it. In education, the concept of project environment
perhaps for the first time has been used in this course on “education pro-

T ject implementation and monitoring”, and it is expected that it will help.

~ to improve the efficiency in project planning and management. Also the
 awareness of the project environment will contribute to improving the -

" quality and nnplementabllity of development pro;ects in general and of

the education prolects in particular.

. Dr. M. Athar Khan
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1. WHAT HAPPENS TO MANY EDUCATION PROJECTS

Both formal and informal evaluation of several major education
- projects in the country shows that most of them failed to achieve their
objectives. Projects over-running in time and cost are so numerous that it
hardly surprises anyone to see a project not being completed within the
‘stipulaied time and cost. The Pilot Secondary Schools established in the
later ha'f of the 1950s. were intended to provide a laboratory for experi- -
menting on educational innovations before they were introduced to
other schools: but, as it is the case today, except for a name, the Pilot
Secondary Schools are in no way different from other high schools. Gui-
dance and counselling services for secondary schools have long been for-
'gotten. The comprehensive high school scheme of 1965-66 did not
achieve its goal of catering to the educational needs of the youths of the
area where the comprehensive school was situated. Agrotechnical Scheme
of Education was lost in the labyrinth of the educational management
systems of the country. The primary school teaching kits are safely
locked in steel boxes, or they are kept in show cases to decorate the
héadmaster’s office. The Pakistan Primary Education Project-IV, after six
years of its beginning, has had no impact on the improvement of the
prlmary educatlon in the country

. 2. WHAT IS PR.OJECT ENVIRONMENT

The factors responsible for failure ‘of most education projects to
- achieve their objectives are many. They are both internal as well as exter-
nal. The internal factors may be ascribed to the limitations of the project-
format. For example,education is often planned on a national scale;pro-
jects do not necessarily take the national view. Or, the project approach -
uses partial analysis, meaning that a project is planned and appraised,
-assuming all other things remain equal. But often the size of education
projects and their consequent impact means that other things do not
remain the same, Another example in this connection could be the

change of responsibility for a project when it passes from its planning to" : '

implementation and then to its operation stage. The projects planned
and implemented by the specialized . agency eventually have to come
under the control of a regular education agency. The transition itself
may be complex and resentment may exist at the increased work load of
the recipient agency. Other such examples of project failure or problem
projects. could be cited with particular reference to the project plans
where the project data have been inadequate, poorly recorded, httle used
-and handled superficially and un-critically.
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The external factors which have their impacts on implementation
and operation of projects comprise the condition which surround a pro-
ject and the events which may occur during the implementation and -
operation of a project. Such fetors and events together. constxtute the
pro;ect envircnment’. ‘

Burnett and Youker (1980) ask the questlon, “what is this project -
envn'onment”" and go on to answer it. According to them:

A dictionary definition is a useful place to begin. The environment,
according to the Random House Dictionary is “the aggregate of
surrounding things, conditions or influences”. Thus the environ-
- ment includes virtually everything outside the project: “its tech-
" nology (i.e. the knowledge base it must draw tdpon), the nature
of its products, customers and competitors, its geographical setting,
the economic, potitical and even meteorological climate in which it
-must operate, and so on” (Mintzberg 1979). These factors and
especially changes in ‘them — can affect the planning, organizing,
staffing, divecting and so on which constitute the project managers
chiel functions (p 1).- ’

- Burnett and Youker s (1b1d) descrlptlon of the project environment
refers to projects in general and particularly the projects outside the
.education sector. However, it could be easxly applicable to education
prolects simply by replacing technology by ‘personnel and techno-
logy’: pgoducts by ‘outcome: ‘“customers’ by beneflcnarles and
“competitors” by “similar mstltutlons and orgamzatlons

21 System’s Approach

In system’s approach the project environment comprises “the sys-
“tem itself, its boundry with the environment, and the inputs and out-
puts that link it to its environment” (Schoderheck 1975 taken from
. Burnett and Youker, 1980, p. i) The following figures 1, 2, and 3 repro- -
‘duced from Burnett and Youker (1980) illustrating the system’s
' approach to management depict the concepts of the project environ-
“-ment. The ‘system’ here could be seen as * an organized or complex
whole: an assemblage or continuation of- thlngs or parts formmg a com-

- plex or unitary whole” (Cleland and ng 1983, p. 17)
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The system’s approach to project environment explains the environ-
ment in the context of a project’s relationship with sub-systems and
' orgamzatlons which constitute the matrix of the project management
organization. This relationship is that of interdependence. The project -
environment idea emphasises that the project manager must be watchful
and ready to encounter the conditions and events interfering with, or
impeding the project-implementation or operation at any time.

The system’s approach emphasises more on dependence of a pro-
ject on the subsystems and organizations, some of which are not un-
der the control of the project manager. The environmental factors
could at times be far removed and yet have their.impacts on the pro-
ject. For example, supply of certam equipments or materials needed
in’ a project could be disturbed by a labour strike at the manufactunng
cqmpany. Or a construction project could be delayed by the contractor’s
" involvement in other projects etc. Certainly, there is little that a project
. manager could do to avoid such situations. Such environmental factors
* however, warrant an all-time alertness of the project manager to what-
ever is happening in the project environments. It also implies that project
plan, and the project are exposed to the environmental influences. To
quote Burnett and Youker (1980, p. 3) “the Key conclusion to be drawn
from the systems perspective and the concept of the project environment
is-that the project environment has relatxonshxps with other sub-systems or
other organizations in the environment. These create dependency rela- .
tionships on- both sides. To be ultimately successful, therefore, the
project manager must look outside the project. He must study and try
to manage or adapt to the relevant external forces on which the project’s
success depends

2.2 F_‘orce'Fiel_d Analysls

Stephen. Doherty - (1985) has ‘sugge‘sted the term “force field” to
denote the project environment. According to him:

Force field analysis involves listing all those forces (people, orgam-
sations, economlc-soclal-physlcal-pohtlcal aspects, in fact anything)
that will impede the realisation of project objectives. The more
suggestlons of possible impediments to the project,the better the.
analysis' is likely to be; the- more risky the project, becomes, the
greater the likelihood that impediments are 1dent1f1ed and ehmma- -
ted early in unplementatlon o , ‘ ‘



Force field analysis undertaken at a later stage in planning may alsb .
provide a check on any social analysis or institutional interest
~analysis which has béen undertaken. Social analysis, as opposed to

~ social cost benefit analysis, attempts to define the costs and

" benefits according to the point of view of different entities. A’
person who is an intended beneficiary of a project may not perceive
himself to be so. In order to make a project successful it is essential
that intended :recipients of benefits do in fact view the results of .
the projects as benefits. An attempt must be made, therefore, to .
measure the images or views that the intended beneficiaries have of
their own circumstances and assess objectively their likely reactions
to a project. Social analysis also involves identifiying and seeking

. the support of opinion formers and leaders in a community to sup-
port the project. Identifying the factors which will motivate inten-
ded beneficiaries to take part in development projects form part of
social analysis. In addition to normal survey methods and such crea-
tive techniques as brain-storming, it is likely that role playing will -
be a useful tool when undertaking social analysis, so as to.put the
‘planner in the shoes of the project participant. ‘

Institutional analysis seeks to anticipate any political, sociel, reli-

- gious or general institutional obstacles to the progress of a project.

Once a social analysis has revealed the location, number, attitudes,
groupings ete. of beneﬁclanes, and preconceived an assessment of
what has to happen if some of them. may worsen the position
of certain groups of people, the losers may, therefore, be expected E
to oppose the project. : .
Force field analysis encompasses the main elements of both social
and institutional analysis, and at the same time it looks for sugges-
tions abaut how to remove impediments and harness favourable
" forces in the project environment. Force field: analyns may be
. applied to a whole project or just to problems which are encounte-
- red in xmplementat:on A suggested procedune is glven as under:

i. Use bramstormmg to hst as many llkely unpedumnts as
possible. -

. 2, - Use brainstorming to generate as may suggestlons of suppor-
tive factors as possible.
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3. Once the two lists are established,consider each item in them
briefly  and decide whether it is 1mportant and ments further
consxderatlon

4. - For each problem, bramstorm to find the maximum 1 number
of ways of ehmmatmg or reducing lts effect.

5. For each supportive factor, brainstorm to assess how that fac-.
tor may be used in support of the unplementatlon of the pro-
Ject

6. Fmally consider all suggestlons ]IldlClOllsly and then make
practlcal recommendatxons

Although, Doherty (ibid) has used the term force field with speecific
" - reference to social and institutional factors which might impede the
implementation of a project, he also tends to use the terms force field
_ and prolect environment interchangeably.

- 2.3 Concept of Uncertamtles

. ‘The concept of the project environment introduced by Galbraith
(1973-1977, taken from Burnett and Youker, ibid) relates to the ‘un-
certainties’ associated with the elements in the project environment. The
uncertainties happen because of the dependence of the project on the
elements in its environment. Galbraith’s view of project environment
emphasises the identification of the problems and the probability of

.their occurrence and checking thein and solving them. In this connection,
he suggests the following actions for the project manager:—

- 1) 1dent1t1catlon of the organizations. or sub-systems in the pro-
' )ect envn'onment

2) . defining the nature of the dependency of the 'project in its
: relationships with the organization or the sub-systems consti-
tuting the project environment; and

3) determining the nature of the uncertainties which might. emét‘

or occur during the planmng unplementatxon or operatxon of .

the project.
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Galbraith takes into account the varlatlons from project to prolect ‘
“and that project environment may be different for different projects.
However, he mentions the following three factors which accrodmg to .
hun are peculiar to a project:—

1) The product (servxce)/Market(User){context of the project in .-
. most education projects. They could be referred to the
benefits or outcomes and the demand for them..

2) The technology involved in education context. It could mean.
-the involvement of personnel, methodology, mstructxonal or
‘other technology.

: 3)“ The physxcal locatlon.

Burnet and Youker list the elements on Wthh the prolect manager
should focus. These elements are given below.—

1) Elements that are suppliers of input, consumers of" outputs,

. competitors and regulators (in education . project, these .
elements may have reference to. the project funding agencies
‘i.e, Ministry and Departments of Education etc, as suppliers of
input and consumers of out-put in education projects are the -
benificieries of a project such as students, communities, tea-
chers of a project such as students, communities, teachers etc.
Competitors in education project may be the private institu-
tions and organizations regulaters in educatlon projects are the

- administrators and pohcy makers).

2) Elements that are physmal (e.g. chmate) mfrastructural (e.g.
power supply) technological (plant genetics) commercial/Vo-
cational/ Economic (e.g.) Banks) Psychological/Socio-Cultural
(e.g. attitude towards credit risk) or. polttzcal/Legal (e.g. local
Govemment) . :

The elements underlmed above could easily be translated to any
educational project except that banks should be replaced by budget
“provision and prolect budget -

3) Elements that are hierarch an'd sometimes geographical, such
~as Government at various levels National Regional, and local.
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4) _Elements that are actors (e.g. mdivxduals, groups, mstltutlons) -
- or factors (e.g. attltudes trends, laws, etc.).

5) Elements that are controlable (Manager/project can affect
these without affecting the project), influanceable (the mana- -
- ger/project can affect these but they can also affect the project)-

or appreciated (the manager/project must react to these but
cannot affect them

Analysis of the project environment discussed above. shows that -
they are narrow in their scope so far as each of them represents an ex-
‘tremist point of view. For example, Burnett and Youker (1980) empha-
‘sise the “external environment” of a project. The system’s approach
-views environment in direct relationship with the system and emphasises
_ dependence of a project on the sub-system and organizations which -
- constitute a total project management matrix. The. systems approach
therefore, relies solely on the idea of the external environment. Do-
herty’s (1985) concept of the project environment derives from the en-
vironmental factors which impede the realisation of project objectives.
He, therefore, suggests ways to check the retarding effects of the environ-
mental factors and turn their effects to “glorious gain’’ Galbriaith (1973-
77) concerns himself with those significant factors in the project environ-
. ment .which are assoclated with uncertamtles ina pro;ect management
s1tuatlon

' 3. AMULTIFACTOR APPROACH

The concepts of the project environment discussed so far have re-
ferences to projects in general. They are aimed to alert a project manager
against the situations which may cause problems to him during the
implementation or operation of a préject. Projects in education sector .
are also subject to the influences of these environmental factors. But it
is. well understood that in the world of education, sometime things have
special connotations which would be a useful exercise to discuss project
. environment with particular reference to education prolect

The environmental factors could be 1dent1f1ed under the follbwing
groups :

1.  Social Factors

2. Political Factors
3. - Economic Factors
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Physical Factors
Technical Factors
International Factors
Incidental Factors

N oo

Followmg are brlef descriptions of each of the above groups of fac-
" tors comprising project:

3.1 Social factors

The social factors which constitute a project environment are the
followmg - ‘

i General soclal philosophy of the commumty and the society |
where a prqect is located;

ii. | rate of literacy among the community members for whom the
' project is undertaken

iii. religious attitudes and afﬁhatlons of the people of the project
area; .

v, social stratification of the community;
v.  residential mobility of the people;
i 'oceupatienal mobility of the people';_

vil. local tradiﬁons and institutions,

i. . General Social Philsophy of the Community and the Society where

a Project is Located: The general social philosophy of a people is reflec-

. ted in their general behaviour i.e. their thoughts, attitudes and reactions |
to what exists or happens in their lives. The general social philosophy

influences most development projects especially in the rural arveas.It

“determines acceptance or rejection of the project. In Pakistan there are
still communities which resist female education and any pro;ect whxeh

aims to educabe women, meets opposmon of the community.

ii. Rate of Literacy Among the Commumty Members for Whom the

Project is Undertaken: The rate of literacy in the community and the
' type and level of education of the people in a project area determines the
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local peoples’ and community leadets’ support or otherwise for the pro-
ject. Implications of education of people may have both internal and ex- -
ternal influences on the project. Internal influences may affect the availa-
bility of right type of personnel needed for the project, whereas the ex-
ternal influences could be visible in the relationship of the project mana-
gement with the community and other parallel organizations which might
have some sort of linkage with the project. Local contractors and suppliers
" of material etc. are examples of influences in this regard. Trends and
_changes in the rate of literacy are directly related with a community’s de-
sire to have ornot to have educational facilities in the area. In many areas of
the eountry today it is seen that people want to have Girls™ Schools, High
Schools, Technical and. Vocational Education facilities. Also in ‘many .
~ areas there is a strong need (as expressed by people and commumty lea-
“ders) for betterment and expansion of education facilities. ‘Education
projects which pertain to the expressed and strongly felt needs of people, .
are sure to get community’s support. It is also a matter of experience
that in certain rural areas where rate of literacy is very low and people, -
- especially adults,don’t yet realise the importance of education and thus
- the projects concerning adult education,are usually seen with indiffe-
.rence. A study of a number of Adult Education Projects launched by
Allama Iqbal Open Umversxty and other organizations shows that the
investment in Adult Educatlon Proyects has not yielded the desired
results '

ili. Religious Attitudes and Affiliations of the People of the Project
Area: Religious attitudes and affiliations of the people of a community
have often their own way of viewing at an education project. A project
which in anyway is in disagreement with their faith or belief is opposed.
The experience of establishment of Mosque Schools in some comm-
" unities had met the opposition of the local communities.on the basis
that some parents having a certain sectarian beliefs did not want their
children to go to a particular inosque for education. On the other hand,
commumty people were against the use of mosque for chlldren s educa-
tion. :

iv. Social Stratlflcatzon of the Commumty From a sociologist’s pomt
of view, it is not an easy task to categorise people living in a community,
into various social strata. But there is still something in the people which
Tlables them with upper, middle and lower class people. Each class and,
of course, sub-classes within each class, has its own peculiar characteris-
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tics which determine their attitude toward education and education re-
lated projects in the community. Their attitudes toward education pro-
ject are also influenced by the peculiar value system of each class. It is
the experience of many people that i in 1950s when Government started
establishing - Polytechnique and Commercial Institutes, these Institu-
tions were not very popular in the country. The main reason for this
“was that the social class structure which existed at that time had a do-
minant lower class péople for whom education meant little. At the same
time for the small middle class which existed at that time the Polytech-
nique and Commercial Instltute anlomas and Certificates were far
below the level of their aspirations. They would have preferred to send
their children to Engineering, Commerce and Medical Colleges rather
than bemg content with their entenng these Instltutes

V.. Residential Mobility of the People: In developing. countries of the
world today there is a trend to move from rural to urban areas. Use of
automation in agriculture, industrialisation combined with facilities and
the opportunities which the city life provides is: causing a good many
‘people to move from their rural residences to urban places. This shift of

population from rural to urban areas has its own implications for educa:

- tion development projects of rural as well as urban areas. One very appa-
rent affect of this mobility on rural based projects of education is that
the projects located in the rural areas don’t mostly serve the purpose for
which they have been designed: education facilities espec1ally created un-
der such projects are under-utilised. At the same time, the projects as
building of institutions of vocational and technical education, building
of schools etc. become crowded due to unwarranted increase of popula-
tion. An example ‘of the effect of such mobility could be given from the
agro-techmcal scheme of education. The scheme was affected in the rural
area of the followmg

(a) Local teachers trained -in Agro-tech.and vocational courses
especially in-technical and commercial subjeets preferred to
serve in the- cities with the result that the personnel required
for implementation and operatxon of the. project were not _
available in many schools. In cities this trained manpower be-

came surplus and the projects intended to absorb this type of
smlled manpower could not absorb them all.

(ii) The Agro-tech. subjects which aim to augment the productmty‘

of rural population became unpopular among the actual bene-
ficiaries of the project as they were more interested in prepar-
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ing themselvs for an urban way of life and for adjustment to
c1ty hfe :

vi. Local Tradztlons and Institutions: Local traditions and indigenous
institutions especially of rural communities have very strong influences
on any development project. For education development projects,they
pose challenge as education of masses threatens the existence of some
traditions and institutions. In Sind, for example, institution of “DAIS”
(untrained village midwives assisting at child- birth) would oppose edueat- .
ion projects whicn aim at creating awareness among village womer about
the implications of birth of baby and the needs for sanitory methods of
health and hygiene or establishment of an institution which would force
traditiunal “DAIS” to undergo a training for certification for their profess- =
~ion. Trauitions of keeping women folk illiterate in may communitiés

caused resentment among' the masses for the establishment of girl’s

schools and appointment of teachers from cities. Institution of WADA-
RIAISM (Feudalism) has been known to oppose the very establishment

of educational institutions in their areas of influence. Some of these

institutions and traditions are so powerful that they can upset or contri-
. bute to the promotlon of a project beyond the nnagmatlon of a project
manager and a prOJect planner, ot

vii. Occupational Mobxlzty With the changmg concepts of standard of
- life and due to growth of industries and means of communication, pat-
terns of life have been rapidly changing in the past few decades. Growth.
~ of service industries vis-a-vis other things in the: society, there has been a
change in the peoples’ attitudes toward various occupations. A barbar, a

~* washerman, a truck driver, a welder, a plumber and all such'people were

not treated with as much respect as today. The value which dominates
most in the society is material gain and a persons’ ability to have more.

This has resulted in .peoples’ changing their occupations for better life
opportun;tles Education development projects are therefore, often
viewed as sources of extending material benefits to all those who are
associated with or affected by project. Project Manager who disre-
- gards this fact often faces with the probems of non-cooperation both

' from within and without. Take the example of ‘the Pakistan Primary
Education Project-IV. The monitary Benefits as they are distributed go

largely to the Project Manager Establishments, foreign consultants and to
certain local contractors etc. The primary school teachers the master
trainers, the school supervisors and other similar personnel get no benefit
of the project. The communities which are supposed to be the benefi-
ciaries of the project get perhaps no more than what is available in out-
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side the project schools and institutions. The achievements of such é_pro-
: Ject are well known to the teachers and admmlstrators

The Intergrated Functlonal Education Projects of the Allama Igbal
Open University provide another good example of little incentive for the
adult educators who work in the field and receive minimum benefit out
of the projrct. The situation is very discouraging to the persons’ adheren-
ce with the project and their motiation to work for the achievement of
the objectives of the project. The situation also creates a sort of an -
" adhocism in the project management organisation which has its. own
effects on the implementation and operation of an education project.

3.2 Political Factors

In Pakistan, where almost all education projects are in the Public

- Sector, the projects are always sub)ect to political mfluences which may
be grouped as follows:—

National Government's. educatxon and other sectoral pohcles
National priorities
Power and authority structure.
Party manifestos
Political bargainings
Leadershipinfluences -
Community demands and pressures
~Project. exploitation for political purposes

FRoo A0 T

a. National Government’s Education and other Sectoral Policies

The changes in the political structure and Government power is
a phenomenon of many developing countries of the world today. Chan-
ges in the Government or the national leadership naturally resultz in
changing National Government’s developmental policies in education and
other Sectors which in turn also influence one another. In Pakistan less
than four decades we have seen education policies changing half a dozen
time. These changes have definite influences on all kinds of education
projects,but their influences are more v1sxble in major educatlon projects
of natlonal significance.

The education projects which should have been cbnceived undér the

first Six Year Plan of Education of 1951 could not be possible because
of the political situation of the country in the 50s. The Pilot Education
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Pro;ect in the late 50s was badly affected and almost lost its purpose and
directions as a result of change in the Government'’s policies in 1959. The
Allama Igbal Open University which was associated with a particular
political Government suffered as a result of the change in the Govern-
ment and if.it were not for the insightful immediate actlon of the then
Vice-Chancellor, this national Institution perhaps would never have
‘survived. The establishment of the Agha. Khan Medical University and
Government’s support for it, is certainly.a manifestation of Govern-
ment’s- policy to encourage establishment of educsational institutions.
in the prive. sector. As we all know the Government’s policy to nationa-
lise educational institutions in the 70s had badly affected the growth\

private educatlon '

b. National Priorities . -

Changes in the national priorities also have their impact on educa-
tion projects. They differently contribute to Government's support or
neglect to education projects. Government's inter-sectqral priorities
determine the support which education projects would receive from the
Government. Similarly, intra-sectoral priorities within the  sector of
education have their influences on project in various sub-sectors of
education. For example, a Government priority for developing higher
education in the. country resulted in a rapid growth in Universities and
Government’s financial support for establishment of a Un1vers1ty Grants
Commission (UGC), whreas primary education sector projects such as
* Production and Use of Teaching Kit hardly came into operation and
" appeared to be totally ignored and whatever the money invested in the

project wasnothing but high wastage. :

c. Power and Authority Structure

The power and authority structure in a country like Pakistan has so
much to do with the planning and implementation of an education pro-
ject. In Paklstan,as it is-the case today, policy decisions for many deve-
lopment projects are taken at the Centre. From there they are passed
down to the provinces for implementation: The provinces,while they are -
autonomous in matters relating to education,they also have their resour-
ces for education limited. This often results in problems of financing .
‘and managements of projects. )

For. example decision to set up Mosque Schools say, in the provin-
ce of Sind was taken at Centre and national grant in this connection was
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‘also released to the province for the implementation of th project. It was
assumed that in due course of timeé the province will take up the project
for itself. It was found that the Provincial Government did not have
sufficient funds to finance the operation of the project and showed its
reluctance. to continue the project. The result was a big upset for the
Director of the Project and for the project itself.

The Primary School Teaching Kit Project which was initially a
Central Government Project was passed to the provinces for implementa-
tion and operation without releasing the cost of the Project which the
provinces would have to bear. The result was obvious. The Teaching Kit
remained locked in the Steal Boxes and in some cases did not even reach
the schools where they were mtended to be used.

