PIA 2731, The Logical Framework, Lecture 3:

Project Implementation and Monitoring

	Table: Characteristics Affecting Project Implementation

	
	

	Less Problematic
	More Problematic

	
	

	1.  Simple technical features
	1.  Complex technical features

	2.  Marginal change from status quo
	2.  Comprehensive change from status quo

	3.  One-actor target
	3.  Multi-actor targets

	4.  One-goal objective
	4.  Multi-goal objectives

	5.  Clearly stated goals
	5.  Ambiguous or unclear goals

	6.  Short duration
	6.  Long duration


PROJECT IDENTIFICATION, FORMULATION, PREPARATION AND DESIGN (I)

A. A project is an intervention that addresses a problem. Logically, then, the first step is to identify the problem, (this is project identification) but in reality cutting a problem down to practical dimensions is often difficult. Sometimes a design team is directed to design a particular project because the donor agency has already made a determination about the problem to be addresses. When this occurs, the project that will be designed is in large part determined by the specializations that the team members bring to the exercise.

Second, the goal of the intervention (project) must be identified. Specifically, what is the project to do? What tasks is it to perform? And third, what kind of institutional and organizational structure will enable it to accomplish its goals? Since a project organization will carry out a variety of tasks, it must be constructed in light of those tasks and of the environment in which they are performed. The design of a project, therefore, is a three-dimensional puzzle for a design team, and the key is to get components right simultaneously.

For project design teams to succeed, local beneficiaries or their representatives should be involved at an early stage in the design deliberations. Just exactly how and when this is done depends on the nature of the team membership.

B.
  Evaluation studies indicate that developing nations and assistance agencies experience severe problems in attempting to perform formal, rational analysis in project identification. Most countries lack effective procedures for project identification within national planning agencies and operating ministries. Weak conceptual and operational links between national planning and project identification are reinforced by ineffective communication of national plan goals and objectives to various national, regional, local, and special interest constituencies with investment funds and by the inability of planners in many countries to mobilize political support for planned programs and projects. National plans often fail to provide a strategy for development and to specify policies, programs, and activities required for plan implementation and for allocation of scarce national resources. Under these conditions projects are often misdirected toward low priority development needs because funding agencies impose their own priorities on recipient governments. In other cases high priorities are assigned to project ideas sponsored by powerful special interest groups. The evaluation documents of international assistance agencies regularly bemoan the failure of governments to develop a set of policies or strategies for the sector in which projects are proposed and to provide policy guidelines for project definition, preparation and assessment. Problems are compounded by the limited staff time available within international assistance agencies to assist government planners with project identification and preparation, leading to a preference for large projects in developing countries with better project identification capacity than for smaller projects in the poorest countries with limited preparation capabilities. Excessive turnover and rotation of field representatives of assistance agencies, moreover, create difficulties in establishing informal contacts, formal relationships, and knowledge of the country that result in successful project identification. But weaknesses in the overall planning system are by far the most prevalent deficiencies in project identification and definition. Most developing countries simply have not been able to create formal systems linking national planning with project identification.

Once development needs are identified and translated into investment proposals, assistance agencies require projects to be prepared and designed in sufficient detail to permit appraisal using financial, economic, social, technical, managerial, and institutional criteria. Clearly defined immediate and long-range development objectives must be established, the pre-conditions and their existence, or the potential for their creation, assessed.

	PROJECT BUDGETING CONCEPTS

Create a mental image of the project in action.

	Think in terms of Discrete Activities/Events:
	workshop; conference; service delivery; needs assessment; survey; research; evaluation; site visit



	Think in terms of Units Moving Through Time
	person - per day/week/month

service dispensed - per day/week/month 

site visit - per day/week/month 

participant - per day/week/month



	*When appropriate, include additional time needed for preparation and wind-up activity. For example, design work and report writing.