©d. Party Mamfestos ,

Manifestos of the political parties are sorts of promises made to win
the general support of the people. They also point to the direction which,
if the party gains power, would follow. These manifestos also have a
bearing upon the education sector developments. For example, nationa-
lisation of major industries, banks and educational Institution: etc. had
great impacts on education development programmes. One very apparent
nnpact was in the fmancmg of education projects.

e. Political Bargainings ’

Political bargainings and their mfluences on development pro;ects
are not limited only to the developmg countries like Pakistan but also
they have a universal application. To win the support,both human and
material, the political parties both in power and the ones struggling to
come in the power, do bargain with significant communities, business
organisations, trade unions and individuals. One very important effect of
these bargainings on education project is seen in the form of the project
“work assigned to certain contractors, placement of personnel in the pro-
- ject, location of the project and also the operation of the Project.

f.  Leadership Influences

'Education projects which are meant for rural areas or backward
communities in particular are subject to leadership influences especially
when it comes to the location ‘of the project, especially, the projects for

creation or expansion of educational facilities. Establishment of Schools,

i

339



Colleges etc. in places where they are so much needed and where they
are not maximumly utilised, are common examples of leadership in-
fluences. These influences are not limited only to the location of the pro-
jects but they also influence financing of projects, personnel selection,
project organisation behaviour and exploitation of project facilities in-
cluding project material and equipments eto. In some cases, the leader-
ship influences have been found so strong that they can cause a total
change of the prolect or even its termmatlon

g Commu'nity Demands and Pressures

. Since all education projects are for.the communities and they are

located within communities they continue to be susceptible to the

community influences during their implementation and operation alike.
h. Project Exploitation for Political Purposes:

Educatlon development projects have been found sometlmes to
serve more for political propaganda of individuals and parties. Such pro-
jects are only secondarily concerned with the development of education
in the real sense of the term, and the Justlflcatlon is sought in remotely
“visible targets. «

3.3 Economic Factors

Economic factors which may influence an education project during
its implementation and operation are the following: :

type of economy:,

condition of economy"

inflation _ .
changes in the prices of material and equipment ;
fluctuations in the rates of Foreign Exchange:
Government Budget :

mo a0 T

a.  Type of Economy

Types of national economy such.as agricultural economy,
industrial economy or mixed economy and consequent shifts in the
‘types of economy have their influences on education projects both
at the time of their implementation and their operation. The type
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of economy usually determines the importance which both Govern-

ment and public attach to a project. Government and private
sector investment in the establishment of technical and commercial .-
training institutions in the 50s were manifestation of a shift in the
national economy from a predominantly agricultural economy to
a gradual change to an industrial economy.

Agricu-ltura’l e:itension_pfojects of the early days were influen-
ced by the then agricultural economy. As the country developed
a mlxed economy, projects like Agro-technic scheme of education

- were conceived and implemented at a large scale in the country.

However, as it was seen,since the shift to mixed economy was not
very well planned and organised, the Agro-technic scheme as a na-
tional project was badly affected.

. COﬂdlthnB of Economy

The condltlon of economy refers to the satability of economy,

‘the per capita income, GDP., and GNP. The projects in educa-
.tion sector, especially the long-tenn projects;are subject to the
_influence by the economic conditions of the qountry Instable eco-

nomic conditions of the country have often resulted in under fman-
cing or even termination of education project. They have also resul-

ted in projects over-running in time and in the consequent upset of -
the project estimates.

Inflation

Since the projects’ estimates are usually based on the current
price index, the rate of inflation directly influences the cost and
budget of the project and the estimates are disturbed. Usually, there
is a difference between the rate of inflation declared by the Govern-

ment and the actual rate of inflation which determines the value of

money in the society. The projects which had been delayed, cur-

tailed or even discontinued are. the examples of influences of infla-
- tion in .the society. Sometimes,the rate of inflation in the country

from where certain equipments have to be imported for a project
also affects the estimates of the local projects.

Changes in the Prices of Material and Equipment '
As it was in the case of price index of money, the changes in

. the prices of materials and equipments needed for a project are -
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b» ed generally on the. current market prices. For planners,it is dxffx-
cult to predict price trends in the days to come. Also from the time
a project is conceived and. planned to the time it is approved for
implementation, the gap of time is'so much that the.cost estimates
. of the materials and equipments of the project are not the same as
they were at the time of the planning of the project. The effects in
.. the changes of the price on the implementation of a project have
: been common and had disastrous effects on the project. )

. Fluctuations in the Rates of Exchange

Since most ‘developing countries depend on foreign loans and
. for their developmental projects and for that purpose they
usuafly import goods from those countries within the limited
amounts of the sanctioned foreign loans or aid, the supplies of
such goods become a problem when the rates of exchange are affec-
“ted by national and international policies and pressures. Devalua-
" tion of Pakistani currency by more than 100 per cent in the 70s and
the continued devaluation of the Pakistani. Rupee in the interna-
tional exchange market has had its influences on all education pro-
jects which in any way required to purchase foreign materials and
equipments. The cost of such projects sometimes goes so high that-
the outcome of the project fails to Justlfy it and the prolect ends up
by becoming a white elephant prolect

Government Budget

As it is a fact that most of our education project are derived
from Five Year Plans of national development, their implementa-
tion follows the annual programmes of plan implementation. The.
project budget is accordingly allocated and released on a year-to-
year basis. The project budget is dependent entirely on the national
budget and the portion of the national budget which goes to the
education sector development projects. Since the size of national
Government Budget and its sectoral distribution is subject ta
changes as a‘result of the condition of national economy, trade

" imbalances, GDP etc., the implementation of a project is dependent
entirely on the budgetary changes. The idea and practice of the
rolling balance is the outcome of this situation.
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3.4 Physical Factors
Physical factors in the project environment comprise following:

a. - Land
b. Location
c¢. Climate

‘

a. Land

The structure and nature of the land where a project is located
constitutes immediate physical environment of a project. Projects in
hilly and mountain areas, deserts and arid zones, planes and the -
location of rivers, hills, railway. stations, road links all have their
immediate effect on the projects. For example, construction of a
school in a plan area near a town and easily accessible by road or
rajlway communication will not have the problems of a similar pro-
ject which happens to bé located in a hilly area away from a city
and not easily accessible by road transport. In some cases,it is not
only the cost of construction of transportation and supplies but the
geographical environment of the project also have their effect on
availability of personnel required for implementation and operation
of a project. In some cases,for exémple, the supply of Teaching Kits
to rural schools situated in remote desert areas of Sind and Balu-
chistan, even the cost of transporation was so high that it hampered
the supply of the material which had been produced under the pro-

* ject. It was found that the planners of the project,while preparing
the estimates of the supply of Teaching Kits to these SChools,had_
ignored the factors of land, distance and means of communication.

~ For example,the land where an education project is located is a
. Primary School located in the hills adjoining the Federal Capital
territory. A primary school located on one side of a ravine was not
accessible for long periods of rains and floods to the children living

on its other side since there was no bridge over it. The location of
education projects especially schools etc. in remote areas of hills,
deserts etc. also have implications for supervision and adminis- -
tration.

b Location

Location vo'f projects in and outside a city, in rural or urban
areas, their distance from towns have their own effects on project
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which could be in the form of interference of the community
people in the project matters, safety of the men and material of the
project. Utilisation of the project which could be on two extremes
i.e. under-utilisation or over-utilisation, availability and cost skilled
manpower required for the project and so on. A very common
example of this is the location of agro-technical schools in many
places in provinces of Baluchistan and Sind where it is difficult to
find a suitably qualified person to go and teach. Cases of Girl’s
Schools built in rural areas provide a common example of non-
availability of teachers because of the location of schools. The
colleges with 15 teachers and 10 students are not just imaginary .
institutions. They exist' and provide evidence of the effects of
environmental factors in their locations.

Climate

The chmate of the project area is an important envxronmental
factor which has its multiple effects both on the work of the pro- -
- ject Team and people working under conditions such as humidity,
- heat, rains, cold, or temperature climatic conditions. Each of these
_ climatic conditions has its effects on persons’ output. Also the
climatic conditions have their effects on the materials and equip-
ments that are used in a project. For example, installation of a
computer in a place of hard climatic condition “too hot or too
cold” would certainly affect the functions of the coumputer and
- even cause damage to it unless an efficient airconditioning is pro-
vided. This would certainly increase the cost of operatlon of the
computer.

. Examples of the projects which have been disturbed by thé
_climatic conditions of an area are many schools located in the
desert areas whose design is not appropriate for the climatic condi--
tions of the area. They usually have the following problems:

I.  in hot desert areas of Sind schools are ulually clond at
around 11 O’Clock because the school buﬂding becomes so
hot and i is not also'too convenient to students to walk to
their houses under the burning sun if it gets high. The
result is reduced time of schooling for children. :

ii, in pldc'es “where cold weather continues for a lohg time,
_ students suffer because of cold. During the construction of
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educational facilities reduced working hours can not be
avoided which certainly would upset any cost and time -
estimates if the project planner and the manager are not .
aware of the effect of such envxronmental effects on the .
output of project men..

3.5 Techmcal Factors

' The technical factors constituting the enwronment of a project
include the language and the quality of the plan to be implemented;
personnel and structural organisation of the project management Unit;
procedural matters relatmg to the allocations, approval and release of
finances; power and authority structure within the large organisation of
which the project managerient unit is a part; personnel selection place-
ment and training programme; and utllisatlon of consultancles and
expert services.

3.6 International Factors

International environment of a project refers to the events taking
place outside the boundaries of the country of the project. The inter-
.dependence of the countries of the world has grown so much today
that even the most developed countries of the world are affected by
changes and events which take. place even in the third world countries.
A recent example of this could be the war between Arab and Israel and
the resulting oil embargo which -had shaken the economies of the
countries like America and Europe. also. The involvement of America
in Victorian War in 1950s had a direct impact on the implementation of
the First Five Year Plan and its project. The opening of job market in the
. Middle East in the 19708 resulted in a rush of people to the technical
education programmes in the country and an exodus of skilled
- manpower of Pakistan to the Middle Eastern countries. If carefully
. analysed,it would be seen that many of the education projects in the -

708 and after that were gradually influenced by this situation. The educa-
tion projects are also affected by the technological advancements which
“take place outside the country. For example, a technology installed in
Pakistan sometimes becomes obsolete in three to four yeais as the new
model of that technology is introduced and the technology already ins-
talled in the country becomes obsolete and even the spares are not
- available. This situation upsets badly the project which is dependent
upon foreign technology. The wastage that is caused by the changes in
technologies is no secret to the people ulocmted with educational :
organilatiom of the country,
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The projects which are dependent for their financing on foreign
countries or international organisations are also-affected by the policy
changes outside the country. In March,1977 when the USA changed its
policy about financing new projects in Pakistan due to the political
situation in Pakistan should have affected many" projects. The student
personnel project for Pakistan which had to be implemented with the

cooperation of Mississippi State University and Ministry of Education

could never take off because of the change in the policy of the United

States’ Government about financing projects in Pakistan in 1977 and for
sometime after that period.

3.7 Incidental Fa_ctors

Incidential factors that constitute a project environment are those
unforeseen events which could happen at any time. In the context of
management of projects, they could be caused by incidents of death
among the project staff, disturbances in the work and communications
as a result of labour strikes, damages caused-to the material and equip-
ments of a pro]ect by fire, floods etc., breach of contract between the
project management and the suppliers and construction management etc.
Sometimes, these incidental events may have been in the form of delays
due to procedural steps.

346



4. CHALLENGES FOR THE PROJECT
PLANNERS AND MANAGERS

The environmental factors : and then' consequent effects on unple-

mentation of education projects,as they have been presented in the fore-

‘going pages,pose many challengs for educational pro]ect planners and
project managets Some of the factors in the project envn'onment as you
should have;read are such over which. the planners or managers of a
project has no control at all.-One has simply to learn to live with these
challenges and steer a pro;ect through these unforeseen cucumslances
It, however, helps to be ready to meet any situation and foresee the
. events and their effects. In this connection,the following points may be
of help to both project planners and managers. -

1.

the job of project planning and management shou-ld be taken as a

‘challenging responsibility and one should be ready to meet any

upsetting situation m the process of project implementation or
operatlon .

though it is not easy, yet it is always helpful to have an allowance
of flexibility in the management of a project;

in some cases alternative plannmg, steps, and ways can help mini-
mize l;he effects of environmental factors on projects;

usually the events cast their shadows before they take place. This

_should alert the project manager to meet them;

the job of the education'preject, planner and manager in today’s

world demands that besides being equipped with the professional
and technical skills,one should also keep himself informed with
what is happemng in the world around him

many effects’ of environmental factors can be avoided at the stage
of planning a project if the conditions of the environment,where a
project has been located, are taken into consideration; .

“discussions with relevant'persons before planning or at the time of

the implementation of a project could help a prolect manager over-
come many envn'onmental problems
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8. factors which in some cases might create hindrances to the imple-
mentation of a project may be used to support the project only it
" would require a personal initiative of the project manager;

9. many environmental problems both internal and external become
threatening to the unplementatlon of a project because of the
alienation of the project manager to the situation. An orientation
with the environing conditions, procedures, systems and mecha-
nisms of management matrix could help eliminate many problems.

Brain storming sessions, discussions, surveys, analysis of situations .

could help the project planner and project manager foresee the
events which could interfere with the implementation and opera-
tion of .an educational project. The project manager should have
hours of making appropriate decision for adapting to the changmg
environmental conditions. : .

. The above points are just a few of the suggestions to overcome the
effects of environmental factors in project implementation. Sltuatlon or .
situations relating to each project may be different and it is only the
: prolect manager who would be facing it. The only thmg that.can help

. is his own alertness to meet. the sltuatlon

348



5. SELF ASSESSMENT QUESTIONS

Before you go over to the next Unit,see if you know the answers to

the following questions (in case you have any dlfflculty read the relevant
portion agam)

1.
2.

What is project environment?
What are various approaches to. defining project environment?

In what do various concepts of prO)ect envn'onment differ from. one
another"

What are the factors which constltute the multl-t'actor approach to

- describing a project envnronment" ‘

Each of the factors hsted under the multi-factor approach com-
prises a number of events and situations. Which of them

a. are controllable?

b. can be exploited to improve implein'entability_of education
projects? -

.What measures do you suggest to check the nnpedlng effects of -

project envxronments" :
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INTRODUCTION

The Gantt Charts, the CPM and the PERT discussed: in the units 7
and 8 are most commonly known and used network techniques of pro-
ject management. They are simple and-flexible and can. be adapted for
multiple uses in project management. In this course these techniques
have been presented in greater simplicity and with references to educa-
tion projects in Pakistan. These techniques have evolved out of the pro-
ject managers’ experiences and their need for efficient project manage-
ment. They are-known to have the following advantages over the tradi-

tional methods of project monitoring and control (Goodman and Love,
1980, pp. 179—81)

1.

~ The network concept brings a logical and scientific dlsclplme .
to the plannmg, scheduhng, and control of prolects ‘

It separates planmng from scheduhng and control leading to

“more effectweness and flexlblhty

It presents the mterdependencles among various actmtles and
the effects of their changes on one, another.

It presents the project plan and schedule, 'gi"aphicelly. Plans

. are no longer hidden in the thoughts of the project manager;

networks allow other people whose activities are interlocking,
to review the network and express thexr views.

It usually reduces the total duratlon of the project.

It estlmates prolect duratlon more accurately

In 'the process of preparing the nétwork diagram for a project, R
the attention of the project manager is focused on one activity -
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" or a related group of activities at a time. Therefore, th‘e mana-

ger has to think about the project from the start to comple-
tion. The manager cannot draw the network unless he or she
makes decisions about the sequence of various project activi-
ties one at a time. Thus, preparing the network diagram faci-

o litates project declsmn makmg

10.
11.

12,

18

14,

15.

16.

A netWork simply represents the logical sequence of the exe-
cution of activities. If activities take a longer or shorter time
than estimated, the network dlagram does not generally

_change.

- It considers the constraints on project time or resources.

it 'can be used as a simulation model-to examine alternative

-methdos for carrying out one or a number of actmtles W1th

different time and resource reqmrements

Chauge in plans and modlflcatlon of policy can be easily in-
corporated into the network, The impact of these changes on
the project as a whole can be assessed easily and quickly.

It 1dent1f1es the critical sequence of activities or events from
-project beginning to completion.

Network analysis identifies the most critical activities in the
plan and focuses the attention of project management on these
critical activities, thus leading to management by excéption.

Promptness and delay in the performance of all groups in-
volved in carrymg out. various actmtles are easxly discovered.

: Devmtlon and shppage from the network schedule.is easily ‘
-and quickly discovered, thereby allowmg better momtonng ‘

and control of the pro;ect

Costs can be .incorporated into the scheduling of activities.
The whole project can be finished on schedule at minimum
cost. The extra cost of expediting a project can be estimated
by time and cost trade off curves. Networks can be-used for
cost control and forecastmg

N
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17.

18.

19.

._Networks encourage a more detalled and longterm plannmg

of projects. ' : -

The resources needed for the project can be scheduled by
shifting noncrmcal activities or the peak demand for use of
scarce resources can be reduced to available limits by extend-
ing the project completion date. :

Networks provide a standard method for communicating and

documenting project plans, schedules, -and time and ‘cost in-
formation.
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OBJECTIVES

On éompletion of this unit you will be expécted t"o.,

1.

differentiate between concept of a work plan as opposed to .
"a projeot plan

explain the bas1c concepts used in a work plan;
elaborai;e teclihiques used in iniblementi_hg projects,

select and use various techmques of project 1mplementa- :
tion;

change PC—I of educatlon projects into. work plans for imple-
mentation. :
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1. PROJEC’I‘ PLAN

In the precedmg umts we have dlscussed the preparation of a
project plan and major considerations in this regard. As it has been poin-
" ted out elsewhere a project plan (PC—I) is a document which outlines
the objectives of the p?bject, presents justification of the project, iden-.
tifies the resources or inputs of a project and figures out a scheme for
implementing the project. The PC—I form is the standard form used for
preparing a work-plan. Ideally a project plan should provide the project
manager complete guidelines for implementing .it: the project plan
should on the one hand tell the project manager what the project is
about and what the strategies should be followed to implement it. How-
ever, the present PC—I form has a very limited use. Its basic purpose '

" -appears to be that of castmg a project, and one is not very wrong in

interpreting PC—1 form as “project casting’ proforma (though a PC—1 is
an abbreviation of Planning Commission Proforma). A PC—I form is not
prepared keeping in view the needs of a project manager, but the major
purpose of .it seems to be obtaining appropriate authority’s approval
for financing of the project and using it as a tool for decision making
about the choiee of projects or utilization of funds available for the edu-
cation sector. . :

It is a matter of common experience that once a project has been
approved in the form of a PC—I, it becomes the responsibility of the pro-
ject manager to reinterpret it and sometimes even restructure it for the
purpose of implementation. Since the person who prepares initial plan of
the project is not the person concerned with its implementation and his
ma)or interest in preparing a project appears to be in geﬁmg it approved,
he is liable to. completely ignore the implementability of the project.
This fact has already been recognized by the. PIanmng and Development
Division and it was once suggested to develop “a more scientific and
modern methods of monitoring progress of ‘projects and control their
costs through network analysis which would be prepared by the execu-
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“ting agencies and atrached with the PC—I form at the' time of its submis--
" sion for approval”. This implies working together of planning and exe-
cuting ‘agencies or persons at the initial stage of project formulation.
This working together of the planning and executing agencies or per-
sons should aim at reviewing on every step of project planning, its imple-
mentability and also preparing “work-plan” for implementing the pro-
ject. As opposed with the PC—I form a work-plan should outline the
steps for implementation of the project and its momtormg A good pro-
: Ject work-plan includes the following —

- — . Project scheduling
—  Budgeting the project
—  Management responsibilities, and
— - Project management information system, .

Following are the detailed description and illustrations of various
parts of the work-plan. '

2. THE WORK PLAN

- It represents a breakdown of a project into manageable tasks each
of which can be scheduled and allocated to an individual or an organi-
sation who will be responsible for its execution. In addition the project
scheduling also makes impossible to monitor the accomplishment and
progress of the project. The project breakdown also provides basis for
the network planning which ensures that all tasks are done: in the most
appropriate sequence. It also helps to ascertain what resources are re-
quired and when they are required and gives the project manager control
over the implementation of the project.

In order to guide the students and readers of this .course we are
presenting, in a logical order, various steps involved in the scheduling of a
project. The techhiques involved in the sclfeduling of a project. The tech-
niques used for this purpose are also illustrated with examples.' ; '

(For the purpose of ﬂlustratlon we are going to use an actual edu-'
cation project — T K. PrOJect See Annex. ‘A ).

The project which we are going to illustrate in the use and prepara-
tion of a workplan for implementing projects is known as “the Scheme

of the Provision of Teaching Kits to Primary Schools of Pakistan”. The
prOJect was m1t1ated by the Curriculum Wing of the Ministry of Educa-
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“tion in December, 1975. The Teaching Kit Project is not typical of the
education projects in Pakistan nor does it represent the types of projects
of education in this country. The project document will be used more to
illustrate and provide students guidance in preparing a workplan for im-
plementation‘ of a project. The basic steps in preparing.the workplan will
be the same for all kinds of education projects except where the specific
needs and ingenuity of a project manager lead. him to 'make certain
devnatlons or changes

Following stepsand techniques for preparing a workplan for imple-
menting an education project are suggested and discussed:

Preparation of a Project Break-down Structure (PBS);
Project Break-down in the Manageable Tasks/ Activities;
' Preparatlon of a Gantt Chart or a Bar Dlagram
Preparation of Milestone Charts;
Critical Path-Scheduling (CPS) or Critical Path Analysis (CPA),
Programme Evaluation and Review Technique (PERT).

PO AN

. The each of the steps listed here represent certain methods or techniques
of ‘project implementation. The steps are intended to guide a project
manager to proceed logically in developing a workplan for implementing

.a project. The project manager may not always feel need to follow all the
steps but he may skip some of them if he so decides. Following are 1llus-
trated descriptions ot‘ each of the steps listed above:

2.1 Step 1: The Project Break-down Structure

. The PrOJect Break-down Structure (PBS) is the first step in prepar-

_ing a workplan for implementing a project. According to Goodman and
Love (1980) the Project Break-down Structure is “a systematic-and dis-
ciplined approach for- breaking down a project into its main compo-
nents and subcomponents”’. PBS lists all the activities that must be
carried out to complete the project in a systematic-and structured way
(p. 136). The project break-down presents the activities which are to be
carried out at various levels. The Fig. 1 illustrates the break-down of the
Teaching Kit Project. There are three levels of activities for the Teaching
Kit Project. For other projects depending upon their specnflc nature the
levels  may be more or less

In Fig. .1, the first level of activity presents the identification of the
project. The second level of PBS identifies major elements of the project
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or sub-proiects within the larger project. The second level activities of
the Teaching Kit Project includes: . :

- i) des1gmngs and developments of Teachmg Kit;
ii) kit distribution; »
iii) = teaching training; _ S w.
iv) project operation; '
v) _ project evaluation.

These sub-projects or activities highlight the preparatioinof Teaching Kit
which could be considered as the major product of the project; delivery
-and distribution of a product (Teaching Kit) to its users (Primary Sehool
Teachers); training of teachers which represents a sub-project essential
-for implementation of the project; operation of the project which means

use of the Teaching Kits by the teachers in the Primary Schools for

. achieving the objectives for which the Teaching Kits have been developed
and supplied to the schools; and finally the evaluation of the project to -
assess its practibility and relevance with the objectives of the Kit. The
third level of the project break-down presents a further sub-division of
the sub-projects identified at the second level. The third level of the
breakdown structure of the Teaching Kit project presents the major
components of each of the second level activities. This break-down,
depending upon the needs of a project manager or any other } project
depending upon the nature of the activities may continue even beyond
the third level of a point where all the items or _operatlons which can be
allo¢ated to the charge of one individual or organisations are identified.

* a) . Benefits and Uses of Project Breax-down Structure

Goodman and Love (1980), (P. 137) 1dentlt‘y beneflts and uses of
the Pro;ect Break down Structure They are:

1. It forces the project manager, the suppbrting staff, and person-
“nel incharge of various related organisations to study entire
project and to think through all its details.
2. It is a systematic way to look at the project.
3. It can be used as framework for the project information sys-

tem as far as planning, budgetmg, accountmg and control are
concerned
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4. The PBS Diagram is a first step in “the preparatlon of Gantt
and Milestone Charts and network for projects. : -

In additiun to the above benefits the project Break-down Structure
can also provide a short-cut to understanding the project by the person .
who, under certain emergent conditions may have to take-over as the ma-
nager of the project during its implementation. The PBS also explains
the logic behind the workplan of the project and simplifies the prepara-

- tion of network planning. The process of project break-down ensures

that all necessary operations are carried out and that no resources are
devoted to unnecessary work.

2.2 Step 2: Project Breiik-down into Manageable Tasks

In the process of development of the workplan for implementation -
of a project the Project Break-down Structure is followed by the identi- -
fication of the project’s manageable tasks and activities for network
.analysis. The Fig. 2 presents a project break-down into manageable tasks
and activities for network planning. This step also helps identifying the
parallel activities within the project. The parallel activities are those tasks
which can be and should be organized or undertaken sirhultaneously In
sequencing prolect activities they constitute group activities as compared
with smgle activities.
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‘Teaching Kit Project

» . Activity
PBS, . ) - Number Manageable tasks/activities
Project Management Organization 1. — Project Manager and Staff
’ (appointment)
2. — orientation and training
Designing teaching kit 3  — initial design
: 4 — Review i
. _ b — approval for Design
Experimental teaching kit 6 — production of teaching kit
. items
7 — experiment in selected sch-
. . ools of Punjab, Sind, N.W.-
- F P. and Baluchistan.-
' - . 8 — review, improvement and fi-
nal selection of the teaching
kit items .
9 /— development of a prototype
" . Production of teaching kit 10 — assigning contract
item . 11. -—’production of teaching kits
. Teachers’ manual 12 — writing of teachers’ manual
—_— 13 - review and approval
14 — printing of the manual -
156 - handling over to the cont-
o o ractor for including into the
SR e - teaching kit
Teacher Training . © 16 — First level Master trainer
(to begin simultaneously i programme
in all the provinces) 17 - Second level master trainer
o - programme '
18 —Third level master trainer
programme
* . . 19 - training school teachers
Distribution of teaching kits - 20 - provinces
‘ - 21 — districts .
22 individual schools
Follow-up and evaluation ' 23 -- Prdject operation begins in
‘ - schools
24 — Evaluation
*See unit 11 also . . ~ *1) Central organization

'2) Provincial organization

. Fig: 2 _—
Project Break-down into M;nagegble Tasks
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Prolect Break-down into Manageable Tasks

As it is evident from the Fig. 2,the project break-down into manage-
able tasks is an elaboration of the prolect break-down structure. The
‘manageable tasks help project manager or project planner conceive and
list the activities which must be carried out to accomplish a project. The
manageable tasks or activities should have the following characteristics:

1. They- should ‘be clearly defined.

2. They should point to specific activities which. constltute a .

sub-project.

3. - The activities should be listed in the order in which they must
be carried out. Each sub-project identified under the second or
third level project break-down should have direct relevance -

" with the sub:project and sufficient number of activities should
be listed to cover the total range of activities in a sub-project.

2.3 Step 3: Pr.éparation of Gantt Chart or Bar Diagram

~ The Gantt Chart is also known as a Bar Chart or a Bar Diagram. The

- Gantt Chart is named after its originator Henry L. Gantt, who is consi-

dered to be the pioneer of the scientific management movement. The

- Gantt Chart is designed to graphically schedule to monitor the progress
of a project with reference to and within'the framework of schedule time '
within which tae project has to be completed.

Gantt Chart is a usual management control device which was de-
veloped during the world war one. It is a “Linear Calendar on which
future time is spread horizontally and work to be done is indicated
vertically”. Scheduling of time Chart is the basis of the Gantt Chart.
- The Time Chart can use months, weeks days or even hours. .

The followmg two forms ot‘ the Gantt Chart are in use:

1. The Planmng Chart: In preparmg the Plannmg Chart it is cus-
tomary to use symbols. The description of such symbols is
usually given somewhere in the Planning Chart. The Planning
Chart has 1ts value in momtormg and revnewmg the progress of
a project. :
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TheAPr'ogress Chart: The Progress Chart is used to show accu-
mulative work against time in relation to schedules. For the
purpose of this course we will be using the Plannmg Chart _

. (See Fig. 3 for illustration).

a) Uses of Gantt Chart

In scheduhng and momtormg ‘the progress of  a project the Gantt
Chart has the following general uses (adapted from Goodman and Love,
1980, pp. 139-143).

1.

The Gantt Chart can be used for scheduling the execution of

various project activities by taking the earliest and latest
starting and finishing dates (time) for an activity from the net-
work. The planning can choose the exact timing of the activity .
taking into account resource availability, weather, spreading
the work load manufacturing continuity etc

It can be used as a simple and easily unde.rstood model for

‘communicating information to all levels of project manage-
- ment and supervision. It is a possible plan which is easy to

observe, interpret and use.

It can be used as a tool for monitoring the progress of the
project by comparing the planned dates (time) for completing
activities within dates. (Also see Unit—12 for use of Gantt
Chart for -monitoring project implementation.

The Gantt Chart makes:it possible to graohic'ally record and

. present on'a single sheet of paper planning, scheduling and ac-

tual progress of a project.

It smgles out the actlvmes that are either behind or ahead of

schedule so that extra resources can be commltted or w1th
,drawn

It leads to management by exception i.e. level of those acti-
vities which are gong satlsfactorrly and. straightening those .
which are going badly '
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b) Limitations of the Garltt Chart

Although the Gantt Chart has its uses and advantages in pro;ect'
planning and monitoring, it has certain limitations which a project
manager should know. He has to be aware of them particularly because
the other techniques of network analysis or project monitoring are used
to overcome these limitations and each of the techniques (suggested for
use in this Unit) are, in practice, complementary to each other and guide
to progressive planning and implementation of projects. It is to be parti-
cularly noted that for monitoring the progress of a project the project -
manager should not rely solely on the use and application of any one
technique. The author has visited several Project Management
Centres in the country and he found that the most project managers tend
to prepare and use Gantt-Chart as the only project- monitoring device.
In some cases, the Gantt Chart appears to be used for decoration of
office walls rather than for the practical uses. The very apparent reason
for the situation appears to be the fact that many project managers do
not fully understamd the Gantt Chart and they don’t balance between
their advantages and limitations.

The illustrations of a Gantt Chart include:

1. A slip from schedule of project activities cannot be assessed
in the schedule of the other activities. To overcome this diffi-
culty a project manager must refer to the network analysns and
the Cntlcal Path.Chart; . :

| 2. Up datmg of the Gantt Chart is carried out annually on the
‘ basis of changes in the network. It, therefore, can be slow and
the information on the Gantt Chart may also sometime be-

come outdated. It may also need to be completely redrawn -

with each.rescheduling. Micro Computers can be used in-cer-
tain prolects to do this automatlcally,

3. Gantt Charts showing many activities cannot include suffi- _
cient planning and scheduling the detalls and become unneces-
_ sarily complex

. 4. The Gantt Charts are efficient tools for the small projects with
-a limited amount of activity. They are not suited for use in the
large and complex projects. : '

-
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e) »Structurlng of a Gantt Chart
The £ollow1ng steps are suggested to be followed in structurmg a
Gantt Chart: »

1. 'I‘he project has to be broken down mto discrete compo-
' nent actmtles (See Flg 2),

2. The sequence (See Fig. 2) of execution of these activities
’ should be especially based on the logical order of completion
which ensures that all the prerequlsxte conditions created by
one job exist for the next;

3. The duration of these activities must be estimated. This is
done in random order. for each activity is based on experience
~or the knowledge of the time needed for each component of
the activity (See Fig. 4),

4. List the activities in sequence of time and determine
those that could be carried out simultaneously and those that
must be carried out sequencially. The list should include a

- column to show which activity must precede or follow each
activity of the project (See Fig. 2).

2.4 Step 4: Mllestone Chart

Although the Gantt Chart is cons:dered to be pnmanly a tool of
. scheduling the activities which make up a ‘project, it can with adapta-
~tion also measure the progress of a project. The concept of Milestones
has been' introduced as a modification and refinement of the Gantt
Charts. The Milestone Chart provides points on the Gantt Chart for
measuring progress. The Milestones represent significant events, or im-
portant points of time in the life of the project or each project activity.
(Goodman and Love 1980). The Fig. 4 shows the development and con-
version of a Gantt Chart 1nto a Milestone Chart. '

a) Usesof Milestone Chart.
A Milestone Chart is used to serve the following burposes:

1.- Milestones can be cllecked_ up es they are teaehed. They thus
help to monitor the schedule of a project. activity and record
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any slip in the schedule of a project activity;

The Milestones transform tasks into related events and acti- ‘

vities and so a relationship between the startmg and flmshmg
time of various actmtles,

" Besides provxdmg an extension in the use of Gantt Charts, -
. Milestones have also led to the development of the system of
network analysis and planning for project implementation.
" The use of dependency arrows in Milestone Charts as shown in
-the Fig. 5 determine the time and place of each important .
event in the project and thus set out a logical precedence of
the project activity. This, in turn, provides a basis for project
evaluation and review techmque (PERT) approach to project
implementation planning.

P )

e
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b)

_ Determining Milestones from the Géﬁtt Chart

| ment organization:

Teaching Kit design and
development of expenmen-

tal Kit

Development and produc-

/| tion of Teaching Kit

Teachers to be trained in -
the use of Teaching Kit

Delivery of Kits'

Use of Teaching Kits |

_begins in schools

Education

* Milestones -
- . Activities:
No. - Description :
1 Setfing up project manage-

1- ProjectvManagemeht Organiza-

tion
2 - Orlentatlon and Trammg

3 — Imtxal Desxgn of TK
4 — Reveiw and Finalisation

5 — TK Design approval

6 — Production of experimental Klt
7 — Experiments on TK items

- 8 — Finalisation of TK items

9 — Dev. of prototype of TK

10 — Assigning contract TK

11 — Production of TK items

12 — Writing Teacher’s Manual

13 — Approval of Teacher’s Manual

| 14 — Printing Teacher’s Manual -
15 — Compilation of Kit items

16 — Trng. Master Trainers’ Lével I

17 — Trng Master Trainers’ Level II
18 — Training of Teachers

'19 - Klt;_s dellvery_ to provinces

20 — Kits delivery to Districts

21 — Kits reach schools

22 —Use of TK begins

1 23 -'Evaluation‘

Figufe 4—a
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Ab_)

Pro;ect Breakdown into Manageable Tasks/Actmtles (for network

analysis)

i)  Project Activities

~ Set-up project management organization
Design the teaching kit
Prepare teaching kit for experimentation
Prepare the prototype of teaching kit "
Manufacture teaching kit item

~ Prepare and print teacher’s manual
Train teachers for use of teaching kit
Train teachers for use of teachin gkit
Dlstrlbute teaching kits to schools

Use of Teaching Kits Begins 'iq Schools

Secquence Pro;ect activities for basic network Activity

Number Planning : t . time in
months
0 Project implementation activity begins : -

T 0-1 Sét-up_ project management organization © -

1—2  Design the teaching kit -

'2—3 - Prepare teaching kit for experimentation -

3—4 Prepare the prototype of teaching kit -
4—5  Manufacture teaching items B -

4—6 . Prepare and print-teacher’s manual -

~4—7  Production of teaching kits for distribu- -

. tion and use

7—8  Train teachers for use of teaching kits -

. 7—9  Distribute teaching kits to schools L=

9—10 Use of kits begins in schools -

» Flg 5
Pro,|ect activities and estimated tlme for
drawing a critical path
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2.5 Step 5 Critical Path Method (CPM)

. The Crmcal Path Method is also known as Critical Path Schedulmg _
(CPS) or Critical Path Analysis (CPA). Therefore, the terms and their
appreviations are usually used interchangeably to denote the same thing.
The CPM evolved out of the scheduling network. The CPM was first
used in 1957 as a device to improve the planning, scheduling and coordi-
nation of a plan construction (Heyel 1963 p. 142). As described in the
Encylopaedia of Management (1963) “the CPM is a mathematxcally
ordered system of planning and scheduling for programme management,
assisted by electronic data processing which makes possible a balanced,
optimum,. time-cost schedule to assure timeliness and minimum use of
resources. One of the new families of planning and control techniques
developed in the recent years, it is in many respects very similar to - -
Programme Evaluation and Review Technique (PERT).” For some time
the CPM was not made public by its inventors and first users. However, it
soon became public and with this the CPM based routine project manage-
ment became very popular. Within a couple of decades many new ela-
borate and sophlstlcated editions were developed and added to the basnc
techmques of CPM.

_a)- Preparation of a CPM ,

» The CPM is based on the principles of network analysis and ln the -
development of a workplan for implementing a project. The following
steps are to be followed (Goodman and Love, 1980, p. 150): '

1. ' Identification and listing of project activities. These project
activities are-already identified and listed at- Step 2 (Fig. 2).
However, as a project planner or a project manager proceeds
‘with his work he may conceive more or few activities or sub
activities. But, it is always feasible to include many activities .
.in_the CPM network because, more elaborately a CPM network .
lists the activities more control it prov1des over the pro;ect
1mplementatlon

-2, Preparation of the Project Graphzc Model or Arrow Dtagram :
In this Unit, for the purpose of this course, in general, we will .
be using the Arrows Diagram of a CPM because it is compara-
tively easier to draw and follow. (See Fig. 6). ’
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_Estlmatmg activities’ duratlon and introduction of time in the
network (See explanations of the concepts used in CPM -
network in the followmg pages)

_ Calculating .the scheduling time of the activities and events

and determmmg floats and crxtlcal paths.

The Fig 6 represents a typical CPM network plan. The following
concepts are used in relation to a CPM network plan and the reader is
advised to study and follow them (see figure 7);

.1.

~:Activity. An activity in a CPM Diagram represents a work
"item, a job, or a task necessary for completion of a project
. that uses time and other resources and has a.definable begin-

ning and an end.

Arrow Diagram. An Arrow Diagram shows tie plan nd the
logical interrelationship among the opening activities of the
project. Each arrow refers to a separate activity (representing
one activity only). An arrow, therefore, has one tale and one
head and cannot be interrupted. The tale of an arrow marks

~ the starting point of a project activity and the head represents
- the completion of that actmty

Nodes or Events. The starting and ending points of activities
are the intersection of two or more actiyity arrows are called
Nodes or Events which represent. a point in time. All activi-
ties ending into an event must be completed before’ any acti-

- vity startmg from that event can begin.

Milestones. The events represent accomplxshment of impor-

- ‘tant intermediate project objectives within the network are

called Milestones. The Mllestones are used m momtormg the

progress of the project.

In the Fig. 6 the readiness of the Teachmg Klt for dlstrlbutxon isan

example of a Milestone.

Precedents. Each arrow 'wi_thin' the'network implies the logical

precedents of the activity represented by that arrow.

Dependency or Dummy Arrouws. In the CPM network a
Dependency or. Dumniy Arrow is. represented by a broken
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Starting event for activity A

Activity L~

Ending event for activify A

.

warm»ouh loop
2-4-5-6-2

through Events

- _Activity F

Dummy activity

e = - m.——

Act'y G °>o«

.%.’

Milestone on Major'Event

-

Fig:

-

7

Illustrations used in CPM Network

» A e
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arrow (— ———). It represents a dummy activity that uses ze-
ro resources or time. (For exampe the arrow linking the acti-
vities of distribution of Teaching Kit and use of Teaching Kit
in schools). The purpose of a Dummy Arrow is to show that
activities earlier in the network must be completed before the
activity at the end of the Dummy arrow is completed.

7. Illogical Loop. Formation of illogical and absurd loop in the
CPM network plan shows that the planning is illogical. It has,
therefore, been avoided in the CPM network plan. However,
it should be remembered that arrows cannot go backwards in’
a CPM network plan. An arrow going backwards is tantamount
to showing that before -this activity begins it must end. This
precisely explains what an illogical loop is.

8. Time Estimation in Network. The time estimates in network
- planning, denotes duration of each project activity within the
network and determines the time cost likely needed for com-
pletion of an activity assuming that it is carried out in a nor-
mal way by a normal work, and under normal condmons using

. anormal level of resources.

'9.  Time Estimation. The estimation in preparing a CPM network
plan is not an easy job nor can it be done by simple guess
work. As Grey (1981, p. 35) says “the intuitive methods for

. . don’t do the job in complex network”: In fact intuitive.
methods may even give mis-direction. For project managers it
is essential that they have a basic understanding of what the
time means and how it is estimated. The project managers
should be able to interpret the results of the manual or com-
puter generated events and activities and slack time.

Estlmatmg time for each actlv1ty is, perhaps the most successful
and demanding part of the exercise. It requlres knowledge and expe-
rience of each constituent of an activity and is best undertaken by a
specialist in the field covered by the activity. For example, estimates
_ of time to construct a building should be done by an architect or surve-
yor. estimates of time to produce a text book should be made by apub- -
lisher or a printer. The procedure is to select activities at random, calcu-
late the time they will take and repeat the process until all aétivities have
been covered. Only then should the times be added up and the total time
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estimated. This approach will give a more realistic estimate of the time
.or resources that the project will require for completion.

" If the total and dissipated time for the project is used as the start-
ing point there exists the temptation to estimate each activity to fit to
the total time. The result will be that each activity will overrun and the
whole project will fall behind schedule. The randon order, selectxon of

_activities will avoid thxs problem.

¢. Event Time

An Event Time in CPM refefs-to the time from which a project
activity is planned to begin and end. There are three types of Event
Time that need to be completed for CPM network plan (Grey 1981):

- a) * Early Event Time (Te). The Early Event Time for a project
activity is the longest path from the initial project started
event to the selected event in the network — the initial project
point always starts at Zero. This. assumes that the activity
starts at the earliest time after long for the computatlon of all
precedmg activities.

b) Late Event Time ( Tl). The Late Event Time is reverse of com-"
puting eagly event time. It is the latest allowable time for an
event to occur. But it doesn’t change the occurrence of the
project ending event. The TI. is set on the basis of working
days. It means that the commencement of the activity is
left to the last possible date to allow all the following activi-

~ ties to be completed within the total time estimated for the
- project.’ :

- ¢) The event slack refers to the amount of time for which an

; event can be delayed without disturbing the completion time

of ‘the final event in the network. A number of events cannot

be delayed without extending the duration of the project.

_These activities ‘are said to lie on the critical path and must

be started as soon as the precedmg necessary actlvmes are
completed. : »

d) Other Implications of Time Estighation

N ’ . N
The time estimation in CPM also has its implications for cost and
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Project: TEACHING KIT PROJECT

Activity* Normal ’ . Crash
Numbers - -

Duration . Cost .~ Duration Cost

0—1 L — R— — —

9—10 ‘ - — _ —_

*See Fig: 5 for Project Activities
Fig: 8 (a)

Estimates of normal crash cost and duration
of project activities :
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“scheduling of a project. Since there is always a possibility of an activity
being delayed in itsstart and, therefore, needing to be finished earlier than
the normal schedule. so that the objectives of the project can be accom-
plished without disturbing the date of the completion of the project, the
concept of normal and crash time has also been introduced m the
network plan to overcome such situations.

.a) The Normal sze The Normal Time: denotes the time most
likely needed for completion of an activity under the assump-.
tions that it is carried out under the conditions anticipated.

b) The Crash Time. The concept of Crash Time is based on the
assumption that an activity has to be completed in less time .
than estimated whether because a project starts late or the
accomplishment of a project has to be accelerated. In either
case this rieed for acceleration of a project activity can be’
achieved by a crash time programme which implies that the
work has to be carried out more quickly usually by the utili-
sation 'of more resources under the changed conditions. The
normal and crash time are related directly with the cast of the
pro;ect or an act1v1ty of the project (See Fig. 8).

2.6 - Step 6: Programme Evaluation and Review Techmque‘

The Development of Programme. Evaluation and Review Technique -
(PERT) followed immediately the introduction of the CPM..In a way it
can be called an improvement of the CPM. The two techniques are so
similar that sometimes they are confused with each other. The two tech-
niques have a close resemblance as they both use arrow diagrams in iden-
tical manner. However, there’ are the followmg dlfferences between the,
two techniques. . :

“PERT was lmtlally des1gned to handle: research and development '

proyects using a computer. The first important step ‘in this tech-

nique is the identification and.scheduling of key events or Mile-

stones which, if they are not met on schedule, will cause the pro;ect

to ‘fall behind schedule. Minor Milestones within ‘the major ones
“also are 1dent1f1ed schedules and their occurrences monitored
 regularly. :

Because the PERT system was. orlgmally developed for momtormg
and controllmg the progress of projects,.the major emphas:s in the
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B PERT network is on accompllshment of events or Milestones in

contrast to the CPM network in which the major emphasis is on the
status of activities. Consequently, in the past decade there has been

a trend in the PERT network towards recognition of the impor-

tance of the actwmes

[

Another important dlfference between CPM and PERT is in the
way each considers uncertainty in estimating the activity duration

and the project completion date. CPM assumes only one time and
“one time estimates for each activity during, in PERT in addition,

by using statistical calculations, the probability of the earliest and
latest occurrence of important project Milestones is obtained
(Goodman and Love 1980 p. 162),

a) Steps in Preparing a PERT NetWork* i
The following steps are suggested to ‘be followed in preparing a
PERT NETWORK: :

a.' Identification of activities and Milestones. Identification of
activities and Milestones is the first step in the preparation of a
PERT network. The techniques used in this connection have
been presented in detail under the project break-down struc-
ture and under CPM network productxon '

‘ b 'Preparatlon of the project graphlcal model As in CPM, the pro-

ject graphical model in PERT is constructed by linking toge-
ther in logical order the various project events as shown in
Fig. 8. This is usually done in a table using all the activities
and then adding the immediately preceding-activities on the
left and immediately following activities on the right.

c.- Introduction of time element. In PERT Diagram, the _rough
' time estimates are given for each activity. These time esti-
‘mates are represented by:

i) to = the most optimistic duration
ii)  tm = the mostlikély duration -
iii) tp = the most pess:mtstzc duratxon

* Adopted from Goodman and Lo\e
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- Numbers above circles represent

event Numbers

= Numbers arrows represent time

‘estimates for each activity.

Ev e

viat

Project Management Orgn. un»:ﬁ
Design Teaching kit .

Prepare Teaching kit for Expt.
Prepare Prototype of T.K.
Manufacture T.K., items

Prepare and Print Tr. Manual
Critical Path Eventsd Teaching Kit ready for Distribution
Event Hxvooemn Time Master 6%ww=aﬂm Trng.for Level-1

L Number{ (in months) | (Centre)

Master Trns.Trng.for Level-2

1 (Provinces) -
2 Master Trns.Trng.for Level-2(Distis.)
: Master Trnrs.Trng.for Level-4

b PR : (Teachers)
) - Distribution of T.K. Completes
Use of T.K. in schools begins

' Fig: 9 -
(Programme Evaluation and Review Technique)

2o R H ZoOTBOOWE
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iv) te = the estimated time or expected time

o to+tm+tp : ’
6 o : ~ (Lock 1969, pp. 62-63)

In this connection it is important to note that whichever -

statistical basis is chosen the PERT will produce a critical path

in just the same way as the critical path method. The empha-

sis in PERT, however, changes for cost-time analysis to a sta-
tistical prediction on completion probability against time.

b) . Advantages of PERT over CPM B -

The PERT Dlagram is known to have the f ollowmg advantages over .

the CPM

a)

b)

c)

The PERT gives the project management or the project mana-

ger the ability to plan the best possible use of resources to

achieve the even goals within the overall time and cost limits;

it enablés ‘the executives to manage “one-of-akind” pro-
grammes, as opposed to repititive production situations. It
means that each project is taken as a project of its own kind.

‘It helps avoid repitition of experiences and’ sxtuatlons in the

similar project;

it helps the project manager handle the uncertainties involved
in programmes where no standard time data of the Taylor-
Gantt variety is available because the PERT Diagram presents

~ activities in the sequence in which they should take place

d)

. determines the approximate time which each actlvxty requires

to complete a sub-project or the project;

the PERT Diagrams utilize a so called “time network analysis”
as a basic method of approach to determine manpower, ma-
tenal ‘and capital requirements. A time network analysis

for completlon (Hevl—1963 p. 685).
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3. 'SELF'ASSESSMENT QUESTiONS '
L ]

‘What are the elements of a good project work-plan" -

What are the steps which a project manager should follow to pre-
pare a work plan for nnplementatxon of a project?

What is meant by project break-down structure and what is its
use in a pro;ect work-plan"

What are the uses and limitations of a Gantt Chart?