	*Option: Combine the units with time. For example, 2 persons for 5 days each = 10 person/days-, 20 participants for 3 days each = 60 participant/days



	Think in terms of Static or Moving Locales
	local, sub-national, national, international



	If locales change, think in terms of Movement
	car rental, airfare, trainfare, hotel, taxi, per diems (an allowance for food and incidentals) based on USAID published rates by country/city



	Think in terms of Support Functions
	equipment rental; fax/telephone; supplies, insurance, fees/taxes; report/document production; advertising


BUDGET RATE LIST

LABOR (Salary based on bio-data information for either a 5-day or 6-day week)


International Consultant
400/day


Local Consultant
100/day

PER DIEM (Room, meals and expenses; based on a 7-day week)


International Consultant
100/day


Participants
54/day

TRAVEL (Could include car rental and in-country/regional airfares/train fares)


Business Round Trip: New York-Eritrea
3,000/person

MISC. DIRECT COSTS (Should include some basic items together with activity-dependent items)


Fax/Telephone
50/day


Report Production/Photocopying
40/day


Teaching—A/V Materials
20/day


Computer Rental
100/day


DBA/SOS (insurance-intl. consultant)
82/day

Eritrean Community Rehabilitation Fund (ECRF)

BUDGET SUMMARY

IDS Project Team

	Category/Description
	Total Cost Estimate
	Year 1
	Year 2
	Year 3
	Year 4

	I. Overall Fund Capacity
	$350,000
	
	
	
	

	1.1 Workshop/Retreat
	
	
	
	
	

	1.2 Training Needs Assessment
	
	
	
	
	

	1.3 Research Fund
	
	
	
	
	

	1.4 Preparation of Handbooks
	
	
	
	
	

	1.5 Assessment
	
	
	
	
	

	II. Organizational Capacity of Fund Staff
	$2,500,000
	
	
	
	

	2.1 Training and Social Development Induction Course
	
	
	
	
	

	2.2 Project Development Management and the Project Cycle
	
	
	
	
	

	2.3 Sub-Unit Training
	
	
	
	
	

	2.4 Workshop on Community Centered Development and Training
	
	
	
	
	

	2.5 Project Monitoring and Evaluation
	
	
	
	
	

	2.6 MIS Training and Software Design/Applications
	
	
	
	
	

	2.7 Financial Management
	
	
	
	
	

	2.8 Training for Procurement
	
	
	
	
	

	2.9 Study Tours
	
	
	
	
	

	2.10 Overseas Certificate Course
	
	
	
	
	

	III. Reconstruction and Development Offices
	$550,000
	
	
	
	

	3.1 Promotion and Outreach Seminar
	
	
	
	
	

	3.2 Training of Trainers
	
	
	
	
	

	3.3 Promotion and Training of Trainers
	
	
	
	
	

	IV. Community Outreach and Promotions
	$510,000
	
	
	
	

	4.1 Community Participation in Development Projects
	
	
	
	
	

	4.2 Contracting Workshops
	
	
	
	
	

	4.3 Training of Trainers
	
	
	
	
	

	V. Sectoral-Based Technical Training
	$750,000
	
	
	
	

	5.1 Training and Visit Program
	
	
	
	
	

	5.2 Sectoral Project Management at Community Level
	
	
	
	
	

	VI. Linkage Building for Decentralized Fund Structure
	$440,000
	
	
	
	

	6.1 Promotion Workshops
	
	
	
	
	

	6.2 Village Monitoring and Evaluation Seminar
	
	
	
	
	

	6.3 District Monitoring and Communications Seminar
	
	
	
	
	

	PROJECT TOTAL
	$5,100,000
	
	
	
	


ECRF-0102-96 Budget

ERITREAN COMMUNITY REHABILITATION FUND

Budget for Programme Support for Capacity Building

Strategy 1:

Overall design and organization development for the expanded fund

	TOTAL COST US$
	713,625.00

	Strategy 1.1 Workshop/Retreat

100 participants @ US$225 per diem; 1.5 days
	

	
	33,750.00

	Strategy 1.2 Training Needs Assessment

a.- 100 participants @ US$225 per diem; 14 Days

b. Contracting of a consultant teem for methodology

and facilitating purposes
	

	
	315,000.00

	
	

	
	34,875.00

	Strategy 1.3 Research Funds

Employment of a Consultant @ US$ 64.000 a year

for 3 years.
	