What are mile-stones? And how do they complement a Gantt
Chart? .

.. What is CPM and what adyantag_es does it have over Gantt»Chart? :
What are thevvvarious concept used in a CPM?

. - What are the compllcatxons of time estunatlon ‘in project. lmple-
mentation? :

'Describe a PERT diagram and compare it with CPM as a tool of
planning and monitoring project implementation?
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SCHEME FOR THE PROVISION OF
TEACHING KITS TO PRIMARY SCHOOLS OF PAKISTAN

Audio Visual Teacher Edueation Unit,
Ministry of Education
(Curriculum Wing)

Sector H-9

- Islamabad
December, 1975
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PART—A
PROJECT DIGEST

Name of the Project.
.." Authorities responsible for:
. i)  Sponsoring

iil) Execution

iii) -Operation and maintenance:

Time required for completion
of project.

(a)‘ Plan provision
(b) If project is not in the plan

what warrants of its inclu-
sion in the Plan.

Relationship of the project
with the objectives of the
Sector.

104
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Pfovisionl of Teaching Kits to
Primary Schools of Pakistan.

Curriculum Wing,

‘Ministry of Education, Govt.

of Pakistan.

‘Provincial Departments of Edu
- cation.

Provincial Departments of Edu-
cation in collaboration with the

Bureaus of Curriculum, Educa- .

tion Centres and the Bureaus
of Audio Visual Aids.

197681 .

NIL

The Education Policy (1972-

80) has stressed a great deal

on the provision of Teaching

Kits and instructuional mate-
rials to the educational institu-

~ tions throughout the country.
" This decision of the Education
- Policy has not .yet been fully

implemented. In order to effec-
tively implement the new curri-
culum, it is highly essential to
provide these basic facilities to

“the teachers.

The project has been designed

to implement the following de-

cisions of the Education Policy. -

A large-scale in-service teacher.

assistance - programme will be
undertaken to-enable practising

H B
H
L-_..-._).



2.13

Capital cost of project

Annual recurring expenditure
after completion

Objectives of the project
preferably in quantitative terms

Prepared by:

Checked by:

Approved by:

Date:

teachers correctly and effective-

. ly to teach the new curricula.

Adequate library books, educa-
tional toys and other audio
vido visual aids will be provided
to all schools. . '

In lakh Rupees : :
400.00

~ Local Cost
Foreign Exchange Com- -
ponent: . :
~ Total: 400.00

Nil

. To provide teaching kits to all

the primary schools (numbering
about 80,000) in the following
subjects — ’

‘1. Urdu, 2. Maths, 3. Social Stu-
dies, 4. Science, 5. Islamiyat,
Mohammad Ilyas, |

Assistant Educational Adv1ser,

Ministry.of Education
(Curriculum Wing)

Dr. Shaukat Ali Siddiqi,
Deputy -Edueational Adviser,
Audio Visual Teacher Educa-
tion Sector,

Ministry of Education.

Dr. R.A. Shah,
Joint Educational Adviser,
Curriculum Wing,

- Ministry of Education.

1.12.1975.
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N PART—B
PROJECT DESCRIPTION AND FINANCING

- 9. Location of the Project:

(a) Name of the place and
administrative district

- 1. Curriculum Wing,

in which the service cen-

tre will be located

(b) 'Total area which will be

served

10. Existing facilities

. Departmer:

Ministry of Education.

of Education in all
the provinces and Azad Kashmir

. Directorate of Centrai Govern-

men . ticational Institutions,
Islamaoad.

Primary Schools of the entire
country (1976-1981)

Very little exploratory work
has been done in the provinces
to provide any equipment/aids/
teaching kits to the primary
schools of their respective re-
gions.

'DESCRIPTION OF THE PROJECT

Pakistan Government has firm commitment for universalization of

elementary education for boys by 1985 and for girls by 1990 along with

- . the desire to design the system of elementary education in such a way

that those who drop out after 8th class must carry with them, basic
knowledge, skills and attitudes which they can use in their future voca-
tions and thus contribute positively to the economy of his local commu-
nity. The new system, therefore, needs to be designed to produce an
open minded citizen with a dynamic, creative and objective out look of
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life and » deep concern for the improvement of the society in general
and his community in particular.

The Education Policy, inter-alia, envisages that.—

“The system of elementary education will be so designed that the
knowledge and skills imparted, attitudes implanted and the learn-
ing methods employed will ensure that those not proceeding to
- secondary education can be usefully absorbed into the.economy of
the local community . : '

This is a commitment both ‘in quantlty and the unprovement of
quahty of instruction. If we continue increasing the number of schools
without taking into consideration the quality factors under the given
financial and human constraints, the real purpose of universalisation of

" education may not be achieved. By using .putdated approaches to teach-

ing, doing cook-book type experiment/activities in the class room, it is
just ‘impossible to improve the quality of education. It is only through
new innovative techniques and effective use of instructional technology
that we can achieve the desired long range goal of producing citizens who
could positively contribute in the economic growth of the country effec-
tively in whatever jobs they may be assigned in future. In order to
implement this aspect of the Education Policy, it was deemed necessary
that some concerete steps must be taken to lmprove the quality of

education at the elementary stage. ‘

The most strategic entry point in bringing a forward looking change

" is to reorganise and reorientate our outdated and outmoded Teacher

Education Programme in line with the emerging socio-economic changes
in the country. The new curricula can not be implemented unless the

‘entire school system has facilities in terms of equipment and trained

manpower of qualified teachers to incorporate the new spirit and philo-
sophy which has msplred the entire process of curriculum reforms in the
country.

Keepmg these considerations in view, the Curriculum Wlng has
developed a comprehensive project on teaching kits to be provided to all
the primary schools of Pakistan for the improvement of primary educa-
tion. UNICEF has provided a generous grant to collaborate with -the
Ministry of Education in its efforts in the improvement of quality educa-

“tion at the primary’level. This project is to be launched in a phased

manner.
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We know that an understanding of the basic Science and Mathema--
tics is essential for our future Farmer, Teachnician, Doctor, Scientist
and Teacher. The rapid march of Science and Technology in the last two
- decades has caused. educators to realise that teaching in today’s ‘space .
era’ must differ in emphasis, purpose and kind from that of ‘pre-space’
exploration era. The emerging socio-economic changes in- Pakistan are
geared to rapid shift towards Science.and Technology and demand a pro-
gramme of education with entlrely new dimensions.

Present knowledge explosion demands that our students must learn
to identify problems, seek their solutions, interpret their conclusions
with statistical principles and laws. This means acquiring an-understand-
~ ing of basic principles and developing skills of observation, experimenta-
tion and an attitude of questioning and exploring.

Most people in real life encounter their environment as a whole.

~ They do not experience Physics/Chemistry/Maths/Social Studies as such.
Most citizens do not have to have all of contemporary knowledge at their
fingertips, nor do they need to be able to conduct sophisticated scienti-
fic- research. They do need, however, to learn how to seek information
effectively, how to make sensible judgement from in-adequate data, how
to get answers for themselves about the situations they experience.

.~ - It is on this philosophy, that teaching kits for primary level were
designed and developed. They are designed to promote understanding of
the process rather than facts. This unique innovation in experimentation

~ aims at the total development of the personality of the learner through

the effective involvement of the senses in the observation, exploration

and undexstandmg of the natural as well as man made environments
through inquiry and open-ended activities- which children can perform at
home, at school or even under a tree with the help of a self contained,

self sufficient package of essential activities without necessary parapher-
nalia of additional laboratory facilities.

This scheme is being envisaged as a comprehensive programme for
the age group of 5—10, based on Piaget’s stages of the development of
children. Instead of stressing learning of facts, development of basic
- scientific concepts and principles in the context of their natural environ-
ments and applications of process has been emphasised. In short, experi-
mentation has been based on understanding of the process. It is the
. process of observing, investigating, exploring and analysing that can bring
knowledge deemed necessary for living better in this world activated by
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science nd technology. The Education Poli(‘:y has emphasised the need
for the improvement of quality of instruction by providing teaching kits

and audio visual materials to the educational institutions at all levels in

‘the country. The Government has, theréfore, established a National

Instructional Technology Unit within the Curriculum Wing of the Minis-
try of Education to provide the necessary leadership role for the produc-
tion and supply of new teaching materials to the educational institutions.

The Instructional Technology Unit has constituted a National
Committee on the production of teaching kits. This Committee has
already prepared a list of items which are to be included in the proposed
teaching kits. The prototype of the National Teaching Kits has already
been produced at the National Educational Equipment Centre, Lahare.

I | Summary of the Steps Already Taken for the Development of the
Kit.

The following steps were taken in the process of prototype kit
development

1. Conient analyéis Content was analysed from level I—V keeping
in view the sequential aspects of concepts from simple to
complex. .

2. some major concepts were selected in view of their impor-
tance and role they play in the understanding of the funda-
mental concepts likely to trigger the curiosity of child by

~ creating interest, and motivation in learning. .

3. On the basis of these selected concepts, actlvmes were planned

and wrltten

4. Out of the numerous activities that could be performed in the
class room situation, only those activities were chosen which
in the opinion of the national committee were likely to be
interesting, exciting and motivating for chlldren of age group
5--10.

9. A comprehensive list of the equxpment/mateuals needed to
conduct these selected activities was then prepared
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Keeping in view the professional experience of the experts

“and their areas of specialization, the national committee as-
signed specific activities to. various experts to be prepared in
. their institutions for posmble use in the prototype of national

- teachmg kit.

From among the numerous activities/_models/tbys developed

by the individual experts during their last 1—2 years indepen-

dent - research, suitable activities/models/éharts/experiments
were chosen by the committee of experts for inclusion in the

. proposed National Teaching Kit.

10.

11

12.

On the recommendations of the National Committee, the

‘National Educational Equipment Centre, Lahore, was com-
‘ ‘mlssxoned to develop a prototype of the national teachmg kit.

The National Commlttee also decided that a teacher s manual
on “how to use the kit effectively’should also be prepared.

. This teacher’s manual is now in the final stages of develop-

ment and during next meeting of the National Committee the

manual will be discussed, modified and approved. Soon after - -

its approval, it will be printed for distribution alongwith the
kit to the selected primary schools for-experimental trial.

The National Educational Equipment Centre, Lahore, on the -
recommendations-of the National Committee has now finally

- preparéd a prototype of the National Teaching Kit for selec-

ted trial and after suitable modifications, it is likely to be dis-
tributed to all primary schools of Pakistan.

This multipurpose teaching kit consists of self-contained and
self-sufficient package of -open-ended activities in Science,
Maths, Social Studies and Urdu along with a teacher’s basic
tool box and teacher’s manual describing possible ways of con-
ducting the activities for slow learners, average learners, and
suggests additional activities for talented students, thus meet-
ing the individual differences of children — a very crucial
aspect of human learning.

This teaching kit will: be partially tested in the selected pri-
mary schools of Pakistan on population (rural-urban and boys-
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13.

14,

girls) basis and on the basis of the results; it will be modified
and changed. After this limited experimental try-out, the kit
will be distributed to all the primary schools of Paklstan accor-

ding to a phased programme. . ‘

Orientation workshops are now being planned by the Minis-
try of Education to train the master-teacher trainers in the
know-how of the kit so that teachers are acquainted well be-
fore they actually start teaching through kit. In this connec-
tion, a comprehensive in-service and pre-service programme for
training teachers is also under way.

The potential of this innovation in imprbving teaching — learn-
ing situation at primary level would be -further explored as
more research and experience is accumulated over a period of
years. '

II. Recommendations of the National Committee on Teaching Kit

. The National Committee on Teaching Kit consisting of scientists,
educators, curriculum experts, equipment experts and working teachers
made the following recommendations:

1.

" This Committee strongly recommends that this National

Teaching Kit may be approved by the Federal Ministry of Edu--
cation and be distributed to all the schools of Pakistan as soon
as the desired number of Teaching Kits have been manufac-
tured through a phased programme '

_The Ministry of Education should impress upon UNICEF to

get all the items manufactured from local manufacturers of
Pakistan,

The quality control should be made the responsibility of the
National Educatxonal Equlpment Centre Lahore. '

For supply and dlstnbutlon purposes the first priority should
be given to all the Teacher Training Institutions, both in-ser-
vice and pre-service, Curriculum Bureaux and the Teacher
Training Colleges. The kit should be distributed to urban and
rural institions on the basis of populatlon t‘lgures

-
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The Committee also decided to prepare a Teacher’s manual to
go along with the Teaching Kit, consisting of basic equipment
lists in simple line diagram, concepts to be developed, mate-
rials needed and procedures in line with the spirit of the new
curricular approaches. The manual will also include guidelines

" for the teachers, suggested activities for talented students with

special instructions for maintenance and procurement of ex-
pendable materials and_ evaluation’ form for feed back mfor
mation etc.

The Committee also proposed that a provision of some suita-
ble recurring expenditure for the schools which are to be sup- -

- plied with these kits be made by the provincial governments

concemed

III. Mode of Operation:

For the mass production and dlstnbutlon of the Teaching Kits, the

amount involved in this project will be issued as grants-in-aid to the
National Educational Equipment Centre, Lahore.

Details of the kits in science, mathematics, urdu and social studies
alongwith teachers tool kits are appended in’annexures ‘A’ — ‘E’.

12.

13.

14.

Date of estimation of ca- _1.12.1’975

pital expenditure
Capital cost ‘ (In Lakh Rupees)
76—77 77—178 78—79 79—80 80—81
Local. 100.00 100.00 100.00 50.00 50.00
. FE.C. - - - - -

Total:  100.00 100.00 100.00 50.00 50.00

Basis of cost estimates A National Committee on the pro-
' duction of Teaching Kits was cons-

tituted by the Federal Ministry of

Education. This Committee held its .

_first meeting at the Nationa] Educa-

tional Equipment Centre, Lahore,
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- 15.

16.

17.

18

19.

20.

Estimate of annual re-
curring expenditure after
completion.

Unit cost oﬁtput

Expected income

in the month of February, 1975.
This Committee prepared a list of
items which are to be included in
the teaching kits. The Committee
also worked out the cost of each
item, The. lists prepared by the
Committee are enclosed with this
scheme.

Nil

All the 80,000 primary schools will
be provided teaching kits.

The scheme is intended to provide
adequate facilities for the improve-
ment of instruction in the country.
Better. education will result in
better manpower training which is

- the essence of all -developmental - '
activities in the country.

Annual phasing of phy-
sical requirements

. Local
cost

Foreign Exchange
Expenditure

(a) Likely sources of
foreign exchange

(b) Present posntlon re-
garding availability,
commitment or ne-
gotiations

(In Lakh Rupées)
16—17777--78 78—7979—80 8081

100.00 100.00 100.00 50.00 50.00
(for detailed phasing of physical
equipments, please see table—1).

Nil
Nil

UNICEF has agreed to provide Rs.
25 lakhs for the production of
Teaching Kits for the primary
schools.
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21.

22.

23.

- 24,

Sources of rupees

~component

Results of the Project

i)  Direct benefits

it) | Indifect and other
: benefits

(a) Approximate num-
ber and categories
of job opportunities
likely to be created

(b) Economic life of
components of pro-
ject. o

(a) Manpower

(b) Likely shortage of
manpower

(c) Stepsto be taken
to assure availabili-
ty of manpower

(d) Approximate num-
ber of persons re-

Governmer_lt of Pakistan

‘About 80,000 primary schools will

have teaching kits to effectively
implement the new Curriculum.

The provision of teaching kits to
primary schools would provide the
teachers with the essential resour-
ces required for the improvement
of instruction. The qualitative im-

"provement of instruction would

help introduce the curricula in a
more effective manner.

¢a) the production and distribution
work of the teaching kits will
be done in the private enter-
prises throughout the country

« under the supervision of the
National Educational Equip-
ment Centre, Lahore.

~(b) About 25 years.

" Nil

Nil’

Nil .

Nil
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quired to be trained
. per year.

(e) Total capital ouflay Nil

- 25, Physical and other faci-  Nil
- lities required for the pro-

ject.

26. Materials, supplies and
equipment requirements

A-L. Total requirements The Production of 80,000 teaching
of building kits will be entrusted to the pri- -
vate enterprises "throughout the

country. The prototype of the tea-

ching kit is being produced at the

National Educational Equlpment

~ Centre, Lahore. ‘

A-I1. Materials, spares These institutions involved in the
and supplies and project already have adequate man-
equipment for ope- j)ower/equlpment facilities to pro- '
ration of project duce these materlals :

27.- Imported materials and  a) Justification for imports  Nil.
equipment for execution b) Proposed source/sources  Nil.
' of supply. '

" Table—I
PROVISION OF TEACHING KITS TO THE PRIMARY
SCHOOLS DURING 1976 81.

.

(In Lakhs)

No.

Name of item 76-17 77-718 78-79 7980 80-811 Total

Provision of Teaching
Kits to the Primary Schools
with the following break-up
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1)

- 2)

3)
4)

5)

6)

~ for different subjects: -

Science list (See Annex-A) _

Mathematics list (See -
Annex-B)

Urdu list (See Aiinex-C o

Social Studies list (See
Annex-D)

Teachers’ Tool Kit (See ‘

- Annex-E)-

Include Boxes, Packing/ |

~ transportation expenses. '

Total Rs. 500/-
Complete package of kits
for each school

Approximate number of 0.20 020 020 0.10 0.10 0.80

" schools* to be covered

each year

Estimated expenditure °100.00 100.00- 100.00. 50.00 50.00 400.00
involved Rs. 500/- per o )
teaching kit package per :
school Total. 100.00 100.00 100.00 50.00 50.00 400.00

* The present number of schools is 55,000. It is estimated that on

the existing trend of increase, the number of pnmary schools in
1980-81 will be about 80 OOO
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LIST OF EQUIPMENT AND OTHER COMPONENTS OF A
TEACHING KIT FOR PRIMARY CLASSES

 TEACH

LIST OF EQUIPMENT AND OTHER COMPONENTS OF A

TEACHING KIT FOR PRIMARY CLASSES

Anneg’ure .“A”
Annexure “B”
Annexufé “c”»
Annexure “D”

Annexure “E”

Science List
Mathematics List

Urdu List

, Social Studies

Tools/instruments e

for Teachers

Packing etc.

Miscellaneous
including trans-
portation, meet-
ings etc. ’

Total

400

Rs.200.00

Rs.100.00

Rs.
" Rs.
Rs.
Rs.

Rs.

40.00

60.00

35.00
40.00

25.00

Rs.500.00



ANNEXURE “A”.

NATIONAL TEACHING KIT

" Cover polythéne

401

FOR PRIMARY CLASSES
(I1-V) '
' SCIENCE
Sr. Item Specifications - - Qty Cost in
- No. : : Rupees
1. Bottles wide mouth. 8 OZ. capacity 2 » 3.00
Box for mounting 250 x 200 x 89mm with 1 3.00
* insects. thick polythene cover
Insect net Curtain linfng.cloth- 1 - 300
mosquito» net with rust-
proof frame
4. Killing bottle for. An 6pen mouth bottle 1 3.00
insects with a vial full of cholo-
. roform and some cotton
5f .Balloons Good quality . 10 Nos. 1.00
6. White Bamboo sheets Half sheet ivory card A 1. - 0500
7. Monocotyledon and Six kinds: wheat; caster 50 grm .1.500 ;
dicotyledon seeds beans; maize; date;gram. each
Plastic cups for seed 89mm dia. and 51mm 4 180
". germination height .
9. Cotton wool 14 pkt. 0.50
10. Plastic flower pots - 153mm. héight, 102mm 5 10.00
: ‘ dia. . ) ' :
11. Cover polythene Colourless envelope Urea 2 OZ 1.00 .
12 Colourless envelope 1 0,50




13.

14,

15.
16.
117.
18.
19.

21

22,
23.
24,
25.
- 26.

- weights

27.

Fertilizer

Magnétic needle local
made

Iron fillings
Magnifying hand lens.

Spirit lamp metallic

Thermometer Clinical

Spring balance
Charts of plants, flo-
wers,insects, animals
and birds. '
Glass marbles
Astronomical charts

Balls (rubber)

Sticking plastic tapes .

Simple hand made

. 1:10gm1:

Plasticine

Light kit with 2 mir-
ror strips

N0

Urea

. 1‘_:'76mm length) .

Foreign made T

“Toberéfired by ER 2

102mmdia 2

2 07 1.00

North pole red painted | 1 1.00

20Z 1.00

With, plastic handle 1 3.00

4.00

“3 00
Rer s

47mm dia. 54mm height 1

il

1/2 0zZ

- 0.50

f11 abiy, scv;. odd

As per specxmen 3‘7‘3 '{0.00
250mm. . . ‘ ¢

Wi tlL]' 'nﬁ
?' \«-c:t‘ H

20 , £0.50

g1 dnoanl

Welght of lgm :
1.2gm71:5gm

. [ S
SRR AT Y TR

Consisting of card |
board box 300m x
153mm x 102mm w1th
inner walls blackened., . |

The kit comprises of e &
th? fP‘“ijng items Soemaaiy o inni 46

1) Twoﬂérlnirror strips
»102mm x 25mm ;,

1 set
ving revoll LI

EEUFE
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29.

30.

31.

32.

ii) Crescent and star as

.. perkit. ,
iii) Model of cock
iv) Plain glass 2mm x
155mm x 95mm..
v)  Mirror 2mm x.75, x
100mm '

vi) 4 spring steel strips
- ..40mm x Bmm x YYmm_
' vii) One card board

. sheet 190 x 145 x
"~ 1%mm '

viii). One perspex sheet .
1%mm x 95mm x
156mm

ix) One perspex opague
sheet 155x 95 x
1%mm

X) 4 sheets of card board‘

4 x 155 x 95mm .

- xi) One plastic ball 12mm

dia
xii) One card board sheet
155 x 95 x ¥mm

~ xiii) Three rubber bands

Measuring cylinders

Sound box with
memberan’e kit

Monocord sound box

Mic.roscope kit local

xiv) Hook 18mm size
sv) Plastic prism 25mm x
25mm x 25mm x

25mm length. .
100ml. plastic 2
As per specimen . 1
As per specimen 1

The clips must be made 1
of spring steel; reflecting
mirror should be revolving
one. '
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33.

34.

35.
36.
37.
38.
39.

40.

Animal pictﬁre' cards Comparable size, éctual

7 7.00
“colour and the skin to be '
clearly shown (as per spe-
cimen).
Slotted weights with As per specimen 1 set 8.00
hanger for spring ‘
balance
Periscope . As per specimen 1 3.00-.
Comb . ‘ - Small, plastic 1 050
Electroscope, plastic  As per specimen 1 - 1.00
kit .
Common pins Y pkt 1_.00
‘Methylated spirit 40z 2.00
Cart. folding type As per specimen 1 8.00
Total. 200.00
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ANNEXURE “B”

ral; trapeziam, thom-
bus; circle.)

405

- MATHEMATICS
Sr. - Item - Specifications Qty . Cost of
No. ‘ Rupees -
1. Open abacus 140 plastic beads of 1 set 36.00
' 144mm dia in 7 diffe- D
rent colours
2. Counting tray As per speéimen 1 10.00
3. C.B. Strips ~ As per specimen 500 3.00
‘4. Number cards (place  As per specimen 46 - 3.00
"~ value and expanded
notation).
5. Number cards with.  As per specimen 18 3.00
picture cards (CB)
6. ~ Number cum picture As per specimen 45 3.00.
"~ cards (CB) :

7.  String 1 mm dia. 10 yds. 1.00
8. Signed number cards As per specimen 20 2.00
*'(CB) ' |
9. Symbol cards As per specimen ‘ 1 each 1.00
10. Models of geometri- Made of unflexible . 9 8.00

cal figures (triangle; 16swg gauge steel wire
- square; rectangle; pa-
rallelogram, quarrilate-



11.

12,

13.

14.

15.
16.
17.

18.

Shapes showing

Sand paper | 9

regions of geometrical

figures mentioned in
item

Models of bollow:
cube and cub oid
1cm square strips
Wooden models of

cylinder, sphere, he-
misphere and cones

Meter rod

Decimeter rod

"Coloured chalks .

Graph paper -

3.00

4.00

5cm x Sem cube ~leach ' -
Hard board 5x3x 2cem
cuboid -
As per specimen” * 110 - 2:00
Sphere should be-seam- 1 each 12.00 -
less; model of hemis- :
phere should: be provi-
ded separately, sphere;
300mmdia; cylinder;
50mm dia; 80mm.
- length. Cone: 47Tmm
dia; 82mm length
As per specimen - 1. 5.00
Plastic 2 TR0
As per specimen 4 -1 2,00
~ 35em x 30cm (In 1 - 1.00
centimeters) EAE
Total: ‘
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" OBJECTIVES

After havmg studied this unit you will be expected to

1.

Identlfy and workout resources requlrements of-a project
which includes:

'~ a) manpower; . ‘@ .

-b) materials and equipments;

c) finances;

schedule resource requirements of a pro;ect by using the
Gantt Chart and CPM diagram.
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INTRODUCTION

Resource scheduling has been a concern of prolect planmng orga

nizations for a long time and so much has already been written on the -

-subject. Accordingly, several models of resource scheduling are avail-
able now to the managers, Some of these models, however, are very tech.
nical because they were not desngned specifically for education projects

nor were they pamcularly designed for use in a country like Pakistan =

where- the nature of education projects, structure of project manage-
ment organisations and responsxbllxtles of project managers are diffe-
rent from other countries and have their own problems and llmltatlons

In this course, therefore, an attempt.has been made to develop a resource L

'scheduhng model which is simple and which suits to the needs of most

T

projects in the country. It is, however, posstble that in some cases these
models may have certain limitations and problems of use. But it is hoped e
that with little ingenuity the project managers and planners would over. ...

come them.

The unit on “Scheduling of Resources” is in fact an extension of
the previous unit — “Workplan for Implementing Projects”. In des-
cribing the work-plan, the focus had been on project break down struc-
ture; Gantt Chart; Mile-stone Chart; Critical Path Scheduling and Pro-
gramme Evaluation and Review Technique. These are techniques and

tools available to project planners and managers for ensuring good plann-

ing and management of projects. The emphasis was on project activities
and their time-scheduliung. In this unit some of the above tools and tech-
mques will be taken up with a view to thelr uses for schedulmg of re-
sources needed for a project.

1. »_Ide_n.tiﬁeation of Resources

A project is planned keeping in view the resources which would be
available, and which would be ensured before or during the implementa-
tion .of a project. At first place it involves identification of resources
needed for implementing the project. These resources, usually com-
prise (a) fmances, (b) manpower, (c) materlal and equnpment

~ Identification of resources needed for a project must necessarily
follow the project break-down into sub-projects or manageable tasks.

A sub-project may comprise a single activity or a set of activities and -

tasks to be completed as part of the projects; it consumes resources.
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Unless these resource -needs are known, their quantities are pre-deter-
mined, and their availability is ensured, it would be difficult to manage
a project without causing upsects in its cost and time estimates. A care-
less identification of resources and uncertainties -of . its supplies are
known to have often resulted in a choatic end of some educatxon pro
jects in the country.

.In largesize projects, identification and estimation of resource
requirements for the project activities and the whole project is difficult
job. Use of a computer is advisable in such case. However, in simple
and small size projects manual methods can be conveniently used.
For example, Gantt Chart of a project, in many cases would pro-
vide a basis for determining the resource needs of a project. Accor-
dingly, the Gantt Chart shown in the Fig. 3 of the previous Unit 7,
could be used for determining the activity or sub-projectwise require-
ments of money men and materials. Each of the activity as shown in the
Gantt Chart, is presented with reference to the time required for its
completion. But, the chart also yields the followmg information about

_ resource needs: : :

a)" money nee‘ded to:

i)  engage manpower required for project management and
" related activities

il) meet_the expenses involved in transportatlon, travelling
and allowances.

b). type of manpower required to perform specific ]obs alongthh
the duration for which 1t is required. .

c) requirement of mat_erial; in this example the pieces of articles
which form the Teaching Kit.

~ Similarly, CPM and PERT Diagrams could be used for manual -
scheduling of resources. It should, however, be remembered that each of |
these methods has its uses and limitations and, therefore, at times is
feasible to use more than one methods for good resource identification.
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2. RESOURCE SCHEDULING

Resource scheduling is the process of converting a project work
‘plan into an operating time table of resource needs of the project. De-
pending upon the nature of a project and the estimated time to complete
the project, the scheduling could be in weeks or months whichever is
convenient to the project management organization. As it is in case of
project-activity and time schedule described in the last unit, project
planners and managers can use the models of Gantt Chart, CPM and
PERT Diagranis for schedulmg of - financial, manpower and material
resources of a project.

21 Why Resource Scheduling.

For any publlc or private sector prOJect availability of resources is"
generally limited. Resources such as money, men, material and machi- -
nery are seldom available in an unlimited amount for use in any pro-
ject. When resources are limited, the project manager has to schedule the
- activities in such a way that the available amounts are not exceeded

(Goodman and Love, 1980 p. 174). A careful resource scheduling makes
it possible for a project planner to avoid crude guesses, under-estimation
or over-estimation of project cost resulting from unchecked use of mate-
rials and money and over or under émployment of men in a project.
Resource scheduling also helps project managers against the problems of
‘changing levels of resources required during a project. For example,
. in a project ‘X’ in the first month it may be sufficient to engage a pro-
ject manager, a typistclerk and a ‘daftari’ perhaps the full staff

* would not be required till the third month after the project begins.

In the months which follow the number of field staff required could
fluctuate or in some cases even part time people could do the job.
Certainly in such case appointing the whole staff in the first month
“and engaging them throughout the project period would not be eco-
nomical. They may even create management problems in the project.

Similarly, machinery and material which is procured before it is actually
" needed may have its own problems. An example of this situation was the :
purchase of workshop tools and machines for a Polytechnic institute be-
fore the building was ready to properly store and install them. This
happens in many cases and causes so much loss of money and material.
A careful scheduling of resources not only helps to minimize wastages
. in project, but they also provide the project managers a means to moni-
tor and control the project as it progresses

413



2.2 Methods'for Resource Scheduling -

’ The following methods are known to be in use for prOJect resource -
' schedulmg

" d) Computer methods. In projects which are large, éo’r‘r‘i’blek and
* " utilize shared or multiple resources for prolect activities,
it ‘is only feasible to do computerized resource scheduling.
Computerized method uses the RAMPS (Resource and Man-
power Scheduling Systems), RPSM' (Resgurce Planning and
Scheduling Methods and RPC (Resource Planmng and Con-

trol).

b) Manual methods. The manual methods for resource scheduling
are both economical and feasible for small-size -and simple
projects. Most education projects fall under this category. For

" ‘manual resource scheduling a project planner or manager can
use any one or more of the project network “models—the-
Gantt Charts, CPM (Critical Path Method), and the:PERT

- (Programme Evaluation and Review Technique). -

- Since this course has been ‘written keeping in view the most ‘com
“-‘mon’ types of education projects in Pakistan, and the responsibilities and

. on-thesjob training needs of the project planners and nianagersonly,

~:manual -methods for resource scheduling have been included in this -

. course, Detailed’ descriptions and- guide-lines on - the use: of :c6mputer
“: methods in project planning and inanagement will be presented irysome
Lo other eourse of the Educatlonal Planmng and Management Programme

3 USE OF GANTT CHART FOR RESOURCE SCHEDULING

The Gantt Chart like the one shown in Flgure 3. of the previous

.= ynit=9,  provides a basis for schedulmg ppraject resources. While:a refe- ‘

‘"ff*i‘fénce?_;to:—a‘set‘-ﬁi‘me‘ limit is essential, depending upon the nature:of the.
" sub-project or project activity resource scheduling could be done for

“months, weeks or even days. In some cases it may be feasible to use an

open time schedule. This is particularly done in ‘cases where a:project
¢+ activity' has a long float time which means the estimated time for com- -
+“'pletion of this activity and the project activity of which this activity is a

" part can be extended without affecting other activities. Fig. 1 presents a -
“model of a resource scheduling chart based on a Gantt Chart. It is a
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'multl purpose chart and can be used for schedulmg of all types and kmds-

of. resource needs for project. The project resource needs should be' spe-
cified under the followmg

>>>>>>

3.1 Multlple Resource Needs

The multiple resource needs' are project resource requirements such
(B8 whxch represent several dlfferent kinds of resources: within a larger
group such as ‘manpower, materlal and equipment’. ete. For example
. yesource. needs of-.a project - for manpower may require several different
categorles of work force such as project managers; clerks; professionals
like englpeerS';,destgners teachers, skilled and unskllled workers consul ]

w1th1n multlple resource needs “For example a particular category of
workers. — say, unskilled labourers within the manpower resource neéds
_of the project. , -

4. SXEPSIN.RESOURCE SCHEDULING BY GANTT CHART '

- The following ste‘ps'are'suggested to be followed in:resource sche-
duling by Gantt Chart method. (For the purpose of 1llustratnon the
Teaching Krt Project wxll be used in thls section):: Cpeieth

b g eeStep 1 Ldst the pro]ect activities which would require finan-
cial manpowek:and: material resources on.the pattern of the
project activities listed in Fig 2 of the unit 7. In some cases’it
could be possible to use the table of the project breakdown
into manageable tasks but depending upon the needs of a
project:-the project ‘manager may develop a list of -aetivities

: whlch help the resource 1dent1f1catlon more- efflclently

' Step 2:  Separate and llst the act1v1t1es or elements accordmg‘ 4
R the resourees thev would require::’ 5

S
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Example 1:
Project:
Resource requirement:

Project activities requiring”
* the resource:

oW

LR NHo

Teaching Kit Project
Manpower

Setting up project management
organization:

Onentatlon and trammg of pro-
ject staff';

Designing Teaching Kit;

Revision and flnahsatlon of Tea- :
ching Kit;

Experiments on Teachmg Knt
Finatisation of Teaching Kit;
Writing Teachers’ Manual;
Training of master trainers;
Project operation.

Project:
Resource requirement: -

Project activitiies reqﬁiring
the resource:

R a e

Teaching Kit Project
Material

Experimental Teaching Kit;

" Teachers’ Manual; :
.Teaching Kits to be supplled to

the schools.

Project:
Resource requirement:.

Project elements for requir-
ing the resource:

1.

2.
3.

Teaching Kit Project
Financial

Salaries and alloWances of staff .

-of management organization;

Allowances and remuneration of
orientation and training staff;
Initial design of Teaching Kit;

416



Project:
nmuOﬂﬂon requirement:
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4. ' Finalisation of Taching Kit:
Production of experimental Kit;
6. Experiments and finalisation of
Teaching Kit items for production
. 7. Manufacture of Teaching Kit
items;
Wntmg of Teachers’ Manual
Printing of Teachers’ Manual;
0. Training of master trainers level-
Iv
11. Training of master tramers level
II;
12, Training of master teachers; -
13. Kit delivery to provinces;.
14.. Kit delivery to Districts;
15. Repair and maintenance of Tea-
ching Kits items:
16. Evaluation.

(@]

000

Step—3: Prepare a resource scheduling chart on the pattern

- of Fig. 1. However, details of step 3 are given in the following
pages with reference to scheduling of partlcular resource
requu‘ements

5 SCHEDULING MANPOWER REQUIREMENTS BY
GANTT CHARTMETHOD

Manpower resource needs could be scheduled at two levels. At -
first level the manpower- requn‘ements could be scheduled as miiltiple
resource needs. For this purpose the manpower resource schedulmg chart
could be prepared as follows

From the Gantt Chart of project activities and durations the project
manager would calculate the total number of men required for each
month (or as the case may be on weekly or daily basis). The Fig.2 shows
a resource scheduling chart for manpower needs. The Fig.2-a presents
an example of manpower schedule for first four months of a project.
Indexes may be used for details of manpower requirements within each-
monthly schedule. For example, the project manager is appointed in the
first week of the month whereas various categories of secretarial staff
could be employed in the second, third or fourth week. The index sheet
would record not only the duration for which persons would be
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‘Manpower requirements

¥

Name of Project
Description of manpower required..
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Index No.Mont

Figure 2
Manpower .reqairement scheduling
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" employed ‘but it would aiso give details of the levels and categories
“of project employees. In second month of the project while the staff

appointed in the first month continues, some more persons would be
engaged on a part time or adhoc basis or by utilising existing resources of
some other organizations to provide orientation and training in.specific
project work to the project management staff. In the third month,the.
project management staff appointed in the first month and trained in the
second month continues. Some experts from outside project manage-
ment organization would be engaged on part time or adhoc basis for de-
signing the Teaching Kit under a contract or some other arrangement to
be worked out by the project manager. In the fourth month the men
engaged during the third month would continue to work as required.
Similarly, depending upon the schedule of activities. manpower require-
ments could be scheduled for the remaining period of the project.

In cases where scheduling of men of different categories is needed,
the chart in Fig.2 could be conveniently used simply by making a slight
modification in it as shown in the Fig.2-b. The manpower requirements -
and ‘their fluctuations throughout the project duration could be drawn
by using the numbers of persons under the manpower requirements.
The Fig. 2 can be used for scheduling the manpower in a particular

category for each month during the project. As it was said earlier

the index sheets could be used for further specifications of manpower
requ1rements wherever necessary. The project manager can adapt the )
chart to suit his specific needs of a project. For example, in a project
which hiers a varying number of unskilled' members on morithly basis
could be shown on the chart as presented in the Fig.2-b. It could be seen
from the chart that in the first month ten persons were employed, in the
second month the number went up to fourteen and the same number
continued till the end of fourth month: in the fifth month only six
persons ‘were. required and from six to fifteenth month only five men
were required for the project. The réquirement of this category of man-
power ends at the end of the eighteenth month. Similarly, manpower
requirements in individual categories could be worked out for any num- -
ber of persons for any perlod durmg the project.

With slight modifications the Gantt Chart as illustrated in Figs 2, :

2-a, 2-b.can be used for scheduling of money, materials and equipments -

requnred for a project.

420 -

—AVE



1~ vu...o.._.m =t .E.wbb.m.maou; staff | 1. Project management | 1- Project Emsswmamsﬁ . { Same as
X e ta b M staff , staff - for the.
(1) Project Manager . . . : 3rd month
(2) Secretarial staff (as for the first (as . in 2nd.month) -
. : month) , .
o L 2~ Personnel to be
“ " 2. Orientation and . engaged for design-~
L..m Training Personnel ‘ing kit
2 e o S (2) _ o
2 -~
.If
3 : f
4 <
r 5
-
Months | . 1 . . 2e . E o .3 4
Index No. . N .
‘ ‘ . Fig:-3-a - " _ :
' An example of scheduliag manpower resource needs




422

Name of Project
Project activity, ——
Description of manpower required

o N—
Ceo_ | .
Y
o s
§15_]
H14_ ]
“13_ | '
iha
[y -
c10
2 .mJ

MH

8 =

N—'Il

3]

Ko r ]

I8} 4t Ol Y HNNO| ] oo OO |l O~ N ol e|o e = o O

8
—

o

e -

= . Figure 2-b :

Particular category of manpowver_



Activity 1: From Fig 3 of the Unit 7 workout requirements of
manpower and materials for the first 30 months of the project

and prepare their schedule using the'example of Figs 2-a and
2-b.

6. SCHEDULING MATERIAL AND EQUIPMENT REQUIREMENTS
BY GANTT CHART METHOD

The scheduling of material and finances could be done more or less,
on the same lines as the scheduling of manpower requirements. The pro-
ject.scheduling models presented in the Fig 2-a and 2-b could be used for
scheduling requirements of materials and equipments. The Fig 2-a model
could- be .used for scheduling multiple material and equipment needs
whereas the model shown in Fig 2-b could be used for particular mate-
nals or equxpment required for the ptolect

Separate index sheets, as suggested in case of manpower require-
ment,could be used for details of the materials and equipment: such as
1dent1f1cat10n of sources, quantities, qualities, costs and nature and
extent of their usage in the pro;ect ,

Activity 2: Prepare a Gantt Chart of the recjuirements of ma-
terials and equipments for an education project for a period of

three months on weekly basis. Use the examples of Fig 2-a and
2-b.

7. SCHEDULING FINANCIAL REQUIREMENTS BY -
‘GANTT CHART METHOD

The scheduling of finances is essential as an aid to manage the plan-
ning and control of a project. The financial requirements of a project
could be worked out for each month, week, day or as the case may be

" for any length of time on the basis of the financial requirements, and

“costs of the project elements consuming financial resou’rces.

Scheduling of financial requirements by Gantt Chart method
necessitates a careful costing of financial requirements and distributions
over the length of the projeet time. Scheduling of financial requirements
of the project is a lengthy and time consuming act1v1ty and requlres a
team work. .
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The Gantt Chart model presented in Figi3 could be used for sche--
duling monthly requirements of finances and for identification of the -
. sources of financing. It should, however, be remembered that in schedul- -
- ing resources by Gantt Chart method a reference to the time for which a
particular resource is needed is essential, and, therefore, it is always use-
ful to keep in view the Gantt Chart of project activities. (The one sugges-
ted in the Fig.3 of the unit 7 for reference) ’

Activity 3: Using the information given in the Gantt Chart in
the Fig. 3 of unit 7 prepare a schedule of financial require-
ments for-tenth and twenty fifth month of the project périod.

In cases where financial resource scheduling of specific elements of
project is required to supplement total project scheduling or for other
project management requirements,the Gantt Chart model given in the
'Fig.3 can be easily used for scheduling financial requirements of indivi-
dual prolect element The Fig. 3-a presents a model chart for this
purpose. - L

7.1 _"Limitation's of the Gantt Cliart _

The use of Gantt Chart for resource scheduling, as illustrated and
described in the preceding pages, in fact, provides for a time table of
resource requirements and utilisation. The problem which could be fore-
seen in using Gantt Chart method is in its constant updating as result of
fluctuations caused by the environmental factors (see Uni—6). The Gantt
Chart provides for scheduling the resources with reference to the time
for which they are required. It does not help in scheduling and moni-
toring resources with reference to the project activities or specific tasks.
In -cases where an activity has to be completed with limited resources
and unlimited time and in cases where the situatjon is reversed i.e. limi-
ted time and unlimited resources, the Gantt Chart method is not of
much help in scheduling resources as it is based on the time available for
the completion of a project activity. Also in cases where a project acti-
vity has to be adjusted to a time table by crash time or cost, the Gantt
Chart doesn’t provide a simple and efficient method of resource schedul- -

"ing to be followed. '

8. RESOURCE SCHEDULING BY CPM METHOD

Although the Gantt Chart method provides for the simplest manual.v
technique for scheduling project resources of all kinds, it has its limita-
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tions which need to be supplemented for effxclent resource scheduling
and monitoring. The CPM method, as in case of network planmng,also
serves to help overcome the dlfflcultl_es faced due to the limitations of
the Gantt Chart in project resource scheduling. '

_ As described earlier, the CPM Diagram is based on a schedule of
activities, when accomplished in a succession which contribute to the
completion of a sub-project on the project itself. The method of resource
scheduling by CPM furnishes a basis for scheduling of resources with
reference to project activities. This method, as explained in this section,
caters for the flexibility which is essential to.accommodate fluctua-
- tions and adjustments of time and resources during the implementation
of a project. The following steps are suggested to be fOIIOWed in resource
schedulmg by CPM method:

Step 1: Prepare a list of project activities as shown in the
_Fig 4. Depending upon the project needs, resource supplies
or the management structure of a project the activities could
be few or many as it was nllustrated in the Fig 2 and 5 of the
Unit 7.

Step 2: List the resources requiied for each activity.

Step 3:  Draw a CPM network Dlagram as the one suggested
in the Fig 5.

Step 4:  List the resources required to complete each activi-
ty over or under arrows showing starting and endmg event for |
activities (See Fig 5-a, b, c) :
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Symbols

Project Activities

g

h)

i

Setting up project organization

) Designing the Tegc\hing“l\(it
Preparing Teachin_g; Kits for experimentation -
* Experiments on Teaching Kit and its finalisation

B Manufécturing -Teaching' Kit items

Production of Teachers’ Manual

Compilation of Teaching Kit items for distribution and use

-Training of teachers

Disir-ibution of Teaching Kit to schools

Project operation and evaluation

. Figure 4 -
- Project Activities for Scheduling
Resources by CPM Method
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The resource requn:ements for each activity could be listed at one

or two levels as the situation may demand;

“Level 1: Total resources of a particular kind such as money,

men or material could be listed in such a way that the CPM
diagram shows the requirement of each type of resource need.

Lewel 2: In cases where it is essential to prepare CPM dia-
grams for particular resources within a resource group separate
diagrams could be prepared for different types of resour-.
ces: for example, a certain category of manpower, material

or equipment needed for a project.

8.1 Advantages of CPM Method for Resource Scheduling:

Reseurce scheduling by CPM: method has the following categories:

1)

2)

4)

5)

it facilitates monitoring of resource requirements with refe-
rence to project tasks or activities;

it helps make adjustments of resources within the project

activities or sub pro;ects

..

it clearly shows the slack times of project activities so that it

is possible to make easy adjustments of resources within pro-
ject activities, w1thout disturbing the time schedule of the
project;

. supplemented by the éctivity time, the C};M .rietwork' schedul-

ing-of resources affords a project manager greater control over
project resource management.

it helps resource scheduling adjustments with a view to accom-

“modate slack time, crash time or normal time activities and

over consumptions, savings or delays etc. in resource supplies.

8.2 Manpower Resource Scheduling by CPM Method'

Use of CPM diagram for manpower scheduling is a convenient way
of scheduling and monitoring manpower resource requirements for a
project. The Fig 5-a shows an example of manpower resource scheduling
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Project Teaching Kit
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by CPM method The manpower requlrements for each act1v1ty are lis-
ted under or over the activity arrows. The diagram shows the manpower
: requlrements with reference to each particular activity. As could be seen
from Fig 5-a the manpower requ1red for each activity varles from acti-
vity to act1v1ty

The manpower scheduling by CPM method has its limitations in'so
-far as it does not show the actual duration for which a certain type of
manpower is required to complete an activity. The information could be
found in a Gantt Chart a reference to which has been made in this course .
elsewhere.

Activity 4. In Fig 5-a manpower requirements for some acti-
vities have been given. Using the example and diagram as basis
for manpower requirements complete the entries for the re-
maining activities of the project.

Fig. 5-a, 5-b, 5¢ -
8.3 Schedu-lihg. of Materials/Equipments Reduilements by CPM Method

As it was in case of manpower requirements, the scheduling of
materials and equipments could be done by CPM method with reference
to project activities as shown in the example of material resource .-
'scheduling given in the Fig 5-b. It is to be noted that not all the acti-
vities require materials. It is to be remembered, however, that in some
- cases where: it 5 not possible to list all the materials required (and their
description) it is advisable to use separate index sheets for details. For
example, in Fig'5-b the activity ‘E’ requires items of Teaching Kit. A
‘list of Teaching Kit items as given in the PC-I form may be reproduced
.- on a separate sheet. However, as the Teaching Kit’s items are supposed
to be prepared on contract basis it may not be necessary to prepare a -
separate list of these items for the purpose of CPM diagram and here it
would suffice to specify the requirement as ‘“Teaching Kit items”.

Activity 5: Prepare a schedule of material resources required
| for an education sector project. Show activity-wise- material
resources required for the project.
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8.4 Financial Schedul'ng by CPM Method

On the pattems of manpower and materials resource scheduling,
financial scheduling could also be done by CPM method. Financial
scheduling of project is based on costing of the project. The only adjust-
ments which the costing of project needs for scheduling by CPM method,
involves break-up of .project costs by activities. The elements of cost
usually involve the following:

Direct Materials: Materials identified with and allocated to
cost units or cost centres.

Direct Wages or : o .
Labour: : Wages or labour costs identified with and
allocated to cost units or cost centres.

Overhead Expenses: Indirect materials, labour and other costs
' ‘which cannot be allocated to cost centres
but are apportioned.

Fixed Overheads: Indirect expenses which do not change with
level of output or production.

Variable Overheads:  Indirect expénses{ which vary with level of
output or production.