	
	

	
	192,000.00

	Strategy 1.4 Preparation of Handbook

Contract with publisher
	

	
	10,000.00

	Strategy 1.5 Assessment

Employment of a Consultant @ US$ 64.000 a year

two Assessment periods (middle second year to end)
	

	
	

	
	128,000.00

	TOTAL STRATEGY 1
	713,625.00


ECRF-0102-96 Budget

Strategy 3:

To strengthen local government officers to support Fund outreach, implementation and monitoring activities.

	TOTAL COST US$
	642,400.00

	Strategy 3.1 Promotion and Outreach Seminar

20 particip @ US$225 per diem; 4 days, 4 years (times)
	72,000.00

	Seminar expenses (consultant contract)
	20,000.00

	Strategy 3.2 Training of Trainers

National: 100 participants @ US$ 40 per diem; 14 days for 4 years. (10 participants per region)
	224,000.00

	Regional: 120 participants per activity, 8 activities,

14 days; $ 20 per person. (60 participants per region)
	268,800.00

	Strategy 3.3 Promotion and Training of Trainers.

Contract with publisher
	57,600.00

	TOTAL STRATEGY 3
	642,400.00


Summary Totals (by Year/Category)
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Year 1

Year 2

Year 3

Year 4

Year 5

Totals

I. Assessment

55,032

55,032

II. Organizational Development

1,056,906

1,056,906

III. Training for Staff

162,946

1,654,872

1,240,366

1,041,078

995,178

793,794

5,888,234

IV. Outreach Training

725,746

2,177,821

2,267,795

2,224,605

2,224,605

1,323,595

10,944,167

V. Sub-Project Based Training

143,606

1,023,060

1,538,500

1,668,660

1,538,500

1,338,160

7,250,486

VI. Analysis/Research Fund

800,000

50,739

50,739

50,739

50,739

50,739

1,053,695

Category Totals

1,832,298

6,018,430

5,097,400

4,985,082

4,809,022

3,506,288

26,248,520
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PROJECT EXECUTION - SCHEDULING AND CHARTING

Various systems exist for tracking and reporting the progress of projects. All have certain advantages and disadvantages, and managers will have to judge which type is most useful for their specific needs. In general, the following steps should be observed in developing a chart for a project.

1.  Level of Detail—decide what amount of detail should be displayed.

2.  Sequence—determine in what logical sequence the various activities will be carried out.

3.  Duration—estimate how long each activity will take.

4.  Preliminary Schedule—do a preliminary schedule assuming that resources from each participating organization are available when needed.

5.  Discussion with Representatives of Participating Organizations—discuss the preliminary schedule with representatives of each organization participating in the project to identify problems in getting their commitment to provide resources to support the project.

6.  Realistic Schedule—keep revising the schedule until a consensus is reached by all those involved in the project.

Instructions:

Refer to the Resource Allocation Chart you developed in the last exercise. Develop a project schedule using a GANTT chart that shows the sequence and the duration of the activities you have identified for implementation of the Ahmose Pipeline Project.

PROJECT EXECUTION - MONITORING AND REPORTING

Project monitoring and reporting is simply defined as: providing the right people with the right information at the right time.

Monitoring is the conducting of a periodic review of the status of the project activities in order to predict if scheduled events are going to be achieved.

Reporting is notifying members of the project team and higher-level supervisors about the status of project activities and events to allow them to perform their responsibilities.

Instructions.  As project manager of the Ahmose Pipeline Project, you should be able to monitor your activities so that you know:

1) to what degree an activity has been completed

2) resource requirements for the activity and at what rate the resources are being consumed, and

3) the quality and quantity of achievement both during an in-progress review of the activity and upon its completion.

Using the information you have developed in designing and scheduling the Project, perform the following responsibilities:

1) Determine who among your superiors and project team members needs to be notified about the status of project activities.