Activity 6: The Fig 2< presents a CPM model for financial
scheduling of project activities. Complete the cost of activities
according to your estimates and compare the total cost esti-
‘mates of the project as given in the PC-I form of the project.
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INTRODUCTION

Most management organizations are known to have a permanent
structure and have designated functions to be carried out by the persons
constituting the organization. Such organizations have some sort of per-
manence. They are stable and have clearly defined organizational objec-
tives and personnel functions. The personnel serving in these organiza-
tions usually have a security of job and benefits of accumulative expe-

rience of a particular job or type of work. In the context of Education,
" Ministry of Education, Departments of Education and their subsidiary
Departments, organizations and Institutions, and some of the Semi-
- Government and private organizations are also known to have the sta-
bility, clearly defined organizational goals and personnel functions and
they are characterised by some sort of permanence which méans they
have a past, a present and a future, and that the organization has no fore-
seeable end in future. A project organization, as it is implied in its name,
exists to accomplish a particular job and comes to a natural end with the
accomplishment of that particular job.. A project organization, there-
fore, is characterised by an adhocism and the personnel associated with
that organization have a temporary association with the organization. As
it is the case in most education projects in Pakistan, the project manage-
ment organization is either temporarily created as a part of Ministry,
Education Department or its subsidiaries or the job is assigned to the per-
manent employees of these organizations. The larger projects sometimes
necessitate hiring people temporarily to form the project management
organization. In this latter case the relationships of the personnels of the
project management organization are, therefore, very functional with
those of the so-calied mother organization,

This Unit deals with management organisations and personnel with
specific reference to education projects. References to other than edu-
cation projects appear only for the purpose of illustration. The Unit
introduces two rather recent concepts “matrix organization” and the
“strategic management” as aids to project managers.

The author gratefully acknowlédges the assistance and expert advice
of his friend and co-a‘utihor' of this course Steve Doherty in developing’
the outline of this Unit, and his contribution in its writing.
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OBJECTIVES

After studying this Unit you will be expected to:

L

explain the unique nature of the project management orga-
nization;

discuss the concepts of the matrix organization and strate-
gic management in the context of education projects;

write about the roles of'_ project manager, and other project
personnel. - v '
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PROJECT MANAGEMENT ORGANISATION

A project management organization is formed as a part of a larger
organization to perform a particular job within a fixed period of time.
The projects. although they are known to be one specific job to be car- .
ried out in most cases especially in education projects it includes several
different jobs that are performed under the project management organi-
zation and the project manager or the organization as a whole is also
responsible for coordinating various activities, This diversity of functions
within a project, therefore, makes it necessary that a temporary inter-
disciplinary team of personnel from several functional areas are associa-
ted with the project organization. It also happens that in the course of
implementing a project the project management organization also works
in association with several other organizations which are often indepen-
dent of the control of the project organization or the larger organiza-
tion of which the project organization is a part. For a project it is, there-
fore, difficult to conceive an appropriate organisational arrangement
which could serve as a model. Therefore, when it comes to setting up a
project management organisation which is suited to the unique require- -
ments of the project and finding persons to man such an organisation it
becomes more than a routine job of -a manager or an administrator. The
job of a project manager who is responsible for creating and establish-
ing a project management organisation, therefore, is more challenging
and more demanding than the job of a person who takes up as a manager
or Head of a permanent organisation: '

It is in thiscontext that there is a need to treat project management
organisation as a special -organisation. The project management organi-
sation as being a special organisation has been realised universally and in
the last few decades a concern has been growing for overcoming the
problems of project management organisations and for improving their
efficiency. The articles on project management organisation which have
been published in the last few years about the alternative organisational
arrangements for project management, are ihdicative of the growing inte-
rest in this field. However, in view of the complexities of project manage-
ment it will take some time to evolve the project management organisa-
tions which are more appropriate for the purpose of project implemen-
tation. According to Grey (1981) the number of articles suggesting alter-
native or anisational arrangements for projects has increased in the past
few years. But as these new approaches to project management have not
yet been documented it will be some time before they are available to be
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experimented in the education projects. However, one of these approa-
ches which has been gaining popularity in the recent years is known as °

" the matrix organisation.

2. MATRIX ORGANISATION

A project management organisation represents a matrix organisa-
tion. A matrix organisation as defined by Paul (1983) is “a form of orga-
nisation defined to focus on both diverse outputs or setvices and the
functions related to them. Under this arrangement many members of
staff simultaneously report to two bosses. Thus there is a dual authority
(control) structure’”’ (p. 136). Doherty (1985) sees problems in the
implementation of the matrix organisation approach as described by

Paul. Doherty expresses his concern about the problems which:would

arise because it involves reporting of project personnel to two bosses.

Grey (1981) considers the matrix organisation to be facilitating the
formal authqrity and responsibility relationships between functional sec-

tions of the ¢dganisation and project management team. (p. 222).-

Kingdon (1973) traces the origin of the idea of matrix organisation
to the growth of aero-space industry in the United States. According to
him, the matrix design “incorporates mixed design principle. First, it is a
hierarchy based on a principle of organisational design arising out of eco- -
nomic authority and free enterprise . . . . Second, the matrix design is

~ carved of a complex problém solving system based on an organisational

principle arising out of a growing technology for problem solving, some-
times referred to as systems engineering. Here one of the goals is the solu-
tion, in conjunction with other organisations, of complex societal prob-
lems . ...thus the matrix organisation is at one and the same time a nor-
mal hierarchy and problem solving entity ” (p. 18). The merit which
Kingdon sees in this approach is that “it is based on principles of orga-
nisation purpose — i.e. normal hierarchy and problem solving. Of course,
these two principles, or organisational purposes may not .always be in
accord with one another. In fact, it is nearly the case that the two are in
conflict with one another and that conflict resolution is a necessary part
of the matrix organisational form. According to the Encyclopaedia of
Management “1984” “the purpose of the.matrix organisation is the
establishment of a flexible and adaptable system of resources and proce-
dures to achieve a series of objectives. The Figure 1 reproduced from
the Encyclopaedia of Management presents a structure of a matrix orga-
nisation of the aero-space technology. The Figure 2 is a translation of

442



‘the same into an educational project orgamsatlon with the example of
the primary School Teaching Kit Project of Pakistan. The Figure 2
- presents the normal hierarchy of the project management and also
figures the organisational structure of the project which identifies sour-
ces and possible solutions to project implementation as they relate to the
mixed design principle of matrix management.

As shown in the Fig. 1 ,the Bureau of Curriculum,a wing of the
Ministry of Education is a permanent organisation which is responsible
for the implementation of the project. On top of this matrix organisa-
tion is the. Ministry of Education. The other organisations which are
involved -in the implementation of the project Teaching Kit are Provin-

-cial Education Departments and Private Sector Enterprises. In their
relationship with the Bureau of Curriculum of the Ministry of Education
the Provincial Education Departments-do by Act enjoy an independent

- status. They are neither subordinate nor answerable to the Ministry of

Education. Each Provincial ‘Education Department in its part has an
independent existence and thus each of the four Provincial Education

Departments constitute four different organisatiofs. Th&r association

with the project is only through Bureau of Curricdfum. In the project,
the roles of these two organisations are those of policy formulation and
implementation respectively (which in this case comprises initiation and

" partial financing of the project). For purpose of implementation,the pro-

ject ispassed down by the Provincial Education Departments to the Edu-
cation Extension Centres and District Education Offices in each
province. The private sector enterprises are independent -organisations
and they are associated with project through the Bureau of Curriculum
on contractual basis. The matrix organisation outlined in the Fig. 1, pre-
sents a broad management organisation and the Units of work which
have to be carried out. The circles before each Unit of work show the
environment of various organisations in the job. The dotted circles indi-
cate partial involvement. The matrix organisation represented in- the

Fig. 2, is intended to acquaint the student with the foundation on
which can be developed a matrix organisation structure of a project. If
we have a careful look into the Fig. 2, we perceive that few things are

missing in this organisation.

(1) Bureau of Curriculum of the Ministry of Education which is -
mainly responsible for implementation of the project is a
permanent organisation and has its own functions to perform.
Certainly the project has been placed there as an additional

443



R I ey

[ UNIVERSAL PRODUCTS ' COMPANY I
‘ : I . A
¢ | I L
AUTOMOTIVE . ELECTRICAL AEROSPACE | GHEMICAL -
PRODUCTS - PRODUCTS PRODUCTS PHODUCTS
DIVISION DIVISION DIVISION DIVISION
“ 1 aesounces wamxer
- ALLOCATION LIAISON .
- SUePOATING PuncTiONaAL asyisirance To smoseers
{ 1 o ]
PRODUCTION EvonEERNG)  [MATERKLS nns'g.nuq. ACCOUNTS
FACIUTIES , RESEARCH L, procewent] | | sarery control |

PROJECTS

VENUS

PRODUC- ENGI-
NEERING

‘are-
R1ALS !

k]
»
"

SONNEL

—— e ———

ACCOUNT-
ING

PROJECT

' MARS

GROUP

3 s Ei:)
5 b

ENGI-

TION .{ NEEMING

9

GROUP

MATE-
RIALS

g

LN

GROYP

ACCOUNT-
N

PROJECT

L g

W @

—_—— e e e o

[

——— L e e e e

@®

GRous

GRour /-

¢

GRQUP

N

L R Sl SNEAPURpRIGE ( WPEIGPUSS S | U,

B R U UGN INYY W -

SATUAN PROOVC: ENGI- MATL: PER-  ACCOUNT-
now b4 [ wekming }- o RiaLS SONNEL - L)
PROJECT smour / | onour /1 srous onour AL
A B A A

A LINE OPERATIONS FLOW OF WORK PERFORMANCE

_——m— e e e o

Fig. 1

IReproduced from the Encyclopaedia of
Management {(1984)} -

MATRIX ORGANISATION (AEROSPACE DIV.)



Education

Finistry ofl oD

¢

]

Private Sector

iBureau of curr.«
M/O Edu. Enterprises
Edu: Extnd Jistt: Edu.
Centres | Offices
r,ects .
—_— . '
,‘:*sign-fEL m-;. m.-.. . /_\.;__
Y2 A R
==l QIO O -
e \/—- \./ -v-“ B
L e .
- - . a,t ., [ 4 /
“anufactur m-. o e d - m.--
..'.E‘;K'—_.J\ U '\ ] NS . . \/
Distributek m_ . . /-\ /\\
et \_/ “ U \./
' 2 n
Speration l m m j m

Matrix Organisation (Teaching Kit Project) --

44

(2}



work. Accordingly the persons who might be working on the
project must be engaged in the project on a part time basis
only. In order that the project cquld be implemented efficient-
ly and successfully it was essential to have a separate sub-
organisation created within the Bureau of Curriculum for im-
plementation of the project;

(2). The other organisations which are involwed in the project
implementation should have clearly defined relationships and
a system of some sort of control of the central project manage-
ment organisation.

The description of the project as given in the PC-I form of the pro-
ject has been reproduced from the (Annex °‘A’) original document for
reference and with a view to providing the reader of this Unit a basis for
‘understanding the matrix organisation given in the Fig. 2.

Activity 1: Read the description of the project (Annex ‘A’)
carefully and develop a matrix organisation Chart which in
your opiniojn, most appropriately shows the inter-linkages bet-
ween organisations involved in carrymg out various activities
of the project.
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3. DEVELOPING A MATRIX ORGANISATION

The following guideline is suggested for developmg a matrix orga-
msatronal chart:

3.1 The Matrix Organisational Form

- ‘The first step in the development.of a matrix organisation chart is
to form a general idea to have a'general picture of the participating -
organisations, hierarchical order of their functions and responsibilities,
inter linkages between them, special projects or project activities as they
are planned to be carried out by participating organisations.

3.2 Organisational Complexities

Each of the organisations participating in the project has: its own
_.individual organisational structure and personnel behaviour system and
' patterns. Participation in a project, besides other things, places a demand
_on organisation and behaviour of the members constituting that organi-

sation. No matter how simple a project is, it necessitates adjustments of
organisational and personnel behaviour within the project matrix organi-
sation. It is, therefore, essential that the functions and the nature of each
organisation and also the environmental conditions under which working
are clearly understood by the participating orgamsatlons and individuals
before they begin their owrk on the project;

-8.3 Identification and Order of Sub-Projects and Activities

As any project organisation’s main concern is the achievement of
the objectives of the project by carrying out a number of activities or
work units, it is essential that the sub-projects and activities of a project
are clearly laid down and arranged in a logical order in whlch they must
happen to accomplish the objectives of the prolect

~ The matrix - pam /ion while facilitating control over the project
makes following ¢ 1.1l Hn the projeéct manager: '

(a) | the project manager has to have a total picture of the prbiect

activities, its goals and the participating organisation and its
personnel;
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(b)

(c)

(d)

maintain a relationship with and among the part‘mpatmg orga-
nisations and personnel;

monitor and coordinate project activities and maintain a sup-

portive' relationship with persons and organisations. The pro-
ject manager in a matrix organisation system works in a
situation. which places him at one and the same time w1th the
following groups:

(i) those superior to him and to whom he is responsible;

(ii) those who form independent organisations and have only
a working relationship with a project manager. :

(iii) the line of persons placed under him.

As the matrix organisation is built around a project which
continues to terminate relations with the organisations and
persons who have completed their share of work and estab-
lished contacts for carrying out new jobs and activities, the
project manager is working in a fluid situation which demands
great deal of flexibility and adaptability on his part.

‘4. THE PROJECT MANAGEMENT -

The matrix organisation presented in the foregoing pages, although
appears to be suited most to the project management it may also have its
problems due to its complexities. In fact much of the success and sche-
duled completion of a project depends upon the project manager. The
concept of matrix organisation is suggestive of a system aimed at facili-
tating the job of a project manager and is not the only one approach to
project management. In managing a project or establishing a project
management organisation there are, however, a few facts whlch should
always be kept in view. They are followmg

(1)

(2)
(3)

- nature of project management organisations in a given environ-

ment;
personnel constituting the project manégement organisation;

skill-gap analysis and management;
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(4) strategic management of projgct.
5. PROJECT MANAGEMENT ORGANISATION

"As said earlier, a project management organisation has certain
characteristics which distinguish it from the other organisations. In
_essence a project & “an organisational unit” dedicated to the attainment
of a goal — the successful completion of a deyelopmental product in time
within budget, in conformance with pre-determined performance speci-
fications " Gaddise (1963). The project management organisation thus
represents the operational mechanism of a project. It is also to be
remembered that by any definition a project is a unit of work to be
completed within a given time. A project management organisation
- always has a limited time and existence for a predetermined period of
" time. This characterises a project management organisation by a sort of

adhocism. Even the cases where more or less a permanent organisation
exists (as it is the case with the Ministry of Education) for implementa-
tion of education projects, the responsibilities of the project manager or
director keep changing with the changing project which he is asked to
implement. This permanence, therefore, also has an element of adhocism
in it. This adhocism of project management organisations has its greater
implication for the staff required for a project. Because each project is
unique in itself, therefore, it requires a special skill, trainings and atti-
tudes of the project personnel. Availability of appropriate personnel to_
- form a good. project team has been a problem for most project managers
especially in the Government organisations (such as Ministry of Educa-
tion or Provincial Education Departments) where most of the staff is
appointed either under the regulations of the Government which offer
comparatively low salaries, allowances and benefits to its employees as
compared to the private organisations. Where permanent staff is avail-
able the practice of transfers and retransfers of personnel within an orga-
nisation creates problems for the project manager in having persons of
his choice and required ' experiences, trainings and professional
background. In the education projects of Pakistan the problem of the
project manager in finding appropriate personnel relate to both perma-
nent employees of the Departments and persons appointed on adhoc
basis. ' '

5.1 Problems with Project Employees

, ~ Since projects usually have some added benefits as compared to the
" routine job of a person.in his permanent position they use their influen-
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ces to be associated with a project. Such persons may have a fmanclal
motive more than an interest in the project goals and, therefore, they
would be more interested in the benefits which could be drawn from the «
project. Since such persons would have both influences and a security of
job in the organisation they might feel less accountable to the project
manager. Also in such cases often persons with inappropriate qualifica-
tions are placed in the projects. The problem with the adhoc employees
lies in persons working on a project on a temporary basis having no secu-
rity of job with it. It is, therefore, quite natural that while associated
with the project management organisation, in any capacity, they are
constantly in search of better job opportunities where they have more
benefits and sense of security; It is liable to affect both thelr motivation
and association with the project organisation,

Although a project manager may have problems with both the per-
manent and adhoc members of the project organisation there are bene-
fits of each category of project personnel which a project manager can.
use to his organisation’s advantage. Following are the advantages of
having permanently employed personnel in the project managemenit
organisation: '

(a) These persons have a sense of security about their jobs (their
job is not subject to be terminated with the completion of
project) rather by their association with the project they get
some extra benefits which may provide incentive to them for
improving their worth in the organisation and maximum con-
tribution to the achievement of the objectives of the project.

(b) The persons who are permanently associated with the mother
organisation have better understanding of the functions and
procedures of the organisation of which the project manage-
ment unit is a part. Since they already have their relations with
persons and sections of which the project management organi-
sation is a part they may serve to facilitate the work of the
project manager when it comes to his dealings with the larger
organisation or other parallel organisations.

(c) The persons in the permanent employment within an organi-

sation may have that. desired experience and qualifications .
which are essential for management of a project.
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(d) Since a project, directly or mdn'ectly, offers certain benefits
to its employees which are not available in the permanent
}orgamsatlon it may provide incentive for better work and
more devotion to the project as their performance.in one pro-

* ject may pave a path for them to be assoc1ated with other pro-
jects in view.

While there are dlsadvahtages in having persons in a project on

_ adhoc basis they are not without their benefits to the pro;ect for
example:

(1) Since adhoc appointments are fresh appointments, usually the-

salary of personnel is minimum as compared to national
salary of an equal job in the Government Deptt. it is economi-
-cally beneficial to the project.

(2) Since an adhoc appointment can be permanent at any time

generally at the discretion of the project manager persons on
“adhoc positions are liable to feel more responsible of the pro-
ject manager and more respectfully to his authority more than
a permanent employee

{3) The provis‘Ons of adhoc appointment allowance for adjusting
number of persons to the changing job requirements of the
project, allows the project manager a chance of employing
better qualified people on contract basis and avoiding unne-
cessary expanses on training of employees and for retaining
them while they are not needed.

5.2 Irregular Employees

" This category of employees refers to those personnel who are per-
manent employees of an organization but they are temporarily associa-
ted ‘with a project and they are frequently transferred from project orga-
nisation to other organizations and vice-versa. In the education projects
of the Ministry of Education, in particular, employees of this category
are very common. They range from the dire¢tor or manager of a project
to the lowest stratum of project service. This transferability of personnel
to and from a project organization has the benefit of changing employees
in the project organization to find the better ones for doing specific jobs.
But there are also certain disadvantages of having such  irregular
employees in the project organization. It is the experience of many edu-
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cation projects in the country that the project personnel — established at

- the job management level — shows that when a person was transferred

from a project organization he usually took his implementation pro-
grammes and ideas with him and the person who took his place started

‘things afresh for good or worse. In any case not only the continuity of -

project work was upset but it also caused to disturb the tempo of the
implementation of the project. Pakistan Primary Education Project-IV
provides typical example of the situation. An other category of irregular
employees is of those personnel who are employees of a permanent orga-
nization and they are only occasionally associated with the project. As
the experience shows a project management organization cannot always
rely on the availability of the services of such persons because they are
spared only on the convenience of their parent organization or Institu-
tion and the project management has no control ove rthem. '

6. STRUCTURE OF A PROJECT MANAGEMEN T ORGANIZATION

As said earlier,a project management organization is a complex or-
ganization and has to deal simultaneously, with several organizations in
different relationships. It is not easy to prepare a viable organizational
structure of a project management organization. Examples of such
complex education projects could be found in the Ministry of Educa-
tion’s projects like ‘Scheme for the Provision of Teaching Kits to Prima-
ry Schools of Pakistan”, and “the Programme of Introduction of Agro-
technical Subjects in General School System”. The difficulty of prepar-
ing a project organization structure lies in divided responsibilities of
more than one organization for implementation and operation of a pro-
ject. For example, the organization responsible for the sponsorship of
the project was the Curriculum Wing of the Ministry of Education while
its execution was assigned to the Provincial Departments of Education; |
for operation and maintenance of the project the responsibility was

‘placed .with the Provincial Departments of Education, Bureau of -Curri-

culum, Extension Centres and the Bureau of Audio-visual Aids. The
problem in this case arises because the project document doesn’t specify
the nature of relationships between various organizations, sources of
funds required by each organization for implementation and operation
of the project and the system-of coordination of the functions of various
organizations for achievements of the overall objectives of the project.

. More or less,the Agro-Technical Scheme of education had the same prob-
. lem. The project was initiated and initially sponsored by the Education

Division of the Ministry of Education. The execution, operation and .
mamtenance of the project was to be managed jointly by the Provmclal
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Education Departments and the Education Division of the Ministry of
Education. There appears to have been no specially created management
organization for implementation of the project. The structuring of a pro-
ject management organization in these projects would have been made
more complex because of the involvement of contractors and suppliers
from Private Sector for production and supply of material required for
the project. Also at provincial level several sub-sections and administra-
tive units had to be associated for implementation of these projects.

. The projects of individual Institutions like Universities which
usually have permanently established project management organizations
have the advantage of being more organized. The fate of many good and
~ apparently viable education projects could have been better and they
should have succeeded in achieving their objectives only if they had had .
a.well structured permanent orgamzatlon for their nnplementatlon

6.1  Lesson of Experience

The experience of many incomplete and ill-accomplished education
projects suggests that an education project should not be initiated and
undertaken without first having conceived its management organization.
The idea that planning, implementation, monitoring, evaluation and ope-

" ration of a project should be the function and responsibility of one and
same organization specially created for the purpose must needs be pro-
pugated and translated into action. Also-it has to- be remembered that
the simpler an organization is the greater potential it has for management

. of many educatlon prOJects

6.2 Relatlonshlp of Project Management Organization with Other

Orgamzatxons "

As it was discussgd:earlier in reference to the matrix organization,
- a project management organization also functions in relationship with
organizations other than ones mentioned under structure of a project
management organization. These organizations may be grouped under
two broad categories: Parallel Organizations and contributors to project
organizations.

a.  Parallel Organizations

The parallel organizations represent those organizations which
are associated with the project but their relationship with the pro-
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jec organization is neither that of a subordinate organization nor -
that of any hierarchical superiority. The bond of relationship
which exists between the project organization and of other orga-
‘nizations is, in reference to carrying out project activities, on con-
tractual or sometimes voluntary basis. These organizations may
belong to public or private sector. ”

p. Contributors to Project Organization

In addition to the organizations which function parallel to the
project organization there are organizations and persons who are
-associated formally or informally with a project and in some way
contribute to the implementation and operation of an education
project. These contributers may be inside.the organization of which
the project organization is a part or they may be outside organiza-
tions or persons. In education projects, community leaders, experts,
philanthropists, public welfare organizations, consultants and va- -
rious social and volunteer organizations are examples of contri-
butors of outside the project management organization. The contri-
butors inside thé mother organization are persons and sub-orga-
nizations or administrative sections who are not directly associa-
ted with the project but they facllltate the work of the pto{ect
manager.

7. PROJECT PERSONNEL

So far the discussion has centred around the.project management
organization. The project management organization like other organiza-
tions, however, represents an organized group of persons who work
together for achievement of certain objectives or goals the attainment of
which would not be possible otherwise. A project organization, because
it is a complex organization and because of the environmental influences
to which it is susceptible,the position of each member of the project
organization becomes very important and much of the success depends
on the working of the project organization members as a team.

7.1 Team Building
Organizing a project management unit evolves a process of team

building in which the most important consideration should be the be-
havioural aspect of the organization. The personnel constituting a pro-
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ject management orgamzatlon therefore should have the following cha
racbenstlcs

(a) Motive for Joining the Organization

- In Government organizations where people are transferred
from one organization to the other organization and similarly they
happen to be placed with a project organization which might or
might not be of interest to them may not contribute to the team.
Similarly persons joining a project may sometimes have motives
which could ‘clash with the objectives of a project. A group of
people who have such common motives for joining a project orga-
nization, which is contributing to the achievement of the objec-
_tives of the project, would certainly form a good team and the re-

- sults will be visible in the form of mutual cooperation, accelerated
work, better quality and increased productivity.

) Communicability

‘Communicability in a project management organization con-
notes the ability and willingness of each member of the organiza-
tion to communicate with‘others. The work teams which regularly,
openly and effectively communicate ideas and solutions help to
.improve the quality and productivity. ’

(c) Persbnal'Experience, Qualifications and Expertise Comple-
mentary to the Project Team :

No matter how simple an education® project is, it employs
more than one activities' for which persons with- different expe-
_riences, qualifications and expertise are required. A good project
team provides a pool of such experiences, qualifications and exper-
tise which are all the time avallable for carrying out the project
activities. :

(d) Attitudes, Skills and Knowledge

Spirit bf a project team is the embodiment of attitudes, skills
and knowledge of the personnel, which are combined and orches-
trated for the accomplishment of the objectives of the project.

. ' : » . LE
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8. THE PROJECT MANAGER

Although such member of the project management organization has
a definite place and a role to perform the most significant and crucial
are the place and role of the leader of the organization — in this case the
director or manager of a project. His job in the project is complex,
diverse, fluid and on occasions frustrating as well. In view of the job.
which a project manager has to perform in a given situation it is essential
that he is a man of integrity, ingenuity, vision; and has appropriate train-
ing and experience for managing a particular type of project. Also as it .,
was indicated elsewhere a project manager has to function in a complex
relationship with organization and persons. It is essential that he can well
establish and maintain good and productive human relations. It is, there-
fore, essential that before selecting a person for a leadership position in
the project management organization a resume of his functions, situa-
tions relating to the environmental considerations interpersonal and
interorganization relationships and functions should be prepared and
an appropriate person should then be selected to the position.

8.1 Employment Status

A project manager should preferably be permanent employee of
the Ministry or Department of Eeucation and should be placed at a
higher level of management position. He should be appointed as project-
" manager for the life of the project and should .not be transferred from.his
position during the implementation or operation of the project. It is
better if he is associated with the project from its planning. While
appointing a person as project manager it should be assured that

(a) he is not on the verge of retirement;

(b) he is not due or expected-to be promoted to aposition higher
than that of the project manager or to a position whlch
carries more benefits;

(c) _he is not intending to proceed on.long leave or for a long term
education or training programme. He is wxllmg to serve as
project manager. S

-
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8.2 Job Experience

Most education projects vary from one another so much ‘that
one person may not fit to all positions. For example a constructioh pro-
©ject {construction of college buildings, Poly-technic Institutions, Com-
prehensive High Schools etc.), a staff development project: (agro-tech_-
nical teachers training institutions, Academy of Educational Plan-
ning and Management, Regional Education Extension etc.), a curriculum
and Text Book project (introduction of agro-technical scheme of educa-
tion, Teaching Kit Project, development and printing of Text Books
etc.), Institution building project such as University or an academy- and
an experimental project like Pakistan Primary Education Project—iv, and
a developmental project such as the Third Education Project.

The experience of a particular project, therefore, could not be used
for management of different education projects. However, keeping in
view the size and type of a project and the previous job experience in a
project management or other capacity a prospective manager could be
selected. In this case it will be helpful to find the large number of ele- -
ments common between the project and project manager’s previous job. .

8.3 Skill-Gap Analysis

Finding a project mahager who ideally suits to the nature and
requirements of an education may not be possible. Chances are that
~.there will be a gap between what experience, training, education and per-
sonal qualities a person possesses and the ones required for management
of a particular project. There-could be one or more areas of project
management in which the project manager may not have required skills -
to manage. It is, therefore, essential to analyse both the management
skills of the person and the requirements of the project to identify the
skill gaps which must needs to filled to ensure efficient performance of a
person as manager. The following measures are commonly adopted in -
this connection:

(a) Recruitment of specialists: Project. areas in which the project
- manager or other personnel in the project management organi-
zation do not have appropriate knowledge and skills, specia-

lists from other organizations are engaged to assist the mana-

- .ger. These specialists sometimes could be retired persons with
required experience and- skills. Usually, such specialists are
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(b)

(c)

associated with the project for certain period on contract
basis and usually they work as part of the project manage-
ment organization.

Consultancles Use of consultants in the skill gap areas in pro-}
ject is very common. The consultants’ services are acquired
mostly for advisory purposes and their association with the
project varies with the need of their services. Sometimes ser-
vices of foreign consultants are obtained or made available for
a project to fill certain skill gaps in the project management
organization but as in education projects it is not always very
beneficial and it does cost to engage a foreign consultant to-
assist in an indigenous project. For a foreign consultant it is

- sometimes like jumping into the dark. A foreign consultant

needs to acquaint himself with the local environmental condi-
tions, problems of personnel management and organization,
authority structures, systems and procedures of pro;ect finan-
cing and procurement ete. :

" Training of project manager: In certain cases it might be desir-

able to provide appropriate training to the project manager in
or outside the country. This training can be arranged before
the project implementation begins or during the project imple-

“mentation. The trainings outside the country cost a lot. In

education projects it may not be easy to provide a project
manager a job specific training and, therefore, such trainings
may not develop required skills in the project manager. In such
cases it. is essential to_consider all the alternatives i.e. recruit-
ment of specialists, engagement of local or foreign consultants
and finally the training of the project manager.

9. THE OTHER PERSONNEL

The position of personnel other than ‘a manager in project is also

very important. The personnel engagement, selection and their assign-

' ments have to be made very carefully to ensure the maximum utilisa-
tion of the expertise and services of each_person and minimise the chan-
ces of wastage in terms of manpower available and required.

‘Foll.owing pages are reproduced from a case study ap'plyidg the
techniques of project formulation, appraisal and implementation plan-
- ningyto a real settlempnt project by Doherty and Potts (1985) which
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provides a guideline in identifying project personnel. Although this case
study does not relate specifically to education, but there are so many ele-
ments identical between an education project and this case study that

they can easily be translated to suit the requlrements of any educatlon
project.

10. A CASE STUDY

10.1 Background Information

On the basis of a 1976 feasibility study (updated in 1977), it was
decided to proceed with further plannmg of the project. A number of
personnel were appointed.

In December, 1977 a project coordinator was appointed within the
~ Social Development Commission to oversee the project and to coordi-
nate arrangements with the foreign agencies involved. In the same month
an Israeli/OAS technical team, comprising an irrigation engineer and an
agricultural economist (with local counterparts from the Ministry of
- Agriculture and the National Planning Agency), were brought in for six
weeks to conduct more detailed planning and surveying of the proposed
project site. Unfortunately the site had not yet been purchased, access
was limited, and the area was covered.with shrubs and trees which made
surveying very difficult. However, it became clear that the land area of
the site was in fact only about 2, 000 acres rather than the 2,100 acres
originally estimated.

" The land was purchased for the project in February, 1978. Clear-

- ing of the land by bulldozer started in April, 1978 in preparation for a
mdj:e detailed survey. Shortly afterwards a local resident was appointed
as assistant farm manager, and an Israeli farm manager arrived under a
two year technical assistance programme. At the same time,a project

"manager was identified and appointed. During the period April to
December, 1978 the major activities were the supervision of clearing the
land and a preliminary survey of potential settlers. Aerial photographs of
the project area, were taken in December and new maps were prepared in
January, 1979 for more detailed surveying.-

In February and March, 1979 the first 35 settlers were selected by a
committee consisting of the project manager (previously project coordi-
nator), representatives of the Ministry of Youth, the Social Development
Commission, the Ministry of Agriculture, and representatives of various
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local youth organizations. The first project coordinator was appomted
as project manager and a new project coordinator (who was already a
" tenured member of the SDC staff with other duties) was brought into
liaison between the proyect manager and the SDC. '

~ Other staff were appointed, including a local counterpart farm
manager, a social worker and (for part of their time) an accountant and
accounts clerk, a clerk typist, a stores clerk and a drlver At a later stage
a works manager was also appointed. '

The line of responsibility for the project is as follows: The Ministry
of Youth and Community Development has overall responsibility at the
political level. Below this is the Board of Management of the SDC. At
the next level down is the first project specific body, the Project
Advisory Board. The function of the Board is to monitor the imple-
mentation of the project and to ensure that an integrated approach to
developmeiit is achieved. It meets monthly to approve major items of
expenditure, consider any major changes of plan, and make final deci-
sions on the expulsion of unsatisfactory settlers. The project coordinator
is Secretary to the Board. The project manager is also a member of the
Advisory Board whose membetrs are representatives of various ministries
and government' agencies, including the Jamaica National Investment
Company (JNIC), the Jamaica Development Bank (JDB), the Ministry
of Agriculture, the 4 H Clubs and local government orgamsatlons in
Clarendon Parish. :

The Project is supervised from the SDC by the Project coordinator,
who reports to the Board of Management of the SDC.

Overall responsxblhty for the day to day runmng of the prOJect lies

with the project- manager, Other than the general administration and the
- keeping of accounts, three separate areas of activity can be defined for
which the project manager has responsibility. The project involves
farming activities (for which there is an expatriate farm manager and
locgl counterpart as well as an assistant farm manager), social develop- °
ment and education (for which there is a social worker), and construc-
tion (for which there is a works manager). Both the farm managers and
_the social worker have responsibility for some settlers activities, while
the works manager is concerned with supervising the activities of
building contractors and surveyors. The project manager is responsible
to the project coordinator at the SDC.
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The project is monitored by the National Planning Agency (NPA)
and the Project Analysis and Monitoring Company (PAMCO).

- In the first place of the project, the settlers are paid a weekly wage
and work at the direction of the project staff. The idea is that in under-
taking such work the settlers should learn the various farming techniques
associated with the intensive cultivation of mixed crops. For the first
two years of settlement the settlers are on probation and can be dis-
missed, They are, therefore, to all intents and purposes paid employees,.
at least for the first year, The ultimate aim is to develop a self-reliant
multipurpose cooperative community which will eventually fulfil - all
the ful_lctions at present undertaken by the project management staff.

An outline diagram of the organizational structure of the project,
Figure 6, is shown below. '

FIGURE 6: THE ORGANISATION OF PRJECT OASIS — 1979

Minister of Youth, Sport and Community Deyelopment
Chaifman (SDC)

BoardAof Management (SDC)

C . Monthly reports -
Project co-ordinator (Sec'retary). " Project ‘Advisory Board
Project Manager

l

Administration Accounts Works manager Farm manager Social worker

P

Contractors Settlers Settlers

Construction Farming ~ Social Deve-
and surveying activities lopment acti-
' : vities.
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10.2 The Linear Responsibility Chart

So far we have used a number of management fechniques which -
constitute part of & project management information system providing
information about:—

— the objectives of the project (logical framework)
— the tasks that need to be done (work breakdown)
— the order in which they need to be done (precedence)

— the duration of tasks) networking
— the critical path ) - ~ and '
— the scheduling of non-critical activities) Gantt Chart

Among questions that remain to be settled are:— -

— who does what"

— what indicators may be used to assess progress of the prolect‘7

— what funds are required for the project?

— when will the funds be needed and from where will they be ob-
tained?

- are there any constraints or consnderatxons whlch have not emer-
ged so far?

-

It is to tne first of these questions that this section is addressed.

The technique for presenting this information is called the Linear

Responsibility Chart. The chart is a grid that lists on a horizontal axis

the personnel who will have some responsibility for implementing the
_project. On the vertical axis the activities or tasks required for the pro-
“ject to be implemented are listed. At the intersections of the columns, -
one or two of a number of letters may be inserted to indicate:—

- I — who is responsible for initiating an activity?
S — who is responsible for general supervision? -
C — who must be consulted? ‘
M — who may be consulted?
‘N — who must be notified? ..
F — who must give financial approval?
T — who must give technical approval?

- The breakdowns undertaken in earlier stages of this case study

involve dividing the project mto separate sections and tasks at different
levels:—
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- components (large units)
— elements (several of which combine to comprise a component)
= activities

So far the project has been said to have 30 activities. Some of these
activities may now require breaking down further into smaller parts
called tasks in order that work in each task may be allocated to the
appropriate person, since Linear Responsibility Charts are usually used
at the task level. The key to this breakdown lies in defining tasks to be
done which is undertaken by a single management agency, thus 4.1.1.

“obtain water and construct sump”’ involves both legal work and cons-
truction ‘and therefore is likely to be the responsibility of two separate
agencies.

a) Assignment on the ldentification of Tasks and the Linear
' Responsibility Chart

1. Given the level three list of activities (Solution 7) into which
the project has been broken down, identify any operations -
which you feel need to be further-broken down, and produce a
level four breakdown into tasks using Worksheet 11.

(Upon completlon of the breakdown into tasks please ask for
Solution 11 and Worksheet 12).

2. Referring to the Project Organisation Chart (Figure 6), list
on the horizontal axis of the Task and Linear Responsibility
Chart the persons to whom tasks can be allocated.

3. Insert, where relevant, the code letters to identify who is
responsible for initiation (I), and general supervision (S) of
each activity, who needs to be consulted (C), who may be con-

- sulted (M), who must be notified (N), and who must give
financial (F) and technical (T) approval?

4 a Do you think that the process you have carried out is
' ,useful"

b Are the 7 given categories of responsxblhty and authonty
satisfactory?
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What alternative or additional categories would you
suggest? _ . ' /I 9) ‘
Is there anybody else who ought to be included in the

horizontal axis of persons responsible for the project
in some way? T
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WORKSHEET 11: LEVEL FOUR BREAKDOWN .(TASKS)

~

Level three activities

111

j112
1.2.1

1220
1.3.1

1.3.2

Confirm agreement on project
financing '

Prepare financial plan
‘Appoint project manager and
co-ordinator

Appoint all other staff

Adopt monitoring and control
system .
Foermulate action plan

Level four (tasks)

211
221
2.2.2
223

Obtain land

Clear land

Make detailed survey
Stake out lois

3.11
3.1.2
3.1.3
3.14
3.2.1
3.2.2.

Commence farming operations
Cultivate agricultural land 1
Purchase farm inputs
Prepare orchard land
Collect and store produce
Negotiate sale of produce

4.2.1
431
432
433
4.34

441

" Obtain water and construct

"Purchase and install irrigation

sump - .

equipment

‘Formulate physical plans
Improve access road

Connect water and eleetricity
Renovate farm buildings
Construct settler houses and
community centre

Purchase farm tools and equip-
ment

5.1.1

5.2.1
5.2.2

6.3.1

53.2:

Conduct preliminary survey of |
would-be settlers

Select 35 settlers

Train settlers on communal
plot

Move settlers to individual
plots

Move settlers to houses

e
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I < N~

'SOLUTION 11: LEVEL FOUR SUGGESTED BREAKDOWN (TASKS)

Level{ three‘(Activities)

Level four (Tasks)

Move settlers to houses

466

1.1.1 - Confirm agreement on project Confirm foreign finance
- financing Confirm local finance
1.1.2 Prepare financial plan ) Prepare financial plan
1.2.1 Appoint project manager and Appoint project manager and
co-ordinator . co-ordinator
1.2.2 Appoint all other staff Appoint all other staff
1.3.1 Adopt monitoring and control . Adopt monitoring and con~
system trol system
1.3.2 Formulate action plan Formulate action plan
2.1.1 Obtain land Obtain land
2.2.1 Clear land Clear building land
Clear farming land -
2.2.2 Make detailed survey Make survey for construction
o Agricultural survey
2.2.3 Stake out lots Stake out communal plot
Stake out individual plots -
Stake out construction site
3.1.1 Commence farming operations Commence farming opera-
: tions
3.1.2 Cultivate agricultural land . -Plant first crop
Plant second crop (etc. )
3.1.3 Purchase farm inputs Buy seed
: Buy fertiliser
. : Buy pesticides
3.1.4 Prepare orchard land Prepare orchard land
3.2.1 Collect and store produce " Collect and store produce
3.2.2 Negotiate sale of produce Negotiate sale of produce
4.1.1 Construct sump and obtain water Construct sump
Obtain water
4.1.2 Purchase and install irrigation Purchase equipment
equipment Install irrigation equipment
4.21 Formulate physical plans Formulate physical plan
14.3.1 Improve access road Improve access road
4.3.2 Connect water and electricity Connect water
. Connect electricity
14.3.3  Renovate farm buildings Renovate farm buildings
4.34 Construct settler houses and Construct village A
. community centre Construct community centre
) : Construct village B
4.4.1 Purchase farm tools and equip- Purchase farm tools and
ment equipment
5.1.1 Conduct preliminary survey of Conduct preliminary ‘survey
- wouldbe settlers of wouldbe settlers
5.1.2 Off-site orientation of pre-settlers Off-site orientation of pre-
. settlers
5.2.1 Select 35 settlers Select 35 settlers
5.2.2 Train settlers on communal plot  Train settlers on communal
) plot,
5.3.1 Move settlers to individual plots  Move settlers to individual
plots
5.3.2 Move settlers to houses




WORKSHEET 12: TASKS AND LINEAR RESPONSIBILITY CHART ‘ ,

11.1.a  Confirm foreign finance

1.1.1.b- Confirm local finance

1.1.2 Prepare financial plan

1.21  Appoint manager and co-ordinator
1.2.2 Appoint all other staff

1.3.1 Adopt monitoring and control system
1.3.2 Formulate action plan

211 Obtain land

2.2.1.a Clear building land

2.2.1.b. Clear farming land

12:2.2.2a Make survey for construction
2:2.2.b  Agricultural survey

2.2.3.a. Stake out communal plot
2.2.3.b  Stake out individual plots
2.2.3.c. Stake out construction site -

3.1.1 ' Commence farming operations
3.1.2.2 Plant fixst crop

3.1.2.b. Plant second crop (etc.) .
3.1.3.a  Buy seed )
3.1.3.b  Buy fertiliser

-1 8.1.3.c. Buy pesticides _

3.1.4 - Prepare orchard land

3.21 Collect and store produce
3.2.2 - Negotiate sale of produce

4.1.1.2a Obtain water

4.1.1.b  Construct sump

4.1.2.a  Purchase irrigation equipment
4.1.2.b  Install irrigation equipment

4.2.1 - Formulate physical plans

4.3.1 Improve access road

4.3.2.a. Connect water

4.3.2.b Connect electricity -

4.3.3 Renovate farm buildings

4.3.4.a -Construct village A ’

4.3.4.b Construct community centre
4.3.4.c Construct village B . - v
4.4.1 Purchase farm tools and equipment

5.1.1 Conduct preliminary survey of
would be settlers
5.1.2 Offsite orientation of
: pre-settlers

5.2.1 Select 35 settlers
5.2.2 Train settlers on communal plot . |
5.3.1 Move settlers to individual plots
5.3.2 Move settlers to houses
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b. The Linear Responsxblhty Chart — Some Comments and Sug- -
gestlons

Certain personnel are excluded from the completed chart
-(Solution 12), including the consultants hired to examine irriga-
tion and agro-economics, the reason being that their tasks could be
subsumed under the project manager. Furthermore, some of the
categories of action which were given on page 116 may not be
- wholly appropriate; in particular, technical approval may need
‘considerable widening in scope. Another criticism is that many acti-
vities may be too large for one person, or at least may mvolve 3
others very closely. ’ »

Like many of the project management information tools,
compilation of an LRC can be an exacting task. However, the care--
ful preplanning of project actions contributes significantly to
smoother implementation. It is impossible to foresee all the detailed
actions that will be required or all the problems that will need
solving, but a well thought out network and linear responsibility
chart will at least enable the project management team to antici-
pate some of the problems of scheduling and to pinpoint responsi- -
bility for delays or inaction. It is also possible to see if any major.
project task has been overlooked, or if no person has responsibi-

- lity for an activity, especially (as in this case) when the project is of
a new kind, of which’the people involved have little or no prev1ous
experience. .

It may be noted from the LRC that the project idea is initia-
ted at a high level and a chain of command passes down to initiate
smaller and more circumscribed- activities. The chain of communi-
cation passing downward involves mainly the appointment of
expertise while that moving upward is essentially one of notify-
ing and gaining approval. This is the principle and practice of dele-
gation. In the given list of personnel, the level of a person in the
hierarchy of administration is roughly indicated by his nearness to

- the left hand side, though this structural convention is not essen-
tial in an LRC by any means. It has been done here simply for
‘convenience. It should be mentioned that the LRC is a delegating,
reporting and monitoring device for the use of the project manager

" - and it is not intended to provide.a ready made management struc-

ture, the design of which is, as was shown earller a much more
problematlcal job. *
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Further use will be made of the task breakdown and LRC to
establish project milestones, and to complete activity description
sheets. The latter are a means of assessing the detailed resource
requirements of a project, and enable a project budget to be
planned in detail. The project budget, and in particular the rate at
. which it builds up, may be used along with a chart of milestones; as
- a progress monitoring device. These three things: :

— identifying milestonesban'd preparing milestone charts;
— preparing activity description sheets;
— drawing up the project budget

are the subject of following sections of the case study. .
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SOLUTION 12: SUGGESTED TASKS AND LINEAR

RESPQNSIBILITY CHART_- ) -—H
-l .
8 H ey |
:3?}35' 22 5
6| 1] i K| §
| sdxapEihlcis
1.1.1.a  Confirm foreign finance CILF| | : NN
11.1.1.b.  Confirm local finance CIL.F; ! (| IN
1.1.2  Prepare financial plan CI1IF| | "IN
1.2.1 Appiont manager and co-ordi- T ; ‘N
: nator ' ; :
122  Appoint all other staff T1.C|C _LTN
1.3.1 Adopt monitoring and control TITI'SIC + N
system I -.,‘ O
1.3.2 Formulate action plan N|I |F|T i IN
211 Obtain land 1 ININ| L IN
2.2.1.a Clear building land * N [ClI M
2.2.1b  Clear farming land "INl el MN
2.2.2.a Making survey for construction | | ; 'N'N|C!I ‘MN|
2.2.2.b  Agricultural survey ' T ININIc] T1 N
2.2.3.a Stake out communal plot 1 1IN I
2.2.3.b Stake out individual plots : (L
2.23.c Stake out construction site IN| |ClI
3.1.1 Commence farming operations 1C{ |I
3.1.2.a  Plant first crop N[ _{C| TI{N|
3.1.2.b  Plant second crop (etc.) Ni _IC] {I|N
3.1.3.a Buy seed F| T |1
3.1.3.b  Buy fertiliser F| [T |1
3.1.3.c  Buy pesticides Fi (T |1
3.14 Prepare orchard land Cl |1
3.21 Collect and store produce N |C
3.2.2 Negotiate sale of produce {CINI] |N
41.1.a Obtain water F| I|C|C
4.1.1.b _Construct sump FINICII |C
4,1.2.a Purchase irrigation equipment - F NI [T|T
4.1.2b Install irrigation equipment J_F_‘JN 1[C
4.2.1 Formulate physical plans IFINTT|C
4.3.1 Improve access road FINICII N
4.3.2.a Connect water FINIC]I N
4.3.2.b Connect electricity FINIC[I
433 Renovate farm buildings [T T [FIFC C
4.3.4.a Construct village A .F|_ {FM|C C
4.3.4.b Construct community centre F| FMIC
4.34.c Construct village B ' P IMIC
44.1 Purchase farm tools and equip- F| (Cl I1
ment :
5.1.1 Conduct preliminary survey of .
wouldbe settlers Nl T {ci1
5.1.2 Off-site orientation of pre- |
: settlers . T| (C{I
5.2.1 Select 35 settlers : Ni {T| |Clt
5.2.2 °  Train settlers on communal plot Cl ICHH
5.3.1  Move settlers to individual plots N[ IC] [Cl1
5.3.2 Move settlers to houses N} iC| [CiI

-
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11. STRATEGIC MANAGEMENT.