2) Show on the GANTT Chart which you have prepared the dates when each activity will be monitored.

3) Choose an activity from your GANTT Chart and assume that it is about to be completed as scheduled. Notify the people who need to be informed about this using an "Achievement Report."

4) Choose another activity and assume that its achievement is not going to be accomplished on schedule. Use an "Exception Report" to notify the appropriate personnel.
PROJECT EXECUTION - RESOURCE ALLOCATION

Project implementation consumes resources. The principle resources available are: men, money, materials, machinery, and time.

As manager of the Ahmose Pipeline Project you are expected to use resources efficiently and effectively to achieve the project objectives. Referring to the Log Frame you have developed for the project, calculate the list of resources you will need.

1. Determine the kinds of resources and the quantities needed. Use "Resource Needs Chart" provided to help you.
2. Determine who is responsible for specific activities. Use the "Implementation Responsibility Chart" to help you do this.
Resource Needs Chart (RNC)
	IF: (These Resources Available)
	THEN: (Activity)
	Takes:

Time Duration

	
	
	
	
	Number
	Description
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


Source:  Project Management System, Practical Concepts Inc., Washington, D.C., 1979.

Monitoring1
It is important to distinguish monitoring from actual evaluation studies. Monitoring involves the collection of information about the project while it is in progress. The emphasis is on continual feedback about the ways in which resources are used and the manner in which implementation is being conducted. These data are constantly fed back to those people involved in the project so that immediate changes and adjustments can be made. The project staff quickly decided to set up satellite centers in order to reach a wider group. Feedback can either consist of formal reports and memorandums to all staff, or it can be more formal.

One informal process is worth describing more fully because it is so often overlooked. It is variously called "storytelling" or "process documentation" and uses observation methods to describe the actual process of carrying out a project. The director of an irrigation project reported that when she arrived and needed to catch up on what had been done, the most useful information she found was anecdotes or personal accounts of the project. They described the actual problems and conflicts that had occurred and the anxieties that people faced. Because these accounts proved so useful, the project management adopted a new research strategy that they call process documentation. It is based on monthly reports that "tell the story" of what has been occurring. In addition to quickly zeroing in on problems, such an approach does not tell us much about the immediate results of a single project. A more immediate indicator is access to health services, rather than health itself.

Multiple Indicators

Indicators need to be valid—they must measure what you want them to. Indicators must also be reliable - if someone else does the measuring, he/she should produce the same result. In almost all cases it is desirable to select multiple indicators; these will correct any validity or reliability problems that single measures may have. Being close to the situation and knowledgeable about it and having imagination are often the keys to establishing useful indicators. Consider the following examples.

Credit.  In order to determine how successful a project has been in increasing the availability of credit in a region, the following indicators have been proposed:

· increase in field staff

· number of rural banks established

· number and value of import and distribution loans

· number of loan applications received, processed, approved
Land Reform. Indicators of land reform can include:

· number of titles registered

· percentage of farmers on their own land

· necessary legislation passed

· average size of landholding

· number of hectares aerially photographed

Institutional Capacity.  Measures of a government's capacity for handling development problems are:

· time in existence

· professional status recognized

· technical comptence proved

· survival capacity demonstrated

· ability to attract financial resources shown

· capacity to innovate demonstrated

· linkages established with community groups

· services being used in community

Exception Report Format

	Condition:
	· Identifies event in danger or missed by name and number



	Problem:
	· Discusses nature and source of problem being reported



	Project Assessment:
	· Discusses impact on project

· Presents alternatives, and advantages and disadvantages of each

· Recommends best alternative



	Action:
	· Specifies actions already undertaken

· Specifies action requested and date by which actions are needed


Source:  Project Management System, Practical Concepts Inc., Washington, D.C., 1979.