In the preceding part of this Unit the discussion has mainly cen-
tered round a project matrix management organisation and the person-
nvel'vselection_ and responsibilities. In the management of development
programmes and projects, different groups of people emphasise diffe-
rent things. For some it is a good management control which ensures
performance. For some it is community participation in the project.
There are some of the view that political and bureaucratical bargaining
is essential. These and other similar views are based on generalisation of
experiences of people of particular prbjects undertaken under certain
" conditions. The concept of strategic management presents a more com-
prehensive view of management of development projects. It combines
- the project environment, programme strategy, organisational structure
and the organisational process. As Paul (1983) points “the performance
of a programme is influenced not only by each of these factors, but also
by how they interact i.e. by the degree to which they are consistent with
and reinforce one another. So top managers should try to influence each
factor and also their interaction’ (P. 35). Paul goes on to define each of
these key factors as follows: . :

11.1 Environment

_ The environment includes the forces outside a programme which

. create opportunities for, as well as constraints on, its growth. The en-
-vironment of industrial enterprises includes their consumers and their
income levels. The-environment of an agricultural development pro-
gramme includes the farming population, their levels of technology,
-water and soil conditions and climate. The environment of most de-
velopment programmes includes prevailing political conditions and
the local institutional and bureaucratic set-up. These conditions change
at different rates, and from place to place. Top managers must not only
be familiar with them, but also appraise the envirenment in order to
~ identify opportunities for the programme’s growth while minimising the
impact of any emerging constraints. Favourable environments improve a
programme’s potential for survival and expansion. Unfavourable ones
provide programme managers with difficult struggles.

11.2 Strategy

| Strategy is the set of long-term choices the programme leaders make
in terms of goals, services, policies and action plans. Successful strate-
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gies must meet both the broad programme objectives set by govern-

ment and by the environment. For example, a governmental programime

to promote small-scale industries throughout the country must have

goals and services consistent with the literacy and background of

potential entrepreneurs, the potential demand for various goods and gaps™
in the infrastructure. Strategies that meet the government’s objectives

and match the environment are more likely to succeed than those that

do not. ' ‘ T

11.3 Organisational Structure

The organisational structure of a programme is the durable arrange-
ment within a programme agency to perform the tasks defined by its
strategy. These include the distribution of authority and responsibility,
the reporting relationships and the mechanisms for intégrating- its fun-
ctions. Some strategies and environments require decentralised
structures, other require centralised ones. When diverse services. are -
offered, divisions based on the type of service may be appropriate. When
the programme operates in far flung regions, a structure based on regions
may be  justified. Structures, therefore, are not fixed or permanent.
Existing structures often limit the choice of strategies. Rigidites in
government structures often limit the ability of conventional govern-
ment departments to engage in commercial operations. Hence the prac-
tice of setting up government corporations when such needs arise. No
single structure is good for all strategies and environments. Many
development programmes fail because they are unable to adapt their
_ structures rapidly to evolving strategies and changing environments."

- Many development programmes fail because they are unable to adapt
their structures rapidly to evolving strategies and changing environments.

'11.4 Organisational Processes

Organisational processes are the instruments for influencing the
behaviour of employees and beneficiaries of a programme. If the staff of
an organisation are to accomplish. common goals, managers need the
means to motivate and influence their performance. Participative
methods used to set goals, allocate resources and implement the prog-
ramme are one set of organisational processes. The monitoring methods
for evaluating and controlling performance are another. Such processes
and systems are commonly found in industrial enterprises. They are
equally relevant in public programmes. Processes for human resource
development (selection of staff, training, etc.) are another set of instru-

472



ments. Too few programme managers seem to realise that these are not
fixed processes and that to be effective, they must be adapted to parti-
cular stratégies and structures. Thus the motivation processes for a
family planning programme may have to be quite different from that

used in a commercial crop development programme. The ri_ght mix of .
processes can improve performance; an ‘inappropriate mix will be

counter-productive. Proper organisational processes are sources of power
and influence in the hands of top management when they are tailored to
the strategy and structure of the organisation.

Paul (1983) has also suggested a line of action for strategic manage-
ment of programmes and projects. According to him the strategic
management begins with the thinking that proceeds formulation of a
- project. In this connection he suggests the following:

(a) clear uhderstanding of government objectives;
(b) analysing the environment and influencing key factors;

(c) launching of pilot projects for clearmg envn'onmental in-
E sight;

(d) phased replication of development programmes to avoid the
pitfalls of a “grand slam™;

(e) assessment of the degree of organisational autonomy required
“for implementation of the project. '

The actual work of a manager which requires strategy manage-
ment begins when he starts implementing a development project. The
strategy management which Paul suggests takes into consideration a
situation where the project manager may not have been given adequate
power and autonomy to change a situation when the project is in
trouble. He suggests several things which a manager can do to improve
the situation, and which are reproduced here under the. Copywnght
provision of the ILO.

11.5 Operational Versus Sﬁrategic Management
In theory, there should be no conflict between strategic and opera-
tional management, the latter being used to implement strategy and

monitor the everyday course of a development programme. In practice,
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however, many senior administrators and managers are totally absorbed
by the course of operations. They claim that they have little time for
strategic management. In reality, their problem is that they spend too
" much time on operational problems. They usually argue that middle
managers and officials at lower levels are neither competent nor motiva-
ted to make the right decisions. The answer lies in strengthening the
skills and motivation of the staff through training and development.
When little. attention is given to equipping people to perform their tasks
well, it is not surprising that they are unable to discharge their duties.
This important area in programme management deserves urgent atten-
tion. Top managers will be able to devote more time to issue of strate-
gic management only when they develop their subordinates and dele-
gate operational decisions increasingly to them. -

11.6 Strategic Audit

- It is often possible to initiate a formal comprehensive review of an
ongoing programme to identify and evaluate strategy that has been
followed since programme inception and propose changes in strategy and
in the management system of the programme. Such a strategic audit
might follow the line of thought presented in this book, using the ques-
tions given at the end of chapters 2 to 8. In any case, the programme
goal and objectives, environment, strategic choices, resources, organisa-
tional structure and internal processes must be reviewed. ' ‘

This might be time-consuming and technically difficult. Also, politi-
cal objections may be raised and resistance to change found among the
managers who have developed certain habits and who might think that
strategic management would demand more than their competence and
commitment permit. '

There is, therefore, an important question of tactics: how should a
strategic review of a programme be started so that it has a good chance
of success right from the start? In particular, programme managers must

_consider the attitudes and policies of government as well as the expe-
rience and attitudes of thé managerial staff. Thus, there might be situa-
tions where a strategic review of an ongoing programme should start
from the outside, e.g. by appointing a review committee to examine the
facts, interview all people concerned and come up with concrete propo-
sals for changes. However, such external review committees might often
be perceived by the programme managers as too administrative a tool for
solving complex technical and human problems, and even good review
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feports may be given no follow-up. Initiating a strategic review from the
inside with the active participation of the programme manager may be a
more viable approach. The group should start by identifying the key
problems faced by the programme and the causes of deficient perfor-
mance. This tends to be more effective for three reasons: (1) the analy-

sis can be concrete, starting from the problems faced by the staff in
~everyday operations; (2) it can be important learning exercise, since
analytical, planning and other skills of managers will increase during the
exercise, and (3) it generates more commitment to applying and utilis-
ing new ideas and proposals thus developed than would be the case if the

proposals came from an external body known to the managers concerned
only through a few interviews.

If inadequacies in strategic management are identified, the pro-.
gramme manager should initiate action to inform, educate and in-
fluence the key actors in his supervising ministry and other collabora-
ting agencies (if he has to manage a network structure). This has to be
- done tactfully, in both formal and informal ways. Obviously, common
(shared) goals could be achieved, though the proposed changes will come
in handy at this tage. This applies particularly where a programme mana-
‘ger has to achieve his goals through collaboration with a network of
agencies. A great deal however will depend on how much bargaining
power or clout he has vis-a-vis his ministry and other agencies.

11.7 Step-by-step Approach to Changes

_ Where reforms are necessary and feasible, the wise manager does
~not start with the most difficult and complex changes. Resistence and
-organisational problems will be more severe here. Instead he should

attempt to introduce simpler performance inducing changes. For exam-
ple, initiating a participative planning process with the staff or intro-

ducing a simple, yet regular monitoring system may help to build con-
fidence and credibility, and in the process prepare the ground for more -
complex changes necessary for strategic management. This means that

_while the programme manager needs an over-all concept of the direc-

tions in which the programme should move, he is prepared to feel his

way through, for tactical reasons. This approach may take considerable

time in the case of complex ongoing programmes. But this approach is

likely to be more rewarding than attempts.to rush in with a formid-

‘able set of drastic reforms. In the final analysis, it is. the programme

manager in consultation- with his ministry who should decide on the -
alternative most appropriate in his situation.
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11.8 Workshops and Seminars

Many managers of development programmes have never had an
opportunity to exchange experience about strategic management with
- their peers ana learn about new trends in the practice and theory of stra-
tegic management in training workshops and seminars. In general, more
such training is needed in most developing countries. However, general
lectures and discussions, based on foreign materials and experience are
not enough. Wherever possible, strategic management workshops should
-be tailor-made and pay considerable attention to the specific problems
that exist in given programmes. Theoretical knowledge can also be pro-
vided, but this has to be related to concrete problems faced by the mana-
gers involved. The managers’ active participation is to be encouraged; it
may well be that such a workshop will become an effective starting point

for an internal strategic review of an important development programme.

11.9 Using Consultants

Training efforts can be coupled with consultancy on strategic mana--
gement; sometimes, consultancy may be the best starting point, espe-
cially if the top management is convinced of the need to introduce
strategic management. Often, a combination of consultancy and train-
- ing turns out to be a powerful tool, Consultancy should not be viewed
as a mere “design job” with the consultants disappearing as soon as the
report is finished. Consultants should see through the critical phase of
implementation and assist in resolving issues and providing training
support wherever necessary. While this approach is well known in indus-
" try, in development programmes consultancy is often viewed as a one-
shot affair. Hence there is a need to emphasise the continuing and
supportive nature of the role consultants ought to play in the develop-
ment context. Management schools and consulting organisations must

both recognise this requirement and assist programme leaders in appre-
ciating the importance of this approach. ’

However, not all consultants fully appreciate the special problems
of managing development programmes. Thus, programme managers who
decide to invite consultancy organisations to help implement strategic
management should carefully specify their requests and screen the pro-
posals to ensure that the consultants are fully compenterit, both in stra-
teg®® management and the problems of development programmes.

476



12 _SELF-ASSESSMENT QUESTIONS

Now ask yourself following questions and see if you can answer
. them. If you have any difficulty, go over the relevant portion again:

1.

What are the features of a project management organisation
which distinguish it from other management organizations?

What is a matrix organization?

~ What in your opinion are the problems and benefits of matrlx

organization? ,

How will you go about selectlng and appointing a project
manager?

As a project manager, what type of personnel will you select
for managing the implementation of an educatlon project?
What criteria will you use?

What is strategic bmanagement?

' How does strategic mahagement facilitate the work of a pro-

ject manager?
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‘ A Annex-A
PROJECT DESCRIPTION AND FINANCING
19. Location of the Project.

‘(a) Name of the place 1. Curriculum Wing,
and administrative Ministry of Education.
district in which the :
service centre will be 2. Departments of Education in all the -
located. o provinces and Azad Kashmir.

3. Directorate of Central Government
Educational Institutions, Islamabad.

S o
(b) Total area which Primary Schools of the entire country
will be served. (1976-1981). ’
. '20. Existing facilities. Very little exploratory work has been

‘done in the provinces to provide any
equipment/aids/teaching kits to the pri- -
mary schools of their respective regions.

 DESCRIPTION OF THE PROJECT

Pakistan Government has firm commitment for universalization of
elementary education for boys by 1985 and for girls by 1990 along with
the desire to design the system of elementary education in such a way
that those who drop out after 8th class must carry with them, basic
- knowledge, skills and attitudes which they can use in their future voca-
tions and thus contribute positively to the economy of his local commu-
nity. The new system, therefore, needs to be designed to produce an
open minded citizen with a dynamic, creative and objective out look of
life and a deep concern for the improvement of the society in general '
and his community in particular.

The Education Policy, inter-alia, envisages that:—

“The system of elementary education will be so designed that the -
knowledge and skills imparted, attitudes implanted and the learn-
ing ‘methods employed will ensure that those not proceeding to
secondary educatxon can be usefully absorbed into the economy of
the local community .
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This is a commitment both in quanutw and the improvement of
quality of instruction. If we continue increasing the number of schools
without taking into consideration the quality factors under the given
financial and human constraints, the real purpose of universalisation of
education may not be achieved. By using outdated approaches to teach-
ing, doing cook-book type experiment/activities in the class room, it is’
just impossible to improve the quality of education. It is only through
new innovative techniques and effective use of instructional technology
that we can achieve the desired long range goal of producing citizens who
could positively contribute in the economic growth of the country effec- -
tively in whatever-jobs they may be assigned in future. In order to emple-
ment this aspect of the Education Policy, it was deemed necessary that
some concrete steps must be taken to improve the quality of education

_at the elementary stage. .

The most strategic entry point in bringing a forward looking change
is to reorganise and reorientate our outdated and outmoded Teacher
Education Programme in line with the emerging socio-economic changes
in the country. The new curricula can not be implemented unless the .
entire sehool system has facilities in terms of equipment and trained
manpower of qualified teachers to incorporate the new spirit and philo-
sophy which has inspired the entire process of curriculum reforms in the
country.

Keepmg these consxderatlons in view, the Curriculum Wing has
developed a comprehensive project on teaching kits to be provided to all
the primary schools of Pakistan for the improvement of primary educa-
tion. UNICEF has provided -a generous grant to collaborate with the
Ministry of Education in its efforts in the improvement of quality edu-
cation at the primary level. This project is to be launched in a phased
‘manner.

We know that an understanding of the basic Science and Mathe-
matics is essential for our future Farmer, Technician, Doctor, Scientist
and Teacher. The rapid march of Science and Technology in the last two
decades had caused educators to realise that teaching in today S Space .
era’ must differ in emphasm purpose and kind from that of ‘pre-space’
exploration era. The emerging socio-economic changes in Pakistan are
geared to rapid shift towards Science and Technology and demand a pro-
gramme of educatlon with entirely new dimensions.

Present knowledge explosion demands that our students must learn
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to identify  problems, seek their -solutions, interpret their conclusions’

with  statistical validation rather than just memorize bunch of facts,
principles and laws. This means acquiring an understanding of basic
principles- and developing skills of observation, expenmentatlon and an
attltude of questxomng and exploring.:

Most people in real life encounter. their environment as a whole.

They do not experience Physics/Chemistry/Maths/Social = Studies as
“such. Most citizens do not have to have all of contemporary knowledge
at their fingertips, nor do they need to be able to conduct sophisticated

scientific research. They do need, however, to learn'how to seek informa-

tion effectively, how to make sensible Judgement from in-adequate data,
and how to get answers for themselves about the situations they ex-
penence

It is on this philosophy that teaching kits for primary level were
designed and developed. They are designed to promote understanding of
the process rather than facts. This unique innovation in experimentation
aims at the total development of the personality of the learner through

" the effective involvement -of the senses in the observation, exploration
and understanding of the natural as well as man made environments
through inquiry and open-ended activities which children can perform at
home, at school or even under a tree with the help of a self contained, self
sufficient package of essential activities without necessary paraphernalia
of addltlonal laboratory facilities.

"'This scheme is being envxsaged as a comprehensnve programme for
‘the age group of 5 — 10, based on Piaget’s stages of the development of
children. Instead of stressing learmng of facts, development of basic
scientific concepts and principles in the context of theéir natural environ-
ments and applications of process has been emphasised. In short, experi-
mentation has been-based on understandmg of the process. It is the pro-
cess of observing, investigating, exploring and analysing that can bring
~knowledge deemed necessary for living better in this world activated
by science and technology. The Education Policy has emphasised the
need for the improvement of quality of instruction by prov1dmg teaching
kits and audio visual materials to the educational institutions at all levels
in the country. The Government has, therefore, established a National
. Instructional Technology Unit within the Curriculum Wing of the Minis-
~ try of Education to provide the necessary leadership role for the produc-
‘tion and supply of new teaching materials to the educational institutions.
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- Committee on the production of teaching kits. This Committee has -

The Instructional Technology Unit has constituted a National -

already prepared a list of items which are to be included in the proposed
teaching Kits. The prototype of the National Teaching Kits has already-
been produced at the National Education Equipment Centre, Lahore

I Summary of the Steps Already Taken for the Development of the

Kit.

The fo]lowmg steps were taken in the process of prototype klt
development:— :

1.

Content analysis: Content was analysed from level 1=V keep-
ing in view the ‘sequential aspects of Concepts from s1mple to
complex :

Some major concepts were selected in view’ of thexr 1mpor-'

_ tance and role they play in the understandmg of the funda-

‘mental concepts likely to. trigger the curiosity of child by
creating interest and motivation in learning. '

On the basis of these selected concepts activities were planned -
and written.

Out of the numerous activities that could be performed in the
class room situation, only those activities were chosen which
in the opinion of the national committee were likely to be

interesting, exciting and motivating for children of age group
'5’—- 10 ,

A comprehensxve list of the equlpment/matenals needed to
conduct these selected activities was then prepared.

Keeping in view the professional experience of the experts and
their areas of specialization, the national committee assigned -
specific activities to -various experts, to be prepared in their
institutions for possxble use in the prototype of national teach-
ing kit.

From among the‘ numerous activities/models/toys deVeloped

by the individual experts during their last 1 — 2 years indepen-
dent research, suitable activities'models/charts/experiments
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10.

11

12.

13.

were chosen by the commxttee of experts for inclusion in the

proposed National Teachlng Kit.

On  the recommendatlons of the Natlonal Committee, The
National Educational Equipment Centre, Lahore, was com-
missioned to develop a prototype of the national teaching kit.

The National Committee also decided that a teacher’s manual
on ‘how to use’ the kit effectively should also be ‘prepared.

- This teacher’s manual is now in the final stages of develop-

ment and during next meeting of the National Committée the
manual will be discussed, modified and approved. Soon after
its approval, it will be printed for distribution alongwith the
kit to the selected primary schools for experimental .trial.

The National Educational Equipment Centre, Lahore, on the
recommendations of the National Committee has now finally
prepared a prototype of the National Teaching Kit for selec-
ted trial and after suitable modifications, it is likely to be dis-
tributed to all primary schools of Paklstan

This multipurpose teaching kit consists of self-contained and
self-sufficient package of open-ended activities in Science,
Maths, Social Studies and Urdu along with- a teacher’s basic
tool box and teacher’s manual describing possible ways of con-

ducting the activities for slow learners, average learners, and

suggests additional activities for talented students, thus
meeting the individual differences of children-— a very crucial
aspect of human learning. - :

This teaching kit will be partially tested in the selected prima-
ry schools of Pakistan on population (rural-urban and boys-girls)
basis and on the basis of the results, it will be modified and
changed. After this limited experimental try-out the kit will

be distributed to all the primary schools of Paklstan according
to a phased programme.

Orientation wotkshops are now being planned by the Minis-
try of Education to train the master-teacher trainers in-the .
know-how of the kit so that teachers are acquainted well be-

fore they actually start teachmg through kit. In this connec-

tion, a comprehensive in-service and pre- service programme for
training teachers is also under way.
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14,

“he potential of this innovation in improving teaching-learn-
ing situation at primary level would be further explored as

“more research and experience is accumulated over a period of

years..

II. Recommendations of the National Committee of Teaching Kits.

‘The National Committee on Teaching Kit'co'nsisting of scientists,
educators, curriculum experts, equipment experts, and workmg teachers _

1.

made the followmg recommendatxons‘

This Committee strongly recommends that this Nationel
Teaching Kit may be approved by the Federal Ministry of Edu-

.cation and be distributed to all the schools of Pakistan as soon

as the desired number. of Teaching Kits have been manufac-.

 tured through a phased programme

The Ministry- of Educatlon should: unpress upon UNICEF to -
get all the items manufactured from local manufacturers of -
Pakistan.

[}
The quality control should be made the responsnbrllty of the
National Educational Equipment Centre, Lahore.

For supply and distribution purposes, the first pnonty should
be given to all the Teacher Training Institutions, both in-ser-
vice and pre-service, Curriculum Bureau and the Teacher
Training Colleges. The kit should be distributed to urban and
rural institutions on the basis of populatlon fxgures '

The Committee also decxded to prepare a Teacher s manual to
go along with the Teaching Kit, consisting of basic equip-
ment lists in simple line diagram, concepts to be developed,
materials needed and procedures in line with the spirit of the
new curricula approaches. The manual will also include guide-
lines for the teachers, suggested activities for talented students

‘with spec1al instructions for mamtenance, procurement of

expendable materials and evaluation form for feed back infor-
mation etc.

.The Committee also proposed that a provision. of some suita-

ble recurring expenditure for the schools which are to be
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supplied- with these kits be made by the provinéial‘govern-
ments concerned. : v :

II. Mode of Operation

© For the .prod'uction ‘and distribution of the Teaching Kits, the
amount involved in this project will be issued as grants-in-aid to.the-
National Educational Equipment Centre, Lahore.

Details of the kits in science, mathematics, urdu and social studies _
alongwith teachers tool kits are appended in annexures ‘A’ — ‘E’.

12.- Date of estimation of  1.12.1975.
capital expenditure. o

13. Capital cost. - (In Lakh Rupeés)- :
: ' 76-77 7778  78.79 - 7980 8081

~100.00 100.00 100.00 50.00 50.00
Local. o :
FEC. - - - - -

*100.00 100.00 100.00 50.00 50.00

- 14. Basis of cost estimates © A National Committee on the produc-

tion of Teaching Kits was constituted by
the Federal Ministry of Education. This
Committee held. its first meeting at the
National Education Equipment .Centre,
Lahore, in the month of February, 1975.
This Committee prepared a list of items
-which are to be included in the teach-
ing kits. The Committee also worked .
out 'the cost of each item. The lists pre-
pared by the Committee are enclosed
with this scheme. o ‘

15. Estimates of annual re- . Nil

‘curring expenditure after.

completion
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"16.

17.

18.

19.

20.

21.

22.

Unit cost dutput

Expected income .

Annual phasing of phy-
sical requirements.

All the 80,000 primary schools wxll be
provided teaching klts .

The scheme is intended to provide ade-
quate facilities for the improvement of
instruction in the country. Better edu-
cation will result in better man-power
training which is the essence of all de-
velopment activities in the country.

'(In lakh fupees) o o
76-17 77-78 78-79 7980 8081

100 00 100 OO 100.00 50.00 50.00

Local cost (for detanled phasing of physical equlp-

Foreign Exchange expén-
diture.

(a) likely sources of fo-
reign exchange.
(b) Present position
regarding availabi-
" lity, commitment,
or negotiations.

Sources of rupees com-
ponent.

Results of the Project

' (i) Direc benefits

(i) Indirecﬁ and other
"~ benefits

ments, please see table 1).

Nil

Nil

'UNICEF has agreed to provide Rs. 25

lakhs for the production of Teaching
Kits for the primary schools. . :

Government of Pakistan

About 80,000 primary schools will
have ‘teaching kits to effectively imple-
ment the new Curriculum'.

The provision of teachmg kits to pn-
mary schools would provide the tea-
chers with the essential resources re-

*quired for the improvement of instruc-

tion. The'qualitativ'e improvement of ins-
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23.

2.

. (a)

(b)

()

()

(c)

, @

R (e)

25.

"26.

Approximate num-

. ber and categories -

of job opportunities

. likely to be created.

Economic life of
components of pro-
ject.

Manpower

Likely shortage of
manpower

‘Steps to be taken to

assure availability of
manpower

Approximaté num-
ber of persons re-

per year ‘
Total capital outlay

_Ph'ysi'cal and other facili-

ties required for the pro-

ject

Materials, supplies and
equipment requirements.

A-FI. Total requirements

of building

tructxon would help introduce the cum-
cula in a more effective manner.

" (a) The production and - distribution

work of the teaching kits will be
"done in- ‘the private enterprises th- -
rough-out the country under the
- supervision of the National Educa-
- tional Equipment Centre, Lahore.

(b) About 25 years

Nil

Nl

SNl L7

Nil

. quired to be trained.

- Nil
Nil

The Production of 80,000 teaching kits
will be entrusted to private enterprises
throughout the country. The prototype
of the teaching kit is being produced at

. the National  Educational Eqmpment
" Centre, Lahore.
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A—II Materials, spares

', and supplies and

equipment for
operation of pro-
“ject.

r

These institutions involved in the project
already have adequate manpower/equip-
ment facilities to produce these mate-.
trials. :
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