Achievement Report Format

	Condition:
	· Identifies event achieved by name and number



	Achievement:
	· Discusses level of achievement (quantity and quality)

· Measures achievement against preestablished performance expectation

· May include explanation or interpretation of achievement



	Project Assessment:
	· Assess current status of project in general

· Alerts management to key issues upcoming

· Validates schedule of future events and resource adequacy



	Action:
	· Specifies actions presently being taken

· May request actions to be taken by others, and date required



	Next Reporting Event:
	· Identifies name and date of next scheduled achievement report


Source:  Project Management System, Practical Concepts Inc., Washington, D.C., 1979.

IMPLEMENTATION RESPONSIBILITY CHART

	Individual or organization unit

List of activities
	(a)

Project Implementor
	(b)

Program Manager
	(c)
	(d)
	(e)
	(f)
	(g)
	(h)

	1.
	
	
	
	
	
	
	
	

	2.
	
	
	
	
	
	
	
	

	3.
	
	
	
	
	
	
	
	

	4.
	
	
	
	
	
	
	
	

	5.
	
	
	
	
	
	
	
	

	6.
	
	
	
	
	
	
	
	

	7.
	
	
	
	
	
	
	
	

	8.
	
	
	
	
	
	
	
	

	9.
	
	
	
	
	
	
	
	


Chart Key:  Rs=Responsible for Action; Ap=Approval Authority; Rv=Review Action; Su=Support Activity; In=Inform of Activity

Source:  Project Management System, Practical Concepts Inc., Washington, D.C., 1979.

IMPLEMENTATION DIAGNOSIS WORKSHEET
	DIAGNOSIS:
	ACTION PLANS:

	Problem Situation
	Indicator
	Causes
	Implications

(Time, Performance, Cost)
	Corrective Actions (2 for each)
	Action Agent
	Time Frame

(start-finish date)
	Redesign Implications

	
	
	
	
	
	
	
	


� Excerpts from Carole Bryant and Louise G. White, Managing Development in the Third World, Boulder, Colorado, Westview Press, 1982.


� Excerpts from, "Planning Development Projects," Edited by Dennis a. Rondinelli, Stroudsburg, Pennsylvania, Dowden, Hutchnson and Ross, Inc., Community Development Series, Volume 35, 1977


1 Excerpts from Carole Bryant and Louise G. White, Managing Development in the Third World, Boulder, Colorado, Westview Press, 1982.
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Chart1

		I. Assessment

		II. Organizational Development

		III. Training for Staff

		IV. Outreach Training

		V. Sub-Project Based Training

		VI. Analysis/Research Fund



Summary Totals

Budget Category Allocations

55032

1056906

5888234

10944167

7250486

1053695



Sheet1

				Pilot		Year 1		Year 2		Year 3		Year 4		Year 5		Totals

		I. Assessment				55,032										55,032

		II. Organizational Development				1,056,906										1,056,906

		III. Training for Staff		162,946		1,654,872		1,240,366		1,041,078		995,178		793,794		5,888,234

		IV. Outreach Training		725,746		2,177,821		2,267,795		2,224,605		2,224,605		1,323,595		10,944,167

		V. Sub-Project Based Training		143,606		1,023,060		1,538,500		1,668,660		1,538,500		1,338,160		7,250,486

		VI. Analysis/Research Fund		800,000		50,739		50,739		50,739		50,739		50,739		1,053,695

		Category Totals		1,832,298		6,018,430		5,097,400		4,985,082		4,809,022		3,506,288		26,248,520
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				Pilot		Year 1		Year 2		Year 3		Year 4		Year 5		Totals

		I. Assessment				55,032										55,032

		II. Organizational Development				1,056,906										1,056,906

		III. Training for Staff		162,946		1,654,872		1,240,366		1,041,078		995,178		793,794		5,888,234

		IV. Outreach Training		725,746		2,177,821		2,267,795		2,224,605		2,224,605		1,323,595		10,944,167

		V. Sub-Project Based Training		143,606		1,023,060		1,538,500		1,668,660		1,538,500		1,338,160		7,250,486

		VI. Analysis/Research Fund		800,000		50,739		50,739		50,739		50,739		50,739		1,053,695

		Category Totals		1,832,298		6,018,430		5,097,400		4,985,082		4,809,022		3,506,288		26,248,520






